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MANAGEMENT

Showdown at
Generation Gap

By Laurie Arendt

ave you noticed lately that the face of management has a younger, fresher

and more energetic visage — much in contrast to earlier decades, when pro-

motions tended to be based on seniority? In today’s fast-paced economy,
management jobs are going to the Generation X whiz-kids who are comfortable with
technology and bring a change of outlook to the job. It’s a trend that’s just starting,
but it’s already causing a shake-up in the workplace.

1¢’s stil fairly early to make a judgment ¢all on Xers’ management
skills. “For the most part, Xers are just starting the move into super-
visory positions, but they really haven’t yet reached the executive
level,"” says Joan Lioyd, a Milwaukee-based author, management con-
sultant and speaker. “The one exception is with dot.coms, which are
often founded by Generation Xers.”

This group is rapidly gaining management momentum, “We're
Boing to sec Xers skyrocket into Mmanagement positions simply
because there aren't enough people do go around” says Lloyd.

Contlict arises between the Boomers and Xers because each group
approaches work from fundamentally different perspectives,
Boomers are team players and tend to be process oriented. Group dis-
cussions are a valid part of doing business, hence the traditional
meeting-heavy nature of doing business, Achievement happens by
paying your dues.

Xers, on the other hand, tend to be very action oriented. Given a
task or objective, they wan( the independence, resources and autono-
my to reach it on their own, They are notoriaus for seeking out the
“whys" in issues, which often seems like a challenge to a Boomer.
Xers dont believe in paying their dues bhecause other opporiunities
for growth are available elsewhere. In fact, some Xers don't appear
to be developing an interest in leadership al all,

One trend that Lloyd las observed — particularty among dot.coms
and Xer start-ups — is the inclusion of a token Boower in a leader-
ship rale, “The company founder night fust be wriling code at his or

her computer somewhere in the building,” says Lloyd. “The Boomer
steps in as the traditional leader or assumes responsibility for the
managerial role.”

This trend can be felt elsewhere as companies in all industries
struggle to fill leadership roles. “Employees don't want to be
weighted down with the responsibility end wear that target on
their back. It will be interesting to see how Xers respond to this
chellenge since many don’t feel a sense of long-term loyalty to a
company,” says Lloyd.

If you're a Baby Boomer, there's a very good chance that your
career goals included finding that “killer job It's not so much dif.
ferent for your Generation X counterpart, with one slight word sub-
stitution. The typical Generation Xer doesn't yearn for a killer job,
bat for a “killer life

What is a killer life? It includes a satisfying, interesting career that
offers continued growth and learning opportunities, but not an exces-
sive time commitment, The ideal killer life balances work with fam-
ily and personal time.

This new working paradigm is being accepled by members of
other demographic groups, Instead of long hours in the office, many
Baby Boomers are now juggling their schedules to find time to attend
their children’s {and even grandchildren’s) activities,

Can such a casual approach 1o a carcer be successiul? According
to Lloyd the answer is yes, “This is one of the biggest influences
Generation X has hud in the warkplace,” she says. “They've led the
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Who would know beer? Vern Vandenberg
of Community Engineering Consuliants was
instrumental in the site planning, design and
construction of the AMS Business Park here in
Howard. This 100 acre park is ideally suited
for professional and service businesses looking
for a prestigious location in ane of the
Midwesl's dynamic growth areas.

“Historically, the economy in the Green Bay
ared hus been vinwally recession-proof because
of the strong industrial hase.

Hugh Thomeos
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"We feel our investment is protected
because of the village's commitment to creating
quality sites for businesses like ours. The vil-
lage can offer help wilh affordable land and
construction financing through its Revolving
Loan Fund Program,*
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way in finding flexibility and balance in a
career”

But a1 the same time, such a perspective
doesn't always sit well with some Baby
Boomers, many of whom made tremendous
time sacrifices (o get where they are today.
Margo Walther Frey, owner of Career
Development Services in Milwaukee,
observes that Boomer managers often com-
plain that Xers don't take work seriously, at
least when assessed in the traditional
Boomer value system.

One of the biggest differences between
Xers and Boomers is in the way each group
views commitment and loyalty. “For
Boomers, commitment and loyalty often
mean the same thing, but Xers don’t believe
that" says Joan Lloyd. “They watched their
parents knock themselves out for companies
and then get downsized. They inherently dis-
trust organizations and don't believe in loy-
alty to one specific employer.”

When Xers first entered the workforee,
they faced an uphill battle to disprove many
negative stereotypes. While still generally
cynical and “me focused” (as opposed to
“company focused™), this demographic
group is developing a reputation for being
ambitious, creative and focused on work.
But these qualities may not translate well
into the management arena.

ers currently in management posi-

tions tend to view their employees

from a more holistic perspective than
Boomers do, says 28-year-old Darrin
Engelbert, vice president of Milwaukee's
Information Solutions, a technical consult-
ing company.,

“I look at the employee’s needs and per-
sonal goals, and not just his or her profes-
sional goals,” he says. “What he or she hopes
(o accomplish outside of the workplace is
just as important to me"

Engelbert doesn't consider himself a
stereotypical Xer, instead characterizing his
management style as a hybrid of Xer and
Boomer traits. “On the Xer side, I do believe
in coming to work, kicking butt and then
having time to pursue other interests,” he
says. “But on the Boomer side, strueture and
professionalism are also important.”

He tries 10 maintain constant feedback
with his employees, believing that it shouldn't
be left for the annual review, “Feedback is
crucial and it helps you gain the respect of
your cmployees,” he says. “Some managers
like to save up all their feedback for the
review, but | don't see reviews as a time for



fixiog things thal arc wrong. 1 use reviews as
goal-setting times with our cmployces.™

The final aspect that sels Xer managers
apart from Boomers is a shift away from a
one-size-fils-all approach (o employecs.
“Once we gel someane good, | want to hang
on to him or her," he says. “That means
treating him or her the way — within reason
— they want to be treated. You need to do
that now or your employees will just walk
away and find what they're looking for
somewhere else”

Xers who manage older workers can draw
on their wealth of knowledge and experi-

crs 1o open their minds to new ideas. “The
fasiest growing group on the Internet is
adults over 65" she says. “We're in an age
where you can forget about simply being
cmployed — yaur goal is to stay employable.
That means remaining open to leaming new
skills and weleoming new ideas”
Maintaining respeet is an uphill battle for
both groups. “Boomers already think that
Xers don’t respect authority, but they are
using their own frame of reference to judge
respect,” Frey says. “Xer managers and older
workers can take a giant step forward if they

focus on their similarities and iry to reacl a
common ground in the midd|e”

If resistance oceurs despile everyonc's
best efforts, Lloyd recommends a dose of
honesty and humility. “Often, it requires a
GenX manager to sit down with the older
worker and say that you sense you're both
really struggling with each other,” she says.
“Tell him or her that you realize you're not
his or her first choice in 2 boss. But also note
that you can be good for each other, The can-
dor will be refreshing, and it just might help
build a new and valuable relationship.” CRAN

11
n the Xer side,

I do believe in coming
fo work, kicking butt
and then having time

10 pursue other interests.
But on the Boomer side,
structure and
professionalism are
also important.”

—— DARRIN ENGELBERT, 28,
VICE PRESIDENT,
INFORMATION SoLUTIONS

ence, but this often creates a sticking point
between the generations. “As a group, Xers
don’t want unsolicited advice and they dis-
like hearing about the past” says Lloyd.
“The information they most want needs (o be
relevant to the issne at hand”

Lloyd has a specific message for Xers:
Lose the attitude. “Input from others is very
important, and it's crucial not to pretend you
know it all — you don’t" she says. “[[this is
a problem for you, a very simple way to
approach your older employees is 1o say,
*Gee, you've had more experience than I do,
what would you do?’ This will help you gain
their respect, not weaken your authority
position,”

But she also offers the same suggestion
for older workers. “Qlder workers tend 1o
develop an attitude against Xers as well” she
says. “If you're piving advice, take the
request seriously and don't roll yaur eyes.”

Likewise, Lloyd encourages older work-

“AHC is all about
value: that’s the
bottom line.’

“American Republic Insurance Company has been a client and payor
for four years with Associates for Health Care, Inc. (AHC). Their large
provider network gives our customers an excellent selection of quality
health care professionals, they provide us with significant health care

benefit cost savings, and consistently deliver good customer service

and prompt dalms tumaround. lis all about value:
that’s the bottom fine.”

Michael Abbott

JAHC

PPD, UTILIZATION MANAGEMENT
AND WELLNESS FROGRAMS

www.aheppo.com

Assoclates for Health Care, Ine.
18650 W, Carporate Drive, Sulte 310
Brookfleld, Wisconstn 530455344

262:879.0100 « 1-800-952-8661
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LEADERSHIP

New Economy, old values

Ready or not, here comes the New Economy.
Woe to the company whose leaders are not prepared

By Millard Johnson

nder the leadership of Jeffrey Immelt, Waukesha-based

General Electric Medical Systems has grown into a $7

billion global leader in medical systems, information and

technology. Acquisitions include Milwaukee-based
Marquette Mediczl in 1998, and Madison-based Lunar Corporation
Just two months ago, It’s a track record that has put Immelt on the
short list of possible successors to the legendary Jack Welch, GE’s
chief executive officer, when Welch retires in April,

An omen of Immelt's ascendancy appeared in June, when Jaseph
Hogan was promoted to executive vice president and chief operating
officer, reporting to Immelt. Industry analysts view the job as an
understudy role. If Immelt gets the top job at GE, Hogan will be
ready to step in and replace him. It's an example of GE’s long
standing policy that high-level managers have a second-in-command
who will be fully up and running when a transition occurs.

Transition is the key word here, It applies not just lo executives
assuming greater responsibilities, but also to the global economy,
which nowadays is being referred to as the New Economy. It is an
cconomy transitioning from the production of goods and services,
to an economy based on knowledge and information, and existing in
an environment of rapid technological, social and political change.
Significantly, just before his promotion, Hogan had been GE
Medicals vice president of global e-business, a business segment
widely viewed as the comerstone of the new economy.

Unlike GE, many companies don’t have an effective leadersh ip
development program or a succession plan. That’s the consensus of
several recent surveys of CEOs and HR professionals, which indi-
cate significant turnover in the executive ranks. Many companies are
chronically talent-short in important areas, and are unprepared (o
replace key executives.

There scems to be a Leadership Gap, although some companies
are still in denial. Much of the blame can be put on the corporate
penchant for cost-cutting and down-sizing. Many middlc manage-
ment and assistant-to jobs have been slashed, and now, when senior
people retire, the qualified back-ups are gone. li's a strugpele now lor

companies to find managers who can think critically and act deci-
sively. A corollary effect to down-sizing is a fall-off in executive
loyalty. Survey data suggest that up to 75 percent of executives are
sending out resumes or talking to headhunters.

There seems also to be a fall-off in the number of people who
aspire to leadership. And who can blame them? Are the rewards
worth all the grief? There's already plenty of wealth to go around,
aud the popular culture encourages us to indul ge ourselves in a
“persenal lifestyle”

Corporate leaders today are faced with powerful paradoxes, says
philosopher Peter Koestenbaum. We're living in a time of a soaring
stock market, he observes, and yet there is a sense of acute alien-
ation brought on by the global economy. He speaks of a New
Economy pathology that is driven by impossible demands—better
quality, lower prices, faster innovation—that gencrate an unprece-
dented form of stress. “People feel pressure to meet ever-higher
objectives in alt realms of work, wealth and lifestyle—and to thrive
on that pressure in the process™ says Koestenbaum. The challenge
for leaders is to remain sensitive to basic human velues.

Koestenbaum is classically trained, with degrees in philosophy,
physics and theology from Stanford, Harvard and Boston universi-
ties. He has spent the past 25 years applying his insights in philos-
ophy and psychiatry to business management and the challenges of
leadership. He has corporate clients around the globe, and he writes
and lectures extensively. Next month, on November 9, he will be one
of three featured speakers at a leadership symposium at thie Midwest
Express Center in Milwaukee. General Colin Powell and Michael
Jones are the other two speakers at the day-long event, sponsored by
the Council of Small Business Executives, under the auspices of the
Metropolitan Milwaukee Association of Commerce (MMAC).

Authentic leaders aceept the fact of life's inherent contradiclions,
says Koesienbaum. The leadership mind is spacious. It has ample
raom far the ambiguities of (he world, for conflicting feelings, and
for contrudictory ideas. He belicves the central leadership atiribute
is the ability 1o manage the polarity of choices in life. How can |



devote mysclf fully to both family and
carcer? Am [ a boss ora friend? A Joverora
judge? Greatness or mediocrity depends on
how one responds to these polarities.

“Nothing can be more practical than
for people to deepen themselves,” says
Koestenbaum. “The more you understand
the human condition, the more effective you
are as a business person. Human depth
makes business sense. ... We all have the
capacity to be great. Greatness comes from
recognizing that your potential is limited
only by how you choose”

ow in its 16th, year the symposium is
Nan annual highlight of an on-going
effort by council members to improve
the performance of their businesses.
Members meet regularly to “learn from the
best and from each other,” wilizing a
network of professional relationships and
resources. It's a convenient forum to share
best practices and learn emerging strategies
from local, national and global leaders.
Lately, many members have shown a
growing interest in issues related to leader-
ship development.
“Members realize that leadership is crit-
ical as we move into the new economy,” says

Shelley Jurewicz, executive director of the
MMAC's Business Performance Network.
“There’s no doubt that how we lead is
changing—that the old models are not
working. This symposium provides
members with fuel they will need to be more
productive in their leadership rofes.”

Leadership is a lopic gaining currency
throughout both the private and public
sector. Business schools incorporate [eader-
ship into the curriculum, and a number of
private firms have emerged to mold rankers
into leaders,

“Nothing is more practical
than for people to deepen
themselves. The more you
understand the human
condition, the more effective

you are as a business person.”
- Peter Koestenbaum,
business philosopher

We can Iearn ebout leadership, but can we
be taught to be a leader? Are leaders born or

made? The nature/nurture dichotomy will
probably never be setiled, but the literature
continues lo accumulate. Studies often focus
on cerlain {raits that are common to leaders
as disparate as Thomas Jefferson, Ho Chi
Minh, Bill Gates and Cochise.

“It would be great to find traits that are
consistently associated with “born leaders,’
but reviews of studies generally conclude
that the trait approach has not been {ruitful.”
says Ray Aldag, a professor of business
leadership in the School of Business at the
UW-Madison. “The {indings suggest that the
traits needed by leaders may depend on the
situation. Since traits are relatively stable,
it's unlikely that leaders can develop them
through training."

Part of the problem, explains Aldag, is
that the trait approach considers only char-
acteristics of the leader, while ignoring the
characteristics of the followers and situa-
tions. So, while information about the traits
of successful leaders might be useful to
select leaders and place them in suitable
positions, it is otherwise of limited value.

Some writers argue that leadership really
doesn't matter much anymore. They reason
that laws, regulation and societal forces
effectively handcuff the leader. Older,

LEADER OF THE PACK

Green Bay Packers president Bob Horland has
hod his Yeadership skills rigorously tested this year.
He fs the orgoaization's out-frant person in the
effort lo secure financing to renovate Lamheau
Field. He hos huddled tirelessly with legistators, the
governor and the feom’s home fown constituency,
making the cass for an assistance package thot will
keop the Packers  viable leam in the Halional
Foothall Leagus. n o recent infarview with CRH he
shared his visws on various aspects of leadership,

Competency. | don'l pretend to be knowledge-
able about foothall. | haven't played it since high
school. My feeling is, you bring in a very competent
person fo run the foathall eperution, and then you
leave him olong.

Promotions. My first preference is 1o stay
inside, lo promote from within, Morale is olways
much better when people know that, if they're qual-
ified fer a job 1hat opens up, that they hove o
genvine chance of gelling thut jab.

Sutcesslon. Ron Wolf has four years ta go an
his conlradt, but he may relire soaner, |'ve alreody
told kim that, whenever he decides 1o leave, that he
can identily u suitable successor. The depariment
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authoritarian models of leadership are being
rejected. “Dilbent” daily mocks the idea that
upper management has any construciive
cffect on the organization. There is a
growing workplace attitude thal, hey, we're
all intelligent, responsible adulis here. So if
you want the job done right, get out of my
way and let me do my thing.

But Aldag feels that hierarchical leader-
ship is still important in many situations.
Consensus-building non-autocratic leaders
tend to have satisfied followers, Leadership
prebably makes more of a difference in
small and developing firms. In times of
organizational change or crisis, there is a
genuine need for a leader who can inspire
and molivate.

leader cannot really choose for
Aothers, says Koestenbaum. By
informing people of this fact, that
alone can be a strong motivator for the
people the leader wants to cultivate. The
leader’s role, says Kaoestenbaum, is less to
nurture people than to enlarge their capacity
for responsible freedom.,
Milwaukee-based Harley-Davidson
Corporation is a textbook example of the
principle of individual responsibility

heads ora the anes that deql
with the staff every day, in
every type of situation. | rely
on them to idenfify the ones
with monageric! potential.

Depth. We've ahwoys
fried to look ohead fo what
we'll need down the road, in
terms of henth strength. Gur
deparimentol monagers are encouraged 1o coach
their peaple. We Iry fo hire peaple we can nurture
and develop into solid players.

Wolf. Ron WolF is o greot feader, and he carries
a lol of responsibilities. He hos 1o lead twa different
scouting stalfs, one for callege and the other for the
pros. He's gol the raining and the video depost-
menl. From the moment ha gol here in 1991 ke
changed all those areos and made them betfer, He's
a very dired persen. He doesn't waste any fime, If
he mokes a mistake, he admits it and doesn't Iy to
cover up. That takes guts.

Vince: Vince Lombordi showed leadership quali-
fies o a young age, but he didnt atways pursue the
opporunilies he had. Bul once he got 1o Greer Bay
and took charge of the Patkezs, he showed great
leadership.

2000 Miscomsin
MANUFACTURER

OF THE YEAR AWARD

We are once again searching for the top manufacturing
companies in Wisconsin. The annual Wisconsin
Manufacturer of the Year Award, co-sponsored by
Michael Best & Friedrich LLP, Virchow, Krause &
Company and Wisconsin Manufacturers & Commerce,
honors manufacturers who bring excellence to
Wisconsin manufacturing.

Awarps BANQUET

The 2000 winners will be announced at the awards
banquet on February 22, 2001 at the Pfister Hotel,
Milwoukes. Representatives from all nominated
companies, their nominatars, and guests will be
inviled to atiend this black-lie event.

AWARDS

Awards will be presented fo Small (1-99 employees),
Medium {100-299), Large {300-799), Mega
{800+), and Emerging {in business less than five
years) manufacturers.

e-MOTY NEW!

A Special Award will be presented to a manufacturer
exhibiting innovative use of the Infernet. The Internet has
become a valuable too! for communicaling, selling,
coordinating, and educating. It has the capability to help a
manufaclurer take and place orders, track projects, and link a sales
force to inventory. Here's your chance fo show off your e-innovation,

NOMINATIONS

See the nominatian form in this issue of Corporate Report Wisconsin.
You can obtain additional nemination forms from our websites:
www.mbf-low.com, www.virchowkrouse.com or www. wmc.org.

Or you can oblain nominalion forms by contacting the MOTY
coordinator at 800-362-7301. Alf nominations must be received
by December 15, 2000.
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Who would know better? Vern Vandenberg
of Community Engineering Consultants was
instrumental in the site planning, design and
construction of the AMS Business Park here in
Howard. This 100 acre park is ideally suited
lor professional and service businesses looking
for a prestigious location in one of the
Midwest's dynamic growth aress.

“Historically, the economy in the Green Bay
area has been virtually recession-prool because
of the strong industria) base.

Hugh Thomas

Village of Howard
920-434-4640

2456 Glendole Avenue
Green Bay. Wil 54313

"We feel our investment is protected
because of the village’s commitment to creating
quality sites for businesses like ours. The vil-
lage can offer help with affordable land and
construction financing through its Revolving
Loan Fund Program,”
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applied in a corporate setting, During the
1980s the company rescued itself from near
extinction by abandoning its traditional
command-and-control culture, and creating
an open, participatory organization—an
organization in which employees would
want to do befter, where they'd care about
the company on a personal level and work
together to improve both individual and
overall performance.

arley’s purposeful transformation is
Htold by Rich Teerlink, the company’s

retired chajrman and CEO, in 2 new
book, More Than a Motercycle, co-authored
by Lee Ozley and published last month by
Harvard Business School Press. When
Teerlink took over as chief operating officer
of the Harley motorcycle division in 1983,
the company had already gained back mast
of its lost market share that had plunged it
into financial crisis. While the business
press was applauding this remarkable turn-
around, Teerlink was concerned that compla-
cency would imperil the company’s
continued success. He saw a need for a new
kind of leadership that moved beyond top-
down strategies—a leadership driven not by
its top executives but by its employees at
every level of the organization.

Teerlink’s book delivers three funda-
mental messages: people are a company's
only sustainable competitive advantage;
there is no “quick fix" to effect Jasting and
beneficial organizational change; leadership
is not a person but a process, to which
every employee is expected lo contribute.
Effective leadership, the authors conclude,
entails earning employee commitment,
rather than demanding compliance.

Daring the past ten years, Harley sales
have grown from $645 million to §2.5
billion. That fact atiests to the company’s
management prowess, but it wasn't easy—
there were setbacks as well as victories,
dead ends as well as breakthroughs.
Readers of this starkly-told first-person
account will find lessons that apply broadly
to any business.

Transitions, whether forced or natural,
are seldom easy. Uncertainties about the
new economy create anxieties in individ-
uals and corporations alike. It takes
courage to shake ofl comforting old
routines that limit creativity and entrepre-
neurism. Koeslenbaum has this practical
formula for leaders who wanl to transform
anxiely into strength and security: “Go
where the pain is." CRW



Since refiring as choirman and CEO of Harley-Davidson, Rich
Teerlink hasn’t slowed down much. He’s daing book signing
appearances for his corporate memair, More Than o Molorcycle,
and speaking internationally o corparations, industry associations
and business schools. Last month he gave Corporale Report
Wisconsin some of his views on leadership.

CRW: What are the elements of an effective leadership devel-
opmenl program?

Teerlink: Giving people the opportunity to make a difference in
the company. At Harley, we define empowermenl as freedom with
fences. That fence may be a spending limit, or a limit on resource
commitment. But every once in a while, people should have the
courage o jump over that fence, because it's the right thing to do
at that time. They're also accountable for the cansequences of their
actions. Leadership should not have to hold people accountable;
people should hald themselves accountable. Fundamentally,
employees have the freedom to do what they want to do within the
constrainis of the Harley value system.

CRW: How does a irve leader emerge?

Teerlink: Through hard work ond recognizing that lhey're not the
only one wilh the answer. A leader should feel obligaled 1o see that
all people have an oppartunity to participate. Sometimes an
appointed leader hos lo make the decision if there's dissension or
a time issue, but generally the best decisions are the ones that

THE ROAD TO LEADERSHIP

people suppart, nat because they heard an inspirational speech,
but because they all believe that it's the right way 1o go.

CRW: Whal quolilies does a leader need today to succeed in the
new economy?

Teerlink: You could name a few qualities, but they are simply
words without much practical meaning unless you define them in
lerms of behaviors. We have fo expect cerlain appropriate behay-
iors from leaders. | don't think behaviors needed in the new
economy are dramatically different from those needed in the old
economy. Harley-Davidson has o value system of expected behav-
tors: Tell the truth. Be fair. Keep your promises. Respect individu-
ality. If leaders live by those, they can be successful. I'm always
assuming that leaders have a reasanoble amount of technical
competence. That's a given.

CRW: Should a company implement o formal system to identify
potentic] leaders?

Teerlink: No, because that entails o system of elitism. What we
have io do is identify the people who are growing in their posi-
fions. Harley-Davidson has a performance effective process {PEP],
which is an on-going evaluation system driven by the employee,
not the leader. Part of the PEP system is a career development plon.
The ideal is to not have a formal anoinfing of onybody, but just a
process that bubbles up good performers that you can take a look
at and evaluale.
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