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Dedication 

This book is dedicated to my father, Sam Fitts, who consistently advocated and mentored younger generations throughout his career and in his personal life. He could recognize potential and gifts, give practical encouragement and inspiration, and was not shy about contributing a good kick in the pants when needed.

My father was a highly decorated war hero, seeming to always be where the most mortally dangerous battles were happening throughout his military career. He was part of the landing at Normandy, with death creating a 360-degree panorama around him; he cunningly hid outnumbered troops in Italy. He was in a horrific plane crash, immediately got on another plane though injured, and promptly returned to battle with no recuperation time. He received several Silver Stars and numerous other special medals for his bravery, but he kept those accolades to himself for many years. His love for his family, especially my beautiful mother, Sue, led him to the decision not to bring the details of the intense action he saw in the wars into our lives. Instead, he told us an improbable tale of doing endless kitchen  patrol for his entire time at war, saying that he never saw any action, and for over thirty years none of us questioned it.

A few years ago, my son Houston became an avid student of World War II history. He would question my father endlessly about the generals, the maneuvers, and the action. Soon it became apparent that my father had been on the front lines for some of the most decisive and costly battles of several wars. Perhaps enough time had elapsed, perhaps with my mother’s Alzheimer’s he no longer had to protect her from the horrors he had seen, but my father finally told us the true story of his wartime experiences.

All this to say that this extraordinary man did not return from what he had seen (and it was a lot) bitter or negative. He came back with an eye for seeing talent in the younger men and women who worked with him in sales. He was the most proactive mentor and advocate of young professionals I have ever seen, long before mentoring became a trend. Perhaps because he had daughters, he especially championed women, and made sure they were treated with respect in an era when women in the workplace were not always valued for what they could offer professionally. My dad made sure the value of these women was known and rewarded. He instilled a can-do attitude in his daughters, granddaughters, grandsons, and nieces because he, this great man, thought there was greatness in them.

I dedicate this book to him because he taught me to see greatness in others and to know that greatness can cross generational, racial, and every other kind of line.

Thank you, Dad.



Casey Fitts Hawley 




Introduction 

No one takes a job to fail. That principle was the first one I was taught as a young management consultant about to be turned loose in organizations across the United States, Canada, and Brazil. So if we all—young, old, and in-between—want the same success, efficiency, and performance, why is working together so challenging at times?

Generational differences account for part of the mystery of how we are all charging headlong toward the same business destination yet wind up on different paths along the way and distant from one another. I would like to stress that generational differences are just one part of a myriad of differences that keep the workplace from being deadly dull. We are different from our coworkers, not just because we are Generation Y and they are Boomers, but because we lived over a deli in an urban setting and they lived a fairly isolated life on a dairy farm in North Dakota. We look at things differently not just because of that twenty-year age gap but also because of the gap created because we were brought up in a nuclear family with six brothers and sisters and our coworker was an only child of a single mom. We differ from that person we manage because her thoughts are rich and creative, while we are lightning fast with concrete answers but not so much with conceptual ones. The list goes on.

Generational differences, just like racial, gender, and ethnic differences, make us interesting. Just like you found that girl in your fifth-grade class fascinating because her mother let her wear a lot of makeup (something your mother thought  inappropriate) or how you found that guy in sixth grade with the punk bands stamped on his T-shirts really cool, so we find people of other generations interesting because they do things differently at times. You may not necessarily want to do or say or wear what they do, but they do lend variety to the landscape of your life.

The workplace is much more exotic than your high school and college were, and part of that texture and variegated landscape comes from the four generations present on any given day. For the first time in history, four generations (by some counts five) are represented in the workplace simultaneously. This is a huge boost to the flavor and vibrancy of our work lives. I see it almost like the first explorers who brought spices from China and India to the Europeans. The differences made day-to-day fare more exciting, added depth and zest to certain foods, and drew out the piquancy and sharpness that were at times surprising but ultimately enriching. Generational differences add the same piquancy, sometimes the same surprises, but certainly the overall enhancement to the work lives of Generation X and Y employees.

Not Your Parents’ Workplace 

For almost a decade, gurus, management consultants, and human resource analysts have been anxiously anticipating this day. Generation X and even Generation Y are now managing the Baby Boomers. Almost universally, experts and prognosticators predicted conflict and resentment. The news is in and it is good.

Things are going well—very well—as more Generation X and Y managers lead organizations and manage older workers.

Still, your workplace is so radically different from the workplace described in many traditional management books that you need information that is new, current, and relevant to your unique situation. After all, this is the first time that four generations are working side-by-side, with the least senior employees often managing the most senior employees. This is not your  parents’ workplace, at least not the one they started with. Many of the issues you will be dealing with will be generational, and the following chapters offer a variety of solutions to help you tackle the management issues of today.

Chapter 1 offers an overview of the main issues that make the Baby Boomers different in some ways from their Generation X and Y managers. These broad brush strokes give only a general picture of how the older generation developed such a strong identity that affects their work style. Chapter 1 also offers some insights into the predominant work styles and traits of Generations X and Y in contrast to the Boomers as a backdrop for the chapters to come. 

Three Tools for Solving Management Challenges 

Managing the Older Employee offers three unique tools to give you insight into how to manage older workers to achieve amazing results and create a high-performing organization. First, the XYBoom Survey delivers some enlightening results from a survey of 557 Generation X and Y managers. These younger managers tell you what they have learned about being successful and, perhaps just as important, what they have learned from their failures. The results from the objective section of this survey are summarized in Chapter 2.

Next, Chapters 3 through 9 identify seven major gaps that exist between younger managers: timing, technology, communication, motivation, office politics/respect, diversity, and innovation. Each of these chapters begins with solid strategies to make you and your employees more successful, all derived from the experiences of the author, who has been a successful management consultant for over twenty years. The management strategies for bridging the gaps included are highly effective and easy to implement.

More exciting are the offerings that follow: the ideas, solutions, and advice for success from Generation X and Y managers just like  you. This is advice delivered by your peers who face the same challenges you do every day. The XYBoom Survey asked respondents to write in their approaches to bridging the seven gaps. These very candid respondents offer a wealth of advice about what they have tried and what succeeded, as well as what didn’t. Excerpts from the actual comments made by these Gen-XY respondents are included. At the end, all this leading-edge advice, the best ideas from the younger managers, as well as the author’s strategies are summarized in a list of “Dos and Don’ts.”

The book concludes by looking forward to what you need to know to be successful in the future workplace after the older workers retire. Boomers hold vital information in their heads that you must be sure you appropriate before they leave the work force. Boomers are unparalleled in areas such as negotiations, nonverbal communication, and critical thinking. These are skills that you can acquire if you work very intentionally with the Boomers while they report to you. These skills are particularly important as business goes global. You may have been able to be successful up until now without these abilities, but they are necessary in some countries, some industries, and even in some companies you may work for in the future.

Each chapter offers ideas and strategies for making you the manager you want to be. Integrating these approaches into your own unique style will make you more successful in your organization, valued by the people you are leading and developing, and well satisfied with your results in one of the most difficult roles of all, the role of manager.

This is not your father’s management book. It was influenced and formed by Generation X and Y managers, and they are incredibly honest and generous with their advice. So experiment, adapt, and try on different approaches to transform the older workers in your life so that they are able to achieve the results you want. Meanwhile, you will be creating a workplace atmosphere that is collaborative and supportive 




CHAPTER 1 

Fundamental Truths— 
What Generation X and Y 
Managers Need to Know 
about Baby Boomers 




Is there something about a Boomer employee that is driving you crazy? Are you feeling completely stymied in your efforts to motivate an older worker to support the changes you have recommended or to try a new approach to work? Believe it or not, there is a method to their maddening behavior. Boomers may not be completely right in their attitudes that may clash with yours at times, but older workers have their reasons for believing what they do about how the workplace should operate. After all, they know “The Rules,” and they may feel you have not been around long enough to know them all. An older worker’s balkiness about getting onboard with your latest initiative may be his way of trying to teach you something he feels you need to know. But what Boomer employees call “the Rules,” you may call “old school.”

Which Generation Are You?








	Generation	 

	Birth Years




	Boomer	 

	1947–1965




	Generation X	 

	1966–1977




	Generation Y or Nexters	 

	1978–1995






*According to U.S. Census 2000 

Why Do Boomers Think Their Way Is the Right Way?

Some say the Boomers were the first generation to have greater opportunities to make choices. In previous generations, if your father had a farm you were usually destined to be a farmer. If your father was the town doctor, you were likely to take over his practice after your inevitable medical education. Can you imagine that? What if your career had been predestined by your father’s (certainly not your mother’s) choice of occupation?

In addition, some people from this groundbreaking generation who previously had almost no choice about their roles in the world were given fresh starts—notably women and African Americans. A huge paradigm shift occurred when moms were taken out of the kitchen during World War II and asked to work in factories to make munitions and supplies. These mothers of Boomers learned that women can indeed make contributions to the workplace and that this work can be satisfying and rewarding in many ways. Similarly, the war somewhat leveled the workplace playing field for all races, showcasing the leadership skills of many African Americans and providing funding for their education. The result was the influx of both women and African Americans into the workplace. The stage was set for a brave new workplace for the Boomers.

 The older members of Generation Y, consisting of those individuals born between 1976 and 1995, are entering the workforce now. With 70 million members, Generation Y is almost as large a demographic group in the United States as the baby boomers, a group that boasts upwards of 76 million individuals.

—Julie Wallace, 
“After X Comes Y—Echo Boom Generation Enters Workforce”

New choices and exciting opportunities made the Boomers very aware that they were the generation who would change things. While some were burning bras and flags, most Boomers were changing the workplace. You can understand, then, why it is difficult for Boomers when you lump them into the same category as earlier generations such as the Traditionalists or Veterans. Boomers are the agents who ushered in the most radical social and marketplace changes in American history. The Boomer whom you view as not open to change may have been the first coed at her university to have an African American roommate. Or the older manager you think cannot be innovative may have sponsored the first domestic abuse conference or child abuse awareness campaign your city has ever had, because topics like that were not discussed openly in a Boomer’s childhood. The key to understanding how the Boomer is thinking is to look at why he thinks as he does. This chapter offers some fundamental truths about Boomers and contrasts their most prevalent traits to those of Generations X and Y. You may, however, find some sweeping generalizations that may not apply to your favorite Boomer employee. These generalizations are simply offered to give you a general context for the older generation.

Boomers are generally not clock-watchers and have a strong work ethic.

They are likely to arrive early for meetings, perhaps really early. If you want some good conversation time with a Boomer that will bolster his respect for you, get to a training class or meeting about 45 minutes early; try to get there prior to the Boomer’s arrival. He will be completely knocked out. The conversation will flow more freely and he will be more open.

[image: Il_9781598698589_0015_001]Management lesson learned: If you are frustrated by the Boomer’s lack of technology dexterity, ask yourself if his work ethic compensates for it. Coverage of schedules from early to late is important in many businesses. Does the older worker bring another kind of value by showing up early?

We all get tasks completed in different ways. If the Boomer is weaker than younger employees in some area of expertise, ask yourself if he also balances the team by his contributions in other ways such as offering coverage, continuity for customers, or a heritage of departmental knowledge that would be difficult to replace.

Boomers are loyal.

Even if a Boomer does not agree with you, she will do all she can to make the department and her team a success. She will not abandon you when she gets tired, bored, or distracted. She will stay and help you finish a project when everyone else has gone. She rarely looks out only for herself; rather, she looks out for the team and the company. If she does leave to take another job, she will be scrupulous about giving notice and in trying to time her departure so it is an auspicious time for the team. She will leave projects in good shape.

[image: Il_9781598698589_0016_001]Management lesson learned: Use the passion your older workers have for loyalty to help train and transfer knowledge to new employees. Expertise and information accumulated through their tenure is valuable, and Boomers love the teaching role. Also, stability is rare and will probably not be found to this degree in your younger workers. Since companies are constantly making changes and younger workers are concentrating on making their next career move, is the loyalty and stability of the older worker worth your investment? You can bet that some of your customers who have had to endure multiple changes in account reps would tell you there is marketable value in long-term employees who help you reduce turnover. Customers whose businesses are large or complex are tired of retraining new representatives to handle their accounts. High account rep turnover is often a reason customers switch vendors. And internal stakeholders desire the same stability.

Boomers have a long-term view of most everything.

A Boomer is likely to look just as carefully at the retirement benefits and the health insurance a position offers as the salary. They are not “live-for-the-moment” folks. They look at potential risks and obligations in the future, and largely base decisions on preparing for these possibilities. This may seem like negative thinking to you, but preparing for worst-case scenarios is not all bad. Whereas a job that has become unchallenging probably wouldn’t hold a younger worker, a Boomer might stick with it because of the tuition assistance it can offer her children or for the generous contributions to her 401K plan. Boomers always have their eyes on the future.

[image: Il_9781598698589_0016_002]Management lesson learned: As much as possible, try to figure out the long-term benefits of any changes you  want to implement. If a Boomer can see the change as an investment, he is more likely to support it. Also, if you have budget or benefit cuts, try to find ways to offset the current cuts with some long-term benefits.

Boomers are more risk averse than younger workers.

Just as their long-term view holds Boomers in jobs that are no longer exciting to them, so does their cautious approach to risk. Although this generation has demonstrated that they can handle more big changes than any generation in history, small changes annoy them. They do not enter into change lightly or without much consideration. They have seen manufacturing fall on hard times; they have seen people leave good jobs for high-paying dot-com technology jobs that were quickly lost; and they are currently seeing their peers who changed jobs frequently facing retirement with little more than social security to support them. Change is not necessarily attractive to Boomers and for good reasons, based on their experiences.

[image: Il_9781598698589_0017_001]Management lesson learned: Tell your Boomer employee that you want her to be your transitional advisor. Ask her if you can use her as a sounding board and advisor when changes arise. Express how you value her opinion and her understanding of the risks and rewards of any change. Emphasize that the changes will probably take place anyway, but that her assessment of possible obstacles in the change process will be helpful to you in overcoming those obstacles. Be sure she understands that her role is not just to focus on the obstacles and problems but on solutions as well. Her emphasis in this advisory capacity should be on finding the most efficient way to thrive under challenging circumstances rather than defining and rehearsing the obstacles. This approach allows the Boomer to be vocal and open,  yet it channels her energy into being a problem-solver instead of a problem maker.

Parents of Boomers were deeply affected by the Great Depression and many behaviors and fears trickled down.

These are “waste not want not” people. These are “eat everything on your plate” people. These are people whose parents saved and reused brown paper bags for wrapping. Fear of not having enough in the previous generation has led to the Boomer generation’s tendency to hold onto things they should get rid of. They hold on to old paper files, they hold on to old ways of doing things, and they hold on to old equipment and software.

[image: Il_9781598698589_0018_001]Management lesson learned: If you see resistance to change, be sensitive that you may be tapping into some latent fears and insecurities. Ask how you can help. In your enthusiasm for “out with the old and in with the new,” don’t go too fast and scare these people. They are reasonable and cooperative. Most managers responding to the XYBoom Survey agree that Boomers are willing to learn new technologies and techniques, and that the manager simply needs to give them a bit more time for the learning curve. Approach them in a way that is supportive and ask their advice about the best way to implement changes, even if the changes must be done in stages.

Accomplishment is the Holy Grail to most Boomers.

Have you ever been pushed by your parents to go for a goal that was more theirs than yours: a more prestigious college, dean’s list, a job with a larger company, or a graduate degree? If so, you know how accomplishment can be almost like a religion for some people.

The Baby Boomer generation is all about accomplishment. This almost Puritan ethic thing they have going is, to them, the only way they can morally and ethically feel they are doing the right thing. In a Boomer’s mind, he must at all times be able to say, “I am giving my best and working as hard and as long as I can to accomplish my goals. I must not fail to accomplish the objectives set out for me. I will succeed and not disappoint my manager or let down the company.” Do you hear how many I, me, and my words are in those statements?

Yes, the accountability within the Boomer generation is to be admired and even learned from. Their focus has been on individual accomplishment and made sayings like “stand on your own two feet” so ingrained in the Boomer belief system that some have a hard time changing to the concept of team accomplishment and getting work done through collaboration. The Boomers were the first generation to be given the keys to success by working through organizational levels, climbing the corporate ladder, and playing the game—all the traditional elements of success. And for the majority of their careers, the strategy has been to accomplish all they can individually. Many successful Boomers would even tell you that part of the fun in their rise to success was in beating out the competition, who happened to be their friends and coworkers.

[image: Il_9781598698589_0019_001]Management lesson learned: Be sure to tie some of the Boomer’s performance goals to team efforts. Also, remind older workers of the expertise they can leverage from others through questions such as, “Have you talked to Jason about your marketing in New Caledonia? I think he had a project there.”

Older workers have high expectations of themselves and others.

Boomers may have been idealistic in thinking that their world would always be better tomorrow, but for the most part their thinking was accurate. Because the Boomers really believed that tomorrow was going to offer them great new opportunities, they were always preparing for that success through self-improvement books and training. These high expectations that Boomers have of themselves cause them to demand optimum performance from everyone else as well.

Boomer Translations 








	A Boomer Would Say
	Gen-Xer or Gen-Yer 
Would Say



	Stand on your own two feet 
	Two heads are better than one; four are even better



	The buck stops here 
	Sharing goals means sharing accountability



	If it is to be, it is up to me 
	If it is to be, it is up to the team



	Lead, follow, or get out of my way 
	Let's all go on this adventure together 
and see where the path leads us; we may 
find new infor-mation that redirects our goal



	Business success is built on hard 
work and rugged individualism
	Whatever



	We must forge ahead 
	Why? Tell me about the reasons for all this 
forging before we invest ourselves in it



	The power of one 
	It takes a village





[image: Il_9781598698589_0021_001]Management lesson learned: Work with older employees to be more accepting of varying work styles and approaches to getting work done. Develop the Boomer’s appreciation of the contributions of each person on the team. Design project teams that require the Boomer to depend on others more.

Boomers are not as quick to plug into teamwork as younger workers.

Because of a strong work ethic, high expectations of others, and a tendency to be evaluative, they are not as open to working as a group, whereas younger workers have done school and work projects in teams for their entire lives. For Boomers, teamwork is a learned behavior and does not occur naturally in their lives. It’s not that they are averse to team participation; it’s just that they see most tasks as individual responsibilities.

[image: Il_9781598698589_0021_002]Management lesson learned: The exciting thing is that once you teach a Boomer the benefits of approaching projects as a team, they usually love this approach. It is difficult at first to get Boomers to ask for help because they feel that asking is a shortcoming. However, once you show them how to leverage the strengths of everyone on the team (especially their own), they feel immense relief at not shouldering so much responsibility.

Boomers are strong on personal accountability.

The upside of Boomers being so driven and single-focused is that they really have a strong sense of personal accountability. To see projects through to closure, no one beats a Boomer.

[image: Il_9781598698589_0021_003]Management lesson learned: As Boomers are retiring, many companies are seeing a decline in personal accountability, so you may need to keep this in mind  when hiring. Actively recruit for this quality. Also consider including this trait in performance evaluations in an effort to strengthen accountability in younger workers.

Different Expectations on Day One of a New Job 

Boomers: Began their careers expecting to work for the same company until the end of their careers 

Generation X: Had mixed expectations upon starting careers; eventually, even those stalwartly loyal to one company became resigned to the probability of job changes in their futures 

Generation Y: Has no expectation or desire to stay with the same company; multiple job changes are in their future and they are excited about it 

Boomers’ work style and communication may be more formal than yours.

Because grammar and structured formal writing were far more important to the Boomer’s early career, they often speak, write, and act with more formality than you are used to. This is normal behavior for a Boomer and not an affectation. They expect everything from meetings to conversations to have a bit more structure.

[image: Il_9781598698589_0022_001]Management lessons learned: Try to meet the Boomer halfway on these expectations, especially during the time when a Boomer is forming his first impression of you as a professional. Also, don’t slip into slang or other behaviors that may seem unprofessional or exclusionary as you are forming a trusting relationship with your new employees. From time to time, tell the older worker he has permission to be less formal with you so that you can gradually transform the workplace.

Boomers like technology but are not as excited or infatuated by new products as you may be.

Watch a Generation Y employee’s response when he hears there is a new technology coming out. A Gen-Yer will rush to consume the newest and best, and celebrate new versions and explore the expanded utilities. Generation Y and, to some extent, Generation X have been brought up in the era of:

• What is the newest, slimmest cell phone I can get and how fast can I add my friends and other information so I can use all the features?

• I have an Xbox but the new Xbox is coming out and the graphics are supposed to be insane, so I am sitting on the edge of my seat to get my hands on the new version. I don’t even consider that there might be a learning curve or that it will require set-up time, because I will breeze through that.

This attitude of running as fast as you can toward any new technology is so different from the attitudes of most older workers. And yes, like you, I have a fifty-something relative who is a rabid online gamer and a technology hog, but she is the exception and not the rule. The diversity among the Boomer generation has been widely documented, and nowhere is the range of diversity greater than when considering their approach to technology. The range goes from the ridiculously out of touch to the sublimely skilled. Still, most older workers do not, as a group, go running headlong toward a change in technology. Fewer of their generation stand in line the night before Microsoft or Apple releases a new product. And at work, that means they are not as excited about changes in software, hardware, or anything technologically related. Chapter 4 is entirely devoted to this key differentiator between older and younger workers.

[image: Il_9781598698589_0024_001]Management lesson learned: Don’t let the apparent lack of enthusiasm for new technology make you lose faith in the older worker. They may not be in love with the technology, but they want to learn it. These survivalist employees will do what it takes to adapt if you approach them with consideration and a staged approach.

Boomers may have tunnel vision.

When working on projects, they forget to slow down and be sensitive to people groups, environmental issues, or other factors not directly related to their responsibilities. In general, Boomers are not as outwardly focused on issues like these as on the work itself.

Of members of Generation Y who are employed on a full-time basis, 79% said they want to work for a company that cares about how it affects or contributes to society.
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