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Slackers? Hardly. This is the generation that
helped popularize the phrase “Just Do It.”
Read why they belong on your team and how
to encourage their best performance.

Teams: Why Generation X
Marks the Spot

Hank Karp, Ph.D.
Danila Sirias, Ph.D.
Kristin Arnold

encristion X started as a rerm

used by advertising executives
to deseribe che "slacker”
generation: the 40 million
Americans born between 1963 and
1982, Ofren characterized as being
lazy, arrogant, unreliable, and
cynical, Generation X is considered
to be anything but ream-oniented.
Or 5o we thought.

As professors in che deparrment
of management and marketing ac
Christopher Newport University in
Mewport News, Virginia, we
conducred a pilor study of 398
people from six organizations
across the country using the Team
Onenacton and Behavior
Inventory or TOBL. (Se¢ sdebar on
the followtng page.) Much o our
surprise, we discovered Generation
X to be significantly more team-
oriented than baby boomers.

The current paradigm, and che
heart of the boomer approach o
team-building, is thar the team is
an encicy greater than the sum of
1ts parts. Teams are built asound
established group norms, shared
values, consensus decision making,
and a collaboracve approach
conflict resolution. The value is as
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much on working together as a
ream as it is on accomplishing the
task. The goal is char all ream
members will evenrually pull
together in the same direction.

To each her own

Xers approach ceamwork
believing each team member can
riiake the best contribution to the
teamn effort from a position of
individual strength, Instead of
suborning personal goals to the
greater good of the team, they
truly understand the viewpoines
and values of each team member,
Suecessful eams of the future wall
look more like a “salad bowd,”
where each individual makes the
best coneribution to the ream
efforr—rather than a “meltng pot®
of all for one, and one for all.

For an Xer, a high-performing
ream is composed of strong,
diverse individuals, focused on
delivering resules, who creare
flexible linkages o work as an
entire ream, in solation or in
different configurations, depending
on the task. They are looking for
authenric team synergy racher than
conformance o group norms.




e good news is boomers and
vers acrually have similar
pproaches o ceamwork. As more
vers enter the workplace, however,
vomers will have to learn how 1o

ilue individual diversity, manage
onflict, motivare individuals, and
{elegate rasks much more
Tecrively. Thus, ceamwork is
~volving to a higher and more
hallenging standard.

strategies and tactics
As you bring Generation Xers
nto your team, try these scraregies
w0 enhance your reamwork:

[} ldentify stremgthy and intereits of
i memibery before meicgrEmE thvrn
i effectiie and cobesiie work s
Emphasize the ateributes they
sning: fresh perspecrives,
rechnoliveracy, adaprabalicy o
hange, resiliency, enthusiasm, and
the list goes on.
2k (I mdrendnal levity
l'aday's teams rend to focus on the
group idenrity as the primary
neans of identifying individual
nembers. Often reared as larchkey
children, Xers are fiercely
ndependent. Make a grearer effore
ro recognize individual strengrhs,

The Team Orientation and Behavior Inventory

contmibunons, and achievements,

i) Imtegni i Since
many Xers were larchkey kids, they
often urn to small enclaves of
friends. peers, and even reammares
for support. Xers use the team o
support their individual effores and
relationships, whereas boomers see
supporting the team as their
primary, individual role. Boch
perspectives must be discussed and
vilued as the eam meves forward,

{] Coacl s prowide personal
swpnrt. The majority of Xers had
two parents working during their
formative years. To make up for
this lack of artention, Xers have a
need for closer personalized contact
with those above them. Younger
workers expect—no, demand—
feedback, frequently and quickly.
Formal, sporadic performance
reviews are not nmely enough o
provide guidance just when chey
need it. Create a dialogue among
pearn members and enable the
delegarion process of assignment,
review, and revision to ocour more
frequenty. Encourage individual
relationships on and off che job,

5} Skbare mipormaiion. Xers have

The Team Onentation and Behavior Inventory [TOBI) was developed to analyze
tearn task and maintenance issues. TOBI provides a yardstick for assessing how
miuch meeds 1o be done on each dimensson to achieve a 'Fu";r ﬁ.lrll:tmmﬂg tearm. The
irsgrumeent yields four separate scores: task valees, rask skills, maintenance values,
and maintenance skills, There is a measure for the extent thar one valwes task
completion and another measuring the skills one has that i needed to complete
the tash Likewise, there i a measure 6 how much ane values group mainenance—
such as truse, cohesion, openness—and another measuring how skilled thar person
is in group-maintenance behaviors, More information on this Insorument can be
Found in the Pfeifier o Company Libvary: Teawms { Pleiffer & Co., 1994).

grown up with PCs and
miCTOprocessors, getting immediate
feedback and dedicared arrenrion
from their machines. They are
adept at using different dara and
technology two bring together
seemingly unrelated elements and
to solve problems. By hoarding
informarion, you are undermining
their greatest asser and potential

for delivering results.

{n) Foonis o peate Xers a5 a
group, appear to be much more
pragmatic. They will forge linkages
to work on msk subsections
individually and then bring the
results to the team, Team ssues will
be deale with more easily when cast
within the contexr of achieving
teamn objectives, Give them clearly
defined goals—and che freedom to

achieve them in their onm ways,

work. Mers are
not going to be motivated by
appeals o the greater good or
loyaley to the organization—or
allusions to che "Big Picture.” Xers
saw their parents laid off in the
carly ‘805 and again in the mid "90s.
They know they aren’t going o stay
with the company for their entire
career, Their movanon comes
from within, and has oo do with

the intrinsic nature of the ream’s
work. Make sure they have the
skills ro perform the specific tasks
and projects or the necessary
learning resources within reach to
fill the knowledge and skills gaps.
Ironically, as long as they are
learning new skills to make them
more marketable lacer on, they will

CONNLE 0o SLAY O the team.
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&) Reviard twam and iedngdesf
condributons, The curnent practice is
oo reward the team as a whole,
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.ther than single out any one your repertoire of rewards to
Darile Sirias, PO, &

Arvidual on the ream. Xers, include nonfinancial incentives, _
swever, are much more runed in such as worl/life benefirs, raining currently @ fanrky memer in
what’s in it for me” (WTIFM). opportunities, flexible work s deparement of
lenw the team o test our different schedules, and telecommunng, management and marketing
s bo reward individual at Christopher Nenport
ntributions to the ream. Expand ¢ 1o o ’ University. Sinas can be
Vars are yOuIng P‘-\QPLE.' Full of rr-ﬂ"'ltd'-':lr'-phﬂr' af TEF-504- 7058 or e-manl
energy, and ready for fun, Work is dsini @ enu edi.
$tr‘ll.'.uglﬂ her aniMmnce not an all-consuming passion for
GEEHLURE-ELHEEERRIE chem. Lighten up. Get a life. And
in teamwork do grear work along the way. Krighn Amold i & team
1} Identify strengths and feclinatar, spacker breines;
Pt : Hank Karp, Ph,D. is and wrater wire seoals is
2) Encourage indiidual identity. currently on the fazulty of helping txamw ochire
3] Integrate perspectives. y  maragement of Chridopher W"'ﬂ"lﬂ‘ She can
4) Coach and provide persenal Niwport Linversity in be reached by phose ot
support. Newport Mewd, Virginia Duality Frovess Consultants, Inc.,
5) Share informarion. Karp i also the awthor of B00-585-4733, or t-mail
) Focus on results., The Change Leader (Pfiffer & Co., 1295) krmald @gpaream. com.
7} Matvate with the work. and Personal Pawer (Ameresn Publishers,

£) Reward tearm and individuals. 1995 ), Karp can bt rrached by phone at
FET-504- 7273 or e-mail hkarp@ i ade,
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1 (uality Improvement
- b Consulting - 1 '-'|||i.:||-- - Sofiware - Books |
anizational mprovement  Aiaal————
Quality improvement Software |
« A B Problem Tracking - $488 +  Document Control System - $248
Softwars that helps you implement and maintain a Software that helps you irack, organize and manags
gualily probism managemant gy siem. dorumeniation.
« Cost of Quality 3 - $289 *  Quality Manual - $189
Softwane 1o help you idenily, track and manage Solwars that will help you easly produce & cusiomized
quabty costa, Qimity Manual lo meet the needs of your Sompany.
«  Audit Master 2 - $289 Includes Checklists « Training Manager - $299
Softwans 1hat holps you create audis, decuments Sofware that helps you document and frack employse
mmm-mmwm:m. traming.
« [Parsonal Action Manager - 543 « Maintenance Log Pro - §299
Centralzed datatase of compieted and open acions. Visual Safeare hal helos you irack and cigane your
cues alert you when actian is due, awailing action, of orerdue, aquipmen] mainkerance
s« Calibration Recall System - 233 «  Supplior Rating Manager - 5243
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