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Toxic Managers 

Chapters 13-16 

Chapter 13 

• A variety of factors can predispose someone to become a frantic manager. Some have an 
anxiety disorder, some have attention deficit hyperactivity disorder, and some are overwhelmed 
by stress. 

o The more severe cases are diagnosed as Asperger’s disorder 
• Most people intuitively pick up on social cues and know when someone wants to end a 

conversation, when someone wants to hear more, when someone dislikes your idea, and when 
they like it. 

•  People with nonverbal learning problems don’t accurately read these signals. 
• How to deal:  

o Recognizing their heavy responsibilities and hard work is often helpful.  

o Suggesting ways in which you can better support them and lighten their load can also be 
beneficial.  

o If we realize that frantic people’s behavior is not aimed to hurt us, but that stress has 
wreaked havoc with their judgment and self-control, we are less likely to be angry. 

o In dealing with frantic subordinates, it is part of your job to help them learn about the 
company culture and effective ways of working. 

o Remember that the behavior is unintended and that they are likely to change once they 
are better aware of what they are doing. 

o Decreasing the pressure managers experience and providing reassurance about the 
good work they are doing is often helpful.  

o Decreasing their workload or getting them more support can also be helpful. 
o Frantic managers can generally benefit from executive coaching. 

Chapter 14 

• Understanding what drives aggressive behavior is crucial in designing measures to cope with it. 
o Freud thought that aggression was an instinctual drive, like sex. He believed that there 

was a natural and progressive build-up of aggressive energy that eventually led people 
to aggressive actions. 

o The frustration-aggression hypothesis argues that aggression arises only when 
someone is frustrated in his or her attempts to achieve a goal. 

o Social learning theory states that aggression is a learned behavior influenced by 
witnessing when and how people behave aggressively and seeing how others respond 
to aggressive behavior.  
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• Psychosis, mania, PTSD, depression, and drugs can all predispose an individual to behave 
aggressively. 

• Also so can ADHD, a history of brain trauma, mania, substance abuse, and certain personality 
disorders—histrionic, borderline, and antisocial.  

• The classical frustration-aggression hypothesis holds that aggressive behavior always 
presupposes the existence of frustration and that frustration drives the organism until it 
performs hostile and aggressive acts. 

• Aggression arises when someone or something threatens the values that are most important to 
an individual: power, wealth, respect, well-being, and intimacy. 

• Over time, frustrations can build up from a variety of sources and eventually overwhelm your 
ability to contain it. 

• Heinz Kohut argued that people experience “narcissistic rage” when their self-esteem is 
threatened. 

o Such people seem to feel that honor requires attaining revenge, and that without honor 
life is worthless.  

• Understanding how people interpret situations and what they value most can help you to avoid 
“pushing their buttons” and to know how to defuse a situation once someone has become 
angry.  

• Early life experiences have a remarkable impact on how we interpret current situations. 
• Narcissistic individuals are particularly at risk for behaving aggressively. 
• Chronic high stress, anxiety disorders, depression, and chronic pain or other medical problems 

all impair our ability to absorb any new stress that comes along. As a result, we are likely to 
strike out. 

• Substance abuse is a very common problem in business. Alcohol and drugs weaken self-control 
at the same time that they impair mood, sleep, and judgment. 

• ADHD is a common cause of poor impulse control. 
• Groups often scapegoat people. 

o Groups  can exacerbate aggressive behavior is by decreasing inhibitions. 
• To get around their consciences, people use a number of excuses. 
• Several factors affect a person’s strength of conscience.  

o First, there may be inborn, biologically determined differences in how an individual 
responds to others’ pain.  

o Second, early childhood experiences impact whether someone feels warmly toward 
other human beings or sees others as objects to be used and discarded.  

o Third, the cultures people grow up in, live in, and work in all impact the content of their 
conscience, their beliefs about which behaviors are appropriate and which are not.  

• Aggression is often divided into two categories: 
o  (1) cold, calculated attempts to attain an objective regardless of the cost to someone  
o (2) emotions that overwhelm the person’s judgment. 

Chapter 15 
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• The basic steps in reforging aspects of an organization’s culture are:  

• Leaders act as role models and walk the talk.  
• Leaders tell stories and myths supporting the desired culture.  
• Align measurement and reward systems with the desired behavior.  
• Hire and promote those whose behavior supports the desired culture.  

• Assertiveness entails making clear statements of what you want. 
• Aggression involves destructive behavior. 
• Groups have a strong tendency to see themselves as superior to others.  

o This helps to maintain group unity and to avoid tensions between the members of 
the group.  

o The stronger the group identity and the more confidence that your group is doing 
things the right way, however, the greater will be the rejection of outsiders and how 
they do things. 

• To decrease tensions, you need to create a common goal so that people must cooperate in 
order to succeed. 

• We often jump to incorrect conclusions about why someone is behaving in a certain way. 
• Many people become angry with others in order to deny that they had any hand in a problem 

that exists. 
• There are several principles that can help to make us effective in getting what we want. 

o  We should avoid acting impulsively.  
o We should make sure that our anger is justified and be clear on what we want to 

change.  
o We should prepare in advance what we want to say. Rehearsing what we will say 

with someone else is often helpful.  
o We should focus our energy on how to fix things and what we want done in the 

future rather than complaining about the past and finding fault.  
o To the extent that we do talk about what was done that we did not like, we should 

use “I” statements and say how something made us feel rather than focus on how 
the person’s actions were inappropriate.  

o It is also helpful to think about the likely consequences of acting on one’s anger. 
What will it do to the long-term relationship, the person’s motivation, to our own 
reputation, and to our own health? 

• How to control your anger: 
o 1. Avoid frustrating situations by noting what made you angry in the past.  
o 2. Reduce your anger by taking time, focusing on other emotions (pleasure, shame, 

or fear), weapons of aggression, and attending to other matters.  
o 3. Respond calmly to an aggressor with empathy or mild, unprovocative comments 

or with no response at all.  
o 4. If angry, concentrate on the undesirable consequences of becoming aggressive. 

Tell yourself, “Why give them the satisfaction of knowing I am upset?” or “It isn’t 
worth being mad over this.”  

o 5. Reconsider the circumstances and try to understand the motives or viewpoint of 
the other person.  

o 6. Train yourself to be empathic with others; be tolerant of human weakness; be 
forgiving; and follow the “great lesson of mankind: to do as we would be done by.”  

Chapter 16 
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• Management provides greater predictability, clearer relationships with others, and does not 
require the creativity or risk taking of the other fields. 

• The meticulousness and hard work of compulsive individuals is often valuable. 
• Some rigid managers have 

•  compulsive personality styles 
• authoritarian personality styles 
• are oppositional 
•  are narcissistic 
•  Some are rigid because they believe that a coercive managerial/leadership style is most 

effective. 
• Compulsive Managers 

• being uncomfortable with change and doing things in new ways 
•  discomfort with spontaneity and warm feelings 
• a tendency to be very critical of themselves and others 
• avoidance of leisure and a continual focus on achieving and accomplishing 
• dogmatism.  
•  This personality style has sweeping impact on the person’s life both in and out of work.  
• It is rooted in a fear of chaos and a tendency to harshly criticize mistakes.  

• Authoritarian Managers  

• Authoritarian managers believe in hierarchies and tradition.  
• When outside of a bureaucratic or political system, they can be very warm and nice.  

• Oppositional  

• protect their autonomy from dangers real and imagined.  
• In the process of protecting themselves from being dominated they often seek so much 

control that they wind up dominating others.  
• Passive-Aggressive 

• Negativistic or oppositional in their dealings with people. 
• Dig their heels in whenever they can. 
• Uncomfortable with expressing anger. 

• Dictatorial  

• Believe that a coercive style is the appropriate way to run a team.  
• The assumption underlying their use of coercive leadership is that people respond to 

sticks and not carrots, and that subordinates have little to offer other than carrying out 
their superiors’ orders to the letter. 

•  Another path to dictatorial leadership is that the manager believes he or she has great 
expertise and knows far better than anyone else how things should be done—a belief 
more often based in excessive narcissism than reality.  

• Some managers are dictatorial because they lack expertise and fear admitting it to 
themselves or others. 

• Control Freaks  
• Driven by an underlying narcissistic personality.   
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• Feeling that they are superior to others, they see little reason to adjust their preferred 
way of doing things to meet the concerns and preferences of others.  

• They feel entitled to have things done just the way they wish.  

• Compulsive managers are the ultimate rigid managers.  
• They insist that things be done their way, not because it is the best way, but because it 

is the only way they can tolerate.  
• Change and flexibility are outside of their skill set. 
•  Preoccupied with details and unable to see the big picture they cannot distinguish 

between what is important and what is not.  
• This leads them to micromanage others.  
• They have a hard time relaxing, having fun, and being spontaneous.  
• Worried about wasting time, they are uncomfortable with leisure time and approach it 

as a task that needs to be organized.  
• They excessively plan their activities and cannot deal with changes or spontaneity. 
• They tend to hoard both money and objects. 
• They are far more interested in telling you what they know than finding out what you 

think.  
• They are not interested in sharing ideas and thinking together about issues.  
• Whatever interest they have in hearing your thoughts is to be able to find fault with 

you. 
• Their dogmatism leads them into arguments over trivial things. 
• They are stingy with compliments, allocation of needed resources, and salary increases.  
• They have very limited interest in your emotional needs for support, praise, and 

encouragement or in your hopes and aspirations. 
• They will not understand your family needs or hobbies or desire for a life outside of 

work. 
• Obsessive-Compulsive personalities are: 

• Excessive focus on details and rules rather than the real objective. 
• Rigid insistence on getting their own way. 
• Difficulty with spontaneity and warm emotions. 
• Exaggerated focus on work and achievement. 
• Indecisiveness 

• Their anger often leads to explosions of righteous indignation at those who do not do things as 
they feel things should be done. 

• How to deal: 
• One of the most important is to understand their values and their fears, and to be 

responsive to them.  
• They value long hours, seriousness, and meticulousness. 
•  When you need or want to attend to your family, it is better to talk about your family 

responsibilities than about wanting to spend time with your family. 
• Compulsive managers often prefer the information in written form for efficiency sake. 
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• Follow rules to the letter. 
• You also need to protect yourself from excess demands. 
• Keep a bit of a distance, and don’t take their criticism personally. 
• With subordinates: 

  It may be readily apparent to you what is and is not important, but it is not 
clear to them. You need to tell them. 

  It is also important to frequently check in to make sure that they are moving 
forward and not becoming impossibly bogged down in unimportant details. 

 It is also important to select their work tasks carefully, utilizing their skills and 
avoiding their weaknesses. 
 


