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Managing 
different 
personalities

It would make life and work much simpler if everyone were the 
same. Wouldn’t it be easier if your management style could be 
“one size fits all?”

However, we know life isn’t set up to be easy and neither is 
management! Once you understand and embrace your 
employees’ personality differences, you increase your chances of 
finding success. 
 
Young employees 
Employees straight out of college and into their thirties have 
wonderful energy and enthusiasm. Their behavior might come 
across as abrupt sometimes. They are motivated to advance and 
make more money. 
• Think of these workers as an investment
• Help them lay out a career path
• Re-frame criticism as feedback to help them improve and 

advance
• Encourage them to be patient as they work toward success

“Bossy” employees 
Almost every workplace has them: the employees who think 
they’re in charge. There are usually 2 types of bossy employees:
• The employees who want your job and work against you
• The employees who don’t care about your job but want to be 

in control

The first kind of workers are hard to change and can cause a lot 
of problems. Document any and all performance issues and get 
human resources and your supervisor involved. 

With the second type, you can channel their energy in positive 
ways. Assign them jobs that allow them to leave their mark. 
Don’t give them a fancy job title or promotion unless you’re sure 
it’s the right thing to do. 

Reluctant employees 
A lot of people don’t like change. Sadly, it can be hard to work 
with workers who aren’t flexible. You might need to figure out 
why these workers aren’t pulling their weight. 
• Are they lazy? It’s almost impossible to fix laziness. You may 

need to replace them.
• Do they have low self-esteem? Give them small jobs they can 

do well to help them get “wins.” 
• Are they dealing with personal issues? Encourage them to call 

the EAP.

Know-it-all employees
Know-it-alls are hard to train because they already know 
everything! There’s nothing left for them to learn, right? 
Chances are they often interrupt you and finish your sentences. 
This can be really frustrating for you as a manager since it’s hard 
to get them to be quiet and listen to you.
• Write out all instructions 
• Review the instructions with the employees
• Do not let them talk until the entire instruction list is 

completed 
• Ask for questions and discourage comments
• Document performance problems if they fail to follow your 

instructions 

Dealing with conflicts
With different personalities in your workplace, there’s bound to 
be conflict. One of your jobs is to help your workers deal with 
these issues. 
• Hear both sides
• Encourage employees to understand and embrace differences
• Avoid making employees sort through issues themselves
• Treat a bad attitude as a performance issue
• Consult with human resources or your supervisor 
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We’ve heard a lot about bullying recently. But if you think bullying 
is only an issue for kids, you might be ignoring a big problem in 
your workplace.  

One in six workers reports being a victim of bullying at work.1 
Bullying is defined as repeated behavior that intimidates, 
offends, puts down or embarrasses a worker. It can happen in 
front of coworkers, supervisors or customers. 

Bullying hurts business
• Morale suffers
• Workers feel stressed and unhappy
• Performance decreases
• Attendance problems increase
• Good people quit after getting bullied
• Good people quit after observing bullying

What you can do to stop bullying
Step 1: Recognize bullying
Do you know what it looks like when someone is being bullied? 
Victims of bullying report having the following experiences:
• Their comments get dismissed or ignored
• They’re falsely accused of mistakes
• They’re forced to do work outside of their job
• They feel harshly criticized
• They’re held to different standards 
• They get threatening looks

Step 2: Get involved
Sixty two percent of employees report their manager did nothing 
about bullying complaints. Telling your employees to “work it 

out” or “tough it out” doesn’t work. This can come across as 
giving permission to the bully to be mean and rude. It’s hard, but 
you need to get involved.  

Step 3: Stop rumors
Rumors are a type of bullying. Stay involved with your staff so you 
know what rumors are circulating and can put a stop to them. 
Be careful about calling a target of bullying a “victim” or doing 
anything that makes it seem like the target is the source of the 
problem. 

Step 4: Change your workplace
Bullying is worse in organizations that allow it. If you really want 
to stop bullying, you need to put together policies and enforce 
them. 

Show staff you value a safe workplace and employee rights. It’s 
important to keep bullies from being a normal part of your work 
life culture. 
• Encourage a culture of support over one of competition
• Have a zero-tolerance anti-bullying policy
• Use staff from all levels to develop your policy
• Include skills to deal with bullying
• Make it clear there are consequences for bullying

Use these tips to make your workplace happier, healthier and 
friendlier for all your workers!

1 www.thehiringsite.careerbuilder.com
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Office rumors and gossip happen in almost every workplace.  
Recent research shows that not all gossip is bad.1 As a manager, 
you may be left wondering how much time and energy you should 
focus on this issue.  
 

The downside of gossip The upside of gossip
• May cause confusion • Let off steam

• Might lead to fear or panic • Get information

• Could hurt reputations • Build team spirit

• Can lower morale • An early warning system for 
problems

• Improves stress

Like so many things, if you manage it correctly, gossip can actually 
help your workplace. If you fail to keep an eye on it, gossip can 
hurt your team.

Figure out which rumors are bad
Not every rumor needs your attention.  Many rumors will end 
naturally by the end of the work day.  Complaints about a co-
worker’s poor work are often driven by loyalty to the team. These 
rumors may be a warning that you need to address a performance 
issue.

Gossip that constitutes bullying or damages the company’s 
reputation needs to be dealt with right away. You don’t need to 
bring up the rumor — just provide correct information.

Communicate
It’s normal for employees to be curious about managers, 
employers and one another. Rumors and gossip start when bad 
information travels. If your workers know you will provide correct

information in a timely manner, they’re less likely to believe 
rumors or pass them on. 

Make a point of sharing information with employees. When 
you do share, be direct and honest. Don’t leave room for 
interpretation. Make sure your messages have a positive tone. 
Negative rumors spread faster than positive ones. 

Develop a policy
Does your company have a policy about office gossip? If not, 
consider developing a policy to address both employee and 
company rumors. If possible, involve your workers in the process 
of putting together this policy. Try to include employees who are 
the most connected to what’s going on in your company.

Remind employees that everyone has the right to privacy. Most 
employees expect their personal information will not be shared 
around the office. Remind them to extend that courtesy to others. 

Create an environment of respect
When employees respect each other and your company, they’re 
less likely to participate in damaging gossip. An environment of 
respect also fosters support among employees and better working 
relationships. 

Compliment employees for a job well done. Many rumors are 
spread by those seeking attention. When the need for attention is 
met in a positive way, rumors decrease. 

Workplace gossip will always be present, but taking steps to 
monitor and deal with it can decrease the number and possible 
damage of the rumors in your office. Managing gossip will lead to 
a happier, more productive work environment. 

1 www.forbes.com
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Aetna Resources for LivingSM is the brand name used for products and services offered through the Aetna group of subsidiary 
companies. The EAP is administered by Aetna Behavioral Health, LLC, Aetna Health of California, Inc. and Aetna Health and 
Human Resources Company, Inc.
 
This material is for informational purposes only. All calls are confidential, except as required by law (i.e., when a person’s emotional 
condition is a threat to himself/herself or others, or there is suspected child, spousal or elder abuse, or abuse to people with 
disabilities). Services are available to you and your household members, including dependent children up to age 26, whether they live 
at home or not. 

Information is believed to be accurate as of the production date; however, it is subject to change. For more information about Aetna 
plans, refer to www.aetna.com.
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