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Introduction
“The smartest business decision you can make is to hire qualified people. Bringing the 
right people on board saves you thousands, and your business will run smoothly and 

efficiently. [But] hiring the wrong person is the most costly mistake you can make."

—Brian Tracy
Author of The Psychology of Selling and eighty other business success books

Featured guest on Episode 5 of the Manage Smarter podcast

It's an all-too-common tale, told across just about every sales department around 
the world: The newest salesperson on the team has strong credentials and 
crushed it during the interview. But now that they're hired, they can't sell a thing! 
Worse, other salespeople on the team are unhappy for some reason, and their 
performance is slipping.

Every new job opening is an opportunity to make your sales team better or worse. In 
fact, the top responsibility of a sales manager is not to make numbers. It’s to build, 
develop, and motivate a high-performing sales team (so they can make the numbers).

The best-case scenario is that you’ll recruit and hire a “rainmaker,” an A player who 
outperforms their competition and everyone else on your current team. When 
you know the traits that rainmakers possess—and if your candidate possesses 
them as well—you’ll have a much greater chance of adding this kind of potential 
to your team. Even if you come up short, you’re much more likely to hire good 
salespeople.

The worst-case scenario is not hiring someone who can’t sell. It’s hiring someone 
who is cancerous to your sales team. Just about all of us have horror stories of what 
it was like to work with (or work for) these divisive and destructive personalities. 
You need to know what to look for, the tricks that toxic salespeople use to get 
hired, and how to spot them, so you can avoid derailing your sales team.

During my thirty-five years in sales management, I’ve had the joy of hiring many 
rainmakers. I’ve also had the pain of hiring a handful of toxic employees. My 
mission is to give you the insight needed to protect yourself from the worst-case 
scenario, while preparing you for the success of making a great hire.

Introduction
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The book shares four years of research from my team at SalesFuel. We have 
conducted three exclusive studies, surveying hundreds of sales managers, 
salespeople and buyers about hiring practices and what they each believe makes 
up a desirable salesperson.

In collaboration with our partners at Behavioral Resources Group, we have also 
studied the key psychological, behavioral and motivational characteristics of each 
group using data from some of largest sales teams in the world.

The good news is while hiring salespeople may always seem like a gamble, talent 
analytics can help stack the deck in your favor.

Talent analytics are data-based insights into the behaviors, attitudes, personality 
traits, and sales aptitude of your candidate pool that enable you to make better 
hiring decisions.

The pages that follow will show sales managers and recruiters what metrics to 
use—along with common-sense best practices— that will enable you to identify 
potential rainmakers and avoid toxic hiring mistakes.

Hire smarter, sell more. Start now.



Section I: The Danger of Hiring a Toxic Salesperson

Mindset is the key leading indicator of the salesperson you're going to get once 
you hire them. Results are not only financial, but also the their impact on others 

on your team.

Share the AHA messages from this book socially by going to 
https://aha.pub/HireSmarterSellMore.
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Four percent of the adult population are sociopaths. Nearly 1 in 12 candidates 
are likely to become toxic employees if/when the situation triggers them. Adding 
a toxic salesperson to the team can mean downfall. They can cause lost time and 
opportunity, both of which are crucial to sales success.

Toxic salespeople affect everyone around them: their sales managers, their 
coworkers, and especially, their customers! This section discusses the most 
important reasons that a sales manager should be mindful about avoiding hiring 
toxic salespeople.

Scan the QR code or use this link to watch  
the section videos:
https://aha.pub/HireSmarterSellMoreSVs

Section I

The Danger of Hiring a Toxic Salesperson



2
It takes an average of 7 months to offboard a poorly 
performing or toxic salesperson. https://salesfuel.com/
voice-of-the-sales-manager/ #HireSmarter

1
The top responsibility of a sales manager is not to make 
numbers. It’s to build, develop, and motivate a high-
performing sales team. The biggest detriment to this 
mission is adding toxicity to the team. #HireSmarter
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4
The only thing worse than making a bad hire is making a 

toxic hire. Bad salespeople have low-performance levels. 
Toxic salespeople lower the performance of others. 

#HireSmarter   

 

 

 

3
2/3 of salespeople have reported working with a toxic 

co-worker or working for a toxic manager. How does it 
usually end? Either dismissal of the toxic employee or 
departure of the affected salespeople. #HireSmarter  

@SalesFuel

 

 



Hiring a toxic salesperson can cost companies 133-213% 
of their annual compensation. —Center for American 
Progress, Salary.com, and BIA Advisory Services via 
https://aha.pub/CLeeSmith #AvoidToxicity #HireSmarter
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7 
If you think hiring a top-tier salesperson is expensive, 

wait until you hire a toxic one. #HireSmarter    

 

 

 

6
The true cost of hiring a toxic salesperson includes lost time 

and opportunity. #HireSmarter    
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Toxicity can come in many forms. Sales managers should 
know and understand how toxic salespeople behave, and 
spot these behaviors before hiring. #HireSmarter
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10 
There are 13 types of toxic salespeople.  

Knowing each type can help sales managers and 
recruiters easily spot a toxic hire. #HireSmarter  

https://info.salesfuel.com/13typestoxicityebook    

 

 

 

9
Toxic employees often have two or more of these 

characteristics in common: low accountability,  
self-importance, entitlement, histrionics, lack of 

empathy, anti-social behavior, low self-esteem, and 
untrustworthiness. #HireSmarter    
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In the real-world story made famous in the book, Moneyball, and the movie of the 
same name, Oakland A’s general manager, Billy Beane, used analytics to build a 
winning baseball team from scraps and gain a competitive advantage. He surprised 
his competitors, who clung to the old ways of making personnel decisions. These 
days, every franchise in professional sports uses analytics.

The number-one responsibility of a sales manager is to hire, coach, and develop 
a high-performing sales team. You need to continually strive to Hire Smarter and 
bring on more rainmakers whenever you can. The competition for this talent is 
fierce—and your opponents may already be using the metrics described in this 
book.

The best time to deploy talent analytics is early in during the hiring process, before 
each candidate’s first interview. A comprehensive profile will help you weed out 
candidates who won’t make the cut, before you waste time on them. 

The candidate profile also gives you critical insights to help determine if they are a 
fit for: the job, the sales manager, your company, and the customer (the “four fits”). 
It should include at least three scientifically proven psychometric assessments—
behavioral, motivational, and decision-making—and a top-notch sales aptitude 
assessment to put them all into context. Using just one assessment only gives you 
part of the story.

You can even use the insight from assessments to give you a fair-unfair advantage 
when negotiating the compensation package.

Keep in mind that hiring a salesperson poses a unique set of challenges that you 
won’t encounter when hiring other personnel. Even the not-so-great candidates 
will have the gift of gab, the ability to spin facts and numbers, and they’ll be very 
likeable. The candidate’s profile acts as a second set of eyes to level the playing 
field. You’ll quickly find the data will enhance your ability to select your next 
salesperson logically.

140+1



Hire Smarter, Sell More! 

Lastly, be very mindful of toxic personalities. Use the assessments, plus what you 
see, hear, and feel, to avoid setting your team back with a regrettable hire. You 
only have to make this mistake once to know you’ll never want to relive that kind 
of drama.

Simply stated, for your team to sell more, you have to hire smarter. How good are 
you at using talent analytics to make the best hiring decisions possible?



Appendix



The 13 Toxic Types of Salespeople
According to Webster, toxicity means “containing or being poisonous material es-
pecially when capable of causing death or serious debilitation; exhibiting symp-
toms of infection or toxicosis; extremely harsh, malicious, or harmful . . .”

A toxic salesperson makes others worse—lowering their performance by draining 
time, energy, and positivity that should be used for increasing revenue.

—C. Lee Smith

At one time or another, every sales manager feels like they are stepping into an 
abyss. They have to replace the sales rep who just left, or they’re tasked with ex-
panding their department to meet the challenge of growing sales for the company. 
Either way, they have to make a big decision.

The candidate sitting in front of them could be an outstanding addition to the team—or 
they could be the manager’s worst nightmare. Hiring an employee who turns out to be 
toxic can cost the company lost sales, higher rates of sales rep turnover, and turmoil. 
Research shows that 1 percent of people are psychopaths and 4 percent are sociopaths, 
while another 2-3 percent of the population might end up behaving in a toxic way in the 
workplace. When you add it up, that’s nearly one out of twelve people.

Those numbers might not sound high, but in a small company, where one em-
ployee in ten is toxic, you’re dealing with 10 percent of the workforce. Soon, you’re 
rushing around putting out fires caused by the unhealthy behavior exhibited by 
one or more of your employees. At the very least, work may not be getting done. 
Worst-case outcomes range from multiple key staff members leaving the company 
to expensive payoffs to rid yourself of your toxic employee.

You can avoid these situations by understanding how toxicity develops in a work-
place. Steve Sisler, of Behavioral Resources Group, says that three conditions in 
the workplace are conducive to toxic behavior. An employee:

•	 Might not like or be capable of the work they are asked to do
•	 May have trouble interacting with the other members of their team
•	 May have trouble interacting with their supervisor

The 13 Toxic Types of Salespeople
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What immediately comes to mind for most managers is the desire to keep employ-
ees with toxic tendencies out of their organizations. They hope to do this during 
the hiring process.

On the surface, a candidate may look outstanding. But in the real world, human 
behavior is complex. Managers should remember that all employees come to 
work with two agendas. They know what they want from the workplace, their co-
workers, and the higher-ups. They also have to deal with what other employees 
want from them.

In your workplace, your current mix of employees and managers may balance 
each other well, all fitting into the corporate culture. When it’s time to hire a new 
employee, balancing the behavioral tendencies of a candidate against the skill set 
you need and the environment of the hiring department is a judgment call.

People with a strong power- or attention-getting orientation may be exactly what 
you need to shake things up. In a different setting, however, these folks can wreak 
havoc on a corporate culture. Managers usually pick up on employees with a 
strong power orientation quickly. Other new hires may exhibit toxic behavior that’s 
harder to detect but can be just as damaging to an organization.

Managers should also know that new hires aren’t the only ones who conduct 
themselves in a toxic manner. An employee who gets transferred into a new posi-
tion or department can suddenly begin behaving in a way that team members 
haven’t seen before. The cool, calm, and collected benefits manager suddenly 
turns secretive and hoards information when they take over payroll processing. 
The efficient webmaster starts reminding everyone of the rules and won’t give out 
passwords to security offenders.

Is there any way for managers avoid these situations? Absolutely. Formal psycho-
metric assessments can reduce the margin of error in hiring and promotions . A 
good assessment system won’t necessarily tell you if a person is going to act up in 
your organization. But if that person is going to cause problems, a good assess-
ment system will tell you the type of behavior they’ll have a propensity to exhibit.

Dr. William Marston once described four basic behavioral traits in a system we call 
DISC: dominant, influence, steadiness, and compliant. These traits are associated 



with specific strengths, weaknesses, fears, and motivators. Most candidate assess-
ment systems based on DISC will indicate how an applicant will fare in a specific 
job environment. These systems fall short of identifying the type of toxic behavior 
that a candidate might display once they are on the job.

In this book, we offer a glimpse at thirteen types of toxic personality types we’ve 
identified in the workplace for sales teams. We have ordered them from the most 
difficult and problematic, the Jungle Fighter, to the least likely to be problematic, 
the Martyr. Using documented case studies, we also outline the steps you can 
take to address toxic behavior and restore harmony to your organization. In some 
cases, you may be able to adjust the work environment and coach employees 
who exhibit toxic behavior. In other cases, the best strategy may be to avoid hiring 
employees with toxic behavioral tendencies in the first place. If they are already on 
the payroll, though, you’ll have no choice but to get them out of your organization.

The 13 Toxic Types of Salespeople
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Toxic Type #1 — The Jungle Fighter
Common behaviors exhibited by Jungle Fighters include:

•	 Being blunt, cutting, overly aggressive, and impatient
•	 Seeing people as tools only for their usefulness
•	 Attacking coworkers (and their work) with a kill-or-be-killed mindset.
•	 Trampling others to gain control and subject people to warlike conditions in 

hopes that coworkers will surrender to their will and unreasonable demands.

If you’re dealing with a Jungle Fighter, brace yourself. You’re in for a difficult test 
of your management skills. You’ll never encounter a behavior that is more toxic or 
problematic to your company culture.

I had hired plenty of people before I encountered a Jungle Fighter. This time, howev-
er, our screening process failed. The Jungle Fighter interviewed well and came across 
as a strong candidate during testing. We quickly hired this person whom we hoped 
would accomplish great things with us. During the first few weeks of employment at 
my company, the Jungle Fighter settled in. At my suggestion, this individual took key 
employees to lunch to form stronger bonds and to learn the details of our business.



Before long, the Jungle Fighter began coming into my office to warn me. Did I realize 
that a specific long-term employee was underperforming? Soon after, the Jungle Fighter 
suggested that one of our top performers wasn’t a very big asset to the company.

I began to question myself. Had I missed these key details about existing employ-
ees? Maybe I’d gone on autopilot and overlooked big problems that were only 
obvious to a new employee.

I started to pay closer attention. That’s when a couple of employees hinted that 
the new hire I was so excited about, the Jungle Fighter, was a potential problem. 
I didn’t want to believe it at first. Then, I heard through informal channels that the 
Jungle Fighter was pretty sure that they could outclass me as CEO.

As a small business owner, it didn’t take long to make my decision. The Jungle 
Fighter had to go. Luckily, the buck stops with me at my company.

But the experience got me thinking. In a larger organization, Jungle Fighters can wreak 
havoc. If they have the upper brass fooled into thinking that they’re great contribu-
tors and they are actually performing well, they’ll be left alone. They’ll cut a path of 
destruction through one department after another as they battle their way to the top.

Employees will be gossiping about why you can’t see the truth. Even worse, they’ll 
start looking around for other positions.

Once a Jungle Fighter has infiltrated your workplace, it’s not easy to oust them. 
They will turn that kill-or-be-killed mindset on you when they realize a termination 
is in the works. Don’t be afraid to call in reinforcements. In a large organization, 
get the HR department involved. In a smaller company, bite the financial bullet 
and hire an employment attorney who can provide the expert advice you need.

The most nerve-wracking aspect of dealing with these individuals is that they don’t 
always infiltrate organizations. They could be in your company, undetected, until 
a manager unwittingly promotes them. That’s what happened to the owner of 
an electrical company who put a competent project manager in charge of a de-
partment. The owner figured the project manager would be as good at managing 
people as he was at managing workflow.

The 13 Toxic Types of Salespeople
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The owner didn’t realize that when the newly promoted department head took 
on the task of managing people, he turned “mean as sin.” Before long, people 
began leaving the company. The guy was so controlling that no employee wanted 
to put up with him. By the time the owner figured out what was going on, only one 
employee remained in the department.

This project manager’s angry demeanor started to worry the owner. If he let the guy 
go, was he going to have problems with him? Was retaliation a possibility? Likely so.

The owner called in an outside consultant. After reviewing the situation, the con-
sultant suggested the employee be signed up for mandatory coaching. Everyone 
hoped the outcome would be a peaceful resignation.

During the first coaching session, the Jungle Fighter sat far back in his chair. He 
crossed his arms. Before the coach had a chance to speak, the Jungle Fighter 
barked out, “What do you want to talk about?”

His approach to coaching was just as unreasonable as his method of supervis-
ing people. In his supervisory role, he sensed passive management in the orga-
nization. That situation gave him the opening to do what he wanted. The coach 
understood the organizational dynamics and developed a plan. He outlined, in 
great detail, what the coaching program would involve. When the Jungle Fighter 
heard what the coaching plan involved, he realized the atmosphere at work had 
changed. He would now be held accountable for his behavior. Even worse, he 
was dealing with a neutral third party, not the passive managers who had been 
overlooking the way he trampled his team members.

The Jungle Fighter never showed up for a second coaching session and left the com-
pany soon after. The owner was relieved to have avoided a nasty confrontation or 
perhaps even a lawsuit. But he still lost plenty. Imagine the expense involved as the 
company began recruiting for replacement employees. During the Jungle Fighter’s 
reign of toxicity, the company missed the opportunity to win new business. They 
likely took a few knocks to their reputation that took a while to improve.

These negative outcomes could have been avoided if the owner had asked the Jun-
gle Fighter to take a battery of behavioral assessments before he promoted him.



Toxic Type #2 — The Exploiter
Common behaviors exhibited by Exploiters include:

•	 Being hostile, independent, quick, and arbitrary
•	 Becoming a danger to others as they resist established rules, policies, 

and protocols
•	 Distorting information for personal gain and gambling more than they 

can afford to pay
•	 Failing to recognize dangerous situations, refusing to course-correct, and 

remaining excessively stubborn
•	 Showing zero tolerance for rules and fearing loss of control

The 13 Toxic Types of Salespeople
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Like the Jungle Fighter, the Exploiter fears losing control. They have a strong desire 
to enhance their position in the organization and with clients. On the scale of toxic 
behavior, they’re likely to create problems with their manager and their coworkers.

In one professional organization, the Exploiter, who was also the boss, wasn’t 
keeping track of what was happening with an important client. Maybe she felt she 
didn’t need to because she believed in making her own rules.

During an important conference call, the Exploiter promised a client she could 
get them the coverage they sought in a prestigious national newspaper. The staff 
members, listening in on the call, had to bite their tongues. They’d already tried 
and failed to get the client coverage in that publication. The Exploiter’s behavior 
was a clear violation of industry protocol: never promise what you can’t deliver.

After the call, the boss checked in with her staff and asked where they stood with 
that big publication. When they explained the situation, she was outraged. She’d 
made a promise and she wouldn’t back down. She had a reputation to maintain. 
Her staff had to find a way to carry out the promise she’d made—or else.

Her team members were outraged too. But what recourse did they have? They had 
no choice but to follow her orders or find another job.

The Exploiter failed to see how her toxic behavior was demoralizing her staff. She 
likely told herself that good help was hard to find while she replaced employees who 
kept leaving. Exploiters, in DISC terminology, are often dominant individuals and the 
least likely to identify themselves as the root of the problem. They typically refuse to 
try to change their behavior. As a coworker, an Exploiter can cut a mean path through 
an organization. Exploiters will dig for information they can use to their own personal 
advantage. When the information doesn’t match what they want to hear, they’ll dis-
tort it. The Exploiter will also use information against a coworker to get what they 
want—whether it’s a better assignment or ultimate control over team members.

Once coworkers become aware of the Exploiter’s true motivations, they’ll stop 
sharing information. They’ll leave them out of email communications. Before a 
manager realizes it, the team has ceased to function effectively. Misinformation 
is rampant because nobody trusts the Exploiter. Depending on how rigid the Ex-
ploiter is, the manager may have no choice but to show them the door.



Toxic Type #3 — The Taskmaster
Common behaviors exhibited by Taskmasters include:

•	 Forcing commitments
•	 Impeding others through impatience
•	 Demanding unreasonable efforts from others
•	 Giving the silent treatment to those who cramp their style
•	 Becoming punitive and subjecting other people’s ideas to rigorous ex-

amination through interrogation and intimidation

The Taskmaster often seems like a manager’s dream employee. Here is an individual 
who will get things done. In fact, they are often so good at completing projects, they 
work their way into management roles. At that point, their behavior can quickly turn tox-
ic and problematic. Taskmasters can be as problematic as Exploiters in an organization.

One Taskmaster, the manager of a movie theater, was all smiles and promises 
when he hired a young worker. He promised to accommodate the worker’s other 
commitments with flexible scheduling. In his quest to keep the theater operat-
ing smoothly, this Taskmaster forgot his promise. He booked the employee for 
a shift when she had an unavoidable conflict. The employee quickly contacted 
him about the conflict and explained that she’d been unable to find anyone to 
fill in for her. The Taskmaster’s response was, “Find someone to cover your shift 
or forfeit your post.” The manager displayed no empathy. He likely justified his 
attitude by rationalizing that he was taking care of business. In this case, the 
employee quit.

The 13 Toxic Types of Salespeople
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As a manager, a Taskmaster can exhibit other kinds of toxic behavior. They’ll set 
high standards for work quality, but they won’t take the time to explain how the 
work should be done. Without coaching, employees flounder and the Taskmaster 
simply grows more impatient. Taskmasters can also demand extraordinary work 
effort from team members and then fail to thank them.

On the road to completing work, the Taskmaster as a coworker can leave carnage. 
If a coworker questions them or asks for five extra minutes to proofread their 
report, the Taskmaster retaliates—often by ignoring them during the next meet-
ing. If that coworker later comes up with a good idea, the Taskmaster will squelch 
it. To make matters worse, Taskmasters understand they possess superior skills, 
and they often expect compliments for projects they’ve completed. After a while, 
the entire team’s performance starts to suffer. Sooner or later, in the case of an 
extreme Taskmaster, everyone will have felt bullied by this individual.

Managers often don’t see the Taskmaster’s behavior from a coworker perspective. 
They fail to understand the negative impact on the organization. They only see that 
the work is getting done. Even better, the manager reasons, they don’t have to 
worry because the Taskmaster is keeping everyone on track.

One of the only ways for coworkers to succeed in their quest to change the Taskmaster’s 
approach is to form a group to talk with the manager. If the manager is too enthralled 
with the Taskmaster’s success, they may not take any action. In the long term, the man-
ager will only understand the situation after they have to replace good people who 
leave the organization because of the abuse taken from the Taskmaster. At that point, 
after culture and productivity suffers, the Taskmaster may also be terminated.

That’s what happened at an architectural firm in the Midwest. For over a decade, 
an architect with outstanding design skills had one key goal. He wanted to be a 
manager and he kept asking for the promotion. The business owner had reserva-
tions, and he asked the architect to take an assessment. The results confirmed 
what the owner already suspected: The brilliant architect was not a people person. 

The guy’s empathy scores turned out to be extremely low. He remained emotionally dis-
tant from the other staff members and seemed unable to change. In a management role, 
he likely would have demanded unreasonable excellence from members of his depart-
ment and would have demoralized them. The owner eventually had to let his architect 
go because the guy insisted on being a manager and refused to stay in his current role.
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Toxic Type #4 — The Drama Llama
Common behaviors exhibited by Drama Llamas include:

•	 Striving to be the center of attention
•	 Being emotionally needy
•	 Looking busy but not producing anything

People who’ve worked with a Drama Llama will tell you that they are exhausted at 
the end of the day. Tears, door slamming, and people running out of the room are 
common experiences when a Drama Llama is part of the team. At first, they’ll come 
across as truly caring friends. They’ll insist they are trying to help. That’s because 
the Drama Llama insists on playing a role in various situations. Before long, they 
make most situations all about them. 

As seen through the lens of the DISC theory of human behavior, Drama Llamas 
rank as high influencers. A typical influencer possesses energy, loves generating 
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high-level ideas, and enjoys engaging with people. Drama Llamas are influencers 
at an extreme level. They feed on emotion, exhibit spontaneity, and do not focus 
on details or methodical tasks. 

At their core, Drama Llamas are emotionally needy. They fear not being liked, and 
that fear causes them to get too involved with the needs of coworkers. Some mem-
bers of the team may not appreciate this overreach. They may prefer to solve their 
problems on their own. When they rebuff the Drama Llama’s attempts at “help-
ing,” watch out. The Drama Llama will react negatively. They’ll make inappropriate 
comments or even physically push the perceived offender. 

The Drama Llama reacts this way because they fear failing. If they are not part of 
the company’s in-group, they’ll also lash out. Their negative behavior reveals their 
poor self-esteem. They may complain that they’re being taken advantage of. In 
truth, they need to perceive that they’ve been taken advantage of, so they can cre-
ate drama. They undervalue their good qualities, as well as their weaker qualities, 
which means they won’t work on improving themselves.

The constant turmoil surrounding a Drama Llama wears out coworkers. They’ll try 
to avoid this individual, because the frequent interactions can negatively impact 
their productivity. 

Managing a Drama Llama can also be challenging. At one company, the Drama Llama 
had convinced the boss to hire a specific vendor for an event. The Drama Llama had 
a personal relationship with this vendor. During the event, the Drama Llama planned 
to let everyone know how important their role was in connecting the company to this 
vendor. However, when time ran short, the boss decided to cut out the Drama Llama’s 
presentation. The Drama Llama accused the boss of not being supportive and ran out 
of the meeting, crying. The other team members were left wondering what had hap-
pened. Their concern for the Drama Llama’s wellbeing shifted the focus away from the 
important event. The boss was left to deal with the uncomfortable situation.

Team members who supervise Drama Llamas must recognize what they’re dealing 
with quickly. Instead of allowing these individuals to push their buttons, they should 
remain calm and remove emotion from the situation. If the Drama Llama claims that 
another employee is incompetent and that they could do a better job, managers 
should ask for specifics. What part of the job is the other employee failing at and 



what exactly would the Drama Llama do to improve productivity? At that point, the 
Drama Llama will likely fall apart because they are not detail-oriented individuals. 
Managers may be able to help Drama Llamas stay on track by insisting on emotion-
free meetings. In some cases, managers may have to terminate the Drama Llama in 
order to repair the company culture these individuals often destroy.
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Toxic Type #5 — The Instigator
Common behaviors exhibited by Instigators include:

•	 Resisting without a known cause
•	 Demoralizing others, cutting others short, and finishing their sentences
•	 Being hyper-inflexible
•	 Patronizing and imposing personal values on others
•	 Resisting pleasing others and never stating their “real” position
•	 Ignoring weaker people-types and expecting them to know what to do
•	 Having an opinionated approach that keeps people in line



Organizational Instigators possess strong personalities. They also have plenty 
of energy. When the manager doesn’t keep the Instigator busy with challenging 
tasks, they can expect difficulties to arise in the organization. That’s because the 
Instigator will belittle other employees. They’ll put down the ideas of others and 
come off as judgmental and condescending.

With a bit of the Jungle Fighter in them, Instigators are not always focused on the 
same goals as the team. In fact, they don’t really want to be on the team. They just 
want the satisfaction of always being right. In a team setting, an Instigator will give 
you as much trouble as a Taskmaster.

With their direct and blunt approach, Instigators quickly put off others in the orga-
nization. Coworkers look for ways to avoid them. They know that if they go to the 
Instigator for help on a project, they’re likely to get a lecture instead of assistance. 
Company resources get drained while employees try to figure out how to leave 
Instigators out of meetings.

With their tendency to impose their personal values on others, Instigators can 
make other employees feel uncomfortable. In one case, an Instigator always made 
it a point to tell a coworker to smile more. Whether they were in the break room, 
the conference room, or a cubicle, the message was always the same. This im-
position of his personal value on the coworker created an uncomfortable work 
environment. The “unsmiling” employee soon learned to avoid the Instigator.

When an Instigator lands a management position, employees have reason to wor-
ry. Instigators will play favorites. They’ll team up with a person who shares their 
values. Other employees are left to fend for themselves, and since they’re avoiding 
the Instigator, leadership can expect a hit to the bottom line.

Fortunately, Instigators are one of the rarest of the toxic personality types.
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Toxic Type #6 — The Vacillator
Common behaviors exhibited by Vacillators include:

•	 Getting offensive when challenged and egotistical when flattered
•	 Creating emotional tension regarding expectations
•	 Remaining indecisive until the situation is critical
•	 Using excessive logic without emotions and imposing excessive stan-

dards of perfection on those who are less careful

This toxic behavior may be stoked by the environment the employee is entering. Or-
ganizations that need a thoughtful deliberative employee who works well alone might 



find a Vacillator to be the perfect hire. But if you’re seeking an employee to join your 
fast-paced environment, be on the lookout for toxic Vacillator tendencies.

Vacillators get nothing done. They want to slow the work process down. They 
can’t make up their minds because they fear they will be wrong. Their anxiety and 
insecurity means they’ll stall for time. They will avoid team members who they 
perceive as taking big risks. In this context, they can be as problematic to the team 
environment as Taskmasters and Instigators.

While you’re waiting for their answer on whether you should invest in a partner-
ship, your Vacillator is off running permutations of various outcomes. They’ll tell 
you they need more information before they can give you a thumbs-up. If you 
push them to move quickly, they’ll inform you that you’re not being careful enough 
in making this big decision. Paralysis by analysis is a common occurrence for the 
Vacillator.

One Vacillator made a great impression on a CEO who insisted he wanted this 
individual to join the company as a high-level manager on his leadership team. 
The new employee possessed many fine credentials. During the hiring process, he 
also negotiated a sweet separation deal.

Before long, the rest of the C-suite members realized the new hire was operat-
ing on a separate track from them. They always contributed their deliverables to 
projects on time. The new hire simply did not work at their speed. He’d consis-
tently ask for more time before making key decisions. The company’s progress in 
a competitive marketplace was held up while he worried and stressed and did 
everything except come to a decision.

In the end, the rest of the executive team reached their own decision. They re-
alized they’d made an expensive mistake. They’d hired an individual whose be-
havior didn’t match the way the rest of the team worked. The company paid a 
substantial sum to send the Vacillator on his way.
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Toxic Type #7 — The Glory Hog
Common behaviors exhibited by Glory Hogs include:

•	 Having a high need for approval 
•	 Taking credit and recognition at every opportunity—even when it is not 

deserved 
•	 Being verbally aggressive

On motivational assessments, Glory Hogs score so  high for  Individuality that it 
becomes a need, not just something they desire. Their insatiable need for recogni-
tion drives them to seek out situations where they can be noticed making the big 
sale or saving that important account.

As a team member, they will take credit for successes and won’t acknowledge any-
one else’s part in the win. On a basketball team, for example, a Glory Hog would 
be called a “Ball Hog.” 

But when a project doesn’t go well, as in the team losing the sale, the Glory Hog 
will deflect taking any responsibility. They’ll look for a way to blame everyone else. 
This behavior contrasts with what a conscientious manager would do: accept the 
blame and share the credit.



In the workplace, the need to have constant approval and take credit when credit 
isn’t due quickly becomes toxic. Coworkers begin to distrust the Glory Hog and the 
behavior ultimately stifles cooperation. 

Another behavior that team members find off-putting is the Glory Hog’s tendency 
to dominate the conversation. This happens whether they are talking with just one 
other person or in groups. Steve Sisler reports that “their nervous energy causes 
them to not stop talking.”

Glory Hogs share the fear of not being liked with another toxic type, The Drama 
Llama. Glory Hogs need validation in recognition from others to prove themselves 
wrong. However, Drama Llamas need to be wronged or underappreciated to 
prove themselves right.

Obsession with recognition can get Glory Hogs into big trouble. A sportscaster who 
was a little carried away with his image learned an important lesson the hard 
way. A Glory Hog, the sportscaster completely lost his cool after a set of technical 
glitches caused him to look awkward, multiple times, in front of his adoring TV 
fans. In that situation, some people would have taken a few laps around the track 
until they cooled off. In this case, the individual grew increasingly paranoid that 
the station manager was making him look bad on purpose. One day, after another 
technical glitch, the Glory Hog exploded. He grabbed the guy that he thought was 
dissing him—the station manager—and pinned him against the desk.

The station manager suffered no serious injury, but he knew he had a problem. 
The Glory Hog’s toxic behavior threatened employee safety. He had no empathy 
for the fact that the station manager was having equipment trouble. All along, the 
manager, as part of a team effort, was trying to make the Glory Hog look his best. 
After the event, the Glory Hog apologized, but it was too little, too late. While he 
was wildly popular with viewers, the station manager couldn’t take the chance 
that this individual’s toxic behavior would surface again. The Glory Hog’s behavior 
resulted in those two dreaded words: “You’re fired.”
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Toxic Type #8 — The Job Protector
Common behaviors exhibited by Job Protectors include:

•	 Pushing back at any change to their day-to-day routine
•	 Addressing new directives with an abundance of caution and guarding 

their role on the team and in the company
•	 Eventually coming around but often resisting at first

Job Protectors don’t have issues working with other people. But they’re terrified of 
change in their work process. On the scale of toxic behaviors, Job Protectors are 
only situationally problematic.

When managers introduce a new tool, the Job Protector will find a reason not 
to use it. You may be showing off the latest mobile phone and telling everyone 
how the device will save them time and aggravation at work. The techies in your 
department will latch onto the device, figure out exactly how it works, and find 
cool new features that you missed. The Job Protector will be cringing. They’ll be 
gripping the desk in panic mode, believing that the device will change everything 
about the way they work. Even worse, that efficient new device may threaten their 
paychecks.

Job Protectors are typically low-energy employees. They are comfortable in their 
existing routines. Often, they’re older workers who also seem befuddled by the 
latest technology.
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This attitude may be slightly amusing at first. You may not mind helping them learn 
how to upgrade their skills. Younger team members might also be willing to lend 
them a hand. But over time, Job Protectors create a toxic work environment.

They slow down progress. Eventually, coworkers may begin to avoid Job Protec-
tors or work around them. That behavior is a signal that managers must pick up 
on. Don’t allow Job Protectors to disturb coworkers because they can’t figure out 
how to do their own jobs. Managers should ask the Job Protector to take a class to 
upgrade their skills. If your Job Protector won’t agree to improve themselves, you 
have a choice. You can either ask them to leave the organization, or you can accept 
that you are running a charity and aren’t maximizing profits.
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Toxic Type #9 — The Agitator
Common behaviors exhibited by Agitators include:

•	 Keeping an emotional distance from others and guarding their time from 
those who waste it

•	 Creating an impenetrable wall between themselves and others
•	 Becoming easily agitated while agitating their coworkers
•	 Preferring objects to people, acting evasively, fearing vulnerability, and 

becoming too matter-of-fact

Agitators often have great skills and capabilities. As a solo contributor, an Agitator 
can make a big difference on the bottom line for an organization. But they don’t 
enjoy collaborating and may even show suspicion toward coworkers. The last thing 
they want is to spend time helping a coworker.

In a management role, Agitators can quickly exhibit toxic behavior. These manag-
ers come into the office and close their door at 8:30 a.m. They don’t do manage-
ment by walking around (MBWA). They also don’t say good morning or spend time 
with team members, finding out how they are doing. Agitators typically score as 
high C’s and D’s on the DISC system. Remember that high C’s are detail oriented. 
Team members with high D tendencies are driven to get the job done. With this 



profile, impatient Agitators don’t want to be slowed down. A good assessment 
system will reveal Agitator potential and help you keep these individuals out of 
management roles in your organization.

Managers like Agitators because they get the job done. Over time, these individu-
als can gain substantial control over an organization’s assets. During this process, 
they won’t call attention to themselves. But they do appreciate the prestige and 
recognition that comes when they successfully accomplish difficult tasks. Agitators 
can also have hoarder tendencies, especially when it comes to information. In that 
capacity, they can also be dangerous to an organization’s success.

The Agitator’s behavior becomes toxic when they won’t interact or share their pow-
er base with others. Coworkers will be well aware of Agitators in an organization. 
They can be as toxic as Exploiters and Taskmasters to an organization’s cultures. 
Your other employees will also be looking for reasons to avoid them.

One of the worst managerial fears in today’s digital economy is network vulnerability. 
What will happen if we get hacked and are faced with the need to pay a ransom to 
gain access to our data? This is a question that business leaders ask regularly, and 
all too frequently, they are asking the question after they receive a ransom demand.

In one company, the managers grew concerned that one of their own employees 
would make a ransom demand regarding network access. The Agitator had gained 
plenty of organizational power over time. He was extremely competent and man-
aged to get himself into the position where he was the sole person in charge of 
system passwords. He loved having control over valuable assets. The company’s 
leaders didn’t share his enthusiasm. What would they do if he quit? What if there 
was a serious health crisis and they couldn’t communicate with the employee? 
What if the guy grew disgruntled some day? They’d never get the passwords.

Senior management looked for a way out of the situation and finally hired a coach 
who had a series of conversations to help the Agitator relax his way of thinking and 
share the passwords.

Not every Agitator situation will work out so well. The longer the Agitator exerts con-
trol, the more expensive and difficult they can become to resolve. Managers should 
stay alert to anyone in the organization who could be building a power base. They 
should insist on power sharing and on cross-training to cut down on vulnerability.
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Toxic Type #10 — The Cynic
Common behaviors exhibited by Cynics include:

•	 Trusting no one and taking nothing at face value
•	 Assuming others will take advantage of them and shutting people out 

with no explanation
•	 Letting coworkers survive on their own and operating alone, even when 

in groups
•	 Becoming jerk-like (to put it politely) when others oppose their views 

and considering a select few for interrogation-like understanding
•	 Demanding inappropriate compensation for work tasks

Cynics are suspicious by nature. Dating back to the age of Greek philosophers, 
they believe that humans let selfishness drive their actions. When something new 
and different comes along, Cynics will find a reason to reject it. They’ll suspect that 
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person pitching the idea is incompetent or up to no good. They have low trust in 
their coworkers and in management.

The toxic part of a Cynic’s behavior stems from their tendency to make negative 
comments about coworkers and managers they don’t trust. Like Instigators, Cynics 
want to form relationships with peers who feel the way they do. Once they team 
up and influence others, the poison they spread in an organization creates a sig-
nificant management challenge.

Cynics often feel like they are being taken advantage of economically. They’ll com-
plain that they are not being paid enough. To reinforce their negative position, 
some Cynics will dig in their heels and refuse to accept what a manager is asking 
them to do. They’ll debate with the manager about why the new idea is no good. 
They’re often pessimistic about the future.

Over time, some managers may be able to coach Cynics to be consciously aware 
of their actions. This awareness can help them think clearly about other ways to 
respond when a change is introduced. Some Cynics won’t budge. With their mind-
set of negativity firmly entrenched, the manager may have to show them the door.
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Toxic Type #11 — The Lone Wolf
Common behaviors exhibited by Lone Wolves (not to be confused with the seller 
profile of the same name in The Challenger Sale) include:

•	 Keeping an emotional distance from others, demanding privacy, refusing 
vulnerability, and rarely communicating personal ideas

•	 Taking things too seriously when reacting to unexpected events
•	 Acting punitively toward themselves, holding themselves to impossible 

standards, and becoming overly intense when failing to realize goals



Have you ever worked with someone whose actions make the hair on the back of 
your neck stand up? If the answer is yes, then you may have encountered a Lone 
Wolf. This individual makes everyone feel a little uneasy. They’re obsessed with 
personal privacy and usually emotionally distant. In an organizational setting, their 
behavior is likely to be problematic.

While the rest of us might spend a few minutes in the break room sharing what 
we did over the weekend, the Lone Wolf will be in their cubicle doing something 
else in secrecy. That tendency makes us uneasy. First, they make us feel slightly 
guilty because we know we should be working too. But more importantly, we don’t 
know anything about the Lone Wolf. We spend a third of our lives with our co-
workers. We want to get to know them, to understand what’s happening in their 
lives. The truth is, we know nothing about the Lone Wolf in our midst.

Many coworkers believe the Lone Wolf won’t get emotional. In fact, the opposite 
is true. The Lone Wolf can get emotional about their own job performance. When 
they don’t succeed at a difficult task, they can act punitive to themselves.

Managers might try to console a Lone Wolf who’s struggling, but they’ll often be 
rebuffed. Why? The Lone Wolf doesn’t want to show vulnerability. Despite being 
put off, managers should continue to encourage an employee who exhibits Lone 
Wolf behavior and not let them spiral down.

While a Lone Wolf can exist at any level in an organization, they’re often drawn to 
starting and running their own businesses. In the role of entrepreneur, the Lone 
Wolf’s tendency toward excellence can help the organization grow. Over time, how-
ever, these same traits can stop a business from thriving. Lone Wolves must learn to 
let go of certain tasks and focus on more strategic work. Most Lone Wolves can’t ac-
complish this transition. They continue to believe that only they can make decisions. 
To stay in control, they’ll keep information to themselves. Their direct reports won’t 
know what is going on, and that’s the kind of behavior that is toxic to a company.

Take the case of the Lone Wolf who managed to grow his organization to a good size 
over a couple of decades. He was ready to retire. As part of the vetting process, prospec-
tive buyers were talking to employees about what it was like to work in the organization.

The 13 Toxic Types of Salespeople



Hire Smarter, Sell More! 135

The employees showed no positivity about the future of the business, and that at-
titude scared off the prospects. The problem was that employees could never get 
a read on the owner. They weren’t sure where he stood on anything. In that work 
environment, employees don’t feel engaged or committed.

The owner realized that he had a problem. He reached out to get help on how to 
open up and communicate with others. Not every Lone Wolf will work hard on 
self-improvement.

In another case, the board of directors hired a turnaround CEO who exhibited 
Lone Wolf behavior from the first day of employment. During work hours, he was 
inaccessible. He kept his door closed. Nobody could get past his personal assistant 
who screened all visitors, calls, and emails.

When a manager had an idea about making a change, they had to submit it in 
writing to the Lone Wolf. He read the email and then emailed back his response. 
This process sometimes took him three days—no discussion, no team meeting. 
His direct reports started to think the guy had ice water running through his veins. 
Before long, the managers who thought they’d participate in the turnaround grew 
frustrated. They’d been promised retention bonuses, but they had no idea how 
things were going or if their input was meaningful. Several of those employees left 
before the turnaround of the company was completed.
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Toxic Type #12 — The Enforcer
Common behaviors exhibited by Enforcers include:

•	 Having strict thought streams, believing things must be done a certain 
way, and creating an emotional distance from others

•	 Never telling you where they stand on the issues but becoming punitive 
when rules are broken

•	 Holding a grudge and possibly becoming vindictive when crossed

Anyone who has watched hockey over the years knows that many teams have an 
Enforcer. If a player on the opposite team causes an injury, watch out. The En-
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forcer will even the score. They’ll often do this knowing full well that they’ll spend 
time in the penalty box. Why? Because the “end justifies the means.” The Enforcer 
will behave the same way in your company too. While not as problematic as Jungle 
Fighters or Taskmasters, Enforcers can cause plenty of trouble.

Enforcers insist that rules must be followed—or else. Some organizations need 
Enforcers. Police officers know that when a person exceeds the speed limit, they 
must write a ticket. In this setting, the motivators of power and rightness serve the 
greater good. We are all safer when Enforcers make sure citizens follow the rules. 
Similarly, on the battlefield, the troop leader doesn’t question the orders they are 
given. They insist the mission will be carried out exactly as planned and practiced. 
Enforcers can be highly effective in situations where security and safety are neces-
sary—think nuclear power plants.

In some organizations, Enforcers play a critical role. They often become managers be-
cause the higher-ups believe these employees will make sure the job gets done properly.

So, where does toxicity come in? It’s all about this person’s tendencies in the work-
place environment and how well they mesh with coworkers. Like Jungle Fighters 
and Instigators, Enforcers do not easily mix with other people.

If a manager puts an Enforcer in charge of a creative effort, trouble will follow. 
Instead of encouraging their team members to think creatively about an ad cam-
paign, the Enforcer will worry about the rules. If there’s a paper clip shortage in the 
company, they’ll worry about how many paper clips an employee used during a 
meeting. They absolutely will not approve of employees riding scooters down the 
hallways in order to tap into creativity. They’ll point out that doing so is prohibited 
in the employee manual.

An Enforcer’s behavior can quickly become toxic if an employee has dared to com-
plain about them. They don’t accept negative feedback as an opportunity to self-
reflect and improve. Instead of thinking about how to change their behavior to 
become a better team player, they’ll look for an opportunity for payback.

With an Enforcer on the staff, team members might be looking over their shoul-
ders as they walk out to the company parking lot at night. With that kind of stress 
brewing in an organization, you’ll see employee turnover before long.



Toxic Type #13 — The Martyr
Common behaviors exhibited by Martyrs include:

•	 Having low energy, avoiding conflict, and only complaining to safe peo-
ple who will sympathize with their feelings

•	 Pouting or moping when they feel sidelined or overlooked
•	 Never revealing where they actually stand on the issues
•	 Telling you that everything is fine, but everything is most certainly not fine

The Martyr can be one of the most charming individuals in an organization. They’re 
often well-liked by their peers. On the toxic behavior scale, Martyrs are the least 
likely to make trouble in the team environment.

But they can be poison to the success of an organization because they aren’t actu-
ally getting anything done. As emotional individuals, Martyrs won’t say where they 
stand. They pout and whine. They certainly won’t ask for help. In the meantime, 
their incompetence can wreak havoc on the bottom line.
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Martyrs mask what they’re unable to do. They’re personable and can talk their way 
into a company. “Fake it until you make it” is the Martyr’s motto.

Take the case of the likeable guy who interviewed well for the comptroller position 
in a large organization. In that role, he should have been managing investments on 
a daily basis to optimize interest earnings. He should have been paying bills early 
to take advantage of vendor discounts.

After a while, senior managers noticed that the cash flow wasn’t what it should 
have been. But they couldn’t figure out why. After talking to several employees, an 
outside behavioral consultant found the source of the problem. The Martyr didn’t 
know how to do his job. Soon after that, the leadership team hired a CFO. Within 
eight weeks, they were generating the kind of cash flow they expected. The like-
able, talkative comptroller was fired.

In another instance, a company had hired a strong candidate to develop their web-
site. She arrived on the job with great recommendations. She also had a warm and 
engaging personality. For an entire year, she walked the halls with her binder, dis-
cussing the possibilities of the website she envisioned. But no actual work happened 
on the website. Meanwhile, the company was falling behind on achieving its goals.

Finally, on the advice of an outside expert, the employee was transferred to a 
new position—not surprisingly, in the public relations field. There, she found 
her true calling. The company went on to hire a website expert who delivered 
what they needed. This time, the hiring managers weren’t dazzled by personality 
or recommendations but instead, used the results of formal assessments to find a 
candidate who possessed the skills and the set of behavioral tendencies needed 
to succeed in the position.

Because over 60 percent of resumes contain information that is not true, hiring 
managers must be on alert. If managers want to be certain that a candidate pos-
sesses a critical skill, they should ask for evidence. Better yet, they should have the 
individual produce original work showing their competence. A good candidate will 
turn around the request quickly. A candidate who has Martyr tendencies won’t 
even try to complete the assignment because they won’t know how.



Toxic Stew
Jungle Fighters aren’t always bad people. Their toxic behavior comes from their fear 
of losing control. They may have been raised in an unstable environment, one that 
caused them to crave control over what happens in their lives. Once they get out on 
their own, they’ll continue to exhibit the toxic behavior they learned in their youth. In 
the workplace, higher dominance individuals like Jungle Fighters tend to see people 
as tools, as a means to an end. They don’t recognize that their employees have con-
tributed to their success. Their lack of gratitude leaves people feeling used.

What happens when you mix a Martyr with a Jungle Fighter in the same organiza-
tion? Everyone loses. That’s what happened when two brothers started running a 
contracting business left to them by their father. The Martyr brother was a passive 
individual who didn’t want confrontation. Compared to his Jungle Fighter brother, 
he exhibited low dominance in his behavior. The Jungle Fighter made the deci-
sions in the business and took credit for the successes.

The Martyr had ambitions and felt plenty used. He wanted to succeed but couldn’t 
take power in the company, not when his Jungle Fighter brother was hacking his 
way around. The Martyr, with his ability to talk and deceive, started working be-
hind the scenes. He diverted money from the contracting business. He made up 
seven fake employees for projects he was supposedly running. Over time, he stole 
over $1 million to pay these “employees.” He used the money to build a successful 
side business: a restaurant. When the scam was uncovered, a professional coun-
selor was called in. The brothers agreed they wanted to resolve their differences. 
With plenty of hard work and acknowledgement of their shortcomings, the broth-
ers continue to work together. 

Not every toxic stew story ends so happily.

The 13 Toxic Types of Salespeople
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