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WORKING 
WITH YOU 
 IS 
KILLING  
ME . . . 



OBJECTIVES 

This program will help you:  

½ Recognize the symptoms and affects of a negative 
workplace environment. 

½ Understand the theory behind Group Contagion and 
recognize the role each of us plays in these situations. 

½ Coach your managers and team on how to proactively set 
boundaries and control reactions to co-workers who 
cross those boundaries. 

½ Coach your managers and team on how to proactively 
άǳƴƘƻƻƪέ ǘƘŜƳǎŜƭǾŜǎ ŦǊƻƳ ŘƛŦŦƛŎǳƭǘ ƛƴǘŜǊǇŜǊǎƻƴŀƭ 
situations at work.  
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WHAT IS THE SCIENCE BEHIND THE AFFECT 

OF ONE BAD APPLE IN THE GROUP. . .  
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  Personal issues 
                                                                             

Performance issues 
         

  Boundary issues  
                                                                             

  Negative  work 
environment 
                                                                             

http://www.youtube.com/watch?v=rJamRV_04G4
http://www.youtube.com/watch?v=rJamRV_04G4


POWER OF COLLECTIVES:  

PEOPLE CONFORM AND WANT TO 

BELONG  
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BAD APPLES 
Before the whole bunch spoils, train managers to 

recognize a bad apple and deal with poor 

performers 

How, When, and Why Bad Apples Spoil the Barrel: Negative Group Members and Dysfunctional Groups,  

2006, Felps, Mitchell, and Byington. 



6 Episodic 
Negative 
Behavior 

A Negative 
Member 
(chronic) 

ωWithholder of Effort 

ωAffectively Negative 

ωInterpersonal Deviant 

Reactions 

ωInequity 

ωNegative Emotions 

ωDamaged Trust 

Moderators 

- Intensity of Negativity Behaviors 

- Team Interdependence 

- Valence of Recent Outcomes 

- Personal Coping Abilities 

 

 

Negative 
Members 
Defensive 
Behaviors 

 - Explosions 

 - Covert revenge 

 - Mood maintenance 

 - Denial 

 - Slacking off 

 - Withdrawal 

 

Group 
Process 
 - Motivation 

 - Cooperation 

 - Conflict 

 - Creativity 

 - Learning 

Group Outcomes 

 - Low performance 

 - Low wellbeing 

 - Low viability 

 

  Relative Power 

The Bad Apple Phenomenon:  Aggregation, Spillover, Sensemaking 
How, When, and Why Bad Apples Spoil the Barrel: Negative Group Members and Dysfunctional Groups,  2006, Felps, Mitchell, and Byington 



Negative 
Members 

Negative 
Response 

1) Explosion                          
2) Revenge                              
3) Mood Maintenance       
4) Distraction Denial          
5) Withdrawal 



WHERE IS THE EVIDENCE? 

½Teams = All Socially 
Anxious 

½M = 45.8 

____________________ 

 

½Teams = All Socially 
Calm 

½M = 85.5 

 

Asymmetric Effect: 

 

½Teams = Mix of 
Socially Anxious 
and Socially Calm 

 

½M= 53.2 
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Camacho, M.L., & Paulus, P.B. (1995).  The role of social anxiousness in group brainstorming.  Journal of Personality and Social Psychology, 68(6), 1071-1080. 



    

 

        DǊƻǳǇ tŜǊǎƻƴŀƭƛǘȅ Ґ [ƻǿŜǎǘ aŜƳōŜǊΩǎ {ŎƻǊŜ 

    - how low the lowest teammate is on the     
  variables of conscientiousness,   
  agreeableness, and emotional stability is 
  usually a strong predictor of group-level 
  variables 

How, When, and Why Bad Apples Spoil the Barrel:  

Negative Group Members and Dysfunctional Groups,  

2006, Felps, Mitchell, and Byington 

Low Group Efficacy 



Teams 

                                             

     In our knowledge based society, 
     we will    
    need highly skilled workers and  

     half of the U.S. workforce will be 
    working in teams 

 

How, When, and Why Bad Apples Spoil the Barrel:  

Negative Group Members and Dysfunctional Groups,  

2006, Felps, Mitchell, and Byington 

Boundary Conditions:  Smaller the 

Group, The Greater the Impact  



BAD PREVAILS OVER GOOD!  

½ Negative cognitions, feelings and events 
longer lasting effects than equivalent 
positive  

½ Romantic relationships  - 5:1 for success 

½ Work 1-8% are negative greater impact on 
job satisfaction and organizational 
commitment ς most pronounced for teams 
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TYPES OF BAD APPLES 

Withholders of 
Effort 

ωNot completing 
tasks 

ωNot taking 
responsibilities 

ωShirking 

ωFree riding 

ωSocial loafing 

Affectively 
Negative 

ωNegative mood 
or attitude 

ωAwkward 
interpersonal 
style 

ωPessimism 

ωAnxiety 

ωInsecurity 

ωIrritation 

Interpersonal 
Deviants 

ωMaking fun 

ωSaying something 
hurtful 

ωInappropriate 
jokes 

ωMean pranks 

ωPublicly 
embarrassing 
someone 

 

How, When, and Why Bad Apples Spoil the Barrel: Negative Group Members and Dysfunctional Groups,  

2006, Felps, Mitchell, and Byington. 



Warning 

THERE CAN BE OTHER CAUSES OF 

BAD APPLE BEHAVIORS 

  ORGANIZATIONAL SUPPORT 

  UNCLEAR DIRECTION 

  WORK FAMILY ISSUES 



RESPONSES TO BAD APPLES 

Motivating Actions 

ωWithholding of 
praise, respect, 
or resources 

ωNot so subtle 
confrontations 

ωFormal 
administration of 
punishment 

ωDemands of 
apology and 
compensation 

Rejection 

ωEliminate or limit 
interaction with 
negative 
members 

ωRemoving 
negative 
individuals from 
the group 

ωOstracizing 

Defensiveness 

ωLashing out 

ωRevenge 

ωUnrealistic 
appraisals 

ωDistraction 

ωMood 
Maintenance 

ωWithdrawal 

 

How, When, and Why Bad Apples Spoil the Barrel: Negative Group Members and Dysfunctional Groups,  

2006, Felps, Mitchell, and Byington. 



½Difficult teammates will 
be rehabilitated, ousted, 
or teammates will 
compensate for them 

How, When, and Why Bad Apples Spoil the Barrel:  

Negative Group Members and Dysfunctional Groups,  

2006, Felps, Mitchell, and Byington 

If Change is Possible . . . 



Motivating 
Actions 

Rejection 

How, When, and Why Bad Apples Spoil the Barrel: Negative Group Members and Dysfunctional Groups, 2006, Felps, Mitchell, and 

Byington. 

If they work, both are 

fairly constructive 

responses to a negative 

individual. 

Minor Impact on Task    

              Performance 



Defensiveness 

How, When, and Why Bad Apples Spoil the Barrel: Negative Group Members and Dysfunctional Groups, 2006, Felps, Mitchell, and 

Byington. 

When Motivation  

and Rejection Fail . . .  

Cannot  

Change  

The Negative Member 



LOW POWER SITUATIONS 

½ Organizations  tend to avoid hiring or 
promoting difficult individuals for leadership 
positions 

½ Low Power do not have decision making  
authority, responsibility, adequate 
experience or confidence to take decisive 
action. 
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FIRST LOOK TO THE LEADER 

½What is the affect? 

½ If coworker has a lack of 
power to change others 
then they protect 
themselves 

½Withdraw or lash out 

½React strongly instead of 
rationally  to protect 
themselves 

 

½How do we manage and 
teach others to manage 
these relationships 
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DEFENSIVE BEHAVIORAL 

REACTIONS 
 

 
ÅExploding ς dominate or attack a 
frustrating person 
 
ÅSabotage instead of confrontation 

How, When, and Why Bad Apples Spoil the Barrel:  

Negative Group Members and Dysfunctional Groups,  

2006, Felps, Mitchell, and Byington 



REVENGE ALTERNATIVE TO 

EXPLODING 

½Desire to restore perceptions 
of equity and justice 

½Managers tend not to 
confront each other but are 
ingenious at sabotage 
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Defensiveness 

ñThe inclusion of defensiveness as a 

reaction to a negative member 

recognizes that peoplesô reactions to 

difficult circumstances are often less 

than rational.ò 

How, When, and Why Bad Apples Spoil the Barrel: Negative Group Members and Dysfunctional Groups, 2006, Felps, Mitchell, and 

Byington. 

Two key factors 

that promote                                              

1. A lack of power  

2. Tendency to react strongly to negative 

behavior 



MOOD MAINTENANCE 

Mood maintenance behaviors are efforts to 
ƛƳǇǊƻǾŜ ƻƴŜΩǎ ŀŦŦŜŎǘ ŀƴŘ Ŏŀƴ ōŜ ŜƛǘƘŜǊ 

consciously or unconsciously motivated. 



MOOD MAINTENANCE TAKES 

PRECEDENCE OVER TASK 

PERFORMANCE  

½ Positive social interactions 

½ Breaks 

½ Eating 

½ Smoking 

½ Drinking 
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MODERATORS OF THE BAD 

APPLE EFFECT 

Intensity 

Interdependence of 
group 

Outcomes 

Coping Skills 



Group Transition 
Mechanisms 

Additive 
Defensive 

Spillover 
Effects 

Sensemaking 
Effects 



ωMotivation 

ωCreativity and Learning 

ωCooperation 

ωConflict 

ωGroup Outcomes 

Negative Effects on Group Processes 

and Outcomes 



Five Dysfunctions of a Team 



WHEN YOU FIND A BAD APPLE:  

1. 360 Degree Feedback 

2. Act swiftly 

3. Remove them from the group 

4. Train Manager on conflict 
resolution 



START WITH GROUP 

THEN MOVE TO THE INDIVIDUAL 

1. Why take it seriously? 

2. Pragmatic Approach  

3. Work on solutions to fix the 
problem   (conflict management 
skills) 



WHEN HIRING LOOK AT:  

1. Assessments 

2. References  

3. Work Group Simulators 

4. Ask them to talk about 
previous employment 



AMERICAN LIFE PROGRAM 

½ http://www.thisamericanlife.org/radio-
archives/episode/370/Ruining-It-for-the-Rest-of-
Us 
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TURNOVER CONTAGION 



IMPORTANCE OF DECREASING 

TURNOVER? 

Turnover 
Decreased 

Productivity 

ÅBest employees have mobility  

 

ÅFirms with high turnover significantly 

under-perform their rivals. 
Hatch and Dyer 2004: 1155 



 

ά²ƘŜƴ ƻǳǘŎƻƳŜǎ ŀǊŜ ǘƻƻ ƭƻǿ ǊŜƭŀǘƛǾŜ ǘƻ ǘƘŜ 
ŜƳǇƭƻȅŜŜΩǎ ŜȄǇŜŎǘŀǘƛƻƴǎΣ ŀƴ ŜƳǇƭƻȅŜŜ ōŜŎƻƳŜǎ 
dissatisfied and motivated to leave the 
ƻǊƎŀƴƛȊŀǘƛƻƴΣ ƛƴŎǊŜŀǎƛƴƎ Ƙƛǎ ƻǊ ƘŜǊ άŘŜǎƛǊŀōƛƭƛǘȅ ƻŦ 
ƳƻǾŜƳŜƴǘΦέ  ¢ǳǊƴƻǾŜǊΣ ǘƘŜƴΣ ōŜŎƻƳŜǎ ŀ ŦǳƴŎǘƛƻƴ 
of the extent of this desirability combined with 
the perceived ease of movement (i.e. number of 
ǇŜǊŎŜƛǾŜŘ Ƨƻō ǇǊƻǎǇŜŎǘǎΦέ 

 

The Psychology of Voluntary Employee Turnover 

2007 Harman, Lee, Et al. 



 

Personal  

Embeddedness 

Perceived Office 

Embeddedness 

Turnover 

�7�X�U�Q�R�Y�H�U���&�R�Q�W�D�J�L�R�Q�����+�R�Z���F�R�Z�R�U�N�H�U�V�¶���-�R�E���(�P�E�H�G�G�H�G�Q�H�V�V�� 

and Job Search Behaviors Influence Quitting  

2009 Academy of Management 


