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6 Steps To Blast Past Unhealthy Management Practices

Peter Drucker, who’s work provided the foundation of the contemporary concept of 
“management”, once said, “Most of what we call management consists of making it 
difficult for people to get their work done.”  This statement continues to ring as true 
today as it did back in Peter’s day.

There are few employees who do not have at least one story about something their 
manager (or past manager) did that made it difficult for them to get their work done.  As 
you may already have read about in our blog article, “HOW OPERATIONAL 
EFFECTIVENESS CAN BE DISRUPTED BY POOR MANAGEMENT”, one of the single 
greatest obstacles to employee effectiveness and performance is the inability and/or 
unwillingness of management to properly guide, support, and lead their employees 
towards success. This inability and unwillingness then creates a condition of causality 
whereby management’s demonstrated actions cause the employees to develop a 
mistrust of management as they lose respect for them.

Just consider the operational implications of a work unit losing all sense of trust and 
respect for their manager. Productivity would decline as employees no longer “give it 
their all”. Staff no longer “go to the wall” to get the job done, ensuring all tasks and 
projects are completed to a higher standard than is required. Workers do just enough 
that they meet their performance requirements but never any more. Employee morale 
falls creating a noticeable air of negativity that other managers and department staff 
pick up on.  Employees become more and more unhappy resulting in increased conflict 
which further reduces the quality and quantity of work completed. As employees get fed 
up, they leave creating excessive employee turnover for the department in question. 
Excessive turnover has significant costs associated with it in terms of both money and 
expertise that, at some point, must be accounted for.

This doesn’t paint a terribly rosy picture for a manager, does it? More than likely, senior 
managers have already taken note of what has been happening and at least started to 
take steps to “reallocate” that manager elsewhere!

Interestingly, the above description doesn’t apply only to “bad” managers. Rather, it can 
also happen to good managers that have developed some unhealthy (and unhelpful) 
habits when it comes to how they manage their team. In fact, most of the managers that 
The 2% Factor speak with are good, well-meaning individuals that have a sincere desire 
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to see their staff succeed.  In many cases, they believe they are a good manager and 
legitimately don’t understand the issues their management practices are causing.

So, this leads to the first question that must be answered and understood before any 
solution can be attempted... 

What Are “Unhealthy” Management Practices?

Unhealthy management practices can be defined as any management activity or 
method of activity a manager performs on a regular basis that results in a net reduction 
of employee performance, productivity, morale, or engagement in either the short or 
long terms.

Some common examples of such unhealthy management practices include:
• Micro-managing employees
• Reprimanding employees to appease others (e.g. customers)
• Creating an unhealthy level of competition amongst employees in an attempt to 

improve individual performance (e.g. sales performance)
• Blaming employees for failures regardless of why the failure occurred
• Displaying a general lack of confidence in yourself as manager
• Second-guessing yourself and your decisions
• Not standing up for your team to senior managers
• Lacking the ability to make important decisions or constantly flip-flopping on 

decisions you have made
• Not communicating with employees or only communicating partly (what you feel 

they “need to know”) with employees
• Ignoring staff concerns that are not a concern for you (e.g. “sorry, not my 

problem”)
• Delegating by abdicating responsibility
• Criticizing or chastising employees for making decisions different than what you 

would have made and making them feel foolish or stupid if their decision doesn’t 
work out

• Allowing relationships with specific employees to cross the line into favoritism
• Excluding employees from important decisions that will ultimately affect them
• Regularly changing or missing staff meetings because something comes up that 

you perceive is more important than your staff
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• Expecting staff to adhere to a standard that you yourself are not adhering to (i.e. 
do as I say, not as I do) 

These are only a few of the dozens of unhealthy behaviours The 2% Factor has come 
across. This list is not inclusive so feel free to create from it your own list of unhealthy 
management practices. Whatever makes it on to your list, however, should be 
management practices that you know to be or suspect to be unhealthy for yourself, your 
staff, and your company.  Now, move on to Step #1.

Step #1: What Unhealthy Management Practice Do I Perform?

Before you ask yourself if you are guilty of any of the aforementioned practices (or 
others that may not have made it to this list), it is important that you observe and 
analyze your behaviour objectively. If you truly wish to “blast past” YOUR unhealthy 
management practices, fooling yourself to appease your ego will not help you or your 
employees. Be hard on yourself, harder than you have ever been. No one else is 
watching. No one else need know if you arrive at the conclusion that you DO micro-
manage your staff...(besides, they probably already know!).  Have the courage to be 
brutally honest with yourself because only then can you move through the next 5 steps 
and blast past your unhealthy management practices.  Once you have identified your 
unhealthy behaviour(s), it is time to move on to Step #2.

Step #2: Why Do I Do This If It Is Unhealthy?

While the first step in getting past unhelpful management practices is first identifying 
what they are, the second step is to really dig deep for an answer as to why you engage 
in the unhealthy behaviours. The key to this step is to keep the answer within the scope 
of you...your feelings, your perceptions, your beliefs, etc.  

Consider micro-managing, for example. Your first answer to the “why” question may be 
“because I can’t trust my team to do things properly.” While it may be convenient and 
easy to stop there, you could easily follow up with a second “why?” question. “Why can’t 
I trust them?”.  When engaged in Step #2, a good rule of thumb is that you aren’t yet at 
your final root “why”...which is the answer you need to move on to Step #3...if you can 
follow up your previous “why” question with yet another “why” question. This is where 
you need to be prepared to peel back the layers of your intentions like an onion to get to 
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the true reason. Once you arrive at this true, central reason “why”, you will most likely 
experience a moment of “ah-ha!”.  Now you can move on to Step #3.

Step #3: What Am I Worried Will Happen If I No Longer Did This?

In reality, very few people wake up in the morning with the intent of making someone 
else’s life miserable or more difficult.  Usually when we do this, it is because we are 
unconsciously driven by a power emotion from deep down inside us...called FEAR!
In most cases, we perpetuate our behaviours, even when they are unhealthy, because 
we are afraid that if we don’t, something bad will happen. Usually this starts out in the 
beginning as a mere “concern”.  Over time, however, our concern grows in strength to 
become a full-blown fear.  As this happens,  the severity of the potential consequences 
of not engaging in the unhealthy management practice also grows, transitioning from a 
possibility to a certain and horrifying consequence. 

This is why we ask ourself “what am I worried will happen if I no longer do this”.  To be 
able to move past any particular unhealthy management practice, we need to know why 
we continue to perpetuate the practice. By taking a deep look at what we are afraid of, 
we can begin to objectively decide if our fear is valid or not. Usually, when we are 
honest with ourselves, we find the fear is not valid and is even bordering on ridiculous.  
It may seem real when we are in the moment, but when we take a step back and really 
analyze things, we are no longer seeing things through our ego’s eyes. This means we 
won’t cloud our reasoning with silly arguments designed to make ourselves (or more 
correctly our ego) feel better about doing whatever it is we are doing but shouldn’t be.

Continuing with the micro-managing example, we could say that we are afraid that if we 
stopped, our staff would no longer complete the job properly and accurately, which 
would make us look bad in front of our peers/senior manager.

Step #4: Do I Really Believe This?

This step again requires you to enter into thoughtful contemplation and not accept the 
first answer you come up with. By asking yourself “do I really believe that if I cease my 
unhealthy management practice, this terrible consequence will occur?” you will often 
come to the conclusion that the answer is “no”. You may even begin to see that what 
you were concerned would happen if you did stop is silly or ridiculous now that you are 
objectively looking at it from the outside in rather than from a position of your inner fear 
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out.  Don’t be too hard on yourself if you begin to even feel a little ashamed over your 
behaviour because our inner fear is an extremely powerful emotion, hard-coded into our 
most primal DNA. The important thing is that you now have the necessary level of 
awareness of what you were doing and can begin to put effort into discontinuing the 
unhealthy practice.

On the other hand...if, after putting careful and considerate thought into the question 
posed here in Step #4, you answered anything other than “no, I don’t really believe this”, 
continue on to Step #5. 

Step #5: Why Do I Believe This?

In most cases, if you have gone through Steps #1 to #4 and been extremely honest 
(and blunt) with yourself, you will have come to the conclusion that continuing your 
unhealthy management practice is not necessary and likely counter-productive. 
However, if, when completing Step #4, you honestly answered “yes, I really believe that 
this terrible consequence will occur if I stop my unhealthy practice”, you next need to 
carefully consider why you believe this.

Perhaps your belief is based on past experiences with other employees that are 
adversely affecting how you see these employees.  Perhaps your current employees, 
through their actions, have repeatedly proved the management practice in question is 
necessary.  Could your belief be driven by threats made by senior managers or rumours 
you have heard from colleagues? What is driving your belief?

Step #5 is the first step in being able to develop a plan to invalidate your concern by 
taking action.  This almost always requires some kind of change. However, until you are 
completely clear on why you believe the consequence will happen, you won’t know what 
to change.  Once you have clarity, you can then begin to take action to ensure your 
concern never comes to light even if you end your unhealthy practice.

For example, if you truly believe that your staff would not be able to function properly in 
their roles if you didn’t micro-manage them because they have repeatedly demonstrated 
by their own actions this to be true, you need to consider replacing these employees 
with people that have a higher degree of competency and/or experience.  By bringing 
employees on board that are able to work independently and still perform at a high 
level, your need to micro-manage vanishes.
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Step #6: What Am I Concerned With If I Did Not Believe This?

The last step in the process of getting past your unhealthy management practice is to 
drill down on your belief, now that you know why you believe it, so that you can figure 
out why you may be unconsciously holding on to it.  Sometimes, when we have held on 
to a particular belief for a long time, we develop what can only be described as a sense 
of “need” for that belief to exist even when it is destructive, harmful, or counter-
productive. If you are unable to let go of a belief you hold, really consider why.  What 
are you concerned will happen if you finally let go of that belief?

Steps #4 - #6 may or may not need to be followed through with. If, after completing Step 
#3, you already realize how ridiculous or unnecessary your unhealthy management 
practice is, it may suffice for you to end the process there. 

However, if you still have the feeling that your unhealthy management practice is 
necessary, continue to work through steps #4 - #6 to get to the core of why you believe 
your concern is valid and become clear on what you must do to overcome it.

The  mark of a fantastic manager is a team that performs with high levels of 
competence and confidence. The competence comes from being able to continuously 
learn and develop as management challenges them to stretch and reach past what they 
have done in the past. The confidence comes from knowing that management is there 
to support and guide them in their efforts, while at the same time being there to pick 
them up without blame or ridicule should they fall or falter.  Being this type of manager 
can only be developed once all unhealthy management practices left behind never to 
make it difficult for employees again. 

The 2% Factor Inc. is a global leader in the creation of innovative sustainable 
conflict management solutions that use simple, easy-to-apply conflict prevention 
and resolution tools, concepts, and principles, which are guaranteed to reduce 
the time, money, and energy needed to effectively deal with any person or 
incident encountered at work or at home.  For more information on our cutting 
edge programs, speak to a representative at 1.866.807.6558.
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