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The No Asshole Rule

Building a Civilized Workplace and Surviving One That Isn’t

by Robert I. Sutton

[Fertig Notes]
· When I encounter a mean-spirited person, the first thing I think is: “Wow, what an asshole!”
· I first heard of “the no asshole rule” more than fifteen years ago, during a faculty meeting at Stanford University.  Our small department was a remarkably supportive and collegial place to work, especially compared to the petty but relentless nastiness that pervades much of academic life.  Our chairman was leading a discussion about who we ought to hire as a new faculty member.  One of my colleagues proposed we hire a renowned researcher from another school, which provoked another to say, “Listen, I don’t care if that guy won the Nobel prize…I just don’t want any assholes ruining our group.”  
· I didn’t plan to write The No Asshole Rule.  It all started with a half-serious proposal I made to Harvard Business Review.  The best business practice I knew of was “the no asshole rule,” but HBR was too respectable, too distinguished and quite frankly, too uptight to print that mild obscenity in their pages and censored and watered-down variations like “the no jerk rule” or “the no bully rule” simply didn’t have the same ring of authenticity or emotional appeal.  I would be interested in writing an essay/y only if they actually printed the phrase “the no asshole rule.”
· I expected HBR to politely brush me aside, but HBR not only published the rule but the word asshole was printed a total of eight times in this short essay!
· Who deserves to be branded as an asshole?  A precise definition is useful.  Researcher Bennett Tepper who writes about psychological abuse in the workplace defines it as “the sustained display of hostile verbal and nonverbal behavior, excluding physical contact.”  That definition is useful but it isn’t detailed enough for understanding what assholes do and their effect on others.
· Test One: After talking to the alleged asshole, does the “target” feel oppressed, humiliated, de-energized, or belittled by the person?  In particular, does the target feel worse about him or herself?                           Test Two: Does the alleged asshole aim his or her venom at people who are less powerful rather than at people who are more powerful?

· Twelve common moves to illustrate the range of these subtle and not so subtle behaviors used by assholes: 1. Personal insults 2. Invading one’s “personal territory” 3. Uninvited physical contact 4. Threats and intimidation, both verbal and nonverbal 5. “Sarcastic jokes” and “teasing” used as insult delivery systems 6. Withering e-mail flames 7. Status slaps intended to humiliate their victims 8. Public shaming or “status degradation” rituals 9. Rude interruptions 10. Two-faced attacks 11. Dirty looks 12. Treating people as if they were invisible.
· There’s a difference between a temporary asshole and a certified asshole.  It isn’t fair to call someone a certified asshole based on a single episode.  To qualify as a certified asshole: a person needs to display a persistent pattern, to have a history of episodes that end with one “target” after another feeling belittled, put down, humiliated, disrespected, oppressed, de-energized and generally worse about themselves.
· Nearly all of us act like assholes at times.  

· This book is not an argument for recruiting and breeding spineless wimps.  I am a firm believer in the virtues of conflict, even noisy arguments.  Constructive arguments over ideas – but not nasty personal arguments – drives greater performance, especially when teams do non-routine work.

· The right kind of friction can help any organization.  Intel cofounder and retired CEO Andy Grove is renowned for sticking to the facts and for inviting anyone to challenge his ideas.  For Grove, the focus has always been on finding the truth, not on putting people down.  When teams engage in conflict over ideas in an atmosphere of mutual respect, they develop better ideas and perform better.  However, when team members engage in personal conflict – when they fight out of spite and anger – their creativity, performance and job satisfaction plummet.

· I am more easily offended by personal slights than most people, especially by people who are rude, nasty or detached during service encounters.  I am also married to a lawyer.

· The stereotypical jerk might be a man, but there are also huge numbers of women in every country studied who demean, belittle and de-energize their peers and underlings.

· The difference between how a person treats the powerless versus the powerful is as good a measure of human character as I know.
· When a person is persistently warm and civilized toward people who are of unknown or lower status, it means that he or she is a decent human being – as they say in Yiddish, a real “mensch,” the opposite of a certified asshole.

· Every organization needs the no asshole rule because mean-spirited people do massive damage to victims, by-standers who suffer ripple effects, organizational performance and themselves.
· A six-month follow-up found that employees with abusive supervisors quit their jobs at accelerated rates, and those still trapped in their jobs suffered from less work and life satisfaction, reduced commitment to employers and heightened depression, anxiety and burnout.

· The effects of assholes are so devastating because they sap people of their energy and esteem mostly through the accumulated effects of small, demeaning acts, not so much through one or two dramatic episodes.

· About 30% of interactions with coworkers were positive and 10% were negative.  But negative interactions had a fivefold stronger effect on mood than positive interactions – so nasty people pack a lot more wallop than their more civilized counterparts.
· Assholes don’t just damage the immediate targets of their abuse.  Coworkers, family members or friends who watch – or just hear about – these ugly incidents suffer ripple effects.

· Research found that more than one-third of witnesses wanted to intervene to help victims but were afraid to do so.

· People who persistently leave others feeling de-energized undermine their own performance by turning coworkers and bosses against them and stifling motivation throughout their social networks.  The University of Virginia’s Rob Cross asked, “When you typically interact with this person, how does it affect your energy level?”  Cross found that being an energizer was one of the strongest drivers for positive performance evaluations.  The lesson is that if you sap the energy out of people, you may be sucking the life out of your career, too.

· The best evidence is that jerks succeed despite rather than because of their nasty ways.

· In a fear-based organization, employees constantly look over their shoulders and constantly try to avoid the finger of blame and humiliation; even when they know how to help the organization, they are often afraid to do it.
· The late corporate quality guru W. Edwards Demming concluded when fear rears its ugly head, people focus on protecting themselves, not on helping their organizations improve.

· Whether or not employees in a group were satisfied with their supervision was among the strongest predictors of attendance that snowy day.

· There is even evidence that when people work for cold and mean-spirited jerks, employees steal from 

their companies to even the score.  Revenge isn’t pretty, but it is a part of human nature.

· Convince yourself and others to do something about this problem instead of tolerating it or talking about it – but not actually implementing – any solutions.  Convince yourself to stop.
· The bad news is that these oppressors cost organizations far more than their leaders and investors usually realize.

· Factors to Consider When Calculating the Total Cost of Assholes to Your Organization
Damage to the Victims and Witnesses – distraction from tasks, climate of fear, loss of motivation and energy at work, stress-induced psychological and physical illness, prolonged bullying turns victims into assholes, absenteeism, turnover in response to abusive supervision and peers

Woes of Certified Assholes – victims and witnesses hesitate to help, retaliation from victims and witnesses, failure to reach potential in the organization, humiliation when “outed,” job loss, long-term career damage

Wicked Consequences for Management – time spent appeasing, calming, counseling or disciplining assholes, time spent “cooling out” employees, customers, suppliers and other key outsiders
 who are victimized, time spent interviewing, recruiting and training replacements for departed assholes and their victims, management burnout

Legal and HR Management Costs – anger management, legal costs for inside and outside counsel, settlement fees and successful litigation by victims, settlement fees and successful litigation by alleged assholes (especially wrongful termination claims), compensation for consultants, executive coaches and therapists

When Assholes Reign: Negative Effects on Organizations – reduced renovation and creativity, reduced cooperation and cohesion, dysfunctional internal cooperation, impaired ability to attract the best and brightest
· Many organizations enforce the no asshole rule, but some do it with a lot more zeal than others.  

· Even organizations that seem to glorify arrogant jerks, like sports teams, can reach a breaking point where superstar coaches or players are so destructive that they are punished or kicked out.
· In the United States, we embrace clichés like “Winning isn’t everything; it’s the only thing” and “Second place means being the first loser.”  As one venture capitalist told me, the unspoken standard in American sports, business, medicine and academia is: “The more often you are right and the more often you win, the bigger jerk you can be.”  In most places being an asshole is a disadvantage, that nastiness and outbursts are seen as character flaws – but are tolerated when people are more talented, smarter, more difficult to replace and endowed with a higher natural success rate than ordinary mortals.  “Extraordinary talent” is an all-purpose justification for tolerating, pampering and kissing up to those destructive jerks.

· Yet it doesn’t need to be that way.  Ann Rhoades at Southwest Airlines told me that “lack of cultural fit,” especially having a bad attitude toward colleagues, customers and the company, was the main “performance” reason that employees were fired.  Southwest has always emphasized that people are “hired and fired for attitude.”  Herb Kelleher, Southwest cofounder and former CEO said, “One of our pilot applicants was very nasty to one of our receptionists, and we immediately rejected him.  You can’t treat people that way and be the kind of leader we want.”
· “Employee performance” and “treatment of others” aren’t separate things.

· Success-Factors in San Mateo, CA has a core company value: “Respect for individual, no assholes – it’s okay to have one, just don’t be one because assholes stifle performance.”

· The Canadian production company Apple Box Productions has “the no asshole rule.”  The reason?  Life is too short.  At Xilinx, “employees should respect and support each other even if they don’t like each other.”  Men’s Wearhouse: “Everyone deserves to be treated fairly.  If leaders are the problem, we ask those being served by leaders to let them know or go up the chain of command – without the threat of retaliation.  Store appearance and product knowledge are certainly important, but customer comfort and satisfaction during the shopping experience hinge on something else: our team must feel emotionally energized and authentic in building service relationships with our customers.  We respond immediately if any individual degrades another, regardless of position.  In doing so, we demonstrate that we value all people.”
· A group of students did a case study of a prominent securities firm, which had three values that top management talked about constantly and were displayed everywhere: respect for the individual, teamwork and integrity.  The students who wrote this case study concluded, “Words seem to have replaced action.”  Writing, displaying and repeating words about treating people with respect, but allowing or encouraging the opposite behavior, is worse than useless.

· Southwest Airlines has gained both positive press and employee loyalty by demonstrating persistent intolerance for abusive people and even for people who are too cold and gruff to fit with the culture.  Southwest tries to screen out people who are cold and unfriendly to fellow employees and to passengers rather than just openly hostile.

· The lesson from Southwest is that the no asshole rule needs to be woven into hiring and firing policies.
· IDEO aggressively screens out demeaning and arrogant people.  Many candidates are given job offers only after working as interns – people who have demonstrated under real working conditions that they aren’t assholes.  How?  Value references from people they trust.  Real references are golden!  Try to select for professional competence so that the interviewing process can focus more on a person’s human qualities.  Speak to a good number of people.  It’s about creating a mutual feeling of “fit.”  Every candidate is interviewed by people who will be above, below and alongside them, status-wise.  And people from unrelated professional disciplines participate.  
· This method also keeps assholes in a hiring position from replicating.  Research on job interviews and hiring decisions shows that a recruiter tends to hire candidates who look and act like him or her.

· Whether it is just one person or part of a purge, after an incorrigible bully has finally left the building for good, the relief is palpable.  Jerks who are supposed to be so valuable that “you couldn’t afford to lose them” turn out not to be so valuable and others fill in just fine.
· Southwest Airlines: Customer relations sent letters to customers who were abusive to their employees or who lied in their complaints and, on a few occasions, asked them not to fly on Southwest in the future.

· One day a Southwest executive witnessed a passenger who was berating employees at the check-in counter – swearing at them, hollering and leaning forward in an intimidating way.  The executive told this jerk that everyone would be happier if he flew another airline and that Southwest people don’t deserve that kind of treatment, then walked the ‘irate jerk” over to another airline and bought him a ticket.

· Powerful people construe others as a means to one’s own ends while simultaneously giving themselves excessive credit for good things that happen to themselves and their organization.

· James Sinegal, co-founder and CEO of Costco, has refused a bonus in profitable years because “we didn’t meet the standards that we had set for ourselves.”  Even Costco’s compensation committee acknowledges he is underpaid.  He believes by taking care of his people and staying close to them, they will provide better customer service.  This is just good business because, when you are a CEO, “everybody is watching you every minute anyway.  If they think the message you’re sending is phony, they are going to say, ‘Who does he think he is?’”
· This doesn’t mean organizations should strive to eliminate all status differences between members; on the contrary, some people are more important to the organization than others because they are more difficult to replace or have more essential skills.  Sinegal and George Zimmer, top dog at Men’s Wearhouse, embrace the power-performance paradox: they realize that their company has and should have a pecking order, but they do everything they can to downplay and reduce status and power differences among members

· The best groups and organizations – especially the most creative ones – are places where people know how to fight.  At Intel, all full-time employees are given training in “constructive confrontation,” a hallmark of the company culture.  Intel preaches that the only thing worse than too much confrontation is no confrontation at all.  So the company teaches employees to attack problems and not people.  “Fight as if you’re right; listen as if you’re wrong.”
· “Disagree and then commit.”  This is Intel’s motto.  Second guessing, complaining and arguing after a decision is made saps effort and attention – which obscures whether a decision is failing because it is a bad idea or it is a good idea that is implemented with insufficient energy and commitment.
· Decades of research implies that having one or two assholes around may be better than having none at all.  When one or two “bad apples” are kept around – and perhaps rejected, punished and shunned – everyone else is more conscientious about following the written or unwritten rules.
· [The jerk] sure as hell shouldn’t be promoted.  If you keep one or two of these token assholes around, then you want to make it crystal clear that their behavior is wrong.
· Enforcing the No Asshole Rule
1. Say the rule, write it down and act on it.  
2. Assholes will hire other assholes.  Keep your resident jerks out of the hiring process.

3. Get rid of assholes fast.  Organizations usually wait too long and once they do, the reaction is usually, “Why did we wait so long to do that?”

4. Treat certified assholes as incompetent employees.  Even if people do other things extraordinarily well but persistently demean others, they ought to be treated as incompetent.

5. Power breeds nastiness.  

6. Embrace the power-performance paradox.  Downplay and reduce unnecessary status differences among members.
7. Manage moments – not just practices, policies and systems.

8. Model and teach constructive confrontation.  

9. Adopt the one asshole rule.  These “reverse role models” remind everyone else of the wrong behavior.
10. The bottom line: link big policies to small decencies.
· Peter MacDonald at IDEO: Whenever I’ve worked with a person who was supposed to be an asshole, I always found out that it was a bad rap; each turned out to be okay once I got to know [him or her] better.  This implies multiple lessons for effective asshole management.  First, resist the temptation to apply the label to anyone who annoys you or has a bad moment.  Second, be slow to brand people as certified assholes just because they act like temporary assholes now and then or have a gruff exterior.  Some people with the roughest exteriors have the biggest hearts once you get to know them.  Withhold your judgment and watch what they actually do – focus on how they treat people, especially those with less power and status.  Third, the best way to overcome a negative stereotype of someone is to work on a task with that person that entails mutual and successful cooperation toward some goal.

· Having all the right business philosophies and management practices to support the no asshole rule is meaningless unless you treat the person right in front of you, right now, in the right way.
· The true test of an organization’s no asshole rule comes when things are going badly.

· Treating people with respect rather than contempt makes good business sense – although it won’t always be enough to help save a troubled company.
· Some people act like assholes no matter where they go.  If you are an asshole all the time, you probably need therapy, Prozac, anger management classes, transcendental meditation, more exercise, or all of the above.

· Human emotions, including anger, contempt and fear are remarkably contagious.  There are ways to quell your contempt.  The first step is to view acting like an asshole as a communicable disease.

· When you get a job offer or join a team, take a close look at the people you would work with, not just at whether they are successful or not.  If you join a group filled with jerks, odds are that you will catch their disease.
· Leonardo da Vinci: It is easier to resist at the beginning than at the end.  da Vinci’s rule: get out as fast as you can.  If you can’t or won’t quit your job, do everything you can to limit your contact with the worst people.
· WARNING: SEEING COWORKERS AS RIVALS AND ENEMIES IS A DANGEROUS GAME Winning is a wonderful thing if you can help and respect others along the way.  But if you stomp on others as you climb the ladder and treat them like losers once you reach the top, my opinion is that you debase your own humanity and undermine your team or organization.

· How the world is framed can shape how you behave.  First, try focusing on win-win aspects.  
· Peter Drucker concluded great leaders could either be “charismatic or dull” or “visionary or numbers oriented,” but the most inspiring and effective managers he knew all had a few things in common, including “They thought and said we rather than I.”  Second, adopt a frame that turns your attention to ways in which you are no better or worse than other people.  Once you get past the surface, we are “all the same” in most ways.  There are, of course, many ways in which people differ.  There are also good reasons for celebrating such differences and rewarding people based on different skills and performing levels.  Treat other people in ways we would like to be treated.  Finally, tell yourself, “I have enough.”  Kurt Vonnegut tells a story of how he and a friend attended a party at a billionaire’s home and how his friend said he had something the billionaire could never have – “the knowledge that I’ve got enough.”
· Try contrasting what you believe about yourself with how others see you.  Work on alpha males shows how this ought to be done.  For one client, they collected 50 pages of information about his actions from 35 different people and then summarized it for him in a one page chart.  Although they get defensive at first, many alpha males find themselves unable to argue with such overwhelming evidence, and it motivates them to change.

· The best predictor of future behavior is past behavior.

· Be aware of people and places that will turn you into an asshole.

· Just because you suffer from an affliction doesn’t mean you’re an expert on it.

· If you manage your organization so that the no asshole rule reigns and manage yourself to avoid catching and spreading asshole poisoning, you can fuel a virtuous cycle that can help sustain a civilized workplace.
· Millions of people feel trapped in places where “the pro asshole rule” rather than the no asshole rule prevails.  Employees who face and witness constant bullying do leave their jobs at higher rates than in civilized places.

· There are ways to make the best out of a bad situation.  You should reframe the nastiness that you face in ways to help you become emotionally detached from the assholes – even downright indifferent to what’s happening.  Don’t struggle against larger forces you can’t control.  Focus on small ways to gain tidbits of control.  Concentrate on helping people in the company.  Pick small battles you can win and take small steps to undermine the worst of her tormentors.  Rather than fighting big wars you’re destined to lose and leave you exhausted, look for small wins to sustain your confidence and sense of control.
· Psychologists have found that if you can’t escape a source of stress, changing your mind-set about what is happening to you, or reframing, can help reduce the damage done to you.  Some useful reframing tricks include avoiding self-blame, hoping for the best but expecting the worst and developing indifference and emotional detachment.  Learning when and how to simply not give a damn isn’t the kind of advice you hear in most business books, but it can help you make the best of a lousy situation.

· When people view difficulties as temporary and not their fault, and as something that will not pervade and ruin the rest of their lives, this frame protects their mental and physical health and enhances their resilience.

· If you are subjected to mean-spirited people for long stretches, unbridled optimism can be dangerous to your spirit and esteem.  Do not expect that jerks will change their behavior.  Keep your expectations for their behavior low, but continue to believe that you will be fine after the ordeal is over.
· The feeling that one is in control can reduce feelings of hopelessness and helplessness.  Most big problems can be solved only one small step at a time.  If you can’t escape completely, start looking for small ways to seize bits of control.

· Anything that gains you even tiny bits of control can protect your sense of self, spirit and physical health.  Schedule meetings that will be short.  Recent research suggests you schedule meetings in rooms with no chairs.  An experiment compared the decisions made by 56 groups where members stood up during short (10-20 minute) meetings to those of 55 groups where members sat down during such meetings.  Stand-up groups took 34%less time to make the assigned decision, and the quality of their decisions was just as good as those made by sit-down groups.
· When groups work mostly through email or conference calls (rather than face-to-face), they tend to fight more and trust each other less.  Apparently, this happens because people don’t get the complete picture that comes with “being there,” as e-mail and phone calls provide little information about the demands that people face and the physical setting they work in, and can’t convey things like facial expressions, verbal intonations, posture and “group mood.”
· Talking with other people about your problems isn’t a panacea.  Conversations, gossip sessions and even therapy sessions led by professionals sometimes do more harm than good. These gatherings sometimes degenerate into “bitch sessions” where victims complain bitterly about how bad things are and how powerless they are to stop it.  People walk into those meetings in a good mood, but always leave depressed.  

· Emotions are extremely contagious, so if you are going to create places, networks and regular meetings to talk about how to cope with the assholes you work with, focus on ways to reframe events that reduce stress and on means for gaining small wins – not on creating arenas that produce and spread feelings of despair.  Look for moments angry people can be gently taught to calm down rather than escalate their anger.

· De-escalation and reeducation are relatively low risk strategies because chances are low that such turn-the-other-cheek approaches will provoke jerks to crank up the wrath they are spewing out.  Confronting an asshole head-on, exacting revenge, putting the asshole in place approaches are dangerous: sparking a vicious cycle of insults and personal attacks.  Yet if you study your oppressor, pick the right moment and are willing to take a chance, you might be rewarded with some meaningful little victories.  Bide your time until just the right moment comes to pay back your local jerk for all the abuse you’ve endured and exact some sweet revenge.

· The final tactic for battling back is even riskier than exacting revenge, but if it works, it is extremely effective: call their bluff.  Usually bullies pick on those who will not stand up for themselves.  A less risky strategy is to watch what happens when others get the courage to stand up to the local asshole.

· My closest and smartest friends convinced me that the book would be naïve and incomplete if I didn’t talk about the upside of acting like an asshole.  Exhibit one was Steve Jobs, who is CEO of Apple.  The scariest – and most entertaining – stories come directly from people who have worked for Jobs.  “Everyone has their Steve-Jobs-the-asshole story.”  Yet the people who tell these stories argue that he is among the most imaginative, decisive and persuasive people they’ve ever met.  They admit he inspires astounding effort and creativity from his people.  And all suggest they are a crucial part of his success, especially his pursuit of perfection and relentless desire to make beautiful things.  It’s naïve that assholes always do more harm than good.
· One reason that alpha males and females act like bullies is we let them, and actually subtly encourage them to get away with it.  It is often a “kiss-up, slap-down world.”  Although angry people are seen as “unlikable and cold,” strategic use of anger – outbursts, snarling expressions, staring straight ahead and “strong hand gestures” like pointing and jabbing – “creates the impression the expresser is competent.”

· The ability to act like an intimidating jerk appears to be an essential survival skill in many corners of Hollywood.  There is also evidence that being a nasty jerk can help you get ahead by making you seem smarter than others.  People seem to get ahead for saying smart things rather than doing smart things.

· Fear can be a powerful motivator, driving people to avoid the sting of punishment and public humiliation.  A huge body of psychological research shows that rewards are more effective motivators than punishments, and there is substantial evidence that people and teams learn and perform much more effectively when their workplace isn’t riddled with fear.  Yet here is also psychological research that, although less effective than rewards, people will work to avoid punishment and will go to great lengths to avoid public embarrassment.  General George Patton’s soldiers feared his wrath, but also fought hard for him because they admired his courage and did not want to let him down.
· Leaders, politicians and scientists who are effective assholes are rarely nasty all the time; their followers are driven by both the “sticks” of punishment and humiliation and the “carrots” of hard-won warmth and recognition.  Bob Knight has a history of outbursts but he is also routinely warm and encouraging to his players as well.  The psychological “contrast effect” helps explain why leaders such as Knight who have a history of demeaning and belittling their underlings – punctuated by warmth and praise – can generate much effort and loyalty.

· Polite people who never complain or argue are delightful to be around, but these doormats are often victims of nasty, indifferent or greedy people.  There is much evidence that the squeaky wheel does get the grease.  The unfortunate truth is that, yes, there are occasional advantages to acting like an asshole.
· Another justification for acting like an asshole is that you want to be left alone.  Glaring, growling and other forms of grumpiness are splendid means for chasing unwanted intruders away.

· It is worth knowing that many reputed corporate bullies have lost their jobs in recent years, at least in part because of their demeaning ways.  More generally, organizations that drive in compassion and drive out fear attract superior talent, have lower turnover costs, share ideas more freely, have less dysfunctional internal competition and trump the external competition.  The evidence for the long-term financial benefits of treating people with dignity and respect – rather than treating business as a “race to the bottom line” – is documented in numerous studies.  That raises a difficult question: Why do so many people act like assholes?

· The first blind spot is that although most jerks succeed despite rather than because of their vile ways, they erroneously conclude that their nastiness is due to their success.  Most people look for and remember facts that confirm their biases, while they simultaneously avoid and forget facts that contradict their dearly held beliefs.  Hockey provides an interesting example.  People believe the more a team fights, the more games it will win because opponents will be physically and psychologically intimidated.  Yet a study of more than 4000 NHL games shows the more fights teams were in (measured by fighting penalties), the more games they lost.  
· The second blind spot arises because people confuse the tactics that helped them gain power with the tactics that are best for leading a team or company.  Team and organizational effectiveness depends on gaining trust and cooperation from insiders and outsiders.  Mean-spirited backstabbers sometimes elbow their way into powerful positions, but unless they change their destructive ways and reputations as fearmongers, they will have a hard time gaining the trust and cooperation required for fueling top team and organizational performance.

· The third blind spot stems from defensive measures that experienced victims use to protect themselves from cruel and vindictive actions, measures that have the side effect of shielding assholes from realizing the damage they inflict.  Victims learn to avoid their oppressor’s wrath by reporting only good news and remaining silent about, and even hiding, bad news.  This tends to feed an asshole’s delusions of effectiveness. 
· “Asshole taxes” are a good example: Several management consultants, plus a few computer repair technicians and plumbers quote premium rates to nasty clients.  These “asshole taxes” drive away nasty clients and if the client does pay, you can justify it by saying, “They might be assholes, but I am punishing them for that and benefitting to boot.”  Assholes also often don’t realize that every time they demean someone, their list of enemies grows longer day after day.  As their enemies’ number and power grows, the enemies can lie in wait.

· It is impossible to be in a position of power without annoying and alienating some people, but seemingly cold, unpleasant and unkind people often create more enemies than they realize.

· WHY ASSHOLES FOOL THEMSELVES They make the mistake of attributing success to the virtues of their nasty ways, even though their demeaning actions actually undermine performance.  The skills that get them a powerful job are different – often the opposite – from the skills needed to do the job well.  People work to avoid their wrath.  Employees devote their energy to avoiding blame rather than fixing problems.

· So many assholes completely miss the fact that all we have on this earth are the days of lives, and for many of us, huge portions of our lives are spent doing our jobs, interacting with other people.
· We all die in the end. Why do so many of us tolerate, justify and glorify so much demeaning behavior from so many people?
· An especially rude customer was sitting at the counter.  He made crude comments, tried to grab the waitress, complained about how his veal parmigiana tasted and insulted customers who told him to pipe down.  A fellow customer approached him and asked (in a loud voice), “You are just an amazing person.  I’ve been looking everywhere for a person like you.  I love how you act.  Can you give me your name?”  He looked flustered for a moment, but then seem flattered, offered thanks for the compliment and provided his name.  Without missing a beat, his questioner wrote it down and said, “Thanks, I appreciate it.  You see, I am writing a book on assholes…and you’re absolutely perfect for chapter 13.” 
· Negative interactions have five times the effect on mood than positive interactions – it takes a lot of good people to make up for the damage done by just a few demeaning jerks.
· The no asshole rule is useless unless you treat the person right in front of you, right now, in the right way.
· Allowing a few creeps to make themselves at home in your company is dangerous.  The truth is that assholes breed like rabbits.  Their poison quickly infects others; even worse, if you let them make hiring decisions, they will start cloning themselves.  The no asshole rule works best when everyone involved I n the organization steps in to enforce it when necessary.
· Treating people right means conveying respect, warmth and kindness to them – and assuming the best about their intentions.  But the game changes when people demonstrate that they are unmitigated jerks.  And it is a lot easier to enforce the rule when everyone feels obligated to let bullies know that their nastiness is ruining the joy for everyone else.
· If you want to build an asshole-free environment, you’ve got to start by looking in the mirror.
· We’re all given only so many hours here on earth.  Wouldn’t it be wonderful if we could travel through our lives without encountering people who bring us down with their demeaning remarks and actions?                                                                                                                                                                                                                                                                                                                             
