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Each time a man stands up for an ideal, or acts to improve the lot of others, or strikes out against injustice, he sends forth a tiny ripple of hope, and crossing each other from a million different centers of energy and daring, those ripples build a current which can sweep down the mightiest walls of oppression and injustice.

Robert F. Kennedy


 

 

Disclaimer

Dear Reader:

This book contains information, suggestions, and opinions about improving the quality of peoples lives from the authors. The use, misuse, understanding, or misunderstanding of the material, in whole or part, is the sole responsibility of the reader.

Neither the publisher nor authors assume responsibility or liability, jointly or individually, to any person, group, organization, or entity regarding any emotional or material loss, damage, or injury caused or alleged to be caused directly or indirectly by the information contained in this book. The authors do not represent themselves as licensed psychologists or mental health professionals.

Readers are advised to use this material in a safe and logical manner. In some cases, this material is most effective when used in conjunction with professional legal and/or counseling services.
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Preface

Life for the Namies changed in 1996 when Dr. Ruth ran into a horrific woman supervisor as an employee in a psychiatric clinic. In her life before completing a PhD in clinical psychology and specializing in chemical dependency treatment, Ruth had been a corporate training director, management consultant, and retail manager. Gary (PhD, social psychology) was a professor at several universities, the director of two corporate training departments, and a management consultant.

The couples fight for justice began in 1998 with the founding of the Campaign Against Workplace Bullying. The nonprofit organization morphed during its first decade into the Workplace Bullying Institute, which serves Americans and Canadians. The accomplishments of which we are most proud are that we imported the British term workplace bullying to the United States, started the national dialogue, and sustain it in more ways than originally imagined.

Researchdata from empirical surveys and over 5,000 intensive interviewsdistinguishes WBI from well-intentioned newcomers to the fight against bullying. Surveys started with a modest set of questions in 1998, growing to the national scientific survey conducted with partner Zogby International, and continuing with state-of-the-art descriptive empirical studies, scientific conference presentations, and publications in peer-reviewed academic journals. Interviews began when we offered toll-free advice starting in 1998. Financial complications from the practice compelled its termination, but we learned much of what we know from those who shared their suffering.

The Namies educate the public. Their bullying-related research and work have been featured numerous times on network TVCNBC, The Today Show, Good Morning America, The Early Show, Nightline, CNNon local TV, and in the national pressNew York Times, Washington Post, Los Angeles Times, San Francisco Chronicle, Chicago Tribune, Wall Street Journal, National Post, Financial Post, Toronto Star, Macleansand radio across the United States and Canada. Appearances total over 700 in all media.

Work Doctor, Inc., is the premier consulting firm that focuses on employer solutions to correct and prevent workplace bullying. The firm, established in 1985, has focused exclusively on bullying-related organizational problems since 1998.

The original website grew into the Namie network of eight websites reflecting the breadth of their services and information on the topic. The portal site is www.workplacebullying.org.


 

 

Introduction

A simple truth: to stop a bully from turning you into a Target, just coldly and unemotionally announce that the irrational, unwanted conduct you are experiencing is unacceptable. Suggest that it will be reported to the companys legal team. Offer the bully one chance to stop at the outset, with your hand raised for effect. Hold up a mirror to the bullys childish and seemingly embarrassing behavior.

Easy to say, right? Easy to understand and dream about, too. But nearly impossible to do. If it were just that simple, you would have done it in the first place and skipped all the misery from being the bullys Target. Targets are targeted because they are not BullyProof, for reasons to be explained in detail in this book.

Much of the pain you now feel comes not from that single missed opportunity, but from beating yourself up over not taking sufficient action to right the wrong. The fact is that it was your employer who set the stage for the bully to operate as a loose cannon, failed to constrain him or her when told about it, and made you fend for yourself, isolated at work. The true culprit is the employer, and you never could have taken on that reform task alone.

Based on the thousands of individuals we have coached and interviewed during the first decade of the Workplace Bullying Institute, we developed an action plan for individuals. It is not the most obvious set of suggestions. The three-step plan (in chapter 17) flies in the face of conventional wisdom. Our principal purpose is to help individuals caught in the web of lies spun by a bully at work to escape to safety as quickly as possible, to minimize harmful effects from exposure to undeserved stress. Take a peek at chapter 17 to see where you should be headed.

Section One introduces the bullying phenomenon and its prevalence. Bullying is the scourge of the contemporary workplace but is too easily ignored by the people who could eradicate it if they were motivated, the residents of the C-suitesexecutives, administrators, and owners. The section ends with a test of your readiness to fight back. You will not be successful if you act prematurely. Readiness is determined more by how strongly bullying has affected you than your willingness to fight.

If you have a spouse or partner who also shares the experience, the journey out of Targethood should be taken by you both. Therefore, it is a good idea to have that person and other caring acquaintances become familiar with the first section of the book, to be able to share the terminology and to appreciate the seriousness of your situation.

Section Two contains exercises designed to help you understand the uninvited hurricane that overwhelmed your life. Some readers will need to visit and revisit this section before being able to move on. For others, these are chapters that will be more applicable after youve undertaken the action plan.

Section Three describes our approach to getting safe or stopping the bullying, sometimes accomplishing both goals.

Section Four squarely places the burden for stopping bullying where it belongson employers who design and assign tasks and positions, hire the mix of people who comprise the pool of exploitable targeted individuals and the few malicious exploiters, and who either encourage or stop the bullying when it is reported. One chapter demonstrates that the rest of the western industrialized (some say civilized) world blames the work environment for fostering and sustaining bullying. All international laws firmly fix responsibility for prevention and correction on employers. The United States is dead last. The final chapter shares the hopeful story of the WBI-Legislative Campaign and its attempt to have U.S. worker protections catch up with the rest of the world.


Section One

The Workplace Bullying Phenomenon: Silent Epidemic


Chapter One:

Bullying at Work

All the great things are simple, and many can be expressed in a single word: freedom, justice, honor, duty, mercy, hope.

Sir Winston Churchill

 

Bullying at work is repeated, health-harming mistreatment of a person by one or more workers that takes the form of verbal abuse; conduct or behaviors that are threatening, intimidating, or humiliating; sabotage that prevents work from getting done; or some combination of the three. Perpetrators are bullies; those on the receiving end are Targets.

It is psychological violencesublethal and nonphysicala mix of verbal and strategic assaults to prevent the Target from performing work well. It is illegitimate conduct in that it prevents work from getting done. Thus, an employers legitimate business interests are not met.

The bully puts her or his personal agenda of controlling another human being above the needs of the employing organization. That control is typically a combination of deliberate humiliation and the withholding of resources that the Target requires to succeed in the workplace. As a result of pressure from the bullys campaign of unremitting pressure, the Targets healthphysical and psychologicalsocial support network, family, and career are jeopardized.

If this is what is happening to you, you are not alone!

To answer how big a problem bullying is, the Workplace Bullying Institute (WBI) and Zogby International, prestigious pollsters, surveyed 7,740 adult Americans just prior to Labor Day 2007. That study became the U.S. Workplace Bullying Survey, the first national scientific poll, representing the experiences of all Americans.

The main question was whether or not the survey respondent experienced or witnessed any or all of the following types of repeated mistreatment: sabotage by others that prevented work from getting done, verbal abuse, threatening conduct, intimidation, or humiliation.

The startling result was that 37 percent of American workers have been bullied at work13 percent said it was either happening now or had happened within a year of the polling, and 24 percent said they were not now being bullied but had been bullied in the past. Adding the 12 percent who witnessed bullying but never experienced it directly, nearly half (49 percent) of adult Americans are affected by it.

[image: image]

According to the Bureau of Labor Statistics, 146 million Americans were employed in July 2007. That means an estimated 54 million Americans have been bullied at work, using the 37 percent rate. Even the more conservative 13 percent rate (those currently experiencing it) places 19 million American workers at risk. Its an epidemic.

The epidemic is hardly discussed, though. It is shrouded in silence because the other half of Americans (45 percent) claim to neither have experienced it nor seen it. It is a silent epidemic.

Half of the bullying happens in front of witnesses; but half does not. There might be a plausible explanation for not noticing. According to the WBI-Zogby Survey, male bullies prefer public bullying more than female bullies (57.8 percent vs. 48.6 percent), while female bullies prefer to abuse behind closed doors (47.2 percent vs. 38.3 percent).

[image: image]

Perpetrators are women and men who torment women and men of all races and ages, in all workplaces, regardless of size or type of business. The majority of bullies are men (60 percent), the majority of Targets are women (57 percents). However, men and women target others differently based on gender.

[image: image]

Women target women in 71 percent of cases, targeting other women 2.5 times as frequently as they target men, whereas male bullies are equal opportunity abusers, showing a slight preference toward bullying men.

Each inappropriate or inadequate response to the reported cruelty by employers, institutional helpers, and the legal system add to the troubles Targets face. All contribute to sustaining the cruelty. Remarkably, the organizations resources are predictably marshaled to defend the bully instead of the wronged Target. From the Targets perspective, the work world has colluded against her to do her harm.

It always begins with one-on-one aggression, but soon escalates as the bully engulfs others in the laser-focused campaign of interpersonal destruction directed against the Target.

Unchecked bullying quickly escalates into an abusive, toxic workplace where everyone suffers. If ignored long enough, the entire organization is placed at risk.

Targets and Bullies

Out of respect to those being abused, we capitalize the word Target. Targets are people who merely had the bad fortune to run into a bully too lazy to acquire the insight about her own personal list of deficiencies, her lack of self-esteem. A Target drifts in, and hopefully out of, the crosshairs of the bullys scope. Target status can be temporary or it can drone on for years.

Targets, Not Victims

Bullies select Targets to harm. Targets are recipients of unrelenting verbal and tactical assaults that cut to the core of the Targets being. Over time, the Targets personality gets trampled, bent out of recognition even to herself. When Targets see themselves as victims, two undesirable things can happen:

1. If they have a personal history of being exploited by others in their family or in other relationships, victimhood instantly re-creates a painful time. Once there, victims find it harder to act to reverse their situation. Bullying is certainly traumatizing for those with prior experience. This affects the intensity of the damages done; it does not justify the bullys actions nor relieve the employer of responsibility for putting the Target in harms way and not protecting her once the bullying is reported.

2. Victimhood begets powerlessness, helplessness, and an inability to change matters for the better. Once out of the crosshairs, the Target can again enjoy safety and work.


Targets Dont Deserve or
 Want What They Get.


Bullies Are Liars and Cowards!



BullyProofing is about reclaiming dignity and self-respect. Unfortunately, the reclamation project seems to require that Targets make tremendous sacrifices to stop the bullying. In our WBI-Zogby Survey, we asked what stopped the bullying. Forty percent of Targets quit their jobs, which represents the preventable loss of 21.6 million workers (based on the estimated 54 million who are bullied) at a time when employers face critical shortages of skilled workers. Further, if one makes the conservative estimate that half of the bullied employees terminations are the result of a bullying boss and not just cause separations, an additional 6.5 million employees lose their jobs to preventable bullying. The total turnover estimate attributable to bullying can be reasonably stated to be 28 million American workers.

[image: image]

While attempting to escape bullying, female Targets were more likely to quit than men (45 percent vs. 32.3 percent). WBI has found that the sooner targeted individuals restore safety, by any means, the healthier they remain or the more quickly they recover from their injuries.

The British author Andrea Adams coined the phrase workplace bullying. It is an instantly recognizable term to Americans. Every time we stand in line at a store, sit at an airport, or talk to a reporter, we get to hear someones tale of torment at work, either theirs or a friends. It is that common, a silent epidemic ready to be pushed into the light of day (or to face press and media scrutiny as defined in the modern world).

BullyingFamiliar Yet Different

A Different Type of Harassment

When we say harassment, most of us automatically think of sexual harassment, which we all know is illegal by state and federal laws. In order for harassment to be illegal and actionable in court, the recipient/victim/Targets civil rights must be violated. Further, that person must be a member of a recognized protected status group. In the United States there are seven civil rightsprotected status groups (gender and race being the most prominent) to which a person may belong in order to file a discrimination complaint or lawsuit. In addition, discrimination is prohibited if age or disability can be shown to be the reasons for the harassment. Illegal harassment is status-based. In Canada, its called grounds-based harassment.

Bullying cuts across boundaries of status group membership. Bullying is status-blind harassment. It must be distinguished from illegal varieties of harassment. Bullying happens when harassment is samegender or same-race or when the bully enjoys potential legal protection because he or she is a member of a status-protected group.

According to the WBI-Zogby Survey, bullying most often involves same-gender harassment, totaling 61 percent of cases32 percent man-on-man and 29 percent woman-on-woman.
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Bullying is four times more prevalent than illegal, discriminatory harassment. (Based on the 80:20 ratio; in only 20 percent of harassment incidents would the targeted person have been eligible for a potential discrimination complaint or lawsuit.) Bullies enjoy civil rights protection in 31 percent of all cases. And from WBIs anecdotal experience, they, the bullies, are the ones to threaten employers with lawsuits to stop investigations or attempts to curb the mistreatment.

[image: image]

Bullying is rarely illegal. The attitude held by many employers seems to be dont like it, sue me.

Employers must respond appropriately when employment laws exist. Since bullying is not currently illegal, how do employers react to bullying? In 62 percent of cases, when employers are made aware of bullying, they escalate the problem for the Target or simply do nothing. Doing nothing is not a neutral act when an individual explicitly asks for help. When nothing is done, the employer becomes the bullys accomplice, either deliberately or inadvertently, by allowing it to continue unabated. Employers rendered help in less than a third of situations.
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Please understand that the presence of a law simply gives one the right to sue. In turn, that means placing yourself in financial jeopardy at the hands of an attorney, pro-corporate judge, or a jury whose decisions can be overruled easily over the course of several years. Even when the settlement or award is paid, the payoff hardly justifies prolonging the agony that bullying started. Legal solutions are rarely satisfying.

Psychological violence. Bullying operates most similarly to domestic violence (DV). In DV, the battered victim endures at least verbal abuse. She is told she is undeserving of respect, is worthless, is incompetent and not lovable. The batterer, feeling more powerful, keeps his victim guessing about when the next episode will occur. Between bouts of violence, during the honeymoon phases, kindness is granted. All aspects of the victims life are controlled by the abuser. He isolates his victim, keeping away friends who can provide social support and a reality check during stressful times. Eventually, friends tire of the victims inability to get out by herself. They do not appreciate the imprisonment that binds the victim. They only see her futility and helplessness.

Bullying is DV in which the abuser is on the payroll. Co-workers are the do-nothing witnesses. Executives and senior managers are apologists for the bully. Soon, the Target comes to doubt her or his ability to get to safety again. The paycheck and the perception, real or imagined, that no alternatives exist form the bars that imprison the Target.

In 2005, the National Institute for Occupational Safety and Health (NIOSH) convened a special meeting on workplace aggression and workplace bullying. NIOSH recognizes bullying as a form of workplace violence. Bullying is violence whose impact is inevitably emotionally based on assaults which may or may not be psychological in nature (e.g., mind games played by the bully).

Critics say that strong words do not harm people. The notion is that Targets just need to grow a thicker skin to withstand the inevitable assaults that are a routine part of working.

Jeff Tannenbaum, a lawyer at the national employment law firm Littler Mendelson, told the San Francisco Business Times (7/19/99) that bullying has its benefits. This country was built by mean, aggressive sons of bitches, said Tannenbaum. Inappropriate bullying is in the eye of the beholder. Some people may need a little appropriate bullying in order to do a good job.

People like the educated and licensed, yet ignorant, Tannenbaum assert that those who claim to be bullied are really just wimps who cant handle a little constructive criticism. He and others like him need to familiarize themselves with recent research that dramatizes the destructive power of verbal abuse and social exclusion.

You are probably familiar with MRI scanners, which help diagnose many physical problems. The MRI can also take pictures of the brain while it is processing information. Areas of the engaged brain light up because oxygen is rushing to those areas. In real time, we can see how the brain is functioning.

Relevant to bullying is a set of studies by Kip Williams and his colleagues at Purdue University in which people were insulted while being scanned (real-time MRI is called fMRI, or functional MRI). It turns out that insults, a form of verbal abuse, trigger neuronal pain pathways. It literally hurts to be insulted. Furthermore, when people in a social experiment are inexplicably and without warning excluded from a fun activity with others, the brain responds in ways that mirror trauma and pain. Social exclusion is painful; its real.

Are bullied Targets weak? According to the WBI-Zogby Survey, no whiners or complainers in this group. They endure much stress in silence. Bullied individuals rarely confront or act in an adversarial
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manner. They sued in only 3 percent of cases and filed a formal complaint in only 4 percent of cases; 38 percent informally notified their employers, and 40 percent did not even tell their employers.

Some gender differences surfaced. Male Targets were more likely than women to take no action (45.5 percent vs. 37 percent). Targets were more likely to informally complain to their employer when the bully was a woman than when it was a man (42.6 percent vs. 35.6 percent) and more likely to do nothing when the bully was a man than when it was a woman (43.8 percent vs. 36 percent).

Targets are not whiners. They stay under thumb for a long time, far too long in most cases. The survey showed that 73 percent of bullied Targets endure bullying for more than six months; 44 percent for more than one year.
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Schoolyard bullying the torment of one child by anotheris often compared to workplace bullying. Both types share common underlying principles: the desperate grab for control by an insecure, inadequate person, and the exercise of power through the humiliation of the Target. School-age bullies, if reinforced by cheering kids, fearful teachers, or ignorant administrators, grow up as dominating people. If it works for them, there is no reason to change. At work as adults, they do what they do bestbully others. An unknown percentage of workplace bullies have a lifelong record of disrespecting the needs of others. Of course, the cues given off in a super-competitive workplace will draw out the dark side of many others who were not bullies in a prior life, witnesses perhaps, but rarely Targets.

The stakes for workplace bullying are more serious than in school. Bullying threatens the economic livelihood not only of the Target but the Targets family. When a bully decides to capriciously destabilize a Targets career, years of investment in terms of time and money are at risk. Finally, the most important differencethe one that distinguishes our approach to solutionsis that the child Target must have the help and support of third-party adults to reverse the conflict. Bullied adults have the primary responsibility for righting the wrong themselves, for engineering a solution. When others intervene on their behalfas when a more aggressive, well-intentioned spouse takes over finding the solutionthe Target suffers additional consequences from giving away her independence.

Ironically, bullying among students in school happens in a location that just happens to be the workplace for adult teachers and staff. It is logical that if kids witness adults being bullied and see the impact on the Targets, the adults are modeling aggression for the kids, showing them how to. A toxic environment for adults in schools certainly interferes with successful learning. Perhaps before launching the state lawmandated anti-bullying programs for school kids, district administrators and school boards should stop the systemic bullying that is constantly reported to them. WBI has launched the national demonstration project in a pilot school district in the Midwest to introduce our program to an entire school district and to measure its impact on a variety of indicators of school success. Progress and results can be tracked at the WBI website.

Incivility and rudeness. These rarely trigger stress in the people who experience them. Toe picking, knuckle cracking, belching, and nostril reaming are all offensive and undignified. However, they reflect only on the socialization of the picker, cracker, belcher, and reamer. Its not bullying until the bully does something to the Target. If the bully picks the Targets toes (against her wishes) or picks her nose (without permission) and this offensive behavior hurts her emotionally, it could be bullying. Social mistakes not expressly done to affect another person may be cute to talk about, but they do not qualify as bullying according to our criteria.

Chris Pearson, PhD, is an incivilities researcher. Her survey of workers who admitted they were the Targets of rudeness or disrespect revealed that 12 percent felt compelled to leave their jobs. The WBI-Zogby Survey found that 77 percent of bullied individuals lost the jobs they once loved in order to stop the bullying. Incivility pales when compared to bullying with respect to negativity, severity, and impact.

Workplace violence. Violence includes homicides and batteryphysically striking a person. A bullying-prone workplace can be quite pathological, gripped in fear, with everyone, including management, too petrified to hold the bully accountable for unforgivable behavior. The bully routinely practices psychological violence against his Target. Yet, he rarely has to resort to physical violence or threats of it to satisfy his control needs. Some bullies do threaten violence, but nearly all bullies are content to damage people without fists or weapons.

 

Violence in the workplace begins long before lethal weapons extinguish
 lives. Where resentment and aggression routinely displace
 cooperation and communication, violence has occurred.
Bernice Fields, Arbitrator

Zero-tolerance workplace violence policy clauses enable a manager to provoke workers over the course of several years and to terminate them immediately if they dare to counter with an emotional verbal threat. The workplace has become a police state for some based on irrational fears.

One federal worker, a mother with kids in childcare, was dragged away unceremoniously from work in handcuffs when she innocently commented that since her workplace was hell (and she had her bully to blame for that) she could sympathize with postal workers who had become violent because no one listened to them either. She not only lost her job, she was prohibited to contact her children while she wrangled with law enforcement that night.

Are bullied Targets a violence risk? In the rarest of circumstances, a Target, after years of mistreatment at the hands of a tyrant and inaction by the employer, saw no alternative and turned to violence.

One man killed himself and his branch manager on the day of his return from recuperation from a heart attack induced by that manager. The manager greeted him in the parking lot and provoked him before entering the office. The man, described as very gentle and caring by all who knew him, got in his car and drove away, only to return minutes later with a loaded gun. His co-workers considered the killings a tragedy only because of the suicide. It turns out that the branch manager was a favorite in the state capitol. His reputation was as a turnaround guy who cracked the whip in each of the several offices to which he was assigned. Staff turnover, workers compensation, and disability claims were his legacy. He was hated by employees, though encouraged and respected by the folks in the central office who generally disrespected their workforce.

Post-shooting analysts carefully have to dissect each episode of workplace violence. If the shooter selects certain people, then we at WBI are reasonably sure that those victims had previously frustrated the person by ignoring or denying repeated complaints about mistreatment at work. That is, when the victims are an EEO officer, a Human Resources staffer, or the boss of the bully, then we can attribute the violence to unaddressed bullying. Sadly, the knee-jerk, simplistic story told is that the shooter was a wacko. Reporters interview the bullying supervisor who defames the employee as a poor performer with troubles as the body is being loaded into the coroners wagon.

It is more common for Targets to direct the violence inward and commit suicide. Given the roles shame and humiliation play in their lives, Targets have great difficulty getting out of bed and often suffer from depression. By the time they kill themselves, they have lost their marriages, their homes, their children, and all hope of surviving economically. It was bullying that probably drove them out of the job and started the decline in the quality of their lives in the first place. Unfortunately, the link between the suicide and the cruel mistreatment and subsequent loss of the job is less obvious than the trail of bodies in a public shooting rampage. A federal agency union representative knew of nine suicides in one year in her region directly attributable to bullying.

On a scale of damage one could suffer at work, incivilities would fall near the low end. Bullying would cover a wide middle range of destructive, intimidating workplace practices. Physical violence appears at the high end, score 10.
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The Workplace Bullying Institute, Catalyst for Change

Workplace bullying is a serious threat to:

 Freedom from fear and trauma

 Employee health and safety

 Civil rights in the workplace

 Dignity at work

 Personal self-respect

 Family cohesion and stability

 Work team morale and productivity

 Employment practices liability

 Retention of skilled employees

 Employer reputation

 

Bullying is a multi-faceted problem that requires multidisciplinary solutions:

 Behavioral and organizational researchers

 Medicine

 Mental health practitioners

 Legal resources

 Organized labor

 Employee advocates

 Management and Human Resources

 Dispute-resolution specialists

 Education

 Government

 

Target silence and shame coupled with the permanence of human aggression probably ensure that bullying will never be completely stopped. Notwithstanding these realities, we must aim to create a bullying-free world of work, contenting ourselves with any accomplishments along the journey.

 

Do not wait for leaders; do it alone, person to person.
Mother Teresa


Chapter Two:

Understanding Bullies

There is overwhelming evidence that the higher the level of self-esteem, the more likely one will be to treat others with respect, kindness, and generosity.
 Nathaniel Branden

 

It takes two to make a relationship grow from an initial spark. This is true for love and for some exploitative relationships, too. In most couples, each person wants something, otherwise nothing develops. Ideally, in a partnership, each person needs the other in some way.

However, the Targetbully pathological relationship is different because:

 The Target is swept into the relationship involuntarily, simply because the employer put the Target in harms way by work assignment and then insisted that the battered partner not be allowed to escape without significant sacrifice.

 The bully controls every aspect of the reign of terrorwhen to attack, when to hold back, the place, and the audience.

 Mutual benefit or gain is not the goal, control is, and the Target wants none of it.

 The undermining, scheming bullys tactics are so unwelcome, inappropriate, and undeserved that in no way can the Target be held responsible, even partially responsible.

 It is impossible to rationalize that the Target benefits.

 Bullies need Targets to thrive; Targets find it hard to thrive when bullies intrude upon their lives.

 

The people have always some champion whom they set over them and nurse into greatness. This and no other is the root from which a tyrant springs.
Plato

Why Bullies Bully

Explanation 1: Because they CAN!

Explanation 2: Work Environment-Driven Three-Factor Model

Our model sandwiches the role of the bullys personalityand its toxic combination with a well-intentioned, apolitical Targetbetween two factors that are entirely in the employers control. This means that employers can stop bullying by tweaking the environment. With our model, solutions are possible. The emphasis is on  what  to change, rather than who to change.

A. Opportunities for Worker-on-Worker Aggression Created

The employer designs workdeliberately or accidentallythat creates cutthroat competition between workers. Employees are pitted against each other in positions or tasks that allow only one winner to emerge, creating many losers. Zero-sum competition is another name for winner-take-all outcomes. Wins come at the expense of the losers; victory is carved out of the hides of the vanquished. This is obvious in sales organizations, but anyone can be induced to be cutthroat when rewards, status, or resources are scarce. Theres not enough pay or promotions available in government or education; hence, those workplaces are especially prone to bullying.

B. Mix of PeopleExploiters and a Pool of Easily Exploited Targets

Only a small percentage of those who see and seize the opportunities to bully others are cruel manipulators. They must simply be willing to harm others. You might think you are immune, but we all have a dark side. Under threatening circumstances, we ordinary people are capable of incredible cruelty to other humans if we think we have to do so to survive.

Exploiters need be nothing more than Machiavellian. They are ambitious, not cruel. They just want to get ahead and are willing to use others to help achieve their selfish goals. Its the American way of doing business. They are not necessarily disturbed or psychopathic. They look good when viewed from the top.

Targets, as you will learn throughout this book, are blessed/cursed with a strong work ethic. They just want to be left alone to do their work. In the most bullying-prone industries, weve found that many employees share a prosocial orientation. They are the do-gooders. They want to heal the sick, teach and develop the young, care for the elderly, work with the addicted and abused in society. They are ripe for exploitation. While they focus on doing good and noble things and wait to be rewarded for their quality work, they expose their backs for the bully to sink her or his claws into.

C. The Wrong Employer Response

There are three possible responses to bullying when cases are reported to the employer, either formally or informally.

 It is unequivocally condemned as unacceptable and the perpetrator is punished.

 It is ignoreda form of tacit, informal approval that sends a message seen by all.

 It is rewarded, the perpetrator is promoted or triumphantly showcased as a winner.

 

Our national 2007 WBI-Zogby Survey showed that employers tend to ignore bullying in 44 percent of cases and actually worsen it in an additional 18 percent of cases.

For Labor Day 2008, WBI conducted a smaller online survey of 400 individuals (an unscientific sample because the respondents visited the website and volunteered to complete the short survey) in which we delved more deeply. As reported by bullied Targets, when the employer was told about the bullying, here is what they did:

 1.7 percent conducted a fair investigation and protected the Target from further bullying with negative consequences for the bully

 6.2 percent conducted a fair investigation with negative consequences for the bully but no safety for the Target

 8.7 percent conducted an inadequate/unfair investigation with no consequences for the bully or Target

 31 percent conducted an inadequate/unfair investigation with no consequences for the bully while the Target was retaliated against

 12.8 percent of employers did nothing or ignored the complaint, with no consequences for the bully or Target

 15.7 percent of employers did nothing; the Target was retaliated against for reporting the bullying but kept her job

 24 percent of employers did nothing; the Target was retaliated against and eventually lost her job

 

You can see that employers predominantly did nothing (53 percent) and actually retaliated against the Target in 71 percent of cases who dared to report it.

Consider how workers interpret the employers response. When positive consequences follow bullying, the bullies are emboldened. Promotions and rewards are explicitly positive. But it is also positive when they are not punished. Bullies who bully others with impunity become convinced they can get away with it forever. Bullying becomes part of the culture, the way things are done around here.

Factors A and C are completely in the employers control. Employers determine which work is assigned and how it is to be done. Employers shape the work environment. They also hire people who become part of the mix. However, bullies sneak in disguised as high performers and
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desirably ambitious go-getters. Targets get hired for their qualifications. Never is there a discussion about how abusive the aggressive performer is likely to become when given the chance. Nor is there a discussion about how likely it is that a worker will be traumatized if she or he is exposed to an abusive work environment.

Bully bosses. The stereotype rings in our ears. It feels so right. The press loves the alliteration, too. According to the WBI-Zogby Survey, its real. Most bullies are bosses.

It makes sense that if bullies threaten the economic livelihood of their Targets, they do so only with the title power and authority to make good on their combative promise. Petty tyrants need the title power of supervisor, manager, or executive to operate.

It is also true that most bullying flows downhill. Workers who do not manage others comprise the majority of bullied Targets. However, when all levels of managers are grouped togetherfirst-line supervisors, middle managers, and senior managersthey reported being bullied, too.

Naturally, executives live relatively free of bullying by others. The
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prominent stress researcher, Robert Sapolsky (Why Zebras Dont Get Ulcers, 3rd edition, 2004: Holt), based on years of work with baboons, states that the most stress-free life is lived at the top of the hierarchy. Ask CEOs. And the fact that temporary workers are so rarely bullied speaks volumes about how the employee status that we all seek in order to enjoy a semblance of financial predictability (and in the United States, about the only way to acquire affordable health insurance) is a double-edged sword. In exchange for the (often lousy) paycheck, we sacrifice our freedom to simply leave when stress overwhelms us.

Bullies: Types, Tactics, and Tips for Handling

WBI 2003 Research Says

The Top Ten Bullying Tactics

1. Blame for errors

2. Unreasonable job demands

3. Criticism of ability

4. Inconsistent compliance with rules

5. Threatens job loss

6. Insults and put-downs

7. Discounting/denial of accomplishments

8. Exclusion, icing out

9. Yelling, screaming

10. Stealing credit

 

Bullies are workplace politicians. Their goal is simpleto control the people they target. To do this, they engage in a variety of tactics. Regardless of the tactics adopted, they all serve to shame, humiliate, and treat the Target like a powerless person. In a bullys mind, Targets are powerless. This distorted thinking is the only way bullies know how to survive the work world: at someone elses expense.
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Bullies Start All Conflict and Trouble.

Targets React.



Bullies can be categorized, but individuals who choose to bully can adopt any tactic at any time to accomplish their goal. They are not restricted to neat categories. They adopt one or more styles, as needed. A short list of illustrative tactics accompanies each type of bully. The list is not meant to be exhaustive. The first three typesScreaming Mimi, Constant Critic, Two-Headed Snakecommit acts of commission. That is, they do things to people to disrupt their worklives. The Gatekeeper bullies others by withholding things people need to succeed, thus setting them up to fail and to take the blame for the mess.

Screaming Mimi

Stereotypical, but statistically rare. Chooses a public setting to showcase her or his attacks. Controls through fear and intimidation. Emotionally out of control. Impulsive. Volatile. Explosive. Threat of physical violence becomes issue. Wants to instill sense of dread. Overbearing. Self-centered, insensitive to needs of others. Very worried
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about being detected as imposter. Bombast masks incompetence. Satisfies need for control by dictating the emotional climate in front of audiences who are expected to tremble as a result.

 yells, screams, curses

 barks out loud that I AM THE BOSS!!! and to DO WHAT I TELL YOU!!!

 poisons workplace with angry outbursts, tantrums

 intimidates through gestures: points fingers, slams things down, throws objects

 crowds the Targets personal space, moves close to threaten or to make the Target anxious, hovers over, sneaks up from behind to startle

 constantly interrupts the Target during meetings and conversations

 discounts and denies the Targets thoughts or feelings

 threatens job loss or punitive transfer

 traps the Target by insisting that complaints go up the chain of command, starting with her

 

Handling Tips

The Screaming Mimi can launch at any time. You immediately feel scolded or judged, as if you were a child. When you attempt to ignore or avoid conflict with a Screaming Mimi, she only sees your passivity as a welcome mat. The more you try to avoid her wrath, the more she will target you. Physical reactions are common in those who work with the Screaming Mimi. Complaints include:

 stomachaches

 back spasms

 headaches

 skin reactions

 

These symptoms frequently increase with prolonged exposure.

Your productivity decreases and costly mistakes occur more often when an angry person is breathing down your neck. The Screaming Mimi can make you hate your job, make you dread even going to work. A job you love can become a source of depression and this may lead to thoughts of career change. Work frustrations might carry over to your family life.

Protect yourself if someone attacks you personally. Convert feelings of powerlessness into a source of inner strength.

Here are some protection techniques to try:

The Silent Mantra: In meditation, the mantra is one of the most powerful ways to relax and stay centered in the midst of chaos. Find a yoga group or start your own meditation program. Then, as soon as the angry person starts to speak, repeat this mantra:

 

Hear the valuable stuff.
Ignore the anger. Its not yours.

 

This takes a little practice. Repeating this phrase silently to yourself when confronted by a verbal attack helps you to deflect the anger and maintain your inner strength. Each time you repeat the silent mantra, you will feel a little less affected by the Screaming Mimi.

Find the Vulnerable Spot: A second way to protect yourself and regain your composure is to find the vulnerable spot. Find and focus your attention on the most humorous spot of this persons appearance. Without letting the Screaming Mimi know what you are doing, simply think about the one feature of the bullys physical appearance you find most awkward. Remember to do this silently. Thus, instead of feeling intimidated or afraid of the bullys outburst, you can feel a renewed sense of inner strength because you are not taking her too seriously.

Keep a Journal: Whether or not anyone sees what you write, keep a journal. You need to get your anger out by writing phrases such as:

1. I hate you! You bitch!

2. You have no right to talk to me like that!

3. I am a team player. Im not a sick workaholic like you.

4. Dont ever talk to me that way again in front of my colleagues.

Constant Critic

Operates behind closed doors so that later she or he can deny what was said or done to you. Extremely negative. Nitpicker. Perfectionist. Whiner. Complainer. Faultfinder. Liar. Masks personal insecurity with public bravado. Loved by senior management because of her ability to get those people to produce. Plays parent to your child (as she sees it). Aims to destroy confidence in your competence, encourages self-doubt. Satisfies her need to control with obsession over others performance. When the bully is a boss, the performance evaluation system is misused to manufacture incompetence where none existed before the new boss.

 put-downs, insults, belittling comments, name-calling
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 constant haranguing about the Targets incompetence

 makes aggressive eye contact, glaring at the Target; demands eye contact when she speaks but deliberately avoids eye contact when the Target speaks

 negatively reacts to Target contributions with sighs, frowns, peering over top of eyeglasses to condescend, sour face (the just sucked a lemon look)

 accuses Target of wrongdoing, blames Target for fabricated errors (doctored documents, compromised databases, fake witness accounts)

 makes unreasonable demands for work with impossible deadlines, applies disproportionate pressure, expects perfection

 sends signals of disrespect through over-confident body languagesitting at a desk with feet up, showing Target bottom of shoes and talking to Target through feet, grooms self (hair, nails) while ignoring the Target; making Target sit while bully stands, hovering over, staying above

 overuses memos, emails, messages to bury Target in correspondence requiring replies

 personally criticizes aspects of the Targets life that are irrelevant to workappearance, family, friends

 excessively or harshly criticizes Targets work or abilities

 engages Target in intense cross-examination to belittle and confuse

Why the Constant Critic Acts As She Does

Many of us work with someone who is extremely negative and nitpicking, someone who never seems satisfied. It might be a perfectionist who relentlessly finds fault or an insecure colleague who criticizes your work with the intention of making you feel small. She uses whining, complaints, and criticism to make everyone else feel insecure. How do you deal with someone whose faultfinding is hard to take and stop them from undermining your own sense of competence?

To improve your situation with the Critic at work, it is critical to uncover and understand why she acts this way. Then it will be easier to stand up to her and not get destroyed by her negativity.

Four things most often seen in the Constant Critic are:

1. The person who deliberately sees that they have an obligation, a reason for living, that states they must find something wrong with everything everyone else does. You will find that this person once had someone in their life who was extremely critical and demanding. This may have been a father, mentor, or boss. From these experiences, the Constant Critic has the impression that an intelligent person naturally acts this way. Perhaps this Critic once was humiliated or lost a job or business because they were too tolerant of other peoples mistakes. In either case, the Critic then made a conscious decision to be sure they are always on top of things in the future.

2. It is essential to remember that no matter what originally made this person so finicky and unpleasant, she cannot rest or relax until her probing uncovers something for her to complain or worry about.

3. The Critic has a tone of voice or a way of speaking that is hard to take. When she finds fault with your work for the umpteenth time, it is not just the words that hurt, it is the tone of voice or way of speaking that cuts to the bone, whether it is a whiny tone, a flat monotone, or a staccato way of snapping out criticisms.

4. Because the Critic constantly struggles to stay in control of every situation, it is almost impossible for her to feel that someone else might also be right. It is more important for her to defend her position than to sit down and brainstorm about solutions to the immediate problem. A constant state of worry and dissatisfaction feels normal to her. She is extremely resistant to change and you will never be able to satisfy her.

Handling Tips

Humor: Using humor can work wonders for you as you go head-tohead with the Constant Critic. As soon as she starts to ask probing, faultfinding questions or begins to make critical remarks, take a deep breath and let it out as you say to yourself, Thank goodness! My life would not be complete without this persons criticism. Dont say it out loud, only several times to yourself.

This simple phrase can prove to be a tool to take the sting out of potentially invalidating remarks. Using your own wit and sarcasmin a safe and unspoken way, of coursegives you a protective distance that cant be taken away. Using your sense of humor also prevents the launch of your biochemical fight or flight stress response. Most importantly, this allows you to remain in control, to remain intelligent, and to preserve the dignity she desperately wants to take away.

Get a Second Opinion: When confronted by a Constant Critic who picks apart both your work and your worthiness, its hard to not believe she is right. She seems to know exactly how to make you feel small, incompetent, or unworthy.

The most important thing for handling a nitpicker is to get a reliable second opinion to assess the Critics criticisms and to identify:

 What part of her feedback is accurate and what is just her negative way of complaining about everything?

 What part of her feedback is useful to your work and what part is incorrect, misinformed, or just plain whiny?

 

Some possible sources for quick and useful second opinions are:

 a good friend or respected ally at work who could help you determine if any of the criticism is useful

 someone you work with whom you can call in a crisis to give you reliable information about the accuracy of the Critics comments and suggestions

 a close friend, family member, counselor, or therapist who can help you regain your sense of self-confidence and professionalism even when you have just been torn apart.

 

When soliciting help from others, it is critical to identify the situation and ask exactly what you are looking for. As soon as possible after a Critic has belittled you or your work, call this supportive individual and explain, I just left a meeting where I had a boom dropped on my head by (the bully). Would you please remind me that I have the qualifications to be doing this work, and that I am an adult, and I deserve to hold my head up even though (the bully) thinks I am an idiot?

Dont be afraid to ask for support. Whether looking for a second opinion or an emotional boost, be sure to make the phone call and get the support you need. People usually like to be asked for their expertise and their guidance. If the person you call is too busy at that moment to listen to your situation, find a more convenient time to talk or call another person who can give you the information you require.

Two-Headed Snake

Passive-aggressive, indirect, dishonest style of dealing with people and issues. Pretends to be nice while sabotaging you. Friendliness serves only to decrease resistance to giving information she may later use against you. Smile hides naked aggression. Assassinates reputation with higher-ups. Plays favorites. Satisfies need for control by managing the image of the Target in other peoples minds.

 ensures that the Target does not have the resources (time, supplies, help) to do work
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 demands that co-workers provide damning evidence against Target, uses lies or half-truths, threatens noncooperators (the divide and conquer technique)

 discriminates against smokers by requiring they gather trash from the parking lot while taking a smoke break

 assigns meaningless or dirty tasks as punishment

 makes nasty, rude, hostile remarks directly to Target while putting on a rational face for others

 breaches confidentiality; shares private information about the Target with co-workers or other bosses

 discriminates against nonsmoking Target by permitting breaks only for smokers

 creates a special personnel file kept in bullys car or locked in her office full of defamatory information to sabotage Targets career inside or outside the organization

 steals credit for work done by the Target

Snakes pretend to be nice, but actually work against you. Beware! She is selfish and needs to be handled very carefully. Not at all a friend or mentor, the Snakes friendliness masks her attempts to gain control.

Two-Headed Snakes come in three varieties:

1. The Backstabber Snake: Quite simply, this person tells you one thing and then says something entirely different behind your back. They kiss up the ladder and attack those below. She tells you youre wonderful while telling her boss that she needs help getting rid of you because you cannot perform.

2. The Jekyll and Hyde Snake: This Snakes sweetness mask alternates with her mean streak. She tends to be vicious one minute, human and encouraging the next. Unfortunately, you may be the only one who sees both sides of this controller. Others who only see the sweet side are unsympathetic to your complaints.

3. The No Problem, Dont Bother Snake: These words, spoken by certain individuals, are often a warning that trouble follows. Snakes tell you no problem after they have violated the rules and they want to cover it up. They are unethical creatures and expect help carrying out their unethical plans.

Handling Tips

Enlist Supporters: Dont feel alone and unsupported when someone mistreats you at work. Dont dismiss everyone around you as dishonest. However, take time to talk with a trusted friend or counselor to help you sort out your feelings. When talking to your supporters at work (the ones you know you can trust and the ones you have decided you can talk to), you will probably find you are not the only one who has been mistreated by the Two-Headed Snake. Carefully identify a supporter by asking:

 Have they ever experienced any similar problems with this Snake?

 Are they willing to brainstorm with you on ways to improve the situation without anyone having to take on the Two-Headed Snake alone?

 Would they be willing to back you up if you stood up to the Snake? Be clear about what supportive action you expect.

 Would they be willing to join you in a meeting to confront the situation directly?

Do's and Donts When Jousting with the Snake: Resist lowering yourself into a dirty, nasty street fight. Snakes are obsessed with appearancesthey want to appear cool and collected most of the time. Staying emotionally in control is easier with Snakes than with other bully types.

Be clear that you will not tolerate or cooperate with misleading or dishonest statements to help the Snake lie.

Be prepared for this person to argue, threaten, lie, or try most anything to coerce you into cooperating with her. Keep repeating what you consider unacceptable behavior and what you will and will not do.

Avoid waiting too long to bring up the problem or trying to transform or fix this bully.

The right words to say to a Snake often require practice. By practicing, you appear less defensive and are more likely to prevent yourself from verbally attacking the Snake (although it might feel good). Some discussion starters that allow you to maintain control:

I want us to work together. Heres what we can do to make that happen

Theres a specific problem you and I can solve if we remember to

Theres something you do that I need to ask you to try to do a little differently next time

Theres a way you and I can improve our work situation. Are you interested?

Though the above statements are rational and do not attack or criticize, dont be surprised when the Snake slips into denial. Snakes are bullies. Bullies are illogical. At least you tried.

When working with a Snake, you need to act the minute you suspect that she might be manipulating you. Ask for clarification regarding the specific procedures and results she is after. Your demand for clarity will frustrate the person who relies on clouding every interaction to feel in control. Clarity cuts through confusion. Others will respect you for it. In the process, the Snakes deviousness can be revealed to her supporters as well as her enemies.

Gatekeeper
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Most transparent of the controllers. They need to establish themselves as one up on you, to order you around, or to control your circumstances. They control all resources you need to succeedsufficient time to complete projects, training to prepare for a new assignment, supplies, praise, approval, money, staffing, or collaboration with peers. She satisfies her need for control by putting herself in the middle of everything, making her feel important.

 deliberately cuts the Target out of the communication loopstops mail, email, memo distribution, doesnt return calls

 refuses to make reasonable accommodation for a Target returning to work with a disability

 refuses to follow internal policies and government-mandated employee protections for Target

 denies privileges and rights to Targets who file complaints against the bully, either an internal complaint or a lawsuit or with the EEOC

 ignores the Target; gives the silent treatment and models isolation/exclusion for others

 sets office clocks fifteen minutes ahead of real time, then punishes Target for being late at start of day, while not allowing her to leave before quitting time according to real time

 makes up new rules on a whim that the Target is expected to follow while the bully is exempt

 

Handling Tips

There will be times in every job when you are ignored. One of the games people play at work is the game of exclusion. Not inviting you to an important meeting, not sending a copy of an important memo, not letting you know about ongoing work in progress, or not including you in an important social gathering. This treatment is designed to make you feel invalidated and worthless.

This situation is quite different than dealing with a specific personality style who is difficult to work with. The Gatekeeper is not always a boss, but she might be someone you once considered a friend. By some change of circumstance, you and this person used to see eye-to-eye but now you are being treated with coldness or disrespect.

Why has this person changed?

Try to recall:

 What was it like when you initially met this person? How did you get along then?

 What changed?

 Did something change in the other persons workload or status at work, thus making her more cold and rigid?

 Did something change in the bullys personal lifeperhaps a financial situation making her more secretive or unapproachable?

 Was there an incident between you that left bad feelings?

 In what ways have your needs begun to clash with hers?

 Why does this bully feel the need to put up a wall or keep you at a distance?

 

Try to take her perspective:

 Were there clues early on that this individual was going to put up barriers toward you or others?

 Is this bully threatened by you being rewarded at work and is shutting you out of the loop?

 If you were in her shoes, would you have any reason to exclude others at work?

 Could you possibly remind this individual of someone elsea parent, sibling, spouse, ex-spouse, boss, or ex-bosswho gave this individual a hard time?

 In what way did you also put up a wall and feel the need to keep the other person at a distance?

 

In most cases it is not just the bully who has changed. Her actions could have caused you to put up your own wall:

 Does this bully irritate you or cause you to feel cold or distant?

 Does this person remind you of someone elsea parent, sibling, spouse, ex-spouse, boss, or ex-bosswho gives you a hard time?

 Has something happened in your life that has made you a little more rigid or judgmental toward others?

 Is there something about the other persons style of doing things that you find frustrating, building tension between you?

 

To answer these questions, you will need to do more than just feel hurt. Talk to friends and co-workers about how they see your actions. If your first reaction is that this person doesnt like you or doesnt respect you, try and find out from colleagues if she has been under pressure lately. Maybe she is putting up a wall for reasons that have nothing to do with you. The more you find out about the way you are being treated, the more clarity you will have about the situation. Use a personal journal to detail your feelings.

Once you have a good handle on your feelings, find a way to actually discuss your feelings with the Gatekeeper. This heart-to-heart discussion may be hard to do, but it is the clearest way to find out what is happening. Plan where you want to stage this talk. The best place usually isnt at work. Try to plan a quiet time away from the office.

When you finally get to the point of staging this meeting, dont be discouraged if the Gatekeeper puts up resistance. Remember, this is a person you need to work with on a daily basis, and conflicts need to be resolved. Dont be discouraged if it takes more than one try to set up a meeting.

Expect the beginning of the meeting to be awkward. This is why you are here. Once the ice is broken, address the problems you are having with the coldness you feel between the two of you. The success of this meeting will depend on your honesty and sincerity. Stating the issues simply and calmly will allow the Gatekeeper to listen to your words without becoming antagonistic and feeling the need to defend herself.

If the Gatekeeper will never agree to meet with you, much less listen to your feelings or needs, you will need to enlist the aid of someone in the office who will tell you when the Gatekeeper leaves you out of the loop. A co-worker who has good rapport with the Gatekeeper can act as a conduit or mediator. Dont be afraid or ashamed to ask this person to help you. Consider using a phrase such as, I need a favor, (the bully) is giving me the cold shoulder and you seem to be on good terms with both of us. Can you help me arrange a meeting for the three of us to get together and clear this up?

Dealing with a Gatekeeper can trigger feelings left from your past experiencesmonitor your own reactions when you feel left out. Even if you think these old wounds are long forgotten and in your past, a frustrating situation can trigger emotions from long ago. You might need to work through the emotional issues in your personal journal, with a close friend, or with a therapist. What did you do in the past at work when you have encountered a Gatekeeper? In the past, how did you get a Gatekeeper to take you seriously and stop excluding you? Thinking about and answering these questions should give you some good insight about your situation.

Remember that timing is everything and the situation can be resolved, but there are seldom overnight changes.

Origins of Bullies

It is absolutely critical that you, the Target, not ruminate about the bullys motivation. Its not easy when flooded with emotions, all negative, that beg the answer to the question Why did he do what he did? You cant believe someone can be that cruel. In fact, they can and are often so cruel.

Searching for the answer can prove elusive. Its a waste of your time. You are postponing taking steps to make yourself safe. So shelve your curiosity about the bully and read on to understand why you were most likely the chosen one. Because you are a Target, you may actually have empathy for the bully. You may be tempted to make allowances for the bullys deficient upbringing, the previous nights fight with the spouse, being driven crazy by her or his kids, pressures from senior management to produce more with less staff. Forget the rational explanations for the irrational and despicable mistreatment you have had to endure. It is unconscionable that you are expected to endure the assaults and suffer in silence.

Its the bullys behaviors that are wrong, regardless of who the bully is as a human being. To partly satisfy your curiosity, heres a partial explanation of bullies motivation based on socialization and personality. Remember, knowing why does absolutely nothing to stop the misconduct in the workplace. To stop it, you will need the employer to change, not the bully. The stress will kill you before the bully will likely reform.

People arrive at bullyhood by at least three different paths: through personality development; by reading cues in a competitive, political workplace; and by accident.

Chronic Bullies

Chronic bullies try to dominate people in nearly every encounter at work and away from work. They bully waitstaff at restaurants as well as workplace Targets. They say, I cant help who I am. Dont like it? Leave, always believing that they do not have to change. Who could argue with their success?

The motivation for chronic bullies is their own failure to confront their deepest feelings of personal inadequacy, their self-loathing. Unfortunately, they lack the insight to analyze themselves critically. Their lives are out of their control in some way. So, they control others to compensate. Though they are aware they are intimidating others, they do not necessarily see the connection between personal flaws and their actions. They invent flaws in others (which are mirror images of their own), then irrationally attack others to feel good about themselves.


Bullies Are Inadequate, Defective,
 and Poorly Developed People.

Targets Are Empathetic, Just, and Fair People.



Most bullies were probably brash, bratty kids at school. Schoolyard bullies who were never stopped in childhood grow up to bully others in the workplace. Because people react to them either with fear or indifference, they are used to getting their own way in every situation in which they exert themselves. Its a self-reinforcing cycle. They dominate, others submit or turn away in silence, so they dominate more.

In companies that promote cutthroat competition, chronic bullies are overrepresented. They are seen as leaders.

Chronic bullies are trapped by a personality theyve honed over a lifetime. At this stage of their lives, they couldnt change who they are even if they wanted to. It is true that some chronic bullies have certifiable character disorderseither Antisocial or Narcissistic Personality Disorders. In the general population, these types of people are statistically rare, hovering around 2 to 3 percent, according to the DSM-IV, the classification guide to mental disorders published by the American Psychiatric Association.

These are the most malevolent, mean-spirited, and nasty people at work. They manipulate everyone on some level. They inflict harm on others. Chronic bullies end careers and shatter the emotional lives of their Targets. And Targets tell us frequently that staring into the face of their bully, they swear they are looking at the devil personified. Some bullies delight in humbling other people into subservience. Their cruelty is so satisfying, they cannot stop their evil smirk when they sense public victory. A small number of bullies are undeniably sadistic. They love torturing others.

Targets should know that simply labeling the bully a sociopath or psychopath does not change the situation or excuse the bully. Most important, dwelling on the bullys relatively permanent personality distracts Targets and those who want to help them from changing the work environment. Except for the rare personality disordered types, all bullies can be made to respond to workplace rewards and punishments.

Opportunistic Bullies

Opportunistic bullies are the one youre most likely to encounter at work. They are masters at reading cues from the workplace. If competition is encouraged, they know that beating up other people will lead to winning. Only wimps would stand in the way of competitors and have them slow down to pay attention to how people might be injured. Opportunists are the climbers.

The opportunists differ from the chronic bullies in that, when they are away from work, they are able to suspend their competitive nature. They are capable of being charming and supportivethey might even host youth groups in their homes. They are great mothers, churchgoers, neighborhood activists, and good citizens.

At work, when the opportunity presents itself to compete to move ahead, they step over Targets who they think might be a contender for the same prize or a person blocking their success. They justify their behavior to themselves as survival. They believe its all part of the game. But to the opportunist bully, games are serious business. Careers are built with political gamesmanship.

Most bullies work to make themselves well-connected to senior management, executives, or owners. While Targets focus on prideful work, bullies are busy kissing up to the big bosses. They firmly plant their lips on the behinds of people who have the power to grant favors, promotions, and status in the future. Kissin ass is called ingratiation by the academics. It works too well. It precludes accountability for wrongdoing. They have allieswe call them executive sponsorswilling to block punishment for malicious behavior if they are ever exposed. The big bosses think the bullies can do no wrong. Targets have a hard time

[image: image]

being believed for this reason. After all, bullies are the personification of the aggressive American doing what it takes to win.

According to the WBI-Zogby Survey, bullies enjoy lots of support from executives, peers (who are mostly managers), human resources (HR), and some turncoats among the Targets peers.

Though companies preach cooperation and teamwork, opportunists know that cutthroat competition is what is actually rewarded. Like chronic bullies, their behavior is governed by reinforcement. Unlike chronic bullies, they will stop hassling others when the organization begins to punish mistreatment. Opportunists are keen readers of signals in the work environment. By changing the workplace culture, opportunistic bullies can be stopped.

When companies lay off ten thousand employees to maintain their profit margins to satisfy Wall Street investorsa deliberate act of malicehow do they justify it? With the belief that its just business, nothing personal. Those moments of seizing market opportunities without regard to consequences for humans make organizations just like opportunistic, exploitive bullies.

Substance-Abusing Bullies

Substance-abusing bullies are very dangerous and threatening because they may not be in control of their decisions at all. According to experts, 74 percent of substance abusers are employed. They do not all live on sewer grates or in homeless shelters. They go to cubicles, stores, and factory floors just as people without chemical dependencies do.

When drugs enter the picture, all assumptions about rationality and logic are tossed out the window. Most substances that hook people are disinhibiting. That means the control mechanism that monitors social politeness and responsibility is shut off. Anything goes for the person under the influence. Unpredictable mood swings become commonplace. Marijuana and alcohol are depressing and induce lethargy and paranoia. Has your bully been a bit too morose, too bug-eyed? Stimulants like methamphetamines create psychoticlike episodes, true craziness, with a healthy dose of paranoia. Cocaine habits are expensive. Its not the rank-and-file Suzy Six-pack that drives from the burbs into the ghetto in a Beamer or Mercedes to buy her supplies. Rank, which begets higher salaries, enables higher-ups to maintain a life of using.

We know that 72 percent of bullies are bosses. Drug testing is ordered by management for their subordinates. Therefore, most drugusing bosses whose altered states may account for much of the chaos and madness Targets endure remain undetected, free from the privacyrobbing experience of peeing in a cup.

Abusers Who Were Abused

Its true that an unknown percentage of abusive adults were abused as children. Its the cycle of violence. Much adult aggression would be reduced if the cycle could be disrupted in childhood. Children who witness violence directed at one parent have had violence modeled for them. Knowing that a bully has a history of familial abuse, whether directly or vicariously experienced, matters little in the workplace. There is no way to change the experience now. And the bully as an adult has to be held responsible for her or his conduct at work, regardless of the deep-seated origins of the aggression.

Neurological Brain Structure

There are fascinating advances in neurology that shed light on aggressive behavior. Some people, such as serial killers, may have a prefrontal cortex that differs in size from the normal brain. Differences account for reduced ability to control impulses and to understand the consequences of ones own actions. Thus, serial killers have little control over their violent tendencies and little to no conscience or remorse over harming others. Even if this sounds like your bully, what can you do? What can your employer do? A lobotomy? Nice to know. Fun to imagine, but worthless when considering what to do on a daily basis with your abuser.

Reactionary Defense of High-Level Bullies

Stanford University management professor Rod Kramer, in an article titled The Great Intimidators in the  Harvard Business Review in 2006, has tired of the promotion of social intelligence (defined by the soft skills of empathy and interpersonal skills to influence others) as desirable traits and wants us to appreciate the harder side of people responsible for change in organizations and societypolitical intelligence. Politically intelligent leaders use hard skills to exploit the anxieties and vulnerabilities they see in others. They appreciate the power of fear. And yes, they do a little bullying in the process. Its intellectual combat for the sake of realizing the leaders vision.

There is a sort of Darwinian logic to intimidation because it works. It can mean the difference between success and failure. Kramer thinks this is especially true in highly competitive, contentious, or political environments like Hollywood, the high-tech world, and Washington DC. He believes the great intimidators are not typical bullies, who humiliate to make themselves feel good. For the great ones, exercising their political intelligence is motivated by their vision. They see a path and are impatient to clear that path even when the impediments are human. They disdain constraints on their vision or tactics. Kramer discovered this when interviewing people who worked with abusive bosses and who actually liked them. Thus, Kramers advice to those working with a great intimidator is to not quit but to stay in place.

Hey, Rod (and Gary can call him that because long ago they attended graduate school together), its unbridled narcissism, requisite fealty to the almighty creative genius at the top. Youve been too long in the CEO glorification biz and too close to Silicon Valleytypes who think the universe revolves around them. This seems to be what contemporary American business school education is all about. Just remember, George W. Bush was a Harvard Business School MBA! He had political intelligence, but

Theyre Assholes

By contrast, another Stanford University management professor, Bob Sutton, said it best in his New York Times bestselling book The No Asshole Rulebullies are assholes. And there is no excusing that!




End of sample




    To search for additional titles please go to 

    
    http://search.overdrive.com.   


OEBPS/page-template.xpgt
 
 
 
 

 
 

 
 
 

 
 

 
 
 

 
 
 
 
 
 
 



 
 





OEBPS/images/p40_1.gif





OEBPS/images/p48_1.gif
Bully’s Peers
.
Target's Peers m;—“‘

From the WB-Zogby Survey © 9007 WBI






OEBPS/images/p32_1.gif





OEBPS/images/p37_1.gif
©2008, WBI





OEBPS/images/p156_01.gif
RATERS

Self

Friends

Family

Do Well

Could Do Better






OEBPS/images/tick.gif





OEBPS/images/p159_01.gif
RATERS

Self

Friends

Family

Do Well

Could Do Better






OEBPS/images/p155_01.gif
Do Well Coula Do Better

Rating
Myself






OEBPS/images/p312_01.gif
Other Responses Reported Percentage
Harasser reprimanded, given serious warning 18%
Medical leave, disability retirement 17
Legal action, lawsuit initiated 16
Truce, cease fire, uneasy peace 14
Harasser was promoted 14
Target worked hard, improved performance, B
changed -
Company closed 11
Minimized interaction, ignored harasser 11
Coworker intervention/counseling 10
Complained to union, filed grievance, B
arbitration
Equal treatment—Borh fired/reassigned/ -
disciplined
Reorganized/new management B
Contract ended, project canceled 7
Time passage 6
T was promoted, transferred 5

Target was promoted

Sought help, EAP, rehab, time-off

Harasser died

P






OEBPS/images/p155_02.gif
RATERS

Friends

Family

Do Well

Coula Do Better






OEBPS/images/pi_01.gif
@ SOURCEBOOKS, INC

NAPERVILLE, 0TS





OEBPS/images/p84_1.gif
Bully exploitation of the larget's split on the way to domination

Cooperator’s Goal
Bully’s Goal

Altruist Controller
Target: Zeto goodies Target: Zero goodies
bully: All goodies bully: All goodies

Target: Half
bully: Half





OEBPS/images/p311_01.gif
Responses Percentage
Target fired or quit, combined percentages 64%
Harasser stayed but was punished 9
Harasser was terminated 14
Negative consequences for bully, combined .

percentages =






OEBPS/images/p93_1.gif
Co-workers Boss ‘Human Resources

Positive actions: 15% 18% 17%
Did nothing: 28% 40% 51%

Negative actions: 57% 42% 32%





OEBPS/images/p311_02.gif
Other Responses Reported Percentage
Harasser voluntarily left company 79%
Harasser transferred, stayed with employer 44
Target fought back 36
Confrontation, worked for resolution 30
1 retired/quit 30

7

Issue resolved, it stopped






OEBPS/images/p310_01.gif
Response

Percentage

It has not stopped

17.2%






OEBPS/images/p83_1.gif
‘A Cooperator’s optimistic world of equality—50/50 split

Cooperator

Altruist Controller

Target: Zero goodies ) Target: Zero goodies
bully: All goodies Payoff: Equality bully: All goodies
Targer: Half
bully: Half





OEBPS/images/p310_02.gif
Responses Percentage
Target was terminated, driven out 24.2%
Target voluntarily left the organization 40
Target transferred and stayed with the same 13
employer
Target lost job, combined percentages = 71






OEBPS/images/p309_01.gif
Stress-Related Health Impact? Percentage | Rounding
Yes 45.2% 45%
No 359 36
Not Sure 18.9 19






OEBPS/images/p309_02.gif
Adj.

Responses Percentage | Rounding | p, o0k
ore than 12 ) . .

More than 1 33.4% 33% 4%
months
6-12 months 216 n g
Less than six — -
months
Just once or twice 248 25 —

n =3101






OEBPS/images/p307_01.gif
Target Action Percentage | Rounding
Took no action, formal or . e
informal
Complained informally o . .
employerfsuperior
Filed a formal complaint with
Human Resources, senior 14.6 15
management, or owner
Filed a formal
discrimination complaint with 35 4
a state or federal agency
Filed a lawsuit in court 27 3






OEBPS/images/p298_02.gif
Categories Percentage | Rounding
Rl o bl s i s B
Man-on-Man, same gender 32.1% 3%
Female who bullies a female target, | 5 5 -
o i S S o . :
R0 e s il g 9 .
e b . .
Pt s ol sl o o "
o iRy '






OEBPS/images/p28_1.gif
@ Verbal abuse: 53%

@ Threats, intimidation, humiliation: 53%
@ Interference with performance: 45%
@ Abuse of authority: 47%

@ Destruction of relationships: 30%

From he Wl Zogey Suvey € 2007 W8I





OEBPS/images/p305_01.gif
Responses Percentage | Rounding
Orher (See list on next page) 5.4% 5%
Not sure 05 1






OEBPS/images/p29_1.gif
©2008, WBI





OEBPS/images/p306_01.gif
Responses Percentage | Rounding

Some aspect of the target’s 12.8% 13%
personality
The target’s unacceptable level g g
of performance
Some aspect of the harasser’;

me asp 563 56
personality
The tolerance for, or
admiration of, aggression in 86 9
that particular workplace
Orders or suggestions from
senior managers or executives 6
or owners
Not sure 97 10






OEBPS/images/p25_1.gif
BOTTOM UP

SE e

From the WBI-Zogby Survey © 2007





OEBPS/images/p303_02.gif
Respondent

Ever

onIent | Currently | poir| | Combined | Witness
Mo

Bl T R B
Bl e

e

o )2 oy 33 el
Riiouars

b ) s N
il Py | O 5 8 .
Temps/ 2 4
Contractors | 2 5 +6






OEBPS/images/p26_1.gif
35
|
|
| 5 -
_ e
Non-Supv  Supv-Sr Mgr Exec Temp

From the WBI-Zogby Suvey ® 2007 WBI





OEBPS/images/p304_01.gif
Responses.

Percentage

Rounding

Verbal abuse (shouting,
swearing, name calling,
malicious sarcasm, threats
to safety, etc.)

53.3%

53%

Behaviors/actions (public
or private) that were
threatening, intimidating,
humiliating, hostile,
offensive, inappropriately
cruel, etc.

Abuse of authority
(undeserved evaluations,
denial of advancement,
stealing credit, tarnished
teputation, arbitrary
instructions, unsafe
assignments, etc.)

46.9

Interference with work
performance (sabotage,
undermining, ensuring
failure, etc.)

454

Destruction of

workplace relationships
(among co-workers, bosses,
or customers)






OEBPS/images/p14_1.gif
< 6 Months

6-12 Months

> 1 Year From the WBl-Zogsy Survey © 2007 W8l





OEBPS/images/p302_02.gif
Raw ) Adj.
Responses Rounding N
Percentage Percentage
One or more senior
managers or execu- | 35.2% 35% $%
tives or owners
The harassers' peers | 26.7 u 33
Human Resources 112 11 14






OEBPS/images/p18_1.gif
Rudeness
BuLLYING

s

“Incivility”

Severity of Damage






OEBPS/images/p303_01.gif
Respomses Pef::mge B Perfe‘:i;“ge
The target’s peers 7.8% 8% 10%
No one 30.2 30
Not sure 13 13






OEBPS/images/p301_01.gif
Employer Action Percentage | Rounding
Did nothing $5I% e
Worsened the problem for the mn -
target
Completely or partially
resolved the problem in a way 319 32
that helped the target
Not sure 6 6






OEBPS/images/p302_01.gif
Responses Percentage | Rounding
Harasser ranked higher (Boss) 72.3% 72%
Target and harasser same rank — -
(Peer)

Harasser ranked lower 5 .

(Subordinare)






OEBPS/images/p299_01.gif
Responses Percentage |  Rounding
Solo harasser 68.4%
Several harassers 26.7

Not sure

40






OEBPS/images/p300_01.gif
Responses Percentage | Rounding
The target only is in a protected A o
group
Neither harasser nor target are in 9 m
protected group
Harasser and target were/are both - 0
in protected group 5
The harasser only is in a " o
protected group
Nor Sure 9 9






OEBPS/images/p292_01.gif
esponses ercentage | Roundin,

Resp Percentage | Rounding

T . o

o s 10 Dl st S ZSk i3

Ve b buppeoel o e {0

sl it B 0 10 < 4

i the it et

il it 12

Tve heen the perpetrator =5

myself (n=22)
o el € e )

e v el i e e i e w

and never witnessed it






OEBPS/images/p293_01.gif
Combined Bullying Percentage | Rounding
Hispanics 52.1% 52%
African Americans 46 46
Whites 335 34
Asian Americans 30.6 31






OEBPS/images/p297_01.gif
Responses Percentage | Rounding
Ot i the pen, in frontof B 4%
Fehind closed doors, in . N
silence

Behind doors kept open so 102 10
others could hear -2

Not sure 13 4






OEBPS/images/cover.jpg
“This s he best book o what workplace bulles do
and how tostop thems in thir tracks.”

— Robert 1. Sutton,
Stanfocd professor and author of The No Asdiole Rule

Bully
Work

What You Can Do to Stop the Hurt
and Reclaim Your Dignity on the Job

Gary Namie, PhD & Ruth Namie, PhD





OEBPS/images/p298_01.gif
Men | Women
Gender of the Perpetrators, Bullies 60% 40%
Gender of Targeted Individuals 433 56.7
When the bully is a woman, she i -
targets...

When the bully s a man, he 35 o
targets...






OEBPS/images/p295_03.gif
Combined Bullying Percentage | Rounding
Democrats 42.8% 43%
Independents 39.1 39
Republicans 289 29






OEBPS/images/p296_01.gif
Never Experienced It,

oo 1 Percentage | Rounding
Republicans 56.6% 57%
Independents 43.2 43
Democrats 35.8 36






OEBPS/images/p295_01.gif
Currently Bullied (<12 mths) | Percentage | Rounding
18-2 18.5% 19%
3049 16.8 17
5064 9.9 10






OEBPS/images/p295_02.gif
Combined Bullying Percentage | Rounding
West 41.1% 41%
South 375 38
East 349 35
Central/Great Lakes 26.3 26






OEBPS/images/p294_02.gif
Never Experienced It, | p nage | Rounding
Never Witnessed It
Asian Americans 57.3% 57%
Whites 49.7 50
Hispanics 322 32
Aftican Americans 234 23






OEBPS/images/p294_03.gif
Bullied in Worklife Percentage | Rounding
50-64 29.7% 30%
30-49 255 26
18-2 18.7 19






OEBPS/images/p294_01.gif
Witnessing Only Percentage | Rounding
African Americans 21.1% 21%
Hispanics 14 14
Whites 108 11
Asian Americans 8.5 9






OEBPS/images/p13_1.gif
Did Not Tell Informal
Internal
3 Complaint
Lawsuit
3% Formal
Internal
Formal EEO 15% complaint

T





OEBPS/images/p11_1.gif
44%

Made Worse Did Nothing  Helped/Tried

From e W Zoghy Surey © 2007 W1





OEBPS/images/p10_2.gif
Illegal

Legal
Bullying

From the WBl-Zogby Survey © 2007 WBI





OEBPS/images/p10_1.gif
M-on-W
W-on-W
M-on-M
From the WBI-Zooky Survey & 5007 W8I





OEBPS/images/p8_1.gif
TARGET FIRED
TARGET TRANSFERS
BULLY PUNISHED

[ —





OEBPS/images/p6_1.gif
Targets

Female Bullies

71%

Male Bullies
BN Women

P —





OEBPS/images/p5_1.gif
0,

verheard

Behind Doors

In the Open

From the WBl-Zogoy Survey ©2007 WBI





OEBPS/images/p4_1.gif
WITNESSED

/NOT BEEN

T —





OEBPS/images/p184_01.gif
GAP =
Potential Sense of
Worthlessness

e
&l
=1
:
7
3
ES





OEBPS/images/p160_01.gif
RATERS

Self

Friends

Family

DoWel

Could Do Better






OEBPS/images/p165_01.gif
VVORK/SOCIAL

FAMILY

* Buy
Defensive INVADES

Retreat






OEBPS/images/p290_01.gif
Valid

Sample Characteristics Frequency ~
Percent™
Sample size 7,740 100%
East 1,721 23
South 1,946 26
Central/Great Lakes 2,320 31
West 1,497 20
Did not answer region 256 —
18-29 1,543 20
30-49 3,087 40
50-64 1,775 23
65+ 1312 17
Did not answer age 23 —
White 5,728 75
Hispanic 764 10
African American 840 11
Asian/Pacific 153 p)
Other/mixed 153 2
Did not answer race 103
Roman Catholic 2,033 27
Protestant 3,765 50
Jewish 226 3
Other/None (religion) 1,506 20
Did not answer religion 210 —
Member of union 19
Not member of union 81
Parent of child under 17 27






OEBPS/images/p291_01.gif
Sample Characteristics

Frequency

Valid

Percent™
Not parent of child under 17 5,599 3%
Married 4,615 61
Single, never married 1,642 22
Divorced/widowed/separated 1,052 14
dometie parnchip = ¢
Did not answer marital status 147 —
Less than $25,000 468 7
$25,000-$34,999 604 9
$35,000-$49,999 967 14
$50,000-$74,999 1,612 24
$75,000-$99,999 1,208 18
$100,000 or more 1,848 28
Did not answer income 1,034 —
Male 3,664 48
Female 3,938 52
Did not answer gender 138 —
'Women—work outside home 2,297 59
m;;:en—nn work outside 1,578 41
Works full-time 3925 51
Part-time 483 6
Self-employed 855 11
Unemployed 360 5
Retired 1,496 19
Student, not working 293 4
Other employment/Not sure 329 4






OEBPS/images/p241_01.gif





OEBPS/images/p289_01.gif





OEBPS/images/p202_02.gif
INTERNAL

EXTERNAL

CONSTANT CHANGING
Inceligence, Good Effort,
Talent Motivation
Diffcultyl
Ease of G

Task

Bad Luck

< Prefemed for Success

< Preferred for Failure





OEBPS/images/p204_01.gif
INTERNAL

EXTERNAL

CONSTANT CHANGING
Easy Dumb,
Task Luck

Swpidity, Poor Effort

No Talent.

Low Motivation

< Preferred for Success

< Preferred for Failure





OEBPS/images/p195_01.gif
Inside the Target's head

With workplace bullying
in mind, note some of the
internal monologues you
ypically hear:

Now, counter the echo of
the bullys words with
positive, balanced
statements in rebuttal

chis

Try o identify
the Distortions,
Mind Games.
Self-Statement Distortion Rebuttal
She's right Nothing | do is She's not right! She's just
ever accurate. | hate to mean. It pleases her to
agree with her,but the job tear ino me. Wait a
| did on the project was minute. The caliber of my
notas goodas before. work exceeded that of
others then AND now. I
may not be perfect,but it
is better than
company has ever had,
Overgeneralization
Fitering

An internal rebuttal like the one above
irrational thinking that plays into the har

helps defeat the
nds of the bully.





OEBPS/images/p202_01.gif
CONSTANT  CHANGING

Incelligence, Good Effore,

INTERNAL Tlent Motvation






