This presentation contains a high level description of an institutional plan
for creating a bully-free workplace. This plan will enable an organization
to use its culture of anti-bullying as a model for other organizations to
follow.
Your organization can be a model for others to follow.
Topics to be covered:
What is Workplace Bullying?
Why address Workplace Bullying?
Tactics used by Bullies
Impact on the Targets of Bullies
Characteristics of Bullies
Bullies, when confronted
The Namie Blueprint to Prevent and Correct Workplace Bullying
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“Bullying is the use of force or coercion to abuse or intimidate others.
The behavior can be habitual and involve an imbalance of social or
physical power. It can include verbal harassment or threat, physical
assault or coercion and may be directed repeatedly towards particular
victims, perhaps on grounds of class, race, religion, gender, sexuality,
appearance, behavior, or ability.”
Workplace bullying is pervasive. In the 2007 Workplace Bullying Survey:
• 9% currently being bullied;
• 26% bullied in the past;
• 15% have seen bullying
• Bullies are bosses 72% of the time; co-workers 18%
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Bullying creates a less productive and effective environment in the
college. Research shows that bullying behavior occurs 4X the rate of
sexual harassment.
When the target of a bully is professionally marginalized the department
essentially loses at least one headcount. When the target of a bully
mentally checks out of their job, the entire department suffers.
The targets of bullies frequently feel less personal commitment to the
college and, of course, to the bully themselves.
It is more difficult to recruit new employees to an organization known as
a place where bullying happens regularly.
Bullies don’t seem to understand that relationships matter in the course
of doing business. Bullying destroys trust, damages relationships, and
hurts the college’s bottom line.
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Professionally given critical feedback of outward behavior is different
from belittling or criticizing someone in public.
Many bullies are really good at excluding someone from a group. A
common tactic is to suggest a series of group lunches or meetings at a
time when they know you are not available so their exclusion of you is
seemingly innocent. Over time, once the bully has formed a clique with
the others, they throw out a few test ideas about things that annoy them
about you. Soon the bully has a crew of people who hate you.
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Bullies have difficulty in sincerely apologizing. They resist apologizing at
all since they don’t think the situation is their fault.
If they are forced to apologize, they use the non-apology apology.
“An example of a non-apology apology would be saying ‘I'm sorry that
you feel that way’ to someone who has been offended by a statement.
This apology does not admit that there was anything wrong with the
remarks made, and additionally, it may be taken as insinuating that the
person taking offense was excessively thin-skinned or irrational in taking
offense at the remarks in the first place.”
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“Studies show that when under constant stress, people are less able to
regulate their emotions, to concentrate, and to make decisions, which
may make people perform their job poorly...”
“Workplace bullying is like domestic abuse without the physical
violence.”
Nearly all targets of bullying suffer from anxiety.

40% of targets suffer from Clinical Depression.
30% of women and 21% of men who are bullied suffer from PTSD.
Targets of bullies suffer for an average of 22 months before their
situation changes.
– from The Bully-Free Workplace, by Gary and Ruth Namie
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The 2010 Workplace Bullying Survey found that:
• 41% of bullied women and 36% of bullied men quit their jobs
because of the bullying.
• 25% of the women and 13% of the men were fired after being
bullied.
Self preservation and an example of a Culture of Fear:
Once a bully targets someone in the office, the target’s friends and coworkers start to back away to prevent them from being seen as too close
to the target so they do not become a target of the bully themselves.
– from The Bully-Free Workplace, by Gary and Ruth Namie
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72% of bullies are higher up in the organization than their targets.
Co-workers around the bully are not as clueless as the bullies think, but
they may not speak up for fear of retribution or harassment by the bully.
Many bullies can be charming and personable when they want to be.
Acting like a ‘nice person’ most of the time does not preclude someone
from being a bully. A bully may even act respectfully towards their target
for a period of time until they see an opportunity to bully their target
again with greater affect.
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Bullies believe that their targets should have thicker skin and are weak or
“too sensitive.”
Bullies tell their targets, “You shouldn’t feel that way” instead of
respecting their feelings and their right to have them.
Bullies often play the victim by saying, “You’re bullying ME by
questioning my behavior!”
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Bullies, when confronted with their behavior by someone higher in the
organization, want the entire episode to go away. They want to move
forward and put this all behind them.
This self-serving attitude is understandable, but until the bully fully
understands the impact of their behavior and apologizes for it, it is very
difficult for the bully’s target to move forward.
A simple apology and a promise not to do the same thing again is all
most targets want from the bully (without any retaliation later).
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The Bully-Free Workplace: Stop Jerks, Weasels, and Snakes from Killing your
Organization, by Gary Namie, PHD and Ruth Namie, PHD.
Workplace Bullying Institute: http://www.workplacebullying.org/front-page/
Using this book, website, and their consulting services are highly recommended.
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People don’t change unless they want to change.
Sending a few ‘bad apples’ to class is not going to change that. An
institutional initiative is needed.
HR departments have historically rallied around management and
supported bullying behavior. HR will be part of the solution, but they will
not be the driver.
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Doing these preliminary steps gives the organization time to create a
comprehensive solution for the organization.
Educate management so they understand the impact bullying has on the
college. Enlist management to be champions to the cause. A workshop
has already been developed.
Offer free seminars to the public about workplace bullying. It shows that
your organization is thinking about and cares about stopping workplace
bullying. This provides a more subtle and natural launch of an antibullying campaign.
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Begin to prepare clear policy statements on workplace bullying that
describes unacceptable behavior and consequences for bullying a coworker. There are resources available we can use to help us do this.
Prepare all supervisors, including Administrators and Directors, about the
new policies about bullying. They need to know they will be expected to
intervene in bullying situations in the future.
No supervisor should allow rumors to be created or passed on.
Prepare all employees, but especially supervisors, that they will be held
accountable for their behavior. If someone is found to be an offender, any
retaliation will not be tolerated and is such a betrayal of the college’s
values, that it will be grounds for dismissal.
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HR’s new role is to:
1.
Gather Evidence
2.
Consult with Risk Management
3.
Solicit a Report
4.
Assemble all Related Policies
5.
Designate the Members
6.
Coordinate Internal Education Events
7.
Initiate and Finalize the Design
8.
Designate the Training Team
9.
Identify and Contract External Investigators
10.
Train Managers
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HR’s new role is to:
1.

Gather Evidence about the prevalence of bullying by obtaining
historical records

2.

Consult with Risk Management to gather tangible losses
attributable to bullying

3.

Solicit a Report from EAP counselors about the mental health
impact of bullying in the college

4.

Assemble all Related Policies to identify gaps that the new
bullying process will plug

5.

Designate the Members of the collaborative policy writing group

6.

Coordinate Internal Education Events when it is time to roll out
the new policy and procedures

7.

Initiate and Finalize the Design and production of ancillary
materials to support the new policy

8.

Designate the Training Team participants who will receive indepth education

9.

Identify and Contract External Investigators who will handle
compromised internal investigations

10.

Train Managers to recognize signs of bullying and ways to
intervene

Page 127-128, The Bully-Free Workplace by Gary Manie, PHD and Ruth Naime, PHD
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The Namie Blueprint to Prevent and correct Workplace Bullying
Step 1: Assess
How bad is it?
Quantitative and Qualitative analysis
Step 2: Create the Policy to Prevent Bullying
A collaborative process
Customized for the organization
Step 3: Develop Informal Solutions
The pre-complaint process (a discussion intended to avoid retaliation)
No mediation!
Bullying is a form of violence and violent acts should never be mediated
Step 4: Formal Enforcement to Correct Bullying
Overcoming the Sham Investigation tradition
Putting the onus of proof on the accused bully to show they did not violate policy
Develop a method to prevent abuse of the system with false accusations
Step 5: Provide Restorative Justice
For bullied employees
For witnesses
Step 6: Deal with Confirmed Violators
Not a case of zero tolerance
Respectful Conduct Clinic for policy offenders
Phase 1: Insight-driven inquiry to the offender’s motivation
Phase 2: Self-discovery of the offender’s barriers to change
Phase 3: Awareness of how the offender’s behavior affects the organization

Step 7: Get the Word Out
Employee education
Announcement of Volunteer Peer Team Services
Step 8: Optimize Accountability
Integrate with Performance Evaluations
New hiring strategies
Modifying Management Training
From The Bully-Free Workplace by Gary Namie, PHD, and Ruth Namie, PHD.
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