The office bully creates a culture of fear in an organization. Harassment,
intimidation, exclusion, retaliation – all are behaviors used by bullies.
This workshop will focus on identifying bullying behavior and how to
confront the bullies themselves.
Bullying is a selfish activity used to advance the bully’s private agenda and
has nothing to do with helping customers or enabling anyone to be more
effective in the workplace.

At the bottom of each page are questions to think about and discuss:
1. What will you do if you see a description of your behavior here?
2. Are you willing to consider that your behavior might be seen as
bullying behavior by others?
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Goals for this workshop:
1. To begin to change the organization’s culture to one that does
not accept bullying behavior by employees, supervisors, or
managers.
2. To describe bullying behavior so that everyone will recognize
unacceptable behavior.
3. To give the target of bullies tools to resist being bullied.
4. To give supervisors and managers an action plan when bullying is
reported to them.

Many of the ideas and research included in this workshop are from the
book, The Bully-Free Workplace: Stop Jerks,, Weasels, and Snakes from
killing your organization by Gary and Ruth Namie.
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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%
• Some of the highest bullying rates occur in education and health care.
Why? Because the people in those fields are trusting, open and good
natured – prime targets for unscrupulous bullies.

1.
2.

Have you been the target of a bully?
If you have been bullied, how?
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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 the target is not available so their exclusion 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 the
target. Soon the bully has a crew of people who hate the target and will
avoid and exclude them whenever possible.

1.
2.

Have you ever heard a bully say they hate a co-worker and mean it?
Have you ever experienced a colleague being specifically excluded
from a gathering of employees? How do you think the target of that
bullying felt about being excluded?
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1.
2.
3.
4.

Can bullying occur in private?
Does the target have to be present?
Why do bullies discount and dismiss the pain others feel?
Do you think bullies would be OK with their children being bullied?
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Of subjects taking the Negative Acts Questionnaire (NAQ) only 9.2% of
subjects thought they were targets of bullying. But when they completed
the checklist 28% of the subjects were identified as being the target of
bullying.
Just because the target of bullying does not feel bullied at the time,
doesn’t mean the experience won’t be seen as bullying later.

1.

Can you think of other ways Bullies abuse their targets?
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Bullying creates a less productive and effective environment in the
organization.
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
organization 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 organization’s bottom line.
1.

How else does bullying affect your organization?
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Are these the members of the organization who the leadership of the
organization wants to quit? Organizations lose their best and their
brightest due to bullying, not their ineffective employees.
Good managers don’t have to bully poor-performing employees. Good
managers put poor performers on notice, try to help them improve, and
let them go if they do not.
Bullies are not interested in helping their target to improve. Bullies target
the best and brightest around them – the people who are threatening to
the bully in some way.
– from The Bully-Free Workplace, by Gary and Ruth Namie
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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

1.
2.

Have you been the target of a bully?
If yes, how has it affected you physically? Mentally? Professionally?
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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

1.
2.
3.

Have you seen a co-worker afraid of a bully?
What are the signs of being professionally marginalized?
Do you know co-workers who have been professionally marginalized?
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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.

1.
2.
3.

Do you think a bully’s behavior is ever a secret?
If you were a bully, would you recognize yourself as one?
Bullies frequently are higher up in the organization than their targets.
Their targets have few ways to fight back so they get creative. Can you
think of ways a target of a bully might react when the bully is their
direct supervisor?
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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!”

1.
2.
3.
4.

Have you ever been accused of being a bully by a bully?
Has a bully ever tried to justify their bullying to you?
Do the targets of bullies seem weak to you?
Do they deserve their treatment from bullies?
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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).

1.
2.

Why is a simple apology so hard to do?
As the target of a bully, would you be inclined to move forward
without a real apology from the bully?
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Bullies try to play the victim and frequently accuse their target of being the
bully. In the bully’s mind they are the hero, battling the bully for the
benefit of the entire organization.
But, don’t be fooled, they are putting up a smokescreen to try to confuse
management.
There are two sides to the story, but the two sides are not equally on high
moral ground.
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1. A Group vs. an Individual:
Is there a group involved? That’s where the bullies are.
Is someone isolated? They’re the target.
Everything else is a smokescreen put up by the bullies to try to confuse
management.
2. Excuses and False Reasons:
Bullies say things like: “He thinks that…” or “He wants…”.
Bullies attribute made-up thoughts to their target to justify their
behavior. Conversely, the target of the bullies will focus on the bullies’
behavior and actions, not the bullies’ thoughts.
3. Unjustified Causation:
Bullies will say things like, “He made me/us do this to him.” They link
their bullying behavior to a minor oversight or mistake by their target,
usually in retrospect to justify their inappropriate behavior towards the
target.
4. Hierarchy Rules:
The bully is most likely the higher ranking employee. It is rare for a
lower ranking employee to be able to successfully bully a higher ranking
employee.
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We can’t expect to ‘educate’ a bully. They won’t change if they don’t
want to change.
A bully’s behavior has to be changed through rewards and punishments.
Only if the bully is not rewarded for their behavior, or if they are
punished, will they stop.

1.
2.
3.

Is it possible for someone to change who doesn’t think they have a
problem?
Can bullies stop being bullies?
Will bullies change their behavior if nobody confronts them?
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Your organization should have a similar statement in their policy manual.
The leaders of the organization set the tone for civil behavior through their
professional conduct and through their leadership. All members of the
organization should create a positive environment characterized by
considerate and principled conduct.
The Golden Rule: Treat others as you would want to be treated.
Or, if you have a thick skin, treat others as you would want your spouse,
child, parent, or other loved one to be treated.

1.

Do bullies think they are following this policy? Or following the
Golden Rule?
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If you confront a bully who is your direct supervisor, they may try to deflect
the discussion of their behavior into a discussion about your work behavior
instead.
They may list every real and imagined mistake you ever made to prevent
any conversation about their behavior.
What should you do? Say that you look forward to a discussion of your
job performance at the appropriate time, but at this time you want to
discuss the immediate situation and their behavior.

1.

Has this ever happened to you?
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Consider this:
• How are prisoners punished? Solitary confinement.
• How are children punished? Sent to timeout, or to their room,
or are grounded – all to isolate the child from social contact.
• What is the ultimate punishment at the office? To be fired and
separated from everyone they know there.
To allow a group of bullies to socially ostracize a co-worker, or to be a
willing participant, is to become a bully yourself.
You can prevent mobbing by refusing to participate. You don’t have to
confront the bully about it, just say you’re really busy and can’t join them
this time.

1.
2.

Have you ever been excluded or ostracized at the office?
Have you seen this happen to anyone?
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All of the above events are company-related events – even more so if you
are a manager or a leader of the organization. Why? Ask yourself how an
excluded co-worker will feel about not being invited to any of those
events when all or most of their co-workers were invited.
It is not the job of a Director, manager, supervisor, or any other leader of
the organization to decide who is socially in or out. Everyone should be
invited and each person should decide to attend or not. It is their decision
to make – don’t be a bully and make the decision for them.
Yes, this is a high standard. But it is a standard that treats all your
colleagues equally and respectfully.

1.
2.
3.

Would you want your spouse or child to be excluded by name from a
get-together of their peers?
Would you consent to a member of your team being excluded?
Is it OK to exclude a member of your team if nobody likes them?
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Several options:
1. Don’t participate. Decline the invitation. Do not reward the bully with
your attendance at their event.
2. Confront the bully. Explain that their exclusive behavior will negatively
affect the work of the organization. Ask them to include those they have
excluded. If they refuse, tell them that in that case you cannot attend.
3. Report the situation to a higher member of the organization’s leadership
team and insist they intervene.
If you are a leader of the company, you should directly confront the bully for
the good of the organization. You should step up as a leader and prevent
bullying from occurring under your watch.
1.
2.
3.

Are you strong enough to walk away from a social gathering that you
want to attend?
Is it OK to exclude racial minorities from an event? Women? Men? Older
employees? The handicapped?
When is it OK to exclude a co-worker?
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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.
“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.”

1.
2.

Has a bully ever said a non-apology apology to you?
Was the apology satisfying? Could you move on afterward?
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A real apology starts with saying, “I’m sorry I…” followed by a short
description of the inappropriate behavior.
As a supervisor, you can educate your team about the proper method for
apologizing before an apology is needed. And be sure to model the
behavior you want to see when you need to apologize.
Asking a question at the end of the apology allows the recipient of the
apology to decide to move forward or not. The question, honestly asked, is
what allows everyone to move forward without leaving someone still
hurting from past actions.

1.
2.

Do you want an apology from someone?
Do you need to apologize to anyone?
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Your diary should include: who was doing it, the method of bullying, times,
dates, location, and witnesses.
If you are physically and mentally suffering, get professional help. The
company’s Employee Assistance Plan (EAP) can refer you to a mental health
professional.
If the bullying continues and nothing is being done to stop it, you can decide
to take it to higher management, the Human Resources department, and
any other avenue provided by your company.

Unfortunately, with 72% of all bullies being higher up in the organization,
you should be prepared to accept the fact that the situation may never be
resolved to your satisfaction.
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Don't give bullies the satisfaction of showing that you are angry or upset.
Don’t retaliate - you could easily end up being blamed instead of the bully.
Bullies are very skilled at turning the tables on their targets – they have
done this over their entire life.
Remember that being bullied is not your fault! Bullying of any kind is
wrong and unacceptable, but that doesn’t mean it doesn’t happen!

1.

What else should the target of a bully do?
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Afraid of what?
• Being harassed and bullied by the bully and their friends
• Being retaliated against later by the bully and their friends
• Being accused of being a bully
• Being socially ostracized by the bully and their friends
• Being professionally marginalized
• Being seen as siding with ‘the loser’ in a dispute
• Being in a no-win situation for them
Co-workers who participate in mobbing the target of a bully are part of the
problem and not the solution. They are bullies also – even if they would
rather not be in that situation. The friends of bullies can choose not to
participate in bullying a co-worker, or to be bullies themselves.

1. Have you ever been afraid to speak up to a bully?
2. Have you participated in mobbing the target of a bully?
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Take reports of bullying very seriously. Do not ignore them or hope they go
away. As a member of the organization, perhaps as a leader, you have to act.
It is up to all members of the organization to confront the bully and stop
bullying where we see it. We can’t wait for someone else to ‘do something’
about it. Either deal with it yourself as a leader of the organization, or report it
to a higher authority so they can handle the situation.
Of course, enlist the help of Human Resources department when appropriate
and consult with the Employee Assistance Program (EAP) to get help when
you need it.
A bully who is allowed to continue bullying is rewarded for their behavior and
is sure to continue bullying their current target and with others. They are not
going to stop bullying on their own. We all have to take responsibility for
recognizing behavior of the office bully and insisting they stop their bullying
behavior.
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Mediation in bullying situations is not appropriate due to the unequal power
distribution. Face-to-face confrontation can make the situation worse and
invite retaliation.
You may not be able to intervene directly since you will probably hear about
the bullying at a later time, but delayed interventions can be very effective
because so few people have the courage to do them. Bullies are thrown off
balance and shocked that someone dared to confront them.
If you talk with the bully, describe their behavior and tell them such behavior
is inappropriate and unacceptable at this organization. Ask them if they can
stop that behavior and allow them to provide an answer.
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The Bully-Free Workplace: Stop Jerks,, Weasels, and Snakes from killing your organization
by Gary and Ruth Namie.
Bully Free at Work: What You Can Do To Stop Workplace Bullying Now! by Valerie Cade
Stop Bullying at Work: Strategies and Tools for HR and Legal Professionals by Teresa A. Daniel

Check out the links on http://stopofficebullying.weebly.com/links.html
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