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ABSTRACT 

In the last decade, workplace bullying has attracted increased attention from 

researchers and practitioners globally, because of its serious economic and 

psychological costs. Predominantly, research has examined downwards bullying (as 

perpetrated by a manager(s) towards staff) and, more recently, horizontal bullying (one 

colleague bullying another). However, seldom do we hear the voice of managers who 

feel they have been bullied by a staff member(s), a social phenomenon referred to 

within this thesis as ‘upwards bullying’. The research program reported here explored 

the nature of upwards bullying, including, the causes, behaviours, impacts, how it was 

managed, and potential prevention and management strategies. A mixed methodology 

approach consisting of two sequential studies was used. The first study, an exploratory 

semi-structured interview study, gathered qualitative data that informed the second 

study, a quantitative study that used a questionnaire to examine the extent and 

characteristics of the phenomenon.  

In the first study 24 managers (12 males; 12 females) from public and private 

organisations discussed either the general work environment and/or a specific 

experience of upwards bullying. Results indicated that potential causes of upwards 

bullying included specific aspects of managers’ current work environment, and  

organisational change.  Interestingly, disruptive or inappropriate behaviour by staff 

towards managers can be both covert and overt. The use of the grievance system in 

particular, was perceived by managers as playing a role in the bullying process. Overall, 

findings suggest that reluctance by organisations, Human Relations/Resource 

Departments, senior managers and the managers themselves (targets) to address 

inappropriate behaviours by staff members leads to a lack of support. Conversely, the 

provision of support, when sought or offered, assists managers to address the situation 

and decrease the personal and work impacts. Finally, the strategies of training, policy 

development, enhancing relationships between staff and management, as well as 

provision of support were suggested as interventions for the prevention and 

management of upwards bullying.  

The questionnaire study was developed from the findings of the qualitative study 

and an extensive review of the workplace bullying and related literature. A total of 138 

managers (93 Male; 45 Female) completed the questionnaire with 22% of respondents 

self-identifying as having experienced upwards bullying. A factor analysis of managers’ 

perceptions of why upwards bullying occurs found that managers who self-identified as 

having experienced upwards bullying identified environmental factors as a contributor 
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to the bullying process. Conversely, managers who self-identified as not upwards 

bullied attributed the cause of upwards bullying to various personal or individual factors 

of the managers who had become targets. Results from a logistical regression analysis 

suggested that working in a regional area does not increase a manager’s chances of 

being upwards bullied, but being a female manager does.  

Using an inventory of negative behaviours, a cluster analysis was conducted and 

identified three groups: ‘Not Bullied’, ‘Infrequently Bullied’ and ‘Bullied’. The groups 

were labelled according to their experience of the negative behaviours. Analysis of 

Variance results indicated that the experience of upwards bullying impacts upon 

managers’ job satisfaction, intention to leave and organisational identification, 

compared with other groups. Results from a one-way between-groups multivariate 

analysis of variance suggest that managers who self-identified as having experienced 

upwards bullying feel less supported by their manager and colleagues than those who 

have not had an experience of upwards bullying.   

Overall, the research program indicates that upwards bullying is a disturbing 

social phenomenon that is unrecognised in many organisations. Upwards bullying may 

have substantial costs to organisations financially, as well as negative health impacts on 

the manager and functioning of the workgroup. Importantly, it needs to be made clear to 

both managers and staff that, just as bullying behaviours are unacceptable when 

perpetuated by a manager or colleague, these behaviours are also unacceptable when 

carried out by a staff member(s) and directed towards a manager. Organisations need to 

initiate policies and intervention strategies to prevent incidences of upwards bullying 

and to assist managers who are targeted. Additional research into upwards bullying as a 

form of workplace bullying and the efficacy of preventive organisational interventions 

to address upwards bullying is required. 
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CHAPTER ONE 

INTRODUCTION 

Overview  

To survive in the current economic climate, organisations have been forced to adapt 

and change. As a result, the complexity of the workplace has increased, bringing 

additional sources of stress for workers and managers (Cartwright, 2000; Fulcheri, 

Barzega, Maina, Novara & Ravizza, 1995; Hoel, Cooper & Faragher, 2001). For instance, 

organisational restructures and downsizing have resulted in greater pressures, such as 

increased pace and workload for those who remain (Hoel, Sparks & Cooper, 2002). 

Moreover, research has indicated that as a direct consequence of the amount of stress, 

psychological and physical illness has increased among employees, with concomitant 

costs to the individual, their family, and the organisation (Fulcheri et al., 1995). Within 

this organisational context, with its high levels of stress and greater pressure to perform, 

workplace bullying is likely to occur at all levels (Davenport, Distler-Schwartz & Pursell-

Elliott, 1999). It has been suggested that even managers may increasingly be the targets of 

workplace bullying from their staff (Hoel et al., 2001), a practice referred to as ‘upwards 

bullying’ in this thesis. 

Despite significant research attention into workplace bullying relatively little is 

known about the nature of upwards bullying. Indeed, the focus of workplace bullying 

research has mostly been on downwards bullying (bullying conducted by managers 

towards their staff) and more recently, on horizontal bullying, which entails bullying from 

one colleague to another (Lewis & Sheehan, 2003). Thus, one part of the puzzle is 

particularly unclear; an understanding of the nature of upwards bullying, or managers 

being bullied by their staff. If we are to fully understand workplace bullying, it is argued 

here that all types of workplace bullying, including upwards bullying, requires our 

attention. This thesis seeks to explore this part of the puzzle.  

The Research Problem 

 Despite limited use of the term upwards bullying (Lewis & Sheehan, 2003; 

McCarthy, Henderson, Sheehan & Barker, 2002; Rayner & Cooper, 2003), there does 

appear to be general agreement in the literature that managers can indeed be targets of 

workplace bullying by their staff (Zapf, Einarsen, Hoel & Vartia, 2003). Nevertheless, 

this area of research is under-explored. Cases of upwards bullying have been reported 

rarely in the literature (Rayner & Cooper, 2003), and generally are presented as single 
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cases or anecdotally (refer to Braverman, 1999, for a case of upwards bullying). Despite 

this, prevalence data from surveys into workplace bullying indicates that upwards 

bullying is experienced by between 2% and 27% of the workforce, with a mean of 11% 

(percentages obtained from a review of perpetrators of workplace bullying by Zapf et al., 

2003, p. 116). Further, in a study of bullying within managerial ranks, Salin (2001) found 

one-sixth of managers who identified as targets of workplace bullying had been bullied 

by a staff member. Such results indicate that the imbalance necessary for workplace 

bullying to occur is created via means other than formal position (Salin, 2001). Salin 

(2001) concluded that research into “how superiors can be put into a position in which 

they cannot defend themselves and how bullying alters power relations” (p. 435) is 

required.  

The current work environment is very relevant to such an investigation and a range 

of factors may account for managers’ vulnerability to workplace bullying from staff (Hoel 

et al., 2001). For instance, managers now often have to fulfil roles previously performed 

by specialised sections in the organisation, such as the Human Relations/Resource 

Department (Hoel et al., 2001). The additional responsibility could result in role overload, 

leading to increased vulnerability to stress and bullying. At the same time, leaner 

organisations (Sheehan, 1996) may result in more competition for managerial positions as 

they become increasingly scarce (Hoel et al., 2001). Such competition may further 

increase the bullying of managers. In fact, Salin (2003b) found in her study of 377 

business professionals that internal competition acts as an incentive for employees to 

bully others. In addition, competition and the increased pressure to deliver results may 

give rise to managerial practices that are more authoritarian, increasing the chance of 

others construing the behaviour of managers as workplace bullying (Hoel & Cooper, 

2001). Alternatively, staff may bully their managers (i.e. bully upwards) as a way of 

dissenting against organisational changes which staff believe are caused by the manager 

(Davenport et al., 1999).  

However, results that indicate the occurrence of upwards bullying have been 

overshadowed by findings that consistently confirm that people in supervisory or 

managerial positions and, to a lesser extent colleagues, are the primary perpetrators of 

workplace bullying (Zapf et al., 2003). While it is legitimate that the research agenda has 

focused on managers as the perpetrators of workplace bullying, due to staff being found 

to be the primary targets of workplace bullying (Zapf et al., 2003), I argue it is vital to 

explore workplace bullying from all perspectives. Without an exploration of all forms of 

bullying in the workplace, including upwards bullying, understanding of the interpersonal 
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and organisational processes that are involved in workplace bullying will be relatively 

limited.  

In addition, exploring upwards bullying is vital not only in terms of understanding 

workplace bullying but also because of the crucial role managers perform in 

organisations. If managers are not functioning effectively due to the negative 

ramifications workplace bullying can have (for reviews of the health impacts of 

workplace bullying see Einarsen, 2000; Einarsen & Mikkelsen, 2003), then it is possible 

that the impacts of upwards bullying will not be confined to the manager alone. In 

summary, despite research findings indicating the occurrence and prevalence of upwards 

bullying (e.g., Hoel et al., 2001; Salin, 2001), a comprehensive exploration of the nature 

and severity of upwards bullying, that is, the causes, behaviours and impacts, is lacking 

within the literature.  

This research program seeks to overcome this deficiency in the workplace bullying 

literature by exploring the phenomenon of upwards bullying in depth. The aim of the 

research program, then, is to explore the question, What is the nature of upwards 

bullying?, by investigating the perceived causes, behaviours and impacts of upwards 

bullying. Furthermore, the actions taken by targets, their organisations and others 

(including family members) will also be examined, as will potential strategies for 

preventing and managing upwards bullying. 

In order to explore the nature of upwards bullying, issues in relation to workplace 

bullying in general need to be addressed, for instance, the problem of defining workplace 

bullying. Hence, the remainder of this chapter will focus on defining the characteristics of 

workplace bullying that distinguish it from other antisocial behaviours. The following 

chapters will review the workplace bullying (Chapter Two), power and dependency 

literature as well as introduce social identity theory (Chapter Three); prior to integrating 

these two chapters to form a conceptualisation of upwards bullying in Chapter Four. The 

research methodology used throughout the research program will be presented in Chapter 

Five. Within Chapters Six and Seven, the design and findings from Study One will be 

presented. Chapters Eight and Nine will present the design and results from Study Two. 

The results from the two studies will be integrated and discussed within Chapter Ten, 

along with contributions of the research program to theory and practice and 

recommendations for future research.  
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Defining Workplace Bullying  

In spite of the increased research focus on workplace bullying, considerable 

confusion exists as to what workplace bullying is and how it differs from, or is similar to, 

other forms of counter-productive behaviours in the workplace. Workplace bullying has 

been defined in the research and practice literature in various ways, and is characterised 

by a number of common factors. Recently, the Workplace Bullying Taskforce 

(Queensland Department of Industrial Relations, 2002) defined workplace bullying1 as:  

repeated behaviour, other than behaviour that is sexual harassment, that is 
directed at an individual worker or group of workers; and is offensive, 
intimidating, humiliating or threatening; and is unwelcome and unsolicited; and a 
reasonable person would consider to be offensive, intimidating, humiliating or 
threatening for the individual worker or group of workers. (p. 28) 
 

Einarsen, Hoel, Zapf and Cooper (2003) also provide a comprehensive definition of 

workplace bullying: 

Bullying at work means harassing, offending, socially excluding someone or 
negatively affecting someone’s work tasks. In order for the label bullying (or 
mobbing) to be applied to a particular activity, interaction or process it has to 
occur repeatedly and regularly (e.g. weekly) and over a period of time (e.g. about 
six months). Bullying is an escalating process in the course of which the person 
confronted ends up in an inferior position and becomes the target of systematic 
negative social acts. A conflict cannot be called bullying if the incident is an 
isolated event or if two parties of approximately equal ‘strength’ are in conflict. 
(p. 15) 
 

Generally, agreement exists about the inclusion of and importance placed on 

several characteristics within the definition of workplace bullying. First, workplace 

bullying behaviours are often defined as inappropriate or unreasonable behaviours 

(Einarsen & Raknes, 1997; Gorman, 1999; Hoel & Cooper, 2001; McCarthy, 1996; 

McCarthy, Sheehan & Kearns, 1995). Examples of such behaviours include ridiculing 

people, keeping a constant eye on another’s work, questioning another’s professional 

ability, spreading damaging rumours, and explosive outbursts and threats (Bassman, 

1992; Rayner & Hoel, 1997; Zapf & Einarsen, 2001).  

Second, definitions of workplace bullying emphasise that inappropriate behaviours 

occur persistently or regularly over a period of time (Einarsen, 2000; Einarsen et al., 

2003; Einarsen & Mikkelsen, 2003; Hoel, 1997; Smith, 1997). According to Hoel and 

Cooper (2001), “the long-term nature of the phenomenon is one of the most salient 

features of the problem” (p. 4). In fact it is the regular occurrence of the perpetrator’s 

                                                
1 The taskforce resolved to use the term “harassment” instead of “workplace bullying”, acknowledging that the 
term harassment is more widely recognised within organisations, and that its use would more easily enable raising 
awareness of the phenomenon within the workplace. 
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actions that places bullying behaviours apart from one-off actions like a violent assault 

(Rylance, 2001b). Interestingly, some researchers have explained workplace bullying as a 

form of conflict escalation in which the intensity of the attacks increases, with 

increasingly negative effects on the target (Einarsen & Skogstad, 1996; Leymann & 

Gustafsson, 1996). Indeed, within Scandinavia (the source of considerable research in the 

bullying area), the definition of workplace bullying is “based on a process of escalating 

conflict” (Rayner, Hoel & Cooper, 2002, p. 13). An important variation of the concept of 

persistent and possibly escalating behaviour is the notion of ongoing threat. As Zapf 

(2004) stated in his keynote address to the Fourth International Conference on Bullying 

and Harassment in the Workplace, situations may occur in which a single event induces 

an ongoing threat to the target, and therefore could also be defined as workplace bullying. 

For example, a verbal attack on someone may induce a long-lasting fear that it could re-

occur. Rigby’s (2001) research into schoolyard bullying supports Zapf’s assertion by 

stating that “a one-off act of bullying is certainly possible and the threat of its recurrence 

can stay with some children for a long time” (p. 53).  

Third, the existence of a power imbalance between the two parties (Keashly & 

Jagatic, 2003) is often regarded as an essential definitional component. Thus, when the 

two parties have an equal balance of power then the conflict would not be considered 

workplace bullying (Hoel & Cooper, 2001; Rayner et al., 2002). Often the perception of a 

‘power imbalance’ is the disparity in formal power experienced between staff and their 

manager. However, power can also be derived from informal sources, such as contacts 

with influential people, an individual’s standing in the organisation, and knowledge of the 

other person’s vulnerabilities that can be exploited (Hoel & Cooper, 2001; Rayner et al., 

2002).  

Commonly, dependency on the part of the target is cited as a prime reason for a 

power imbalance developing, and for a target of workplace bullying to be unable to 

defend themselves. The target’s powerlessness to defend themselves could be due to the 

formal and/or informal power structures in which he/she operates, or could be the result 

of the perpetrator’s continuing inappropriate behaviours (Einarsen, 2000). Essentially, it 

is the power imbalance between the two parties that makes it difficult for targets of 

workplace bullying to defend themselves and is therefore an essential characteristic of the 

definition of workplace bullying (Einarsen, 2000).  

In addition, there has been considerable discussion of a number of other elements 

that could be considered salient to the definition of workplace bullying. Commonly, most 

definitions of workplace bullying focus on the perceptions of the target (Mayhew et al., 
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2004) and not on the intentions of the perpetrator (Sheehan, Barker & McCarthy, 2004). 

Importantly, the intention of the perpetrator, as a definitional aspect of workplace 

bullying, remains unclear (Keashly, 2001; Zapf & Einarsen, 2005). However, the 

intention of the perpetrator is important when interventions for addressing workplace 

bullying are being considered (Rayner, Hoel & Cooper, 2002).  

Often, definitions allude to the inappropriate behaviour having specific negative 

consequences for the recipient (Randall, 1992), although this element is not considered a 

necessary condition to a definition of workplace bullying (Einarsen, 2000). Furthermore, 

most definitions of workplace bullying vary in the degree of importance they place on the 

contextual features of the environment (Keashly & Jagatic, 2003). Thus, the important 

defining characteristics of workplace bullying appear to be the persistent use of 

inappropriate behaviours (be it regular use of these behaviours, or an ongoing threat as a 

result of a single event), and the inability of the target to defend themselves due to a 

power imbalance (Einarsen, 2000).  

Taking into account the central definitional elements of workplace bullying, the 

following definition has been derived and will be used within the current thesis:  

Workplace bullying is persistent abusive behaviour (which may include 
harassment, physical and psychosocial abuse and an ongoing threat resulting from 
a single event) by either one or a group of people, directed at an individual or 
group of people who find it difficult to defend themselves due to a power 
imbalance between the perpetrator and the target. 
 

Since the above definition incorporates the central elements of workplace bullying 

definitions it can also be applied to upwards bullying, in which managers are bullied by 

staff. Einarsen (2000) suggests that, in the case of a manager bullying a staff member, the 

power imbalance between the two in itself makes it difficult for the staff member to 

defend themselves. However, it is argued in this thesis that while the manager has 

positional power, a number of group and psychological processes can impact the 

traditional power relationships within organisations.  

Differentiating Workplace Bullying from Alternative Terms 

Confusion about the definition of workplace bullying has been exacerbated by the 

variety of terms used to describe the phenomenon. A review of the literature suggests that 

a range of terms have been used in reference to negative social behaviour at work, 

including mobbing, workplace bullying, workplace aggression, workplace incivility, 

workplace harassment, workplace deviance, social undermining, emotional abuse, 

abusive supervision, and antisocial behaviour (Zapf, 2004). The term workplace bullying 
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has been described as an umbrella term, as it can incorporate harassing, intimidating, and 

aggressive or violent behaviours (Fox & Stallworth, 2004; Hadikin & O'Driscoll, 2000). 

Similarly, in a review of the research into workplace bullying, Einarsen (2000) used the 

terms bullying, harassment and victimisation synonymously with mobbing. In 

Scandinavia, the term ‘mobbing’ was introduced by the late Heinz Leymann (1990), who 

referred to mobbing as a psychological phenomenon where repeated incidents, that are 

often minor, result in significant negative impacts for the target. As a result, the term 

mobbing is commonly used within Scandinavian countries in place of workplace bullying 

(Einarsen, 2000; Rylance, 2001a). In the United States researchers often encompass 

bullying behaviours in the term ‘emotional abuse’ (Keashly, 1998, 2001), which is often 

characterised as a persistent and enduring form of ‘workplace aggression’ (Baron & 

Neuman, 1996, 1998). Researchers within Australia and Great Britain (namely, Hoel & 

Cooper, 2001; Rayner & Cooper, 2003; Sheehan et al., 2004) tend to use the term 

‘workplace bullying’, which is used throughout this thesis. 

Indeed, given the range of terms used to describe workplace bullying, McCarthy 

and Mayhew (2004) suggest that ’bullying at work’ has become “a new signifier of 

distress that has acted as a solar collector of resentments” (p. xv).  Zapf (2004) however, 

warns against labelling all negative social behaviour at work as workplace bullying. 

Following Zapf (2004), I argue that although workplace bullying is closely related to the 

concepts of antisocial behaviour, workplace harassment, workplace violence, workplace 

aggression, and incivility, it can be differentiated from these counter-productive 

behaviours. An integrative model developed by Andersson and Pearson (1999) on 

antisocial behaviour and the relationships between workplace violence, aggression and 

incivility (see Figure 1) will be drawn upon throughout the following section to explain 

the similarities and differences between workplace bullying and other related concepts 

(also see Figure 2). 

Antisocial Behaviours 

Workplace bullying has been linked to the concept of antisocial behaviour, a broad 

term which includes behaviours that result in harm, or incidents where harm was intended 

to either an individual, or group of targets, or the organisation (Giacalone & Greenberg, 

1997). Included as forms of antisocial behaviour in the literature are workplace violence, 

workplace aggression, employee aggression, organisation-motivated aggression, 

dysfunctional workplace behaviour, workplace victimisation, and workplace incivility 

(Sinclair, Martin & Croll, 2002). According to O’Leary-Kelly and Newman (2003), 



  
  

 
An Exploration of Upwards Bullying   

Chapter One:  Introduction                                                                                                                                              Page    8   

antisocial behaviour encompasses overt physical and verbal aggression and violence, as 

well as more subtle behaviours, such as social undermining. Any behaviour which has the 

potential to result in either physical, emotional, psychological or economic harm can 

therefore be seen as antisocial behaviour (Aquino & Douglas, 2003). 

 

 

 
Figure 1.  Incivility and other forms of antisocial behaviours in organisations.  
Source: Anderson and Pearson (1999, p. 456) 

 
 

In an important integrative theoretical review of incivility, Andersson and Pearson 

(1999) presented a model of antisocial behaviour and the relationships between 

workplace violence, aggression and incivility (see Figure 1). As the figure illustrates, 

Andersson and Pearson (1999) included deviant behaviour as a form of antisocial 

behaviour. I would suggest that deviant behaviour is also a broad term which, because of 

the ambiguity of the behaviour, is not directly related to workplace bullying. However, 

deviancy could increase a person’s vulnerability to workplace bullying due to variance 

from the accepted values or behaviours of the particular workplace. In other words a 

person who exhibits deviancy may be seen as an outsider and potential target (Einarsen et 

al., 2003).  

According to Andersson and Pearson (1999), workplace aggression can occur either 

in the form of workplace violence (high end aggression) or incivility (low end 

aggression). Interestingly, they did not include workplace bullying in their model 

(Andersson & Pearson, 1999). Workplace bullying, however, can also be seen as a form 
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of antisocial behaviour because it can result in physical, emotional, psychological or 

economic harm to the target and the organisation (Aquino & Douglas, 2003; Einarsen, 

2000; Giacalone & Greenberg, 1997). Therefore, workplace bullying can be 

conceptualised as a specific form of antisocial behaviour that can encompass overt 

behaviours, such as harassment, workplace aggression and violence, as well as subtle 

behaviours like incivility. Each of these behaviours will be discussed in more depth in the 

following sections.  

Workplace Harassment.  Workplace harassment is a term that can be considered a 

form of antisocial behaviour, although Andersson and Pearson (1999) did not include it in 

their model of antisocial behaviours. Harassment “can be verbal, physical or sexual and it 

can have a racial or disability overlay, that is the physically or mentally disabled or those 

of minority races (compared to the dominant culture) are targeted more than others” 

(Gilmour & Hamlin, 2003, p. 81). Therefore, harassment can encompass behaviours that 

repeatedly and persistently frighten and intimidate the target (Einarsen & Raknes, 1997). 

Workplace harassment behaviours range from physical violence to verbal abuse, insults, 

ridicule, withholding information and social exclusion (Einarsen & Raknes, 1997). One 

example of harassment behaviours that has attracted considerable research over the past 

25 years is sexual harassment: “sexual harassment encompasses unwanted sexual 

advances, requests for sexual favours, and other verbal or physical conduct of a sexual 

nature” (Richman et al., 1999, p. 89). In this case, the form of workplace harassment 

focuses on sexual factors. While harassment and workplace bullying behaviours may 

appear similar, harassment is related to a characteristic of the target as the main focus of 

the harassment. For instance, racial harassment would center on the target’s race. While 

this distinction between harassment and workplace bullying seems reasonable, the areas 

can be somewhat blurred with a number of researchers having indicated that harassment 

can be considered a form of workplace violence or workplace bullying.   

For instance, Barron (1998) considers sexual harassment as a particular form of 

workplace violence. Similarly, in Scandinavia, sexual harassment is seen to be a specific 

form of workplace bullying (Einarsen, 2000) in which sexuality is the focus of the 

bullying behaviour (Bjorkqvist, Osterman & Hjelt-Back, 1994). Thus, although similar to 

general harassment in terms of behaviour, workplace bullying does not tend to focus on 

an intrinsic attribute or identifiable characteristic of the target, as is the case with sexual 

harassment and other forms of harassment. This is in part recognised in the suggestion 

that organisations have separate but related workplace bullying and harassment policies 

(Richards & Daley, 2003). As a result, I would suggest that general harassment, and not 
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sexual or racial harassment, may be subsumed under the concept of workplace bullying 

(Hadikin & O'Driscoll, 2000).  

Workplace Aggression and Violence.  Andersson and Pearson (1999) refer to 

workplace aggression as any “injurious or destructive behaviour, in violation of social 

norms” (p. 455). Workplace violence is often seen as a high-intensity form of workplace 

aggression (Andersson & Pearson, 1999; Baron & Neuman, 1996). The United Nations’ 

International Labour Organisation’s (2003) Code of Practice on Workplace Violence in 

Services Sectors and Measures to Combat this Phenomenon, defines workplace violence 

as: “any action, incident, or behaviour that departs from reasonable conduct in which a 

person is assaulted, threatened, harmed, injured in the course of, or as a direct result of, 

his or her work” (p. 4). Therefore, workplace aggression can be seen as behaviours that 

include vandalism, sabotage, harassment, and physical abuse (Andersson & Pearson, 

1999), while workplace violence tends to comprise more severe forms of assault, 

including homicide (Hegney, Plank & Parker, 2003). Alternative terms for workplace 

violence have included bullying, horizontal violence, aggression, and harassment 

(Hegney et al., 2003). However, not all forms of aggression are considered as harassment 

or workplace bullying.  

While aggression and violence can be one off events and are often physical, “it is 

the perception of targets of workplace bullying that they have experienced repeated 

diverse negative acts and circumstances [or a constant threat] that differentiates” 

workplace bullying from physical violence (Mayhew et al., 2004, p. 120). Therefore, 

workplace aggression and violence can be a single incident although it can also be 

ongoing and persistent (Barron, 1998). Importantly, in order for aggression or violence to 

be considered harassment or workplace bullying the behaviours need to be repeated or 

produce an ongoing threat and the target needs to be defenceless in some way 

(Kaukianinen et al., 2001). Thus, aggressive and violent behaviours can fulfil the 

definition of workplace bullying if the behaviours were repeated, or induced an on-going 

threat, and the target found it difficult to defend themselves (Einarsen, 2000). 

Incivility.  In their paper that discussed uncivil behaviour, Andersson and Pearson 

(1999) defined incivility as “characteristically rude and discourteous” behaviours that 

display “a lack of regard for others” (Andersson & Pearson, 1999, p. 457). Unlike 

workplace aggression and violence which are more overt, incivility refers to “milder 

forms of psychological mistreatment in which intentionality is less apparent” (Cortina, 

Magley, Hunter-Williams & Day-Langhout, 2001, p. 64). Andersson and Pearson (1999) 

suggest that individuals may behave uncivilly “as a reflection of intent to harm the target, 
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or one may behave uncivilly without intent (e.g., ignorance or oversight)” (p. 456). In 

addition “the instigator may intend to harm the target, yet he or she may not even be 

conscious of such intent” (Andersson & Pearson, 1999, p. 456). Thus, for incivility, the 

intention of the perpetrator is often ambiguous. In comparison, the intention of the 

perpetrator, as a definitional aspect of workplace bullying, remains unclear (Keashly, 

2001). Due to the ambiguity of the perpetrator’s intention, Andersson and Pearson (1999) 

viewed uncivil behaviour as a form of employee deviance (a subset of antisocial 

behaviour). However, if the uncivil behaviours are intentional they can also fall within the 

definition of workplace aggression (Andersson & Pearson, 1999; Cortina et al., 2001). 

Therefore, uncivil behaviour can be conceptualised as a form of aggression (although not 

as intense) and also a form of deviant behaviour (refer to Figure 1) (Andersson & 

Pearson, 1999).   

In a study into students’ uncivil behaviours towards faculty, Luparell (2004) found 

that the behaviours described as uncivil ranged along a continuum of severity. The 

behaviours included disrespectful retorts, arguing with faculty with respect to grading and 

teaching techniques, nonverbal gestures which were aggressive or hostile in nature, and 

angry and aggressive confrontations (both verbal and non-verbal) using intimidation and 

threats to the personal safety of the faculty member, or their significant others. While it 

was not clear as to how regular the behaviours occurred, the actions described in 

Luparell’s (2004) study appear similar to workplace bullying behaviours (Einarsen, 2000; 

Einarsen et al., 2003). The effects of uncivil behaviour on faculty were similar in some 

cases to those of workplace bullying, in that faculty experienced physical and 

psychological impacts. Some of the faculty even voiced concern “that their job security, 

reputations, or physical possessions would be damaged by the encounter as well” 

(Luparell, 2004, p. 63), suggesting an inability to defend themselves. Therefore, there 

appear to be strong links between uncivil behaviours and workplace bullying. 

Within their conceptualisation of incivility, Andersson and Pearson (1999) noted 

that incivility can occur in an upwards spiral, with both parties sometimes including the 

target, behaving inappropriately. Often this spiral ends with coercive, and sometimes 

violent behaviour, on the part of the perpetrator. This spiral from uncivil towards more 

violent behaviour indicates the perpetrator’s persistence, as well as the escalation of the 

intensity of behaviour, similar to the escalating process of workplace bullying. Similarly, 

uncivil behaviour may induce the feeling of an ongoing threat which could also fulfil the 

definition of workplace bullying (Zapf, 2004). Thus, I argue that incivility when it begins 

to spiral overlaps with the construct of workplace bullying.  
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This analysis of definitions of workplace bullying and other counter-productive 

behaviours led to a reconceptualisation of Andersson and Pearson’s (1999) model of 

antisocial behaviours (refer to Figure 2). Workplace bullying has been added to the model 

as a subset of antisocial and deviant behaviour that encompasses some low intensity 

behaviours termed incivility, to higher intensity aggressive behaviours that may result in 

physical violence. By placing workplace bullying across these behaviours, the similarities 

of workplace bullying to these behaviours is recognised. In addition, it is also 

acknowledged that, in order for the behaviours to be defined as workplace bullying, they 

need to occur persistently over a period of time or have an element of on-going threat. 

Thus, some forms of incivility, workplace aggression and violence lie outside the realm 

of workplace bullying, as can be seen in Figure 2. Furthermore, general harassment (as 

shown in Figure 2) has been included within the workplace bullying area as it could be 

seen as a form of workplace bullying. In summary, workplace bullying is a form of 

antisocial behaviour, which can include low level behaviours, similar to incivility, that 

can escalate into higher levels of aggression and even violence. 

 

 

Figure 2.  Model of workplace bullying in the context of antisocial behaviours. 
Adaptation of Andersson and Pearson’s model of antisocial behaviours (1999, p. 456)  
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Structure of Thesis 

The following chapter will continue to review the literature on workplace bullying, 

by elaborating further on the behaviours, the impacts of workplace bullying, and finally 

reviewing the measures taken to prevent or manage workplace bullying. This will be 

followed by a review of the concepts of power and dependency as well as social identify 

theory and how they relate to workplace bullying in the third chapter. Chapter Four will 

outline a conceptualisation of upwards bullying and propose a number of propositions 

that will be explored in the research program. Within Chapter Five the research 

methodology used throughout the research program will be presented. Chapters Six and 

Seven, will outline the design and findings from Study One, while Chapters Eight and 

Nine will present the design and results from Study Two. Finally, the results from both 

studies will be integrated and discussed within Chapter Ten.  

Overview of Key Terms 

Throughout this thesis the term ‘staff member’ will be used in favour of the 

alternative label of subordinates, which could be considered a derogatory term. 

Furthermore, the term ‘target’ will be used in preference to ‘victim’, which is seen as a 

label that can add to the target’s feeling of helplessness (Magley, Hulin, Fitzgerald, & 

DeNardo, 1999). The term ‘manager’ and ‘their’ will be used to describe any person or 

persons in a supervisory or managerial role within an organisation. 
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CHAPTER TWO 

WORKPLACE BULLYING—LITERATURE REVIEW 

From Schoolyard to Workplace 

Research into workplace bullying has largely grown out of Scandinavian 

investigations into schoolyard bullying (McCarthy & Mayhew, 2004), which began in the 

late 1970s (Smith & Brain, 2000). Since then, research into schoolyard bullying has spread 

internationally to countries including the United Kingdom, a range of European countries, 

Australia, and New Zealand, with research into workplace bullying following (Smith & 

Brain, 2000). The similarities between schoolyard and workplace bullying extend into the 

research findings for these two phenomena. For instance, links have been made between the 

experience of schoolyard bullying and workplace bullying. A study of 5,288 adults in Great 

Britain found a significant relationship between the experience of being a target of 

schoolyard bullying and the likelihood of being a target of workplace bullying (Smith, 

Singer, Hoel & Cooper, 2003). More specifically, individuals who were both a perpetrator 

and a target of schoolyard bullying were most at risk of experiencing workplace bullying, 

followed by those who were only targets of schoolyard bullying (Smith et al., 2003).  

Moreover, similar results regarding the nature of bullying in school and at work have 

also been found. Despite the general perception that schoolyard bullying consists mainly of 

male aggression or physical control, research would suggest otherwise (Rigby, 2001). 

Results from surveys of over 38,000 children in Australia found that similar numbers of 

boys and girls experienced bullying. Furthermore, verbal abuse and harassment were the 

most common forms of schoolyard bullying, followed by exclusion and social manipulation 

(Rigby, 2001). Comparable results in relation to the type of bullying behaviour have also 

been found in workplace bullying research (Bjorkqvist et al., 1994; Einarsen et al., 2003; 

O'Moore, Seigne, McGuire & Smith, 1998; Zapf, Knorz & Kulla, 1996). 

The predominant use of verbal abuse is one of many parallels between workplace 

bullying and schoolyard bullying (Rigby, 2001). However, Rigby (2001) states that the 

formal power of the bully is one difference that exists between schoolyard and workplace 

bullying. “Children are bullied for the most part by peers who have no formal 

organizational power over them, whereas adults are at least as likely to be bullied by 

managers and supervisors as by others who are lacking such authority” (Rigby, 2001, p. 5).   

Another area of research related to workplace bullying is sexual harassment. Indeed, 

the majority of research in the past 25 years has focused on sexual harassment, with 

research on other forms of counter-productive behaviour in the workplace often following 

(Einarsen, 2000). Brodsky (1976), however, conceptualised sexual harassment as one mode 
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of harassment, while identifying four other forms of harassment processes: name calling, 

scapegoating, physical abuse, and work pressure. This approach was the forerunner of 

research, mostly from Scandinavian countries, on the topic of ‘mobbing’, which includes 

“all situations where a worker, supervisor, or manager is systematically and repeatedly 

mistreated and victimized by fellow workers, subordinates, or superiors” (Einarsen, 2000, p. 

380). ‘Mobbing’ is a Scandinavian term which is widely accepted as another term for 

workplace bullying, as outlined in Chapter One. This chapter will further explore how 

workplace bullying is researched, the behaviours identified in the literature as being 

involved, the impact of workplace bullying and finally, the measures taken to prevent or 

manage workplace bullying. 

How Workplace Bullying is Researched  

Research within Australia on workplace bullying has not been as extensive as that 

conducted in Scandinavia and the United Kingdom (McCarthy & Rylance, 2001). Despite a 

slow start, however, research into workplace bullying in Australia is now beginning to 

develop momentum. Initially, workplace bullying was recognised as a “single ‘objective’ 

entity with mono-causal factors and mono-dimensional characteristics” (McCarthy & 

Rylance, 2001, p. xi).  This has now changed, with general agreement that bullying is multi-

dimensional with many influencing characteristics which change according to context. 

However, researching workplace bullying has been hampered by a lack of “appropriate 

measurement techniques” and differences in definition (Cowie, Naylor, Rivers, Smith & 

Pereira, 2002, p. 33). For instance, as outlined earlier, while researchers agree that the 

behaviours should be ongoing or have an enduring threat, there is disagreement as to how 

persistent the behaviours must be (that is, how regularly and for how long they need to 

occur in order to constitute workplace bullying) (Cowie et al., 2002). Prescriptive 

definitions of workplace bullying call for bullying behaviours to occur at least once a week 

for 6 months (Leymann, 1990; Salin, 2003a), while others refer to bullying which has 

occurred less often and for shorter duration (Zapf & Einarsen, 2001). It appears that 

researchers overcome this difference by reporting bullying that occurred both frequently 

(i.e. weekly) and less regularly (i.e., now and then) (see  Coyne, Smith-Lee Chong, Seigne 

& Randall, 2003; Salin, 2001, for examples in which both frequencies are reported).   

From a methodological perspective, workplace bullying has been researched mostly 

through self-report questionnaire-based or quantitative studies (Cowie et al., 2002). Studies 

within the mid- to late nineties tended to use this approach to quantify the prevalence and 

experience of workplace bullying for large populations of workers (e.g., Einarsen & 

Skogstad, 1996; Leymann, 1996; Rayner, 1997). Within these studies, two approaches were 
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used to identify targets of workplace bullying. Researchers either provided respondents with 

an inventory of negative behaviours, asking them if they had experienced these behaviours, 

or a definition of workplace bullying, asking respondents to self-identify if they have been 

bullied (Hoel, Faragher & Cooper, 2004). Often the inventory approach is considered more 

reliable or objective as respondents are reporting their experience of negative behaviours 

rather than making a judgement on whether they have been bullied (Salin, 2001). As a 

result, it is considered that the definitional approach may be under-estimating the 

prevalence of workplace bullying, with the prevalence rate reported by self-identified 

targets often lower than for the inventory approach (Salin, 2001). “The definitional core of 

bullying at work rests on the subjective perception made by the [target] that these repeated 

acts are hostile, humiliating and intimidating and that they are directed at himself/herself” 

(Niedl cited in Einarsen, 2000, p. 398). As such, individuals who have experienced 

workplace bullying behaviours may not self-identify as targets due to behaviours becoming 

‘normalised’ as part of the workplace (Archer, 1999; Hadikin & O'Driscoll, 2000; Rayner, 

1997, 1999). Alternatively, the inventory approach does not recognise those who self-

identify as targets (Salin, 2001) and as a result fails to incorporate the perception of the 

target on the basic question of whether they have been bullied or not. Furthermore, the 

inventory approach may not capture all behaviours experienced by targets and does not 

recognise that some behaviours may be experienced as more severe than others (Salin, 

2001).  

In a cross-sectional study of 377 business professionals who were members of a 

nationwide professional organisation, Salin (2001) compared the two methods of 

identifying workplace bullying. As had been reported in previous research, she found that 

the inventory approach resulted in a higher prevalence rate (24.1%) than the definitional 

approach (8.8%) (Salin, 2001). However, those who did self report also reported on average 

higher incidence rates for the negative acts (Salin, 2001). Salin (2001) concluded that using 

both approaches allow researchers to develop an understanding of the perceptions of those 

self-identified as bullied and those who had been exposed to negative acts but do not 

consider themselves targets (Salin, 2001). 

Recently, there has been a call for more qualitative studies that examine the processes 

involved in workplace bullying (Rayner, 1999; Salin, 2003b). Rayner and Cooper (2003) 

suggest that such studies allow the voice of targets to be heard. Indeed, Cowie et al. (2002) 

propose the use of mixed methods research (i.e., both quantitative and qualitative research 

methods) to provide researchers with better understanding of the phenomenon of workplace 

bullying. However, within most of these studies, quantitative and qualitative, the voices of 

managers who feel they have been bullied by a staff member(s) have rarely been heard. 
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Lewis and Sheehan (2003) argue that it is important for us to investigate the phenomenon of 

upwards bullying. Indeed, such an exploration may expand our conceptual understanding of 

workplace bullying as a whole. Moreover, by exploring the perspective of upwards 

bullying, practitioners and organisations will be better informed about all forms of negative 

behaviour regardless of the position of the target or perpetrator within the organisation. In 

this way, more effective strategies to address workplace bullying in general can be 

developed. 

Identifying Workplace Bullying Behaviours 

A number of researchers have described the specific behaviours that constitute 

bullying in the workplace. Forms of bullying behaviour include: withholding vital 

information; ridiculing people; keeping a constant eye on another’s work; questioning 

another’s professional ability; spreading damaging rumours; constantly changing the 

expectations or goals; isolating people from others; irrational explosive outbursts; and 

threats (Bassman, 1992; Rayner & Hoel, 1997; Zapf & Einarsen, 2001). Of these, a 

commonly experienced form of workplace bullying behaviour is the withholding of 

information from another person (Einarsen & Raknes, 1997; Hoel & Cooper, 2001; Rayner 

et al., 2002). Alternatively, Djurkovic, McCormack and Casimir’s (2004) study of 150 

undergraduate students found the most common bullying behaviours experienced were 

unjustified criticism, monitoring of performance, unfair pressure, and comments or sarcasm. 

Furthermore, bullying behaviours have also been found to occur within managerial ranks. 

Salin’s (2001) cross-sectional study, discussed previously, found that work related bullying 

behaviours, such as withholding of information, were more common in managerial ranks 

than non-work related behaviours, such as insulting remarks. She proposed this was due to 

bullying in managerial ranks being explained by competition and significant work pressures 

within higher levels of the organisation. 

Research into workplace bullying has enabled the refinement and categorisation of 

workplace bullying behaviours. Leymann (1990) categorised negative behaviours in the 

workplace into five different forms, which included behaviours that impact the target’s 

reputation and social situation, their ability to do their work and communicate with others, 

as well as physical threats and assault. Similarly, Rayner and Hoel (1997) later sorted 

workplace bullying behaviours into five categories, namely, “threat to professional status, 

threat to personal standing, isolation, overwork and destabilisation” (p. 17). Further, 

Einarsen and Hoel (2001) classified bullying behaviour into either ‘work related’ or 

‘personal’ bullying. Work related bullying included behaviours like the withholding of 

information, unreasonable and unmanageable workloads, and excessive monitoring of 
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work, while personal bullying, included behaviours such as gossip or insulting remarks, as 

well as excessive teasing and persistent criticism. 

There are, however, a number of difficulties with looking at the different behaviours 

that can constitute bullying in the workplace. Although a number of the previous behaviours 

can be observable and easy to label as bullying behaviour, other behaviours may be more 

covert and difficult to observe or describe. In fact, despite the assumption that workplace 

bullying is physical in nature (Rigby, 2001), it has been recognised that most bullying 

behaviour tends to be psychologically based (Bjorkqvist et al., 1994; Einarsen et al., 2003; 

O'Moore et al., 1998; Zapf et al., 1996). For instance, in a study of 460 male shipyard 

workers in Norway, threats of physical abuse and actual physical abuse were seldom 

reported (2.4%), while the more covert behaviours of withdrawal of information (51.7%) 

and dismissing a person’s opinion (53.6%) were reported more often (Einarsen & Raknes, 

1997). Moreover, workplace bullying is not just about what someone does to another but 

can also include what a person does not do (Rayner et al., 2002), for example, the 

withholding of information or excluding the target from a social event (Einarsen & Raknes, 

1997). As a result, workplace bullying behaviours are not always easy to recognise or 

identify.  

Identifying bullying behaviours is also complicated by the fact that recipients of 

workplace bullying may not label the behaviour as bullying. Hadikin and O’Driscoll (2000) 

report that midwives, for example, often do not label inappropriate behaviour as bullying 

but may use other terms, such as aggression, harassment and intimidation. Moreover, the 

lack of recognition of particular behaviours as bullying on the part of some may be the 

result of workplace bullying behaviours becoming normalised in some workplaces (Archer, 

1999; Hadikin & O'Driscoll, 2000; Rayner, 1997, 1999). For instance, in an interview study 

of 15 college and university lecturers, Lewis (2004) concluded that, for some within the 

Further and Higher Education context, bullying behaviour may have become a behavioural 

norm and hence difficult to identify. However, Einarsen (1999) suggests that “the frequency 

of the acts, situational factors relating to power differences or inescapable interactions, or 

the [target’s] attributions about the offender’s intentions may cause as much anxiety, misery 

and suffering as does the actual conduct involved” (p. 18). Thus, factors that relate to the 

situation and frequency of the behaviours are not only important aspects to identifying 

workplace bullying, but can add to the complexity of the phenomenon.  

Reporting of Frequency of Workplace Bullying Behaviours and Risk Groups 

 Keashly and Harvey (2006) suggest that a significant number of people are exposed 

to persistent abusive treatment within the workplace. However, due to different definitions 
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of workplace bullying and different approaches to measuring it (as noted earlier), the 

frequency of reporting workplace bullying can vary quite dramatically. To demonstrate, 

Hoel and Cooper (2000), in a large questionnaire study of 5,288 individuals from 70 

different organisations within the United Kingdom, found that 10.6% of respondents 

reported being bullied within the last six months, with 24.7% of respondents reporting being 

bullied within the last five years. Notably, 46.5% reported witnessing bullying within the 

last five years. By contrast, as with other Scandinavian studies, Mikkelsen and Einarsen 

(2001) found low levels of bullying (between 2.7% to 8%) using a strict criterion of 

experiencing two negative acts a week during a 6 month period. They also found 17.7% of 

respondents stated having witnessed bullying acts within the workplace (Mikkelsen & 

Einarsen, 2001). The authors suggest the higher rates of witnessing may indicate “the real 

prevalence of bullying is higher than shown by the data” (Mikkelsen & Einarsen, 2001, p. 

404).  

In a demonstration of the variations that can occur using different criteria, Coyne et 

al. (2003) used self and peer nominations to explore the frequency rate of bullying. When 

they applied a subjective criterion (self-report in relation to a definition provided that 

included a time frame of one or two incidents of bullying behaviour for one month), 39.6% 

of respondents identified themselves as targets and 19.3% self-identified as perpetrators of 

workplace bullying (Coyne et al., 2003). These figures reduced to 11.3% (targets) and 7.9% 

(perpetrators), when peer reports were considered, that is, two or more peers rated their 

perception of others as targets or perpetrators of workplace bullying (Coyne et al., 2003). In 

addition, by combining the self-report and peer reports, 7.4% respondents were recognised 

as targets and 2.7% were identified as perpetrators (Coyne et al., 2003).  

The authors state that the figure of 39.6% frequency seems to be an overestimation of 

the frequency within the organisation (Coyne et al., 2003). They propose this was due to the 

use of a broad definition of workplace bullying that included one or two episodes of 

bullying behaviour over a period of one month. Therefore, although bullying behaviours 

were experienced, the participants did not necessarily fulfil the duration criteria of 

workplace bullying. Coyne et al. (2003) suggest the combination of self and peer reports is 

lacking in frequency studies. However, they warn that incidents of covert behaviour may be 

underestimated using this method, as peers would not be aware of all covert measures used 

by the perpetrator (Coyne et al., 2003).  

As introduced earlier, the frequency of bullying can also vary dependent on the 

method used to identify bullying. Zapf and Einarsen (2005), in their review of the bullying 

and mobbing literature, suggest that studies where respondents are provided with a 

definition of workplace bullying and asked if, according to this definition, they have been 
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bullied, results in 1% to 4% of respondents reporting workplace bullying. On the other 

hand, studies that provide respondents with an inventory of bullying behaviours yield 3% to 

7% of respondents reporting workplace bullying, when at least one behaviour has occurred 

once a week for a minimum of 6 months (Zapf & Einarsen, 2005). When a less strict 

criterion is used, for instance, excluding the 6 month criteria, research suggests that 10% 

occasional bullying occurs (i.e., now and then) and between 20% and 25% of employees are 

exposed to sporadic inappropriate behaviour in the workplace (Zapf & Einarsen, 2005).  

Until recently, a lack of frequency studies examining large numbers of Australian 

employees has meant that the availability of reliable statistics for the frequency of bullying 

in Australian workplaces has been limited (McCarthy et al., 2002). Recent research into 

young employees in Australia, in which 5,262 young people participated, indicated that 

23% of respondents had been bullied by either a manager, boss, colleague, or customer 

(NSW Department of Commerce: Office of Industrial Relations, 2005). Despite this recent 

study, research in Australia is still lacking in this respect. As a result, McCarthy et al. 

(2002) estimated a conservative 10% frequency in Australia, after considering international 

prevalence studies. This would indicate that approximately one million workers will 

experience workplace bullying each year in Australia (McCarthy et al., 2002).  

Frequency studies can also enable researchers to identify perpetrators according to 

traits and may delineate certain groups that could be at greater risk of experiencing 

workplace bullying. Zapf and Einarsen (2005) suggest most studies indicate that, of those 

targeted, “one third [tend to be] men and two thirds women” (p. 248). For example, Hoel 

and Cooper (2000) found that more women (27%) were bullied than men (22%) in the past 

five years. Alternatively, in a study of 150 undergraduate students, Djurkovic et al. (2004) 

found women and men were equally likely to be perpetrators of workplace bullying. 

Interestingly, they also found that the gender of the target and perpetrator was often the 

same, suggesting that “same-gender bullying occurs more frequently than between-gender 

bullying” (Djurkovic et al., 2004, p. 487). The authors indicate this may explain the 

concentration of bullying in either male or female dominated industries (Djurkovic et al., 

2004), such as in nursing (e.g., Quine, 2001) and the fire service (e.g., Archer, 1999). 

Research has also found that particular groups and industries may be more vulnerable 

to the occurrence of workplace bullying. In a recent study into racial or ethnic bullying, Fox 

and Stallworth (2004) found that the three ethnic groups studied reported higher levels of 

racial/ethnic bullying than Caucasians.2 In addition, Hubert and van Veldhoven, (2001) 

found that workers experienced workplace bullying from their bosses and colleagues to a 

greater extent in the sectors of “industry, education, (local) government and public 

                                                
2 Total number of participants was 262 full time workers; African-American (n = 138), Asian (n = 28), 
Hispanic/Latino (n = 27) and Caucasian (n = 71) racial/ethnic groups. 
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administration, and remaining services” (p. 422). Interestingly, health workers reported 

unpleasant behaviour from colleagues at a greater rate than average (Hubert & van 

Veldhoven, 2001). It was suggested by the authors that, as these sectors (e.g., education, 

health, public administration) were predominately public sector organisations, the 

evaluation of a worker’s effectiveness depends more on their personal relations with 

colleagues and managers than with clients (Hubert & van Veldhoven, 2001). However, as 

‘industry’ is not predominately public sector an alternative explanation was needed. In this 

case, the explanation that the ‘industry’ sector is male dominated was offered (Hubert & 

van Veldhoven, 2001). Thus, it may be that industries and organisations dominated by a 

particular gender, where there is a reliance on colleagues and managers, may be more 

vulnerable to workplace bullying. 

Other frequency studies have also provided results in relation to the duration of the 

bullying behaviours. For example, when investigating bullying and health related outcomes 

of individuals working in Finnish hospitals, Kivimaki et al. (2003) found a frequency rate 

between 5% and 6 % of bullying. When the researchers administered a second survey to the 

same group of employees two years later (total N = 5,432), they found that only 36% of 

those who reported bullying in the initial survey reported bullying in the second survey 

(Kivimaki et al., 2003). This would suggest that bullying for the majority was intermittent 

and not prolonged (only 2% reported prolonged bullying) (Kivimaki et al., 2003). 

Alternatively, Hoel and Cooper’s (2000) survey of 5,288 individuals from 70 organisations 

in the United Kingdom found that approximately 66% of bullying targets experienced at 

least one year of bullying, while around 40% experienced bullying for more than two years. 

If this is the case, concern would be warranted, as prolonged bullying has been found to 

have severe health impacts on targets (see Einarsen, 2000; Einarsen & Mikkelsen, 2003).  

Impact of Workplace Bullying 

Impact of Workplace Bullying on the Target 

Although some bullying behaviours are not rare occurrences within the workplace 

and are manageable, they can still negatively impact a person’s health (Mikkelsen & 

Einarsen, 2002a) and ability to cope (Leymann, 1990), especially when the behaviours 

occur regularly over a period of time. The consequences of bullying at work can range from 

physical harm through to an increase in psychological stress for the recipient (Hadikin & 

O'Driscoll, 2000). In their study of 118 targets of workplace bullying, Mikkelsen and 

Einarsen (2002a) found that 80.5% of participants reported that “no other event in their life 

affected them more negatively than the bullying” (p. 98). This was despite reporting 

experiences such as accidents, divorce, bereavement and serious illness (Mikkelsen & 
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Einarsen, 2002a). Using a semi-structured questionnaire instrument, Mayhew et al. (2004) 

found similar results when investigating the experiences of occupational violence and 

bullying of 800 participants from three industries (tertiary education, health care, and long-

haul trucking). The authors concluded that targets of workplace bullying can have the same 

level of emotional trauma as targets of assaults (Mayhew et al., 2004). Indeed, for the 

individual experiencing workplace bullying, the impacts can be so pervasive that they may 

well affect their ability to function at work and in other areas of life (Keashly & Harvey, 

2006).  

Einarsen (2000), in his review of the mobbing/bullying literature, presents a range of 

physical and psychological symptoms commonly associated with workplace bullying. Some 

of these are fatigue, muscular complaints, lack of self-esteem, sleeplessness, depression, 

feelings of abuse and victimisation, nervousness, and psychosomatic complaints. In a study 

that investigated the incidence of workplace bullying in four Danish organisations, it was 

found that even only occasional exposure to workplace bullying resulted in stress related 

symptoms (Mikkelsen & Einarsen, 2001). Those who reported bullying and bullying 

behaviours had “significantly more psychological health complaints and psychosomatic 

complaints” than others (Mikkelsen & Einarsen, 2001, p. 404). Similar results were also 

found by Mikkelsen and Einarsen (2002b) in a study that surveyed 224 Danish 

manufacturing employees. Mikkelsen & Einarsen’s (2001) results also indicated a strong 

relationship between bullying and the symptoms of depression. A link between the 

experience of workplace bullying and depression was also found by Kivimaki et al. (2003) 

in their study into the health related outcomes of workplace bullying in Finnish hospitals. 

Workplace bullying has also been linked to post-traumatic stress disorder (PTSD) 

(Bjorkqvist et al., 1994; Matthiesen & Einarsen, 2004; Mikkelsen & Einarsen, 2002a; 

Tehrani, 2004), with targets of workplace bullying displaying a range of PTSD symptoms 

(Einarsen & Mikkelsen, 2003). In a Danish study of 118 targets of workplace bullying, 

researchers found that 76% of participants displayed PTSD symptoms, although only 29% 

of participants fulfilled the full diagnostic criteria of PTSD (Mikkelsen & Einarsen, 2002a). 

This result was expected by the researchers as the majority of bullying behaviours are 

psychological in nature and therefore would not fulfil the first diagnostic criteria of PTSD, 

which is an experience of serious injury or physical threat (Mikkelsen & Einarsen, 2002a). 

Nonetheless, the high levels of PTSD symptoms (61.7% displayed moderate and severe 

symptoms) and levels of impairment in participants’ lives, such as work, family and sex 

life, indicates the severe impact workplace bullying can have on an individual (Mikkelsen 

& Einarsen, 2002a). In fact, 35.6% of participants reported moderate impairment (three 

areas in life were impacted upon), while 38% reported severe impairment (seven areas in 



  
  

 
An Exploration of Upwards Bullying   

Chapter Two:  Workplace Bullying-Literature Review                                                                                                  Page    23   

life were impacted upon). Furthermore, PTSD symptoms were found to be enduring even 

up to 5 years after an experience of workplace bullying (Mikkelsen & Einarsen, 2002a). 

Similar findings with regard to high levels of distress and PTSD symptoms were also found 

in a Norwegian study of 102 past and current targets, contacted through two national 

associations against workplace bullying (Matthiesen & Einarsen, 2004). Higher levels of 

distress and PTSD were reported by individuals who were still being bullied (Matthiesen & 

Einarsen, 2004).  

Workplace bullying has also been associated with other psychological symptoms such 

as a higher risk of suicide attempts (O'Moore, Seigne, McGuire & Smith, 1998) and clinical 

levels of anxiety (Quine, 1999). Furthermore, workplace bullying has been linked to an 

increase in long-term health risks through an increase in stress related behaviours such as 

smoking, drinking, and excessive eating (Quine, 1999; Savva & Alexandrou, 1998). 

Notably, although Kivimaki et al. (2003) failed to find a clear link with cardiovascular 

disease, they conclude that obesity may increase a person’s vulnerability to both workplace 

bullying and cardiovascular disease. Therefore, bullying in the workplace can have both 

severe and enduring physical and psychological health consequences for those who 

experience it. 

Impact of Workplace Bullying on Witnesses 

Research indicates that workplace bullying not only impacts on those who directly 

experience it, but also on witnesses or bystanders (Einarsen & Mikkelsen, 2003). Co-

workers of those who experience workplace bullying have reported that workplace bullying 

impacts on them in a number of ways.  In a British study of 761 public sector trade union 

members, 73% of witnesses of workplace bullying reported an increase in their stress levels, 

and 44% of respondents were concerned about being the next target (Rayner, 1999). Within 

the tertiary education sector it was also found that witnesses of workplace bullying and 

violence were affected almost as severely as the actual target (Mayhew et al., 2004). The 

authors of this study concluded that such a result has vital implications for the loyalty of 

staff and productivity of organisations (Mayhew et al., 2004).  

Understandably, such a climate of fear (Rayner, 1999) may result in increased 

absenteeism (Kivimaki, Elovainio & Vahtera, 2000) which could place additional work 

demands on co-workers. Lowered work morale, increases in workplace conflict, and stress 

generated as a direct consequence of workplace bullying, are also seen as impacting on 

others’ well-being through the creation of an abusive work environment (Einarsen & 

Mikkelsen, 2003). Thus, workplace bullying also has direct and indirect impacts on those 
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who witness it. In addition, it appears that others (who are not targets or witnesses) within 

the workplace can also be negatively affected, magnifying the impact on the organisation.  

Impact of Workplace Bullying on the Organisation 

As would be expected, an individual’s ability to function at work will be affected as 

the physical and psychological health impacts begin to be felt by targets and witnesses of 

workplace bullying (Einarsen, 2000). In general, bullying in the workplace can affect an 

organisation through loss of productivity, an increase in absenteeism and intention to leave, 

as well as the cost of intervention programs (Einarsen, 2000; Hadikin & O'Driscoll, 2000; 

McCarthy & Barker, 2000; McCarthy et al., 1995). A questionnaire study of 1,100 

employees of a National Health Service Community Trust in the United Kingdom, revealed 

that targets of workplace bullying not only had higher levels of job induced stress, including 

higher levels of depression and anxiety, but also had lower levels of job satisfaction, and 

higher intention to leave than other workers (Quine, 1999).  

In addition, a study on managerial styles in organisations undergoing restructuring, 

McCarthy et al. (1995) found that 27% of people who had experienced workplace bullying 

reported reduced work output and 19% reported a decrease in work quality. Similar results 

were found by McCarthy and Barker (2000), in that 21% of workplace bullying cases 

reported reduced productivity and 22% reported impaired decision making. Thus, 

workplace bullying directly impacts on employees’ ability to work productively and 

effectively.  

Similarly, evidence has consistently shown that workplace bullying impacts on 

targets’ and witnesses’ job satisfaction (Einarsen & Mikkelsen, 2003). Einarsen and Raknes 

(1997), in their study of 460 male industrial employees, found a significant correlation 

between exposure to bullying behaviour and lower job satisfaction. The authors found that 

even though physical aggression was reported more often, verbal aggression was correlated 

more strongly with job dissatisfaction (Einarsen & Raknes, 1997). As would be expected, 

work related bullying (e.g., withdrawal of information, deprivation of work tasks) was 

strongly related to dissatisfaction with management, while personal derogation and social 

exclusion were strongly related to dissatisfaction with co-worker relations (Einarsen & 

Raknes, 1997). Quine (2001) also found significantly lower levels of job satisfaction for the 

sample of 396 nurses who had been bullied.  

In addition, an increase in intention to leave has also been linked to workplace 

bullying. In a study of 150 undergraduate students, Djurkovic et al. (2004) found a positive 

correlation between physical symptoms, negative affect, and intention to leave. It was found 

that negative affect can lead to adverse health impacts, which can then result in increased 
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intention to leave with the potential to impact productivity and increase turnover costs 

(Djurkovic et al., 2004). Similarly, workplace bullying has also been linked to absenteeism 

within the workplace. Kivimaki et al’s (2000) study of 5,655 hospital employees found a 

link between workplace bullying and an increase in sick leave taken. The authors concluded 

that increased sick leave resulting from bullying would cost the hospitals studied about 

£125 000 (unclear if this cost was per annum or a total cost) (Kivimaki et al., 2000). This 

cost could also increase when the financial impacts of lower motivation, impaired patient 

care, and the potential of staff leaving the workplace were also considered (Kivimaki et al., 

2000).  

Researchers have also attempted to quantify the cost workplace bullying can have for 

a nation as a whole. Sheehan, McCarthy, Barker and Henderson (2001), using a 

conservative prevalence estimate of workplace bullying (3.5%), calculated the costs of 

workplace bullying to Australian employers at between six and 13 billion dollars every 

year, when hidden and lost opportunity costs are considered. Using a higher prevalence 

estimate of 15% increases this figure to between $17 and 36 billion dollars per year 

(Sheehan et al., 2001). Given Australia’s working population consists of just over 8 million 

people (Australian Bureau of Statistics, 2002), and GDP is $697 billion (Australian Bureau 

of Statistics, 2003), this is a staggering figure. In conclusion, it appears that workplace 

bullying can have severe impacts on targets, witnesses, and the organisation as a whole.  

Antecedents of Workplace Bullying  

In an attempt to examine how the impacts of workplace bullying could be reduced for 

individuals and organisations, researchers have explored the antecedents of workplace 

bullying. Research into workplace bullying thus far has examined individual factors, such 

as personality traits of the target or the bully (Ashforth, 1997; Coyne, Seigne & Randall, 

2000; Douglas & Martinko, 2001; Zapf, 1999) and bullying as an interpersonal conflict 

(Einarsen et al., 2003). The influence of organisational factors, such as leadership and the 

changing nature of work, on workplace bullying has also been the focus of research 

(Einarsen, 1999, 2000; Einarsen et al., 2003; Einarsen & Skogstad, 1996; Hoel & Salin, 

2003; McCarthy, 1996; Sheehan, 1996; Vartia, 1996). In addition, others have emphasised 

that bullying is a multi-faceted phenomenon and, as such, multiple causes, including 

organisational and group related factors, should be considered with individual factors (Zapf, 

1999). For instance, Hoel and Salin (2003) suggest that, due to the complexity of workplace 

bullying, the actions and reactions of the target and perpetrator can only be understood 

within the context in which they occur.  
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In 2000, Einarsen initially proposed a conceptual framework of workplace bullying, 

which was later developed and presented by Einarsen and colleagues in 2003 (see Figure 3) 

in their review of bullying at work. This model was an attempt to address the lack of an 

empirically tested model of workplace bullying and was developed to form the basis of 

“future research and theory development in the field of bullying and harassment” (Einarsen, 

2000, p. 393). Within this model, the complexity and multi-causality of workplace bullying 

was recognised. The interplay of individuals, including the target and perpetrator, with 

organisational factors in the development and maintenance of bullying processes in the 

workplace are presented (Einarsen et al., 2003). In their review of the literature, group 

factors such as scapegoating, were recognised although not included in the model. As 

demonstrated in the model, each level interacts in the development and continuation of 

workplace bullying (Einarsen et al., 2003). The three levels, individual, group and 

organisational, as outlined in the framework, will be discussed in the next section. In 

addition, the dyadic level, that is the interaction between the target and perpetrator, will also 

be addressed.    

   

Figure 3.  Theoretical framework for workplace bullying. 
Source: Einarsen et al., 2003. 

Individual Level 

In the main, researchers have conceptualised and investigated workplace bullying as 

an individual phenomenon, through research into the personality of targets and perpetrators, 
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or as an interpersonal phenomenon (Einarsen et al., 2003). For instance, an Irish study into 

workplace bullying found that targets of bullying were identified by the researchers as 

introverts, conscientious, neurotic, and submissive (Coyne et al., 2000). However, caution 

must be taken when considering results that indicate targets of workplace bullying have 

particular personality traits (Rayner et al., 2002). Some researchers have indicated that 

results that identify personality traits could actually be looking at profiles that have occurred 

as a result of the bullying process (see Quine, 1999). Others have suggested that researching 

the target’s personality ‘blames the victim’, rather than reflecting a more balanced approach 

to understanding the situation. However, Keashly & Harvey (2006) suggest that because 

conflicts like workplace bullying can be defined as a hostile relationship between target and 

perpetrator, exploring individual factors, including those of the target, is a valid approach. 

Research has also looked at the personality of the perpetrator (Einarsen et al., 2003). 

Counter to the common assumption that low self-esteem leads to aggression and violence, 

Baumeister, Smart and Boden (1996) in a theoretical review of research into aggression 

proposed that high self-esteem combined with ego threat is a major cause of aggression and 

violence. In a study that tested Baumeister et al.’s (1996) conceptualisation, Stucke and 

Sporer (2002) explored the relationship between narcissism (individuals with an inflated but 

unstable self-esteem), self-concept clarity, and aggression. The authors found that “high 

narcissists, with low self-concept clarity reacted with anger and aggression”, while less 

narcissistic participants displayed no aggression (Stucke & Sporer, 2002, p. 309). Further, 

their results also indicated that the aggression of narcissistic individuals was always focused 

towards the perceived source of threat (Stucke & Sporer, 2002). Despite the body of 

research into the personality of workplace bullying targets and perpetrators, Rayner and her 

colleagues (2002) suggest that using personality screening would not be useful in 

identifying potential targets and bullies. This was mainly due to the difficultly of identifying 

whether personality traits were a cause or effect of bullying and that factors other than 

personality alone, appear to be influencing the occurrence of workplace bullying.  

Dyadic Level 

Importantly, the Einarsen et al. (2003) model also highlights the interaction that 

occurs between the bully and the target. Recent research suggests that the reactions of 

targets may also play a part in the occurrence of workplace bullying (Keashly & Harvey, 

2006). Zapf and Gross (2001) argue that the response of targets may further escalate the 

conflict between the perpetrator and themselves. Targets who successfully coped with 

workplace bullying were better at recognising and avoiding escalating behaviour by using 

less active direct strategies to de-escalate the situation (Zapf & Gross, 2001). Tehrani 
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(2003) suggests that the target-perpetrator relationship is not always simple to define, and 

that instead, an accusation of bullying is often “triggered by the individual’s responses to a 

series of interactions that are built up over a period of time” (Tehrani, 2003, p. 280). In fact, 

Tehrani (2003) proposes that during times of high stress and when a relationship is 

perceived as negative, small issues such as not saying hello in the morning, may be 

interpreted as an aggressive act. Alternatively, Einarsen (1999) suggests that some bullying 

cases may be predatory bullying, that is the target has done nothing to provoke the 

perpetrator (Zapf & Einarsen, 2005). In this case, targets may be persecuted for no other 

reason than turning up to work or being a member of a minority group (Einarsen et al., 

2003). 

Group Level 

There have also been calls for researchers to move beyond the individual and dyadic 

levels of analysis and to consider group and organisational factors in workplace bullying 

(Einarsen et al., 2003; Liefooghe & Davey, 2001; Rayner et al., 2002). For example, Zapf 

(1999) suggested that group characteristics, such as envy and scapegoating of groups, are 

also related to workplace bullying. Scapegoating occurs when groups “direct their 

aggression to a least powerful individual who is not accepted by peers” (Coyne, Craig & 

Smith-Lee Chong, 2004, p. 302). Furthermore, group characteristics such as ethnicity (Fox 

& Stallworth, 2004; Rayner & Hoel, 1997), gender, age (Zapf cited in Zapf & Einarsen, 

2003), and organisational status (Hoel et al., 2001) have been found to be related to 

workplace bullying. According to Einarsen et al. (2003), “witch-hunting processes arise 

when groups displace their frustration and aggression on to a suitable and less powerful 

group member” (p. 22). They suggest that being an outsider and ‘rule breaking’ on the part 

of the target may be possible reasons an individual would be targeted by a perpetrator of 

workplace bullying.   

Organisational Level  

In addition to the recent focus on the group level of analysis, organisational factors, 

such as a negative social environment, poor job design, leadership style, and role conflict, 

have been associated with the occurrence of workplace bullying (Einarsen et al., 2003; 

Leymann, 1996; Rayner et al., 2002). As expected, management style has been linked to the 

occurrence of workplace bullying (e.g., Einarsen, Raknes & Matthiesen, 1994), with 

Ashforth (1994; 1997) labelling bullying type behaviour by managers as ‘petty tyranny’. In 

a comprehensive study into the work environment and workplace bullying, Vartia (1996) 

found that environmental characteristics, such as an authoritative approach to resolving 

differences, individuals lacking the opportunity to influence decisions that relate to them, 
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and lack of information with regard to roles and goals of the workplace, promoted bullying 

in the workplace. Vartia (1996) concluded that such environmental factors and management 

styles may increase the chance of conflict occurring, which if not resolved can then develop 

into workplace bullying.  

Research has also suggested that workplace bullying is associated with highly 

competitive workplaces (O'Moore et al., 1998; Salin, 2003a). For instance, Salin’s (2003a) 

study of 385 members of The Finnish Association of Graduates in Economics and Business 

Administration found a strong link between perceived organisational politics and workplace 

bullying (Salin, 2003a). It was proposed that within the current organisational climate of 

increased organisational pressures, bullying may be a rational response to the level of 

competition and ‘need for survival’ (Salin, 2003a). Salin (2003a) concluded that in some 

cases, workplace bullying may be perpetrated in order to promote some people’s own self-

interest, which is in turn rewarded by the organisation through promotion. Vartia (1996) 

found similar results in relation to competition and workplace bullying. In particular, 

competition for tasks, advancement, and the supervisor’s approval were common reasons 

given for workplace bullying by 949 participants within this questionnaire study. In support, 

Keashly and Harvey (2006) suggest that workplace bullying can be instrumental in 

achieving a desired outcome and is not just reactive to perceived harm from another. In 

other words, workplace bullying can be a proactive act intended to achieve a desired 

outcome within a particular organisational context (e.g., a promotion for the perpetrator). 

In addition, it has been suggested that in a work environment of “continuous change 

the potential for employees to project their fears and resentments into the construction of 

managers as bullies, whether deservedly or not, is high” (McCarthy et al., 2002, p. 536). In 

other words a ‘victim-mentality’ environment is created (McCarthy, 1999). It has even been 

proposed that staff may actually be using the term bullying as a way of voicing their 

dissatisfaction with organisational issues (Liefooghe & Davey, 2001). Similarly, McCarthy 

(2004), suggests that the term “‘bullying at work’ has become a new signifier of distress 

that has acted as a solar collector of resentments” (p. xv). Furthermore, Hoel and Cooper 

(2000), in their questionnaire study, found a significant relationship between organisational 

change events and the experience and witnessing of workplace bullying. The strongest 

association found was with a change of management personnel.  

The nature of the causal relationship between a toxic work environment and anti-

social behaviours such as workplace bullying, however, has been questioned (Keashly & 

Harvey, 2006). While some research suggests that a negative work environment can lead to 

workplace bullying, other researchers have proposed that workplace bullying behaviours, if 

allowed to continue, can result in a destructive work environment (see Andersson & 
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Pearson, 1999, for discussion of uncivil workplaces). Keashly and Harvey (2006) suggest it 

is more likely to be a bidirectional relationship, with the environment and anti-social 

behaviours interacting together, once again reflecting the complexity of workplace bullying. 

Prevention and Management of Workplace Bullying 

Given the complex and multi-dimensional nature of workplace bullying, “no single, 

off-the-shelf policy will suit every organisation [with] a variety of elements…useful in 

developing an effective bullying policy” (Woodman & Cook, 2005, p. 10). As such, a 

number of researchers and practitioners have suggested a range of responses to prevent and 

manage bullying in the workplace. For instance, Hubert (2003) proposed a systematic 

approach to addressing workplace bullying, which included the five phases of; (1) 

prevention, (2) uncovering, (3) support, (4) intervention and (5) after-care. Similarly, 

McCarthy and his colleagues (2002) suggested that any effective response to workplace 

bullying needs to include “prevention, redress/resolution, and support” (McCarthy et al., 

2002, pp. 27-30). However, until recently the effectiveness of proposed interventions to 

address workplace bullying has been under researched (Einarsen, 2000; see Raver, 2005, for 

recent research into interventions). This may be due to a lack of a theoretical model 

explaining workplace bullying (Einarsen, 2000), or due to the complexity of the 

phenomenon. Nonetheless, the lack of research into this area means that relatively little is 

known about the success of proposed interventions. With this limitation in mind, the 

following section will now expand upon the framework proposed by McCarthy and 

colleagues (2002). 

Prevention 

Typical methods of preventing workplace bullying include “training, counselling and 

consultation” (Vartia, Korppoo, Fallenius & Mattila, 2003, p. 296). McCarthy et al. (2002) 

also suggest that prevention measures should include a clearly articulated ‘no bullying’ 

policy, training which includes knowledge of responsibilities and obligations of employers 

and employees alike, as well as an effective risk identification and system for complaints. 

When respondents were asked about how to deter workplace bullying in a questionnaire 

study of 512 Chartered Management Institute members in the United Kingdom, four 

strategies were rated highly; training, a contact point for advice, the provision of an internal 

confidential counselling service, and external mediation (Woodman & Cook, 2005).  

Furthermore, Woodman and Cook (2005) provide additional insight into the use and 

possible importance of a workplace bullying policy. When asked to rate their organisation’s 

ability to deter bullying and respond to incidents of bullying, 34% of participants believed 
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that their organisation was unsuccessful in deterring workplace bullying and 28% stated 

their organisation was ineffective in responding to cases of workplace bullying (Woodman 

& Cook, 2005). However, for those organisations that had a formal policy addressing 

workplace bullying, 70% of respondents felt their organisation was quite effective or very 

effective at deterring bullying (Woodman & Cook, 2005). The percentage of respondents 

rating the organisation as favourable was reduced considerably when the organisation had 

no formal policy (Woodman & Cook, 2005). Similar results were also found in relation to 

responding to cases of workplace bullying (Woodman & Cook, 2005). Therefore, the 

provision of a workplace bullying policy appears to be a potentially effective method by 

which organisations may address workplace bullying.  

Policy 

Richards and Daley (2003) suggest that the provision of a workplace bullying policy 

is essential as it will assist and encourage individuals who have been bullied or are being 

bullied to discuss their experiences. It is recommended that a workplace bullying policy 

should be widely available and also stand alone, separate from a harassment policy 

(Richards & Daley, 2003). However, it is recognised that due to similarities between 

workplace bullying and harassment there should be links between the two policies 

(Richards & Daley, 2003). Participants in the Woodman and Cook (2005) study identified 

the need to involve a wide range of stakeholders in the development and implementation of 

the policy, including line managers and employees.  

Training 

As suggested by McCarthy et al. (2002), a training program that includes information 

on the responsibilities and obligations of employers and employees alike is one measure to 

prevent workplace bullying. Awareness raising about what constitutes workplace bullying, 

its impacts, and what interventions can occur are vital steps in preventing workplace 

bullying and should take place throughout the whole organisation (McCarthy et al., 2002). 

Training about workplace bullying should outline the importance of clear objectives, roles 

and processes within the workplace, as well as the causes, impacts and how workplace 

bullying is handled in the workplace (Vartia et al., 2003). It is suggested that training should 

also be provided to managers on how to manage cases of bullying (McCarthy et al., 2002; 

Richards & Daley, 2003).  

The promotion of coping skills and resilience is also suggested as essential to assist 

targets to handle workplace bullying experiences (McCarthy et al., 2002). In an earlier 

study, McCarthy et al. (1995) found that training in interpersonal skills, conflict resolution 
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and stress management assisted in helping targets of workplace bullying manage the 

behaviours of perpetrators better. Dispelling the myths of workplace bullying through 

awareness training may also assist in increasing targets’ and potential targets’ resilience to 

workplace bullying (McCarthy et al., 2002).  

Redress or Resolution 

Due to the potential of workplace bullying to intensify if not dealt with early, the 

provision of early intervention measures is vital (McCarthy et al., 2002). Early intervention 

is important not just in terms of assisting the target, but also in sending a clear message that 

inappropriate behaviours will be addressed within the organisation (McCarthy et al., 2002). 

Redress can include informal (e.g., a contact officers network to provide advice) and formal 

measures (e.g., a timely investigation process, Richards & Daley, 2003). Similarly, an 

appropriate grievance procedure should include both informal and formal measures, such as 

informal mediation processes, disciplinary action, the provision of information about 

internal and external opportunities for redress, and compensation (McCarthy et al., 2002). 

However, evidence suggests that informal discussions may make the situation worse for 

some targets because further retaliatory actions may occur (Woodman & Cook, 2005).  

According to McCarthy and his colleagues (2002), it is vital that perpetrators of 

workplace bullying, be it intentional or unintentional, are made aware of their inappropriate 

behaviours. This can occur, if suitable, at the point of the inappropriate behaviour, or 

through a performance review (McCarthy et al., 2002). However, it has been suggested that 

when approaching the perpetrator, managers should take a problem-solving approach, rather 

than adopt a punitive framework (McCarthy et al., 2002). For example, offering ‘soft people 

skills development’ as a method for perpetrators to address their behaviour is suggested 

(Sheehan, 1999). However, this approach assumes that the perpetrator will be willing to 

address their behaviour, which may not always be the case (McCarthy et al., 2002).  

In cases where formal measures are taken, it is vital that the reporting system 

complement the ‘no bullying’ policy of the organisation (Victorian WorkCover Authority, 

cited in McCarthy et al., 2002). If a formal complaint is lodged, Richards and Daley (2003) 

advise that clear and specific information be provided within the complaint. This should 

include information as to the “dates, times, and witnesses to incidents with direct quotes; 

factual description of events; indication of how each incident made the complainant feel; 

documentary evidence; details of any action the complainant or others have already taken” 

(Richards & Daley, 2003, p. 254). Complaints of workplace bullying should be treated 

seriously and investigated in a timely manner while maintaining confidentiality (Victorian 

WorkCover Authority, cited in McCarthy et al., 2002). However, due to the subtle nature of 
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workplace bullying, a no-blame resolution approach is recommended as a first intervention, 

when appropriate (McCarthy et al., 2002).  

If an investigation is necessary, it should be fair and impartial (Richards & Daley, 

2003). In cases where a serious allegation has been made, where the target does not want to 

work with the perpetrator, or if pressure may be placed on witnesses, it is recommended that 

the alleged perpetrator (and target) be suspended with pay (Merchant & Hoel, 2003; Rayner 

et al., 2002). Furthermore, the organisation should ensure that the complainant is protected 

from reprisals (Richards & Daley, 2003). In cases where the organisation does not have the 

capacity to investigate claims of workplace bullying, or if the alleged perpetrator is a senior 

manager, an external investigator is recommended (Merchant & Hoel, 2003). 

Confidentiality throughout the investigation process should be maintained, however, it is 

recognised that it is difficult to stop the informal ‘rumour mill’. In organisations, it is 

recommended that once the investigation has been finalised, discussions with members of 

the workgroup as to the outcome and reasons for the final decision may be necessary 

(Richards & Daley, 2003).  

At the end of the investigation, a report should be provided to all parties, with the 

right to appeal for either party (Richards & Daley, 2003). Provision to manage malicious 

complaints as a result of revenge should also be made within the procedure (Richards & 

Daley, 2003). In the case of a suspected malicious complaint, a motive must be shown 

(Merchant & Hoel, 2003). Referring to a policy from a local council, Richards and Daley 

(2003) indicate that if the investigator considers the complaint was malicious, then 

disciplinary action should be taken. Similarly, disciplinary action should be taken for cases 

of substantiated complaints (McCarthy et al., 2002). Despite the suitability of relocating the 

perpetrator in cases of substantiated bullying, often relocation of the target is the normal 

course of action, due to the willingness of the target to transfer (Richards & Daley, 2003).  

Support 

It is recommended that support via employee assistance schemes and human relations 

systems, such as counselling, be provided to both parties (McCarthy et al., 2002; Richards 

& Daley, 2003; Tehrani, 2003). Indeed, Quine (1999) proposed that the provision of support 

can reduce the impact of workplace bullying. “Support at work may function as a buffer 

against stress by providing resources to enable [targets] to cope” (Quine, 1999, p. 231). 

Conversely, it has been suggested that the lack of support is central to the inability of targets 

to cope (Lewis & Orford, 2005; Leymann & Gustafsson, 1996; Matthiesen, Aasen, Holst, 

Wie & Einarsen, 2003). In an interview study of 10 women who had experienced workplace 

bullying, Lewis and Orford (2005) found that being heard and ‘believing in you’ was 
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important to a sense of support. Similarly, questioning an individual’s account was 

described as unhelpful (Lewis & Orford, 2005).  

Seeking support, however, is proactive and is not a behaviour someone who is feeling 

helpless and victimised would be likely to perform, especially if they feel it would damage 

their position further (Lee, 1997). For instance, by seeking help individuals may be 

concerned that they will appear incompetent (Lee, 1997). In an important interview study of 

15 college and university lecturers who had experienced workplace bullying, Lewis (2004) 

found that targets experience profound feelings of shame. These feelings of shame may 

result in targets not seeking support. In particular, a person in a higher status position may 

not want to seek help for fear of appearing weak and also concern about the impact it may 

have upon their standing within the organisation (Lee, 1997).  

Furthermore, despite the recognition that the provision of support is important in 

assisting targets to cope with workplace bullying (Lewis & Orford, 2005; Leymann & 

Gustafsson, 1996; Matthiesen et al., 2003), research has indicated that targets are reluctant 

to seek support from the organisation due to a perception that the organisation is ineffective 

in addressing workplace bullying (Ferris, 2004; Hoel & Cooper, 2000). For example, a 

study into racial/ethnic bullying found that “employees who have experienced bullying have 

less confidence in the ability of their organizations to deal effectively with these types of 

incidents, particularly when the perpetrators are their supervisors” (Fox & Stallworth, 2004, 

p. 453). Interestingly, this lack of trust in the organisation was only present when the target 

was being bullied by their supervisor and not a colleague (Fox & Stallworth, 2004). The 

lack of trust in the organisation may be a result of the manager being perceived as a 

representative of the organisation, or a belief that the organisation will look after the 

manager rather than the staff member.     

Similarly, Lewis and Orford (2005) found senior managers and trade union officials 

failed to take concerns of workplace bullying targets seriously. It was suggested by the 

researchers that managers were reluctant to address workplace bullying behaviours because 

recognition of such behaviours was threatening both personally and organisationally, as 

well as challenging the competence of management (Lewis & Orford, 2005). They found 

that the bullying behaviours were perceived as “consistent with organizational values, 

practices and roles”, and therefore condoned (Lewis & Orford, 2005, p. 39). This resulted in 

targets feeling isolated and unable to resolve the situation, with exiting the organisation 

seen as the best or only option for them (Lewis & Orford, 2005).  

In addition, Ferris (2004) suggests relatively few targets of workplace bullying 

approach their organisation for assistance, due mainly to the perception that seeking 

assistance from organisational representatives will not help, and in fact may make the 
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situation worse. Similarly, Hoel and Cooper (2000) found that targets rarely sought the 

assistance of the personnel office. The authors concluded that this indicated targets do not 

consider seeking support from the organisation as a viable option. This may be due either to 

a lack of policies to address the behaviours, or if a policy exists, a lack of trust in the ability 

of policies to stop the bullying behaviours (Hoel & Cooper, 2000). 

Conclusion 

Workplace bullying is a complex phenomenon which has increasingly become the 

focus of global research. Research, mainly using quantitative approaches, has explored the 

behaviours, prevalence, groups within our workplaces who are most vulnerable, and the 

factors that contribute to the occurrence of workplace bullying. Research has consistently 

found that workplace bullying can have detrimental impacts upon those who are targeted, 

those who witness it, and the organisations in which it occurs in. Commonly, a ‘no bullying 

policy’, training and support are considered useful interventions in deterring and managing 

bullying in the workplace. The five research areas introduced within the chapter, that is, the 

causes, behaviours, impacts, management and prevent and management strategies, will be 

used when presenting the findings and results from the research program. The following 

chapter will explore the concepts of power and dependency within the phenomenon of 

workplace bullying, and also apply social identify theory to workplace bullying. Chapter 

Four will then expand on this introduction of core concepts in workplace bullying by 

conceptualising an understanding of the process of upwards bullying and presenting 

propositions to be explored within the research program.  
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CHAPTER THREE 

POWER, DEPENDENCY AND SOCIAL IDENTITY THEORY— 

LITERATURE REVIEW 

Overview 3 

In an increasingly complex and unpredictable work environment power relationships 

are of particular importance (Asch & Salaman, 2002). Recent changes to organisational 

structures have resulted in flatter hierarchies, thus increasing the importance of upwards and 

lateral power in organisations (Pfeffer, 1997). Furthermore, organisational innovations 

designed to empower staff members have provided staff with more decision making power 

than ever before (Porter, Angle & Allen, 2003a). As such, power and its use is a central 

concept when discussing relationships in organisations.  

The concept of power is especially related to the phenomenon of workplace bullying 

(Hoel & Salin, 2003). For instance, the concept of power is entrenched in definitions of 

workplace bullying, through references to an imbalance of power between those involved 

and the defenselessness of the recipients (Keashly & Jagatic, 2003). In fact, Salin (2003a) 

concluded in her research into politics and bullying that within today’s organisational 

climate some people may actually be ‘playing a game’ (that is deliberately working for their 

own ends), and are rewarded for behaviour which would be considered manipulative, or 

could be labelled as bullying. She suggested that members within a workgroup who break 

the social rules within that group, for example, by performing better than expected, may be 

punished by their colleagues and managers for breaking those rules. Salin’s (2003a) 

research not just emphasises the importance of power, but also group processes that may 

play a role in the occurrence of workplace bullying (Zapf & Einarsen, 2003).  

Einarsen et al. (2003), for example, suggest that being a member of a group which is 

considered to be outside the accepted dominant culture may be the only reason some people 

are bullied. Indeed, Zapf (1999) proposed that group characteristics, for example envy and 

scapegoating of groups, are also related to workplace bullying. Indeed, group 

characteristics, including ethnicity (Fox & Stallworth, 2004; Rayner & Hoel, 1997), and 

organisational status (Hoel et al., 2001) have been found to be related to workplace 

bullying.  

                                                
3 Pervious versions of this chapter were presented at the Academy of Management Meeting 2004 and 2005; the 6th 
Australian Industrial and Organisational Psychology conference 2005; the British Academy of Management 
Conference 2004 and 2005; and the Australian and New Zealand Academy of Management Meeting 2004.  
Sections within this chapter and Chapter Four are to be published within the edited book Advances in Organizational 
Psychology: An Asia-Pacific perspective, Glendon, Myors & Thompson (Eds.). The chapter is titled, “The bullied 
boss: A conceptual exploration of upwards bullying”. 
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One significant gap that exists within the workplace bullying literature is the lack of a 

theoretical conceptualisation which can be empirically tested (Einarsen, 2000). In an 

attempt to address this omission, Einarsen (2000) proposed a model (introduced in Chapter 

Two) to form the basis of “future research and theory development in the field of bullying 

and harassment” (p. 393). I argue that while the model assists in addressing this gap, a more 

detailed theoretical explanation of the processes of workplace bullying is required. Thus, in 

order to conceptualise workplace bullying (and consequently upwards bullying), it is 

necessary to augment the workplace bullying literature. As a result, this chapter will 

examine the central theoretical concepts of power, dependency and social identity theory 

that can contribute to understanding workplace bullying and will be further developed in the 

following chapter on upwards bullying. Initially, a theoretical explanation of power and 

dependency and how it relates to the topic of workplace bullying will be presented. 

Subsequently, a discussion of the types of power as outlined by French and Raven will be 

presented, followed by an explanation of upwards influence tactics. Social identity theory 

will then be introduced and linked to workplace bullying. 

Introduction to Power 

Conceptually, power is difficult to define (Keltner, Gruenfeld & Anderson, 2003) and 

has been the focus of debate for decades, even centuries. Bruins (1999) credits Kurt Lewin 

for initiating the social psychological study of power in 1941. According to Bruins (1999), 

Lewin defined power as the force one person can apply on another. Following Lewin’s 

initial definition of power, French and Raven (1959), in their influential paper on social 

power, defined power as the ability of one person to influence another. Mechanic (1962) 

later defined power as “any force that results in behavior that would not have occurred if the 

force had not been present” (p. 351). More recently, power has been defined as “the ability 

to gain favourable outcomes at another’s expense” (Sell, Lovaglia, Mannix, Samuelson & 

Wilson, 2004, p. 46). What all of these definitions have in common is that one party is 

applying pressure to another in an attempt to influence or change that person. 

Importantly, however, power is contextual; it cannot be conceptualised without 

reference to either the relationship or the dyad/group within which it is occurring (Anderson 

& Berdahl, 2002; Emerson, 1962). Lawler (1992) states that either party’s access to power 

is firmly based on the social structure and relationships within the situation. For instance, 

the perceptions of others can affect the amount of power (authority or influence) an 

individual has. Therefore, it is vital that within the current thesis the organisational context, 

dyad/group and individual factors be considered. Accordingly, the definition of power by 

Anderson and Berdahl (2002) will be used here, that is, “the ability to provide or withhold 
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valued resources or administer punishments” within an organisational context (p. 1362). 

Power within organisations therefore centers around competition for limited and significant 

resources (Blau, 1986), as well as the pressure and influence suggested in earlier 

definitions.  

The term power has often been used interchangeably with similar terms such as 

authority and influence. However, power differs significantly from these phenomena. While 

power is the ability to provide or remove resources or punishments, authority is formal 

power, which is sanctioned by the organisation (or similar body), and is often given to 

managers (Anderson & Berdahl, 2002; Keltner et al., 2003). For instance, a consultant can 

be given the authority by the organisation to interview staff about a critical incident that 

occurred within the workplace. Thus, authority is power as it relates to a role or position 

within an organisation, suggesting that power can still occur without the need of any formal 

authority (Keltner et al., 2003).  

It is also possible for someone with authority to feel powerless (French & Raven, 

1959; Keltner et al., 2003). Using the previous example, although the consultant may have 

the authority to interview staff, staff could possibly reject the request for an interview, 

cancel the interview at the last minute, not attend the interview, or act belligerently towards 

the consultant in the interview. All of these responses could result in the consultant feeling 

powerless to achieve their task. Therefore, authority is limited in the amount of power it can 

provide to an individual, mainly due to the perceptions of others (to be discussed in the 

section on Legitimate Power).  

 Alternatively, influence is a consequence of having power. In other words, someone 

who has the ability to provide or remove resources or punishments may use this power to 

influence others (Anderson & Berdahl, 2002). For example, a manager who can provide 

their staff with monetary bonuses will have considerable influence. Conversely, an 

individual who can punish a colleague through social exclusion can also have a enormous 

influence. Therefore, power provides individuals with the ability to influence others. 

Significantly, it is the control of valued organisational resources that provides a range of 

individuals with the power to influence others. In addition, the definition of influence also 

suggests that power is not always used by those who have it (Emerson, 1962).  

Power can also be either direct or indirect. It can be direct through interactions with 

the other party, or indirect through the relocation of significant resources (Sell et al., 2004). 

Power can also be formal or informal (Mechanic, 1962, 2003). Authority is an example of 

formal power, but power can also exist through informal mechanisms such as social 

networks (Brass & Burkhardt, 1993). These different aspects of power will be discussed 
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throughout this chapter as the different sources of power for managers and staff are 

explored further.  

Power and Dependency 

One concept closely related to power is the notion of dependency which also plays a 

significant role in workplace bullying. The literature indicates that, in the case of workplace 

bullying, it is the target’s dependency on the offender that produces the power imbalance 

necessary for bullying to occur (Einarsen et al., 2003; Keashly & Jagatic, 2003). Bassman 

(1992) even states, “one common thread in all abusive relationships is the element of 

dependency. The abuser controls some important resources in the [target’s] life, the [target] 

is dependent on the abuser” (p. 2). This suggests that dependency is a significant factor in 

any bullying experience.  

According to social exchange theory, people are mutually dependent on each other 

(Cook, Yamagishi & Donnelly, 1997). In a truly interdependent relationship in the 

workplace, staff rely on their managers for direction, resources and rewards, while 

managers are dependent on staff to be productive and fulfil the goals of the organisation 

(Cook et al., 1997). However, either party can deny, hinder or help the other person in 

achieving their goals (Emerson, 1962). When one person’s goals are denied or hindered and 

that person values the item in question (such as, a reward or information), then power can 

be derived (Emerson, 1962).  

Essentially, “power resides implicitly in the other’s dependency” (Emerson, 1962, p. 

32), or in other words A’s power is based on B’s dependency on A (Bacharach & Lawler, 

1981; Lawler, 1992). For example, a manager who would be lost without their secretary 

could have less power than the secretary. The secretary’s power is derived from the 

manager’s dependency on the secretary for the everyday running of the office, while a 

secretary, with many years of experience and a number of job offers, is not as dependent on 

the manager for their job. Therefore, the level of dependence between parties influences the 

ability to use power (Emerson, 1962). The more dependent one person is on another, the 

less potentially powerful they are (Emerson, 1962). Indeed, “power is a function of 

dependence” (Bacharach & Lawler, 1980, p. 20). Within the following section, the types of 

power are elaborated upon. 

Introduction to the Types of Power 

French and Raven (1959), in their classic work on power, introduced five 

interpersonal bases of power: legitimate, reward, coercive, expert and referent power. 

Legitimate power is commonly seen as the traditional form of power usually held by a 
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manager in an organisation and tends to come directly from the person’s position (French & 

Raven, 1959). This would include the use of the power held within a position to produce the 

desired results, including the power to reward others. As such, reward, or the provision of 

rewards to gain agreement between two parties, is another basis of power (French & Raven, 

1959). Alternatively, coercive power is the power to punish, and results in the compliance 

of others due to fear of punishment (French & Raven, 1959). Thus, legitimate, reward, and 

coercive power are predominately derived from a person’s authoritive position in an 

organisation.  

Alternatively, power can also be drawn from the personal attributes or characteristic 

of a person, such as the possession of specific expertise or knowledge or, according to 

French and Raven (1959), expert power. Referent power is power received when a person 

wants to be associated or identified with another (French & Raven, 1959). Thus, the level of 

perceived charisma a person has will influence the amount of referent power they have. 

Through the use of expert and referent power, individuals can influence others to produce 

their desired results. Finally, informational power was added as a sixth basis of power by 

Raven in 1993. The power of information has been long recognised. As early as the 1500s, 

Sir Francis Drake was known to have said that ‘information is power’. While informational 

and expert power rely upon the possession of knowledge, informational power differs from 

expert power (which focuses on skill development). In contrast, informational power relates 

to the ability to gain access to or obtain needed information. Thus, according to French and 

Raven (1959; Raven, 1993), power in organisations can be obtained from a number of 

sources, that can be associated either with the position of a person (e.g., legitimate power), 

and personal characteristics of an individual (e.g., expert power). 

Other prominent theorists provide support for this framework. For example, in a 

similar conceptualisation of the types of power, Bacharach and Lawler (1980) argue that 

there are two main types of power in organisations, authoritive power, which is derived 

from the position of a person, and influence power, which is sourced from the 

characteristics of a person (see Table 1 for a comparison of French and Raven’s and 

Bacharach and Lawler’s conceptualisations). Authoritive power is based on formal and 

structural sources of power (like, French and Raven’s legitimate power), while influence 

power is sourced from more informal and personal sources (like, French and Raven’s 

referent power). Moreover, Bacharach and Lawler refer to the works of Etzioni (1961) and 

the three bases of power he introduced, coercive [which is similar to French and Raven’s 

(1959) coercive power], remunerative (the ability to provide material rewards), and 

normative power (the ability to provide symbolic rewards such as recognition and praise).  
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Table 1 
Comparison of French and Raven’s and Bacharach and Lawler’s conceptualisation of 
power 

French and Raven  
(1959; Raven, 1993) 

 
Bacharach and Lawler  

(1980) 
o Legitimate Power—is directly 

related to the position the person 
holds 

o Reward Power—is the provision of 
rewards to gain the result of 
agreement 

o Coercive Power—is the power to 
punish and results in compliance 
due to fear of the punishment 

Authoritive 
or 

Positional 

o Material rewards—the provision of 
material (such as monetary) rewards 

o Symbolic rewards—the provision of 
symbolic rewards, for example, 
recognition and praise 

o Knowledge—access to expertise 
and information  

o Coercion—the enforcement of 
penalties  

o Expert Power—is the possession of 
specific expertise or knowledge* 

o Referent Power—is power received 
because the other person wants to 
be associated or identified with you 

o Informational Power—is access to 
or ability to obtain needed 
information* 

Influence or 
Personal 

o Symbolic rewards—the provision of 
symbolic rewards, for example, 
recognition and praise 

o Knowledge—access to expertise 
and information 

* Expert and informational power can also be accessed by those in positional power, according to Bacharach 
and Lawler (1980) 

 

According to Bacharach and Lawler (1980), authoritive power has access to all four 

bases of power; coercion, material rewards, symbolic rewards, and knowledge. 

Alternatively, influence power is limited to only symbolic rewards and knowledge. 

Bacharach and Lawler’s (1980) knowledge is similar to French and Raven’s (1959) expert 

power and Raven’s informational power (1993). Using Bacharach and Lawler’s (1980) 

conceptualisation, it can be argued that staff (compared with managers) would 

predominately have access to influence power due to lack of access to structural and formal 

sources of power.    

Therefore, it would appear that power in organisations can be derived from a person’s 

position or role, ‘positional power’ or ‘authoritive power’, and a person’s individual 

characteristics, ‘personal power’ or ‘influence power’ (Bacharach & Lawler, 1980; French 

& Raven, 1959; Somech & Drach-Zahavy, 2002; Yukl, 1989). According to Bacharach and 

Lawler (1980) and Bass (1990), positional power is more formal and sourced from the 

legitimacy or structure of the role (Mechanic, 1962, 2003). Thus, a person’s position within 

an organisation provides the individual with bases of power such as coercive power, reward 

power, and access to information and expertise.  

Alternatively, personal power is more informal (Mechanic, 1962, 2003) and is 

sourced from a person’s individual characteristics, such as personality and expertise. 

Personality, which is similar to referent power, is the use of charisma and verbal skills 

(Bacharach & Lawler, 1980). In contrast, expertise is specialised knowledge usually 
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obtained from outside the organisation. In addition, projects and tasks that individuals 

perform in organisations can also provide these individuals with personal power (Crozier, 

1964), when linked to expertise and informational power (French & Raven, 1959; Raven, 

1993). As a result, personal power relies on the ability to provide symbolic rewards and 

access to information and expertise, as it lacks the authoritive power which is sourced from 

a designated role (Bacharach & Lawler, 1980; French & Raven, 1959; Somech & Drach-

Zahavy, 2002; Yukl, 1989).  

In summary, while authority in itself tends to be unidirectional (top → down), power 

and its use is multidirectional (downwards, across and upwards) (Bacharach & Lawler, 

1980). Bacharach and Lawler (1980) emphasise this difference, stating that most of the 

organisational literature has ignored the possibility that staff members have access to power 

beyond the relatively limited power provided to them via the structure of the organisation. 

Thus, while managers have access to both authoritive and personal power, staff are 

generally limited to personal power as they lack the power which is sourced from a position 

of authority (Porter et al., 2003a). Rather than authoritive sources, staff would generally 

source their power from referent power (or personality), expertise, access to information 

and expertise, and use of tactics such as persuasion or manipulation to influence upwards 

(Bacharach & Lawler, 1980; Porter et al., 2003a). Indeed, Bacharach and Lawler (1980) 

argue that staff are active in taking power, noting that “individuals and subgroups within 

organizations are not passive recipients awaiting the downward trickle of power but rather 

active participants mobilizing power for their own ends” (p. 42). 

Concerns, however, have been raised with regard to French and Raven’s approach.4  

For instance, although recognising their extensive explanation of power, Bacharach and 

Lawler (1980) have criticised French and Raven’s approach for lacking a theoretical 

framework, overlapping and interrelated categories, as well as referent power appearing “as 

a catchall”, with no clear explanation of “what is being controlled or used by the party” (p. 

34). Bacharach and Lawler (1980) suggest that this lack of clarity stems from confusion 

between bases of power and sources of power. According to Bacharach and Lawler (1980), 

bases of power refer to what individuals control, while the source of power is how the 

individual came “to control the bases of power” (p. 34). Despite these concerns, French and 

Raven’s (1959; Raven, 1993) account of their six interpersonal sources of power has been 

one of the most popular explanations of power in the literature (Somech & Drach-Zahavy, 

2002), and has influenced research into power and its use in organisations (Bass, 1990; 

Yukl, 1989). As a result, French and Raven’s conceptualisation will be used as a foundation 

for this chapter, with further power approaches (such as, the structural and behavioural 

                                                
4 For a more detailed discussion of the criticisms of French and Raven's approach, refer to Bacharach and Lawler, 
1980, and Bass, 1990.  
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approach to power) also discussed within French and Raven’s six sources of power. In 

addition, as political tactics (Kipnis, Schmidt & Wilkinson, 1980) are seen as the use of 

power in an attempt to influence another, they will also be explored in conjunction with 

French and Raven’s six interpersonal sources, specifically focusing on sources of power 

that could be used against another. Initially, the positional power of managers and how 

legitimate power can be diminished will be outlined. Reward and coercive power will then 

be discussed, as they are generally linked to the position a person holds in an organisation. 

This will be followed by a discussion of the sources of personal power available to 

individuals in organisations; this section will introduce the structural and behavioural 

approaches to power. Within the structural approach to power, referent, informational and 

expert power will be examined, followed by the behavioural approach to power and a 

discussion of political tactics.  

Positional Power 

Legitimate Power 

As discussed previously, positional or authoritive power is primarily sourced from the 

position or role a person performs (Bacharach & Lawler, 1980; Bass, 1990; Mechanic, 

1962, 2003). As a result, legitimate power is often linked to the position a person holds 

within the organisation, or to their authority (French & Raven, 1959). However, legitimate 

power stems from the acknowledgement of another person’s right to power (French & 

Raven, 1959; Mechanic, 1962, 2003). Generally, acceptance of legitimate power relies on 

one of three values (French & Raven, 1959). The first of these is the acceptance of cultural 

values. For example, acceptance of the value of age and that experience and age are 

respected. Secondly, the acceptance of the broader social structure will assist a staff 

member in accepting a manager’s positional power, for example, a staff member 

acknowledges that managers have the power to delegate work within organisations. Finally, 

acceptance will also be given if a legitimising agent endorses the person in authority, for 

example, a respected CEO is seen to approve and support a manager.  

In a similar approach, Bacharach and Lawler (1980) suggest there are three 

dimensions of authority, domain authority, scope of authority, and legitimacy of authority. 

Both domain authority and scope of authority are formally defined by the role of the person. 

Domain authority involves the number of units under the control of the manager, while the 

scope of authority entails the activities in which each unit is involved. Finally, Bacharach 

and Lawler (1980) propose a third dimension, legitimacy of authority, which is similar to 

French and Raven’s (1959) explanation that the manager is seen to have authority because 

of the position they hold. They state that this is the most important of the three dimensions 
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of authority. However, Bacharach and Lawler (1980) propose that legitimacy of authority is 

a perceptual phenomenon. Therefore, it appears that the legitimacy of a manager’s authority 

is greatly dependent on the perception of others to accept their right to power (Bacharach & 

Lawler, 1980; French & Raven, 1959).  

If a person in authority is seen to lack any one of the aspects of legitimate power 

proposed by French and Raven (1959), for example a young manager or a manager who 

appears to lack the support of their senior manager, then the power sourced from their 

position could potentially be affected. Miller (1997), in a study of gender harassment within 

the U.S. Army, states that often men did not recognise the authority of female officers in 

power, believing that their power was obtained illegitimately (e.g., via organisational 

quotas), or that they had used their gender inappropriately to gain to their position. Miller 

(1997) suggested that, as a result, some men within the army take on disruptive covert 

behaviours, which undermine the female officer’s legitimate power, making it difficult for 

them to do their job. Examples of covert counter-productive behaviour seen in the study 

included tardiness, constant unjustified scrutiny of the manager’s decisions, gossip and 

rumours, as well as sabotage (Miller, 1997), all of which could fit the bullying definition if 

they occurred regularly and over a period of time. Therefore, although a manager may hold 

a position that traditionally possesses power, their positional power may be limited by 

another’s refusal to recognise this power, which may occur when the manager is perceived 

as a member of a minority social group based on their gender, age, sexual orientation, 

religion, or ethnicity.  

Thus, perceptions of a manager’s claim to authority can impact the amount of 

influence they have. As discussed previously, while power is often seen as the potential to 

influence another’s behaviour (Bass, 1990; French & Raven, 1959; Somech & Drach-

Zahavy, 2002; Yukl, 1989), influence is seen as the consequence of power (Anderson & 

Berdahl, 2002; French & Raven, 1959; Somech & Drach-Zahavy, 2002). It is therefore 

possible to conceptualise that even though managers have legitimate power within the 

organisation, this is only potential power to influence others. Furthermore, staff will act 

against or circumvent a manager’s authority if they perceive the manager’s authority as 

illegitimate (Mechanic, 1962, 2003; Porter et al., 2003a), as noted in Miller’s study (1997). 

Thus, it could be that perceptions of power, rather than an objective analysis of power 

resources, influence actions on the part of an individual (Miller, 1997).  

This is supported by Anderson & Berdahl (2002), whose study into the experience of 

power found that a sense of power is a significant contributor to the effects of power. They 

found that “dominant individuals (who had more influence) behaved the way they did in 

part because they felt more powerful” (p. 1368). Thus, power is a perceptual concept which 
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can reinforce self-perceptions of power. In this respect only managers who are perceived as 

powerful may have the influence necessary to bully a colleague or staff member. 

Alternatively, if a manager’s power is perceived to be illegitimate then they may be 

vulnerable to being a target of workplace bullying. 

Reward Power 

Another interpersonal source of power, introduced by French and Raven (1959), is 

the control of resources and rewards, or reward power (Yukl, 1989). Often, the level of 

control over resources and rewards is drawn from the position held by the individual within 

the organisation (Yukl, 1989). Thus, if a person’s claim to authority is perceived as 

illegitimate, then their level of reward influence will be minimal (Yukl, 1989). Similarly, if 

the potential for receiving the reward is low, the level of influence will also be reduced 

(Yukl, 1989).  

Furthermore, a person’s reward power can be increased by links to senior 

management (Bass, 1990), in that managers who have influence with senior managers have 

more access to rewards and as a result more power (Pelz, 1951). Alternatively, the amount 

of reward power a staff member may have access to could be limited as their position does 

not give them access to the ability to assign resources and rewards (Porter et al., 2003a). 

Etzioni (1961), however, divided reward power into two different forms of reward; 

remunerative power, which is the ability to provide material rewards (e.g., a monetary 

bonus) and normative power, which is the ability to provide symbolic rewards (e.g., 

recognition as employee of the month). As a result, staff who are well liked may have 

access to symbolic rewards. However, in general, staff lack remunerative power or the 

ability to offer material rewards. Thus, the withdrawal of either material or symbolic 

rewards may be a tactic used by individuals to bully others in the workplace. 

Coercive Power 

In contrast to reward power, coercive power is the ability to punish another (French & 

Raven, 1959). However, as the ability to penalise others is generally related to the authority 

or position a person holds within an organisation, staff usually do not have access to this 

form of power (Porter et al., 2003a). Miller’s (1997) study demonstrated, however, that staff 

members can punish a manager through sabotage, gossip and rumour, and constant 

unjustified scrutiny of the manager’s decisions. In addition, Mechanic (1962; 2003) 

suggests that if a staff member perceives their rights or expectations have not been met or 

are in jeopardy, then a coercive form of punishment such as sabotage can occur. This may 
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result in the manager being compliant or giving in to staff in order to avoid the 

consequences of punishment like sabotage.  

An example of this is provided by Sykes (1961) who studied prison guards and found 

they were reluctant to report non-compliance by prisoners, as they were concerned that 

frequent reporting to their manager of violations by prisoners would impact their 

reputations negatively. Concern about the perception that they could not do their job led to 

prison guards allowing minor violations on the part of prisoners, in exchange for co-

operative behaviour from the prisoners later on with regard to more significant issues. A 

similar example can be drawn from the research into schoolyard bullying, where teachers 

may allow inappropriate behaviour from students due to fear that the student may humiliate 

them (Rigby, 2002). Thus, although coercive power is generally seen as available only to 

those in positions of power, staff members also have limited access to coercion. Thus 

coercive power can be used by a manager to bully a staff member or in some cases by a 

staff member to bully a colleague or manager.  

Personal Power 

As outlined earlier, personal power tends to relate to an individual’s personality or 

referent power, and the use of charisma and verbal skills, expertise, and access to and/or 

control of information (Bacharach & Lawler, 1980; French & Raven, 1959; Mechanic, 

1962, 2003; Somech & Drach-Zahavy, 2002; Yukl, 1989). Unlike managers who can 

acquire power from both positional and personal sources, staff gain the majority of their 

power from personal sources, as well as through the use of tactics such as persuasion or 

manipulation to influence those around them (Pfeffer, 1981; Porter et al., 2003a). The 

structural and behavioural theoretical approaches to power will now be used to further 

illuminate the concept of personal power.  

Structural and Behavioural Approach to Power  

In contrast to French and Raven’s (1959) focus on interpersonal sources of power, 

other research has developed the structural and behavioural approaches to power in 

organisations. It is within these two approaches that the remaining sources of power 

suggested by French and Raven (1959) and Raven (1993) (referent, information and 

expertise) will be discussed.  

Structural Power 

The initial perspective of the structural approach to power tended to focus on power 

associated with organisational position and as such the legitimate or positional power of a 

person (Brass & Burkhardt, 1993). However, social networks, and the power derived from 
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them, have also been linked to structural power (Kanter, 1977; Miller, Goddard & Spence 

Laschinger, 2001; Rayner et al., 2002), indicating that structural sources of power can be 

both formal and informal (Pfeffer, 1981). While all organisational members have access to 

structural power, it is expected that staff members will obtain most of their power from 

informal sources such as social networks rather than more formal sources of power (which 

managers have access to).  

The social network approach to power proposes that power can be drawn from links 

to a network of individuals (Brass & Burkhardt, 1993). Factors such as a person’s level of 

centrality within the network and the resultant access to support and information will 

influence the amount of power an individual derives from the network (Brass & Burkhardt, 

1993). Indeed, as an employee’s time in the organisation increases so can their access to 

information and other forms of personal power (Mechanic, 1962, 2003). Within this 

approach, there is often a strong link made between these factors and dependency 

(Bacharach & Lawler, 1980). For example, a staff member who has access to important 

information, expertise or resources because of their position within the social network will 

be a vital contributor to organisational functioning. As a result, others, including managers, 

may become dependent on them, making the staff member potentially powerful.  

Referent Power and Centrality 

Within the organisational literature, referent power is often linked to the 

characteristics of leaders (Pfeffer, 1981; Raven, 1993; Yukl, 1989), suggesting that power 

can be obtained through the personality of an individual. Thus referent power is not limited 

to formal leaders in an organisation. In addition, research has found that centrality to a 

network within the organisation is related to power (see Burkhardt & Brass, 1990; 

Krackhardt, 1990). The centrality of an individual to a network that offers them access to 

others in positions of power, can also influence the amount of information they have access 

to, and as a result their personal power. Referent power, which is based on a person’s 

charisma and links to others (French & Raven, 1959), also provides individuals with 

personal power (Bacharach & Lawler, 1980) and will assist an individual to obtain a central 

position within the network. Once at the center of a network, these individuals can use their 

power, be it expert or referent, to influence others’ attitudes and behaviours (Brass & 

Burkhardt, 1993). Therefore, the more central a person is to a network, the more expertise 

and information they have potential access to and control over, resulting in more power to 

influence others.  
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Access and Control of Information   

Networks, then, can provide individuals with access and control over information. 

Informational power is defined as the “access or opportunity actors have to gain information 

about the inner workings of the organization or about the relation of the organization to the 

environment” (Bacharach & Lawler, 1980, p. 33). Possessing knowledge or information is 

often cited in the literature as a major source of power and is considered a vital basis for 

power (Bacharach & Lawler, 1980; Raven, 1993). Informational power can be seen as a 

form of positional power, as those in authority or in certain positions generally have more 

access to, and control of, information (Yukl, 1989). However, as control over information is 

not dependent on the person holding a position with authority (Mechanic, 1962, 2003), 

informational power was considered a type of personal power which many organisational 

members can potentially access regardless of their formal position. The link between 

informational power and positional power, however, is still recognised. For instance, a staff 

member who according to their position does not hold much authoritive power, such as a 

secretary, can have access to and control of considerable information which provides them 

with a significant amount of power (Mechanic, 1962, 2003).  

In addition, informational power can be either direct or indirect. For instance, 

individuals can seek out responsibility for the control and management of information as 

part of their role (direct), or influence decisions by informing managers of specific 

information (indirect) (Yukl, 1989). Informational power, however, is significantly 

dependent on how important others perceive the information to be (Bass, 1990). Therefore, 

if the information is vital to the functioning of the organisation, then others within the 

organisation will be highly dependent upon those who control it. As a result individuals, 

through the control of vital information, could have considerable power, which could be 

used against a subordinate, colleague or manager and even to bully them in some 

circumstances.  

Expert Power  

Similarly, expert power (French & Raven, 1959) is another source of personal power 

all members of an organisation have access to. The control of knowledge is a key aspect of 

the influence process but, unlike information, expertise is more formalised (Bacharach & 

Lawler, 1980). If an individual possesses knowledge or expertise vital to the organisation 

then others in the organisation, in particular managers, will be highly dependent upon them 

for the successful functioning of the organisation (Mechanic, 1962, 2003; Yukl, 1989). This 

is especially relevant if the expertise is rarely available (Yukl, 1989) and if there are few 

alternative sources within the organisation for this knowledge (Brass & Burkhardt, 1993). 
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As a result, some organisational members may actively seek to enhance their expert power 

by ensuring they are the only source of expertise (Yukl, 1989). For instance, Hickson, 

Hinings, Lee, Schneck and Pennings (1971), suggest individuals may destroy alternative 

sources of information such as manuals, or make the task appear more difficult than it is, in 

order to strengthen their expert power.  

Indeed, it is also suggested that as the rate of technological change within 

organisations continues to increase, expert power is becoming more fluid and is less linked 

to the individual or position and is more dependent on the current technology of the 

organisation (Bass, 1990). For example, an individual who is knowledgeable about a new 

computer program the organisation is using will have substantial power. Experts have 

increasingly become more important as the tasks within organisations have become more 

specialised and as organisations have become larger (Mechanic, 1962, 2003). As a result, 

experts can hold considerable power within organisations, as they can either withhold their 

expertise and in extreme cases even sabotage projects (Mechanic, 1962, 2003).  

Moreover, expertise with regard to decision-making and problem solving is not the 

only source of knowledge a person can hold within an organisation. A person’s knowledge 

and experience of the workplace, knowledge of another person’s vulnerabilities (Einarsen, 

1999), as well as knowledge of the organisation’s systems and rules (Mechanic, 1962, 2003; 

Yukl, 1989), are further sources of expert power. For instance, within the workplace 

bullying literature it is argued that “knowledge of someone’s ‘weak point’ may become a 

source of power in a conflict situation” (Einarsen et al., 2003, p. 10). With regard to 

knowledge of the organisation’s systems and rules, individuals with extensive knowledge of 

the organisational rules could use this knowledge as a coercive tactic by ‘working to rule’ 

(Mechanic, 1962, 2003; Yukl, 1989). In this case it is very difficult for management to 

discipline the individual (Mechanic, 1962, 2003; Yukl, 1989). It is suggested that 

organisational members may use the rules and procedures within the workplace as “an 

excuse for not doing something requested by the leader” (Yukl, 1989, p. 186). As with 

expertise in relation to technical aspects of work, these interpersonal and political forms of 

expertise can also be abused. Thus, like access and control of information, the possession of 

expertise can also be a source of power for individuals within an organisation which could 

be used to bullying a subordinate, colleague or manager. 

According to French and Raven (1959), however, expert power can be limited by 

referent power. They suggest that if an individual is lacking in referent power (that is 

charisma), then others may not respect their expert power as much (French & Raven, 1959). 

Therefore, although expertise or access to information may offer power to a person, their 
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characteristics or charisma can also influence the amount of power they have over their 

colleagues and others.  

Behavioural Approach to Power 

In addition to the structural approach to power in organisations, there is a view that 

power is derived from the actions of individuals (Porter et al., 2003a). As most staff 

members do not have access to formal sources of power, Porter et al. (2003a) argue that 

staff members will attempt to influence their managers upwards mainly by using political 

tactics. These authors suggest that upward influence is closely related to political tactics, 

although, as previously demonstrated, political tactics are not the only source of upward 

influence to which staff have access. Indeed, most political behaviours in organisations 

have an element of upward influence (Porter et al., 2003a; Rao, Schmidt & Murray, 1995). 

For instance, impression management is one influence tactic that is commonly cited as 

being used by staff to influence their managers and is usually acceptable and appropriate 

(Yukl & Tracey, 1992).  

Waldron (1999), in a review of the upwards influence literature, defines upwards 

influence as an “attempt by a subordinate to select tactics that will bring about change in a 

more powerful target and facilitate achievement of a personal or organizational objective” 

(p. 253). Thus, upwards influence is an attempt on the part of a staff member to achieve a 

specific outcome or behaviour from their manager (Deluga & Perry, 1991). It is usually 

based on the promotion of self-interest, although at times it can be in the interest of the 

organisation (Porter et al., 2003a). Upwards influence however, is not to be confused with 

power, although the two aspects are closely related (Porter et al., 2003a). As stated 

previously, influence is seen as the use of power. Thus, the power sources explored 

previously (e.g., referent, informational and expertise) could form the bases of 

political/influence tactics.  

Political Tactics 

Lawler (1992) suggests that the use of political tactics can be the conscious or 

unconscious decision of any individual in an organisation after taking into account power, 

alternative options, and the possible consequences. The use of political tactics can either 

rely on existing power; “power-use tactics”, or can result in a change of power in the 

relationship; “power-change tactics” (Lawler, 1992, p. 23). While power-use tactics are the 

use of currently available sources of power to immediately address the conflict, power-

change tactics seek to build a power base in preparation for future conflicts (Lawler, 1992). 

An example of power-change tactic would be the development of a relationship with an 
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influential person in the organisation through which information and knowledge can be 

obtained. Similarly, workplace bullying can be either the result of current formal and/or 

informal power structures (power-use), or could be the result of the perpetrator’s continuing 

inappropriate behaviours (power-change) (Einarsen, 2000). 

Within the power-use tactics, there are two main forms of tactic. Conciliatory tactics 

involve communications and collaboration, while hostile tactics tend to be more negative 

and move towards intimidation and resistance (Lawler, 1992). Hostile tactics generally aim 

to place pressure on the other party to force a concession of some form (Lawler, 1992). 

Thus, political tactics can be seen as behaviours, appropriate or inappropriate, that 

individuals use to influence others. The use of political tactics by an individual could be 

used to either punish the other party, to gain information about the other party, or to test 

their resolve (Lawler, 1992) and may be perceived as unacceptable or manipulative.  

Naturally, the organisational environment will impact upon the type of tactics used. 

Van Maanen and Kunda (1989), in a study into organisational culture, found that the 

cultural and political environment of an organisation will determine the use of covert or 

overt resistance and whether the behaviour is perceived as appropriate. Porter, Allen and 

Angle (2003b) also suggest that the values and assumptions within an organisation will 

determine which political tactics are appropriate within that environment. Therefore, within 

certain environments, an individual could be perceived as being abusive while attempting to 

influence another, while in a different context their behaviour could be seen as appropriate. 

Waldron (1999), in his review of the upwards influence literature, concluded that in 

general researchers have avoided the issue of interactive communication. Jukl, Falbe and 

Youn (1993), in their study into the sequencing of influence tactics, support Waldron’s 

summary, stating that there is little known about the repeated attempts to influence another. 

However, research by Yukl and Falbe (1992) and Yukl et al., (1993) indicates that when a 

staff member, supervisor or manager attempts to influence their senior manager, there is a 

progression from softer political tactics, such as reasoning or making simple requests, to 

more overt behaviours, such as pressure tactics (similar to the cycle from incivility to more 

aggressive behaviours as presented in Chapter Two). Thus, although there are only a few 

studies into the repeated use of political tactics, it appears that a cycle from softer to harder 

political tactics is likely.  

For over two decades, a number of researchers have attempted to develop and 

understand the political tactics staff can used to influence others in the workplace. In 1980, 

Kipnis, Schmidt and Wilkinson developed a range of influence political tactics by asking 

165 part-time students to write about how they influence their boss (n = 62), colleagues (n 

= 49), and subordinates (n = 54). As a result, 58 questionnaire items were developed and 
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administered to 754 employed graduate students. Eight influence tactics were identified; 

assertiveness, ingratiation, rationality, sanctions, exchange of benefits, upward appeal, 

blocking, and coalitions. In 1982, Kipnis and Schmidt (cited in Schriesheim & Hinkin, 

1990) refined the items, and developed the Profile of Organisational Influence Strategies 

(POIS).  

It was proposed by Kipnis and Schmidt (1985) that influence tactics could be 

categorised into either soft (e.g., use of friendliness tactic), hard (e.g., use of pressure 

tactics) or rational (e.g., use of reason) strategies. In a study by Framer, Maslyn, Fedor and 

Goodman (1997), the structure of Kipnis and Schmidt’s categories was supported. The hard 

category included tactics such as pressure (previously known as assertiveness), upwards 

appeal and coalition use; soft strategies consisted of ingratiation and exchange; while 

rational strategies included the use of reason or rational persuasion (Farmer et al., 1997). 

Hard strategies are defined as “those where the influence agent perceives that he or she 

controls meaningful reinforcements for the target” (Farmer et al., 1997) and expects 

compliance. As this form of strategy would normally occur through the control of rewards 

and punishment, it is generally linked to legitimate power. However, through the use of 

threats, manipulation and upwards appeal (going over the head of the manager), staff 

members would also be able to use this form of strategy (Farmer et al., 1997). 

Upwards Political Tactics 

Furthermore, in 1988, Kipnis and Schmidt, using a version of the POIS, measured six 

upwards influence strategies, which were identified in the original Kipnis, Schmidt and 

Wilkinson’s study in 1980 (Kipnis & Schmidt, 1988, 2003). The six strategies were reason, 

friendliness, assertiveness (often referred to now in the literature as pressure tactics; see 

Yukl & Falbe, 1990; Yukl, Guinan & Sottolano, 1995), coalition, higher authority, and 

bargaining (see Table 2 for a full description of each strategy).  

Within this study, Kipnis and Schmidt (1988; 2003) categorised the tactics into a 

number of styles used by staff when attempting to influence their managers. These were 

labelled as shotgun, ingratiator, bystander, and tactician styles (Kipnis & Schmidt, 1988, 

2003). Staff using the shotgun style scored high on all of the influence styles but especially 

on pressure tactics (previously known as assertiveness). Kipnis and Schmidt’s (1988; 2003) 

findings suggested that the shotgun style of upwards influence was related to securing 

personal benefit as well as agreement with staff members’ ideas. In comparison, the 

ingratiator style was particularly high on friendliness, with average scores being recorded 

for the other five influence strategies. Alternatively, the bystander styles scored relatively 
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low on all six influence strategies. Finally, the tactician style scored high on reasoning, with 

average scores for the other strategies.  

 

Table 2 
Upwards Influence tactics  

 

Research has found that the choice of tactic by a staff member is influenced by a 

range of factors. Interestingly, in his review of the upward influence research, Waldron 

(1999) concluded that the quality of the relationship between staff and manager has been 

found to influence the type of political tactic used. Staff with low quality relationships with 

their managers tended to use “more protective, deceptive, and avoidant communication, 

except in deteriorating situations, where they apparently threw caution to the wind and 

chose more direct tactics” (Waldron, 1999, p. 274). Furthermore, when the goals of staff 

members were related to personal issues, soft tactics tended to be used; however when the 

goals related to organisational issues, rationality or hard tactics were used (see Kipnis et al., 

1980; Waldron, Hunt & Dsilva, 1993). As stated previously, if a staff member feels that 

their rights are under threat or have not been respected, then a coercive form of punishment 

such as sabotage can occur (Mechanic, 1962, 2003). Thus, if a staff member feels the 

relationship with their manager is poor, and if they feel they are under threat, then the type 

of tactic used by them to address their issues will tend to include pressure, upward appeal, 

and coalition tactics. 

Pressure 
Tactics 

“The person uses demands, threats, or intimidation to 
convince you to comply with a request or to support a 
proposal. (Similar to assertiveness)”. (p. 133) 
 

Coalition Tactics 

“The person seeks the aid of others to persuade you to do 
something or uses the support of others as an argument for 
you to agree also”. (p. 133) 
 

Hard 
Strategies 

Higher Authority 
or Upward 
Appeals 

“The person seeks to persuade you that the request is 
approved by higher management, or appeals to higher 
management for assistance in gaining your compliance with 
the request”. (p. 133) 
 

Friendliness or 
Ingratiating 

Tactics 

“The person seeks to get you in a good mood or to think 
favorably of him or her before asking you to do something”. (p. 
133) 
 

Soft Strategies 

Bargaining or 
Exchange 

Tactics 

“The person makes an explicit or implicit promise that you will 
receive rewards or tangible benefits if you comply with a 
request or support a proposal, or reminds you of a prior favor 
to be reciprocated”. (p. 133) 
 

Rational 
Strategies 

Reason or 
Rational 

Persuasion 

“The person uses logical arguments and factual evidence to 
persuade you that a proposal or request is viable and likely to 
result in the attainment of task objectives”. (p. 133)  
 

Note. Yukl & Falbe’s (1990, p. 133) study entailed reconceptualising Kipnis and Schmidt’s six tactics. 
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Summary—Power, Dependency and Workplace Bullying 

In summary, power and dependency play an important role in the development of 

workplace bullying conflicts. Einarsen et al. (2003) proposed that in the case of workplace 

bullying, it is the target’s dependence on the offender that produces the power imbalance, 

enabling bullying in the workplace to occur. Similarly, Keashly and Jagatic (2003) have 

suggested that an underlying feature of power is the concept of dependency, proposing that 

power should be defined “as a process of dependency” (p. 48). Dependency within 

organisations occurs at all levels, with staff relying on their managers for direction, 

resources and rewards, and managers depending on staff to be productive and fulfil the 

goals of the organisation (Cook et al., 1997). However, problems arise when either party 

within this interdependent relationship denies or hinders the other person in achieving 

his/her goals (Emerson, 1962). Through the use of a range of power sources individuals 

within organisations are able to create the power imbalance necessary for workplace 

bullying to occur. The following section builds on this conceptualisation of power, 

dependency and workplace bullying, through the application of social identity theory. It is 

suggested that social identity theory provides a useful framework for understanding how 

conflicts, like workplace bullying, can develop and escalate. 

Introduction to Social Identity Theory 

In exploring the processes around workplace bullying, extant research has focused on 

individual factors such as personality traits of the target or the bully (e.g., Ashforth, 1997; 

Coyne et al., 2000; Douglas & Martinko, 2001; Zapf, 1999), and bullying as an 

interpersonal conflict (e.g., Einarsen et al., 2003). In addition, research studies have 

investigated the influence of organisational factors, such as leadership and the changing 

nature of work, on workplace bullying (e.g., Einarsen, 1999, 2000; Einarsen et al., 2003; 

Einarsen & Skogstad, 1996; Hoel & Salin, 2003; McCarthy, 1996; Sheehan, 1996; Vartia, 

1996). Others have emphasised that bullying is a multi-faceted phenomenon and, as such, 

multiple causes including organisational and group-related factors, and not just individual 

aspects, should be considered (Zapf, 1999). Indeed, Zapf (1999) suggested that group 

characteristics, for example envy and scapegoating of groups, are also related to workplace 

bullying. Group characteristics such as ethnicity (Fox & Stallworth, 2004; Rayner & Hoel, 

1997), gender, age (Zapf cited in Zapf & Einarsen, 2003), and organisational status 

differences (Hoel et al., 2001), such as the division between management and staff (Jablin, 

1986), have been found to be related to workplace bullying. As a result, further research 

into workplace bullying as a group event has been called for (Ramsay & Troth, 2002).  
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Einarsen et al. (2003) contend that being a member of a group which is considered 

outside of the accepted dominant culture may be the only reason some people are bullied. 

As a result, the application of group-based theory may assist in our understanding of the 

processes involved in workplace bullying. In the following section, social identity theory 

will be introduced and applied to workplace bullying.  

Social identity and Workplace Bullying 

A number of hypotheses have been presented as part of, or extensions of, social 

identity theory to explain why individuals seek to place themselves within or outside social 

groups. According to social identity theory, social competition resides within two 

complementary processes, social categorisation and social comparison (Hogg & Mullin, 

1999; Hogg & Abrams, 1988; Hogg & Terry, 2000), as seen in Figure 4.  

Social Categorisation and Social Comparison 

Social categorisation is a process by which an individual classifies themselves and 

others according to perceived similarities and differences (Haslam, 2001; Hogg, 1996; 

Hogg & Terry, 2000; Tunner, 1999). By so doing, individuals place themselves in a 

preferred in-group based on similar characteristics. Difference is used to exclude others and 

place them in the out-group (Hogg, 1996; Hogg & Abrams, 1988; Hogg & Terry, 2000; 

Turner, 1981). Characteristics that people can use to define in-groups or out-groups include 

age, gender, or race. Organisational distinctions, such as department, profession and 

position (i.e., manager or staff member) can also define in- or out-group membership 

(Schneider & Northcraft, 1999).  

Social comparison is the process whereby individuals make direct comparisons 

between themselves and others, as well as with other social categories or groups (Callan, 

Gallois, Noller & Kashima, 1991). By making comparisons to those whom we like and are 

similar to, or the in-group, our self-esteem is increased (Callan et al., 1991; Haslam, 2001; 

Hogg & Abrams, 1988; Hogg & Terry, 2000; Schneider & Northcraft, 1999). This is known 

as the self-esteem hypothesis and is considered as one of the primary motivating factors for 

the development of social identity (Hogg & Abrams, 1988). Furthermore, comparing the 

characteristics of the in-group to relevant out-groups also develops social identity (Callan et 

al., 1991). Therefore, in order to enhance social identity, individuals tend to favour 

members of their in-group at the expense of those in the out-group (Hogg, 1996; Hogg & 

Terry, 2000; Schneider & Northcraft, 1999). As a result, individuals in the in-group develop 

their own social identity and self-esteem, and fulfil a need for inclusion (Brewer, 2001) at 

the expense of those in the out-group who are excluded. 
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Figure 4.  Social identity theory. 
 

 

Self-categorisation and Prototypes 

Self-categorisation extends the theory of social identity (Hogg, 1996; Haslam, 2001) 

and further explains the process of bullying. According to Ramsay and Troth (2002), 

prototype formation and uncertainty reduction are two processes related to self-



  
  

 
An Exploration of Upwards Bullying   

Chapter Three:  Power, Dependency and Social Identity Theory-Literature Review                                                    Page    57   

categorisation which in turn can be associated with workplace bullying. Prototypes tend to 

be the attributes individuals attach to members of in-groups and out-groups (Hogg, 1996; 

Hogg & Terry, 2000; Ramsay & Troth, 2002). As a result, prototypes tend to indicate model 

behaviour or the ideal types of behaviours, thoughts and attitudes expected from a member 

of a particular group (Hogg, 1996; Haslam, 2001; Hogg & Terry, 2000). Through social 

comparison, similarities of prototype attitudes, beliefs, and behaviours are commonly 

emphasised within in-groups while differences between out-group members are accentuated 

(Hogg, 1996; Hogg & Terry, 2000). Thus, norms, stereotyping and cohesion within and 

between groups are developed.  

Consequently, through the use of prototypes, individuals no longer see themself as 

being distinctive or unique but rather representative of a prototype (Hogg & Mullin, 1999; 

Turner, 1999). This is known as the process of depersonalisation (Haslam, 2001; Hogg, 

1996; Hogg & Terry, 2000). Depersonalisation of others may help explain how some 

bullying behaviours are accepted or justified in some organisations (Ramsay & Troth, 

2002). Hence self-categorisation further explains the process of social-categorisation 

through the use of prototypes by which people categorise themselves. 

Uncertainty Reduction 

Moreover, prototypes assist in reducing uncertainty for individuals since the group 

informs them of appropriate beliefs, thoughts and behaviours. The reduction of uncertainty 

is seen as an additional motivation beyond the enhancement of self-esteem, and perhaps a 

more central explanation as to why individuals seek to categorise themselves into groups 

(Hogg & Mullin, 1999; Hogg & Terry, 2000). Hogg (1996) suggests that “uncertainty 

reduction through self-categorization can account for self-esteem, social attraction, positive 

social identity and ethnocentrism” (p. 75). Self-categorisation reduces subjective 

uncertainty by providing individuals with a clear set of attitudes and behaviours to follow in 

the form of a prototype (Hogg & Terry, 2000). Ultimately prototypes inform individuals 

about who they are and where they fit in. In times of great uncertainty or on vital issues, 

groups that provide clear and simple prototypes will be especially attractive to individuals 

(Hogg & Terry, 2000). Thus, in endeavouring to understand the current workplace 

environment, which is characterised by uncertainty (Lewis & Sheehan, 2003; McCarthy, 

1996; Sheehan, 1996, 1999), social identity and self-categorisation are particularly relevant 

because they provide an explanation as to why an individual may act and bully another. 

In times of uncertainty, it is possible that individuals seek out group support and the 

assurance it provides as a way of reducing uncertainty (Hogg & Terry, 2000). Furthermore, 

it is also possible to consider that those who are bullied are perceived to be in the out-group 
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simply because they are different from the prototype set by the in-group (Ramsay & Troth, 

2002). In the case of workplace bullying, it may be that the person who is being bullied is a 

target purely because of their particular group membership (Einarsen et al., 2003). They 

may be, for example, a female manager (who is seen as illegitimate in their position of 

authority) or a person from a minority group. As they do not suit the social categories 

within the workplace, they are placed within the out-group, isolated and treated accordingly, 

that is bullied.  

However, the interplay between the in-group, perpetrator and target is complicated. 

When threatened, an individual may act out of a desire to protect the in-group and their own 

self-identity, which is derived from group membership (Brewer, 2001) as well as the 

security the group offers to the individual (Hogg & Terry, 2000). According to Brewer 

(2001), aggression occurs more often out of a desire to enhance or protect the in-group. 

Where the out-group is seen as a threat to the in-group’s goals or values, hatred of the out-

group is intensified (Brewer, 2001). In this case, the in-group individual acts out of the 

desire to be a good group member. Similarly, if an individual’s identity or inclusion within 

the in-group is threatened, then the individual may act in response to this perceived threat 

(Ashmore, Jussim, Wilder & Heppen, 2001). The motive in this case is for the individual to 

reduce the threat and to protect their position in the in-group. Thus, workplace bullying may 

occur between parties when an individual perceives a threat to their in-group, for instance 

cultural change to the group, or to their own position within the in-group through an 

organisational re-structure.  

Conflict and a Social Identity Framework 

Ashmore et al.’s (2001) proposed social identity framework for intergroup conflict 

combines social identity, threat and appraisal (see Lazarus & Folkman, 1984) and harm 

doing (see Figure 5). Although Ashmore et al. (2001) applied this framework to larger scale 

intergroup conflict (international conflict such as the conflict within the Middle East), it is 

possible to apply it to workplace bullying because it assists in explaining the progressive 

cyclical nature of workplace bullying (Keashly & Jagatic, 2003). Ashmore et al. (2001) 

suggest that social identity mediates the cycle between threat, appraisal and harm doing, in 

that an in-group that has a sense of themselves as the ‘victim’ and the out-group as the 

abusers will respond to any threat with violence. Attributions of distrust for the out-group 

may fuel the perception that the out-group has harmful intent towards the in-group (Brewer, 

2001). For instance, factors such as organisational re-structures may be perceived by the 

workgroup as a threat to their current position. Further, despite the potential risk for those 
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taking action, feelings of victimisation and vulnerability may increase the chance of action 

and override any concerns an individual may have about risk (Ashmore et al., 2001). 

 

Figure 5.  Social identity framework for group based conflict. 
Source: Ashmore et al., 2001, p. 230 

 

The model also indicates a cycle between threat and appraisal and harm doing 

(Ashmore et al., 2001). The cycle suggests that as the in-group perceives a threat and 

responds with harm doing, be it physical or psychological, this in turn increases the threat 

even more, resulting in the need for further harm doing and leading to a spiral of ongoing 

harmful action. At this point the interplay between the individual(s) and the group becomes 

especially important. The individual(s) may act in response to a threat and out of a need to 

protect either the in-group or their own position within the in-group (Brewer, 2001). Power 

sources may then be used inappropriately by the individual(s), which could be perceived as 

bullying behaviour by the other party. In addition, the group can offer either active support 

to the individual’s actions or lend tacit support by allowing it to occur and not taking any 

action against the behaviour (Ashmore et al., 2001). Active or tacit support by bystanders of 

workplace bullying has also been reported in the workplace bullying literature (Einarsen et 

al., 2003). 

In summary, social identity theory provides a useful understanding of how conflicts, 

like workplace bullying, can develop and escalate. The development of in-groups and out-

groups, based on similarities and differences, assists in the development of stereotypes 

resulting in the in-group being favoured. Uncertainty can result in members of the in-group 

protecting either their position within the group or the group itself.  Moreover, feelings of 
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victimisation and vulnerability may increase action by an individual(s), in spite of 

considerable threat or risk. 

Conclusion 

Within this chapter the concepts of power, dependency, influence tactics and social 

identity theory were explored in relation to workplace bullying. Initially, power and 

dependency and how it relates to workplace bullying were examined, with the dependency 

of the target found to be a vital element of the power imbalance that is essential for 

workplace bullying to occur. Using the types of power outlined by French and Raven, 

positional and personal power were considered. While managers have access to both 

positional and personal power, staff generally only have access to personal power. 

However, in spite of managers having access to authority through the position they hold, 

their positional power could be diminished because of another’s perception that they do not 

deserve this power. In addition, personal power that is, expertise, information, and referent 

power, could be used to punish another within the organisation. The application of social 

identity theory to workplace bullying would also indicate that group membership and 

uncertainty, as a result of change, may also play a role in the development of workplace 

bullying. The following chapter will apply this understanding of power, dependency and 

social groupings to upwards bullying in order to conceptualise the process of upwards 

bullying. A number of propositions for the present research program will also be introduced 

within this chapter.  
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CHAPTER FOUR 

UPWARDS BULLYING—A CONCEPTUALISATION 5 

Overview 

As noted in Chapter One, research has predominantly examined bullying as 

perpetrated by a manager(s) who targets staff  (i.e., downwards bullying) and, more 

recently, bullying conducted between colleagues (i.e., horizontal bullying) (Lewis & 

Sheehan, 2003). Notably, however, within this body of research the voices of managers who 

feel they have been bullied by a staff member(s) have rarely been heard. This form of 

workplace bullying, that is ‘upwards bullying’, where managers are bullied by their staff 

member(s), will form the focus of the present research program.  

Given the detrimental impacts that workplace bullying can have on individuals (see 

Einarsen, 2000; Einarsen & Mikkelsen, 2003) and organisations alike (see Hoel, Einarsen & 

Cooper, 2003), it is essential to understand all perspectives of workplace bullying, including 

upwards bullying. An investigation of upwards bullying is seen as even more important 

when the vital role managers perform within organisations is considered (Bartol, Tein, 

Matthews & Martin, 2005). If managers are not functioning effectively because of the 

negative impact that workplace bullying can have on them as targets (for instance, feelings 

of abuse and victimisation, see Einarsen, 2000 for a summary), then it is reasonable to 

expect the impacts will not be confined to the manager alone. That is, the manager’s 

workgroup and organisation are likely to be affected as well.  

The purpose of this chapter is to introduce and focus on the concept of upwards 

bullying and to present the current understanding of the phenomenon, as reflected within 

the academic literature. A conceptualisation of upwards bullying, which challenges and 

refines existing assumptions and approaches to workplace bullying, will then be presented 

using the theoretical frameworks of power and dependency (Bass, 1990; Emerson, 1962; 

Mechanic, 1962, 2003) and social identity theory (Tajfel & Turner, 1986), which were 

introduced in Chapter Three.  

Upwards Bullying: What Do We Know Already? 

Despite the limited usage of the term upwards bullying (Lewis & Sheehan, 2003; 

McCarthy et al., 2002; Rayner & Cooper, 2003), there does appear to be general agreement 

in the literature that managers can be the targets of workplace bullying from their staff (e.g., 

                                                
5 Sections of this chapter were presented at the Academy of Management 2005 conference, the 6th Australian 
Industrial and Organisational Psychology conference 2005; the British Academy of Management conferences in 2004 
and 2005; and the Australian and New Zealand Academy of Management Meeting 2004.   
Sections within this chapter and Chapter Three are to be published within the edited book Advances in 
Organizational Psychology: An Asia-Pacific perspective, Glendon, Myors & Thompson (Eds.). The chapter is titled, 
“The bullied boss: A conceptual exploration of upwards bullying”. 
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Zapf et al., 2003). For instance, within definitions of workplace bullying it is implied that 

upwards bullying can occur. Definitions generally include superiors in discussion of who 

can be targeted. For example, Einarsen et al. (2003) referred to the “systematic 

mistreatment of a subordinate, a colleague, or a superior” (p. 3) in their definition of 

workplace bullying. Similarly, Einarsen (2000) describes mobbing as “situations where a 

worker, supervisor, or manager is systematically and repeatedly mistreated and victimised 

by fellow workers, subordinates, or superiors” (p. 380). Both of these descriptions appear to 

allow for situations where a staff member(s) can target and bully a manager, and hence 

acknowledges the concept of upwards bullying. Nevertheless, researchers have not fully 

examined this area of workplace bullying, with insights into the prevalence of upwards 

bullying largely drawn from studies that focused primarily on downwards or horizontal 

bullying (see review of perpetrators of workplace bullying by Zapf et al., 2003, p. 116). 

While it is legitimate that the predominant focus has been on managers as the perpetrators 

of workplace bullying (British studies have consistently found those in superior positions to 

be perpetrators of workplace bullying [Zapf et al., 2003], while hierarchically, those with 

less status get bullied [Rayner & Cooper, 2003]), it is important to explore and understand 

all forms of bullying in the workplace, including upwards bullying, in order to gain greater 

insight into the interpersonal and organisational processes that are involved. 

Cases of upwards bullying have been reported rarely (Rayner & Cooper, 2003) and 

are often presented anecdotally or as a single instance (see Braverman, 1999, for example). 

In their review of research findings on bullying in the workplace, Zapf et al. (2003) state 

that there have been only a few cases of managers being bullied exclusively by their staff. 

They propose that in order to overcome the positional power of a manager, staff would need 

support from superiors (i.e. other managers and supervisors) to bully a manager. Further, 

they suggest that it would be difficult for a staff member(s) to bully a manager when the 

manager has the support of their senior managers and colleagues (Zapf et al., 2003). By 

contrast, they argue that isolated managers who have lost the support of their colleagues and 

senior management would be vulnerable to upwards bullying. Therefore isolation, either 

within the organisation (e.g., working in a rural office) or from colleagues (e.g., they are 

new or do not fit the organisational culture), may make a manager more vulnerable to 

upwards bullying (Zapf et al., 2003). Such vulnerability exposes them to the potential risk 

of abuse by a staff member who has assistance from another manager (Zapf et al., 2003). 

This argument also raises the possibility that the staff member could become embroiled in 

an existing dispute between managers. Therefore, although involved with the bullying for 

their own reasons, the staff member may become the unwitting pawn in a wider dispute. 
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Other researchers have also referred to upwards bullying. For instance, McCarthy and 

colleagues (2002) in Australia refer to evidence of upwards bullying, but they do not 

elaborate on this point. Similarly, Scandinavian, UK and European research has identified 

the occurrence of upwards bullying as being between 2% and 27%, with a mean of 11% 

(figures obtained from a Table presented in Zapf et al., 2003, p. 116). Furthermore, Salin 

(2001) found that one-sixth of self-identified managerial targets of workplace bullying 

reported being bullied by a staff member. This led Salin (2001) to conclude that the 

imbalance necessary for workplace bullying to occur is created via means other than formal 

position. Suggesting that it would be of interest to study further “how superiors can be put 

into a position in which they cannot defend themselves and how bullying alters power 

relations” (Salin, 2001, p. 435).  

These results, however, have been overshadowed by findings that consistently 

confirm people in supervisory or managerial positions and, to a lesser extent, colleagues, as 

the primary perpetrators of workplace bullying (Zapf et al., 2003). However, Hoel et al. 

(2001), in a comprehensive study into the organisational status of bullies, questioned the 

approach taken in such research. The authors suggested that the omission of managers from 

studies of workplace bullying “may have exaggerated the focus on managers at the expense 

of attention to peer bullying” (Hoel et al., p. 446). As a result, a comprehensive 

understanding of workplace bullying has been hindered (Hoel et al., 2001).  

Hoel et al. (2001) therefore included managers and supervisors in their study, 

hypothesising that managers may be vulnerable to workplace bullying. Results indicated 

that 6.7% of the respondents identified a subordinate as the perpetrator, while another 7.8% 

referred to experiences of being bullied by a client. Interestingly, Hoel et al. (2001) found 

that supervisors were most vulnerable to being bullied by a subordinate (14.9%), while 

senior management (9.4%) and middle management (7.8%) were less likely to experience 

bullying by a staff member. Reasons given by the authors for the apparent vulnerability of 

supervisors compared to senior and middle management were that staff may be resentful 

towards the supervisor for accepting the supervisory role or disgruntled due to missing out 

on the promotion themselves (Hoel et al., 2001). Furthermore, it could be argued that 

supervisors are more vulnerable as they have less hierarchical distance from staff when 

compared to managers. 

In addition, Miller’s (1997) study of gender harassment within the U.S. Army, 

introduced in Chapter Two, supports the proposition that superiors can be bullied or 

harassed by a staff member. Indeed, if general harassment is viewed as a form of workplace 

bullying (Bjorkqvist et al., 1994; Einarsen, 2000), then Miller’s (1997) study could be 

considered the first comprehensive study of upwards bullying. Miller (1997) found that 
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subordinates often used disruptive and covert behaviours (e.g., tardiness, gossip, rumours 

and sabotage) that undermine women in authority. This in turn impacted on female 

superiors’ ability to fulfil the requirements of their roles.  

A detailed case study of upwards bullying by Braverman (1999) can be found in his 

chapter entitled When systems fail: The case of the frightened manager. This case study 

describes a situation where a manager is systematically bullied by a staff member(s), and 

the failure of the company and the legal system to manage the situation. Key elements of 

the case included the lack of guiding organisational policy, lack of special procedures, and 

an over-reliance by the organisation on following specific legal procedures rather than 

gaining an understanding of the individual case. The latter approach essentially resulted in 

the perpetrator being protected. In addition, discipline was seen as the sole response of the 

target (manager) who was seen as the problem (Braverman, 1999), which demonstrated 

limited understanding by the organisation of the complexities of the situation. This case 

study clearly articulates some of the factors that need to be further investigated in order for 

us to fully understand workplace bullying, including an exploration of the effectiveness of 

organisational grievance/complaints processes, an investigation of workplace bullying 

policies, and the impact of upwards bullying on the manager’s well being and effectiveness.  

A wider and more recent qualitative study into bullying and occupational violence in 

tertiary education by McCarthy and colleagues (2003) found 11% of university staff 

identified a student as their perpetrator, while another 6% referred to experiences of being 

bullied by a subordinate or staff member at a lower level. Indeed, the authors suggest that 

workplace bullying by a student or staff member may result in changes to decision-making 

processes (e.g., a failing student being passed due to bullying behaviour). In a related but 

specific paper on student aggression, Mayhew, McCarthy, Barker and Sheehan (2003) 

reported “a rising tide of student aggression” (p. 330) directed towards university staff. The 

authors suggested that the current higher education environment in Australia (characterised 

by increasing levels of commercialisation and changing student cohorts) has placed 

increased strain on the relationships between staff and students in university workplaces. 

This perspective suggests that managers are vulnerable to workplace bullying from their 

staff (or students as in this study) due to the current and rapidly changing nature of work, 

supporting the view of Hoel et al. (2001).  

Furthermore, as it has been suggested that staff may be reacting or rebelling against 

decisions made by management (Davenport et al., 1999), the concept of resistance is 

especially relevant to a discussion on upwards bullying. Resistance is defined as “employee 

behavior that seeks to challenge, disrupt, or invert prevailing assumptions, discourses, and 

power relations” (Folger & Skarlicki, 1999, p. 36). Resistance can be intentional, 
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unintentional, covert or overt (O'Connor, 1993). Thus, resistance can be either direct, such 

as voicing complaints, or may be indirect, for example increases in absenteeism. Resistance 

can occur collectively, for example strikes, or individually, through sabotage, theft and 

work avoidance (Roscigno & Hodson, 2004). Roscigno and Hodson (2004) argue that 

resistance is reflective of broader problems occurring within the workplace. 

The concept of individual resistance by staff towards a manager appears to be 

conceptually similar to upwards bullying, and may involve similar behaviours, such as 

sabotage, that have been identified as bullying behaviour (Heames, Harvey & Treadway, 

2006; Salin, 2001). However, Folger and Skarlicki (1999) suggest that resistance is different 

from anti-social behaviours like workplace bullying. They argue that resistance is a reaction 

to unfair actions by management, which ‘legitimises’ the behaviour or actions of staff. 

Thus, it could be argued that what particularly distinguishes workplace bullying, and indeed 

upwards bullying, from resistance is whether the manager was acting fairly and within the 

boundaries of managerial expectations. In addition, further distinctions between resistance 

and upwards bullying may be the persistence of the behaviours across a period of time, and 

the type of behaviours used. Therefore, the use of resistance by a staff member(s) could be 

perceived by managers as upwards bullying if the behaviours were abusive in nature, 

occurred regularly across a period of time, and if the manager was acting in a fair manner 

towards the staff member(s).  

In summary, there appears to be general acceptance that the bullying of managers and 

supervisors by staff member(s) can and does occur. However, there has been little focus on 

upwards bullying as a phenomenon. Research into workplace bullying clearly supports the 

position that staff and those in lower levels of the organisation are the group most 

vulnerable to workplace bullying. As indicated by the preceding discussion, however, the 

assumption that only those in lower levels of the organisation can be targets of workplace 

bullying is questionable (Zapf et al., 2003). It is therefore essential to expand our focus of 

workplace bullying to include situations where the manager is targeted by a staff 

member(s). In expanding research to include upwards bullying, there is no suggestion that 

attention on staff as the primary targets of workplace bullying be minimised. Rather, the 

intention is to deepen our understanding of the multifaceted phenomenon of workplace 

bullying and the processes involved.  

In order to conceptualise upwards bullying, the workplace bullying literature along 

with the power and dependency literature as well as social identity theory were explored. As 

a result, the following section will present nine propositions that result from the theoretical 

exploration of the workplace bullying, power, and social identity theory literature. As the 

present research program was exploratory, it was considered more appropriate to explore 
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upwards bullying using propositions, with supplementary hypothesis where suitable. 

According to Whetten (1989), while propositions “involve concepts”, hypotheses “require 

measures” (p. 491). Therefore, the present research program seeks to explore the concepts 

related to upwards bullying. First, the concepts of behaviours, impacts, management, and 

prevention and management strategies for upwards bullying will be explored, with four 

propositions presented. Second, the theoretical perspectives of power and dependency and 

social identity theory will be applied to the concept of upwards bullying as a way of 

strengthening our conceptual understanding of upwards bullying. Five propositions will be 

presented within these sections. Finally, the propositions will be ordered according to the 

five research areas of workplace bullying research (i.e., causes, behaviours, impacts, 

management, and strategies). As a result the propositions will not be initially numbered.  

Propositions 

Workplace Bullying Behaviours 

As introduced in Chapter Two, within the current workplace bullying research, a 

number of researchers have described the specific behaviours that constitute bullying at 

work. Forms of bullying behaviour include withholding vital information, ridiculing people, 

questioning another’s professional ability, spreading damaging rumours, isolating people 

from others, explosive outbursts that are irrational, and threats (Bassman, 1992; Rayner & 

Hoel, 1997; Zapf & Einarsen, 2001). Researchers have refined and categorised these 

behaviours. For instance, Rayner and Hoel (1997) categorised workplace bullying 

behaviour into five areas, namely “threat to professional status, threat to personal standing, 

isolation, overwork and destabilisation” (p. 17).  

For managers, behaviours that threaten their professional status or personal standing, 

such as gossip and vexatious accusations could have a substantial impact on their career. 

Furthermore, destabilisation of another’s work, such as sabotage by non-completion of 

work on time, could also impact a manager’s ability to complete or present tasks within a 

required time frame, again impacting on their professional status and goal attainment. 

Similarly, inappropriately demanding behaviours by a staff member could substantially 

increase a manager’s workload by taking them away from their core managerial tasks. 

Finally, isolation of a manager, for example, by not informing the manager of meetings with 

important stakeholders, could have potential long term impacts on the manager’s self 

confidence and ability to fulfil his/her role. Thus, it appears that the five categories 

proposed by Rayner and Hoel (1997) could also represent clusters of behaviours that staff 

could use to bully their manager.   
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Importantly, there are risks for staff members who bully a manager that stem from the 

positional power of the manager. The authority of a manager may impact the amount of 

bullying experienced and the way it is carried out. As introduced earlier, Hoel et al., (2001) 

found that “supervisors were most likely to be bullied by [subordinates] (14.9%), followed 

by senior management (9.4%), and middle management (7.8%)” (p. 450). The researchers 

proposed that the small number of managers who were bullied by a subordinate is indicative 

of the organisational position of the recipient and the potential of the manager to discipline 

the perpetrator (Hoel et al., 2001). Thus, it may be that the behaviours used by a perpetrator 

of upwards bullying are more covert than in cases of horizontal or downwards bullying 

(Hoel et al., 2001).  

In support, Miller’s (1997) study of gender harassment of women in authority within 

the U.S. Army states that the fear of punishment from those with positional power often 

results in harassment by subordinates who cannot be readily identified due to the use of 

covert behaviours. Therefore, it stands to reason that the greater the authoritive power the 

more covert the bullying is likely to be. However, regardless of whether the behaviours are 

covert or overt, it is expected that the impacts on managers who are targeted, as well as 

managers and staff who witness upwards bullying, will be similar to the impacts identified 

in empirical research on workplace bullying. 

 

Proposition: It is expected that due to managers’ positional power 
overt bullying behaviour against a manager will be identified rarely.  

Upwards Bullying—Impact 

Workplace bullying has been found to have significant consequences for those 

directly experiencing or witnessing the bullying, as well as the organisation. The 

consequences of bullying at work can include physical and psychological symptoms such as 

fatigue and depression (Einarsen, 2000), while co-workers of those who experience 

workplace bullying also report physical and psychological impacts (Einarsen & Mikkelsen, 

2003). Workplace bullying has also been found to have a negative impact on the 

organisation through loss of productivity, an increase in absenteeism and turnover, as well 

as the cost of intervention programs (Einarsen, 2000; Hoel et al., 2003). If managers 

experiencing or witnessing upwards bullying are affected to the same extent found in 

previous workplace bullying studies (of downwards and horizontal workplace bullying), 

then it is expected that their ability to effectively perform their role will be greatly reduced. 

Furthermore, given the complex and vital role managers perform (Bartol et al., 2005), the 

cost to the organisation could be considerable through impacts upon the functioning of the 

manager as well as their workgroup. Firstly, physical or psychological health related 
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symptoms can decrease managerial effectiveness (Einarsen, 2000; Einarsen & Mikkelsen, 

2003). Secondly, others can be drawn into the conflicts and, thirdly, the manager and 

members of the work team can become directly involved in disciplinary/grievance 

investigations, all of which impact organisational effectiveness.  

 

Proposition: Upwards bullying will impact the health and work 
environment of those who experience it and those who witness it, as 
well as impacting on the workgroup. 

 

Upwards Bullying—Management 

As with workplace bullying, it is proposed that upwards bullying is also a complex 

and multi-dimensional phenomena, with no ‘one-off’ solution to address it. However, due to 

the potential of workplace bullying to escalate if not dealt with early, the provision of early 

intervention measures is vital (McCarthy et al., 2002). Interventions included within most 

workplace bullying policies tend to comprise both informal measures, such as an advice 

network or informal mediation, and formal measures that include counselling or formal 

investigations (McCarthy et al., 2002; Richards & Daley, 2003). However, research has 

suggested that targets of workplace bullying perceive that organisations are ineffective in 

managing bullying in the workplace and in some cases their interventions may make it 

worse (Ferris, 2004; Hoel & Cooper, 2000). Research has also indicated that senior 

managers and trade union officials often fail to take the concerns of workplace bullying 

seriously because bullying behaviour can challenge the competences of management or 

because the behaviours appear consistent with the organisation’s culture (Lewis & Orford, 

2005). As a result, few targets of workplace bullying approach their organisation for 

assistance (Ferris, 2004; Hoel & Cooper, 2000). It is expected managers will be no different 

when faced with upwards bullying. 

Because of the position a manager holds and the expectations they and others may 

have of their role, it is proposed that when faced with upwards bullying a manager could 

feel constrained in how they seek assistance or support. As help seeking is closely related to 

impression management, a person in a higher status position may be reluctant to seek help 

(Lee, 1997). This may be due to concern about how seeking help could affect their standing 

within the organisation, or because there is an expectation by others that they should be able 

to handle the situation (Lee, 1997). These beliefs may further impact the staff member’s 

perception that the manager does not deserve their position of authority (to be discussed 

further within the Power and Dependency section of this chapter). Miller (1997) found that 

female officers were reluctant to report inappropriate behaviour as they felt it would be 
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considered a sign of their inability to lead or get along with others. It could be that those in 

higher status positions may feel that by seeking help or support they will appear 

incompetent or dependent and that this may be used against them in a performance review 

or harm their individual standing in the organisation (Lee, 1997). Indeed, the intense 

emotions and feelings of shame experienced as part of workplace bullying (Lewis, 2004) 

could very well be intensified for managers who think they have failed (Lee, 1997). In fact, 

Lee (1997) suggested that managers would more often seek help from colleagues, rather 

than more senior managers, due to these concerns.  

Importantly, it has been proposed that the provision of support can reduce the impact 

of workplace bullying (Matthiesen et al., 2003; Quine, 1999). Alternatively, the lack of 

support appears to be related to a target’s inability to cope (Lewis & Orford, 2005; 

Leymann & Gustafsson, 1996). This is particularly important because workplace bullying 

has been found to be a conflict that is likely to escalate over time (Keashly & Jagatic, 2003). 

For these reasons, it is suggested that specific assistance is needed for managers who are 

faced with upwards bullying by their staff, so that they do not suffer loss of face and are 

encouraged to seek assistance. However, due to the focus on top-down bullying, it is 

expected that support for managers who feel that are being bullied by their staff will be 

minimal, which could act as a further barrier to managers seeking help.  

 

Proposition: Managers who experience upwards bullying may be 
reluctant to seek support. 

 

Upwards Bullying—Strategies 

One common method used by organisations to prevent and manage workplace 

bullying is the provision of a ‘no bullying’ policy (McCarthy et al., 2002), which could 

assist targets to identify bullying behaviours and come forward to discuss their experience. 

A training program that is implemented throughout the organisation is another measure 

used by organisations to prevent workplace bullying (McCarthy et al., 2002; Vartia et al., 

2003). Raising awareness of the nature of workplace bullying, its impacts, and what can be 

done is a vital step in preventing workplace bullying (McCarthy et al., 2002). These 

common approaches and other measures were suggested by Chartered Management 

Institute members (N = 512) in the UK as part of a survey into workplace bullying 

(Woodman & Cook, 2005). A contact point for advice, the provision of an internal 

confidential counselling service, and external mediation were prevention and management 

strategies suggested by respondents (Woodman & Cook, 2005). These strategies all offer 

targets (and perpetrators) a form of support. As a result, it is expected that provision within 
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a ‘no bullying’ policy for cases of upwards bullying, training, and support mechanisms such 

as counselling, will be suggested as strategies for preventing and/or managing upwards 

bullying.  

 

Proposition: A ‘no bullying’ policy, training and support mechanisms 
may be strategies suggested for the prevention and management of 
upwards bullying. 

 

Upwards Bullying: Exploring Power and Dependency 

Power and Workplace Bullying 

Power, even when not explicitly referred to, is entrenched in definitions of workplace 

bullying through reference to the intent of the offender and the vulnerability or 

defenselessness of the recipients (Keashly & Jagatic, 2003). Hoel and Salin (2003) concur, 

stating that power and control are core aspects of workplace bullying. Commonly within the 

workplace bullying literature, as noted earlier, the abuse of power in relation to bullying is 

associated with those in authority (Einarsen et al., 2003; Keashly & Jagatic, 2003). It is 

suggested that those in the lower levels of an organisation are more vulnerable to being 

abused by those in the higher levels of the organisation, due mainly to the authoritive 

position of the latter (Keashly & Jagatic, 2003). Thus, while those in positions of power or 

authority, such as supervisors and managers, are commonly identified as the perpetrators, 

staff members and employees are seen as targets of workplace bullying (Beed, 2001; 

Keashly & Jagatic, 2003). It has also been suggested that this understanding may have been 

amplified by the media (Lewis, 2003; Zapf et al., 2003). While there is empirical evidence 

to support this framework (e.g., Hoel et al., 2003; Rayner et al., 2002; Zapf et al., 1996), 

there is a risk in assuming that formal organisational authority alone contributes to abuse.  

In support, a number of workplace bullying researchers have suggested a 

reassessment of how we consider power when discussing workplace bullying.  For instance, 

Liefooghe and Davey (2001) have called for a broader understanding of power within 

workplace bullying research. Salin’s (2001) study also indicated that the imbalance 

necessary for workplace bullying to occur was created not just by formal position. Keashly 

and Jagatic (2003) have also questioned the suggestion in the workplace bullying literature 

that power is uniquely related to either a position a person holds within an organisation or 

the authority they have. Indeed, by considering power in terms of organisational position 

alone, we may in fact be limiting our conceptualisation of workplace bullying (Keashly & 

Jagatic, 2003; Rylance, 2001b). Thus, the literature on power and dependency (as outlined 

in Chapter Three) can contribute to a deeper understanding of the complexity of the 
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imbalance of power in relation to workplace bullying, with power now recognised as a 

multidirectional construct that can be directed across, up and down hierarchies (Bacharach 

& Lawler, 1980). In addition to the power that can be obtained through a person’s position, 

power can also be drawn from personal attributes. These can include the possession of 

specific expertise, referent power (French & Raven, 1959) or the ability to access or obtain, 

needed information (Raven, 1993). As a result, I suggest that the supposition within the 

workplace that the power abuse in workplace bullying relates to a person’s formal authority 

alone, must be challenged because of the multi-directionality and varying sources of power 

found within organisations. 

Dependency and Upwards Bullying 

If power cannot be defined according to position or authority alone, then other means 

of power need to be considered. Einarsen et al. (2003) proposed that in the case of 

workplace bullying, it is the target’s dependency on the offender that produces the power 

imbalance, enabling bullying in the workplace to occur. Similarly, Keashly and Jagatic 

(2003) have suggested that an underlying feature of power is the concept of dependency, 

proposing that power should be defined “as a process of dependency” (p. 48). Dependency 

within organisations occurs at all levels, with staff relying on their managers for direction, 

resources and rewards, and managers depending on staff to be productive and fulfil the 

goals of the organisation (Cook et al., 1997). However, problems arise when either party 

within this interdependent relationship denies or hinders the other person in achieving 

his/her goals (Emerson, 1962). For example, staff members can acquire power when they 

withdraw an item valued by a manager (such as, information or expertise), which can 

interfere with managerial goal achievement (Emerson, 1962). Further, Bass (1990) suggests 

that the power of a staff member is significant especially when their particular knowledge, 

skills and expertise are difficult to replace.  

Therefore, in the social exchange relationship, just as a manager can abuse the 

dependency staff have on them by misusing their positional power, staff can similarly abuse 

the dependency managers have on them by misusing personal sources of power (Mechanic, 

1962, 2003). Mechanic (1962; 2003) goes as far as to suggest that managers and the 

organisation as a whole are at the mercy of staff members, because organisations rely on 

their workforce for efficiency and effectiveness. Largely, this perspective of workplace 

bullying has been overlooked in previous workplace bullying research. The following 

section introduces three propositions related to power and dependency as explanatory 

factors for the phenomenon of upwards bullying. 
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Diminished Legitimate Power 

Positional or authoritive power is primarily sourced from a person’s position or role 

(Bacharach & Lawler, 1980; Bass, 1990; Mechanic, 1962, 2003). Thus, managers would 

obtain most of their power from their role. However, as demonstrated in Chapter Three, the 

legitimacy of a manager’s authority is dependent on the perception of others (French & 

Raven, 1959; Miller, 1997). As a result, the legitimate power of a manager may not be 

perceived as justified by their staff, potentially diminishing the manager’s power. It is even 

possible that a manager’s legitimate power may be diminished to the point that it can be 

offset by a staff member’s power.  

It has also been suggested that staff will act against a manager’s authority if they see 

it as illegitimate (Mechanic, 1962, 2003). Under particular circumstances, staff can use 

covert behaviours to bully and weaken a manager’s positional power (Miller, 1997). The 

present argument is that perceptions of illegitimate power leave managers vulnerable to 

upwards bullying. Thus, the present contention is that inappropriate behaviours by staff 

directed at a manager could fulfil the definition of upwards bullying if the behaviours are 

extreme enough and occur regularly over a period of time (or produce a continuing threat); 

in the same way that female officers in the army were vulnerable to gender harassment 

(Miller, 1997). The practical implication of this may be that managers may be open to being 

bullied by their staff, potentially reducing their ability to manage effectively.  

 

Proposition: A manager whose position is not respected may be 
vulnerable to upwards bullying. 

 

Use of Reward and Coercive Power by Staff Members 

Two interpersonal sources of power, introduced to the academic literature by French 

and Raven (1959), are reward power, which is the control over resources and ability to offer 

rewards, and coercive power, which is the ability to punish another. However, often the 

level of control over resources and rewards and also the ability to punish others is drawn 

from the position held within the organisation (Yukl, 1989). As staff usually lack control 

over material resources and rewards and lack the authority to punish, it would be expected 

that staff members would often not be able to bully their managers through the use of 

reward power and/or coercive power (Porter et al., 2003b).  

By contrast, staff may have access to symbolic rewards (Etzioni, 1961), especially if 

they are well liked and are central to a network, as these attributes provide them with 

potential access and control of vital resources (Brass & Burkhardt, 1993). Symbolic rewards 

(e.g., inclusion in a social group) differ from material rewards (e.g., monetary bonuses) as 
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they rely more on personal power than access to resources or positional power (Etzioni, 

1961). Punishment could similarly be differentiated between the material and the symbolic. 

For instance, staff members can indirectly influence their managers by impacting on their 

reputation through reducing their level of production (Yukl, 1989), or through the use of 

what could be considered symbolic punishments such as gossip and rumour.  

In addition, it has been suggested that if a staff member perceives their rights or 

expectations have not been met or are in jeopardy, then a coercive form of punishment such 

as sabotage can occur (Mechanic, 1962, 2003). Similarly, Rigby (2002) in his research into 

schoolyard bullying, acknowledges that students can bully their teachers by humiliating 

them, through the use of sabotage or inappropriate comments. In workplaces, the resulting 

reduction in production (e.g., not completing work) or the use of gossip and rumour could 

be seen as the use of coercive power by staff members (French & Raven, 1959). Indeed, as 

demonstrated by Miller’s (1997) study, staff members can punish a manager through the 

use of covert behaviours. Therefore, staff members can indirectly use coercive power to 

negatively impact their manager’s status in the organisation (Yukl, 1989).  

Moreover, Einarsen (2000) suggests that a key element of workplace bullying is the 

perpetrator’s ability to reduce the recipient’s capacity to defend themself. It may be that the 

ability to defend oneself has been limited by the growing awareness of workplace abuse and 

the misuse of the label ‘victim’ (Einarsen, 1999). Within interpersonal conflicts at work, it 

may be possible for those involved to use claims of being a ‘victim’ of workplace bullying 

as a weapon against a manager (Einarsen, 1999). When this occurs, the bully may gradually 

weaken the recipient by way of accusation to the point that, if a power imbalance did not 

previously exist, it is created (Einarsen et al., 2003). The gradual development of a power 

imbalance is also supported by research by Hoel and Salin (2003), Leymann (1996) and 

Vartia (1996), who assert that powerlessness can occur as a result of the bullying process 

itself. Therefore, power imbalance may include the abuse of power by the perpetrator, 

“power-use tactics” (Lawler, 1992, p. 23), as well as the wearing down of the target so that 

a power imbalance develops or can result in a change of power in the relationship; “power-

change tactics” (Einarsen et al., 2003; Hoel & Salin, 2003; Lawler, 1992, p. 23; Leymann, 

1996; Vartia, 1996). Thus, through the use of rumour or gossip, the use or threat of 

sabotage, malicious accusations and complaints to a higher authority, staff members can 

punish their managers. Therefore, it is expected that staff members may use these 

inappropriate behaviours as a way of bullying their manager into compliance. 
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Use of Informational and Expert Power  

It is argued here that, because of dependency, access and control over information 

(Brass & Burkhardt, 1993) as well as expertise (Mechanic, 1962, 2003) are sources of 

power that staff members can use to influence upwards and even bully their manager. 

Commonly, possessing knowledge or information is cited in the literature as a major source 

of power and is considered a significant basis for power (Mechanic, 1962, 2003; Pfeffer, 

1981; Yukl, 1989). Importantly, the control of information is not dependent on a person’s 

position. For example, administrative officers can have access to and control of 

considerable information and power, even though their positional power may be limited 

(Mechanic, 1962, 2003). Interestingly Salin (2001), in a cross-sectional study of 377 

business professionals, found that work related bullying behaviours, such as withdrawal of 

information, were more common in managerial ranks than non-work related behaviours, 

such as insulting remarks. Although this study focused on bullying within managerial ranks 

it could be argued that staff would use the withdrawal of information and other work related 

bullying behaviours to bully a manager. 

Similarly, the possession of expertise can also be a source of personal power for staff 

(French & Raven, 1959). As with informational power, the control of knowledge or 

expertise is a key aspect of the influence process but, unlike information, expertise is more 

formalised (Bacharach & Lawler, 1980). The dependency a manager has on a staff member 

will be increased if there are few alternative sources within the organisation for this 

expertise (Brass & Burkhardt, 1993), or if the staff member possesses vital (Mechanic, 

1962, 2003; Yukl, 1989) and rare expertise (Yukl, 1989). The power imbalance that is 

created through dependency on information and expertise of a staff member could be used 

by a staff member(s) to bully their manager by withholding their information or expertise as 

a form of coercive power (French and Raven, 1959).  

Moreover, a person’s knowledge and experience of the workplace and knowledge of 

another person’s vulnerabilities (Hoel & Cooper, 2001; Mann, 1996) are further sources of 

expert power that can be abused. Within the workplace bullying literature, it is suggested 

that knowledge of inadequacies and vulnerabilities in a person’s personality or position are 

used by perpetrators of workplace bullying against their targets (Einarsen, 1999). Einarsen 

and colleagues (2003) state that “bullies typically exploit the perceived inadequacies of the 

[target’s] personality or work performance” (p. 10). Moreover, knowledge of the 

organisation’s systems and rules (Mechanic, 1962, 2003; Yukl, 1989) can also be a source 

of expertise that could be misused. Thus, expertise may also be technical or political. Such 

knowledge, as with access and control of information and the possession of vital and rare 
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technical expertise by a staff member, can also be a source of power for staff, and can be 

abused and used as a form of coercive power against managers (French & Raven, 1959).  

In summary, excluding the target of workplace bullying from information or expertise 

is a common behaviour used by bullies in the workplace (Einarsen & Raknes, 1997; Rayner 

et al., 2002). The power imbalance necessary for workplace bullying to occur could be 

created or increased by a staff member(s) by withholding their expertise or information 

(Mechanic, 1962, 2003) as a form of punishment. For example, regularly failing to inform 

the manager of relevant important meetings could constitute bullying. Therefore, it is 

argued here that staff members, through the control and access of information and expertise, 

have the power to potentially influence their managers. It is expected that a staff member’s 

access to vital information or expertise will create dependency on the part of a manager and 

provide the staff member with power, which could result in a power imbalance. If a staff 

member chooses to misuse this power, they could then have the ability to bully their 

manager either through withholding or manipulating the information and expertise (Porter 

et al., 2003b) as a form of coercive power. 

 

Proposition: A staff member(s) may use information, expertise, 
knowledge of another person’s vulnerabilities and knowledge of the 
rules of the organisation to bully their manager.  

 

Organisational Politics and the Use of Political Tactics  

In a study of The Finnish Association of Graduates in Economics and Business 

Administration (N = 385), a strong link was found between perceived organisational 

politics and workplace bullying (Salin, 2003a). Salin (2003) suggests that within the current 

organisational climate of increased organisational pressures, bullying may be a rational 

response to the level of competition and need for survival. The results of her study suggest 

that some cases of bullying may be “a game” (p. 41) played by those in the organisation in 

order to promote their own self-interest. It is even suggested that within this climate, 

bullying behaviours are rewarded (Salin, 2003a), for example through promotions. 

According to Salin (2003a), political tactics included removing individuals who could be 

perceived as competition or a possible liability, or simply damaging their work performance 

in various ways (e.g., excluding them from meetings). Although Salin’s (2003a) study 

focused on bullying between colleagues and perpetrated by employers and managers, it is 

proposed here that the same relationship between political tactics and bullying will occur 

with upwards bullying.  
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The behavioural approach to power suggests that, as most staff members do not have 

access to formal sources of power (such as those provided by positional power), staff 

members will attempt to upwardly influence their managers through the use of political 

tactics (Brass & Burkhardt, 1993; Porter et al., 2003a). Although these tactics and 

behaviours may at times be appropriate, it is how these behaviours are used, their frequency 

and duration, as well as the context in which they are used that can make the behaviours 

inappropriate and ultimately consistent with the definition of workplace bullying. 

Therefore, when attempting to influence their managers, the use of some political tactics, 

especially hostile tactics, by staff members may be perceived as unacceptable or 

manipulative (Yukl & Tracey, 1992).  

It is argued here that upwards bullying could be linked to the ‘hard strategies’ and 

‘shotgun style’ of upwards influence outlined by Kipnis and Schmidt (2003; 1988; 1985), 

due mainly to the use of pressure tactics. Pressure tactics (previously labelled assertiveness) 

include behaviours such as demands, threats, manipulation, intimidation (Yukl & Falbe, 

1990), directly confronting the manager, unnecessarily reminding the manager, ‘being a 

nuisance’, and overtly expressing anger (Wayne, Liden, Graf & Ferris, 1997). Given the 

similarity of these behaviours to some of the bullying behaviours presented in the literature, 

for example, behaviours designed to ridicule, insult, spread gossip, criticise, or verbal 

threats that humiliate or threats of physical violence (Einarsen, 1999), it is proposed that 

pressure tactics would be the type of behaviour most people think of when the term bullying 

is used.  

As pressure tactics are coercive, Yukl and Falbe (1990) proposed that they would 

most often be used downwards. However, it is argued here that if used in conjunction with 

other sources of power, such as informational or expert power, this tactic would have the 

potential to be used in an upwards direction. For example, the use of a threat by a staff 

member to withhold vital information only they have access to, in order to influence a 

manager’s decision, would be considered inappropriate. However, as dependency is a 

significant element in the obtaining and use of power, the choice of a political tactic would 

depend on the actual differences in power between the actors and the level of dependency 

between the two parties (Somech & Drach-Zahavy, 2002). 

The organisational environment as well as the quality of the relationship between 

manager and staff member has been found to influence the type of political tactics used by 

staff when attempting to influence their managers upwards. For instance, the cultural and 

political environment of an organisation will determine the extent to which covert or overt 

resistance is used and whether the behaviour is perceived as appropriate (Van Maanen & 

Kunda, 1989). Furthermore, Waldron (1999) found that poor quality relationships between 
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staff member(s) and manager impacts upon the type of political tactic used. It was also 

suggested that when a staff member feels that their rights are under threat or have not been 

met, then a coercive form of punishment such as sabotage can occur (Mechanic, 1962, 

2003). Thus, if a staff member feels the relationship with their manager is particularly poor, 

and if they feel they are under threat, then the type of tactic used by them to address their 

issues will tend to include pressure, upward appeal (going over the head of the manager) 

and coalition tactics. These behaviours, if used consistently enough, could be considered 

upwards bullying behaviours.  

In order for a political tactic to be defined as bullying, it would need to occur 

regularly and across a period of time (Einarsen et al., 2003; McCarthy et al., 2002). If, for 

example, the use of pressure, upward appeal and coalition tactics continued to escalate and 

occur regularly over a period of time, then they could fulfil the definition of workplace 

bullying. Thus, according to the definition of workplace bullying, constantly reminding the 

manager of what the staff member feels the manager should be doing or is doing wrongly 

would be considered bullying behaviour (Bassman, 1992; Rayner & Hoel, 1997; Zapf & 

Einarsen, 2001). Thus, within certain environments, a staff member attempting to influence 

their manager could be perceived by the manager as using bullying behaviours. 

 

Proposition: A staff member(s) may use coercive power through 
behaviours like pressure tactics, such as rumour or gossip, the use of 
or threat of sabotage, and approaching their manager’s supervisor 
with an unjustifiable grievance or complaint to bully their manager. 

 

Conclusion—Upwards Bullying, Power and Dependency 

Social exchange theory states that people are mutually dependent on each other 

(Cook, Yamagishi & Donnelly, 1997). As identified, managers are dependent on staff to 

fulfil the goals of the department, and staff are dependent on the manager for guidance, 

resources and rewards. For this reason, Mechanic (1962; 2003a) proposes that dependency 

and power are closely related. As demonstrated, dependency of managers on their staff 

provides staff with a range of sources of power. For example, staff members who have 

access to sources of power, such as informational power, could withdraw their information 

as a form of punishing their manager. Similarly, it is the target’s dependency on the 

perpetrator which produces the power imbalance necessary for a case of workplace bullying 

to occur (Einarsen et al., 2003; Keashly & Jagatic, 2003). Thus, a manager’s dependency on 

their staff to perform their tasks provides the worker or employee with a form of power 

which can be abused.  
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It was argued previously that, a manager’s power is limited by the extent to which 

staff members perceive their claim to power as legitimate or by their claim to alternative 

forms of power such as expert and referent power (French & Raven, 1959). Alternatively, 

staff members have access to personal forms of power, such as access to and control over 

information, as well as expert and referent power (French & Raven, 1959), which can 

manifest in the use of political tactics, such as pressure tactics (Kipnis & Schmidt, 1982). If 

staff choose to use their power for their own motives, then upwards bullying may be the 

result. Thus, it appears that the concepts of dependency, illegitimate power and personal 

power are central to understanding upwards bullying. The following section builds on this 

conceptualisation of upwards bullying through the application of social identity theory and 

presents the final two propositions. 

Process of Upwards Bullying: Applying Social Identity Theory 

As presented in Chapter Three, individuals within society and organisations tend to 

categorise themselves into in-groups and out-groups. One method people within 

organisations use to categorise themselves is by their position in the organisation. The 

differentiation found within most organisations between ‘Us’ the workers and ‘Them’ the 

management can be seen as a categorisation of different groups within an organisation. The 

existence of these two groups is supported by research into supervisor-subordinate 

communications. For instance, staff members and managers tend to describe themselves 

differently and also use different criteria when making judgments (Jablin, 1986).  

From the workers’ perspective, ‘Us’ represents the in-group, with group members 

perceived as sharing similar values and attitudes (Hogg & Terry, 2000; Schneider & 

Northcraft, 1999). By comparison, members of the out-group (e.g., managers) may be 

distrusted by staff and are often seen as more difficult to communicate with (Schneider & 

Northcraft, 1999). Interestingly, Schneider and Northcraft (1999) suggest that shared social 

identity within groups increases perceived differences between groups, thus enhancing the 

possibility of unnecessary conflict. In the case of upwards bullying, social comparisons of 

managers as members of the out-group may result in managers being regarded as 

untrustworthy, which could lead to unnecessary conflict.  

Organisational Uncertainty 

It is argued here that the level of uncertainty and constant change found in 

organisations today may influence the occurrence of upwards bullying (Lewis & Sheehan, 

2003; McCarthy, 1996; Ramsay & Troth, 2002; Sheehan, 1996, 1999). Interestingly, factors 

such as de-layering of organisations (Sheehan, 1999), changes in organisational procedures 
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(Baron & Neuman, 1996), and increased diversity within the workforce (Baron & Neuman, 

1998), for example the increase of women in managerial positions (Hammond & Holton, 

1993), have all been suggested as factors that may act as enablers or triggers for workplace 

bullying (Hoel & Salin, 2003). For some staff members, organisational change in the form 

of restructures and changes in organisational processes may be perceived by the staff 

member and management alike as a threat to their in-group. As such, individuals may react 

to these changes to protect either their position in the in-group or the in-group itself, seeking 

the reassurance and security of the group membership as well as enhancement of self-

identity (Brewer, 2001; Hogg & Terry, 2000).  

Factors such as organisational change, organisational culture and climate, leadership 

and challenges to workplace diversity can all create a level of uncertainty that results in an 

individual acting against their manager. Davenport et al. (1999) support this view, stating 

that staff may dissent against a manager whom they hold responsible for the current 

uncertainty within organisations. Ramsay and Troth (2002) concur proposing that: 

One partial explanation for increased bullying, and acceptance by bystanders, in 
such contexts is that the heightened uncertainty and stress in these environments 
accentuates the in-group/out-group demarcation between the [target] and others, as 
well as prototype induced depersonalisation towards the [target]. (p. 6)  
 

Thus, within current workplace environments, often characterised by uncertainty and 

change (Lewis & Sheehan, 2003; McCarthy, 1996; Sheehan, 1996, 1999), social identity 

and self-categorisation processes are particularly relevant because they explain how certain 

individual and group behaviours, including counter-productive behaviours such as bullying, 

can become prevalent.  

In addition, according to Brewer (2001), aggression can occur out of a desire to 

enhance or protect the in-group. Alternatively, if an individual’s identity or inclusion within 

the in-group is threatened, then the individual may act because of a perceived threat to their 

security (Ashmore et al., 2001). The motive in this case is for the individual to reduce the 

uncertainty and to protect their position in the in-group. Thus, upwards bullying may occur 

when an individual perceives a threat to the in-group (for instance, a merger between two 

organisations may result in cultural change in the workgroup), or they perceive a threat to 

their own position within the in-group (e.g., because of an organisational restructure).  

Consequently, a manager who, as a member of the out-group or ‘Them’, is perceived 

to be a threat to the in-group’s values and goals, would be more likely to experience 

upwards bullying. For instance, a manager implementing or overseeing organisational 

change processes may be seen by a staff member(s) as challenging and threatening the 

values and norms currently operating within the in-group. Furthermore, a manager who is 

seen as a threat to the culture of the workplace (e.g., a young new manager or a female 
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manager in a traditionally male dominated organisation) could also be seen as threatening 

the values and norms of the in-group.  

Similarly, this could be related to the perception of illegitimate power by a staff 

member(s). If the manager is a member of a minority group, they may be breaking one of 

the values introduced by French and Raven (1959) (i.e., the acceptance of cultural values, 

such as only men work in this organisation or do this type of work). In support, Salin (2001) 

proposed that professionals who are perceived to have less power, such as women due to 

their minority status in the workplace, will be more vulnerable to bullying. For instance, 

women in managerial roles have been found to be bullied more often than male counterparts 

(Hoel & Cooper, 2001; Salin, 2001). 

 
Proposition: Organisational factors, such as organisational change 
and changes in workplace diversity, may act as factors that 
contribute to upwards bullying. 

 

Risk of Action for the Staff Member(s)  

Naturally, the risk for a staff member(s) acting against a manager will be substantial, 

especially in the case of upwards bullying, due mainly to the authoritive power of the 

manager (Hoel et al., 2001). However, feelings of victimisation and vulnerability may 

increase the likelihood of occurrence of action and override any concerns an individual may 

have about risk (Ashmore et al., 2001). In addition, after reviewing the workplace bullying 

and power and dependency literature, a number of factors that could reduce the risk for an 

individual employee have emerged. For example, the staff member could gain support from 

another manager (Zapf et al., 2003) or use subtle behaviours (as indicated in Miller, 1997, 

e.g., tardiness, sabotage and gossip) rather than more obvious forms of aggression like 

yelling. These may be factors that could minimise the risk to a staff member(s) when acting 

inappropriately against a manager.  

Process of Upwards Bullying  

The process of upwards bullying, that is, as an escalating conflict (Keashly & Jagatic, 

2003), can now be conceptualised by placing the workplace bullying and power, 

dependency and political tactics literature within the social identity framework introduced 

in Chapter Three. This integration of literature within this framework can be seen in Figures 

6 and 7. As can be seen within the model (Figure 6), the process of upwards bullying occurs 

within the organisational environment which, is defined by change and uncertainty. Within 

this environment, contemporary organisations are often described as experiencing constant 

change, which has in turn been linked to the occurrence of workplace bullying (see Hoel & 



  
  

 
An Exploration of Upwards Bullying   

Chapter Four:  Upwards Bullying-A Conceptualisation                                                                                                 Page    81   

Salin, 2003, for a review of the changing nature of work and workplace bullying). Staff 

members are placed within the in-group where the support of others can be obtained, be it 

support from within the in-group, or organisational systems and other managers. Naturally, 

managers within their group will also be able to obtain support. 

 

 

 

Figure 6.   Process of upwards bullying—In-group and out-group within the workplace 
environment. 

 

The positioning of these individuals and systems within the staff member’s circle is 

based on the three general roles commonly found in conflict (Ashmore et al., 2001). 

According to Ashmore et al. (2001), the roles include the people who are actively violent or 

harmful to others, those people who have information (either political or economic) who 

support those who are violent, and other members of the group. Although Ashmore et al. 

(2001) proposed these roles as part of global conflicts (such as the conflict in Northern 

Ireland) it is possible to apply these roles to workplace bullying because the three roles 

compare with the roles commonly found in workplace bullying, that is perpetrator, 

bystanders, and target. 

Applying Ashmore et al.’s (2001) roles and adapting them to workplace bullying, it is 

possible to conceptualise the different roles that individuals, groups and systems play within 

upwards bullying. For instance, as a member of a minority group (as seen in Miller, 1997), 

the target or manager is perceived as being external to the in-group. Alternatively, the 

perpetrators, or staff member(s), are within the in-group, whose behaviours either 

intentionally or unintentionally harm the target. As depicted within the model, support for 
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the perpetrator is found from two different sources; their in-group and people who either 

have political or economic information (Ashmore et al., 2001). In-group members can be 

seen as bystanders who can actively or tacitly (by doing nothing) support the behaviours of 

the perpetrator(s) (Ashmore et al., 2001). Those who have power can be individuals, such as 

other managers, which would assist the staff member to overcome the authority of the target 

manager, as suggested by Zapf et al. (2003). 

As the structural approach to power indicates that power can be both formal and 

informal (Pfeffer, 1981), it was important to include both formal and informal systems, 

internal and external to the organisation, in the model. As indicated in the case described by 

Braverman (1999), there appeared to be a failure of the company and the legal system to 

manage the situation. This case suggests the involvement of formal internal systems, such 

as the disciplinary and complaint systems, in the escalation of the upwards bullying case. 

For this reason, formal systems internal to the organisation have been included within the 

model. In addition, formal systems external to the organisation could also be used in a 

similar way, for instance complaints to an external body like a Workplace Health and Safety 

authority. Further, as politics has been linked to the occurrence of workplace bullying (see 

Salin, 2003a), informal internal systems, such as social networks and political tactics, have 

also been included in the model. Similarly, informal measures external to the organisation, 

such as going to the media or to an external person or body, have also been included in the 

model.  

According to the model, support from other managers or systems can then actively 

(e.g., by participating in the bullying) or inactively (e.g., provide the staff member indirect 

access to additional power) support the perpetrator. Such support provides a balancing 

mechanism against the positional power of the targeted manager. Thus, it can be seen that in 

these three roles the experience of workplace bullying is shared between those who initiate 

the action and those who intentionally or unintentionally support the perpetrators. 

Change and the resultant uncertainty could be perceived as a threat to either a staff 

member’s position within the in-group or the in-group themselves (Ashmore et al., 2001; 

Brewer, 2001), which in turn results in inappropriate action by the staff member. According 

to Ashmore et al. (2001), a continuing cycle of perceived threat and harm can arise because 

action on the part of the perpetrator(s) further increases the perceived threat from the target, 

which results in the need for additional action to reduce the threat. The cycle of perceived 

threat and harm within the model can be seen in Figure 7. When applying this process to 

upwards bullying, inappropriately acting against a manager would involve a risk, due 

mainly to the positional power managers hold within organisations (Yukl, 1989). Once 

inappropriate action occurs, it is suggested that staff perceive the threat from the manager as 



  
  

 
An Exploration of Upwards Bullying   

Chapter Four:  Upwards Bullying-A Conceptualisation                                                                                                 Page    83   

increasing (e.g., the potential for disciplinary action on the part of the manager increases), 

resulting in the need for further action on the part of the staff member(s) (Ashmore et al., 

2001). At this point, the interplay between the individual and the group becomes especially 

important. The individual may act in response to a perceived threat to them and out of a 

need to protect either the in-group or their own position within the in-group (Ashmore et al., 

2001; Brewer, 2001). Furthermore, the group may actively support their actions or lend tacit 

support by allowing it to occur (Ashmore et al., 2001). Thus, it is suggested that upwards 

bullying is often an experience shared between the perpetrator and the in-group, which the 

perpetrator(s) perceives as a support mechanism against the manager. The literature 

discussed previously provides the basis for the following proposition. 

 

 

 

Figure 7.  Process of upwards bullying—Cycle of threat and harm. 

 

Proposition: In order to balance the target’s positional power, the 
perpetrator may obtain support from another manager or an 
internal/external, formal/informal system. 

 

Summary of Propositions 

It has been argued in this chapter that, like workplace bullying, upwards bullying is a 

multi-faceted phenomenon. Analysis of literature on power and dependency suggests that 

an important factor within upwards bullying may be the level of dependency managers have 



  
  

 
An Exploration of Upwards Bullying   

Chapter Four:  Upwards Bullying-A Conceptualisation                                                                                                 Page    84   

on their staff. The more dependent a manager is on a staff member (e.g., for expertise or 

information), the more power a staff member(s) has to influence and even bully his or her 

manager. By defining power as a process of dependency, as suggested by Keashly and 

Jagatic (2003), our understanding of workplace bullying in general, and upwards bullying in 

particular has been enhanced.  

A further factor that appears to influence the process of staff bullying their managers 

is the level of uncertainty and change within an organisation. It was argued for instance that 

an organisational restructure may contribute to a staff member(s) acting against his/her 

manager. As a member of an out-group, a manager could be perceived as a suitable target, 

despite the risk the staff member(s) takes in acting inappropriately towards the manager. 

Action on the part of a staff member(s) against a manager increases the risk of disciplinary 

action from the manager and as such brings about the need for further action on the part of 

the staff member(s). Thus, a counter-productive cycle of abuse and bullying can occur. The 

use of subtle behaviours such as tardiness, sabotage, gossip and rumours (Miller, 1997) and 

gaining the support of another manager (Zapf et al., 2003) may be ways in which the staff 

member(s) can reduce the risks associated with taking action against those in higher levels 

of positional power. In essence, it was conceptualised that the level of dependency of a 

manager on a staff member(s), change and uncertainty within the workplace, and the use of 

subtle behaviours by a staff member(s), are factors that must be examined in relation to 

upwards bullying.  

However, much of the workplace bullying literature has focused on downwards or 

horizontal bullying (Lewis & Sheehan, 2003), with research focusing on the nature and 

severity of upwards bullying overlooked. The present research program seeks to overcome 

this deficiency in the workplace bullying literature by exploring the phenomena of upwards 

bullying in depth. Consequently, the primary question of the present research program is: 

What is the nature of upwards bullying? By reviewing the workplace bullying, power and 

dependency, and social identity literature, nine propositions in relation to the nature of 

upwards bullying have been presented in this chapter. Propositions will be presented using 

the headings of Causes, Behaviours, Impacts and Management. Furthermore, as each of 

these headings may provide insight into possible prevention and management strategies, a 

fifth heading, Strategies, will also be used. These five headings coincide with the areas of 

research in the workplace bullying field and will be used throughout the remaining chapters 

in the discussion of the results and conclusions to provide a structure to the results and 

conclusions. Similarly, the propositions presented previously, are numbered and arranged 

according to these five research areas (see Table 3). 
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Table 3   
List of propositions  

Proposition 1 

Organisational factors, such as organisational change and 
changes in workplace diversity, may act as factors that 
contribute to upwards bullying. Causes 

 

Proposition 2 
A manager whose position is not respected may be 
vulnerable to upwards bullying. 

Proposition 3 
It is expected that due to managers’ positional power overt 
bullying behaviour against a manager will be identified 
rarely. 

Proposition 3a 

A staff member(s) may use coercive power through 
behaviours like pressure tactics, such as rumour or gossip, 
the use of or threat of sabotage, and approaching their 
manager’s supervisor with an unjustifiable grievance or 
complaint to bully their manager. 

Proposition 3b 

A staff member(s) may use information, expertise, 
knowledge of another person’s vulnerabilities and 
knowledge of the rules of the organisation to bully their 
manager. 

Behaviours 
 

Proposition 3c 

In order to balance the target’s positional power, the 
perpetrator may obtain support from another manager or an 
internal/external, formal/informal system. 

Impact 
 

Proposition 4 
Upwards bullying will impact the health and work 
environment of those who experience it and those who 
witness it, as well as impacting on the workgroup. 

Management 
 

Proposition 5 
Managers who experience upwards bullying may be 
reluctant to seek support. 

Strategies 
 

Proposition 6 
A ‘no bullying’ policy, training and support mechanisms may 
be strategies suggested for the prevention and management 
of upwards bullying. 

 

Conclusion 

In conclusion, it has been argued throughout this chapter that it is important to 

investigate the perspective of upwards bullying (Lewis & Sheehan, 2003). By doing so, our 

conceptual understanding of workplace bullying will be enhanced. A review of the literature 

revealed there is general agreement that the bullying of managers by staff member(s) can 

and does happen. Research from the United Kingdom, Europe and Scandinavia indicates 

that, although not as common as managers bullying staff, upwards bullying does occur. 

Further empirical research is required to document the nature of upwards bullying, which is 

the aim of the present research program, and will be presented and explained further in the 

following chapters. Within the following chapter, Chapter Five, the research methodology 

of the research program will be introduced and presented.   
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CHAPTER FIVE 

RESEARCH PROGRAM—METHODOLOGICAL APPROACH 

Overview 

The purpose of the research program was to explore the nature of upwards bullying. 

The research program consisted of two sequential studies, a qualitative study followed by a 

quantitative study (Creswell, Plano Clark, Gutmann & Hanson, 2003). This chapter presents 

the theoretical issues and methodological approach of the research program. Initially 

research paradigms including the pragmatist approach which underpins this research 

program will be discussed. An examination of research design including a discussion of the 

characteristics, advantages and disadvantages of mixed methods designs will follow. Where 

appropriate, reference to the current research design will be made.   

Research Paradigms 

According to Guba and Lincoln (1994) a paradigm is a set of basic beliefs that guides 

a researcher. Naturally, a researcher’s beliefs or assumptions will influence how he/she 

thinks with regards to any scientific issue thereby influencing how he/she will design 

research. Each paradigm therefore is associated with a number of assumptions about the 

social reality (Babbie, 2001). Thus, by understanding the paradigm that underpins their 

approach to research, researchers will be better guided when developing their research 

(Creswell, 2003; Neuman, 2006). In order to consider the best approach to researching the 

nature of upwards bullying three major research paradigms were explored. Positivism, 

constructivism (interpretivists) and pragmatism were each considered and will be presented 

in the following section followed by a discussion of the assumptions associated with each of 

the paradigms.  

Positivism 

The positivist paradigm has been labelled the scientific, traditional, experimental or 

empirical paradigm (Hussey & Hussey, 1997) and is considered the most enduring and 

popular approach to research (Guba & Lincoln, 1994). However in recent decades, 

positivism has come under strong criticism (Bentz & Shapiro, 1998; Neuman, 2006).  

Indeed, whether positivism is suitable to the study of social sciences has been questioned 

with the positivists view of research seen as more appropriate in a natural science setting 

(Perry, Riege, & Brown, 1999).  

One criticism of positivism is that participants or people are reduced to numbers and 

that the real lives of people are not viewed as relevant (Neuman, 2006). Rather, positivists 

tend to take a deterministic stance, and believe in the existence of objective and measurable 
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reality (Johnson & Onwuegbuzie, 2004). As a result, this approach lends itself to the testing 

of hypotheses, the identification of possible causes, and the prediction of behaviour.  

Positivism stresses the deterministic nature of life and seeks to find the causes that 

produce particular effects (Neuman, 2006). This is not absolute determinism; rather, 

positivists believe there are probabilistic causal laws, that is causal laws that hold true 

across certain groups and situations (Neuman, 2006). Therefore, researchers within this 

paradigm tend to focus on the “external forces, pressures, and structures” that impact upon 

individuals and the systems around them (Neuman, 2006, p. 83). As such, the approach 

tends to focus on external elements, rather than on an individual’s cognitive processes 

including internal reasoning about why something happened (Neuman, 2006), as occurs in 

qualitative and interpretive research. Positivists assume that once the external forces are 

known, reasoning will follow (Neuman, 2006). Therefore, positivist research allows 

researchers to predict how probable it is that an individual will respond in a particular way, 

given certain factors or situations. For example, it is possible to predict that, if faced with 

workplace bullying, there is a probability a target’s job satisfaction will decrease.    

According to Neuman (2006), modern positivists view the search for reality as 

possible, in that reality exists but is difficult to find. Furthermore, positivists believe that 

patterns within reality exist, that these patterns remain stable across time, and that 

knowledge can be added which will enable us to obtain a better understanding of the pattern 

(Neuman, 2006). Hence, a strength of positivism is that through the use of science, it is 

possible to discover patterns and develop an understanding of reality. Thus, while 

positivism continues to make an important contribution to social science research, it is 

necessary to be aware of its limitations.    

Interpretivism – Constructivism 

Following the approach of Blaikie (2000) the use of the term ‘Interpretivism’ within 

this thesis includes “all or a part of a number of traditions that share similar ontological 

assumptions” (p. 114 Footnote). This includes phenomenology, existential sociology and 

constructivism. Commonly, interpretive approaches to social enquiry are now called 

constructivism (Blaikie, 2000). This paradigm is described as a means through which the 

social lives of people are better understood (Babbie, 2001) and focuses on the way people 

interact (Babbie, 2001; Miles & Huberman, 1994).  As a result, this paradigm is viewed as 

anti-positivist (Blaikie, 2000; Bryman, 2004). 

In contrast with the positivist paradigm, ‘reality’ is not considered objective and 

exterior but rather socially constructed (Easterby-Smith, Thorpe, & Lowe, 2002). Indeed, 

Denzin (2001) describes interpretivism as the exploration of the inter-relationship between a 
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person’s private troubles and public responses to personal problems or issues. Therefore, 

this paradigm allows an examination of an individual’s thoughts and feelings about their 

experience and how these shaped their responses (Neuman, 2006). This paradigm is “the 

systematic analysis of socially meaningful action through the direct detailed observation of 

people in natural settings in order to arrive at understandings and interpretations of how 

people create and maintain their social worlds” (Neuman, 2006, p. 88). 

Researchers who work within this paradigm would suggest that patterns found in 

statistical analyses can not be understood on their own; rather it is important to understand 

the meanings or motives people give to these patterns (Blaikie, 2000). This paradigm takes 

what positivists are thought to ignore; “the meanings and interpretations, the motives and 

intentions, that people use in their everyday lives and that direct their behaviour” (Blaikie, 

2000, p. 115). Within this paradigm, the role of the participant is very different to their role 

in positivist research. Interpretation of meaning is developed by both the participants and 

the researcher (Miles & Huberman, 1994). Thus, meaning is constructed by humans from 

data collected from participant observation and field research (Neuman, 2006), rather than 

rigorous quantitative methods that are used in the positivism paradigm.  

Pragmatism 

The pragmatist paradigm has begun to position itself as a competing paradigm to the 

positivist and anti-positive paradigms (Pansiri, 2005). In opposition to both positivism and 

interpretivism, pragmatism seeks to solve human problems (Powell, 2001). To a pragmatist, 

the purpose of research is not so much to discover truth or reality, but rather to aid in 

solving the problems of man-kind (Powell, 2001). According to Badley (2003): 

 “Pragmatists reject Hemingway’s claim to ‘tell it like it is’ and accept instead 
Blake’s view that ‘as a man is so he sees’, thereby showing that our descriptions of 
the world, whether based on science [positivism] or constructivism, are partial and, 
almost irredeemably, fuzzy.” (pp. 300-301)  
 

Thus, pragmatists reject the notion that truth can be determined (Pansiri, 2005; Tashakkori 

& Teddlie, 1998); rather they believe that “truth is what works” (Howe, 1988, p. 14). 

Pragmatists, therefore, are most concerned with the practical solutions to problems 

(Creswell, 2003). 

Pragmatists accept the position and usefulness of both positivism and interpretivism 

in that both offer researchers different approaches and methods to investigating the world 

(Badley, 2003). Indeed, they do not consider one paradigm as being more useful than 

another (Badley, 2003). Thus, the pragmatist paradigm supports the use of both quantitative 

(often found in positivist research) and qualitative (often found in interpretivist research) 

research methods (Pansiri, 2005) and as a result it is often associated with mixed methods 
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research (Creswell, 2003; Patton, 2002; Tashakkori & Teddlie, 1998). Within the pragmatist 

paradigm the most important issue is the research problem and not the method being used 

(Creswell, 2003). As a result, researchers have the freedom to choose the methods or 

procedures that assist in them in answering their research question (Creswell, 2003). 

Importantly the pragmatist paradigm “rejects the forced choice between positivism 

(including post-positivism) and interpretivism with regard to methods, logic and 

epistemology” (Pansiri, 2005, p. 198). Now that each paradigm has been briefly introduced 

each will be compared using ontological, epistemological, axiological and methodological 

assumptions.  

Paradigm Assumptions 

Each of the paradigms previously introduced are associated with a number of 

assumptions (i.e., ontological, epistemological, axiological and methodological) as well as a 

number of research techniques some of which have already been touched upon. Each of 

these assumptions will now be discussed. 

Ontological Assumptions 

Ontology relates to the nature of ‘reality’ and ‘how things are’ (Guba & Lincoln, 

1994). Thus, ontological assumptions are the beliefs that researchers hold about the nature 

of reality (Denzin & Lincoln, 2005). Naturally each of the paradigms presented have 

differing views as to the nature of reality. While positivists take a realist ontology, believing 

that reality exists which is driven by irreversible natural  laws (Neuman, 2006), 

interpretivists believe in ontological relativism, in that there are multiple realities that exist 

in individual’s minds which are socially constructed (Guba, 1990). Alternatively, the 

pragmatist ontology is based on two main points. Pragmatists believe that reality is external 

and independent of them (as with positivists), but deny that truth can be determined 

(Cherryholmes, 1992). Creswell (2003) suggests that “truth is what works at the time; it is 

not based on a strict dualism between the mind and a reality completely independent of the 

mind” (p. 12). Therefore, while pragmatists may agree with positivists that reality is 

objective, they advance this view by suggesting that the objectivity of reality is flexible.  

Epistemological Assumptions 

Epistemology is the study of knowing (Babbie, 2001). The basic epistemological 

question relates to the relationship between researcher and the known (Denzin & Lincoln, 

2005) and what is considered acceptable or unacceptable knowledge (Bryman, 2004). While 

positivists believe that knowledge can be considered valid if it can be observed and 

replicated and no logical contradictions exist (Neuman, 2006), interpretivists assume a 
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subjectivist epistemology (Denzin & Lincoln, 2005). In other words, if it makes sense to 

those who are being researched and if others can understand the reality of those who are 

being researched, knowledge is valid (Neuman, 2006). The pragmatist paradigm is based on 

the epistemological ideas of ‘belief’, ‘doubt’ and ‘habit’ (Pansiri, 2005). “Both knowledge 

and social reality are based on beliefs and habits which are socially constructed by the 

processes of institutionalization, legitimation and socialization” (Pansiri, 2005, p. 197). 

Thus, according to the pragmatist perspective, it is appropriate to embrace both objective 

and subjective points of view in order to discover the answer to the research question you 

are asking (Tashakkori & Teddlie, 1998).   

Axiological Assumptions  

Axiological assumptions are concerned with values (Hussey & Hussey, 1997) and 

importantly the relationship between the researcher’s values and research (Rocco, Bliss, 

Gallagher, & Perez-Prado, 2003). Since positivists remain detached from participants the 

process of research is considered to be value free and unbiased (Hussey & Hussey, 1997). 

Alternatively, interpretivists are value bound and often adopt the role of a passionate 

participant (Guba & Lincoln, 1994).  Indeed, they often view research as a collaborative 

task, which brings the researcher and participant together in dialogue about an issue 

(Denzin, 2001; Miles & Huberman, 1994). Pragmatists believe values play an important 

role in the way research is conducted and in developing conclusions (Tashakkori & Teddlie, 

1998). In other words values guide what the pragmatist researches and how they research 

the topic (Tashakkori & Teddlie, 1998). “They also conduct their studies in anticipation of 

results that are congruent with their value system” (Tashakkori & Teddlie, 1998, pp. 26-27). 

According to Tashakkori and Teddlie (1998) the pragmatic axiology is in fact consistent 

with the way researchers in the social sciences conduct research. 

Methodological Assumptions 

Methodological assumptions relate to the techniques used by researchers to discover 

reality (Guba & Lincoln, 1994). Positivist research is commonly highly structured and 

objective (Greenwood & Levin, 2000; Neuman, 2006). Positivists “seek rigorous, exact 

measures and “objective” research, and…test hypotheses by carefully analysing numbers 

from the measures” (Neuman, 2006, p. 82). According to Neuman (2006), positivist 

research is an organised approach using deductive logic along with precise empirical 

measures as a way of discovering or confirming causal laws, which in turn can be used to 

predict behavioural patterns.  As such, the goals of positivist research are to measure and 

analyse the “causal relationships between variables” (Denzin & Lincoln, 1994, p. 4). 
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Alternatively, interpretivists, prefer qualitative methods (Tashakkori & Teddlie, 1998) 

obtaining and analysing information from a wide range of materials and sources including 

observations, interviews and life histories (Denzin & Lincoln, 2005). The research process 

generally involves the use of different research techniques to obtain varying perceptions 

within small samples (Hussey & Hussey, 1997). Data is collected over a period of time, and 

is analysed based on understanding the situation and identifying patterns (Hussey & 

Hussey, 1997). In comparison, pragmatists believe that both quantitative and qualitative 

methods can be useful (Tashakkori & Teddlie, 1998). For the pragmatist the choice of one 

research method over another depends on the research question and stage of the research 

process (Tashakkori & Teddlie, 1998).  

Research Paradigm for Current Research Program 

Given the exploratory nature of the current research program and the research 

question it was felt that the use of both qualitative and quantitative methodologies or mixed 

methods was required; as such, a pragmatist paradigm was considered appropriate for this 

research program. The use of mixed methods was considered the most appropriate 

methodology for achieving the outcomes of the current research program, that is, develop 

an understanding of the nature of upwards bullying. Furthermore, the choice of combining 

objective and subjective points of view will aid in the development of knowledge. The 

design of the present research program is consistent with the researcher’s own value system 

and is congruent with the pragmatist axiological assumptions. Finally, according to the 

pragmatist paradigm the research method used is dependent on the research question 

(Tashakkori & Teddlie, 1998). Given the broad nature of the research question, What is the 

nature of upwards bullying? it was felt that mixed methods would assist in answering this 

question.      

As the use of mixed methods is based on the pragmatist paradigm (Pansiri, 2005; 

Tashakkori & Teddlie, 1998), two phases of research using a qualitative and quantitative 

approach was used. The aim of the first phase of the research program was to explore the 

nature of upwards bullying by understanding how an individual, in this case a manager, 

interprets his or her experience of being bullied by a staff member. As qualitative research 

develops descriptive data that describes a social phenomenon, including an understanding 

of the people and events (Lincoln & Guba, 1985; Miles & Huberman, 1994; Patton, 1990), 

it was considered the most appropriate approach for this phase. As a result, the focus of the 

first study was to discover emergent findings about the nature of upwards bullying. The 

purpose of the second study was to use quantitative data to assist in the interpretation of the 

findings from the qualitative study (Creswell et al., 2003). In essence, the quantitative study 
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tested the findings obtained from the qualitative study and assisted in generalising the first 

study’s findings to a wider population (Creswell et al., 2003). The research design of the 

current research program, using mixed methods research, will now be explained. 

Mixed Methods Research 

The pragmatist paradigm forms the foundation of the mixed methods approach to 

research (Pansiri, 2005; Tashakkori & Teddlie, 1998; Teddlie & Tashakkori, 2003). Mixed 

methods research designs use both qualitative and quantitative data collection and analysis 

techniques in parallel or sequential stages. Mixed methods research design is similar to 

method triangulation6, in that it uses multiple data collection and analysis methods within 

one research framework (Brewer & Hunter, 2006). In line with the pragmatist paradigm the 

assumption within the mixed methods design is that all approaches have a contribution to 

make to research, thereby strengthening the assets of one method while minimising the 

weaknesses of another (Creswell et al., 2003; Jick, 1979; Morse, 2003; Punch, 2005). This 

design enables the gathering of data which would be difficult to obtain using a single 

method only (Teddlie & Tashakkori, 2003).  

The term mixed methods appears to describe any research that combines qualitative 

and quantitative data collection methods (Teddlie & Tashakkori, 2003). Confusion exists, 

however, about the terminology used in mixed methods research, with some difficulties 

surrounding the use of the terms ‘mixed methods’ and ‘multimethod’ design (Teddlie & 

Tashakkori, 2003). Creswell and his colleagues (2003) suggest that both terms, 

multimethod and mixed methods, describe “combining or integrating different methods” (p. 

212). They argue that the term mixed methods is more appropriate and can act “as an 

umbrella term to cover the multifaceted procedures of combining, integrating, linking, and 

employing multimethods” (Creswell et al., 2003, p. 212). For this reason the term mixed 

methods is used throughout this thesis. 

Strengths of Mixed Methods Research 

The use of mixed methods, according to Denzin and Lincoln (2000), reflects the 

researcher’s attempt to understand thoroughly the phenomenon under exploration. Further, 

the combination of methods “adds rigour, breadth, complexity, richness, and depth to any 

inquiry” (Denzin & Lincoln, 2000, p. 5). In fact, according to Greene and Garacelli (1997), 

a range of methods is essential to understand the complexity of social phenomena, such as 

workplace bullying. 

                                                
6 Denzin (1978) identifies four types of triangulation, data (three sub-types – time, space and person), investigator 

(the use of multiple investigators rather than one), theory (use of multiple perspectives), and method triangulation 
(within and between method triangulation) 
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Essentially, the use of different methods tries to overcome the deficiencies of one 

method and capitalise on the strengths of multiple methods (Creswell et al., 2003; Jick, 

1979; Morse, 2003; Punch, 2005). For instance, Maxwell and Loomis (2003) suggest the 

purpose of quantitative research is to test variables, and establish relationships between 

variables, while qualitative research explores an individual’s understanding of a 

phenomenon. Therefore, whilst quantitative research can assist the researcher to develop an 

understanding of the relationships between variables, it is often difficult to interpret the 

reason for the relationships using a quantitative approach alone (Punch, 2005). Qualitative 

research, on the other hand, enables the reasons for the relationship to be explored in more 

depth (Punch, 2005), thereby strengthening the researcher’s understanding of the 

phenomenon under investigation. As a result, mixed methodology is useful when exploring 

an unknown or underdeveloped phenomenon (Creswell et al., 2003), or when researchers 

wish to expand on the findings from either approach (Punch, 2005). Thus, mixed 

methodology enables the same phenomenon to be viewed from different perspectives, as 

well as allowing the researcher to “obtain a different level of data” (Morse, 2003, p. 205). 

In summary, a combination of mixed methods increases the validity of findings, by 

confirming findings across studies; it decreases researcher bias, via the use of both 

quantitative and qualitative methods; and it increases the generalisability of the results (Jick, 

1979; Punch, 2005). The strengths of mixed methods research is that it “can answer 

research questions that the other methodologies cannot; mixed methods research provides 

better (stronger) inferences; mixed methods provide the opportunity for presenting a greater 

diversity of divergent views” (Teddlie & Tashakkori, 2003, pp. 14-15). 

Criticisms of Mixed Methods Research 

Criticisms of mixed methodology approaches, however, have been made. For 

instance, the ‘incompatibility thesis’ (Teddlie & Tashakkori, 2003) argues that the 

qualitative and quantitative paradigms are so different that they are incompatible and cannot 

be mixed (e.g., see Smith & Heshusius, 1986). Criticism of mixed methods design on the 

basis of the incompatibility thesis, however, has subsided as mixed methods continue to be 

used effectively in research studies (Creswell et al., 2003; Teddlie & Tashakkori, 2003). 

Criticisms of mixed methods design also include the time taken to complete dual research 

methods (Creswell et al., 2003; Jick, 1979; Morse, 2003), and the difficulty of replicating 

mixed methodology research (Jick, 1979). In contrast, Creswell and his colleagues (2003) 

suggest one of the strengths of mixed methods is that the use of quantitative and qualitative 

studies makes mixed methods research easy to implement and report. In essence, either 

study (qualitative or quantitative) should fulfil a role within the research program (Jick, 
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1979). However, where one method is stronger than the other within the research program, 

this imbalance needs to be justified and made explicit when reporting (Jick, 1979). It 

appears that, through the accurate reporting of any concerns about the time and also clearly 

reporting the research design, difficulties can be overcome. On balance, the complementary 

nature of mixed methods makes it the most appropriate design to explore the phenomenon 

of upwards bullying in this research program.  

Design of Present Research Program 

Various possible combinations are available when using a mixed methods design 

(Creswell, 1994; Punch, 2005). However, in order to ensure the theoretical basis of each 

study is not violated, researchers need to consider carefully how the qualitative and 

quantitative approaches are combined and how the data and findings are to be used (Punch, 

2005). Punch (2005) proposes a continuum of complexity with regard to the possible 

approaches when combining qualitative and quantitative studies. At one extreme, 

researchers can keep the data and methods of the studies separate and combine only the 

findings. Further along the continuum, researchers can combine the data from the two 

approaches and thus integrate the data analysis and findings. Finally, through the 

combination of methods, data, and findings within one study, researchers can create a “full 

multi-method study” (Punch, 2005, p. 241). Essentially, the model chosen by the researcher 

should depend on the research question and other contextual factors (Punch, 2005).         

In the present research program, a mixed methods research design consisting of two 

studies was considered the most appropriate approach (see Figure 8, for an outline of the 

research design). The first study used a qualitative approach, which enabled the 

development of an understanding of the nature of upwards bullying. The second, 

quantitative study informed the researcher further about specific characteristics of the nature 

of upwards bullying. This approach was in accordance with Einarsen (2000), who proposed 

that further research into workplace bullying, which includes qualitative studies into the 

perceptions of individuals and the administration of surveys of incidence and prevalence, is 

needed. Thus, while the first study provided an in-depth understanding of the phenomenon 

of upwards bullying, the second study provided greater breadth of understanding. 
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Figure 8.  Outline of research design. 
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Design Principles of Mixed Methods Research 

According to Morse (2003), there are two design principles of mixed methods 

research. First, the theoretical drive of the research program must be identified, as it shapes 

the direction for the whole research program (Morse, 2003). The theoretical drive is “the 

primary way in which the researcher is thinking” about the research program (Morse, 2003, 

p. 196). While an inductive theoretical drive focuses on discovery, a deductive theoretical 

drive seeks to quantify variables and relationships (Morse, 2003). As the primary aim of the 

present research program was to explore the phenomenon of upwards bullying, the 

theoretical drive of the research program was inductive. In this case, qualitative research is 

the usual approach used by researchers; however, a number of quantitative approaches such 

as exploratory factor analysis can also be inductive as well (Morse, 2003). An inductive 

drive does not, however, preclude the research program from being deductive in places 

(Morse, 2003). Rather, the overall agenda of the project is one of discovery, asking the 

question: ‘What is the nature of upwards bullying?’. 

Second, the theoretical drive of each individual study must be identified and the 

methodological integrity of each study respected (Morse, 2003). Although the research 

program may be inductive overall, the researcher must also be aware of the theoretical drive 

of each individual study; “this is crucial for successfully combining strategies within a 

single project or for conducting a research program containing two or more studies” 

(Morse, 2003, p. 197). By being aware of the theoretical drives of each study, the researcher 

can ensure that the assumptions of each method will not be violated. For instance, a 

qualitative study would most likely use a purposive sampling technique, while a 

quantitative study would use a larger random sample. Thus, it is vital that researchers using 

mixed method designs “keep in mind that it is the results of each project that are 

triangulated to inform the research problem”, and not the techniques (Morse, 2003, p. 199). 

Sequential Exploratory Approach 

As noted earlier, a sequential exploratory approach (Creswell et al., 2003) was 

considered the most appropriate for the present research program. Within a sequential 

exploratory approach the primary focus is to explore the phenomenon under question 

(Creswell et al., 2003), thereby corresponding with the inductive theoretical drive of the 

research program, that is, exploring the nature of upwards bullying. Within this design, the 

initial study used a qualitative approach followed by a quantitative study, with the findings 

integrated in the interpretation phase (Creswell et al., 2003). Findings from the first study, 

along with a review of the literature, informed the development of the quantitative 
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instrument. Data analyses relevant to this approach usually occur independently of each 

other, with the researcher relying on a standard data analysis approach for each study 

(Creswell et al., 2003).  

The general purpose of this approach is to use the quantitative data to help in the 

interpretation of the qualitative study (Creswell et al., 2003). Essentially, the quantitative 

study can test the results from the qualitative study, as well as generalise the qualitative 

findings to a wider population (Creswell et al., 2003). Moreover, as the quantitative study 

(Study 2) is designed to provide an extension of the qualitative study (Study 1), a sequential 

design rather than a simultaneous design was more appropriate (Morse, 2003). 

Simultaneous mixed method designs are used when the second study seeks to supplement or 

elicit information that the primary study is unable to obtain (Morse, 2003). Within 

sequential designs, the method which best describes the theoretical drive is placed first 

(Morse, 2003); in this case, this is the qualitative study. Morse (2003) suggests that the 

recognition of the theoretical drive of the overall research program can be represented 

through the use of uppercase letters, with lowercase letters identifying the additional 

project. Thus, as the theoretical drive of the present research program is inductive, with a 

qualitative study followed sequentially by a quantitative study, the research program would 

be represented as QUAL → quan. In summary, by combining the designs presented by 

Creswell and his colleagues (2003) as well as Morse (2003), a sequential exploratory 

approach was considered the most appropriate design for the present research program.  

Conclusion 

As the aim of the research program was to explore the nature of upwards bullying, a 

mixed methods design consisting of two sequential studies was considered the most 

appropriate approach (Creswell et al., 2003). The exploratory interview study enabled the 

identification of the nature of upwards bullying while also informing the second 

quantitative study, which elicited further information about the extent and characteristics of 

the phenomenon. Essentially, the two approaches complemented each other (Neuman, 

2000); they enabled the researcher to develop a deep understanding of the phenomenon, 

while enhancing the generalisability of the results gained from the use of both interview and 

questionnaire data (Jick, 1979). The subsequent chapter, Chapter Six, will present a detailed 

explanation of the design taken in the interview study. Chapter Seven will then introduce 

the findings from this study. The design of the questionnaire study will be presented in 

Chapter Eight, followed by the results from this study in Chapter Nine. In line with the 

mixed methodology taken in this research program, Chapter Ten will integrate the results 
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from the two studies, while also discussing the theoretical and practical implications of the 

research program. 
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CHAPTER SIX 

METHODOLOGICAL APPROACH—INTERVIEW STUDY 

Overview  

As outlined in Chapter Five, the purpose of the first study was to explore the nature of 

upwards bullying and in particular how an individual, in this case a manager, interprets their 

work environment and their experience of being bullied by a staff member. Thus, the 

theoretical drive of this study was inductive, with a qualitative approach using semi-

structured interviews utilised. By using this approach the goal of the researcher “is to 

organize specific details into a coherent picture, model, or set of interlocked concepts” 

(Neuman, 2006, p. 459). However, as this study is qualitative in nature, “terms such as 

credibility, transferability, dependability, and confirmability replace the usual positive 

criteria of internal and external validity, reliability, and objectivity” (Denzin & Lincoln, 

2003, p. 35). Creswell (1994) concurs, suggesting that trustworthiness and authenticity 

replace reliability and validity. In addition, the word findings, rather than results, is often 

used when presenting qualitative research. Similarly, when presenting the findings of 

qualitative research it is customary to use metaphors and analogies (Creswell, 1994; Patton, 

2002) as well as diagrams to assist in communicating the findings (Neuman, 2006). Based 

on this methodological rationale, the terms trustworthiness and findings, as well as 

metaphors and diagrams are used when presenting the findings throughout this thesis. In 

this chapter, the participants will be introduced, including a brief summary of their 

organisational position, managerial, and bullying experience. Following this the design and 

approach taken within the study, including the sampling procedure, interview structure and 

procedure for analysis, will be outlined.  

Participants 

Within this study, data related to the five research areas was obtained from two 

populations of managers. The use of different sources of information can add to the quality 

of the findings, the level of analysis, and understanding of the phenomenon being explored 

(Fossey et al., 2002; Miles & Huberman, 1994). Data triangulation, which is the use of a 

variety of data sources, was first identified by Denzin7 (1978). Patton (2002) emphasises 

that data triangulation is a means to obtain confirming data and to also identify any 

inconsistencies between different data sources. Often, it is the inconsistencies across data 

that can provide us with further insight into a phenomenon (Patton, 2002). Thus, by 

                                                
7
 Denzin (1978) identified four types of triangulation, data (three sub-types – time, space and person), 

investigator (the use of multiple investigators rather than one), theory (use of multiple perspectives), and 
method triangulation (within and between method triangulation) 
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comparing the findings between managers within a specific organisation and managers from 

a wider range of public and private organisations (to be discussed later in this chapter), the 

researcher’s understanding in relation to upwards bullying was enhanced.  

Moreover, it was felt that interviews with only those managers who had experienced 

upwards bullying could bias the findings. Consequently, interviews were conducted with 

managers who discussed the managerial work environment for managers (these interviews 

were not specifically focused on particular experiences of upwards bullying) as well as 

managers who reported an experience of upwards bullying. In undertaking this span of 

interviews, the researcher was able to obtain an understanding of the managerial work 

environment and the issues within it for managers as well as a better understanding of 

upwards bullying.  

In all, semi-structured interviews were conducted with 24 managers (aged between 30 

and 60 years approximately). Samples sizes within qualitative research tend to vary, with 

most researchers stating that sampling is ongoing and dependent on the emergent nature of 

qualitative research (Fossey et al., 2002; Miles & Huberman, 1994; Morton-Williams, 

1985). Miles and Huberman (1994) state that small samples are more commonly used in 

qualitative research, due to the need to develop in-depth understanding of the phenomenon 

as opposed to statistical significance. As qualitative research is generally concerned with the 

meaning individual participants give to their experience, a small sample size was considered 

sufficient to facilitate an awareness of the nature of upwards bullying (Fossey et al., 2002; 

Morton-Williams, 1985). Generally, a sample size of 15 is suggested as suitable (Miles & 

Huberman, 1994). Thus, a predetermined sample size of approximately 20 was established, 

with recruitment of participants continuing through the data collection stage until saturation 

was considered to have been reached (Creswell, 1994); that is, no new knowledge was 

being generated. 

As shown in Table 4, 15 managers interviewed were from a Government Owned 

Corporation (GOC). Of these, nine managers (seven males and two females; Group One) 

discussed the managerial work environment with reference to bullying type behaviour; 

while six managers (five males and one female; Group Two) reported an experience of 

upwards bullying. The remaining nine managers interviewed were sourced from a range of 

public and private organisations (all females; Group Three). The sample size for each of the 

three groups was assessed on an ongoing basis, primarily considering the emergence of any 

new themes from the data. As no new themes appeared to be emerging from all groups, the 

sample size of 24 was considered sufficient to develop an understanding of the current 

managerial work environment and the phenomenon of upwards bullying. Each of the three 

groups will now be expanded upon. 
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Table 4 
Summary of research groups – Study One 

 Group 1  Group 2  Group 3  

 Government Owned Corporation 
(GOC) 

Managers from a range 
of organisations and 

industries 
Discussed the managerial work 
environment n = 9   

Reported an experience or 
witnessed upwards bullying  n = 6 n = 9 

 
 

Managers within a Government Owned Corporation 

Fifteen managers from a Government Owned Corporation (GOC) were interviewed 

with regard to either their understandings of the managerial work environment (Group One) 

or their experience of upwards bullying (Group Two). The GOC employs more than 10,000 

staff, and has provided a public service to the people of their State for a lengthy period of 

time. The organisation comprises a number of businesses (for instance, hospitality, 

marketing, engineering) and support groups that conduct the commercial activities of the 

organisation. Traditionally, the organisation is a male dominated organisation with women 

representing approximately nine per cent of the total workforce.  

The interpretive approach to research is commonly seen as enabling the development 

of understanding within a cultural context (Sheehan, 2000). By interviewing 15 participants 

from a single organisation, it was possible to explore the work environment for managers in 

that organisation. Further it provided an opportunity to examine the particular experiences 

of managers who had experienced upwards bullying within that organisation (Group Two). 

In this way, the possible impact of that organisation’s culture on the phenomenon could be 

explored.  

Group One and Two participants were contacted via the Human Relations 

Department network within the corporation. Human relations managers from each of the 

business groups within the corporation were contacted and they in turn approached 

managers, either in person or via e-mail, within their work area enquiring whether 

individuals would like to participate in the study. Managers were left to decide if they 

would like to participate in the study and contact the research team. The purposive sampling 

method enabled the researcher to select a diverse range of managers from within the 

corporation (Sheehan, 2000). In order to achieve the greatest level of representation, a mix 

of gender, positions within the organisation, workgroups, and length of service formed the 

criteria to be considered when talking to prospective participants. The gender of participants 
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was considered in proportion to the wider population of managers in the organisation 

(women make up approximately nine per cent of the managerial population). The gender 

imbalance within the corporation is reflected somewhat in the gender imbalance within the 

sample (12 males to three females), where the latter makes up 20% of the sample size. 

Furthermore, a mix of managers from across a range of five managerial levels and 

workgroups (nine organisational workgroups) in the corporation were sought. In this way, 

gender, workgroups and managerial position were represented.  

Group One—Workplace Environment Discussants 

Of the 15 managers who were interviewed from the GOC, nine discussed the 

managerial workplace environment. Occasionally, these managers referred to bullying type 

behaviours by staff directed at themselves or other managers; however as these experiences 

did not fulfil the definition of workplace bullying (determined by the researcher after the 

interview) they were not included in Group Two. The nine managers interviewed came 

from differing managerial levels; there were three middle managers, three senior middle 

managers and three senior managers. The managers interviewed also had varying degrees of 

experience in the role of manager. Three of the managers were very experienced as a 

manager (more than 10 years of experience), while six were experienced (more than five 

years).  

Group Two—Witnesses and Bullied Managers  

The remaining six managers from within the GOC all discussed their experiences in 

relation to upwards bullying. Four managers reported an experience of upwards bullying, 

while two discussed an experience of upwards bullying and also recounted incidents of 

upwards bullying they had witnessed. An experience of upwards bullying was determined 

by the researcher after considering whether the experience described in the interviews 

fulfilled the definition of workplace bullying (Einarsen et al., 2003) and whether the 

manager labelled the experience as bullying. Hence, if the experience or threat had 

continued over a period of time and the behaviours were inappropriate and persistent, then 

the researcher determined that the person had experienced upwards bullying. Thus, the 

interview design and questions to each participant were the same with a determination of 

which group participants were a member of made by the researcher after the interview was 

complete. This group consisted of two supervisors, three middle managers, and one senior 

middle manager; they had varying degrees of experience in the role; one supervisor was 

very experienced (more than 10 years of experience), and five managers were experienced 

in the role of a manager (more than five years).  
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Group Three—Bullied Managers from Non-specific Organisations   

In order to develop an understanding of upwards bullying beyond a single 

organisation, interviews were conducted with nine managers from a range of organisations, 

including health, education, IT and welfare. While not intended, all managers within this 

group were female. Group Three consisted of one supervisor, two middle managers, five 

senior middle managers, and one senior manager. Two of the managers were new to their 

managerial position (one year of experience), six had more than five years managerial 

experience, and another had more than ten years managerial experience. All of the 

managers interviewed in Group Three discussed an experience of upwards bullying. Group 

Three participants self-identified as having experienced upwards bullying and approached 

members of the Griffith University Workplace Bullying, Mobbing and Violence Research 

Team across a 12 month period, via support and advocacy groups (such as, Beyond 

Bullying Association, or Workplace Mobbing Australia) seeking to tell their story.  

Table 5, presents a summary of participant details and overview of their experiences. 

In presenting this information, and the findings of the interview study (in Chapter Seven) 

considerable caution was exercised to protect interviewees identities. Thus, all names have 

been changed and limited contextual information provided.  
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Table 5  
Summary of Participant Details and Overview of Experiences 
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Table 5 (continued) 
Summary of Participant Details and Overview of Experiences 
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Table 5 (continued) 
Summary of Participant Details and Overview of Experiences 
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Table 5 (continued) 
Summary of Participant Details and Overview of Experiences 
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Table 5 (continued) 
Summary of Participant Details and Overview of Experiences 
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Data Collection 

Sampling Procedure 

 Various sampling methods are available for researchers to use. They include 

probability sampling methods, such as simple random sampling and systematic sampling, 

and nonprobability sampling methods, such as purposive or quota sampling. Each of these 

sampling methods have strengths and limitations and must be considered in the context of 

the needs of the current project (Fossey, Harvey, McDermott & Davidson, 2002).   

Given the purpose of the first study was to explore how the phenomenon of upwards 

bullying was structured conceptually and how it has meaning for those who have 

experienced it (Denzin, 2001), the sampling method of purposive or judgmental sampling 

was used. Purposive sampling is commonly used within qualitative research (Morton-

Williams, 1985). According to Babbie (2001), this method is suitable when it is not 

appropriate or feasible to interview all members of the population group, in this case, 

managers who have experienced upwards bullying or have knowledge of the managerial 

work environment. As a result, purposive sampling was considered the most suitable 

sampling method, as it permitted the researcher to make judgments as to the suitability of 

the participants with regard to the aims of the study. Purposive sampling enables the 

selection of participants based on the researcher’s judgement about the suitability of the 

participant to the research aims, or the researcher’s knowledge of the population (Babbie, 

2001; Bernard, 2000; Miles & Huberman, 1994; Morton-Williams, 1985; Sheehan, 2000). 

For the present study, participants were selected based on their knowledge of the research 

topic (Sheehan, 2000). After talking to prospective participants, the researcher made a 

judgment as to their suitability based on the purpose of the study (Babbie, 2001). A key 

criteria of suitability was based on the prospective participants’ level of experience as a 

manager. It was felt that in order to discuss the work environment for a manager, experience 

of at least one year as a supervisor or manager was considered important. Furthermore, 

consideration was also given to obtaining a mix of gender (where possible), positions within 

the organisation (supervisor, manager or senior manager), and workgroups/industries. Only 

one potential participant (from the GOC) was not included in the sample as they were 

considered by the researcher to lack experience in the role of a supervisor/manager and 

therefore would not be able to offer an in depth understanding of the current work 

environment for managers. 
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Procedure when Approaching Participants  

When contact was made with potential participants the researcher, explained the 

general purpose of the project to them (see Appendix A for outline of information provided 

to potential participants). From there, more specific issues such as confidentiality, 

anonymity, what participation would entail, the expected length of time involved, audio-

recording and transcription of interviews for them to review, were discussed. 

Confidentiality and anonymity were considered important issues for participants, especially 

given the sensitive nature of the topic (Sheehan, 2000), so these issues were explained in 

detail to potential participants. Specifically, it was explained that only the project team 

would have access to the data, and that at the conclusion of the research process, the 

information supplied by the participants would be reported in summary form only, with any 

names or identifying features altered. Once all aspects of the research were explained, 

potential participants were asked if they would like to take part in the study.  

Informed Consent  

If individuals agreed to participate in the project, they were asked to sign a consent 

form (see Appendix B: Information Sheet, and Appendix C: Consent Form). The consent 

form addressed confidentiality, anonymity, the reporting of data, and withdrawal at any 

time from the study without providing a reason. It also informed participants of how they 

could contact either the project team or Griffith University staff if they had any questions or 

concerns. Participants were able to retain a copy of the Consent Form (titled Information 

Sheet, Appendix B). The process followed within this study was in accordance with the 

standards provided by Griffith University’s Ethics sub-committee governing 

experimentation on humans. In addition to the University’s requirements, as a registered 

psychologist the researcher is bound by a code of practice which states that members must 

guard the respect and dignity of all participants, and ensure confidential data is not 

disclosed in a way that participants could be identified, while also providing participants 

with the opportunity to be informed of the results (The Australian Psychological Society, 

2003). As such, care was taken to ensure that participants were treated with dignity; further, 

the researcher sought to reduce any anxiety or discomfort the participant may experience 

(Neuman, 2000). 

Interview Design 

Workplace bullying researchers have proposed that more qualitative studies should be 

conducted as a way of increasing our understanding of the processes involved in workplace 

bullying (Rayner, 1999; Salin, 2003b). With this in mind, the nature of upwards bullying 
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was explored using a semi-structured interview approach (Denzin, 2001; Fossey et al., 

2002; Patton, 2002; Taylor & Bogdan, 1998). Alternative approaches such as 

structured/survey interviews were considered inappropriate especially given the exploratory 

and inductive nature of the study. Survey interviews tend to ask the same questions, 

commonly closed-ended, in the same order to participants with the interviewer remaining 

neutral (Neuman, 2006). In comparison, a semi-structured interview is an active joint 

process between the researcher and the participant (Neuman, 2006). Therefore, semi-

structured interviews take the form of an informal conversation between the participant and 

the researcher (Patton, 2002), a technique that accords with an interactionist approach to 

research. Bernard (2000) states that when the main purpose of the study is to develop an 

understanding of a person’s experience, semi-structured interviews are the ideal approach.  

Pilot Interviews 

Two pilot interviews were conducted to ensure the planned interview process was 

suitable and achieved the outcomes required. At the end of the pilot interviews, the 

participants were asked reflective questions about the interview process, such as, “Are there 

any additional questions you would recommend”, “Would you suggest any adjustment to the 

interview structure?”. Minor adjustments were made to the interview questions as a result 

of the pilot interviews. 

Duration of Interviews 

Two semi-structured interviews, each lasting one hour, were conducted with 19 of the 

interviewees (a further five participants were interviewed only once). According to Neuman 

(2000), one-hour interviews are commonly used in research, and are considered suitable as 

they tend not to fatigue the participant or the researcher (Bernard, 2000). In addition, King 

(1994) recommends that only three hours of interviews, with a preference for two hours, be 

conducted in one day so as not to fatigue the researcher. As a result, only once did the 

researcher interview two different participants in one day. This ensured that the researcher 

remained alert and attentive to each interviewee throughout the interview.  

Each one-hour interview was followed up with a second one-hour interview. While a 

one-hour interview may have been sufficient, in terms of gathering data for the study, it was 

felt that two one-hour interviews would provide the researcher with a number of advantages 

over a one one-hour interview. For instance two one-hour sessions were considered 

sufficient to allow the participant to tell their story, enable the researcher to develop a 

relationship and level of trust necessary for this type of research (especially given the 

research topic), as well as allowing the time necessary for deeper meaning to develop 
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(Jones, 1985; Neuman, 2006). The sequence of two interviews also allowed the researcher 

to follow up any questions or points that required clarification after the first interview 

(Jones, 1985; Neuman, 2006; Patton, 2002). However, due to particular time constraints, 

only one interview was possible with five of the participants. Single one-hour interviews 

were conducted with four participants and a one-and-a-half hour interview was conducted 

with another participant. In all cases, the researcher obtained permission from the 

interviewees to contact them directly after the interview (within a couple of weeks) if any 

issues needed to be clarified.  

Telephone Interviews  

Where possible, the researcher travelled to meet the participants and interview them 

face-to-face. However, distance constraints meant that for four of the participants it was not 

possible for the researcher to travel to interview them; telephone interviews were conducted 

with these participants. While the telephone interviews were conducted in the same manner 

as the face to face interviews, particular care on the part of the researcher was taken to listen 

for non-verbals for ‘markers’ that may indicate an important issue for the participant 

(Neuman, 2006). For example, the researcher listened for any differences in the tone of the 

interviewee’s voice and moments of silence. When this happened the researcher would 

follow this up with a reflective question or statement, such as, “It sounds like this 

experience has had an impact on you?”.    

Limitations of Semi-structured Interviews   

As the interviews were semi-structured, they tended to take on the feeling of an 

informal conversation, although the researcher was always alert to ensure the topic under 

examination was discussed (Fontana & Frey, 2003; Neuman, 2006; Patton, 2002). As a 

result, the researcher would ask the participant at times for explanations or further 

information. However, the researcher was careful not to stifle the participants’ words 

(Neuman, 2006; Patton, 2002). Further potential limitations of a semi-structured approach 

relate to the researcher leading the participant, through the use of poorly formed (Babbie, 

2001; Patton, 2002) or leading questions (Seidman, 1998). This was overcome by using 

‘how’ questions (Denzin, 2001), as well as open-ended questions (Seidman, 1998). These 

techniques allowed the researcher to focus the participant, while still allowing the 

participant to take any direction they would like within the particular area under 

examination (Seidman, 1998). Also, the researcher adopted the process of reflecting on each 

interview (including between interviews), and of taking note of questions which were less 

appropriate and developing more appropriate questions (Babbie, 2001; Patton, 2002). This 
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reflective process was enhanced through the use of a journal (discussed later), and the 

conduct of two pilot interviews (discussed earlier).  

Interview Structure 

As introduced earlier, prior to commencing each interview, the researcher emphasised 

the ethical issues of anonymity and confidentiality. Each participant was also informed that 

they could stop the interview at any point or ask for the tape to be turned off. By 

highlighting anonymity and confidentiality, as well as providing the participant with control 

over the conduct of the interview, it was anticipated that participants would be more 

comfortable about telling their story, thus increasing trust in the researcher (Jones, 1985). 

These measures appeared to have assisted the interview process with the interviewees 

willing to share their experiences. If a participant became emotional during the interview 

(this happened on a few occasions), the researcher asked the participant if he or she would 

like to pause or postpone the interview until a time when they felt comfortable to continue. 

Furthermore, the researcher was prepared to refer participants to experienced counsellors if 

they indicated they would like further assistance. This option was not taken up by any 

participant however, at the request for further information, one participant was provided 

with details of a support and advocacy group. 

The structure of the interview started with an ‘ice-breaker’ which asked the manager 

about their work environment, such as, “As you know, this interview is about your 

experiences as a manager of a workplace. Could you tell me a little about your role in your 

workplace?”. This question allowed the researcher to obtain a better understanding of the 

manager’s role and their environment, as well as allowing the participant to relax and feel 

more comfortable. Gradually, the researcher investigated specific topics related to the 

manager’s experience through the use of probing questions (Fontana & Frey, 2003), or by 

reflecting on what the manager had said (Seidman, 1998).  

The use of a semi-structured interview guide (Babbie, 2001; Denzin, 2001; Fossey et 

al., 2002; Patton, 2002), detailing the research areas to be explored, ensured that the same 

research areas were explored in each interview (Patton, 2002; Taylor & Bogdan, 1998). The 

guide, however, was not a structured set of questions, rather a list of suggested research 

areas to be covered throughout the interview process (Taylor & Bogdan, 1998). These 

research areas were based on the review of the workplace bullying, power and social 

identity literature (reported in Chapters Two and Three), and included the topics: general 

work environment for managers; causes of the inappropriate behaviours; the behaviours 

involved; the impact on the manager and others; how the inappropriate behaviours were 

managed by the organisation and others, including the support they received; as well as 
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suggestions as to how inappropriate behaviour by staff could be managed better or 

prevented in the future (see Appendix D, Interview Guide).  

Essentially, the guide enabled the interviewer to maintain a flexible structure for the 

interview, to “word questions spontaneously, and establish a conversational style but with 

the focus on a particular subject that has been predetermined” (Patton, 2002, p. 343). As a 

result, the wording and timing of the questions were altered to suit each participant in terms 

of flow and content (Babbie, 2001; Denzin, 2001; Fossey et al., 2002). In most cases, the 

participants raised these topics on their own as they talked, however when they did not, the 

researcher referred to the guide and would ask an open question about a topic that had not 

been raised already (Seidman, 1998). Examples of the type of questions used within the 

research areas were: “Could you tell me what happened when this occurred?”; “How did it 

start?”; “How long did this go on for?”; “How did this impact on you?”; “Could you tell me 

more about how this impacted on others in your group?”; “How did you respond to these 

behaviours by the staff member?”; and, “If you had your time over again, would you do 

anything differently?”. The flexibility of the guide enabled the researcher to ensure all 

elements of the research question, including propositions where appropriate, were explored. 

Furthermore, sequence of two interviews enabled the researcher to review the initial 

interview and explore any aspects related to the research question or propositions in the 

second interview (Jones, 1985; Neuman, 2006; Patton, 2002). 

Furthermore, throughout the interviews, the researcher viewed supporting 

documentation offered by four interviewees to assist in explaining the events surrounding 

their situation. Examples of documentary evidence provided included, the manager’s file 

notes with regard to incidents with the staff member(s), a copy of the staff member’s 

complaint/grievance, the manager’s responses to the staff member’s grievance, investigators 

report and a summary of the events as written by the manager. Such flexibility in the 

interview process is based on the assumption that it is not possible to fully standardise 

meaning and understanding across participants (Denzin, 2001).  

Throughout the interviews, the researcher was aware of the interview process, 

including the reactions of the interviewee and the flow of the interview (Patton, 2002). The 

researcher was also looking for ‘markers’, references made by the participant to an 

important issue the participant would like to discuss (Neuman, 2006). An example of a 

marker that occurred during an interview was; “I have a great team now”. This marker 

enabled the researcher to then probe further by asking, “You said before you have a great 

team now, could you tell me more about what you mean by this?”. Probing questions like 

this were used when it was considered necessary to clarify the participant’s meaning or 
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reasoning (Neuman, 2000). Care was taken, however, not to lead the participant or shape 

the answer when using a probing question (Neuman, 2000; Patton, 2002; Seidman, 1998). 

Venue of Interviews 

Data was collected in a venue of the participant’s choice. The primary concern here 

was that the participant feels comfortable with the interview environment but is not 

distracted (Neuman, 2006). Thus, a venue close to where a participant lived or worked, or 

that was easy for them to access was suggested (Morton-Williams, 1985; Neuman, 2006). 

In the few cases where the interview occurred at a venue other than at the participant’s 

workplace or at Griffith University, the researcher’s security was enhanced through the use 

of a mobile phone, which was turned on to allow the researcher to contact another person if 

necessary. The mobile phone was on silent so the flow of the interview would not be 

interrupted. Further methods of increasing safety were to inform another person where the 

interview was occurring.  

Journal  

A journal was also used by the researcher throughout the data collection phase. 

During each interview the researcher recorded file notes about observations, reflections and 

interpretations of the participant as well as questions to be followed up. These were later 

included in a research journal in NVivo (v.2) (Morton-Williams, 1985; Patton, 2002). The 

journal was also used by the researcher to record personal thoughts and feelings related to 

the interview process (Patton, 2002). Similar reflections were also recorded on the audio-

recorder after the interview and added to the journal. The type of questions used to reflect 

on the interview and process included: “Were all research areas discussed?”; “How did the 

interviewee respond to the questions?”; “Were there any questions I would not use again?”; 

“How was the rapport?”; and “What adjustments could I make to the interview structure?”. 

For example, as a result of reflecting on the pilot interviews the first question by the 

interviewer was adjusted from; “As you know, this interview is about your experience as a 

manager, and your experience of inappropriate behaviour from a staff member. Would you 

like to tell me a little about what happened?” to; “As you know, this interview is about your 

experiences as a manager. Could you tell me a little about your role in the workplace?”. 

This adjustment enabled the researcher to build rapport with the interviewee as well as gain 

an understanding of the workplace and the manager’s role in it. The journal entries were 

discussed by the researcher with project supervisors. This process of continually reflecting 

on the research process enhanced the rigour of the interview methodology.  
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Audio-recording of Interviews 

With the permission of the participants, the interviews were audio-recorded. The use 

of the audio-recording was explained to the participants prior to the interview (Morton-

Williams, 1985) in order to avoid or reduce any discomfort on the part of the participant. 

Essentially, by audio-recording the interviews the researcher was able to focus on the 

interviewee (Bernard, 2000; Morton-Williams, 1985; Patton, 2002) and the process, as well 

as enabling a true and accurate account of what the participant said to be recorded (Patton, 

2002; Taylor & Bogdan, 1998). Although the presence of a audio-recorder can cause initial 

discomfort to some participants, this is quickly overcome once the interview progresses 

(Taylor & Bogdan, 1998). Discomfort of any of the interviewees with regard to the tape-

recorder was not evident during the interviews. Tape recordings allowed the researcher to 

analyse the data within the context and meaning participants give to the phenomenon, 

because no part of the interview is overlooked (Fossey et al., 2002). For example, the words 

particular participants used to discuss certain issues were used in the analysis as labels for 

themes. The audio-recording also supplemented the researcher’s notes and journal (Babbie, 

2001; Fossey et al., 2002; Morton-Williams, 1985). Within the present research, only one 

interviewee declined audio-recording of their interview. This was because of the sensitivity 

of the situation described, due to one of the parties’ relationship to the head of the 

organisation. In this case, key words and quotations were noted down by the researcher 

during the interview, with more detailed notes being completed immediately after the 

interview. These detailed notes were later sent to the interviewee to approve. No changes 

were made to the notes.  

Analysis 

Transcript 

Once the interviews from Study One had been completed, the audio-recordings were 

transcribed verbatim. Within phenomenological interview processes, transcripts are one of 

the main sources of information (Miles & Huberman, 1994). The transcription of audio-

recordings is a useful research approach, as transcripts assist the researcher to identity 

themes and find direct quotations to support propositions, as well as enabling the researcher 

to review the interview a number of times (Morton-Williams, 1985; Silverman, 1993). 

According to Silverman (2003), transcripts allow the researcher to easily “inspect sequences 

of utterances” (p. 830), making sense of them within the context of what the interviewee has 

said before and after. Transcripts also assist in revealing patterns in the interviewee’s 

conversation not otherwise noticed (Silverman, 2003). Transcripts were found to be a useful 

tool because they assisted in a reliable in-depth review of the data so that the fundamental 
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nature of each participant’s account was captured (Miles & Huberman, 1994). Prior to the 

analysis of the transcripts, each participant was given a copy of their respective transcripts 

and invited to make any additions or deletions. This review of the transcript further 

contributed to the trustworthiness of the research (Sheehan, 2000).   

Computer Software 

The interview transcripts were coded using the NVivo (v.2) text software program as 

a tool of analysis. The use of computer software such as NVivo (v.2) assists the researcher 

to code, organise, link and retrieve codes and data (Neuman, 2006; Patton, 2002). Coding of 

words, sentences or paragraphs of raw data is possible when using computer software, as 

well as allowing for multiple codes to be assigned to the same sentence, paragraph or 

section (Neuman, 2006). The researcher can then organise the data according to the codes 

(Neuman, 2006). However, the researcher still needs to decide what data is coded, what 

data forms a theme, and the name of the theme (Patton, 2002). Thus, while the NVivo 

program is useful in assisting in the management and linking of coding and themes, the 

researcher still needs to review the transcripts a number of times in order to code and 

develop themes. 

Coding Scheme  

The role of data analysis is two-fold, to reduce the data and to organise the data into 

themes (Neuman, 2006). In essence, data analysis requires researchers to code and organise 

data into “categories on the basis of themes, concepts, or similar features” (Neuman, 2006, 

p. 460). Thus, researchers organise data into either conceptual themes derived directly from 

the literature, or into themes created in a more intuitive way (Neuman, 2006). As 

recommended, data analysis began and occurred simultaneously with data collection 

(Creswell, 1994; Patton, 2002). By noting ideas and patterns that occurred during data 

collection, as well as reviewing the literature based on the central research question, assisted 

in the development of a broad coding scheme (Patton, 2002). For example, as can be seen in 

Table 6, the initial coding scheme for the impact of upwards bullying was divided into the 

impact on the target, including physical, psychological and work related, as well as the 

impact on the group and organisation. Thus coding commenced using this scheme, in the 

knowledge that more coding themes would most likely be generated as a result of the 

process (Neuman, 2006). As Patton (2002) notes, while the initial coding scheme assisted 

the researcher in focusing the analysis of the raw data, it did not limit the development of 

further codes and themes. Thus, the researcher remained open to new themes as they 

emerged from the transcripts, and added them to the coding scheme as the transcripts were 
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analysed. However, conclusions were not drawn until the final analysis was completed 

(Patton, 2002).  

 

Table 6  
Initial coding scheme 

Core Concepts 

Causes Behaviours Impact on Management Strategies 

Change Covert 
Behaviours 

Helpful Prevention 
Strategies 

Power Overt 
Behaviours 

Target/Manager  

—Physical  

—Psychological  

—Work Related  

Unhelpful Management 
Strategies 

Group Identity  Group and 
Organisation 

  

 

Stages of Data Analysis 

Data was analysed using Strauss’s (1987) approach to data analysis, as described by 

Neuman (2006). Strauss (1987) suggests three stages of data coding, with data reviewed by 

the researcher with different goals for each stages. The stages include open coding, axial 

coding and, finally, selective coding (Strauss, 1987). Although distinctive stages within the 

data analysis the researcher moved between and back to stages when necessary (Flick, 

2002). Naturally, as the coding began, the majority of the task was open coding. As the 

analysis progresses, the researcher moved through the stages, with selective coding 

becoming more prominent towards the final stages (Flick, 2002).  

Open Coding   

Open coding is the “first pass” of the data, where initial codes are assigned to the raw 

data and where data is organised into preliminary themes, thereby reducing the amount of 

data (Neuman, 2006, p. 461). During this process, a theoretical framework can be used as a 

guide, but flexibility is essential with the researcher remaining open to creating new themes 

or changing themes when necessary (Neuman, 2006). Once the raw data of words, 

sentences and paragraphs were coded, coded material was then grouped into themes and 

labelled, as recommended by Flick (2002). Common themes were developed by listening to 

the audio-recordings while reading the corresponding transcript (Babbie, 2001). This 

enabled nuances of speech, tone and voice to be noted (King, 1994; Sheehan, 2000). 

Nuances of speech, tone, volume and pauses that can be heard on the audio-recording are 
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especially informative in the development of understanding and meaning. The tone of 

voice, or the way in which a person makes a statement can change the way others may 

interpret it (Planalp, 1999). For instance, a pause may indicate, and stress, the impact an 

incident had on the speaker. As a result, the themes were contextualised, which assisted the 

findings to be explained from a practical perspective (Denzin, 2001), and placed recurring 

features of the phenomenon within the context of the work situation. As a result, additional 

themes and categories were developed (Flick, 2002; Neuman, 2006). Thus, although the 

researcher began with a broad coding schema based on the research questions and 

reflections from the interviews, most of the resulting categories and themes were generated 

throughout the open coding process (Neuman, 2006). 

Axial Coding  

Axial coding is the “second pass” of the data, where the researcher focuses on the 

themes and organises them according to a structural order (Neuman, 2006, p. 465). 

However, new themes may develop during this process as well. Miles and Huberman 

(1994) suggest that what is important is that codes or themes “have some conceptual and 

structural order. Codes should relate to one another in coherent, study-important ways; they 

should be part of a governing structure” (p. 62). In this way, an unstructured and shapeless 

explosion of codes can be avoided (Miles & Huberman, 1994). Throughout this process, 

questions were asked of the coding, such as, “Are these codes related?”; “Can these codes 

be combined?”; “Are there sub-categories of this theme?”; “Can these themes be ordered 

sequentially or by a theoretical structure?” (Neuman, 2006). Thus, axial coding required 

the researcher to consider the relationships between concepts or themes. However, it also 

raised further questions about the removal of themes that were considered not relevant, 

while focusing on other themes (Flick, 2002; Neuman, 2006). To assist the researcher in 

this process, the use of mind-maps (Buzan, 1991) to structure the relationships between 

categories and themes was used (Taylor & Bogdan, 1998). In this way, themes were able to 

be broken down, renamed or moved to suit a better explanation of the data.   

The Use of Counting in Theme Development. Throughout this whole process, when 

developing themes and categories, consideration was given to how often the theme occurred 

and whether the different elements were related. As Miles and Huberman (1994) suggest: 

When we identify a theme or a pattern, we’re isolating something that (a) happens 
a number of times and (b) consistently happens in a specific way. The “number of 
times” and “consistency” judgements are based on counting. When we make a 
generalization, we amass a swarm of particulars and decide, almost unconsciously, 
which particulars are there more often, matter more than others, go together, and so 
on. (p. 253) 
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Thus, counting the regularity of a code assisted the researcher to see what themes were 

present in the data, while remaining “analytically honest, [and] protecting against bias” 

(Miles & Huberman, 1994, p. 253). Similarly, Silverman (1993) suggests that, by counting, 

researchers are able to revise their assumptions and confirm how accurate they are. 

Furthermore, by presenting the regularity with which a theme or category was referred to in 

the findings, the researcher will assist the reader to understand the data as a whole 

(Silverman, 1993). Counting, however, was used carefully and, where necessary, themes 

that were considered important but were not common were also included (Miles & 

Huberman, 1994; Silverman, 1993).  

As part of the axial coding stage, once half of the transcripts had been open coded and 

the initial coding scheme further developed, the themes were reviewed by the researcher 

and supervisors. This process involved the researcher providing reports for each of the 

research areas, along with selections of raw data and models depicting the relationships 

between individual categories, themes, sub-themes, and items (see Figure 9, for structure of 

categories and themes). Each of the research areas were discussed, and the emergent 

categories and themes were developed into a structure which was based on the review of the 

literature and identification of patterns in the data.  

 

  
 

 

Example 

 
 
 
 
 
 
 
 
 
 
 
 
 

Category Theme Sub-Theme Item 

Category 

Actions of the 
Manager 

(Target) 

Theme 

Unhelpful 

 

Sub-Theme 

Doing Nothing 
Withdrawing, 

Avoiding 

 

Item 

Extract from the 
transcript e.g.  

“I let it be 
probably 

recognised in the 
workplace that I 

was taking a 
back seat” 

 

Figure 9.  Example of category, theme and sub-theme. 
 

For instance, under the core concept of Impact – Impact on the Target/ Manager – the 

initial coding scheme of physical and psychological impacts were placed under the category 

of impact to the manager’s health. Following the review, an additional category of personal 

impact on the manager was created, and this included the emergent themes of loss of 
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confidence, concern for career, manager’s personal reflection, thinking you’re insane, and 

concern for safety. Furthermore, the initial coding scheme of work related impacts was 

changed to the category of manager’s behaviours at work changed, as this label suited the 

themes that emerged in this category. This category included the emergent themes of 

became wary or reluctant to address behaviours in the future, became protective of self and 

constantly bracing yourself for what was coming next. In addition, two other themes that 

did not fit either of these categories were the emergent themes of positive learning or 

outcome for the manager and empathy for the staff member. Further, the category of impact 

on the manager’s productivity was created and included the theme of increase in the 

manager’s workload.  

As a result of this review, the emergent themes were confirmed and the items within 

each theme adjusted. Coding for the remaining transcripts was subsequently completed. As 

a result of this process, the original general coding scheme was developed into a structured 

understanding of the issues presented throughout the interviews. Thus, axial coding assisted 

the researcher to consolidate the initial coding scheme and assisted in the development and 

identification of major categories and themes (Flick, 2002; Neuman, 2006).  

Review of Themes. Once the themes had been developed, sections from three 

transcripts were check-coded by two independent raters. This is a common method of 

enhancing the trustworthiness of the findings (Silverman, 1993). Miles and Huberman 

(1994) suggest that check-coding of transcripts occur at the beginning and two-thirds of the 

way through the analysis. For this reason, transcripts that were coded during the initial 

analysis and then towards the final stages of analysis were check-coded. Sections from three 

separate transcripts were chosen due to the wide range of themes presented within each 

section. The selections were of suitable length to allow the independent rater to understand 

the context the interviewee was discussing. The raters were provided with a list of 10 

categories and 30 themes, previously identified by the researcher, and a brief explanation of 

each. The raters then worked independently to assign the category or theme they considered 

best matched sections of the transcript. No communication, either between the raters or with 

the researcher, occurred at any stage of the coding procedure to ensure the independence 

and objectivity of the process. Inter-rater reliability was calculated according to Miles and 

Huberman’s (1994) formula (as seen in Figure 10).  
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Figure 10.  Inter-rater formula. 
Source: Miles and Huberman, 1994, p. 64 

 

According to Miles and Huberman (1994), inter-rater reliability should be within the 

90% range. Inter-reliability was high for both raters, with percentages of 97% and 96%. 

Any differences in themes between the researcher and raters were discussed and changes 

made to the coding scheme where appropriate (Silverman, 1993). In most cases, 

disagreements did not center on the data to be coded but rather the label used to describe the 

data.  

Selective Coding  

According to Neuman (2006), selective coding involves reviewing the themes 

developed in the axial coding stage and looking for cases that illustrate themes, or 

comparison of the themes. The themes that were identified in the axial coding phase are 

used as a guide in the search for these cases (Neuman, 2006). “During selective coding, 

major themes or concepts ultimately guide the search. You reorganize specific themes 

identified in earlier coding and elaborate more than one major theme” (Neuman, 2006, p. 

464). This final stage occurs once the majority of data is collected, and is completed after 

all the data has been analysed (Neuman, 2006).  

Member Checking.  In addition to participants reviewing the original transcripts, 

interviewees were also invited to comment on the researcher’s analysis and conclusions. 

This review process contributed to the selective coding process as well as the 

understanding, accuracy and trustworthiness (or internal validity) of the research (Creswell, 

1994; Denzin, 2001; Miles & Huberman, 1994; Sheehan, 2000; Taylor & Bogdan, 1998). 

This process, sometimes referred to as member checking (Creswell, 1994; Flick, 2002; 

Miles & Huberman, 1994), allows participants a role in the analysis and interpretation of 

their transcripts (Fossey et al., 2002). This is an important stage as it enhances the 

transparency of the research. Such transparency is vital; it strengthens the quality of the 

research so that the participants’ experiences are authentically represented by the 

researcher’s analysis, and ensures that the findings are contextualised accurately (Fossey et 

al., 2002).  

Reliability    = 

Number of agreements 
_________________________   

 
Total number of agreements + 

disagreements 

   x 100 
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A draft of the themes and summary examples from transcripts was provided to six 

interviewees who agreed to comment on the themes and findings. To assist the participant 

reviewers, figures similar to those presented in Chapter Seven, displaying the themes and 

their relations, were also included. The reviews from the six participant reviewers included 

general comments such as, “Thanks for listening it meant a great deal to me”, to more 

specific comments with regard to the five different research areas. Overall, the participant 

reviewers concurred with the representation of the themes. One participant reviewer, 

however, expressed the importance of support outside of the workplace in their comments. 

For instance, “If there is not another support group outside the workplace to act as a 

reference group, going into a workplace where you are bullied has the affect of making you 

think you are someone who is not yourself”. Informal support from internal (e.g., 

colleagues) or external (e.g., from home) sources was not initially included in the draft 

provided to participants. However, on reflection of the reviewer’s comments and the 

transcripts it was felt important to include informal support from colleagues, friends and 

family in the final findings. Comments provided by the participant reviewers are given 

throughout Chapter Seven. Such commentary by review participants assisted in the 

development of understanding and meaning as well as acted as a control mechanism for 

researcher bias (Miles & Huberman, 1994).  

Conclusion 

This chapter has presented the research design for the first, exploratory qualitative 

study. Participants were contacted using purposive sampling. Interviews were semi-

structured to ensure that interviewees would feel free to discuss their experience; however, 

as an interview guide was used, the researcher was able to compare topic areas across 

interviewees (Patton, 2002; Taylor & Bogdan, 1998). Transcripts from the interviews were 

then analysed following the approach taken by Strauss (1987) as described by Neuman 

(2006). In total, 24 managers volunteered to share their experiences and knowledge of the 

current work environment. The following chapter will present the findings from the first 

study, using the five research areas of causes, behaviours, impacts, management and 

strategies for the prevention and management of upwards bullying.  
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CHAPTER SEVEN 

INTERVIEW STUDY—FINDINGS 

Overview  

The purpose of the present study was to explore the nature of upwards bullying. As a 

result of the review of the workplace bullying literature (see Chapters One and Two), the 

five research areas of causes, behaviours, impact, management, and strategies to prevent 

and address workplace bullying were identified. As outlined in Chapter Six, these five 

research areas were used to guide interviews with a sample of 24 managers. Similarly this 

chapter presents the qualitative findings from this study according to these research areas 

(see Figure 11). In addition, each research area is further divided into specific themes and 

sub-themes that will be expanded upon in this chapter. Table 7 outlines the regularity of 

themes and sub-themes, according to the three research groups (described in Chapter Six). 

In addition, diagrams, that pictorially demonstrate the relationships between different 

aspects of the research areas, developed from the NVivo (v.2) analysis are also presented 

(Figures 12 to 16). As a result of the analysis a large number of themes and sub-themes 

emerged but only a portion of them will be discussed in detail in this chapter. The selection 

of sub-themes to be discussed in detail was based on their particular significance to 

understanding the upwards bullying phenomenon and the strength of the sub-theme. For 

instance, while a number of prevention and management strategies emerged, only key 

strategies were discussed in detail.  

Where possible, the views of those who discussed the managerial work environment 

will be presented first (Group One), followed by the comments of those who discussed 

either a direct experience of upwards bullying or witnessed upwards bullying (Groups Two 

and Three). While the present chapter focuses on presenting the qualitative findings from 

this study, Chapter Ten will integrate the results from both studies and provide an in depth 

discussion that is linked to the literature. This is in line with the mixed methods approach 

taken within this research program.  

Considerable caution was exercised to protect the identity of participants (as 

discussed in Chapter Six). Pseudonyms and limited contextual and specific identifying 

material was used in reporting the findings. Occasionally, this meant the researcher was 

unable to expand upon the comments of participants, however, the confidentiality and 

anonymity of the participants was considered the priority. This approach is in accordance 

with Griffith University ethical requirements.     
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Figure 11.  Visual representation of themes. 
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Table 7 
Summary of research findings 
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Table 7 (continued) 
Summary of research findings 
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Table 7 (continued) 
Summary of research findings 
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Research Area: Causes of Upwards Bullying 

Within this section, the themes related to the causes of upwards bullying will be 

discussed. In particular, the three themes, current workplace environment, change, and 

power will be explored. While change and power were core concepts included in the initial 

coding scheme, a perspective on the theme, current workplace environment, emerged 

during the analysis. The current workplace environment is conceptualised as encompassing 

the issues of power and change, thus in Figure 12 it is placed diagrammatically above, and 

linked to the themes of change and power. Within the current workplace environment 

(Theme 1), work pressures for managers (1a), ineffective work environment (1b), 

disharmony in the workgroup (1c), inappropriate behaviours appear to be accepted or 

tolerated (1d) and lack of power (1e) are sub-themes that emerged from the data. The theme 

of change (Theme 2) will be discussed using the four sub-themes of organisational change 

(2a), new manager or manager trying to push change (2b), pressure to change a decision 

(2c), and ‘manager bashing’ equals ‘payback’ (2d). Finally, the theme of power (Theme 3) 

will be explored using the two sub-themes lack of respect for the manager’s role (3a), and 

staff member is critical to the workplace (3b).    

 

 

Figure 12.  Interview findings—Causes of upwards bullying.  
Note.  ** Indicates Government Owned Corporation issue only 

   

1) Workplace Environment 

1c) Disharmony in   
      the workgroup  

1b) Ineffective work  
      environment 

1a) Work pressures 
      for Managers 

1d) ** Inappropriate  
      behaviours     
      appear to be   
      accepted or  
      tolerated 

1e) ** Lack of power 

2) Change 

2a) Organisational  
      change 

2b) New Manager or  
       manager trying  
       to push change 

Lack of support 
for Managers 
during change 

2d) ‘Manager Bashing’  
      equals ‘Payback’ 

2c) Pressure to change  
      a decision 

3) Power 

3a) Lack of respect of   
      Manager’s role 

Challenging the  
manager’s authority 

3b) Staff member  
       critical to the  
       workplace 

CAUSES 
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The Work Environment (Theme 1)  

Theme 1, the work environment, emerged as a concern for managers across all 

groups. A number of sub-themes emerged within this theme and will be expanded upon 

here. 

Work Pressures for Managers (1a) 

The amount of pressure, in relation to large workloads for managers and staff, 

emerged as a sub-theme in the analysis. As Greg (Group 1) who discussed the managerial 

work environment described it: we're getting more and more pressure put on us, to lift our 

performance and lift our production. Toni (Group 2) who reported an experience of 

upwards bullying stated how, when issues with the staff member began to occur, the 

workgroup had an enormous workload. Interestingly, only one member of Group 3 

(managers from a range of organisations and industries) referred to this sub-theme. This 

may suggest that for managers within the GOC, work pressure is a more salient issue.  

Ineffective Work Environment (1b)  

Discussion also related to the general work environment and how that environment 

was in some way ineffective. For example, Jan (Group 1) referred to how unresolved issues 

from the past had created a work environment that was full of conflict: There was a lot of 

buck-passing and a lot of blame laying and that sort of thing. But again that all came from 

past stuff. Furthermore, Alice (Group 3) referred to how the senior manager in her 

workplace continued to encourage an ineffective work environment: And it’s encouraged 

and driven by the way the boss handles his staff. Such environments can, in some way, lead 

to disharmony in the workplace; this was another theme that emerged in the analysis. 

Disharmony in the Workgroup (1c) 

Disharmony within the workgroup was a concern that was raised in all groups. Issues 

of work groups generally being unhappy, or not talking constructively about issues, were 

raised by the managers interviewed. For instance, one manager referred to how: …there was 

a culture survey done and it showed this was far from a happy little group (Robert—Group 

1). Another manager, who referred to an experience of upwards bullying, described how the 

general work environment was disharmonious:  

The stuff with [Admin Officer] was only a part of what happened at [the 
organisation]. That feeling of disharmony and covert violence was endemic. It was in 
the walls. There was always someone backstabbing or making waves, putting wedges 
between workers or stirring the pot. (Brenda—Group 3) 
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Similarly, a manager who reported an experience of upwards bullying referred to how the 

team in general was feeling disappointed and under valued: some of the employees weren't 

feeling as valued as what they once were…There was definitely an organisational change 

occurring and employees were feeling less valued (Annie—Group 3). 

Inappropriate Behaviours appear to be Accepted or Tolerated—GOC specific (1d)   

It appeared that for a number of the interviewees, the acceptance or tolerance of 

inappropriate behaviour by some within the GOC was creating a work environment where 

inappropriate behaviour was condoned. Interestingly, only managers from within the GOC 

(Groups 1 and 2) referred to this issue. This may suggest a culture within this particular 

organisation where inappropriate behaviours are tolerated, causing concern for managers: 

you know I'd say in a [area of the organisation], that sort of behaviour was probably 

tolerated. Probably not acceptable, but it was tolerated (Linda—Group 1). Another 

manager also noted how the acceptance or tolerance of inappropriate behaviour by the 

previous manager created an environment that was difficult to work in: My predecessor in 

[Area of State] condoned it, he was probably part of it…So I guess his actions set the 

precedent…He actually sort of condoned it (David—Group 1). However, Dan (Group 2) 

expressed hope that a new senior manager was implementing changes to address this 

particular issue within the GOC. 

Lack of Power—GOC specific (1e)   

Interestingly, interviewees also expressed concern over the lack of power or resources 

managers have to address and deal with inappropriate behaviour or productivity issues. 

Again, this was referred to by managers within the GOC only, and could be related to the 

issue of inappropriate behaviours being accepted or tolerated within this particular 

organisational culture. As Peter (Group 1) stated: I do believe[supervisors are] more at risk 

because traditionally they've got less resources made available to them, and less of a 

degree of understanding of what the issues are. Another manager also referred to the lack of 

resources, which places managers in a difficult situation trying to produce results: 

[The] Responsible Manager Concept [is] pushed as a cornerstone of [the 
organisation’s] modern management philosophy yet the reality seems to be at odds 
with this, i.e. a manager can be held accountable for results but is not given the 
freedom to get such results.  (Robert—Group 1) 
 

When Jack (Group 2) discussed an experience of upwards bullying, he emphasised how 

difficult it was to deal with inappropriate behaviour or performance issues, particularly 

when senior managers did not understand what it was like for him.  
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[They have] never had any experience with dealing with abusive people, or non- 
performing people in the workplace, where you've got both hands tied behind your 
back…They don't understand what exists down there, and they rarely, if ever, want to 
get their hands dirty. 
 

In summary, managers within all groups referred to the amount of pressure managers and 

staff are under, and the ineffective work environment. Specifically, within the GOC it 

appears that lack of resources and power to manage inappropriate behaviour could be 

contributing to an environment where managers feel that inappropriate behaviours can 

occur and continue.  

Change (Theme 2) 

Interestingly, change appears to play an important contributing role in the pressures 

that are present in the current workplace environment, with over half of the interviewees 

referring to some form of change. The sub-themes of organisational change (2a), the change 

of a new manager and/or a manager pushing change (2b) will be discussed. Furthermore, 

half of the interviewees raised the related topics of staff members trying to pressure the 

manager to change a decision they had made (2c), and how inappropriate behaviours 

directed at managers is a form of ‘payback’ for making changes in the workplace (2d). Each 

of these sub-themes will be expanded upon here. 

Organisational Change (2a) 

Organisational change emerged as a sub-theme related to the possible causes of 

upwards bullying. The impact that organisational change and the accompanying level of 

uncertainty placed on staff was expressed by Jan (Group 1): 

So there has been a real mind change, and with that has to come a culture change. 
And people are very fearful of that…it is a real sense of loss to them, for what they've 
had, and now they don't have it.  
 

Of those managers who reported an experience of upwards bullying, over half referred to 

organisational change occurring before the inappropriate behaviours intensified. For 

instance: 

 …during that [the organisation change] process, which took about three weeks to 
complete, before we got it all finalised, there was an abusive phone call to my wife, 
and there were messages left on my answering machine that were abusive as well. So, 
you know, it's people who just won't accept change that are really hyped up about it.  
(Dan—Group 2) 

 
Jack (Group 2) also refers to how the behaviours intensified after changes were made. 

So when we stepped in and tried to make changes, I think that's when the retaliation 
became far more obvious…oh it's come to a head probably in the last few weeks, the 
amount of abusive and bad language, graffiti on toilet walls, for example, with 
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specific threats and abusive statements made about specific people, people's names 
mentioned quite frequently.  

New Manager or Manager trying to Push Change (2b)   

Not only does it appear that changes at an organisational level can result in staff to 

reacting against a manager, but so too can the change of manager and/or that manager 

pushing change, create fear and uncertainty for staff (which they in turn appear to react to). 

For instance, Sam (Group 1) who discussed the managerial work environment, related how 

he was perceived as a “hard-arse” after he had made changes to some workplace practices 

related to a health and safety issue: It's not what they were used to, so maybe I was seen as a 

hard-arse, but that's that, you just do it, no-one misses out, everyone's treated the same 

way. 

It also appears that managers who reported an experience of upwards bullying were 

either new to the organisation or were attempting to make changes in the workplace, which 

appeared to create uncertainty regarding a staff member’s place or role within the 

workplace. Interestingly, of the 15 managers who reported an experience of upwards 

bullying, a third were new to the organisation or position, and had implemented changes to 

work practices. Another third, although not new to the organisation, were in some way 

attempting to make changes in the workplace. For example, Jack (Group 2) discussed a 

supervisor who was bullied by his staff: he is the one that on a daily basis continues to plug 

the need for change…the need for efficiency, he's brilliant.  

Sally (Group 3) also referred to how: I was new to the organisation and I suppose he 

saw me as the one that was initiating and implementing [the changes]…You know he lost a 

lot of status in his mind.  Therefore, it appears that change and the uncertainty it produces 

may contribute to some staff feeling resentful of the decisions managers make; such change 

creates a level of uncertainty, which may make some staff feel they need to act. For 

instance, Brad (Group 2) who reviewed the findings of this study as part of the member 

checking process stated: in our area [bullying is] directly linked to change and a loss of 

power privilege or money from a small group of staff on the shop floor.  

Pressure to Change a Decision (2c) 

The related sub-theme of staff trying to pressure managers to change a previous 

decision also emerged from the data. Sam (Group 1) who described how managers react to 

inappropriate behaviour from staff, said: quite often [managers] will back down from 

something they know they should do, because it's too hard to take the correct line, which is 

wrong. Another manager who reported an experience of upwards bullying believed that: 
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From what I can gather, his motive was simply that he didn’t want to conform to 
reasonable workplace rules, and deliver on reasonable expectations.  So he saw an 
avenue to bully and get conditions that were unreasonably expected.  (Lena—Group 
3)    
 

Similarly, Margaret (Group 3), reflected on the experience of upwards bullying in this way:  

…it wouldn't have solved it, see, he would have created such huge waves because his 
past record showed he was like a dog with a bone, or a dog with a rat, he'd just shake 
it till he got his way, and his history seemed to indicate he'd won every encounter that 
he engaged in. 
 

Thus, staff seem to be reacting to changes the manager has implemented.  

‘Manager Bashing’ Equals ‘Payback’ (2d)  

Both Jan (Group 1) and Dan (Group 2) referred to inappropriate behaviour by staff as 

manager bashing. It appears that some managers not only perceive inappropriate behaviour 

by staff as an attempt to change a decision made by them, but also as ‘payback’ for these 

decisions. For example, Linda (Group 1), when reflecting on one incident with a staff 

member, in which she felt intimidated, stated: 

I think it was just payback because he was disciplined, once the investigation 
recommended that he'd overstepped the mark and that his behaviour was 
unacceptable, he was disciplined. Then he put in the grievance. So the grievance was 
just his way at getting back at me.  (Linda—Group 1) 
 

Margaret (Group 3) who reported a case of upwards bullying, after she gave a student a 

mark on a piece of assessment, stated: he was seeking revenge from the start. Another 

manager, who had also related an experience of upwards bullying, also discussed the idea of 

‘payback’, by stating: 

… the grievance was squarely aimed at [the second supervisor] and myself in an 
attempt to prevent us doing our jobs effectively, and in trying to maintain the old 
status quo…There was also an element of settling old scores, as the majority of what 
was in their statements were old issues that had been addressed.  (Brad—Group 2) 
 
Thus, what appears to be occurring is that staff are reacting to changes or decisions 

within the workplace. Indeed, just under half of the managers interviewed expressed 

empathy for staff members in this regard. These managers expressed an understanding of 

why staff would be reacting to the changes and how the changes would impact them 

personally. For example: I really believe that he was very threatened, he still is.  He felt 

very threatened with the new organisation (Sally—Group 3). Another stated: 

I think that the change…was a catalyst for all these little things that they didn't like, 
that just came to the surface, and …we had nobody here to come and put an arm 
around them and say come on mate, what's wrong, you know.  (Brad—Group 2) 
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Alternatively, in some instances managers recognised that the staff member was 

experiencing difficulties at home which impacted on the way they behaved at work. For 

instance: Some [staff members] were very good too, don't get me wrong, but a lot of them 

were very abusive…because of their personal situations and circumstances I guess.  (Bob—

Group 1) 

Interestingly, four of the managers who discussed change also referred to the lack of 

support managers have during change. References to wanting more support (David—Group 

1) or to how upper management: have done an extremely poor job in supporting managers 

and supervisors through change. In fact the support from the corporate levels for the 

changes has been virtually nil (Jack—Group 2) were made by participants (the lack of 

support for managers during change may in turn suggest that staff members are also lacking 

support). In part, this apparent lack of support for managers during change could be related 

to the perception of staff that some managers have illegitimate power (as introduced in 

Chapter Three) (French & Raven, 1959).  

Power (Theme 3) 

Power, for instance the lack of respect for the manager’s role and dependency on staff 

members, was referred to by most of the managers who discussed the managerial work 

environment and managers who reported an experience/witnessing of upwards bullying. 

The issues of lack of respect for the manager’s role (3a), and how the staff member is 

critical to the workplace (3b), emerged as themes that fell within the topic of power.      

Lack of Respect for the Manager’s Role (3a)  

Analysis of the interview data revealed that the majority of the 24 managers 

interviewed either explicitly or implicitly referred to a lack of respect for them as a 

manager, or a lack of respect for their role through constant challenges by staff of their 

position. Katherine (Group 3), who reported an experience of upwards bullying, noted the 

lack of respect she felt from a staff member: obviously she had no respect for me at all, 

while another manager said: there’s not just the distrust, there’s a disrespect (Jack—Group 

2). Similarly, other managers referred to how their role or authority was being constantly 

challenged. As one interviewee said: [they were] testing how much strength my role of 

being able to direct staff to do things [had] (Sally—Group 2), while another recounted: It's 

not only about undermining me, it's about undermining the system (Heather—Group 3—

alleged bullies were two key individuals [females] who at time had group support). Thus, 

managers described staff showing a lack of respect for them as individuals, as well as a lack 

of respect for their role or position. 
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Others also indicated how lack of support from upper management could undermine a 

manager’s legitimate power. For instance, Bob (Group 1), who discussed the managerial 

work environment, indicated the difficulties he experienced after he dismissed a staff 

member for dangerous behaviour: after supporting you all the way through, and signing his 

dismissal notices…[they then give] his job back, and then you've got to manage him again. 

Managers who reported an experience of upwards bullying also related similar instances, 

such as: 

now there’s three of us in the [area] at my level and…we're continually talking about 
how we make decisions, which we believe are right, and then our senior management, 
to keep the boat upright I guess, or to stop waves or whatever, they will overturn our 
decisions. It's very hard then for us, and that's fine, I've got no problems with senior 
management overturning decisions, they might have a higher agenda than us. But 
then we've got to go back into that workplace, and grovel, and they're [the staff are] 
'aha, got you this time’.  (Dan—Group 2) 
 

Another manager reflected on how senior management: have been seen to go along with 

some of the proposed changes until it hit the crunch and then pulled the rug out from 

underneath [us] entirely, which is even worse (Jack—Group 2), while another referred to 

his situation, where: he [the staff member] always wanted to go over me. Once he'd started 

to find that there was an outlet above me that would give in, he just worked it (Mark—

Group 2).  

Alternatively, expressions of how support strengthens a manager’s legitimate power 

were also made. For example: [I get support from my senior manager], which to me is a 

pretty important thing. You like, you can't make change in the workplace when the staff see 

that every time that they whinge you [the manager] get into trouble (David—Group 1); and: 

…if you haven't got support from your manager, you might as well…just let these blokes 

carry on and do what they want to do. But I've got good support from [senior management] 

(Greg—Group 1). Thus, it seems lack of support from senior management could play a role 

in whether a manager’s position is respected. 

Staff Member is Critical to the Workplace (3b) 

Managers may also feel vulnerable to upwards bullying because of dependency on a 

staff member due to knowledge, skills and expertise that are difficult to replace. A number 

of managers interviewed indicated how the staff member being critical to the functioning of 

the workplace creates a dependency on that staff member. Interestingly, the majority of 

those who discussed dependency on a staff member were managers who reported an 

experience of upwards bullying. For instance, Sally (Group 3) who had a prolonged 

situation with a staff member who was very reluctant to accept an organisational 

restructure, said: I can see him as an asset because of his skills and he tends to perform at a 
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high level with so much history and knowledge that I wouldn’t like to lose that. Another 

manager who also discussed an experience of upwards bullying referred to the range of 

personal power that one staff member had that made them critical to the workplace:  

As he is the one who negotiates with management it gives him control over only 
pursuing the issues that effect him, it also gives him a certain status among some of 
the staff and allows him to control the flow of information and influence the points of 
view.  (Brad—Group 2) 
 
It was also expressed that dependency on staff made some of the managers reluctant, 

at first, to do anything when the staff member demonstrated inappropriate behaviour. As 

one interviewee said: by that time he had become somewhat critical to a project that he was 

working on…it’s really expensive to replace someone once they’ve achieved that level of 

familiarity (Lena—Group 3). Thus, it seems that power issues, such as challenging or 

disrespecting the manager’s role, lack of support diminishing the manager’s legitimate 

power and processes of dependency, may contribute to creating an environment where 

upwards bullying can occur.   

Interestingly, however, for a number of managers interviewed, their relationship with 

the staff member had been cordial at one point. A number of managers stated that they and 

the staff member(s) had been quite friendly with each other in the past. For instance: 

She'd been doing it very well...in fact I was so impressed by her work I actually went 
up to the boss and said look, she's working extremely hard, you're paying her very 
low wages, we're going to lose her if you don't offer her more money…I knew at that 
stage that she was looking for a job and I was afraid of losing her because she was so 
good. (Alice—Group 3) 
 

Thus, for some of the managers interviewed, something changed significantly which in turn 

altered the relationship. For instance, Alice (Group 3) attributed her unwillingness to join in 

on office gossip about the boss, to the souring of her relationship with a particular staff 

member, and as a result other staff members. For others, it may have been the change the 

manager was implementing, as in the case of Sally (Group 3) who was implementing an 

organisational restructure.  

In summary, this section has introduced the themes related to the causes of upwards 

bullying. The findings indicate that organisational factors, such as the organisational 

environment, organisational change, and power may be acting as a contributing factors of 

upwards bullying.  

Research Area: Upwards Bullying Behaviours 

Within this section, the behaviours identified throughout the interviews as 

inappropriate and related to workplace bullying by staff members will be discussed (see 

Figure 13). Initially, definitional aspects of upwards bullying will be presented (Theme 1), 



  
  

 
An Exploration of Upwards Bullying   

Chapter Seven:  Interview Study-Findings                                                                                                                   Page    138   

followed by the covert and overt behaviours (Theme 2). Within the theme covert behaviours 

(2a), behaviours, such as sabotage, management not being informed of or being set up in 

meetings, challenging the manager, and constant scrutiny will be discussed. In particular, 

the issue of withholding information or knowledge will be explored. Within overt 

behaviours (2b), the use of aggressive behaviours, the grievance system, and third parties 

will be discussed.  

Definitional Aspects (Theme 1) 

The persistence of inappropriate behaviours over a period of time and the inability of 

target to defend themselves, are referred to as fundamental characteristics of the definition 

of workplace bullying (Einarsen, 2000). Managers interviewed in this study recounted 

behaviours that persisted for various periods of time, for example, a few months, 1 year, and 

up to 3 years. Over half of the managers, the majority of whom discussed an experience of 

upwards bullying, reported feelings of powerlessness or being isolated. These feelings relate 

directly to the definition of workplace bullying. Even managers who discussed the 

managerial work environment in general (as opposed to upwards bullying, in particular), 

discussed the feeling of being powerless to address inappropriate behaviours or defend 

themselves. For instance, one manager referred to accusations made against managers stated 

that: I mean, how can you defend yourself? (Robert—Group 1), while another stated: 

…if we still didn't dismiss him…I'm sure I would have never had any control over him 
whatsoever. He would have just made fun of me, I can do this and get away with it, 
and all that. And that was his attitude. I can bully and threaten and get away with it if 
I so desire.  (Bob— Group 1) 
 
Similarly, managers who reported experiences of upwards bullying expressed feeling 

powerless to address or do anything in their situations. As Brad (Group 2) stated: I couldn't 

move forward, I could see that we hadn't really done anything wrong, we'd tried to follow 

the process, but how to move on?; while Lena (Group 3) described: I was feeling rather 

powerless and I would spend quite a bit of time sometimes at night, researching Workplace 

Health and Safety rules, Industrial Relations rules, trying to find ways of managing the 

situation. 
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Figure 13.  Interview findings—Behaviours of upwards bullying.                    
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In addition, managers who had experienced upwards bullying indicated feeling 

powerlessness within themselves. For example, Brenda (Group 3) stated that: I started to 

feel like a victim. That’s how I started to feel. Annie (Group 3) expressed her feelings of 

powerlessness in the following way: 

I started looking for other jobs, but because I got in a space where I felt so completely 
useless, I actually got to the point where I didn't think there was anything else that I 
could do, and that, I felt very trapped, trapped in a situation that I couldn't change, 
and that nothing I was doing was making it any better. I couldn't think of a way out.   
 

Similarly, Lena (Group 3) described her feelings of being powerlessness:  

…it tended to cause me to feel quite distressed because I felt somewhat powerless in 
dealing with the situation…there were all those sorts of fears that made me powerless 
to deal with the situation. I felt as if he was in control and had all the power and there 
was nothing I could do.   
 

Interestingly, Sally (Group 3) expressed how she perceived the staff members power in 

relation to her: 

…[he] was feeling empowered or was operating as though he was feeling empowered 
and the threats that I felt became more acute. I don’t know whether that’s because I 
got more vulnerable or he got stronger I don’t know.   
 

Thus, it appears that a power imbalance can occur between a staff member and manager, 

with the manager feeling powerless and unable to defend themself after repeated 

inappropriate behaviour by a staff member. Even managers who discussed the managerial 

work environment referred to inability to address inappropriate behaviours by staff.  

Moreover, the majority of those interviewed (including all who reported an incident 

of upwards bullying) reported feelings of being bullied, intimidated, or threatened. 

Managers who discussed the general managerial environment recounted situations where 

they felt there had been an attempt to intimidate or threaten them.  As one manager 

recounted:…some of my supervisors…really feel threatened by some of their workers, and 

they really, you know, they're reluctant to do anything about it.  (Greg—Group 1). Another, 

Peter (Group 1), stated: So I guess yeah, in that instance, I could see how plenty of people 

would have felt intimidated, harassed, certainly a genuine attempt, I believe, on the part of 

the reportee to bully and harass me. 

Managers, who reported an experience or witnessing upwards bullying also expressed 

feeling bullied or harassed. For instance: Just after certain staff placed a grievance against 

me there was a proliferation of graffiti on the toilet walls targeting myself.…I feel this was 

just another attempt to try and harass us (Brad—Group 2); and: I did read the definitions of 

bullying and I guess it is bullying, I guess I would have called it harassment more than 

anything, or verbal abuse (Margaret—Group 3). Managers also indicated how the 

behaviours impacted upon their concern for safety: I was scared that he was going to walk 
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in here one day and grab me by the throat (Linda—Group 1); and: I was actually quite 

scared that he would harm me, that [was] how vicious he was towards me (Annie—Group 

3).  

Overall, the analysis of the interview data revealed concepts such as, the duration of 

the behaviours, intimidation, an inability to defend oneself and feelings of powerlessness, 

which are elements of definitions of workplace bullying. Further because of the direction in 

which the behaviours occurred (i.e., the manager as target) the concept of upwards bullying 

was supported. 

Covert and Overt Behaviours (Theme 2) 

Covert Behaviours (2a) 

The findings from the interview data suggest that sometimes the behaviours by staff 

members are covert, while at other times the negative behaviours are overt. In most cases, 

the negative spiral begins with the perpetrator seemingly displaying a pattern of covert 

behaviours such as failure to attend meetings, being disruptive in meetings, making snide 

comments at meetings, failing to meet deadlines, and spreading gossip about the manager. 

A number of the managers referred to this type of behaviour by staff as playing a game 

(Group 1—Scott, Linda; Group 2—Jack, Wil; Group 3—Dawn); while others referred to it 

as manager bashing (Jan—Group 1; Dan—Group 2).  

One common form of covert behaviour appeared to relate to information or 

knowledge. In particular, a quarter of the interviewees (with the majority being those who 

discussed an experience of upwards bullying) referred to staff withholding information, 

knowledge or expertise from them. This behaviour resulted in managers finding it difficult 

to perform their role. As one manager who discussed the work environment referred to a 

staff member who did not attend meetings or complete the work assigned to them; Peter 

(Group 1) stated: so that’s one example of where I think there's been a misuse of power in 

the employer/employee relationship through, effectively through the withholding of 

information. Similarly, Brenda (Group 3) who described an experience with an individual in 

an administration role said: it just got worse, and worse and worse…she wouldn’t give me 

any information, anything.  

Half of the managers interviewed discussed a number of covert behaviours by which 

information, knowledge and expertise were withdrawn. These behaviours included, not 

doing work when assigned, not being contactable, not attending meetings or coming in late. 

Interestingly, not doing work when assigned was a specific covert behaviour used in most 

of the reported cases where upwards bullying was experienced by interviewees. For 

instance, at work the support staff were treating my workload as a last priority and attended 
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it poorly if at all (Alice—Group 3, described a situation where an individual in an 

administrative role [along with others within the office] would either not complete work 

assigned or return the work with mistakes that previously were not there). Conversely, 

managers who discussed the general managerial work environment did not discuss this sub-

theme. 

Further examples of covert behaviours expressed by managers within this study 

included sabotage (which could also be related to not doing work when assigned), the 

manager not being informed of or being ‘set up’ in meetings, challenging the manager, 

constant scrutiny of the manager’s behaviour, gossip, snide comments, and graffiti. 

Interestingly, only managers who had an experience of upwards bullying reported the more 

severe behaviours like sabotage or being ‘set up’ in meetings. An explanation for this 

difference in groups is that in general, managers are faced with minor events, such as gossip 

and being challenged, that are part of the work environment. However, if the behaviours 

continue and escalate, they become more abusive, such as sabotage, and could lead to a 

manager feeling bullied, intimated or threatened. A further difference between groups was 

that only managers from outside of the GOC reporting being ‘set up’ in meetings. Examples 

of these behaviours throughout the interviews follow.  

Sabotage.  

The work started to come back very slowly, it would take a week instead of a few days 
or a few days instead of a couple of hours. Or alternatively it didn't come back at all, 
and there would be an excuse like ‘Oh I did do that’…Or it would come back in such 
a shoddy form, that it really got to a point where I just, I got quite jack of it. I ended 
up typing emails to them, typing letters in an email to them, and even then, when all 
they had to do was cut and paste the letter onto a letterhead, it was coming back with 
mistakes. Not mistakes that I'd put there in the first place. So I was beginning to think 
that they were deliberately creating problems and that made me very angry.  (Alice—
Group 3) 
 

Manager not being informed of or being ‘set up’ in meetings.  

Behind my back, setting me up at meetings, changing the meeting time, and me not 
knowing that.  (Dawn—Group 3) 
 

Challenging the manager.   

I don’t think I’ve ever sent out a document for anything like that where either all or 
one of the three [alleged bullies] has questioned the decision.  (Heather—Group 3) 
 

Constant scrutiny of the manager’s behaviour.   

I felt I needed to be guarded at all times, and I felt I was always under observation, 
just waiting to slip-up, so that they could make fun of me....I felt I was always being 
judged…I felt like my performance had to be above reproach. I felt like I couldn't do 
anything wrong, because it just added fuel to the fire.  (Annie—Group 3) 
 

Gossip, snide comments or graffiti.   
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 [So] he pipes up [in a meeting] oh look at you, you're shaking or something like that, 
I was only shaking [because], I was really angry because he kept on interjecting, and 
then he said look at your white hair…he called me an old so and so.  (Brad—Group 
2) 
 
When she came back ‘she caused hell’. [The manager] has a very good reputation 
within a small community however [the staff member] on her return used ‘as a tool’ 
gossip to slur [the manager’s] good reputation.  (Wil—Group 2) 
 

Overt Behaviours (2b) 

In addition to the covert behaviours outlined previously, discussion of the behaviours 

used by staff suggests the use of overt behaviours as well. Examples of overt behaviours 

expressed by managers included yelling, throwing furniture, standing over the manager, 

confrontational e-mails and phone calls, threats to disrupt work, verbal intimidation or 

threats, and physical intimidation or threats. Over two-thirds of the interviewees referred to 

one or a number of these behaviours. Of concern was the use of verbal and physical 

intimidation, which was reported by managers who discussed the general managerial 

environment and managers who reported an experience of upwards bullying. For example: 

And he was probably one of my worst cases, where he was threatening, threatening the 

supervisor, threatening the workgroup, even as far as going and threatening…people’s 

families (Greg—Group 1). Margaret (Group 3) who referred to verbal threats made by a 

male student who did not want to do a task assigned to all members of the class stated the 

student threatened: I’m going to expose you, I'm going to report you to the [Senior 

Manager], I'm going to report you to the pigs [police], I'm going to report you to the 

authorities, unless you let me off doing [this work task]. In addition, there was the more 

extreme experience of death threats made against one of the managers and his family: I’ve 

had death threats. My family have been abused. All over my role in my position (Dan—

Group 2).  

Physical intimidation or threats ranged from standing over the manager: he’d come 

into my office and stand over me (Margaret—Group 3, referred to a situation with another 

male student), to more extreme physical intimidation or threats, such as: 

[after I disciplined this person] an hour later when I left to go home from work, 
he…came and approached me…I told him I didn't want to talk to him,[that] we'd had 
our discussion and I was off-duty now and I was going home and I didn't want any 
further discussion....He then made serious threats, we were the only two there, and 
threatened me with physical violence, fist clenched, and was trying to intimidate.  
(Bob—Group 1; as regional manager Bob was expected to discipline staff) 

 
Use of the System—Grievance System.  A further example of overt behaviour 

expressed by the managers in the interviews was the use of the system and in particular, the 

grievance system. In order to address the behaviours outlined previously (e.g., not 
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completing work, sabotage, snide comments and verbal threats), some of the managers 

initiated either disciplinary action or a mediation process. However, a common response by 

staff members to disciplinary action or mediation was to accuse the manager of bullying (or 

similar). This often resulted in an informal investigation or formal grievance investigation 

by the organisation which took priority over the manager’s initial disciplinary actions or 

mediation. For instance, over a quarter of managers described situations where a grievance 

circumvented or delayed disciplinary action. For others, an accusation of bullying or similar 

occurred directly after a request by the manager for the staff member to change a procedure. 

In total, the majority of managers in the present study (n = 23) reported incidences of 

accusations or a lengthy grievance investigation involving most members of the workplace.  

In most cases, where a formal grievance was initiated, managers reported that the 

staff member’s grievance was found to be unsubstantiated by the organisation’s 

independent investigators or external investigators. Alternatively, in some of the cases, 

accusations of bullying (or similar) resulted in the manager having informal discussions 

with their senior managers. Several managers interviewed, including those with lengthy 

work experience, mentioned how this instance was the first time they had ever been accused 

of wrong–doing or inappropriate behaviour. Many of the accusations of bullying (or 

similar) appeared to be in response to the manager’s behaviour, that is, disciplinary action, 

mediation attempts or request to change, which to some extent supports the suggestion that 

the system was being used by staff as a form of ‘payback’ or as a way of circumventing 

disciplinary action or mediation. For instance, in a case where two staff members were 

being investigated by a regulatory body for a number of alleged behaviours: 

…there were then a number of allegations against me as the manager and in fact 
there were about three or four managers between my level and the people that were 
affected, and there were allegations against every single level of manager .... to delay 
that process they actually started making unbelievable allegations, things like 
stalking, things like, that one of my managers had sexually harassed his wife, and so 
there were really bizarre allegations made…But it was made-up stories with the 
purpose to either scare the decision makers to not proceed with the process, so it was 
an intimidating tactic, or,…at best it was delaying. And in fact it hugely delayed the 
process.  (Scott—Group 1) 
 

Other managers noted: The trigger is performance management. Try to manage their 

performance as you are paid to do and it becomes an issue of you having to defend yourself 

and the initial performance issue is lost and this isn't acknowledged in the process either 

(Robert—Group 1). 

Basically what happened was that a staff member used the system that has been put in 
place to protect employees from abuse or mistreatment. He misused that system as a 
tool to bully his employer. He did that by making false complaints to [statutory 
system] and false representations to the Board of Directors, telling them untruths 
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about the executive of the company and the way that things were being run in the 
company.  (Lena—Group 3) 
   
I know that I didn’t bully him he was being vexatious he was just using [the grievance 
system] as a mechanism to stop a formal process. It was the first time anyone had 
started a formal process against him and I think it scared the living daylights out of 
him and then he said o.k. I’ll get into that game as well he was very successful. He 
stopped the process.  (Sally—Group 3) 
 
Supporting documentation sighted by the researcher during a number of the 

interviews, such as the initial grievance letter or complaint, would suggest that the 

complaint was in response to disciplinary action, mediation or a request to change. For 

example, for Brad (Group 2) the situation became unbearable for him after he (along with 

the whole department) implemented a new efficiency measure. A few weeks after this 

change, a number of staff jointly wrote a one page letter requesting a grievance 

investigation. Their grievance included general accusations that the supervisor had harassed 

and bullied staff, referring to the period of time since the departmental change. Accusations 

related to the supervisor pressuring staff to work faster and to do extra work. The 

organisational response was to initiate a grievance investigation that lasted more than six 

months. During the investigation issues not related to the initial grievance were raised. 

Some of these issues were up to two years old, and in some cases did not relate to Brad. 

Brad’s experience could indicate that staff in this case were using the terms bullying and 

harassment to voice their dissatisfaction with organisational issues, namely the changes that 

had recently occurred, as well as previously unaddressed issues (Liefooghe & Davey, 

2001).  

Notably, some of the staff members in Brad’s case and others described in different 

interviews, could have been feeling like victims and were using what they regarded as 

legitimate action that was available to them. For some, the changes within the workplace 

meant considerable loss in wages, status or role, and as such were important issues to them. 

What may be occurring here is that staff may be making accusations against managers as a 

way of expressing their anger with wider organisational issues, such as organisational 

restructures.  

Managers within the interviews also raised the issue of how a grievance or an 

investigation of an accusation in some way emboldened the staff member. Less than half of 

the managers interviewed discussed how the staff member behaved as if their accusations 

had been vindicated even though for many the substantial grievance or accusations were 

later found to be unsubstantiated. Their vindication seemed to result from the fact that the 

manager had been investigated, had a discussion with senior management, or were directed 

to participate in mediation. For instance: 
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All the staff knew what was going on—He was letting people know.  The whole 
grapevine works so they were all seeing [what was happening]. The feedback I got 
third hand was that he believed he was vindicated because it had gone to mediation, 
so Sally has got some things to sort out. (Sally—Group 3) 
 

Ironically, as the phenomenon now termed bullying gains increasing recognition in society, 

it appears to be a weapon that can be used against one’s managers and, of course, one’s 

colleagues.  

Personal Reflections.  In response to accusations of bullying, two-thirds of managers 

who reported an experience of upwards bullying discussed how they became internally 

reflective, and asked themselves questions like: “Am I a bully?”; “Am I a bad manager?”; 

“Is this all my fault?”; and “How did this happen?” (see Figure 14, Impacts, for personal 

reflections). For instance: 

…it really makes you sit back and [think] as a manager, “am I bullying or am I being 
a manager?”.... it really makes you reflect on everything  you do. And I can 
remember going home to my husband and saying “maybe I am a bully?”  (Sally—
Group 3) 
 
And I kept questioning myself all the time, thinking, are they right. “Am I going mad 
here”, “am I really a bully and I don't even know it”. And then they started accusing 
me of either forgetting things or saying things I hadn't said, and I said, I just thought, 
this isn't right. Thinking I'm going mad here.  (Dawn—Group 3) 
 

However, managers who discussed the general managerial environment did not express this 

sub-theme. It may be that managers who experience persistent abusive behaviours and 

accusations of bullying (or similar) become reflective of their managerial practice in terms 

of whether or not they have been bullying the staff member, if there was anything different 

they could have done, or if they are a good manager.  

Third Party Involvement.  While a number of the managers interviewed described 

situations where a senior manager became directly engaged in the bullying, many of those 

interviewed, discussed the involvement of third parties who were not directly involved in 

the bullying. This was done, in the main, by either going ‘over the head’ of the manager to 

make complaints or accusations to senior management or higher (e.g., in a private company 

complaints would be made to the board of directors, or within a public organisation to the 

Minister or General Manager), or to an external body such as a union or regularity body. In 

most cases described, it appears that the third party was acting out of ‘good intentions’ to 

assist the staff member and were not deliberately attempting to bully the manager themself. 

As such, the involvement of a third party was seen by the researcher as a combination of 

covert and overt behaviour, as it was done without the knowledge of the manager but later 

came to the attention of the manager. While the contexts within the cases described here 

would not warrant such senior involvement (e.g., one such complaint was in relation to a 
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minor issue about work clothing), caution is required as such actions could be considered 

‘whistle–blowing’ and necessary. While similar to the use of the system, in that the staff 

member may have felt legitimately victimised and justified in their actions, managers in the 

present study, perceived this behaviour as a way for staff to get what they wanted:  

What they actually said was because we asked them to [do a task], we intimidated 
and we bullied them…Okay. So that then comes to us, we just say well we did what 
we can do under our policies, and they will escalate that. Now that will get escalated 
to senior management, probably to [the area’s] general manager, and he has two 
options there. One is he'll back us or he'll back the [workgroup]. More than likely 
he'll back the [workgroup] to stop any industrial action. (Dan—Group 2) 
 
…very frequently they would go around us to whatever level was necessary until they 
got what they wanted....the attitude here is that, amongst the staff, you don't go to the 
supervisor and ask him if you can do something, you go to the union leader.  (Jack—
Group 2) 
 
However, positive union involvement was also reported by a number of the managers. 

For example, Linda (Group 1) felt that union involvement and support eventually helped 

her resolve a situation with a staff member who had verbally abused and physically 

threatened her. When she disciplined the staff member, they initiated a grievance against 

her, of which she was cleared. Thus, according to the interview data, it would appear that at 

times senior managers are directly involved in upwards bullying cases. In addition, it also 

appears that other third parties are involved in the bullying process although it appears that 

in most cases this was not the intention of the third party. This issue was further clarified by 

one of the participants who reviewed the findings as part of the member checking process:  

This is one of the most critical issues in my experience. Supervisor takes action 
against bullying, the bully goes to his union, union goes to upper manager, manager 
requests supervisor to cease action. This results in the supervisor feeling powerless, 
unsupported and betrayed and in the bully being empowered.  (Jack—Group 2) 

In summary, according to the experiences expressed throughout the interviews, it appears 

that both covert and overt behaviours are being directed at managers from their staff.  

Research Area: Impact of Upwards Bullying 

Within this section, the impacts interviewees discussed are presented (see Figure 14). 

Initially, the individual impacts for the manager (target; Theme 1) will be discussed. This 

theme includes three sub-themes, health impacts—physical and psychological impacts (1a); 

personal impacts for the manager (1b) such as concern for their career (1c); and impacts on 

the managers’ behaviours at work (1d), including how managers appear to become wary or 

reluctant to address behaviours in the future (1e). Finally, the impacts for the workgroup 

and organisation (Theme 2) as perceived by managers are explained.  
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Figure 14.  Interview findings—Impact of upwards bullying.                    
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Individual Impact on Manager (Target; Theme 1)  

Health Impact—Physical and Psychological Impacts (1a) 

It was proposed that upwards bullying will impact the health and work environment 

of those who experience and those who witness it, as well as impacting on the workgroup, 

just as shown in the broader workplace bullying literature. As expected, managers who were 

interviewed reported a range of physical and psychological impacts. The majority of 

managers interviewed (including all managers who discussed an experience of upwards 

bullying and those who discussed the general managerial environment) reported some 

impact upon their health, including a number of physical conditions such as general ill 

health, eczema, shingles, and migraines, which the interviewees believed had been caused 

or exacerbated by their experience of inappropriate behaviours from staff and/or upwards 

bullying. One interviewee described a situation where a manager, who had accusations 

made against him by staff members who were being investigated for alleged behaviours, 

was still on sick leave four years later: he never got back to work (Scott—Group 1). 

Interviewees also reported a number of psychological impacts. Over half of the 

interviewees (including most of the managers who experienced an experience of upwards 

bullying) reported an increase in stress, along with anxiety symptoms such as shaking and 

sleeplessness. Two of the interviewees reported experiencing anxiety attacks, while another 

reported a nervous breakdown. Two others reported being diagnosed with clinical 

depression. The account by Brenda (Group 3) who described a situation with an individual 

in an administrative role who withheld information and was verbally abusive, sums up the 

potential impact upwards bullying can have on a person’s mental and physical health: I was 

on anti-depressants at one stage… I would get close to work and I’d start to get the shakes, 

and feel sick and everything like that…and sometimes I’d start crying…I blame a huge part 

of the cancer on the stress of the place.  Thus, although a manager may be in a position of 

authority, it appears that workplace bullying by a staff member can have a devastating 

impact on a manager’s health. 

Personal Impact (1b) 

In addition to health impacts, managers also indicated a number of personal impacts, 

such as intention to leave or leaving the workplace, not wanting to go to work, a loss of 

confidence, concern for safety and thinking they were insane. Over half of the interviewees 

(including almost all of those who described an experience of upwards bullying) referred to 

one or a number of these impacts. As Annie (Group 3) described it: I hated going to work. I 

used to get this dread in myself about going to work. Other managers described the personal 
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impact by: I felt like a failure. I felt like an absolute failure. And I felt like nothing I did 

worked. I had no confidence in myself or my ability (Toni—Group 2); and: 

…so the effect it's had on me is totally, I guess, I've lost my confidence…And you 
really begin to wonder if you're going mad…and is totally undermining and 
questioning my, I guess my knowledge, my motives, and then telling me I'm paranoid, 
that I'm the one that's got the problem thinking, wondering what's going on…[And I 
am looking at another job]…I'll take a $22,000 drop in pay, I'm not sure if I can 
manage that, but that's what I have to look at.  (Dawn—Group 3) 
 

Concern for Career (1c). In addition to managers appearing wary about seeking 

support (see Figure 15, Management of Upwards Bullying-Unhelpful Actions of the 

Manager [Target]), a related personal impact was that over half of the managers seemed to 

be concerned about how being bullied by a staff member or an allegation of bullying (or 

similar) might impact their career. As Sam (Group 1) when referring to situations where 

staff have contacted senior management with regard to a range of issues stated: it will 

impact on me, with my credibility with senior managers. Another manager said: I'm very 

scared, particularly of the affect it's going to have on my career because this is the only 

career I've ever wanted (Alice—Group 3; discussed her experience with an individual in an 

administrative role [and others in the office] and senior manager bullying her).  

Like yes I've moved on and made great positive inroads with my team and myself as a 
manager and all of those sorts of things, but remembering how things were 
documented about me that were stupid and ridiculous…can still be held against me, 
you know what I mean.  (Toni—Group 2; referred to an accusation made about her in 
a mediation session initiated by her to resolve the difficulties she had been having 
with an individual staff member’s behaviour) 
 
Similarly, managers also expressed that it was often easier to give in or, as one 

manager observed, most managers: walk before it gets too [far] for their own career 

protection (Sally—Group 3). Thus, concern about how a case of upwards bullying or an 

accusation of bullying (or similar) can impact their career appears to be a significant issue 

for managers.  

Impact on Managers’ Behaviours at Work (1d) 

In addition to concern for their career, it also seems that the experience of 

inappropriate behaviours by a staff member or upwards bullying can affect how a manager 

behaves at work. Almost all of the managers interviewed described how their behaviour at 

work changed as a result of their experience of inappropriate behaviours or upwards 

bullying by a staff member. Changes expressed by managers included constantly bracing 

yourself for what was coming next, ensuring ‘all their bases were covered’, becoming 

protective of self, and becoming wary or reluctant to address behaviours in the future. As 

one manager described it: 
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I certainly felt that I had to be more careful with that individual…To think further 
ahead and say well how am I going to do this or how can this be twisted, and to take 
out all the uncertainties. Certainly I used other people, whenever I was having a 
conversation with him, to be an independent witness.  (Sam—Group 1; referred to 
managing an individual who had lodged a complaint against him, which he felt was 
vexatious)  
 
I was having trouble maintaining my direction of thought and was getting paranoid I 
guess in that I was constantly wondering what I would be told off for next or what 
problem would arise next, I was constantly double checking myself and always in fear 
of what was going to happen next.  (Alice—Group 3) 
  
Alice’s (Group 3) experience with an individual in an administrative role and others 

in the office sabotaging her work, along with bullying behaviour from the senior manager, 

resulted in her leaving the organisation. However, this experience has continued to have a 

long term affects on how she behaves in her current workplace:  

I’m finding I’m running to [my new supervisor] with the slightest little concern 
because I’m just panicking [because] I don’t want to do anything wrong…I’ve never 
had that lack of confidence before, and I can only put it down to [what happened 
before].  (Alice—Group 3)  
 

Therefore, it appears that the experience of upwards bullying impacts on a manager’s 

confidence, and their ability to fulfil their day–to–day duties.  

Managers Become Wary in the Workplace (1e)  

In particular, managers expressed how their experience of feeling bullied by a staff 

member or witnessing others in upwards bullying situations made them wary or reluctant to 

address behaviours by staff in the future. Even managers who discussed the managerial 

work environment appeared to be wary about managing staff due to incidents of 

inappropriate or abusive behaviour. As one manager put it: 

I’ll tell you what it does do though.  It does make you a bit ‘gun-shy’ in terms of 
tackling, trying to clean up that kind of thing next time…next time I’m just going to 
‘turn a blind eye’, I’m going to ‘sweep that under the carpet’.  I’m just going to 
ignore it and hope it goes away.  (Scott—Group 1) 
 

Sally (Group 3) who described a situation where she had experienced repeated covert and 

overt behaviour and a grievance including an accusation of bullying against her by a male 

staff member; summed up the impact of her experience by saying: so why would I do it 

again? I wouldn’t expose myself to the risks professionally and more the risk emotionally. 

Thus, it appears that the experience of upwards bullying or the possibility of upwards 

bullying can make managers wary and protective while at work, and can have a substantial 

affect on their ability to function at work.   
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Positive Outcomes 

Despite the negative experience, a third of the managers interviewed reported some 

positive outcomes for them. A number of managers reported that the incident/s provided 

them with a learning experience from which they were able to develop as managers. As Jan 

(Group 1) reported: …everything was a learning curve. I used to think I will benefit from 

this in some way, somewhere down the track. Other managers described it as: I could have 

folded this up and said look I'm on 'stress' a million times. But you don't. You just keep 

going. You've got to come out the other end some time, hopefully…I think it makes you a 

better person (Mark—Group 2); and : Now, 10 years later and slightly removed, I can look 

up and say well from that I've learned this. But in a way it's worked well for me…it was 

very painful at the time, and it was a source of great distress (Annie—Group 3). Similarly, 

another manager referred to how it was a: …hard lesson to learn (Brenda—Group 3). Thus, 

although a difficult experience, it is possible for managers to use the experience to develop 

further, personally and professionally.  

Impact on the Workgroup and Organisation (Theme 2) 

Furthermore, according to those interviewed, the impact of upwards bullying appears 

to go beyond the manager. Comments by interviewees suggest that the manager’s 

workgroup and the organisation are also impacted upon. Naturally, as the manager becomes 

protective and wary, this impacts upon their own productivity (see Figure 14, Impact of 

Upwards Bullying-Manager’s Productivity) and, as a result, upon the organisation’s 

productivity. Two-thirds of the managers interviewed (the majority being those who 

described an experience of upwards bullying) explained how their productivity was reduced 

as a result of their experience. This was mainly through involvement in disciplinary or 

grievance investigations which took them away from their normal duties, or through 

constant challenges to the manager. As one manager who discussed the general managerial 

work environment stated: I worry about it a fair bit…But you're sitting here writing reports 

about it, got to write statements, and you've still got to try and run this place (David—

Group 1). Managers who reported an experience of upwards bullying described it as: 

Probably the most significant impact was a clear loss of productivity…My focus was 

constantly on this issue…rather than getting on with business (Lena—Group 3; Lena 

described repeated behaviours and accusations to a number of third parties); and: 

It’s…affecting me and my staff, and my productivity is about 40% because 60% is being 

used on trying to deal with this (Katherine—Group 3; Katherine described a situation where 

a staff member lodged a grievance, which was found to be unsubstantiated). Others 

described the reduction of their productivity as due to their concern over what could happen 
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next or because they didn’t want any contact with the staff member, as Annie (Group 3) 

explained: I actually started avoiding going down there, I didn't want to go down there 

because I knew I'd get abused. So I kind of stopped doing my job. 

Moreover, over half of the managers in the present study (including almost all of 

those who described an experience of upwards bullying) perceived that the workgroup was 

impacted upon because they too were involved in the investigation or the conflict itself. In a 

number of the experiences described, it appeared that members of the workgroup were at 

times supporting one to three central individuals by participating in the bullying or 

inappropriate behaviours. As a result, half of the managers interviewed stated that this 

contributed to increases in tension within the workgroup. A third of those who discussed an 

experience of upwards bullying reported that the group was divided into two, those who 

supported the manager and those who supported the staff member. A general increase in 

stress and an adverse affect on productivity was also reported by a third of those who had an 

experience of upwards bullying. Finally, a number of managers who described an 

experience of upwards bullying attributed the departure of a staff member from their 

workgroup directly to the bullying the manager experienced. Interestingly, a number of 

these findings were reflected predominately by managers who had experienced or witnessed 

upwards bullying. It may be that as the experience intensifies, so too does the affect on the 

workgroup as they are drawn into the conflict. Heather (Group 3) who described an 

experience of two key individuals (with help at times from their workgroup) who were 

disruptive and abusive towards her, and made accusations against her, summed up the affect 

on the group as: 

Now I had some very strong staff who were on my side, well, when I say 'side', who 
absolutely supported me, and could see what was happening. But again, they were 
powerless....Yeah, and the people who supported me, tended to be the ones that I 
would ask to take on those additional tasks. So in fact their workload probably did get 
heavier. And so the bully succeeded because I was too scared to ask [the bully] to do 
anything.   
 
In summary, it appears that upwards bullying impacts on the health and work 

environment of those who experience and those who witness it, as well as impacting on the 

workgroup. As one of the participants who reviewed the findings of this study, as part of the 

member checking process, stated: our area [is] still experiencing long term deep resentment 

by some staff and [a] depot supervisor left to take up another position because of the 

attitude towards him (Brad—Group 2). It appears that the impact of upwards bullying or 

inappropriate behaviour by staff can have similar impacts to other forms of workplace 

bullying; that is, negative impacts on health and long term work related impacts. 
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Research Area: Management of Upwards Bullying 

Within this section, the themes in the research area of management of upwards 

bullying will be discussed. In particular, the themes of unhelpful and helpful actions of the 

organisation and Human Relations Department (also known as the human resources 

department), the senior manager, the manager (target), and family, friends and colleagues 

will be presented (see Figure 15). Within the actions of the organisation and Human 

Relations Department (Theme 1), the unhelpful actions of inappropriate behaviour allowed 

to continue (1a); no disciplinary action for frivolous grievance (1b); and expected to 

manage after an accusation (1c) will be examined, as will the helpful actions of the 

organisation and Human Relations Department (1d). Further, the unhelpful (2a) and helpful 

actions (2b) of the senior management (Theme 2) will also be discussed. Within the actions 

of the manager (target; Theme 3), the unhelpful actions (3a) such as issues of how to 

manage (3b) and helpful actions (3c) will be presented. Finally, the actions of family, 

friends and colleagues (Theme 4), which were predominately helpful, will be examined. 

Actions of the Organisation and Human Relations Department (Theme 1)  

Throughout the interviews, the researcher enquired about the helpful or unhelpful 

actions of the organisation, including the Human Relations Department. While the majority 

of the managers interviewed expressed frustration or that the actions of the organisation 

were unhelpful, just under half of the managers related helpful actions from both the 

organisation and Human Relations Department. 

Unhelpful Actions by the Organisation and Human Relations Department—Inappropriate 

Behaviour Allowed to Continue (1a) 

One of the unhelpful actions that emerged was that it appeared concerns about a staff 

member’s disruptive, inappropriate or intimidating behaviour was allowed to continue and 

not dealt with in a timely manner. A number of the managers who discussed the managerial 

work environment, but referred to inappropriate or bullying behaviours from staff at times, 

indicated a range of issues in relation to how the disciplinary system is unable to address 

inappropriate behaviour. For instance, managers commented on how staff with a history of 

inappropriate behaviour were moved to another area within the organisation, for instance: 

I'm not the only manager that's had problems with him (Linda—Group 1), or: 

…they put him in another group to try and help him, because the organisation is 
trying to rehabilitate, or [trying] to encourage people to change or help them along 
their path if they have troubles…He rebelled in that group, or misbehaved in that 
group again, and then they put him somewhere else and he [did] it again, and it just 
extended from there. So he had a lot of opportunities to change, but he didn't. But the 
organisation still persisted on keeping him on.  (Greg—Group 1) 
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Figure 15.  Interview findings—Management of upwards bullying.       
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This statement, however, draws attention to the frustration of those within the 

organisation (as well as the individual staff member involved) when there is a lack of fit 

between the environment and person. Moving the person to another workgroup is a short 

term solution to an issue that may require more attention from the organisation. Essentially, 

such action sets up the individual, and each new manager, for potential conflict. By 

contrast, Linda (Group 1) discussed how addressing the behaviour, and not allowing it to 

continue, can change the staff member’s behaviour: 

And even the point when my manager had the big blue with him, at that point there 
was no discipline or grievances or anything like that. It was just, tolerated....[But] I'm 
not prepared to put up with that. And I think he knows that from me now....he knows 
that if he steps out of line…I will take action against him. And I do believe that that 
has made him better.   
 
Managers who related an experience of upwards bullying also raised similar issues. 

Like those who discussed the managerial work environment, there appeared to be a history 

of inappropriate behaviour, that had been addressed by moving the staff member to another 

area: As I said, he was given to me, and he'd come from someone else who he'd given 

trouble to. In that respect I think that I was let down badly (Mark—Group 2); and: This 

should have been sorted years ago…I think it’s at the position we are at now because 

nobody has dealt with it, they just moved him on, it was all too challenging (Sally—Group 

3). As suggested earlier (see Impacts of Upwards Bullying), the manager’s reluctance to 

address inappropriate behaviour, due to fear of reprisals such as an accusation of bullying 

may have, contributed to this issue. Like managers, it seems that organisations are also 

concerned about taking action.  

Furthermore, the related topic of how investigations into accusations or complaints, 

which are found to be unsubstantiated fail to address the underlying conflict emerged for 

some of the managers interviewed. In essence, only investigating the issue, and not putting 

in place some form of conflict resolution between the parties involved, fails to address the 

underlying conflict that will still exist despite the result of the investigation, as noted by 

Robert (Group 1): 

For example having an investigation and then finding nothing and saying it is all over 
has done nothing to resolve the issues between the parties and indeed may make it 
worse as the parties have even less trust…Therefore the process used in fact kills off 
even the slimmest hope of solving the problem between the parties. 
 

No Disciplinary Action for Frivolous Grievance (1b)   

Furthermore, the issue of staff members not being disciplined for submitting 

unsubstantiated grievances, which are later found to be frivolous (and even possibly 

malicious), was also raised. For a third of the managers interviewed, the majority of whom 
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had discussed an experience of upwards bullying, it appears that the system was unable to 

deal with false complaints: these people make accusations that mostly aren't true, but 

nothing is ever done to these people who make these accusations, so they can be involved 

and just fire bullets at you all the time (Dan—Group 2); and: 

We've got one at the moment that has taken three months for our grievance unit to 
investigate, there's a fifty page report, and none of it has been substantiated…but 
they're [senior management] not prepared to take it to the extent of disciplining the 
people who signed the grievance for [a] frivolous grievance.  (Jack—Group 2) 
 

For a number of managers within the current study, a significant concern appeared to be the 

message that is being sent throughout the workplace; that is, ‘you can get away with this 

type of behaviour’ (using the system or behaving inappropriately). For Wil (Group 2), who 

discussed a situation where one of his supervisors was accused informally of bullying a 

staff member, his concern was: how others in the workplace perceives all of this. If you end 

up allowing [staff members] to get away with this then you set a precedent for others to use 

in the future.  However, as Brad (Group 2) explained, it is not easy to discipline someone 

for submitting a frivolous grievance or accusation: 

…I suppose you'd have to prove malicious intent, and it's very difficult. If they 
believe, they can just say well we believe that it was fair, what can you do, because 
you can't victimise anyone because they put in a grievance.   
 

Brad is expressing the difficulty of situations where an accusation of bullying is made. For 

instance, in the cases described here it appeared that staff were reacting to change that 

resulted a loss for them (such as, loss of role and wages) and thus may have felt victimised 

and vulnerable. Disciplining someone in this case would seem inappropriate. However, a 

number of managers felt that while there had been no resolution to the situation, that is, the 

underlying issue or conflict has not been addressed, the organisation still expected them to 

go back to work ‘as if nothing had happened’. The lack of a clear resolution could also be 

seen as a cause of further inappropriate or bullying behaviour due to the belief that ‘you can 

get away with it’. This would again suggest further action is necessary on the part of the 

organisation to address the issues underlying the grievance or conflict. 

Expected to Manage after an Accusation (1c)   

Over half of the managers within the current study also expressed concern over how 

accusations, grievances or complaints, and disciplinary action were dealt with. For each 

manager, a number of these concerns appeared to be specific to their case. However, one 

sub-theme that emerged for a third of the interviewees (the majority of whom discussed an 

experience of upwards bullying) was that even after an accusation of bullying (or similar) or 

a grievance investigation had begun into accusations of bullying, the manager was still 
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expected to manage the staff member. At issue here is the protection of all involved in the 

grievance investigation, including the staff member and manager. Where bullying by a 

manager has been occurring, it would be considered inappropriate for them to continue to 

manage the staff member, at least until the investigation had been concluded. Alternatively, 

if the accusation is malicious or frivolous it places the manager in a situation of limited 

power in terms of managing the staff member, especially until the investigation has been 

concluded. It would seem for the safety of all parties, there is a need to separate the parties 

or in cases where this is not possible, implement safeguards until an outcome has been 

reached. 

Helpful Actions by the Organisation and Human Relations Department (1d) 

Not all actions by the organisation or Human Relations Department were seen as 

unhelpful, with half of the managers reporting a number of actions they felt were helpful. 

Included in the helpful actions was either senior management or Human Relations 

Department deciding not to allow the situation to continue and addressing the inappropriate 

behaviour. This action would seem to address the concern raised by managers that the 

situation was ongoing and not dealt with. A further helpful action was the support offered 

through the Human Relations Department or the counselling service. For a number of the 

managers, this support allowed them to talk through the issues. However, a few of the 

managers stated that this support only helped them at an emotional level and not at the 

practical level. Alternatively, a number of other managers said that support from the Human 

Relations Department and counselling services assisted them in developing management 

and coping strategies. A number of managers who discussed the managerial work 

environment stated that they used the Human Relations Department a lot for advice when it 

came to the policies and processes to follow. For instance: I turn a lot to human relations, 

because at the end of the day they're our policy makers, they know more about policies 

(Dan—Group 2); [I] sought support and information from Human Relations and [equity 

manager]. This offered an impartial direction and feedback (Wil—Group 2); and: 

Something else happened that he wasn't happy with, and he rang me up to say that he 
was coming in to see me. And he was very agitated....So I rang human relations…this 
guy's coming in to see me, he's very angry and I don't want to face him by myself. So 
one of the head Human Relations fellows,…he just walked in and said I'm here for 
you. And so he sat in on the meeting, which was really good, because that was a bit of 
a calming influence…gave me a bit more confidence to deal with him.  (Linda—
Group 1) 
 

However, for Annie (Group 3), the Human Relations Department were not helpful because: 

You never really heard a lot about what Human Relations was doing, what the 
options were, there was definitely nothing about bullying that I was aware of anyway 
at that time. I suppose I never thought to go to [the Human Relations manager] to 
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talk about it because I felt that there would be a negative perception about me, that I 
wasn't handling my job…Like there wasn't ever anything, any indication that it might 
have been an issue for staff, or that therefore it was okay to go and talk to them about 
it.   
 

Importantly, Annie reported an experience of upwards bullying that occurred 10 years 

previously, prior to the increased focus on workplace bullying in Australia. Unlike what 

occurred in Annie’s case, it would be expected that organisations today would provide 

information with regard to bullying policies and actions available to all employees 

(Richards & Daley, 2003). Finally, one manager also commented on how the offer of an 

organisational coach and the removal of the staff member to another area assisted her. 

Actions of the Senior Management (Theme 2) 

In addition to the actions of the organisation and Human Relations Department, 

managers interviewed also referred to the actions of their senior managers. A third of the 

managers commented on how the actions of the senior manager were unhelpful, while more 

than a third referred to helpful actions by their senior manager(s).  

Unhelpful Actions of the Senior Management (2a)   

A number of the managers commented on how directions from their senior managers, 

either asking them not to address the behaviours at the current time, or countering their 

decisions, made it difficult for them to manage or address inappropriate behaviours. For 

instance, Toni (Group 2) stated: 

So I went to my manager at the time [I started having issues with the staff member] 
and I said to him what can I do? And he said at the moment let it go. Let it go because 
we have got too much to do, just make sure she is getting the work done blah blah 
blah. So I said ok, I’ll do that. I mean I had only been at [the organisation] maybe 6 
months or so at that time....So [when] the shit hit the fan …[he told me she needed to 
be disciplined and what to do, but after she was disciplined he]....called me and said 
look you need to just tread gently with her, she is really upset. And I’m thinking you 
told me to do all of this and now I have to tread gently.   
  

In addition, Heather (Group 3), who described an experience of two key individuals who 

were disruptive and abusive towards her, and made accusations against her, stated how their 

senior manager, when approached for assistance, said: just…deal with it. While for others 

the boss or senior manager was involved in the bullying: …I think possibly the problem 

really only occurred because of the way the boss handled it. My [administrative staff] is a 

nice girl, right. I don't think she's nice now. But she is nice, without prompting from 

someone else to tell tales or behave inappropriately (Alice—Group 3; members of the 

administrative staff would either not complete work assigned or played practical jokes on 

her). 
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Lack of support.  Despite the suggestion that managers would be reluctant to seek 

support, in most cases described the interviewees sought support from either their senior 

manager or Human Resources staff. However, a significant number of the managers 

interviewed expressed frustration that there was little assistance available for them when 

they sought support. In particular, half of the managers interviewed expressed a concern 

about the lack of support that was available for managers. For example: …you feel pretty 

isolated, you’re the manager, you’re there by yourself, but where do you go with it…if I 

rang my manager and said one of my staff is harassing me, he’d say, you sort it out. You’re 

isolated. Where do I go to? (Bob—Group 1). 

I said to him [senior manager] I feel bullied what’s there for me and he goes 
disciplinary action—You’re the manager your response to someone bullying you is to 
take full disciplinary action and I said was it?—it’s different cause when you read all 
the policies and everything it’s not that same perceptual issue. If you look at the 
codes of bullying…it’s about how the person receives it—it might not be something 
that you think is harassing it’s about how the receiver is [perceiving it]. It really 
makes you think of how’s that person feeling or responding to it, as opposed to the 
disciplinary action which is rules....The only people I could talk to about it were my 
supervisors…And they kept it very professional—sort of for their own protection. 
Very careful about what they said no leading statements, no gossip, about their view, 
or anything like that, they kept it very upfront. Yeah so I had no emotional support 
except from my partner at home. So you feel very isolated.  (Sally—Group 3) 
 
Indeed, Sally raises a significant issue here, there is a difference between disciplinary 

action and a grievance based on bullying. While a grievance based on an accusation of 

bullying relates to how the target perceives the behaviours, disciplinary action is based on 

the rules of the organisation. Essentially, within Sally’s case her feelings of being bullied by 

her staff member were not considered, placing her in a vulnerable and isolated position. 

Helpful Actions of the Senior Management (2b) 

Alternatively, over a third of the managers referred to helpful actions by their senior 

manager(s). Included were demonstrations of support and advice. For example: I spent a lot 

of time on the phone to my boss at the time…because I was embroiled in the process, I had 

some kind of perspective from somebody that was outside the process, and had perhaps a 

broader view of it, so that we could keep things in context  (Scott—Group 1). Toni (Group 

2) described how the senior manager of the department was of considerable assistance to 

her resolving the situation:  

 [So] my boss's boss, needed to talk to me…[and]I said to him afterwards, oh that's 
no problem at all…I thought you were coming to me about something else and, [at 
that point] I couldn’t hold it in any longer, I was very emotional and I was getting 
really upset…he knew that there was a problem but he didn’t realise to the extent of 
the impact. And to his credit he was so good to me…he just got the ball moving 
internally [with regard to the investigation], it happened fast, you know, he really 
moved things along.  
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Thus, support and assistance appear to play an important role in resolving the situation for 

the managers and in turn the staff member as well. 

Actions of the Manager (Target, Theme 3)  

Unhelpful Actions by the Manager (Target, 3a)   

As indicated earlier, the actions of the manager also appeared to be unhelpful in 

managing the situation with the staff member in some instances. Half of the managers 

expressed actions on their part that were counter-productive to resolving the situation. A 

number of managers (the majority of whom discussed an experience of upwards bullying) 

commented on how they attempted to try to address the situation with the staff member 

directly, an action which proved to be unhelpful. For instance: 

…this started becoming really, really difficult, she wasn't talking to me, and I would 
call her in a couple of times and I'd say can we talk this through, you know, you and I 
have to work together…and she'd say I don't want to have any more negative 
conversations with you  (Dawn—Group 3). 
 
Others commented on how they asked for help from their senior manager and how 

that was unhelpful: I think I did try and talk to him about it, but he was so pre-occupied 

with other things, outside work, that he just wasn't available to help (Annie—Group 3). 

Another action on the part of some of the managers was to doing nothing, withdrawing or 

avoiding the situation:  I guess it was, when I had my first death threat, I pulled right 

back…I didn't go down into the workplaces that much, I stayed in my office a lot (Dan—

Group 2). Finally, a couple of the managers recognised that their unwillingness to address 

the situation further allowed the inappropriate behaviours to continue. As one manager 

stated: So probably someone who wasn't such a peacemaker would have just said to hell 

with this, I'm dealing with it now. But I let it go to a point where then it was pretty hard to 

change my tactics and pull back…I'm sure I exacerbated it (Heather—Group 3). 

Helpful Actions by the Manager (Target, 3b) 

Finally, not all actions by the manager proved to be unhelpful. Over half of the 

managers interviewed (the majority of whom discussed an experience of upwards bullying) 

described helpful actions that they carried out. A number of managers said that 

documenting behaviours, incidents, and meetings helped. Similarly, targets of workplace 

bullying are often recommended to document the actions of the perpetrator (e.g., ACT 

WorkCover, 2004; Field, 1996; WorkSafe Victoria, 2005). However, a couple of managers 

stated that their documentation was then considered suspicious by the Human Relations 

Department or the independent investigator, in that they were questioned about why they 
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were keeping notes about these individuals and not others. These managers stated they had 

a feeling, as a result of the staff member’s behaviour, that something was not right and so 

began documenting incidents that involved the staff member. As one of the managers 

stated: …it was probably within six months I started keeping file notes on him. I recognised 

that something was wrong I wasn’t happy with the meeting and…I wasn’t getting anywhere 

with him so I started keeping file notes (Sally—Group 3). Thus, although documentation 

would often be considered useful, there can be risks or difficulties associated with keeping a 

record of events. 

Managers also stated that becoming self-protective, for example documenting 

meetings with staff and not having one–on–one meetings with all staff, proved to be a 

helpful strategy. A number of managers also reported that seeking support from family, 

colleagues, Human Relations Department and others was worthwhile (both of these helpful 

actions were referred to mainly by managers who discussed an experience of upwards 

bullying). Interestingly, two managers who discussed the managerial work environment but 

referred to inappropriate or bullying behaviours and one who reported an experience of 

upwards bullying, commented on how distancing themselves from the staff member was 

helpful. Perhaps in these less severe situations, distance provides both parties with an 

opportunity to reflect on what has occurred, and allows for an easier resolution to the 

situation.    

Actions of Family, Friends and Colleagues (Theme 4)  

In general, the actions of family, friends, and colleagues were positive. Just under half 

of the managers reported receiving some form of support from a family member, friends 

and colleagues (the majority of these managers discussed an experience of upwards 

bullying). For the managers interviewed, the support from home appeared to relate to being 

able to discuss what was happening for them. For one manager, Katherine (Group 3), the 

most beneficial [support] was the stuff that I was getting from home.  The support from 

colleagues and others within the workplace tended to include being able to seek advice or 

use colleagues as a ‘sounding board’, as well as offers of support from colleagues and 

standing up for the manager in meetings. As one manager stated: I actually got a couple of 

allies within the system, and they came up naturally. And when they got to know me a little 

bit they said, oh I hate the way you’re being treated, or—and so they actually offered me 

support really I suppose (Dawn, Group 3).  

However, a number of the managers stated that offers of support, such as the one 

described by Dawn, can be both positive and negative, in that, although this may be what 

they say, the support is not followed through in other respects. Alice (Group 3), for 
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example, had a member of the administrative staff offer support to her but then: it didn’t 

stop her joining in with the bullying. As Heather (Group 3) described it: so that can be both 

helpful and unhelpful. It’s unhelpful if they sit there and say nothing, [but] it can be really 

supportive if they corroborate what you’re saying. Therefore, it appears that support from 

family and colleagues plays an important role in assisting managers to manage 

inappropriate behaviour from staff. In summary, it appears that a number of factors, 

including lack of action on the part of the organisation, Human Relations Department, 

senior manager and the manager (target), play a role in how upwards bullying or 

inappropriate behaviour is managed. 

Research Area: Prevention and Management Strategies 

The interviewees suggested a range of prevention and management strategies, both of 

which can be directly related to their experience from helpful and unhelpful actions, while 

other strategies were coded by the researcher based on the inference that they could be used 

as strategies. Within this section, the themes in the research area of prevention (Theme 1) 

and management strategies (Theme 2) will be discussed (see Figure 16). In particular, the 

prevention strategies of grooming and training (1a), policy development (1b), and develop 

relationships with staff (1c) will be presented. The management strategies of providing 

support or seeking support (2a), and acting early and not letting it continue too long (2b) 

will also be examined.  

Prevention Strategies (Theme 1) 

Grooming or Training (1a) 

Half of the interviewees expressed that training of some form would assist in the 

prevention of abusive or bullying behaviours. A number of the interviewees indicated that 

the lack of grooming of future supervisors and managers could be having an affect on 

supervisors’ and managers’ ability to address and manage disruptive, inappropriate or 

bullying behaviours. For instance:  

Well maybe actually offering supervisory training. Like, especially in [this] industry, 
you [are] promoted from the ranks…But nowhere along that chain did I actually see 
training occur. And I know that I saw, as a line worker somebody promoted up to the 
supervisor, that there is always a very difficult transition for that person, because 
suddenly they had to then step out of the ranks and start giving instructions, and then 
to have to take on a different role…and eventually those people actually went to a 
different [organisation]…I saw a lot of people really deteriorate in that position, and 
I think that there is a significant lack of training, of supervisory training, of how to 
handle people.  (Annie—Group 3) 
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Figure 16.   Interview findings—Prevention and management strategies. 
Note.  Highlighted sections discussed in detail. 
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A number of interviewees also indicated that training for all staff in relation to bullying 

or discrimination may assist in reducing the number of frivolous grievances and 

accusations. In other words, there would be a decreased use of the term ‘workplace 

bullying’ to categorise all forms of interpersonal conflict. For example: 

…I actually think that on a regular basis I would hold sessions with the staff.... I 
would actually identify that bullies exist…And that they can be part of any team, and 
[I] would make sure that the team had some information about bullies and some 
strategies to deal with them.  (Heather—Group 3) 
 

Moreover, training with regard to communication was also suggested by interviewees. For 

example: I put everyone here through a two day communication course. People have just 

got to learn to talk to each other and give them some feedback, instead of going to this third 

person to solve conflicts  (Robert—Group 1).  

Policy Development (1b) 

In addition to training, another strategy that emerged was in relation to policy 

development. Just under half of the interviewees indicated that within policies there had to 

be consequences for frivolous or vexatious grievances and accusations, as well as a clear 

balance between the rights and responsibilities of staff (this theme relates to No 

Disciplinary Action for a Frivolous Grievance; see Management of Upwards Bullying). As 

one manager clearly outlines: 

You can’t go and make a false complaint to the police.  There are laws that govern 
complaints to the police and force you to make complaints truthfully and in good faith 
and there are penalties for misleading the police…If [the investigating body’s] time is 
wasted in investigations based on misrepresentation there should be similar 
penalties.  Certainly there needs to be a limited margin, a bit of compassion and 
understanding of emotions and understanding that people can occasionally be 
misguided and act rashly in a heated situation.  People can potentially feel that 
they’re being wronged when they’re not…But if it’s malicious, if it’s knowingly 
untruthful, then there should be a severe penalty…That would not restrict their 
avenues of redress if they were genuinely wronged and that should be made very 
clear to them.  (Lena—Group 3) 
 

Furthermore, it was suggested that clearer information with regard to policies was required 

for everybody, and that walking staff through policies and procedures may be helpful:  

…a lot of it is people feel aggrieved that they don't understand the process, so 
whenever I do any sort of a disciplinary interview I pull the policy up on the 
screen…and I say, alright, this is what it's about.... so, as I understand it, if you're 
following policy and process, they're less likely to be annoyed or put off and take it 
personally.  (Sam—Group 1) 
 
You couldn't just say to them, this is against the policy regarding dah dah. You had to 
actually get the policy out, you'd have to show it to them…[and say] we really need to 
discuss this…We'll come back in two weeks and see how you're going with it….  
(Jan—Group 1) 
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Enhance Relationships and Communication with Staff (1c)   

Just under half of the interviewees also indicated that developing relationships or 

enhancing communication with staff could further assist in preventing abusive or bullying 

behaviour. For example: 

In order for you to prevent or manage these types of situations arising, where people 
are misusing the system, be they managers with staff, whoever, the way in which you 
would go about preventing it would be put an emphasis on the relationships and the 
principles within the workplace.  (Scott—Group 1) 
 
 I [have] started to give the employees more information than what I usually gave 
them. And that was all to do with, okay, let's try and create a more close 
relationship…by being seen to be giving them some sort of information outside of 
what we usually do…and now they're starting to come up and talk, and you might 
remember in the last interview I said they were very stand-offish, they would sooner 
talk to my off-siders than to me. I'm getting positive feedback now that, they're not 
coming to me with their problems, but they're coming to me to talk about the 
information I give them.  (Dan—Group 2) 
 

Thus, by developing better relationships between and within staff and management, 

organisations may be able to reduce the occurrence of upwards bullying. 

Management Strategies (Theme 2) 

The range of management strategies suggested by interviewees included: recognising 

upwards bullying; providing support or getting support; acting early and not letting it 

continue too long; getting someone external or independent in to investigate accusations; 

strengthening grievance policies (related to policy development in prevention strategies); 

following through on policies; documenting interactions; and involving the relevant union. 

Almost all of the interviewees mentioned one or a number of these strategies. Providing 

support or seeking support (2a) as well as acting early and not letting it continue too long 

(2b) will be expanded upon here, as they specifically relate to the themes of the lack of 

support available to managers (presented in Covert and Overt Behaviour) and inappropriate 

behaviour allowed to continue (see Unhelpful Actions by the Organisation/Human 

Relations Department).  

Provide Support or Seek Support (2a) 

As indicated earlier (see the themes of Helpful Actions by the Organisation/Human 

Relations Department, and Actions of Family, Friends and Colleagues) support from a 

range of individuals appears to assist managers when faced with disruptive, inappropriate or 

bullying behaviours by staff. Similarly, it also appeared that the lack of support was a 

significant concern for managers (see Covert and Overt Behaviours of Upwards Bullying). 
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Half of the managers interviewed indicated that the provision of support or seeking support 

by managers would help in managing situations where abusive or bullying behaviours are 

occurring. Interestingly, more managers who discussed the managerial work environment 

referred to this strategy. For instance, Linda (Group 1), who received significant support 

from the Human Relations Department during an intensive period with an abusive staff 

member, summed up her level of support well when she said: the right thing I did was 

getting help from human relations…because I don't think I could have handled that 

situation by myself. However, Linda also recognised the lack of support available to 

managers from senior management when she reviewed the findings of this study as part of 

the member checking process: More assistance is definitely required from higher levels of 

management though in my experience they appear either unwilling or unable to offer 

assistance- usually these issues are placed in the too hard basket (Linda—Group 1). 

Acting Early and Not Letting it Continue Too Long (2b)  

In total, half of the managers interviewed (more who reported an experience, or 

witnessed a case, of upwards bullying) referred to acting early as a management strategy. 

For instance: so at the end of the day, you're really better off to face it up front. As early as 

you can, before all that stuff starts to set in (Jan—Group 1), and: 

I think also that I didn't have [my boundaries] in place, and so he just kept really 
attacking me, and therefore he was hurting me, and I think if I'd started to put that 
boundary in place [it]…would be noticeable to the other [staff] members, so they'd 
know you don't do that, and that if they did, this is the consequence.  (Annie—Group 
3) 
 

Indeed, the provision of support may well assist the manager (target), staff member (alleged 

perpetrator), and others around them to address the situation early and thus reduce the 

potential for the situation to spiral down into a significant conflict.  

Conclusion 

The qualitative findings of this study, suggest that upwards bullying may well be 

linked to the occurrence of change. Notably, disruptive or inappropriate behaviour by staff 

or upwards bullying appear to occur as both covert and overt behaviours. Examples of 

covert behaviours were the withholding of information, sabotage, the manager not being 

informed of or being set up in meetings, challenging the manager, constant scrutiny of the 

manager’s behaviour, and gossip, snide comments or graffiti. Overt behaviours included 

both verbal and physical threats. The use of the system, and in particular the grievance 

system, was also perceived by the managers interviewed as playing a role in the bullying 

process. If this is the case, then it may be necessary to strengthen the grievance system. 
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However, strengthening the grievance system would require balancing two issues. That is, 

encouraging legitimate targets of workplace bullying to come forward (a significant issue 

within the field), while also developing a system that reduces the occurrence of malicious 

and frivolous claims.  

Managers interviewed also related a number of health, personal, and work related 

impacts. Even managers who discussed the managerial environment but referred to abusive 

or bullying behaviours at times also indicated a number of detrimental impacts. Of interest 

in the findings was the role the manager (target), senior manager, organisation, and Human 

Relations Department along with friends, family and colleagues played in assisting or 

hindering the manager (target) in dealing with the abusive or bullying behaviours by staff 

members, particularly their consistent reluctance to address inappropriate behaviours by 

staff members. Conversely, the provision of support appears to play a significant role in 

assisting the manager to address the situation. Finally, the strategies of training and 

grooming, policy development, and enhancing relationships between staff and management 

were suggested as strategies for preventing upwards bullying. Not surprisingly, the 

management strategy of providing support and seeking support was referred to in 

management of upwards bullying. Similarly, the strategy of acting early and not letting the 

behaviours continue too long was another management strategy suggested by participants.  

The findings from this study were used in the design and development of the second 

questionnaire study (as explained in Chapter Five). The following chapter will introduce the 

methodological approach used in the second study.  
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CHAPTER EIGHT 

METHODOLOGICAL APPROACH—QUESTIONNAIRE STUDY 

Overview 

The purpose of the second study was to further explore specific characteristics of the 

nature of upwards bullying, using a questionnaire study (as introduced in Chapter Five). In 

line with the mixed methodology approach and pragmatist paradigm, the exploratory 

interview study enabled the identification of the nature of upwards bullying while also 

informing the second quantitative study, which elicited further information about the extent 

and characteristics of the phenomenon. Thus, while further interviews could have been 

conducted it was felt that the qualitative and quantitative studies complemented each other 

(Neuman, 2000); they enabled the researcher to develop a deeper understanding of the 

phenomenon, while enhancing the generalisability of the results gained from the use of both 

interview and questionnaire data (Jick, 1979). As the primary purpose of the second study 

was to expand on the findings of the first study, the theoretical drive of this questionnaire 

study was deductive. Within this chapter, the literature in relation to development of 

hypothesises and research areas to be explored will be presented. This will be followed by a 

summary and description of the participants from three samples, the design and approach 

taken within the study, including the questionnaire development and design, pilot study, and 

subsequent variations to the questionnaire.   

Research Design 

Based on the findings of the first study and the literature review certain issues in 

relation to the propositions were explored further in this study. Where appropriate 

hypothesis were developed and are presented in this chapter. Other aspects considered more 

exploratory are also identified. Table 8 presents the range of research questions and 

variables to be explored within this study. Using four of the five research areas identified in 

Chapter Two, that is, the causes, behaviours, impacts and management of upwards bullying, 

a review of the relevant literature that guided the development of the questionnaire will be 

now be presented.  
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Table 8  
Second study – Research questions and variables 
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Causes of Workplace Bullying 

Contributing factors – Perceptions of managers  

A review of the literature suggests that upwards bullying can be explained by a 

number of factors, including isolation (Zapf et al., 2003), resentment of a decision made by 

the manager (Hoel, Cooper, & Faragher, 2001) and difference (Miller, 1997). Indeed, the 

findings from study one suggest a range of factors such as, change and the unwillingness of 

all parties to address inappropriate behaviour, contributes to the occurrence of upwards 

bullying. Attribution theory has been referred to within the workplace bullying literature as 

one way of explaining differing views of targets and others related to workplace bullying 

events (Hoel, Rayner & Cooper, 1999; Hoel & Salin, 2003; Rayner & Hoel, 1997). 

Attribution theory suggests that specific behaviours can be attributed to either external 

factors that relate to the environment or internal factors that relate to the person(s) involved 

(Weary et al., 1989). Therefore, external attributions can include the “physical and social 

circumstances surrounding the action”, while internal attributions can include “the actor’s 

ability, motivation, attitude, or emotional state” (Weary et al., 1989, p. 8). Furthermore, it is 

argued that external attributions can either be stable (due to the situation, or task difficulty) 

or unstable (due to chance or luck), and that internal attributions can either be stable (due to 

ability) or unstable (due to effort) (Weiner, 1985). According to Rayner and Hoel (1997) 

attribution error has been used to explain why targets are often considered at fault or 

unstable. Hence, in order to understand the nature of upwards bullying further it was 

considered important to explore the perceptions of managers as to the contributing factors 

of upwards bullying using a scale that was developed based on the findings of the interview 

study and the literature review. It is expected that internal (stable and unstable) and external 

(stable and unstable) factors (as found with workplace bullying) will be present within the 

final analysis. A factor analysis will be used to explore this area. 

Contributing factors - Isolation 

In their review of research findings on bullying in the workplace, Zapf et al. (2003) 

propose that in order to overcome the positional power of a manager, staff would need 

support from other managers and supervisors to bully a manager. Further, they suggest that 

it would be difficult for a staff member(s) to bully a manager when the manager has the 

support of their senior managers and colleagues (Zapf et al., 2003). By contrast, they argue 

that isolated managers who have lost the support of their colleagues and senior management 

would be vulnerable to upwards bullying. Therefore isolation, either within the organisation 

(e.g., working in a rural office) or from colleagues (e.g., they are new or do not fit the 
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organisational culture), may make a manager more vulnerable to upwards bullying (Zapf et 

al., 2003). Such vulnerability exposes them to the potential risk of abuse by a staff member 

who has assistance from another manager (Zapf et al., 2003). Furthermore, Miller’s (1997) 

study of gender harassment within the U.S. Army, introduced in Chapter Two, suggests that 

women managers due to difference could be targets of upwards bullying. Thus, managers 

who are isolated from their colleagues due to geographical positioning or characteristics 

such as gender, may experience such vulnerability (Zapf et al., 2003). Moreover, within 

Proposition One, changes in workplace diversity, for example more women in managerial 

ranks, was proposed as a possible factor that may contribute to the occurrence of upwards 

bullying. 

For this reason, isolation was considered an important independent variable and will 

be explored using logistical regression. It was hypothesised that working in a regional area 

would isolate a manager from their colleagues and thus increase their vulnerability to 

upwards bullying. Furthermore, it was hypothesised that being a woman would increase an 

individual’s chance of being upwards bullied. As a result the following hypotheses were 

proposed: 

 

Hypothesis: Working in a regional area would increase an 
individual’s vulnerability to upwards bullying. 

 

Hypothesis: Women managers would be more vulnerable to upwards 
bullying. 

 

Behaviours of Workplace Bullying 

A number of researchers have described the specific behaviours that constitute 

bullying in the workplace. Forms of bullying behaviour include: withholding vital 

information; ridiculing people; keeping a constant eye on another’s work; questioning 

another’s professional ability; spreading damaging rumours; constantly changing the 

expectations or goals; isolating people from others; irrational explosive outbursts; and 

threats (Bassman, 1992; Rayner & Hoel, 1997; Zapf & Einarsen, 2001). Of these, a 

commonly experienced form of workplace bullying behaviour is the withholding of 

information from another person (Einarsen & Raknes, 1997; Hoel & Cooper, 2001; Rayner 

et al., 2002). Furthermore, bullying behaviours have also been found to occur within 

managerial ranks. Salin’s (2001) cross-sectional study found that work related bullying 

behaviours, such as withholding of information, were more common in managerial ranks 

than non-work related behaviours, such as insulting remarks. Findings from the interview 
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study would indicate that overt behaviours, in addition to covert behaviours, are being used 

by staff to bully their manager. In particular, the withdrawal of information and expertise 

was identified along with pressure tactics such as rumour or gossip, the use of or threat of 

sabotage, and approaching their manager’s supervisor with an unjustifiable grievance or 

complaint. By using an inventory of workplace bullying behaviours and upwards bullying 

behaviours identified in the first study this investigation will be able to confirm the 

occurrence of these behaviours as upwards bullying behaviours.  

Keashly and Harvey (2006) suggest that a significant number of people are exposed 

to persistent abusive treatment within the workplace. However, due to different definitions 

of workplace bullying and different approaches to measuring it (as noted in Chapter Two), 

the frequency of reporting workplace bullying can vary quite dramatically. The frequency 

of bullying can also vary depending on the method used to identify bullying. Zapf and 

Einarsen (2005), in their review of the bullying and mobbing literature, suggest that studies 

where respondents are provided with a definition of workplace bullying and asked if, 

according to this definition, they have been bullied, results in 1% to 4% of respondents 

reporting workplace bullying. On the other hand, studies that provide respondents with an 

inventory of bullying behaviours yield 3% to 7% of respondents reporting workplace 

bullying, when at least one behaviour has occurred once a week for a minimum of 6 months 

(Zapf & Einarsen, 2005). When a less strict criterion is used, for instance, excluding the 6 

month criteria, research suggests that 10% occasional bullying occurs (i.e., now and then) 

and between 20% and 25% of employees are exposed to sporadic inappropriate behaviour 

in the workplace (Zapf & Einarsen, 2005).  

In a study of 18 Belgian organisations (N = 6,175) Notelaers, Einarsen, De Witte & 

Vermunt (in review), identified six clusters of individuals based on their responses to the 

NAQ. A summary of the six groups, the frequency of negative acts and negative acts 

associated with each group can be found in Table 9. The escalatory process of workplace 

bullying can be seen through the development from not bullied at all, to ‘victim’ status 

(Notelaers et al., in review). According to this study the bullying process starts with work 

related negative acts which then intensify into person–oriented negative acts. Social 

isolation also begins to appear within the latent bullying cluster, increasing in the work-

related bullying group. Within the final group, ‘victims’, individuals experience all negative 

acts intensely. Notelaers et al. (in review) concluded that there are three groups of 

individuals who experienced negative acts (17% of the sample), while only the ‘victim’ 

group could be considered bullied when using the strict definition of workplace bullying 

(3% of the sample). While the current study explores upwards bullying, similar groups of 
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not bullied to bullied targets are expected to be found and will be explored using cluster 

analysis.  

 

Table 9 
Notelaers, Einarsen, De Witte & Vermunt’s (in review)—Six cluster solution of bullied 
groups and negative acts 

Group Frequency Negative Acts 

Not bullied at all Never 
� individuals within this group reported 

experiencing no negative acts 

Not bullied Now and then 

� devaluing of your work and efforts 
� neglect of your opinions or views 
� ordered to do work below your level of 

competence (monthly) 

In between Occasional exposure to 
person related acts 

� ridicule or insulting teasing 
� gossip or rumours  

Latent bullying Now and then person 
related acts 

� offensive remarks about you or your private 
life 

� verbal abuse: insults 
� funny surprises 
� social exclusion 
� ridicule or insulting teasing (monthly) 

Work related bullying Weekly work related acts 

� withholding necessary information so that 
your work gets complicated 

� ordered to do work below your level of 
competence 

� devaluing of your work and efforts 
� social exclusion (monthly) 
� gossip or rumours (monthly) 

Victims Weekly or more often 

� ridicule or insulting teasing 
� gossip or rumours 
� social exclusion 
� offensive remarks about you or your private 

life 
� verbal abuse: insults 
� funny surprises 

 

 

Recent research into young employees in Australia, in which 5,262 young people 

participated, indicated that 23% of respondents had been bullied by either a manager, boss, 

colleague, or customer (NSW Department of Commerce: Office of Industrial Relations, 

2005). Despite this recent study, research in Australia is still lacking in terms of frequency 

data. As a result, McCarthy et al. (2002) estimated a conservative 10% frequency in 

Australia, after considering international prevalence studies. Scandinavian, UK and 

European research has identified the occurrence of upwards bullying as being between 2% 

and 27%, with a mean of 11% (figures obtained from a Table presented in Zapf et al., 2003, 

p. 116). Furthermore, Salin (2001) found that one-sixth of self-identified managerial targets 
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of workplace bullying reported being bullied by a staff member. Given the lack of 

Australian data especially in relation to upwards bullying it was considered important to 

explore the prevalence of upwards bullying within Australia. It was expected that the 

frequency of upwards bullying would be similar to the mean found within the Scandinavian, 

UK and European research.  

Impact of Workplace Bullying 

Impact to the Manager (Target) 

As introduced in Chapter Two, workplace bullying can have a range of personal 

effects on an individual who experiences it as well as those who witness it. As would be 

expected, an individual’s ability to function while at work is then affected (Einarsen, 2000). 

In general, bullying in the workplace can impact the organisation through loss of 

productivity, an increase in absenteeism and intention to leave, as well as the cost of 

intervention programs (Einarsen, 2000; Hadikin & O'Driscoll, 2000; McCarthy & Barker, 

2000; McCarthy et al., 1995). Evidence has consistently demonstrated that workplace 

bullying impacts on targets’ and witnesses’ job satisfaction (Einarsen & Mikkelsen, 2003; 

Einarsen & Raknes, 1997; Quine, 2001). Moreover, an increase in intention to leave has 

also been linked to workplace bullying. In a study of 150 undergraduate students, Djurkovic 

et al. (2004) found a positive correlation between physical symptoms, negative affect, and 

intention to leave. It was found that negative affect can lead to adverse health impacts, 

which can then result in increased intention to leave with the potential to impact 

productivity and increase turnover costs (Djurkovic et al., 2004). Findings from the 

interview study would also indicate that the experience of upwards bullying impacted on a 

manager’s health, and ability to work. For this reason it was felt that job satisfaction, 

intention to leave and organisational identification were considered important dependent 

variables that required further exploration in the questionnaire study. 

Job satisfaction, intention to leave, and organisational identification are generally 

accepted as impacting upon organisational performance. Low job satisfaction has been 

associated with absenteeism, and turnover (Robbins, Millett, Cacioppe, & Waters-Marsh, 

2001). Robins et al. (2001) in their review of the literature on job satisfaction suggest that 

there is a relatively small relationship between job satisfaction and productivity, but state 

that job satisfaction becomes more important when considering employees who have more 

control over their job. Thus, job satisfaction may be particularly relevant to managers who 

are upwards bullied, in that, a manager’s job satisfaction could be lowered due to an 

experience of upwards bullying. This is in line with workplace bullying research which has 

consistently found that the experience of workplace bullying has a negative affect on the 
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target’s job satisfaction (Einarsen & Mikkelsen, 2003; Quine, 1999; 2001). Furthermore, it 

was felt that intention to leave was an important variable to explore in relation to upwards 

bullying given the literature which has linked increased intention to leave to workplace 

bullying (Djurkovic et al., 2004; Quine, 1999). Interestingly, research has found that 

intention to leave a job was significantly predictive of actually leaving the job within the 

following two years (O'Reilly, Chatman, & Caldwell, 1991).  

While the variable of organisational identification has not been explored in relation to 

workplace bullying to the same extent as job satisfaction and intention to leave it stands to 

reason that as job satisfaction reduces and intention to leave increases, an employee’s 

identification with the organisation will be negatively effected. Organisational identification 

is defined as how much an employee defines him or herself through the attributes of his or 

her job (Dutton, Dunkerich, & Harquail, 1994). Low organisational identification has been 

linked to a lack of enthusiasm to accept directions (Dukerich, Golden, & Shortell, 2002; 

Schrodt, 2002) and employees not identifying with organisational purposes (Simon, 1997). 

Like job satisfaction, high organisational identification decreases turnover (Bamber & Iyer, 

2002). Thus, it was considered important to explore if job satisfaction, intention to leave 

and organisational identification is affected by the experience of upwards bullying. Each of 

these dependent variables will be explored using standardised measures to be introduced 

later in this chapter. In summary, it is expected that the experience of upwards bullying will 

decrease a manager’s job satisfaction and organisational identification and increase their 

intention to leave. As a result, it was hypothesises that: 

 

Hypothesis: Managers who were not bullied would have higher job 
satisfaction than those who have been bullied. 

 

Hypothesis: Managers who were not bullied would have lower 
intention to leave than those who have been bullied. 

 

Hypothesis: Managers who were not bullied would have higher 
organisational identification than those who have been bullied. 

 

Impact to the Workgroup 

Furthermore, given the detrimental impacts that workplace bullying can have on 

individuals (see Einarsen, 2000; Einarsen & Mikkelsen, 2003), it was considered important 

to explore how the manager’s workgroup is affected when a manager is upwards bullied. 

Findings from study one suggested that the workgroup was impacted upon because they too 

were involved in a grievance investigation or the conflict itself. This resulted in increases in 
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tension within the workgroup with divisions within the workgroup developing. For this 

reason a number of open questions were developed to explore further and confirm the 

findings of the first study. It was expected that impacts similar to those found in the first 

study will also be found in the questionnaire study. 

Management of Upwards Bullying 

Actions by the target 

Research into workplace bullying has explored the role reactions of targets play in the 

occurrence of workplace bullying (Keashly & Harvey, 2006). Zapf and Gross (2001) argue 

that the response of targets may further escalate the conflict between the perpetrator and 

themselves. Indeed, targets who successfully coped with workplace bullying were better at 

recognising and avoiding escalating behaviour by using less active direct strategies to de-

escalate the situation (Zapf & Gross, 2001). Furthermore, the findings from the interview 

study would suggest some of the behaviours by the manager (e.g., did nothing) may have 

escalated the situation further. Therefore, it was considered important to explore the actions 

taken by the target within and outside of the workplace. By exploring the actions of the 

target, a better understanding of the actions targets felt were useful in resolving the situation 

will be understood, thereby identifying possible management strategies.  

Support 

The provision of support has been suggested as one way in which the negative impact 

of workplace bullying can be reduced. Quine (1999) even suggests that “support at work 

may function as a buffer against stress by providing resources to enable [targets] to cope” 

(Quine, 1999, p. 231). Conversely, it has been suggested that the lack of support is central 

to the ability or inability of targets to cope (Lewis & Orford, 2005; Leymann & Gustafsson, 

1996; Matthiesen, Aasen, Holst, Wie & Einarsen, 2003). In an interview study of 10 women 

who had experienced workplace bullying, Lewis and Orford (2005) found that being heard 

and ‘believing in you’ was important to a sense of support. Similarly, questioning an 

individual’s account was described as unhelpful (Lewis & Orford, 2005).  

Seeking support, however, is proactive and is not a behaviour someone who is feeling 

helpless and victimised would be likely to perform (Lee, 1997). Because of the position a 

manager holds and the expectations they and others may have of their role, it was proposed 

(Proposition 5) that when faced with upwards bullying a manager could feel constrained in 

how they seek assistance or support. Indeed, the findings from the interview study would 

indicate that managers did feel constrained in how they could seek support while at work, 

suggesting that support from colleagues, family and friends was helpful to them. This 
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finding is supported by Lee (1997) who suggested that managers would more often seek 

help from colleagues, rather than more senior managers, due to concerns they will appear 

incompetent. As a result, social support was explored using a standardised measure of 

perceived social support from three sources, senior management, colleagues and family and 

friends (to be introduced later in this chapter). It was hypothesised that: 

 

Hypothesis: Managers who self-identified as having experienced 
upwards bullying would feel less supported by their manager, than 
those who had not experienced upwards bullying. 

 

Hypothesis: Managers who self-identified as having experienced 
upwards bullying would feel more supported by their colleagues, 
friends and family sub-scales, than those who had not experienced 
upwards bullying.  

 

Having reviewed the literature and outlined the research expectations and 

hypothesises the design and specific measures used within the questionnaire will now be 

explained in further detail.  

Participants 

Participants were recruited from three different populations. Data were obtained from 

managers and supervisors within the same organisation who participated in the interview 

study (Study 1-Groups 1 and 2). Data was also collected from managers and supervisors 

from additional organisations and postgraduate students. Demographic details of the three 

samples can be seen in Table 10. 

Sample One 

Three-hundred and fifty-six managers within a cross-section of a Government Owned 

Corporation (GOC; see Chapter Six for an explanation of the participating organisation) 

were contacted by their employer via an e-mail informing them of the study, endorsing the 

study, and inviting them to complete the questionnaire by either clicking on a hyperlink in 

the e-mail, or contacting the researcher by phone (see Appendix E, for the initial e-mail sent 

to employees). The range of distribution methods was necessary in order to accommodate 

the specific requirements relating to accessibility of the organisation. Within the 

introductory e-mail, it was stressed to staff that the study was for research purposes only 

and the information would remain anonymous and confidential. This was to overcome any 

concerns on the part of respondents that participation or non-participation could impact 

adversely upon their employment. Eight-two questionnaires were completed (response rate 
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of 23%) either via a web-based (n = 79), a paper-based (n = 2), or telephone interview 

questionnaire (n = 1). 

 

Table 10 
Details of respondent demographics 

  Sample  
One 

Sample  
Two 

Sample 
Three 

Total 

Total  82 19 37 138 

Male 70 6 17 93 
Gender 

Female 12 13 20 45 

Less than 20 0 0 0 0 
Over 20 but less than 30 1 1 10 12 

Over 30 but less than 40 20 7 16 43 

Over 40 but less than 50 36 3 4 43 

Over 50 but less than 60 20 8 6 34 

Age 

Over 60 5 0 1 6 

Supervisor 4 6 6 16 

Manager 61 9 26 96 Level 

Senior Manager 17 4 5 26 

Part-time 3 2 0 5 

Full-time 79 16 36 131 

Casual 0 0 1 1 
Employment 

Missing 0 1 0 1 

Temporary 0 2 2 4 

Permanent 52 16 29 97 
Employment 

Basis 

Contract 30 1 6 37 

Less than 1 year 3 0 3 6 

1 year to less than 2 years 7 1 6 14 

2 years to less than 5 years 4 2 8 14 

5 years to less than 10 
years 

14 4 12 30 

10 years to less than 20 
years 

20 10 6 36 

Tenure 

20 or more years 34 2 2 38 

Disability 1 1 0 2 

NESB 8 3 8 19 

Other 3 1 2 6 

NA 68 12 26 106 

Equity 

Missing 2 2 1 5 

Major Centre 75 13 25 113 

Regional Area 7 4 7 18 Place 

Missing 0 0 7 7 

Note. Sample One = Respondents from a Government Owned Corporation; Sample Two = 
Respondents from additional Organisations; Sample Three = Postgraduate Respondents   
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Unfortunately, despite meticulous care and checking of all aspects associated with the 

on-line questionnaire, there were unforeseen and unavoidable difficulties with data 

gathering, which may in part account for the low response rate. After the initial e-mail was 

sent to possible participants informing them that the on-line questionnaire was available, a 

major difficulty occurred with the server hosting the web-based questionnaire. This meant 

no one was able to access the questionnaire for 10 days while the complex issue with the 

independent server was addressed by IT staff. Once this issue was corrected, a follow up e-

mail was sent to the same participants informing them that the site was open and ready for 

individuals to complete the questionnaire.  

The response rate from the GOC was far lower than was expected. For instance, web- 

and paper-based questionnaires on average have a response rate between 30 and 50 per cent 

(Thomas, 2004). Furthermore, in workplace bullying research, a response rate of over 45 

per cent has been recorded (e.g., Bjorkqvist et al., 1994). The difficulties experienced with 

accessing the questionnaire on-line may have resulted in a low response rate because of 

security concerns on the part of the potential respondents. Inspection of the data, however, 

suggests the sample was representative of the wider organisational population. 

Of those who responded, there were 70 males and 12 females. This was to be 

expected given the gender imbalance present in the organisation, with women forming just 

under 10 per cent of the total workforce. The age of respondents ranged from ‘over 20 but 

less than 30’ (n = 1), to ‘over 60’ (n = 5), with the mean response ‘over 40 but less than 50’ 

(n = 36). Again, this is consistent with the demographics of the organisation, with most 

staff over the age of 40. Of the 82 respondents, four self-identified as supervisors, 61 as 

managers, and 17 as senior managers. The majority of respondents had been with the 

organisation for ‘20 or more years’ (n = 34), again consistent with the demographics of the 

organisation. Nine respondents within this sample self-identified as upwards bullied.  

Sample Two 

Due to the low response rate from the original participating organisation, individuals 

from additional organisations were contacted to assist in the administration of the 

questionnaire. Organisations were contacted based on their interest in the research program 

(they had contacted the researcher as a result of media interest), or through the researcher’s 

professional network. Sixteen organisations or associations were contacted (either in person 

or via e-mail) and asked if they would be interested in distributing the questionnaire within 

their organisation. In total, 68 additional questionnaires were distributed to nine 

organisations or associations, with 19 respondents returning a completed questionnaire, 

constituting a 33 per cent response rate.  
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Of those who responded, six were male and 13 were female. The age of respondents 

ranged from ‘over 20 but less than 30’ to ‘over 50 but less than 60’, with ‘over 30 but less 

than 40’ the mean age of respondents. Of the 19 respondents, six self-identified as 

supervisors, nine as managers, and four as senior managers. The majority of respondents 

identified as working for a publicly owned organisation (n = 15), while the remaining four 

identified as working for a privately owned organisation. Eleven managers within this 

sample self-identified as upwards bullied.  

Sample Three 

In addition, convenors of seven postgraduate programs (consisting of approximately 

100 students in total) within an urban university were approached and asked if they would 

agree to distribute the questionnaire to their students. Only Convenors of courses that were 

either core courses (i.e., student are required to complete these courses), or courses that 

were related to the questionnaire topic (e.g., Leadership) were approached. There was 

minimal overlap of students as Convenors from three different degree programs were 

contacted. All Convenors who were approached agreed to administer the questionnaire to 

their postgraduate students. Students who had already completed the questionnaire or those 

who had never been employed were given an alternative task while other students 

completed the questionnaire. Where appropriate, the researcher offered to facilitate a 

workshop to students on conflict and workplace bullying. In total 72 students (Managers = 

37; Team Member = 35) completed the questionnaire. Of the 37 (Male = 17; Female = 20) 

managers who completed the questionnaire, six identified themselves as a supervisor, 26 as 

a manager, and five as a senior manager. The mean age of the respondents was ‘over 30 but 

less than 40’. Eighteen of the managers within this sample identified as working within a 

private organisation, while the remaining 19 identified as working in a public organisation. 

Eleven managers within this sample of 72 self-identified as having experienced upwards 

bullied.  

Questionnaire Development 

Questionnaires are one of the best means for collecting data from a population too 

large to observe (Babbie, 2001). This study was part of a wider study into workplace 

bullying within the participating organisation. As a result, the range of demographic 

questions and variables within the questionnaire were in part informed by the needs of the 

participating organisation. A range of validated scales were considered for inclusion in the 

questionnaire. The scales and number of items were dependent on the criteria provided by 

the participating organisation. As a result a range of scales were considered and rejected 
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either because they were considered too lengthily, or were not acceptable to the 

organisation. Further, data gathered in the first study of the research program in relation to 

the nature of upwards bullying was used to develop items that specifically measured 

upwards bullying. As such the questionnaire included newly developed upwards bullying 

items, a range of questions drawn from the revised Negative Acts Questionnaire (NAQ-R, 

Einarsen & Hoel, 2001), and a range of other scales to be outlined within this section. In 

order to confirm findings in the first study, a number of fixed-answer questions and open-

ended questions were also used. As the primary purpose of this study was to expand on the 

findings of the first study, the theoretical drive of the questionnaire study was deductive. 

Informed Consent 

The Griffith University’s model for informed consent was followed (see Appendices 

F and G for Information Sheet and Coversheet to Questionnaire). Potential respondents 

were informed on both the Information Sheet and Coversheet that their participation was 

voluntary and was not a condition of their employment, that in the reporting of any 

information, confidentiality and anonymity were ensured, that only members from the 

research team would have access to the completed questionnaires, and that returning or 

submitting a completed, or partly-completed, questionnaire was an indication that the 

respondent has consented to their participation in the research. Finally, the Information and 

Coversheet contained the contact details of the researchers and appropriate University 

officers in case respondents wished to follow up any concerns or questions. Those 

participants completing an online questionnaire were encouraged to read, print and retain 

the Information Sheet. Similarly, participants with hard copy questionnaires were 

encouraged to read, detach and retain a copy of the Information Sheet. For those completing 

the questionnaire via a telephone interview, the Information Sheet was outlined by the 

researcher. Participants also had access to the Information Sheet via the web version of the 

questionnaire. The Information Sheet and Coversheet of the questionnaire were both 

presented on Griffith University letterhead. 

Questionnaire Design 

The questionnaire was divided into four parts (see Appendix H, Questionnaire-Form 

A). Part 1 consisted of a range of demographic questions, such as, age, gender, length of 

time with the organisation, equity group members, organisational position (for instance, 

supervisor, manager, senior manager), and employment status (including if respondents 

were part time, full time or casual, as well as temporary, permanent or contract). The 

literature recommends that demographic questions be presented at the end of a 
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questionnaire (Thomas, 2004). However, it was felt respondents would be more 

comfortable answering demographic questions prior to answering questions regarding 

potential negative experiences at work. This approach was based on Salin’s (2001) study, 

where demographic questions were asked first. Part 2 consisted of questions that asked the 

respondents about working in their organisation. Job satisfaction, intention to leave, and 

organisational identification scales were used within this part of the questionnaire. Part 3 

consisted of questions from the altered NAQ-R, upwards bullying items, and open-ended 

questions as to individual’s experiences of upwards bullying, if identified. Finally, Part 4 

consisted of questions which probed why upwards bullying can occur. Each of these parts 

will now be expanded upon.  

Part 1—About You   

This part of the questionnaire began with eight demographic questions. As with other 

parts of the questionnaire, the demographic questions were developed in conjunction with 

the participating organisation. Each of the demographic questions used had the potential to 

divide the sample into meaningful groups for further analysis. The first demographic 

question enquired about age, with the option of six age groups: ‘under 20’; ‘Over 20 but 

less than 30’; ‘Over 30 but less than 40’; ‘Over 40 but less than 50’; ‘Over 50 but less than 

60’; and ‘Over 60’. The second question related to gender, with ‘male’ and ‘female’ 

options. The third question requested the participant to state which best describes their 

employment level: ‘Manager’; ‘Supervisor’; or ‘Senior Manager’. The fourth question 

enquired whether the participant was a ‘Part time’, ‘Full time’ or ‘Casual’ employee, while 

the fifth question asked if their positions were ‘Temporary’, ‘Permanent’, or ‘Contract’. The 

sixth question enquired about the length of time the participant had worked for the 

organisation, with six fixed options: ‘Less than 1 year’; ‘1 year to less than 2 years’; ‘2 

years to less than 5 years’; ‘5 years to less than 10 years’; ‘10 years to less than 20 years’; 

and ‘20 or more years’. The seventh demographic question asked if the participant belonged 

to any equity groups, with five options: ‘People with a disability’; ‘People from a non-

English-speaking background’; ‘Aboriginal and Torres Strait Islander people’; ‘Other. 

Please state:’ (option for people within other equity groups); and ‘N/A’ (for those not in an 

equity group). The final question within the demographic section asked where the 

participant’s main place of employment was, with two options: ‘Major centre (e.g., 

Brisbane, Rockhampton)’; or ‘Regional area (e.g., Central Queensland, Northern 

Queensland)’. A number of these questions acted as independent variables in the analyses 

of the questionnaire. 
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Part 2—Working at Your Organisation 

The second part of the questionnaire consisted of a number of scales that explored job 

satisfaction, intention to leave, organisational identification, and social support. These 

scales were used as dependent variables in future analysis. Each of these scales will now be 

expanded upon. 

Job Satisfaction Measure.  Job satisfaction was considered a vital dependent variable, 

as job satisfaction has consistently been found to be negatively related to an experience of 

or witnessing workplace bullying (for instance, Einarsen & Raknes, 1997; Quine, 1999). To 

assess participants’ overall level of job satisfaction, three items from Quinn and Shepard’s 

(1974) the Quality of Employment survey were used. This measure consisted of three items: 

“If a good friend of yours told you, he/she was interested in working at [organisations 

name], would you:” [strongly advise against it to strongly recommend]; “Your overall 

satisfaction with your job.” [very dissatisfied to very satisfied]; and “Does your job meet 

the expectations you had when you started it?” [Not at all to To a large extent]. While other 

scales such as the Overall Job Satisfaction by Cammann, Fichman, Jenkins, and Klesh 

(1983) and Job Satisfaction Index by Schriesheim and Tsui (Tsui, Egan & O’Reilly, 1992) 

were considered, the scale and items used accorded with the purpose of the study and needs 

of the organisation because it most succinctly captured the concept of job satisfaction.  

Each question was scored on a five-point Likert scale, with idiosyncratic responses 

for each item. The wording of the items was adapted in a way that made them consistent 

with the organisational context of this study. The scale was scored by calculating the mean 

score of the three items across each participant. Similarly, using the approach taken by 

Quinn and Staines (1979), specific questions were included to assess the participants’ 

satisfaction with the people they work with, the information provided by these people, and 

their workload. This measure was used to explore the impact of upwards bullying on a 

Manager’s (target) job satisfaction. 

Intention to Leave Measure.  The second standard measure used within the 

questionnaire was based on the research by O’Reilly, Chatman, and Caldwell (1991). 

Intention to leave was considered an important dependent variable, as research into 

workplace bullying has consistently found a positive relationship between intention to leave 

and an experience of or witnessing workplace bullying (e.g., Djurkovic et al., 2004). This 

measure was used to explore the impact of upwards bullying on a Manager’s (target) 

intention to leave. Following the approach taken by Scott et al. (1999), intention to leave 

was measured using four items: “I would prefer a different job to the one I now work in”; “I 

have thought seriously about changing organisations since I began working here”; “I hope 

to be working for [organisation] until I retire [reverse]”; and “I seriously intend to look for 
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another job outside [organisation] within the next year”. To check for common method 

bias, the third item was reversed. Although originally using a seven-point Likert scale, to fit 

the overall design of the questionnaire a five-point Likert scale was used, that is: ‘Strongly 

disagree’; ‘Disagree’; ‘Unsure’; ‘Agree’; and ‘Strongly agree’. As with the job satisfaction 

scale, the wording of each item was altered to fit the organisational context and was scored 

by calculating the mean. Alternative approaches to measuring intention to leave such as the 

single item method used by Djurkovic et al. (2004) was considered. However, as the 

O’Reilly et al. (1991) four item scale displays reasonably high Cronbach's alphas of around 

0.83 (Scott et al., 1999), and has been found to predict turnover quite well (O’Reilly et al., 

1991) it was considered the best measure of intention to leave to use in the present study. 

Organisational Identification—In-group Identification Measure.  Four in-group 

identification questions, based on those developed by Doosje, Ellemers and Spears (1995), 

formed the third standard measure used within the questionnaire. As with job satisfaction 

and intention to leave, organisational identification was considered an important dependent 

variable to explore, as it could be expected that as job satisfaction reduces and intention to 

leave increases, an employee’s identification with the organisation will be impacted upon. 

This measure was employed to investigate organisational identification, and consisted of 

four items assessed on the same Likert scale as the intention to leave measure: “I see myself 

as a member of [organisation]”; “I am pleased to work for [organisation]”; “I feel strong 

ties to other staff at [organisation]”; and “I identify with other staff at [organisation]”. 

Although originally developed to differentiate between psychology students with high and 

low in-group identification (Doosje et al., 1995), the measure has been directly related to 

self-categorisation theory, as opposed to self-stereotyping (Spears, Dossje & Ellemers, 

1997). As a result, it was considered applicable to the current theoretical development of 

upwards bullying. Alternative measures, such as those used by Seigel and Sisaye (1997) and 

Mael and Ashforth (1992) were either considered unsuitable for the current study because 

they did not reflect the needs of the organisation or were unobtainable. This measure is 

reliable, with a Cronbach’s alpha of 0.81 (Spears et al., 1997). Originally, the measure was 

scored on a seven-point Likert scale, with possible responses from 1 (‘Not at all’) to 7 

(‘Very much’) (Spears et al., 1997). To fit with the overall structure of the current 

questionnaire, the seven-point scale was replaced with a five-point scale: ‘Strongly 

disagree’; ‘Disagree’; ‘Unsure’; ‘Agree’; and ‘Strongly agree’. Organisational identification 

was scored by calculating the mean response for each participant across each of the four 

items. This measure was used to explore the impact of upwards bullying on a Manager’s 

(target) organisational identification. 
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Social Support.  In order to test for the amount of support a manager perceived as 

available to them from a variety of sources within and outside of the workplace, a validated 

measure developed in 1975 by Caplan, Cobb, French, Van Harrison and Pinneau (1980) 

was used. This measure was used to explore self-identified targets of upwards bullying 

perceived social support from either senior management, colleagues and family and friends. 

An alternative scale by Allen, Amason and Holmes (1998) was considered for use however, 

due to a lack of items in relation to support from family and friends (an issue identified 

within the first study as important), this scale was not used. Caplan et al.’s (1980) social 

support measure is widely used by researchers and is considered to be one of the most 

established measures of social support (Lim, 1996). This scale is considered to be a reliable 

(Cronbach’s alphas range from 0.86 to 0.91) and valid scale of social support (Fields, 2002) 

and as a result was chosen for the present study. Social support was considered an important 

dependent variable as the provision of support (Quine, 1999) and the lack of support (Lewis 

& Orford, 2005; Leymann & Gustafsson, 1996; Matthiesen, Aasen, Holst, Wie & Einarsen, 

2003) have been found to be central to a target’s ability or inability to cope with workplace 

bullying.  

The measure consists of three subscales that measure the support obtained from three 

sources, your supervisor (boss), co-workers (colleagues), and relatives/friends (Caplan et 

al., 1980). Respondents are asked to rate each source on: “How much each of these people 

go out of their way to help make your work life easier for you?”; “How easy is it to talk with 

each of following people about your work?”; “How much can each of these people be relied 

on when things get tough at work?”; and “How much are each of the following people 

willing to listen to your personal problems, particularly work problems?” (Caplan et al., 

1980). Responses were measured on a five-point Likert scale, where four equalled ‘Very 

much’, three equalled ‘Somewhat’, two equalled ‘A little’, one equalled ‘Not at all’, and 

zero equalled ‘Not applicable’. Responses for each source were then summed to form three 

separate totals. For example, the four answers to the supervisor (boss) source were added 

together to form the supervisor (boss) social support measure (Caplan et al., 1980). This 

process was repeated for the other two sources of colleagues and family and friends. 

Part 3—About Where You Work  

Within Part 3, one standard measure the Negative Acts Questionnaire (NAQ) was 

used (Einarsen & Hoel, 2001; Einarsen & Raknes, 1997) to confirm the bullying behaviours 

identified in the first study and the frequency of upwards bullying behaviours. Although 

originally developed in Scandinavia, the NAQ has been adapted for English language use, 

revised and labelled the Negative Acts Questionnaire-Revised (NAQ-R). The NAQ-R 
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consists of items that relate to bullying behaviour, although no reference to the term 

bullying is used until after the respondent has rated the behavioural items (Einarsen & Hoel, 

2001). Using a five-point Likert scale, respondents are asked to indicate how often they 

have experienced individual bullying behaviours: never, now and then, monthly, weekly or 

daily (Einarsen & Hoel, 2001). After completing the behaviourally based items, respondents 

are then provided with a definition of workplace bullying and asked if, according to this 

definition, they have been bullied (Einarsen & Hoel, 2001). Bullying is considered to have 

occurred if an individual experiences any one of the bullying behaviours on a weekly or 

daily basis (Salin, 2001). This approach is often considered objective and reliable and 

overcomes the issues of normalisation presented when using only a definition of workplace 

bullying (Salin, 2001).  

The NAQ-R possesses two underlying factors, personal bullying and work-related 

bullying (Einarsen & Hoel, 2001). Personal bullying consists of 12 items that address 

negative behaviours directed at aspects of the person (e.g., gossiping, insults, teasing, and 

criticism). Work-related bullying questions comprise of eight items that relate to behaviours 

that directly occur within the workplace, such as excessive and/or unreasonable monitoring, 

withholding of information, and unreasonable work expectations. The NAQ-R is considered 

a valid and reliable tool to measure workplace bullying (Einarsen & Hoel, 2001). For 

instance, Einarsen and Hoel (2001) report that “studies have shown that internal stability of 

the scale is high, ranging from .87 to .93 as measured by Cronbach’s alpha” (p. 1) 

suggesting a high reliability. 

Hence, the questionnaire consisted of items from the NAQ-R with adjustments as 

suggested by Hoel et al. (2001). For every item within the NAQ-R, it was necessary to add 

‘staff member(s)’ so that respondents were clear as to who displayed the behaviour. 

Furthermore, six items from the NAQ-R were removed because they were not considered to 

be behaviours that staff members could realistically use to bully a manager, due mainly to 

lack of resources or authority to do so (e.g., the ability to order a manager to perform a 

task). As these behaviours related to access to resources or authority, five of the items 

removed were from the second factor, work-related bullying. Although it is recognised that 

the removal of the five items from the questionnaire’s work related bullying factor would 

alter the structure of the NAQ-R, these items were considered to be inappropriate and not 

suited to the question respondents were being asked to answer. Furthermore, findings from 

the qualitative study with 24 managers indicated these were not reported as behaviours that 

staff had engaged in to bully their manager. The items that were removed can be seen in 

Table 11. In addition, an item in relation to ‘threats of violence or physical abuse’, which 

was removed from the original NAQ when revised (Einarsen & Hoel, 2001), was included 
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within the current scale because findings from Study One indicated that this behaviour may 

be used by staff.     

 

Table 11 
Items removed from NAQ-R 

1. Being ordered to do work below your level of competence (work-related bullying) 

2. Having key areas of responsibility removed or replaced with more trivial or unpleasant tasks 
(work-related bullying) 

3. Being given tasks with unreasonable or impossible targets or deadlines (work-related bullying) 

4. Pressure not to claim something which by right you are entitled to (e.g. sick leave, holiday 
entitlement, travel expenses (work-related bullying) 

5. Being exposed to an unmanageable workload (work-related bullying) 

6. Having allegations made against you (personal bullying—this item was excluded from the NAQ-
R, with similar items included in the upwards bullying items) 

 

Following the inventory of bullying behaviours, a definition of workplace bullying 

was provided. This definition was based on the participating organisation’s definition of 

workplace bullying, which fulfils the essential elements identified in the literature and was 

used with all samples. This was the first time in the questionnaire the word bullying was 

used. Based on the definition provided, respondents were asked if they had experienced 

bullying in the previous six months. If the respondent answered ‘No’, they were directed to 

proceed to question 30, which asked respondents if they had witnessed workplace bullying, 

again using the same definition provided. Alternatively, if respondents answered ‘Yes’, they 

were directed to complete a range of questions to do with their experience of being bullied. 

These questions were a range of fixed response and open-ended questions, and can be seen 

in Table 12; the questions allowed for specific elements of the respondent’s experience to 

be explored and overcame the criticism of the NAQ-R that it does not allow for contextual 

factors (Salin, 2001).  

In line with the workplace bullying definitional question, respondents who answered 

‘No’ to the witnessed definitional question (“Have you witnessed another supervisor or 

manager of [organisation name] being bullied by a staff member while at [organisation 

name] within the last six months?”) were directed to proceed to the final question in Part 4. 

If respondents answered ‘Yes’ to the witnessed definitional question, they were directed to 

answer three questions in relation to their experience of witnessing upwards bullying. These 

questions were: “How was the supervisor or manager bullied” (Open-ended question); 

“Did witnessing this behaviour affect your work in any way” (Yes/No response); and “If 

yes, how:” (Open-ended question). 
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Table 12 
Questions about upwards bullying experience 
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Additional Upwards Bullying Items.  In order to more specifically address the 

research question and in accordance with the recommendations of Hoel et al. (2001), items 

relating to upwards bullying behaviours were developed. In total 12 upwards bullying items 

were developed after reviewing the literature and examining the findings of the interview 

study. These items were designed to complement the items within the NAQ-R, with all 

items presented in behavioural terms. These items were presented in a separate table within 

the questionnaire, following the behavioural items of the NAQ-R but prior to the 

definitional question, to suit the design and structure of the questionnaire. The additional 

upwards bullying items can be seen in Table 13. These items and the NAQ-R items were 

scored by calculating the percentage each item was rated by, and calculating the number of 

respondents who indicated they had experienced more than one negative act at least weekly. 

The final method was used to confirm those who self-identified as being bullied using the 

definitional question. 

 

Table 13 
Upwards bullying items included within questionnaire 

1. A staff member(s) withholding expertise which affects your performance 

2. Being informed by a staff member(s) of tasks they have not completed just before a deadline  

3. Being reminded by a staff member(s) of the rules of the workplace in an inappropriate manner 

4. Pressure from a staff member(s) not to implement disciplinary action which you believe should 
be carried out by you 

5. Staff member(s) becoming a nuisance by annoying you in an inappropriate manner, until you 
give them what they want 

6. A staff member(s) obtaining the support of other staff to back up their own (unreasonable) 
request 

7. A staff member(s) logging a grievance or making allegations which are later found to be 
frivolous 

8. A staff member(s) threatening to log a grievance against you 

9. A staff member(s) going over your head (to your manager) to intimidate you to change a 
decision you have made (or will make) 

10. A staff member(s) using a third party to intimidate you into altering a decision you have made 
(or will make) 

11. A staff member(s) not completing work assigned by you, which affects your performance 

12. A staff member challenging your authority in front of others 

 

Part 4—Why Inappropriate Work Behaviours Occur 

Part 4 consists of two final questions for all participants to complete. Firstly, 

respondents were asked; “What do you think are the main reasons staff may bully their 

supervisors or managers at [organisation’s name]?”. In keeping with the overall structure 

of the questionnaire, the 22 fixed response items were scored using a five-point Likert scale 
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ranging from ‘Strongly disagree’, ‘Disagree’, ‘Unsure’, ‘Agree’, to ‘Strongly agree’. This 

question aimed to illicit third party perceptions of the causes of upwards bullying. As such, 

the items within this question were developed while considering attribution theory (as 

introduced earlier) (Weary, Stanley & Harvey, 1989). Items were developed based on 

attribution theory: External/Stable (e.g., attributions related to the external environment and 

situation); External/Unstable (e.g., attributions that could be related to luck); Internal/Stable 

(e.g., attributions in relation to the person’s personality); and Internal/Unstable (e.g., 

attributions that relate to a person’s level of effort). Furthermore, items were also developed 

from themes that emerged either within the interview study, or the workplace bullying, 

power and dependency and social identity literature. Consequently, personality, lack of 

respect for management, distrust of management and alignments within the workplace, for 

example, were included within this question. Moreover, within Proposition One, 

organisational factors were proposed as factors that may contribute to upwards bullying. As 

a result, items such as communication and training were included within this question. 

Items used within this scale are presented in Table 14, with the attributional focus as well as 

the theoretical bases for the item.  

Secondly, respondents were asked, “Any other comments you would like to add?”. As 

such, this question was presented in an open-ended format and concluded the questionnaire. 

This question aimed to provide respondents with an opportunity to add any further thoughts 

or comments about the questionnaire, their experience or suggestions. A number of 

respondents took this opportunity to explain answers provided in previous questions.  

Notice to Respondents 

Within the questionnaire, a notice (Appendix H, Questionnaire-Form A) was included 

informing the respondents that the survey was ‘for research purposes only’. This notice 

directed respondents who would like to follow up any issue relating to workplace bullying 

to support services within the organisation if appropriate or Australia (e.g., Workplace 

Mobbing Australia).  
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Table 14  
Causes of upwards bullying—Items 

Item  
No. 

Item Attribution Theoretical Bases for Item 

1.  The personality of the bully Internal/Stable Workplace bullying research  
(e.g., Baumeister et al., 1996; Stucke 
& Sporer, 2002)  

2.  The personality of the 
supervisor or manager 

Internal/Stable Workplace bullying research  
(e.g., Coyne et al., 2000)    

3.  Supervisor or manager too 
hesitant to report bullying by 
staff 

Internal/Stable Study 1—Wary to report upwards 
bullying 

4.  A way for the bully to get what 
he/she wants in the workplace 

Internal/Unstable Study 1—Staff member trying to get 
what they want 

5.  Other reasons associated with 
the bully/ies (e.g., envious of 
supervisor or manager, 
prejudices) 

Internal/Unstable Social Identity Theory 
 

6.  Reasons associated with the 
supervisor’s or manager’s 
vulnerability (e.g., supervisor 
or manager is new to the 
organisation, manager unwell, 
etc.) 

Internal/Unstable Social Identity Theory 
Study 1—Manager new to the 
organisation 
 

7.  Supervisor or manager 
showing lack of effort or 
concern towards staff needs 

Internal/Unstable Attribution Theory 
(Weary et al., 1989) 

8.  Poor communication skills of 
the bully (e.g., too aggressive, 
doesn’t listen, manipulates)  

Internal/Stable 
 

Study 1—Need for training 

9.  Poor communication skills of 
the supervisor or manager 
(e.g., lack of assertion, doesn’t 
listen, shyness) 

Internal/Stable 
 

Study 1—Need for training and 
grooming of managers—Need to 
enhance communication with staff 

10.  Poor management skills of the 
supervisor or manager (e.g. 
supervisory skills/feedback 
skills) 

Internal/Stable 
 

Study 1—Need for training and 
grooming of managers 
– Need to enhance communication 
with staff 

11.  Lack of effective organisational 
policies and procedures  

External/Stable Study 1—Problems with 
organisational process 
—Need to strengthen organisational 
system 

12.  Lack of effective organisational 
policies and procedures  

External/Stable Study 1—Problems with 
organisational process 
—Need to strengthen organisational 
system 

13.  Lack of staff training and 
development programs for 
supervisors and managers 

External/Stable Study 1—Need for training and 
grooming of managers 

14.  Lack of staff training and 
development programs for staff 

External/Stable Study 1—Need for training  

15.  Bullying is an intrinsic part of 
work culture  

External/Stable Workplace bullying research 
(Salin, 2003b)  
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Table 14 (continued)  
Causes of upwards bullying—Items  

Item  
No. 

Item Attribution Theoretical Bases for Item 

16.  The perception that the 
supervisor or manager is not 
supported by their manager or 
upper management 

External/Stable Power— illegitimate power 
Study 1—Lack of support from 
senior management 

17.  The perception that the 
supervisor or manager lacks 
the support of the immediate 
work group 

External/Stable Social Identity Theory 

18.  Lack of respect for a 
manager’s authority by some 
staff 

External/Stable Power— illegitimate power 
 

19.  The level of distrust staff have 
in management 

External/Stable Social Identity Theory 

20.  Supervisor or manager 
needing to deal with 
unresolved interpersonal 
conflict in the immediate work 
group 

External/Unstable Study 1—Ongoing issues that are 
not resolved  

21.  Bad luck, being in the wrong 
place at the wrong time 

External/Unstable Attribution Theory 

22.  Payback, staff responding to 
something the supervisor or 
manager has done  

External/Unstable Study 1—Payback 

23.  Other supervisors or 
managers aligning themselves 
with the bully 

External/Unstable Workplace bullying literature 
(Einarsen et al., 2003)   

 
 

Future Research 

Moreover, at the end of the questionnaire, respondents were given the option of 

identifying their willingness to participate in future research into counter-productive 

behaviours by providing their preferred contact details. As this involved participants 

providing identifying details (e.g., name and telephone number), the personal details were 

automatically separated from the main on-line questionnaire. For any hard copies of the 

questionnaire, this information was provided on a detachable page, which was separated 

from the main questionnaire when the questionnaires were collected. This information was 

then stored separately from the questionnaire data. 

Pilot Study 

A pilot study to test the validity of the questionnaire was conducted with a small 

group of managers within the participating organisation. Piloting the questionnaire is useful 

as it provides information about time length and checks for any errors, ambiguous questions 

or unclear instructions, thus ensuring the data obtained from the final data collection from a 

wider population is accurate (Babbie, 2001; Thomas, 2004). Participants within the pilot 

study were asked to complete additional questions, such as: “How clear or suitable was the 
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wording for each question?”; “If you found the wording of a question unsuitable, would you 

have any suggestions on how each question could be worded?”; “Was it easy to follow from 

one question to another?”; “If you had any problems, what were they?”; and “Any general 

comments”. As a result of the trial, it was estimated that the questionnaire would take 

between 5 and 20 minutes, depending on the respondent’s experience of upwards bullying. 

Very minor changes were made as a result of the pilot study (e.g., grammatical errors).   

Variation to Questionnaire Design 

It was necessary to develop an alternative form of the questionnaire in relation to the 

demographics because the questionnaire was to be administered to participants within a 

range of contexts. As a result, additional questions were added to the first questionnaire 

(Form A, outlined previously, see Appendix H), which was administered within a single 

organisation. The second form (Form B, see Appendix I) was required to suit participants 

within a range of organisational contexts (for instance, public and private organisations, and 

postgraduate students). For example, Form A was altered by replacing the organisation’s 

name with ‘your organisation’. Further, in order to compare respondents within different 

contexts, additional questions were required within Part 1 (demographics). Questions as to 

the type of organisation: “Which of the following options best describes your organisation”-

fixed response of either ‘Private organisation’ or ‘Public Organisation’; “the size of the 

organisation”-fixed response of either ‘Small’ (under 50 staff), ‘Medium’ (above 50 but 

smaller than 500 staff), ‘Large’ (above 500 but smaller than 5000 staff), or ‘Very large’ 

(above 5000 staff); and “the industry or sector the respondent works”-fixed responses of 

‘Health’, ‘Transport’, ‘Service’, ‘Manufacturing’, ‘Education’, ‘Agriculture’, and an open 

response of ‘Other’, were included. 

As Form B was administered to postgraduate students, there was the potential for the 

questionnaire to be completed by individuals who were not in a supervisory or managerial 

capacity. Hence, two adjustments to Form A were made to accommodate this varied 

sample. Within Part 1 (About You), respondents were able to identify if they were a senior 

manager, manager, supervisor or team member. In addition, within Part 3 (About Where 

You Work), another section was included for individuals who identified themselves as a 

team member. This section asked respondents to complete the NAQ-R and eight further 

open-ended and fixed response questions. All other aspects and questions for Form B 

remained the same. 
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Questionnaire Administration 

Three methods of administration were used for Form A, while only one method of 

administration was used for Form B (paper-based questionnaire). Form A, was administered 

using web-, paper-based and telephone interview designs. The range of administration 

methods used was due to the size of the organisation (both in terms of staff numbers and the 

geographical dispersion of business units) and the wide variation of staff members’ needs.  

Web-based questionnaires are now widely used in research (Thomas, 2004). In order 

to assist respondents, filter questions ensured that only relevant sections needed to be 

completed, thus reducing the amount of time taken to complete the questionnaire (Thomas, 

2004). The web-based questionnaire was located on an independent server, separate from 

the organisation’s server, thus overcoming any confidentiality concerns. Naturally, the web-

based survey allowed respondents to complete the questionnaire at a time that suited them. 

Respondents were instructed to read and print the Information Sheet before commencing 

the questionnaire.  

 As it was recognised that respondents may have concerns about completing a 

questionnaire on-line, respondents were also invited to contact the researcher and a 

questionnaire package would be forwarded to them. The questionnaire package consisted of 

the Information Sheet, the questionnaire and a reply-paid envelope. Respondents were 

instructed to read and retain the Information Sheet and return the completed questionnaire 

in the reply paid envelope provided.  

Moreover, the researcher was informed by the organisation that poor literacy exists 

within sections of the organisation. For this reason, a further process for administering the 

questionnaire was used; via a telephone interview. Respondents, however, were not 

informed that literacy concerns were behind the additional method. The same principles 

from the internet and hard copy versions for consent applied to the telephone interview; that 

is, completion of the data collection instrument was taken as an expression of consent. As 

all respondents were provided with written information about the study, within the original 

e-mail informing them of the study and via the web, individuals who selected the telephone 

interview option were able to retain this information for later reference. Nonetheless, 

respondents who chose this option were informed verbally of the details outlined in the 

written Information Sheet (see Appendix J, Telephone Script) prior to the commencement 

of the interview. Respondents were then guided through the questionnaire by the researcher.  

For Form B, only a paper-based version of the questionnaire was used. As with Form 

A, consent was obtained through a consent form attached to the questionnaire. Respondents 

were provided with a questionnaire package containing the Information Sheet, the 

questionnaire and a reply-paid envelope (when necessary). Respondents were encouraged to 
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read and retain the Information Sheet while returning the completed questionnaire directly 

to the researcher or in the reply paid envelope provided.   

In order to maximise the response rate, a number of strategies are suggested within 

the literature. An initial e-mail or invitation informing potential respondents of the 

questionnaire can be sent (Thomas, 2004). A follow-up letter one week after receiving the 

questionnaire is another suggestion to increase the response rate (Bernard, 2000). However, 

Thomas (2004) suggests that 50 per cent of respondents will complete a web-based 

questionnaire within the first 24 hours, with most of the respondents completing the 

questionnaire within the first four days. Therefore, sending a reminder a week after the 

initial invitation will only produce a small increase in responses for web-based 

questionnaires (Thomas, 2004). Having no questions on the front or back covers of the 

questionnaire, with a front cover providing necessary information such as the title of the 

study, ethical information (e.g., confidentiality), and how to return the questionnaire, are 

also recommended (Bernard, 2000). Further, it is suggested that after three weeks, another 

cover letter and questionnaire be provided to those who have not responded, with a further 

follow up letter two weeks after that, if necessary (Babbie, 2001; Bernard, 2000; Thomas, 

2004). All of these recommendations, where suitable, were taken up in the design and 

administration of the questionnaire. 

Conclusion 

This chapter has presented the research design for the second study. The 

questionnaire was informed and developed from the findings of the first study and the 

literature. Five standardised measures were used within the questionnaire to test for job 

satisfaction, intention to leave, organisational identification, social support, and workplace 

bullying behaviours. Further open- and closed-ended questions were developed to explore 

the affect on, and actions of self-identified targets of upwards bullying. Variations to the 

questionnaire were also developed to accommodate the different populations accessed as 

part of this study. In total, 138 managers completed the questionnaire, with 31 managers 

self-identifying as a target of upwards bullying. The following chapter will present the 

results from this study, using the research areas of causes, behaviours, impacts and 

management of upwards bullying.  
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CHAPTER NINE 

QUESTIONNAIRE STUDY—RESULTS 

Overview  

The purpose of the second study was to further explore the nature of upwards 

bullying through the use of a quantitative instrument. As introduced in Chapter Five, data 

gathered in the qualitative study of the research program was used to inform and develop a 

questionnaire that further explored the nature of upwards bullying. The results of this study 

will be presented according to the research areas used within the qualitative study. The 

results from the analysis will be presented using four headings: causes of upwards bullying; 

upwards bullying behaviours; the impact of upwards bullying; and management of upwards 

bullying (specific questions in relation to strategies were not asked in the questionnaire). A 

factor analysis of the perceived causes of upwards bullying will be initially presented, 

followed by the results from a logistical regression. The behaviours of upwards bullying 

will be examined using a cluster analysis, as well as by summarising the results from open-

ended questions. Results from an Analysis of Variance, which explored the impact of 

upwards bullying on managers’ job satisfaction, intention to leave, and organisational 

identification, will then be presented; followed by open-ended questions in relation to the 

affect on self-identified targets and the workgroup. Finally, the management of upwards 

bullying, and in particular perceived social support, which was explored using a MANOVA, 

will be presented; with additional data from open-ended questions about the actions of 

targets reported. 

Questionnaire Analysis 

Prior to analysis, variables were examined through various SPSS (v.12) programs for 

accuracy of data entry, missing values, outliers, and fit between their distributions and the 

assumptions of multivariate analysis. Outliers that were considered to be influencing the 

data and were not representative of the data file were removed (Hair, Anderson, Tatham & 

Black, 1998). The rare occasions when outliers were removed will be identified in the 

analyses below. 

Overview of Respondents 

As noted in the previous chapter, a total of 138 managers (93 male; 45 female) 

completed the questionnaire. Of those who responded, there were 16 supervisors, 96 

managers, and 26 senior managers, with the majority employed full-time. The majority of 

respondents were aged between 30 and 50 years. Based on the definitional question 

provided, 36 respondents reported that they had been upwards bullied in the past 6 months; 
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however 5 respondents were excluded due to their responses to subsequent questions. For 

instance, responses to “How were you bullied?” and “Who bullied you?” indicated these 

respondents were bullied either horizontally or downwards. In cases where there was doubt 

as to the type of bullying, the respondent was excluded from the upwards bullied group. As 

a result, 31 respondents (22%) were included in the group classified as upwards bullied.  

Research Area: Causes of Upwards Bullying 

Managers’ Perceptions of the Causes of Upwards Bullying 8 

Just as workplace bullying is recognised as a multi-faceted phenomenon (Hoel & 

Salin, 2003) it appears that upwards bullying can be explained by a number of factors, 

including isolation (Zapf et al., 2003), resentment of a decision made by the manager (Hoel, 

Cooper, & Faragher, 2001) and difference (Miller, 1997). As described in Chapter Eight, 22 

fixed response items were developed from themes that emerged within the interview study, 

as well as the workplace bullying, power, dependency, influence, attribution and social 

identity literature. A factor analysis was conducted on these items in order to investigate 

managers’ perceptions of why upwards bullying occurs. Factor analysis is a technique that 

represents a range of structure analysing procedures that are used to recognise the 

underlying structure of a set of variables, through developing a smaller set of factors (Hair 

et al., 1998; Pett, Lackey & Sullivan, 2003). In order to ensure the research findings are 

trustworthy, consideration must be given to the sample size used (Kline, 1994). A sample 

size of at least 50 cases, with an ideal number of 100 cases or more, should be used (Hair et 

al., 1998; Kline, 1994). Furthermore, a general rule of thumb is that five cases are needed 

for each variable to be analysed (Hair et al., 1998). Thus, the current sample size would be 

considered suitable for factor analysis. 

Analysis  

Prior to analysis, the reliability of the items was assessed with the use of Cronbach’s 

alpha. The Cronbach’s alpha for the 22 items of 0.81, indicated the scale was reliable. An 

exploratory factor analysis was conducted with varimax rotation on the 22 items for the 

total sample of 138 managers, using SPSS (v.12). Prior to performing the Principal 

Components Analysis (PCA), the suitability of the data was assessed. Inspection of the 

correlation matrix revealed the presence of a number of coefficients above 0.3 (Pett et al., 

2003). Furthermore, the Kaiser-Meyer-Olkin (KMO) measure of sampling adequacy was 

0.68, a level described as sufficient for a factor analysis (Pett et al., 2003; Tabachnick & 

                                                
8
 An earlier version of this section was presented at the Australian and New Zealand Academy of Management 

Meeting 2006. 
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Fidell, 2001) and the Bartlett’ Test of Sphericity (Bartlett, 1954) was significant at the 

p<0.0001 level, supporting the factorability of the correlation matrix.  

As suggested by Pett et al. (2003), certain criteria were used to assist in deciding the 

number of factors to be extracted. Kaiser’s criterion of eigen values >1.0, consideration of 

the percentage of variance accounted for by the factor solution, and an examination of the 

scree plot were all taken into account. Both unrotated and rotated solutions for different 

numbers of factors were considered. A PCA revealed the presence of seven factors 

exceeding an eigenvalue of one, explaining 20.99%, 11.30%, 10.10%, 9.10%, 6.43%, 

4.95%, and 4.73% of the variance, respectively. An inspection of the screeplot (see Figure 

17) and the percentage of variance, however, revealed a break before and after the fourth 

and fifth component. After considering the interpretability and theoretical coherence of 

either a four factor or five factor solution, the decision was made to retain four components 

for further investigation (Pett et al., 2003). 
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Figure 17.  Screeplot from factor analysis. 
 

 

To aid in the interpretation of these four components, a Varimax rotation was 

performed (Kaiser, 1958). A criterion of 0.45 (i.e., items loading below 0.45 are not 

included in structure), which is considered a fair loading, was set for this analysis 

(Tabachnick & Fidell, 2001). The rotated solution revealed the presence of a simple 

structure (Thurstone, 1947), with components showing a number of strong loadings, with all 

variables loading substantially on only one component. The component matrix for the factor 

solution chosen can be seen in Table 15. The four factor solution presented accounts for 

51.46% of the variance, which according to Hair et al. (1995), is satisfactory.  
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The internal consistency of each component was assessed with the use of Cronbach’s 

alpha. A large coefficient alpha of 0.70 has been suggested for exploratory measures, as it 

indicates a strong item homogeneity and adequate coverage of the sampling domain 

(Hinkin, Tracey & Enz, 1997; Nunnally, 1978). Alphas of 0.77, 0.71, 0.88, and 0.76 for 

each of the four components were found, which would suggest adequate internal 

consistency of each of the components.   

Description of Components   

Factor names were derived using attribution theory as a framework, and considering 

the highest loading item for each component (see Table 15). The first factor was named 

“Environmental Characteristics”, and accounted for 14.67% of the variance. It was 

considered that items such as the work culture, lack of respect, distrust, and political items 

were stable environmental characteristics. As a result, it was determined that this factor 

related to the stable characteristics of the environment in which the manager is functioning. 

This factor is supported within the literature. McCarthy (1999) refers to a ‘victim-mentality’ 

environment where fear, distrust and resentment of management is developed, thus creating 

an environment where management are seen as justifiable targets of bullying (McCarthy et 

al., 2002).  

Interestingly, the item ‘poor communication skills of the bully’ which, at face value, 

indicates an individual characteristic of staff members, loads on this factor. However, if the 

environment in which the manager works is characterised as a bullying culture, where staff 

distrust management, then it could be expected that communication by staff may be 

aggressive and manipulative. Thus, it appears that managers perceive that upwards bullying 

occurs in environments characterised by distrust, a bullying culture, and aggression.    

The second factor was named “Individual Characteristics” and accounted for 12.49% 

of the variance. Unlike the previous factor, this factor related to the stable characteristics of 

an individual such as the personality of both the bully and manager, as well as prejudices of 

the bully, and the manager’s vulnerabilities. This factor suggests that individuals perceive 

that stable individual characteristics such as personality play a role in the occurrence of 

upwards bullying. Interestingly, prejudices of the bully and the manager’s vulnerabilities 

are also included within this factor. Just as personality is seen as stable, so too could an 

individual’s prejudices towards others, and the manager’s vulnerabilities, be seen as stable 

traits that may increase a manager’s chance of being bullied by a staff member.  
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Table 15 
Component matrix (loadings of <0.45 suppressed) 

  1 2 3 4 

 
Factor Name 

Environmental 
Characteristics 

Individual 
Characteristics  

Varying 
Environmental 
Characteristics  

Varying 
Individual 

Characteristics 
of the Manager  

% of variance explained by each factor 14.76 12.49 12.18 12.03 

21 
Payback, staff responding to something the 
supervisor or manager has done  

.688       

22 
Other supervisors or managers aligning 
themselves with the bully 

.643       

17 
Lack of respect for a manager’s authority 
by some staff 

.619       

16 

The perception that the supervisor or 
manager lacks the support of the 
immediate work group 

.583       

14 Bullying is an intrinsic part of work culture  .556       

18 
The level of distrust staff have in 
management 

.528       

8 

Poor communication skills of the bully (e.g., 
too aggressive, doesn’t listen, 
manipulates) 

.524      

20 
Bad luck, being in the wrong place at the 
wrong time 

.516       

15 

The perception that the supervisor or 
manager is not supported by their 
manager or upper management 

.458     

1 The personality of the bully   .798     

5 

Other reasons associated with the bully/ies 
(e.g., envious of supervisor or manager, 
prejudices) 

  .618     

2 
The personality of the supervisor or 
manager 

  .593    

4 
A way for the bully to get what he/she 
wants in the workplace 

  .581     

3 
Supervisor or manager too hesitant to 
report bullying by staff 

  .574     

6 

Reasons associated with the supervisor’s 
or manager’s vulnerability (e.g., 
supervisor or manager is new to the 
organisation, manager unwell, etc.) 

  .458    

12 
Lack of staff training and development 
programs for supervisors and managers 

    .936   

13 
Lack of staff training and development 
programs for staff 

    .898   

11 
Lack of effective organisational policies 
and procedures  

    .771   

10 

Poor management skills of the supervisor 
or manager (e.g., supervisory 
skills/feedback skills) 

      .817 

9 

Poor communication skills of the supervisor 
or manager (e.g., lack of assertion, 
doesn’t listen, shyness) 

      .758 

7 
Supervisor or manager showing lack of 
effort or concern towards staff needs 

      .719 

19 

Supervisor or manager needing to deal 
with unresolved interpersonal conflict in 
the immediate work group 

     .592 
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The third factor was named “Varying Environmental Characteristics” and accounted 

for 12.18% of the variance. This factor related to those characteristics within the workplace 

environment that can vary, in particular lack of training and development for both managers 

and staff as well as policies and procedures. Interestingly, typical methods suggested within 

the literature for preventing workplace bullying relate to these same aspects. McCarthy et 

al. (2002) suggest that prevention measures should include a clearly articulated ‘no 

bullying’ policy, training including knowledge of responsibilities and obligations of 

employers and employees alike, as well as an effective risk identification and complaints 

system. These prevention strategies would accord with the perception of the current sample 

that an environment lacking in training for management and staff, as well as policies and 

procedures, contributes to reasons staff may bully their manager.  

The fourth and final factor was named “Varying Individual Characteristics of the 

Manager” and accounted for 12.03% of the variance. This factor related to individual 

characteristics of the manager (the target) that can vary, such as the amount of effort or 

concern the manager demonstrates towards staff needs, as well as poor communication and 

management skills. Thus, according to this factor, managers perceive that upwards bullying 

occurs due to the inability of the manager to manage and communicate with staff. 

Interestingly, within the literature it has been suggested that the current work environment 

may be playing a role in reducing the ability of managers to carry out their duties in the best 

way they desire. For instance, managers now have to fulfil roles previously performed by 

specialised sections in the organisation, such as Human Relations/Resources (Hoel, Cooper 

& Faragher, 2001), a change which could result in role overload for the manager. 

Furthermore, competition and the increased pressure to deliver results within workplaces 

may in turn result in managerial practices that are more authoritarian, and which may 

impact negatively on others’ perceptions of their managerial skills. Thus, it appears that the 

perception that a manager lacks concern and managerial skills may be one reason managers 

believe upwards bullying occurs. 

Comparisons of Perceptions 

In order to compare the perceptions of those who self-identified as having been 

upwards bullied or not upwards bullied, a one-way between-groups Multivariate Analysis 

of Variance was performed with the four factors as dependent variables. Due to missing 

data, analysis was performed on data from 122 managers (self-identified as upwards bullied 

n = 29; self-identified as not upwards bullied n = 93) using SPSS (v.12). The independent 

variable was whether participants identified as having been bullied or not. Preliminary 

assumption testing was conducted to check for normality, linearity, univariate and 
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multivariate outliers, homogeneity or variance-covariance matrices, and multicollinaearity, 

with no serious violations noted. There was a statistically significant difference between 

those who self-identified as having experienced upwards bullying and those who self-

identified as not experiencing upwards bullying on the combined dependent variables: F (4, 

117) = 11.41, p = 0.000; Pillai’s Trace9 = 0.28; partial eta squared = 0.28.  

When the results for the dependent variables were considered separately, factors 1 

and 4 reached statistical significance (Factor 1 – F (1, 120) = 16.78, p = 0.000, partial eta 

squared = 0.12; Factor 2 – F (1, 120) = 0.07, p = 0.79, partial eta squared = 0.00; Factor 3 –  

F (1, 120) = 4.39, p = 0.04, partial eta squared = 0.04; Factor 4 – F (1, 120) = 9.83, p = 

0.002, partial eta squared = 0.08), using a Bonferoni adjusted alpha level of 0.0125. An 

inspection of the mean scores indicated that managers who self-identified as upwards 

bullied (n = 29) (M = 3.67, SD = 0.60) agreed more strongly that factor 1, “Environmental 

Characteristics” was a reason managers are bullied upwards, than did those who were not 

upwards bullied (n = 93) (M = 3.17, SD = 0.56). Alternatively, managers who were not 

upwards bullied (n = 93) (M = 3.58, SD = 0.68) agreed more strongly that factor 4, 

“Varying Individual Characteristics of the Manager” was a reason managers are upwards 

bullied, than did those who self-identified as upwards bullied (n = 29) (M = 3.10, SD = 

0.81). Factor 3, “Varying Environmental Characteristics”, although not achieving the 

Bonferoni adjusted alpha level of 0.0125, was found to be significant at the 0.05 level (F (1, 

120) = 4.39, p = 0.038, partial eta squared = 0.04; self-identified as upwards bullied (n = 29) 

(M = 3.47, SD = 1.01; self-identified as not upwards bullied (n = 93) (M = 2.99, SD = 1.09). 

These results would suggest that for those who self-identified as upwards bullied, 

environmental factors such as the culture, lack of respect and distrust of management are 

perceived as predominant reasons managers are bullied by staff. Alternatively, managers 

who self-identified as not upwards bullied perceived varying individual factors, such as lack 

of concern for staff and poor communication and managerial skills, as reasons for upwards 

bullying. 

Influence of Gender and Place of Employment on Vulnerability to Upwards Bullying 

It has been suggested that managers who have lost the support of their senior 

managers and colleagues may be more vulnerable to upwards bullying (Zapf et al., 2003). 

Thus, managers who are isolated from their colleagues due to geographical positioning or 

characteristics such as gender, may experience such vulnerability (Zapf et al., 2003). 

Furthermore, within Proposition One, changes in workplace diversity, for example more 

women in managerial ranks, was proposed as a possible factor that may contribute to the 

                                                
9
 Pillai’s Trace was used as it has been found to be more robust when there are small sample sizes, and there 

have been violations of unequal cell sizes and homogeneity of covariances (Hair et al., 1995). 
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occurrence of upwards bullying. A logistical regression analysis was performed on 

experience of upwards bullying as an outcome and two predictors, place of employment and 

gender. It was expected that working in a regional area or being a woman would increase an 

individual’s chance of being upwards bullied. As a result the following hypotheses were 

proposed: 

 

Hypothesis One: Working in a regional area would increase an 
individual’s vulnerability to upwards bullying. 

 

Hypothesis Two: Women managers would be more vulnerable to 
upwards bullying. 

  

Unlike multiple regression, which is used when the dependent variable is continuous, 

logistical regression enables researchers to predict outcomes based on a categorical 

dependent variable (Pallant, 2005). Independent variables or predictor variables can be 

either continuous or categorical (Pallant, 2005). In the case of logistical regression, the issue 

of coding both the independent and dependent variables is extremely important (Tabachnick 

& Fidell, 2001). In this case, the dependent or outcome variable (experience of being 

upwards bullied) should be coded into the response category and reference category 

(Tabachnick & Fidell, 2001). The response category should be coded as one (experienced 

upwards bullying), while the reference category is coded as zero (no experience of upwards 

bullying) (Tabachnick & Fidell, 2001).  

Essentially, logistical regression informs the researcher of the chances an individual 

will fall into one of these two groups, based on a category of a predictor variable 

(Tabachnick & Fidell, 2001). It is recommended that predictor categories that are most 

likely to be associated with the response category of the outcome variable be assigned 

higher values (Tabachnick & Fidell, 2001). This aids in the interpretation of the results, as 

the estimates will be positive. In other words, as isolation may play a part in whether 

someone is upwards bullied or not, it was expected that being in a regional area or being a 

woman in the managerial ranks would increase an individual’s chance of being upwards 

bullied. Thus, these categories were assigned a code of one. Conversely, being male, or 

being a manager in a major urban centre were assigned a code of zero.  

Analysis was performed using a forced entry method in SPSS (v.12). After deletion 

of seven cases with missing values, data from 131 managers (41 females; 90 males) were 

available for analysis. Missing data occurred in relation to the place of employment. The 

goodness of fit test, using the Omnibus Tests of Model Coefficients with all predictors was 

statistically reliable (2, n = 131) = 12.40, p = 0.002, indicating that the predictors, as a set, 
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reliably distinguished between those managers who had or had not been upwards bullied. 

The Hosmer and Lemeshow Test further supports the goodness of fit of the model, with chi-

square = 0.07 and a significance level of 0.80 (with this test, a significance level greater 

than 0.05 indicates support for the model). The variance in the experience of upwards 

bullying was small, however, with Cox and Snell R Square = 0.09 and Nagelkerke R Square 

= 0.14. Prediction success, however, was worthy of note, with 66.67% of managers who 

were upwards bullied and 78.4% of managers who were not upwards bullied correctly 

predicted, for an overall success rate of 77.9%. 

Table 16 presents the regression coefficients (B), Wald statistics, standard error, odds 

ratios, 95% confidence intervals for odds ratios and significance values for each of the three 

predicators. As can be seen, only gender was a significant predictor of an upwards bullying 

experience. The model suggests that the odds of women being upwards bullied were 3.91 

times higher than for men. However, the confidence intervals suggest that the value of the 

odds ratio lies somewhere between 1.67 and 9.22 (at 95% confidence). The relatively wide 

range in the confidence intervals may be due to the small sample size (Pallant, 2005).  

 

Table 16 
Logistic regression analysis of experience of upwards bullying on the predictors of gender 
and place of employment 
 

Confidence 
Intervals 

 

B Wald 
Standard 

Error 
Odds 
Ratio 95% 100% 

Sig. (p) 

Gender 1.37 9.79 0.44 3.92 1.67 9.22 0.01** 

Place 0.91 2.58 0.56 2.48 0.82 7.48 0.11 

Constant -1.85 34.08 0.32 0.16   0.00 
Note.  p < .01 

 

Thus, Hypothesis One was not supported, meaning that working in a regional area 

does not increase the chance of being upwards bullied. However, the imbalance in the 

number of individuals identified as working in a regional area, compared to those working 

in a major centre, may have influenced this result and would suggest the need for further 

research. Hypothesis Two was supported, meaning that women managers appear to be more 

vulnerable to upwards bullying. Despite the significant result in relation to gender, it is 

recommended that these results be considered with caution due to the gender imbalance in 

the overall sample.  
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Research Area: Upwards Bullying Behaviours 

In order to identify the frequency of bullying behaviours, items from the revised 

Negative Acts Questionnaire (NAQ-R) (Einarsen & Hoel, 2001), along with additional 

upwards bullying behaviours identified in the interview study, were used. Based on the 

definitional question, 31 respondents (22%) indicated they had been bullied upwards (5 

respondents were excluded due to response to subsequent questions that indicated they were 

bullied either horizontally or downwards bullied). Of these, 36.7% were bullied now and 

then, 23.3% were bullied monthly, 13.3% were bullied weekly, and 26.7% were bullied 

daily.  

Table 17 presents the frequency of the occurrence of behaviours experienced (items 

from the NAQ-R and additional upwards bullying items), based on the respondents’ self-

identification of having been bullied or not. As can be seen, those who identified as not 

being bullied predominately reported ‘never’ being bullied. Alternatively, those who 

identified as bullied, experienced bullying behaviours. Both the responses to the open-ended 

questions and inventory would support the identification of these negative acts in the 

interview study. Moreover, respondents when asked how they were bullied, identified a 

number of behaviours that were grouped by the researcher. These behaviours included, 

aggressive acts, isolation, involvement of third parties, withholding of information, pressure 

to change a decision, gossip, innuendo, or snide comments, use of the system, and group 

bullying (see Table 18, for a summary of behaviours experienced by individuals who self-

identified as having experienced upwards bullying).  

Frequency of Upwards Bullying Behaviours 

Cluster analysis was used to explore upwards bullying behaviours rather than factor 

analysis. To date, factor analysis has been most commonly used to determine the 

dimensions underlying bullying behaviours. For instance, using the NAQ, Einarsen and 

Raknes (1997) found three bullying dimensions while Einarsen and Hoel (2001) found two 

bullying dimensions. While this approach has proven informative with regard to the 

dimensions of bullying behaviours, it does not answer the fundamental question, ‘when 

does bullying occur?’ (Notelaers et al., in review). In a paper presented at the recent 5th 

International Conference on Workplace Bullying (introduced in Chapter Eight), Notelaers 

and his colleagues (in review) argue for the use of cluster analysis in preference to factor 

analysis when analysing bullying behaviours. They suggest that cluster analysis assists in 

the identification of groups of individuals, based on the frequency of their experience of 

bullying behaviours (Notelaers et al., in review). As a result, this method enables 

researchers to explore the process of bullying, the prevalence of each of the resulting 
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groups, as well as the dimensions of bullying behaviours (Notelaers et al., in review). Thus, 

cluster analysis was used within this study to explore the dimensions and prevalence of 

upwards bullying. 

 

 
Table 17 
Participants self-identification of bullying behaviours – Sorted according to occurrence  

Bullied 
Not 

Bullied  
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Count 0 31 44 63 1. A staff member(s) withholding information which affects 
your performance % 0 100 41.1 58.9 

Count 6 25 91 16 2. Being humiliated or ridiculed in connection with your 
work by a staff member(s) % 19.4 80.6 85.0 15.0 

Count 4 27 60 47 3. A staff member(s) spreading gossip and/or rumours 
about you % 12.9 87.1 56.1 43.9 

Count 7 24 77 30 4. Being ignored or socially excluded by a staff member(s) 
% 22.6 77.4 72.0 28.0 

Count 9 22 95 12 5. Having insulting or offensive remarks made about you 
(i.e. habits and background), your attitudes or your 
private life by a staff member(s) % 29.0 71.0 88.8 11.2 

Count 5 26 78 28 6. Being shouted at or being the target of spontaneous 
anger (or rage) by a staff member(s) % 16.1 83.9 73.6 26.4 

Count 14 17 88 19 7. A staff member(s) using intimidating behaviour such as 
finger-pointing, invasion of personal space, shoving, 
blocking/barring the way  

% 45.2 54.8 82.2 17.8 

Count 15 16 97 10 8. Hints or signals from staff member(s) that you should 
quit your job  % 48.4 51.6 90.7 9.3 

Count 11 20 88 19 9. Repeated reminders of your errors or mistakes by a staff 
member(s) % 35.5 64.5 82.2 17.8 

Count 21 10 106 1 10. Threats of violence or physical abuse by a staff 
member(s) % 67.7 32.3 99.1 0.9 

Count 5 26 66 41 11. Being ignored or facing a hostile reaction when you 
approach a staff member(s) % 16.1 83.9 61.7 38.3 

Count 6 25 84 23 12. Persistent criticism of your work and effort by a staff 
member(s) % 19.4 80.6 78.5 21.5 

Count 3 28 57 50 13. Having your opinions and views ignored by a staff 
member(s) % 9.7 90.3 53.3 46.7 

Count 23 8 104 3 14. Unreasonable practical jokes directed at you  
% 74.2 25.8 97.2 2.8 

Count 15 16 96 11 15. Excessive monitoring of your work by a staff member(s) 
% 48.4 51.6 89.7 10.3 

Count 18 13 102 5 16. Being the subject of excessive teasing and sarcasm 
from a staff member(s) % 58.1 41.9 95.3 4.7 
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Table 17 (continued) 
Participants self-identification of bullying behaviours – Sorted according to occurrence  

Bullied 
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Count 4 27 70 37 17. A staff member(s) withholding expertise which affects 
your performance % 12.9 87.1 65.4 34.6 

Count 4 27 39 68 18. Being informed by a staff member(s) just before a 
deadline of tasks they have not completed  % 12.9 87.1 36.4 63.6 

Count 15 16 90 17 19. Being reminded by a staff member(s) of the rules of the 
workplace in an inappropriate manner % 48.4 51.6 84.1 15.9 

Count 13 17 98 9 20. Being pressured by a staff member(s) not to implement 
disciplinary action which you believe should be carried 
out by you % 43.3 56.7 91.6 8.4 

Count 11 20 89 18 21. A staff member(s) becoming a nuisance by annoying 
you in an inappropriate manner, until you give them what 
they want 

% 35.5 64.5 83.2 16.8 

Count 4 27 69 38 22. A staff member(s) obtaining the support of other staff to 
back 

up their own (unreasonable) request 
% 12.9 87.1 64.5 35.5 

Count 6 25 81 26 23. A staff member(s) lodging a grievance or making 
allegations which are later found to be frivolous % 19.4 80.6 75.7 24.3 

Count 11 20 92 15 24. A staff member(s) threatening to lodge an unreasonable 
grievance against you % 35.5 6435 86.0 14.0 

Count 4 27 79 28 A staff member(s) going over your head (to your manager) to 
intimidate you to change a decision you have made (or 
will make) % 12.9 87.1 73.8 26.2 

Count 5 26 85 22 25. A staff member(s) using a third party to intimidate you 
into altering a decision you have made (or will make) % 16.1 83.9 79.4 20.6 

Count 4 27 50 57 26. A staff member(s) not completing work assigned by you, 
which affects your performance % 12.9 87.1 46.7 53.3 

Count 3 28 84 23 27. A staff member challenging your authority in front of 
others % 9.7 90.3 78.5 21.5 

Note. Occurred = Now and Then, Monthly, Weekly and Daily; Upwards bullying items are indicated by italics   
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Table 18 
Summary of behaviours experienced by individuals who self-identified as having 
experienced upwards bullying 

Aggressive Behaviour 

• Intimidation 

• Threatening behaviour 

• Shouting and degrading comments 
especially when an employee doesn't get 
their way 

• Displaying a lack of respect 

• Being sent frequent harassing e-mails by 
staff members critical of management 

• Personal threats 

• Post-it notes threatening harm 

• Physical assault 

• Aggressive behaviour 

• Antagonistic and uncooperative behaviour 

• Angry response 

Isolation 

• Exclusion from professional discussion 

• Being confronted by silence 

• Not facing me when I spoke to them 

• Silence 

• Refused entry 

• Isolation 

• Exclusion from conversations and activities 

• Acting very cold and unhelpful when asked 
to do something 

 

Third Party Involvement 

• Going over my head to get what they want 

• Misrepresentation of my behaviour to my 
supervisor (behind my back) 

• Going to other staff members or supervisors 
to complain behind my back 

Pressure to change a decision 

• Bullied to overturn a decision made 

  

Withholding of Information 

• Withholding information 

• 3 subordinate staff (young females) 
repeatedly refused to or did not deliver on 
assigned tasks—when I called them on their 
behaviour they ganged up on me and lodged 
destructive, humiliating and painful 
grievances—grievances not upheld 

• Withholding work I need to check or 
supervise 

• Late lodgement of work to affect deadlines I 
am trying to meet 

• Not complete tasks  

Gossip, innuendo, snide comments 

• Portraying circumstances to others in a bad 
light to influence decisions 

• Sarcastic comments 

• Gossip and innuendo 

• Staff member often heckled me in meetings 

• Embarrassing remarks 

• Sarcasm and ridicule in public 

• Active undermining of my authority in public 

Use of the System 

• Letters of complaint over petty 
unsubstantiated issues 

• False accusations 

• Threats to go to unions and lodge grievances 

• Negative accusations regarding how 
situations were handled which were untrue 

Group bullying 

• Group bullying—isolation—individuals simply 
stopped speaking to you 

• Staff banding together to harass me 
(singularly or collectively) 

  

 

 



  
  

 
An Exploration of Upwards Bullying   

Chapter Nine:  Questionnaire Study-Results                                                                                                                 Page    210   

Cluster analysis refers to a collection of statistical techniques that can classify objects, 

including individuals (Aldenderfer & Blashfield, 1984; Gore, 2000). As such, the objective 

of cluster analysis is to: 

group entities on the basis of their similarity with respect to selected variables, so 
that members of the resulting groups are as similar as possible to others within their 
group (high within-group homogeneity) and as different as possible to those in 
other groups (low between-group homogeneity). (Clatworthy, Buick, Hankins, 
Weinman & Horne, 2005, p. 330)  

As such, cluster analysis is especially useful in exploratory research when group 

membership and the number of groups are unknown (Norusis, 2006). In this way, it is 

different from discriminant analysis where group membership is already known (Gore, 

2000; Norusis, 2006). Using individuals’ responses to the NAQ-R and the additional 

upwards bullying items, cluster analysis can group respondents (if groups exist) based on 

the frequency of their experience of bullying behaviours. 

Process of Cluster Analysis 

Prior to analysis, Cronbach’s alpha (NAQ-R items – 0.95; Upwards Bullying items – 

0.93) indicated the individual scales were reliable. Moreover, the Cronbach’s alpha for the 

total 28 items of 0.97, confirmed the reliability of the two scales together. According to 

Gore (2000), there are a number of steps researchers follow when conducting cluster 

analysis. These steps begin with the identification of the cases and variables to be clustered, 

a critical step in the cluster analysis process (Aldenderfer & Blashfield, 1984; Gore, 2000; 

Norusis, 2006), since either the inclusion of irrelevant or exclusion of important variables 

could result in misleading results (Gore, 2000; Norusis, 1993). Variables from the adapted 

NAQ-R and upwards bullying items were included within the current analysis, which was 

performed with the sample of 138 managers (93 male; 45 female).   

The following steps in the cluster analysis process include deciding: (1) whether to 

standardise the clustering variables; (2) the measure of association to be used; and (3) the 

clustering method (Aldenderfer & Blashfield, 1984; Gore, 2000; Norusis, 2006). Opinion 

regarding the standardisation of variables appears to be divided (Aldenderfer & Blashfield, 

1984; Everitt, 1980). While some researchers advise standardising variables so that they 

have a zero mean prior to cluster analysis (Aldenderfer & Blashfield, 1984), others have 

warned that the standardising process may reduce the influence of discriminating variables 

(Everitt, 1980). Furthermore, researchers who have explored the impact of standardisation 

have been unable to find any difference when using standardisation or non-standardisation 

of variables (e.g., Schaffer & Green, 1996). Aldenderfer and Blashfield (1984) advise that 

standardisation occurs when group differences may be the result of differences in 
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measurement units or scales. As each of the variables to be analysed in this study shares the 

same unit of measurement, and due to conflicting opinion on the issue of standardisation, 

the variables were not standardised.           

The subsequent decisions were, the measure of association and the clustering method 

to be used (Aldenderfer & Blashfield, 1984; Gore, 2000). There are a number of cluster 

analysis techniques, however, the hierarchical agglomerative, iterative partitioning and 

factor analytic techniques are three of the most commonly used (Aldenderfer & Blashfield, 

1984). The method chosen for this study was a two-step cluster analysis using SPSS (v.12). 

Within the first step, individual cases are grouped into preclusters which are then treated as 

single cases (Norusis, 2006). Based on the distance measure used, each case is either 

formed into an existing precluster, or reviewed as to whether it should form the basis of a 

new precluster (Norusis, 2006). The second step involves a standard hierarchical clustering 

technique on the preclusters (Norusis, 2006).   

Two-step cluster analysis was used because it can accommodate both categorical and 

continuous variables, and provides the researcher with a number of options when exploring 

the number of clusters. When categorical variables are included, the log-likelihood measure 

of distance between the cases is used in favour of the Euclidean distance, which is used 

when only continuous variables are included (Norusis, 2006). The log-likelihood measure 

of distance categorises cases within a cluster that is associated with the largest log-

likelihood (Garson, 2006). Furthermore, when using SPSS, the number of clusters can be 

set by the researcher or determined by using the Bayesian Information Criterion (BIC) 

(Garson, 2006).  For the current study, the BIC was used to assist in determining the 

number of clusters. In this case, the model with the lowest BIC should be accepted as the 

best model (Norusis, 2006). A three cluster model was determined to have the lowest BIC 

and was retained for further inspection (see Table 19). 

 

Table 19 
Bayesian Information Criterion for cluster analysis of negative acts  

Number of 
Clusters 

Schwarz's Bayesian 
Criterion (BIC) 

BIC Change(a) 
Ratio of BIC 
Changes(b) 

Ratio of Distance 
Measures(c) 

1 7224.07    

2 6586.03 -638.03 1.00 1.57 

3 6369.99 -216.04 0.34 1.86 

4 6497.56 127.57 -0.20 1.708 

5 6788.75 291.19 -0.46 1.73 

6 7178.62 389.86 -0.61 1.04 

Note.  (a)  The changes are from the previous number of clusters in the table; (b) The ratios of changes are 
relative to the change for the two cluster solution; (c) The ratios of distance measures are based on the current 
number of clusters against the previous number of clusters. 
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An Explanation of the Clusters 

As can be seen in Table 20, the size of Cluster One is 47.1% of the sample, Cluster 

Two is 44.%, and Cluster Three is 8.8%. The importance of variables to the formation of a 

cluster can be derived from an inspection of a number of figures presented in the output. An 

initial inspection of the within cluster percentages (see Appendix K, for the within cluster 

percentages for each variable) can indicate the frequency of responses within each cluster. 

For example, Figure 18 demonstrates the within cluster percentages for the withdrawal of 

information. It is evident that, the withdrawal of information occurs mostly ‘never’ for 

respondents in cluster one, while it occurs ‘now and then’ and ‘weekly’ for those in clusters 

two and three respectively. Furthermore, within SPSS, a chi-square value “that compares 

the observed distribution of values of a variable within a cluster to the overall distribution of 

values” (Norusis, 2006, p. 385) can be calculated as an indication of the importance of that 

behaviour to the cluster. In addition, a critical value line provides the researcher with an 

understanding of how dissimilar the cluster is to the average (Norusis, 2006). In this case, 

when the absolute value of the statistic for the cluster is greater than the critical value, the 

behaviour can be considered important in characterising the cluster (see Appendix L, for the 

critical values for each variable). For example, Figure 19 presents the chi-square value and 

critical value line for ‘unreasonable practical jokes directed at you’. By reviewing this 

figure, it is possible to see that unreasonable practical jokes characterise cluster three and 

not the other clusters, as the values for clusters one and two fall below the critical value 

line. Thus, by considering these two figures it is possible to obtain an understanding of the 

characteristics of the clusters. After reviewing these figures for all of the negative 

behaviours, the three clusters were labelled: ‘Not Bullied’, ‘Infrequently Bullied’ and 

‘Bullied’. Each of these clusters will now be presented and described in the following 

section. 

 

Table 20 
Cluster distribution for cluster analysis of negative acts  

 
N % of Combined % of Total 

Cluster 1 64 47.1 46.4 

  2 60 44.1 43.5 

  3 12 8.8 8.7 

  Combined 136 100.0 98.6 

Excluded Cases 2  1.4 

Total 138  100.0 
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Figure 18.  Within cluster percentage of ‘withholding information’. 
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Figure 19.  Critical value for ‘unreasonable practical jokes directed at you’. 
 
 

Not Bullied cluster.  An initial inspection of the within cluster percentages for each of 

the behaviours indicates that respondents from the first cluster most frequently responded 

they were ‘never’ subjected to negative acts with all behaviours. A further inspection of the 

critical values indicates that 23 of the 28 behaviours were important in characterising the 

cluster. Table 21 presents the behaviours that characterised cluster one (refer to the Not 

Bullied column). Within this table, the frequency of the behaviour for each cluster is 

presented, with an asterisk indicating behaviours that characterised the cluster. For example, 

the lack of ‘being humiliated or ridiculed’, characterised this group. Because of the 

tendency of respondents within this cluster to answer ‘never’ this cluster was labelled ‘Not 

Bullied’.  
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Table 21 
Negative acts that characterise each cluster 

  Not Bullied 
Infrequently 

Bullied 
Bullied 

NAQ 1 Withholding information Never* 
Now and 

Then* 
Weekly* 

NAQ 2 Being humiliated or ridiculed  Never* Never* Weekly* 

NAQ 3 Spreading gossip and/or rumours about you Never* 
Now and 

Then 
Daily* 

NAQ 4 Being ignored or socially excluded  Never* 
Now and 

Then* 
Daily* 

NAQ 5 Having insulting or offensive remarks made  Never* Never* Daily* 

NAQ 6 
Being shouted at or being the target of spontaneous 
anger  Never* 

Now and 
Then* 

Daily* 

NAQ 7 
Intimidating behaviour such as finger-pointing, invasion 
of personal space, shoving, blocking/barring the way  Never* Never 

Now and 
Then* 

NAQ 8 
Hints or signals from staff member(s) that you should 
quit your job  Never* Never 

Now and 
Then* 

NAQ 9 Repeated reminders of your errors or mistakes  Never* Never* Daily* 

NAQ 10 Threats of violence or physical abuse  Never Never Never* 

NAQ 11 
Being ignored or facing a hostile reaction when you 
approach  Never* 

Now and 
Then* 

Daily* 

NAQ 12 Persistent criticism of your work and effort  Never* 
Now and 

Then* 
Daily* 

NAQ 13 Having your opinions and views ignored  Never* 
Now and 

Then* 
Daily* 

NAQ 14 Unreasonable practical jokes directed at you  Never Never Never* 

NAQ 15 Excessive monitoring of your work  Never* Never 
Now and 

Then; 
Daily* 

NAQ 16 Being the subject of excessive teasing and sarcasm  Never Never 
Never; 

Weekly; 
Daily* 

UPB 1 Withholding expertise  Never* 
Now and 

Then 
Weekly* 

UPB 2 
Just before a deadline of tasks they have not 
completed  Never* 

Now and 
Then* 

Now and 
Then; 

Weekly* 

UPB 3 
Being reminded of the rules of the workplace in an 
inappropriate manner Never* Never 

Never; Now 
and Then* 

UPB 4 
Being pressured by a staff member(s) not to implement 
disciplinary action  Never Never 

Now and 
Then* 

UPB 5 
A nuisance by annoying you in an inappropriate 
manner, until you give them what they want Never* Never 

Now and 
Then* 

UPB 6 
Obtaining the support of other staff to back up their 
own (unreasonable) request Never* 

Now and 
Then* 

Daily* 

UPB 7 
Lodging a grievance or making allegations which are 
later found to be frivolous Never* 

Never; Now 
and Then 

Monthly* 

UPB 8 
Threatening to lodge an unreasonable grievance 
against you Never Never 

Now and 
Then* 

UPB 9 
Going over your head (to your manager) to intimidate 
you to change a decision you have made (or will make) Never* 

Now and 
Then* 

Monthly; 
Weekly* 

UPB 10 
Using a third party to intimidate you into altering a 
decision you have made (or will make) Never* Never* Weekly* 

UPB 11 
Not completing work assigned by you, which affects 
your performance Never* 

Now and 
Then 

Weekly* 

UPB 12 Challenging your authority in front of others Never* 
Now and 

Then* 

Now and 
Then; 

Weekly* 

Note.  * indicates behaviours that characterised the cluster  
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Infrequently Bullied cluster.  An inspection of the within cluster percentages for the 

second cluster indicates that respondents most frequently responded that they were either 

‘never’ or ‘now and then’ subjected to negative acts. However, an inspection of the critical 

value indicates that the majority of behaviours that characterised this cluster occurred ‘now 

and then’. These behaviours included work related behaviours such as: the withdrawal of 

information; criticism of your work and effort; and being informed just before a deadline of 

tasks that have not been completed; as well as personal orientated behaviours like being 

ignored or socially excluded; being shouted at or being the target of spontaneous anger; and 

being ignored or facing a hostile reaction when you approach. The behaviours that 

characterised this cluster can also be seen in Table 21 (refer to the Infrequently Bullied 

column). As the majority of behaviours which characterise this cluster occurred ‘now and 

then’, this cluster was labelled ‘Infrequently Bullied’.  

Bullied.  Respondents within the third cluster appear to have experienced bullying 

behaviours across all five categories (i.e., never to daily). However, an inspection of the 

within cluster percentages and the critical values of the behaviours indicates that 

respondents within this cluster most frequently responded that they were subjected to 

negative acts either ‘weekly’ or ‘daily’.  The behaviours that characterised this cluster can 

also be seen in Table 21 (refer to the Bullied column). Interestingly, although the majority 

of the behaviours occurred either ‘weekly’ or ‘daily’, a number of the behaviours that 

characterised this cluster occurred ‘never’ and ‘now and then’. These behaviours included 

intimidating behaviour, hints or signals from staff member(s) that you should quit your job, 

and unreasonable practical jokes directed at you. Nonetheless, as the majority of the 

behaviours that characterised this cluster occurred either ‘weekly’ or ‘daily’ this cluster was 

labelled ‘Bullied’.  

Interestingly of the 30 respondents who self-identified as having experienced upwards 

bullying, all but one were identified in the infrequently bullied (n = 17) and bullied (n = 12) 

groups. None of the respondents who self-identified as not experiencing upwards bullying 

were grouped into the bullied group. In order to further illuminate the differences in the 

three groups a one-way between-groups, Multivariate Analysis of Variance was performed 

with the four factors identified as part of the Factor Analysis as dependent variables. The 

independent variable was whether participants were grouped into the Bullied, Infrequently 

Bullied or Not Bullied group. Due to missing data, analysis was performed on data from 

120 managers (Not Bullied = 55, Infrequently Bullied = 54, Bullied = 11) using SPSS 

(v.12). Preliminary assumption testing was conducted to check for normality, linearity, 

univariate and multivariate outliers, homogeneity or variance-covariance matrices, and 

multicollinaearity, with no serious violations noted. There was a statistically significant 
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difference between those who self-identified as having experienced upwards bullying and 

those who self-identified as not experiencing upwards bullying on the combined dependent 

variables: F (8, 230) = 5.39, p = 0.000; Pillai’s Trace = 0.32; partial eta squared = 0.16. 

When the results for the dependent variables were considered separately, the only difference 

to reach statistical significance, using a Bonferoni adjusted alpha level of 0.0125, was factor 

1, “Environmental Characteristics” (F (2, 117) = 13.59, p = 0.000, partial eta squared = 

0.19). Post-hoc comparisons using the Tukey HSD test indicated that the mean score for the 

Not Bullied group (n = 55) (M = 3.08, SD = 0.53) was significantly different from the 

Infrequently Bullied group (n = 54) (M = 3.40, SD = 0.55). Similarly the mean score for the 

Not Bullied group (n = 55) (M = 3.08, SD = 0.53) was significantly different from the 

Bullied group (n = 11) (M = 3.96, SD = 0.62). Moreover, the mean score for the 

Infrequently Bullied group (n = 54) (M = 3.40, SD = 0.55) was significantly different from 

the Bullied group (n = 11) (M = 3.96, SD = 0.62). These results suggest that those who 

experienced upwards bullying, including infrequent experience of upwards bullying, agreed 

more strongly that factor 1, “Environmental Characteristics” was a reason managers are 

bullied upwards, than did those who were not upwards bullied. 

 Validation of Clusters 

The final step in any cluster analysis involves interpreting and validating the clusters 

(Gore, 2000). Replication is one method to confirm the validity of the clusters (Aldenderfer 

& Blashfield, 1984). This can occur by using one of two methods, replicating the clusters 

within another sample within the population, or splitting the file (Aldenderfer & Blashfield, 

1984). While replication is a common method in testing the validity of the clusters, this 

method was not used. This was due to the impracticality of testing within a further sample. 

Further, the small number of individuals in the third group made splitting the file not viable.  

An alternative method, which Aldenderfer and Blashfield (1984) suggest, is to 

validate the cluster upon external variables. This method, although rarely used, is a 

legitimate means to validate a cluster solution (Aldenderfer & Blashfield, 1984). 

Aldenderfer and Blashfield (1984) suggest that “the power of external validation is that it 

directly tests the generality of a cluster solution against relevant criteria”, indicating that 

“the value of a cluster solution that has successfully passed an external validation is much 

greater than a solution that has not” (p. 66). As a result, Analysis of Variance (ANOVA) 

was used to determine whether there were significant differences across clusters with regard 

to job satisfaction and intention to leave, because these variables have been found to be 

related to workplace bullying (for instance, Djurkovic, McCormack & Casimir, 2004; 

Einarsen & Raknes, 1997; Quine, 1999). Overall, the results support the cluster solution as 
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the three groups were found to be significantly different when compared on the dependent 

variables of job satisfaction and intention to leave. These results will be discussed in more 

detail in the following section. 

Research Area: Impact of Upwards Bullying 

Bullying in the workplace has been found to impact the organisation through loss of 

productivity, an increase in absenteeism, and intention to leave (Einarsen, 2000; Hadikin & 

O'Driscoll, 2000; McCarthy & Barker, 2000; McCarthy et al., 1995). As a result, it was 

proposed that upwards bullying would impact the health and work environment of those 

who experience and witness it, as well as the workgroup (Proposition Four).  In order to test 

if the experience of upwards bullying is impacting individuals at work, comparisons 

between the three groups established in the cluster analysis (i.e., Not Bullied, Infrequently 

Bullied, and Bullied) were made in relation to the three dependent variables of job 

satisfaction, intention to leave, and organisational identification, using one-way between-

groups analysis of variance. As a result, the hypothesises introduced in Chapter Eight were 

developed further based on the three groups identified in cluster analysis. 

Analysis of variance (ANOVA) assesses the differences between means. The means 

of the three groups established in the cluster analysis are compared in relation to a 

dependent variable. Within ANOVAs, “an F ratio is calculated which represents the 

variance between the groups, divided by the variance within the groups” (Pallant, 2005, p. 

214). Large F ratios suggest that there is more variability between the independent variable 

(i.e., the groups) than there is within each of the groups (Pallant, 2005). A significant F 

indicates that the groups’ means differ and the null hypothesis can be rejected. Moreover, 

post-hoc tests are necessary in order to determine the difference between the individual 

groups within the ANOVA (Pallant, 2005).  

It is expected that effect sizes be presented along with significance levels (Rosenthal, 

Rosnow & Rubin, 2000). By calculating the effect size or strength of association, the 

importance of the findings can be assessed (Pallant, 2005). For instance, large sample sizes 

can produce significant results even with small differences between groups. Eta squared is 

one of four commonly used measures of effect size for ANOVA (Becker, 1999) and is 

calculated by dividing the ‘Sum of Squares’ between-groups by the ‘Total Sum of Squares’ 

(Pallant, 2005). Thus, in order to test for the strength of association within the current study, 

eta squared was calculated. Cohen (1988) suggests a small eta squared effect equals 0.01, 

while a moderate and large effect size equals 0.06 and 0.14 respectively. The larger the 

effect size, the stronger the association. The results for the comparisons between the Not 

Bullied, Infrequently Bullied, and Bullied groups on the dependent variables of job 
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satisfaction, intention to leave, and organisational identification will be presented in the 

following sections.  

Job Satisfaction 

An ANOVA was conducted to explore the impact of bullying on respondents’ level 

of job satisfaction, as measured by the three item scale of job satisfaction (Quinn & 

Shepard, 1974). Prior to analysis, the data was screened for errors and outliers. No outliers 

were found for this scale. The Cronbach’s alpha for the scale of 0.83, indicated the scale 

was reliable. As reported earlier, respondents were grouped as a result of the cluster 

analysis into Group 1 = Not Bullied, Group 2 = Infrequently Bullied, and Group 3 = 

Bullied. It was expected that the experience of being bullied would impact negatively on an 

individual’s job satisfaction, with the negative impact increasing as the bullying increased. 

As a result, the following hypotheses were proposed: 

 

Hypothesis Three: Group 1 would have higher job satisfaction than 
Groups 2 and 3. 

 

Hypothesis Four: Group 2 would have higher job satisfaction than 
Group 3. 

 

Due to missing data, analysis was performed on data from 134 managers (Not Bullied 

= 64, Infrequently Bullied = 59, Bullied = 11) using SPSS (v.12). Analysis to test for the 

Homogeneity of Variance using Levene’s test for homogeneity of variance (testing that the 

variance for each group is similar) found that the assumption of homogeneity had been 

violated. However, as ANOVA is relatively robust to violations of homogeneity, there are 

alternative analyses that assume homogeneity of variance does not exist (Garson, 2006). In 

this case, Welsh’s variance-weighted ANOVA is recommended (Garson, 2006). If both the 

standard ANOVA and Welsh’s test of equality of means yield similar conclusions, Berger 

(2006) suggests reporting the standard ANOVA, while noting the results were confirmed 

using Welsh’s test. There was a statistically significant difference at the p<0.001 level 

(Welsh’s test found a significant difference at the p<0.01 level) in job satisfaction scores for 

the three groups [F(2, 131) = 8.0, p = 0.001]. The effect size, calculated using eta squared, 

was 0.11, indicating a moderate effect size.  

Post-hoc comparisons using the Tukey HSD test indicated that the mean score for the 

Not Bullied group (n = 64) (M = 4.21, SD = 0.62) was significantly different from the 

Infrequently Bullied group (n = 59) (M = 3.88, SD = 0.76). Similarly the mean score for the 

Not Bullied group (n = 64) (M = 4.21, SD = 0.62) was significantly different from the 
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Bullied group (n = 11) (M = 3.36, SD = 0.99). Interestingly however, the mean score for the 

Infrequently Bullied group (n = 59) (M = 3.88, SD = 0.76) did not significantly differ from 

the Bullied group (n = 11) (M = 3.36, SD = 0.99). This result suggests that managers who 

have frequently and infrequently experienced upwards bullying are less satisfied with their 

job than those who have never experienced upwards bullying. Thus, it appears that the 

occurrence of bullying behaviours, and not the frequency of the behaviours, is having an 

affect on a manager’s satisfaction. Thus, Hypothesis Three was supported, and Hypothesis 

Four was not supported. 

Intention to Leave 

Based on the research by O'Reilly et al. (1991), and following the approach taken by 

Scott et al. (1999), intention to leave was measured using four items. Prior to analysis, the 

data was screened for errors and outliers. No outliers were found for this scale. A 

Cronbach’s alpha of 0.80 suggested the scale was reliable. Respondents were grouped 

according to the cluster analysis. It was expected that the experience of being bullied would 

increase an individual’s intention to leave the organisation, with the impact increasing as 

the bullying increased. As a result the following hypotheses were proposed: 

 

Hypothesis Five: Group 1 would have lower intention to leave than 
Groups 2 and 3. 

 

Hypothesis Six: Group 2 would have lower intention to leave than 
Group 3. 

 

Due to missing data, analysis was performed on data from 133 managers (Not Bullied 

= 63, Infrequently Bullied = 58, Bullied = 12) using SPSS (v.12). Analysis to test for the 

Homogeneity of Variance using Levene’s test found that the assumption of homogeneity 

had not been violated. There was a statistically significant difference at the p<0.001 level in 

intention to leave scores for the three groups [F(2, 130) = 8.1, p = 0.001]. The effect size, 

calculated using eta squared, was 0.11, indicating a moderate effect size. Post-hoc 

comparisons using the Tukey HSD test indicated that the mean score for the Not Bullied 

group (n = 63) (M = 2.66, SD = 1.00) was significantly different from the Bullied group (n 

= 12) (M = 3.96, SD = 1.20). However, the mean score for the Infrequently Bullied group (n 

= 58) M = 2.80, SD = 1.03) did not significantly differ from the Not Bullied group (n = 63) 

(M = 2.66, SD = 1.00). Significant differences in mean score was found, however, between 

the Infrequently Bullied group (n = 58) (M = 2.80, SD = 1.03) and the Bullied group (n = 

12) (M = 3.96, SD = 1.20). This result would suggest that managers who have frequently 
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experienced upwards bullying have a higher intention to leave than those who have never or 

infrequently experienced upwards bullying. Thus, not experiencing and infrequent 

experience of upwards bullying behaviours appears to have no affect on a person’s intention 

to leave. Thus, Hypothesis Five was partially supported, and Hypothesis Six was supported. 

Organisational Identification 

Four in-group identification questions, based on those developed by Doosje et al. 

(1995), were used to test for organisational identification. Prior to analysis, the data was 

screened for errors and outliers. Although four outliers were found for this scale, these cases 

were retained after an inspection of the mean and trimmed mean. However, one extreme 

outlier was found and was removed from this analysis. A Cronbach’s alpha of 0.83 

suggested the scale was reliable. In accordance with the cluster analysis, respondents were 

grouped into either the Not Bullied, Infrequently Bullied or Bullied groups. It was expected 

that the experience of being bullied would impact negatively on an individual’s 

identification with their organisation, with the negative impact increasing as the bullying 

increased. As a result, the following hypotheses were proposed: 

 

Hypothesis Seven: Group 1 would have higher organisational 
identification than Groups 2 and 3. 

 

Hypothesis Eight: Group 2 would have higher organisational 
identification than Group 3. 

 

Due to missing data, analysis was performed on data from 134 managers (Not Bullied 

= 64, Infrequently Bullied = 59, Bullied = 11) using SPSS (v.12). Analysis to test for the 

Homogeneity of Variance using Levene’s test found that the assumption of homogeneity 

had not been violated. There was a statistically significant difference at the p<0.001 level in 

organisational identification scores for the three groups [F(2, 130) = 8.91, p = 0.001]. The 

effect size, calculated using eta squared, was 0.12, indicating a moderate effect size. Post-

hoc comparisons using the Tukey HSD test indicated that the mean score for the Not 

Bullied group (n = 64) (M = 4.21, SD = 0.65) was significantly different from the Bullied 

group (n = 11) (M = 3.39, SD = 0.62). However, the mean score for the Infrequently Bullied 

group (n = 59) (M = 4.12, SD = 0.54) did not significantly differ from the Not Bullied group 

(n = 64) (M = 4.21, SD = 0.65). Significant differences in mean scores were found however, 

between the Infrequently Bullied group (n = 59) (M = 4.12, SD = 0.54) and the Bullied 

group (n = 11) (M = 3.39, SD = 0.62). This result suggests that managers who have 

frequently experienced upwards bullying have a lower organisational identification than 
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those who have never experienced upwards bullying and those who have infrequently 

experienced bullying behaviour. Thus, Hypothesis Seven was partially supported, and 

Hypothesis Eight was supported. 

Subjective Measure and Impact of Upwards Bullying  

In order to confirm the findings from the ANOVAs which used the groupings 

developed as a result of the cluster analysis, comparisons between those who self-identified 

as upwards bullied or not upwards bullied were made in relation to job satisfaction, 

intention to leave, and organisational identification using independent t-tests. As can be 

seen in Table 22, similar differences between those who self-identified as upwards bullied 

and not upwards bullied were found. Those managers who self-identified as having 

experienced upwards bullying are less satisfied with their job, have lower organisational 

identification, and higher intention to leave than those who have not had an experience of 

upwards bullying. These results support the ANOVA findings that used the groupings 

developed in the cluster analysis presented previously. 

 

Table 22 
Comparisons between self-identified Bullied and Not Bullied respondents on job 
satisfaction, intention to leave and organisational identification 

 Mean 
Standard 
Deviation 

T value Sig.(p) 
Effect 
Size¤ 

Job Satisfaction   -3.16 .003** 1.23 

Not Bullied (n = 106) 4.12 0.66    

Bullied (n = 30) 3.57 0.88    

Intention to Leave   3.98 .000** 0.69 

Not Bullied (n = 104) 2.65 0.99    

Bullied (n = 31) 3.48 1.14    

Organisational Identification   -2.78 .006** -0.48 

Not Bullied (n = 105) 4.18 0.59    

Bullied (n = 30) 3.83 0.69    

Note. ** is significant at the 0.001; ¤ Cohen’s d, small d = 0.2; medium d = 0.5; large d = 0.8 (Cohen, 1988) 

 

Impact for Those who Identified as Having Experienced Upwards Bullying 

Within the questionnaire, respondents who self-identified as having an experience of 

upwards bullying (n = 31) were asked what impact this experience had on a number of 

factors. These factors were based on a review of the workplace bullying literature and the 

findings from the interview study. Table 23 presents the number and percentage of 

respondents who identified the experience as having either a ‘Very Negative’, ‘Moderately 
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Negative’, ‘No Effect’, ‘Moderately Positive’, or ‘Very Positive’ impact on their lives. In 

addition, respondents were provided with an open-ended question for them to report any 

further impacts they had experienced. Table 24 presents respondents’ answers to this 

question. 

 

Table 23 
The impact of upwards bullying—Questionnaire response 

 Mean Very 
Negative 

Moderately 
Negative 

No Effect Moderately 
Positive 

Very 
Positive 

Missing 

7 14 9 - - 1 1. Your physical health 
and wellbeing 2.14 

22.6% 45.2% 29.0%   3.2% 

14 13 4 - - - 2. Your mental health 
and wellbeing 1.76 

45.2% 41.9% 12.9%    

15 11 5 - - - 3. Your confidence and 
self-esteem 1.71 

48.4% 35.5% 16.1%    

8 4 18 - - 1 4. Your work 
attendance (eg. days 
off, sick leave) 

2.43 25.8% 12.9% 58.1%   3.2% 

12 12 6 1 - - 5. Your efficiency when 
at work 2.00 

38.7% 38.7% 19.4% 3.2%   

12 9 9 1 - - 6. Your commitment to 
the organisation 2.03 

38.7% 29.0% 29.0% 3.2%   

10 6 12 2 1 - 7. Your willingness to 
discipline staff 2.39 

32.3% 19.4% 38.7% 6.5% 3.2%  

4 14 12 1 - - 8. Your relationships 
with others at work 2.32 

12.9% 45.2% 38.7% 3.2%   

- 6 22 1 2 - 9. Your relationships 
with your friends 2.95 

 19.4% 71.0% 3.2% 6.5%  

- 7 20 1 3 - 10. Your relationships 
with your family 2.92 

 22.6% 64.5% 3.2% 9.7%  

7 4 20 - - - 11. Your financial 
circumstances 2.53 

22.6% 12.9% 64.5%    

10 10 10 1 - - 12. Your career 
2.08 

32.3% 32.3% 32.3% 3.2%   

9 11 8 1 - 2 13. Your life overall 
2.11 

29.0% 35.5% 25.8% 3.2%  6.5% 

 

As can be seen in Table 23, the impacts of upwards bullying for this sample were 

predominately negative. In particular, 87.1% and 67.8% of individuals stated that the 

impact to their mental and physical health respectively was either very negative or 

moderately negative. Similarly, 83.9% stated that the affect to their confidence or self-

esteem was either very negative or moderately negative. Efficiency at work (77.4% very 

negative or moderately negative) and commitment to the organisation (67.7% very negative 

or moderately negative) appear to have also been negatively impacted upon. The negative 

impact on the commitment to the organisation further supports the finding from the t-test 
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presented above (see Table 22, Comparisons between self-identified Bullied and Not 

Bullied respondents on job satisfaction, intention to leave and organisational identification). 

Furthermore, 64.6% stated the impact on their career had been either very negative or 

moderately negative. Interestingly, 51.7% stated the affect on their willingness to discipline 

staff was either very negative or moderately negative. Overall, 64.5% of respondents 

believed that their experience had either had a very negative or moderately negative affect 

on their life overall. These results are further supported by the additional impacts 

respondents provided (see Table, 24). These findings support the first study, which 

indicated that an experience of upwards bullying can have a considerable negative affect on 

an individual’s health and career.  

 

Table 24 
All open-ended responses to impact of upwards bullying on life 

General Impact:  

� You ask yourself “is it all worthwhile” (Sample 1) 
� Sense of injustice with the system that so much time and energy and resources have to be applied 

in the Public Sector to deal with an intractable staff member who “uses” the system (Sample 3) 
Impact on Self: 

� Increase alcohol consumption (Sample 2) 
� Difficulty in applying for other jobs due to lack of confidence. Now wanting to use specific line 

manager as a reference point (Sample 2)  
� Long time psychological damage; section 85'd out of employment in organisation; still trying for 

workers compensation; long term use of prescription drugs; depression and anxiety (under 
psychiatric care); have discovered how many others are in the same boat! (Sample 2) 

� Anger, depression, distrust of most people (Sample 2) 
� Time for family severely curtailed, work too long hours, personal efforts not appreciated or 

recognised even if in support of the bully (Sample 3)   
� Escalated underlying health problems, nearly lost my home, career dead! (Sample 2)                                                                                                                                                   
Impact on Others: 

� Negative impact on team member loyalty and cohesion in meeting objectives. The toxic cocktail 
effect. (Sample 1) 

� watching them do it to others with impunity (Sample 2) 
� increase drinking/ smoking (Sample 2) 
� Caused me to attempt suicide by taking 70 sleeping pills—but was found and recovered. I now 

feel my life is no longer worth living and I am really struggling to be positive about the future. I am 
under regular psychiatric care as I am still considered suicidal (Sample 2) 

� very disruptive for my husband (Sample 2) 
Positive Impacts: 

� While the immediate effects have been very negative, I have learned a lot about the “art of war”! 
It's helped me be a more aware, stronger and less reactive manager, which is ultimately positive 
(Sample 2) 

 

Impact to the Workgroup 

Proposition Four suggested that upwards bullying would impact the workgroup. 

Within the questionnaire, managers who self-identified as experiencing upwards bullying 

were asked whether their experience impacted on the staff they managed. Of the 31 

managers who self-identified as having experienced upwards bullying, 22 stated that the 
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experience had impacted upon those they managed; while eight said it did not have an 

impact (1 case was missing). Comments in response to the open-ended question enquiring 

how upwards bullying has impacted on the workgroup can be seen in Table 25 (comments 

have been grouped into categories by the researcher). The impacts on the workgroup appear 

to be similar to those identified in the first study. That is, upwards bullying divides the 

group, impacts negatively on productivity, and the manager becomes wary about addressing 

the inappropriate behaviour of staff. 

 

Table 25 
All open-ended responses to managers’ experience of how upwards bullying has impacted 
on those they manage 

Disillusioned: 
� The team members seem to find the behaviour unacceptable and unsettling. It distracts them from 

their work objectives. They seem disappointed in the behaviour exhibited; but also seem powerless to 
remedy the situation (Sample 1)                              

� In general these other staff feel disillusioned as well  (Sample 1)                                                                                                         
Divides the Group: 

� The rest of the staff felt as if the individual was forcing [them] to “take sides” which impacted [on] 
morale and work output. They were also frustrated by the "process" being used to deal with the 
situation as it did nothing to solve the issue (Sample 1) 

� We went to mediation (all staff) and staff attempted to address the bullies x 2 behaviour. Sides were 
taken. I haven't been as professional as I should and have spoken to other staff about the bullying 
(Sample 2)      

� As many people do respect me, those that do find it very difficult and unacceptable the bullying from 
other co-workers. Plus they then assume their turn may come (Sample 2)                                                                                         
Impacting on satisfaction and intention to leave: 

� The decision I was bullied upwards has impacted on the job future/satisfaction of other similar staff. 
Future meaning whether they will remain in [organisation] (Sample 1) 
Productivity: 

� The behaviour is detrimental to the team cooperation and collaboration that I wish to promote 
(Sample 1) 

� The other staff withdrew. At the very least, the mobbing reduced productivity just from the amount of 
time spent listening the instigator's tales of woe. Morale lowered (Sample 3)  

� My predominantly loyal and productive team of 20 staff were confused, angry, polarised and 
disenchanted with their work and organisation. It was very stressful for everyone in the situation 
(Sample 2)                                                                                     
Manager becomes wary: 

� Have become “guarded” in what I say and do with some staff and have become a little cynical of 
those who covertly support a bully while giving an indication that they abhor bullying practices 
(Sample 3)  

� Can't work on area's where staff [are] not performing in case I say something [the] wrong way and 
have another grievance lodged or another WorkCover (Problem with this [is that] they tell people 
there off because of me. I am not allowed to correct this untruth) (Sample 2) 

� Subordinate raised my awareness levels for monitoring employees (Sample 3) 
� Made me more aware of the importance of motive. Less trusting. less open, more withdrawn, 

suspicious and a little bit paranoid (Sample 2)                                                                                                                               
Bullied, not promoted or left: 

� I was bullied out of the manager’s position and within weeks all of the staff who had supported me did 
not have their contacts renewed and 2 were bullied out as well and made WorkCover claims. At least 
4/5 other staff were bullied out as well (Sample 2)             

� Because in my reporting this behaviour the appropriate formal channels, the bully took advantage of 
the situation to become the “victim”. They then demanded maximum time from me in order to acquire 
all forms of staff support concentration etc. Other staff were intimidated by this bully and no support 
from [organisation] was offered to them, only by myself (Sample 3) 

� they were forced (choose) to side with Management or lose their jobs  (Sample 2) 
� Those staff who supported me have been moved from their jobs or not been considered for 

promotion (Sample 2)                                                                                                                                                              
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Table 25 (continued) 
All open-ended responses to managers’ experience of how upwards bullying has impacted 
on those they manage 

Inappropriate behaviour allowed to continue: 
� The other staff could see that open rebellion (refusal to perform basic tasks) and slanderous 

behaviour would not be punished by upper management (Sample 3)                                                                                                    
General: 

� It/she has effected most people in the organisation not just me (Sample 3) 
� Some staff felt insecure knowing their leader was having a breakdown. Other staff saw it as an 

opportunity to support [the perpetrator] who was actively undermining [the target] (Sample 2) 
� I appear vulnerable and I believe makes me look inferior in front of others (Sample 3)   
� It has affected my confidence, my efficiency, my ability to make decisions as my ability to deal with 

constant stress has been reduced and has taken a huge toll on my physical and mental well being 
(Sample 3)                                                                                                                                                                                 

 

Research Area: Management of Upwards Bullying 

Social Support 

Social support is presented in the literature as fundamental to assisting targets of 

workplace bullying to cope (Leymann & Gustafsson, 1996; Matthiesen, Aasen, Holst, Wie 

& Einarsen, 2003). Quine (1999) has even suggested that support may act “as a buffer 

against stress by providing resources to enable [targets] to cope” (p. 231). However, it was 

proposed that managers who experience upwards bullying may be reluctant to seek support 

for fear of how it could negatively impact their standing in the organisation (Proposition 

Five). Findings from the interview study indicated that the provision of support, or lack of 

support, played a significant role in the management of upwards bullying. For this reason, a 

one-way between-groups multivariate analysis of variance was used to compare those who 

self-identified as having experienced upwards bullying or did not experience upwards 

bullying, in relation to the social support they received from their supervisor, colleagues, or 

family and friends. From the analysis of the interview data, it was expected that managers 

who experienced upwards bullying would feel less supported by their managers than those 

who had not experienced upwards bullying. However, it is expected that the support from 

colleagues, friends and family will be higher for those who self-identified as having 

experienced upwards bullying. As a result the following hypotheses were proposed: 

 

Hypothesis Nine: Managers who self-identified as having 
experienced upwards bullying would feel less supported by their 
manager, than those who had not experienced upwards bullying. 

 

Hypothesis Ten: Managers who self-identified as having experienced 
upwards bullying would feel more supported by their colleagues, 
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friends and family sub-scales, than those who had not experienced 
upwards bullying.  

 

Using Caplan et al.’s (1980) measure of social support, individuals rated the amount 

of support they received from their supervisor, colleagues, and family and friends. Prior to 

analysis, the data was screened for errors and outliers. One outlier for each of the sub-

scales, colleagues and family and friends was found. After an inspection of the mean and 

trimmed mean, these cases were retained. Cronbach’s alphas for each of the sub-scales 

(supervisor = 0.92, colleagues = 0.84, family and friends = 0.84) suggest the sub-scales 

were reliable.  

A one-way between-groups Multivariate Analysis of Variance was performed with 

the three sub-scales, supervisor, colleagues, and family and friends as dependent variables. 

The independent variable was whether participants identified as having been bullied (n = 

30) or not (n = 106). Preliminary assumption testing was conducted to check for normality, 

linearity, univariate and multivariate outliers, homogeneity or variance-covariance matrices, 

and multicollinaearity, with two violations noted. Box’s M was found to be smaller than 

0.001 indicating a violation of the Test of Equality of Covariance Matrices. That is, the self-

identified bullied and not bullied groups differ in their covariance matrices. However, Box’s 

M has been shown to be an overall sensitive test (Tabachnick & Fidell, 2007). According to 

Tabachnick and Fidell (2007) an inspection of the cell sizes and the sizes of variances and 

covariances may assist in obtaining an understanding of the robustness of the test. If cells 

with large samples have larger variances and covariances then the test is conservative while 

if cells with smaller samples have larger variances and covariances the test is too liberal 

(Tabachnick & Fidell, 2007). The supervisor and colleague scales produced large variances 

for the smaller sample of those who identified as upwards bullied, thus mean differences 

must be viewed with some caution (Tabachnick & Fidell, 2007). In this case Tabachnick 

and Fidell (2007) suggest the use of Pillai’s criterion to assess multivariate significance and 

the advice was followed here. Moreover, a violation of the assumption of equality of 

variance for the sub-scale supervisor was found. As a result, a more conservative alpha 

level for determining significance for the supervisor sub-scale of 0.01 was used.  

There was a statistically significant difference between those who self-identified as 

having experienced upwards bullying and those who self-identified as not experiencing 

upwards bullying on the combined dependent variables: F (3, 132) = 7.66, p = 0.000; 

Pillai’s Trace = 0.15; partial eta squared = 0.15. When the results for the dependent 

variables were considered separately, the supervisor and colleague sub-scales reached 

statistical significance (Supervisor sub-scale – F (1, 134) = 20.07, p = 0.000, partial eta 

squared = 0.13; Colleague sub-scale – F (1, 134) = 4.91, p = 0.028, partial eta squared = 
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0.04), using a Bonferoni adjusted alpha level of 0.017. An inspection of the mean scores 

indicated that managers who self-identified as not upwards bullied (n = 106) (M = 11.71, 

SD = 3.54) appear to be supported to a greater extent by their supervisor, than were those 

who were upwards bullied (n = 30) (M = 8.20, SD = 4.56). Similarly, managers who self-

identified as not upwards bullied (n = 106) (M = 11.75, SD = 2.87) appear to be supported 

to a greater extent by their colleagues than those who were upwards bullied (n = 30) (M = 

10.37, SD = 3.47). These findings suggest that managers who have had an experience of 

upwards bullying feel less supported by their own manager and colleagues than those who 

have not had an experience of upwards bullying. As a result, Hypothesis Nine was 

supported, but Hypothesis Ten was not supported. However, due to the violation of the Test 

of Equality of Covariance Matrices, these differences should be considered with some 

caution.   

Actions Taken by those Identified as Having Experienced Upwards Bullying: Inside and 

Outside the Organisation 

Within the questionnaire, respondents who self-identified as having an experience of 

upwards bullying were asked what actions they had taken inside and outside of the 

organisation. These actions developed for these questions were based on a review of the 

workplace bullying literature and the findings from the interview study. Tables 26 and 28 

present the number and percentage of respondents who identified actions taken within and 

outside their organisation, respectively, and whether these were ‘helpful’, ‘unhelpful’, or 

‘neither helpful or unhelpful’. Notable differences have been highlighted on Tables 26 and 

28. In addition, respondents were provided with an open-ended question for them to note 

any further actions they had taken within or outside of their organisation. Tables 27 and 29 

present respondents’ answers to these questions. 

As can be seen in Table 26, the actions taken by self-identified targets of upwards 

bullying inside of the organisation appear to have been perceived by the respondents as 

unhelpful overall. One action that 61.3% of respondents who attempted this action indicated 

was unhelpful, was confronting the person(s) directly and asking them to stop. By contrast, 

only 9.7% of respondents who attempted this action found it to be helpful. Similarly, asking 

someone else to speak to the person(s) on their behalf also appeared to have been unhelpful, 

as indicated by 41.9% of those who attempted this action. A number of respondents also 

indicated that they discussed the situation informally and formally with either the manager 

or supervisor of the alleged bully, as well as their own manager or supervisor and also a HR 

staff member. However, in each of these circumstances, these actions appear to have been 

predominantly unhelpful. Interestingly, 74.2% of respondents indicated that they had 
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discussed the situation with a colleague(s), which proved to be helpful in 38.7% of cases 

and unhelpful in 35.5% of cases.  

 

Table 26 
Actions taken within the organisation 

 Helpful Unhelpful Neither N/A Missing 

3 19 3 4 2 1. Confronted the person(s) directly and asked 
them to stop  9.7% 61.3% 9.7% 12.9% 6.5% 

5 13 - 10 3 2. Asked someone else at work to speak to the 
person(s) on my behalf 16.1% 41.9%  32.3% 9.7% 

5 15 1 9 1 3. Discussed the situation informally with the 
manager or supervisor of the person(s)  16.1% 48.4% 3.2% 29.0% 3.2% 

2 15 - 13 1 4. Discussed the situation formally with the 
manager or supervisor of the person(s) 6.5% 48.4%  41.9% 3.2% 

9 16 1 4 1 5. Discussed the situation with my senior 
manager 29.0% 51.6% 3.2% 12.9% 3.2% 

12 11 1 6 1 6. Discussed the situation with my work 
colleague(s) 38.7% 35.5% 3.2% 19.4% 3.2% 

6 13 1 11 - 7. Spoke to a HR staff member 
 19.4% 41.9% 3.2% 35.5%  

1 3 - 24 3 8. Spoke to your organisation’s Equity Contact 
Officer 3.2% 9.7%  77.4% 9.7% 

2 3 - 23 3 9. Spoke to a Health and Safety Officer 
 6.5% 9.7%  74.2% 9.7% 

3 1 1 22 4 10. Lodged a claim with WorkCover 
 9.7% 3.2% 3.2% 71.0% 12.9% 

4 2 - 24 1 11. Accessed the employee assistance programs 
(eg. internal counselling services) 12.9% 6.5%  77.4% 3.2% 

4 7 1 16 3 12. Initiated the informal resolution process for 
dealing with workplace grievances 12.9% 22.6% 3.2% 51.6% 9.7% 

3 5 1 20 2 13. Initiated the formal complaint mechanisms for 
reporting workplace grievances 9.7% 16.1% 3.2% 64.5% 6.5% 

5 5 3 16 2 14. Initiated the Managing Unsatisfactory 
Performance Process or Discipline Process  16.1% 16.1% 9.7% 51.6% 6.5% 

2 4 1 21 3 15. Sought a transfer to another section of your 
organisation 6.5% 12.9% 3.2% 67.7% 9.7% 

6 6 3 16 - 16. Looked at quitting your organisation 
 19.4% 19.4% 9.7% 51.6%  

2 7 1 19 2 17. Looked at the option of withdrawing from work 
altogether 6.5% 22.6% 3.2% 61.3% 6.5% 

7 5 1 18 - 18. Took sick leave 
 22.6% 16.1% 3.2% 58.1%  

3 6 1 20 1 19. Approached the union or professional 
association to take action on my behalf 9.7% 19.4% 3.2% 64.5% 3.2% 
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Table 27 
All open-ended responses to actions taken inside the organisation 

Assistance of others: 

� Get police officer assistance (Sample 3)  
� Notified senior management of my feelings of being harassed and received helpful offers of 

support (Sample 3) 
� Took the case to OPSME—helpful but no outcome in a practical sense (Sample 2) 
� Asked for independent mediation between self and staff—this was refused. Contacted WorkSafe 

who did an assessment and forced the company to implement an anti harassment policy to the 
workplace. Did not help me but may help other staff in the future (Sample 2) 

� Put matter into hands of a solicitor, sought external counselling (Sample 2) 
� Accessed advice from external legal sources (Sample 1) 
� My senior manager replied to the grievance and communicated his support for my decision and 

his disgust at the personnel nature of the attack. This was a positive for my self esteem (Sample 
1) 

� Sought advice from independent coach—unhelpful (Sample 1) 
Procedural Actions: 

� I contacted a consultant to work with the team to develop agreed upon conflict resolution 
processes and affirmed the manager had a role in performance review. The instigators had left by 
this time (Sample 3)  

� It wasn't isolated with me; therefore looked to have [the bully] replaced (Sample 2) 
� Attempted to work through the issues to achieve a positive outcome for me and my team. I saw 

little benefit in approaching the managerial team above me or utilising any [organisations] HR 
services (Sample 1) 

Other actions: 

� Mediation: bully told lies, became the victim did get some things out in the open and the bully 
resigned soon after (Sample 2) 

 

 

As can be seen in Table 28, the actions taken by self-identified targets of upwards 

bullying outside the organisation appear to have been perceived by the respondents as 

helpful overall. The two actions that appeared most helpful were discussing the situation 

with family and with friends (64.5% and 74.2% who took these actions found them to be 

helpful, respectively). Furthermore, educating or informing oneself about inappropriate 

behaviour, was another action that appeared to be helpful by those who engaged in it 

(54.8%). For some of those who engaged in them, actions such as taking part in leisure 

activities, relaxation or stress reduction activities appear to have been helpful (51.6% leisure 

activities; 48.4% relaxation or stress reduction activities). 
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Table 28 
Actions taken outside the organisation 

 Helpful Unhelpful Neither N/A Missing 

10 3 1 17 - 1. Sought advice from a medical practitioner 
 32.3% 9.7% 3.2% 54.8%  

10 2 2 16 1 2. Sought advice from a counsellor 
 32.3% 6.5% 6.5% 51.6% 3.2% 

9 1 3 18 - 3. Sought legal advice 
 29.0% 3.2% 9.7% 58.1%  

2 - 2 24 3 4. Visited a religious advisor 
 6.5%  6.5% 77.4% 9.7% 

20 2 4 5 - 5. Discussed the situation with my family 
 64.5% 6.5% 12.9% 16.1%  

23 1 2 5 - 6. Discussed the situation with my friends 
 74.2% 3.2% 6.5% 16.1%  

17 - 5 9 - 7. Read about bullying or the inappropriate 
behaviour  54.8%  16.1% 29.0%  

16 3 1 10 1 8. Engaged in leisure activities selected to help 
me overcome the effects of the bullying or 
inappropriate behaviour  51.6% 9.7% 3.2% 32.3% 3.2% 

15 2 - 13 1 9. Engaged in relaxation or stress reduction 
activities (e.g., massage, meditation or 
similar) 48.4% 6.5%  41.9% 3.2% 

11 3 4 11 2 10. Engaged in activities designed to help build 
skills to respond to the problem (e.g., 
assertiveness classes, problem solving skills 
or similar) 

35.5% 9.7% 12.9% 35.5% 6.5% 

 

 

 

Table 29 
All open-ended responses to actions taken outside the organisation 

� Distraction techniques. Studied at Uni but the more courses undertaken bullying got worse!!! 
(Sample 2) 

� Conducted research on the bullying problem; joined a support group with Qld working women's 
service; spoken to media re: the issue; started a support group for others that has run for 2 years. 
Long term medication (Sample 2) 

� EO tribunal—unhelpful; Ombudsman—unhelpful; State Administrative Tribunal—helpful; Fles 
[sic]—helpful (Sample 2) 
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Conclusion 

Data gathered in the qualitative study was used to develop the questionnaire used as 

the basis of the second quantitative study. The aim of the second study was to explore 

further the nature of upwards bullying. A total of 138 managers completed the 

questionnaire, with 22% of respondents self-identifying as having experienced upwards 

bullying. Within the causes of upwards bullying, the results of a factor analysis that 

investigated managers’ perceptions of why upwards bullying occurs indicated that 

managers who self-identified as having experienced upwards bullying identified 

environmental factors (e.g., the culture of the organisation and lack of respect and distrust 

of management) as the reason managers are bullied by staff. Managers who self-identified 

as not upwards bullied, on the other hand, perceived varying individual factors of the 

manager (target) (e.g., lack of concern for staff and poor communication and managerial 

skills of the manager) as the reason upwards bullying occurs. Results from a logistical 

regression suggested that although working in a regional area does not increase the 

probability of being upwards bullied, being a female manager does. The behaviours of 

upwards bullying were examined using a cluster analysis, with three groups, ‘Not Bullied’, 

‘Infrequently Bullied’ and ‘Bullied’ identified.  

Using Analysis of Variance, differences were found between the three groups 

identified in the cluster analysis, on these three dependent variables of a manager’s job 

satisfaction, intention to leave, and organisational identification. Open-ended questions in 

relation to the affect on self-identified targets and the workgroup were also presented. 

Finally, managers’ perceived social support was explored using a multivariate analysis of 

variance. Results from this analysis suggests that managers who self-identified as having 

experienced upwards bullying feel less supported by their manager and colleagues than 

those who have not had an experience of upwards bullying. Having now explored the nature 

of upwards bullying using a mixed methodology approach, the following chapter will 

present an in-depth discussion of the results from both studies, the theoretical and practical 

implications of this research program, limitations and future research directions.   
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CHAPTER TEN 

DISCUSSION—THE NATURE OF UPWARDS BULLYING 

Overview 

The present research program aimed to answer the question, What is the nature of 

upwards bullying? by using a mixed methodology design. Two sequential studies, a 

qualitative interview study and a quantitative questionnaire study explored the causes, 

behaviours, impacts, management and strategies for addressing upwards bullying. 

Following a review of the literature in relation to workplace bullying, power, dependency, 

political tactics, and social identity theory, six propositions were developed. Ten hypotheses 

were also developed to test and further explore elements of the propositions as part of the 

second study. The mixed methods approach enabled the researcher to investigate the nature 

of upwards bullying to develop a deep understanding of the phenomenon while enhancing 

the generalisability of the results gained from the use of both interview and questionnaire 

data (Jick, 1979).  

In accordance with the mixed-methodology approach this chapter incorporates 

findings from both the qualitative and quantitative studies. A summary of the propositions 

and hypotheses will be presented first, prior to a deeper exploration of the findings and 

results. As with other chapters, discussion of the findings will begin with the causes of 

upwards bullying, before considering the behaviours, impacts, management and strategies 

for preventing and managing upwards bullying. Finally, the theoretical and practical 

implications of the research program will be discussed.  

Summary of Propositions and Hypothesises 

Throughout this research program, the nature of upwards bullying, that is, the causes, 

behaviours, impact, management and strategies for prevention and management of upwards 

bullying, have been explored. In relation to the causes of upwards bullying, it was proposed 

that; Organisational factors, such as organisational change and changes in workplace 

diversity, may act as factors that contribute to upwards bullying (Proposition One). In 

addition, it was also proposed that; A manager whose position is not respected may be 

vulnerable to upwards bullying (Proposition Two). Results from the interview study (Study 

One) supported both propositions. The questionnaire study (Study Two) also examined the 

perceptions of managers as to the causes of upwards bullying. Further, as part of the second 

study, the issue of vulnerability was explored by testing the hypotheses that; Working in a 

regional area would increase an individual’s vulnerability to upwards bullying (Hypothesis 

One), and Women managers would be more vulnerable to upwards bullying (Hypothesis 
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Two). While Hypothesis One was not supported, results indicated that women were more 

vulnerable to upwards bullying, thus Hypothesis Two was supported.  

With regard to upwards bullying behaviours, it was proposed that; It is expected that 

due to managers’ positional power overt bullying behaviour against a manager will be 

identified rarely (Proposition Three). Proposition Three was elaborated in three sub-

propositions: 

Proposition 3a: A staff member(s) may use coercive power through 
behaviours like pressure tactics, such as rumour or gossip, the use of 
or threat of sabotage, and approaching their manager’s supervisor 
with an unjustifiable grievance or complaint to bully their manager. 

 

Proposition 3b: A staff member(s) may use information, expertise, 
knowledge of another person’s vulnerabilities and knowledge of the 
rules of the organisation to bully their manager. 

 

Proposition 3c: In order to balance the target’s positional power, the 
perpetrator may obtain support from another manager or an 
internal/external, formal/informal system. 

 
These propositions were explored initially through the perceptions of managers in the 

interview study. A number of covert and overt behaviours were identified, partially 

supporting Proposition Three and supporting the sub-propositions. In particular, a variety of 

coercive behaviours, withdrawal of information, involvement of third parties, and use of the 

system, appeared to be utilised by staff members. Within the second study, these behaviours 

were scrutinised using an inventory of the identified behaviours. Cluster analysis enabled 

the identification of different groups of individuals according to the frequency of experience 

with negative acts. 

In relation to the impact of upwards bullying it was proposed that; Upwards bullying 

will impact the health and work environment of those who experience it and those who 

witness it, as well as impacting on the workgroup (Proposition Four). Findings from the 

first and second studies supported this proposition. In the majority of cases, it appeared that 

the health and behaviours of the manager were found to be affected negatively. Six 

hypotheses were tested within the second study in relation to the impact of upwards 

bullying on managers’ job satisfaction, intention to leave and organisational identification 

according to the groups identified in the cluster analysis. 

It was hypothesised that; Managers who had not experienced upwards bullying would 

have higher job satisfaction than those who experienced infrequent and frequent upwards 

bullying (Hypothesis Three), and that; Infrequently bullied managers would have higher job 

satisfaction than those frequently bullied (Hypothesis Four). While Hypothesis Three was 
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supported, Hypothesis Four was not supported, indicating that managers who have 

experienced any level of bullying, whether frequent or infrequent, are less satisfied with 

their job than those who have never experienced upwards bullying. It was also hypothesised 

that; Managers who had not experienced upwards bullying would have lower intention to 

leave than those experienced infrequent and frequent upwards bullying (Hypothesis Five), 

and that; Infrequently bullied managers would have lower intention to leave than those 

frequently bullied (Hypothesis Six). Hypothesis Five was partially supported, with results 

indicating no difference in intention to leave between the infrequently bullied and not 

bullied groups. However, difference between the not bullied group and the frequently 

bullied group in relation to intention to leave the organisation was found. These findings 

support Hypothesis Six. Similar results were found with organisational identification. It was 

hypothesised that; Managers who had not experienced upwards bullying would have higher 

organisational identification than those who experienced infrequent and frequent upwards 

bullying (Hypothesis Seven), and that; Infrequently bullied managers would have higher 

organisational identification than those frequently bullied (Hypothesis Eight). Hypothesis 

Seven was partially supported, with results indicating that there was no difference in 

organisational identification between the infrequently bullied and not bullied groups, while 

differences were found between the not bullied group and the frequently bullied group. At 

the same time, Hypothesis Eight was supported, indicating that the frequency of bullying 

was impacting on managers’ organisational identification. In addition, evidence from both 

the interview and questionnaire studies indicates that the impact of upwards bullying 

extends to the wider workgroup.  

Turning to the management of upwards bullying, it was proposed that; Managers who 

experience upwards bullying may be reluctant to seek support (Proposition Five). Indeed, 

the experiences related by managers in the first study indicate that support or the lack of 

support was found to play an important role in the upwards bullying experience, with 

managers feeling unsupported during change and reluctant to seek support because of 

concern that this could impact their career. The second study explored, social support from 

the manager’s supervisor, colleagues and family and friends. It was hypothesised that; 

Managers who self-identified as having experienced upwards bullying would feel less 

supported by their manager than those who had not experienced upwards bullying 

(Hypothesis Nine), and that; Managers who self-identified as having experienced upwards 

bullying would feel more supported by their colleagues, friends and family sub-scales, than 

those who had not experienced upwards bullying (Hypothesis Ten). Results suggest that 

managers who self-identified as having experienced upwards bullying felt less supported by 

their colleagues and supervisors, thus Hypothesis Nine was supported while Hypothesis Ten 
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was only partially supported. However, whether this result was a consequence of the 

experience of upwards bullying or whether the perception of lack of support existed prior to 

their experience remains unclear. Moreover, the experiences related by managers in the first 

study indicate that the lack of action by all parties to address the behaviour of the bullying 

staff member(s) also seemed to be an issue within the management of upwards bullying. 

Finally, it was proposed that A ‘no bullying’ policy, training and support mechanisms 

may be strategies suggested for the prevention and management of upwards bullying 

(Proposition Six). Indeed, a more comprehensive policy that incorporates clearer guidelines 

and consequences for frivolous and malicious complaints was discussed by the interviewees 

in the first study. In addition, training was proposed as a way of reducing the number of 

frivolous complaints, while support was identified as another strategy aiding in the 

prevention and management of upwards bullying. A more detailed discussion of these 

results will now be presented, starting with the causes of upwards bullying.  

Research Area: Causes of Upwards Bullying 

The causes or antecedents of workplace bullying have been a major focus of research 

into bullying in the workplace. Individual, dyadic, group and organisational factors have all 

been explored to explain the occurrence of this phenomenon. Notably, researchers now 

appear to agree that workplace bullying is a multi-faceted phenomenon with multiple causes 

contributing to its occurrence (Zapf, 1999). Within this thesis it was proposed that 

organisational factors such as organisational change and the change in diversity within 

some organisations may play a role in contributing to upwards bullying (Proposition One). 

Furthermore, perceptions of power and the dependency of managers on staff were also 

expected to be factors in facilitating upwards bullying (Proposition Two). Each of these 

factors were explored within the interview study, with further examination of vulnerability 

to upwards bullying in the questionnaire study. In addition, the perceptions of managers as 

to the causes of upwards bullying was explored in the second study. The findings from 

these investigations will now be developed further.  

 Change and Diversity as Contributing Factors 

Workplace Environment 

The findings from the interviews with managers (Study One) indicate that 

organisational factors, such as the organisational environment and organisational change, as 

well as power, are acting as contributing factors of upwards bullying, supporting 

Propositions One and Two. As suggested in the literature, work pressures, like those 

identified by the managers in this study, may result in the manager or supervisor being 
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unable to address bullying or disruptive behaviour by staff, due to lack of time and work 

overload (Leymann, 1996; Vartia, 1996; Zapf et al., 1996).  

The presence of disharmony in the workgroup and an ineffective work environment 

could also indicate that a negative workplace climate may, as suggested by Salin (2003b), 

lead to an environment where workplace bullying can occur. Similarly, it has been 

suggested that continuous change within organisations enhances, “the potential for 

employees to project their fears and resentments into the construction of managers as 

bullies, whether deservedly or not, is high” (McCarthy et al., 2002, p. 536). Thus, a ‘victim-

mentality’ within our organisations may be created (McCarthy, 1999). Indeed, the 

suggestion by Liefooghe and Davey (2001) that staff may actually be using the term 

bullying as a way of voicing their dissatisfaction with organisational issues appears to be 

borne out by the findings, with staff using the complaints mechanisms of the organisation, 

at the expense of the immediate supervisor or manager.  At this time, however, it is difficult 

to directly attribute the occurrence of inappropriate behaviour or even bullying behaviour to 

the organisational climate. Further research would be required to explore this issue in more 

depth. 

Change 

Organisational change.  For over half of those who discussed an experience of 

upwards bullying in the interview study, organisational changes were described as 

occurring just prior to the escalation of inappropriate behaviours by the staff member(s). 

Interviewees described either large scale organisational change, for example, an 

organisational restructure, or smaller change, such as, a change in management or a request 

to move office. Thus, the occurrence of organisational change, and the manager being seen 

as responsible for these changes, may lead to staff blaming the manager for their stress. 

Furthermore, a change of manager and/or that manager then encouraging change also 

appears to be playing a role in creating fear and uncertainty for staff, to which they react via 

inappropriate behaviours. Hoel and Cooper (2000) also found a significant relationship 

between organisational change events and the experience of workplace bullying. In 

particular, the strongest association found was with the change of management. The 

findings from the qualitative study indicate that change within the workplace contributes to 

the occurrence of upwards bullying, supporting Proposition One. 

Indeed, it is very possible that change and the uncertainty it produces may result in 

some staff feeling aggrieved by the actions of their managers (Davenport et al., 1999). As 

stated in Chapter Seven, changes in the workplace may result in staff feeling victimised and 

threatened enough to respond with behaviour that is perceived by managers as bullying. 
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According to the cases described by the managers who reported an experience of upwards 

bullying in the interview study, it appeared they had been acting within the boundaries of 

managerial and organisational expectations when implementing change. From the 

organisation’s perspective therefore, the changes appear justifiable and legitimate. 

However, from a staff member’s perspective the changes may not be perceived as 

justifiable or fair, due to concerns, including in some cases loss of status and loss of pay. As 

a result, resistance to change, and more specifically, resistance to the losses associated with 

the change, is to be expected (Dent & Goldberg, 1999). Although conceptually similar to 

upwards bullying, resistance differs in that it is a reaction to unfair actions by management 

(Folger & Skarlicki, 1999). Thus, it could be argued that, as the managers in these cases 

appear to have been ‘doing their job’, the behaviours by staff in reaction to the changes 

made by managers would not be seen as resistance (Folger & Skarlicki, 1999). These 

possible perceptual inconsistencies need further examination through an exploration of staff 

members’ perceptions of their behaviours (see Future Research within this chapter). 

The issue of perception is further highlighted by Tehrani (2003) who suggests that, 

during times of high stress and when a relationship is perceived as negative, small incidents 

(e.g., not responding to someone) may be interpreted as aggressive acts. She surmised from 

her experience of counselling targets and perpetrators of workplace bullying that the 

“bully/[target] relationship” is not always clear (Tehrani, 2003, p. 280). Instead, she 

suggests that an accusation of bullying is often triggered by the individual’s responses to a 

series of interactions that are built up over a period of time (Tehrani, 2003). Tehrani (2003) 

may well be describing the process that occurs with upwards bullying. Some staff are 

threatened or not happy with particular occurrences and perceive the actions of the manager 

in implementing change (for example) as bullying. This then results in inappropriate 

behaviours, and can eventually lead to an accusation of bullying against the manager by the 

staff member(s).  

Similarly, social identity theory would suggest that staff may seek to reduce the level 

of uncertainty that impacts upon their group identity by taking action, which then creates a 

cycle of action, based on increased risk to the group and individuals within it due to 

previous actions, and need for further action (Ashmore et al., 2001). Thus, upwards bullying 

may occur as an attempt by staff to reduce the amount of uncertainty that is occurring for 

them and can represent a voicing of their dissatisfaction with organisational issues 

(Davenport et al., 1999; Liefooghe & Davey, 2001) directed at ‘Them’ (often the easiest 

target within management such as a supervisor) in the form of bullying behaviours. 

Findings from the interview data support this suggestion. Further research specifically into 

the causes of upwards bullying would need to be conducted to confirm these findings. 
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Change in diversity.  While Hypothesis One, in relation to managers in regional areas 

being more vulnerable to upwards bullying, was not supported, Hypothesis Two was. That 

is, women were found to be more vulnerable to upwards bullying. Similarly, Hoel and 

Cooper (2000) found that women were bullied more often than men. Einarsen et al. (2003) 

suggests that being seen as an outsider may be a contributing factor to the targeting of some 

individuals. According to social identity theory, change could threaten a staff member’s 

position within the in-group or the structure and dynamics of the in-group itself, leading 

some staff to act against the manager as a member of the out-group who they see as 

responsible for the situation (Ashmore et al., 2001). Indeed, the increase of women in 

managerial positions (Hammond & Holton, 1993) would be an example of a change in 

diversity within our current workplaces. Thus, the present results support the proposition 

that changes in diversity may be impacting on the vulnerability of managers who are 

different from the norm within the organisation (i.e., women in the present study).  

Perceptions of Individual and Environmental Factors 

In order to further explore the factors that contribute to upwards bullying, the 

perceptions of managers about the causes of upwards bullying were examined within the 

second study, using an exploratory factor analysis. The factor structure suggests that this 

sample of managers recognise that there are different reasons for upwards bullying and that 

it is a multi-faceted phenomenon. The factor structure developed included: Environmental 

Characteristics, such as stable elements like the culture, lack of respect, distrust and 

politics; Individual Characteristics, for instance stable elements like the personality of the 

bully and manager, prejudices of the bully, and the manager’s vulnerabilities; Varying 

Environmental Characteristics, for example lack of policies, procedures and training; and 

Varying Individual Characteristics of the Manager (Target), such as the amount of effort or 

concern the manager demonstrates towards staff needs, as well as poor communication or 

management skills of the manager. This factor structure could be used as a framework 

within awareness training for upwards bullying, to assist attendees in understanding the 

different explanations for upwards bullying and what can be done at each level to prevent 

and manage the situation (see the section on Prevent Strategies). Further research would be 

necessary to confirm this structure and to test whether the structure would be similar for 

subordinates, and for the phenomenon of workplace bullying more broadly.  

Of interest were the results from the MANOVA, which examined whether managers 

who self-identified as having been bullied upwards differed on these factors from managers 

who self-identified as not having experienced upwards bullying. Differences were found on 

two factors, environmental factors and varying individual factors of the manager (target). 
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Managers who self-identified as upwards bullied perceived environmental factors such as 

the culture, lack of respect, and distrust of management as reasons managers are bullied by 

staff. Managers who self-identified as not upwards bullied, on the other hand, perceived 

various individual factors, such as lack of concern for staff, and poor communication and 

managerial skills of the manager (target) as explanations for the occurrence of upwards 

bullying. These results suggest that correspondence bias or fundamental attribution error, 

that is, the tendency of individuals to attribute another’s behaviour to internal dispositions, 

rather than environmental factors (Gilbert & Malone, 1995), may influence perceptions of 

why upwards bullying occurs. Correspondence bias or attribution error has been referred to 

within the workplace bullying literature as one way of explaining differing views of targets 

and others related to workplace bullying events (Hoel, Rayner & Cooper, 1999; Hoel & 

Salin, 2003); Rayner & Hoel, 1997). Kile (cited in Hoel, Rayner & Cooper, 1999) explored 

attribution error and workplace bullying and “found a progressive situation, where targets 

consider themselves increasingly less responsible for their own experience over time” (p. 

208). According to Rayner and Hoel (1997) attribution error has been used to explain why 

targets are often considered at fault or unstable. Similarly, Einarsen (2000) suggests that 

correspondence bias contributes to the perception that the target is responsible for the 

bullying, which is why the removal of the target from the work environment is often seen as 

the most appropriate course of action. Alternatively, Rayner (1999) suggested that as both 

bullied and non-bullied respondents agreed to the causes of bullying (i.e., Workers too 

scared to report it; and Bullies can get away with it) this would indicate that attribution error 

was not in evidence in the study. 

A lack of awareness of situational factors is one reason given for correspondence bias 

(Gilbert & Malone, 1995). According to Gilbert and Malone (1995), lack of awareness can 

occur due to the invisibility and construal problems. The invisibility problem relates to the 

inability of observers to understand the situation as the individual is experiencing it. For 

example, other managers may be unaware of threats that have been made against a manager 

by a staff member(s), and as a result fail to take into consideration these situational factors 

(Gilbert & Malone, 1995). The construal problem can be attributed to either behavioural 

constraints, which change the behavioural options of the individual (e.g., the target of 

upwards bullying may feel constrained in how they can react to bullying behaviour as there 

may not be any reference in the policy to upwards bullying), and psychological constraints, 

which change the individual’s understanding of their options (e.g., a target’s reaction can be 

influenced by the target’s desire to please the bully) (Gilbert & Malone, 1995). In summary, 

if those who have not experienced workplace bullying “have trouble recognizing the 

situation as it is (the invisibility problem), then they may have even greater trouble 
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recognizing the situation as the actor sees it (the construal problem)” (Gilbert & Malone, 

1995, p. 26). It would seem that within the sample in the present research, individuals who 

have not had an experience of upwards bullying could be making a fundamental error in 

their attributions about the causes of upwards bullying, essentially blaming the inability of 

the manager to manage as the reason upwards bullying occurs. By contrast, those who 

identified as having experienced upwards bullying recognised the role the environment 

played in upwards bullying, further supporting the findings the perceptions of managers 

interviewed in the first study. Thus, it is essential that organisational training programs raise 

awareness about environmental factors as well as internal factors when discussing upwards 

bullying.  

Increasing understanding about the role situational factors play in upwards bullying is 

vital. The perception that ‘managers are to blame’ for upwards bullying may result in 

managers who experience upwards bullying remaining silent in order to protect their 

reputation and standing within the organisation (Lee, 1997). For instance, in her study of 

gender harassment in the US Army, Miller (1997) found that female officers were reluctant 

to seek help due to concerns this would be seen as a sign of their inability to lead or get 

along with others. In conclusion, the results from the present analysis, although suggestive 

at this stage, indicate that it is important that training programs designed to raise the 

awareness of managers with regard to upwards bullying, emphasise the multi-faceted nature 

of upwards bullying, including both individual and situational causation factors. Similar 

approaches should also be used within general workplace bullying training programs.  

Lack of Respect for Manager’s Position 

It was proposed that a manager whose position was not respected may be vulnerable 

to upwards bullying (Proposition Two). Analysis of Study One indicated that most 

managers perceived that either their role or they were not being respected or were being 

challenged by the staff member(s). That is, comments with regard to distrust and disrespect 

were made by some interviewees, while others referred to how their role or authority was 

being constantly challenged. In addition, findings from the interview study suggest that 

factors may be present that reduce a manager’s positional power; factors such as lack of 

support and resources, as well as dependency on the staff member(s). Thus, Proposition 

Two was supported, although it is unclear whether bullying occurs because a manager is not 

respected as an individual or because a manager’s position is not respected. Further research 

is required to clarify this aspect. 
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Illegitimate Power 

Issues related to lack of support and resources to manage inappropriate behaviour or 

reduced productivity were raised in the interviews, but only by managers within the 

Government Owned Corporation (GOC) (n = 15). The suggestion that supervisors, in 

particular, could be vulnerable to inappropriate behaviour due mainly to their lack of 

resources was also made. It is possible that the lack of support and resources managers 

experience in the GOC, especially during high stress periods such as during organisational 

change processes, could be related to the perception of staff that some managers are 

regarded as having illegitimate power (French & Raven, 1959).  

Legitimate power stems primarily from the acknowledgement of a person’s right to 

power (French & Raven, 1959; Mechanic, 1962, 2003), and the perception by others to 

accept the person’s right to power (Bacharach & Lawler, 1980; French & Raven, 1959). 

The lack of a legitimising agent (in the form of a higher authority or senior manager) during 

change, through lack of support or resources, could be perceived by a staff member(s) as a 

violation of the values proposed by French and Raven (1959). As a result, managers and 

supervisors especially, may not have their positional power recognised, compounding their 

difficulties by making them vulnerable to inappropriate behaviour from staff who are 

feeling threatened and aggrieved by change. This reflects the findings of Miller’s (1997) 

study, in which she found that men did not always recognise the authority of women in the 

Army, due mainly to the perception that their power was obtained illegitimately; this 

resulted in covert behaviours that undermined women’s legitimate power. Thus, the 

proposition that a manager whose position is not respected can be vulnerable to upwards 

bullying was supported. Naturally, as only the perceptions of managers were obtained 

throughout this research program, further research which includes the views of staff 

members would be required to clarify the role that perceptions of illegitimate power have 

on the occurrence of upwards bullying. 

Dependency 

The reduction of managers’ power to manage effectively could also be occurring due 

to the dependency of managers on a staff member(s). Dependency appears to play a 

significant role in the occurrence of workplace bullying, in that it can be the target’s 

dependency on the offender that produces the power imbalance necessary for bullying in the 

workplace to occur (Einarsen et al., 2003; Keashly & Jagatic, 2003). For a number of 

managers interviewed, especially those who discussed an experience of upwards bullying, 

the staff member’s critical role in the functioning of the workplace created a dependency on 

the staff member(s). As a result, managers were reluctant to address the staff member’s 
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inappropriate behaviours when they occurred. Similarly, the literature suggests that a staff 

member(s) who has rare and vital skills and expertise will have increased power (Bass, 

1990). Thus, just as managers can abuse their positional power and the dependency staff 

have on them, so too can staff abuse the dependency managers have on them, through the 

use of personal power (Mechanic, 1962, 2003). Indeed, it would seem that within the 

current organisational climate, the challenge for management is to maintain an open and 

trusting relationship with staff while facilitating an appropriate level of dependency 

between the different parties (Bass, 1990). A further challenge is to ensure that managers 

and staff are supported through change.  

Research Area: Behaviours of Upwards Bullying 

One area of research into workplace bullying has focused on identifying the specific 

behaviours that constitute bullying in the workplace. Examples of bullying behaviour 

include: withholding vital information; ridiculing people; keeping a constant eye on 

another’s work; and questioning another’s professional ability (Bassman, 1992; Rayner & 

Hoel, 1997; Zapf & Einarsen, 2001). In particular, Salin (2001) found that work related 

bullying behaviours, such as withdrawal of information, were more common in managerial 

ranks than non-work related behaviours, such as insulting remarks. Indeed, it has been 

suggested that bullying behaviours can be categorised as either personal or work related 

bullying (Einarsen & Hoel, 2001).  

It was proposed that due to managers’ positional power overt bullying behaviour 

against a manager will rarely be identified (Proposition Three). As overt behaviours, in 

addition to covert behaviours, were identified in the first study and confirmed in the second 

study Proposition Three was partially supported. It was also proposed that a staff member(s) 

may use coercive power in three ways. First, coercive power may be used through 

behaviours like pressure tactics such as rumour or gossip, the use of or threat of sabotage, 

and approaching their manager’s supervisor with an unjustifiable grievance or complaint 

(Proposition Three-a). These behaviours were identified in the first study and confirmed in 

the second study, supporting this proposition. Second, it was proposed that through the use 

of information, expertise, knowledge of another person’s vulnerabilities and knowledge of 

the rules of the organisation a staff member(s) may bully their manager (Proposition Three-

b). The withdrawal of information and expertise, and use of rules in relation to the 

grievance system were identified in the first study and confirmed in the second study, 

although it is unclear if knowledge of the targets vulnerabilities was used. Thus Proposition 

Three-b was partially supported. Third, it was proposed that by balancing the target’s 

positional power and reducing the risk to the staff member(s), by obtaining support from 
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another manager or an internal/external, formal/informal organisation system a staff 

member(s) may bully their manager (Proposition Three-c). This proposition appears to be 

supported as the use of the complaints and grievance systems were identified in the first 

study and confirmed in the second study. Within the following section, the prevalence and 

behaviours identified in the interview study and confirmed through an inventory of negative 

acts will be discussed. In particular, work related behaviours, covert behaviours, the use of 

the organisational system, involvement of third parties and the escalation of upwards 

bullying behaviours will be elaborated upon. 

Prevalence of Upwards Bullying 

According to the questionnaire study (Study Two), 22% of participants identified 

themselves as having experienced upwards bullying. Of these, 38.7% reported that the 

behaviours occurred either weekly or daily. Meanwhile, the frequency of behaviours 

according to the cluster analysis would suggest that 44.1% of individuals had experienced 

infrequent upwards bullying (i.e., experienced it now and then) and 8.8% had experienced 

upwards bullying on a weekly or daily basis. These results appear to indicate a higher rate 

of prevalence than that found in workplace bullying research in general. In a review of the 

bullying and mobbing literature, Zapf and Einarsen (2005) found studies that used the 

subjective definitional approach of workplace bullying resulted in between 1% and 4% of 

respondents reporting workplace bullying of once a week for at least 6 months. On the other 

hand, studies using the objective list of bullying behaviours yielded a prevalence of between 

3% and 7% experiencing bullying within similar time frames (Zapf & Einarsen, 2005). By 

comparison, Scandinavian, United Kingdom and European research has identified the 

occurrence of upwards bullying as being experienced by between 2% and 27% of managers, 

with a mean of 11% (figures obtained from a Table presented in Zapf et al., 2003, p. 116). 

These figures are comparable with the results found in the questionnaire study. One 

explanation for the higher prevalence of upwards bullying compared to workplace bullying 

in general may be related to the difference in ratios between staff and management in the 

workplace. It may be that since there are fewer managers in organisations, bullying of 

managers could be proportionate to other forms of workplace bullying. Further research into 

the prevalence of workplace bullying including upwards bullying is needed.  

Covert and Overt Behaviours 

Despite the expectation that mainly covert behaviours would be used by staff, it 

seems that both covert and overt behaviours can be identified as being directed at managers 

from their staff. Similar behaviours to those described by managers have also been found in 
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bullying research in general. These workplace bullying behaviours include the withholding 

of vital information, ridiculing people, keeping a constant eye on another’s work, 

questioning another’s professional ability, spreading damaging rumours, isolating people 

from others, irrational explosive outbursts, and threats (Bassman, 1992; Rayner & Hoel, 

1997; Zapf & Einarsen, 2001). Djurkovic et al. (2004) also found the most common 

bullying behaviours were unjustified criticism, monitoring of performance, unfair pressure 

and comments or sarcasm. These behaviours appear to be similar to the behaviours 

identified in the interview study and confirmed in the questionnaire study.  

The behaviours identified in both studies could fall within the category of “threat to 

professional status, threat to personal standing, isolation, overwork and destabilisation” 

proposed by Rayner and Hoel (1997, p. 17). While these behaviours are inappropriate for all 

workplace members, particular characteristics of the managerial role may compound the 

effects of upwards bullying. A manager’s professional and personal standing at work could 

be especially impacted upon through the behaviours described above, and could isolate 

them from their colleagues and other staff members. Such behaviours could destabilise the 

work environment and increase the amount of work managers in turn need to perform in 

order to address inappropriate behaviour by the staff member(s). The behaviours identified 

in the interviews and confirmed in the questionnaire study will now be explored, beginning 

with the use of covert behaviours, and proceeding to overt behaviours. 

Work Related Behaviours  

One common form of covert behaviour found in this study was the withdrawal of 

information or knowledge. This appeared to occur either by directly not supplying the 

manager with information (e.g., reports), by not doing work when assigned, not being 

contactable, not attending meetings, or coming in late. These behaviours could be seen as a 

form of malingering, which Einarsen (1999) suggested could be a tactic used within 

dispute-related bullying. In addition, these behaviours could be seen as a use of personal 

power by a staff member(s) (Bacharach & Lawler, 1980; French & Raven, 1959; Mechanic, 

1962, 2003; Yukl, 1989). Alternatively, this behaviour from staff could be seen as 

“production deviance”, that is the withholding of effort at work, such as leaving early and 

taking unnecessary breaks, or neglecting work (Robinson & Bennett, 1995, p. 565). Neglect 

involves “putting in half-hearted effort, more absenteeism and lateness, [and] less attention 

to quality” (Turnley & Feldman, 1999, p. 899). Thus, neglect in particular relates to work 

related behaviours identified in the first study.  

Neglect or the withdrawal of effort by staff has been found to be a response to 

psychological contract violations (Turnley & Feldman, 1999) and was suggested as an 
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attempt to “restore [staff’s] sense of being treated equitably” (Bennett & Naumann, 2005, p. 

119). It is possible that by not doing work when assigned and not attending meetings, the 

staff member(s) is responding to what they see as a violation of their psychological contract. 

If this is the case, then the conclusion that change contributes to the occurrence of upwards 

bullying and that staff are attempting to reduce uncertainty (in social identity terms) may be 

accurate. Further research into psychological contract violations and the occurrence of 

upwards bullying and workplace bullying would be needed to confirm this conclusion.   

In addition, the workplace bullying literature has identified that denying the target of 

workplace bullying access to information is one of the most common methods by which 

individuals are bullied (Einarsen & Raknes, 1997; Rayner et al., 2002). Salin (2001), in a 

cross-sectional study of 377 business professionals, found that work related bullying 

behaviours, such as withdrawal of information, were more common in managerial ranks 

than were non-work related behaviours (e.g., insulting remarks). She proposed that bullying 

in managerial ranks could be explained by competition and elevated work pressures within 

higher levels of the organisation. Although the focus of Salin’s (2003) study was on 

bullying within managerial ranks, similar conclusions as to why the withdrawal of 

information was found to be an important element in upwards bullying behaviour in the 

interview study could be drawn. That is, because of staff members’ reliance on personal 

power such as expertise and informational power, it would be expected that bullying 

behaviours would reflect this power base and be more work related. Findings from the 

causes of upwards bullying in relation to the manager being dependent on the staff 

member(s) would support this conclusion.  

Unlike managers who can acquire power from both positional and personal sources, 

staff gain the majority of their power from personal sources, as well as through the use of 

tactics such as persuasion or manipulation to influence those around them (Pfeffer, 1981; 

Porter et al., 2003a). Indeed personal power tends to relate to many facets of a person 

including an individual’s personality or referent power, and the use of charisma and verbal 

skills, expertise, and access to and/or control of information (Bacharach & Lawler, 1980; 

French & Raven, 1959; Mechanic, 1962, 2003; Somech & Drach-Zahavy, 2002; Yukl, 

1989). Similarly, Mechanic (1962, 2003) suggests that staff members can obtain power 

through personal sources. This understanding give rise to the perception that organisations 

can be at the mercy of their staff due to this potentially substantial power base (Mechanic, 

1962; 2003). Indeed, staff may be using the power they currently have to immediately 

address the conflict through covert behaviours (power-use tactics), while also building their 

power base in preparation for future conflicts (power-change tactics, introduced in Chapter 
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Three) (Lawler, 1992). Indeed, within power-use tactics, the use of hostile tactics, which 

tend to be more negative and intimidating, may be occurring in these cases (Lawler, 1992).  

An alternative view, however, could be that the failure of staff to meet deadlines and 

attend meetings could be the result of the elevated level of work required within 

organisations today, or the result of poor management. For similar reasons, behaviours such 

as being disruptive in meetings and making snide comments could reflect a breakdown in 

the staff-manager relationship. Certainly the findings from the interview study in relation to 

the causes of upwards bullying would suggest that the work environment, and especially 

change, play a role in the occurrence of upwards bullying and that trust between 

management and staff appeared to be poor. Research would also suggest that if the 

relationship between a staff member(s) and manager is poor then “protective, deceptive, and 

avoidant communication” is used by the staff member; with more direct tactics used if the 

relationship continued to deteriorate (Waldron, 1999, p. 274). Further, investigation into the 

violation of psychological contracts and change may assist in further clarifying the causes 

of upwards bullying. Whatever the reason for the initial occurrence, it appears that the 

behaviours tend to escalate from covert work related behaviours to overt threats and 

accusations, which in combination, have detrimental impacts on the manager and those 

around them. 

Overt Behaviour 

The use of overt behaviours, such as aggressive outbursts as described by managers in 

the interview study, is counter to the suggestion that staff would attempt to reduce the risk 

to themselves via the use of covert behaviours (Proposition Three). Likewise, the 

questionnaire study found that verbal aggression was also identified as having occurred. 

Thus, despite the expectation that staff would use covert behaviours to bully their managers 

(i.e., Proposition Three), it appears that staff are using both covert and overt behaviours.  

One explanation for the use of overt behaviours could be that the perceived costs of 

bullying for staff were low enough for them to dismiss the risk (Salin, 2003b). An example 

of reduced costs can be a perception of a lack of support from senior managers for 

managers to address workplace bullying behaviours (Salin, 2003b). Another may be that 

workplace bullying behaviours are seen as acceptable, condoned and even rewarded within 

particular contexts (Salin, 2003b). Similarly, Bennett and Naumann (2005) believe 

withdrawal of effort, one form of covert behaviour found in both studies, occurs because of 

a lack of cost to the staff member(s) and “simply because they can” (p. 119). Such 

environments may explain the use of overt behaviours on the part of the staff members 

discussed here.  
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A further explanation is offered by social identity theory. According to social identity 

theory, feelings of victimisation and vulnerability may increase the occurrence of action by 

the staff member(s) and override concerns an individual may have about risk (Ashmore et 

al., 2001). Thus, as introduced earlier, due to organisational changes, staff member(s) may 

have felt mistreated to the point that any concern for risk was overridden. Therefore, 

concerns a staff member(s) may have with regard to the risk of bullying their manager, may 

be overcome if perceived costs are reduced enough or if victimisation and vulnerability on 

the part of the staff member(s) are high enough. 

Use of the system.  Interestingly, the use of organisational processes and in particular 

the grievance system, through either formal or informal accusations, appears to be one 

method used by staff members that makes it especially difficult for managers to defend 

themselves. Indeed the use of the system may be further use of personal power by staff 

members, in particular expertise with regards to the organisation’s systems and rules 

(Mechanic, 1962, 2003; Yukl, 1989). As introduced in Chapter Three, individuals with 

extensive knowledge of the organisational rules could use this knowledge as a coercive 

tactic by ‘working to rule’ (Mechanic, 1962, 2003; Yukl, 1989). Alternatively, it appears 

that knowledge of the complaints or grievance system is being used.  

Despite the recommendation that in formal complaints clear and specific information 

be provided, this detail appeared to be lacking in cases where grievances were lodged. For 

example, recommendations include, “dates, times, and witnesses to incidents with direct 

quotes; factual description of events; indication of how each incident made the complainant 

feel; documentary evidence; details of any action the complainant or others have already 

taken” (Richards & Daley, 2003, p. 254). Such grievance processes may threaten a 

manager’s professional status and personal standing, as well as destabilise the workplace 

(Rayner & Hoel, 1997). The use of the system, through threats, accusations or grievances 

was identified in the interview study and confirmed by the questionnaire study as having 

occurred. A single event, such as a grievance or threat to disrupt work, could be seen as 

representing an ongoing threat to the target and thus could be considered as workplace 

bullying (Einarsen et al., 2003; Zapf, 2004).  

However, some of the situations described in the interview study could have involved 

staff members who perceived themselves as ‘victims’ (as suggested in the causes of 

upwards bullying section) and were using a legitimate course of action available to them. 

Indeed for some, changes within the workplace could result in a loss in wages, status or role 

(e.g., a major restructure resulting in the dissolving of a team the staff member originally 

assisted in creating). What may be occurring is that staff are using the system, by making 

accusations against managers, as a way of expressing their frustration, anger and general 
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dissatisfaction with organisational issues (Liefooghe & Davey, 2001), or dissenting against 

the manager who they believe is the main cause of the stress they are now experiencing 

(Davenport et al., 1999). Indeed, Allen and Keaveny’s (1985) exploration of the factors that 

differentiated those who initiate grievances from those who do not, found that job 

dissatisfaction, a strong sense of pay inequity, a poor attitude towards their supervisor and a 

desire to be more involved in decision making were associated with those who filed a 

grievance. It may be that staff are claiming to be targets of workplace bullying as it is the 

only way they believe they can make their concerns heard. Furthermore, if change is a 

factor in influencing the occurrence of upwards bullying, then the staff member(s) not being 

involved in decision making (Allen & Keaveny, 1985) that leads to change, may further 

influence the use of the grievance system to voice their dissatisfaction.  

An alternative explanation is that some of the cases described in the interviews may 

have involved passive aggressive bullies. Tehrani (2003) suggests that there is little 

recognition of the “passively aggressive bully who uses secrecy, manipulation, obsessional, 

and evasive behaviours as tactics to get their own way” (p. 282); these behaviours are 

similar to some of those described by interviewees. Of interest, Tehrani (2003) states that 

when the target of their passive aggressive actions reacts, then the passive aggressive bully 

will take on the role of the ‘victim’. Again, this reaction appears similar to some of those 

described by the managers interviewed in the first study. When the manager attempts to 

address the covert and overt behaviours of the staff member(s), the staff member(s) 

responds with an accusation of bullying (or similar), thus taking on the ‘victim’ role. In fact, 

Einarsen (1999) suggests that within dispute-related bullying “claiming to be a [target] of 

bullying may be a very effective strategy” (p. 24). In this way, accusations of workplace 

bullying could be seen as ‘a weapon’ used against the manager (or others) who staff view as 

representing the whole organisation (Einarsen, 1999; McCarthy et al., 2002; McCarthy & 

Mayhew, 2004).  

Moreover, defending oneself in bullying situations appears to be complicated by the 

growing awareness of workplace abuse and the use of the label ‘victim’ by either party 

(subordinate or manager) in interpersonal conflicts (Einarsen, 1999; Einarsen et al., 2003). 

As discussed in Chapter One, Einarsen (2000) considers the need for a power imbalance to 

occur and the inability of the target to defend him/herself as essential for a situation to fulfil 

the definition of workplace bullying. When bullying occurs, the perpetrator may gradually 

weaken the target through constant accusations of bullying to the point that, if a power 

imbalance did not previously exist, it is created (Einarsen et al., 2003). For those 

interviewed, the power imbalance associated with upwards bullying appeared to reflect 

either a power imbalance which was strengthened due to the bullying behaviour such as 
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gossip, snide remarks and accusations, or a dependency they had on the staff member(s) 

prior to the bullying.  

Therefore, the use of the word ‘bullying’ and the label ‘victim’ appeared to play a 

part in the upward bullying experience of a majority of the interviewees in the first study, 

and was confirmed as occurring in the questionnaire study. Although this would suggest a 

need to strengthen the disciplinary and grievance systems, strengthening the system would 

require balancing the two issues of encouraging legitimate targets of workplace bullying to 

come forward and developing a system that reduces the occurrence of malicious and 

frivolous claims. 

A unique study by Mesch and Dalton (1992), demonstrates how a grievance system 

can be strengthened while also encouraging individuals to use the grievance system. Within 

this case study, the researchers explored the impact of an intervention designed to promote a 

more open, timely and lower level resolution system to dispute resolution in a public utility 

company. The intervention entailed a ‘fact-finding’ investigation stage, prior to the already 

existing five grievance levels. The additional stage involved a ‘fact-finding team’ made up 

of a union representative and a supervisor, both of whom were not involved in the 

grievance. The fact-finding team’s purpose was to investigate any newly filed grievances. 

Within this process facts could either be “stipulated, or agreed upon by both parties, or in 

dispute, that is, not agreed upon” (Mesch & Dalton, 1992, p. 1100). However, according to 

the authors it was important that further facts not be presented in any subsequent levels of 

investigation. This process removes any incentive parties may have to conceal relevant 

information, a practice that had been occurring within the organisation studied. In order to 

assist in the resolution of disputes at a lower level, the fact-finding team also had the power 

to resolve the disputes without forming precedents for future disputes. According to Mesch 

and Dalton (1992), the fact-finding stage assisted in settling grievances at a lower level, 

increased “the number of compromise resolutions, and [did] not affect the wining 

percentages of the parties”, as well as encouraged grievants to come forward (p. 1109).   

Unfortunately, despite achieving the goals of the intervention, the fact-finding stage 

was discontinued after two years, mainly due to the costs associated with the process 

(Mesch & Dalton, 1992). Costs were increased due to the doubling of grievances filed, 

counter to the expectations of the researchers that it would reduce them. The researchers 

suggested that as the fact-finding stage enabled a more open, efficient and user friendly 

system; this may have had the unexpected result of encouraging individuals who previously 

would not have filed a grievance to do so (Mesch & Dalton, 1992). Thus, the intervention’s 

success was probably its ultimate downfall.  



  
  

 
An Exploration of Upwards Bullying   

Chapter Ten: Discussion-The Nature of Upwards Bullying                                                                                           Page    250   

Despite the discontinuation of the intervention, results from the Mesch and Dalton 

(1992) study indicate the success of strengthening a grievance system while also 

encouraging potential grievants to come forward. Such an intervention provided the fact-

finding team with the power to resolve frivolous grievances that may be a result of 

misunderstandings of individual’s roles or organisational processes. It may also have the 

benefit of identifying malicious or vexatious grievances early in the process, reducing the 

likelihood of the grievance escalating beyond the initial stages and in turn reducing the 

negative impacts on all parties.  

Third party involvement.  The suggestion by Zapf et al. (2003) that staff members 

would bully a manager in association with other supervisors or managers was supported, 

with senior managers in a number of the cases described in the interview study becoming 

directly involved in the bullying. Further, in order to balance out the formal authority of the 

manager, it appears that staff are involving additional third parties who are not directly 

engaged in the bullying. This behaviour of involving third parties was confirmed in the 

questionnaire study, and appears to be similar to the political tactic of using ‘higher 

authority’ introduced by Kipnis and Schmidt (1988, 2003); where the person “appeals to 

higher management for assistance in gaining…compliance with the request” (Yukl & Falbe, 

1990, p. 133), and ‘coalition tactics’ (Kipnis & Schmidt, 1988, 2003) and reflects the 

Behavioural Approach to power. According to Emerson (1962), coalition formation is one 

of the most commonly accepted power processes used and is a tactic adopted by the less 

powerful to gain power. According to managers in the first study, staff made complaints or 

accusations to senior management (or higher) or to external bodies, in order to put pressure 

on the manager. As with the use of the system, however, staff members in these instances 

may have felt they had a legitimate case and were justified in their actions, in that they felt 

they were being victimised. The use of the system and involvement of third parties support 

Proposition Three-c, that staff members may obtain support from another manager or an 

internal/external, formal/informal organisation system. 

Escalation of the Behaviours 

In addition, findings from the interview study indicated an escalation of the 

behaviours from covert work-related behaviours to more overt behaviours such as threats, 

outbursts, and accusations. Similarly, the cluster analysis conducted as part of the second 

study would indicate an escalation of behaviours over time, thereby confirming the 

development of behaviours found in the interview study. As a result of the cluster analysis, 

three clusters of individuals were identified and labelled ‘Not Bullied’, ‘Infrequently 

Bullied’, and ‘Bullied’. The not bullied group was identified by a lack of negative acts, 
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while the infrequently bullied group was identified by the occurrence of negative acts now 

and then. Finally, the bullied group was identified by weekly or daily occurrences of 

negative acts.  

Closer inspection of the frequency of behaviours within each group implies a possible 

progression of behaviours. For instance, behaviours that never occurred for the not bullied 

and infrequently bullied groups, occurred now and then for the bullied group. Examples of 

these behaviours include: intimidating behaviour such as shoving; hints you should quit 

your job; being reminded of the rules of the workplace in an inappropriate manner; being 

pressured by a staff member(s) not to implement disciplinary action; being a nuisance until 

you give them what they want; and threatening to lodge an unreasonable grievance against 

you. Interestingly, most of these behaviours appear to be overt in nature.  

Behaviours that were found to occur now and then for the infrequently bullied group 

were then found to occur on a weekly or daily basis for the bullied group. Behaviours such 

as: the withholding information and expertise; spreading gossip and/or rumours; being 

ignored or socially excluded; being shouted at; being ignored or facing a hostile reaction; 

persistent criticism of your work and effort; having your opinions ignored; and not 

completing work assigned by you, were found to occur more often for the bullied group, and 

appear to be in part covert. This could suggest that while covert behaviours are more 

common, especially for the infrequently bullied group, overt behaviours begin to occur at 

least now and then for the bullied group.  

The behaviours of lodging a grievance or making allegations which are later found to 

be frivolous, and ‘going over the head of the manager’ (target) (to a more senior manager), 

to intimidate the target to change a decision they have made (or will make), appear to have 

progressed from occurring either never or now and then for the infrequently bullied group, 

to occurring monthly or weekly for the bullied group. Again this may imply a progression 

of these behaviours and would suggest that as the bullying continues, the behaviours 

escalate.  

A similar experience of both covert and overt behaviours on the part of a staff 

member directed towards a manager over a period of 18 months was recounted by 

Braverman (1999) in his chapter entitled, When systems fail: The case of the frightened 

manager.  In this case, the staff member’s behaviour escalated from covert behaviours such 

as not completing work and making snide comments, to more overt behaviours such as 

verbal and physical threats, until the manager eventually resigned. Similar results with 

regard to the progression and escalation of bullying behaviours were also found by 

Noteleaurs et al. (in review), leading the authors to conclude that bullying starts with 
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“unobtrusive and indirect” behaviours focused at the target’s work tasks which gradually 

escalate (p. 31). 

The three elements of coercion (coercive potential, threat, and punishment), as 

introduced by Bacharach and Lawler (1980), may assist in explaining the escalation of 

bullying behaviours. According to Bacharach and Lawler (1980), coercion potential and 

threat are critical to the process, while punishment is the consequence of the failure to 

coerce the other party. “Accumulation of coercive potential leads to use of the potential in 

the form of a threat, which leads to enforcement of the threat if the target does not comply” 

(Bacharach & Lawler, 1980, p. 178). In essence, the coercive potential provides the basis 

for the threat, with a substantial amount of coercive potential adding to the credibility of a 

threat (Bacharach & Lawler, 1980). Ultimately, a build up of potential and the use of a 

threat without the need to administer the punishment, demonstrates the successful use of 

coercion (Bacharach & Lawler, 1980).  

Within the upwards bullying context, a staff member(s) may accumulate power and 

increase their coercive potential through the use of covert behaviours like the withdrawal of 

information and effort, thus increasing the dependency of the manager on the staff 

member(s). Once the staff member’s power has developed to a certain level and covert 

threats are not producing the required reactions, more overt threats are made in the hope 

that the target will be coerced and “the user of coercive potential [will] avoid the costs of 

punishment” (Bacharach & Lawler, 1980, p. 178). That is, if forced into implementing their 

threat the perpetrator may actually be reducing their power resources (Bacharach & Lawler, 

1980). Furthermore, as a result of enacting their threat the perpetrator may also reduce the 

level of dependence of the other party on them (Bacharach & Lawler, 1980). If, however, 

the threat is unsuccessful then the staff member(s) can respond with the punishment of an 

accusation or grievance.  

Indeed, this explanation could enhance the Glasl’s (1982) Model of Conflict 

Escalation which has been used by researchers to explain how conflicts can escalate into 

workplace bullying (Einarsen et al., 2003). According to Glasl (1982), three phases of 

conflict escalation can occur. In the first phase the conflict is still reasonably amicable; 

while there is tension both parties are still interested in resolving the conflict. Within the 

second phase, the interpersonal conflict escalates further to the point that the original issue 

is forgotten and the “conflict is more to do with ‘who is the problem’ than ‘what is the 

problem’” (Einarsen et al., 2003, p. 20). Coalitions are formed and disrespect between both 

parties is displayed in threats and aggression (Einarsen et al., 2003). Within the third and 

final phase the behaviours become increasingly aggressive where  the downfall of the 
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opponent is the goal of the conflict (Einarsen et al., 2003). It is between the second and 

third phases, that according to Zapf and Gross (2001), bullying begins to occur.     

However, it could be argued that coercive potential through the use of covert 

behaviours like the withdrawal of information and effort, which increases the dependency 

of the manager on the staff member(s), begins to occur in the first phase of Glasl’s (1982) 

model. According to Glasl (1982) within the first phase discussions to resolve the conflict 

begin to be replaced by actions. It is only once these covert actions fail to have their 

expected result and the staff member has developed their power to a stronger position that 

more overt threats are made in the hope that the target (manager) will withdraw. This 

perspective adds depth of understanding about the possible progressive and dynamic nature 

of upwards bullying as the conflict escalates.  

To better understand these processes, further research is needed using the cluster 

analysis approach to investigate the escalation of upwards bullying and indeed workplace 

bullying in general. As a result, a theoretical understanding of the process of workplace 

bullying can be further explored.  

In summary, the behaviours identified in the interview study and confirmed in the 

questionnaire study appear similar to workplace bullying behaviours in general. However, 

Proposition Three was partially supported due to the use of overt behaviours as well as 

covert behaviours. The type of behaviours identified supports Propositions Three-a (use of 

rumour, gossip and sabotage), Three-b (use of information and expertise, although 

knowledge of the target’s vulnerabilities was not identified) and Three-c (use of pressure 

tactics). 

Research Area: Impacts of Upwards Bullying 

It was proposed that upwards bullying would impact the health and work environment 

of those who experience and witness it, as well as impacting on the workgroup (Proposition 

Four). The results from both studies support this proposition. Within this section, the 

impacts upon the manager, including the health, personal and work related impacts will be 

discussed, followed by a discussion of the impacts on the workgroup and organisation. 

Impact on the Manager (Target) 

Health and Personal Impacts 

Negative effects have been reported for targets of downwards and horizontal 

workplace bullying (see Einarsen, 2000; and Einarsen & Mikkelsen, 2003 for reviews of the 

impacts of workplace bullying on the target). In the present study, it was proposed that 

upwards bullying would impact upon the health and work environment of managers who 
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were targeted. The health impacts upon the managers interviewed in the first study, 

including those who discussed the managerial work environment, were similar to the 

physical and psychological effects workplace bullying has been found to have on 

employees and colleagues (Einarsen & Mikkelsen, 2003). Effects include, general ill health, 

eczema, shingles, migraines, and anxiety attacks. Similarly, a large percentage of 

questionnaire respondents who self-identified as having experienced upwards bullying 

believed that their mental and physical health was negatively impacted upon. Overall, two-

thirds of managers who self-identified in the questionnaire study as having experienced 

upwards bullying reported that their experience had negatively impacted on their life. 

Findings from the interview study also indicated a range of personal impacts upon the 

manager (target). For instance, interview and questionnaire data suggested that a manager’s 

confidence or self-esteem was detrimentally impacted. Managers in the interview study 

indicated a concern for how an experience or accusation of bullying can impact upon their 

career. Likewise, two-thirds of target managers in the questionnaire study felt that their 

career had been negatively affected. Luparell (2004) found a similar concern amongst 

targets of incivility, specifically with regard to job security and reputation. Interestingly, 

half of targeted managers in the questionnaire study felt that their willingness to discipline 

staff was also negatively affected. This result reflects similar findings in the interview 

study, where managers appeared to experience increased hesitancy to address disciplinary 

matters in the future. Similarly, Miller (1997) found that female officers were reluctant to 

report inappropriate behaviour by subordinates as they felt it would be considered a sign of 

their inability to lead or get along with others. Indeed, feelings of shame (Lewis, 2004), due 

to the belief they should have been able to manage the behaviours, may result in a concern 

for their career. Overall, the findings from the interview and questionnaire studies indicate 

that an experience of upwards bullying can have a considerable personal impact on the 

manager (target) and furthermore shows support for the work of Lewis (2004) and could be 

used in further research.  

Impacts on Manager (Target) at Work 

According to the interview study data, it appears that the experience of upwards 

bullying or the possibility of upwards bullying may make managers wary and self-

protective while at work, which can impact negatively on their confidence and ability to 

fulfil day to day duties. Similar findings have been found within the broader workplace 

bullying literature, with insecurity and lack of concentration identified as being related to 

workplace bullying (O'Moore et al., 1998), which impacts on an individual’s ability to carry 

out daily tasks (Einarsen, 2000). For instance, McCarthy et al. (1995) found that 27% of 
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people who had experienced workplace bullying reported reduced work output and 19% 

reported a decrease in work quality. In addition, McCarthy and Barker (2000) found that 

21% of workplace bullying targets reported reduced productivity and 22% reported 

impaired decision making. It appears that, as a result of inappropriate behaviour or upwards 

bullying, managers within the first study began to manage differently, as they became wary 

of staff and were reluctant in some cases to manage in the same way they had before the 

inappropriate behaviour commenced. Similarly, for half of the self-identified target 

managers within the questionnaire study, willingness to discipline staff was negatively 

affected. This was mainly due to fear of reprisals, such as an accusation of bullying. As a 

result, the managers interviewed began to change the way they behaved, becoming 

protective of themselves and ‘covering all their bases’ by employing time consuming 

measures such as, having additional people attend meetings as witnesses.  

Managers being wary and changing their behaviour could be seen as a further cause 

of upwards bullying particularly if they became reluctant to discipline staff, a situation 

which could develop because of a concern for how it could impact their personal health and 

career. This concern could either be based on direct personal experience or by witnessing 

other managers being bullied upwards. As a consequence, some staff may not be disciplined 

for inappropriate behaviour, possibly resulting in the staff member(s) believing their 

behaviour is acceptable or at least that they can avoid negative sanctions. Thus, a cycle of 

abuse and management inaction can commence and continue (Ashmore et al., 2001). 

Not surprisingly, experiences reported within the interview study would also suggest 

that upwards bullying can have a negative impact on a manager’s productivity. 

Accordingly, results from the questionnaire revealed that three-quarters of managers who 

self-identified as having experienced upwards bullying believed that their efficiency at work 

was negatively affected. Similar results indicating a reduction in the productivity of those 

who experience or witness workplace bullying have been found within the bullying 

literature (see Hoel et al., 2003; McCarthy and Barker, 2000; McCarthy et al., 1995). Thus, 

it appears that upwards bullying, even when not experienced by that manager, can have 

negative consequences on a manager’s ability to function effectively at work. 

Results from analysis of the questionnaire study indicated that managers who had 

experienced infrequent and frequent upwards bullying behaviours (as identified from the 

cluster analysis) differed from managers who had not been upwards bullied, on the outcome 

variables of job satisfaction, intention to leave, and organisational identification. For 

instance, managers who have infrequently and frequently experienced upwards bullying are 

less satisfied with their job than those who have never experienced upwards bullying. It is 

interesting to note, however, that there was no difference found between those who 
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experienced infrequent and frequent bullying behaviours. This suggests that the experience 

of bullying behaviours and not the frequency of the behaviours decreases manager’s job 

satisfaction. By contrast, other findings separated the frequently bullied from the 

infrequently bullied group. For example, managers who have frequently experienced 

upwards bullying appear to have a higher intention to leave and lower organisational 

identification than those who have never or infrequently experienced upwards bullying 

behaviours. These results would support the negative impacts reported by managers 

throughout the interview study, providing further detail on the potential impact that upwards 

bullying can have on its target. Similar links have been made between the experience of 

workplace bullying in general and job satisfaction and intention to leave (e.g., Djurkovic et 

al., 2004; Einarsen & Raknes, 1997).   

Positive Impact of Experience.  Interestingly, some managers did report positive 

aspects to their experience. Despite significant negative impacts, a number of managers 

within the interview study were able to use their experience to develop personally and 

professionally by reflecting on the experiences and developing potentially more effective 

responses. Using the experience as a learning point may be one strategy for support services 

to assist managers (and other targets of workplace bullying) when they are faced with a case 

of bullying from a staff member(s) (see Parker, Webb, & D'Souza, 1995, for a study into the 

use of critical incident analysis as a learning tool).   

Impact on the Workgroup 

In addition, according to the perception of managers in the interview study, the 

incidents of upwards bullying appeared to impact upon their workgroup, through 

involvement in the conflict, which divided the group or increased the level of stress within 

the group. Twenty-two of the managers who self-identified as having an experience of 

upwards bullying indicated that the workgroup became divided and productivity was 

affected adversely. Similar results of impacts on those in the wider organisational 

environment have also been reported in the workplace bullying literature. For instance, 

Hoel et al. (2003) refer to how being accused of bullying (whether justified or not) will 

potentially impact the individual and organisation, mainly due to the upheaval an 

investigation can cause within the workplace. In addition, intention to leave and turnover 

have been linked within the literature to workplace bullying (Hoel et al., 2003). Moreover, 

Bennett and Naumann (2005) suggest that “when employee withholding of effort [that is, 

neglect] is left unchecked, there are certain deleterious impacts on productivity and morale” 

(p. 120). These impacts on the target and workgroup will presumably impact adversely on 

the organisation. The results from the present study strongly suggest that specific 
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intervention strategies and skilled assistance are needed in order to reduce the deleterious 

impact of bullying behaviour on the manager and their workgroup. 

Research Area: Management of Upwards Bullying  

Despite the lack of research into the success of strategies to manage workplace 

bullying, a range of interventions have been proposed to assist in addressing and managing 

workplace bullying (e.g., Hubert, 2003; McCarthy et al., 2002). Within the first study, the 

issues of support and taking action appeared to be significant. As a result, social support 

from the manager’s boss, colleagues, friends and family were further investigated in the 

second study. In the following section, the issue of lack of action by all parties and the 

importance of support will be discussed.  

Lack of Action 

Findings from the interview study indicate that the inappropriate or bullying 

behaviour by the staff member(s) was often allowed to continue without action from the 

organisation/Human Relations Department or immediate senior manager to assist the 

manager (target) to address the behaviour. Braverman (1999) described a similar response 

by organisation/Human Relations Department and senior management. The lack of guiding 

organisational policy or of special procedures in relation to bullying appeared to be 

important contributors in this case (Braverman, 1999). In addition, an over-reliance by the 

organisation on following specific legal procedures rather than gaining a genuine 

understanding of the individual case led to inaction on the part of the organisation to assist 

the manager (Braverman, 1999). The latter approach essentially resulted in the perpetrator 

being protected and later promoted (Braverman, 1999). Disciplining the staff member for 

their inappropriate behaviour was seen as the only response the manager could take to 

address the behaviours (similar to the suggestion Sally received from her senior manager, 

see Unhelpful Actions of Senior Manager, Chapter Seven) who, as a result of the repeated 

inappropriate behaviour, resigned from the organisation (Braverman, 1999). Perhaps the 

difficulties managers are currently faced with in relation to managing staff, especially 

through periods of change, need to be recognised by management, and the organisation as a 

whole. However, this situation does not appear to be straightforward or simple to address, 

with a number of the managers interviewed expressing reluctance to take action of any kind 

as well. 

Lack of action by the organisation/Human Relations Department and senior 

management also appears to have resulted in the manager (target) continuing to manage the 

staff member even after an accusation of bullying (or similar) was made against the 



  
  

 
An Exploration of Upwards Bullying   

Chapter Ten: Discussion-The Nature of Upwards Bullying                                                                                           Page    258   

manager (target). Merchant and Hoel (2003) suggest that, where severe accusations have 

been made (e.g., threats of violence, as in some of the cases reported within Study One), or 

where the complainant does not want to continue working with the alleged perpetrator, then 

suspension of the alleged perpetrator pending the outcome of the investigation is preferred. 

Rayner et al. (2002) suggest suspending all parties with pay. While it may not always be 

possible to suspend the alleged perpetrator (e.g., due to the size of the organisation), 

common sense would suggest that strategies should be put in place to protect all parties at 

least until resolution of the investigation and the underlying conflict. 

Another issue that was of concern to those interviewed was the lack of action in 

response to frivolous and in some cases malicious accusations. Similar concerns have been 

raised within the workplace bullying literature. For instance, Woodman and Cook (2005) 

found that respondents within their study indicated a lack of protection for those accused 

and a lack of action available in cases of malicious accusations. For instance: “the 

individual accused of bullying had no formal protection and no course of action was 

available when they were found to have been maliciously accused. Another manager 

commented that a malicious complaint was simply swept under the carpet” (Woodman & 

Cook, 2005, p. 9). 

Interestingly, Richards and Daley (2003) suggest that procedures should be in place 

to ensure a fair hearing for all parties, including a provision for action on malicious 

complaints. They refer to the policy of a local council that suggests if the investigator 

considers the complaint was malicious then disciplinary action should be taken. In the case 

of a malicious grievance, Merchant and Hoel (2003) suggest that a motive for placing a 

malicious complaint must be shown. Where malice is suspected, the investigator must be 

informed (Merchant & Hoel, 2003). However, due to the complexity that surrounds 

accusations and perceptions of bullying (or similar), it is not always as easy as disciplining 

someone for submitting a frivolous or malicious grievance or accusation (as raised by Brad, 

see No Disciplinary Action for Frivolous Grievance, Chapter Seven). That is, the individual 

may feel legitimately aggrieved and is rightly using a course of action available to them.  

Findings from the interview study suggest that once a grievance has been investigated 

(and in the cases of those interviewed, cleared), both manager and staff member are 

expected to go back to work ‘as if nothing had happened’. As raised in Chapter Seven, the 

lack of a clear outcome could also be seen as a cause of further inappropriate or bullying 

behaviour due to the belief ‘you can get away with it’. Importantly, these situations appear 

to be conflicts that a grievance investigation itself will not resolve, and thus, little has been 

done by the organisation to address the underlying issue or conflict. Keashly and Nowell 

(2003) suggest that once aggressive behaviour has been controlled, it is important that both 
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parties explore “the dynamics of their conflict and groundrules for improving the 

relationship back towards one of trust and mutual respect” (p. 352). Therefore, by getting 

both parties to discuss how they will get back to a working relationship, organisations will 

begin to resolve the underlying conflict that prompted the grievance in the first place and 

hopefully prevent potential conflicts.  

Importance of Support 

The provision of support has been suggested as important in reducing the impact of 

workplace bullying (Matthiesen et al., 2003; Quine, 1999), while the lack of support has 

been related to a target’s inability to cope and manage workplace bullying (Lewis & Orford, 

2005; Leymann & Gustafsson, 1996). The provision of support is even more important due 

to the escalating nature of workplace bullying (Keashly & Jagatic, 2003). However, it was 

argued that due to the position a manager holds and concern managers may have that 

seeking support may adversely impact their standing in the organisation (Lee, 1997), a 

manager may feel constrained in how they seek assistance or support when faced with 

upwards bullying (Proposition Five). Indeed, for targets in general, seeking support appears 

to be a difficult process, perhaps due to the feelings of shame associated with being a target 

of workplace bullying (Namie, 2003).  

Findings from the interview study indicate that managers (targets) were reluctant to 

seek support, but the majority indicated that when necessary they did seek some form of 

assistance from their immediate manager, Human Relations Department, colleagues, friends 

or family. As noted earlier, concern expressed by managers in the interview study about 

seeking support from within the organisation appeared to center around how situations with 

a staff member(s) behaving inappropriately can impact a manager’s future career. Female 

officers were also reluctant to seek help in Miller’s (1997) study of gender harassment. 

Reluctance by women to report inappropriate behaviour was attributed to concern that they 

would be blamed. Furthermore, the link between profound feelings of shame and workplace 

bullying may also result in targets not seeking support (Lewis, 2004). 

Notably, when support was sought to address the situation within the organisation, 

most interviewees reported that the support provided appeared to be unhelpful. Responses 

from many of the managers who self-identified as targets of upwards bullying in the 

questionnaire study indicated that support schemes in place within organisations (i.e., 

contact officer or Employee Assistance Programs) were not accessed or used, or when they 

were used they were generally not constructive. Alternatively, findings from both studies 

would indicate that, on the whole, support that came from family and friends was helpful. 

Respondents to the questionnaire also indicated that support from a medical practitioner and 



  
  

 
An Exploration of Upwards Bullying   

Chapter Ten: Discussion-The Nature of Upwards Bullying                                                                                           Page    260   

counsellor from outside of the organisation was beneficial. These results suggest that 

managers had concerns about seeking help and in general did not seek support within the 

organisation (as per Proposition Five). 

Nevertheless, comments from interviewees and questionnaire respondents suggest 

that in some cases when support was sought from the organisation or its representatives it 

was helpful. Helpful support appeared to be that which brought about some practical 

solution or resolution to the issue, as well as assisted the manager (target) in managing the 

situation (e.g., provided coaching). According to Leymann and Gustafsson (1996) and 

Matthiesen et al. (2003), a central element in assisting targets of workplace bullying to cope 

is the provision of social support. In fact, Quine (1999) suggested that “support at work may 

function as a buffer against stress by providing resources to enable [targets] to cope” (p. 

231). Thus, it appears that the provision of support, or conversely, lack of support play a 

significant role in the management of upwards bullying.  

It is important to note, however, that the organisation/Human Relations Department 

and senior managers are not the only ones responsible for lack of action or support. For 

instance, within the interview study it appeared that a number of actions by the manager 

(target) themselves were also found to be unhelpful (e.g., attempts unsuccessfully to address 

the situation with the staff member directly). Thus, just as the organisation/Human 

Relations Department and senior managers are reluctant or unable to address the behaviour 

of some staff, so too are the managers (targets) themselves. This may suggest the need for 

better education and training programs for staff and management alike, in relation to the 

support measures within organisations. Alternatively, if managers are not accessing the 

support measures within the organisation, further consideration as to the suitability of these 

measures for managers needs to be considered. For these reasons, it is suggested that 

specific assistance is needed for managers who are faced with upwards bullying by their 

staff so that they do not suffer loss of face, and are encouraged to seek assistance. 

Social Support Measure 

As social support appeared to play a significant role in the management of upwards 

bullying for managers in the interview study, an appropriate measure of social support in 

which individual’s rate the amount of support they received from their supervisor (boss), 

co-workers (colleagues), relatives/friends was used (Caplan et al., 1980). It was found that 

managers who have had an experience of upwards bullying feel less supported by their own 

manager (boss) and colleagues than those who have not had an experience of upwards 

bullying. Non-significant results were found for the relatives/friends measure. The 

difference in the perceived level of support from their boss and colleagues by those who 
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experienced upwards bullying may be a result of their bullying experience (e.g., they feel 

they did not receive the support they needed from their senior manager and colleagues). An 

alternative explanation, however, is proposed by Zapf et al. (2003). 

Zapf and his colleagues (2003) suggest that in order to overcome the positional power 

of a manager, staff would need support from superiors (i.e., other managers and 

supervisors) to bully a manager. In essence they suggested that it would be difficult for a 

staff member(s) to bully any manager who has the genuine support of their senior managers 

and colleagues (Zapf et al., 2003). By contrast, they argued that isolated managers who 

have lost the support of their colleagues and senior management would be vulnerable to 

upwards bullying. The present results may be an indication that the managers in this study 

were isolated from their boss and colleagues (i.e., they do not feel supported by them), and 

as a result are vulnerable to upwards bullying. If this is the case, the lack of support could 

be a further possible cause of upwards bullying. Additional research is required to 

investigate the causal relationship between lack of support and upwards bullying, focused 

on whether lack of support in fact increases vulnerability, or whether an experience of 

upwards bullying leads to a perception of a lack of support (due to lack of action on the part 

of the organisation and its representatives to address the situation).  

Research Area: Prevention and Management Strategies  

It was proposed that a ‘no bullying’ policy, training and support mechanisms may be 

strategies for the prevention and management of upwards bullying (Proposition Six). 

Information with regard to this area was obtained from the interview study. The prevention 

and management strategies were either suggested by interviewees or were identified as a 

result of the managers’ experiences of what helped and did not help in circumstances of 

upwards bullying. Indeed, the behaviours and difficulties managers experienced were 

strongly reflected in prevention and management strategies presented here. Prevention and 

management strategies that emerged throughout the first study included: recognising 

upwards bullying; grooming and training successors; a workplace bullying policy; 

enhancing relationships and communication; support; acting early; and not letting the 

behaviours continue too long. Workplace bullying policy, training, enhancing relationships 

and communication, and support are fundamental strategies that would assist in addressing 

the other strategies proposed by the interviewees. Thus, not only were the strategies 

suggested by managers in the first study expected (as per Proposition Six), additional 

strategies were also suggested. 
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Prevention Strategies 

Policy  

A clearly outlined workplace bullying policy is commonly referred to in the literature 

as one strategy for the prevention and management of workplace bullying (e.g., Hubert, 

2003; Richards & Daley, 2003). As discussed previously (see section on Lack of Action 

within this chapter), processes for fair hearings and action for malicious complaints are 

essential (Richards & Daley, 2003). Ten interviewees within the first study indicated that 

there should be consequences for frivolous or malicious grievances and accusations, 

however, it appears organisations are reluctant to take action against those who initiate 

grievances that are found to be frivolous or malicious. Although this seems to indicate a 

need to strengthen the disciplinary and grievance systems, strengthening of the system 

would require balancing the two issues of encouraging legitimate targets of workplace 

bullying to come forward (a significant issue within the workplace bullying field), and 

developing a system that reduces the occurrence of malicious and frivolous claims.  

Training 

A number of those interviewed in the first study indicated that training for all staff in 

relation to the nature of bullying or discrimination may assist in reducing the number of 

frivolous grievances and accusations. In other words, there would be a decreased use of the 

term ‘workplace bullying’ to indiscriminately categorise all forms of interpersonal conflict 

due to a better understanding of the meaning of the term. This suggestion is supported by a 

number of researchers who assert that all employees should receive training about the 

nature of workplace bullying, its impacts, and the relevant organisational policy and 

management strategies to address bullying at work (Richards & Daley, 2003; Vartia et al., 

2003). Moreover, as the objectives, roles and processes within the workplace can be issues 

that form the basis of potential workplace conflict, it is important they be included in any 

workplace bullying training (Vartia et al., 2003). Results from the factor analysis examining 

the perceptions of the reasons upwards bullying occurs suggest the need to emphasise its 

multi-faceted nature. As previously noted the relationship between upwards bullying (and 

workplace bullying) and the environment is very complex and even possibly reciprocal 

(Keashly & Harvey, 2006) so any interventions that take place would need to consider and 

highlight these interrelationships. Again, a better understanding of workplace bullying and 

other forms of anti-social behaviour, as well as clarifying the role of managers, may reduce 

the number of frivolous claims made.  
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In addition, because staff appear to be using the term ‘bullying’ to describe their 

dissatisfaction with changes within the workplace, a need to assist staff in voicing this 

dissatisfaction in a more functional manner and for managers to hear and address the 

concerns of staff in an empathic way, is indicated. Thus, workplace bullying training would 

be the initial step in preventing upwards bullying, with personal skills development 

suggested to further assist in preventing upwards bullying (McCarthy et al., 2002). Indeed, 

McCarthy et al. (1995) found that training in interpersonal skills, conflict resolution and 

stress management assisted in helping targets of workplace bullying manage the behaviours 

of perpetrators better. Personal skills development would include training in emotional 

intelligence (EI) and interpersonal skills. Recent research has found that EI training can 

assist in increasing the EI of individuals while also improving their team performance 

(Murray & Jordan, 2006). Similarly, interpersonal skills training was also found to increase 

elements of EI (Jordan, Murray, Ashkanasy, & Connors, 2005; Murray & Jordan, 2006). 

Personal skills development may help staff to reflect on their experiences, potentially avoid 

the development of inaccurate inferences about management (Caruso, 1999; Caruso & 

Salovey, 2004), and enable staff to develop the skills to voice their dissatisfaction 

appropriately, while also considering the feelings of others (McCarthy et al., 2002). 

Informing staff of the organisational processes for voicing dissatisfaction may also assist in 

avoiding use of the term ‘workplace bullying’ as a catch-all-phase to encompass a wide 

range of issues in the workplace.   

Personal skills development for managers may also aid the manager to cope with 

inappropriate behaviour when it occurs. For instance, Zapf and Gross (2001) found that 

targets who successfully coped with workplace bullying were found to be better at 

recognising and avoiding escalating behaviour. Personal skills development may assist 

managers in how to de-escalate potential upwards bullying situations. However, personal 

skills development for either the manager or staff member(s) is more likely to assist in those 

cases where staff are making an attempt to respond to organisational issues. Unfortunately, 

skills development may not assist cases where the staff member(s) is acting maliciously 

towards the manager; indeed it may enable the staff member(s) to be more dangerous as 

they are better informed about recognising and manipulating others’ emotions. Nonetheless, 

it is suggested that personal skills development in conjunction with workplace bullying 

training will benefit the majority of those in the workplace, and may assist in preventing 

upwards bullying and workplace bullying in general. Further research into the success of a 

personal skills and workplace bullying training program is however required.  
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Enhancing Relationships and Communication 

Just under half of the managers interviewed in the first study indicated that enhancing 

relationships and communication between staff and management may further assist in 

preventing upwards bullying. By enhancing relationships and communication between 

managers and staff, it may also be possible to reduce the number of conflicts that develop 

into upwards bullying cases. Interestingly, the quality of the relationship between staff and 

manager has been linked to the use of political tactics (Waldron, 1999). For instance, staff 

with low quality relationships with their managers were found to use deceptive and avoidant 

communication and, if allowed to continue, more direct political tactics (Waldron, 1999). 

The present research clearly supports the notion of developing more positive relationships 

and communication between staff and management in an attempt to prevent upwards 

bullying.  

Social identity theory may also assist us in understanding how the relationships 

between staff and management could be enhanced. For instance, intergroup relations have 

been found to improve when subgroups have an understanding of their own and the other 

groups’ identity and roles (Eggins, Reynolds, & Haslam, 2003). Research would suggest 

that different groups will benefit through a better understanding of the characteristics, 

stressors and importance of each group’s role and how they can be mutually coordinated 

with consideration for the broader organisational goals (see Eggins et al., 2003, for a review 

of this research), thereby potentially breaking down the ‘Us’ and ‘Them’ divide. This 

suggestion would also coincide with the proposal by Vartia and colleagues (2003) that 

understanding of the different roles of individuals within the organisation/group should be 

included in workplace bullying training. Thus, by developing better understanding, 

relationships and communication between and within staff and management, organisations 

may be able to prevent upwards bullying (and indeed all forms of workplace bullying). 

Management Strategies 

Support 

The interview findings indicate that support by a number of individuals, especially 

with regard to advice and the development of coping strategies within the organisation, 

appeared to assist managers when faced with inappropriate or bullying behaviours by staff. 

Correspondingly, it appeared that a lack of support from the organisation and senior 

management was a common theme in hindering a manager (and possibly staff members) to 

address inappropriate or bullying behaviour by a staff member(s). Indeed, the provision of 

support to both managers and staff members may assist both parties to address the situation 
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early. In this context, just under half of the managers within the first study expressed the 

view that the provision of support by senior management and the Human Relations 

Department, or encouraging managers to seek support, would assist in managing situations 

where inappropriate or bullying behaviour was occurring. Interestingly, more managers 

who discussed the managerial work environment suggested seeking support as a strategy, 

which may be a reflection of the frustration felt by managers who sought support during 

incidents of upwards but received little. A further explanation could be that the provision of 

support early in cases of inappropriate behaviours assisted these managers in preventing the 

situation from escalating into a case of upwards bullying. 

Ideally, the provision of support should be made available to all parties involved in a 

conflict (McCarthy & Mayhew, 2004; Richards & Daley, 2003). However, possibly due to 

concern over how it may impact their career or their personal standing in the organisation, 

managers interviewed appear to be concerned about seeking support. Similarly, if a staff 

member(s) is feeling victimised and vulnerable due to organisational changes, they too may 

be reluctant to seek help, especially from management who they could perceive as 

untrustworthy and responsible for the changes. A clearly articulated policy and training 

program that emphasises to both management and staff the need for early intervention and 

the seeking of support may help to reduce the number of cases of upwards bullying and 

workplace bullying. Informal and confidential support services, such as an advice line, may 

assist in overcoming this concern as the potential for loss of face is reduced, due mainly to 

the anonymity of the advice. In summary, it appears that support, and the lack of support, 

plays an important part in understanding the nature of upwards bullying. Further research is 

needed however to investigate the success of different support programs in assisting targets 

to address and cope with upwards bullying.  

Theoretical Contribution 

As indicated in the preceding discussion change, the influence of correspondence bias 

on individuals perceptions of the causes of upwards bullying, the use of covert and overt 

behaviours, the use of the system, negative impacts on the targets’ health and ability to 

work, the importance of support, and the lack of action by parties involved in the conflict to 

address and effectively resolve the dispute are important aspects of the nature of upwards 

bullying. With this understanding, it is now possible to return to the process proposed in 

Chapter Four and develop further our theoretical understanding of upwards bullying.  
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Einarsen (1999), in his review of the nature of workplace bullying, proposed an 

aetiology of bullying at work, suggesting bullying was either dispute-related or predatory. 

Dispute-related bullying “develops out of grievances and involves social control reactions 

to perceived wrong-doing”, while with predatory bullying, the target essentially has done 

nothing to provoke the perpetrator (Einarsen, 1999, p. 23). In this case, the “predator either 

is demonstrating power or in other ways is trying to exploit an accidental [target] into 

compliance” (Einarsen, 1999, p. 23). It is proposed that the experiences of upwards bullying 

described in the present research program are in the main dispute-related bullying as they 

seem to stem from changes within the workplace that the staff member(s) is reacting to. 

Figure 20 presents the concept of dispute-related bullying within the process originally 

presented in Chapter Four (see Figures 6 and 7). 

 

Figure 20.  Process of upwards bullying. 

 

A dispute is prompted by a change within the workplace that creates a conflict for the 

staff member(s), for example a loss of status or pay. Although not engaging in predatory 

bullying, the staff member(s) directs their dissatisfaction towards their immediate manager 

who, as a member of an out-group, is seen as the easiest target within management and 

more importantly represents the organisation (Einarsen, 1999). According to social identity 

theory, action by the staff member(s) is an attempt by the staff member(s) to reduce the 

uncertainty that the change is causing them (Ashmore et al., 2001; Brewer, 2001). The 
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change, in the eyes of the staff member(s), is perceived as “wrong-doing” (Einarsen, 1999, 

p. 23, see Stage One in Figure 20), with the possibility of the staff member(s) resenting “the 

behaviour of their opponent to a degree where they themselves feel harassed and 

victimised” (Einarsen, 1999, p. 24). The staff member(s) may even begin to distrust all 

actions of the manager and see them as a sign of aggression by the manager (Einarsen, 

1999). Malingering, as seen in the first and second study through the withdrawal of effort, 

can then be used as a tactic (Einarsen, 1999) along with other covert and overt behaviours, 

which the manager perceives as bullying or intimidation (Stage Two in Figure 20).  

A continuing cycle of threat and harm-doing arises because action on the part of the 

staff member(s) increases the perceived threat from the target, due mainly to the positional 

power that managers hold within organisations (Yukl, 1989). The increase in threat to the 

staff member(s) results in the need for continuing action by the staff member(s) (Ashmore 

et al., 2001) and the escalation of the behaviours (Stage Three in Figure 20). Due to the 

failure of the staff member’s behaviours and threats to coerce the manager (Bacharach & 

Lawler, 1980), further action eventually leads to the staff member(s) taking on the ‘victim 

role’, accusing the manager of bullying or similar (Einarsen, 1999) (Stage Four in Figure 

20). Einarsen (1999) even suggests that claiming to be a ‘victim’ would be a very effective 

strategy by either/both party(ies) in such a conflict. Thus, upwards bullying could be seen as 

a form of interpersonal conflict that has escalated out of control (Einarsen, 1999) in which 

both parties eventually feel ‘victimised’.   

As part of this process, support for the staff member(s) was obtained through the 

involvement of third parties. Support was either direct, that is from another manager who 

became involved in the bullying, or indirect through going over the head of the manager to 

make complaints, or to the union or regularity body. While in most cases it appears that the 

third party was acting with good intentions to support the staff member(s), the impact of the 

third party essentially enabled the staff member(s) to increase their power and create or 

develop further a power imbalance.  

However, involvement of the in-group was not as clear. Some of the incidents 

described in the interview study suggested group bullying in which a central individual(s) 

appeared to lead a group of colleagues in the bullying. In addition, the division of the 

workgroup into those who supported the staff member(s) and those who supported the 

manager would suggest either active or tacit support by others in the group (Ashmore et al., 

2001). However, as these findings report the perceptions of the manager, further research 

into the role of the group in upwards bullying is required to clarify the role played by others 

in the group in upwards bullying.  



  
  

 
An Exploration of Upwards Bullying   

Chapter Ten: Discussion-The Nature of Upwards Bullying                                                                                           Page    268   

Support for the staff member(s) was also obtained through the use of systems either 

within the organisation, for example the grievance system, or outside the organisation, for 

instance regularity bodies. The role of other managers, the workgroup and systems supports 

the roles proposed by Ashmore et al. (2001), that is; the manager is within the out-group 

while the staff member(s) is within the in-group, who is supported by a number of different 

sources, the workgroup, other managers and systems within or outside of the organisation. 

While further research is needed to confirm the process of upwards bullying, I argue, that 

this understanding could be applied to workplace bullying in general and thus research 

should not be confined to upwards bullying alone.  

In summary, this research program has contributed to the workplace bullying 

literature in a number of important ways. First, the research outcomes of the two studies 

have enhanced our understanding of the phenomenon, upwards bullying, a previously 

under-explored area of the workplace bullying research field. Second, through the 

theoretical exploration and application of the power, dependency and political tactics 

literature, I have strengthened our conceptualisation of upwards bullying and answered the 

question, How can a manager be bullied by a staff member? Similarly, I argue this 

application has also increased our understanding of the power imbalance necessary for 

workplace bullying of any type to occur. Third, the application of social identity theory has 

also improved our comprehension of the processes and dynamics of upwards bullying and 

workplace bullying as a whole. Fourth, the application of attribution theory has given 

greater insight into issues around perceptions of causality and training and development 

needs. Finally, by combining the previous three advancements into the process presented in 

Figure 20, our overall understanding of upwards bullying has been progressed. Through this 

enhanced understanding, interventions which aim to address upwards bullying can then be 

developed. 

Practical Implications 

Recognising Upwards Bullying 

Research has consistently found those in lower levels of an organisation to be the 

primary targets of workplace bullying (Rayner & Cooper, 2003; Rayner et al., 2002) and 

manages the perpetrators (Zapf et al., 2003). As a consequence it appears that upwards 

bullying is not recognised as an issue of importance by organisations. Ways in which 

organisations conceptualise and address workplace bullying appear to be limited, with little 

understanding that workplace bullying can occur at all levels. The implication for 

organisations is that there is a need to recognise the existence of upwards bullying and 

initiate policies and strategies to assist managers faced with upwards bullying. By 
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enhancing our understanding of the nature of upwards bullying this thesis has brought a 

coherent understanding of the issue to the notice of organisations. In particular, this thesis 

has emphasised the role change plays in upwards bullying, the importance of support in 

assisting managers to resolve the conflict, and the need for preventative measures such as, 

training. However, recognising the phenomenon of upwards bullying, may involve shifting 

the current thinking and culture within the workplace, such as the expectation that some 

staff may display inappropriate behaviours as part of the work environment and receive no 

negative sanction (Archer, 1999; Hadikin & O'Driscoll, 2000; Rayner, 1997, 1999; Salin, 

2003b).  

Recognising upwards bullying is even more important when the vital role managers 

perform within organisations is considered (Bartol et al., 2005). As suggested within this 

research program, upwards bullying may have a high cost to organisations financially, not 

to mention the negative impacts on the manager’s health and on the functioning of the 

workgroup. Importantly, it needs to be made clear to both managers and staff that, just as 

bullying behaviours are unacceptable when perpetuated by a manager or colleague, these 

behaviours are also unacceptable when carried out by a staff member(s) and directed at a 

manager.  

Acknowledgement of the occurrence of upwards bullying would enable organisations 

to take the first step in addressing the phenomenon of upwards bullying. Further action, 

such as implementing comprehensive training programs and support mechanisms for 

managers and staff, can then occur. Such action on the part of organisations is seen as vital, 

not only for the well-being of managers, but also the workgroup and organisation.  

Strengthening the Grievance System 

Clearly one identified aspect involved in staff bullying managers is the use of 

accusations or the grievance system against managers. Naturally, just as this approach can 

be used against managers it could also be used against colleagues and as such is a 

significant issue for all organisations. As discussed within the prevention strategies section 

in this chapter, training that clarifies the use of the term workplace bullying may assist in 

reducing the use of this term for dissatisfaction within the workplace. Personal skills 

training may assist targets of upwards bullying to cope and manage occurrences of bullying, 

as well as potentially prevent them. However, training may not reduce the occurrence of 

malicious grievance claims. Thus, it appears that there is a need to reassess and strengthen 

grievance systems to protect against malicious and even frivolous grievances.  

However, as there is a significant issue with the under-reporting and lack of use of the 

complaints or grievance procedures by many targets of workplace bullying, the 
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strengthening of the grievance system would require balancing the need to encourage 

targets of workplace bullying to come forward and developing a system that reduces the 

occurrence of malicious and frivolous claims.  In some of the cases described in the 

interview study, a number of the grievances, which resulted six month long and longer 

investigations, were only very brief and lacking in detail about the behaviours which 

allegedly had been occurring. In other cases, issues that were not raised in the initial 

grievance were raised through the course of the investigation, and some of these did not 

relate to the accused. The study by Mesch and Dalton (1992) in which a ‘fact-finding’ 

investigation stage was introduced to the grievance process of a public utility company 

presents one method by which the grievance system can be strengthened while also 

encouraging targets to come forward. Importantly, while it is essential that organisations 

take accusations of bullying or harassment seriously, the principles of social justice are also 

central for all involved in grievances. Additional research into different interventions to 

strengthen the grievance system is required, along with the appropriate training and 

development processes necessary to support changes to the system. 

Limitations and Future Research 

The first study used a semi-structured interview design. The purpose of this 

exploratory interview study was to develop an understanding of upwards bullying from the 

experiences of those interviewed (Fossey et al., 2002). As a result, concerns about 

generalisability were minimal, as the purpose of the study was not to test a population but 

rather examine the phenomenon of upwards bullying (Creswell, 1994; Schofield, 1998). A 

broad understanding of the phenomenon was achieved by including managers who 

discussed the workplace bullying environment in general, and by interviewing managers 

from a range of organisations. In addition, the quantitative questionnaire study (Study Two) 

assisted in confirming and building on the findings from the first study, by providing further 

insight into the nature and prevalence of upwards bullying (Neuman, 2000).  

One inherent limitation of any face-to-face interview study is that the interviewees 

may not be completely truthful in their responses (Catania, 1999). This may be due to the 

need to please the researcher or to protect their own role within the situation being 

described. Moreover, given the topic area and the voluntary nature of the study, self-

selection bias may have occurred. For instance, those who volunteered to be interviewed 

had a particular interest in the topic under investigation. Because of this concern, the 

researcher was careful not to indicate agreement with the interviewee or a preference for the 

direction of the discussion, thus reducing the potential for this bias to influence the research 

outcome. In addition, the high inter-rater reliabilities support the trustworthiness and 
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authenticity of the themes that emerged in the first study. Another limitation of a face-to-

face interview study, especially a semi-structured interview study, is the difficultly that 

surrounds the replication of the study (Creswell, 1994). However, a detailed explanation of 

the researcher’s process, including interview guide, should assist in enhancing the study’s 

ability to be replicated (Creswell, 1994). Naturally, further research is needed to confirm the 

findings of this study.  

For the second study, a voluntary, confidential and anonymous self-report 

questionnaire instrument was used to gather data. Within this approach, inherent problems 

also exist, such as potential low response rates and common method bias. In particular, as 

with the interview study, self-selection bias may have occurred. Use of an anonymous and 

well designed questionnaire, while also directing respondents to answer honestly, 

potentially reduced any social desirability or ‘yea-saying or nay-saying’ that may have 

biased the results (Podsakoff, MacKenzie, Lee & Podsakoff, 2003).  

The low response rate, especially in the first sample of the questionnaire study, raises 

questions in relation to the characteristics of those who chose not to complete the 

questionnaire. However, difficulties experienced during the administration of the on-line 

questionnaire within the first sample (Government Owned Corporation) may have 

influenced the low response rate within this sample. While the overall sample for the study 

was smaller than intended, all criteria were met to ensure the analyses conducted were 

suitable. Nonetheless, a small sample size precluded the statistical exploration of some 

propositions. For example, due to the small sample size it was not possible to explore the 

influence of age as a predicator of upwards bullying. Moreover, the small sample size may 

have influenced the results of some of the analyses. For instance, within the cluster analysis 

further clusters of respondents may have emerged if a larger sample size was used, as 

Notelaers et al.’s (in review) study found. In addition, there was a higher number of self-

identified targets in sample two and three in comparison to sample one, for the second 

study. The small sample size within the second study is perhaps a reflection of the 

difficulties experienced by researchers in Australia in obtaining organisational entry 

(Sheehan et al., 2005), thus limiting access to large populations of potential respondents. 

Future research within and across large populations of individuals is required to further 

explore this phenomenon as well as confirm and expand upon the results of this study. In 

particular, it is suggested further exploration of the perceptions of the causes of upwards 

bullying is needed. Within the second study only the perceptions of those who self-identify 

as targets of upwards bullying and those who self-identify as not experiencing upwards 

bullying was considered. However, due to the small sample size the researcher was unable 

to separate the second group into those who have witnessed upwards bullying and those 
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who have had no experience of upwards bullying (i.e., neither target nor witness/bystander). 

Such research would be potentially able to clarify if the logic of correspondence bias works 

differently for the three groups. Similar research with regards to workplace bullying in 

general would also add to the body of existing research. 

An important limitation within the research program relates to the focus of the study, 

wherein only the voice of managers was heard, which could reflect a potential bias in 

relation to the situations or environment that was discussed by the interviewees and 

respondents. This tendency to focus on the targets of workplace bullying is a common issue 

within workplace bullying research (Zapf & Einarsen, 2003), mainly due to the reluctance 

of perpetrators of workplace bullying to be involved in research. Within the first study, the 

concern of bias was somewhat reduced by the inclusion of managers who discussed the 

workplace bullying environment in general. Nonetheless, the voice of staff and not just 

those who are identified as perpetrators is needed within future research to fully understand 

the dynamics of the conflict and the position of all parties within this complex and 

multifaceted phenomena. For instance, if change and dissatisfaction with change is one of 

the reasons staff begin to ‘neglect’ their work, ultimately filing a grievance, then it is only 

through obtaining the perspective of staff that this conclusion can be fully tested. As a 

result, future research should investigate case studies that include all parties involved in 

upwards bullying cases.  

Climate Study 

In order to explore these issues, it is suggested that a longitudinal climate study with 

follow up interviews, within a number of different organisations (e.g., public/private; 

large/small), be conducted. It is argued that such a study will enable further exploration of 

the role that climate (e.g., change, disharmony and ineffective work environment), power, 

lack of support, and psychological contract violations play in the occurrence of upwards 

bullying and workplace bullying in general. In this way, many aspects of upwards bullying 

that were only touched upon in this research program can be explored. For example, within 

the present research program the role of the group and the occurrence of group upwards 

bullying was not explored in depth. It may well be that group upwards bullying may be 

different from individual upwards bullying, especially after the power of a group is 

considered. For instance, the system may not be used as much, since the group itself may 

have sufficient power and may not require the system to create or exacerbate a power 

imbalance.  

A longitudinal climate study would assist in exploring the behaviours and impacts of 

upwards bullying as well as its prevalence. For instance, while the present research program 
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indicated that 44.1% of individuals had experienced infrequent upwards bullying and 8.8% 

had experienced frequent upwards bullying, research into workplace bullying would suggest 

that staff members predominately make up the majority of targets of bullying within 

organisations. However, due to the difference in ratios between staff and management 

within workplaces, it may be that the ratio of managers who have been targeted by staff is 

comparable. Further refinement of the upwards bullying items developed for the second 

study will assist in the exploration of the prevalence of upwards bullying within the climate 

study. In addition, further research into the use of the grievance system (in particular) by 

staff members in response to actions of the manager is also needed. Further research is 

needed to confirm if staff members are manipulating the system to circumvent disciplinary 

action (or similar).  

In addition, a climate study within large populations of respondents would enable an 

exploration of the vulnerability of targets due to status and other identifiers such as age. For 

instance, Hoel et al. (2001) in their study of organisational status of bullies found that 

supervisors were more vulnerable than middle and senior management to being bullied by a 

subordinate. Resentment for not being given a promotion or even for accepting a promotion 

on the part of the supervisor, especially in an organisation where there is a clear division 

between management and staff, was one explanation proposed by Hoel et al. (2001) for the 

higher level of supervisors’ vulnerability. Indeed, it was suggested by some of the 

interviewees within the first study that this may be the case. While the small sample size 

within the second study precluded statistical investigation of this possibility, further 

research into the vulnerability of different status groups, as well other identifying factors 

such as age, is needed.  

Comprehensive Personal Skills Development Training Program 

In addition to a climate study, research into the likely success of a training program 

that incorporates raising the awareness of anti-social behaviours like workplace bullying, 

and personal skills development, is also needed. It is suggested that an experimental 

research design, using a control group and groups that receive either awareness training, 

personal skills development or combinations of these courses, be conducted longitudinally. 

That is, one group would not receive any training, while others would only receive either 

the awareness training, interpersonal skills training, or EI training. Finally, other groups 

would receive a combination of these training packages with one receiving a comprehensive 

personal skills development program, which would incorporate elements of all of the 

courses. Through such a design, the immediate and long term impact of these interventions 

on the prevalence, perceptions of why upwards bullying occurs, impacts of upwards 



  
  

 
An Exploration of Upwards Bullying   

Chapter Ten: Discussion-The Nature of Upwards Bullying                                                                                           Page    274   

bullying, and the ability of targets to cope and manage upwards bullying and workplace 

bullying in general can be explored.  

Conclusion 

In summary, the present research program utilised a mixed methodology approach to 

explore the question, What is the nature of upwards bullying? This approach to 

understanding the dynamics of how a staff member(s) can and would bully a manager has 

enhanced our understanding of the reasons why and how upwards bullying occurs, as well 

as the consequences. The strength of the research program lies in its dual contribution to 

theory-building and to practice. The theoretical contribution is found in the way it enhances 

our conceptual understanding of workplace bullying through its exploration of power, 

dependency and political tactics, as well as the application of social identity theory to the 

phenomenon. It also makes an applied contribution to the field of workplace bullying by 

indicating that upwards bullying needs to be included in an analysis of the way in which 

bullying occurs in workplaces today. The thesis outlines how organisations can address 

workplace bullying in general, and upwards bullying issues in particular. Specifically, it 

proposes organisational intervention strategies at the level of policy and practice. Clear 

recommendations for further research have been proposed which can explore further 

particular aspects of the nature of workplace bullying, including the bullying of a manager 

by a group of staff.  The need to include the perspectives of staff members in future 

research programs has also been advocated.  Today, throughout the world, social scientists, 

managers, human resource professionals and organisational consultants seek to understand 

more about phenomena such as upwards bullying that are counter-productive to well-being 

and organisational productivity.  The research program reported here has contributed in part 

to this search by providing some insights into not only the nature of upwards bullying but 

also some means to prevent and address it.   
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APPENDIX A 

Information Provided to Potential Participants of Interview Study

 

Workplace Environment and the Misuse or Abuse of Power 

 

Overview of Project: 

It is often assumed that only those in managerial positions hold power within organisations. 
Anecdotal evidence however, indicates managers are now the recipients of misuse of power by 
some staff, as staff endeavour to circumvent the normal day-to-day activities of managers. Such 
behaviour can have significant costs for the recipient, for example to their health and well-being; 
and to the organisation, for example through an increase in turnover and a decrease in 
productivity. The purpose of the current study is to explore the nature of abuse in the workplace 
as it relates to managers. We are seeking managers from a wide range of areas and levels, to 
discuss the work environment of managers in general and the relationships you have with your 
staff more specifically. We are especially interested in any experiences of inappropriate 
behaviours from your staff. The project is considered vital in informing us about how to make a 
safer work environment for all. 

What is required from you? 

If you volunteer to participate in the project it is expected that your participation in the study will 
involve at least two one-hour interviews. With your permission, the interviews will be audiotaped 
and later transcribed. You will be provided with a copy of your transcripts and you will be invited 
to make any additions or deletions. Once the transcription process has been completed the 
audiotapes will be destroyed. 

You are not required to participate in this research project. If at any point in the study you do not 
wish to continue participating you can withdraw without needing to explain your reasons. All 
information you supply will remain anonymous and confidential. At the conclusion of the 
research process the information will be reported in summary form with any names or identifying 
features altered. Only yourself and members of the research team will be able to view your 
original transcript. A copy of the final results will be provided to you at the completion of the 
project. 

Concerns or Questions: 

This study is part of an overall project being conducted by Sara Branch as part of a higher 
degree. Sara’s supervisors have conducted considerable research into the area of workplace 
abuse and all members of the research team are skilled researchers. If you have any concerns 
or questions about the research, please do not hesitate to contact either Sara Branch or her 
supervisors, Dr. Michael Sheehan and Professor Michelle Barker. 

How do you enquire about participating? 

I invite any person who feels they would like to participate or could add value to the study to 
contact Sara Branch on the e-mail or telephone number listed below. 

Thank you very much for considering participating in this study. 

Sara Branch 
Phone: 3875 7671 
E-mail: s.branch@griffith.edu.au 

Dr. Michael Sheehan 
Phone: 3875 7456 
E-mail: m.sheehan@griffith.edu.au 

Associated Professor 
Michelle Barker 
Phone: 3875 7952 
E-mail: m.barker@griffith.edu.au 
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APPENDIX B 
Information Sheet for Interview Study  

 
The workplace environment and the Use of Power in the Workplace 

Information Sheet 
 

Chief Researcher:   
Dr. Michael Sheehan 
School of Management 
Phone: 3875 7456 
E-mail: m.sheehan@griffith.edu.au 
 

Research Team:  
Sara Branch 
E-mail: s.branch@griffith.edu.au 
Associate Professor Michelle Barker 
Phone: 3875 7952 
E-mail: m.barker@griffith.edu.au 

Overview: 

It has been suggested that the misuse or abuse of power in the workplace is not just confined to 
those in formal positions of power and that supervisors and managers are now vulnerable to 
workplace misuse or abuse of power. The purpose of the current study is to explore the nature 
of such abuse in the workplace as it relates to the abuse of supervisors and managers. 

Research Design: 

It is expected that your participation in the study will involve at least two one-hour interviews. 
Further interviews may be required and will only occur with your consent. With your permission, 
the interviews will be audiotaped and later transcribed. You will be provided with a copy of your 
transcripts and you will be invited to make any additions or deletions. Once the transcription 
process has been completed the audiotapes will be destroyed. 

You are not required by to participate in this research project and participation is voluntary. If 
you do not wish to continue participating in the study you can withdraw at any time without 
needing to explain your reasons. All information you supply will remain anonymous and 
confidential. At the conclusion of the research process the information will be reported in 
summary form with any names or identifying features altered. Only yourself and members of the 
research team will be able to view your original transcript. A copy of the final results will be 
provided to you at the completion of the project. 

Concerns or Questions: 

This study is part of an overall project being conducted by Sara Branch as part of a higher 
degree. Sara’s supervisors have conducted considerable research into the area of workplace 
abuse and all members of the research team are skilled researchers. If you have any concerns 
or questions about the research please do not hesitate to contact either Sara Branch or her 
supervisors, Michael Sheehan and Michelle Barker. 

If you have any complaints concerning the manner in which the research project is conducted 
you may forward them to the research team, or, if an independent person is preferred, you can 
contact either:  

• The University's Research Ethics Officer, Office for Research, Bray Centre, Griffith 
University, Kessels Road, Nathan, Qld 4111. Telephone (07) 3875 6618; or 

• The Pro Vice-Chancellor (Administration), Bray Centre, Griffith University, Kessels Road, 
Nathan, Qld 4111. Telephone (07) 3875 7343 

•  

Finally the University and the research team would like to thank you for your assistance with this 
research project. 
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APPENDIX C 
Consent Form for Interview Study 

 
The workplace environment and the Use of Power in the Workplace 

Consent Form 
 

Chief Researcher:   
Dr. Michael Sheehan 
School of Management 
Phone: 3875 7456 
E-mail: m.sheehan@griffith.edu.au 
 

Research Team:  
Sara Branch 
E-mail: s.branch@griffith.edu.au 
Associate Professor Michelle Barker 
Phone: 3875 7952 
E-mail: m.barker@griffith.edu.au 

Overview: 
It has been suggested that the misuse or abuse of power in the workplace is not just confined to 
those in formal positions of power and that supervisors and managers are now vulnerable to 
workplace misuse or abuse of power. The purpose of the current study is to explore the nature of 
such abuse in the workplace as it relates to the abuse of supervisors and managers. 

Research Design: 
It is expected that your participation in the study will involve at least two one-hour interviews. Further 
interviews may be required and will only occur with your consent. With your permission, the 
interviews will be audio-taped and later transcribed. You will be provided with a copy of your 
transcripts and you will be invited to make any additions or deletions. Once the transcription process 
has been completed the audiotapes will be destroyed. 
You are not required by to participate in this research project and participation is voluntary. If you do 
not wish to continue participating in the study you can withdraw at any time without needing to 
explain your reasons. All information you supply will remain anonymous and confidential. At the 
conclusion of the research process the information will be reported in summary form with any names 
or identifying features altered. Only yourself and members of the research team will be able to view 
your original transcript. A copy of the final results will be provided to you at the completion of the 
project. 
Concerns or Questions: 
This study is part of an overall project being conducted by Sara Branch as part of a higher degree. Sara’s 
supervisors have conducted considerable research into the area of workplace abuse and all members of 
the research team are skilled researchers. If you have any concerns or questions about the research 
please do not hesitate to contact either Sara Branch or her supervisors, Michael Sheehan and Michelle 
Barker. 
If you have any complaints concerning the manner in which the research project is conducted you may 
forward them to the research team, or, if an independent person is preferred, you can contact either:  

• The University's Research Ethics Officer, Office for Research, Bray Centre, Griffith University, Kessels 
Road, Nathan, Qld 4111. Telephone (07) 3875 6618; or 

• The Pro Vice-Chancellor (Administration), Bray Centre, Griffith University, Kessels Road, Nathan, Qld 
4111. Telephone (07) 3875 7343 

Finally the University and the research team would like to thank you for your assistance with this research 
project. 

Consent:  
I have read the information sheet and the consent form. I agree to participate in the workplace misuse or 
abuse of power study and give my consent freely. I understand that the study will be carried out as 
described in the information statement, a copy of which I have retained. I realise that whether or not I 
decide to participate is my decision. I also realise that I can withdraw from the study at any time and that I 
do not have to give any reasons for withdrawing. I have had all questions answered to my satisfaction. 

    Signatures:                   ………………………………………………..  ……………….. 
                Participant      Date 
 
 

                     .…………………………………………….        ……………….. 
                Investigator(s)      Date
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APPENDIX D 
Interview Guide 

Greeting: Thank-you for agreeing to volunteer in this study.  I just want to take this opportunity 
to remind you may withdraw from the study at any time without any explanation necessary.  
Also the information you provide here will remain confidential and in the reporting of the 
information any identifying features will be altered.   
I would like to confirm that you are aware that this interview will be taped…. If during the 
interview you would like to stop the tape please feel free to let me know, we can start the tape at 
any time.  Do you have any questions before we start? 
 

Guide Questions Propositions 

Experience 

• about your experience as a manager  

• about your role (area and position)   

• about your workplace  

• about what happens  

• how did it start  Propositions 1 & 2 
• when did it start Propositions 1 & 2 
• what was happening at this time in the organisation Propositions 1 & 2 
• type of organisation did this occur in  

• your role at this time in the organisation Propositions 1 & 2 

• length of time it occurred   

• the behaviours or actions  Propositions 3,  3a, 3b, & 3c 

• how would you describe this behaviour Propositions 3,  3a, 3b, & 3c 

• the main causes or factors Propositions 1 & 2 

• either parties power  Proposition 2 

Impact 

• how did this impact on you Proposition 4 

• impact on physical health Proposition 4 
• impact on you emotionally Proposition 4 
• impact on others in your group/org Proposition 4 

Response – Help or Support 

• your responses to this behaviour.   
o what you did  
o what you didn’t do  
o what helped  
o what didn’t help 

Proposition 5 

• responses to lessen the impact on you Proposition 5 

• seeking support or information Proposition 5 

• Senior managers response 
o helped 
o didn’t help 

Proposition 6 

• HR response 
o helped 
o didn’t help 

Proposition 6 

• Others response 
o helped 
o didn’t help 

Proposition 6 

Retrospective – Prevention and Management 

• you do anything differently Proposition 6 

• you could have done to prevent these behaviours Proposition 6 
• the organisation could have done to manage Proposition 6 
• the organisation could do to prevent  Proposition 6 

Additional: Is there anything more you would like to add? 
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APPENDIX E 
Initial E-mail Sent to Organisational Participants 

To Managers and Supervisors  
 
[ORGANISATION] has for some time been committed to the elimination of all forms of bullying / 
workplace harassment and violence in the workplace. Training provided in [Training Program] was 
specifically about equity issues and included sections on bullying and workplace harassment. 
   
As a part of this ongoing commitment [ORGANISATION] has agreed to take part in a study about 
workplace abuse, which includes bullying and / or workplace harassment, being conducted by Griffith 
University. The purpose of this study is to explore the nature of abuse in the workplace as it relates to 
managers. 
   
The study involves a survey to be completed by [ORGANISATION] managers and supervisors. I 
would like to invite you to complete the following questionnaire; however your participation is 
voluntary and you are not under any obligation to participate in this research. 
   
The study is being directed by a highly skilled team of Australia’s leading researchers in the field of 
workplace abuse and conflict. The team has considerable experience working with public and private 
sector organisations and appreciates the individual differences of each workplace environment. 
   
Workplace abuse comes in many forms and behaviours, and is not just confined to one section or 
level in an organisation. Evidence is emerging that supervisors and managers are now vulnerable to 
workplace abuse. Although participating in this study may not seem to benefit you directly it will 
provide [ORGANISATION] with a better opportunity to address these issues in the future and create 
a positive workplace culture. Furthermore, the practical perspective of the team allows for the 
development of strategies for the prevention and management of any identified problems. 
 
Let me emphasise this questionnaire is for research purposes only and the information will remain 
anonymous and confidential. A summary of the general findings from the study will be made 
available to you through internal newsletters or staff seminars. 
 
The survey may be completed in a number of ways and should be completed by [DATE].  
 
1. Press Ctrl and click on the link below which will take you directly to a website and use the 
username and password exactly as provided. The website is hosted by Griffith University and all 
information provided will be confidential and kept within Griffith University.  
 
http://www.griffith.edu.au/school/gbs/mgt/survey/workenvironment/   
User name:   Survey64  
Password:     Steam31  
 
2. A copy can be sent to you in the mail. Call Griffith University on 3875 7460 and a copy will 
be forwarded to you for you to complete and return to Griffith University.  
 
3. By phone. Phone Griffith University on 3875 7460 and you can arrange a time to complete 
the questionnaire via a telephone interview with a researcher from Griffith University.  
   
It is estimated that the questionnaire will take you about 10-20 minutes to complete (possibly longer if 
via the telephone interview).    
 
Once again I would like to invite and encourage you to take part in this study. It is an opportunity 
for all of us to participate in addressing unacceptable behaviours in the workplace. 
  
Please phone the Equity & Resolution Unit on 81-7207 or 81-2945 if you have any questions about 
this.  
 
Regard  
   
[NAME] 
Executive General Manager  
Human Resources  



  
  

Gold Coast   Logan   Mt Gravatt   Nathan   South Bank   
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APPENDIX F 
Information Sheet for Questionnaire Study 

 

 
 

          Work Environment of Managers 
Information Sheet 

[Detach for your record] 

Welcome  

About the study:  
In order to survive in the current economic climate, organizations have been forced to adapt and change 
and as a result the nature of managerial work has become ever more demanding. Within this 
organisational context, workplace abuse is likely to occur at all levels. Abuse comes in many forms and 
behaviours, and is not just confined to one section or level in an organisation. In addition to lower level 
employees, evidence is emerging that supervisors and managers are also vulnerable to workplace abuse. 
The purpose of this study is to explore the nature of abuse in the workplace as it relates to supervisors and 
managers. Although it may not seem to benefit you directly, we encourage you to complete the following 
questionnaire, so that we can develop a positive work environment for all in the workforce.  

What participation in this study involves:  
Participation in this study asks that you complete a questionnaire that inquires about your experiences of 
inappropriate behaviours. This questionnaire package consists of 4 parts. Part 1 consists of a number of 
questions about yourself; Part 2 asks you to rate your work environment; Part 3 asks you to rate the 
frequency of your experience of inappropriate workplace behaviours, and Part 4 asks you to look at why 
inappropriate behaviours occur. 

It is estimated that the questionnaire will take you approximately between 10 to 20 minutes to complete. 
Once you have completed the questionnaire please return it to the researcher directly or in the envelope 
supplied. The data collected will be stored in a separate confidential database at Griffith University and 
managed by research student Sara Branch. When the completed questionnaire is returned your identity 
will remain anonymous. If you do choose to offer your name for further research (page 13) this will be 
automatically removed from the questionnaire and placed in a separate confidential database.  

Consent to participate:  
Your participation is voluntary and you are not under any obligation to consent to participate in this 
research. Non-participation will not involve any penalty. If you choose to participate you may later 
discontinue participation at any time without penalty or without providing an explanation. It is accepted 
that by returning a completed, or partly-completed questionnaire, you have consented to 
participate in this research.  

Risk:  
As this research asks you about your experiences of inappropriate behaviours there is a risk that 
participation will raise some concerns you may have in relation to these behaviours. In this case we advise 
you to either contact the research team who will refer you to a confidential counselling service or 
alternatively you can access the advocacy network, Workplace Mobbing Australia 
(www.workplacemobbing.com). 

Confidentiality:  
This survey is for research purposes only. Due to the anonymous and confidential nature of this study, 
only members of the research team will have access to your responses. If you have any concerns about 
the confidentiality of your responses please contact the research team. The data collected from this 
research will be reported in general terms and will not involve any identifying features. All data will be kept 
confidential and in a locked filing cabinet in the Department of Management, Griffith Business School.  

Concerns or Questions:  
Griffith University conducts research in accordance with the National Statement on Ethical Conduct in 
Research Involving Humans. If you have any concerns or questions please do not hesitate to contact the 
research team on 3875 7460 (Dr Sheryl Ramsay). Furthermore, if you have any complaints concerning the 
manner in which the research project is conducted you may forward them to the research team or, if an 
independent person is preferred, you can contact the Manager, Research Ethics on 3875 5585 or 
research-ethics@griffith.edu.au.             

Finally the University and the research team would like to thank you for your assistance with this research 
project.  
                              

Remember to keep this page for your own record 

Griffith Business School 
Department of Management 
   
  
Nathan campus, Griffith University 
170 Kessels Road 
Nathan, Queensland 4111 
Australia 
 
Telephone +61 (0)7 3735 6574 
Facsimile  +61 (0)7 3735 3887 
  
www.griffith.edu.au 



  
  

Gold Coast   Logan   Mt Gravatt   Nathan   South Bank   
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APPENDIX G 
Coversheet for Questionnaire Study 

 
 
 
 
 
 

Work Environment of Managers 
Information Sheet 

Welcome  

About the study:  
In order to survive in the current economic climate, organizations have been forced to adapt and change 
and as a result the nature of managerial work has become ever more demanding. Within this 
organisational context, workplace abuse is likely to occur at all levels. Abuse comes in many forms and 
behaviours, and is not just confined to one section or level in an organisation. In addition to lower level 
employees, evidence is emerging that supervisors and managers are also vulnerable to workplace abuse. 
The purpose of this study is to explore the nature of abuse in the workplace as it relates to supervisors and 
managers. Although it may not seem to benefit you directly, we encourage you to complete the following 
questionnaire, so that we can develop a positive work environment for all in the workforce. 

What participation in this study involves:  
Participation in this study asks that you complete a questionnaire that inquires about your experiences of 
inappropriate behaviours. This questionnaire package consists of 4 parts. Part 1 consists of a number of 
questions about yourself; Part 2 asks you to rate your work environment; Part 3 asks you to rate the 
frequency of your experience of inappropriate workplace behaviours, and Part 4 asks you to look at why 
inappropriate behaviours occur. 

It is estimated that the questionnaire will take you approximately between 10 to 20 minutes to complete. 
Once you have completed the questionnaire please return it to the researcher directly or in the envelope 
supplied. The data collected will be stored in a separate confidential database at Griffith University and 
managed by research student Sara Branch. When the completed questionnaire is returned your identity 
will remain anonymous. If you do choose to offer your name for further research (page 13) this will be 
automatically removed from the questionnaire and placed in a separate confidential database. 

Consent to participate:  
Your participation is voluntary and you are not under any obligation to consent to participate in this 
research. Non-participation will not involve any penalty. If you choose to participate you may later 
discontinue participation at any time without penalty or without providing an explanation. It is accepted 
that by returning a completed, or partly-completed questionnaire, you have consented to 
participate in this research.  

Risk:  
As this research asks you about your experiences of inappropriate behaviours there is a risk that 
participation will raise some concerns you may have in relation to these behaviours. In this case we advise 
you to either contact the research team who will refer you to a confidential counselling service or 
alternatively you can access the advocacy network, Workplace Mobbing Australia 
(www.workplacemobbing.com). 

Confidentiality:  
This survey is for research purposes only. Due to the anonymous and confidential nature of this study, 
only members of the research team will have access to your responses. If you have any concerns about 
the confidentiality of your responses please contact the research team. The data collected from this 
research will be reported in general terms and will not involve any identifying features. All data will be kept 
confidential and in a locked filing cabinet in the Department of Management, Griffith Business School.  

Concerns or Questions:  
Griffith University conducts research in accordance with the National Statement on Ethical Conduct in 
Research Involving Humans. If you have any concerns or questions please do not hesitate to contact the 
research team on 3875 7460 (Dr Sheryl Ramsay). Furthermore, if you have any complaints concerning the 
manner in which the research project is conducted you may forward them to the research team or, if an 
independent person is preferred, you can contact the Manager, Research Ethics on 3875 5585 or 
research-ethics@griffith.edu.au.                                                       

Finally the University and the research team would like to thank you for your assistance with this research 
project.  
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Facsimile  +61 (0)7 3735 3887 
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APPENDIX H 
Questionnaire – Form A 

Part A – About You 
 
This section involves information concerning you as an employee of [ORGANISATION].   

 

Instructions 

Please answer all questions in this section 

 

Q1 What is your age?  

è Less than 20 (1) 
è Over 40 but less than 50 (4) 

è Over 20 but less than 30 (2) 
è Over 50 but less than 60         (5) 

è Over 30 but less than 40 (3)    
è Over 60     (6) 

 

Q2 What is your gender?                Male è                  Female è 

 

Q3 Which one best describes your level at [ORGANISATION]? (If you are unsure, please check 
on page 6 of the Employee Resource Guide.) (Please tick one)                

è  Manager              (1) è  Supervisor           (2) è  Senior manager (3) 

 

Q4 Please indicate if you are employed (Please tick one) 

è  Part time (1) è  Full time  (2) è  Casual  (3) 

 

Q5 Please indicate on what basis you are employed (Please tick one) 

è Temporary (1) è  Permanent     (2) è  Contract (3) 

 

Q6 How long have you worked for [ORGANISATION]? (Please tick one)  

è Less than 1 year (1) 
è 5 years to less than 10 years (4) 

è 1 year to less than 2 years  (2) 
è 10 years to less than 20 
years 

(5) 

è 2 years to less than 5 years (3) 
è 20 or more years (6) 

 

Q7 Do you belong to any of the following Equity groups? (Please tick the most appropriate box) 

è  People with a disability (1) 
è  Aboriginal and Torres Strait Islander 
people 

(3) 

è  People from a non-English-
speaking background  

(2) 
è  Other.  Please state: 

 

(4) 
 

 

  è  Not applicable (5) 

 

Q8 Where is your main place of employment? (Please tick one) 

è  Major centre  

(eg.  Brisbane, Rockhampton) 

(1) 
è  Regional area  

(eg. Central Queensland, Northern 
Queensland) 

 

(2) 
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Part B – Working at [ORGANISATION] 
 
This section involves information about your experience of working at [ORGANISATION].   

 

Instructions 
Please answer all questions in this section. 

 
Q9  Does your job meet the expectations you had when you started it? (Please tick one)                 
 

è  Not at all  è  Somewhat  è  In between  è  Moderately  è  To a large extent  

 
Q10 If a good friend of yours told you he/she was interested in working at [ORGANISATION], 
would you: (Please tick one)                 
 

è 

Strongly 
advise 
against it? 

è 

Advise 
against 
it? 

è 

Have doubts 
about 
recommending it? 

è 
Recommend 
it? 

è 

Strongly 
recommend 
it? 

 
Q11 How much do you agree or disagree with the following statements? 
 

Please tick one box for each statement 
Strongly 
Disagree 

Disagree Unsure Agree 
Strongly 

Agree 

1. I would prefer a different job to the one I now 
work in 

è è è è è 

2. I have thought seriously about changing 
organisations since I began working here 

è è è è è 

3. I hope to be working for [ORGANISATION] until I 
retire 

è è è è è 

4. I seriously intend to look for another job outside 
[ORGANISATION] within the next year 

è è è è è 

5. I see myself as a member of [ORGANISATION] è è è è è 
6. I am pleased to work for [ORGANISATION] è è è è è 
7. I feel strong ties to other staff at [ORGANISATION] è è è è è 
8. I identify with other staff at [ORGANISATION] è è è è è 
9. I dislike working at [ORGANISATION] è è è è è 
 
Q12 How satisfied are you with: 
 

Please tick one box for each statement 
Very 

dissatisfied 
Dissatisfied Average Satisfied 

Very 
Satisfied 

1. The people you supervise or manage – 
your staff 

è è è è è 

2. The people you work with – your co-
workers 

è è è è è 

3. The people above you – your immediate 
supervisor (boss) 

è è è è è 

4. The information you receive from the 
people you supervise or manage – your 
staff 

è è è è è 

5. The information you receive from the 
people you work with – your co-workers 

è è è è è 

6. The information you receive from the 
people above you – your immediate 
supervisor (boss) 

è è è è è 

7. The volume of work  è è è è è 
8. Your overall satisfaction with your job è è è è è 
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Q13 How much do each of these people go out of their way to help make your work life easier 
for you? 

 

Please tick one box for each  

Very 
much 

Somewhat A little Not at 
all 

Not 
applicable 

1. Your immediate supervisor 
(boss)  

è è è è è 

2. Your co-workers è è è è è 
3. Your relatives and friends è è è è è 
 
 
Q14 How easy is it to talk with each of following people about your work? 
 

Please tick one box for each  

Very 
much 

Somewhat A little Not at 
all 

Not 
applicable 

1. Your immediate supervisor 
(boss)  

è è è è è 

2. Your co-workers è è è è è 
3. Your relatives and friends è è è è è 
 
 
Q15 How much can each of these people be relied on when things get tough at work? 
 

Please tick one box for each  

Very 
much 

Somewhat A little Not at 
all 

Not 
applicable 

1. Your immediate supervisor 
(boss)  

è è è è è 

2. Your co-workers è è è è è 
3. Your relatives and friends è è è è è 
 
 
Q16 How much are each of the following people willing to listen to your personal problems, 
particularly work problems? 
 

Please tick one box for each  

Very 
much 

Somewhat A little Not at 
all 

Not 
applicable 

1. Your immediate supervisor 
(boss)  

è è è è è 

2. Your co-workers è è è è è 
3. Your relatives and friends è è è è è 
 
 

 

Congratulations, you are now over half way through the questionnaire.  We appreciate 
your time and effort. 
 
Please continue…. 
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Part C – About Where You Work  
 
This section involves information about your experiences of specific behaviours and 
how frequently they occur. 
 

Q17 The following behaviours are often seen as examples of unreasonable, unacceptable, or 
inappropriate behaviour in the workplace. Over the past six months, how often have you been 
subjected to these behaviours from your staff at [ORGANISATION]?  
 

Tick the appropriate box for each question 

N
e
v
e

r 

N
o

w
 a

n
d

 
th

e
n

 

M
on

th
ly

 

W
ee

kl
y 

D
a
il
y
 

1. A staff member(s) withholding information which affects your 
performance èèèè èèèè èèèè èèèè èèèè 

2. Being humiliated or ridiculed in connection with your work by a staff 
member(s) èèèè èèèè èèèè èèèè èèèè 

3. A staff member(s) spreading gossip and/or rumours about you 
èèèè èèèè èèèè èèèè èèèè 

4. Being ignored or socially excluded by a staff member(s) 
èèèè èèèè èèèè èèèè èèèè 

5. Having insulting or offensive remarks made about you (i.e. habits and 
background), your attitudes or your private life by a staff member(s) èèèè èèèè èèèè èèèè èèèè 

6. Being shouted at or being the target of spontaneous anger (or rage) 
by a staff member(s) èèèè èèèè èèèè èèèè èèèè 

7. A staff member(s) using intimidating behaviour such as finger-
pointing, invasion of personal space, shoving, blocking/barring the way  èèèè èèèè èèèè èèèè èèèè 

8. Hints or signals from staff member(s) that you should quit your job  
èèèè èèèè èèèè èèèè èèèè 

9. Repeated reminders of your errors or mistakes by a staff member(s) 
èèèè èèèè èèèè èèèè èèèè 

10. Threats of violence or physical abuse by a staff member(s) 
èèèè èèèè èèèè èèèè èèèè 

11. Being ignored or facing a hostile reaction when you approach a staff 
member(s) èèèè èèèè èèèè èèèè èèèè 

12. Persistent criticism of your work and effort by a staff member(s) 
èèèè èèèè èèèè èèèè èèèè 

13. Having your opinions and views ignored by a staff member(s) 
èèèè èèèè èèèè èèèè èèèè 

14. Unreasonable practical jokes directed at you  
èèèè èèèè èèèè èèèè èèèè 

15. Excessive monitoring of your work by a staff member(s) 
èèèè èèèè èèèè èèèè èèèè 

16. Being the subject of excessive teasing and sarcasm from a staff 
member(s) èèèè èèèè èèèè èèèè èèèè 

 
 

Q18 The following behaviours are further examples of unreasonable, unacceptable, or 
inappropriate behaviour in the workplace. Over the past six months, how often have you been 
subjected to these behaviours from your staff at your organisation?  
 

Tick the appropriate box for each question 

N
e
v
e

r 

N
o

w
 a

n
d

 
th

e
n

 

M
on

th
ly

 

W
ee

kl
y 

D
a
il
y
 

1. A staff member(s) withholding expertise which affects your 
performance èèèè èèèè èèèè èèèè èèèè 

2. Being informed by a staff member(s) just before a deadline of tasks 
they have not completed  èèèè èèèè èèèè èèèè èèèè 

3. Being reminded by a staff member(s) of the rules of the workplace in 
an inappropriate manner èèèè èèèè èèèè èèèè èèèè 

4. Being pressured by a staff member(s) not to implement disciplinary 
action which you believe should be carried out by you èèèè èèèè èèèè èèèè èèèè 

5. A staff member(s) becoming a nuisance by annoying you in an 
inappropriate manner, until you give them what they want èèèè èèèè èèèè èèèè èèèè 

6. A staff member(s) obtaining the support of other staff to back up their 
own (unreasonable) request èèèè èèèè èèèè èèèè èèèè 
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7. A staff member(s) lodging a grievance or making allegations which are 
later found to be frivolous èèèè èèèè èèèè èèèè èèèè 

8. A staff member(s) threatening to lodge an unreasonable grievance 
against you èèèè èèèè èèèè èèèè èèèè 

9. A staff member(s) going over your head (to your manager) to 
intimidate you to change a decision you have made (or will make) èèèè èèèè èèèè èèèè èèèè 

10. A staff member(s) using a third party to intimidate you into altering a 
decision you have made (or will make) èèèè èèèè èèèè èèèè èèèè 

11. A staff member(s) not completing work assigned by you, which affects 
your performance èèèè èèèè èèèè èèèè èèèè 

12. A staff member challenging your authority in front of others 
èèèè èèèè èèèè èèèè èèèè 

 
Q19 The following questions relate to behaviour or circumstances that could be considered as 
workplace bullying.  According to the [ORGANISATION] statement on Unlawful Harassment, 
Bullying and Workplace Violence, Bullying occurs when an employee or group of employees 
subjects another person to repeated unreasonable behaviour that offends, intimidates, 
degrades or humiliates, irrespective of intent. 
 

Using the above definition, please indicate (✓) whether you have been bullied at 

[ORGANISATION], by a staff member(s), within the last six months? (Please tick one)  

          Yes: è No: è 
   

 
Instructions 
If you answered NO, please proceed to Q30. 
If you answered YES, please continue. 
 

 
 Q20 How were you bullied?  Please list the sorts of bullying behaviours or circumstances that 
you most commonly experienced.  Include as much information as possible without identifying 
the individuals.  
 
 

 
 

 
 

 
 

 
 
Q21 How often did you experience being bullied by a staff member(s) while at 
[ORGANISATION] in the last six months?  
       

è  Now and then        
(1)      

è  Monthly                 
(2)                                           

è  Weekly                  
(3)      

è  Daily                    
(4)     

 
Q22 How long did the bullying you experienced from a staff member(s) continue?    

      Weeks:______ 
Months:______  

 

Q23 Is the bullying that you experienced still going on today?   Yes: è No: è 
 

IMPORTANT:  This survey is for research purposes only. Due to the survey’s anonymous and 
confidential nature, your participation in this survey will not help you in relation to a bullying 
experience you may have had. If you would like to take further action please refer to the Equity 
and Diversity Information web-site (http://[Organisation]/er/pro_ser/equity/eq_index.asp). 
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Q24 Please think of the circumstances in which you were bullied. From the list below, who 
bullied you?  
 
 

Tick the appropriate box for each question 

Male 
only 

Female 
only 

Both Male 
and            

Female 

N/A 

1. A staff member who you supervise or manage within your 
own workgroup/area 

    

2. A group of staff who you supervise or manage within your 
own workgroup/area 

    

3. A staff member who you supervise or manage within your 
own workgroup/area and another manager or similar 
(from within or outside your workgroup/area) 

    

4. A group of staff who you supervise or manage within your 
own workgroup/area and another manager or similar 
(from within or outside your workgroup/area) 

    

5. A staff member (working at a lower level to you) within 
another workgroup/area 

    

6. A group of staff (working at a lower level to you) within 
another workgroup/area 

    

7. A staff member (working at a lower level to you) within 
another workgroup/area and another manager or similar 
(from within or outside your workgroup/area) 

    

8. A group of staff (working at a lower level to you) within 
another workgroup/area and another manager or similar 
(from within or outside your workgroup/area) 

    

9. A contractor, supplier, client or similar 
 

    

10. Other person(s) who bullied you. Please specify, including the gender the of bully: 
 
 
 

 
Q25 What impact (if any) has the bullying by a staff member/s, had on your life in the last six 
months?  
 

Tick the appropriate box for each question Very 
Negative 

Moderately 
Negative 

No Effect 
Moderately 

Positive 
Very 

Positive 

1. Your physical health and wellbeing      

2. Your mental health and wellbeing      

3. Your confidence and self-esteem      

4. Your work attendance (eg. days off, sick 
leave) 

     

5. Your efficiency when at work      

6. Your commitment to the organisation      

7. Your willingness to discipline staff      

8. Your relationships with others at work      

9. Your relationships with your friends      

10. Your relationships with your family      

11. Your financial circumstances      

12. Your career      

13. Your life overall      

14. Other impacts of bullying, please specify: 
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Q26 You may have taken some of the following ACTIONS AT YOUR WORKPLACE to deal 
with your experience of being bullied by a staff member  

If you have taken any of these actions please indicate whether the outcome of your action was 
helpful, unhelpful or neither. If you haven’t taken any of these actions please mark N/A. 
 

Tick the appropriate box for each question Helpful Unhelpful Neither N/A 

1. Confronted the person(s) directly and asked them to stop      
2. Asked someone else at work to speak to the person(s) on 

my behalf 
    

3. Discussed the situation informally with the manager or 
supervisor of the person(s)  

    

4. Discussed the situation formally with the manager or 
supervisor of the person(s) 

    

5. Discussed the situation with my senior manager     

6. Discussed the situation with my work colleague(s)     
7. Spoke to a HR staff member     

8. Spoke to a [ORGANISATION] Equity Contact Officer     
9. Spoke to a Health and Safety Officer     

10. Lodged a claim with WorkCover     
11. Accessed the employee assistance programs (eg. internal 

counselling services) 
    

12. Initiated the informal resolution process for dealing with 
workplace grievances 

    

13. Initiated the formal complaint mechanisms for reporting 
workplace grievances 

    

14. Initiated the Managing Unsatisfactory Performance Process 
or Discipline Process  

    

15. Sought a transfer to another section of [ORGANISATION]     

16. Looked at quitting [ORGANISATION]     
17. Looked at the option of withdrawing from work altogether     

18. Took sick leave     
19. Approached the union or professional association to take 

action on my behalf 
    

20. Other action/s taken by you. Please specify, including whether it was helpful or unhelpful:  
 
 
 
 

Q27 You may have taken some of the following ACTIONS OUTSIDE OF YOUR WORKPLACE 
to deal with your experience of being bullied by a staff member  

If you have taken any of these actions please indicate whether the outcome of your action was 
helpful, unhelpful or neither. If you haven’t taken any of these actions please mark N/A. 
 

Tick the appropriate box for each question Helpful Unhelpful Neither N/A 

1. Sought advice from a medical practitioner     

2. Sought advice from a counsellor     
3. Sought legal advice     
4. Visited a religious advisor     

5. Discussed the situation with my family     

6. Discussed the situation with my friends     
7. Read about bullying or the inappropriate behaviour      
8. Engaged in leisure activities selected to help me overcome 

the effects of the bullying or inappropriate behaviour  
    

9. Engaged in relaxation or stress reduction activities (e.g. 
massage, meditation or similar) 

 
 

   

10. Engaged in activities designed to help build skills to 
respond to the problem (e.g. assertiveness classes, 
problem solving skills or similar) 

    

11. Other action/s taken by you. Please specify, including whether it was helpful or unhelpful: 
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Q28 Has your experience of being bullied by a staff member impacted on the staff you 
supervise or manage?          

   Yes: è No: è 
 
 
Q29 If you answered yes for Question 28, please explain how you being bullied by a staff 
member has impacted on those you supervise or manage. (If you answered no, continue to 
question 30): 
 
 

 
 

 
 

 
 

 
 
Q30 Have you witnessed another supervisor or manager of [ORGANISATION] being bullied by a 
staff member while at [ORGANISATION] within the last six months? ([ORGANISATION] considers any 
repeated unreasonable behaviour that offends, intimidates, degrades or humiliates, irrespective 
of intent, to be bullying).  
(Please tick one)                 

Yes: è No: è 
 
 

 
Instructions 
If you answered NO, please proceed to Q34.   
If you answered YES, please continue. 
 

 
 
Q31 How was the supervisor or manager bullied?  Please list the sorts of bullying behaviours or 
circumstances that you most commonly witnessed.  Include as much information as possible 
without identifying the individuals.  
 
 

 
 

 
 

 
 

 
 

Q32 Did witnessing this behaviour affect your work in any way?    Yes: è No: è 
 
 
Q33 If you answered yes to Question 32, please explain how it affected your work. (If you 
answered no, continue to Question 34): 
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Q34 What do you think are the main reasons staff may bully their supervisors or managers at 
[ORGANISATION]?  

Tick the appropriate box for each question Strongly 
Disagree 

Disagree Unsure Agree Strongly 
Agree 

1. The personality of the bully      

2. The personality of the supervisor or manager      

3. Supervisor or manager too hesitant to report bullying by 
staff 

     

4. A way for the bully to get what he/she wants in the 
workplace 

     

5. Other reasons associated with the bully/ies (eg. 
envious of supervisor or manager, prejudices) 

     

6. Reasons associated with the supervisor’s or manager’s 
vulnerability (eg. supervisor or manager is new to the 
organisation, manager unwell etc.) 

     

7. Supervisor or manager showing lack of effort or 
concern towards staff needs 

     

8. Poor communication skills of the bully (eg. too 
aggressive, doesn’t listen, manipulates)  

     

9. Poor communication skills of the supervisor or manager 
(eg. lack of assertion, doesn’t listen, shyness) 

     

10. Poor management skills of the supervisor or manager 
(e.g. supervisory skills/feedback skills) 

     

11. Lack of effective organisational policies and procedures       

12. Lack of staff training and development programs for 
supervisors and managers 

     

13. Lack of staff training and development programs for 
staff 

     

14. Bullying is an intrinsic part of work culture       

15. The perception that the supervisor or manager is not 
supported by their manager or upper management 

     

16. The perception that the supervisor or manager lacks 
the support of the immediate work group 

     

17. Lack of respect for a manager’s authority by some staff      

18. The level of distrust staff have in management      

19. Supervisor or manager needing to deal with unresolved 
interpersonal conflict in the immediate work group 

     

20. Bad luck, being in the wrong place at the wrong time      

21. Payback, staff responding to something the supervisor 
or manager has done  

     

22. Other supervisors or managers aligning themselves 
with the bully 

     

23. Other reasons why staff may bully their supervisors or managers, please specify: 
 
 

 

 
 
35 Any other comments you would like to add? 
 

 
 

 
 

IMPORTANT:  This survey is for research purposes only. Due to the survey’s anonymous and 
confidential nature, your participation in this survey will not help you in relation to a bullying 
experience you may have had. If you would like to take further action please refer to the Equity 
and Diversity Information web-site (http://[Organisation]/er/pro_ser/equity/eq_index.asp).  
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Congratulations 

 
You are now finished the questionnaire.  We appreciate your time and effort. 
 

 
 
 
 
 
 

 
Optional 

 
If you would like to participate in future studies on the topic of workplace bullying, please 
provide your name and e-mail (or preferred contact address). 
 
The supplying of this information is strictly voluntary and will be automatically separated 
from the completed questionnaire by the research team and stored in a separate 
database to the questionnaire. 
 
Name:  __________________________________ 
 
E-mail (or preferred contact address): _______________________________________ 

     _______________________________________ 

     _______________________________________ 

 

 
 
 
 
 
 

 

Returning Completed Questionnaire 
 

Please return the completed questionnaire in reply paid envelope (if provided).  If you do 
not have a reply paid envelope could you please return the completed questionnaire to: 
   Sara Branch 
   Griffith Business School 
   Department of Management 
   Nathan Campus, 170 Kessels Road, Nathan 
   Brisbane, QLD, 4111. 
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APPENDIX I 
Questionnaire – Form B 

Part 1 – About you 
This section involves information about you in relation to either the organisation in which you 
currently work or in which you have most recently worked 

Instructions 

Please answer all questions in this section 
 

Q1 Your age? (Please tick one) 

è Less than 20 (1) è Over 20 but less than 30 (2) è Over 30 but less than 40 
(3)    

è Over 40 but less than 50 
(4) 

è Over 50 but less than 60 (5) è Over 60 (6) 

Q2 Your gender?                     è  Male              è  Female 

Q3 Which of the following options best describes your organisation?  (Please tick one)     

                                                              è Private organisation                  è Public organisation 

Q4 The size of your organisation? (Please tick one) 

è Small (under 50 staff) 
(1) 

è Medium (above 50 
but smaller than 500 staff) 
(2) 

è Large (above 500 but 
smaller than 5000 staff) 
(3) 

è Very large (above 
5000 staff) (4) 

Q5 The industry or sector you work in? (Please tick one) 

è Health (1) è Transport (2)  è Service (3) è Manufacturing (4) 

è Education (5) è Agriculture (6) è Other.  

Please state:__________________________ 

Q6 Your present or most recent position within your organisation? (Please tick one)               

è  Manager (1) è  Supervisor (2) è  Senior manager 
(3) 

è  Team member(4) 

Q6a   How long you have worked in this position?  

          Please state:___________________________________________________________ 

Q7 Are you employed? (Please tick one) 

è  Part time (1) è  Full time (2) è  Casual (3) 

Q8 Your basis of employment? (Please tick one) 

è Temporary (1) è  Permanent (2) è  Contract (3) 

Q9 How long have you worked for your organisation altogether? (Please tick one)  

è Less than 1 year(1) è 1 year to less than 2 years(2) è2 years to less than 5 years(3) 

è 5 years to less than 10 years(4) è 10 years to less than 20 years(5) è 20 or more years (6) 
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Q10 Do you belong to any of the following Equity groups? (Please tick the most appropriate 
box) 

è  People with a disability (1) è  Aboriginal and Torres 
Strait Islander people (2) 

è  People from a non-
English-speaking background 
(3)  

è  Other.   

Please 
state:______________________________________________ 

è  Not applicable (5) 

Q11 Where is your main country of employment? (Please tick one) 

è  Australia  è  Other. Please 
State:___________________________________________ 

Q12 Where is your main place of employment? (Please tick one) 

è  Major centre (eg.  Sydney, Brisbane, 
Rockhampton) 

è  Regional area (eg. Central Queensland, Northern 
Queensland) 

 
 

Part 2 – Working in Your Organisation 
This section involves information about your experience of working in either the organisation in 
which you currently work or in which you have most recently worked 

 

Instructions 
Please answer all questions in this section. 

 
 
Q9  Does your job meet the expectations you had when you started it? (Please tick one)                 
 

è  Not at all  è  Somewhat  è  In between  è  Moderately  è  To a large extent  
 
 
Q10 If a good friend of yours told you he/she was interested in working at your organisation, 
would you: (Please tick one)                 
 

è 

Strongly 
advise 
against it? 

è 

Advise 
against 
it? 

è 

Have doubts 
about 
recommending it? 

è 
Recommend 
it? 

è 

Strongly 
recommend 
it? 

 
 
Q11 How much do you agree or disagree with the following statements? 
 

Please tick one box for each statement 
Strongly 
Disagree 

Disagree Unsure Agree 
Strongly 

Agree 

1. I would prefer a different job to the one I now work 
in 

è è è è è 

2. I have thought seriously about changing 
organisations since I began working here 

è è è è è 

3. I hope to be working for my organisation until I 
retire 

è è è è è 

4. I seriously intend to look for another job outside 
my organisation within the next year 

è è è è è 

5. I see myself as a member of my organisation è è è è è 
6. I am pleased to work for my organisation è è è è è 
7. I feel strong ties to other staff at my organisation è è è è è 
8. I identify with other staff at my organisation è è è è è 
9. I dislike working at my organisation è è è è è 



  
  

 

                                                                                                                                                                                       Page    311  

 
Q12 How satisfied are you with: 
 

Please tick one box for each statement 
Very 

dissatisfied 
Dissatisfied Average Satisfied 

Very 
Satisfied 

1. The people you supervise or manage – your 
staff 

è è è è è 

2. The people you work with – your co-workers è è è è è 
3. The people above you – your immediate 

supervisor (boss) 
è è è è è 

4. The information you receive from the people 
you supervise or manage – your staff 

è è è è è 

5. The information you receive from the people 
you work with – your co-workers 

è è è è è 

6. The information you receive from the people 
above you – your immediate supervisor (boss) 

è è è è è 

7. The volume of work  è è è è è 
8. Your overall satisfaction with your job è è è è è 
 
Q13 How much do each of these people go out of their way to help make your work life easier 
for you? 

 

Please tick one box for each  
Very 
much 

Somewhat A little Not at 
all 

Not 
applicable 

1. Your immediate supervisor 
(boss)  

è è è è è 

2. Your co-workers è è è è è 
3. Your relatives and friends è è è è è 
 
Q14 How easy is it to talk with each of following people about your work? 
 

Please tick one box for each  
Very 
much 

Somewhat A little Not at 
all 

Not 
applicable 

1. Your immediate supervisor 
(boss)  

è è è è è 

2. Your co-workers è è è è è 
3. Your relatives and friends è è è è è 
 
Q15 How much can each of these people be relied on when things get tough at work? 
 

Please tick one box for each  
Very 
much 

Somewhat A little Not at 
all 

Not 
applicable 

1. Your immediate supervisor 
(boss)  

è è è è è 

2. Your co-workers è è è è è 
3. Your relatives and friends è è è è è 
 
Q16 How much are each of the following people willing to listen to your personal problems, 
particularly work problems? 
 

Please tick one box for each  
Very 
much 

Somewhat A little Not at 
all 

Not 
applicable 

1. Your immediate supervisor 
(boss)  

è è è è è 

2. Your co-workers è è è è è 
3. Your relatives and friends è è è è è 
 

Congratulations, you are now over half way through the questionnaire. 
 
If you answered Manager, Supervisor or Senior manager in Q6 please continue to Part 3A 
If you answered Team member in Q6 please continue to Part 3B 
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Part 3A – About Where MANAGERS AND SUPERVISORS Work 
 
This section involves information about Managers’ and Supervisors’ experiences of specific 
behaviours and how frequently they occur  
 

Instructions 
Please only complete if you answered Manager, Supervisor or Senior manager in Q6 
Please consider the organisation in which you work now or most recently worked  
 

Q17 The following behaviours are often seen as examples of unreasonable, unacceptable, or 
inappropriate behaviour in the workplace. Over the past six months, how often have you been 
subjected to these behaviours from your staff at your organisation?  

Tick the appropriate box for each question 

N
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1. A staff member(s) withholding information which affects your 
performance èèèè èèèè èèèè èèèè èèèè 

2. Being humiliated or ridiculed in connection with your work by a staff 
member(s) èèèè èèèè èèèè èèèè èèèè 

3. A staff member(s) spreading gossip and/or rumours about you 
èèèè èèèè èèèè èèèè èèèè 

4. Being ignored or socially excluded by a staff member(s) 
èèèè èèèè èèèè èèèè èèèè 

5. Having insulting or offensive remarks made about you (i.e. habits and 
background), your attitudes or your private life by a staff member(s) èèèè èèèè èèèè èèèè èèèè 

6. Being shouted at or being the target of spontaneous anger (or rage) 
by a staff member(s) èèèè èèèè èèèè èèèè èèèè 

7. A staff member(s) using intimidating behaviour such as finger-
pointing, invasion of personal space, shoving, blocking/barring the way  èèèè èèèè èèèè èèèè èèèè 

8. Hints or signals from staff member(s) that you should quit your job  
èèèè èèèè èèèè èèèè èèèè 

9. Repeated reminders of your errors or mistakes by a staff member(s) 
èèèè èèèè èèèè èèèè èèèè 

10. Threats of violence or physical abuse by a staff member(s) 
èèèè èèèè èèèè èèèè èèèè 

11. Being ignored or facing a hostile reaction when you approach a staff 
member(s) èèèè èèèè èèèè èèèè èèèè 

12. Persistent criticism of your work and effort by a staff member(s) 
èèèè èèèè èèèè èèèè èèèè 

13. Having your opinions and views ignored by a staff member(s) 
èèèè èèèè èèèè èèèè èèèè 

14. Unreasonable practical jokes directed at you  
èèèè èèèè èèèè èèèè èèèè 

15. Excessive monitoring of your work by a staff member(s) 
èèèè èèèè èèèè èèèè èèèè 

16. Being the subject of excessive teasing and sarcasm from a staff 
member(s) èèèè èèèè èèèè èèèè èèèè 

 

Q18 The following behaviours are further examples of unreasonable, unacceptable, or 
inappropriate behaviour in the workplace. Over the past six months, how often have you been 
subjected to these behaviours from your staff at your organisation?  

Tick the appropriate box for each question 
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1. A staff member(s) withholding expertise which affects your 
performance èèèè èèèè èèèè èèèè èèèè 

2. Being informed by a staff member(s) just before a deadline of tasks 
they have not completed  èèèè èèèè èèèè èèèè èèèè 

3. Being reminded by a staff member(s) of the rules of the workplace in 
an inappropriate manner èèèè èèèè èèèè èèèè èèèè 

4. Being pressured by a staff member(s) not to implement disciplinary 
action which you believe should be carried out by you èèèè èèèè èèèè èèèè èèèè 

5. A staff member(s) becoming a nuisance by annoying you in an 
inappropriate manner, until you give them what they want èèèè èèèè èèèè èèèè èèèè 

6. A staff member(s) obtaining the support of other staff to back up their 
own (unreasonable) request èèèè èèèè èèèè èèèè èèèè 
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7. A staff member(s) lodging a grievance or making allegations which are 
later found to be frivolous èèèè èèèè èèèè èèèè èèèè 

8. A staff member(s) threatening to lodge an unreasonable grievance 
against you èèèè èèèè èèèè èèèè èèèè 

9. A staff member(s) going over your head (to your manager) to 
intimidate you to change a decision you have made (or will make) èèèè èèèè èèèè èèèè èèèè 

10. A staff member(s) using a third party to intimidate you into altering a 
decision you have made (or will make) èèèè èèèè èèèè èèèè èèèè 

11. A staff member(s) not completing work assigned by you, which affects 
your performance èèèè èèèè èèèè èèèè èèèè 

12. A staff member challenging your authority in front of others 
èèèè èèèè èèèè èèèè èèèè 

 
 
Q19 The following questions relate to behaviour or circumstances that could be considered as 
workplace bullying.  Workplace Bullying occurs when an employee or group of employees 
subjects another person to repeated unreasonable behaviour that offends, intimidates, 
degrades or humiliates, irrespective of intent.  
 
Using the above definition, please indicate (�) whether you have been bullied at your 
organisation,             by a staff member(s), within the last six months? (Please tick one)  

         Yes: è No: è 
   
 

Instructions 
If you answered NO, please continue to Q30 
If you answered YES, please continue 

 
 

IMPORTANT:  This survey is for research purposes only. Due to the survey’s anonymous and 
confidential nature, your participation in this survey will not help you in relation to a bullying 
experience you may have had. If you would like further information refer to Workplace Mobbing 
Australia www.workplacemobbing.com 

 
 
 Q20 How were you bullied?  Please list the sorts of bullying behaviours or circumstances that 
you most commonly experienced.  Include as much information as possible without identifying 
the individuals.  
 
 

 
 

 
 

 
 

 
Q21 How often did you experience being bullied by a staff member(s) in the last six months of 
your employment?  
       

è  Now and then        
(1)      

è  Monthly                 
(2)                                           

è  Weekly                  
(3)      

è  Daily                    
(4)     

 
Q22 How long did the bullying you experienced from a staff member(s) continue?    
                                                                                             Weeks:______  Months:______  
 
 

Q23 Is the bullying that you experienced still going on today?  Yes: è No: è 
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Q24 Please think of the circumstances in which you were bullied. From the list below, who 
bullied you?  
 
 

Tick the appropriate box for each question 

Male 
only 

Female 
only 

Both Male 
and            

Female 

N/A 

1. A staff member who you supervise or manage within your 
own workgroup/area 

    

2. A group of staff who you supervise or manage within your 
own workgroup/area 

    

3. A staff member who you supervise or manage within your 
own workgroup/area and another manager or similar 
(from within or outside your workgroup/area) 

    

4. A group of staff who you supervise or manage within your 
own workgroup/area and another manager or similar 
(from within or outside your workgroup/area) 

    

5. A staff member (working at a lower level to you) within 
another workgroup/area 

    

6. A group of staff (working at a lower level to you) within 
another workgroup/area 

    

7. A staff member (working at a lower level to you) within 
another workgroup/area and another manager or similar 
(from within or outside your workgroup/area) 

    

8. A group of staff (working at a lower level to you) within 
another workgroup/area and another manager or similar 
(from within or outside your workgroup/area) 

    

9. A contractor, supplier, client or similar 
 

    

10. Other person(s) who bullied you. Please specify, including the gender the of bully: 
 
 
 

 
Q25 What impact (if any) has the bullying by a staff member/s, had on your life in the last six 
months?  
 

Tick the appropriate box for each question Very 
Negative 

Moderately 
Negative 

No Effect 
Moderately 

Positive 
Very 

Positive 

1. Your physical health and wellbeing      

2. Your mental health and wellbeing      

3. Your confidence and self-esteem      

4. Your work attendance (eg. days off, sick 
leave) 

     

5. Your efficiency when at work      

6. Your commitment to the organisation      

7. Your willingness to discipline staff      

8. Your relationships with others at work      

9. Your relationships with your friends      

10. Your relationships with your family      

11. Your financial circumstances      

12. Your career      

13. Your life overall      

14. Other impacts of bullying, please specify: 
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Q26 You may have taken some of the following ACTIONS AT YOUR WORKPLACE to deal 
with your experience of being bullied by a staff member  

If you have taken any of these actions please indicate whether the outcome of your action was 
helpful, unhelpful or neither. If you haven’t taken any of these actions please mark N/A. 
 

Tick the appropriate box for each question Helpful Unhelpful Neither N/A 

1. Confronted the person(s) directly and asked them to stop      

2. Asked someone else at work to speak to the person(s) on 
my behalf 

    

3. Discussed the situation informally with the manager or 
supervisor of the person(s)  

    

4. Discussed the situation formally with the manager or 
supervisor of the person(s) 

    

5. Discussed the situation with my senior manager     

6. Discussed the situation with my work colleague(s)     

7. Spoke to a HR staff member     

8. Spoke to your organisation’s Equity Contact Officer     

9. Spoke to a Health and Safety Officer     

10. Lodged a claim with WorkCover     

11. Accessed the employee assistance programs (eg. internal 
counselling services) 

    

12. Initiated the informal resolution process for dealing with 
workplace grievances 

    

13. Initiated the formal complaint mechanisms for reporting 
workplace grievances 

    

14. Initiated the Managing Unsatisfactory Performance 
Process or Discipline Process  

    

15. Sought a transfer to another section of your organisation     

16. Looked at quitting your organisation     

17. Looked at the option of withdrawing from work altogether     

18. Took sick leave     

19. Approached the union or professional association to take 
action on my behalf 

    

20. Other action/s taken by you. Please specify, including whether it was helpful or unhelpful:  
 
 

 
Q27 You may have taken some of the following ACTIONS OUTSIDE OF YOUR WORKPLACE 
to deal with your experience of being bullied by a staff member  

If you have taken any of these actions please indicate whether the outcome of your action was 
helpful, unhelpful or neither. If you haven’t taken any of these actions please mark N/A. 
 

Tick the appropriate box for each question Helpful Unhelpful Neither N/A 

1. Sought advice from a medical practitioner     

2. Sought advice from a counsellor     

3. Sought legal advice     

4. Visited a religious advisor     

5. Discussed the situation with my family     

6. Discussed the situation with my friends     

7. Read about bullying or the inappropriate behaviour      

8. Engaged in leisure activities selected to help me 
overcome the effects of the bullying or inappropriate 
behaviour  

    

9. Engaged in relaxation or stress reduction activities (e.g. 
massage, meditation or similar) 

 
 

   

10. Engaged in activities designed to help build skills to 
respond to the problem (e.g. assertiveness classes, 
problem solving skills or similar) 

    

11. Other action/s taken by you. Please specify, including whether it was helpful or unhelpful: 
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Q28 Has your experience of being bullied by a staff member impacted on the staff you 
supervise or manage?          

         Yes: è No: è 
 
 
Q29 If you answered yes for Question 28, please explain how you being bullied by a staff 
member has impacted on those you supervise or manage. (If you answered no, continue to 
question 30): 
 
 

 
 

 
 

 
 

 
 
Q30 Have you witnessed another supervisor or manager of your organisation being bullied by a 
staff member while at your organisation within the last six months? (Remember any repeated 
unreasonable behaviour that offends, intimidates, degrades or humiliates, irrespective of intent, 
is considered to be bullying). (Please tick one)              

  Yes: è No: è 
 
 

Instructions 
If you answered NO, please continue to Part 4 
If you answered YES, please continue 
 
 

Q31 How was the supervisor or manager bullied?  Please list the sorts of bullying behaviours or 
circumstances that you most commonly witnessed.  Include as much information as possible 
without identifying the individuals.  
 
 

 
 

 
 

 
 
 
 

Q32 Did witnessing this behaviour affect your work in any way?    Yes: è No: è 
 
 

Q33 If you answered yes to Question 32, please explain how it affected your work. (If you 
answered no, continue to Part 4): 
 
 

 
 

 
 

 
 

 
 

Instructions 
Please continue to Part 4 
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Part 3A – About Where TEAM MEMBERS Work 
 
This section involves information about Team Members’ and Team Leaders’ experiences of 
specific behaviours and how frequently they occur.  
 

Instructions 

Please only complete if you answered Team member or Team leader in Q6 
Please consider the organisation in which you work now or most recently worked  

 

Q34 The following behaviours are often seen as examples of unreasonable, unacceptable, or 
inappropriate behaviour in the workplace. Over the past six months, how often have you been 
subjected to these behaviours while working at your organisation?  
 

Tick the appropriate box for each question 
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1. Someone withholding information which affects your performance 
è èèèè è è è 

2. Being humiliated or ridiculed in connection with your work 
è èèèè è è è 

3. Being ordered to do work below your level of competence 
è èèèè è è è 

4. Having key areas of responsibility removed or replaced with more 
trivial or unpleasant tasks è èèèè è è è 

5. Spreading of gossip and rumours about you 
è èèèè è è è 

6. Being ignored or excluded 
è èèèè è è è 

7. Having insulting or offensive remarks made about your person (i.e. 
habits and background), your attitudes or your private life è èèèè è è è 

8. Being shouted at or being the target of spontaneous anger (or rage) 
è èèèè è è è 

9. Intimidating behaviour such as finger-pointing, invasion of personal 
space, shoving, blocking/barring the way è èèèè è è è 

10. Hints or signals from others that you should quit your job 
è èèèè è è è 

11. Repeated reminders of your errors or mistakes 
è èèèè è è è 

12. Threats of violence or physical abuse 
è èèèè è è è 

13. Being ignored or facing a hostile reaction when you approach 
è èèèè è è è 

14. Persistent criticism of your work and effort 
è èèèè è è è 

15. Having your opinions and views ignored 
è èèèè è è è 

16. Practical jokes carried out by people you don't get on with 
è èèèè è è è 

17. Being given tasks with unreasonable or impossible targets or 
deadlines è èèèè è è è 

18. Having allegations made against you 
è èèèè è è è 

19. Excessive monitoring of your work 
è èèèè è è è 

20. Pressure not to claim something which by right you are entitled to (e.g. 
sick leave, holiday entitlement, travel expenses) è èèèè è è è 

21. Being the subject of excessive teasing and sarcasm 
è èèèè è è è 

22. Being exposed to an unmanageable workload 
è èèèè è è è 

 
Q35 The following questions relate to behaviour or circumstances that could be considered as 
workplace bullying.  Workplace Bullying occurs when an employee or group of employees 
subjects another person to repeated unreasonable behaviour that offends, intimidates, 
degrades or humiliates, irrespective of intent.  
 

Using the above definition, please indicate (✓) whether you have been bullied while working at 

your organisation, within the last six months? (Please tick one)   Yes: è No: è 
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Instructions 
If you answered NO, please continue to Q40 
If you answered YES, please continue 
 
 

IMPORTANT:  This survey is for research purposes only. Due to the survey’s anonymous and 
confidential nature, your participation in this survey will not help you in relation to a bullying 
experience you may have had. If you would like further information refer to Workplace Mobbing 
Australia www.workplacemobbing.com 
 
 

 Q36 How were you bullied?  Please list the sorts of bullying behaviours or circumstances that 
you most commonly experienced.  Include as much information as possible without identifying 
the individuals.  
 
 

 
 

 
 

 
 
 
 

Q37 How often did you experience being bullied in the last six months of your employment?  
       

è  Now and then        
(1)      

è  Monthly                 
(2)                                           

è  Weekly                  
(3)      

è  Daily                    
(4)     

 
 

Q38 How long did the bullying you experienced continue?           Weeks:______ Months:______  
 
 

Q39 Is the bullying that you experienced still going on today?   Yes: è No: è 
 
 

Q40 Have you witnessed another person within your organisation being bullied in the last six 
months? (Remember any repeated unreasonable behaviour that offends, intimidates, degrades 
or humiliates, irrespective of intent, is considered to be bullying). (Please tick one)  

          Yes: è No: è 
 

Instructions 
If you answered NO, please continue to Part 4   
If you answered YES, please continue 
 

Q41 How was the other person bullied?  Please list the sorts of bullying behaviours or 
circumstances that you most commonly witnessed.  Include as much information as possible 
without identifying the individuals.  
 
 

 
 

 
 

 
 
 
 

Q42 Did witnessing this behaviour affect your work in any way?     Yes: 

è No: è 
 
 

Q43 If you answered yes to Question 42, please explain how it affected your work. (If you 
answered no, continue to Part 4): 
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Part 4 – Why Inappropriate Work Behaviours Occur 
 

 

Instructions 

Please answer all questions in this section 
Please consider the organisation in which you work now or most recently worked  
 

Q44 What do you think are the main reasons staff may bully their supervisors or managers in 
your organisation?  
 

Tick the appropriate box for each question 
Strongly 
Disagree 

Disagree Unsure Agree Strongly 
Agree 

1. The personality of the bully      

2. The personality of the supervisor or manager      

3. Supervisor or manager too hesitant to report bullying by staff      

4. A way for the bully to get what he/she wants in the workplace      

5. Other reasons associated with the bully/ies (eg. envious 
of supervisor or manager, prejudices) 

     

6. Reasons associated with the supervisor’s or manager’s 
vulnerability (eg. supervisor or manager is new to the 
organisation, manager unwell etc.) 

     

7. Supervisor or manager showing lack of effort or concern 
towards staff needs 

     

8. Poor communication skills of the bully (eg. too 
aggressive, doesn’t listen, manipulates)  

     

9. Poor communication skills of the supervisor or manager 
(eg. lack of assertion, doesn’t listen, shyness) 

     

10. Poor management skills of the supervisor or manager 
(e.g. supervisory skills/feedback skills) 

     

11. Lack of effective organisational policies and procedures       

12. Lack of staff training and development programs for 
supervisors and managers 

     

13. Lack of staff training and development programs for staff      

14. Bullying is an intrinsic part of work culture       

15. The perception that the supervisor or manager is not 
supported by their manager or upper management 

     

16. The perception that the supervisor or manager lacks the 
support of the immediate work group 

     

17. Lack of respect for a manager’s authority by some staff      

18. The level of distrust staff have in management      

19. Supervisor or manager needing to deal with unresolved 
interpersonal conflict in the immediate work group 

     

20. Bad luck, being in the wrong place at the wrong time      

21. Payback, staff responding to something the supervisor 
or manager has done  

     

22. Other supervisors or managers aligning themselves with the bully      

23. Other reasons staff may bully their supervisors or managers, please specify: 
 
 

 
 

45. Any other comments you would like to add? (if you require addition space please turn over 
the page) 
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Congratulations 

 
You are now finished the questionnaire.  We appreciate your time and effort. 
 

 
 
 
 
 
 

 
Optional 

 
If you would like to participate in future studies on the topic of workplace bullying, please 
provide your name and e-mail (or preferred contact address). 
 
The supplying of this information is strictly voluntary and will be automatically separated 
from the completed questionnaire by the research team and stored in a separate 
database to the questionnaire. 
 
Name:  __________________________________ 
 
E-mail (or preferred contact address): _______________________________________ 

     _______________________________________ 

     _______________________________________ 

 

 
 
  
 
 
 

 

Returning Completed Questionnaire 
 

Please return the completed questionnaire to the researcher or in envelope provided. 
Once again thank you. 

   
   Sara Branch 
   Griffith Business School 
   Department of Management 
   Nathan Campus, 170 Kessels Road, Nathan 
   Brisbane, QLD, 4111. 
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APPENDIX J 
Telephone Script for Phone Questionnaires 

Aim 

The purpose of this study is to explore the nature of abuse in the workplace as it relates to 
supervisors and managers. We encourage you to complete the following questionnaire. 
Although it may not seem to benefit you directly it will help [ORGANISATION’S NAME] to further 
develop a positive work environment.  

What participation in this study involves 

Participation in this study asks that you complete a questionnaire that inquires about your 
experiences of inappropriate behaviours. This questionnaire package consists of 3 parts. Part A 
consists of a number of questions about yourself; Part B asks you to rate your work 
environment; and Part C asks you to rate the frequency of your experience of inappropriate 
workplace behaviours. 

Your responses to the following questions will remain anonymous, if however you choose to 
offer your name for further research this will be recorded in a separate confidential database.  

Consent to participate 

Your participation is voluntary and you are not under any obligation to consent to participate in 
this research. Non-participation will not involve any penalty and will not affect your current 
employment. If you choose to participate you may later discontinue participation at any time 
without penalty or without providing an explanation.  If you choose not to continue with the 
interview just let the interviewer know and the interview will be stopped.  We hope that you will 
consider participating in this study, in that while it may not benefit you directly it may have the 
potential to improve the quality of the workplace in the future. It is accepted that by agreeing 
to continue with this telephone questionnaire either completely, or partly, that you have 
consented to participate in this research. 

Risk 

As this research asks you about your experiences of inappropriate behaviours there is a risk 
that participation will raise some concerns you may have in relation to these behaviours. In this 
case we advise you to access [ORGANISATION’S NAME]’s confidential counselling service on, 
Townsville [phone number], Rockhampton [phone number] and Brisbane [phone number]. 
Alternatively if you would like to be informed about any of the issues raised in the questionnaire 
please refer to the Equity and Diversity Information web-site (web address provided).  

Confidentiality 

This survey is for research purposes only. Due to the anonymous and confidential nature of 
this study, your employer will not be notified of your participation in the study and they will not 
receive information about individual employees responses. The data collected from this 
research will be reported in general terms and will not involve any identifying features. All data 
will be kept confidential and in a locked filing cabinet in the Department of Management, Griffith 
Business School. A summary of the general findings from the study will be made available to 
you through internal newsletters or staff seminars. 

Concerns or Questions 

Griffith University conducts research in accordance with the National Statement on Ethical 
Conduct in Research Involving Humans. If you have any concerns or questions please do not 
hesitate to contact any member of the research team. Furthermore, if you have any complaints 
concerning the manner in which the research project is conducted you may forward them to the 
research team, or, if an independent person is preferred, you can contact the Manager, 
Research Ethics on 3875 5585 or research-ethics@griffith.edu.au. 

Finally the University and the research team would like to thank you for your assistance with this 
research project. 
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APPENDIX K 
Cluster Analysis—Within Cluster Percentages for Each Variable 
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