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[[ Abstract ]]

The paper attempts to match psychological theongh the patterns found in the
behaviour of those who bully and those who areidulill The article draws parallels
between the study of bullying and the study of aggion in general by highlighting the
areas in which the two can be linked and those hichvthe two phenomena remain
distinct. It will also focus on social interactishi theories of aggression
(Felson&Tedeschi, 1993; Lawrence & Leather, 1989)articular to investigate whether
an understanding of bullying behaviour can be ghlmeusing this approach.
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Introduction:

Early views of aggression focused on instincts withe individual which drove him or
her to act in a hostile and possibly violent man(iherenz, 1966). Other approaches paid
more attention to the behavioural component of eggjve acts (Buss, 1961). In such
cases, aggression was defined as the delivery xabu® stimuli from one organism to
another. The understandings and perceptions oethowrs involved in the interaction
were afforded little or noexplanatory value. Similaneither the situation in which the
aggressive act takes place, nor the participantenstanding of it, are paid attention in
behaviourist models. From a social interactionistspective, however, it is precisely
these understandings and perceptions that areatémtthe explanation of violent and
aggressive behaviour. The intentions, expectatitetiefs and judgements of those
involved are given priority in such explanatory rats] together with the prevailing
environmental context which provides a setting ihiok the behaviour is framed
(Leather & Lawrence, 1995; Lawrence & Leather, 199%iann (1985) offers a useful
definition of aggressive behaviour. She maintalad four conditions must apply in order
for an act to be deemed aggressive. First, theopdargends to carry out the behaviour,
therefore an action that results in accidental haemnot be described as aggressive.
Second, the behaviour takes place within an integmal situation characterized by
conflict or competition. It could be argued thastbonflict or competition is a subjective
perception of the situation and would involve atskeone of the actors understanding the
context of the act in such a manner. Third, theabigtur is performed intentionally to
gain greater advantage than the person being aggregjainst does. In this way some
form of instrumentality is clear. Fourth, the persmarrying out the behaviour has either
provoked the conflict or has moved in on to a highegree of intensity. As a result, there
is a sense of initiating or escalating the conflRallying has also attracted a variety of
definitions. Rayner&Hoel (1997), for example, defirbullying within five main
categories:
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1 Threats to an individual's professional status the work context, this may include
public humiliation, having ideas derided, accusabbmistakes;

2 Threats to an individual's personal standingis thay include insults and teasing, or
spreading rumours;

3 Isolation - this could involve withholding worklated information or prohibiting
access to opportunities for development;

4 Overwork - this would include more than simplgtiworkload as part of the job.
Instead this may involve the setting of impossioleneet deadlines or extreme pressure
to produce work;

5 Destabilisation - this can include a lack of ggton or reward for good work,
removal of responsibility, and changing remitshe# tndividual's work.

Rayner&Hoel (1997) also maintain that the victimsnactually feel harassed by these
activities and that their work must be affectecassult. Additionally, they stipulate that

bullying must be a repeated and frequent activityilgVbullying is often a repeated

activity, it is also important to consider the imspaf single bullying episodes on the
victim. Randall (1997) for example, takes issuehviiiicluding repeated behaviour in any
description of bullying. He suggests that bullylmghaviour may only occur once but be
of such intensity for the victim that the impactthe episode continues to affect their
work and their interactions with the bully. The rfed future attacks may be sufficient

alone to have a repeated and negative impact upowittim (Randall, 1997, see also
Hoel and Cooper in Chapter 1 of this book). Ranfi#B7:4) therefore defines bullying

as 'the aggressive behaviour arising from the dediie intent to cause physical or
psychological distress to others'.

Workplace normsand Culturein Relation to Bullying:

Knowledge of the norm or rule system of any orgatidn is vital in evaluating two
aspects relating to aggressive and bullying behawvigirst, if the normative culture is
characterized by competition and hostility (Hoel&dper, 2000), aggressive and
bullying behaviours are more likely to be perceiasda legitimate means to obtain goals
(Siann, 1985). Hoel& Cooper assert that when legélsullying are exhibited from the
top of the organization down through the rankss iikely that bullying tactics are also
being 'cascaded’' downwards, thus perpetuatingulgng norm. Second, knowledge of
any norm system is vital in evaluating whetherla has been broken and identifying the
'injured parties’. In many escalatory aggressiveenters, it is this component that can
lead to a perception of wrongdoing resulting irakiatory behaviour on the part of the
victim or the victim's representative (Tedeschi&Nes 1993; Lawrence, 1998). In
escalatory models of aggression and violence (dkadu bullying behaviour), then
retaliation or redressing behaviour can be seaharcontext of a developing aggressive
episode (Novaco& Welsh, 1989, Lawrence & Leathe®99l Cox and Leather,
1994).nowledge of the norm or rule system of arganisation is vital in evaluating two
aspects relating to aggressive and bullying behavigirst, if the normative culture is
characterised by competition and hostility (Hoel a@ooper, 2000), aggressive and
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bullying behaviours are more likely to be perceiasda legitimate means to obtain goals
(Siann, 1985). Indeed as Hoel& Cooper assert wixegld of bullying are exhibited from
the top of the organisation down through the raitks likely that bullying tactics are
also being ‘'cascaded’ downwards, thus perpetuatieg bullying norm. Second,
knowledge of any norm system is vital in evaluativigether a rule has been broken and
identifying the 'injured parties’. In many escatgt@ggressive encounters, it is this
component that can lead to a perception of wronggloesulting in retaliatory behaviour
on the part of the victim or the victim's represgine (Tedeschi&Nesler, 1993;
Lawrence, 1998). In escalatory models of aggresammh violence (excluding bullying
behaviour), then retaliation or redressing behavican be seen in the context of a
developing aggressive episode (Novaco& Welsh, 198% approach utilizesNovaco&
Welsh's model (1989) and contextualizes interpeisdiynamics with the social and
physical environment. The model points out thalofeing an initial event which may
have been sparked by some triggering factor (tinesgures, innate hostility and so on),
both participants in the interaction will considenat to do next. If person A decides that
the triggering event is the responsibility of persB, and that person B has been
malicious and intentional in making the event odten, in an escalatory model, person
A may have feelings relating to anger, frustratiett, These feelings lead person A to
make decisions about what to do about the situatfdme or she decides to retaliate in
some way, then the actions of person 1 becomeritigeet for person B. Person B then
goes through the same process and the incidertatss;avith both parties attempting to
'win' as the other ‘loses'. In such models, therthé assumption that both parties are
relatively well matched in terms of the variablesportant for that encounter. If the
interaction is likely to become physically violethen a 'match’ relating to physical
power will be important. If the interaction is redd to social positioning, then a 'match’
in terms of status is assumed. However, in bulhgitgations, the presence of 'matched’
adversaries cannot be assumed. This is particulaelgase when it is considered that 75
per cent of bullies are likely to be their victinmsanager or boss (Hoel& Cooper,
2000).The escalatory model also assumes retali@®@ chosen behavioural option.
However retaliation is not the only means operh®ictim and, in thebullying context,
retaliation may not take place owing to a variefyfarces. Tedeschi&Nesler (1993)
outline a range of alternatives open to a victinaggressive behaviour:

a. The victim may reappraise the norm violating bebaxi For example, the victim
may excuse the behaviour as merely the result efetttessive demandsof the
situation if the action was seen as the result degitimate goal.However,
bullying behaviour is not usually the result of ergpn acting for the common
good. The victims may, at least initially, not speait or deal directly with the
bully, for fear that they will be perceived as flaying the game' or not helping
the team to achieve its goals. If the case of thigyihg boss is considered, the
victim may believe that attempting to comply withreasonable deadlines may be
acceptable within the overall goal of the organarat particularly in periods of
high job insecurity. Once again the prevailing nermay have some influence
here, particularly if the victim witnesses othasketating the same behaviour.

b. The victim may decide to demand some redressingraftom the wrongdoer. A
refusal to comply with this demand may intensifg ttonflict, further resulting in
an escalation into a more aggressive encountengthmany victims of bullying
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fear this escalation and are concerned about tlcaladsry nature of the
interaction. This is particularly the case if these power imbalance between the
bully and the victim.

c. The victim may decide to punish the 'wrongdoer'e Bim of the punishment is
usually to deter the person from performing siméations in the future and/or to
redress the power relationship between the twogsart

Thus the issue of power and instrumental aggressian important consideration for
those studying the process of bullying.

Power, Position and Aggressive Bullying:

Power - or rather the existence of a power imb&anaften appears in definitions of
bullying (Olweus, 1991, Bjorkgvist, 1994). Brodski976) also perceives bullies as
manipulating their colleagues or staff in ordeathieve power or privilege, pointing
out that some positions of power include the reminflict actions on others which
could be perceived as aggressive. For this reasman be seen that, for some
managers, the use of bullying tactics to achievgamrzational goals is simply
perceived as a means to an end. As discussed @sewhthis volume, this kind of
approach has serious flaws, as a bullying stylenahagement can have a range of
negative impacts on the organization and on thafienamt. The use of bullying to
achieve some goal indicates the extent to whiclyibgl behaviour can be seen as an
instrumental activity.In many published books andickes about aggressive
behaviour and violence, the dichotomy between unséntal aggression and affective
(sometimes termed emotional) aggression is madek¢B&tz, 1993). The difference
between the two types of aggression is traditignatderstood in the following
manner. Instrumentally aggressive behaviour mayviesved as that which is
deliberately chosen, planned and employed withptimaary purpose of achieving a
specific goal. Here, the aggressive act is useclynas a means to an end.Affective
aggression, however, is usually described as bebtawvhich is not planned
necessarily, but which is rather a response torguteasant or stressful situation or
encounter (Berkowitz, 1993).According to the sodrdkeractionist framework, the
beliefs, expectations and normative environmenthef individuals involved are of
paramount importance. Knowledge of these belief$ perceptions can help us to
understand why aggression was chosen above all gptiens, for example, laughing
the situation off, allowing an apology to be mae¢;. The blame attributed to
individuals for aggressive incidents may crucialgpend on an understanding of the
motivational basis of the 'aggressor's' behaviour.

Much of the work on adult and workplace bullyingsheevealed that bullying
behaviour does appear to have a strong instrumeataponent. Correlations have
been found, for example, between bullying and ifngeht work control and high
levels of role conflict (Einarssen et al., 1994hisTimplies that bullies may see their
activities as maintaining control over their cofjeas or staff. Brodsky (1976) has
indicated that bullying behaviour may be relatedthie need to attain power or
privilege - either formally by the gaining of rewlaand promotion, or informally by
the power obtained from generating terror amongvodcers. According to Randall
(1997:7) 'it is hard to find instances where bultyhas not involved an imbalance of

WWw.oiirj.org ISSN 224-9598




Online International Interdisciplinary Researchrdal, {Bi-Monthly}, ISSN 2249-9598, Volume-09, IsstD2, Mar-Apr 2019 Issue

power in favour of the bully’; a point supported Gyweus (1993). Therefore as
instrumental aggression is usually used to estalolismaintain some form of power
over others (Tedeschi, 1983), it appears likelyt thalying behaviour in particular

can be understood instrumentally. In this way, bglarstanding what it is that bullies
gain from their behaviour, an understanding of howmit their need to bully others
can be achieved. Because of this instrumental asgebullying, it may be that

intention to harm the victim is not the primary go&the bully in all cases (Hoel&

Cooper). Importantly, and related to instrumentggrassion, the social learning
processof individuals may give some suggestionstifier reduction of bullying

behaviour. The nature of social learning and it® i@ aggression and bullying,
therefore emerge as crucial.

Social L ear ning and Wor kplace Bullying:

Individuals may begin their bullying ‘career’ inldhood where they learn that if they
hit another child, they can make the child surrentieir lunch money/sweets. In
adults this bullying behaviour may become morehgijrated' and in the workplace
less physically violent methods may be employedvdxibeless, the principle is
similar. The bully has learned that acting in dertaays results in reward. 'Reward’
here is a slightly more complex concept and reldatesconditioning models -
otherwise known as reinforcement. Here a rewardoimething that increases the
likelihood of behaviours being repeated. Theref@neward could just as easily be
the avoidance of a negative outcome. For exampieam@ager might realise that by
emotionally blackmailing employees to work unreadsda hours, he avoids gaining
the negative image of being an inadequate manaijeraipoorly performing team.
According to Bandura (1978), this process is wtathportant, particularly in the
examination of aggressive and antisocial behaviolinus while the social
interactionist perspective emphasizes the impoearicrules' of social interaction in
governing the way in which we deal with grievanees conflict, the social learning
approach focuses more on the role of social devatop. Bandura's model (1978)
goes further than simply using classical and ogeranditioning models of reward
and punishment for behaviour, however. He also tamied that the revelation that
aggressive (or bullying) behaviour pays off canusd¢brough direct experience (as in
conditioning models) or by observing someone elsagiaggressive behaviour to
achieve some goal. From this observation, Bandugues that the child can
assimilate the complex skills in the art of aggessand bullying by imitating the
observed behaviour (or a form of it). This is knoag1'modelling'. This approach is
quite useful for an understanding of bullying babaw, particularly in light of the
instrumental component of much bullying. It is #fere essential that organisations
are conscious of whether or not they are rewardiollying behaviour through
various mechanisms. For example bullying can bearded indirectly through the
organisational culture (e.g. admiring talk of 'preg/hardball’ or circulating stories of
organisational 'heroes’ who were essentially ®)llier more directly through
promotional strategies (i.e. promoting individubtcause of the results they achieve
- without considering how they were achieved).Atstfiglance, social learning
approaches and social interactionist models mayeappo contradict each other
somewhat. That is, social learning could be vieaga strictly behaviourist approach
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to bullying and aggression withoutthe need to aiersithe cognitive processes
occurring during the interaction. It is these cdoigriprocesses which are so crucial to
the social interactionist perspective. However, daa later adapted his social
learning theory in the light of an increased emjzhas the individuals' interpretative
processes. As a result, he indicated (Bandura, )19B8t a 'self-regulatory’
mechanism is established within individuals whishthe result of a set of learned,
directly experienced standards of behaviour. Thechanism will mean that the
individual can experience displeasure (or sham#)eat own behaviour - even in the
light of no external punishment. This displeasuse sufficient to prohibit the
aggressive or antisocial action.

Bystander apathy:

Examining bystander apathy, it is surprising toenthiat in Rayner's study (1997), 77
per cent of the sample had witnessed bullying akwit is likely given this number
that many individuals witness bullying and yet dathing to confront the bully or
step in to help the victim. Although this may appaasomewhat callous neglect of
the well-being of their colleagues, there may baynmaasons for the inaction. Firstly,
if the bully is a manager, which they often are €K Cooper, 2000), then the
witness may fear for their own position within tharganization following
retributional action by the bully. Secondly, thetveiss may simply fear becoming a
victim of bullying. Thirdly, Rayner (1997) also reqs that a recent job change on the
part of the victim accounts for 51 per cent of ith@dence of bullying. Therefore it is
likely that, because the victim is new to the wgrkup, they have had insufficient
time to form support networks. As a result, a sthanesponsibility for the victim
amongst the colleagues can result in no one callesaking action on behalf of the
victim. Organizations need to be particularly vagil for bullying behaviour in such
situations. Rayner (1997) also highlights the cleaofymanager as a key period for
bullying to begin. These periods of change theeefaged to be identified as potential
bullying 'hot spots' and organizational awarendgsulsl be increased around these
times in order to reduce the incidence of bullyiagd the negative impact of
bystander apathy.

Conclusion:

The organization has a leading role to take inr#duction of bullying and it is
essential that measures to combat bullying be imefged across every level. It is
essential that a total and integrated organisdticgaproach to bullying is
accomplished in order to reduce its incidence &edeby the misery experienced by
the victims of workplace bullies.
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