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1.	INTRODUCTION

The purpose of this report was to explore the scope and impact of bullying. Workplace bullying is described as repeated negative conduct towards a person such as undermining, intimidation or harassment. Using the ‘Fishbone’ method (Appendix 1), the report identifies some causes and its effects. Identifying the causes, however, should not end there and so the aim of this report was to design systems that would minimise bullying and its negative impacts within the work environment. Using SWOT analysis, the report concludes that a combination of strategies, both preventative and secondary, should be implemented by the organisation as best practice to significantly reduce workplace bullying and its effects. 

2.	WORKPLACE BULLYING: SCOPE AND IMPACT

In recent years, the subject of bullying in the workplace has received increased attention, with numerous appeals for prevention and intervention (Salin, D. et al., 2018). Bullying in the workplace may be defined as systemic mistreatment, or more precisely, exposing of managers, subordinates or peers to derogatory acts, by offending, harassing, adversely affecting an individual’s work, undermining, intimidating or even socially excluding someone (Yoo, G. and Lee, S. 2018; Salin et al.,2018; CIPD,2020). A further criterion for classifying negative behaviour as bullying, is that the behaviour must be recurrent and over a period of time and finally, the victim must feel lesser than and unable to defend themselves (Salin, D. et al., 2018). Workplace bullying is shown to be prevalent across many organisations. According to a recent survey, 24% of UK employees thought that issues such as bullying and harassment are swept under the carpet, with 15% of workers having experienced bullying themselves (CIPD., 2020). 
Salin et al., (2008) suggested that cultural factors may affect an individual’s perceptions on whether certain behaviours can be considered bullying. Therefore, this may affect an organisations evaluation on need to address behaviours.

2.1 Organisational Outcomes
There are serious financial impacts and consequences associated with workplace bullying, with reports suggesting that UK employers could face a £13.75 billion per annum loss due to workplace bullying (Giga, et al, 2008 cited in Sheehan, M. et al., 2020).

2.1.1 Cost of lost time: People who may experience negative behaviours in the workplace may call in sick or perhaps go on extended sickness absence. In the UK, research has indicated that this problem could result in the loss of 18.9m working days annually, which equates to around £18b or 8-10% of the company’s profits (Fowler, J. 2020).

2.1.2 Turnover and replacement costs: Research has shown that workplace bullying is connected with high turnover rates, with reports suggesting that 30% of victims will resign from their roles and 20% of bystanders also resign. Other reports have indicated this figure to be much higher at a staggering 70% (Fowler, J. 2020). For every employee that resigns, the organisation is faced with replacement costs in the form of recruiting, hiring and training. Potentially, an organisation could be more susceptible to higher turnovers if workplace bullying creates an environment of low staff morale.

In areas such as healthcare, a high turnover can be critical, as team functioning is greatly impacted and consequently, patient care (Hayes et al., 2006 cited in Logan, T. and Malone, M. 2018) 

2.1.3 Rehabilitation Costs: Should a bullied employee decide to remain with the organisation, the employer could face rehabilitation costs for counselling to help the individual with any emotional trauma they may have experienced. In addition, there are also costs associated with rehabilitating the offender in another section, through the use of training, counselling and perhaps anger-management (Fowler, J. 2020).
2.1.4 Legal Ramifications: In incidents where the employer is deemed liable for bullying at an Employment Tribunal, they will likely have to pay the employee compensation for stress, loss of wages, other damages and legal costs (Fowler, J. 2020).
2.1.5 Productivity and Performance: In the workplace where morale is low, productivity is largely affected. Productivity losses occur when there is poor motivation, lower commitment and performance and absence from work (Cullinan et al.,2020). It is generally viewed that ‘a happy worker is a productive worker’ (Salin, D. et al.,2018). Productivity loss could therefore result in a decrease in sales for a company (Fowler, J. 2020).

2.2 Workers Health & Well-being
Studies have also shown that bullying has detrimental effects on individuals’ mental and phycological wellbeing (Sheehan, et al., 2018; Xu, et al., 2019; Yoo & Lee., 2018). It has been suggested that workplace bullying is a social stressor that contributes to depression and anxiety, which in turn leads to coping behaviours such as excessive alcohol consumption and overeating. Over time, it has been shown that such negative emotions and coping behaviours potentially increases the risk of elevated blood pressure and cardiovascular disease (Xu et al., 2019). Among healthcare professionals, it has been shown that bullying can even lead to suicide attempts (Ilias et al., 2018). 

3.	CAUSES OF BULLYING
According to the literature, the causes of workplace bullying vary from personality characteristics, management, workplace culture and high job demands (Ilias, et al., 2018; Demir, et al., 2013). According to Baillien et al (2009) cited in Demir, et al (2013), some individuals when under pressure, cope in an ineffective, passive manner and may therefore infringe on organisational, work or social norms. Consequently, this may lead to negative behaviours towards the individual and therefore an increased risk of becoming the object of bullying. Other predictors of workplace bullying are role ambiguity and role conflict. A study conducted by Bowling and Beehr (2006), cited in Salin and Hoel, (2011), reported that bullying appeared to thrive where an employee has contradictory expectations, values and demands, and where there are perceived unpredictable and unclear expectations. Salin (2003), cited in Salin et Hoel (2011) indicated that a workplace bully could be perceived as politically driven individual who will take whatever means necessary to further their self-interests, without regard for the wellbeing of their colleagues. Another predictor for workplace bullying is leadership style where leaders are unfair and unsupportive (Hauge, Einarsen, et al., 2011, cited in Hershcovis, et al.,2015). Finally, researchers have found that stressful work environments that create job insecurity, high workload and role stressors are associated with being the target and the perpetrator of workplace bullying (Baillien, et al, 2011 cited in Hershcovis, et al.,2015).
4.	SOLUTIONS TO WORKPLACE BULLYING
4.1 Anti-bullying Policies: Raising awareness
Some studies have shown a reduction in negative behaviours and bullying when organisations raised awareness through information and attitude campaigns, giving staff and managers the ability to recognise bullying and understand its consequences (Salin et al., 2018). Clear guidelines and information about what constitute bullying conduct and the procedure for raising and handling bullying and providing a healthy atmosphere for raising complaints should be given to all staff members. This in turn gives employees the reassurance they have a safe space to speak about issues and that their employers are taking measures to tackle the problem in a sensitive manner. Outlining behavioural boundaries for all employees will also make it easier when taking decisive action against those who breach these policies (Martin, K., 2020). Raising awareness and building inclusive culture also creates an opportunity to overcome cultural barriers/factors that may affect perceptions of whether a behaviour constitutes as bullying.

4.2 Leadership Training
Studies have identified leadership style as a risk factor when predicting bullying in the workplace (Hauge, Einarsen, et al., 2011, cited in Hershcovis, et al.,2015) and for that reason, it could be suggested that specific training be provided to change leadership behaviour. It is essential that employers provide effective training that supports managers in enabling them to identify potential bullying behaviours before matters are escalated. Not only this, but in training leaders to communicate clear expectations of staff roles, this will eliminate role ambiguity. Furthermore, managers will also be able to identify staff that require time management training which will alleviate high workload. This option provides potential threat and weakness, as leaders are at times the perpetrators.

4.3 Mediation
Mediation, as proposed by CIPD, (2020) is a method that organisations could adapt to resolve conflict and has shown to be the most effective approach to resolving conflict. Positive work relationships should be supported by healthy communication between colleagues, good team working, and a culture of dignity and respect. It is suggested that mediation potentially provides both parties an opportunity to have an open conversation, air issues, create understanding and empathy, encourage communication and jointly determine acceptable solutions. In addition, mediation in comparison to managing a lengthy grievance processes and tribunal claims, often is a more cost-effective approach to resolving conflict. (CIPD.,2020). The research also found that there were less tribunal claims in organisations that provided mediation training for managers. One weakness identified for mediation is that its success relies on both party’s voluntary participation (CIPD, 2020).

4.4 Grievance/Disciplinary Action
When all other means have been exhausted as a first step (i.e. training, mediation and raising awareness) or when these methods are unsuitable to address the problem, then the disciplinary process should be applied as a last resort. Typically, disciplinary action involves formal warnings or dismissal. A standardise policy for bullying and harassment allows fairness as all allegations will be dealt with in the same manner. This method can also be considered a powerful deterrent. However, this approach also proves to be time-consuming and therefore a possible threat.

4.5 LIMITATIONS TO SOLUTIONS
Policies and procedures put in place to address bullying and harassment, has some limitations such as cultural differences and values and access to effective management, HR and trade unions. Organisations must also ensure they build advertising programmes that foster community and values by seeking to enforce a zero-tolerance policy against bullying in the workplace.

While bullying is a universal issue, cultural factors may influence views of whether a behaviour constitutes as bullying (Salin, et al., 2018). Therefore, it would do well to create awareness campaigns that promote culture and values within the organisation that prevent and discourage bullying. 

5.	ACTION PLAN TO IMPLEMENT SOLUTION

After using SWOT analysis to identify the most appropriate solution, it was concluded that a combination of all 4 solutions would be most suitable for organisations in the current climate. Every situation is different and should be addressed on a case-by-case basis. In the first instance preventative measures should be taken in the form of training for leaders alongside raising awareness for all employees, managers, stakeholders, contractors and customers. Finally, where there is a breach of the bullying policy and where mediation is not appropriate, the grievance and disciplinary policy should be applied to bring about a swift resolution.

A suitable plan of action that also should be communicated to the stakeholders includes:
1. Continuous work, directly with employees, contractors, customers and stakeholders.
2. Anti-bullying conference, forum which will be held for all managers, HR and union reps.
3. Buddy schemes, mentoring and action groups who meet frequently and instil anti-bullying work in the workplace. 
4. An anti-bullying survey to assess opinions and progress.
5. anti-bullying conferences annually where professionals are bought in and stakeholders invited.
6. A working group that meets monthly, to get a sample of the number of cases that are coming in. This will allow implementation of pilot schemes to quickly address rising issues.
7. Anti-bullying articles and newsletters posted on the Intranet and website.


6.	MONITORING AND REVIEW TECHNIQUES

As part of the monitoring and review process, HR, senior managers meet quarterly to review progress of the specific, measurable, attainable, realistic goals that were set to be achieved within a timeframe. By collecting and monitoring data, a comparison can then be made for recorded incidences, and therefore make appropriate adjustments where necessary.

7.	CONCLUSION

This report analysed the impact of bullying within the workplace and identified causes and effect, to explore a variety of interventions and to choose the most appropriate approach, to establish an action plan for such solution and evaluate suitable monitoring/ review techniques. Bullying is repeated and prolonged negative acts towards an individual by harassing, undermining, intimidation and social exclusion. It was found that there were significant consequences that led to major psychological and well-being impacts on the employees along with major financial consequences to the organisations. Causes of workplace bullying were recognised as personality traits, leadership, culture of the workplace, high job demands and uncertainty of position. Bullying has no legal meaning under the Equality Act 2010, unlike ‘harassment’ that benefits from a legal definition (CIPD, 2020). The most appropriate solutions identified were raising awareness and leadership training as preventative measures, and mediation and grievance/disciplinary action as a secondary measure where appropriate.

Whilst training and policies are commonly suggested means for tackling bullying, it is not a ‘one size fits all’ solution. Furthermore, current research does not provide comparisons of how the suggested solutions fair against each other. Therefore, by analysing the strengths, weaknesses, opportunities and threats (SWOT) of all alternative solutions, it is clear that the most appropriate solution is adapting a range of the solutions in each situation. Preventative measures i.e. awareness and policies are equally as necessary as secondary measures. 

The eradication of bullying in the workplace should be an ongoing effort within organisations between stakeholders. The Political, Economic and social environment are always changing and therefore organisations must also be willing to adapt to ensure the culture is always proactive in preventing bullying.
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APPENDIX 1: FISHBONE DIAGRAM
CAUSES OF WORKPLACE BULLYING


Workplace culture
Personality Traits

Leadership Style
FISHBONE DI




Selfish				Unfair			Low morale			
Unconscious bias		Unsupportive		Lack of investment in staff
Passive				Lack of training	            	  Lack of accountability
Career driven at all costs Workplace Bullying

Role Conflict
Role Ambiguity
High job demands

Poor time management		

			Job description unclear		Unclear objectives
	
Stress			Poor clarity	                Company objectives unclear
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