The Vehicle
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Road [

Re-Engineering the
Infrastructure of
Workplace Bullying
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Remove the vehicle without changing the road,
and another will simply travel the same route.

People deliver

the behavior. <— Layer 1.

Normalized
Aggression

<4— Layer 2:
Fear of
Retaliation

P — Layer 3:
Institutional
Silence

<4— Layer 4
(Deepest base):
Unchecked
Power Asymmetry

Organizations lay the surface on which behavior travels. Focusing solely on identifying individual
perpetrators leaves the structural enablers of mistreatment completely untouched. W
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| The lllusion of Control | | The Reality of Harm

52 Million 26% 26%

US workers (32%) are of bullies are in of organizational

0 . affected by supervisory positions, responses to
® 81% of employers believe they are workplace bullying exploiting structural complaints are explicitly

effectively preventing and managing (WBI, 2024). power (WBI, 2024). negative or harmful
bullying (CIPD, 2024). | (WBI, 2024).

The policy manual is an illusion. The majority of organizational
responses sustain or worsen the problem rather than resolving it. WHumanCapital

Innovations




) s |
S S

Level 1: Surface (Direct Costs) The organization that permits
Formal HR Complaints & Investiqati the road to exist loses the
G A trust and capability of the

($30K-$100K per individual case). \ oloff people who travel it.

Level 2: Sub-Surface
(Organizational Drain) |

£13.75B annual UK organizational cost. 7
62% target turnover risk (quitting, &——
transferring, constructive discharge).
7% average productivity drop among
targets.

Loss of institutional knowledge.

Level 3: Deep Substrate «——
(Human Toll)

77% PTSD symptom rates among targets.
Elevated risk of cardiovascular disease.
Severe long-term anxiety and depression.
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The Anatomy of
Organizational
Design Failure.

According to the Work Environment
Hypothesis, bullying does not
emerge in a vacuum. It requires a

specific architectural alignment of
enablers, motivators, and triggers.
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Precipitating Processes.
(Sparks/Triggers)

Downsizing, restructuring, and
organizational change.

Motivating Structures.
(Incentives)

Internal competition, toxic
reward systems that
incentivize aggression.

Enabling Structures.
(Foundation)

Power imbalances, low
perceived costs to the
perpetrator, lack of accountability.
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The Old Paradigm f The Systemic Architecture

I
S

Root Cause Individual bad actors ]t ———————— > Flawed organizational design «'-»-L-*Z“:

_______ il
I

Core Intervention Removal and firing } 7—» Redesigning powerstructures%

from liability procedural justice

Complaint Goal Protect the company { Meaningful repair and /@f

. Passive, irrelevant = .
View of Bystanders | | - O Q| Critical culture defenders { }l &

Metric of Success | Zero HR complaints m g;ﬁga'::?cg?:gmal Sdely m

Re-engineering how we view, diagnose, and measure workplace conflict.




The 5-Pillar " Satey Clmats
Blueprint for e
Systemic Reform.

Moving from reactive,
complaint-dependent
systems to proactive
climate engineering.

5. Leadership
Capability

4. Procedural
Justice

2. Accountability
Architecture

A l > . :
' Organizational
Infrastructure

3. Bystander
Activation




Pillar 1: Psychosocial Safety Climate (PSC)

PSC is the “cause of the causes”—a leading indicator that predicts job demands and bullying exposure before individual
complaints emerge. It requires treating psychological safety with the same rigorous auditing as physical safety.

<

carly Waming | Architectural Upgrades

* Risk Detection '/ Public C-suite commitment

» Structural -z Regular psychosocial risk
Stress v assessments

by division

J Transparent climate reporting {

Case Study Callout: NHS England

/« Structural Stress ~_ Following the Mid Staffordshire crisis, NHS established
% X "Freedom to Speak Up Guardians” across all trusts.
. ¥ _ This structurally embedded independent voice
Proactive Scan All 1< channels, acknowledging that silence is a systemic
product, not an individual failure.
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Pillar 2: Accountability Architecture | =TT -

Concentrated, unchecked power guarantees mistreatment. Accountability
requires transparent structures that distribute oversight and ensure no single
individual operates without bounds.

M 360-degree feedback tied to
advancement

Case Study Callout: Uber (2017)

G

;
Following a massive harassment rf?:\@
investigation, Uber didn't just fire il
perpetrators. They re-engineered reporting
lines, integrated behavioral standards into
performance metrics, and established an
independent compliance function.
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Pillar 3: Bystander Activation
~ Silence is a highly rational response when intervening carries risk. Passive bystanders deepen target isolation and |-
signal collective organizational tolerance. Bystander behavior requires structural protection, not just encouragement.

STRUCTURAL INTERVENTION DIAGRAM

BEFORE: PASSIVE ISOLATION ARGHITEGTURAEVEORARES

o o o o

independent enforcement
5

O O O O Scenario-based active bystander training

BULLY TARGET

O O Graduated intervention frameworks

AFTER: ACTIVE BARRIER ACTIVATION

g@q CASE STUDY CALLOUT:

VETERANS HEALTH ADMINISTRATION
The CREW program empowered workgroups
to collaboratively co-create unit-specific civil
behavioral norms, leading to sustained
reductions in cynicism and distress.
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~ Pillar 4: Procedural Justice in Complaints

When 56% of organizational responses to complaints are negative, the
system itself becomes a mechanism of harm. Justice must be perceived

as fair, transparent, and separated from political influence. Architectural Upgrades

Genuinely independent
investigation capacity

Guaranteed outcome

Employee
feedback loops

Complaints ‘ 56%

' Negati:e/ Chain of
: Harmful Command
- Response

Restorative justice options
for meaningful repair

Y

Case Study Callout: RACS

The Royal Australasian College of
Surgeons treated widespread

harassment not as isolated
misconduct, but as a systemic
failure, establishing an
independent mechanism outside
standard training hierarchy.

&

Negative/Harmful Independent
Response _ Assessment Chamber e
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- Pillar 5: Leadership as Climate Architects

Both authoritarian and laissez-faire leadership styles create vacuums where bullying thrives. Leaders set the
conditions for how others are treated; they do not merely respond to incidents.

r
ARCHITECTURAL UPGRADES

| Evaluating leaders on climate metrics
il i : (surveys, turnover) alongside output
| :

Competenc | TN A . S e

/ . | & Integrating conflict intervention into
| | core competency frameworks i

-4 N\CF v N GER | {8 Coaching for leader stress regulation

i Climate
il v Metrics

i TAKEAWAY NOTE

The leader’s relationship to the road
matters as much as their willingness
to identify the vehicle.
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Rebuilding the Psychological Contract
The psychological contract is fundamentally shattered by mistreatment. Rebuilding it requires sustained,
visible action. Data collected but not acted upon breeds organizational cynicism.
Distributed
| Governance: il ™ g |
- Redundant oversight, s s aa A TN Recalibration,
- | cross-functional - e SN AN & i : analysis: every
- committees. . 0 () and know age to
! i/ (i O\ A acrarients are
L | i — N % entiretement.
i [ Distributed /5 Continuous ]’
f. _ Power & @ Monitoring
e A\ Safeguards A7 0N & Learning Post:Incident
Distributed \° ———————— W/ A [ = o
Governance: ” ' Analysis:
Redlndant & Treating every
! bullying instance
) oversight, as diagnostic
cross-functional d g
committees. ata about
systemic health,
borrowed from
safety science.
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| The Infrastructure Audit
| A mandate for leadership:
|

Did we investigate only the individual, or
the conditions that enabled them?

| Are our complaint pathways genuinely T
“ i independent of the perpetrator’s power? A

Do our bystanders have structural
protection and scripts to speak up?

Is leadership evaluated on team climate
metrics, or exclusively on performance output?

The next time a complaint reaches your desk, ask who knew

and did not act, and why. Because they are watching. ___




