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Abstract 

 

In an age when educational institutions are faced with high rates of teacher turnover and 

challenges associated with attracting and retaining the best and brightest educators 

available to public schools, job satisfaction is an issue of critical importance that has moved 

to the forefront in society.  Teachers and administrators from nine participating schools 

took part in randomly assigned surveys measuring either the impact of school culture on 

educator behavior or the predictability of job satisfaction based on educator behaviors and 

school culture.  Findings revealed that school culture did not have a significant impact on 

educator behavior; however, educator behavior and school culture were found to be 

predictors of job satisfaction. These findings suggest the need for more research regarding 

the link between school culture and educator behavior should continue.  The correlation 

between bullying coupled with school culture and job satisfaction should be researched 

further to determine the consistency of the correlation over time.  Results from the study 

were collected to assist school district leaders to create and support collaborative cultures, 

administer policies to protect targets against workplace bullying, and retain exemplary staff 

members.  
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CHAPTER 1 

INTRODUCTION 

Fear, I am sorry to say, motivates most of the cruelties in the world. 

-Maya Angelou (2013) 

In the book, Mending the Sisterhood and Ending Women’s Bullying, Skog (2015) 

tells the story of Angela who worked alongside a coworker who manipulated and 

controlled others in the workplace.  Even so, Angela’s coworker touted herself as one 

who built people up and helped others in the office.  Angela was shocked when her 

associate started to share untruths and gossip about their coworkers.  The colleague 

would be partial to some while leaving others out.  Angela’s coworker eventually 

engaged in other bullying behaviors to secretly destroy Angela’s career.  Angela tried 

desperately to focus on the fact that this bully must be hurting in some way herself and 

she should forgive the perpetrator.  In the end, Angela ended up leaving her dysfunctional 

place of employment.  She now has a successful career empowering others to rise to their 

full potential.  Today, Angela advocates for targets and victims of bullies to be brave 

enough to engage in conversation about bullying at their workplace in order to thrive. She 

encourages others to stop ignoring toxic behaviors by confronting the bullies and putting 

an end to sabotage and bad behaviors.   

While Skog’s book is based on interviews with women from various 

backgrounds, Namie and Namie are researchers who established the Workplace Bullying 

Institute and developed the largest, research-based survey on workplace bullying 

distributed in the United States. In 2009, Namie and Namie reported 37% of employees 

in the U.S. have been subjected to bullying at work. When employees are subjected to 
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bullying behaviors in the workplace, the results are decreased performance, morale, and 

employee retention as well as increased sick time, leave time, grievances, and legal costs 

due to lawsuits (Namie & Namie, 2009).  In addition, bullying in the workplace can 

lower self-esteem and put overall well-being at risk, breaking down psychological, 

emotional, and physical health (De Vos & Kirsten, 2015; Yildirim &Yildirim, 2007). 

It is widely accepted that bullying behaviors are rampant in educational settings.  

These behaviors include bullying, acts perpetrated by someone deliberately attempting to 

overpower another person through harm or intimidation; or mobbing, which includes a 

group of people engaging in bullying behavior. Although there has been considerable 

research on schoolhouse bullying among students, there has been limited research 

exploring adult bullying in the school setting outside of specific studies exploring 

principal-to-teacher bullying.  Yet, research shows education is considered a high-risk 

profession for bullying behaviors (Balcerzak, 2015).  According to Namie and Namie 

(2009), about a third of all bullying occurs among coworkers in the workplace.  The 

research suggests the need to explore lateral bullying in the form of teacher-to-teacher 

and administrator-to-administrator (Shaw, 2017).  

Background of the Problem 

The culture of an educational institution has an impact on every facet of the 

school environment from what staff members discuss in the lounge, to which 

instructional strategies are held in esteem, to how staff development is accepted, to 

equitable learning opportunities for all students (Deal & Peterson, 1999).  School culture 

permeates the school environment but is extremely challenging to explain.   Culture 

patterns in educational settings endure and have a strong influence on the way people 
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perform as well as their thoughts, actions, and feelings. When a toxic culture exists in a 

school, it is not uncommon for teachers to engage in harassment and berate coworkers 

who attempt to enhance the school environment by engaging in innovative instructional 

strategies and promoting professional efficacy (Deal & Peterson, 1999). Sabotage occurs 

in toxic school workplace environments, and saboteurs use the vulnerabilities of others to 

their own advantage and to ruin positive initiatives (Deal & Peterson, 1999). 

Statement of the Problem 

According to the 2017 Workplace Bullying Institute’s U.S. Workplace Bullying 

Survey, 37% of the workforce, or 60.3 million Americans, are either observers or victims 

of bullying. To put this number in perspective, 60.3 million people equals the sum of the 

population in the states of Washington, Oregon, California, Nevada, Utah, and Arizona.  

Dealing with bullying in organizations is extremely challenging. Outcomes for targets of 

workplace bullying are bleak, and 2014 data from the Workplace Bullying Institute 

reveal that 61% of the targets left their organizations due to being fired, forced out, or 

resigning on a voluntary basis (Workplace Bullying Institute, 2014). Reports of bullying 

behaviors in the workplace are often ignored or not taken seriously (Namie & Namie, 

2009).   This aligns with the fact that 64% of employees who experience bullying at work 

are terminated or voluntarily leave, while only 14% of bullies lose their jobs (Namie & 

Namie, 2009).  

Bullying wreaks havoc on most work environments. Approximately 27% of U.S. 

workers, roughly 36.9 million employees, have reported suffering from workplace 

bullying (Daniel & Metcalf, 2016).  In her book, Skog (2015) suggests that all of us at 

some point are capable of exhibiting the qualities typically demonstrated by bullies. In 
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fact, the author encourages us to ask ourselves if we have engaged in gossip or if we have 

undermined, passed judgment, or distrusted another without just cause adding to a culture 

that promotes bullying causing many to leave their school or the field of education 

altogether. Skog’s questions and suggestion are particularly relevant today as the field of 

education experiences teacher shortages including teachers leaving the field of education, 

declining enrollment in teacher preparation programs, and overall teacher turnover. 

Although educators cite multiple reasons for leaving educational careers, job satisfaction 

plays a critical role in a school system’s ability to retain qualified educators. Therefore, 

the current study examines the relationship between school culture, workplace bullying, 

and job satisfaction. 

Importance of the Study 

In the current study, culture and teacher behavior are examined to determine if 

they are predictors of job satisfaction, an indicator of teacher retention. Therefore, the 

current study has the potential to improve job satisfaction in K-12 public school settings.  

Shedding light on the subject of workplace bullying in the field of education allows 

school leaders the opportunity to address the problem of workplace bullying through 

policies, professional development, and support for teachers.   

Research presented in the current study explores the impact school cultures and 

bullying behaviors have on job satisfaction in order to provide public school districts with 

data to support strategies, procedures, and systems for dealing with workplace bullying 

and toxic school cultures. Balcerzak (2015) states that creating an all-purpose bullying 

prevention plan is not conducive to resolving conflict in the workplace.  However, efforts 

to engage in strategic planning, collaboration, managing change, and systems thinking 
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can assist with the resolution of conflicts (Balcerzak, 2015).  Information in the current 

study supports education leaders in providing professional development that supports a 

collaborative work environment, teaches employees how to address mobbing behaviors 

when they occur and how to avoid being a target or a perpetrator in a school setting. In 

addition, information in the study can support schools in developing strong policies and 

procedures to eliminate the likelihood that bullying behaviors be exhibited in the 

workplace or school setting.  

Theoretical Framework 

 Two theories provide the basis for this study:  Social Exchange Theory and 

Collective Behavior Theory.  Social Exchange Theory relates to job satisfaction and the 

reasons employees choose to remain or leave an organization.  Collective Behavior 

Theory explains the reasons employees might exhibit uncharacteristic behavior, such as 

bullying, while under social strain. Together, both theories help to explain behaviors of 

individuals and groups in the work environment as related to workplace bullying. 

Social exchange theory. Social exchange describes a social behavior we 

participate in when we consider the cost and benefits of our actions. Related to the 

workplace, people work to obtain benefits such as salary, insurance, and retirement funds.  

Employees keep returning to their jobs due to other important factors including work 

schedules that allow for time with family, opportunities to work in a field in which they 

are passionate, and the formation of positive relationships with coworkers.  Less 

favorable conditions may cause employees to want to change jobs or leave their places of 

employment.   In short, employees weigh the pay offs of working a job against the toll it 



6 
 

 
 

takes to work in a position, and if the benefits outweigh the costs, the employee will 

choose to continue working for the employer.   

The Social Exchange Theory was founded by Homans in the 1960s. Homans 

maintained that people base social decisions on previous experiences and encounters.  

According to Homans (1974), there are three propositions affiliated with Social Exchange 

Theory: 

1. Success proposition: When people are rewarded for their actions, they repeat their 

actions. 

2. Stimulus proposition: The more frequently certain actions have resulted in 

rewards previously, the more probable it is that people will respond to the 

stimulus.   

3. Deprivation satisfaction proposition: The more frequently people have received 

rewards in the recent past, the less valuable the reward becomes. 

Social exchange has broad applications, including relationships among friends, in loving 

relationships, and in business relationships (Blau, 2008).  All decisions are not the result 

of social exchange; however, exchange permeates our society.  “Neighbors exchange 

favors; children, toys; colleagues, assistance; acquaintances, courtesies; politicians, 

concessions; discussants, ideas; housewives, recipes” (p. 88).  Social exchange is 

voluntary and is the result of an individual’s choice or conscious decision.  

Sometimes, people make decisions as a result of being threatened or being afraid. 

People bullied in the workplace become unhappy, fearful, avoidant, and dissatisfied on 

the job. As such, the victim of bullying decides the cost of staying in the job is too great. 

However, at times, people who are targets of bullying don’t leave their place of 
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employment. Why would an employee remain employed in an organization in which the 

employee is not satisfied with his or her job?   Data from the Workplace Bullying 

Institute provide a possible answer to this question.  The Workplace Bullying Institute 

conducted a study in 2013 which revealed that the targets of bullying behaviors stay 

employed for one or more of the following reasons: (a) The target cannot afford to leave 

due to economic reasons, (b) the target feels it is an injustice to leave when the 

perpetrator remains employed, or (c) the target believes their situation will improve in 

time.  Forty percent of the employees who report being bullied at work are plagued with 

negative health issues (Workplace Bullying Institute, 2017).  In many cases, employees 

state they have health problems related to bullying including anxiety, depression, and 

other stress induced conditions (Lutgen-Sandvik, 2013 & Namie & Namie, 2009). These 

employees are making decisions by measuring the benefits of employment against the 

costs of employment and determining their futures in the workplace based on the results 

of that balance sheet.   

Collective behavior theory. The second theoretical framework for this study is 

the theory of collective behavior which explains how individuals are influenced by the 

collective actions of the other individuals when people come together (Miller, 2014; Park 

& Burgess, 1921; & Smelser, 2011).  In social situations, individuals subconsciously 

acquire the disposition of others in their group and act in behaviors influenced by the 

group (Park & Burgess, 1921). In its simplest form, collective behavior often stems from 

social unrest.  The importance of social unrest is that it evolves from the collapse of 

traditional structures and the development of a fresh movement (LeBon, 2009).  If the 

anatomy of a culture is decayed, it is without fail multitudes of people will bring an 
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ending to old ways and the start of the new.  These new changes come about largely due 

to strong emotions such as hatred and fear causing typical reactions to be intensified.   

 As stated, certain historical events demonstrate that collective behavior is the 

result of unplanned social behavior caused by intense emotional feelings that alter and 

exaggerate typical behaviors, reactions, and responses to situations (LeBon, 2009 Miller, 

2014; Park & Burgess, 1921; Smelser, 2011).  The theory of collective behavior explains 

how individuals engage in uncharacteristic behaviors when they are a part of a group, 

drawing them to out-of-the-ordinary behaviors and events.  Collective behavior can be 

exhibited in response to social strain as when social structures collapse during a natural 

disaster, economic failure, or public demonstrations of social and value conflicts (Miller, 

2014).  The collective response offers a way for people to cope with the stress or engage 

in a collective activity in an attempt to right what is wrong (Smelser, 2011).   Some well-

known examples of collective behavior include the Civil Rights movement, the Animal 

Rights movement, the Black Lives Matter movement and most recently, the Me Too 

movement. Less positive examples of collective behavior might include the Salem Witch 

Trials, the Red Scare, lynch mobbings, and Ku Klux Klan activities.    

Examples of collective behavior in school contexts are evident in research 

examining school culture.  A study examining the impact of workplace bullying on 

school culture provided a qualitative look into the workplace culture of a teacher, 

principal, and school board chair, each of whom claimed to be victims of bullying in their 

school (Fahie, 2014).  Through case study research, the study revealed the depth of the 

impact of negative behavior on teachers and the school as a whole.  The participants in 

Fahie’s study articulated the ways in which their school’s culture deteriorated as 
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workplace bullying escalated.  Bullying behavior among the educators in the schoolhouse 

had a harmful effect on the daily operations of the school and a negative impact on the 

educators’ personal commitments and dedication to the school.   Powell, Powell and 

Petrosko (2015) found a relationship between school culture and bullying behavior as 

well. As study participants rated a school’s climate positively, fewer incidents of bullying 

and incivility were reported. School leaders who concentrated their efforts in the area of 

positive school climate improved staff members’ relationships and student performance.    

Both social exchange and collective behavior theories identify a theoretical 

framework to guide the current study. As illustrated by Figure 1, collective behavior of a 

school is represented by the school culture, which can be neutral, collaborative, or toxic, 

that can then have an effect on individual educator behavior. Then, representing social 

exchange, school culture and individual educator behaviors can impact job satisfaction of 

all educators on campus thereby impacting employee retention.  
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Figure 1. Representations of the relationship between school culture on individual 
educator behavior and the relationship of school culture and teacher behavior on job 
satisfaction. 
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Research Questions 

 The following questions and related hypotheses direct the research for the current 

quantitative study: 

1. To what extent does school culture affect the behavior of professional educators 

in K-12 public school settings? 

H1o: School culture does not influence the behavior of professional educators in 

K-12 public school settings.  

H1: School culture influences the behavior of professional educators in K-12 

public school settings.  

 

2. To what extent do school culture and workplace bullying predict job satisfaction 

in K-12 public school settings? 

H2o: The school culture and workplace bullying do not predict job satisfaction 

among K-12 public school educators.   

H2: The school culture and workplace bullying predict job satisfaction among K-

12 public school educators.   

 

Overview of Methodology 

The current study examines 1) the relationship existing between school culture 

and bullying and 2) the effect school culture and workplace bullying have on job 

satisfaction. Survey data were collected from public school educators working in the 

Southwest Arkansas Cooperative service area.  Approval for the surveys was sought from 
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the Southwest Arkansas Cooperative Board of Directors as well as the Institutional 

Review Board on the Texas A&M University - Texarkana campus. Participants were 

randomly assigned to one of two surveys. In one survey, participants responded to 

vignettes examining school culture and bullying behavior. For the second survey, 

participants responded to Likert statements regarding culture, workplace bullying, and 

job satisfaction.  

Definition of Terms 

 The following terms are essential to the study and explain the critical concepts 

related to the variables explored.  

Bully - Someone who deliberately attempts to overpower another person by harming or 

intimidating that person  

Bystander – One who observes a colleague being targeted for bullying behavior     

Colleagues – Those who work together 

Collaboration – Working together for a common cause 

Employee retention – Remaining employed with an organization in lieu of resigning, 

retiring, or termination from employment 

Job satisfaction – Being happy with employment and workplace culture and climate  

Mobbing – Employees, often groups of employees, engaging in bullying behavior 

Morale - Enthusiasm for work that exists among staff members 

Novice teacher – Teachers with little experience in the field of education 

Professional development – Providing instruction to employees regarding workplace 

policies, procedures, expectations, and philosophies necessary for employment 
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Professional jealousy – The feeling of being threatened by a colleague’s professional 

success or position 

School culture - An abstract concept that exists in schools that demonstrates the positive 

or negative energy that exists among employees, students, parents, and community 

Target – Victim of workplace bullies 

Workplace bullying – Process of engaging in aggressive behavior toward colleagues 

known as targets 

Workplace conflict – Struggles that occur among employees in a professional 

environment 

Victim - Target of workplace bullying  

Limitations and Delimitations 

Limitations are those issues that could influence research findings.  Limitations of the 

study include: 

1. The study is limited to the geographic location of Southwest Arkansas.  

2. Selected participants are from districts with a student population of fewer than 

5,000 students. 

3. The researcher acknowledges that factors other than those studied impact job 

satisfaction among educators. 

4. The researcher assumes bullying occurs in schools. 

The delimitations of the study include: 

1. Use of an online survey limits the data collection to information collected through 

questions selected by the researcher.  

2. The theories developed will likely span the globe in public school settings.  
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Assumptions 

Basic assumptions exist in conducting the research study.  The researcher assumes 

that the responses given by participants are true and accurate.  The researcher assumes 

that practices referred to as bullying as well as the descriptions of school culture and job 

satisfaction are accurate reflections of what has transpired in the workplace as well.  

Additionally, the researcher assumes that the concepts of bullying, school culture, and job 

satisfaction are congruent with definitions indicated in the literature review.  The 

researcher assumes that bullying occurs in public school settings.   

Organization of the Study 

 The study is presented in five chapters.  Chapter one is an introduction to the 

research, and it includes the background of the problem, statement of the problem, 

importance of the study, theoretical framework, research questions, methodology 

overview, definitions, limitations, delimitations, and assumptions.  Chapter two presents 

an overview of the literature in relation to school culture, workplace bullying, and job 

satisfaction. The third chapter explains the research questions and methodology.  Chapter 

four details the findings and data analysis.  Finally, chapter five provides a summary, 

conclusion, and recommendations for future research.      
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CHAPTER 2 

REVIEW OF THE LITERATURE 

The teaching profession has evolved tremendously since the days of the one-room 

schoolhouse.  Today, public school teachers are more politically scrutinized than any 

other profession, and the teaching profession is among the most contentious employment 

fields in the United States (Goldstein, 2014). As recent evidence, the son of the president 

of the U.S., Donald Trump, Jr., told a crowd of people, “You don’t have to be 

indoctrinated by these loser teachers that are trying to sell you on socialism from birth” 

(Strauss, 2019). The crowd erupted with applauding and shouting, and many teachers felt 

that Trump, Jr.’s remarks ignited hostility toward teachers.  With those employed in the 

field of education losing respect among politicians and the American public due to 

questions about competence and effectiveness, it is understandable that many educators 

leave the profession after a short while.  In addition to public scrutiny from outside the 

schoolhouse doors, many educators face criticism, sabotage, and ostracism from their 

own colleagues and often work in toxic cultures.  Yet, for many, education remains a 

very noble profession that represents our best efforts to educate and produce effective 

members of society for future generations.  Therefore, “we must focus less on how to 

rank and fire teachers and more on how to make day-to-day teaching an attractive, 

challenging job that intelligent, creative, and ambitious people gravitate toward” 

(Goldstein, 2014, p. 11). 

 The literature review fully explores relationships among the three areas relevant 

to the current study: workplace bullying, school culture, and job satisfaction. The review 

of the literature describes the concepts of workplace bullying, school culture, and job 
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satisfaction as viewed through the lens of Collective Behavior Theory which explains 

why people engage in atypical behaviors when they are experiencing social strain. 

Additionally, the three variables are also described through Social Exchange Theory 

which explains the exchange of rewards that takes place in the midst of employer and 

employee relationships. The opening segment of the literature review explores the 

multifaceted concept of bullying including the personality of a typical bully and bullying 

behavior in the workplace.  The underlying theme throughout this literature review is that 

existing research supports a correlation between personality traits and bullying behaviors.  

Additionally, there has been considerable study in the healthcare industry 

including research to support the concept of supervisor-to-subordinate bullying. 

However, the current study moves beyond the personality of the perpetrator and 

examines the role of school culture by asking the question, “Are we capable of exhibiting 

bullying behaviors under the right conditions?” Lastly, studying the predictability of job 

satisfaction based on school culture and bullying in the workplace to horizontal bullying, 

teacher-to-teacher and administrator-to-administrator, will increase understanding of 

workplace bullying that extends beyond those behaviors that occur between supervisors 

and subordinates.    

The Nature of the Bully  

In order to study workplace bullying, the nature and personalities of bullies must 

be understood. “Although some correlates of workplace bullying can be understood in 

terms of social functioning and context, certainly other theories suggest that bullying 

behaviors originate with the personality of the perpetrator”  (Balcerzak, 2015, pp. 40-41).  

So, what are the personality traits associated with bullies, and do certain characteristics 
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cause people to be more prone to engage in bullying behaviors?  One of the more 

predominant theories associated with personality is the theory of The Big Five (Goldberg, 

1990).    

Wilson and Nagy (2017) conducted a study focusing on perpetrators to see if 

there was a correlation between the Big Five Personality Traits and bullying occurrences.  

The results of the survey showed that individuals possessing the traits of 

conscientiousness and agreeableness were less likely to exhibit bullying behaviors.  

However, those individuals who possess the trait of neuroticism often engaged in 

bullying behaviors.  Wilson and Nagy maintain there remains a gap in the research in the 

area of the personalities of the perpetrators of workplace bullying.  The authors assert 

further study is necessary to add to their study and that future research should include the 

two personality traits that were not included in the data: openness and extraversion.  

Accepted globally, the Big Five or Five-Factor Model (FFM) is a synoptic 

classification of personality traits demonstrate steady patterning in the areas of thinking, 

feeling, and acting (McCrae, 2002).   The “Big Five” satisfied a surge of interest in 

seeking out a sound, scientific approach for identifying personality traits.  The terms 

associated with the Big Five have changed slightly over the years and evolved into the 

following:  (a) openness to experience; (b) conscientiousness; (c) extroversion; (d) 

agreeableness; and (e) neuroticism (McCrae & John, 1992).  

Sutin (2017) describes openness as likely the most resilient trait among the Five 

Factor Model.  The trait of openness is a reflection of the importance of diversity among 

individuals’ abilities to imagine, be sensitive, and feel deeply.  Individual values in the 

intellectual, social, and political landscapes resonate and have consequences among 
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people.  Unlike their closed personality counterparts, open individuals are not creatures of 

familiar habits and like to try things they have never tried before.   The second trait, 

conscientiousness describes a person who has the tendency to exhibit responsibility, 

structure, order, self-control, and a strong work ethic (Jackson & Roberts, 2017).   

Conscientiousness seems to have an influence over employment, romantic relationships, 

and physical condition for individuals.  When individual people demonstrate 

assertiveness, decisiveness, and social interactions, the third trait, extraversion is 

evidenced (Wilt & Revelle, 2017). A foundational trait associated with the Five-Factor 

Model, which is a reflection of one’s willingness and desire to have upbeat relationships 

with other people, is agreeableness, the fourth personality trait (Graziano & Tobin, 

2017).   Those who score high in agreeableness are typically well-liked by others, 

exhibiting consideration, sympathy, warmth, generosity, and compassion toward others.  

Finally, neuroticism, the fifth trait, is widely recognized as one of the primary traits 

among the Five Factors (Tackett & Lahey, 2017). Neuroticism is the only term used in 

the Five Factor model that has a negative connotation associated with it; however, when 

taking the Five Factor personality assessment, participants may score low or high in each 

of the five categories. Personalities high on the neurotic scale are typically associated 

with people who are often sad, anxious, and angry.  These negative feelings can result in 

physical and mental illness that can have a negative impact an individual’s quality of life.  

Which of the five traits do bullies possess, and do the personality traits of bullies 

affect job satisfaction in the workplace?  It would not be difficult to hazard a guess at that 

answer; but, it may not be as obvious as it appears. Neuroticism clearly includes certain 

negative behaviors associated with bullying; however, the absence of the other four 
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factors could indicate a propensity toward bullying behaviors as well.   Balcerzak (2015) 

maintains that the conduct displayed by a bully is a result of the personality of the 

perpetrator or bully.  Furthermore, most would agree from personal experience that 

bullies have a significant effect on job satisfaction in the workplace. Dynamics in the 

workplace can be affected by bullying among employees (Hutchinson, 2013).  A 

workplace ripe for toxicity can be created by manipulative behavior, causing teamwork 

and communication to be compromised.  Hutchinson (2013) studied the field of nursing, 

and the results of the study describe a proposed model referred to as workgroup 

manipulation.  Those willing to participate in workplace manipulation use four tactics 

which include (a) influencing, (b) persuading, (c) rationalizing, and (d) complying.  First, 

the typical behaviors associated with influencing involve subtly sending messages to 

bystanders implying that the victim does not fit in.  These influencing behaviors include 

rolling of the eyes and sighs directed toward to target.  The Target is often ignored or 

excluded as well. Secondly, the tactic of persuading causes the bullying behaviors to 

become more aggressive while being displayed under the pretense of being just or 

rational.  Persuading involves spreading rumors to harm the reputation of the target 

portraying the target as incompetent, while publically focusing on the victim’s 

deficiencies.   The third tactic, rationalizing, paints a picture that the target is responsible 

for how he or she is treated and the bullying becomes accepted as standard practice 

among employees.  Targets are set up to fail.  Finally, the tactic of complying includes a 

high level of tolerance for bullying in the workplace.  Once this phase of bullying occurs 

within the organization, it allows the bully to aggressively pursue the target with 

confidence. The proposed model of workgroup manipulation points toward the influence 
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that employee behavior can have over workplace dynamics such as collegiality, 

communication, and culture.     

As the culture of an organization is shaped by bullying behaviors resulting in 

failing communication, teamwork, loyalty, and commitment, it is possible that employees 

become numb to the aggressiveness of bullying behaviors as suggested by Hutchinson’s 

proposal of the theory of workgroup manipulation.   To what extent do bullies eventually 

become targets and targets eventually become bullies?  In 2013, Linton and Power 

presented a study examining the depth to which bullies and targets have typical traits 

associated with bullies, using a scale that simultaneously calculated the negative actions 

of perpetrators and victims.  The participants in the study were 224 Canadian college 

students who were 18-47 years old with previous experience in the workplace.  Almost 

80% of the bullies and 41.7% of the targets were identified as being victims and 

perpetrators at least weekly over six months showing commonalities among those 

identified as bullies and victims. 

       

The History and Process of Workplace Bullying 

Heinz Leymann, a psychologist of German descent, is considered a pioneer in the 

examination of workplace bullying (Balcerzak, 2015). As Leymann was studying 

workplace violence in Sweden in the late 1990s, he stumbled upon a group of people who 

demonstrated an astonishing amount of stress because they had been ganged up on in the 

workplace; thereby coining the phrase “workplace mobbing” (Balcerzak, 2015; Gravois, 

2006). While “mob” and “bully” both describe a type of bullying, mobbing tends to 

involve more than one perpetrator, and bullying is often one person acting in isolation. 
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Mobbing in the workplace is defined as “hostile and unethical communication which is 

directed in a systematic way by one or a number of persons mainly toward one 

individual” (Leymann, 1990, p. 120).  Balcerzak (2015) describes mobbing or bullying as 

a process rather than a one-time event or act and is an abnormal struggle that is different 

from typical workplace squabbling. Leymann (1990) asserts that bullying behaviors 

typically occur daily and usually last for about six months or more and that impact on the 

victim or target is social and emotional suffering. Defined as a process, Leymann 

identified the phases experienced in bullying or mobbing (see Figure 2).  The original 

critical incident is simply the original conflict or trigger that starts the process. Examples 

of triggers include work conflicts such as jealousy over salary or envy of a promotion. 

The second phase, mobbing and stigmatizing, involves frequent interaction that causes 

emotional and social injury to the victims through manipulation of their reputations, 

social situations, and work. The mobbing and stigmatizing phase can also result in violent 

 

 

Phase 1 Original critical incident 

Phase 2 Mobbing and stigmatizing 

Phase 3 Personnel administration 

Phase 4 Expulsion 

Figure 2: Leymann’s Phases of Bullying: Major steps in the workplace bullying cycle, 
beginning with a single incident and ending with employee exiting the workplace. 
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behavior or the threat of violence. In the third phase, the bullying or mobbing incident 

becomes an incident of record because managers become involved. When this happens 

the victims may experience disciplinary actions from the human resources department to 

include (a) being warned, (b) having their work closely scrutinized, or (c) being written 

up (Balcerzak, 2015). During the fourth phase, expulsion transpires when the victim 

becomes ill, is given menial assignments, undergoes emotional therapy, resigns, or is 

terminated from employment (Balcerzak, 2015).     

In the public school setting, the same phenomenon of mobbing exists and is 

considered a factor that contributes to dissatisfaction among employees in the workplace. 

Recent research indicates that unfavorable working conditions, including the presence of 

mobbing, play a larger role in teacher turnover than identified previously (Fuller, Pendola 

& Young, 2018). The systems associated with workplace bullying and professional 

jealousy are dynamics that exist in negative school cultures. In the 1990s, workplace 

bullying moved to the forefront as increasing numbers of researchers, including Keashly 

and Neuman, started to explore aggressive, violent, abusive, and mobbing behaviors 

among the adult workforce (Keashly & Neuman, 2010). Academic institutions have been 

slow to recognize workplace bullying as a problem, in spite of evidence to the contrary 

shared in traditional educational published documents and trendy online media sources.   

Keashly and Neuman (2010) advocate for additional research to explore the 

aggressive mobbing tendencies that exist in academic institutions of higher education.  

Mobbing behaviors have an effect on employees’ levels of satisfaction, teachers’ abilities 

to be productive and perform at high levels, as well as teacher turnover and negative 
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interactions with students and colleagues.  Workplace bullying is a part of the panoramic 

view of academia and causes harm to the victims and the bystanders.   

Additionally, bullying in the educational workplace is prone to have a negative 

impact on the learning culture and climate in the educational institution.  There are many 

studies about student-to-student bullying and principal-to-teacher bullying. The research 

includes case studies of lateral bullying in various fields outside of education. However, 

there is little research in the area of teacher-to-teacher and administrator-to-administrator 

bullying in K-12 education (Shaw, 2017).   

Types of Bullies   

In 1998, social psychologist, Dr. Gary Namie, and long-time educator and 

principal, Dr. Ruth Namie, founded the not-for-profit Workplace Bullying Institute 

specializing in research and education on the topic. In their book, The Bully at Work, 

Namie and Namie (2009) describe bullies as politicians in the companies in which they 

work with one goal in mind: to control their targets.  Namie and Namie describe four 

types of bullies (see Figure 3), and although they can be placed in categories, it is not 

unusual for a bully to exhibit characteristics from more than one category, depending on 

the circumstances.  The first three types of bullies, The Screaming Mimi; The Constant 

Critic; and The Two-Headed Snake, engage in behaviors that wreak havoc on their 

targets in the workplace.  The fourth type of bully, The Gatekeeper, keeps important 

things from the target, therefore creating a situation ripe for failure and blame to be 

inflicted on the target.  Per the work of Namie and Namie, identifying the type of bully 

and their typical behaviors can help establish suggestions for handing the bully. 
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Type of Bully Typical Behavior Toward Target Suggestions for Handling the Bully 
Screaming Mimi • Yells 

• Screams 
• Throws fits 
• Interrupts 
• Threatens 

• Repeat silent mantras 
• Find something humorous to 

think about 
• Keep a journal 

 
Constant Critic • Negative 

• Nitpicking 
• Whining 
• Faultfinding  
• Lying 

• Look for humor 
• Get a reliable person to 

review your work after 
criticism 

• Ask for support 
Two-Headed 
Snake 

• Passive-aggressive 
• Dishonest  
• Sabotage 
• Destroys reputation 
• Plays favorites 

• Enlist support 
• Do not stoop to their level 
• Keep emotions under control 
• Let them know you will not 

tolerate dishonesty 
Gatekeeper • Tries to “one up” 

• Controls resources 
• Cuts out of 

communication 
• Ignores 
• Excludes 

• Try to figure out what has 
changed 

• Try to see his or her 
perspective 

• Try to determine if you have 
also changed 

• Plan a meeting 
 Figure 3. Types of bullies as described by Namie and Namie (2009). 

Workplace Bullying Behaviors 

  At its heart, bullying is a fundamental absence of respect for people that goes 

beyond cultures and nationalities and includes having no empathy or motivation to 

encourage employees to experience high levels of performance in the workplace (Daniel 

& Metcalf, 2016).  The behaviors of workplace bullies include yelling, cursing, sarcastic 

remarks, threats, humiliation, and sabotage to both reputation and relationships (Namie & 

Namie, 2009).  Figure 4, presents tactics bullies use to increase value at work including 

taking credit for the work of his or her colleagues and attempts to backstab and destroy 

the target’s good name and credibility (De Vos & Kirsten, 2015; Hutchinson, Vickers, 

Wilkes, & Jackson, 2010; Lutgen-Sandvik, 2013, Namie & Namie, 2009; Workplace 

Bullying Institute, 2003; Yildirim & Yildirim; 2007).   
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Falsely accused someone of errors or actions 

Stared, glared, non-verbally intimidated, demonstrating hostility 

Discounted or belittled the person’s thoughts or feelings 

Used the silent treatment, ignored, ostracized, or excluded 

Exhibited uncontrollable mood swings 

Made up rules that he/she did not follow 

Disregard for quality or exemplary work despite evidence 

Harshly / persistently criticized work 

Started or failed to stop destructive rumors or gossip about the target 

Encouraged people to turn against the target 

Singled out one employee from coworkers, socially or physically 

Yelled, screamed, bawled out, threw tantrums, expressed verbal abuse to cause humiliation 

Took credit for other people’s work 

Abused the evaluation process by being dishonest about employee performance 

Accused the target of insubordination for failure to follow arbitrary directives 

Humiliated target publicly or privately by using confidential information 

Retaliation after filing a complaint 

Expressed verbal insults in reference to gender, race, accent/language, or disability 

Assigned target undesirable work as punishment 

Set up the target to fail/made unreasonable demands - workload, deadlines, duties 

Engaged in a meritless campaign to oust the employees 

Tried to get the person to resign or transfer 

Sabotaged person’s contributions 

Ensured failure of person’s projects, obstructed work 

Figure 4. Descriptions of Workplace Bullying Tactics as described by De Vos & Kirsten 
(2015); Hutchinson, Vickers, Wilkes, & Jackson (2010); Lutgen-Sandvik (2013); Namie 
& Namie (2009); Workplace Bullying Institute (2003); Yildirim & Yildirim (2007). 
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Gravois (2006) elegantly describes the phenomenon of bullying using an image 

from nature. He describes how birds mob to teach young birds whom to be afraid of, with 

whom to engage in mobbing behavior, and to force their enemies to leave. Songbirds soar 

toward danger when they perceive a threatening situation.  When they reach their 

adversary, the birds jeer, make noise, and swoop down on it over and over, drawing 

additional songbirds to the scene.  There is rarely actual contact, but the enemy 

eventually retreats, resulting in what is known in the science world as “mobbing”. There 

are distinct parallels to be drawn between Gravois’ depictions of mobbing that exist in the 

bird species and mobbing that takes place among people.   Like the birds, bullies seek out 

those they perceive as a threat and manipulate others and the target in a manner the target 

becomes vulnerable tending not to retaliate or be aggressive in nature (Namie & Namie, 

2009).  

Mobbing behavior is often very destructive in organizations as bullying harms the 

workplace culture and climate.  This is especially concerning in a school environment 

since the culture and climate can directly impact the students.  Harassment and bullying 

among educators can permeate a school environment and interfere with learning. The 

negative environment interfering with learning can lead to the best and brightest teachers 

to leave the school or district. 

Uncivil behavior in the workplace is frequently undetected by everyone besides 

the victim because it comes across as trivial (Pearson & Porath, 2009). Bullies employ a 

variety of tactics, however, they have a singular mission which is to cause shame, 

humiliation, and powerlessness to surface in their targets. Bullies render their victims 

powerless as a means of workplace survival at the expense of their targets. Celik and 
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Peker (2010) revealed that high school teachers in various countries commonly 

experienced mobbing behaviors in the form of a lack of gratitude for completed work, 

disapproval of completed work, and rumors. About half of all bullying behaviors consist 

of humiliating the target out in the open in the presence of others, and about one-third of 

all bullying occurs in private when there is no one around to witness the uncivil behavior 

(Namie and Namie, 2009). Whether the abuse is public or private, the effect on the target, 

culture and students is costly. 

The role of professional jealousy in bullying. Jealousy is an emotional 

experience that results when a competitor threatens someone with the loss of a significant 

relationship with another person (Salovey, 1991). Many people associate jealousy with 

romantic relationships; however, jealousy can be found in all types of associations.  At 

the center of the phenomenon of jealousy is a longing to be needed.  People who are 

insecure are more likely to display jealousy; however, even secure individuals can exhibit 

the characteristics associated with bullying when the threat to their relationship or 

position becomes a reality (Harris & Darby, 2010). Individuals who are confident do not 

expect to be betrayed. Insecure individuals who do not possess a high level of trust might 

anticipate being betrayed and demonstrate jealousy at higher levels.   Envy is tied to 

comparing oneself to others, and it can impact one’s self-esteem. Often challenging to 

dissect, jealousy can cause practical and maladjusted behaviors to occur, often having a 

negative impact on relationships. One employee being more physically attractive or 

another employee being perceived as more capable can trigger jealousy. Jealous feelings 

might also surface if a boss or supervisor compares employees with other employees, 

much like it exists in a home when parents compare children with each other.   
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Components of envy, jealousy, hate, and mischief are often demonstrated by those 

lacking in emotional intelligence. Fuller (2013) describes such behavior as bitchy. 

Although considered derogatory, Fuller explains there is a clear distinction between a 

bully and a bitch in the workplace.  As Fuller describes, sarcasm, jokes, two-faced 

behavior, and being ignored can eventually take its toll on job satisfaction and the ability 

to be creative, happy, and healthy. Bitchy behavior can contain components of bullying at 

times and can include subtly engaging in mean behavior and put-downs or actually 

ranting, yelling, or threatening.  The end result of this type of behavior might be to 

impact a potential promotion, to gain preferential treatment from the employer, or simply 

the thrill of inflicting pain on the target.  However, bitchy behavior seems to be less 

hurtful and offensive than bullying behavior.  The recipients of bitchy behavior do not 

feel victimized or personally under siege.  There is also a distinct lack of persistence that 

distinguishes the bitch from the bully.  

Bullies may exhibit professional jealousy or envy because the target may have 

abilities or characteristics the bully does not possess (Adams, 1992).  Envy in the 

workplace enhances the chances that bullying behavior will transpire and can remind the 

bully of qualities that he or she does not possess. Behaviors associated with professional 

jealousy can be subtle (Adams, 1992, Fuller, 2013).  Due to the subtlety of the behaviors, 

they are often easy to disguise from coworkers, and any reaction from the victim can 

appear to be an overreaction.  Bullies thrive when their behaviors occur in secret and 

provoke shame and silence from victims and observers (Balcerzak, 2015).  The concept 

of professional jealousy often motivates the workplace bully and is a common theme 

throughout the literature.  
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The role of fear in bullying. As Maya Angelou’s quote at the beginning of this 

study so eloquently states, fear often drives cruel behavior including bullying behavior.  

According to Fuller (2013), unconscious fears exist in people, including fear of failing, 

being abandoned, being ashamed or humiliated, and being hurt. As previously discussed, 

Namie and Namie (2009) refer to a type of bully known as the Screaming Mimi.  

Motivated by internal fears themselves, these types of bullies project their own fears onto 

targets and publicly attack the targets.  The bullies use intimidation and fear to exercise 

control over the victims.  The Screaming Mimi is afraid of being exposed as a fake and 

has little control over his or her own emotions.  Therefore, this type of bully engages in 

behaviors like yelling, screaming, and cursing, making the target dread encounters with 

the bully due to the volatility and explosiveness of each attack.  The bully may interrupt 

the target during a confrontation and often moves in close proximity of the target, 

pointing, slamming, and even throwing objects to enhance the intimidation tactics.  These 

behaviors can cause the target to dislike a job he or she once loved and even make the 

target want to change jobs.   

Feelings of fear are associated with both the bully and the target.  Bullies are 

accustomed to getting their way in part because people respond to them with fear.  A 

workplace which is permeated by a culture of bullying can be frozen with fear, and 

everyone, including the leadership, is frightened to hold the bully responsible for the 

horrible, unacceptable behavior.  Bullies have been described as using power to make 

others do what they want because of fear (Adams, 1992). Targets that feel powerful tend 

to respond to bullies by feeling angry, and targets who feel powerless tend to feel afraid 

(Pearson and Porath, 2009). These emotions can be overwhelming to the target. Lutgen-
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Sandvik (2013) states that bullying can destroy a workplace and that bystanders are 

petrified by thoughts of being the next victims. 

 
Impact of Bullying on the Workplace 

 When faced with incivility, employees cease to perform or do not perform to their 

maximum capabilities (Fahie & Devine, 2014; Pearson & Porath, 2009). Performance, 

job satisfaction, and motivation decrease, and anger increases (Pearson & Porath, 2009). 

When employees remain with a toxic organization, their efforts, the hours they work, and 

the caliber of their work diminishes, along with dwindling performance. Employees lose 

their focus and become distracted as worry over the incivility can become all-consuming 

and drain energy from the victims. Organizations are said to be toxic when aggressive 

behavior and abusive communication are common (Lutgen-Sandvik, 2013). Forty percent 

of all those bullied in the workplace report that their health was negatively affected by 

their treatment in the workplace (Workplace Bullying Institute, 2017). Leymann (1990) 

listed indications of victimization that include not being able to cope, feeling desperate, 

feelings of helplessness, feeling depressed, and being compulsive or hyperactive. 

Additional ailments targets face includes “depression, elevated anxiety, and anxiety 

attacks at much higher rates than non-bullied employees” (Lutgen-Sandvik, 2013, p. 

307). Constant fear, low self-esteem, post-traumatic stress disorder, and alcohol abuse are 

among other emotional illnesses that targets often experience. Victims of mobbing 

behavior may exhibit physical characteristics such as “stomach aches, back spasms, 

headaches, and skin reactions” (Namie & Namie, 2009, p. 29). Additional psychological 

behaviors include stress and thoughts of suicide (De Vos & Kirsten, 2015; Fahie and 

Devine, 2014).  Targets also report instances of sleep disturbances, stomach trouble, skin 
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problems, and weight fluctuation (Fahie & Devine, 2014). As mistreatment and bullying 

transpire, employees often opt to remove themselves from the situations by leaving 

(Fahie & Devine, 2014; Lutgen-Sandvik, 2013).  

School administration is a determining factor when teachers are making decisions 

about returning to campus or changing schools.  Teachers consider how well student 

needs are being met by the teachers and their coworkers (Allensworth, Ponisciak, & 

Mazzeo, 2009).  Other factors weighing into their decisions, such as relationships with 

colleagues and parents (Allensworth, Ponisciak, & Mazzeo, 2009).  Over half of the 

targets of bullying consider leaving employment, and one in eight actually leaves, 

resulting in replacement costs even as high as four times the employees’ yearly salaries 

(Pearson & Porath, 2009).  The estimated cost associated with teachers leaving 

employment was over $7 billion during the 2003-2004 school year (Honawar, 2007).  

Ideally, excellent teachers return to their teaching assignments each year, but the 

reality is many teachers switch schools which can possibly have a detrimental effect on 

student achievement in the schools they are leaving (Allensworth, Ponisciak, & Mazzeo, 

2009). Elevated transfer rates can cause problems within the school organization, 

including teacher shortages in high-need areas, disconnected professional development, 

and the absence of strong leaders among the teaching staff (Allensworth, Ponisciak, & 

Mazzeo, 2009). In recent years, over 100 schools within the Chicago Public School 

System have been negatively affected by critically elevated teacher turnover rates 

(Allensworth, Ponisciak, & Mazzeo, 2009). 

In a southwest Arkansas school district employing 384 licensed staff members 

during the 2017-2018 school year, there was a turnover rate of 15% or 58 staff members 
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(R. Corbell, personal communication, February 26, 2019).  Due to competition from 

other states and larger cities, replacing 15% of the certified staff members is a lofty goal.  

Considering the investment in teachers in terms of training and professional development 

in the state of Arkansas, replacing teachers is financially challenging as well.  This 

challenge is not unique to the state of Arkansas.  Teacher turnover has become a matter 

of utmost importance in Chicago, Illinois and other school districts across the nation as 

well (Allensworth, Ponisciak, & Mazzeo, 2009). It is of utmost importance to create 

bully-free, collaborative cultures in our schools to reduce the amount of teacher turnover 

and eliminate culture as a barrier to teacher retention.  

Employers’ Reactions to Workplace Bullying  

Adams (1992) describes bullying as terminal cancer that is able to creep up on 

victims, and even though most adults spend a greater amount of time in the workplace 

than any other place, most instances of mobbing in the workplace are overwhelmingly 

dismissed by leadership. In a recent study, Ertűrk and Cemaloğlu (2013) investigated 

causes of mobbing on primary school teachers and administrators in seven geographic 

locations in Turkey.  The study revealed that mobbing is experienced due to causes that 

exist among the bullies and among the structure of the school organization.  No matter 

what the cause, it is imperative to avert mobbing in the school setting.  If the mobbing 

behavior is deemed to be typical and accepted, it can become a part of the culture of the 

school and passed along to new staff members.   

Attempts to stave off mobbing behavior should begin with the structure and 

organization of the school.  Employers have three primary ways in which to respond to 

incidents of workplace bullying (Namie & Namie, 2009). First, the administration 
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condemns the behavior, punishment is administered to the bully, and it is recognized that 

the bullying behavior is unacceptable. Secondly, the administration ignores the bullying 

behavior, which sends an informal message that the behavior is acceptable. Third, the 

administration rewards the bully by promoting or rewarding the perpetrator. When 

organizations fail to act by choosing to disregard mobbing behavior, targets might feel 

insignificant while bullies might feel entitled (Balcerzak, 2015; Workplace Bullying 

Institute, 2017).  When the target feels insignificant and overlooked, it contributes to a 

negative school culture and the victim’s overall contentment with employment.   

The Workplace Bullying Institute conducted a survey in 2008 to measure the most 

common organizational reactions to workplace bullying reports (Namie & Namie, 2009).  

The survey found employers conducted valid investigations and shielded the victims 

from additional occurrences almost two percent of the time. The researcher found 

employers conducted investigations which resulted in adverse conditions for the victims 

and no protection against future incidents about six percent of the time. Organizations 

conducted subpar, unjust investigations which resulted in no repercussions for the victims 

or the bullies almost nine percent of the time.  Complaints were ignored with no 

employer reaction in 12.8% of the cases, with no repercussions to the targets or the 

bullies. In 15.7% of the reported cases, the organization took no action or conducted no 

investigation, and the victims received negative consequences, while the bullies remained 

employed.  Finally, in 24% of the cases, the victims faced retaliation and lost their jobs, 

and the bullies remained employed.  

Workplace Bullying Institute (2017) survey data indicate that 44% of all bosses 

were aware of workplace bullying, while 56% were oblivious.  Seventy-one percent of 
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the time, the employer actions resulted in an unfavorable outcome for the victims because 

either nothing was done about the accusation or the incidents were investigated, and 

nothing changed (Workplace Bullying Institute, 2017).  Twenty-nine percent of the 

targets received favorable outcomes following the incidents being investigated 

(Workplace Bullying Institute, 2017). It is typical for organizations to respond to bullying 

by overlooking the aggressive actions or removing the victims from the environment to 

end the abuse (Lutgen-Sandvik, 2013). Ignoring the behavior or removing the target is 

seldom effective, and in the United States, intervention by the organizations is effective 

only a third of the time (Lutgen-Sandvik, 2013).  These ineffective reactions by 

employers lead to toxic school cultures and a lack of job satisfaction among employees.   

Bullying at work: How to confront and overcome it. Adams (1992) says 

employees are faced with three viable options when workplace bullying is not addressed 

properly by the employers. The targets exit the organization to get away from the bullies, 

stay because they need the income and want to work, or they stand up for themselves and 

go to battle.  Leaving can have a negative impact on the victim and make him or her feel 

defeated.  Choosing the second option can cause the situation to become more intense, 

and it may result in a dip in the victim’s self-esteem.  The final option, fighting back, is 

the target’s best hope of resolving the issue. The workplace environments become toxic 

when mobbing is ignored or not dealt with in an effective manner (Lutgen-Sandvik, 

2013).  Bernotaite and Malinauskiene (2016) studied 512 Lithuanian secondary teachers 

and determined that poor social and psychological situations in workplaces lead to 

unhealthy mental conditions, which impacts the education of future generations.  

Systems, procedures, and laws must be enacted to diminish bullying and create healthy 
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working environments for employees to support the overall health and well-being of 

staff.  Workers do not compartmentalize workplace bullying; they see it as an overall 

indication that the organization has not honored their commitment to take care of its 

employees (Kakarika, González-Gómez, and Dimitriades, 2017).  The issue of workplace 

bullying must become a priority to employers and human resource directors.  The 

problems associated with bullying behavior permeate the work environment and produce 

lasting and negative consequences in the workplace.  The impact of employers allowing 

bullying to continue without intervention affects the social, emotional, and physical well-

being of employees and creates a culture ripe for dysfunction and ineffectiveness.   

In spite of the many studies that have been conducted to determine the 

relationships that exist to explain the personality of the perpetrator, research to date 

supports the idea that there is a correlation between culture and workplace bullying. 

School culture is only one segment of the factors that contribute to the overall view of 

workplace bullying.  Under the right conditions, are we all capable of exhibiting the 

behaviors commonly associated with workplace bullying?   

Collective Behavior Theory 

 To help answer the previous question, researchers describe multiple pathways 

from which to trace the origins of cruel behavior, yet no single theory adequately 

explains the phenomenon of workplace bullying (Balcerzak, 2015).  Various 

personalities, patterns, and relationships all serve as predictors for workplace bullying 

making the phenomena very complicated to study (Balcerzak, 2015).  Collective behavior 

represents a theory that considers several variables relevant to workplace bullying which 

include aroused emotion, adaptive response, and response to social strain (Miller, 2014).   
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Aroused emotion occurs when people participate in things like political gatherings 

or religious camp meeting revivals and exhibit characteristics which are abnormal 

behaviors for those people (Miller, 2014).  When members of society are around a crowd 

of people, they get caught up in the emotions surrounding the moment and take on the 

personality of the crowd. In the midst of aroused emotion, participants will defy their 

normal, rational behavior and demonstrate distorted critical reasoning skills while 

engaging in atypical behaviors. Adaptive response occurs when people respond to issues, 

events, and problems with actions which are socially accepted or expected by the social 

group or crowd (Miller, 2014). These responses result in unprecedented assumptions for 

acceptable conduct and new social relationships.  Examples of adaptive response include 

the citizens band (CB) radio craze of the 1970s and fads such as hula hoops and Frisbees 

in the 1950s.  Finally, social strain results when disastrous, troubling, or traumatic 

conditions cause members of society to be anxious and hostile. Society inflicts 

expectations of what is expected on individuals.   When people are unable to achieve 

what is expected socially, they might turn to criminal activity, such as theft, in order to 

acquire what they are missing.   Those lacking in what is expected socially might also 

turn to drugs or other means to escape the reality of their situations.  People often feel a 

strong sense of injustice and have a burning desire to right the wrongs that exist.  In short, 

when there is a deterioration of social systems, emotional behavior takes over.  

“Collective behavior - be it panic, fads, wild celebrations, riots, religious revivals, or 

revolutionary social movements - represents mobilization in order to eliminate or 

otherwise cope with social strain” (Miller, 2014, pp. 13-14). Smelser (2011) supports 
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Miller describing that social strain can increase criminal activity when people are 

impoverished or living outside of traditional family structures. 

 The atypical behaviors associated with collective behaviors are deeply rooted in 

the concept of following the crowd.  Le Bon (2009) determined that from a psychological 

standpoint, the concept of “a crowd” does not merely involve large numbers of people.  

In fact, a crowd, from a psychological perspective, encompasses individual members of 

the crowd sacrificing their personal identity and personality to conform to the goals, 

direction, and actions of the crowd.  Members of the crowd seem to lose their intellect 

and morph into the personality of the crowd.  Their transformations may result in 

behaviors that are an improvement from their normal behavior patterns or inferior to their 

typical behaviors.  “A crowd is as easily heroic as criminal” (Le Bon, 2009, p. 18).   The 

mindful attitudes and beliefs of the members of the crowd disappear and are replaced 

with a communal mind.  These members of the crowd may be diverse in their 

occupations, values, morals, competence, and aptitude; however, the fact that they have 

become a part of the crowd, gives them a common mindset and causes them to behave 

uncharacteristically and differently from when they are alone.   

Miller (2014), implies that collective behavior can transform normally upright 

citizens into individuals exhibiting rioting behaviors and engaging in a witch hunt 

mentality.  In a school setting, the crowd is represented by the staff members 

participating in norms of behavior that exist among the members of the crowd.  If the 

culture of the school generates an environment in which teachers work together and 

collaborate, it is natural to predict that the staff members’ behaviors toward each other 

will be supportive and positive.  If the culture of the school creates a septic environment 
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in the absence of collaboration, staff members might resort to those behaviors typically 

exhibited by workplace bullies.  

Indeed, in the context of school culture, collective behavior has implications that 

extend to schools and educational settings. Culture supplies people with mental assurance 

much like religious beliefs and other customs handed down for generations (Gruenert & 

Whitaker, 2015).   Members of culture groups assimilate by reacting in accepted ways 

when incidents happen within the group. Examples cited by Gruenert and Whitaker 

include expressing concern when someone is injured, the joy of playing on a winning 

team, or frustration when plans are delayed.  When people react according to the norm, 

there is an obvious commitment to the values shared by the culture group.  Teachers may 

react in expected ways even when their reactions do not align with their feelings.  For 

example, a teacher might feel like a failure if the teacher’s student is expelled from 

school; however, the teacher might react by demonstrating a sense of satisfaction that the 

student is no longer in school if the culture of the school supports such a reaction.  If a 

school culture supports the concept that staff meetings are boring and unnecessary, a 

teacher might express that to colleagues, even if the meetings are actually exciting and 

engaging.  Ultimately, in a toxic school culture, it is possible that normally mild-

mannered, reserved school teachers could display the cold, hard behaviors associated 

with bullying and mobbing.   

 School Culture and Bullying 

 All schools have a set of norms and regulations that govern acceptable behavior 

and expectations; these behaviors and expectations often reflect staff members’ beliefs, 

values, and commitments (Sergiovanni, 1991).  These elements make up a school’s 
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culture and reflect what the school embodies and values in terms of relationships, 

systems, and academics.  Culture is deeply rooted and shapes the environment of a 

school.  Deal and Peterson (2009) offer examples of how toxic cultures develop in 

schools, and one example involves a school in which a fraction of the staff in a large high 

school began to engage in negativity.  The negativity was ignored and allowed to become 

a part of the school’s culture.  Growing weary of abusive remarks and a lack of 

accountability for attending staff development meetings, many hard-working staff 

members left the school or disengaged by going to their workspaces alone.  Another 

example included a school which experienced a change in schedules that eliminated 

opportunities for collaboration, planning, problem-solving, and trust-building. 

Collaboration, trust, and a sense of belonging are non-existent in these schools. Various 

tribes seem to develop which becomes divisive, and there is no bond holding the staff 

members together.  

Toxic school cultures prompt teachers to view inadequacies as unavoidable and 

outside of the teachers’ spheres of influence (Gruenert & Whitaker, 2015).   Instead of 

seeing adversity as an opportunity to become better, educators in a toxic culture might 

fault the socioeconomic status of the kids for poor student achievement, thus taking no 

responsibility for low test scores.  When teachers have objectionable attitudes, it trickles 

down to the students in their classes. Under these circumstances, teachers instruct lessons 

in a manner students find boring and only cater to the students who are high performing 

and seemingly worthy of educating.  These traits of teachers working in a toxic school 

culture influence younger or newer teachers and become like a sickness that is passed on 

to others.  Educators in formal and informal leadership roles might engage in sabotage, 
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passing negative information to others, criticism, elitist mentality, martyrdom, rule-

breaking, and spreading rumors.  It is critical to understand the terrorizing effects of such 

behavior among educators.   

 A septic culture cultivates the mentality that dysfunctional aspects of the school 

at any juncture are completely normal.  A hint of the need for change is scoffed at and 

viewed as criticism of the core values of the educational environment. Division among 

staff members leads to conflict, undermining behavior, and warfare. In poisonous school 

cultures, hard work is not valued, and educators who try hard to make positive changes 

are vilified (Deal & Peterson, 2009).  Work is not the passion of these educators, and they 

tend to focus on life outside of work in the absence of a commitment to the school.  

Excellent work is not rewarded, and the future looks bleak to those working in the school. 

The school culture dictates whether failure will cause the school to regress or progress. 

Namie and Namie (2009) state that employers can put an end to bullying 

behaviors by changing the work environment.  The focus is on changing the structure and 

environment in the workplace in lieu of attempting to change the bully or the target.  For 

example, competition among workers can create situations in which bullying behaviors 

thrive.  Due to a perception of scarce funding and few opportunities for promotion, the 

fields of education and government are particularly vulnerable to workplace bullying 

because a mentality of scarcity leads to competition.  Namie and Namie go on to say that 

only a few workers who engage in bullying behaviors are truly cruel and manipulative 

people.  Most people would argue they would never engage in bullying behaviors; 

however, when feeling threatened, normal, seemingly logical people, will be extremely 

cruel to others if they believe it is necessary for survival.  Namie and Namie’s research 
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adds credibility to the notion that anyone can be a bully under the right circumstances.  

Anyone can engage in bullying behaviors when working in a toxic school culture, even if 

they do not have the personality traits typically affiliated with bullying behaviors.   

A school’s culture can be so strong that it influences the group to question its 

sense of truth.  Schools with toxic cultures are negative environments in which to educate 

or be educated (Deal and Peterson, 2009).  Schools with septic cultures share similar 

components as schools with positive school cultures.  These elements include “values, 

rituals, stories, traditions” and a host of key players which work together to debilitate 

schools (p. 163).   

Collaborative School Culture 

There is an abundance of information in the literature explaining what best 

practice in the area of collaboration looks like; however, research-based descriptions of 

what collaboration truly is are sparse (Miller and Burden, 2007). Collaboration is an 

agreement to participate in a mutual and well-defined relationship entered into by more 

than one participant to reach a common goal (Mattessich, Murray-Close, Monsey, 2001).  

Participants must be committed to sharing power and leadership, as well as liability, 

resources, and benefits (Mattessich et al., 2001).  

In order to achieve results, effective school collaboration must include time set 

aside for collaboration to address and assess topics, goals, plans, reflections, and practices 

in order for strong relationships to develop (Daniel, 2017). Tasks must also be prioritized 

so that people will engage in problem-solving, discussions, and improvement as well as 

buy in and reflection. With proper support systems in place, leadership capacity and 

shared leadership will develop naturally.  Some academic institutions collaborate by team 
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building and working on relationships; some collaborate by deciding how to implement 

and enforce rules and procedures, and others collaborate in order to exercise oversight 

over the school’s operations (DuFour, 2005). However, the collaboration that creates 

deep, meaningful change and increased student achievement depends on systems and 

processes that require analyzing and improving what goes on in the classrooms. 

Collaboration of this nature is known as a Professional Learning Community (PLC). 

Another form of collaboration that exists in school settings is called teaming, which is 

primarily used in middle school settings.  Through teaming, teachers and administrators 

put a system in place which supports cross-curricular meetings and professional 

development (Berckemeyer, 2013).    

The Consortium on Chicago School Research at the University of Chicago Urban 

Education Institute conducted a study, published in 2009,  on the stability of teachers and 

focused on educators’ demographics; demographics of the student populations, including 

achievement and socioeconomic status; school milieu, including enrollment, transient 

student population, and school improvement status; school culture, including parental 

involvement, teacher collegiality, and trust among staff members; and student voice 

concerns such as school safety and security, engagement in lessons, student behavior, and 

trust among students (Allensworth, E. et al., 2009). In the Consortium’s study, the issue 

of school climate was focused on parent relationships, like involvement and trust; student 

issues, like trust, safety, and discipline; and principal issues like trust, instructional 

leadership, and professional development.  Lastly, and most pertinent to this body of 

research is the area of educator-to-educator interaction, including  group responsibilities, 

novice teachers’ feelings of belonging, reflections, discussions, and lateral trust among 
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teachers (Allensworth et al., 2009).   The report from the Consortium on Chicago School 

Research reveals that educators are quite likely to stay in a school when there is a high 

level of trust among teachers and when supports are in place to include new teachers in 

the learning community (Allensworth et al., 2009). Having a climate of high trust has a 

positive impact on an organization.  The high trust pays off because value, growth, and 

innovation are expanded, collaborative partnerships are enhanced, loyalty increases, and 

plans are executed more effectively.  

In Strong Collaborative Relationships for Strong Community Schools, Daniel 

(2017) argues that collaboration among educators, parents, and community members 

produces positive results. Collaborative relationships assist with the improvement of 

schools, learning outcomes, and trust among stakeholders.  Collaboration is beneficial to 

increase the collective power of those engaged in school activities because people grow 

personally and improve student results.  Collaboration can assist with school reform 

when used appropriately. Although Daniel’s policy memo targets collaboration among 

multiple stakeholder groups, the benefits of collaboration apply to the school setting as 

well.  When teachers work together, the outcomes are beneficial, and the culture is 

positive.  DuFour upholds that when educators meet having an agreed-upon mission to 

raise the level of teaching and learning, the end result is the creation of a community of 

learners (as cited in Berckemeyer, 2013).  When staff members are working together to 

create a positive school culture, they are less likely to engage in bullying behaviors.   

 The role of leaders in establishing culture.  There have been multiple studies 

conducted to research the relationships that exist between supervisors and subordinates.  

Although many bosses treat their employees very well, others mistreat those who work 
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for them.  A study by Blasé and Blasé (2006) presented teachers’ perspective on 

principals’ maltreatment. The relationship between such behavior by principals and the 

effect on instructors, instruction, and student achievement were analyzed.  Participants 

were identified via snowball sampling, and 50 teachers took part in the study.  The 

abusive behaviors by the principals were grouped in three levels.  Each level is 

introduced in Figure 5: a) Level 1, Principal Mistreatment: Indirect and Moderately 

Aggressive, b) Level 2, Principal Mistreatment: Direct and Escalating Aggression, and c) 

Level 3, Principal Mistreatment: Direct and Severely Aggressive. 

 

Figure 5. Blasé and Blasé (2006): Levels of abusive behaviors in hierarchical bullying 
(e.g. teacher-administrator). 
 

Blasé and Blasé (2006) found that the results of the maltreatment from principals 

caused deep, lasting negative effects on the instructors who participated in the study.  

These effects included physical, emotional, and psychological traumas.  In addition to 

ailments like chronic sleep disorders, migraine headaches, and waning self-esteem, 

connections and friendships among teachers suffered, collaboration declined, and 
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classroom instruction diminished.  “Our data demonstrate that abusive principals severely 

undermined the development of innovative and collaborative structures among faculty as 

well as teachers’ overall level of involvement in their schools” (Blasé & Blasé, 2006, pp. 

131-132).  Typical reactions ranged from not participating in committee work and 

professional learning opportunities to skipping out on events and not engaging in staff 

meetings.  Teachers worked in isolation and only supported others in secret for fear of 

becoming targets themselves.  Overall, teachers felt stressed, insecure, fearful, and 

unmotivated to perform at a high level in their classrooms. In unprecedented ways, 

educators need to work together to collaborate and engage in problem-solving in order to 

facilitate trusting relationships.  Trust is the building block for transparency, reflective 

conversations, and innovative, direct professional learning communities and initiatives.  

The research will include the ways in which the research results shared by Blasé and 

Blasé transcend the supervisor to subordinate roles and extend to lateral positions.   

 Much of the workplace bullying research has been conducted in the medical field.  

Health care workers, much like educators, are employed in caring professions.  It is ironic 

that both the medical field and the field of education are prone to bullying behaviors in 

the workplace among employees.   For example, a study of 298 nurses in Korea 

examined the organizational culture and workplace bullying in the field of nursing (An & 

Kang, 2016).  The study revealed that nurses working in a hierarchical structure are more 

likely to be the victims of workplace bullying than those working in a culture prone to 

relationships. The results of this study support the concept that the workplace culture 

affects bullying in the workplace, and employees working in a collaborative culture are 

less likely to become the targets of bullying behavior.     
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In contrast to the Blasé and Blasé study which focused primarily on supervisor to 

subordinate bullying, a study by Ortega, Høgh, Pejtersen, and Olsen (2009) revealed a 

strong pattern of lateral bullying.  The study was designed to determine the frequency of 

bullying and which employees were most at risk for bullying in a representative 

population sample of Danish employees. The sample consisted of 3,429 employees with 

8.3% reporting to have been bullied in the past year.  In this study, 71.5% of the 

perpetrators were colleagues, and 32.4% were managers or supervisors.    

Lateral workplace bullying was also studied by Stanley, Martin, Michel, Welton, 

and Nemeth (2007).  The study indicated that approximately 75% of the employees who 

participated in the study were not victims of workplace bullying. However, almost half of 

the participants felt that lateral violence, incivility, bullying, and hostility were serious 

issues in the workplace which often led to stressful tense work environments.  Fourteen 

percent of the participants stated that the horizontal attacks plays a large part in the 

decision to seek other employment.  In a similar study, employees in the health care field 

reported being bullied by leaders, peers, and subordinates (Parchment & Andrews, 2019).  

Collectively, the studies described show bullying knows no boundaries and transcends 

supervisor to employee relationships, expanding to the ranks of colleague-to-colleague, 

including teacher-to-teacher and administrator-to-administrator bullying found in the 

field of education,  

Thus far, the literature review has explained bullying behaviors and the various 

dynamics associated with workplace bullying, as well as the impact of school culture on 

workplace bullying as viewed through the lens of collective behavior.  In the next section 

of this literature review, the concept of social exchange will be explored as it relates to 
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job satisfaction.  Ultimately, the exploration will lead us to answer the question of how 

school culture and workplace bullying predict job satisfaction.  What creates job 

satisfaction among employees? 

Social Exchange Theory 

Social Exchange Theory provides a basis for understanding the reciprocal 

relationship that exists between employers and employees.  The employer gets what he or 

she needs for the employee, and the employee gets what he or she needs from the 

employer.  Homans (1974), the founder of Social Exchange Theory, first studied success 

proposition to provide an explanation for the concept of social exchange.  The success 

proposition is the theory that “for all actions taken by persons, the more often a particular 

action is rewarded, the more likely a person is to perform that action” (Homans, 1974, p. 

16).  It is inconsequential as to the source of the reward. It matters not if the reward 

comes from a person or the climate/culture.  The propositions associated with Homan’s 

study of social exchange readily apply to social situations, and he defines interpersonal 

relationships as those relationships that involve continual trading of rewards among the 

people entwined in the associations. When employees feel rewarded in the workplace, 

their job satisfaction is increased.   

Social Exchange Theory is summed up by stating that a person who rewards 

another person with his or her service causes the person who is receiving the service to be 

obligated (Blau, 2008). This obligation continues until a reciprocal service is performed.  

When the relationship is valued, both parties will continue to provide greater levels of 

service to avoid owing goods, services, or money to the other party.  However, Lawler 

and Thye (1999) advocate the relationships associated with social exchange tend to 
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persevere when there is an open, expressed emotional attachment and emotions tend to 

enhance the cohesion of the exchange. These studies provide greater support for the 

concept that employees will be satisfied with employment when they are rewarded by 

their employers and they have opportunities to collaborate and work in teams.  In 

collaborative cultures, employees feel valued and support each other.   Social Exchange 

Theory provides a framework for predicting the relationship among school culture, 

bullying behavior, and job satisfaction.   

 Job Satisfaction 

Job responsibilities and working conditions contribute to situations which inspire 

and satisfy educators to work hard and become successful in their classrooms.  When 

teachers are committed and highly motivated, schools are more successful.  There is 

really nothing more important than teachers being satisfied with their work (Sergiovanni, 

1991). Job satisfaction is a critical element in the success of schools.  According to Locke 

(1976), although the concept of job satisfaction was not studied until the 1930s, the 

attitudes of employees were thought to be critical components of job performance prior to 

the issue being officially considered a topic for research.  The term job satisfaction is tied 

to our emotions; therefore, in order to explain its meaning, we must delve into mental 

states and look inward to fully grasp the concept (Locke, 1976).  However, Locke (1976) 

does provide an initial definition which explains that job satisfaction involves having a 

“pleasurable emotional state resulting from the appraisal of one’s job or experiences” (p. 

1300).  Relationships with colleagues can impact performance and job satisfaction.  

Being accepted and gaining approval from coworkers is a form of reward for employees 

which is viewed as a positive and tends to lead to higher approval ratings of management 
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and acceptance of change in the workplace (Herzberg, Mausner, Peterson, Capwell, 

1957).  Ridicule, teasing, and being sabotaged are considered negative experiences in the 

workplace and lead to lower approval of leadership and resistance to change.  Employees 

who have established friendships and are liked by colleagues have fewer accidents and 

stress-related illnesses and are extremely productive and loyal, creating a higher level of 

job satisfaction.  As stated earlier in this literature review, educators, like healthcare 

workers, are employed in what many classify as helping professions.  Those employed in 

helping professions tend to engage in this type of work because of their passion about 

their fields and their love for the people with whom they work.  Relationships are 

important as are emotions like happiness and joy.  Teachers and administrators need to be 

free from anger, fear, and mistrust in order to feel satisfied in their profession.   

In the book, The Teacher Wars, Goldstein (2014) makes a case that teaching is 

different from all other professions like law or medicine.  In the medical and legal 

professions, there is but one path in each field to achieve certification.  Teachers may 

major in education or in their respective subject areas.  Some teachers may go through the 

student teaching process and others may not. Teachers have varying philosophies of 

education. Some teachers are called to work with children of poverty and focus on 

closing the achievement gap that exists between affluent students and students from low 

socio-economic groups, while other educators desire to nurture students who demonstrate 

giftedness.  The teaching profession is complicated and multifaceted.  Some people refer 

to teaching as a calling and not just a job or profession.  Existing research has added to 

the knowledge of the reasons that influence educators’ sustainability; however, many 

unresolved queries exist (Allensworth, Ponisciak, & Mazzeo, 2009).  Educators are prone 
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to remain in educational institutions when they respect, trust, and work well with their 

fellow teachers. Teachers are likely to choose to remain employed in school districts 

when they have a sense that their colleagues have a common allegiance that supports 

student success, innovative strategies, and unified beliefs about their responsibilities as 

educators.  All of these components lead to increased job satisfaction.  

Maslow and job satisfaction. Maslow (1987) established five basic human needs 

which include physiological, safety, social, esteem, and self-actualization.  Physiological 

needs are the basics for survival: food, clothing, shelter, sleep, and air to breathe.  The 

need for safety includes things like protection, health, and financial security.  Friendships, 

family connections, teamwork, and collaboration which include feelings of love and 

belonging, are social needs.  Further up the scale, Maslow identifies respect from others 

and feelings of self-respect which comprise esteem.  Maslow (1987) also notes that 

feelings of self-respect are slightly more important than receiving respect from peers.  

Finally, at the pinnacle of human needs, self-actualization includes feeling valued and 

performing to one’s full potential.  Once a basic need is satisfied, typically a different 

need surfaces. In general, people experience varying degrees of satisfaction based on how 

these needs are met.  Human beings might be fully satisfied in some areas, not satisfied at 

all in other areas, or partially satisfied.  It is not necessary to be totally satisfied in an area 

before partially seeking satisfaction in another area.  A moderately satisfied person might 

desire to spend his or her time reaching performance levels congruent with full capability 

and potential of that person.   

Maslow’s hierarchy of needs is at the heart of the job satisfaction issue.  Jobs and 

employment provide members of society with pay, which allows employees to purchase 
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food, clothing, and shelter.  Beneath these basic human needs lies a need to be valued and 

treated with respect and dignity in the workplace.  All of these affect employees levels of 

job satisfaction, and the studies explained in the next section support the importance of 

job satisfaction.   

Job satisfaction studies.  Using qualitative case study research, Okeke and 

Mtyuda (2017) ventured to dissect teachers’ views on job dissatisfaction among 12 

secondary teachers in a single school district in Eastern Cape Province of South Africa. 

Through the study, it was revealed that job satisfaction among teachers is relevant for 

cultural reforms and must be taken with the utmost seriousness.  In order to feel satisfied 

with their jobs, teachers must feel important and valued for their contributions to society 

and their students. When valued, teachers feel fulfilled and have a strong sense of self-

actualization, causing the teachers to perform to higher standards of instruction.   

Additionally, a relational study was performed in Turkey to review the connection 

between job satisfaction/burnout and mobbing experienced by primary and secondary 

teachers (Okcu & Cetin, 2017).  The results of the study show that an increase in 

workplace mobbing experienced by the targets caused increases in burnout and decreases 

in job satisfaction.  The study suggests that future research opportunities include 

exploring this topic in secondary and higher educational institutions because the success 

of students and the caliber of education may improve if teachers work in a healthy 

climate.    

Case studies in bullying. Case studies are a method of study utilized in various 

disciplines and allow for in depth examination of people, programs, happenings, 

procedures, or activities (Creswell & Creswell, 2018).  Case studies conducted by Fahie 
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(2014) reveal stories depicting the distress associated with being the target of bullying 

behaviors.  The studies were conducted to draw attention to the wide-spread effects of 

negative exchanges in the work environment which have an impact on individual 

employees and the whole school community as well as to be a voice for the unheard 

targets of workplace bullying behaviors (Fahie, 2014).   The studies tell the story of three 

individuals:  

a) John – a middle-aged teacher employed in a small rural school 

b) Catherine – a newly appointed principal of a large urban school 

c) Diane – a retired principal appointed to chair the Board of Management 

(BOM) of  the school district 

John had a meeting with the new principal of his school to lodge a minor 

complaint about the way his own son was being treated in school.  This complaint 

seemed to be the catalyst of the deterioration of the relationship that existed between John 

and his principal.  Following the discussion about his son, John started to feel left out as 

information about the school was kept from him.  He experienced isolation, a lack of 

communication, and withholding of resources.  Eventually, he filed a complaint for 

bullying against the principal and went on sick leave.  All of this led to John being treated 

for depression and virtually discontinuing his social life.  John’s experiences with 

workplace bullying are pertinent to this study because they support the notions that being 

a target of workplace bullying can have serious consequences which affect the victim’s 

physical and emotional health, ultimately leading to a lack of job satisfaction.   

Catherine appointed another person to be her deputy principal after being 

approached by Teacher X who was interested in the position. Following her decision, 
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several incidents and disagreements caused Catherine to believe she was becoming the 

target of bullying behavior in the workplace.   During the case study interview, Catherine 

stated that Teacher X was at the core of the tension she was experiencing and that 

Teacher X prompted other staff members to write letters to the BOM about her.  

Catherine believes that the bullying on her campus has an effect on the caliber of 

instruction and learning that goes on in the school because it impedes “cooperation and 

teamwork” and that her goals for the school will not be realized in the absence of 

collaboration.  Catherine’s experiences relate to this study because she experienced 

mobbing from staff members in the absence of a collaborative culture in the school. The 

mobbing behaviors impeded her ability to perform to her maximum potential and had an 

impact on her job satisfaction.    

 Diane was a former principal who was named to the position of chair of the BOM.  

When a teacher resigned from the BOM and was not promptly replaced due to a lack of 

interest or willingness to serve among the teaching staff, the district’s teaching staff 

became disgruntled.  A hurtful letter was penned and sent to board members.  As 

discontent emerged among the school employees, the manifestation was a school culture 

that was a barrier to cooperation and collaboration.  In Fahie’s (2014) study, Diane stated: 

 

People are caught in the spinoff bullying, you see….. This is the great sadness to 

me, because all the other people are caught up because there is a ripple effect.  

And this to me is the most obnoxious feature of bullying - it brings everybody 

along in the slipstream, and the people who are not part of the bullying tidal wave 
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are seen as being odd and eccentric, and that to me was the real damaging part of 

it.  It has to effect the quality of education. (p. 443)   

After being a target of bullying, things changed for Diane personally. She had trouble 

sleeping at night, her self-confidence was waning, and she was prompted to seek 

emotional treatment as she watched the school culture be irrevocably damaged by 

workplace bullying.  Diane claimed that teachers were caught up in the emerging norms, 

“and they are now becoming bully persons themselves” (p. 444).  Diane’s physical and 

emotional health were affected because she was a target of mobbing in the workplace.  

Diane’s situation makes a case for the fact that anyone can become a bully under the right 

circumstances in the absence of a collaborative workplace environment.   

 Fahie concludes that bullying affects schools by having an effect on individual 

teachers and the school as a whole, citing as examples, Catherine and Diane.  Both 

educators gave vivid explanations of the ways in which workplace bullying creates a 

toxic school culture.  Change can only sustain when teachers are willing to work 

collaboratively to achieve a common vision.  

Conclusion  

Deal and Peterson (2009) urge readers to consider a bright-eyed new teacher filled 

with hope who gets stuck in a hostile workplace which upsets this teacher to the point 

that he or she does not want to go to work, attend meetings, or communicate with others.  

This description of educational institutions has become all too common and has a 

negative impact on the quality of education being delivered by schools.  The issue of 

workplace bullying is multifaceted and includes behaviors associated with bullying due 

to personality, fear, jealousy, and school culture.  The reaction to and impact of 
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workplace bullying play a critical part in educators’ decisions to remain employed in 

their schools and districts. The body of existing research primarily addresses bullying 

among students and workplace bullying which involves supervisors and subordinates.  

Although there has been research in the area of lateral workplace bullying, it is primarily 

outside of the field of education.  This review of the literature demonstrates strong 

connections among school culture, workplace bullying, and job satisfaction. This study is 

designed to add to the research by predicting these connections among professional 

educators and to assess the relationship that exists between school culture and workplace 

bullying.     
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CHAPTER 3 

METHODOLOGY 

 

The study examined the relationship that exists among school culture, workplace 

bullying, and job satisfaction including the extent to which school culture influences 

workplace bullying among educators.  The following questions and related hypotheses 

directed the study: 

1. To what extent does school culture affect the behavior of professional educators 

in K-12 public school settings? 

H1o: School culture does not influence the behavior of professional educators in 

K-12 public school settings.  

H1: School culture influences the behavior of professional educators in K-12 

public school settings.  

2. To what extent do school culture and workplace bullying predict job satisfaction 

in K-12 public school settings? 

H2o: The school culture and workplace bullying do not predict job satisfaction 

among K-12 public school educators.   

H2: The school culture and workplace bullying predict job satisfaction among K-

12 public school educators.   

Participants 

 The target population for this research included teachers and administrators of 

varying educational levels and years of experience.  Participants (N=325) were solicited 

from educators on elementary and secondary campuses from the Southwest Arkansas 
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Educational Cooperative which includes districts from four counties in Arkansas.  

Participating districts included Blevins School District, Hope School District, and Spring 

Hill School District of Hempstead County; Lafayette County School District; Genoa 

School District, Fouke School District, and Texarkana School District of Miller County; 

and Nevada School District and Prescott School District of Nevada County.  School 

districts were selected based on proximity and accessibility.   

Instrumentation 

 Two survey instruments were designed for the study. The first survey measured 

differences in educators’ bullying behaviors when school culture is manipulated. The 

second survey measured the effect culture and workplace bullying have on job 

satisfaction. Both surveys were designed using Google Forms and distributed by 

superintendents via a link sent out to LISTSRVs in each of the participating school 

districts. The following describes the contents of each survey. 

 Study #1: School Culture and Behavior.  Study #1 was an experimental study 

using three versions of a survey as the experimental treatment conditions. The survey (see 

Appendix D) included three vignettes describing campus culture including a toxic 

culture, collaborative culture, and neutral culture.  These vignettes were developed based 

on research by Deal and Peterson (2009). The vignette labeled as toxic, collaborative and 

neutral were normed by 28 undergraduate education students at A&M-Texarkana. Paired 

to the vignettes are one of three scenarios that describe a potential bullying situation. 

Participants responded to statements indicating their potential response to the bullying 

situation using a 5-point Likert scale. Likert responses ranged from “highly unlikely” to 
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“highly likely” respond to bullying as described in the statement.  Figure 6 provides an 

example of a campus culture vignette, scenario, and statements.  

 

Vignette Example 
 

Collaborative Culture Vignette: You are employed at Dilbert Elementary School, a K-6 school housing about 400 
students.  Under the leadership of effective principals, your school enjoys a positive culture and learning 
environment where staff members care and utilize innovative instructional methods.  You think of your school as a 
learning community and feel productive and connected to your colleagues. Collaboration is a norm enjoyed by staff 
members.  You and your colleagues participate in book studies and visit other effective schools.  The students and 
staff are celebrated, and leadership has created a family atmosphere on the campus.  Trust is evident, and you and 
your coworkers engage in maintaining a clean and beautiful campus.  Staff volleyball tournaments, staff dinners, 
and social engagements contribute to the friendships and cohesiveness among staff members.  You feel valued and 
empowered and would not want to work anywhere else.   

Scenario and Statements Example 

You have just been hired by the principal.  You are excited to begin the school year and feel that you can have a 
positive impact on the school.  You love your students and are eager to inspire them and engage them in the learning 
process.  The first week of school you contact every parent of every student to say something positive about each 
child in your classroom, and the principal praised you during the staff meeting for having effective communication 
with parents.  You spend time each evening planning for the next day, and you are eager to begin your first project-
based learning activity of the year.  Students are excited to come to your class.  Some of their parents are starting to 
post about you on social media sites, stating that the school is lucky to have you and that it is a shame that all 
teachers do not put as much work and time into their students as you do.  One day you walked into the lounge to eat 
lunch and you overheard your coworkers talking about you and saying that you are trying to make them look bad.  
They continued by saying that you are not a team player and that you need to slow down and realize the way things 
are done around here.  They made fun of you for dressing professionally and talked badly about your hair cut.  
When they noticed you standing nearby, they started laughing and taunting you.  No one apologized, and they said 
maybe you could go cry to the boss about the things they were saying.  One person said you should just leave and go 
to another school where you might fit in better.   
 
Based on the description of your school culture and scenario provided, please select the item that best 
represents your likelihood to respond to your coworkers’ behavior using the following scale:  

1 = Highly Unlikely; 2 = Unlikely; 3 = Undecided; 4 = Likely; 5 = Highly Likely 

a) Go to your boss and ask for a transfer, but do not explain why. 
b) Make a vague social media, prompting people to ask you what is wrong.  This will allow you to share 

your story with the parents who support you.  
c) Overlook the incident and look for teachers who are like-minded so that you can collaborate with them.   
d) Immediately stand up for yourself and let the teachers know that you are not intimidated by them.  Point 

out all of their bad attributes and make sure they know that their students come to your class and tell you 
how awful their classes are.   

e) Wait for the ringleader and confront that person in the parking lot after school.  It will be easier to get your 
point across if no one else is around.  Let the coworker know that you will take any steps necessary to stop 
the group from talking about you and ask the colleague to let everyone know how you plan to react should 
this happen again in the future.   Each time you see the guilty colleagues, make sure you stare at them so 
that they will know you are tough and you mean business.   

f) Tell the group that it is unfortunate that they feel like you are trying to undermine them.  Ask them what 
you could do to make things better and to create a more collaborative work environment.   

g) Laugh it off.  What they think is not your concern. 

Figure 6. Sample of vignettes created by the researcher based on the work of Deal & 
Peterson (2009). 
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Study #1 utilized a within-subject design so that each participant was exposed to 

all three cultures.  Study #1 was an experimental design that randomly assigned one of 

three surveys to participants. For experimental treatment conditions, participants were 

randomly assigned to one of three orders. Figure 7 shows the three orders created to 

ensure treatment conditions were counterbalanced. Appendix D includes all versions of 

vignettes, scenarios, and statements.  

Pilot study. A pilot study was performed on Study #1. In the absence of an 

instrument to measure teacher behavior and school culture, the researcher created 

vignettes based on the work of Deal and Peterson. The survey was designed to collect 

data to determine if there was a statistically significant relationship between school 

culture and teacher behavior. The pilot study was conducted through the Arkansas 

Leadership Academy’s teacher institute which included 13 respondents participated.  

Appendix C includes the email sent to Arkansas Leadership Academy staff which was 

forwarded to members of the Leadership Academy cohort.  Participants were randomly 

assigned culture vignettes, scenarios, and were asked to respond to the statements 

indicating how they would respond to the bullying situation.  The responses were 

reviewed and coded as “positive,” “negative” or “neutral”.  To validate coding, doctoral 

students enrolled in education courses at Texas A & M University – Texarkana were 

given copies of the survey responses and were asked to code responses as “positive,” 

“negative,” and “neutral” responses to bullying behavior.  Through the pilot study 

process, it was evident that participants’ interpretations of the responses as being positive, 

negative, or collaborative aligned with the intended labels assigned by the researcher 

based on the work of Deal and Peterson (2009).  Since the pilot participants’ responses 
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were in alignment, the researcher moved forward with the administration of the actual 

survey to educators in the Southwest Arkansas Cooperative area.    

 

Participants Culture Vignettes Scenarios/Questions 
Participant #1 Collaborative Scenario 1 

Toxic Scenario 2 
Neutral Scenario 3 

Participant #2 Toxic Scenario 1 
Neutral Scenario 2 

Collaborative Scenario 3 
Participant #3 Neutral Scenario 1 

Collaborative Scenario 2 
Toxic Scenario 3 

Figure 7.  Vignette distribution. Explanation of how vignettes were be randomly  
distributed to ensure that each participant is exposed to all three cultures included 
in the study: Toxic, collaborative, and neutral. In order to control for order effects, 
the presentation of the vignettes were counterbalanced across the treatment 
conditions as described above. 
 

Study #2: School Culture, Behavior, and Job Satisfaction. The second study 

was a non-experimental design that used a survey to examine the relationship between 

school culture, teacher behavior, and job satisfaction. The survey (see Appendix E) 

combined three established surveys and questionnaires including Job Satisfaction Survey 

(Spector, 1994), School Culture Survey (Gruenert, 1998), and Negative-Acts 

Questionnaire - Revised (Einarsen & Hoel 2001).   The Job Satisfaction Survey (JSS) is a 

36-item instrument designed to determine the attitudes that employees have about their 

jobs and facets of their jobs.  The instrument used a 6-point Likert type scale to determine 

the participants’ responses to statements about nine aspects of their jobs which include 

pay, promotion, supervisors, fringe benefits, accolades, policies, coworkers, tasks, and 

communication.  Responses ranged from “strongly disagree” to “strongly agree.” The 
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survey was approved to use the survey for educational and research purposes. The survey 

takes about eight minutes to complete.  

The second part of the survey uses the School Culture Survey, Form 4-98.  The 

survey was designed to measure school culture by gathering instructors’ views of school 

culture (Gruenert, 1998).  The survey was a 35-item 5-point Likert style questionnaire, 

and it takes about eight minutes to complete.  Answers ranged from “strongly disagree” 

to “strongly agree.”  The study has been conducted in hundreds of school districts in the 

United States and internationally. Dr. Jerry Valentine and Dr. Steven Gruenert, survey 

authors, have given their approval to use the survey for educational and research purposes 

(see Appendix B).   

The last part of Survey #2 includes the Negative-Acts Questionnaire – Revised 

(NAQ-R) which is approved for research purposes (Einarsen & Hoel 2001).  The NAQ-R 

is a 22-item instrument designed to measure exposure to workplace bullying.  The survey 

has three elements which consist of individual bullying, workplace bullying, and 

aggressive physical bullying (Einarsen, Hoel, & Notelaers, 2009). These areas can be 

explored together or in tandem. The present study will explore them collectively.  The 

NAQ-R is a reliable, brief, and inclusive survey used to expose workplace bullying.   

Procedure and Analyses 

Survey data were collected from public school educators working in the 

Southwest Arkansas Cooperative service area. Approval was granted by the Southwest 

Arkansas Educational Cooperative superintendents to administer the survey to the staff 

members in each of the nine school districts.  The researcher met with and emailed 

district superintendents to request permission for district participation (see Appendix A).  
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Following approval, superintendents forwarded the survey link to each district’s 

LISTSERV. Via email, the researcher invited the participants to take part in the study and 

directed them to the survey (see Appendix H). Both surveys included a consent page that 

included information about the researcher, a short description of the study, confidentiality 

statement, potential risks and benefits of research, indicator of consent, and study contact 

information.  

Participants were equally and randomly assigned to Study #1 (Appendix D) or 

Study #2 (Appendix E). The survey for each study was available to participants for 14 

days with an addition of a one-day extension. One week after the initial email was sent to 

those invited to participate, a reminder email was sent to each individual through each 

school district’s LISTSERV.  Surveys that were completed during the 14-day window 

and the one day extension were used for the study.  The data were downloaded in Excel 

format and will be converted to Statistical Package for Social Sciences (SPSS) for storage 

and data analysis.  The data collected for this study are confidential and were collected on 

a secure website.  Only the researcher and committee members have access to the survey 

responses.   

Survey #1 measures the effect of school culture on teacher behavior. The 

independent variable is school culture and the dependent variable was teacher behavior.  

Repeated measures Analysis of Variance (ANOVA) was used for Question #1 to examine 

the difference among treatment conditions which included toxic, collaborative, and 

neutral cultures.  This test is an arm of the repeated measures ANOVA design which was 

used because all participants took part in three areas of the survey; one for each condition 

(toxic, collaborative, and neutral) and provided positive, negative, or neutral statements 
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to responses.   Survey #2 measured the effect of culture and workplace bullying on job 

satisfaction. Therefore, the independent predictor variables were school culture and 

workplace bullying, and the outcome or dependent variable was job satisfaction.  Data for 

the second question were analyzed using multiple regression to determine if a 

relationship exists between the predictor variables, culture and bullying behaviors, and 

job satisfaction.  Multiple regression is often used to investigate the relationship between 

a single continuous dependent variable and multiple independent variables (Pallant, 

2016). The independent variables are also called predictor variables because they help 

explain how variables might predict a certain outcome.    

 

 Institutional Review Board 

Approval was requested from the Institutional Review Board before contacting 

any potential participants or beginning the survey research.   Approval was sought from 

the Southwest Arkansas Cooperative Board of Directors as well as the Institutional 

Review Board on the Texas A&M University - Texarkana campus. Researcher has 

completed NIH training on human subjects within the last year (refer to Appendix G).  
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CHAPTER 4 

RESEARCH FINDINGS 

 The purpose of the current research was to investigate the relationship among 

school culture, workplace bullying, and job satisfaction.  Survey data were collected to 

examine the relationship among the variables for the two research questions: 1) To what 

extent does school culture affect the behavior of professional educators in K-12 public 

school settings?  2) To what extent do school culture and workplace bullying predict job 

satisfaction in K-12 public school settings?   

Data Collection, Preparation, and Analysis 

Surveys were sent to school superintendents from nine school districts in 

southwest Arkansas.  Approximately 1,000 surveys were distributed to certified teachers, 

facilitators, counselors, librarians, and administrators.  A total of 325 surveys were 

completed and 55 of the 325 were eliminated due to missing or unknown data.  Educators 

who chose to participate in the study after being sent an email by their school 

superintendents were randomly assigned Survey #1 or Survey #2.  Survey #1 participants 

were again randomly assigned to one of the three treatment conditions to allow 

manipulation of culture (see Figure 7 in Chapter 3).  Subjects participating in Survey #2 

received the same survey. Variables for each survey were coded in Excel and imported to 

SPSS.  Data included demographics from all participants, including position, degree, and 

years of experience. Participants with missing data in either survey were excluded from 

statistical analysis by filtering out incomplete or unknown responses using the data 

function in SPSS. All statistical analyses were performed using analysis of variance 

(ANOVA) at an alpha level of .05.   
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Study #1. The survey used to explore Question 1 under treatment conditions using 

of a series of vignettes yielding a total of 155 responses (n = 155) for statistical analysis.  

The 155 participants included 117 teachers (75.5%), 15 facilitators (9.7%), four 

counselors (2.6%), and 19 administrators (12.3%). There were 51 participants with 

bachelor’s degrees, 101 with master’s degrees, and three with doctoral degrees.  The 

participants were largely experienced, with 84% having six or more years in the field of 

education. Data were cleaned to eliminate participants with missing responses and 

reverse code items.  

Survey #1 used an experimental design that included the following independent 

variables: culture and vignette order. Dependent variables included total survey scores for 

treatment conditions based on culture: collaborative, neutral, and toxic. Participants in all 

treatment conditions received the same scenario question combinations.  However, in 

order to control for order effects, the presentation of the vignettes was counterbalanced 

across the treatment conditions.  To answer the first question, a multivariate ANOVA 

was performed with treatment as the within-subjects independent variable.   

Study #2. The second survey used to explore Question 2 produced 115 (n = 115) 

complete responses. The 115 participants consisted of 93 teachers (80.9 %), six 

facilitators (5.2%), seven counselors (6.1%), three librarians (2.6%), and six 

administrators (5.2%). Among those respondents, 46 had bachelor’s degrees, 67 had 

master’s degrees, and 2 had doctoral degrees.  Approximately 78% of the respondents 

had six or more years of experience in education.  Dependent variables for Survey #2 

included total scores for job satisfaction.  The independent variables were school culture 
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and teacher behavior.  A multiple regression analysis was performed to determine if 

school culture and workplace bullying were predictors of job satisfaction.  

Study Results 

 Research Question 1. The first research question was: To what extent does 

school culture effect teacher behavior in K-12 public school settings? Participants’ scores 

representing teacher behavior across three different scenarios (each describing lateral 

bullying) and three different cultures (collaborative, neutral, and toxic) were calculated 

and analyzed.  The within-subjects independent variable was the culture (collaborative, 

neutral, or toxic), the between-subjects independent variable was the group in which the 

participant was assigned (1000, 2000, or 3000), and the dependent variable was educator 

behavior.  The main effect was not statistically significant, F (1,152) = .641, p = .528, 

partial eta squared = .008, indicating no statistical difference between the treatment 

groups with regard to culture and order of vignette.  Using Wilk’s Lambda, no 

differences were found within groups: (scenario group) = .978, F (4, 302) = .852, p = .493, 

partial eta squared = .011; (culture group) = .995, F (2, 151) = .360, p = .699, partial eta 

squared = .005.  As described in Table 1, comparing variability between groups (due to 

groups) and variability within groups (due to chance), there was very little difference due 

to treatment.   
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Table 1 

Effect of School Culture on Educator Behavior Across Three Scenarios 

Mixed between-within subjects analysis of variance 

Source  Mean Square  df  F  Sig.  Partial 
Eta  
          
 Squared 
Intercept 355382.675     1  14687.035 .000  .990 
Group          15.520     2             .641 .528  .008 
Error          24.197  152 
 
 
 
 
 
 Research Question 2. The second research question asked: To what extent do 

school culture and workplace bullying predict job satisfaction in K-12 public school 

settings? The hypothesis tested was School culture and workplace bullying predict job 

satisfaction. A standard multiple regression analysis was performed to explore the 

relationship between one continuous dependent variable, job satisfaction, and two 

independent predictor variables including school culture and workplace bullying. The 

ANOVA resulted in F (2,112) = 64.582; F is significant at .000.   Both school culture and 

workplace bullying were significant predictors of job satisfaction.  The following 

equation was used to analyze the multiple regression:  

Y1 = B0 + B1X1 + B2X2 + . . . + BzXz.   
Y = Job Satisfaction  
X1 = Workplace Bullying 
X2  = School Culture 
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In addition, an R Square of .536 was obtained, meaning that 53.6 percent of the variance 

in job satisfaction can be explained by the differences in school culture and workplace 

bullying.   

 

Table 2 

R Square Values Explaining Differences in School Culture and Bullying on Job 

Satisfaction 

Variables         R Square 

Value 

Job Satisfaction/Workplace Bullying/School Culture    .536 

Position           .556 

Position (excluding teachers)        .613 

 

Participants predicted job satisfaction is equal to 88.605 - .376 (Negative Acts 

Questionnaire / Workplace Bullying) + .550 (School Culture).  Job Satisfaction increased 

by .550 for each unit of increase in their school culture score and - .376 for each unit of 

decrease in their workplace bullying score (A low score indicated a high level of bullying 

in the workplace). See Figure 8. 
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Figure 8. Scatterplots showing the relationship between school culture, workplace 
bullying, and job satisfaction. 
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Additional tests were explored to determine if the position of the educator had an 

impact on the results due to the disproportionate number of teachers (81%) responding to 

the survey as evidenced by Figure 9 below.  As stated above, an R Square of .536 was 

obtained during the initial performance of a multiple regression analysis.  The researcher 

performed a second analysis using position as a variable and obtained an R Square of 

.556 and a third analysis using position as a variable, while filtering out the position of 

teacher, and obtained an R Square of .613, indicating that position is not a significant 

variable in the correlation that exists between job satisfaction and school culture coupled 

with workplace bullying. 

 

 
Figure 9. Position distribution of participants in Study #2 showing disproportionate 
amount of teachers to other positions.  
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Summary 

 
 The current study examined whether school culture affects teacher behavior and 

the relationship between school culture and workplace bullying on job satisfaction.  

Study #1 indicated there was not a significant effect of school culture and teacher 

behavior.  However, Study #2 analysis demonstrated a statistically significant positive 

correlation between two independent variables, school culture and workplace bullying, on 

job satisfaction.  
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CHAPTER 5 

DISCUSSION 

There are many factors that influence the level of job satisfaction that exists 

among educators.  Two variables influencing educators’ job satisfaction are school 

culture and workplace bullying.  In the age of teacher shortages in many parts of the 

world, it is critical for school systems to attract and retain the best and brightest educators 

to ensure a standard of excellence permeates throughout school campuses. The study 

examined the relationship that connects school culture, workplace bullying, and job 

satisfaction.  More specifically, the study measured the extent to which school culture 

influenced workplace bullying among educators.  In addition, the impact school culture 

and workplace bullying had on job satisfaction were examined. Data related to job 

satisfaction, workplace bullying, and school culture will help school leaders to 

concentrate on elements of the workplace and teacher behavior that will improve the 

school environment for students and staff.  The study adds to the existing research related 

to educator job satisfaction and extends the research to include the relationship that exists 

among job satisfaction, school culture, and workplace bullying.   The research uses Social 

Exchange Theory and Collective Behavior Theory as a basis for understanding 

phenomena related to the current study. 

Summary of Study Findings 

The Social Exchange Theory (Homans, 1974 & Blau, 2008) advocates that social 

exchange expands to all areas of human existence, including relationships, business, and 

politics.  The Social Exchange Theory supports the concept that people will repeat 

actions which are rewarded, which is easily transferred to the idea that when employees 
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are happy in the workplace, are being treated well, and are working in  positive 

environments, they are likely to continue to work in those schools.   Current findings 

showed that when employees are rarely subjected to bullying behaviors and work in a 

positive school culture, they are more satisfied with their jobs. The null hypothesis was 

rejected because the data demonstrated a statistically significant correlation among job 

satisfaction, school culture and workplace bullying.  This supports the idea of social 

exchange and suggests that when educators are satisfied with their jobs, they will likely 

remain employed with the school system in which they work.  Further, the study assessed 

both the predictability of job satisfaction based on school culture and workplace bullying 

and educators’ propensity to gravitate toward bullying behavior in collaborative, neutral, 

or toxic school cultures.   

 Collective Behavior Theory explains that people are influenced by the behavior of 

others and do things they would not normally do when they are caught up in a mob 

mentality (Park & Burgess, 1921; Miller, 2014; Smelser, 2011).  Early in this study the 

question was posed: Are we all capable of bullying behavior under toxic circumstances?  

An existing body of research from other fields and in the realm of qualitative studies to 

support the idea that educators would potentially exhibit bullying behaviors when 

working in a toxic school environment was reviewed (Fahie, 2014 & Linton & Power, 

2013).  Findings from the study revealed that the null hypothesis was not rejected.  As 

such, there was no evidence to suggest that school culture had an impact on educators’ 

behaviors.   

Educators participating in the study answered consistently regardless of the school 

culture presented to them during various bullying scenarios.  Even though the findings 
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did not show a significant relationship between school culture and educator behavior, this 

does not mean that a relationship does not exist. Rather, the outcome shows that the study 

results did not reveal any type of relationship based on the components of the vignettes 

and scenarios presented to the study participants.  Perhaps, the survey design of the study 

implies participants responded from the perspective as to how they prefer to think they 

would react in a situation rather than how they would actually react. The literature 

supporting theories in collective behavior shows a relationship exists between workplace 

culture and employee behavior in various fields of employment and in some qualitative 

studies (Blasé & Blasé, 2006; Deal & Peterson, 2009; Fahie, 2014; Gruenert & Whitaker, 

2015; An & Kang, 2016). It is interesting to note that the educators’ survey responses 

indicated that teachers and administrators do not change their character, morals, or ethics 

just because they work in a toxic school culture.    

Future Research 

 The literature suggests a connection between teacher behavior and school culture, 

yet data analysis from the current study does not.  More research in this area is needed. I 

would advocate for future studies to be qualitative in nature.  It is challenging to simulate 

a negative school culture through a survey instrument.  In the absence of an appropriate 

survey instrument to measure teacher behavior across collaborative, neutral, and toxic 

cultures, interviewing participants who have worked in the various cultures will likely 

solicit more genuine responses due to the depth of the participants’ personal realities, 

emotions, and the physical and mental effects of bullying.  In addition, qualitative 

research may uncover more commonalities among victims and bullies that can be helpful 

in informing training that would support a collaborative culture. Further, due to the 



75 
 

 
 

unbalanced ratio of teachers to administrators in the field of education, I would suggest 

that future researchers study horizontal bullying among these two groups in isolation.  

Recommendation for Practice 

As an educator, I have witnessed the effects of workplace bullying in the field of 

education.  My observations were supported by the literature review which provided 

vivid descriptions of the perpetrators’ behaviors and targets’ reactions. Many victims feel 

powerless to speak up, embarrassed, and helpless.  These hopeless feelings often manifest 

in the form of debilitating physical ailments along with anxiety and depression.  The 

targets of workplace bullying behaviors often leave their jobs and seek other employment 

or stay employed while costing their districts money in the form of sick leave and 

insurance benefits. Teachers who chronically miss work also have a negative impact of 

student achievement.  The literature and the data suggested a strong correlation among 

job satisfaction, school culture, and workplace bullying.  It is highly encouraged for 

school districts and state governments to have stringent policies and procedures, 

transparently presented to all employees, to serve as a guide for the targets of bullying 

behaviors and the supervisors who lead them.  Bullying among employees must not be 

tolerated due to the extensive social, emotional, and physical impact on the targets which 

were revealed in this literature review.  School leaders must have a sharp focus on 

establishing positive cultures in an effort to improve job satisfaction among employees.   

 In conclusion, school leaders are faced with daunting challenges in this age of 

social media, school choice, and academic accountability.  There is intense competition, 

both inside and outside of the field of education, which makes it increasingly taxing to 

attract and retain high quality educators.  It is time to take on the issue of bullying 
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behavior and put an end to it in the workplace. My hope is that educators will feel 

fearless, empowered, and inspired to let their voices ring as loudly as the bells that begin 

and end school each day. It is time to focus on school culture and create school systems 

that will nurture educators and allow them to grow and thrive in supportive environments 

– our future depends on it.  Education has always been a field of employment set apart 

from all others, brimming with passionate teachers and principals who love their 

profession and their students.  It is time for us to become a balm of peace in the 

schoolhouse and put an end to cruel adult bullying behaviors.  It is time. 
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Appendix A 

Email to School Superintendents 

Dear Superintendent, 

My name is Robin Hickerson, and I am a doctoral student at Texas A & M University, 
Texarkana.  Earlier this school year, I met with the area superintendents to seek permission to 
conduct my research within the Southwest Arkansas Coop area. I have received permission from 
my dissertation committee and from the Institutional Review Board of TAMU-T to proceed with 
my research.  In a separate email, I will send a cover letter and a link to be shared with your staff 
members through your district LISTSERV.  I am asking K-12 certified teachers and administrators 
to complete the survey prior to May 1, 2019.  I would appreciate it if you would share the email 
with your district’s staff members today if possible.  I will share the results of my study when it is 
complete, and I am looking forward to gaining valuable information which has the potential to 
help our districts to attract and retain high-quality teachers.  I appreciate your support.  Please 
feel free to contact me at 903-908-1814 if you have questions or concerns. 

Thank you, 

Robin Hickerson 

 

Back to text 
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Appendix B 

Permission to Use Survey 
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Appendix C 

Doctoral Pilot Survey  

 

Robin Hickerson <robinhubnikhickerson@gmail.com> 
 

Wed, Apr 3, 7:43 
AM 

 
 
 

to aclinn 

  
To:       Arkansas Leadership Academy Teacher Institute participants 

From:  Robin Hickerson, Doctoral candidate, Texas A & M University – Texarkana 

Date:   April 3, 2019 

RE:      Survey 

  

I am a student at Texas A & M University – Texarkana. I am also an assistant 

superintendent in Texarkana, Arkansas as well as a graduate of several Arkansas 

Leadership Academy institutes. As a doctoral student, I have been researching the impact 

of school culture and workplace bullying on job satisfaction. My survey is designed to 

assist school leaders by creating structures to attract and retain high-quality teachers and 

reduce teacher turnover.  I would appreciate your consideration of my request to 

participate in this pilot survey which has been approved as exempt research by the 

Institutional Review Board (2019003). 

All information is confidential and anonymous.  There are no known risks associated 

with completing this survey.  If you have questions, please do not hesitate to contact my 

advisor Dr. Sara Lawrence at sara.lawrence@tamut.edu or me 

at robin.hickerson@ace.tamut.edu.   

Please complete the survey by April 10, 2019.  The link is included below: 

https://sites.google.com/site/hickersonsurvey/ 
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Appendix D 

Survey #1: School Culture and Workplace Behaviors 
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Appendix E 

Survey #2: School Culture and Job Satisfaction 
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Appendix F 

Vignettes describing School Culture 

based on work of Deal and Peterson (2009) 
 

Toxic Culture: You are employed at Jefferson High School (fictitious name), the oldest school in your 
district.  The school has dramatically changed over time, transitioning from a population of academically 
advanced, affluent, college-bound students to a demographic that includes high-poverty students who tend 
to be recent immigrants.  Many of your students are involved with gangs and are not highly motivated to go 
to college or engage in learning activities at school.  Although most of the students’ parents are concerned 
about their children, the parents are overwhelmed with financial concerns and working several jobs to 
support their families.  The staff that you work with at Jefferson High has not adjusted to the changing 
population and continues to focus on the past. Many of your colleagues have negative attitudes, and others 
that you worked with have left the school to work in other positions.  Your principal focuses on keeping 
order in the building and dealing with mad parents.  It is not unusual to hear horror stories about your 
school in the community, and most of the stories are generated by staff members.  You continue to share 
positive things about your students; however, your coworkers make you feel excluded because you refuse 
to join in on their socializing at a local bar. You attended one of their social functions once, and you were 
amazed at the way they talked badly about administrators and made fun of students.  There are days that 
you do not want to come to work because of the constant complaining, arguing, and ridicule you are 
subjected to.  The other teachers roll their eyes at you and tell you that your ideas will never work in “this 
school” with “these kids” on a daily basis.  There is no collaboration in your school.  There is very little 
trust, and you hardly see your principal.   
 
Collaborative Culture: You are employed at Dilbert Elementary School, a K-6 school housing about 400 
students.  Under the leadership of effective principals, your school enjoys a positive culture and learning 
environment where staff members care and utilize innovative instructional methods.  You think of your 
school as a learning community and feel productive and connected to your colleagues. Collaboration is a 
norm enjoyed by staff members.  You and your colleagues participate in book studies and visit other 
effective schools.  The students and staff are celebrated, and leadership has created a family atmosphere on 
the campus.  Trust is evident, and you and your coworkers engage in maintaining a clean and beautiful 
campus.  Staff volleyball tournaments, staff dinners, and social engagements contribute to the friendships 
and cohesiveness among staff members.  You feel valued and empowered and would not want to work 
anywhere else.   
 
Neutral Culture: North Lawrence Middle School (fictitious name) is located in Arizona.  The 6-8 middle 
school is home to approximately 1000 students.  The school is a well-maintained campus, and the building 
is about ten years old.  The staff members are mostly experienced teachers, however, the school typically 
hires three or four new teachers each year to compensate for student growth and teacher retirements and 
resignations.  There are 42 certified teachers, as well as a principal and two assistant principals employed 
on the campus. The student population is diverse, and the poverty rate is around 45 percent.  Typically, 
around 70 percent of the students pass state assessments, and good, solid traditional teaching strategies 
provide a safe environment which is conducive to learning.  Most staff members keep to themselves, except 
during the yearly holiday staff luncheon and the back-to-school breakfast.  Most teachers subscribe to the 
philosophy of keeping work at work and home at home.  The staff members enjoy spending time with their 
families and tend to leave the building five to ten minutes after the kids are dismissed.  In order to give the 
kids and parents something to look forward to, the school intentionally provides very few after school 
activities and events in which to participate. Extracurricular activities and dances are reserved for North 
Lawrence High School students.   
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Scenario #1 

You have been invited to attend a meeting at the district office to discuss state 
assessments.   The agenda for the meeting contains an informational item, and one of 
your coworkers from your school is listed as the speaker responsible for sharing 
information with the group, which includes the district’s superintendent of schools.  Your 
colleague begins talking about an innovative instructional approach that is designed to 
increase student achievement in schools like yours.  As the teacher continues to explain 
the project, you are shocked to realize that the teacher is actually sharing an idea that you 
came from you.  Upon completion of the presentation, the superintendent praises the 
teacher for being creative and innovative, eventually asking the teacher to share the idea 
with the entire district. Your colleague takes all of the credit for your idea and never 
mentions your name or the fact that the idea for the project came from you.   
 
Based on the description of your school culture and scenario provided, please select 
the item that best represents your likelihood to respond to your coworker’s behavior 
using the following scale:  
1 = Highly Unlikely; 2 = Unlikely; 3 = Undecided; 4 = Likely; 5 = Highly Likely 

a) Stand up for yourself during or after the meeting to let the colleague know that 
the behavior was unacceptable.  

b) Ignore the coworker and decline to speak to him or her for several weeks until 
the tension dies down. 

c) Threaten the coworker by telling him or her that you will report the unethical 
behavior to the human resources department if you are not given credit for 
your work.   

d) Tell everyone on your team about what was done to you in an effort to turn 
others against the colleague.   

e) Assume that your coworker had good intentions and join the others in 
celebrating the idea that was presented. 

f) Subscribe to Harry Truman’s philosophy “Imagine what you can accomplish 
if you do not care who gets the credit,” and assist your colleague with 
executing the plan.   

g) When people ask you if you are upset, make it a point to take the high road 
and not say anything negative about your colleague.   

h) Laughter is the best medicine.  Try to find something humorous in the 
situation and refuse to let it ruin your day.   

i) Immediately after the meeting, locate your journal and write down everything 
that was said in case you need documentation in the future.   

  



126 
 

 
 

Scenario #2 

You are leaving your school to attend a professional development session across town.  
One of your fellow teachers stops you and begins to complain about the way your team 
handled a discipline issue.  The colleague accused you and your team of being 
incompetent and said that your recent actions made the whole school look bad.  The 
colleague was speaking in a loud voice, and several people looked in the hallway to see 
what was going on.  The teacher was telling you how to correct the perceived problem, 
and you did not necessarily agree with the suggestions. The colleague was pressuring you 
to commit to agree with the proposed actions.  You respectfully told your coworker that 
this was not a good time or place to have this discussion, but you would be glad to 
arrange a time to meet later.  The coworker responded by telling you that you were weak, 
and that everyone was tired of the way you responded to suggestions.  You reiterated that 
you would not have the conversation with the coworker in this setting and walked away.  
As you were leaving, the colleague continued to yell and berate you.   
Based on the description of your school culture and scenario provided, please select 
the item that best represents your likelihood to respond to your coworker’s behavior 
using the following scale:  

1 = Highly Unlikely; 2 = Unlikely; 3 = Undecided; 4 = Likely; 5 = Highly Likely 

a) Just move on and forget about it.  You are confident in the way in which you and 
your team handled the discipline issue, and you do not really care what your 
colleague thinks anyway.   

b) Politely stop by your colleague’s classroom and express your remorse that the 
conversation did not go well and ask if there is a time that you can meet to discuss 
possible resolutions to the conflict. 

c) Tell your team about it, and let them know how badly your feelings were hurt.  
Point out how hard you work and how much thought you all put into each 
decision that you make, knowing that your team will take your side and be upset 
with the coworker who criticized your actions.   

d) Refuse to talk to the colleague and give the colleague the “cold shoulder” to send 
a message that you are angry.   

e) Treat your colleague as you have been treated.  Vow to get your colleague’s 
attention by letting everyone hear you confront him or her, yelling just as loudly 
as you were yelled at. The only way to stop being treated badly is to let the other 
person know that you are not afraid to stand up for yourself.  

f) Tell your boss what happened and make sure your supervisor knows how badly 
you feel.  Seek advice and guidance about how to handle the situation in a 
professional manner.   

g) Go to the gym or do yoga after work to relieve some stress.  Try to start over with 
the coworker the next day.   

h) Find a trusted expert in the field and ask him or her to review your team’s actions 
to see if there is truly a problem with your process.  

i) Write a detailed description of the entire incident in your journal.  Read it and 
reflect to determine if you could have handled things differently.   
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Scenario #3 

You have just been hired by the principal.  You are excited to begin the school year and 
feel that you can have a positive impact on the school.  You love your students and are 
eager to inspire them and engage them in the learning process.  The first week of school 
you contact every parent of every student to say something positive about each child in 
your classroom, and the principal praised you during the staff meeting for having 
effective communication with parents.  You spend time each evening planning for the 
next day, and you are eager to begin your first project-based learning activity of the year.  
Students are excited to come to your class.  Some of their parents are starting to post 
about you on social media sites, stating that the school is lucky to have you and that it is a 
shame that all teachers do not put as much work and time into their students as you do.  
One day you walked into the lounge to eat lunch and you overheard your coworkers 
talking about you and saying that you are trying to make them look bad.  They continued 
by saying that you are not a team player and that you need to slow down and realize the 
way things are done around here.  They made fun of you for dressing professionally and 
talked badly about your hair cut.  When they noticed you standing nearby, they started 
laughing and taunting you.  No one apologized, and they said maybe you could go cry to 
the boss about the things they were saying.  One person said you should just leave and go 
to another school where you might fit in better.   
Based on the description of your school culture and scenario provided, please select 
the item that best represents your likelihood to respond to your coworkers’ 
behaviors using the following scale:  
1= Highly Unlikely; 2 = Unlikely; 3 = Undecided; 4 = Likely; 5 = Highly Likely 

h) Go to your boss and ask for a transfer, but do not explain why. 
i) Make a vague social media, prompting people to ask you what is wrong.  This 

will allow you to share your story with the parents who support you.  
j) Overlook the incident and look for teachers who are like-minded so that you can 

collaborate with them.   
k) Immediately stand up for yourself and let the teachers know that you are not 

intimidated by them.  Point out all of their bad attributes and make sure they know 
that their students come to your class and tell you how awful their classes are.   

l) Wait for the ringleader and confront that person in the parking lot after school.  It 
will be easier to get your point across if no one else is around.  Let the coworker 
know that you will take any steps necessary to stop the group from talking about 
you and ask the colleague to let everyone know how you plan to react should this 
happen again in the future.   Each time you see the guilty colleagues, make sure 
you stare at them so that they will know you are tough and you mean business.   

m) Tell the group that it is unfortunate that they feel like you are trying to undermine 
them.  Ask them what you could do to make things better and to create a more 
collaborative work environment.   

n) Laugh it off.  What they think is not your concern. 
o) Plan a dinner party at your home and invite your critics.  Maybe a little social 

interaction will help all of you get along better.  
p) Spend some time reflecting on the situation. Maybe you did something to cause 

your coworkers to feel threatened.   
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IRB Certificate 
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Appendix H 

Email to Teachers and Administrators 

 

To:       Southwest Arkansas Cooperative K – 12 certified teachers and building 

administrators 

From:  Robin Hickerson, Doctoral candidate, Texas A & M University – Texarkana 

Date:   April 17, 2019 

RE:      Survey 

  

I am a student at Texas A & M University – Texarkana and an assistant superintendent in 

Texarkana, Arkansas. As a doctoral student, I have been researching the impact of school 

culture and teacher behavior on job satisfaction. My survey is designed to assist school 

leaders by creating structures to attract and retain high-quality teachers and reduce 

teacher turnover.  I would appreciate your consideration of my request to participate in 

this survey, which has been approved as exempt research by the Institutional Review 

Board (2019003). 

All information is confidential and anonymous.  There are no known risks associated 

with completing this survey.  If you have questions, do not hesitate to contact my advisor 

Dr. Sara Lawrence at sara.lawrence@tamut.edu or me 

at robin.hickerson@ace.tamut.edu.  

Please complete the survey by May 1, 2019.  The link is included below: 

http://sites.arknerd.com/hickerson 
 

 

 

Back to text  
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Appendix I 

Email Reminder to Teachers and Administrators 

 
Thanks to all of you who have already participated in my school culture / job satisfaction 
survey!  If you are a certified K-12 building administrator or staff member and you have 
not yet participated, please take a few moments to do so now by clicking the link 
included in my letter below.  Remember, the survey closes May 1, 2019. 
 
Sincerely, 
 
Robin Hickerson 

To:       Southwest Arkansas Cooperative K – 12 certified teachers and building 

administrators  

From:  Robin Hickerson, Doctoral candidate, Texas A & M – Texarkana 

Date:   April 17, 2019 

RE:      Survey 

I am a student at Texas A & M University – Texarkana and an assistant superintendent in 

Texarkana, Arkansas. As a doctoral student, I have been researching the impact of school 

culture and teacher behavior on job satisfaction. My survey is designed to assist school 

leaders by creating structures to attract and retain high-quality teachers and reduce 

teacher turnover.  I would appreciate your consideration of my request to participate in 

this survey, which has been approved as exempt research by the Institutional Review 

Board (2019003). 

All information is confidential and anonymous.  There are no known risks associated 

with completing this survey.  If you have questions, do not hesitate to contact my advisor 

Dr. Sara Lawrence at sara.lawrence@tamut.edu or me 

at robin.hickerson@ace.tamut.edu.  

Please complete the survey by May 1, 2019.  The link is included below: 
http://sites.arknerd.com/hickerson  

Back to text  


