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Abstract

This study has been executed with intent to find out the impact of workplace bullying and
harassment on employees’ turnover among the bankers. Qualitative data was gathered
through in-depth interviews from 50 bankers. Non- probability sampling technique was
adopted. In this research study, the researcher has used the principle of purposive
sampling. The results depict that bankers are being bullied but they do not want to leave
their organizations due to bullying. There are many other factors that make them think to
leave organization such as extreme stress, work burden and better opportunities for
work. The results also revealed that employees who are being harassed do not disclose
such incidents. This paper contains a message for the senior management of
organizations to review their bullying and harassment policies. Moreover, this study
suggests that there can be other factors that can be the reason for employee turnover.
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1. Introduction

In today’s turbulent work environment, the utilization and management of the
organizational resources is a challenge for the organizations. Among all the resources an
organization encloses, human resources are of paramount importance. Human resources
are considered as a nucleus of an organization, responsible for carrying out daily
operations. Thus, they are known as the wholly and solely source of competitive
advantage. The performance of employees in any industry, specifically in service
industry, can bring an exclusive rebellion and can be a foundation of phenomenal growth
in organizations. Contemporary organizations are facing challenge in attracting and
retaining their most precious asset i.e. Human resources. In order to attract and retain the
talented workforce, organizations need to ensure that their policies and procedures are
transparent.
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They need to create such an environment that is ideal and healthy and free of all those
acts and behaviors that makes it hostile and unpleasant for the employees. Among the
organizational issues, workplace bullying and harassment are two critical issues which
can negatively impact employee performance and ultimately organizational productivity.
Workplace bullying is also referred to as workplace abuse. It involves those actions
which can hurt, intimidate, humiliate and threaten others. Bullying may be verbal,
physical or psychological, According to Davoudi et al. (2013), bullying behaviors have
an impact on employees’ satisfaction as well. Workplace harassment is defined as
dehumanizing, commenting or discouraging an individual.. It may also involve unwanted
and unwelcomed sexual favors and relationships. These two issues are like a cancer
which can harm the employees and organizations as well.

Workplace bullying and harassment involve such actions that become overt with
the passage of time and create an unethical and hostile environment. With the expansion
of economy, gradually diversification and difficulty of social life, bullying and
harassment issues come into play. From a global perspective, majority of the countries
have formed laws and legislations to make it clear that harassment and bullying are
crimes and the perpetrators are given severe punishments. Organizations should take
initiatives to eradicate such unfavorable practices. Organizations need to recognize the
causes behind bullying and harassment so that they can prevent employee turnover and
can create a more responsive and ideal workplace. Bullying and harassment policies
should be embedded in the culture of the organization and every employee should be
educated that bullying and harassment of any member will not be tolerated at any cost.
Employees should be aware of acceptable and unacceptable workplace behaviors in order
to make a healthy and constructive workplace.

1.2. Research Obijectives
This study has been conducted with an intention to inspect bullying and harassment in
service industry of Pakistan. The following have been set as the objectives of this
research:
e To study and analyze the increasing ratio of bullying and harassment incidents at
workplace.
e To elaborate the problems which are being faced by the victims of bullying and
harassment.
e To examine the relationship of workplace bullying and harassment with
employee turnover.
2. Literature Review
2.1 Employee Turnover

For the effective and efficient functioning and operations of an organization,
employee turnover can be a critical issue and it creates negative impact on the working of
the organization. According to Cho et al.(2009) turnover intentions mean that someone
has the intention to leave his organization for which he is working for, that shows the end
of relationship between employee and that organization. Hellman (1997) explains
turnover intentions as the behavioral intentions revealing the intention of an individual to
leave the organization. Whereas Hom and Griffeth (1995) said that a conscious voluntary
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permanent withdrawal of an individual from an organization can be referred as employee
turnover. Organizations invest millions and billions in selecting, training and motivating
their employees and when these employees leave the organization then it becomes an
issue for the organizations to find new employees and reinvest in them. In this case,
organizations cannot attain their objectives and they cannot save their costs (Waldman,
Kelly, Arora & Smith, 2004). Due to this loss in productivity and output, researchers are
paying more attention to identify and uncover those factors that drive employee turnover.
The consequences of these studies have revealed that employee turnover or intentions to
leave a workplace has direct relation with job stressors (Podsakof & LePine, 2007). One
reason of voluntary turnovers is that it distress managers and employees think that the
managers will consider that the employees who are going to leave organization will have
better skills and abilities than those who are not going to leave because they have no
other option than their existing job (Tanova & Holtom, 2008; Nadiri & Tanova, 2010).
2.2 Workplace Bullying

Workplace bullying has no universal definition. Every researcher defines this
concept with a little disparity. Hutchinson et al., (2008) are of the view that workplace
bullying involves ruthless actions that are sometimes veiled and are often hard to
demonstrate. Perpetrators or bullies intend to persistently sabotage their targets through
different behaviors including hurting someone verbally or mentally, embarrassing
someone, humiliating, ignoring and putting down people. These behaviors often escalate
with the passage of time (Smith, 2011, cited in Davoudi et al., 2013). According to Salin
and Hoel (2011) workplace bullying consist of frequent and repetitive behaviors of
organizational individuals aimed at other individuals with an intention to hurt, threaten,
degrade, frighten, weaken or demoralize them. It might include health and safety risks to
the employees. The act of bullying frequently occurs in those organizations where
hierarchical relationships are present i.e. organizations where people have reporting or
supervisory relationships. Generally, perpetrators show covert behaviors, which with the
passage of time become overt. They tend to exhibit such actions which are harmful for
the employees as well as the organization (Di Martino, Hoel and Cooper, 2003). The
antecedents of workplace bullying might include organizational hierarchies,
organizational culture and structure and job design and job requirements (Salin, 2004).

In addition to these factors, some other factors such as increasing turbulence and
competition, globalization, downsizing are contributing in cultivating a work
environment where bullying is becoming common (Sheehan, 2006 as cited in Ayodeji,
2011). Researchers suggest that all the definitions of workplace bullying have two vital
points. Firstly, bullying behaviors are unrelenting in nature. They occur again and again.
Einarsen et al. (2003) stressed that bullying actions take place on weekly basis (Bowling
& Beehr, 2006). Bullying behavior often involves certain actions: argumentative or
irritable behavior (Zapf, 1999), scattering hateful rumors (Rayner, 1997); e-mails
containing malicious information (Baruch, 2004); and physical abuse (Einarsen, 1999).
Pate and Beaumont (2009) are of the view that senior management of any organization
can play a crucial role in implementing such policies which reduce bullying and
harassment behaviors in organizations. These intimidating and daunting behaviors, if not
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controlled, can be very costly for the organizations and can result in employee
stress and employee turnover. Takaki et al. (2013) concluded that workplace bullying and
harassment behaviors cause headache, inflexibility of muscles and some other types of
pains in human body. These behaviors are a source of pain for human body. Workplace
bullying is like a cancer and has unfavorable and unpleasant consequences for the target
and the organization as well. Researchers are of the view that when perpetrators
humiliate, degrade or hurt someone verbally or physically then it lowers the self esteem
of the person being targeted (Mathiesen & Einarsen, 2007).

These humiliating and ruthless behaviors are also a vital source of producing
some serious psychological diseases for example misery, depression, anxiety, trauma,
helplessness etc (Mathiesen & Einarsen, 2004; Mikkelsen & Einarsen, 2002).
Constantino et al. (2006) stressed that bullying at workplace has pervasive and extensive
effects on the productivity of the organization and employees with low self esteem
become an obstacle in achieving organizational goals and objectives. Those who are the
victims of bullying show low interest in contextual performance. Farmer (2011)
advocated that according to a survey conducted in 2010 every one employee out of three
is the victim of bullying. This survey was conducted by the Workplace Bullying Institute
situated in USA. Among the many job stressors, workplace bullying is one of the major
sources of stress at job and its relation with the intention to leave has been investigated by
many researchers (Djurkovic, McCormack & Casimir, 2008; Nishii & Mayer, 2009).
Ocel and Aydin (2012) advocated that intentions to turnover and workplace bullying are
positively correlated.

2.3 Workplace Harassment

An unwanted behavior linked with a significant protected attribute, which is the
effect of or purpose of violating an individual’s self-respect or creating a threatening,
unfriendly, demeaning, mortifying or odious environment for that individual can be
termed as harassment (Acas, 2010). An employer should explain their employee about
the behavior which is unacceptable in their organization by giving examples such as:

* Degrading someone on the basis of age, sex, sexual orientation, race, religion or belief

and disability and spreading nasty rumors.

* Replicating memos which are decisive about someone to a person who has no need to

know

* Scorning or humiliating someone

* Omission or persecution

* Inequitable action

* Arrogant supervision or wrong use of position and power.

» Unwanted sexual advances such as standing too close, asking for sexual favors,
touching, display of offensive materials, decision making on the basis of sexual
advances being accepted or rejected.

» Without organization order threatening or commenting someone about job security.

« Intentionally discouraging a competent worker by overburden and continuous criticism

* Put a stop on individual’s progress by purposely blocking training opportunities or
promotion (Acas, 2010).
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According to Hass (2004) Workplace harassment has an effect not only on the
individuals who are directly involved but also impacts on customer, self-esteem,
productivity, employee retention and business. In 2003, the monetary benefits totaled
over $236Min which sexual harassment payments alone reaching $50M paid by EEOC.
$50M is a huge amount which can be used in business operations. But that is not the end,
attorney and mediation costs as well as the business loss due to the headlines impact on
customers and clients are not included in these figures but it can be prevented. To
prevent this you should start with the 3 key elements that is a clear policy, a fully
committed management team and an educated workforce to avoid harassment in
workplace. If you have these 3 elements the rest will come naturally.

According to David (n.d.), to deal with harassment complaints is not easy. This
occurs because of the misunderstanding that exists between ‘intent” and ‘impact’. ‘Intent’
is the source motive or intention to affront or hurt other when initiating an action.
Whereas ‘Impact’ refers to the ways in which a person is negatively impacted by the
Source’s behavior without his intention. The study of Merkin (2008) supported that those
employees who are experiencing workplace sexual harassment has a greater turnover
intentions than those who are not experiencing this. Sims et al. (2005) stressed that
increase turnover can be the result of number of experiences of harassment by an
employee even after you have controlled organizational commitment, job satisfaction and
marital status.

WORKPLACE BULLYING

EMPLOYEE
TURNOVER

vV V

WORKPLACE
HARASSMENT

Figure 1: Conceptual Framework

3. Research Methodology
3.1 Research Design
As this study was conducted with an aim of gaining insights and explaining the problem
so we opted exploratory research. As Zikmund (2003), explained that exploratory studies
are executed when researchers do not have detailed information about any issue or they
have little or no initial information about the particular problem. Exploratory research
helps researchers to investigate and clearly define the nature of problem. According to
Sekaran and Bougie (2010) exploratory study is conducted when we lack sufficient
information. So, for obtaining rigorous results the researcher has conducted exploratory
research.
3.2 Research Tool

For the purpose of data collection, qualitative technique has been used. In-depth
interviews were conducted from 10 respondents. These respondents were from different
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banks. In this research study, the researcher has used the principle of purposive sampling.
In this type of sampling Researcher only contacts those people who they think can
provide required information (Zikmund, 2003). The interview questions were being
adopted from an already conducted research “Workplace Bullying and Employee
Turnover Intentions among Iranian Employees” (Seyed Mehdi Mousavi Davoudi,
Kiarash Fartash, Meysam Allahyari, Hamidreza Yarahmadi, 2013). A series of questions
were asked from different interviewees’ working presently in different banks.
4. Finding and Discussion

Interviews were conducted from 50 respondents and their responses were
analyzed by using content analysis technique. The first question which was being asked
from the respondents was: Is there persistent criticism of work and effort? The majority
of the respondents said that people always criticize work of their colleagues in the
workplace.

insulting remarks about your personality

M Yes
H No

Sometimes

The second question which was being asked was “Having insulting or offensive
remarks made about your personality (i.e. habits or background), your attitude or your
personal life.” According to the majority of respondents there were no insulting remarks
about personality and habits. One of the respondent said that “nobody is allowed to make
negative or offensive remarks about someone’s personality or personal habits. If someone
does so, he has to face the music because of the disciplinary policies of the bank.”
Employees have the right to make complaint through a legal way.
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Excessive monitoring of your work

M Yes

H No

The third question related to bullying was “Excessive monitoring of your
work?”The responses of majority of the respondents showed that their work is being
monitored by their immediate managers. One of the respondent answered that there is
continuous monitoring of our work due to the relative appraisal system. Our performance
is compared with that of others. So for performance development, our work is monitored
on daily basis.

Spreading of gossips and rumors

M Yes

H No

The fourth question which was being asked was “Spreading of gossips and
rumors about you “. The responses to this question were mixed. Some said that people
spread gossips while others were of the view that we are so much over burdened with
work that we don’t have time to bother about such issues. One of the respondent said that
employees of one department spread rumors about employees of other department.
According to one employee “I am working in credit department. Employees of operations
department say that credit managers do not do any task and they sit idle whole day”. In
this way they try to give negative remarks about employees of other departments and
other branches.
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| often think about quitting my job

H Yes

H No

The next question which was being asked from the respondents about turnover
was “I often think about quitting my organization”. Majority of the respondents agreed
with the statement. One of the respondent replied that “Every individual wants better
opportunity for work and everyone seeks for better jobs and more salaries.” One of the
respondent said that “ Yes I often think of quitting my job but not due to bullying, but
because I want profession change.”

In response to a question “I sometimes look for a new job” the majority of the
respondents said that they are looking for a better option. One of the respondent said “I
want career development. There is no career development in banking sector. So | want
some better opportunity”. One of the respondent said “there is no concept of payment of
overtime in banking industry. We do not get bonuses either. So | am searching for a new
job.” One of the newly hired respondent said that “I cannot switch to a new job as
switching jobs leaves a negative impression of an individual.”

Have you ever been Harrassed?

M Yes

H No

The next question which was being asked from the interviewees was “Have you
ever been harassed? “ In response to this question, all the respondents said they were not
being harassed. According to one of the respondent “People in our culture feel reluctant
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to tell such incidents. They feel embarrassment while sharing harassment incidents so

they do not tell the truth”. According to one of the employee mostly lower level females

are harassed by their bosses.

5. Conclusion
The results of the study depict that employees’ in banking sector often think of

leaving their organizations. The reasons for their turnover intensions are many. These

reasons may include excessive work, overtime, and fewer career developments.

Employees said that bullying is so much common in our society that we don’t bother

about it much. Employees’ were of the view that they want to leave organizations but not

due to being bullied rather they want to avail better career opportunities. Though
employee bullying creates mental and physical stress but due to the increasing ratio of
unemployment people do not quit their job. They quit their job when they get a better
opportunity to work with a higher salary and more perks. However no cases have been
reported of the harassment. Employees said that there are less cases of harassment.

People who are being harassed do not disclose such cases because our culture does not

permit such unethical activities and people who are the victim of harassment are also

considered culprits.

5.1 Limitations
Despite the incontrovertible significance of the findings, this study has two

limitations. Firstly, the results of the study are confined to few employees only. It cannot
be generalized to all the employees of banking industry as we chose a limited number of
employees for conducting interviews. Secondly, there can be many other factors that can
be a reason for employee turnover in banking sector. These few limitations can be
avoided in the future to get a more lucid picture of employee bullying and harassment
and turnover.
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