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Foreword

Everyone Deserves Respect in the Workplace

Executive Impression Management is a simple way of sorting out malevolent
managers who pretend that they are effective and decent. It means that we can
see our managers for who they really are, deal with them and allow us to have
peace and harmony in every workplace.

First Aid

If you find yourself in an untenable situation at work, ask for a transfer to
another department. If the organisation is too small, then look for another
job. DO NOT leave your employment until another job offer (in writing) is
given. If the stress is unbearable, then seek stress or sickness leave. DO all job
searching in another location, not your workplace. It is far better to seek work
elsewhere than be bullied; this will ultimately affect your health, sanity and
family. Use meditation and or strenuous physical activity to reduce your stress
immediately. Keep doing this daily until you reach a state of calm.
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Chapter |

A New Typology of Discerning
Management Behaviour

This book was born out of the findings that inadvertently emerged out
of a qualitative study of managerial fraudsters. In this book there are the
previously missing pieces to the management jigsaw: the ‘whys’ and ‘hows’
of bad management are presented for the first time. Executive Impression
Management typology gives an understanding how bad management works
and therefore how to find good managers to give you the respect that we all
deserve in the workplace.

The doctoral research that I undertook was centred on the problem of how
to identify managers who will defraud an organisation. The question came
about through my work with managers as I had set up a locum management
service for small business owners. Being a previous business owner myself for
many years I knew how hard it was to find someone trustworthy.

It seemed to me to be a sensible proposition that an unemployed manager
could be placed for a short time in a business to perform the stewardship
function. After all there were many small business owners and unfortunately
many unemployed managers at the time. Having had a stint as a locum
manager I realised that indeed it was feasible. What was important was quick
learning, shadowing the business owner before his absence and documenting
all procedures. This was based on a foundation of trust between the business
owner and the locum. In fact what happened was even a better outcome than
just business-sitting, the small businesses were improved with the locum
manager’s knowledge of systems and business efficiencies. However, it founded
on being able to trust the locum I was sending in, particularly as I knew that
many small business owners tended to be conservative in their outlook and
suspicious of everyone. One failure meant the demise of the venture. There is
no such thing in the locum business of a D grade; it is all or nothing. Not only
that, having a small business usually entailed tying up the family home and
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other assets, so the ramifications of allowing in a fraudster in their absence
were extremely high.

As I interviewed many managers I became anxious on not knowing if I
could really trust the person sitting in front of me. The desperation at that
time with relatively high unemployment rate of managers was palpable, and
having had a taste of it myself I knew how important a job, even a short-term
assignment, made all the difference to a tired résumé. The competition was
fierce and the demand to be placed was high.

I'knew that people could easily lie through many of the psychological tests,
which are based on self-reporting. If a person was honest the test had a better
chance of reflecting what was within a person’s character, but I also knew that
people had a good chance of being self-delusional — myself included, which led
me to think that I was a better manager than I actually was. Sometimes we are
blind to our faults and we cannot see them. A beautifully written résumé and a
presentable candidate could be very persuasive, but a liar could easily provide
that presentation even with a slick interview.

My experience taught me that the current selection and recruitment process
was inherently flawed. Superficiality blossomed on cronyism and connections
rather than intelligence, qualifications and life experience. This was my
observation gathered from my UK, Canadian as well as Australian experience,
and I learnt that merit was a good thing to have, but will not necessarily lead to
success. My career spanned academia, non-profit management, small business
and later large organisations, so I knew what I was talking about, being on
either side as a candidate or as an employer.

Knowing this “fact of life’ which was not particularly fair but it was either
join them or not work at all, eventually led me to hold psychological testing,
the testers and the recruiters at some distance. There was obviously no holy
grail of finding out if the candidate was a good one or not, it was based on
other irrelevant factors. Being a female manager was one count against me
and coming from England — being a ‘Pom” was the second black mark when I
arrived in Australia. I must say that I had some fun with my first name being
Terry and spelt with a ‘y’ not an ‘i": most Australian recruiters and employers
thoughtIwas a male. Iwould get the look of total desperation by the receptionist
up to the chief honcho who clearly did not know what to say. One employer
admitted that they were only looking at males for the position despite the fact
of equal opportunity legislation. I got in the front door with my résumé and
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career experience but I was shown the back door through other factors, other
than what was required for the management position.

Apart from not choosing me, I wondered what was going on in the selection
process. I followed the careers of the successful candidates of the positions that
I competed for, in the newspapers and media. Before long I saw a pattern of
revolving doors and put it down to toxic organisations and was thankful that I
did not receive the poisoned chalice. But over time there were a minority who
seemed to be toxic themselves. Whichever position they achieved somehow the
implicit knowledge in managerial circles opined that it would not work out,
and the result was exactly as predicted. The problem I faced with wanting to
hire a candidate for a locum position was: whom could I trust? I could probably
have selected someone that had a good probability to being successful, but the
probability and possibility of that risk management decision was too high, I
needed a nil result. I was therefore in a hazardous situation and I needed to
manage it, otherwise I would lose everything.

This challenge was easily overcome by existing executive recruiters who
offered a second candidate if the original placement ‘did not work” out in the
first six months. This is all well and good, but what happens if the agency places
another dud, or worse, a corporate psychopath who wrecks the organisation? I
took the responsibility heavily regarding the selection process and I felt driven
to ensure that I had the right person to place as a locum.

This personal history was the reason that led me into framing the research
question of which manager could I trust. I was beginning to develop my own
theoretical model, which will be discussed later, but while it was effective, it
did not show up potential fraudsters. At the beginning I only had the Myers-
Briggs Type Inventory (MBTI),' a world-renowned and accepted test in
personality traits, and my own intuition, which was normally good but could
be completely wrong in some instances. The MBTI is a brilliant way of sorting
out people’s choices for careers. It also gives insight into the stress response
of an individual when the type ‘inverted’. Jung? regarded this as the Shadow
coming out, but it only happens when we are under continual stress.

Being an avid researcher I was always looking up studies about people
and had developed quite an inventory of knowledge of various aspects and the

1 Briggs Myers, I. and P.B. Myers (1995). Gifts Differing: Understanding Personality Type. Mountain
View, CA, Davies-Black Publishing.
2 Jung, C.G. (1971). Psychological Types. London, Routledge & Kegan Paul.
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resulting tests. Nothing seemed apparent to tell me about whom I could trust,
and absolutely nothing about if someone would defraud a business either.
So I set up the study looking at a group of convicted fraudulent managers
and explored another group of non-fraudster managers. As I knew that the
fraudsters would most likely tell me that they were innocent or some other
rationale for their imprisonment, I felt that I should talk to the co-workers of
these managers rather than waste time on fabricated stories. The fraudster
group of co-workers was fascinating and I believe that I have found a way of
identifying the possibility of a manager becoming a fraudster. What I was not
expecting was that the new bit of theory that I discovered would give insight
to the managers who were not fraudsters but neither were they good for the
organisation. The co-workers described an underlying malevolence to these
managers and now totally accidentally, we have a way of identifying these
toxic managers, despite their protests to otherwise.

The inadvertent discovery of different types of impression management
that co-workers perceive has led me to write about the findings and their
implications for organisations. From an extensive literature review I learnt that
this was the first time that co-workers were studied and that it was also the
first time that managerial fraudsters of any type were investigated through the
perspective of their co-workers.

Using impression management theory as a framework I found five different
types of impression management given off to the co-workers. Because there is
confusion naming this phenomenon as Managerial Impression Management, I
named it Executive Impression Management. It exists in the workplace, and it
was different from ‘normal” impression management. With this new piece of
theory we can now identify two types of interaction that fraudster managers
exude, plus a further three types that non-fraudster managers give off. The two
fraudster types of Executive Impression Management have been dealt with in
Managerial Fraud.® This book will concentrate on the latter three non-fraudster
types, namely the Tyrant Executive Impression Management, the Mediocre
Executive Impression Management and the Respectful Executive Impression
Management, how they were discovered, what are their characteristics and an
evaluation of their usefulness. Executive Impression Management gives us the
answer to the ‘whys’ and "hows’ of bad management. No one wants it in their
organisation, but I dare say that most organisations have it whether they like
it or not.

3 Sheridan, T.A. (2014). Managerial Fraud: Executive Impression Management, Beyond Red Flags.
Farnham, Gower.
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The benefit for us to understand these different types of Executive
Impression Management is that decisions can be made with far more insight
at hiring or at internal promotion so that the best manager may be selected.
Another area of usefulness is when there are investigations into behaviour
that are a matter of complaint and grievance, a logical typology can be used to
understand what is underlying the aggrieved performance. This can be used
by senior managers or other employees as the typology is simple to understand
and this book will act as a reference to the overt managerial behaviour as to
what is going on underneath.

In matters of bullying for instance, often the target is unaware of what is
happening, apart from having conflict with a particular manager. Once the
behaviour is put into the Executive Impression Management framework, the
type of impression management can be identified and the ensuing complaint
about the bullying has a point of reference and therefore legitimacy. The
latter criterion is particularly beneficial as frequently the target of bullying is
confused and is unable to identify the true cause; Human Resource managers
sometimes have loyalties elsewhere in the organisation and other staff can
unwittingly add to the pressure on the recipient. Often a target will blame
himself and there are known cases of suicide after a bullying episode by
malevolent managers.*

The typology is also very powerful in giving the bullying target the
means to understand the violence perpetrated towards him particularly
as performance issues are often used as a cover for bullying behaviour.
Furthermore, other managers can easily be hoodwinked into the debate
when the perpetrator states that it is a lack of performance as the central
issue. Whenever performance is a problem, look to the person labelling it
as such, together with, one hopes, the self-evident data that are used for the
indictment. Without proof and understanding of what really is happening,
these two factors muddle any review of what is identified as a performance
problem. Furthermore, using the typology will give a clearer understanding
of violence in the workplace, the means to how it is conducted and who is
likely to be a perpetrator.

On the other hand, a workplace that is dominated by Respectful Executive
Impression Management will be successful not only due to harmony with
employees, but they will be productive, which in turn will realise in greater

4 Read, L. (2013). ‘BBC criticised over workplace bullying after death of Russell Joslin’. Coventry
Telegraph. Coventry, Trinity Mirror Midlands.
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profit as there is far less energy spent on negativity. As simplistic as this may
be, a company that is bringing in good returns may not necessarily be one
whose managers are respectful. Other factors can interfere, such as monopolies,
dirty tactics, over-charging customers, government interference, and so on,
that disturb the equilibrium of the market place. However, a company based
on respect for each other and demonstrates it clearly in its management, will
inevitably be profitable.

Some people ask how many organisations are negative versus those
entities that are managed with the positive energy of respect. My guess is
that malevolent management administers about 80 per cent of organisations
and that is why so many employees are suffering from work stress, become
disaffected and are not inclined to give their all in their work performance.
Tell-tale signs are poor customer or supplier relations, high employee turnover,
strikes, abuse of privilege in travel arrangements and receipts, taking longer
to do what another can do in far less time. This describes of course, most
workplaces. Those run by respectful management are rare to come by and are
strikingly different, completely opposite to malevolent managed workplaces.

To me this is an inevitable sign of negativity of the management. It is
absolutely pointless to declare ‘Do what I say, not what I do.” It is also ridiculous
to put up cute statements of values and/or ethics in the reception area, when
back-office behaviour is a daily contradiction. Employees are not stupid; they
quickly learn the modus operandi via tacit knowledge in the organisation
on what to do or what not to do.> The new employee’s learning curve is
quickly ascertained via what the management say and do. This informal line
of information to the new employee also demonstrates the subtlety of power
in organisations. But no one notices the informal induction method as it is as
much to us as eating breakfast in the morning. It is part of our humanity, our
everyday social interaction.

This book will outline why and how the study was implemented as it
gives the reader considerations of data never before collected. The focus of the
study and the methodology used meant that the results would be more likely
exploratory in account rather than hypothesis testing. The theory behind the
new Executive Impression Management types will be discussed. The types will
be described in some detail using the respondents” words to comprehend the
nature of these managers. The managers who use particular types of Executive

5 Smith, E.A. (2001). “The role of tacit and explicit knowledge in the workplace’. Journal of
Knowledge Management 5(4): 311-21.
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Impression Management determine the type of violence in the workplace will
also be addressed. Finally, a forward move into non-violent workplaces as
expressed by managers who use Respectful Executive Impression Management
will be discussed.
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Chapter 2

Theoretical Underpinnings to
the Research

This chapter addresses some of the theoretical underpinnings to the interplay
between managers and those people around them in the workplace. First there
is some discussion about consensus and conflict based social theories, then
into economic and business theory to achieve theoretical underpinnings to
the virtues of morality and honesty. This discussion represents an attempt to
understand the complexity of human interaction in the workplace.

Nature of Social Interaction

This type of interaction is seen as an ever-changing succession of social actions
between individuals, who adapt their reactions with each other. It is a dynamic
process of social interchange, not ‘one-off’ individual and/or independent
actions. To do this, both sides must understand and share the meaning of
what is going on between them. A traditional explanation of interaction is the
consensual approach espoused by social interactionist writers led by Mead,’
Simmel? and Blau.® This theory held sway over many decades and still holds
credibility.* The theory assumes that society is composed of self-interested
individuals who seek assistance from others to achieve individual goals that
they cannot achieve on their own. Two or more people, who have something
of value to each other, conduct a transaction. The application to business
owners is immediately appealing. For instance, an owner of a manufacturing
concern needs labour to produce products. Men and women need to have food
and shelter to survive. The decision is made by the two parties to exchange

1 Mead, G.H. (1963). Mind, Self and Society from the Stand-point of a Social Behaviorist. Chicago, IL,
University of Chicago.

2 Simmel, G. (1904). ‘The sociology of conflict’. The American Journal of Sociology 9(4): 490-525.

Blau, P.M. (1964). Exchange and Power in Social Life. New York, John Wiley and Sons Inc.

4 Kollock, P. (1994). ‘'The emergence of exchange structures: An experimental study of
uncertainty, commitment, and trust’. The American Journal of Sociology 100(2): 313—45.

[¥]
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labour for wages, and vice versa, and there is agreement to what amount. The
exchange is made on a rational basis, and relies on self-interest and mutual
interdependence between quite separate individuals.® Similarly, management
serves a stewardship function, and a manager is paid for his services by the
business owner to ensure all within the business is functioning as it should.
Stewardship theory basically says that managers will act as responsible
stewards of an organisation.® This is opposed to Agency theory that there is
an inequality in information between shareholders and management and the
manager will always act in his own self-interest.”

Social Exchange

Social exchange, say Shore, Bommer and Shore® is unlike economic exchange
and state that social interaction is distinguished by an ‘anticipated reciprocity’
based on two premises: that if an individual receives a benefit from another
then he or she has to give in return, and secondly, and that no harm should
be undertaken against those who have helped that individual. By giving their
loyalty to a manager, social exchange theory would predict that co-workers
would expect that the manager would therefore look after their interests.

Another salient point of exchange theory is that power is accumulated by
winning ‘brownie points” with others. To use Blau’s words:

An apparent “altruism’ pervades social life; people are anxious to benefit
one another and to reciprocate for the benefits they receive. But beneath
this seeming selflessness an underlying ‘egoism’ can be discovered; the
tendency to help others is frequently motivated by the expectation that
doing so will bring social rewards.’

Accordingly, an individual may only be given power if he has earned it. To
extend this line of thinking to managerial behaviour, employees will ‘grant’

5 Lawler, EJ. and S.R. Thye (1999). ‘Bringing emotions into social exchange theory’. Annual
Review of Sociology 25: 217-44.

6 Davis, ].H., F.D. Schoorman and L. Donaldson (1997). ‘Towards a stewardship theory of
management’. Academy of Management 22(1): 20-47.

7 Eisenhart, KM. (1989). ‘Agency theory: An assessment and review’. Academy of Management
14(1): 57-74.

8 Shore, T.H., W.H. Bommer and L.M. Shore (2008). ‘An integrative model of managerial
perceptions of employee commitment: Antecedents and influences on employee treatment’.
Journal of Organizational Behaviour 29(5): 635-55.

9 Ibid, 17.
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power once the manager has earned it. Gabarro' found support for this in
his longitudinal study about senior managers parachuted in to new units. He
found it took senior managers much longer than expected to successfully take
charge of their new units or divisions, as much as two to three years. Gabarro
assigned this slow process to one of massive learning and integration. However,
Gabarro found that the most important factor for predicting success of the new
manager was making relationships with key people within the new section in
the first year.

The Growth and Dominance of Free Market Ideology

Social exchange theory is a sociological projection (despite Shore Bommer and
Shore’s' objections,) developed from the concept of self-interest in an economic
market place, which in itself comes from a long tradition of the philosophy of
economic activity. It was Adam Smith’s An Inquiry into the Nature and Causes
of Wealth of Nations in 1776, which is often regarded as the beginning of
modern capitalism. He thought that a commercial society was a natural result
of unfettered human civilisation.”® He wrote three major premises that form the
foundation of free market economics: the division of labour, the pursuit of self-
interest and freedom of trade. If these premises were upheld then the market
would be regulated through an “invisible hand” which would produce the right
amount of supply of products and services, at the most competitive price to
suit all customers of the marketplace. The market mechanism would therefore
keep prices low and interestingly, offset human nature of greed and avarice by
the promotion of frugality and savings." The division of labour, by breaking
down tasks into menial streamlined functions, was advocated because it
increased output per worker. However, this new system required supervisors
and managers, replacing guilds and communities as work supervisors and
thus production-oriented hierarchies emerged.'> Smith also realised that there
would be wage inequalities according to specialised knowledge and the length

10 Gabarro, J.J. (2007). “‘When a new manager takes charge’. Harvard Business Review 85(1):
104-17.

11 Ibid.

12 For a modern treatment of Smith’s work see M. Fry, ed. (1992). Adam Smith’s Legacy: His Place
in the Development of Modern Economics. London, Routledge.

13 Prieto, J.H. (2004). ‘Bernard Mandeville’s heir: Adam Smith or Jean Jacques Rousseau on the
possibility of economic analysis’. European Journal of the History of Economic Thought 11(1):
1-32.

14 Ibid.

15 Thompson, E.P. (1968). The Making of the English Working Class. Harmondsworth, Penguin
Books.



