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In Norway:

• 33,5-61% of the workforce does experience some form of 
destructive leadership (Aasland et al., 2009)

• Only 40% do not



Bad Leadership was …

• Bad leadership = lack of Good Leadership

• If this is true, what should we do?
– More of the Good!

photo: Wikimedia-Commons User Andres Rueda Lopez, 
Creative Commons BY-SA 2.0



Bad is stronger than good (Baumeister, Bratslavsky, Finkenauer, & Vohs, 2001)
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Bad Leadership today

• Bad ≠ Good; 
– Bad leads its own life – it is a “discrete variable”

• Bad has much stronger effects than Good
• Bad and Good co-exist and can be done at the same time
• The large majority of leaders do both

• Bad is common; 
– 33,5-61% of the Norwegian workforce does experience some 

form of destructive leadership (Aasland et al., 2009)
• Zero even became negative!

– Passive leadership is proven as Destructive, rather than as a 
form of Non-Leadership at the intersection of a coordinate 
system (Skogstad et al., 2007)



Consequences of Destructive Leadership

• Direct effects of destructive leadership behavior: 
– Nedsatt humør i form av sinne, bitterhet og depresjon (Barling, 1996; Brodsky; 1976; Björkquist et. al., 1994; Elbing & 

Elbing, 1994).
– Angst (Barling, 1996; Brodsky, 1976; Björkquist et. al., 1994; Keashly et al., 1994; Tepper, 2000).
– Kognitiv distraherbarhet og manglende konsentrasjon (Barling, 1996; Brodsky, 1976; Namie & Namie, 2000).
– Frykt for vold eller andre represalier (Barling, 1996, Brodsky, 1976; Giacalone & Greenberg, 1997). 

• Indirect effects of destructive leadership behavior:
– Nedsatt psykologisk velvære i form av redusert selvtillit, alkoholproblemer, depresjon, nedsatt livskvalitet og emosjonell

velvære, og symptomer på ”Post Traumatic Stress Disorder” (Brodsky, 1976; Cortia et al., 2001; Laymann, 1992; Spratlen, 
1995; Tepper, 2000). 

– Nedsatt fysisk helsetilstand er en av konsekvensene av å oppleve mobbing og trakassering på arbeidsplassen (Ashforth, 
1994; Barling, 1996; Brodsky, 1976; Einarsen, Raknes, Matthiesen & Hellesøy, 1996; Kile, 1990; Skogstad, 1997; Spratlen, 
1995).

• Other concepts investigated empirically are likewise pertaining to the effects of destructive leadership. These stretch from lessened positive 
behaviors, over types of suffering, until increases in detrimental behaviors in others. Abusive supervision results, for instance, in lower 
“organizational citizenship behavior” (OCB) (Aryee, Chen, Sun, & Debrah, 2007; Zellars, Tepper, & Duffy, 2002) and in lower formally and 
supervisor-rated performance (Harris, Kacmar, & Zivnuska, 2007) in exposed subordinates. It is linked to the psychological distress (Tepper, Moss, 
Lockhart, & Carr, 2007), and lower life- and work satisfaction (Tepper, 2000) of subordinates, and to observed bullying (Hoel, Glasø, Hetland, 
Cooper, & Einarsen, 2009). Furthermore, abusive supervision is related to employees’ workplace deviance, particularly when combined with a high 
intention to quit (Tepper, et al., 2009), and to supervisor-directed aggression (Inness, Barling, & Turner, 2005). 

• In addition, research has revealed that the effects of laissez faire types of leadership is consistently linked to negative outcomes on subordinates, 
such as low leadership satisfaction or motivation (Den Hartog, Van Muijen, & Koopman, 1997; Judge & Piccolo, 2004; Hater & Bass, 1988). Passive-
avoidant leadership, defined as leaders avoiding their reasonability, and in many cases showing an absence of leadership behaviours, has been 
positively associated with exhaustion and cynicism, which are key components in the burnout syndrome (Hetland, Sandal, & Johnsen, 2007; 
Maslach, Schaufeli, & Leiter, 2001). It has also been found that laissez-faire leadership have a negative impact on safety climate and thus 
contributed to increased injuries rates (Kelloway, Mullen, & Francis, 2006; Zohar, 2002). Frischer and Larsson (2000) conducted a qualitative study 
among Swedish PhD-students who had dropped out of the program, identifying laissez-faire leadership by the supervisors to be the main reason for 
this “drop-out”. Then, the outcome is not only bad for the Phd students, but affects the efficiency of the University as such.

• Leaders may not only abuse their subordinates but may also portray behaviors that primarily effect the organization by inflicting negatively on the 
quality of work, efficiency, or on relationships with customers and clients. Leaders in real life may not only neglect his/her own tasks, they may also 
prevent goal attainment, e.g. by sabotaging their subordinate’s tasks, or by stealing resources from the organization, be it material, financial or time. 
Leaders may even encourage subordinates towards such depletion of resources. Publicly well known corporate scandals after the millennium where 
corporate executives are involved in unethical and illegal behavior, illustrate such potential destructive aspects of managerial behaviors, examples 
being the scandals in WorldCom and Enron, which have been denoted as “two of the biggest accounting scandals to rock the financial world” (CNN, 
June 27, 2002). Enron went from being an old-style gas pipeline company in the 1980s, to an aggressive energy trading company and marketing 
leader in the late 1990ies (Curall & Epstein, 2003), and ended in December of 2001 when the company filed for bankruptcy. The former chief 
financial officer in Enron, Andrew Fastow, confessed to fraud, tax evasion, and embezzlement, and was sentenced to ten years in prison and 
confiscating of over $25 million. Kenneth Lay who where the former chief executive and chairman of Enron, was also charged with fraud and inside 
trading. Executives at telecommunications giant WorldCom, set up an accounting fraud that led to the, by then, largest bankruptcy in history 
(http://www.securitiesfraudfyi.com). The $11 billion accounting-fraud collapse of WorldCom was revealed to the public in June 2002 and the 
company filed for bankruptcy in July 2002, with federal charges filed against several executives. In Norway, three top executives resigned from 
Norway’s state oil company, Statoil, in September 2003, for their alleged part in arranging a $15 million “consulting contract” which the police 
suspected was used to unlawfully bribe Iranian officials. In February 2003 the financial scandal of Swedish insurance-giant, Skandia, was uncovered. 
Former CEO Lars-Eric Petersson, former chief financial officer Ulf Spång, and the former chief of life insurance Skandia Liv; Ola Ramstedt, all came 
under investigation for misusing corporate assets. The three executives may have spent nearly $1 million of company money renovating luxury 
apartments, passing the charge on as repairs to the corporate headquarters (TIME Europe Magazine, 03.01.04). Petersson and Spång were also 
investigated for the $42 million in bonus payments that allegedly were not authorized by the board of directors 

Bad mood, anxiety, lack of concentration, 
fear of violence, depression, increased alcohol use

reduced physical health

Supervisor-directed aggression, co-worker directed aggression, 
customer directed aggression, family directed aggression

Lower performance, negative safety climate, 
workplace deviance (theft, sabotage, lateness, and shirking)

drop-out of PhD-project, increased turnover
fraud, tax evasion, embezzlement, 
company bankruptcy (Enron), 

corruption (Statoil), misusing corporate assets (Skandia), 

$42 million non-authorized bonus payments (Skandia)



Definition of destructive leadership

• “Destructive leadership” as “the systematic and repeated behaviour 
by a leader, supervisor or manager that violate the legitimate 
interest of the organisation by undermining and/or sabotaging the 
organisation’s goals, tasks, resources, and effectiveness  and/or 
the motivation, well-being or job satisfaction of  subordinates 
(Einarsen, Skogstad & Aasland, 2007). 
– Repeated behavior; not isolated instances (e.g. mistakes)
– Two dimensions: about subordinates and about the organization
– Both active and passive
– All unwanted behavior, verbal as well as physical
– No call for intent
– Behavior varies with the situation and the people involved

• Hardly any leader is “stuck in a corner”



Destructive and constructive leadership behavior model
(Einarsen, Aasland & Skogstad, 2007)

Pro-subordinate

Pro-organizationAnti-organization

Anti-subordinate

Laissez-faire

Constructive

Derailed

Supportive - disloyal

Tyrannical



Discuss with the person next to you: how do you move in the model?

Pro-subordinate

Pro-organizationAnti-organization

Anti-subordinate

Laissez-faire

Constructive

Derailed

Supportive - disloyal

Tyrannical



From The Problem to the reason Why to Bother about Bad

• Discrete variable: Destructive 
leadership  does not equal 
Constructive leadership

• A list of detrimental consequences 
of it

• We are used to working with 
Constructive leadership 

• Destructive leadership is 
unfamiliar to us. We lack 
– Systems

• Internal control,
• Selection policies,
• Reward systems,
• Key Performance 
Indicators

– Methodology

• Larger effects
• Little done about it
• =promising cost/benefit-ratio?
• Bonus: to allow leaders to be 

mortal?



Types of causes

• Individual
– Leader and follower alike

» Chaleff (2009)
• Situation
• System

» Zimbardo (2007)
» Reason (2008)



Causes, continued – seen in a ”Toxic Triangle” (Padilla, Hogan, & Kaiser, 2007)

Situation: crisis, war, hardship
System: oppressive state or organization; 
Company with no room in priorities for HSE?

Leader: anger (Kant et al.);
”try to avoid conflict (…) excessive need
for both security and attachment”
(Dr. Jones test results, p. 342, Zimbardo, 2007)

Follower: anger (Kant et al.);
”try to avoid conflict (…) excessive need
for both security and attachment”
(Dr. Jones testresults, p. 342, Zimbardo, 2007)

Ved konflikt med: 
produksjon, inntjening, lederbonuser etc. 

– I hva grad handler vi allikevel i henhold til HMS-prinsippene?



Where and what is “legitimate”? Is the authority legitimate?

Pro-subordinate

Pro-organizationAnti-organization

Anti-subordinate

Laissez-faire

Constructive

Derailed

Supportive - disloyal

Tyrannical



The possibilities

• The person
– Understand the phenomena
– Admit own traits and reactional patterns
– Find alternative strategies

• Training and development
– Accurately dealing with destructive behaviors (e.g. Assessment 

of Crisis Managers at Falck Nutec)

• Organization
– Systems (e.g. selection, reward, role clarity, control)
– Methods (e.g. appraisal interview, complaints in work 

environment)
– Support network (e.g. against overload for Crisis Managers, 

“lowering the shoulders”)
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Selvfølge at jeg/vi gjør destruktive handlinger

Spør heller: Hva? Når? Hvordan? Hvorfor?

Gi tilbakemelding – til deg selv, andre og organisasjonen – konkret og spesifikt
om både konstruktive og destruktive handlinger



Thank You!    Leo.Kant@falcknutec.no +47 975 04840
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