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Introduction

Leadership - it is one of the key socio-psychological problems (it is classical, i.e., studied for a long time, thoroughly, and it’s recognized by many scholars). In fact, no matter what section of social psychology we turn (large groups, small groups, communication, psychology of management, psychology of the family, conflict solving, the psychology of relationships, etc.), we can not ignore the issue of leadership.

In the 1960-1970-s the theme of leadership was very fashionable in Russia. There were a lot of theses and articles devoted to it. But then came a period of oblivion, which lasted over 20 years. As for the world of social psychology, it is difficult to name any other problem that would cause so much controversy and debate, rises of enthusiasm and frustration as leadership.

In this manual we will talk not only about leadership, but also about management. Often, the word "leadership" means leadership and management. For example, the political leaders. Who are them - the leaders or managers? While the applicant is in the initial stage of his political career, he, of course, the leader – he was chosen spontaneously, he leads people. But then he starts to get paid for his work, and if his party comes to power, he gets official status (maybe he even becomes the most important person in the state). And this is already manager. But is he still a leader? Or is it only temporary, during the election period?

All of these questions require answers. We will try to sort out these issues and find out how modern world psychology examines leadership and concepts related to it. There have been some changes: the old terms were filled with new content and appeared an entirely new concepts associated with the term "leadership."

Structure of the book is follows. Initially, we shall consider the modern works dedicated leadership. Then we will focus on the specific qualities necessary to effective leader, as well as specific skills: for example, communication skills, strategies of effective decision making. In the appendix the reader can find the methods of studying leaders and leadership, as well as some of the practical techniques needed for effective leadership.

Chapter 1. Current trends in the study of leadership

1.1 Political psychology of leadership.

The main problem, studied in political psychology, is the personality of the political leaders (presidents, their aides and advisers), the way they make foreign policy decisions. This problem is considered from the standpoint of psychoanalytic, new behavioral and typological approaches.

1. Psychoanalytic analysis of individual political leaders was begun in a classic work of Freud and William Bullitt (1992), who studied the personality of Thomas Wolfe Wilson - 28th President U.S. using biographical method. They showed that in the personality of the president dominated feminine, not masculine traits (especially in his childhood), which led to his aspiration to surround himself with people below him in terms of mental abilities and social status.

The classic work of H. Lasswell is also well known. It explains the behavior of political leaders by their pathological personality traits and the desire for power and it is seen as a sign of pathology (Egorova, E.V., 1983, Diligensky G.G.). "Authoritarian" personality also studied by T.Adorno, G.Marcuse, Erich Fromm (E. Kudryashov, 1996).

In a frame of political psychology were created individual psychological portraits of Hitler, Bismarck, Eisenhower and others (Egorova, E.V., 1983), studied the hierarchy of motives (achievement, power and affiliation) in personalities of Mitterrand, de Gaulle, Clinton and others (Diligensky G.G., 1996; Gozman L.Y., Shestopal E.B., 1996).

2. Social behaviorism was aimed to creating a behavior model of personality of the president and other political figures: the works of J. Reiser, O. Holsty (who explored, for example, the activities of U.S. Secretary of State Dulles during the Cold War, and concluded that the decisive influence in the conflict played perceptual factors), J. Rosenau. With content analysis were examined speeches of leaders from various countries, including the United States (John F. Kennedy, D. Rusk, R.McNamara, E. Stevenson, head of China and others (Egorova, E.V., 1983)).

3. In a frame of the cognitive approach has been studied cognitive complexity of leaders (Rumyantseva, V.I., 1989).

4. In the American political psychology were created various typologies leaders:

1) De Rivera divided them into those who see the world or as something objective, independent of them, or those who see the world through the prism of their ambitious aspirations, anxieties and fears;

2) J. Barber created his typology of U.S. presidents on parameters:

- active-passive;

- predominance of positive or negative emotions in relation to the political life;

3) M. Driver identified two types of leaders by their prevailing beliefs based on:

- their attitude to solving problems by power methods;

- treatment of people (their general perception of people as good or bad).

The authors note how the effectiveness of the predictions of psychologists (for example about President Nixon) and their error (in the case of Presidents Ford and Carter (Egorova, E.V., 1983)).

1.2. Leadership in organizational psychology

If you look at the history of psychology, we can note a "parallel" of ideas in personal psychology and psychology of leadership. In the 1980s, this feature is also manifested in the interpretative approach – to the personality and leadership respectively.

In recent years, there is not just new theory in psychology of leadership, there are new principles: the transition from group to dyadic understanding, from transactional - to the transformational understanding. There has been a convergence of different approaches and theories: behavioral and cognitive, for example. Sometimes one and the same concept are developed by psychoanalysts, humanists and constructivists. In this convergence of approaches we can see the progress in psychology of leadership: now ideas are more important then ideology.

Interpretational approach

In the cognitive psychology: J. Bruner, J. Shapiro, S. Mulaeka etc. was formulated idea of ​​the existence of implicit theories of personality, which 'naive' people have. They are semantic structures, used by 'naive' people for interpreting human behavior, and on the bases of these structures they presuppose the presence of a certain personal features (Mirels HL, 1976; Rush MC, Thomas JC, Lord RG, 1977).

A similar idea was developed in the 1980s and: A. Braymen, C. Vess, R. Lord, J. Phillips, J. Fotis, G. Alliger, M. Bresnen and others proceeded from the assumption that ordinary people have implicit theories of leadership, which are cognitive schemes, and using this schemes ordinary people interpret the behavior of the leader, and attributing to him the existence certain motives, personality traits. 

With these schemes, the individual divide people to leaders and nonleaders, "good" and "bad" leaders.

From this position is understandable and why "the theory of features "is so popular. This theory is shared by many ordinary people, it turns out that each "naive" subject has its "theory", and these theories can be as much as men. Constructive moment in the emergence of this theory, as we see it, that it allows access to the study of the processes of everyday consciousness.

Dyadic approach - LMX

Ideas of the authors of the interactional approach were revolutionary: if before the leader was seen as a person who relates the same way to all group members, to his subordinates, now it has been suggested that the nature of leadership is dyadic and the relationship with different subordinates in the process of interaction are different. The authors of this approach are G. Grayen (1976) and its numerous employees, coauthors of publications: F. Dancer, T. Minami, J. Orris, T. Johnson, J. Cashman, W. Hagee, R. Layden, D. Dyushon, S. Greene, T. Taber, M. Novak, P. Sommerkampf, Skandura T. etc. (Dansereau F., 1995; Dienesch R.M., Liden R.C., 1986; Fairhurst G. T., 1993; Kozlowsky S. W. J., Doherty M. L., 1989; LeBlanc P. H., de Jong R. D., Gcersing J., Furda J., Komproe I. H., 1995; Wayne S. J., Liden R. C., Sparrowe R. T., 1994).

Since its inception in the mid-1970s, the theory has undergone changes, and above all in the title: at first it sounded like a VDL (vertical dyad linkage), and later LMX (leader-member exchange) - exchange between leader and follower. Basics of the theory also were developed over time and corrected. Remained unchanged only a representation of the dyadic nature of leadership. Let’s look at these main points.

1. The model was based on the assumption of T. Jacobs (it was made in 1971), that leadership and authority differ, as well as the representation about leadership as a process of execution of the role.

2. Initially, it was suggested that in the process of interaction with subordinate leader generates different types of relationships:

a) members of the "in" group (a small number of key employees who became sincere supporters and assistants of the leader) he established with them good relationship - sincere, trusting that could be described by the concept of "leadership";

b) members of the "out" group (not share the views and aspirations of the leader). These relationships were poor, formal, limited only by contract and a post, and they were called "managership".

3. It was subsequently identified three types of relationships: high, medium and low exchange or LMX (the first and last match "in" - and "out" - group relationships, and the second was an intermediate). It was believed that not only the leader, but also the follower takes on an equal participate in the formation of this relationship: the leader and the follower as if exchange the benefits (in the case of a high exchange):

- greater status, more influence, awards, compliments - from the leader;

- hard work that goes beyond the narrow frame of a formal performance of the responsibilities (motivation to super-achievements), support for the aspirations of leader - from the follower.

In this case, the leader and follower had similarity of views, values ​​and goals.

4. There were allocated three stages of the exchange in the system "leader-follower":

- the first stage - taking the role - when the leader finds out abilities and attitudes of the subordinate;

- the second stage - its implementation - as a result of negotiations reached agreement on important aspects of the relationship (how much information the subordinate may have, his participation in decision-making; the nature of the problem being solved, the level of autonomy and authority of the subordinate; how much support hу gets from the boss, the level of interest and the trust of the boss);

- the third stage – the routinization of the roles – the models of the leader’s and the subordinate’s behavior developed in the previous stages are repeated.

5. The key variable of the process are considered tolerance in negotiations (negotiating latitude - NL), i.e., the nature and quality of relationships, developing in these interactions.

6. The members of the group with high NL were more sincere, more reasonable and more effectively communicated with the leaders than members of low NL, forming a relationship of high and low exchange respectively. Average type was intermediate.

7. G. Grayen and T. Skandura identified six positive resources of the leader with which he can create a relationship with a subordinate:

1) the impact on decision-making;

2) information (especially about the future plans of the organization of the career growth);

3) valuable business requirements;

4) freedom or autonomy in the performance of the work assignment (possibility implement its own, without the guidance of a leader);

5) support that the leader gives him in his business activity;

6) the attention with which leaders follow their professional development subordinate.

Later the ground of the theory was not only confirmed by the following studies, but the theory was further developed and expanded. Dinesh R. and Layden R. assumed impact on LMX factors of race, the level of education of participants, initial productivity, off-duty conduct they showed the active influence of the followers on leader (including beginners).

8. In response to criticisms of patriarchy LMX theory has been extended through the inclusion of gender perspective, and the emphasis has shifted to the study of gender differences of leaders (Fairhurst G.T., 1993) and the connection with ingratiation (a special type of the effect of one person to another through charm) (Wayne S.J., Liden R.C., Sparrowe R.T., 1994).

Overall, despite the criticism (in particular, on the narrow approach, not enough attention to mania to important situational variables), the LMX theory remains one of the most popular, and not just in the U.S. but also in other countries (Dansereau F., 1995; Dienesch R. M., Liden R. C., 1986; Fairhurst G. T., 1993; Kozlowsky S. W. J., Doherty M. L., 1989; LeBlanc P. H., de Jong R. D., Gcersing J., Furda J., Komproe I. H., 1995; Wayne S. J., Liden R. C., Sparrowe R. T., 1994).

Also there were efforts to check this theory in other cultures which differ from American culture. In our opinion, this theory was intermediate between so-called traditional transactional approach that views leadership as the system of deals with subordinates (to this area are ranked usually those models that were developed in the 1980's), and transformational, closer in spirit to the last.

Charismatic leadership

The concept of charisma is used dating back to Max Weber (1990) Berlev, House, Katz and Kann, Burns, J.A. Konzherom, B. Bass, R. Tracy and A. Beyer. We can even distinguish a charismatic direction in psychology of leadership.

All of the concepts in this direction consider these characteristics of a leader charismatic:

- demonstration of strategic foresight;

- an inspiring effect on followers;

- superpowers in an impressive demonstration (impressive) management;

- trust of the followers;

- anticipation of crisis situations;

- ability to transform (convert) followers (Aberbach D., 1995; Morales J. F., Molero F., 1995; Riordan C. A., Gross T., Maloney C. C., 1994; Tepper B. J., Schriesheim C. A., 1990).

Consider some of the concepts in more detail.

1. J. Konzher and R. Kanungo develop attributive model according to which that followers attribute charismatic traits to leader, watching his behavior during three successive stages of the process:

1) assessment of the situation (taking into account the accuracy of the estimates);

2) demonstration of strategic foresight, in particular through formulation of innovative purposes;

3) demonstration the ability to lead by example and inspire followers (with an impressive management).

2. Basing on the concepts of socialized and personalized aspiration to power, imposed by D. McClelland, Howell highlights two corresponding kinds of charismatic leadership:

1) socialized charisma is characterized by:

- restraining desire for power and not using it too hard;

- induction of internalization (i.e., of values ​​common for the leader and follower);

- striving for goals that meet the needs of subordinates;

- their constant support and intellectual stimulation;

2) for a personalized charisma are typical:

- unrestrained desire for power and the increased use of this power;

- induction of identification (i.e., the relationship between the leader and followers are based on the attractiveness of the leader);

- commitment to the objectives which represents personal benefit for the leader, and by deceit or force imposed on followers;

- support of the followers demonstrated by leader only if it’s beneficial for leader.

As a result, the followers of the leader become socialized autonomous, free and responsible, and personalized - dependent, subordinate and submissive.

If socialized leaders are generally useful to the organization because they strive for goals congruent to its objectives, then personalized leaders bring benefit only in crisis situations.

3. Koetz de Vreyz considers charismatic leadership from the positions of psychoanalytical paradigm: the leader is perceived by followers as a stable father figure when he demonstrates performance of one of three roles:

- hero;

- diviner;

- savior.

In this case works the effect of the transfer process (transference). And especially sensitive to it the followers who are helpless, emotionally unstable, poorly control themselves and followers in critical situations. This situation also applies to the leader - he can move from an adequate perception of himself to a dramatic exaggeration of his achievements, seeking to increase the dependence of the followers on him. (Tepper B. J., Schriesheim C. A., 1990).

4. E. Eberbach integrates in his conception of charisma and George Boley’s theory of devotion:

- in crisis followers get "charismatic injury" that leads to deindividuation and increased almost family attachment to leader - a charismatic gomogamy (love for one person);

- crisis situation gives the power to charismatic leader and forces him to use a directive style.

5. By R. Tracy and A. Beyer, charismatic leadership in opposed to instrumental, aimed at preserving (sometimes - development) of the whole culture of the organization, which is manifested:

- in a certain ideology (implicit values, norms, attitudes);

- in cultural forms (symbols of organization, its slogans, adopted jargon, myths, legends, and so on).

This ideology and cultural norms allow members of the organization to manage with uncertainty and conflicting situations developing in the organization (Aberbach D., 1995; Morales J.F., Molero F., 1995; Tepper B.J., Schriesheim C. A., 1990).

Tendency to look at many processes in the organization, including leadership, as part of its culture is very characteristic for the modern Organizational Psychology (Ashkanasy N.M., Kennedy J., Trevor-Roberts E., 2000).

6. C. Klein and R. House believe that charisma is characterized not the leader and his follower, but the relationship between them - this is the fire that ignites, which inspires the follower. If leader with charismatic power has such relationships with all subordinates, it is a homogeneous charisma, and if only with some or few, then this is a variative charisma (Klein KJ, House RJ, 1998).

Concepts of charismatic transformational has special place in psychology of leadership.

Transformational leadership

Until the mid-1980's Ohio State University’s approach to leadership dominated in organizational psychology. They used two measures of efficiency of organization: productivity and satisfaction of those who carried out this job. In this approach were popular leadership styles (attention to subordinates and initiative structure) and also Fidler’s (business and emotional) styles and those that constitute "manager grid" by R. Blake and J. Mouton (focus on the task and the relationship). In 1985, B. Bass criticized these and similar approaches, believing that they are considering only a leadership of lower order, he called it transactional:

- interaction with the leader is a profitable exchange, dealing with him (transaction), and the degree of recognition of the followers of someone as a leader proportional to the number of different ways which leader uses to reward or punish (salaries, praise, recognition, admonition);

- such relationships with subordinates are focused on short-term goals, to maintaining the status quo.

Unlike of transactional leader, transformational leader focuses on creating long-term relationships with subordinates, so he tries to transform them so that they sought to super-achievements. Propose of a higher order leadership - transformational (sometimes it called visionary) - consists in the production and predicting changes in the organization: the attitudes, values, goals. The leader transforms his subordinates so much that they start perceiving the organization's goals as their own.

This process is carried out through four mechanisms:

1) the charisma of the leader (predicting the future and the ability to report about this);

2) intellectual stimulation (encouraging strategic thinking and rational problem solving);

3) attention to subordinates (creating a team of confederates);

4) inspiring stimulation (suggestion enthusiastic and optimistic

view of the future).

Developing the concept of transformational leadership, B. Evolio and Gibbons rejected the psychoanalytic and humanistic explanations of charisma, offering instead a constructivist:

- transformational leadership goes through four stages, ranging from immaturity, focus on yourself and finishing with ability to provide sense of security among the followers and convert them; 
- the leader does not necessarily have to be super-intellectual to perform the charismatic role.

B. Bass and B. Evolio created methods of studying such leadership - Multifactor Leadership Questionnaire (MLQ), which included in addition to four scales corresponding to the mentioned mechanisms, three scales, which measured transactional leadership (the proportion of rewards and punishment and not intrusive style).

Bass and many other scientists (J. Songeri, J. Harter, J. Hunt, Belidzha B., H. Deshler, C. Shrisheym, etc.) continue to explore the benefits of transactional and transformational leadership.

It has been shown that a team of followers woks more productive, it aims to super-achievements, and transformational leaders are estimated more by subordinates and superiors. Later, supporters of the transformational approach to leadership divided in two directions. Some of them (Tishy N. and M. Devaney, for example) began to study the behavior change of leaders in accordance with innovation in organizations; while others (B. Bass with hi colleges) studied the various distinctive traits of leaders and motivating individual follower to a higher level of achievement and aspirations (Komives S.R., 1991; Morales J.F., Molero F., 1995; Tepper B.J., Schriesheim C. A., 1990).

Humanistic approach

It can be described as an approach to leadership, centered on the follower. In fact, some of the concepts already discussed higher (idea of ​​socialized charismatic or transformational leaders) also reflect the humanistic aspirations of these scientists. Consider other original ideas that can not be attributed to charismatic nor transformational direction.

1. A. Zaleznik, not satisfied with the state of affairs in today's business world, calls to abandon "technological management", prevailing in it and get back to creative leadership. He identifies four differences between a leader and a manager:

1) the leader is focused on active goal, and the manager – on reactive; 

2) the leader directs followers to put forward new ideas, and manager helps them to successfully carry out the current work;

3) the leader prefers to act alone (despite the fact that he has developed the sense of empathy in dealing with people), and the manager is working with others (although his communication superficial, he plays formal role);

4) the leader selects himself from the environment, and the manager considers himself part of it.

Leadership is based on the influence of personality. A. Zaleznik introduces the concept of amicitia (from lat. amicitia - friendship, sympathy) - kind of an agreement between the leader and follower, which includes both the friendship and mutual business commitments.

The essence of leadership A. Zaleznik sees not in managing technology (as a set of techniques to influence other people), a low-key, unemotional behavior (which is typical, in his opinion, for managers), and in the works, production of new ideas and emotion - traits of such leadership he noticed in Japanese management (Sashkin M., 1990). 

2. The leader is seen as a traiblazer - creator of new ways and means, the pioneer, the innovator. Such a program of personal leadership offers 

J. Klegg to solve the problem of mass dismissal of the middle managers control. With the awards, recognition and retraining managers can become trailblazers, and he believes that it can be beneficial for organizations.

Allocated ten metaphors that describe various aspects of the leader as an innovator, a pioneer, i.e. trailblazer (together with the latter - a general - is a metaphor for their eleven):

- predecessor, who was the first by a factor of time - before anyone suggested an idea or done something;

- pioneer - the first by a factor of space - time – he was at a certain place before the others;

- trailblazer - the first one who found the route, the path to the goal;

- expert - the most highly qualified;

- authority - owns more knowledge and information;

- master - has more capabilities;

- superior - has the most power and influence;

- senior - has more experience;

- scholar - the most educated;

- inventor - invented the best technology;

- innovator - creator of the best paradigm, plan or model (Klagge J., 1996).

This concept is especially valuable extension of the concept of leadership, comprehension of the old and the introduction of new metaphors associated with it. The important point is also the focus on the creative side of the leader: to be an innovator, you should always be in a creative search. Such leaders will be in demand by modern organizations and life in general.

3. In 1977 Bandura suggested the idea of self-management (based on the self-influence, self-control of subordinates). And 12 years later Ch. Mens and G. Sims formulated the concept, which is called super-leadership, but it has nothing to do with "heroic" direction which was developed in the XIX century, but rather the opposite of him. Super-leader should facilitate the emergence of self-leadership in subordinates, not acting as director, but as a teacher and educator, he encourages them to set personal goals, do not be afraid to make mistakes (except with serious consequences), comments are made in such a form, so they don’t loose desire to be self-leaders. 

If other theories encouraged to reflect on how leaders manage his employees, focusing on controlling function, this concept focuses on the educational function of the leader - he should teach their employees to manage themselves. Immediately there were doubts in too optimistic view of Ch. Mensah and G. Sims to workers - not all of which is characterized by the motivation to self-government, which the authors of the concept consider to be natural (Zaccaro S.J., 1990).

4. Even greater concern for the followers can be seen in the developed by Robert Greenleaf concept of servant-leadership. It was published in 1970, and in 1980-1990s it was widespread. As acknowledged by R. Greenleaf, he was impressed by story G. Hesse "Journey to the East", which dealt with the group of travelers. When servant who accompanied them and cared for them, disappeared, they realized they could not live without him, and the group disbanded. And R. Greenleaf created the concept: the leader should be such man: he must serve the people, take care of their needs. He identified the following characteristics of the servant-leader:

- first of all - a desire to serve others;

- desire to lead;

- personal growth (during which the leader becomes wiser, autonomous, free, moral), 

- lack of privilege in society.

R. Greenleaf ideas are widely used in the U.S., in it’s seemingly individualized community, as well as in other countries (the UK, for example) in business, in government, universities, religious and non-profit organizations. There are special programs, teaching servant leadership, they are realized in the center, nameв after him (Lloyd B., 1996; Spears L., 1996).

5. There are other humanistic concepts that E. Kudryashov (1996) refers to the value. An example is the concept developed by G. Feyerholm. He uses a concept introduced by M. Lowe - "stakeholders" – this is the team of the leader’s followers. The leader determines the value of the organization, encourages creativity by creating a united team of followers who view the organization's goals as their own (and they are often the holders of its shares). They are actively participating in leadership process – and as a result arises some kind of team leadership (EV Kudryashov, 1996).

This strengthening of the role of followers - from passive to nearly leadership position; changes in leadership functions - from education to controlling function and change the understanding of leadership - from a dominant, aggressive, assertive, competitive, Machiavellian, manipulative, selfish to the cooperative, democratic and noble, who refused from benefits (in our terminology - the transition from competitive to cooperative leadership model), are progressive trends in modern psychology of leadership.

6. One would think that the emergence of humanistic tendencies in the behavior of the leader sounds encouraging. However, we would be far from reality, if we wouldn’t mention the opposite trend in life and science - let's call it "inhuman" leadership. Violent behavior of the leader (and manager) in relation to followers - not a new phenomenon (some rulers cut heads of his lieges, informal leaders of deviant groups have resorted to beating and political leaders did not hesitate to use immoral technologies - not only in relation to its competitors, but also to their voters – those who they were going to lead in the future.) However, psychologists around the world in mainly focused their attention on the positive leadership. The realities of life made organizational psychologists to primarily explore new kind of leadership - deviant, cruel.

There came a name for this type of leadership - destructive. This notion was introduced by S. Einars (Aasland MS, Skogstad A., Einarsen S., 2005) and his colleagues from Norway. In contrast to the constructive leadership style he identified three types of destructive:

1) popular, but disloyal;

2) destructive ("derailed", literally - "off the rails");

3) tyrannical.

These names are not yet well established, and Norwegian psychologists have proposed one more term that refers to a special type of relationships of manager and subordinate, causing associations with bullfighting in Spain - "bullying" ("bulling" - rude tone of statements, assault and battery, etc.). We think this is a very important aspect of leader’s and manager’s activity – negative.
In fact, in organizations often the source of many negative emotional experiences (grief, anger, frustration, disappointment etc.) for employees is their boss (and his emotional behavioral responses), while, according to the case studies, the individuals with avoidant style in relationships felt anger in response to intemperance and betrayal of the boss and anxious people experienced frustration when he was excessively critical (data from British researcher Annie Game (Game A.M., 2005)).

Studies of "victims" of management, called "bulling" (already mentioned Norwegian group of psychologists and B. Mayer and other scientists from Italy (Majer V., Giorgi G., Fabio A.D., Bazzucchi M., 2005)).

Many scientists study now "victims" of management, called "bulling" (already mentioned Norwegian group of psychologists and B. Mayer and other scientists from Italy (Majer V., Giorgi G., Fabio AD, Bazzucchi M., 2005)). With these "victims" are connected and work on the study of "mobbing"- psychological terror (often involving sex and violence) which affects a lot of employees in organizations. Negative role of managers in the process have revealed, for example, an Italian psychologists - H. Trentini and his colleagues (Trentini G., Bustreo M., Trentini A., Bolla MC, 2005). Managers which apply positive leadership style ("real leaders"), not resort to mobbing in contrast to "negative leaders".

Mobbing leads to variety of adverse effects: a decrease in labor productivity, frequent diseases of staff and in general - to "ill health" of the organization. According to M. Saint-Germain (Saint-Germain M., 2005) from Canada, mobbing is more common in poorly managed organizations with poor communication, lots of conflicts and relationships that exclude support. The program to combat mobbing includes:

- changes in the structure of power in the organization;

- training stuff overcome mobbing techniques;

- changing behavior of "aggressor";

- assistance to victims.

Nick Shmiel (Shmiel N., 2005) from the UK (until recently President of the European Association of organizational psychology - EAWOP) paid attention to the fact that in the investigation of accidents in the organizations using self-report usually get underreporting (i.e., the situation in organizations is even worse than we have in the study), and an important factor in creating a safe environment in the workplace is subordination of the relevant rules and the ability to anticipate the likely damage. 

It seems that a similar "embellishment of reality" we have in the case of destructive leadership and mobbing - the breadth of their distribution, obviously, is large enough. That is why the study of these phenomena is very urgent task. So we've seen a lot of concepts and approaches to leadership. Which of them are considered to be more worthy of attention? There are two important criteria: the test of time and popularity.

There are the following parameters of popularity of a theory (although we understand that you can select different criteria and parameters):

a) the number of followers for many years supporting and developing it and even criticizing - usually all of the most prominent ideas subjected to fierce criticism;

b) the number of investigations carried out to its position;

c) the number of organizations that have adopted the ideas, methods, tips of this theory, i.e. implemented results.

If we take into account the history of the study of leadership, not just last quarter of the XX century, the most significant contributions to American psychology of leadership have made studies using the following ideas:

1) behavioral paradigm, and psychoanalytic and cognitive paradigm;

2) all approaches - personal, situational, interactional, and humanistic;

3) the specific concepts - F. Fiedler, R. House, scientists of Ohio State University, theory of LMX, the theory of transformational and charismatic leadership.

Currently leadership is studied in many European countries: in France (J. Faile, G. Dzhohennort), Germany (F. Camps, M. Kelber), Denmark (J. Jensen), Norway (A. Tenmann, J. Dzhorstad), UK (B. Henrikus, R. Keane, James E., P. Kunstler, J. Barton, T. Meleymd, M. Bresnen, P. Rosenthal, D. Guest, D. Eberbech, G. Landau, M. Lyafrens), the Netherlands (A.P. Leblenk, R. de Jong, J. Girsing, J. Furda), Poland (K. Royan) and in Canada (M. Dzheviden, B. Bemmels, S. Kay).

Still the most of research are made in the United States (R. Stogdill, G. Lippitt, F. Fiedler, E. Bogardus, R. House, A. Igli, K. Bertol and many others) - in 1974 by R. Stogdill for his fundamental "Guide to Leadership" selected 5000 most important works (Stogdill R.M., 1974). Later, appeared a figure of 7000 (Alifanov S.A., 1991), but it is not final.

Formed the whole areas of psychology of leadership which study different aspects of the problem: leadership in organizations, political, gender, cross-cultural leadership. In the U.S., 32 research centers involved in leadership (See E. Kudryashov, 1996).

These figures indicate the priority of the American psychology of leadership, its the relevance in this country. But this fact has its drawbacks - are accepted phenomena, theory, born in one country, which can distort the "world picture "of leadership.

Although studies of leadership are conducted in Mexico (M. Liel), Japan (W. Tanaka, Y. Nagata, F. Seki, Y. Neysumi), China (B.-S.Cheng), Australia (G. O'Brien, F. Harry, E. Cox), South Africa (C. Orpen), the Philippines, Ceylon, in Honduras, and so on (see, for example, Cox E., 1996; Farh J.L., Dobbins G.H.,Cheng B.-S., 1991; Orpen C., 1977; O'Brien G.E., Harry F., 1977; Tanaka Y., England G. W., 1972), yet most of them are held in one culture - European-American, as well as other social and psychological researches. N.M. Lebedeva (1999) rightly complains that 90% of all psychosocial work lays in this culture, that is, the "representatives" of 7% of the Earth population. Therefore there is the need for active learning in other leadership cultures.

1.3. Psychology of leadership in Russia

In the mid 80-ies of XX century in the Russian psychology of leadership occurred changes, reflecting the democratic and economic changes in society.

It was taken away the prohibition on some of the themes and concepts (research of political leaders, ethnic differences of leaders etc.). New objects of research appeared the businessmen, the delegates and their voters etc. In addition, the increasing number of psychologists and their practical orientation led to a whole field of psychology of leadership, including applied researches.

We will begin a review of some of the concepts and the study of not enough developed themes. The study of leadership in the past decade and a half has found the following features:

1) a quantitative increase of researches on the problem;

2) appearance of new sectors: political, organizational, sport, educational, family leadership;

3) the transition from harsh criticism to a serious analysis of the achievements of world science;

4) review of the concept of leadership and the emergence of new terms associated with it;

5) the development of the age aspect of leadership;

6) the emergence of new concepts;

6) the formation of a gender approach to leadership

7) conduct of the first cross-cultural studies of leadership;

8) the emergence of the interdisciplinary researches in psychology of leadership.

Consider some of these features in more detail.

1. The most rapidly developing research in the mainstream of political leadership psychology of E.V. Egorova (1983), L. Olshansky, L.Y. Gozman, E. B. Shestopal (1996), A.I. Yuryeva (1992), G.G. Diligensky (1996), I.G. Dubova, S.R. Pantileeva (1992), M. I. Medvedev (1992), V.P. Peshkov (1994) S. S. Sokol (1990), P.V. Solomka (1992), V.A. Frolov (1992) and others

They studied the following problems:

- analysis of the personality of the presidents (Boris Yeltsin, Michael Gorbachev) and leaders of political parties;

- development of their communication skills;

- leadership in the system "delegate-voter";

- image of a political leader;

- strike leadership of the labor movement, etc.

These studies were mostly of an applied nature.

Representatives of areas which are close to social psychology also studied the political leadership. Sociologists, for example, used the achievements of psychologists and psychology to enrich their ideas. Representatives from other areas of psychology, not previously associated with social, also appealed to the leadership. Thus, V.F. Petrenko, O. Mitin (1997) used general psychological psychosemantic approach in the study of political mentality and attitude to the leaders of political parties in a number of neighboring countries.

In general, at this stage, there is an increasing interdisciplinarity in the study of leadership, not just political.

2. Begun in 1960 by Leningrad, Moscow, Kostroma, Kursk-social-psychological schools, at this stage, the study of organizational leadership continued in the framework of:

a) the social psychology of management – studies of A.L. Swiencicki and colleges (1986), I.P. Volkov (1989), A.L. Zhuravlev (1983), P. Platonov (1992), V.A. Tolochek (1995) and others;

b) the psychology of management (G.S. Nikiforov with colleagues (Psychology of Management, 1997)), etc.

There are new aspects to this problem:

- motivation of the head;

- interaction styles of managers of different levels;

- female and cultural management, etc.

3. Appeared psychology of sport leadership: V. Goncharov (1971), T. Dzhamgarov, V. Rumyantsev 1983), R.L. Krichevsky, M. Ryzhak (1985) and others, using all achievements of psychology of leadership, established specific features of sport leaders.

4. Scientists continued studying of leadership in learning groups - (still one of the most popular social subjects for psychologists) E.M. Dubovskaya (1984), A.A.Rusalinova (1968), T.M. Shcheglova (1987), T. Kryukova (1986), N. Komarova (1997), T. V. Bendas, S. V. Soloviev, 1987), etc.

5. Certain types of leadership are not enough studied. It relates primarily to the so-called leaders with a negative direction, or deviant leaders: M.S.Polanskiy (1991) made research devoted to such leadership in military units but this is an exception.

6. Although the problem of sexual dimorphism is a classic for Russian psychology (especially for school of B.G. Ananiev), however not many authors at this stage study sex or gender differences of leaders: V. Rumyantseva (1989), N.V. Khodyreva (Psychology of Management, 1997) J.H. Logvinov (1996), T.V. Bendas (1999, 2000), etc. N.V. Khodyreva describes the obstacles which women experiencing when they enter business:

- gender socialization;

- gender stereotypes, including language and tools of the media;

- distribution of partner roles.

V. Rumyantseva (1989) found differences in the structures of leadership status. In sports teams of the highest achievements - both male and female: the first was characterized by a rigid hierarchy and pronounced leadership status, the second - "fuzzy" structure.

J.H. Logvinov (1996), studying the youth leaders in situations whether or lack of social deprivation (in the Chernobyl trace), found the following:

- in both situations, the leaders became more often girls than boys;

- their leadership was rather the "partial" than "absolute";

- those who have been in the "contaminated" areas were distinguished not only from the young men, but from other young female leaders by increased anxiety and perseverance.

In studies of T.V. Bendas, performed independently and with co-workers, were found:

- greater productivity of male student groups and male leaders, compared with women in the experimental tasks (real groups were studied in a laboratory experiment);

- predominance of authoritarian traits in female leaders and democratic - in male leaders (groups of seniors);

- women - leaders of student groups were younger their followers, and male leaders;

- a female student groups showed a greater mismatch between formal and informal leadership than in men;

- study of women - masters garment factory - showed their desire to the leadership and responsibility, focus on relationships with others, desire to educate people and make independent decisions, the most common were authoritarian and democratic styles of leadership;

- existence of the principle of obligation in relation to the male leadership of the part of women - ordinary members of the group, especially in «male» (technical) groups
- the women leaders were more sexually appealing compared to their male counterparts (T.V. Bendas, S. V. Solovieva, 1987; T.V. Bendas, 1998; S.V. Solovieva, R. S.,Sabirova, 1990, Bendas T., 2000, 2001, 2005, 2007).

Gender differences of leaders are studied also in preschoolers (Senko T.V., 1991, 1992). Overall, however, the Russian gender psychology of leadership is in a formative stage.

7. There is a new aspect in psychology of leadership – this is an age. Most of the studies devoted to child and adolescence:

a) leadership is studied in groups:

- preschoolers (T. Senko, 1991, 1992, M.A. Vikulina, 1997) or

- students (previously mentioned studies in study groups);

b) comparative studies of the leaders of all ages (N.V. Sakharova, V. Belashova, V. Dolinskaya, T.V. Bendas 2000);

c) determined the need to study the problems of leadership in the elderly and old age (G.M. Merkin, E.N. Reznikov (1994).

Consider some of the results in more detail.

The existence of leadership is in the preschool years was found not only in foreign papers. So, T. Senko established in the study groups older preschoolers:

1) the systems of the positive and negative dominance and similar chains of command;

2) a leader with a positive dominance showed the following forms of behavior: helped, praised, supervised, with a negative - forced, ordered, abused, attacked;

3) leaders are distinguished from those who submit, the higher cognitive activity;

4), the boy's mother had a dominant claim, by developing in their son’s initiative, independence, desire to find, in contrast to mothers of girls;

5) both mothers and fathers of the girls demanded more subordinate behavior than parents of boys;

6) educators and parents had conflicting requirements for children they had to simultaneously demonstrate subordinate, obedient behavior, and pro-active, active, - as a result, children behaved differently in relationships with adults and peers;

7) in general formation of the qualities associated with the dominant or submissive behavior, dependent on the requirements of parents and caregivers.

M.A. Vikulina also came to the conclusion on the legality of the use of the concept of "leadership" in the preschool years and got the following results:

1) boys more often then girls became leaders, but among the most prominent leaders were about the same number boy and girls;

2) the boys are more frequently used in games authoritarian, and girls - democratic style;

3) the girl’s leaders were interested in the relationship between participants of the activity and boys - in the activity itself;

4) the leaders have a certain set of qualities: initiative, activity, sociability, independence, perseverance, skillful, empathy;

5) were found leaders with positive and negative orientation (with the increased need for self-assertion, but without taking into account interests of the partners);

6) revealed pre-school leaders had not formed enough moral qualities, organizational abilities and adequacy of the perception of emotions by playmates.

N.V. Sakharov, studying leaders in the young, adolescence and early ages (2nd, 7th and 11th grades, respectively), to link personal characteristics of a leader with age - leaders had qualities valued among peers:

1) younger students had good marks, which caused approval by the teacher;

2) teenagers - physical development (especially boys), good physique and deviant behavior;

3) youths - visual appeal, being well provided (by parents, or by their own efforts).

In research papers of V.V Belashova and Y.V. Dolinskaya were showed that in adolescence the boys and girls become leaders with the same frequency, and among youths the girls had the advantage. They were more mature and had "educational" orientation. 

G.M. Merkina and E.N. Reznikov (1994), studying the people in the active retirement age, found that older people cease to be leaders - not only in manufacturing, but also in the domestic sphere, which sometimes is experienced by them hard enough.

These interesting studies should be continued to clarify the question of the "initial" period of leadership, its ontogeny in different age periods, and especially about the "end" of leadership (i.e., the "fading" the ability to be leader in his old age).

8. Recently, and in the Russian psychology of leadership appeared an interest to cultural aspects of leadership:

- about the need to distinguish between the management in different cultures (American, Japanese, Russian) writes G.S. Nikiforov (Psychology of Management, 1997), and A.L. Swiencicki (1986);

- data about differences of family leadership in different cultures (based on foreign studies) can be found in the work of N.Lebedeva (1999); in study T.V. Bendas and others (Bendas T., S. Soloviev, 1987; Bendas T.V., 1988), there was difference in the frequency of appearing the leaders in Russian and Kazakh student groups: in the last girls became leaders very seldom giving boys to decide group task. But in general, this aspect of psychology of leadership is still not enough developed. 

9. The emergence of new concepts is also enriched the Russian contemporary psychology of leadership. Name three such concepts: V. I. Rumyantseva (1989), R.L. Krichevsky (Krichevsky R.L., Dubovskaya E.M., 1991), G.S. Nikiforova (Psychology of Management, 1997). Let us consider them in more detail. V. I. Rumyantsev formulated the concept of the structural and functional leadership in sport. Here are its main points:

1) The process of leadership determined by three groups of factors - primary objective (macro level), objective-secondary (micro-level) and subjective (personal);

2) the different structural characteristics are hierarchically organized;

3) there are three synthesizing functions of leadership: organizational, informational and socializing;

4) instrumental and expressive leadership have different personality structures;

5) leadership in sport has a phase character, passing preparatory,

executive and correctional phase;

6) in the sphere of sports of high achievements dominates not differentiation of the roles in the group (which was found in other studies of sports teams), but integration of various leadership roles in the face of one person;

7) structuring of leadership statuses is different in male and female groups.

The concept of value exchange by R.L. Krichevsky, has found confirmation in experimental studies (E.M. Dubovsky, for example in youth groups (see Krichevsky R.L, Dubovsky E.M., 1991)), is based on the concept of identification as a mechanism of influence of the leader to the other group members:

1) the leader has the most important for the group value characteristics;

2) he is the most frequent object of identification;

3) identification often takes place on the qualities of personality that are particularly relevant to a particular member of the group and he thinks that he doesn’t have them;

4) in the interaction of group members and the leader there is as if the exchange of values ​​- the leader of the group provides a high status in return for his contribution to the group values;
5) the specificity of the leading activity of the group determines the identity of the dynamics of the process of leadership (e.g., advance of business activity compared with emotional relationships).

G.S. Nikiforov proposed to apply his concept of psychological support of professional activities in relation to the managers, treating them as members of a particular profession, not only people who perform certain duties and responsibilities of staff. This psychological support covers all stages of professional managers - from the "input" to "out" of it:

- selection of managers;

- practical psychological preparation for the profession;

- social and psychological adaptation to it;

- current diagnosis and assessment of managers;

- "output" of the profession, social and psychological adaptation to the new conditions.

In other words, he proposes an implementation of a comprehensive approach in a practical assistance to managers.

1.4. Phenomenology of leadership psychology at the present stage

In concluding this chapter we consider the current achievements of (phenomenology) leadership psychology: new concepts related to leadership, which appeared as a result of changes in the perception of it, and the classification of leadership styles.

An important component of the phenomenology of leadership, which is the base of the psychology of leadership - a concept of leadership and concepts related to it.

Although the word "leader» (leader) appeared in English in about 1300, and the leadership (leadership) - about 1800 (Stogdill R.M., 1974), but till now there is a word formation - search for terms that reflect the different aspects of this phenomenon.

1. One of the current trends manifested in the change of view to the supporters of the leader, which is reflected in their name. Remember the story of leadership psychology. At first they were called "non-leaders", that emphasized their opposition to the leader (or a neutral attitude to it), and they were often compared with the leader (Fleming E.G., 1935; Geier J.G., 1936). Then they were called "followers" - here they were already supporters of the leader (Stogdill R.M., 1974), although passive - they were waiting for a leader to lead them, to have an impact, etc.

But recently, when the theoretical views on the leadership has changed dramatically and there were theories, "centered on the follower" (and even some who claim that not followers serve to the leader, on the contrary, the leader serves the followers - see, for example, theory of servant-leadership, or serving leadership), the emergence of a new designation for the supporters of the leader was also inevitable. They were called "stakeholders" (a concept introduced by M. Lowe. Stakeholders literally - support base). And he means not scattered followers, who either will follow the leader, or not, but a close-knit team that does not just work for "the leader," but, perhaps, instead, that is, essentially a new species of leadership - team leadership.

E. Byrne (2000) also speaks about "under-leaders" - those who take the initiative in a group, performing the leadership functions instead of a true leader with authority, and J. Howell and C. Shrisheym with colleagues - the "substituters" of leaders who fulfill in different situations functions of "converters", "amps", "additionals" or direct "deputies" (see Howell J. P. et al., 1997; Schriesheim C. A., 1997).

2. We have already spoke about theories based on these concepts, as well as those which changed the understanding of a leader: in many humanistic and charismatic concepts leader regarded as something completely new - it's not just a skilled manager who owns management technology, but educator, innovator.

There are new concepts:

- trailblazer;

- super-leader (the one who is able to bring new leaders);

- self-leader (follower, who became the leader, raised by super-leader, capable of self-improvement, self-leadership);

- servant-leader (leader who loyally serves to his followers).

3. Such an understanding of leadership led to a new concept, which reflects the relationship between leadership and the formal power structure.

This is not already a relationship of coercion, this is amicitia (from lat. amicitia - friendship, sympathy) - type of agreement between a leader and a follower, which includes both friendships and mutual business commitments (Sashkin M., 1990).

4. However, along with this trend, which could be characterized as a shift of attention from the leader to the followers and the weakening position of the first, there is the opposite tendency. The concept of leadership has been consistently used in connection with the other two - power and influence.

Exactly like this - "Understanding the dynamics of power and influence in organizations" - said the famous book, edited by R. Vichio in 1997. A number of papers are devoted to the relationship between leadership and the formal power structure (Roberts H.E., Foti R.J., 1998; Howell J.P. et al., 1997). M. Lanza, for example, argues that the organization (in particular, mental health clinics) suffer from a lack of power, and to increase the efficiency of the management leader needs to strengthen its position of power - such a trend, the author claims, will be characteristic for XXI-th century (Lanza M.L., 1997a, 1997b).

In a similar vein, considers leadership E. Byrne (2000), introducing a new term – leader-eugamer - to refer to particular type: social consciousness raises him to the level of an idol, god - after death (usually violent). This point of view seems very interesting, considering the specifics of Russian culture - perhaps that we have a lot of such leaders. 

Leadership is also seen as a process of social influence (the Australian scientist K. Perry, for example (Parry K.W., 1998)).

Although the notion of influence and power associated with the concept of leadership and close to it (often leadership defined as the leading influence of the individual to the group), in our view, it would be wrong to abandon the concept of leadership.

The leader, of course, has one or more types of power by J. French and B. Raven – expert, based on coercion or payment, or legal reference (cited by Meskon et al, 1992).

However, leadership and power, in our opinion - is not the same thing. Power implies something forced, imposed on another person, some kind of manipulation, leadership is not necessarily such thing.

One can agree with M. Meskon and his colleagues (1992) that power and influence are tools for leader, his means of influence on people.

In this case, whether the leadership and influence are synonyms? Unlikely. In fact, all the people influence each other, but not all of them - the leaders. Characteristic of the latter - have a decisive influence (or – the main) on people, their opinions, emotions, and actions.

In influence you can emphasize processuality of this phenomenon, and in leadership (which is also a process of group dynamics) there is always a productive component, it is also a result of influence - as a change of opinions, emotions, and behavior of group members, as well as a decisive contribution to the achieving group tasks.

When the process of influence is successful (achieved results), one of the members of the group becomes the leader.

5. In Russian science, where for a long time differed (Parygin B.D., 1971), and even opposed the concepts of leadership and management, also there are changes.

The emergence of political leaders has caused the inevitable question: who are they - the leaders or managers? During the struggle for power - the leaders, and after successful completion - heads. No coincidence that political psychologists first drew attention to this contradiction.

H.B. Shestopal considers, for example, that such a separation of the concepts of leadership and management was due to ideological reasons in the Soviet period (Gozman L.Y., Shestopal E.B., 1996).

Whatever the reasons, but we think that now it is time to turn to the common features of leadership and management, and not just to differences. What are some of these features:

- in both processes are used the instruments of influence on people - the power and influence;

- both are the processes of group management;

- in both processes there is an effective component.

The apparent contradiction between leadership and management disappears, if we introduce the notion of degree of legitimacy of the leader (i.e., the authority that the group gives to the leader).

In this case, we will have different degrees of legitimacy:

a) low (natural leaders in the laboratory experiment);

b) the average (with the leaders, who have won their positions due to their abilities and who are already doing their part for some time – these are student leaders and the leaders of social organizations that do not receive monetary compensation for their work);

c) high (from designated leaders - leaders or managers, the political leaders, selected for certain positions, up to the president).

6. In addition to these trends seen in science, there is a change of leadership concepts in the everyday consciousness. Why is this important to us? Leadership - a process that is observed by many ordinary people, not just professional psychologists. And because of this processes of ordinary consciousness can affect psychologists. In particular, it may relate to the concept of leadership and related words (let’s give only one example, the TV journalists frequently use a phrase "charismatic leader" - in the sense of something bright - and psychologists now use it in the journalistic sense, but not in a strictly psychological). Therefore it is necessary to continue the study of representations of leadership in everyday consciousness.

T. V. Bendas made ​​such an attempt, comparing the concept of leadership in the general population (or "naive subjects") and professional psychologists. Naive subjects most often noted the following characteristics of the leader.

A. His behavior towards followers. Most often seen as the leader of "leading somebody somewhere" and "attract people." Such image of the leader was observed in all categories of the subjects, but among women it is more common than among men. This is the most common association, and it reflects the meaning of the word. But it seems to be more profound. In fact, people wait from leader that, first, he knows where to go (many people are lost in uncertainty), and secondly, he knows how to make people to follow him, and thirdly he will eventually lead to the right place (remember the various meanings of "trailblazer" - innovator, seeking new ways), in other words: the leader fulfills the function of goal-setting, knows the mechanisms of influence on people and achieves success.

B. A success of the leader. He is seen as a "winner", "champion", "occupying the first place." Most often attributed the success to a leader (including business) group of subjects, itself located at the peak of possibilities for their own success (36-50-year-olds), i.e., the projection of the observed phenomenon in the perception of leadership, reinforced by the fact that in recent years there was a dramatic improvement in the public attitude to the factor of material prosperity.

C. Part of the respondents defined the leader through attitude of followers ("they listen to him", "he has the authority, respect", "he is followed by the people" "people unwittingly obey him"). This is also a natural association, and ordinary people intuitively grasped an important feature of the leader, which scientists note (and we specifically emphasize it) - the leader can not be those outside the group, regardless of the people among whom he is popular.

D. The official position, the possession of power associated with leadership (its synonyms were "head", "commander", "leader", "leader", "president", etc.). We find that this result is very important. This justifies - to some extent - those psychologists (and a lot of them!), who believe that between leadership and management there is much in common (the first is a broader concept than the second). We considered above a set of theories, in which, in effect, no distinction is made between the leader and the manager. It seems that under the influence of common sense in the end Russian psychologists come to the opinion that it is not worth that much to distinguish between these concepts, and "designated leader" (i.e., head) is still the leader (though, of course, he can not be a leader if his official designation was not supported by actions, personal characteristics that would allow him to be perceived as the leader of the group)!

E. The emotional and volitional qualities of personality: to the leader people attributed the strength of spirit, commitment, energy, etc. These qualities are noticed all categories of subjects, but more often it is done by the youngest participants in the study. Orientation of junior category of respondents to a strong personality is formed, apparently under the influence of the mass media and, in our opinion, is symptomatic of modern society.

F. Moral characteristics (integrity, honesty, justice, rule of law, adherence to the word corresponding between words and actions, liability, etc.) are usually attributed to a positive leader. And in some cases, were meant the desired and not real leadership qualities: for example, the subject said about leader, "he must have the following qualities", essentially, when asked how they would like to see a leader, and narrowing the concept to "ideal leadership". This result can be seen as a negative experience with the leaders (when it becomes clear that some of its features are rejected by people to such an extent that he is not longer perceived as a leader), and dreams of the people of the "good" leader. Characteristically, the moral qualities of the leader was called more often by people over 50 years, which seems to us a natural consequence of the development of the individual, the influence of the life and moral experience.

G. Organizational skills are inherent to the leader and appear, in the opinion of the subjects, in the ability to "manage", "command". Such associations are quite natural, since they reflect the characteristic of the leader (often called a synonym for "leader" - the "organizer"). It is interesting that organizational skills often called as the first qualities of a leader among professional experts - is shown by numerous surveys.

H. People attribute to the leader the intellectual qualities and a high level of education. Typical were statements like "intelligent people", "cultural", "competent", "smart", etc. Despite the fact that the scientific literature proved controversial connection between intelligence and leadership, in the ordinary consciousness this association is that, apparently, reflects the expectations of followers from the leader.

I. Another category were qualities, representing the leader in negative terms (there were statements like "there isn’t many good leaders", "he is able to organize people to negative action," "insolent," "paranoid," "constantly screaming," etc.). They were called more often by men than women, who may reflect a more negative stereotype of masculine leadership over feminine (but the first one seems to be more realistic, since in this case the term "leader" is not narrowed to the notion "good leader"). In general, all categories of subjects characterized the leader rather positive than negative.

G. Characteristics of the leader associated with the situation (situational), were marked out quite rare (it is statements like "in any situation finds a way out", "fast-versed in the situation"), as well as the characteristics associated with the motivation of the leader (the "leader - the one who wants to be, leader", "seek power", "aims to be at the center"). These two factors are important, from our point of view, but apparently, are not available for direct observation of the followers and therefore not included in the everyday consciousness.

K. Note also that men more often than women paid attention to the physical strength and the gender of the leader (i.e., they meant competitive model of leadership). 

The above results characterize the implicit model (or, more precisely, a set of models) of leadership in the "naive" subjects. Have professional psychologists the similar model and whether sex affects the subject in his representation of a leader? The answer is yes.

1. In large number of properties were found convergence of views between men and women. The most important for a leader are: 

a) self-confidence; 

b) organizational skills; 

c) emotional and volitional qualities (initiative, activity, perseverance, social boldness);

d) a sense of humor; 

e) the knowledge of what to do in certain situations;

e) ambition.

Thus, despite the collapse of the "trait theory" of leadership, which professional psychologists can not be unaware of (if they studied social psychology and special courses in leadership), this theory continues to influence the formation of their implicit leadership models. Its element is the idea that a leader must necessarily have some universal set of qualities that ensure him success in every group and in every situation.

Moreover, some characteristics are in the "set" of non-specialists, and professional psychologists (self-confidence, organizational skills, emotional and volitional qualities). However, there are differences. "Naive" subjects were not marked out in the leader a sense of humor and, in contrast, focused on the success of the leadership and his behavior in respect to the followers.

2. Male psychologists ascribed to leader dominance and the desire for leadership, and women, their colleagues - the ability to speak convincingly. Here, apparently, manifested gender stereotypes. Although gender of the leader (male) named as a significant quality only by one subject (and only at the 19th place), in general, respondents attributed the quality to the leader of the same sex, as it is the dominance and leadership motivation characterize men and verbal skills – women, according to the meta-analysis of A. Feingold (Feingold A., 1994), generalized the 264 studies on gender differences, conducted in 1940-1992 of the XX century. Catherine Bertol and D. Martin came to the same conclusion in their review (Bartol K.M., Martin D.C., 1986). If we turn to terminology, we can talk about the prevalence of the competitive model of leadership among male psychologists of, and among female - a cooperative model, which can also be considered gender-typical results.

3. This conclusion becomes even more justified, if we look at the data that did not reach significance, but were close to this level. Male psychologists reported popularity, possession of common sense and strength of the spirit, and the women - the ability to get along with people, the ability to collaborate, communicate, self-understanding, emotional stability. Intelligence isolated both categories of subjects, but women appreciate it more then men.

Thus, it is possible to ascertain the presence of implicit leadership models in the "naive subjects" and professional psychologists, some similarities of these models and the influence of "trait theory" in their formation, as well as gender identity of such ideas about the leader.

1.5. Leadership styles

Recall that in the history of the study of leadership issues the researchers are often turned to the concept of style as the most stable characteristics of a leader (which is manifested in behavior, attitudes, orientation). One of the earliest mentions - in 1935, when it was discovered three styles of the leaders among pre-schoolers:

1) instrumental (involving other children in the design of game);

2) social (aimed at co-operation);

3) the "gangster" (leader sought personal goals by force and underlined disrespect for others (Stogdill R.M., 1948).)

Later, studying the work of the educator of children, Kurt Lewin discovered three leadership style (based on the distribution of power between the leader and followers), which later became a classic:

1) authoritarian (with the sole seizure of power);

2) democratic (with the delegation of power to his followers);

3) liberal or non-intrusive (the leader becomes either the member of another group or the group falls apart.)

Please note, that the allocated styles were the result of observations of the children and their teachers! Yet for many years, this classification was considered the only possible style, even when it came to the manager or the president of the country! Apparently, so great was the authority of the name of Kurt Lewin!

Although there was another parallel trend - in organizational psychology did not stop searching for other styles. So, still two classifications of styles are very common - Ohio University (action structure and goodwill) and F. Fiedler (task orientation and focus on the relationship). Also popular and five leadership styles of the "managerial grid" by R. Blake and J. Mouton based on two variables (concern for people and concern for production, productivity), "fear of poverty," "country club", "power- submission", "organizational management", "command management".

It is also common to share instrumental and expressive styles of leaders (the first is characteristic for men, and the second - for women).

In summary, at the present time in an organizational psychology are considered the most common six styles of leader behavior that reflect different aspects of the behavior, and not necessarily limited to the dichotomy of "instrumental-expressive" (or business-emotional):

1) task-oriented, or business;

2) focused on the relationship, or interpersonal;

3) authoritarian;

4) democratic;

5) structuring (directive);

6) collaborative or based on cooperation of a worker (Cann A., Siegfried D., 1990, Eagly A.H., Johnson B.T., 1990).

There is also a classification of styles suggested by A.A. Ershov, which is implicit in his method of leader’s orientation:

- to the work;

- to the psychological climate;

- to himself;

- to the official subordination (quoted by Volkov, P., 1989).

The important point, in our view, is the fact that a particular leader (or manager) can use more than one style, and all four - depending on the situation. Isolation of the orientation to himself and to the official subordination in a situation where a leader or a manager makes the decision more closely reflects reality than some other classification.

The classification of models of leadership behavior by T.V. Bendas at first, too, can be considered a stylistic. However, it covers a wider range of leadership characteristics (including personal); it contains a reference to the way to achieve leadership status.

Conclusions


Modern tendencies in psychology of leadership are:

1) the flowering of its two domains (political and institutional), 
2) the emergence of humanistic tendencies, 

3) study of the anti-humanist leader’s behavior, 

4) the formation of two new approaches - gender and cultural.

Political psychology studied mainly personality of political leaders, and process of making the foreign policy decisions. Three approaches are the most popular: 

a) psychoanalytic (Freud, H. Lasswell, Adorno and others: they created psychological portraits of political figures of the past and present), 

b) neobehavioral (J. Reiser, O. Holsti, Rosenau and others: they developed a model of individual behavior of the president; conducted a content analysis of speeches of political leaders from different countries), 

c) typological (De Rivera, J. Barber, M. Driver, etc.: created various typologies of leaders).

Most of the research of leadership conducted in organizational psychology - from the standpoint of interpretive, dyadic, transformational, charismatic, humanistic approaches.

Interpretive approach: ordinary people have their own implicit theories of leadership, which interpret behavior of the leader and attribute to him the existence of certain motives, personality traits (A. Braymen, C. Vess, etc.).

The new understanding of leadership (not group, but - dyadic) manifested in the emergence in the mid-1970s, a dyadic approach (LMX - leader-member exchange - the exchange between the leader and follower) D. Grayen. During the interaction with each of his subordinates leader generates different types of relationships: high, medium and low exchange (from trustful - to formal - managerial) in three stages (adoption, implementation and routinization of the role), using his positive resources (impact on the decision making, information, providing freedom of action, etc.), each of the followers has been actively involved in the establishment of a certain type of relationship with the leader. 

The popularity and development of the theory.

The emergence of new theories, charismatic, transformational leadership, humanistic concept.

Charismatic direction (Weber, R. House, B. Bass, etc.). The charismatic features of the leader: a demonstration of strategic foresight, inspiring effect on the followers, an impressive demonstration oа super-abilities to impressive management, trust of followers; anticipation of crises situations, and the ability to transform followers. Charismatic concepts: 1) attributive model (J. Konzher and R. Kanungo), 

2) a socialized and personalized charisma (Howell), 

3) the psychoanalytic concept of the leader as a stable father figure - a hero, a savior or prophet (Koetz de Vreyz) 

4) the concept of loyalty of followers to charismatic leader (D. Eberbach), 

5) the concept of homogeneous and variable charisma (C. Klein and R. House), etc.

A new trend: the transition from a transactional approach (up to 1980's leadership was seen as a system of transactions with subordinates) to transformational (B. Bass, B. Evola, J. Songeri, J. Hunt, and others). Leader transforms (converts) followers that they seek to super-achievements. Mechanisms of influence on subordinates: the leader's charisma, intellectual stimulation, creating team of followers, inspirational motivation. B. Bass and B. Evola - creating appropriate multifactor leadership questionnaire.

Humanistic approach (centered on followers): 

1) the concept of creative leadership and amicitia - a combination of friendly and business relations between leader and subordinates (A. Zaleznik), 

2) the personal leadership (J. Klegg) leader as "trailblazer" (innovator); 

3) the concept of "super-leadership" (C. Menzie and H. Sims): the leader, bringing up new leaders who are capable to self-improvement (self-leadership), 

4) the concept of a sideboard-leadership (R. Greenleaf), serving the needs of followers and take care of them

5) value concept of "stakeholders" (supporting base) of G. Feyerholm - the emergence of team leadership.

Strengthening the role of followers, change of the leader’s functions, changing the understanding of leadership, refused from the privileges - progressive modern trends in psychology of leadership.

At the same time there was also the opposite of humanistic tendency: destructive leadership (S. Einarsen: disloyal, disruptive, tyrannical leaders), "bullying", managers participating in "mobbing" (psychological terror), which exists in organizations.

Among the discussed concepts and approaches to leadership the most important ones are the concepts and approaches that were tested by time and popularity (popularity is determined by the number of followers, number of studies, introduced results): 

a) made ​​from the standpoint of behaviorism, psychoanalysis and cognitive psychology

b) the personal, situational, interactional, humanistic approaches

c) the concepts of Fiedler, House, Ohio State University, the theory of LMX, transformational and charismatic leadership. Researchers of the whole world continue to explore the leadership, the largest number of researchers - in the U.S.

In Russian psychology, due to political changes since the mid-1980s – appeared the new trend in the study of leadership: 

1) a study of political leaders (and their followers - the voters), 

2) ethnic diversity of leaders and executives, businessmen. 

As a result the study of leadership acquired the following traits: 

1) a quantitative increase of the research on the problem; 

2) the emergence of leader’s psychology sectors: political, organizational, sports, educational, family leadership; 

3) the transition from harsh criticism to a serious analysis of the achievements of foreign science; 

4) revising the concept of leadership and the emergence of new terms related to it;

5) the development of the age aspect;

6) the emergence of new concepts (structural-functional concept of leadership in sport by V. I. Rumyantseva, value-exchange between leader and followers by R.L. Krichevsky, the concept of psychological support of professional activity of managers by G.S. Nikiforova), the formation of a gender approach, conducting the first cross-cultural research, the emergence of the interdisciplinary leadership psychology. Despite the interesting findings in Russian research, yet remain poorly understood, many aspects of the problem: age, gender and culture, deviant leadership.

Modern advances (phenomenology) in psychology of leadership: new concepts related to leadership, classification of leadership styles.

Continues the search for the terms that reflect different aspects of the concept of leadership: 

1) supporters of the leader (previously - nonleaders, followers, now - "stakeholders" – leader’s team supporting the foundation, as well as "under-leader" and "vice-leader");

2) a new understanding of leader (the teacher, innovator – "trailblazer"; super-leader, bringing up new leaders capable of self-leadership; servant-leader, serving followers); 

3) the relationship between the leader and follower are amicitia (a combination of friendly and business relations);

4) relations between the concepts of leadership, power and influence;

5) changes in the views of Russian scientists on the relationship of leadership and management, the emergence of the concept of the degree of legitimacy of the leader, 

6) in the case studies examined the concept of leadership: in ordinary consciousness, from professional psychologists (the presence of the implicit models of leadership in both groups of subjects and representations of the leader related to the gender);

7) the possibility of using psychosemantic methods in studies of leadership, and in teaching of psychology. 

The six most common leadership styles in modern psychology of leadership (task-oriented, or business, focused on the relationship, or interpersonal, authoritarian, democratic, structuring (directive), and collaborative or co-operative with the employee). Classification of leadership styles by A.A. Ershov (focus on the business, on the psychological climate, on themselves, on the official subordination.)

Quiz

1. List the new current trends in the study of leadership. Describe each of them.

2. List the problems that the political psychology of leadership studies and name its concrete achievements.

3. What is an interpretive approach?

4. Describe the concept of LMX. Transcribe this abbreviation.

5. Tell about of the studies of a charismatic leader, list the relevant concepts and their authors, list the signs of a charismatic leader.

6. What is transformational leadership? How does it differ from the transactional?

7. Define amicitia.

8. What is super-leadership?

9. Describe the concept of a servant-leadership.

10. What is destructive leadership and "bulling"?

11. Tell about the Russian research of leadership in the last stage of its study.

12. What do you know about the concept of national leadership? Describe their essence.

13. List the new concepts associated with leadership, and give each of them definition.

14. What leadership styles are most popular in psychology of leadership?

15. List the types of leadership styles by A.A. Ershov.

Learning tasks

1. Organize a group discussion: "Can the leader or manager is to be a true humanist?"

2. Talk to five "naive" subjects of mature age, working in various organizations about existing cases of destructive leadership and mobbing from managers. Write down the stories and report them to the group. Discuss the results.

3. Make a program of work in the organization in the presence of a destructive leadership and mobbing.

4. Collect answers of ten "naive subjects" (five women and five men) to the question "Who is a leader?" Processes results in the whole group and discuss them.

5. Look for a variety of TV shows during a week (at least one a day from start to finish). Record mentioning the words associated with leadership (for example, "leader", "charisma", "supporters of the leader," and so on), and then, in what meaning they are used. Present your observations in the form of a report and discuss them in a group.

6. Do a training exercise in the form of a business game: "The leaders and managers in the organization", showing the behavior of leaders of different types: a charismatic, dyadic, servant-leader, transformational super-leader (in order to do it select five people and give them written instructions on how to behave on based on the material in this chapter.) Viewers can be challenged - guess who performs which role. Discuss the results.

Chapter 2. Effective leadership

2.1. Behavioral traits

The impact of the leader on team performance is a function of three things: Personality, Ability, and Leadership Style. Stephen R. Covey, author of Principle-Centered Leadership, identified seven behavioral traits that effective leaders demonstrate. These principles apply to the broader concerns of command and set a strong foundation for affecting leadership of teams. The seven traits are:

1. Proactiveness.

2. Imagination and Conscience.

3. Willpower.

4. Think Win/Win.

5. Courage Balanced with Consideration.

6. Synergy.

7. Continuous Improvement or Self-Renewal.

1. Proactiveness

Instill the belief in all members of the organization that "Quality begins with me, and I need to make my own decisions and be a stakeholder in the success of the organization." Team members must also be responsible for the performance of the organization.

2. Imagination and Conscience

Publicize your vision for your department through the clear expression of your hopes and purpose for your time aboard the unit. Ensure your vision considers the social responsibility you have to the people and their families.

3. Willpower

Maintain a disciplined life that focuses heavily on highly important, but not necessarily urgent activities. Take positive measures to minimize crisis management and maintain high moral values in your professional and personal life.

4. Think Win/Win

Share recognition and power by tapping the capabilities of all people in the department and routinely providing constructive feedback and praise. Attempt to reduce the friction, while recognizing that in an effective team, strength lies in diversity. Create an environment of trust.

5. Courage Balanced with Consideration

Actively listen to subordinates to clearly understand their ideas. Show restraint and respect in dealing with subordinates to maintain two-way communication. Foster mutual respect and build a complementary team where each individual strength is made productive and each individual weakness is made irrelevant.

6. Synergy

Permit solutions to be formulated through the open communication between respectful individuals. Problem-solve using information from those communications. Achieve creativity, improvement, and innovation beyond your own capability.

7. Continuous Improvement

Avoid becoming closed to new ideas. Pursue innovation and refinement in yourself and the department. Broaden cross-functional cooperation and communication; expand trust and synergy within the whole department.

2.2. Leadership competencies

Leadership competencies are measurable patterns of behavior essential to leading. We list 21 competencies consistent with our missions, work force, and core values of Honor, Respect, and Devotion to Duty.

Categories

The competencies generally fall into three broad categories: Self, Working with others, and performance, although some competencies overlap categories. Together, these leadership competencies are keys to success.

Self

Fundamental to successful development as a leader is an understanding of self and one’s own abilities, including personality, values, preferences, and potential. Competencies in this area include:

1. Accountability and Responsibility.

2. Aligning Values.

3. Followership.

4. Health and Well-Being.

5. Personal Conduct.

6. Self-Awareness and Learning.

7. Technical Proficiency.

Working With Others

Leadership involves working with and influencing others to achieve common goals. People interact with others in many ways, whether as a supervisor, mentor, manager, team member, team leader, peer, or subordinate. Positive professional relationships provide a foundation for the success of the Service. Competencies in this area include:

1. Influencing Others.

2. Respect for Others and Diversity Management.

3. Looking out for Others.

4. Effective Communication.

5. Group Dynamics.

6. Leadership Theory.

7. Mentoring.

Performance

People constantly face challenges in mission operations. To meet these challenges, leaders must apply leadership competencies in their daily duties. Because of their importance to effective team coordination, a description of the behaviors associated with these competencies is included.

2.3. Competency behaviors
Vision Development and Implementation:

1) Establish and clearly communicate objectives.
2) Initiate action and provide support and systems to achieve goals.
Customer Focus:

1) Actively seek feedback and suggestions and encourage others to do the same.
2) Ensure internal and external customer’s needs are met.
Decision-Making and Problem Solving:

1) Learn to consider and assess risks and alternatives.
2) Involve others in decisions that affect them.
Conflict Management:
1) Encourage open communication.
2) Confront conflict constructively to minimize impact to self, others, and the organization.
Performance Appraisal:

1) Articulate performance expectations to subordinates. 
2) Coach and provide feedback to subordinates.
Management and Process Improvement:
1) Evaluate progress and outcomes of current processes. 
2) Use goals, milestones, and control mechanisms to measure and manage performance. 
Workforce Management Systems:

1) Use formal reward systems to recognize positive performance.
2) Support personnel working on advancement and training.
2.4. Team leadership skills

Team leaders direct and guide the activities of other team members, stimulate personnel to work together as a team, and provide feedback to team members regarding their performance. Effective team leaders demonstrate the following behaviors:

1. Specify tasks to be assigned.

2. Coordinate the gathering of required information.

3. Make positive statements to motivate individuals and teams.

4. Ask for task related input.

5. Inform other team members of errors in a positive manner.

6. Focus the team’s attention on task.

7. Consider and assess risks and alternatives.

8. Look out for others in the team.

9. Ensure the team(s) are fully informed.

10. Inform team members of mission progress.

11. Alert others to their actual or potential work overloads.

12. Provide feedback to the team on performance.

13. Continually assess and reassess the situation.

1. Translate Objectives Into Tasks

The leader must clearly understand the mission goals and objectives and translate them into team tasks. In assigning tasks, the leader seeks the best match between team resources and tasks.

2. Coordinate Information Gathering

Ensure that information processing is not reduced. Safe operations depend upon timely information flow within the team. The leader should be alert to problems that affect information collection or the communication of information.

3. Motivate Individuals

Team performance is dependent upon each individual. Acknowledging good performance cultivates effectiveness. This type of positive reinforcement also moderates the stress inherent in operational teams.

4. Promote Input

Actively solicit and accept input from other team members. Individuals may have relevant information that the leader does not have. The leader is seen as approachable by team members so that information relevant to decision-making is received in a timely manner.

5. Trap Errors, Not People

The team has a shared responsibility for trapping errors. When someone detects a human error, that team member assumes a leadership role to reduce the impact of that error on the team. An effective leader points out error while not diminishing the respect for the team member who committed it.

6. Keep The Team Focused

Minimizes distraction, and takes action to terminate fixation or preoccupation. All team members share this responsibility and need to assume a functional leadership role to mitigate the impact of inattention on team performance.

7. Assess Risk and Alternatives

All activities carry an element of risk. Effective teams are constantly evaluating risk and looking for alternatives that will serve to manage or reduce that risk.

8. Look Out for Others

Effective leaders identify others needs and abilities. They ensure fair and equitable treatment, project high expectations for subordinates and their teams, know their job, express confidence in their abilities, and use reward systems effectively. Leaders appropriately support and assist in professional and personal situations and use formal and informal processes to resolve situations.

9. Ensure The Team(s) Are Fully Informed

Often this occurs for members and related as part of the briefing process. The key is to have all team members and their reliefs present, as well as leaders from the related teams. Members also must be made aware of key tasks and how to communicate during those tasks. Example: Aboard a cutter the bridge, deck, and engineering teams need to be briefed to facilitate mooring operations. Otherwise, an individual not fully prepared could jeopardize a perfect approach.

10. Update The Team On Mission Progress

When the leader tells the team what his/her understanding of the current state of the mission is, it allows the team to make internal alignment checks. This ensures that all team members share the same mental model. When differences in understanding exist, the effective team resolves the conflict.

11. Prevent Work Overload

The workload level is constantly changing. To help maintain an effective team, the leader monitors, recognizes, and adjusts for workload imbalances among team members. This helps reduce the potential for human error.

12. Provide Feedback

Feedback is part of the leader’s routine. Effective leaders take time at lulls in the mission and at the debrief to provide constructive critiques. This includes explaining some of the leader’s actions so the team can better understand and anticipate the leader’s point of view. It is important to provide both positive and negative feedback.

Positive Feedback: Focuses on what an individual or team does well. Positive feedback lets the person know what they should continue to do.

Negative Feedback: Focuses on problems that one or more team members perceive. Negative feedback lets the person know what they should start or stop doing, or change. Negative feedback is not punishment it is constructive criticism.

13. Continually Assess the Situation

Plans must be continually updated as new information becomes available. Effective leaders are alert for change and revise the operations plan based on changes in the situation.

2.5. How to give effective feedback

Feedback does not happen by accident; it is the result of a deliberate, on-going questioning process engaged in by the sender. Feedback must be given so that a person receiving it can hear it in the most objective and least distorted way possible. To make team members open to TIMELY feedback, the feedback must have the following characteristics:

1. Descriptive, not Evaluative.

2. Well Intended, not Hurtful.

3. Specific, not General.

4. Well timed, not Delayed.

5. Balanced, not One-Sided.

1. Describe the behavior, don't evaluate the individual. 

Feedback has more meaning when it is descriptive. Behavior or performance should be compared to successful performance or an objective standard. What success looks like and how it can be achieved should be stated. This will emphasize actions leading to a desired course of action. Avoiding evaluative language reduces the need for a defensive response.

2. Focus on the behavior, not the worth of the person.

It is difficult for anyone to respond without being defensive to highly charged comments like "That was stupid" or "You're an idiot." When giving feedback, focus on the performance, not the personality of the individual. People may sometimes act stupid or behave in an insensitive way, but that does not mean they are a stupid or an insensitive person. Evaluating a person rather than their behaviors casts you in the role of judge and makes the other person respond defensively. Provide feedback on the specific behavior that you observed.

Make specific comments, avoid generalities.

When feedback is specific, it leaves little doubt exactly what the sender is referring to or what behavior is desired for the receiver to change. Example: To be told "I want more information about the bottom" will probably not be as useful as "I want you to call out the soundings every..."

Give immediate and well-timed feedback

Timing feedback is important. Consider the significance of the situation and the person's readiness to deal with feedback. When feedback is given immediately after an event, the event is fresh in everyone's mind. When feedback is given immediately, behavior is easier to recall and feedback is not confused with subsequent events or behavior. Providing negative feedback in public may be perceived as punishment. That is why it is important that all negative feedback be constructive.

Balanced, not one-sided feedback is most effective when it highlights what was done well and what to be improved upon. To ensure clear communication, have the receiver rephrase your feedback to see if it corresponds to what you had in mind. Use the following steps:

1. Start with what went well;

2. Identify what needs to be improved;

3. Summarize by indicating how the operation went overall.

Continually assess the situation

Effective leaders are proactive. They continually monitor the plan by assessing and reassessing the situation and updating the plan based on their assessment. As a part of this process, they communicate changes to ensure that everyone is shares the same expectations and has the same information.

2.6. Types of team-leaders

Team leadership comes from either a Designated Leader or a Functional Leader. You do not have to be designated as a team leader to demonstrate leadership. Some leadership behaviors are characteristics of all effective team members. They need to be cultivated and rewarded in case the situation requires control of the team to be temporarily transferred within it.

Designated Leadership

This is the person assigned by Watch, Quarter, and Station Bill to be the team’s leader. An important role of the leader is to ensure that the team maintains Situational Awareness. The effective team leader ensures that he/she, or a designated "safety" observer, maintains some distance from the team’s activities in order to monitor behavior. Continuous monitoring of team activities is critical for detecting errors and recognizing poor judgments.

Functional Leadership

This leadership is based on knowledge or expertise. Functional Leadership has the following characteristics:

1. It is situational and temporary, not a change in command.

2. A team member with specific knowledge or expertise may assume a leadership role when this information becomes critical.

3. The Designated Leader may or may not acknowledge the change. In teams composed of a small number of individuals with a lot of experience, this change may occur automatically.

4. When the situation/challenge is resolved, Functional Leadership is discontinued.

Advantages Of Promoting Functional Leadership

To gain maximum advantage from Functional Leaders requires an atmosphere that encourages team members to voice opinions, provide information, and take the lead when necessary. Since the Designated Leader cannot be everywhere at the same time, it makes good sense to cultivate Functional Leadership among team members.

Doing so has a number of advantages, such as:

1. It allows for diversity in leadership to meet situational demands.

2. It allows the most qualified (by knowledge or expertise) individual to take charge of the situation.

3. It enhances teamwork in complex; fast-moving situations by allowing the team to collectively accomplish the mission.

4. It is an effective way to groom junior officer and enlisted personnel for increased responsibility.

Quiz

1. Match the seven effective leaders’ behavioral traits in column A with their characteristics in column B.

Effective leaders’ behavioral
	Column A


	Column B



	1. Proactiveness


	a. Publicize your vision for the organization through the clear your vision considers the expression of your hopes and purpose for your time aboard the unit. Ensure social responsibility you have to your crew.



	2. Imagination And Conscience
	b. Permit solutions to be formulated through the open communication between respectful individuals.



	3. Willpower


	c. Actively listen to subordinates to clearly understand their ideas. Show restraint and respect in dealing with subordinates to maintain tow-way communication



	4. Think Win/Win


	d. Instill the belief in all members of the organization that “Quality begins with me, and I need to make my own decisions and be a stockholder in the success of the organization”.



	5. Courage Balanced With Consideration


	e. Maintain a highly disciplined life that focuses

heavily on highly important, but not necessarily urgent activities. Take positive measures to minimize crisis management and have high moral values in your life.



	6. Synergy


	f. Avoid becoming closed to new ideas. Pursue innovation and refinement in yourself and the organization.



	7. Continuous Improvement


	g. Share recognition and power by tapping the capabilities of all people in the organization and routinely providing constructive feedback and praise.




2. List the behaviors that are demonstrated by effective team leaders

3. Define Designated Leader and give an example?

4. Define Functional Leader and give an example?

Chapter 3. Communicational skills of leader
J. Grinder and R. Bandler in their book Frogs into Princes (1979) subtracted four main skills of effective leader. They claimed that there were a few common traits expert communicators whether top therapists, top executives or top salespeople all seemed to share. Everything they did in their work was in active pursuit of a clearly held goal or objective, rather than reacting to change. And also their goal was always formulated as something achievable. Effective communicators were exceedingly flexible in approach and refused to be tied down to using their skills in any one fixed way of thinking or working. They had a strong awareness of the non-verbal feedback (unconscious communication) and had enough sensory experience to notice when they get the responses that they want. And also they had an ability to chose a resourceful state when the needed to. 

3.1. Setting an achievable goal

Communicating without a desired outcome is like traveling without a destination. You may end up in a place you really enjoy, or you may not. Enjoying your trip is a perfectly good outcome; ending up at the destination you want is also productive. 

An out come is the result you want, defined in terms of the way you would like to see things happen, the way you want to feel and what you will hear when you have our outcome. Most business people already know about goal-setting by objective. You may have placed the word outcome in the same category. But goals and objectives are in a broader category than outcomes. Outcomes are goals that have been clarified and finely honed by the use of the well-formedness conditions. In other words, if goals and objectives are like new pencils just out of a box, outcomes are like sharpened pencils that are ready to do what you want.

1. Desired State or Situation

A Desired State is an organization of internal and external behaviors and responses that represents the experience of an outcome. It is the final representation of a strategy that worked elegantly in getting that outcome. It is characterized by outcome thinking. In outcome thinking you focus on what you are moving toward, rather than something you are moving away from. Remember that whenever someone starts talking and/or thinking about what they want they are giving you external cues (nonverbal and vocal) which you can calibrate and consequently recognize in the future as being desired state. Internal states always have a corresponding external state.

2. Well-Formedness Conditions

The behavioral information you learn to detect assures that you are respond to sensory information rather than to your own interpretations, and protects the client from being cured of your problems. However, when you attend to such behavioral information, there is an overwhelming quantity of it presented with each interaction. For it to be useful to you and to the communication process is necessary to establish a specific outcome to work toward. This reduces the complexity by providing a guideline for determining the relevancy of the verbal and non-verbal information you are perceiving. Establishing a specific outcome is the prerequisite for being able to answer the recurring question, "Is this pertinent to what we are working to achieve?” Having clearly stated outcomes also provides both you and your client with a means evaluate progress.

There are five conditions that must be met for an outcome to be well-formed:

1. Stated in the Positive.

2. Demonstrated in Sensory Experience - provides an Evidence Procedure.

3. Appropriately Specified and Contextualized.

4. Initiated and Maintained by the Individual - within their Control.

5. Ecological - maintains the homeostasis of the system.

First, the outcome must be stated in the positive. Find out what someone does want, not what is unwanted. If you were helping someone arrange furniture and they said to you, "I don't want that chair there," you would not have the information to know what to do with the chair or what to put in its place. Like the person who doesn't like the position of the chair, often clients, family members and/or employees know what they don't want. For example, a job applicant telling you that she/he doesn't want to work on weekends, or an employee stating they do not like the way a particular display is set up. Some possible questions/comments for these, with the purpose of finding out what the individual wants, are: What would be the ideal work schedule for you?; What is an acceptable work schedule?; I'm curious, how would you arrange the display?; What changes to the display could be made to make it attractive?

A second criterion for a well-formed outcome is that it be demonstrable in sensory experience to both you and the person you are communicating with. Insights can be enlightening and useful but they do not constitute an experiential change. What would you and those you communicate with need to see, hear, and/or feel in order to know that you have accomplished your outcome, is the question to be answered: e.g.; if you and your family decided to have a meeting to plan a vacation what would be your evidence you had succeeded? Would you have a location selected? Would it be written down? Would the details for making arrangements be delegated to specific family members? It is imperative to determine mutually satisfying evidence procedures. Success can not be recognized unless we know when we have achieved our goal.

The third well-formedness condition is that the outcome be appropriately contextualized and specified. In what contexts do you want it? In what contexts do you not want it? When, where, with whom do you want it? If an employee tells you they think they deserve a raise and you agree, the appropriate next step is to determine specifically how much of a raise, the date the raise is effective, and the criteria each of you used to come to this conclusion.

The fourth condition which must be met for an outcome to be well-formed is that the outcome be one that can be initiated and maintained by the individual. For example, one function of a manager is to assist employees in having choices over their own experience so that their well-being can be maintained through time without the need for the manager's (or anyone else's) continued assistance. People often ask for a change in someone else's behavior - "If customers would state more specifically what they want," or "be more responsible," or "be more considerate," "then I would be more friendly and eager to assist." While this is genuinely the individual's experience, to assist them in achieving that outcome further reinforces the belief that their work experience is dependent on the behavior of others.

For an experience or behavior to be initiated and maintained by an individual assumes that he/she has the means to achieve the experience or behavior on their own. One possibility is to assist the employee in the above example by inviting them to remember other times in their life when they chose to be friendly toward people in spite of how folks were acting. Once they recall some times, regardless of how long ago, where, or with whom, you can ask them what they did then and whether or not they think that behavior might assist them now with the customer(s) with whom they were experiencing difficulty.

The fifth well-formedness condition is to preserve ecology. By definition, ecology is the branch of biology that deals with the relations between living organisms and their environments. In relation to human behavior and outcomes, we use the term to remind us that in order for a goal to be achieved the outcomes must fit into the totality of our lives and preserve a balance. 

Questions for Elicitation of a Well-Formed Outcome
	1. Stated in the Positive


	What do I/we want?



	2. Demostrated in Sensory Eperience


	What would be my evidence that I had achieved my outcome? How would you know if you were getting your outcome? What would you be doing to get it?

EB - External Behavior - what would you be seeing and hearing?

IS - Internal State - what would be feeling?

IP - Internal Processing - how would you represent this?

What would be a demonstration of it? (remember you get to see the external behavior here)



	3. Approprately Specified and Contextualized


	Where do I/we want this outcome? Where do I/we not want this outcome? When do I/we want this outcome? When do I/we not want this outcome? With whom do I/we want this outcome? With whom do I/we not want this outcome?



	4. Initiated and Maintained by the Individual


	1)What resources can I/we activate to get this outcome?

2)What resources can I/we acquire to get this outcome?

3)What can I/we do?

4)What can I/we begin to do today?

5)What can I/we continue doing?



	5. Ecological


	1)What would happen if I/we got this outcome?

2)How will getting this outcome affect other aspects of my/our life?

3)How does getting this outcome benefit me/us?

4)Is the positive by-product preserved? 




If a manager fills a particular position to have flexible work hours and the potential applicant is bound by certain time constraints (taking classes at a local university, etc.) our outcome may not be able to be obtained and preserve the well-being of that applicant. Questions like, "what resources, skills do you need to get this outcome?," or "what is the first step you can take now, toward your outcome?," or "what prevents you from getting your outcome?," assist in preserving ecology.
3.2. Developing sensory acuity

Sensory acuity is an ability to observe, examine, and interpret the external cues received from other people. Sensory acuity is used for training our minds to see and listen to the non-verbal communication such as body language, eye movements etc.

Every person unconsciously emits several external signals which are a reflection of their internal state of mind and thought processes. With increased, effective and conscious sensory acuity, we are able to catch these signals and then read them efficiently. Since there are many signals that can be emitted via this nonverbal channel of communication, it is imperative to master the sensory acuity skills in order to become a proficient communicator. If we develop our sensory acuity aptitude, we can interpret the quality of the incoming signals and use this newfound information to respond more effectively.

A complete picture of the communication is formed when we combine the verbal language used by the speaker, in addition to the nonverbal cues emitted. There is a great deal to be learnt about the speaker from the nonverbal messages, such as their hidden congruency in accordance with the words being said. By understanding and implementing these levels of communication mostly at the unconscious level, we can build a strong rapport with others. Sensory acuity also helps us give an indication regarding the quality, depth and level of the rapport and gauge the sincerity of the speaker.

Developing the sensory acuity skills needs a dedicated investment of time and practice. In addition to practicing these skills consciously every day, you must believe that you have the inherent ability to acquire these skills. You will be surprised when one fine day you start to see, hear or sense some nonverbal details of the communication that you were previously oblivious to. In order to avoid going into a wild frenzy, or being too nervous or deliberate during a conversation, concentrate on only small parts of the conversation at first. Start with only a few small bits of things to do or observe, and build on it over time as you master each part step by step.

A particular dilemma faced by beginners is the choice between staring at the person and missing some important cue by looking away. It is possible to avoid staring continuously at the speaker and maybe offending him in the process. You will need to start practicing the art of rapport building at home, work, outings, shopping etc. without drawing too much attention to yourself. Over a period of time, you will master the right amount and right time of looking at the speaker in order to capture their nonverbal response and having a meaning conversation.

Five fundamental areas

There are five fundamental areas that you can incorporate on a daily basis are:

1. Breathing:

The breathing pattern speaks volumes about the person and his state of mind. A change in the rate of breathing indicated a change in the mental state of the person. When you begin to notice a variation in the breathing rate of a person, try to observe from where the person is breathing. Notice whether the person is breathing from the stomach or the chest. You will also be able to detect a difference in the tempo and pattern of the person’s breathing. If during a conversation, you notice a change in the breathing style, try to figure out what part of the conversation triggered a change in feelings or thought for the person. Once you start to understand the breathing shifts of the person, and calibrate these shifts to their internal state of mind, you will be able to find an answer to your question even before the person responds verbally.

It is advisable however to observe the top of the shoulder of a person for capturing their breathing patterns, mostly to avoid offending the person by staring. By noticing the movement of the shoulders, you can understand a shift in breathing pattern. This will also help you concentrate and observe the expressions on the face as well. You can also practice these skills by observing breathing patterns of actors on the television by muting the volume and looking at their shoulders. Another method is to observe the pulse rate of the person, looking at the artery in the neck or the pulse rate of the vein in the temple.

2. Changes in Color:

It might seem too impossible, but the unconscious mind is already capable of picking up color changes. All you need to do is consciously practice this skill by increasing your color awareness. You will need to start seeing things in terms of contrast. Contrast can help you notice the differences in color. A person’s face is not of just one color, but has shades of pink, brown, cream, yellow etc. The colors on the face change during the conversation, and with different emotions. Once you start noticing these color changes, you can include different emotions in the conversation and calibrate these emotions against the person’s color responses.

3. Minute muscle changes:

The muscles of the face also change with different internal emotions. The facial muscles can get tense or relax according to the internal states. Try to watch the small muscles near the jaw line, around the mouth, and around the outer corner of the eye. When a person gets tense, the muscles in the forehead will get tense and the muscles around the eyes will be creased. You can try to predict these characteristics in the person by initiating a conflicting topic, and then attuning your interpretation to the muscle tones and emotions of the person. Over time, you will become adept at capturing these muscles contractions and relaxations of muscles.

4. Lower lip changes:

This technique if not performed properly might get you in trouble. You can get a lot of information about the person’s inner feelings by observing the lower lip, which is a bit difficult to control consciously. By observing the shape, color, size, texture, edges, stretching and movement, you can learn to interpret the emotions behind the action. You can start by observing the minute changes and creating a map of the emotion with the state of the lower lip. By taking a mental picture of this association, you can then use it to calibrate the emotions, and compare with other people as well.

5. Voice sounds or tones:

Tone of our voice is probably the most significant cue for nonverbal communication. An expert communicator is well trained in understanding the sound quality of the person’s voice and picking up the minute tone variations.

The voice sound and the tones are strong indications of the person’s internal state of mind. Start practicing by listening to the voice pitch, volume, tempo, rhythm, resonance and clarity. An effective tool for practice is the television or radio. Here the content of the topic is not important, but the shift in pitch and tone. Changes to these aspects will portray the internal image of the person. With increased focus and practice, you will be able to calibrate voice and tone effectively and get deeper insight into the person’s mental world. 

After practicing each of these techniques separately, you can then begin to interrelate these methods to form a more complete understanding. That is by observing the breathing patterns, color changes, lower lip movements, muscle configuration and voice patterns as a whole, you can get a more accurate picture of the internal state of mind. You can avoid being overwhelmed by the task, by splitting your practice in small chunks. Once you master one bit you can move onto the next. Over time and with a lot of dedicated practice, reading and interpreting the nonverbal signals will come naturally to you, and it will open new doors and create more opportunities for you in all walks of life

3.3. Choosing resourceful state

A combination of the internal representations of the mind and the physiology of the body form a complete state of consciousness. Such states are a part of our day-to-day life. Some states bring us empowerment whereas others limit our potential. We need to identify the triggers that cause these states and see if we can alter them. State control means an effective management of states. Only those people who can efficiently manage state control are able to achieve success. This ability to manage states differentiates between the haves and the have-nots, people who achieve their outcome and people who do not. State control is the ability to generate enhancing and supportive states, so that the right set of behaviors can be produced to attain all objectives.

The innermost potential and power can be attained by directing and managing all the prominent states. With inner power we can behave, think, speak, respond and emote is a desirable manner. In order to achieve full potential, we must understand each state and the factors that drive the state. It is not that people do not have the personal resources for mastering state management; they simply do not know how to access the resources and utilize them when needed. In addition, when we enter an unresourceful state, the other resources appear to be in deficit. State management skills can be used to empower ourselves for accessing relaxation, learning, creativity, clarity, curiosity, passion and respect. 

There are four steps to mastering state management.

1. State management

The first step is to understand the dynamics of the various states and the factors that affect them. There are two primary components of a state. The first component is the internal representations and physiology. The other component is the form and usage of physiology. You need to identify what causes a certain state of consciousness, and what it demands. Internal representations are the patterns we use to represent the world to your self, and are mostly derived from our upbringing. These representations form the basis for our values, beliefs, attitudes and understanding. Internal represents portray the content and form of your internal picture and speech within the mind.

The end result of any experience is how it is perceived in the mind. If you can learn to represent events in a productive, effective manner, you can remove all limitations and enhance the representation. By using the correct form of internal representation, you can start to think, speak and act in a more positive manner.

We always have a choice on our perception, and how we interpret an experience. This is known as the representational power. Your behavior or response to an event depends on the internal state or model of the world. These mapping functions are used to help you navigate the world.

After you master having the right kind of communication with yourself, you can start producing the right VAK signals to send to the brain in order to achieve an outcome. This will help you achieve positive results and keep your mind in the resourceful state. Your physiology will affect your state of mind. Physiology involves your posture, breathing, nervous energy, biochemistry and muscle tension or relaxation. The combination of the right kind of internal representation and physiology will result in an efficient cybernetic system that will create a unique established personality.

2. State awareness

The next step is to enhance our ability to concentrate and identify our current and ongoing states. With the help of this new sensitivity to states, we can make discriminate between the different internal representations and physiological factors that determine a state.

However, if we are exposed to a certain state over and over again, we lose the acquired awareness since the states become habitual and a part of the unconscious process. It is like the blinking of the eye; after a certain time, we cease to notice our own blinking. Therefore, it is necessary to take a step in time, and assess all our states in order to reach an ecological evaluation. 

We need to assess whether a state gives a confidence, joy, love, ecstasy, strength, perseverance etc. by utilizing our personal power resource. It might happen that a state is impeding our progress by bringing out characteristics such as depression, fear, sadness, anxiety, frustration or confusion.

Some states bring with them infinite power to achieve things, think and see clearly, feel ecstatic and vibrant, have energy to take effective actions. These are potent states and then empower our self. Other states are impotent states because they make us feel incompetent and unresourceful. These states do not make us a bad person. It is not wrong to be in such states. However bad states make us behave inappropriately. Our behavior is our reflection for the outside world, although our behavior is because of being caught in the impotent state. If we can change what we feel and think during an event, we can change our behavior.

3. State alteration

This is the step where you can learn to be in control of your states and take charge of your life. State control is our ability to change a state by accessing, changing and enhancing it. Many of our states are constantly altering over time, resulting in increased range of state awareness. In order to change the state at the conscious level, we need to identify all components of the state and alter them in order to change our representation of an experience. 

An important technique is doing a contrastive analysis of opposing states. This will give provide us key information about each state, their components, and how they affect the brain. For example, we can compare the self-esteem and self-contempt states to find out how each state is represented in our mind and how it affects the way we feel and act.

States of maximum impact

In order to determine which states create maximum impact on you, you need to explore and analyze the image, sound and sensation of each state. You can try to apply one particular state to an experience and see how it affects your perception of the experience. For example, you can replace the relaxation state with a stressful state and observe your feelings and inner perception of the experience.

When you decide to alter a state that is impotent or unsatisfactory, identify the resources required within you to bring about a positive change. For example in order to alter the state or irritation, stress or frustration, you need to acquire the state of calmness and patience. You can try out several states and choose the one that fits the best. In the end, if you can access resourceful states and alter impotent states, you can achieve personal excellence in the field of your choice.

4. State utilization

State utilization means that a person is able to access and alter his states of consciousness. It is the ability and power to apply a resource in times of need. It is not enough to be simply resourceful, but to be able to access that resource the time it is needed.

State utilization is the ability to enable internal representation and physiology shifts the moment these shifts are required. Your life will be in control of your mind, not your emotions and reactions to outside events. The power for making a change will come within you, just because you chose the right conscious state.

With utilization, you can control your mind to enter any state as per your will. When you need that extra energy, you can snap your fingers and enter the state of vigor, alertness, activity and excitement. You can enter a state of relaxation when there is a heavy workload. You can enter a state of concentration, creativity and innovativeness when you have a project at hand. This is the true power of utilization.

Think about the time when you felt the most powerful. Think of the internal representation during this time, feel being empowered. Forming the internal representation of the state will help you access that state and its internal resources. By understanding that the internal representations and physiology create the state and subsequently the behavior, you can work backwards to find out the specific steps. You can then learn to quickly change your states, and then anchor them by associating them with certain words, symbols, gestures or behaviors.

By taking a conscious action towards controlling your state, you can direct your thinking, behavior, emotions and language. Successful people are experts at tapping into their inner resources. They do not wait for things to happen to them. Instead, they take steps to access, extract, intensify and anchor their resourceful states. With less dependency on fate, and more determination and confidence in themselves, these people can achieve the objectives they set out for themselves.

3.4. Mental and behavioral flexibility

Behavior Flexibility means that we have the power to change our behavior. Like the old saying goes: Do the same thing and you will get the same results.

We understand that we all have habits and beliefs that we may not even realize that we have and that they can, and often do control things that we do. There is a variety of methods and tools to help us discover and change for success, the habits and beliefs, and ultimately our behavior so that we can experience success or the desired outcome

Thinking will ultimately be a change for success when we modify our behavior. When you change your behavior, you will change your results. If the results or outcome are not the desired outcome then we will change our behavior again and again until we experience the desired outcome. Change for success will result in your goals achieved.

One of the techniques enhancing your behavior repertoire is the Solving internal conflict method. Here are the steps:

Resolving internal conflict

1. Choose one of the two situations: you want to do something, but something inside prevents you or you want to stop doing something, but you cannot. 

2. Identify the place in your body, which is responsible for this undesirable behavior or stopper.

3. Address the question to this “power”: how are you trying to help me? What is your positive intention? 

4. As soon as you understand the positive intention ask your imagination and invent 15 other ways to achieve this intention successfully.

5. Imagine all this 15 other ways and choose at list 4 that are real and you like the most.

6. Rehearse doing this 4 variants in future.

Questions and tasks

1. What is outcome? How is it differs from goal and objective?

2. List the well-formedness conditions of the goal.

3. What questions could you ask for elicitation of a well-formed outcome?

4. Choose a goal and go through this procedure in order to get well-formed outcome.

5. What is sensory acuity?

6. How can you use your sensory acuity in communication?

7. Some simple group exercises can be done to practice and master the sensory acuity skills. In the first exercise, you can form a group of four. Each person in the group will narrate four stories about their life, out of which three are true and one is false. The narrator can place the false story in any order in the narration. Once the narration is over, the other group members will try to guess which of the four stories was false, by interpreting the facial expressions and other sensory attributes. Here the group will list down the sensory cues for each person, and calibrate them to their emotions, discussing how the expressions reflected the truth or the fiction of the story.

8. Another group exercise involves a group made up of two people. The first person holds a dollar or euro bill at the waist level and second person encloses the dollar bill near the top or centre of the bill without touching the bill. The second person gets ready to catch the dollar bill when the first person drops it. Every time the first person decides to drop the bill, he will give out a non-verbal cue through unconscious movements, which the second person will try to read and interpret. Once the second person catches the dollar bill three times in a row, he will have calibrated the unconscious movements sent out by the first person, and will give a description of his interpretation.

9. Give the definition of resourceful state.

10. What are four steps to mastering state management?

11. What are states of maximum impact?

12. How can you use resourceful states in communication? 

13. Go through steps of Resolving internal conflict technique and choose four new ways of behavior. 

14. New Orlean’s exercise 1

Purpose: To develop flexibility of behavior in internal and external states in order to deal with others more resourcefully. There might be people in your life who upset you. It may be appropriate to let them think they are succeeding, when in fact they are not. This exercise teaches the ability to operate on two levels.

1. Person В will describe behavior he finds disturbing in others to A. A will practice behaving in this way in order to elicit a less-than-resourceful state in B. If your group has three participants, person С will act as meta and will assist A in perfecting his role as antagonist to B.

2. A will repeat the behavior several times. The object is to really bother B. The more effective A is at provoking B, the better trained В will become.

3. В goes inside and finds the resources he needs in order to deal with people like А. В anchors these resources within himself. If required, В may stack anchors to develop the resource state more fully. В may also use С to help calibrate and set the anchors.

4. A tests B's resourcefulness by attempting to provoke В. В fires his anchors and either succeeds at thwarting A's provocation or succumbs to it. If В is successful, go on to 5. If less than fully successful, go back to 3 and stack more experiences and/or develop the resource state experiences more fully.

5. В will enter into another interaction with А. В will trigger his anchor prior to the encounter and will be at ease internally but will pretend to have the original non-resourceful response externally as exhibited in 1 above. At the pre-arranged time, В will "snap into" an external state of excellence.

6. If there is a third person involved (C) they monitor the exercise, demand a high quality performance from A (this is a good behavioral flexibility drill) and anchor В if necessary.

15. New Orlean’s exercise 2

Purpose: To teach behavioral flexibility. There are behaviors you may find repugnant and can not imagine yourself ever doing. Yet it would be useful to do these behaviors at certain times. This drill teaches the flexibility to perform those behaviors.

1. In groups of three: A chooses behavior (X) that is uncomfortable for him but would be useful at times. Describe this behavior and the context in which you would like to use it to B.

2. В will help A find and access the resources he needs to do X.

3. В provides A's context in order to facilitate A's demonstration of X.

4. В helps A maintain resourcerfulness. A practices his ability to access the resources he needs to X.

5 Test: During the demonstration with B, A starts out unresourceful and as the scene proceeds the meta observer, C, will signal A to access his resources. Success is achieved when A can access the behavior he wants when he wants it.

6. All members ensure that fellow participants are in appropriate states to rotate.

Chapter 4. Effective mission analysis

4.1. How to develop safe and effective operational plans

Mission Analysis is the process by which the operating plan and contingency plans are developed. It includes organizing the team to meet the mission objectives, allocating resources to perform the critical tasks, and monitoring the team and the environment to adjust resources as necessary. To be effective we must:

1.Define tasks based on mission requirements.

2.Question data or ideas as they relate to mission accomplishment.

3.Discuss long and short term plans for the mission.

4.Identify the impact of potential hazards and unplanned events on the mission.

5.Structure tasks, plans, and objectives related to the mission.

6.Thoroughly critique existing plans for potential problems.

1. Define Required Tasks

A task analysis based on anticipated mission requirements is the first step in developing an operating plan.

2. Verify Data, Double Check The Work

Plans developed around incorrect information put the team at a disadvantage. Double check data, in particular environmental conditions and external control systems (e.g. traffic schemes and communications plans), before beginning a plan. Double checks must be independent computations that arrive at the same conclusion. Ineffective double checks contribute to mishaps.

3. Discuss Objectives

All team members need to understand the mission in terms of both the short term and long term objectives. By outlining all objectives the team can provide better input on how to best achieve them.

4. Assess Risk

This requires two steps: safety risk identification and evaluation of the loss potential (e.g. catastrophic to minor). Risk assessment is a key part of the risk management process, which is discussed later in this chapter.

5. Assemble the Plan

The mission needs, resources, and assessed risks are then assembled into a plan. Safety risks that are unacceptable to the unit or the team are managed in the plan.

6.Critique the Plan

All team members should be empowered to question and provide feedback on the plan. No plan is perfect or can be designed to meet all contingencies.

Managing Risks

Risk management is a process by which we can maintain an acceptable level of safety during the conduct of our mission. Safety is defined as: "The identification and control of risk." Risk management is the identification and control of risk, according to a set of preconceived parameters. The parameters and the acceptable limits vary with the type of operation. Rescue operations, buoy tending, ice breaking, law enforcement, etc., all have different risks. Controlling the risks means we eliminate, reduce, or manage hazards that can lead to mishaps.

Operational Risk Management

Operational Risk Management (ORM) does not only apply to operational units or operational missions in the usual sense that "operations" are defined.  All levels of the organization contribute, either directly or indirectly, to operational mission successes. Every individual is responsible for identifying potential risks and compensating accordingly. Therefore, the ORM target audience includes all those involved in operations, maintenance, and support activities. A risk management program is used to encourage the making of safe decisions and stands behind those who make those decisions. The consistent application of risk management techniques can help modify team member attitudes and change motivational factors that have been known to put people at risk. Risk management philosophy is to increase mission success while reducing the risk to personnel and resources to an acceptable level.

Principals of Operational Risk Management

These basic decision-making principles must be applied before any anticipated job, task, or mission is performed:

1.Accept no unnecessary risk.

2.Make risk decisions at the appropriate level.

3.Accept risk when benefits outweigh the costs.

4.Integrate ORM into doctrine and planning

1. Accept no unnecessary risk

Unnecessary risk contributes no benefits to the safe accomplishment of a task or mission. The most logical choices for accomplishing a mission are those that meet all the mission requirements while exposing personnel and resources to the lowest possible risk.

2. Make risk decisions at the appropriate level

Making risk decisions at the appropriate level establishes clear accountability. Those accountable for the success or failure of a mission must be included in the risk decision process. Supervisors at all levels must ensure subordinates know how much risk they can accept and when they must elevate the decision to a higher level.

3. Accept risk when benefits outweigh costs

Weighing risks against opportunities and benefits helps to maximize unit capability. Even high-risk endeavors may be undertaken when there is clear knowledge that the sum of the benefits exceeds the sum of the costs.

4. Integrate ORM into doctrine and planning

To effectively apply risk management, leaders at all levels must dedicate time and resources to incorporate risk management principles into the planning and execution phases of all operations. Integrating risk management into planning as early as possible provides the decision-maker with the greatest opportunity to apply ORM principles.

Assumptions about risk-management

The Operational Risk Management program assumes:

1.Every event/evolution has some degree of risk exposure.

2.All the risks will never be known.

3.Every event/evolution requires managing risk by applying adequate risk controls.

4.Resources available to identify and manage risk are limited.

5.The goal is to eliminate all unacceptable risk in each event/evolution.

Levels of risk-management

While it would be preferable to perform an in-depth application of risk management for every task, time and other resource limitations apply. Therefore, risk management exists on three levels to meet an appropriate need:

1.Time Critical.

2.Deliberate.

3.Strategic.

1. Time Critical

Time critical risk management is an "on-the-run" mental or verbal review of the situation using the basic risk management process without necessarily recording the information. This process is used to consider risk while making decisions in a time-compressed situation. It is particularly helpful for choosing the appropriate course of action when an unplanned event occurs during execution of a planned operation or daily routine.

Deliberate

Deliberate risk management is the application of the complete process. It primarily uses experience and brainstorming to identify hazards and develop controls and is therefore most effective when done in a group. Examples of Deliberate applications include planning operations, reviewing standard operating procedures, and damage control or disaster response planning.

Strategic

This is the deliberate process with more thorough hazard identification and risk assessment involving research of available data, use of diagram and analysis tools, formal testing, or long term tracking of hazards associated with the system or operation. It is used to study the hazards associated in a complex operation or system, or one in which the hazards and their associated risks are not well understood. Examples of Strategic applications include long-term planning of complex operations, design of new equipment and major system overhaul or repair.

4.2. Operational Risk Management. Steps

Every event requires that we manage risk to keep it within acceptable boundaries (e.g. slowing to a safe speed in fog,). How we keep risks in check is therefore very important. 

Risk Management Steps
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1. Define the Mission/Task

This step is accomplished by reviewing current and planned operations describing the mission at hand. To assist with this step, construct a list or chart depicting major phases of the operation or task. Break down the operation or task into “bite-size” pieces. 

2. Identify the Hazards

The key to successfully analyzing risk is the careful definition of the hazard. Hazard identification can be accomplished by one or more of the following methods:

1. Consideration of known sources of hazards usually identified by reviewing past accidents or losses.

2. Brainstorming by a team that understands all aspects of the system under consideration. List all hazards associated with major steps in the task formulated in Step One.
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3. Identification of risk scenarios through personal observation, professional judgment, or task analysis. Potential failures (things that can go wrong) can be equipment or operational in nature and can be both internal and external to the team. Examining each element of the “PEACE” Model (Planning, Event Complexity, Asset Selection, Communication (and supervision), and Environmental Conditions) will ensure effective hazard identification in each of the following three main categories:

1) Equipment: Is the equipment functioning properly and can it be expected to function properly throughout the planned task or evolution?

2) Environment: How will the weather, sea conditions, proximity to shoals, vessel traffic, and available light affect the task or event?

3) Personnel: Is the team properly trained and capable of handling the demands of the mission?

Are they fatigued, complacent, or suffering from the affects of physical or mental stress?

Example: Your vessel is constrained by draft to navigate within the channel. You are outbound. You receive a series of reports.

1) A vessel is sighted inbound.

2) The vessel is constrained by draft.

3) The vessel is going to anchorage.

4) It has to cross the outbound channel to get to its anchorage.

5) At present course and speed, the crossing will have you close aboard.

Adequately defining the hazard often requires us to put many pieces of information together. The definition of the hazard will directly affect how you evaluate the level of risk. In the preceding example there are a number of actual and potential hazards. One hazard can be identified in the following manner: Identified Hazard: Possible collision with inbound vessel as it crosses the outbound channel. The more specific the hazard identification is, the more accurate will its risk assessment be and more thorough the development of risk control options. In planning a mission or a task, anyone can miss or fail to recognize a hazard. It is important for the team to discuss hazards to prevent this mistake.

3. Assess The Risk

Risk must be considered as it applies to the unit and the mission. Individual risk levels must be determined for each hazard identified. Risk assessment is conducted by evaluating specific elements or factors, that when combined, define risk. The level of risk must be understood as it applies to the team and/or the mission.

Two different methods to evaluate risk will be discussed later in this chapter. They differ by the way they look at the hazards you identified in step #2.

1. Specific hazards, such as those involved in launching or recovering a small boat or the meeting of two vessels in a congested waterway, can be addressed by the SPE Model.

2. General hazards: The GAR Model can address more general risk concerns, which involve planning operations, or reassessing risks as we reach milestones within our plans.

The risk assessment questioning technique

This simple technique employs the use of five questions that may be asked by anyone, anywhere, anytime. No documentation is required and this method can be applied quickly and easily. Use it to reduce risk in everything that you do. The five questions are:

1. Why am I doing it at all?

2. What could go wrong?

3. How will it affect others or me?

4. How likely is it to happen to me?

5. What can I do about it?

Example: You can promote this technique and encourage all employees to be aware of risk by distributing and wearing in the workplace tags inscribed with these five basic questions. It serves as a reminder to assess risk in all of our daily activities.

4. Identify the Options

A. Starting with the highest risk hazards as assessed in Step 3, identify as many risk control options as possible for all hazards that exceed an acceptable level of risk.

Risk control options include:

1.Spread out.

2.Transfer.

3.Avoid.

4.Accept.

5.Reduce.

1. Spread Out

Risk is commonly spread out by either increasing exposure distance or by lengthening the time between exposure events.

2. Transfer

Risk transference does not change probability or severity; however, possible losses or costs are shifted to another entity.

3. Avoid

Avoiding risk altogether requires canceling or delaying the job, mission, or operation, but is an option that is rarely exercised due to mission importance. However, it may be possible to avoid specific risks until conditions are more suitable.

4.Accept

Risk is accepted when the benefits clearly outweigh the costs, and only as much as necessary to accomplish the

mission or task.

5.Reduce

Risk can be reduced. The overall goal of risk management is to plan missions or design systems that do not contain hazards. In complex systems, however, this is usually impractical or impossible. The easiest way to reduce risk is by increasing individual awareness of the hazard and its associated risk.

B. Brainstorm a list of ways to reduce the risk levels that you considered acceptable in step #3.

C. Determine the consequences of each alternative on mission and/or team goals.

D. Select the best alternative or combination of alternatives. The mission priority and time criticality will often drive which option is chosen.

5. Evaluate Risk vs. Gain

Determine if the benefits of the operation now exceed the levels of risk that the operation presents, considering the cumulative risk of all the hazards and the long-term consequences of the decision. Very high risk versus gain decisions requires the concurrence of the appropriate level of command. The Chain of Command shares responsibility for the risks taken by your team in the performance of the mission. This step also serves as a reality check to verify that the objective is still valid. However, it is important to note that expected value of a loss differs from person to person based on individual perceptions of risk. Therefore, one should consider the perceived value as well as the expected value of a loss when making risk decisions.

6. Execute the Decision

Take action! This may mean increasing, replacing, or reassigning unit or team resources (i.e. people, equipment, and/or information), and ensuring the risk controls are known by all and enforced.

Example: Posting additional lookouts will require added watch standers. They have to be identified, notified regarding their duty, trained, and provided necessary gear and a means to communicate. A high level of risk that cannot be effectively controlled should be reported through the Chain of Command to the appropriate leadership level!

7. Monitor the Situation

Are the controls and risks in balance? Are changes to the operation, equipment, environment, and/or people effective in lowering risk? It is important to remember that risk management is a continuous process! React to changes in the situation by returning to Step #1. At key points in the mission, it is important to assess risk. 
4.3. GAR Model

More general risk concerns that involve operations planning or reassessing risks as milestones are achieved can be addressed using the GAR Model. Identified 6 elements that affect risk in operations.

1.Supervision.

2.Planning.

3.Team Selection.

4.Team Fitness.

5.Environment.

6.Task Complexity.

These elements are incorporated into the GAR (Green, Amber, Red) Risk Assessment Model. 
1. Supervision

Supervisory Control considers how qualified the supervisor is and whether effective supervision is taking place. Even if a person is qualified to perform a task, supervision acts as a control to minimize risk. This may simply be someone checking what is being done to ensure it is being done correctly. The higher the risk, the more the supervisor needs to be focused on observing and checking. A supervisor who is actively involved in a task (doing something) is easily distracted and should not be considered an effective safety observer in moderate to high-risk conditions.

2. Planning

Planning and preparation should consider how much information you have, how clear it is, and how much time you have to plan the evolution or evaluate the situation. 

3. Team Selection

Team selection should consider the qualifications and experience level of the individuals used for the specific event/evolution. Individuals may need to be replaced during the event/evolution and the experience level of the new team members should be assessed.

4. Team Fitness

Team fitness should consider the physical and mental state of the crew. This is a function of the amount and quality of rest a crewmember has had. Quality of rest should consider how the ship rides, its habitability, potential sleep length, and any interruptions. Fatigue normally becomes a factor after 18 hours without rest; however, lack of quality sleep builds a deficit that worsens the effects of fatigue.

5. Environment

Environment should consider factors affecting personnel performance as well as the performance of the asset or resource. This includes, but is not limited to, time of day, temperature, humidity, precipitation, wind and sea conditions, proximity of aerial/navigational hazards and other exposures (e.g., oxygen deficiency, toxic chemicals, and/or injury from falls and sharp objects).

6. Event or Evolution Complexity

Event/Evolution complexity should consider both the required time and the situation. Generally, the longer one is exposed to a hazard, the greater are the risks. However, each circumstance is unique. For example, more iterations of an evolution can increase the opportunity for a loss to occur, but may have the positive effect of improving the proficiency of the team, thus possibly decreasing the chance of error. This would depend upon the experience level of the team. The situation includes considering how long the environmental conditions will remain stable and the complexity of the work.
Calculating Risk Using GAR Model
To compute the total level of risk for each hazard previously identified, assign a risk code of 0 (For No Risk) through 10 (For Maximum Risk) to each of the six elements. This is your personal estimate of the risk. Add the risk scores to come up with a Total Risk Score for each hazard.

Color Coding Risk
The mission risk can be visualized using the colors of a traffic light. 







________

The GAR Model is good for a general assessment of a task or mission
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If the total risk value falls in the GREEN ZONE (1-23), risk is rated as low. If the total risk value falls in the AMBER ZONE (24-44), risk is moderate and you should consider adopting procedures to minimize the risk. If the total value falls in the RED ZONE (45-60), you should implement measures to reduce the risk prior to starting the event or evolution.
Briefing

The briefing includes not only what you will be doing, but also how it will be done. The success of the plan is often determined by the quality of the briefing process. Briefings fall into two categories: Brief and Debrief.

Brief

The Brief sets the stage for what is to follow. It clarifies expectations for team members and establishes the ground rules for the task. Make the following process part of your routine Brief:

1.Specify desired results.

2.Set expectations.

3.Clarify responsibilities.

4.Identify available resources.

5.Establish a climate for learning.

6.Accept/encourage input from team members.

7.Maintain a positive attitude.

8.Define accountability.

1. Specify Desired Results

What is the desired result or objective? What do you want in terms of quality and quantity?

Example: "It’s important that we arrive at our destination such that the first line is on the pier by 0900. We have to be sharp in our final approach because the City Fathers will be waiting on the pier to greet us to their city."

2. Set Expectations

Explain what you expect from other team members and what they can expect from you, as well as from the mission. This is also your opportunity to ensure that your expectations of fellow team members are accurate and that there have been no changes in personnel, equipment, etc. that will affect the outcome of the mission.

3. Clarify Responsibilities

Discuss with the team whatever principles, policies, and procedures are considered essential to achieving the desired results. Review lessons learned to determine critical tasks and "No-No’s". When identifying "No-No’s", also identify what level of initiative is expected from specific team members (i.e. Wait until told; Ask whenever there is a question; Always provide a recommended course of action; Do it and report your actions immediately; or, Report back routinely).

Example: "It is highly important that we stay alert to traffic communications since we will be mooring at a blind bend in the river. The OOD is to keep me abreast of all communications between traffic within one mile of us. "

4. Identify Available Resources

Ensure the team has all applicable information and that equipment capability is understood. Ensure all personnel who have a need to know have been included in the team planning process. For major evolutions, that means several shipboard teams need to be represented at planning briefs. 

5. Establish a Climate for Learning 

There is a learning opportunity available during each and every task or evolution. Create a climate for learning by ensuring that all team members understand this is an objective and take advantage of the opportunities as they arise.

Accept/Encourage Input

If you truly want team members to be assertive, you must give them permission to do so. The time you spend encouraging and accepting input during the Brief will set the stage for the rest of the mission.

Maintain a Positive Attitude

Your attitude as a team leader is contagious. A positive attitude demonstrated by the leader will lead to positive attitudes by all team members. This is especially critical during high risk, high stress missions.

Make Your Team Accountable

Ensure team members understand the standards for performance (e.g. Navigation Standards, Standing Orders, SOPs, Training Assessment/Ready For Operations Checklists etc.) that will be used in evaluating the results. Set aside a specific time when you will debrief the team.

Debrief

The Debrief provides an opportunity to evaluate and recognize teams or individuals for their performance. This includes identifying areas where performance needs improvement. It is a feedback session. Make the following behaviors part of your routine Debrief:

1.Conduct self-critique.

2.Accept/encourage feedback and suggestions.

3.Focus on process.

4.Demonstrate consistency.

1. Conduct Self Critique

Openly critique your actions and determine what you can learn from them. Encourage similar behavior on the part of other team members. This should be approached as an opportunity to learn from recent experience. Unless you are aware of your performance, you cannot know what you should continue doing or what you should change.

2. Encourage Feedback

Be open to feedback and actively solicit it.

3. Focus On Process

It is important that the team understands its effectiveness in the process. Doing things right is only half way to effective team coordination. Doing "the right thing right" is the ultimate goal. In describing process, address: what, why, how, when, where, as well as who. When evaluating individuals or teams, apply the principles of Effective Feedback.

4. Demonstrate Consistency

Make debriefs a routine part of the job. They are critical to continuous improvement and doing "the right thing right." Make time for the debriefing process!

Quiz

1. What are the steps that effective leaders use to develop safe and effective operational plans?

2. What are the six elements of the GAR Risk Assessment Model?

3. What are the seven steps in the risk management process?

5. What is the purpose of a routine Brief?

6. What is the purpose of a routine Debrief?

Chapter 5. Decision-Making

Decision-making is an essential skill for operational team leaders. Applying a systematic method to solve problems is critical to team performance and the safety of operations. Team members share the responsibility for solving problems by contributing timely and valuable information to the team leader.

Observable Behavior In Making Sound Decisions

The following actions have been observed in effective decision-making.

1. Gather information before making a decision.

2. Cross check information sources for agreement.

3. Identify alternatives/contingencies so that possible solutions may be explored.

4. Discuss consequences of decisions in an effort to enhance

the decision-making process.

5. Provide the rationale for decisions.

5.1. Decision-Making strategies

There are six decision strategies we use to make decisions. They are used either consciously or unconsciously. These strategies form the basis for how and ‘if’ we solve problems. We need to know how we make decisions and ensure we have good decision-making habits. The six strategies are:

1. Minimize

2. Moralize

3. Muddle

4. Scan

5. Deny

6. Optimize

1. Minimize

Select a course of action based on a minimum set of requirements. Once the minimum requirements are established the mind searches for and selects the first course of action that satisfies the minimum requirements set. 

Example: The leader tells his team, "All we have to do is keep the vessel off the shoals! Just take a fix when we aren’t sure where we are." Disadvantage: Results in a superficial search for additional information.

2. Moralize

Make a decision based on a perceived moral obligation. Factors leading to this strategy often include requests by individuals in authority, direct orders, and perceived life and death situations where the team member feels he/she can make the difference. 

Example: Many times we continue to make heroic attempts to save vessels that are on fire or sinking, when the situation is really a salvage operation. Another example would be Get-Home-It is.

Disadvantage: Decisions are made without considering sufficient alternatives. Higher risks are taken than necessary, especially during SAR cases.

4. Muddle

Incremental decision making. The focus is on crisis management or “putting out fires”, rather than selecting a superior course of action. This usually starts with minor safety shortcuts that continue until they reach the point where the team member makes serious mistakes. The team member downplays the significance of change in a situation by engaging in superficial decision making. Risk management is not done.

Example: Several course corrections are ordered to correct for being off track without any information on the observed set and drift.

Disadvantage: Continued deviations will eventually lead to a mishap or accident.

5. Scan

Solve a problem by classifying information as either "important” or “unimportant"”. Scanning is then done on only those alternatives containing "important" information. All other alternatives are treated as superficial.

Example: Only relying on time to turn based on fix information, when turn bearings or ranges could have been used.

 Disadvantage: Leads to a failure to properly assess potentially serious problems.

6. Deny

Eliminate the problem by denying it exists. This generally happens when stress is extremely high and one can’t cope.

Example: The conn is having a hard time resolving the navigation picture, when he realizes that a close aboard situation with another ship is likely. He eliminates the possibility of a collision by insisting that the other ship will take timely appropriate action. No contingencies are considered.

Disadvantage: The problem is not solved and the decision-maker cuts off all additional information that could increase his/her stress.

Are these 5 strategies ever effective? 

When we do not have much time, don’t we do the minimum to get by? Don’t we take shortcuts that do not have serious consequences? In emergencies, don’t we separate important from unimportant information?

Do we always not have enough time, or is everything an emergency?

If the answer is yes, we may be habitually using these decision strategies. This unconscious habit increases our risk of a mishap.

If the answer is no, we have to determine how frequently and why we are faced with these crises. Making a conscious decision to solve a problem is good. When we do this, the questions asked earlier describe the ways we can prioritize alternatives, not a decision strategy.

Optimizing

The sixth and most effective decision strategy is Optimizing. It considers a wide range of choices and weighs each of the consequences. Each of the other strategies limits decision making effectiveness, because they failed to fully examine and process all available data. To ensure all available data are effectively used in making a decision, it is best to use a structured approach. The Decide Model provides a 6-step process to make decisions. The model has been used successfully in the aviation industry for some time and is described in DOT/FAA/PM-86/45, Aeronautical Decision Making for Helicopter Pilots.

5.2. Decide Model

Structured Decision Making

D Detect change

E Estimate significance of change

I Identify options

C Choose outcome

D Do best option

E Evaluate results

D – Detect Change

You can't solve a problem unless you know it exists. Change exists when there is a difference between "what is happening" and "what is desired to happen."

E – Estimate Its Affect On The Situation

This requires that the team verify its information and the affect the information has on the situation. It also requires us to determine if we need to react to the change. Questions that help estimate the significance include:

Who is affected; who is not?

What situation is affected; what related things are not affected?

Where is the problem?

When did the problem occur?

Do areas affected by the problem affect other areas? To what extent?

Pitfall: Too often, teams detect change and want to immediately take action without a thorough analysis.

Example: Making continual course corrections for set and drift may not be the best course of action.

What may be seen as an environmental force being exerted on the vessel may actually be an uncorrected error in navigation fixing.

C - Choose An Objective

An objective is not an alternative; it is the final measure of success. This could also be an intermediate objective that will get the team back on track with the mission plan, or an entirely new objective. Objective selection may be the most important step in the process. The final solution will be driven by the objective that is selected.

Pitfall: Select the wrong objective and you will probably arrive at an incomplete or incorrect solution. As a result, the team may become wrapped up in crisis management.

I – Identify Alternatives

The more choices available to decision-makers, the more likely an optimal solution can be found. Lessons learned from navigational mishap analysis point out that problems could have been detected early and that ample time existed to identify more than one alternative. Given that teams are composed of more than one person, the resources required to identify more than one alternative are usually available.

Pitfall: Too often, team members believe that they don’t have the time to make suggestions, even when they see other alternatives. Usually the first course of action considered is the one taken. Conducting only a superficial search for alternatives results in less than optimum decisions.

D - Do The Best Alternative

The risk to safety of each alternative should be assessed along with its conformance to established standards (e.g. Rules of the Road). Effective teams routinely update contingencies during the mission so that the time it takes to affect this step is minimal. Act in accordance with the alternative that best satisfies mission and safety criteria. Pitfall: Too often, teams take shortcuts in choosing the best alternative by willfully not complying with known practices of prudent mariners and/or ignoring effective risk management principles.

E - Evaluate The Decision

Evaluation provides team members with feedback on the effects of their decisions. This in turn provides information regarding the need to adjust to additional change. If the alternative selected does not meet the objective, the problem solving process starts again.

Affect of stress on decision-making

When an individual is faced with a decision in a high stress or crisis situation two factors must be considered: To make a good decision; and to reduce the level of stress. There is usually an attempt on the part of the decision-maker to select a decision that will not only solve the problem but also reduce the stress. The higher the stress the more important it becomes to reduce it. How stress affects our selection of decision strategies? The potential for error and lesser effective decision strategies increases, when stress is not well managed.

There are five ways we make decisions under stress. The five ways we cope are:

1.Ignore The Problem.

2.Minor Protective Action.

3.Avoid The Problem.

4.Panic or Confusion.

5.Vigilance.

Ignore The Problem

When faced with a decision under stress the easiest thing to do is nothing. Individuals who ignore the problem are actually saying "The risks are not serious if I don't take any corrective action." 
Consequences: This causes the initial stress from the situation to subside and little or no stress will be caused by the problem. There ability to achieve a low level of stress can lead to complacency, lowered performance, and ignoring a serious safety risk.

Decision Strategy Used: They may minimize problems, settling for shortcuts and deviations from established practices.

Minor Protective Action

If the individual feels the risks are too high to ignore the problem the next easiest thing to do is the absolute minimum. Individuals who use minor protective actions are actually saying "I can't ignore the problem but the risks seem low if I select the most available alternative or protective action."

Consequences: This causes the stress to subside substantially. Something they failed to consider usually catches them by surprise.

Decision Strategies Used: Individuals may continue to employ the first alternative that appears to solve the problem, without looking at all the alternatives (muddle). They may often consider only the minimum requirements (minimize). They also may look (scan) for just those things they think are important.

Avoid The Problem

Avoidance happens when the individual realizes they can't ignore the problem and that the most available alternative may cause problems also. The individual knows that a better alternative is available, but chooses to avoid the problem to reduce stress. "There may be a better way, but it is not realistic to hope that I will find it!" or "I may not want to know the answer". 

Consequences: Avoiding the problem reduces the stress but does nothing to solve the problem.

Decision Strategies Used: Any thing that stimulates anxiety or other painful feelings is avoided. The individual denies the problem exists. To reduce the stress further individuals may moralize, blaming others, and "passing the buck" for their predicament.

Panic or Confusion

If an individual can see that real danger is rapidly approaching and can see no route of escape, it is easy to assume that «There does not appear to be sufficient time to solve the problem."

Consequences: Stress becomes so high the individual is unable to process information effectively. This may be evidenced by confusion, even with simple tasks, and panic in some situations.

Decision Strategy Used: The individual denies the problem can be solved.

Are this 4 way of coping ever good?

What about when...

We are busy and must ignore a problem?

Doing the minimum lets us handle more important problems?

Avoiding some problems lets us get on with more important things?

Making a conscious decision to solve a problem is good. When we do this, the questions asked above describe ways we can prioritize alternatives, not ways we cope. Coping generally works at the unconscious level. We don't think about it. That's what makes these four ways risky. Unconsciously we are trying to reduce the stress and not solve the problem.

Avoiding ineffective coping

To avoid these ineffective ways of coping make decisions a conscious process. When faced with a problem keep the following in mind:

1. Don't ignore any problem.

2. Selecting a course of action that meets the minimum requirements may work but can lead to bigger problems.

3. Regardless of how bad the situation looks there is always something you can do.

4. No matter how close the danger is, there is always time to do something.

Vigilance

Vigilance is a conscious mental process that is alert to potential problems. It gives you the time and information needed to optimize decisions (the Decide model).

Individuals who are vigilant have:

1. A constant belief that sufficient time exists to solve the problem.

2. High confidence in ability to find a solution to the problem

3. A number of alternatives to decide from based on careful search and appraisal.

Summary

Table below shows the relationship between human error potential, decision strategies, and the ways we cope. 

Relationship between human error potential, decision strategies, and the ways we cope
	COPING PATTERN
	DECISION STRATEGIES
	ERROR POTENTIAL

	Ignore
	Minimize
	High

	Minor Protective Action
	Muddle
	Moderate-High

	
	Scan or Minimize
	Moderate-Low

	Avoidance
	Deny
	High

	
	Moralize
	Moderate-High

	Panic or Confusion
	Deny
	High

	Vigilance
	Optimize
	Low


Team members who remain vigilant and use the optimizing strategy have the lowest potential for mishaps.
Quiz

1. What are the six strategies people use to make decisions?

2. What are the five ways we make decisions under stress?

3. What are the steps in the Decide Model?

Chapter 6. Assertiveness

Definition

Assertiveness is the ability of team members to state and maintain a position that may be counter to the position of others, until convinced by the facts, not the authority or personality of another, that their position is wrong. The effective team leader advocates open and questioning communication by team members. In their interactions, effective team members are mutually respectful to each other.

6.1. Achieving Assertiveness

Assertiveness can be achieved if all people know they have "rights" and act accordingly. These rights are:

1. The right to have and express your own ideas and feelings.

2. The right to be listened to and taken seriously.

3. The right to be treated with respect.

4. The right to ask for information from others.

5. The right to make mistakes.

How people behave

How we interact with people aboard the vessel can be grouped into three behavioral styles:

1. Passive

2. Aggressive

3. Assertive

1. Passive Behavior

When people allow their ideas or rights to be restricted by another individual or situation, they are behaving passively. Actions that indicate passive behavior are:

1) Use excessive professional courtesy.

2) Use ambiguous statements and beat around the bush.

3) Express concerns in the form of a question, rather than making a statement.

4)Avoid conflict.

5) Refrain from challenging questionable procedures used by another team member.

6) Are labeled as, "along for the ride".

Passive Mannerisms

Mannerisms demonstrated by passive people include downcast eyes, shifting of weight, and slumped body. Passive words include qualifiers such as "maybe", "I guess", "would you mind if", "only", "just", "I can't", and «if that's what you want."

Problems With Passive Behavior

These people tend to keep their feelings inside. Their emotions, such as fear, anxiety, depression, fatigue and nervousness may build to unsafe levels.

Aggressive Behavior

When someone invades another’s boundaries or individual rights, that person is behaving aggressively.

The intention of aggressive people is to dominate others to get their own way. Actions that indicate aggressive

behavior includes:

1) Use statements that are confrontational, abusive, ridiculing, or hostile.

2) Belittle and intimidate others to build themselves up.

Aggressive Mannerisms

Mannerisms demonstrated by aggressive people include leaning forward with glaring eyes, pointing a finger, and a raised tone of voice. Aggressive words include threats like, "you'd better" and "if you don't watch out." Sarcasm and put-downs like "oh, come on, you must be kidding" and evaluative comments like "should", "bad", and "must" are also aggressive characteristics.

Problems With Aggressive Behavior

Inappropriate anger, rage or misplaced hostility expresses aggressive responses. This behavior restricts communication within the team. Cohesiveness and synergy becomes difficult.

Assertive Behavior

Assertive people recognize boundaries between their ideas and those of others. People responding assertively are aware of their feelings. Tensions are kept in a normal, constructive, and situationally appropriate range. Actions that indicate assertive behavior include:

1) Ask task-related questions.

2) Suggest alternative solutions/courses of action.

3) State opinions of decisions/procedures that have been suggested.

4) Avoid letting rank differences threaten mission safety or performance (refuse an unreasonable request).

5) Maintain their position when challenged, until convinced by facts.

6) Confront ambiguities and conflicts.

7) Ask for assistance when overloaded or having difficulty with a task.

Assertive Mannerisms

Assertive people stand comfortably, but firmly, and speak in a steady tone of voice. Assertive words include statements reflecting responsibility for self, "I think", "I feel", "I want," and cooperative words such as, "let's see, how can we resolve this," "what do you think", and "what do you see."

Problems With Assertive Behavior

Assertive people feel empowered to speak up and do it with respect. The team leader must be able to harness the energy of assertive team members.

Harnessing Assertiveness

The team leader must promote and control the assertive behavior within the team. Being assertive is not in conflict with USCG culture. We have empowered our people to speak up! Empowering team members with the responsibility of overall team performance, encouraging feedback to trap errors and poor judgments can be highly productive and at times very challenging. The team leader should set down select rules. These rules include:

1. When to speak up.

2. How to speak up.

1. When To Speak Up

The team leader ensures all members understand that they have the responsibility to speak up. A good time to accomplish this is during the briefing process. Individuals should speak up when:

1) Unsure of the events.

2) Clearly believe they have the answer to a problem or the situation.

3) Believe that they or the vessel are in danger.

Leader Strategy: Effective team leaders reward assertive behavior by acknowledging it in their team.
2. What To Say
Informative and inclusive messages enhance team performance and often are critical to mission safety. These messages provide key information about the situation and its risks, the effectiveness of decisions and observed errors. This information must be clearly and precisely conveyed, and well timed. To facilitate this communication, it should have all of these elements:

1) An Opening.

2) A Specific Concern.

3) A Problem Statement.

4) A Solution.

5) A Request for Feedback.

6.2. Effective Conflict Resolution

Conflict: Differences Of Opinion

Conflict should be viewed as "differences in opinions," not fights or arguments regarding an issue. Unresolved conflict between team members can lead to reduced communications, distractions, and higher than normal levels of stress. In short, unresolved conflict leads to unsafe conditions.

Dealing with conflict

The ways of dealing with our differences are related to our behavioral styles and are as follows:

1) Passive Approach

 - Avoid

 - Accommodate

 - Suppress

2) Aggressive Approach

 - Force

3) Assertive Approach

- Collaborate & Integrate

Effective Conflict Resolution

Effective resolution of conflicting opinions requires us to perceive all positions as modifiable and to focus on solutions, not on defending positions. It is imperative that the team leader resolves any lingering conflicts before they affect safe vessel operations.

Factors Affecting Assertive Behavior

Two factors have been identified that influence our decision to “speak up” or be assertive.

1. Our perception of the reaction of others to the situation and,

2. Perceived obedience to authority

Generally, in a group setting, if we see something wrong we first look at how others are reacting before we speak up. When we look at the reaction of others, we are checking to see if they appear concerned with the situation. If we find that others do not appear concerned then we will probably be reluctant to speak up.

We may also not "speak up" because we believe we are just following orders or that speaking up would represent questioning authority. Team leaders can reduce these barriers by ensuring that team members understand that assertive behavior is demanded of all personnel. Junior members must be confident that senior leadership has empowered them to speak up, without fear of reprisal.

Maintaining Assertiveness Alert To Barriers

Mutual respect and restraint promotes assertive behavior. However, miscommunication, misperception and other factors can create barriers. All team members must be aware of these potential barriers and share the responsibility of eliminating them. These barriers include:

1) Lack of confidence in ones own ability.

2) Perception that someone is not approachable; or by his/her position, rank, or knowledge should already know what is happening.

3) Perception that the leader is not interested in input. Conscientious leaders, in trying to promote assertive behavior, may do just the opposite. Be careful in how you ask for input; "Read between the lines!"

 Example: After the navigation brief the CO asked the assembled if, "any of you have any better ideas". Not surprisingly, no one had an idea better than their boss did.

1) Fear of the answer; maybe the problem will go away.

2) Fear of reprisal if a junior challenges a senior team member.

3) Desire to avoid conflict and the perceived obedience to authority.

Quiz

1. What is assertiveness?

2. Describe passive behavior.

3. Describe aggressive behavior.

4. Describe assertive behavior.

5. Name the five parts of an assertive message

6. What are the barriers to assertive behavior?

Epilogue

So, let’s sum up the results. Problem of leadership is being studied by scientists in many countries more than a century. During this time there were accumulated experimental evidence, formulated the theory of explanatory. But it seems that the phenomenon of leadership continues to remain a puzzle. To solve it, scientists make efforts for differentiation - from a holistic view to accounting for the large number factors: age, gender, leaders and followers, such as group activities (tasks), orientation of leaders and the followers, the organizational culture and in general - the cultural environment of the leader.

We emphasize again that we consider the most important in the psychology of leadership two current trends: gender and cross-cultural research, which has yet to begin. Still is not enough developed the age aspect of the problem: in particular interesting age of "beginning" and "end" of leadership (the childhood and old age).

Virtually unexplored are leaders "with a negative sign" - not only destructive (in the groups with the positive direction), but strong leaders of deviant groups. Who are they, what are their characteristics, what tools they use to influence the other people - all these questions are still waiting for a response. Among the many theories of leadership is as yet no one to explain all the experimental data. This indicates the crisis of growth in this area.

However, interest to leadership and leaders is not quenched. Leaders - the exceptionally bright and talented individuals that have an impact on others, shape public opinion, make important decisions; manage us in the family, at work, in the country. They do not always like us, we notice their errors. But without them, there can not be a group, can not be solved any more or less difficult problem! In addition, they, the leaders, are only humans. And even if they are heroes, it can be hard for them because of mistakes, responsibility, too much attention to them.

Psychology of leadership - a very interesting area of ​​expertise. And we hope that readers - students, graduate students, teachers, practitioners - will enjoy exploring the material collected by us, and they will continue to study this problem by going to a solution of mysterious phenomenon called "leadership." 

Glossary

Amicitia (the term of A. Zaleznik) - a contract between the leader and the follower, based on a combination of friendship and service commitments.

Androgyny - a combination of the personality and behavior of high-masculine and feminine traits or their balance.

Affiliation motive - the desire to belong to a group, and build close relationships with other people.

Fear of success - Martina Horner discovered a phenomenon peculiar to women and is to try to avoid achieve the best results in the activity in a situation of competition with men.

Impressive management - a way of managing people and influence them with the formation of their favorable impressions of themselves through words, actions, attitudes.

High legitimacy of appointed leader - when his status in society has legal form, when he has the opportunity to be rewarded for his work and to influence decisions in society or in the organization where he works. Among such leaders include the heads of public institutions (state-appointed leaders), managers of private organizations (nominated by their individual or collective owners), the leaders of the parliamentary parties (appointed by members of their party.)

Gender - gender as a product of culture, social sex.

Gender-typical qualities - the properties of the individual and social behavior, established in a research as inherent most of all to male or female.

Gender flow - concept of Barbara Gutek et al. about dominant effect of gender, which, like the stream pours all around, extending its overwhelming influence on other factors, including a leadership role (see also Gender effect).

Gender stereotype - sustainable everyday idea of ​​what must be men and women formed in a specific culture and is manifested in the form of prescriptions for preferred and undesirable characteristics of the personality and behavior of a particular sex.

Auto-and heterostereotypes reflect the views of your own and the opposite sex.

Gender effect - a phenomenon when a gender factor becomes important.

GLOBE - the name of an international research of leadership in more than 60 countries; acronym formed by the first letters of the words for a translation of "global leadership: effectiveness of behavior in organizations."

Dominant (Rosabeth Kanter’s term) - a member of group who, for some characteristics (e.g., gender or race) is representative of the majority of the group, and because of this he has full rights in the group and enjoys certain privileges.

Ingratiation (the term of E. Jones) - a display of impressive management; person's ability to be attractive to other people, to seek their sympathy and love.

Competitive model of leadership (term of Bendas T.V.) - way of expressing leadership in the group, which is characterized by the struggle for the leadership position, its capture using the power (using physical force, direct physical aggression, psychological threats or psychological), subjection to a rigid hierarchy of status of members within the group, leader has privileges compared to ordinary members of the group (nonleaders, followers) and fog capturing leading positions are relevant individual characteristics (gender (male), age, sex appeal) and closely related to it personality traits (aggression, dominance, assertiveness, etc. etc.).

Cooperative model of leadership (term of Bendas T.V.) - marking a group situation, in which there is no struggle for the position of leader, he is the one member of the group who best can handle the task group. He has no material benefits, but only psychological - in the form of respect and love for others in the group. This model is the opposite of a competitive model of leadership.

The legitimacy of the leader (the term of T.V. Bendas) - recognition of the rank and file members of the lawfulness of his occupation leadership position. Degree of legitimacy may be low, medium or high.

The leadership model - a system of description of the leader's personality and behavior.

Leadership situation - a set of factors that characterize the environment in which the leader carries out its role: 

a) the type of group (for example, a group in laboratory or department of the university);

b) the nature of the leader (e.g., the rector of the university - guide the institution, and the leader of the social non-governmental organizations - help certain categories of the population), 

c) the category of people managed, and 

d) the legitimacy of the leader.

Leadership - the phenomenon of a group people's life, which appears to confer a single individual (or several) right (or right to impose it by physical force or psychological) to exert a decisive influence on important group tasks and the behavior of the group members, as well as recognition of the group (to some extent) of this right for the individual, leading to the possession of one or more form’s of power by a given individual, and so he occupies a central position in the status hierarchy of the group.

LMX - adopted in foreign psychology abbreviation for popular theories of leadership by G. Graena et al. Formed by the first letters of the words translated as "leader-member exchange." The theory is based on the premise that the leader does not build a relationship with the whole group, and he builds relationships in the dyad with each follower based on the exchange - as a reward for good work and super-motivation that goes beyond the formal duties and the follower receives from the leader respect and concern for his welfare. Depending on the ease of the relationship between the leader and follower this relationships are called high, medium or low LMX.

Masculine model of leadership (the term of T.V. Bendas) rigidly defines the behavior of applicants in relation to leadership, it is subject to the principle of obligation: to its carrier are required indispensable struggle for leadership and in the case of occupying by him leadership positions – he has to continue fighting to retain this position. Although, as a rule, it is characteristic of masculine men and masculine women but can also demonstrate it. The presence of individuals of the opposite sex increases competition for leadership, sexual attractiveness of the applicant raiseв his chances to become a leader.

Masculine personality traits and behavior - related to gender stereotypes of "real men" - physical strength, courage, dominance, assertiveness, aggressiveness, determination, independence, the preference of male activities (such as hunting, fishing, football, etc.), increased sexuality, etc . 

A meta-analysis - used in psychology method of secondary mathematical processing on independent research on one issue. Introduced in social sciences in 1976 by ​​J. Glass, he is popular due to his works on gender differences. 

Low legitimate leader (natural leadership in the laboratory experiment - the leader is either not assigned and appears spontaneously, or randomly assigned by the experimenter - in both cases, the group does not necessarily recognize the authority of the leader).

Vice-leader (the term E. Berne) - deputy of true leader that has the real power in the group.

Self-leadership - an individual's ability to be a leader in relation to himself, to develop his leadership potential.

Sex appeal - the ability of an individual of the one sex to cause sexual desire in the opposite sex and be treated as a potential sexual partner.

Servant-leadership (serving) - the true purpose of the leader, according to R. Greenleaf, is the desire to serve his followers to meet their needs.

Average legitimacy of leader (or a simulated situation in a laboratory experiment, when there are some attributes of a leader's legitimacy - in the form of payment, providing a separate room for work, etc., or when the leader has some indicators of legitimacy in the form of legal registration status, appointment by order in the organization, voting at the meeting and so on, but the psychological recognition of such leadership in the community does not exist - for example, some student leaders and leaders of NGOs - non-governmental organizations - are in this situation).

Stake-holders (the term of M. Lowe) – they support a base – the devoted followers of leader, they constitute a cohesive group and performing team leadership.

Glass ceiling (metaphor, popular in publications on gender issues) - invisible but real barrier which meets women on their way to success unlike men.

Super-leadership - leader's ability to raise new leaders, that is, to develop in his subordinates and followers desire for self-leadership.

Token (term of Rosabeth Kanter) - member of the group, only symbolically represented in the group on some characteristics (e.g., gender or race supplies) and, in fact, not a full member of the group in contrast to the dominant. Being in the minority, the tokens are seen most brightly, usually stereotyped.

Trailblazer (J. Kleyga’s term) - the ability of a leader to be an innovator, a pioneer - ways, methods, technologies, etc.

Feminine, or complementary, vacuum model of leadership (the term of T.V. Bendas) rigidly defines the behavior of its carriers in relation to leadership, it is subjected to the principle of complementarity, subsidiarity (vacuum) in the presence of the masculine individual the feminine yields leadership position to him (taking second place) and occupies it only in his absence, when there is a vacuum of leadership. Sex appeal of the applicant reduces his chances to take a leadership position.

Feminine personality traits and behavior - related to gender stereotypes of "real women" - tenderness, gentleness, compassion, vulnerability, dependency, femininity, etc.

Eugamer (the term of E. Berne) - leader, built by the public consciousness after his death, to the level of an idol or deity.
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Appendix 1

Successful meetings

Business meetings are an invaluable communication tool. When used effectively, they can produce decisions that all participants actively support. But although essential to the successful operation of a business, meetings can be the most costly communication activity in an organization. Take a minute and consider the salaries of the individuals in a meeting and think about what it is costing per hour. Also, let's take a minute and generalize the concept of meetings. Meetings can be defined as a coming together or an assembly. Whether our profession is technically in the business arena or not we are engaged regularly in assemblies with others hoping to achieve some desired result.

Lack of preparation is often a major reason managers feel that time spent in meetings in unproductive. In addition, most managers have never received training on how to conduct a meeting, and few companies provide guidelines. To ensure success, carefully consider when to hold a meeting and know what is to be accomplished. A rule of thumb is that if information can be conveyed in writing, over the telephone, or a one-on-one visit, do not hold a meeting. Reserve meeting time for aiding decision making and developing relationships.

The meeting format
	Pre Meeting


	Determine the Outcome: What do you want as a result?

Develop an Evidence Procedure: How will you know if you have it?

Develop Options: What will happen if…….?

Establish membership and agenda. 



	Opening


	Establish Rapport and Access Resourceful States.

Get consensus on Agenda.



	Discussion


	Relevancy Challenge.

Asking “As If” questions: “If we already achieved our goal what we see, hear and feel?”

Dividing the goal to the chunks.

Clarifying the goal.

Procedures - Difference, Missing Link, Recycling.



	Closing


	Summarize Outcome(s) 

State next step(s)




When planning a meeting be sure to have specific objectives and limit participation to those who have the authority to make and carry out decisions, have knowledge that they are willing to contribute, and be able to provide, or need to receive, information.

Procedures

Procedures were developed by John Grinder and Michael McMaster (1981) and designed for specific uses at specific stages of information processing.

1. Difference Procedure:

The Difference Procedure is appropriate at any point in the process of eliciting high quality information where the communicator has identified both (a portion of) the Present State and (a portion of) some Desired State or desirable situation which has a positive characteristic which could be used as part of the Desired State. The question itself simply requests information about other characteristics of the Desired State or desirable situation which may help to explain the presence of the positive characteristic in the Desired State and its absence in the Present State
There is no immediate language cue to inform the information processor that the question is to be asked as there is in the Meta Model questions. The cue or test for appropriateness for the Difference Question is whenever both a Present State and some Desired State (one which has some positive characteristic that would be desirable to incorporate into the Desired State) have been identified. There are, however, a number of language cues which signal that this appropriateness test for the Difference Question is satisfied. Specifically, these are:

Immediately following the challenge of a Nominalization.

Immediately following the challenge of a Comparative.

Immediately following a statement using the word(s) except, with the exception of, different, difference, not the same as, not counting.

2. Missing Link Procedure:

The Missing Link is a refinement of the relevancy challenge. In the Relevancy Challenge we asked for further specification because the relation to the Desired Outcome was not apparent. Here we are asking for further specification, not because we don't understand the connection but because there might be a relatively less specified action which would indicate a new direction for alternatives. Let's say that a sales manager and his general manager had agreed "to create a new reporting method which would increase the control over sales." The first suggestion might have been to keep logs of sales call activity. A visual representation of this stage might look like the following:

1) Increase control over sales 

2) Create new reporting system 

3) Keep logs of sales call activity

Now, if the Missing Link question, "What will keeping logs do to attain the desired outcome?" were asked, the response might generate the less specified verb phrase, "Use information not contained in the accounting system." That is, the purpose of keeping and using sales logs for reporting is that the sales manager is using that information to judge his salesmen and their efforts and he would like to be judged on the same basis. A more general statement of this possibility has now been added.

1) Increase control over sales.
2) Create new reporting system.
3) Use non-accounting data in the reporting system (new).
4) Keep logs of sales call activity.
This new representation provides the opportunity to direct the search for alternatives into the area of common performance criteria and will lead to the likelihood of discovering a better solution using orders taken.

3. Recycle Procedure:

The Recycle Procedure is appropriate whenever a word or phrase is so rich with potential hidden material that it might be profitable to return to it. This procedure can be used when:

1. An action (verb) phrase is being pursued to develop a number of alternative courses of action or alternatives, or,

2. A sentence or phrase has a number of words or parts each of which can be profitably developed.

The Recycle Procedure is like a memo to return to a particular point. It ensures that the information processor won't get lost in following a particular track and fail to return to a place which he selected as potentially profitable. In our experience, many information processors fail to return after one track leads to a dead end and lose opportunities to solve problems effectively. We have found that making a visual representation or note can be the most effective way to learn this procedure and that many experienced communicators continue to use the technique of making these notes.

A whole tree structure can be developed and will help to keep everyone involved aware of alternatives and where they are in the procedure. A simple procedure of writing down the action which is being specified as a reminder of the return point may be sufficient: For more complex problems, a list of verb phrases can be made and each item circled as it is being developed and checked when complete. Any of these procedures can be effective when the purpose is to generate a maximum number of alternative actions such as in the Brainstorming phase of discussion.

Each action should be returned to until all possible alternatives have been generated. A variation of the Unspecified Verb Challenge will be appropriate here. After the first challenge to an Unspecified Verb, the Recycle Procedure will be accomplished by the question, "How else might we . . . (verb)?" The word "else" will be repeated until no more alternatives are offered.

The Recycle Procedure is also appropriate when applied to an initial verbal representation. The initial statement is a highly coded representation of a complete map or representation. For instance, the statement, "We need to get rid of slow moving inventory" has a number of elements which all need to be expanded to be of high enough quality for an action plan.

Each of the following questions for this particular example needs to be answered before any precise understanding of what has been proposed can be assumed:

Who, specifically, needs to take the action(s)?

What inventory, specifically, is being considered as "slow moving?"

3. How, specifically, is it to be "got rid of?"

All of these individual parts need to be considered to arrive at an adequately precise understanding before action is taken. Missing any one of them will leave a gap which could result in unwarranted action or the inability to obtain feedback or maintain accountability. A full specification will provide full control.

Appendix 2

Machiavellianism scale R. Christie - F. Gez

Instruction: "You will be offered 60 propositions grouped in 20 "triples". First read all the three judgments of each triplet and select out of them one with which you most agree, and one - with which you are less agree. In the first case, put on the form of a "+" in the column (to the right of the letter A, B or C), which corresponds to your chosen proposition, in the second case - the sign "-". The third proposition is untagged (it is neutral for you.) There will be times when you would want to mark with "+" (or "-" sign) two or three opinions. Remember that you can not do it: in each triple can be only one judgment, with which you disagree (most of the three proposed!), and only one - with which you disagree (most of all out of the three proposed!) "Check yourself in the same line of the table should be only one "+" and one "-"."


1.

A. In order to be successful criminal, needs more fantasy than in order to be a successful businessman.

B. The statement "Good intentions pave road to hell" is true to some degree.

C. Most people forget more easily about the death of their father than about the loss of their wallet.

2.

A. Men are more interested in cars which they drive, then clothes worn by their wives.

B. It is important to develop children's imagination and creativity.

C. It is necessary to provide choice to die painlessly for people who suffer from incurable diseases. 

3.

A. People are telling the truth about why you have to do something only if when it suits them.

B. Human happiness consists, first of all, in achieving your goal.

C. Since most people do not know what they want, of course, someone should tell them what to do.

4.

A. The misfortune of our country is that people are too lazy and lenient to themselves.

B. The best way to manage people - is to tell them what they want to hear.

C. It would be nice for people to be kinder to those who are less fortunate than they are.

5.

A. Most people in fact - nice and kind.

B. Compatibility - the best criterion for a wife or husband, and the rest features are nice, but not essential.

C. Only when the man got what he wanted out of life, it is worth to be interested in the justices that exist in the world.

6.

A. Most people who have achieved success lead pure and moral life.

B. You can not blame a decent person for that career more important to him than family.

C. It would be better if people were less interested in how to do something, and more - what to do.

7.

A. Good teacher rather draws attention to issues that were left without answer than gives a detailed explanation.

B. When you ask someone to do something, it is best to inform him of your true intentions than to give an explanation, which will be more convincing.

C. The work of man (what he does) - the best way to determine what he represents himself as a person.

8.

A. the Egyptian pyramids were built by slavery construction workers.

B. The best way to deal with the problem – to solve it, not to tolerate.

C. A person has to do something only when he is confident in his moral right to do so.

9.

A. In the world would be better if people would leave to the future itself, and they would enjoy the present.

B. Flatter important people - is to act prudently.

C. If the decision is made, it is best not to change it, even if the circumstances changed.

10.

A. The best way to act - to do it as if you have no other exit.

B. Criminals are different from ordinary people: they are so stupid that they are caught.

C. Even the most hardened criminal in something intrinsically decent.

11.

A. In general, it is better to be humble and honest than the famous and dishonest.

B. A person who is able and wants to work hard, have a good chance to succeed in their endeavors.

C. What does not help us in everyday life, is not too important.

12.

A person should not be punished for violating the law, which he considers unreasonable.

B. Too many criminals do not get punished for their crimes.

S. Lie - is the most unforgivable thing.

13.

A. Generally speaking, people do not want to work hard, until they were forced to.

B. Person should be given a chance to correct the error, even if it was serious.

C. Do not worry about people who are not able to make a decision.

14.

A. The man is primarily responsible for his wife, not for his mother.

B. People are mostly bold.

C. It is better to choose the smart friends than just convenient.

15.

A few people in the world deserve to be treated with interest.

B. Difficult to succeed without breaking the law.

C. Able person, acting for his own benefit, are more useful to society than respectable, but unsuccessful.

16.

A. The best way to impress others - let them know that you free to change your views.

B. The best thing - to be in good relationships with everyone.

C. In any situation, honesty - the best course of action.

17.

A. Person can be good in all respects.

B. It is good to help yourself and others - even better.

C. War and its threat constantly accompany human life.

18.

A. Barnum was probably right when he said that every minute in the world are born at least one simpleton.

B. Life is boring until someone deliberately not stirs it up.

C. For most people it would be useful to control their emotions.

19.

A. In the society is valued more the sensitivity to the emotions of others than poise.

B. Ideal society - is where each has its place and agrees with that.

S. The safest - to assume that all people have bad character traits and they occur at every opportunity.

20.

A. People who speak about abstract issues are usually unaware of what they say.

B. Completely truthful man is asking for trouble.

C. To exercise of democracy is necessary, so that everyone has the right to vote.

Test table
	Number
	Judgment

	1
	A
	B
	C

	2
	A
	B
	C

	3
	A
	B
	C

	4
	A
	B
	C

	5
	A
	B
	C

	6
	A
	B
	C

	7
	A
	B
	C

	8
	A
	B
	C

	9
	A
	B
	C

	10
	A
	B
	C

	11
	A
	B
	C

	12
	A
	B
	C

	13
	A
	B
	C

	14
	A
	B
	C

	15
	A
	B
	C

	16
	A
	B
	C

	17
	A
	B
	C

	18
	A
	B
	C

	19
	A
	B
	C

	20
	A
	B
	C


The mathematical treatment

The data is processed using a key (matching the answer to the key counts as a certain number of points - 1, 3, 5 and 7 (see the corresponding column.)

Key table
	Number
	1 point
	3 points
	5 points
	7 points

	1.
	A+ C-
	 B+ C-A+ B-
	 A- B+B- C+
	A- C+

	2.
	A+ C-
	 B+ C-A+ B-
	 A- B+ B- C+
	 A- C+

	3.
	A- C+
	A- B+ B- C+
	B+ C- A+ B-
	A+ C-

	A.
	A+ B-
	B- C+ A+ C-
	A- C+ B+ C-
	A- B-

	5.
	A+ B-
	B- C+ A+ C-
	A- C+ B+ C-
	A- B-

	6.
	A+ C-
	B+ C- A+ B-
	A- B+ B- C+
	A- C+

	7.
	A- B+
	A- C+ B- C-
	B- C+ A+ C-
	A+ B-

	8.
	B- C+
	A+ B- A- C+
	A+ C- A- B+
	B+ C-

	9.
	B- C+
	A+ B- A- C+
	A+ C- A- B+
	B+ C-

	10.
	A+ B-
	B- C+ A+ C-
	A- C+ B+ C-
	A- B+

	11.
	A+ B-
	B- C+ A+ C-
	A- C+ B+ C-
	A- B+

	12.
	B- C+
	A+ B A- C+
	A+ C- A- B-
	B+ C-

	13.
	A- C+
	A- B+ B- C+
	B+ C- A+ B-
	A+ C-

	14.
	B+ C-
	A+ C- A- B+
	A+ B- A- C+
	B- C+

	15.
	B- C+
	A+ B- A- C+
	A+ C- A- B+
	B+ C-

	16.
	B- C+
	A+ B- A- C+
	A+ C- A- B-
	B+ C-

	17.
	A+ C-
	B+ C- A+ B-
	A- B+ B- C+
	A- C+

	18.
	A- C+
	A- B+ B- C+
	B+ C- A+ B-
	A+ C-

	19.
	B+ C-
	A+ C- A- B+
	A+ B+ A- C+
	B- C+

	20.
	A+ B-
	B- C+ A+ C-
	A- С+ B+ C-
	A- B+


Then calculate the total amount of points add to it 20, as a result turns Mac index, which varies from 40 to 160 points.

Interpretation. One hundred points are taken as the median (average). If the Mac is less then median, it is interpreted as a low Machiavellianism, if more - as high Machiavellianism.

Appendix 3

Test "Types of Leaders" A.A. Ershov

Test of Petersburg psychologist A.A. Ershov (see Volkov A.P., 1989) used to define the orientation of the leaders of the four types of enterprises:

B - focus on business;

P - focus on the psychological climate and relationships in the team;

Y - focus on yourself;

S - focus on the subordination.

Instruction: You will be offered 20 cases tasks. To each of them is given four options for solutions. Choose the one that is most acceptable option for you.

Situation 1

Your supervisor, bypassing you, gives your employee who are already busy doing other responsible job the urgent task.

You and your boss think your tasks urgent.

Select the solution the most appropriate for you.

A. While not questioning the head’s task, I will adhere to the subordination, and propose to subordinate to postpone the execution of the current work.

B. It all depends on how authoritative for me my boss.

C. I will express my disagreement with the task of the boss; warn him that from now on in these cases I will cancel the job as assigned without consulting with me.

D. In the interests of the business I’ll offer a subordinate to perform the job, he already started to perform.

Situation 2

You have received simultaneously two urgent tasks - from your immediate superior and from higher boss. You do not have a time to negotiate the terms of assignments. It is necessary urgently to get started.

Select the preferred solution.

A. First of all, begin to perform the task of the one whom I respect more.

B. First, I will do the job, the most important, in my opinion.

C. First perform a job for higher boss.

D. I will perform the job of my immediate superior.

Situation 3

There is a conflict between your subordinates that prevents them from working successfully. Each of them individually addressed to you with a request, that you understand and support his position. Choose your type of behavior in this situation.

A. I have to stop a conflict at work, but to resolve conflict relationships - it is their own business.

B. It is best to ask to understand the conflict the representatives of public organizations.

C. First of all, I personally will try to understand the motives of the conflict and find acceptable to both the way of reconciliation.

D. I will find out which of the members of the team is the authority for the conflicting sides, and try to influence on them through these people.

Situation 4

In one of the universities in the most intense training period one of the teachers committed improper action, violated labor discipline, and as the result was the failure of classes. Head of the department doesn’t know the culprit, but he must to identify him and punish. If you would be in the shoes of the head of the department what would you do? Select an acceptable option for you.

A. I will leave the fact-finding on the incident until the classes are over.

B. I will call to my self the suspected of wrongdoing, talk strictly with everyone face to face, and ask to name the culprit.

C. I will report about the incident to those members of the department, which is most trustful, inviting them to identify specific perpetrators and report back.

D. After classes I will call a meeting of the department, and publically require the identification of the responsible ones and punishment for them.

Situation 5

You are given an opportunity to select an alternate from several candidates. Each applicant has the following properties (select the one who is best suited to you):

A. The first seeks above all to establish friendly relationships in the team, create a work atmosphere of mutual trust and friendship, prefer to avoid conflict, which for many people right isn’t right.

B. Second often prefer in the interests of business to exacerbate relations "regardless of the person", he has increased sense of responsibility.

C. The third prefers to work strictly according to the rules, always accurate in the performance of his official duties, demanding to subordinate.

D. For the fours is characteristic assertiveness, self-interest in work, he is focused on achieving his goal, always striving to bring everything to end, do not attach much weight to the possible complications of relationships with subordinates.

Situation 7

When you happen to talk to a staff member and an employee in the informal atmosphere, at rest, what would you most likely do?

A. To have a conversation related to my business and professional interests.

B. Set the tone of the conversation, clarify views on controversial issues, defend my point of view, try to convince others of something.

S. Share a common topic of conversation, not to impose my views, support the general point of view, I try not to stand out with my activity, and listen to the interlocutors.

D. I strive not to talk about business and work, to mediate in the dialogue, to be unconstrained and considerate.

Situation 8

Subordinate the second time didn’t not fulfill your task in time, though he promised and gave his word that this event will not happen again. What should you do?

A. Wait for the job, and then sternly talk alone, warn him for the last time.

B. Without waiting for a job, talk to him about the reasons for repetitive failing to achieve the task, and find for failure financially.

C. I will consult with an experienced employee who has authority to team, how to deal with the offender. If such an employee is not present, raise the issue of lack of discipline of the employee to a meeting of the collective.

D. Without waiting for a job, I’ll put the question of punishment the employee to the administration. In the future, I’ll be more demanding to him and control his work.

Situation 9

Subordinate ignores your advice and guidance, does everything in his own way, not paying attention to the comments, and does not correct what you tell him. How will you deal with this subordinate in the future?

A. Understand the motives of perseverance and seeing their inconsistency, apply normal administrative penalties.

B. In the interests of the work will try to challenge him to a frank conversation, try to find a common language with him, set up a business contact.

C. I’ll speak to the representatives of civil society organizations, members of the team – ask them to pay attention to his misconduct and to apply measures of social influence.

D. I'll try to sort out may be I myself make errors in relations with the subordinates, then decide how to proceed.

Situation 10
In the team where the two groups are in conflict with each other about innovation, came a new director from the side.

How, in your opinion, it is better to act to normalize the psychological climate in the team?

A. First of all, to establish business contacts with supporters of the new, not taking seriously the arguments of supporters of the old order, to work on implementation innovation by acting on the strength of its opponents by your own example and example of others.

B. First of all, try to reassure and attract the supporters of the former style of work, opponents of innovations, influence them by persuading in the discussion.

C. First of all choose the most active ones, instruct them to understand the situation and to propose measures to normalization of the situation in the team.

D. Explore the prospects of the team and improve the quality of work, put to the collective new perspective tasks of joint labor activities, based on the best achievements and work habits of collective, not to oppose the new and the old.

Situation 11

In the most intense period of work one of your subordinates gets ill. Each of the other subordinates is busy performing his work. The work of the missing one should also be carried out promptly. What do you do in this situation?

A. I'll see which employees are less loaded, and tell them, "You take this job, and you help to finish it."

B. Offer the staff: "Let's think about how to get out of the situation."

C. I will ask members of the team about their suggestions, first asking them to discuss it with each other, then make the decision.

D. Call the most experienced and reliable worker and ask him rescue team, doing the work of the absent.

Situation 12

You have a strained relationship with a colleague. Let us assume that the reasons are not entirely clear for you, but you need to normalize relations, in order that work not to suffer. What will you do first?

A. Call a colleague to an open conversation to find out the true cause of strained relationships.

B. First, try to understand my own behavior in relation to a colleague.

C. I will turn to a colleague and say, "Business suffers from our strained relationship. It is time to agree on how to work on. "

D. Ask other colleagues who are aware of our relationship and may be mediators in their normalization for help.

Situation 13

You were recently chosen to lead the team in which you worked a few years as an employee. At 8:15 you called to your office one of the subordinates to find out why he is frequently late to work, but the unexpectedly you were by 15 minutes late, and the subordinate came on time and waits for you. How will you start a conversation when you meet with him?

A. Regardless of my lateness immediately demand an explanation about him being frequently late.

B. Apologize to a subordinate and start a conversation.

C. Say hello, explain the reason for my tardiness and ask him, "What do you think: what can you expect from the leader, who is also often late, like you?"

D. In the interests of the business I’ll cancel the conversation and shift it to another time.

Situation 14

You work as a head of department for the second year. Young assistant asks you to give him unpaid leave for four days in connection with the marriage.

- Why four? - ask you.

- But when Ivanov got married, you allowed him four – imperturbably responses the assistant and gives you an application.

You sign the application for three days, according to the rules. However, the assistant comes to work four days later.

What do you do?

A. Report of misconduct to superior, let him decide.

B. Propose a subordinate to work for the fours day on weekend. I‘ll say: "Ivanov is also did so."

C. In view of the exceptional case (after all, people get married not often) I’ll just comment it publically.

D. Take responsibility for his absence on myself. Just say, "You should not behave yourself like this." Congratulate, wish happiness.

Situation 15

You - the head of the team. During the night watch one of your employees was drunk and spoiled expensive equipment. Another one, trying to have it repaired, was injured. Culprit calls you on the phone home and anxiously asks what they should do now. What do you say?

A. "Follow the instructions. Read it, I have it on the table and do all that is required. "

B. "Report about the incident to watchman. Make an act of damage to the equipment and victim should go to the duty nurse. We will discuss it tomorrow. "

C. "Don’t do anything without me. Now I'll come and sort things out. "

D. "In what condition the victim? If necessary, call a physician immediately. "

Situation 16

Once you took a part in the discussions of several managers about how best to deal with subordinates. One of the points of view you liked best. Which one?

A. First, "To subordinate work well, you need to approach him individually take into account his personality."

B. The second, "All this stuff is small potatoes. The most important thing in the evaluation of people - it is their business acumen, diligence. Everyone should do what he is supposed to. "

C. The third: "I ​​believe that success in the guide can be achieved only if subordinates trust their leader, respect him."

D. Fourth: "That is correct, but the best incentives to work are strict orders, a decent salary, and deserved award."

Situation 17

You are the dean of the faculty. After the reorganization you urgently need to reorganize several departments under the new staffing. Which way will you go?

A. Taking action myself, having studied all the lists and personal files of employees of the faculty, propose the project at a meeting of the group.

B. Propose to resolve this issue to HR. It's their job.

C. To avoid conflicts, invited everybody to express his opinion, then create a commission for reorganization of departments.

D. First, determine who will head the new departments, and then ask these people to give their proposals on the composition of departments.

Situation 18

Your team has an employee who is listed rather than working.

For him this is comfortable, and for you - no. What do you do in this case?

A. I'll speak to this person face to face. Make him to understand that it is better to resign.

B. I'll write a memo to a superior with proposal to "reduce" that unit.

S. I’ll propose to my deputy to discuss the situation and to prepare his suggestions on how to deal with this person.

D. I'll find the occupation right for this person matter, fasten mentor, control more over his work.

Situation 19

In the allocation of awards, some members of the department felt that they were unfairly "insulted". This was the reason for the complaints to the dean of the faculty. How would you respond to these complaints, whether you are the dean?

A. My answer to complainants is like this, "Awards approves and distributes your department, I have nothing to do with it."

B. "Well, I’ll take into account your complaint and try to sort out this issue with your chair."

C. "Do not worry; you'll get your money. Describe your claim to my name in writing. "

D. Promising to help establishing the truth, immediately go to the department and talk with the head of the department and teachers. If the validity of the complaint is confirmed, I’ll suggest to the head of the department to distribute award next time, taking into account this case.

Situation 20

You have recently started working in as a dean of the university, coming to this post from another institution. Not everybody knows you in person. Until the lunch break it is two hours. Walking down the hall, you can see three of your assistants who talk animatedly about something and do not pay attention to you. Going back twenty minutes later, you see the same picture. How do you behave yourself?

A. I’ll stop; give assistants to understand that I am the new dean of the faculty.

I’ll note in passing that the conversation dragged on and it's time to get down to business.

B. Ask who is their direct supervisor. Call him into his office.

C. First I’ll ask what the conversation is about. Then introduce myself and ask if they have any claim to the administration. After this offer to go to the workplace.

D. First of all I’ll introduce myself, ask how things are going in their department, are they busy, what prevents them from working regularly. I will consider this case as information about these employees.

The key to the test of A.A. Ershov
After answering this test, fill the following table and count your score in each column.
Test table
	Number of the situation
	Type of orientation

	
	B
	P
	Y
	S

	1.
	D
	B
	C
	A

	2.
	B
	A
	D
	C

	3.
	A
	D
	C
	B

	4.
	A
	C
	B
	D

	5.
	B
	A
	D
	C

	6.
	C
	B
	D
	A

	7.
	A
	D
	B
	C

	8.
	A
	C
	B
	D

	9.
	B
	C
	D
	A

	10.
	D
	B
	A
	C

	11.
	A
	B
	D
	C

	12.
	C
	D
	B
	A

	13.
	D
	B
	C
	A

	14.
	B
	C
	D
	A

	15.
	A
	D
	C
	B

	16.
	B
	A
	C
	D

	17.
	D
	C
	A
	B

	18.
	C
	D
	A
	B

	19.
	D
	B
	C
	A

	20.
	D
	C
	A
	B


Interpretation. The maximum rate for each type of orientation - 20 points, minimum - 0. If all four types are expressed equally, it will match the average estimate - 5 points for each type.

7 points or more (your strong sides) and 3 points and below (your weakness to which you didn’t pay attention).
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