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) Trochu to pfipomina spor o to, co bylo dfiv
—slepice nebo vejce? Da se ,to" naucit? Musi
se s ,tim" ¢lovék narodit? Musim mit vSech-
no nebo jen néco? Nevite o co jde?

O predpoklady, které zpusobi, Ze jsme
nebo nejsme dobfi vedouci — lidfi. O ,to",
na ¢em zavisi Uspéch v manazerské pozici.

Cim vic se snazime piijit na to, jaké vlast-
nosti z nas délaji dobrého lidra, tim vic ztraci-
me prehled. Nejcastéji zjistime, Ze za dullezité
predpoklady jsou povazovany inteligence,
schopnost zhodnotit situaci, pfizpUsobivost,
kooperativnost, iniciativa, podnikavost, strate-
gické mysleni, originalita, flexibilita, schopnost
pracovat v nejistoté, energie, houzevnatost,
rozhodnost, sebedlvéra, takt, pocit odpovéd-
nosti, druznost, socialni citlivost, empatie, ...
nékdo si kdysi dal praci, a nasel v odbornych
publikacich 79 rliznych vlastnosti. Jenze za-
roven pfitom zjistil, Ze jen v5 % se na nich
shodli alespori 4 autofi.

| zkuSenost nam fika, Ze jednotlivi dobri
vedouci se od sebe znacné odlisuji. Nezda
se, ze by nékteré vlastnosti osobnosti byly
rozhodujici — a uz viibec ne zarukou Uspé-
chu — ve v8ech situacich. Ridici &innost je
podminéna tolika faktory podle konkrétni si-
tuace, ze se jen vyctem vlastnosti nikam
nedostaneme: s partou fidi¢l musim prece
jednat a vést je uplné jinak nez se skupinou
programator(, s muzi jinak nez se zenami,
se ,starymi mazaky“ jinak nez s novacky
a zelenadi. A coz teprve, kdyz nahrazuji zku-
Seného $éfa, ktery odeSel do penze, aja
v oboru teprve zacindm a navic jsem pfiSel
odjinud... Nebo prejdu do jiného oddéleni
a s hrdizou zjistuji, Ze to, co pfinaselo Uspéch
dfiv, najednou nefunguije.

Vzdycky zélezi na vztazich. Na jednu stra-
nu se nam to nemusi pfi naSem hledani pod-
minek uspéchu libit, dali bychom pfednost
jasné informaci, ale na druhé strané je to
pro v8echny, ktefi se chtgji stat dobrymi lid-
ry, pot&Sujici informace: Uspéch nespogi-
va v hromadéni kladnych vlastnosti.

Hlubsi rozbor by ve vlastnostech odhalil
dva pomérné nezavislé faktory, které potre-
buje dobry Séf: uvazlivost a iniciativu. Oba
se projevuji v tolika vlastnostech a doved-
nostech, Ze minimalné jednu z nich midzeme
rozvijet.

Jaké jsou pozadavky lidi na jejich dobré-
ho vedouciho? Co viastné cekaji lidé od
svych vedoucich?

B Vedouci musi mit vizi — nékam nas pre-
ce vede.

B Musi tu vizi umét prevést do srozumitel-
nych cilt, abychom i my védéli, kam se
chceme dostat.

B Musi nas umét presvédcit, ze k tém ci-
IGm chceme taky.

B Musi umét rozhodovat, zvladat krize.

B Musi s nami jednat Cestné a poctivé.

B A taky za nads musi bojovat.

Zase se z mnoha vlastnosti vynofuji tfi
z&kladni pozadavky na lidry, a tentokrat je
naplnime ne vlastnostmi (ty opravdu nemu-
sime mit), ale dovednostmi (protoze ty
se dokazeme naucit):

Orientace na lidi

N

Profesionalita

—

Pozitivni pristup

— Orientace na lidi se projevuje tim, ze lidr
pomaha lidem, podporuje je, formuje
a motivuje je. Motivace ma pro podfizenée
zcela konkrétni podobu:

B z3ajem o jejich kariéru a rozvoj,

W duvéra, otevienost, upfimnost, poskyto-
vani zpétné vazby, schopnost fikat v€as
i nepfijemné véci,

B organizovani prace — vedouci se posta-
ra o to, aby vSichni védéli, co se od nich
ocekava, kam maji jit a co délat,

B zgjiSténi prace, ktera stoji za to,

B uznani Uspéchu.

Soucasti orientace na lidi je umét inspiro-
vat své spolupracovniky svym vlastnim pfi-
kladem — nejednat jinak, nez fika, zajimat
se o lidi, se kterymi spolupracuje:

— Pozitivni pristup znamena elan, proak-
tivitu, spolupraci, problémy nejsou pre-
kazkou, ale pfilezitosti, jasnou cestu k cili.

Znamena to umét predvidat budouci vy-
voj a nenechat se nahodné ovlivhovat
okolnostmi. Znamena to i chapat vSech-
ny zmény jako pfilezitost svého rozvoje
a hledat jejich pozitivni stranky, neporov-
navat situaci s tim, co bylo, ale pfemyslet
o tom, co to znamena pro budoucnost.
Véty ,to se pro nas nehodi“ a nebo ,to
se neda zvladnout” do vybavy aktivniho
a pozitivniho ¢lovéka nepatfi.

To hlavni, v Eem se projevi pozitivni pfi-
stup jsou:
B zvladani konfliktd, krizi a rizik,
B fizeni projekt(,
B fizeni zmén,
B budovani vztah(: dny nafizovani a kont-
roly jsou minulosti, lidr se musi naucit
delegovat rozhodovaci pravomoc.

— Profesionalita se projevuje znalostmi,
loajalitou, spolehlivosti, hledanim souvis-
losti, poctivosti a Cestnosti. Pfijimani od-
povédnosti za vlastni rozhodnuti je jejim
zakladem. Zkusenosti — dobré i Spatné —
povazuje dobry lidr za svou vyhodu. Bu-
dovani vyvazeného tymu, ktery dokaze
doplnit jeho silné nebo slabé stranky (po-
divejte se do letoSniho Cisla 2 tohoto ¢a-
sopisu) je predpokladem uplatnéni pro-
fesionality.

Dobrym lidrem nebude ¢lovék, ktery mysli
jen na sebe, nikdy nenasloucha, co mu jeho
podfizeni fikaji, nezvlada svoje emoce,
ve vSem hleda problémy a schovava se za
své nadfizené, politikafi, snazi se byt dobry
vU¢i nadfizenym i podfizenym. Jeho oblibe-
nou Cinnosti je odsouvani obtiznych rozhod-
nuti na pozdéjsi dobu, zejména kdyz ma pocit,
Ze prijaté rozhodnuti bude mit spoustu nega-
tivnich dusledkd. A taky to zpravidla nebude
Clovek, ktery prohlasuje, ze kazda teorie je
na houby, Zivot Ze je jiny, a tak nema cenu
se ucit. Asi bychom mohli uvést stejny pocet
vlastnosti, které brani byt ispéSnym mana-
Zerem, jako tomu bylo v obraceném prikla-
du v Gvodu.

Byt vedoucim, lidrem, manazerem — neza-
lezi na slovech — neni jednoduché. Neni to
ani nic nadpfirozeného, zadna magicka
schopnost. Je to ¢innost, v niz cilené rozviji-
me dovednosti, na kterych zalezi. Nemusime
se ani ucit vSechny ze seznamu — jen potre-
bujeme védét, na které silné stranky
se muzeme spolehnout a které slabé stranky
rozvijet. Musime védét, kudy vede nase ces-
ta k tomu, stat se dobrym lidrem — a jit po ni.

A mimochodem: odpovéd na nasi uvodni
otdzku zni: ..o,

Nenapovim, to uz vite sami. m



B Skills or Personality?

In a way it evokes the chicken and egg dilemma. Can you learn
L,it“? Do you have to be born with ,it“? Do you need ,it“ all or just a bit?
You don't know what | am talking about? You have no idea what all
this is about?

Itis about the makings that decide whether we are or are not good
leaders. About things on which our success in a managerial position
depends.

The more we try to figure out what personal characteristics make
us a good leader, the more we get confused. Most often we find out
that intelligence, ability to assess the situation, adaptability, coope-
rativeness, initiative, enterprise, strategic thinking, originality, flexibi-
lity, ability to work in fluid situations, energy, perseverance,
decisiveness, self-confidence, tact, feeling of responsibility, sociabi-
lity, social sensitiveness, empathy are considered as important...
somebody took pains once and found 79 different characteristics in
professional publications. But at the same time he found out that the
authors agreed on them in 5 % cases only.

Even our experience says that individual good leaders differ from
each other quite a lot. It doesn't seem certain characteristics would
be critical, and no ways mean guaranteed success, in all situations.
Management is conditioned by so many factors depending on the
concrete situation that a mere list of characteristics will not get us
down to the point:

it is clear you should treat a group of drivers in a quite different
way than a team of programmers, men differently than women, long-
timers differently than beginners and greenhorns. And what about
a situation when you are supposed to replace an experienced boss
who's retired and you are new to the industry and come from a diffe-
rent environment... Or you are transferred to another department
and find out to your horror that what led to success in the past sud-
denly doesn't work at all.

It always depends on relations. On one hand, you don't necessari-
ly have to like it when you try to find the conditions of success as
you'd prefer clear information, on the other hand it is good news for
all who want to become good leaders: Success doesn't rest in ac-
cumulation of positive characteristics.

A deeper analyses would discover two quite independent factors
in the characteristics every manager needs: judiciousness and initia-
tive. Both are manifested in so many characteristics and skills that
you can develop at least one of them.

What is a good leader required to do?
What do people expect from their managers?

B A leader must have a vision — he/she is leading us somewhere,
right?

B He/she must be able to reflect the vision in clear objectives to
allow us to know where we want to get to.

B He/she must be able to convince us we want to achieve the obje-
ctives too.

B He/she must be able to decide, handle crises.
B He/she must treat us honestly and fairly.
B And what more, he/she must fight for us.

Again, three main requirements for leaders emerge from the nu-
merous personal characteristics. This time we will describe them in
terms of skills (that we can obtain), and not personal characteristics
(as we don't have to have them):

Professionalism

—

Orientation to people

Performance

Positive approach

— Orientation to people is shown when the leader helps people,
supports them, forms and motivates them. Motivation has a very
concrete form to subordinates:

B |[nterest in their career and growth,

B Trust, openness, honesty, providing feedback, ability to say even
unpleasant matters in time,

B Organising of work: the leader takes care everybody knows what
is expected from them, where to go and what to do,

B Securing work that is worth doing,

B Acknowledgement of success.

Orientation to people includes an ability to inspire colleagues by
own example, i.e. not to act in a way different than what you say, be
interested in people you collaborate with.

— Positive approach means drive, proactiveness, co-operation, pro-
blems are no barriers but opportunities, a clear path to the obje-
ctive. It means to be able to foresee future development and not
to be influenced by circumstances coincidentally. It also means
to understand all changes as opportunities for your growth and
look for their positive features, not to compare the situation with
the past but to think what it means for the future. Phrases like ,it's
nothing for us“ or ,we cannot handle that“ do not fit to an active
and positive person.

The main indicators of the positive approach are:

Handling of conflicts, crises and risks

Project management

Change management

Building of relations: the days of orders and control are over,

a leader must learn to delegate powers to take decisions.

— Professionalism shows as knowledge, loyalty, reliability, loo-
king for contingencies, fairness and honesty. Accepting of the re-
sponsibility for own decision is the essence of it. A good leader
considers experience - both good and bad — as his/her advanta-
ge. Building of a balanced team that can complement his/her
strengths and weaknesses (see this year's volume 2 of the ma-
gazine) is a precondition of application of professionalism.

A person who thinks only of him/herself, never listens what his/her
subordinates say, doesn't control his/her emotions, looks for problems
everywhere and hides behind his/her subordinates, politicks, tries to
look good both in front of his/her superiors and subordinates will never
be a good leader. His/her favourite activity is to postpone difficult deci-
sions to later, especially when he/she feels an accepted decision could
bring many negative consequences. And it is usually not a person who
says every theory is good for nothing, practical life is different and it
makes no sense to learn. We could most probably mention the same
number of characteristics that prevent you from being a successful
manager, very similar to that one in the first part of the article.

Itis not easy to be a boss, a leader, a manager — words don't matter.
But is it nothing supernatural, no magic property. It is a process in
which we develop skills that are important. We don't need to learn all
those mentioned in the list, we just need to know what strengths we
can rely on and what weaknesses we should work on. We should
know which way leads to becoming a good leader is and follow it.
And by the way: the answer to our initial questionis: ..................
| am not going to prompt, you know it now.
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