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» Rozhovor (se $éfem, a nékdy ani s pod-
fizenym) u mnoha lidi nepatfi mezi jejich
nejoblibenéjsi pracovni aktivity. Jesté tak
mozna, kdyz se jedna o rozhovor nefor-
malni, ktery pfipomina béznou konverza-
ci — ale rozhovor pracovni, fizeny, kde
jsou témata predem stanovena, kde mu-
sime vysvétlovat, presvédcovat, celit
smrsti otazek — ne, bez toho se docela
dobie obejdeme.

Ne, neobejdeme. At jsme na strané& nad-
fizeného nebo podfizeného, je pracovni roz-
hovor jedinou moznosti, jak se efektivné
dohodnout na spoleéném postupu. RGzné
typy rozhovoru — motivaéni, hodnotici, do-
konce i karny se fidi stejnymi zasadami. Jsou
to variace na jedno téma — jejich cilem je vzdy
pfesvédcit druhého, pro néco ho ziskat, do-
sahnout zmény jeho chovani, podpofit ji,
motivovat, udrzet jeho zajem a pfitom nena-
rudit vzajemny vztah.

Jak to udélat, aby se rozhovor
nestal vasi ¢ernou miurou a byl
opravdu efektivni?

Potfebujete si uvédomit par pravidel:

1. Vy a va$ partner v rozhovoru nejste ne-
pratelé, dokonce ani kdyz mate na véc
jiny nazor.

2. Musite znat své potifeby — na ¢em vam
zalezi, a souCasné znat i potfeby svého
partnera — co je duleZité pro n&j? Cim lépe
to vite, tim dokonaleji se mizete domlu-
vit. Oba dva mate dlivod si vychazet vstfic.

3. Cim vstficn&jsi jste, tim vic budete spo-
lupracovat.
nez mluvit. Pokud spravné polozite otaz-
ku, dozvite se spoustu informaci. Ptejte
se ,jaky je tvllj nazor? Pro¢, co se stalo?
jakou mas predstavu...”

5. NezdUraznujte, Ze ja potiebuji, aby ten
druhy..., ale fikejte my potfebujeme...

6. Dulezité neni co rikate, ale jak vam part-
ner rozumi. Nepredjimejte, ze to, o ¢em
mluvite, kazdy pfece musi védét. Pre-
svédcte se par otazkami, zda si rozumite.

Rozhovor zac¢ina vzdy o néco dfiv, nez se
v dohodnutou hodinu posadime k jednomu
stolu.

Pred rozhovorem je treba
promyslet

B Cil: co chceme dosahnout: Poradit se?
ziskat podporu? Odstranit nedorozumé-
ni? — podle toho pak rozhovor vedeme.

B Predpokladany pfistup druhé strany — si-
tuace, zajmy, co je pro partnera dulezité:
Bude se branit? Cim bude argumentovat?
Co mu bude nebo nebude vadit?

B Informace, které se chci dozvédét.

B Argumenty, které mohu pouzit — readlie,
fakta, data, podklady: Cim partnera nej-
vic ziskam? Co potfebuje ziskat?

Samotny rozhovor ma nasledujici
kroky

B Pfivitani, vymezeni ramce rozhovoru,
jak bude vypadat, pfipadné cas, ktery
na né mame, navazani vztahu, aby se
partner citil v rozhovoru dobrfe, soustfe-
dil se, a bez zbyte¢nych okolk( precha-
zime na:

B Ziskani pozornosti, soustfedéni na téma
a zameér, ktery v rozhovoru mame: ,Chci ti
navrhnout®, ,Chci s tebou projednat...",
,VSiml jsem si, ze...“ Nema cenu dlouho
okolkovat — tim, Ze odkladame sdéleni
pfedmétu rozhovoru dlouho, dosahneme
spis toho, ze partner pfestava spolupraco-
vat, ek, Ze ho chceme ukolébat a zacina
s podezienim sledovat, co to po ném vlast-
né budeme chtit. DlleZité je, aby se pro
vedeni rozhovoru nezablokoval.

B Motivace: pro¢ mé ma poslouchat: zis-
kame ... dokazeme ... uSetfime ...
usnadni to ... Potfebujeme sjednotit oCe-
kavani, chceme svého partnera pro nas
zamér ziskat, a ne utlouci ho argumenty.

B Vychozi stav: co je, co se stalo, dopad
situace: kdyz budeme pokracovat, tak
se stane..., mize se stat...

B Zjisténi nazoru partnera: ptame se part-
nera na jeho nazory a na jeho napady
a predstavy a diskutujeme o nich: Jak i
to zni? Je to pouzitelné? Bylo by to uzi-
tec¢né? Podle ¢eho tak soudite?

B Dohoda o vysledku, plan postupu, rozdeé-
leni pravomoci — co kdo udéla, kontrolni
mechanismy.

B Zbyva uzavfit rozhovor: na ¢em jsme
se dohodli je dobré vzdycky jesté jednou
zopakovat a nesmime zapomenout na
povzbuzeni.

Po rozhovoru

B Pokud jsme se dohodli, nezapomeneme
poslat mail s diky za aktivné vedeny roz-

hovor a zapisem nebo stru¢nou rekapi-
tulaci, potvrzenim postupu.

B Hodnoceni: jak se mi podafilo dosahnout
cile? Co se mi povedlo? Co jsem mohl
udélat jinak? Co udélam jinak?

Jaké nejcastéjsi chyby v rozhovoru
délame?

B Nejsme pfipraveni a nevime, co chceme:
jdeme do rozhovoru intuitivné s tim, ze
mame pocit, co chceme a budeme se fidit
vyvojem situace. Vysledek: nedostaneme
se kam chceme, chybé&ji nam voditka
pro reagovani, namitky, nechavame
se odvézt uplné jinam.

B Nezmapujeme si situaci: co mizeme Ce-
kat, v jakém tlaku je nas partner.

B Nemame dostatek informaci pro zvlada-
ni namitek nebo pro argumenty.

B Jednostranné se zaméfime na nedostat-
ky, které chceme odstranit a snadno
sklouzneme od hodnoceni nebo popisu
vykonu k hodnoceni osobnosti Clovéka,
ktery pfed nami sedi.

B Zduraznujeme chyby a zapominame na
pozitivni usmérfiovani a na prostor pro
feeni.

B Pouzivame agresivni, fe€nické otazky:
tfeba: A to mi chces fict, Ze to nedélas?,
nékdy mnohonasobné otazky, kdy nas
partner vibec nevi, na kterou z rychle vy-
slovenych otazek ma vlastné odpovidat
a co nas zajima.

B Rychle rozhodujeme o pficinach a jejich fe-
Seni — nas partner je u toho zcela zbyte¢né.

B Preferujeme vlastni nazory pred fakty.

B ZdUrazriujeme vlastni autoritu.

B Hodnotime partnera podle ojedinélych
incidentd — udélame z komara velblouda.

B Nevedeme si poznamky.

B Neformulujeme zavér.

Abychom se nechovali stejné, pojdme si
na zaveér fici, co efektivnimu prabéhu rozho-
voru pomaha:

Rozhovor vedeme v klidu, ve
dvojici, bez vyrusovani

Hodné se ptame: na zajem partnera, na
jeho cile, jeho pohled na véc, jeho dlvody,
dame mu moznost vysvétlit jeho pohled
na véc. Pouzivame oteviené a mékgi formu-
lace — ,myslim si“. Opirame se o vécnou for-
mulaci problému. Vytvafime atmosféru
daveéry, spoluprace, Ucty a partnerstvi.

V argumentaci pouzivame to, co dobfe
pusobi: Priklady, vlastni zkuSenost, porov-
nani vykonu pfed a po zavedeni opatfeni,
uzitek (Uspora €asu, namabhy,...)

Jsme presni, vécni, a snazime se partnerovi
porozumét a pomoci mu vidét nove souvislosti.



B Dialogue in Management

There are not many people who would consider dialogue (with
the boss, but sometimes even with a subordinated colleague)
their favourite work task. May be if it's an informal dialogue that
reminds of everyday conversation, but work-oriented, controlled
dialogue with pre-defined topics, during which we need clarify,
convince, face a tornado of questions? Well, that's something
we can really do without.

No, we can't. Regardless whether we are the superior or the
subordinate, work dialogue is the only way to agree on joint acti-
on effectively. Various types of dialogue: motivational, evaluati-
ve, even disciplinary, follow the same principles. It's variations
on the same theme: the task is always to convince your partner,
win somebody over, achieve a change in his/her behaviour, sup-
port, motivate, keep somebody's interest and still not to impair
your mutual relationship.

How to do it not to make dialogue your nightmare
and make it really effective?

You should be aware of a few rules:

1. You and your partner in discussion are not enemies, even if
you see things differently.

2. You should know your needs: what you care about, and at the

same time to know the needs of your partner — what is impor-

tant to him/her? The better you know it, the better you can
agree. You both have a reason to comply with your wishes.

The more helpful you are, the more you will co-operate.

4. It is more important to listen than to talk in discussion. If you
ask the right question, you will learn a lot. Ask: What is your
opinion?, Why did it happen? What is your idea ..."

5. Don't stress that you need the other to ..., but say that we
need...

6. Itis notimportant what you say, but how your partner unders-
tands to you. Don't suppose everybody must know what you
are talking about. Check by a few questions whether you un-
derstand each other.

w

An interview always starts a bit earlier before we sit down at
a table in the agreed time.

Before the interview you should think about

B The objective: what do you want to achieve: consult?, gain
support?, eliminate misunderstandings? — then you conduct
the interview depending on the objective.

B The expected approach of the other part — the situation, inte-
rests, what is important to your partner: is he/she going to
fight back?, what will his/lher arguments be?, what will he/she
mind?

B Information that you want to get.

B Arguments you can use — real facts, information, data, sour-
ce materials: how can you win the partner over best?, what
does he/she need to get?

The actual interview consists of the following three
steps

B Welcome, defining the interview's scope, how it will be held,
or the time available for the interview, establishing a relation-
ship to make the partner feel good and concentrate on the
dialogue, then without unreasonable delay go over to.

B Getting attention, focusing on the topic and the intention you
have in the dialogue. ,I'd like to propose®, ,I'd like to discuss
... with you“, ,I have noticed that...“. There is no point in pro-

crastinating: if you postpone communication of the subject matter of
the interview for long, the partner tends to cease to co-operate, he/
she will expect you to want to lull him/her and start to be suspicious
about what you want from him/her. It's important not to let him/her get
blocked to dialogue.

B Motivation: why he/she should listen to you: we'll achieve ... we'll
manage to ... we'll save ... it will make ... easier ... You need to unite
your expectations, win your partner for your plan, not to kill him/her
by arguments.

B Starting position: what we have, what happened, the situation's im-
pact: if we go on like this, ... will happen, it may happen that...

B [dentification of partner's opinions: you should ask your partners about
his/her opinions and ideas and visions and discuss them: How do you
find it? It is practical? Would it be useful? Why do you think so?

B Agreement on the result, action plan, allocation of powers — who will
do what, control mechanisms.

B The last thing is to conclude the dialogue: it is always good to repeat what
we have agreed on once again, you shouldn't forget encouragement.

After the interview

B [f you reached agreement, don't forget to send an email with thanks for
active dialogue and minutes or a short recapitulation, confirmation of action
B Evaluation: to what extent have | managed to achieve my objective?
What did | do well? What could | do differently? What will | do differently?

What are the common mistakes we make when carrying
on a dialogue?

B We are not prepared and don't know what we want to achieve: we
carry the discussion on intuitively and we think we know what we
want to achieve and we will proceed as the situation develops. The
result: we don't get where we want to go, miss leads for reacting,
objections, we get misguided.

B We don't map the situation: what we can expect, under what pressure
our partner is.

B We don't have enough information to manage objections or arguments

B We unilaterally focus on deficiencies we want to eliminate and easily
slide from performance evaluation or description into assessment of
the personality of the human being sitting in front of us.

B We stress mistakes and forget positive guidance and room for soluti-
on.

B \We use aggressive, rhetorical questions such as: Do you mean to
say you don't do that?, sometimes we use multiple questions and our
partner has no idea which of the quickly formulated questions he/she
is supposed to answer and what we are interested in.

B \We quickly decide on causes and their solution — our partner is re-
dundant in the discussion.

B We prefer our own opinions over facts.

B We highlight our own authority.

B \We assess the partner based on isolated incidents: we make a moun-
tain out of a mole-hill.

B We don't take notes.

B We don't formulate a conclusion.

To avoid the above mentioned behaviour, let's say in conclusion what
facilitates the effective course of dialogue:

Carry on dialogue in quiet, in two, undisturbed.

Ask a lot: about the partner's interests, his/her objectives, point of view,
reasons, let him/her explain his/her view of the situation.

Use open and soft formulations — for example ,| think®.

Prop yourselves upon a factual formulation of the issue. Create atmo-
sphere of trust, collaboration, respect and partnership When using argu-
ments, use what works well: examples, your own experience, comparison
of performance before and after measures are introduced, benefits (sa-
ved time, effort...). Be accurate, businesslike, try to understand your part-
ner and help him/her see new links. O



