Variace na jedno tema
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» Pokud jste doéetli minuly élanek ales-
pon do poloviny prvniho odstavce, moz-
na si vzpomenete na konstatovani, ze
riizné typy manazerského (pracovniho)
rozhovoru jsou variacemi na jedno téma.
Jejich cilem je vzdy presvédcit druhého,
pro néco ho ziskat, dosahnout zmény
v jeho chovani, udrzet jeho zajem a ne-
narusSit vzajemny vztah. Pojdme se na dva
Casté typy rozhovoru podivat detailnéji.

Hodnotici rozhovor

V hodnoticim rozhovoru je diilezité:

B Ziskat dostatek informaci a rozhodovat
se podle fakt, ne podle svych pocitl; ne-
rozhodovat se pfili§ rychle a nehodnotit
jen podle svého zaméreni, svych hodnot,
zajm{.

B VSechny hodnocené parametry bychom
méli hodnotit podle jednotnych méritek —
podle platnych pravidel a norem.

B Hodnoceny vykon vztahovatk cili ¢innos-
ti: pomaha nebo rusi?

B Nechat prostor pro sebehodnoceni hod-
noceného pracovnika.

Pro hodnotici rozhovor si pfipravte nasle-
dujicich pét kroku:

m Uspéchy hodnoceného: a nemluvte jen
o tom, co se povedlo, ale hlavné o tom,
co udélal pro to, aby se mu véci dafily,
jak to dokazal. Pravé spojeni mezi efek-
tem a aktivitou je to, co pomaha lidem
ke zdokonaleni.

B Bariéry a omezeni: co se nepovedlo —
a zase se soustfedte ne na vyCet neuspé-
chq, ale na to, pro¢ se nepodairilo dostat
se k nastavenému cili. Manazer musi
nejen chvalit, ale i poskytovat zpétnou
vazbu v prfipadé neuspéchu.

B Moznosti, jak vykon zlepSit: v tuto chuvili
zapomente na svou autoritu a nechte
svého partnera, at sam zmapuje moznos-
ti zlepSeni a sdm se rozhodne pro nékte-
rou z nich. Budte pfipraveni nabidnout

mozné feSeni, pokud pracovnik sam ne-
bude védét nebo polozi otazku: ,A jak to
mam teda udélat, séfe?“

B Uplatnéni hodnoceného pracovnika ve fir-
mé vzhledem k vysledkiim hodnoceni:
kazdy by se mél po konci rozhovoru citit
motivovan — bud k praci nebo zméné
mista.

B Kroky akéniho planu: co bude nasledo-
vat a jak bude vypadat kontrola.

Disciplinarni rozhovor

Disciplinarni rozhovor slouzi pfedevsim
k tomu, abychom jeho prostfednictvim zlep-
Sili vykon zaméstnance — nejde tedy v prvni
fadé o potrestani, ale o vycvik ke spravnému
jednani.

obecné hodnotici rozhovor —
reagujeme na problém a se-
tkani s problémy zpravidla vy-
volava tendenci reagovat
emocionalné (na obou stra-
nach) a pouzivat extrémnéjsi
zpusoby chovani.

Proto je dilezité v disciplinarnim rozhovoru
kombinovat osobni pfistup k hodnocenému
pracovnikovi se sou¢asnym zachovanim ne-
utrality — vyhybat se hodnoticim soudim,
zaméfenym na osobu: ,jsi tiplné neschopny,
nespolehlivy,...*

| tento rozhovor se vede lépe, pouzijeme-
li postupné tyto kroky:

B Presny popis chovani, které je tfeba zmé-
nit, popsat presné rozdil mezi tim, co pra-
covnik déla, a co je od néj pozadovano.
V popisu je lepSi pouzivat neutralni for-
mulace: ,Z Udaju je patrné..." nebo
»Z vas8ich vykaz( vyplyva, Ze..." Protoze
fakta jsou pro tento rozhovor zcela zasad-
ni, nepoustéjte se do néj, dokud nemate
zcela prokazatelné udaje. Pocitejte s tim,
ze i tak budete s pracovnikem chvili dis-
kutovat, nez bude data akceptovat.
A hlavné — dokud si je neodsouhlasite,
nepokracéujte v rozhovoru.

B Stanoviska vSech, ktefi jsou ucastniky
rozhovoru: Pocity, které mate vy a které
ma hodnoceny pracovnik. V této Casti
rozhovoru potfebujete fict, pro¢ vam jeho
jednani vadi a on pravdépodobné vysvétli
jeho divody. Nebojte se pouzit empatii,
zrcadleni jeho pocitd, zajem o jeho na-
zory. Fakta uz zaznéla, nyni je tfeba vy-
rovnat se s pocity. Proto pfechazime
k osobnim vyrazim — vy, my, ja. (,Vim,

Ze je to pro vas tézke, pro mé je obtizné
se vyrovnat s...")

B Pozadavek na zménu chovani: pratelsky,
ale jednoznacné, jasné, konkrétné, pev-
né. Vysvétlete divod a smysl svého po-
Zadavku — pro pracovnika, pro firmu. Ne-
zapomefite na termin: od kdy dojde ke
zméng, pripadné do kdy je tfeba ziskat
potfebné dovednosti. V této fazi rozhovo-
ru pfipojte i jasné vyjadreni, co se stane,
pokud bude nebo nebude dosazeno po-
Zadované zmény. Pro pozitivni motivaci
muzeme nabidnout i malou odménu, pra-
covnik by ale mél védét i co se stane,
kdyz se jeho chovani nezméni. (,Pokud
to zvladnete, pak...“, ,Pokud to nezvlad-
nete, pocitejte s...“.) O pozadované zmé-
né nepolemizujte a nesmlouvejte: v tom-
to typu rozhovoru je role manazera
direktivnéjSi nez v hodnoticim rozhovoru
(to neznamena agresivnéjsi).

B Ukonceni rozhovoru: zopakujeme obsah
a termin zmény. PfiméfFené pfijemné,
s podanim ruky se rozlougime. Zadny ko-
mentar o tom, jak je nam to lito, ale ze
jsme museli zasahnout, ze to musi pra-
covnik chapat, a podobné ,zmékcujici®
feci. VSe, co jsme potiebovalifict, jiz bylo
feCeno.

B K tomuto rozhovoru patfi pisemny za-
znam, jehoz kopii pracovnik samoziejmé
musi dostat. Pokud chcete, aby zaznam
pracovnik podepsal, udélejte ho hned
a dejte mu ho podepsat hned.

Dva typy rozhovoru, kazdy
jiny, a presto podobné.
V obou je diileZita pFfesnost,
vécnost pratelskost, osobni
vztah (,,Bud’te tvrdi k problé-
mu, mékci k lidem*, rika jeden
muj kolega). Neupadejte do
familiarnosti a taky ji nepfri-
pustte — véty typu ,,Jisté se
dohodneme, jsme prece lidi“
méni rozhovory, které maji byt
pro budoucnost zavazné,
v sousedské popovidani,
z néhoz zpravidla nevzejde
Zadny uzZitek.

Uzitek nevzejde ani z ,vyslechu®, pfi kterém
nas vlastné nazory toho druhého viibec ne-
zajimaji, ani ze zlehCovani typu ,musi to byt,
at' to mame rychle za sebou“. Ztracime zby-
te€né Cas. Ztracime Sanci cokoliv zlepsit.

Uspéch manazera opravdu
zavisi i na tom, jak pfipravené
vede rozhovor. [}



B Variations on the Same
Theme

If you read as far as to the middle of the second
paragraph of the last article, you may remember that
various types of managerial (work) dialogue is varia-
tions on the same theme. The objective is always to
convince your partner, win somebody over, achieve
a change in his/her behaviour, support, motivate, keep
somebody'’s interest and still not to impair your mutu-
al relationship. Let's look at the most frequent types
of dialogue in more detail.

Evaluation interview

During an evaluation interview, it is important:

To get enough information and decide based on data, not your
feelings; not to make decisions too fast and not to evaluate only
based on your focus, values, interests;

All the evaluated parameters should be measured based on uni-
fied measures — applicable rules and standards;

Evaluated performance should be considered in relation to the
objective of activities: does it help or disturb?

To leave room for self-evaluation of the evaluated employee.

Prepare the following 5 steps for an evaluation interview:

Employee's achievements: don't only talk about what was done
well, but mainly about what he/she did to make things go on well,
how he/she achieved it. It is the link between the effect and acti-
vity that helps people to improve;

Barriers and constraints: what wasn't done well - again, focus not
on a list of failures but on why the set objective was not accom-
plished. Amanager shouldn't only praise, but provide feedback in
case of a failure;

Options allowing performance to be improved: forget about your
supremacy and let your partner map improvement options and
decide for one of them by himself/herself. Be ready to offer a
solution if the employee doesn't know or asks a question: ,,And
what shall | do about it?*

The role of the evaluated employee in the company in view of the
evaluation results: everybody should feel motivated after the in-
terview ends: either to work or to switch jobs.

Action plan steps: what will follow and how it will be checked.

Disciplinary interview

A disciplinary interview serves mainly to improve
the employee’s performance: it means it's not prima-
rily about punishment but about training for proper
conduct. Despite that fact, it is more complicated than
a general evaluation interview: we react to a problem
and encountering problems usually leads to emotio-
nal reactions (on both sides) and more extreme beha-
viour.

That's why it's important to combine personal ap-
proach to the evaluated employee with simultaneous
neutrality: to avoid critical judgements pointing at the
person: ,,you are just incapable, unreliable...".

Even this kind of interview is easier to hold if you gradually use the

following steps:

An exact description of the behaviour that needs to be changed;
describe in detail the difference between what the employee does
and what you expect from him/her. It's better to use neutral state-
ments: ,The data shows...” or ,Your reports indicate that\...“. As
facts play a fundamental role for the interview, don't start it before
you have fully demonstrable data available. Be prepared you will
discuss the issue with the employee for some time before he/she
accepts the data. And what is the most important — don't continue
the interview until you agree on the data.

Standpoints of all people participating in the interview: your im-
pressions and impressions of the evaluated employee. In this part
of the interview you need to say why you mind his/her behaviour
and he/she will most probably explain his/her reasons. Don't be
afraid to show empathy, reflection of his/her feelings, interest in
his/her opinions. Facts have already been heard, now it's neces-
sary to cope with feelings. That's why we switch to personal sta-
tements: you, us, I. (,| know it's hard for you, for me it is difficult to
cope with...")

A request for a change in behaviour: friendly but unambiguously,
clearly, concretely, strongly. Explain the reason and purpose of
your request — for the employee, the company. Don't forget ti-
ming: from when the change will happen, or till when necessary
skills should be obtained. In this phase of the interview add a
clear statement about what will happen if the required change is/
isn't achieved. For the sake of positive motivation you can offer a
small bonus, but the employee should also know what will hap-
pen if he/she fails to change his/her behaviour. (,If you manage,
then ..., If you fail, prepare for...“.) Don't enter into a debate about
the required change and don't bargain: in this type of interview
the manager's role is more directive than in case of an evaluation
interview (which doesn't mean more aggressive).

Conclusion of the interview: repeat the change content and de-
adline. Say good-by in a reasonably nice manner, shake hands.
No comments about how sorry you are you were forced to get
involved, the employee should understand it, or similar "softe-
ning" statements. Everything you wanted to say has already been
said.

The interview should be followed by a written record, a copy of
which will naturally be delivered to the employee. If you want the
employee to sign the record, do it right away and have him/her
sign it immediately.

Two types of interview, unlike but still similar to each
other. Accuracy, dispassionateness, friendliness, per-
sonal relation play an important role in both of them
("Be tough to the problem, and soft to people”, one of
my colleagues says). Don't become overfamiliar and
don't permit sentences such as ,,We will certainly come
to an agreement, we are both humans*“, which chan-
ge interviews that are supposed to be binding for the
future into a neighbourly chat which usually brings
no effect.

No effect will similarly be brought by a ,,questio-
ning“ during which you aren't interested in your part-
ner's opinions at all, or detracting statements like ,,it
must be done, so let's do it to get over it quickly*. It's
just useless waste of time. Waste of a chance to im-
prove things.

Manager's success really depends on how prepa-
red he/she is to conduct the interview.



