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Mpenvcnosue NnapTHepa U3gaHus

Mopoi BaM Ka)keTCs, YTO B KOMMaHUN CN0XXMacCb Hepa3peLllrMasn CuTyauus,

C KOTOPOW Nnpexxae He CTaJIKUBAJICA HU OOUH MeHeaxXep, Ui 4T1o paboydasn cpena
npespaTuiach B NepBO3AaHHbIA Xaoc, He NOAAALWMNIACS KOHTPOJIIO N YNOPSAA0YEHMIO.
NHoraoa Bbl AymMaeTe, YTO NoAYNHEHHbIE HE CNOCOOHbI CMPaBAATLCS CO CBOMMMU
06513aHHOCTSIMUW, 4TO OHU BECTONKOBLI N HE OPraHM30BaHHbl. Bo Bcex 3Tux cnyyanx
Bbl ownbaeTeck! Ckopee BCero, Bbl MPOCTO He YMTanu KHUTY «Bce HavYanbHUKM
AenatT 3T0...».

[la)ke coCTosABLUMECS PYKOBOOUTENN HEPEOKO CKaTbIBAOTCA A0 YrNpaB/ieHUs

Ha aBTOMWIOTE, MOCKOJIbKY, KOrga BCe, Ha NepBbin B3rnag, 6naronony4yHo n nena
naoyT CBOMM 4epenom, y HUX BblipabaTbiBaeTCs 4yBCTBO JIOXKHOW 3aLUNLLEHHOCTM.

o 3TOW NpPUYMHE MeHeL Kepbl NepecTaloT FoBOPUTb C NOAYNHEHHbLIMU U CAbIWATb UX.
Hdvanor TepseT coaep>XaTeNbHOCTb, CTAHOBUTCHA BECCUCTEMHBLIM, MOBEPXHOCTHbLIM,
HEKOHKpPEeTHbIM, 1 cbon B paboTe npeanpuaTmnsa - Hen3be)>XHbIM UTOr Takoro noaxona.



Bptoc TynraH, aBTop KHUMM «Bce HavYanbHUKN OenakT 3TO...» U Blagesel, KoMnaHuu
Rainmaker Thinking, B TedeHne aBaguaTu NeT KOHCYIbTUPYET pyKoBoauTenen
BbICLLEro 3BEHa W BJaAeNbLEB KPYMHbIX Koprnopauun B obnactn nmaepcTea

N MeHea>XMeHTa. Ero nogxopn K opraHusaunmn paboden cpeabl NnoagKynaeT NpoCcToOTON
N nparMaTu3mMoM.

MHoro net bptoc TynraH BMecTe CO CBOMMWU NOAYUHEHHBIMN N3HYTPU Habnogan
MeXaHN3Mbl 0eATeNbHOCTM CaMbIX pa3HbIX KOMMaHWN, NPoBOAN DOKYC-Fpynmbl,
becepoBan C ycnewHbIMn pyKoBognTensaMn. B KoHUe KOHLO0B, OH onpeaesni
ABaflUaTb CEMb Ba)XHEWLLIUX 3a4a4, KOTOPble NPUXOAUNTCA pellaTb BCEM MEHed)XepaM.
OTW 3aja4u BblHECEHbl B Ha3BaHWA rnas, NO3TOMY OJ19 pa3peLleHNss KOHKPeTHOM
CUTyaunn pyKOBOOAUTENO JOCTAaTOYHO OTKPbITb KHUTY, HANTWU COOTBETCTBYIOLLYIO
rf1aBy N YeTKO CJlIef0BaTb FOTOBbIM UHCTPYKUUAM. Y OUBUTESIbHO, HO 3TN
pekoMeHOaunm encTByoT 3PPEKTUBHO U Be30TKa3HO.

Ona obecnevyeHns KoaeKkTMBa 340poBoN paboyen cpenon NPUXOANTCS TPaTUTb
HeMa’sio BpEMEHM M CUJ1, HO 3aTpaTbl OKYNatoTCcA cTopuuen. Ecnm xxe Bapyr 4To-To
MOLIJI0 HE TakK, UCNpaBUTb cUTyauuto bptoc TynraH npegnaraeT NPoOCTbIMU

MeTO[4aMN - BEPHYBLUNCbL K OCHOBOMOJIaralowmM npuHUmMnamMm MeHea>x MeHTa. Yauwe
BCEro B KHUIre BCTpeYaeTCs CQI0BO «AMANI0r» — KJI0YEBOE CZI0BO. DTO 3HAYUT,

4YTO 3(P(PEKTUBHbBIN MEeHeO )Kep O0JIXKEH HAaYy4YUTbCA NPaBUJIbHO FOBOPUTL U CyLWaTb
CBOMX NOAYUHEHHbIX - 1 aBTOP WeApo 4ennTcsa cBonM BoraTbiM OMNbITOM B 3TOM
Henerkom gene. OH NocnenoBaTesIbHO, CKPYNYysIe3HO U MOHATHO oby4aeT, 4TO 3HAYuUT
ObITb HACTOALMM NNOEPOM U KaK O0CTUYb ycrnexa B yrpaBieHUMN.

B komnaHuu Xella o4eHb BbICOKO oueHunn paboTty bpioca TynraHa. Mo Hawemy
MHEHUNIO, 3TO HeE3aMeHUMoe npakTndeckoe nocobue B paboTte noboOro pykosoanTens.
CerofiHsa Hawa Kopropauns - MUPOBOM Nnaep B NPOM3BOACTBE CTPOUTESIbHbIX
MaTepuasnos, Takmx Kak razobetoH YTONG, nisectb FELS, yTennantens Multipor,

He NMeLWNX aHaIoroB Ha POCCUNCKOM PbIHKE; U Ha MYyTU K 3TOMY BblCOYanLLeMy
YPOBHIO Ka4ecTBa NpoAyKTa, BbICOKOMY BHYTPUKOPNOPAaTUBHOMY MEeHEOXXMEHTY Halla
KOMMNaHUA Nnpoxoamnsaa B CBOEM Pa3BUTUM 3Tanbl CIMAHUA, POCTa U 3KCMNAHCUN

Ha MeXXAyHapoOHble pbIHKWU. [1py 3TOM COTPYOHUKN BCErga cHMTasncCb HalmMm
OCHOBHbIM CTpaTern4yecknm pecypcom. B gaHHbIN MOMeHT B WITaTe Xella
HacyuTbiBaeTca 6osiee WecTn ThiCaY YenoBek. Y koMmnaHum 97 3aBonoB B 20 cTpaHax
MWUpa, OHa COCTOUT U3 MHOXKeCTBa noapa3fesieHnn N otaenos. N KaxKabin oeHb
BOMNPOCHLI KOPNOPAaTUBHOIO yrpaB/EHNA HU Ha CEKYHOY He TepsAloT CBOEW
aKTya/IbHOCTU. Beab Hall OCHOBHOM NPUOPUTET - BbICOKUE CTaHO4APThl Ka4YecTBa
BbIMyCKaAeMOW NPOAYKLUWN, U UMEHHO COTPYAHUKN obecne4ymBaloT 3TN CTaHAapPThI.



Mbl Bcerga HaueneHbl Ha A0JIrOCPOYHOE U MI0A0TBOPHOE COTPYAHNYECTBO C /II0AbMU,
paboTaloLWwmMMn y Hac, a NPY NOCTPOEHNN BHYTPUKOPMOPATUBHbIX OTHOLLIEHWIA
CTPEMUMCS K BbICOYAWLLWM CTaHAapTaM.

«Bce HaYanbHUKN genatT 3TO...» - NeJaHTU4YHas, TOYHass UHCTPYKLUUS

ONs pyKoBoOguUTesien; Bbl HE HangeTe B HeEM abCTPaKTHbIX TeoOpeTUYEeCKUX 3HAHUN
NN pa3po3HEeHHbIX PAKTOB. DTO HACTOJIbHAA KHUIa, NPAaKTUYECKNN MHCTPYMEHT
ynpaB/eHUs, K KOTOPOMY Mo Mmepe HeobxoaMMoCTn MO>XKHO obpallaTbCs CHOBA

1 cHoBa. o HaweMy MHEeHUto, CUIbHaA CTOPOHA aBTOPCKOM KOHUENUUN - B YMEHUN
OTKPbITb rfa3a Ha npobnemy, KoTopas NOCTOAHHO HAXOAUTCS Ha BMAY,

HO He 3aMeTHa, CJIOBHO ONTUYeCcKas Uo3us.

YBepeH, 4To KHura bptoca TysraHa cTaHeT OAHMM N3 BalLIUX IOOUMbIX MHCTPYMEHTOB
B HaJlaXKMBaHWUN 1 nogaep>XaHnn 340P0BOro BHYTPUKOPNOPAaTUBHOIO KIMMaTa.

PobepT Typcku, CEO Xella Russia, r. Moxanck

dTa KHura noceswaetcs Kpucy Fnosaku n Kpuccu Kamnbenn, a Takxxe BCen nx
MHOro4YuncseHHon poaHe, ocobeHHo geTam: Jliunu, AnvbepTy, N'epbu n Ctenne

Kak nonb30BaTbCH KHUMOM

Korga s roBopto 0 ABaauaTu CEMU 3aflav4ax MeHenXepoB, MeHs 4acCTo CrpallnBaioT:
«A noyemy gBaguaTb ceMb? [No4yeMy He gBaguUaTb WeCTb, WA ABafLaTb BOCEMb,

K NpuMepy, Wnm Kakoe-HMbyaob Apyroe 4mcno?» 3Ta KHUra OCHOBbIBAETCS

Ha ABaAUATWIETHUX uccrienoBaHnax paboyen cpenbl, NPoBEeAEHHbIX MOEN KOMMNAaHWEN
RainmakerThinking. Bo BpemMsa 6ec4ncieHHbIX CEMUHAPOB MO0 MEHEeO)>XMEHTY, OMpPOCOoB,
hoKyC-rpynn v MHTEPBbLIO Mbl 3a[a/IM COTHAM ThICAY yNpaBJieHLEB NMPsMO BOMPOC:
«Kakne cutyauunmn, CBsi3aHHbIe C PyKOBOACTBOM KOJINEKTUBOM, Hanbonee CNoXKHbI

ON1a Bac Kak MeHed)xepa?» M obHapyXnnocb, 4T0, HECMOTPSA Ha OrPOMHOE
pa3Hoobpa3une naen N MHEHNN, MHOTME rOBOPUSIN O KOHKPETHbIX Npobnemax

n TpyaHocTax. Mo cyTtn, bonee 4em B 90 NnpoueHTax OTBETOB YNOMUHANNCh MMEHHO



OBafLaTb CeEMb 3aQay, ONMCaHHbIe B KHUre.

KHUra HamepeHHOo cocTaBJsieHa Tak, YTobbl €0 MOXXHO ObIJ1I0 MOCTOSAHHO NOJ1Ib30BATbLCS
KaK CNPaBOYHUKOM, KaK YAO0OHbIM MHCTPYMEHTOM YMPaBAEHNS, K KOTOPOMY MOXXHO
BO3BpalLLATbCsi CHOBA WU CHOBA Ha MPOTSXKEHUN BCEN KAapPbePbl PYKOBOAUTENS

nnn meHep)xepa ntoboro ypoBHs. Kak BUAHO U3 ornaBfieHns, ABaALaTbh CEMb 3a4aM
OMNWCLIBAOTCS B KHUIe B NOPSAAKE UX YaCTOTbl UK CIOXKHOCTU, @ CrPYNNUPOBaHbl OHU
B CEMb I/1aB Mo obLwmm, 06beaAnHAWMM X TeMaM. d Npu3biBato BaC HE YNTaTb BCE
noapsif, a Ha4yaTb C KOHKPETHOW 3a4a4uM, C KOTOPOW Bbl CTOJIKHYINCh CEroaHS.

Bo3Mo>xHO, pa3aenaBwncb 6narogapsa KHure ¢ npobnemon, Bbl peLLINTE NOCTaBUTL ee
Ha NOJIKY A0 MosiBJieHNs HOBOW 3afdayun. Ho He ToponuTech, NnogyManTe, He CTOUT K
BCE XKe NpoYecTb KHUTY OT Havyasla A0 KoHLua. /1 BOT noyemy...

Kak nokasanun nccnenoBaHus, eCM B OTHOWEHUAX MeHeaXXepa € NMoAYNHEHHbBIMU YTO-
TO WOET He Tak, NOYTU BCerpa eCTb 0AMH 06NN HeraTuBHbIN (hakTop -
HeCTpyKTypupoBaHHoe, beccopepxaTenbHoe, beccuctemHoe obweHune. N noytun
Bcerga npobnema BecbMa 3hPeKTUBHO pellaeTcsa bnarofaps Bo3BpaLLleHuto

K OCHOBOMMOJIaralowmM rnpuHLMNam ynpasiaeHnsa. Yntasa Ty KHUTY,

Bbl Y3HaeTe, Kak Hanbosee ycnewHble MeHea>Xepbl MPUMEHSAIOT 3TU OCHOBbLI, A1 TOrO
4TOObI KOHTPOIMPOBATHL NIOOYI0 CMTyaUMIO N NO3TaNHO pewaTh 3ag4a4un, C KOTOPbIMUN
OHW CcTankumBatoTca B paboTe. BOT no4yeMy 4TeHue OT KOPKU 0 KOPKK, MO CyTN,
PaBHOLEHHO NPOXOXAEeHU Kypca Monogoro 6orua no appekTnsHoMy

MeHe[ >KMeHTY. A rnocJsie 3TOro MOXHO NoCTaBUTb ee Ha MNoJIKY A0 TexX rnop, rnoka

He noTpebyeTcs 0CBEXUTb 3HAHUSA, KOr4a Bbl CTOJIKHETECh C 04epeaHON peasibHOW
3aga4en. CnoBomM, Kak Obl Bbl H/ peLlinaiv UCNONb30BaTb 3TY KHUTY, MOXXalyncTa,
henanTe 3TO BAYMYMBO U aKTUBHO!

(naBa 1

OCHOBbI ynpaBJleHNda - 3TO BCE, YTO BaM HY>XXHO

MpencTtaBbTe, YTO Bbl MPUXOANTE Ha eXeHenenbHoe cobpaHue paboyein rpynnsl,

NMPUBbLIYHO 0XKKAas OT COTPYAHUKOB HOBOW MHOpMaLIMK. YHAaCTHUKM COBeLLaHNsA
noAroToBJIeHbl Mo-pa3HoMy. OQHN NPeaoCTaBAAIT HEAOCTAaTOYHO MHOPMaL UK,



Apyrve 3aBaJiMBalOT KoJI1er HeHY)XHbIMUN aeTanaMun. HekoTtopbie ynopHo
OTKJIOHAIOTCHA OT TeMbl. KTO-TO nepelwlenTbiBaeTCs, YB/I€4eHHO o6cy>Kn,aﬂ 4YTO-TO,
SIBHO He nMeroulee oTHoweHnA K geny. KTo-To BO3UTCA C MOBUAbHBLIM TenedoHOoM.
B ntore BMecTo NOJZIOXXEHHOr0 Yaca Bbl 3acefaeTe ABa.

NHorpa BaM B ros1oBy NPUXOOUT MbIC/b: «A HY>XHbl 1N HAM BooOLWwe 3Tu cobpaHua?»

B KOHLEe KOHLO0B, BCe NMOAYMHEHHbIE N TaK KOHTaKTUPYIOT APYr C 4PYrOM NMpakTU4ecKu
exxeaHeBHO. /1 B Ballen KOMaHAe 0aBHO OeNCTBYET MOJIMTUKA OTKPbITbIX ABEpen.
Ecnn KTO-TO N3 COTPYAHUKOB NMpUAyMbIBaeT YTO-TO HOBOE, OH Cpa3y pacCKa3bliBaeT
06 3TOM BCeM, KOro KkacaeTcs ero HoposeegeHue. Ha npoTsa>xeHun Bcero paboyero
OHA Bbl obwaeTech Apyr C APYroM JINYHO, MO TenedoHy 1 3NIeKTPOHHOW noYTe.

Ho npoxoaunT BpeMms, n odyepenHoe cobpaHume rpynnbl MPOXOANT MO NPEeXHeNn cxeme.

N BCce onaTb npeT, Kak Bcerga, 4o Tex rnop roka B 04WH NpeKpacHbI MOMEHT

He obHapy>XMBaeTCs, YTO Ype3BblHalHO BaXkHbIN NPoeKT X ByKcyeT; ero peannsaumns
3aMeTHO OTCTaeT OT rpadpmka. Kak Takoe Morso ciyydnTbca? Bbl XKe perynsapHo JINYHO
KOHTPOJINPOBaIN KaX40ro y4acTHUKa NpoeKkTa, B TOM Yucse rnposBogumn
eXxeHefesibHble coBellaHus.

MoKa He ACHO, YTO MMEHHO NMPOon30LWA0. MOXET, KTO-TO N3MeHWU TpeboBaHUA, N 3TK
N3MeHeHns He 6blIM B MOJIHOW Mepe AOoHeCeHbl A0 UCNoaHUTenen. BoamoxxHo,
MOMEXON CTajla HeEXBaTKa PecypCcoB, TEXHOOrMYeCcKnin cbom nnm yenoseveckas
ownbkKa. KTo-TO IBHO CMJIOXOBaJ1 - MOXET, YJeH NPOEKTHOW rpynnbl UK KTO-TO
apyron. Henb3sa N BO3/10XKNTb OTBETCTBEHHOCTb Ha KOHKPETHOr 0 YesioBeka?
Hanpumep, muctep MNpobnema AOBOLHO YaCTO NOABOAUT KONer.

MpoeKT X BK/OYaeT B cebd MHOXKECTBO NepeMeHHbIX haKTopoB. Tenepb N3MEeHeHUs
HY>XHO BHEAPUTb NOBCIOAY, U K 3TON paboTe npuaeTca npuneyb paboyyio rpynny
COTPYAHWUKOB N3 Apyroro otaena. Jliiogn sBHo 6yayT He B BOCTOpre.

BpeMsi, pecypcCbl, SHEPIrUs U AeHbr NoTPayYeHbl BNyCTy0. Hayanncb B3anMHble
06BUHEHMS, XKanobbl, 06BbACHEHNSA. CUTyauUns pe3Ko yXyALnaack nocae Toro,

Kak He TaK [laBHO U3 Balleil KoMaHAbl YLa 04Ha U3 CaMbIX LIeHHbIX COTPYAHULL, MUCC
MnaTuHa. 3aMeHUBLLAs ee MUCC BpoH3a Moka elle NoJIHOCTbLIO He BollIa B KypC Aena.

N BOT Bbl 3aKaTblBaeTe pyKaBa U Ha4YnMHaeTe TyWwmnTb «noxap». C rnasy Ha rnas
becenyeTe C YaeHaMM KOMaHAbl, HA KOTOPbIX, KaK BaM M3BECTHO, MOXXHO MOJIOXKNTbCS.
YacTb OTBETCTBEHHOCTU 4YecTHO bepeTe Ha cebs - HanpuMep, CaMu yroBapuBaeTe
KoJIler n3 apyrux oTAesnos nepepesnatb UX A0S0 NpoekTa. MpoBoanTe HECKOIbKO
KOPOTKMX COBELLaHUN ans obCcyxaeHnsa cyuecTeyowmx npobnem. Jlioan Tpyaatcs



He nokJsagas pykK. B KOHLE KOHLIOB KpU3XC NPeoaosieH, 1 MPOeKT X BO3BpaLlaeTcs
B HY>KHO€e pycCJio.

Mocne Toro Kak Bbl MOJIHOCTbLIO pa3bepeTech, 4TO XK€ MMEHHO MPON30LLJI0, BaM,

Mo BCEN BEPOATHOCTU, NMPUAETCS NMPOBECTU HECKOJIbKO BECbMa HEMPUATHbIX becen
N NpuBJieYb K OTBETCTBEHHOCTUN BUHOBHbIX. HEKOTOpPbIE COTPYOHMKMN, BO3MOXHO,
OyanyT yBoJsieHbl. I gake ecnm okaxkeTcs, 4To muctep lNMpobnema B cboe He BMHOBAT,
Bbl MOVMMETe, 4TO AaJiblue TAHYTb He4Yyero: ¢ 3TUM NapHeM Hago HemMeasIeEHHO
Cepbe3HO NOroBOpPUTb O ero yrnopHoM HexxenaHum paboTaTb Kak cnepyer.

Bce BepHYI0Cb Ha Kpyru CBOs, HO MHOrMe gpyrue gena Bbl B pe3ysibTaTe 3anyCcTuan.
N nogyYnMHeHHble ToXXe. XO0TS B OCHOBHOM CMTYyaLUsi HOPMaan3npoBaach.

Kak MeHeO)xep Bbl KOHTAaKTUPYyeTEe CO BCEMU YSIEHAMWN KOMaHAbl MPaKTUYECKN
eXxeaHeBHo. JIloan 3HAlOT, YTO ABepb B Ball KabMHeT Bceraa oTKpbiTa. ECam KTo-TO
N3 HUX NPUAYMbIBAET YTO-TO HOBOE, OH Cpa3y MHMOPMUPYET BCEX, KOMY CTOUT

06 3ToM 3HaTb. C 60/1bLLINHCTBOM COTPYAHUKOB Bbl 0bLLlaeTeCh Mo 3/IeKTPOHHOW no4yTe
N pasroBapuBaeTe rno TenedoHy MHOro pa3 B AeHb. M yXX HaBepHsika BCTPETUTECH

C HUMW BCEMU Ha cneaytolleM obLiemM coBeLlaHuu.

JTio60oin COBPEMEHHbLIN MEHEAXKEP CKaXKeT BaM, YTO «MNOXKapoTyLleHne» npencraBnseT
cobon HeoTbeMIEMYIO YaCTb ero paboTbl. Pa3opBaTb 3TOT NOPOYHbLIN KPYT
ype3Bbl4aMHO TPYAHO, BEOb €C/IN BO3HMKAEeT OCTpas U HeoT/0XKHasa npobnema,

ee 06sA3aTesNIbHO HY)KHO pewmnTb, U KaK MOXXHO BbiCTpee. YTO-TO nAeT He Tak,

KakK Hafo, U pa3ropaeTcs noxap. N noTywinTb ero - 0osar MmeHegxepa.

Bbl BO3rnaesnseTte 6opbby C OrHeM, a KaXKAabll COTPYAHUK OOJIKEH CXBATUTb BEAPO

n 6pocnTbCs BaM Ha Nnomoulb. Ho 06bIYHO 3TO Ype3BblHaMHO TPyAHasA 3a4ava,

Ha pelleHne KOTOpPOoW yXOauUT yiMa BpeMeHU. K TOMy MOMEHTY, Korga «rnoap»
MOTYLIEH, BCe OCTasibHble gena, TpeboBaBLUME Ballero BHUMaHNUA B 3TOT Nepuoa,
y>XXe CUJIbHO 3anyLeHbl.

MHormne MeHeaXxepbl 4acTo 3a4atoT cebe BONpoC: Kak AOCTUYb peasbHOro nporpecca,
€CJZIN NOCTOSAHHO MPUXOANTCA TYLWINTb «MOXXapbl»? A MeXxay TEM UM CTOUT
3alyMaTbCs COBCEM O APYrOM: CKOJIbKO M3 Hanbosiee YacTo BO3HUKAKOLLNX «MOXKAPOB»
MO>XHO 6blJI0 NPefoTBPaTUTbL MOJIHOCTbLIO, B 3HAYNTENIbHON cTeneHn n3bexaTb

WX MO MEeHbLUEN Mepe CYLWEeCTBEHHO YMEHbLUNTbL UX HEFATUBHbIE MOCNEACTBUSA?



Co CKONIbKMMIN MOXKHO 60poThCA 3aroan? YHMYTOXKaTb B 3apoabiwe? W Ha Kakaom
3Tane?

OTBeT: C 60NbLWNHCTBOM.

Ho kak? [la o4eHb npocTo. NoCTOSAHHO 1 NMocsiefoBaTeNbHO NMPUMEHSSt HA NPaKTUKe
OCHOBOMOJIaramLwmne NpuHUMNbl 3pHEKTUBHOrO0 MEHEAXKMEHTA. TO O3HaYvaeT,

4YTO yrnpaBieHeL, J0/XKEH NOCTOSHHO NMOAAEPXKUBATb BbICOKOKAYECTBEHHbIN Ananor

C KaXKabIM COTPYAHUKOM B CBOEM MNoAYMHEHUN. Mo BbICOKMM Ka4yeCTBOM
noapasymMmeBaeTcs, 4To obLleHne A0/HKHO OblTb YHETKO CTPYKTYPUPOBAHHbBIM

N copep)xaTefibHbIM: MOCTOSIHHbLIM, PEryJIsiPHbIM, 3apaHee 3anJlaHNPOBaHHbIM,
4acTbIM, C YETKUM aKLLeHTOM Ha MUCMOJIHEeHME, NOArOTOBJIEHHBIM C YYETOM
KOHKpPEeTHbIX ocobeHHOoCTeln cobeceHUKa N HEMPEMEHHO ABYCTOPOHHUM. Peyb naet
HE 0 TaK Ha3blBaeMbIX Ba>KHbIX pa3roBopax, KOTopble BeAyTCs, KOrfa BCE y>Ke MOoLLo
He Tak, a 0 pPerynsipHbIX NpPoBepKax, NO3BONISOWNX pyKoBOANTENO YOexx naTbCs,

4YTO B €ro KoOMaHae BCe aeT OT/IMYHO, HOPMaJibHO UK HE TaK Y>X U xopoLwlo. Takown
noaxon 6asvpyeTcs Ha ABaAUATUNETHUX rNyboKux nccrenoBaHmsaX
B3alIMOOTHOLLUEHNI Ha paboyeM MecTe. MeHs He nMepecTaeT YAUB/SATb, Kak MaJo
MEHe)KepOoB NPaKTUKYIOT YNOMSHYThIE BbilLle OCHOBOMOaratoLlme npuHLU UMb
yrnpaBJ/ieHNS MOCTOSAHHO U Ha AOJ/KHOM ypoBHe. U elle yaonBmuTesibHEE TO, YTO MHOrue
N3 HUX YBEPEHbI, YTO OHW 3TO AEeNaloT, XOTA Ha CaMOM aese Bce 06CTONT COBCEM
nHave.

Bo3bMeM, Hanpumep, onNMCaHHbIN Bbille NpUMep pyKkoBoauTens npoekTta X.

Ha nepBbin B3rnan, 3TOT YesI0OBEK AeNlaeT BCE, YTO HY>XXHO, 418 3hdheKTUBHOro
MeHeO>XMeHTa: perysasapHo NnposoanT cobpaHns KOMaHabl, MPaKTUYECKN exXxeaHEBHO
KOHTaKTUPYyeT CO BCEMU NOAYNHEHHLIMU, MPULEPXKMNBAETCSH MOUTUKUN OTKPbITbIX
aBepen n NoCTosAHHOW AOCTYNHOCTU Bnarogaps 3/1eKTPOHHOW noyTe n TenedoHy.
OOHaKO MMEHHO 3TO N YCNOXHSAET Nnpobnemy: MeHepKep NPOXOOUT HYXHbIe 3Tanbl
N oenaeT npaBuibHble BelWN. bonblue, Ka)KeTcs, HU4Yero n He Tpebyetcsa. U ecnn 6l
Bbl CNPOCUIN €ro, Kak NpoABUraeTcs NpoekT X, HeENOCPEeACTBEHHO Nepen Tem,

KakK TOT nan cbon, oH HaBepHsAKa oTBeTu Bbl 4TO-TO Bpoae: «Bce oTANYHO».

ITOT MeHeO)Xep NOX0X Ha nogasnswoLliee 60NbLWMHCTBO pyKoBOAUTENEN BCEX
OpraHM3auUMOHHbIX YPOBHEN KoMNaHnn nobbix paaMmepos, n3 nbbix obnacten
nesaTenbHoCcTN. OH 0EeNCTBUTENBLHO YacTo M MHOro obliaeTcsa ¢ HenocpeACTBEHHbIMU
nogYnMHeHHbIMU. [POCTO AenaeT 3TO He CAULWKOM 3(pdekTnBHo. bonee Toro, n3-3a
Yype3Bbl4aHOW aKTUBHOCTM KOMMYHUKaLWA CO BpeMeHeM Y Hero BbipabaTbiBaeTCH
NOXKHOe 4yBCTBO abcontoTHOM 3awmuieHHOCTU. CoBCTBEHHO roBops, €Can 3TOT



MeHen>Xep 1 npasga n3 60sbWNHCTBA, TO ero obLeHne ¢ YyaeHaMm KoMaHgbl, CKopee
BCEro, HOCUT NPeNMyLLIECTBEHHO CNyYalHbIN, BECCNCTEMHBIN XapaKTep, 3a4acTyl OHO
MOBEPXHOCTHO M, YTO Ha3blBaeTCA, NPOBOAUTCA ANA NMPOdOpMbl. A Ha3bIiBatlo 3TO
«ynpaB/ieHNe Ha aBToONna0TE».

Nopasnswowee 60NbLWMNHCTBO MEHEL)KEPOB YMPaBAAT MMEHHO TakK, A0 TeX Nop noka
He npounsongeT cbon, 4To B nx paboTe, yBbl, Hen3bexxHo. N Torga nx obeHune

C NOOYNHEHHbIMU CTAHOBUTCSH 3HAYNTENIbHO BoNee aKTUBHbLIM U TECHbIM, @ UHOrAa
naxe 6onee 4eTKUM N 3PPEKTUBHBLIM. PyKOBOAMTENN NMPAaKTUYECKN BCerga Hanbonee
AKTUBHbI N NPOSABNAT HAaNBO/bLUYO 3aMHTEPECOBAHHOCTb, KOrga BO3HUKIIA
npobnema - 6onbLIas, CpegHAS UM MaNleHbKas - N ee HY>XHO peLlunTb, TO eCTb
3aHMMAlOTCA TEM, 4YTO A Ha3BaJ1 NOXKAPOTYLUEHMNEM.

BONbLWKMHCTBO N3 HUX pacCyXAatoT NPUMEPHO Tak: «Bce naeTt NnpocTo OT/INYHO.
MpoCTO HaM NPUXOONTCA TYLUUTb MHOXXECTBO “NOXKapoB”, MO3TOMY TakK TPYAHO BOUTU
B KoJieto. Ml Ka)kabln pa3, korga Bce spoae Obl BO3BpaLLaeTCsa Ha KPYru CBoS,
[0BOJIbHO CKOPO CHOBa Ha4YMHaeT BbITb NOXapHasa cmpeHa». OQHaKo, paccy>aas
TakuM obpas3oM, OHU He MOHMMAIOT, YTO YroAuan B CBOEro posa NopoYHbIn KPYr:

YnpasneHue Ha asTonunoTe. ? JIOXXHOe YyBCTBO 3alMNLLEHHOCTU. ? Y HebonbLnx
npobnem ecTb BpeMSA pa3pacTUChb N ycyrybutbcs. ? Npobnembl HensbexxHo
pa3fyBalOTCA 00 onacHbIX MacwTabos. ? MeHen)xep 1 ero NoAYNHEHHbIE BbIHY>XAEHbI
paboTaTb B peXxunMe «noXapoTyLleHnsa». ? CuTyaumsa HopMaanusyeTcs, N MeHeoxxep
BO3BpalLlaeTCcsa K yrnpaBJ/ieHNIO Ha aBTONWJIOTe.

Kak »xe pa3opBaTb 3TOT NMOPOYHbIN Kpyr?

MoYTM BO BCEX U3YHEHHbIX MHOW C/ly4asaX U3 MPaKTUKKN - @ UX TbICAYN - €CTb NPOCTOE
peweHne. He nerkoe, Ho npocToe. NpakTnyeckn Bceraa npobsnema 3akno4aeTCs

B TOM, 4YTO MeHeaXepbl 3abblin 06 0OCHOBax MeHeO )XMeHTa. iccnenosaHme,
nposeneHHoe KoMnaHmen RainmakerThinking, BbISBMI0, 4TO TOJIbKO O4eHb HEMHOIMe
CoBpeMeHHble pyKoBoauTenu (MpuMepHO OANH U3 OeCATU) LOCTUratloT BbICOT
ynpaBsieHusa. MHorne TepndaT NoJHbIN Kpax. Nogasnstowee e 60blWNHCTBO AenaeT
onpeneneHHble OBUXKEHUSA B HY>KHOM HanpaBieHun, Ho, yBbl, 6€3 0cobbix
pe3ynbTaToB. A Ha3biBald 3TO HeAoyrnpaB/ieHNUEM, NN HeAO0CTaTO4YHO SPPEKTUBHbLIM
MeHeL>XMEeHTOM.



A paBHO Nuwy 06 «3aNnaemMmnn HegoyrnpaBAeHUs», 0 TOM, 4YTO O4YE€Hb MHOrune
COBpEeMeHHbIe MeHe Xepbl CaMbIX Pa3HbIX YPOBHEW HE MPUMEHSAIOT Ha NpakTUKe
6a3oBble NPUHLNMNbI SPPEKTUBHOIO yNpaBaeHUs Tak, KakK LO/KHbI 3TO AenaThb.
Ha npoTaA>XXeHNU MHOIMMX NeT MOen rnaBHOW Lesbio BbiN10 BbIACHUTL, MOYEMY OHWU
He foenatT 3Toro. M BOT YTO A BbIICHWUJ1: OKa3blBaeTCsH, MHOIMe U3 HUX OYeHb
CTapatoTcH. boNbWMHCTBO MEeHeO)KepoB MHOI0 N aKTUBHO obLiatoTca

C NOOYNHEHHbIMU, N Ha NEePBbIN B3rna4 BCe 3a4aCTYO BbIrNAANT Tak, OyaATO OHM
PYKOBOACTBYIOTCSH Ha MpPakKTUKe OCHOBaMN 3(p(eKTUBHOro ynpasseHnsa. OgHako
B nogasnsowem 60bWLNHCTBE C/ly4aeB Ka4eCTBO KOMMYHUKaALUWN He OOTArneBaeT
0,0 HY>XHOIO YPOBHSA C TOYKU 3pEHUA KaK CTPYKTYpPbl, TakK N COAep»XaTes/IbHOCTWU.
B pe3ynbTaTe ycuamsa He NpuHOCAT 0COoBbIX M0OAO0B, @ MEHEO KEPbI 3TOr0 faxke
He NMoHMMaloT.

NMpakTnyeckoe Ncnosib3oBaHMe OCHOB 3PEKTUBHOIO MeHeA)XMeHTa TpebyeT
XKECTKOW ONCUMMIINHBI U nocnefoBaTeslbHOCTU. COBCEM HENPOCTO NMOCTOAHHO
noanep>XXmBaTb YETKO CTPYKTYPUPOBAHHbLIN, coaep>XaTesbHbIN guanor

npu MHAVUBNOYA/IbHOM OOLLEHNN C KaXKAbIM NOAYNHEHHbLIM. HO 3TO )Xe ocHOBbI! Ecnun
MM He C/leoBaTb, pa3Be MOXHO BCepbes3 YyTBepXAaTb, YTO KEM-TO yrnpaBisewb?

NMOCKOJIbKY Bbl YEN-TO MeHeLXXep, TO B onpenesieHHOW Mepe nMeeTe BNacTb

Hag cpeacTBaMU K CyLLLEeCTBOBAHUIO 1 KAapbepown 3TOro YyesioBeka, ero CnocobHoCTbIO
BHOCUTb peasibHbIi BKJ1a4 B NpoLBeTaHne KoMnaHun 1 3apabaTbiBaTb AeHbrU,

TO €CTb, MO CYyTW, HAf TEM, 4TO Yy 3TOro NnoA4YmMHeHHoro byaeTt Ha oben. He 3abbiBanTe,
4YTO PabOTHUKN TPYOAATCS Npexxne Bcero oas Toro, 41obbl 3apaboTaTb Ha XXU3Hb cebe
N CBOUM ceMbsM. A Bbl X 60CC. DTO OrpoMHas OTBETCTBEHHOCTb. 1 camoe Manoe,

4YTO Bbl MOXXeTe caenaTb, 4ToObl BbIMOMHUTL CBOW JOAr nepen HUMK, - BCeraa
c/lefoBaTb OCHOBOMOMAraloLWwmm NpuHLMnam 3sPeKTUBHOro MeHeA>KMeHTa.

Ecnn Bbl He NoJslydaeTe HY>XHbIX pe3ysibTaToB, 3TO MNOYTW HAaBEPHSAKA O3Ha4aeT, Y4TOo Bbl
4YTO-TO AeslaeTe HenpaBuibHO. TeM He MeHee 3TO BCe, 4TO BaM HYy>XHo. lNMpobnema

B TOM, 4TO NMPUMEHEHNE OCHOB YPPEKTNBHONO MEHEAXXMEHTA NpeacTaBnsaeT cobon
HaMHoro 6osiee CNoXXHoe NCKYCCTBO, YeM AyMaeT B0NbLUNHCTBO J0AEN.

N ewe 06 sanngeMmun HegoynpasneHUs



A 3aHMMaloCb yrnybneHHbIM nsydyeHnem paboden cpenbl ¢ 1993 roga, Kkorga MeHs,
MOJ1I040r0 IpUCTa, pa3ovapoBaBsLUerocs B BbibpaHHOM npodeccun, yBnekia TemMa
rnokosieHusa X (nogen, poameLumxca mexany 1965 n 1977 rogamm) n ero OTHoOLWEHNS

K paboTe. B pe3ynbTaTe 3TUX nCcnenoBaHUn nosBuaacb Mos nepeas KHUra Managing
Generation X («Kak ynpaBaaTb NMOKONEHNEM X»), N 4OBOJIbHO CKOPO MOW KapbepHbIN
NyTb caenan peskuin suriar. 9 3aHaACa crneunann3npoBaHHbIMN NCCE0BaAHNAMMN
paboyen cpelbl, a TakXXe KOHCAITUHIOM U TPEHUHFaMU 418 yNpaB/eHYeCKoro
nepcoHana. C Tex nop s «13 nepsoro psaga» Habnwagato nsmMmeHeHnsa B paboyen cpee
1N n3y4ao nx. JIbBUHy0 oo paboyero BpeMeHn 1 3aHUMasICsa U 3aHUMaCh
WHTEpPBbIO, KOHCY/IbTaUUAMN N TPEHUHIaMIN yripaB/ieHLUEeB BCeX OPraHM3aLMOHHbIX
ypoBHen. 1 paboTan ¢ gecaTkaMm TbiCAY MEeHeO)XepoB, OT PyKOBOAUTEsIen BbICLLEro
3BeHa 00 bpuragmpos 1 cyrnepBan3epoB, NMpakTMYeCckn n3 Bcex obsactenn SKOHOMUKHA,
BKJIt0Ma@sA PO3HUYHYIO TOProBJIto, 34paBOOXPaHEHMe, HayKy, PUHAHCHI,
A3POKOCMUYECKYIO U KOMMbIOTEPHYIO OTPacC/nN, MPON3BOACTBEHHbLIN

N rocyapCTBEHHbIV CEKTOP N La)Ke HEKOMMepYeCcKne opraHmsauunn.

Mosa komnaHua RainmakerThinking ¢ nepBbIX AHEN OCHOBaHUSA cneunann3npyeTcs
Ha BCECTOPOHHUX nUccnenoBaHnsax pabodven cpenbl (OnepaTuUBHbIE N CTpaTernyeckue
onpocChl, aHKeTUpoBaHMe, POKYC-rpynmnbl, NHTEPBLIO 1 0630pbl InTepaTypsbl). N roa
3a rogoM HallWn N3bICKaHMSA HEM3MEHHO BO3BpALLAlOT HaC K LWWMPOKO
pacrnpocTpaHeHHOW npobsieMe HeJoCTaTOYHO SPPEKTUBHOIO MEHEeAXKMeEHTa -
HedoynpaB/eHUS.

Moyemy? MOTOMY 4YTO 3TO SIBJIEHNE, XOTb N CKPbITOE OT HalUUX a3, 4eNCTBUTENLHO
pacnpoCcTpaHeHO NOBCEMECTHO. Ha 04eHb MHOIMMxX COBPEMEHHbIX pabo4nx mecTax
hena nayT COBCEM He TakK, Kak Hago. 3TO NPUHAI0 NOUCTUHE yrpoXKatowme
MacwwTabbl 1 Ype3BblHanHO goporo 06xoanTcs. JlednTb 3Ty 60s1€3Hb 04EHb NPOCTO,
HO UCLEe/INTb OT Hee MNOJIHOCTbIO KpalHe TPpyAHO. JlekapcTBa TYT HAaCTOJIbKO
CUNbHOLENCTBYOLWME, YTO, €4Ba NMO4YyBCTBOBAB MasienLne ynyylleHns, MeHeaxep
NCNbITbIBAET OrPOMHbIN cobMa3H yMeHbLWNTb A03UPOBKY. HO Kak TOJIbKO Bbl
nepecTtaeTe NMPMHUMaTb CUIbHOOENCTBYOLWME NpenapaTbl, 60N1e3Hb MOCTENEHHO
BO3BpaLLlaeTCcH.

Hawwn nccnenoBaHmsa CBUAETENbCTBYIOT, YTO HegoynpasaeHue - npobsema nomctuHe
noscemecTHas. CobpaHHble faHHble 0AHO3HAYHO NOATBEPXKAAIOT, YTO OEBATH

N3 [EeCATN MEHEL KEPOB HE BEAYT C KaXKAbIM MOAYMHEHHbBIM MOCTOAHHbIN

N copep)xaTefbHblA ANaNor Tak, Kak NpeayCcMoTPEHO OCHOBOMOJIaratoLwmnmm
NPUHLMNAMM yNpaBJieHUS.



3aTpaTbl M yNyUWweHHbIe N3-3a He4O0CTaTO4YHO 3PPEKTUBHOIO MEHEAXKMEHTA
BO3MOXXHOCTU TPYyAHO nepeoueHnTb. CKOMbKO 3afa4y, 0653aHHOCTEN 1 NPOEKTOB,
KOTOpble PYKOBOAUTENN B3BaIMBAOT Ha cebs, ObI/I0 MOXKHO, Aa U HY>XHO NOPYYUTb
noa4YMHeHHbIM? Ho ong aToro MmeHeg>xepy Heobxoammo 3HaTb, KOMY

N KakK genermposaTb NOJIHOMOYMS, 4TO NPOCTO HEBO3MOXXHO Be3 TeCHOoro

N NOCTOAHHOIO0 KOHTaKTa C 4YJeHaMn KoMaHAabl. Kak 4yacTo caMble 3(phpeKTUBHbIE
COTPYOHUKWN YBOJIBHAKOTCA N3-3a@ TOMO, 4TO NX HE YCTpauBalOT OTHOLIEHNS

Cc MeHep)xepoM? CKONbKO Be3nesibHUKOB U3 roga B rof NpoTMpPatloT WTaHbl

Ha pabo4yeM mecTe, Nosayyas HenJIoXyr 3apnaaTy, NoToMy 4To nx 6occ He cnocobeH
ycneanTb 3a cuTyaumen? CKkonbko ntogen pabotano 66l NpoayKTUBHEE UN Nydlle,
ecnm 6bl HenocpeACTBEHHbIM HavYalbHUK 6onbLUe Nogaep>XXmnBasa Ux N B 4OCTaTOYHON
Mepe noMoraJs CBOMM y4yacTueM 1 nosie3HbiMu coeTammn? CKosibKo NnpobsieM MOXXHO
661710 6bl NPEefoTBPATUTL, B 3HAYNTENIbHON cTeneHn nsbe)xaTb naun, No KpanHen mepe,
0CcNnabunTb X HEraTUBHbIE NOCIEeACTBUA?

PeweHne TakoBO: MeHeO>Xepbl O0JIKHbI MPY3HaTb, YTO YNPaBAAT He4O0CTaTO4YHO
3 (PeKTUBHO, N HaYaTb UCMOJSIb30BAaTb Ha MPaKTUKe OCHOBOMOJararoLwme npuHUUnoI
MeHeO>XXMeHTa.

MeHS U HAaLLINX KJINEHTOB MO-HACcTosALWEMY BNevyaT/seT MOLWHOEe NO3UTUBHOE BIINSHNE
BO3BpaTa K OCHOBaM 3(h(PEKTUBHOIO yrpaBieHUs, B 4eM 51 He pa3 ybexkaasncs.

A cBOMMUN rNa3amMu BUOEN U BUXKY, KaK 3TO CKa3blBaeTCS HA NPON3BOANTENLHOCTM
MeHe)XepoB, paboTatowmx B opraHnsaumsax atobbix popm n pasMepos, paBHO

KaK 1 Ha UTOroBbIX NOKa3aTenax AeaTeslbHOCTU KOMMaHWiA B LlesIoOM. 3a nocaenHme
NBafLaTb neT 5 0by4ynn yanBuTesIbHO CJIOXKHOMY UCKYCCTBY 3(hPEKTUBHOIO
yNpaBJ/IEHNS COTHU ThICAY PYKOBOAMTENEN BCEX YPOBHEN, @ OTHIOAb HE TOJIbKO
HOBMYKOB UJIN MeHeXXepoB cpeaHero 3seHa. 1 06y4yan 3TOMy rnaBHbIX
NCNOJIHUTENbHbIX, PMHAHCOBLIX, ONEPaLNOHHbLIX ONPEKTOPOB, NT-OMpeKkTopos,
BbICOKOMOCTABJIEHHbIX BOEHHbIX U APYTrMX TNAEPOB N PYKOBOOUTENEN, B TOM YuCe
Jla)Ke HEeCKOJIbKMX Ir1aB rocyaapcTB.

BaM HMKorga v HM B 4eM He JobnTbCsa HaCcToALWLEro ycrnexa, eCc/in Bbl HE Hay4YnTechb
cobntogaTbh OCHOBOMNOMAratowme NpUHUNNGLI 3PPEKTUBHOIO YrpaBIeHUs.

MocnegHwe gBaauaThb JIET Mbl 3aflaBajn AEeCATKaM TbhiCAY PALOBbIX COTPYOHUKOB
cnenyroLwmnin Bonpoc: «4T1o oAHO Hago yAyylWMTb B BalLUX OEI0BbIX OTHOLLUEHUSAX
C HaYaJIbHNKOM, 4TOObI Bbl MOM /I Jlyylle N Ka4YeCTBEeHHee BbINOJIHATbL CBOK paboTy?»
SToT Bonpoc TpebyeT pa3BepHyTOro oTeeTa. Mbl He nNpeanaraeM pecrnoHAeHTaM
3apaHee NpoAyMaHHbIX BapMaHTOB, HO B BONbLUNHCTBE C/lyyYaeB (ToYyHee, 6onee Yem



B 60 npoueHTax) roa 3a rogom rnosiy4aem oAuH 1 TOT e oTeeT: «ObweHune». Yawe
BCcero - «bosblue obweHnsa» n (Mnn) «HanakmBaHme obLeHnsa».

MofobHLIN BONPOC Mbl 3af4aBajiv U AeCsaTKaM ThiCAY MeHea )XepoB: «4To 04HO Bbl
N3MeHnNM Obl B OTHOLWLEHNAX C HEMOCPEACTBEHHbIMN NOAYUHEHHbLIMU?» U OTBET

B nogasnsowemM bonbWNHCTBE cyyaeB (onaTb ke 6onee 4em B 60 npoueHTax) 6bin
TaKon Xe: «obleHne», «bonblue obweHunsa» n (nnn) «coenanm obweHmne bonee

3P PEKTUBHBLIM>.

N 3TO He nepecTaeT MeHsA NopakaTb, YY4NTbIBAA, 4TO A9 60NbLLIMHCTBA COBPEMEHHbIX
paboynx KONNEKTUBOB XapaKTEePHbl YPEe3BblHaNHO aKTUBHbIE N MOCTOSAHHbIE
KOMMYHUKaLNN MeHed)xepa C TeMn, KTo paboTaeT nof ero Havyanom. bonee Toro,

B 60/IbLUMHCTBE OpraHmM3ayni cerogHsa CJMWKOM MHOIMO 3/1IEKTPOHHOM Nepenunuckuy,
PYTUHHbIX COBELLAHUNIN, JINYHbIX KOHTAaKTOB, BCEBO3MOXXHbIX MPOBEPOK, HE FOBOPSA yXe
o nycton 6ontoBHe. ObweHNs Ha coBpeMeHHOM paboyemM MecTe NpeaoCcTaToO4vHO.
MpPOCTO 3TN KOMMYHMKaLUUN B OCHOBHOM [MJI0OX0O CTPYKTYPUPOBaHbI

n 6beccomepxaTesibHbl, MO3TOMY HEe CAIMLWKOM pe3yibTaTMBHbLI. BOT novyemy noan
XaxayT «bonbwe obuieHnsa» n «bonee ahpekKTUBHOro odLLEHNSA».

Brnpo4yeMm, ecTb y MeHSi 1 XopoLlas HOBOCTb: OCHOBOMOJIaratoLe NpuHLUUnb
yrnpaBieHns 4eincTBUTeNbHO paboTaloT. YeTKO CTPYKTYPUPOBAHHbIN,
copep)xaTesibHbI, MOCTOSAHHbLIA ANANOr C Ka)XKAblM NOAYMHEHHBLIM Ha CaMOM ferne
TBOPUT Yydeca. Korga meHep )Xepbl MOCTOAHHO MPaKTUKYOT 3TOT NOAXOA, KOJIJIEKTUB
NoJsly4YaeT YeTKMe pacnops>KeHus, shpekTUBHOE yrpaBsieHne, KOHCTPYKTUBHYIO
obpaTHylo CBA3b, CBOEBPEMEHHOE BbISIBJIEHME U YyCTpaHeHne npobnem n 4yytkoe
HaCTaBHUYECTBO - BCE, B YEM OH TaK CUJIbHO HyXXaaeTcs. U pe3ynbTaThl

He 3acTaBNsAlT cebs XOaTb, Bblpa’kasiCb B NOBbILLEHHON NPOAYKTUBHOCTY N BbICOKOM
MOpaJIbHOM AyXxe KOMaHAbl, CHUXKEHUWN NPOoLEeHTa YBOJIbHEHNA 3(PEKTUBHbIX
COTPYOHUKOB, CTOJIb HEOOXOAMMOM U XKEeNaHHOM OTTOKe HepaauBbiX paboTHUKOB

N 3HAYUTENbHBIX U3MEPUMBIX YNy4lleHUsX obLmnX nokasaTtenen busHec-
nesiTenbHOCTW. [la, U elle B HEYKJIOHHOM COKpaLLleHN BPEMEHM, KOTOpoe

MeHea )KepaM MPUXoANTCS TPATUTb Ha «NOXKAPOTYLUEHUES.

Ho ecTb n npobnema: BHeapnTb OCHOBOMNOAAratowme NpuHLMNbl 3PPEeKTUBHOIro
MeHel)XMeHTa - COBCEM He NnpocTas 3afava. [lepBoe cepbe3Hoe NpenaTcTene,

C KOTOPbIM CTaJIKkUBaeTCAa MeHeXep, PELMBLLNNA BEPHYTLCA K OCHOBaM, 3aKJ/ito4aeTcs
B CAaMOM OCYLLeCTBJIEHX 3TOro Bo3BpalleHus. Nepexon oT Henogaep>XaHUA YeTKOo
CTPYKTYPUPOBAHHOI0, coaep>XaTesibHOro, NoOCTOAHHOI0 Auasnora C KaXkabiM
NOAYNHEHHBLIM K cucTemMe obLieHns, B KOTopon Takmne becenbl BegyTCs NOCTOAHHO,



TpebyeT BeCbMa CyLeCTBEHHbIX nepemMeH. CHavana MeHeOy)Kep O0JIKEH
NOArOTOBUTHLCS K HUM CaM Kak YesIoBeK 1 NpodeccroHas, 3aTeM JOHECTU CBOIO Uael
[0 KOJIJIer U Ha4yanbCTBa, MOTOM pPacCcKa3aTb O NPeACTOSALWLNX N3MEHEHUSX
HenocpenCcTBEHHbIM NOAYNHEHHBIM U TOMILKO MOCAE 3TOro NPUCTYNaTb K aeny.

B 3Tom cocTtouT BTOpas bonbwas TpyaHoCTb. [pouecc nepexofa OTHUMaeET A0BOJIbHO
MHOIo BpemMeHun, ocobeHHO noHavany. [Ansa so3BpaTta K 6a30BbIM NpUHLMMNAM
ynpasneHnsa obbl4HO TpebytoTCA 3HaYNTENbHbIE MHBECTULNN AOMNOJIHUTESIbHOI O
BpEMEHU, Npu4eM 3a40/1ro 40 NoJIyHeHUs nepBbiX pe3ynbTaToB. ECin paHbLue Bbl
HMYero He NpegnpuHUManM B 3TOM HanpaBieHUN, BaM MO-NpeXxHeMy npuaeTcs
B0opOTbCA CO BCEMU «MOXKApPaMm», KOTOPbIM Bbl HE MOMeLUasn pa3ropeTbCs,

N NapannenbHo yaenaTb HaMHOro 6onblie BpeMeHn NpenoTepaLLeHunto dyayuimx.
ITO 3HaA4YUT, 4YTO OO0 Tex Nop, Noka He ByayT YHUYTOXEHbI BCe CTapble «04armu
BO3ropaHus», Bbl byaete TpaTuTb Ha 6opbby C «noxxapamn» B ABa pa3a bonbuwe
BpeMeHU. Ml TosIbKO nocie 3Toro HayHeTe nosay4aTb «nNpubblib». Ho Ha 3To
noHapobuTca onpepeneHHoe BpeMs. Tak 4To HabepuTecb TepneHus 1 yrnopHo
nepXxuTtecb BbIbpaHHOro Kypca.

B 3TOM 3akno4aeTca TpeTbs CywecTBEHHas TPYAHOCTb BO3BpaTa K OCHOBAM
3(hheKTMBHOro MeHeO)KMEHTaA: BaM HeJb35 NO3BOJINTb BTSAHYTb Cebs B yNOMAHYThIN
BblLLE MOPOYHbIA Kpyr. CornacHo HawmnM NCCNefoBaHMAM, MO MHEHUIO MEHEA)KEPOB,
CaMbIM Cepbe3HbIM NMPENaTCTBMEM NPU Nepexone K NCnosib30BaHUO OCHOB
ynpaBAeHUsa CTAaHOBUTCA MUMEHHO HEAOCTAaTOK BPEMEHU. Y pyKOBOAUTENEN MHOXECTBO
KOHKYPUPYIOLLNX Mexay cobon NpnopmnTeToB U NpakTUYeCKM BCerga HaxoanuTca 4To-
To 6onee akTyasibHOE, YEM BbICTPanBaHNE CTPYKTYPMPOBAHHOIO N COOEPXaTeSIbHOIro
JINYHOI O 0BLLEeHNs C KaXKAbIM NOAYMHEHHbIM. He 3abyabTe n 06 orpoMHOM
KOJIN4eCTBE BCEBO3MOXXHbIX coBewaHun. OagHako, N0 CQ10BaM OMNPOLLEHHbIX HaMWU
MeHeO)XepoB, OHN, KaK MpaBunJio, BCE PaBHO KOHTAKTUPYIOT CO CBOUMU COTPYAHUKAMMK
Ha cobpaHuaAX, a Takxxe perynapHo 6eceayoT C HUMK, NPOBOAAT MPOBEPKU

1 obLalTCA C NOAYMHEHHbLIMM B TeyeHne Bcero paboyero aHa no tenedoHy

N 3NeKTPOHHOW noyTe. MHorga B ntob6o KOMNaHUM BO3HUKAOT HeNpeaBuaeHHbIe
CUTyaumnmn, BO3SMOXXHO HensbexxHble, Kacatouwmecs abConoTHO BCEX, U3-3a KOTOPbIX
BECb KOJIIEKTUB BbIHY>XAEH 3abpocnTb 0ObI4YHbIE Aea N 3aHATbCSA
«MNoXKapoTyweHnem», Torga pykoBoanTensaMm 0encTBUTENIbHO HE XBaTaeT BPEMEHM
HW Ha KaKue N3MEeHEeHNS.

TeM He MeHee, NOCKOJIbKY S MPOBEeJ 04eHb MHOMO YACOB «3a KyJIMCaMnU» MHOXKECTBa
opraHm3aumnin, TO MOry C YBEPEHHOCTbIO CKa3aTb: MeHegXepbl, 6onblue apyrunx
ybe)xeHHble B TOM, YTO Y HUX HET BPEMEHM Ha TO, YTOObI YyNPaBAsaTb AOJIKHbLIM



obpa3om, TpaTAT Ha MeHeO )XMeHT bonblue BpeMmeHun, 4eMm nbon n3 nx konner. Nl Tak
ObiBaeT NoYTM BCerpa.

HacTosawasa npobnema 3akao4aeTcs B TOM, KaK OHU PacrnopsiKatoTcsl CBOMM paboynm
BpeMeHeM. MpakTn4eckn BCce 3TN MeHe)Kepbl HeaJeKBaTHO MHOIO 3aHMMatloTCA
«MOXKapPoTYyLUEeHNeM», 3a4acTylo pelwas npobnemsl, KOTopblie BoobLLe HE O0/IKHbI
ObI/IM BO3HUKHYTb UM KOTOPbIE MOXKHO U IO/IXKHO OblJ1I0 BbIABUTb U YCTPAHUTb
3HAaYUTENIbHO MEHbLLUUMWN YCUUSAMU Ha paHHEM 3Tarne. KpoMe Toro, No4YTU BCE OHU
pacxonyoT YANBUTENbHO MHOMO AparoLeHHbIX YaCOB Ha OTHOCUTENbHO
HEeCTPYKTYpupoBaHHoOe n 6eccoaepxaTtenbHoe oblieHne ¢ NoOAYNHEHHBIMU, aKTUBHO
nepemMe)xas ero PyTUHHbIMU, HE CJINLLKOM HY>XHbIMU COBpPaHUSaMM.

K c4acTblo, ecnn MeHeny»Kepbl YNOPHO U ANCUUNIMHUPOBAHHO MHBECTUPYIOT CBOE
paboyee BpeMsa B TO, BO 4TO €ro AeNCTBUTENIbHO cieayeT BKaAblBaTb, U AeNatoT 3TO
3arofs, Ha Ka)kaoM 3Tane NyTu, Npexxae YeM CTaHOBUTCA SICHO, KaK NaeT npouecc -
NnpaBuUbHO, HOPMasbHO UJIN MJIOX0, - 3TO HENPEMEHHO NMPUHOCUT OT/INYHbIE MAOAbI.
Ecnn pykoBoAnTeNb NpUyvaeTcs NOAOEPKUBATb C KaXKAbIM NOAYNHEHHBIM YETKO
CTPYKTYPUPOBaAHHbIN, coaep>XaTeslbHbln Ananor, aesa B ero KomaHae obsizatenbHO
HaYMHalT naTK nyywe. N noTpadyeHHoe BpeMs C JINXBOW OKyMnaeTcs.

N BCe )xe Haao Npu3HaTb, YTO TpyAHee Bcero anst 60nblLIMHCTBA PyKOBOOUTENEN
npuaoep>xMBaTbCA OCHOB YrpaBsieHnsi, 0CoOBEHHO KOoraa BCMbIXMBAET 04epeaHON
«roxap». Hawmn nccnegoBaHns 4eTKO AEMOHCTPUPYIOT, YHTO OCTPLIA KPU3NC, OaXKe
OTHOCUTENBHO HebOoNbLIOW, CNOCOBEH 3aCTaBUTb COUTBLCS C HY)KHOIO Kypca Aaxke
NYYLWKWX U3 NyYLWKnx. A cerogHs, Kak M3BeCcTHO, MPakTUYECKN BCEM NPUXOANTCS
paboTaTb B YC/IOBUSAX CUJIbHENLLEr0 AaBNEHUS.

MoyeMy nogbMU TPYLAHO yNpaBasATb

YnpaBnasaTb N0abMK Bcerna bbi1o HeNMpocTo. A cerofgHa AenaTh 3TO ropasno cjloxHee,
4yeM paHblle, N CTAHOBUTCA BCE TPYAHEE C KaXKAblM JHEM.

Moyemy?



HavyHeM xoT4 6bl ¢ rnobannsaumm n TEXHNYECKOro nporpecca. Temnbl N3MEeHEHWN
pacTyT NOCTOSIHHO M Be34e - OT MaKpPOYPOBHA 00 MUKPOYPOBHSA. Ha coBpeMeHHOM
MWPOBOM pPbIHKE, rge rocnoAcTBYOT 3HAHUSA, rae BCe MeXaHU3NPOBaHO, @ UFPOKNK
TECHO B3aMMOCBS3aHbl U APOCTHO KOHKYPUPYIOT APYr C OPYroM, BCe 4Ype3BblHalHO
CJ/IOXKHO, CTPEMUTESIbHO OBUKETCA N NOCTOSAHHO MeHsAeTcsa. PaboTy, Ha BbINOJIHEHME
KOTOPOM Npexae BblAeNsa0Cb HECKOJIbKO Heaesnb, CerogHsa npuxoanTcsa genaTb

3a CYUTaHble CeKyHAbl. B3aMMOCBSA3M N KOHTaKTbl, KOTOPbIE€ paHbLUe N3-3a OrPOMHBbIX
PacCTOAHNN CYNTANINCL, MO CYTU, HEBO3MOXXHbIMW, B HaLlle BpeMs BOCNPUHUMAOTCA
KakK He4yTo camo cobon pasymerwouieecs. KOMMyHMKaLMUN OCYLLLEeCTBAAKOTCS
NPakKTU4YeCKN MFHOBEHHO, OKa3aTbCA Ha APYron CTOPOHE 3eMHOro Lwapa -

He npobnema.

BMecTe C TEM 1 Halla C BaMU YS3BUMMOCTb TOXXe cTasa 6bonee Bbicokon. CeroaHs
OOVH-eANHCTBEHHbIA TEXHUYECKUI cOo, NpMYeM He TONIbKO 060pyA0BaHMS B BalLEM
ocuce, Ho 1 yCcTaHOBNEHHOro 60r 3HaeT rae, o 3aBMCMMOCTU OT KOTOPOro Bbl Aa)<e
He nono3peBasiv, MOXKET 3aMed/INTb TeMMbl Bawwen paboTbl, @ TO U MONHOCTbIO
napasn3oBaTb €€ Ha HECKOJIbKO AHen unn Hegenb. B Hawm oHM 3emneTpsceHmne

Ha NPOTUBOMOJIOXKHOW CTOPOHE MaHeThl - PaKTUYeCcKoe i meTagopunyeckoe -
MO>XET CKa3aTbCs Ha Bac Tak, KakK Bbl He Mornn cebe n npeacTaBuTb, B TOM 4YUcne
TakuMm 06pa3oM, KOTOPOro BYEpa €eLle NPOCTO He CYLLecTBOBasIO. YTo yX TyT
rOBOPUTb O BJINSIHUW KJIMEHTOB, MOCTAaBLLWKOB, MOAPSA4YNKOB, MAPTHEPOB N KOer
13 gpyrux otaenos n paboymx rpynn?!

CerogHsl BCe HaxoaaTCsA nog Bce 60nbLWMM NPeccMHrom. KoprnopaTuBHbBIM
pacrnopsiAkoM AHS Hado ynpaBnaTb Bce 6osee 3KOHOMHO 1 rnbko. N3 XecTko
KOHTPONIMPYEMbIX PECYPCOB NPUXOANTCS BbXKMMaTb BCe 6onblie n 6osblue. YTobbl
He OTCTaTb OT rpaduka, Heo6xoaAMMO NMOCTOSSHHO OXOTUTbLCS 3@ HOBbLIMU
TEXHONOrNAMN N BHEAPSATb NHHOBAUMW. YNPaBnaTb TaslaHTAMBON paboyeln cuiomn
HY>XHO KaK KanuTajibHbiMK, 06ecLeHMBaOWMMNCSA aKTUBAMUN, MOCKOJIbKY
yHOaMeHTaibHble TPYA0Bble OTHOLLEHNSA TOXKE NepexXxnBaT nepuos rayboyaniien
TpaHcdhopmaumun. MNMocne HeCKONbKUX AeCATUNETUN NOCTOSIHHbIX COKPaLLEHWNA,
PECTPYKTYpU3aLMA n moaepHu3auun niogn 6onblue He cornacHbl paboTtaTb

N3 nocnenHux cui n KapabkaTbCs BBEPX MO KapPbEPHOW NIeCTHULLE.

O rapaHTuMsX 3aHATOCTU y>Ke A0BOJIbHO AABHO HUKTO M HE BCMOMMHaeT. MNpe3yMnuunto
[OJITOCPOYHbBIX NepPapXNUYECKUX TPYOOBbIX OTHOLWIEHWIA, AEACTBOBABLUYHO paHbLUe

Mo YMOJI4aHUIO, CMEHWJ1IA Kapbepa HOBOro TUMa, KOTopas CTPOUTCSA Ha NOCTENEHHO
HaNOJIHAOLEMCS MOPT(OSINO OTHOCUTESIbHO KPAaTKOCPOYHbIX AOrOBOPOB

N KOHTPaKTOB pa3HOro obbema 1 Npoao/IKUTENbHOCTN.



Hukoraa He cTouT 3abbiBaTb, 4TO 60NLLWNHCTBO N0Aen paboTatloT N0 HaNMy NOTOMY,
YTO BbIHY>XAEHbI 3TO AenaTtb. OHM TpyaAaTcs, 4Tobbl obecne4ynTb 4OCTONHOE
cyuwecTtBoBaHume cebe n cBOMM ceMbsAM. BONBLUMHCTBO U3 HUX NO-MPEXHEMY

xoTenun bbl NMeTb CpefHe- NN A0NrOCPOYHbIE FapPaHTUN 3aHATOCTU, HO CeroaHs
Takasa cxeMa BO3MO)XHa TOJIbKO Npu YCJI0BUM OOATOCPOYHbIX OTHOLIEHU C OOHUM
KOHKpPEeTHbIM paboTogaTtenemM. O4eHb HEMHOIrMe COTPYAHUKM B HAlLUW AHW BUASAT B TOM
nnn nHom paboTomaTesie OCHOBHON NCTOYHUK OO/IFOBPEMEHHbIX FAapaHTUN, 1 eLle
MeHbLUEe - OITOCPOYHON SKOHOMMYECKON CTabnnbHoCTN.

N K HecYacTblo, 4TOObLI ybeanTb HaeMHoro paboTHUKa 3PPEKTUBHO TPYOAUTLCSA, OOHUX
obewaHnn (KOCBEHHbIX N Aa)Ke NPSiMbIX) [OJrOCPOYHOIr0 BO3HArpa>KaeHns cerogHs
y>Xe HegocTaTo4yHo. CoBpeMeHHble COTPYAHUKN BCE MEHEE OXOTHO BbIMOJIHAOT
MPUKa3sbl, yCEPOHO TPYAATCA N CTapatloTCA BHOCUTb KaK MOXXHO B0ObLUVA BKIaA4

B NpouBeTaHne bnsHeca B 0b6MeH Ha TyMaHHblie obelwaHnsa 6nar, KoTopble OHK
nosilydaT Yyepes3 NaTb UM gecaTtb net. KTo 3HaeT, rae oHm 6yayTt B 310 Bpemsa?! HukTo.
C/INWKOM y>XX BbICOK YPOBEHb HEONpeaesIeHHOCTW.

HblHelWwHne HaeMHble paboTHMKK BCe Yalle 3agatoT paboTonaTento Takme BOMPOCHI:
«Y4TO Bbl XOTUTE OT MEHS CerofHs, 3aBTpa, Ha 3TON Heaene, B 3TOM Mecsue, B 3TOM
roay? N 4To Bbl MOXKETE NpeasioXnUTb MHe B3aMeH - CerofiHs, 3aBTpa, Ha 3Toun
HeLesne, B 3TOM MecsLle, B 3TOM rogy?»

CoBpeMeHHbI MeHeaKep NOCTOAHHO PUCKYET JINLNTLCA XOPOLUNX COTPYOHUNKOB.
Jlioan NpuxoaaT N yxo4saT, OHM MOCTOSAHHO NepeMeLwatnTCa BHYTPM opraHu3aumn.

N, KOHe4yHOo, 3TO He crnocobCcTBYyeT HENPEPbIBHOCTU TPYAOBbIX OTHOWEHWA. MNpn 3TOM
3a4acCTYI0 Xy>Xe BCero yrnpasjeHuio NogaatloTCa Te, KTO HUKyda He cobunpaeTcs
yxoanTb. KaXKabl 4enoBek - 0CobbIn cnyyan. YnpaBieHne nepcoHanoM CerofHs
npeBpaTUIOCh B HEMPEpPbIBHbIE U MHOrAa exXeAHeBHble rneperosopbl. OHO TpebyeT
MOCTOAHHOI0 BHUMaHUS.

B To »xe Bpems oT 60/1bLLINHCTBA MEHELKEPOB, KaK, BNpoyeMm, 1 oT 60oNbLUNHCTBA
Opyrux coTpyaHukos, TpebyeTcs BbIMNOAHATL BCe Honblue 3a4a4 LEeHON BCE MEHbLUNX
3aTpaT. IM npuxoaunTca pewaTb BCe bosbwe npobnemM, He CBSA3aHHbIX

C ynpassieHneM. Y HUX CTaHOBUTCS BCe bosblue 0693aHHOCTEN; OHM HEeCYT Ha CBOUX
nnedax 6pemsa pacTywmx agMUMHNCTPATUBHBLIX PAacXo40B; MOCTOSAHHO YBENMYMBaETCS
4YMCNO UX MOAYMHEHHbIX, KOTOPblE BCe Yalle pa3bpocaHbl MO pa3HbIM MecTaM

N TPYOATCA MO pa3HbIM rpadukam; oHu Bce 6onblLle 3aBUCAT OT JI0AEN N3 APYTUX
pabo4unx rpynn v nogpasaeneHuni. No mepe Bce bonee macwtTabHoOM N MOCTOAHHON
ONTUMM3ALNN PECYPCOB N TEXHOJIOMFMYECKUX NPOLLECCOB TpYyO NpakKTUYEeCKN BCEro



KOJ1JIEKTUBA CTAaHOBUTCSA BCe Bosiee B3aMM0O3aBUCUMBbIM. JTIOOOW NMPOeKT BKOYaeT
B ceba MHO>XeCTBO nepeMeHHbIX akTopoB. Ha ceoem pabodyem mecTe Mbl
€XXEMUHYTHO 3aBNCUM OT APYrux nonen.

A MeXay TeM noan - Bceraa noaun. Y HuxX ectb 4yBcTBa. M 3To Heobxoamnmo
MOCTOSIHHO YYUTbIBATb Ka)XAO0MYy Y4aCTHUKY NpoLecca.

CyuwiecTByeT OrpOMHOE YMC/I0 haKTOPOB, HEMOAKOHTPOJIbHbLIX HA OAHOMY MEHeIXepy
B Mupe. Mo)XeT fake cO34aTbCsA BNeYaT/ieHne, YTo Hawwu NpobsiemMbl BbILLIN 3a PpaMKK
OCHOB YyMpaBJ/IEHUS, YTO CUTyaUWUs CTajNla C/INWKOM CJI0OXKHOWM, a 3a4a4n C/INLLKOM
cepbe3HbiMN. BONbLINHCTBO MeHea KepoB NPocTo ybexaatoT ceba B TOM, 4TO OCHOB
yrnpaBJieHMS y>XKe HeOoCTAaTOYHO UM HYTO Y HUX HET BpeMeHn Ha cobnogeHne aTmx
MPUHLUMOB.

Ha 4To 60NbWMHCTBO MEHEAXKEPOB TPATAT JIbBMHYIO 0110 paboyero BpemMeHun

BepHeMcs K MeHea)Kepy npoekTa X, 0 KOTOPOM Mbl FOBOPUJIN B HaYae riaBbl.
Ecnun 661 Bam goBesiock 6ecenoBaTh C HAM C a3y Ha rfia3s, Kak s NOCTOSAHHO Aenato
BO BPEMS UCCNenoBaHWUIA, U Bbl CNPOCUAN Bbl €ro, Kak OH PyKOBOAW MPOEKTOM, TO,
CKopee Bcero, ycablwanu 6bl 4TO-TO Bpoae:

MNocnywanTe, 9 U Tak Tpady ynMmy BpeMeHn Ha obLeHne ¢ nog4nHeHHbIMN,
COBCTBEHHbLIM Ha4YasibCTBOM U KoJileraMmu U3 gpyrux paboymx rpynn

n nogpasgeneHnn. NMocmotTpuTe XoTSA Obl Ha MPOEKT X: 4 NPOBOAU pPerynspHble
cobpaHns KOMaHbl, U 3TO He CYUTAaA MHOXEeCTBa APYrnx BCTPeYy U COBELLaHnN,

Ha KOTOpbIX A 0683aH NPUCYTCTBOBaTb Ka)KAbl AeHb N0 HECKOJIbKO pa3.

A1 eXXeJHEBHO KOHTaKTUPYIO C KaXKAbIM COTPYOHUKOM. B Moenn komaHae nencrteyeTt
NOJINTUKA OTKPbITbIX ABepen. Ecnn cnyvaeTcs 4To-TO HenpeaBUAEeHHOE,

Mbl UH(OPMUPYEM ApYyr gpyra cpa3y »Xe. I Kpome Toro, Mbl NOCTOAHHO
pa3rosBapuBaeM N NepenmncbiBaeMcs rno 3JIeKTPOHHOW noyTe. U BCe y Hac W0 npocTo
OTJINYHO [0 Tex rnop, Noka BCe He MochbInasnaoch.



NMeHHO 3TO C mopa3nTeNbHbIM NOCTOSAHCTBOM TBEPAAT MEHEeAXKepPbl BO BPEMS HALUMX
becen n ceMnHapoB. BONbLIMHCTBO N3 HUX TPATAT 6oNbLUYO YacTb paboyero aHs
Ha 4YeTbipe BecCcMbICNIEHHbIX N BecuenbHO MOXXUPALWNX BPEMS 3aHATUS.

3aHaTne Ne 1. MNMoceweHne cAMWKoM 60NbLLION0 KONIMYECTBa HEBAXKHbIX COBELLLAHNN

CoBelllaHus, cobpaHmnsa, BCTpeun MeX@yHKLNOHAIbHbIX KOMaHA U cneumnasnbHbIX
MPOEKTHbIX rPynmn, KOMUTETbl, KOMUCCUU U TOMY NOLOOHOe - BCe 3TO NoXupaTesib
BpeMmeHu Ne 1 coBpeMeHHOro MmeHeaxxepa. He sepute? CnpocuTte ntoboOro n3 HUX camu.

BONbWMHCTBO U3 HAaC TPYOASATCHA B Ype3BblHaMHO B3anMo3aBucumon paboyen cpege,
B KOTOPOM BCEM NMPUXOANTCA NoslaraTbCA U pacCyYMTbIBaTb APYr Ha Apyra

B peanm3aunm CJ0XKHbIX MPOEKTOB C OFPOMHbIM KOJIMHECTBOM MNOCTOAHHO
MeHSAILWNXCA (PaKTopoB. A MOCKOJIbKY B Npouecce 3agencrteyetcs Bce bonbLie

n 6onblie nogen, Tpebyertca Bce 6onblie n 6onbLIe BCTPEY 1 COBELLAHUN.

Obwine cobpaHmsa nonesHbl B Tpex CryvasaX, ONMCaHHbIX HUXeE.

1. Ecav BaM HaAo0 JINYHO OOHECTU MHGOPMALINIO, KOTOPYIO A0/KHbI 3HATh BCE Y/EHbI
rpynnbi.

2. Ecnn KoMaHae HY>XKHO 06cyanTb 1 coobliia pelwmnTb Kakylo-To npobnemy.

3. Ecnm Heobxoanmo obMeHSATLCA ONbITOM OIS CMJI0YEHMS, pacnpeaeneHuns
oba3aTeNnbCTB U MOTUBAL NN,

CToNbKO cobpaHmi, CKONbKO NMPOBOANTCSA B COBPEMEHHbIX OPraHmn3aumnsax, He HY>KHO
HUKOMY. CIMLWKOM MHOIO COTPYAHUKOB MOCTOSAHHO MPUCYTCTBYIOT Ha COBELLAHUAX,
BO BPEMS KOTOPbIX OHM HE MOMYT HU BHECTU CKOJIbKO-HNBYOb LLEeHHOro BK1ada

B paboTy, HN BbIHECTU 4TO-TMOO NonesHoe gns cebsa. A Mmexay TeM MATb YEN0BEK,
6e3 ToNIKy NpoCcnaeBLINX B TEYEHNE Yaca B KOH(EepeHL-3ase, - 3TO NATb YacCoB
NPOOYKTUBHOIMO BpeMEeHU, MOTPAYEeHHOro BNycTyto. NNo3ToMy nocTapanTecb caenaTb
Tak, 4ToObl Ka)xaas BCTpeYa nMena CMbICA AN KaXXA0ro y4YacTHUKa.



Kpome Toro, Ha obuiem cobpaHnm o4eHb NPOCTO CNPATATLCA 3a CMMHAMW Koser
N YATW OT OTBETCTBEHHOCTW 3a CBOI paboTy. A elle npoLle yKa3aTb NajbLem
Ha KOro-To APYroro 1 oTeJseYb 0T cebsi BHUMMaHMe.

3aHAaTne Ne 2. bapaxTaHbe B 6€CKOHEYHOM MOTOKE 3/1EKTPOHHOW MOYThI

DNEeKTPOHHbIE KOMMYHUKaLNW CEerogHa OOCTYMHbl eXKeCEKYHOAHO BCEM XXENaloLWNM.
MNepenosiHeHHbIE NankKu BXOAALWMNX COOBLLEHNI MOCTOSSHHO OTBIEKAOT HAc, Tpebys
OTBETOB Ha MoJly4eHHble NucbMa. N 6opoTbCsa C 3TUM siBNEHMEM 4Ype3BbIYaHO TPYAHO.

3J'IeKTp0HHaFI MOY4Ta rnoJyiesHa B ONMMCaHHbIX HN>XXe Chny4dadX.

1. Ansa yoaneHHoro obuieHus n nepegadm MHOOPMaL UK, KOTOPYH HY)KHO 3HATb BCEM
4ysieHaM KoOMaHAbl.

2. 0na 0OKYMEHTUPOBAHMNSA YCTHbIX AOrOBOPEHHOCTEN.

3. Ona BegeHns aCUMHXPOHHOW ANCKYCCUN B MPOMEXYTKaX MexXay 3arnjaHMpOBaHHbIMA
becepamu.

Ho B ToM 06beMe, B KOTOPOM 3JIEKTPOHHAs Nepenncka Ucnosib3yeTcs CerofHs, B Hel
HeT HMKakKon HeobxogumocTn. OHa BO MHOroM aybnupyeTt apyrue popmbl obLEHNSA 1
(nnun) 3a4acTyto HeTo4YHa. CaMbIM e rybuTenbHbIM B HEW SIBISIETCS TO, YTO Ba)KHas
NH(OPMaLMS NepeMeLlBaeTCs C pa3HbIM «MyCOPOM», @ NOJIb30BaTe b UCXOAUT

N3 TOro, 4TO pa3 OH OTMNpPaBuUa coobLUleHNe, afipecaT ero HeMpPeMeHHo NpoYyTeT

N MoMMeT NpPaBUIbHO. HET HNYEro xy>ke oTNpaBJIEHHOr0, HO TaK M He MPOYUTAHHOIO
coobuieHnsl. DTo faxke Xy>Ke, YeM BOBCE He OTrpaB/ieHHOE 3/1IeKTPOHHOE MUCbMO.

3aHaTne Ne 3. HeHy>)XHble KOHTaKTbl, MPOBEPKN N NycTas BONTOBHS



Hy Kak Bbl? Kak gena? Bce nn y Bac B nopsaake? HeT nm kaknx-nnbo npobnem,

0 KOTOpPbIX MHe cnefyeT 3HaTb? 3TV BONPOChl MeHeAXepbl 3a4aloT NOAYNHEHHbLIM
yalle BCero, XoTs OTBETbl Ha HUX KpanHe cnabo oTobpaxkaloT peasibHOE MONOXKeHne
nen. Mo cyTu, 3TO He YTO MHOoe, KaK 3HaKu BHUMaHUs. C TeM e ycnexom Bbl MOrsn 6ol
CKa3aTb, HanpuMep: «CKaxxuTte MHe, 4TOo Yy BacC Bce nopsaake! CkaxkuTe, 4To y BacC BCe
oTaun4Ho! CkaKuTte, 41O BCe naet no nnaHy! CKkaKnte, 4T0 HUKaKNX npobdnem,

0 KOTOPbIX MHE HY>XHO 3HaTb, Y Bac HeT!»

Camoe xy[glee B TaKOM yrpaBJIeHUN C MOMOLLbIO «NOCTOAHHOIO KOHTaKTa» To,

4YTO OHO NOPOXXOAaeT B MeHe)Xepe JIOXKHoe YyBCTBO, Oy ATO OH AepXXUT PyKy

Ha NyJibCe BCEro, 4To NPONCXOAUT B MOAOTYETHOM eMy noapasgeneHnn. OgHako,
4yTObbI AENCTBUTENBHO BbITb B KypCe BCEro, Hy>KHO AesiaTb HeYTo bonbluee,

4yeM 3ajaBaTb pUTOpPUYECKMe BOMpocChl. [1719 3TOro Hago crnpawmvBaTb NOAYNHEHHbIX,
Hanpumep: «4T0o Bbl Y)XKe caenann? Kak Bbl 3To caenann? Yto npeanpuHann?

Ha KakoM KOHKpPEeTHO 3Tane HaxoauTtecb cenyac? MoXXHO MHe B3rfisHyTb Ha TO,

4YTO y>Ke cAeslaHO Ha AaHHbI MOMEeHT? YTo Bbl cobnpaeTech AenaThb Aanblie? Kak Bbl
cobunpaeTech 370 genatb? Kakne warm HamepeHbl npeanpuHaTbh? CKOIbKO BpeMeHHN
3anMeT KaXkabl 3Tan?» Ho Takme BOMpoChl Heslb34 3a4aBaTb MUMMOXOAO0OM, NHAYe Bbl
BPAL /1N NONyYUTE coaepXaTesibHbI OTBET.

3aHATue Ne 4. MNpepbiBaHME OPYrnX 1 MO3BOJSIEHNE NpepbiBaTb cebs

Cny4aeTcs, y MeHe[)Xepa B rosioBe MeJjlbKaeT CBeXaf MbIC/lb, U OH, HELO/Ir0 AyMas,
npepbiBaeT NOoAYNHEHHbIX, 3aHATbLIX CBOUM AefioM. VIHOorfa naes BO3HUKaeT B rojiose
COTPYOHUKA, N OH TYT Ke obpallaeTcsa K CBOeMY PYKOBOAUTENIO: «Y BaC eCTb
MWHYTKa, wed?»

Ecnun Bac npepBanu, 3Ha4nT, BaM nomewann. Ckopee BCero, Ball MO3r B 3TOT MOMEHT
OblN1 4eM-TO 3aHAT. Tenepb BaM HY>KHO NEPEKII0YNTb BHUMaHMe. BbiTawmnTb cebs

N3 TOro, YTO Bbl TOJILKO 4YTO Aenanu. [locTapaTbCa COCPefOTOYUTHLCA Ha APYroM.

Ho Bbl K 3TOMY He roToBbl. Ha camoM fene Bam 6oJsibLue BCEro Xo4eTCs BEPHYTbCS

K TOMY, 4YeM Bbl 3aHUMaJINCb B MOMEHT, KOrga Bac becuepemMoHHO npepBaan. NMoaTomy
BalLX OTBETbI Ha BOMPOCHI MOMeLlaBLUIero BaM coTpyaHuka (1 noboro gpyroro
yenoBekKa) HMKorga He 6yayT HaCTONbKO NPOAYMAHHBLIMU U TOYHLIMU, KAKUMUN OHW
HaBepHsAKa 6b1n Obl, UMen Bbl BPEMS U BO3MOXXHOCTb NOAYMaTb N NOATOTOBUTLCA.

To )Ke camoe OTHOCUTCA U K BalUMM NOAYMHEHHBLIM U APYrUM KoJIJieram, ecsin Bbl



npepbiBaeTe MX.

dopMaibHOW OLEHKN 3PPEKTUBHOCTN HEAOCTATOYHO

NMOMMMO OMMCaHHBIX Bblle YeTbipex Hanbonee pacnpoCcTpaHEeHHbIX NOXUPAOLLNX
BpeMs 3aHATUN, BONbLUMHCTBO MEHEO)XEPOB BbIHYXAEHbI TaKXXe TpaTUTb BpeMS
N CUNbl Ha Nepuognyeckne popMarsibHble oueHKN 3PPEKTUBHOCTM TpyLa CBOUX
NOAYNHEHHbIX. B 04HMX OpraHm3aynsax 3TO eXXerogHbl puTyan, B 4pyrmux oH
NpoucxoanT ropasao Yawe. B niobom cnyvae 3To 3aHATUE 3a4aCTy0 OTHUMaeT
CJINLLKOM MHOIO LLEHHOr 0 yrnpaBJlieH4eCKOro BpeMeHU U BHUMaHUS.

Hepenko CTpyKTypMpOBaHHOE N coaepxaTesbHoe obuieHne 3aMeHsAeT OLeHKa
3(pheKTMBHOCTK NepcoHana, a Horaa 3To BoobLie eaAMHCTBEHHasa OpMa KOHTaKTa
MeHe[)Kepa C ero HenocpenCTBEeHHbIMU NOAYNHEHHBIMU, KOTOPYIO YrpaBieHubl
DonbWNHCTBA OpraHmn3aunm obs3aHbl NPOBOANTbL €XXEroaHo, pas B NoJroaa

nnu KeapTtan. HezaBucMMo OT NEPUOANYHOCTN BCEM AABHO U3BECTHO, YTO MNOJIb3bI

B 3TOM MaJi0. Ha NpOTAXXEeHUN MHOMMX fIeT Mbl onpalunBaim COTPYOHUKOB pa3HbIX
opraHmsaumn, n 14N NOCTOAHHO NPU3HaBaJINCh, YTO (POpPMabHbIE OLEHKN
3(hbheKTMBHOCTUN TpyLa KpanHe pefKo No3BonaT obecneynTb NX 3HAYNMOMN

n nonesHom obpaTHOM CBA3bIO. B OCHOBHOM OHU FrOBOPUJIN:

MeHep )xepbl OenatoT 3TO TOJSIbKO NOTOMY, 4TO 0653aHbI.

NHorpga oHWM BOBCE 3TOro He genatorT.

MeHe)kepbl HaCTO eNnatoT 3TO C ONO34aHUEM WU B MOC/IEOHIO MUHYTY.

HekoTopble NPOCTO NPOCAT HAaC CaMUX COCTaBUTb OTHET 0 COBCTBEHHOMN
3P PEeKTUBHOCTMN.

3TO0 BCe NONNTUKA, Y BCEX €CTb NHbNMYnKN.

OTN OLLEHKN CJINLLKOM HETOYHbI U HeornpenesneHHbI.



OHW n3nunwHe I'IOLI,pO6HbI; MHOrga B oT4eTax roBopmTCcAa 0 TOM, 4TO NPON3OLLIJIO
HEeCKOJIbKO MecsdL.eB Ha3aA.

Moto 3pPeKTUBHOCTL BoobLLE OLeHMBa HE TOT MeHeO )Xep, KOTOPbIN PyKoBOAUT
MHOW NOCTOSAHHO.

OueHka 3(ppeKTUBHOCTN Moen paboTbl OCHOBbIBasaCb Ha Bellax, KOTopble § He MOry
KOHTPOJINPOBaTb, HANpUMep Ha oW MX NoKasaTenax AesTesIibHOCTU noApasaeneHuns,
KOTOpble 3aBUCAT He TOJIbKO OT Moeln 3(PPEeKTUBHOCTMU.

N Tak nanee, n Tomy nogobHoe.

dopMasibHble OLEeHKN 0ObIYHO HAaXOAATCA FAe-TO MexxAy ABYMSA KPaHOCTSAMMN.

C 04HOW CTOPOHbLI, OHN CHOKYCMPOBaAHbI Ha Ype3BblHaNHO CYyObEKTUBHON 0bpaTHOM
CcBsA3M 6e3 NCnosb30BaHUA NPENMYLLLECTB PErysspHbIX, MOCTOAHHbIX eXXeaHEBHbIX
OTK/IMKOB. Takasa oueHKa 0OblMHO HOCUT CBOEOBpPa3HbLIN N INN30ONYECKUN XapaKTep
N OTpa)kaeT TO, YTO MeHe)Xep 3aMeTus, To ecTb 6onbluyio nobeny nam cepbesHyro
npobnemy.

C opyron CTOpOHbI, B MocC/iegHee BpeMs LUMPOKOE pacnpoCcTpaHeHMe noayyaeT nHas
KPaMHOCTb: OLEeHKa 3 eKTUBHOCTK BCe Bonblue Ba3npyeTcsa Ha NoKasaTenax
TPYyLOBOW AEATENbHOCTU, OTC/IEXMNBAEMbIX B BONbLUEN NN MEHbLUEN CTENEeHN
aBTOMaATUYECKWN, TO eCTb Ha UTOroBbIX MOKa3aTeNnsX, B3ATbIX U3 eXXeHeneslbHbIX

NN exxeMmecs4dHblix oTyeToB. CerogHsa nepen MeHea>XXepamMuy BCEX YPOBHEN CTaBATCS
YyeTKMe uenmn - Kak npaBunio, CPopMyIMpoBaHHbIE B BUAE KOHKPETHbIX Ludp -

Mo Ka)KAOMY aCnekTy AesATeNbHOCTU ux nogpasneneHnin. besycnosHo,
hOKYCMPOBATLCSA Ha KOHKPETHbIX, U3MEPUMBbIX pe3yJibTaTaX - HAMepeHne 04eHb
nocTonmHoe. Ho 3T nokasaTesnu, yBbl, 04eHb YaCTO CTAaHOBATCSA CBOEro poaa
CMYCKOBbIM MEXaHWU3MOM OJ19 KaCKada B3auMMHbIX 0OBUHEHUI UM NOXBasl, XOTH
npegMeT OLEeHKUM 3a4acTylo HEeNoCcpeacTBEHHO He CBSA3aH C A4eNCTBUSMU, BXOAALWUMMN
B 30HY KOHTPOJ1A COTPYAHMUKA.

A TeM BpeMeHeM MHOrve sefyline opraHnusaunum nepexonsaT CerogHsa Ha MeTo Tak
Ha3blBAEMOI0 BbIHY)XEHHOI0 PaHXMPOBaHNSA, B COOTBETCTBUN C KOTOPbIM MeHexep
0653aH 4eCcTHO oueHMBaTb PaboTy KaXKA0ro COTPyAHUKA C MOMOLLbIO YeTKO
nponnucaHHown npoueaypsbl. MHa4Yye roBops, OH OOJIXKEH CTaBUTb OLLEHKN, Hanpumep A,
B n C. K coxxaneHuto, XxoTqa oueHKa n guddepeHumnaumnsa 4pes3sblHaMHO BaXKHbl, TaKoMn
crnocob 6osblLue HaNnoMMHaAET eXXerogHoe ynpa>KHeHne B rafgaHnm Ha KopenHonm ryuie



N Cy6bEKTUBHbIX YMO3aKJIOYEHUAX, 3@ UCKJIIOYEHNEM TEX PeAKNX C/yYaeB, Korga
MeHeO)Xep NOCTOSSHHO OTCJ/IEXXMBAET, OLEHMBAET N AOKYMEHTUpyeT 3(pPpeKTUBHOCTb
Tpyda Ka)xaoro nog4nmHeHHoro. Ecnm e 3To genaeTcsa pa3-aBa WM YeTbipe pasa

B ron, nonb3bl He 6yneT. Ecnm pykoBoanuTes b NMOCTOSSHHO HE KOHTPOJINPYET,

He OUuEeHMBaEeT U AOKYMEHTasIbHO HEe PUKCUPYeT PaKTNYECKY NPON3BOANTENILHOCTb
Ka)XOo0ro CoTpyaHMKa (KOHKpeTHble AeNCTBUA, BXOAALWME B 30HY €ro KOHTPOos),
paH>XnpoBaHne n anddepeHUNPOBaHHbLIE BO3HArpaxaeHus, Ha HeM Ba3unpyloLmecs,
He 6yayT OOCTAaTOYHO YEeTKO yBsA3aHbl C 3PPEKTUBHOCTbLIO TPy da KOHKPETHOro
yesioBeKka. ITO NMPUBOAUT K TOMY, YTO COTPYAHNKN BOCMPUHUMAIOT TaKyl CUCTEMY
KaK HenocsieaoBaTesIbHYIO 1 HecnpaBenamsyto. MHe He pa3 NPUXO4AN0Ch BUOETD,
KaK BbIHY>XOEHHOE paH)XXWUPOBaHME U CXeMa OMaaThbl MO pe3ysbTaTaM BeayT K pe3komy
YXYOLIEHNIO MOPaJsibHOro AyXa B KOJIJIEKTUBE. A BCe NOTOMY, YTO MEHeO )Xepbl

He BbINOJIHANN CBOKO paboTy Kak creayerT.

Heunsbe)xHble npobsiemMbl, C KOTOPbIMU C «3aBUOHOW PeryispHOCTbIO» CTAJIKUBAETCS
KaXkabll MeHeaxep

Ecnun 6bl Bbl pelunsn Npoao/mxKnTb becengy ¢ MeHen kepoM npoekTa X n Nonpocuan ero
«caenaTb BCKPbITUE» N ONPEenennTb, YTO XKe MOLUJIO He TakK, - MPU YCJI0BUN, 4TO OH
MOX0>X Ha BO/IbLUMHCTBO yNpaBJieHLEB, C KOTOPbLIMM O0BeNoCb becenoBaTb HaM, -
CKOpee BCero, Bbl ycablwanan 6bl He4To NnogobHoe:

Kak 06bl4HO, Npobiembl Obiin CBSA3aHbl B OCHOBHOM C (DaKTOpaMu, KOTOpPbIe S HE MOry
KOHTPONMPOBaTb. B YaCcTHOCTW, COBCEM HelaBHO HAC MOKUHYJa 0gHa U3 NTyYLLNX
COTPYAHML, a 3aMEHMBLLAS ee eLle He MOJIHOCTbIO BOLJ1a B KypC Aena. Pecypcos
6b1J10 IBHO HEAOCTAaTOYHO. I3MeHUNINCb HEKOTOpPbIE MPOEKTHbIe CTaHaapThl. Jaxe

He 3Hato, KTO 3TO CcAeNaN - MOXET, KJIMEHT, AN NOCTaBLUNK, WX KOJINera us apyroro
noapasaenenns. 1 3Tm nameHeHuns He 66111 BOBPEMS U B MOJIHON Mepe AoBedeHbl

[0 BeJoMa BCeX, KOMy Haao 6b1s10 0 HUX 3HaTb. B 3ToM npoekTe Boobuie 6bi110
MHO>XeCTBO NepeMeHHbIX (DaKTOPOB, U B KAaKOW-TO MOMEHT KTO-TO CMJIOX0BaJl. A eLle
Yy HaC HEe YKOMMNEKTOBAH WTaT. 1M yKOMMNJIEKTOBAaH HernpaBuJibHO. HekoTopble ntoan
OTKa3bIBAOTCS BbIMNOJIHATbL NMOPYYEHHbIE UM 3a4aHUSA.

B Takux yCcnoBuaX g fienato BCe OT MeHS 3aBucstiee. M Bce W0 NPOCTO OTJINYHO,
NoKa BAPYr pa3oM He pa3Basnioch. A BCe 13-3a BeLlel, KOTopble 1 He Mory



KOHTPOJINPOBAThb.

MeHep>Xepbl FOBOPSAT HAaM BCE 3TO NPaKTUYECKN KaKablN AeHb. B OCHOBHOM
«MOXKaPOTYLEHNE» KaXKeTCs Hen3beXXHbIM 3/10M, 0OHAKO0, KaK MoKasaan Halwun
nccnenoBaHns, ooHM 1 Te e Hanbonee YyacTo BCcTpevatwmecs npobnemsbl
MOBTOPSAIOTCSA pa3 3a pa3oM. Ml nogasnsoliee 601bLLNHCTBO, Ka3anoch 6bbl,
HeunsbexxHbIX Npobsem, Yyalle BCero oCa)KAaloLWmx MeHeoXepaM, KOPEHATCSH
B paKTOpax CoBpeMeHHON paboyen cpeabl, MepedncineHHbIX HMXe.

* HeoaHOpoAHOCTb KoNeKTUBa. Jlioan NnpuxoaaT n yxoasaT. Tak 6bis1o BCceraa.

Ho cerofHsA TpyAoBble OTHOLWEHNA CTann ropa3no bosee KPaTKOCPOUHbIMU

N rmbkmmun, 4em Korga-nmbo npexxae B COBpeEMEHHON SKOHOMUKE. B pesynbTaTe
MeHe O )Xepbl MOCTOAHHO TEPSAT XOPOLUUX COTPYLAHUKOB 1 BCerga craparTcs
3aM0ly4YnTb HOBbIX, HE MeHee S(h(peKTUBHbIX. BCceM N3BeCTHO, 4TO OAUH MOo-
HacTosALWEMY XOpowWmnn paboTHNK CTOUT TpeX-4eTbIpex, a TO U NATM NOCPeaACTBEHHbIX.
WHorpoa pykoBoguTento NpUxXoanuTca HEMasno NoTPYANUTLCA, MpeXXae 4YeM OH npuaet

K 9(p(PeKTNBHOW CNCTEME BO3HArparKaAeHUs, yaoep>XaHNa N NpoaBUXEHUS JTy4HLLINX
COTPYAHUNKOB.

* [ToCcTOAHHbIE N3MEHeHUA BO BCeX cpepaX. TexHonoruun. PoiHku. lNMoroaa.
Feononntuka. MukpononnTuka. TpeboBaHMA 3aKa3ymka, TpeboBaHMA NOCTABLUNKOB,
TpeboBaHMA NnepcoHana. BceBO3MOXKHbIe U3MEeHEHUS CbINJITCHA, C/IOBHO U3 pora
n306mnmsa, n BamMm NOCTOAHHO NMPUXOAUTCA NepefesibiBaTb MHOMroe, NoOpon o4eHb
MHOroe u, cnefoBsaTesibHO, NPUBJIEKaTb K 3TOMY MHOXXECTBO KOJfer.

* B3aumMo3zaBncmmocTb. lMMoBTOpUM: cerogHsa paboTa Bkao4YaeT B cebs Bce bosbLue
n 6onblLIe NnepeMeHHbIX PaKTOPOB 1, COOTBETCTBEHHO, NpeanoslaraeT y4acTue
60/1bLLIOro KoIMYeCcTBa KOJIIEr N3 CaMbIX Pa3HbiX Moapa3aeneHuin. bonbWNHCTBO
N3 Hac, BbIMOJIHAA pabo4yee 3agaHue, 3aBUCAT OT MHOMUX APYrUX A00en U3 CBOEN
rpynnbl U APYrmMx OTAEN0B N faXKe OpraHmn3auuni.

* OrpaHN4YeHHOCTb PEeCypCcoB. B Halle BpeMsa 0T COTPYAHUKOB 0XunaaoT 6onbliero
Npuv MeHbLUNX 3aTpaTax. Bce valle noam pacckasbiBaloT O TOM, 4TO UM MPUXOOMNTCSA
BbIMNOJIHATL Ty Xe paboTy, 4TO 1 paHblUe, TOJIbKO ¢ 6osiee orpaHNYeHHbIMU
pecypcamu, 6onee OAJIMHHBIMU U CNIOXKHBLIM LIENOYKaMm NocTaBok, B bonee cxaTble
CPOKU. Hepeako OHM YyBCTBYIOT, YTO MM Ha0 BbIMOJHUTL 3adaHune, He uMes

JN19 3TOro 4OCTAaTO4YHbIX CPEACTB.



* COTPYOHUKN - XMBble Ntoan. Y KaXKa0oro YesoBeka ecTb c/labble n cusbHble
CTOPOHbLI. Jlloan He BCeraa npeycneBatT B CaMOyrpaB/ieHUN. Y HUX eCTb NPMBbIYKN,

N He BCeraa nosesHble. KpoMme Toro, y Ka)xaoro 6biBatoT niaoxme AHU. Ay HEKOTOPbIX
nJoxue Henenn, Mecsilibl 1 faxke rofbl. B pe3ynbTaTe NpoayKTUBHOCTb N KAYeCcTBO
paboTbl KOMaHAbl CUJILHO BapbUpytoTCs. K TOMY Xe Yy BCeX CBOE OTHOLLEHMe K paboTe,
N He BCerga xopollee v rnpaBusibHoe.

Tak 4TO XKe genaTb MeHeaXXepy? Kak nocTynatoT CaMble sy4qlme npeactaBuTenn
3TOWn npocheccmmn?

BOT y>xe MHOro neT Mbl MPOBOAMM UCC/IeA0BaHUS 40, BO BpEMS U MOC/e CBOMX
CeMUHapPOB MO BOMNPOCaM ynpaBaeHuns, 4Tobbl N3yYnTb, YTO AEeNatloT CaMble yCreLwlHble
MeHe)Kepbl N YEM NX NOAXO0H OT/INYAETCA OT AENCTBUN Apyrux. Peyb ngetr

0 AENCTBUTEJIbHO JIYHLINX N3 JIYHLWNX - O TEX PYKOBOAUTENAX, YbW COTPYAHUKN
CTabunbHo paboTaloT, B BbiCLLEN CTENeHN NMPOAYKTUBHO N Ka4eCTBEHHO; KOTOpbIE
DobuNnNcb OTAMYHOIrO NoKasaTesid No yAEPXKAHMIO BbICOKOI(PEKTUBHOIO NepcoHana
N YBOJIbHEHUIO HU3KOpPE3YyJibTaTUBHbLIX PabOTHMKOB; YbW KOMaHAbl OT/INYAOTCA
BbICOYANLLUNM MOpPabHbIM U KOMaHAHbLIM OyXOM. NHbIMK CcrioBaMu, 0 TEX, KOro 1X
MoAYMHEHHbIe, CKOpee BCero, onucanm bbl Kak «0AHOro U3 Jy4YlnX Ha4yaJlbHUKOB,
noa ynpassieHMeM KOTOporo s Korga-nnbo pabortan». Y1o xe o6beaAnHSAET BCEX 3TUX
pykoBoguTenen? HeyknoHHoe cobntiogeHmne 0OCHOB yrnpaB/ieHUs, TO eCTb NOCTOSIHHOE
N BbICOKOKa4YeCTBeHHOe obLlieHune ¢ coTpyaHukamu. NocnengoBaTtenbHOE BOBEYeHNe
Ka>XOoro nog4MHEHHOro B HEMPEpPbIBHbIN, XOPOLLO CTPYKTYPUPOBAHHbIN,
coaep>xaTenbHbIn Ananor, cOoKyCMpPoOBaHHbIN Ha ero paboTe. [lena B KOMNaHUM nayT
3HAYUTENbHO JlyYlle, eC/IN MeHea )XKepbl MOCTOAHHO N YEeTKO COOBOLLA0T KOTEKTUBY

0 CBOUX OXKMOAHUAX U JINYHO AAOT Ka>KAOMYy COTPYAHUKY OTKPOBEHHYIO

N crnpaBennnByto obpaTHYO CBSA3b Ha Ka)XA0M 3Tane 3Ttoro nytu. A obwimne cobpanuns
cnenyeT NpPoBOAUTL TOJIbLKO B TeX C/lyHasax, KOraa OT HUX €CTb peasibHbIA MPOK,

N N3BNEKATb U3 HNUX NOJIb3y MO MaKCUMYyMY.

Ecnn meHea xep BbICTPOUA 1N NOAAEPKMBAET BbICOKOKAYeCTBEHHOE INYHOE obLeHne
CO BCEMMW HENnocpenCcTBEHHbIMM NOAYNHEHHBIMW, 3TO NPAKTUYECKN BCerga npmeoamnT
K NMOBbILLIEHMIO 3(HEKTUBHOCTIN TPyAa MU YKPenseHUto agyxa B paboyen rpynne,

K yyYLLEeHWIO NoKa3aTens yaep»xaHua Hanbonee TanaHT/IMBOrO NepcoHasna n oTToKa
cpenn HN3KO3(MEKTUBHbLIX COTPYAHUKOB, @ TaKXXe K YJyYLEeHNo NoAaatoLWLNXCS
n3MepeHunio bnsHec-pesynbLTaToB.



XopoLlas HOBOCTb COCTOMT B TOM, YTO TaKOW MeHeL Kep €eLle 1 TPaTUT BCE MeHblLue

N MeHbLLEe BPEMEHN U CUJT Ha «NOXXapoTyLleHne». OH onepe)xaeT cobbiTns

N NpefoTBpaLLlaeT MHOrne «Bo3ropaHnsa». OH pa3pbiBaeT NOPOYHbIA KPYT U AOBOSILHO
CKOPO HauYMHaeT NoJslyyaTb OTJINYHYO OTAavyy Ha MHBECTMPOBAHHOE paHee BpeMms.
NHbIMK CioBamMun, ecnv pyKoBoAMTElb HE HapyLlaeT OCHOBOMOJIaratoLwmx NpMHLMNOB
3 PEeKTUBHOIrO MEHEOKMEHTA, OH HEYKJIOHHO OBMXXETCS BBEPX.

Kak »xe 1 BaM BblpBaTbCs U3 MOPOYHOro Kpyra? Te perynspHble nn4Hble 6ecenbl,

0 KOTOpPbIX S BCe BpeMs TBEPXKY, C/IY>KaT OTJIMYHOW «MPOTUBOMNOXKAPHOMN»
NPOPUIAKTUKON, MPEKPACHbLIM CNOCOOOM MOArOTOBUTLCA K DyAywnM 3aa4qam.
NMeHHO OHW faloT peasibHble pe3ysbTaThl. He Tak Ha3biBaeMble TPy AHble pa3roBopbl,
a 00blYHbIe, pyTUHHLIE Becenbl C noabMu. NepsbiM gesioM BaM HeobxoanumMo
HaY4YNTbCHA BECTU UX KaK MOXXHO Ny4yLue.

KaK CyWecTBEHHO yy4lUUTb perynspHoe obuieHne C COTpyaHMKaMK: YeTKas
CTPYKTYpa 1 BblCOKas coaep>XaTeNbHOCTb

NTaK, Bbl XOTUTE HAaKOHEL, NPeKPaTUTb CBON My4yeHUa? XoTuTe rnepectaTb NOCTOSHHO
6opoTbCa ¢ npobnemamun? YcnewHo oaMH 3a ApYrumM NpeoaoseBaTb KPU3NChI?
Mony4yaTb MaKCMMasbHYO 0TAa4y OT BCEX NOAYMHEHHbIX? BbICTPO OBNafeTh,
Ka3anocb 6bl, HEBEPOATHO C/I0OXKHbIM UCKYCCTBOM HaNa>KWBaHWUSA NMpPaBUbHbIX
OTHOLUEHWNIA PYKOBOAUTENS C COTPYAHUKAMN?

A1 y>Ke He NnepBbIfi rof, Y4y MeHe)KepoB TOMY, YTO [eslaloT caMble npeycnesatowme nx
KOJIJIeru, - BbICTPAanUBaHUIO U NOALEPXKAHMIO MOCTOSSHHOIO, PeryssipHoOro Ananora
C KaXKZbIM NOAYNHEHHbIM, YTO MO3BOJISET:

KoHeL, 03HaKOMUTEJIbHOr0 (pparMeHTa.
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