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BM3HeC NyTb: [AxeK Yanuy. 10 cekpeToB BenuMyaMwero B MUpPE KOPOAS MeHeAXMeHTA.
CToapT KpenHep

CHOBa O JXeKke Yanue

NepBoe W3AAHME KHUIU «BU3HEC No [xeKy Yanuy» 6biio onybnukosaHo B 1999 r. B To
BpeMmsi [IXeK Y314, Ka3alocCb, 6bl1 HejocsiraembiM KOPNopaTWUBHbBIM KoposiemM. Ero 6uorpadwus
6bina HeyTo ropasno 6onbwMM, 4Yem NPOCTO buorpadua agMuMHMCTpaTopa. OAHAKO OH
YyBCTBOBa/l Ccebs CNOKOMHO nepej Npubauvxaiwllencs OTCTABKON.

3a npowejwve rojpl MeCTO Yanya B laHTeoHe 60roe 6M3Heca NPOYHO ONpesenvnoch.
Cpean nyyumx TeopeTukoB 6u3Heca (penTuHr Thinkers 50) ABHO BbiAenAwTCA 6U3HECMeHD
N PYKOBOAUTENWN, MpPUYEM Y314 U Bunn Fentc - B AeCATKE Ayywux. HO WUMEHHO Yanu,
3aHUMAWWUA WEeCTY NO3ULUI, BO3MNaBUI CNUCOK NIYYWUX AUPEKTOPOB. 3a HUM ClefynT
MHOIMe agMUHUCTpaTOpbl M3 IT-cdepbl, B T. Y. ObiBWME. IHAM [poyB M3 Intel (24-e
MecTo) onepexaeT Maukna fenna (25-e) wn Oxedda Besoca m3 Amazon (30-e). [Opyrou
Apku nuaep, Xepb Kennep (Southwest Airlines), cTan COpoK AEBSATHIM.

Korga Kapbepa Yanya ycTpemunacb BBepX, B [Ae/IOBOM XU3HU OH CTOJIKHYJICA C
Cepbe3HbIMU TPYAHOCTAMMU. BYAyYM BCEro /ivb YeSIOBEKOM, Y34 He OCTascsd HeBpeAUMbIM
M He3anATHAHHbIM; AAXe FeHUM UMEeKT HeAOCTATKMU.

3a nocnejgHve ABa roja, kKorjaa Jkek Yany pykooaun General Electric, npou3owno aea
3HAYUTENbHBIX COBBLITUS: pelleHne BOMpoca C ero npaBoNpeeMHUKaMM U MOoKynKa ruraHTa
aBWALMOHHON 3M1eKTPOHUKU Honeywell, cTaBwas NONbITKOW OPraHWM30BaTb OAHO U3
KPpYMHEWWNX C/IMSSHAWA MPOMbIWIEHHBIX KOMMaHWW. MoNyyYyunocb Tak, 4To oba cobbiTus
nepennennucb ClOXHenwnm obpa3om.

BnepBble [IxeK Y3n4y cobpancs Kynutb Honeywell B okTsbpe 2000 r. Korga oH npuexan
Ha Hblo-MopKCKy (oHAOBYH BUpXy, emy cka3anu, 4To United Technologies
Corporation, Bnageneuy Pratt & Witni, nnaHupyeT KynuTb Honeywell. Y Hero yuwno
BCero 45 MUHYT, 4TObObl MOCOBETOBATbLCSA C MpaBfieHMEM WU BbIABUHYTb BCTpPEYHOE
npeanoxeHne. Y3any cuuTan, 4yTo caenka mexay General Electric u Honeywell umeeT
ocobbli cMmbicn. ObbeauHeHue oTaeneHun General Electric, npousBoAAwWMX ABUraATeNU U
(MHAHCUMpYOWMX aBuMaLM, C 3JIEKTPOHUKOW Ans aBuaumm Honeywell npuHecsno 6bl
3HauuTenbHyl Bbirofy General Electric. Yany 6bl1 HACTONbKO ybexAeH B BbIFrOAHOCTMU
3TOW MAen, 4YTO 3aKIUUN CornaweHue cC ampektopamm Honeywell 3a aBa AHA. FoBopAaT,
OH co3Ban npaeneHue Honeywell Ha cnepylllee yTpo nocne BM3MTa Ha bupxy, B TO
BpeMsi Kak aupekTopa Honeywell obaymbiBanu npeanoxeHue United Techno]o?ies. Y3anu
cornacuncsa 4yto General Electric 3annatut 45 mapa Aonnapos 3a Honeywe

UTObObl AOBECTU CAENKY A0 KOHUA, Y314 OT/IOXUA CBOKW 3aMJaHUMPOBAHHYKW OTCTABKY C
anpens 2001 r. ao koHua 2001 r. Mpu yaayHOM pa3BUTUM AeNn CAUSIHUE MO0 Obl
yBenmunTb General Electric noyTu B Tpu pasa M CEHCALUMOHHO YCUAUTb BAUAHUE
KOMMaHMM Ha ObWeMMPOBOM pbiHKE. Korja amepuKaHCKuWe BJlacTU oaobpunu civsiHue
KOMMaHuh, Y3n4, Ka3aoCb, Hawes MOAXOAAWYH CEHCALMOHHYW CAeNKYy ANs 3aBepleHus
CBOEeM Bblaawwencs Kapbepbl. HO Y3n4 M npasneHue General Electric HepooueHWnu
EBPONENCKYH KOMUCCUIO.

C 1990 r. EBponenckas KOMUCCUSA, UCMOJIHUTENbHbLIN OpraH EBPONEWCKOro cow3a,
oCylWecTBAANA OPUAMYECKMIA HAA30p Hajh CAMAHUAMM KOMNAHMM, KOrjaa 3TWU KOMNAHWU
06beAnHANU A0XOAbl HA CymMMmy OT 4,2 MAPA AONNApoB, ecnu 212 MAH u3 3TUX AOXOJOB
6binin M3 EBponbl. MocKonbKy General Electric 3apabaTtbiBana 25 MAH A0NNApoOB CBOUX
JoxonoB B EBpone, rae pabotanu 6onee vem 80 000 ee cnyxawmx, General Electric /
Honeywell ABHO noanaganu MNoAa KpuUTepuwu, YCTAHOBJIEHHble KOMMCCUEN.

Y314 He CJ/IMWKOM BOJIHOBANCS 00 yyacTum EBPONENCKOW KOMUCCMM; B UTOre OH CKasan:
«3TO YyecCcTHeMwas CcAenka, KOTOPYW Bbl KOrAa-nnbo Buaenu». Ho y Yanua bbuin BCe
OCHOBaHMA 6ecnokouMTbCs MO NOBOAY AEATENbHOCTM TaKUX KPYMHEWWMX Kopnopauuin, Kak
Rol1s-Royce un Rockwell, spocTHO BO3AEWCTBYIIMX HA EBPOMENCKYD KOMUCCUIO C LLeNbio
He AonyCTUTb CaunsaHua. 26 tdeepansa 2001 r. Bce 3aMHTepecOBaHHblE CTOPOHbI bbuin
npurnaweHsl Ha BCTpe4vyy B Bpwccenb. General Electric npeactaBuna CBOW AOBOAbI, HO
6bi1a NPOMHPOPMMPOBAHA, YTO MapuMo MOHTM, YMOJIHOMOYEHHbIW EBPOMENCKOro cCol3a,
nepesen caenky B «ctaauw N2» — MOSHOroO paccnenoBaHus.

OMMOHEHTOB CAesiku ObJI0 MHOXECTBO. KpoMe O4YeBMAHbIX KOHKYPEHTOB, TaKuUX Kak
Rol1s-Royce u Rockwell, npoTuB BbiCTynanu 15 aBuManuHuiM, Tak xe Kak U United
Technologies, nepBoHaYaNbHbIM NOKynaTenb. KOMUCCUS MpoBenia CBoe pacc/iefoBaHue U
M3/710XUaa BO3PaXeHUs NPOTUB CAUAHUA HA 155 cTpaHuuax, 3TOT oT4yeT onybsnkoBaH 8
maa 2001 r.

29 mMas CTOpOHbI CObpannCb Ha ABYXAHEBHble CAyWaHWs. Ha OAHOM CTOPOHE KOMHaTh
pacnoNoxXunucb ynpasnswwme u wpucTol General Electric. MNpeaACTaBUTENN UX OMNMOHEHTOB
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yCenMCb HanpoTMB. Ha BO3BbIUEHWM B KOHLE KOMHATbl pPasMecTWMIMCb CHeuuanmcTbl
Komuccum. General Electric penana Bce BO3MOXHOe, 4YTOOb MPOTUBOCTOATbL AOBOAAM
KoMuccumn. Bosblie TOro, Y3n4 npeasioxun B KavyecTBe naj/iMaTMBa pacnpoaaTtb OGU3Hechl C
aoxogamu 2,2 mMapa AONNaposB.

Pa3BsA3ka HacTtynuna 13 wwoHA 2001 r. B oduMce MOHTM Yan4y BbiCAywan uyaeHa Komuccuum,
3a4YnTaBLEro HenpemeHHble YC/IOBUS CAENKWU: 4YTOobbl CnsHWE KOMMaHWM COCTOSNOCH,
General Electric ponxHa pacnpogaatbh 19,9% GECAS (GE Capital Aviation Services),
npuyem Tak, 4Tobbl General Electric He Morna KOHTPONUPOBATb TOro, KTO KYyNuT
KOHTPO/IbHbIM MaKeT akuui GECAS. MOHTWM MOMPOCW/, 4YTOObl Y3514 coobuwwn CBOe pelleHue B
TOT Xe AeHb. JTO ObUio HeobayMaHHbIM MOCTYMKOM. Y3/4 yXe Npeasiioxun Bce, 4TO ObUio
BO3MOXHO C KOMMEPYEeCKOW TOYKWU 3peHusi. OH OTBepr ycsioBus Kommccum, WU nocsie BSAJIOrO
obcyxaeHus ycnoeuni 3 uiona caenka bbia npuM3HaHa HeCOCTOABLIENCS .

3To 6bI10 pa3oyapoBbiBawllee 3aBeplleHMe Kapbepbl Y3n4a. BnocneacTBUM Yanu
KOMMEHTUPOBA/l 3TO C XapaKTepHOW AN Hero npsamMoTon: «General Electric 6bina
BeJ/IMKOM KOMMNaHuWen A0 3TOW CcAenkum. OHa OoCTaeTCA BeJIMKOM KOMMNaHuen nocsie Hee.
Mornio 6bl BbITb Nydyuwe, ecnu bbl HaM BCe yAanoCb. HO CTOUT Nu XaneTb 06 3ToM?
Huckonbko. S 6Bbl caenan To Xe camoe 3aBTpa».

Nnocne HeyaaBWeNCsA CAENKU Yy [XeKa Yan4ya He Obi1o NPUYMH OTKAAAbIBATb CBOW OTCTABKY.
OH 00bABWMA, YTO MOKWAAET MOCT FNAaBHOrO agMMHUCTpaTopa General Electric 7
ceHTAbpa 2001 r. CneaywuuMm nNpeTeHAEHTOM HA 3TY OTBETCTBEHHYW MO3ULMI HA3HA4YeH
Oxeddpn UmMmenT, KOTOopbiM MovyTu 20 neT 3aHMMan pyKoBOASWME AONIXHOCTM B General
Electric. Ans Hero 3To AOCTATOYHO XeCTKWUA BbI3OB. fepej HUM CTOUT Henerkas 3ajava
6bITb MPEEeMHUMKOM OJHOIFO0 M3 CaMblX 3HAMEHMTbIX FJ/IABHbIX AAMUMHMCTPATOPOB GE BCex
BPEeMeH .

JOCTUXEHUS Y3nya roBOpsST camum 3a cebs. ObpaTuTe BHMMaHMe Ha uuppbli: ¢ 31 mapTa
1981 r. no Hos6pb 1999-ro ueHa akuui General Electric Bbipocna C 4yTb bonee 4 $
po 133 $ (yuuTbiBas yeTbipe aApobneHus akumi), T. e. yBenuumnacb Ha 3200%; c 1980
r. U Aanee MOJIHbIA CpeAHUA A0XOoA OT akuuh General Electric coctaBnan 27%;
KOMMaHus nonyyuna nocnejoBaTenbHo 100 pacTywmx KBapTanbHbIX Npubbinen oT
HenpekpawawimMxcsa onepaumn; KynneHHole B mMapTe 1981 r. akumm General Electric Ha
cymmy 10 000 $ ctounm 6ol 640 000 $ k koHuy 1999-ro; c 1981-ro npoaaxu General
Electric Bblpocnn c 27,2 mapa ponnapoe ao 173,22 mapa [onnapos; npubbinv BO3pocCiu
c 1,6 mapa ponnapos ao 10,7 mnpa gonnapoB; B 1999 r. General Electric 6bina
BTOPOA MO NPuUBBLTIbHOCTU KOMMNaHWenm B Mupe. B nwbom cnydvyae, Y3n4y — OAUH U3
BeNMYaNWMX KOPMNOPaTUBHLIX NNAEPOB XX BekKa.

Tak 4To Tenepb byaeT C Yanuem? Ero nepebiM AesiOM focse nepejavyv UmmenTy Obuio
MUPOBOE TYpHe Ans peknambl aBTobuorpapum «[xek U3HyTpu». KHUIU, KoTopas, bes
COMHEeHUs, bblla HECKONIbKO NepeaenaHa B CBeTe CAenku C Honeywell. Mocne KHUXHOIrO
Typa Y3514 HamepeBaeTCs MepejaTb CBOW HEMasbii OMbIT MEHEAXMEHTA APYIrMM KOMMAHUAM
yepe3 HOBOE KOHCANTMHIOBOE areHTCTBO. «S Hajelcb paboTaTb C NONYAKMHOM FNABHbIX
AAMUHUCTPATOPOB B CMNOKOMHON YeAWHEHHOW KOMHATe, 3aHMMAsACb TeM, YTO MHE HpPABUTCA..
HafewcCb, S CyMew MOBLICUTb WHTENNeKTYyaNibHbil YPOBEHb KOMMAHWW.. HaAewCb, MHe 3TO
yAacCTCA. MHe BCe elle HpaBMTCA 3Ta urpa». Bpaj nAv y Yanya b6yaeT Mano K/AMEHTOB.

Kak xe BCe 3TO OTPasuioCb B KHWUre «BM3HEC-MyTb: [XeK Y3n4»? OHa npeAcTaBnsieT
coboi 0630p M aHaNU3 CTWUAA MeHeAXMeHTa U NUAEepPCTBa [xeka Yanya. UTo AenaeT Yanua
MeHeAXepoM, KaK 3TO corjiacyeTcss C Teopued MeHeAXMeHTa W NPakTUKoOW? B3rnaa Ha
CTWIb MeHeAXMeHTa Y3/4a Heu3MeHeH. Y314 OoCTasicsa Bbligawwencs gurypon B busHece.
Ero Kapbepa fAoKa3biBaeT, 4To paboTa B OAHOM KOMMNAaHUM He BCerja HacKyymBaeT. OHa
NMOATBEPXAAET TaKXe, 4YTO JIYYWMN MeHeAXMEHT He ABNAEeTCSA NpeporaTuBOWA
TON-MeHeAXepoB B MOAHOW WHAYCTPUU BbLICOKUX TEXHONOrUW. CKYUHbIM MPOMbILIEHHbIM
KOHI/loMepaTaM XM3HEHHO HeobXOoAMM 3axXBaTbiBAWWMIA MEHeAXMEHT. OMbiT Y3nya
JOKa3blBaeT, YTO MeHeAXMeHT - B 6osbllell CTeneHM UCKYCCTBO, HEeXenu Hayka.
MeHeAXMEHT AONXEH ObITb 3MOUMOHANbHBLIM, M 3aHUMATbLCHA MM HYXHO CTPaCTHO,
BbIKNAAbIBAACH LLE/IMKOM. JIMAEPbl KOpPNnopauuin — BCEro /Nuiib JIOAN.

X1U3Hb U BpeMeHa J[Xxeka Ys3nua

JUKOH ®p3HCUC Yanu-mnaaumi poamncsa 19 Hosbps 1935 r. B Mnboam, MaccauyceTtc. Ero
oTel, 6bl1 KOHAYKTOPOM Ha Xene3HOM A0opore Ha yyacTKe Mexiy BOCTOHOM M M3HOM; MaThb
- JAOMOXO03AMKOW. MOCTYNMB B YHMBEPCUTET MaccayyceTca M3y4vyaTb XMMUI, OH CTan
nepBbIM B CeMmbe, KTO Mowen B KOANeAX. Y3Nn4 Tak obbsAcHAN BbibOp npeameTa: «Mown AsAs
6bl1 MHXEHEpPOM Ha 3/eKTpoCTaHuMM B CasemMe, TaK UYTO CMNeuMalbHOCTb MHXeHepa
Ka3allaCb MHe O4YeHb 3HauuMTesbHOW. S BbIOpan xumuio U BAWOWICS B Hee. Jlaiee XuMuUs U
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npotheccuss MHXeHepa MU3y4yaJUCb MNapassiesibHO» .

NMpuMMeyaTenbHO, 4YTO NPOGeccUMs MHXEeHepa O4YeHb NpUBEKAEeT npeanpuHUMATENnen u
bM3HEeCMeHOB. «S MHXeHep No 0b6pa3oBaHMIO — M NO XapakTepy», — NpuM3HaeT Tom leTepc
(KOTOpLIN YYMNICA HA TFPaxXAAHCKOro WHXeHepa B KopHesnne, a Mno3xe CTPOUN MOCTbl BO
BbeTHame) . Mankn MopTep M3 FapBapACKOW WKONb OU3Heca — WHXeHep-aBUATEXHUK;
6biBWMI CcTpaTer McKinsey, KeHMuM OMad - (GU3MK-sAepliMK, FeHpu MUHTUOepr - TaKxe
WHXeHep No obpa3oBaHUKW. MUHTUOepr Aaxe Hanagan Ha Yonn-CTpuT U QUHAHCUCTOB,
3aABNAA: «3TU JIOAN MAaKCMMAsbHO AajlekKM OT BCex TexX, KTO co3jaeT, npopaeT,
ncnosb3yeT U 0b6CAyXMBaeT MPOAYKT, HO MOCKOJbKY Y HUX (OUHAHCOBOE 0bpa3oBaHWe, OHMU

KOHTPONMMPYHNT KOMMAHUU». «B OT/MYME OT BblLEYNOMAHYTbIX GUHAHCUCTOB, — MNPOAOJIXAN OH
C ApPYXenbHOM HAaCMeWwKon, — TaKue KOPNOpaTUBHbIE TUTAHbl, KAaK Y314 U DHAM [POyB U3
Intel, no obpa3oBaHW0 WHXeHepbl, He HBOATCA 3amavykaTb PyKu». Pa3bupaTb Bewm U
M3y4yaTb, KaK OHM paboTawT, - ewe OAWH U3 WUHCTUHKTOB Y3anua.

Y314 NpoAonxun M3yyaTb XUMUIO B YHUBeEpCUTETE WANUHOWCA, FAe M NOAYYUN YYEHYH
CTeneHb. Y314 BCMNOMMHAET, YTO KOrAQ OH €ro 3aKOHYWa, TO «XoTen 3apabateiBaTb 30
000 $ k TpuauaTu rojam».

B 1960 r. oH nocTynun Ha paboTy B GE Ha oTAeneHWe nnacTmacc B Nutchunae,
MaccauyceTc. General Electric npuBnekana Tem, 4YTO Haxoaunacb psAoM C AOMOM ero
ceMbn B MaccaudyceTce, a Takxe goxogom 10 500 ponnapoe. C xenaHHbiMmu 30 000
NpPUMWIOCb HEMHOrO NOAOXKAAThH.

Y ¥Y3n4a He BO3HUKJO K General Electric nwbBu c nepBoro B3rndaa. Mocie roaa
paboTbl OH 3axoTen nepenTn us NMutchunga B International Minerals & Chemicals B
CKOKW, WAMHOWC. MOJIOAON CBOEBOJIbHbIA Y314 Mpuwen B yXac, CTOJIKHYBWWCbL C
KoprnopaTuBHOM OlpokpaTuen. HOo Y3anuya He 3axoTesiM OTNYCTUTb. Ero HayvyalbHUK
noobewan n3baBuTb ero oT bwpokpaTun. (OH 3TO caenan, HO C Tex MOP Y314 HEeU3MeHHO
byHTOBAN NPOTUB NOLIX MPOSIBJIEHUN bpoKpaTMM, rAe bbl OHM eMy HU BCTpeYasuchb.)

WTak, Yan4 Hauyan 6bicTpyw U 3hhekTHyw Kapbepy B General Electric. B 1968 r. B 33
roja OH CTa/l CambiM MOJIOAbIM [JIAaBHbIM MEHEAXEePOM KOMMaHWW. 3aTeM — CTapumm
BULLE-NPE3UAEHTOM U YNPaBASWOWUM CEKTOPOM MOTPEOUTENbCKON MPOAYKUMU U YCAYTr U
OJlHOBpEeMeHHO 3aMmecTuTenem npeacepatens General Electric Credit Corporation. K
1979 r. oH 6bIn 3amecTuTenem npepcepaTens U UCMNONHUTENbHLIM AUPEKTOPOM. TeMm
BpeMeHeM OH cjefial Ha MJacTMaccax BHYWWTENbHbIA ABYXMWIIMAPAHbLIA BU3HEC;
yCcoBepleHCTBOBaN b6M3HeC no NpovM3BOACTBY MEAMUMHCKOINO AMArHOCTMYECKOro
0bopyaoBaHMA. OH AEACTBOBa/l XECTKO M YBEPEHHO.

NnocneaHUn NpbLXXOK K BepwmHaMm uMepapxum General Electric npousowen B 1977 r., koraa
npeacepatenb General Electric Peax [XOHC Npeanioxun Yanvy nepeexatb B WTab B
o3pdunae, KOHHEKTUKYT, C Lenbld NMPUHATbL y4acTMe B KOHKYypCe Ha 3ameljeHue ero
JOJUKHOCTU. [UKOHC 3HaN, 4YTO XOTes yBUAETb B CBOEM MpeemMHMKe. J[loCTaTOYHO CKOpPO OH
MOHAN, YTO Y314 OTBeYyaeT BCeM ero TpeboBaHusAM.

«HaM HyXHbl BU3HECMeHbl, FOTOBble MONTU HA MNpeAHAMEpPEHHbI AEN0OBOM PUCK — U B TO Xe
BpeMmsi 3Hawwue, Kak paboTaTb FApPMOHUYHO C KPYMHbIMW AeNOBbIMM coobuecTBamu, -
cKasan [xXoHc, byayuu npu 3TOM AOCTATOYHO YECTHbIM, 4YTObBbl OCO3HABATb MNpeAesb
COOCTBEHHbIX BO3MOXHOCTEN. — WHTeNNIeKTyasibHble TPeboBaHUA Yy HAC HECPABHUMO Bbiwe,
yeM TpeboBaHMA B OpraHM3auusax MOnpoue».

JTO He O3HA4yaeT, YTO [AKOHC HeMmensIeHHO MNPUHAN peweHne. OAHAKO OH Havan MNOAYMbIBATb
0 npeeMHuMke B 1974 r. u coCTaBUN NepBOHAYasIbHbIM CNMCOK NoyTn u3 100 oTobpaHHbIX
nyyqumx ynpaenswwmMx General Electric. OH 6bl1 COKpalweH A0 WeCTU, B YUC/IO KOTOPbIX
BOWeEN Y3N4. «YChNewHas opraHu3aums MeHepxMeHTa, B pe3ysibTaTe KoTopon General
Electric okasanacb B pyKax Yanya, WIIOCTPUPYET JNyywune M camble BaXHble aCMeKTbl
TpaAMUMOHHOW KynbTypbl General Electric, — nuwyT Ho3nb Tuum u CTpaThopa lWlepmaH B
KHUre «Jlepxu cyabby B CBOMX pyKax WM 3TO cCAeNlaeT KTO-TO APYrom». — JIXOHC
HacTavMBaa Ha AOJIFOM, OYeHb TWATENbHOM M BHUMATE/IbHOM PACCMOTPEHUN KAHAMAATYpbI
KaxXAoro npeTeHAeHTa, He Mofarascb Ha Nyywyw KBaaMOMKALMI0 KaK HA eAUHCTBEHHbLIN
KpuTepui oTbopa. Pe3dynbTaT oTbOpa moman B YMUC/O JIyYWMX MPUMEPOB YCMEWHOro
KOpPMOPATUBHOIO MJIAHUPOBAHUA B UCTOPUNS» .

B nekabpe 1980 r. Yanuya ob6bABWMAN HOBbIM IIABHbBIM AAMMHUCTPATOPOM M nNpeacepaTenem
General Electric. 3To 6bin peKkoph: COPOKANATWIETHUMA Y3N4Y CTaNn CambiM MOSIOAbIM
YNpaBAsAMM B UCTOPUN KOMMAHUM. OAHAKO OH ObUI TONbKO BOCHMbIM TJIaBHbIM
aAMUHUCTPATOPOM KOMMaHun 3a 92 roja ee CylleCTBOBAHMUSA.
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OH BO3rJlaBW/ KOMMaHW0, KOTopas siBNsflaCcb B TO BpPeMsi 3TaJIOHOM aMepuKaHCKOWU
KOpNopaTUBHON MOWW U COBPEMEHHbIX MeTOAOB ynpaBneHus. General Electric Bcerpaa
MeHANacb C TeyeHMeM BpeMeHu, BnpoyeMm, OObIMHO Cnerka 3anasjpiBas. M3MeHeHue
HanpaBJieHUs M M3y4vyeHuMe HOBOIro jAaBajMCb Henerko. B General Electric Bce
B3BeEWNBANN, Mpexie 4Yem cAenaTb OvYepefHOW wWwar, MUHUMUIUPOBANIN PUCKU, HO BCe Xe
NPOABUraNINCb BMnepen. ByAy4yn Mepapxmyeckom u OIPOKPATUYHOW MO CBOEN CTPYKTYpe,
OHa BCe Xe ynpaensanacb AeMOKpaTUyHee, YeM MHOrMe Apyrve KOPNopaTMBHbIE FUIaHTHI.

Korpa [xeKk Y3any cTan rnaeHbIM ynpaenaswowmm, ymctas npumbbinb General Electric
cocTaBnsAna 1,7 mnpa AonnapoB. KoMmnaHus pocnia xopownMmu Temnamu — 9% B roA4.
Kazanocb, Bce 6bI0 3ameyaTenbHO. C MOSIBNIEHMEM HOBOIO wWweha He OXMAANIOCb KaKUX-TO
0CObbIX MOTPACEHMN. KaK-HUKAK Y314 XOpOIWO 3Has KOMNaHuiw. OH 6bl Bpsd uM obmaHyn
OXMAAHMA OpraHM3auMu, BNOXMBIIEN B HEro TakK MHOFO. YTO Xe NpoM30WI0 NOTOM?

NyTb General Electric n ee pykoBoauTenu

Tak Kakou_KoMmnaHuei CTan pyKoOBOAUTb JxeK Yanu? General Electric 6bina u ecTb oaHa
M3 BeJMYaNMX B UCTOPUM KOpNopauun. OHA Bbiaepxasa BCe MNPeBPATHOCTU CYAbbbl C
3aBMAHON CTOMKOCTbH.

B 1878 r. Tomac 2aucoH ocHoBan Edison Electric Light Company. OHa cTana Edison
General Electric Company u B 1892 r. obbveauHunacb ¢ Thomson-Houston Electric
Company, cTaB General Electric Company. B 1896 r., koraa 6bin BBeAeH WHAEKC Jloy
JIxoHca, General Electric 6bia BHeceHa B CMUCOK. OTO eAMHCTBEHHAs W3 MepBbiX
nonaBwmMx B CNUCOK KOMMAHWW, KOTOpas AO CUX MOP B HeM ocCTaeTcH.

HO KOMMaHUS, K COXa/leHWWw, TaK Xe CMepTHa, Kak U 4yenoBek. «CpeaHUn Cpok
CylleCTBOBAaHMA Kopnopauum MOXeT 6biTb AONrMM — ABa-TPU CTONETUA», — NUIIET Apbe Je
reyc B KHUre «Living Company», OoTMe4Yas HECKOJ/IbKO MpoLBeTawumx
KOMMNAHWN-«ANHO3ABPOB», TaKUX Kak Sumimoto Group M CKaHAMHABCKY KOMMaHu Stora.
FnaBHoOe OT/MYME B TOM, UYTO KOMMNAHUW He BbIXOAAT Ha MEHCU. OHU OBbIMHO yMUpaoT
monoabiMu. General Electric - ucknw4vyeHne, MNPUYEM OYE€Hb KpYyMHoe.

Jle TeyC uUMTUMpPYeT ro//laHACKOEe WUCC/ef0oBaHMEe CPOKOB XU3HW Kopnopauuhm B SANOHUN U
EBpone. TaMm npeanonaraeTcsd, 4YTO CPeAHUA CPOK XU3HU ObblMHOW dupmbl — 12,5 net. A
CpeAHas NPOAO/IXMTENIbHOCTb XW3HU MHOMOHALMOHANbHOM Kopnopauum coctaBnseTt 40-50
net. Je Meyc oTMevyaeT TakxXe, YTO OAHA TPeTb KPYMNHENWMX KOMMAHUN, BXOAAUMX B
cnucok Fortune-500 ot 1970 r., ucuyesna k 1983 r. 3Ty neyanbHyw TeHAeHUUwO [e leycC
0bBbACHAET TeM, UYTO MeHeAXepbl COCPeAoTAYMBATCA Ha MNpubbINAX U pesynbTaTax paboTol
B bonbllen CTeneHW, HexXenu Ha moaax, paboTawiyMx B opraHuM3aLuu.

Xenas pobpaTbCs 4O CyTU 3TOW 3araiku, Jle FeyCc U HeCKo/bKo ero kKossier n3 Shell
npoBenu Hebonbwoe mccnepoBaHue, 4YToOb onpefennTb YC/IOBUA AONIFONIeTUSA KOpropauum.
Kak M cnepoBano OxuaaTb, MNepBblA COBET - HEOOXOAMMO CBECTU K MUHUMYMY JIMLIHION
AKTUBHOCTb. POHasbA PelraH npeanoytutesbHee, 4yeMm [xenMMC [WH. UYenoBe4yecTBO
nponaraHAupyeT BO3AepXaHWe, OCTOPOXHOCTb U YMEPEHHOCTb, TO Xe KacaeTcsa u
KoMnaHui. BenukonenHas komaHaa Shell Bbiaenuna ans HUX 4YeTbipe KJlOYeBble
XapaKkTepUCTUKN. IDTO: «OTCYTCTBME OTpbIBA OT AENCTBUTENbHOCTU», «CMNNOYEHHOCTb»,
«TONIEPAHTHOCTb» U «KOHCEPBATUBHbLIN NOAXOA K (QUHAHCUPOBAHUIO». (3TU 3aKYeHUs
noBTOPSANTCA y [xeppu Moppaca v AxenMca KosnnH3a B KHUre «Built to Last», C
HAaCTONIbKO CXOAHBIMA PA3MBILNEHUAMU, YTO €€ MOXHO CYMTATb COMYTCTBYWWWUM WU3AAHUEM K
KHUre Jle reyca.)

OCHOBHOE yTBepxieHue [le Feyca: BblAeNeHHble UM XapaKTepUCTUKU BaxHee AN KOMMaHWM
- W AN uX AONTOBEYHOCTM — 4YeM NpPOoCToe cTpemneHue 3apaboTaTth.
«MpOoTMBONOCTaBNEeHNEe MPUBLITLHOCTM U AONIFOF0 CPOKa CYUEeCTBOBAaHUA (GanbuiMBo», -
cunTaeT OH. Ero slormka HenocpeacTBeHHA M NpPAMOJIMHEWMHA. He KanuTan cTan rJiaBHom
LLEHHOCTbI0, @ HaBblKM, CMNOCOBHOCTM, 3HAHMA N0Ael. OTCHAA BbIBOA: «YCNewHas KOMNaHWA
- Ta, KoTopas cnocobHa 3PPeKTUBHO YyUUTbCA». ObyyeHMe — BNOXKEeHMe B 3aBTPallHWN
JeHb. [Jle FeyCc BUAMT obydyeHMe KaK MOArOTOBKY K HenpepbiBHbIM M3MEHEHUAM.

General Electric - M3 Tex KOMMAHWMW, KOTOPbIM CuUMNnaTuU3UpyeT [Jle FeyC. POCT KOMMaHUU
uMen AenNCTBUTENbHO Cepbe3HYWw OCHOBY. B nepBble CeMb MecCslueB CylWeCTBOBAHUSA OHA
3apaboTana 3 MIH AONNAPOB U C TexX Mop NpoABUrasacb OCTOPOXHO U Braropa3ymHoO.
OAHO NOKONEeHVWe MeHeAXepoB MNJaBHO CMEHANO Apyroe. MOCTeNneHHO MeHANoCb BCe — B TOW
WIN MHOW Mepe. «leHManbHOCTb General Electric 3akniwyanacb B Bbibope yChewHbIx
AAMUHUCTPATOPOB, KOTOpPble BCE, KAK OAWH, CTPEMWINCb CrAaAUTb KPAMHOCTU CBOMX
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C NyTb- [OXek Yan4y. 10 cekpeToB BenMyaullero B Mupe KOpoNs MeHeaxmeHTa. CTwapT KpeinHep buckshee.petim
npeawecTBEHHUKOB», — 3aK/l4Mn Puyapi Mackanb Nocne M3yvyeHus UCTOPUM KOMMNaHuM B
cBoen paboTte «Managing on the Edge».

ycnex GE 6bl1 cTabunbHbiM. [xeppu Moppac v OXuM KONNWH3 B KHUre «Built to Last»
OTMeYalT, YTO AOCTMXKEHMS Y3/4a B NepByl AeKaldy ero AesTe/lbHOCTU 6biiu He cambiMu
nyyuumn B uctopum General Electric. ®akTUYeCKM, 3HAMEHUTHIA NpeacepaTesnb 3aHAN NO
YPOBHI0 YCMEWHOCTM NATOe MEecTo M3 CeMu, eCiM 6ecnpucTpacTHO CyAMTb MO Npubbinu.
«CMnoCcobHOCTM Yanya Kak aAMMHUCTpAToOpa BMNeYyaTnsawT. TO, 4YTO HA MPOTAXKEHUN CTONeTUS
BCeX AJAMUHUCTPATOPOB TAKOIrO YPOBHS KOMMAHWA BbipalMBasia cama — rJlaBHas NpuyYnHa,
noyemy General Electric Ha3biBawT haHTAaCTUYECKOM KOMMaHWen», — roBOpAT Moppac u
KONMMH3. DTO 3HAYUTeNbHOE AOCTUXEHWE. HU OAHA Apyras KpynHas opraHu3auus He
JOCTUrNIa TaKUX YCMNEexXoB B MOAFOTOBKE CBOWX KajpoB, W HU OAHOW He yAaBanoCb ObiTb
CTO/Ib UCKJ/INYNTEIbHO YCMEeWHON TaK AO0Nro.

Ewe oaHa npuymMHa ycnexa General Electric - npocTas U npakTU4yHas B CBOEM OCHOBE
KoprnopaTuBHas KyJbTypa. HUKaKWUX MpUUyl. HUKaKUX CeHcauumn. HUKakumx 0cobbix
XUTPOCTEN. «Mbl OYEHb AOBOJIbHbl HAWWMMW COTPYAHWKAMM, U XOTSA Mbl TAKUE Xe NAM, Kak
N PabOTHUKU APYrUX KOMMNAHWM, TeM He MeHee, A AyMaKw, B HAC €CTb HEYTO 0COobeHHoe,
- CKasan 6biBUMM AAMUHUCTPATOP épen Bopy B 1965 r. - U CBOEN YHUKANIbHOCTbIO,
Ayma, Mbl 0bsizaHbl 3TOMy 0CObOOMYy KAuMMaTy; Mbl yBaxaem Apyr apyra u paboTtaem
HACTONIbKO BECeJI0, HACKOJIbKO 3TO BO3MOXHO».

TeKyyYyecTb KaApoB Bbicllero 3BeHa B General Electric 3HAuYMTeNbHO MeHblle, YeMm y ee
KOHKypeHTOB. B 1991 r. JoH X3MOpuK u per oyKOTOHWM 3acBuAeTeNbCTBOBaNN, 4TO,
cornacHo Fortune-500, okono 19% AupeKTOpoB HauuHasa c 1960 r. npopaboTanu Ha
OlHOM MecTe MeHee Tpex neT. General Electric peako HabupaeT Ha paboTy co
CTOPOHbI. BOJMIbUWON OMbIT KOMMNAHUM MOKAa3aja, 4YTOo Jydylle U AelweBsie BOCMUTbIBATbL TasaHTh
M NPOABUIraTb WX BHYTPU KOMMNAHUW. MpuMeYyaTesbHO, 4YTO ynpasaswumx u3 General
Electric c 3HTYy3Ma3MOM NMPUHUMAKNT Ha pPaboTy Apyrue KOMMaHWUW.

Ccnncok npeacepatenen General Electric

* Yapnb3 KobduH. MpeacenaTen coBeTa AupekTopoB B 1892-1922. KodduH 6bl1 NAEpPOM
rpynnbl, CKYMNMBWEW MaTeHTbl dAMCOHA. OH MepBbI HayaNn cepbe3Hoe pa3BuTUe OM3Heca.

o Jxepanbg CBoyn. CBoyn (1872-1957) Hauyan paboTty B General Electric B 1919 r.
Kak nepBbin npe3uaeHT International General Electric. OH cTan npe3suaeHToM B 1922
r., Korpa npeacepatenem b6bin OyaH SHr. K KOHUWy 20-Xx rr. B KomnaHuu 6bio 75 000
COTpyaHUKoB, obbem nposax — 300 MAH AgonnapoB. KoMnaHMs cTana 3aHMMATbCHA JOMallHeMn
6bITOBOM TexHMKOM. CBOYN NOAYEpPKMBAN, UYTO HaNpaB/eHWe KOMNAHUM — UHXEeHepHoe U
NPOM3BOACTBEHHOE, C HEMAJSIOBAXHOW PONbI0 MPOrpecCUBHOrO YMNpPaBAEeHUS TPYAOBbIMU
pecypcamm, B COOTBETCTBUM C TpeboBaHusmMM BpemeHu. MnaH CBoyna 1931 r. Obin oaHWMM
M3 KpaeyrosbHbIX KamMHehn HOBOro Kypca Py3BenbTa. B 1939 r. CBoyn Bblwen B OTCTABKY,
HO Ha BpeMsi BEepHYNCs, KOrpa ero npeemHuk Obln nepeBefeH Ha BOEHHble paboThl.

e Yapnb3 BUNbCOH. PaboTa BunbcoHa ¢ 1940-ro no 1952 r. 6bina npepBaHa BOWHOM,
M3-3a 4Yero ero BKJaA W Hacneaue OblIM MEHbUWUMM, YeM Y ero npeauecTBEeHHUKOB.

e Panb(h KopaunHep. KopauHep b6bin npesuaeHToM General Electric c 1950-ro no 1963 r.
3To 6bin Apb Bopel 3a AeueHTpanusauumw, TpeboBaABIWMA CO3AAHUSA CIOXHbLIX
BIPOKPATMUYECKMX CUCTeM. oAbl ero npaBjieHMs ObivM BblAAWWMMUCA — MMEHHO Torjaa
NosSIBUNOCb T. H. YNpaBneHuwe LlensMm — MOHATUE, KOTOpOe BBeS MOJIOAOW Y4eHbi MuTep
Ipakep, B TO BpemMsi Te€CHO COTPYAHMYABWWMA C KOMNAaHMEN. KopaumHep yupeamn GE Plastic
N OTAEeNeHNe ABWALMOHHBLIX ABUraTenen. OH TaKke OCHOBA/S TPEHWHIOBbIM LEHTP KOMMAHWUW
B KpoToHBWANE. KopAuHep npuaBan ocoboe 3HAYeHWE MAPKETUHTY U MpPUAyMan HOBbIN
KOPMOpaTUBHLIA JIO3YHI: «Haw BaXHeWWwMW MNPOAYKT — 3TO nporpecc». Ero KHura «HoBble
pybexu ana npodeccuoHanbHbiXx MeHeaxepoB» (1956) noaBena uTor ero tunocopun

MeHe XMeHTa.

o dpes Bopy. Bopuy BBeN B GE MOHATUE CTpPaTErMyeckoro MJaHUPOBAHUSA U HEMHOIO
CMATYUN cuTyauumw nocse KopauvHepa. JXeK Y314 651aroCK/IOHHO OT3bIBajsicA O ero
BpeMeHU: «bnarogapsa bopyy pacuBenu TbiCAYM OYTOHOB. OH BBeJI KOMMAHWIO B MOAYJ/bHOE
CTpPOUTENbCTBO U WOY-bulHec, nectoBan GE Credit c camoro nosBneHWs, OTKPbII Hawu
npeacTaBuTenbCTBa B EBpone U NpeAoCTaBWU/I BO3MOXHOCTb Aircraft Engine u Plastic
Alone HayaTb pa3BMBATbLCA CAMOCTOATENbHO. MOC/e ero YBOJIbHEHUA CTaNo OYeBUAHbIM,
yTo General Electric B oyepeaHOM pa3 MONOXWIA HAYa/lo HECKONbKUM bM3Hecam cC
6onbwmM 6yaywmM» . Bopy ynpaeasn GE ¢ 1964-ro no 1972-n.
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C NyTb- [OXek Yan4y. 10 cekpeToB BenMyaillero B MUpe KOpoNs MeHeaxmeHTa. CTwapT KpenHep buckshee.petim
o Peax [XOHC. YpoxeHel, BenuMKobpuTaHuM, [XKOHC Hadan paboty B GE B 1939 r. B 1967
. OH CTan rnaBHbiM (GUHAHCOBBLIM AUPEKTOPOM M npe3mgeHToMm B 1973 r. [OXOHC pa3BuBan
61M3HeC GE Ha BbICOKOTEXHONIOFMYHbIX PbIHKAX, TaKUX KaK peakTUBHble ABUraTenn U
AAepHble peakTopbl, a Takxe COBepWeHCTBOBA/S (PUMHAHCOBbIE CUCTEeMbl. Ero npoBO3raacunu
«Hanbonee BAMATENbHbIM ynpasasdwumM» 1979 r. un «Npe3uaeHToMm roza» B 1980 r. Mosxe
OAVH U3 bBbIBUMX AMPEKTOPOB GE KOMMEHTWUPOBAN: «Bo Bpems ynpaBfieHUs [XOHCOM GE Obiia
CunbHa C (GMHAHCOBOM TOYKW 3peHUs, HO Oblla CKYYHOW, HEMHTEepecHOW KomnaHuen. Hawa
opraHusauus nepexuBana cnaj, U 3TOro He NOoHMMaNW». MpeeMHUMKOM [XOoHCa CTan Jxek
Y3anuy.

Ctagmsa 1: «HeMTPOHHbIN [XKeK»

Jlerku nyTb 6bI1 He AN Jxeka Ya3nya. B ero miaHax He 6bUio MJIaHOMEPHOro nporpecca.
OH Xxenan 3asBUTb 0 cebe, a He MPOCTO 3aHATb yAobOHOoe Kpecso. GE noaBepranacb TO
OJlHOW, TO JApPYron BCTPACKe. W 3TO bbUIO - He 3abbiBaiTe — UMEHHO TeM, 4YTO
HamepeBaNiCs OCYWEeCTBUTb ero npejwecTBeHHUK Pepx [IXOHC. «Korpa npesupeHT
PelXuvHaNnbh [XOHC U COBET AMPEKTOPOB GE Bblbpanu [Xeka Y3asiya, OHM HaMepeHHO Aanu
BOJIO MPONOBeAHUKY-pehopMaTopy, 4Ybs ynpaBiieHYeckas nepcnekTuBa CUIbHO oTau4vanachb
OT aHAIMTMYECKOro, aAMUHUCTPATMBHOIO NOAXOAA, HA KOTOPOM B TO BpeMs
cocpegoToymnacb GE, — nucanu dn Buyepe u PobepT dynmep B CBoel KHure ,Leadership
by Design“. - Y3n4 npuBHEeC B KOMMAHWI0 HOBOE MOHATUE LEeNn, KOTopoe nomorno GE
BOCCTAHOBUTb HanaHC MexAy WMHHOBAUMOHHLIM TBOPYECTBOM W afanTWMBHLIM YMpaB/ieHUEM .

B 1980-e rr. Yany npuBHeC AyX AMHAMUYHOCTM B GE M BO BCH0 KOPNOPATUBHYH AMEPUKY.
BU3Hec GE 6bl1 MONIHOCTbI MepecMoTpeH. OAHW MPOEeKTbl 6bIn OTOpoweHb, BOCTPeboBaHbI
COTHM HOBbIX. B 1984 r. Fortune Ha3Baj Y3/4a «CaMbiM KpPYyTbiM BOCCOM AMEpUKU».
PaboTHMKaM GE MpuUXOAW/IOCb COOTBETCTBOBATb XECTKMM TpeboBaHWAM Y3niuya. B CyWHOCTH,
B GE 6bUi0 npoBefeHO cokpaueHve wtaTtoB. MoyTu 200 000 cnyxawmx MOKUHYAM KOMMAHMIO.
BblI0 C3KOHOMMEHO bonee wecTu MUIINAPAOB AOJIIAPOB.

B Te BpeMeHa Y3n4 6bin1 Npo3BaH B CpeAcTBaxX MacCOBOW WHPoOpMALUU «HENTPOHHbLIM
JXxekoM». OH, KakK HenTpoHHas bomba, yHUUYTOXan nwaen, OoCTaBNAsA B LENOCTU 34aHuUSA.
HeyAVUBUTE/IbHO, 4YTO OH He b6bIN nonynspeH B GE U Boobue HUrge B KOPNOPATMBHOM MUpe.
Kakoe-TO BpeMsi Ka3anoCb, 4YTO Y3/4a MOXHO MOCTaBWUTb B OAWH pAd C DA0OM JlaHN3MoM
Kak Bpara obuecTsa HoMep OAMH. B GE BUTanM MpayHble NpeiyyBCTBUA MO MNOBOAY
npoucxoasuero. Y3a4 XONIOAHO OTBeYyas, YTO 3TO NPOCTO YacTb paboTbl. He camas
NyJduwas, HO Heobxoammas. «S He HauyMHAKW C HPABCTBEHHbLIX Npobnem. 4 co3pjaw ux! -
CKka3an OH Puuapay Mackajw C TUNUYHOM ANA Hero ybexaawuwen UCKPEHHOCTb. —
PYKOBOAMTEND, KOTOPbIA NbITAETCA BECTU KPYMNHYW OpraHuM3aluio CBOUM KYpCOM, BOMNpeEKU
XeNaHuo ero nocnegoBaTtesienn, NPUXOAUTCA OYeHb TPYAHO. PaHblle MHE He MNpPUXoAnNnoch
Tak nocTynaTb. Y MeHA Bcerpa bbla poCcKowHas BO3MOXHOCTb CTPOUTb buU3HeC u npwu
3TOM OCTaBaThbCsA Bceobumm nwbumueM. HO CTano OYEBUAHO, YTO HAaM MPUAETCS U3MEHUTb
CBOW MO3ULUN U OPUEHTUPOBATLCS HA TOT OBU3HEC, KOTOpbiM CNOCOBEeH BbXUTb B
rnobanbHoM MacwTabe».

CTaausa 2: Pa3MuHKA

NepBas CTaAusA CyweCcTBOBAHUA GE npu [xeke Yanye Oblia Henerkum BCTYMJ€HUWEM B HOBble
peanun 6usHeca. BO3MOXHO, Y314 6bU1 Yyepecyyp XeCToK. HO Henb3s oTpuuLaTb, 4YTO K
KOHLY BOCbMMAeCsTbIX GE cTana ropa3ao bonee aAMHaMMYHOW opraHuM3aumen. He ocTasioChb
HU MaNenwero CamofOBO/IbCTBA — KOMMAHWUA 6bla roToBa K MepemMeHam. PeTpOCNeKTUBHO,
BO3MOXHO, pelleHne Yanya ynoaobutbCsa HEWTPOHHOM Oombe ObUIO BenMyamnM peleHuem B
MCTOPUM KOMMNAHUKU. [paMaTU4YeCKUe, HO 3aTO OTHOCUTESIbHO bObiICTpble U3MeHeHUs
OKa3a/ucb Nydle, 4YeM MejJieHHble M NNaHOMepHble. «OCTeperamTecb NAAHOMEPHOCTU -
JenalTe CKa4vyok» — BOT COBET Yanya. HuUKaAKMX nosiymep. TOT /i 3TO MOAXOJA, KOTOpbIA
npeBO3HOCUN TOM MeTepc, Kak OObMHO, MONHBIA 3HTY3Masma: «CnpaBUTCA NN Y3nu? [epxy
napu, 4Tto aa. Pa3pbiBaeT NM OH cBA3M (,,HEMTPOHHLIN [xeK” paHHUX BOCBMUAECHATbHIX) WU
ncnoseayeT nepepavy nosHomoumn (Work-Out Havana AEBAHOCTbIX).. 3TOT MapeHb He
npu3HaeT nosymep. 3HAKOMbTECb, [XeK Y314: MOYeTHbIM 4YfeH knyba cymacweaumx. yYpa!»

JlokazaB, 4YTO OH B COCTOSIHUM CaMOCTOSTE/bHO pewaTb Npobnembl KOMAAHWM, Y3y
nepewen Ko BTOPOW CTAAUWU: NepecTporke KOMMaHuM nof XXI Bek. O «xenese» OH
JOCTaTo4YHO no3aboTwuncsa. Mpuwio Bpems noAymMaTb O MPOrpaMMHOM obecrnevyeHun.

LleHTpanbHbIM 3BEHOM CTajna KoHuenuus Workout - «Pa3mmHka», cTapToBaBwas B 1989 r.
CynTaeTcs, 4YTO OHa MosABUNACHL MOCAe C/yyanHoOro Bonpoca npodeccopa Kupbu YoppeHa
M3 KoJNIyMBUIACKOIro yHUBepCcUTEeTa. YOppeH Cnpocun Yanuya: «Tenepb, KOraa Bbl BbirHaIU
M3 KOMMAHUM CTOJIbKO Jioaen, He cobupaeTecb nvM onpeaenuTb, UYTO AenaTb Aanbue?» B
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C NyTb- [Oxek Yan4y. 10 cekpeToB BenMyaullero B MUpe KOpONs MeHeaxmeHTa. CTwapT KpeinHep buckshee.petim
Ty nopy 100 000 yenoBek MOKMHYNM GE. Yan4yy uAaesa nNoHpaBuiacb. W BCKOpe oHa cTana
peanbHOCTbI. Y3N4Y NpUrnacun OKolo ABaALATU NPoheCCOpPOB U KOHCY/NbTAHTOB AN TOro,
yTObGb peanM30BaTb HOBYKW KOHLENUMIO. Y314 Ha3Ban Work-Out «becnpecTaHHbM,

Henpekpawawwmmcs NOUCKOM BCEW KOMMNaHWen nydwero cnocoba cpenatb To, 4YTO AenasocChb
paHble» .

work-Out cTana cpeACTBOM KOMMYHMKAUWM, MNpPeAoCTaBMBWUM PabOTHUKaM GE YAMBUTENbHYIO
BO3MOXHOCTb MOMEHSATb WX MPUBBIYHBIA YKNaA paboTbl. «Uaes Oblia B TOM, 4TODObl MpoBeCTU
TpexAHEeBHYW HedopmanbHyl BCTpedy € 40-100 coTpyaHuKamm GE CamblX pa3HbIX
JOJXHOCTeW. BoCC HaumMHan ee c ob3opa cocTosiHMs bulHeca M 0bObSBNEHUS MOBECTKU
AHSA, 3aTeM OH yxoawmn. COTPYAHUKM pa3buBanncCb Ha rpynnbl U NOA PYKOBOACTBOM
BeAylWero UcKanu pelweHue OTAeNbHbIX npobnem, — obbAcHAeT [AxaHeT Jloynm B paboTe
,TOBOPUT [xeK Yanuy“. - B KOHLe KOHUOB 60CC BO3Bpawasacs BbiCAywWaTb MpeAsoXeHHble
peweHus. ¥ 6occa 6bI10 TONbKO TPWU BapuaHTa: Cpaly MNPUHATb UAEH; Cpaly ee
OTBEPrHyTb; 3anNpoCUTb AOMNOJIHUTENbHY MHpopMauumiw. EcamM 6occ BbibMpan TpeTbe, OH
JOJXeH Obll Ha3BaTb KOMaHAY UM YCTAHOBUTb CPOK BbIPAOOTKWM peweHus».

ObyyeHMe WNo Ha yAMBNeHME ychewHo. OHO CNocobCTBOBaNO Hayany npouecca co3jaHus
JlOBEpPUS MexAy COTpyAHWKamM GE M pYKOBOACTBOM. OHO MPeAoCTaBWIO COTPYAHWKaM
BO3MOXHOCTb BbICKa3aTb TO, 4YTO UX becnokowuno B paboTe, U 3aTeM peasibHO U3MEHUTb
noJsioxeHne Belen. OTO YHUYTOXWNO Hapbepbl. Pa3pywmTesibHble Bypy OCTaIMCb B MPOLJIOM.
B BO3AyXe BWUTaANI0O TBOPYECTRBO.

Ctaama 3: Six Sigma

Y314-paspywnTenb NpeBpaTWICA B Y3n4a — pasaenuTtens nojsHoMouun. ObyyeHue cTano
4acTblo Npolecca npesBpalleHMsa GE B OTKPbLITYI OpraHu3aumio. CTeHbl Mexiy OTAeneHUAMM
MOWATHY/NCb, FPaHWULbl MOJHOMOYUA CABUMHYNIUCHb. B BOCbMUAECATble roApl C/AOM CpefHero
MeHeAXMeHTa 6bl1 YHUUTOXEH. Y314 Aan BO3MOXHOCTb COTPYAHWKaM GE pa3roBapuBaTh
Apyr cC apyrom, paboTaTb BMecTe, AENMTbCA WHOOPMAUMEN M OMbITOM. MoHavyany
YAVB/IEHHbIE HOBbLIM MOAXOAOM, OHW BCKOPE BbLICOKO OLLEHWIM 3TY BO3MOXHOCTH.

«B Hayane JAeBAHOCTHIX, MOC/e TOro KakK Mbl OKOHYaTe/bHO onpeaenunn cebsa Kak nwojgen c
HeorpaHUYeHHOM XaxAoW 3HAHUN M 06A3AHHOCTbLI AENUTbCA, ANSA BCeX Hac CTalo yxe
HEBO3MOXHO Jaxe MNepeHOCUTb — He IoBOPS yXe O TOM, 4YyTobbl HaHuMMaTb Ha paboTy -
TUPAHOB, AECNOTOB W AUKTATOPOB. OHW MPOCTO OTOWIM BO BYEpAWHUN AeHb», — OTMe4an
«EXeroaHoihn otdyeT» GE 3a 1997 r.

Cnepaywllen CTaanen PeBOIOLUOHHBIX U3MEHEHUM Y3n4ya CTano npeacTtaBieHue
WMPOKOMACWTAOHOMW MporpamMmbl MOBbILIEHUA KayecTBa TpyaAa. OHa Havyanacb B KoHue 1995
r. n 6bna HasBaHa Six Sigma. «Six Sigma pacnpocTpaHsnacb B KOMNAHUMM CO
CBepXbeCTeCTBEHHON ObLICTPOTOM UM BAMANA HA BCe HaWW AEWCTBUA», — CKA3AHO B oT4yeTe
KOMMNaHuUM ABa rojaa CnycTs.

B OCHOBHOM Six Sigma HacTamBana Ha SIM4HOWN OTBETCTBEHHOCTWM 3a KayecTBO. OCTaBaAChb
NPOM3BOACTBEHHOW MPOrpaMMon, OHa Kacasacb KaxAoro 4yesoBeKa B OpraHusauum. «Mbl
NMPOTUB CTAPON CUCTEMbl KOHTPO/A KAayecTBa, MNOCKOJIbKY OHa He Yy4YUTbIBAET 4YesiloBeYecKum
takTop. Tenepb 3TO paboTa MeHeaxepa, PYKOBOAUTENS, KAXAOro COTPYAHWKA, Ka4yecTBO
- Jefl0 Kaxaoro», — rOBOPWUN Y3nuy.

TpU CTaaun pa3BUTUSA: pa3pylieHne, CO3UAAHUE U KOHTPOJb HajA KAa4yeCTBOM -—
npeobpasmnm GE. MMraHTCKasA KOMNaHWMA OCTasiacb BbICOKOMPUOLINBHOW, HO Npu 3TOM CTana
6onee 3KOHOMHOM M AMHAMWYHOM. LUMdpbl 6biIM KPAaCHOPEUMBSI.

Ecnn BepHyTbca B 1981 r., korga [XeK Y3/n4 TO/MIbKO CTajn npe3uiaeHToM, obias
CTOMMOCTb uMmylecTBa GE cocTtaensana 20 mapa A0nnapoB M poxoapl 27,24 mnpa AONNApOB.
Npubbinb cocTaBnsna 1,65 mnpa AonnapoB. PblHOYHAs CTOMMOCTb GE cocTaensna 12 mnpa
aonnapoB npu wtaTte 440 000 coTpyaHWKOB BO BCceM mupe. K 1997 r. obuwasa cTOMMOCTb
uMywecTBa GE Bblpocna Ao 272,4 mnpa v obumin goxon Ao 79,18 mnpa. Okono 260 000
COTPYLHUKOB MPUHOCUAWM NpubbIb 7,3 MApA, WM bnarogapsa UM KOMNaHWsA MMesna PbIHOYHYH
ctoumocTb 200 mapa AONIApoB.

Cenyac GE paboTaeT B 6onee yem 100 cTpaHax c 250 dpabpukamu B 26 cTpaHax, obwas
YNCNTIEHHOCTb COTpyaHuKoB B mmpe - 313 000. B 2000 r. poxoapl KOMMaHMM COCTABUAU
129 853 wmnapa, npu 3TOM YUCTHIA goxond - 12 735 wmnpa. Obuwas CTOMMOCTb BCex
BbiNYylWEHHbIX B ObpalleHMe akuun komnaHum B anpene 2000-ro 6biia camon BbICOKOW B
mmpe: 518 mnpa. GE 3aHAna nATOoe MeCcTO B HOBOM cnucke Fortune-500. TpuHapuaThb
chep 6busHeca GE nonanu 6bl B cnMCOK 50 nydywmx KomnaHui Fortune, ecnu 6bl
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OLEHMBA/IMCb HE3aBMCMMO. GE 6blla M OCTAeTCs KOPMNOPATMBHbLIM FMIAHTOM.

GE B uymcnax

UncneHHocTb pabouen cunbi: 313 000 yenoBek

Joxoabl: 129,853 mnpa aonnapos

UncTeii goxoa: 12,735 mnpa aonnapos

EMKOCTb pbiHka (anpenb 2000): 518,579 mnpa aonnapos

0bbem 3kcnopTa M3 CWA: 7,11 mnpa Aonnapos

OTyeTHas Mapxa: 8,6%

Pacxoibl Ha MCCreaoBaHus U pa3paboTku: 2,2 MApa AOS/1apoB

Obuwas cToMMOCTb MMmywecTBa: 437 mnpa AONapoB

bu3Hec GE

o ABMAABUraTenu: Ha npoTAXeHUU AEBAHOCTbIX FOAOB GE noayuuna 6osee MNosOBUHDI
KPYMHbIX MMPOBbLIX KOMMEPYECKWX 3aKa30B HA peakTMBHble ABMraTesn. ITO KpynHenwun B
MUpE MPOM3BOAMTENb KPYMHbIX M HEBOMbWMX PEeaKTMBHLIX ABUraTeser Ansi CamMO/eTOB.

o Jf1eKTponpubopbi: OAUH U3 KPyNHeMwux NpoAABLOB 3/eKTponpubopoB B Mupe, GE
npofaeT XONOAWNbHUKU, MOPO3WUSIbHble YCTAHOBKWU, KYXOHHble MAUTbI, YCTPOUCTBA ANS
NPUrOTOBAEHUA MUKW, AYXOBble WKadbl NOCYAOMOEYHble U CTUpasibHble MaWWHbl U T. A. B

3TOT b6p3HA BXOAAT Monogram, GE profile, Hotpoint, RCA M 4yacTHble TOProBble MApKU.

e ®MHaAHCOBble ycnyru: GE Capital - 3Be3aa Ha HebocknoHe GE. ByAy4dM NoHavany Ha
obounMHe, OHaA BLIPOC/AA B YCNelHyw, NpubbIbHYI0, Pa3BUTY OUHAHCOBYK KOMMAHMIO.

o [pOMbilSIEHHbIE CUCTEeMbl: ABTOMATUYECKMEe BbIK/YATENN, NpepbiBaTenn, TpaHCHoOpMaTOopbI,
KoMMyTaumMoHHas (pacnpepenuTenbHas) annapaTypa, CYETUYUKU U T. A.

¢ VHPOPMALMOHHbIE YCNYrU: peweHWs B 061acT 3N1e€KTPOHHOW Kommepuun B2B. GE
yNpaBnsieT KPYMHENWMM MUPOBLIM 3/IEKTPOHHbBIM TOPrOBbIM COObOWECTBOM, FAe 3aJeldCTBOBaHbI
bonee 40 000 ToproBbIX NapTHEPOB.

e OCBeTUTEe/IbHble NPUOOPbLI: OT FasOreHHbIX JlaMn A0 HAPYXHOro ocCBeleHus, GE cHabxaeT
OCBETUTE/IbHbBIMM NpubopaMyM NOTPEebUTENbCKYD, KOMMEPYECKYID M MPOMbIWIEHHYI OTpacC/u.

e MeAUUVHCKWE CUCTEMbI: MeAUUMHCKUE AMAarHOCTUYECKUe TEeXHOJI0Mnu.

 PaavoBewaHnne: GE BnajeeT amMepuMKaHCKOW TeJeBMW3MOHHOW ceTbi NBC, KOTOpas, MOMMMO
npoyero, obnasaet npaBamu CUWA Ha TPaHCAAUMKO OAUMMMUCKMX urp Ao 2008 r. M MHoroe
Apyroe, Bkaw4yas CNBC u MSNBC.

o MnacTMacchl: TexXHONMornyeckume naacTMacchl Ans pa3Hoobpa3Hbix oTpacien
NPOMbILTEHHOCTU, BKJ/YAS CTPOUTENbCTBO M BbIYUCUTENbHYID TEXHUKY.

e DHepreTuUYyeckue cucTembl: pa3paboTka, NPOUM3BOACTBO U 0OCAYyXMBAHME ra30BbIX,
NapoBbIX U TUAPOINEKTPUYECKUX TYPOUH U reHepaTopoB. TakKxe fAepHOe TOMIMBO.

e CMCTeMbl TpaHCMopTa: JIOKOMOTMBbBI M Apyrue nNoAobHble TpaHCNOpTHble cpeacTBa. GE
Npou3BoAUT b6osiee MOMOBUHLI AM3ENbHLIX TPY30BbIX JIOKOMOTUBOB B CEBEPHOW AMepuKe.

Y314 - cyneprepov MeHeAXMeHTa

ANNOANCMEHTHl BCE He YMOJNIKaT. HauuMHas C «HeWTPOHHOro Jxeka» A0 SiX Sigma [xek
Y3514 npuBsiek 6osiblle BHAMAHWSA CO CTOPOHbI CPeACTB MacCOBOW WMHbOpMauuun, Yem
60MbWMHCTBO AaAMMHUCTPATOPOB Koraa-nnbo meytanu. Mo 6onblwen YacTU OT3biBbl Obiy
MONIOKUTENbHbIMU. «EC/IM NUAEPCTBO - 3TO MCKYCCTBO, 6€3 COMHeHus, Yany
3apekoMeHaoBan cebs Kak HacToAwWMK mMacTep», — nucan Business Week. XypHan Takxe
OTMETW/N, UYTO Y314 SABAAETCH «30/10TbiM CTAHAAPTOM, C KOTOPbIM MOXHO CpPaBHMBATb
APYTUX aAMUHUCTPaTOPOB».
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B TO Xe BpeMsi Y314 OoCTaeTCs 4YelloBEKOM, C KOTOPbIM MHOrMe — U He TOoJbKOo B GE -
YYBCTBYIT HEKOe CpOACTBO. EF0O CKpPOMHOE MPOMCXOXAeHue, NpsAMOTa B ObOIWEHUU U
OFPOMHbIM yCNex COCTaBAAT NPUBAEKATeNbHY KOMOMHALMIO. OH BbIFNAAMT NPOCTbIM. Bce
Ha3blBAT €ro Jkek. OH CJierka 3amkaeTcs. «Kpenko C/IOXEHHbIA JfibiCewnn YenoBek
CpeAHero pocTta, FOBOPAWMN C BOCTOHCKUM AKLEHTOM, Y314 BHEWHe HAanoMWUHaeT BoOAUTeNs
aBTobyca C BMKOH Xunni», - uuMTaTa U3 CTaTbM XypHana Business Week.

B KOHEYHOM cyeTe 3TO b6bil MOJHLIA NepeBOpPOT. Y314 NpeBpaTuICA U3 paspyuuTensd,
Bpara Koprnopauuin HOMep OAMH, B BEJUKOro TBopua. «Cambii MONYASPHbIA Npe3nieHT
OAHOW M3 CaMbiX MPOC/ABJ/IEHHbIX KOMMAaHUM 3a nocjejHue AecsATb neT», — obbABUNa
Industry week B 1994 r. KopnopaTWBHbIA KOpPO/Jb — AEMOH BOCBMUAECATHIX NpeBpaTUICA B
obpasel AnA noapaxaHus AnA MeHeaxMeHTa XXI BeKa. «[Ba Be/Myallimx KopnopaTUBHbIX
nuaepa 3Toro Beka - Anbtpen CloyH M3 General Motors v [xeK Yany u3 GE. Ho Yanu
3HauMTeNbHee, MNOCKONbKY OH BbipaboTan HOBbIM, COBpeMeHHbIM obpa3el, Kopnopauuu,
CTaBWWA MoAenbil Ans XXI Beka», — FOBOPUT HO3Mb TWuM, AABHO Habnwaawowun 3a
ynpaBfieHYeCKUM CTUEM Y3nua.

NepeBOpPOT KOCHyNnca U GE. Hesb3A CckKa3aTb, YTO KOMMNAaHUA Haxoauiacb B COCTOAHWUMU
abconwTHOM CcTarHauumM. Ho ecnu CyanTb cCnpaseainBo, OHa He npoaBuranachb 6HCTpHMM
Temnamu. Mpu Ysandye GE npeBpaTwiacb U3 HENOBOPOT/IMBOIrO rMraHta B 6HCTpO
pacuupawwyca, nporpecCUMBHyrw Moaenb Kopnopauun cnepywuero cCcrtoseTuda.

B OCHOBe TaKOW TpaHchopMmauun NeXuT NOC/eAOoBaTEsbHbIN NOAXOA K MEHEeAXMEHTY WU
busHecy 1 HoBasA ¢unocopua bulHeca. BU3HEC MO JIXeKYy Y3anuy. S BbiAenun AecaTb
OCHOBHbIX COCTABAAWWMX YNpaBJiIeHY€CKOro CTUAS Y3n4a:

MNepBoe: BknagpiBantecb B Nwoaen. JIOAM MMeT bonblioe 3HayeHue. DXeK Yany TpaTtuT
MHOIo BpeMeHUM Ha BCTpeyYn U pa3roBopbl C Aw0AbMU, a TaKXe Ha pa3BuUTue UX
cnocobHocTen. OH 6ecenyeT, HaCcTaBnAaeT, NbCTUT U o6yqaeT. HO B OCHOBHOM OH
HalaXnBaeT KOHTAKThI.

BTopoe: [OMUHUPYWTE Ha pbiHKe.. WIN yxoamTe. Bblbop npocT, WM [XeK Y3nuy penaeTt ero
NOCTOSHHO. Y Hero HeT BPEeMeHW Ha KOMMaHWW, 3aHUMawlMe Ha CBOEM pblHKe 4YeTBepTYyH
WA NATYKW NO3MUMIO. OH Xo4yeT ObITb NepBbIM UAM XOTSA Obl BTOPbIM. 3aBOEBATb Ha pblHKe
NMAEepCTBO, B3SiTb PbIHOK 3a WKUPKY M NpoABUraTb Bhepen. ECnM He cnocobeH oka3saTbCs
Bnepeau, npogaBav GU3HeC U 3aWMMUCb YEM-TO APYIrUM.

TpeTbe: HUKOrga He oCTaHaBAUBaWTECb. JKeK Y314 HeyroMOHeH. HecMmMoTpsa Ha onepauuio
Ha cepale, OH HUKOrga He oCTaHaBNMBAeTCHA. OH HanofHAeT General Electric cBoen
be3ylepkHOW 3Hepruven: KomnaHusa He cobupaeTcs nouyuBaTb Ha naBpax. General
Electric Toxe becnpepblBHO MeHsieTCA. OHA WAeT Bhepej, He OCTABasCb Ha MecTe.

YeTBepToe: MNoaymamTe o cepBuce. General Electric «Ao Yanua» Obuia kinaccuveckowm
KOMMaHWEeN-NPoU3BOAUTESNIEM B NyYWMX TpaauMuMax Mpownoro. Yany BBen GE B cohepy
ycnyr. Tenepb General Electric - KoMnaHua, KOTOopas 3aHMMaeTCs M 0bCnykMBaHMEM, U
NPOM3BOACTBOM. DTO (PMHAHCOBAA M WMHPOPMALMOHHAS (MpPMA B TOW Xe Mepe, Kak wu
NPoOu3BOAUTENb 3NeKTponpubopoB. B ee AeATENbHOCTU KA4yeCTBO ToBapa U YpPOBEHb
obCcnykMBaHMA - 3BEeHbS OJHOMW LENu.

NnAToe: 3abyabTe npousioe - CMOTpPUTE B bOyayulee. KOMNaHUA C BEeJIMKOM uCTopuen,
General Electric npu Yanye norsouweHa MbicnsMu o Gyayuwem. OHa Nerko BOCNpUHMMaeT
HoBoe — byab 3To IT-cthepa WM UHTEpHeT. Y3n4 npeaBuanTt byayuee. OH HeyCTaHHO
npeBo3HocuT byayuee. A General Electric ero cospaet.

llecToe: YuyumtecCb U pykKoBoAuUTE. COBpEMeHHHﬁ nnapep - He KOpHOpaTMBHHﬁ AuKTaTop. OH
AONXEeH AaKTUBHO Y4YUTbCA, MPUHUMATb pelleHna U ABUratbCa Bnepejs. HeBepHble peleHus
HeCyT B cebe HOBble BO3MOXHOCTWU. ONbIT Heyaayn BaxHee, 4yeMm ycnex.

CeabMoe: He HaAo0 YC/NOXKHATb. B 0obweHun [xek Y314y 4yenosek npaAmMon. PasrosapuBas C
pabounmmn 3aBoga General Electric, MeHeaxepamMu TPEHWHIOBbIX MPOrpaMMm WK
QHA/IMTUKAMU, OH BbIPAXAETCA 3MOUMOHANIBHO W ACHO, HA3biBas BeWW CBOUMM UMEHAMM.

BOCbMOE€: YHUUYTOXUTb OlpOoKpaTuio. YBWAEB, CKOJIbKO BPEMEHM YXOAWUT BNYCTYW Ha
BOPOKPATHIO U NMPOXOXAEHME MEepPaAPXMUYECKON NeCTHUUpl, [OKeK Y314 UYyTb He MOKUHYN
General Electric nocne nepeoro roga paboTbl. CTaB PYKOBOAWUTENEM, Y3/4 MOJHOCTbIO
NCKOPEHU BpoKpaTuio.
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JleBATOEe: KOprnopaTMBHLIA YesioBeK. MOBOPAT, 4YTO paboTaTb BCKH XM3Hb Ha OAHY
Kopnopauuio Tenepb HEMOAHO. HO [XeK Y314 MOCBATUA BCHO CBOW XW3Hb GE U TeM He
MeHee OCTa/iICa TBOPYECKMM M MbICISAWMM Ye/IOBEKOM. KaK eMy 3TO YyAanochb?

JecAaToe: YnpaBnsuTe NaBKOW. [xek Yany pykoBoaun General Electric kak bakanenHon
NnaBKoW. Te Xe LEHHOCTWU: KayecTBO M 0bCNyxMBaHMe, TOProBbii 06OpPOT. BbITb B Kypce
TOro, 4YTO NpojaeTcs, Kakon BusHeC maeT XOpowo. HeBaxHO, 4YTO Bbl NpojaeTe aTOMHble
3N1eKTPOCTAHUUN, A HEe NeAeHUbl.

rnaesa 1 BknagpiBantecb B Jojen

«Bawa rnaBHas LEHHOCTb - He ¢MHaHcoBas Npubblib, a /AU, C KOTOPbIMM Bbl paboTaeTe,
MX MbIC/IM U CNOCOBHOCTb K COTPYAHUYECTBY».
PobepT Panx

Bnactb Hapopaa

Kak 4acTo BaM NpUXOAWNOCb ChbllwaTb Npe3uaeHTa, NpoBoO3riawaknuwero nwoaen Haumbonee
BAXHOMN LLEHHOCTbK KOMMaHUM? MHOXeCTBO pa3. CKONbKO M3 HUX MNOATBEPAMAM 3TO Ha
aene? MHOrve nNu peann3oBanu 3Ty U3BUTY KOPMNOPALMOHHYKW UCTUHY HA NpakTUKe? BoOBCe
HeT.

«Korpga 4yenoBek CTAHOBUTCHA AAMUHUCTPATOPOM, OH o3abouyeH B nepByw o4vyepenb
BbIXMBAHWEM N JAeHbramuv. PbIHOK LLeHHbIX 6ymar, MHTEepecChbl akKUMOHEepOoB — BOT 4YTO ero
3aHuUMaeT. ECnm paxe OH CTapaeTCA OpPUEeHTUpPOBATbCA Ha N0Aen, ero BHMMaHuWe Bcerjaa
oTB/1eyeT ¢MHaHCOBHﬁ KPpU3nc», — roBOpuUT O] WamH u3 MaccayyceTCKOro
TEXHO/IOrM4YeCKOro MHCTUTyTa. [OoXoxXe, 4YTO Y314 — UCKIKYeHue.

Jloan SIBNSNTCSA OCHOBOW €ro CTUAS MeHeAXMeHTa. JIOAW BaxHbl AN HEro — WKW OHMU
AOJIXHbI YYBCTBOBaTb CebsA BaxHbIMM. BOT CNOBA Y3/4a: «Mbl BO BCeM Mosiaraemcs Ha
HawMxX Nwaen — JaeM UM MOJIHOMOYUS, Pecypchl U He Mewaem paboTaTb».

MoHayany Yan4 BK/AAbIBAJICA B JIOAEN TeM, 4YTO MPOCTO MPOBOAWI C HUMK BpeMms. [OxekK
Y314 noAacuyMTan, 4YTO MPOBEs OKOJIO MOJIOBMHbBI CBOero paboyero BpemMeHW C COTpyAHUKaMu
GE, 3HAKOMACb C HMMM, 0bBCyxAas C HMMM KX npobnembl M 6e3 kKonebaHui nopuuas ux,
ecnn paboTa Obina caenaHa He TaK, KAaK OH XOTen. Bbl1o MOACYMTAHO, YTO OH 3HaA Mo
umeHu okoso 1000 yenoBek, mMmes Xxopowee MNpeACTaBI€HWE O BbIMOJHEHUU UMM
JOJIKHOCTHBIX 0bsi3aHHOCTEN.

Y314 C ONTMMM3MOM CMOTPWUT HA BO3MOXHOCTU Jioael. OH TOBOPUT: «UYeNIOBEYECKUN AyX
abconTHO 6e3rpaHuyeH. Bce, 4YTO BaM HYXHO CAenaTb, — MOAOUTU K 3TOMY WUCTOUYHUKY WU
MOBEPHYTb KpaH. He niob/i NPoM3HOCUTL CNOBO ,,30PEeKTUBHOCTb”. 3TO — TBOPYECTBO.
3To Bepa B TO, UYTO KaxAblh YefloBeK ABAAETCA LEHHOCTbIo».

3TO He NpPOCTO KpacCuBble CNOBa. [XEKY Y314y HYXHbl nydywme aoaM. OH XO4YeT HaHMMaTb
MX Ha paboTy W yAepxuBaTb, MNOCKOJbKY 3TO BbIFOAHO Ans b6U3Heca. «TakoBa
peasbHOCTb: Mbl MPOCTO He MoxeM cebe MO3BOMINTb BbINYCTUTb HA MOJIe KOMAHAY WIPOKOB
He CaMoro BbLICOKOIO YPOBHS, — FOBOPUT OH. — YTO npeacTaBnseT CoObOM 3TOT Cambiin
BbICOKUA YpPOBEHb? Ha YpPOBHE PYKOBOACTBA 3TO MYJAPLIA 4YeNoBeK, CMNOCODOHbIM TakK APKO U
060CHOBAHHO NpPeACTaBUTb CBOW TOYKY 3pEHMS KOMaHAe, 4YTO OHA CTAHOBUTCA ee TOYKOM
3peHusi. Takom nuaep obnajaeT HeyeMHOW JIMYHOW SHepruem u, Kpome TOro, ymeet
3apaxaTb 3Hepruen Apyrux v HaxoAUTb B JIOAAX NydlWee. Y Hero AOCTATOYHO MHTYULUU M
CMenoCcTUu, 4YTOobbl CAenaTb XEeCTKUM XOA4 — pPeunTesbHO, HO PYKOBOACTBYSACH
CNpaBeA/IMBOCTbI0 U AbCOMTHON YE€CTHOCTbIO» .

Pa3ymeeTcsi, Yanuy TpebyeT OT naed UCNOAHUTENbHOCTU. OH HacTauBaeT HA TOM, 4YTObbl
npeMmmM 3aBUCENN OT MHAMBUAYANbHbLIX AOCTUXEHUN, TOYHO TaK Xe Kak U oT
KOpPNOpaTUBHBIX, M 3aBepAaeT, YTO MPEMUM HAXOAATCA NOA CTPOrMM KOHTpPOSEeM U
anbhepeHUUpYTCS B 3aBUCUMOCTU OT chepbl BU3Heca U OT 3aC/yr KOHKPETHOro
yenioBeKa. [NlaBHbIM MPUHLMN — eCAn Tbl BbIMFpbiBaellb, BbIMIPbIBAOT BCe. BOT no4yemy B
HacToswee Bpemsi 27 000 cOTpPYyAHMKOB GE SIBNAKNTCA AepXaTensiMu ee akKuun.

JLKEK Y3/14 He TONIbKO YyAensieT JIoAAM BPEeMs; OH TaKxe cuMTaeT cebs obs3aHHbIM
MOCTOSHHO 3aHMMATbCs WUX pa3BUTUEM. OH noobewan: «S cCoBepwy PeBONOLUI, U A HAYHY
ee B KpOTOHBWUANE». KPOTOHBWI/Ib — NEreHAdpHbIA MHCTUTYT pa3BUTUSA MeHeaxmeHTa GE,
OCHOBaHHbIM B 1956 . Yanu 6bin perynsapHbiM noceTuTeneM M npenojaBateneM LeHTpa -
yCTaHoBneHo, 4To 3a 250 ceccuin oH nnyHo noroBopun c noytu 15 000 ynpasnstowmx
KOMMNAHMAMN .
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MoAroTOBKA C/yXaWmMX — CJ/UWKOM BaxHoe 3ajaHue, 4Tobbl AenervpoBaTb €ro
6U3HEeC-WIKOMAaM UNM TPEHWHIOBbIM KOMMNaHUAM. Llenb KPOTOHBUANMSA B TOM, 4YTOObI
«UCMONb30BaTh BbICOKME CTAHAAPTb GE B KayecTBe WHCTPYMEHTA KYJbTYPHbIX WU3MEHEHUN
ANA pa3BUTMA Ae/IOBON XBAaTKU, NINAEPCKUX CNocobHoCTen M npotheCcCUMOoHaNIbHOM
3htheKTUBHOCTU pPabOTHWKOB GE». Ho3/1b Tuum (Tenepb M3 YHMBEpCUTETaA Muyurasa,
GbIBWNA AMPEKTOP KPOTOHBUANA) Ha3Ban KPOTOHBUMb «CLEHOW ANnA MNOArOTOBKM
KOpPNopaTUBHON pPeBOIOLUN> .

Nnocne ABYX TAKUX CMesbiX YTBEPXAEHUM He OCTAeTCA COMHEHUMM B TOM, 4YTO KPOTOHBW/Ib
paeT GE siBHOoe npeumylecTBO nepes OOMbWMHCTBOM €ro KOHKYPEHTOB. HeMHOrum
KOMMaHWAM yAaBasioCb ajanTUpOBaTb Jiyywme aaMUHUCTPATUBHbIE UAEN K CBOWM KOHKPETHbIM
NoTpebHOCTAM C TaKOM 4YAaCTOTOM B TeYeHMe TAKOro MPOAO/IKUTENbHOMO Mepuosa BPEMEHU.
HauuHasa C «YnpasneHus Lensamu» NATUAECATbIX FOAOB M A0 SiX Sigma AeBAHOCTbIX, GE
2hheKTUBHO cobupana u MNpuMeHsAna Ha MNpakTUKe yrnpaBiieHYeckne uaen. KpOTOHBWIIIb
TakXe CnocobCTBOBaN pacnpoCTpaHeHU KyNbTypbl GE CpeauM HECKOJIbKUX MOKOJIeHUN ee
meHeaxepoB. (Ero B/AWSIHME HACTO/IbKO Be/IMKO, YTO B CBOel paboTe no KOpnopaTUBHOWM
KyNbType MaccauyyceTCKOro TeXHOJIOMMYeCckoro MHCTUTYyTa 3j WahH cpaBHMBaeT
AeATeNbHOCTb KPOTOHBUANA U MOXOXUX MHCTUTYTOB C «MPOMbIBAHMEM MO3IOB» B Narepsx
AN BOEHHOMJIEHHbIX. [N KOro 3TO MOXeT ObiTb KOMMIMMEHTOM?)

TONbKO Tenepb MoAeNb KPOTOHBWUANSA CTAHOBUTCS MNONYNSPHOW. TeHAEHUMS K ynpaBieHu
no tuny do-it-yourself («caenah cam») Hambonee cunbHa B COeAUHEHHbLIX liTaTax, rae
cenvyac paboTtawT 6onee 1000 kKopnopaTMBHLIX Konneaxen. Cenvyac OHU CYlWeCTBYWT BCeX
BUAOB U NIOObIX pa3MepoB U OXBATbIBANT (AKTUYECKU KAXAYW OTPAC/b MPOMBILIEHHOCTU. Y
Dana Corporation, npousBoauTens 3anyacTten ans aBTomMobunen B Orano, ecTb Dana
University; y Ford - Heavy Truck University B [JeTponTe; Intel OTKpbin yHUBEpPCUTET
B CaHTa-Knapa; y Sun Microsystems ecTb Sun U; y Apple - cBoll cObBCTBEHHbI
YHUBEPCUTET B KynepTuMHO, KanudopHus.

Pa3BnuTme KOpPNopaTUBHLIX YHUBEPCUTETOB MOXET 0b6BbACHATHCSA TpemMa npuvnHamun.
Bo-nepBbiX, KPUTUKU TpaAULUNOHHbLIX bM3HeC-WKON MOCTOAHHO OBBUHANU UX B TOM, 4YTO OHMU
C/INLKOM pAaneku OoT puTmMa AeNnoBOoro mupa. 3TO HeAOCTaTOK, Ha KOTOpHﬁ NOCTOAHHO
YKa3biBalT MM KOPMNOpPATUBHbIE YHUBEPCUTETbl. BU3HEC-WKOJIbl He MOryT MO3BOJIUTb cebe
npurnacuTb Jxeka Y3nuya, 4yTObLI OH npoynTan nekuuw o nuaepcTee.

BTOpoh (haKTop pocCTa KOPMNOPaTUBHBIX YHUBEPCUTETOB — OCO3HAHWE TOro, 4YTO MOArOTOBKA
nepcoHana — 3aJor BbXMBAHWA B OyAylem; 3TO C/MWKOM BaXHbI Mpouecc, 4YTobbl
JlefierMpoBaTh €ro B KaKyl-TO BHELWHW OpraHu3auumw. COrJlaCHO aMepuKaHCKUM
NCCNeAOBaHUAM, KOMMNAHUM CO CBOUMM COOCTBEHHbIMM YHUBEpCUTeTaMu TpaTAT 2,5% BeinaaTt
Ha oby4yeHWe COTPYAHUKOB — B ABa pa3a bonble, yem B cpeiHeM B AMepuke. GE He
NpuBbLIKNA AeNernpoBaTb Takue BaxHble MOJIHOMOYUSA CTOPOHHWUM OpraHU3auUsaM.

OYeBMAHO, UYTO KPOTOHBWNIb, C €ro yuyuTensmMu U pecypcamu, — KpyrnHewnwee BJIOXEHUE.
KopnopaTuBHble YHUBEPCUTETbl He ANSA TPYCOB. OHM KpawHe joporoctoswm. [xoaH MancTtep
nposena B CWA mMcciegoBaHne U noacyutana, 4To B CPeAHEM CMeTa KOpMopaTUMBHOIO
yHMBepcuTeTa cocTaenseT 12,4 mnH gonnapoe (xota 60% 3asaBnsawT 6waxeTbl HA 5 MJH
JONNapoB M MeHblWe) . Hanpumep, HauMOHasNbHbIK YHUBEPCUTET MOJYNPOBOAHUKOB, OTKPbITbIA
B 1994 r., 3aHuMmaeT nomeweHusa B 22 ThICAYM KBaApaTHbIX PyTOB, MMes AEBATb K1aCCOB
Ha 430 CTyAeHTOB. Takue ycCnoBus TpebywT 3HAYUTEeNbHbIX BIOXEHWA, HAa 4YTO BCerpa
obpalwanm BHMMaHMe bM3Hec-wWKoAbl. CoAepxaHue YHuBepcuTeTa Intel 060WNOCH KOMMNAHUM
B 150 mnH ponnapoB B 1996 r. KpOoTOHBWANIbL Ansi GE — 3TO MHBECTUUUM B COTPYAHMKOB.
KpymnHble MHBECTULUN.

MnaHel HA byayuee

Y314 He TONbKO obwaeTcsa C NIOABMUM U 3aHUMAETCHA UX pa3BuTnemM, HO TaKxXe UHBeCTUpyeT
cpeacTtBa B 6yAymee KoOMnaHun. EMy pasieko He6e3pa3anHo, KTO CTaHeT cnejywolumm
rnaBHbIM agMUHUCTpATOpPOM. OH XO4YeT OKa3biBaTb BJ/IMAHWE Ha Nocjseaylllee nokoseHue
MeHeaxepoB. OH XoyeT, YTOObI nyTb GE npoaonxancsa ewe MHOro sieT nocjsie ero
OTCTaBKU. Y314 nepepaeTr 3cCcTapeTy - BO MHOMMX CMbICNax. Ero npejwecTBeHHUK, Peax
INXOHC, penan TO Xe camoe, HeyTOMMMO NnoAroTtaBaMBasd ysnya Andg 6ynymeﬁ ponun.

NoaobHas NOAroTOBKA MPEEMHUKOB WMeeT OOMbWON CMbICA. E€ CYMTANT MYAPON MPAKTUKOW
ynpaeneHusi. MO3TOMYy YAMBUTENbHO, UYTO €e TaK peiKo YCMeWHO peasM30BbiBaloT.
HeCOMHeHHO, CylWecTBYeT KOMMAEKC MPUYUH, HO BO3HWKAET MNOAO3PEHue, 4YTo
nnaHUpPoOBaHWE MPEEeMHUKOB BCTpeYaeTCs PeiKo MOTOMYy, YTO Ha CaMoOM jesie CTapumx
MeHeAXepoB He HecnokouT, 4YTO NPOM30OMAET NOCNe UX YyX04d; OHM CJIMWKOM NOrpyXeHbl B
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C NyTb- [OXek Yan4y. 10 cekpeToB BenMyaullero B MUpe KOpONs MeHeaxmeHTa. CTwapT KpeinHep buckshee.petim
NoOBCEeAHEBHYW [AeATEeNbHOCTb, WIN Xe UM HpPaBUTCHA BoobpaxaTb cebs BeyHbIMU,
beccMepTHbLIMU YNpaBAAWUMM .

OJHAaKO, ecnu CMOoTpeTb B byayluee, BOCNUTAHWE HOBOIO MOKOJMEHUS YNPABMAWIWMX UrpaeT
OAHY W3 FNaBHbLIX po/siel B MeHeAXMeHTe. OCTaBnATb nocne cebs Bakyym BnacTu easa u
3MhHEKTMBHO AN NUAEPCTBA. «DDHEKTUBHbIE MEHeAXepbl NnofarawT, 4YTO Jydwas MpoBepka
NMAepcTBa — HeNnpepbiBHbIM yCnex, KOTOpbii TpebyeT MOCTOAHHOrO BOCNUTAHMA Byayumx
NMAEepoB», — FOBOPUT HO3NMb TuuM. TO ecTb NnAaepaMm HeobXxoAUMO BKNAAbIBATHCA B
pa3BuMTUE NWAEPOB 3aBTpallHEro AHA, WU OHM AOMXHbI HANpsAMyl 06WATLCA C TeMU, KTO
nonuaeT no Mx cCTonam.

TUYM NPUBOAUT MaACCy npuMepoB. Korpa Jlappu Boccuan, HblHEWHWA npe3naeHT Honeywell,
6bin pykoesoauTenem Allied Signal, no ero uHuumatmuee 86 000 COTPYAHMKOB MNpPOIIM
obyuvarwuyto nporpamMmy. 3a nepBbin rog paboTbl OH cymen noobuatbcs ¢ 15 000 u3 Hux.
3a04HO BoCCMAM YBENUYUA PbIHOYHYID CTOMMOCTb KOMNaHumM Ha 400% 3a wecTb NeT. Jpyrue
npumepbl CTAHAAPTHbBI, B UX YUCNIO BXOAWUT DHAWM TpoyB m3 Intel, Yanuy w Jiyn NnatT,
6biBWMM npeacepatens Hewlett-Packard.

Tuun ybexaeH — AN TOro 4Tobbl nmepeaaBaTb HABbIKM NUAEPCTBA APYrUM, TpebywTcsa Tpu
YyC/NOBUA. Bo-nep BbiX, «MNOAXOA C TOYKU 3peHUst 0byyeHusi»: «Bbl AOMXHbI ObiITb B
COCTOAHUM ACHO U ybeauTeNbHO pacckas3aTb O cebe, 3ayeM Bbl HYXHbl U KaK Bbl
paboTaeTe».

BO-BTOpbIX, NnAepy Heobxoauma ucTopuA. «JioAM Y3HAWT APYr O Apyre M3 ApamaTuyecKux
NoBeCTBOBAHWUW», — MUWET TuU4u, 0O6bACHAA Takum obpas3om, noyemy BUAN FENTC M
OCTaJibHble YYBCTBYKWT HEOOXOAUMOCTb MUCATb KHUTW.

TpeTMﬁ 3/1eMeHT nepepayvyn HaABbIKOB naepCTBa — MeTOoAUKa o6yqum=|. «[ina TOro yTObbI
6bITh Xopouwunm yyutenem, npuxoamTcsd 6bITb XOpouwnM YYeHUKOM» . Benukue KoprnopaTUBHbIe
nnaepbl XaxayT Y3HATb bonblle n He paccMaTpnBalwT CBOU 3HAHUA KakK BCQO6'beMJ'HOLI.|VIe.

Y314 C NerkocTbid MPOXOAMT BCe TpWM TeCTOBLIX MPOBEPKM. OH npenojaBan B KpOTOHBW/E
M yTBepXAadeT, 4YTO Aefas 3TO C HAc/JaxAeHueM. OH obu@eTcd C JOAbMU, MOTOMY 4YTO
CTPACTHO XeflaeT Y3HaTb bosiblwe 0 HUX U ux npobnemax. WU Kak Mbl BUAUM, Oby4vyeHue -
OAVH M3 KpaeyrosibHbiX KaMHEeN ero CTWAS YNpaBJieHus .

Pe3loMe: BKnajapiBanTecb B N0aen

o MNOCTOAHHO ObWANTECb C BaWUMU COTPYAHUKAMU. Jinaep He MOXeT 6biTb MAepoM B
Bakyyme, OH JO/IXeH AaBaTb APYrMM BO3MOXHOCTb peasn3oBaTb CBOW MNOTeHUuan
NnocpeacTBOM OblWEeHUs BHYTPWU OpraHu3auMm M 3a ee npepenamm. becepymte M CHoBa
becepynTe.

e U3berante usonauuu. «JiMaepcTBO — CBOEro poja 06a3aTenbCTBO nepej, JAbMU» , —
cKasan npeacepatenb British Airways Jflopa Mapwann u3 Hanmtcbpuaxa, AobaBuB: «Jloau,
HaxoAswmnecs BO rnaBe opraHM3auum, AOJIKHbI MMETb MPSAMOM AOCTYN K JIOAAM Ha paboumx
MecTax. EC/M 3TOro HeT, OHM BbICTPO OKa3blBalOTCA B M30AAUMM». ObllIEHVME XM3HEHHO
BAaXHO. Jingep, KOTOPLIA He ymeeT obwaTtbCsA, OLICTPO OKa3biBaeTCA B OAMHOYECTBE,
npeBpawascb B y3HMKA B KOCTIOME ynpaBaswwero. HacTosAwuMm nuaepam yaaeTcs
WHTYUTUBHO M36exaTb U30AAUMK. MPOCTbIM CMEPTHbIM MPUXOAUTCSA MOCTOAHHO ObITb HAuyeky,
yTObb He OKa3aTbCA Ha 0bouuHe.

3TO — nonHas MNPOTMBOMONIOXHOCTb TPAAULLMOHHOMY NPeACcTaBNIeHU O «BEJIMKOM YeloBeKe»,
Koraa nuaep BO3BbILAETCA Haj TONMOW. COBPEMEHHblE NIUAEPbl CKENTUYECKU OTHOCATCA K
uaee gepxaTh AUCTaHUUIO, nonaras, 4YTo 6ecnpuCTPacTHOCTb PUCKYeT o0bepHyTbCH
OTUYYXJEHHOCTb0. BMECTO 3TOr0 OHM NOAYEPKMBAT CBOW YE/I0BEYHOCTb U
0obuefoCTYNHOCTb. Jinaepbl TOXe NogM, U, KOHEYHO, 3TO O3HayaeT, 4YTO OHU MOTyT
ownbaTtbca.

e Pa3BuBaNTe CNOCOBOHOCTU faen BO MM HACTosAwero v byayuero. TanaHT — peadanwnin
pecypc. WccnegoBaHuMe McKinsey & Co, 3aTpoHyBuiee nodytun 6000 meHeaxepoB M3 77
KOMMaHMIA, MNoKasaso, 4YTO MOWUCK TaNaHT/IMBbIX KAAPOB HUKOrga He 6bin bonee
MHTEHCUBHbIM. 34 Manlkn3 n3 McKinsey & CO HEMHOIrOC/NOBeH: «Bce, YTO MMeeT 3HauyeHue,
- 3TO TanaHT. TanaHT nobexgaeT». B TeyeHue A0S roro nepuopa BpemeHu GE
ybexaanucb, 4YTO TaJlaHT - BEepPHeMMiA NyTb K KOHKYPEHTHOMY NpeumyllecTBy. EMy
Henerko noapaxaTb, B OT/MYMe OT BbipaboTaHHbIX CcTpaTerun. B CUA npobnema
ycyrybnserca, no KpanWHenm mepe C aemMorpapuyeckom TO4YKM 3peHus. Uepe3 12 neT yucno
35-40-neTHUX niogen byaeT MeHblle 15%. MpuBreYeHUE Nyywux wjen BpawaeTcsa BOKPYr
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C NyTb- [Oxek Yan4y. 10 cekpeToB BenMyaullero B MUpe KOpoNs MeHeaxmeHTa. CTwapT KpeinHep buckshee.petim
yeTbipex KJ/oUYEeBbIX MOMEHTOB. JioAM XOTAT paboTaTb B TeX KOMMAHMAX, KOTOpPble MPM3HaHbI
nuaepamm; B Tex, KOTopble npeasiaraloT BbICOKUA PUCK WM BLICOKYW OonsaTy; B Tex,
KOTOpble MOHMMAT, KaK MEHSeTCS MPOMbIWIEHHOCTb — U BECb MUP, — U MEHSKWTCH BMecCTe
C HUMW; W, HAKOHel, B TexX, KOTOopble COOTBETCTBYWT WMX 00pa3y XU3HU. KoMmnaHwuu
UrHOPUPYIT MNOAOOHbIE CTPeMsieHUs HAa CBOWM COBCTBEHHbI CTPAaX U PUCK.

o MNMo3aboTbTecCb O NpeemMHUKax. JIbon nuaep AO/MKEH He TOJIbKO aKTUBHO PYKOBOAUTHL B
HacToslee BpeMmMss, HO W MNAaHUPOBATb, KTO bByaeT PyKOBOAUTb OopraHu3sauven B byayuem.
HekoTopble M3 BeNUKUX JINAEPOB — OT Yepuunnda Ao MaprapeT TaTyep — ynycTuam 3TOT
MOMEHT. TakuMM 06pa3oM, OHM PUCKYIOT OCTaBMUTb B HACNeACTBO BaKyyM BAacTuM U CMYyTY.
BO3MOXHO, Haubonee ybeanTenbHoe obbACHEHWE BaAXHOCTU NAHUPOBAHUA NPEeeMCTBEHHOCTU
jaeT 6puUTaHCKUA aaMUHUCTpATOP C3p AapuaH Kaabepu. OH cuMTaeT, 4YTO /vaep, He
NPU3HaWWWIA TanaHTbl TeX, KTO ero OKpyXaeT, — He HacToAwuA nuaep. «UCTUHHbIE NUAEpbI
BOOAYWEBNANT CBOUX Moc/iefoBaTeNien pa3BMBaTb WUX TaslaHTbl U MOAHWMATb CBOW CTaTycC.
OHW BOCMUTHLIBAOT CBOUX MPEEMHUKOB, YTOObl OHW ObIIM FOTOBbI BCTYMNUTb B AONXKHOCTb K
TOMYy MOMEHTY, Korjaa npuiaeT Bpems yWTU, — roBOpUT Kaabepu. — odanbliMBbie NUAEpPbI
oTbupawT y CBOUX NocneaoBaTeNnen nNpaBo pewlaTb 3a cebsA; OHM JgepxaT UX B CTpaxe u
yMansawT MX AOCTOMHCTBO. B CYIHOCTM, BCe MPOCTO: XOpoWMe NMAEepbl BbipalMBaloT Kaapbl,
njaoxuMe CTABAT MM MajkM B Kojeca; Xopolwue Nuaepbl cnykaT CBOUM NocsefoBaTesisam,
nnoxue mx nopabouwawT».

rnaea 2 [JOMUHMPYWTE Ha pbIHKE.. WIN yXOAuUTe

«ECnu Bbl OAHaxAbl BoOWIW B B6M3HEC Takoro macwTtaba, Kak Hall, TO WAHCbl Ha HeyaayHoe
pa3BuUTUE COBLITUA MUHMMAsbHbLI. Jla, rnobanbHbii Cnaj B 3KOHOMUKE MOXeT 3aMel/InThb
Hawu Temnbl poCcTa. HO B MeHbllen cTeneHn, yem ansa 99,9% opraHmsauum B Mupe».

JxeK Yany

BonwebHaa Aons pbiHKA

MoHATUE «JONSA PpbiHKa» BNepBble CTaso AOCTOAHMEM MACCOBOW ayauTopum B 60-e rr.
YacTUYHO 3TO npousowno bnaropapsa MaTpuue Pocta/fonu (Growth/Share Matrix),
pa3spaboTaHHOM BOCTOHCKOW KOHCynbTaTuBHOM rpynnon (BCG), M ee oCHOBaTen Bpucy
XeHAepCoHYy. MaTpuua OueHMBAET pa3BUTUE pPbIHKA U OTHOCUTENbHYW A0/ PbiHKA AN BCeX
HanpaB/IeHUN AeATeNbHOCTU KOHKpPETHOM (MpMbl. 3Ta CUCTeMa OCHOBaHa Ha ciejyileM
npeanosioxeHum: 4yem 6onblle A0S PbIHKA KOMMNAHMM M YeM Bbllle TeMmmnbl ero pocTa, TeM
NpubbIibHEEe KOMMaHUA. YeMm fleBee HaxoAMTCA CAe/Ka Ha lKase MaTpuubl, TeM CUibHee
JOMXHA ObITb KOMMaHus .

NosaHee BCG aobaBuna B MaTpuuy Teopulo YNpaBieHUS HAJMYHbIMUM CpeaCcTBaMu, KoTopas
BKJIIOYMIA MEpPaAPXUI0 UCMNOSIb30BAHUA HAIMYHbIX AEHEr, MPOHYMepoBaHHbIX OT 1 A0 4 B
nopsjake o4yepesHOCTW MPUOPUTETOB. Puuyapd Kox cneaywumm obpa3om MOACHUA 3TO B
Financial Times Guide to Strategy:

1. Haubonee aththeKTUBHOE WCMONb30BAHWE HANIMYHBIX AeHer — 3auuTa NpeanpuaTuUn -
«JIOVHbIX KOPOB». OHW HE MNOJb3YHNTCA HANIMYHLIMU A€HbraMu CJIMWKOM 4acTo, HO ec/u
notpebyeTcs BNOXUTb AeHbIM B HOBYW (abpuKy WAM TeXHONOruw, 3TO OCYlWeCTBAsSeTCS
6e3 BONpPOCOB.

2. Cnepywouee obpaweHue K HanWYHbIM AeHbram — 3TO «3Be3/p». OHM ByAyT HyxaaTbCs B
60NbIIOM KOMMYECTBE MHBECTMUMMK, 4TObbl yaepxaTb (MAM 3axBaTWUTb) CBOKW JO0JI0 PbiHKA.

3. HenpuATHOCTb MOTEHUMANIbHO HA4YMHAETCH C TPeTbero npuopuTeTa BCG — bpaTb AE€HbIU
M3 «AOWHbIX KOPOB» W BKAAAbIBATb KANUTan B «3HAKWU BOMPOCA».

4. CaMbli HU3KWUA NPUOPUTET - 3TO UHBECTUUUM B «CobBak», O KOTOPbIX BCG rOBOPUT, 4YTO
B/IOXEHMSA B HUX AOJIKHbI ObITb MUHUMASbHBIMU WMAW Aaxe OTPULATENbHBIMM .

B HacTosllee Bpems [AONS PbiHKA KaK MHAMKATOP KOPMNOPATUBHOINO ycrnexa Bbiia M3 MOJbl.
Tenepb OHa O6bLIMHO pacUEHMBAETCA KaK Mone3Has, HO He pewawwas mMepa 3hhHeKTUBHOCTU
JeaTeNbHOCTM KopropauuuM. OAHAKO [IXeK Y3/4 oCTaeTcsA ee (aHaTUYHbLIM MPUBEPXEHLEM.
OH obnajaeT 4YyTbeM Ha «3Be3A» U «JAOWHbIX KOPOB».

HeMHOro CTpaHHO, YTO Y3N4 HeABYCMbIC/IEHHO OTAaeT npeanoyTeHue npocToMy WU3MepeHU
AO/TIN PbIHKA KaK MNoKa3aTesllt TOro, HaCKOJZIbKO XOpolWo npoaBuraeTcsa busHec.

Y3/4a HEOAHOKPATHO KPUTWKOBAIM 3a €ro Bepy B O/ pbiHKA. Hanpumep, B CBOEW KHure
«Liberation Management» (1992) Tom MeTepcC Bonpeku obblMaw cornawaeTca C rypy
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C NyTb- [Oxek Yan4y. 10 cekpeToB BenMyaullero B MUpe KOpoNs MeHeaxmeHTa. CTwapT KpeinHep buckshee.petim
KOHKYpPEeHUMM MarKJiom MopTepoMm: «Mankn MopTep 4acTo ynpeKkan r/iaBHOro
aAMUHUCTpPATOpA [Xeka Yanya 3a TOo, YTO TOT HAcTauBan, 4Tobbl BCe noapaspeneHus GE
onpeaensann Homepa 1, 2 wanm 3 B CBOUX obnacTax AeATEeNbHOCTWU. JlymMaw, YTO €C/iKM Bbl
nonb3yetecb (Kak, No-BUAUMOMY, AenaeT Y3n4y) obwen wKanom naMepeHus LONU PbiHKA
cbbiTa, Hanpumep, ,,A0/A pbIHKA 37e€KTponpubopoB”, ,, 4078 MUPOBOrO pbiHKA
KoMmnbloTepoB®, To MopTep abconwTHO NpaB. KOHUEHTpauMsi BHMMAHMS Ha [ONe pblHKaA
aBTOMATUYECKU MOATASIKMBAET BAC K pelleHUsM, KOTOopble yepe3 HeKoTopoe Bpems
OKaxXyTca rubenbHbiMM. Bbl byaeTe 3aUMKAMBATHLCA HA BbLICOKMX YPOBHAX Npojax M
3aCTaBNATb MOKynaTeNnenm NpUAepPXMBaTbCSA BalMX YCTAPEBWUX TEXHOJIOTUM» .

Tak noyemy xe JIXeK Y314 BOCKPECWS AOJII0 PbiHKA? MPUYMHBI MPOCTbI:

Bo-nepBbIX, AO0NA pPblHKA — 3TO obuwensBecTHoe MNoHATMe. Bce B 6M3Hece, He3aBUCUMO OT
TOro, 4yem OHU 3aHUMaAKTCA UIKN A€ OHU I3TUM 3aHUMAWTCA, MOIYT MOHATb, 4YTO O3HA4YaeT
AOoNA pPblHKaA.

BO-BTOpbLIX, A0S PblHKA AaeT NpPeanpuaTUAM YeTKUA KpUTepuh ycrnexa wmau npoBana. OHU
MOHWMMAKT, rAe HAaXOAATCA B AAHHbIA MOMEHT. YCTpaHAETCA WII030pPHAA XAaOTUYHOCTb
npuobpeTeHUn M NpoAaX.

B-TpeTbUX, [AONSA pblHKA — 3TO He 3ae3xeHHas ¢unocotus, He HaBsA34MBas uaes, a
npocTo yaobHoe NOHATWE. B camoMm fpene, B AaJibHeWWeM Mbl YBUAWM, 4YTO 3a
MCMNoSIb30BaHNE MOHATUA AOSN PbiIHKA W ero AadjibHenee MNPOABUXEHME Y3a4a XBaJUau
Bejylmne TeopeTUKU cTpaTeruu.

YeTBepTas NpuUYMHA NpuUBeAeHA DHAPKW Kemnbensnom, MamkiaoMm FynaoM u MapKyCom
ANleKCcaHAepoM B KHUre «CTpaTerus Ha ypoBHe Kopnopauuu»: «GE CTpemMnTCs yyacTBOBaTb
B CAeNKax, B KOTOPbIX AONSA pPblHKA UMeeT 3HAYeHWe U rAe OHAa BaxHA ANA ycnexa B
KOHKYpPeHTHOW bopbbe. Takum obpa3om, KOMMAHWA CTPEMUTCHA K JINAEPCTBY Ha TaKuUX
pblHKaX, rAe nNuaepcTBO camo no cebe npeacTaBnseT LEHHOCTb. W HaobopoT, GE
CcTpeMuTCA M3bexaTb TAKUX CAENOK, KOrAad JIMAEepCTBO HA pblHKe He obecneyuBaeTt
HUKAKUX NpeumylecTB WAW rAe 4vacTble nepemeHbl PbIHOYHBIX MPEeANOYTEHUN UAN TeXHONOrun
MOIryT NOAOPBATb NpeumyliecTBa YyXe CywecTBYKWWEro nAuaepa».

Jlona pbiHKa UM ee obpaTHas CTOpoHa

AlpuaH CNUBOTCKWU, [I3BMA MOPPUCOH U [xelMMC Kyanna u3 Mercer Management Consulting
3aABUIM, UYTO «AO0NS pblHKA MepTBa». OHM [AOKA3bIBAWT, YTO yCnex 3aBUCUT OT Tpex
«BO3MOXHOCTEN»: «CTpaTerMyeckoro oxuaaHus, onpejenswiero byayiume BO3MOXHOCTM
popMMpoOBaHUSA CTOMMOCTM; 6BM3Hec-nnaHa, HanpaensAwWero AeATe/bHOCTb NPeanpuUATUA
TaK, 4TObbl OHO MOINO MCMNONb30BAaTb 3TWU BO3MOXHOCTWU; peanu3aummM pocTa CTOUMOCTU,
yCnewHo 1 6bICTPO ABUrawwencsa oT CTaporo buaHec-nnaHa K Claepyillemy».

C/IMBOTCKM, MOPPUCOH U Kyanna paccMaTpUBAWT CTWIb YNpaBAeHUS Yaa4a noj ApYrum
YyraOM. Y314 C CamMoro Havyana ob6bABMA AOMUHMPYILYIO L0/ PbIHKA MCTOYHUKOM CWSbI,
«30HOM NpubbLIIM». O AoNe pbiHKa 6bi10 3asBNEHO BO BCeycC/bluaHMe. 3aTeM OH (opcupoBan
M3MEHEHUA PbLIHKOB GE. Ipynna aHaiMTUKOB NUIIET: «B TO BPeMs KaK KayeCTBeHHble
n3fenvs no-npexHemy OCTalTCA HeobXOAWMbIM YC/NOBMEM MOCTPOEHUA XOPOWMX OTHOWEHWUA C
nokKynaTefnsiMM, HOBOW 30HOW MPUbBLIIM CTAHOBATCHA HOBble pelleHua U chepa yCayr».

GE npeBpaTuiacb B NPOM3BOAMTENS C OT/IMYHBIM OBCNYXMBAHMEM — UYTO AEMOHCTpUpYeT
cTpemMuTenbHbI pocT Capital Service GE (k 1995 r. paBHbIA TpeTbeMmy KpynHewuwemy
6aHKy CWA). GE nowna Jajnblie NPOCTOr0 YCOBEPWEHCTBOBAHMA MPOAYKLUMM, UYTOOLI
MOBLICUTb KAyecTBO YC/yr Mo nporpamme Six Sigma. OHa cmoTpena B byayuee,
NOCTOSIHHO npeobpa3oBbiBasiaCb, U B pe3ysibTaTe CTOMMOCTb €e aKUuWUi npoaosixasna pacTu.

JloCTUXeHWe TaKoro npeobpa3oBaHus, COrnacHo CAMBOTCKU, MOPPUCOHY U Kyanne,
TpebyeT yeTbipex pewawunx U3MEeHEeHWA B BOCMPUATUM: «OT U3HYTPU — HAPYXY K CHapPYyXM
- BHYTpPb; OT roAOBOr0 AOXOAAa K NpubbLIA; OT M3AENMA U TeXHOMOrnM K busHec-nnaHy;
OT JONW pbiHKA K Aofe CTOMMOCTM». [nA GE CTOMMOCTb CTajia WwaroM Bhnepej - HO AONA
pbIHKA NO-MpexHeMy OCTaeTCs BaXHbiM MoKa3aTeseM ee ycnexa.

Pe3ioMe: [IOMMHUPYWTE Ha PbIHKE.. WIN yXOoAuUTe

e YCTAHOBUTE YETKUE KPpUTEpum ycnexa. MOXHO Jierko 3anyrtarbCd B TOM, 4YTO Ha CamMOM
Aene peMOHCTpupyeT ycnex. Mpojaxu v 3To, WU ﬂpM6HﬂM, nnn BO3BpPAT BJIOKEHHOIoO
Kanutana? Pa3Hble KJINEHTbHI MHTEepeCcywTCa pa3HbIMM NoKa3aTensamu. o CyTu Aena,
MCMNOJIb30BaHUE Y3/YEeM AONU PblHKA KaK M/1aBHOMO KpuUTepus ycrnexa He fABnAeTcH
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OKOHYaTeNbHOM (POPMY/IMPOBKOM. HO 3TO BHOCUT SICHOCTb B OTBET Ha BOMPOC, 4YTO
ABNAETCA TOYKOM OTCyeTa.

e ObecneybTe TOYKY OTCyeTa M ybeauTechb, 4YTO NOAAM M3BECTHO, YTO 3TO Takoe. Jlons
pblHKa — 3TO Jafieko He BCe B AeWCTBUAX GE. HO OHa BCEM XOpOWOo MOHSATHA. [XeK Yanu
NpPOBEs MHOrO BpeMeHu, MponaraHAMpys MbIC/Ib O TOM, YTO KOMMAHWA, HaleleHHas Ha
ycnex, AO/XHA 3aHMMaTb NepBOe WAM BTOPOE MeCTO B CBOEW PbIHOYHOW Huwe. 3TO
co3paeT (okKyc.

e ByAbTe pewnTenbHbIMU. [ONS PblHKA KaK KpUTEepui No3BONAET NoJiyd4aTb BMOJIHE YeTKue
JaHHble O TOM MecTe, rjAe Bbl CceMyac HaxoauTecChb. UccneaoBaHUA MOXHO MPOBOAUTL A0
6eCcKOHeYHOCTU, HO 3a uudpamy AONXHbI CNeAoBaTb AENCTBUA. KomnaHusa, KoTopas
oumbaeTca, BCKOpe uAeT C MOJIOTKA. YeTKO YCTaHOBJIEHHble KPUTEpUU MO3BOJIUAU Y34y
6bITb pewmnTeNnbHbiIM. OH MOXET CKa3aTb: «S Aan BaM KOHKPETHbIM CTaHAApT, a Bbl €My He
oTBeYaeTe». «Y3N4Y roBopuUT ,aa“ unm ,HeT”. HO OH HUKOIAA He CKaxeT ,MOXeT bObITb“.
MHOXECTBO rJIaBHbIX AAMMHUCTPATOPOB MOCTYNalT WMHAYe, U UX peleHUs HanoMUHAT
XPOMYK folWafb, KOTOPYW HUKTO He XO4YeT 3aCTpPesnTb», — 3aMeyaeT KOHCYNbTAHT U3
Boston Consulting Group Oxopax CTOK.

rnaea 3 HuKkorga He ocCcTaHaBAMBAWTECDH

«JlXxeka Yanua, Bnagensua wectuaecatTummnnanapaHon General Electric, Henb3s Ha3BaThb
HW nocnepoBaTe/ibHbIM, HU MNMpeacKa3yembiM. [loMeHATb BCe, 3aTeM U3MeHUTb 3TO ele pa3
- BOT ero CTuib paboTbi».

Tom NeTepc

MpaBuiibHaA opraHu3auus paboTsl

MOCTOAHHO MeHANTe cebs U CBOW opraHn3auui — BOT obszaTencHoe TpE6OBaHMe Haulero
KOpnopaTUBHOIO BpemeHu. PyKoBOAUTENU 0653aHbl MEHATbLCA. OHWU AOXHbI pa3BuBaTb
HOBble YMeHUA U HaBbIKWU, yTobLH caenaTbca bonee pa6OTOCHOCO6HHMM N noaaepxmBaTb
TeKyljpne Temnbl pa3BuTuA.

Kopnopaumm Takxe [AOJIXHbl MEHATbCA. WHePTHOW opraHu3aunn npsmas popora Ha
KopropaTuBHOe Knaabuiie.

JXeK Y>3n4 noka3san cebs MaCTepoM KaK JIMYHbIX, TaK W KOPNopaTUBHbIX N3MeHeHUn. OH
HUKOrga He caaeTt CBOMUX nosuvumm m cCcospan opraHuniauuio no ceoemy o6pa3y M noaobuio.

«MUCTep Y314 MOXeT MpPoBeCcTU AeHb Ha (Gabpuke, BCKOYUTbH B CAMONET, MepexBaTUTb
HECKONbKO 4YaCOB CHa W HayaTb BCe CHayasa; B MNpOMeXyTKe, BO3MOXHO, OH OCTAHOBUTCH
B CaH 2nnu, Ahpaxo, U ,0yaeT NATb AHEM KATATbCS HA NblkKaxX KaK cymacweawmn“», -
roBopunocb B ogHon M3 cTtaTten The wall Street Journal.

Jingepsl Mo CBOEN MPUPOAE SHEPTrUYHbl. UM MPUXOAUTCHA ObITb TakMMM. MaprapeT TaTuep
cnana no 4yeTbipe Yyaca B AeHb M BCTaBasla A0 paccBeTa, 4Tobbl NpocMoTpeTb nobonblie
rocyaapCTBEHHbIX AOKYMEHTOB. Jly FepcTHep M3 IBM M3BECTEH CBOWM BbLICOKUM YPOBHEM
paboToCNoCOBHOCTU. PYKOBOAWTENM BbICWErO 3BE€HA NOCTOSHHO NYyTEWeCTBYWT U TeM He
MeHee Nno npubbiITUM, MOABAAACH M3 KOMHAT OTAbIXa, BbIFNAAAT CBEXMMU UM FOTOBbLIMM
3a4MTaTb [AOK/MaA, HabpocaHHbIi BO BpeMms nepefeTa yepe3 OKeaH. [3Bua Kamnbenn us
LleHTpa KpeaTUMBHOrO nuaepcTBa ybexaeH, 4YTO 3(PPeKTUBHOCTb PYKOBOACTBA W BbiCOKas
paboToCcnocobHOCTb UAYT pyKa 06 pyKy.

PaboToCnocobHOCTb — Heobxoaumoe ycrioBue AN pykoBoauTensi. Ho byaeT ownbkon
CuMTaTb, YTO CEKpeT Y3/4a KpoeTcsd CKopee B KOJMYeCTBe, YeM B KayecTBe Tpyaad.
NpeaenbHoe MOBbllleHNE YPOBHA paboToCnocobHOCTU — 3TO HeuyTo bosblee, YeMm MPOCTO
yBenmyeHme paboyero AHA. KTO YroAHO MOXeT TpyAMTbCA No 16 4yacoB B AeHb. Mup
MOJIOH TPYAONOOUBLIX PYKOBOAWUTENEN, MOXEPTBOBABWMX CBOWM 340POBLEM U CEMENHOW
XU3HbI paau Tekyuwero paboyero AHsA. Ho bosiee BaxHbIM SIBJISETCH TO, KakK Bbl MpoBOAUTE
CBOe BpeMsa W KaK BAOXHOBAsAeTe Apyrux. [NaBHOe - KayecTBO; KoanyecTBo bosnble yxe
He JaeT npeumyllecTB B KOHKYPeHTHOW 6opbbe. PyKOBOAUTENU, KOTOpPbIE CJIENO
nosfaranTcsA TONbKO Ha HAMNpPsSXeHHbM TPyh, CropalwT Ha paboTe, U TONLKO.

NCTWHA COCTOWUT B TOM, 4YTO MOBblLEHUE 3HHEKTUBHOCTM A0 npenena 6osee BaAXHO, YeM
yBe/inyeHne Koanm4yecTtBa pa6oqu yacoB. o noacyeTaMm omna XoAXCOHa U3 KoJineaxa
MeHe[XMEeHTA dwpuaxa, obbldHble MeHeaxepbl 3aAeNCTBOBaHbl HAa 40% OT WX AENCTBUTESNbHbIX
cnocobHocTen. MNpuyem 10% cBoero BpemMeHW OHM 3HHEKTMBHO TPATAT HA TO, 4TO
ABNAETCA AENCTBUTENbHO BaxHbiM, a 30% — Ha co3paHve 6MaronpuATHLIX YCIO0BUA Ans
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TOro, 4Tob6bl b6bITh 3hheKTMBHbIMM B 3TuX 10 npoueHTax. OCTa/ibHOe BPEMS OHW MPOBOAAT,
Jenas To, YTO He ABNAETCHA BaXHbiM WIM B YeM OHM He MOJy4yawT TOT pe3ynbTaT,
KOTOpbIN XOTAT. YAensnTe AeACTBUTENIbHO BaXHbIM Belwam 6osiblle BPEMEHW U BHUMAHUA, U
pe3ynbTaT He 3acTaBuUT cebs AONro XAaTb.

3hhekTUBHAA paboTa B CTuie [OxXeka Yanya umeeT psj ocobeHHOCTen:

o Kaxapil AeHb HeobblueH. Kaxapil AeHb — 3TO BbI3OB. «Y KOO BpeMeHaMu He ucTouwancs
3anac uaem? — cnpawvBaeT Y3n14. — HO ecnM y BacC HUKOrAa He MOSBJSAKNTCHA HOBble Uiew,
MoxeTe 6pocaTb CBOW paboTy. Kaxaoe yTpo, KOFAQ Mbl MPOChINaemMcs, Y Hac BO3HWKaeT
uesas Kyya BO3MOXHOCTeM. Koraa Bbl — KOMMAHUA CTOMMOCTb B 70 MApA A0MNAPOB, Bbl
COBepllaeTe Tak MHOro owvbok, 4YTO UCMPaABAATb UX MOXHO A0 beckoHeyHoCcTu. Co
BPeMeHeM KOJIMYeCTBO HEOBXOAWMBIX UCMPAB/IEHUA HEe YMeHbllaeTCHA, a YBeJIU4YnBaeTCs».
Takon Henokonebumbin NO3UTUBU3M TpebyeT, 4TObbHl BCe BO3HMKawwme npobnembl bbuin
Cpa3y paccopTUpOBaHbl, 06AyMaHbl, peleHbl. U 3To paboTaeT.

e ByabTe B Kypce Aefn. PYKOBOAUTENAM MPUXOAUTCA KonaTb FnyboKo U ele rnybxe. OHM
JOJUKHbI ObITb B Kypce BCEro, 4YTO MPOUCXOAUT Ha WX MPeanpusTUU. PYKOBOAUTENU AOJIKHbI
MCKaTb nNpobnembl, Tpebywume peluweHua. A 3aTeM MOABAANTCA BCe HOBble U HOBblE
npobnemsl. Mo obpa3oBaHWID Y3N4Y — WHXEHep, W ero HWKOrja He OCTaBMANIO XefaHue
3a/laBaTb BOMPOCbl U BbICYUTLIBATb, YTO Xe MPOUCXOAUT HA CaMoOM jerse.

o JIobuTe cBOW paboTy. KOHeYHO, 3TO MOMOraeT, €C/iM Bbl HA CaMOM jefe olieHWBaeTe
TO, 4YTO AenaeTe, Kak AENCTBMTENbHO BaxHoe. PaboTa AOnXHA 6bITb And Bac 3HAYUMOW.
MHaye nouyemy JIXeK Y3/4 BepHyNca B GE nocne onepauuu Ha cepale Wav Mankn SUcCHep —
B Disney nocne cepAaeyHoro npuctyna? [Ans TaKUX pyKoBoauTenem ¢mMHaHCOBAs MOTUBALMUA
- He OCHOBHafi. MUANNOHEpPbl He CAMIKOM 6ecnokoATCA O C/ejyiklleM naaTexe. Bnpoyem,
OHM U He aHrenonofobHble CylecTBa, KOTOpble HE WUHTEPEeCYWTCH AeHbramu Boobue. OHM
OXMAANT BO3HArpaxieHus, HO BUAAT B NepcrnekTuBe 60/siee WMPOKME BO3MOXHOCTU, 4eMm
npocTo NpubbINb.

e BO3BPATUTECb K XM3HW. OAHaXAbl Y314 CKa3an: «S Tpayy POBHO CTO/NIbKO BPEMEHMU,
CKOJ/IbKO HEeobXoAuMO, 4YTObbl BbIMOSIHUTb CBOKW PaboTy». OH HE OTHOCUTCA K Yucay
ropswmMx Ha paboTe AMPEKTOPOB, KOTOpble MOCTOSIHHO CCbUIATCs Ha To, 4YTo paboTawT 23
yaca B AeHb M Boobuwe He cnsaT. (KOHEYHO, 3TO He O3HayaeT, YTO Y314 He paboTaeT
CTO/IbKO Xe, HO OH 06 3>TOM NoMajskuBaeT.) Y [XeKa Y3n4a, KAaK HU CTpaHHO, bbina
XU3Hb U BHe GE. 3To 6bla AOBOJIbHO O6blMHAS XW3Hb. [/ TaKOro MOrywecTBEHHOro U
boraToro 4yenoeeka OHa BHIFNAAMT Jaxe CKYYHOBATOM. Y314 HUKOrjAa He NpPOBOAMA CBOM
HEMHOTOYUC/IEHHbIE Yachl AOCYra C Koijsieramm uian nepudepuinHsiM nepcoHasiom. OH nofay4an
YAOBONbLCTBME OT MNPEOAONeHUs NMOMeX M 3arpykeHHOCTM. BOT Toxe cBoeobpasHoe
nposBneHune 30HeKTUBHOCTHU.

YUnTecb U MeHANTEeChb

IXeK Y314 He TOoNbKO 3(PeKTUBHO pa60Tan; BCO XW3Hb OH pa3BMBaAICA KaK JIMYHOCTb WU
crneunasucTt. B ero Kapbepe OTCYTCTBYeT MHEPTHOCTb CpejgHero Bo3pacTta. OH npoaosxan
YYNUTbCA, NOCTOAHHO nobaBnsis BCe HOBble 3HAHUA K yxXe umewllemMycda BHYWAUTESIbHOMY
6ara>|<y. OH NOCTOAHHO MeHANCA, He o6pau4aﬂ BHMMAaHUA Ha cCouua/ibHble CTepeoTunsbl.

JlaBaiTe MOCMOTPMM, KakK OObIMHO pa3BMBAeTCs Hawa Kapbepa B Kakon-inbo Koprnopauuu.
CHayana Mbl CMOTPMM BMAEOPOJSIMK KOpMopauuu WaM NOCellaeM BBOJAHbIE KYpCbl, 4YTO6bI
3aJI0OXUTb OCHOBY TOro, 4Yero OoT HAaC OXWAAWT. Mbl yCBAMBAEM KOPMNOPATUBHbIE LLEHHOCTU U
noBejeHne. 3aTeM Mbl MPOXOAWM MeEPBbLIA YPOBEHb, rAe Hac oby4yawT BCeMy, 4YTO
HeobXxoAUMO AN BbXKMBAHWSA WU MpPOLBETaHUS B 3TOM OM3Hece, — BO3MOXHO, 3TO MPOAAXM,
WKW KOMMbKTEpHoe Aefno, win byxrantepus. He3aBMCUMO OT TOro, 4YTo 3TO byaeT, Mbl
yCBaMBaeM OCHOBHble NpaBuna. HanpuMmep, M3yyuTe MApKeTUMHI — M ycnex Bam obecneuyeH.
Bce Xxopouwune (UMHAHCUCTbI AOCTUr/IN B 3TOM BbICOT.

3aTeM, €C/IM Yy HAaC BCE XOpOWOo MNOsy4YaeTcs, Mbl MepeMellaeMcs Ha CeAyllui YpPOBEHb,
rae Moxem HayaTb npucrnocabnmMBaTb KOe-4TO M3 TOrO, YeMy HaC HayuyuIu, K UMenwMmcs
YCNOBMAM. HO eCnM Mbl CTO/IKHEMCS C YeM-TO, Yero Ha CaMoM Jesie He 3HaeMm, Jyullui
NyTb CNPaBUTbCA C 3TUM — 3TO MOWTU U MOMNPOCUTb KOro-HWUOYAb, KTO MOXET MOMOYb HaMm
pPacWMpUTb HaWWM 3HAHUA.

NMoka maeT 3TOT MNpoLecC, pa3BMUBAKIMINCA PYKOBOAWTENb ACHO oTAaeT cebe oTyeT B
CcBOeN yA3BMMOCTM. KaK Mbl yxe 3HaeMm, obydyeHue npepnosaraeT PUCK, A PUCKYS, Mbl
CTaHOBMMCA YA3BUMbIMKU. Jiloan 60ATCA caenaThCA 6onee yA3BUMbIMUM, MOTEPATb NULO,
ynycTuTb 61aronpuaTHY0 BO3MOXHOCTb WAM NPOCTO NPOUrpaTh.
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B pe3ynbTaTe pPYyKOBOAMTENU pa3BMBAWT B cebe To, 4TO b6bi10 onpedeneHo Kak «WUno3us
HeyA3BUMOCTU nuaepa». U3beraa 3aTpyAHUTENbHbIX BOMPOCOB, CUTyalUUhA, KOTOpble MOryT
caenaTtb UX YS3BUMbIMA, PYKOBOAUTENU HAYUHAKT BEPUTb B TO, YTO OHU Henobeaumsl.
Takon pyKoBoAuMTenb, No csoBam Tomaca Bynbtha, ouwyuaeT cebs «BnacTeNUHOM
BCe/IeHHON» .

3To, B CBOW o4yepeib, MNOAAEPXUBAET CylWECTBYWUYH GOpMyny MNPOABUXEHUS PYKOBOAUTENS.
Joau, JOCTUrIME BepllMHbl, — 3TO WCMOJHUTENN BbLICOKOIrO Kjacca, He coBepluiawume
ownboKk. OHM BcCerga 3HaWT, «Kak Haao». UYacTo B KAKOW-TO onpeneneHHon obnacTu oHu
pasbupawnTca nydwe nwaen, paboTawwmx Ha HUX. OHM — MNepheKUMOHUCTbl C BbICOKMM IQ,
He AonycKawljMe HUKAKUX OTKJAOHEHWA OT MAeaNbHOrO BapuaHTa pPa3BUTUSA COOLITUMA. OHU
CyeBepHbl — OHW CYUTAKWT, 4YTO ecnu byayT AenaTh BCe, 4YTO Aenanu Bcerjga, Bce byneT
NPaBUIbHO.

B [ONONIHEHWE K MUY O Heys3BUMOCTU Nuaepa PYKOBOAUTENU 4acCTO AeNnawnT Kapbepy
MOTOMY, YTO OHU XOPOWO Pa3bUpawTCs B TEXHONIOTUAX, a He B OTHOWEHUSAX C JIOAbMWU.
TexHUn4yeckne ymeHuss — OyAb 3TO MApKETWUHI, (MHAHCbI WIN TEXHONIOrUSA — MOXHO
M3MepuUTb, WU MO3TOMY OHM BCEerja Ha BuAY. HAnpoTuB, HECMOTPA HA BCE YCWAUA Ay4lmnx
AKAAEMUKOB, KA4yeCTBO YMNpaB/ieHUs JIOAbMU YNOPHO He MNOAAAETCA U3MepeHuw. WU ecan OHo
He MoxXeT 6bITb M3MepeHO, OHO pacnofiaraeT K TOMy, 4YTobbl UM mpeHebperann uanm BOBCe
He 3amevyanu. [ANns rnas aAMUHUCTPAUUM, YNPABAAWOWMX JIOABMU, 3TO — UCTOYHUK
Be/iMyaniero paccTtpomcTBa M 4yacTo obnacTb UX caMol BOMbLUIOA HEKOMNETEHTHOCTWU.

Cneayowmin 3Tan — pa3obnayeHne. Yxe BCKOpe Noc/ie BblABUXEHUS TAKOro PyKOBOAUTENs
Ha MOCT CTAHOBUTCH SICHO, YTO OH HEAOCTATOYHO MOArOTOBMEH AN CBOeN HOBOW paboThl.
Ero HefOCTAaTKU O4YeBUAHbI AN BCeX. OHU MOTYT ObITb HeCylWeCTBEHHbIMU, HO B CUNY
TOro, YTO 3TU XapaKTepUCTUKU HUKOrAa Mo-HacTosWeMmMy He MpoBepsnnCb Ha bonee
HU3KOM YPOBHE, OHU He 6blIM OBHapyXeHbl AO TeX Mop, MOoKa He CTaNio CJ/UWKOM MO3AHO
X UCNPaBUTL.

B [AHHOW CTaHAAPTHOW CXeMme MNPOABWXEHWUS Nno cnyxbe yAMBUTENbHO TO, 4TO
PYKOBOAUTENMN BbLICWErO0 3BEHA KaXyTcCsa npodeccuoHanamm Ao Tex Mnop, fnoka 3TO He
KacaeTcsi OTHOWEHWW C JNioAbMM. YTO Takoe CTaHAapTHas Kapbepa pykoBoauTensa? B
pPa3BUTUN Kapbepbl DONbWMHCTBA JOAEN CYWeCTBYWT TPWU CKauyka. MepBbid OMNbIT YYUT UX
TOMY, UTO KpOMe TexXHUYeCKMX acneKkToB paboTbl CywecTBYWT U Apyrne — B YaCTHOCTW,
yenioBeyeckun thakTop.

3aTeM, B CepeaMHe CBOeN Kapbepbl, OHM CTA/IKUBAWTCS C MepBbIM NapajoKCOM nuaepcTBa.
Bawa npotdeccruoHanbHas KBaaupuMkaums CTAHOBUTCA HEAOCTATOYHOW, NOTOMY 4YTO MO3HAHMUSA
nopen, paboTawimx Ha Bac, B 3TOM 06NacTu MpesbilaloT Bawu. BO3HMKAET HeobXOoAMMOCTb
YUYUTbCA BAOXHOBAATb HA Tpya NOAen, 4acTo He Xefnawwux, 4Tobbl Bbl 6bIM KX
pykoBoAUTEsieM. BaM TaKXe HYXHO HAyYUTbCH HaXoAMTb TBOPYECKUA MNOAXOJH K pelleHu
3a4a4, pasfenss CTpaTervio U TakKTUKY U OTAends CpoYyHoe OT HEeCpPOYHOoro.

Cambli TPYAHbIA NepexoAHbit Nepuos — KOrAa HYXHO CTaTb PyKoOBoAMTEsleM BbiCllero 3BeHa,
reHepanbHbiM MeHeaxepoM. JIXOH KoTTep M3 [apBapaa cYUTaeT, YTO CTaTb UM MOXHO
yepe3 ABajuaTb NeT OT Hayana Kapbepbl. ([AXeK Y314 KakK pa3 YNOXWIca B 3TOT CpPOK.)
MpeanonaraeTcsa, YTO Ha 3TOM 3Tane Bbl JOJIXHb YMeTb MbIC/IUTb U JENCTBOBaTb Kak
TaKTUYECKU, TaK U CTpaTernyecku. 34ecCb He CylecTBYeT NpaBWIbHbIX WU HenpaBWUIbHbIX
OTBETOB, a TOJ/IbKO XOpouue, Jiy4yume U camble Jyylime pellieHUs. MMeHHO Ha 3TOoM 3Tane
€CTb BO3MOXHOCTb OLEHUTb Takue Heobxoaumbie Ansi COTPYAHWKOB BbiCWIErOo 3BeHA
CnocobHOCTM, KaK yMmMeHWe opraHu3oBaTb paboTy KomaHapl. Takum obpa3oMm, mMacTepcTBO,
KOTOpoe ABUraeT pyKoBoAMTENen BBEPX MO JIECTHULE KOPNOpPaTMBHOW UepapXum, — 3TO He
CKNIOHHOCTb K JINAEpPCTBY U 4yecTonwbue. Heobxoaumel CNOCOBHOCTU BbICWErOo MOpsAAKa,
cTpaTernyeckume HaBbIKM U yMeHUs, obsa3aTenbHble AN TOro, 4Tobbl ymeTb 6opoTbCA C
HeonpeaeneHHOCTbI.

Takum obpa3om, npotheccuss pyKoBOAUTENS BKAKWYAET U CMNOCOBHOCTb K CMUPEHUN -
MOHMMaHWe TOro, 4YTO Bbl He 3HAaeTe BCEro Ha CBeTe. OHA Takxe npeanonaraeT, 4YTO Bbl
MoxeTe 3(pPeKTMBHO AENCTBOBATb B HECTAHAAPTHbIX CUTyauusx, — TO, C YEeM MEeHeAXepbl
4yacTo 6bIBaT HEcnocobHbl 60poTbCA. Y [xeKa Yanya AOCTATOYHO CKPOMHOCTM, 4YTOOLI
nNpu3HaTb TO, YTO OH Yero-TO He 3HaeT, U CTPEMUTbCHA HAy4yUTbCHA bosnbliemy. OH TBepAO
ybexieH, YTO B YC/OBUSAX HeOoMNpeaeNeHHOCTW KOPNOpaTMBHOW XW3HM MPOCTbIX OTBETOB He
bbiBaeT. YacTo 3TO He OAMH OTBEeT M3 JABYyX, a oba.

«3((heKTUBHOE PYKOBOACTBO BKJ/4aeT B ceba U ymMeHWe CnNpaBnATbCA C napajokcamu, -
roBOPUT Y3A4. - HanpuMmep, Mbl AOJSIXHbl AEACTBOBATH KOMJEKTUBHO, KaK OfJHA KOMMaHuA,
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C NyTb- AxeKk Yany. 10 cekpeToB BenMyanwero B MUpe KOposis MeHeaxMmeHTa. CTiapT KpenHep buckshee.petim
M B TO Xe BpeMs CaMOCTOATE/IbHO, KAaK KOHI/ioMepaT MNpeAnpuaTUn».

B ApyroM pa3 OH onpejenun ynpaBJieHWe KaK YCTAaHOBJIEHWE pPaBHOBECUS MexAy MpowsbiM U
byaywmM. «ECNM B HACTOAWEM Bbl He MOXeTe NMTaTbCA, TO He BbipacTeTe B byayuem.
Jobo MOXeT PYKOBOAUTb KOPOTKOe Bpems, WU Jibon MOXeT PYKOBOAWUTb AOJIO.
BanaHCMpoBaHue Mexay STUMU ABYMA MNOHATUAMUM W e€CTb ynpaB/ieHue», — yTBepxaaeT
Yan4y. Takum obpa3oMm, MeHeAXMEHT He 3aK/il4aeTCs B BOMPOCAX U PEWeHUsX, ero uefb —
CO34aHNEe TapMOHUKU. MPUXOAUTCA MNPU3HATbL, YTO BpPeMs OT BpPeMeHW Bbl byaeTe TepneTb
Heyaaun. Mud o Heysi3BUMOCTU nugepa — He bosee uvem mug.

DHeprua nuaepa

JInyHaa 3Heprua yYanya urpaeT pewawwyyw posib B MOTUBALUM €ro COTPYAHUKOB U
BbICBOOOXAEHUM UX SHEpruu. JleaTenn BbICOKOrO Kfacca, noaobHble Y3n4y, MOryT
M3BNIeKATb DHEPrul U3 O0ObIYHBIX Beluen, U3 PYyTUHbl. OHU FEeHEePUPYHT UAen U
NoACTermBawT 3HTY3Ma3M CBOUX PabOTHUKOB. OHUM M306peTanT pa3findyHbie noaxodpl U
nNpobywT HOBble Aena. OHU CaMU TeHePUPYHNT SHEPruw U CTUMYSIUPYHOT POCT SHEprum y
Tex, C Kem paboTawT. OHW MPUBAEKANT 3HEPrUYHbIX NIAeA U CTUMYIUPYIT
paboToCNoCObBHOCTL Y ApPYrux.

Hambonee o4yeBUAHOE MpPOSIB/IEHWE 3HEPrUUM COTPYAHWUKOB — 3TO UX SIBHbI TPYZAOBOM
SHTy3Ma3M. 3TO TO, UYTO TWATENbHO KYNbTUBMPYWT M BbIPAWWBAKNT JNAEPbI. M OH OYEHb
3apasuTenieH. CXOAUTe Ha cemuHap Toma MeTepca, U, Aaxe €CAU Bbl He 3aNOMHUTE HU
OAHON ero wuaeu, Bbl YBUMAUTE, 4YTO MeTepC - 3HTY3MACT, KOTOPbI MOXET nepeaaTb CBOW
3HTY3Ma3M TakK, 4YTO JIOAM HAYUHAT BEepUTb B CBOW COBCTBEHHLIN MOTeHUMan. Jiuaeps
nepefawT 3HePrui CBOen ayauTopwuw.

Yany roeopuT: «Mup 90-X M nocieaywwmx AeCATUNEeTUA He byaeT npuHaANexaTb
,MeHeaxepaM” uAM Tem, KTO onepupyeT uudpamuv. Mup 6yaeT npuHagnexaTb CTPACTHbLIM,
Xapu3mMaTUYeCKUM nuaepam — JIAAM, KOTOpble He TOMbKO 06/1aAalnT OFPOMHbIM KOJNMYECTBOM
SHEeprun, HO MOryT nepeAaBaTb SHEPruUKw TeM, KeM OHU PYKOBOAAT». JHeprus
MOTUBMPYET. HeBbipa3uTesibHble NUAEpPbl PYKOBOAAT HEBbIPA3UTENIbHbIMU OpPraHM3aunusamMu.

M3meHnTeCb, a 3aTeM U3MEeHUTeCb CHOBa

KaxeTcs, Y 4YMKarckom KomnaHum Stone Container Corporation He 6b10 HEOHXOAMMOCTM
npeobpa3oBbiBaTb cebss B byayuem. B 80-x ee npubbsibHOCTbL Bbipocsia B 15 pas,
AOCTUras exerogHoix npogax B 5,5 MAH ponnapoB. OaHako B 1993-Mm, BbICTynas Ha
cobpaHun International Strategic Management Society, nNpe3uAeHT U UCMOSHUTEbHbIN
AMpPEeKTOp KomnaHuuM Poaxep CTOYH paccka3alsl, Kak OOHOBAs/llaCb ero KOMMaHus.

No cnoBam CTOYyHaA, KJWYU K COBpQMQHHOﬁ KOpﬂOp&TMBHOﬁ KoHUenuumn wm ﬂp606pa30BaHMﬂM
- 3TO:

e ChOKyCMpOBaTbCH Ha O6CﬂyXMBaHMM noKynaTtena U Ha KayeCcTBe ToOBapa,;
e CTUMyNnMpoBaTb HOBATOPCTBO B MacwTabax KOMMaHWu;

e OUeHMBATb KopnopaTuBHble U UHAUBUAYAJIbHbIE AEeNCTBMA MO BCEM BO3MOXHbIM
napameTpam; ynpaBsiATb, OPUEHTUPYACb HaA AO0NTOCPOYHbIE, A HEe KPAaTKOCpPOYHble
nepcneKkTuBbl;

e ynpouwaTb BCe€ CTPYKTYpPbl U MPOLLECChHI;
e WU, YTO Haubosiee BAXHO, MNOOWPATb HEYAOBETBOPEHHOCTb AOCTUIHYTbIMU pe3yjbTaTaMW.

CTOYH NpaB: KOpeHb 3/1a B YAOBJIETBOPEHHOCTU. EC/AM Kopnopauua He ABUraeTcda, OHa
ymmpaeT. Kak riacut u3BecTHas nocnoBuua, Tbl UIN 6HCTpHM, nWnan MepTBbInN.

YpOBEHb JINYHON 3Heprun [xeka Ys3nya 3ajaeT TOH And BCern GE. Yan4 He xenaet
OCTaHaB/IMBATbCA Ha AOCTUIHYTOM. TaK Xe noctynaeT M GE. OHa npoaBuUraeTcsa Bhnepen u
MeHAeTCA npAMO Ha rjnasax, maa B HOry Co BpeMeHeM, a BpemMeHamu obroHsasa ero.

GE pewuTenbHO OTKa3anacb OT Toro, 4Tobbl NoyMBaTb Ha JslaBpax. OTo cobnasH,
KOTOpPOMY BpeMs OT BpPEeMeHM NOoAAANTCHA OONbWMHCTBO OpraHu3aumMm. KHuUra «Managing on
the edge» Puuyapaa Mackand HauyMHaeTCs C NpeaynpexaeHus: «HUYTO He MPUHOCUT TaKou
BpeJ,, KaK ycnex». «BOJbline CUMbl — 3TO HeU3bexHbh UCTOYHUK cnabocTu», -
yTBepxaaeT Mackanb, 3ameyas, 4yTto M3 500 KoMmMmaHuM, OTMe4yeHHbIX B Fortune B 1985
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r., 143 pacnanucb nNATbO roAamMm MoO3xe.

Nackanb yTBepxXaaeT, 4YTO 3acTon u obHOBNEHUE opraHn3aunn onpepenanTca Haan4dymem
yeTbipex CcoCTaBaAWMX:

1. EAMHCTBO (BHyTpeHHﬂﬂ COrnacoBaHHOCTb opraHM3auMM).

2. MHOXeCTBeHHOCTb (FOTOBHOCTb K pacyneHeHUO bonee KPYMHbIX opraHmsauMﬁ Ha
MeHbllne eauHUUbl U HajeneHU KUX CUIbHbIM YYBCTBOM CaMOCTOATENbHOCTH) .

3. HeonpeaeneHHocTb (Mpouecc ynpaBJieHUSA AOJIXEH He CrjlaxuBaTb NMPOTUBOPEYUS,
HensbexHo CconyTCTBYyWWME OpraHulaumsaMm, a WUCNONb3OBaTb WX) .

4. Xu3HeHHas 3Heprua (OHA NMPUMBOAMT HAC B_COCTOAHMWE FOTOBHOCTU K Bonee BbICOKOMY
YPOBHIO CJ/IOXHOCTU, KOTOPbLIA BrieyeT 3a CoboOM ycneuwHoe ynpaBieHWe BCEM MPOLLeCCoM
obHoBMEHMUA) .

Ana Toro 4yTobbl MpeojoneTb MHEPUUI M BbIXUTb B aTMOChepe nepemeH, TpebyeTtcs
NMOCTOAHHO COBepwaTbh TO, 4YTO MacKalb Ha3blBaeT «KOPMNOPATUBHOM TpaHCchHopmaumen».
Nnackanb roBOPUT, YTO WU3MEHEHWUS SABAANTCA CYWHOCTbI AENOBOM XM3HW. HenpusTHOCTb
3aK104aeTCsAs B TOM, 4YTO Mbl MJIOXO MNOArOTOB/IE€Hb K TOMY, 4TObbl C HUMM paboTaTb, U
HaWl TPAAMUMOHHLIN MOAXOA K YMpaB/eHW nepeMeHamu yxe 6onblie HenpuMeHuM.
«CTUMynupoBaHMe nepemeH >heKTUBHO Torjga, Koraa Bbl XOTUTe MNOAy4YUTb 6ofblle TOro,
YTO yXe uMeeTe. MUCTOPUYECKM 3TOro 6bi1o AOCTATOYHO, MOTOMY YTO HAWW NpeumMylecTBa
- n306uNbHbIE pecypchl, reorpaduyeckas U30oNAUUSA U OTCYTCTBME CepPbe3HON KOHKYpeHLUn
- onpeaenunu NpoCcTPaHCTBO, Ha KOTOPOM Mbl COpPeBHOBA/MCb camu C coboi, rae Bce
UrpanyM no OAHWMM U TeM Xe npaBuiam».

NCTUHHOe npeobpa3oBaHue TpebyeT BOBAEYEHMA U y4acTuAa BCel opraHusauum. Mpobnema
C nporpaMMaMm W3MeHeHWN ObBbIYHO He 3aK/4yaeTCcA B HMX CaMMX. WX OCHOBHOW
HeJOoCTAaTOK COCTOMT B TOM, YTO OHM He MNPOBOAATCA B XWU3Hb. MO3TOMY FeHWANbLHOCTb GE
COCTOUT B TOM, YTO OHA NpeAcCTaBuna NporpaMMy W3MeHeHUi, KoTopas BOBJeK/a
MaKCUManbHO BO3MOXHOE 4YMUCNO fjed. U oHa He bBblla cnyiuleHa cBepxy. Cama ee
CTPYKTYpa BAOXHOBAANA NOAEN He yNnyCTUTb CBOW WAHC WU B3ATb WHULMATUBY Ha cebs.

CornacHo fMackanw, nNoJHOoe BKJlYEeHWe COTPYAHWMKOB B pelleHWe T[JIaBHbIX
6U3HEeC-BONPOCOB, C KOTOPbLIMU UMEeT Aeflo KOMNaHusa, — 3TO NepBoe YC/ioBMe AN ee
npouBeTaHWsi. BTopoe - 3TO ynpas/ieHWe opraHu3aumend TakMMm CnocoboMm, KOTOpbIN
co3aaeT B KOJINEKTUBE eIMHCTBO M «TBOPYECKOe HamnpsaxeHue». B 3ak/wyeHue Mackanb
nponaraHAMpyeT BHeApeHWe YMCTBEHHbIX YMNpaXHeHWN, KOTopble 3aCTaBAT JioAeil BecTu
cebs no-Apyromy M 3aTem NOMOTrYT MM COXPaHUTb CBOE HOBOE MNOBejeHWe. UTO KacaeTcs
nocneaHero acnekTta, Mackanb CCbU/IAeTCS Ha aHanoruyHyw paboTy, MPOBOAMMYID B apMuu
ClIA, rae obpa3 MbiCie U NOBeAeHWEe CO3HATeNbHO W3MEHAKTCSA MPXM NOMOWM CTPOruUX M
TWATeNbHO NPOAYMAHHbLIX YNPaXHEHUN.

B yacTHoCTU, MNackanb ulyuymn paboTy apMenckoro HauMoOHaNbHOrO TPEHWHIOBOIrO LeHTpa
B KanuhopHun. «ycnex, AOCTUTHYTHIA B apMUU, MNPOUCXOAUT BOT M3 Yero: y Kaxaoro w3
conaaTt GopMupyeTCsA MNOSHOEe OCO3HAHWE MPOoLEecCoB, MNPUHOCAWMX 3amnJAHUMPOBAHHbIE
pe3ynbTaThl, KyJ1bTUBUPYETCSH oOllylleHNe MOCTOSHHOro AMCKOMhopTa B COCTOAHUM status
quo.. M yCTaHaB/IMBAETCA CTaHAapT H6ecKoMnpoMMCCHOrO pa3roBopa, npejnonarawero
MeXMepapxMyeckyl obpaTHyl CBA3b M CamMOaHa/iM3», — FOBOPUT OH.

LeHTp nponyckaeT rpynnel B 3000-4000 yenoBek uyepe3 14-AHEBHYHW WU3HYPUTEJIbHYIO
nporpammy nof PYKOBOACTBOM WECTUCOT WMHCTPYKTOpoB, 1l8-yacoBon paboumin aeHb,
CUMYNIALMN CPAXEHUN U «NOCNEeAYHWUN aHANU3 AEeUCTBUN», B KOTOPOM, MO CJ/IOBaM
nackansa, «3aAeNCTBOBAHbl KAaK pa3yM, TaK U UHTyuuusA». MNackajb yBepeH, 4YTO 3TU
WHTEHCUBHbIE TPEHUPOBKWU MPUHOCAT ycnex 6narofaps UX KOHLEHTpauMM Ha BblYJIEHEHUU
K/IOYeBbIX 3ajaHui, obecrneyMBawwmMx ycrnex; riybokoMy MOrpyXeHU0 KOMaHjA B pelaemyio
npobnemy; cbopy Bcell BO3MOXHOW WHhopMauuUn, 4YTObbL M3bexaTb CYyOLEKTUBHOCTU U
HEHYXHbIX CMOPOB; WMCMNOSIb30BAHUI XOPOWO OOYYEeHHbIX MOMOWHUKOB M H6A30BOW YCTAHOBKE
Ha OTCYTCTBUE KPUTUKU. MHTEPECHO, 4YTO LIeHTP HMKAK He oueHMBAeT AeNCTBUA. BMecTo
3TOro aKWEeHT AeflaeTcs HA TOM obbeme 3HAHWM, KOTOPbIM MOXET YCBOUTb KaXAbIN
yenoBeKk. lMackaib FOBOPUT, UYTO A/l MPOMbIWIEHHOCTM NOAOOHbIE YPOKM OYEHb BaXHbl:
ToNnbko rnybokoe norpyxeHue B cpepy, rae npoucxoamT obyyeHue, MOCTOSIHHbIA MOUCK
OTBETOB Ha 3ajaBaemble BOMPOCbl U OTKPLITOCTb MOryT CO34aTb KynbTypy,
OpPMEHTMPOBAHHYI Ha npeobpa3oBaHMa M nepemeHbl. (CywecTByeT TONbKO OAMH HeA0CTaTOK
nepeHoca apMeEUCKUX METOAOB B KOPMOPATMBHLIN MUP: CTOMMOCTb - «HA BCE 3TO HYXHO
650 000 akpoB TeppuUTOpUU U MUIJINOH AONJIAPOB B AE€Hb».)
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B cBoen nocnegHen paboTe MNackanb Npeisioxun TEPMUH «MOBWUILHOCTb» ANA OnMcCaHuA
coyeTaHUA HaBbLIKOB M ujen, Tpebyembix OT opraHuM3auuin byayuero. Mackanab U ero
TOBApPUIWM MO UCCNEAOBAHMAM YBEpEeHbl, YTO CYWEeCTBYWT «4eTblpe nokasaTens,
XapakTepu3ywlume TO, KaK OpraHu3auus, BO3MOXHO, byjeT AeNCTBOBaTb U
afanTUPOBATHLCA K MEHAWWWUMCS YCNOBUAM CYLleCTBOBAHUA». DTW NokKa3laTenu: 3SHeprus
(YyBCTBYWT N COTPYAHWUKU, UYTO OHU OKa3blBalT Kakoe-nMbo BAUAHME HA XOJ CObbTUA B
tupme) ; naeHTUYHoCTb (A0 KAKOM CTeneHU COTPYAHUKU UAEHTUOUUMPYIT cebsa c
opraHu3sauuen B uUenoM); 6opbba (BLIHOCMTCA NM KOHPAMKT Ha Bceobiyee 0bo3peHue U
MCNoNb3yeTcs JIN B KayecTBe CpeAcTBa oby4vyeHus); u no3HaHue (OTHOWEHME opraHusauum
K HOBbIM maesm) .

TPYAHOCTb B TOM, YTO MPU HOPMa/ibHbIX YCNOBMAX 3TW 4yeThipe nokasaTens UMewnT
TEeHAEHUMI0 K MOCTEMNeHHOMY CBepTbiBAHWIO — M OpraHu3auus nepexoauT B COCTOsIHME
3acTod. Mackaib FOBOPMT, 4YTO 3TOrO0 MOXHO M36exaTb, TO/NLKO e€C/NW opraHu3sauums
cneayeT NpuHUMNAM «MOBUNBHOCTU» — OT OYEBMAHOW «OTBETCTBEHHOCTM 3a COBeplIAeMble
NeNCcTBUA» A0 3arajlodHOro «Kypca Ha Co3AaHue NOCTOSAHHOrO AUCKOMpopTa».

IXeK Y314 fIBHO BblOpan KypC Ha HeyCTaHHbM AUCKOMBOPT. CeryaC HEBO3MOXHO CMOKOWHO
pacnoNoxmTbCs B YAOOHOM 30He. BaM NMPUXOAUTCS BLIXOAUTb W MepepbiBaTb BCE BOKPYr,
y3HaBas BcCe 6onblle HOBOrO, JAenas OTKPbITUSA. BaM He HYXHO MATU B apMUIO, HO, CuUAA
Ha MecTe, Bbl HMYero He jpobbeTech.

Pe3iMe: HWKOrga He ocTaHaBAMBAMTEChH

e byabTe B ¢opme. B 6bu3Hece He MEeCTO JIEHTAAM N Tyroaymawm. CerogHswHune
KopnopaTuBHble nuaepbl MMeT YM TaKOWU Xe 3Ha4YUTeJibHbIM, KaK U UX HpM6HﬂM.

o CobupanTe BOKPYr cebs >HepruyHbix mojen. EAUHCTBEHHOW npobnemon GE 6bI1 MouckK
noaen, CrnocobHbIX CPaBHUTbLCA C Y3JUYeM.

e 3HaNTe cBOW paboTy. CnpocuTe rnaB agMMHUCTpaLMM, B 4YeM COCTOMT ux paboTa, wu,
Kak npaBWiO, Bbl MONy4YUTe OTBET, Kacawwuhics BbIPpabOTKWM CTpaTerum M KOHuenuuu. Bo
MHOFMX CNy4yasax agMUHUCTPATOPbl MMEKT TyMaHHOe NnpejcTaB/ieHMe O Kpyre CBOMX
obsa3aHHOCTelN. PaboTa weda 4YacTo TaKoBa, UYTO OONblyH €e YaCTb MOXHO ONMCaTb Napomn
CTPOK. B AENCTBUTENbHOCTU X€ TaKue AAMUHUCT PaTopbl TPATAT C/MUWKOM MHOIO BpPEMEHMU
Ha co3JaHue CObCTBEHHOro MMMAXA, U UM HeKorga AymMaTb O TOM, KaKoW cneayeT ObiTb
X paboTe. K peweHUw exeAHEeBHbIX NPobseM OoHA TOYHO HE UMEeeT HUKAKOrO OTHOWEHUS .

A Tenepb nonpo6yeM CNpoCcuUTb [IXeka Y3n4ya, B 4YeM 3akK/jw4yaeTcsa ero pa60Ta.

«Mosqa pa60Ta COCTOUT B TOM, 4YTObObl OTbICKMBATb rpaHAnMoO3Hble napen, paspumBaTtb UX U CO

CKOpPOCTbI0 CBeTa BHeApATb B Hall 6BusHec», — cka3an oH Industry Week. «MoxHO
cKka3aTb, MoA paboTa_- XOAMTb BOKPYr Kaymbbl C NeiKoi B OAHOW pyKe U MeWwKom C
yAobpeHMsaMM B ApPYron M CneauTb, UTOObl BCe pacTeHMs LBEIM M Naxau», — KPaTKO U

o6pa3Ho Bblpa3niica OH B becepe c nucaTtenem KeHoMm OneTToM. 3aTo BCeM NMOHATHO, 4YTO
OH uMen B BUAY. [IXeK Y374 TOYHO 3HaeT, 4YTO JAeslaeT MU noyemy. (HEKOTOpHe MOTyT
CKa3aTb, 4TO 0653aHHOCTM CAAOBHMKA — CJIMWIKOM JIerKOMbIC/IEHHOE OonucaHue pa6OTH ana
rnasbl agMUHUCTpauun GE, HO Apyroe m3pedyeHume yss4ya nomoraeT BEepHYTbCA Ha MeHee
NOo3TUYECKY NOYBY: «YTO noceewb, TO U NOXHelb» . )

o MpobyxaanTe B NIOAAX SHEPruw. SHAp Kamnbenn, Mamkn Fyna u MapKyc AnekcaHaep
OTMEYAWT, YTO «/IMYHAA SHEPrus Ysn4a — BaxHbil hakTop ycnexa AnA KOMMNaHWM B LEJSIOM,
a ero jesoBas XBaTKa NpOCTO nopa3uTesibHa». DHEpPrus 3apasuTenbHa. Ecnm Bl byjpeTe
SHEPruYHbIM, TAKMM Xe CTaHeT M Ball NepcoHas.

'_HOCTOHHHO MeHANTEeCb. HUYTO He AOJIKHO OCTaBaTbCA HeW3MeHHbIM. OT ynaaka 80-x Ao
Six Sigma Y3n4 He Nno3BO/IAe€T KOMMNAHUM OCTAHOBUTbLCSA. KOMNAHUA NOCTOSHHO ABUXeTCS
Bnepea.

rnaea 4 MoaymanTe O cepBucCe

«Hawa paboTa - B TOM, 4TObbl NMpoAaBaTb HeYTO bosbluee, YyeM ,,MPOCTO KOPOOKY ».
AXeK Yany

MHAMBMAyaﬂbHHﬁ noaxon K KIUEHTY

BONbWYK 4YacCTb XX CTONETUS NpeanpuaTUS aMepuKaHCKOro 3anasga bbuin cocpepoTOoYeHb
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WCKJ/INYMTENIbHO HA MPOU3BOACTBE. WX MOAXOA Obll MPOCT M He3aMblC/IOBAT: BbIMYCKATb Kak
MOXHO 6onbwe ToeapoB. [0 1980-X MX BHMMaHME He PACNPOCTPAHANOCH Ha KayecTBO
obCcnykMBaHMA NOKynaTesen. MCTMHA OTKpblaCb BO BpeMs Te/IeBM3MOHHOW nporpammbl NBC
0 paboTe rypy kayecTeBa 3jBapica [eMUMHra M OKa3ana OrpoMHOE B/IMSAHME Ha XM3Hb
Kopropauuii. HA C TOro HM C Cero 3anajHble MeHeAXepbl PUHYJIUCb HA MOUCKU JIbbIX
Kpynuu, uHhbopMaumMmM, KOTOpble MOXHO Obll0o HaWTWU, O MeHeAxMeHTe KayecTBa. K 1984 r. B
aMepuKaHCKMX KOMNaHuAX yxe cyuwectBoBasio okono 3000 rpynn kavyecTBa, U MO BCeMy
3anasy nNoOABASIUCH MHOTME THICAYM APYrux. 3a 3TUM MOCNeAOBasl HACTOAWWUW WKBAN KHUI,
cTateu, KOHhepeHuun, CEeMUHApPOB U MHULMATUB.

Mnocne BCcex 3TUX KHUI U MCCAelOBaHUN MO JaHHOMY BOMPOCY MOXHO ObUIO OXMAATb, 4YTO
BCe MPUHUMNLI KayecTBa obCAyxuBaHMA nokynaTenen 6yayT cHopMynMpoBaHbl, XOPOLWO
yCBOEHbl M bBnecTAlle NpuMeHeHbl Ha MpakTUKe. OCMOTPUTEChb BOKPYF WAN BCMNOMHUTE O
CBOMX HEeAABHUX CTblYKAX C CEPBUCHbIMM cnyxbamu. MMoxoxe, BbICOKOE KayeCcTBO cCepBuUCa
0CTaeTCA YeM-TO HeAOCTUXMUMbIM.

Npobnema, no cnoeam NuTepa Konecapa, Mappeta BaH Pan3vHa W BenHa KaTnepa u3
KonymMbunckoro yHuBepcuteTa, 3akiw4aeTCs B TOM, YTO «UHAYCTpUanusaumsa cepsuca»
npeobnagaeT Hajl «UHAUBUAYASIbHbIM MOAXOAOM», 6€3 KOTOPOro KayecTBEHHoe
obcnykMBaHMe HEBO3MOXHO. MX OTNpPaBHAsA TOYKa - «CepBUC AenaeT paboTy 3a KaMeHTa».
«KayecTBeHHOe 0b6CiyxuBaHMe TpebyeT 6/M3KOro KOHTAKTA W MOCTOAHHOM CBA3U C
nokynatensmm», — nuwyT Konecap, BaH Pam3uH u Katnep. WHAMBUAYANbHbIN MOAXOA B
cepBuCe BaxHee, 4yeM NpocTo 3PHEKTUBHOCTb. OBCAYXMBAHME B «UHAYCTPUASIBHOM CTuUE»
(obpasuom koToporo senseTcsa McDonalds) 6bICTPO CTAHOBUTCA 6€3/MKUM U CTAHAAPTHBIM.

UTobbl M3bexaTb 3TUX NOBYWeEK, Konecap, BaH Pam3uH u KaTnep npeanaranT KOMMAHWUAM
KOMOMHUPOBAHHbIA «UHAYCTPUANIbHO-UHAUBUAYAJIbHbI» MOAX0A K O0O6C/yXMBaHWWO. OH OCHOBaH
Ha CeMU OCHOBHBIX MPUHUMNAX. [epBbIN: «3HaAWTe CBOEro fnokKynaTens» — OYeBWUAEH,
WAPOKO pa3peKknamMmMpoBaH, HO He CJIMWKOM WMPOKO NpUMeHseM. BTOPOM MNPUHUMN: «OAHA
npobnema — OAWH 4YenoBek». MOA 3TUM MNOAPA3YMEBAETCHA, YTO KOMMNAHWUAM ClleAyeT CBeCTU
AO MUHMMYyMA KOMMYECTBO MHCTAHUMW, C KOTOPbLIMM B3aMMOAENCTBYeT NoKynaTenb. Koraa
KIMeHTa AOJiroe BpeMsi nepejanT «M3 pPyK B pPyKuU», 3TO CKOpee pasjpaxaeT, yem uaeT
Ha nonb3y. TpeTUN: «pa3BMBANTE CaMOOBCNyXMBaHME». UCNONb3YWTe TEXHOMOruu
(Hanpumep, WHTepHeT), 4YTObb AATb BO3MOXHOCTb NOKynaTensM AeNCTBOBATb
CaMOCTOATE/IbHO — €C/IN OHU 3TOro XOTAT. UeTBepThi: «obecneybTe OLICTPOTY U
NIerkoCTb MOKYMKW» — eC/IN KOMMaHus AeUCTBUTESIbHO MOHMMAaeT WMHTepechl CBOWX
nokynartenem, OHa CMOXET MPeASIOXUTb UM W ApYyrue COnyTCTBYWWME YCNYrun. MNATbIA:
«0bCNyXMBaHME [AONXKHO ObITb OpraHWM30BaHHbIM» . CEPBUC AONIXEH ABASATbLCA FapMOHUYHOMU
YacTbio BCeN Ballerh BM3HEC-CTPYKTYpbl M OCHOBbIBATbHCA Ha 06lWEeM npuHUMne CTpemieHus K
KayecTBY, a He Ha 3HTy3Ma3MmMe U KOMMNETEHTHOCTU OTAEsNbHbIX Jiojen. llecTon: «nNyCTb
nokynaTefib cam co3jaeT ToBap». MoKynaTenu Bce vaue TpebywT, 4Tobbl nmakeT U3AeNUn
WAn ycnyr 6bin1 aaanTUpoBaH K WX WHAMBUAYANbHbIM NOTPEOHOCTAM. W, HAKOHeW, CeAbMOW:
«CTPONTE A0NTOCPOYHbIe OTHOWEHUSA C NOKYyNaTensimm».

BCce 3TO fAIBHO /slerye ckasaTb, 4YeMm cjaenatb. Kosecap, BaH Pal3uH M KaTnep aenawt
BbIBOA: «BOMbWWHCTBY MOKYynaTenei He HykHa NpuTBopHas Apyxba MX NOCTaBWWKOB. Bce,
YTO HYXHO K/JMEHTY, — 3TO KOMMNeTeHTHoe, yaobHoe, HeHaBA34YMBOE OKa3aHME UMEHHO Tex
yCcnyr, KoTopble TpebywTcsi, - 3a pa3yMHyl ULeHy». [AeCTBUTESbHO, 3TO MPOCTO.

Nepexoa OT «UHAYCTPUANBHOIO CTUAA» K WHAUBUAYASbHOMY MNOAXOAY - 3TO TO, K 4yemy
cTpeMuncsa [XeK Y3n4. Koraa OH BO3TJ/IaBU/I KOMNAHUK, OTHOlleHUWe GE K 06CiyXMBaHUI0
nokynartenem 6bl10 TUNUYHBIM ANS TPAAULMOHHOIO MPOU3BOAUTENSA. Y3N4Y CaApPKACTUYECKMU
3ameyan: «Hekorga pykoBoauTenu GE TpaTunu 6osblie BpeMeHW Ha ClyxebHble UHTPUru,
yeM Ha cobCcTBeHHO bM3Hec. MoroeapuBanu, 4YTo GE CTOMT K boccy nepejoMm, a K
noKynaTenio 3ajoM».

Y3714 BCE WU3MEHW], U CAeNall OH 3TO c/eaywumym obpa3om:
1. Pa3BuBasa cnabble CTOpPOHb bM3Heca GE

GE nepecTana 6biTb TONbKO KOMMaHMeN-Npou3BoAaMTesneM M obpaTunacb K chepe ycnyr. B
2000 r. aBe TpeTu npubblien GE NOCTYNWAU OT (GUHAHCOBLIX U WHPOPMALMOHHLIX YCNyr, a
TaKXe NPOU3BOACTBEHHbLIX CEPBUCHBIX LEHTPOB. [/IaBHYW pOAb B 3TOM Chirpasio pa3BuTHe
cthepbl PUHAHCOBbLIX YCAYT .

BTOpPrHyBWWACb B HOBYK Chepy obcnyxueanusa, GE Capital 6bicTpo aobunach
3HAYUTENbHOIrO ycnexa. bnarogaps BbiCOYaMlieMY KPeAUTHOMY PEUTUHTY KOMMAaHUU OHa
nonyyuna Takve QUHAHCOBble BO3MOXHOCTU, O KOTOPbIX €e KOHKYPEHTbl MOM/IM TONbKO
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MeyTaTb. OCHOBOM bu3Heca GE Capital sABAATCSA onToBble NOKynaTenu GE, PO3HUYHble
NpoAaBUbl U KOHeYHble noTpebutenn. ObecneuymB GUHAHCUPOBAHWE ANA MOKynaTenen
obopyaoBaHMa KoMmnaHuu, GE Capital cTana KpynHenwMM MNOCTABIMKOM MMEHHbIX KpeAMTHbIX
KapT AN PO3HUYHbLIX MPOAABLOB U MPOYUX KJIMEHTOB. «Mbl yTBEpXAaeMm, YTO MUP — 3TO
€AVHbIN PbIHOK, HE3aBUCUMO OT CTpaHbl. Pa3siMyume 3akjwyaeTcda B TuUnNax nokynartensd, a
He B CTpaHax, — cKasan apu BeHAT, npeacepatenb GE Capital. — BM3HEC YacCTHbIX
MMEHHbIX KPEAUTHbIX KAapT — 3TO HACTOoslUee PbIHOYHOE OpyXue AAA PO3HUYHbIX MPOAABLOB.
Mbl OAHOBPEMEHHO aHaNM3MpPyeM M NOKYNaTeNbCKUMA CNPOC, M KPeaMTOCNOCOBHOCTb».

BO3MOXHO, yXe He 3a ropamu Takas CcuTyauus, Koraa GE Capital, ¢uHaHcupyiowas Bce -

OT CTUpasibHbIX MaWWH A0 PeakTUBHbIX MOTOPOB, - 3apaboTaeT AeHer 6onbuwe, uyem BCe
OCTa/lbHble AenoBble NPeanpuaTMA KOMNaHMM BMeCcTe B3aTble. «GE Capital moxeT
NMPUHOCUTb MOJIOBUHY MNPUOLIM KOMMAHUWU», — CKa3aa Y3Jd.

B 2000 r. GE Capital mocne ynnaTel HANOroB npuHecna npubblib B 5,2 MApA A0NNAPOB
npu rogoBOM joxoae B 66 mnpj,.

2. Pa3BuBas HebosbluMe KaHasnbl peannsaumm TOBapa

GE MHOro paboTana Haj M3y4YyeHMeM MHOXEeCTBA pPa3HOOOpa3HbIX KaHaNOB peanu3auuu
NPoAYKUMU. OHa pa3paboTana HoBble CNOCO6bl PaboTbl C HEOGOAbWWMU TOPrOBbIMKU CETAMU U
OTAENbHbIMA PO3HMYHbLIMM TOProBLAMM, ANs TOro 4YTobbl nopaepxaTb MX bu3Hec nepep
JINLOM BO3PACTaMLENn KOHKYPEHLMW CO CTOPOHbI KPYMHbIX PO3HWUYHLIX TOProBUEB, TaKWX Kak
Circuit City.

UTOobbl CAenaTb MeNKUX PO3HUYHbLIX TOProBUEB bosnee XM3HeCcnocobHbiMu, GE pa3paboTana
CUCTeMy pacnpeaeneHus NpoAYKUUM, BKYAWUYKW NATb YHUMBEPCASbHbIX CKAAAOB U 76
YYACTKOB, OTKyAa M3AeNuUs AOCTABMATCA PO3HMYHbIM TOProOBLAM, a TAKXe KJAUEHTaM.
Bnarojaps CylecTByWlUen CUCTeMe nepeBO30K C/yxba AOCTAaBKU MOXeT NpuUBE3TU TOBap
3aKa3uuKy B TeyeHWe OJHOro-AByX AHeW. ITO MO3BONAET PO3HUYHLIM MPOAABL.AM
COKPATUTb KOJIMYECTBO TOBAPOB HA CBOUX CKAaAax, TaK 4YTOo UM TpebywTtcs
JLEMOHCTPALMOHHbIE MOAENN. [NA PO3HWUYHLIX MPOAABLOB 3TO 3HAYUTENbHbBIA CKAYOK Brepej,
MOCKOJIbKY OBCNyXMBaHWE CKIAAOB OObMHO OTTArMBaeT Ha cebs 6osblyw 4acTb WX
aKTUBOB. KpOMe TOro, PO3HWYHbLIM TOProBUAM NPefOCTaABAANTCA JbrOTbl MPU MOJTyYEHUU
ccyn, NOKYNKe CKMaACKoro obopyaoBaHus M nNporpammHoro obecneyeHus, NOMOrawlWiero um
ynpaenaTb cknagamu bonee 3dhheKTUBHO.

Mo OTHOWEHUI K PO3HUYHbIM TOProBLAM GE BeJeT cebA cKopee Kak napTHep, 4YeMm MNpocTo
Kak NoCTaBUWK; OHa CAenana ManeHbKWe KaHasbl peanvM3alunm TOBAPOB XM3HECNOCOOHbIMU U
ynobHbiMM. ObecneumB 6onee bbiIcTpoe obCAykMBaHWe, OHA MOBbICM/IA 3KOHOMUYECKYIO
BbIFOAHOCTb HeboNbUMX KaHaNoB CbbITa U pa3jenuna AoXod C PO3HUYHBIMW MPOJABLLAMU .

3. W3yyas nokynaTenemn

GE npoBoAUT rny6oxme MCCNefoBaHMS MOCTOAHHO MEHAWNXCA OXUAAHUN noxynaTeneﬁ. GE
Answer Center, cnpaBo4Has cnym6a oTaena pa6OTH C KIneHTtamn, 3aHUMaeTCA ﬂOA60pOM
MaTepnasioB MapKeTUHI OBbIX UCCNefoBaHMMA, KACalWMXCA U3MEHEHUN HpeﬂHOHTEHMﬁ
n0KynaTeneﬁ n 3BOJIKUMKN TOBApPOB U yCnyr.

4. WHUUmaTmMBa SixSigma

B GE noacuutanu, 4yto B 1995 r. KoAuyecTBO Ae(heKTOB Ha MWIJIMOH onepauui COCTABMUIIO
B cpeaHem 35 000. Mo cpaBHEHMIO C APYTMMU KOMMAAHUAMU 3TO ObIO XOPOWUM
pe3ynbTaToM. 3TO COCTaBWIO OKONo 3,5 «curma»: [KeK Y314 Npu3Bas KOMMAHMI0
CTPEMUTBLCH K «WECTU CUrmax».

Six Sigma 3HameHoBasna cobor TpeTun >Tan KOpPNoOpaTUBHOM peBOLMM [xeKa Yanya. Ee
naes 6bia NO3auMMCTBOBAHA MPAMO U3 YYeOHMKOB MO MOBLILEHUHW KavyecTBa. «KavyecTBo -
3TO He Mebeslb, KOTOPYKW MOXHO MPUHECTU U MOCTABUTb B KOMHATE; €ro Hajo
BCTpamBaTb, — FOBOPWUT DABAPAC [JeMUHr. — Haja KayecTBOM Heobxoammo paboTaTb. ITO
NnpoLecc NOCTOSSHHOro oby4yeHus». Mo croBaMm [leMUHra, KayeCcTBO — 3TO He npeporaTuea
HEMHOIMX, a 06sf3aHHOCTb BCeX. OH HeOAHOKpaTHO 3asBnsan, 4yto 90% npobnemsl BCcerpa
KpoeTca B YMNpaBAeHUU.

Six Sigma paccmaTpuBanacb GE Kak normyeckoe pasBuTue nporpammbsl Work-out. Jlioam
6biNM yXe BOBMEYEHbl B NPOLECC: NPUWIO BpeMs MNOAHMMATb CTaHAapTbl. B eXerogHoMm
oTyeTe KommaHum 3a 1997 r. nosicHANOCL: «Mocne AecaTwuneTus nepemeH bonbwas yacTb
cTapon bwpokpaTumn bbna paspyweHa. Tem He MeHee Mbl ybexaeHbl, 4TO bBwpokpaTusa — 3TO
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CBOero poaa [pakyna nwbol KpynHOWM OpraHu3auuu, KOTOpbiM byaeT BO3pOXAATbCA CHOBA
M CHOBa. MO3TOMY Mbl AOJXHbl BCTPETUTb €ro MNOsSBJIEHWE HOBbIM BUTKOM MepemMeH».

Kak CBOWCTBEHHO GE, ee nporpamma Six Sigma He npeacTaBnsna cobon Huyero
HOBATOPCKOro. He nobosiBWMCb BTOPUYHOCTU, GE MPOCTO B3Afa FOTOBYW CUCTEMY WU
BHeApuna ee B CBOW OpPraHM3aumiw. WU KOMNAHUA Aaxe He CKpbiBAeT 3TOro: «Mbl He
n3o0bpenn Six Sigma - Mbl U3YYUIU U MPUMEHUNN ee. Motorola 6biia NMUOHEPOM B 3TOM
HauyuMHaHun, a AlliedSignal ycnewHo uM nonb3oBanacb. ONbIT 3TUX ABYX KOMMAHWUM,
KOTOPbIM OHW He MOobOoANUCH C Hamy MOAENUTbLCHA, CAeNa/l BHeAPEeHWe HalWehd WHULUATUBDI
HamHOro 6o0siee GbICTPbLIM U MPOCTbIM». OCTAETCA MOXeNaTb OCTa/bHbIM ObiITb TaKUMM
HEOPUTUHANbHLIMU, KaK GE.

OTNYUTENBHON OCOBEHHOCTBID Six Sigma 6bIO TO, YTO OHa He SABASANACH OObIMHOM
NOBEPXHOCTHOM KamnaHuen 6opbbbl 3a KayecTBO. Ee AeNCTBME OXBATWIO BCH
opraHusauuio, C CamMoro Bepxa. «Mbl He OrpaHMYMBAZIUCL JeKnapauusiMu U
bymaromapaTenbCTBOM. SixX Sigma AaeT HAaM BO3MOXHOCTb MOAOUTU BMAOTHYW K (QyHKUUK
KOHTPONS — 3TO camMoe TpyJAHOe, UYTO MOXeT ObTb B Kopnopauum», — ckKa3an Yanu.
HecmoTpsa Ha 3To, Six Sigma uMcnonb3oBasna CTAHAAPTHble MOHATUA, Takue Kak
«XapaKTepPUCTUKN KayecTBa», «KONMMYECTBO AedeKTOB Ha MWIJIMOH» U «CTATUCTUYECKUN
KOHTpONb npouecca.

NpaBfieHne GE Ha3Baso SixX Sigma «BeHUOM MeYTaHWUA U CTpPemM/ieHUA ANA 3TOW BeSIMKOU
KoMMaHum». Mo MUX C/ioBaM, 3TO «YMOpsJOYeHHAs TEeXHOJorus, ynpaBisemas
BbICOKOKBAIMOULMPOBAHHBIMU COTPYAHUKAMU GE, KOTOPbIX HA3bIBAWT YepHble Mosca u
MacTepa». Ha CeroAHsWHWA AeHb KoMmnaHus obyuuna yxe 100 000 yenoBek Hayke U
mMeTodonormm Six Sigma.

Six Sigma Bkiw4yaeT B cebs NATb OCHOBHbIX MPOLECCOB:
o onpejenexuve;

e U3MepeHue;

e aHanu3;

e COBeEplIeHCTBOBaHME;

e KOHTpOMUpYiIME NPOLECCHI.

Six Sigma noyTu cpasy noxasna MAoAbl: Y KOMMNAHUM MOBBLICUMANCH MNPUOLIIN. Tekyuue
npubbin GE B TeyeHue 1997 r. npesbicunn 15% — paHee oHuM He npeBbiwanu 10%. GE
cumMTaeT, 4YTto Six Sigma npuHecna 6bonee 300 mnH ponnapoB Aoxoaa B 1997-m. B
TeyeHue 1997 r., no noacyetam GE, 3KOHOMUS AeHer bnarogaps nporpamme Six Sigma
cocTtaBuna ot 400 go 650 mnH. K 1999 r. npubbinb oT Six Sigma cocTaBuna OKoao 2
MApA. Hennoxo Ans [ajleko He HOBOW, MHOFOKpPaTHO OonpoboBaHHOM uMiew.

Pe3lome: MogymanmTe O cepBuce

e Pa3BuMBamTe CUCTEMSI O6C}'Iy)KI/IBaHI/IF|. Hekorpga GE 3aHMManacb TOJIbKO npon3BOACTBOM.
Bbl WAM K CBOEMY 3Ha KOMOMY MpOAaBLY M MOKyNanuM CTUMPasibHYW MawuMHy. Tak 6bino
paHbwe. Tenepb CTUpaA/ibHAaaA MallMHA — 3TO TOJIbKO NpPUMAHKa, yTObbI 3aBNeYb BacC B
umnepuio ycnyr GE. Bbl MoOKynaeTe CTMpPa/ibHYl MAaWMHY B KPeauT y COBCTBEHHOW
erﬂ,MTHOVI KOMNnaHun GE, B Mara3uHe, OCHAalUleHHOM 3a c4yeT GE. He ynyueHo Hu Oﬂ,HOI;I
Menouun. Bbl npuobpeTaeTe «xene3o», a TeM BPeMeHeM BbiMyCKaeTCsi NpOorpamMHoOe
obecneyeHne GE. «[poCTO KOpobka» yxoAMT B MpoLWIoe.

e WMHUUMATUBLI 6OPbObI 32 KAYeCTBO AO/KHbI MATU CBepxy. Six Sigma cpaboTana oTyacTu
NOTOMY, 4YTO [XeK Y3n4 U npaBfeHne GE NOAAEPXUBANIN e€e CBOUM MPUMEPOM. OHMU
MCMNosib30Bajsin ee MNpu BCAKOWM BO3MOXHOCTU. OHM Bepwian B Hee. W, 4yTo bosee BaxHO,
OHM b6blNM ee YacThio.

* BopyWTe nydyume uaen. OpUrUHaNbHOCTb B BM3Hece yacTo nepeoueHuBaeTca. UcTopua
nepenosiHeHa HeyAAYHbIMM MNPEANPUATUAMU JIOAEN, Y KOTOPBIX ObiM COBCTBEHHbIE UAEU, HO
OHW He 3Hanu, 4YTO C HWMM AenaTb WAM Kak HayaTb bu3Hec. GE B3sAsa Ha BOOPYXeEHMeE
Six Sigma - npuyeMm paxe He CKpbiBas 3TOoro - u3 oneita Motorola u AlliedSignal. Ho
npes 6bina nepepaboTaHa noA Hyxapl GE.

e JleNCTBYNTE CaMOCTOATENbHO. He BCe KOHCYAbTaHTbl MAOXM — HECMOTPS Ha TO 4YTO O
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HUX O6BbIYHO MUWYT. HO 3aMeTHO, 4YTO HeKoTopble Bewn GE genaeT ana cebs cama. OHA He
NPUBNEKAeT KOHCY/NbTaUMOHHbIE (MPMbl C FOTOBbIM PELLENTOM MOBbIUEHUS KayecTBa, a
B3pawmBaeT KayecTBO Yy cebsi. OHA He MOoKynaeT HOBbIA KPACWUBLIA KOBep, 4YTObObl MOMOXUTb
€ro Ha rps3HbA non.

rnaesa 5 3abyabTe npowsnoe — cMoTpuTe B bByayuee

«TO, 4YTO Yy [lXxeka Y3nua OTCYTCTByeT KOpnopaTMBHas NamATb, — OFPOMHbIA NC ANA
General Electric».
AlpuaH C/IUBOTCKU

byayllee HauyMHaeTCHA Ha BepluHe

YCTaB OT NPOTWBOPEYMBbLIX MPOFHO30B AHA/JIMTUKOB, TOM-MEHeAXepbl KPYMHbIX KOMNaHWiA
NMOpoM UCMbITHIBAIT UCKYLIEHWE 3aHATbCA TEeKyWUMU Aesiamu, NpefocTaBuB bByayliemy camomy
o cebe nosaboTuTbCA.

OAHaKO HMKOrja ewe He ObUIO TakK BaXHO MOAHATbLCSA HA CTEHY W 3arfiAHYyTb 3a FOPU3OHT.
M yem panblie Bbl 3arnsapiBaete B byayuee, TeMm 3TO AjAd Bac Ayduwe. Mo cjoBaMm rypy
cTpateruu Mapu Xsmena, KOMMAaHUW, He nNpuaawue 3HaAYeHUA nepeMeHaMm WM cuuTawwme
MX CBOUM BHYTPEHHUM AefioM, B byayuleM CTaHyT ayTcamaepamu. UTobbl msbexaTb 3TOro,
UM HYXHO BbIMTW 3a rpaHUUbl CBOEW OTpaC/N. X3Men CyuTaeT, YTO eC/n Bbl XOTUTE
npeackasaTtb byayuee, 80% maHHbIX O HeM Bbl OBHApyXUTe BHYTPU KOMMaHUM. Kak pa3 3TO
KOMMaHusM He ocobeHHO yaaeTcs. «K cyacTblo, OONBWMHCTBO KOMMAHWA BO BCEX OTpacisax
NPOMbILTIEHHOCTM TOYHO TaK Xe AEeWCTBYWT BCJenyw, — roBOopuT X3men. — byayllee He
HensbexHo. O Oyaylwem HeT TOYHbIX AaHHbIX. Bawa uenb — npeacTaBUTb cebe, Kak Bbl
caMn MoxeTe W3MeHUTb byayuee». MNpobiemMa B TOM, 4YTO OOJIBWMHCTBO PYKOBOAUTENEN
pacnpoCcTUINCL CO CBOUM BOODpaxeHWeM 3a MOPOroM WKOJbl. KOMYy HYXHO BoobpaxeHue,
Korga y Bac noj pykow noabopka ¢GakToB U uubp?

OTBET Ha 3TOT BOMPOC AaeT X3Mes. OH 3asB/fieT, YTO CYWECTBYWT YeTblpe YyC/IOBUA ANS
MOSAABNEHUS BbIMIPbIWHLIX CTPATErun. Bo-nepBbiX, KOMMAHUA AOMXHA NPUOBpecTu «HOBLIN
npeameT CTpacTu». COTPYAHWUKOB OpraHM3auun AOJIXHO UCKpeHHe 3aboTuTb ee byayuee.
MOXHO NBUTb WM HEHABWUAETb [XeKa Y3/n4a, HO HeNnb3sl He NpU3HaTb, YTO OH 6bin
6ykBanbHO BAbneH B byayuwee GE. M OHO ero 3aboTuT A0 CuMX nop.

BO-BTOpPLIX, BbLIUCPLILUHASA CTpaTeruns TpebyeT «HOBbIX MHEHWUM». BO MHOIMMX KOMMAHUAX
X3Men OoTMeyaeT «OTCYTCTBME FeHeTUYEeCKOro pa3Hoobpasus. Mosogple nwoau no bonblien
YaCTM OTCTpaHeHbl OT 06CyXAeHMs cTpaTeruum. HO KoOMNaHusM TpebyeTcs uepapxus
BOOGpaxeHWs, a He onbiTa. OrPOMHYKW 4YacTb CTpaTeroB, aHa/IMTUKOB U TEOPETUKOB,
KOTOpble 3aHMMaTCSH B KOMMAHMAX BOMPOCaMM CTpaTeruyeckoro nJaHUpOBaHUS, —
BO3MOXHO, 95% — COCTaBAANT 3KOHOMUCTbI M WHXEHEpPbl, KOTOPbIM CBOWCTBEH
MEXaHUCTMUYECKMI B3MNa[ Ha CcTpaTerviw. e xe 60roc/soBbl MU aHTPONOSOrM, CMNOCO6GHbIe
Ha 6onee WWMPOKUA U CBEXUA B3rNAA?» [XKEKY Y314y He HyXHO 6bl1o npuBAeKkaTb
QHTPOMNOJIOrOB: OH MPOCTO AAs BO3MOXHOCTb pPaboTHMKAM GE 0CBOOOAUTL CBOE CO3HAHWe
OT WTaMnoB MNpu MNOMOWW Mporpammbel Work-out.

B-TpeTbuxX, X3Mesn Npu3biBaeT K «NeperoBopaM HOBOro Tuna». BMeCTO TOro 4Tobbl
cojepxaTb NATb YeflOBEK, pa3roBapuBawlMxX C OAHUMM U TeMU Xe JIAbMM B TedyeHue NATU
neT MNoAapaj, HYXHO NpuBiekaTb b6onble fwaei B npouecc pa3paboTku cTpaTeruun. WU
onATb Xe, nporpamMma Work-Out cthopMmupoBasna HOBbIM TWUM BHYTPEHHUX MEepPeroBOpPOB AnA
GE.

N HakoHeL, cCylecTByeT HOTpe6HOCTb B «HOBbIX NepcnekTmBax». X3MmMen roBopuT: «Henb3sa
caenaTtb fwaen bonee BHMMaTe/IbHbIMKU, HO MOXHO AaTb MM HOBOe YyBeJIMiuUTe/NIbHOe CTeKJOo.
TO/IbKO He/NIMHeWHaa cTpaTerma co34acT HOBOE COCTOfHME B OpraHum3auunm».

HO, KOHeYHO, CyWeCcTBYWT W Apyrue BapuaHTbl. MHOrue 6yAyT W jasblie UrHOPUPOBATH
Npu3biB X3Mena K PeBOMOLUUM. DTO — He Cambll IerKMU NyTb. «MHOrO FOBOPAT O
MOBbILEHUN AOXOA0B AepxaTenerd akuuMn. 3TO HeTPyAHO caenaTb. [POCTO HanauTe
WecCTUAECATUNETHErO PYKOBOAMUTENA, YCTAaHOBUTE 65-71eTHUIA BO3PacT yxXoAa Ha MNEHCU M
3aTeM rapaHTUpynTe 3apaboTHyw nnaTy, OCHOBAHHYW Ha POCTe CTOMMOCTU aAKUMMN».
HenpuUATHOCTb COCTOMT B TOM, YTO NepemeHbl AO/IXHbl HAaYaTbCHA MMEHHO B BepxHel 4yacTu
opraHu3auum. «Ham HyXHbl He MPOBUALbI, @ AKTUBUCTbI», — MPOBO3rjawaeT XaMes.

Y3714 B 3TOM OTHOWEHMM OT/IMYHLIA obpa3eu, Ans nojpaxaHusi. OH NOCTOSIHHO 3arnsjbiBaeT
B byayuee. Mpownoe — 3TO UCTOpUsA. Ha exerogHom obuem cobpaHum komnauum B 1990 r.
Y3ny 3asBun: «Kakumm Obl ycnewHbiMu HU 6biin 80-e ans GE, OHM 3aKOHYWIUCbL, U Tenepb
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Hala 3Heprus AOJIXHA 6bITb cocpepoTovyeHa Ha 90-x». BuepallHWe AOCTUXEHUS 3aBTpa yxe
HMYEero He ByAyT 3Ha4YUTb.

3abyabTe O npownoM. BaxHee TO, YTO NPOUCXOAUT CErojHA U ByaeT NMPOUCXOAUTb
3aBTpa. Y314 yTBepxjaeT, 4To nporpamma Work-out 6b1a 4acTbiw 3TOro npouecca:
«Work-0out vMeeT NpaKTUYECKYW U MHTENNIeKTYyaslbHYl Lefb. MPakTUYeCKON LeNbio
ABnAeTcAa u3baBneHnMe KOMNAHUU OT ThICAY BPEAHbIX MPUBLIYEK, HAKOMJEHHbIX CO BpPEMeHu
co3aaHua GE. Kak BaM MOHPABUTCSA BbIMTU M3 AoMa nepBbin pa3 3a 112 net? MoaymanTe,
CKONIbKO XJlaMa CKOMWIOChb Yy BacC B 4Yy/jlaHax M Ha 4yepjake? B Halen KOMMNAHUM eCTb
112-neTHWe 4ynaHbl U YepAAKU. Mbl XOTWUM MX PACYUCTUTb U CO3AATb HOBLIM AOM C
NyCTbiMM YyfnaHaMu — 4YTObBbl HayaTb BCH Urpy 3aHOBO». OpraHu3aunmM - nwbown
opraHMsauum — MPUXOAUTCA M3MEHATbLCA, Pa3BMBATbCHA, ABUraTbCA Brepen, WIM OHa
CTOJIKHETCA C NepcrnekTUBON 3aBA3HYTb B MPOILJIOM.

NMpeaBuaeTb byayijee

GE HMKOrja He ABuranacb B byayuwee Bcnenyw. OHa npeasuiena byayuee u cTtapanach
CO34aTb €ro.

«Mbl He CnopwaM O TOM, KaKuM criegyeT 6biTb KOMMbIOTEPY, — Mbl BCE 3TO 3HanAu. Hawa
paboTa 3ak/wyanacb B TOM, 4TObbl 3acTaBuMTb ero paboTaTb», — 3aABWUA OAUH
WHXEHEP-KOHCTPYKTOP M3 KoMaHabl Apple Macintosh. Ana o6blMHbIX 3asBNEHUN, CAENAHHBIX
PYKOBOAUTENAMU B €XeroAHblX oTyeTax akuuoHepam, noaobHas ACHOCTb Lenewn
HexapakTepHa.

NuTep Apakep nonbiTancs 3arfasaHyTb B KOpPeHb MNpobsiembl, CPaBHUB AMOHCKOE W 3anagHoe
OTHOWeEHMe K npobneme. «OAHO W3 FNABHbLIX PA3/INYUN MeXAY SANOHUAMW U eBponenuamm u
aMepuKaHLuaAMnU COCTOUT B TOM, YTO OHM HE CUYMTAWT CBOW LeSb Camo cobown
pasymeiwwencs. OHU HAYMHAWT C ,,YTO Mbl MbITAaeMca caenatb?” a He C ,,Kak Mbl 3TO
caenaem? “».

Pewakowum GakTopoMm Ans 3hHeKTUBHOrO PYKOBOACTBA, KPOME XWBOrO yMa, ABMAETCH
HanMunMe SICHOM U 3aKOHYEHHOW KOHLEenuuu.

OHa obbeaMHsAET nwaen U faeT BO3MOXHOCTb pa3qIn4YHbIM KOMaHAaM U nojpa3sjeneHnam
3ab6bITb O pasnnymnax u pa60TaTb Ha eAunHYl UEeNb. JTO He PR-akKuusa v He peknapauusa,
npuunmMneHHaa Ha 3aBOACKYH AOCKY 0bbABNEHUN. DTO HacToAlWaAa U XuBaAd KOHLenuua.

KpYnHbIA BPUTAHCKUA BU3HeCMeH C3p AApuaH Kaabepu paeT onpejeneHne «KOHLEenuUuu» Kak
«HanpaBneHus»: «3TO YYBCTBO HaNpaB/feHWsi, KOTOPOE HYXHO YYMUTbiBATb, KOrAa nuaep
onpeaensieT NepcnekTMBy. YyBCTBO HamnpaB/eHUMs Yy nujepa BaxHee, 4YeM CNOCOBHOCTbH K
PYKOBOACTBY, M 3TWU ABe obsf3aTesnbHble 4yepTbl He 06A3aTeNbHO UAYT BMecCTe.. MHOrue
obnajaT XenaHMeM PYKOBOAMTb WM AapOM PYKOBOACTBA, HO TO/IbKO HEMHOIME..
COEAMHAKT ero C KOHLUenuuMen u 34paBbiM CMbIC/IOM. ECiM Baw 6M3HEC MOCTOAHHO
MEeHSeTCs, Xopowo 6bl Ans cebs BbIACHUTb, B KaKOM HaNpaB/IeHWM OH ABUXKETCS».

NMpoaonxasa pPacCyXAaTb O POSN KOHUenuuu, Kaabepu roBopuT: «KOHUenuua - 3TO
rapaHTUsi TOro, 4YTO KaxAbli YesloBeK B OpraHuM3auuMuM 3HaeT Lenu NpeanpusaTvus U emy
M3BECTEH ero KOHKPEeTHbI BK/ajA B MNPOLEeCcC UX AOCTUXEHUs. KpoMme TOro, KoHuenuus
3acTaBnseT Nwfen NovYyBCTBOBATb, YTO LENU KOMNAHUM — 3TO WX ULenu, CToswme TOro,
YTOGLl MPUAOKUTL YCUAMA ANA UX AOCTUXEHMs . 3ajayen nuaepa sBAAETCA OnpeiennTb 3TU
Lennm u AOHeCTU UX A0 KOJUIeKTUBA».

[UKeK Y3nuy paccmaTpvBaeT co3jaHuve M nepejayvy KOHUEenuMu Kak rflaBHyw 4YacTb paboTbl
PYKOBOAUTENS: «XOpolne PYKOBOAUTENU MPeAnpuAaTUA CaMM CO3AANT KOHLEenuuw. OHU
03BYUYMBAOT €€, HeyCTaHHO CneaylT el U npuiarawT BCe YCUAUs, 4YTobbl KoHuenuus
MOJSIHOCTbI BOMJIOTUNACL B XU3Hb. KpoMe TOro, Xopouwue AnAepbl OTKPbITbl. OHU He
N30/NPYTCA OT CAyXawmx. OHM HedopMasibHbl. OHM CO3AANT KyAbT CBOEN AOCTYMHOCTU, WU
MM HUKOrAQ He CKYYHO CHOBA W CHOBA PACCKAa3biBaTb JIOAAM CBOKW WUCTOPUIO» .

B pyKax Yan4ya KOHUenuus ocsizaema, a He 3demepHa; 3TO peasibHOCTb, a He BbiAYMKA.
Mcnonb3ynTe TEeXHO/0rum

llymmxa, conpoBoOxjawuasn TeXHOM0rMYeCcKkun B3pbIB nocineagHero gecatTuneTuna, npueena K
3aMaldMBaHUID pAda BaXHbIX ¢aKTOB. Bo-nepBbiX, BbICWKNE PYKOBOAUTE/IN 4YaCTO OYeHb
CKenTuyeCKn HACTPOEHbl MO OTHOWEHUI K BbICOKMM TexHOoJIorusam. BO-BTOpbIX, IT — CKoOpee
HOBOE& opyaue Tpyaa, 4YeM JIeKapCTBO OT BCeX MU3BECTHbIX OpraHnU3auMOHHbIX bonesHen. U
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B-TPeTbUX, C IT HYXHO yMeTb paboTaTb — NUAEpbl BbICOKOTEXHOMOrMYHBIX KOMMAHUA He
MOTYT MPOCTO BO3/IeXaTb Ha /slaBpax, Pa3Mmbiuiss O rogoBoM bHanaHce.

No-BUAUMOMY, HEKOTOpPble KOMMNAHUM 3TO YyXe NOHANAW. Tak, [XeK Y314 Hasean
WHPOPMALMOHHbIE CUCTEMbl OCHOBHbLIM MpUoOpUTETOM AN GE. Benetton ynpaBnseT CBoeMn
CUCTEMON PO3HUYHBIX MPOAAX Yepe3 KOMMbHTEPHYW CeTb. [pyrue KOMMaHUW, Moxoxe, eue
He NPOHWUKAUCH BAXHOCTbI0 BbICOKMX TEXHONMOMMM. KOHCYNbTaHT Booz-Allen & Hamilton
Yapnb3 KajnaxaH CcokpywaeTcsa: «Cenyac nosBAAeTCA HOBbIM TUM MeHeaxepa, OCO3HAWWero
3HayeHne IT. Ho GONbWMHCTBO MOKA 3TOr0 He BUAUT».

Buktopus Tpubdnt, aBTop paboT B obnactm TexHonorum, B Strategy & Business
coBeTyeT BHeApATb IT B CTpaTeruw b6usHeca. IT AOJIXHbl 0O6BABNATLCA OCHOBHOW
npuopuTEeTHON Chepon Ans BCeW opraHusaumm. 3To TpebyeT BkJw4YeHUMs IT-nepcoHana B
CTPYKTYPY BbICWEr0 MeHeAXMeHTAa - 3TO AeNCTBME 4aCTO PEeKOMEeHAyeTCs, 4YToObl
npaBfieHNne KOMMNaHUM U36aBUIOCb OT MPEeAPACCYAKOB MO OTHOWEHWUI K TEXHOJIOrUAM.
«NaBa KOMMNAHUW AOJIXEH MNPEeKPATUTb BbIPAXATbCA HA HEMOHATHOM fA3blke WU FOBOPUTb 00
MHULMATUBAX, MOPOXAANUWMX MNPUbbIIb. Tenepb PYKOBOAUTENN CAMW AOJIXHbI CAyWATb», —
nponoBeayeT pudUT C AOCTOWHBIM MOXBasbl a3apTOM. BOT ewe OAHO ee 3asB/ieHUe -
pykoBoauTenb ¢upmbl C 6a30BbIM Obpa3oBaHMeM B 06/1aCTU BLICOKUX TEXHOJIOMUA cenvac
npeanovYTUTENbHEE PYKOBOAUTENS C WHXEHepHbIM obpa3oBaHWeM. HaKoHel,, OHa
yTBepxAaeT, 4To IT cineldyeT pacCMaTpvMBaTb KaK MOTEHUMabHbIA UCTOYHMK Npubbv, a
He KaK CTaTbl PacXofoB. KOHEYHO, NpeanovYTUTeNbHee pacueHMBaTb 3Ty chepy Kak
YyacTb b6M3Heca, HexenuM KakK JOMOJIHEHME K HeMmy.

IXeK Y314 C 3HTy3masmMoMm obpaTuACs K HOBbIM TeXHONMOormsaMm. GE — oAHa W3 HEeMHOrux
NPOMbIWNEHHBIX UPM, KOTOpble aKTUBHO COBEpPWANT CAEeNKU 4vyepe3 UHTepHeT. «General
Electric npeaHa3HayeHo ObITb NMAEPOM, a He XepTBOW PEBOMOUUN B MUKPOINEKTPOHUKE.
Mbl BCe J0/XHbl paboTaThb pajM Hawero TEexXHONOMMYEeCKOr0o peHeccaHCa», - CKasan Yanu
cnyxaumm GE B 1981 r. B 3Tom - byayuee.

MPOrHo3bl — ABajAuaTb JIeT CnycCcTA

B 1982 r. B cBoell KHUre «Megatrends» ¢yTypucT [OXOH HeMcbuTT onpeaennn AecsaTb
«BEJIMKUX NepemeH byayuero». HekoTopble M3 ero npeAcKkasaHUn yxe MNOATBEPAUINCH
CObBbITUAMM NOCAEAHUX JIeT, OCTajibHble OKA3a/IMCb MeHee TOYHbIMM. Creaylume NoCcTynaThl
M3 KHUIM HemcouTTa OTpaxawT U3MeHeHWs, NPOBeAeHHble [XeKoM Yanyem B GE.

e «XOTS Mbl U MPOAOSIXAEM AYMATb, UYTO XMBEM B UHAYCTpPUANbHOM obuecTBe, Ha CamMoM
Jefie Mbl MepexoiuMM K 3KOHOMMKE, OCHOBAHHOW Ha CO3J4aHuUM U pachnpenesieHun
WUHpopMaLUK» , — Nnucan HencbuTT. Cenyac 3To obuienpusHaHHoe U Aaxe HaHanbHoe
3asBNieHne. Ho B Havane 80-X 3TOT BOMPOC Obl1 OTKPbLITbIM, BOKPYI HEro He
npekpawanncb AUCKYCCUM. HeMcbuTT oKaszancd Ha war BnepeauM BCexX. TexHosiorvyeckue
BO3MOXHOCTU obMmMeHa U nepepaym MHHOOPMALUKU elje TOMbKO 06AYMbIBAINCb HEHOMbLNMK
rpynnamm nporpammmMcToB B slabopaTopusx 3anagHoro nobepexba. B To Bpems [xeK Yany
6e3%aNoCTHO NepeopuMeHTMpoBas GE OT MPOM3BOACTBA K 0OCIYXMBaHMIO.

e «Mbl ABUraemMcsi B ABOMCTBEHHOM HanpaBneHun «high tech / high touch», koraa
Kaxaas HoBasi TexHosiorusi obsizaTeNibHO ypaBHOBEWMBAETCHA JIMYHOCTHBLIM MOAXOAOM» . K
3TOW Teme HeWcCcObUTT HeOAHOKpPATHO BO3BpaWasca M NPoOAO/XaN pa3BMBATb €e B MnociejHue
roAbl. «YCKOpeHHOe pa3BMTME TeXHOJIOMMYeCKOro nporpecca co3jasio oCTpyi
HeobxoAMMOCTb B MPOTMBOBECE B BUAE WHAMBUAYanbHOro noaxoaa - high touch.
Oonepaumu No nepecajke cepaua Bbi3Ba/IM BCMJIECK MHTepeca K CeMeWHbIM Bpayam;
peakTUBHblE CaMOJieTbl MPUBENN K POCTY YUC/A JIMYHLIX BCTPe4Y. OH rOBOPUT, YTO
«UHAMBUAYANbHBIN NOAXOA CBA3aH C BO3BpAlEHMEM K TPAAULMOHHBIM YenoBeYeCKUM
LLEHHOCTAM. JlOKasibHble MepeMeHbl ABAANTCA OTPaXeHMeM raobasibHbiX.. EC/IM Bbl HAXOAUTECH
B KypCe MeCTHbIX COObITUA, Bbl MOXeTe YBUAETb MOAENU B LeNioM. [OMHUTE Takxe, 4YTO
»high tech / high touch® - 3To He BbGOp WAM/WUNKU. TEXHONOrMYECKUA MPOrpecc Hesnb3s
OCTAHOBUTbL, HO OH He TpebyeT OTKa3sa OT MHAMBMAYANbLHOIMO Noaxoja. Hanpumep, Bbl
OTNpaB/sieTe HAanNMCaHHOe OT PYKM nucbMo. FedEx obnajaeT BCeMUM BO3MOXHOCTSAMM
COBpPEMEHHOMN 3JIeKTPOHUKU, HO ee ycnex MOCTpoeH Ha ogHou u3 dopm high touch:
nepCcoHasbHOM AOCTaBKe». W CHOBA Mbl BO3BpallaeMCsi K TemMe 0b6C/NyXMBaHWUA. Y3Nu
Hanaaun cBsA3M GE C MeNnKUMM PO3HUYHBLIMM TOProBLAMW, U MHOXECTBO BHECEHHLIX WM
M3MEeHeHUN No3BOAUAN GE obecneuymBaTb MNepcoHasibHOe o0bcnyxuBaHue bonee 3hHEeKTUBHO.

e «Y Hac bonblle HET BO3MOXHOCTWU AENCTBOBATb B npeaenax WU30/MPOBAHHOM,
CaMoA0CTATOYHON rOCyAapCTBEHHOW 3KOHOMUYECKOW CUCTEMbl; Mbl AOJIXHbI NPM3HATb, 4YTO
ABJIAEMCSA 4YacCTbld MUPOBOW SKOHOMUKMU. CIIA AOSXHbI OCTaBaThbCA NUAEPOM MUPOBOWM
NPOMbILTIEHHOCTU, B TO Xe BpeMsi He nepecTaBas MATWU Aanblie, K HOBbIM FOPU3OHTAM».
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HencbuTT Obl1 COBEpUEHHO MpaB, YKAa3aB HA MNOsAB/eHME HOBOM MOTrylUEeCTBEHHOW CWuJbl —
rnobanusaumm. Tem He MeHee ero Touyka 3peHus Ha MecTo CUA B MMPOBOM coobuecTBe
MOXeT 6biTb NMOABEPrHYyTa COMHEHMI0, HAaNpuMMep, ero Teopus «rnobanbHOrO Napajokcax:

«YeM cusbHee MMPOBAS 3KOHOMMKA, Te€M CWbHee 3aBUCUMOCTb OT €€ CaMbiX MEeKuX
YUYACTHMKOB». MMONMTMKA GE CTpPOMTCSA KaK pa3 Ha npuHuMnax rnobanvsaumm. CTpemieHue
Yanua co3paTb «opraHusaumio be3 rpaHuu» obnerymno coTpyaHukam GE obmeH 3HaHusMU U
OMnbITOM — HE3aBMCMMO OT TOrO, FAe OHM HaxoAAaTCH.

+ «Hawe obuecTBO, KOTOpoe BcCerja OpPUEeHTMPOBANIOCh HA KPATKOCPOUHbIE Lenn, cendac
npeobpasyeTcs B obwWecTBO APYroro TWna. BpeMeHHbI?e pamMKu ero AesaTeNbHOCTU U
NJaHMPOBAHUA MOCTOSAHHO PACWMPATCA. MPOWIO YXe OKOMOo ABaALATU NeT, HO
NOATBEPXAEHUA 3TOMY MNOCTYfNaTy MOKA HE OYeHb MHOro. TeM He MeHee opueHTauusa Ha
JONIFOCPOYHbIN ycnex Bcerga 6bi1a OCHOBOMOAArawiMM MPUHUMNOM AN GE. HW OAuH U3 ee
npeacejaTtenei 3a nocjefHue CTO JIeT He Aenan CTABKY Ha KPaTKOCPOYHble Leu.

e «B ropoae W rocyaapctse, B MajieHbKOW oOpraHu3auunm u B dunmnane - Ha BCeX YPOBHAX
CyllecTByeT BO3MOXHOCTb AeWCTBOBATb HOBATOPCKU U A0b6MBATbCA pe3ynbTaTOB».
HencbuTT npeAcKasan MOAHYW TEHAEHLMI, BO3HUKUYW B KOHUe 80-x - Hayane 90-x:
paBHOMEpPHO pacnpeensaTh MNOJHOMOYUA BHYTPU OpraHM3aluu, a He cocpeloTayMBaTb UX B
3aMKHYTOM Kpyre MeHeaxepoB. Mporpamma wWorkOut yYsnua - oaHa u3 Haubonee
ybeaAnTenbHbIX AEeMOHCTPALUA PaBHOrO MpPeAoCTaBJ/IeHUA MOJIHOMOUYMIA BCeMy KOpnopaTUBHOMY
coobuiecTBy.

e «Mbl OTKA3blBAEMCA OT MEPAPXUYECKUX CTPYKTYp B NOMb3Yy HehopMasibHbiX. OCOBEHHO
BAaXHO 3TO AnA AenoBoro coobuectsa». OTKa3 OT 6poKpaTuM CTan OAHOM U3 OCHOBHbBIX
TeHAEeHUMA nocnejHero AecATuneTus. HedopmasbHble CUCTEMbl PA3BUBATCSA
pa3Hoobpa3HbLIMM, MOPOM NPUXOAAWMMM B TYMNUK MYTAMU — CETM NOCTABOK, COW3bl MexXAay
KOHKYpeHTamMu, BHYTpPEeHHMEe U rnobanbHble CXeMbl. BbICOKME TEeXHONIOrMuM AN BO3MOXHOCTb
BO3HMKHYTb CeTAM, O KOTOPbIX HMKOrAa paHee He CAblwanuv, M 3TU CeTu BbICTPO
npuobpenn 3HauuTenbHoe BAUSAHME. «Korja BCe OAHOBpPEMEHHO FoBOPSAT 06 OfHOM M TOM
Xe, 06 3TOM y3HaWT BCe, MPMYEeM HemedsieHHO. HO Yy Hac A0 CUX MOp OCTalTCA MHOrue
cTapble CUCTeMbl. TaK YTO.. HAM MPEeACTOUT MEHATbCHA», — FOBOPUT HEMcOUTT. BCMOMHUM
TaKXe W BaxHbli BOMPOC CKOPOCTU, KOTOpYyWw HeWCObUTT eaBa M He paHblie BCeX Ha3Ban
cepbe3HbiM HaKTOPOM KOHKYpeHUMU: «Mepapxmyeckme 3KOHOMUYECKUE CUCTEMbl CMEHSTCSH
chepuyeckummn, KOTOpble TpebywT rMBKOCTU pblHKA, MOBUABLHOCTM U, nNpexie BCero,
CKOpOCTU», — roBOpUT OH B Global Paradox. TakoB Mup, B KOTOPOM CylleCTBYeT JXekK
Yany.

Pe3iMe: 3abyabTe npolwsioe — CMOTpUTe B byaylee

o Co3pmaBanTe byayllee cerogHs. «Haw aapec - 3aBTpallHUA AeHb», — CKasana Mapuas
MakJlaxaH. [IXeK Y3n4 nocTaBuia byayuiee GE Ha MOBECTKY [AHA, B TO BpeMs KakK MHoOrue
PYKOBOAUTENN U OPraHu3auuu npoaeMOHCTPUPOBASIN CBOW HECNOCOBHOCTb K 3TOMy. WM
HacTosAlee C/AMWKOM 3aMeyaTeslbHO, WK byayllee CAMWKOM ycCTpawawile. Kaxaas KoMmmnaHus
Jenaet Bbibop: nNMbo cMoTpeTb B byaylulee U onpeaenaTb ero, nMbo OTOWTU U He MewaThb
eMy MpoucxoauTb. MOXoxe, TONbKO OAHA W3 3TUX MO3ULUMA MOXET MPUHECTU A0JIFOCPOYUHbIN
ycnex.

o ByAbTe HaroToBe, HO MPOABNANTE FMBKOCTb. «CylleCTBYeT MHOIF0O cnocobos
npeackasaHua byayuero. Hanpumep, MOXHO YUTATb FOPOCKOMbl, raAaaTh Ha KOGeWHOW ryue
WAM Ha KapTax Tapo. B COBOKYMHOCTU 3TU CNOCOBbl M3BECTHbl KaK UAUOTCKME. TaKkxe
MOXHO 3a/I0OXUTb 0blle M3BeCcTHble GaKTbl B C/OXHYH KOMMNbIOTEPHY MoAenb — 3TOT MeToj
no npaBy MOXHO Ha3BaTb abconwTHO 6ecnonesHbiM», — UPOHM3UPYeT co3aaTenb Dilbert
CKOTT Ajamc. MNAaHMpynTe BCe, 4YTO XOTWUTE, HO Bbl AOJ/KHbl ObITb FOTOBbl K W3MEHEHUSIM.
Bawa uefib He MoxXeT bbiTb HEeM3MeHHOW - Belb 0BCTOATENbCTBA TOXE MEHSAWNTCHA.

o byayuee byaeT ApyruM. «HUKOrAa Henb3s NAaHUMpPOBATb bOyAyllee No aHanorum c
npowneiM», — CKasan DAMYHA Bepk. B Haw BeK CKOPOCTU, KOrAa MOCTOSHHbIMA OCTAWNTCH
TO/IbKO MEpPEMEHbl, MOXHO ObiTb TBEPAO YBEPEHHbIM, 4YTO byayuiee byneT Henoxoxe Ha
npownoe BO BCeX acnekTaxX, Kakue TOJIbKO MOXHO cebe npeacCTaBUTD.

e CMOTpPMTE NO CTOopoHaMm. Jiboe OKpyxeHue, Aaxe eC/U CHadvana OHO U CTUMYNUpyeT K
NEeNCTBUAM, B KOHLLE KOHLIOB CKOBbIBAET. PYKOBOAMTENN AOMXHbl ObITb CNOCO6GHbI BbIFAAHYTH
3a CTeHy CBOeW TeppuTOpMM U OCMOTPETbLCH BOKPYF B MOMCKAX HOBbIX BO3MOXHOCTEW U
BAOXHOB/AWWMX NPUMEPOB. BeNIMKME PYKOBOAMTENN MNOCTOAHHO MIlyT HOBble NepCrneKkTUBH,
HOBblE MCTOYHUKM WHGOPMaUUN M Bonee 3hheKTUBHbIE METOAbl peanu3aumum CBoew
KOHLUENUUA. OHM SKCLEHTPUYHbI M 061aaalT CNOCOBHOCTbLI HAaWTU HOBLIM NOAXOA. OHU
MOTYT OLEHUTb U NPUCNOCOBUTb abCTpPaKTHble MEPCNeKTUBb K KOHKPETHOW CUTyauuu Wam
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CNoOpHOMY BOMPOCY.

d MCHOﬂb3yﬁTe TeXHOo/M0oIrnw, HO He TepﬂﬁTe ros10Bbl. TexHo/normsa — 3TO BeJikaa cuna.
OHa MoxeT MHOTOKpPATHO MOBbLICUTH 3¢¢GKTMBHOCTb opraHum3aumm. Ho 3TO npou3ouvper,
TONbKO eC/IM K Henm noaxoAmTb Mo-AesioBOMY. He nonagute BNpoOCak.

e ByAbTe ONTUMUCTOM. BOJBIWMHCTBO NPOrHO30B MECCUMUCTUYHBLI MO ONpeAeneHuio. HU oaHa
KOMMNaHMs He aobbeTcsA ycnexa, eciu ee nuaepbl He byayT C ONTUMM3MOM CMOTpPETb B
byayuee. JxXeK Y3nuy yBepeH B cebe M MOCTOAHHO ONTUMUCTUYEH. BCoAy, Kyaa 6bl OH HuU
B3rNIIHY/1, OH BUAWUT BO3MOXHOCTb POCTA, HOBbIX OTKPbLITUMN M MOBbleHUS 3HHEeKTUBHOCTHU
TpyAa.

rnaesa 6 Yumtecb U pPyKoBOAUTE

«B XapakTepe [XeKa Y3/14a eCTb WMHTEepeCcHoe KAayeCTBO — OH 4Ye/loBeK, KOTOpbi BCe
BpeMmsi pacTeT U pa3BMBaAETCH».
Puuyapa MNackanb

HoBas mopaenb nuvaepa

TpaAULUMOHHBLIM B3TNIAL HA Jingepa Kak Ha JIMYHOCTb, KOTOpas onpejensieT HanpaBfieHue,
pewaeT npobnemsl U BAOXHOBNSET BOWCKA Ha OWUTBY, rnyboKo KOPeHWTCS B Hawem
WHAVBUAYASIMCTUYECKOM U HECUCTEMHOM MUPOBO33PEHUU. Jluaep - B OCOBEHHOCTU Ha
3anajge - 3TO repour, BEe/IMKMMA YeNoBeK, KOTOpbiM BO3rnaBAsieT TOAMY BO BpemeHa
KPU3NCOB U MepemMeH, — roBopuT MuTep CeHAX. — B MoaaB/isiwWeM 60/bWMHCTBE CJ/yYaeB
Hawy Mupbl O NUAepcTBe BCe elwe OCTawTCA B MJeHy Takux obpa3oB, Kak, Hanpumep,
OTBaXHbIM KanuTaH BO [/laBe OTpsja, 3alMilalllero NOCeseHUEeB OT HanaleHus MHIEWLEB.
MOCKOMbKY TaKux MUPOB OOMBWMHCTBO, TO MNpPEeACTAB/IeHME O JNAEPCTBE CTPOUTCHA BOKPYr
3KCTPAOPAUHAPHBIX MOABUIOB U XapU3MATUYECKUX repoeB, a He MNoC/ieAoBaTebHOIro
YNOPHOr0O TpyAa KoMnekTuMea. M0 CyTu, TPaAMUMOHHbIA B3rAaj Ha NMAEpPCTBO
OCHOBbIBAETCSH Ha MNpU3HaHMM beccunusa nwien, UX HEeCnoCcobHOCTM ynpaBaAaTb NepeMeHaMmu
N OTCYTCTBUM COOCTBEHHOW CTpaTerun. 3TU HEAOCTATKM MOryT OblITb KOMMNEHCUPOBAHDI
TONbKO Nnaepamy noaobHoro Tunax».

Ponb nuaepa B b6bM3Hece NOCTOAHHO MeHsAeTcCsi. COrnacHO TPAAMUMOHHOM TOYKe 3peHus,
nupep obnajaeT AapoM BAMSHUA Ha MaccCbl M AapoM npeaBuaeHusi. OAHAKO CerogHs
cyuTaeTcA, YTO OAHOrO BJIMAHMA HA MACChl HEAOCTATOYHO AJA TOro, 4yTobbl CTAThb
NNAEpoM, — «repoh-OAUHOYKA» He BMUCbIBAETCH B PaMKU TPAAMUMOHHBIX KOPNOPATMBHbIX
nepapxun (Kak bob XopToH M3 B P, [UXOH dKepc 13 IBM m paxe dn JlaHnan). Hoeas
mMoAenb nuaepa - 3TO NWAM Hanoaobue Mepcu BapHeBUKa M3 Asea Brown Boveri, Puyapaa
Bp3HCOHA M3 Virgin mn Jxeka Yanua.

MOCKO/IbKY POJib NinAepa MNOCTOAHHO TpaHchopmupyeTcs, ObiITb JIMAEPOM CTAHOBUTCA BCe
C/loXHee. B TO Xe BpeMs OT /Aunaepa BCe bosible 3aBUCUT yCrnex KOMMaHUW. Jnaep AOSIKEH
6biITb YBEpPEH B TOM, YTO ONTUMa/bHbIA YpPOBEeHb 3(PPEeKTMBHOCTM Tpyda BMOSHE AOCTUXUM U
€ro BO3MOXHO MNOAAEPXMBATb NOCTOSAHHO. B TO Xe Bpems nuaepy HeobxoauMo CnpaBnATbCsA
C BO3pacTawlen CAOXHOCTbI BblbOpa TeX WM WMHbIX PeleHun, ObITb UHULMATUBHBIM U
FOTOBbLIM K MepemeHam, ObiTb YBEpeHHbIM B TOM, YTO OpraHu3aumsi U MpoLecchl, B Hew
npoucxoasiuue, MNOCTOSHHO 3BOJIOLUOHUPYNT U YTO COTPYAHWUKU KOMMAHUN KPOBHO
3aMHTepecoBaHbl B pe3yfbTaTax CBOero TpyAad. Jinpep Tenepb yxe He NPoCTO spKas
JINYHOCTb, CTOSAWAas BO rJlaBe opraHu3auuMmM. Ha camom jesie UHAUBUAYaNN3M, OObIMHO
accouuupyembin C INAEPCTBOM, fABAAETCA cenyac NpeaMeToM CropoB. JIOAM, KOTOPbIX Mbl
BOCNPUHUMAEM KaK NNUAepoB — OT HamosieoHa A0 MaprapeT TaTyep, — He cCKa3aTb, 4YTOObI
OT/IMYANIUCL MACTepCTBOM paboTbl B KOMaHAe. TeM He MeHee OHM beccnopHo obnajanu
MHOIFMMM BaXHbIMM KayecTBaMu, HeobXoAMMbIMM A1 COBPEMEHHOIO nuiepa. BM3HeC-nuaepbl
HOBOIO TWUNA [AOJIXHbl ObITb MCTUHHBLIMA JNIIOABMW PeHeccaHca.

«B OTAENbHbIX PeaKux C/nyyaax BO3HUMKAET NOTPebHOCTb B BbIABMKEHUW JIMYHOCTU C
YHUKa/IbHbIMM KayecTBamMuM unau obnajatwierr ocobbiMM HaBblkamuM, OAHAKO OONbUWMHCTBY
NMAEPOB MPUXOAUTCA NpucnocabnmBaTb CBOW YMEHUA, OMbIT U AAP NPEeABUAEHMA K TEKYIUM
obcToaTenbCTBaM, — FOBOPUT MNCUMXONOr PobepT Iappok M3 YSC. - CerofHsi, 4Tobbl
BbKUTb, NNAEPY HYXHO 6biTb B paBHOM CTeEMNeHU nparMaTU4YHbIM U FMOKUM PYKOBOAUTENIEM.
B uLeNoM, 3TO O3HayaeT, 4YTO Nnaepy cleayeT bObITb CKopee Bblpa3uTeneM UHTepPecoB
Hapoja, 4Yem Ye/lOBEKOM, OPUEHTMPOBAHHLIM HA ONpejeneHHoe 3ajaHue. B busHece peako
npUMeHsieTCsA Teopus ,,BEIMKOrO YesioBeka': ecnu AesioM ynpaBfisfieT KoOMaHaa, TO Mbl
JLOJMKHbl UTHOPUPOBATb OTAEJNbHbIX PYKOBOAUTENEW U BUAETb Fpynny Jioaen c
pa3HoObpa3HbIMA NINAEPCKUMU HABbIKAMU .
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Bofiee TOro, B MOC/eAHME Tofbl MAATHUK KAYHYNCA B APYryWw CTOPOHY, 4YTO MPUBENO K
BO3PACTAHMI MHTepeca K MNOAYMHEHHbIM. KOrAa-TO aHa/IMTUKU UCKANN FeHepasioB, He
obpalas BHMMaHMA Ha NEXOTMHLEB; Tenepb CONAAT, KOTOpPbIA BbipaXaeT CBOE MHEHME MO
noBoAy opraHusauum paboTbl, BCAYECKU noowpAeTcs. «MoAYMHEHHble CTAHOBATCH MOry4en
cunon. Cenyac BMojsiHe ObBbIMHO MNOJIOXEHUEe Aen, NpU KOTOPOM PYKOBOAUTENb OTYUTbIBAETCS
B CBoell paboTe nepej NOAYUHEHHbIMM, MOC/AE 4Yero OHU TWATENbHO MPOBEPSANT €ro C/oBa.
3TO O3HayaeT, 4YTO AMAepaM MNPUXOAMTCH aAKTMBHO A06MBATbCA MOAAEPKKM OT J0AEN,
KOTOPbIX OHM MpexAae He NpWHMMANW B pacyeT», — FOBOPUT PobepT Wappok.

U XOAXCOH M3 Kojneaxa MeHeaxmeHTa duwpuaxa (BennkobpuTaHusa) npoaHanusuvpoBan
bonblioe Ynucno busHec-nuAepoB. MO ero 3ak/l4YeHWlw, cTapas MojeNlb PYKOBOACTBA
bonblie He roauTcs. «COBPEMEHHbIM PYKOBOAUTENb Mepepoc npeacTaBfieHue o
nuaepe-vHAnBUAYyanucTe. Tenepb 3ajavya nuaepctBa - 06beAUHUTb COTPYAHUKOB U pa3Hble
YyacTu opraHmM3sauum Takum obpa3om, 4yTobbl paboTa Kaxaoro OTAENbHOrO 4esioBeka U
opraHm3aumm B LesioM cTana bonee 3hheKTUBHON» . &MU XOAXCOH MPUXOAUT K 3AKJIOYEHUI,
YTO PYKOBOAWUTE/Nb HOBOIrO TWMAa AONXKEH MPUHOCUTbL MONb3y B KAayeCcTBe HAaCTaBHUKA,
TpeHepa U Nuua, pewawijero npobnemy B TPYAHYHW MUHYTY. Jlugep AaeT BO3MOXHOCTb
COTPYAHMKAM MONy4YaTb Harpagy 3a ycnex M HeCcTM OTBETCTBEHHOCTb 3a Heyjadyy, W npu
3TOM OH J0JIXeH MOCTOSAHHO YTBEpXAaTb U NOAYEpPKMBATb CBOW POJib KAaK PYKOBOAMTENS.
«PYKOBOAUTE/Ib HOBOFO TWUMA He MPUAEPXKMBAETCA XECTKOM, OpPTOAOKCANIbHOWM moaenun, a
npeanoymnTaeT BbipabaTbiBaTb CBOW COBCTBEHHLI, €AUHCTBEHHbIN B CBOEM poje CTWb
PYKOBOACTBA, — MNpoAosXaeT &un XOAXCOH. — PYKOBOAWUTENb He BbiNOAHSAET paboTy
COTPYAHUKOB 3a HUX U He dopMupyeT KynbT COBCTBEHHOW JIMYHOCTU». HOBBIU peuenT
PYKOBOACTBA, MO C/loBaM XOAXCOHa, BK/4YaeT B cebs NATb KOMMNOHEHTOB: 3HaHuA,
3Heprusa, MNpPoCcToTa, KOHUEHTpAuUMs U BHYTpeHHee YyThbe.

Ocobble KauecTBa, KOTOpble OT/IMYANT PYKOBOAUTENen, M3ydyeHbl SKCNEepTOM Mo BoMNpocam
nuaepcTBa MaHhpeaoMm KeTcom ge Bpue M3 INSEAD. «JIMAEpCTBO BbLIXOAUT 3a Mpeaesbl
Y3KUX paMOK TPAAMUMOHHLIX onpejenieHuin. Jinaep obnagaet CnoCOBHOCTbLI BAOXHOBMATH
COTPYAHUKOB CBOEro npeanpuaTus, — FOBOPUT MaHbpes KeTcC Ae Bpue. — PYyKOBOAMUTENM
paboTawT 4Ype3BbYAMHO MHOMO, 3apaxas CBOUM MNPMMepoM PaboOTHMKOB, OHM BeCbMa
YCTOWYMBbl K CTPECCOBbBIM CUTYauUUsM. Kpome Toro, Nnuaepbl TUna BpP3HCOHA WM BapHeBUKA
XOpOlIO OCBeAOM/IeHbl U O CBOMX C/labbix MecTax. OHW 3HaKT, YTO HAWAYT XOpPOWWUX
COTPYAHUKOB, CMNOCOBGHbBIX KOMMNEHCMPOBATb MX HEAOCTATKU».

B Haw BeK pa3jeneHuss MOJIHOMOYMA CNOCOBHOCTbL AenervpoBaTb CBOM 06A3aHHOCTU APYTrUM
CTAHOBUTCH KpaWHe BaxHOW. «BnacTb W NIMAEPCTBO He ABAAKNTCA B3aMMOMCKII0YAWLUMU
MOHATUAMU, — FOBOPUT Ae Bpue. — Ho 6eaa B TOM, 4YTO BONBWWMHCTBY MCMNONHUTENEW
NPOCTO HeobXO0AUM KOHTPO/Sb. OHM He MOryT CyluecTBOBaTb 6e3 Haj30pa CO CTOPOHb
BNAaCTU, U 3TO TO, UYTO FyOBUT KOMMAHUM».

POH Xenteu u3 BU3HEC-WKOMAbl FAapBapAa M KOHCY/NbTAHT [OH JlopM HAaCTaMBaKwT HA TOM,
YTO KOPMopaTMBHbIE NNAEPbl M OPraHU3auUUM CTANKUMBAKTCA CEroAHsA C «afanTWBHbIM
BbI3OBOM». YacCTo ANA peweHus npobnembl aganTaumMum yxe UMETCA TeXHUYeCKue Hoy-xay,
HO 3TO He Bcerga obnervaeTr Xu3Hb. «AganTtauus Heobxoauma Toraa, Korga no BoJsie
06CTOATENbCTB /IOMANTCA HawW camble FAybuHHble ybexaeHusa, Koraa LEeHHOCTM,
NPMHOCUBIIME HAM YCMnex, nepecTalT TaKOBbMU ABMATHCA U KOrAaa MNOSABAANTCSA
3amMaHumMBble, HO KOHKypupywluue ApYyr C APYrOM MepCneKTUBbI», — MNUWYT aBTOpbI.

Ana paboTbl No aganTauuu TpebyeTcs nuaep. Xendew u Jiopu nonarawT, YTO OAUH U3
BWJOB PYKOBOACTBA, Hambosee MNOAXOAAWMA ANA afanTUBHLIX MepeMeH, OCHOBbLIBAETCH Ha
WecTU NpuHUMNAX. [epBbid MPUHUUN OHM 0603HAYaT KaK «BbIXOA Ha OANKOH».
PYKOBOAUTENb AONIXEH YMeTb MOrpPYy3UThCA B eXeJHEeBHble, HacCylHble Aena, BHUKATb BO
BCE, B TO Xe BpeMsi He BbiNyckas W3 BUAY AONTOCPOYHblE MEpPCNeKTWBb. 3TO 3anor
ycnexa. fMoaymaWTe O TOM, KaK Y34y yAaeTca coyeTaTb ONpeleneHue U KOppeKLuio
CTpaTerunm C MOBCEAHEBHbIMU AeNlaMM KOMMaHWM, HaxoAas Bpems, 4YTobbl oTMeYyaTb W
nooupAaTb BCe Cepbe3Hble AOCTUXKEHUA ee COTPYAHUKOB.

BTOpPOM MPUHUMN UCKYCCTBA Ninjepa COCTOMT B YMEHMM pacrno3HaTb TOT CaMmblii
«aanTUBHBIA BbI3OB». DTO AOCTATOYHO TyMaHHOe MOHATME, WU nuaepy TpebyeTtcs
Norpy3suTbCsA AOCTATOYHO rNy6oKo, 4TObbl YCTAHOBUTL, A€ WMEHHO JiexaT BO3HUKIIMe
KYNbTypHble npobniembl. TpeTWUA NPUHLMN 3aKJKWYAETCA B PeryiMpoBaHMM HArpy3okK.
NMpoBoAs W3MEHEeHUs, PYKOBOAUTENb JOJXeH pacno3HaBaTb, KakuMe U3 HUX NPUBOAAT K
npobnemMam. ECAU ABWUraTbCA CJIMWKOM ObLICTPO M He AaBaTb JioAAM BO3MOXHOCTWU
CNpaBnNATbLCA CO CTPECCOM, TO pe3ynbTaT MU3MeHeHWW byaeT OTpuLATESNbHbIM.
B-4eTBepThIX, PYKOBOAMUTENN AOJXHbl NOAAEPKMBATL AUCUUMIUHY. «COTPYyAHMKAM Heobxoaum
PYKOBOAUTENb ANA TOro, 4Tobbl NOMOYb UM CKOHLEHTPUPOBATb BHUMAHME HA TPYAHbIX
BOMPOCAX. YMeHWe 3acCTaBUTb Jio4el COCpPeioTOYUTbCA — LEHHellee KayeCTBO nuaepa», -
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cynTawT Xendew u Jlopu. MoA PYKOBOACTBOM jiMAepa COTPYAHUKU COCPeAOTAYMBAKTCA Ha
peWeHUn TPYAHbIX BOMPOCOB, YEro OHW 06blMHO CTapawTca mM3beraTb.

rnocnepHve ABa MpUHUMNA aAanTMBHOMO PYKOBOACTBA OYE€Hb TECHO CBfA3aHbl: «AaBaMn
COTpyAHUKAM paboTy» U «NOAAEPXMBAN OSIOC PYKOBOAMUTENA MHEHUEM CHU3Y».
COTPYAHUKOB C/lelyeT BOBJieKaTb B J/I06ON NPOUCXOAAWMA Npouecc, MM cCneayeT paspewaTb
BblpaxaTb CBOE MHEHWe, Aaxe eC/IM OHWU BbICKA3blBAOT NPOTUBOMNOSIOXKHbIE TOYKU 3peHus.
rnasHoe - nobyxaaTb el 3ajaBaTb BOMNPOCHl M UCKATb HA HUX OTBETbl. «PYKOBOAMTE/NM
He 06A3aHbl 3HATb OTBEThl HAa BCe BOMPOCH. UM HeobXOAMMO yMeTb 3ajaBaTb MPaBU/IbHblE
BONPOCHI», — FOBOPAT Xewudel, v Jlopu, Aenas BbiBOA, YTO «HUKTO He MOXET PYKOBOAMTb,
He MMes B 3anace HW OJHOro BOMPOCA».

WTak, HOBas MOAEe/Nb PYKOBOAUTENA MOXeT ObiTb OXapaKTepu3oBaHa CjeAyluuM obpa3oM:
BO3MOXHOCTb COBeplaTb OWMBKU U He 6oATbCSA Heyaau

bonblle He cYuTaeTcd, 4YTO 6I/I3H€C—J1I/Iﬂ,epbl He MOryT coBepuaTb owmnboK . HenorpewmmoCcTb
oTMeHAeTCA. PyKoBOAUTENIM TOXe ogn, U UM CBOUCTBEHHO oumbaTbcs.

B 1986 r. GE kynuna 80% Kidder Peabody Ha cymmy 600 mnH ponnapoB. 3Ta ownbka
obownacb MM B 1,2 MApA AONNApPOB. «S BO3Harpaxian jer 3a OWMBbKM, eC/iM OHMU
Tepnenu Heypayy B MOMbITKAX YTO-TO MPeANpUHSATb, — FOBOPUT [UKeK Y3anuy. — [NlaBHoe —
He 6e3aeNcTBOBAaTb U He 60ATbCA owWMBOK. 9 Mpenojaw WecTU4acoBOW KypcC B
KpoTOHBUNNE. YeTblpe U3 WeCTU 4YaCOB Kypca MOCBSAWEHb CTWUIK PYKOBOACTBA. S Bcerpa
rOBOPI JIIOASM: €C/IM Ball Ha4vaJbHUK MOr KynuTb Kidder Peabody wn npoBanutb BCe
npeanpusTUe, TO U Bbl MOXeTe CAeNnaTb He4yTo nofobHoe. 3TO BbICKA3blBAHWE MOABAANOCH
Ha obnoxke The wall Street Journal aeBsiTHaAuaTb pas. UTak, e€CAIM PYKOBOAUTENb
MOXeT NOCTYNUTb TakuMm 0bpa3om M nepexuTb 3TO, TO M Bbl NonyyaeTe cBobopy
AeNCTBUWA. BpsAa nun Bbl CMOXeTe cAeniaTb HeYTO Xyauwee, 4eM a».

Y3514 3asB/ifieT, YTO OH Co34aN Ky/bTypy, B KOTOpPOW MpoBasl MPUHUMAETCH Kak
NoO3UTUBHOE sIBNeHUe. «HakasaHue 3a HeyAauyu BefeT K TOMY, YTO HUKTO He
OCMe/IMBAeTCs 4YTO-TO MNpeAnpuHMMaTb», — CUYMTaeT OH. CnelyeT 06paTuTb ocoboe
BHUMaHME Ha BO3MOXHOCTb WMATWU HA PUCK U YYUTbCHA Ha owmbkax M Heyjpayax.

3TOT NOCTYyNaT Hawen NpPUMEHEeHME U B MNPOMbIWIEHHOCTU. [NaBHbLIA AAMUHUCTPATOP OAHOM
M3 BeAyumx Koprnopauun CUIA Bpyuyus CBOUM TOM-MeHeAxepaMm Harpazpl 3a Cambil Jy4ywuin
NpoBan. MpU OAHOW MbICIM 0O 3TOM Y MHOrMX OTBMCAET YenwCTb. MNoAOOHOE sABNEHUe
rOBOPUT O BAXHOM KYJ/ibTYPHOM MOBOPOTE B OTHOWEHMM K Heyjaayam, KOTopble ele roj
Ha3aj AOJIXHbl OblIM ObITb CKOpee CKPbIThl, YeM BO3HarpaxAeHbl.

B obwem, nonyvyaercs, 4TO Haubonee LLEHHbIA OMBLIT Mbl MOJNyvYaemM He Torpga, Korpa
npeycneBaem, a Korja COBepllaeM OWWOKU U MepexmBaem MpoBasibl. «BOJIbUWMHCTBO CaMbiX
BAXHbIX Bewen s y3HaN He BO BpeMms obydvyeHUs. 3HAHUA A noaydvyan 4vyepes3 Heyaauu u
yTpaTbl. 8 CTapaiCs YYMTbCA Ha HebonblWMx owMbKax», — FOBOPUT Yapnb3 X3HAM, aBTOp
KHUrM «The Age of Unreason». U OH He OAMHOK. BONBWMHCTBO M3 HAC YYWIUCb Ha
npoBanax, owmbkax U Heygadax. Ecam 6bl NpUCyxAanncb Harpagapl 3a Camble paHAMO3Hble
NMpoBasbl, KaXAOMY M3 HAC Obl10 Obl YTO MPEASOXUTb HA KOHKYpC.

OA4Ha U3 raseT bpuUTaHUM cCo3jana HeAesbHYI KONOHKY Moj Ha3BaHueM «Mosi camas
6onbwas ownbka». ITO 6bIO 3axBaTbiBawlee YTeHMe. MeHeaxep 3a MeHelXepoM
NMPU3HABAINCb B CBOUX YXaCHbIX OWMBKax. lMpuMeyaTesibHO, YTO BCE OMUCaHHble MPOBasbl
OTHOCMANCb K BeCbMa OTAa/IeHHbIM BpemMeHaMm (pacCKa3UMKM He MOrAM AONYyCTUTb, 4YTObbI
noan y3Hanum o6 Mx HeaaBHUX oWMBKax). HYKHO CKasaTb, YTO BO MHOMMX Clyyasx
MeHeaxXepbl Kak b6yATo cneumanbHO KO/NIEKUMOHMPOBA/IM CBOM Heyjauu, TakK Kak
CoBepléHHasA owmbka — 3TO YPOK, KOTOPLIA OTKMAAbIBAETCA B MaMATU Ha BCHO XU3Hb.

Mbl BCe MOrnuM 6bl HanucaTb NO MOAOBHOM CTaTbe. BO3MOXHO, UYTO 3TO U HYXHO PerynspHo
AenaTb. OAHAKO, XOTHA MNpoBanbl NOTPACAT HAC A0 rAybMHb Aywn, Mbl 3a4acTylw He
CTPeMumMcsa OTOWTM OT MPUBLIMHOTO CTUASA MOBEAEHWSI. Mbl He XOTWM BbiAENATbCHA, Aenas
YTO-TO He TaK. Mbl CTapaeMcs CMewaTbCA C Tonnon. CTpax npoBana — 3TO OCHOBHOM
WHCTUHKT, KOTOpbM B 6M3Hece MoXeT pa3pacTucb Ao thobuwu.

B opraHm3aumsax cTpax npoBafiia CTAHOBUTCHA WMHCTUHKTOM BbIXMBAHWUA. Mbl MPUXOAUM Ha
paboTy, Mbl yyumcsa paboTaTb, Hac ydyaT. Eciu Bbl HayHeTe paboTaTh 3a MpPUIaBKOM B
6onbiioM NpeanpuMaATMM PO3HMUYHOM TOProOBAM, BaMm NPUAETCA NOTPaTUTb LENblh AeHb Ha
npocMoTp Buaeoponuka (3To ropasjo AelleBsie U He TpebyeT 3aTpaT LEHHOr0 BpeMeHU
wTaTa MeHeAXepoB) O TOM, KaK Koprnopauus opraHu3oBaHa, O ee AOCTOMHCTBAaX U
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MeTodax paboTbl. MbiC/Ib XOpollasi, HO 3TO BCEro /vilb obime npeanucaHus. U3 HUX Bbl He
y3HaeTe, YTO MPOUCXOAUT, KOrAA 4YTO-TO UAET He TaK, KaK Hajao. XoTdA, ecau gena
NnomayT COBCEM HenpaBWIbHO, BacC MPOCTO YBOJIAT.

Y Apyroro npeanpusiTUs PO3HWYHOW TOProB/M Obia maes nosyduwe. OHAa COCTOSA/ia B TOM,

YTObbl MOMHOCTHLI NOrPYy3MTb HOBMYKOB B paboTy, AaB MM BO3MOXHOCTb B TeyeHMe Lenoro
JHS MOCMOTpeTb, Kak crieayeT paboTaTb C peasibHbIMM MOKynaTeNsMu. B AasibHEWWeM 3TO

nogorano KOMMaHWM COCTaBUTb MHEHME O TOM, HACKOJIbKO COTPYAHWUK MPUIroAeH ANs Takou
paboThl.

Decision Research, komnaHusa uM3 wrtaTta OperoH, M3y4awwas CTpaTerum MeHepXMeHTa,
NOCTPOEHHOIr0 Ha pucke, nNpuwna K BbIBOAY, YTO NAU C Gonblen BeposSTHOCTbI UAYT Ha
PUCK, eClin OHM BOCMPUMHMMAWT €ro Kak A0bpoBONbHOE pelleHMe, KOTOopoe, MO MX
COOCTBEHHOMY OLYLEHUID, OHW CMOCODOHbI KOHTPOAMPOBATbL U OTBETCTBEHHOCTb 3a KOTOpoOe
pacnpepeneHa MOPOBHY MexAy BCEMW YYACTHUKAMU MNpeanpuaTusa. WU HaobopoT, /AN MeHee
OXOTHO MAYT Ha PUCK, €C/M Yy HUX HEeT YBEpPeHHOCTUM B TOM, YTO OH Heobxoaum, K ecnu
OH pacnpejenieH HecnpaBeAsIMBO.

0byueHue

«Korga A nepecraw M3yyaTb YTO-TO HOBOE W HAYMHAKW MPOTUBOMOCTABAATHL Mpousioe
byayuemy, A He ABMrawcChb Bnepea», — FOBOPUT AXeK Y3n4. CerofHsAwHWe nuaepbl AOXKHbI
ABUraThCA Brepej U y4YUTbCA. DTO BejeT K CYUWEeCTBEHHbIM MepemMeHam U K eue 6osbumm
npoTMBOpEeYUNaM.

MHOrMM bM3Hec-nuaepaM MewwaeT MHEHMe, COracHO KOTOpOMYy ObyyeHuMe — 3TO NACCUBHbIN
BUL AeATeNbHOCTU. K TOMYy Xe GONMbWMHCTBO TOM-MEHeAXepOoB MNPUBBLIKAN AEMOHCTPUPOBATL
CBOW YBEPEHHOCTb, KOMMNETEHTHOCTb, a He b6eCnoKoMCTBO, HEYBEPEHHOCTb U YA3BUMOCTb.
BONIbWMHCTBO M3 HUX MPEKPACHO YMEWT MPOSBAATb CUIY U KpaWHe peiKo WUMenT
BO3MOXHOCTb WIWU XenaHue obCyxAaTb CBOWU cnabble CTOPOHbI C NIAbMWU, KOTOpbIE MOHUMAKT
X npobsembl, HO HUKAK He CBA3aHbl C HMMK MO AefaM bu3Heca.

ObyuyeHuMe — 3TO Bcerja puUCK, a PUCK AenaeT Hac yAa3BUMbIMU. Jlioan 609TCSA NPOABUTL
HEKOMNETEHTHOCTb, MOTepPATb NINLO, YTPATUTb KaKMe-TO BO3MOXHOCTW WU MPOCTO
noHecTuU noTepu. WU B pe3ynbTaTe pa3BUBaAeTCA TO, YTO TOYHO 0BO3HA4YeHO KaK Mud
HeysA3BUMOCTU Nuaepa. WUrHopupys onacHble CUTyauun, PyKOBOAWUTENb HayMHaeT BepuUThb,
YTO OH Henobeaum.

JleNMKaTHbIA CTWUIb YNpaBJieHUs

ABTOpPUTApPHOE PYKOBOACTBO Cebs U3XUNO. «Ham MpUXoAUTCSA O0CBOBOXAATbCHA OT
HavyaNbCTBEHHbIX MaHep. Mbl MpaBUM 3a CYET HAWWX WUAEN, a He C MOMOWbK XJbICTA U
uenem», - roBopuT [XeK Y314, MacTep Ae/IMKATHOrO PYKOBOACTBA. OH HanpaBnseT. OH
obcyxpaeT. «AMpeKkTopa AOMKHbl ObiTb HAaCTAaBHMKaMM. OHM J0/XHbB 0byyYyaTb CBOMX
MEHeAXepoB. MM HYXHO MOMOraTb MOAYMHEHHbIM Pa3BMBATbCA, — CUYMTAeT EpalieH YepHeTT,
OCHOBATEe/Nb U MUCNOMHUTENbHbIN AUPEKTOP AKaAeMUU Ans pPyKOBOAUTENen. — YMeHue BAUATH
Ha paboTHUKOB — 3TO CamMoe BaxHOe WCKYCCTBO AN TeX, KTO HaXoAUTCSA HaBepxy. beaa
B TOM, YTO ANIS MHOMMX TWUMN TaK Ha3blIBAEMOIrO MAMKOro CTWIS PYKOBOACTBA COBEPLWEHHO
Henpuemnem. WHOrga Ham NPUXOAUTCS [Aaxe MACKUPOBATb €ro noj BWUA TPEHWHra WU noj
peuenTbl NMUAEPCTBA OT CaMblX YCMeWHbIX aAMUHUCTPATOPOB> .

BoBneyeHne COTPYAHUKOB

JIXeK Y3/14 roBOpuUT: «$5 HajewCb, Bbl MOHMMaeTe, 4YTo 6bu3HeC - 3TO Uenb MPOBAJIOB U
oumboK. I3TO HeBenMKas Hayka. Bce aenawT owmMbku. 3TO HenpeacKa3yemo, KaK yaap no
MAYY. HMKTO He 3HaeT eIAMHCTBEHHOW CeKpeTHOM (GopMynbl ycnexa. M ecnm y Hac M ecTb
KakKon-TO ceKpeT, TaK 3TO TO, UYTO Mbl BE€puUM B TO, UYTO HYXHO BOB/ieKaTb B UIrpy BCex
pPaboTHUKOB. HUKTO He JoJiXeH M3bexaTb 3TOW Urpbl. Mbl paboTaeM Haj 3TUM KaXAbli
JeHb. B pe3ynbTaTe nobega B urpe Aenutcsa Mexay OONbULIMM YUC/IOM YUYACTHUKOB» .

Y314 - MacTep BOB/IEYEHUN CBOUX COTPYAHUKOB B — WCMONb3YA XapProH MeHeAXepoB —
byayuee GE. [NlaBHbIM 3/IEMEHTOM 3TOW paboTbl ABNAETCA BbipaboTka nporpammbl, KoTopas
aaBana 6bl paboTHMKaM Kak NpaBo ronoca, 3a4acTylw NepBbiM pa3 B UX XU3HM, TakK U,
camoe rnaBHOEe, BO3MOXHOCTb ObiTb YC/bIAHHbIM.

UcTokM nporpammbl Work-out

Pa3paboTka 3ToW nporpammsl GE CHMCKana anjioAMCMeHTbl KOpNopaTMBHOIMO coobuwecTBa Kak
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WHHOBALUMOHHAA uaed. B AeNCTBUTENbHOCTU, MNOAOOHO OOMBUMHCTBY WAEN MeHeAXMeHTa,
3TO TO CaMoe HOBOE€, KOTOpOe HAa CaMOM Jefle XOpowo 3abbiToe cTapoe. B AAHHOM ciy4ae
peyb naet o6 maee akTuBmlaumm obydeHus (Action Learning). OTa uaea - AeTwuue
OpPUIrMHANBHOIFO OPUTAHCKOrO akajeMuMka Pejxa PeBaHca. PeBaHC CO34an NpoCTyH
thopmyny:

L=P+Q, rae

L - obyuyeHne (learning) — NPOUCXOAUT C MOMOUbH KOMOUHALUW MPOrpPaMMHbIX 3HaHUA (P
- programmed knowledge) u BO3MOXHOCTW 3aAaBaTb OTKPOBEHHble BOMpochl (Q -
guestions). Mo MHeHWW PeBaHca, «CyTb WAeM aKTUBU3aALUN OByUYeHUA CBOAUTCHA K TOMY,
YTOObl BbIAICHUTbL, YTO MOXET ObiITb CAENaHO B MpUHUMNE, M NPOCNeAUTb MNPUYMHbLI, NO
KOTOpbIM MOXeT ObiTb MpeAnpuHAT TOT WAM APYrOW wWwar, a TakKxe MOC/NeACTBUA 3TUX
DEeNCTBUN» .

B TO BpeMsi KaK MporpammHble 3HaHUSA — 3TO HeYTO MocC/efoBaTe/ibHOE U XeCTKO
YCTAHOB/IEHHOE, BO3MOXHOCTb 3aJaBaTb BOMPOCHl OTKPbIBAET HaM Apyrue rpaHu
peanbHOCTU U faeT BO3MOXHOCTb CBODOOAHO pa3MblwifATb. PeBaHC FOBOPUT O TOM, 4TO
obpa3oBaTesibHble yuypexAaeHus AalT (UKCMPOBAHHbIE, 3aNpOorpaMMMPOBAHHbIE 3HAHMSA,
BMECTO TOro 4Tobbl MoowpsTb CTYAEHTOB YYUTbCHA CTaBUTb BOMPOCH M CBOOOAHO
paccyxiaTb O npeameTe.

CTPYKTYPHO CBA3aTb 3TU ABa 3J1IeMeHTa MOXeT Hebonbwas rpynna wiM KOMaHAa
eIVHOMbIWIeHHUKOB. [l0 3TOMYy noBoAy PeBaHC nuuweT B CBOen KHuUre «Action Learning»:
«UeHTpanbHaa uaed TAKOro noaxoaa K pa3BUTUIO JIMMHOCTU HA BCeX YPOBHAX, B No6bIX
KynbTypax U ans nwobbix Lenen COCTOUT B cieaywiueM — obyyeHue B rpynnax u Hebonbumx
KOMaHAax ToBapuillen M eAMHOMbILIEHHUKOB npejanosiaraeT, YTO OHM He TONbKO BMecTe
06%HamTCﬂ, HO M y4yaTca Apyr y pApyra, pa3jenss npu 3TOM KakK CBOW Heyjaayu, TakK u
nooeanb» .

AKTUBMU3AUUSA OBy4YeHUss — aHTUTe3a TPAAULMOHHOW (topme noaxoda K oby4deHuo
MeHeAXepoB. PeBaHC Aafiee NUWET: «Bbl AOJIXHb CTPEMUTbLCA MOHMMATb nNpobnemsl Apyr
Apyra u pa3BuMBaTb YYBCTBO OTBETCTBEHHOCTW APYr 3a Apyra C MoMoubl paboTbl B MasibixX
rpynnax». O6wupHble rpaHuUbl MOHATUA «aKTUBHOE ObyyeHuMe» U SKJIeKTUYHbIe pPacCyXAeHus
PeBaHCa JawT OCHOBaHWE MnpeanonaraTb, 4YTO ANA pac NPOCTpaHeHMs 3Toro cnocoba
obyuyeHus noTpebyiTcA (yHAAMEHTaNbHble U3MEHEHUS B YE/I0BEYECKOM MbIWIEHUN. OAHAKO
MMEeKTCA onpeAesieHHble OCHOBAHUA MNpPeAnosioXUTb, YTO AKTUBHOe obyyeHue npuobpeTteT
nonynsapHoCTb. Cpean Tex, KTO ero noAjepkuBaeT, MOXHO Ha3BaTb JiopAaa BaWHCTOKA W
c3pa NMuTepa Napkepa. Mporpamma GE Work-out - 3To oAHAa U3 HOPM AKTUBHOIO
obyyeHMsi. OHa MCNONb3yeT HeboNblMe AKTUBHbIE FPYNMbl ANA peweHus crneumhuyeckKmux
npobnem — npu 3TOM MNpeanosiaraeTcs, YTO YJeHbl 3TUX FPynn COBCEM He obsA3aTesibHO
0CO3HaT, 4Yyemy uUx obyyaiT.

Pe3iomMe: YyuTecb M pykoBoauUTe

e YenoBeyeckun GakTop. Obpawaschb K ynpaBnswwmm CBOMX (Habpuk, NpPOMbILIEHHUK
NeBATHaALaToOro cronetus PobepT OysH cKa3an: «MHOrMe M3 BaC 3HAKWT O NpeumyllecTBax
paboTbl XOPOWO HANAXEHHOrO0 MeXaHM3Ma MO CPABHEHMIO C PYYHbIM TpyAoMm. MoaymanTe -
eC/ MallMHbl, Tpebywupme TWATENbHOMO yXoja, MNPUHOCAT BaM TaKyw 60nbllyl Bbirogy, TO
noyemy 6bl HE OTHOCUTHLCA C TaKWMM Xe BHMMAHMEM M K JIOASM — Befb cam no cebe
yesioBek ropasno bonee coBepweHHOE CO3AaHME, YEM MaWMHa». YenoBevyeckun hakTop
ABNSAETCA LeHTpasibHbIM B N06OM CTune nuaepcTBa. OpraHu3aums, MoTMBaUMA U 3arpyska
paboToN KaxAoro COTPYAHUKA SABNAETCSA OAHMUM W3 BaXHbIX MOMEHTOB pPaboThl
PYKOBOAUTENSA. Y [XeKa Yan4ya HeT npobnemM C 4yesrioBeYeCKUM (GaKTOpPOM.

e Hukorpa He nperamaﬁTe yunTtbCcA. C3p YMHCTOH Yepuunab roBopun: «54 BcCeraga roTtos
Y4YNnTbCA, XOTA MHe He BcCerja HpaBUTCA, Korga MeHA noy4dyawnT». O6yqume cerogHs
ABNSIETCA COCTABHOM 4YacCTblo pykoBoaCTBa. PyKoBoauTenb, KOTOpHﬁ He CTpeMnuTCA
O6yHaTbCH, He BbIXUBET.

o OnpeaensAnTe HanpaBjieHWe U BbiICTPAMBANTE NPUOPUTETHI. JIMAepy HeobXxoAuMO MATU Ha
pa3yMHbIl pUCK. OH (MM OHA) JONXEH OonpeaensATb AO/TrOBPEMEHHble MepCcneKTUBbI
CYlUleCTBOBAHUA OPraHU3auun. PYKOBOAUTENb AOJIKEH TaKke OblITb B «KOHTAKTE» C
COTPYAHUKAMKU CBoOeln ¢wmpmbl. BCcerpa CywecTBYeT OMacHOCTb YBA3HYTb B KAaKUX-TO
MENIKMX, He3HAuMTesbHbIX NpobnemMax opraHM3auuuM WAM, Kak Apyras KparhHOCTb, NonacTb
B M30MAUMI0. KaK-TO lMaposibAa MakumuanaHa CnNpocwuiv, 4YTO SIBASETCSA CambiM TPYAHbIM B
paboTe npembep-MUHUCTPA. «COBLITUSA, MOW MaJibuMK» — TaKOB ObUl OTBET.
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B npownoMm npeanofaranocb, 4TO TOM-MeHeaxep AONXeH O6bITb MOMHOCTbI MOrpPyXeH BO BCe
acnekTbl AeATEeNbHOCTU KOMNAHUW. BpemeHa M3MeHWIUCb. PobepT Xaac, Npe3uaeHT u
reHepasnbHbii AUPEKTOP KOMMaHuM Levi-Strauss, roBopuT: «EC/IM BawM COTPYAHUKU
LENCTBUTENBHO 3Ha4yMMbl U SABAAKTCA KJIOYOM K ycnexy ¢wupmbl, To paboTa MeHeaxepa
COCTOUT B TOM, 4YTObbl MOMOraTb 3TUM PabOTHMKAM. 3TO, KOHEYHO, WAEeT Bpaspes C
TPAAUUMOHHbIM NPeACTAB/EHUEM O MeHeAXepe KakK KOHTPOJMpyWlWeM opraHe KomnaHuu. B
NPOWJOM CYUTANOCb, YTO MeHeaxep AONIXeH 3HaTb BCe, 4YTO MPOUCXOAUT B tuUpme, U BbITb
rnyboko BOBMEYEHHbIM B AEATENbHOCTb BCEX CBOUX MOAYMHEHHBIX> .

PykoBOAMUTENb, Takum obpa3om, 3ajaeT TOH, paccTaBfsieT MPUOPUTETHl U MoAaeT JINYHbLIA
npumep. «XBOCT ClieflyeT 3a roJioBoW. ECnu rosoBa ABUXeTCS bBbicTpee, TO U XBOCT
noAfepxuBaeT 3a[aHHbIA Temn. WU ecnu ronoBa 3amepnsieT ABUXEHWE, TO XBOCT
HenpeMeHHO MOHUKHEeT», — TaK BbICKA3bIBAETCSA SAMNOHCKUA MPOMbILIEHHUK KOHOCYKe
MauycuTa.

o He 6oMTecb nepemMeH. «PyKOBOAUTENb AOJSIXKEH NMOMOYb CBOUM COTPYAHMKAM YBUAETb, 4YTO
NoA HUMW TOPUT 3emNs, — [Jaxe ecln MJaMeHu elje U He BUAHO. Mpolecc nepemeH
HayMHaeTCsA TOrAad, Korjaa COTPYAHUKU PEWaT Cepbe3HO OTHECTUCb K 3TOMY MaMeHu wu
CNpaBUTbCA C HUM. BaM HeobxoAUMO onpenennTb, B YeM COCTOUT PeasibHOCTb, 4YTOObI
3HATb, YTO Xe BaM CTOUT WU3MEHUTb», — FOBOPUT JIappu Boccmam u3 AlliedSignal.
PyKkoBOAMUTENb — 3TO MPOBOKATOp, pa3iyBawwWui njiams MNepemMeH U MnoATasKuBawwWun
COTPYAHUKOB K HOBbIM BpeMeHaM. «PYKOBOACTBO NpejnonaraeT CTPeM/ieHMe K MepeMeHaMm.
3To nepBocTeneHHasa (YHKUMA Auaepa», — FOBOPUT [XOH KOTTep M3 BU3HEC-IWKOJbI
rapeapaa.

o Co3jaBanTe 3aBTpaAWHUX NMAEPOB. Panbth Helaep roBopus no 3TOMy MOBOAY: «OCHOBHAs
(OYHKUMA PYKOBOACTBA - PacTUTb He CTONbKO MOCneaoBaTenel CBOEro Aefna, CKOMbKO
NMAEpPoB». M, KakK Mbl yxe BuUAENU, [KeK Y3Nn4 TpaTUT MHOIMO BPEMEHU U JEHEr Ha
NoAroTOBKY M pa3BuTue Byayuux NUAEpPOB.

fnaBa 7 He HaAO YC/IOXHATbH

«[NA Hawen KOMMAHUM OYEHb BAXHO, YTO BCE ee MeHeAxepbl PaboTawT KAk HacTodAume
nvaepbl, AEMOHCTPUPYS CNOCOBHOCTb 3(GPEKTUBHO YNpPaBAATb KAaK BHYTPEHHWMU, TaK WU
BHEWHUMU CBA3SAMU KOMMAHUW>» .

JNopa, Mapwann, rnaea British Airways

ByAb npoue

«ByAb npouwe» — 3TO OYeHb MNOJIe3HbIN MNPUHUMN, OCODEHHO B MeHeAXMeHTe, rAe MOCTOSAHHO
LApuUT NyTaHMUA W HeNenoCTU PacTyYT KaK CHEeXHbld KOM. [KEK Y314 MMEHHO Tak W
JeuCTByeT. «JTO BeAb He pakKeTOCTpPOeHMe; Mbl C Bamu BbIOpanu OAHY M3 CambliX MPOCTbIX
npopeccun B mMupe, - FOBOPUT OH. — BONBWWHCTBO KOMMAHMWA MWPOBOIrO Macwtaba wumetoT
YTO-TO OKOMO TpPex WAM YeTbipex HACTOAWMX KOHKYPEHTOB, M BCE OHM MNpPEeKpacCHOo
M3BECTHbl. YNpaBaAaTb OBU3HECOM COBCEM He C/IOXHO. BaM He HYXHO AefnaTb BblbOp U3 ABYX
TbICSIY BapUaHTOB peWeHns».

MHOrMe MOryT C HMM He COrnacuTbCA. ANA HUX MEeHeAXMEHT U bu3Hec, MNO-BUAUMOMY,
yXacawlle C/0XHbl. HO Yany obnajaeT yAMBUTENbHOMW CNOCOBGHOCTHI YNpowaTb C/OXHOE.
3Ta CNocobHOCTb K YMNPOWEHMA pacnpoCTpaHAeTCAa U Ha 0671acTb KOMMYHWKauuu. B
npeacTaBNieHUN [IXOHA Y3n4ya, B COBPeMeHHOM bulHece obueHue He sBnseTcsa 6osble
XECTKUM (opMasbHbIM NpoueccoM. MNpouecc obweHus CTAHOBUTCA AMHAMUYHBIM, AKTUBHLIM M
HeNnoCpeACTBEHHbIM. «ECAU Mbl MOXEM YTO-TO YNPOCTUTb, Mbl ynpouwaem. MOTOMYy 4TO Toraa
Ham nerye obwaTbCsA C COTPYAHUKAMU. PaBOTHUKU yNnaBAMBAWT, Ye€ro OT HUX XOTAT, U
NPUHUMAKNT AaKTUBHYW POJib B Mporpamme», — FOBOPUT [OXOH Kaxwuin, reHepasibHbIN
AVMPEKTOp KOHrnomepaTta BTR.

HenocpeACTBEHHOCTb TAKOr0 POAA OYEHb BaxXHa AJA YCNEWHOro obuweHus. [xeKk Yany
BCerja BblpaxaeTcss MPOCTO. JlonaTa ecTb JionaTa, KakK ee HU Ha3oBellb. «Y3JY
pacckasbiBaeT, YTO MaTb Hayyuna ero Tpem BaxHbIM Bewam: obwaTbCs YNCTOCEPAEYHO,
CMOTpPeTb B JIMLLO PeasibHOCTU U YyNpaBaATb CBOeN COBCTBEHHOM cyabbon» - Tak nuweTt
IxaHeT Jloy B KHure «Jack welch Speaks».

Y314 He U3bACHAETCA HA XaproHe MeHeaxepoB. OH FOBOPWUT HaNpsAMMK. BbiICTynasa Ha
exerofiHon KoHthepeHuMn TOon-meHepxepoB NBC B 1987 r., OH cKasan: «Mbl HamepeHbl
XAaTb OT BaC pocTa AOXOAOB KaxAblh roj. W Heyero noxumaTb nineyamud. TakKOBbl NpaBuna
BbIDPAHHOIO MyTW.. Bbl B3SIM Ha cebss OTBETCTBEHHOCTb 3a COOCTBEHHYW Cyabby. ECAM Bbl
3TO He caenaeTe, TOrAaa Mbl caenaem».
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MocToAHHO obuwanTech

JxeK Y314 obwaeTcs NOCTOAHHO. OH FOBOPWUT WU NUWET. OH 3HAeT, YTO HECKONbKO ero
Hepa3bopumMBO HAMUCAHHLIX C/IOB MMEKT OrPOMHbIA CMbIC/T — HanpuMep, 4YTO 4YeNioBeK, K
KOTOpPOMY OH obpawaeTcs, ABNAeTCA 3HA4YMMOM (GUIYpoOW. Y314 4acTO NOBTOPSETCHA, Kak
KaHAMAAT B MPE3UAEHTbl, KOTOPbIA B CBOMX KPATKUX BLICTYM/IEHMAX TBEPAMT OAHO U TO
Xe, 4uTobbl ero uaeu AOCTUMIM aapecaTa. HO Y3N4 HMKOrAa He KAaXeTCH CKYUHbIM.

Nepcu bapHeBUK U3 ABB yTBepxpaeT, 4YTO TpaTUT Jivllb OAHY AECATYHW 4YaCTb CBOero
BpeMeHMN Ha onpejeneHune cTpatermm, a BCce OCTa/ibHOe YyXOAUT Ha O6LL|eHVIe. Takoe
COOTHOlWeHne cBupeTenbCTBYEeT 06 OrpoMHOM 3Ha4YeHUNn KOMMYHUKaUUn B busHece. 3TO He
nOTBOPCTBO CBOUM XeJlaHMAM U He pa3BjiedeHune, a HacylHaA HeobxoaAnMOCTb AN siwboro
mMeHeaxepa B nobon CUTyauun. Y34 nocesAlwaeT 3TOMY 6OJ'IbLI.IyI0 4aCTb CBOero BpemMeHu.

B 1987 r. Yanuy roBopun COTpyAHMKaM GE: «Tenepb Bbl 3HAaeTe, UYTO He fABNAeTCH
MOJIHOLLeHHbIM OblleHneM. OblleHMe — 3TO He MPOCTO MPOU3HECEHWEe peydn WU MPOCMOTP
BUAeoKacceTbl. DTO He 3aBOACKas raserta. PeanbHoe obuweHne — 3TO obMeH MHeHUsAMMU,
3TO CaMbil MHTEPAKTMBHLIA NMPOLECC U3 BCeX CyWeCTBYWWMX. OH TpebyeT KONOCCanbHOIO
Ko/inyecTBa BpeMeHU, MPOBOAMMOIO C YeJIOBEKOM C rjia3y Ha rna3. Mpu obweHun cnywaTb
BaXHee, 4YeM FOBOPUTb. DTO HENpepbiBHbIM, MHTEPAKTMBHBLIM NpoLEeCcC, HanpaB/leHHbIA Ha
LOCTUXEHME COrnacmsa».

Mo MHEHWKW Y3n4ya, obuweHMe - 3TO OYeHb JIMYHOCTHBIM Mpouecc. OH MpPU3HaeT, 4YTO OAMH
C/ly4YamlHbi pa3roBOp MOXeT ObiITb 6ojsiee LEeHHbIM, YeM HeCKOo/SbKo ab3aueB B
WHOOPMALMOHHOM OlonileTeHe KOMMAHUKM. «O0bWweHne - 3TO HEeOTbeMSIEMbI 3/IEMEHT pPosu
pyKoBoAUTENs. S 4acToO pa3roBapvMBaw C MHXeHepamu, NUAOTaMM, KOMaHAAMW CaMONIeTOB U
KMeHTamu. EC/M YfieH KOMaHAbl camosieTa FOBOPUT MHEe, YTO KaKOW-TO MacCcaxup 4Yem-To
HelloBOJIeH, i 0b6si3aTeNbHO MOroOBOPW C HWUM», — FOBOPUT C3P KOJMWH Mapwans.

JXeK Y34 He TO/IbKO FOBOPUT, OH yMeeT M cCiaywaTb. ObuieHue — Kak TpebyeT nporpamma
wWork-out — JBONXHO 6biTb ABYXCTOPOHHWUM. «Xapu3amMaTUYeCKuUh nuaep, B
NPOTMBOMOJIOKHOCTb PACNPOCTPAHEHHOMY MHEHMWI, BOBCE He ABAAETCHA 3a/0roM ycnexa
KOMNaHUM. HaobopoT, LEHHbIMA CBOMCTBaMU Nujepa ABNAKNTCA He TONbKO yMeHue bbiTb
NPAMbIM U pelMTesbHbIM, HO U yMeHMe C/ywaTb. OYEeBUAHO, UYTO KAavyecTBO — 3TO
abconwTHaA KaTeropus, KOTopas He ABNSAETCA NpeaMETOM Topra, U 4To 06CAyXMBaHUIO
K/MEeHTOB OTAAeTCA NPUOPUTET. B TO Xe BpemMs PYyKOBOAWUTENb He TONbKO BAOXHOBASAET
COTPYAHUKOB Ha pa3BuTMe nydyumx Gopm paboTbl, Ha ynydyweHWe KayecTBa, HO U aKTUBHO
NPUCNYUWIMBAETCA K MHEHMI0 CBOUX PabOTHUKOB, MPMBNEKAET 3HaHUA W ONbIT WTaTa
paboOTHMKOB Ha BCEX €ro YPOBHAX». DTO 6bil OAWH M3 BLIBOAOB [AXOpAXa BUHHES, KOTOpbIN
npoaHann3npoBas nporpaMMbl KadyecTsBa 46 KoMnaHui nNo BceW EBpone. TOAbKO eCnu
MMeeTCs B3aWMHbIM KOHTAKT, MPOLECC MOXeT b6biTb onpeaeneHHO Ha3BaH oblWeHWEM.

Takoe ABYCTOpOHHee oblleHWe BaxHO AfA peanusauuu fwbor noaobHOM MporpaMmbl.
yyacTue, AOBEPUTENIbHOCTb M 3HTY3Ma3M — BCe BpalWlaeTCs BOKPYr obueHus.

NMpaBuaa Urpbl obueHus
rypy KOMMyHMKauuMu XawHuU, o/fiAMaHH onpejensieT MacTepCTBO OOWEHUS Kak:

e YMeHMe NOoCTaBWUTb cebs Ha MeCcTOo ApYyroro. MeHejaxep AOJIKEH MOHATb 3Ha4YeHue u
CMbIC/1 TOFO, YTO €My FoBOPAT W YTO AENANT ero Kosiern, COTPYAHUKWU, cCiayxauue,
K/IMEHTbI, U BoobUWE MOHMMaTb WMX MOBejAeHMe. HO CNOCOBHOCTb COYYBCTBOBaTb, CTaBUTb
cebsi Ha MeCTO Apyroro, NOHUMaTb JIWAEN PE3KO CHUXAeTCHA, KOorja MeHenxepbl BbIHYXAEHbI
AeNCTBOBATb 3a NpejesaMM CBOEN MepapxXuUyecKom uUMnepumn.

o EC/IM MeHeaXepaM NPUXOAUTCA NOAAEPKUMBATb OblleHMe B CMellaHHbIX Fpymnnax, OHU
JOJUKHbI HAWTU, YCTAHOBWUTbL M BbIpa3uTb 0bOWMMA 3HameHaTeNb AN FPYNMbl, C KOTOPOW OHU
paboTawT. WX 0683aHHOCTb — CO3AAaTb €AUHCTBO, COJNAAPHOCTb B KOMNEKTUBe. Mpwu
BO3pacTawlwen UHTepPHAUMOHANU3AUUN Pa3NYUA B KYNbTypax CO3AaNT ewe bonble
TpyAHOCTEN B CO3A4aHWM MOAOOHbLIX 06si3aTeNnbCTB U 3hhEeKTUBHOro obueHus. OAHAKO
CTPOUTb TaKMe B3aAUMOOTHOWEHUS HeobXOoAUMO.

o 3ambicen u ybexaeHue. ECIM pPyKOBOAUTENb He yMeeT ybexaaTb, TOrAa He MOMOXET U
CNocobHOCTb CTaBUTb ceba Ha MecTo cobeceaHuKa. MMNynbC K AeNCTBUIO OCHOBLIBAETCSH
Ha CO3AAHWM CUJIbHOIMO MNOChUIAa, MCXOASWEro OT /iMAepa, CNocobHOro BAUATbL Ha MHEHWUe
LPYrUX. YMeHue MnoCTaBUTb Ccebs B MONOXEHWe APYroro M 3ameicen He obsizaTesibHO
JOMKHbl COBMNAAAaTb, TOYHO TaK Xe, Kak OHM He 0bA3aTeNbHO ABTOMATUYECKWU
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NoAencTBYWT, eCin obpa TUTbCSA K MOMOWW BbICOKMX TEXHOMOrMM. Ha camom jefie ecTb
OMNACHOCTb, YTO BbICOKME TEeXHONOrMM NPUMBEAYT K MOHOMOrY, TaK Kak MeHeaxeps byayT
OXOTHEe MCNOoNb30BaTb pPa3Hble TEXHO/OMMYECKME YIOBKM, YeM BO3MOXHOCTb 0bleHus C
ayauTopuen. Tak, MHOro4yacoBas AEMOHCTpAUMA CNANAOB FAYWWMT WUHTEpecC ayAuTOopuu.
Jloka3aHo, 4YTo obuweHue nuMuom K nuuy Ha 90% 3hdheKTMBHEE NO CPABHEHUIO C HAMUCAHHbIM
WKW HaneyaTaHHbIM ObpaleHneM.

NMONOXUTENbHbIN KOHOAUKT

«TaMm, rjae ecTb XejaHue yuuTbCsA, obA3aTenbHO ByayT crnopbl U pa3Hoobpasme MHeHUN;
Belb MMeTb CBOE MHEHMe W 3HaTb, KaK AeWCTBOBaTb, — 3TO He OJHO M TO Xe», — Mnucan
AHMIMACKUA NO3T [XOH MUNTOH. MpU OrPOMHOM AMana3oHe BapuMaHTOB Bbibopa U
OrpaHMYEeHHbIX CpeAcTBaX MX peanu3auuu, KOTOPbLIMU Mbl pacrnosiaraeM, Hecorjacue
ABNAETCA Hen3b6exHbiM M jaxe HeobXOoAUMbIM.

NMoka [XeK Y314 BK/AAbIBAETCA B JIOAEN, €My He Ipo3UT OMacHOCTb CTaTb
PYKOBOAUTENEM, KOTOPbIN BOUTCA KOHDOPOHTAUMM. OH He MnoAy4un 6bl Npo3Bulle HEeNTPOHHBIN
[keKk, ecnu 6bl Obln MAMKMM U A0OPOAYWHBIM YesIOBEKOM. B AEWCTBUTENIbHOCTU OH He
nepeHoCUT TYNULL U BeCbMa HeTepnenuB, €CiU pe3yNbTaT MO KAKOW-TO MPUYUHE He 6bln
JOCTUIHYT BOBpeMsi. OH MOCTOSIHHO MOHYyXAaeT JioAend ABUraTbCsA Bhepen, Aaxe ec/in UM
3TO He HpaBMUTCH.

WHTepeCcHO, 4YTO Y3n4 co3aan B GE KAMMAT KOHCTPYKTUBHOW KOH(pOHTauuwm. Mporpamma
work-out uenukom cTpounacb Ha TOM, 4YTOObl noan He 6OANNCH CTaNKMBATbCA C
npobnemon u BCerpa CTPEMUWINCb HaWTU ee peweHue. Ero Bepa B fogen U B npsimoe
obweHne 03HayaeT, YTO OH XenaeT BbICNYWMBATb BO3PAXEHUS CBOMX COTPYAHUKOB, Jaxe
€C/IN OHU He COorjaacywTca C ero CobCTBEHHbIMM MPeACTABAEHUAMM O TOM, 4YTO HAAO
penaTb.

«MoyeMy Ha 3TOM COOPAHUM HET HUKAKOrO0 KOHOAMKTA? ECAN HET CTOSIKHOBEHWUS MHEHWUN,
3HAUYMT, YTO-TO He TaK», — 3aABWI MaWKN DNCHep M3 Disney Ha KOHpepeHUUU CBOUX
TOM-MeHeAXepoB. B Ae/IOBOM Mupe, rhe uapuT NOCTOsiHHash HeonpejesieHHOCTb, MpebbiBaTb
B COMlacMu o3HayaeT TOMNTATbCA Ha MecTe.

B MeHeAxXMeHTe, rjae BcCerjga CyluecTByeT onpejefieHHOe HanpsxeHne MexAy pPeasibHOCTbH -
TeM, UYTO yXe YCTOSJIOCb U MPUHOCUT pe3ynbTaT, U NepcrnekTUBOW — Hekum bonee
BbICOKUM MOJIOXEHUEM, KOTOPOIrO MOXHO AOCTUIHYTb, €C/JU MOWTU Ha ONpenesieHHbIA PUCK,
nuAep HOBOIrO TuMa AOJIKEH LesieHanpaB/ieHHO UCKaTb 006/1acTv KOHGIMKTA. MeHeaxep
roBOpUT «Aa», a 3aTeM yXe ChpaluMBaeT «MNo4Yemy?».

CTpem/ieHMe K HeonpeAeseHHOCTU MPOTMBOPEUYUT CaMOW Hawewn npupoae. Mbl UCMbITHIBAEM
NoTpebHOCTb B YBEPEHHOCTU TaK Xe, KaK KAHAMAAT B NpPe3uieHTbl — B
npecc-kKoHpepeHUMsax. ITO, MO KpamHen mepe, BEpPHbIN MYyTb K XeJaemMoMy pe3ynbTaTy.
TBOPYECKUN MOWUCK, CTpPemsieHne K HeonpepereHHOCTU U KOHMPOHTAUMW OnmacHbl U He
BCeraa npusTHbl, HO TOJIbKO OHM MOTYT NpPMBECTU K Mporpeccy.

B CBOeM WUCC/efoBaHUM Puyaph MacKalb HATOJNIKHYJICA Ha 3aKOH M3 o0bnactn KnbepHeTUKW,
M3BECTHbIM KAaK «3aKOH HeobxoauMoro pasHoobpasusa» (the Low of Requisite variety).
3aKOH rnacuT, 4YTo Ana nboro opraHuM3Ma, KOTOpPbIM AO/XKEH adanTMpoBaTbCsa K
3KCTPEMasibHbIM YC/IOBUSAM OKpyXawlen cpenbl, HeobxoamMmo «pa3Hoobpa3suve». ECAU Bbl
coKkpauaeTe «pa3Hoobpa3ve» BHYTpu cebsi, Bbl CTAHOBMTECb YS3BMMbl U HE MOXeTe
CNpaBUTbCA C TeM «pa3Hoobpa3mem», KOTOPOE NpPUXOAMUT U3BHE. «Kak Xe pa3Hoobpasue
NposiBNSeTCA B COUMANIbHOW CUCTeMmMe? — crnpawuBaeT Mackaib. — OHO MpPoOSABAAETCA Kak
OTKJIOHEHME OT HOpMbl WNW, APYrUMKM CNoOBamu, B BUAE KOH(AMKTA. Mpobnema B TOM, 4YTO
6ONbIWMHCTBO KOMMAHMMA HE PACMO/IOKEHbl K KOHGIMKTY. [N MHOMMX NPeAnpuUsTUA KOHOIMKT
accouMmpyeTcs C MNOAPLIBOM ABTOPUTETA, WCMOPYEHHbIMA OTHOWEHMAMU U BHYTPEHHUMM
BOMHAMW. Pa3HOrnacusi 4acTo OWMOOYHO MOHUMANTCHA KaK WMHAMKATOPbI HEMNPaBW/IbHOIO
yrnpaefieHmsa. ®OKyC COCTOUT B TOM, 4YTObBbl HayyuTbCSH CNOPUTb, HE pa3pywas Xopowux
OTHOIUEHMI, M MCNOMb30BAaTb PA3HOM/aCuMA KaK CpeiCcTBO NMOCTAHOBKM BOMPOCOB U
COXPaHEeHUA OpraHu3aumm B COCTOSAHUU ,,MOCTOAHHOW FOTOBHOCTMU».

Ha pene, cuyuTaeT llacKkanb, Koraa Ha npeanpuaTumM BO3HUKAET KOH@HMKT, 50% BpeMeHu
yYXO0AUT Ha TO, yTOobbl KAK-TO CMArYMTb €ro unu NPOCTO OT HEero yumTtwu.

Ewe 30% wmaeT Ha 6e3pe3ynbTaTHble Cnopbl, U TOoNbkKo 20% AT UCTUHHYI KOHPPOHTALMUIO U
NONOXUTENbHBIA pe3ynbTaT. «MpPOHWS B TOM, — 3ameyaeT [ackalb, — YTO OMACHOCTH,
KOTOpPYl BCe OlWYyWawT, HO O KOTOPOM HUKTO He FOBOPUT BCAYX, ropasfno CuibHee
NnoApbIBAET CWUMbl OpraHu3aumm, 4Yem OnacHOCTb, KoTopas Obia Ha3zBaHa no MmeHu. C
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TaKoW OMaCHOCTbI YXe MOXHO bopoTbCsA». [pyrve aHaUTUKWU, Takue Kak MaHbpen KeTc
Je Bpue n3 INSEAD, TOXe YNOMUHaWT O noaobHoMm deHomeHe. B 1993 r. B cCBOel KHure
«Knowledge for Action» Kpuc Aprupuc u3 rapeapaa UCCAeAoBas UCTOKU MEXSNYHOCTHbIX
npobnem B OAHOW M3 KOHCYNbTAUMOHHBIX Fpynn. HanpsxeHHOCTb BO3HWKAA, KOraa Cemb
YCMNellHbIX KOHCY/bTAHTOB peluiM C034aTb CBOW COBCTBEHHY KOMMaHui. B CBoeMn
OpraHM3auMuM OHM Hajeanucb u3bexaTb Tex H6eCCMbICIEHHbIX MHTPUE, C KOTOPbIMM 4YacTo
CTA/IKUBAZIUCb B APYrux dupMax. ECTECTBEHHO, MX MeyTa He OoCyluecTBuaaCb. K Tomy
BpeMeHu, Korpa 6bl1 npu3BaH Ha MoMmowb APrupuc, BHYTPEHHWEe pacnpu noraowanu
60nbllyl0 YaCTb MX BPEMEHM M CWI.

AHOHUMHbIE KOHCYNbTaHTbl, ONUCaHHble B KHUre «Knowledge for Action», noTepnenu
Heylayy M3-3a TOro, 4YTO APrupuc HasbiBaeT «MPUBbLIYKOW 3amanymBaTb Mpobsiembl» .
CTaNKuBadAChb C NOTEHLMANBHO OMNACHBIM ANA HUX BOMPOCOM, PYKOBOAUTENU Nnbo 3aKpbiBasu
3Ty Temy, nvMbo MOMHOCTbI e€e WUrHopupoBaNu. Ha BCTpedyax MpaBieHUSs OHU OBbIYHO
obcyxaanu TpuBMaNbHble TeMbl — BCerja HaxoAu/ICA KTO-TO, KTO 60s/CA KOCHYTbCH
6onbHOro BOMpocCa NepBbiM. HO Mocne cCoBeluaHMss 3TU BaXHble BOMNPOCHh 06Cyxaannuchb B
Kynyapax, BWHA nepeknajpiBanacb C OJHOIMO Ha APYroro, W pa3Horjacus cpeau
OCHOBATe/lIe KOMNAHUW HEYKJIOHHO pOoCiu. TaKoW MNOAXOJ4 BAUAN HAa NoBeAeHUe APYrUX
COTPYAHUKOB OpraHu3auun: OHM CO3HATENIbHO CBOAWIN HOBYID UHHOPMALUI K MUHUMYMY,
yTobLI, He pan 60r, aAMUHUCTPATOPbl HE CTONKHYJINCb C YeM-HUOYAb HE3HAKOMbIM U
OMacHbIM.

TO, 4YTO KJIMEHTOM Aprupuca SIBNSieTCA rpynna, KOTopas cama KOHCY/bTUpyeT
MEeHeJXepoB, — elye OAMH aApryMeHT, NOATBEpPXAAlWMMA BAXHOCTb €ro MccnejoBaHus. EcCau
XOpolWo Ob6yYeHHble, YMHble PYKOBOAMTENM MOMNaAaloT B TaKyl JIOBYWKY, TO UYTO MOXHO
FOBOPUTb O MPOCTbIX CMEPTHLIX? [N Hayana MpPoCTbIM CMEPTHbIM HEeobX0AMMO YeCTHO
B3rIAHYTb B NIULO npobnemam. OHU [AOJIXHbl OTKA3aTbCSA OT KOHCEHCyca U BCTYNMUTb Ha
nNyTb pa3HoOriacum.

MpeycneeBaTb C MOMOWbI KOHQAMKTOB — 3TO Jlerye ckasaTb, 4YeM caenaTb. Bcem Ham
HPaBATCA NI0AM, KOTOpble C HamyM COrfawawTcsa, pa3fensnT Hawu B3rniafpl, OonaceHus U
NPUCTpPacTus. BOT Mmoyemy, KOrAa MeHeaxep HAaHWMAaeT COTPYAHWKOB, OH CTpemuTcs 6paThb
Ha paboTy eAMHOMbIWIEHHUKOB. TakuM obpa3oM, MHCTUHKTUBHO AefnaeTcs BcCe, 4YTObbl
nsbexaTb KOHOAMKTA.

Mpowsnoe y4YuT HAC, YTO PaAMKU OOWENPUHATOro NOBEAEHUS AOXHbl ObITb YCTAHOBJEHDI
JOCTATOYHO XeCTKO. MHaye Mbl OKaXeMCA B OKPYXEHUM Henpes CKa3yembiX U
HEKOHTPONIUPYEMbIX HOHKOHHOPMUCTOB. CenyacC HaM HYXHO pacwmMpsATb Kpyr MNpuemsiemMoro
noBejeHus. Kak 3ameTun JIoOH X3Mbpuk B cBoel cTaTbe 1987 r., pyKOBOAUTENU MAOJIXHbI
OKpyXaTb cebsa TaKuMMM N0AbMU, KOTOpPble MPOTMBOCTOAT MX CNabOCTAM M KOMMNEHCUMPYIT MX
CBOVMMWU CUNbHbBIMU CTOPOHaMW. [lpuMeYaTeslbHO, 4YTO [XeK Y3n4y cobpan rpynny BOJEBbIX
pyKkoBoauTenem — nwopen, pasfensoumx KoprnopaTWUBHble LEHHOCTW, HO He MNoAXasIMMOB.

Pe3iomMe: He HaAaoO YCJ/IOXHATb

o BKJajplBalTeCb B YesiloBeYeCKMe B3aAMMOOTHOLEHUS . Bpema U AeHbru, BJIOKEHHble B
o6meHme CO cnyxawummn n kKonneramun, - 3TO nydllee BJ1OXeHMe B KOpPNopaTUBHYHO
neATeNbHOCTDb.

o ObuleHnMe - 3TO nNpAMOM NYTb K WHHOBALUMAM. Y314 FOBOPUT: «BIOPOKpaTUA 4acTo
npenATCcTBYET HOPMaJ/iIbHOMY O6mEHMD M TOPMO3UT HOBATOPOB. Ee MeCTO AO0JIXHA 3aHATb
HoBas, bosiee rubkas cpesa, B KOTOPOW AApKMEe TBOpPYECKME JIMYHOCTU BYAyT 4YYBCTBOBATH
cebsa cBobogHee».

e SICHOCTb B neperoBopax nopoxpaaeT ACHOCTb B OXUAAHUAX. OMNACHOCTb WUCKAXEHUA Wiun
norTepu MH¢OpMauMM JONIXHA ObITb CBeaeHa A0 MUHUMYMa . PaboTHMKN B GE 3HawT, 4Yero oT
HUX XAyT.

o OblleHMe aenaeT XM3Hb Npoue. [Xek Y3n4 obnajaeT AapoM AenaTb C/IOKHOE MPOCTbIM.
JioAM cnpawvMBawT: «[XKeK, Kak Tbl Moxewb paboTaTb B NBC, Tbl He 3Haellb HUYEro HU O
ApaMe, HU O KOMEAWM..» Y314 0ObACHAET: «S He MOry MOCTPOUTb HU PeaKTUBHbIN
camoneT, HU TypbuHy. Hawa paboTa B GE COCTOMT B TOM, 4YTOObl M3bICKMBATb pecypchl -
yesioBeYeCkne U (MHAHCOBbIE. dUNOCOPUA MeHeAXMeHTa B GE COCTOMT B TOM, UYTO Mbl MileM
TanaHTbl, JaeM UM MOAAEPXKY M MNo3BONsieM CBOBOAHO TBOPUTb, KacaeTcsd Jin 3TO TYypbuH,
pPeaKTUBHBLIX ABUraTeNied UAN UHTepHeTa».

e ByAbTe NpPAMOJ/IMHENHbl. «FOBOPUTE MNpaBAYy - BO-MNepBbiX, MOTOMY, YTO 3TO MNPABW/bHO,
a BO-BTOpPbIX, BCe PaBHO MNpasBja OTKPOeTCA», — rOBOPUT Mon M3/1BUH U3 Motorola. Eciau
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Bbl XOTUTE CTPOUTb [AOJITME OTHOWEHUS C KJWEeHTaMM U nocTaBWMKamu, 6e3 4YeCTHOCTU BaMm
He 0bOMTUCH.

rnaesa 8 YHUYTOXUTb BHpPOKpaTUio

«CTpyKTypa_b6KpoKpaTnyeCcKnx opraHu3auun ciepyeT MPUHUMNY Mepapxuu, TO eCTb KakXAabln
HUXECTOSWNA KOHTPONUPYETCA U YNPaB/AETCHA BblleCTOAWMUM .
Makc Bebep

Bennkoe HaBaxaeHue ysnya

CMeHa nporpamMm U KOpnopaTMBHbIE PEBOJIOLUM TPebywT CBOUX NO3YHroB. B KOHue 1980-x
- Hauyane 90-x rr. [xeK Y3n4 6pocun KAuy — paspyumnTb FPaHULbl MeXAy OTAEeNaMU U UX
BYHKUMAMK . «Hawa me4yTa 90-X rr. - 3TO KomnaHua 6e3 rpaHul, KoMmnaHusa, rae
pa3pyweHbl CTEHbl, KOTOpble OTAENANT HAC Apyr OT Apyra, — roBopuT Yany. - B
KoMnaHuMM 6e3 rpaHul, NO HaWwWM NpeacTaBAEHUSAM, UCYE3HYT NoMexXu Ans obueHus Mexay
WHXeHepaMu, MNpPOU3BOAUTENAMU, MAPKETOosoramu, Cayxbon npoaax u obcayxmBaHuem
KJIMEHTOB. WCYE3HYT U pa3ninymsa Mexay BHYTPEHHUM M MexAyHapoAHbiM BM3HEeCOM - Ham
byneT Tak xe yaobHo paboTaTb B ByaaneuwTte U Ceyne, Kak B CIWA. B noaobHOM KomnaHuu
byayT YHMUTOXEHbl TPynmnoBble SPSbIKM, TaKue KaK «MeHEeAXMEHT», «MNPOU3BOACTBO» U
Apyrve, KoTopble MewawT paboTawwmMm BMecTe JiAsM. ByayT CTepTbl MU BHEWHWE rpaHulbl —
Hanpumep, MexAay KOMNaHWeh U ee rAaBHbIMA MOCTaBWWKAMU, U OHUM BMECTEe C HaMu CTaHyT
YacTbi0 e4MHOro Mnpouecca, Lesb KOTOpOro - 6naro KaveHTa».

Nnobena Haa 6wpokpaTven cTana HaCTOAWWM HaBaxjeHMeM Y3ni4a M GE. MHOro pa3 oOH
npoBo3rnawan No3yHr: «bopoTbCA C blpokpaTuei, YHUUTOXATb Mepapxuio». dakTU4ecKw,
K 3TOM MbICNM OH BO3BpalWasncs B KaxAoOM CBOEM MHTEPBbIO.

Tenepb KOCHEMCS BAaxXHOro BOMpPOCAa: e MPOXOAUT FpaHULA MexAy HaBaXAeHUeM U
KOHUEeHTpaumMen? MHOrMe PYKOBOAUTENM OAEPXKMMbI AEMOHAMW HaBS3UMBLIX MAeW. OAHU
OAepXMMbl POCTOM MNpoAax, Apyrve — OBHOBEHMEM TEeXHONOrUIA WUAM KOPNOPaATUBHOM
NONIMTUKON, TPeTbWU HOCATCHA C HOBEWWWMWU pPeKSIaMHbIMU TakKTUKamm U T. .

OAEepPXUMOCTb — OfHA M3 CKPbITbIX CTOPOH AENIOBOM XU3HW. MeHeAxepbl BCerga B TOW WM
MHOW CTeneHn ojepxumsl Miaeen ycnexa. OAHAKO HABA3UYMBble WAEM PACMPOCTPAHANTCA He
TONbKO Ha AenoBoW MUp. CucTemMa obpa3oBaHUSA TaKke HacTpauBaeT JeTel Ha
WCK/IIUMTENbHbIA yCcnexX. A CnopT Le/MKOM HaxOoAUTCA BO BACTU OAEPXUMOCTW.
CrnopTCMeHbl He AYyMalT HW O YeM, KpoOMe TOro, KaK MepBbiM NPUATU K GUHMWY, MNPbIFHYTb
KaK MOXHO Bbllle WAM Aasnblie MeTHYTb A4p0. TpeHepbl MOOoWpPAT 3TU (GOPMbI O4EPKMMOCTM
(XOTS OHM Ha3blBAT 3TO KOHUEeHTpauuen). Tak xe M 60CC MONHOCTbI oAobpseT
gﬂerMMOCTb MOJIOLOr0 MeHeaxepa, KOTopblh paboTaeT 16 4acoB B CYTKM U XUBET TONIbKO
M3HECOM.

«ECTb KY/JbTYpPHO Npuemsembie HOpMbl OAEPXUMOCTU — Hanpumep, KOrAA My3blKaHTbI
3aHMMaKTCA No 12 4acoB B CYTKM, — a €CTb W Henpuemsiembie, — rOBOPUT &UI XOAXCOH.
- B JeN0BOM MMpe Mbl 0A06pUTENbHO OTHOCMMCA K OAEPKUMOCTM MAAAWUX MEHEeLXEepOB.
OJHAKO Mo3xe, KOorja OHW AenawT Kapbepy U 3aHMMAWT 6onee BbLICOKMM MOCT,
OAEPXMMOCTb YXe He noowpsieTca. Mbl cuumTaem, 4To 60CC AoNXeH MMeTb 6onee WUPOKUM
B3rnaj Ha Belm».

MPUHATO CYUTaATb, YTO OAEPKMMOCTb HocCca - NOMOXUTENbHOE KayeCTBO, BO MHOIMOM
NMoTOMY, 4YTO OHa nobyxaaeT K paboTe MOAYMHEHHbIX. PYKOBOAMTE/Nb MPesnpuaTus
paboTaeT AeHb WU HOYb CeMb JHEW B HeAeno — U He TONbKO ANA TOro, 4YTobbl BbLINOMHUTH
paboTy, a MoToMy, 4YTO 3TO AAaeT MOTMBALMIO APYrMM COTPYAHMKAM MOCTYynaTb TaK xe.
PYKOBOJACTBO B MaHepe OAEPXMMOCTW O3HayaeT, UYTO MeHeaxepbl paboTawT AeHb WU HOYb.
OJHAKO 3KCNepThl pPeAKo 3ajalTCs BOMPOCOM, AenawT Au paboTy 6onee nNpoAyKTUBHOW 3TH
CBEpPXYpOUHble Yachl.

Bnpoyem, WMHOrAa OAEPXUMOCTb MOXET WMMeTb OrpOMHOe 3HayeHue. EC/AM, Hanpumep, Bbl
HauyMHaeTe CBoe COBCTBEHHOe feNio, TO YMepPeHHOro 3HTy3ma3ma HejoCTaTOYHO. Bam
NPUAeTCA XUTb WU AblllaTb CBOEW uaeen. Bawa Bepa B COHBCTBEHHbIM yCnex Ha 3TOM 3Tane
JONXHA ObITb GaHaTUYHOM M Henokonebumon. [Ipyron npumep — HEKOTOpble KOMMAHWW,
TakuMe kKak McDonald’s u Marks & Spencer, cTposaT paboTy C knMeHTamuM, pa3BuBas y
CBOMX CAyXawux HABA3YMBOE XeslaHMe 0bCAyXuBaTb MOKymnaTesen Kak MOXHO fyuyuwe.

0AepXUMOCTb Y3n4a bopbboit C bopokpaTuen N MepapxMYecKUMU CTPYKTypamu — He
€AVNHCTBEHHOE €ero HaBaxAeHue. OAHOM M3 ero HaBA34YMBBIX MAEN ObLIO XenaHue
YHUUTOXWUTb pa3jeneHne nepcoHana no GyHKUMAM. B HEKOM KOMMaHMU TNIaBHbIM MeHeaxep

CTpaHuua 37



C NyTb- [OXek Yan4y. 10 cekpeToB BenMyaullero B MUpe KOpONs MeHeaxmeHTa. CTwapT KpeinHep buckshee.petim
6bln oAEepXKMM NMOXOXen maeen. UYTobbl AOKA3aTb CBOW TOUYKY 3peHUs, OH NporynuBasncs
Bo3/e habpukM 3TOW KOMNAHUWM M CrnpawMBan BCeX, KOro BCTpeyas, KaK OHW OTHOCATCA K
«3TOMy becnonesHoMy pas3gefnieHuio». OTBETbl, KOTOpble OH Mosydun, 6bnmM Becbma
arpeccuBHbiMM. Ero pBEHME HATOJIKHYJIOCb Ha OTPULATENbHYH Peakuui COTPYAHWUKOB.

befia B TOM, YTO HaBA34YMBbIE MbIC/IN MOTYT NpuBecTU Bu3Hec K ynaaky. Ecnm mnpes 6biia
HeyJayHOW, TO MeHeaxep, NOTpaTUB MACCy BPeMeHU U Cun, npuBedeT KOMMaHUI B TYMUK.
reHpu oopa ropsvYo Bepws, 4YTO BCe JIOAU CTPEMATCA WMETb HeAoporne OAHOTUMHbIE
MaWWHbl. OH BOCTOPXEHHO NponaraHauMpoBan CBOM WUAeu, NMOKa He nosBunachk General
Motors, KoTopas BbiMyCTWla HECKO/bKO MOJesieli pa3HbiX LBETOB, M OKa3anoChb, 4YTO dopa
6bl1 He npaB. OAEpPXMMOCTb dopaa bbina CAUWIKOM Hecrubaemon, 4yTobel cnocobcTBOBaTh
ycnexy ero KoMnaHuuM. TOYHO TaK Xe KomnaHua IBM KynbTMBMpOBasia Bepy B TOPKECTBO
CBOMX KOMMNbIOTEPOB, a 3aTeM C yAUBIEeHMEM Habnwaana, Kak 4Yyxkue HOBUHKU, Kak
pXaBYMHa, pa3befanT ee PbIHKWU.

Jlbol nNcuxonor ckaxeT BaM, 4YTO OAEPKMMOCTb — O4YeHb onacHas 6one3Hb. 3aboneBwue
el MeHeaxepbl BCTYNAWT HAa COMHUTE/IbHbIA M PUCKOBAHHLIM MyTb. B KaKOW MOMEHT
Tpyaonwbuebii 6U3HeCcMeH NpeBpawaeTcs B OAEPXMMOro Aenbla, OoTbpocuBwEro BcCe
3TUYeCKMe HOopMbl B MOroHe 3a npubbinbiw? Koraa 0683aTeNbHOCTb M 3HTY3Ma3M
nepepacTtawT B OAEPXUMOCTb?

®Un XOAXCOH nonaraeT, 4YTO CyWEeCTBYeT YeTKas rpaHuua Mexay 3HTy3ua3moMm (KOTOpbIM
ABNIAETCA MOJNIOXUTE/IbHBIM KAayeCTBOM M HAMpaB/ieH Ha MNOWUCK KOHCTPYKTUBHLIX peleHun) wu
OLlEPXUMOCTbI0, KOTOpas ABHO BLIFAAMT KaK He340pOBOE MpPOsSBAEHUE JIMYHOU
3aMHTEepPeCcoBaHHOCTU. «EC/N OAEpXUMbIA HABSA3UMBOW WUAEEN MeHedXep OrfsHeTCs Ha3aj M
npoaHann3npyeT CBOU AEUCTBUA, OH JIerKO YBUAUT He3A0pOBble CTOPOHb CBOEro
nosejeHnsa. OJEepPXUMOCTb MOAYUHAET cebe BCHO ero Xu3Hb, MpPUHOCA Yyulepb cembe,
APY3bAM, OTAbIXY, — FOBOPUT XOAXKCOH. — OAEPXUMOCTb — 3TO NOTEHUWANbHO MNonesHas
yepTa JSIMYHOCTU, KOTOPYW HYXHO HanNpaBWUTb Ha OpraHusauuiw paboTbl, a He Ha TO, 4YTObb
BCE OCYWEeCTBASATb CAMOMY. MeHenxepbl TPaTAT MACCy 3HEpPruM Ha UHTPUrK, NpoABUXEHME
no cnyxbe u ycuneHue CBOEro BJ/IUAHUA Ha KOPMNOpPaTUBHYKW MOMUTUKY. ECAN 3Ty 3SHEpruwo
0CcB06OAUTbL W HANPaBWUTb B HYXHOe pycsio, TO OyayT BbICBOOOXAEHbI OrpPOMHbIE CUJbI» .

Ucnonb3yeTcsa NN 3Ta 3Heprusa And Toro, 4Tobbl yoeauTb OGAHKOBCKOro Ciayxawero AaThb
BaM KpeauT, WU AN NPOBeAEHUs MPOrpaMMm PaAUKabHbIX MepeMeH — CUAY OAEPXUMOCTHU
oTpMUATb HEBO3MOXHO. 104, COMHEHMEM OCTaeTCs /MWb TO, HACKONbKO Mbl MOXEM
MCNosb30BaTb 3TY CWIY B MO3UTUBHBIX LENAX.

BlopoKpaTuyeckas Moaesb

HeMeLKUn coumosor Makc Bebep nuweT, 4To 60ABWMHCTBO 3MHeKTUBHBIX HOPM OpraHu3auun
NpeanpuATUS HANOMUHAKNT XOPOWO OTNAKEHHBIN MeXaHU3M. DTU (OPMbl XapaKTepusywTcCs
XEeCTKUMM MnpaBunaMmn, KOHTPONEM, UepPaApPXUUYECKOW CTPYKTYpon U BopoKpaTUYeCKUM
ynpaeneHveMm. Bebep Ha3biBaeT 3TO TEPMMHOM «paLMOHaNbHasA MOAenb». B
NPOTMBOMNO/IOXHOCTb 3TOW MOAENM CYWEeCTBYWT ele ABe MOAENN, A UMEHHO:
«Xapu3maTuyeckasa» U «TPaAULMOHHAA». B XapuaMaTU4YECKOW MOAEeNu opraHusaumen
ynpaBaseT oAHA AOMUHUpYlWas ¢urypa. Bebep OTKAOHUA 3TY MOAesNb Kak
HeloNroOBpPeMeHHYl — 34eCb OH Obll MepBbIM, KTO pa3obpascs B 3TOM ABAEHUN U
paccMmoTpen ero MoCAeACTBMA. UCTOpUA MNOKa3sbiBaeT, 4YTO OpraHu3auusa, CTposAwancs
BOKPYI OAHOIM0O Xapu3maTuyeckoro nuaepa, HeaosiroBevyHa.

HakoHel, TpPaAuUMOHHAA MoAeNb — TPeTbA, KOTOPYW paccMmaTpuBan Bebep. OHa
onpejenseTca TeMm, YTO BCe AefaeTca TaK, Kak Aefnanocb Bcerja, - Hanpudep, B
cemMemHbIX (MpMax, rae ynpas/ieHMe NepexoAuT OT OAHOIrO MOKOJIEHUA K APYromy.

OnbIT NMOKa3blBaeT, YTO YMCTO bBWpoKpaTMYeCKUW Tun opranHusaumm (To ecTb
aBTOKpaTUyeckasa Pa3HOBUAHOCTb OWPOKPATUM) C UYUCTO TEXHUYECKOW TOUYKU 3peHus
cnocobeH AOCTUIHYTb HauBbiCWeh cTeneHn 3GPeKTUBHOCTU. C (OPMANbHOW TOUYKU 3peHus
3TOT TuN opraHu3auum obnagaeTt Hambonee paUMOHANIbHBIMU U 3OPEKTUBHLIMU CpeacTBaMu
KOHTpONSA Hajd paboTHMKamu. Mo 3ToMy NoBoAy Bebep nucan: «3TOT TUN OpraHuM3auuu
NPeBOCXOAUT BCe APYrue Tumbl MO CTABUNBHOCTU, MYHKTYAJbHOCTWU, AUCUUMNINHE U
HaJEeXHOCTU. Takum obpasom, AN PYKOBOAMTENel OopraHu3aumu, TaK Xe Kak U ans Tex,
KTO CBfi3aH C 3TOW OpraHuM3auuent, CTAHOBUTCSH BO3MOXHbIM JIEFrKO YBUAETb U OLEHUTb
pe3ynbTaTbl paboTbl. U HaKoHel,, OWPOKpPATUYECKWUA TUMN OpraHUM3aunyM NPeBOCXOAUT ApYrue
B 3(0(peKTUBHOCTU M B MacwTabax paboTbl. ®OpMasibHO OH MOXeT OblTb MPUMEHEH KO BCeM
Pa3HOBUAHOCTAM AAMMHUCTPATUBHBIX 3aAau».

Cpean COBpPEMEHHbIX AHAJIMTUKOB CYMTAETCHA XOPOWMM TOHOM MOCMEATbCA Haj
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r/yboKOMbIC/IEHHbIMA BbiBOJaMU Bebepa. BHOPOKpaTUYECKUNA AE/IOBOW MUP, KOTOpPLIA OH
onucan, 6bin NMWEH XM3HM U BALOXHOBEHUA. TeM He MeHee OH CyleCTBOBan BMNOJHE
6narononyyHo.

ECAM BaM HyXHbl Jl0Ka3aTeNbCTBa, MOCMOTPUTE HA pe3ynbTaThl AeATENbHOCTM KOMNaHUM
Dilbert CkoTTa Aaama, OCHOBAaHHOW Ha NParMaTUYHOCTM U TPAAMLMOHHOM nopsaKe
KOPNopaTUBHON XU3HWU.

BlOpOKpaTUyeckas MoAenb, onucaHHas Bebepom, pacnpocTpaHuiach JOBOJIbHO WMPOKO. ITO
6bl1, HECOMHEHHO, Y3KWUM NyTb, WU KaXeTcsA, 4YTO WATU NO HeMy — 3HA4YuT BbIOMBATbLCH U3
COBpPEMEHHOIrO pUTMa. OAHAKO B Hayane XX BeKa 3TO Obl1 cambil 3(GHeKTUBHbIA NYyTb
bu3sHeca. MoAOOGHO MHOrUM BENUKUM MAEsAM, 3TOT TWUMN opraHu3auuum paboTan, no KpanHewn
mMepe, KAaKOM-TO nepuos — OCObBEHHO B TaKOW KOMMaHuM, Kak GE.

Bopbba C umepapxuven: poXAECTBEHCKUE TyCHU

Xopowo ynpaBfisieMas U yChewHas elle 3a HEeCKOJIbKO MOKOJIEHWA A0 MOSIBJIEHUS Y3s4ya B
KayecTBe €e /IaBHOro aAMMHMUCTPATOpPa, KOMMNaHWs GE MoCcTpousa OrpoMHYW CeTb CUCTEM
N C/I0eB MeHeAXMeHTa, 4Tobbl obecneunTb >PHPeKTUBHOCTb pPaboThl. ITO bbina
blopokpaTMyeckas MOAENb, HO TAKXe M pauuoHanbHas.

GE He npeacTaBnana cobol HMYEro yHUKanbHOro. Ee CTpyKTypa, cocToswWas u3
NPOC/ONKN MEeHeAXepPOB U BHYTPEHHUX CUCTeM, bObia TUMUYHOU ANA KPYMHON KOMMAHUU.
«NpeacTaBbTe cebe 3aaHUe, - 0ObACHAET Y314. - KakK TOMbKO KOMMNAHUA CTAHOBUTCA
bonblie, OHa HaACTpaMBaeT 3TaXW. YC/IOXKHEHME KOMMaHUM BeAeT K MOSABMEHUI CTeH.
Pa3pacTanTcsa OTAesbl — TPAHCMOPTHLIA OTAeN, UCCeloBaTeNbCKUA OTAesn. 3TO CJ/IokXHas
CTPYKTypa. 3TO u306unmne cTeH. Hawa paboTa COCTOUT B TOM, 4YTObObl BLIPOBHATbL 34aHue,
c/ioMaTb BCe 3TW CTeHbl. ECAM Mbl CAenaeM 3TO, TO K HaM ByAyT NPUXOAUTb HOBble
COTPYAHUKU CO CBOUMM UaeAMU. A Haw bu3HeC oYeHb HyxJaeTcsa B J0AsAX, FOTOBBIX K
LEenCcTBUI» .

Yany obHapykuBasn CTeHbl faxe Tam, rAe UX He BUAENU Apyrue. «Koraa s npucMmoTpencs
K CTPYKType GE, S Hawe/n KOMNaHWW BecbMa 6IOPOKPATUYECKON — MHOXECTBO MPOC/IoeK
MeHeJXepoB U BCe Takoe - U He 0COBeHHO ApyxenbHOW. BU3HeC 6bi1 OueHb Cepbe3HbiM K
CKYYHbIM. HO Ans MeHs bu3HeC — 3TO uaeun, pasBfiedyeHus, BOCTOPru U MpasAHOBAHMUA».

ObbekTaMM OAEPXKMMOCTU Y3/i4a CTanu AbSABOJIbCKME B/M3Heubl — OWPOKpaTUA U Mepapxus.

B 80-e rr. oH uctpebun mnepapxuw. «B 80-e rr. Mbl OTMEHWIN CJION 3a CJI0OEM CTPYKTYpY
MeHeAXMeHTa. Mbl NOMann OAHY CTeHy 3a Apyron. CTeHbl, pa3beAuHAlWME HaWwX GYHKUWN.
Mbl COKpAaTWAM WTAT. KakK TONbKO Mbl 3TO CAenanu, TO ObHapykunau, CHayana Ha YpOBHe
PYKOBOACTBA, a 3aTeM UM B CaMOW opraHusaumm, 4YTO JNIAU, KOTOPLIM Aanu ceobopy
JEACTBUA, KOTOPLIM JOBEPST M MO3BOJIAIT MPUHMMATb COOCTBEHHbIE pEWeHUs, CTanu
paboTaTb ycepAHee, yBepeHHble, YTO OHW CaMM HaWIW MYTb K PeWeHWo MOoCTaBJIEHHbIX
3ajau».

UMCNo NPOC/I0eK MeHeaxXMeHTa bbi1o cokpaueHo ¢ 29 Ao 6. Te, Ha Koro obpyuwwuncs
rnaBHbIM yaap, ObIM UCMONHUTENSIMA CpefHero YpOBHS, MewkamM B KOCTMax. Kak nucan
Tom lMeTepc, «MeHeaxepbl CpeAHero YPOBHA — 3TO POXAECTBEHCKME FyCu». Y3/u
«NPUrOTOBUM» UX OYEHb MHOrO.

3To paboTano. B 1987 r. 6bi10 oTNpa3sAHOBAHO OCBOBOXAEHME KOMMNaHWM OT b6HpoKpaTuM.
«JIXeKY Y314y yAanoCb OYUCTUTb OAHY W3 [NaBHbIX aMEPUKAHCKMX KOMMaHMI OT
6I0POKPATMYECKMX M3AUWECTB NPOWIOro M CO3AaTb CBOW COBCTBEHHYW KynbTypy, KoTopas
caenana Bknaa B nobeay GE Hajl MHOMMMU KPYMHbIMA KOHLEpHamuM, — FOBOPMIOCH B
Business Week. - Mo 3TOW NpUYMHE UAWU HET, HO CTWUIb YynpaBieHua 6OoNbWMHCTBA
aMepPUKaAHCKUX KOMMNAHUA CTPEMUTCA MNOXOAWTb HA CTWUAb KOMMAHUM GE».

Pe3ioMe: YHUUYTOXUTb OlpoKpaTuio

Y3514 oKa3asics npaB. Bosbllasi, HO He MeperpyxeHHas uvepapxuen, KomnaHusa GE
npeacTaBnseT cobon HOBYW MoAeNb OpraHM3auum. DTY MOAeNb XapaKTepusyioT:

e CKOPOCTb. KpyMnHble OpraHu3auun TPAAULMOHHOrO Tuna BcCeraa Obiin MeANTEeNbHbIMU.
KomnaHuss GE opraHu3oBaHa TaK, 4Tobbl ABUraTbCsA ObICTPO U MPUHUMATbL ObICTpbIE
peweHns. «CKOPOCTb BO BCEM». DTO BaxXHas COCTaBMAWWAA KOHKYPEHTOCNOCOOHOCTW.
CKOpPOCTb COXpaHsaeT buM3HeC W naer MonoApiMM. K 3TOMY OYeHb ObICTPO MpuMBbIKaelwb. I3TO
COOTBETCTBYET BKYCY aMepPWKAHLEB, W Mbl AO/XHbl 3TO BHEAPATb», — FOBOPUT Y3anu.
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e HedopManbHOCTb. Korga-Tto TpeboBanocb, 4YTOObl KOHCYNbTaHThl MCKinsey Hocuau
wnansl. Tenepb 3TOro HeT. GecuesbHble (opMasibHOCTM CO3AaT JIASAM HeyaobcTBa U
MeWaT MX HacTosAwen paboTe. Yany roBopuT: «LEHHOCTb KOMNaHuMM GE B ee
HehopManbHOCTU. A Aymaw, 3TO 6bUla LEeHHas uaes».

o OTCYTCTBME Mepapxum. «Fepon — TOT, Y KOrO eCTb MAeu», — FOBOPUT [XeK Y3nu.
EW3HEeC NpoABMIaeTCs 3a CYeT uAen, a He 3a CYET AOMNOJIHATENbHbIX YPOBHEWN
aJMUHUCTPATOPOB .

o 0bMeH WHpopMauuen. «[eATeNbHOCTb 6e3 XeCTKUX FpaHul, — 3TO CTUIb XU3HMU
KOMNaHuu. Jiloagn oBMEeHMBAWTCA MAEAMU MOCTOAHHO, — FOBOPUT Y3Nn4y. — ECAU Bbl
NOAXBATUNWN MAEKH U MOAENWINCH €0 C APYrMMU, BaC HarpagsaT. Mpexae 6bi1o He Tak -
eC/in y BacC BO3HMKANa uaes, Bbl JOMXHbl ObM ee AepxaTb npu cebe. Bbicka3aTb MAEH
KoMy-/nbo 6biio Bbl ryno, Tak Kak OwpokpaTuyeckas Moaesnb caenana bbl repoem He
Bac, a TOro, C KeMm Bbl NOAENWIUCH uaeen». Korjga oaAn AenaTcs WHGopMauuen — BHYTpM
KOMMaHuM, C MOoCTaBWWKaMM, C KJIMEHTaMM — LEHHOCTb MH(GOpPMAUMM HE yMeHbllaeTcs, a
pacTeT.

rnasa 9 KopnopaTWBHbIA YenoBekK

«Cenyac HacTaeT Bpems obbeAMHEHUN. UHAUBUAYANU3M Yiles B MpPOWioe U HUKOraa He
BepHeTCA».
IXOH [. Poktennep

KOpHOpaTMBHHﬁ yeJsioBeK BCe elle XuB

OAHa M3 M3BECTHbIX KHWUI MO MeHeAXMeHTY Ywunbsma YauTa «The Organization Man»,
CTaBwas Knaccukon B 1956 r., coaepkuMT 3TANOHHOE ONuUCaHWe KOPMNOPaTUBHOW XU3HMU.
«byHAAMEHTaIbHAsA NpPeAnocCblsiKA HOBOW MOAENN PYKOBOAUTENS COCTOUT B TOM, 4YTO
rnaBHble LEeNn JIMYHOCTU M OpraHuM3aumMm COBMAAANT. B OTHOWEHUUM K «CUCTEME» Yy MOJIOAbIX
nojend HeT UMHM3MA M CKenTuuM3Ma — OHM He paccMaTpuMBaT ee Kak YTOo-TO, YeMmy OHu
JOJIXHbl MPOTUBOCTOATb, HO Kak TO, C 4YeM CliefAyeT KOOoMnepupoBaTbCs.. OHU 6e3yC/IOBHO
BEPAT B TO, YTO BCE MX JiyywMe KayecTBa MPUHECYT MNOAb3y OpraHuM3aumm, a OHwu
nosy4yaT OT 3TOro BbIrogy. Takum obpa3om, Mosiofble JIOAU CMOKOMHO WU XJIAAHOKPOBHO
MOFYyT JOBEpUTbLCA CBOeN cyabbe B 3TOM opraHu3aumu. CpejHUMMA MONOAOM YenoBeK neneeT
MeuYTy, UYTO ero CBf3b C OpraHusauuen OyaeT CTAHOBUTbLCH BCE Kpenye U Kpenuye». YamT
onucbiBan AenoBOM MUP, B KOTOPOM OpraHM3auua Aywuna BALOXHOBEHME NOJ NO3YHIOM
NnoBbllleHNsA 3hHeKTUBHOCTU paboTbl. UHAMBUAYYM ObUl MOAYMHEH OPOKPATUYECKOW MalMHE.

KopnopaTuBHbiM paboTHMK MOCAEBOEHHON OpraHu3auMu, OMUCHIBAEMbIN YaWTOM, Obil roTOB
NPOBeCTU BCH CBOW XU3Hb B OAHOM KOMMAHWUW. YCNEWHOCTb TaKOW Kapbepbl Oblia MOHATHA
— JIOANIbHOCTb U Cepbe3Hoe OTHOWEeHWe rapaHTUPOBASIN HAAEXHYW paboTy. 3To 6bU1o
B3aMMOBLIFOAHO. PabOTHUK MoNy4vyan Xopowyw 3apnaaTy U BbICOKYW CTeneHb COLUasbHOM
3awmThl. KOMMaHus nosyyana BEpHOro, TPYAOSWOMBOrO UCMONHUTENS. Takoe HernacHoe
corjaweHne CTaso WU3BECTHO MNOA HAa3BAaHMEM MCUXONOrMYEeCKUN KOHTPAKT. BnepeBble 3TOT
TepMUH ynoTpebun coumanbHbii Ncuxosior 34 WakH M3 KomnaHuM MIT. WanH
3auHTepecoBancs npobnemon oTHoweHUn paboToaaTenb-paboTHUK B KoHue B 1950-x rr.
OH MpoBOAWN MapasieNin Mexay MpPorpammon «MNpPOMbIBAHUSA MO3IrOB» aMepuKaHCKUX
BOEHHOMJIEHHbIX, MPUMEHSBWENCA BO BpeMs BOWHbI B Kopee, M KoprnopaTuBHOM 0bpaboTkol
JINYHOCTU, KOTOpas npoBoausiacb B KpoToHBwse GE.

ECnin npeanosioxeHue llamHa O CBA3U C «MPOMbIBAHMEM MO3rOB» BEPHO, TO
NCMXONIOrMYECKMA KOHTPAKT — 3TO HeyTo bonbuee, 4yeM NPOCTO B3aMMOBLIFOAHAA CAE/IKA.
3TO CKopee CMCTeMa LEHHOCTEW, KOTOPYl AO/KEH MPUHATHL nocTynawwmii Ha paboTy
CAYXaWmn .

BO-NepBbIX, MCUXONOrMYECKUA KOHTPAKT CTPOUTCA HA NPUHLMNE NOANBHOCTU. «Camoe
rnaBHoOe U eAUHCTBEHHoe, 4YTo TpeboBanocb OT paboTHMKA C YyHUBepCasbHOWM
KBanupukaumen, 3TO NIMYHAA JIOANBHOCTL (MpesaHHOCTb) OpraHuM3auuMmM», — 3ameTun
UecTep BapHaph B cBoel paboTe «The Functions of the Executive» (1938).
JIOANbHOCTb MOXeT Jlerko CTaTb OMacHbiM AN paboTHMKA KavyeCTBOM. UYTo, ecau
KopriopaTuUBHAA cTpaTerus njoxa WM KOMNaHUSA 3aHUMAEeTCA He3aKOHHbIMUA WUIn
aMmopasibHbiMK AenaMu? TakuMm obpas3oM, BO3HMKAET BOMPOC: MNPeAAHHOCTb KOMY WU 4vemy?
TpuauaTb NeT Ha3aj KOprnopaTUBHbIE LLEHHOCTWU MPUHMMAZIMCb Ha Bepy U He NnojBepranuch
COMHEHMI0.

Cneaytowmin BONpoC, MNOAHMMABWMNACA B COOTBETCTBMM C MNCUXONOMMYECKMM KOHTPAKTOM,
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Kacasics MnepcrnekTMB. YeTKO Ch/laHMpOBaHHAsA Kapbepa paboTHWKOB He MO3BOJIANA UM
«CMOTpPEeTb Ha CTOPOHY» M UCKaTb bosee WMpPOKME BO3MOXHOCTM. Koprnopauus CTaHOBUIACh
ABTOHOMHbIM U OAHOBPEMEHHO 6eCKOHeYHbIM MUPOM, OCHOBAHHbIM HA COYETAHUM MHOXECTBa
3BEHbEB KOHTPO/A, CUCTEM U UEpapXunM. KAMEHTbl M NOKynaTenu, KoTopble CyWecTBOBANIU
rae-to B 6e3BO3AYWHOM MPOCTPAHCTBE 3a ee npejesiamm, CYUTANINCb YEM-TO
BTOPOCTENEHHbIM. B NATMAECATble, WeCTUAEeCATble U CeMUAecATble rofbl HUKTO He Tepan
paboTy M3-3a HU3KOW MPOAYKTUBHOCTU WIN PABHOALYWHOIro ob6CnyxmBaHus. OfHa paboTa Ha
BCI0 XM3Hb Obila HOpMOW, a AN OFPOMHOIro HOMbWMHCTBA MEHEAXEPOB U PeasbHOCTbI0.

MOHATHO, YTO B TAKOW cpeae WHAMBUAYANMCTAM MecTa He 6bUio. LEeHWIUCb BepHble,
nocnyluHele, TPyAoNwbuBble pspoBble. EaBA NN YAUMBUTENbHO, 4YTO Koraa Po3abeT Mocc
KaHTep BMnepBble Hayana UCCNeAOoBaTb KOPMOPATUBHY XM3Hb, OHA Hawla, 4YTO rJ1ABHbIM
KayeCTBOM, KOTOpOE XAYT OT MeHeAxepa, SBJIAETCH «HAAEXHOCTb». 06 3TOM OHa NUWET B
KHUre «Men and Women of the Corporation» (1977).

PeanbHOCTb Xe COCTOfA/la B TOM, 4YTO NCUXONOrn4YeCcKum KOHTPAKT OoTAaBas npeanoytTeHune
TeMm, KTO npoAaBnAan nNoAlbHOCTb, a He TeM, KTO uMmen CnocobHoCTUN M yMeHuA. Takum
o6pa30M, B Kopnopauunax Haxoaunanm npuoT MHOXeCTBO MJIOXUX pa60THMKOB. BaXHbIM TaKkxe
6bin TOT thakT, 4TO NCUXONOrn4yeCcKum KOHTPAKT npeaHa3Havyanca pna coxpaHeHud
MeHeAXMeHTAa: «NelWKun» unepapxmm, He npeacrtasndawume ULeHHOCTU, JNIerKko HaHuMaanucCb "
YBOJIbHAJIUCD .

B nocnepHue roabl Mbl CTanu CBUAETENAMU pPaAUKaNbHbIX U3MEHEHUN B MCUXONOrMYECKOM
KOHTpaKTe Mexay aAMUHUCTpaumen u cnyxawmmm. B 1980-1990-x rr. obBanbHoe
pa3yKpynHeHUe MNpeanpuaTUA 0003HAYUIO KOHEL, NMCUMXOJIOrMYECKOro KOHTpaKTa, KOTOPbLIN
NpocCylWwecTBOBaN HECKONIbKO AeCATUIeTUN.

LLeHHOCTM MeHeaxepa YTpaTUAM MNPEXHI JNMHENHOCTb. HaAeXHOCTb B 4YeM? JIOANbHOCTbL K
KOMy? BOT 4YTO roBOpuUT I3pu X3men, coaBTop KHUruM «Competing for the Future»: «B
npexHue BpemeHa, eCNu BaC He NIOBWIM BO BpeMs Kpaxu Ha paboyem mecTe wan ecnu Bbl
He KJieBeTa/IM Ha CBOEro HenocpeACTBEHHOrO HayasibHUKA, Bbl MOTJIM PACCYUTLIBATb Ha
HajflexHoe MecTo B NbON KOMMAHUM Ha BCH CBOW XWM3Hb. JIOANBHOCTb LEHWIaCb Bblue, Yem
CnocobHoCTU, MNO3TOMY BCErAa MOXHO OblI0 OTbICKATb TUXUM Yrosok, rae 6bl MOr
YCTPOUTLCS MOCPeACTBEHHbIM U 6e3aapHbin paboTHUK. Pa3Hoobpa3Hble nocobus Takxe He
CnocobcTBOBA/IN MOABAEHUI XOpouen paboyen cusbl, 3aTO YCWIMBAJINM 3aBUCUMOCTb
yenoeeka OT (upmbl. 3TO 6bINO Npexae, a Tenepb BCe NO-APYrOMYy».

Kak M cnejoBano OxXuaaTb, W3MEHEHUAM MOABEPrANChb KAaK OAHa, TaK WU Apyras CTOpOoHa.
HaHuMaTenu yxe b6osblie He xenawT bpaTb Ha cebAa kakue-nubo obAsaTenbcTBa (Aaxe
HernacHele) npu MNpueme CAyxalWero Ha AONTrOCPOYHY0 paboTy. C APYroM CTOPOHLI,
COBpEeMeHHble cayxauume 6osee WMHUUMATUBHBI, OHWU FOTOBbl YYUTbCA WU NPUHMMATbL Ha cebs
OTBETCTBEHHOCTb 3a pa3BMTME CBOEW Kapbepbl.

B pe3ynbTaTte HOBbIA MCUXONOrUYECKUN KOHTPAaKT bonee BE€pOoATHO 6yAeT NOCTpPOEH Ha
BO3MOXHOCTWU MpoheCcCUOHaANIbHOIO pocTa, 4YeM Ha cnenov NosnbHOCTU. U eCTeCTBEHHO,
eC/in KOMnaHuA BKaAblBaeTCA B pa3BuTne U poCcTt CBOUX pa6OTHMKOB, TO npu 3TOM
pa6OTHMKM CTaHoBATCA bonee npeaaHHbIMM KOMMNaHUWM. HO bena B TOM, 4TO O6yHEHHHMM
pa6OTHMKaMM Ha4YMHAWT MHTepecoBaTbCA KOMMNAHWUN-KOHKYPEHTHI. ceMyac HeT KaKUX-To
€lMHbIX MeTOoAO0B COXpaHeHuA nepcoHaNla, B Kaxaon thupme oHW CBOWU.

ECTb ewe oAaHO obCTOATENbCTBO, Mo4vyemy paboTa NO MPUHUMNY «BCH XM3Hb B OAHOW
KoMnaHum» bonblle He nonynsipHa. BO3MOXHO, KOMMaHMS FOTOBAa NPefOoCTaBUTbL Clykawemy
BO3MOXHOCTb CTPOUTb AOJIFTOCPOYHYK Kapbepy, HO 4TO byaeT, ecnu oHa pasBannTca?
MOCTOSAHHbIE WUCCNEeAOBAHUA MOKA3bIBAWT, YTO KOMMNAHUM CeMyac CyWwecCTBYWT He O4YeHb
Jonro. Mo MHEHMIO OAHOIMO aHaNMTUKa, KOpropaTuMBHAs XW3Hb (GMPM B SANoHMM U EBpone B
CpeAHeM orpaHuymBaeTcs cpokom 12,5 neT. Apbe Ae leyC u3 JIOHAOHCKON OW3HEC-LWKOSbI
CYUMTaeT, 4YTO CpeAHAsd MNPOAOSKXUTENbHOCTb CYUIEeCTBOBAHUA MYJbTUHALMOHAbHBIX
kKopnopauun — ot 40 po 50 net.

NPWIMBbLI U OT/IMBbl KOPMOPATUBHOWM XM3HU O3HAYAWT, YTO TPAAWULMOHHBIA MCUXONOrUYECKUN
KOHTPAKT, BepOosATHO, yXe He BepHeTCA. OAHAKO KAaKOM-TO MCUXONIOrMYECKUA KOHTPaKT
MexXAy HaHuMaTesneM U paboTHUKOM byaeT cywecTBOoBaTb BCceraa. B nwbbix paboumx
OTHOLWIEHMAX Kaxaas M3 CTOPOH UMeeT CBOM coobpaxeHus No MoBoAy MNJAHOB M
YCTPEeM/IEHUI APYron CTOpoHbl (He BaxHO, MpPaBW/bHble OHWM WAW HET). HOBbLIM SABAEHWEM
ANA ABYX CTOPOH MOXeT CTaTh NpeBpalleHWe HEernacHoro MCUMXOoNIOrMYecKoro KOHTpakTa B
NMUCbMEHHYI AO0MOBOPEHHOCTD.

IUKeK Y3n4: KOprnopaTUBHLIA YesioBeK
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Tenepb, B 3MNOXY MOOWPEHUSA JIMYHbIX WUHULMATUB U YNpaBJieHUS CBOEW Kapbepou,
npefaHHOCTb KOprnopauuMuM fBHO He B Moje. Koraa Bbl C/bliMTe O KOM-TO, KTO npopaboTan
B KOMNAHUM MHOIO [AECATKOB JieT, Yy BacC BO3HMKAET ollyueHWe, 4YTo 3TOT 4yesioBeK Obin
NPOCTO Y3HWKOM Kopropauuu. Bam Xo4yeTCs NOMHTEepecoBaThbCHA, YTO MOr0 6bl NPOU3ONTU,
ecnun 6bl OH 6bin CBOGOAEH OT OKOB (UPMbI. 3a TAKWM MHTEPECOM CKpbIBAETCA WUCTUHA,
CTaBwas Tenepb O6WWM MeCTOM: CTaTb KOPMNOPATUBHbLIM YENOBEKOM — HeyjayHas uies.
CynTaeTCcs, 4YTO HenokosiebuMMmas NpPefaHHOCTb KOMMNAHWM — 3TO CKOpee MJIOX0, 4YeMm
XOpoWo. M BOT 3[4eCb Mbl He MNpaBbl. [XeK Y314 - 4Ye/loBeK OAHOW KOMMNaHuu. ANA Y3anya u
MHOTMX TbICAY APYFUX NIOSNBHOCTb He NyCTOW 3BYK. HO, OCTaBasCb Ha cnyxbe cBoeu
KoprnopauumM, OH MOo-NpexHeMy oCcTaeTca bo3HATeNbHbIM U MILYLUM YESI0BEKOM.

Apbe e leyc, WCC/NeAOBaBWWUA OTHOWEHUS MexAy KOMnaHuehn n ee paboTHUKamu, nuweT o6
3TOoM B cBoen pabote «The Living Company». OH onpejensieT HOBble OTHOWEHUSA :
COBPEMEHHbI MYXYMHA WKW XeHUWHa, paboTawume B KOpnopauuun, AOXHbI MOHMMATb, 4YTO
Koprnopauus byaeT M AOJKHA MEHSATbCS U YTO TakuMe M3MEeHEeHUs MOryT MPOUCXOAUTb
TONbKO B Te€X C/y4yasX, €C/IM U3MEHATCS ee COTPYAHUKU. TMyTb K WU3MEHEHUAM JNEXUT
yepe3 obyyeHue. TakuMm obpa3oM, Kak cuuTaeT Je [eyc, TON-MeHeaxepbl AOMXHbl YAenaTb
OYeHb MHOFO BpeMeHM ObyYeHMI CBOMX MOAUYMHEHHbIX. OH Npu3blBaeT PYKOBOAMTENEu
TpaTUTb YeTBepTb CBOEro BpPeMeHM Ha pa3BUTME M PaCcCTAHOBKY KajapoB. Cam JKeK Yanu
3aABNfeT, YTO 3TUM BOMPOCAM OH yhenseT MOJIOBUHY CBoero paboyero BpeMeHw.

KopnopaTuBHbIA YeNOBEeK BbLIXMBET, TOJIbKO eCNn byaeT HenpepbiBHO oby4yaTbca U
pa3BMBATbCA. Y314 YTBEpXAAeT, 4YTO npuobpeTeHMe HOBOrO OMbITA M MPaBO Ha OWWOKMU
OYeHb BaXHbl ANA Pa3BUTUA JIMYHOCTM. O ero CroBaM, «TOM-MeHeaxXep KOMMAaHUW GE
ponxeH pabortatb He no 15-20 net, a He bonblle AecsaATU, B NPOTUBHOM CJiyvyae 4YesioBek
TepsAeT CBA3b C AENCTBUTENbHOCTbLIO. 3a Bpemsa Moel paboThl B KayecTBe Mpe3unjeHTa
KOMMaHMM B HEKOTOPbIX MecTaxX CMEeHWIOCb NATb, 4 TO W WeCTb rNaB aAMUHUCTpaUUU. Bbl
npuxoamMte Ha cobpaHMe, a TaM YyXe HOBbIM PYKOBOAUTENb. B nepBble HECKONbKO NeT
PYKOBOAUTENb CTapaeTCcs OCYWeCTBUTb YTO Obl TO HM ObLIO NObbLICTpee, UAET BbICTPbIMU
waramu. S AyMalw, HaM HYXHO Hay4YuMTbCA XUTb CO CBOMMU olwmMbkamu, paboTaTb Haj HUMU.
BU3HeC — 3TO MHOIOCTOPOHHWM npouecc, rae He BCE WUAeaNbHO OTNAXEHO». CTpemsieHue K
Pa3BUTMUI0 pellaeT BCe. HeCOBEpPWEHCTBO KAKUX-TO AENCTBUM O3HA4yaeT, 4TO B CleAyolunin
pa3 Bbl cAenaeTe 3TO Aydle.

NpuobpeTanTe onbIT

PaHblle CYMTANOCb, YTO CWUIa PYKOBOACTBA COCTOMT B CMOCOBHOCTM HANpaBfATb U
NpoABUraTb OpraHM3auuio, B CMOCOBHOCTM CMa3biBaTb Kojfeca KOPNOpPaTUMBHOW KyNnbTypbl.
3TO OTHOCMU/IOCb K BAACTW, MOJIMTUKE, a TAKXe KO BCEMY OCTaJibHOMY. OpraHu3auuu
ceMyac HayMHaWT MOHWMATb, YTO BakXeH TaKXe W MOTeHUMaN, CKpPbIBAWWWUACA B CTpPeMiIeHUn
K 0byyeHW, pPOCTY M U3MEHEeHMsAM, B TO BpeMs Kak paboTa npoxoauT B APYrom
N3MEpPeHUN.

Kak coobuwaeTt PaHaann M. YamT, coaBTop KHUI «Breaking the Glass Ceiling n «The
Future of Leader-ship», Ans noBblueHWs CBOEW KOHKYPEHTOCNOCOOHOCTWM opraHuM3aumu
Hayann COo3HaTeNbHO, C MOMOUbK PA3NNYHBIX pabouymx 3aaaHun, GhopmMMpoBaTb ABE
KaTeropum MeHeaXepoB. OAHA KaTeropus COCTOUT U3 MEeHeAXEepPOB C BbICOKUM
NoTeHUMaNIoOM; MM MNpPeaoCTaBAAlTCSA NydllMe BO3MOXHOCTW ANs pa3BUTUS, U, BEPOSATHO,
OHM CTaHyT OyaywuMu nuaepaMu opraHusauuu. Apyras rpynna npejctaBnseT cobon
CcBOeobpa3HbiM 3anacHoM (OHA, ynpaBfeHYeCKUX TalaHTOB, KOTOPbIM 3aHMMAETCH TeKylWumu
paboTamm, U uUeneHanpaBlieHHO UX HUKTO He NpoABUraeT. Ho Korga B opraHu3laumsax
Hayanacb NONIUTUKA PaA3PYLIEHUS TPaAHUL, MexAy OTAeNamu, BO3HWKAA HEOHBXOAMMOCTb
JaBaTb TBOpYeCckue, Tpebywwme MHULMATUBLI 3aJaHUs U 3TUM «TEXHUYECKUM MeHeaxepam»,
yTObGH AepxaTb MX B xopolen pabouern gopMe. MCNonb30BaHME CTpaTeruMm paboumx
3aaHUA Ans Toro, 4TobObl MapannenbHo pa3BuBaTb U OU3HEC, U NINYHOCTbL, OyaeT uMeTb
NOJNIOXUTENbHbIE MpeumyllecTBa AN JIOON opraHu3auum.

naes yumTbCs HaA NpeabliayleM OnbiTe He SIBNSeTCA XOTb CKONIbKO-HMbyAb HOBaTOpCKOM. B
npexHue rofbl OpraHu3aunm yxe Havanu obpawaTb BHUMAHME HA HAKOMAEHHbIN UMK
pa3HOObpa3HbIA OMbIT, MPUrOAHBIA ANSA Pa3BUTUSA Byayumx nuaepoB. CleaCTBUEM 3TOro
CcTajsa BHOBb OTKPbLITAs MCTUHA: ONbIT — 3TO OECUEHHbIN, CaMbil NYYWUN yyuTenb Ans
pyKoBoauTenen.

HYXHO pa3/uM4yaTb, HA KaKOM OfbiTe JIOAN XOTAT YYUTbCA. [IOHMMaHUE, 4Yero xenaet

JOCTUYbL TOT WU UHOWM MeHeaxep, NOo3BOJIAET OTCOPTUPOBATbL U3 MACCHI ONblITa UMEHHO Te
KOMMNOHEHTbI, KOTOpble OKaXyTCA NOJZIe3HbIMKU B €ro O6yHEHMM.
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B CBOUX WCCNEAOBAHUAX YaWT yKasal, 4YTO Takue 3ajaHus, KaK HaNaaAuTb pa3BaIUBLINACS
bu3Hec, HayaTb HOBbLIN BU3HeC, pa3paboTaTb OCOOLIN NPOEKT WAM MPOBECTUM MApPKEeTUHI B
6onbiioM MacwTabe, yaule BCero CAyXWIM MeHedxepaM B KayecTBe CTUMYJ/IOB A
obyuyeHus, pocTa M nepemeH.

PYKOBOAUTENN FOBOPAT, YTO OHM Npuobpeny BaxHbiM ONbIT B OBWEHUW C APYrUMU NI0AbMU,
KaK yBaxaembiMM, TaK U HEHABUAWMbIMA, F/IaBHbIM 0Bpa3om 6biBuMMM 6OCCaMU. DTOT OMbIT
6blBaNn M Noy4YMTeNieH, U MasnonpuaTeH. Ho npu 6anxanwem pPacCMOTPEHUW BUAHO, YTO
Cambli NYYlWNA UCTOYHUK OMbITA — 3TO BCe-TakuM COBCTBEHHAs AeATeNbHOCTb W BbIMO/HEHUE
3a4aHuUi, KOTopble npeasaraeT opraHu3auus.

BblIO YCTAHOBMIEHO, YTO KaXAbIM TUN 3aAaHUN BKAwYaeT B cebs cBou npobnemsl u
TPYAHOCTU. HanaxuMBaHMe MowaTHyBWerocs bu3Heca M CTAHOBJIEHME HOBOro Jena
NOpoXAaeT COBepWEeHHO pa3Hble npobniembl ynpaBneHus. MO3TOMY pa3Hble 3ajaHus
NPenojHOCAT pa3finyHble YPOKU. Hanpumep, ANA CO3AAHUA HOBOro 6u3Heca HAAoO yMeTb
b6paTb Ha cebs OTBETCTBEHHOCTb, OFpaHMYMBATb CBOM NPUTA3aHUA, OTCTaMBaAThb
HEe3aBUCUMOCTb, MOHUMATb, YeM XUBYT Apyrue nwau. CneumanbHble NPOeKTbl U 3afaHus
yyaT, KakK 4YyBCTBOBaTb Ccebs yBepeHHO B HeonpejeneHHblXx CUTyauuax, Kak pabotaTb C
MeHeJXepaMu, MOHMMATb MOTMBbI MX MOBeAEHMS. TaKkKe 3TWM YPOKM pa3BMBaT BaxHoe
yMeHMe BeCTW NeperoBopbl.

ECNM HauyMHaeT pacTW noTeHuman pasBuTUS npousBoacTBa (Hanpumep, MNOSABMASITCHA HOBblE,
Hen3BeCTHble paHee npuemsl paboTbl), TO BO3pacTaeT U CTeneHb pucka Ans busHeca
(pUCK NoOTepsHHOro BpPeMeHW, AeHer, MNPOAYKTUBHOCTW). MOCKOSbKY OOMBbWWMHCTBO
KOMMaHWA He XenawT bpaTb Ha Cebs PUCK WM B JIyUYWIEM CJiydae PUCKYT C
OCTOPOXHOCTbIO, TO OHM ODObLIMHO aApPecylT NOTEeHUMANbHO NONe3Hoe ANs Pa3BUTUA 3ajaHue
TakoMy KaHAMAaTy, KOTOpbIA YyXe ChNpaBfs/cA C noaobHou paboTon npexae. Hanpumep,
€C/IN BO3HUK/N Cepbe3Hble Npobsembl HA OAHOM M3 3aBOAOB KOMMNAHUW, Tyaa byaeTt
HanpaBfieH TOT 4YeNloBeK, KOTOPbIA HanaxuBan nojobHoe peno npexpe. Takas npakTUKa
4acTo NPMBOAMT K MNOSABAEHMIO OpraHM3auuh, rae CywecTBYKWT «CNeuuManucTbl Y3KOro
npodpuns» — NOAOOHBIN CNeunanucT 3HaeT, KaK CNpaBnAsiTbCA C KPU3UCHOW CUTyauuen, HO
gosceM He BnajeeT TeMU HaBblKaMW, KOTOpble TPebywTcs ANSA ynpaB/ieHUs YyXe HasllaXeHHbIM
N3HECOM.

Korpa xe B OpraHm3aumm mcyesawT HpO6ﬂ€MH Takoro poga, ToO U y3KMﬁ cneunanncT
CTAHOBUTCA HEHYXHbIM. 3TO NOTepsA He TOJIbKO AJid OpraHu3auuu, HO U Ana camoro
yenoBeka.

BOT HECKOJIbKO BaxXHbIX MPefoCTepexeHUh Mo MCNoJib30BaHWUI pa3BMUBawWMX paboumx
3aaHun:

e JlloaAaAM, KOTOpble BH6paHH AnAa BbINOJIHEHUA 3ajAaHWA NO pPa3BUTUO, AO0JIKHO 6bITb
CKa3aHoO, Mno4yemMy OHW nony4yawT 3TO 3ajaHume. bojsiee TOro, UM AOJIKHA 6bITb OKa3aHa
BCAYeCKada nojgaepxka.

e He HYXHO 3a0CTpATb BHMMaHME Ha CNaboCTAX MAM NbITATbCA M3 Kax4oro co34aThb
pyKoBOAUTENSA .

o BOJIWMHCTBO OpPraHM3aluin He MMEeKT A0CTATOYHO 60MbIWOro yucna 3ajaHun, 4YTObbI
OXBaTUTb UMW BCEX MeHeAXepoB, KOTOpble UM MOoHaaobsaTcs B byayuwem. Ho ecTb M apyrue
BO3MOXHOCTU pa3BMBAThb Kajpbl, a He TONbKO MOCHNATb UX HauyMHaTb bu3Hec B Bapuase,
NMonblle uUnM 3akpbiBaTb (abpuky B TaH3aHUW. MOXHO PACTUTb Kaapbl U Ha MecTe, AnA
3Toro 6biBaeT AOCTAaTOYHO HaAENUTb MX AOMNONHUTESIbHOMW, YETKO onpejeneHHOMU
OTBETCTBEHHOCTbI 3a Kakoe-TO JeJio.

o Jloboe 3ajaHWe AN KaxXAoro SBAAETCSH BO3MOXHOCTbIO pa3BuTua. Ho Cambli BaXHbIA war
- 3To obecneynTb NOJIHOE BOBJIEYEHUE B npouecc peueHna 3aaaym TOoro 4yenoseka,
KOTOPOMY OHa 6bbina paHa.

Pe3iome : KOpﬂOpaTMBHHﬁ yenoBek

KBanupuumpoBaHHaa paboTa TpebyeT HOBbLIX YMeHWW. daKTUYecku nwbas paboTa Bce Bpewms
TpebyeT 06HOBMEHUA HABBLIKOB. BOT 4TO roBOpuUT CTenna CUHAEH U3 GHN: «4YTObBbl CTaThb
NepBOKJACCHbIM AMPEKTOPOM, TpebyeTcs BbICOKOE yMeHWe YNnpaBaATb Kajapamu. ECAU Bbl
B3rnsaHeTe Ha 3acejaHue npasfieHUsa NwoboOM KoOMnaHuM, Bbl YBUAUTE, 4YTO MNOMelleHne
HaMo/IHEHO JIMYHOCTSAMU, KOTOPblE KAaXYTCA HAMNOPUCTHIMU U YCMEWHbIMA. OHU AOCTUIAN
BLICOT B OpraHu3aummM, obonas BCex KOHKYpPeHTOB. Tenepb OHM OKA3a/MCb B MpaBieHuw,
M UM NPUXOAUTCSH NPUHMMATb HAa cebs COBEpWEHHO pa3Hble PoNiu. UM MPUXOAUTCSH
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aAanTUPOBATbCA B HOBbIX YCJOBMAX. UM MPUXOAUTCA OTBEYATb 3a 4YTO-TO, MPUHUMATbL
MHEHUA APYrUX, MNOHMMATb APYTrYH CTOPOHY».

e Yyntecb Ha CBOEeM oOnbiTe. [XeK Y3n4 yBepAeT, 4YTO OH npmo6pen OrpOMHHﬁ onsIT,
pa60Taﬂ Ha HayaNbHOM >Tane KomnaHuun GE. OH pa3Bun y cebss MHOXeCTBO HOBbIX
noJs1e3HbIX yMeHUwu.

o [lanTe paboTHMKaM BpeMsi Ha CoBepuweHue ownbok, Ha BO3MOXHOCTb YUYMTbCS HA HUX U
Ha BO3MOXHOCTb MOMNPaBMTb jena. Hawa KynbTypa 6bu3Heca, C OAHOW CTOPOHLI, HaleneHa
Ha 6bICTpbIN pe3ynbTaT, a C APYrOM CTOPOHbI, XAET HeckoHYyaemoro ycnexa. Korga
HaYyanbHUK He CNpaBfifeTCA, ero YBO/AbHAWT. A 4TO, ecan bbl eMy AanvM BO3MOXHOCTb
pa3obpaTbcs B CBOMX oOWMBKAxX M HanaauTb paboTy? 3TO HaZoNro npupano 6ol emy
YBEPEHHOCTU. U OH CMOr bbl COCPEeAOTOYMTLCA HA AJIUTENbHOM COBEpUIEHCTBOBAHUN, a He
Ha CMIOMUHYTHOM BbIXMBAHWU.

e ObyyeHMe M pa3BUTME KaAPOB — I3TO HOBbIM BWJA, KOHTpaKTa. HOBbIM NMCUXONOFrMYECKUN
KOHTPaKT MOPOXAEH CTPEM/IEHMEM K COBEPWEHCTBOBAHMIO, Pa3BUTUIO U POCTY. KoMmmaHuu
JOJUKHbI pa3BMBaTb CMOCOBHOCTUM CBOMX COTPYAHUKOB, UYTOObI K HUM CTPEMWUIUCH MPUXOAUTb
Niydume Kaapbl.

rnasa 10 YnpaBnsnTe naBKOW

«GE — 3TO NpPOCTO CEMEWHbIN FAaCTPOHOM CO CpejHuMM Aoxoaom B 60 mnpa Aonnapos B
LEeHb» .
3aronoBok B Industry week

Camas bonblwas naBka B Mupe

JioAM He MOryT MNOHATb, KaK JIKeK Y314 CHOBa M cHoBa aAobuBaeTcs ycnexa. MHorue
MbITANTCA aHaIM3MPOBATb M paccMaTpuBaTb CO BCEX CTOPOH e€ro CTWIb PYKOBOACTBA B
GE. AApvaH CAMBOTCKU NUWET: «Y [XeKa Y314a eCThb MHOrCO KayecTB, KOTOpble caenanu
€ro 3HaMeHWTbIM, 3HA4YMTEsibHbIM, YyCTpaWwalmM, pecnekTabesbHbIM M Bbi3biBAKWUM
BOCXMIleHNEe. OH YMOPHO ABMXETCA K HaMeYeHHOW uenuM. OH Co3JaeT B OpraHu3aumu
MPOCTY0 U SAICHYH YCTAHOBKY Ha obuweHue. OH BUPTYO3HbIM TOProBel, BbICOKONO YPOBHSA».

Mo MHeHWW XypHana Forbes, cekpeT ycnexa Yanya KpoeTCsA «He B Ccepun bnecTsAawmx
WHTYUTUBHbIX HAXOAOK, He B CMeJloOM puUcke, a B (aHATUYHOM BHUMAHUM K AeTansdAMm». B
OJHOM KHUIe nojaMeyaeTCs, UYTO «Y3N4 Bbi3blBaeT CMMNATMM M yBaxeHuMe K cebe co
CTOPOHbI MEHEeAXEepPOB KOMMNAHUM GE U NpobyxaaeT B HUX DHTY3MA3M». OTY MbIC/Ib MOXHO
NPOAONXUTb UMTATON U3 peyn OAHOIro U3 PYKOBOAUTENEN KOoMnaHum GE: «OH HeBepOsTHO
YMEH M HaxoAuMB. OH MOXET MbIC/IMTb CTpaTerMyecku, HO OH TaKke Jierko obuwaetcs cC
nepcoHanom, napTHepamu, MNOAUTUKaAMU. OH JaeT MeHejpxepaM Takue COBeTbl, KOTOpble
MOXET JaTb TO/IbKO YMHbIM M XOPOIWO MHPOPMUPOBAHHLIA YESIOBEK, KOTOPbIA BUAUT CUTYaLUIO
CO CTOPOHbI» .

PyKoBOAMTE/Mb HOBOIro TuUNa [XeK Y314 CTOMT Ha 3emne, a He BuUTaeT B obnakax. OH
ynpaBnseT KomMnaHuMen GE, KakK HUKTO APYror He CMOr Obl. Y314 OTHOCUTCHA K KOMMNAHUU
GE Kak K camomy O6blMHOMY 6u3Hecy. «Jla, KOHEYHO, Mbl MPOAAEM TOBAPOB HA MUJJIUOHDI
JONIapoB, Mbl AOMUHMPYEM HA pbIHKE, Yy HAC BCEMUPHbIN ychnex, HO bu3sHec - 3TO He
paKkeToOCTpoeHMe», — FOBOPUT Y314Y. OH Xe MPOAONXKaeT: «TO, YTO BaXHO B MeAuUUUHE WU
TexHUKe, TaK Xe BaxHO M B HakanenHow naBke». ECAM noTpebuTenb HeNOBONIEH, eC/u
TOBAp HECBEeXUN, eCNN Ha noskax becnopsagok WM npoaasel, HEBHUMATENEH K
nokynaTenw, TO BCe 3TO Bely OAHOrO NopsajaKa. Bbl JOJIXHbB PYKOBOAUTH JbbiIM BU3HEeCOoM
KaK ManeHbKon 6akanenHoW NaBKOW.

ynpaBnsanuTe AeHeXHOW Maccoun

Cnpocute nwboro Bnagenbua HebonbWoOro Aena, 4YTo ABASETCA AN Hero camom 6onblion
npobnemon, U OH HenpemMeHHO OTBETUT — HaJINYyHble JAeHbru. OJHAKO eCc/n Bbl obpaTuTech
B 6oflee KPYMHYW KOMMAHWI, TaM [AeHEeXHYW HaJIMYHOCTb BPAAL /IN YNOMAHYT. MeHeaxepb
6onbUNX GUPM CTpPeMATCA TpaTUTb CBOe BpeMs Ha pa3paboTKy cTpaTeruu, a He Ha
npu3emsieHHble pPa3roBOpPbl O TOM, CKOJIbKO fAeHer B [aHHbIA MOMEHT MMeeTCsAs B Haiaudum. B
JeNCTBUTENbHOCTU Xe B BO/blIMX KOprnopauuax AeHeXHYH HaJMYHOCTb 3a4yacTyw
HeJOoOLUEeHNBAT M KaK CNeACcTBME — MNOXO OTC/EeXUBanT ee ABUXeHue.

IOXeK Y3n4 BoO3BpawaeT JAeHeXHble NMOTOKU Ha UeHTpanbHOe MecCcTOo. «CJ/IMWKOM 4YacCTO Mbl BCe
noacyYnUTbiBA€M, HO HUYEro He MOoHMMaem. Bbl AOJ/IKHbI KOHTPO/IMPOBATHL B busHece TPoU
OCHOBHbIX acneKkTa: BO-NepBbiX U BO-BTOPLIX, Bbl AOJIXHbl 3HATb, HACKOJZIbKO YyAOBJ/IeTBOpPEH
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nokynatenb U paboTHUK KOMMNAHUM, A& B TPeTbWUX, UMETb MNpeAcCTaBfieHME O AeHEexXHOW
Ha/IMYHOCTU KOMNAHWW. EC/AN Bbl COBepuWeHCTByeTe paboTy C nokynaTensMmu, Bawa Aons Ha
MUPOBOM pbIHKE OMpeJesIeHHO pacCWMpSeTCs. YAOB/eTBOpPEHME BawMx PaboTHMKOB MOBblLWAET
KayecTBO MX TpyAa, FOPAOCTb M TBOPYECKYW MOTMBAUMI. A AeHexXHas HaJMYHOCTb — 3TO
XU3HEHHbIA MYNbC, 3TO K4 K CepAly KOMMaHWW». JleHeXHble MOTOKWM CBSi3aHbl C
Ha/IMYHBIMU CpeaCcTBaMuU. «HaNU4yHble — 3TO (GAaKT, BbIFrOAA — 3TO MHEHWE», — FOBOPUT
Anbthpen PannanopT M3 WKOJb MeHeaxmMeHTa Kensor B CeBepo-3anajHOM YHUBEpCUTETE.

Y3n4y npuaaeT 6osblioe 3HaYeHWe BOMPOCY HAJIMYHOCTU, U 3TO MAET Bpa3pe3 C
HEKOTOPLIMA MPUHLUNAMU KOPMNOPATUBHON XU3HWU. MpU 3TOM C OYEBUAHOCTbI BO3HUKAET
BONPOC O MoAenu byxranTepuum, AeACTBYIOWEN B Kopnopauuu. ISpBuUH lIonL M3 Konneaxa
MEeHeAXMeHTa JWpuixa — OAMH U3 Tex, KTO nopuuaeT TPaAUMLMOHHYKW OyXranTepcKytw
MOAENb, FAe LEeHHOCTbI CYUMTAETCS CKopee Npubbiib, YeM JeHexHash Ha/IMYHOCTb. lony
nonaraeTt, 4TO 3Ta byxrantepckas Mofenb HecoBepweHHa (Tak Kak OHa He oTpaxaeT
MOSIHYI0 CTOMMOCTb KanuTana); CJ/IoKHA; HecornacoBaHHa (co3aaeT KOHGIUKTHble
MOMEHTbI) ; HEKOppPeKTHa M Head dhekTMBHA (NOCKONBKY 4YacCTO NPOTMBOPEYUT CUCTeMam
ynpaeneHus 6usHecom).

Y314 KOCHYNCA OYAHWYHBIX, HO XM3HEHHO BaXHbIX BOMPOCOB. JeHexHas HaIMYHOCTL.
NMPOAYKUMA HA CKNagax. «B chepe NpPoOM3BOACTBA UIPOKU BbICWEN JIMFU CYMTANT CKOMJEeHUe
ToBapa Ha CkKJajaxXx HeraTUBHbIM SIBJIEHMEM, C KOTOPbIM Haao 6opoTbCsA», — 3asABJSA/I OH B
nMcbMe K COTpYAHUKAM GE B exerogHom otyeTe 1997 r.

Pe3ioMe: YnpaBnsanuTe NaBKOU

e CneguTe 3a AEHeXHOW Ha/IMYHOCTb. Ana busHeca nwboro macwtaba Heobxoaumo
ynpaBfieHMe JAeHexXHbIMU MOTOKaMu. K TOMYy Xe 3TO HanpaBJ/ieHUe MOHATHO BCEeM.

o COXpaHANTEe NpOCTOTY B NapaMeTpax OLEHKU YCNewHOCTU NpeanpuaTud. Huyero
3aMbIC/IOBATOr0. Y3Nn4 jenaeT aKWeHT Ha MPOCTbiX KpuTepusax. OH He obpawaeTcsa K
BO3BpaTy KanuTana WIn APYrUM MOAHbIM Teopusim. Ero napameTpbl ycrnexa — 3TO
HaNMYHOCTb, CEpBUC U Takue Ha3oBble KaTeropum busHeca, Kak 3amackl ToBapa Ha
CKnaaax.

e YnpaBjieHuMe - 3TO yNpaB/jieHue. YnpaenseTe SM Bbl baKanenHOM NABKOW WM
KOHIJloMepaToM MpeanpusTUA, OCHOBA OAHA M Ta Xe. He AymaWTe O pa3/iNumMaX — WX HeT.

NepeaaTb 3cTaheTy

TeM, KTO AOCTUI BONbWMX YCNEexXoB, KpanHe TPYAHO MPU3HATb TOT (GAKT, YTO MX CW/bl Ha
ncxope. HekoTopbie CMOPTUBHbIE 3Be34bl NeYasibHO M3BECTHbl TeM, YTO NPOAOIXAKT
BLICTYNAaTb, XOTS MUX MAaCTEpPCTBO YyXe AABHO yracno. ElWle OAHO CpaxeHue, elue OAWMH
3aber, euwe OAWH TYPHWUP..

PYKOBOAMUTENMN CTA/IKUBAWTCA C TaKoOW Xe npobsieMor. YMHCTOH Yepuunnb Obin BblaawowmMmcs
BOEHHbIM NIUAEPOM, HO B MUPHOE BpeMs ero UMUAX MOMepK. DTO He 3HayuT, 4YTO ero
YMEHMS MCYEe3/M, HO, KaK 4acTo bbiBaeT B XM3HM, MACTepCTBO, YCMEWHO NpOosiB/sieMOe B
OAHMX YCNOBUAX, OCTaeTCA HeBOCTpPebOBaHHbLIM B APYruX. Xapu3maTuyeckue nuaeps - Te,
KTO co3AaeT ObiICTpopacTylyw, AMHAMUYHYW OpraHuM3auuio, Peako MPoAO/iXalT BO3r/aB/fATb
ee Toraa, KOraa opraHu3auus CTAHOBUTCA CTAbWAbHbIM MHOMOHAUWMOHAMbHLIM FMIFAHTOM.
JencTBMTeNbHO, Cenvyac Gurypa xapuM3mMaTUUYeCKOro nuaepa MNoBCAY BOCMPUHUMAETCS CO
CKenTuuusMoMm. MNutep Apakep NpuU3HaeT BAXHOCTb aBTOpUTETA B YMNpaBie€HUU, HO
nonaraeT, 4YTO Xapu3MaTuUyecCKue nuaepbl HacTO OC/ensieHbl WA3NEeN CBOEW
HenorpewnmocTn. Beps B CBOW HEMNOrpewmmoCTb, OHM He MOryT aAeKBATHO pearnposaTb
Ha nepemMeHbl U UM TPYAHO CMPABUTbLCSA C HOBLIMW YCJ/IOBUSMU.

MHOrMe nuaepbl He MOHAC/bILKE 3HAKOMbl C TaKMM BaXHbIM (aKTOpPOM, Kak HexBaTka
BpeMeHU. [Na HEeKOTOpblIX, TAKUX Kak Jlopa Mapwann m3 British Airways, sBnsetcs
HOPMaNibHbIM U YeM-TO HeOoTbeM/ieMbiM MOCTOSIHHAs HexBaTka Cun. «0bwas npobnema ans
BCexX NnuaepoB B nwbon obnactm — 3TO TO, YTO BpemMsi, KOTOPOe OHWU MPOBOAAT B oduce,
OTpbiIBA€T MX OT pPeanbHOCTU. M KaK pe3ynbTaT, OHM He MOryT NpU3HATb CBOMX Heyjad U
ownboK. PYKOBOAUTENIN HE JAO0JIXHbl OCTAaBAaTbCA HA MOCTY CJ/IMWKOM AOAr0», — FOBOPUT
Jlops Mapwann, ccbelasCb Ha MHeHWe PobepTa TayHCEHAA, YTO HUKTO He AOJIKeH
0CTaBaTbCs HAa OAHOM MocTy bonee naTu ner.

JUXeK Y3514 BO3r/JIaB/ifi/l KOMMAHWI ropa3jo AoJiblle. U emMy, O4YeBWAHO, ObUIO BMOJIHE
KOMDOPTHO HAa CBOEM MOCTYy. OH npojonxan paboTaTb B TaAxenble BpemeHa 1980-x rr. u B
nepvoj onepauuu Ha cepaue. Ho co3paeTcs BneyaT/ieHMe, YTO Tpaauumu ynpaBneHusa GE
NO3BONUAN Y3N4y CHecTu bpems Bnactm 6e3 ocoboro yuwepba. U B CBOW oyepenb,
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CTPYKTYpa KOMMAHUM OKa3anacb AOCTATOYHO YCTOMYMBOM, 4TODObl Y314 He CMOr C/lOMaTb
€e N MU3MEHUTb «NOoA Cebsi». Y3n4y npeAaH KOMNAHUM A0 KOHYMKOB HOITeW, HO CaM OH -
He GE. W Tak bbno Bceraa.

Ero npeemHuKk IOxehdpn P. UMMeNnT clepyeT TeM Xe KypcoMm. Komnauus GE npoponxaeT
yCTaHaB/MBATb PEKOPAbl. MOTpPACEHUSA B a3MAaTCKOM 3KOHOMUKE, Kpax WHTEpPHeT-KOMMaHumn
M pOCT Aosapa, KaxeTcsd, HUKAK He OTPa3uIUCb HA YCTOMYMBOM AOXOAHOCTU KOMMAHUW.
NepcnekTUBbl KOMMNAHUU, B NpUHUMNE, O4YeHb 6NAronpuATHbI. BeNVMKUE YPOKM Kapbepbl
JlXeKa Y3nya He JOJiKHbl ObiTb 3abbiThl: MEHAWCS, MOKa BCE MAET XOpowo. MeHSWUCs
cenvyac, 4tobbl nNobeauTb KOHKYpPeHTOB B byayuem. Ecnau byaewb MeannTb, Tebs BbHYASAT
M3MEHUTbCA.
Kak ynpaBnsiTb No MeToAy [xeKa Yanuya
LXK Y3N14 — YyHUKaNbHas JIMYHOCTb. Ero ycnex yHuMKasneH. Ho BCe Xe MMewTCs
%HmsepcaanHe npaeBuna, KOTOPble MOXHO W3BJieYb W3 €ro Kapbepbl U NPUMEHUTb B CBOEM
u3Hece.

1. Caenamte MHCTPYKUMM No paboTe npenesnibHO NOHSTHbIMW.. @ MOTOM MPOYUTANTE UX
ApYrum

«Mosqa pa60Ta COCTOUT B TOM, yTobbl AABATH XopouwuMm cneunanncTam b6onblle BO3MOXHOCTEMN
ana peannsauunnm nx CnocobHoCTeNn U BKAAABIBATH ponnapbl B HyXHble MeCTa», — OBOPUT
Y3n4y. JencTtBuTeNnbHO, MNpPOCTO.

2. MpoBoauTe pPEeBOJIOLUOHHbIE U3MEHEHUA, a He MbiTakTeCb Koe-Kak noApPeMOHTUPOBATDb
34aHune

NocTteneHHble U3MEHEHUA BbIrNAAUNT 3aMAaH4YUBO, HO MOIYT MNPUBECTU K MOPAXEHUIO. BO/bLION
CKA4YO0K 3HauunTenbHO nydue.

3. MNOCTOSAHHO MeHSANTeChH

YAOBNEeTBOPEHHOCTb coboi cmepTenbHa Ans 6onbWoN Kopnopauuu. Bce Bpems ABUramTech
Brnepej.

4. MbiCAIUTE MNO3UTUBHO

IIXeK Y314 BepuT B TO, UYTO BCe MOXeT ObiTb YynydlleHo. «MPOAYKTUBHOCTb He BblCOCaHA
M3 nanbua. MPOAYKTUBHOCTb — CJieACTBMEe Trnybokon Bepbl B TO, 4YTO Jsiwboe 3azaHue
MOXHO cAenaTb Nydlle, a MOTOM ele ny4ue».

5. OKpyXuUTe cebs HYXHbIMW JIIOAbMU

B OKPYXeHMM noaxaaMmMoB BaM, HaBepHo, byaeT KompopTHO. Ho [AXEeK Y314 OKpyXun cebs
HEeYXMBUYUBBLIMU WUCMOMHUTENAMU. TakKUMU KakK M3pu BeHAT U3 GE Capital un PobepT PamTt u3
NBC.

6. Bcerga yuutecsh

npopa60TanM NN Bbl BCHO XM3Hb B OJHOM KOMMAHUM UNU B JecsaTKe pa3HbIX — Ball JINYHBIN
nporpecc 6YAeT OoUueHNnBaTbCA ﬂpM06peTeHHHMM HaBblKaMh, a He POCTOM 3apnnaThl.

7. NoajepxvBanTe NPoOCTOTY

UTOobbI Bbl HW Jenanu, Jenamte 3To NpocTo. ObwanTecb npocto. CTaBbTe NPOCTble LEsN.
co3paBanTe NpPOCTble CUCTEMbI.

8. BocnuTbiBaWTe CBOM MepCoHa

BoCcnuTbiIBANTE CBOUX COTPYAHUKOB, W Balla KOMNaHUA BOCNUTaeT cebs cama. MOCTOSHHO
pasropapmnBanTe C nepcoHasioMm MU pas3BuBanTe Kaapbl.

9. NnaHupynTe ycnex
Bbl OTBeyaeTe 3a 3aBTPAWHUA AeHb.

10. CoBepwanTe owMHKU
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Jboln penaet ownbku. Jinbo Bbl coBeplaeTe OWMOBKM U yuyuTecCb HA HUX, Nnbo 3abbiBaeTe
0 HuX. lpeHebpexeHMe owMbkamuM — 3TO NyTb K MpoBany.

cnacmbo, 4TO 4uTanM KHUTYy Ha topyme Bakwu buckshee-CnopT, aBTO, (MHAHCHI,
HEeABUXUMOCTb. 3AO0POBbLIN 006pPaA3 XU3HWU. MPUATHOrO YTeHUs!
http://buckshee.petimer.ru/

http://petimer.ru/ WHTepHeT Mara3uH, CNOPTUBHOE NMUTAHME, KOCMETWUKA, CauT
WHTepHeT MarasuH oAexabl WHTepHeT MarasuH obyBu WHTepHeT MarasuH
http://worksites.ru/ Pa3paboTka WMHTepHET Mara3uvHoB. CO3JaHWe KOopPnopaTUBHbIX
CanToB. WMHTerpauusi, XOCTUHI.

http://filosoff.org/ ounocodus, cdunocodbl mMupa, tdunocopckne TeyeHus. Buorpadus
http://dostoevskiyfyodor.ru/ MpuaTHOro 4YTeHus!

canTt http://petimer.com/
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