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BmecTo npegucnoBus



[obpbin OeHb, yBaXXaeMbln YntaTteso!

CHayvana HeoXuaaHHbIA BOMNPOC: CTOUT NN NOKyNaTb 3Ty KHUIYy? Kak NOHATb, YTO Bbl
OepXnuTe B pyKkax nonesHyto Bellb? [JocTonHa nNn oHa Bawero BHUMaHUA U BpeMeHN?
Nnu ato o4yepenHaa OnsHec-kHUra, npuabiBaroLLas «OTKPbITb Yakpbl» U CMOTPETb Ha
najaroLlunmr 3a OKHOM CHer B Hagexae, 4To cebeCToMMOCTb NPOAYKUNN CHU3UTCA cama
cobon? Nnun nepen BaMun TOSICTEHHbLIN HAY4YHbIM PONMAHT C Kyden popmyn 6e3
NPUMEPOB N3 MPaKTUKKU, NOL KOTOPbLIA TaK XOPOLLO 3aCHYTb? A MOXeT, 34eCb MHOIO
«BOAbl», OCHOBHAsA MbICIb Bblpa)keHa B NepBOu rnase, a ocTanibHOe UOET «B HarpysKky»?

Hu To, HK apyroe, HM TpeTbe. [NoBepbTe, cam He N6 NITOXME KHUM: MHE »KarnkKo Ha
HUX BPEMEHMW.

MHe o4eHb XOTenocb HanMcaTb XOpoLy BU3Hec-KHUTY, kKoTopasa Obl noMorana peLaTb
HacyLLHble NPoOneMbl, a He NokasbiBana, HaCKOJTbKO aBTOP «HepearbHO KpyT».

[Mouemy Xxe A yTBepkaato, YTO 3TO XopoLluas KHura?

Bo-nepBbiX, B HEN HET «BOAbI» — [M1aB, KOTOPbIE HanNuUcaHbl Ana obbema. Kaxabin pasgen
OAMHAKOBO NOMNE3eH U HECET CBOM COOCTBEHHbLIE MbICITN N MPUEMBI.

Bo-BTOpLIX, TEOPUSA U NMPaKTUKA paccMaTpmuBaloTCs B eauHCTBE. B KHMUre MHOXeCTBO
NpPMMepPOoB 13 MOen NpodreccroHarbHON OeATeNbHOCTU N OnbiTa MOUX Korner. B Hen HeT
CINOXHbIX POPMYN U TEPMUHOB — TONLKO HEOH6XOANMbBIM MUHUMYM TEOPUN.

Hy 1, B-TpeTbux, A Nnoctaparncs HanucaTb KHUTY MakcuMarbHO NOHATHbLIM s3bikoM. Ee
KpacoTa B NPpOCTOTE 1 3[0POBOI [0MNe CaMOUPOHUM.

«Bce 210 npekpacHo, — ckaxeTe Bbl. — Ho 0 yem ata kHura?»

OHa 06 «yny4wansnHre». O ToM, Kak pellaTtb Npobriembl, He «3anueas» ux geHoramu. O
TOM, KaK genatb 6osbliee MeHbWMMKN yenunusamm. O ToM, Kak NOCTOSAHHO Yyny4waTb CBOU
npouecchl U NPOAYKTbI, CMOKOMHO U CUCTEMHO, a HE «Maxasl LuallKoW» 1N coBepLlasd
BGecCcMbICIIEHHbIE MPOPbIBbI KaXabl OAEHb.

A He Oyay cHoBa pacckasbiBaTb BaM 06 Agile, 6epexnueom npoussoacTee, JInH 6 Curma
N NPOYEM — HANOMHIO TOSTIbKO caMoe Heobxoammoe. Ha Bce 3T TeMbl HanncaHo
MHOXECTBO KHUI. A nocTapalcb 0ObACHUTL, NOYEMY 3TN NOAXOObl HE paboTalT y
OONbLIMHCTBA KOMMAHMN U NOYEMY — @ caMoe NaBHOe KaK — eANHULAaM yoaeTcs
npeBpaTUTb UX B CTpaTernyeckoe npenmMyLLecTso.

N nocnegHee.

Bcerna obngHo, korga tebe coobLaoT o4EBUAHLIE BELLM YMHBIM TOHOM, Aa ele U He
FOBOPAT, YTO C 9TUM AenaTtb ganblie. [loBepbTe, B 3TOW KHUre Takoro He oyaert. B
0oopbIv NyTh. ..

nmaBa 1
Kakon Takon «yny4luan3nHr»?

UT0o6 Tebe X1Tb B 3roxy nepemMeH.
JpesHekumatckoe npoknsmue

CoBpeMeHHast XX1U3Hb TPebyeT NOCTOAHHbLIX N3MeHEHUN. Kaxabln AeHb MOXXHO yChnblilwaThb,
kak oyepegHon CEO npusbiBaeT paboTtatb apdekTnBHee, xoauTb No oducy obicTpee,
eCTb XenaTeslbHO He OTBJieKasCb OT paboThl, a nocewaTtb YOOPHYK TOSTbKO NO
cTaHOapTy TauM-MeHeLKMEHTa.



He oTcTaloT oT pykoBoAUTENEN N Pa3HOro poaa «KOHCYNbTaHTbI», KOTOpble npeanaratT
OCBOMTb «pPEBHEMAKEAOHCKY0 CUCTEMY YMpaBreHUs», CNONb30BaTh «MeTo, Lianmmn»
UNKW pucoBaTb AMarpamMmmbl [aHTa BBepX Horamu. YTo X, Cpoc poXKaaeT NpeanoxeHue.

CTpemMrieHue cTtaTb nydile nerko 06bLACHMMO.

Bo-nepBbix, KOHKYPEHLUMIO HUKTO HE OTMEHAN. A ¢ y4eToM rnobannsaymm pbiHKOB U
BO3MOXXHOCTW ANs1 noTpebutens 3akasaTb ToBap Ha AlIExpress nnm Amazon npuxogmtca
KOHKYpUpoBaTb CO BCEM MUPOM.

Bo-BTOpLIX, CKaXXeM YeCTHO, KOHKYpPUpPOBaTb TOJSIbKO 3a CYET LieHbl CTAaHOBUTCS BCe
cnoxHee. [NoTpebutens ctTaHOBUTCS BCe Boriee pa3dbopymBbiM, U EMY HYXXHO, YTOOLI
Benocurea He TonbKo e3aun, Ho 1 pasgasan wi-fi, otBevan Ha TenedOHHbIE 3BOHKN U
roToBwUs Kogoe.

B-TpeTbux, AeHer HeT. TO ApeBHee NPaBUIO CErodHNA Kak HMKoraa akTyanbHo. Mo
MHEHUI0 MHOTUX aHaNUTUKOB, BPeMsi CBEpPXNpubLINen 6e3B803BpaTHO yTpayeHo, a
cbrHaHCOBbLIE KPU3NCHI CIyYaloTCsl BCe Yalle U Yallle.

N Tak panee u Tomy nogobHoe...

Ho rnmaBHasi npuyMHa COCTOUT B TOM, YTO BCE MPEKPACHO MOHMMAIOT, KakK
«3abropokpaTm3anpoBaHa», Kak 3arpykeHa nuwH1UMun npoueaypamm paborta B
rocyaapCTBEHHbIX M YaCTHbIX KOMNaHMAX. [10CTaTOYMHO CryYanHo 3arfsiHyTb B KAKOW-
HWOyab OTAEN rofIoBHOro odomca 1 yBUAETb, KakK NoAN TaM «NPOAYKTUBHO» MbIOT Yam no
OEeCATb pa3 B AEHb.

B TO XXe BpeMsl B HepaBHbI BOM C KITMEHTOM OTYASAHHO BCTYNaeT 3aMy4Y€eHHbIN
KaHUensapuamMamMmm n nopyyveHnsMmn CoTpyaHuK, Hag KOTOPbIM KakMM-TO YyOM yMeLlatoTCcs
OBajuaTtb HavdanbHMKOB, JalOLWKMX B3aMMOUCKOYaloWwme ykasaHns — npaBuilbHO —
MeXay nepepbiBaMu Ha Yau.

[To-Hay4HOMY 3TO Ha3blBaeTCcH «pa3dbanaHcupoBka obLen CXxeMbl NPON3BOAUTENBHOIO
npouecca», B busHec-cpene — H1M3kom adpdPeKTUBHOCTLIO, @ FOBOPA MO-MPOCTOMY —
©apgakom.

ABHbIe NpU3HaKM HN3KON 3P PEKTUBHOCTU (Y HAC BCe-TaKmM cepbe3Hasi KHUra, noaTtomy
CcnoBo «bapaak» gepXXum B yMe) Nnerko pacnosHaTtb:

1. HUKTO HE 3HAET, YEM 3AHMMAETCSA CNEOYIOWMMN MO LIENOYKE PABOTHI
NCIMOJIHUATEJb (TO ECTb OTCYTCTBYET NOHNMAHWNE BU3HEC-TNPOLECCA).

2. PABOTA NMPOXOONT C ABPAJTAMU N C NMPOCTOAMU (TO ECTb CEIrogHA
COTPYOHUKW OENAIKOT BMO, YTO PABOTAIKOT, A SABTPA — TEPOUYECKW
WTYPMYKOT HOBbIE BbICOTbI NJIAHA MNMPOOAX).

3. N(HOOPMAUWNA O MNMPOLIECCE CKYOHAA N TTPOTUBOPEYMBAA: HE YTOYHEHbI
TPEBOBAHUA KITMEHTA, KOJTMHYECTBO OLWUMBOK, SATPATbBI HA KAXObIN 3TATI
PABOTbI N T.0.

NO-HAYYHOMY CUTYALIUA HA3bIBAETCSHA «PA3BANTAHCUPOBKOW OELI.I,EI?!
CXEMbI NPOU3BOAUTEJIBHOIO NPOLECCA», B BUSHEC-CPEE — HU3KOU
QDOPEKTUBHOCTBLIO, A TOBOPA MO-NMPOCTOMY — BAPOAKOM.

4. MPNYMHbBI NOOOBHOIO BESOBPA3VA HUKTO HE SHAET N HE MNBbITAETCA
Y3HATb

CTaHgapTHble OTBETbI CBOOAATCA K:
* HEOCTATOYHOMY YUCNY UCMOSTHUTENEN UNU UX HN3KOWN KBanundukaumm



* NNOXOMY PYHKLNOHNPOBAHMIO nnn ctapomy UT
* ManeHbKoMy BrogxeTy
» «MecTo TyT, OapuH, rnbnoex»

5. M CAMOE NMABHOE. ECIIN OPI'AHN3AUNA BEOAHAA, OHA YALLE BCEIO
MNUPUTCA C 3TUM; ECIIN BOTATAA, NbITAETCA PEWNTbL NPOBJIEMY

C NMOMOLLbIO UT UNTN HAHUMASA MOBONbLUE NOOEWN; OPYTMMMN CNOBAMW —
OEHBIAMW. TP 3TOM HUKTO HE OTOAET CEBE OTHETA B TOM, UTO BES3
N3MEHEHWA ITOT'MKN NMPOLECCA HOBOE TEXHUYECKOE PELLEHUNE U
OOMNOJIHUTEJIbHbBIE MATBAECAT MEHEXXEPOB bYOYT J1NWb BPEMEHHbBIM
PELWWEHWEM MNMPOBJIEMbI

Ctosd Ha nne4yax rMraHToB

TeM He MeHee 3aKpblBaTh rnasa Ha HU3KYH 3pPEKTUBHOCTbL MOXHO [0 KaKOMn-TO
onpenerieHHon CTerneHun, NOCKOSIbKY paHOo Unu No3gHO AeHbMN N Pecypcbl 3aKaH4YNBaKOTCS
Oaxe y camblx 6oratblX opraHm3auum.

A TyT MexgyHapoaHbIN OnbIT NoACKa3blBaeT, YTO pAL BENUKUX KOMMAHUIA CMOIN
KapauHanbHO N3MEHUTb CTUSb CBOEN paboThl, HE 3aTpayMBasi Ha 9TO BCE CBOM pe3epBbl.
HaobopoT, um yganocs:

1. COKPATUTb N3OEPXKWA

2. BHEOPUTb MHHOBALIMW B MPOLIECCHI M MPOAYKTbI, HE MOBLIWASA MPU
3TOM LIEHbI

3. BbINTU B NNOEPbLI OTPACIIN

[MproBLLNTLCA K 3TOMY CakparbHOMY 3HaHUIO OOBOMNLHO NPOCTO. Ha npocTtopax
HTepHeTa Bbl HanaeTe OOCKOHAlbHYO NCTOPUIO KOMNaHu Toyota, Motorola n MHormx
apyrmx. lNepevncrneHmne KHUr, onucbiBaroLWLMX OgHY TOMNbLKO NPOU3BOACTBEHHYIO CUCTEMY
KOMMaHuM « TonoTa», BKNYaa BCE YaCTHbIE Crlydan U3 cepun «bepexrnsbin ydeT»

N «o0byyeHne cCoTpyaHNKOB METOAOM « TOMOTbI», NOTPEDYET CyLLEeCTBEHHOIO KonnMyecTsa
Bymarn. A 4MCro KOHCYNbTAHTOB (Kak C MUPOBbIM MMEHEM, TaK U opunaHcepos) Mo
OaHHOMY BOMPOCY He noaaaeTcs HUKaKoMy pa3yMHOMY CYETY.

HeyaomBuTeNbHO, YTO NPU TaKMUX BbICOKNX MOTEHLMAIbHbIX Bbirodax U KaxyLlencs
NErkoCcTy NOBTOPUTb YCNEeX KOMMaHUN-TUraHTOB MbITAOTCS BCE KOMY He NeHb. TeM He
MeHee KONMYEeCTBO NPOoBaroB, Korga notpayeHbl OrPOMHbIE JEHbIM Ha TPEHUHTU U
KOHCYNbTAHTOB, a pe3ynbTaTa HUKAKOro HET, UCYUCNSAETCHA COTHAMU, @ UCTOPUM ycnexa —
eaVHULaMN.

[Mapagokc? He coBceM. B 3ToM KHUre s1 nocTapaloCb packpblTb HAanbonee TUNmMYHbIe
OLLUNDKN, KOTOPbIE NMpecneayoT «yIydwansnHr, n, 06esycrnoBHoO, JaM COBETbI NO
XeKNPOBAHUIO NOAOOHLIX PUCKOB.

Tak 4TO Xe TaKoe <yny4vlanu3nHr»?

Ecnu B AByXx crnoBax, «yny4dllan3nHr» — COBOKYNHOCTb METOA0B AN NOBbILLEHUS
ahheKTMBHOCTM paboTbl NpeanpuUaTms.

A ecnu noapoGHee, TO 3TO OYEHb LLUMPOKOE MOHATME, KOTOPOE BKIHOYaeT B cebs:

1. UENW.



Hanpumep, CHUXeHne nsaepek, NoBbILUEHNE NPOU3BOANTENBHOCTU TPYAa, CHKEHNE
BpemMeHn obcnyXnBaHus unm paspaboTkm NpoayKkTa, NoBbILLEHWE KavyecTBa.

2. METOOUKU NOBbLILWEHUA ONEPALMOHHOU 3®®EKTUBHOCTU (TO, YTO
B INTEPATYPE BCTPEYAETCA KAK PEX — PROCESS EXCELLENCE).

N3 Hanbonee n3BecTHbIX 3TO JIuH 6 Cuama, peuHXUHUPUH2, Meopus ogpaHu4eHUU W
npoyee, a Takke Noaxoabl, KOTOpbIE MOryT ObITb B TOM YMCI1E UCMOSIb30BaHbl NS
co3faHus HoBbIx npoueccoB. Hanpumep, DILSS (Design for Lean Six Sigma), ou3auH-
MbiWIIeHUe, nnaHuposaHue cuyeHapues n T. A. bonee nogpobHO 0 METOAONOMMN Process
excellence mbl noroBopmm nosgHee — B rnaese 6.

3. MPOEKTbI U YINPABJIEHUE UMW.
OcTtaHoBMMCS Ha 3TOM BOMpPOCE B YETBEPTOM rnase.

4. MPOLECCHI.

Bce paccmatpmBaemblie METOALI TaK UMM MHAYe MMEKOT eSO HE C N30NUPOBAHHBIMU ApYr
OT apyra doyHKUUSIMUN, a C eAnHbIMK NpoueccaMn. Takum obpasom, Hac He NHTEPECYET,
HaCKOJIbKO XOpOLLIO B Lenom pabdoTtaeTt otaen cbopkm nnn mapketuHra. CooTBETCTBEHHO,
Mbl U HE CTaBUM LESb JOKa3aTb HEKOMMNETETHOCTb PAabOTHMKOB UIN pyKoBOAUTENS.

Hac uHTepecyer:

* HACKOMbKO JNTOMMYHbI AENCTBUS, COBEpLLUaeMble BCEMU CIy>KbamMu rnpun U3rotToereHnmn
KOHKPETHOro npoAykta (U HYXHbl JIn 3TU AeNCTBUSA B NPUHLMNE),

* HACKOJbKO XOPOLUO OYHKLIMN B3aUMOAENCTBYIOT APYr C APYroM B NPOU3BOACTBE
npoaykra.

5. UHOPACTPYKTYPA ONA CONMPOBOXAOEHUA N3MEHEHUW.

970 06WMPHOE NOHATHKE, BKNtoYatoLLee B cebst obyyeHne pykoBoauTenen npoeKkTos,
3anyck cuctembl paboTbl C MIHHOBAUUSIMU, CO34aHMe NPOLECCHOW MOAENNU, — BCE TO, YTO
HeobxoauMo Ansa nogaepXxaHus ynydweHun. 1o cytu, pedb MAeT O «TbINTOBOM>»
obecnevyeHnmn BalLNX NPOEKTHbIX «BOWCK».

6. YNIPABJIIEHUE OPTAHU3ALUUWOHHBIMU USMEHEHUAMN.

[1aHHbIN 9N1EMEHT NOBbILIEHNS 3PPEKTUBHOCTN CBA3AH C BbINOJIHEHMEM BCEX MPOEKTOB B
3adBlIEHHbIE CPOKW, 3aKpensieHNeEM OOCTUMHYTLIX pe3yribTaToB, obecneyeHnem
NHOPMaLMOHHON nNoaaepXkm bmusHeca n ap. Ho Bce nepevncrneHHoe — aTo eLle
nongena (Tak HasblBaemMasi TeXHM4Yeckas 4acTb) B ynpaBSfieHUN OpraHM3aLUnoOHHbIMN
N3MEHEHNAMMN, MOCKOSbKY Takxe HeobxoanMmo:

* KaK-TO CO34aTb B OpraHM3aumn NpuUBbIYKY K MOCTOSAHHOMY MOUCKY N MPUMEHEHUIO
yIyyLeHun,

* CNPaBUTbLCA C CONPOTUBIIEHMEM HOBOMY (@ OHO ByaeT, yXX noBepbTe),
* MPUBUTb COTPYAHMKAM U MEHEIKMEHTY N0OOBb K CUCTEMHOMY aHanuay

* N caenaTb Tak, YTOObl NnepeMeHbl paau AOCTMXKEHUS NyYLInX nokasaTenen (a He paau
caMmux nepemMeH) ctanu yacTtbio «[JHK»-opraHusaumm.

[poLle roBopsi, BaXXHO co3aaTb KyNbTypy HENPEPbLIBHbIX YIy4LLEHNA.



MpeaynpexnpeH — 3HA4YNT, BOOPYXKEH

[ToBbliWeHNE 3P PEKTUBHOCTN B OpraHn3aumn — OO5ro BbINMOJSIHAEMas U CIOXHas
cTpaTterMyeckas 3agava, gaxe ecnuv genartb Bce npaBuinbHO 1 BaM BygeT conyTCcTBOBaATb
yaada. Ytobbl He pa3dbuTbCsa O cKarbl UMK HE CECTb HA MEerb, KanuTaHy, TO eCTb BaMm,
HY>XHO XOPOLLUO 3HaTb BCe OMNACHOCTU, KOTOPbIE XXOYT KOMMNaHUKO Ha NYTU NOBbLILLIEHUS
adhpekTnBHOCTU BU3Heca.

A TyT nomoxeT nogpobHas kapTa. B 9ToM KHUre Mbl NocTapaeMcsl HAHECTU Ha Hee Bce
NoABOAHLIE TEeYEHUS, 0003HAUYNTb BCE CKPbIThIE OT a3 BOAOBOPOThLI, KOTOPbIE MOTYT
nomellaTtb JOCTUYb LEenn.

Mbl paccMOTpUM BCe acnekTbl: Kak TeXHU4Yeckme (NoCcTaHoBKa Lernen, Bolbop
MEeTOLOSIOrnKn), Tak 1 KyJbTypHble (paboTa ¢ nepcoHanom, MoTueauus). B kaxgown rnase
noMnmMo npobnem ByayT onucbIBaTbCA NYTU UX PELLEHUS.

NTak, Ha4YHeEM.

'naBa 2
Hac HeBO3MOXHO COUTbL C NyTU, HaM BCe paBHO, Kyaa
naTvm

HanpaBo nonagellb — KOHSI NoTepsiellb;
HaneBo nongelub — cebsi noTepseLlb;
NpsiMO NonaeLlb — n cebs,

N KOHS noTepsellb.

Pycckasi HapoOHasi cKa3Kka

«mMaBHOe — BBA3aTbCA B 601, a TaM NOCMOTPUM»

Hayano ntobbiX U3MEHEHNN — HE Ba)KHO, NPOLLECCOB, NPOAYKTOB UIK Yero-To Apyroro, —
NOrMYHO HaYMHaTb C Bonpoca: «A 3a4eM HaM 3TO HaJo?»

YamBuTEnbHO, HO 6onbLLEe NOMOBMHbLI BCEX MPOEKTOB MO Yny4ylleHUsM ctapTyeT 6e3
OTBEeTa Ha 3TOT BOMNPOC, a Kak-TO Pe3Ko 1 BHe3arnHo, kak BoeHHasi Tpesora. Buepa Bbl Npo
9TO HMYEro He Cnblllanu, a ceroaHsa — byabTe nobesHbl, AeNCTBYNTE.

B pesynbTate nony4yaem crieaytoLlyto, Aaneko He paayXHy KapTuHY.

 LLENTN, A COOTBETCTBEHHO, Y PE3YJIbTATA, KOTOPbIA YOOBNETBOPUT
PYKOBOOCTBO, MNPOCTO HE CYWECTBYET. He acHO, 4TO 1 3a4€eM YUHUTD.
Kputepun ycnexa nnu npoBana He NOHATHbI U He 3adpuKkcupoBaHbl. B utore Bce
NPOEKTHbIE MEHEKEPLI U KOMaHAbI NbITAOTCA yragaTtbh, Kak yroauTb «Lapto-b6aTiolke» —
«BO0SbLLOMY HayasribHUKY», YTOBLI 1 NPEMUIO NOMNYYNUTb, U NO rofioBe He HacTydanu. A 310
HEBO3MOXHO, TaK Kak PyKOBOACTBO CaMO He B Kypce TOro, YTo HYXHO genatb. B
KOHEYHOM CYeTe BCe AEUCTBUA COTPYLAHMUKOB KOMMNAaHUU — Urpa B PYCCKYHO PYreTKy C
NonHbIM 6apabaHowm.

3AKPbIBATDB INA3A HA HU3KYIO 3®PEKTUBHOCTb MOXHO A0 KAKOWU-TO
ONPEAENEHHOU CTENEHW: PAHO Ui NO30HO AEHBI'N U PECYPCbI
3AKAHYUBAKOTCA OAXE Y CAMbIX BOIrATbIX OPTAHU3ALIUN.



[Napy nem Ha3ad 0OuH U3 poccutickux 6aHKog pewusi co30ambe cO6CMBEHHYI0
rnpoussodcmeeHHyr cucmemy (cucmemy u Habop UHCMPYMEHMO8 Orisl HErnpepbI8HbIX
yrydweHul rpoueccos), U MeHs 8 4Yucne rnpovux npuanacunu Ha cobecedosaHue Ha
rno3uyuro pykogooumerisi noopasoeneHusi, Komopoe O0/KHO bbIrio peasnu3ogams 3mom
npoexkm. A npowers mpu cobecedosaHuUs, Ha KaxxO00M U3 KOMOPbIX 3adasarl 80ripoc, O
4yea20 amo Hy)XHO KomrnaHuu. M kaxoblIU pa3a rosydarn pasHble omeemal. Mbl XOmMum
Hanadumb rpouecchl, HaM HY>KHO U3MEHUMb KyIribmypy yrpasrneHus, Xxomesnochk bbl
rosbicums Kad4ecmeo rpooykuuu. Ha cpuHanbHom cobecedosaHuu rpe3udeHm baHKa
ron4aca reimaricsi ybedume MEHS, 4mo eMy 3MoO 8aXHO U YMO «HaWU KIUeHmbl — Haule
gce, 015 HUX u Oenaem». B umoee rnocrie moux 0osi2ux paccripocos8 U HagooswWux
80r1POCO8 OH coarics: «[la He xo4y S amuM 3aHUMambcs. Imoz2o mpebyrom Hawu
UHOCMpPAaHHbIE NapmHepPbI, @ 3a4eM — HE 3Ha0».

dymaeTte, aTto wyTka? HeT. U kak 6bl KOMMYHO HU BbIrnsiAena cutyaumsa co CTOPOHbI, HO
NPOEKT 3anyCTUNun, a Koraa HU4Yero He BbILLSO, «NONeTeNun ronosbi». CNycTa rog NPoeKkT
3amopo3unn. Camoe obmagHoe He To, YTOo Noan 6bINM Haka3aHbl HX 3a YTO, HE TO, YTO BCE
OENCTBUS MEHEKEPOB K NPON3BOACTBEHHbLIM CUCTEMAM HE MMENN BOOOLLIE HUKAKOIO
OTHOLLEHMUS, a TO, YTO Ha BOMPOC: YTO HYXXHO caenartb? — 3Bydano: «Camun gymaunTte. 3T0
€ OYEeBUOHO.

« HENPABUITIbHbIA BbIEOP MHCTPYMEHTOB U3-3A HEACHOCTW LIENMW.
BE3YCNOBHO, ANA PA3HbIX LENEN HY>KHO BPATb PA3HbIE MHCTPYMEHTDI.
ECIU HET LUENW, TO U HEMNOHATHO, KAK EE AJOCTUIATb. KAXObIN
UHCTPYMEHT HAMNPABJIEH HA NMOYUHKY YEIO-TO

KOHKPETHOI' O: /IMH yBennunBaeT CKOpPOCTb npoueccos, 6 Cuama CHMXaeT
Konn4yecTtBo 6paka 1 nosbIIAeT KavyecTBo, Ju3alH-MbiwieHUe no3BonisieT paspaboTtaTb
KOHLUEeNT npouecca/npoaykra u T. 4. [pn aTom y Kaxkgoro cnocoba «ynyyliansmHra» cBou
orpaHndeHnsa n HegocTtatku. Caenartb BCe U cpady OQHOBPEMEHHO He nony4ymnTcd. B
ynpasfieHUN NPOEKTaMN 3TO Ha3blBAE€TCSH NPOEKTHbIM Mpey20/IbHUKOM, TOe BepPLUMHAMMU
paBHbIX CTOPOH SIBNSIIOTCA OCHOBHbIE PECYPCHbIE OrpaHUYeHUst NpoekTa (CM. puc. 1).

Ka4yecTBoO

CTOMMOCTDb CPOKu
Puc. 1. [lpoeKmHbIU mpeya0sibHUK

CHWXEeHNe CTOMMOCTHN, CPOKOB UMM NOBbILLEHME KayeCTBa TakKe BbICTYNalT U B POnu
3afad B NpoekTax «yrny4yansnHra» npaktndecku B 90 % cny4aes.

TpeyronbHUK ke AEMOHCTPUPUPYET, YTO NPU OrpaHNYEHHbIX pecypcax, ABUrasiCb K OHOMN
13 3aa4, Mbl Ha TO € PaccTosiIHWe oTAansieMcs oT Apyron 3agadun. MNMonbiTaBLINCh
peanu3oBaTb BCe TPW 3aa4M 04HOBPEMEHHO C OAMHAKOBOW OTAa4Yeln, Mbl OCTAaHOBUMCS
nocpeau TpeyronbHMKa, Tak U He AOCTUIHYB HM ofHOWN. [M03BONbTE NPOUNIOCTPUPOBATL
3Ty CUTYyaLUo NPodEeCCUoHanbHbIM aHEKAOTOM-ObINbI0 U3 apceHana NPOEKTHbIX
MeHedXepoB.

[oBOpPAT, Ha okpanHe MOCKBbI €CTb aBTOCEPBUC, Ha ABEPSX KOTOPOro BUCUT Tabrnnyka:



denaem Bcio pabory:
* bbicTpo
* [leweBo
* Ka4yecTBEeHHO

BbiGepuTe, noxanyicra, ABe NPUopUTeTHbLIE A9 Bac Onuumn

BbibepuTte, noxanyncTa, ABe NpMopuTeTHbIE AN Bac ONLun

* I HaKoHeL,, nonHasa ppycTpaumsa nepcoHana. Begb oTcyTcTBME LENN HE O3HAYaeT
oTcyTCcTBME paboThl. Bce Beryt, HAaHMMaEeTCs MHOXECTBO KOHCYNbTaHTOB, O4HOBPEMEHHO
aenarTcda B3anmoucknovatowme sewn. B obuwem, pabota kunmut. TonbKo cBETNOE
Oyayliee HMKaK He HacTynaer.

Bam HyXHbI uenn? Tak BOT e OHU!

Tem He MeHee He Bce Tak nnoxo. B page crnydaeB He0OXoaMMOCTb OnpeaennTbes ¢
OTBETOM Ha BOMPOC «/S1s YEero 1 3a4em» BCe-Taku HaxoauT CBOMX nocnegosartenen. M B
3TOT MOMEHT BCE CTAaHOBUTCH ropasao Xyxe...

OkasbiBaeTcsl, OTBET HE 00s13aTENIbHO HaXoAuUTb. Ero MOXXHO 3aMMCTBOBaTb, BblAyMaTb
nnn — moe camoe ndumoe! — aprymeHTMpoBaHHO 060CHOBaTb, MOYEMY HE HYXXHO
HUYEro MeHATD.

Huxe a npnBeay CBOW nepCcoHanbHbIN TOM-NUCT OTBETOB Ha BOMPOC: 3a4eM HaM HYXHb
N3MeHeHna?

1. NepBoe mecTo 1 Haw gpaBopuT. «[loToOMy 4UTO BCe TaK AenarT» Unn «ATO cenyac
MOAHO». [lencTBuUTenbLHO, cenyac Tema ynpaBneHna UsMeHeHUAMIN JOCTaTOYHO
BocTpeboBaHa. TonbKo, Kak B criydae ¢ JfitobbiM ApyrMM NPOEKTHbIM NOAX0A40M, HYXKHO
NOHMMAaTb, YTO Kaxkaasi cuTyauus yHukanoHa. OgHon KoMnaHuy, 3aHMMatoLemn
nnanpyoLwme No3nLUnm Ha pbiHKE, HY>KHO HEMHOTIO NOBbLICUTL NOSNBLHOCTL NOTPebuTenen,
a apyromn, Haxogsuwenca B rnybokom ynaake, — pagukasribHO yIydlwnTb
NPON3BOANTENBHOCTb U 3 EKTUBHOCTL Tpyaa. 1 ecnu nepBon 4OCTATOYHO NOOAHATH
KayeCTBO B HECKOJIbKUX KITtoYeBbIX npoueccax Ha 10 %, To BTOPOM HYXXHO CHayana
onpegenuTbCcs, Kakue npouecchl y Hee BoodLe ecTb, noctaBuTb nNo HUM KIS n caenatb
elle MHoro paboThl, Npexae Yem yCUneHHo npoBepsATb BCe N BCeX. A YTO KacaeTcs
MOZbl, TO B NEPBYIO O4epeb CTOUT MOMHUTb, YTO Bbl paboTaeTe Ha Bnaro KomnaHuu, a
He 3aHMMaeTecCb nonynsapusaumen U3MeHeHun.

[Mpon3BoaACTBEHHAsA cuCTEMA « TOMOTbI» Ha4Yanacb He C XXenaHusi BHeApUTb KyIbTypy
MNOCTOSIHHbIX YrydweHnn (KynbTypa o4YeHb BaXHa, n 6e3 Hee paboTaTb C UBMEHEHNAMN
OEUCTBUTESTIbHO HEBO3MOXHO, HO 06 3TOM MO3Xe), a C 3aadn CHMXKeHNa cebecTonmMocTun
npoaykumn. Motorola paspaboTtana metogosnoruto 6 Curma gnsa CHUXKEHUs1 ypoBHS Bpaka
Ha NPoM3BOACTBE, a HE NOTOMY YTO PYKOBOACTBY KOMMaHMN XOTENOCb co3aaTb obpas
KpeaTMBHOW OpraHu3aunm.

B obuwem, 6onblue nparMaTuky, MEHbLLE «BO3OYLUHbLIX 3aMKOB».

2. «kEcTb Takasa meTogonorusa, saameyareribHas MeTo4ONOrMs, KoTopas peLunT Bce
Hawwu NnpoobrieMbl OAHUM MaxoMm». ABTOP 3TOM dopasbl MOI NOYEPNHYTb NOEK N3 KHUT,
CNnblllaTb O HOBbIX NOAX04Aax Ha KOHJEepPEHUUN UMK Ha NPoLUrIoM MecTe paboTbl. He cyTb



Ba)KHO, OTKyJa OH O HeW 3HaeT. [MaBHOe, YTO OH BEPUT B «BOMLLEOHYIO MU0,
KOTOPOW HET, U, KaKk rOBOPUTCS, NeunT cnabutenbHbIM U cepale, u nerkve. B pesynbtaTte
BCE B KOMMaHUN, MSITKO rOBOPS, HEQOBONbHbI PYKOBOACTBOM, a NPo6rieMbl TONbKO
yCcyryonsoTcsi, MOCKONbKY BCE Pecypchl TPaTATCA Ha HOBYHO «UIPYLLKY [[aBHOro».

[TpuBeny eLle oanH NpUMep.

OOHa KpyrnHasi KoMmrnaHusi cHadarsa eHeopsina JIMH, nomom 6 Cuema, nomom

JINMH 6 Cuema (06beduHeHHbIU nodxod), 3adymbigarniack U 510KallbHO UCIMO/Ib308aria
meopur ogpaHu4deHul, 3amem rpPoueCcCHkIU nodxod, nomom yxodursia 8 CmMopoHy
ou3aUH-MbIWIIeHUs, 3amemM asmomMamu3auyuu U 6onbwux 0aHHbIX 071 OOHUX U MeX Xe
npobnem u m. 4. [Npu amom yauje eceao 8ce ocmaHassueasiock fiubo Ha nMuUIOMHbIX
npoekmax, nubo Ha repeou 8osiHe ynydueHul. B umoeze ece usmeHeHus denanuchk
mo4yey4yHo, He 0b6beduHsNIuUCk Opya ¢ Opyaom u He rpuobpemarnu cucmemMHo20
xapakmepa. Nonydyanock amakoe «J10CKymHoe 00esiiox». [lpu amom 6biearnu criydau,
Kozda MeHeOoxep, rnpuxo0sauwul co cmopoHbl, He 8dasaricsl 8 cymb ripeobpasosaHull, a
rnpocmo obwbsesnsn ece, Ymo bbirio coderiaHO 00 He2o, ePeCchbio U YHUYMOXKalrl
pe3yrnibmamel dgyxrnemHeu pabomeoi.

Camoe ydusumeribHoe, 4mo rfpoeKmabl 1o yrydweHuro busHec-rpoueccos pewurnu
yacme xusomperneuwlyuux 80rpocos, 00HaKko Hekomopble ba3osbie (Harpumep,
3hPHEKMUBHOCMb YripasrieH4YecKUX rpoueccos U rpouedyp rnpuHsImus peweHud,
g3aumooeucmeaue ppoHmM- u 6ak-oghuca) rpobriembl ocmarnuck rNosIHOCMbeH 3a
cKoObKamu.

3. «Ham HyXHO cTaTb nyJuwe, 6onbLe, cunbHee» N «<Ham HY>KHO NOBbLICUTDL
yAOBNEeTBOPEHHOCTb KINMUEHTOB, Ka4eCTBO CepBMCa, YBENTMYNTb A0X0oAbl». TO eCTb
nnbo uenb ctaBuTcsa 04eHb 0600LLEHHO, NMBO BbIDNpPAOTCA TUNOBbLIE 3a4a4un, KOTOpbIE
CTOAT nepen nobon opraHnsauymen. «lfloyemy xe 3To NIoxo?» — crnpocute Bobl. [1eno B
TOM, YTO NOAOOHLIE Lenu «yrydwansnHra» 4yacTo:

1. HE CBA3AHbI CO CTPATEIMEWN OPTAHU3ALIA,
2. HE YHNTBIBAKOT COOTHOLWEHNE 3ATPAT U PESYJIBTATA,

3. HANPABIEHbI HA YCTPAHEHWE HE MNMPUYUHbBI NMPOBIEM, A X CITEACTBUA
NI HA PABOTY C «JIOXKHOW» NMPUHYNHOW.

Pa3bepemcs no nopsaky.

Co cTpaTterven Bce NpoCcTO: OpraHn3auuns pelaeT onpegeneHHole 3agaym, HasBaHHbIe
cTpaTernyecknmu. pm aToM HENOHATHO, Kak npeasiaraemole npoekTtbl no Agile, JlnH

N T. 4. OOSMKHbI MOMOYb JOCTMXKEHUIO 3TUX 3a4a4Y. To eCcTb npobremMbl B opraHu3aumm
eCTb, N UX Jaxe XOTAT peLwlaTb, O4HAKO NPOEKTbl MO YIydLleHNsaM He NnoMoratoT, a
OCTaloTCs «Bellbtlo B cebe» 1 npeacrtaBnaoT cobon ckopee «MepTBbIN rpy3», Ha
KOTOpPbIN HEOBXOOMMO TPaTUTL PECYPCHI, YEM pearbHy noMoLlb. Kak oxapakTepusoBan
CUTyauMlo OaVH N3 TOM-MEeHeLKepoB, C KOTOPbIMM MHE 0oBernock pabotaTk: «Ham Tyt
npogaXkamMu HY>KHO 3aHMMAaTbLCH, a Bbl CO CBOEN epyHAOO0MN nes3eTe.

[Tepexogmm K MHCTpyMeHTaMm. Jllobon nogxon TpebyeTtcs ncnonb3oBaTtb 3PHEKTUBHO:
caenartb Tak, YToObl BalUX YCUINA MO UCNOSMb30BaHUIO HOBbIX METOAMK OKYyNuUnu cebsi ¢
N3ObITKOM. TYT HY>KHO YYnNTbLIBATb, YTO BHEAPEHMNE U3MEHEHUI NOHa4vany 6yaeT CroXHO U
HENnpuBbLIYHO, TO €CTb NOTPEDYET BPpEMEHN Ha «packauyky». Takke He CTOUT 3abbliBaTb,
YTO 3TO NPOEKTHAs AeATENbHOCTb, KOTOpasi TpebyeT BpeMeHn U pecypcoB, — NPOEKT JInH
6 Curma MOXeT ANnUTbCA OT 2 40 6 MecsaueB N He Bcerga 3akaH4yMBaeTca ycrnewHo (Ha 1o
OH U NPOEKT).



«YNYYLWAN3UHI» — COBOKYMNMHOCTb METOAOB A4 NOBbILWEHUSA
QDOPEKTUBHOCTU PABOTbI NMPEANPUATUA.

HenoHaTtHO? puBeay npumep. [Jonyctm, BamM HY>XKHO CHU3UTb U3aepxkm Ha 5 %. [lo
TOro Kak Bbl HAYHETE ONTUMU3NPOBATbL NPOLECChI, YTO, 6e3yCNoBHO, AACT BaM 3 eKT
oT 30 % u BblllEe, MOXXHO AOrOBOPUTLCA C NOCTaBLLUMKAMM O CKMAKax, pasdobpaTbca C
Hencnonb3yemMbIMn CKNagckumu nnoLwagamm, CoOKpaTuTb U3NMUWHNUA agMUHUCTPATUBHbIN
wrat n T. 4.

B obLiem, He HYXXHO CTpendaTb N0 Myxe U3 6asyku. [[oBopsa MHaYe, He NblITanTeCb PELUNTb
Bce (0COBEHHO MernKue NpobrnemMbl) C MOMOLLLIO CNOXHbLIX MeToAMK. A ecnin bepeTech
CUCTEMHO NoBbIWaTb 3 {PEKTUBHOCTb Ha 3a4aHHOM y4YacTKe, BblIbepute noaxoasimm
NHCTPYMEHT, UCXOOA U3 BaLLUMX Lienen n OCTYrMHbIX PecypcoB.

Tem He MeHee B NnoroHe 3a ynyydqweHnem «BCero n BCA» Yallle BCEero «nandm» rno BCem
HendmM n BO BCE CTOPOHDbI.

Hy 1, HakoHeLl, «oXHble NpUYnHLI». [NpeacrtaBbTe cebe, YTO y BaC AaBHO €CTb 3aBETHas
N HEXHO neneemas MedTa 3anncaTb cebe B akTUB cokpalleHne usgepxek. Caenartb 31O
OOCTaTOYHO MPOCTO — HYXXHO COKPaTUTbL MOJSTOBMHY CBOEro AenapTaMmeHTa. Tem boree Bbl
NCKPEHHEe cunTaeTe 3TO0 «cbopuLle HeygauyHUKOB» OCHOBHbLIM MCTOYHMKOM BaLUnX
npobnem. Ho o6ocHoBbIBaTbL Nepen kagpaMmm HeEoO6XoaAMMOCTb YBOSIbHEHNA TaKOro
KonnyecTBa Jitogen — OMro U Taxeno. A TyT Tak yaadHo NoABEPHYNCA «ynyyllanusnHm.,
OcHOBHas YaCcTb METOAMK N3MEHEHNI HaLeneHa Ha NOUCK Toro, YTo MellaeT
adodpeKkTMBHOCTM npoueccos. [1paBaa, BO BCex Noaxodax eCTb OroBopka «Bcerga
BUHOBATbI HE Noaun, a npoueaypbl», HO... KOro aTo BOSHYeT, npaBaa? W 3adem genatb
KPOMOTMAMBLIA aHanmsa, eCrnn MOXHO «3arHaTb NUHKaMun pakTbl B cxemy, n3obpasuntb
NPOEKT», @ Ha caMOoM aene, NPUKPbIBLUMCL TI03YHIOM O HEO6XOANUMOCTU YNyYLLEHUN,
N36aBNATLCA OT HEYroAHbIX.

Y KaXkgoro onbITHOrO MeHemKepa eCTb MHOXECTBO 3apaHee NoaroTOBMIEHHbIX OTBETOB
(HegocTaTovHaa KBanudukaums nepcoHana, HecobnogeHne ctaHgapToB U T. 4.),
KOTopble 6e3 Kakoro-nnmbdo aHanmnaa Bpoae kak noMoratoT 6opoTbCHA C HA3KON

9 PEKTUBHOCTLIO. CIOXHOCTb NULLbL B TOM, YTO NOAO0OHbLIE WABNOHHbLIE PELLUEHNSA HE
YUNTbIBAOT OCOBEHHOCTU KaXXO4oMW KOHKPETHOW CUTYaLMN N HE 3aTparmBaroT KOPHEBbIX
NPUYNH BO3HUKHOBEHUS Npobnem. dpyrumum cnosamMmn, MeHemkepa He MHTEPECYET,
noyemy 6onbHoM KawnaeT. OH BO BCeX Cry4vasix NPOnUcLIBaeT NnekapcTBo And ropna. A
Beab Npobriema MOXeT BbITb U B NIETKUX.

3aBepLlaeT Hall CNUCOoK yTBepxaeHue: «Ham aT1o He TpebyeTtcs. Y Hac 1 Tak Bce
xopowo». Mbl yXe BbISCHUNU, YTO UBMEHEHUSA pagn U3MeHeHUn, — 3To nnoxo. Ho
obopoTHaa CTopoHa Medanun ToXe He CynUT HUYero xopoluero. Bcerga HangeTca 1o, YTO
nnMbo MellaeT BaM BbINTU Ha HOBbIW YPOBEHb, TMDOO paboTaeT He Tak XOpOoLUO, Kak
xoTernocb 6bl. OgHako Yalle Bcero dopasa «y Hac NnpobrieM HET» rOBOPUT O TOM, YTO
npobremMbl eCTb, X MHOIO U Kak UX peluaTb, He 3HAeT HM O[Ha XXMBasi AyLla B KOMMNaHUM.

OOuH u3 Moux Kosiiee pacckasblearl, Kak cobuparics yripocmumae rpoyecchsl 8
rnoopasdeneHuu bezornacHocmu o0Ho20 baHka. Hecmompsi Ha mo 4mo UHYUOGeHmMos8 Ha
oxpaHseMbix 0bbekmax Hukoada He bblIro u cnyxba e ueriom pabomara Xxopowo, makue
PYMUHHbIE oriepauuu, Kak rnosy4eHue rporycka, Kiw4yel, 8bIHOC MEeXHUKU U3 30aHuUsi U
rpoyee, 6bi/1U HACMObKO «3abopoKpamu3upo8aHkl» U 0MsSA20UWEHb! U3TUUWHUM
KOJIu4ecmeom «mersio08UXXeHUU», 4mo 8 Opyaux nodpal3desieHUsIX rnoxoo

K «be3oracHuUkam» Ha3sblgasicsl He UHa4e KaK «Cryck 8 ad». Harnpumep, 4mobbi
8blrucame riporlycK Ha napmyepa, Komopakit bbigarsn 8 30aHuUU yxxe pa3 dsaduame,
mpeboesariocb Habpame riporyck 8 Word, pacriedamame e2o (a amo bbirio 8 2012 200y)



u obolumu ropsiOka oecsimu 4Yesnogek. [lpudemM HUKMO HU4Ye20 He rpoeepssl, a rnpocmo
cmaaeus pasmawucmyro rnodnuck. Ha ece rpo ace yxoousio rnopsioka mpex oHed.

Ha scmpeue ¢ pykosooumernsmu omoesioe 8HympeHHeu 6e3ornacHocmu U KOHMPOJisi
MOU Kosifie2a O4eHb akKypamHo, rnoodyepkusas 6ce 00CMUXEHUS OXPaHbl, NMOSICHUIT, Kak
MOXHO cOerlameb riyqwe 0nsi ecex. Bpooe ece coanacusnuckb, 4Ymo O0esio xopoulee, a
rnomom niponanu Ha 2 Hedesnu. Npuwnock nucame cryxebHyro 3anucky (CKkaxy rno
cekpemy, 4mo «ornmumu3zamopbl» 6osibwe ecea2o He bsm bropokpamuu u
Heslo2u4HbIx Oetcmeul). B Hel 6b1r MsSi2Ko riocmasrieH 80rpoc: Kak MOXHO MoMoYb
yryqwums cumyauuro? Ewe yepes 2 Hedenu bbin nony4eH omeem: Ha siucme
gopmama A4 6bina oOHa 3anuck:. «Y Hac 8 6e3ornacHocmu ripobrem Hem» — U
mpuodyams rnodriuceu 80Kpya.

A uepe3s nonzoda rpu ornpoce ydoeriemeopeHHoCmMuU compyOHUKO8 8HYMPEHHUMU
cepsucamu 6e3ornacHocmb oKka3arnachk 8 Yucrie caMbiX py2aembix Criyxo.

A ecTb N NnpaBUNbHbLIA CNOCOO NONTYYNTb OTBET Ha
BOMPOC «3a4yeM»”?

Be3ycnoBHo, ecTb. IoTK kK HEMY, NpaBAa, HECKONbKO A0Nblle, YeM NPOCTO NpuayMaTh
OTBET, HO, MOBEPbTE, 3TO TOrO CTOWUT.

1. Hayatb Heo6x0aMMO CO cTpaTerum KoMmnaHunm. Hy>xHO BbiNnucaTb LIENN UNKn, ecnu
cTpaTernn HeT, onpeaennTb Te pesynbTaTtbl, KOTOPbLIX BAM HEO6XO0AMMO OOCTUYbL B
nepcnektTmee. [[MaBHOE Ha 3TOM Luare — NOSIHOCTbIO abcTparMpoBaTbCA OT BaLlUMX 3HAHUN
UK onblTa «yryylwanauHra». NpocTo ewe pas onpeagenuTte Kypc, No KOTOPOMY Bbl
cobunpaeTechb BECTU «KOpabrib».

2. Papom 0603Ha4ybTe OCHOBHbIE NpOGNeMbl cBoero 6usHeca. [loa npobnemamu B
OaHHOM TekcTe byaem NoHMMaThb To, YTO B paboTe camMon KOMNaHUM MeLLaeT ee
pa3suTuio. NoHMMalo Balle BO3MYLLEHME: «A KakK XXe He4oOpOCOBECTHbLIE KOHKYPEHTbI?
Nnn «gywawme» 6busHec Bropokpatus n TpedboBaHnsa Haa30pHbIX opraHoBs? Hy unu
HEeCOBEPLUEHCTBO 3aKoHOAdATENbCTBA, B KOHLE KOHLOB?» be3ycrnoBHo, Bce
BblLLENEPEYNCIIEHHOE, a TaKKe MHOXECTBO APYrMX BHELWHUX NPUYNH MOTYT ABNATLCA
Cepbe3HbIMU Nperpagamu Ha nyTm K ycnexy. TonbKo nx 0COBEHHOCTb B TOM, YTO Bbl Ha
HUX HUKAK UNU NOYTU HUKAK HE MOXETe MoBNUATb. B oTnnyMe oT CocToAHMSA aen B
cobcTBEHHOW KOMMaHuK. [Npu 3TOM Ballia OLEeHKa cKkopee Bcero dyaet cybbekTnBHa, u
NO3TOMY AN NPUHATUA peLleHnsa CTonT cobpaTtb MHpopmaumo o npobrnemax n3 bonee
HenpenB3aTbIX NCTOYHUKOB.

* 3yunTe xanobbl. 3TO HEUCCSAKAEMbIN NOTOK AaHHbIX OT KNMeHToB. Ecnn nx cobpatb u
npoaHannanpoBaTb (KenaTesibHO AenaTb 3TO Ha peryfigpHoOn OCHOBE), MOXXHO MHOroe
y3HaTb. Hanpumep, 4to cnyxba cbbiTa, KOTOpas, Mo 3aBepeHNto BalLuMX 3aMeCcTUTeneun,
paboTaeT Kak Yacbl, 4OCTaBMsAEeT NPOAYKLUMIO C ONo34aHMEM, a LieHbl, YCTAaHOBIIEHHbIE KakK
cpeaHue Mo pbiHKY, Bblle, YEM Y MHOIMMX KOHKYPEHTOB.

[Mpexae yem asuraTbca ganbslle, HeobxoaMmMo caenaTtb ogHy pemapky. Nocrne aHanunaa
Xanob Tak n xo4yeTcsa obfMYNTL BCEX BALLUNX COTPYAHUKOB NOroSIOBHO B OTCYTCTBUU
npodeccnoHannama. Ho He cnewnTe ycTpamBaTb «OXOTY Ha BeabM». Mbl 00 aTOM eLle
NOroBOPUM OTAENBHO, HO MOKa XOTenocb 6bl NPOCTO NOMPOCUTL Bac OCTaBUTb
COTPYAOHUKOB B rnokoe. Kak nokasbiBaeT MO OMbIT, NPY ONTUMarnbHO BbICTPOEHHOM
paboyem npouecce noau padboTarT OTIINYHO, NPU NII0OXOW opraHu3aummn Tpyaa — n3 pyk
BOH MNS10XO.



 [lpoaHannanpymnTe BHYTPEHHNE UCTOYHNKM OaHHbIX. K HUM OTHOCATCA U Byxrantepckue
BanaHcol, 1 dMHaAHCOBbIE NNaHbl, U MHOroe apyroe. Jtobon JOKYMEHT, KOTOPbIN
NoKasbiBaeT HECOOTBETCTBME MeXAy 3aniaHMpoBaHHbIMW NoKasaTenamm u
pesynbTaTamMmn 3a OTYETHbLIN Nepuoa, noacBevnBaeT npobnemHyto obnacte. [[NaBHoe —
He OCTaHaBNMMBATbLCS TOSIbKO Ha ODLLKMX pe3ynbTaTax: obbemMe npogax, 4o pbiHKa U
NpoYeM, a NOrpy3nTbCHA Ha OAMNH-ABa YPOBHS rmnybxe n obpatnte BHUMaHME Ha CTPYKTYPY
Nn3gepxxek, Konm4yecTso BO3BPATOB NPOAYyKLUM U T. .

 [lpoBeauTe DEHUYMApPKUHT, aHanmM3 KOHKYpeHToB. K coXaneHuto, 4acTo OTHOLLUEHME K
BeHUYUMapKNHry Becbma popmarbHoe. [poncxoauTt aHanma OCHOBHbIX NOKa3aTeneu
OeATENbHOCTM NPSIMbIX KOHKYPEHTOB MO OTpacsnun, Npu aToM B pacyeT He bepyTcs
nyyme nNpakTukK, NepcrnekTuBHble pa3paboTku, Kak U1 BHOBb NPUXOAsALLME UTPOKN U3
CMEXHbIX N HE OYeHb oTpacnen. NonyyaeTca cpegHaa Temnepartypa rno 6osnbHUUE,
KOTOPYIO TPaKTYHT OOHMUM N3 OABYX CMOCODOB: «y HAC BCE XOPOLLO» (0CODEHHO KacaeTcs
NMAOEPOB PbIHKA 1 MOHOMOSUCTOB) UM Xe «HUYEro He NOHATHO» (NOCKOSTbKY O4HU
rnokasartenu y KoMnaHun BblLle pbliHKa, Apyrne — Huxe). K 4emy aTto npuBoauT?

OOHUM U3 caMblIX SIPKUX NMpUMepo8 makou cumyauuu sierisiemcsi baHK « TUHbKOGh»,
KomopbIl ycmaHo8us1 Ho8ble cmaHOapmel ckopocmu u yoobcmea rosiy4eHusi
baHKoscKUX Kapm. B ceoe spems cepbe3Hble baHKu 0axke He obpalwianu Ha amo
8HUMaHue, NMOCKOJIbKY Ha cmapme, rpu 3arycke cucmemsl ripodax, « TUHbKogg baHK»
rpouzpbigarl UM ro OCHOBHbLIM rokaszamersisiM, Ha4uHasi ¢ Karnumarnu3ayuu u 3aKkaH4ueas
npubblnibHOCMbI. A Yepes rnapy riem 8 cmosio8oll 0OHO20 U3 KpyrnHeuuwux 8 cmpaHe
6aHKOB-KOHKYpeHmMoe8 si cam Habrrodarl, 4mo KaxObil emopol pacriiadyueaemcs
Kapmo4kou « TuHbKoggh baHKa», a He pOOHO20 y4YpeXOeHUs.

Lpyaou npumep — amo UnoH Mack, «8bIiCKOYKa» U3 UHmMepHem-cmapmara, Komopabiu
peuwursn noms2ameCs ¢ 2u2aHmamMu KocmMu4ecKkou UHOycmpuu — 20cy0apcmeeHHbIMU
kopriopauusamu NASA u «PockocMmoc» — U... cogepuiusl pegosiiouuro 8 ompacriu,
rnpeodroxues el caMmble Oewesble pakembl. VI xoms eHa4darie HUKMO He 80CrpuUHUMarl
8cepbe3 MasleHbKYH a3pOKOCMUYECKYH KOMIMaHUo, y Komopou OeHea He xeamarsio 0axe
Ha 10 3anyckos, ceudac NASA ucrnionb3yem pakemsi Falcon.

EGHL-IMapKI/IHF — I'IperaCHbIﬁ cnocob NMoHATb nepcriekTnBbl OTpacsin, No4YyBCTBOBATb
TeHOEHUNIO pa3BUTNA, €CJTN KOMHYTb rlorny6>|<e.

CnoXxuB BMecTe MHGOpMaLUIo N3 TPEX UCTOYHNKOB — XKarob, 6eHY-MapKuHra n aHanmsa
OTYETHOCTU, OCTAHETCH TOMbLKO BbINMCaTb T€ MPOOMEMbI, KOTOPbIE BCTPEYalOTCS
Hanbonee YyacTo U UrypupyroT BO BCEX UCTOYHUKAX.

3. CoBMeCTMB cTpaTtermvyeckme Lenm ¢ OCHOBHbIMU NPEnATCTBUSAMN, HEOOX0aMMO
obcyauTb 3TO C HENOCPEACTBEHHBLIMU NOAYNHEHHBIMU. TONLKO HE HYXXHO yCTpanBaTtb U3
9TOro nokasarteribHOe 3acefaHne a-nsa coBellaHne B NonnTtoopo. Yem Bonee OTKpbITLIM
N OTKPOBEHHbIM ByOEeT pa3roBop, TeM Doriee NpakTUYHbIMU, a He domnnocodckumm byayT
Lenu «ynydwansnHra.

BALLA 3ALAYA — CO3OATb KYNIbTYPY HEMPEPbIBHbIX YTYYLUEHUN.

CekpeT ycnexa nogobHbIX 00CYyXOeHUI KpoeTca B COBNoAeHUN psaga HEXUTPLIX NpaBus.

* MpeaBapuTenbHasa NOAroTOBKa Yy4aCTHUKOB MO CBOUM HanpasneHusaM. 1o cyTn, Kaxabii
pyKOBOAUTEMb AOMKEH NPOBECTU ONUCaHHbIE B 3TOW rMaBe AeNCTBUS, YTODbI Lienu
KOMMaHuM OpPMMPOBAIIMCb HE Ha OCHOBE IOMbICIIOB, @ UCXOASA U3 Tpebyembix
pe3ynbTaToB PO3HULILI, 63K-0dbUca, MapKeTuHra u T. A.

 [loniTHOe oTcyTCcTBUE CTpaxa. Kaxabin OOSKEH MMeTb NPaBo BbiCKa3aTbCs, HE onacasch
HakKasaHUn 1 He npecrnenys NooLLPEeHNN.



* MHOropasoBOCTb BCTpeY, 4TOObI ObINI0 BpeMsi AgopaboTaTb BONPOCHI, BO3HMKAKOLLME B
xoae obeyxgeHnn. TyT cnegyeT nsberatb ABYX KpaMHOCTEN: MPOBEAEHNS OTYETHOIO
caMmmuTa rae-HMbyab B ropax, rae nocrie Xopowero otabixa B KOMMaHum NpUATHbIX BO
BCEX OTHOLLEHUAX NoAen pyKoBOACTBO 3abyaeT, 3a4emM cobmpanochb, C 0gHOW CTOPOHbI,
N CO34aHNS KOMUTETA, KOTOPbIN B TeYeHne roga 0yaeTt «MyCconuTb» OQHU U Te Xe
BOMPOCLI, — C APYrown.

« Xopowasa hacunutauus Bctped. Heobxoanmo npaBusibHO 3adaBaTh BONPOCH! U BECTU
ONCKYCCUIo, YTODbI OHa He 3aluna B TYNUK 1 He npeBpaTtuniacb B opmMarnbHOCTb. 1o
BO3MOXXHOCTW CTOUT MPUrinacuTbe CTOPOHHEro dpacunmrartopa, YtTobbl BeayLwmin Oblis
NULUOM He3anHTEPECOBAHHbLIM.

e TOYHOCTb popMynnMpoBKKN Lenen. [JoctaTtouyHO U3BECTHLIM MPUEMOM AS19 3TOro
aBnaeTcda metoanka S.M.A.R.T., HO MOXXHO C paBHbIM yCMNEXOM UCMNONb30BaTh U gpyrme
noaxonbl. [MaBHOe, YTOObI Lesb 6bina cdhopmMmynmMpoBaHa TOYHO N KOHKPETHO (HAaCKOJSIbKO
9TO BO3MOXHO Ha YPOBHE KOMMNaHUM), UMeNa XeCTKoe BPpeMEeHHOe OorpaHn4eHmne u
XXenatenbHo HanosiHeHa undpamm (He Bcerga MOXHO YCTaHOBUTb JOCTATOYHO
KOHKPETHbIE NnokasaTenu Ha 4aHHOM 3Tane, HO UX MOXXHO N HY>XXHO YTOYHUTL B
OanbHenwem).

U nocnegHee

Ha TpeHuHrax mHe 4acTto 3agatot Bonpoc: «lpuBegute, noxanyucta, npumepbl 100 %-
HbIX NPaBUNbHbIX LeNnen?» — unn: «<BoTt uenb y Hac Takaa. OHa npaBunbHaa?» N atn
BOMNPOCHI B KOPHE HEKOPPEKTHLI. OLEHNTL MOXHO DOPMYNUPOBKY, bonee-meHee
NOroBOPUTL O HarnpaBneHUsX, HO, YTOObI OLUEHUTb LieNb, HY>XHO HEMOCPEACTBEHHO
Norpy3nTbCca B paboTy KOHKPETHOW OUPMBbI.

UTo OgacT «3eneHbln» CBET NpeodbpasoBaHNSM B KOMNAHUN? CHUXEHNE N3OepxKek,
NOBbILLEHME KayeCcTBa NpoayKkunm n/mnm obcnyxmBaHma KnneHTa, CokpalleHUe BpEMEHU
BHYTPEHHUX U BHELLUHUX NPOLLECCOB, MOBbILEHNE NPO3PAYHOCTUN U IPIPEKTUBHOCTH
ynpasrieHus. 9To Hanboree BEPOATHLIN U YAaCTO UCMNOSb3yEMbIN NepeyeHb OCHOB Ans
Oyaywen uenm (3To eLle TONbKO 3aroTOBKN 6e3 CPOKOB 1 KOHKPETUKN), HO €ro HU B KOEM
Crnydae Henb3sl Ha3BaTb MCYEPNbIBAIOLLNM.

CIIOKHOCTb ynpaBfieHNs1 U3BMEHEHUAMM, OOCTUXKEHUS YydLLEHNN KakK pa3 B TOM U
COCTOWUT, YTO eANHCTBEHHO NMPaBuITIbHOro oTBeTa HeT. CnTyauus B KaXKaoM KOMMaHUM Ha
pasHbIX 3Tanax ee uctopum obrnagaet cBoen HEMOBTOPMMOW MHOAMBUOYANbHOCTLIO, a
cnenoBaTenbHO, U Uenb «ynyyllansnHra» Kaxabiv pas 6yaet yHUKanbHOW.

naBa 3
Xouy Bce u cpa3y

Ctout BuHHK-T1yX, XyeT Oynouky.

Mumo naet Natadok.

— BuHHKN, BuHHN, gan 6ynouky!

— OTO He byrnouka, [1aTayok, 3To NMPOXKOK!

— Hy gan nnpoxok!

— OTO He NMUPOXOK, 3TO poranuk!

— Hy nopenuce poranukom!

— Cnywan, lNaTtavok, Tel CHayana onpeaennck, YTo Thl XO4eLlb, a NOTOM MPOCH.



lpogheccuoHanbHbIU aHEKAOM

Bbi6op HanpaBneHnn n gopmMynupoBKa Lenen «ynyyansmira» odbl4HO 3aHUMaltoT
OOCTaTOYHO MHOIo BpeMeHu n ycunumn. M kak cnegcrtene, y nepsbiX Nl pacteT
HeTeprneHne 1 XXenaHne Kak MOXHO CKopee NepenuTn K npakTuyecknum genctemam. K mx
YONBIEHUIO, HUKTO HE CMNELIUT cpasy Xe NpeTBopsTb aMOnNLMO3HbIE MiaHbl B XXWU3Hb, a
PYKOBOOMUTENN MPOEKTOB YTO-TO eLle 0bcyXaatoT U K YeMY-TO roToBATCcsA. HeTepneHue
pykoBoauTeneun BuICTPO nepepactaeT B pasgpaxeHue. M KaxeTcs, YTO UCNOSNMHUTENN
HapOYHO 3aTArMBalOT BPEMS, YTO BOT-BOT M MOMEHT DOyaeT ynyLeH, No3ToOMY, KaK TOSNbKO
Lenu yTBepXXaeHbl, OHN TPEDYIOT HEMEANEHHO NPUCTYNaTh K NONHOMAacLUTabHbIM
N3MEHEHUAM U pedopmam.

... Ha4nMHaT abCOosOTHO HE NOArOTOBIIEHHLIE «DOEBbIE» AENCTBUS BHYTPU
cobOCTBEHHOW KOMMaHUW. [leno B TOM, YTO Mexay BbIBOPOM LEeNnN U NPakTUYEeCKUMU
Luaramy nNo onNnTMMmM3aumnm NpoueccoB Unm paspaboTke HoBoro O gorkeH ObITb
NOAroTOBUTESbHbLIN 3Tamn, COCTOALWMN N3 psida Laros, a8 UMEHHO:

1. ONPEOENEHUE CTNCKA MNMPOLUECCOB/TPOAOYKTOB AnA OrnTtMMm3ALNNA,
PA3SPABOTKN N ABTOMATU3ALNN,

2. COSOAHVME MACTEP-OAHHbBIX UWWIN MHOPACTPYKTYPblI CBOPA OAHHbIX,
3. OBECTEYEHME NoanoEPXKN MEHEO>XXKMEHTA HA BCEX YPOBHAX,
4. NOOBOP PYKOBOOUTEJNEV NPOEKTOB M X OBYYEHMUE,

5. NOoABOP KOMAHA MNMPOEKTOB MO YNYHWEHWIO (TO ECTb TEX, KTO BYAET
OENATL BCE, UTO YKASAHO B NEPBOM IMYHKTE) 1 UX OBYYEHUE,

6. ULMPOKAA KOMMYHUKAUMNOHHAA KAMINAHNA, KOTOPAA OBbACHAET BCEM
(OA-OA, BCEM, N YBOPWWUE TETE INMALWE B TOM YACIJIE), YTO, KOTOA N B
KAKME CPOKW BYAET NMPONCXOOUNTb.

Mbl noroBopum 060 BCEX MyHKTaX, HO, KaK 9TO HN yANBUTENBHO, 60NbLUMHCTBO BOMNPOCOB
BO3HUKAET UMEHHO B CBSI3U C BbIbopom npoueccoB. OTY4acTn 3TO MOXXHO ODBACHUTL TEM,
4TO 0Dy4YeHMne nepcoHana unu saBoeBaHne cMMnaTUm PyKoBoaCTBa — AOCTATOYHO
0b6bIYHbIE 3aa4n Ansa 60NbLIMHCTBA MEHEOXKEPOB, @ BOT C NpoLeccaMmn MHOrme n3 HuX
cTankmBaloTCsl BNepBble.

Kyna ctpenstb?

Bonpoc BbIbopa npoueccoB He ABMAETCA HagyMaHHbIM U npeacTaBnseT cobon ganeko
HEe aKkaOeMMNYeCcKnn NHTepec.

BONbLUNMHCTBO METOAMK «yNny4llan3uHra» Tak Unm nHade cBA3aHoO C npoueccamum:

— IMH 6 CUTMA N TEOPUA OrPAHUYEHN 3AHUMAKOTCA YNYYLWEHMEM
CYWECTBYIOWNX NMPOLUECCOB BN3HECA,

— ON3ANH MO NNH 6 CUTMA (DFLSS) PASPABATBLIBAET HOBLIE MPOLIECCHI AN
NEPCIMNEKTUBHbLIX NMPOOYKTOB N YCIIVYT,

— AGILE-PA3PABOTKA / AOPABOTKA NMPOIrPAMMHOI'O OBECIEYEHNA
N CO3OAHUE MNMPOOYKTOB TOXXE TPEBYET OBPALLATBLCA K NPOLECCAM,
MNOCKOJIbKY:



 [Iporpamma OomKHa BbINOMHATL NOCneaoBaTeribHOCTb HEKMX onepaunmn, To eCcTb
NCMOSTHATb HEKMW NpOLIECC.

» HoBble NpoayKTbl 1 NporpaMmbl He MOryT ObITb caMu No cebe n cylecTBoBaTh B
Bakyyme. Im TpebyeTcs oTkyaa-1o 6paTth AaHHbIE U pecypcbl, Nonagatb K KOHEYHOMY
nonb3oBaTento, Nony4yaTb PerynspHoe obcnyXmBaHue N TEXNOOAEPXKKY.

» BeccmbicneHHO aBTOMaTU3NPOBaTb HEONTUMAalbHbIE NPOLIEAYPbI, TONBLKO YBENN4MBas
B6ecnopsaok B AeATENbHOCTU (OUPMBI.

[1py 9TOM B Ha4arne n3MeHeHWn, Koraa eLle Marno KTo B opraHm3auun 3HaeT, Kak
NPUMEHATb NHCTPYMEHTbI NMPaBUnbHO, BbIOOP npouecca CTaHOBUTCS KPUTUYECKN
BaXXHbIM. Belb METOQMKN eLLe HYXXHO oDKaTaTb, «nonpoboBaTb Ha BKYC», HAYy4YUTbCH UX
ncnosnb3oBaTtb. A NIOMUMO apdekTa 1 Uenen, He cTtomT 3abbiBaTb N 0 PR-nogaepxke.
Ycnex nepBbixX MPOEKTOB KPUTUYECKU BaXKeH ON1F JaNbHENLIEro «yydiansmHra.

B obwiem, Tema BaxkHas. TeM He MeHee Ha 3TOM 3dTane CYLWECTBYIOT yXXe YCTOSIBLUNECS
LLabIOHbI NoBeaeHns, CnocobHOro 3arybutb Bce bnarne HauynHaHUAa Ha KOPHHO.

- «JABAUTE BbIBEPEM, YTO MOMNPOLLE». BBIBUPAETCSA NPOLECC (YALLE
BCEINO OAWH) U3 TPEX WLWAIOB, B KOTOPOM NPOCTO HEYEIO YNYYLLATb UJNU
COENATb 3TO MO>XHO OO CMELUHOIO NPOCTO. B UTOIE BCE

B HEQOYMEHUWU: 3AYEM Bbif10 NPEANPUHUMATbL CTOJIbKO YCUJNIUN, YTOBDI
BOMMNOTUTb B XU3Hb JABHO PA3PABOTAHHbLIE PELLEHUA? A ECJIN 3TO
ELLE MPENOOHOCAT C MOMMNOW M BbIOAIOT 3A «TrPAHOUO3HBLIE»
OOCTUXEHUA, UHAYE KAK TEATPOM ABCYPOA 3TO HUKTO HE
BOCIMPUHUMAET.

» « COENNAEM BCE U CPA3Y». 3ECb XOTENNIOCb Bbl PACCKA3ATb OHY
UCTOPUIO, 3ANMUMCAHHYIO CO CJ10B EE HENMOCPEACTBEHHOIO YHACTHUKA
(AnA YO0ObCTBA HA3OBEM EINO XAH).

B 2012 200y sHedpeHue usmeHeHuUl 8 0OHOM KPYrHOM pOCCUUCKOM rpednpusamuu
g8032/1a8urs1 UHOCMpaHHbIU MeHedxep (XKaH cobcmeeHHOU repcoHoU), Komopabit boree
20 nem 3aHumarcs onmumusayueu rnpouyeccos rno memoaoosioauu JluH 6 Cuama o
ecemy mupy. OH OormkeH bbbl kKapOuHarbHO yrydwums pabomy rno usMeHeHUsIM, rnpudas
el emopoe ObixaHue. KaH nodowern K ripobrieme 8 sbicwel cmerneHu
rpogheccuoHasibHO, nNpoeeds 3a repsbill Mecsl, 8CECMOPOHHIOK duacHOCMUKY, OUEHU8
Kak 0ocmuxeHuUs, mak u rpobriemsl, rnocre 4yezo nodzomosusi mpu rnnaHa. Kaxobit rinaH
deran akueHm Ha pa3fiudHbIX ripoueccax u mpebosarsi pasHbiX 8peMeEHU U PECYpPCOs:.
rnepesil rpednazarn coename yriop Ha yripasreH4Yeckux rnpouedypax ¢ rnocmereHHbIM
rnepexodom Ha «baK», Kak OCHOBHOU UCMOYHUK HEeHYXHou 6ropokpamuu. Bmopol — Ha

5 Haubosee NpobreMHbIX KPYMHbIX Kpocc-hyHKyuoHanbHbix (end-to-end) npoyeccax.
Tpemuu npednazan dogecmu 00 yma mo, 4mo bbirio coenaHo paHee, 0cObeHHO 8 Yacmu
UT. Kaxdbit nnaH bbin paccyumaH Ha 200, rnosimopa u rosizoda coomeemcmeeHHo.
3axeamus ece ebiknadku, KaH Harnpasurics Ha paHoesy ¢ [ nasHbiM. Ha ecmpeye oH
eMKO paccKa3sall 0 8Cex mpex ririaHax, nod4epkHys8, 4Ymo 0515 Kaxxdoao 6ydym
UCMosb308aHbl pasHble UHCMpPYyMeHmMbI, 0bpucosars pe3yribmamal 1Mo KaxXooMy U3 HUX,
pasbACHUI, Kak y4esl ece o2paHu4yeHus rno pecypcam. [nasHbili 611a20CKIOHHO criywarn
e20 15 MUHym, nomom ocmaHo8usl U ckasarr.

— Codenatme u nepsoe, u emopoe, U mpemse. Ha sece 0aro 30 OHed.
— Ho amo Heg03MOXXHO. 51 celidac OBBSICHIO. ..
— HeuHmepecHo. 5 cka3sarn — cOenaume.



Uepes 200 XKaH He cmari npodriegamb KOHMpakm u yexarsi, ycmaa om 6eCKOHeYHbIX
yrpeKkos, Ymo cwumsit u3 3 rnraHos aubpud, mpebosaswul 8 mpu pasa bosibuwe
pecypcos, Yyem bbiro, He pabomaem Kak Haoo.

 «[MYCTb KAXObIN NOYYACTBYET». 3TOT BAPUAHT MHOIME PACLLEHUBAIOT
KAK MPOMEXYTOYHbIVA MEXAY NEPBbIMU OBYMSA. C OOHON CTOPOHbI,
BEPETCA MO OOHOMY NMPOLIECCY OT KAXXOOW ®YHKUUWU, C OPYITOU — UX
HABUPAETCA AOCTATOYHO MHOIO NO OPTAHU3ALWU B LLIENIOM. «4EM XE
MNIoxo?» — CNPOCUTE Bbl. HECMOTPA HA YHUBEPCAJIbHOCTb NMNOoaAXoaoBs,
Y KAXOOIO HAIMNPABJIEHUA CBOA CMNELUUDPUKA. 3TO OBYCIIOBJIEHO HE
TOJIbKO CINOXHOCTbIO NPOLUECCOB, HO U OB BEMOM PABOT,
KOJIMMECTBOM UCIMOJIb3YEMOIO NO U AAXE TUNMOM MbILWJEHUA
COTPYOHUKOB.

Ceoro OessmeribHOCMb Ha HU8E onmumMu3ayuu s Ha4yuHars ¢ po3HU4YHo20 brioka. Paboma
C npouyeccamu chpoHmM-ogbuca bbiria docmamoyHO ripocma. ece c800UI0Ch K 0bWEHUK C
KITUEHMOM, 8HECEHUI OaHHbIX, rnepeknadbieaHuro 3as80K. Cymb ecex rpoueodyp S
cxeamabigari 3a 5 MuHym. PeweHusi bbiriu He Ha rnog8epxHocmu, HO ¢ OrpPeoesrieHHbIM
yeurnuem ux MoxHo bbirio docmamo4yHo bbicmpo ripomecmuposams U 8bibpameb
nyduwee. A MmeHedxxepbl 1o rpodaxkam u ornepayuoHUCMbI rpocmo ucmoyarnu
20MOBHOCMb 8Ce MeHSIMb U pabomariu 3a mpoux, 4mobbl MPOeKmM y8eH4asicsl yCriexXoM.
Lns Hux makoe rnosedeHue bbirio 8 nopsioke sewel:. cama ux 0essmesibHoCMb
rnoopasymesgaria 2ubkocme, NMOUCK HOBbIX peweHUl Ha mecme 6e3 Oosiaux
«packaqusaHul». ['lnoc xenaHue cHU3UMb nepepabomku, ecmecmeeHHbIe 011
rnodpasoesieHul obcrnyxueaHusi KIlueHmMos.

Yepes Hekomopoe 8pemsi cyObba «3aHecra» MeHsl 8 byxaanmepuro. Cumyauyusi 8 KOpHe
usmeHunacb. Kaxoblil ripouecc s udydar, obrioxuewuck KHU2aMu U rnosiIoKeHUsMU O
byxzanmepckom ydeme. Jlroboe, daxxe camoe ripocmoe Oelicmeaue
peariaMeHmupo8asriocb MHOXeCmM8OM 8HYMPEHHUX U 8HeWHUX mpebosaHul (0080s1bHO
yacmo usnuwHux). a u camu compydHuUKu, rpedcmasrnsswiue cobol omoesibHyH
Kacmy, He criutKkoM mopornunuck nomods. OHU HE yMernu u He xomeriu obuambcs C
8HYMPEHHUM KriueHmom, bpamb Ha cebsi omeemcmeeHHOCMb, a obyto npobriemy
npednodyumarnu He pewams, a «3akpbieamb» rpednucaHuemM unu cryxebkod (Yumau —
bymaxxkou). B po3Huue npoekm onuscs mecsiy 8 00OHOM ogbuce, 8 byxeanmepuu — He
MeHbWwe mpex 8 omaderie.

YOarnock nu e umoze dobumscs ycriexog? [a. boree mozo, pe3yribmamel 8
byxaanmepuu bbinu Oaxe Ha oripedesieHHOM amarie fy4duwe, 4em 8 po3Huue. Ho He
3Harto, cripasurics bbl S unu Hem 6e3 orbima 80 «(hpPOHME>.

HAYATO NIOBbIX U3BMEHEHUN NOM’MYHO HAYNUHATb C BOMNPOCA: «A 3AYEM
HAM 3TO HAOO?»

B oTnunuMe oT MOero npuMepa cucTeMHoro nogxoaa step-by-step? (koraa kaxgas
cnyxba onTuMn3anpyeTcs nocnegoBaTtesibHO, UCX0A8 U3 NPUHLMMNA OT MPOCTOro K
CNOXHOMY), 4acTo cusibl pacnblisoTca. KTo-To HabupaeT o4kn, obyyasicb netaTtb Ha
COBPEMEHHOM KOMMbIOTEPU3NPOBAHHOM fTanHeEpe, a KOro-To cpasy caxkatoT 3a LTypBart
TypOOBUHTOBOrO cTapua. B ntore opraHnsaunsa genntca Ha ABa nareps. «reHunanbHbIX
ynpaBneHueB» N «MeHeXepoB, 3aBeyWmMX CITOXKHON paboTon, KOTOPYHO YITyHLINTb
Henb3sa». B pe3ynbTate «ynyywansmHr» MeaneHHo nornbaet B MexxgoycobHon BOVHeE.

«Hebypeku, HYebokcapsnl... Yebypaluek HeT» (U3
Mynbmaunbma «Hebypauwka»)



Mpobnema, onucaHHas B NpeablayLlieM pasaerne, kak npaBuno, UMeeT nof cobo
CKPbITYIO MPUYMHY, O KOTOPOWM Maro KTo 3aaymMbiBaeTcs. Bce cnoxHocTh Bbibopa
MPOLIECCOB YNNPalTCs B TOT haKT, YTO HUKTO B OpraHu3aLmm He 3HaeT:

1. YTO TAKOE NMPOUECC (bl)?

2. KAK PABOTA KOMNAHNN HA HAX OEJIMTCA? (M3 KAKUX NMPOLIECCOB
COCTOUT PABOTA?)

3. KAKUE Y MNMPOLUECCOB XAPAKTEPUCTUKW, TO ECTb UTO HYXXHO MEPUTb:
BPEMA, KOJIMHECTBO BPAKA N T.I1.?

4. KAKNE SHAYEHNA Y XAPAKTEPUCTUK (MX EWLE HA3BIBAKOT «METPUKAMW»):
CKOJIbKO B HACAX N MUHYTAX NPOXOANT OT 3AABKW A0 MOJIYHEHNA
NMPOOYKTA, KAK MHOI'O OETAJIEWN B NMAPTUM BPAKOBAHBI, N T.0.

Ha 6opbby ¢ NnogoOHOM HErPAaMOTHOCTLIO BCTYNAKT «MPUCNELHNKN TbMbl» (NPOCTUTE,
Bu3Hec-TexHonorn), CTopoHHMKM nogxona BPM (business process management).

Tonbko He NnoUMUTE MeHST HenpaBunbHO. Cam noagxod HeceT B cebe MHOro
pauMoHanbHbIX 3EPEH.

1. YIMPABJIEHUME NMPOLUECCAMN BO3MOX>KHO, TOJIbKO ECJIN CYWECTBYET UX
NEPEYEHb N TNNIOHATHO, KAK OHU CTbIKYIOTCA APYI C APYIOM.

2. BCE B OPI'AHMN3AUUVN OOJIKHBI OONMHAKOBO NOHUMATD, KAK
MCNONHAETCA TOT UM MHOW MPOLIECC. C 3TOW LENBLK HY>KHO EFO
OMUCATb, TO ECTb MPEACTABUTb B BUOE HAMMAOQHOW CXEMBbI

C PASbACHEHUEM.

3. METPUKW OOJIKHbI COOTBETCTBOBATL EAVMHBIM CTAHOAPTAM, UTOBbI X
MO>XXHO BbIJ1O JIEFKO CHUTATb W CPABHUTbL APYI C OPYIOM.

4. BCE NPOLIECCbI B OPTAHU3ALIMM CNEAYET NPEACTABW/TL B BUOE EOANHOMN
MOZLEN, A 3A KAXKObIM NMPOLECCOM 3AKPETNNTbE OTBETCTBEHHbLIX KAK 3A
PE3YJIbTAT B LUEJIOM, TAK N 3A KAXKObIV 3TAIN B OTOAEJNIBHOCTN.

BonnoLeHHbIe B KWU3Hb 3TV NPUHLMIMbLI — NOAAPOK ANs Noboro «ynyywarnsepa,
MOCKOJNbKY eMy He NMPUXoauTCS «Bblpe3aTb» NpoLecc B xoae npoekta. CypoBas
pearnbHOCTb, KaK Bbl Y& Joraganncb, OTAN4YaeTcst OT MeYThl.

Bo-nepsbix, 6ega nogasnsawowero Yncra busHec-TexHosoros (B AanbHENLWEM TaKxe
Oyay HasbiBaTb UX «OUNUIMLLMKN») — «MaxXpoBbIN» akagemmam. OHM roToBbl MecsiLlaMu
cnopuTtb 06 onpeaeneHnax n HasBaHusX.

Bo3bmewMm, K npumepy, nepsbin BONpoc: «4To Takoe npouecc?» Huyero cCnoXXHoro B aTom
NoHATUM HeT. OnpegeneHne JaBHO U3BECTHO: MPOLLECC — COBOKYMNMHOCTb AEWUCTBUN
(LuaroB), BbINOSIHAEMbIX B OrpeaesieHHOM NocreoBaTenibHOCTU; Npeobpasyowmx
pecypcbl (Ha BXxo4e) B MOBTOPSAOWMNCA KOHEYHbIN pe3yrnbTaT (Ha Bbixoae). Kasanochk Obl,
BCe NpocTo. B Hanmumm JOosmkHbl ObITh:

1. NTOCNEOOBATENBLHOCTb LWWAFOB (HAMNPUMEP, OMEPALI HA KOHBEWEPE),

2. C MOMOLLbHO LWAFOB PECYPCBbI (CbIPLE, OETAJIU, YUETHBLIE OMEPALINN)
NOMKHbI MEPEPABATBLIBATLCA B HEUTO HOBOE (MONYDAEPUKAT, MALLUHY,
BAJTAHC),



3. PE3YJIBTAT AOJPKEH NMOBTOPATLCA, TO ECTb OOHN N TE XKE ,D,EVECTBI/IFI
C O4HVMU N TEMW XXE PECYPCAMU AOOJDKHbI OABATb OANHAKOBbBIV NMPOLYKT
(KAXKObIN PA3 MAWWMHA, A HE CAMOKAT/BEJIOCUMNEL/NOM).

TeMm He MeHee cropbl gaxe No TakoMy NoBoAYy MOryT He cTuxatb Mmecauamn. OTaenbHoe
CNoBO B (hopMynnpoBke dyaeT KaMHEM NPETKHOBEHUS N OCTaHaBNMBaTb BCHO
OanbHenwyo padoty. A TepMnHOB B Teopun BPM oin kak Hemano.

Creayowmm NyHKTOM 06BMHEHNSA BbICTYNaeT CTpeMrieHne K ngeany. K coxaneHuio,
bornblias Yyactb GUNNIMLLMKOB HE MMEET NPaKTUYECKOro onbiTa B NPOEKTHON
OesTenbHOCTM BOOOLLE W B NPOEKTax No yrnpaBneHnto U3MeHEHNAMIN B YaCcTHOCTU. Ho
NP 3TOM KaXabIi U3 HUX BEPUT, YTO eCTb «NpaBunbHas Moaenb npoueccos»s, Hannume
KOTOpPOM ABNdAeTCs pewarowmm ans ycnexa npoektoB. CyTb 3ameHsieTca dpopmont. Kak
creacteue, NpoucxoauT ogHO U3 OBYX.

1. TEXHONOI' CAMOCTOATEIIbHO PA3SPABATBLIBAIOT U COIMNMACOBBIBAIOT
MOZAEJb BE3 YHYETA MHEHUA OCTAJIbHbIX. B UTOIE MNOJIYHAETCHA
«COEPUNYECKMN KOHb B BAKYYME», KOTOPbIN MPEKPACHO CMOTPUTCA HA
BYMAIE, HO HE COOTBETCTBYET OENCTBUTENBHOCTW H/A HA NOTY,
MNO3TOMY MNPOCTO MNbUIMTCA B APXUBAX.

2. TEXHOJIOIn NPUBNEKAIOT «BU3HEC» U NMPOCAT «<HAPUCOBATb>»
MPOLUECCbHLI. HO BUNMN3MWUKAM KATEOPUYECKU HE HPABUTCA TO, YTO M
NPUHOCAT, TAK KAK HE OTAIOWEHHBIE MNMPOUECCHbBIM 3HAHWNEM
COTPYOHWKN OENAKOT BCE HE TAK, KAK UM TOBOPAT. B PE3YJIBTATE
TEXHOJ1I0I' AUKTYIOT BU3HECY, UTO HY>XXHO UCIPABUTb, JIMBO
OOPABATBLIBAIOT CXEMbI NMPOLUECCOB CAMW. OAJIEE CUTYALUNA
PA3BUBAETCA INO NEPBOMY BAPUNAHTY.

CaMoe cMelLHoe B 000MX criydasix 3akni4aeTcsl B TOM, YTO Yallie BCEro npoLecchl
OTODpaXKaloTcs He Tak, Kak OHM MPOUCXOOAT B XKU3HW, a TakK, Kak HanucaHo B
HOpPMaTUBHbIX JOKYMeHTax. [MoBepbTe, 3TO ABE aGCOMOTHO pa3sHble peanbHOCTY.

BoobLe oTopBaHHOCTb OT XXMU3HW NPU ONpeaefieHnn NPoLEeCcCoB N UX METPUK — UCTOYHUK
MNOCTOSIHHBIX KOH(PIIMKTOB Mexay OusHecom 1 TexHonoramu. MIHoraa ato npuHMMaeT
BeCbMa Kypbe3Hble pOpMbl.

B o0Hou 3amedamernibHOU KomriaHuu bbina epyrina mexHosi0208, KOmophble peuwunu
onpeodeniumse, YMOo ser19emcs rpoueccom, a Ymo Hem. pobriema, ¢ UX MOYKU 3PEHUS,
3akKroyarsnacb 8 moM, Ymo rpu «<yry4duwiati3uHae» 8 00HOM rPoekme KomaHoa
ornmumu3uposaria rnpouecc 8 pamkax o0Ho20 rnodpasdersieHus, 8 Opy2oM — 8 Macwmabax
gcell opeaHu3ayuu 8 uerioMm. Hanpumep, ecrnu 83simb ripou3eodcmeo 8esiocurnedos,
cbopka Kosieca Moxxem paccMampueambCsl Kak caMocmosimersibHas
rnocrnedosameribHoCmMb delicmauu, a MoXem Kak rnoorpouecc — Yyacms ripouyecca rno
cbopke sernocuneoda.

B3si8 Ha 8oopyxeHue 1102uKy, Mbl 0bHapyXumMm, Ymo rpobriemMa He cmoum U 8ble0eHHO20
quua. Ucxods us onpederieHus npouecca, Mmacwmab pornu He uepaem. V1 6e3ycriogHo,
rpouecchl ypOBHS opaaHu3auuu cocmosim U3 rpoueccos yposHsi denapmameHma, me —
u3 desmernbHocmu omaderios, U mak 0arnee. 5 yxe 3ariymall eac OKoOH4YamesibHo? Ecnu
Hem, mo ceu4ac bydem suweHka Ha mopme. Hawu bpaebie mexHornoau pewusu
Ha3gamak rPoueccoM moJsibKo my desimesibHOCMb, Komopasi Ha4YuHaemcsi Ha ypo8He
KoMmriaHuu, dessmeribHOCMb Ha yposHe dernapmamMeHmos — amarnamu, a omoesibHble
deucmeus — onepauusamu. [anbwe ece oHU Oeslunuch Ha pa3Hble ypoeHuU u m. 0. B
obwem, mopxxecmeo ghopmarniusma. lNpu amom mexHorioau Havyarnu pbssHO 60pombcs co



g8cemMu, Kmo rpocmo Oesiusl rMpoyecchl 1o YpPOoB8HAM yripasrieHuss KoMmrnaHuu, 4mo 6bir1o
ons ecex npouwie (nepsbil yposeHk — end-to-end-rpouecckl, ceObMOU — YPOBEHb
omdadersos). [lymarnuck ece. TexHornoau moxe. Ha o0Hou omyemHou ecmpeye
pykosodumersib omoerna «KynubuHbix» (rpo3suwe, Komopoe U rno cel 0eHb ompasrsem
XKU3Hb rnsmu compyOHUKaM, omeemcmeeHHbIM 3a Karambyp e macwmabax
Mexx0yHapoOHoU KomrnaHuu) cemHaduyams (1) pa3 owubcs 8 hopmyrnuposkax 8 medyeHue
rnosly4acoeo2o doknaoda.

B umoee nrodu mpamurnu yumy epeMeHU, HUHe20 He MEHSIS1, He MPUHOCS HUKaKoU
MoJ1b3bl, @ NUWb «KowMapsi bU3Hec».

CHavana uenbcqa — NOTOM cTpenau!

KaxeTcs, 4To BbIbOp Npouecca — natoBas cuTyauus: caenaellb Haobym — Bpy4uLLb
«4YepHY MEeTKy» BCeM Mnocneayowmnm nsMmeHeHnam; byagellb 4encTBoBaTh MNO-Hay4YHOMY
— MOXELLb TakK M 3aCTbITb B HEPELUNTESIbHOCTU, @ USMEHEHNA HUKOrga He Ha4vHyTcs. Ha
camMoOM [ene Bce A0CTaTOYHO NPoCcTO. BOT HECKOMNBLKO OCHOBHbLIX COBETOB MO BbIOOpY
npovecca.

1. FmaBHOE — He 4TO, a Koraa. Bam npuaetcsa 3aHnmaTbest Bcemu unm 60nbLLIMHCTBOM
npoueccoB. CMnputech ¢ aTuM. MHaye He crnenyeT aaxe HavymHaTb n3ameHeHus. Ho KTo
rOBOPUT, YTO HY)XHO AenaTb Bce U cpasdy? [1BMratbCsa HY>XHO NOCTENEHHO, HAaYNHasA C
MOHATHBLIX N 3aKaH4YMBas CNOXHbIMKW HENpPO3paYHbIMK Npoleccamu. 3anytaHo? [aBsante
pa3bepemcs. [TOHATHbIE — HE 3HAYUT NEerkne Unu ¢ oMeBUaHbIM pelleHnem. CnoXXHbIN
npouecc obnagaeTt cneaywLUMnN XapakTePUCTUKaAMMN:

» Heckonbko cueHapueB: NPOLECC MOXET NpoTeKkaTb NO-pasHOMY B 3aBUCUMOCTU OT
ycrnoBsuii. Hanpumep, Nponssoanm rasavpoBaHHy0 BOAy ABYX BUAOB: 6e3 cupona u ¢
cuponom. bonbluas YacTb onepauuii Npyu 3TOM COBMagaeT, HO B YacTU NPUroTOBIEHUS
NOpPSiAOK AeNcTBUiA OyaeT HeoAMHAKOBbLIM: U3 pa3HbIX KpaHOB HanMBaeTCcs Boda W CUpor,
B CUPOMN HY>XHO eLle A006aBUTb KOHCEPBAHT U T. A.

BEHUYMAPKWUHI — MPEKPACHbIN CMOCOB NOHATb NEPCMEKTUBbI OTPACIIU,
NOYYBCTBOBATb TEHOEHLUUIO PA3SBUTUA, ECJIU KOMHYTb NOIMYBXE.

» Pa3BeTBNEHHOCTb. [lpouecc aennTcs Ha HECKOMbKO OENCTBUN, KOTOPbIE MPOUCXOOAT
napannensHO UNn NoYTU NapannensHo. Hanpumep, B Npon3BoACTBE Benocunega nocne
OOCTaBKKU CO cKrnada Kaxpasi aetanb obpabaTbiBaeTcs N0 OTAENIbHOW NTIOTUKE: PYIib
NoNMpyeTcs, B LUMHAX NPOBEPAIOT AaBlieHME, a NOTOM cobumpatoT KOHEYHbIN nponyKT[ﬂ.
[Mpouecc byaeT TeM crioxkHee, Yem BonbLUe Y HEro BeTBeW N YeM Yalle OH
pa3BeTBAETCS.

MOXHO BblOENNTb €LLEe HECKOSBbKO XapaKTEPUCTUK, HO 3TUX ABYX AOCTATOYHO, YTOObI
NOHATb PasHULY MeXay npoueccamMmn pasHom CIIOXHOCTW. [TOHATHBLIN Npouecc B CBOK
oyepenb:

* [1po3payHbIn. Mbl 3HaeM, KTO B HEM 3a4€MCTBOBaH U Kakme nNpubnnsmtenbHO OeENCTBUS
BbIMOJIHAET. VInn moXeMm 3TO y3HaTb B pa3dyMHble CPOKU. [lymaeTe, BCe NpoLecchl Takne?
A ToXe Tak gymarn, noka He norpysuncs B npouecc ooopMIieHnsa 1 Bbixoga Ha paboTy B
ogHOW opraHu3auun (NPoekKT BbiT HEe MOW, A U3y4an AOKYMEeHTaLUMIo 1 onpalumsarn
oyeBunaueB). CHavana Ha BCTpeyy NpuLLnu Tpu YenoBeka: U3 oTaena Kagpos,
©e3onacHOCTU N TEXNOAOEPKKN, a Yepe3 MecsL, B NepPeroBopHon He BbINo mecTa ans
COTPYAHMKOB oAuHHaguaTn nogpasaeneHnu (1), KaXxabii U3 KOTOPbIX OTBEYarn 3a CBOO
KPOXOTHYH «3aKOPHYKY>.

» CrnocobHbIN BbITb N3MEPEHHBIM. 3aMeTbTe, UMEETCS B BUAY HE U3MEPUMbIN MPoLeCC
(MO KOTOPOMY Mbl B NPUHLMNE CMOCOOHbLI coObpaTh AaHHbIE). Peub nget o ToMm, 4To



NpoLLecc NPOoTEKAET AOCTAaTOYHO PErYyNsPHO — KaK MUHUMYM HECKOJITbKO pa3 B HEAENo — B
pa3HbIX MecTax U He TpebyeT cneumanbHbIX A0NYyCKOB. B naeane, ecnu aaHHbIe Mo
MpoLLeccy MOXHO cobmpaTth Yepes 3annucu 1 oTYEThI KOMMNbloTepa (He nNyTaTb C oT4YeTamu,
COCTaBMNEHHbIMM MIOAbMU Ha KOMMbIOTEPAX: B HUX... MHOIO TBOPYECTBA).

* Tectupyembii. MOXHO NPOTECTMPOBATL N3MEHEHUS, BHECEHHbIE B MPOLIECC, U NOMYYUTb
obpaTHYyI0 CBSA3b B pa3yMHble CPOKW.

NTak, cneayeTt Ha4nHaTb C NMOHATHbLIX MPOLECCOB.

2. HenocpenctBeHHO BbIOOP Npouecca Anst onTMuMmnsaumm OCHOBaH Ha
ypaBHOBeLUMBaHUN OBYX cocTasnsatowmx: ['onoca busHeca n ['onoca KnueHTa. ['onoc
KnneHTa — Bce noxenaHusi KNMEHTa, BKIIOYasa uccregoBaHme npeanodTeHunn, xanoosl,
pe3ynbTaTthl POKyc-rpynn n T. 4. onoc busHeca — noxenaHua pykosoguteneun nnm
CcODOCTBEHHMKOB BU3Heca rno NpmbbINBLHOCTM NMpouecca, CTOMMOCTU eAVHULbI NPOAYKLNMN,
cobnogeHuto TpeboBaHU 3akoHoOaTENbCTBA U T. 0.2 Huuero He HanoMuHaeT?
[TpakTU4eCcKn TO XXe camoe Mbl genanuv, Korga onpenensanu uenb «ynyylansmHra»

B MacluTabax opraHmusauum.

Ham HeobOxoaumo onpeaennTbe KpUTepUn No Kaxxaomy m3 [onocoB 1 «nporHaTb»
Npouecchl MO AaHHbIM KpUTepUsIM. Te npouecchl, KOTopble ByayT NOHATHLIMU N MPU 3TOM
OyayT npocenaTk B Yactn oboux ['onocos (TO eCTb N0 HUM ByaeT MakcumarnbHoe
HEeCOOTBETCTBME MeXay oxungaHnsamm KnmeHtos/brnsHeca n peanbHOCTbIO), OyayT, Kak
NOGAT roBOPUTL ONTUMM3ATOPLI, HAXOANTLCS B «KPacHOW 30HE». Kak Bbl yxe
goraganucbk, nogobHble Npouecchl — NepBble HA o4Yepean nNpu onTUMU3aLun.

3. A Kak e ObITb C Moernbio npoueccoB? Bece npocto. Bam He HY>XHO AOCKOHaNbHO
NOHMMaTb, KaK BbIMMSANT Npouecc, YTobbl HavyaTb C HUM paboTaTb. Bam HYy»XXHO TOMbKO
NpMbNMU3NUTENBHO NPEACTaBNATbL €ro MacwTabd, To eCTb NoOHMMAaTb Ha4yano, KOHeL, K
ocHoBHble cTagun'®. B xone «yrnydwanauHra» Bbl bygeTte nccrnegosaTtb npouecc,
oTobpaxaTb rpauyecku, n3mMepaTb €ro 1 T. 4. Ha domHuLEe npoekTa Bbl ropasgo nydwle
OyaoeTe NoHUMaTb BCHO CYyTb AeATENLHOCTU. M BOT TYT N OOMMKHA NMPOSIBUTLCA LLEHHOCTb
noaxona BPM.

OCHOBHOWM OLLUNMOKOW MHOMMX ONTUMMU3AaTOPOB, Kak Mbl BbIACHUIN paHee, BbICTynaeT
XenaHve natn oT Moaenu v 3agatb UCKYCCTBEHHbIE paMKu. Ho npn 3ToM MOXHO
NpeKpacHO HayaTb OTCTpamBaTb MOAENb MO UTOramM NnepBbiX NPOEKTOB. ANropnTM
NPOCTOW:

a. Bbl onpegengaeTte NpuHUKUMbI MOCTPOEHNSA MOLENN U OCHOBHbIE €€ MOHATUA,
b. Bbl onTummnanpyete / paspabaTbiBaeTe npouecc,

c. BepeTe cxemy, NOAroTOBMEHHYIO B X0€e NPOEeKTa, CO BCEMU METPUKaAMM U
MpUMeYaHusaAMM,

d. Micnonb3yeTe ee kKak OCHOBY Ana Modenu, o0beanHsst NpoLecchl,

e. 3anyckaeTe cneayloLine NpoeKkTbl, NCNOoMb3ysa MOAENb B KAYeCTBE AOMNONMHUTENBHOIO
doakTopa NpuHATUSA pelueHnn. Hanpumep, ecnun Bbl ONTUMM3NPOBA NOArOTOBKY U
corflacoBaHne XO35IMCTBEHHbIX AOrOBOPOB, CrieayoWmm Norndyeckum warom éyaer
YyCOBEpPLLUEHCTBOBaHWE npoLueayp NpoBeaeHna TeHaepa, Tak Kak COBMECTHO 9TU ABa
npoLecca BXOOAT B 3aKyMNOYHY0 OeATeNbHOCTb U CThIKYHTCA APYr C ApYyrom (pesynbTaThbl
TeHaepa Heobxoaumbl ANa NOAroTOBKM O4OroBopa).

Taknm obpa3oM Bbl 3aMnorHSEeTe nasn, KOTopbIin caMu Xe N opMupyeTe, He 3aHMMasACh
TeopeTnsnpoBaHNEM.



Jlyywe Bcero cutyaumio ¢ ncnonb3oBaHnemMm BPM npu Bbibope npoueccoB UnmocTpmpyeT
npuMep ¢ gopoxkamu Ansa newexogoB. OBbIYHO AOPOXKKM 3aKnaabiBatoT eLle Ha aTane
NpPOEeKTUPOBaHUS ynuu. Ho newexoasbl BCe paBHO XOAAT TakK, Kak UM yOOOHO, TO eCTb
HanpsMUK Yepes rasoH. Ho ectb 1 gpyromn nogxon: cHavana gatb newexogam npouTu
Tam, rae nm ygobHo, a notom acdanbTnpoBaTb. Kak Bbl MOHMMAETE, KAYECTBO JOPOXKEK
OT 9TOr0 He CHMXaeTcH, HO BTOpOW noaxond bonee npakTU4veH.

U nocnegHee

Bbibop npouecca — Bcerga HenpocTtas 3agada. Bbl 1 Balwum coTpyaHukn oyayT
owmnbaTbca U NpoboBaThb pasHble NOAX0Abl onpeaeneHns crieayrowen TOYKN
NPUNOXEHNS CUI. B 3TOM CyTb NMPOEKTHOM OEATENBLHOCTU: Mbl CO34AEM, a HE ULLEM
€AVHCTBEHHO NpaBUIbHbIN OTBET. ATO HOpManbHO. [Jo Tex Nop, NoKa NOUCKU K
9KCNEPUMEHTbI HE CTAHOBSATCA CaMOLESbIO.

'naBa 4
[Mpo NpoeKTLI

[MpOeKT — npeKkpacHbIn CNOCOD NOCCOPUTBLCS C XKEHOWN,
caenatb MecavHylo paboTy 3a vac

N COBEPLUMTL Yya0 3a MUT OO AeasianHa.

N3 nuyHo20 onbima

Kak Obl H1 ObINN BaXkHbI BbIOOP Npouecca, onpeaenenune uenen, noabop npaBunibHbIX
nogen B KOMaHay 1 ocTasribHble acrnekTbl, yernex «ynydan3mHra» CTpOUTCS rnpu
peanusauum NPOeKTOB N3MEHEHUN. ECNy NPOEKTLI YCNELLHbI, BaM NPOCTATCA MHOrmne
NOrpeLwwHoOCTN, eCnNun HeT, Bpsd N Bbl 4O0BbEeTECh Yero-To DosbLUEro, YeM FIO3YHIOB O
BaXXHOCTM N3MEHeHNN 1 pnewimoboB ¢ Mankamu.

Korga &1 roBopto KrnneHTam, YTO HY>KHO AenaTtb NPOeKTbl, 60NbWMHCTBO 0406pnTENLHO U
pagocTHO KmBaeT. Eue Obl, cenyvac Bce genaroTt NnpoekTbl. Bce xoTAaT yyacTtBoBaTh B HUX.
[1a 4TO XOOUTb BOKPYr Aa OKOS10: BCe CXOO4AT C yMa no npoekrtam. Ho Bce nn noHMMaroT,
YTO 3TO 3HAYUT?

CnpocuTe y noboro Mosiogoro MeHegxepa, 4Yto Kpyde: pykoBoAuTb OTAESTOM UITU BECTU
NpoeKkTbl? C BbICOKOM BEPOATHOCTLIO Bbl Y3HAETe, YTO MPOeKTbl — «3TO KPYTO (YyBak!), a
oTAesflaMmn pyKOBOOAT AOCTUTLLME KapbepHOro NoTosikKa nysepbi».

[Movemy? Jltogm npeactaBnsaoT cebe NpPoeKTbl Kak cBOOOAY OT PYTUHLI, 8 PYKOBOAUTL
NPOEKTOM O3Ha4YaeT AS1d HUX genaTtb BCe, YTO U KaK Tbl CYATAELLb HYXXHbIM. HuKakmnx
NpaBu, HUKaAKUX orpaHN4YeHnn — TONbKO «apanB» U aeananH. B KoHLUEe KOHLIOB, 3TO Xe
TaK NpocTo.

I'IpM 9TOM Marso KTo cebe oTAaeT OTYET B TOM, YTO MOMUMO TBOpYeCTBa 3TO.

— OBASATEJbHbLIE NPOUEAOYPLI N CTAHOAPTHI, SAOAYA KOTOPBIX YEEPEYb
PYKOBOOUTEJIA NMPOEKTA OT OWWMBOK N NOBOPOTOB «HE TYOA»,

— 3HAHWUE U OlNbIT, BE3 KOTOPbIX BPAL T YUTO MNMONYYUTCHA,
— NMPUHATUE PELLEH/ B COCTOAHMM BICOKOW HEOMPEOENEHHOCTW,
— NMEPEPABOTKW, BECCOHHbIE HOYM 1 MEPMAHEHTHbIV CTPECC,



— OFPOMHAA OTBETCTBEHHOCTb, BEAb ECJITM MPOEKTHbI MEHEIXXEP HE
CINPABUTCA U MOTPATUT BbIOEJIEHHBIE PECYPCbI BE3PE3YJIbTATHO, TEM
CAMbIM «JTY3EPAM» NMPUOETCA B3ATb NOTEPU HA CEBA N BbIBOOAUTL
OPFAHU3ALMIO N3 CNOXXHOWM CUTYALIMN, B TOM YACTIE YTOBbI N NNOEPY
NMPOEKTA COXPAHUTb EIO OKJIAL,

— BO3MOXHOCTb NOKA3ATb NOOAM HAIMMAAHO, KAK MPEKPACEH
«YJIYHWANIUHI» (B CITYHAE YCIEXA) U KAK OH BECITTOJESEH (MNMPU
HEBJIATOMNPUNATHOM NCXOLE).

Ho pomaHTn3aM 1 HencTpebumebln OyX aBaHTIOPU3Ma 3aCTaBnAaoT nogen 6pocatbes B
OMYT C rosioBou, He 0cobo cepbe3HO Noaxoas K Bornpocy. N BOT TyT Ha4YnMHaeET
NPONCXOAUTbL CaMoe yXacHoe.

dPa3bl NpoekKkTa

[Nepen Tem Kak pa3dbmpaTb TUNOBbLIE OLINOKKN MPOEKTOB «YyIyyllansuHra», obpatumcs
HeHagosro K Teopun. B «ynyywansnHre» nobom npoekT npoxoaunT (npueseny
0000LLEeHHYIO MHGOpMaLMIO, MOCKOSbKY B pasfiMyHbIX METOA0MNOrMAX oasbl Ha3blBaOTCS
No-pasHoOMy, UM 00beMHEHbI, UITN YacTb U3 HUX OTCYTCTBYET) cneaywowme dasbl
(nogpobHee 0 MeTooorMM NOroBOpUM B rriaee 7):

— MHNUMNAUWNA N TTNAHUPOBAHUE. OMNPEOENAETCA LUEJb NMPOEKTA,
[OTOBUTCA INMJ1AH, COBUPAETCA KOMAHIA, MNMPOEKT 3AINMYCKAETCHA
C OQOBPEHNA CINOHCOPA,

— CBOP OAHHbLIX. KOMAHOA COBUPAET NH®OPMALUMUIO OJ1A MOCNEAYIOWENO
AHAJIN3A. 3TO MOT'YT BbITb SAMEPbI, OMNPOC KJIIMEHTOB, BbII'PY3K 3 BA3
OAHHbIX, MHTEPBbBLIO C 3AKA3SYNKOM U T.0.,

— AHAIING. MNMOTMbITKA NMOHATL CKPbITbIE NCTOYHUKW NMPOBJIEM UJTA
KIMKOYEBBLIE HAMNPABJIEHUA PASPABOTKN,

— PASPABOTKA BAPVAHTOB. NPYAOYMbIBAHVE PA3MNYHbLIX PELLEHWNWA
N BbIBEOP N3 HNX HAUTTYHLWLENO. CXEMA LEJNIEBOIO MNMPOLECCA UITA
OMNMMCAHUE BYOYLWEIO NMPOOYKTA,

— NOArOTOBKA NMPOTOTUINOB U TECTUPOBAHWE PELLEHNA. UCTTbITAHUA
PEWEHNN (TN YALLE NX NMTPOOBPASOB) B «bOKO» N YCTPAHEHWNE
HECTbLIKOBOK B HUX,

— PABPABOTKA TMJTAHOB (BKJTKOYAA NHCTPYMEHTbI AJ1TA MOHUTOPUHIA
HOBOI'O MNPOLUECCA) N NOAINOTOBKA HEOBEXOAUMbLIX YCITIOBUW OJTA 3ATTY CKA
NOJIHOMACWTABHOIO MUSBMEHEHUA.

[1o cyTH, B MOMEHT, KOrga Ha4ynHaeTca BOMsoLweHne peLleHnn B XN3Hb, 3akaH4YnBaeTCs
OAWH NPOEKT («yny4yllan3nHra») n 3anyckaeTcd CTaH4apTHbIM NPOEKT COo34aHNA Yero-
nnodo, koTopbin agenaeTtca no IPMA nnn nobon gpyron TEXHONOrnM ynpasneHusd
npoektamu. MeTogonormaZ «ynyyliananHra» 3geck kak TakoBasi y>Ke He NPpUCYTCTBYeT.
[Touyemy?

OcHoBHas LeNb NpOeKTa N0 «ynyyllan3nHry» — HamTu CKPbITYIO NPUYNHY, HE
NO3BOMAOLLYI OOCTUraTb XefaeMblX pe3ynbTaToB, UMy KNyYeBon NpuHUmn / oyHKUMI,
KOTOPbIN / KOTOpad No3BOSIUT 3HAYUTENBHO MOBLICUTL 3PPEKTUBHOCTD.

[Mpn aTOM ONS TOro, 4ToObl Bce paboTano, HY)XXHO eLle NPOUTM Takne ctagun, Kak:



— BOMJTOWEHWME NNAHA BHEOPEHUA (BKNKOYAA TUPAXMPOBAHWE PELLEHNN
HA BCIO KOMIMAHUIO),

— KOHTPOJ1b PEANTNM3ALUNU TINAHA,

— KOHTPO/1b NMPOLECCA / TIPOAYKTA MO UTOI'AM BHELJPEHWA
N SKCINTYATALUUNN PELLEHUW.

[Mpnyem onpeneneHHoe BpeMda HEKOTOPbLIE CTaann CyLWECTBYHOT OAHOBPEMEHHO. CM.
puc. Ne 2.

ExeanesHan
MpoeKT no peweHUaAM pYTHHA

Cozpanune
" mpaxupoaanue
peleHun

Paspaborka nnana
MpoeKT No KynyvwansuHry» NG PeWEHHAM

oo Y Cooppornns P s Y Pouonen P Tecrponne 3

o

BpemenHan wxkana

Puc. 2. ®a3bkl npoekmos rno «yrny4duwausuHay»

HaBepHoe, y BaCc BO3HMK BONPOC: NovYeMy dpasa KOHTPOJSIA HECKOJIbKO B CTOPOHE OT
NpPOEKTa No «ynyywansnHry»? Nyctb noka aT1o octaHeTca UHTpuron. OTBET Bbl Nony4vnTe
B NnocneaHen rnaBe KHUr.

A noka gasaunte pas3bupaTbCsl, Yero CTOUT onacaTbCsl MPU yrnpaBfieHNN NPOEKTOM
yIyyLUeHUN.

Kak-Hndyab aa coenaem

1. Mbl U BE3 NJ1AHA CTIPABUAMCH.

Bonblue Bcero pasapaxeHusi y Bcex obydaembix MHOW ByayLimnx pykoBoauTtenemn
NPOEKTOB BbI3bIBAET pasa nHMymaumm u nnaHmposaHuns. CoctaBneHune nnaxa,
NOAroToBKa nacnopTta NPoekKTa, C UX TOYKN 3PEHUS, YNCTENLLEN BOOLI dOpMarin3m.
3adem, Beab U Tak Bce n3sectHo? Hy Bbinucanun mbl PO koMaHObl HA NMUCTOYEK UMK
HeT, Kakas pasHuLa: Mbl XXe 3HaeM, KTo 3Tu Jilogu, passe HeT? [JaBanTe yxe paboTtaThb, a
Bymaxkkm bygem noTom 3anonHATL!

Tak 3a4eM 3TO HY>KHO?

Bo-nepsbix, 4nga gukcaumm oTnpaBHOM TOYKN, YTOObLI MOTOM OLEHUTb 3PEKTUBHOCTb.
Bes uenun, 6e3 nnaHa ¢ pecypcamm HEBO3MOXHO MOHATbL: XOPOLLO UK Nnoxo otpaboTana
KOMaHAa.

Hukoeda He 3abydy, kak oOHa KomaHOa Ha 3aujume rpoeKkma padoCmHO pacckasarna,
umo oHa pa3spabomarna Ho8bIl rpPouecc 8ceao 3a 8 mecsues. «5 mym 8 rinaH rpoekma
cCMOmpro, — cKka3sar 3akasyuk. — Bbi nnaHuposarnu 3a 4 mecsuya cripasumascs. A y4nu iU
8bl 0rNosIHUMes1bHbIe pacxoldbl 8peMEHU rpu oueHke pabomsi? [la u 3asi8/1eHHbIe
xapakmepucmuku Huxe 0oCmuaHymbIX».

Bo-BTOPbIX, HY NACNopT, HX nnaH, H1 63knor (Backlog)® — aTo He BbiceyeHHas B kamHe
ncTuHa. o xoaQy nNpoekTa OHW AOSMKHbI MEHATLCA N YTOYHATLCA. U nnaH, n nacnopTt, v
©3KNor — PEHTreHOBCKME CHUMKU, KOTOPbIE NO3BOSIAIOT Y3HaTb COCTOSIHME 300POBbA
CaMoro rnpoekTa B 3agaHHbIl MOMEHT BpeMeHU. Bbillen nu NpoekT 3a pamku
BbldEeNEeHHbIX PpecypcoB, U3MEHUINCL NN ero uenn? Ecnun rpamoTHO MUCnonb3oBaTh 3TU



NHCTPYMEHTbI, MOXXHO BOBPEMS YCNETb CKOPPEKTUPOBATb Kypc. B npoTnBHOM cnyyae
nageHns B 6e3gHy He nsbexarb.

Pa3soaricss meneOHHbIU 380HOK. 51 3a0ymM4u80 CHSIT mpyO6Ky.
— Kak xe 8bl moasiu Hac He dorlycmumb 00 3awumsl ripoekma?! Mbi xxe mak cmaparsucs!

— 30pascmeytme (8exrnueocme U 3HaHUS — flydulee opyxue «yryduausepa»)! Y eac
docmuzHymble uesiu He coomeemcmeayom momy, Ymo 8bl 3as18uriu 8 rnacriopme.
Pabomariu Had ckopocmbio, a Uesbio NMpoeKkma yKa3sbleasiu CHUXeHuUe 3ampam.

CINNOXHOCTb YNPABNEHUA NBMEHEHUAMU B TOM, YTO EOUHCTBEHHO
NMPABUIIbHOIO OTBETA HET. AJA KAXXOAOWU KOMINAHUU LIESb
«YNNYUYWLWAU3UHIA» BYOAET YHUKAJTIbHOMW.

— Hy, MbI pewurnu ece usMeHUmsb.
— Hu 3aka3yuk, Hu s He 3Haem 06 amom. Kak mbl O0smKHbI bbiriu 0o2adambcs?
— A... HasepHoe, cmourno obHosume riacriopm. Ham xe epode Ha mpeHuUHae 2080pUIIU.

2. 3AYEM CIMNPALWUNBATDL, YTO XO4YET KITMUEHT. Mbl U TAK SHAEM.

Be3ycrnoBHO, Kaxaasa yBaxatowas cebst KoMnaHusa OepXXUT B WTaTe AEXYPHOro
Tenenarta. Het, noctonTe, TenenaTud Xxe Hay4Ho He JOKa3aHal!

[loBepbTe, CNPOCUTL KNUEeHTa ropasgo npotle, 4em NoToM KycaTb cebe nokTu, co3aas
NpPeKpacHbIN, HO HUKOMY He HYXHbI pe3ynbTar.

Ho n3 roga B rog, n3 npoekTa B MPOEKT KapTUHKa HE MeHsaeTcs. HacTo gaxe
cneunanm3anpoBaHHble NCCreaoBaHNS AenarTcsa He ON1s TOro, YTO6bl BBIACHUTbL UCTUHY,
a nNpocTo Ans Toro, YTobbl 060CHOBATL TO, YTO BOMIN cebe B royioBy MCNOMNHUTENN.

3. NIYYLWWUE U3 XyOLLUUX.

NTak, gonycTtnm, Bbl pyKkOBOOUTENb NPOEKTa Mo «yny4wansnnry». Kak cdoopmmnpoBaTth
KoMaHAay? YUTo 3HaumMT «xo4y cam oTobpaTb, nocobecenoBaTtb, NpUTEpPETLCA»? Ham
paboTaTb HYXXHO, a HEe KaCTUHIK ycTpamBaTb. BOT cenyac noroBopyM ¢ BOBIEYEHHLIM B
npoLuecc pykoBOAUTENSAMU, N OHW BbIAENSAT.

Ecnn Bbl packaTanu ryby Ha «JyyLlmx U3 nyylinx», MOXXeTe CMeno 3akaTblBaTb €€
obpaTtHo. Jlydwmre 13 nydwmnx HyxHbl, YTOObl paboTaTb Ha MecTax, 4obuBasicb Ha
N3BECTHOM MM y4acTke paboTbl elle bonee BbICOKMX pe3ynbTaTtoB. OHM obecrnevnBatoT
BbINOMHEHNE LENEN, a 3Ha4YNUT, NPEMMIO N NPOABMKEHNE CBOEro pykosoautens. KTo xe
OyoeT nx otTaaBaTtb AaXe Mo cambll BaXKHbI CTpaTerndecknn npoekt? ntoc
nepeanoBUKN NPON3BOACTBA CaMM HE criellaTt BOBfeKaTbCH B NPOEKT. 3a4eM pUCKoBaTb
yCMNeLHON Kapbepon Ha N3BECTHOM TeaTpe BOEHHbIX JENUCTBUN pagu dKCNepuMeHTa,
KOTOpPbIW ele HEN3BECTHO, YOacTCAa UNn HeT?

OgHako MMPUTLCS C 3TUM He CTOUT. PykoBoanTento NnpoekTa cnegyeT MHBECTUPOBATL B
oTbop noaen Anst KomaHabl 4OCTAaTOYHO BPEMEHU, YTOObI:

— NOJNTY4NTb 3aNHTEPECOBAHHDLIX B yCNexe y4aCTHNKOB MNPOEKTAa,



— OOroBOPUTLCA C PYKOBOOMUTENEM O TOYHOM KONMYeCcTBe YacoB y4acTua COTPYLOHUKOB B
npoekTe (B ngeane 100 % BpeMEHU, HO Mbl BCE MOHUMAEM, YTO 3TO U3 obnacTtu
daHTacTMKK). 3TO NO3BONUT NPeAoTBPaTUTL CUTyaLUuto, Korga noan npnderatoT B
KOMHaTy COBeLlaHUs Ha 5 MUHYT No340poBaTbCs, paccka3aTb aHEKOQOT U COODLLNTL, YTO
Y HUX ONATb HET BPEMEHM Ha NMPOEKT 1U3-3a CYNnepcpoYHOro 3agaHusa weda.

4. BABAUTE «MPUKUHEM> ...

COop AaHHbIX BCceraga Bbl3bIBAeT rofloBHYO 605b Y KoMaHabl. Yalle Bcero ato
nponcxoauT NoTomy, YTo n3 UT-cuctembl HEBO3MOXHO HUYEro JocTaTb MEHEE YeM 3a
rog, n NPUXoanTCca TpaTUTb Ha 3TO KOJSlI0CCcaribHOE KONMYECTBO BPEMEHN UMK AenaTb
3aMepbl Bpy4YHyt0. A 9TO MOHOTOHHAasA, U3HypstoWwaa pabota U3o AHS B AEHb.

Hepenko komaHga n akcnepTbl QYT HA XUTPOCTb U AenatoT rpybble «npukuaku». N
KaXXeTCs, YTO «MJIHC-MUHYC KUITOMETP» — 3TO HE CTPAaLUHO. TOJSIbKO BOT «4YyMKa» OYEHb
4acTo NOABOAWUT, N TOrda Ha OCHOBE HEBEPHbIX AAHHbLIX AenatTcs OWNO0YHbIE BbIBOALI.
A 9TO 03Ha4aeT, YTO AEHbIM N BpeMa OyayT HanpaBfeHbl Ha yry4leHne Toro, YTo 1 Tak
npekpacHo paboTaer.

5. MABHOE - NOHUMATb KAHBY.

B «ynydwansnHre» mMenodn nrparoT KIoveByo ponb. OTCyTCTBME ranoykn B HAaCTpoMKax
nporpamMmbl UM CTPOYKN B MHCTPYKLNM MOXET BbITb TEM HE3AaMETHBIM (PaKkTOPOM,
KOTOPbIN He No3BoNAeT JobuBaTLCA NOTPACAOLMX PE3YNbTATOB.

Hanpumep, Koraa komaHga ctankmBaeTcd ¢ 0COHBeHHO 3anyTaHHbIM Y4aCcTKOM npoLiecca
N SKCMepTbl HE MOryT OO BACHUTL, YTO NPOMUCXOOMUT (TaK U XOYETCSH Ha cxeme npouecca
HanucaTb: «3aech NpoucxoauT Yyno». — Cm. puc. 3)E.

Be3ycnoBHO, He HY>XHO B MUNMUCEKYHAAX 3aMepsiTb, CKONbKO COTPYOHUK AyMaeT nepen
TEM, KaK Ha)kaTb KHOMKY, HO haKT Ha)kaTusl AOMKeH ObiTb 3adhMKCUPOBaH.

Ha o0HOM u3 npoeKkmog compyOHUKU Ha)XXumasiu KHOTKY rpo8epKU cuCmeMbl Ha
108MOPHOCMb, 0OHAKO 3aMepsirouul He rpudas 3momMy hakmy HUKaKo20 3Ha4eHUs u
He ompa3aursl Ha cxeMe U HaMeKa Ha rpecriogymyto KHOMKY. A OrfbIMHbIU pyKOo8OOUMerlb
rnpoekma, rnposepssuiuli cxemy ro ceoum 3amepam, obpamursi HUMaHUe Ha 0aHHYH
demarib. OKa3arocb, Ymo KHOMKa ocmarack 8 Hacrieoue om rpeobiOyuwux eepcul
cucmeMbl U HE MOJIbKO HE Hecra rnones3Hou hyHKUUU, HO U rposouuposaria 3amedreHue
gcell cucmeMbl Ha 22 % u 2eHepuposarna cry4dalHble owubKku mo 8 0OHOM, Mo 8 Opyaom
Mecme.
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Puc. 3. Tunosou «4ydecHbIl» busHec-rnpouecc

6. QKCMNEPTHOE 3J10.

YacTo, koraa 3amepbl NPOBOAMTL AOPOro UM NPOCTO NEHb, HAa MOMOLLIb rope-
onTMMmM3aTopam NpUXoauT SKCNEPTHOE MHEHME. V1 aHanna, KOTopbIN AOMKEH ObITb
MOCTPOEH Ha OaHHbIX, 3aMEHSIETCS Ha apryMeHT «HaM Tak ckasan VBaH NeTpoBuy.
KoHe4HO, MHEHNEM 3KCNepPTOB NpeHebperaTbe HE HYXXHO, HO ero HeE0HBXo0aANMO NMPOBEPSTh.
JTrobon ysaxatowmnn cebs cneumanncT dyaeT, BO-NepBbIX, NOATBEPXKOAaTb CBOK TOUYKY
3peHus haktamum n npumepamn. A Bo-BTOPbIX, YECTHO NPU3HABATbLCS, YTO OH UM OHA He
yBepeH / yBepeHa B BbiBOAaAX, U TpeboBaTb AOMOMHUTENBHOIO n3y4yeHns sonpoca. K
COXareHuto, Taknux 3KCNepTOB BCE MEHbLLE U MEHbLLE.

7. BE3AYMHOE U BEYHOE.

Ha o0HOM u3 Moux mpeHUH208, Ko20a S pacckasbigarl rpo an2opumm rrnaHupoeaHus, s
obpamurics K ayoumopuu U rorpocusl nodesiumscs MHEHUEM, Kakou criedyrowul waa
MHe 3ariucame Ha un-4apme.

OO0Ha OesywKka pobKo rnodHsina pyKy u cripocuna: «HasepHoe, nody-mame?» « To4HO, —
omoa3searics 5. — Boobwe, 6 nobom anzopumme rpedriazar cHadarsa rnodymame.

Kak H1 neyanbHO, OTHOLWEHWE KO MHOTMM UHCTPYMEHTaM He COOTBETCTBYET
BblLUEHA3BAHHOMY MPUHLUMMNY — AN Ha4ana nogymaTb. Ha TpeHuHrax nioam nbitarTcs
BCE BPEMS 3anucaTtb Unn 3a3ybpuTb CrOXHbIE HA3BaHWS, XOTS XOPOLUNA TPeHep B
NepByl0 o4Yepedb XO4eT, YTOObI CriyLuaTenu NOHSMN CyThb.

Ecnn B avarpaMmmMme BaM HYyXXeH OOMOJTHUTENBbHbIN, quBepru‘/'l cTonbuk, a Ha TPEHUNHTE
cKkasanm, 4To nx obbI4YHO TPWH, HapMcyVITe ero. MHCprMeHT OOJIKEH NnomMoraTtb B aHarin3e,
d HE OrpaHnymBaTb €ro.

N yxx Tem Bornee nocrtapantech nsberatb cUMTyaumn, nogodHbIX crneayoLlen.

KomaHda, c komopou si pabomarn Kak HacmasHUK, rpucmynuna K ®ase AHarnua3sa.
[boekm mpeboegasi cmamucmuyYecKkoU rMpo8epPKU 8r1USHUS (haKmopos Ha
driumersibHocmb docmasKu rpodyKyuU.



Pebsma riposepuriu mosibko 00UH ghakmop — ydarieHHOCmMb MOYKU rpodaxx om cKraoa.

— Kak ebl nonazaeme, enusiem ru paccmosiHue Ha epemMsi 00CmaesKu, ecriu He
npo8oduUMb aHasu3a? — cripocurs .

— KoHeyHo, — nocrnedosas omeem.

— ToeOa noyemy 8kl rnposepusiu 04e8UOHbIU 8apuaHm, HoO He cobpariu daHHbIe U He
rnposepusiu ocmaribHble, MEHEE O0HEBUOHbLIE?

— A 4eeo 8bl K Ham ripussidasnuck. Hac y4durnu, 4mo e ripoekme 0osnkeH bbimb Kak
MUHUMYM 00UH cmam-mecm. Mbi e2o cdenanu. Ham ckasanu — Ml u cenarnu.

A X HUCKONBKO HE CMYyLLAno, YTo Bce ObINO cAenaHo «ans rarnoukm».

8. Mbl HUMEIO HE HALLJIN, MO3TOMY CHUTAEM CEBA NMPABbBIMW.

LenctBntenbHo, 3a4emM xoamTb kK COHCOPY 1 NPOCUTL AOMNOJTHUTENBHOE BPEMS, 3a4eM
cobupaTb HOBblE JaHHbIe, 3a4eM NepenpoBepPATb NOrMKy CBOMX BbIBOAOB? MOXHO
NPOCTO cka3aTb: «Mbl HUYEro He HaLNN, MO3TOMY PELUNII TaK».

B npoekTe No «yny4dwansnHry», Kak B 3agade rno anrebpe: Hy>kHO NiMbo HanTn OTBET,
nnbo gokasaTb, YTO peLleHnst He cylecTByeT. B npoTMBHOM cny4vae pelleHue He
NPUHMMaETCH.

9. Y HAC YXE ECTb PELLEHMUE.

[MOCTOsIHHBIE MOMNbITKK NPOAATh Y>Ke NMEILLIMNCS BapuaHT MeLLaoT NPOekKTy 1 comBatoT ¢
TOJKY 9KCnepToB. 3a4em AenaTtb NPOEKT, eCnin OTBET yKe ecTb? okasaTb, YTo nagete B
Hory co BpeMeHeM? [MogaepxaTb BHyTPUKOpnopaTuBHyto moay? B niobom cnyyae 3T1o
TpaTa BPEMEHMU U CUH.

YALLE BCEIO NMPOLEECCbHI OTOBPAXAITCA HE TAK, KAK OHU NMPOUCXOOAT B
XN3HU, A TAK, KAK HAMTUCAHO B HOPMATUBHbIX JOKYMEHTAX.

10. HALLE OENO — OTYUTATbLCA.

[leped kaxxObiMm QokrnadoM ro peayribmamam rpoeKmMoes s rnpowy y4acmHUKoS8
pacckaszame, 4Ymo oHU coenarnu (kakue 6birnu npobrieMel, KaKo8bl UX MPUYUHbI, KaK
rnpedrnazaemcs ux ycmpaHums), a He mo, 4mo 0esiasioch.

U KaxOblIlU pa3 cribiy, Ymo siro0u 20moesursiu rnacriopm rpoekma u rraH, 3amem
cobupanu onoc u mak Oanee... Bbl He nosepume, HO 51 U caM Mo_2y paccKa3amb, YmMo
denana KomaHOa: OHU e pabomarom 8 coomeemecmeuu ¢ arnzopummamu, KOmopbIM UX
obyyurnu.

U kaxx0Obili pa3 okasbleaemcsi, Ymo peuweHuUss He coomeemcmayom rpobremam, uesu
835imbl Kak 6yOmo u3 0py2020 rnpoekma, a aHasius ripoeooursicsl He 3amem, 4mobbl
8bISI8UMb MPUYUHY, @ YMobhkI «3akudampb» 3aka34duka yugpamu.

CnaceHue yTonawwumx...

CKG)Ky 4YeCTHO, OMeHb MHOInMe U3 BbllUEHA3BaAHHbIX r|p06neM MOJIHOCTbIO YCTPAHAKOTCAH
TOJIbKO C OnbITOM, NMNOCI1€ MHOITOYNCIIEHHbIX MPOEKTOB, KOTOPbIE ONTUMMN3ATOPbI BbIHECYT
Ha cBOUX nne4vax. TeMm He MeHee eCTb HECKOJTbKO JAENCTBEHHbIX NnpMHUUNOB U NPUEMOB,



KOTOpPblE€ MO3BOJIAT KOMaHOaM H86paTb OrbIT KaK MO>XHO CKOpee.

1. HACTABHUK.

Ceptudumkat YepHoro lNosca BbigatoT TOMbKO nocre obyveHus, yCcnewHoro
NPOXOXOEHNA TecTa U yCneLHOM 3aLUnTbl NPOEKTOB (A4a-Aa, Bbl HEe OCSbilanuch,
HEeCKOJTbKMX MPoeKToB). [10 MeHbLlen Mepe C MOMEHTa 00y4YeHna 40 NonyYeHns
3aBETHOW «KOPOYKM» npoxoauT roA. [pu ycrnosuum, 4To KaHANOAT CTapaeTca U TpaTuT Ha
NPOEKTbl BCE OOCTYNHOE BpeEMSA.

CTpaHHO 0XmnaaTb, YTO YENOBEK, TONbKO NMPOLLEALINA 00y4YeHne, MOXeT CNPaBUTLCS CO
BCEMW TPYAHOCTSIMU cam. M KNoYeByo porb B AOCTMXKEHUM pe3ynbTaTa urpaeT NoMoLLb
HacTaBHUKA.

[laBanTe cpa3y OOroBOPMMCS, YTO HACTaBHUK — 3TO HE TEOPETUK, HE LaMaH, He
pyKoBOAUTESb, COENABLUNN CBOW NepBbIM N €OUHCTBEHHbIW NPOEKT «B Te Aarnekne
rogel...». HactaBHMK — cneunanucT, codeTarowmnm B cedbe eanHCTBO TEOPETUYECKOIO U
NPaKTUYECKOro onbiTa NOCTOAHHOIO «yny4llanauHra.

3agaya HaCcTaBHMKA — MOMOYb KOMaHAaM KOHTPOIIMPYEMO HaETYRaTe-Ha

Fpabru nony4vaTtb 6ecueHHbIN onbIT. Apyrumm cnoBamu, oyHKUMA HacTaBHMKA — He
aenaTtb HUYEro 3a «ynyylansepos», AaBad UM BO3MOXHOCTb YYMTbCS Ha CBOUX
ownbKax, HO NpPU 3TOM HE NO3BOSIAA MPOEKTY MONTU NO 3aBEAOMO JTOXKHOMY NYTH, U
nomoraTb BblbupaTbCa U3 TpyAHOCTEN B naToBOoW cutyaumn. CnoxHo? He To cnoso!
XopoLmnin HACTaBHUK-ONTUMN3ATOP — KLUTYYHbIN» U HEAELWEBbIA Creumarnmcr.

2. KOMUKC BMECTO KAPTUHOK.

Kaxkabi NpoeKT — 3To Uctopust. M Kak y Kaxxgom XopoLLuen NCTOPUK, Y HEro AOSKHA BbITb
3aBsA3Ka, KynbMUHaLUWS N pa3Ba3ka. Ecnu B nnaHe npoekTa HannucaHo O4HO,
nccrieaoBaHUs U aHanma npoBOLATCS MO COBEPLLUEHHO ApYyroMy noBoay, a B pesyfibtaTte
Nofly4yaeTcs YTO-TO TPETbE U HUKTO HE MOXET OOBbACHUTL (Ha hakTax, a He Ha crnoBax),
NoYemMy Tak NPOU30LLSIO, TO Bbl MOSTyYMnIM HABOP KapTUHOK, HE CBA3aHHbIX O0LLUM
ctoketoM. 1 ga, MOXXHO TONbLKO Ha4yaTb BCE 3aHOBO.

EONHCTBEHHLIN cnocob He cOUTbCS C NMyTU — CBOEBPEMEHHO N KAQ4EeCTBEHHO rOTOBUTL
OOKYMEHTaLUMIO NO NPOEKTY N PErynsipHoO K Hen obpallaTtbes no xoay gena. He
nocreaHio posb urpaet CnoHcop u/mnm 3akas4vmk (0 ero posn noroBopum B
cneaywouwen rmaee). OH OOSMKeEH NOCTOSAHHO obpallaTb CBOE BHMMAHME Ha TO, HACKOMbKO
KOMaH4a OBWXKETCS K HY)XXHOU eMy LLESn.

Ewe Jlyyuwe co3aaTtb CTaHD,apTHbII7I YEeK-ITUCT Ond C|'|0Hcopa N PYKOBOOUTEIA KOMaHbI,
4TOObLI OHM MOINN NpoBEPATb COOTBETCTBUE MPOEKTA 3ajlaHHbIM LEJIAM.

3. MPOEKT - 3TO HE NPAMAA, A LUUKI.

[lomHK0, Kak 0OHa KoMaHOa, ¢ Komopou S pabomars 8 kKadecmee HacmasHuKa, cudesa Ha
rnraHepke, OpyxHo cmpadasi U ymKHy8WUCkL 8 Mesie(OOHHI.

— Pebssma, ymo He makK?
— [la ¢ aHanu3om b6eda.
— A roKOHKpemHee?

— Hy, MbI MOHSAMU, YMO HaMm Hy>HO cOesilamb Q0rosiHUmMesibHble 3aMepbl 110 Psi0y 8HOBb
OMKpblgwuXxcs ¢hakmopos. I HagepHoe, daxke UMeHUMb yeslb rnpoekmal

— Hy mak denaume! ([Jemckoe HermoHUMaHuUe u Hegepue 8 arasax, kak 6yomo ckaaarl,
umo [jeda Mopo3sa He cywiecmayem.)



— Kak e moxHo! Mbi e yxxe 3asepuwiusiu cmaduro 3amepos.

N eedb cOenanu. lNpuwnu Kk 3akas4duky, o6bsCHUMU Ha uyugpax, u... 8ce rnosly4uriocs.
YmoyuHunu uenu, nodnucasnu O0KyMeHMmMkbI, coesiasniu 3aH080 U rnosly4usiu aghghekm
bosnbwe nnaHupyemozo 8 2,4 pasa.

[a, 6e3ycnoBHoO, yaoobHee, Koraa Bce UaeT ¢ nepsoro pasa. Ho npoekr
«yny4lanavHra» — 3To CBOEro poga muccrnegosaHue, 1 npaBuiibHbIN OTBET HE N3BECTEH
3apaHee. ABCOSIOTHO eCTECTBEHHO, KOrga KOMaHA4a Bo3BpaLlaeTcs nocne aHanmsa u
nocobupaeT, goaensiBaeT Unn NepeocMbICNMBAET YTO-NNOO B NPOEKTE.

4. CUNNA B PASHOOBPA3UM.

KomaHabl ObIBaOT pasHble: yaoOHbIe U «KnaccHble». M ecnu Bbl XOTUTE OTNMUYHBIX
pe3ynbTaToB — NMPUCMOTPUTECH KO BTOPbIM. 3an0rom KraccHowm KomaHabl 6yaeT Hann4ne
CamMoro pasHoro poaa noaen: TBOPYECKMX U CUCTEMHBIX, 3aHYAHbIX U BecenbiX. BaxkHoe
Ka4yeCTBO, KOTOPOE AOJIKHO ObITh Y KaXA0ro U3 Hux, — npodeccmnoHanmam. CneumanucThbl
OOJMKHbI pa3bupaTbcsa B CBOEM BOMNPOCE AOCKOHANbHO, HUYErO HE OCTaBMNATb HA OTKYI
cry4yato 1 He nNpsATaTbCA 3a hpaszammn «Bceraa Tak Aenanu, a NoYeMy, s He 3Hak».

N pna, c HUMKU TXenee, Yem C NOCNYLWHbIMN N Oe3bIHNLNATUBHbLIMN.

OTaenbHO CTOUT ckasaTtb O pykoBoauTene npoekta. O HEM U He0OXOAMMbIX eMY
KayecTBax Mbl OyaeM roBOpuTb €LLe 04EHb MHOIO, HO CeYyac CTOUT OCTaHOBUTLCA Ha
OJHOM.

Inaep komaHabl JomkeH, B6bIThb kak onepaTtop TepmosiaepHoro peaktopa?. OH, ¢ ogHol
CTOPOHbI, JOJTKEH NOOLLPATb CTONIKHOBEHME YYAaCTHUKOB, ANCKYCCUU, OOCYXOEHUS,
OPYrMMuM CrioBaMi, «LWeBENUTb» Tonnneo. C Apyron — CMOTPEThL, YTODbI peakTop He
neperpencs n He NPoOuN3oLLES B3PbIB.

Kak e co3gaTb komaHay MeudTbl? ECTb ABa OCHOBHbLIX MHCTPYMEHTA: NIMYHbIAN pa3roBop
(pasroBop, a He cobecenoBaHNE) N TECTbl HA KOMAHOHOCTb.

CHavana npo pasroBopsbl. [lonpocute kaHAnaaTa pacckasaTb O CBOEW paboTe n 0 Tom,
4YTO OH Obl B HEW yny4Llnm. 3aTeM paccKkaxute o npoekTte. [NpocTo npucnyLanTech K
cBOUM owyweHusam. Ecnn kaHgmnoar:

* YBIIEYEHHO paccKa3sbliBaeT 0 CBOeW paboTe (BMECTO «HY BOT CUXY, DyMaKKu
nepebunpato»),

* 3afjlaeT MHOIo BOMNpPOCOB MO MPOEKTY,

* UMEET CBOW MbICIN 1 NAEN N cnocobeH nx 00 bACHUTbL NPOCTO, MOXKHO CKa3aTb «Ha
nanbLax»,

* HE KMYMTCHA CBOUM CTaTyCOM U He BoobpaxaeT 0 cebe 6or 3HaeT YTo, TO HY>KHO OpaTh!

EOMHCTBEHHOE: CIOXHO NOHATbL B Pa3roBoOpe, HACKOMbKO «KMacCHO» kKaHAuaaT éyaet
B3aMMOAENCTBOBATbL C APYrMMKU. BOT TyT Ha CLEHY 1 BbIXOOAT pa3nuyHblie TECTbl Ha Ponn
N cnocobHoCTb paboTaTb OOK 0 60K C ApYyrMMun NoabMN.

5. PAKTbI, DAKTbIl U ELLIE PA3 ®AKTbI.

30aHue He Bo3BoanTCcA Be3 cTponmartepmanoB. Tak U MPOEKTY HYXXHbl AaHHbIE U (haKTbl.
ITtoBoe yTBEPXKOEHME U YMO3AKIIOYEHNE KOMaHAObl AOMKHO BbITb NOAKPENNEHO
nccnegoBaHUsMK, 3aMepamm, ceblinkamm. HMkakmx «Ham Tak KaxeTcsa». Ecnn kaxeTcs,
npoBepsnTe rmnotesdy. Ecnu pakToB Ana BblBO4a He4OCTAaTOYHO, HeobxoaAnMo cobupaTb
eLle n eLle.



N nobnaxek ObITb HE OOMKHO. [laxke ecrnn NpoeKkT cynepBaXkHbl, HO CTPOUTCA Ha
goragkax n ragaHuax Ha KodenHom ryule, nydule ero nepegenartb, Hexenu vyepes
nonroga ropbko nrakaTtb Hag pynHamuy Bo3fiaraBLUMXCA Ha HEro Hagexn.

6. CTAHOAPTbI, PEATUHIN U BA3A 3HAHUN.

Co BpeMeHeM KONMNYECTBO NPOEKTOB YBENUYNTCS C HECKONMbKMX OO0 AECATKOB B rof, v
KOHTPONMpPOBATb MX KQ4YeCTBO U cobntoaeHne Bcex TpeboBaHUI CTaHeT He noa cuny
OZIHUM TONbKO HacTaBHMKaM. Kpome Toro, HEKOPPEKTHO nepeknaabiBaTb
OTBETCTBEHHOCTb Ha KOro YrofHO 3a UCKMIOYEHNEM CaMUX «YITy4Llan3epoB».

B gaHHOM cnTyaumm Bam NOMOXET cmaHOapm yrpaserieHUs rnpoekmamu. Jlydilie Bcero
caenaTb ero B BUAe npocTon npeseHTaunm ¢ kaptuHkamm, He bonee 20—-30 ctpanuu. OH
OOIMKEH ObITb:

* MPOCTbIM N HAlMAAHbIM,

* OTpaxXaTb OCHOBHbIE BEXU MNMPOEKTA C obsiI3aTenbHbIMU (a HEe CO BCEMU BO3MO>KHbIMI/I)
OTYETHbIMUN OOKYMEHTAMMU,

* coaepxaTtb J'I8I7ICbX8KI/I N HebonbLune XUTPOCTH, KaK rNMnoYepnHyTble N3 KHUT, TaK N
OI'IpO6OBaHHbIe CBOMMU Xe Koreramum,

* ObITb B yAOOHOW (hopme, 4TOBbLI ero MOXHO ObISIO BCerga ncrnosib3oBaTh (3arnaHyTb B
Hero B criydae HenpeasuaeHHbIX CNOXHOCTEN).

LENIb NPOEKTA «MO YNYYLWAWU3UHIY» — HAUTU CKPbITYIO MPUYUHY,
MELLUAKOLWYIO AOCTUTATb XKENAEMbIX PE3YJIbTATOB, N NPUHLIUN,
KOTOPbIX MO3BOJNUT NOBbLICUTb 3PPEKTUBHOCTD.

B obuiem, aTo Hekasa HacTosbHaa NamsaTka, KOTOpad rnoMOXeT HeE 3a0bITb HMYero
Ba>XHOIo U BbICTYINNT B POJIM KOMMNaca.

Ewe ogHa nonesHas Haxoaka — 6a3a 3HaHul. OHa bonblue cTaHOapTa U COAEPXUT
bonee getanbHble KOMMEHTAPUKU N COBETLI, @ Takke caMun NpoekTbl. BHOCUTL nx Tyaa
OOIMKHbI PYKOBOAUTENN NMPOEKTHLIX KoMaHA. K 6ase 3HaHui cTouT obpallaTtbes, Koraa
KOMaHAa nonarna B 3aTpyAHUTENbHOE NOMOXEHUE U HUKAK HE MOXET HaWuTU BbIXOA.

NHorga pykosoguTtenu npuberatoT ewe K ogHoMy criocoby. iMsa emy penuTuHr.
OTHOLEHNE Y MEHS K HEMY, YeCTHO, He ofHO3Ha4yHoe. C O4HOW CTOPOHbI, MOXHO
obyyaTb Nogen Ha OCHOBE NyYLLMX MPOEKTOB: Cpa3y CTAHOBATCS MOHATHbLI N KPUTEPUN
BblIOOpa MHCTPYMEHTOB, 1 NMpaBuna nx ncnons3oBaHuda. C gpyron CTOpoHbl, B N0g06HON
FOHKE MOXHO J1erko NoTepATb Ka4ecCTBo.

U nocnegHee

PykoBoauTENo BCerga Xxo4eTcs BCEro 1 cpasy: 3TO OYEHb MOHATHAsA YerioBeyeckas
yepTa. TOMNbKO BOT 3aroHssl nowagb ByCMepTb, Bbl HE nNpueneTte ObiCTpee: Bbl MPOCTO
NONy4nMTe OOXNYHO KNaYy.

[MpoekTHasa O0eATeNbHOCTb NO «yNy4llan3nHry» He CpUHT, a MapadoH. Jlydwe
noTpaTUTL YyTb Bonblle BpeMeHu (B npenesiax pa3syMHoOro, nHade sce oyager
«ByKkcoBaTb») M NOSy4YUTb pe3ynbTaT, KOTOpbIN OyaeT paboTaTb eLle MHOro JieT, a He
paccbineTcd Yepes nonroaa.

Be3 BroxeHust BpeMeHu B cTaHdapTbl, 06y4yeHune, cOop AaHHbIX Bbl OyaeTe TOSbKO
nataTb NOCTOAHHO BO3HMKAKOLLME Oblpbl, HO HAKOr4a He caefiaeTte Tak, YToObl OHK
Bosiblle HMKOr4a He BO3HUKAIMW.



'naBa 5
KTo BCcemy ronosa?

PykoBOOUTb — 3TO 3HAYUT HE MELLAaTb XOPOoLLMM noaam paboTarTsb.
lemp JleoHudoeu4 Kanuuya

B cBoe BpemMsa MHE noc4yacTnMBUNOCh NOObIBaTh Ha Nekuun npodeccopa Macaakmn Mvawn,
O4HOro 13 Beayuwmx cneunanmncToB No KanaseH 1 Npons3BoACTBEHHOW CUCTEME
«Tonotbl». Nocne nekumn oanH N3 cnywarenen 3agan sonpoc: «4T1o, Ha BaLl B3rnsg,
SIBNSETCA caMbIM BaXKHbIM 414 ycriexa npeobpasoBaHnn B KOMNaHnUmM?» Mman-cax
nogymar u, yrblOHYBLUMCb XUTPOW BOCTOYHOM YNbIOKONM, cKasdan: «Tpu Bewmn: nogaepxka
PYKOBOCTBA, NoaaepKka pykoBOoACTBaA U elle... noaaepKka pykosoacrtea». Kasanoch
Obl, Yero npotle, ecnm Bce cornacunnucb ¢ HeobxoaUMoCTbio (M HEU3BEXKHOCTbLIO)
nepemMeH, noanucanucb nog uensimu, Boibpanu npouecchl. A NoToM eLle 6bINo ckasaHo:
«[a, mbl 0benmmn pykamu 3a...», «brnarocrioBfisito U HaMyTCTBYIO HA JOCTMXKEHUS U
N3MEHEHUS...», «KTO, eCnun He Mbl...» U T. 4. MoXHO gaxe MalnKy C Hagnmcblo

«O00 «Pomaluka» — nameHeHua Halle Bce» HauenuTb. Ho ecnun Ha creayrowmn eHb
nocrie OypHoro npasgHoBaHUS Havyana nyTu B CBETII0e byayllee MeHeoKep NpoeKkTa
NosIBUTCA B NpuemMHoun [naBHOro, ero BCTPETAT, MArKO roBopsi, ¢ HegoymeHuem. C TOUKU
3pEHUA PYKOBOACTBA, MOparibHOW NOAAEPXKKN 1 MOMYanmMBOro «aa» — bonee 4yem
OOCTaTOYHO A8 ycnexa n3MeHeHuin. B pesynbTaTte — «cnaceHne ytonarwuwmx — Aeno pyk
caMux yTONaroLLnX».

KTO eCcTb KTO?

[na Hayana cTouT pasobpaTtbCs, YTO KPOETCH 3a pacniibiBY4aTblM TEPMUHOM
«PyKoBOACTBO». MOXHO BbIAENNTb HECKOMNBKO POren, KoTopble Mbl Ans yaoocTBa
06beanHUM B ABe GonbLune rpynnebl.

1. PYKOBOOUTEIN NMPOEKTOB.

OHun xe pykoBoaguTenun komang, YepHole Nosca (B metogonorum JlnH 6 Curma), nuaepsl
npoekTta u T. 4. Kopoye rosops, noan, BO3rnaeBndaioLLne NPOEKTbl MUSMEHEHUH,
obnagaroLmne 3HaHUSMM U OMNbITOM NCMNONb30BaHUS OAHOMN N3 METOAO0SOMMN,
BbICTyNawLLMe HacTaBHMKaMM Ons KomaHg npoektoB. OHM HENOCPEACTBEHHO CTaBAT
3ajauv 1 oTBeYaloT 3a pesynbraTl, B kauecTBe pykoBogMTENEN MOTYT BbICTYNaTh He
TOJIbKO MEHeKepbl, HO U PAO0BLIE COTPYAHUKU, OOYYEHHbIE YNPaBNEHNIO NPOEKTAMMU.

2. BAKA34HUKN.
OHM xe CnoHcopbl™, MNuaepbl naMeHeHuii 1 npoyee. MpoLue roBops, NoAMN, KOTOPbIE:

» «3aKkasblBalOT» UNU MHULMNPYIOT NPOEKT. [puHUMaIOT peLlueHne, YTo 1 rage Heobxoanmo
ynyyqwnTtb. PopmMynupyoT LesSb U KpUTepumn ycnexa.

* BoigensatoT pecypcebl. [1log aTon pa3mbiTon OpMYyMPOBKON OObIYHO MOHMMAIOT
obellaHne BblAENUTb SKCMEPTOB B KOMaHAY — COTPYAHUKOB U3 nogpasaeneHun,
NPUHUMAIOLWMX y4aCcTMe B NPoLEeCcce Unu NCnonb3ylowmx ero pesynbTar, TO eCTb
npoAaykT. Hanpumep, ecnu mbl gopabartsbiBaem 10, HaM HeOBX0ANMbI aNTULLIHUKW,
MapKeTosoru, An3amHepbl 1 nonb3oBaTtenun (HanpmMep, COTPYAHNKM PO3HUYHbLIX OPUCOB,
ecnn Mbl paspabaTbiBaeM MOOUITbHOE NPUIIOXKEHUE, KOTOpoe byaem npeanaraTb



KnueHTam). Pexe peyb nget o AgeHbrax — npoekTbl no Jind 6 Curma, Hanpumep, TpebytoT
OeHer TONbKO Ha CTaaun BHeOPEHUS peLleHnin, N TO He Bcerga — unu
agMUHUCTPATUBHbLIX JOMNYCKax.

» [loroBapuBaloTCs Ha «BbiCLLEM YPOBHE». K coxaneHuto, y nobbiXx USMEHEHUI eCTb Kak
CTOPOHHUKK, TaK U NPOTUBHMKN. [loroBapmBaTbCst HEOOXOAUMO U C TEMU, U C APYTUMU,
4YTOObI pe3ynbTaTbl NPOEKTOB HE NPOCTO ObINM NPUHATBI U NOMOXKEHbI HA NMOJSIKY, HO ObINK
BOMJIOLLEHBI B XXM3Hb.

e [MpuHUMalIOT pe3ynbTaTbl. V1 He TONbKO B KOHLIE NpoekTa. OHM perynspHo BCTpeYatTcs
C PyKOBOAMTENSAMM NPOEKTOB, OLIEHMBAIOT PaboTy U BbICKa3bIBAOT CBOW MNOXEMNaHNS K
NMPOMEXYTOYHbIM PELUEHUSAM — B MPOTUBHOM CIiy4ae 3TO NyTb B HUKYyAA.

3akasyMkamu BbICTyrnaroT BbIiCLINK (pyKOBOAUTENWN AenapTaMeHTOB W yripaBrieHun) 1 Torl-
MeHeKMeHT. Ho npn manom maciwitabe npoekra a1a posib MOXeT ObITb OTAaHa U
cpedHeMy YPOBHIO yrpaBneHus,

«PblOa rHueT c ronoBbI»

HecmoTpsa Ha TO YTO HENocpeaCTBEHHO PaboTy pykaMu BbIMOSHAOT PyKOBOAUTENN
NPOEKTOB, 3aKa34ymKkn 3a4atoT OOLLNM TOH BCEMY «ynyYllan3uHry». YacTo, K coxaneHuio,
OHW He NonagatoT B HYKHYIO TOHaNbHOCTb OAHUM U3 CneayLwmx cnocoboB:

— CBOOAT BCe K aHTypaxy. Ton-MeHemIKMEHT C yaOoBOSIbCTBMEM dhoTorpadupyeTcs ¢
KOMaHOaMWy, BbICTYrNnaeT Ha KOHepeHUUdaX 1 BO BCEM cornawliaeTcs ¢ [ eHeparnbHbIiM, Npu
9TOM CaM He y4acCTBYeT B NpPOeKTax, C TpyAoM npeacTtaBnseT cebe, Kakne MHCTPYMEHTbI
MCNOJSIb3YOTCA N Kakue Lenn npecrnenyTcs. Y ero NnogYMHeHHbIX cKrnagbiBaeTcs
YCTOMYMBOE BrneyaTtrieHne, 4To 6occChl OT HeYero aenartb 3aTesnn Kakon-To umpk. MNpu
9TOM HY>XHO BCAYECKM ero nogaepXxmBatb, €CIN XO4ellb MPOaBUHYTHCA MO KapbepHOWN
NnecTHUUEe 1nun nNpocTo He NoJly4uThb Mo rosioBe. Ho genaTtb pykamu HUYEro He Hago —
HeobXxoaNMMO TOSbKO n3obpaxaTb BYpHYIO AeATENbHOCTb, @ C MPOEKTHBIMU
MeHeo)Kepamun crieyeT BEXIIMBO pacKnaHNBaTbLCHA, HO NX «e€PYHOO0M» 3aHUMAaTbCS He
CTOMT.

— BepsaT, uTo npaBuna He Ans HuUX. TeaTtp, Kak U3BECTHO, HAYMHAETCA C Bewarnku. A
ynydwanauHr — ¢ Tona.

OOuH u3 moux 3akas4yukos, YneH lNpaesreHus, cemoegas Ha mo, YmMo e20 COMpPYOHUKU He
xo0sim Ha ['emba. (lemba — mepmuH bepexrnueozo rnpoussodcmea, Komophkil 03HadYaem
«Mmecmo, 20e ripoucxooum paboma». «Cxo0umse Ha 'emba» o3Hayaem nputimu u
CeOUMU ariazamu 8bisieume rnpobrnemsi u ux rnpuduHsl. OcobeHHocmb femba 8 mom, 4Ymo
80 8pPeMSsI N0CeWEeHUSsT HUKMO He Haka3sbleaem noO4YUHEHHbIX, @ aHanusupyem rpobremy,
4mobbl 3amem npedrnoXumses ee 3hheKmuBHoe pelwieHue.

Tak som. 3aka34yuk ycmars om HeAoCmo8epHbIX U ripomusope4vusbix omyemos. OH
MOHSII1, YMO €20 JIUHeUHbIe pykosodumeru 8oobuwe He rocew,arom rnpou3soocmeso U ¢
mpydom ripedcmassnsaom cebe, 4mo mam meopumcs.

OH nipocurn, yeoeapusar, nuwar npemuli. Ho, HecMompsi Ha cambie Xecmkue Mepbl, 8Ce
npodoskanu npocuXxueamse WmaHbl 8 oghucax.

Koe0da meHs nornpocuriu pazobpamscs 8 amoMm rnapadokce, 00120 UcKkamb peweHUs He
npuwriock. 5 y3Har, Ymo Mou 3aka3yuk cam Hukoz20a Ha ['emba He bbin. bornee moeo,
OH HE CMECHSIICA 3aMedamb 8 rpucymcmaeuu cobcmeeHHbIX MOOYUHEHHbIX, YMO
«cxo0us bbl, HO MPOCMO HE X8amaem 8PEMEHU.

K coxaneHuto, He crnoBa, a rnoBeaeHune PYKOBOOUTENA NMOKAa3blBa€T €ro OTHOLLEHNE K
nameHeHunam. Ml ecnm oH cam AEMOHCTPUPYET NX HEOJOCTATOYHYIO BAXXHOCTb AOJ1A cebq, a



COOTBETCTBEHHO, U OJ19 KOMNAaHUKU, TO NOYEMY €ro COTPYAHMKN OOSMKHbI BECTU ceb4
nHaye?

— He noHnmatoT, 4To XOTAT. Halle Bcero ykasaHus oT 3aka3dmka MOXHO CBECTU K (ppase
«caenante, 4Tobbl 661110 KNaccHo». OgHako, YTO BKNaAbIBAET PYKOBOAUTENL B EMKOE
CINOBO «KITAaCCHO», HE NMOHATHO HMKOMY, BKItoYasi ero camoro. Ton-MmeHegkep He roToB
obcyxaaTb C nnaepamMmn KoMaHg KOHKPEeTHble pesyribTaTbl, KOTOPbIX HEOH6X0ANMO
O0CTUYb. [1pn 9TOM OH UCKPEHHE BEPUT, YTO BCE U TaK NpeaenbHO SICHO.

«4YUKA» OYEHb YACTO NOABOANT, U HA OCHOBE HEBEPHbIX JAHHbIX
OENAIOTCA OLULUBOYHBIE BbIBOAbI.

OTKpoo BaM OOHY TarHy U3 Teopun NoBeaeHNS B3pOChbIX. B oTnuyme ot geten, Kotopble
00 onpeaeneHHoro Bo3pacTta He 3a4aloT BOMNPOC «3avdemM», MOTUBALUMSA B3POCIbIX N0AeN
CUITIbHO CBSI3aHa C NOHUMAaHWEM CMbICIa N KOHEYHOW Lenn nobon geatenbHocTu. A ecnu
ee He coobLKnnn, MoXXeTe MHe NOBEPUTb, BalLM NOAYMHEHHbIE camu ee cebe
npuaymatoT. M aTo TouHO noBpeauT geny. [Novemy? [na npumepa pacckaxy, Kak oguH
N3 pykoBoaUTENEN NpUHUMAn pe3ynbTaTbl O4HOMO 13 onbiTos no JINH.

...[powino yxe HecKkosibKo Yacos. Ha4yanbHuKk co ceumodl 3axodum 8 KoMHamy Orisi
rnepeaosopos, COBMEWEHHYIO C XpaHUIUWEM rariok. 30ecb eMy Xomsm
rpoodeMoHCcmMpuUpo8ams rosbilueHUe aghghekmusHOCMU ripouecca XxpaHeHus
dokymeHmos (rpobriema bbiria 8 mom, 4mo 0o ripoekma okosio 30 % 0oKymeHmMos
mepsnuch, a cpedHee 8peMsi roucka Hy)XHou rnarku cocmaerssno 36 MuHym). Lpyaumu
crioeamu, XU3HEHHO HeobxoduMo rpodeMoHcmMpuUpo8amb YUCMOMmy, COKpalweHue Jucria
OOKYyMEeHMOo8 U Mo, KaK rpocmo MOXHO Haumu Hy>Hyro nariky. [locrnedHue rnon4daca
HauanbHukK yxe u3psiOHO 3egaem U cornpogoxoarouwjue e2o iuya u3 KoXu 80H Jie3ym,
umobbl Kak-mo rokaszame 0ocmuzaHymbil pe3yrbmam ewe bornee «8blirnyKrox». YN He 3psi.
Xapakmep HayaneHuka 0aem o cebe 3Hamep, U 2He8 M2HO8EHHO cMeHsiem CKyKy. OH
rnodbezaem K yary KOMHamabl, 8 KOMOPOM HU4Ye20 Hem, U 80cKruyaem: «[loyemy y s8ac 8
amowm yany JluHa (Yumau — «ynydwau3uHaa») Hem, a eom mam (yKka3bieaem Ha
rPoOMuUBOIosIOXHbIU Y2011, MOXO0XUU Ha repeblil, Kak bpam-6riu3Heu)
onmumMu3upo8aHo?»

CmelwHo? Ho 3To HenpmuaymaHHas cutyauust. Yrnbl K NIpoLeccy 1 NpoBOAMMbIM
N3MEHEHUSIM HE NMENUN HUKAKOrO OTHOLLEHUS, HO «rofioBbl noneTenu». Jlioan Obinu
HaKa3aHbl HEMOHATHO 3a YTO, XOTH UM yAanocb AOCTUYb HEMAIbIX YCNEXOB B PeLUEeHUM
BOMpOCa C JOKYMEHTaMM.

NMpobnema cocTosina B TOM, YTO Ha4yanbHWK NPOCTO NOCMOTPEN, Kak JIH Obin BHEAPEH B
Apyrom noapasneneHun. pyrummn croBamu, PyKOBOAUTENb HE YAOCYXKMNCS
npoaHanuanpoBaTb NPOONeMbl CBOMX NOAYNHEHHBIX, 3aa4M B 30HE CBOEMN
OTBETCTBEHHOCTM 1 chopMMpoBaTb CBoe cobCcTBEHHOE MHeHME. OH NPOCTO ero
noAcMoTpen y ceoero konnern. Conb UCTOPUKM B TOM, YTO B PYroM noAapasaeneHnm u
Lienu, 1 3agayun, 1 NpoLeccbl CoBceM Apyrue. A npeTBopuUTb B XKN3Hb CMYTHbIE U
HESICHbIE XenaHMUsl HUKOMY He nop, cuny.

— He xotaTt meHaTbcA. HayaTb N3MeHeHNA — 3HaYUT Npu3HaTbCAa cebe B NepByto
oyepeab, YTO Mbl YTO-TO Aenann HeaoCTaTOYHO XOPOLLO UMK He YBUOENN, He
npuagymanu, He 3Hanun cnocoba caenaTb Ha OTNIMYHO. be3ycrnoBHO, AaHHbIN akT GbeT
no camontobuio Nboro YenoBeka, a yXx pykosoanTtens tem dornee. Yem 6onee
yCMeLHY0 Kapbepy genaet MeHeaxep, Tem 6onbLle OH BEPUT B COOCTBEHHYIO
reHManbHOCTb M HenorpewmnmocTb. W ntobon, gaxe caMmbll HEBUHHLIA HAMEK Ha TO, YTO
nporpecc B ero paboTte He NPoCcTo BO3MOXEH, a HE0OX0aMM, BOCNPUHMMAET He MPOCTO
KaK «LLEeM4Y0K Mo HOCYy», a KaK NM4yHoe ockopbrieHne. XoTuTe 3aBecTn cebe KpoBHOro



Bpara? Ckaxute Tony, 4TO MOXHO MOBLICUTb MPON3BOANUTENBHOCTb BBEPEHHbLIX EMY
nogpasageneHun. NpoBepeHo Ha COOCTBEHHOM OMbITE.

[MpaBga, 4acTo Ha OTKPLITbIN KOHPNKT C Nuaepamm KoOMaHa Npyu MmaclTabHbIX
N3MEHEHNAX HUKTO U3 TonoB ODbIYHO He NAET. ATO NONMUTUYECKU HenpaBunbHo. He gan
Oor elle Ha30BYT KOHCEPBATOPOM, a TaM 1 40 OO6BUHEHNA B KHEMOHUMAHUN TEKYLLEN
cuTyaummn» Heganeko. CnegoBaTenbHO, HY>KHO ObITb HE NPOTMB U3MEHEHUNIN, HO N HE
MeHATbCs. Kak aTo caenatb? Npolue npocTtoro. HyXXHO He NblTaTbCs pa3obpaTbcs BO
BCEN 3TON HOBOMOAHOMN «MYTOTEHM», 8 OOBACHATb, NOYEMY KOHKPETHO Y HEMO B
nogpasgeneHnun HoBble NOen HUKoraa «He B3NeTAT».

Kpome Toro, Ton co ctaxkem valle BCero pasdbupaeTtcs B CBOEM [erfle B HEKOTOPbIX
acnekrtax Jfydue pykoBoguTernen NpoekToB, a NOTOMY MOXET CTaBUTb Nasiky B Koneca,
He BCTYNas HM C KEM B OTKPbITYHO KOHpOoHTauuto. NpocTo OH BCe BpeMs nogBepraeT
COMHEHWIO CrnoBa KoMaHbl, OObSACHSET, NOYEMY He MOoNy4YnTCs peannsosaTb TO UMK
MHOE pEeLLEHNE, a Ha BO3paXkeHUsl BpoAde «aaBanTe nonpobyem» xene3obeToHHO
OTBeYaeT «nriaBanun — 3Haem». [ipyrumm crioBaMu, OH NOCTOSIHHO 3acTaBnseT foaen, n
Tak Haxo4sLWwmMxcs no4 BAnsIHNEM CTpecca, COMHeBaATLCA B cebe 1 B TOM, YTO OHU
nenatoT2, Cam Toro He co3HaBasi, pykoBoAMTENb MOXET 3TO AenaTh, UCKPEHHE BePS B
TO, YTO XOYET KakK nydile. A NOTOM pa3BoauT pykamu: «pebsita — monoable, HEOMbITHbLIE,
YTO C HMX B3ATb. XOTENM KaK ny4ylle, a Nony4Ynnochb Kak Bcerga». Tak u roxXHYT BCe
bnarne Ha4YMHaHMA B TOMKW ApeEMYYEN YBEPEHHOCTN B cOBCTBEHHOW NpaBoTe. A ecnu Obl
onbIT HayanbHWKa, 4a B MUPHOE pycro...

— He XoTAaT yunTbhCA. Y HeXxenaHusi MEHATLCA CYLLEeCTBYET U 000pOTHAsi CTOPOHA
meaanu. PykoBoautenbs NogaepKMBaeT N3MEHEHUS, HO CYMTaAET CBOe noapasaeneHune
YHUKanbHbIM, 8 MOTOMY He NOAXOASLMM HM NOoA Kakne MeToauKku U WabnoHbl.

Ha cmapme npoekma 8 byxaanmepckux rnodpa3oerieHUsiXx MeHsi yousrsisifia CMecCb
XXenaHusi MeHsimbes y Pykoeodumernel ebicuie20 38eHa (8cem UM ropsiOKom
rnodHadoersio so3gpauwiamecsi O0OMOoU 3a o/IHoYb, 0a ewe U rnosiydame Ha2oHSU KaxXoblU
O0€eHb) U HEMPUKPbLIMO20 cKericuca, ¢ KoOmopbIM OHU U3y4darnu MeHS U MOK KOMaHOy .
OcobeHHO curbHO Ux uHmMepecosarsi Mol orbim. 3mo 6bir1 MoU repabil rpPoekm 8 63kK-
ogucHoM rioOpa3sdesieHuu, Ho A0 3MO20 S yXXKe HEeCKOJIbKO Jfilem ycrieWwHo 3aHUMarscs
onmumu3auyueu rpoueccos 8 pabome ¢ KrueHmamu po3HuUUbl U masioeo busHeca. 51
yecmHo pacckasarn 06 amowm Kosiriezam. MHe ¢ yrnblbkou, Kak Hepa3yMHOMY MriadeHuy,
ckasarnu, Ymo byxaanmepusi — ocobeHHoe mecmo (MoYmu Ma2u4eckoe), Komopoe HU Ha
Kakue Opyaue riodpa3sderieHuUsi He rnoxoxe. B KoHue coseuw,aHus s bbln Hariogas cpaxeH
80rPOCOM:

— A 8bl 3Haeme, Kakoe camoe KpeamuesHoe (meopyeckoe) rnodpal3oesieHue 8
op2aHu3auuu?

— MapkemuHa? — puckHyn npednonoXxumse eauw NMOKOPHbIU criyea.

— Omoen ghopmuposaHus ornepayuoHHo20 OHs1 8 byxeanmepuu, — riocriedosar 20p0kIl
omeem.

Ho Oerno He oepaHu4unocb mMosibKo criogamu. owio 0o moao, 4Ymo bbina co30aHa
«KomaHOa 8 KomaHOe», Komopas rbimariacb rnpogecmu «ynydwausuHa» Mmemoodamu
KpeamueHbix 6yxsanmepos™.

Kak Bbl AymaeTe, YTO Yy HUX nonyyunock B utore? MNpobnemsbl nepepaboTok OHU peluanmu
COKpaLLleHNEeM Ymcria OTMyCKOB, OLIMOKM B AOKYMEHTaX A0SKHbI ObINn NCYe3HYTb nocre
BbIMYCKa HECKOJTbKNX PACNOPSKEHU C MPOMNUCAHHLIMU TaM 0OBUHEHUSIMU U KapaMu Ans
COTPYOHUKOB U T. O. U T. M.

[MpyymHa nexana Ha NOBEPXHOCTU. byxrantepua nbitTanacb pewmnTb NPodnemel He B
npoueccax, a B ydyete. C nocnegHum npobriem no 60nbLLOMY cHETY He ObIfio, HO BOT



BHYTPEHHME Npoueaypbl ObiNn HEBEPOSITHO YCNOXHEHbBI, 3aMyTaHbl U MOHATHbI TONbKO
TEM «XYOOXXHUKaAM», KOTOpble UX N300penu.

Kak 6bl napagokcaribHO 3TO HWX 3By4arno, HO 3HaHWe npegmeTHou obnactn 6e3
NOHMMaHMUA OCHOB NPOEKTHOIO M NPOLIECCHOro ynpaBfieHnsa Yalle MeLlaeT, Yem
nomoraetT. Beab 6onblias 4acTb peLleHnin B TaKOM Criydae CBOAUTCS K NpUHUMNY «bepu
bornblue, bpocan ganbLue».

Ecnu Ton He cxoaun Ha TPEHWHT — OH ObIN 3aHAT, Aa U OH anpuopu nyylle BCEX BO BCEM
pa3bupaeTcs, oH ke HayanbHUK, — TO 3TO 3HAYUT TONbKO OJHO: HUKTO He OyaeT nayyaTb
npouecc, He byaeT ero namMepsTb UK aHanuanpoBaTtb. BmecTo aToro Bce 6yayT
NbiTaTbCs YOUTb MUdMYECKOE YyOOBULLE, KOTOPOro HET U B MOMUHE.

Becb ncuxonormsm CUTyauuum

Kasanock Obl, HY U YTO Takoro, YTo Tomn He XO4eT MEHATLCA UM YYUTbCS Unn 0yaTto
nUrpaeT porsib B «CNEKTakne»? He oH e pykamu NpoekTbl AenaeT, a Nioan Ha Mectax
OOIMKHbI BbITb padbl UBMEHEHUSIM, BO3MOXXHOCTM AenaTtb paboTy npoule, bbicTpee U
adhpekTnBHee, 6e3 6IopoKpaTUM U NPOBOOYEK.,

[ToBegeHue nboro YenoBeka OoTpaxaeT ero BHyTpeHHne Mmotmnebl, SMOLUUNUN N MbICJIN.
Koraa KTo-TO 3nuTCa U ncnbliTbiBaeT 601b, OKpyXarwuwpnme 4acto UCMbITbIBAOT CXOOHblE
aMouunn. Hy da €CJ11 Bbl pa60TaeTe C YEernoBEKOM HECKOSbKO NneT n 6oree, Bbl YYnTECH
NoACcO3HAaTEJIbHO pacno3HaBaTb €ro HaCTpoeHme, Beb 3TO 3aJiOolr Ballero BbI>KUBaHuUA.

[lymaeTe, 3TO ceaHC ncnxoaHanusa n cenyac s byay yoexgartb Bac B TOM, YTO
NPOTUBHUKM N3MEHEHN CPpean MeHeLKepOoB OTPaBAT SMOLMOHaNbHbIN OOH CBOUX
COTPYLHMKOB, NogpbiBatoT nx 6oeson ayx? Bo-nepsbix, Aa: HE CTOUT HE4OOLIEHMBATb
HacTpoun Ha nobeny. YyacTBoBaTb B 3apaHee rnpoBaribHOM NPOEKTe, Ha KOTOPbIN BCEM
HanmneBaTb, HE XOYeT HUKTO. A 3HAYUT, XM OYyMa)KHOW BOJSIOKUTbI, 3aTArMBaHNA CPOKOB U
OETCKUX onpasfaHnn. A BO-BTOpPbIX, HEXeNaHne y4yacTBOBaTb B UBMEHEHUSIX, OTHOLLEHNE
K MpOeKTaM Kak K JocaHOW nomMexe BbiNMBAOTCA B OMnpeaesieHHble NoBeaeHYeckue
0CODEHHOCTHN, KOTOpble TPYAHO HE 3aMeTUTb.

— PykoBoguTenb He BblaendeT pecypcbl Ha NPOEKT (BKIH0Yaa CBOE BPEMS M MOMOLLb
9KCNepTOoB) UNU BblAENSAET MO oCTaTodHOMY NpuHUUny. COTPYOHUKN cepaLeM YYIOT, YTO
HEeCMOTPS Ha BCe 3aBepeHNs PYKOBOLCTBA, YTO NPOEKTbl N0 N3MEHEHNSM OYEeHb BaXHb!
(Oaxe 0-0-04YeHb), B AEUCTBUTENBHOCTU K UIBMEHEHNSAM OTHOCATCS Kak K JocagHou
nomexe, UrpyLike, pagn KOTOpPon NPUXoanUTCA OTBIIeKaTbCA OT AEUCTBUTENBbHO BaXHbIX
BELLEN.

MpryemM 3To BUAAT HE TONbKO Y4aCTHUKN NPOEKTHbIX KomaHa. COTPYAHUKN, He
3aeCTBOBaHHbIE B MU3BMEHEHUSIX (2 HEKOTOPbLIM N3 HUX, NOBEPbLTE, XOTENOCh Obl, HO NX
He 6epyT), HaYMHaOT NPOTUBOMNOCTABNATb CE0A «IOPOAMBLIM», U BHYTPWU NoapasaeneHus
pa3BopayYMBaeTCs HacTosLas rpa)xaaHckasi BoMHa.

B «YNYYLWAU3UHITE» MENOYM UTPAIOT KITFOYEBYIO POJb.

— CnoHcop NocTosHHO BbiCKa3blBaeT HEAOBOSLCTBO paboTon KomaHg (4acTo
PYKOBOAMTENDb Aa)e NepexoanT Ha IMYHOCTU B MPUCYTCTBUM APYIMX NOAYNHEHHbIX),
ocobeHHOo Korga emy coobwatoT 06 odepeHon BbisiBIeHHOW Npobrieme B npoueccax. OH
coobLaeT, 4YTo KoMaHaa NMbo «He Tak Bce NoHANa», NMbO «3TOro ObITb HE MOXET»,
NMBO «Mbl U Tak 3TO 3HaNU». B ntore nogasreHHble NIOAN TEPSIOT BCSAKYHO MHALMATUBY U
cTapatoTcs He NOHATbL NepBONPUYNHBI HU3KOW 3O EKTUBHOCTU, a HABECTU
«KOCMETUYECKNM» JTOCK, YTOObI MOHPABUTLCA HavanbHUKY.

— 3aKas3umK He XXenaeT H1 B YeM pa3bupaTbCsi, Nyckas BECb NPOLIECC N3MEHEHNI Ha
camoTek. OH No-AeTCKN OTHEKMBAETCS, NMPOCUT OCTaBUTb €ro B NMOKOE U UCKPEHHE



yOMBISIETCS, KOrga eMy roBopsiT, YTO OH He nomMoraeT. Toraa 3aka3ymk roBopuT: «H xe
MyCTWUN Bac B CBOW BNafeHUs 1 NO3BOSNWN AenaTb TO, YTO Bbl CHUTAETE HYXHbIM. Yero
eLle Bbl OT MeHs xoTuTe?» Kak crniegcreue, nogun, He YyrNofTHOMOYEHHbIE OLeHNBATbL CBOU
Xe OOCTUXEHUA N MPUHUMaTL CyabOOHOCHbIE peLleHns, BbiHYXXAeHbl 9TO AenaTtb. A
MOCKOJIbKY BOSIbLLIMHCTBO N3 HUX He 0bfiagaeT pecypcamn U TpebyeMbiM YPOBHEM
OO0CTyna K MHpopmaLuuu, peLleHns OHN NPUHUMALOT Yalle BCero HernpasurbHbIE.

OTOT CNUCOK MOXXHO NpoAOJTIXKaTb OecKOHEe4YHO, HO MHE He Xo4eTcH Yype3mMepHO
3J'IOyI'IOTpe6J'IFITb MHTEPECOM YNTATENA K 9TOMN KHUre. CyTb, A noJsarato, Bbl YJIIOBUSIN.

«Kak 3akansnacb ctanb»

PykoBoauTenu BbiCLLIEro 3BeHa — ocobas «nopoga» MmeHeaxkepoB. C 0AHON CTOPOHBI,
OHM obnagatoT BoNbNMM HABOPOM OTIINYHBLIX KAa4YeCcTB, He3aypsAHbIM OMNbITOM U
3HaHuUaAMU. NHaye Bpsaa N oHWM cTosAnm 6bl BO rnase opraHmsaunn. C apyromn CTOPOHHI,
CINOXXHOCTb B TOM, 4YTO y0eanTb Unm nepeybeantb Ux B 4EM-TO, a yXX Tem bonee
nocTapaTbCsl UBMEHUTb UMK XOTHA Obl MNOACTPOUTL NOA CBOWU HYXAbl — A€N0 3aBeJ0MO
rmonoe.

TeM He MeHee XOTs 3TO U HEMPOCTO, MOXXHO obecneynTb NPUEMIIEMbIN YPOBEHb
NOAAEPXKKN, NPUAEPKMBASACb PAaa NPOCTbIX NpaBur.

1. NPEXAE BCEINO HY>XHO OBECIEYUTb COBNAAEHUWUE MHTEPECOB.

Ecnun Bbl nonbiTaeTecb HaBs3aTb CNoOHCOPY CBOE BUAEHNE NpobriemMm, camMu paccTaBuTe
NPUOPUTETLI, NPON3ONAET OQHO U3 ABYX: OH NIMOO BOCMPUMET NOEK B WITbIKA U B
OanbHenwem 6yaet akTMBHO MeLlaTb ee BOMNSOWEHUI0, MO0 cornacuTcs TonbKo Angd
Buaa. 3bexatb nogobHOro passutnsa cobbITUM MOXHO, TOSTbKO yOoeanB pyKoBOAUTENS,
4YTO N3MEHEHMA ByayT BbIrOAHbI U NOMe3Hbl Ansa ero paboTel. Kak aTo caenatb?
BcTpetntbes n noroBopuTb. NoMHTEPECOBATLCS, YErO OH XOET OT MNPOEKTOB U B KAKNX
HarnpaBreHnAX eMy Hy>XHa rnomMmoulb. [peacTtaBuTb Konnere cBoe NoHMMaHue npobnem u
NONe3HbIX UBMEHEHNWN B 30HE €ro OTBETCTBEHHOCTU. OTAENBLHO MPOroBOPUTL, YEM
KOHKPETHO MOXET NOMOYb NMPOeKTHas KoMaHaa. BeicnywaTe pykoBoaAUTENS N HANTU
B3aMMOBbIrogHoe peweHue. B ngeane CnoHcop OOMMKEH YUTU OT Bac C OXXMgaHUEM, YTO
CKOPO OH yXe He byaeT oauH Ha OgMH CO CBOMMK npobnemamum.

[[apaHTHen ycnexa npm obcy>xaeHnn BbICTYNUT COOSogeHne ABYX YCNOBUN,
« ATMOCOPEPA COTPYOAHUYECTBA.

He Hy)HO BCcTpeyaTbcs Ans NpodopMbl UMK NbITaTbCHA C PELUMMOCTbI0 0OpeYEeHHOro
ybeaonTtb 3amnpena B cobctBeHHoM npaBoTe. He ctouT gaBuTb 1 yrpoxatb. Crneayet
nsberatb n obpaTtHoro. Hepeako CnoHcop Ha Takux BCTpe4yax NPoCUT He npuckinaTtb K
HEMY MPOEKTHble KOMaHAbl (B 3TOM OH BUAWUT TONbKO AONOMHUTENBHYIO Harpys3ky), a
MOMOYb pecypcamu.

51 0o cux rop ecrioMuHaro crioga Moe2o pyKkogooumersis rnocrie Cmpe4yu ¢ 3akasdukamu
U3 PO3HUYHO20 brioKa KpyriHo20 baHKa. 3aka34uku rpednazasnu HaM «He 8arsisimeb
dypaka» ¢ ripouyeccamu (0a-0a, U CHoBa C/l08a «y Hac U mak 8ce Xopouwlo»), a fyduwe
«8bI6UMB» UM O0rnosIHUMesbHbIX rpodasyos. Mol 6occ moada cka3sarn. «OHU Hac He
rMoHUMarom, rnomomy 4mo y Hux 0eHeea KakK y dypaka chaHmukos. OHU UMU rPOcmo
3asiusarom ceou oWubKu».

B umoee oHu 8epHynuck K Ham 4yepe3 rosizooa, kKoeda Ce30HHbIE MPeOr1oXeHUs
3aKOHYUIIUCK, CrpOocC ynar, a obecrneyums CKOPOCMb U Ka4ecmeo, KaK Yy KOHKY[peHmos,
Hawum 8u3asu oKasarochk He rnod cury.



TunnyHasa cutyaums. HecoepLleHCTBO NPOLECCOB NOAOOHO NPMOPEXHBLIM CKanam: noka
YPOBEHb BOAbI (PECYPCOB) BbICOK, X HEBO3MOXXHO YBMAETb, HO KakK TONTbKO HAaYMHaeTCcH
OTNMB, CKanbl BbICTYNAaKT HAa MOBEPXHOCTb, MPEBpaLLas HeKoraa yiTHYO raBaHb B

CMepTenbHO ONacHyo NoByLLKY.

« APFTYMEHTbI HA YPOBHE LUDP.

Y aMBUTENbLHO, HO DOSBLLLUMHCTBO pabounx coBeLLLaHNN B MOEN XN3HU BbinNu NycTOn
TpaToOWn BPEMEHW, MOCKOSIbKY K HAM HUKTO HE roToBUICA. Bce apryMeHTbl NogaBanucb Kak
HernpenoXHble NCTUHbI, HE NOATBEPXAEHHbIE dhakTaMmun. 3Bydanu dpasbl: «Kak Bcem
30ecb U3BECTHO», «CoBeEpPLUEHHO O4EBUOHO» M TOMY NogobHoe. [pocTute, a KoMy r
No4Yemy 3TO JOSMKHO ObITb N3BECTHO? Ha 4yem Bbl CTpOUTE CBOU YyTBEPXKOEHUA? busHec
HEe MOXET pasroBapuBaTb Ha NogobHOM sa3bike. MHdopmMaLuus o npoga)xax AosmkHa ObiTb
noATBepXXaeHa 3amepamu, He3aBUCUMbIMU OLEHKaMM U T. ., a He ObITb NpaBaoWn,
NOTOMY YTO «TakK CcKasasn OTBETCTBEHHbIN 3a Npoaakm TosapuLl MiBaHOB» (Mpu BCEM
yBaXX€HUM KaK K ogHodbamMunbLam, Tak 1 K JOMKHOCTU rocnogmHa ieaHosa). M cHoBa
cnenyet cobntoctn banaHc. HarpomoxageHne MHoxecTBa Uundp 0e3 BbIBOAOB 3anyTaeT U
ncnyraet noboro. 1 caenaet pasroBop becnosie3HblM, Tak Kak cobecegHuUK He byaeT
NoHMMaTb, OTKy4a npuwiia HpopmMaumsa 1 YTo OHa 3HauuT. Heobxoanmbl JaHHbIE HE
BoobOLe 060 BCceM, a Te, YTO NOMOryT o60CHOBaTb Bally TOUYKY 3pEHMUA.

BcriomuHaemcsi ecmpeya ¢ ripedcmasumerisimu 00HOU 04YeHb U38eCMHOU
KoHcanmuHaosou ¢bupmabl. Mix 0oknad Ha cogewaHuu rno cmpameauu UsMeHeHuU 8
obcnyXXueaHUU KpyrHbIX topuduyecKkux fuy 3aHumMar mpucma cmpaHuy
Haz2poMOXXO0eHHbIX Opya Ha Opyaa cmonbdyambix OuagspaMm U 8PeEMEHHbIX 2paghuKos.
Crniycmsi 0ga 4aca rocrie Hadara cogewaHusl, koeoa ripedcmasumersib KOHCY/1bmMaHmoas
edea 0obparicsi 0o cepeduHbl doknada, Pykosooumerib, 803aiasnsasuwul deneaayuro co
CMOPOHbI 3aKa3z4uka, ocmaHo8uUs1 NogecmeogaHue 83MaxoM PyKU U cKasars. «5 He moay
C eaMu coariacumabCs, MOMOMYy 4mo He NMOHUMato, 0 YeM 8bl 208opume. Y xomsi
3aHUMaroCcb ceoum OerioM yxe deaduamp riem, eUOUMO, makK U He rMoumy».

2. ObYYNUTb CNMOHCOPOB U OATb UM KAXKOOMY MO NMPOEKTY ANA PA3BUTUA
HABBIKOB.

B 3aBMCMMOCTN OT YPOBHSI, NpOrpamMmbl MOrYT ObITb Pa3HbIMU, HO KITHOYEBLIMU
dhakTopamm ycnexa ABnar0TCSA:

* XOpoLluasi TeopeTmnyeckasi NogrotToBka ¢ A4enoBbIMU UrpaMmm unu pasbopamm KEMCOB,
npoBeAeHHasa nNpakTukom ¢ bonbLmnm onbitoM. CnoHcopoB BecnonesHo 3aBanuBaTh
dopmMmynamm n TepMrMHaAMK: OHU B3pOCHbIE JOAN U YMEIT untaTb. [ opasno BaxHee
OOBACHUTL UM NOTNKY NPOEKTOB, KITHOYEBbIE MOMEHTbI, KOTOPbIE AOSMKHbI CODSOCTH
pyKoBOAMTENN NMPOEKTOB. ToNbKo Toraa CnoHCOpP CMOXET OUeHMBATb N OTNiNYaTb
XOpOLUUM pe3ynbTaTt OT NoCpeaCTBEHHOrO. [1py 3TOM NOAroToBKa HE AOSMKHA CBOAUTLCS
K NpbiraHnio B MeLlKax. Hy>XXHO nMmeTb B BUAY, YTO nobas urpa nnm keuc — ynpoLieHHas
mMoaenb. Bo Bpemsi paboTbl C HEW cnywaTensiM MOXET Ka3aTbCH, YTO BCE MHCTPYMEHTbI
NPOCTbI N MOHATHLI. HO 6e3 Teopun, KoTopasi cCOOpPMUPYET CUCTEMHBIN B3NS,
pacckaxeT 0 cneundunke NPOEKTOB U YoepexeT OT «AeTCKMUX» owmnbok, CnoHCopbl Tak n
He Hay4aTCcsl Ka4eCTBEHHO paboTaTb C «KUBbIMU» «yNydlUaN3NHIaMmn»;

* peanbHble, a He KapuKaTypHbIe NPOEKTbI, KOTOPbIEe KTO-TO AenaeT 3a bonbworo bocca.
KoHeuHo, Hy>XHO npegocTaBnTb CrnioHcopy npodeccrnoHarnbHoro YepHoro lNosica nnu
OpYyroro HactaBHMKa, KOTOPbIN Obl OO BACHAS, YTO, Kak U nodYemy, nomoran Obl Ha NepBbIX
nopax, HO HKU B KOEM crlyyae He genan 6bl NpoekThl 3a Tona.

3. IMMHAA OTBETCTBEHHOCTD.



YnpaBreHne n3amMeHeHns M — Takow e NPon3BOLACTBEHHbLIN NPOLIECC, KaK K
pacnpegerneHne oogxeTa, NOCTPOEHUE CUCTEMbI MOTUBALIMK, pa3paboTka HOBOIO
nNpoAyKTa, BCTPEYU C «3aMaMm» 1 Op., U 3a HEro TakKe HYXXHO HECTU OTBETCTBEHHOCTbD.
Heobxoaumo, 4Tobbl MO NpoekTam, Nog KOTOPbIMU «noanucancs» 3akasduk, obinm
yCTaHOBIeHbI KrntoyeBble nokasaTtenu agpdgektusHocTn (KIMN3). B naeansHoM cntyaumm
KMN3 ewe n gomkHbl ObITh NPUBS3aHbl K 3HAYMMOKW YacTu rogosoro 6oHyca CnoHcopa.
3HauMmon byaeT He CNULLIKOM ManeHbKada (MHade en dyaeT Nerko noXxepTeoBaTh B yroay
Boriee NPoOCToN 1 NOHATHOU perynapHon paboTe) n He cnukom borbluas (B MPOTUBHOM
crnydae BCe NpoeKkTbl OyayT yCneLwHbIMU, HECMOTPA HU Ha YTO) YaCTb BO3HaArpaXkgeHus.

4. KOMMYHUKALUMN.

ATmMoOcCepa mku 1 NOAKOBEPHBLIX UTP NPUCyLLa ToN-MeHeKMeEHTY. IHorga mMHe gaxe
Ka)XeTCsl, YTO ecrnn Obl NONOBUHA CUIT, KOTOpasi TPaTUTCA Ha NONMUTUKY U 6opbby Konner
Opyr C apyrom, pacxogoBanach Obl boriee co3nagaTensHO, B XUTPbIX MOTUBALMOHHBIX
cxemax npocTo He 6bIno 6bl HyXabl. OOHOM U3 caMbliX 3P EKTUBHBLIX Mep Nogo6HON
BopbLObI ABNAETCS OrpaHUYEeHHbIN OOCTYN K MHopMaumn. KTo npegynpexaeH u
NH(POPMUPOBAH, TOT BOOPYKEH, HE TaK NnN?

OpfHako onsa ycrniexa HauyMHaHUM No «ynyylan3uHry», ona ero KOHCTPYKTUBHOM paboThl
Heobxoanmo, YToObl BCe B paBHOW CTeNeHn Bnagenn nigopmaumnen, ooMmeHmBanunch
OMnbITOM U T. 4. 3a4eM 3TO HYXXHO? B nepsyto ovepeab 4na 9KOHOMUN BPEMEHU U
pecypcoB. Ckorb 6bl HY BbINK pasnnyHbl cpepbl 4EATENBHOCTN, OMbIT NOKa3bIBaeT, YTO Y
CBSA3aHHbIX APYr C APYroM rnpoLeccoB npobnemMbl 4OCTaTOYHO CXOXN. W He UCKoYeHo,
4YTO peLlleHne, KoTopoe BbINo NpuayMaHo Ans auTULLHMKOB, MOXET NMPU LOSIKHOM
nopaboTke U agantaumm NpUroanTbCAa U B po3HuLe. Bbl MoxeTe BO3pasnTb: «CKaxellb
Toxe! BoT Tak wenkHyn nansuamu, n Bce 3adblfiv Npo NOSINTUKY ?» HeT, KOHEYHO.

B NMPOEKTE NO «YNMYYLWAU3UHIY», KAK B 3A0AYE MO ANMEBPE: HY>XXHO NNBO
HAUTU OTBET, INBO OOKA3ATb, YTO PELLEHUA HE CYWWECTBYET. B
NMPOTUBHOM CITYYHAE OTBET HE NPUHUMAETCH.

B kayecTBe pelieHus CNy>XnT KoHUEeNUuMd, KOTopyto 9 Hasean «OnuMmnumnckmne nrpbl». Kak
N3BECTHO, BO BpeMa Onumnuinckux urp B [lpesHen ['peunn npekpawanmcb BCe BOVHbI U
MeXa0ycobuubl, HAKTO HUKOrO He HakasblBasi — TOSIbKO YeCcTBOBanu nodeauntenen.

[MpeonoxmTte cBOMM NOAYMHEHHBIM Takon doopmart: pa3 B KBapTalsl, HO He 4Yalle, Unu B
nonroga — He pexe, BCTpeyanTecb Ha ABa AHA U obcyXgante OOCTUXEHNSA N NpobneMbl.

[maBHOe
* HUKOIroO HE HaKa3sblBaTb,
* HE npeBpaLlaTb 3TO B OTYETHYIO npoueaypy.

Kak Tonbko oyepeaHon crnvkep OyaeT 03By4YMBaTb KONMMYECTBO MPOEKTOB, HY>KHO €ro
MSITKO OCTAHOBUTb U NMOMNPOCUTL pacckasaTb O pe3yrbTaTtax, MHTEPECHbIX PeLUeHUsX,
03BYYUTb NPOONEMBI, PELUEHNE KOTOPbIX, MOXET ObiTb, YAACTCA HAWTX Ha BCTPEYe BCEM
BMecTe. Kak Tskena ero »usHb U XXM3HM BCeX OCTarnbHbIX TOMOB, Bbl 1 Tak NPeKpacHo
3HaeTe.

5. APAKOHOBCKWE MEPbI.

B punbme «Manbiw-kapamucm» 00HO U3 OCHO8HbIX ripasusi mucmepa Musau,
cKa3aHHoe UM 8 Ha4arne oby4yeHus, enacum:. «Kapame kak dopoza. mbi udewb ro
rpaesou unu ro fiegol cmopoHe dopoau, 20e be3ornacHo, HO Mkl He XO00ulWb rnocepeouHe,
rnomomy 4ymo mam mebsi cobbem mawuHa. Tak xe u ¢ kapame. MoxHo cka3amb Kapame
«0a» UNu «KHem», HO ecriu CKaxelWb «Moxxem bbimb», mebsi pa3zdoasums.



Ta xe cutyauma HabngaeTca U Npu ynpasneHnn n3aMeHeHussMm. MImm MoxHo
3aHMMaTbCs — U Toraa NpuaeTcs 3aHMMaTbCA UMW BCHO XKU3Hb — UITN HE 3aHUMATbCS
BoBce. CocTosiHne «nocepennHe» rybutesibHo, NOCKOSbKY HE TONbKO pecypchbl U BpeMS
OyayT noTpayeHbl BMyCTYyO — caMa Bepa COTPYAHUKOB B BO3MOXXHOCTb ynydweHnn éyaet
pasgaBrieHa, n HMKorga 6onblie OHU He ByayT 3aHMMaTbCA HUYEM, KpomMe Be3onacHou
PYTUHBI.

MeHHO noaTomMy Heob6xoanmo, YToObl pykoBoaMTENN BbINN NMMO0 €QnHbI B CTPEMITEHUN K
OOHOBIIEHUIO — HE TOSIbKO Ha crnoBax, HO N Ha aene, NMbo GbIN HENTPAnbHbI N HE
MeLlanu octanbHbIM.

B Teopuun nameHeHum ectb Te3unC, 4YTO BCcerga byaet 10-20 % ntogen, KoTopble HUKoraa
He ByayT nogaepXmBaTtb HM OQHOW HOBOW naen. PekomeHgauma npocTra: pacctaTbCsl C
HUMW. [1a, 9TO XXeCToKO. HO KakK fa yxe roBopun, nosbllleHne apPeKTUBHOCTU He
nrpyuika, He cnocob camoyTBepaMTbCA UM NOKpacoBaTbCA Nepen akunoHepamMmn. 310
OENCTBYOWMN BU3HEC-MHCTPYMEHT, HO paboTaTb B MOJSIHYKO CUMY OH MOXET TOJSIbKO B
NpaBUNbHbIX pyKax.

U nocnegHee

A He nuTa UNNK3UK, YTO NONYYUTb Noaaepxky CnoHcopoB NPOCTO. HO B NPOTUBHOM
cnydae, Kak 6bl HYU cTapanuch Joan BHU3Y nepapxmvyeckoun NecTHULbI, HACKOSTbKO Dbl HU
ObINN yCreLwHbl X NPOEKTbl N paboTa, BCe OCTaHETCA MO-MPeEXHEMY.

naBa 6
Komy nopyunTtb pykoBOoAUTb NMPOeKTaMn U3MEHEeHUN?

3anycTunm y4eHble B KOCMOC NepPBYLO PaKeTy.

Ha 6opTty benka, Ctpenka u ctaxep. LIYI1 BbIxoguT Ha cBS3b.
— KocmoHaBT berika.

— ["aB!

— NpoTecTnpoBaTb DOPTOBLIE CUCTEMbI YNIPABNEHUS.

— ['aB! ['aB!

— KocmoHaBT CTperka.

— [aB!

— Havyatb nogroTtoBky Kk npoBeaeHnto opbutanbHbIX 9KCNEPUMEHTOB.
— [aB! ['aB!

— Craxep.

— ["aB!

— Y710 Tbl raBkaewsb? NokopmMmn cobak n HUYEro He Tporawn.
Cmapbiu cosemckulu aHekdom



Kakum pyKkoBoAUTENAM HEe CTOUT NOopyYaThb yrnpaBrieHune
M3IMEHEeHNAMMU

Mbl y>ke MOroBOpUnM 0 TOM, HaCKOJTbKO BaXkHa POJib PYKOBOAUTENS BbICLLErO 3BEHA B
n3meHeHnsax. Ho He meHee HeobXxoanMbI PYKOBOAUTENM NMPOEKTOB U NUHENHbIE
MeHeaKepbl NS NPEeTBOPEHUS «yry4llan3nHra» B XXU3Hb.

Pa3sHble MeHeKepbl MOTYT Ny4dlle UJTN XyxXXe NnoaxoanTb Ha 3TY pPOJib, HO €CTb HECKOJIbKO
TUMOB, KOTOPbLIX Ha nymequM BbICTPEJT HEJ1b3A NOoANMYCKaTb K pa60Te C NSMEHEHNAMMN.

1. KOMUACCAP XUBEP.

Kak, Bbl HE 3HaeTe, KTO 9To Takon? CpoYHO CMOTpETb Ppunbm «Takcm». ECTb Tam Takomn
OAMO3HbIW NEPCOHaX, KOTOPbIN TONIKOM HMYEro AenaTb He YMeeT 13 NofnLeNCKou
paboTbl (CTpeNnATb, BECTU CIEXKY U T. A.) U NIE3ET NPM 3TOM B CaMOe NEKI0, U3pAaHO
Mellasi CBOMM NogyYmMHeHHbIM. B ntore kaxxgasi onepaumns ¢ ero ydactmem nmbo nposarn,
nnbo Ha rpaHu npoana. Y HecMoTpsi Ha o4eBUAHbIE baKTbl COOCTBEHHOM
HEKOMMNETEHTHOCTN, KOMUCCap NPOAOoIKaeT BEPUTb B CBOK HEBEPOATHYHO KPYTOCTb.

K coxxaneHnuto, «knbepbl» eCTb He TOMbKO B KMHO. He cyecTb TO KONMYECTBO pas, koraa
MHE NpeacTaBnsAnm o4epegHoe «CBETUNO», a OHO MHEe pafoCTHO 3asBnAno: «He 3Hato,
3a4eM HaM Bbl, 1 XKe YnTan KHKKY U OOUH pa3 onTMMN3MpoBars NpoLecc, CTosl B CTOPOHE
n Habnogas. Tak YTo cenmyac pacckaxy, Kak 9TO Hy>XKHO AenaTb».

OOuH u3 npumepos 8oobuie 3acryxusaem omoesibHOU KHUau: HadyaslbHUKOM
rnoopasdeneHusi UHHogauuu u pabomsl ¢ ripoueccamu HasHayusiu Yyeroeeka ¢ 20-
JIEMHUM cmaKeM 8 rpoodakax, Komophbil Ha nepeom xe coselw,aHuu 3asi8url, 4mo «8CH
)KU3Hb pe3arl Kocmbl 6€3 8CSKUX KHUXKEK U yHUBEPCUMEMO8» U celidac pacckaxem, Kak
Haoo pabomamek ¢ ripoueccamu.

B umoee 3a nosnezo0a bbina pazozcHaHa KomaHoa, komopasi bbiria 0OHOU U3 Ty4Wux Ha
PbIHKE, YHUYMOXXEeHbI 8ce Hapabomku, nomepsiHa Mmemododosioau4deckas basa.
Anogeosom bb1r10 peweHue ydanume omoers ro pabome ¢ UHHos8auusiMu,
e0UHCMBEHHbIU, KOMOopbIU MPUHEC 3KOHOMUYEeCKUU aghghekm 3a 200, rnpumom 4mo Hu
OOUH U3 rnapa’siniesibHoO 3arnyuweHHbIX HO8bIM PyKO8oOUMesieM rpoeKmos He npuHec
pesynbmama. Y1 06 amom 3aka34yuku 2080puUsIU HOBOMY PYKOBOOUMEITHO HE CMECHSISICh, 8
nuyo. Ho Ha kaxxdom cosewaHuu Ha4vyarbHUK coobuwart. «s Moriooeuy, «eom A npudymart
U Kak 3mo 3amedamersibHO» U m. 0. A MexX meM 8ce Kamursiochk 8 ripornacme...

2. HAYATIbHUK MPOTOKONbHOWN CNYXBbI.

dopmanucT, «cryxaka», YenoBek, KOTOpPOro ycTtpanBaeT Bce, Kak bbino. EMy He Hago
ny4yiie, emMy 1 Tak XopoLlo. Y Hero ectb TeNsioe MecTo u paboTa pagu paboThl.
Pe3ynbTaTt ero He NMHTEpeCyeT, a HOBOMOAHbIE NOAXOAbl — Aa 3TO Xe Npsimast yrposa ero
TUXON, MUPHOWN XXU3HN.

BcriomuHaro, kak Ha ripoekme 8 byxzanmepuu bbir1 y Hac 00UH makou rnepcoHax. Mbi
pabomarnu Had cokpauwleHUeM 8peMeHU MPoyUecco8 U CHUXeHUeM Koriudecmea ouwubok
Ha rnpomsikeHUU 9 mecsuyes e wecmu omaoesiax u3 80cbMu. [Jea ocmasuiuxcs
3aHUmarsuce He cobcmeeHHoO y4emom, a pasbuparnuce 8 Ho8bix mpebosaHusix LIb,
0OKyMeHmax — crio8oM, 8 MemodooJsioauu. B npoekme oHuU HernocpedcmeeHHOo He
y4yacmeosarsu, Ho o nopy4eHuro nasHoz2o byxeanmepa moxe 00rKHbI bbiru
MoOOKMr4YUMbCS Kak Moanu. Pykoeodumernib 00Ho20 omaderia 3aHsrnacb pabomou ¢
rpeoroXeHUsiIMU om peauoHos, a Hawa l[nasHasi epouHsi cHumarna, 4mo



«rpusemrieHHou» pabomodu ¢ ripoyeccamu O0/KHbI 3aHUMambcs opyaue. Ho
UcrosiHeHUe rnopyyeHul bbIro yXxe 3aroXeHO 8 ee Kposu.

B pe3synbmame Ha kaxxoou ririaHepKke pa3 8 Hederso 0oKral o pesyrbmamam pabom rio
rnpoexkmy 8bilarnsidersr1 makx.

— Omden rno pabome ¢ MmamepuarbHbIMU UeHHocmsamu: «[lodaomoereHbl kapmal
meKyuieao cocCmosiHUs rno dsym ripoueccam, coesiaH XpoHoMempaxx euwe rno 08ym
cepsucam, paspabomaHa namsimea OJisi GHYMPEHHUX KITUEHMO8».

— Omoden ceoda OHs. «[JopabomaHo mpu cmaHOapma, omMeHeHbl 08e oriepayuu, He
oobasngarowue yueHHocmu, u m. 0.».

— Omoen nasHou 'epouHu: «Y Hac ece udem rio rnaHy (kakomy rinaHy? [NnaH 6bin
moJsibKo 0711 mex, Kmo 8 ripoekme. — A.C.), HagoOum rnopsi0okK Ha pabo4ux cmornax
(umeemcs 8 8uQy UCKaxXeHHoe gocripusimue uHcmpymeHma 5C o opeaHu3sayuu
paboyezo npocmpaHcmea. — A.C.)».

M mak crogo 8 crio8o Ha ripomsixxeHuu oessimu (0essmu, Kapn) mecsaues. B umoeze He
eblOepxxar Oaxe [nasHbIl byxaanmep, 3akarnieHHbIU 8 rosiumuyYeckux bamanusx u
3acrnupmosaHHbIlU 8 ghopmariuame Myxxuk. [[0e-mo Ha 80CbMOM MeCSUE OH 80CKITUKHYIT.
«Bbl yxxe, HagepHoe, cmoribl 00 ObIp rNpomepsiu, Moxem, cmoums YeM-HUbyOob euwje
3aHAMbCA»

KAXObIA NPOEKT — 3TO UCTOPUSA. U KAK Y KAXXJOU XOPOLLEWU NUCTOPUMN, Y
HEIMO JOJXKHA BbiTb 3ABA3KA, KYIIbMUHALNA U PA3BA3KA.

3. MACCOBUKN-3ATENHUKM.

[TpeKkpacHble noaun, KOTopbIe NOSTHbLI 3HTY3nasmMa 1 Ha Bonpoc: «Hapaa Ha LeMEeHTHbIN
3aBOA4?» — NEpPBbIMU OTBEYalOT: «HA». Ha nepBbix Nnopax MMEHHO OHU FOBOPAT U
NoKasbIiBalOT BCEM, KaK 3TO BaXHO: CTPEMUTLCSA KO BCEMY HOBOMY U MNepenoBOMY, N Oaxe
OOCTUraltoT pesysibTaToB B CBOUX nogpasaenieHnax. [NoCcKonbKy novTn B KaXKgom noaxone
K NOBbILLEHUNIO 3PP EKTUBHOCTU CYLLLECTBYET YacTb METOAUK, CBA3aHHAA C KYJIbTYPOun U
putyanamu (noyemy 3TO BaXXHO, NOroBOPUM OTAESIbHO), NoHavany Bce 3TN NMMOHEpPCKNe
rancTykn N KOCTPbl BOCNPUHMMAIOTCA Kak OOSMKHOe. Ho korga npoxoauTt andopus ot
BHeapeHust 5C n Bble3aa Bcero pykosoacTtea Ha ['emba, okasblBaeTCcs, YTO 3aHUMATbCS
CUCTEMHOW, KPOMOTNNBOU (YnTan — HyOHoW) paboTon No NoaAroToBKe KapT NpOLECCoB,
N3HYPUTESbHBLIMW U OOAMTMMM NogcyeTaMu U XpOHOMETpPaXXoM, aHannM3oM gaHHbIX U
TEeCTUpoBaHMEM 1 OOPabOTKON MaCCOBUKN HE XOTAT UM HE MOTYT. B KOHLE KOHLOB OHU
NN TEPSOT MHTEpPEC K paboTe, Tak 1 He 40BMBLLUNCH OOSTTOCPOYHbIX PE3YSIbTAaTOB, UMK
co3gatoT doapc, rae Bce 3apskeHbl, 60apbl 1 Becesbl, paboTaloT He Noknagast PyK, HO
Oanblue NUCTOBOK N NO3YHIroB HE NPoaBUraroTCA.

B camom Hauane pasBuTtuda Npon3BoaCTBEHHLIX cucTtem B Poccum a4 paboTan ¢ konsnerom
(HasoBeM ee Boxaton). [lecHu nog rutapy, cnektaknu n T. 4. Hactosawmnm tTamaga! «A
pe3ynbTaTthl?» — cnpocuTe Bbl. Ha nepBbix Nopax oHn Bpoae 6bl 6binn. Ho aTomy ectb
npoctoe o6bsiCHeHME. [MpoeKkTbl HAYNHANUCL B PO3HULE, B KOTOPOM BoxaTas
npopaboTana 6onee 20 neT. Y B Te4eHue nonyroga NpocTo gocTtaBana cBOU HapaboTKu
n3-nopg nosibl. Ho NOTOM ee NepeKnHyYNN Ha KNMEHTCKYo Byxranteputo. [pouecchl

B 20 pa3 CnoXxHee 1 3arnyTaHHee, HY>XHO MHOIo y4UTbCS HOBOMY, TpebyeTcsl cMCTEMHOE
MbilirieHne. .. CrnoBoMm, Ha OOHUX KOCTpax He Bbledelb. B ntore yygecHolm obpasom
nocrne 6 Hegenb, Kak pa3 nepeq OTYETHBIM KOMUTETOM, Halla repouHA 3axBopana, a
NOTOM W BOBCE nponana ¢ pagapos. [locTaBfeHHbIN HA ee MECTO PYKOBOAUTESb A0SNToe
BpeMsi nnesarcs, pabotan 4osro U yrnopHo, HO NOAHATL C KOSIEH MPOEKT Y>Ke HE CMOT.

4. TEPOU UINN NMPABUJIbHBIE PEBATA.



EcTb Takme MeHeaXepsbl... 3aMedaTeribHble MeEHeXepbl, KOTOpble Bceraa B TpeHae. OHun
NbIOT TOJIbKO NMpaBuIibHbIN Kode, 3aHnMaloTcsa PUTHECOM NO YeTbipe Yaca B AeHb, YMEIOT
BbIMIPbIWHO paboTaTb Ha Kamepy... B obwem, NnpusiTHbie BO BCEX OTHOLWLEHUAX nogun. Ux
Oaxke cTaBAaT B npumep. KaxeTcs, 4TO BCe UM yaaeTcCs JIErkKo N HEMPUHYXXOEHHO.

[MpaBaa, Kak U y BCAKOW Meganu, y HUX ecTb 0bopoTHasi ctopoHa. [pueseny TONbKO oanH
npumep. XKuna-0bina gesoyka AHs, 1 bbina oHa rnaBou yrnpasneHnsa B 00MbLIOM
MeXxayHapoaHoMm 6aHke. Kaxabi AeHb OHa 3aHMMaracb BaXXHbIMU geriamMu: NonaHs
rotoBunach K oyepegHomy mapadoHy, AaBana MHTePBbLIO, N1ucara YTo-To Ha CBOen
cTpaHun4ke B Facebook, nuna kodge ¢ MHTEPECHLIMU NMIOALMU... U ye3dxana 4oOMOoU. HMKTo
N3 COTPYOHUKOB HUKOrga He BUOEN ee B KabUHETe, N TOSIbKO HECKOSMBLKO CTapOXMUnoB
CMYTHO npunomMmnHanu ee obpas. «A ynpasneHne?» — crnpocute Bbl. Bce paboTtano,
MNOCKOMbKY ObIn HENOXON 3aM. TONLKO He XBaTario ero U Ha TEKYLLYI0 OeSATENbHOCTb, U
Ha NPOEKTbI YIyYLUEeHWI, a Korga OH yulersi, ctano CoBCeM Xyao.

[TooBoasa UTOr, MOXKHO CKa3aTb, YTO repou CrnLKOM 03aboyeHbl 00MbLLUNM KONMYECTBOM
OYEHb BAXHbIX gen 1 He ycneBaloT cnyckaTbCs Ha 3eMIto, YTObbI pasbupaTtbes B
Meriouvax.

5. MOCJIEAHUE MO NOPAAKY, HO HE NO PA3PYLUUTENIbHOMY OEUCTBMIO —
®OHTAHbI UOEWU (HE NYTATb C TEHEPATOPAMMW).

O, 9TK 3ameyaTernbHbIe Noan, Npuxoasaume B BOCTOPr No NoBo4y CBOUX Aaxe caMblX
ManeHbKux NnpnuayMmok. [Nonmmte MeHa rnpaBuIibHO: MHE HpaBUTCA, Korga nogu
NpUayMbIBatOT YTO-TO HOBOE U MHTepecHoe. OOHaKO UaOE HY>KHO HE TONbKO NPeanoXuTb
— ee elle xenaTtenbHo obocHoBaTb, oundpoBaThb N NPETBOPUTL B XKN3Hb, HE HABPeaMB
Npu 3TOM OEeUCTBYOLWKUM npoueaypam. Ho doHTaHbl He 3agymMbliBatoTCA 06 3TOM.
Kaxkayto cekyHay OHM BMECTE C BblAblIXxaeMbiM BO34yXOM U3NMBaKT naeun (Yallie Bcero
YPOBHS — faBanTe MPUBSHKEM KapaHdall K pydke swuka TYMOOYKN) N TYT XKe
nepeckakmBaloT Ha HOBLIE.

OOHUM ripeKpacHbIM ympoMm s Ha cobpaHuu KkoMaHObl OoKradkligarl pyKog8ooumersito
rpoeKkma 0 MmoM, Kak y Hac rnpoxooum yrpouweHue ¢hopm omyemHocmu ripu rosiydeHuu
Kpeouma. B KkoHue doknada s1 obpamun eHUMaHuUe Ha mo, 4Ymo mpebyemcsi
doriofiIHUmMeribHo 2 Hedesu Ons 3agepuieHus pabomei. Co cmopoHbl pyKogooumersisi
mpeboegariocb NMpUHSIMb peuweHue:. 8bldesiume HaM OO0MOJIHUMESIbHbIE PECYPCHI,
nepeHecmu 0okrnad 05151 pykogoocmeaa usiu 00s1I0XKUMb POMEXYMOYHbIE pe3yibmameal.
Bmecmo amoeo oHa rosepHyrnach K OKHy U cka3sana:. «A O0asalme orepauyuoHucmam
cOernaem belidXKUKU He 3erieHble, a 3or1omeble. Moxem, amo Ham rnomoxxem?» Mol
dymarnu:. oHa nowymuna. Oka3asocbk, Hem.

Hy, kaxeTcs, ¢ Hanbonee onacHbIMW NEPCOHaXXamMn Mbl 3aKOHUUIN.

Be3ycnoBHO, NpnBeAEeHHbIE Bbille TUMAaXW YacTO CMELUMBAIOTCH, UX YEPTbl MOXHO
pasrnageTb YyTb SN HE B KaXKOAOM BTOPOM, M BO3HUKAET crnpaBeasiMBbin BONPOC:
«CywecTtByeT nn B Npupoae ToT CyrnepMeH, KOTOPbIN CMOXET 3aHUMAaTbCS Yiy4LlleHNAMN
He B yulepb OCHOBHON OEATENMBLHOCTU, Aa elle U NoKa3blBaTb peadyrbTaTbl HA 000X
dopoHTax?»

«A BCe-TaKu OH cyllecTByeT»

B nobon ycnewHon KoMnaHum HangeTcs MHOro AOCTOMHbIX MEHEXKEPOB, U CKa3aTb, KTO
N3 HUX Bonee NOAXoAMT Ha POfb «TOKOMOTUBA» N3MEHEHUW, @ KTO MEHEE, — 3TO noayac
HebGnarogapHasi U HUKOMY HE MHTepecHas AesaATENbHOCTb. TeM HE MEHee MOXHO
BbIAENUTb T€ YepThbl, MO KOTOPbLIM Bbl C O0NbLUEN BEPOATHOCTLIO HAanaeTe daBopuTa,
KOTOPbIN OCUITUT AUCTaHUMIO N AOUOET A0 (PUHULLA C NPUeMnemMbiM pesyrbTaToM.



MepBoe 1 HanbGonee BaXXHOE — 3TO CUCTEMHOE MbILLMEHNE: MOHMMAaHWE TOro, Kak
pelueHne ybpaTb U3 npoLecca oaMH ypoBEeHb COrMacoBaHUs U NATbIA MO CYETY
OOMNOJTHUTENbHbIN KOHTPONb OTPA3NTCS Ha NOCMeAYLLINX Larax n Ha npouecce B LIENOM.
Hanpumep, Mbl 3HaeM, 4YTO, OTKa3aBLUUCL 3aMoNHATL opmy 27, Mbl COKpaTUM
ANUTENbHOCTb 0OCNYXMBaHUS KNMMEHTOB. HO He BbipacTeT nun oT 3Toro 6pak? Unu He
yBenuyaTcs N OT 3TOro »anobbl KNMMEHTOB Ha CepBUC?

OTO OTHIOOb HE 3HA4YUT, YTO MeHeaKep 00s3aH 3HaTb OTBETHI Ha BCE. Ho oH JormkeH
3agaBaTb Nog0OHbIE BOMPOCHI, YTOObI «BMECTE C BOJOW He BbINMECHYTb U pebeHka.

BTopoe — AOTOLWHOCTb U BbeANMBOCTL: YenoBeK AOSKEH ObITb HEMHOMO 3aHyaown. [la-ga.
«3a4yem?» — cripocuTe Bbl. [laBanTte paccyxgatb BMecTe. Hanpumep, onTumMmnsauus
npouecca, OOCTaBKU pPeKiaMHbIX MaTepunasnoB, MOXET 3aHMMaTb OT ABYX 40 YeTbIpex
MecsaueB (HY>KHO NPOBECTU 3aMepbl, pa3obpaTbCcs, Kakas YaCTb OpraHu3aumm B 3TOM
y4yacTBYET, BbISIBUTb, MOYEMY BCE JOCTABNAETCS He BOBPEMS U He Tyaa, U T. A.). O4eHb
NPOCTO B TAKOW CUTYyaLIMM CXBATUTLCA 3a NepBYHO NMONaBLUYOCA NOEKD, PACKPYTUTL ee W...
HayaTb BCe 3aHOBO. /nn TOro xyxe: NoHATb, YTO r4e-TO B MPOEKTe CBEPHYNU He Tyaa,
N... MOWENTaBLUNCb C UCNOSTHUTENSIMN — MOJT, HE PUCKOBATb Xe «Leen» N NpeMmnsmMm, —
npeacTaBuTb BCe Tak, OyaTO HMYEro Apyroro He HalUsn, Tak YTo COrnacMMcst Ha
NOMOBUHKY OT 3anfaHUPOBaHHOIO pe3yrbTaTa.

Pacckaxy o0OHy 3abasHyro ucmoputro. O0HaxX0bl MeHS npuarnacusu Ha cogeuwaHue o
umoeam pabomesl Had coKpaweHUeM cmoumMocmu PEeKOHCMPYKUUU ohucos8 KomrnaHuu 8
00HOU U3 cambix bonbwux gbunuarbHbIX cemel 8 cmpaHe.

[lpouecc HaqyuHaricsl ¢ coaracoeaHus nnaHos, brdxemoe, dekopa U 3aKkaH4uearsics
HerocpedcmeeHHoU coayvel oghuca rnocrie peMoHma. Yyacmeosaria 8 3mom rpoekme
rnosioguHa rmodpasderieHuUl KomnaHuu. [pu amom, Kak u rnoriazaemcs, usHa4dasibHas
cMema ripesbiwarnack 8 HECKOJIbKO pas.

Ha coesewaHuu Oenarsn 0okrnad pykogooumersib KoMaHObI rpoekma ax u3 deaduyamu (1)
yesiogek, Komopas yrnopHoO mpyournack U uckasa rnpud4uHy rnpobsem co cMmemou yxe
rnoszoda.

B 3ane cudenu ysaxaemblie rtoou, cmoiri rnod 3esieHou rnosuHsswel ckamepmaio
JTOMUJICS OM KOP3UHOK C gbpyKmamu U 6ymbiriodek ¢ e00oU, almuuiHUKU, YepmbIXasich,
guemeepom Oymarsiu, kKak coeOuHuUmb Hoymobyk ¢ posemkou. B obwem,
npedcmasumeribHoe cobpaHue.

Loknad4yuk, ebieedsi 6OJIbLLIYHIO LUIBETHYHO CXEMY (0anee no mekcmy — bL|C),
XOpOoWo rnocmaersieHHbIM 20/10COM r1of14aca ornuchklieasi ce mpydHoCcmu, ¢ KOmopbiMU
CMOJIKHYynacb KoMaHoa, U He 3abbigarl yrioMsiHymb 0 ceoel 2epoudeckKol posiu.

Cniycms 0ea 4aca rnnodycmasuwiue Toribl 8ce e 3adarsiu 8orpoc: «TakK 8 4eM Xxe
UCMOYHUK ripobriem?» Omeem 6bir1 ybulicmeeHHbIM: «Mbi MOHSAU, 4YmMo compyOHUKU
HekomriemeHmHsbl (ewe 6b1, amo bbin rnepsbil MPOEeKmM makoao poda Ha pbIHKE), U
rnosmomy Hado paspabomams namsmky u rnomeHssims rnosoguHy (3500 roded!),
3a0elicmeoB8aHHbIX 8 rpouecce.

Ayoumopusi 3aarnoouposarna.
3aHasec.

Ecnu Bbl, goporon yntatenb, AyMaeTe, YTo s YTPUPYIO UNU N34eBaroCh, TO, K
coXaneHuto, HeT. Bce ObIno TovHo Tak. Noyemy Tak nponsowno? 30ecb CTOUT
BepHyTbcA K BLIC n, BuMTaBWNCL B HEE, NOHATL, YTO OHA OblNa 0O4YeHb BEPXHEYPOBHEBOM.
Bo MHOrMx mecrtax npouecc He Obin pasobpaH 40 aTOMOB, @ BMECTO NOAPOOHOro
OMMUCaHMSA 3HAYUICA KBAApaTUK C 3aMMCbio «MpoBOaUTCS aHanua». Mory co Bcel



OTBETCTBEHHOCTbIO 3aABUTb, YTO «MNPOBOAUNTCA aHAJIN3» Ha CXeMe npouecca HYy>KHO
YNTATb HE MHAY€ KaK «3eCb NPONCXOOUT BONLEOCTBO».

KoHel y oaHHOM UCTOPUKM CHACTIIMBLIN, XOTb U HECKOSTbKO TpUBManbHbIN. Halwum HoBoro
PYKOBOAUTESA NPOEeKTa — HE TaKoro SPKOro, HoO AOTOLLHOro, KOTOPbIW noacyuTar, YTo B
npouecce bbIo MHOXECTBO AyOnmpyowmx Apyr Apyra corfiacoBaHum, a Takke He MeHee
70 % pelueHnn BbIHOCUIOCH Ha NOBTOPHOE YTBEPXAEHNE Be3 yyeTa yXe BbINOSNHEHHbIX
paboT. Cky4yHo? [a. OddektnBHo? bonee yem.

NMPOEKTHAA OEATENIbHOCTb MO «YNYYLWAU3UHIY» HE CIIPUHT, A MAPA®OH.

TpeTbe — xopoluas obydaemocTb. Korga s1 pykoBoaun otaenom ody4yeHusi, MeHs1 4acTo
cnpawmBanu: «A MOXHO He yunTbcs 5 aHen Ha 3eneHbin Nosac? Jlydwe s npocMoTpro
MaTepuansl 3a 2 Yaca!», «MoxeT, BooOLe genartb NPOEKT N0 HaUTUO? Y MeHs, 3HaeTe
M, O4YEHb CUIBHO pa3BuTa MHTYMUMS». MHe Bcerga Oblno MHTEPECHO Y3HAaTb:
cnpawumBanu b6l OHU TO e camoe, ecnu 6bl Mbl BbINK B NTIETHOM yYuUnuLie, a Um
NpeacTosno Ha cneaylwmn geHb caanTbCa 3a WwTypBan camoneTta? nm nocne Bbinycka
N3 y4eOHOro 3aBeieHNd Ne3Tb B NIEKTPOLLNTOBYHO?

A BeOb OT HMX 3aBUCUT yCrex nepecTtaHoBKN paboTbl HAa «HOBbIE PEbChI».

O6yyeHne meToaonornm no3eonsaeT n3bexatb pacnpoCcTpPaHEHHbIX OLLNOOK, Ha
peanbHbIX NpUMEpax N3y4nTb BCE CUMbHbIE N cnabble CTOPOHbI KaXXaoro MHCTPYMEHTA, a
camMmoe rmaBHOEe — MOSy4YnTb CUCTEMHbIN B3rNs4 Ha TO, Kak AenaTtb NpoekT. bykBanbHO no
lwaram. M Torga B pasbl yMeHbLLUATCA DECCOHHbIE HOYM B NATOM NO CYETY NOMbITKE
n3obpecTtun Benocmnen.

Ho peyb naet He TONbKO O TOM, YTOObI HAYYMTLCSA COCTaBNATbL «/LIKnKaBy», NPOBOAUTb
aMnaTu4yeckoe UHTepBbIO, hopmupoBaTtb baknor unun paccuntbiBath 6 Curma.
PykoBoanutenb NpoekToB (MeHeaKep NpoekTa, BOT TOT NapeHb — HAa3BaHUA He CyTb
Ba)XHbl) AOIKEH ObICTPO Y4MUTbCS MOHMMATL paboTy KaXxaoro NpoaykTa, npouecca u
noapasaeneHns, CTeneHb y4acTus U 3agadv KaXKaoro cotTpyaHuka B Hem. A 310, B CBOIO
oyepeab, NoApa3yMeBaeT: YuTaTb MHOMO HOPMATMBHbIX AOKYMEHTOB, NOHMMaTb paboTy
HOBbIX A1 Te0S KOMMbIOTEPHbBIX NPUMNOXEHUA N NPOorpamMmm, pa3dbupaTbcs B TOHKOCTAX
NpodeCccMoHanbHOro CreHra n npoyee, 1 npoyee.

OTO BOBCE He O3Ha4aeT, YTo, pa3pabaTbiBad KOMMbIOTEPHYIO NporpaMmmy Ans 3akpbiTUs
ornepauymoHHOro AHs B pO3HMYHOM DaHKe, pyKoBOAMTENb NPOEKTa AOSKEH NOHMMAaTb BCe
TOHKOCTM HE XYy>Xe BETepaHOB PO3HUYHLIX Npodax. HeT, Bbl HUKOrga He byaeTe 3HaTb
paboTy nyylle, Yem 4YerioBekK, KOTopbIn 3aHMMaeTcs en 20 net noapsa. Ho noHumaTb ee
aeTanbHO KPUTUYECKN HEODXOAMMO ANS €€ YNyyLUEeHUs.

YeTBepTOE — yMeHMe paboTatb 1 obLwaTbCs ¢ nogbMu. «BexnnmBocTb — nyyllee opyxume
BOpa», — rOBOPUST NEPCOHAX O4HOro N3BeCTHOro unbma. «<KoMmMyHMKaLms — NonoBmHa
ycrnexa npoekra», — gobasnto . PykoBoguTesnb nNpoekTa, KOTOpbI HEe YMeeT JOHECTH
CBO MbICSIb, JOFOBOPUTLCS, CNIIOTUTL BOKPYr cebs komaHay, — aTo ampuxep 6es
opkecTpa. Ero TanaHt moxeT 3aTmeBaTb ConHue, HO urpatb 0O4HOBPEMEHHO OAVMHAKOBO
XOPOLUO Ha cKpunke, BanTopHe, bapabaHax u Tpybe Bpsg nu Nony4mTcs.

Uenosek, paboTalownm ¢ U3SMEHEHUSIMU, 0ObIMHO paboTaeT ¢ TpeMs ayauToOpUAMMU:

— PYKOBOACTBOM, Kyaa BXoguT 3akasudunk npoekta nnm CnoHcop, a Takke Bce
3anHTepecoBaHHbIe Kak B ycriexe, Tak 1 B rnposare npoekrta bonbline n BaxHble aam
n Tetu;

— HenocpeaCcTBEHHbLIMU UCMOMHUTESNSIMUN, IKCNepTaMu, KOTOpble HE Yy4aCTBYHOT B CAMOM
aHanmnae npoueccoB 1 BblpaboTke peweHnin. Ix npmenekatoTt, Mo YTobbl
nocoBeToBaTbCA, NMMOO caenaTtb Kakyt-HMbyab 4opaboTKy, MOMEHATL perfnaMmeHT u T. 4.;

— 1 HaKoHel, ¢ cobcTBeHHOM komaHaone,



[Tpn 3TOM HY>XHO, BO-NMEPBLIX, HE OTAaBaTb HUKOMY NpeanovTeHust (octarnbHble MOTryT
obuaeTtbcs — ocobeHHO Tonbl), a BO-BTOPbIX, HANTU BanaHCc Mexay pe3ynbTaToM
NpoeKTa 1 XxoTenkamm Busasun. [0Bopd NpoLLe, HY>XKHO NOBEAEHNE CpeaHEE MexXaY
pybaxon-napHeMm, C KOTOPbIM NPUSATHO MOrOBOPUTL U KOTOPLIN OBeLLaeT caenaTb BCe Tak,
Kak ero NpocsT, U yBEPEHHbIM B cebe AeCaHTHMKOM, C Npe3puTenbHbIM B3rnsa0M U
BblABMHYTOW Brepen YenoCcTbio, KOTOPLIA 6yaeT yBEPEHHO MHYTb CBO FIMHUIO.

[lepekoc B CTOPOHY pybaxu-napHsa OyaeT rybutenbHbIM N4 npoekTa: Bce byayT
BOCXBanATb MPOEKT, HO KOoraa HacTaHeT BpeMs yopaTtb 3aHaBeC 1 nokasaTb pesynbTar...
TO NOMYYUTCSH HU TO HU ce. [lecaHTHUK, Oyayym gaxe TbiCA4YmM pas npas U JOOUBLLKCH
oLlenomMnisitolLero peaynbtata, 0yaeTt 6e3anoCcTHO «pacTonTaH» Tonnown nogen. Beab
PYKOBOAUTENN U KCNEPTbI XOTENN PELUNTL CBOU NoKasbHble Npobnemb! (NOAHATb
NpoAaxu, CHU3NTb Bpak U T. 4.), @ BMECTO 3TOro NOSTyHUn NPOLYKT, C KOTOPbIM He
3HaloT, YTO AgenaTtb, U HEe MOryT obecrnevynTb HU NAbMU, HU CIIPOCOM.

[Mpn 3TOM He CTOUT 3abbiBaTb, YTO B MPOEKTE NpuaeTcs «nepeodyBaTbCsA» Ha xoay U
[loroBapmBaThbCs O HOBbIX CPOKax, pecypcax U T. A., MOCKOrbKy Ha cTapTe Bce
npeaycMoTPEeTb HEBO3MOXHO.

U HakoHeL, nocrieaHee — YMepPeHHbIN ypoBeHb ambuunn. MHorme kapbepucTbl nodart
MNPOEKTHYIO OEATENIbHOCTb, TaK KaK 3TO YHUKarbHas BO3MOXHOCTb MO3HAKOMUTLCS C
MHOXECTBOM J1toen Bcero 3a napy mecsuen. K coxarneHuto, «HEBO3MOXHO
OOHOBPEMEHHO NoaMeTaTb TpaMBanHbIe NyTU U pewaTb CyAbbbl KAKMX-TO NHOCTPAHHbIX
obopBaHueB» (M. bynzakos, «Cobaybe cepdue»), NOCKONbLKY B pe3ynbTaTte YTo-TO O4HO
nonaeT nNpaxom.

'naBa 7/
IJTO CKy4YHasi-CKy4YHasi MeToaonorus

3HaHne — opyaue, a He uenb.
J1.H. Toncmou

Kaxgbln pas, Korga 9 Ha CBOMX TPEHMHrax HaunmHaro roBOpuUTb O BaXXHOCTU METOA0M0Mu
N HeO6XOANMMOCTM BriadeTb €N B COBEPLLUEHCTBE, B 3are pa3gaeTcsa HECKOSTbKO MioXo
CKpblBaeMblIX 3eBKOB. /I aeno 30ecb He TONbKO B OTCYTCTBUM BPEMEHN U NPECITIOBYTOM
«HE X04Y YYMTbCS, XOUY XEHUTbCS». YBbI, HET. [lpobnema ropasno rnyoxe.

«Y4yeHbe cBeT, a HeYy4YeHbIX — TbMa»

CHayvana HeoXuaaHHbIM BONpocC: Bbl Obl COrnacuiinmce Ha ornepaumio y xmpypra, KOTopbIn
MMeET TOJSIbKO MONOBUHY HeobxoaMmbix 3HaHUN? [daxe 6onee Toro. OH B COBEpPLLUEHCTBE
3HaeT aHaTOMUIO U YMeeT aenaTb rnpasuribHble paspesbl. [1poben B obpasoBaHum
Ha4yMHaeTcs ¢ MHpopmaunm boree CNoXXHOW, Tak cka3aTb HIOaHCOB. Bce paBHO HET? A
noyemy?

OTBET OYEBUAEH: HIOAHChI, AeTann, CNOXHble MaHUMYNALMN MOTYT O3Ha4YaTb pasHULLY
MEeXAOY KU3HbIO U CMEPTbLHO. TO e caMoe MOXXHO OTHECTU K MUNOTaM, 3NeKTPOMOHTEpam
NT. O.

[10 KAKOMN-TO HEMOHATHOW MPUYMHE Mbl HE MbICITUM TEMMU XE KaTeropmamm B OnsHece.
HeT, 6€3ycrnoBHO, peyb 30eCb HE NOET O XU3HU U CMEPTU, BEPHEE, O XXU3HN UNU CMEPTU
nogen. A BoT o cyabbe opraHnsauum — BrnonHe. byxrantep, He 3HaAOLWMIN HECKOSTbKO
NonoXeHnn 6yxranTepckoro y4yeTa, MeHegkep no pabdoTe C KNMeHTammn, He B NMOJSTHON



Mepe 3HaKOMbI C MPOAYKTaMu, OPUCT, CMYTHO NPeacTaBnsoWmMi, Kak BbIrmagnuT
rpaXkaaHCKU KOAEKC, MOTYT HAHECTU YPOH MOUCTUHE LIMKIOMMYECKMX pa3mepoB. [axe
coTpyaHuk HR MoXeT cTonTb BaM MUMINIMOHOB YNYLLEHHOW NPUObINK, NPUHSAB Ha paboTy
cnaboro kaHauaaTa Unn He pacCcMOTPEB KaHauaaTa NepcrneKkTMBHOrO.

[Touyemy xe B cdrepe yrnpaBrneHns U3MEHEHUSIMU Mbl BUOUM CTOSIbKO NpeHebpeXeHns K
00y4YEHNIO U1 METOOOSIOMMU KakK CO CTOPOHbI DosbLLMX 6OCCOB, Tak N PSA0BOro
nepcoHana? 1 yem Ham 3TO rpo3nT?

Bce 6oraTtcTBO NPUYMH NPe3peHnst K MeETO4ONOrMM NpsSiMo nepea Bamu, 40POron
yutaTens.

1. BCE CJIULLKOM JIETKO U NMPOCTO.

[enctentenbHo, 0MeHb MHOIME MHCTPYMEHTLI HE NOYT HU B KaKOoe CpaBHEHUE C
KBAHTOBOW MEXaHMKON Unu Teopuen pakeTtHou Tarn. bonee Toro, noYTn BCe CBOU
TPEHWHIN 9 HAa4YMHato co cnos., YTo JInH 6 Curma, Agile, Teopusa orpaHn4YeHUn UNu
PDCA B nepByto ovepeb Npo 3apaBbiv CMbICS. Jlorvka, noruka n ewe pas noruka.
[TpocTO B OTNM4mne oT 3HaHUM obwmx (060 BCeEM U NMPSAHMKAX), BCE MHCTPYMEHTbI UMEIOT
NPaKTUYECKYIO HANPaBNEHHOCTb N «CMOTPSAT» Ha NpPobremy noa onpeaeneHHbIM YriioMm.
HenoHATHO? XopoLwlo, AaBanTte Ha npumepe.

B 00HOM U3 c80UX MpoeKkmos, Ko20a 51 pacckasbieasi 06 UHCmMpyMeHmax epagu4eckoz20
omobpaxkeHusi rpoueccos (rpowe 2080psi, cxemax), 00UH U3 criywamereu, bIPKHY8 Ha
gechb 3arsi, coobwurs, Ymo Kak aumuwHUK OH 0asHo g8riadeem OaHHbIM Memooom. A
rornpocurs e2o rnpodeMoHcmpuposamse, Kak desiamae 3mo rnpasusibHo. 3Haeme iU, O4eHb
xomersiocb, YmMobhbl Yeri08eK, HU pa3y He Oenaswiul rnpoekm, Hay4us MeHsi, HeOareKoeo,
gcez20 ¢ 40 npoekmamu 3a criuHou, ymy-pa3symy.

NOBbLILWLEHUE 3®PEKTUBHOCTU — HE UTPYLLUKA U HE CINOCObBb
CAMOYTBEPONUTLCA UIT NMOKPACOBATbLCA NEPEOQ AKULMOHEPAMWU. 3TO
OEUNCTBYIOWWUN BUSHEC-MHCTPYMEHT, HO PABOTATb B MONHYIO CUNY OH
MOXET TOJNNIbKO B NPABUJIbHbIX PYKAX.

Haw 2epou He nomepriers nosiHo2o ghuacko, Kak MOXHO bb1io oxxudams. Hem, oH
rpeKpacHo Hapucoesars cxemy rpouecca. llpasda, Ha Hel bbiru mosibko I T-cucmemsl U
OdaHHble. A pornu, deticmeusi ro rnepedadye OOKYMEHIMo8 8pyyHYyro, nodrucu, oxxudaHusi
MeXX0y amarnamu, moYkuU rpUHAMUS peuweHuUl oH pewus He omobpaxamb. 5 uzobpa3surs
PsIOOM €800 CXeMy ripouecca U rnorpocusi e2o paccyoums, ¢ MNoOMoWbK Kakou U3
KapmuHOK rpouwje Hatumu cucmeMHble owubku 8 rnpouyecce. Omaem bbir1 04e8UOEH.

JlerkocTb B MNOHUMaHUU NMHCTPYMEHTOB U MNMPOCTOTAa UX MPUMEHEHNA Ha MNMPaKTUKe He OOHO
N TO Xe. Y Bcex MHCTPYMEHTOB €CTb HHOAHCbI, MOHMMaHNEe KOTOPbIX MPUXOAOUT TOJ1bKO C
OMNbITOM.

YBrnekasicb KaxyLlencst NPOCTOTON, y4aCTHUKM KOMaH, MHOTrAa YXOOAT B TakMe aedpu u
NPMOYMbIBAOT TakMe pPeLleHnst, YTO OCTAaeTCsl TONbKO HA4YMHATL MPOEKT 3aHOBO.

2. MHOIO NNMWWHETIO N HEHYXXHOTIO.

YXe Ha aTtane 3HaKOMCTBa MHOIMe COTPYAHUKM N MEHEOXKEPbI PELLAaOT, YTO OHM ByayT
MCNonb3oBaTh, a YTO HeT. VIM npeacTaBnseTcd, YTO onpeaernieHHbIe Warn U3nuiiHe
«3abpoKpaTM3NPOBaHbI» U hbopManbHbl.

B yukne DMAIC memodornozuu JluH 6 Cuama 8ceeo 5 ¢ghas:
ornpederneHue npobnemsi, KNN3 u komaHObI rnpoekma,
oriucaHue ripouecca u e2o UsMepeHue,



aHariu3 KOpHes8bIX rpu4uH ripobriemsl,
pa3pabomka u eHedpeHue peweHuu,
KOHMPOJIb U3SMEHEHHO20 rpouecca.

[Nocne kaxdou ha3sbl criedyem ecmpeda co CrioHcopoM. Ha ecmpeye obcyxdaromces
pe3yribmamal ¢ha3s u rnoodrnucbi8aemcs Yek-yiucm — ceoea2o poda 2apaHmusi, Ymo
KoMaHOa ompabomara coomeemcmeeHHO OXUOaHUSIM 3aka3duka. Imom rnooxoo
pyaarom 0080J/1bHO Yacmo, HO Ha Moel rnamsmu rnotmu darnbwe rnpocmoao 803MyUEHUST
pewuniu mosibKo 0OUH pa3s, ocobo ceemrible 205108bl. YUMo u3 amozo nosy4Yunocs,
yumaume dariee.

mak. bpaeble HOBUYKU U3 OOHO20 meppumopuasibHo20 oghuca 3a Yparnom pewurnu,
4Umo ecs ripouyedypa coasiacoeaHus U rnodrucaHus pesyrbmamos a3 4yucmou 800kl
¢opmarnibHoCMb, U OmKa3asucb Om Hee 8 C80UX MPoeKmMax — OKOH4ameJsibHoO U
6ecrioeopomHo. lpu amom daxke He ygeedomMursiu 20/108HOU ogbuc.

CrioHcopy KomaHOa obbseura, Ymo fUWHSAS 6ropoKpamusi UM HU K YeMy U 4mo 8 criydae
rnpobsiem oHU y3Harom o060 ecem repebimMu. Tak u cyemusuchb, KOnowusnuch
onmumu3amopbl emuxapsi 00 KoHya pabomeoi.

3amem Hacmarn 0eHb rpe3eHmauuu rnPoeKmoas, 3a8epUeHHbIX 8 r1ep8oMm rosly200uu.
Hawu «nomepsiwKu» 8 KpacusblX 8e4epHUX rrambesx U CMOKUH2aX 8bILUIIU Ha CUEHY.
[pedsapumernbHO OHU Harnpasuriu cmc CrioHCopy, YMo ece mun-mori, U OMKIYUIuU
MOBUIIbHUKU. BKIo4urncs npoekmop, rnownia rnpe3eHmauus u... paspasursics Xymkuu
ckaHoarn.

CrioHcop bbIrT HacmMosibKO owWerioMieH yeudeHHbIM, YMOo MNpsIMo Ha cueHe ob6bs8urs, Ymo
8 a/la3a He suders ripoekm (rpo mo, kak udym oersa, eMy rnapy pas pacckasbieasu
cllyq4altHo ecmpeyYeHHble 8 riughme compyOHUKU), He coarlaceH ¢ 8biso0amMu KOMaHObI U,
goobuye, oxudasn cosceM Opyaou rnpodyKkm Ha 8bixo0e. 3aHasec.

[1o npaBae ckasaTb, nobast MeTogonorna npeacrasnseT cobom Habop MHCTPYMEHTOB.
Ho NoHATL, Kakon U3 HUX NIULWHUA NN MeHee 3P MPEKTUBHBIN B KaXXOOM KOHKPETHOM
cny4yae, MOXeT TONbKO OYeHb OMbITHLIN «ynyylansep». Bce npaBuna n BHYTPEHHSAS
norvka noboro anroputma — getu owmnbokK, pasoyapoBaHU 1 NPOBanos N NpuayMaHbl
OTHIOAb HE ANs Toro, YTobbl YCNOXHUTE PYKOBOAUTENSIM MPOEKTOB XKU3Hb.

3. HAM HYXXEH BECMPOUIPbILLUHbIA BAPUAHT.

YHuBepcanbHas NUoIs; HeYTo, YTO NOMOXET caenaTtb cpasy xopowo. [Nopa3uTtensHo,
HO B3pPOCIble, COCTOSABLUMECH NMOAN KaXKAbI pa3 HaaeTcd HauTu B TOM U UHOM
noaxoae BOMWEBHYIO CUMY N XXECTOKO pa3oyapoBbIBAOTCS, KOrga NoHMMaroT, YTO
cakpanbHOro 3HaHMA He cyllecTByeT. Kaxablih MUHCTPYMEHT NeYnT YTO-TO OA4HO, a Ans
4yero-To apyroro abcosioTHO 6ecnoneseH”, [Tpn aTOM NponcxoauT ogHO U3 ABYX: NMBO
BCE Noaxoabl 06bABNAITCSA epechbio (M3MEHEHUSIM BbIHOCUTCS OKOHYaTENbHOE U
6ecnoBOpOTHOE «HET»), MMOO HaYnHaeTcsa nouck «Cearoro paana». B nocnegHem
cny4vae npeTBOPEHNE B XM3Hb OMEPEOHOro OTKPOBEHNSI CONMPOBOXAAETCSA CHOCOM BCEX
npeabliaywmx JOCTUXEHUN, Oaxe BeCbMa yaaudHbIX. W kaxkabii pas UCTopusa Ha4YMHaeTCs
C Havana.

Agile. B o0HoYacbe 3mo ¢r1080 cmarsio cuMeosioM Hadexobl 0711 OOHO20 y4YpexXxOeHUs.
OHO umernio 6ocameil U ycrieWwHblU OrbIm ornmumu3ayuu rnpoueccos Kak gopoHm-, mak u
63k-ochbuca u pewusio, Ymo riopa pacwesesnume I T-omoersi, 8 KOMOPOM HEMOHSMHO YMO
meopursiocsk. Agile ceszaHo ¢ paspabomkou 10, mak 4mo amom wae 8ceM Ka3arsics
J102u4HbIM. [Tomom pewurnu 3a00HO U 8 ocmaribHbIX Modpa30erieHUsIX moxxe 8Hedpsimb
Agile. be3s kakou-nubo rpopabomku, 6e3 cucmemMHo20 83251510a Ha Mo, Kak



UHCmMpymeHmbl bbicmpou paspabomku ripoepaMm mo2ym bbimb UC0/Ib308aHkl rpu
obcnyxusaHuUU KrueHmos ghusuyeckux iuy 8 oghucax.

Tym, npaeda, socrpsiniu Oyxom Kapbepucmsl (KaK i8Hble, mak u iameHmHsble). MHozaue
rMPoeKmbI, Komopsble ewe g4yepa 800buwe HUKaKo2o omHoWweHuUs1 He umersu K Agile, cpasy
rnepeumeHosgasnu (Hem, amo He wWymka u He gpuaypa pe4u).

Llenbie mornnel padocmHbix compydHUKo8 6podusiu rno amaxam, pa3Mmaxueas
8bIMbIWIIEHHbIMU ¢briazaMu ¢ HENMOHAMHbIMU crioeamu Scrum, Backlog u m. 0.

Ocmasum 3a ckobkamu mom ¢hakm, 4mo opaaHu3auyus umersra rnodpasoerieHue ro
onmumu3auyuu rpoyeccos, KOMopoe 8 ce0e 8PeMs rioKallbHO, rpasda, yxe rnpobosasio
amom nodxo0. lpogeccuoHarnos ¢ orbimom rpeobpasosaHuli 8 0aHHOU KOHKpemHou
KoMraHuu rornpocusiu nocuéems 8 cmopoHKe. A ux Mosribbbl 0 MoM, 4mo
asmomamu3auposamse C/IOMaHHbIe rpouecchkl cebe dopoxe, bbiriu OMHECEHbI Ha c4em
ux craboz2o rnoHUMaHuUs Muposbix meHoeHyul passumus. Hy nadHo, Hem ripopoka 8
ceoeM omedyecmee.

Hanbwe — 6onbwe. 00 nbimanuck ece coenname camu, U... HU4€20 HE MEHSIIIOCh,
cosceM. 3ameM HaHSIIIU CMOPOHHE20 KOHCYIbmaHma, KomopablU... cpasy rnorpocurst
onmumu3upogame rpPoUecchl, 06bSICHSIS Ha NMPOCMOM rpuMepe, 4mo HeuesiecoobpasHo
asmomamu3suposame riepedady 20 bymaxxek, Komopbie He mpebyromcs rno 3aKoHy 8
pamkax HR-yukna, Agile ¢ amum crnipasumscs He mo2™2, noamomy cmanu cpoyHo
uckame Hawux 2epoes — ornmumMu3amopos U3 mex, Kmo euie He y8osIUsICS.

4. 3BAYHEM NEPEHOCUTb HA BYMATY.

B npeacraBneHnn 60onblWIMHCTBA NOAEN NPOEKTLI OBESIHbI POMAaHTUYECKUM ONeEPOM U
paccMaTpuBalOTCHA CKOpee Kak MHTEPEeCHOEe MPUKNIYEHne, anbTepHaTnBa CepbiM
oyaHam. MoXHO gaxke pucoBaTb pekamMHbI BYKIeT ¢ NPU3bIBOM BCTYMUTb B KOMaHAY:
YTO-TO U3 cepun «B npoekTe Tbl CMOXeELLb BbiCKa3bliBaTb CBOU NOEWN, CTOATb PALOM C
donunyapToM N NMNTb KOGOEe B OKPYKEHUN YMHbIX Ntogen. Y Hu4ero He genatb». TOSbKO B
NpoekTe TpebyeTcsa TakK Xe, Kak 1 Npu onepaumoHHON AesaATeNbHOCTU, PUKCMpPOoBaTb
nporpecc, genatb Npe3eHTauum, nogrotasnmeaTb OTYETHOCTb N cobnogaTh
onpegeneHHble popmarnbHble TpeboBaHus. besycrnoBHo, Heobxoaum 6anaHc: He HYXKHO
BMECTO NMPoBeAEHNS BCTPEY M MO3rOBbIX LUTYPMOB CaXkaTb KOMaHA4y 3a KOMMNbHOTEPHI U
NPOBEPSTb, KTO N3 HUX NeyaTaeT bosblue 1 bbiCcTpee, HO obpaTHada CUTyaLUs eLe Xyxe.

UeCcTHO roBop4, KaXkablv pas BONpoc: «3a4eM HaMm roTOBUTb JOKYMEHTaLMIO Mo
NPOEKTY?» — CTAaBUT MeHS B TynuK. [lonycTum, Bbl C KOMaHAOM NOAroTOBUMNU KapTy
amMnaTumn Unn, ckaxem, cxemy npouecca. Bbl ke He cobupaeTtecb aepxaTb €e B yme?
[ake ecnun cxema octanacb Ha donunyapTe, rae rapaHTus Yto CnoHCcop nnun Bbl camu
noMMeTe 3TU Kapakynun napy AHen cnycTta? A Kak Bo3BpallaTbCH K cxeme npu
obcyxaoeHnax? TackaTb 3a cOOOM NO 3Taxkam PYJIOHbI NMUCTOB? A eCcrnin Bbl UCNONb3yeTe
NHCTPYMEHTbI, HE NMpeadHa3HayYeHHble AN YyXux rnas? Hanpumep, matpuuy aHanusa
3anHTepecoBaHHbIx cTopoH. MpencTaBbTe cebe, YTo ByaeT, ecnu «He
noggepXxmnBaroLLnm» B COOTBETCTBUM C MaTpuuen 3amnpesn cnydamHo 3anaeT B
NeperoBOPHYO 1N yBUAOUT BCE CBOMMM rnasamu!

5. BABAUTE NMPUOYMAEM PELLEHUE 3A MONOHA.

B npuHuune 91O NOrMyHoe NpoaosHKeHNe npeablayLwero nyHKTa. 3a4em HyXHa
METOAONIOMS N «TaHLUbl C OyOHamMmn», ecnn MOXHO NpuaymaTb Bce 3a nongHa. U He
BaXXHO, YTO pelleHne bygeT NnoBepXHOCTHbIM, OCHOBaHHbIM HE Ha uudpax n dakrax, a
Ha nokasyLHOM «ypa». He byaoeT cuctemsbl, He ODyaeT anbTepHaTUB (CKOpee BCErO,



6onee npoaymMaHHbIX U NpUbbINbHBIX). ByaeT nuiib 6e3aymHas TpaTa BpEMEHU U cun.

6. METOOONOIMNMA Y HAC HUKAKAA HE PABOTAET, Y HAC MEHTAJIIUTET
OPYION.

OOHaxX0bl Ha OOHOM U3 CI1I0XKHbIX 3acedaHul ro rnpoeKkmy omeemcmeeHHbIU 3a busHec
guue-rpe3udeHm, Komophkil C caMo20 Hayara Harifegar Ha 8Cto Memodosi02uro,
0b68uUHUI KOMaHOyY 80 8cex cMepmHbIX gpexax. [locrne amozo [eHeparibHbIU nocmMompern
Ha Hea20 u cKa3arl. «Bam obsizameribHO bbir10 camomy yb6edumbcs, 4mo Herlb3s coeamb
pyKu 8 pozemky? [Nloyemy 8bl He 8epume 8 rPo8epPEHHbIU ar2opumm
ycogepuieHcmaeogaHusi, no4yemy rno cmapou npusbiyke uzobpemaeme mpemut nyme? Y
MeHS Oris ac HOBOCMb: repabie 08a yxe oripedesnusiu, U OHU rpekpacHo pabomarm.

rMABHbIA MOEONOI NPOU3BOACTBEHHON CUCTEMbI «TOUOTbI» TAUUTU
OHO: «<HUKTO HE 3HAET PABOTY HA KAXAOOM OTOEJIbHO B3ATOM YYACTKE
NnyydllE, Yem noan, PABOTAIOWLME HA JAHHOM YYACTKE».

Yero Ha Moel namsTh TONbKO HE CMUChIBANW Ha «KYIbTYPHblE 0COBEHHOCTU»: BNMOTb A0
oTKa3a OT MOKYMNKN aBTOMaTU4YECKNX KpaHOB B TyaneThbl Anga odwuca.

Y auBuUTEnNbHO, HO MeTOAbl, KOTOPbIE BbINK NPOBEPEHDLI B ABaAUATK APYrMxX CTpaHax, oT
NHonm oo AMepukn, no4eMy-TO He OOMKHbI paboTaTtb Y Hac. M yem xe Mbl Tak
Bblaerngemcsi Ha doHe ocTanbHbIX?

Be3ycrnoBHO, HY)KHO YYNTbIBaTb KYNbTYPHbIE OCOOEHHOCTU, HO K UHCTPYMEHTaM
«yIydlwansnHra» oHM MMeKOT BECbMa onocpeaoBaHue oTHoweHune. Novyemy? Ecnn Bce
YNpPOCTUTb AOHENb3S, TO OTBET OydeT cneayrowmnm: Bce METOA0MNOMNK Mo
COBEPLLUEHCTBOBaHNIO BCEro 1 BCA UMEIOT nog cobon ogHy OCHOBY — 3[paBblii CMbICI.

Bce ncnonb3yemble B HAX MHCTPYMEHTbI HE MOMOratoT BaM y3HaTb YTO-TO HOBOE B
npodeccnoHanbHOM NnaHe, TO eCTb BaM HE OTKPOETCS HOBbIN A3bIK MPOrpaMMUpPOBaHUS
N HOBbIM TUM NMMYHOCTHOrO TECTUPOBaAHUSA. Bce, 4TO Bbl y3HaeTe B nNpouecce
ONTUMMU3aLMn Unu pas3paboTku, OyaeT OCHOBAHO Ha BalUMX 3HAHUAX. VIHCTPYMEHTbI NULlb
MOMOTYT CTPYKTYpPMpPOBaTh KapTUHY B MO3ry, MOCMOTPETb Ha NPOONeMbI Mo HOBbIM
YITIOM.

Torga novyemy e HEKOTOPLIM He yaaeTcd TO, YTO nosiyyaeTcs y BCcex?
[TlponssoacTBeHHas cuctema u JIH, Hanpumep, NpuLn K Ham n3 AnoHun. Becem
N3BECTHO, Kakne Tpyaositodmnsble N UCMOSTHUTESNbHbIE COTPYAHMKN TaM, Y HUX. Y Hac Bce

No-Apyromy.

Bbl yanBmuTech, HO AMOHLbI HE CMOTTIN NPUMEHUTb 3HAHUSA « TONOTbI» B GAHKOBCKOW
cdepe, XoTd NbiTanunchb, 1 He pas. A 'y Hac 3TO NOJSTy4UsIoCh.

Mory cocnaTbcs Ha CBOU AecATuneTHUn onbIiT. Ecnn coTpyaHukn B Poccum 3HaroT, 4To
npeasiaraeMble MHULKMATMBBLI He DyTadpopus, He crnocob ypesaTb UM NPeEMUN Unn
YBOJIUTb UX «MO[ LLYMOK», OHM paboTatoT nNpekpacHoO B COOTBETCTBUN C METOO0MOren.
[MpeanaratoT HecTaHA4aPTHbIE peLUeHus, TWaTeslbHO NPOBEPSAT paKTbl, ryOoKo
NOrpy>atTcs B CyTb NpobsieMbl.

Ho xBaTuT XxoauTb BOKPYr Aa okono. [Nopa noroBopuTb 0 NPECOBYThIX METO4OMNOMMSX.
X cnabblX U CUMNbHbBIX CTOPOHAX.

MeTogonormss meToaonornm po3Hb

e yXKe numcas o ToOM, 4TO norpyxatbCqd B CaMn MeToaos1ornn, BFJ'Iy6b, TaK CKa3aTb, HE
BUXKY ocoboro cmbicna. I'Ipo KaXXayro N3 HAX HalMMCaHbl AECATKAU, €CJTU HE COTHU KHUT.
I/IHTepeCHee 6yu,eT NnoroBopunTb O TOM, ANn4A 4ero OHMN Hy>XHbl, YTO MOTYT, a 4ero He MOryT



N T. 0. OTO NO3BONUT YBa)kaeMoOMYy YnTaTento caenaTb OCO3HAHHbLIN BbIOOP W...
O3HAaKOMUTbLCSI C HUMW NOAPOOHEE NPU XKXenaHuM.

HayHem.

1. IUH, UINM BEPEXITNBOE NMPOU3BOAOCTBO.

OB6bIYHO B KHUrax Bbl y3HAETE, YTO eLle APEBHUE ermnTsHe 3aayMblBanucb Hag TeM, Kak
pauuoHann3mpoBaTb CTPOUTENLCTBO NMpaMnUa UM peMoHT KonecHuu. Ha camowm gerne,
KaK 1 BCce reHnanbHble N 0 QHOBPEMEHHO NpocTble pelleHus, JIMH poaunnca B anoxy
BENTMKOW HYXXObl, KOrAa KOMNaHus « TonoTa» aymana, Kak el BbKUTb B MOCITIEBOEHHOM
paspyxe, 3anosIHeHHOW aMepUKaHCKUMN MaluMHaMun. 3annTb NpodbremMy geHbramu 6610
HEBO3MOXHO. Hy>XHO ObIfTO coKkpallaTb N3aepku, NPon3BoAUTb NPOAYKLUMIO BbICOKOIO
KayecTBa, He BKaabiBasi B 3TO HU neHbl. Tak u pogunca JINH.

CyTb ero cBOAUTCA K TpEM nocTynaTam:

1) B NIPOLUECCAX MPUCYTCTBYIOT NOTEPU, TO ECTb AEUCTBUA, KOTOPBIE
HE HECYT OOMNOJIHUTENNIbHOWU LUEHHOCTU U OE-®AKTO HE HYXXHbIE Ons
U3roTOBNEHUA NPOOYKLUMN. «<TONOTA» BbIOENUIIA UX CEMb, MOTOM
OOBABUIIACD ELLE OOHA:

 [lepenpounsBoacTtso. [Npoaykuus, oetanu, ga 4To yrogHo genatorca 6e3 ornsgku Ha
cnpoc B 6bonbLem KonnyecTse, YeM TpebyeTtcs. Hanpumep, Bbl LWUTaMnyeTe MalUMHbI
OAHY 3a OHON, TbICAYY 3a TbICAYEN, HO KNNMeHTaM TpebyeTca Tonbko 10 aBTomobunen B
Hepgento. Kyaa gesatb uanuwek? HenssectHo. HO Ha Hero B ntoOOM criydae npmxogmTca
TpaTuUTb OeHbrn: NMNOO Ha coaepXaHune cknaga, NnMbo Ha arpeCCUBHbIN MAPKETUHT.

* ManuwHsas obpaboTka. Bbl Korga-HMOyab KOHCYNbTUPOBannch B 6aHKe No nosiydeHuto,
CKaxkeM, KpeamnTta? CHayana B KONm-UeHTpe Bac paccnpaiumsanm ob0 BCeM Ha CBeTe,
BKJ1H0MaA LBET CUOEHNN B Ballen MalUMHe (3a4eM 3TO HYXKHO, HUKTO He 3HaeT, Ho,
HaBepHoe, baHkaMm BuaHee), NOTOM NepeBoansIM Ha cneunanmn3mpoBaHHOro
COTpYOHMKA... N CHOBa crnpalumBann o TOM e camom. Bac Hanpasnanu B oouc, 1 Tam...
BCE CHOBA C YNCTOro nucta. byabTe yBepeHbl: KaXXabi COTPYAHUK 3anncbiBar 3a Bamu
9TY XU3HEHHO HeobXxoanMyr MHOPMaLMIO, a 3aTeM TpaTuUn AparoueHHoe BpeMs,
crnpalmBas To, YTO U Tak JOSMKHO ObI10 ObITb N3BECTHO.

 [1IBM>xeHne n nepemewleHne. [1se notepm o6 04HOM 1 TOM Xe — TONbKO B NEPBOM
cny4vae GeratoT noan, a BO BTOPOM ABUraroTcs BeLwn. [Npumepbl XOpOLLIO U3BECTHBI:
obexaTb 20 HayanbHUKOB 3a noanuckto Ha Bbigavy 300 pybnen B kpeanT (XBaTumno Obl 1
OBYX nognucen) unu oTnpasnsaTb AeTallb Ha NOKPacKy He B COCEAHUN LIEX, a Ha ApYyroun
KOoHeL ropoaa.

* Oxnganue. OgHa n3 camblix CTpalHbIX NOTepb. Bo3HMKaeT, korga kunbl 6ymar Ha
OTrpy3Ky, 6naHkn 3akas3oB, geTtanu TypOuH XOyT CBOen oyepean 6ropoKpaTUyecKkoro
y>xaca: NoAnucu, UnNn paspeLleHuns, Unn «noaxoasLinx ycroBum», a KOHBenep
npocTanBaerT.

 [lepegensiBaHne nnun 6pak. Hy, TyT 1 Tak BCe NOHATHO, He NpaBaa nn? bepexnueoe
NPOM3BOACTBO TaKXe npegnaraeTt BLUMBATL B NPOLECC MNoka-eke («3alunTta oT Aypaka») —
pA4 aBTOMaTUYeCKNX npouenyp, Kotopble NMbo npeaynpexaann 6bl 0 BO3MOXXHOCTHU
bpaka, nMbo He gaBanu Obl ero caenatb. [1pocTon NpumMep: ecnu a cenyac 3axody 6e3
COXpaHeHUs BbINTU N3 (paina, KOMNbLITEP CNPOCUT MEHS, AEUCTBUTESIBHO N A 3TOro
X04Yy, HE NO3BOSIMB MHE YHUUYTOXNUTb TEKCT, HAJ KOTOPbIM 9 paboTan ¢ caMmoro yTpa.

« 3anackl. ObpaTHasi cTopoHa nepenpon3soacTea NMbo MeannTenbHOCTK npoLecca. B
NepBOM CIlydae HY)XXHO AepKaTb OrPOMHbIE NowWaan nog Ty NpoayKUnIo, YTO yXe
Npoun3Benun, HO cObITb ee Noka HeEKoMy. BTopon BapuaHT noapasymMmeBaeT, YTO Mbl



Ha4ynHaem paboTaTb, Korga nocTtynaeT 3aka3. Ho NOCKOMbKy Mbl 4OSTKHbI BbIMNOSTHUTL €ro
ObICTPO, HY)KHO AepXaTb AeTanu, cbipbe 1 nonygadpukaTtel B 60MNbLWOM KOMYecTse noja
PYKOW.

» Bocbmasi noteps. IHTennekt. HeT, oHa OenCcTBUTENBbHO TaK Ha3biBaeTCS.

[NosiBnseTcs B cnyyae, koraa Mbl HAHUMaeM AOPOrMX MEeHeAXKEPOB U 3aCTaBMNsAEM UX
BbIMONHATb HECBOMCTBEHHbIE UM (hyHKLMK. Hanpumep, NpoBOAUTbL MHBEHTaApPU3aLMIO.
[MpOCTO YMHOXbTE CKOJTbKO CTOUT Yac, KOTOPbIA MOT ObiTb NOTPaYeH Ha BbiBeAeHNE

KOMMNaHWUM B Nnaepbl OTPACnn, Ha HECKOMNbKO CYTOK yyeTa MaTepuanbHbIX LlEeHHOCTEN.

2. BITATUBAHUE NMPOLIECCA U KAHBAH.

N3bexaTb NnoTepb MOXHO, HE TOSTbKO YCTPaHSAA X, HO U N3MEHSA NOrMKy 0bCnyXnBaHUS
KNUEHTOB. Ecnu He NpoM3BOANTb TOHHAMW LIEHHYIO0 NPOAYKUUIO B HAAeXae, YTO KTO-TO ee
KynuT, a paboTtaTb OT 3aKka3duka (ecTb 3aka3 — paboTtaem, HET — HE NPON3BOANM), TO
nepenpoun3BoacTBa He byageT. 3arBo3aka B TOM, YTO AS1s 3TOro crneayet nepenenartb
npouecc Takum obpasom, YTobbl MOXHO ObIfIO BbINOMHUTL 060N 3aka3 bbICTPO.
[TomoxeT B aToM KaHb6aH: npmHUmMn (M KapTo4dka Ha Npon3BoACTBE « TOMOTbI»), COrnacHo
KOTOPOMY nocrieayowmin aTan npoLecca HanpasngeT K npeabliaywemy TpebosaHmne
BbINONHUTL onepauuto. Hanpumep, Bam 3akaszanu Benocuneq. Otaen OoCTaBKu
obpallaeTca K otaeny cbopku, TOT NPOCUT HavyaTb paboTaTb OTAEN Komnec, TOT, B CBOIO
oyepeab, obpauiaeTca 3a KOMMNMEKTYOLWUMU B OTAEN CHABXeHud, 1 T. 4.

3. KAMO3EH.

Camblili BaXXHbI MPUHLMM, CYTb KOTOPOro B TOM, YTO... BCerga MOXHO caenaTtb nydue.
[yTb cCOBEpPLUEHCTBOBAHNSA MOXHO Ha4aTb, HO HEMNb3si 3aKOHYUTb. Kaxkabi wwar, kaxayto
AeTanb Bcerga MOXHO caenaTth YyTb-4yThb Nnyylle. Bbiurpae cekyHay TaMm, C3KOHOMUB
MUHYTY 3[€Cb, B pe3ynbTaTe MOXHO cOepeyb Yacbl U AHUN. YMHOXbTE 3TO Ha KONMYECTBO
eaVHNL, NPOAYKLMU, NpubaBbTe NOBbLILLIEHNE NOSANBHOCTM KIMEHTOB N MOXETE KynaTbCs B
OeHbrax.

Ntak, JINH penaeT npouecc bbICTpee u normvyHee u, Kak cneacTeve, no3sonder
3apabaTbiBaTb O0MbLIE C MEHBLLUMMU 3aTpaTamMn B eAUHULY BpeMeEHU. UTO ke B HEM He
Tak?

JINH He Bcerga MOXET BbINe4YnTb Opak, OH He Bcerga no3BonsieT n3deratb HOBbIX
owmnbok. Novyemy? B HEM HET MHCTPYMEHTOB rny6boKkoro aHanusa npuyYnH BO3HUKHOBEHMUSA
notepb. Bo3HUKNN — 6opuck. HO MHCTPYMEHTOB, 4TOObLI 4OKONATbLCS A0 CYTU, HE TaK yX
MHOrO.

JINH He Bcerga no3BosnsieT Mot oT NpobremMsbl, OH HE NEPCOHUMPULNPOBAH, ECIN XOTUTE.
Hepenko oH NnpMMeHseTcs Kak koBpoBasd bombapanpoBka, KoTopad nogxoamT KO BCEM
npoueccam oguHakoBo. [1a, B UTore ato no3BosideT YyCKOPSATb NpoLecc, noBbiwaTh
adpdbekTMBHOCTL Ha 10-15 nnun gaxe Ha 20 % Ha nepBbIX 3Tanax, a notom? bopbba 3a
Kaxkable nonnpoueHTa AonofHUTENbHON 3JEKTUBHOCTN MOXET pacTAarmBaTbCd Ha
rogbl, @ TO N Ha OECATUIETUS.

2) 6 CUI'MA.

[Mpuaymka komnaHum Motorola. Ee uenb — MakcumarbHO MOBLICUTbL Ka4ecTBO. 3a 3TasroH
B3AT rnpouecc, B KOTOPOM B6pak B cpegHemM npoucxogut B 3,4 criydas Ha MUISTMOH
onepaunun. OCTUrHYTb 3TOr0 NO3BONSIOT:

e LUukn DMAIC. loMHUTE, MbI YK€ roBOPUISIN O HEM BblLLIE B 3TOM rnase? Bce waru
NpoeKTa MakCMMarnbHO CTaH4apPTU3NPOBAaHbI, U NOA4 KaXXaon dba3omn onpeneneH TOYHbIN
Habop MHCTPYMEHTOB.



OCHOBHOW LenNbo anroputMa sABNseTCsl NOMCK KOPHEBbLIX NPUYNH OonpeaesrieHHOon
npobnemsl. HenoHATHO? CmoTpenu cepuan «[Joktop Xayc»? Ecnu HeT, To BKpaTue
MNOSICHIO: MOEA COCTOUT B TOM, YTO reHMarbHbI MU3aHTPOMN CTaBUT AMarHos no
NPOTUBOPEYMBLIM CUMITOMaM. [Jpyrumn crioBamu, YTobbl MOHATL, Kak NeYnTb, HY>KHO
CHauvarna onpeaennTb, YTo NeunTb. Ecnn y naumeHTa xap 1 HeT cnegoB MHekunun, Npu
9TOM KpoLuaTcs KOCTU M OH HE YyBCTBYET HeJlOMOraHus, cbmBaTtb TemneparTypy
BbecnonesHo. ATO He BLINIEYUT, @ TONbKO UCKA3UT KapTUHY N 3aTPYOHUT AunarHoas.

CTAHOAPT — 3TO OTNPABHASA TOYKA ONA OANbHEULWINX YNYYLWWEHUW. BE3
CTAHOAPTA HE MOXET BbITb NPOLIECCA, PABOTAIOLLEIO B
NMPOMBbIWWIIEHHOM OB bEME.

To e camoe n ¢ npoueccoM. Ecnm npobnema B fiorMke, To MOXXHO AECATb pa3 NOMEHSATb
nepcoHan n obopyagosaHme, HO B UTOre TOSTbKO YCYryouTb cUTyaLmio.

DMAIC nossonsieT aHannampoBaTthb rMyOouHHbIE NPUYMHBI, KOTOPbIE BNUAIOT Ha NpoLecc
(TO eCcTb CTaBUTb «anarHos»), n rnpeanaratb peLLeHue.

B 00HOM U3 rpoeKmoe8 MeHs rpuanacusu 8 Kadecmee «mpembeza0» MHeHUs. [lpobriema
cocmosina 8 noJsly4eHUU cmpaxo8o20 803MeEWEHUSI OM KOMINaHuuU 8 criydae cMepmu
3acmpaxoeaHH020 podcmeeHHuUKa. [lpu amom 0se mpemu OOKYMEHIMO8 Om K/IUEeHMOo8
rnpuxodusu ¢ owubkamu u omrpassisnucb Ha rnosmopHoe ogpopmrieHue. Hedosorbcmeo
KrueHmos, xarobel, y2po3sbl (wy4vy. — A.C.)... Ho obcmaHoeKka bbina darnieko He
padocmHoU U, Msi2Ko 2080psi, HakarneHHou. Pacriymbigarnu ripobriemy 0os1eo u
OCHosamersibHO, Ho... beccucmemHo. Bmecmo DMAIC paboyas epyrina cobuparnachk pas
8 mpu OHS U chinarsa rnpeorioXeHUsMU KakK u3 poeaa uso-ébunus. B pe3ynbmame
rOy8ObHSIU MOSI08UHY MEHEOXXEPO8, 8 MOM Yucrie 080UX, KOMOPbIE rpu 2pamMOomHOM
pykosodcmee moasriu bbl HamoIsIKHYMb Ha KOPHEBYH NMpu4uHy rnpobrems!, moMeHsu
obopydosaHue, rnepeoby4yunu compydHUKo8 u m. 0.

Kak oka3sarnocb, npu4duH 6o dse.

ManeHbKul, HU4e20 He 3HavYauwul raxok 8 Hacmpotkax 10, komopbit 6bin
rnocmaerieH Ha roJyio8UHe KOMIboMepos, rMno380sIAsl ne4amams moJsibKO COKpauleHHbIU
CrUCOK OOKyMeHmos, rpumMmeHumsit nuwb 8 10 % criyyaes.

Cucmema momusauuu MeHeoXXepos o rpodaxkam, Komopble OOKHbI bbiriu
KOHCYbmupo8amb KUeHMmMos rio ripasuramMm ohopMIieHus, He y4dumbigaria 8peMsi Ha
KOHCcyrnbmauuro. To ecmb OeHbau 3a 3mo compyOHUKam riiamunu 6ornbwe, 4em 3a
rnpocmele rnpooyKmbl, HO 8 NMPOUEHMHOM COOmMHouweHuUuU bbiro ebi2z00Hee bbicmpo u
opmaribHO 0amb ByKriemuk KrueHmy unu repeadpecosamses €20 Ha 20PSHyr0 JTIUHUK U
caum (u He nony4ums 0eHbau), a caMoMy 0ghoOpMUMb MPU rPOcMabIX MPodykma 3a mo
)Ke 8peMs.

e CTaTuctTnyeckum aHanms npoueccosB. B otnnume ot JIMHa nonck uCTo4HMKOB
Heado(PEeKTUBHOCTN HE OCHOBAH HAa MHEHWUW 3KCMEepPTOB UK (4TO YaLle 1 NPoOMUCXoamT) Ha
TOYKEe 3peHnda caMux COTPYOHMKOB. Bce npeanonoXeHns o KOpHEBOW MpUYmnHe
NPOBEPAKTCA C MOMOLLBbIO CTAaTUCTUKN, a TOUHee, pasaena noj Ha3saHMeM «npoBepka
rmnoTtes». C 0HOMN CTOPOHbI, COOP AOCTAaTOYHOrO KONnMyecTBa AaHHbIX ANs
pernpes3eHTaTUBHOM BbIOOPKN U, COOTBETCTBEHHO, pe3yrbTaTta 3aHUMaeT A0BOSIbHO MHOIO
BpemeHn. C apyrom — no3BonseT NonyvynTbe Hay4yHo 060CHOBaHHbIE AaHHbIE, KOTOPbLIMU
MO>XHO OrnepupoBaTb C BbICOKOW O0Nen yBePEHHOCTN.

e CTaTUCTUYECKUN KOHTPOJIb NpoLeccoB. VIHCTPYMEHTbI, KOTOPbIE NO3BONSAOT
OoTCNnexnBaTb NOBEeAEHNE yXKe yny4lleHHOro npouecca. Ecnmn nokasaTenu KOHTPOIbHbIX
rpadnkoB NokasbIBalOT, YTO CKOPO CHOBA BO3HUKHET Opak unm Ka4yecTBO ynaaeT, MOXHO
BOBPEMS YTO-HUOYOb NPeanpuHATb, YTOObI UCNPaBUTbL CUTYaLIMIO.



6 Curma no3BonsgeT gokonaTtbcs Ao KOPpHEBbLIX NMPU4YnNH I'IpO6J'IeMbI Ha OCHOBE CTAaTUCTUKW.
npl/l 3TOM npeagnaraetT 4oCTaToO4HO YETKNW anropmntmMm BegeHumd rnpoekKkTa.

A3 MMHYCOB MO>XHO OTMETUTb BONbLLIOE KONMYECTBO BPEMEHU, KOTOPOE TPaTUTCS Ha
NPOEKT — MHorga 4o 6—8 Mecsues, — a Takke HeobXoAMMOCTb HanMMYmMa Mactep-4aHHbIX
(MHOro CTaTUCTUKN, BbIrpy>xaemou ns IT-cuctem).

[Mlpo MacTep-gaHHble criedyeT cka3aTb OoTAenbHo. [pobnema noyTn BCex MeToaunk
COCTOMT B TOM, YTO Ha 3Tane aHanusa um Tpebyetcsa 60nbLIOE KONMMYECTBO CTaTUCTUKN
3a AnuTtenbHbIM Nepuod. [puyem ckasaTb B Ha4ane nNpoekTa, Kakue UMeHHO AaHHble
MOryT notpeboBaTbCs B AanbHEWLLEM, MPOCTO HEBO3MOXHO.

Ho 1 310 ewe He camoe cTpawHoe. Kak npasuno, Tpebyemble undpbl HE BXOOAT B
nepeyveHb perynapHo cobnpaemMblX METPUK: HANpUMep, ANTENLHOCTDL LWara Toro Unu
MHOrO npoLecca Unmn KoM4ecTBO NPoAYKUMN, NpoxXoaswen rno KoHsenepy 6e3 gopaboTok
c nepsoro pa3a??,

BcriomuHaemcs ucmopusi, kKak Ha 00HOM coselwaHuu Mbl ¢ MOUM UHOCMpPaHHbIM 60ccom
obwarnuck ¢ po3HUYHUKamu. Hu o kakol onmumu3ayuu OHU Cribluame He Xomeru,
2080PSs1, YMO U makK 8ce 3Harm rpo ceou rpobriembs! U caMoe rno30Hee 3asmpa Ux yXxe
yempaHsam. Mol wegb cripocursi, Kak oHU Mo2ym bbimb 8 3MOM mak CUSIbHO Y8EPEHHI,
ecriu He 3Harom daxe Mempuk cobcmeeHHo20 ripouecca. «Mbl 3Haem scel» —
omeemuriu oHU. OOHaKo coobwume 0 Kosiudecmee U rpudyuHax eo3gpama KOHKpemHou
Moouukayuu rnpodykma, yucrie 0ornosiHUMesibHbIX coanacoeaHul u cpeOHeM 8peMeHU
0XXUOaHUs Ha cKriade HUKMO omgemumb He cMoe. bbiriu mosibKO rnokasamersiu, Komopble
0eMOHCMpPUPOBasiu «KKPYMU3HYy» MeHedxepos. 06beM ripodax, Kosiu4ecmeo rnpodax Ha
compyOHuKa 8 ¢burnuarse u m. 8. — U HU 00Ho20, Komophklil bkl Nomoz pazobpamscsi ¢
npobremamu.

CKaXky 4eCTHO, 3a BCIO CBOIO NMPaKTUKY 1 BUAEN TONbLKO OA4HY KOMMNaHMIo, KOTopast
obnagana Bcen NONMHOTON HEOBXOAUMbIX ANt NPOEKTa AaHHbIX.

B obwiem, kapTuHa cknagblBaeTcs HeBecernad. C 04HON CTOPOHbI, TPeOYIOTCA AaHHbIE:
e OBbEKTUBHBbIE,

 [TOJTYMAEMbIE MAKCMYM 3A 1BE HEQEJIA,

« HAOE>XKHbIE,

B JIOBOM TPEBYEMOM PASPESE.

[1aTb BCe BblLLENEPEUNCIIEHHOE MOXET TOJIbKO XOpOLUasa KOMMbOTEPHAsA cUCTEMA C
6a3on gaHHbIX 1 NporpamMmMon no dopmMmpoBaHunio oT4yeToB (Hanpumep, Business
Objects).

B npoTtnBHOM cny4yae, nnm kak aTo obbl4HO AefnaeTcs, NpuaeTcs NpoBOANTL 3aMepbl
BPY4HY0. U cpasy TpebyeTtca ropa3go 6onbLie BpeMeHU, nogen n NnoCTOAHHbIN
KOHTPOIb.

Mano Toro, 4YTo MO KaXkAoMy nokasaTento TpebyeTcs penpe3eHTaTuBHas Bbibopka (a
[a)ke COTHIO 3aMepoB 06ecneyYnTb BPpYUHY NPaKTUYECKN HepearbHO), TakK eLle U HYXXHO:

« KAXObII 3BAMEP OCYWECTBNATb MMHMYM BOBOEM, TAK KAK OOWH
YEJIOBEK TAPAHTUPOBAHHO YTYCTUT UTO-HABYb NP XPOHOMETPAXE.

« MIPOXOOANTbL NMPOLUECC HECKOJIBKO PAS3, UTOBbI BbIJTIA TTOHATHA KAXXKOAA
OETAINb, NHAYE PA3BNTb 3AMEP HA WWATU UJW STAMNbI BYOET MNPOCTO
HEBO3MO>XHO.

« NOKAMBIBATLCA OO CYTU KAXXOOW ONEPALMN. MPEOCTABbLTE CEBE: Bbl
CMOTPUTE N3-3A CINHbI ONEPATOPA HA TO, KAK OH BbICTPO-BbICTPO



HAKUMAET KHOTIKWU. NYTO? Bbl MOXKETE C YBEPEHHOCTbBIO CKA3ATb, KAKYHO
OH CENYAC OEJIAIT OMNEPAUNKO? N TIPABUIIBHO J1N?

* SAKNALOBIBATb AOMNOJIHATEJIbHBIE PACXOAbl HA NOITMCTUKY, TAK KAK
NMPOLUECC HYXXHO MEPUTb B HECKOJIbKMX TOYKAX, YTOBbI NCKITFOUUTb
GAKTOP MECTHOCTW.

« )XOATb. HEKOTOPbBIE NMPOLUECCHI NPOTEKAKOT PA3 B HEOEJIHO UJT MECAL,
N MOTYT ONNTbCA OO0 MNONYrodA. BE3 OBbEKTUBHbBLIX OAHHBIX OCTAETCHA
TOJbKO CUNOETb U XKOATb.

3) INH 6 CUTMA.

CoBpeMeHHbIN Noaxoa, KOTOPbIM NCMNOMb3YETCA B HACTOsILLLEE BPEMS Yalle BCEro.
OcHoBy cocTaBnsieT yXke 3HakoMbl Ham Lumknn DMAIC, HacbIWEHHbIN MHCTPYMEHTaMM
JINH.

COXpaHFIFI BCE MNMKChI KaXXaou U3 METOAUK U NOYTU MONMHOCTbLIO YCTPpaHAA X HeJOCTaTKWN,
OH TEM HE MEHEeE.

a) OCTaeTcsl 4OCTaTOYHO CIIOXKHbIM B OCBOEHUUN; U3 BCEX ONMUCbIBAEMbIX METOAMK HA €ro
n3yvyeHne noTpebyetcs GonbLle BCEro BPEMEHU;

0) K coXXaneHuto, He peLlaeT NOSHOCTbIO NPobnemMy C ANMUTENBHOCTLIO NPOEKTA,
OCTaBIsAA ee uHorga HegonyCcTMMO BbICOKOWN.

4) TEOPUA OFPAHUYEHUU FOJNIOPATA.

MeToaonorus, koTopas NO3BONAET HaNTK Y3Koe MecTo B NoboM npoLecce (M He TONbKO
npoLiecce: noaxoa pabotaeT ¢ NoObIMK cUCTEMAMM).

Bce reHnanbHoe, Kak M3BECTHO, NMPOCTO. TO e caMoe MOXHO ckasaTb 1 00 uaee,
nexaltien B OCHOBE TEOpPUU orpaHnyeHnin. BoamoxxHocTn ntobon cucTemMbl OrpaHnYeHbl
camMmbIM criabbiM (HanmeHee NPoM3BOAUTESIbHBIM, Hanbosee ANMHHLIM U T. [.) €€ 3BEHOM.

[MpyMeHNTENBHO K NPOLECCy 3TO O3HaAYaeT, YTo fobas ero MeTpuka 3aBuUCUT OT
eOWHCTBEHHOro wara (Mnv rpynrel Wwaros).

Hanpumep, Mbl XOTUM, YTOObI HaLLl KOHBEWEP NO NPON3BOACTBY UrpyLLUEYHbIX MaLLUMHOK
BblaaBarn He meHee 10 urpylwiek B 4ac. [lonyctum, y Hac 4 wara B JaHHOM npoLecce:
cbopka, NpuUKpy4MBaHmMe KOoJrec, Nokpacka, gobdasneHne Hakrneek (CMm. puc. 4).

Kak BUaHO 13 guarpammel, war «[NpukpyynBaHne Konec» ABAAETCS «Yy3KUM roOpribILLKOM,
KOTOpOe 3agaeT TeMrn BceMy npoueccy. [pyrmmn crioBamu, YTo Obl Mbl HU genanu ¢
OPYrMMun waramu, Kak Obl HU MOTUBMPOBArN NEPCOHan 1 HU BKNagbiBanuch B
KoprnopaTMBHbIE MEPONPUATUSA, MPOLIECC HE CMOXET BblaaBaTb bonee 5 nagenun B 4ac.
[Mouemy? [axe ecnu Mbl yBENMUYNUM CKOPOCTb COOPKKU 1 NOKPACKK, MPUKPYyYMBaTL Koneca
Mbl Oyem no-npexHemy ToSbko 5 MmalunmHkam B Yac. COOTBETCTBEHHO, Ha 3Tane CcOOpKU
OyaeT BO3HMKATb ovepenb 13 U3gennn yxxe cobpaHHblx, HoO 6e3 kornec. A Ha aTtan
MOKpPACKM NPOCTO He ByaeT nocTynaTb 4OCTAaTOYHOE KOSIMYECTBO UrPYLLUEK, U NpoLecc
OyoeT npocTtanBaTth.
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Puc. 4 lllaru npouecca
YNYHYWEHUA MOXHO HAYATb, HO HEBO3MOX>XHO 3AKOHYUTD.

Teopusi orpaHM4eHuin No3BoNAeT BaM paboTtaTb ¢ paddbanaHCUpoBaHHLIM rpoleccom (B
KOTOPOM €CTb aBparibl U MPOCTON) N genaTb pabdoTy 6oriee nNporHo3npyemMoun.

KrnoyeBbIMY MOHATUSAMU B HEWN ABNAKOTCA:

1. METO[l «<BAPABAH — BY®EP — BEPEBKA», KOTOPbIU MO3BONAET:
a. onpeaennTb PUTM, C KOTOPbIM OOMMKEH ABUraTbecs npouecc (bapaban);

b. paccunTaTtb MMHMMANbLHO HEOOXOAUMbIN 3anac MaTepuanoB ans obecnevyeHns
becnepebonHocTn npouecca (dydep);

C. ONnpenenuTb Tpurrep, KOTOpbIM MHULMKPYET Nodady Ha crnegylowmn y4acTok, YTobbl He
«3aMyCopUTb» MPOU3BOACTBO (BEpPEBKA).

2. PA3JTMYHbIE «OEPEBbS» (EPEBO TEKYLLEW PEANIbHOCTWU, OEPEBO
BYAYLWEW PEANTBHOCTU, ANATPAMMA PA3PELUEHNA KOH®JIUKTA U T.A.). HE
BOABASACb B MOOPOBHOCTU, CKAXY, YUTO 3TO ELLE OOUH AHATTUTUYECKUN
ANNrOPUTM.

Uem xopolua Teopua orpaHndeHnn? OHa goCTaTo4YHO NpocTa B MOHMMAaHUN U OCBOEHUN U
He TpebyeT bonbLUNX BPpEMEHHbIX 3aTpar.

Kakue y Hee MunHycbI? B oTnnyme oT npeablaywmx noaxoaoBs, He pa3bupaeT cutyaumto
00 aTOMapHOro YPoOBHS U UMEET OrPaHNYEHHbIN MO CPaBHEHWUIO C APYrMMM NOAX04aMU
Habop MHCTPYMEHTOB.

5) AGILE.

[Moaxon k paboTe ¢ IT-npoekTtamun, ganeko CTOAWMN OT NPOLECCHOW NCTOPUU, HO
NMEIOLLINA UCTOKN B BepexnmBoM Npon3BoAcCTBE. ..

HecmoTpsa Ha Bce BO3pacTatoLyro NnonynsapHOCTb nogxoga cendac, korga AT
npuobpeTaloT BCe Bosee 3Ha4MMyo porib, 3TO NOKa HaMMeHee NpopaboTaHHbIN Kak C
TOYKN 3PEHUA TEOPUMN, TAK U HAKOMMNEHHOW NPaKTUKX Nnoaxoa.



CyTb ero npocta. Korga-to rpynna nuu, 3aHnMmaBLuaaca pa3paboTkon, ycTana oT Toro,
YTO NPOEKTHI, CBA3aHHble ¢ 10, anaTtca 60or 3HaeT CKOSIbKO BPEMEHMU, a pa3paboTymkm B
KOHLIe NoKa3bIiBalOT HEYTO, YTO AaXe OTAaNeHHO He HaNnOMMHAEeT «XOTESIKN» 3aKa34MKoB.
VI no npeasaputenbHOMy croeopy Hanucanu Manudect? Ha Heckonbkux cTpaHuLax.
[10 CyTN OH 1 ABNAETCA OCHOBHbLIM MEeTO4O0N0orM4ecknmMm JokymeHTom Agile.

B MaHudecTe oTpaxeHo MHOro 34paBbiX MPUHUMNOB. Hanpumep, 4TO «COTPYOAHUYECTBO
Cc 3aKa34ymMKoM BaXKHEe YCITOBUW KOHTpPaKTa».

OcHoBHOM MeToA paboThbl NpeanaraetT NOMeHATb caM Noaxon K paspaboTke. BmecTto
noapo6HOro nnaHa Ha 6 MecsiueB paboTa uaeT AByx-TpexHedenbHbIMU CnipuHTamm2Z,
CHauana BmecTte ¢ 3aka3umkoMm oopMupyeTca Tak HasbiBaeMbin Backlog npoaykra (To
eCTb BCe, YTO AO/MKHO BbITb B KOHEYHOM NPOAYKTE, U BCE, YTO OH AOMMKEH YMETb AenaTb).
3aTeM paccTaBnsTCs NPMOPUTETLI N HAYMHaeTcHa paboTa.

B Hauvane kaxgoro CnpuHTa oMKCcMpyeTcs BCe, YTO AO0STHKHO ObIThb B €ro KOoHLe
(Hanpumep, Yepes 2 Hegenn). TouHee, n3 Backloga npoaykta 6epyTcst HECKOMBKO
MYHKTOB U 13 HUX nosny4vaetcsa Backlog CrnpuHTta. 3atem npu 3aBepieHnn CnpuHTa yxe
paboTalowWwmnn «Kyco4YeKk NpoayKkTa» AeMOHCTpUpyeTcs 3akasdmky. TyT e BHOCATCS
KOPPEKTUPOBKM B MNi1aHbl, MPUHUMAETCS peLleHne, YTO MOXHO ynyylmnTb / caenartb no-
apyromy Ha criegyrowiem CnpuHTe.

Takum o6pa3om, 3akasumk NOCTOAHHO CreauT 3a XO40oM paboT U MOXET onepaTUBHO
BHOCUTb U3MEHEHUS.

Kasarnocb Obl, Npy YeMm 34eCb «yIydlWan3nHr» B LefoM 1 NpoLecChbl B YaCTHOCTN?
MHorne KoMmnaHuu nblTatoTCA NEPEHECTM ATy METOLOSNOIMMI0 U Ha cdoepbl, He CBA3aHHbIE
c UT, n coBepLueHHO 3abbiBatoT 0 npoueccax. Kaxyuwadacs nerkoctbe nogxoaa u
6e3ycrioBHast pasyMHOCTb 3ar10)KEHHOM B HEM JIOTMKN U MPUHLMNOB MPUBOLAT K TOMY, YTO
BCe NpobrieMbl HAYMHAT pewaTbea paspadoTkon MO (Mnm HoBOro nNpoaykra).

B moel npakmuke 6bin criydau, koada rocne 20 CripuHmos komaHda padoCmHO
npeodnoxurna ussiuHoe peweHue rpobriems! nod2omosKku 00HOU U3 ¢hopM om4yemHOcmu.
[pasda, Kk MOMEHMY 3a8epUWIeHUs NMPoeKkma KomaHdoa, Komopasi napasnnesibHo
pasbupana rpouecc, cmoasia 06ocHog8amkb, rno4emMmy amy hopmMy He HyXXHO Oesilamb 8
rnpuHyurie.

[TonmMnTe mMeHa npaBuribHO. Agile MOXXHO U HYXXHO MPUMEHATb, HanpumMep, ansd
pa3paboTkm npoayktoB. OH no3BonseT ObICTPO 40OUBATLCA pe3ynbTaToB U TECTUPOBATL
X Ha nonb3oBaTensax. Ho genatb U3 HEro «BOSILEBHYIO NUIIIOSO» BCE-TaKN HE CTOWT.

6) PASPABOTKA NMPOLIECCOB: DFLSS (DESIGN FOR LEAN SIX SIGMA).

OTHOcUTENbHO MOSiogasa metogosnorus. Ee 3agaya — He ynydwaTb, a U3Ha4yaribHO
co3gaBaTtb onTUManbHbIM npouecc. Bo MHOrom oHa 6a3npyetcsa Ha MHCTpymeHTax JINMH
6 Curma, HO Npu 3TOM MMEET MHOIO CaMODbITHBIX PELLEHUN.

B JINH 6 Curma ons onpegenenus uenu ynydweHUsa ncnosb3yeTcs npocTon Noaxona:
«CNPOCU KNneHTa 1 caenan, Kak OH xodeT». Halle Bcero npm 9ToM KrnnMeHT OTBEYaeT, YTo
«Bce nroxo». CnegoBaTesibHO, 3TO «IFI0X0» HYXXHO NepeBoanTb B U3MepPUMbIe
nokasatenu. B JINH 6 Curma He pacckasbiBaeTcs, Kak 9To caenatb. PekomeHgauums
ogHa: gymamnTe.

OcHoBHbIM OoTNKYMemM n nntocom B DFLSS aBnsieTca obpaboTka xenaHun KNMeHTOB U
onpegeneHne nx Hambonee BbIFOQHOIrO COMEeTaHUs Apyr ¢ ApYyrom Ha ocHoBe uudp. Ona
9TOro CyLLEeCTBYeT Aaxe creymanbHbii MHCTPYMEHT — «[loM KayecTBa.

B uenom paspaboTka npoLeccoB — caMblii CIIOXHbIM NO MeTogonornu noaxoa. daxe He
BCe cepTuuumpoBaHHble YepHble [osica cpasy cxBaTbiBalOT, B YEM TYT CyTb. Kpome
TOro, OH TpedyeT bornblue BCEr0 BPEMEHU N YCUITNKWA, HO N pe3ynbTaT NnonyvyaeTcs camMmbli



BreYyaTnaoLLniA.

U nocnegHee

3akoH4Mnacb camasi HyaHaqa rnasa KHUrn. CyulecTByeET eLle MHOXECTBO METOLA0N0MMN,
KOTOPbIX Mbl Kacanucb BCKOSMb3b B TEKCTE (An3anH-mobliwneHne, TPU3 n 1. 4.), n tex,
KOTOPbIX HE 3aTparmeanu BOBCE.

,D,J'IFI ycnewHoro nx ipumeHeHnda Hy>kHo NOMHUTb ABa NMPOCTbIX NnpaBusia.

1. ANA KAXXOOW NPOBNEMbI — CBON MHCTPYMEHT. HX OOMH YENOBEK
B 34PABOM YME HE NMUITNT MOJIOTKOM N HE SABNBAET NBO34MN PYBEAHKOM.
BEEPUTE C HUX TIPUMEP.

2. MPOYUTATb KHVXKKY U OAXKE NPOUTU TPEHUHI HEAOCTATOYHO, YTOBbI
CTATb CNEUMANTMCTOM B JTIOBOM U3 OAHHBLIX NMOAXOO0B. HEPHbLIE NMOACA,
HAIMPUMEP, HE TOJIbKO COAKOT 3K3AMEHBI N TECTbI INMPU CEPTU®PUNKALINA, HO
N OENAKOT HECKOJIbKO NMPOEKTOB (PEAJIbHbIX, A HE YYEBHbIX PASBOPOB
KEMCOB) 1/ 3ATEM 3ALLUMLAIOT UX. M OANEKO HE BCE MOJNTYYAIOT 3ABETHbIN
CEPTUGUKAT.

EOnHCTBEHHOE, HA YTO MOXHO 3aKpbITb rfasa, — obnacTb NPUMEHEHUS METOA0B
ynydweHus. [NoesepbTe, Nnoaxoabl yHUBepcarnbHbl. B cBOe Bpems Ball NOKOPHLIW crnyra
fierko ¢ NepBoOro pasa caefian NpoekT Ha npounssoacTee, 10 net 4o 3TOro 3aHMMadAch B
OCHOBHOM (bMHAHCOBOW Cpepon.

BbiBoa: ny4yiue 3oBuTe npodeccmoHanos. Tonbko ybeanutecb cHavarna, 4to y HUX ecTb
COOTBETCTBYHOLLAA NOL4TOTOBKA U OMbIT YCNELIHbIX NPOEKTOB.

'nmaBsa 8
YenoBe4veckuun paktop

Manay — paboTa crnoxHasi, Ho, YTO HX roBopwu, paboTa-To Ha Bo3ayxe, paboTa-To ¢
noabMU.

CoepeMeHHbIU aHeKdom

CTpax poxaaeT rHeB, THEB POXKAAeT HEHABUCTb, HEHABUCTb — 3a0r CTPaaaHuii.
Mazucmp Uoda

KTo BUHOBaT?

Bbi ece npodymarnu: ornpedesnusnu rnpouecckl U uesu, 8blibpariu rnooxoosiwyro
MemoOooJsioauro, 8kl Oaxe paspabomariu cmpamezau4veckuu rnaH (Hem-Hem —
CTPATEIMYECKWM INJIAH) u nuyHo 8o32nasurnu rnpoekm u... Kak amo He docmuanu
pe3yribmamog? Takoz2o He MoxXem bbimb, MOMOMY 4mo He MoxXxem 6bimb HUKO20a.
Lasatime pa3bupamabcsi.



100 «pa3bupambcs» 8bl, KaK U 8CSKUU HOpMaribHbIU pocculicKul MeHedXep,
rMoHUMaeme, cKopee 8ce20, 08a 80rMPOCA: «KIMO 8UHO8aM» U «4mo deslamp».

HayHem ¢ nepeoeo. Nocrie mwameribHo20 NImMUMUHYMHO20 aHanu3a mMbl eQUHOOYWHO
rnpuxoOuM K 8bI800Y, 4MO 80 8CEM 8UHOB8aMbl COMPYOHUKU, KOMOopbIe Mpocmo He
Moaym urnu (Ymo 80 CmMO Kpam cmpauwHee) He Xomsim rnpemeopsime 8 XU3Hb 8all
usowpeHHbiti CTPATEMMYECKUM INJIAH. PeweHue? Becex ysonums! A kmo xe moada
6yoem pabomams? [a, npudemcsi ocmagumb compyOHUKO8, HO rpozpamMmy
npeobpasoeaHuli HyxHo bydem ceepHymsb. He dopocrnu mbl, bBameHbka, 00 3aMOpPCKO20
«ynyduwausuHaa».

3HakoMas kapTuHa? TonbKo YecTHO. 3HakoMas. A HUKorga He 3ayMbIBannCb: NoYyemMy
Tak npoucxoamT? Pasragka KpoeTcs B ABYX HanpaBfiEHUSIX: OTHOLLEHUN K paboTHMKaM U
OTBETHOMN peaKkumm caMmnx COTPYOHUKOB KaK pe3dyrnbTaTta Takoro OTHoOWeHUs (rmpowy
npowieHuUsi 3a masmorsniozaur. — A.C.).

Mana ny4yuwe 3HaeT

Kak n3BectHo, COTPYOAHUKM HUYErO HE YMEIKOT, HE MOHUMAIOT U TPaTAT BCe cBO6oaHOE
BpeMSs Ha TO, YTOObI NUTb Kodoe N KypuTb. bblna Obl X Bons, oHM 6bl BOOOLLE BCE BPEMS
TopYanu B coumanbHbIX ceTsx. M 9To NPpUMEHNTENBLHO K NOBCEAHEBHbLIM 0Ds13@aHHOCTAM.
UTO y>K FOBOPUTb O CTpaTErMYeCKN BaXKHbIX MPOEKTaXx.

Boopyxumnswmncb nogobHbIM NceBAO3HAHMEM U YCTAaHOBKaMU, PYKOBOAUTENN MPU 3anycke
«yIydlansnHra» nNpocTo He 3HaloT, YTO AenaTb C COTpyaHUKamu. [pun «ynyyiiansnHre»
NepeMeHHYI0 «MepCcoHan» vallie BCero NnpocTto UrHOPUPYT. A Bedb yCcnex BCEX NPOEKTOB
Ha 50 % 3aBMCUT OT KOMMYHMUKaUMK. YTO e 0BbIYHO NPOUCXOANT, Koraa opraHusauus
cobupaeTca BcTaBaTb Ha HOBbIE PENbCHI?

HukTo HUKOMY HU4Yero He roBopuT

Bce nnaHbl, pelweHns n 3agavvm OOBOAATCS B JTydLWEM Crlyvae 40 MEHeOKepPOoB CpeaHero
YPOBHS. PSoBble UCNOMHUTENM NPOCTO HE 3HAKOT, YTO nNpoucxoauT (a MHoraga He B
Kypce, nponcxoamT nu BoobLle 4YTo-HMbyab). N peanbHOCTL obpacTaeT cryxamu.

B 6usHec-nutepaType nHorga MOXHoO BCTPETUTb TakoW TEPMUH, Kak Gossip Management
(ynpasneHue criyxamn). [ laBHbIM NOCLIM: €CNK OpraHn3auma He yrnpaBnseT criyxamu, To
CITyXW yrnpasssoT opraHn3aumen.

N yem gonbLue CKpbIBaeTCAd npasana, Tem bonbLle MHOXaTCS U CTpaluHee CTaHOBATCAH
nereHgbl, nepegaBaemMble N3 yCT B YCTa.

BCE OOJTXXHbI BbiTb PABHbI NEPEA NPUHLUUNAMU. ECIT KOMY-TO MOXHO
UTHOPUPOBATDL NPABWUIA, 3TO MOXHO BCEM.

B Hauyane macwmabHol mpaHcghopmauuu 8 00HOU KpyriHoU pocculicKkou opeaaHu3ayuu
rnpozpamMmMy KOMMyHUKayul He Moasniu ymeepoumb mpu Oorieux mecsuya. U daxe criycms
rnonmopa 2o0a, Koada s ripuexasi 8 00UH U3 ogucos 0risi obMeHa orbImom, 110U
pacckasblieasniu MHe, Ymo 3a He3HaHUe 3Ha4dyeHusi crioga «Kald3eH» y8onusnu u 3akpbiru
uesnbili ogbuc (mo ecme He rpocmo usbaesusiucb om 12 4eriogekK, HO U 3aKpbIfiu eecbma
npubbInbHY MOYKy rpodax). 1 HecMompsi Ha Mo YmMo HU HOMep ogbuca, HU ¢ghamuriuu
YBOJIEHHbIX, HU Oaxke apayMeHmMbl 8 3aWjumy amozo ymeepX0eHuss HUKMOo rpusecmu He
Mo2, MHe 8ce 2080pusiu, YmMo mak OHO U bbI/I0 U OHU 3MOo 3Harm U3 «00CMOBEPHbIX
UCMOYHUKO8».

HukTO He OO BACHAET NPUUMHY



[axe ecnu coTpyaHukam o0bsaABUNK, YTO rpaayT NepeMEHbI, 3TO eLLEe He 3HAYUT, YTO KTO-
HMOYOb OTBETUT HA U3BEYHbLIN BOMPOC «rnovemy». Mbl yxxe rosopunu B 4-u rnase o6
00y4eHnn B3pOoChbIX. Tak BOT BOMPOCHI: «3a4eM» U «NOYEMY» CUMNbHO CBA3aAHbI B
ronoBax UCMONHUTENEN.

[TocTaBbTe cebda Ha nx MecTto. Eule BYepa Bce ObINO XOPOLO: KOMMNaHUs npuHocuna
NpubLINb, UX OTAEN OblN Ha XOPOLLUEM CHETY, KNUEHTbI A40BOSbHLI. [TpnbaBbTe cloaa
daKT, YTO Y COTPYAHUKOB HET AOCTYyNa K MHOpMauUnKM BbICOKOro YpoBHS. K TOMY Xe yem
KpyrnHee opraHmsauusi, Tem 6ornblue B HEW pasnuUYHbIX PUNbLTPOB Ha NyTU Aaxe
OTKPbITbIX AaHHbIX. BOT 1 nony4aeTtcs, 4TO B opraHmM3aunmn Ha rpaHn 6aHKpOTCTBa MOXHO
HaWTN HECKOJbKO M30NMPOBAHHbLIX YIONKOB «pasi», rAe UCKPEHHE CYMTALOT, YTO pa3 OHU
XOpoLlo paboTatoT, TO U B KOMMaHUN BCe B NOpPsiakKe.

B ntore nbiTnNMBLIM YM MbiTaeTcs HauTK NpudunHy. 1 B oTcyTCTBME MHG OPpMaLINK
NPUXOONT K CaMOMYy OYEBUOHOMY BbIBOAY: MEHeLKepbl «DECATCS C XUpy».

[ockonbKy, Kak M3BECTHO, YNpaBneHLbl He AenatT HUYero, Kpome Kak obeaatoT B
aoporux (gaxe goporyLumx!) pectopaHax u CnaT Ha 3aceaHusiX, a akKTUBU3UPYIOTCA U
n3obpaxatoT OypHYI0 AeATEeNbHOCTb TOMNBKO B NpeaaBepun rogoBoro OoHyca, Takon
OTBET KaXXeTCS BMNOJSIHE NTOTNYHBIM.

HukTo He XXenaeT pewartb NpobremMbl noagen

Nec py6saT, wenku neTat. BoT B 4eTblpex crnoBax OTHOLLEHME K KagpaMm B OONbLUMHCTBE
KOMMaHUn. Mo)HO, KOHEYHO, NPUKPbIBATLCS NTIO3YHraMmn NPo «yHUKaNbHYO
KOpropaTMBHYIO KyNbTypy». HECMOTpPS Ha TO YTO «Kaapbl peLlatoT Bce», pellaTb
npobnembl «kaapoB» HUKTO He crnelmnT. Beab ecTb ropasao 6onee BaxHble
cTpaTernyeckue Lenw.

[Mpn 3TOM PyKOBOAUTENN HA BCEX YPOBHAX OYEHb PE3KO pearnpytoT Ha NpoOnemMbl CHU3Y.
«A 4To ntoan? [Ans HUX XXe cTapaeMmcs, a 4To cenyac nrnoxo, Tak MOrnu 6bl u
noTepneTb», — 3aABNAT 60cchl. Tak n naem Mbl Bce BpeMs K CBeTrnomy byayuiemy,
KOTOPOE HMKOrAda He HacTynaer.

Ha odHom u3 3ace8arut-Horumbiopo; rnpocmume, Ha 00HOU 8cmpeyde 1o Kadpo8bIM
goripocam U KopriopamugHoU Kyrbmype 3amoupeKkmopa rno Kopr-Kyrbmype

(opeaHu3auyusi bbina bonbwasi, mak 4mo moasiu cebe rno3eosiume) pacckasbigeara o
rnpeobpaszosaHusix u ux saxHocmu. K crnosy ckasamsb, 3mom 4esio8eK Ha mom MOMEHM
rpuwersn 8 op2aHu3layuro HedasHoO U Ha YeM ceem pyaasl 8Cto Memodosio2uro 8 Kyryapax,
mak HU pasy U He MpuUHse rpuanaweHue Ha mpeHuHa. Ho eepHemcs kK Hawum bapaHam.
Tak som, paccka3as 06 o4yepedHbix bydyuux ceepueHUsIX U KaOpo8bIX Ha3Ha4YeHUsiX,
criukep mpaduyUuoHHO riepewurna K eorpocam u3 3ara (crnaea 6oay, aHoHUMHbIM). OOUH
u3 8oripocos bl om almulwHuUKa, Komopbil 2080pUJ1, YMO MOJIbKO 4YMO 038YYEHHbIE
U3MEHEHUST HE y4UmbI8arom Haz2py3Ky Ha cucmemy, U rpocusi 803MOXHOCMU
O3HaKOMUMAbLCS € rPoekmom, 4mobbi rnodckalambs peweHue rnoamarHo20 8soda e20 8
aKcriyamauyuro. TakxXe OH Hariucari, 4mo yxxe dasHo 2080pus1 0 Heobxodumocmu
8bl0esIeHUs1 0mOesibHO20 cepesepa 0Orisi obecriedeHUs pacmyue2o obbema rnpooax.

3amlOupekmopa ecmaria u ckasarna, 4Ymo 3Hambe He 3Haem U eedampb He sedaem o
makux ripobnemax u, criedoeamersibHoO (criounep:. ceudac 6ydem oemMoHcmpauusi
MOSTHO20 omMcymcmeus 5i02UKU), makux... Hem u He cyuiecmsyem 8 ripupode. A 3amem
bbira npocmpaHHas mupada 8 dyxe:. «Ham soegame Hado, a mym 8bl CO C8OUMU
ObIPsIBbIMU COIOAMCKUMU carno2amu.

YBbl U ax, ecrnu Bbl He byaeTe pellaTb HapaBHe ¢ rrnobarnbHbIMK LensMn BONPOCHI
CHabXXeHus1 1 JOBOSIbCTBUA, TO, BO-NEPBLIX, MHOIO HE HaBoKETE (yCcnex KamnaHum
3aBUCUT OT ycnexa OoTAeNbHbIX YacTeun Ha none 6paHn). A Bo-BTOPbLIX, CO34aguTe y



COTPYAHMKOB YCTOMYMBOE OLLYLLEHMNE, YTO BaM Ha HUX rMyboko HanneBaTb. QHTy3nasma,
KaK Bbl MOHMMaeTe, 3TO UM He nNpubaBuT.

HukTO HMKOro He obyvaeT

Camblil ripekpacHbIli MOMEHM Ha MOeM rnepeom ripoekme bbirl, kKoeda, 8MeCmo Mmoao
4Umobhbl 8KITHOYUMb MEHS 8 2pyrry Ha oby4yeHue, MHe padoCmHO 8PyYUIU HEMOIIHYHO
pacriedameky mamepuarnos mpeHuHaa u 3aseuru:. «He crnipasuwbcs — yg8orno». U s
OKa3saricsi 00UH Ha 00UH CO cXambIMU CpOKaMu, HESICHbIMU Uesnsmu u abcosiromHo 6e3s
Kakoz2o-r1ubo npedcmasrieHusi, 4mo ¢ amum deriamp Oarbuwie.

A MoU Ha4varnbHUK, Komopabil bbir1 06y4YeH rno ecem ripasunam:.

a) UsHa4vasibHO He rraHuposarsn bbimbe pykogodumersieM rpoekma (He eMy xe caMomy, 8
camom oOersie, pyKu mMapams),

6) npocmo He umers 8peMeHuU, makK Kak bbis1 3aHsim Ha 3acedaHUusiX, 8bICMY/IeHUSIX U
MPoYUX 8aXXHbIX Oernax.

Heyxenu emy deticmeumeribHO HyXXHbI bblriu 3HaHUSI 80 8cel ceoel rosiHome, ecriu OH
He cobuparics UmMu rnoJsib308ambCsi?

Be3ycnoBHO, pykoBoauTenen Hy)kHO o0y4aTb. TONbKO akLEHT U NPONOpLNK AOIMKHbI
ObITb CMeLleHbl. CnoHCOpPY AOCTAaTOYHO MOHUMATb MHCTPYMEHTbI U YMETb NMPUHUMATL
PELLEHNSI HA OCHOBE MONYYEHHbIX C MX MOMOLLbIO AaHHbIX, TOrAa Kak yYyacTHUKaM
paboyer kKoMaHabl NPOeKTa HyXHbl bonee AeTanbHble 3HAHUS.

Be3 06y4yeHnsa NpoeKkTHbIE KOMaHdbl U UCNONTHUTENW OyayT NPOCTO pa3roBapuBaTh Ha
Pa3HbIX S3blKax M NPOLECC MNOMNyYeHUst AaXke caMblX NPOCTbIX AaHHbIX OyaeT 3aHMMaTb
OHWU 1 Jaxe Headenm.

A Bblgensto 4 rpynnbl U CTENeHb X 00y4YeHHOCTU OT Hanbonee 4O HauMeHee
ocBelOMSIEHHbIX (CM. Tabnnyy 1).

Tabnuuya 1
CTeneHb 00y4EeHHOCTN rMaBHbIX AENCTBYOLLMX NNL, NPOEKTa



e Ponu B npoekTe Crenexb obyyeHHoOCTM

Buicokan. PyKoRogWTENb NPOEKTa AO/KEH
3HATh BCE U BLLE YyTh-YyTb. Pa3bupaTkcs
BO BCEX WHCTPYMEHTaX W TOHKOCTAX MX Npwu-
MEHEHWS

1. | PykoroguTens npoexkra

Bhiwe cpegHeit. YneHkel KOMaHabk! J0MKHbI
SKCNepTbl — YieHkl KO- TOYHO 3HaTh BCE WHCTPYMEHTBI U UX OCHOR-
MaHOkl NpoOEKTa HOE Ha3HaYEHWUE, HO NPW 3TOM HIDAHChI

OCTaBWTk Ha OTKYN PYKOBOOWTENIO NPOEKTa

Boeiwe 633080l M HWXe cpegHeit. CnoHcop,
B OT/IMNKME OT NEPBLIX OBYX KATEropui, He
pomkeH oGnafate HaBblKaMmW. MOBOpS no-
NPOCTOMY, EMY HE HY>XHO YMETb MPaBuibHO
3. CnoHcop pyUCcoBRaTh «MLWMKABY», HO 3HaTh, KaK 3T0
penaetcq, 6eino 66l Hennoxo. Ero ocHoBHasA
330a4ya — 3HaTh OCHOBHYIO COBOKYNHOCTb
WHCTPYMEHTOB U TO, KaK U OJ18 Yero oHW
NPUMEHAIOTCA

ba3onafn. HeobXoQUMO 3HATL, YTO Takoe
NPOEKT, ero Luenv v 3agayu, YTo JOMKHO

WcnonHuTenu, He 3agen- NoNy4YuThCA Ha BhIXOOE M3 Hero. Taioke
4. CTRBOBaHHbIE B NpoeKrTe HY>KHO 3HaTh 0 6330BbIX NOHATUAX WU UH-
HanpaMyio CTPYMEHTaX METOA0MNOrMU. 3TO NOMOXET

NpeaocTaBnATL NPaBUNbHbLIE OaHHLIE U NO-
HUMaTb «TapabapLynHy» KOMaHAbI

Ncxoas n3 Tabnuubl U TOro, YTo Bbl MOXKETE NPoYnTaTh B KHUrax npo npodunbHble
METOA0NIOrMN, MOXET CINOXUTbCHA HECKOMBKO... MMAOB, KOTOPbIE S1 XOTenN Obl cenyac
cpasy pa3BesThb.

Mud nepBbin. Ha obyyeHue mpebyemcs rnpopea OeHea. OTO AOCTAaTOYHO Aaneko oT
npaBabl. be3ycnoBHoO, 00yyYeHne PykoBoguTerien NpoeKkToB «BNETUT B KOMeeuyky» (B
4yacTn 0by4yeHUs Ka4eCTBEHHbIN «ynyyllan3uHm He gelleBoe yaoBosbcTeme). Ho 3gech
HY)XXHO cZenaTb peMapKy: OCTaTO4YHO 00y4MTb NepByrO BOSHY, a AanbLle paboTaTb rno
CXeMe «IMpPaKTUKN y4aT NPaKTUKOB», KOHEYHO, C NOAAEPKKON XOpoLuero
npodeccmnoHanbHoOro npaktuka: YepHoro Nosica, Agile-koy4a un 1. 4. Ho B ntobom crnyyae
NpaKkTUK — OyeT CTOUTb BaM JeLleBrie, YeM OTNpaBfisiTb BCEX COTPYAHUKOB Ha NiaTHbIe
KYypCbl.

UneHoB koMaHabl U CI'IOHCOpOB MO>XHO Y4YNUTb Ha BHYTPEHHUX NMporpamMmmax, a aJiqd
OCTallbHbIX MOXHO Ha NepBbiX NMOpax obonTtuch O630prIMI/I nekunamMmm m
ANCTAaHUMOHHbIMU KYypCaMMU. KoHe4HOo, B 3aBUCUMOCTU OT CUTyaunmn eCtb HHOAHCHI.

Mud BTOpON. ECcmb XXe ewe MHOXXecmao poreu. HacmasHuku, YeMnuoHb!

u m. 0. be3ycnoBHo, ecTb. HO UX Hannuue onpasagaHo NLWb B Clly4ae OYEHb CITOXHbIX
npoekToB. PewnTtb 80 % 3agady ykasaHHbIM Bbllle COCTaBOM BIOJSIHE peanbHO. 30eCb
MOXHO BblOENUTb eLle TONIbKO HacTaBHUKOB, KOTOPbIEe Ha NepBbiX Nopax OO KHbI
noggepXuBaTtb pykoBoauUTeNen NPOEKTOB, HO, ECIN Bbl COBMPaEeTeCh NX YUUTb, 3HAYUNT,
Bbl HAHAN HE TOro HAacTaBHUKA UITN MPOCTO HYXXHO 3aKpbITb DOOKET HA 0Oy4YeHuMe.

Mud tpetun. Oby4usi, u 2omoeo. K coxarneHuto, n3-3a noCToOSSHHON «TEKYUKM»,
poTaumu, 3arnycka HOBbIX NPOEKTOB U T. A. 000UTUCL eANHNYHBIMU MEPONPUATUAMU BPAL
nn nonyynTtcs. Ho HacTodAwme NpakTUKM y4aTca NOCTOAHHO U MHOIO 3aHMMatloTCA



caMmooby4eHnem. bnaro kHurn n matepuarnsl No ynpaBneHuo Yny4dlleHNaMn JOCTaTOYHO
pacnpocTpaHeHbI.

NOBLIE NPUHLUUIBI U NMPABUNA OOJIXKHbl COOTBETCTBOBATbL AYXY
BPEMEHMW.

Hukoro He nHTepecyeT MHeHUe CHU3Yy

Kak rosopun rnaBHbI MO€0Nor nNpon3BoaCTBEHHON CUCTEMbI « TonoTbl» Tanntn OHo:
«HUWKTO He 3HaeT paboTy Ha KaXX4oM OTAENbLHO B3SATOM y4acTKe fydlle, Yem noau,
paboTatoLye Ha AaHHOM ydacTke»Z,

A cHoBa 3apaBbli CMbICN YCTynaeT MecTo CypoBOU AencTBuTesnibHocTn. MHorme
MNPOEKTbI, B KOTOPbLIX A y4acTBOBar, Ha4MHanMCb He ¢ aHanumsaa, a Cc NoJINTUYECKOro
pelwweHus. lNpuseny npumep.

KpynHbit npoekm 8 byxaanmepuu, 0 KOMOPOM S yXKe paccKasbieasl Ha cmpaHuyax amou
KHU2U, Ha4YuHarics ¢ mpexHedesrilbHo20 aHarnu3sa. 3mo 6bis1 1o2uYHbIl U HE06X00UMBIU
waa, rnocKosibKy 00 3moao HUKMO U3 KOMaHObl He 3aHuUmarics yryduweHuem 63k-oucHou
yHkuuu. 'oeops npowe, 0ero bbiro 0515 Hac Ho8oe U Heu3gedaHHOoE: rpPocmo
«meMHbIU riecx». 1o umoeam pabomel Mbl NPUWIIU K HAWEMY HavarbHUKY U riokasarsu,
umo obwul pe3yrnbmam onmumu3ayuu bydem ebipaxkambcs 8 15 % cokpawieHus
8PEMEHU Ha 8bINofIHEHUE meKyuwiel pabomai.

3mo 4ucrio 6b1r10 nodmeepxdeHo MHOXXecmeoM mabnuu, epagukos, 3amepos U m. .
Mbi 6b1r1u o4eHb 008011bHbI rpodesiaHHoU pabomod. ocne Yyea2o Haw HavyarlbHUK,
8blpa)kasiCb UHMesu2eHmMHo, orycmursl Hac Ha 2pewHyHr 3eMIIf0.

— Bb1 dormkHbl 6biiu ykazambe 30 %, — 6yweesarn Had Hamu 2poMornodobHeil 2onoc. — [a,
Haw ¢ eaMu Ha4valslbHUK, He0agHO 8bicmyrasi Ha rpecc-KoHpepeHUuUU, Ha3gas 3mo
yucJio.

— Ho oH 2080purs 0 cpedHeM u rnaHupyemom achghekme, a Mbl 8ce rnocqumariu. ..
— U cnbiwamsb He xou4y! 5 ckasan 30!

Hado nu eosopums, 4Ymo, Koada Mkl skriro4unu 30 % e umoeaosbit om4yem o
pe3yrnbmamax ouagHoCcmuKuU, Mbl nocmaaeusiu dasnbHeluwul rnpoekm rnod cusnbHeuwuu

yoap.
U derno He morbKo 8 aspasibHOM pexxume pabomabl, HO U 8 MOM, YmMO Mbl MOMePSiiu

dosepue aKcrepmos, om compyOHUYecmea ¢ KOmopbIMU HarpsiMyro 3a8UCes] yCriex
npoekma.

B Halwien ronoBe o4eHb CUITbHO cnaNT obpas «Bennukoro KopM4yero», aTakoro
cynepnuaepa, 6esrpewHoro n HeM3MeHHO Myaporo, KOTOpbIN BCe 3HAET U BeAeT Hally
opraHmsauuio TONMbKO K CBETNOMY byayuiemy.

[Mpn 3TOM Mbl 3abbIBaeM 0O ThiCsiYe Cry4aeB, Koraa noj PykoBoACTBOM Nuaepa,
caMoyBepeHHoro Ao 6e3ymus, opraHn3auuns Hecnacb Ha pudpbl Ha NOMHOM xoay.

HWKTO HEe xo4eT cornacuTbCa C TeM, YTO COTPYAHMKM HA MecTax 3HaKT CBOW BOMPOCHI, a
crnegoBaTenbHO, U Cnocobbl NX yry4dlLIEHUs Ny4lle BCEX.

Koa0da mMbI ¢ MouMu Koririezamu morsibKo 3arlyckarnu pabomy ¢ ripedroxeHusmu
compyOHUKOS8 110 yryHWweHUsIM, MHO2UM 3mo Ka3arsiock briaxwro. [pyaue cqyumarnu 3mo
KapukamypHou ugpol 8 0eMoKpamur. Ymo-mo u3 cepuu «u 8bl moxe He 3a 60pmom.
[pu amom 8 Kyriyapax ece 2080pursiu, 4mo /to0u, HE3HaKOMbIE C CO8PEMEHHbIMU
MeHOeHUUSIMU MeHedXXMeHmMa, rnoMoyYb He Mo2ym.

3a nepsyro Hedero, Koeda Koru4ecmao pa3yMHbIX MpedrioXeHUU rnpesbIicusio 8 0ecsimku
pas Hawy criocobHocme ux obpabameieame, Mbl MOHSIU, YMO:



— ¥ MHO2ux compydHUKO8 0asHO «Iod CyKHOM» fiexxam Hapabomku, rnocKosibKy 8 camol
yesiogeqyecKoU rnpupode 3asioKeHO XxenaHue mpamume MEHbLWE CUJT Ha C80H0

pabomy2:

— 0ocmamoY4yHO CHIMb adMuHUcmpamueHbie bapbepbl (a MHO2UEe MeJIKUE U HE OYEHb
Ha4yasilbHUKU OX Kak He liobsim «UHHO8amopoe») U 3adame HeKue rnpasusa uzgpbl, 4mobbi
usbexxampb udel U3 cepuu «dagaume rneped8UHEM KaKmyc»;

— 0byyeHue UHHO8amMoOpPOo8 U rodoepXKa Ux He MoJibKO 8 oriucaHuu ceoux udel, HO U 8
rpemeopeHUU UX 8 XU3Hb M10380/1510m co30asamae oUCMUHEe 351e2aHMHbIe pPeweHUsl.

B peanbHoCTM Xe nony4vaeTtca Bce HaobopoT. MHeHMe 3KCnepToB N COTPYAHMKOB
nrHopupyeTca, undpbl 6epyTcsa ¢ nNoTonka, a Korga nraH ynyyeHun, co3gaHHbiv 6e3
ydacTus nogen, KoTopbiM NpuaeTcsa ¢ HAM paboTaTb, AenaeT CUTyaunto TONbKO XyXe,
©occbl BO BCEM ODBUHAIT «HeganeKknx» UCMorHUTENen.

Bce vwyT BUHOBaTbIX

HakasaHne HEBUHOBHbIX W HarpaxxaeHne Henpu4acTHbIX — Nobumas WyTka Bcex
KOpPNopaTMBHbIX «KYypUnok». K coxkaneHuto, B 3To LLYTKe 40N npaBabl CUNbHO
NnepeBeLUMBAET B CBOK CTOPOHY.

INMtobasn npoekTHas AesaTenbHOCTb — CBOEro poaa BeH4ypHoe npeanpustue. He
CYLLLECTBYET NpaBUITbHOIO OTBETA, KOTOPLIN HEOOX0AMMO HaWTW, yragaTb U cnucaTb. B
ntobom nNpoekTe OTBET co3daeTcs B Xoae camoro npoekTa. Hy»Ho 6bITb rOTOBLIM K TOMY,
YTO AaxKe y caMblX yCnellHbIX MeHeokepoB OyayT Heyaaun. bonee Toro, owmokam
HY>KHO padoBaTbCs M OCMbICIIMBATL NOMY4Y€HHbIN onbIT. [lo-gpyromy He nony4yaeTtcs.

BcriomuHatromces dge ucmopuu:. o0Ha ycriewHasi, Opyaasi He O4Y€eHb.

HauHem ¢ ycriewHou. Bce mbl cMompernu XpoHUKYy co30aHUs nepebix caMosiemos.
3abasHble KOHCMpPYKuuU u ewe boriee 3abasHble rnuIomel 8 cropmykax, padyrouwuecs,
Kak 0emu, ecriu co30aHHbIU UMU arnapam rpodepxumcsi 8 8030yxe bosbwe 10 cekyHO.
[lpu amom HUKMO He 3adyMbi8aemcs, Ymo Ha KaxOblIU asporifiaH unu 2esaukonmep y
3HMYy3uacmog-o0UHOYEK yX00ursio MHO20 8peMeHU. 1 HUKmO HUKoada He coc4Humaem,
CKOJIbKO Heyda4 riomepriesiu uzobpemamernu, rnoka 6pamssi Paim He omopearnucb om
3eMnu.

Bmopas ucmopusi 06 opeaHusayuu, 8 komopout pabomarsn oOuH mou Korneaa. OCHO8HOU
JTI03YH2 KOMraHuu — «y Hac He bbieaem HeycrniewHbIX rnpoekmos». Konnezaa mMHe
pacckasbiears credyruwee. KomnaHus pewurna obwameCs CO C8OUMU KrUueHmamu rio
gudeocssi3U U ycmaHosursia 8 ogbucax ripodaxk dopozoe obopydoeaHue. Nurom (mecm
HOB80U mexHosio2uu unu npouyecca) riokasar, 4mo 8 12 moykax npodax 3a Mecsiy
ycriyeou eocriofnib3o8ariucb mosbKo dea (LUBA, Kapn!) yenoseeka. A paccyumsigarnu Ha
COMHU, ecriu He mbicsiYu. Ho nockornbKy udeto 00obpursiu Ha caMoM 8epXy... Mo nusom
npu3Hanu ycrieWwHeIM U 3aKynuiu obopydosaHue 80 8ce ocmasLuiuecss moyKu.

Ho ecnu mbl Tak 6oMMCS COBEPLUUTL OLLUMBKY, a OHa BCE Xe CIy4aeTCcH, YTO Mbl AOSKHbI
nenatb? KTo ckasan npoaHanusnpoBaTb? [a 6or ¢ Bamu. OTO JOSMTO, MYTOPHO U
HEMHTepPeCHO. Jlydwe HauTn BUHOBATOro U NPUMEPHO HakasaTb. Tem boree aytogade —
OpeBHee passriedeHne. [lonyctum, Npy CTPOUTENBCTBE MOCTa MOXHO HanUTU paboyero,
HeOOoKpyTMBLLEro ramky. A kak ObiTb Npun paspaboTke npouecca?

[TpoeKT yacTo npoBanueaeTcd, NOToOMY 4TO CNOHCOP HE AaeT HY>XXHOW NoaaEPKKN U
KoMaHOa «bbeTcsa ronoBon o 6eToHHYO cTeHy». Ho He Haka3sbiBaTb e PykoBoautens, B



caMomMm ferne? OT0 e KoMmaHaa BUHOBAaTa: HeJoCTaTO4YHO CUIbHO Bunack (HECMOTPSA Ha
BCI0 abCypAHOCTb 3TOro Tesnca, OH A0CTaTOYHO NOMNynspeH B KopnopaTUBHOM cpeae).

3HauuT, Hakaxem komaHay? Begb Yyacto npurnalleHHbIe SKCNepPThl CHUTAIOT MPOEKT YEM-
TO BpOAeE floKanbHOro otnycka. Tam, 3a npegeniaMmm npoekTa, Korga oH 3aKOHYUTCA, UX
xaoetT HACTOALWAA paboTa, a TyT NPOCTO MOXHO NOroBOPUTb U MPUSATHO NPOBECTU
BpeEMS.

Ho oHu e paboTtanu. Xogunun, cugenun Ha Bctpedax. (YanBUTENbHO, HO CUOETb U
paboTaTb BCe Yalle CTaHOBATCHA CUHOHUMaMM B KOpNopaTUBHOM MUPE.)

B ntore HakasbiBalOT MO0 pykoBOAMUTENA NPOEKTa Ha aTane pa3paboTkm pelueHns (He
yragan MbiCrnen pykoBOoACTBaA, HE CMOr CTaTb «O4HUM B NOfie BOMHOM»), MMOO psiAoBbIX
NCNONHUTENEN, HE BXOAMBLLUNX B COCTaB KOMaHAbl Ha aTane BOMSIOWEHNS PeLleHni B
XXWU3Hb (3a TO, YTO HE CMOITIN peann3oBaTb BESIMKOMENHbIA 3aMbICEST CBOErO
PYKOBOACTBA).

[Mapa cnoB npo amnaturo

Kak >ke Bce onncaHHoe Bbllle BUSAEeT Ha COTPYAHUKOB U UX TOTOBHOCTb MEHATLCS Ha
Gnaro nobrmon opraHmsaumm n Bo cnasy ynyyeHnn? Marko rosopsi, HeraTueHO.

Y ABUTENbHO, HO PYKOBOOMTENN BbICOKOIO paHra npoLosikKarT «CTeratb» U3aMyyYeHHbIX
NCMNONHUTENEN N HNKaK He MOryT (NoBepbTe, COBEPLUEHHO UCKPEHHE) NOHATbL, MoYeMy Te
He pagyloTcs.

A B ronoBax 1 gyLlax «0CYaCTNNBIMBAEMbIX» COTPYAHMKOB B 3TOT MOMEHT MPOUCXOOUT
crieqyoliee.

1. CTPAX.

OH 3aBnageBaeT ymamun. Bce 60ATCA cokpaweHUn. STO U NOHATHO. [NoBbIlLeHWE
NpPOnN3BOAUTENBHOCTM Yalle BCEro CBA3bIBAETCSH C ype3aHUeM LTaTa (genatb TO Xe,
TOJIbKO MEHbLUMM YUCIIOM Ntogen). N 4To yX rpexa TanTb: HEKOTOPbLIE HeaanbHOBUAHbLIE
BGoccbl NepBON LENbo CTaBAT Hay4YHO 060CHOBATb COKpaLLEHUE YNCIIEHHOCTU. DTO
HaHOCUT HenonpasMMbIN yaap oNTUMMU3aUun, Tak Kak cpasy ke 6ypHbIM LBETOM
Ha4YMHaEeT pacTn 60s3Hb NObLIX aKTUBHOCTEWN, XOTS Obl KOCBEHHO CBSI3aHHbIX C
N3MEHEHUNSAMM.

OcobeHHO cTpax ycunuBaeTcd n3-3a TOro, YTO HUKTO He AaeT MHopMaunn N He
OO BACHSET MPUYMHBI,

NNOXOW KOHTPOJb B «YHY‘-ILLIAI7I3I/IHFI§» BPEOWUT HE TOJIbKO PE3YJIbTATAM
OAHOIO NPOEKTA. OH CO3O0AET Y BCEU OPTAHU3ALUNN HYBCTBO
HECEPBLE3HOCTU U MYNbTALWHOCTU NMPOUCXOAOALLEIO.

[MomuMo cTpaxa 3a CBOW cyab0Oy NMoan UCMbITHIBAIOT Y»Kac nepeq HOBbIM U
Hens3BegaHHbIM, nepea nepeMmeHamm, 60aTCs, YTO KTO-TO PaspyLUUT TO, YTO OHU
BbICTpPauBanu rogamu, u npoyee.

CTpax BkroyaeT camble B6a30Bble MHCTUHKTLI M MOXET CbirpaTb CaMyto MioXyr porib
B «yny4dLlansvHre».

2. OBUOA.

Ecnun y>xac cpeam COTpyAHNKOB NOCEATb HE yAarnocChb Y OHU UCKPEHHE rOTOBbI U3MEHUTb
XKN3Hb K Ny4lieMy, He oT4amBanTechb. Kak TONbKO OHM NOMMYT, YTO MX NpobnemMbl Bam



HEVMHTEPECHbI UM Bbl HE CripallMBaeTe NX MHeEHME, obuaa 3aMeHuT cTpax. [lymaeTte, 10
nyywe? [laBante nonpobyem elle pas.

Bespencrtene 3ameHaeTcs caboTaxem: NoAn akTUBHO HAYMHAKOT NpUAYMbIBaTb
cnocoObl, YTOObLI NOKa3aTb, YTO Bbl HEKOMIMETEHTHbLI, YTO NpoLecc He byaeTt paboTtaTb Mno-
HoBOMY M T. 4. OHM He NoBoSATCS ocnapmBaTb BbIBOAbI KOMaH 1 Aaxe npenocTaBnsTb
3aBelOMO JOXHble JaHHble U MHGOPMAaUMIO.

3. TOPALLUN SHTY3NA3M.

Be3ycnoBHO, HaNnayTCA NIOAN, KOTOPbIE 3aXOTAT, BblpaXasiCb COBPEMEHHbBIM A3bIKOM,
«CMNOBUTb Xann», TO eCTb NOCNOCOOCTBOBATL CBOEN Kapbepe 3a CYET y4acTus B
pa3nUYHoro poaa npoekTax. ATW NAN — Te e MaCCOBUKU-3aTENHUKN U3 6-11 FnaBbl.

OHn cbopmarnbHO OTHOCATCS K 06y4YeHUI0, HE FTOTOBbI MOrpy»aTbCHa Briybb, HO C
yOOBONbLCTBMEM €304T Ha CreTbl, KOHepeHunn, odpuumarnbHble LEPEMOHUN, NMULLYT
MEeCHM.

K crnoBy, nx o4yeHb NobAT BeicWMe U NX HEMOCPEeACTBEHHbIE PYKOBOAUTESNN. A Kak Xe
nHa4vye? OHM XXe OEMOHCTPUPYIOT NOSANBbHOCTb, TaK Ha3blBaeMble «ropdawme rnasa». [noc
OHM He TPaTAT MHOIO BPEMEHM Ha CBO «MOOOYHYO» OEATENbHOCTb, pe3ynbTaTt nx
paboTbl Bceraga npospadeH n oyeBnaeH. OHU He 3acopsitoT rofioBy pykoBoaAMUTENS
TepMUHamMu (Yalle BCero notomy, YTo U caMu B HUX He pasbupatoTcs), He
OEMOHCTPUPYIOT CXEMbI, KOTOPbIE HYXXHO BHMMATENbHO N3y4aTb, U OHU BCerga B
XOpOLLUEM HACTPOEHMUN,

4. BESPAIIIUMYUE U 3J10CTh.

[NpeacTtaBbTe cebe, YTO K BaM NPULLINN Kak K COTPYAHMKY OTAenNa, KoTopbin 6yayT
ynyJwaTb.

Bac pewwnnn He oby4aTb, BaM HE OOBACHUN NPUYNHY UMK, YTO eLe XyXKe, ckasanu, 4To
00 3Toro otaen pabortan U3 pyk BOH NMMNOXo, a BOT Tenepb OH 3apaboTaeT Ha Bce CTO.
[Tpn 3TOM Bac OTpLIBaOT OT paboThbl, HE COrfacoBaB C PYKOBOAUTENEM U HE Yy4nUTbIBas
BaLUy Harpy3ky. 1 o4eHb YETKO HAMEKHYIN, YTO N300MNue NULLIHEN OTYETHOCTU HE
npobnema onTuMmM3aauun.,

Kaknue Mbicnn AomkHbl NosiBNATbLCSA B rosioBe? MoxeT 6bITh, Takue:

— A yxoxy domou e 21:00, pabomaro 3a MU3epHyro 3aprsiamy, a 8bl xomume, 4mobbl 5
dymarl 0 KrnueHmax.

— Bce pasHo rydwe He cmaHem. CKOJIbKO pa3 Ham xomesu coesiame Xopouwlo, a
roJly4asiocb Kak eceaoa.

— Bceada mak denaru, U HUKMO He Xarloearsics.
— 5 He 06s53aH amo 0enlamb, 3Mo20 Hem 8 Moel OOJIKHOCMHOU UHCMPYKUUU.

Bes3pasnuume, anatus, 3nocTb 6yayT MeLllaTb HE TONbKO B NPOEKTE, HO U B eXXeaHEBHON
paboTe. N noBepbTe MOeMy OnbITY, paboTatb B aTMocepe BceobLen HEHAaBUCTU U
©e3pasnnuuns Npu BbICOKMX Harpy3kax CMOXeT ganeko He Kaxabln. MoXHO gaxe ckasaTb,
YTO TaKkux Nogen — eaQnHULbI.

«B yem cuna, 6part?»
(3 kuHopunbma «bpam-2»)

Kak e nsbexatb nogobHbIX npocyeToB? Kak He NO3BONUTb BHYTPEHHMM Pa3HOrMacusam
norybuTb 6naroe Aeno «ynydiansnHra»?



[lepBoe, 0 YeM CTOUTb NOMHUTL, — cobntoaeHne banaHca. HegoBornbHble OyayT
Bcerna®. XoguTb 1 yroBapmsaThb KaXa0ro UCMOMHUTENS NPOCTO HEBO3MOXHO. Ho 1
BBOOUTb U3MEHEHUS «KENE3HOW PyKOM», a TaM Byab 4TO ByaeT, ToXXe HE BapuaHT.

INyywe Bcero nNonTK No cneayoLlemMy nyTu.

1. NMTAH KOMMYHUKALIMA.

[lepen 3anyCcKoM U3MeHEHUN B opraHn3aumm nposeante KOMMYHUKALMOHHYO KaMMnaHUIo.
CniblWwy yXXe HeJoBOSIbHblE KOMMEHTAPUM NO NOBOAY BPEMEHU 1 BroaKeTa Ha nevaTb
OpoLwtop, apeHabl CUEHbI B K&XXO0M ropoae 1 npuriaweHnn 3sesn oTe4eCTBEHHOM
acTpagbl! Bons Bawa, HO MOXXHO 060MTUCH ropa3go MEHbLLUEN KPOBLIO.

Ncnonb3ynTe Tekylne KaHanbl 00WeHnst ¢ COTpyaHuKamu. Beab ecTb e aneKkTpoHHas
noyTa, BUOEOCBA3b, KOPNOpPaTUBHbIN NopTar, «MeTy4Ykn», B KOHLE KOHLIOB.

Tonbko He AymanTe, YTO Hanucarn oanH pa3 NMMCbMO — N BCE, MOXXHO B3[OXHYTb
CNOKOWHO. HeT, Tak H14ero He nosny4untca. MIHgopmauma OormkHa NocTynaTb perynsapHo,
npu4emM nepsble nonroga-rod (40 OKOHYaHWUA NepBbIX NPOEKTOB) — Hanbornee
MHTEHCUBHO. HacToTa onpegenseTcs 3gpaBbiM CMbICIIOM U pasMepoM opraHmn3aLuum.
Crnnwkom 4acTo, Kak 1 CrMLKoM peako, He BapuaHT. B nepsom cnyyae niogen nogobHasa
Ha30MNNMBOCTb ByaeT pasgpaxaTb, a BO BTOPOM — O Bac NPOCTo 3abyayr.

Jlyyie Bcero co cneuymanuctamMmm, oTBeYaroWmMMn 3a KOMMYHUKaLMIO, COCTaBUTb MSiaH
obpallueHnn kK cotpyaHukam. N1 He 3abyabTe o ToM, 4To 50 % ycnexa npoekTta yrnydeHnm
3aBUCUT OT KayecTBa obLleHus.

He npeHebperanTe Takke NMUYHbLIMU BbICTYNMEeHUsMU. Tornbko obaymanTte n rosopute oT
cepaua, a He yntauTe no bymaxke (9ToO NPOU3BOAUT HE CaMoe nydllee BrevaTrieHue).

OOHUM U3 caMbix yOa4HbIX peuweHuUl, Komopbkle s sUders 3a Mot Kapbepy, bbina udesi
«KackaOHO20 ocMbicrieHUs». Cymb ee cocmosisia 8 moMm, 4mo pyKoeooumersib 8bICLLIE20
38eHa nuwem, YTO 0ns Heao 03Ha4yarom U3MEHEeHUS 8 opaaHu3ayuu u 3a4em soobuie
OH 8C€ 3MO0 Ha4YuHaem. 3amem OH pacchblyiaem C80U MbICIIU C8OUM HENocpedcmeeHHbIM
MOOYUHEHHbBIM U 8CmpedYaemcsi ¢ HUMU Yepe3 HeCKOJIbKO OHel, Ymobbkl 0b6¢cyoums
HarnucaHHoe. Ha no0obHbIx ecmpeyax U asmop MoXXem rly4we MOHSMb, HACKOMIbKO €20
udeu Haxo0sim OMKIIUK, U UCrosIHUmersiu Mmoaym 3adame 8ce UHmMepecyruwue ux
goripockl. [lomom KaxkObit rpuwedwul Ha ecmpedy rnuwem rnpo U3MeHeHUs
rnpuMmeHuUmersbHoO K cebe u ceoemMy rnodpasderieHuUr, pacchliaem yxe ceoum
MOOYUHEHHbIM, 8CmMpedYaemcsi ¢ HUMU U... UUKIT podorixkaemcs.

EQuHcmeeHHbIM MuHycom nodobHozo criocoba bbina He o4eHb rpodyMaHHasi cucmema
KOHMporis. Bo-nepebix, HernoHImMHo bbiro, ece fiu pykogsooumersiu 0obpocoeecmHo
nuwym u ecmpeyaromcs ¢ no04YuHeHHbIMU, 80-8MOPbIX, HE SICHO bbIf10, HACKO/IbKO 8
C8OUX pa3MbIWIIEHUSIX OHU MO2/lu OMKIIOHUMbCS om riep8oHa4asibHou fnuHuu. K
cyacmeio, bbiria co30aHa cucmema obpamHou c8s13U, Komopasi He 1o3goriursia rnoaybumse
xopouwlyto udero. Ho onpederneHHbIl 8peld, K coxareHuro, bblrl HaHECEH.

2. BE3 INIO3YHI'OB.

«3eMIo KpecTbsiHaM, Bo4y MaTpocamM», — Kak roBopuI1 NepcoHaXk ogHOM rnonynsipHou

B 90-e pocCUNUCKOW KOMMNbIOTEPHON Urpbl. He noBepuTe, HO NN OENCTBUTENBHO yCTanu
OT NoA06HbIX n3peyeHni. Kak n ot 4enoBbiX BCTPEY, Ha KOTOPbIX MHOIO 1 NPOCTPaHHO
FOBOPUTCHA HUN O YEM.

[MoxanyncTta, 6yabTe KOHKPETHbl. YeTKo 0ObsACHUTE:

— MPUYNHbI, MO KOTOPbIM OPTAHU3ALNA COBUPAETCA BCTATb HATIYTH
YNYHWEHUN. TOJNbKO PAOVN BCEIO CBATOIO M3BETANTE ®PAS: «KAK BCEM



30ECb N3BECTHO», «<B CUNY CJ'IUO>KI/IBLLIEI7ICFI CUTYALUNU» N OPYTUX
PACIIbIBYATBIX YTBEPXOEHUW. TOJIBKO N'PA®UKA, LUNDPLI N BbIBOAbI (HO
HE «MEPECOJINTE»);

—4YTO TAKOE YNYHWEHWNA BOOBLE (KPATKO) NYTO 3TO BYOET 3HAYUTDL
B KOHKPETHbIX OENCTBUAX OJ1A BAWEW OPI'AHU3AUNK (MOOPOBHO, N ECIA
ECTb MNJ1IAH, HY>KHO EI'O NOKASATb N NPOIOBOPUTD);

— KAKVE LIENW Y MPOrPAMMbI UBMEHEHW N K KAKOMY CPOKY HY>XHO KX
OOCTWYb;

— NMOYEMY COTPYAHUKAM BbIrOAHO MNMOOAEPXMBATD «YNYULLANSNH >
(KAKME KOHKPETHO MJ1KOCbl OT USMEHEHUW);

— KAK BYJET OCYLWECTBNATECA NOAAEP>KKA N3MEH EH// CO CTOPOHDBI
PYKOBOOUTEJIEN (HEITMWHWNM B 3TOM MYHKTE BYAET YINMOMARHYTb Ob
OBYUEHUW).

3. OBPATHAA CBA3b.

anyBCTBOBaTb CBOKO OTBETCTBEHHOCTb 3a YyJTyHlWeHUA, OlyTUTb COMPUYaCTHOCTb
npouncxogAawmMm NaMeHeHNAM nogn CMoryT JInLlb rNMpu BO3SMOXHOCTU HE TOJ1bKO CllyLlaTb
pe4dn n3 npe3namnyma, Ho 1 CKasatb L-ITO-Hl/I6y£l,b B oTBeT. B aTOM MecTe g 06bI4HO cnbllly
ABa CTaHOAaPTHbIX BO3Pa>XEeHUAA.

— «ONATb BYAYT NUCATb FOPOACKUE CYMACLUEAOLWWUE». OEMCTBUTENBHO,
KAXObIN PA3, KOFOA COTPYOHMKAM JAETCA BO3MOXXHOCTbL MPEONOXUTb
VOEK N NOYYACTBOBATbL B ANCKYCCUWN, HAOETCA HECKONbLKO NIOOEWN,
KOTOPbLIE BYOYT KAXObI OEHb MNCATb TPAKTATbI HA 40-50 CTPAHWL, NITA
«TAOOCTWU», NN HECTW NONHBLIA BPEQ O TOM, YTO MHHOBALIM HENb34
BHEOPATb CEIOAHA, MOTOMY UTO BEHEPA B TEJIbLE.

«YNYYLWWAN3UHI» HE NPOLLAET NOBEPXHOCTHOIO OTHOLLUEHUA K CEBE. OH
— EOUHCTBO TEOPUU U NMPAKTUKI.

Ho BO-nepBbIX, TaKUX NOLEN HE TaK YK MHOIO, a BO-BTOPbIX, UX QHTY3Ma3M He OOSKeH
MeLwaTb 00LweHnto ¢ ocTtanbHbIMKU 99 % COTPYOAHUKOB.

— «Y HAC HET PECYPCOB BCE 3TO OBPABATbIBATb». PECYPCOB HA CAMOM
OENE MNMOTPEBYETCA OIMNPEAEJNIEHHOE KOJIMHECTBO, HO HE TAK MHOTI'O, KAK
Bbl OYMAETE. CEMYAC CYLWECTBYIOT Y>KE ANMTOPUTMbI (M HEQOPOIME B TOM
UNCJIIE), KOTOPbIE MOI'YT OCYLWECTBNATb NEPBUYHYIO OUJIBTPALNIO

N PACINPEOEJIEHWE OTBETOB NO KATEI OPUAM. KPOME TOI'O,
NOOPA3AENEHNE, OTBEYHAIOWEE 3A BHYTPEHHWE KOMMYHUKAUWW, BIOJIHE
CMOCOBHO CMPABUTbLCH, YYUTBIBAA, UTO BOMbLUMHCTBO NOOEN
YOOBJIETBOPAKOTCA CAMAM HAJTIMYNEM BO3MOXHOCTU HATIMCATb
PYKOBOOUTEIJIIO.

Te xe, KTO NnweT, CcTaHyT Ansa Bac 6ecueHHbIM UCTOYHUKOM — 3aMeTbTe, COBEPLUEHHO
becnnaTtHbIM — MHOpMaLUMn o Npobremax, puckax, ycrnexax, KotTopble He ObInn
3amedeHbl. OOnH pa3 B MOEU XU3HU A KpaeM rrnasa ysuaen cyMmmy, KOTOpY KOMMnaHug
nraTtuna 3a nccriegoBaHne BHYTPEHHErO KnnmMmaTa U HaCTPOEHUN COTPYOHUKOB.
[ToBepbTE, HA 3TN OEHLIM MOXHO ObIN10 06HOBUTL NosioBuHy MO KoMnaHu.

4. COENAUTE OBYYEHUE LLEHHOCTbIO.

Bbllle Mbl rOBOpUNU, NOYEMY BaXKHO 00y4YaTb BCEX COTPYAHMKOB, HO HEODX0AMMO
MOHMUMAaTb, YTO CUITOM B ayAUTOPUIO Bbl NoAeNn He 3aTaluuTe. A gaxe ecnv 3To yagacTcs,



Heob6xoanuMo, YTOOblI OHM MONYYUNN 3HAHUS, a He caanu TecT (aa-aa, B 3TOM eCTb
NPUHUMNManbHasa pasHuLa).

EcTtb oBa cnocoba aToro 4OOUTLCS:

— DEMOHCTPUPYUTE COBCTBEHHYIO NMPUBEPXXEHHOCTbL YYYLIEHUAM.
OBCYXXOAUTE N COBETYUTE NPO®UITbHBIE KHUT MO «YNYYLWANSNHTY »,
YNOMUHAWUTE TPEHWUHI UM CMMKEPOB, C KOTOPbLIMW Bbl TOBOPUIIN OB
ONTMMN3ALNN, B CBOUX OBPALLEHUAX K COTPYOHNKAM,;

—MYCTb OBYHEHWE CTAHET O4HVM U3 KNKOYEBBLIX SJIEMEHTOB
HEMATEPVAJIbHOU MOTUBALIW, U TTYCTb HA CAMBIE JTYHLUWE KYPCBHI
OTMNPABJTAKOT HE CAMbIX BAXHbIX, A CAMbIX JOCTOUNHbLIX COTPYOHWMKOB.

5. PACCKA3bIBAUTE, KAK NTIOAU PEWLAIOT NMPOBJIEMbI B OPTAHU3ALIUU
C NOMOLWBbIO «YJTYHLLWAU3UHT A».

Bbl HE TONbKO AOMKHbI NOMOraTh NOASAM peLuaTh UX NnpobnemMbl, HO U XBanuUTb UX U
AaBaTb UM BO3MOXHOCTb NOAENNTLCA CBOMMUK HapaboTkamu. NMycTb, C BaLLen TOYKN
3peHust, 3TO NycTsK (ONATb-Taku AOBOAUTL A0 abcypaa 1 BOCXBanATh NepeaBuKeHne
KakTyca Ha 2 CM OT 9KpaHa Kak caMyto reHnanbHyo naet nocrneagHero TbicayeneTms
TOXXE He CTOUT), HO NOAAM BaXKHO 3HATb, YTO OHWU U UX NOEN NPUHOCAT LIEHHOCTb.

A He npeBpallanTe noBbilleHne 3 (PEKTUBHOCTM B TeaTp OA4HOro akrtepa (cebs). dante
NassM BO3MOXHOCTb MOYYBCTBOBATb COOCTBEHHYO 3HAYMMOCTb.

U nocnegHee

Camoe croxHoe B paboTe pykoBoaMTeNa KOMaHObl NPoeKTa — He CMOAENNPOBaTb
KpacuBYIO CXEMY, HE MPaBUNbHO NpPOaHanNM3npoBaTh AaHHbIE N AaXe He npuaymaTtb
NHHOBALMOHHOE pelleHne. Camoe CrioxHoe — o0beanHUTb Moaen, caenaTtb Tak, YTobbl
Kaxabln (Kak 4neH KoMmaHAdbl NpoeKTa, Tak U COTPYAHUK, KOTOPbIA NOoTOM byaeT
NCMNOMHATb pPeLUEHUs) MO

— BbICKASATBLCA U BbITb YCJIbILLAHHbBIM,
— NMPEOOONETb CBOM CTPAX M HEBEPME B BO3MOXXHOCTb M3MEHEHWWN,
— PACKPbITb CBOV MOTEHLWNAT,

— HE NPOCTO C NEHOWM Y PTA OTCTAMBATB CBOIO TOYKY 3PEHNA 1O
XPUMOTHI, HO U BINJIECTW CBOW HEMNOBTOPUMbIN Y30OP B OBLLYIO KAHBY
PELLEHWA.

nasa 9
KynbTypa n MmbilwineHue

KynbTypa — 9T0 TO, YTO AenatoT fnoaun, Koraa HavyanbHWK BbIXOOUT U3 KOMHATbI.
Heu3eecmHbIli asmop

Kaxxabii pa3 pasroBop O NMPUHATBLIX B OPraHn3aumm HernacHbIx npasunax, o
KOPMOpPaTMBHOM KyNnbType, @ 0COOEHHO O TOM, Kak ee pa3BnBaTb, HEM3MEHHO Bbi3biBaET
ynbIOKM 1 WyTo4vkn. K 3TMM Bonpocam y Hac OTHOCATCH CHUCXOOUTENBHO U 3aHMMAaKTCS
MK NMOTOMY, YTO TaK MPUHATO. A B Kyrnyapax Bce WyTaT: «[Jenatb MHe 6onblue He4ero,
KaK KynbTypow 3aHnmMatbes. Kak-Hnbyab camo ycTtpouTtcd. 3aech ke He «TpeTbsikoBcKas
ranepes».



Mo>XHO 6bIn0o 6bl YNLIOHYTLCA N OaXe NOCMEATLCH, HO eCI Bbl XOTUTE, YTOOLI
«YIydlWansnHr» B opraHn3aummn obiil He pa3oBbIM SIBIEHNEM, a NPOCYLLECTBOBAS XOTS
Obl NeT gecaATb-NATHaAAUATb, TO LEHHOCTb KyNbTYpbl AN BaC CrOXHO NepeEOLEHUTD.

Kynbtypa «yny4dwaunsmHra»

B npon3BoacTBeHHOM cucteMe «TOMNOTbI» — pogoHavYanbHULbl MHOIMMX COBPEMEHHbIX
KOHLIeNLMIA «ynyyLlwananHra» — npuHumMnam KynbTypsl («The Toyota Way»?%) ynensietcs
CTOMbKO e BHUMaHUSA, CKOSTbKO 1 MeTOL0SIOMMYEeCKUM NHCTPYMEHTaM.

[Toyemy Tak npoucxoauT? BceMUpHO M3BECTHLIN aBTOMOOUIBbHLIN MTUraHT yXxe bonblue
50 neT ngeTt no NyTn coBepLleHCTBOBaHUA. Bce 3TO BpemMs MEHSAOTCA TEXHOSIOMUMU,
noaxoabl K Mpon3BoACcTBY, NpeanoyTeHns notpedutenen, NPUXoasaT HOBbIE NAEpLI.
Ob6ecneynTb NPeeMCTBEHHOCTb U NPOAOIKNTL 3a4aHHbIN KYPC HEBO3MOXHO, ONUPasiChb
TOJIbKO Ha METOAO0NOIMMI0 N HOY-xay. HyXXeH CKpennarLwmn LeMeHT, Ko4 AN NU3SMEHEHUN,
BLWNTbIN B «[QHK» opraHmnsaunn. B aton ponun v BeICTynaeT KynbTypa.

MHorne opraHmsaumm CHMTaKOT, YTO pUTyaribl, CUMBOSIMYECKME NPUBETCTBUSA, MOAHATUS
dnara un yectBoBaHue nuaepa (cpasy scnommHaetcs «KoHayut u LLiBambpanuns» J1bBa
Kaccuns, roe ruMHasmncTbl 4O 0OMOPOYHOro COCTOAHUSA NOKT «boXe, Laps xpaHu») 1
eCTb KynbTypa.

Ho Ha camom gene KynbTypa — 3TO NPUHLMMbI, KOTOPbIMW PYKOBOACTBYHOTCS N0AM
KaXkabl A€Hb, CMTOKOMHO 3aHUMAasiCb PYTMHOM N NPUHMMas CyabOOHOCHbIE PELLEHUS.

Ceor kapbepy s Ha4yuHarn e komrnaHuu Johnson & Johnson. Bcem, HagepHoe, U38eCMHO
rnpo Kpedo u ucmoputo ¢ TauneHoriom, Ko20a KoMriaHus 8bIKyriuna ece 3ghupHoe 8peMs,
umobbl 8 ybbimok cebe npedyrnpedums odel 06 ornacHocmu rpodykma. Ha momeHm
Moel pabombl 8 KOMaHUU MPOWIIO yXXe HECKOMIbKO OECSMKO8 fiem ¢ OKOHYaHUsi amou
ucmopuu. Y1 amo 6bino He 8 CLLA, a 8 HeOasHO omkKpbisuwiemMmcsi oghuce 8 Poccuu. U 5
KaxXOblIl OeHb ¢ 80CXUWEHUEM Haxo0u 1 noodmeepxxoeHue, Ymo ma ucmopusi — He
pa3soesbilt akm brazopodcmea, a exxe0HesHas rpakmuka. KomnaHust 6e3 00512020
coariacoeaHusi omepyxarna mosap 0r1s nayueHmos, KomopbiM mpeboegarnack cpo4YHas
orepauus; 0o rocriedHe20 romoezaria rnapmyepam co CI0XHOU ¢huHaHco8oU cumyauueu,
cmpoeo crieduna 3a cobrirodeHueM rnpUHYUNo8 amuku rnpu pabome ¢ epadyamu u
6onbHUYUamu.

Tak B 4eM e cekpeT ycrnexa? YTo 3a cakpanbHble YyCTaHOBKM MOMOratT NpoaosmkaTb
COBEPLUEHCTBOBATLCA B TEHEeHNEe OEeCATKOB neT? Hmxke chopmynnpoBaHsbl
YHMBEpPCarnbHbl€ MPUHUNIMbI KyNbTYpbl «ynyylansnHra». OHmn Bobpanu B ceba He TONbKO
NPUHUMNBI « TONOTbI» N OPYrMX KOMMNAHUN, HO U ONbIT NpeobpasoBaHuin, KOTOPbIE S
HenocpeacTBeHHO Habnogan cam,

1. IAPUOPUTET OONMOCPOYHbIX LIENIEN HALL KPATKOCPOYHbIMM.

Mol Bce ntobum bbicTpble nobeabl, Ntobrum caaBaTb OOBLEKTLI paHbLLE CPOKa, No-
ObicTpoMy 3apabaTbiBaTb AEHLIN, OTYNTLIBATLCA O NEepPBbIX pedyrbTaTax, Koraa,
Ka3anocb, UX ele xaaTb 1 xaaTb. YTo e B 9TOM MNI10X0oro?

POBHbLIM CHETOM HUYErO, MOKa Ayx copeBHOBaHUA 1 BOpbOLI 3a Kpecro ¢ elle bonee
BbICOKOM CMNHKOW HE 3aCTaBUT XepTBoBaTb Dosiee CroXHbIMU, KOMMIEKCHBIMU, HO U
bornee NpubbLIIEHLIMU PELUEHUSIMU B Yrogdy NPOCTbIM N ObICTPLIM.

[ToMmHUTe, YTO Ans nMnoboro npoekta TpebyeTca Bpems. M kak Obl Bbl HN XOTENU BCE U
cpasy, pebeHKy HY>XHO 9 MecsaueB ANs POXAEHUS.

OO0Hax0blI 1 bbIn Ha cogewaHuu, 20e obcyxxoarics Hosbll I T-rpoekm, Komopbit OO/MKEH
6b151 yripocmumb 0agHO Haloe8W YK KrlueHmamM KOMUCCU rpu rnosib3oeaHuu



rnpodykmamu u3 pasHbix moyek. 1o oueHkam mapkemuHeaa, 3mo 6bl o8bIcuUsio
JI05IIbHOCMb KIIUEHMO8 Yymb 11U He 808oe. [Ja u cama cumyauus eblarisidersia KOMUYHO:
KrueHm 8bIHyXX0eH nnamumb OeHbau 3a mo, Ymo Kyrnui rpodyKmakl 8 pa3HbIX 20p00ax.
bped. KoHKypeHmbI cmesinuchk 8 niuyo, o0CObeHHO Ha (hoHe 3asierieHull KomrnaHuu o
XXernaHuu ebiimu Ha MexX0yHapOOHbIU YPOBEHb.

Ha cosewaHuu rnpucymcmeosarsl pykoeoodumersib 8bICUIE20 38€HA, KOMOPbIU OO/IKEH
6b111 MPUHAMb OKOHYamersibHoe peweHue. OH 3as8usl, 4Ymo paccyumaHHbIlU U
rnpoldyMaHHbIlU CPOK 8 8 Mecsiues e2o He ycmpausaem U HyXXHO ece cOeriamb 3a 3. [pu
3MOM OH cKa3aall, Ymo KomraHusi He 6ydem rnosiHoCmb OMMEHSIMb KOMUCCUI (3Mo Xxe
CKOJIbKO OeHee riporiadaem 3ps), a coesiaem riosioguUH4Yamoe peuweHue, Komopoe
OMMeHUm ee MOoJibKO 8 orpedesieHHbIX Crly4Yasix.

B NMOIOHE 3A YNYYWEHUEM «BCEIO U BCA» YALLE BCEIO «MANAT» NO BCEM
LIENTAM U BO BCE CTOPOHBI.

B umoeze ydosrnemeopeHHOCMb KITUEHMOS8 yrasa eue HUXe, a rnpemeopeHue peweHus
8 XKU3Hb 3aHS/10 Uesbit 200, mak Kak coerniaHHbIU 3a 3 mecsiua Hedocmpou rpulsiock
deaduamb pa3a riepedesibisamsp, ycmpaHsisi NoCMOSHHO rosierarouuecs: owubKku u
Hedo4yemeil.

2. PELLEHUA OOMKHbI OCHOBBLIBATLCA HA OAHHbIX, A HE HA MHEHUIA
PYKOBOAOWUTEIA.

3auem cobupatb gaHHble? HaBepHoe, 4TOObI UMK Nonb3oBaTbcs. MHOrMe MeTogonornu
«ynydllan3nHra» Tak Unn nHaye OCHOBaHbl HA aHanu3e AaHHbIX. OTO No3BondeT
NOBbLICUTb OO BEKTUBHOCTb MPUHUMAaEMbIX PELLEHWNIA U NepeBecTn paboTy 13 obnactu
Aoragok 1 npeanonioXXeHnn B 06nactb «Mbl BbIYUCIUMK, YTO HY)KHO AenaTb Tak».

K coxaneHuto, cbop aaHHbIX TpebyeT BpeMeHU 1 He BCeraa coBrnagaeT Co CIOXMBLUMMCS
MHEHMeM GONbLUMHCTBA UMW BbICLLEro PyKOBOACTBA.

A nony4atotca KypbesHble cutyauun. Komnanus notpaTtuna 6onswme geHbrn, 4tobbl
NOHATb NPUYNHY NPobnem, aHanm3 06 BLEKTUBHO BbISIBNAET HECTLIKOBKM, a Ha NocreaHeu
cTagum 60nbLIOW HavYanbHUK FOBOPUT, YTO 3TOrO HE MOXET BbITb, «MNOTOMY YTO HE MOXET
ObITb HUKOTrOa».

[axe ecnn peweHne Bac He yCTpanBaeT, 3TO HE 3HAYUT, YHTO OHO HErNpaBUJIbHOE.

3. HE BOUTECb NPU3HABATb OLUUBKW.

Mbl y>ke roBopunu B NpeablayLLen rnase o0 TOM, YTO NMOMCK BUHOBATLIX HE caMas nyyllas
cTparterus. o cTtatnucTmke, YeM paHblle Mbl OOHapyXnBaem oLIMOKy, TEM OeLleBre OHa
Ham obxoantcs. Hanpumep, ecnn Bo BpeMsi MPUEMKM CO CKnada Mbl OOHapYKuUnm
OpakoBaHHy0 AeTanb, Mbl MOTPATUM ropas3ao MeHblLe BPEMEHM N PECYPCOB Ha
ncnpasreHne cutyaummn, Yem ecnm 3ameTMm Opak nocrne atana cbopku n3genus.

B komnaHun «TonoTta» nodon (ewe pas, foboun!) coTpygHNK MOXKET COODLLNTL O
npobneme, ecnv oOHapPyXUT HENCNPABHOCTb, NPN 3TOM HUKTO He ByaeT HMUYero
«NOAroHATb HAMUNBLHUKOM> (MyCKaro CKYMyH MYXXCKYHO crie3y no noBogy oTe4eCTBEHHOro
aBTonpoma). lNpn aToMm, ecnm ycTpaHUTb HENCNPABHOCTbL HEBO3MOXXHO 3[0€Cb U Cenyac,
KOHBEWep OCTaHOBAT, YTOObI pa3obpaTbes ¢ npobnemon 6ornee TwaTenbHO Unu
3aMeHUTb geTansb.

OTaenbHO CTOUT cKasaTb Npo owmnbku B npouecce. Ecnu coTpygHuK coBepLuaeT ux
(0ocobeHHO ecnn B O4HOM 1 TOM Xe MecCTe owmbatoTcsa pasHble COTPYOHUKMK), TO 3TO
roBOpUT He 00 NX HN3KOU KBanMukaumm, a o TOM, YTO NPOLECC NO3BOSISET COBEPLUUTD
OLLMOKY.



BosbMmuTte, k npumepy, «MakgoHanac». NpurotoeneHne eabl — NPOLIECC, B KOTOPOM
OLLINBNTLCA MOXKHO NpakTUyeckn Ha nbom atane. 1 Tem He meHee Bnarogaps
cTaHOgapTaM M1 KOHTPONbHbIM rnpoueaypam rnpurotoBUTb NpaBuUiibHbIN Byprep MoxeT
Oaxke HOBUYOK.

K coxaneHuto, nogobHoe Tepnmmoe OTHOLLEHME K OLLIMDOKaM He CUNbHO NPAaKTUKYeTCs B
Hallewn kopnopaTuBHou cpeae. ['oBopsa npoule, Bac 6yayT HakasbiBaTb 3a TO, YTO Bbl
YUXHYITN HEe MO yCTaBy.

K yemy 310 npuBOOUT B KyJIbTYPHOM NniaHe?

1. K anatum n naHn4eckomMy cTpaxy nepepn nodbiM HOBbIM, HE cAenaHHbIM 40 3TOro
TpuauaTb pas npoLeccom nnm npoaykrom. Noatomy CoTpyaHMKK, Kak 3a cnacaTesibHbIN
Kpyr, AepXaTcs 3a cTapble HeyaoOHble BropokpaTuieckne npoueaypsbl.

2. K nonHoMmy HexXenaHuio HecTn OTBETCTBEHHOCTb. Beab HUKTO He BGyaeT pasbupaTbes B
MPUYNHAX, a NPOCTO ByaeT «nHYeBaTb».

Kak-mo pa3s s nposodurn ecmpeyy ¢ pykogodumernsamu 0OHoU U3 2o0cydapCmeeHHbIX
CMpPYKmMyp U pacckasbigar rpo rpouecckl obenyxusaHus KnueHmos. CrieyuarbHO 0rs
3Moeo cosewaHus 3apaHee rnocemusi 00UH U3 oghuco8 2ocopaaHa Kak KnueHm. Ha
gcmpeye s HaasisiOHO Ha ripuMmepe cmaisi 06bSICHIMb, YMOo bbI/10 HE MakK U rno4Yemy 3mo
cmoum rioMeHsams. HecrioxxHo 6birio npedcmasume Moe youerieHue, Koeda 8 KOHUe
gcmpe4u y MeHs rioripocurnu adpec u ®UO obcernyxusaswezo MeHs1 compyOHuKka.
MoUuHmMepecoesaricsi 3a4eM, y4umaigasi, YHmo s 00 3mMo20 bumail Yac pacriuHarsicsi 0 mom,
4Umo y ripoyecca Kpueas fioauka, a compyoHUK 30ecb 8o0bwie HuU rpu Yem. «Mbi
rnoHsnu, — el omeem. — Ho ece pagHo xomum 3Hampb (Ymobbl Hakazambe. — A.C.)». A
rnomom dobasurnu:. «MbiI npuwnu y4umscsi, a He criywams rpo Hawu owubKu».

A KakK, no3eosibme y3Hamep, ewe MOXHO Hay4YumbCs, ec/iu He pa3bupamsb ripumepsi ¢
HerpasusibHbIM M0OX000M?

4. CTAHOAPTU3AUUA KAK MYTb K UHHOBALIUAM.

Ecnun Bbl cnpocute 10 YyenoBek Ha ynuue, YTO Takoe «CTaHO4apT» U «KMHHOBaLMSA», CKOpee
Bcero 8 n3 10 oTBETHAT, YTO 3TO aHTOHUMBbI.

[axxe NHHOBALMOHHbIE KOMMNAHUSA B NpPeaCcTaBNeHNN o0biBaTENSI — 3TO KOMMNAHUK, B
KOTOPbIX LLApUT Xaoc (Xaoc cYyMTaeTcsl CMyTHUKOM TBOPYECTBA), BCEe BandeTcs rae
nonano, Noan 3aHNMalTCs, YeM XOTAT, BCE BCE MOCTOAHHO NTOMAalOT U NepeaensIBatoT.

®dupmbl, rae nOAT cTaHAAPTLI, CYUTAKOTCH KOCHBbIMU, HE COOTBETCTBYIOLLUMN OyXY
BPEMEHW, IAe BCe COTPYAHMKM XOOAT NO CTPYHKE 1 paboTatoT CTPOro rno yacam.

TemM He MeHee cTaHgapT — OTNpaBHada Touka AN AanbHENLWnX YnyYvLlleHnN.
[MpeactaBbTe cebe cuTyauuio:

KomaHda npoekma uameHura rnpouecc K siyduemMy: Koudecmeo owuboK yMeHbUWUIOCh
8 yemnlipe pa3sa, a 0numesibHocme — 808oe. [ 3mo2o 4YrieHbl KomMaHObl 88€J1U HO8bIe
npouedypsbl, dopabomarnu O, nomeHsinu nopsidok cbopku (Harnpumep, cHa4vana
MPUKpy4usaromcsi Kosieca, a yxe rnomom pyrie). B nunome obHo8neHHbIU ripouecc
3apekomeHooegas cebsi ¢ camou fyduel cmopoHkl. Bbl ymo, 6yOeme e2o mym xe
ynydwams? KoHedyHo Hem. Bedb He0b6xo00uMo 3aKperumsb docmu2Hymbie yryYWweHus, a
3Mo 3Ha4yum.

— paspabomampb cmaHdapmHble UHCMPYKUUU Oris Cex compyOHUKo8 U oby4dums ux (8
rnpomueHoM criy4ae ece bydem OerlambCs 110-cmapoMy. cHavarsa pyrib, a rnomom
Kosieca, Momomy 4mo mak ripuebiyHee, a 3Ha4yum, yOobHee);



— 3aKkpernums HO8YyI cxemy pabombl obecriequsarowux criyx6 (8edb paHbuwe OHU
pabomariu co cmapbiM ripoyeccom, criedogameribHO, rMno-0pya2omy);

— Hacmpoume HOBbIE MPOMOKOJ/Ibl QUa2HOCMUKU;
— oripedennumse Ho8ble rokalamersu aghhekmusHocmu,
— U ripoyee, U ripoyee.

be3 ctaHgapTa He MOXeT ObITb NpoLecca, padboTarLero B NpOMbILLIEHHOM o0beme. A
3Ha4UT, He ByOeT ThICAYM CUTYyaUNI, KOTOPLIE HEMNb3S NPEeAYCMOTPETb U CMOAENNPOBaTb
B flabopaTopHbIX ycrosusix. I ecnn Bbl XoTUTe BbITb KOMMEPYECKN yCneLlHbl, MTHHOBaLWN
HeobXxoaAnMMO 3aKpensiaATh, a He MPOCTO COTpsicaTb UMUK BO3AYX.

5. B3PALI.I,I/IBAI7ITE KOMAHLY. D,EJ'IAI7I]'E CTABKY HA YMHbIX N KOMMNETEHTHbIX
noaen, PASBUPAKOLLINXCA B CBOEU PABOTE.

BcnomuHaeTtca anusog n3 6eccmepTHoro tenecepunana «CemHaauatb MrHOBEHUM
BeCHbI». LLleneHbepr pasrosapmaeT co LUTupnmuem no nosoay ousnkm n BO3MOXKHOCTH
co3gaHuns aToMHOM 6oMbbIl. B Kakon-To MOMEHT, nepenaa Ha obcyxaeHne KagpoBbIX
Bonpocos, Wtupnuu rosopur:

«Cenvac meHsa 3aHnmaeT borblue Bcero npobrnema, kak npy nomMoLm pusndeckomn XumMmm
NPUOCTaAaHOBUTbL NpoLuecc ornynneHus macc. TpyaHo ctano pabotatb. CTOMbKO
pas3Benocb NONOTOB, TOBOPSALLMX NMPaBUbHbIE CIOBa».

[Tpn3HaOCb YECTHO, C YMHbIMU U TanaHTNMBbIMKU N0AbMKU paboTaTb ropasao TpyaHee.
CKosbKO pa3 g MmeyTarn, 4Tobbl B MOEW KOMaHAe Obif XOTb OAUH YEeNOBEK, KOTOPbIN Dbl HE
cnopwun, He obpallan BHAMaHUS Ha NTOMMYECKUE OLLIMDKN B MOEN NMo3nLumn, a NpocTo bbl
npenaHHo noaggakuean u ¢ nogobdocTpacTMeM CMOTPEn B rnaasa.

Ho He3aypsiaHble pelleHust U NPOoAYKTbl CMOCOOHbBI co3aaBaTh TONbKO He3aypsiaHble
noau.

KomaHga, koTopas peanuayeT NPOEKT, BbIHY)XAeHa HaxoAUTb OTBETbI HA BOMNPOCHI,
KOTOpPbIE €lle HUKTO He 3a4aBarll; UCKaTb PeLleHust He B MOKYMNKe o4epeaHom
Cynepaoporon nporpaMmbl, a B HOBOM NMPUMEHEHMN CTapbiX BO3MOXHOCTEWN.

A kak bl BAM HU XOTEI0Cb UMETb yD,O6HbIX N NOCNYLUHbIX COTPYAOHUKOB, HY>KHO
pa3BuUBaThb noaen ¢ He3aBUCUMbIM MbILLTTEHUEM, KOTOpblE 6yﬂ,yT CNOCOOHbI caMun UckaTb
NCTOYHUKN OanbHENLLINX ynquueHw?l, npeanaratb peweHnda n oteBedaTb 3a pe3yribTar.

Be3ycrnoBHO, Henpu3HaHHbIE FeHUN, KOTopPble AenatoT TOSbKO TO, YTO UM HPaBUTCHA, U HE
CNywatroT ApYrux, ToXe Mnoxon BapuaHT. «Yy4dlwansmHr» — KomaHgHas paboTta, u
BOJIKN-OOMHOYKKN 34eCb CXOAAT C AUCTaHLUMM ObICTpPO.

KOHEeYHO Xe cTaBka OoJ1KHa genaTbCcd He TONbKO Ha cnocobHocTu. KomaHapbl
HeobXxoAUMO NOCTOAAHHO 00y4aTb, pa3BMBaTh, AaBaTb UM BO3MOXHOCTU AENUTLCS APYT C
APYroM OnbITOM, CTaBUTb Nepea HUMWN HecTaHAapTHbIE 3a4a4n U OTNPaBnsATb Ha HOBbIe
ANS1 HAX, Hen3BedaHHble y4acTKn paboThbl.

YALLE BCEINO ®PA3A «Y HAC NPOBJIEM HET» TOBOPUT O TOM, 4YTO
MPOBJIEMbI ECTb, UX MHOIO U KAK UX PEWWATb, HE 3HAET HUKTO B
KOMIMNAHUWN.

6. TOCTOAHHO COBEPLUEHCTBYUTECb U OBYYAUTECD.

Mbl yke obcyxaanu, 4To Yrny4dlleHUs MOXHO HayaTb, HO HEBO3MOXHO 3aKOHYNTb. Kak
TONBbKO Bbl 0003HAYNTE CPOK, MOCIIE KOTOPOro M3MEHEHUS U ONTUMU3ALINA NPeKkpaTATCS,
BCS1 opraHmn3auuns 6yaeT BecTu cebs kak oca)aeHHasi KpernocTb, C HETEPNEHMEM OXuaas
KOHLIA «TUPaHUN HOBOrox». A Ha crieayloLmMii AeHb Nocre npa3gHoBaHUs AOCTUXKEHWUIA BCe
CTaHeT Kak paHbLLe.



Bonee ToOro, yem 6onblle 6yaeT CTaHOBUTLCS OpraHnu3aumd, TeM croXxHee 6yaet MeHsATb
ee TONbKO LEeHTPanmM3oBaHHO, CBEPXY BHU3.

Ha cerogHsawWHMM AeHb 3HaHMEe ODHOBSIETCS OYeHb DObICTPO. To, YTO BYepa 6bIno
nepeaHNM Kpaem, cerogHsa y>ke KamMeHHbIn Bek. U peyb nget He TONbKO O TEXHOSIOMUSX U
KOMMbIOTEPHbIX NpOorpamMmmax, HoO U 0 TEOpPUK ynpasrieHnd, nogxoaax K MOTUBaLum,
NpeanoyYTEHNUAX KITMEHTOB.

N ecnu Bbl NpaBaa BepuUTe, YTO MOXKETE CTaTb 3TAaKUM BCEBUASALLIUM OKOM, KOTOPOE BCEM
CKaXkeT, YTO K Korga ynyywatb, 1 OyaeTt Bceraa ycneBaTtb, MOCKOpee paccTaHbTeCh C
NOAOOHbLIMU UNITHO3USMN.

B ngeane cotpyaHuKn n pykoBoauTenn AOMKHbI CaMu eXXeOHEBHO AyMaTb O TOM, YTO
elle MOXHO BbIfio caenaTb Nyylle MEHbLUMMU YCUNUAMU. OTO HE 00A3aTENbHO OOMMKHbI
ObITb MacwTabHble U3MEHEHUS — [OCTATOYHO, €CIM OHU ByayT pasyMHbIMU U
adpdbekTmBHBIMU. HO ntogsim Heobxoamma nogaepkka B Buae obyyeHus, ooctyna K
NHpopmaLum 1 0OMEHa OrnbITOM.

B ybopHbIx Ha 3as00ax U38eCmH020 agmoauzaHma bblina rnpuHsama cxema moeo, Kak
rpasuribHO Mbimb PYKU. B kapmuHKax 6bir ripedcmassieH 8echb rpouecc HamblueaHus,
cMmbiga u m. 0. Kaxemecsi, 4mo amo nepebop — cmaHdapmu3auyus, 0ogedeHHas 00
abcypda, koe0a yxxe rnpocmo He4vyezao yryduwamsa.

Tem He meHee rnpocmou pucyHokK 0arn achghbekm 8 musiniuoHel. Kak? B komnaHuu cmarnu
uckamb rpUYUHy 4acmbix r1oJIOMOK MOHKUX 311I€KMPOHHbIX rpubopos. BuHo8HUKOM
oKa3sasiacb MUKPOCKOMNuUYecKasi cmpyxka, Hegauoumasi He800PYXEHHbIM 2/1a30M,
Komopas ckarisiugasnacb Ha pykax pabomHukos KoHeeliepa. BMecmo dopozocmosiuux
8aKyyMHbIX o4ducmumerieti compyOHUKU camMu Hawiriu crnocob Mbimb pyKu makum
obpazom, Ymobbl cMbI8aMb €€ NMosIHOCMbH.

7. BYObTE OEMOKPATOM MNPU NPUHATUU PELLEHUA U CAMOOEPXLIEM NPU
UX ACMNONHEHUN2Z,

YacTo BCe NponCXoAUT C TOYHOCTbIO A0 HA0BOPOT: peLleHns NPUHUMAKOTCA CNOHTAHHO,
0e3 ornaaku Ha JaHHbIe 1 MHEHUE 3KCNEPTOB, AaXke ¢ ocobon bpaBagon — Mos, 3a4em
HY>XHbl OFPOMHbIE LUTaTbl aHANUTUKOB, ECIN Y MEHS Takas pa3BuTasi ynpaBreH4yeckas
«qyf/‘ma»@. A Korga peLleHune yxe NpuHATO, Npu nobom HeBONbLUOM NPENATCTBUM
cobupatroTcss beckoHeYHble CoBeLLaHUsl, KOTOpPblE TOPMO3AT MOOYI0 AanbHENLLYIO
paborTy.

[TpuHATME pelueHnn OOJTKHO OCHOBbLIBATLCA Ha:
— CaMOCTOSATENBbHOM M3y4YeHUM Npobnembl (MPUHUMNA «ManU N CMOTPU»),

— adHalin3e BCeX AOCTYMNHbIX, OTHOCALLUNXCA K npo6neme MHEHWIN U OaHHbIX, 006a3aTeNbHO
BKITtOMaA MHEHUE KITMEHTOB (BHyTpeHHI/IX UInn BHeLIJHI/IX),

— MOWCKEe KOPHEBOW MPUYMHbI NPOBNeMsbl,
— PacCMOTPEHUN BCEX BO3MOXHbIX PELLEHUI,

— NOAroTOBKE COOBOLLEHNI O MPUYMHAX PELUEHUs N JanbHEenLWmnX wWwarax no ero
BOMMOLLEHUIO.

cnonHeHne peleHni Npu «ynydwanamHre» gomKHO ObiTb NocreaoBaTeNbHbIM U
ObICTPLIM: B MPOTUBHOM Cily4yae Bbl PUCKYETE YNYyCTUTb MOMEHT.

8. XBAJIA CUICTEMHOMY nogxoay.

Mob6oe n3ameHeHne AOMKHO y4MTbiBaTb OCOOEHHOCTM HE TONBbKO YIy4llaeMoro y4acTka
paboTbl, HO N OpraHn3auum B Lenom. B komnaHnm Bce B3aMMOCBA3aHO — U3BMEHEHNE



OLIHOTO 3NeMeHTa TaK U1 nHave BneveT U3MEHEHUs B Apyrnx. M Bam XM3HEHHO
Heob6xoauMo NoHuUMaTb Kak. [MpuBeny npumep.

B o0Hou ¢bupme pewusnu ysenudums 0b6beM rnpoodax, 0rs Yyea2o bbirio 3aKyrnieHo Hogoe
[10, HaHsamM u 0by4eH dorosIHUMesbHbIU Wwmam rnpodasyos, yry4uweHbl rnpouecchl
obcnyxueaHus KinueHmoes 8 oghucax. Kazanocs bbl, npedycmompeHo bbinio ece. TorbKo
HUKMO He ripocyumari, 4mo 8 cursy yeesiudeHus Konudecmsea ornepauut nompebyemcs
nubo HaHsamb dorosiHUMesnbHbIU wmam byxzanmepos u IT-noddepxxku, nubo
yrnpocmume ripoyeccel. B umoeze noodpasodenieHusi noo0epKKU rpocmo He Cripasusiuch ¢
HaxrbIHyswWuM 06beMoM O0roTHUMEIbHOU Haz2py3KuU.

[MpuyyanTe pykoBoauTernemn komaHma, YTobbl OHM He TOSTIbKO UCKanu camble MOLLUHbIE U
NpMObINbHBIE PELLEHUS, HO N OTAaBanun cede oT4yeT, CnocobHa N opraHu3aums B
NpuHUKUNe obecneynTb 1X, Kakme OonOSIHUTENbHbIE UBMEHEHNS NPUAETCA caenaTb B
OpYyrux npoueccax N CKonbKo OHU ByayT CTOUTB.

9. U3YYAUTE NIOBYIO NMPOBNEMY JINYHO U HA MECTE.

Kak xopoluo B TeHM 60NbLIOro KabuHeTa: YIOTHO U CMOKOMHO. Balum BepHble NnogaaHHble
TPyOATCS B LEeXax, a Korga Bo3HMKaeT npobnema, BbIHOCAT €€ Ha Ball cripaBeasinBbIN
cya. W Bbl, NpoHN3bIBas MbICSbIO MPOCTPAHCTBO N BPEMS, BLIHOCUTE €4UHCTBEHHO
BEpPHOE peLleHne, He CXoa4a C TPoHa, a Tosna pykonneweTt MygpoCcTu npasuTens.

oeanbHasi npekpacHas KapTUHAa, KOTOPOM HET MecTa B pearibHoCcTu busHeca. M BoT no
KakoW MpuymnHe:

— MOKA MH®OPMALIMA OOVNOET OO BAC, MPOVAET OYEHb MHOIO BPEMEHW
N CUTYAUNA USMEHUTCA (CKOPEE BCEIO, HE B CAMYIO JIYULWYKO CTOPOHY);,

— MHOOPMALMA MPOVAOET YEPE3 ®UJTbTP NMPUEMHbIX, SAMECTUTENEW,
NMNOMOLWHWMKOB UV B NNYYHWEM CJTYYAE BYAET BbIXOJIOWEHA N OCTABJIEHA BE3
HEOBXOOMMbIX ONA MPUHATUA PELWWEHW OETANEW, A B XYAOLWEM —
NW3SMEHEHA 0O HEY3HABAEMOCTW,;

— HWUKTO HE XOYET HECTW OTBETCTBEHHOCTb, N BEJIMKA BEPOATHOCTD,
YTO MNP AOKNAALE BAM 3AMECTUTEJb NPUYMEHBLWNT CEPBE3HOCTb
MPOBJIEMbI JT YMOJTYUT O BAXKHBIX OBCTOATEJIbCTBAX.

MeHHO ans 9Toro cylecTByeT MHCTPYMeHT [T'emba, nnun, npotue roBopsi, BU3UT Ha
NPOM3BOACTBO WS B OTAEN, aHanus npobriem Ha MecTe, TECTUPOBAHNE HOBbIX
noaxonos. (A y)xe HecKornbKo pas rosopusi o 'lemba, Tak YTo NOBTOPATLCA He byay.)

«4eM xe 9To NonesHo? — yamBUTECH Bbl. — JTO Xe HYXXHO perneTupoBaTh, KpacuTb TpaBy
B 3€JIEHbIN LBET, OCTaHaBNMBaTb KOHBENED U CMa3biBaTb CTAHKM apoMaTUYeCKUMUN
Macnamm, YTobbl BbICOKOMY FOCTHO ObIniv NPUATHO.

A BOT U HeT. [NpaBunbHas 'emba gomkHa COOTBETCTBOBATbL HECKOSTbKO APYrNM
YCITIOBUAM:

— HWKTO HMUKOI'O HE PYTAET. Bbl MOETE PASOBPATBLCA B INPOBJIEME, A HE
YCTPAUBATDL MYBJINMYHYIO KA3Hb;

— JIYYWE, ECJI O BUSUTE HUKTO HE BYOET 3HATb SAPAHEE. Bbl XOTUTE
Y3HATb, KAK OBCTOAT AENNIA HA CAMOM AOEJIE, A HE CMOTPETb HA
NOTEMKNHCKWE OEPEBHW,

— HUKAKX HPABOYYEHWW. Bbl MPULLNV PASOBEPATHCA, A HE
OEMOHCTPUPOBATBH CBOKO NCKINMKOYATEJIBHYIO TEHNAJIBHOCTD;



— HET PAHIOB. BCE PABHbI I OBCYXXIOAIOT MNMPOBJIEMY 1 CIMOCOBbI PELLIEHWNA
HA PABHbIX. DANTE JNNKOOAM BbICKA3ATLCA: OHN BCE PABHO 3HAIOT BOJIbLLUE,
TAK KAK 3TO X YHACTOK PABOTHI;

— HUKAKMX MEYEHEK, YAA N «NMOCUOENIOK» B XOPOLLEW KOMMAHUW;
— COCTABbBTE J1AH MO UTOIAM;

— IMYHO NMPOKOHTPOJTMPYUTE, YTO U KAK BbIJTO MCMNPABJIEHO. 3ABEPEHUSA
OT 3AMOB B CTUJIE «WE®, BCE INMYYKOM» NPEKPACHbI, HO JTYYLUE
NMNOCMOTPETbL N NMOIMNPOBOBATH BXNBYIO;

— COENAVTE FrEMBA PEIMYNAPHbLIM J;l,EI7ICTBI/IEM. Bbl YOMBUTECbH, HO
PYKOBOOMTENIV B KOMNAHUN «TOUOTA» NPOBOAAT HA TEMBA
SHAUUTEJIbHYIO, ECJIN HE BOJIbWYIO YACTb CBOEIO BPEMEHW.

B HekoTOpbIX 3anagHbIX KOMMaHMAX CYLLLECTBYET MpaKkTuka BCeM, BKIOYad caMmoe
BbICLLEEe PYKOBOACTBO, MPOBOANTL MNepBble HECKOSIbKO Hederb — MeCSL, NOrpy»asich B
npouecc n obenyxusas KNMeHToB. Ha Mon B3rnsaa, O4eHb Mosie3HbIN NOAXoMa.

10. XOPOLUO OTNAXEHHbIN NPOLECC OAET OT/IMYHbIU PE3YJIbTAT.

dpasa «BO BCEM BMHOBATbLI MPOLECCHI, @ HE NI0AN» BCerga npuxmeaeTcsa ¢ TPyAoMm, Npu
BCeEWN cBOEeN oveBnaHocTn. JTtobyto npobnemy ropasgo NpoLue:!

— 3AJIUTb AEHBI AMWU, TO ECTb HAKYTWTE HOBOE OBOPYJOBAHUE, HAHATb
BOJIbWE NIOOAEN U T.A4.;

— CMMNCATb HA YENOBEYECKMN ®AKTOP 1 HAKA3ATb BCEX 1 BCH;
— ABTOMATUN3VNPOBATD.

MeHATb Npouecchl, AenaTtb Ux bonee npo3payvHbiMK, co3aaBaTb HOBbIE PELLEHUS
ropasgo crioxHee. Bo-nepsbix, 310 TpebyeT bonbLue BpeMeHU, YeM nokyrnka Hosoro [10.
A BO-BTOpPBLIX, 3TO pearibHble N3MEHEHUS], a HE NX uMUTauusa. ABTomaTtmsaums, cMeHa
nepcoHana, 3aMmeHa cTaporo Nnpoaykra HoBbIM, 6€3 aHanmsa, NPOCTO CKPbIBAKOT
NpobremMbl, MacKMpYOT NX HA KaKoe-TO BPEMS.

Ecnu npouecchbl BbICTPOEHbI NOrMYHO, OHW AOMNOMHSAKT APYr Apyra 1 noMoratoT
onepaTtopam paboTaTb NPOAYKTUBHEE, @ HOBUYKAM ferde HayunTbcda pabotaTb C HUMMK
Hanbonee apdekTMBHBIM 0Opa3oM.

MEXAOY BbIBOPOM LENAN U NPAKTUYECKUMU WLATAMU MO ONTUMUSALINA
NMPOLIECCOB UJTIU PASPABOTKE HOBOI'O MO AOJIXEH BbITb
NOAroTOBUTEINbHBLIU 3TAI.

Mo>kHO 661510 6bl BbIAENUTL €Lie MHOXECTBO npaBUJibHbIX N HYXXHbIX NMPUHUWNIMOB, HO, BO-
nepBbiX, A4 NOCTaparcad BblAEJTUTb Hanbonee YHUBEpPCAalibHbl€ U3 HUX, a BO-BTOPbIX, HAQM
ele HYy>XHO rnoroBopmTb 0 TOM, KakK 3aCTaBUTb UX pa6OTaTb.

KynbTypy — B Mmacchbl

Cnblwy, crnbilWy Balwe HeoBOSIbHOE BopYaHue. [1encTBUTENBbHO, HanMcaTb MOXHO XOTb
50 npuHUKMNOB, HO BOT KaK caenaTb Tak, YToObl UM cnegoBann?

Ecnun Bbl y>XKe Hagenn CcBOW LiepeMOHUaribHbIM KOCTIOM, Pa3noXumm KkapTbl « Tapo»
N MPUrOTOBUSIUCH, KaK 0ObIYHO, BOCKYpUMBaTb ONaroBOHWUS, NoKa COTPYOAHUKMA UCMIOMHAOT
MMMH NpeanpuaTus, 0yay BblHY>XOEH BaC OropynTb.



Hunuyero 13 BblllenepevyncrneHHoro BamMm He NOMoXeT. bonblas YacTbe Nogo6HbIX
MeponpusaTUKn (BKNtoYas, HO He orpaHNYnBasiCb NOAHATMEM donara, 0cobbiM
npMBeTCTBMEM, Mankamun 1 T. A.) manoadpdekTmseHa. [lovemy?

— BO-TEPBBbIX, HACTO X CMbICJ1 HUKOMY HE OB bACHAETCA. NOAN BUOAT
B HUX OYEPEOHYHKO BECIOJNE3HYHO «BJIAXb», OTHUMAIOWYHO Y HUX BPEMA,
OTBEAOEHHOE OJ1A PABOTHI.

— BO-BTOPbIX, OHN OBPAWLAIOTCA K BHEWHUM ATPUBYTAM, HO HE
OBBACHAIOT 3AJIOXKEHHbBIE B HAX NMPUHUWTMBI. COTPYAHUKN MPOCTO HE
CBA3BIBAKOT AENCTBUWE C TPEBYEMbBbIM OT HUX NMOBEOEHNEM.

— HY N HAKOHEL, B-TPETbMX. AKUN N MEPOTPUATUA BbICTPO NPUEOAKOTCH
NMBO MNOTOMY, YTO OHU CJIMWLKOM PEOKUE, NNBO MNMOTOMY, UTO OHW
CJIMWKOM YACTbIE.

Kak ke ObITb?

1. ANA HAYANA PASPABOTAUTE (MOXETE B3ATb 3A OCHOBY 10 NPUHLUMNOB
BbILLE) U O3BYYbTEZ! MPUHLUMBI, KOTOPLIMU AOMKHbI
PYKOBOACTBOBATbLCA COTPYOHUKN.

Benb cnepoBatb npaBuiiam, KOTopble€ Tbl 3Ha€Llb, ropa3ago npotwie, 4em 1em, O
cyweCTBOBaHN KOTOPbLIX AaKe HE AoraibiBaellbCA. O4yeBUaHO, He npasaa nn?

2. PACCKA3BIBAUTE O TOM, KAK MPABUIIbHO PYKOBOACTBOBATbLCH
NMPUHUUNAMU B EXXEODHEBHOW PABOTE.

Tesuncobl Teaucamm, HO Y KaXXgoro 4yesrioBeka cBoe rnoHnMmaHume 1oro, Kak nx ncrioJjib3oBaTb,
Kakme nu3 HUX bonee BaXxkHbl, Kakne meHee N T. a. N aTo HOPMalibHO.

[TooennTtechb C COTpyaHMKaAMKM TEM, KaK, C Ballen TOYKN 3pEHUS, MPUHLKUMBI MOMOralT B
paboTe. Tonbko He ycTpamBaunuTe obsisaTenbHble aAns noceweHus nekumm. OowaTtbes
MO>XHO HEHaBA34MBO. Jlydlle Bcero pacckasbiBaTb M 0O6CYyXAaTb CTOPUK: NOAM Ny4dLle
BCEro 3anoMUuHatoT XMBbIE NPUMEpBI.

[MnwnTe pas B MecsL, MMCbMO CBOUM COTPYAHWUKAaM, B KOTOPOM AENUTECH C HAMMU
NCTOPUSIMU U3 XM3HM opraHm3aumnn n Tem, Kak cnegoBaHue NPUHLMNAM UMK UX
UFHOPUPOBAaHME MOMOITO B CIOXHOW CUTYaLUX N YXyALIUIIO ee.

Beiclunm nunoTtaxkem dyaeT, ecnuv Bbl 4aanUTe UM BO3MOXHOCTb KOMMEHTMPOBATL BaLUK
nctopuun, obcyxxgatb UX U 4enNUTbLCSA CBOMMU pacckasamun. Ho paboTta ¢ obpaTHou
CBA3bI0, 6e3ycnoBHO, TpebyeT 6OMNbLIOro MacTepcTBa U BPpEMEHWU. Tak 4TO TPE3BO
OLleHMBaNTE CBOW CUSbl M NOAFOTOBLTE NflaH KOMMYHUKaLNA,

3. NTOOABAUTE JINYHbIW NPUMEP.

Bce nomkHbl ObITb paBHbI Nepen NpUHUUNamu, gaxe Bbl. ECnu komMmy-1o MOXHO
UrHOPUPOBAaTbL NpaBunia, 3TO MOXHO BCEM.

BcriomuHaemcs criydau, koeda y Mmoez2o dpyeaa Ha pabome epomoariacHO obbsasusiu, 4mo
ombop pykosooumerseu rnpoekmog bydem ocyuecmerisimsCsi Ha OCHO8e
mecmupogaHusi. Mecm 661510 Mario, U MHoaue pykogsooumersiu xomesiu rnorpobosams
ceou curibl. MoxHo npedcmasumeb, Kak CUSTIbHO OHU 803MyW,arnuchk, Koeda rniemMsaHHuUua
e2eHeparsibHo20 dupekmopa bbina ebibpaHa, xoms «3asasiusna» mecm. [locrie amoao
b6osbwe rnornoeuUHbl ymeepKOeHHbIX pyKkogodumeriel CHAMU C80U 3as18KU.



TpyaHO noBepuTb, HO «capadpaHHoe paano» caenaeT NnodobHble CUTyaLUmMmn JOCTOAHMEM
rmacHOCTM ropasfo paHblle, YeM Balle opuLmanbHOe KOMMIOHUKE.

4. MOOLWPSAUTE TEX, KTO COBNIOOAET NPUHLMUNbI.

OOHUM M3 caMbIX JENCTBEHHbIX METOAO0B MNOKa3aTh, HACKONBbKO BaXXHbl 1 MOME3HbI
9NeMeHTbl Ballen KyJnbTypbl, — noowipeHne rnoeeaeHnd, COoTBeTCTByroLlero npnHUnnam.

Ecnn coTpyaHWK ocTaHOBUIN KOHBEWEP M YKa3an Ha owwnbky, Harpagute ero. U
obA3aTesnibHO pacCcKaXXuTe BCEM B opraHu3auunu, 3a Yto. [pu aTom cama Harpaga Toxe
OOJSMKHA COOTBETCTBOBATL AYyXY M3MEHEHUN. Ecnu Bbl NPOCTO byaeTe «3aknabiBaTb»
nogen npeMmmsimu, KoHBenep byaeT octaHaBNMBaTLCS MO CTO pa3 B EHb, a B AeTarnsx
Ha4yHyT nonagatbca AedeKkTbl, caeflaHHble HAMEPEHHO C TEM, YTOBObLI MX MOTOM HaANTW.

[eHbramy MOXXHO M HY>KHO NOOLWPATb, €CNX KOMMNaHMA Oblfia cnaceHa OT OrPOMHbIX
yObITKOB UM NpeanoXxeHne aacTt en pekopaHyto npmnbblnb. A 6onee mernkne (HO He
MEHee BaXkHble JOCTUXEHMA) MOryT ObITb HarpaXgaeHbl AONONHUTENbHBLIM 0By4YeHneM,
BbICTYMSIEHMEM HA KOHJEPEHUMN U T. 4.

[MooymanTte 00 oTAenbHOM NporpamMme MoTUBaLUUK MO KOPNopaTUBHOW KynbType.

5. MPOBOAUTE OBYYEHUE.

He Hy>KHO 3acTaBnsATb COTPYAHUKOB 3ay4MBaTb NPUHUMMNLI HAN3ycTb. HO MOXHO
pa3bupaTtb C HUMU CIOXHbIE CUTYaLIMN U pacckasbiBaTb, Kak crieqoBaHMe HopMam
KOPNOPaTUBHOWM KYNbTYypbl MOMOraeT CNpaBUTLCSA C TPYAHOCTAMM.

OcHosol KopriopamugHoU KyIibmypbl KOMIaHUU <)KOHCOH & [>)KOHCOH» S8r1siemcs
Kpedo. Omo dokymeHm Ha 00Hy cmpaHuuy, 8 Komopom 0bo3Ha4YeHbl 8C€ OCHOBHbIE
npuHyunsl kKomrnaHuu. Kozoa s npuwern 8 MOCKOBCKUU ogbuc KoMraHuu, oHa 6ypHo pocria
u 83aumodeticmeosaria ¢ bosibwum Koriudecmeom borbHUY U 2ocy4pexxdeHud. [podaxxa
dopozocmosiuie2o MeduuuHcko2o obopydosaHusi — 0080JILHO CrI0XXHas obriacme
bu3sHeca. bornbHUUbI MOo2ym 3aKyriame 0bopydosaHue mosibKo Ha brodXXemHbie
cpedcmea, a rnoka bropokpamu4yeckasi MawuHa bykcyem Ha mecme, cmpadarom Xueble
odu. B cuny amozo wupoko bbina pacripocmpaHeHa rpodaxxa 8 Kpedum U paccpoyKy.

C 00HOU cmMOpPOHbI, HE06X0OUMO 8Xx00UMb 8 rosiIoXeHue oucmpubbromopos u 6osibHUY U
rnocmaersisime UM HO8ble 3aKa3sbl, Ioka He rpuwinu 0eHbau 3a rnpeodbiOyuwue KOoHmMpaKkmeil.
C Opyaol u caMuM HY>KHO Ha 4mo-mo Xumk..

Lns pa3bscHeHUs mopaosbiM ripedcmasumerisim, Komopble pabomarnu HarnpsMyr C
KOHmMpazeHmamu, kak cebss eecmu 8 noOobHbIx cumyauyusix (a HyXHo 3aMemumsb, Ymo
compyOHUKaM rrnamusiu 3a chakm rpoodaxku, a He 3a riocmyririeHue cpedcms), bbinu
op2aHu308aHbl MpeHuHau «DuHaHcb! 0511 HebUHaHCUCMOo8 .

U xoms Ha obyyeHuu rnoOHUMaruch ropududeckue u ghUHaHCO8bIe 8OrPOChkI, dMuYecKas
cmopoHa soripoca bbina kroyesou. M 8 Hadare u 8 3asepuieHue Kaxxo0o20 OHS Mbl
obpawanuck K Kpedo, paccka3sbieass HalwuM criywiamerssimM, rnodyemy credyem
rnocmyrnamb mak, a He uHaye.

6. PACCKA3bIBAﬂTE OB YCIMNEXAX U HEYOAYAX. BYAbTE OTKPbIThI.
NMPA3SOHYUTE NOBENbI BCE BMECTE.

Camoe CroXHoe B KOpnopaTUBHOM KynbType, OCOBEHHO Mpu «yry4dllansnHre», — co3gaTb
4YyBCTBO €QMHEHUA U NOKTSA. ECnu cCOTpyAHUK IopMaMYeCcKoro otaena ayMmaeT, uTo
NPOEKTbI, NPOBOANMbIE B «PO3HULIE», EMO0 HE KacaloTCsl, YTO NPUHLUMMbI — ANS1 KOro-To, a
He ONsl HEero, HUYero He nony4dnTca. MHorme Mom NPoeKThbl 3aBepPLUANnUCh YCMELLHO yXXKe
Ha caMblX paHHUX CTagusax, koraa noan n3 pasHbix oTAenos, paboTtarwLwmne Hag ogHUM



npoueccom 6onee 20 neT, cagunucb 1 pasrosapusanu apyr ¢ gpyrom. He nucanu gpyr
Ha gpyra «Ccrnyxeokm» n goknagHble, He 0OBUHANKN OPYr Apyra BO BCEX CMEPTHbLIX rpexax,
a npocTo caaunmcb 1 rosopunu no gywam. M otkpeisanu gna cedbst MHOro Hosoro. [laxe
caMble CrOXHble BOMPOCHI, He peluaBLUneca gecaTkamMm fieT, CTaHOBUITUCh NPOCTbIMU U
MOHATHBLIMUM 32 BpeMSA O4HOW YallKku Kodoe (OKOMo NaTHaguaTy MUHYT).

Tak 1 B NpuBMBaHUN NPpUHUMMNOB. Ecnn Bbl pagyeTech BMECTe yCneLHOMY NPOoeKTY,
pacckasblBaeTe 0 HOBbIX pa3paboTkax UM OTKPbITO FOBOPUTE O TPYAHOCTSX, KOTOpble
nepexunBaeT KakoW-TO U3 OTAENOB, Bbl TEM CaMbIM CKpennsaeTe noaen BMecTe.

U nocnegHee

JTroBble npuHUMNbI M NpaBuia OOSMKHbl COOTBETCTBOBATL AYyXY BpeMeHu. Ecnn Bbl
4yyBCTBYETE (M BaM BCe HAaCTOMYMBO rOBOPAT 00 3TOM), YTO HY>KHO BUOOU3MEHUTL
KrntoveBble NonoXxeHnsa nnm 0obasnTb HOBLIE, 3HAYNUT, CTOUT 06 3TOM 3agyMaTbCA.

Hu4yero He MeHATb U CTepeTb BCe, 4YTO ObIno paHee, N HarimcaTb HOBblIE NMPUHLUIMbI — ABE
OAMHAKOBO MJ1OXme nagemn.

Bam TpebyeTca TwaTenbHO B3BECUTL M 00aymMaTb BCe, YTOObI COXpaHUTb S4p0, Ha
KOTOPOM 3mXAeTCcs AyX Bawen opraHnsauun. Y Bmecte ¢ Tem — co3gatb bonee
MOHATHLIE W aKTyarnbHble (POPMbl BbIPaXXEHUSI TEX NpaBusl, KOTOPbIMUA Bbl
pYKOBOACTBYeTeCh B BU3Hece.

'maBa 10
KoHTponb, 1 He TONbLKO...

«Bce nog KoHTponem» NepeBoanUTCs Kak
«Bce Bugum, Bce 3HaeM, HO HUYEro HEe MOXeM nogenaTb».
Nopbkasi uHmepHem-wymeka

YTpo nocne npasgHuka

OgHM 13 camMblX He BOCMETLIX B OU3HecC-nuTepaType NsinoB B ynpaBreHUn rnpoektTamm
ctan «adekT 3aTyxaHma». UTo ato Takoe? [peacraBbTe cebe kapTuHy. Bawa komaHaa
ycrneLwHo 3aBepLunna u npeseHToBana pesynbtaThl NpoekTa. Hanpumep, uenb 6bina
CHU3NTb ONUTENbLHOCTL MpoLlecca Npon3BoacTBa CTosoB Ha 15 %. Llenb gocturHyra.
[Mpouecc ynydweH n Ha bymare BbIrnaauT NPOCTO WKKapHo. bonee Toro, Bbl gaxe
NPOrHO3npyeTe, YTO MPU COXPaHEHUN TEKYLLMX TEMIMOB NOBbILLEHNA 3PJEKTUBHOCTH
Yyepes 4 mecsua cpok cokpaTtutca ax Ha 30 %.

CnoHcop B BocTopre. Bam BpyyatloT Mefarb 1 BbIMUCbIBAOT AEHEXHYI0 npemMuto. Bac
OTNPaBSAT Ha KOHdepeHuuto... B obuem, yBaxxaeMbin YnTaTenb, CyTb BaM SICHA.

Uepes rog Bbl naeTe no uexy v nonagaete Ha NpousBoACTBO CTonoB. U... yacaeTtecs.
Bce nponcxoanT coBceM He Tak, Kak Bbl Aymanu. Ha Bcakum cnydau genaete 3amepsbl. A
OHW OEMOHCTPUPYIOT, YTO BpeMd Ha NPON3BOLCTBO OAHOrO CTOMa He NPOCTO BbIPOCHO, HO
N CTano fonblie, YeM 40 Havana Bawlero npoekra. (Hanpumep, onurtensHOCTb
yBenuyunacb Ha 20 % no cpaBHEHUIO C HaYanbHbLIMU 3aMepamMu.)

[‘oBOpS NpoLe, BCe cTarno elle Xyxe, 4emM Oblfio 40 Ballero BMeLlaTenbCTBa B NpoLecc.
OTO 1 Ha3blBaeTCs «3PPEKTOM 3aTyXaHNS.



Ho nodemy Ttak npoucxoaunt? [JaBanTe Kak y>Ke OnbITHblE «yrydllan3epbl» UcKaTb
KOpPHEBbIE NPUYNHDbI:

1. MOCIE HAC XOTb NOTOI.

[epBas, oHa e 1 camas baHanbHas. Jlloan He NPUBBLIKNM AyMaTb cTpaTerndecku. v
Ka)keTcsl, YTO JOCTUTHYTble pe3ynbTaThl 6yayT nogaepxusaTb cebs camun. HaBepHoe,
BCE TBOPLbI MOMnararT, YTO UX AeTuLla NepexnByT Ux B Bekax. Ho gaxe nupamuabl, 3Tu
KMBblE CBMAETENbCTBA YEIIOBEYECKOrO reHns, paspyLiarTcsi MeafieHHO, HO BEPHO.

2. NIOON NPNXOOAT N YXOOAT.

Hwn oguH, gaxe cambii aBTOMaTU3NPOBaHHbLIW NPOLECC B MUPE He cyllecTByeT 6e3
ydyacTtusa nogen. Nommmo HenocpeacTBeHHO PYHKLUUM UCNONHUTENEN, COTPYAHUKN
(0ocobeHHO Te, YTo paboTaloT B OpraHu3aummn 4osnro) sBAsiTCA ewe N XpaHUTensamu
3HaHMKN 0 HeM. /1 xOTSa pacxoxaqa dopasa yTBepXaaeT, YTO «He3aMeHUMbIX Noaen He
ObiBaeT», NOBepbTE, 3TO HE TaK.

Ecnn ueneBoun npouecc He onucaH, ecrnn HoBbIN cnocob paboTbl HE 3aKMOYEH B
NPOYHYO0 OPOHIO CTaHgapTa, TO BCe, YTO Y Bac OCTAEeTCH, — 3HAHUS, KOTOPbIE
nepenarTcs U3 yCT B yCTa N CO BPEMEHEM UCKaXXaroTCA.

Ha o0HoM u3 moux rnpoekmos oOuUH U3 4rieHo8 KoMaHObI, pabomaswul 8 rnoo-
pasoersieHuUuU, 8 KOmopoM Mkl YUHUIIU ripouecc, rnpeodsrioxXus arne2aHmHoe u
agpgbekmusHoe peweHue. OH noMeHs ornpederieHHbIe HacmpoUKU 8 ripozpamMme U
cdernarn rnpocmeHbKUl om4yem, KomopblU r10380s151J1 COKpamume epemMsi cbopa
HeobxodumoUu uHgbopmauuu 8 paabl. Pe3yribmam oka3aricsi HacmoJsibKo
owlerioMumersibHbIM, 4mo O KaKkomM-rlubo OoKymeHmMuposaHuUuU 8ce rpocmo 3abbiriu.

OTOPBAHHOCTb OT XXU3HU NPU ONPEOENEHUN NMPOLECCOB N UX METPUK -
NCTOYHUK MOCTOAHHBLIX KOH®JIMKTOB MEXOY BU3HECOM U
TEXHOJIOFAMU.

CompydHuUK mak u rpodosnkasn eOUHOMUYHO rnoddepxkusame ceoe peweHue. Hepes
Mecsiy, OH rioripocur rpubasku, emy omka3sasu 8 docmamo4Ho epybol ghopme, U OH,
roxkas risiedamu, yulerl.

A yxe Ha credyrouwull OeHb e20 pa3bIicKugarsiu 1o 8CeM U38€CMHbIM KOHMaKmam, mak
Kak bbl1510 HEMOHAMHO, YMO, KaK U 8 Kakou rocriedogamerisHocmu oesiame.

3. CTAHOAPT HE ONMMUCAH U OINMUCAH HEOOCTATOYHO NOAOPOBHO.

O6opoTHasa cTopoHa npeablaywero nyHkra. Hobi cnocob paboTbl nnn 0CO6EHHOCTH
npoAaykTa HUrae He 3adoMKCMpoBaHbl, NMBO 3TO caenaHo odouumarnbHO, CIOXHO U
HENoOHATHO. Hanpumep, BMECTO MPOCTOro PUCYHKa UMK MOHATHOW NaMATKN COCTaBIEH
NATUCOTCTPAHUYHbLIN OOKYMEHT, MOHATb KOTOPbIN 4O KOHLUA He CrocobeH aaxe ero aBTop.

Kpome Toro, ctaHgapT MOXET He BKIoYaTb B ceba Menkue, HO BaxHble agetanu. pyrumm
crnoBamu, ObITb HEAOCTATOYHO NOAPOOHBLIM.

4. HET AAHHbIX UJTN UX CITULLKOM MHOTO.

Y ntoboro npouecca ectb METPUKM 1 NokasaTenu (bonee nogpobHo cm. rnasy 3). Ecnu
MeHSeTCsa npouecc, To, Mo fornke Bellen, JOMKHbI MEHATLCA U MeTpUuKn. Unn xota Obl
OOMYCKN — 3HAYEHUS, NPU KOTOPbIX Mbl MOHUMaEM, YTO CUTyauus yxyaLwaeTcs.

[axxe ecnv coTpyaHUKM BbIMOMHSAOT NPOLIECC naeanbHO, HaM BCe paBHO TpebyeTcs
Hekas MHopMaLmsl, YTOObl MOHMMATb: Kak CaMoYyBCTBME NauueHTa?



[MpenctaBbTe cebe, YTO Bbl — Bpay, KOTOPbIM MOXET Ha rnas onpeaenutb ftodon
TpebyeMblin nokasaTternb, HO NP 3TOM He 3HaeT, HopMaribHO NN TO UM MHOE 3HadeHne?
[MTaumeHT Xxanyetcs Ha 6onb B Hore. Bbl namepsiete ero temneparypy u nonyyaete 36,8.
OTO HOpMarbHO NN HET? VIMeeT N OTHOLLEHME K Xanobe unu HeT?

To xe 1 ¢ npoueccom. CUCTEMbI FEHEPUPYIOT ThICAYM OAHHbIX, HO Mbl HE MOXEM UX
NHTEPNPETMPOBATb U CMOTPUM Ha HMUX KaK HA OpHaAaMeHT Ha ApeBHeM KoBpe. Kpacueo, HO
OeccMbICNEeHHO.

5. HET NMJIAHA 3BAKYALIUW.

Honyctum, Bbl pewmnnn npobnemy ¢ gaHHbIMU. KTO-TO ux perynapHo cobupaer,
obpabaTtbiBaeT 1 gaxke MOXET cKa3aTb, XOPOLUO UMK NIOX0 PYHKLMOHMPYET
yry4dLweHHbIn cnocob paboTsl.

TonbKo HUrge He nponucaHo, YTo AernaThb B crydae, ecnv cutyauns HavymHaet
yxyawaTtbcs. MHoro pas Ha 3awmTte oyayuwme kaHanaatel B UepHoble lNosica
npoBanueanuck y MeHst nocrne sonpoca: «Ok, cuTyauusi nocre yrnyduweHus CHoBa cTtana
wBax. M yto genatb ganbwe?» Yalle Bcero Ha yxyalieHue nodoro n3 BbibpaHHbIX
nokasaTesnen s nosyyarn OTBeT «HaA0 NpoaHanuM3npoBaTb CUTyaumMo» NN «cobepem
coBellaHue». A Tak 1 npeactaBnaAto Naen, y KOTOPbIX FOPUT 3akas, crioMancs CTaHoK
NN He Bblla NonoBMHA COTPYAHMKOB, @ Y HUX MPOCTO HET rOTOBLIX NpoLeayp Ha
nono6HbIN cnyyan=.

6. BCE MEHAETCA.

EcTb Bewu, KOTOpPble HE 3aBUCAT OT HAC, MPONUCXoOAT HEOXKNOAHHO UM CITULLKOM 6bICTpO
N Ha KOTOPblE Mbl MPAaKTU4YECKN HE MOXEM BITNATD. O[QHaKo 3TO He 3HA4YUT, YTO Mbl He
AOJTXKHbl Y4NTbIBATb HOBbIE BEAHNA B pa60Te N MEHATBLCA B COOTBETCTBUN C HAMN.

Ecnu npegyioXKeHHbIE N pa60Ta+ou_|,|/|e CXeMbl BCTYMNakwT B NpoTnBopeymne ¢ HoBbiIMA
TEXHONOrMAMN, naeaMmm nnn apyrnMmm npoueccamm, X MO>XHO U Hy>XXHO afanTnpoBaTb.

[OaBanTte nocumtaem, yBaxkaemble KPOThil...

BcnomMHum HeHagonro puc. 3 na rmasbl 4. (Ong ygobcTtBa uMtaTtensa U ycTpaHeHus
NOoTEPb BPEMEHU NPU NEPENUCTLIBAHUM NPUBOLANM €ro 34echb.)

Exennesnas

FMposKT No peLIsHHAM pyTMHa
Paspaborka nnasa E:?:;:::po“"m
MpoexT ne gymyuwaRIuAry » 10, YoM petenwit
Voo ) Ciop pawnon D Avanws Y Powormn ) Tectiposane
e
BpesaHHan wrane

Puc. 3. ®a3bl npoekmos ro «yryduiati3uHay»

Ecnv nomMHUTE, Mbl TOBOPUIK, YTO 0OCYAMM, NOYEMY KOHTPOSb HECKOSNBKO CMELLIEH Ha
pucyHke. 1o cyTu, HY>KHO FOBOPUTb O HECKOJBbKMX «KOHTPOMSAX>.



1. PASPABOTKA NMAHA KOHTPOJIA.

UTo 31O Takoe? A 3TO Kak pas Halwla AnarHoCTuyeckasa kapTta v nnaH aBakyauum B O4HOM
nuue. pyrmmn cnoBamu, Habop METPUK U NX LEeNeBbIX 3HAYEHUI, KOTOPbIE NOMOratoT
onpegenuTb, paboTaeT nn yny4lleHHbIN NPoLEeCcc Kak Hago UiKn YTO-TO B HEM He TaK.
Hanpumep, HanncaHo, YTo BpeMS Ha NPOLLEeCC He OOSMKHO npeBbiwaTth 2 Yaca 10 MUHYT.
Kpome Toro, nfiaH KOHTPOJSISA COOAEPXKUT KOHKPETHbLIE Warn, KoTopble HE0OOX0aMMO
NpeanpuHATL, eCn BpeMs Ha NPOTSXKEHUM Tpex AHen coctasndeT 2 yaca n 30 MUHYT
nnn donbLue.

2. KOHTPONb NPOEKTA MO BOMMOLWEHUIO PELLEHUW B XXU3Hb.

Heobxogmnmo otcnexuBaTb Xo4 paboTbl Hag UCNOMNHEHNEM NNaHa BHeapeHus. N He
TOJIbKO C TOYKM 3pEHUS cCOBNIOAEHNSI CPOKOB 1 NOCHeaoBaTENIbHOCTU PELLUEHUIN, HO U
COXpPaHEHUs UX KIto4eBon CyTU. B NpoTMBHOM criyd4ae MOXHO CTOSKHYTbLCA C CUTyaunen,
Korga Bce popmarbHble TpeboBaHUs cobntogeHbl, HO HUYEro He paboTaer.

Hukoeda He 3aby0dy rpoekm ro yry4uweHuUto 3aKkpbimusi oriepalyuoHHo20 OHA. Koada s
rpuexarl ¢ rnposepkou, s ucreimarn Hacmosawul wok. Bce mpebyemoe obopydogaHue
661710 ycmaHOo8/1eHO, MOJIbKO 8Ce HacmpoUKU bblriu HEKoppeKmMHbIMuU (U
coomeemcmeeHHO Hu4e20 He pabomario mak, kak bbirio 3a0ymaHo). Arogheo3om
KoMu4YHocmu bbir1 MOMeHM, Ko2da MeHeDXep, 0meemcmeeHHbIU 3a NMpoekm, das MHe
dokymeHmauuro. CHa4ara e rnepeou rosioguHe cmoriku 6biriu ece 3aMemku u
Hapabomku KoMaHObI «yry4qwall3uHaa», NoO4YepKHymsble U 4ymb /iU He rnepeessi3aHHbIe
KpacHou rieHmo4kou. A 3amem 6e3 riepexoda urnu daxe kako2o-1ubo, rnyckau
gopmaribHo20, 06 bSCHEHUS — COBEPUIEHHO Opyaue epaguku, paspabomku, Hacmpouku.
M Hukmo npo amo He 3Harn. To ecmb hopmaribHocmu cobritornu, a 0aribuwe — Kak Xo4y,
mak u eopouy.

3. KOHTPOJIb CAMOI'O YNYHLWUEHHOIO NPOLUIECCA.

Bbl He noBepuTe, HO NSlaH KOHTPOJSISA HY)KHO HE TONbLKO HanMcaTtb, HO U UCMNOMHATD...
3amepbl, KOTOPbIE HY>XHO CpaBHMBATL C MiaHOM, HEOOXOAMMO KOMY-TO BbINOHATb.
[Mfpobriema B TOM, YTO 4YacTO Tak: 3aMepurim oauH pas no rpadouky (Hanpumep, Heaenu
yepes ABe), 1 Bce. A 3a4eM eLle MepUTb, BCe e XopoLlo? CKaxy No CEKPETY, YTO
npoLecc MOXHO Ha3BaTb cCaMOperysiMpyroLnMMcA, nocne Toro Kak B TedeHue roga (oa-aa,
Bbl HE OCIbILIANnnCb) BCe rnokasaTenn Obinn B npegenax 4onyCTUMbIX OTKIOHEHUA UNU
MOIIN ObITb OO BACHEHBI KAKUMN-ITMOO NpniYnHamMn (BHE3arHbI pa3oBbIv OTKa3
9HEeprocucTem, yparaH, ceagbba reHeparbHOro gupekropa n T. a.).

A 3a4eM BbINIo HY)XXHO 3TO CKy4YHOE MOBECTBOBaHMeE, cnpocuTe Bbl? Nnoxoe noHMMaHue
BMAOB KOHTPOMSA NPUBOANT K NOSIBIIEHMNIO HECKOJTbKMX BaXKHbIX NOABOAHbLIX KAMHEN,
KOTOpPbIE MOTYT UCMOPTUTL BCE B NOCNEAHUIA MOMEHT.

1. KOMAHOA HE MEHAETCA NPU NEPEXOAE K BHEAPEHUIO UJTN MEHAETCHA
NOJIHOCTBbIO.



N 1O n gpyroe narybHo. AHannTuKkun, BbisiBnsowme npodbrnemol, MOryT He pasbunpartbcs B
TOHKOCTSIX Bbl6MBaHUSA BIOOKETOB, COCTaBeHUs 6e3pa3MepHbIX 3asBOK U ybanTbiBaHUS
Ba)HbIX LUMLLEK, YTOObI NONYy4YnTb PUHAHCMPOBAHME U PECYPChI ANsl NPETBOPEHUS
peLeHnin B Xun3Hb. [lpyras KpaHOCTb — CMEeHa KOMaHAbl MNOSTHOCTbLIO MPUBOAUT K TOMY,
YTO NPOCTO HET YenoBeKa, KOTOPbIN Bbl OOBACHUST, YTO XE TaKoe reHnaribHoe OHN
npuaymMmarnu, a Takke NPoKOHTPONIMpoBar, YTo Mo NyTU HE NOTEPSAETCHA HUKAKNUX BaXXHbIX
petanen.

2. MPOMBIWEHHOE NCMNOJIbSOBAHME HAHMHAETCA EWLE 0O OKOHYAHUA
TECTOB.

Ha o0HOM u3 Moux riepebix rpoeKkmos KomaHoe rpukasasnu e800UMe peuwleHue (Ho8bIl
UT-npodykm), komopoe He bbir10 00 KOHUa rnpomecmupoeaHo. 5 04eHb CUsIbHO
go3pakarl, Ho afiaeHbIl udeosioe coenacurscsi. Okasasnocb, YmMo peweHue He 6bIro
paccyumaHo Ha 02pPOMHbIU MOMOK riocmynaruux O0OKyMeHmMos. A danbwe y MeHs U
Kosiriee 6b11o 3 He3abbigsaeMbix 6€CCOHHbIX Hederlu, Komopkle Mbl 0 CUX 0P
8CrIoMUHaeM ¢ OPOXbIo 8 20J10CE.

3. HUKTO HE NOATBEPXXOAET 3®®EKT U HE NOABOOUT UTOTW.

Ecnu Bbl NOMHUTE, B HA4arne nNpoekTta Mbl yCTaHaBMBaEM LIENN, KOTOPbIX, N0 uaee,
OOIMKHbI 4OCTMYb. 1o MoeMy onbITy ToNbKo B 30 % NpoeKkToB MO «YIydllan3nHry» KTo-TO
BOOOLLE O HUX BCMIOMMHAET B KOHLIE.

[a n 3a4em? Bbl NpOBEPHYIIN CNOXHOE Aeno (4encTBUTENLHO CroXHoe, 6e3 Kannu
capkasma). PaspaboTtanu cynep-nynep npuKosibHbIN MPOLECC, Crnocob, LWTYKOBUHY

(capka3m HapacTaeT). KoMy kakoe geno 4o Toro, YTo TaM B Havarne Hakansikarnm Ha
bymaxke (KpewieHao!).

CYTb NPOEKTHOWN OEATENbHOCTU B TOM, YTOBbI CO30ABATb U
MPOBOBATb, A HE UICKATb EOUHCTBEHHO NPABUJIbHbIA OTBET.

Hukoro npun 3TOM HE CMYLLAET, YTO.
— uesinm He JOCTUrHyTbl HaCTU4YHO UJTU NOJTHOCTbLHO,

— Mbl MOMYYMUNM COBCEM ApYyrne pesynbTaTtbl, TO €CTb HE TO, YTO Mbl MfI@aHUPOBanu
(MOBbLICUITM CKOPOCTb OOCYXXUBaHUA, @ JOMMKHbI ObINIM CHU3NTL KONNMYeCTBO bpaka);

— pacyeT adbhekTa OT NpoekTa He NO3BONSAET ONpPeaennTb, JOCTUIMU Mbl YETO-TO UMK
HeT.

OTaenbHO CTOUT pacckasaTb Npo nogcyeT adpdekTa.

Bo-nepBbIX, Yalle BCero B MOMEHT TECTUPOBaHUSA peLLEeHNs O4YeHb CITOXHO AaTb
dakTnyeckn noaTBePXKAEHHLIN 3P EKT, MNOCKOSbKY eLle TpedbyeTca Bpems (Mecsaubl,
nonyroaus), YTodbbl NOATBEPANTL €ro Ha npakTuke. Ho apd ekt cuntaeTca Ha MOMEHT
co3gaHua nnaHa KoHTpons. U nonydaeTtcs, 4To Ha 6ymare adoeKT orpoMeH, HO CrycTs
rol ero HUKTO He NpoBepSET N cka3aTb AOCTUMNA N KOMaHga XoTb Yero-nubo,
OOCTOBEPHO HEBO3MOXHO.

Bo-BTOpbIX, Npu nogcyeTe HeT yyeTa 3aTtpaTt. A 3a4yem? Mol e genanu
NHTENNEeKTyanbHoe ynpaxxHeHne, B KOMaHOMPOBKN He e3annn n T. 4. Ho no3sonbTe,
KOMaH4a TpaTura cBoe BpeMs (KOTOPOe MOXHO y4eCTb B AeHbrax), 3Ha4uT, KOMMNaHuUs
Hecrna anbTepHaTUBHbIE U3OEPXKKN, CBSA3AHHbIE C TEM, YTO paboTy 3a YfIeHOB KOMaHAbI



nnbo HUKTO He genan, NMbo NpULLNoCh NnepepacnpenensaTe 00A3aHHOCTU M MOBbLIWATL
HarpyskKy.

Hy n HakoHel, B-TpeTbuX, NMOMHUTE OETCKYIO 3aragky «Ha ogHon bepeske pocno

3 sabnoka, a Ha gpyroun 4. CKornbKo Bcero a6nok?»? NpaBunbHbln OTBET: Ha Bepesax
s6110kM He pacTyT. ABCONITHO HE Ba)KHO, YTO HOBbIN MPOAYKT MOXET BapuUTb Kode, ecnu
Npu 3TOM Ka4yeCTBO YnpaBrieHUs Kak ObIfio NAOXUM, Tak TakKMM MU ocTanocb. TyT ABYX
MHEHUN ObITb HE MOXET. Takom NPOEKT CTOUT NPU3HaTb NPOBasibHbIM.

Xopolumn MexaHuK Bcerga cmasbiBaeT TOpMO3a...

[1510X0ON KOHTPOJSIb B «ynyyllan3uHre» BpeauT He TOSTbKO pedyfibTaTaM O4HOro npoekra.
B nepByto o4yepenb OH co3faeT y Bcen opraHmsauum 4yBCTBO HECEPbLE3HOCTU U
MYNbTALWHOCTN BCEINO NPOUCXOOALLErO.

CyauTte camu. [NpuxoaaT Kakme-To Noan Co 3HaMEHeM «YNyyllan3uHr — Hallle BCe», YTo-
TO AenatoT, JOCTUratoT NepPBbIX Pe3ynbTaToB, Nony4yatT 6oMbLIne NPEMUM N HOBbIE
LLUOKONaaHble AOIMKHOCTY, a Aanblue... XOTb TpaBa He pacTu. A pe3ynbTaTtbl NPOEKTa
CTOSIT Ha CBOMX NOANOpKax, Nnoka Te He OTBanATCs U He norpedyT nog cobom HNYEro He
noJo3peBatoLLMX UCNOMNHUTENEN, KOTOPbIX OHW JOJMKHbI ObINMN 0CYACTNNBUTD.

A TyT ntoan noHMmaroT... JTlobon NpoeKT — urpyLuka, cnocod nonyvnTb eLe ogHy NpemMmio
3a ux cyet. M noBepbTe, NepeybeanTb nx dyaeT NnpakTUYeckn HEBO3MOXHO.

OTyamBaTtbcs, NpaBaa, Toxe He cTouT. [pn cobnogeHnn HECKOMbKUX MPOCTbIX
pekoMeHaauUui MOXHO n3bexaTtb HexenaTenbHOro pasBuTUS CoObITUN.

1. BHUMATENBHO OTCNEXNBAUTE MPOEKTbI MO XO4Y X PEAJIM3ALIUN.
HNWYEITO HOBOI'O 34ECb HE CKAXY — HUATAUTE IMABBbI INMPO CINOHCOPOB
N YTIPABIIEHVE NMPOEKTAMN.

2. ECI TMPOEKT OOCTUI FPAH,EI,I/]OSHI:IX LI,EJ'IEI7|, HO HE TEX, YTO BblJ1
3AABJIEHBI, CPOYHO OTIMPABITANTE EI'O HA JOPABOTKY. OAXE ECJIN
KOMAHOA BYOET CO CINIE3AMW HA TTIASAX KITACTbCA, UTO «BCE B NMOPAOKE,
LLUE®D>.

3. OBA3ATENbHO NPOBEPANTE 3KOHOMWNYECKNN 3ODEKT — M PACYETHbIW,
N GAKTUYECKNN. MOXETE MOPYUYNTb 3A0AYY ®UNHAHCUCTAM. NYCThb
MPOBEPAIOT. ®PAKTUYECKNN TOXE HY>XXHO OTCNEXMBATbL MO XOoA4y
BHEOPEHWA PELWLEHNN. A HE TAK, YTO NOAOXOANW rof, A MOTOM MOHANN,
YTO HNYEIO HE MONY4YNIOChb.

4. CO30AVTE MNNAH, B KOTOPOM:

a. onpenenuTte METPUKN, KOTOPblE AEMOHCTPUPYHOT 300POBbE TOr0, YTO Bbl YNy4LInnun (1
nocTapanTecb 000UTUCH HECKONBKUMM),

b. ycTaHOBUTE KOPUAOP 3HAYEHUN ONS 3TUX METPUK (TO eCTb OT U [0),

C. onpegennTe, Kak 4acTo U Kakum obpa3omMm CTOUT NPOBOAUTb U3MEPEHUSA ITUX
nokasaTernen (roBopsi NpoLle, oTkyaa ux 6pathb),

d. cocTaBbTe CMNCOK KOHKPETHbLIX 4EUCTBUIN, KOTOPbIE cnenyeT npeanpuHAaTb, ecrnm
nokasartenu yxygwarcs (cMm. Tabnuuy 2).

Be3ycnoBHO, AaHHbIN NNaH KOHTPONS YNPOLLEH AN HarnsiAHOCTM, HO NoBepbTe, byaeT
[OCTaTOYHO M ero Ha NepBbiX Nopax «yny4lansmHra.

5. KOHTPOJIMPYWUTE PE3YIIbTATbI YIIYULEHN KAXKObIN MECAL, BMNNOTb A0
[OO0A. B 3TOM OYEHb MOXXET NMOMOU4b MNAHEJIb YTPABINEHUA, NI A3WBOPA.



YTO 3TO? HABOP MOKA3ATEJIEW, BUPTYANbHAA NMPUBOPHAA MAHEJb,
KOTOPAA MNO3BOJIAET B PEXXUME PEAJIbHOIO BPEMEHWN OTCJIEXXUBATD
30OPOBbE BALLUMX YNYYLWEHWW, PELLEHWI, MPOLIECCA. ECINN HY>KHA
AHANOIMA, NOOYMANTE O NMPUBEOPHOW OOCKE B BALLEM ABTOMOBWIE.
MOCMOTPEB HA HEE, MO>XHO B JTIOBOV MOMEHT BPEMEHW Y3HATb YPOBEHb
TOIMNMMBA, CKOPOCTb A T.A.

6. HE MPEHEBPEFAUTE FEEMBA. MHOIOA NYYLUE OOVH PA3 YBUOETbL, YEM CTO
PA3 NMPOYNTATL B OTHETAX.

U nocnegHee

Ecnn npoekT, KoTopbIn 6bIn NPU3HaH ycnewHbIM, No pe3yrbTaTaM BOMoLweHnd
PELLUEHUI B XXN3Hb OKa3ariCsl He TakuUM YX KfacCHbIM, Kak Bbl npeanosnarann, He 6oMTecs.
[ naBHOE, HE OCTaBNSATb 3@ COOOM HEQOCTPOU N HEQOMOJSIBKN. BEpHUTECH K NPOEKTY,
NpoaHanu3npynTe owmnbKn, caenanTte BbiBOAbl (TONbBKO HE BTUXaps, YTOObI
PYKOBOAUTENN OPYrMX MPOEKTOB TOXe MOITN YeMy-TO Hay4YnTbCs) U, MO BO3MOXHOCTH,
caernanTe 3aHOBO C y4eTOM Npeabiaywmx owmndok n npocyeToB. B npoTnBHOM cnyyae
yrnyduweHns bygyT cumtaTbh HE YEM MHbIM, Kak NPeABECTHMKOM Kpaxa KOMMNaHUM.

Tabnuua 2.
[lpumep rnnaHa KOHMPOJsiA
— Y Cnocob Yacrota feicraun B cryuae or 5
N3IMEpEHWA nimMepeHuA HapyLweHwWA
1. NpoBepUTE TOMHOCTb
pacnpegeneHns 3aKa3oB Ha
Lnutens- Or 20 fo yyacTtke P6 WBeaHoRr A
HOCTh Ynyd- Paz 2. BeecTtk JONNUHWIC B pa-
23 MWHYT AHanua noroe
WeHHoro B 2 Hege- 6oty AnA KoMneHcauwu cna- MeTpoe B
Ha Becb U3 CUCTEMbI
npouecca nm 03 Nnpou3RoACTRa
npouecc
B MWHYTax 3. MNpoBecT no3TanHbIe CemMeHOB
3aMepbl AN BbIABRIEHUS y3-
KOro Mecra
3aKn4vyeHue

B Hawem 6usHec-coobLecTBe CyLLEeCTBYET BECbMa CTpaHHbIN Bogopasaesn. C ogHon
CTOPOHbI, €CTb COOCTBEHHUKUN, KOTOPbIE CBOMM YMOM U TPYAOM A0OOUNUCL O4YEHL MHOIOrO,
MHoraga gake NOCTPouUnu Uenblie MMnepuun, Ho NP 3TOM HUKOr4a He NHTepecoBanmnch
Hay4HbIM NOAX0A0M K BU3HecCy n He BepAT B Hero. Nx kymnp — Ctue [xkobc, yenosek, He
OKOHYMBLLNW KOSNNeaX, HO co3aaBLUM OQHY N3 CaMbIX KPYTbIX KOpnopaunmn Hallero
BpemMeHun. VIx gesns: «He Hy>XHO 3HaHUN, HYXKHO YyTbe».

C Opyrom CTOpPOHbI, ECTb Lienias apMust Ton-MeHeakepoB, HannYKaHHbIX 3HAHUAMW Mo
3aBA3Ky, HO... He BnageLwmnx HH4Yem cepbesHbiM (KpOXu B BUAE OMNLMOHOB Ha MOKYMKY
HebonbLIOW OO akunKn Yepe3 5 neT He B cYHeT). N y Kaxxgoro u3 aTnx MeHegkepoB CBOM
Y3KUIM y4acToK paboThbl, Yalle BCero pyTMHHOW, Ha KOTOPOM UM HYXXHO OT cunbl 5 % nx
3HaHMW. BClo CBOIO XXM3Hb OHU CYUTAKOT cebsa HEMPUBHAHHBIMU FEHUSIMU, KOTOPbIE
pa3bunparoTcsa BO BCEM.



B obwem, cutyauus kak y JleBa Kaccuns B «KoHayute u LLiBambpaHum»: «Jlrogu
YMCTBEHHOIO Tpyaa Nog4YMHANNCL BelamM U HUYero He Morfim ¢ HUMK nogenatb. A nogn-
MacTepa caMmu He UMENN BELLEW».

B utore mbl MeemM gBa OCHOBHbIX OTHOLLUEHUSA K «YINy4Yllan3nHry»: nnbo 3To YyLlb U
NycTOTa, HE AOCTOMHAasi BHUMAaHUSI, MOCKOSbKY M 6e3 BbiCLLEn MaTteMaTUKN MOXKHO rBO3db
3a0UThb.

IIn6o aTo xann, Ha KOTOPOM NOAHATLCSA HENMb3sl, HO MOXHO CPYOUTL Napy AeLleBbIX
aBaHCOB OT Ha4anbCcTBa. M B TOM 1 B ApyromM criydae ayautopus NposBUT NHTEPEC NULLb
K Mape UHCTPYMEHTOB OT CUMbl, HO HUKaK He OyaeT BHUKATb B CITOXKHbIE U NyTaHble
MOAENMN.

A 4yem Ham 3TO rpo3nT, cnpocuTte Bbl? A BOT 4YeM.

Camu nHmumaTopbl NepPeEMEH HAaYMHAOT CYMTaTb YIyYLEHUS YEM-TO HeCEPbE3HbIM. OHU
NPMBLIKAIOT K TOMY, YTO HE BaXXHO, KaK Tbl YMeeLlb Nofib30BaTbCA 3HAHUAMMU, rMaBHOE —
3a40p 1 napa yMHbIX cfioB. [NpodnTtas ogHy KHUTY (MycKkan gaXke TaKyk KNacCHYHo, Kak Ty,
YTO Bbl YMTAETE Cenyac), OHMU CYMTALOT, YTO YKe BO BCEM pasobpanuce.

A «ynyywansmHr» 3Toro He nNbuTt. OH He npoLaeT NOBEPXHOCTHOrO OTHOLLEHUS K cebe.
OH — egUHCTBO TEOPUN N NPaKTUKK. bes nobon n3 coctaBnAKLLKMX NPOLECC N3MEHEHUN
CTaHOBUTCS O4HOOOKMM, MOKOCUMBLUMMCA OePEBLEM, KOTOPOro NNLWUNK AOSMKHOro yxoaa
onbITHOro cagoBHMKa. OHO NPOCTO He ycneBaeT pacuBeCTU U AaTb BKYCHeWLLME nnoabl,
Kak ero cpybatoT noa camMmbll KOPEHb.

Ecnun Bbl XoTUTE BCEpPbE3 3aHNMAaTbCA MNMoBbILLEHNEM SCbeeKTVIBHOCTVI B OpraHn3auunm,
NMOMHUTE O ABYX KIMKOYEBbLIX aCleKTax.

1. BAM HEOBXOAVM MNMPO®ECCUOHAIT — NMPAKTVK N TEOPETUK B OOHOM JIMLIE,
KOTOPbIN HE TOJIbKO BCE COEJIAET, HO U NMOAIrOTOBAT CEBE CMERHY N3
BAWNX COTPYOHWNKOB.

2. BPEMA U TEPTIEHUE. PUM HE Bbll1 NOCTPOEH 3A HOYb. /A MNMOBbLIWWEHNE
QPPEKTMBHOCTW HE MOXXET CITYYMTBCA MO WENYKY BAWWNX TMAJIbLEB.

A ecnu 4YTo-TO NAET He TaK, KakK Bbl AaymMmaru, y Bac BCerga oCtaeTcd 3Ta KHUra. OHa
NMOMOXET BaM pa306paTbc;| B NMPU4NHax u HaWTWU BbIXO U3 CITOXHOIO MONOXEHUS.

A xenato BaM ycnexoB B yry4dLlEeHNAX 1 OFPOMHOro gpanea B Balumx npoekrtax. C moewu
TOYKWN 3PEHNSA, TOSIbKO Nony4vyas yaoBOSIbCTBUE OT HOBOro, MOXXHO OOCTUYb
BrevyaTnaroLwmx pesynostatoB. [Jo HOBbIX BCTpeu!



