aBa 4
[lepBble nodeapl

Korzma 9nen J/Iu Ha3HauMIum pyKOBOAUTENEeM OTfena TenedoH-
HOJI K/IMEHTCKOM Cy>KObl KPYIHOTO NPeANpUATHAA PO3HUY-
HOW TOPTOB/INU, OHA Obl/Ia PelNTeNTbHO HACTPOEHA U3MEHUTH
aBTOPUTAPHBIIl CTIUIb IIPEXHET0 PyKoBOAcCTBa. [lo aToro Jnex
paboTana B TOJl )ke KOMIAHUM, TOIBKO B OTJeJIe IOMEHBIIIE.
Tak 4TO B I|eJIOM OHa IpeAcTaBIsina cebe MpobIeMbl, C KOTO-
PBIMU MIMEeT JIeI0 ee HOBOe IofpasjeneHne. YOexx/jeHHasl, 9TO
CMOXKET M3MEHUTD CUTYAIMIO 32 CYeT OOJIbIIIell BOBIEUYEHHOCTH
COTPY/IHMKOB ¥ BHEJIpEHNsI HOBBIX IIOJIXOJI0B B pabore, JieH
IOCYMTajIa IIEPBOCTEIIEHHON 3afjayell BHECEHME U3MEHEHU
B KYJITYPY CBOErO HOAPa3ie/leH .

OHa Havaja ¢ TOro, 4To MyOINYHO OOBABNUIA O CBOEIT Lie/IN
Ha COOpaHMU COTPYAHUKOB. DJIeH U3JIOKIUIA CBOE BUJEHIEe KOp-
IIOPATVBHOI KY/IbTYpHI, IOfipa3yMeBaloliee aKTMBHOE y4acTe
BCETO KOJJIEKTVBA B pellleHN) HaKONMBLIVXCS mpobneM. Pamo-
Bble COTPY[JHUKU B II€JIOM OTHEC/INCH K ee 3aTee CKeITUYECKI,
a HEKOTOpble MeHeJ[>)Kephbl CpeHEr0 3BeHa BOOOIe OTKPBITO
BBICTYIIV/IN C KPUTHKOIL.

DJIeH Hayasa IBaXK/bl B HEJEMI0 IPOBOJUTD BCTPEUM C Me-
HeJKepaM!, Ha KOTOPBIX aHAaIM3MPOBaIach JesATEeNbHOCTh
KaXXJJOrO IIOfpas/ie/IeHUA U IIell COBMECTHBIN IONUCK ITyTeN
HOBBINIEHNMsI Ka4ecTBa paboThl. JJleH aKIeHTUpOoBala IJIaBHOE
BHMMaHUe Ha TOM, YTO «YKOPEHMBILAACA B OTHe/Ne CUCTeMa Ha-
Ka3aHUII — 3TO MepeXXUTOK IPOLITIOro», MeHe>)Kephl JIO/I>KHbBI
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mepecTaTh ObITH HAICMOTPIMKAMY 38 CBOMMM HOZYMHEHHDIMIL,
OHU JIOJDKHBI IIPEBPAaTUTLCA B UX IOMOILIHVMKOB. OJIeH 3asiBU-
JIa PyKOBOIMTE/ISAM CPeJHErO 3BEHa, UTO Tellepb BCe BOIPOCHL,
Kacalolyecs JUCLUIUIMHAPHBIX B3bICKAHWIA, JOIKHBI HalIpaB-
JISITBCST HAIIPSIMYIO €1, M yXKe OHa OyZeT pelrarb, KTO U3 CO-
TPYAHMKOB 3aC/Ty>KMBaeT HaKa3aHMsI.

CrrycTs HeKOoTOpOe BpeMs DJIeH yXKe MMesIa IpeficTaB/IeHIe,
KTO 113 MEHEJP)KepPOB IPUHS/ HOBbIe TPeOOBAHNS K MCIIONHEHMIO,
a KTO MO-IIPeXXHEMY IPOJIO/IXKAET CAMOCTOSATE/IBHO NPYMEHSTh
mrpadHble caHKIUN. /I poBena 06CToATeIbHBIN pa3bop mes-
TETTBHOCTH TIOfpasfie/ieHNit, a A ABYX Hanbomee «HEIoKop-
HbBIX» HOAYMHEHHbIX pa3paboTaja IUIaHbl yIydlleHNs ux pabo-
Tbl. OJIVH U3 «HECOIIACHBIX» MIOfjasl 3asiB/leHNne 00 YBObHEHNL,
[IPYTOIl >Ke TIPUHA HOBbIE «YCIOBUS UTPbI».

Cama >xe D7leH TeM BpeMeHeM COCPeOTOYM/IaCh Ha OCHOBHOM
pabodeM MoKa3artesie CBOETO IOfPA3fie/ieHIsI — OLeHKe CTeIleHN
YZIOB/IETBOPEHHOCTH K/IMEHTOB KaueCTBOM obcmyxmBanms. OHa
cobpaja KOMaHAY, Ilepe KOTOPOl Oblla IIOCTaB/IeHa 3ajiada:
YCOBEpIIEHCTBOBATh IPOV3BOACTBEHHBII Ipolecc. B komauay
BOLLIIV JTYYILINIT MEHe[Kep 1 [{Ba CAMbIX [IEPCIIEKTUBHBIX PSiO-
BBIX COTpyAHMKA. OHM TO/DKHBI ObIIN pa3paboTaTh M BHEPUTD
HOBbIE CUCTEMBI OLIEHKM PabOThI IePCOHAA, AUCIUIINMHAPHBIX
B3BICKaHMII, NOBBIIIEHN KBanudukaunu. [las rpyme nogpo6-
Hble YKa3aHus, DJIeH MIOCTOSIHHO KOHTPOIMPOBAIa Pe3y/IbTaThl
ee paboTel. Korga coTpyaHMKM IIpefCTaBIIN CBOM peKOMeH/Ia-
1y, JJIeH TOTYac BHEAPIUIA MX B Ka4eCTBe MIIOTHOTO NPOEKTa
B TIOfpasfie/ieHue, KOTOPbIM paHee PYKOBOJVII YBOJIVMBILMIICS
MeHeJ)Kep, IIOPyYnB PYKOBOJCTBO PabOTOIl IOApas/ie/leH s
CaMOMY IepCIIeKTUBHOMY 4IeHY KOMaH[bl pa3paboT4MKOB.
K KoHI1y nepBoro roza npe6bIBaHusI B HOBOI JOIDKHOCTHU DJIeH
HepeHec/Ia HOBYIO CUCTeMy Ha pabOTy BCero Ioppaspie/ieHus.
KadecTBO ero paboTbl 3HAUUTEIBHO YTy4ILINIOCh, @ Pe3y/IbTaThbl
aHKeTMPOBAHI TI0Ka3a/M pasyTe/IbHbIe IIepeMeHbl B HACTpOe-
HISIX COTPYAHMKOB B JIYYLIYIO CTOPOHY.
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OJIeH yHanoch ObICTPO HabpaTbh CKOPOCTb M 3aBOEBATh aB-
toputeT. Kak ormeuanock B kuure Right from the Start: «Ilo-
6edvl Ha paHHem amane — K04 K OblCPomy 3A60e8aHUI0
asmopumema»*', HCOOXOIMUMO, YTOOBI K KOHI[Y TIePEXOfJHOTO IIe-
puoza y Balllero pyKoBOJCTBA, KOJJIET U MIOJYMHEHHBIX CTIOKIIOCH
OlIyIIeHe, YTO YTO-TO MEHseTCs K ydileMy. PaHHMe mo6Genb!
BJIOXHOBJISIIOT JTIOJIEN, 3apsDKAIOT MX 9HEPreil M paboTa0T Ha MO-
BbIlIeHMe aBTopuTeTa. OHM TIOMOTAIOT OBICTpEee HAYATh IIPUHO-
CUTb OpTaHM3AINH O3, FOCTUYb TOUYKM CAMOOKYIIAeMOCTHL.

N36eraiTe N0BYILEK

HocTnup OBICTPBIX pe3y/NbTaTOB, 6€3YCIOBHO, OY€Hb Ba>KHO.
Ho He MeHee Ba>KHO COXPaHUTH MX. B Hawyase cBoero mpe6bi-
BaHMA B HOBOJI JIOJDKHOCTU Bbl OOJIbIIIE BCETO XOTUTe n3be-
)KaTh MPOUTpbIIA. 'pecTu IMpOTUB TeYeHM BCETrAa CI0XHO,
a IMEHHO 3TO U OyZleT BaM rapaHTHPOBAHO, €C/IM B CAMOM Ha-
Jajie BbI oTepnuTe ¢uacko. Uto npeacTapisaioT coboit camble
pacnpocTpaHeHHbIE JIOBYLIKM, B KOTOPbIE PUCKYIOT IONACTb
HEOCTOPO>KHbIe HOBBIE JINJIEPbI?

— Heymenue cocpemoTountbca. B nepuop agantauun
B HOBOJI IOJDKHOCTY OY€Hb JIETKO B3BaIUTh Ha CBOM TJIEYN
C/IMIIKOM MHoOroe. Pe3ynbTaT aTOro MoXkeT 0OKa3aTbcs
MIOVICTVHE pa3pyLINTeNbHbIM. Bce MOXeT OKOHYUTbCH,
Kak y BcafgHuka CruBeHa JIuKoka, KOTOPBIil «BCKOUMIT
Ha JIOLIa b ¥ IIOMYAJICS BO BCEX HAIIPABJICHMAX Cpasy»>2.
B apanranMoHHBINA NepUOJ HeAb3sd OJHOBPEMEHHO
THATbCA 3a IByMs 3alillaMu, HeOOXO/[MIMO BBISBUTD HaVl-
6os1ee IEPCIIEKTUBHOE HAIIPaBJIeHNUE, COCPEJOTOUNUTHCS
Ha HeM U BOOUTbHCS IT0OEIbI.

— Henpunsarue B pacyeT KOHKPETHOI OM3HEC-CUTYAI[ UM,
B 3aBrcuMMOCTM OT KOHKpPETHOII OM3HEC-CUTYaLUN TO,
YTO BXOAUT B HOHATHUE «II00ea Ha paHHEM ITale»,
OyzmeT CyliecTBeHHO pa3HuThcA. Ecnm B curyanun
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peopramM3anuy COTPYAHNKY HAYHYT OTKPOBEHHO TOBO-
PUTb € BaMu 0 Tpo6IeMax 1 3ajjadax, TO 9TO y>Ke MOXKHO
OymeT mocunTarb 60mbIIUM HocTMKeHMeM. Ho To ke
caMoe OyjeT IYCTOJ TPaToil BpeMeHM B CUTyalUy
BBIXOZA 13 Kpusuca. OnpenennTech ¢ TAKTUKOM, 3TO
IOMO>XXeT ObIcTpee HabpaTb CKOPOCTb. byzmer nu aTo
JIeMOHCTPAlJA BAlllero YKeaHusA CIyIaTh ¥ YYUThCA?
Vinm >xe 310 OYAYT ObICTpbIE AEICTBA, HAIIPABIeHHbIE
Ha pelleHle KOHKPEeTHbIX pobieM 6u3Heca?

— Henpucnoco61eHHOCTD K CYILIeCTBYIOLIEI KYIbType
KoMmaHuu. JIuzepsl, KOTOpble IPUXOAAT B OPraHm3a-
IIVI0 M3BHE, Yalllje BCETO PUCKYIOT IIONAaCTh MUMEHHO B 9Ty
3amajiHio. BrintaB B cebsi Ky/IbTypy APYroit opraHmusa-
LM, OHY OOJIaIAI0T CBOMM BU/IEHIEM ITyTell JOCTVKEHUsI
no6ezpr. Ho B HEKOTOPHIX KOMITAHMSIX OOETO0I CUNTAETCS
OYeBM/JHOE NHANBULYATIbHOE JOCTIDKEHME. B Ipyrux sxe
nof06HOe CTpeMIeHNe K IMYHOI CIaBe, JaKe eCyit OHO
IPVHOCUT XOPOIINIT Pe3yIbTaT, pACCMAaTPUBAETCS KaK
JiefiCTBUe, pacCYNTaHHOE Ha BHELIHMIT 9 deKT, BpegHOoe
JiIs1 KOMaHIHON paboThl. B opraHmM3anusax, OpueHTn-
POBaHHBIX Ha KOMaH/IHYI0 paboTy, paHHUMMU IobefaMu
MO>XHO CYUTATh PYKOBOACTBO KOJIEKTMBOM, IIPEJIO-
JKVMBIIVIM MIEI0 HOBOTO MPOJYKTA VIV BHECIIVM VHO
OCHOBATEIbHBII BK/IAL B o0wiee neno. Yoenurech B TOM,
4TO BBl OHMMAETE, YTO B Ballleil HOBOI OpraHU3aIUN
cumMTaeTcs noOenolt, a YTO HET.

— Hecmmoco6HOCTD fOCTUYD pe3yIbTaTa, MMEIOIEero 3HaYe-
HIe /14 BbICIIETO PYKOBOACTBa. OueHb Ba)KHO JOCTUYb
IIEPBBIX PE3y/IbTATOB, KOTOPbIE BJOXHOBAT BAINX KOJIJIET
U IONYMHEHHBIX. Ho He MeHee BayKHO ¥ MHEHME PYKOBOJ-
CTBa O BalllNX OOCTIVKeHMX. [laske eCiy BI He 1O KOHITA
paspensere ero MPUOPUTETHI, IPULETCA OPUEHTUPO-
BaTbCs Ha HUX, KOTZa OyjeTe OmpefenaThCs, Ha KaKue
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IIEpBbIE pE3Yy/NbTATbl BaM C/I€AYET HALIEIUTDCA. Pemrenue
BOIIPOCOB, KOTOpbI€ MMEIOT 3HAYE€HNE 1/ BallIETO 6OCC3,
IIOMOXXET YKPENUTDb €ro NJOBEPUE U obecmeunr AOCTYyII
K JOIIOJIHUTEIbHBIM peCcypcaM.

— VY6exxgeHue B TOM, UTO Ie/Ib ONPaBbIBAEeT CPEACTBA.
Kpaitne Ba>keH Ipouecc JOCTV>KEHNA pe3ynbTaTa. Eciy Bol
TOCTUTHETE BIIEYAT/IAIOIINX Pe3yIbTaTOB, HO BAIIN Heli-
CTBUSA OYAYT PaclieHNBATbCS OKPYIKAIOLIVIMI KaK HedecT-
HbIe, He COOTBETCTBYIOLIVE KY/IbTYpe OpraHn3aluy, Bac
OXUMAIOT HenpuATHOCTH. Ecyi ske mobesbl BaM yacTcs
BOCTUYD TPV MOMOIIY CPEACTB U MOBEJeHN s, KOTOPOE,
KaK BBl pacCUMTBIBAETe, JO/DKHO YKOPEHUTLCA B Balllell
HOBOJI OpraHM3anny, 3To OyeT ABOIHas mobera.

Co3naBaiTe BOJIHbl UBMEHEHWI

JlaBaiiTe paccMOTPUM, KaK IE€PEXOJHbII MEPUOJ, BIIMChIBAETCSA
B OOIYI0 KaHBY Balllero npeObIBaHNUs B 3aHMMaeMOI JJOTDKHO-
cTu B 1ennoM. Vccenys paboTy HOBBIX JIN/IEPOB B Pa3/IMYHbIX
KOMMaHUAX, IIKek Fa6appo BBISICHUJI, YTO MX JEVICTBUS MO TIjIa-
HYPOBAHUIO U BHE[[PEHNIO VI3MEHEHMII IMEIOT BOTHOOOPa3HbIl
XapaKTep, 4TO M MOKA3aHO Ha puc. 4.1”. 3a mepromgoM aKK1Imma-
TU3aLVM CIefyeT IepBasi BomHa nepeMeH. I[locrenenHo oHa cxo-
AT Ha HET, HOBBIII Mfiep BCTyIaeT B Hepuoy Oojee rmyboKoro
U3Y4YeHMA CBOEN OpraHM3alluy, JaBas IIPU 3TOM COTPYAHMKAM
BO3MOXKHOCTb IIepeBecT! AyX. BoopyxuBuinch rry6okumm 3Ha-
HUAMMY, TAJIEPBI 3allyCKAIOT BTOPYIO BOJIHY y>Ke CTPYKTYPHBIX
U3MeHeHMIt, 60jlee OCHOBATE/IbHBIX 1 pafiMKalbHbIX. [locmenHas,
MeHee 9KCTpeMalbHas BOJHA MIMeeT 1ielb OKOHYaTeIbHOM J0-
paboTKY, BHECEHMS ITOCTIEAHNX He3HAUYNTEe/IbHBIX M3MEHEHMIL,
ONTUMM3UPYIOUUX HeATe/TbHOCTb OpraHM3alI.

K aToMy MOMEHTY OONBIIMHCTBO TUAEPOB y>Ke TOTOBO JIBU-
raTbcs ganblre. ['abappo chenan m0OONBITHBIE BBIBOJBI O TOM,
KaK CIIPaBUTBCA C IPOLECCOM afanTtanuy. Bo-nepBbIX, 1 3TO



96 Ilepsbie 90 nHelt

caMoe I7TaBHOe, HeOOXO[MIMO ITAaHNPOBATh CBOM AericTBus. Ila-
HUPOBaHMe I03BO/AET COXPAHATD U 3aKPEIIATH JOCTUTHYThIE
Pe3yNIbTaThl, JIy4llle IPeACcTaBIATh KOHeYHble Lenu. Ilepuon
aJlaliTalluy IIPOJIO/IKAETCS HECKOIBKO MeCALeB, HO BBI-TO OyJie-
Te OCTaBaTbCs B CBOEI JO/DKHOCTYU OOBIYHO OT ABYX JIO YeTBIPEX
TIeT, IpeXX/ie 9YeM Bac IepeBeAyT Ha HOBYIO. DT TOfBI — Balla
«3pa» B OpraHM3alU, KOTOpas COCTOUT U3 MEePUOJOB afal-
Tal Uy, BHEIPEHUA M3MEHEHUII, HaKOHel], C/IeJOBAHUS CBOUM
nensaM. VI ux gocTykeHue B 3HaUMTE/IbHON CTENEeH) IPU3BAHbBI
00ecreYnTh NMEHHO MepBble OOeIbI.

Puc. 4.1. BonHbl U3BMEHEHHUH

A

| |

MepBbifi aTan | Bropori atan | Tpetui atan

Apantauna | Morpysenne | MepecTpoiika
|

YeTtBepTbid 3Tan
KoHconupauus

WHTEHCHMBHOCTb NEepeMeH,
Ha4yaTbiX HOBbIM UAEPOM

Bctynnenne 6 12 18 24 30 36
B AO/IKHOCTb
Bpems (mecsiubl)

MnaHnpynTe BOMHbI USMEHEHUN

OueHb NONI€3HO, €CIM B IIJIaHE Balllero Mepuofa afanTalun
OyAyT y4TeHBI ITOC/IeOBaTeIbHbIe BOJIHBI M3MeHeHmit. Kax-
llasi BOTHA MIMeeT ollpefie/ieHHble ¢a3bl: 00ydeHue, IIaHNPO-
BaHNe M3MEeHEeHUI, co3faHue TPYNIIbl MOANEePKKM, BHeJpeHue
M3MEHEHUII M OLIEHKY pe3ynbTaToB. Ec/iy BBl y4TeTe MX, TO 3TO
IIOMOXXET BaM IIPABU/IbHO PaclpefenuTh BpeMs, ydlle IMof-
TOTOBUTbCS, A 3aT€M 3aKPENUThb JOCTUTHYTBIN pe3ysbTaT, IIa-
HOMEpPHO IepeNTU K clefylollell BonHe usMenenuit. Ecnm ke
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BBOJUITD VI3MEHEHM S IIOCTOAHHO, TO HEBO3MO>KHO Oy/ieT MOHATD,
KaKye U3 HOBOBBEJJeHIIT CpaboTaloT, a Kakue HeT. beckoHe4HbIe
HepeMeHbl — BEPHBIIl CIIOCOO M3MOTaTh KOMAHJY.

Ienp mepBoii BOMTHBI U3MEHEHUI — 3aKPENUTh Pe3yib-
TaThl, JOCTUTHYTBbIE B CAMOM Hadajie Ballell [eATeIbHOCTH
B HOBOIJI JO/DKHOCTU. IlepBble MHMLIMATUBBI HOBOTO NHUZEpPa
HaIlpaBJIeHbl Ha MOJJep>KaHlMe ero aBTOPUTETA, YCTaHOBIIE-
HIe K/ITI0UeBbIX B3aMMOOTHOIIeHNI. J/lugep 06s3aH BU#ETH
caMble CIle/Ible ¥ HU3KO BUCAIIYE PPYKTH — MOTeHIVaTIbHbIe
BO3MOXXHOCTY KPAaTKOCPOUHBIX yIYy4YLIEeHU B HeATEIbHOCTU
opranmsanuu. Ecniy nepsble pe3ynbTaThl OYAYT HONTOXKUTENb-
HBIMU, 9TO IIOMOXeET eMYy ObICTpO HabpaTb CUIY U YIIyOUT
3HaHUA 00 OpraHM3ALNM.

Bropas BonHa mepeMeH Halje/leHa Ha 6a30BbIe BOIIPOCHI
CTpaTerny, CTPYKTYpbl, Ha HAKOIIJIEHVE 3HAHMUI, HeOOXOAMMBIX
1A TIocTenyomleit GyHAaMeHTanbHOM 1epecTpoiikn. VIMeHHO
B 9TOT IIEPUOJ, SOCTUTAIOTCA UCTUHHbIE YCIEXM B OpraHMU3a-
LIMOHHOI JesiTenbHOCTI. HO Bce 3TO OyeT BO3MOXKHO TOJIBKO
B C/Iy4ae, €C/IM BaM YJAaCTCS COXPAHUTDb Pe3y/lbTaThl CBOMX
HepBbIX MO6e.

Mopa6upaitTe cTpaTeruio NPUMEHUTENbHO K CUTyaLum

B passbix tunax STaRS-curyanunit xapakrep mepeMeH 3aMeTHO
MeHseTcA. YeM, IO BalleMy MHEHMIO, OTIMYAETCA CKOPOCTb
Y VTHTEHCUBHOCTD BOJIH IIEPEMEH B CTapTaIlle, BBIXOfle U3 KPU3N-
Ca, peopraHM3aIuy 1 CTAOMIbHOM ycrexe? B cutyannax, Korja
BpeMs Urpaet 6ojee BaXHYIO ponib (CTapTall, BBIXOJ, U3 KPU3N-
ca), BaM CJIefiyeT 3allyCTUTD TIepBYI0 BOMHY MepeMeH KaK MOXKHO
paHbIe. JIHTEHCMBHOCTD BOJTH TOXe, BO3MOXKHO, OyzieT pasmnd-
HOIL. B cuTyanuax ske peopraHMsanyuy ¥ CUTYaluy CTabUIbHOTO
ycIexa Bbl MOXKeTe IT03BONIUTH cebe yenUThb O0bllle BpeMeHN!
IUIAaHMPOBAHMIO 1 00y4YeHuIo. B cuTyanym cTabuibHOrO ycrexa
BbI MOYKETe JJaJKe 3aI/IAHMPOBATh HECKOJIbKO CKPOMHBIX 110 pas-
MepaM BOJIH IlepeMeH BMECTO OZHOTO OOJIBIIOTO «I[yHAMM».
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OnpepenuTe CTpaTeErMYeCKUe Lenu

KroueBoit 3ajjaueil HOBOro pyKoBofuTeA B IepBble 90 nHel
ABJIAETCA 3aBOE€BaHMeE aBTOPUTETA M YKpEIJIEHIE CBOETO IIO0-
JIOXKEHNs B OpraHusanuu. ITo MOTyT 00ecleYUTb paHHME T10-
6enpl. OHM TO3BOISIIOT MaKCUMA/IbHO MCIIO/Ib30BATh YHEPIUIO
KOJ/UIEKTVBA, PACIIMPAIOT MOTEHUNAIbHY0 cepy BalIMX II0-
CIIEAYIOLMX JIeVICTBUIL.

Korpa BbI OyzeTe McKaTh CrocoObl YKpeIUIeHUsI CBOETO I10-
TIOXKeHUs1, He 3a0bIBaiiTe, YTO MEICTBILA, IPeAIPUHIIMaeMble JiTIsI
JOCTVDKEHNA 100ef], JOKHBI BBIIIOTHATD ABOVHYIO QYHKIIVIO.
CruraHupyiiTe CBOM IepBble OOeAbI TAKUM 00pa3oM, 4TOObI, BO-
IIEPBbIX, OHY IIOMOI/IM BaM CO3JlaTh PENyTalMIo, a BO-BTOPbIX,
3aI0KMIY QYHAMEHT AJIs JOCTUKEHUS SONTOCPOYHBIX IIeJIeil.
T'oBOps KOHKpETHEe, Ballll YCUINA IO SOCTVKEHUIO Pe3yIIbTa-
TOB JIO/DKHBL: 1) COOTBETCTBOBATDH IMPMOPUTETAM OPraHMU3ALN
U 2) IIpeAcTaBIATb cO00i HOBYIO MOJie/Ib IIOBefieHNsI, KOTOPYIO
Bbl HAMEPEHDI IIPMBHECTY B OpraHmsauuio. JIpyrumm ciosamu,
IIpolLecC ONpeJe/eHNs Pe3yNIbTaTOB, KOTOPhIX Bbl XOTUTE J0-
CTMYb Ha Ha4yaJbHOM 3Talle, JJO/DKEH HAaYMHATbCA C Pa3MbIlll-
JIEHUI O MePCHEeKTVBHBIX U3MEHEHNAX, KOTOPbIX Bbl XOTUTE
JOOMTBCSA K KOHIIY Ballleil «3Pbl».

Hauenbrecb Ha GU3HEC-NPUOPUTETLI U UISMEHEHUE
nosegeHus

CrpaTternyeckue Leau JOKHBI COOTBETCTBOBATh OCHOBHBIM
MpUOpUTETaM OM3Heca ¥ M3MEeHEHUIO MOBeIeHNs JIIofiell B Ba-
ureit opranusanuu. [leppocTeneHHble IPUOPUTETHI — 3TO TOUKA,
B KOTOPYIO BBI XOTUTE IPUIITH, TOBOPs 00 M3MepUMBbIX Ou3Hec-
HenAX. TO MOXKeT OBITh IBOJIHOE YBe/IMYeHIe JOXOa NIV CO-
KpallleHne usfepxek 1 HegouyeTos. s IneH JIlu npuoputeTom
HOMep OfVH ObUIO 3HAYNTE/IbHOE MOBBIIIEHUs YPOBHS YIOB/IET-
BOPEHHOCTM K/IMeHTOB. CMBICTT COCTOUT B TOM, YTOOBI 4ETKO
chopMynMpoBaTh NOCTaB/ICHHBIE IIe/IM I BECTU BCIO KOMaHAY
B «IIYHKT Ha3Ha4YeHNsI».
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[TogymariTe 0 TOM, 4TO OcTaHeTcs moce Bac. Uto Oyper cka-
3aHO B NICbMe, OOBABIAINLIEM O BallleM IepeBojie Ha HOBYIO
TOO/LKHOCTD, O TOM, 4TO BbI CAIE/Ia/IM HA CBOEN IIPEXXHEI pa60Te.
(Hammcanme Takoro mmcbMa — O4YEHDb XOpolIee yIpaKHEeHNe.
YTO BBI XOTHUTE YCHABIIIATh O CBOMX JOCTVIKEHUAX 4Yepes3 JBa
WU TPU ropal)

Onpeaenute nepBocTeNeHHbIe 3a4a4u

Kak BbI ompefienisieTe cBOM IepBOCTEIIEHHBIE 3a/jaun? Bo3Mox-
HO, BaM I He IIPUXOANTCS UX BbIOMPATh, UX IPOCTO YKa3bIBaeT
Baml HOBBIT 6occ. Ho ecu BbI MOXKeTe BBICTPOUTH CBOIO IIPO-
TpaMMy WIM CYUTAeTe, YTO MOXKeTe OOCY[IUTh IIPUOPUTETHBIE
3ajjauy ¢ 60CCoM, BaM MOTYT OKa3aTbCs BeCbMa IIOIE3HBIMMU
crlefiyIoliyie peKOMeHIal M.

— IlepBocTenennble 3a1a49M JO/LKHBI ABNATHCS €CTECTBEH-
HBIM CIIeICTBMEM OCHOBHBIX mpob6mem. Onpenenenne
IepBOCTEIIeHHBIX 33/1a4 3aCTaB/IAET 0OPATUTD 0CO00E BHU-
MaHue Ha Ipob1eMHble 0071acTy B Balllell OpraHU3aIny,
KOTOpbI€ OJIHOBPEMEHHO IIPENCTABIAI0TCA XOPOILM IOJIEM
II BHECEHMA ynydiuneHuit. OneH JIu onpenennmia, 4To
Ka4yecTBO 00CTy>KMBaHNA AB/IAETCA OMHOBPEMEHHO Y BajK-
Heli1Iel COCTaB/IAIOIIEl IeATeIbHOCTH e€ IO pasfie/ieHN,
U 11€71bI0, K KOTOPOJI MOYKHO ITPUBECTY COTPYAHMKOB. OHa
YCTaHOBM/IA B KaueCTBe IIePBOCTEIIEHHO 3a/laul I10BbI-
1IeHJe YPOBHA Y/IOBJIETBOPEHHOCTY K/IV€HTOB Ka4eCTBOM
obcmyxuBaHuA Ha 60% B Te4eHNe epBOTo Tofia.

— IlepBocTeneHHbIe 3afa4 N He FOKHBI OBITH HYU CTMIIKOM
oOIMMU, HU CTUIIKOM crienuduaHbiMu. OHM TOMKHBI
HOZIpa3ieNnAThCs Ha HECKOIBKO YPOBHEI!, TaK YTOOBI BBI
MOT/IM MeTb BO3MOXKHOCTD OLIeHMBaTh IIPOUCXOfAIINe
U3MEeHEHU 1 OIIpefieNIATh BpeMeHHble paMKu. Hampumep,
ec/y IepBooYepeIHOI 3afiadell ABNAETCA COKpallleHue
BpeMeHM Ha pa3paboTKYy 1 BHeJpeHVe HOBOTO IPOJYKTa,
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HeoOXOA MO IIPOAYMaTh KPaTKOCPOYHBIE IITary, KOTOPbIe
HO3BOJIAT KOHTPOMPOBATh IIPOBIDKEHIE K HAMEUeHHOI!
nem. Ho B To >ke BpeM#, BO3MOXHO, He CAMBIM II0JIE3HBIM
OyneT u onpeyeNieHNe eXXeTHEBHOI HOPMBI COKPaIl[eH s
3TOTO BpEMeHN.

— IlepBocTeneHHbIe 3ajauM KOLKHBI (OpMyIMpOBaThH
YeTKOe HallpaBJIeHNe IBIDKEHNA 1 B TO JKe BpeMs ObITh
KOCTATOYHO TMOKIIMIL, YTOOBI BHOCHTD B HUX MI3MEHEHVIS
II0 Mepe TOTO, KaK BbI y/ieTe 60/blIIe y3HaBaTh O Ballei
HOBOI1 opranusanum. [Ipolecc ompesienenn s mIpuopuTETOB
HOCUT LMK/IMYHBIN XapakTep. Bam Heob6xonmmo ¢ camoro
Hayasla IOCTaBUTb PAJ, YeTKUX LieTiell, HO MX HY>KHO peTy-
JIIPHO CBEPATD, YTOYHATD U IIEPeCMATpPUBATh. BbI JOKHBI
OCTaBaTbCs OTKPBITHIM K M3MEHEHMAM BallliX MepBoOYe-
PemHBIX 3a/la4 110 MePe TOTO, KaK IPOJBUIAETECH BIIEPET.
Hanpumep, ecnu BbI pellviy, 4TO OCHOBHON 00/1acThbIO
YIy4dlLIeHN AB/IAETCA CUCTEMA PACIIpefie/ieHNs, TO MOXKeTe
OIIpEJIe/INTD B KaueCTBe IIePBOCTENIEHHON 3a/1auyl yCKOpeHMe
JOCTaBKM IIPOJYKTOB KaueHTaM Ha 50% 4epes 18 MecAnes.
Llenb aMOMIIO3HAS, IOITOMY M yCIIeX OyZieT 3SHAYNTETbHBIM.
Ho ona BMecTe ¢ TeM U TaK)Ke JOCTaTOYHO LIMPOKAsI, TAK
YTO Y BaC OCTAETCSI BO3SMOXKHOCTD /IS MAHEBpa Ha IIyTH ee
TOCTVKEHM A, KO/} BBI JTyY1lle IO3HAKOMMUTECH C KY/IBTY PO
U OpTaHM3aLVEN BALIero MOApasIe/ieHNs.

HaLl,eﬂbTer Ha U3MeHeHUd B noBeaeHnun

Ecnu IIEPpBOCTEIIEHHAA 3aja4a — OIPENEINTbCA C «IIYHKTOM
Ha3HAa4Y€HNA», TO IIOBENEHNE COTPYNHNKOB B OpraHn3agmum —
9TO CpeAcCTBO, C IOMOIBIO KOTOPOTO Bbl MOXXETE HOCTUYb (I/[)'I]/I
HE JIOCTI/I‘-II)) 9TOro0 II'YHKTA. HPYI‘I/IMI/I CJI0BaMMU, €CJIN Bbl Ha-
MEpPEHbI JOCTNYDb ITOCTABI€HHbIX ueneﬁ[ K KOHLTY Ballen «3pbI»
B OpraHmnsanyy, ToO BaM, BO3MOKHO, IPpNAETCA VIMETD [E€/10 C U3-
MEHEHMAMU B CTUJIE IIOBENEHNA COTPYIHMKOB.
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HayHure ¢ onpepienieHns TOro, Kakye YepThbl MOBeJeHN s BbI
cuntaere HenpuemneMpiMu. Hampumep, s Omen JIu 6s1/10
Ba)XHO 130aBUTb COTPY/JHMKOB OT YyBCTBA CTpaxa, HpOOYAUTDH
B HMX MHMIMATUBY. VI BBl cocTaBbTe 4eTKOe IpefCTaB/lIeHle
0 TOM, KaKOTO IOBEeleHNs COTPYAHUKOB BBl OXKIJaeTe, KaK
Ballll JEVICTBMA IO JOCTVDKEHUIO NEPBBIX M0bex OyayT cro-
cobcTBOBaTh NepeMeHaM. Kakoe moBefieHNe Balix pabOTHIKOB
CHIDKAeT NMOTEHIMal OpTraHM3al MM, CKa3bIBae€TCA Ha IIPOM3BO-
IUTeNbHOCTU? B3rnsHuTe Ha mabs. 4.1, B KOTOPOIT Iepedncs-
I0TCS1 HEKOTOpPBIE U3 PacIpPOCTPAHEHHBIX IIPOOIEMHBIX MOJieIel
IIOBEJIeHN ], 11 Clie/laliTe BBIBOJBL O TOM, KaKye M3 HUX IPUCYIU
Balllell OpraHM3alMy ¥ Kakye BaM XOTeTIOCh Obl MI3MEHUTD.

Ta6n. 4.1. Moaenu npo61eMHOro noBeeHUs

Mpo6nembi CUMATOMBI
OtcyTcTBME DOKYCa — [pynna He B COCTOSIHUM ONPEAEeNUTLCA C MpUopuTeTamu
BHUMaHUsA WK B Heli HabnoaaeTcs N36bITOK MPUOPUTETOB.

— Wmertowascs HexBaTKa pecypCoB NPUBOANT K YaCTbIM
KpU3nucam 1 NpoBOLMPYET KONNEKTUB Ha 60pbOY C HUMU.
JioAn BO3HArpaxAatoTcs 3a yMeHue 6bICTPO TYLWKUTb NO-
Kap, a He 3a pa3paboTKy NePCNEeKTUBHbBIX PELIEHNI

Cnabas gucumunauHa — Cpeau COTPYLHMKOB CYyLeCTBYIOT 60/bluMe pa3nnyms
B YPOBHE NPOM3BOAMTENBHOCTM TPYAA.
— PabOTHMKM HE NOHMMAIOT HEraTUBHbIX NOCNEACTBUIA He-
COrnacoBaHHbIX AENCTBUN.
— PabOTHMKM NPUAYMbIBAOT OTFTOBOPKK, KOrAa UM He yaaeT-
CS1 BbINONHUTb HAMEYEHHOE

HecKNnoHHOCTb — [pynna pyKOBOACTBYETCS CBOMMM BHYTPEHHUMM KpHUTE-
K MHHOBALMAM PUSIMU OLLEHKM NPOU3BOAUTENBHOCTU.
— YnyyleH1e NpOAYKTOB M MPOLECCOB NPOUCXOANT O4YEHD
MEAIEHHO.

— Pab0THMKKM NoJly4atoT BO3HArpaxeHue 3a nojaepxaHve
CTaTyCc-KBO, a He 3a UHHOBALWUKU

HeCcKnoHHOCTb — YneHbl KOMaHAbI COPEBHYIOTCA APYT C APYrOM M 3aluLa-
K KOMaHAHoV paboTe 10T COGCTBEHHbIE NO3ULMKM, BMECTO TOr0 4T06bI paboTaTh
BMECTE Haj AOCTMKEHMEM KOMIEKTUBHbIX LieNe.
— COTpyAHWKKM NONyYatoT BO3HArpamaeHne 3a MHAUBUAY-
albHble JOCTUIKEHUS
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Mpo6nembi CUMNTOMBI

OTcyTcTBUE — YneHbl KOMaHAbl UITHOPUPYIOT HYK bl BHEWHUX U BHY-
ouyweHus TPEHHUX KMEHTOB.

HEeoTBPaTMMOCTH — B KonnektvBe LapuT caMOHaAeAHHOCTb: «Mbl 6blaK
nepemeH 1 0CTaemcs nyywnmmn», «<He 0653aTesibHO TOTHAC e

pearnpoBatb. 9T0 HE UMEET HUKAKOT0 3HAYEHMUS»

Ob6ecneybTte nepBble Nodeab

Boopy>xuBimnch noHMMaHNeM IPUOPUTETHBIX 3afiad, OIPe/ieB-
LINMCD C HAlIpaBJIEHNEM, B KOTOPOM C/Ie[lyeT USMEHUTDH MOJIEIb T10-
BeJIeHN S COTPY/JHMKOB, MOXHO IIPUCTYTIATh K pa3paboTKe JeTalb-
HOTO IVIaHa BalluX 1oOef Kak B IepBble 90 mHel mpeObIBaHUSA
B HOBOIJI JJOJDKHOCTH, TaK ¥ Ha 607iee JONTOCPOYHYIO NepCIeKTH-
By. IIpy 5TOM BBI JOJDKHBI IYMaTh, KAK IOAHATH CBOJ aBTOPUTET
B 1iepBble 30 gHeil 1 cPOKYCHpPOBaTh BHUMAHNUE Ha JOCTVDKEHUN
NIEPBBIX 3HAYMMBbIX Pe3y/IbTAaTOB B nocnegyomue 60.

3apabaTbiBaTe aBTOPUTET

B nepBble HECKOIBKO Hefie/lb MPpeObIBaHNA B HOBOJ JO/DKHOCTY
BBl He MOXKeTe HaJeATbCSA Ha TO, YTO OKa)keTe KaKoi-TO 00b-
eKTUBHO M3MepuMblit 3¢ ekt Ha POCT POU3BOAUTENBHOCTH.
Ho BbI BIIosiHe MoXeTe JoOUThCA HEOONbIINX MOOEN, IaTh TeM
CaMbIM CUTHAJ/ K Ha4Ya/ly M3MEHEeHMT. Bamel 11e/plo Ha IepBOM
JTale ABJAETCA 3aBOEBATb JIMYHBIN ABTOPUTET.

9 ekt OT mepBBIX AENCTBUIT OyeT HaBepHsKA HEIPOIIOPLIO-
Ha/bHBIM. [loaTOMY mOfyMaiiTe, KAK MOXXHO YCTAaHOBUTD «KOH-
TaKT» C HOBOJ opraHmusanueil. Kakme cooOImeHns Bbl XOTUTE
TPAHC/IMPOBATh KOJJIGKTUBY O TOM, KTO BBI ¥ YTO U3 ce0s mpef-
craBnsere? Kakye criocobbl mepesjauy 3TUX COOOIEHMIT — Tyd-
mme? OnpesiennTe CBOK INIABHYIO ayiUTOPHIO. DTO MOTYT OBITH
IpsiMble IIOAUMHEHHbIE, BCe COTPYAHMKM, K/II0UYeBble BHEIIHIE
napTHepbl. COCTaBbTe HECKOIBKO COOOIEHNI B COOTBETCTBUM
co crre UKo KaX/j0if TpyNIbl. Bamm cooOblieHns He TOMKHbI
BKJIIOYATDb B cebs MHQOpPMAIMIO 0 I/IaHaX Ha OyZayliee, 3TO MOKa
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npexjeBpeMenHo. OHM JODKHBI ObITh O TOM, YTO BbI 32 Y€JIOBEK,
KaKye L[EHHOCTY pasfiefisieTe U KaKue Lie/ IIpeciefyere, KaKoro
CTIJIS BefieHUs1 OM3Heca MpUIEP)KIUBAETeCh.

[TogyMmaiiTe TakXe O TOM, KAK BBbI IPEACTABUTECH KOJIIEKTHU-
By? ByayT nu Baim mepsble BCTpe4y C IMOAYMHEHHBIMHU IIPO-
XxonuTh B Gpopme Gecen ofuH Ha ofuH uau B Gopme coOpanmit?
Bynyt nu 911t BcTpeun HepOpMasnbHBIMY, 1ie/Ib KOTOPBIX IIPOCTO
MIO3HAKOMUTBCS C pabOTHMKAMI, MM BBI CPa3y Bo3bMeTe «ObIKa
3a pora» u IepelifieTe K BorpocaM 6usHeca u oreHkam? Kakne
CpefcTBa, BK/IIOYAs 9MeKTPOHHYIO IIOYTY ¥ BUMEO, BB OyaeTe
UCTIONb30BAaTh, YTOOBI IPEACTaBUTD cebs1 6omee mmpoko? [Ipo-
BefieTe /1M COOpaHMsI B OTHE/IEHNUAX Balllell KOMIaHUN?

ITo Mepe TOro Kak BBl JJOCTUTHETE ONpeeIeHHOTO YPOBHSI
B3aMMOCBSI3Y C OpTaHM3allMell, OLPee/IUTECh C TeM, KaK MOXXHO
ObICTpee yCTpaHUTH /MI00Oble He3HaYUTeNbHble pobneMbl. Cdo-
KYCUPYITEeCh Ha HATSHYThIX BHEIIHNUX OTHOLIEHUSX U HAYM-
HaiiTe paboTaTh HaJ| UX yaydlleHneM. VICK/TIOUNTe HEHYKHbIE,
COKPATUTE C/IUIIKOM [JINHHBIE BCTPEUM, YIYUIINTE KOHTAKTHI
C y[Ja/leHHBIMU TIOfIpa3ieNieHNsIMIU. Bce 9T0 OMOXeT ObIcTpee
YCTaHOBUTD JOBEpUTENbHBIE OTHOLIEHMs. KakK TONbKO BBI IO-
ABUTECh HA HOBOM pabodeM MecTe, OKpYy>Kalolllyie HeMeJ|/IeHHO
HAYHYT OLIEHVMBATh BaC I BalM CIocobHOCTHM. Bamn aBropurer
(unm ero orcyrcTBUe) OyAeT 3aBUCETb OT TOTO, KAKOIl OTBET
HOf{YMHEHHbIe MO/y4YaT Ha C/IeAYIOLllie BOIPOCHL:

— JlocTaToYHO /1M y Bac 3HAHUI U TBEPAOCTY, YTOOBI IIPU-
HUMATb )KeCTKMe pelIeHnA?

— Ectp n Y BaC TOCTOMHCTBA, KOTOPbIMI OHU MOIIN (93
BOCXNIIATHCA M KOTOPBIM XOTAT no,upax(aTb?

— HanpaBnHeTe JIV1 BBl QHEPTUIO B IIPaBNIbHOE, 110 VX IIOHU-
MaHNIO, Pyc/io?

— Tpebyere 11 BbI BBICOKOJ IIPOV3BOAUTENBHOCT TONBKO
OT APYTUX, WIN U OT cebs ToxKe?
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XOpOIIo /11 9TO MM IIOXO0, HO MX MHEHMS O Bac OyAyT CKiia-
ObIBATbCA B YCHOBI/IHX HEeOJOCTAaTOYHOI'O KO/INMYECTBA HJAHHBIX
¥ 3aBUCETDH OT BAllIUX HepBbIX Iaros, XOPOH_II/IX VN IIJIOXUX.
KaK TOJMBKO MHE€HINE O BAC HAYHET YKPCH}IHTBCH, €ro IMoToM
OyZmeT O4eHb C/IOKHO M3MEHUThb. A caM e Ipolecc ero ¢op-
MI/IPOBaHI/IH HpOI/ICXO,IU/IT Ha YI[I/IBTIeHI/IG 6bICTpO.

Wrak, Kak cosfgaeTca apToputeT? OTYacTy 3TO IJIOf YCIIEmI-
HOU MapKeTI/IHI‘OBOf/'I KOMITIaHM, OY€HDb OXO0’Kel Ha HPOHCCC
BbIBelleHNs1 OpeHpa. Bol xoTnTe, YTOOBI JTIOAM aCCOLUUPOBATIN
BacC C HPI/IB}IeKaTe)'IbeIMI/I JIMYHBbIMU Ka4yeCcTBaMU, CHOCO6HO-
CTAMU, OTHOUICHUAMU U HeHHOCTHMI/I? OHHOSHa‘-IHOI‘O OTBETa
Ha BOIIPOC, KaK 3TO CHeNaTh, He cymecTByeT. Ho B 11e10M HOBBII
NUiep BOCHPUHUMAETCS 60lee aBTOPUTETHBIM, €C/TI OH:

— TpeboBaTteneH, HO 00beKTHBeH. DD eKTUBHbIE TUIEPDI
3aCTaB/IAIOT JIIOJIel JaBaTh PealiCTUYHble 00s3aTeb-
CTBa, a 3aTE€EM 3TU O6H3aTeHhCTBa BBITIONTHATH. Ho ecitut BB
BCerjia BbIpakaeTe HelloOBONbLCTBO PAOOTON CBOMX JIIOfIEI,
TO INIINUTE X MOTUBAaL .

— Hocsaraem, Ho He pamMunbsipeH. boITh JOCATaeMbIM
He 03HayaeT ObITh JOCTYITHBIM Ji/I1 BceX 0€3 MCK/TI0UEeH A,
K BaM MO>XXHO IOJOITH, HO € COOMIOeHeM CyOOpANHa-
LMY, COXPAHAIOLIEN Balll aBTOPUTET.

— Pemnrenen, Ho ocMoTpurenes. Hosble nmuephbl Bblpa-
JKAIOT TOTOBHOCTDb B3ATb OTBETCTBEHHOCTb Ha ce0s,
HO He IPMHMMAIOT CKOPOIIa/JINTEIbHbBIX PELIEHMNI], C KOTO-
PBIMM He CIIOCOOHBI CIIpaBUTbCA. B Hauase Barueit ges-
Te/IbPHOCTY B HOBOJ JO/IXKHOCTY BaM HY>KHO BBIPaXKaTh
peLlINTENbHOCTD, HO OTK/Ia[blBaTh IIPUHATIE Ba>KHbIX
PpeLIeHNIt, IO TeX IIOop IOKa He Oy/ieTe 3HATh O HOBOIT Opra-
HY3ALVY JOCTATOYHO, YTOObI IPUHATD UX.

— Deneycrpemnen, Ho ru6ok. [TocTapariTech He BbI3BaTh
BPaXK/IeOHOCTD TeM, YTO Ka)KeTeCh «yTepThIM» VI He )KeJTaeTe



I'nasa 4. ITepsvie no6edvt 105

paccMaTpuBaTh pa3/INIHbIE BApMAHTbI pEeII€HUA IIPO-
671eMBI. Sq)(l)eKTI/IBHbIG HOBbBIE TNAEPbI 3aBOEBbIBAIOT
ABTOPUTET HE TOIBKO TEM, YTO TOYHO OIIPENEIAT IIPO-
6}I€MbI, HO 1 IPUCIYIINBAIOTCA K COBETAM JPYTUX.

— AKTHBeH, HO He CyeTIuB. ECTb 4eTKas rpaHMIIa MEXY
YKpeIJIeHMeM CBOMX IO3MIMIA U TOfjaB/IeHNeM MHNUI-
aTVBBI YWIEHOB IOfIpasfe/leHNA Uan Ipynnsl. emariTe
BCe, 4TOObI paboTa ABUIaIach B HY>KHOM HaIlpaB/IeHN,
HO IIPY 9TOM C/IefiMTe, YTOOBI O YMHEHHbIE «He Iepe-
ropenn» paHbllle BPEMEHI.

— Cnoco6eH K )KeCTKMM MepaM, HO TyMaHeH. BaMm, Bo3-
MOXXHO, Cpasy >Ke NMPUAeTCs HPUOErHyTh K XKEeCTKUM
MepaM, B TOM 4MC/Ie U K YBOJIbHEHNIO HEKOTOPBIX Map-
TMHAJIBHBIX pabOTHNKOB. D (PeKTMBHDIE HOBbIE PYKOBO-
JVITENN IeTIA0T BCe HeOOXOMVIMOe, HO TaK, YTO II03BOJIAIOT
JTIOfSIM COXPAHUTD YYBCTBO COOCTBEHHOTO IOCTOMHCTBA.
Torza peweHns 6y[yT BOCIPUHUMATHCS KOJIEKTHBOM
KaK CIIpaBefl/INBbIE.

Mcnonb3yiTe «<HarnAAHoOCTb»

Bamm pmeficTBMA B HOBOJ OpraHM3aLMM B IIEpBbIe HECKOIBKO He-
fienb OyIyT MMeTb OOJIBIION pe3oHaHC. B kadecTBe mpumepa mpu-
BezieM victopuio Jlapsl Myp, koTopasi 6blla Ha3Ha4eHa PyKOBOJUTD
OfIHVIM VI3 OT/Ie/IOB KPYIIHOI (pMHAHCOBOY KOMIIAHVI, Pe3y/IbTaThI
JEATENbHOCTY KOTOPOrO He ONPABAbIBAIN OXKUIAHUA PyKOBOJ-
cTBa. [loce mepBoHaYyaIbHOM AMAarHOCTUKY Jlapa mpuIa K Bbl-
BOJY, 4TO paboTa MOApa3eeHNsl OYeHb OI0POKPATU3MPOBaHA.
Curyanus HanoMyHaa mkad, JoOBepXy HaONUTHIN MAlIKaMM, B KO-
TOPBIX XPaHU/IUCh BCE IO €MHOTO JOKYMEHTA, BHE 3aBYCUMOCTI
OT TOTO, HACKO/IBKO OHY OBIIM BaKHBIMM U HY>XKHbIMM. CrcTeMa
Obl/1a yCTaHOB/IEHA TIPeIIeCTBEHHIKOM JIaphl, 11 IIepBoe, 4TO OHa
clienana, BCTYIUB B HOBYIO JO/DKHOCTb, — IIOJ, BOCXMIIIEHHBIMA
B3I/IAJAMY COTPY/IHMKOB M3BeJIa BCe 3TU «IIKadbI».
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ITepBble meiiCTBUS CO BpeMeHeM 00pacTaioT JIeTeHjaMH, B KO-
TOPBIX BBl MOXKeTe HPEeACTaTh B 00pase MV Teposi, VI 37I0fesl.
[ToTpaTuiu nmu Bbl BpeMs Ha TO, YTOOBI NIPEICTABUTHCS TEXHNU-
4eCKOMY HepCOHAY, MIN COCPEROTOUMINCH TOMBKO Ha 6occe,
KOJI/IETaX 1 HEMOCPEACTBEHHO nofunmHeHHbIx? Obpa3s «mocsirae-
MOTO» WJIM XK€ «OTCTPAHEHHOTO» PYKOBOAUTEISI CO3[AI0T OYeHb
npocTele feiicTBus. Kak Bbl mpefcTaBUTECh, KaK OTHECETECh
K 00C/Ty)XVBalolleMy [epCOHaNY, KaK Oy/ieTe yCTpaHATb MeNKMe
pasgpa’kuTem — BCe 3TO CIY>KUT OCHOBOJ MCTOPUIL O Bac,
KOTOpBble HAYHYT TYIATh CPeyl COTPYAHUKOB. UTOOBI Hampa-
BUTb «MU(DOIOTU3ALNIO» B HY)XHOE PYC/IO, IPUAAITe CBOUM
IeVICTBUAM HA2IA0HOCHb, YTOOBI BCEM CPasy CTalo SICHO, 4ero
OT Bac MOXXHO oxmujaThb. Kak, Hanmpumep, aTo chenana IJneH
JIn, pa3obpaBLINCh C «HEIIOKOPHBIMI» MeHekepamu. Takue
HeICTBMA BCEM JIAIOT IIOHATD, KaKYI0 MOJe/Ib ITOBENECHMS BB
onobpsiere. ITO He 00s13aTe/IbHO JO/DKHBI OBITH pe3KIe 3asiB-
neHust, KoHGpoHTanus. [leiicTBUSA MOTYT OBITH ¥ OYeHb NPO-
CTBIMM, ¥ BOCTAaTOYHO CIIOXKHBIMU, HAIlpUMeEpP OIIPOC C IIe/IbIO
BBISICHUTD, KaK 4YI€Hbl HOBOJ KOMaHJbl IIOHMMAIOT KIIOYEBbIE
po6/IeMBl, C KOTOPBIMHU CTA/TIKMBAIOTCS B CBOEIl pabore.

3akpenuTte 3Ha4YMMmble pe3ynbraThl
3aBoeBaHNMe ABTOPUTETA U YCTAHOBJIEHME JOBEPUTEIbHBIX OT-
HOIIEHNII C COTPYAHUKAMY [IOMOTAeT JOCTUYD MEePBBIX MOOEN.
Ho 4epe3 HekoTOpOe BpeMst BaM OyeT HEOOXOAMMO 3aHATHCS
HIOVICKOM BO3MOYXHOCTEII, KOTOpbIe CIIOCOOHBI OIIYyTUMO IIOBBI-
cnth 6usHec-mokasarenu. CaMoe yydliee — CKOHLIEHTPUPOBATbCA
Ha IIpo6/IeMax, KOTOpble MOYKHO Y/IaIUTh OTHOCUTEIBHO OBICTPO
U ¢ MMHMMAJIbHBIMU 3aTpaTaMiu. Hampumep, ycTpaHUTD TO, ITO
OIpaHNYMBAET IPOVM3BOAUTEIBHOCTD TPYAA, OTKA3aThCS OT IIPeXx-
HIX CUCTEM ITOOLIPEHN s, KOTOPbIE, KaK BaM Ka>KeTCs, CHUDKAIOT
3P PEeKTUBHOCTD ¥ BBI3BIBAIOT KOH(IVIKTHI B KOJIEKTUBE.
Omnpepenure fiBe, MAKCUMYM TPU OCHOBHBIe 00/IacTH, B KO-
TOPBIX MOXKHO OBICTPO ZOCTMYB pedynbraTa. Eciu Bo3bMeTech
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Cpasy 3a CIMIIKOM MHOTO MHMIMATHUB, TO PUCKyeTe IIPOCTO
paccesTh cBoe BHUMaHME. Ho B TO JXe BpeMsi «He K/IafinTe BCe
sAiia B OfHY KOp3uHYy». IlogyMaiite 06 yIpaBieHUn pucKaMu: co-
CTaBbTe MEPCIeKTUBHOE MOPTQOINO HEePBbIX HAYMHAHUI TAKUM
06pa3oM, 4ToObI 0OEsa B OfHOM 13 HUX, B CTy4ae HEOOXOAMMO-
CTH, MOITIa HEMITPAIM30BaTh HEYCIIeX B APYTOM. A 3aTeM cocpe-
JIOTOYbTECh Ha JOCTVKEHNM 3aIl/TaHNPOBAHHbBIX Pe3y/IbTaToOB.

[l1s1 coxpaHeHuUsl 3aBOeBaHMIT Ballla porpaMma o0ydeHms
MO/DKHA 00513aTe/IbHO BKJIIOYATh B Ce0s CIIOCOOBI OIpeie/ieH st
[epCHEeKTUBHBIX yaydlieHni. YTo6bl mepeBecTy Balln Iie/u
B KOHKpeTHbIe HUIIMATBBI, 3aKPENNUTh Pe3y/IbTaThl MEPBBIX
nobep;, mpopaboTariTe claefyolue peKOMeHalu:

— Bce BpemMs NoMHNTeE 0 BalllMX CTPAaTerN4YeCKMX Ie/LAXx.
JleicTBUA, KOTOpbIE BBl IPEAIPUMETE pajgyl COXpaHe-
HYIS [IEPBBIX Pe3y/IbTATOB, O/DKHBI 110 OO/IBIIOMY CUETy
CIIY>KUTDb NEPBOCTENEHHBIM 3aJjadaM CTPAaTEerM4eCKOTOo
M3MEHEHMN MOJENN MOBENEeHNA.

— OmnpepennTe HeCKOTHKO MEPCIEKTUBHBIX TOYEK POKY-
CHPOBKM Ballero BHUMaHMs. DTO Te 00/1aCTH U/IN IPO-
1ieccel (HampuMmep, B cinydae JneH JInu — obcnyxnBaHme
K/IMEHTOB), yIy4IleHne KOTOPbIX MOXKET CyI[eCTBEHHO
HOBBICUTD IIPOV3BOJUTENBHOCTD U (GUHAHCOBBIE TTOKA-
3aTenu opraHusanuiu. [Jpyrue npumepst Todek GOKyCu-
POBKM — IPOLIECC MOfAYN JieK/Iapaliyl IIaeBOTO MHBe-
cruimonHoro ¢gouaa B Kommccuio no neHHbIM OymMaram
¥ 6V pyKaM MK ITPOLiecC epeBoja IpoAyKTa ¢papMalieB-
TUYECKOI KOMITAaHUY U3 CTAJVV MCC/IETOBAaHNS B MapKe-
TYUHT ¥ IPOU3BOJCTBO.

— CKOHIIEHTpUPYIITECh Ha CAMBIX IEPCHEeKTUBHBIX TOY-
KaxX (poKycmpoBKU. DTO COKPATUT 3aTPaThl BpeMeH!
¥ SHEPI MM, KOTOPBbIE ellje MOTPeOYIOTCA AJIA HOCTVKEHU A
3HAYMMBbIX PE3Y/IbTATOB. Y/Iy4llleH)e Ha HaYa/lbHOM JTalle
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IPOU3BOANTENBHOCTY B BBIOPAHHBIX BaMM 00/TaCcTsX JaCT
BaM BIIOC/IEACTBUY OOIBLIYIO CBOOOAY AEICTBUIT U CO3-
IaCT MIPOCTPAHCTBO JIJIs TPOBefieH NI 60Tee MacTaOHBIX
npeo6pa3oBaHMIL.

— 3amycK MUIOTHOTO IpoeKTa. ItaHnpyiiTe nepcreKTuB-
Hble MMJIOTHBIE IIPOEKTBHI, HalleJIeHHbIe HAa BBIOPAHHYIO
BaMI TOYKY (OKYCHPOBKY, KOTOPbIe MOXHO OBICTPO
3anycTuTh. IlepBble ycmemrHble MPOEKTbl NPUBORAT
B JIBYDKEHIe BeCh Balll B II/IaH, BJOXHOB/IAIOT paOOTHNKOB
U IIPUHOCAT peajibHble yIydlleHns. BcoMHNM, OnATh
Ke, npuMep IneH Jn.

— IloBbIlIeHNe «areHTOB» BallMX NepeMeH. BoiaBuTe
B HOBOM KOJUIEKTVIBE Ha BCEX YPOBHAX PaOOTHUKOB, 0671a-
AIOIIX HeOOXOAVMBIMY 3HAHVSIMU U IO I P>KUBAIOLINX
Ballly IporpaMMy usMeHeHmit. IIpogsurarite ux, Kak aTo
cfienasna JrieH, Ha 60/iee OTBETCTBEHHBIE JO/DKHOCTIL. 3aTeM
TOBEAUTE 3TOT NPUHINUII O BCETO KO/IEKTUBA, LIefPO
Harpakjas OTIMYMBIINXCA 3a JOCTUTHYTbIE YCIIEXN.

— Vicnonp3yiiTe NUIOTHBIE MPOEKTHI KaK CIOCO6 BBECTH
HOBbIE HOPMBbI IIOBeleHN . Baiy nepsble MPOEKThI, KaK
B crry4ae OreH JIu, JO/KHbI IEMOHCTPUPOBATh BCEM, KAKO
BBl XOTWTE BUJIETh BaIlly OPTaHM3alnio (TIofpasienieHne
WM Ipymiry) B 6ypayiem. BocronbayiiTech cremyomym
KOHTPOJIbHBIM JIMCTOM, YTOOBI CTIITTAHMPOBATD CBOV IIM/IOT-
HBI€ IPOEKTBI ¥ JOCTUYb MAKCYMA/IbHOTO PE3y/IbTara.

KOHTPONbHbII INCT NUAOTHOFO NPOEKTA
[na Kaxaoro MUNOTHOrO MPOEKTa, Heo6X0AMMOro Aas JOCTUKEeHMS
paHHUX pe3ynbTaToB, UCMONb3YHTE JaHHbIA KOHTPONbHbIA AKUCT. OH no-
MOXeT BaM y6eauTbCsi, Y4TO Bbl yCTAaHaB/AMWBAETe BbICOKME CTaHAAPTbI
MMEHHO TOW MOZENM NOBEAEHUS, K KOTOPOM XOTUTe NPMBECTM BO3I/1aB-
NIEMbIA BAMU KONIIEKTUB.

— [lpaBunbHO NM nogo6paHbl Kaapbl C NO3WULMKM 3HAHWM, HABLIKOB

1 B3aUMOOTHOLIEHWNIA?
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— Y KOr0 13 COTPY/IHUKOB €CTb aBTOPUTET, HABbIKW YNPaBIEHUs NPo-
EKTHOII IeATeNbHOCTbIO, KTO M3 HUX 06/1aaeT TBOPYECKUM NMOAXO-
[OM K NMOpPyYEHHOMY A€y U B COCTOSIHUM BO3MaBUTb MPOEKT?

— Kakue uenv MOXHO cynTaTh JOCTUKUMBIMU?
— B KaKkue peanbHble CPOKU NPOEKT MOKET ObITb BbIMOJIHEH?

— KaKue MHCTPYKLMM, KOHCYNbTALMA UK CXEMbI Bbl PEJOCTABUTE,
4TO6bI HAMNPABMTL KOMAHAY Ha MOUCK PEleHNs TPOBAEMbI?

— Kakue euie pecypcbl HE06X0AMMbI ANS AOCTUKEHUS ycnexa?

— Kak caenatb, YTOGbI JI0AM NOYYBCTBOBAIM CBOIO OTBETCTBEHHOCTb
3a OCTUMEHWE HAaUBbICWEro pe3ysibTata?

— KaK Bbl BO3HarpaguTe COTPyAHWKOB 3a ycnex?

N36erante npeacKkasyembix CIOPNpU30B

Bce Bamm ycunms no fOCTVOKEHUIO NIEPBBIX Pe3y/IbTaTOB MOTYT
OBbITh CBEIEHBI Ha HET, €C/IM BbI BOBPEMS He 3aMeTnTe «60MObI
C 4aCOBBIM MeXaHM3MOM» U He 00e3BpefuTe UX 0 TOTO, Kak
OHU B30OPBYTCA Y Bac Iepefi HocoM. Ecnnm ke 3T0 Ipounsoijer,
Ballle BHIMaHIe NepPeKTI0UNTCA Ha MIPOfO/DKUTENbHYI0 60pb0y
C TI0>KapoM, U HafIe>X/[bl Ha IVIAHOMEePHOe IIPOYHOe YKpeIlIeH)e
B HOBOIJ1 JJOJDKHOCTY Pa3BEIOTCA KaK JIbIM.

BeIBaet, YTO rpOM I'peMUT U IIpU sICHOM Hebe. Bam ocraercs
IIPOCTO HaJeTb NOCHEXM M JAThb CaMblil PeLINTeIbHbIN OTIIOP,
Ha KaKOJl BBI TOIBKO CIIOCOOHBI. VI BCe e C/IMIIKOM 4acTO HOBBIE
TMUAEPHl TEPIAT MOPAa>KeHNA M3-3a TOTO, YTO S M MOJ KOJIjIera
Makc basepman HasbiBaeM «IIpefcKa3yeMbIMU CIOPIIPU3aMI».
9TO cuTyanuy, B KOTOPBIX Y /TIOAEN eCTb BCA HeoOXOAMMas MH-
¢dopmanus, 4To6bI pacosHaTh MPOOIeMy 1 IPEAIPUHATD COOT-
BETCTBYIOIVE JeIICTBUS, HO OHU 9TOTO He JlefaoT*. 3a4acTylo
HOBBIII /IMJep MPOCTO MILET He TaM, I7ie HY>KHO, UM He 3a/laeT
BOIIPOCHI, KOTOpPbIe JJO/DKEH 3afjaBaTh. Kak yxe 06cyx/anoch
B IVIaBe 1, y BCeX CYIECTBYIOT CBOM IIPEANIOYTEHN B IpObO/IeMax,
HaJl KOTOPBIMM OHM JTI00AT paboTath. V ecTb mpobIeMsl, KOTOPBIX
MBI 136eraeM MM YYBCTBYEM, YTO HEIOCTATOYHO KOMIIeTEHTHBI,
4TOOBI CIIPaBUTHCA C HUMM. EC/v BBI CK/IOHHBI K paboTe B Map-
KeTHHTe, a HaullHaeTe PyKOBOAMUTD 3aITyCKOM HOBOTO IIPOJYKTA,
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TO HEYAMBUTE/IBHO, YTO BbI OOJIbIIIE COCPENOTOUNTECh HA MapKe-
TUHIOBOJ CTOPOHE, a He Ha IepeXofie K CEPUITHOMY IIPOM3BOJICTBY.
Bam Heobxommmo m60 yrmyouThes B Te 061acTy, B KOTOPBIX
BBI YYBCTBYeTe JVICKOM(OPT, 1160 OKPY>KUTD Cebs HaleKHBIMU
KOMIIETEHTHBIMM JTIOIbMI, YTOOBI 3TO CJie/IajIii OHIL

Emre opHa mpuunHa mpecKkasyeMbIX CIOPIPH30B 3aK/TI0YaeTCs
B TOM, YTO JI00asg opraHM3alysa nogoOHa masiy, KOTOpbIil HU-
KTO HUKOTZIa He coOupaeT [0 KOHIA. B KaXkmoil opraHmMsanum
eCTb CBOU «MH(MOPMALIOHHbBIEe KaHa/bl». Ec/i BBl He JobbeTech
TOTO, YTO HeoOXofyMasA BaM MHGOPMAIMs OKaXKeTCsA «Ha IO-
BEPXHOCT!», I He IHTETPMUpPYeTe ee B OOIMII IpoLecc, TO -
CKyeTe OKa3aTbCs MpeficKasyeMo yAUBIEHHBIM. BoconbayiiTech
CTIeAYIOLIVIMYU BOIIPOCAMM, YTOOBI OIIPeIe/INTD IIOTEHIIaIbHbIE
«11pobeMHbIe» 0071acTH.

— BuemHsaAs cpena. MoryT /i TeHEHIMN B OOII€CTBEHHOM
MHEHUN, TeVICTBUSX IPABUTEIBCTBA MM OO'bEKTUBHBIE
9KOHOMIYECKIIE YCTIOBS CO3[aTh 3HAYNTe/IbHbIE IIPOOTIEMbI
A1 Ballell opranmusanuu? Hampumep, u3MeHeHMe IO TH-
4eCKOTo Kypca IIpaBUTe/IbCTBA, KOTOpoe OyaeT Omaronpu-
ATCTBOBATD BAlllVIM KOHKYPEHTaM VI TTOBIAET Ha LJeHbI
U PacxXofibl; CYLIeCTBEHHOE M3MeHeHNe 00IIeCTBEHHOTO
MHEHNA O BAMAHUY Ballero NpofgyKTa Ha 3[0pOBbe WM
6€30MaCHOCTb; HATTBUTAIOIINIICS SKOHOMUIECKUTT KPU3HC.

— KnueHTBI, ppIHKM, KOHKYPEHTBI M ITT06aIbHasA CTpa-
terna. HabmofaoTcs 1 M3MeHeHMsI B KOHKYPEHTHO
0o0CTaHOBKe BOKPYT Balllell OpraHM3aluy, KOTOpble
MOTYT BBI3BaTh 3HaYNTeNIbHbIE IpobmeMbr! Hanmpumep,
VICC/IelOBaHMe ITOKA3bIBAET, YTO Balll IPOAYKT YCTYIIaeT
KOHKYPEHTaM; IOABUJICA HOBbII KOHKYPEHT, KOTOPbIA
npeparaet 6oee JleleBblit aHAJIOT; «IIeHOBas» BOITHA.

— BayTpenHue Bo3M0OXHOCTH. CyleCTBYIOT /1M TOTEHIIN-
a/IbHBIe TPO6TIEMBI, CBSI3aHHBIE C IIPOL[ECCOM, HaBBIKAMI,
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BO3MOJXHOCTAMMU BallleTo IOApa3aeIeHN A, KOTOpbIE MOI'YT
BbI3BaTb KpI/ISI/IC? HaanMep, HEOXXNAaHHbIE KaIpOBbIE
IIOTEpU; CEPbE3HDbIE Hp06H€MbI C KaueCTBOM Ha 6a30BOM
IpefnpnATNN; OT3bIB IIPOAYKTA C pbIHKA.

— OpranusanuoHHas nmomuruka. CyljecTByer /iy oIac-
HOCTb HEOCO3HAHHO HACTYNUTb Ha «IIOTUTUYECKYIO
MUHY»? HanmpuMep, HeKOTOpBI€E TIOAY B BalleM MOJpas3-
fie/ieHny 06/1aaloT «CTaTyCOM HeNPUKOCHOBEHHOCT»,
HO BbI He 3HaeTe 3TOT0; BbI HE 3aMevaeTe, KaK Balll KOJIJIera
TalfHO BPEJUT BaM.

PykoBoauTe nepemeHamu

Koma BbI BbIAACHUTE, I'l€ MOKHO OOCTUYb II€PBbIX 1'[066,[[, nogy-
MaiTe, Kak I[O6I/ITI)CH IIEpEMEH B Ballen OpraHmsagynm B LI€JI0OM.

3a|'|ﬂaHVIp0BaHHbIe nepemMeHbl Uin KoJIJ1IeKTUBHOEe
o6y4yeHue

Kak TO/NBKO BBI OIlpefiennTech ¢ BaXKHENIIMMU IIpobieMamu,
BOIIPOCAaMM, C KOTOPBIMM HPEACTOUT pasobdpaThcs, Balll Clie-
AYIOMMNII AT — PeIINTb, CTOUT JIN UCIIOIb30BATh TO, YTO MOS
Kojera MMM OIMOHJICOH Ha3Baja «3alITAaHMPOBAHHBIMI,
a 3aTeM BHE[PEHHBIMMU IIepeMeHaMI», WU XKe CHelaTb YIOop
Ha KOJZIEKTMBHOe o6ydeHue”. IIpAMONMHeHBIN TOAXO] «3a-
I/IAaHUPYIT ¥ BHEPM» XOPOIIO paboTaeT TOrfa, KOTAa BbI yBe-
PEHBI, YTO eCTh:

1. OcBemOMIEHHOCTD. [JOCTaTOYHOE KOTIMYECTBO COTPYA-
HIUKOB OCO3HaeT HeOOXOAVIMOCTD IIepeMeH.

2. Iwmarnos. Bol 3HaeTe, 94TO HY>KHO U3MEHUTD U IIOYEMY
3TO HEOOXOMMO CHE/IaTh.

3. KoHuenumus. Y Bac ectb ybeuTebHast KOHLEIIIVA Y Y€T-
Kas cTparerus geiicTBUIA.
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4. IInan. Y Bac ecTh HEOOXOAMMAsA KOMIIETEHI[UH, YTOOBI
paspaborarb JleTa/IbHBII IIJIaH.

5. Ioppmepskka.Y Bac ecTb BIMATeNbHAA KOAJIULINA CTOPOH-
HUKOB, HO,E[I[CP)KI/IBaIOH.U/IX Ballll HAYMHAHU A.

ITopxoy «ITaHMPYIT U BHEAPSII» MOXKET OIIpaBjaTh cebs1, Ha-
IpUMep, B CUTYalL[My BBIXO[A U3 KPU3NCA, KOI/ja JIIOAY IIpU3Ha-
I0T HajIM4ue IpoOIeMbl, pasiensaioT CIOCOOb! ee yCTpaHeHus,
B OCHOBHOM TeXHMYeCKMe, a He Ky/IbTYPHbIe WIN IOIUTIYe-
CKUe, ¥ )KaXKAYT PelIeHNs 9TON MPOOIeMbl.

Ecu BbI HAXOZUTECh B CUTYALMI PEOPTaHMU3ALINI U COTPYIHN-
KI OTPULAIOT HA/IM4Me HeOOXOMMMOCTI IIepeMEH, TO OHM, CKopee
BCETO0, BCTPETSAT Balll IIaH IPOOOBBIM MOT4YaHeM. Bam morpeby-
eTCsI IOBBICUTD YPOBEHb VX IIOHMMAHNs HeOOXOIMMOCTI Tiepe-
Me€H, YCKOPUTD AMATHOCTUKY IIPOOTIeM, CO3/jaTh U IPENCTaBUTh
yOenuTebHble KOHIIIILINIO ¥ CTPATeriio MM PaspaboTaTh OCHO-
BaTe/IbHbII KPOCCHYHKIVMOHATBHDI IITaH BHEPEHNS, CO3/jaTh
KOQJIMLINIO, KOTOPasl MOAJEP)KUT HeOOXOAVIMbIE TTepeMeHbL.

Yro06B!I JOCTINYB TI0007T 13 ITUX Ie/Iell, PEKOMEH/IYeTCsT CKOH-
LIEHTPUPOBATh BHUMaHME Ha 3aIyCKe IPOoliecca KOJIEKTUBHOTO
o0ydeHNs, a He Ha pa3pabOTKe U HaBA3BIBAHUM COTPYLHUKAM
CBOEro IIaHa mepeMeH. EC/ii MHOTHe COTPYHUKM «IIpefHa-
MEpEHHO CJIeTIbl», YMBIIICHHO He 3aMeYaloT HaJIBUIAIONIVIXCS
npo6eM, HeOOXOAVMO CHATD C X IJIa3 IejieHy. BMmecto Toro
4TOOBI HauMHATh (PPOHTA/IPHOE HACTYIUICHME Ha «OOOPOHHBIE
HOPSAAKN» KOJ/IEKTUBA, BaM C/IefyeT BeCTU YTO-TO HOXOXKee
Ha [IAPTU3aHCKYIO BOJHY, IOCTENEHHO OC/MA0/IATh COPOTHBIIE-
HII€ «IIPOTMBHIKA», TOBBIIIATH €I0 OCBEJOM/IEHHOCTD, YTBEPIX-
masi B HEOOXOAMMOCTH TepeMeH.

Bbl MOXKeTe cenmath 9TO, 3HAKOMS K/TIOYEBBIX COTPYLHUKOB
C HOBBIMU crtocobamu BefieHMs1 Gu3Heca, HalpuMep, Mpeo-
CTaB/Isisl UM HOBBIE JaHHbIE O CTEIIeHN Y[OBI€TBOPEHHOCTI
K/IVIEHTOB VI MHPOPMUPYS O MPENIOKeHNAX KOHKYPEHTOB.
JIn60o MO>KeTe IIPOBECTI COIOCTABNUTEIbHBII aHA/IN3, CPABHIB
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JiesITeNIbHOCTD Balllell OPraHM3aLi C fesITeNbHOCTBIO Hanboree
YCIIELIHOTO KOHKYpeHTa. JInbo crpoBOLpOBaTh JIIOfieil Ha I0-
VICK HOBBIX IIO[IXOJOB, HaIIpYMep, 3aI/IaHIPOBaB CepuIo cobpa-
HUll B HepopMasbHOI 0OCTaHOBKE, YTOOBI cOO0IIa 06CYAUTDH
KJII0OYeBBbIe 3aJla4l VTN IIPOLecchl. TakuM 06pa3oM, ITTaBHBIM
LISl Bac SIB/IAETCS HMOHMMaHUe, KaKue IepeMeHbl MOXXHO BHe-
[PUTb HALPAMYIO, @ KaKue — JIMIIb IOC/Ie UX KO/UIEKTUBHOTO
ocosHauus. [TogymaiiTe, YTO BbI XOTUTE U3MEHUTD B CBOEIL Op-
TaHNU3AIVY, M BOCIIONB3YITECh puc. 4.2, 4TOOBI IOHATH, KOT/a
JUISL JOCTVKEHNs yCIeXa BaXKeH MMEHHO NPOLecC KOMTEeKTUB-
HOTO O0y4eHNs.

Puc. 4.2. lnarHocTuyeckasa cxema ynpaBieHUd U3MEHEeHUaAMUu

OueHKka DeiicTBue
MHGOPMUPOBAHHOCTS? [loctato4Has HHGOPMUPOBAHHOCTb Her MoBbICUTE UHHOPMUPOBAHHOCTD
0 HE0GX0ANMOCTH nepemMeH? 1 NPeooneTh 0TpULaH1e
la
Y
Het
JIarHocTixa? TwarenbHas AnarHocTMKa npobnem N MpoBeanTe AMArHOCTUKY
1/NAK BO3MOXKHOCTER? OCHOBHbIX NMPUYUH
lla
Y
Her o o
Nepcnexrusa? Y6eanTtenbHasa MOAENb HOBOMO > 3aliMuTech BbIpaboTKOM
6u3sHeca? CTpaTerun 1 KoHUenuun
Na
Het
lnan? | [JetanbHblit nnaH BHeAPEHNA? > PaspaGoTaiite nnaH
fa |
A4
Het o
Monzepxxa? HeoGxoanmoe 60/1bWMHCTBO € > 3aliMuTeCh 06Pa30BaHNEM
MOAAEPKMBAET NEPEMEHbI? KOanMLUN CTOPOHHUKOB

3

YenewHsbie nepemMeHbl

A



114 Ilepsbie 90 nHeit

HayunHaitTe MeHATb MoaeNb NnoBeeHUA

Korpga Bbl I1aHMpyeTe mepBble MO0EIbI, IMeliTe B BULY, 4TO UX
TNOCTVKEHJE BO MHOTOM 3aBUCUT OT CPEe/ICTB, KOTOPBIMM BBI
IJISL 3TOTO BOCIIONIb3yeTech. VIHMIMAaTHBEI, KOTOPBIE BbI IIPE-
IIpUHMMAETE, JO/KHBI OJHOBPEMEHHO YCTaHAB/IVBAaTh Y HOBbIE
CTAQHZApTHI IOBEeJIeHNMsI B Ballell opraunsanum. Jmex JIn gobu-
JIach 3TOTO, TIJATEIBHO OTOOPAB U MPOMHCTPYKTUPOBAB YICHOB
CBOEJ NMPOEKTHOI KOMaH/IbI, a 3aT€M OIlepaTMBHO BHEJPUB UX
peKOMeHJalMM B JIENO.

YroObl N3MEHUTb CBOI0 OpPTAaHM3aINIo, BaM, CKOpee Bce-
ro, NIpUAETCA U3MEHUTD ee KYIbTypy. DTO CI0KHasA 3ajaya.
Y Bamreil opraHU3anuy MOTYT OBITH ITTyOOKO YKOPEHMBIINECS
«IIJIOXVe» TIPUBBIYKY, OT KOTOPBIX BBI ITOXKeTaeTe M30aBUThHCA.
Ho MbI 3HaeM, HACKONBKO CIIOXKHO JjaXKe IS OJHOIO 4YerloBe-
Ka M3MEHUTD NPUBBIYHBIN YKIaJ, BEJEHNA JIeNl, He TOBOPs YKe
0 cpaboTaBuIeMcs KOJIIEKTHBE.

ITpocTo «B30pBaTh» CYIIECTBYIOIYI0 KYIbTYpPy M HayaTb
CTPOUTD HOBYIO — BPAJ /M NIPABUIbBHOE pelleHue. Y mrofen
U OpTaHM3ALMM €CTh IpeJe/l eMHOBPEMEHHOTO BOCIPUATHA
nepeMeH. B 1106071 OpraHN3alMOHHOI KY/IbType eCTh He TONIbKO
HEJJOCTaTKV, HO M JOCTOMHCTBA; OHM CO3JAIOT IIPENCKa3yeMOCTh
U ABNIAITCA IMOBOOM /1A TOpAoCTU. Ecny BBl HauHeTe cpa-
3y IPONOBEIOBATh MJIEI0, YTO B OPraHM3aLMM U €€ KYJIbType
HeT HMYEro XOpOUIEro, TO NNIINTE COTPYJHMKOB OLIYyIIEeHNA
CTabM/IBHOCTY. A ce0s1 — MOTEHIVaIbHOTO VICTOYHMKA SHep-
TUY, KOTOPBIIl MOXKHO OBIIO OBl MCIIO/B30BATD JI/IS1 IOBBILIEHIIS
MIpOM3BOAUTENBHOCTH. II09TOMY O4eHDb BaXKHO OIpefieIUTh KaK
OTpULIATeNIbHBIE, TAK U MOJOXKUTENIbHbIE 3/IEMEHTBI CYI[eCTBYIO-
el Ky/lIbTypbl. YKpenaAiTe CBOIl aBTOPUTET U XBa/lNTe BCe
Xopollee flaXke TOTAa, KOrja CTpeMUTeCh U3MEHUTD IIJIOXOe.
DyHKIMOHA/IbHBIE aCIIEKThI IPeXKHel, 3HAKOMOJ paboTHUKaM
KYJIBTypPbl CTAHYT T€M MOCTOM, II0 KOTOPOMY BBl IlepeBefjeTe
JIofiell U3 MPOIIIOTo B OyAylee.
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Bbl6epl/|Te CTpaTteruo B COOTBETCTBUN

C cuTyaumnen

Be16op cpencTB M3MeHeHMS MOJie/lV NOBeeHN s JO/KEH 3aBU-
CeTb OT CTPYKTYPBI OpraHM3aIU, IIPOM3BOACTBEHHOTO MPOIIec-
ca, Ipo¢ecCHOHATbHBIX 3HAHNI BAIIMX IOJYMHEHHBIX U, YTO
caMoe Ba)KHOe, OT OM3Hec-CUTyaluu, B KOTOPOIl HaXORAUTCS
opranusanusa. OLeHnTe pasHUIY MEX/Y TeM, KaK BHEPUTD U3-
MEHEeHNs B MOJIe/ TIOBeleHNUs B CUTYALIX BBIXOZlA 3 KpU3uca
U peopraHmsanyy. B BeIXofe M3 Kpuauca Bbl CTaJIKMBAeTECh
¢ coyeTanueM fiebuUUTa BpeMeHM U HEOOXOAMMOCTU OBICTPO
OIpeleNTh ¥ COXPAHUTh OCHOBY Om3Heca. BrionHe mopxomsi-
I[IMMU 3[€Chb 9aCTO SIBJISIIOTCS TaKyue METO/bI, KaK [pUBIeYeHe
HOBBIX JTIOfiell ¥ CO3[jaHNe MPOEKTHBIX I'PYI /IS PelleHus
KOHKPEeTHBIX 3a/la4 II0 IOBBIIMIEHNI0 MPON3BOANUTETbHOCTI.
CpaBHUTe 3TO C CUTyallMell peopraHmn3auui, IFe BaM JTydile
HayaTh C MEHee OYEeBM/JHOTO HaMepeHMs IpeoOpa3oBaTb Cy-
IeCTBYIOIYI0 MOJe/b IoBefeHuA. [locTeneHHO M3MeHAA I10-
KasaTe/y MPOU3BOAMUTETBHOCTI U IIPOBOJASA CPAaBHUTE/IbHBIN
aHa/u3, BBl MOXKeTe MOATOTOBUTH MOYBY /I KOJUIEKTUBHOI
paspaboTKy crioco6oB peopraHmsanuy OusHeca.

Haxowner, He 3abbIBaiiTe 0 CBOeJl IJIaBHOI Lie/i — 3aIycKe
BOJIHBI TIEpeMeH, KOTopasi Oy/ieT CllocoOCTBOBATh BHIPAOOTKe
JKelaeMOJl MOJie/IM KOJIIEKTMBHOTO MOBEEeHNS U IOMOXKET JO-
CTUYb NIPUOPUTETOB, OIPee/IeHHBIX BaMI B Ka4eCcTBe IepBOOUe-
penubix. [ToMHUTe, YTO B Hadase ABVOKEHNUA K PpyHAaMEeHTa Ib-
HBIM IlepeMeHaM BaM Oy/ieT ZOCTaTOYHO ZOOUTHCS CKPOMHBIX
Yy YIIEeHNIA.

Bonpochkl 419 CaMOKOHTPOIA

1. CyudeToM Baleit CUTyanuu, KaKumMu OygyT IpOJOIKI-
TeJIPHOCTD U pasMep Ka>K/[0i1 13 BOJIH IIepeMeH, KOTOpble
BbI IJTAHMPYeTe?
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2.

Ha ocHoBaHMM TOTO, YTO BHI y>Ke 3HaeTe, KaKye MepBo-
ouepefiHble 3a/1a4M BBl CTABUTE Tepef c060i1¢ YUnThIBast
oIpefe/ieHHble BAMU IIPUOPUTETHI, UTO HY>KHO CHENaTh
BO BpeMsI a[JalITAl[1/1 B HOBOU JOMKHOCTH, YTOOBI 32710~
JKUTDb OCHOBY /I UX JOCTVIKEHUA?

Kakoit 651 BbI XOTe/IM BUETh KY/IbTYPYy OpraHU3aALNK
K KOHIy Ballell «3pbl»¢ ONumuTe MaKCMManabHO SPKO,
HACKOJIBKO 3TO BO3MOYKHO, KAKO€ IIOBEJIeHE 3aC/Ty KMBAET
BaIIETro IOOLPEHNS, A KAKOE — HE 3aCITy KMBaET?

Yo BbI MOXKETEe Ha4YaTh [e/IaTh y>Ke BO BpeMs alallTaliu-
OHHOTO [Tepuofia B HOBOI JO/DKHOCTM, YTOOBI UISMEHUTD
CYLIeCTBYIOLIYIO MOJIe/Ib ITOBeIeH?

Kak BbI II/TaHMpYyeTe ycTaHaB/IMBATh B3aIMOCBA3b C Balllell
HOBOI1 opraHusanueii? Kto ABnsgeTca Balleil OCHOBHOI!
ayauUTOpMelt, KaKye Mey Bbl XOTe/IN Obl IOHeCTH [0 Hee?
Kaxne cpeficTBa KOMMYHMKAIIMM CUUTAETE JIIA STOTO
OINTVMMAJIbHBIMU?

Kakne Hamboee mepcreKTMBHBIE TOUKY (POKYCHPOBKY
BHMMaHVA BbI BbIOepeTe I/ YCYINI IO YIY4IIeHUIO
apdexruBHOCTN? OCTAHOBUTECH HA OHO 113 HUX V1 IIOAY-
MaiiTe, KaK yJIy4IIeH)s B 9TOI 06/1aCTy MOTYT IOMOYb
B CO3/IaHMV HOBOJI MOJIe/IV MOBefleH M A?

C y4eTOM M3MEeHEeHMIT, KOTOPbIe BBl XOTUTE IPOBECTIL,
B KaKMx chepax He0OXOLMMO 3a/IefiCTBOBATD KOJI/IEK-
TUBHOE 00ydeHMe?



