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B kHure nonyunnu passutune naewn 6oiswero cotpyaHmka McKinsey, a Tenepb pykoBoamTens
cobcTBEHHOro LeHTpa xoHa KaTtueHbaxa.

He Bce MeHenxepbl cpefHero 3BeHa CTaHOBATCS NMnAepamm KoprnopaTmBHbIX
npeobpasoBaHmii. Mbl pacckaxem o0 ABYX TaKux nuoepax.

Oxopox OoenuH (George Devlin) — ynpasnsiowmin AMpekTop 1 BuLe-npe3naeHT
kopnopauun Compag, oTBevalowmii 3a ee onepaumu B lWotnanann (Ha aTy cTpaHy
NPUX0ANTCS NONOBMHA eBponeiickoro obopota Compaq). Y Ixopaxa HeT cTeneHn Marmctpa
LEeNoBOro agMMHUCTPUPOBAHNS, a CBOK TPYLOBYIO Kapbepy OH Ha4MHan ¢ 4ONXKHOCTH
HayanbHMKa CMEHbl HA NakoKpPaco4yHOM 3aBoe. TaM-TO eMy 1 NPUWNOCh YCBOUTb FNaBHbIV
YPOK MeHenXmeHTa: «Ecnu Bbl yyacTBOBanu B npouenype 3akpbiTus NpeanpuaTus n
yBULENN, CKONbKO 60NN 3TO NPUHECIO MHOMUM NOASAM, TPYAUBLWMMCS HA HEM B TEYEHNE
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MHOIrmnx neT, TO Bbl 3aXOTUTE Y3HATb BCE YTO TOJZIbKO MOXHO 06 ynpasneHnn KOMMNaHnemn v
nocrtapaeTecCb HMKorga He JonyCctutb Takoro cHoBa».

B 1980-e rr. kopnopauns Compaq 6bina nobuMnuein KpynHbIX MHBECTULIMOHHBLIX HaHKOB, U ee
cpaBHuBanu ¢ daeunoom, a IBM — ¢ Nonnadpom. Compaq 6bin HacTonbko yBEPEH B CBOEM
ycrnexe, 4To NpespaTuics, B CBOIO ovepenb, B [onnada, He 3ameTus npmxoda Hosoro lasnga
B nuue komnaHuu Dell. Hactynnn MOMeHT, korga pocT usgepxek, OONroe Bpems
HaxXO4MBLWWNIACS B TEHM pocTa 06 bEMOB NPON3BOACTBA, CTan SBHbLIM. TOraa BbISICHANOCh, 4TO
KnneHTbl Compag 6onblue He XOTAT NNATUTb CIMWKOM MHOFO 32 Ka4eCTBO Y HAAEXHOCTb
NPOAYKLMN, KaK N 3a CEPBUC, — CKOJb Obl BbICOK HU Obin NX ypoBeHb. [19BNMH BCNOMMHAET:
«Ham Hy>XHO 6bIno [OBUTHCS NOBLIWEHNS NPON3BOAUTENBHOCTM TPyAa, NO3TOMY BMECTO
KOHBeWepa Mbl BBE/N «CEKLNOHHOE» NMPON3BOACTBO, OCYLECTBNSEMOE KOMaH4aMM
coTpyaHUKoB. CO CTOPOHbI MO0 NOKa3aTbCs, YTO Mbl CHECNN NPOCTOSABLLYIO AECATKN NeT
Oinpenesy balwHI0, 3aMEHMB €€ YEM-TO BPOAE Kapycenn».

MoHavany IasnvHy He ynanocb y6eanTtb B CBOE NpaBoTe TOM-MEHEOXEPOB U3
wrab-kBapTpbl Compaq, pacnonoXeHHon B XblocTOHe. Toraa oH pUCKHY 1 cTan
necTBoBaTh caMocTosiTenbHO. K cyacTblo, ero naes ¢ cekumsMm okasanacb YpessblyanHo
3P PEKTUBHOI, HO ee peannaaumns NPOXoanIa HeMnpPocTo. «3TO BblNo YEPTOBCKM
60ne3HeHHO... ECTb HbIHEWHSS cuTyaums n ecTb Byayliee, a MeX Ay HUMU — KPOBb, MOT U
cnesbl. HEBO3MOXXHO CMOKOMHO OTHOCMTBCS K CTPaAaHusiM, CONpoBOX JatoLMM CTONb
CYWECTBEHHbIE U MHOMOYUCNEHHbIE N3MeHeHUS. MNpeobpa3syoTcs NPOM3BOACTBEHHbIE PO
COTPYIOHUKOB, (oM3nyeckasl CTpyKTypa npeanpusitvs, u Bce 3T0 — 0AHOBPEMEHHO C
NONbITKaMW BbIBECTMW NOAEN 3a NpeLenbl X NOBCELHEBHOW PyTUHbI, NOKasaTb UM Byayume
MPOLIECChl 1 CUCTEMbI», — OENUTCS CBOUMU NnepeXxmBaHmsimm JasnvH.

Bo BpeMsi npebbiBaHNS (OMPMbI B CTOJb Y>XKACHOM NepexXoaHOM COCTOSIHUMN NnOepbI
KoprnopaTuBHbIX Npeobpa3oBaHnii y4aTcs BbixXunaTb 1 nobexaaTb, Toraa Kak obblYHble
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MeHeaXepbl MOryT AeACTBOBATb TOMbKO B HbIHEWHel unu byaywei cutyauun. Moxert 6biTb,
Compagq sBun npuMep KpainHe Hanps>XX eHHOro NEPEXoaHOro COCTOSHNS, HO BeAb BCE OTpacnu
Korpa-Hnby b cTankmearTcs ¢ NoAobHbIMM NpobnemMamu. TONbKO BOT HE BCE KOMNaHMK
pacnonaratT Takumy SpKUMU MMYHOCTAMM, Kak Jxopax [asnvH.

K cyactbto ons kopnopaunn Mobil, y Hee ecTb Npon3BOACTBEHHBIN MeHeaXxep HYapnba
BerHetT (Charles Bennett), npuwenwwnii B komnaHuio TeXHUKOM ewe B 1981 r. (cenyac oH
nHxeHep). NoHumas, 4yto B Hecene ¢ paboynMmn-HEPTAHNKAMM HE CTOUT Cpasdy MCNOb30BaTb
Takue NOHATUSA, Kak a0 PEKTUBHOCTb, AeNerMpoBaHmne NoIHOMOYUIA, CTOMMOCTb KOMMaHWU 1
T.0., OH pewun npeaBapuTenbHO pacckasaTtb O TSXECTU NpeacToswer uM paboTol. «HenasHo
KOMMaHusi NpoBena cokpaleHne paboymx MecT, U HECKONbKO Hawmnx ToBapuwein 6binm
yBONEHbI, — Hayan oH.— Bbl noHnmaeTe, noyemy a1o npom3downo? Mbl 6binu
HEKOHKYPEHTOCMOCOOHBIMU: HalM NPOU3BOACTBEHHbIE U3AEPXKMN OKa3annCb CANLIKOM
BblcOKUMU. Celiyac y Hac ecTb LOroBOP Ha TPW roaa, 1 3a 3T0 BPEMS Mbl JOMXHbI 06ecneynTb
CBOI 4YacTb paboT B paMkax KoHTpakTa Ha 300 MiH gonn. Msiy Ha Hawel nonosuHe nons. Het
rapaHTum, 4To Hawm paboyne mecta ByayT COXpaHeHbl, HO Mbl, MO KpPaHEen Mepe, MOXEM
NoMbITaTbCs YTO-TO cAeNaTb».

[Mocne cypoBoro BCTynneHns beHHeTT N3noXun MHeHe ToMn-MeHenXepoB OTHOCUTENIbHO
6u3Hec-nepcnekTMB KOMNaHMK, a TakXxe obpucosan cUTyaumio ¢ n3pepxkamu. «4 ckasan, 4To
He cobupatocb aenatb U3 HUX ByxranTepoB, HO OHM LOMXHbl MOHMMATb, Kak UX eXeaHeBHas
paboTa oTpaxaeTcs Ha nokasaTensx AesaTenbHOCTU KOMNaHni. Hawm nanepxkn coctaBnsnm
1,52 ponn. 3a bappenb, U S 3a8BUN, 4TO Mbl 006513aHbl UX COKPaTUTb. [NprnyemM s cosHaTeNbHO
MCNONb30BaN MHOXECTBO CrneunanbHbiX PUHAHCOBbIX TEPMUHOB, O KOTOPbIX OHW paHblue N He
cnbiwann». CpasHuB ns3gepxku Mobil c nokasatensamm KOHKypeHToB, BeHHeTT nokasan CBOUM
NOOYMHEHHbIM, KaKyto BbIr04y OHW CMOTYT NOMy4MTb OT CHUXEHWUS 3aTparT: BbipacTeT
nopTdoenb 3aKasoB, a C HAM U KONM4ecTBO paboymnx MecT. «Mbl BNoHe cymeeM oborHaTthb
COMEPHMKOB, a 3Ha4uUT, byaeTt 6onble paboTbl, Tak 4TO 3a Aeno, pebsta! Ecnm Mbl ctaHem
caMbIM 3P PeKkTUBHbIM OrnepaTopom B MekCnkaHCKoM 3anmBe, Hac y>X TOYHO He YyBONAT».

3/5



Real Change Leaders

AsTtop: Kinsmark
02.11.2006 19:13

[aHHas 6ecena ctana He eANHCTBEHHOW. YToObl OBECTY CMbIC/ NPEANPUHATON
peopraHnsauun oo Bcex, beHHeTTy HeoOHOKPATHO NPULLNIOCH MPOBOAUTL AMUCKYCCUN CO
MHOXECTBOM Niofen. «PsaoBble COTPYLAHVUKU CXBATbIBAKOT CYyTb peddOpPM He Ha rnpeseHTaumu,
a BO BPEMS pasroBopa 3a Yalkoi Kogpe, KOTOpbIV Bbl BeAeTe, CUas Ha nepunax 6ypoBo
nnatopMbl. C HAMK HYXXHO 06CyXAaTb 3TO KaXAblii IeHb 1 BCe BPEMS CnpalmBaTh: Kak Bbl
nymaeTe, eCTb /M B 3TOM CMbICN? YTOObI NOBNMATL HA UX MHEHMWE, HY>XHO OYEHb MHOIO
YyCUnInin».

Yapnb3 beHHeTT 06nafaeTt 0O4HMM U3 CaMblX  BblAAKOWMXCS KAYECTB, CBONCTBEHHbIX
MeHeOXepaM—nuaepam, — OH crnocobeH  NpeBpaTUTb XECTOKME M HeMPUSITHblE (PaKThbl B
OBVXYLYIO CUy KOMaHAHOM paboTbl. ObblYHbIE  MeHedXepbl XOPOoLWOo NPosiBNAOT cebs B
aHanmae MHAMKaTOPOB 1 COCTABNIEHUN  (PMHAHCOBLIX MPOrHO30B, HO TOJIbKO
MeHeLXepbl—NMaepbl MOTyT AOCTY4YaTbCs OO  ceplhel cBovx coTpynHukoB. OHKM Bceraa
HanoyT 0OXOO4MBbIE CNOBA, KOTOPbIE OCTYAST  CTPACTW, BOOXHYT B NIOAEN SHEPrUto 1
NO3BONIAT COXPAHUTb NX LOBEPME, T.€. TaKNe  MEeHeOXepbl CAenatT Bce Heobxoammoe Ans

NpoBeLeHNs cepbe3Hbix NpeobpasoBaHmnin.  MeHenxepbl HOBOro Tvna — 370
3aMackMpoBaHHbIe (PyHOAMEHTANMNCTbI, XOTS UX  Macka — [0BOJIbHO Npo3payHas. NHbiMu
cnoBamu, OHV BonnowatoT B cebe To, 4TO  06CyXOanochb B paHHWUX UCCNea0BaHNSX Mo
npob6nemam MeHeaXMeHTa. YXe AaBHO  BbISICHUIOCh: yChewH bl 6u3Hec npeacTasnseT
cob0oii Kak 9KOHOMUYECKUIA, TaK 1 coumanbHblii  MHCTUTYT. Micxoas ua aTtoro, UM u cnepyet
ynpaensitb. Taknue oyHOAAMEHTANNCTbl  SIBASKOTCS NPYBEPXEHLAMU Cnenyowmx
MPUHLMMOB.

CTporme cTaHdapTbl 3P PEKTUBHOCTI. OTO0  OTHOCUTCSH HE TONMbKO K (pMHAHCOBbIM
nokKkasartensam KomnaHmm, HoO n K r|0Tpe6|/|Tean|<0|7| LEeHHOCTW npennaraemMbix KNMeHTam
TOBapoB 1 ycnyr, n K cucteme noouwpeHnsa nepcoHana.

4/5



Real Change Leaders

AsTtop: Kinsmark
02.11.2006 19:13

BoBneyeHne psaoBbix COTPYOHUKOB B Mpouecc npeobpasoBaHuii. OHO [OMXHO ObiTb
MOCTPOEHO TakMM 06pasoM, 4Tobbl  COLEeiCTBOBaTbL BbICBODOXAEHMNIO CKPbITBIX B KaX oM
NINYHOCTN TBOPYECKUX CU, U AOMOJSHSATLCS yNpaBieHNEM Ha OCHOBE  KOHEYHbIX
pe3ynbTaTtoB. MeHenxepbl—nnaepbl  3HAOT: AeNernpoBaHme NonHoMounii pabotaeTt
MO-HACTOSIWEMY NMWb B TOM Cly4ae, ecnv  OOHOBPEMEHHO OT COTPYAHMNKOB TpebyeTcs
6e3yCNoBHOE BbINONHEHNE MOCTABNEHHbIX  3a4au.

CeronHslWHNEe MeHeaXepbl—Nnaepbl ak TUBHO MPUMEHSIIOT yKa3aHHble NpuHumnbl. Kak
npaBuo, 3TO ynpaB/ieHLbl CPeaHEro 3BeHa, HO UX NOTEpPI0 KOMNaHUsi He MoxXeT cebe
NO3BONINTb, MOCKONIbKY MMEHHO OHW HECYT Ha cebe rpys ycunuii, Tpebyownxcs ans
TpaHcopMaumy NoBeAEHNS BCEro nepcoHana.

NpononXxutb
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