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IIpo 3Ty KHUTY

3a CcBOIO KU3HD 51 BCTPEYasl MHOTMX KJIACCHBIX PyKOBOIMTENEH, OT KOTOPBIX TMEpeHsiT OecleH-
Hble 3HaHKs1. Ho BIIe 1 MHOTMX MeHe)KepOB, KOTOPBIE JOITYCKaJIM IpyOeiIie OnmOKH, 1 paboTaTh
C KOTOPBIMH OBLJIO MYKOM 1S KOMaH/IBl M IS 3aKa34rKa. MHoOrue oy (Kak CrelyaIiCcThl, Tak 1
MEHe Kepbl) He TIOHUMAIOT, YTo BooOIe aeaetr MeHepkep B [T, kakue HaBBIKM OH JIOJKEH UMETb,
Y KaKue OUIMOKY OH HU B KOEM CJIydae He JJOJKEH AOIYyCKaTh.

BusHec-TepaTyphl 0 MEHEXKMEHTY MHOTO, HO STOT “MEHE/KMEHT” B 00JIaCTH pa3padoTKH
MIPOrPaMMHOTO 0OECIeYeHH s YaCTO OKa3bIBAETCs OECIIONE3eH WU JIa)Ke BPEeJeH.

ITouyemy pa3pabOTUMKH YBOJIBHSAIOTCS, XOTS MX 3apIulaThl HOCTOAHHO pacTyT? Kak nenars Fixed
Price npoexkTsl? [louemy nocie BHeAPEHH Scrum’a yrnpasJisTh IPOEKTaMU He cTajio rpoiue? OTBEeTh
Ha 3TU BOMPOCH! KaJJOMY MTPUXOJUTCS UCKATh METOIOM IPOO M JOPOTOCTOSIIIUX OMIMOOK.

B 310#i KHUrE g mocTapajcs J1aTh CaMoe IJIaBHOE, YTO HY:KHO MEHe[l)Kepy — [IOHUMaHHue Mpo-
ucxosiero. S muury npo To, Kak Hy’KHO MOTUBUPOBATh KOMaH[y, KaK MO-pa3HOMY MOT'YT paOoTaTh
JEHBI'U B pa3HbIX CUTYAIUSIX, KaK HY’)KHO CMOTPETb Ha IIPOEKT, YTOObI BUAAETD €ro npodnemsl. 51 nuiiry
MMEHHO IPO Te BEllY, KOTOPble TIOHATh MHE CAaMOMY OKa3aJloCh TPyAHEe BCEro, U 3HaHWE KOTOPBIX
OKa3bIBaJIOCh KPUTUYHBIM J1JI1 MEHSI CAMOT0.

4l wacro ciplmat, 4To 3HaHUS Oe3 OMbITa He paboTaloT, ¥ B 9TOM KHUTE 5 IEPEAAI0 U CBOM OMBIT
Toxxe. OKOJIO MOJIOBUHBI KHUTH 3aHUMAIOT UCTOPUM U3 KU3HU' U KeHChl ¢ pa30opaMu. DTU UCTOPUM
cofepXar peasbHbIH OIIBIT, ¥ TIO3BOJISIIOT BaM He JIeJIaTh OIIMOKK CaMOMYy, a HAaOMOAaTh 3a OLTMOKaMH
APYTUX.

! Bo Bcex MCTOpHsIX 51 TIOCTApAICs H3MEHUTH OGCTOATEIBCTBA W MMEHA TEPOEB, YTOO He HAPYIIATH PABO JIOAEH Ha JIHUHYIO
Ku3Hb. Eciii BaM KaskeTcs, 4TO Bbl y3HAJM ceOs WM KOTO-TO APYTOro B KAKOH-TO U3 UCTOPUIA, TO yBEPAIO Bac, BaM TOJIbKO KaKeTcsl.
Ecnu BBl X0Tesn Obl NMOJEMMUTBCS KaKOH-TO CBOEW MCTOpHEN (WM 3a1aTh BOIPOC), TO Bbl MOXETE CBSI3AThCS CO MHOH 4Yepe3 MouTy
borisovke @gmail.com.
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IIpo aBTOpa

Agtop 31011 KHUrHM, KOHCTaHTHH BoprcoB, nMeeT 1BaAlaTUIIETHUI ONBIT paOOThI B UHYCTPUM
pa3pabOTKK MPOrpaMMHOr0O oOecrieueHrsl. YUacTBOBaB B JIECATKAX MPOEKTaX B POCCUICKUX, 3apy-
O€XHBIX U MEKIYHAPOIHbIX KOMIAHUAX B POJIM Pa3padOTUMKa M MEHEAXepa, OH HAKOIWJI OIBIT,
KOTOPbIM M JEJIUTCS B ITOW KHUTE.

Cas3arbCs ¢ aBTOPOM MOKHO € TIOMOIIIBIO IEKTPOHHOU MOYTH borisovke @gmail.com.

Jlnunbiil Onor aBTOpa AoctyneH no aapecy https://bukov-ka.livejournal.com/

Anpeca B counanbHbix cetsix: BKonTakre, Facebook

Co3snanue oonoxku: Mnmocrpatop Keenns Epomenko artbylulutyan



https://bukov-ka.livejournal.com/
https://vk.com/bukov_ka
https://www.facebook.com/konstantin.borisov.121
https://www.instagram.com/artbylulutyan/
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Pa3znea 1. O0uue Bonpochl MeHe?KMEeHTa

Menemxep B3aUMOJEUCTBYET C Pa3HBIMU JIIOIBMU: 3aKa3UMKaMU, TOM-MEHE)KMEHTOM CBOei
KOMIIaHUM, CBOE! KOMaH[IOM, MPeJCTaBUTENISIMU APYTUX KommaHuil. Y yacto Bce 3T JIIOAU OYEeHb
MO-Pa3HOMY CMOTPSIT Ha Mporiecc pa3pad0oTKK. UTOObI BHITIONHSATH CBOU 3a/1a4d, MEHEKep JTOKeH
00nagarh MUPOKUM B3[JISZIOM M BUJIETh CHTYAllMI0 HE MPOCTO TMOJ Pa3HbIMHU YIJIAMH, a B IIEJIOM.
[MosToMy 1151 HavasIa IaBaiTe MOroBopuM o MeHemkmenTe B [T B oOriem.
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Ocooennoctu menezkmenrta B IT

Wunycrpus pa3pabOTKU MPOrpaMMHOTO 0OECTIieueHHs] UCTIBITHIBAET KYTKYI0 HEXBATKy MeHe-
IDKEPCKUX KaJpoB. DTa HeXBaTKa Jaxke Oosee BhIpaXkeHa, yeM HeXBaTKa pa3pabOTUYMKOB, TECTH-
POBIIIMKOB, aHAJIMTUKOB U APYrUX UcroiaHuTener. Ordero tak mpoucxoqur? Jleao B 0COOEHHOCTSIX
MHIIYCTPUH, KOTOpbIe TpeOYIOT OCOOEHHBIX (PEIKMX) MEHEIKEPCKUX HABBIKOB M 3HaHUU. [laBaiite
PaccMOTPUM 3TH OCOOEHHOCTH.

1. B IT paboTaioT BBHICOKOKJIACCHBIE MCIIOJHUTEIN, KOTOPbIe HOIKHBI MPUHUMATh PEIIeHUS
CaMH.

CrielianucThbl BHICOKOTO YPOBHSI BCTPEUAIOTCs MHOTO TJi€, HO, MOkKaslyi, Tosbko [T He nmeer
HUKaKHUX MPOTOKOJIOB M MHCTPYKIIWIA, U M0JIaraeTcsl Ha SKCIEPTHHIE pellieHnsl. TeXHOIoruu, MeTo-
JOJIOTUH U OU3HEC-331a41 CIIMIIIKOM YaCTO MEHSIOTCS, YTOOBI BRIPA0OTaTh KaKKUe-TO peabHO pado-
TaloIlMe CTaH/1apTHBIE OAXoAbl. [la, MHOTME KOMIIAaHUM UMEIOT HEKOTOPBIE JOKYMEHTbI, HO OHU OIH-
CHIBAIOT BTOPOCTETIEHHBIE BEIIH, & He OCHOBHYIO padboTy. OnmchIBaeTCs, Kak ObICTPO HaJO OTBETUTD
3aKa34MKY, HO HE OITUCHIBAETCS, YTO MMEHHO HAJI0 OTBEYaTh. YKa3bIBAETCS MPOLIEHT MOKPBITHS IOHUT-
TeCTaMHU, HO HE OIMCHIBAETCS, KAK IMEHHO HY)KHO PEAJIM30BbIBATH ONPEAEIEHHbIN (DYHKLIMOHAII.

HasepHoe, ceifuac Takoe onucaHue U HEBO3MOXHO. B pe3ynbrare MeHeaxep NOIKEH YMETb
paboTaTh B CUTYyallMd, KOrJa pelleHrsi pa3HOTO YpOBHsI NMPUHUMAIOTCS 0€3 ero y4acTus, HO eMy
HY)XHO HE TepsITh KOHTPOJIS Hajl MPOEeKTOM. [lesiernpoBanre MeHeIKepCKUX 00sS3aHHOCTEN UCTIOIb-
3yeTcsi HeoObIYaiHO MMpPOKo. HacTonbko pa3BuTOe NeiernpoBaHre XapakTepHO pa3Be uTo ISl TOM-
MEHe/)KEPOB KOMITAaHUH, HO OHM OOBIYHO TOPA3/I0 Jabllle OT KOHEUYHOH peatn3aliy MpoayKTa, YeM
MeHenxeps! B IT.

2. McnomHuTeny KpaiiHe CBOEBOJIbHBI, HE TEPIIAT XOTh CKOJIBKO-HUOYAb KECTKOTO OOpaIleHuUsI
1 TpeOyIOT OUeHb aKKYPATHOTO YIPaBJICHUSI.

CrecTBrEeM TIpe/IBIYIIETO MyHKTA M CUTYallMU Ha PhIHKE TPyAa SIBJISETCS TO, YTO paOOTHUKH
B IT TpeOyioT OueHb HEKHOTO MEHEIKMEHTA ITPUTOM, UTO CAMU OHU BeAyT ceOsl 4acTo BechMa arpec-
CHUBHO.

Hanpumep, Tonpko B IT MeHenkep CTaaKuBaeTcs C TeM, YTO €ro NpsIMOi M TPOCTOM MPUKa3 He
TOJIBKO HE UCTIONHSETCSI, HO M OTKPBITO ocriaprBaeTcs. i MeHemkepa U3 Apyroi o0IacTy 3TO IIOK,
a uist IT-meHemxepa — 0ObIYHAsL peabHOCTh. becnone3Ho roBOpUTh ONBITHOMY pPa3padOTUMKy, Kak
MMEHHO OH JIOJIKEH peasTn30BaTh KOHKPETHBIN Kofl. Ero MoxkHO yOenuTh, HO UM HeJlb3s1 KOMaHIOBaTh.

A ecnu MeHekep COpPBETCSA M HAOPET Ha pa3padOTYMKa, TOT MOJTYA HAMMINET 3asBJCHUE Ha
yBosibHeHME. OTBITHBINA CIIEIMATNCT HAUAET paboTy B TeUEHHE HECKOIBKUX JHEH.

BzaumoneiictBue MeHeaxkepa U noquUHEHHOTO B I'T — 3TO pasroBop Ha paBHbIX, KOIZIa JOTOBO-
PEHHOCTH M B3aMMHOE YBAKEHUE UCMOJIB3YIOTCSl OYE€Hb HIMPOKO, a MPSMbIE IIPUKa3bl HE UCIIONb3Y-
I0TCSl BOBCE (HY, ITOYTH).

3. BbICOKUI1 YPOBEHb PUCKOB.

B IT meHemxepy HEOCTaTOUHO pa3OMpaThCsl C BOSHUKAIOIIMME MpoOieMaMu, eMy HeoOXo-
JAUMO TIPOOJIEMBI MTpeayraapBaTh. O0sS3aTeIbHO HY)KHO BECTU PEECTp PUCKOB M JUISl KX JOTO U3 PUC-
KOB MPOIyMBIBATh CTpaTertio. Bce mpoeKThl BHICOKOPUCKOBBIE, TaK YTO BCE paBHO cpadaThIBa€T MHO-
’KECTBO MPEIBUACHHBIX U HEMPEIBUACHHBIX PUCKOB, HO €CJIM HE BECTH PEECTP PUCKOB, TO IMPOEKT
HENPEOI0IMMO CKaThIBAETCS B Xa0C.

4. IHOCTpaHHbIEe 3aKa3UUKH.

3HaHWe aHIJIMKCKOTO sI3bIKA SIBJISIETCS] CAMbIM HE3HAUMTENIbHBIM TPeOOBaHUEM NpU padoTe C
MHOCTPaHHBIMU 3aKa3urkamu. ['opasio BakHee, YTOOb MeHeIKep IIOHMMAJ KyJIbTYpHbIE OCOOEHHO-
CTH U Pa3HUILy B IPUHIIMIIAX BEACHNS OM3Heca.
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TUNUYHBIA POCCUACKMIT MEHEKep He OXHIAET, YTO €ro CJIoBa B OOBIYHOM €KEeIHEBHOM
MIChbME UMEIOT BEC, CPABHUMBIH € 3aKJTI0OYEHHBIM KOHTPAKTOM, a OYKBaJIbHOE BBHITIOJTHEHHE KOHTPAKTa
HE JIOCTaTOYHO, €CJIN 3aKa3YMK OCTAJICSI HEIOBOJIbHBIM.

5. TexHuueckas CJIO)KHOCTb IIPOEKTOB.

310, MOXKATyid, HAMMEHee 3HAUUMBIN (DAKTOP, HO OH OTITYTMBAeT HAUOOJIbIIIEE YUCIO MEHe-
mxepoB He u3 IT. UtoOsl 3h(peKTUBHO padOTaTh C MPOrPAMMHBIMH IPOEKTaMH, HYKHO MOCTOSTHHO
YUHTh XOT$1 ObI TOBEPXHOCTHO MHOKECTBO TEXHOJIOTUH, IPUHIIMIIOB M KOHKPETHBIX cucteM. K sTomy
OOJBIIIMHCTBO MEHEKepOoB He ToToBbI. [loatomy vaiie meHekepsl B I'T mosmydatoTcst U3 OMBITHBIX
CTIETMAIUCTOB: pa3pabOTYMKOB, TECTUPOBIIMKOB, AHATUTHUKOB.

Ecnu nogBoauTh UTOT, TO MOKHO IMPOCTO CKa3aTh, YTO jaxe psAaoBoil Mmenemxkep B IT nomxeH
MMETh MHOTO HaBBIKOB, KOTOPbIE OOBIYHO UMEIOT TOJIBKO MEHEKePbl OY€Hb BHICOKOTO YPOBHSI B JIpY-
rux 001acTsx. A, KpoMe TOro, OH J0JIKEH UMETh OOJIBINON Oarax 3HaHWM, XapaKTEPHBIX KOHKPETHO
g IT.

W3 storo ectp aBa cnenctus. [lepsoe: B IT Bbl MOkeTe padOTaTh ¢ YIUBUTEIBHO KIJIACCHBIMU
npodeccuoHanamMu. f ¢ oueHb OOMBIION TEMIOTON BCTIOMUHAIO MEHEIKEPOB, C KOTOPBIMHU MHE JJOBE-
J0ch padoTath caMoMy. MHOTHX M3 HUX 51 CYMTAI0 CBOMMHU YUUTEISIMH. 1 BCIIOMUHAIO 1 OOTyMbI-
BalO TO, KaK OHM paboTaJii, M 3TO NIOMOraeT MHe M B padoTe, U B xu3HU. Korja s cam craHoBHIICS
MEHE/KEPOM, 51 TPeJt ce0si MBICIIBIO, UTO 51 CMOT'Y BRIPACTH B TAKOTO ke MpodeccuoHana, Kak Te, Moj
HaYyaJoM KOTOPBIX 51 caM padoTall.

Bropoe cneactBre: 04eHb MHOTO MEHEAKEPOB HE AOTATMBAIOT 4O HYKHOTO ypoBHS. TpyaHO
OBITH CyNIepMEHOM U OBITh MIPOKAYaHHBIM BO BCEX OONACTSX, a B PEAIbHBIX MTPOEKTaX BCE MPOOJIEMBbI
B3aMMOCBsI3aHbl. Harpumep, ecnu MeHekep HEJOCTaTOYHO 3HAKOM C TEXHUYECKUMH OCOOEHHO-
CTSIMH MICTIOJIb3YEMBIX TEXHOJIOTMH, 3TO MOKET ITPUBECTHU K CPadATHIBAHMIO HEN3BECTHBIX PUCKOB, UTO
BBI30BET HEJOBOJILCTBO 3aKAa3UMKA, C KOTOPBIM TPYAHO CIPaBUTHCS, €CJIM HE 3HACIIb OCOOCHHOCTEH
KYJIBTYPHI 3aKa34rKa. BCE 3T0 MpUBOOUT K HANIPSIKEHHOCTH BHYTPH KOMaH/Ibl, KOTOpas OyIeT TOJbKO
HapacTaTh KaK CHEXHBII KOM, €CJIM Y MEHE/IKepa HeIOCTATOYHO MPOKayaH SMOLIMOHAIBHBIN UHTE-
JeKT. B pe3ynbrate MeHemKepy KakeTcsl, UTO BECh IPOEKT ITPOCTO PACCHINIAETCS HA YaCTU. A KOMaH/a
IIPY 3TOM BOOOIIE HE BUAMT, YTO OT MEHE)Kepa eCTh KaKasi-To MOJIb3a.

$1 Hamvicaut 3Ty KHUTY Kak pa3, YTOOBl TIOMOYb MEHeKepaM (ISHCTBYIONIMM U OydyILIM) OKa-
3aThCsl HE BO BTOPOH KaTeropuu, C KOTOPHIMH HUKTO HE XOUeT padoTaTh, a B IEPBOW KATErOpyu JIIOfIEH,
3HAKOMCTBOM C KOTOPbIM TOPISTCSI.
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IToyeMy NpoeKTHI 3aKAHUYNBAIOTCA Heyaaden

B IT aGcomoTHOe OOJBIIMHCTBO MPOEKTOB 3aBEPIIAETCSl MPEBBIIIEHHEM OI0KeTa, CPbIBOM
CPOKOB WJIM Hepeau3alyel mianupyeMoro pyHkimonana. [Touemy tak? [TpuunH HECKOJIBKO.

1. Pa3pabotka I1O ceituac ovyeHb AE€MIEBa M 3aKa3YMKH XOTAT €€ TaKOW OCTaBUTh. XOTS pas-
PabOTUMKU MMEIOT BBICOKHE 3apIUiaThl, a KOMIAHUM, pa3padarsiBaonie 110, moaydaoT Xoporyo
NpUObLITb, HO C KaskIbIM roioM pazpadotka [1O nemeseet. OquH equHCTBEHHbIN caMosET Boeing 777
crout 6osbie $300 MuLIMOHOB. BromkeT qaxke KPyMHbIX PoeKToB 1o paspadotke 1O cocrapiser
MaJIyI0 4acTh 9TOM CyMMBI. A caMon€ToB cepun Boeing 777 Ha JaHHBII MOMEHT BBIMYIIIEHO Oojiee
1600. Ctroumocts [1O HIUTOXHA MO CPABHEHUIO C OOIIEH 1IEHON U3JIe/UH.

B mmdpoBsix npopykrax aHagoruvHo. Instagram B 2012m rogy 6sut nmpuodpetén Facebook,
Y MIPUMEpHasi CTOMMOCTh ciiesiku cocTaBiia $1 mipa. CTtoumMocTh COOCTBEHHO pa3pabOTKU Hecpas-
HUMa ¢ 310l cymMmMoi. CTOMMOCTh KOMIBIOTEpPHOU rpaduku puibma “Muccust HeBbIIoJIHUMA — 27
HE UJIET HU B Kakoe cpaBHeHue ¢ roHopapamu Tomy Kpysy. XoTs ero MoxxHO ObUTO OBl TPOCTO HAPH-
COBATh.

Ecnu B mponuiom nporpaMMHbIe KOMIUIEKCH pa3padaThIBaIMCh LIEJIBIMA MHCTUTYTaMHU, TO CEl-
Yyac CKpaM-KOMaHJa B JIEBSITh UYENIOBEK YK€ CUMTaeTCsl OOMbIIoN. YTOOB IpaMOTHO MpPOaHATU3H-
pOBaTh, 3aJOKyMEHTHUPOBATh U CIIPOEKTUPOBATH CUCTEMY, CTOMMOCTb MPOEKTa HYKHO YABOUTH. A
3ayeM? Toria MOXKHO IPOCTO HAYaTh PeaTu3alfio CUCTEMBI, U, €CJTU YTO-TO TOMIET He TaK, TO Mepe-
nucarh e€. ITo Jaxe HaIEKHEH, Tak Kak OT OMMOOK aHaIM3a U MPOEKTUPOBAHUS TOXE HUKTO He
3aCTpaxoBaH.

CrpaBeyIMBO CUMTAETCS, YTO MCIIPaBJIEHHE OMMOOK Ha Oojiee MO3AHUX dTarax pa3padoTKH
OYeHb JOPOro. DTO MpaB/a, HO BCS MHAYCTPHS Pa3padOTKH C KaXkIbIM 'OJIOM BCE CUITbHEE CTTaXKUBAET
9Ty nipooemy. Ceituac pa3padoTka MO/ IbHAS U IaXKe, €CJTM OCHOBHOW MOJYJTb ObUT CITPOSKTHPOBAH
HEBEPHO, TO He HYXKHO NEeperrChiBaTh BCIO CUCTeMY. BOJbIIyIo 4acTh Kojia MOKHO COXPaHHUTb.

Ho nenbru camu no ce6e He Tak BaXKHBbI, KaK CIIEIYIONINIA MTyHKT.

2.V 3aKa3uvKa HET BpeMEHH Ha yTOouHeHue TpeboBaHMid. MI3MeHeHre TpeOOBaHU B poliecce
pazpadotku IO ceityac HacTonbKoO pacripoctpaneHo, 4to The Standish Group u3menwna kpurepuu
npoBaja npoekTa ajs cBoero Chaos Report. Eciiu kiivieHT TOBOJIEH, TO CUMTAETCS, UTO MPOEKT YCIie-
I1IeH, HECMOTPSI Ha TO, YTO CHIeJIaJI He TO, YTO IJIAHUPOBAJIH.

[Nouemy Tak? [ToToMy 4YTO 3aKa3uMKaM HYKHO MEHSTh CUCTEMY eIlI€ JI0 TOro, Kak OHa OyaeT
cnenana. [ToaToMy TpaTuTh AOMOTHUTENBHOE BPEMS HA aHAIU3 U MTPOSKTUPOBAHUE OECCMBICIIEHHO,
TpeOOBaHuUs BCE PaBHO MIOMEHSIIOTCS.

Wrtak, 3aka3ymk He Ja€T JAEHEr Ha MpeJBapUTEIbHBII AHAJIN3 CUCTEMBI, Jja elIE€ U MEHSET Tpe-
6oBanus B mporiecce. [llancos, uTo Gosee-MeHee CIOKHBIN HpaeXxT? MPOeKT MPOUIET 1Mo TIaHy adco-
JIOTHO HUKAKHX.

Xoporiast HOBOCTh 3aKJIIOUAETCS B TOM, YTO 3aKa34YMKH TO IOHUMAIOT (OOBIYHO). BombIH-
CTBO 3aKa3UYMKOB MMEET BOBMOKHOCTh YBEIUUYHTH OIOKET MM yOpaTh YacTh (PyHKIIMOHANA, YTOOBI
MPOEKT TaKU MPUHEC UM KAKOK-TO OCMBICIICHHBIN pe3yJIbTar.

[Tnoxast HOBOCTh 3aKJIIOYAETCSI B TOM, UTO JIa)Ke C MOHMMAIOIIMM 3aKa3YMKOM MEHEIKep He
MOXET IMPOCTO paccnabUTHCS U IO3BOJUTH IPOEKTY KATUTHCS B MPOM3BOILHOM HalpaBiieHuu. B ciy-
Yae MpoBaJia MPOeKTa 3aKa3urKa 0OYeHb HHTEPECYET, YTO MOILIO He TaK. DTO He MOMCKU BUHOBATOTO,
a 3apaBblil cMbIc. Eciu B mpoliecce pa3paOOTKU BBISICHUIMCH HOBBIE TPEOOBAHUS WM BHIOpAHHbIC
TEXHOJIOTUH HE MOfIONUTH K 3a/1a4e, TO TIOHATHO, Ky/la IBUraThCs Jauiblie. Bropas urepanus npoexkTa
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OylieT HallesieHa Ha MCIIPaBJIEHHe TOTO, C YeM He CIIpaBMIIach repBasi utepanus. Takum oOpazom,
MIPOBAJT MTPOEKTA MPUHECET BAXKHYIO MHMDOPMAIHIO ¥ OyJeT CTYNIEHBKOU ISl peasu3aIlii CUCTEMBI.
CoBceM Jipyrasi CUTyallis1, KOrAa MPOEKT MPOBAJICH U3-32 HU3KOW KBaM(UKAIMU pa3padorT-
YUKOB WJIM, €Il XYyKe, KOrJa MPOeKT MPOBaJieH, M HUKTO He TIOHUMAET, royeMy. B aToil cutyaryu
MPOBAJI MPOEKTA — ITO MPOCTO MOTPaYeHHbIe JeHbI'U. HU OIMH 3aKa34MK TaKOro HE MOTEePITUT.
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BoaonaaHas Mo/ieJib pa3padoTKu

[Nepronnyuecky CIblly OT pa3HBIX JIIOAEH COXaJeHHe, YTO OHM WCHOJIBb3YIOT BOAOIAJHYIO
MoyieJb pa3padoTKu: “Mbl Obl M pajibl MCHONBb30BaTh Agile, HO 3aka3zuuk npoTuB”, “Y Hac BogoOMa,
MBI K HEMY MTPUBBIKJIH”, “MBbI TOTOBUMCS MIEPEHTH Ha THOKME METOIOIOTHH, HO TTOKA y Hac BOAONaa”.
Takue pa3roBopsl MeHs YMBIISIOT, TaK KaK BCTPETUTh Cevac YMCTYIO BOJOMNAAHYI0 MOJENb pa3pa-
OOTKM MPAKTHUECKH HepeasIbHO.

UYTtoObI BBISICHUTB, TOYEMY TaK, JaBaiiTe BCIOMHUM, YTO TaKOE BOAOMNA/L KaK METOAOJOTUsI pas-
PabOTKH, U KaK CBSA3aHBI pa3HbIE ITAITBl pa3paOOTKU:

TpeboBanua |

OuaaiH

PaapaboTka

X
“a

ViHTerpauna

BHenpenune

Bce stanst uayT oqud 3a apyrum. Cienyionui 3Tan HAYMHAETCS TI0Cye TIOJIHOTO OKOHYAHUS
MPEABIIYIIEro 3Tana. ITO OYEeHb-OYEHb CTapasi MoAeb. E€ Ha3BaHME MOIIIO U3 CTaThl YUHCTOHA
Yokepa Poiica, onyonmkoBanHoi B 1970m romy. FOMop 3akimodaercst B ToM, 9TO B TOM cTaThe Poiic
TOBOPHJI 00 YCTApeJIOCTH M OTPAHUIEHHOCTH STOM MOJEN M O HeOOXOMMOCTH Tepexo/ia Ha uTepa-
TUBHBIe Mojiei. To ecTh “Bojionag” — 3TO TO, Kak pa3padaTeiBajiv MPOrpaMmMbl B 60-¢ Tojibl.

Hawm ceftuac naxe TpyaHO IIpeACTaBUTh, KaK 3TO OBUIO, HO JaBaiTe rornpodyeM. BoT y Kakoii-
TO KOMITAaHWH €CTh HYXKJIa B KaKOW-TO mporpamme. OHa OIUIauMBaeT aHaIN3 TPeOOBAHUI KaKOMY-
HUOY/Ib MPOEKTHOMY MHCTHUTYTY. B pesysbrate momydaer BaroH TpeOoBaHUi (OYKBAJILHO KeJIe3HO-
JOPOXHBIM BaroH JOKYMEHTAIIUH), KOTOPBIN MPUHUMAETCS W MOAIUCHIBACTCSA. DTa JOKYMEHTaIUs
MOTOM HAarpaBJIsieTcsl B JIPYrOMl MPOEKTHBIA MHCTUTYT, KOTOPBIN YK€ JielaeT JU3aiiH, OIMUCHIBAET,
Kakoe 00OpyIOBaHME M KaKWe MPOrpaMMBbl HYKHBI TS pean3anuu 3a1a4n. OnsAThb, BeCh pe3yJIbTar
odopmisieTcsi, MPUHUMAETCS ¥ TIOANUCHIBaeTcs. s peanu3aiiuu JOKyMeHTAIMs HampaBsieTcs 1o
HECKOJIbKUM JPYrMM KOMITAHUSIM, KOTOpbIe pa3padaThBAOT arapaTHO-IPOrPAMMHbIE KOMILUIEKCHI.
Ha o6mryio 3a1a4y UM 1j1eBaTh, OHU padOTAOT O IOKYMEHTAIIMU U TIPOU3BOASAT HE TOJBKO KOJI, HO U
Kydy JIpyrou gjoKyMeHTaru. Ha 3tare uHTerparyu emné oqHa KOMIaHus 0ObeIHsET BCe 3TU Pas-
padoTaHHBIE KYCKH B €MHOE 11eJI0e W TOJIBKO TOTJla HAYMHAeTCs BHeApeHue (OTIeTbHOM KOMITaHUeH
WJIU JIEIAPTAMEHTOM).
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Uro nenarh, €Ciiv 3aKa34yMK Ha Tare WHTErpalyy 3aX0Tesl U3MEHUTh TpeOOBaHU s, J00aBUTh
oryér? Huvero He cpenaemrs. B mpuHiune orcyrcrBoBana Takas ONUMSA B Te JaJE€KUE BpEMEHa.
MO3XHO OBLIO JOXAATHCS MOJTHOW MMIUIEMEHTAIIMM M HAauyaTh HOBBIM MPOEKT M0 pean3aliiy TOro
oruéta. JInbo npekparuth Bce pabOTHl M HaYaTh BCE CHOBA. Henb3st MonpocuTh MHCTUTYT, KOTOPbIN
ncan TpedOBaHusl, UX U3MEHHTh. [IoTOMY UTO 3TO (PU3MUECKH BaroH OyMaru, KOTOPbIA yke yIIEN OT
HUX. 1 10 TOM IOKYMEHTAIMH yKe YTO-TO C/IeJIAaHO ¥ KOMIIAHUH He Oy/IyT HUYEro Mepe/iebiBaTh, Tak
KaK y HUX B KOHTPaKTe OMrcaHa padoTa Mo W3HaYaIbHOW BepCcuM 3a1aHus 1 Bee. [lake mpocto pazo-
PBAaTh 3TU KOHTPAKTHI ¥ OCTAHOBUTH PAOOTHI YaCTO OBUIO HEBO3MOKHO, TAaK KaK B KOHTPAKTaX TaKast
BO3MOKHOCTh MOIJIa OTCYTCTBOBaTh. KOMIaHMAM MPUXOIUIOCH OTUIAYMBATH TPOJOJIKEHUE PadoT 1Mo
KOHTpPAaKTYy, Aaxe KOrJa Hy)kJa B MporpamMme oTmnajaia. Tak, Hanpumep, MPOUCXOIUIIO MOCe pac-
naga CCCP, koraa 95KOHOMHYECKasi CUTyallvsl U3MEHUJIach KapIMHAIBHO U MHOTHE CUCTEMbl CTaJIN
HE HYXHBI, HO TIPOEKTHI OCTAHOBUTD OBLIIO HEBO3MOXHO.

Ve B 70-e Topl MPOIUIOrO BeKa ObLIO MOHSITHO, YTO 3Ta MOJEIbh OYeHb OrpaHuyYeHa. Bes
MHIIYCTpUsI pa3BUBAIACH TAK, YTOOBI MOKHO OBLJIO B IIPOrPAMMBbI BHOCHTH ITPABKHU, YTOOBI KO CJIEO0-
BaJI OBICTPHIM U3MEHEHUSIM Ha PhIHKE.

Bbl MOxeTe mpeacTaBUTh CUTYalMIO, YTO 3aKa3yMK MPUHOCUT B CEpeIUHE MPOEKTa EHbIU
Y MPOCHUT U3MEHHTh KAaKyIO-TO CTPaHMIly TIPUJIOKEHHUS, a Bbl OTKa3bIBAETECh, 3asBJIssA, YTO Oynere
AenaTh BCE, KaK paHblIIe 0roBaprBaivch? Bpsn . Bo3MokHO, BBl OMpocHTe OOJbIIEe JEHET, YeM
JOTOBApUBAICH N3HAYATIBHO, CIBUHETE CPOKH, MepernuIieTe OObIIoN KYCOK CHCTEMbI, HO Bbl TOYHO
He HaYyHETe BCE CHayasa, Kak 3Toro TpedyeT BOIOMNaHast MOJIENb pa3pabOTKH.

bnuskas Kk BOAOMaaHON MOJESbh MHOT/IA BCTPEYAETCs] HA COBCEM HEOOJBIIHNX MPOEKTax U Mpo-
eKTax 10 MHTErpalfy CyIIeCTBYIONIETo, a He pa3padoTtke HoBoro [1O. Ho tam nmpocTo n3meneHuit ot
3aKa34MKa He MOCTYIAeT U pellieHHs TUIIOBBIE, I03TOMY HYXJa B UTEpALUSIX OTCYTCTBYET.

B 00bIYHOM 3Ke TpOeKTe B HACTOsIIIEe BPeMsI KJIACCHIECKOro Boonaia Het. Jla, BO3MOXHO, He
ucronb3yercst Scrum. la, BO3MOXHO, BOOOIIe HUKTO HE MOXKET CKa3aTh, YTO MIMEHHO 3TO 32 METOO-
JIoTusl, ¥ OHa HUrje He onucaHa. Ho 3To He Boomna.

[Mouemy 310 BoOOIIE BaxkHO? [ToTOMY UTO MeTOHONIOTHS Pa3pabOTKU OKa3bIBAECT OUEHb OOJTb-
1moe BAMsiHUE Ha Bc€. Ecum BBl cuntaere, 4To paboTaere Mo OfHOW METOIONOTHH, a Ha CaMOM Jiefie
paboTaete 1o Jpyrou, To Bbl OyJeTe MpUHUMATh HENPABIJIbHBIE PEIICHHS.

Ha npaxTrike 3TO BBIISIIUT MPOCTO U MIPUBBIYHO. Bl yMaeTe, 4To Bbl IPUMEHSIETE BOIOMNA -
HYIO MOJIeJTb. 3HAUUT, BB MOXkeTe Jierko aenath Fixed Price? mpoekTsl. Hy:kHO TonbKO coOpath Tpe-
OOBaHUS 1 MOXHO CKa3aTh, B KAKOM OIOIXET BBl BIIUIIIETECD.

Fixed price mpoeKTsl MOTYT ObITh OUEHb BBHITOTHBIMH, ITOSTOMY Bbl HAaUMHAETe MX JesaTh. U
OKa3bIBAETCS, UTO BBI IIPEBbIIIATE OIO/KET MPOoeKTa B pa3bl. CriepBa Bbl MOAO3PEBAETE, UTO BbI HETIpa-
BUJIbHO OLIEHMBAETE MPOEKTHI, U Bbl HAUMHAETE COBEPILEHCTBOBATh CBOW MPOLIECC OLIEHKHU (Tapaj-
JIeNIbHO Tepsisl ISHbIM Ha MPOBAJICHHBIX MpoekTax). [ToTom Bel BUAMTE, YTO TpeOOBAHHUS OIUCHIBA-
I0TCS1 HEJOCTaTOUHO J€TaJIbHO, U Bbl HAUMHAETE COBEPILIEHCTBOBATh AHAJIMTUKY U My4aTh 3aKa3uMKa
JOTIOJTHUATEIbHBIMU PayH/IaMH YyTOYHEHUs TPeOOBaHUI (CHOBA Tepsisi JEHbI'M HA MPOBAJICHHBIX MPO-
ekTax). [ToTom Bl BUAMTE, YTO 3T IPEKPACHO ONMUCAHHBIE TPEOOBAHUSI BCE PABHO MEHSIIOTCS 3aKa3-
YMKOM Ha OoJjiee MO3IHUX 3Tanax. Bbl HAuUMHaeTe 9TO eMy 3alpelarh, a 3aKa3ulK BO3MYILAETCs,
TaK Kak ero OM3HecC yke M3MEHWIICS 3a TO BpeMsl, IOKa BbI MMCAJIM CBOIO aHAIMTUKY. B pe3ynbrare
Bbl [IOHUMAETe, YTO ISl IPUMEHEHUs] YUCTOro “Bofonana”, BaM HYKHO KECTKO OT(PUIbTPOBBIBATDH
3aKa34MKOB U UX MPOeKThl. [locie pa3paboTku U MpUMeHeHHsI 3TUX (PUIIBTPOB BBl IIOHUMAETE, YTO
Ha pbIHKE HET JOCTATOYHO 3aKa3YMKOB, KOTOPbIE TOTOBBI C BaMH padoTaTh 1o “Boponany”. Ho BbI He
nepexrBaeTe, Tak Kak Ballla KOMIaHUs Bps JU JOWAET 10 3Toro 3rana. CKopee BCero, 1eHeKHbIe

3 Fixed Price — Mojie/th paGoTBI, KOI/Ia 3aKA34MK 3apaHee JOrOBAPUBACTCA O KOHKPETHOM CyMME 3a IIpOeKT. JIIObIe IPeBLILICHHS!
OI0/IKeTa MIYT 3a CYUET KOMIAHUK-HUCTIONHUTEISL. DTOT TEPMHUH HCIIOJIB3YEeTCs B IPOTUBOIMOIOKHOCTH MpoekTam Time&Material, koraa
3aKa34YMK OIUIAYMBAET BPeMsi pabOThI pa3paboTUIMKa Ha CBOEM IPOEKTE, CKOIBKO OBl 3TOr0 BpeMEeHH He MOHAJ00UIIOCh.
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notepu OyayT HETIPUIMYHO BBICOKH YK€ Ha JTare MOIMBITOK COBEPIICHCTBOBAHMUS OIIEHOK. BbI 60
MporopuTe, JIMOO N3MEHUTE CBOM MOAXOAbI K TPOESKTaM.

[ostomy, ecii Bam KaskeTcs, YTO Bbl paboTaeTe 1Mo BOAONAIHON MOIETN pa3padOTKH, MoXka-
JIy#CTa, yAOCTOBEPHTECH, UTO BaM 3TO HE KaXKETCsl.
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Buabl NpoeKTHOr0 MeHeI’KMEeHTA

Ponb MeHemkepa ropaszio ciadee onpeesieHa, 4eM posib pa3padoTurka. B pa3HbIX KOMITaHUSIX
pas3Hble MEHeKepbl 3aHUMAIOTCSl OUeHb pa3HBIMU BUIaMU JesteabHocTd. Ho Tak e, kak backend-
pazpadorurk omimyaercs ot frontend-pa3padoTunka, pa3Hble PyKOBOIUTEN MPOEKTOB OTINYAIOTCS
APYT OT apyra no Habopy 3HaHWI ¥ YMEHUH.

OTcyTcTBHE YETKOTO pasfiesieHusi pa3HbIX TUIIOB MEHEKEPOB OYEHb MeIaeT Ha MPaKTHKE.
Ecnu BB ycTpanBaeTech Ha BAKaHCHIO “PYKOBOIUTEIb IPOEKTOB”, TO Bb HE MOXKETE 3apaHee yraath,
YTO OT BacC MOTpedyeTcs.

JaBaiite poieMcs Mo pa3HbIM TUIIaM MeHeaxkMeHTa. Ho umeiite B BUy, UTO MEHEIKEPHI,
Kak 1 paspadoruuku, ObBatoT “fullstack” u Ha mpakTHUKe OT Bac HaBepHsKa MOTpedyeTcsl 3HaAHUE
HECKOJIbKUX MePeUrCIIeHHBIX 00IacTel:

1. “bymaxunas padora”. Camblil TIeUaTbHBIN BUI MEHEIKMEHTA, KOTOPbIA MEHEKMEHTOM
He SIBJISIETCS], TaK KaK He To[pa3yMeBaeT NPUHSITHS BAKHBIX pelieHuil. 1 Obl He BBIAGSUT STOT MyHKT,
ecyii Obl TAaKOW MEHEIKMEHT He ObLIT HACTOJIBKO PaCIPOCTPaHEH.

Heno B ToM, uto MHorue IT KOMIMaHMM BO3HMKJIM KakK IpyrMna pa3padOTUMKOB, BO3IJIABIIsE-
MBIX KaKUM-HUOYIb MOJOJBIM NIpeaAnpuHuMaresieM. IlpennpuHumMarebckuil CKiia] yma OTImyaeTcs
OT MEHE/IKEPCKOTo, M pa3padOTUECKHii MEHTATIUTET TOXe AAJIEK OT MeHeIkepcKoro. B pesyibrare
KOMITAaHUY KUBYT (DAKTUYECKU Oe3 MPOEKTHOro MEeHEeKMEHTa JI0 TeX IMOp, MOKa He BBIPACTYT JI0
paszmepa 30-50 denoBek. Ha 3TOM 3Tare yxe MmosBisieTcs xkejaHue padoTaTh HAJl MPOEKTAMH XOTSI
Obl CpefiHero, a He MeJIKOro pasmepa. Brazenen KoMnaHuM HAaUMHAET TIOHUMATh, YTO OH HE MOXET
BBITIOJTHATH (DYHKIIMM MEHEIKepa MPOEKTOB, TaK KaK y Hero He XBaTaeT BpeMeHH. A KJII0UYeBble pa3-
PpadOTUYMKY HAYMHAIOT KAJIOBAThCs, UTO 99% WX BpeMeHU 3aHUMAIOT 33/1a41, He UMEIOIIUe OTHOIIIE-
HUS K pa3paboTKe: HAalMCaHKWe MUCEM, MTPOBEJEHUE COBELIaHUI, OTYETHOCTD U T.4. Toraa permaoT
“3aBeCTH” MEHE)KEPOB MTPOEKTOB.

Ho pa3 komnanus Bbipocia 6e3 MEHeIKEPOB, TO U 00SI3aHHOCTA MEHE/IKEPOB ONpeIesIIOTCs
13 cOOOpakeHus1 “TO, YeM pa3padOTUYMKy He XOUeTCs 3aHMMAThCs”, 3a0bIBasi, YTO MEHEKEpPY s
3¢ peKTBHON padOTH HY)KHO UMETh BO3MOKHOCTh BJIMATh Ha MPUHSTHE pelieHuil. B pe3ynbrare
MeHe/Kepy MPUXOAUTCS JOOUBATHCS pe3ysibTaTa OYeHb KOCBEHHBIMU METO/IAMH: TIEPErOBOPaMH C
BJIa/Ie/IbIIEM KOMITAaHUH, HAYaJIbHUKAMH OT/IEJIOB H JIUIAMH, MAHUTTYJISIUSIMU C OTUYETHOCTBIO U OTTO-
YEHHOW PUTOPUKOM.

JlioboMy MeHemxepy HY)KHO UMETh MPOJBUHYTHIE HABBIKM PAOOTHI C OTYETHOCTHIO M YMEHHUE
BECTH KOppecrnoHaeHIM0. Ho ecii Bb BUAMTE, YTO STU HABBIKM SIBJISIOTCS IEJIbIO Ballleld padoThl,
a He CPeICTBOM, TO, BOBMOXHO, YTOObI 3aHUMAThCSI HACTOSIIIIUM MEHEKMEHTOM, padOTy BaM CTOHUT
CMEHHUTb.

2. Ilpennpoaaka/mpoaaka. VHTepecHbIN TIOIBU TPOSKTHOTO MEHEIKMEHTa, Korjaa Oo-
KW pyKOBOJMTEIb IIPOEKTA C XOPOIIO CpabOTaBIIEHCss KOMaHIOM cO31a€T HOBBIH OusHec. OH o01a-
eTCs1 C HOBBIM JIJ1sl KOMITAHMHM 3aKa3UMKOM, a €0 KOMaH/a ObICTPO 0OJIEKaeT BCe XOTEIKH 3aKa3unKa B
pabotatomuii koa. Hayano 6usHeca BRIISIIUT KaK Yepesia MeJKUX MTPOEKTOB U MMPOTOTUIIOB, KOTOPHIE
OBICTPO BHIPACTAIOT B OOJIBININE POEKTHI.

Takoii MeHeKep UMeeT TPOJBUHYTHIE HABBIKM OLIEHKH MTPOEKTOB U BE/ICHUSI IEPETOBOPOB. A,
HalpuMep, HAHMMaTh junior-oB M BBIPAIIMBATH U3 HUX SENiOr-OB OH 3alPOCTO MOXET HE YMETh WU
He JoouTh. B ero padote 310 He Hy)kHO. Korna OusHec U3 crajuu 3apoXJeHus IepexoquT B Ooee
cTaOMIBHYIO (ha3y, TAKOMY MEHEIKepy CTAHOBUTCSI CKyYHO, & CaM OH CTAHOBUTCSI He(D(PEKTUBHBIM.
OH nepeaéT MmoAroToBJISHHYIO TUIOMIAIKY JPYroMYy MEHEIKepy, a caM UIET CTapTOBaTh HOBBIN OU3-
HEC C HOBBIMH 3aKa3YMKaMHU.

3. MeHeqkep npoieccoB. YMEHUe ONpenessiTh MpoIecchl pa3paboTKU BakHO IS TI0OOTO
PYKOBOAUTEJSI IPOEKTOB, HO €CTh MPOEKTHI, T/ie HYKHBI MTPSMO F€HUH TaKOro yrpasjieHus. B 60ib-
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IIUX MPOEKTaxX, rae padoTaeT COTHS M OOJbIle JIIOeH, U IJe eCTh OOJBIION 3aKa3YUK CO CBOMMHU
3aMOPOYKAMHU, TPOLIECCHI MOTYT CTaTh OYEeHb CJIOKHBIMU. fI He TOBOPIO PO OIOPOKPATHIO, KOTOPast
Meraer padoTaTh. 1 TOBOPIO MPO CIIOKHBIE OM3HEC-TpeOOBaHMsI, KOT/Ia KOHKPETHBIN (DYHKITMOHAT
JOJIKEH ONPEIENAThCS Pa3HbIMU IPYIIIAMU JTIOJEH.

Ecnu HanmcaHHbIN OOJIBIION KyCOK KOJa BHE3AIMHO OKa3aJiCsl HE COOTBETCTBYIOIIMM €BpOIIeH-
ckuM TpeboBanusaM GDPR mo 3amure mepcoHa bHBIX JaHHBIX, TO 9TO Katactpoda. Ecim TpedoBa-
HUSI, KOTOpbIe OM3HEC CO3/1aBall TMOJTo/a, OKa3aJIoCh HEBO3MOXKHO PEaM30BaTh HU B KaKOM BHJE,
TO 3TO TOXke Karactpoda. Yem OoJbllie MPOEKT, TEM BbIIIE BEPOSTHOCTb TAKUX KaTacTpod, U Tem
BaXKHEE POJIb ITPOLIECCOB.

Ho u B HeOOBIIIOM MpOEKTe, Tjie padoTAIOT 5 YeloBeK, OUeHb 3I0POBO, KOrja pa3paboTuuKu
HE MEIIAI0T TECTUPOBATh, a 3aKa3UMK MOKET BUJIETh HYKHYIO €My OTYETHOCTh HAIIPSMYIO, 6e3 MeHe-
IoKepa.

4. People management?. B koMnaHusix ¢ MPOEKTHOW OpraHU3allMell MEHe)Kephl TPOEKTOB
OTBEYAIOT 32 HailM, pa3BUTHE U YBOJIbHEHUE COTPYJHUKOB. [laxe, eciiu MeHeaKephl 3a ITO HE OTBE-
YaloT, TO OHU MOTYT OBITh KJTIOYEBBIMHU JIIOIBMH B JIeJie MOTUBAIIUU M KAPbEPHOTO Pa3BUTHS WICHOB
CBOMX KOMaH/I.

ITO OYEHb UHTEPECHAS TeMa, [0 KOTOPO OTKPOBEHHO MaJsio MH(opmauuu. Kommnanuu noxuu-
MAlOT, YTO BaXXHO YMETb U3 Pa3pO3HEHHBIX JIIOAEH CO3[aBaTh MOTMBUPOBAHHYIO KOMAaHAY, KOTO-
pasi ocraHercsi ¢ BaMu MHOro JieT. Ho kommnanuu aGCoMOTHO He 3HAIOT, KaK TOrO JI00MBAThCS, U
Jaxe MPOCTO KaK OIEHUBATh yCIeX MeHekepa B 3Toi oonactu. [1oaToMy B 3TOi KHHTE 51 TOCBSIIILY
IIOBOJIHO MHOTO IJIaB 3TOM, JIIOOMMOU MHOU TEME.

5. AHTHKPU3HCHBIA MeHeI:KMeHT. Toxe JIOOMMBII MHOM M OUYeHb WHTEPECHBIA BUJI
MEHE)KMEHTa, O KOTOPOM CYLIECTBYET KpailHe Masio uHgopmauuu. [lepuoauuecku ciyvaercs, 4to
KPYIHBIM MPOEKT BAPYT HAYMHAET PACTIAIaThCsl HA YACTH U HETIOHSATHO, OTYETO TO MPOUCXOAUT.

B IT y aHTUKPHU3KUCHOTO YIpaBJieHUsI €CTh OCOOEHHOCTH, KOTOPBIE CHJIBHO OTJIMYAIOT €ro OT
AHTHKPU3KCHOTO YIIPaBJIEHUS B IPYTUX 00MaCTsIX:

a. HeBo3MOXXHO cMeHUTh KOoMaHJy. TpaaMLMOHHBII aHTUKPU3UCHBINA MOJOXO/ — 3TO HA4aTh
padoty “c umcroro jucra”. Besi KomaHia MeHsIeTcsl Ha HOBBIX JIIOZIEH, BCe MPOLIECCH Mepe3alrycKa-
101cs1 3aHOBO. B IT 310 caenaTh HEBO3ZMOKHO, TaK Kak JIIOAU CIIUIIKOM LIEHHbIN pecypc v Haittu 20-30
HE3aHSTHIX YEJIOBEK MPOCTO HEBO3MOXKHO. K TOMY ke B “KpU3HMCHBIX” MPOEKTAaX 3HAHUsI pacipese-
JIEHBI 110 KJTIOUEBBIM JIIO/ISIM 1 03 HUX HeJIb3sl POOJIKUTE padoTy. Jla M 3aKa34uK He MOXKET TepIeTh
3aJIepKKy M3-3a “Tiepe3arycka’ MpOeKTOB.

KoneuHo, Bc€ paBHO HEOOXOIMMO JIe1aTh IEPECTAaHOBKY B KOMAaH/ 1€, HO JIeJIaTh MX HY’KHO OY€Hb
OCTOPOKHO U TOYEYHO. DTO ropas/Io CI0KHEE U151 PyKOBOJUTEIS], YeM BCEX BBITHATh U HAHSATh HOBBIX
JHONIeH.

b. Ci0HO AMArHOCTUPOBATh IPoOIieMbl. “HOpMaTbHBIN” MPOEKT TOXE UMEET Kyuy cpadOoTaB-
[IIUX PUCKOB M PUCKOB, KOTOPBIE MOTYT CpadOTaTh B OO0 MOMEHT. TSKelo OTJIMYUTh MPOEKT B
KpU3HUce OT OOBIYHOTO, TIO3TOMY YacTO MPOEKTHl 3aKAHYMBAIOTCS MPOBAJIOM, & HUKTO HE YCIIeBaeT
3aMETUTb, YTO OHHM MTPOBAJIMBAIOTCS, ¥ BBECTU aHTHKPUKCHOE YIIPABJICHHUE.

AHTUKPHU3UCHOMY MEHEKepy HYKHO OYEeHb XOPOIIO MOHMMATh MEXaHU3Mbl (DYHKITMOHUPO-
BaHus [T mpoekTa, YTOOBI MOHSTH, HA YEM CKOHIIEHTPHPOBATh U3MEHEHHUS], & YTO MOKHO OCTaBUTb,
KaK €CTb.

c. JlemoTuBanMs KOMaHpl CepbE3HO BiMsET Ha padoTry. Korga mpuxomuT aHTHKpPU3UCHBINI
MEHEKEp, JIIOAU YKe CUIbHO U3MYUEHbI HEyJauaMU, HEJIOTUYHBIM MEHE)KMEHTOM 1 IOHUMaHUEM,

4 Bot onun u3 IPUMEPOB, KOrla ABJICHNUE HACTOJIIBKO PEAKOE, YTO AaXE TEPMUHA HOPMAJIBHOI'O YCTOABILEIOCA HET. Yacro MeHe-
JUKEPBI 3aHUMAIOTCA “)Ie.]'[OM”, a Korja Hy>KHO MOTUBUPOBAThb, BbIpallIMBATh CIIELIUAJIMCTOB, UCITPABJIATH BHITOPAHUE, pa3pellaTh KOH-
(pJ'lI/IKTLI 1 OCYLIECTBJIATDH IMPOYYI0 HETPUBUAJILHYIO pa60Ty C JIIoAbMH, 30ByT HR-cneumanucros, KOTOpbIE HE MOI'YT HUYEM IIOMOYb,
TNOTOMY 4TO HEJOCTATOYHO IOT'PYKEHBI B KOHKPETHYIO np06nemy. UsieHbl KOMaH], ONBITHBIX People Manager’OB XapakTepU3yIoT UX
KaK YECTHBIX, CIIPaBEJIMBbLIX, OIBITHBIX UJIU IPOCTO I'OBOPAT “HOpMaJ'[LHbII‘/JI PYKOBOAUTEIIb, IPUATHO C HUM pa60TaTL”.
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YTO MPOEKT JAJIEK OT HOPMAIBLHOTO. A MeHekepy TpeOyeTcs, YTOOB OHU CHIeNIaTN TPYAOBOM MOABUT
1 BBIBCJIK IIPOCKT U3 ITHUKE.

d. OOBIYHBIM [UIsI KPU3UCHOTO YIPaBJIEHUs, HO OT TOrO HE MEHee CJIOKHBIM, SIBJISETCS TO,
YTO MEHEKep OKPYKEH MOTOKOM MPoOIeM, Kaxkaasi U3 KOTOPBIX BBIIJISAUT MpUOpUTeTHOM. [Tpruém
TMONBITKA PEIUTH JHOOYIO0 M3 STUX MPOOJIEM MPUBOAUT CKOpee K BOSHUKHOBEHHIO HOBBIX TPYAHOCTEH,
YeM K yJIyuIleHuio cutyaun. Tak padoTaTrh OYeHb TSIKETIO MCHXOJIOTMYECKH.

Ecin OpaTh Kakoro-to yCpeAHEHHOTO MEHEHkepa, TO OH COYeTaeT HEMHOTO OT KaxkIOro W3
nepevrcIeHHbIX TUIOB. OH BEAET NEePEntCKy, OH OpPraHu3yeT Mpolece pa3paboTKU, OH 3aHUMAETCS
KOMaH1000pa30BaHKEM U pelieHreM KOH(IMKTOB BHYTPU KOMAaH/Ibl, OH HEMHOTO 3aHMMaeTcsl Ipo-
HaXaMH, pacIIMpsis CBOM MPOEKT U Mpejaras 3aKa3uMKy HOBbIE BOBMOXKHOCTH, OH OTpadaThIBaeT
KPU3HUCHBIC CUTYyalluH, HE MO3BOJIAA ITPOCKTY CKATUTHCA B XaOC.
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HcTopusi Ipo OTBETCTBEHHOCTh

Ha ogHOM MOem HOBOM IpoeKTe MOAOILIN KO MHE JIM/bl IByX Komana, Baca u Haranesa. Cyns
I10 UX BUJLY, pa3roBOp MPEACTOs CEPbE3HBIN.

— KoHcTaHTuH, HaM HYKHO NPUHSATb CEPhEZHOE PELIeHue, — cpa3y nepenuia K aeny Harambs.

— O1uHO, 51 MO0 MPUHUMATD peltieHus. B uém nieno?

— Ham Hy>xHO nepenucaTh Halll IJIaBHBI MOZYJIb HA MUKPOCEPBUCHYIO apXUTEKTypy. OH MOHO-
JIMTHBIN, TABHO HAIMCAaH, U TeNepb Mbl CPa3y HECKOJIBKO BaXKHBIX 33/1a4 HE MOXKEM pean30BaTh 0e3
NepenyChIBaHUS.

Bacsa u Haranbs BboKMJAOLIE TISIEIA HA MEHS. S B OTBET TOXE IVI1E] BIKUIAIOIIIE:

— W kakoe pelieHrie HY)KHO NMPHUHATH-TO? — s TIOKAa HE MOT 3aaTh OoJiee OCMBICIEHHOTO
BOIpOCa.

— Pemmenue o nepenuchiBAHNM MOAYJIsl HA HOBYIO apXuTeKTypy! — Bacst u Haranbs Obutn yiu-
BUTEJILHO €IMHOAYILIHBI.

— MbI MOXeM ero He NeperuchBaTh?

— Her, He MoxeM. B Tom u fe710. MBI He MOXeM peain30BaTh HY)KHBIC 3aKa34YMKY 3a1a4un 0e3
3TOTO.

— Tak a xakas anbTepHaTHBa €CTh?

— Hukakon ansrepHatuBbl! B ToM 1 esio! Mbl TpOCTO BBIHYAIEHBI €0 NepenucaTh!

— Torpa penieHnss HUKAKOro NpUHUMATh HE HYKHO. Bbl camu yke NPUHSIIN PelIeHue Nepenu-
caTh MOALYJIb ¥ TPOCTO XOTUTE, YTOOHI 51 JOHEC TO pellieHue A0 3aKa3uuKa, Tak?

— Her. Tbl 1o15KeH NpUHATH pelieHve!

— Tak nmaxe ajpTepHaTMBBl HUKAKOW HEeT! 3HAUWT, pelleHue Bbl yke MpUHsIU. B uém mpo-
onema-To?

— D, He. KTo nprHMMaeT peiienue, TOT ¥ OTBETCTBEHHOCTh HECET. A MBI Ha ce0sl OTBETCTBEH-
HOCTb Takylo Opatb He OyaeM! Mbl mugamu yxe 1aBHO padotaem. C TaKUMU pellieHUsIMH BCeT/ia Ipo-
omnembl. [ToToM pa300pKU HAUMHAIOTCS, KPalHUX UIIYT. Ml MBI TAKUMH KPaiHUMU OBITh HE XOTHM.

HaxkoHen-To 51 nmoHsi1, 4ero oT MeHs XOTAT.

— Bacs, Harama, Tyt MokeTe He OeCTIOKOMThLCS. BCst OTBETCTBEHHOCTH BCE paBHO Ha MHe. Kpaii-
HEro UCKaTh He Haflo0. [laBaiite jiydlie Nonisi MM, 4To B HAILIMX IJIAHAX IOMEHSIETCS, U UTO Mbl 3aKa3-
YHMKY CErOJHSI HA MUTHHIE CKaXeM.

U BoT TOra HavYaIoCh OOCYKJIeHUE, Ie IEUCTBUTEILHO HaM HaJo ObLJIO MPUHSTH HECKOJIBKO
pelieHnii. 3a KOTOpble OTBETCTBEHEH OMATH OBLT S1.
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Bo3aeiicTBusA U pe3yabTart

OcHOBHasi TPYIHOCTb PYKOBOJAWTEJIEH 3aKJII0YAETCs B TOM, UYTO PE3Y/IbTaThl BHICOKOYpPOBHE-
BbIX MEHE)KEPCKUX BO3JEMCTBUI YacTO BUAHBI TOJIBKO Yepe3 MPOAOJIKUTEbHBIN [IEPUO]] BPEMEHH.
HermocpeactBeHHO HaOMOAaeMbIid pe3y/IbTaT YacTo MPUBOAUT K OIMOOYHBIM BHIBOZIAM.

UYUToObI MOSICHUTB, UTO 51 UMEIO B BUJLY, 51 XOTeJ1 Obl IPUBECTH MTPUMEP U3 3aMeYaTeTbHON KHUTH
Hanvana Kanemana “Jlymait MenyieHHo. .. Pemaii ObicTpo”.

“Obcyosrcoas no020moeKy AemuuKos, OnvlmHvle UHCHPYKMOPbL OMMeUau, o noxednd 3d
0C000 MSZKYIO NOCAOKY OOBLIMHO NPUBOOUN K MOMY, MO CAeOYouas NOCAOKA NOAYUAEmCsl Xydice,
a peskas Kpumuka 3a 2pyoyio nocaoky 00bIMHO NPUEOOUN K YAYUULEHUIO 8 CAeOYIOUiell NONblmkKe.
Hnempykmopel npunuiau K 8618600y, UMo CA08ECHOe ROOWPEHUEe 2YOUMEAbHO 05 0OYUeHUsl, a CA08ec-
HOe HaKa3aHue NOAe3HO, 8 OMAUYUE O OOUENPUHAMON NCUXON02UUECKOT OOKMPUHDBL .

To ecTb MHCTPYKTOpPaM TOBOPWJIM, YTO MOXBajla MPHUHOCUT TOJB3Y OOYyUEHUIO, HO OHHM He
Bepwid. VIX onbIT roBoprit mpsiMo oOpatHoe. OHM XBaIMIM KypcaHTa 3a XOPOIIYIO MOCAKY, U Clie-
Aymoras nocajaka opuia Xyxe. OT MHCTPYKTOPOB YCKOJIB3JIO TO, UTO [0 TEOPUM BEPOSTHOCTEH TOCTe
MCKJIIOYMTEITEHO XOPOIIIEH MOCaKH, CKOpee BCero, Oy/IeT Moca/ika Xyxe, XOTh XBaJIM KYyPCAaHTOB, XOTh
pyraii, XoTb XpaHu Monyanve. OHU ke BUJEJIN pe3y/IbTaT CBOMMH IJ1a3aMu !

MosxeTte KuAaTh OOBIUHYIO WI'PAJIbHYI0 KOCTh M XBAJIUTH €€, KOIZa BHIMAJAeT IeCTEPKaA, U
pyrarhb, KOrja BeIlIaJaeT equHNYKa. Bel yBUaAMTE, UTO UTrpajibHAsi KOCTh OT MOXBaJIbI “paccrnadnsercs”
Y BBIKM/IBIBAET PE3yJIbTaT XyXke, a OT KPUTUKH “cOOMpaeTcs’” U BBIKU/IBIBAET YTO-TO momyurie. Ho ¢
UTPAJIbHOM KOCTBIO BCE MEXaHMW3MBI paOOTHI TPOCTHI U MOHSATHBI, M BCErJa MOKHO TO9KCIIEPUMEHTH-
poBaTh. A Ha MpPaKTUKE HAOTIOOAEMBII Pe3yJIbTaT MOKET COUTD C TOJIKY.

B MeHeKMeHTe Takoe POUCXOOUT MOCTOSIHHO. B Moeit mpakTrke ObUT 04eHb 3a0aBHBIH MTpU-
Mep, KaK OTHM U Te K€ Pe3y/lbTaThl HHTEPIPETUPOBAIHCH MO-pasHoMy. f Torma pabotan B O4YEHb
oonbioi IT-komnanum, rae rpymnmne u3 npumepHo 30 MeHeIkepoB MOCTABWIIN 3aa4y YBEJITUYUTD
MIPOU3BOIUTENILHOCTh UX KOMaH/. Pa3paboTunKy BBIIOMHSIIM HEKOTOPBIE 3a/1auM, Kakaasl U3 KOTO-
pbix ukcupoBasiach TUKeTOM B Jira. KonmmuectBo 3a(puMKCMpOBaHHBIX (CO3JaHHBIX M 3aKPBITHIX)
TUKETOB U OIpPeesIsiyio IPOU3BOAUTENILHOCTD.

B xommnanuu k popmasibHIM METpPUKaM MPOM3BOAUTEILHOCTY OTHOCUJIMCH OUYEHb CEPhE3HO.
Te, KTO He MOT' TOOUTHCS YITyUIlIeHUs] TPON3BOANUTEILHOCTH, PUCKOBAIM NOTEpsTh padoty. Tak yto
Y MEHEeJKephl, M pa3paboTUMKK CepbE3HO HANPSIIHCh. Y yepe3 Heaemo cyMMapHblid Tpaduk ducia
3aKPBITHIX TUKETOB CTaJI BBIVISETh KaK-TO TaK:
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PocT NPOon3BOAUTENBHOCTH

Ha oOmem coOpaHuy ofiMH U3 MEHEIKEPOB, OUeHb aKTUBHBIN MapeHb No uMeHH I1€rp, Tak
IIPOKOMMEHTHPOBAJI Ha0oaeMoe: “YBaxkaeMblii MEHEKMEHT, MOIJIAANUTE, KaK 3I0pPOBO Mbl BBITOJI-
HWIM Ballle 3aJaHue. Bel HONpOCHIN yBETMUUTh TPOU3BOIUTEIBHOCTb, M MBI BCETO 3a Mapy Helelb
MPOU3BOAMUTEBHOCTh (DAKTUUECKU YABOWJIM .

Emy oTBeTn BuLle-nipe3uieHT Komnanuy, ['ycraBo: “I'iaas Ha 3T0T rpauk, CTAHOBUTCS OYe-
BHUJIHO, YTO paHblle pa3paOOTUYMKHU MPOCTO HE 3aBOIVJIM TUKETHl HA MHOTHME CBOM 3aaauu. Temepb
OHU CEPbE3HO OTHOCATCSA K OTYETHOCTHU U B Jira 3apMKCMpOBaHO BCE, UTO OHM JIeJIaloT. Baia 3amaya
KaK MEHeJKepOB Telepb MPOaHAIM3UPOBATh MPOMCXOASIIEE U YBEIUIUTh TPOU3BOIUTEIBLHOCTD, A
He MPOCTO YAYYILIMTh YUCIA B OTUETE”.

Uepes Henemo rpaduk MpOM3BOAUTEILHOCTh 003aBENCS OUepeHbIM CKAUKOM:
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PocT NnPon3BOAUTENBLHOCTH

Menemxep [1€rp cHOBa MPOKOMMEHTHUPOBAJT MpoUcxofsinee: “Brl TpeboBaim OT HacC yBenu-
YEeHHUs! POU3BOIUTEILHOCTA — Mbl ONITUMHU3UPOBAIU Tpoliecchl. Ha rpacduke Bbl ¢ 04EBUJHOCTHIO
MO’KEeTe BUAETh Pe3y/bTaThl HAIUX YCUsuid. [Ipon3BoAUTETIbHOCTh BHIPOC/IA HE TaK CHUIIBHO, KaK B
MPOLUIBINA pa3, HO BCE PABHO 3HAUYUTENILHO .

Burie-nipe3unieHT, isias Ha TOT ke rpaduk, ckasar: “Ha stom rpaduke Bbl MOxeTe HaOTIONATh
Hepenkoe sieiienue. Jloau, He BUIsl OYeBUIHBIX PEIIEHHI TPOOIEMbI U HE MMesT JOCTATOYHO KEJIaHU ST
MIPUKJIAIbIBATh YCUIIUSI, PEIIIM OOMaHyTh cicTeMy. OUYeBUIHO, UTO MPOCTO B Jira ObUI0 J0OABICHO
MHOT'O TUKETOB, KOTOpbIE HE UMEIOT OTHOILIEHUsI K feny. [lokaityiicTa, mpoBepbTe OTYETHOCTh CBOMX
koMmaH. Ha crnenyroniein Heene 1 caM MPOKOHTPOJIMPYIO, UTO B Jira HET MYCOPHBIX 3aIliCel, UCKa-
JKAIOLIUX CTATUCTUKY. TeM BpeMeHeM s MOo-MpekHeMYy K1y OT Bac IUlaHa JeWCTBUM MO MOBBIIIEHUIO
MIPOU3BOAUTEBHOCTH .

3/1ech MHTEPECHBI He TOTBITKU N30ekaTh HEOKHUIAHHO CBATMBIIUXCS MpoOieM. 31ech NHTe-
PECHO, 4TO JBa YeJIOBEKa, CMOTPsI HA OJIHU U Te ke TpaduKH, Nes1aloT aOCOMIOTHO Pa3Hble BHIBOIbIL.
[Tpuuém, BeiBoapI [leTpa KaxyTcst Oosee JIOTMYHBIME, HO Ha MTPAKTHKE UCTUHA OblIa OJIMKE K TOMY,
yTo roBopu ['ycraBo.

Co MHOI1 IepuoANYECKH KTO-HUOY/Ib CIIOPUT:

— KoHcTaHTHH, TBOM METOMBI CIIUIIKOM CJIOKHBIE. JII00yI0 MPOOIeMHYI0 CUTYAIMIO B KOMaH 1€
MOHO PeIlInTh, TPOCTO MPUTPO3UB YBOJIbHEHHEM. BOT *kajyercss yeloBeK Ha 4TO-TO. A s eMy
roBopio: “YBonbHsiicsA!” — 1 cpa3y Bce NMPETEH3UH MPOMNAAAIOT.

— Ho Benp Tak HUKaKOW KOMaH/Ibl HE MOCTPOUTH! — B IIOKE BO3MYIIAIOCH S1.

— 3aTo JIIoAu AeNaioT TO, YTO UM CKa3aHo. A OoJbllle HUYero He Hajo. D10 3(peKTUBHO.

HeonbiTHBINE MeHeIkep MPOCTO He 3HAET, KaK padoTaTh C JIIOAbMU MPaBUIbHO. BO3HUKAOT
CUTYallUY, KOTOpPbIE OH He 3HAeT, KaK pemuTh. VM BIPYr OKa3bIBaeTCsl, YTO €CJIM Ha JIOJeN HaoparTh,
MIPUTPO3UTH YBOJILHEHHEM U OOBSIBUTH BBITOBOP, TO MPOOJIEMBI KaK Obl YXOAAT. DTO KaKeTCs Mpo-
CTBIM pEllIeHUEM, & HeraTUBHBIE MOCIECTBUS HOCAT OYEeHb CJIOKHBIN 1 OTJIOKEeHHBIN XxapakTep. [la,
MOYEeMY-TO JIIO/IM YBOJIBHSIIOTCSI, HO He cpa3y Bellb. [la, HOBBIX JIIo[iell CTAHOBUTCS UCKaTh BCE CIIOXK-
Heil, a HEKOTOPBIE PE3KO OTKA3BIBAIOTCSI pacCMaTpPUBATh JTI0ObIE BAKAHCUY 3TOM KOMITAHUM, HO 9TO ke
PBIHOK Tpyna cKyaHblid. [la, pa3paboTurku BeayT cedsl TAaCCUBHO, HO JIJIS1 9TOTO M HYKEH MEHEIkKep,
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YTOOBI UX “aKTUBU3MPOBaTh”. Tak M MPOJOIKAOT CYIIeCTBOBATh Hea(P(hEeKTUBHBIE, BPETHbBIC U TIPO-
CTO OMAacCHbIE PUEMBI MEHEIKMEHTA.

OTn0:XeHbl HEe TOJIBKO HEeraTWBHBIE, HO M TIo3uTUBHBIE 3 dekThl. Korga s padoTaio ¢ CHIIbHO
JEeMOTUBUPOBAHHOM KOMAaHJOM, TO SIBHBIA MPOrPECC CTAHOBUTCS BUJIEH uepe3 mnonrojaa-ron. Yacro
s yKe TIePEeX0Ky Ha JIpyrod MpoeKT U He BUKY IJIONOB CBOMX TPYIOB. Jlaxke BBICOKUI MEHEIKMEHT
C TPYIOM MOXET OTCJIEIUTh KOHKPETHBIN MPOrpecc, Tak Kak yke 3a0bIBaeT, YTO MPOUCXOIMIIO TaK
JABHO Ha3ajl.

Kak ke padorars B Takoi cutyaru? HyXKHO onvpaThcsi Ha MPUHIIUIIBL, & He HA CHIOMUHYTHbIS
omrymenusi. Ceiiyac Hesb3s1 PUMEHSITh TeJIeCHble HAaKa3aHWs K pa0OTHUKAM, a paHbIle 3TO ObUIO
pacnpocTpaH€HHOW MpakTUKor. [1o3TOMy MeHemkepsl He MBITAIOTCS YIapUTh pa3paboTurKa, Jaxe
€CJIM IM 3TO KaXeTCsl XOpOIIeH ujieei. AHAJIOTMYHO U ¢ Ooree TOHKMMHU npuHimMnamMu. Korma meHe-
JDKep BEPHT, UTO HYKHO JOBEPSTh KOMaHJE, ObITh C HEl OTKPBITHIM M YBaKaTh MHEHHUE JIPYTUX, TO
OH HIIIET APYTUe CrIocoObl pelaTh MpooIeMbl, HeXKeJIU OpbI3rarh CIIOHOM, KpUYaTh HA MOAYMHEHHBIX
Y TPO3UTh YBOJbHEHUSIMHU.

U oveHb BIyMUMBO HY)KHO OTHOCUTBCS K PA3IMIHBIM CTATUCTHUYECKUM U TIPOYUM “O0BEKTHB-
HBIM” IaHHBIM. VIX 0O BEKTMBHOCTB YacTO MOTHOCTHIO HUBEJIMPYETCSI HEBEPHOU CYOBhEKTUBHON MOJIE-
JIbI0, KOTOPYIO HUCTOJIb3YEeT MEHEAKEP MPH UHTEPIPETALIUHN STUX IaHHbIX.

Ecnu nnanomepHo, He caBasich, IPUMEHATh CBOM IPUHIMIIBL, TO Y€pe3 HEKOTOPOE Bpems
BJPYT OKAXETCs, YTO Bbl YIIPABJISIETE XOPOUIO CIaKEHHONM KOMaHJOM BBICOKOKJIACCHBIX CIIELUAJIM-
CTOB, C KOTOPbIMU Bbl HE BOIOETE, a COTPYJHUYAETE U JOCTUTAETE YIMBUTEIbHBIX PE3YJIbTATOB.
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HcTropus npo HeoKUJIaHHBIE BHIBObI

OpHaxapl 1 padoTal B OJHOW MEKIYHAPOJHOW KOMIIAHUH, Te pa3padoTyukaM (U JIIOOBIM
APYTMM COTPYAHUKAM) ObUI JOCTYIIEH OYeHb MPO3PAYHBINA MTPOLIECC ABUKEHHS TT0 KapbepHOM JIeCT-
Huie. Ha caiite koMnanuu ObUT CITUCOK BCEX OTKPBITHIX BAKAHCHI C yKazaHueM 3apruiat. Ecim pas-
padOTUYMK BUJIEI, YTO €CTh MOAXOAAIIAST eMy BaKaHCHS ¢ OoJiee BRICOKOM 3apIljiaToi, TO OH OyKBaJIbHO
B OJJVH KJIMK MOT BBIPa3UTh KeJaHue ceOsi MorpoOoBaTh, MPOXOIUII IIETIOUKY TECTOB M TEPEXOIHIT
Ha OoJsiee UHTEpecHYIo s cedst mosuiuio. PazpadboTunkam Takas BO3MOKHOCTh OYeHb HPABUIIACH,
Y OHU ¥ TI0JIb30BAJTUCD.

Ho Ttakoe monoxeHue nen o4eHb He HPABMIIOCh MEHEIKepaM, TaK Kak pa3paboTyvK Mocie
TIOBBIIIEHUSI BCET]a MEHSLT TPOEKT M YXOIMJI KyAa-TO Ha JAPYTYIO JIOJDKHOCTb. A MEHe/IKepy MpUxo-
JAJIOCh CPOYHO 3aTBIKAaTh 0OPA30BABIIYIOCS ABIPY B KOMaH/IE, HAXOAUTh JPYroro pa3padoTyrka, ooy-
YaTh ero u T.A. Tak Kak pa3pabOTUMKOB Ha PhIHKE HE XBATaeT, TO TAKOW yXOJ pa3paboTyMKa 4acTo
CO3/IaBaJI PUCKH JIJIS TIPOEKTa. MeHekephbl PONTaiu, U B pe3ysibTaTte KOMIIAHUS YCTAHOBHJIA TIOPS-
JIOK, TIPA KOTOPOM Pa3pabOTUYMKy, YTOOB Ha4YaTh TECTUPOBAHUE HA JPYTYIO JOJDKHOCTD, HAIO0 OBLIO
3apyuYUThCS COTTIACHEM MEHeKepa.

MeHemkepbl 00paJIOBAINCh, HO TYT yike 3arpycTuiv pazpadorduku. [TotoMy 4to MeHemkephl
APYKHO 3arperaim pa3paboTuMKkaM TeCTUPOBaHUE Ha Jpyrue A0KHOCTU. [Ipocto u kareropuye-
cku. KoHeuHo, pa3paboTurK MOT IIPOCTO YBOJIUTBCS, TAK KaK eMy (DaKTHUYECKH 3arpeniaiy MoBbIiie-
Hre. Ho MeHekepaM B TOI KOMIIAaHUK He ObUIO HUKAKMX MUHYCOB OT YBOJIbHEHHsI pa3padOTuHKa.
Komranust Oblia CTOPOHHUIIEH KECTKOrO MEHEKMEHTa, ¥ YBOJIbHEHHE COTPYIHUKA B MUHYC MeHe-
mxepy He uto. KoHeuHo, poeKT Tepsit pa3padoTurKa, HO OH U TaK Obl MOTEPSII €ro, eClIu pa3padoT-
YUK YIIEN Obl HA TIOBBIIIICHHE. A TaK pa3pabOTUMK OCTABAJICS B ITPOEKTE, TaK KaK YBOJIBHATHCS ObLIO
oracHo. MoXHO OBbUTIO HE TIPONTH TECTUPOBAHUE U OCTAThCSI COBCEM Oe3 paboThl. Tak 4TO HErJacHoO
TAaKOM 3alpeT MOBBIIIEHUI KOMITaHUEeH 0g00psiICs].

MHe nonoOHast MOMTUKA He HPaBWIAChk. Sl cunTan e€ ryOMTeNIbHOM yKe B CpeIHel MepcCrieK-
THBE U Ha CBOMX IPOEKTaX pa3pabOTUMKaM pa3pelias nepexoisl. Y MeHs Jaxke Moiyvanoch J0roBa-
pUBAThCs CO BCEMH 3aMHTEPECOBAHHBIMU CTOPOHAMHU U OCTABJIAThH Pa3paOOTUYUKOB ITOCIIE MTOBBIIICHUS
Ha MouXx mpoekTax. [ToBblmeHue 3apraThl cocTaBisiio 00braHO 60%-100%, Tak 4TO pazpaboTUYMKU
ObUIN 3aMHTEPECOBAHBI IOTOBAPUBATHCS CO MHOM O 3aBEpLICHUU TEKYIIMX e Tepejl MepexoioM Ha
HOBYIO JIOJUKHOCTb. Tak 4To 51 1aKe U3BJIeKaI IMOJIb3y OT 3TOTO CBOETO OTXOJIA OT NPUHSITOMN MPAKTHKH.

Ho ofgHasx/1sl MOM MPUHIIUIIBI TTO/IBEPINIUCH UCTIbITAHMIO. Ha OMHOM M3 MOMX MPOEKTOB S HE
MOTI' HAWTU apXUTEKTOpa B TeYeHHe Noyroja. S mposiBisil yyaeca u3BOPOTIMBOCTH, HO MPOOJIEMBI
Konmwich. UM s1 ObUT HECKa3aHHO paji, KOraa, HaKoHell, HaHsUT apxutekTopa, Mrops. Urops Goapo
MPUCTYIWI K CBOMM OOSI3aHHOCTSIM, HO TIPOEKT ObLIT OY€Hb CJIOKHBIM, U BXOIUTH B HETO HYKHO OBLIO
OKOJIO TIOJTyTO/1a, YTOOB! HAYaTh padboTaTh B MOMHYIO cuity. Ho ¢ apxuTekTopoM yke ObLIO MoBecesee,
npoOJIeMbl He Ka3aJIMCh TAKMMU YK CIIOKHBIMU, @ MHOTOe MIropb MOTHMXOHBKY Hadall pa3rpedarh, Tak
YTO s C ONTUMHU3MOM CMOTpeJl B OyayIiee.

Ho, npopa6oTas Bcero 3 Mecsiiia, He BOWIs Jake JI0 KOHIa B IpoeKT, ropk ckazaJi, 4To nosiBu-
Jlach MHTEpeCHast BAKAHCHS, U OH XO4eT Ha He€ ceOst monpodoBathk. Bakancus nopxonuia Uropio, HO
COBEPIICHHO He MOJXOAWIa TeKylieMy mpoekty. To ects, ecu Obl Iroph Ha He€ mpomén, To s Obl
NOTEPSIT APXUTEKTOPA, U ObUT Obl BBIHYK/IEH CHOBA MCKATh TOJTOa KOr0-TO JPYToro.

[Mpruém, s1 MOT GBI IIPOCTO MOCTYIUTH, KAK OCTAJIbHBIE MEHEKEPBI, 3aITPETUTD IIEPeXoj1 ¥ pado-
TaTh Najbine 6e3 npodiem. Ho 310 nmpoTuBOpeunsio Obl MOMM MPUHIIMIIAM, U Sl PEIII Pa3pellnuTh
HUropio 310 TectupoBanue. [Ieno ObUIo He TAKMM MPOCTHIM, TaK KaK ecJii Obl sl TAK IPOCTO OTITYCTHIT
Obl HETABHO HAHATOTO KJIIOYEBOIO CIICIIUAJIMCTA, TO MEHsI CAMOTr'0 MOIJIM Obl OOBUHHTH B Heripodec-
CHOHAJIU3ME U YBOJIUTh. Tak 4To 51 0OpaTUIICs K CBOEMY HauyaJlbHUKY, BUIIS-TIPE3UICHTY KOMITAHWH,
OOBSICHUJI CBOIO TIO3UIIMIO M 3aPYUMIICS €r0 COIVIACKEM JeNaTh, Kak MHe Kaxercs Jiydie. S nan cBoé
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onoOpenne Mropio, oH MOIIEN TECTUPOBAThCS, a s TOIMIEN AymMaTh, 4To s Oymy aenath, eciu Uropb
YUIET C MOETO MPOEKTA.

Wropb He MpoIIEn oMH U3 9TaNoB TECTUPOBAHMSI, COOOIIHII STO MHE U IIOTOM Y HAC COCTOSLIICS
MHTepecHbI quajor. Uropb ckazan:

— KoHcTaHTuH, a Thl Belb HE BEPWJI, UTO 5 POy TecT!

— ITouemy? V 1eOs ke ecTb OnbIT. ThI BIIOJIHE MOT ITPONTH, — YAUBHUIICS 5.

— A, MOHATHO. 3HAYMT, Thl MEHsI MPOCTO He IEHWIb U TeOe modury, padborano sy Teds u
YBOJIIOCB !

TyT y MeHs CJI0B HE HAlIUIOCh, U 5 ITPOCTO 3aBUC, a VIrops nmpopoymkut:

— Hy, BOT gpyruie MeHeaKepbl LEHAT CBOMX COTPYJHUKOB, [I03TOMY HUKY/A MX HE OTITYCKAIOT.
Bce meHeqkephl Tak AeaoT. A pa3 Thl MEHS OTITYCTWI, TO HE LIEHUILIb.

$l, KOHEYHO, MONBITANICS OOBSICHUTH CBOIO MO3MIIMIO, HO JIO CHX TIOP COMHEBAIOCh, uTo Mrophb
TMIOHSUJT MEHS IPABUJIBHO. YK OYEHb Y HAaC pa3Hblil MOJAXO/ K JIeNly OKasajcs. A s Torna A0Iro yauB-
JISIICS, YTO MHE B pEajIbHOM MPOEKTE MPUIILIOCh paboTaTh ¢ TPAIUIIMOHHBIM JOMOCTPOEBCKUM TO[-
xooM “BpéT — 3HAUUT MIOOUT”.
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Paznea 2. MoTuBanus 1 KOMaHA000pa3oBaHue

OGnacTpb pa3pabOTKH MPOrpaMMHOTO 00ECTIeUeHHsI OUeHb ONIM3Ka K HAyKe WJIM UCKYCCTBY, TaK
KaK Ha JIIOOOM MPOEKTe MOCTOSHHO BO3HUKAIOT TBOPUYECKME 3a/1aud, KOTOpble TpeOyloT OT pa3pa-
00TUMKa HECTaHIAPTHOTO MOAXOAA K pelleHu0. Posib OTIenbHON JMYHOCTH OYeHb BBICOKA, & POJIb
KOMaH/Ibl 1 KOMaHJHOW paOOoThl TPYJHO MEepeoreHnTb. VIMEHHO moIToMy yMeHHe MeHeKepa Haxo-
JUTh OOIIMI S3BIK C JTIObMHU, AENATh U3 OTAEIbHBIX MHIMBUIYYMOB KOMaH/y U pelarb KOH(IUKThI
SIBJISIETCS KITIOUEBBIM IS yCIieXa JIIoOOTro MPOeKTa.

PykoBoauTesb, KOTOPBIN HE JTAAUT C JIIOIBMU, CIIOTHIKAETCS HA KaXKJOM LIary. Y Hero BO3HU-
KaloT MPOOJIEMBI TaM, TIe UX HUKTO M HE XA, er0 YKa3aH! s MTHOPUPYIOTCS WIIM TOHUMAIOTCSI HeTIpa-
BWJIBHO, €My BBIIAIOT HEBEPHYIO OLICHKY, a 3a/Iau¥l BHIOIHSIIOTCS MyYHUTENIbHO Hoiro. M Haobopor,
eci MeHeIkep yMeeT padoTaTh C JIOAbMH, TO OH CO CTOPOHBI BBIIJISIUT BOMIIEOHHMKOM. Camble
CJIOKHBIE 3a/1a4M IEJIAI0TCSA Kak Obl caMu 1O ceOe, a OH KOHLIEHTPUPYETCsl TOJIbKO Ha KPUTHYHBIX AJ151
IIPOEKTa TOYKaXx.

Kaxnomy MeHekepy Hy)KHO paboTaTh HaJl CBOUM SMOLMOHAIBHBIM UHTEJUIEKTOM M YMEHUEM
paboTaTh ¢ Pa3sHBIMU JIOABMU. DTO €AMHCTBEHHBIH 1yTh, YTOOBI A€NaTh AEHCTBUTEIBHO CIOKHBIE U
MHTEPECHBIE ITPOEKTHI.
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I'1aBHOE MpaBHJIO MOTHUBAI[UA

B IT tema moTMBaumu 4pe3BbIYaiiHO MOMYJIsipHA. MeHemkepaM pacCKasblBalOT O BaKHOCTU
MOTHBAIIMH Pa3padOTUYMKOB, 1 BO MHOTMX KOMIAHHUSAX MHOTO YCHJIMI BKJIaJbIBAETCS B MOTHBAIIUIO®.
Kaxapiit ron cTposITCs TJIaHBI Pa3BUTHS, T BBISCHSIOTCS KeJaHus yenoBeka. [IoToM K 3TUM xerna-
HUS TIOATOHSIIOTCS TJIAHBI, COOTBETCTBYIOIIME IEIsIM KOMIAaHUM. YenoBeK BUIUT, KaK KOMITAHUS
paboTaeT HaJ| UCTIOJTHEHUEM €ro KeJIaHUH.

Kpome Takoil crparernyeckoil MOTMBAIIMH, PaCIPOCTpaHEHa MOTHBAIUS JIOKaJIbHAasl. MeHe-
mxepbl 1 HRbI MHTEpecyl0TCsl HACTPOSHHUEM KasK/I0T0, TTO3/IPABIISIOT C JOCTHKEHUSIMU, YASNSIOT BHU-
MaHue U T.]I.

K coxanenuio, BO MHOTMX KOMIAHHUSAX KOMaHIbl IEMOTHBUPOBAHBI M 9TO 3aMETHO, KaK CHa-
PYXM KOMIIAaHUM, TaK ¥ BHYTPU KOJUIEKTUBA. CO CTOPOHBI MONyYaeTcsl OUeHb MHTEPECHO: pPa3Hble
KOMITQaHUY JIEJIAl0T Bpoze Obl OTHO U TO %€, HO y KAKUX-TO KOMIIAHUH MOTy4YaeTcss MOTUBUPOBATh, a
y Kakux-To HeT. [Ipnuém Tex KoMIaHuii, KOTOpble PeaibHO MOTYT JOOUBATHCS BHICOKOW MOTHUBALIUH,
KkpaitHe Maso. Kak tak?

CekpeT 0YeHb IPOCT: HaUaTh PadOTy C MOTUBAIIMEH HAJIO C TOTO, YTOOBI UCKJTIOYUTH IeMOTHBA-
1uio. Jleso B ToM, 4TO MOTUBAIIHS — 9TO OYSHb XPYMKHI 00beKT. UTOOBI YeJIoBeK JlyMas O BceoOieM
Omare, CTpEMUJICSI K CaMOCOBEPIIICHCTBOBAHUIO M Jiesiall OOJIbIle, YeM HeOOXOAUMO, HaJ0, YTOOHI Y
Hero ObLIO BCE XOPOIIIO.

JlemoTHuBanus ke, 00BIYHO, HA0OOPOT MITYKa rpydast, 00ILHO “OboIIast” 1Mo YeJIOBEKY M OCTaB-
astrommast cies Hagonro. Ecim MeHemkep ofiMH pa3 BCIBUTUT, 0030BET pa3padoTurKa OeCHoe3HbIM 1
MIPUTPO3UT YBOJILHEHHEM, TO ITIOTOM MOXET PacciaaOUThCs U OOJbIIIe HE TPATUTh BPEMsI HA MOTHBA-
IIMI0 TOTrO pa3padoTynka. Takoil MeHeIKep yxke BCE CIIOMall M YTOOBI BBIBECTU MOTHBALIUIO XOTSI ObI
B HOJIb, Ha/10 00J1a/1aTh CreMaTbHBIMUA HABBIKAMH M IMTPOLYMAHHO MPUJIOKUTH 3HAYNTETbHbIC YCUITHS.

Ouenb OospInas ONMOKa CYMTATH MOTHUBAIIMIO U IEMOTHBAIINIO HEKMMH BEJIMYMHAMU, KOTOPBIE
MPOCTO CKJIabIBatoTcs. Takas apudpmMeTrka He paboTaeT B pEasIbHOM KI3HH.

Harpumep, 3Ha10 oqHOTO MeHekepa (O4eHb ONBITHOTO, KCTaTH), KOTOPBIM Tak TOBOPUT PO
CBOIO padoTy: “ITO 5 Jenal Bce CBOU MPOEKTH, a He KoMaHAaa. [la, s NChonab3ylo pa3padOTUMKOB
Y TeCTHPOBIIUKOB B CBOEH padoTe, HO 3TO MPOCTO MHCTPYMEHTH ISl peanu3anuu npoekra”. OH
MOXET 9TO MHEHHE CBOE! KOMaH e HUKOT/Ia U HE O3BYUMBAET, HO OHO MTPEKPACHO CUUTHIBAETCS. DTOT
MEeHe/I)Kep TOBOPHT, UTO €ro MPOEKTHI CKYYHbIE ¥ C HUX HApOJ OYeHb YacTo yBobHsieTcss. Ho cam oH
ocTa€rcst paboTarh, MOITOMY MPOEKTHI YCIIEITHO (PYHKIIMOHUPYIOT.

Henb3s ¢ Takoil mo3uIelt MeITaThCsl MOAHATH Jofeld Ha noaBuru. OHU He OyayT NOBEpSThH
MeHekepy ¥ Komnanuu. [Ipocto noTomy, 4To MeHekep He BKJIAJbIBACTCSI B OTHOIIECHUS C KOMaH-
I0i, HE LIEHUT CBOI0 KoMaHAy. CaMO OTHOIIEHHWE MEHeKepa CTaBUT KPEecT Ha JIOOBIX MOMBITKAX
BBIPACTUTD JIEUCTBUTEILHO BBICOKYIO MOTHBAIMIO. MOXHO JiefiaTh PyTUHY, TaK KaK Jake He MOTH-
BUPOBaHHbIE Pa3padOTUMKKU OYIyT AeaTh CBOI paboTy, HO ISl CJIOKHBIX IIPOEKTOB 3TOr0 HEJOCTa-
TOYHO.

UYro ke enath, €ciu Bbl (MM KTO-TO APYroi) BCE-Taku oduzesn yenoseka? B nepByio ouepesp,
HY)XKHO U3BUHUTHCA. [Ipnuém He mpocTo (hopMasbHO, a Tak, YTOObl YeJTOBEK MOBEPHJI, UTO BbI CBOIO
OIIMOKY OCO3HAJIH, ¥ TIPUJIOKUTE YCUIIHSI K TOMY, YTOOBI €€ He IOBTOPHUTh. TYT HY)KHO TOIKJTIOUUTD
TOT CaMBIil SMOIIMOHAIBHBIA MHTEJUIEKT, YTOOBI HE CIEJIaTh CUTYAIUIO XYyKe.

Harpumep, ecm Bbl HazBanu Hekoero Bacio GpakoziesnoM, a OH CMepTeNbHO OOUAEICS, TO He
Hajao0 roBoputh: “Bacs, Hy nmpoctr. Yero Thl ayembes? 1o xk s nomytiia! Tel mHOrIa M He Opak
nenaeris! Xa-xa-xa!” Jlyuiie nogoiTu K Jeily BAYMUYMBO, C OMOPOU HA BAallld 3HAHUS O YeJIOBEKe:
“Bacs, mpoct MeHs, Moxaiyicra. 1o Obl1a Jayparkas myTka. MeHs caMoro Tak MOW MeHeKep

3 OOBIYHO 1101 9TUM TOAPa3yMEBAIOTCA KOPIIOPATUBBI, OecruiaTHbIE TPEHUHI'H U 6OHyCLI BpOI€ MECTPAXOBKU.
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YacTo Ha3bIBAaeT, MHE CJIOBO KakeTcs 3a0aBHBIM. S He iyMaJl, UTo Thl CEpPhE3HO K MOMM AypadecTBam
oTHecEmbes. Bee ke 3HaloT, 4To TBOIO padOTy MOKHO He repenpoBepsATs. Tol mepdekimonuct. [Tpo-
ctu, ObuT He TpaB”. [Ipruuém, KOMY-TO 9TH U3BUHEHUsI HAJI0 IPUHECTH MPH BCEH KOMaHEe, a KOMY-
TO TOJIBKO JIMYHO.

Cpazy HaJ10 MpU3HaTh, YTO BOIIPOCH MOTUBAIIMY OYEHb CJIOKHBI, KaK U JTIOObIE APYyTrHe, CBSA3aH-
HBIE C SMOIMOHATIBHBIM HHTEJTIeKTOM. B IT paboTaioT yMHBIe, TOHKHE JIIOAU, KOTOPhIE YacTO UMEIOT
CBOM TIPUHIIMITHI M TIPaBWJIA XW3HU. VX He yaacTcsi MPOBECTH MOKA3HOM JOOPOKEIaTeIbHOCTHIO U
MPUTBOPHBIM BHUMaHUeM. HyXHO BecTH ceOst OTKPBITO C KOMaH/IOW U BHICTPAUBATh IOBEPUTEIILHbIC
oTHoImeHus1. ToIbKO Tak MOKHO OOPOTHCS C AEMOTUBAIMEH U TIOTYYUTh PEaTbHO MOTUBUPOBAHHYIO
KOMaHJy.
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HcTopus npo MOTHBUPYIOIIHME Pedn

B onHo#t 13 KOMNIaHMi, rae s padboTal, s CIbIIIAN 3aIIOMUHAIOIIEECs BHICTYIUICHUE I'eHepallb-
HOro aupekTopa. OHO OBUIO HEAOITUM M OCHOBHYIO YacTb 51 MOIMBITAIOCh 3[€Ch MepecKa3arh OIM3KO
K OpUTHHAITY:

“B Hamell KOMIAHUMA MIYT MEPEMEHbl, U MHOTUM Ka)KeTCsl, YTO KOMIIAHUs pa3BUBACTCS B
HENpaBWJILHOM HallpaBJIeHUU. 51 BUXKY U CIIBIILY OT IPYTUX, YTO COTPYJHUKY HaIlleld KOMIIAHUU JEMO-
TUBUPOBaHbL. A JI€MOTUBALMSA CO3MAET MpodseMsl. Bbl paboTaete MeasieHHEH, IPUHOCUTE MEHbIIIE
T0JIb3bI IPOEKTaM U PacIpoOCTpaHsieTe CBOIO AEMOTUBALIMIO Ha Apyrux. [loatomy, eciau Bbl 4yBCTBY-
eTe, YTO Bbl IEMOTHBUPOBAHBI, MOTHBUpYiiTe ceOsi camu! BynbTe MOTUBUPOBAHBI”.

ITOT NOAXO0[, HECMOTPSI Ha CBOIO MOJIHYIO OECIIOMOIIHOCTb, SIBJISIETCS] OUEHb PACIPOCTPAHEH-
HbIM. KoMnanuu nmpekpacHoO BHUISAT, YTO JIOAU JEMOTHBHPOBAHbI, TIOHUMAIOT TIPOOJIEMbI, KOTOpPHIE
3TO CO3JAET, HO HE MPEJCTABIIAIT, KAK UCIIPABUTD MOIOKEHUE JEIT.
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JHoBepsATH KOMaH/1e

Tema noBepus sIBIsIETCS KJTIOYEBOUM B padoTe ¢ JioabMu. Y ecim mocMoTpets “B cpeHem” (a
CpenHsisl KapTHHA BCeraa AOBOJIBHO NevalibHasl), TO MEHEUKEphl He JOBEPSIOT CBOMM KOMaHIaM, a
KOMaH/IbI He JIOBEPSIIOT MeHelkepaM. DTo aOCOMOTHO Oe3yMHasi CUTYaIHs, TaK Kak MeHekep pado-
TaeT C JIIIbMU, OHH €ro MHCTPYMeHT. He 1oBepsiTh cBOei KoMaHe — 3TO TO ke caMoe, Kak eCcIii Obl
MPOrPaMMHUCT He AOBEPsUT CBOeMy KOMIWIISITOpy. [leno Gecrione3Hoe v oracHoe.

JaBaiite criepsa onpeaeavM TEpMHUH “IoBepHe”, Tak Kak 37ech €CTb pa3HouTeHus. [loeepue
— 3TO Bepa B TO, YEJIOBEK MOIOMAET K CBOUM OOSI3aHHOCTSIM YECTHO, NOCTAPAETCS BHITIOJTHUTH CBOIO
4yacTh pabOTHI, BMECTe ¢ BaMu Oy/IeT UJITH K pe3ysbTaTy, OyleT BecTH ceOsl opsI0uHO. DTo Bepa B
YeJIoBeKa, OrpaHNYeHHast pad0YMMH paMKaMHU.

Kak noBepre MeHemkepa BBIIIAAUT Ha TipakTrke? [laBaiite paccMorpum npumep. Bot ectb y
Bac pa3paboTynk AJjiekceil. Ml OH 4acTeHbKO OMa3blBaeT Jaxe Ha KJoueBble BCTpeud. [Ipu sTom
CUJIbHO Bac TMOJICTABJISIET, TAK KaK BBl OIUH HA OUH C 3aKa3YMKOM U €ro TeXHUIECKUMH CIeHaIIH-
cramu, 6e3 CBOero crienayiucta. M BOT OH CHOBa Omas/IpIBaeT W ONpaBbIBaeTCs: “S 4eCTHO-4eCTHO
3apaHee BBIIIEN, HO Y MAIMHBI KOJIECO CITyCTWIIO. f e€ make Ha Jopore OpOCHJI M Ha TaKCH Cpasy
niepecesi. Ho BCE paBHO HEMHOTO OIO3/1aJ1, TAK KaK TAKCH KIal.

MHorre MeHekepsl TPUHUMAIOT MOI00HbIE OTTOBOPKM OJIMH a3, APYrod, MakCUMyM Tpe-
THIA, a TIOTOM HaYMHAIOT MOJ03peBaTh TaKoro Asiekcest B oOMaHe. HeoBepurBO KOCSITCS Ha HEro,
3a/1a10T KaBep3Hbie Boripockl (Kakoe MMEeHHO Kojieco CycTuiIo?), MBITAI0TCS HAWTH CBUAETENEN MPo-
KOJIa KoJieca, IPOCAT MOKa3aTh UCTOPHIO 3BOHKOB, YTOOBI YBUAETh BBI30B TaKcH. VM KakeTcs Bak-
HBIM, OOMaHbIBaeT UX AJieKcel Win HeT. Bc€ 310 BeET K HANpsKEHHBIM OTHOIIEHUSIM, a MpodiieMa
HE pelaeTcsl.

l'opazno npoie cpa3y noBeputh Asiekcelo. COMHEBAThCSl B €r0 CJIOBaX BO-TIEPBBIX, HENPU-
JIMYHO, BO-BTOPBIX, KOHTPIPOLYKTUBHO. CUuTaiiTe, 4YT0 JEUCTBUTENIBHO Y HErO CIy4yuJach Kakas-
TO KpUTHYECKas cutyarus. Jlydine naxe He BBICTYIIMBATH ONMPABAAHMS], TAK KaK y YeJOBeKa MOTYT
OBbITh OYEHb JINYHBIC WU JIaXe HE COBCEM IMPUIMYHBbIE MTPOOIEMBI, O KOTOPBIX OH BaM COOOIIATh U
He nomkeH. He cnipammmBaiite 00 onpaBaanusx. 3adeM BaM oHu? CuuTaite, 4TO YeI0BEK CTapajics
10 MAaKCUMYyMY, HO y HEro He MOJy4YUJIOCh.

VIMBUTENILHO, HO TaKasl MO3UIMS aOCOMIOTHOTO JOBEPUsSI MHOTUM KaXeTCs “CJMIIKOM MSIT-
Koi1”. OfIHaKo ke OHa ropaszio KEcTye MO3UIMU TeX MEHEIKEPOB, KOTOpbIE HE JOBEPSIOT JIIOASAM U
UINYT MOATBEpXkIeHUI ux cioB. Kak Tak nomyyaercsa? OdeHb npocto. MeHemkepbl, KOTOPBIX UHTeE-
PEecyIoT OTTOBOPKH, OyAyT TepreTh AJieKcest BeUHO. Y Hero OyayT OnpaBJaHusl, MEHEIKep IPOBEPUT
9TU ONPAB/IAHUS U YCTIOKOUTCHL.

Ho Bac He uHTEepecyoT OTTOBOPKH, BaM AJieKceil HykeH BOBpeMs Ha 3BOHKax. Ecim ero tam
HET [apy pa3, Bbl eMy IIPOCTO FOBOpUTE: “AJIeKCe, 1 IOHUMAIO, YTO Y KaK0T0 CIIy4YaloTCs HAKJIAIKH.
Ho Thl MHE HyXeH Ha KJII0YEBBIX KOH(EPEHIHSIX C 3aKa3UMKOM. TBOsI poJib B TPOEKTE MOpa3yMeBaeT,
YTO THI TaM Oyzelib. Ecim Thl cunTaes mo-apyromy, To CKaxku o0 3ToM ceituac. S mMory ¢ ToOoit
TIOJIETUTHCSI CBOMM OITBITOM O0OphOBI ¢ 00CcTOsITeNIbcTBaMU. ONo3aHus — 9TO He Ta Oefa, ¢ KOTOpou
HEBO3MOXHO crpaBuThcs. Celiuac yke 3aKa3uuK HIyTUT, Korga Teds HeT Ha mutuHre. CKOpo OH
OyleT He IIYTHUTh, & CMESThCS HaJJO MHOU. $1 CHJIBHO HE XO4y /IO 3TOr0 JOBOAUTH. Thl MOXKEIIb caM
CIIPaBUTHCS C ITOW MPOOIeMOid TN TeOe HyXKHa KaKasi-TO TIOMOIIb?”

Oo6parute BHIMaHKE, YTO HEIOBEpHeE K AJIEKCelo Bbl He BhIpakaete. Bbl mpocTo roBopuTe, 4To
OH HE COOTBETCTBYET 3aHUMAaEeMOU JOIKHOCTH. 7KECTKO, He nipaBAa Ju? Yl NpuKphIThCs ONpaBIaHu-
saMu AJiekceil He Moxet. [IoToMy 4To B TaKOM pa3pese MOHSTHO, YTO BaM HyKHa paboTa, a He OTro-
BOopkU. Ho BBl He BbIKa3bIBaeTe M TEHW COMHEHHUS B TOM, UTO AJIEKCEl MpaBia MbITAETCS TPUATH
BoBpeMs1. KoHeuHO, BbI B 3TO BEpUTe, MPOCTO BaM HYKEH pe3ysbTaT.
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Te MeHeKepbl, KOTOpbIe TOBOJBCTBYIOTCSI OTTOBOPKAMH, OOBIYHO, MIPOCTO TPEOYIOT Yero-To,
YTO Ha CaMOM JieJie, He oOsi3aTenbHO. Hamprimep, oHu TpeOyIoT MPUCYTCTBUS pa3padOTUrKa TOra,
KOTJa OH He 0c000 1 HyXeH. Pa3paboTuuK 3TO UyBCTBYET M “OTJILIHMBACT”, KAK MOXET. A MEHEIKep
YyBCTBYET ceOsl ysA3BJIEHHBIM U X0ueT onpapaaHuil. [Ipuyém HacTosmmx rnpodiem y pa3paboTynka
He ObIBaeT, Tak KaK CEephE3HBIX OH MpoOJieM He co3/1aéT. MeHemkep JOKeH OPUEHTUPOBAThCS Ha
peasbHbIe 3a/1a4M U TpeOOBaTh TO, YTO HYKHO 1A ena. Torga 6yneT oueBUIHO, YTO ONPaBAAHMS He
HYXHBI XOTb NIPABJMBbIE, XOTh HET.

MsHe Ha Takoe BO3pakaloT, YTO MHOT/A pa3padOTUMKH SIBHO TOBOPAT Herpasay. Hampuwmep:
“Moii pa3pabOTUKK BOT TOBOPHT, UTO 3a1a4a HEBBITIOIHIMA, a €€ caieIaTh MOXKHO. SIBHO BpET, 3apa3a!
Hauunaenb ero nbitaTh U JEUCTBUTEIHLHO OKA3bIBAETCS, UTO PEllieHUe eCTh. 3HAUUT, Bpas!”

B nonoOHBIX cUTyanusx s HAYMHAIO C MPEATOIOKEH S, YTO Pa3padOTUYMK YECTHO TOMBITAJICS
HATH perieHue 3a1aun, Ho He Hamen. Y nepedopmynupyio eé: “Coyiiail, eciiv Thl TOBOPHIIb, YTO
TEeXHAYECKM Pa3yMHOTO pelieHus 3aJa4d HeT, TO Tak U ecTb. Thl crielr. Ho eciu Mbl 3aka3umKy He
MIPEIOCTABUM XOTb KaKOW-HUOY/Ib BAPHAHT, TO OH MPUAYMaeT CBOM M HAM MPUAETCS C HUM CIIOPUTD
WM, emé XysKe, ero peasIm30BbIBaTh. [laBaii jydre nmpuaymMaeM Kakoi-HUOYIb CBOM, XOTh U HE OYEHb
pasyMHbIi BapraHT. [1ycTh 3aka3umk Hag HUM nogymaeT. MoxeT, MOJKHO OT KaKMX-TO TpeOOBaHUiA
oTKazarbcsi? Vnm nonoBuHy cucteMsl nepenucarh? Vmm ynecsateputs KommuecTBo cepsepoB? Wiu
KyIUTb TOTOBOE peleHue?”

OnsATs ke, 00paThTe BHUMAHUE, B TAKOW MTOCTAHOBKE BOITPOCA HET HUKAKOW “MATKOCTH . S TyT
NPsSMO YTposkaio pa3padoOTurKy: “3aka3dyuK MPUIyMaeT CBOE pelieHre U HaM MPUIETCS ero peaiu-
30BBIBaTh”. DTO CTpaIlHasA yrpo3a U oHa peasibHa. Ho ToBOpUTH pa3pabOTUHKYy, 4TO s eMy He Beplo,
OYeHb HEeMPaBWIBHO. S1 eMy Bepio, pelieHus 3a1auu HeT. [IpocTo HaM Tereph HyKHO PElnTh IPYTryIo
3a7a4y: MpeAIoKUTh YTO-TO APYTroe 3aKa3uuKy.

Ha camom fiesie, HeT HM OIHOTO BMEHSIEMOTO IpUMepa, KOrla UMEEeT CMbICI CKa3aTh YEJIOBEKY,
YTO BBl €My He BepHTe. YeloBeK BPET BaM, Bbl eMy 00 3TOM CKaXUTE, M OH PE3KO MEPecTaHeT Tak
aenatb? DTo cymaciie/iiee MpearnoiokeHne, Tak OOIeHre ¢ JIIoAbMHA He padoTaeT. A eciy Bbl He
MOXeTe CKa3aTb HUIKOMY, UTO Bbl €My He JIOBepsieTe, TO 3aUeM He JJOBEepSTh?

[Nonymaiite Ham mociaeaHum BorpocoM. OH TauT 3a coOoil OOJbIle BO3MOXKXHOCTEH, YeM
KaxkeTcsa. MHe HEKOTOpble MEHEIKEpBl TOBOPWIN: “Sl HUKaK HEe MOTy MOBEPUTh HEKOTOPHIM CBOUM
monsiM. OHU SIBHO padoOTalOT HETOOPOCOBECTHO” .

Bo-niepBhIX, 51 He 3HaI0, 3a4eM padOTaTh C JIOIBMH, KOTOPbIe paboTaI0T HeIOOPOCOBECTHO. ITO
OYeHb CTPAHHOE OIpaB/IaHKe CO CTOPOHBI MeHe[lkepa. Bo-BTOPBIX, MEHe)kep, HECOMHEHHO, MOXKET
JOBEpsATh CBOel KomaHzie. He ToJbko MOXeT, HO U JiokeH. JIiony BeKaMu BepsiT, YTO CBUCT KaK-TO
CBSI3aH C KOJIMYECTBOM JOCTYIHBIX AeHer. M uto nepedekaBInil Jopory YEPHBINA KOT MOXET BJIH-
SITh HA BEPOATHOCTHBIE cOOBITHUS. CITOCOOHOCTS JII0/Iel BEPUTH IPOCTO KojoccaibHa. HykHO pabo-
TaTh HaJ COOOH JI0 TeX TMOp, MOKa He BHIPadOTaeTCsl CIIOCOOHOCTh I0BEPSTh CBOel KoMmaHe. MHaue
padoTarh C JIIOIbMH HEJb3sI.

W em€ nHorna MeHekepbl CMEIMBAIOT JOBEPUE U TEXHUUECKUI YPOBEHb: “3ajaua cIoxKHas,
Bacs Hukorga He padoTai HaJ TAKUMH, OH MOKET He CIIPABUTHCS . DTO HE MMEET HUKAKOrO OTHO-
1IeHus K 1oBepuio. JloBepue — 3T0 1po 1o, uto Bacs Oyzmer craparbcst M30 BceX CHIT (MOXKET U HeBe-
JIMKKX ), @ He TIPO rapaHThio, uyto Bacs cripaButcs ¢ 3amaueit. Paborta ¢ prickamu, no-npexxHeMy, Ha
Menemkepe. laxke, ecim Bbl loBepsieTe Bace, BBl MOXeTe M JIOJKHBI TIOMOraTh eMy, KOHTPOJIUPO-
BaThb €10, OPraHU30BBIBATH PEBBIO €ro pabOTHl OOJIee ONBITHBIMU pa3padoTurkamu U T.1. [Totomy 4yto
HUKTO (¥ BBl B TOM YHMCJIe) HE 3aCTpaxoBaH OT omuoOoK. M Haimuue omuOoK He JOJKHO BIMSTH Ha
JOBEpUE.
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KoHen 03HakoMuUTEJIbHOT0 (pparmMeHra.

Texkcr npenocrasieH OO0 «JIutPec».

[IpounTaiiTe 3Ty KHUTY LIEJIMKOM, KYIMB IIOJHYIO JIEraJbHYIO Bepcuio Ha JlutPec.

BesomnacHo onnatuTh KHUTY MOKHO OaHKOBCKOM Kaprtoit Visa, MasterCard, Maestro, co cuera
MOOWIIBHOTO TenepoHa, C TUIaTeKHOro tepMuHana, B catone MTC wm Cesi3Hoii, yepes PayPal,
WebMoney, fAunekc.densru, QIWI Komesnek, 60HyCHbIME KapTaMu WX APYTUM YIOOHBIM Bam crio-
COOOM.
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