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busnec B Poccun nenath Hermpocto. HeoOXxoqumMo mocTossHHO perarh 1o

105 BorpocoB Ha JieHb, ¥ BOIIPOC CAMOYYBCTBUSI COTPYIHUKOB B KOMITAHUU
4acToO YXOAUT Ha BTOPOM, TPETU, a TO U ABAAIATh TPETUH IIJIaH.DTa KHUTA

0 peajibHO PadOTAIIIMX YIIPABIEHYECKUX MPOIIeypaxX, KOTOPBIE O3BOJISIOT
YBUAETh, KAKME UHCTPYMEHTBI MOKHO MCIIOJIb30BaTh B CBOEM KOMITAHUU U

0 KakMx OM3Hec-TpoIieccax Hajo QyMaTth. Bo3aMokHO, MMeHHO Onaromapst
JAHHOMY M3/IaHUI0 BO3HUKHET MBICIb: «YTO ke 51 CUKY — BO BCEX KOMITAHUSIX
YK€ €CTh TaKue mporpaMmb» ? IMEHHO 3Ta MBIC/Ib 4YaCTO CTAHOBUTCS

HayajioM OOJIBIIMX HEOTBPATUMBIX M3MeHeHul. Bce, 4To Hy:KHO J71s1 peleHusI
MpakTUIeCcKuX 3aaa4 B oonmactu HR, mpuBeaeHo moa omHOM 00I0KKOM:
cTaHgapThl padOTHI Mopa3eieHui, TexHoaorus Bueapenust KPI, rexHonoruu
OLIEHKH, CO3JIaHUsI MOTUBUPYIOILEH aTMocephl U OJarompusITHBIX YCIOBUI IS
BbICOKO3(D(PEeKTHBHOM PadOTHI, CITIOCOOBI CO3/IaHMsI CYACTIMBBIX COTPYIHUKOB

Y TIpUeMbl MHIWBUIYaIbHOTO TToaXoa. B KHUre coOpaHbl TpUMepsbl Ty UIIIX
poccurickux HR-npaktuk. Keiicbl ocHoBaHbl Ha nHTEpBBbI0O HR-crienmanuncros,
KOTOpBIE YK€ IPUMEHSIOT TIOC/IeI0BaTeIbHbIE CUCTEMHBIE pellieHus B cepe
yIIPaBJIEHUS YEJIOBEYECKUM KalUTAJIOM, CTApAIOTC U3MEHUTDL aTMocdepy B
KOMITaHUU, BHEJIPSIsl MHTEPECHBIE HECTaHJAPTHbIE TBOpUYECKUE MPpakTUKU. M3nanue
aJipecoBaHO COOCTBEHHMKAM KOMITaHUM, TUPEKTOPaM, PYKOBOIUTEIISIM, a TaKKe
HR-cnenmanucram u gupekropam 1o nepcosany. [lonyuure neicTByioniye
PEKOMEH/IAINH TI0 Pa3BUTHIO CBOET0O OM3HECa, MPUMEHSUTE Ha MPAKTUKE CaMble
3(ppeKTUBHBIE TEXHOJOTMHU U T0OSHTECh BIEUAT/ISIONINX PEe3YyIbTATOB!
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Acsa bapeimeBa, Ekarepuna KukreBa
MotuBanusi OnbIT BeayIINX POCCHICKHX
KOMIIAHMH, KOPIIOPATUBHbIE CTAHAPThI,

PEUTHHIOBasA CHCTEMAa KaJpPOoB,

BHEAPECHNEC CUCTEMbI POTAIlN
© 00O UzparensctBo «Ilutep», 2014

Bce npasa 3auwuuienvl. Huxakas uacmv 31eKmMpoHHOU 8epCULL MOl KHUZU He MOXMcem Oblmb
B0CNPOU38E0eHA 8 KaKOl Obl MO HU ObLA0 popMe U KAKUMU Obl MO HU ObLAO CPEOCBAMU, BKAHOUAS
pasmewjerue ¢ cemu MHmeprem u 6 KOpnopamueHuix cemsix, OAs YACMHO20 U NYONUUHO20 UCNONB3O-
8aHUS 0€3 NUCbMEHHO20 PA3PeUteHUsl BAA0eNbUA ABIMOPCKUX NPAB.
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IIpenuciaosue. buzHec u aroau

Ty KHUTY HaC MOOYAWIM HanKcaTh TPU IPUYMHBI.
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IIpuunHa nepsast

MBI PaKTUKYIOIIHE KOHCYJIBTAHTBI, TOTOMY Ha ITPUMEpe CBOUX IMPOEKTOB 3HAEM, KaK BaKHa
MOTHBAIS IJIs1 peaii3aliy JII0O0ro HaYMHaHKS B TI0OOM Ou3Hece. Mbl 3HaeM aOCOIOTHO TOYHO:
HET MOTHUBAIIMH — HET XOPOIIEero pesyabTara. [laxke eciu JOCTHKEeHUE pe3y/bTara TpeOyeT MPOCTHIX,
MOHSTHBIX U THICAYY pa3 ONPOOOBAHHBIX JIEWCTBUI; ake €CIIU JOCTHKEHUE pe3y/IbTaTa He CBA3aHO
¢ OOJIBIIINM HaIlpAKEHUEM UJIN HEBEPOATHBIM IIPOPLIBOM. Yy BAJIBIX, PAaBHOOYIIHLIX, HE3aMOTHUBUPO-
BaHHBIX JIIOIEH HUKOIZIA HUYero He nony4vaercsi! VI Hao00poT, y MO3UTHBHO HACTPOEHHBIX, AKTHB-
HBIX, HEJICYCTPEMJICHHBIX CIICHHUAIMCTOB U TEXHOJIOTMU BHEAPAIOTCA, W IIPAKTUKHW IMPUKUBAIOTCA, U
MPOEKTHI PEATU3YIOTCS, U BCE 9TO KOHBEPTUPYETCSI B OTJIMYHBIE OM3HEC-TIOKA3aTeH.

Yem oTaIUIaIOTCA 3aMOTUBUPOBAHHLIE 1 HE3AMOTUBUPOBAHHBIC CHGHI/IEUII/ICTI)I?

Ecnu yrniporieHHo, To 3aMOTUBUPOBAaHHBIH CIIEIMATIMCT C IOMOLIBIO CBOEH TPO(ECCHOHATBHON
AeATeTbHOCTH YIOBJIETBOPSIET BaKHbIE [1s1 ceOst moTpeOHOCTH. [ToTpedHOCTH B CTaOMIIBHOCTH, YI00-
CTBE, CIIPaBEeJIMBOCTH, TPU3HAHUH, OCMBICTICHHOCTH, JIpaiiBe, HOBU3HE, CTAaTyce M CaMOPEATH3ALHH.
Kpome Toro, 3aMOTHBUPOBAHHBII CIENUATUCT MOTyYaeT 3apIuiaTy, KOTOPYI0 OH CyObEeKTUBHO BOC-
NPUHUMAET KaK XOpOIIYIO, & 3TO SBJISIETCS OTPaKEHUEM TOTO, YTO KOMIIAHUS YIOBJIETBOPSET €ro
uHTEepecaM. Benp uto Takoe «xoporas 3apruiaTta», 10 CUX IMOop TOYHO HUKTO He 3HaeT!

TakuM 00pa3oM, ONATH Xe YINPOIIEHHO, 0 padOThl HAIll COTPYJHUK HE YIOBJIETBOPSIET CBOM
HOTp€6HOCTI/I U BBIIVIAJUT Tak.

Xo4eT pa3BvTHA Xouer peqHer
W EEADREDE F OYMART, 4TO TONRKD
NeHer

b o Yo, A

Xouet ctabuneHoCTH ]
“':

XoueT yooboTaa J

S e

—— —
Xo4eT HOBMAHGI Xouat cnpasennuencTy
P _
it _\l ———
XoueT opanea XoueT ca MDDEBI‘IHBEILHHW
o b -

VioBreTBopeHue noTpeOGHOCTel 10 paboThI

AB nmpouecce pa60TH — TaK, KaK INIOKa3aHO Ha CJIGHYIOLHeﬁ CTpaHulIC.
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KoneuHno ke, 310 uaeanbHas kaptuHka. Ho Teopusi MeHe)kMeHTa M MpaKTHKa YIpaBJICHUS
HAKOMUJIA MHOKECTBO TEXHOJIOTUH, TMO3BOJISIONIMX KOMITAHUSIM MTPUOTM3UTHCS K UACAITY.

Ms! yBepeHbl, UTO KaxJas KOMIIAHUS MOXET MMETh TAaKyl0 3aMOTMBMPOBAHHYI0 KOMAaHLY,
Kakylo 3axoueT. i1 9TOro ToiIbKO HEOOXOIUMO MOHSATh, KAKHUE MPAKTUKU JIOJKHBI ObITh BHEPEHBI.

VimeHHO 1o 3TO# nprurHe Mbl coOpany B KHUre 3(pdekTrBHbIe, padoTatoiume HR-npakTukwy,
IIPUMEHSIEMBIE B YCTIEIIHBIX POCCUMCKUX KOMITAaHUSIX, ¥ TIOIIPOCUJIM PaccKa3arh O JaHHBIX MPAKTHKaX
pykoBonuTeneid 1 HR-cnenyanuctoB 3TMX KOMIaHW.
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IIpuunna BTOpas

B poccuiickux koMnaHusx 3(peKTUBHOCTD yIIPaBJIEHU S YEJI0BEYECKUM (PaKTOPOM JI0 CHX T1Op
OCTaeTcsl KpaiHe HU3KOM.

B ongHOIl U3 opraHu3zalyii JUHENHbIE PYKOBOAUTEIN C TOPEUYBI0 PACCKA3bIBAIM, UTO «CaMOe
IJ1aBHOE B Halllell KOMITAHWU — 9TO JIOAUIIKK». He mymaiite, uTo 310 ObLTa Menkas (pvupMa ¢ HUKya
He rogHbIMU pesynbratamu. Het! BrionHe cebe yBaxaemast KOproparysi ¢ XOpOIMMU OU3HecC-TIoKa-
3aTeJISIMU.

Kakas pasnuia, kak ce0s 4yBcTBYIOT padoTHHKH? Camoe riaBHOe — pe3yibTaT. Pesynbrar
XOPOILIMI — 3HAUYUT, U OTHOILIEHUE MTPaBUJIbHOE. A BCE CAHTMMEHTHI C IEPCOHAIOM — JeJ10 BKyca. K
COXKaJIEHUIO, TaK AyMaeT HEMaJIO POCCUMCKUX PYKOBOAUTENIEH.

C 0IHO¥ CTOPOHBI, UX MOXKHO MOHATh. Opranu3zais, B KOTOpOW padOTAIOT MOKOPHBIE COTPY/I-
HUKU C HU3KOM CaMOOLIEHKOM, TIOJIy4aeT HECKOJIBKO IUIIOCOB.

* Bo-nepBbiX, JIOOUIIKKA HE TMPEIbSBISAIOT BHICOKUX TpeOOBaHWI K ycaoBUsAM Tpyaa. OHu
COIJIACHBI BHITIOHATD OOJbIIINE 00beMbl MOHOTOHHOM, IJIOXO OPraHN30BaHHOM pabOThl B CKYUEHHOM
ocuice (MPOM3BOACTBEHHOM IIeXe, TOPrOBOM 3ajie) C YCTapeBIIMM OOOpPYyIOBaHHEM 32 MAJICHBKYIO
3apruiaty. 3To SKOHOMHO.

* Bo-BTOpbIX, OHM NOYTH HUYETO HE XOTAT, a €CIA U XOTAT, TO COBCEM HEMHOIO — TOJIBKO
YTOOBI MTPOJOJIKUTH CBOIO JKAJIKYI0O M HEMHTEPECHYIO KM3Hb. M CHOBa mpsiMasi SKOHOMHUSI: HE HAJIO
BKJIQ/IBIBATh CPEACTBA B MU(PUUECKOE Pa3BUTHE.

* B-Tperpux, JIOMUIIKKA MOCTYIIHBI M BBITIOJIHAIOT YKa3aHUsI PYKOBOACTBA. UTO OMATH *ke
BaXKHO: MOBBILIAETCS] YPOBEHb KOHTPOJISI U YIIPABJISEMOCTH.

* B-4yeTBepThIX, U PyKOBOJCTBO CPEH STOW CEPOM MACCHI TOXKE UYBCTBYET CeOsl BHIIIIE.

* B-MATHIX, MOYTH HUYETO HE HAJI0 MCHSITb.

CIUIOIIHBIE LTIOCHI.

MoxeT ObITb, TaK U HY’)KHO? A BCE MPU3BIBBI, MOTYTY U JJaKe CMeJible HHHOBAIIMOHHbIE pellie-
HUs B oOnactu HR-TexHOMOruii — ToNMbKO BKJIAJ B KOMWJIKY Y€JIOBEYHOCTH, KOM(OPTA U PUSATHBIX
OTHOILIEHUIA ?

C npyroii CTOPOHBI, Y TAKOT'O MOJXO/IA XBaTAET U MUHYCOB.

o Jliomuiky HEe MOTyT XOpoIiio padoTaTb. OHM MOTYT BBIIOJHSTH MPUBBIYHbBIC JTUCIUTLIM-
HapHble TpeOOBaHus, a MU yIOOHOM cllydyae TalHO caGOTHUPOBATh PacIOpsKEHUs] pyKOBOACTBA. B
pesy/bTare KOMIIaHUs IEMOHCTPUPYET HU3KHUe TokazaTean 3pdekTuBHOCTH. CeroaHst pocCUiicKue
KOMIIaHUH MO-IIPEKHEMY B TPH pa3a MeHee 3((PEeKTUBHBI, YeM 3amaJHble KOHKypeHThl. Co BCTyILIe-
nueMm Poccuu B BTO Takoe oTcTaBaHve CTaHOBUTCS CMEPTEJIbHO OMACHBIM /111 OM3Heca.

o Jlioguiky He XoTAT Oosbinero. CIoXKHBIE 3aJa4M UX IyTaloT, YCUIMBasl YPOBEHb TPEBOIH,
3aCTaBJIsAsl COCPEIOTOUMTHCS HA BOIPOCAX JINYHOTO BbIKMBaHUs. [109TOMY Ha MPU3BIBBI PYKOBOJCTBA
O HOBBIX IIEPCIIEKTUBAX OHU BSJIO KMBAIOT U C 03JI00JIEHUEM IyMAIOT, YTO OT HUX OMSATh YErO-TO XOTHT.
BHyTpeHnHe oHM He corlacHbI U He OyIyT HUYEro mpeArnpuHUMaTh O0e3 JOMOTHUTEILHOTO KOHTPOJIS.

* Jllonuiliky He MOTYT NPOSIBIATh MHUIIMATUBY. [ToToMy uTO cTpaiiHo. [la 1 3a4eM Bce MEHATh?
370 ke cTpantHo BABOiHe. [ToaToMy, Koraa KOMIaHus TIONaAaeT B CIOKHYIO CUTYAIMIO, Bpojie Obl
JIOSUTbHBIE COTPYIHUKH CTAHOBSITCS e111e OoJiee BSJIBIMU U MTACCUBHBIMU. TaKoM ke BSUIOCTHIO M HE0-
BEpUEM OHHM BCTPEUAIOT HOBBIE PEIIeHUs, HOBbIE TEXHOJOIMH, HOBBIE TTPOAYKTHl U HOBbBIE PHIHKH.
[TpoeKThl, KOTOpble MOIJIM Obl CTaTh 3aBTPAIIHEN PEaIbHOCTHIO, OTOIBUTAIOTCSI B HEOIPEAEIECHHO
najiekoe Oymyiee.

e JlloqMIIKK HE MOTYT BJIOXHOBJIAITh CBOMX KJIMEHTOB. B nposaxax Bceraa npucyTCTByeT SMO-
LMOHAJIbHBI KOMITIOHEHT. VIHOTrAa OH HE3HauMTeNEH, HO NOPOW yBEPEHHAsl peub, CYaCT/IMBbIA BUJ U
ropsiiye Iia3a mpoJaBlia — eJUHCTBEHHbIE apryMeHThl i KineHTa. Cepble, 3a0MThie MEHEKepbl
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A. B. bapbunesa, E. KukreBa. «Motuanus»

CITOCOOHBI TOJTBKO MOHOTOHHO TOBTOPATH 3ay4YeHHYIO peub, KOTOpasi HUKOro He oOMaHeT. Pe3ynbrar
— KOMITaHHS TepsieT OOJIbIe 000POTH BO3MOKHBIX TTPOJAK.

o JliogMiiky He MOTYT BIOXHOBJISITH M CBOMX MOAYMHEHHbIX. OHU MOTYT JIMIIb OIEHUBATH,
KOHTPOJIMPOBATh M HAKA3hIBATh MX. A €Ille OTHITPHIBATHCS HA HUX 32 TOPeYb COOCTBEHHBIX YHUKEHUIA.
B pesynbrare ¥ y NOIUYMHEHHBIX PE3KO CHUKAETCsl YPOBEHb MOTHBAIIUY.

BoiBoa: ¢ TOUKM 3peHusl TOATOCPOYHON MEPCIIEKTUBBI UMETh B IIITATE JIIOAUIIEK SKOHOMUYE-
CKW HEBBITOTHO. A BBITOJHO MMETh JIIOfIEH, KOTOpbIe Obl C yIOBOJLCTBUEM PAaOOTAIH, PHHUMAIIN
CJIO’KHBIE PEIlIeHUs], BbIEPKUBATIM CTPECCOBbIE HArPy3KU, HECIU OTBETCTBEHHOCTh 32 MPOU3BOIM-
MYIO TTPOIYKIHIO. UTOOBI B POCCHUICKMX KOMITAHUSX CTAJIO OOJIBbINE TAKUX JIIO/IEH, HAI0 HAYUUThCS
yIPaBJIATh MPOIIECCOM MOTUBALIUH.

ITo 30 MprYrHE MBI COOPAJM B KHUTE MOTHBAIIMOHHBIE MEXaHU3MBI, KCTIOIb30BaHUE KOTOPBIX
TIOMOIJIO OB POCCHICKUM PYKOBOIUTEIISIM HAJIAIUTh PA0OTY C YeJOBEUECKIM (haKTOPOM U CIEeaTh
CBOU KOMITAaHUM YCHEIIHBIMU U TIPOIBETAIOIIMMHU.

11
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Tperbst npuunHa

TpeTbst MpUuKMHA, KOTOpasi 3aCTABUJIA HAC HANMCATh KHUTY Takoro ¢hopmara, COCTOMT B OCO-
OEHHOCTH PabOTHl PyKOBOAUTESI. MBI 3HAEM, UTO PyKOBOIMTENN HE JIIOOSAT CIIOKHYIO KHUKHYIO TEO-
puI0, a JOOAT MPOCTYI0 «PabOTAIOIIYI0 MPAKTHUKY», TO €CTh MOJIEJH, MOIXO/bI, TEXHOIOTHUH, KOTO-
phie TIPUHOCAT XOpolue Ou3Hec-pe3yibTaThl. Mbl TOke ee moouM. K coxasieHunio, Heb3sl B3SITh U
COCTaBUTH NepeueHb HR-MpakTHK, NCMONb30BaHUE KOTOPBIX FAPaHTUPOBAHHO 0OECTICUIIO Obl KOM-
MaHWU BBICOKHME MoKa3atesu. JloOast nmpakThka TpeOyeT aHam3a, aJanTalyy U JMIHON MOTHBAIIN
NIPY BHEJPCHUH.

OnHako ropasfo Jierde yIuThcsi Ha puMepe KOMITaHUiM, KOTOPbIE YCIEITHO MPOIILTY CBOM Iy Th
BHE/IPEHUS TOM WM MHOW TEXHOJIOTUH U TIOJNYYMJIM XOPOIIUHA pe3yabTaT. K ux omeiTy CTOMT mpu-
CMOTpeThCsl. BO MHOTMX pOCCHIICKMX KOMITAHUSIX PYKOBOIUTEIH O IEPCOHAITY OepyT KaKyIo-HUOY/Ib
M3BECTHYIO 3aa/IHYI0 TPAKTUKY, OMIMCAHHYIO B YUeOHUKAX WIIH YCITBIIIIAHHYIO HA KYpCaXx, U MBITAIOTCS
BHEJPUTh. A MOTOM pa304apoOBaHHO cooOmIaloT: «Bce 310 He padoTaer!» A mouemy He padoraer?
[ToromMy 4TO KaskIast TeXHOJIOTHsI TpeOyeT TOHKON HACTPOKKH, y4eTa BCeX TEXHOJIOTMYECKUX HIOaH-
COB U JIeTaJleil; OHAa TOYHO TIOAOMPAETCs MOjl KOHKPETHbIe OM3Hec-3a1aul, a He OepeTcst U3 yuyeOHUKa
UT. .

B kOHEYHOM MTOre OUeHb MHOTHE dHYapbl U PYKOBOIUTEIM BOOOIIE Pa304apOBBIBAIOTCS B
MOTHBAIIMOHHBIX TIPAKTUKAX M COBCEM MEPECTAIOT yIeIsATh UM BHUMaHue. MbI ke npeyiaraeM Bam
TIO3HAKOMUTHCSI C OTIBITOM KOMITaHUH, KOTOPBIM YIAJI0Ch BHEIPUTD STU MPAKTUKU U MOTYYUTh BUIU-
Mble OM3HEeC-pe3yJbTaThl. B KHUre coOpaHbl MHTEPBBIO C PYKOBOAMTENISIMU KOMIIAHUH, I TaKue
NPaKTUKU padOTaIOT, IJie TAKUe MOAXO/bl YCHIMBAIOT OU3HEC, TJIe TAKUE MOJIEIH YKPEIUISIOT PhIHOY-
HbIC TIO3UIIMY TpeAnpusATHs. [1e JToan, KOMaH/Ibl, OTHOIICHHS, B3IJIS/IbI, JKelaHus1, podeccuoHa-
JIU3M U aMOMIIUK TIePEeBOISATCS B TIOBCceTHEeBHbIe pakTuku HR 1 Gnaropapst TakoMy repeBoy Ha4Yu-
HAIOT padoTaTh — IPUHOCUTD OIILYTUMbIE PE3YJIbTATHL.

ImoGanbHas uaes KHUrK cocTouT B ToM, uto HR — 310 BakHo, HR — 310 Hy)HO, HR — 310
BHITOHO. VI B Poccuu cyIecTByIOT CHEIMAUCThI, KOTOPbie YMEIT MPO(decCHOHaIbHO paboTaTh ¢
yestoBeuecknM (hakTopoM. COOTBETCTBEHHO, Y THX CIEIIUATMCTOB €CTh Y€MY MOYYUThCSI.
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Kak Jyqynie€ YuTaTb KHUT'Y

B kaxmoii riaBe onrcaHsl MOTUBAIIMOHHBIE MEXAaHU3MBI, 3AITyCK KOTOPBIX MTPUBOAUT K yCHUJIe-
HUIO MOTUBAIIUY OTAEIBHBIX COTPYIHUKOB.

[Tpu uTeHNM MOKHO BHIOMPATh OTAEIbHbIE IJIABbI — T€, KOTOPBIE B OOJbIIIEH CTETIEHH ITPUBJIECKIIH
Ballle BHUMaHUe.

B03MOKXHO, 0 HEKOTOPBIX TEXHOJIOTHSIX Bl CKakeTe: «Jla, 3TO NpaBWIBHO, Y HAC TOXE €CTh
MOXOKHUE MPAKTUKU». A O JPYrux: «ITO YTO-TO HEMOHSITHOE; 9TO HUKTO HEe CMOXET CIeNaTh; TO
He cpaboTaer». IMEHHO K TIOCTIEAHUM MBI IIPOCHM Bac Cepbe3HO MpUCMOTpeThes. [IoTomMy uTo Kak
pa3 OHM MOTYT CTaTh JIEMEHTOM, KOTOPBI JOOABUT SHEPreTUKH Baileil komaHzae. M oOsi3aTesibHO
oOparaiite BHUIMaHUE Ha TEXHOJIOTMYECKHE JIETAIM BHEIPEHUS U MCTIOJIb30BAHM S ITPAKTHK: UMEHHO
B JIETAJISIX HEPEAKO CKPHIBAETCS yCTiex !

* Bbl BepwM, 4TO MPOJAaTh MOXKHO Jake BO3AYX, M CUMTAJIM, YTO JAJISI COTPYAHUKOB 3TO
HeBakHO? [locmoTpuTe, Kakue Mpoueccs CTOUT 3alycTuTh, B riaBe 1 «MoTuBupyomasi cujia
NPOIYKTa».

e Jlo/iro KyJabTMBUPOBAIN TEIUTMYHBIE YCIOBUS JJIsI COTPYJHUKOB M HayaJld YCTaBaTh OT MX
OnarononyyHoit maccuBHoctu? [locmorpute riaBy 2 «OneHka 00qpHUT, HANIPABJsIET, BCeJisieT
YBEPEHHOCTb» U IJIaBy 6 «Moonau3ywiye cOpeBHOBAHUS» .

* Bcernna pabotanu 3a c4eT TBOPYECKOW IHEPTUH, BCAUSCKU N30eraiv OMMCAaHUI U JIOKYMEHTa-
n? Bo3MOXKHO, CTOMT 3aIyCTUTh MPOIECCH CTaHaapTu3anuu. Kak 3To czienarp, OMMcaHo B IJ1aBe
4 «CtanaapThl: cTAOWILHOCTD M Pa3BUTHE B 0OJJHOM (hJIaKOHEe» .

* Bce Bpemst ObUIH 3aHSITHI pa3BUTHEM KOMITAaHUH, He 0Opariasi 0coO0ro BHUMaHUsI Ha YCIJIOBHS
Tpy/a, pexxuM padoThl, 0OCTAaHOBKY B ocrice? Bo3MoXkHO, MpUIILIa TIOpa 3aayMaThCsl 00 YCHIICHUN
TUrMeHNYecKrx (paktopos. B 3ToM nomoxer rnasa 3 «I'urmennyeckue (pakTopbl Kak 0CHOBA
MO3UTUBHOM aTMOChepbI».

* TToCTOSTHHO MEHSUIM TePCOHAN, a Terepb PellId PACTUTh M pa3BUBaTh HambOosee IIEHHbIE
kanapbl? [locMoTpuTe Ha MpakTUKU, OMKMCaHHbE B riiaBe S «HAUBHAYAJIbHBIA MOAXO0J] KaK
BbI30B>».

* He nonmmaete, mouemy pa3BUTHsI HE TIPOUCXOIUT U TIEPCOHAN HEJOBOJIEH, XOTsI Bbl ITPUHHU-
MaeTe npopeccruoHalbHbIe yiipaBiieHueckue peieHusi? OTBeT HaBepHsIKa HaijieTe B riaase 7 «3ep-
KaJ10 3¢peKTUBHOCTH: MOTHUBALMS 00PATHOM CBA3BIO» .

* J[lymaiu TONbKO O OM3HEC-TTPOIIECCaX, UTHOPUPYS «3aralouHyIo IyIIy COTPyAHUKA», KOTOpast
BCE BpeMsI IIPEMOJHOCUT BaM clopripu3bl? CpouyHo yriryoutech B rJ1aBy 8 «CekpeTbl BJOXHOBJISI-
wiein armocgepnbi» !

* Havanm 3a5yMbIBaThCS HaJl TEM, KaK yepkaTb MPpodecCHOHAIOB BHICOKOTO YPOBHSI, JIOIEH,
KOTOpbIE TIOCTOSIHHO MIIYT YTO-TO HOBoe? OOpartuTe BHMMaHHWe Ha IiaBy 9 «Boameonasi cuia
poTanumn».

Cuia MOTUBUPYIOIIMX TEXHUK COCTOMT B TOM, YTO KaXJAas U3 HUX OOBIYHO YIOBJIETBOPSIET
Cpa3y HECKOJIbKO MOTPeOHOCTEN COTPYAHUKOB M TSHET 32 COOOMW IEJIBI «XBOCT» SMOIIMOHATBHBIX
n3MeHeHni. [1oaToMy MokeTe cMesio 3aIycKaTh HOBbIE MTPAKTHKH — JIOTIOJHUTEIbHBIE SMOLIMH BaM
obecniedeHbl. OTHAKO Y TPUMEHEHNSI MOTUBAIIMOHHBIX TEXHUK €CTh M CJ1a0ble CTOPOHBI. YBbI, HEJIb35
B TOYHOCTHY CKOIIMPOBATH UyKYI0 TEXHOJIOTHIO U 5K1aTh, KOTIA Y COTPYIHUKOB MIOBBICHTCS] MOTHBAIIHS.
[TpakThK¥ JOKHBI OBITH aJanTUpoBaHbl. Tak, MpocToe AeicTBUE — paccTaBUTh OYKETHI HA padovnX
CTOJIAX COTPYHHHUI] B 4eCTh 8 MapTra — MOXET MMEeTb COBEPILEHHO pa3Hble MOCIEACTBUS B Pa3HBIX
KOJUIEKTHBAX: OT HETOJOBAHUs «JIyullle Obl TPEMHIO JajT» 10 BOCTOPKEHHBIX BOCKIMIaHui «Har
PYKOBOIUTENb — TAKOW KpPacaBUMK !».

13



A. B. bapbunesa, E. KukreBa. «Motuanus»

[ToaTomMy BHUMATEIBHO YUTAWTE UHTEPBBIO, I7IE JIETAILHO OMUCAHbI KOHKPETHBIE YCJIOBUS, B
KOTOPBIX CpabOTasIa Ta WJIM MHAsS MTPAKTUKA. [{7151 Hac ObLJIO Ba)KHO IMPUBECTH UMEHHO KEHCHI peabHbIX
KOMITaHU, YTOOBI BB HE CKa3aJIM: «A, 3TO BCe TeOPUs — B KU3HU BCe TIO-Ipyromy !»

Kak u3BecTHO, ecTh Oosblliasi pasHUIA MEXAy XkejlaHueM U AeiictBieM. Eme Oonmbimast mpo-
MacTh OT/AEJSET MPaBWIbHBIE TEOPETUYECKHE KOHIICMIIMM OT YCIEHIHON peanu3alu. AKIIEHT Ha
padoTaIIUX YIpaBIeHYSCKUX MPOIeAypax MO3BOJIUT BaM YBHUJIETh, KAKUE MHCTPYMEHTHI MOKHO
WCIIOIb30BaTh B CBOEH KOMITAHUM M O KAKUX OM3HEC-TpoIleccax HaJo AyMarb. A MOXET OBbITh, KTO-
HUOY/Ib ¥ CTIOXBATUTCS: «YTO *ke 51 crky? Bo BceX KOMIMaHUSIX yKe eCTh TaKue MporpamMmabl | » MiMeHHO
TaKasi MbICJIb YaCTO CTAHOBUTCS HAUAJIOM TPAHIMO3HBIX IepeMeH. Mbl Oy/ieM CUacT/IMBBI, €CJTU KHUATA
BJIOXHOBHUT BaC Ha UX OCYIIIECTBJICHUE.

MBp1 Takke OyieM CYaCTIUBBI, €CII Bbl 00paTUTEeCh K HaM C BOIPOCaMU, KOMMEHTapUSIMU WA
NpeUIokeHUsAMU. [17151 3TOro HanuImTe 1o ajpecy syssales@yandex.ru Wiy Mo3BOHUTE MO TeJeOHY
8 (495) 645-16-72.

Examepuna Kuxmesa u Acs bapvuuesa,
napmuepwvt npoekma «Cucmemmwie npooaN’CcU»
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I'naBal
MoTuBupywas cujia npoayKra

Ha pabome. Hauanvhux:
— Hamawa, 6wt 8uepa coeaanu mo, umo s npocun?
CompyoHnuya:

— Hem! Ho @bl ne oymaiime, umo, ecau st Ha pabome Huuezo He 0eadio,

5 3a 0eno He nepedxcusaro!

HCMOTI/IBI/IPOBaHHHﬁ NnepcoHant — CTpElH.IHbeI COH IJid 100010 PYKOBOAUTEIIA. HCMOTI/IBaI_[I/IH
MPpOABJIACTCA B MHOKECTBE CUMIITOMOB: B OIIO3JdHUAX U MPOIr'yjiax; HAPYHICHUAX KOPIOPATUBHbBIX
HOPM 1 HCCO6J'IIOIICHI/II/I CTaHAPTOB; HHU3KOHN MMpON3BOAUTEIIBHOCTU U 06]1[6171 HCSCI)CI)CKTI/IBHOCTI/I; nac-
CHMBHOCTHU U 6C3I>IHI/II_[I/IB.TI/IBHOCTI/I; IJIOXOM CaMO4YyBCTBHUU U Pa3paKUTECIIbHOCTU; HAIIPAKCHHOCTH
n KOH(pHHKTHOCTH; TEKYYCCTU KaApOB U BBICOKHX 34aTpaTax Ha IMOMCK HOBBIX HIO,HCﬁ. ITocnencreus
JEMOTHUBAIIN 0CJIA0JIAI0T KOMITAHUIO U pa3pymaroT Ou3Hec. HpI/I 9TOM Ba’XHO, YTO OJHH M TC XKC

CUMIITOMBI MOT'YT OBITh BBI3BAHbI COBCPHICHHO Pa3HbIMH IIPpUYXHAMMU. TaK, OOBIYHBII COTpPYOIHUK

Mapsbs CepreeBHa MOXET IEPUOAMYECKU BBITIOJIHATh padOTy CIIYCTS PyKaBa, IOCKOJIbKY €il He Hpa-
BUTCS TO, YTO OHA JIEJIaeT; ee TUIOXO OOYyUMIIM; OHA YCTasla; OHA HE UyBCTBYET ceOsl BAXKHOI; OHa He
BUJIUT NEPCMIEKTHB ISl pOCTa; OHA IPOCTO MOCCOPUIIACH C MYKEM. .. B 3aBUCUMOCTH OT pa3IMyHbIX
NPUYUH Pa3HBIMU OyIyT M yIpaBJjieHUYecKre AefcTBUsl. UTOOBI MOHATH, B KAKOM HalpaBJIeHUH HEOO-

XOAUMO MTPOBOAWTH U3MCHEHU A, PYKOBOAUTEIIIO BAXKHO HalTH UCTOYHUK JEMOTHUBAILIMHN.

{ Xo4eT pazauTua

MonyqaeT Gonblle
OEHEr 38 XOpoLMA

M Kapuepod
. p NpoayKT
I _‘_‘5:__,'_’(’2-""
——
.
[ ¥ouer cTabunbHOCTH Mony4aer cMeicn
o _ A
== e
( X¥oseT ynoboTea KO4eT NPpUaHaHns
pe

E T —

Nony4asT HORMIHY

XoyeT cnpageNuBocTI

T

MNonyuaeT

MNonyuaeT WE
L Apa CAMODEANNIALIAKD

Uro nosyvaeT cpeJHeCTaTUCTUUECKUI COTPYJHMK, €C/IM 3a[€CTBOBaHA CUJIa IPOyKTa
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Kak BbI 1ymaete, B 4eM MOKET 3aKJII0YAThCsl TPUUMHA JEMOTHBAIIMH BEAYILErO Bpaya YaCTHOM
KJIMHUKH, Y KOTOPOTO BBICOKMH OKJIaJl, OTPOMHBIE MIPEMHUAITbHBIE, YIOOHBIH rpapuk padOThl, OOIIb-
11101 KaOMHET, COOCTBEHHBI BOOUTENh 1 MHOKECTBO MEJIKHX JIbIoT? UTO MOXET 3aCTaBUTh €ro HaIlu-
catb 3asBieHre 00 yxone? Kakue MexaHu3Mbl OJKHBI ObITh 3aIyIleHbl, YTOObI IEPEBECUTDh BCE Te
Onara, KOTOpbIE TIpe/IaraeT KOMIaHus?

Oo6parrMcs K TMYHOMY OOBSICHEHHIO: «B KAUuHUKe, 8 KOMOpOIi 51 meneps yoice, crasa 6ozy, He
padomaio, cyuyecmeosan HCYymruli nepekoc. Bmecmo meouyuHcko2o 06cayicu8anust nayueHmol noAY-
UanU KaKol-mo 20CMUHUMHBIL CEPEUC: MANOUKU NOMsi2ue, Xanam nOOAUHHee, 8UHO HA YHCUH NOO0-
pooxce... /la, bonvHble Mo2u 3aKa3viéams euno! Bonpeku écem npagunam mMeouyuHbl 2AA6HON 3a0a-
ueli 00x00a ObINA PUKCAUUS MEAKUX XO3SUCTBEHHBIX HAPYULEHUIL: 20€ WMOPbL He MAK BUCSIM, 20
MPOHUKA He xéamaem, 20e KapmuHKY Haoo nepesecums. lIpu smom coeeputeHHo He 0opauanil 6Hu-
MAHUsL Ha peanvHoe cocmosiHue 60avHoe2o. Y boavrozo obocmperue? /la naesams! Ilooxanu, ynwlo-
HYAUCL NApY pas, NOKUBAAU — U OdAblde CMOmMpentb, Kak wmopul eucam. Hecmomps na mo umo y
MeHS OblAU OOCMAMOUYHO WUPOKUE NONHOMOUUSL U MEHSL NPULAAUANU KAK 8bICOKOKAACCHO20 CReuua-
Aucma, i He cmo2na uzoasumscsi om smoezo nepekoca. OH NOCMosHHO Meuan pabome — OYKB8ANbHO
Kadxcowlil Oenv! A pewuna yiimu u3 KAUHUKU NOCAE 00HO20 U3 00X0008 € 21a8HbIM 8pauom. [1o0xooum
K NAuueHmy — cmapomy Myxdcuure 8 CoOCmosiHuu azonuu. 9mo oenaem 2nasmwiii pau? Haxnaonsiemes
K Hemy u kpuuum 6 yxo: “Y eac namnouku éce zopsm?” Mrne mak cmwiono cmano! Ilocae smozo s
nooana 3asenexue 0o yxooe».

OcHoBa JEeMOTHBALIMKM B JaHHOM Cly4yae — HEKa4eCTBEHHbIH MPOLYKT, KOTOPHI KOMIIAHUS
MOCTaBJIsIeT Ha pIHOK. HE0OXOMMMOCTh IOCTOSIHHO YYacTBOBAaTh B IIPOLIECCe, KOTOPBIN HE HPAaBUTCS,
HE pajyeT, He BIOXHOBJISET, HE COOTBETCTBYET BHYTPEHHHM IIEHHOCTSIM, MPUBOOUT K BBICOKOMY
YPOBHIO HENPUSTHS U Pa3IpaKeHUI.

Uro ke Hamo caenarb PyKOBOAUTENMO, YTOOBI yAEpkKaTh BBICOKOKJIACCHOTO CIIEIMAIUCTA B
noto6Hoi cutyanmu? Ilpennoxuts emie aeHer? date Bropoil kabunet? Ilogaputh MeAMIIMHCKUI
XajaT OT U3BECTHOTO KYTIOphE WJIM BPYYHUTh IPAMOTY B 30JI0YE€HON paMKe ¢ OpHUTHAHTOM?

Bownmcs, 910 BCe 3TO HE TIOMOJKET.

CTOJNKHYBIIMCH ¢ TPOOJIEMOI JEMOTHBALIMK TIEPCOHANA, PYKOBOAUTEIM YacTO MIIYT MCTOY-
HUKU TIOBBIITICHUsT aKTUBHOCTU COTPYAHUKOB TOJIBKO «BHYTPH KOJJIEKTUBA»: TPATAT OOJIBIIINE CPe/l-
CTBA Ha KOMITCHCAIIMOHHBIE MAKEThI, N300PETAI0T OPUTMHAIIBHBIE COIIUAIBHBIE JIBIOTHI, YCTPAUBAIOT
HEBEPOSITHBIE YBECETUTENIbHBIE MEPOIPUSATHS, BHEAPSIOT XUTPOYMHbIE CIIOCOOBI TICUXOJIOTMYECKOM
pasrpy3ku. Ho coBcem 3a0bIBAIOT, UTO OrpOMHASI MOTHBAIIMIOHHAS CHJIA TAUTCS B MPOILYKTE, KOTOPHIH
KOMITAQHHUsI TIOCTaBJIsIeT Ha PHIHOK (OyAb TO MEOMIIMHCKUE YCIYTH, IPOU3BOACTBO MeOEsH, ONTOBasI
TOPIOBJIsI KAHIITOBAPAMU WJIM PO3HUYHAS TOPTOBJIs IBeTamu ). M orpoMHast cujia TauTcsi B KIMEHTaxX,
KOTOpbIE MOJB3YIOTCS JAHHBIM MPOAYKTOM (Oydb TO JeIyIIKa B arOHMH, KOTOPOMY CTaJIO Jierye OT
HOBOTO JICKAPCTBA, VI KOMITaHU s «[ a3mpomM», KOTopasi CHU3WIIA CBOU 3aTpaThl OJlarofapst KpacuBou
HeJoporoi Medenn).

BrICOKOKIACCHBIN MPOAYKT 0OnaaeT OOMBIION MOTMBAIMOHHOM CHIJION JJIsl KaXJOro 4eso-
BEKa, BOBJICUEHHOT'O B MTPOIIECC €0 CO3AaHMS.

BBICOKOKJIACCHBIN MPOMYKT TMOBBIIIAET CAMOOLIEHKY, MPUAET CMBICH, TO3BOJISIET BBIATH 3a
PaMKHM MMOBCETHEBHOCTH, TIOMOTaeT MOYyBCTBOBATh PaJJOCTh TBOPUYECTBA U MOTYYUTh KOHTPOJIb HAl
peasibHOCTHIO. Enie B 1968 roay [Moptep u Jloynep, co3natenu rnpolieccyaibHONM MOJIEIU MOTUBAIUH,
oOpaTviiv BHUMaHKe Ha MapaJoKCaIbHYI0 3aKOHOMEPHOCTh: YeM OOJBIINX Pe3y/IbTaTOB JIOCTUTAIN
PaOOTHUKH, TEM BBIIIIE OKA3bIBAIACh MX YAOBJIETBOPEHHOCTh. TakMM 00pa3oM, Oblla YCTaHOBJIEHA
3aBUCUMOCTb MEK]1y YIOBJIETBOPEHHOCTHIO COTPYAHMKOB U BAXKHOCTBIO, OCMBICIIEHHOCTBIO U CJIOKHO-
CTBIO paOOTBI, KOTOPYIO OHH BBITOJHSIA. DTO MPOTUBOPEUMIIO OOIIEPACTIPOCTPAHEHHON TOUKE 3pe-
HUSL: TOJIBKO YOBJIETBOPEHHbIE pAOOTHUKH MOTYT IOCTUYb XOPOIIUX PE3yIbTaTOB.

Kakue TpeboBaHus JaHHBIN MOAXO PEABSBISIET K MPAKTUKE pabOTHI C IEPCOHAIOM ?
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Bnaropapst aTomy noaxony pyKoBOOMTENb NEPECTAET 3aJaBaTh Ha0eBIIMi Bonpoc: «Hy uto
BaM HYXHO J/1aTh, YTOOBI BBl ObLIM 3aMOTHMBHPOBAHBI?» — WM TIEPEKTIOYaeT BHMMaHWE Ha Oojee
MePCIeKTUBHOE UccienoBaHne: «YTo MBI ¢ BaMU JIOJDKHBI CO3[aBaTh, YTOOBI BbI OBUTM 3aMOTH-
BUpOBaHbI?» HeoOXomMMOCTh TaKoro repexoja 4acTo MPUBOIUT PYKOBOAMTENs B CTyrmop. Bpome
TOBOPUJIM MPO YeJIOBEUECKUI (PpakTop, ¥ BAPYT B IEHTPE BHUMAHUsI OKa3bIBAETCS COBCEM «HEUEJIO-
BEUECKUI» MPOAYKT. Hac 3T0 TOXke nHOrja MpUBOIUT B CTYIIOP.

B cBoeli pakTHKe MBI IOPOI BCTpedaeM Bpojie Obl CTPaHHBIE CUTYallUW. B KoMITaHWH He cyIie-
CTBYeT HMKaKuX 0coObIXx HR-MpakTHK, COTpYTHUKYN He 3apadaThiBalOT OTPOMHBIX JICHET, Y HUX HET
JOTIOJIHUTEIbHBIX OOHYCOB W CHEIUAIBLHBIX JITOT, OHU HE CUAAT B OOJNBIINX KaOWHETaX C SpKUMU
KoBpamu. [1py TOM JTI0[IM € a3aPTOM pacCKa3bIBAIOT, KaK UM YAAJIOCh JOOUTHLCS JIyUIIINX Pe3y/IbTaToB,
CIIEIUAJICTHI OCTAIOTCS IO BeUuepaM, YTOOBI IOZIENIaTh BCe B CPOK, Ja ¥ Ha KOPIIOPATUBHBIX MEPOITPH-
SITUSIX BCE TOJIBKO M TOBOPAT O padote. COTPYIHUKH YBJICUSHBI, BOBJICUEHBI M 3aMOTUBUPOBaHbBI. Kom-
MaHUS CTAHOBUTCH JIMJIEPOM PbIHKA 32 CYET BBICOKOKJIACCHOTO MPOAYKTa. [locTeneHHo oHa pacrer,
pasBuBaercsi, 6orareer. [1oSBIAIOTCS CBOOOTHBIE CPEACTBA, KOTOPhIE TENEepPh «yXke TOUHO MOKHO»
MOTPATUTh Ha padoTy ¢ yenoBedeckuM (aktopom. [Ipurnamarorcs HR-crienuanicTsl, MOBHIIIAIOTCS
OKJIAJIbl, Pa3padaThIBAIOTCS MMPEMUATBHBIE CXEMBI, IIOKYTIAIOTCS IPKMe KOBPHI 1 aOOHEMEHTHI B (PUT-
Hec-KJIy0. BHUMaHue KOHIIEHTpUpPYETCs Ha BHYTPEHHHX IMpolieccaX. BaKHOCTh 0OIIero mpoaykTa,
KOTOPBIA co3/1aeT (pMpMa, YXOOUT Ha 3aJHUl TulaH. Y XOTs MpoayKT NO-NpeKHEMY OCTaeTcsl Kaue-
CTBEHHBIM, HY’KHBIM M BOCTPEOOBAaHHBIM, YPOBEHh MOTHBAIIMH B KOMITAHWUH C «pa3BUTHIMU HR-mipak-
TUKaMU» 3aMeTHO TajaaeT. B yem npuumna? [IprurHa — B OTCYTCTBUM HAIpPaBJIEHHOCTU HA COBEp-
IIIEHCTBOBaHME OW3Heca.

[Toatomy, npexje yeM 3aHSIThCsl BHeApeHueM joporocrosimux HR-npakTuk, uHorma BaxxHO
3a/1aTh HECKOJILKO BOMPOCOB. BKITIOUEHBI 11 COTPYIHUKU B CO3[JaHUE TTPOIYKTA, KOTOPbIM IPUHOCUT
MOJIb3Y APYruM JosiM? XOTAT JId OHU YJIy4IlaTh TO MPEAJIOKEHUE, C KOTOPHIM KOMITAHUS BBIXOJUT
Ha pbIHOK? [lenaeT Jin JaHHOe MpeJIoKeHre KIMEHTOB KOMITaH|U 6oJiee CYaCTIUBBIMU?

«A ecni Ha BCE 3TH BOIPOCH S MOMY4y OTPHUIIATENILHBIA OTBET, MHE YTO )€ — BeCh OM3HEC
MEHSITh HaJI0?» — BOCKJIMKHET BO3MYIIIEHHBIN UpeKTop. Bech OusHec, 6e3ycIOBHO, MEHSITh HEe HAJIO.
Ho BHecTn HekoTophle U3MeHeHus1 He roMeraet. Harpumep, crout otodparh y OOJBHBIX BUHHBIC
KapThl ¥ 3aHITHCS MPEJOCTABICHUEM KaueCTBEHHOM MOMOIIM MallueHTaM, HaXOASIIUMCS B arOHUMU.
K 310i1 paboTe MOXHO TOIKJIIOYUTH BEIYIIUX Bpayel, CTAPIIMX MeIcecTep U OTPaCIeBbIX IKCIep-
TOB. [')paMOTHO ympaBisisi JaHHBIM TPOLIECCOM, MOKHO TOOUTHCS OT TAaKOM KOMaH[bI MPeJOCTaB-
JIeHUsI HOBBIX MJIeH TI0 paboTe ¢ OObHBIMU, BHEIPSHUSI TEXHOJIOTHIA ONIepAaTUBHOW TTOMOIIU TAaIH-
€HTaM B OCTPOM COCTOSIHUH, YE€TKOTO pacrnpefiesieHusi 30H OTBETCTBEHHOCTH B CJIOKHBIX CITydasix.
Takum 0Opa3oMm, uepes Kakoe-To BpeMsl CUTYallUsl paJIMKaIbHO IIOMEHsIeTCsl. YTIOMUHABIIIAICS BBIIIIE
JeAyIIKa TOMyYUT HYKHYIO TTOMOIIb, €r0 POJCTBEHHUKU OydyT OnarofapHbl BeayleMy Bpady. A
Be/IyIIMI Bpa4 C TOPIOCTHIO MPEICTABUT JAOKJA] Ha KOH(EPEHIIMH — O HOBBIX CIOCO0AX JIeUeHUsI
HETUITUYHBIX cOCTOsTHUM. Y Tora (ITpu MpovMXx paBHBIX YCJIOBUSIX) HUKAKasl CUJla HE 3aCTaBUT XOPO-
HIEr0 CMENUaIMCTa TOKUHYTh KOMMEPUECKYI0 KIMHUKY. [ToToMy 4TO pyKOBOAMTENb 33JEUCTBYET
MOTHUBAIIMOHHYIO CHJIy KQUeCTBEHHOTO MPOJYKTa, a BMECTE C HE — U OCTaJIbHBIE COMYTCTBYIOIIHE
SMOIIMU: TOPIIOCTD 32 CBOIO PadOTY, YIOBJIETBOPEHHOCTh OT MOTYyYEHHOTO pe3y/IbTaTa, IPU3HAHUE CO
CTOPOHBI APYTUX JIIOZIEH, UHTEpeC K padoTe U Jajiee MO CITUCKY.

Co3maBast ¥ COBEPIIICHCTBYS MTPOIYKT, EAIOIINN KIMEHTA «IyTOUKY OoJiee CUACTIMBBIM» , MBI
ABTOMATHYECKH CO3/IaM BO3MOKHOCTH ISl «UyTOUKY OOJiee CYACTIIMBBIX» COTPYIHUKOB, TO €CTh
KCIIOJIb3YEM MOTMBALIMOHHYIO CHJIy KAYECTBEHHOTO IpoAyKTa (puc. 1.1).
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Puc. 1.1. Mexanu3M MOTUBHUPYIOLIEH CUJIbI KAUECTBEHHOT'O MPOYKTA

SIpKMM IpUMEPOM KCTIOIB30BAHMS MOTUBUPYIOIIEHN CUJIbl KAYECTBEHHOTO MPOYKTA SBJISAETCS
KoMIaHus «nm» (Apple). IMeHHO HanpaBIeHHOCTh Ha TO, YTOOBI CIIeNIaTh MUP «UyTOUKY JTydIle»,
romMorJia (pupme, COCTOSIILIEN U3 IBYX COTPYIHUKOB M BJIAJCIOIIEN HAYaIbHbIM KallUTaJIOM B pa3Mepe
1300 gonnapos, craTh camMoOil JOPOroi ¥ caMOil U3BECTHOM KOMIIaHuel Mupa. iIMeHHo kenanue yiyd-
IIUTH KU3Hb CBOMX MOTPEOUTENIEN MOMOITIO OPraHM3aliy ¢ O(prCOM B Tapake BBIBECTH Ha PHIHOK
LIEJIbINA PsAJT KYJIbTOBBIX MTPOAyKTOB — 0T MacBook u iPod 1o iPhone u iPad. ImeHHO HatieieHHOCTh Ha
pa3paboTKy «OoJiee YeTOBEUHbIX» PEIIeHUH MO3BOIMIIA «DMIUD» TPUCTYIHTh K CO3/IaHUI0 YHUKAITb-
HOTO CIJIaBa MOOWJIBHOTO Tesle(pOHa M KOMITbIOTEpa B TO BpeMsi, KOTr/ia MPOLeCcCOpPbI A1 Tesie(hOHOB
¥ CKOPOCTb MOOMIIbHOTO MHTepHEeTa enany HeBO3MOKHBIM HU Bbixofl B CeTh, HU TeM OoJiee CKauu-
BaHUE MY3bIKM WU BUAEO0. VIMEHHO MCO/Ib30BaHE MOTUBUPYIOILEN CUJIbl KAYECTBEHHOTO ITPOIYKTa
MIOMOIJIO KOMITAaHUU cOOpaTh BOKPYT ceOsl COTHU BBICOKOKJIACCHBIX CIIELIMAIMCTOB, padoTalommux 6e3
CHa 1 oT/bIXa nopou 1o 90 yacoB B HeEIO.

U Bce 310 HecmoTps Ha TO, UTo CTUB JI’K00C OBUT CIIOKHBIM, KOH(IMKTHBIM, MOAYAC TIPOCTO
HEBBIHOCUMBIM PYKOBOJUTENIEM.

Co3gaHue MOTHMBALMOHHOIO MOTEHIIMANA, WCHOJIB3YIOIEro CUly KayeCTBEHHOIO IMPOIYKTa,
COCTOUT U3 YEThIpEX KOMIIOHEHTOB (puc. 1.2).
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Puc. 1.2. I‘IE:THIZ)G KOMIIOHEHTA, CO34ai0Ine MOTUBALIMOHHYIO CUJTY Ka9€CTBEHHOI'O IIPOAYKTA

1. HanteieHHOCTD Ha CO3/JaHHE KA4eCTBEHHOT0 MPOJAYKTAa Yy TONI-MeHeKepOB KoMIIa-
HHMN.

[NepBoe U110 1 TON-MEHEIKMEHT KOMITAaHUH JJOJKHBI ISUCTBUTEIBHO 3a00THUTHCS 00 yCOBep-
IIIEHCTBOBAHUM COOCTBEHHOTO TOBapa WM YCIIyri. YacTo ObIBaeT, UYTo pyKOBOAUTEH, KOTOPBIE KaJTy-
0TCSI Ha OE3bIHUIMATUBHBIX, HEPACTOPOITHBIX COTPYIHUKOB, CAMH JABHO PACTEPSLIH 320D U KeJlaHUe
PUCKOBATh M HE3aMETHO JUIsI ceOsl CTali 3aHUMAThCSI TOJIBKO BOCIIPOM3BOJICTBOM ITPUBBIYHBIX Opra-
HU3AIMOHHBIX JISHCTBUI. B 9TOM ciyuae HaCTpOeHUe COTPYTHUKOB SIBJISIETCS JIUIIIb CIAOBIM OTpaxe-
HHEM HHU3KON MOTHBAIIUM TOM-KOMaH/Ibl. V HauMHATh TIOBBIIIIEHNE MOTUBALIMH CIIEYeT C ceOsl.

VYenex koMmnaHuw «MIU» BO MHOTOM ObUI CBsI3aH ¢ TpuBepxkeHHOCThIO CtmBa IIxoOca
BBIOPAHHBIM IIEHHOCTSIM U IIPUHITAIIAM. B 0IHOM M3 BBICTYIUICHUI OH TaK OXapaKTepHU30BaJl MUCCHIO
KOMIMaHUM: «5 yxe roBopui 310, HO noBTopiock: B JJHK “Dnrmur” 3a10%keHo, 4TO TOIbKO OIHOW TeX-
HOJIOTUM HEJOCTaTOYHO. TOJIbKO TEXHOJIOTHS B COI03€ C TYMAaHUTAPHBIMU HAyKaMu JaeT pe3yJibTarT,
KOTOPBIH 3aCTaBJISIET HAIlIU Cepla MeTh».

2. IIpakTuka nNpoeKToOB B KOMIIAHUH.

BaxHO, 4TOOBI B KOMIIAHUH CYIIECTBOBAIM (POPMATHI, IIPOIIEYPbl, PaBUJIa, KOTOPBIE MTO3BO-
71511 Obl KOMaH/1aM, COCTOSIIIIIM U3 Pa3IMYHBIX CHEITUAIIMCTOB, CO3/IaBaTh M COBEPIIIEHCTBOBATD ITPO-
M3BOJMMBIN TIPOAYKT. TO €CTh IOJKHA CYIECTBOBATh TPAAUIHS IPOEKTHON pabOThl — paboTHI, Ie
niepe]; KOMaHIOM CTaBSITCS HOBBIE TIeJTM U 3aa4k. 3aauyll MOTYT ObITh PA3HOTO YPOBHSI — HAUMHASI
C ONTHIMHU3AIMHN 3aKYTIOK KQHIITOBAPOB M 3aKaHYMBasI BHIOOPOM CTPATErHIeCcKUX MapTHEPOB Ha OJIH-
skapme 10 ner.

B HeOoMbIIMX KOMMAHUAX MPOEKTOM MOTYT 3aHMMAThCSl BCE COTPYIHHUKH; B KPYIHBIX peub
MOKET UJITH O KJIIOUYEBBIX COTPYAHMKAX OTHOTO U3 MOJpPA3Je/eHUN, CTIELIMATUCTAaX Pa3HbIX OT/IEINIOB,
PYKOBOIUTENISIX CMEKHBIX HANPaBJICHUH, TIPEICTABUTENSAX NMAPTHEPCKUX OOBEJVMHEHUH U T. 1. bes-
YCJIOBHO, YeM OOJIbIlie KOMITAHUSI, TeM CJIOKHee BBIIJISAAT MPOEKThI, KOTOPBIE JOJKHBI OBITH pea-
mu3oBaHbl. Tak, ObBIIME UHKeHep «dnmi» Pt KupHu pacckassiBas O CBOUX MEpekUBAHHSIX IO
aTomy nioBoay: «MpsI ¢ PybeHom Kabanbepo, 3KkcrieproM 1o aHTeHHAM, JOJDKHBI ObLTH UITH JIMIHO K
JIxo0cy n ABYy 1 OOBSICHAITD, TOYEMY PaJIMOBOJIHBI He TTPOXOIAT Yepe3 MeTasll. 1 1o Obu1o Herpo-
cro. J[ln3aiiHepsl He CJIMITIKOM XOPOIIO pa3dupaioTcs B (pu3rke, 0COOEHHO €CIIH B TIOCIICAHUH pa3 OHU
U3yyaiu ee Kjacce B BocbMoM. Ho 1u3aiiHepsl MpaBsIT 3TOW KOMIAHUEW, TOITOMY OHU MpeAsiaraioT
cleiaTh TOHEHbKUE IIBBI, Ye€pe3 KOTOPBIE BOJHBI OyIyT BBIXOAUTH HApPYXy. M MbI M OJKHBI 00B-
SICHSITh, UTO TaK He moyuutcs. U mouemy». OOparrte BHUMaHHUE: TPOSKTHBIE KOMAH/IbI B « DML
COCTOSIJTH U3 COBEPIIIEHHO Pa3HBIX CHENAIMCTOB, KOTOPBIM OBLIO COBCEM HE TIPOCTO JIOTOBAPUBATHCS
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Y JOOMBAThCSI IOCTABJICHHBIX pe3y/IbTaTtoB. HO MMEHHO pelieHu s, BOZHUKABIIHME Ha TAKUX BCTpPEYax,
MO3BOJISUIA KOMIIAHUM COBEPILIATh TUTAHTCKUE CKAYKU.

3. O6parHasi CBSI3b OT PYKOBO/ICTBA.

Campble HeCYaCTHBIE CIIEHMAIIMICTHI TPYASITCS B KOMITAHUSIX C KpaiHe CKY/THON 0OpaTHOM CBSI3bIO
OT PYKOBOZCTBA. DTH Oe/1071aru CYIIECTBYIOT KaK B TyMaHe: 03 1ieJiell, TPUOPUTETOB U OPUEHTUPOB.
[Ipenamnonaraercs, 4To paOOTHUK ¥ TaK JIOJKEH 3HATH, K UeMy CTPEMUThCS. Belb OH ke 3a 3TO JeHbr
nosy4aer!

Oo6parHas cBs3b KpaiiHe BaKHa [Isl MOTHUBAIMKU TiepcoHana. [1pu atom popma oOpaTHO¥ CBSI3M
MOXkeT ObITh caMOl pa3HooOpa3Hoi. Bo3bmem, Hampumep, Takyio cutyanuio. B 2004 rogy Ctus
JIxo0c mpuexasn Ha BCTpedy ¢ IPYIION KypHAJIMCTOB, YTOOBI MIPOAEMOHCTPUPOBATh HOBBI MUHU-

MarasuH riomaneio 750 M2 (B 1Ba pa3a MeHbIlIe TUMMYHBIX JIJI1 TOTO BPEMEHU Mara3uHoB «IIL» ),
B JIU3aliHe KOTOPOTO COYETAIMCh COBEPIIEHHO OeJblii TIOTOJIOK, OCBEIIABIIMICS C3a/1, CTEHBI B
SITOHCKOM CTUJIE U3 HePKaBeIoIlel CTai ¢ BEeHTUISILIMOHHBIMU OTBEPCTUSIMU, UIYIITUMHU MTOBEPXY U
noBTopstionMu nu3aiiH PowerMac G5, u 6nectsimuii 6esbil os. OHaKO HEMOCPECTBEHHO Tepejt
TeM, KakK ObUI OTICPHYT OIPOMHBIA 3aHAaBeC, 3aKPHIBABIIMIA BXOJ B TMoMelleHue, [:00c BHE3aIHO
OTKa3aJiCsl BBIUTU U MOMPUBETCTBOBATH KypHaCTOB. [louemy? [leso B TOM, UTO Iu3aiiH, KOTOPBIN
TaK XOPOIIIO CMOTpEJICS Ha Oymare, OKa3asicsi HEMOIXOISAIIMM JUTs peaibHoro mupa. Ha crenax ocra-
BaJIKCh CJIebl OT MPUKOCHOBEHUM PYK, a MOJ ObUI BECh B UEPHBIX Clie/laX OT MOJOIIB CIyXKallluX,
TOTOBMBILMX Mara3vH K OTKpbITHI0. OIHA U3 KypHAIUCTOK 3aMeTnia: «Te jonu, Kotopsle pazpada-
THIBAJIM AU3alH Mara3uHa, HUKOT/a B CBOeM *KU3HU He MbLTH 11of». [Tocne npesenTtauuu [[xo0c 3acra-
BUJI BCEX AU3AMHEPOB MPHEXaTh B MUHU-MAara3uH U BCIO HOYb MOJI3aTh HA KOJIEHSIX, OTYMINAs Oesbli
noni. B pe3ynbrare Takoi «0OpaTHOU CBSI3W» B TU3aliHE MAara3suHOB «MIUT» MOSBUINCH KAMEHHbIE
IUIATKU.

4. O6paTHas cBA3b OT PbIHKA.

Kak o1 mapagokcanbHO, 4acTO COTPYIHUKY KOMITAHUM, CO3JAIONIEN OTIMYHBIN TOBAp, HE 10ra-
IBIBAIOTCSI O BOJIIIEOHOM CHJIe COOCTBEHHOTO MPOAYyKTa. [IOCTOSHHO 3aHUMAsICh TEXHUUECKOH CTOPO-
HOW BOMPOCA, BHIMOJHSS Y3KOCTIEIIMATM3UPOBAHHBIE 3aa4K, COCPEIOTOUMBIIHICH TOIBKO HA OTpac-
JIeBbIX MTpobsieMax, pabOTHUKHU Bce OOJbIIE OTAATSAIOTCS OT KJIMEHTCKOTO BOCHIPUSTHUS TIPEAIOKEHUN
KOMMaHuM. B Takux ciydassx, HECMOTPSI Ha BBICOKMI PBIHOYHBIA CIPOC, JIIOAU C YBEPEHHOCTHIO
YTBEPKJAIOT, YTO KAUECTBO MX TOBAPa «HEAOTATUBAET, IIEHbI «3aBBIIICHbI», & CEPBUC «XpoMaeT». 1
OTKY/Ia 3[IECh B3SIThCSI TOPIOCTU 32 COOCTBEHHBIN TPYA U BOOMYIIEBIEHUIO OT JOCTUTHYTHIX Pe3yJib-
TaToB?

[ToBesno nepcoHany «MIUT», Ybsi TPOLYKIIUS MOIb3yeTcsl (paHTACTUYECKHUM CITPOCOM BO BCEM
mupe. [laxxe camble y3KOCIeIUATN3UPOBAHHbIE MPOU3BOACTBEHHUKU MOTYT TOPIUTHCS TEM, YTO OHU
MPUYACTHBI K CO3JIAaHUIO TAKUX HYKHBIX TPOAYKTOB. OHAKO HE BCE KOMITAaHUM CTOJIb K€ U3BECTHBI,
Y B 9TOM CJlyyae PyKOBOJCTBY CJeAyeT pa3padoTaTh pa3Hble (POPMbI OTYyUEHHSI OOPATHOM CBSI3U OT
KJIMEHTOB. Ham HpaBWTCS NpakTHKa, BHEIPEHHAsT OHOM M3 KOMITAHWI, Korja 01aroflapHoCTh KJU-
€HTa TYT K& aBTOMATHYECKH MOCTYIAeT BCEM COTPYIHUKAM, 3a[IeliCTBOBAHHBIM B CO3JJaHUU TAHHOTO
MPOIYKTA.

Ecnu 911 yeTblpe KOMIIOHEHTA CBSI3aHBl B €IMHYIO CUCTEMY, TO BBICOKOKJIACCHBIA MPOIYKT,
KOTOPBIN BBITYCKAET KOMIIAHUsI, HAYMHAET I'eHEepUpPOBaTh M BHICOKYIO MOTHUBHUPYIOIIYIO SHEPIuIo.
OpuH crienanuct u3 koMan el CtrBa J{o0ca Tak onuchBaeT cBou olryIieHusi: «Ero xapuszma Haro-
MUHAJIa JEKTPUUECKUI TOK — OH MPOCTO U3IIy4Yasl HEBEPOSITHYIO CUITY. DTO OUYEHb BJIOXHOBIISLIO.
OH BosBbiiani 1eds1. Koraa s 6611 co CTHBOM, MHE Ka3aJioCh, TO sl MOTY C/IENIaTh BCE UTO YTOIHO.
MOXHO OBUIO U3MEHUTb MHP» .

Ntak, 4TOOBl «M3MEHSTh MUP» M 00ECIeYrBaTh BHICOKYIO MOTUBAIIMIO COTPYIHUKOB, B HAIIIeH
KOMIIaHUH JIOJKHBI TOCTOSTHHO (PYHKIIMOHUPOBATh YEThIpe KOMITIOHEHTA: HAlleJIEHHOCTh Ha CO3/IaHKe

! Yicnons3osanst Marepuasl cratbil «VcnoBo 6bu10 “Alicon”». Mctounuk: http://www.megaplanru/letters/iphone-creators
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Ka4eCTBEHHOTO MPOIYKTA Y TOM-KOMaH/Ibl; IPAKTHUKA MMPOEKTHBIX padoT; cUcTeMa OOpaTHOM CBS3U OT
PYKOBOJCTBA; CUCTeMa OOpPAaTHOM CBSI3U OT PhIHKA.
JlaBaiiTe MOCMOTPUM, KaK 3TH npouecchl (pyHKIMoHUpyIoT B komnanuu FOHCEH.
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IIpakTnka komnanuu «lQHcen»
NuTepBhIo ¢ Allekceem KomeHKoOBbIM:
«Bce BpeMs aTakoBaTh ceosi»

Anexceit Komenkos, kommepueckuil qupexrop kommnannu JOHCEH

O koMmnanuu

IOHCEH cnenmanu3upyercsi Ha CO3JaHUM BBICOKOKAYECTBEHHbBIX MaTepPUaJIOB
11 BepxHeW ofexabl. IIpopyKIMio KOMIIAaHMM TOKYNAIOT IMPOM3BOAUTENN Kak
CIIELOJEK/Ibl, TAK U IOBCEAHEBHOU OZIEKIbI.

* B 2012 rogy kommaHus noiyuwia npeMuro «bpeHp roga» 3a TOproBylo
Mapky Fitsystem.

* B 2012 romy mo pe3ynbTaraM OTpPaci€BOrO OMpOCa BOCEMb U3 AECATU
CMIeNMAINCTOB, pPAbOTAIOIIMX HAa 3TOM pbiHKe, Ha3Bamum Kommanuio IOHCEH
JIMJEPOM OTPaCIIH.

* Ha 2013 rop ObUT 3ar1aHMPOBaH MPUPOCT OOBEMOB MTPOIAK IMOBCETHEBHON
onexpl Ha 20 % (Tipu o0IeM MaJeH!H OTpacieBoro peiHKa Ha 20 %).

— Kak pa3zpabarbpiBajiach KOHIENIHS CO3JaHHsI YHUKAJbHBIX MPOJYKTOB JJIsI KJIH-
eHra?

— B 2005 romy mMHe BHE3aIlHO CIENalu TaKoe MpeasiokeHue: « Thl He XOuellb 3aHAThCS TEeK-
CTWJIBHBIM TIpOeKTOM? Y Hac ceMeiHasi KOMIaHus — HaJI0 U3 Hee CIeNaTh JIMAepa ppiHKa». 3amada
MoKa3ajach MHTEPECHOM, U 1 corytacuiics. Ha TOT MOMEHT KOMITaHUsI HaXOAWIach B TIEPBOU TIATEPKE,
YCTYIUB JIMIMPYIOIIKE MO3UIIMH, KOTOPbIE OHAa 3aHMMasia B KoH1e 1990-x.

Cutyanus Obl1a CIIe/TyIOIIeH: Te MOJIe A TKaHe! (ITPUHTHI), KOTOPhIe Mbl BHIBOAWJIM Ha PHIHOK,
KOHKYPEHTHI OUeHb OBICTPO KOIMMPOBAJIH, TaK KaK BCe IMMOCTABIIUKY ObLITM N3BECTHBI. JlajibIie KOHKY-
PEHIIMS TIepexoIuiia B 00JIacTh IIeHbL. M BRIMTPLIBAJI TOT, KTO MTPOJIaBal OHOTHUITHBIN TOBAp 1O Oojiee
HU3KOM 1ieHe. Ham Haio Ob110 MCKaTh BAPUAHTHI, TIPY KOTOPBIX MBI MOTJIM KOHKYPUPOBATh HE TOJIBKO
1ieHo|. [1o3ToMy MBI CTai TyMaTh, Kakylo JOOABJICHHYIO IIEHHOCTh MOKEM TPEJIOKUTh, TTIOMUMO
TKkanu. Ha peiake B2B no0aBieHHYI0 CTOMMOCTD CO3/IAI0T MPEUIOKEHHUSI, KOTOPbIe TIOMOTAIOT KJIHU-
SHTY ToJTy4yaTh OoJiee BBICOKYIO TTPUOBLTL. MTak, ek 3aKIodanach B CO3IaHUM TaKOTO MPeJIokKe-
HUsI, KOTOPOE TIOMOTajio Obl HAMM KJIMeHTaM 3¢ (peKTHBHEe CTPOUTh CBOM OM3HEC.
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SlapoM Haiero npeIokeHus CTaJIO0 CO3/1aHNe HOBBIX YHUKAJIBHBIX MPOILYKTOB MO MOTPeOHO-
CTH Y 3a[aY¥ KJIMEHTOB. Mbl OTKPBUIM LIEHTP TEKCTUJILHOTO IU3aifHa, KOTOPBIM 3aHUMAJICS pa3pa-
OOTKOM CreIMalIbHbIX BUIOB TKaHEW C YHUKAIbHBIMU XapakTepucTukamu. CTaau cOTpyIHHYATh C
M3BECTHBIMU Au3aiiHepamu u3 EBpornsl, A3uu u Poccuu. Tlpu 3TOM MBI IOHMMAaIU: Majlo CO3JaTh
xopormi mpoaykT. K mo6omMy mpoayKTy HeoOXoaMMOo J0OABHUTH aIeKBATHYIO JIOTUCTUKY, ONTUMAITb-
HBI JIOKYMEHTOOOOPOT, BBICOKYIO CKOPOCTh PEaKIIMK Ha 3alpOChl KJIMEHTA, KBATU(MDUITMPOBAHHBIX
MPOJABIIOB M 3aKYNIIIUKOB, YECTHOCTh M MIPO3PAYHOCTh BHYTPU KOMIaHUU. Bce 310 0Osi3aTenbHbie
ycnoBus. Yl eciiv OHM OTCYTCTBYIOT, HUKAKOM, 1a)e CaMblid XOPOIIIUH, TPOAYKT MPOIABaThCs He OyeT.

Pa3paboTka HOBBIX TPOLYKTOB OTpa3miiach Ha 1eHe. CTOMMOCTh HAIMX MPUHTOB ObLIa CyIIIe-
CTBEHHO BbIIIIe, YeM y KOHKypeHToB (Ha 1015 %). Knuentsl nosesu cedst mo-pasHomy. OcTaiuch Te,
151 KOTO ObLITA BaXKHBI YHUKAJIBHOCTD ¥ KQUECTBO MPOAYKIIMH. A Te, KOMY HYXKHBI ObLIA CTAaHJAPTHBIE
HEJJOpOTHe pelIeHns], TOBOPWIIN: « MBI Bac JTOOMM, HO IEHbI'M HAM BaXKHEE».

Hauunas ¢ 2006 roga Mbl CTaJId OCO3HAHHO MPOBOAUTH MAPKETUHT-OPUEHTUPOBAHHYIO MTOJTHU-
TUKY. [ToMUTHKY, HallelleHHYI0 Ha TIOMOIIb KJIMEHTaM B CO3[aHUM MX MPOLYKTOB. MBI yCTpanBasu
OHJIAH-ONPOCH. MBI MCCIIeI0BaM TOTPEOHOCTH KJIIMEHTOB B PEXUME JISJIOBBIX Oecesl, BOBJIEKas B
3TOT IPOIIECC CBOMX COTPYAHMKOB M COTPYAHMKOB KJIMEHTCKMX KOMIIaHMI. MBI cipaimmBaim: «Bol
XOTUTE BBIAEIUTHCS ?» OHM OTBEYAIM yTBEPAMTENBHO. Jlaibllie Mbl 3aJaBajii BOIPOC: «A 4TO AJIs
9TOro HaI0 caenath?» OTBETH KJIMEHTOB Mbl (PUKCUPOBAJIH, HAXOAUJIH OOIIYI0 KAaHBY, CMOTPEJTH, KaK
3TO MOXHO pean30BaTh. Beb B paboTe ¢ 3aKa3uMKOM camMa TKaHb BBICTYIIAET B KAUECTBE «TEJICKKU»,
a BCE OCTaJIbHOE: MOMOIIb B BHIOOpPE TKAHH, IMOMOIIb B HAJAXMBAaHUU MPOM3BOJCTBA, TIOMOIIb B
peam3ay TOTOBOM MPOIYKIIMHU HAIIETO 3aKa3uMKa — OT/IeNIbHbIE OM3HEC-TTPOLIECCHI, KOTOPbIE HA/IO
omiaguTh. TO €CTh HY)XHO HAChINaTh 3TU (POPMBI padOTHI B «TEJEKKY» — OINpPEIETICHHYI0 MOJIETb
TKaHU.

— Kak coTpyaHuku pearupoBaJjii Ha Takne U3MeHeHus1?

— OHYM 13 BaXKHBIX MTPOIIECCOB BHYTPU KOMITAHUH CTaJI0 00y4eHre COOCTBEHHOTO MepcoHala.
MBbI xoTen, yTOOBl HAIllM COTPYAHMKHU BBICTYNAM KaK 3KcHepThl. M ceifuac 3Ta MO3UIMS TOMOTraeT
HaM B MPOJIBMKEHUM NTpoayKimn. Hanpumep, y Hac ectb Mapusi — eciv OHa 3asBJIsieT 3aKa34urKy Ha
MIeperoBopax, 4To JaHHasl TKaHb OyleT CMOTPEThCs B U3IEIMU UMEHHO TaKMM 00pa3oM, TO eil Bce
BEPSAT, MOCKOJIbKY 3HAIOT: OHA JIAeT TOJIKOBBIE COBETHI. M HEBaXHO, YTO JOKHOCTh Mapuu Ha3bIBa-
eTcst «MeHeJlKep Mo npogaxam». [1o cyTu, 1uis KJIIMeHTa OHa BBITIOJHSET POJIb MPOJAKT-MEHeKepa,
KOTOPBIF TIOMOTaeT CleiaTh ONTUMAJTBHBIN BHIOOP TIPY 3aKyIKe ToBapa. Takoil ypoBeHb MepcoHasa
— pe3yJibTar HaIei BHyTpeHHEH padoThl.

Ceituac MbI OIUIAYMBAEM TOCEIEHUS BHICTABOK HAIIIMMH COTPYJHUKAMHU. Sl ©MeIo B BUIY MEX-
AyHApOJHBIE CTAaTyCHbIE BHICTaBKU B MTtanmnu, Bo @paHimu. ITH BIOKEHHUS IOMOTAIOT PaOOTHUKAM
MO/IEP)KUBATh BBICOKUIA SKCTIEPTHBIN YPOBEHb.

— Kak 051 BbI onfeHinsmm mo 10-6a/u1bHOI ccTeMe YPOBHH Ka4eCTBa, IIEHbI U CEPBHUCA,
KOTOpbIe ObLIM B HayaJie Bamero myTH (B 2005 roay) u koTopble ecTh ceiiuac?

— KauecTBo 1 yHHKaJIbHOCTB MTPOYKTA BHAYAJIE MOXHO OBUIO OIIEHUTh Ha 4—5 OayutoB. Ceityac
— Ha Bce 9 6ayoB. [lo ceppucy: cHauana — 4-5 GayioB, ceiiuac — 7 6awios. Ilo 1ieHe: u Torma u
ceituac — 3—4 6ayna (puc. 1.3). ¥ Hac BBICOKHE IIeHBI, ¥ B HACTOSIIIICE BPeMsI Mbl SIBJISIEMCSI CaMOW
JOpOroi KomraHuel B otpaciay. Ho Haim KJIMeHThl TOHUMAIOT, 3a uTo miataT. Harpumep, ecim peub
UZIET O HOBOM IIPUHTE ISl JETCKOW OfIEKbI, TO TAKYIO0 MOJEb TKAHU MOKHO B3SITh TOJIBKO y Hac. U
Bce 00 3ToM 3HaI0T. Yepes mosrona nos;BITCS KONHMU, HO y HAIIIMX 3aKa3UYMKOB €CTh MTPEUMYILECTBA:
9TU TOJTO/Ia OHK Oy/yT MPOJABaTh MEPEIOBOM TOBAP.
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LleHa

KavecTao

Puc. 1.3. 3menenue kauectsa npogykra komnanuu FOHCEH 3a cems siet

— ITouemy BbI pemInJu ABUraThbCsi HMEHHO B 3TY CTOPOHY: PACHIMPSITH ACCOPTHMEHT,
€03/71aBaTh HOBbIe NPOAYKTHI? Belb HaBepHsIKa MHOTHEe KJIHEHTHI 3aNPalliBajIM TOBap Mo
Hu3koi nene. Illouemy He MoK B CTOPOHY y/elIeBJIeHHUsI NPOAYKIIMH, YBeJUUYeHUs1 000-
poToB?

— Tak cnoxwmioch ucropudeckd. MeTogom npod 1 OMIMOOK MBI BHIOMpPAIIU pellieHus, KOTO-
pble y HAC MOJTyYaIuCh Jydle Bcero. Mbl Bcerja BUEIN HOBbIE TKaHH, TOHUMAJIHA, KaK OHH OyIyT
MeHSIThCS. Y Hac nosiBuiuch naptHeps! U B Kopee, u B Illanxae, KOTOpble TOMOTaJId UITH B pyclie
9TUX U3MEHEHUIA.

Dta ujesi COOTBETCTBYET OCHOBHOMY BEKTOPY (hacT(aIIH-UHIYCTPUN — MAKCUMAJTLHO OBICTPOI
CMEHSIEeMOCTH KOJUIeKIMIA. Tak paboTaioT KpyIHble UIPOKH oTpaciu: «MaHro», «3apa». CpenHuii
LMKJI TpoAak B «3ape» — 21 nens. Kaxaple Tpu Henenu — HoBast koyutekiust. [Tog 3To moacTpoeH Bech
ousHec: paboTta qU3aliHEpPOB, MPOU3BOACTBO, JIOTUCTHKA. MBI IPUCOSMHWINCH K 3TOMY TPEHIY U
OBICTPO PACIIUPIIIN CBOM acCCOPTHMEHT. Yke 1o pesynbratam 2009—2010 rogoB Hai KOJJIEKIH B
JECSTKY Pa3 MPEBBIIIAIN KOJUIEKIIMM KOHKYpeHTOB. Celiyac HOBUHKH MOSIBJISIIOTCS pa3 B JBa MeCsIIA.
Takas uneonorusi, KOTopo Mbl puzaepxuBaeMcs ¢ 2006 roaa, npeBpaTuia KOMIIAHUIO B KOHBEUED
10 TPOU3BOJICTBY HOBUHOK.

Tenepb TOorHaTh HAC OYEHb TPYAHO. TO, UYTO MBI J€JIaji B TEUSHHUE CEMHU JIET, CIIOXKHO MOBTO-
puth. B 31Ol 11IEMouKe 3aeCTBOBAHO OYE€Hb MHOTO NMAPTHEPOB — CIEIMAIMCTOB, KOTOpPbIe paboTaloT
B Pa3HBIX YacCTsIX CBETA.

— Yro Hano caesaThb, YTOOLI H3MEHUTHh NO3UIHIO CBOEH KOMIIAHUM B HaNpaBJeHUH
«JIyqIIHil 0 NPOAYKTY» ¢ 3 10 9 6a/10B?

— Camoe Ba)XHOE — «IIPOJIaTh» UJCI0 JOMOJIHUTETBHON [IEHHOCTH BHYTPH COOCTBEHHON KOM-
nanun. OYeHb YacTo s CIBIILY OT COTPYIHHUKOB ApYyrux kommanuii: «Hy, y Hac To ke camoe, 4To y
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KOHKYPEHTOB, TOJIbKO TOIOpOke». OHU JIMOO He OCO3HAIOT YHUKATIBHOCTh CBOETO MPOAYKTa, JIMOO B
HEM HeﬁCTBHTeJIbHO HET HUYETro JOINOJHUTEIIBHOI'O.

KoneuHo, KaxIplil KyJMK cBoe 00s10To XBanuT. Ho s cumTalo, 4To y HAC OTHOIICHUS] MEXKIY
PYKOBOAUTEIIEM U IOTYNHEHHBIMH OYE€HDb OTKPLITLIC. Y mendg Het CEKpETaps, U IBEPb MOETO Ka6I/IHeTa
BCE BpeMs pacriaxHyTa. Bcerna BUIHO, YeM s 3aHUMAIOCh: b0 Yail WM YMTaio ra3ery. TOYHO Tak
ke paboTaoT MOU MOTYMHEHHBIE. KakIplil 4eIoBeK B KOMITAHUY MOXET 3a/1aTh JTII0OOU BOIPOC, Aake
camblil TpyaHbIi. Hanpumep: «A nouemy Bacst momydaer Ha 10 pyOneit 6onbie?» W oH momyuur
pa3BepHYTHIN OTBET. OTKPHITOCTH IOMOTAET MPUBJICKATH JIIOJICH HA CBOIO CTOPOHY.

3a cyeTt u3MeHeHH s O3 KOMITAHUH TIOJTYYUTh OBICTPYIO OT/Ia4y HEBO3MOXHO. MHE Ha yM
MIPUXOAUT OJHA AHAJIOTHA. Y HIKOJIBI PYKOIAITHOTO OO0sl €CTh MPaBUIIO: BCerga ACHCTBYH MEPBBIM.
Ecm MMPUMEHUTD €I'0 K Haren CUTyallH, TO OKAXETCA, YTO Mbl JOJIKHBI IIOCTOAHHO aTaKOBATbh CaMU
cebs1. [axe ecnu Mbl KaiidoBble pedsTa U y Hac Bce Xoporno. OCOOSHHO ITO MPABUJIO BAKHO IS
HAIIlero phIHKA.

—
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Creun xomnanny FOHCEH Ha BricTaBke

— Kakas 6ecnokoiiHasi }KH3Hb: Bce BpeMsI Ha/I0 ce0sI MOACTernBarTh!

— B aToM ectb GorbIoii cMbici. Ecim Obl KoMnaHust «MIUT» OCTAHOBUJIACH HA M300PETEHUN
KOMITBIOTEpA U He JBUTAJIACH JIaJIblIle, OHA Oblia Obl ceiiuac B rosioxennu «Hokua», koTopast pemmnia,
YTO BCera Oy/ieT MepBoii o 00beMaM POk, ¥ Ha 3TOM YCIIOKOWIIACH.

— CeMb JieT IOCTOSIHHBIX H3MeHEeHNIl — 3To HeJerko. I'ne cuiibl Oepere?

— Eciut ¢ monpMu pa3roBaprBaeliib Kak ¢ paBHbIMY, a He KaK ¢ UIMOTaMH (YTO YacTo ObIBaeT B
POCCHIICKMX KOMITaHHSIX ), OHH TIPEBPAIIAIOTCS B TBOMX MapTHEPOB. OHM pa3BUBAIOTCS U CTAHOBSITCSI

npodeccuoHasiaMu. MHe MHTepecHO, Kak moau pactyT. CerogHs — CTyJEHT, a 4yepe3 MATh JIET —
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sKcriepT. OCHOBHOM JIBUKOK — MbI TIOCTOSTHHO CO3]a€M YTO-TO HOBOE M BUIMM PE3y/IbTaThl CBOETO
Tpyna.

k %k ok

JlaBaiiTe MOCMOTPUM, KaK KOHIIEIIHS «IIOCTOSTHHO aTaKoBaTh ce0s» OTpa)kaeTcs Ha MOTHUBA-
uuu cotpyaHukoB komnanuu FOHCEH. Huxke npuBoasTcs LIMTATH U3 JIMYHBIX UHTEPBBIO.

PykoBopuTenb HampaBlieHWsI TIOBCEAHEBHOW ONEXAbl: «MHe Hpasumcs cama paboma u
ompacas, 8 Komopoli mvl pabomaem. Hpasumcs, umo npu cozoanuu npooykma Mol écez0a creoum
30 MUPOBLIMU MEHOEHUUAMU MOObL U ompacau. B nawem nanpaenenuu — ‘nosceonesras ooexcoa” —
70 % epemeru 3aHumaem UHOUBUOYANLHAS PAOOMA C KAUEHMOM. MO CAOHCHO, HO NPU SMOM OU€eHb
UHMEPECHO — NOCMOSHHO Yyécmayeutb ceost Ha nooseme. boavute écezo padyem, xozoa kauenmol
2osopam: “Koanexuus usz eawux mxareii npooanaco 6cs’».

PykoBonutensb otnena mapketunra: «Kovwnanus pazeusaemcs, éce epemst uoem enepeo. Y Hac
HOBble OpeHObl, HOBble NPOEKMbl. MO UHMEPECHO, XOm s mpedyem nocmosHHou moouauzayuu. Cma-
8ULUbL HOBbLE 3A0aUlL U PEULAeUtb UX».

PykoBogutens otaena nponax: «A npouina nyme om meHeoHcepa no npooaxicam 0o pykosoou-
menst omoena npooaxc. B komnanuu menst npuenexaom KOMAaHOHblE OYX, 3HAHUS, ONbIM, HCENAHUE
paszsusamecs U 0enams uHmepecHvle geuyu. OueHv 8adCHO, UMo HOBble UOEU MONCHO BONNOMUND.
Mot He Gedrcum 3a OeutesusHoll, a cmapaemcs OMAUUAmMvbCs NPOOYKMOM, KOMOPLII COenau c6OUMU
DPYKamu».

B 3akimoueHue xodercsl 100aBUTh, YTO TaKuWe TBOPYECKHE, aKTHBHBIE M PabOTOCHOCOOHbIC
COTPYJHUKHU TIOMYYalOT CPeHEPHIHOYHbIC 3apIUIaThl 32 CBOM TpYI, HE MUMEIOT BBIJAIONIETOCs COIH-
aJIbHOTO TMaKeTa ¥ KaX/blil IeHb IIPUEe3kaIoT B 0(pUC, KOTOPBIN HAXOOUTCSA 3a npeaesaMu MocKBbI —
B 12 xunomerpax or MKA/L

BriBoabl

Yrto HeOOXOIUMO JesaTh AJisl CO3JaHuUs BHICOKOM MOTHBALIMM NIEpCOHAa?

Cekper 1. YcunmBaTh HalelI€HHOCTh Ha IPOM3BOACTBO KaueCTBEHHOTO
NPOJIyKTA y TON-KOMaH[bl, B TOM YHCIIe y ceOsl JIMIHO.

Cekper 2. 3amyckarh, NONAEPXKHBATh M KOHTPOJIMPOBATH IPOEKTHBIE
paboThl, HampaBjieHHblC Ha pellleHHe HOBBIX 3aJay. BHeApATh MoiTydYeHHbIe
HapaOOTKU B peasibHbIi OU3HEC.

Cexkpert 3. Opranu3oBbIBaTh CUCTEMY OOPATHOM CBSI3U OT PYKOBOJCTBA, B TOM
quciie oT ceOst JIMYHO.

Cexkpert 4. [IoBoauTh 10 BCEX COTPYAHUKOB PA3HOTO YPOBHSI U Pa3HOTO
npouiasi MHEHUWE KIUEHTOB O TMpPOAYKIMU Kommanuu. Jloau, BOBJICYEHHbIE
B CIIOKHYIO, HAllpsUKEHHYI0O M TOAYac CTPEcCOoBYIO paloTy, JOMKHBI dalle
ciplmath: «Kosuiekuus U3 BalMx TKaHed npojasiack Bes». MM, B nepeBoze Ha
o011eueIoBeUeCKi a3bIK: «T0, YTO BBI U1 HAC CAEJIANINA, OBLIIO OYE€Hb BAKHBIM ! »

26



A. B. bapbimesa, E. KukreBa. «MotuBanusi»

I'1aBa 2
Onenka 00aApUT, HANIPABJISIET, BCEJISIET YBEPEHHOCTD

— Hy, xak deaa na pabome?

— U ne cnpawueaii. Hauanvnuk xouem, umoovl Mvi pabomanu 3a mpoux.
Xopouwo ewe, umo Hac nsimepo.
U3 pa3zosopos

CymectByer u3BecTHbI (peHOMeH. Ecim uenoBeka ¢ 3aKpbITBIMM I71a3aMHM NIOMECTHUTh B
€MKOCTb C BOZION KOM(OPTHOI TeMIepaTypbl U 00eCIeUnTh eMy MOJHYI0 HENOABHKHOCTD, a TAKkKe
OTCYTCTBUE KaKUX-JIMOO 3BYKOBBIX U 3PUTENIBHBIX CUTHAJIOB, TO Y€pPe3 HEKOTOPOE BPEMs y HETO Ipo-
najaer oulylieHne COOCTBEHHOTO Tea, TePSIIOTCS IPOCTPAHCTBEHHBIE OPHEHTUPHI, BO3HUKAIOT TaJl-
monyHarmu 1 6pea. Cama cuTyarysi BOCIPUHUMAETCS KAK HEBBIHOCHMAs], XOTsI CO CTOPOHBI KaKeTCsl
MakcuMaibHO KomdopTHoi. He aHanormynas o atMocgepa HaOmogaeTcsi B HEKOTOPBIX KOMITa-
HUsx? Bee Txo, aMOpghHO M HACTONIBKO MOBTOPSIEMO, UTO TocKa OepeT. U ToNbKO rajutioruHanyy B
BUJIE MBICJIEN O COOCTBEHHBIX JIeJIaX, KOTOPBIMH MOKHO Oy/IET 3aHAThCS MOCIie paOOThl, CKPAIIUBAIOT
3TO MyTHOE (PYHKIIMIOHMPOBAHUE.

(" ™
¥o4eT pa3BUTHRA MNonyyaet Gonblie
1] Kapbepbl .D.EH-E.'F. GYMME
i . JEBWCHT OT KEPUTEDHER
_____:‘}-'*-H OLEHERN y.
ra T
XoyeT cTabMNeEHOCTH XOYeT CMBICTA
b, _— . A
— —
-
Xoqer yooborea NonyyaeT npuaHavne
.
_\___——_:_\_":-_
_:-\__.::_h‘_\-
_'___________:_,—_,:l-'l"_'_.
( - n
Ony4asT
KOMET HOBMAHLI SNPABRANHEOCTS
.
_______'__'__:_,—_,-u-""_' .\_'"\-r..:__\_:__-_-______
. - P -
AOMET OpanBa AOMET CAMODERNM3aLKM
i\ .

Yto nosyyaer CpeJHECTATUCTUUECKUI COTPYAHUK, €CJIHM 33/IeWCTBOBAHA MOTHBHUPYIOIIAs CUJIa
OLICHKH

27



A. B. bapbunesa, E. KukreBa. «Motuanus»

«bnarogapute» 3a cozganue Takoi HEBBIHOCUMOM aTMOC(EPBI CTOUT PYKOBOJCTBO KOMIIAHUH,
KOTOpOE He 3a00TUTCS O TOM, YTOOBI OPraHM30BaTh XOTh KaKKMe-TO CUTHAJIBI [JIs TIEPCOHAIIA, HAXO/sI-
1erocsi B 6acceiiHe ¢ 3acTosIBIICHCS, TPOTYXIIEN BOIOK.

B 1o100HbIX KOMIIAHUSX KPUTEPUU OLIEHKH TTEPCOHAIIA CBOIATCS K (POPMYJIe «XOPOIIO BHIION-
HsIeT TPpeOOBaHU ST HAYAJILCTBA», A TIPOLIELYPbl OLIEHKH BKJTIOYAIOT FOIOBBIE COOpaHMs], TJIe BCEM Bbljle-
JISIIOT TIPEMUHY, HAYKCIIEHHBIE HETIOHSTHO U3 KaKUX cOOOpakeHui. B Takux opraHuzanusx coTpya-
HUKY [OYTH HUKOTA He 3HAIOT, YTO TAaKOe XOPOIIIO cliefianHas padoTta. Hanbornee sipkuM nmpriMepom
SIBJISIETCS BBICKa3bIBAaHKME OJJHOTO M3 OPUCHBIX CITyKalmx: «Bcs Most paboTa COCTOUT B TOM, YTOOBI
npuHectu Moe Tesio B oduc B 10:00 u yHectu ero odpatro gomoii B 19:00». Bot Takas npekpacHas,
KoM(OpTHasi OpraHu3anus!

OTcyTCTBUE YETKWX, TIOHSTHBIX, PEATMCTUYHBIX KPUTEPHEB OIEHKU PaOOTHI MPHUBOIUT K
1esaoMy OyKeTy JeMOTHUBHUPYIOIIMX CUMIITOMOB, HAUMHAsI C HU3KOW MPOM3BOAUTENILHOCTH U 3aKaH-
YKBasi arlaThel 1 JIePECCHBHBIMU PacCTPONCTBAMMU.

OpnHako Bce pe3Ko MEHsIeTCsI, KOI/la TaKue KpPUTEpUH BO3HUKAIOT. MBI YaCTO CTAHOBUMCS CBU-
JeTeJIsIMUA BOJIIIIEOHOTO MPEBPAICHHS «JICHTSICB U TYHEsIIeB» B 3aMHTEPECOBAHHBIX U I1EJIeyCTPEM-
JIEHHBIX JIOJEH, ISl KOTOPBIX:

* COOCTBEHHAsI XOPOIIIO BHIIIOJHEHHAs1 padoTa SIBJISETCS] CBOETO POfia «IIPOLYKTOM», KOTOPBIN
JOJKEH COOTBETCTBOBATh HECKOJIBKHUM (OT TPEX JI0 CEMH) KPUTEPUsIM. DTO KOHIIEHTPHPYET BHUMA-
HHE Ha HanOoJiee BaXKHBIX MoKazaressix. [Ipu 9ToM okasblBaeTcsi, YTO «IIPUHOCUTDH TEJIO» BOBCE HE
00s13aTesIbHO, a BXXHO, HAIIPUMEP, Ka9eCTBEHHO, ONIEPaTUBHO U 0e3 OoImOoK 00padaTeiBaTh ornpese-
JIEHHOE KOJIMYECTBO JOKYMEHTOB;

* paboTa 1O MPOU3BOJICTBY «MaJIEHBKOTO MPOAYKTa» JIPYTUX UIEHOB KOMAaH/bl OUeHb BaKHA,
MOTOMY 4TO 6€3 Hee HEBO3MOXHO MPOU3BECTH «OOJIbIION MPOLYKT», KOTOPBI KOMITAHUS MPOIBH-
raeT Ha pbIHKe. B 3TOM cityyae oka3bIBaeTcs, UYTO «IPUTACKUBAHKUE CBOETO Tejla B O(PUC» CTAHOBUTCS
OOIIECTBEHHO TOJIE3HBIM JIEJIOM M ITPUOOPETAET BHICOKYIO 3HAYUMOCTb;

* paboTa MOXET 3aHUMAaTh MEHbIIIe BpeMeHU. Belb KpuTepuu OIIEHKH CBSI3aHBbI C pe3YJIbTaTaMU,
KOTOPBIX HAaJ0 JOCTUYb, & HE C BpeMEHEeM, ITPOBEJCHHBIM Tepe] MOHUTOPOM. Tenepb MOKHO KaKylo-
TO YacTh pabOTHI cenaTh ObicTpee U 3(PEeKTUBHEE, a OCTABIIUECS Yachl IOTPATUTh HA UTPY B Ouc-
HBII HACTOJIBHBIN TeHHKC. M HUKTO TeOe cIoBa HE CKAXKET;

* OLICHKA CO CTOPOHBI HEMOCPEICTBEHHOTO PYKOBOIUTEINSI CTAHOBUTCSI YECTHOW U CIIPaBE/IJIH-
BOU. A pyraresibCTBa MpoO «JICHTsEB U TYHESIIEB» 3aMEHSIOTCS OOOCHOBAHHOW KPUTHUKON M KOH-
CTPYKTUBHBIM OOCYKJIEHUEM HEOOXOAMMBIX YTy UIICHHIA;

* XOPOIIIO BHIMIOIHEHHAs! pa0oTa MPUBOAUT K MOBBIIIIEHUIO 3apILIAThl, KAPbEPHOMY POCTY, CBO-
6omHOMY rpaduKy, abOHEMEeHTY B (puTHec-KITyO, myTteriecTBuio B [Tpary u 6uneram Ha ¢pytoo. [deno
B TOM, YTO KPUTEPUH OIIEHKH MPHUBSI3aHbI HE TOJIBKO K HEJSAM U 3aJa4aM KOHKPETHOTO COTPYIHHKA,
HO ¥ K NIEpEeMEHHON YacTH 3apIliaThl, a TAK)KE K HeMaTepPUaIbHBIM MOTHUBAIIMOHHBIM CTUMYJIAM.

Kak TonpKko Hamn repoii Bce 3T0 0OCO3HAeT, OH TYT ke MepecTaeT ObITh anaTHYHBIM MOJIO/IBIM
YeJIOBEKOM C MOTYXIIUM B31s10M. U HemynpeHo, Be/lb U3MEHWIAach U BCsl aTMOcepa B KOMITAHUU:
U3 TETUION 3aCTOMHOM XKIKU OHA MTPEBPATHIIACH B OOMKYIO PEUKY, TPOTEKAIOIIYIO TIO YAUBUTEIbHBIM
Y TIPUBJIEKATEIbHBIM JTaH A TaM.

BHenpenue cTpoiHON CHCTEMBI OIIEHKM BHYTPU KOMITAHUM — HEOOXOAMMOE YCIIOBHE TSI TTPO-
[[BETAHUS U pa3BUTHs OM3HECA.

B Hacrostiiee Bpems B Poccum 10cTaTOYHO HIMPOKOE PACcpOCTPAHEHUE MOTy4nsIa TeXHOJIO0-
rusi oneHkn pa6otrsl Ha ocHOBe KPI (xmoveBoil mokazarens 3¢ dekTuBHOCTH). OHa SABIAETCS
COCTAaBHOM YaCThI0 CUCTEMBbI COATaHCMPOBaHHBIX Mmoka3atesei (Balanced Scorecard), onvcannoit B
kaurax PoOepra Karutana, /IsBuna HoproHa u ux mociemoBareneil. MHOTHME MOJETU YIpaBIeHUS
cofepKar Mel O TOM, YTO KPUTEPUU OLEHKHU JEATETIbHOCTU KaKI0rO COTPYAHHUKA OJKHBI OBITH
CBSI3aHBI C LIEJISIMUA OPTaHU3AIMH U C Pe3y/IbTaTaMK, KOTOPBIX OHA X0ueT 1o0uThes. [Toatomy ¢ mpak-
THUYECKOU TOYKY 3PEHUS HE OYE€Hb BAKHO, KAK UMEHHO MBI Oy/leM Ha3bIBaTh KPUTEPUH OIIEHKH: TIOKa-
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3aressiMUd 3(P(PEKTUBHOCTH, MapaMeTpaMH KOHTPOJIS, KJIIOYEBBIMUA MHAMKATOPAMU WJIM UCHOJIB3YS
Apyrue TepMuHbl. BakHO, YTOOBI 3TH OPUEHTHPHI CYIIECTBOBAIM M paboTany B Kommnanuu. U oco-
OEHHO Ba)XKHO, YTOOBI HA HUX 0a3MpOBaJIach CUCTEMA MAaTEPHATLHOTO M HEMATEPUATLHOTO CTUMYJIH-
POBaHUS MEPCOHAJIA.
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IIaTh NPUYKH, 10 KOTOPBIM COTPYTHUKHU
HYKJIAI0TCS B YeTKuX kpurepusx oneHku (KPI)

PaccMoTpum nprurHBL HEOOXOOMMOCTH YETKUX KPUTEPUEB OLIEHKH (puc. 2.1).
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Puc. 2.1. ®yHKIIMOHUPOBAHUE CUCTEMBI OIICHKHU

1. Opranu3zanusi — UCKYCCTBEHHAsI CUCTEMa, B KOTOPOU He 3aJI0KEH IBUKOK pa3BUTHs. [BUK-
KOM, MOTOPOM U CEpIALIEM OPraHU3allMKi CTAHOBSTCSA 11€JIM, HAXOISIIMECS 3a MpeleaMu KOMITAaHUY.
Ho kak cpienath Tak, 41006l MHOXECTBO JTOJICH, 3aHUMAIOIIUXCS COBEPIIIEHHO Pa3HOIUIAHOBOM Jes-
TEJILHOCTBIO, UMEIOIIIMX Pa3HBIE OIBIT, KBAJIM(PUKAIMIO U YPOBEHb BIUSHUS, ABUTAIOCHh B HAIIPaBJie-
HUU TIOCTaBJIEHHBIX Tiesiel? IMEeHHO KpUTepUH OIEHKH UTPAIOT CBA3YIOIIYIO POJib MEXKAY HeIsMU
OpraHM3ally 1 MPHOPUTETAMHU B ACSITEILHOCTH KaKIOTO COTPYIHMKA. B Takom cirydae aMOUIIMO3-
HBIT JIBHKOK ISl BCEM KOMITAHMU CTAHOBUTCS aMOUITMO3HBIM JIBMKKOM U JIJTSI KQKJ0T0 KOHKPETHOTO
CITeLIAJINCTA.

2. Jlinbass opraHu3aiysl CrocoOHAa BBUKUTH, TOJBKO €CJIM CO3/1aeT KOHKYPEHTOCIIOCOOHBIT
nponyKt. [1osaToMy nesTebHOCTh TIepcoHaIa OJKHA ObITh OPraHU30BaHA TaKUM O0O0pa3oM, UTOOBI
KOMITaHHSI MOTJIa MaKCUMaJIbHO 3(p(heKTUBHO CO3/1aBaTh KAUE€CTBEHHbIN MPOAYKT AJis peiHKA. Jliis
9TOro HeOOXOAWMO COCIWHUTHh B OMH OOIIMIA PUCYHOK PaOOTy COBEPIIEHHO Pa3HBIX CITCI[AJIH-
croB. PaznnuHas cnenpanusanus TpeOyeT pa3IMYHBIX KPUTEpUeB OoreHKH. Hampumep, «malieHb-
KW IMPOIYKT», KOTOPBIN BBHIITYCKAET HAYAJBHUK CKJIa/a, Oy/IeT OLIEHUBATHCS 10 TAKUM KPHUTEPHUSIM,
Kak 3arpaTbl Ha COJEpXKaHUE CKJIaJa, TPAHCIOPTHBIE PACXOjlbl, CKOPOCTb OTTPY3KH, KOJIMYECTBO
CKJIQJICKUX OCTaTKOB. A «MaJIeHbKUI ITPOAYKT>», KOTOPBIH Mpou3BoauT nupektop HR-nenapramenta,
norpedyeT COBEpIIIEHHO NPYIMX KPUTEPHEB OLICHKH, CPed KOTOPHIX 3aTpaThl HA 0OyUYeHHE Iepco-
HaJsia, ypoBeHb MPoGheCcCHOHAIM3MA COTPYIHUKOB, YPOBEHbD YIOBJIETBOPEHHOCTH MEPCOHAJIA U JIp.

UeM kpyIiHee opraHu3aiysi, TeM OOJbIlast CreluaIn3alus TpeOyeTcsl OT Pa3IuIHBIX MOApa3-
nenenuii. M Tem B Gosbliield CTETICHH YIPaBJISIIONIAM HEOOXOIMMa CUCTeMa KpUTEpUeB, MAaKCUMAJTbHO
OIMUCHIBAIOIIUX Pa3HbIe BUJIbl «MAJIEHbKHX MTPOAYKTOB». B MpOTUBHOM cCily4ae JIIoA1 HAYMHAIOT PYKO-
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BOJICTBOBATHCSI COOCTBEHHBIMH «TQJLTIONMHALIUSAMI» O TOM, U3 Yero JOJKHA COCTOSITh MX padorta.
CoOOTBETCTBEHHO M Pe3yJIbTaThl TAKOM PabOTBI OCTABJISIOT *kearh Jydiero. CoBepIIeHHO THITNY-
HBIMU SBJIAIOTCSA [IEPEKUBAHUS PyKOBOAUTENA OTAeIa Tponax: «[lomyuns mecssunsie oryersl 1o KPI,
KOTOpbIE MBI BBIOpAJIH, 51 ObUT MOpaskeH. 3aiijenb B OTAEN — KaXeTcsl, BCe 3aHSThl. A TIOTOM CMOT-
pMIlb, 2 OHU B CPEJHEM 34 JIEHb AEJIAI0T TOJIBKO TPU 3BOHKA, NIOArOTABIMBAIOT TOJIBKO JBA KOMMEp-
YECKUX MPeAIOKeHUs] U 0POPMIIAIOT TOJIBKO OIUH CUET».

3. B coOTBEeTCTBMM C 3aKOHAMH MOTHBAIIMK YeJIOBEeKa OOJIbIIe BCErO CTUMYIIUpYET Onu3Kas,
JOCTHKUMAs 1iesib. [103TOMY, UCTIONB3ysl KPUTEPUU OLIEHKU JJIsI IPOMEKYTOUYHBIX OIepalui, neu-
CTBUH U 3a/1a4, pyKOBOIUTEM MIOMOTalOT CHELMAIUCTY IBUTAThCS B IPABUJILHOM HampaBieHUH. Tak,
€cJIM B OTJeJIe MPoJaX padoTy MPOAABIOB OLIEHUBAIOT TOJBKO MO OJHOMY KPUTEPHIO — IJITAHOBOMY
BBITIOJTHEHUIO 00beMa MPOAaX, TO YacTo AaHHBIM TOKa3aTesib He MOTUBUPYET UMEHHO B CHIIY €ro
HEJJOCTH)KUMOCTH. «ITO HEBO3MOKHO: CIIMIIIKOM OOJBILION TJIaH», — TOBOPST MPOAABIBI U YHBLIO
Morpykatorcsi B MOHUTOpPBL. Eciu ke pykoBonuTE b BBOAUT MTPOMEKYTOUHBIE TIOKA3ATEN: KOIUYe-
CTBO TeJIe()OHHBIX 3BOHKOB, KOJIMYECTBO BCTPEY, KAYECTBO NIEPErOBOPOB C KJIMEHTOM, — TO MPUXO-
JWUTCS1 OTOPBATbCSl OT MOHUTOPOB, CHEJIaTh HYKHOE KOJIMYECTBO 3BOHKOB, IIOTOM IMOAIOTOBUTHCS K
MIeperoBopaM, MoToM IMOCMOTPETh JOMOJIHUTENbHYI0O MH(POPMALIMIO O KJIMEHTE, IOTOM MOATOTOBUTH
Mpe3eHTaIMIo0. A yepe3 HEKOTOPOe BpeMsl OKa3bIBAETCsI, UTO IIaH 10 00bEMY MPOJIAK BHIMOTHSIETCS
cam coOOi.

CexpeT MOTUBALIMK TIPOCT: UIITH JI0 ONMKAKIIEro KOJIBIIIKA JIerye, 4YeM JI0 CToI0a, efle BUIHe-
IOILIETOCS 32 TOPU3OHTOM.

4. Ba)XxHpIM MOTHBALIMOHHBIM (DaKTOPOM SIBJISIETCSA OLIyIIEHUE cripaBeIMBOCTU. CKOJBbKO pa3
HaM JIOBOJWJIOCH CJIBIIIATh: «$I aOCOMOTHO 3aBajieH paOOTOM, HaO MHOM BUCST TPH BaXHBIX MPO-
eKTa, a lIBaHOB HM 32 4TO He OoTBevaeT. f Tak OoJblie He X0y padoTaTh». [lepeKkockl B Harpy3kax u
OTHOIIEHUSIX YaCTO BO3HMKAIOT MIMEHHO U3-3a OTCYTCTBUSI IPOJYMaHHBIX KpuTepueB oleHku. [Topa-
3UTEJIbHO, HO MHOT/IA YIIPABJISIONIME OPUEHTUPYIOTCSI TOJIBKO HA OHY COBEPIIEHHO CyObEeKTHBHYIO
KTy TUIOXOW PaOOTHHUK — XOpOIri padoTHUK. Kak e oHM ropoii ObIBAOT yAuBJIeHsb!, kKorjaa [let-
POB, KOTOPBIi aJI0BAJICS HA BBICOKYIO 3arpy;KEHHOCTb, OKA3bIBAETCS JIUJIEPOM I10 YETHIPEM U3 IATU
rokasaresieil, a VIBaHOB, KOTOPBIN YMCIWICS Ha XOPOLIEM CYUETy, IONaJaeT B oTcTamoume. Yerkas
CHCTeMa OLIEHKHU BCE CTaBUT Ha cBoU MecTa. [Ipu BBeieHnH cripaBeyiuBbIX KputepueB [leTpos Haun-
HaeT paboTaTh C yTPOSHHBIM SHTY3Ua3MOM, BeJlb €T0 YCUJIUSI HAKOHEII-TO CTaJIM 3aMeTHBI, a FiBaHOBY
MIPUXOIUTCS AKTUBHEE IIEBEUTHCS, BE/Ib HUKTO HE XO4eT ocTaThesl 6e3 nmpemuu. Takum oOpazom,
ele OJMH CeKpeT MOTHUBAIMY 3aKJTI0UAETCs B CO3aHMU OoJiee CIpaBeyTMBON CUCTEMBI KOOPIHMHAT.

5. VHuBepcasbHbII MOTHBATOP — JIEHE)KHOE BO3HArpaxjeHue — paboTaeT TOJBKO B CiIydae,
ecJIi OH Oa3upyeTcs Ha CIIPaBeIMBOM U cOATAaHCUPOBAHHOM OIIEHKe paboThl epcoHaa. becronesHo
MCKAaTh CEKpeTHbIE (DOPMYJIbI 3apaOOTHOM MJIATHI, TOCTOSTHHO BBIJABATh IPEMHHU WK Oe3005KHO IITpa-
oBath 3a kaxgoe HapyiieHue. Eciu HeT npoiyMaHHON CUCTEMBI KpUTepUeB 3(P(PEKTUBHOCTH, BCE
9TU JIeHCTBUS OyAyT JIUIIL JEMOTUBUPOBATH JIIOZICH.
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Kak ucnoJsib30BaTh MOTHBHPYIONIYIO CHJLY OI[€HKH

1. Heo6xoauMo co3/1aTh y TON-KOMAaH/Ibl MOTHBAINI0 K H3MEHEeHHUSIM.

Buenpenue KPI Ha nepBbIxX 3Tamnax He o0Jerdaer, a pe3Ko yCJIOXKHSET KU3Hb PYKOBOAUTEIIS.
[Touemy?

* Bo-niepBbIX, BaM MPUAETCS IOTPATUTh YaCTh CBOETO BPEMEHH Ha pa3paboTKy U aHAIU3 KpH-
TEpHEB OIIEHKH, O KOTOPBIX BBl paHbIlie HE 33/yMbIBATUCDH. Takasi AeATeTbHOCTb MOKET MOTpedOBaTh
OTpeJIeJICHHOW TIePEeHACTPOUKY pabOThl BCEH TOM-KOMaHIBI.

* Bo-BTOpBIX, BaM MPHUIETCS IOTPATUTH ONPEeIeHHbIE PECYPChl Ha aBTOMATH3ALIMIO CTAaHJAPT-
HBIX TporieccoB. Ecim B coOmpaeTech Ha KOJIGHKE CUUTATh KOJMYECTBO Tele(DOHHBIX 3BOHKOB Ha
KaXJJ0ro MpoJaBlia, KOJIMYECTBO JOKYMEHTOB Ha KaXJJOro Oyxrajarepa U KOJIMYeCcTBO JeTaslei Ha Kak-
J0T0 pabouero — BCIO 3aTel0 MOXKHO cMesio OpocaTb. bosee Toro, HeKOTopsle napameTpsl (0COOEHHO
9TO KacaeTcsl paboThl PyKOBOIMTEIIEH TMopa3/ie/ieHuil) UMEIOT COCTaBHOW XapakTtep. [loatomy 6e3
MHCTPYMEHTOB aBTOMATU3AIMU UX U3MEPUTh HEBO3MOXKHO. [lorpolyiiTe OLIeHUTh 3aTpaThl HA MPO-
JBWXKEHHE HOBOTO IPOAYKTA [UIsl TUPEKTOPA MO0 MAPKETHHTY, €CJIU Y Bac HET aHAJIMTHKH T10 3aTpaTtam
Ha HapY)XHYIO peKJiaMy, Ha peKJlaMy B MecTax MpoAax U Ha CTUMYJIMPOBAHHE TOPrOBBIX MMOCPEIHU-
KOB.

* B-TpeTbux, BamM NpHUIeTCs UMETh JEJI0 C CONpOTHBIIeHueM nepcoHana. [Touemy? Kazanoch
Obl, IOHSITHBIE U YETKHME KPUTEPUU OLIEHKU PaOdOTHI — 3TO KaK pa3 TO, Yero XOUeT KaKAbIH Crely-
aymct. OIHAKO ¢ yBEJTMUEHUEM MPO3PAYHOCTH B OLIEHKE PaOOTHI TEPSIETCS BO3MOKHOCTh «MYTHUTb
BOJY»: CO3[]aBaTh BUAUMOCTb paOOThl, UMUTHPOBATh 3arpyKeHHOCTb U T. A. EciM yacth coTpyaHu-
KOB IPUBBIKJIA TUM TOJIb30BaThCs, TO BHeapeHne KPI Oynetr paccMaTprBaThest UMM Kak cepbe3Hast
yrpo3a cOOCTBEHHON 0e30IacHOCTH.

* B-ueTBepThIX, BAM MPHUIETCS MPUHUMATh YIPaBJIeHYECKUE pelieH s, OT KOTOPBIX YAaBalIOCh
YBUJIBHYTb IIPY HEMTPO3PAYHOM CUCTEMe OlleHKH. Harprmep, o ofHOMY 13 oipas/iesieHr i BbI ITOJTy-
YyaeTe TaKue MMoKa3aTesi: Ka4eCTBO BBITIOHEHHS CTAHIAPTOB MPH padboTe C KJIMEHTOM OIIEHUBAETCS B
cpenHeM Ha 3 6ayna u3 10. Yto Be Oyaere aenatb? Pyrars cOTpyIHUKOB Ha COOpaHUM, BECTH UHH-
BUAyaJIbHBIE Oecepl, 00y4arh, YBOJIBHATH WM YTO-TO emie? B 3ToM cirydae o4eBUAHO, UTO HApy-
IIIEHNS] B OPraHU3allMi HOCAT CUCTEMHBIN, a He MHIMBHUIYaJIbHBIN XapakTep ¥ TPeOyloT IPaMOTHOTO
yIIpaBJIEHYECKOTO BMelIaTeIbcTBa. Baiero BMerarenbeTsa.

2. Heo0x0uMo0 NpaBHJIbHO MOCTABUTH I[€JIH.

Mbl yXe TOBOPWIIM, UTO IIEJW SIBJISIIOTCS JBMKKOM pasBUTHS [UIsl BCell opraHu3auuu. Her
ABWXKKA y KOMIITAHUY — HET ApaiiBa M y OTIEIBHOTO COTPYIHHKA.

MoTuBHUpYyIOIIHE 111 JI0TKHBI TOMYMHSATHCS HECKOBKAM 3aKOHOMEPHOCTSIM .

e lesmn pa3padarbBalOTCS 111 KAXKAOTO COTPYAHHUKA C TOMOIIIBI0O METOAA KACKAAPOBAHMS .
CHavasa 3a/1a10Tcs1 11e/IM BCei opraHu3anyu (Mo CyTH, OHU SIBJISIIOTCS LIEJISIMU TIEPBOTO JIMIA KOM-
MaHUM), IOTOM OHU PACHpeesIsIoTCs 0 HalpaBJIeHUsIM, HallpuMep JJIsl pyKOBOAUTe el (puHAHCO-
BOTO, IPOU3BOJICTBEHHOI'O U KOMMEPUYECKOT0 OT/IeNIOB. [lanee B KoMMepuyecKkoM otresie hopMyIupy-
0TCSI LIeJIU JUTS1 TIOAPAa3/ie/ieHN s aKTUBHBIX MPOJaK, CEPBUCHOTO OT/ENA M OT/eNIa MapKETHHIa, a YK
U3 OTJeNa aKTHUBHBIX MPOJAX OHM MOMAAAI0T K KOHKPETHOMY MeHeakepy 1o npogaxam COKOIOBY
(puc. 2.2). Takum obpazom, eciu Musas Oyxranrep Mapus [leTpoBHa, HHTEJUIEKTyaIbHBIA PYKOBO-
AUTeNb CepBUCHOM cirykObl Cepreii [leTpoBiY 1 HEMHOTO JIeHUBBIN MeHemkep COKOIOB Kak Iblii IEHb
BBITIOJTHSIOT TIOCTaBJICHHBIE 11€JIM, OHHM KaXK/IbIM A€Hb IBUTAIOT OPraHU3alMIo B BEPHOM HATIPaBJICHUM.
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Llenw opradiaaumm

. enu Llenw
Lenu grHancoBoro B/ CEPEUCHOR u
OTu;ﬂa 5 &n p6b| NPOM3BOACTEEHHOMD KOMMEPHECKOTO
) ¥ oTaena oTaena
Uens Uens Llenn otaena Uenw otoena Llenu cepevcHara
Mapuwn leTpoeHs! Cepren lNeTposrya MAPKETHHIE AKTHMBHEBLX NPOOaK aTaena

Lens meHegxepa
No NEPooEEEnm
Coxonosa

Puc. 2.2. Pa3paboTka MOTUBHUPYIOIIUX TIEJIel METOIOM KAaCKaIMPOBAHUS

* [lenmn pa3padarbBalOTCSl CBEPXY BHH3, 2 HUKAaK He HA000poT. [loatomy cpasy BelUepKUBaEM
CUTYAIIMIO, KOTJla FeHepasibHbli TupekTop win HR-cnenpanuct xaet ot pykoBoAUTeNeH CBOMX MOJ-
paszeneHuii UK OT MPOCTHIX CMENUATMUCTOB MHULIMATUBLL CHU3Y: «OHU y MEHS TaKue MacCUBHBIE —
HUYEro He MpejjiaraiT». 3agaya MpaBUIbHO MOCTABUTDH 1SN MOJTHOCTHIO JIEXKHUT HA IJIeYaxX PyKOBO-
OWTENIs, ¥ He HAJ0 CIIMXMBATh 9Ty OTBETCTBEHHOCTb HA TIOJYMHEHHBIX: UM U TaK €CTh YeM 3aHSAThCS.

e llenn IOKHBI OBITH OPMEHTHPOBAHBI HA pe3yJbTaT. DTo OueHb BaxkHO! Bes mesrenb-
HOCTbh KOMITAaHWH MpeHA3HAYeHa JIJIS1 CO3/IaHMsI KAYeCTBEHHOTO, HY)KHOTO IMOTPEOHUTENISIM MPOIYKTa,
3a KOTOPBII OHU 3aIUIATST XOPOIIUE JAEHBI U (3TO pe3ynbTar). Vl Mbl XOTUM, UTOOBI HAIIIY COTPYTHUKH
ObLIM MOTUBUPOBAHHBI M aKTUBHBL. HO Ha UTO JOMKHA OBITH HAIlpaBjieHa akTUBHOCTL? KoHeuHo ke,
Ha pe3ynbTat. VMl He umeeT 3HaueHUsl, CTpATernYecKUil OH (3aIyCcK HOBOM MPOM3BOJCTBEHHON JTMHUU
— IUTs HAYaJIbHUKA TPOU3BOJICTBA) WIIM OTIEPAIIMOHHBIN (oOecrieueHue 95 %-HOro Haau4Ms ToBapa
Ha CKJIaJie — JJIs1 HayaJIbHUKA CKJIAJa).

CpaBHHTE OnepanyioHHbIe e OyXraarepa, OpUeHTHPOBAHHBIE Ha MPOIIECC U HA Pe3yJIbTar.

Henn

OpHeH THPORAHHBIE HA [POLECC OpHEHTHPORAHHBIE HA PeaVIILTAT

VBeAHUHBATE KOJIHUECTBO 0TUeToR, | KosmuecTBo o0TUeTOB, CIAHHBIX

CAAHHBIX B CPOK B CPOK, AODEHO COOTBETCTROBAT. .

CHIZKATE KOJHUSCTRO OITHODE, Koanuectro omubok, 101y HleH-

TONYUEHHLIX TTPH COCTARIEHHH HEIX IIPH COCTABICHHH OyXran-

Oy XraaTepckoil oTUeTHOCTH TEPCKOH OTUETHOCTH, HE JOTHHOD
NpeBLEIIAaTh...

ObecneunBaTs yelenoe Ipoxo- KoanuecTeo saMeuannii ot gu-

AAeHHe PHCKATBHBIX HPOBEpPOK CHKAABHEX OPraHoB He J0/TAHO
NpeRBIIATE. ..

Jnst Oyxranrepa popmynupoBka «OdecrneurBarh yCrenHoe MpoxXoskieHrue (hpUCKaIbHBIX MPO-
BEPOK» UMeET MEHBIITYI0 MOTUBAIIMOHHYIO CHITY, YeM «KonmruecTBo 3aMeuaHunii OT (PprCKaIbHBIX Opra-
HOB HE JIOJKHO MPEBBIIATb. . .».

VimeHHO u3-3a OTCYTCTBHSI HAIIPABJICHHOCTH Ha Pe3ysbTaT He padoTaioT, TO €CTh He MMEKOT
MOTHBAITMOHHOW CHJIbI, BCEBO3MOKHBIE JIOJDKHOCTHBIE WHCTPYKIIUH, M300MITyIoNHe (popMyIupoB-
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KaMH: «TOTOBUTh OTYEThI», «COONIOATh CTAHAAPTHI», «YBEJIMUYMBATH BOBJICUEHHOCTb», «OPraHU30-
BBIBaTh IPOIIECC», ITPOBOAMTH UCCIICIOBAHUS», «00ECIICUMBATh 3arPY3KY», «IIPUHUMATH PEIICHUS».
MOXHO XOTh BCe CBOE pabouee BpeMsi OpraHM30BbIBaTh, COOMIOAATD, MPOBOANTD M ycuiamuBaTh. Ho
€CJIM PYKOBOJICTBO He TpeOyeT KOHKPETHOTO pe3ysibTaTa, TO HUKTO OCOOEHHO W He OyaeT cTpe-
MUTBCS €T0 MPeAoCcTaBUTh. [103TOMY I1arossl B (popMyIMpoBKe 1iesied 0 BOZMOKHOCTH Ha/I0 3aMe-
HSATh CYIECTBUTEIIbHBIMU: «BBIBOJ] HA PHIHOK HOBOTO OpEeHa», «3aIyCK MPOU3BOCTBEHHON JIMHUN,
«OTKPBITHE HOBOTO O(PUCa», «KOJIMYECTBO HOBBIX KJIIUEHTOB», «KOJIMYECTBO JOTOBOPOB», «KAY€CTBO
OOIIEHUSI C KIMEHTOM».

Ecnu Mbl mpaBUIbHO KacKaJUpOBAIU 1IeIM BCeW KOMITAHUM JO IIeJIel KakKI0ro COTPYIHHKA
(cM. puc. 2.2), npuueM cHOopMyIUpPOBAIM UX KaK pe3yJbTaT, a He KakK IMPOLECC, TO HEKOTOPhIE U3
9TUX 1eNel (PaKTHUECKH CTAHOBATCS KPUTEPHUSAMH, MO3BOMSIIOIIUMH OIIEHUTh PadOTy COTPYAHUKOB
TOTO WJIM MHOTO noppasaenenus. Tak, s Oyxrantepa Mapuu [1eTpoBHBI JeTaTM3UPOBAHHbIE OTle-
PAIlIMOHHBIE TIEJIM: KOJMYECTBO OTYETOB, CAAHHBIX B CPOK, KOJTMYECTBO OIIMOOK, JIOMYIIEHHBIX MPH
COCTaBJICHUH OyXTaJITePCKON OTUYETHOCTH, KOJTIMUECTBO 3aMEUaHUi OT (PUCKAJIBHBIX OPraHOB — aBTO-
MaTUYECKH MPEBPAIAIOTCS B KPUTEPUU OLICHKH ee padoThl 32 KBapTail. Tenepb 0cTanoch TONBKO clie-
JIaTh UX U3MEPUMBIMH.

e llenu 1OKHBI OBITh H3MEPHUMBIMHU, MHAYE OHU IJIOXO MOTHBUPYIOT. CKaskeM, /ISl Hallen
Mapuu [leTpoBHBI KOHKPETU3UPOBAHHBIN KPUTEPHUI OLIEHKH OyJeT BBIIAAETh Tak: «KommuecTtBo
3aMeYaHuil OT (PUCKAJIbHBIX OPraHOB HE JOJIKHO MPEBbILLIATH MTATH».

[NoHsATHO, KaK 3TO clieNaTh, KOra pedb 3aX0AUT O KOJTMYECTBEHHBIX MOKa3aTesisix. A Kak ObITh C
KavyecTBeHHbIMU ? CTereHb JOCTUKEHU S JIIOObIX KAUECTBEHHBIX LIeJIel TaK ke MOKHO U3MEPUTD, €CITH
MPUCBONTH UM Oasibl. Harpumep, Mbl XOTHM, 4TOOBI OTIEN OyXrajtepud ctay padboTaTth B HOBOM
KOMITbIOTepHOU mporpamme. Eciu copmymmpoBats 11e1b Kak «OCBOMTH HOBYIO HPOrpaMMYy», TO
oHa OylieT HeIoCTaTOYHO MOTUBHpPOBaTh. Ee HaJo crienath OprueHTHpOBaHHOM Ha pesynbrar. Ee Hamo
crnenath u3mMepuMoit. [loatomy mensiem hopmypoBKy: «KadecTBo pabOTHI B IporpamMme JI0JKHO
COOTBETCTBOBATH 25 Oasutam u3 30 BO3MOXHBIX». [Ipu maHHON (hOpMYTHMpOBKE MOTHBAIIHS OyXra-
tepa Mapuu [leTpoBHBI BO3pacTeT, IOTOMY YTO OHAa TOYHO 3aXO4yeT HaOpaTh MMEHHO 25 0aJuIoB.
YrtoObl mogiepkaTh MOTHBALIHMIO, PYKOBOAUTEIIO TIPUIETCS] COCTABUTh HEOOJBIIION TECT, U3 KOTOPOTO
OyzieT SICHO, KakiM 00pa3oM MOXHO HaOpaTh Hy’KHOE KOJTMYECTBO OAJIJIOB.

[Mpensuaum Baiie pazoyapoBaHue: «ITO ellle W TeCTH Hallo OyaeT cocTaBiAaATh? U Tak paboThI
TIOJIHBIM-TIONTHO». J]a, TECTBI COCTAaBIATH MPUAETCS. BO-TIepBBIX, MBI C BAMH YK€ TOBOPHIIU, UTO KU3Hb
YIIPABJISIIOIIETO MPY BBEICHUM KPUTEPUEB OIIEHKHU YCJIOKHUTCS. BO-BTOPBIX, 3/1eCh BAXKHO PEIINTh,
YTO JIydIlle: OMUH pa3 MOTPATUTh BPEMsi Ha COCTaBJIEHHE TMOHSITHOTO TECTa, KOTOPBIA MOOYyAU Obl
COTPYJHUKOB OyXTaJITepHU XOPOIIO pa3o0paThcsi B HOBOH MPOrpaMMe, MM TIOTOM PEryJsipHO Tpa-
TUTb BpeMsI M HEPBBI BCErO OT/e/Ia Ha UCTIPaBJIeHHE «KOCSIKOB», BOSHUKAIOIIMX U3-3a IJIOXOW IMOI-
TOTOBKH CTIEIMAIMCTOB (MOAPOOHEE O TEXHOJIOTMH OATTbHOM OLIEHKM KayecTBa pabOThl YUTANTE B
rase 4).

3. Heo0x01mmM0 COOTHECTH KPUTEPUH OLIEHKHU cO crelucukoii padoThl moapasee-
HHUS.

Nuorga KPI pyisi coTpyaHUMKOB noApasaeieHusi aBTOMATAYECKU CIIEAYIOT W3 MOCTABJIEHHBIX
1iesieit, Ho B psze ciydaeB KPI nomkHbl ObITE T0OABJICHBI ¢ YIETOM CHeU(UKY JesTeIbHOCTH KOH-
KPETHOTro mnozpasaenaeHus. YtoObl MOHSATH, IO KAKUM KPUTEPUSIM OLIEHUBATh padOTy CHEIUAJINCTOB,
HaJI0 MOCMOTPETh Ha JESITEIbHOCTD MOJPA3/ICICHNS] C TOYKH 3PEHUST «MaJIeHbKOTO MPOAYKTa», KOTO-
PbIii OHO IOJKHO TIPOU3BOIUTH (MBI IOMHUM, YTO KQUECTBEHHBIE «MAJICHbKUE TIPOAYKThI» SIBJISIOTCS
COCTaBHOW YacCThI0 «OOJIBIIOTO MPOAYKTa» BCEH KOMITAaHUH).

PazbepeM naHHYI0 3aKOHOMEPHOCTh Ha TIpUMeEpe OTJea aKTHBHBIX IMpojpax (peiHOK B2B),
riepe]; KOTOPBIM CTOSIT CJIEAYIOIIUe TOOBbIE IIEIH:

* oOecrieunTh 00BEM TTPOJIAK B pa3Mepe 55 MITH JOJJIapOB;

* [IpUBJIEYb 55 HOBBIX KJIMEHTOB.
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[Tpu co3nanvu KpuTepreB OIIEHKU OOIIIUE ETH: «00beM MPOAAX — 55 MITH AOJIIAPOB» U «KOJIH-
YECTBO HOBBIX KJIMEHTOB — 55 KOMITaHUi» — aBToMaTriecku nepexonsrt B KPI Bcero nonpaspaenenus.
OpHaKo HEBO3MOKHO JOCTUYb ITHUX IieJield Oe3 TpaMOTHOM 00padoTKK MH(pOPMAITUU O PHIHKE 1 0e3
yYMEHHUsI pa3BUBaTh OM3HEC KJIMeHTa. TakiuM 00pa3oM, KaUeCTBEHHBIN «MaJIeHbKUI MTPOIYKT», KOTO-
PBIiA TPOU3BOIUT OT/IE AKTUBHBIX MIPOJAK, COCTOUT M3 0ObeMa MPOAaX, HOBBIX KJIMEHTOB, 00pado-
TaHHOW WH(OPMAIIUY O PHIHKE U Pa3BUTHUSI COOCTBEHHBIX KJIMEHTOB.

[Moapaanenenne KauecTpeHHBI «MeaKHI NPOAVET»

AKTHBHBIE TIPO- OfbeM POk + HOBRIE KIHEHTH + o0paboTannas
AN HHpoOpMals O pLIHES + Ppa3BHTHE KIHCHTA

Kak TospK0 MBI C(hOpMYIMpPOBaIM, KAKOW MPOAYKT HYKEH, K HEMY Cpa3y MOXHO MOJo0paTh
KPI.

Iloapazne- |llpoaver Kaue cTeeHHBI NPoavET

neHue

ArTusHele | ObbeM npo- | OObeM Npogak

TpOIaskn A + HOBBIE | 1]nnpe e1ie HTh
KIHEHTEL + [ — : _
o6pabo- JHanue NpoayETa (110pasyMeBacTea
S YMEHHEe HCTOAb30BATE HHOPMAlHID B 3a-

MOCTH 0T v AARIT [ —

urchopyags | PICHMOCTH OT YPOBHSA PasBHTIA KAHEHT 1)
0 PhIHEE + MakcHMaILHEN 0BeM TPOARK 118 OTHO-
PAZBEHTHE o KJIHEeHT:
KIHEHTA [TpeatokeHne BCero accopTHMeHTa 1715

EITHEeHTA

AHAAHMTHEA 110 EJITHEHTaM

Benenne npoekToB, ¢ NOMOIIED KOTOPLIX
KIHEHTH Pa3BHEALITCH

Tenepb KpUTEpUU OLIEHKH CBSI3aHBI C LIEJISIMU U CTIeHM(UKON pabOThl KK I0ro NOApa3aeIeHusl.
B npuHIMne, nHOrIa 1ae STHX IaroB ObIBAeT JOCTATOYHO, YTOOBI «JIEHTSU U TYHEsILbl» IPEBPaTH-
JICh B XOPOIIIMX, MOTUBMPOBAHHBIX pa0OTHUKOB. OHaKo erle jtyuriie, ecinu KPI OynyT nepeBeieHbr:

* B IUTaHBl paOOThl AJIs1 KAXKIOTO KOHKPETHOTO COTPYJHMKA (€KEeKBapTaJlbHbIE, MECSUHbIE,
HEJIEJIbHBIE U, €CJIU HAZI0, €KEHEBHBIE);

* MIEPEMEHHYI0 YacTh 3apab0THOM TuIaThl (OOHYCHI, MpeMUM, HaJOABKH, OIUIATYy MO pe3yJibTa-
Tam);

* HeMaTepuaJIbHble CTUMYJIbl MOTHBALIUH (I'PAMOTHI, OTAE/IbHbIE KAOUHETHI, 00yUYeHHUE, OE3JKU
B [Ipary u 6unerst Ha (pyTOON).

B takom cinyudae Bce KPI, B 4aCTHOCTH BeAcHHE AHAMTUKM IO KJIMEHTaM, JJIsl MEHEIKEpa
oTzesna akTUBHBIX Ipofax CoKoJIoBa NPEBpATATCS B €KEAHEBHBIN CIMCOK KOHKPETHBIX JEWCTBUH,
KOTOpbIE TOUYHO OYAyT KOHTPOJIMPOBATHCSI HAYAIBLCTBOM (YIOBJIETBOPSIETCS TOTPEOHOCTh B CTAOMITb-
HOCTH, TIPE/ICKa3yeMOCTH, TIOHATHOCTH); B BO3MOKHOCTb IIOJyYEHHUsI XOPOLIEN NIPEMUH, BETUYMHA
KOTOPOH, YTO OCOOEHHO BaKHO, 3aBUCHUT OT JIMYHBIX YCUJIMIA (YIOBJIETBOPSIETCS] MHOXKECTBO MOTPEO-
HOCTel); B BO3MOXKHOCTb MOXO/]a Ha PEIIAoIIUi MaTd ToOuMoi (pyTOOILHON KOMaH B! (YIOBIETBO-
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psieTcst TOTpeOHOCTh B YJOBOJIBLCTBUH, HOBU3HE, CTaTyce). TeXHOIOruu nepeBoga MOoryT ObITh pa3-
HBIMU; 9TO BOIPOC CYIIECTBEHHBIN, HO yXke BTOpocTeneHHbi. Camoe I71aBHOe, UTO OCHOBOW JaHHOM
CHUCTEMbI CTUMYJIMPOBAHUS TIEPCOHANA SIBJISIOTCS KPUTEPUU OLIEHKH, B KOTOPBIX BOJIIIEOHBIM 00pa-
30M CIUIETAIOTCS] PA3IMYHbIE MOTUBHUPYIOIINE CHITBIZ.

Kak 0OblYHO, B KHHMrax BCE BBIVISAUT JIETKO M MpocTo. OJHAKO HA TMPAKTHKE TOOUTHCS
9TOI OOMaHUYMBOM MPOCTOTHI MOKHO, TOJBKO JIETAILHO MPOpadoTaB pa3aryHble BapraHThl. UTOObI
CO37aTh AEHCTBYIOIIYI0 MOJIENb, TIOPO HY)KHO aAaNTHPOBATh MMEIOIINECs TOOXOIbl WA «CKpe-
CTUTb» HECKOJIBKO Teopuil. B cutyarmu, o Kotopoit Hike pacckasbiBaeT Ekareprna TuxBuHCKast —
OBIBIIMI IMPEKTOP MO nepcoHany kommnanu RRC, — 15 co3ganust MOTUBUPYIOIIEH CHITHI OLIEHKU
UCTIONb30BAJIOCh HECKOJIBKO MOZIXOJ0B. B yacTHOCTH, KpUTEpUM OLIEHKU Tpy/a pyKOBoAUTeNeH (pop-
MUPOBAJIMCh UCXOMS1 M3 MOJETM KOMITETEHIIUH.

KoMneTeHIuu — 3TO yMeHHs, HABBIKA U JIMYHOCTHBIE OCOOEHHOCTH CIIeIMaIncTa, Onaro-
Aapsi KOTOPBIM OH JIOCTUTAET BHICOKHMX Pe3y/IbTaToOB B padoTte. OCHOBHAS MJesi MOJIENI KOMITETEHIIUI
3aKJII0YAETCS] B CIIEAYIOIEM: €CIM OLIEHUBATh, HACKOJIBKO XOPOIIO KaKABIA CIIEIUAIUCT TPOSIBIISIET
HY)XKHbIE YMEHHSI ¥ HABBIKH, U K&KJJOMY COTPYJHUKY 0OeCrieunBaTh OOpaTHYIO CBSI3b IO JAHHBIM KpH-
TEpUsIM OLICHKH, TO YIpaBJIeHYECKUE MPOoLeaypbl OyIyT MOTHBUPOBATh MEpcoHa K (PEeKTUBHOM
padore. Tak, K KOMIIETEHIMSAM OTHOCSITCSI:

* yMEHHEe OPraHu30BaTh MpoLecC paboTHI;

* YMEHHME TUIAHUPOBaTh padoTy;

* yMeHHe paboTaTh B KOMaH/IE;

* yMeHHe J1aBaTh 0OPaTHYIO CBS3b U [Ip.

Ham He oueHb HpaBUTCS MOZIE/b KOMITETEHIIMH, TOCKOIBKY OHA HampaBJieHa OOJIbIIe Ha JIMY-
HOCTHBIE OCOOEHHOCTH, YeM Ha pe3yJbTaThl BhIOMHEHUs1 padoTel. Ognako B kommanun RRC ee
UCIIOB30BaHUE OKA3aJIOCh JIOCTATOUHO Pe3y/IbTaTUBHBIM.

BaxxHo, 4TO mMOCTpOEHHME MOTHMBAIMOHHOTO Kapkaca kommanmu RRC  ocymiecTBisuioch
CUCTEMHO Y BKJIIOUAJIO YETHIPE JTara.

1. ®opmynrpoBka 6a30BBIX IIEHHOCTEHN, HA KOTOPHIX MMOCTPOEHA KOMITaHUSI.

2. IocraHoBKa 11e71el ¥ pa3padOTKa MHAWKATOPOB UX JOCTHKEHHUS.

3. Wcnonb3oBaHe MofIe I KOMIIETEHITUH ISl OIICHKHW pab0Thl PyKOBOIUTENIEH KOMITAHUH.

4. TIpoBenieHre HEMOCPEICTBEHHOM OLICHKU U aTTeCTaIUH.

Takxe HaM OYeHb UMIIOHHMPYET, YTO CTOJIb CJIOXKHASA M TPyJoeMKasi padoTa ObUia mpoeaaHa
(pakTHUECKM cHIIaMM IBYX UeJIOBEK: Ipe3ueHTa u crparernueckoro HR-cneuunanucra. 9to eme pas3
TMIOJITBEPIK/IAET, YTO INIABHOE B MOTMBAIIMOHHON MOJIENIM KOMITaHUH — KeJIaHUE TOM-PYKOBOJICTBA.

2 [TonpoGHee 0 JaHHBIX TEXHOJIOTMSIX MOXKHO MPOYUTATh B KHUTe «[Ipomaxu mo-B3pociaoMy: 19 HHCTPYMEHTOB yIpaBIeHHs».
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IIpakTnka komnannu RRC
NutepBbio ¢ ExkaTepunoin TuXBMHCKOM:
HeTajabHasi JOPOKHAsI KapTa JIJId [ePCOHAJA

Exarepruna TuxBuHcKas (B HacTosllee BpeMs — JIUpeKTop 1o nepcoHanty 3A0 «Ynonop Pyc»)

ExarepuHa obnagaer OOJNBIIMM OMBITOM CTPOUTENbCTBA crcTeMHoro HR-ynpaenenus. Ona
ObL1a cBuaeTeseM OypHoro pa3Butus komnanuu Golden Telecom, ctaB ueTBepTHIM IO CUETY COTPYA-
HHUKOM, IPUHATHIM Ha padoty. [Ipoiias Tam myTh OT MeHekepa 10 AUPEKTopa Mo MepcoHaTy, OHa
4eTKo chopMHUpoBasia COOCTBEHHOE BHJICHHE Mpoliecca ynpasiaeHus JionsMu. B kommanuio RRC
ExarepuHy nosBanu yxe Kak crparernyeckoro HR-cnenmanicra — BHePATh CUCTEMHBIE TEXHOJIO-
TUU.

JIM4HbIE NPHOPUTETHI

— 4 naumnana kak HR-generalist, oTBevaiomuii 3a Bce HarpapjeHUs], OITOMY JJIsi MEHsI
s dexTBHAS padoTa C MEPCOHATIOM — TO YETKOE U TIOHATHOE TIOC/IaHNe KOMITAHUK COTPYJHUKAM,
oTBeyvaroIree Ha BOIpochl «UTo Mbl OT Bac XOTUM?» U «YTO MBI TOTOBBI JaBaTh?». DTO HEKasl CUCTeMa
JOPOXKHOTO IBUKEHUSI C IOHSITHBIMU IMOOIIPEHUSIMU M HAKA3aHUSIMU.

JlopoxHast KapTa OYeHb HY’)KHa, TOTOMY UTO JIIOJIeN, KOTOpbIE MPEICTABIISIOT, Yero OHU XOTT,
HE TaK MHOTO. BOJIBIIIMHCTBO KUBET U30 JIHS B JIeHb, HE YMesl WK He KeJlask CO3HATEJIbHO CTPOUTD
CBOIO kM3Hb. M Korjja TAKME COTPYIHUKY MPUXOIAT B KOMITAHUIO, Y KOTOPOW HET CUCTEMbI KOOPAWHAT,
VM CTaHOBHUTCSI HEKOM(DOPTHO, TIOTOMY YTO OHU HE YYBCTBYIOT ceOsl 3allIUIIEHHBIMU.

HR posmxHa ObITh €JUHON CUCTEMOH.

— Pacckakure, ¢ yero Hayajach Baima pa6ora B komnanuu RRC?
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O xoMmnanum

Komnanusi RRC ocHoBana B 1992 rogy. CerogHsi oHa umeeT OUCHI
B Mockse, Cankt-IlerepOypre, Anma-Ate, baky, Kuese, Bapmase, Ilpare,
Bynanemre, benrpagne u JlioOnsHe. CeTb pervoHalbHBIX —IpPEACTABHUTENEH
HacuuTeiBaeT 15 MeHemxepoB B ropogax Poccum, a Takke COTPYJHHMKOB B
V36ekucrane, ['py3uu, Pymbiaum.

RRC pazBuBaer ueTbipe HallpaBaeHU s UH(POPMALIMOHHBIX TEXHOJIOTUIA, TAKUE
KaK aBTOMATMYeCKas WIEHTU(PUKALMS JAaHHBIX M CKOPOCTHAsl I€4aTh, CUCTEMbI
(puzmueckoii Ge30MacHOCTH; ceTeBoe oOopyaoBaHUe U [P-TeXHONIOruu; CUCTEMbI
XpaHEHHs] JAaHHBIX M CUCTeMbl OecrepeOOMHOro MUTaHWs; HMH(MOpPMALMOHHAS
©€30MacHOCTb.

— Ecnu kparko, To ucTopus BBINIAIUT Tak. S npunuia B komnanuio B 2004
rony, nposena HR-aynut m Hanucana cBoe BuneHue — crpareruio B cpepe HR.
HokymeHT 3ansu1 noutu 20 crpanull. [Ipe3uneHT Bce 3TO cepbe3HO Mpoyel, aesast
IIOMETKM Ha MOJISAX KPacHbIM U 3ejeHbIM (piomactepamu. [lotom Mbl gBa yaca
00cCy> k1) OCHOBHBIE BOIpockl. Ilocie yero oH ckazan: «/lenaiites.

DTOT IJIaH 5 pealn30BbIBaJIA C HYJIS B Te4eHue 4,5 Jer.

Otan 1. ba3oBble HEHHOCTH

— OTKya BO3HHKJIA MOTPEOHOCTH B TAKOM cTpaTernyeckom moaxoae k HR?

— D70 OBUIO CBA3aHO C POCTOM KOMITAHUH, C TeOrpapMuecKiM paclolOKEHUEM, a TaKKe C
xenaaneM BeiiiTa Ha IPO. Korna s npunuia, RRC cocrosina u3 12 ¢ummaioB, B KOTOpsIX padoTaiu
okonio 350 yenoBek. Korga y Te0s reorpacduyecku pacripesienieHHasi CTpyKTypa, pa3opocaHHasi 1o
crpanam CHI" u Boctounoit EBporbl, ee Hao Kakum-To 00pazom o0bequHATh. HykHa Oblia cuctema
PabOTHI C IEPCOHAIIOM, KOTOpasi COeMHSIIA Obl 3TH (PUITMAITBI, [eJ1aia KOMITAHUIO eJHBIM LIEJTBIM. A
enanue BeiiiTy Ha [PO Tpe©oBasio, 4ToObl BCSl OpraHU3alivsl BRIIIsIIENa KaK MPO3payHast v OHSATHAS
CTPYKTYpa.

— N neosiornueckasi 4acTb — 3T0 caMooIpe/iejieHHe KOMIIAHUH?

— Mpm1 gonro oOcyknand, HyKHA HaAM MHCCHS WM HeT. $1 cuurtaio, 4ro OHa HYXHA IO
ABYM IpuuuHaM. Bo-niepBbix, apTHEPBI, KOTOPbIE BCTYNAIOT BO B3aUMOJEICTBUE C OpraHu3alue,
JOJDKHBI IOHMMATh, YTO OHA UM MpesiaraeT B JOJITOCPOYHOI neperiekTrse. C 3TUM BCe COIVIACUIIUCD.
Conutich Ha TOM, YTO Kax[asl yBaxamwomas ceOs KOMIaHUs JIOJKHA UMETh MUCCHIO. BO-BTOpBIX,
00CykIeHuEe MUCCHU OKa3aJI0Ch MOJIE3HBIM TSI HAC CaMUX. MBI OIpeIeTMITICh, KTO HAIllU KJIMEeHTHI,
Yero OHU OT HAC XOTST, YTO MBI MOXKEM UM MPeAIOKUTh. Takum 0Opa3om, ObUT 3aITyIleH Mporecc
CHCTeMaTH3allii, OCO3HAHUS KOMIIAHUEH caMoii cebs1. Bce pyKoBOICTBO chjiesio B OMHOM KOMHATE U
B PEKMME MO3TOBBIX IITYPMOB JIOTOBAPMBAJIOCh O CYILIECTBEHHBIX MOMEHTaX. B komnanuu pyHKIM-
OHHMPOBaJIa CUCTEMa X03pacuyeTa, COOTBETCTBEHHO, BAKHO OBbUIO TMOHSTh, YTO y HAC SIBJISETCS] BHYT-
PEHHUM IPOAYKTOM, UTO SIBJISIETCS] BHEIIIHUM MPOAYKTOM, KaK Mbl OTHOCUMCS K KJIMEHTaM M KaK Mbl
OTHOCHMCS JPYT K JAPYry. 3[€Ch KJII0YEBbIM CTAJIO TIOHMMaHUE BHYTPEHHETO KJIMEHTA.

Hecmotps Ha TO 4TO M3HAYAIBHO MUCCHS MOMY4YHJIach TPOMO3/IKOi, caM IMPOLECcC OKa3aJcs
OYeHb MPOAYKTUBHBIM. OH TIOMOT «CBEPUTH YacChl» MO BaXKHBIM MOMEHTaM: KyJa Mbl HJIEM, YErO
Mbl XOTMM, KaK OTHOCHUMCS OPYyT K JAPYTry M K KJIMEHTaM. DTOT MEpBbIil Iar 3aHsul Y HAC OKOJIO
Mecsina. OIuH MO3roBOM IITYPM MbI IPOBEM AJis npejacraButenell Bocrounoii EBporisl, apyroii —
st CHIT (Poccus, Kazaxcran, YkpanHa, A3epOaiikaH) u3-3a sI3bIKOBBIX pa3inuuid. B rpymimsl Bxo-
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WA AUPeKTopa (PUIMAJIOB U KJTIOUEBbIe crielraiucTsl. Eciiu B iepBoii rpyrie ObU10 BOCEMb YeJio-
BeK, TO BO BTOpou — Oosiee 25, ¥ Mbl pabOTasIH B MOATPYIIIAXx.

[Mocite MO3rOBBIX HITYPMOB MBI C IMPEKTOPOM IO MAPKETHHTY 0O0OIIHIN HapaOOTKU 1 chop-
MYJIMPOBAJIM HECKOJIbKO BAPHMAHTOB BUICHUS, MUCCHH M IIEHHOCTeN KommaHuu. OOCYyInu BCe Bapu-
AHTBI C TOI-MEHEKepaMu, KOTOpPbIe BHIOPAITH JIyUIIINil BAPUAHT M BHECIH B HETO CBOU M3MEHEHUS.
[pesupenT ero yrBepauit. TEKCT MOMECTHIIM B KPACHBYIO MAIKy, ¥ Ha OHOM U3 COOpaHHiA, KOTOpbIE
y Hac MPOXOAWJIM pa3 B MOJIT0AA, KaXk/Iblil PyKOBOAUTENb MOCTABUII TOJIHCH.

Mosrogoii mtypm B komnanuu RRC

Sl meperoBopriia CO BCEMH CTapeWIIMMHU COTPYAHUMKAMHM M BoccTaHOBWiIa wctopuio RRC.
[ToToM MbI HanHcaK «O(PUIHATBLHYI0» UCTOPHIO KOMIAaHUU. KpoMe TOoro, Mbl CTajiu BBIITYCKaTh KOP-
NopaTuBHYIO rasery. CHaJaja revaraiy Ha JBYX sI3bIKaX — PYCCKOM W aHIJIMHACKOM. A 3ateM Iepe-
IIJTA HA JIEKTPOHHYIO BEPCUIO U TOOABUJIM TOJbCKHIMA, YEIICKUM U BEHIePCKUi miepeBojbl. ['azeTy
pasMeliaid B UHTPAHETe, KyJa TaKke MOMECTHIIH TOJMTHKY, MPOLEAYPbl U CTPYKTYPY KOMITAHWH,
KOHTaKTHYI0 MH(OPMAIMIO COTPYIHUKOB.

— NHorga pykoBoaUTE N CKENTHYECKH K 3TOMY OTHOCATCA. ['oBopAT: «I9TO epyHaa
KaKasi-T0, MHe Ha/I0 peaJibHOI padoToil 3aHUMATHCA. ..»

— Pa3 nipesunenT ckazan: «Hamo» — 3HauMt, Hajgo. B 1060M ydeOHUKE HAIMCAHO: €CITH Bb
XOTHTE YTO-TO JIeJIaTh, HEOOXOAMMO 3apyUHThCs OIIEP/KKOM pykoBoAcTBa. Eciu ee HeT, To MOXHO
JieNiaTh BaKHbIE U HYXHbIE BEIIM, HO HUKTO He Oy/IeT OTHOCHTBCS K HUM KaK K YeMY-TO BaKHOMY.
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Muccust komnanun RRC orpakaet neHHOCTH KOMIIAHUM

MBb! — 3¢ deKTUBHAS MEXAyHAPOIHASA KOMIIAHUS, IPOJIBUTAIOLIAS [IEPEIOBbIE
high-tech-TexHonoruu B 00IIECTBO U ABJAIOIIASACA HOBATOPOM IO MPEAIOKEHUIO
HOBBIX CEPBUCOB U YCIIYT.

Haiu ycniex ocHoBaH:

* Ha OMbITE U IIIyOOKOM 3HAHMM KaXJOro PhIHKA, HA KOTOPOM MbI padoTaeMm;

* BBICOKOM IIPO(PECCUOHAIN3ME HAIIMX COTPYAHUKOB;

* 4eTKOM (pOKYCHUPOBAHMH HA MOTPEOHOCTSIX MAPTHEPOB;

* ONTUMAJILHOM Habope 0O0pYIOBaHUS U YCIIYT;

* BBICOKOM OTBETCTBEHHOCTH Nepeji COTPYIHUKAMU U TapTHEPaAMHU.

drtan 2. YipapJjeHue mo mejasam

— BropbIM 3Tarnom crano BHeApEHNE CUCTEMBI yIIPaBJIeHH s IO 1iesisiM. Beuta pa3padoraHa crpa-
TEervsi KOMIaHUM Ha Tpu roga. Ha ocHoBe Muccuu, BUIGHUS U CTpaTeruy KOMIIAHUU ONPEesIUCh
rOJIOBbIE LIEJIM U1 BCeil opraHu3auuiu. [lanee onpenensauch rogoBble Ueau AJis HallpaBIeHui uin
umanos. U kackagupoBaHUeM — JI0 KBAPTAJIBHBIX 1IeJIell pyKOBOIUTENEH BCeX YPOBHEN.

Harnpumep, kommannu a1 iuBepcrduKanuy Ou3Heca Hy:KHO T00aBUTD eIlle OHY MPOLYKTO-
BYIO JIMHEHKY. [lepes pykoBoauTeIeM HAITpaBJIeHHs IO Pa3BUTHIO OM3Heca OyaeT cTosTh 1enb: «I1po-
BECTHU aHaJIM3 PbIHKA U ONPENIENTUTh TPOM3BOAUTENEH, KOTOPBIE MOTYT MPUHECTH HEOOXOIUMbIE KOM-
METeHITUH U 0X0». Toraa MeHeKep Mo pa3BUTHI0 OU3Heca JAHHOTO HANPaBJICHUsI HAMEYaeT 11eJTh:
«[IpoBectu neperoBopsl ¢ poussoauteneM N (BEHIOPOM), OIPEAEIUTh YCJIOBUSA U MOAINCATD JI0TO-
BOp». PykoBoaMTE b OT/IE/Ia MAPKETHUHIA TAKKE CTAaBUT LeJIb: «OCyIeCTBUTh MAPKETUHIOBYIO MOJ-
JEPXKKY 3aIlycKa HOBOTO HaIlpaBJIeHUsI, KOTopasi OyJeT BKJII0YATh CIeAyoIue AeHcTBUS. . .» PykoBo-
AWTENIb OT/ENA 1Mo paboTe ¢ IEPCOHATIOM ToXke (PopMYIUpYeT HOBYIO 1ieiib: «[lomoOpars nimm o0y4uTh
COTPYIHUKA JIJIs1 Pa3BUTHSI HAMpaBJIeHusl. ..» KoHeuHo, 1iesn ctaBuimch 6osiee KOHKPETHO — ¢ udg-
paMy ¥ KpUTEPUSIMU BBITIOJIHEHUS].

Kak BugHO U3 3TOrO0 NnNpuMepa, cucTteMa yrpasJeHus 110 LIeIsM MO3BOJIsIa HE TONIbKO CBS3aTh
LEJIM OT/AENbHBIX COTPYAHUKOB C LIEJISIMM KOMITAHUSIMHM, HO U KOOPIMHUPOBATH AEUCTBUS KaK Ha
YPOBHE MOJpa3/Ie/ieH!s], TaK ¥ Ha YPOBHE KOMIIAHWU B LIEJIOM.

UrtoObl JaHHBIN MOAXO0, 3apadOTal, Mbl YB3 KBAPTAIbHbIE IIEJIU C TIPEMUEH, TIOBBICHB BO3-
Harpaxaeare. OObIMHO Kak npoucxonuT. Hanmpumep, y corpynnuka okiaa 100 pyonei. Korna BBo-
autcst pemust, 3tu 100 py6neit pazouBatorcst Ha 80 u 20: Termeph B OKJIAJ BXOJWUT TOJIBKO TepBast
4acTh, a BTOpasi MpeBpalaeTcsi B npeMuio. S1 yropopuia pyKoBOACTBO OCTaBUTh IIPEKHUN OKJIal, a
Ha rpemupoBanue 1006aBuTh 20—-30 %. Ob1ee BO3HArpakeHUE BHIPOCIIO, YTO CPa3y CO3/IAJIO0 MO3H-
TUBHOE OTHOILIEHUE K HOBOBBE/IEHUIO.

— Cpazy, HaBepHOe, CTAJi FOBOPUTH: «YNpaBJjieHHe M0 LeJsiM — Kakasi Xopoiuasi
Belb! 70 ke MHe JuiHue 20 pyoJieil npuHOCHT!»

— Ha, 31ech ere pyKoOBOJCTBO XOpoliiee ObLIO, KOTOPOe MOIIEPXKao 3Ty uHuaTuBy. Cremy-
IOLMM IIarOM CTaJla CUCTEMa OLIEHKU MepCoHaIa.

Dran 3. Moaejb KoMIeTeHINil

— Kak BrIrIsiae/ia TeXHOJO0rusA CO3JaHusA MOJeJad KOMIIeTeHun?
— TIpoBoasi MO3roBOM IITYpPM, HalpaBIeHHBIN Ha OIpee/ieHre MUCCUM, BUICHHUS U IIEHHO-
CTell KOMITaHWH, Mbl TaKXke OMpe/e/iin 0a3oBbie KoMmneTeHnu. Ha nux ocHoBe m0skHa Obuia ObITh
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CO3/1aHa MOJIeJTb KOMITETEHIIUH, TO €CTh HA0OP KOMIETEHIHIA, KOTOPbIE TOMKHBI OBITh MTPE/ICTABIICHBI
B OpraHU3aluy. DTO HE O3HAYAET, YTO KAKABIA COTPYIHUK HE3aBHCHMO OT JOJKHOCTH 00s13aH 001a-
JaTh BCEMU KOMIIETEHIIMSAMU, KOTOPbIE ONIPEAEIEHBI 1151 KOMITAaHUU.

CocTaBUB CMMCOK KOMITETEHIIUM, MbI TIOTPATHIM MHOTO BPEMEHH Ha TO, YTOOBI IPOINUCATh, YTO
MBI TIOHUMaeM 1o Kax o u3 Hux. Harpumep, B RRC Gbuta KOMIeTeHIs «TMOKOCTb» U B «YTIO-
HOP» €CTb KOMIIeTeHLIUsI «IMOKOCTh». Ho 00e KoMmaHuM BKJIAJBIBAIOT B 3TO MOHSTHE COBEPIIEHHO
paszHoe 3HaueHue. Ecim RRC rotoBa caenars /1711 KIIMEHTOB UTO-TO XOpOIIee JIake B yIepd CBOUM
MpoLelypaM, To THOKOCTh « YTIOHOp» 0a3upyeTcsi Ha O4eHb CTPOrOM perjiaMeHTe. « YTIOHOP» MOXET
MPEJIOKUTh UHIUBUYAIbHOE PELIEHUE, HO €CIM UMEETCsl YeTKAasl MPOLIeAypa — YTPOM — JAEHBIH, a
BEYEPOM — CTYJIbsl, — TO THOKOCTH OBITh He MOkeT. RRC oTimyanach 0T KOHKYpEHTOB MMEHHO 3TOM
ruOkocThio. KimenTsl 3Hamm: ecim nonagooutcsi, RRC chenaer Bce BOZMOKXHOE M HEBO3MOKHOE.

51 obcyauna KOMIETEHIIMY U MX TOHUMAaHKe OT/IENIBHO C KaK/IbIM PYKOBOIMTENEM U KITIOUEBBIM
coTpyaHukoM. [TomyueHHbIe OTBETHI CBesla BOSAWHO U BhIOpasia Te OIpe/esieHrsl, KOTOpbIe MPUCYT-
CTBOBAJIM B OOJIBINMHCTBE OTBETOB. [10 MTOram cocraBuia CMCOK KOMITETEHIIMI U UX OINMHCAHUS.
ITOT CMUCOK U MOHATHUS OOCYININ HA COOpaHUU PYKOBOIUTENEH U YTBEPAUJIH.

Hanee Ha/o OBLIO TSI KaKI0M KOMIETEHIMU OI00paTh YeTKre MHANKATOPhl oBeaeHus1. To
€CTh YCTAHOBUTb, KAKOE TIOBEJCHHUE JIOTKEH IEMOHCTPUPOBATH CIIEIIMATUCT, KOTOPBIN 00agaeT STon
KomrieTeHmen. Haj onpenenienneM MHAMKATOPOB padOTaIH MO TOU e CXeMe, YTO U HaJ| CIIUCKOM
KomrieTeHIMi. [IpenBapuTeibHO MBI pElIHIIN, B KAKMX KOMITETEHIIUSIX Oy/leT HepapXusi B 3aBHCHMO-
CTH OT YPOBHsI TIO3UIINY, & B KaKUX — HET. Hanpumep, KOMIETeHIHS «IJITAaHUPOBaHUE» HOJKHA OBITh
MIPE/ICTaBJIeHA HA BCeX TO3UIIMSIX, HO MHIMKATOPBI MOTYT OBITh pa3Hble. B uacTHOCTH, AJ1s1 onepanu-
OHHCTA MHAUKATOP MOXET ObITh TakuM: «[InaHupyer cBoio paboTy B TeueHHe JHS B COOTBETCTBHUU
C YCTAHOBJICHHBIMH TIpOLIeypaMu». [ljisi pyKoBoAMTENel CpeHero 3BeHa peub yxe OyJeT MATU O
MOCTAHOBKE TAKTUYECKUX LieJiel (TOPU30HT TUIAHUPOBAHUSI — He OOJIbIIIe OHOTO rofia), a MHIUKATOP
MOXET 3BydarTh TaK: «YMEeT IUIAHUPOBATh CBOI0 pabOTy Ha TaKTUYECKOM ropu3oHTe». Ha camom
BBICOKOM YPOBHE MHJMKATOP OTPakaeT CTpaTernueckoe IlaHupoBaHue: «Pa3pabaTbiBaeT 11e11 KOM-
MIAaHWU Ha CTPATErn4eCcKOM YPOBHE».

JIs1 TaKOM KOMITETEHIIUHY, KaK «yCTHasl ¥ MUCbMEHHAs] KOMMYHUKALIMS1», Mbl PEILIINA HE BBO-
JWUTh YPOBHU, OPEIESNB, YTO OHA MOXKET OBITh IIPE/ICTABIICHA TOJIBKO JIIsI TIO3UIIUI PSIOBBIX COTPY-
HUKOB. TakM 00pa3oM, y pa3HbIX KOMIETEHIMIA ObUIO OT OHOTO A0 TPEX YPOBHEW HepapXuu.

B kavecTBe mpumepa npuBeieHa KOMIIETEHIIUS «padoTa B KOMaH/ie» C Pa3InIHbIMUA WHIUKA-
TOpPaMU JJ1s1 KaJI0TO MEPApXUIECKOrO YPOBHSI.
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Padora B koManae

¥popens 1. Heasiercs wWieHoM KOMaH/ 1B,

BroxuoBageT KoJAAer Ha BHECEHHE BEIATA B paboTy KOMAH/IEL.

JaMeuaeT BEIAAL APYIHX Ti04ei B padoTy KOMAaHIL H OTIAeT HM JI0/#HOE.
Jeantea onsroM 1 nHpopManueil ¢ KoJaaeraMm

¥popens 2. [lopaepaupaetr WieHOB KOMAH/BI.

BAOXHOBAAET BCEX UIEHOE KOMAHIL BHOCHTL NOJIE3HEN BEJIAT B 00UV D
patioTy.

OnpeaenseT, kakas NoAepaEa TpedyeTed UieHaM KOMAaHILL, H 0Ka3slBaeT
TAKY 0 TOLIEPAEEY.

[ToaoxHTe LD pearupy eT Ha BEJAA KOAIer B paboTy KOMAH/1b]

Ypogeus 3. llpeanaraet HanpapjieHne KOMAHE.
HMenoasayeT sHaHue CHILHBIX CTOPOH, HHTEPECOR M KauecTs, KOTOPLIE He-

DOXOTHMO PAa3BHBATE ¥ UAeHOB KOMAHIEL, I8 ONPefeleHHA NepeoHalbHBX
sajiad B obnexoMaiHoi patoTe.

]:'E_']'f-’.’[jijflliil NpedoCTAaBIAeT WieHaM KOMAH TR i]ﬁj'.lll'l']]_‘-"[-[l CRAIL.

JlobuEaeTca NOHHMAaHWA WieHaMH KEOMaHILL JHYHOH 0 KOJIeKTHEHOM oT-
BETCTRE HHOCTH

B pesyinbraTe nosiBuiiack Mojiesb, KOTopasi BKJII0UYaa B ceOst CIMCOK KOMITETeHITUH, UX TIOIpo0-
HOE ONKCaHWe W WHIWKATOPHI TIOBe/IeHUS 1Mo YpoBHsM. [lanee Ha 6a3ze MOJeaN KaxXIblii PyKOBOIH-
TeJIb COCTABMJI MPOMIIIM KOMIIETEHIIMI ISl KaXJOM JOKHOCTH, HAXOASIIENCs Y HEero B MOIYnHe-
Huu. [Tpodusb cocTosT U3 cCeMU-BOCBMU KOMITETEHIIVH, Kakaas U3 KOTOPBIX 0o0Jajiaia yaeabHbIM
Becom ot 10 1o 25 %.

Ha cosnanue monenu komneTreHIui v npodusien 1Jisi BCeX MO3UIMIA y HAC YIIUIO OKOJIO TOJTy-
roga. Ho Tereps MBI MOIJIM TIEPEUTH K CIIEAYIOMIEMY Iary — 3aIlycKy Mpoliecca OLeHKHU TepcoHaa.

Artan 4. OueHka nepcoHaJja (aTrecramus)

— CnoBo «artecranusi» B Halllel KyJIbType UMeeT HeTraTUBHBIN OTTEHOK, a XOPOIIIEro MepeBojia
croBocoveTanus performance appraisal moka HuUKTO He Hatiesa. COOTBETCTBEHHO, Mbl HA3BAIM CBOM
MpoIIece «OleHKa MepcoHaia». [Iporienypa ee mpoBeieHUst Obl1a MOAPOOHO onucaHa. Pa3 B ron pyko-
BOJMTENIb JOJDKEH ObLT BBIICIUTD BPeMsl, YTOOBI TOTOBOPUTh CO CBOMM TIOMYMHEHHBIM T10 TTPOpUITIO
KOMITETEHIIMH U OIEHUTb Pa3BUTOCTh KaXKIOW U3 HUX.

Jnst pykoBoOuTENel Mbl BHEPWIIM TaK Ha3zbiBaeMylo MeToquky 360 rpamycos. To ectb ympas-
JISIIOIIETO OLIEHUBAJ HE TOJIBKO €ro HeMOCPEICTBEHHbIN PYKOBOIUTEIb, HO TAKXKe KOJIJIETU U MOIYH-
HEeHHbIe. [[J1s1 COTPYAHMKOB, KOTOPbIE B3aUMOJCHCTBOBAIM C BEHIOPAMH, MbI 3aITPAIIMBAIIN OIICHKY
y UX MpecTaBUTENeH.

— Kak Texunuecku 310 geJjajm?

— CHavasia COCTaBWJIM CITUCOK «OLEHIIIMKOB» ISl KaXI0ro pyKoBoauTesst. Paiiibl ¢ npodu-
JIeM 51 HalpaBJisila KakaoMy oLleHIIMKY. OH OlleHUBAJ MHIMKATOPbl B COOTBETCTBUU CO IIKAJION, T/1e
5 — HanOOoJIbIIIast PA3BUTOCTh KOMITETEHIINH, & | — HauMeHbInas. YToObl COXpaHUTh KOH(UICHITUATTb-
HOCTb, 51 COOMpaIa BCe OTBETHI, CBOJIMIIA MX B €JVHBIN (haiijl 1O KakJI0My COTPYJHUKY U TiepeaBaja
€ro PyKOBOIUTEIIIO CpeTHKe 3HaYeHNs1. TeXHMUEeCKH 51 OjIHA BpY4HYI0 cooupaia Bce B Excel.
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KoHen 03HakoMuUTEJIbHOT0 (pparmMeHra.

Texkcr npenocrasieH OO0 «JIutPec».

[TpouuTaiitTe 3Ty KHUTY LIEIMKOM, KYIHB IIOJHYIO JIeraabHYI0 Bepcuio Ha JIutPec.

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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