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bnarogapHocTH

Ora KHUTA He OABWIACH OBl Ha CBET 6€3 MOMOIIIY, COBETOB U IO/
ZIEP’KKY CO CTOPOHBI MHOTHIX JIFoZieli. [Ipexxzie Beero 51 xody rmobsia-
rogaputh JLKyu Yuz, TIOMOraBIIyo MHe B paboTe, U TUTEPaTyp-
Horo areHTa /IsHuena 'puH6epra, yCwIMsaMy KOTOPOTO HalTMCaHHe
KHUTH [IPOZIBUTANIOCH Bllepes. Takke A 6arofapeH pefakTopy
Mbapu I'71eHH 1 BceM COTpyAHUKAM CIelNaln3upoBaHHON KHUTO-
nzzparenbckol rpymisl McGraw-Hill 3a vx Bepy B ycnex 3Toro mpo-
€KTa U aKTUBHOE y4acTHe B €ro OCyLIeCTBIeHNUHU. fl IpusHaTesieH
CatimoHy KapHy, okaszasiieMy MHe HeOlleHUMYIO IIOMOIIIb B OIIH-
canuu npuHnyna BUCH, a taxke Azamy Tonzy, 6eceapbl ¢ KOTo-
PBIM MHTEJUIEKTYaJIbHO CTUMYJIMPOBAIX MEHA Ha IIEPBBIX 3Tarax
HaIMcaHWA KHUTH. §1 6y1arofapio U CBOUX poguTenell AMpaMa U
Po3y Pacuen 3a ux TepreHue u noazep:xky. Hakoner, s ry6oko
6naropapes teM GBIBIIMM coTpyzHMKaM McKinsey, KoTopsle 1mo-
JeIWINCh CO MHOM CBOMMU 3HAHMAMU U ONIBITOM. bes mx nomomniu
51 HUKOrZ)a ObI He CMOT HaIlMCcaTh 3Ty KHUTY. DTo KprctiHa JHci-
coH, D16 bietibepr, I'puin Epebax, Tom bapk, Dpuk Xapr, [xei-
coH KnetiH, Xamuin MakzepMoT (OH 3HaeT, CKOJIb MHOTUM I eMy
ob6s3an), Cet Pagyesun, xedd Cakaryuu, Yaciu Caug, Jpro CMur,
Crro3aH TosnHY, a TaxoKe MHOTUE JpyTUe, 110 TEM WIU UHBIM IIPU-
4YMHAaM [10XKeJIaBIINe COXPAHUTh AHOHUMHOCTb.






BBepeHue

PaccmaTpuBanTe aTy KHUIY Kak COOPHUK OTAENbHbIX cTaTen. Mx BO-
BCe He 0653aTe/lbHO YNTaTb MO NOPSAKY — Pa3yMeETCs, €CNU TONIbKO
rnocnefoBaTenbHOE YTEHUE He ABASETCH 419 Bac NPEANOYTUTENbHbIM.
Bo3MoHO, KOMY-TO ByaeT yaobHee 03HAaKOMMUTLCS C OrflaBiEHUEM
KHWIW 1 NPOYUTaTh TOSIbKO 3anHTEPECOBABLUME €r0 pa3aebl.

0 MCKINSEY

s Tex ynTaTeneii, KOTOphIe ellle He 3HaKoMEI ¢ McKinsey & Co,
51 BKpaTIle pacckaxky o6 3Toii opranusanuu. COTpYAHUKU KOM-
naHuu (Kak ObIBIIVE, TAK U HBIHEIIHUE) HA3BIBAIOT €€ IPOCTO
«dupma». OcHoBaHHaA B 1923 rogy, McKinsey co BpeMeHeM IIpe-
BpaTWIach B CaMyl0 YCIEIIHYIO B MUpe KOMIIAHUIO B 0b1acTu
CTpaTernyecKoro KoHcauTuHra. B Hacrosmee Bpems McKinsey
vMeeT 75 OTZeeHHi B pa3HbIX CTpaHax Mupa (M 3TO YUCIIO To-
CTOSIHHO PacTeT), a ee IITaT HAaCYUTHIBAET OKOJIO YETHIPEX C ITO-
JIOBUHOU ThHICAY crieruanucToB. Xotda McKinsey u He siBisgercs
caMo¥ KpyImHOM M3 KOHCAJTUHTOBBIX KOMITAaHUM Mupa (HeKo-
Tophle OyxranaTepckue GUPMBI 0O6CTYKUBAIOT TOpaso 6osblie
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KJIMEHTOB), OHa, BHE BCAKOI'O COMHEHUA, caMas [IpecTKHAad 13
Hux. PrpMa KOHCY/IBTUPYeT GOMBIIMHCTBO KOMITAHUIM U3 CITHUCKA
Fortune 100, mecTHbIe U deAepanbHble opraubl Baacty CIIIA,
a Tak)Ke IPaBUTENbCTBA ApYyrux crpaH. McKinsey — 310 6GpeHg,
XOPOIIO U3BECTHHIN B MeXAYHAPOAHBIX [eIOBBIX KpyTax.

Heckosbko cTapmyx napTHepoB McKinsey cHUCKaIN BCEMUp-
HYI0 U3BeCTHOCTb. JIoya/u1 BpaiiaH ObU1 COBETHUKOM BaHKOBCKOTO
komureTta Cenara CIIIA 110 yperyJInpoBaHUIO KPEJUTHOTO KPU-
suca. Kenuru Omae, HejaBHO yieznuii 13 @UpMel, Hamycaml He-
CKOJIBKO KHUT 110 MEHE/PKMEHTY U QyTYpOJIOTHH, CTaBIINUX OecT-
cesuiepamu B fInonuu. I'ep6 eHiyiep paboTan SKOHOMUYECKUM
COBETHUKOM KaHIyIepa ['epmanuu I'enbmyTa Kosia. A HEKOTOpEIE
6biBUIME cOTpyAHUKY McKinsey CHUCKaIM U3BECTHOCTD ellle 60JIb-
1ITyI0, 3aHAB BHICOKUE JOJDKHOCTU B KPYITHENIITIX MUPOBBIX KOM-
naHuax. HazoBewm simis Tpoux: 3To Tom [Tutepc, rypy B obnact
YIIpaBJI€HUs U OAUH U3 aBTOPOB KHUTU «B ITOMCKaxX COBepIIeH-
CTBa», mpe3uzieHT American Express Xapseii [o1y6 1 Ipe3ueHT
Kondeznepauyu 6puTaHCKUX IPOMBIILITIEHHUKOB Aziep TepHep.

Yro6Bl yAepKMUBAThCS HA BepIIMHE MUPOBOIN HepapXuu
(1 6BITH B COCTOSTHMY 3apabaThiBaTh 6osblIne AeHbru), dupma
MpUIIaliaeT Ha paboTy TONBKO JYYIINX BBITYCKHUKOB OM3HEC-
ukos1. OHa 3aMaHUBaeT UX BBICOKUMU OKJIaZlaMH, TIepCIIeKTUBOH
CTPEeMUTEIBHOI'0 KAPbepPHOT'O POCTa (KOTOPHIM 3aBUCUT HCKIIIO-
YUTEJHHO OT CIIOCOOHOCTEN YeIoBeKa), a TAK)KE BO3MOXKHOCTHIO
TECHO O6IAThCA C AMUTOM ZiesioBoro Mupa. B o6men ®upma tpe-
6yeT, YTOOBI COTPYAHUK CTaBWI UHTEPECH! KIIMEHTOB IIPEBBIIIE
BCET0 OCTAJbHOT'0, CTPOTO COOJIIOAAI KeCTKHe rpaduKy (13-3a
KOTOPBIX OH MHOT/IA T10 HECKOJIBKO MecsAlleB He BUAUT CEMbIO) U
paboTan MakcuManbHO 3¢ deKTUBHO. I TEX, KTO CyMeeT BbI-
JepkaTb IpuHATHE B McKinsey cTanzapThl, IPOABIKEHHE 110
cryxbe OyzeT JeHCTBUTENbHO OBICTPHIM, & B OTHOIIEHHH JIO-
Jelt, 3TUM CTaHZapTaM He COOTBETCTBYIOIIUX, ZIeHCTBYET CTpO-
ruit DTpUHIUI «PacTy Win yxoau».

Kak u yrobas kpernkas opranusanusi, dupMma nMeeT pa3BUTYIO
KOPIIOPAaTUBHYIO KYJIbTYPY, KOTOPast 3MDKAETCS Ha OOIIHX IIeHHO-
CTAX U OIIBITE COBMECTHOM paboThl. Kaxb1ii coTpyAHUK PUpMBI
TIPOXOJUT Yepe3 Te XKe TPEHUHI'M U TOYHO TaK Ke 3aCH>KUBAeTCs
JoT037IHa B oduce, UTO U OCTaJIbHBIE COTPYAHUKU. Ha B3z
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moctopoHHero, ®upMa BHIIAJUT HEMPUCTYIIHO-MOHOIUTHOM
CTPYKTYpPOM, U aBTOp OAHOHN HEeZABHO BHIIIEAIIEH KHUTH II0
yIIpaBlIeHYeCKOMY KOHCAITUHTY Aaxke cpaBHmI McKinsey ¢ op-
JEHOM He3yHTOB. Ha caMoM JieJie JIUIIO ¥ 3TOM KOMITAHUH BIIOJIHE
YeJI0BEYECKOE, U A HAZIEIOCh, YTO MOSI KHUTA IIOCIYKUT JIUITHUM
MIOATBEPYKAEHHUEM STOMY.

YV coTpyaHNKOB PUPMBI CJIOKUICA COOCTBEHHBIN KaproH,
MOJIHBIHM a66peBuaTyp Tuna EM, ED, DCS, ITP, ELT, BPR u T. 1.
KoHCy/IbTaHTHI TIPUBBIKJIN HAa3bIBaTh IIPOOJIEMBI U 3aZja4u, KO-
TOPBIE OHM PEMIAIOT, «IIPOEKTaMH». 3aHUMAsACh «IIPOEKTOM»,
koMmanzia McKinsey uieT «kiodeBbie GpaKTOPhI», YTOOHI «100a-
BUTb CTOMMOCTb», Kak 5T0 4aliie Bcero v 6bIBaeT C )KaproHoM, OH
WUTPaET POJib BepOaTbHOM CTEHOrpapyy — MHOTHE U3 TPUHITHIX
B ®upMe TEPMUHOB OYZAYT IOJIE3HBI CITEI[UATIMCTAM APYTUX KOM-
MaHUM He MeHblIle, YeM OHM IT0JIE3HBI COTpYAHMKaM McKinsey.

Kak u imobasg Apyrag MOryllecTBeHHas OpraHH3alusd,
McKinsey c/10HO ycTpoeHa. I HafletoCh, YTO MOSI KHUTA TIOMO-
JKET IPUIMIOJHATD 3aBECY TAUHCTBEHHOCTU, KOTOPast OKPY»KaeT
9Ty KOMITaHHIO, ¥ YUTATEh CMOXKET YBUZETD CO BCEM ICHOCTBIO,
Ha YeM OCHOBaH ycCIIeX ee OM3Heca.

05 3TOW KHUTE

KHura cocTouT U3 IATH YacTeil. B IepBbIX Tpex s paccKasblBalo,
Kak corpygHuku McKinsey mogxoaar K nmpobjaemMaM U UIIYT UX
pellleHus. DTU TPU YaCTU — OCHOBA KHUTH, U 51 YBEPEH, UTO
KK/ YNTaTeNlb HaliZIeT B HUX UHTEPECHBIE [JI1 HETO Pa3/eibl.
B 4eTBepTOH YaCTH 51 paCKpPhIBal0 HECKOJIBKO CEKPETOB TOT0, KaK
cotpyaHuku McKinsey cripaBisroTcs co cTpeccaMu Ha paboTe.
B aTO¥ yacTu HakzeT A1 ce6s1 MHOT'O IOYYUTETbHOro (WIU 0
KpatiHeli Mepe JIF0OOTBITHOT0) JII0O0! COBpEMEHHBIN OM3HECMEH.
HaxkoHel, B IIATOM 4acTH A paccKasbIBalo O [MIABHBIX YPOKax, U3-
BJIeYeHHBIX 32 BpeMs paboTel B PupMme, M IPUBOXKY BOCIIOMUHA-
HUA ee OBIBUINX COTPYAHUKOB.

B KHUTe A paccKasbplBalo O TOM, KakK C/lelaTh CBOIO paboTy
MakcuMaibHO 3¢ dekTrBHOM. Ha ee cTpaHUIIaX OMMCAHBI IPaK-
TUYeCKHEe METO/BI pellIeH s IIPO6JIEM C TIOMOIIBIO CTPYKTYPUPO-
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BaHUA U aHaM3a GaKToB. BEIroAy OT cyieZloBaHUS IPUHATHIM B
McKinsey MeTozaM OIIyTUT JTI000M YeI0BeK, 03a604YeHHBIH BbI-
’KUBAHMEM B /DKYHIVIIX COBPEMEHHOro OM3Heca.

Eciu Bl — PYKOBOJUTEb KOMITAaHUY, OOpaTUBIIENCs 3a T0-
MOIIbIO K KOHCy/AbTaHTaM McKinsey miu pyroi KOHCaJITHHTO-
BOU PUPMBI, MO KHUTA ZIACT BaM NPE/CTABIEHHUE O TOM, YeM
3aHUMAIOTCA 3TU CTPaHHBIE JIOAU. X0TA KaXAasd KOHCAJITHHTO-
Bas ¢pupMa uMeeT (WIM YTBEPKJAET, YTO UMEET) CBOM COOCTBEH-
HbIe METO/BI pabOTBI, CyTh YIIPABI€HYECKOr'0 KOHCAITHUHTA Be3/e
O/IHAa I Ta K€ — 3TO OO'beKTUBHBIN B3IVIAJ HA CUTYAIHIO, CJIO-
JKUBIIYIOCA Y KJIMEHTa. BriosHe BO3MOXKHO, 4TO Apyrue GUpMBbI
paboTaloT coBepllleHHO nHaue, yeM McKinsey, 0fHAKO MBIIILTe-
HUeE UX KOHCYJIbTAaHTOB YCTPOEHO aHAJOTUYHBIM 00pa3oMm.

B OCHOBY KHUTH [TOJIOXKEH MO OIIBIT PAaOOTHI INTATHHIM KOH-
cynpranToM McKinsey B 1989-1992 rozax. 3a aTOT IIepuo, g
y3HaJI KoJIoccaTbHOe MHOXKeCTBO Belllel, Ho Jake 3TH 3HAaHUA
He [TIOMOIJIY OBl MHE OITHCATh CKOJIBKO-HUOYb TIOJHBIM 06pa3oM
MIPUEMEI ¥ MeTOZBI Pab0ThI coTpyAHUKOB McKinsey. K cuacTsio,
B 9TOM MHe IIPUIIUIY Ha IToMolIb. B rporecce HanmucaHua KHUTU
51 6eceZioBalI C AeCATKaMU ObIBIINX KOHCYJIBTAHTOB, MEHE/PKEPOB
u napTHepoB @UPMBI: UX 3HAHWUA U OIBIT IOMOIVIU 3aIIOJTHUTH
po6esTbl B MOUX COOCTBEHHBIX 3HAHUAX.

0 KJIMEHTAX

CJIOBO «KJIMEHT» BCTPeYaeTcsd MPaKTUYECKU B KaXKJOM pas-
Jee KHUTH. [T0CKOMBKY 1 MULTY C TOYKY 3peHUsT KOHCY/IBTaHTa
McKinsey, oz KJIMEHTOM MMeeTCs B BUJY OpraHM3alus, 3aKa-
3aBIIas [MOVCK peIeHNs I TOW WM MHOHN IPOBJIeMBI, C KOTO-
POIi OHa CTOJIKHYJ/Ach. ECIu BEI He ABJI€TECH KOHCYIBTAaHTOM,
TO B CTPOT'OM CMBICJIE CJIOBA KJIMEHTa y Bac HeT. OZJHaKO JaHHYIO
CUTYyaIMI0 MOXKHO PacCMaTPUBATh IO/ JPYTUM YIJIOM: KJIWEH-
TOM B TaKOM CJIy4ae sIBJsieTeCh Bbl caMy (VUIK Balla KOMITaHUSA).
VIHBIMU CJIOBaMU, KJIMEHTOM BBICTYIIAET JIF0OAst OpraHu3als,
po6JieMy KOTOPO BHI PelllaeTe, IIPY 3TOM Bbl MOXKETE OBITh KaK
€€ COTPYZAHUKOM, TaK U IIPOCTO IKCIIEPTOM, IIPUTTIALIEHHBIM CO
cTOpoHBL. Bosiee TOro, ecu Bbl HAYHETE PACCMAaTPUBATDH CBOIO
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COOCTBEHHYIO KOMITAaHUIO B KAUECTBE KJIMEHTA, TO IPUMEHEHHe
Ha IIpaKTUKe OIMMCAHHBIX B KHUTE€ METOJ0B OKa)KeTCA IS Bac
ropaszo 6oJiee JIETKOM 3aaveil.

* ok ok

OpHa 13 IIaBHBIX A06pogeTeiei coTpyaAHUKOB McKinsey —
yMeHUe XpaHUTh ceKpeThl. PupmMa TiaTeapbHO 3a60TUTCA O 3a-
muTe KonpuaeHManbHOCTU. Kak u 10601 ApyToi KOHCY/IbTaHT
McKinsey, s 06s13aics He pasmianaTh KOHQUAEHITUATbHYIO NH-
dopmaruio o PupMe U ee KIMEHTAX JaXKe MOC/IE YBOJIbHEHUS.
[TocKOMBbKY 51 He cOOMpaloch HapylllaTh B3sSToe Ha cebs obs3a-
TEJIbCTBO, OOJIBITUHCTBO TPUBEAEHHBIX B KHUTE Ha3BaHUH U JINY-
HBIX UM€eH U3MeHeHbl. Kak s yKe ckasaj, 3Ty KHUTY He obs3a-
TEJIbHO YMTATh MTOCAEI0BATEIPHO — €€ MOXKHO PacKphIBaTh Ha
JI060M MecCTe, CJIOBHO KOPOOKY C IIOKOJaZHBIMU KOHpeTaMu.
Kakotii 6bI c1ocob YTeHUs BBl HU BBIOpaJH, ST HaJE€IOCh, YTO Ha
STUX CTPaHUILIAX KOKIBIM HakgeT Ay cebsa 4To-HUOYAb UHTe-
PeCHOe U TOJIE3HOE.
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Kak B McKinsey noaxoaar
K peLueHuIo npoonem

HeamenvHocms McKinsey cocmoum 6 peuwleHuu npoob.iem
KoMnaHuii-kueHmos. KoHCyibmanmasl KOMNAHUU UCNbIMbI8AIOM
Hacmosiugyro 110606b K peuleHuto npobaem. Bom kax 06 amom cka-
3an 00uH u3 6blewUx MeHedlcepos npoekmal:

Pewenue npobrem — 3amo He uacmsb gauleil pabomsl 8
McKinsey, a cama paboma kak makoseas. I[Ipedcmasvme,
ymo 8bL cmompume 80kpyz cebs, dymas Moavko 06 00HOM:
Kak umo-Hubyosb clenams Jydule, uem OHO ecmb? Baut gHy-
mpeHHUIL 20710C NOCMOSAHHO cnpawusaem: «[lTouemy mo wnu
amo cdenaHo mak, a He uHaue? MoxcHo aiu e20 cdeams eiye
JyuuLe?s» Y 8ac 0onxncHO 8blpabomamacs ckenmuueckoe OmHo-
wieHue KO 8ceMy Ha caeme.

B nepeotl uacmu KHU2zu MblL pacckadicem, kak compyoruku dupmol
nooxo0sim K peuleHulo npodiem, ¢ KOMopbLMuU CMAAKUBAOMCS
ux kaueHmsl. Myl nokaxcem, kak cobupams u cmpyKmypupo-
s8amb akmobl, Nposepsims 2unome3swl. B amoil uacmu evt no3ua-
KOMUMeECh C 2JIA8HbIM MemoOOM NOUCKA PeuleHUs, NPUHAMbIM
8 McKinsey, u y3Haeme HecKOIbKO NPABLLL, NOMO2AXOUUX IMOM
Memoo NPpUMeHAMb.

1 Menemxkep npoekta (EM, Engagement Manager) — 1o, B 06s13aH-
HOCTH KOTOPOT'O BXOJUT MOBCEJHEBHOE PYKOBOZCTBO TPYIIION KOHCYJIb-
TaHTOB McKinsey.






[naBa 1
lMocTpoeHue pelleHus

Kak nssecTHo nto60oMy KoHcynbTaHTy McKinsey, npouecc noncka pe-
WeHWS MMeeT TPWU OCHOBHbIE YepTbl. PeweHne npobaemsbl, NocTas-
NEeHHOM KIMEHTOM, AOMKHO:

-« onuparbesa Ha daKTbl;

+ WMETb YETKYIO CTPYKTYPY;
- OCHOBbIBATLCS Ha BbIABMKEHWM U aHanu3e runortesl.

M3 31O rnaBbl Bbl y3HaETE, YTO O3HAYatOT JaHHbIE YepTbl M KaK
3HaHWE O HMUX NOMOraeT peluaTb Npobaembl B lO60M GU3HecCe.

1 Jlns corpyauvikoB McKinsey unciio Tpu — Bose6Hoe. Bee, 4T0 umeeT
MecTo B DUpMe, COCTOUT U3 TPeX 31eMeHTOB. Hanpumep, 3TOT CIIMCOK
COCTOUT M3 TPeX MyHKTOB. Kakoii 6B CJI0JKHBINM BOIIPOC BB HU 3371811
cotpyaHuky McKinsey, B OTBET BbI, CKOpee Bcero, ycasimmuTe: «EcTh
TPU NIPUYUHBI 3TOTO ABJIE€HUA...» HakoHel, MaKKUHCHUEeBCKas uepap-
XU lleHHocTel (0 Hell BBl YCJIBIIIUTE Aasblile) TOXXe TPOUYHA: «KJIU-
eHT, Pupma, BbI».
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OAKTbI — IYYWUE APY3bA KOHCY/IbTAHTA

DaKTbl — 3T0 KUPMUYMKK, KOTOPbIMU BbIKNablBaeTcs Jopora K pe-
LEeHMI0 NPO6AEeMbI, MO3TOMY GaKTOB 60ATLCHA HE HaAO.

Penrenue mpobiieMbl HaunHaeTcst co cbopa GpakToB. B mepBreIit
JleHb paboThI Ha/l IPOEKTOM WIEHbI KOMaH/Ibl IIPOCMAaTPUBAIOT
MHOJKECTBO CTaTel U MaTepuajoB BHYTPEHHUX UCCIEN0BaHUMN
®dupmbl. 3aTeM Ha TIEPBOM COOPAHUY KaXKJbIH KOHCYJIBTAHT CO-
ob1aeT o HaliZieHHBIX UM (GaKTax, KOTOPhIE MPOJHMBAIOT CBET Ha
TOT WJIM UHOM acmeKT npobyeMsl. [Tocie 3TOro KoMaHza BBIIBU-
raeT UCXOAHYIO TUIIOTE3Y O TOM, KaK MOXKHO PEIIUTb CTOSIIYIO
repes HUMU IIpo6JIeMY, U IIPUCTYIIAET K c60py GaKTOB, KOTOPHIE
TIOAKPEILISAIOT WX OIPOBEPTalOT TY TUIIOTESY.

HoBblii COTPYZHUK HaUMHAET CBOIO paboTty B dupme c TOrO,
YTO y4yuTcsl cobupath M aHanau3upoBath ¢akThl. IIo cioBam
OZIHOTO OBIBIIETO CTAPIIEr0 MeHe[Kepa MpoeKTal:

Eciv BBIHECTHU 3a CKOOKM BCIO YTOHYEHHO-UHTEJIEK-
TYaJIbHYI0 TEPMHUHOJIOTHIO, KOTOPO# TEePETOoIHeH MPo-
1ecc npuHATHA pelitennii B McKinsey, To 06HaKUTCA €T0
CyTh — TIH[ATeTbHBIM, KPOTIOTIUBHIN aHAINU3 BCEX dJIe-
MEHTOB MPO6JIEMBI B COYETAHNU C SHEPTUIHBIM CO0POM
¢daxToB.

[ToueMy aKTBI UTPAIOT HACTOIBKO BaXKHYIO POJb B pabore
McKinsey? Ha 3To ecTb Be IpUYHUHBI. Bo-1IepBBIX, GaKTHl KOM-
MIEHCUPYIOT OTCYTCTBUE IPAKTUIECKON HHTYUINH (06 3TOM CM.
paszen «KaxJplli KJIMeHT YHUKaJeH: He ObIBaeT mabJIOHHbIX
peleHui» Bo BTOPOIi IMIaBe KHUTH). BOJIBIIMHCTBO COTPYAHU-
xoB McKinsey — cnenuasucTsl IMPOKOro NpoQuis: OHU 3HAIOT

1 Crapmmii meHemxep npoekTa (SEM, Senior Engagement Manager) —
JIOJKHOCTD, 3a49aCTYI0 SKBUBaJIeHTHasA MiajuieMy naptaepy. SEM py-
KOBOJUT HECKOJIBKUMU ITPOEKTaMU U KypHpyeT KOHTaKThI C KJIMEHTaMU
@upmel. OTBeTcTBeHHOCTh Ha SEM J1eXXUT Takas ke, Kak ¥ Ha MIaZlInx
nmapTHepax, XOTA y IIepBbIX 3apIllaTa MeHbIIIe.
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MTOHEMHOTY 006 0OUYeHb MHOTOM. [10 Mepe HAaKOIUIEHUS OIBITA U
TIPOABMIKEHUS IO CIYKEOHOM JIECTHUIE OHY HAYMHAIOT 3HATh
MHoOro 06 oueHb MHOroM. Ho Ziaske Torza oHU Bce paBHO 6yAyT
3HATb TOpa3Zio MeHbIlle, CKaXKeM, O METOZAX XpaHEHHUS CKOPOIIOP-
TAIIMUXCA MPOAYKTOB, YeM CITeLIMaIHCT 110 ONITOBHIM OTIepaliAM
C IeCATWIETHUM CTakeM paboTHI B cymiepMapkere. Eciu y aToro
CreIaanucTa BO3HUKAET MpobieMa, TO OH HaXOJUT pellleHre ¢
TTOMOIIIBIO OZHOM JIUIIb UHTYUIIUY OYKBaTbHO Yepe3 HECKOIBKO
cexyHz (BrpoueM, obpaiieHue K GpakTaMm ObIBaeT HEJTUITHUM U
Z71s1 Hero). Y KoHcynbTaHTOB McKinsey Takoi MHTyUIIUU HET, U
ITO3TOMY OHH 0OpalaTcsa K pakTaM B IIEPBYIO OYEPEIb.

Bo-BTOpHIX, paKTHl MOMOTalOT mobeauTh HeAoBepue. Kak
MIpaBUJIO, BO3PACT YesIoBeKa, KOTOPOTO KOMITAaHUA IPUHUMAET
Ha JO/DKHOCTD KOHCy/bTaHTal, coctasigeT 25-30 jieT: OH OKOH-
YWJT KOJUTE/K WJIM YHUBEPCUTET Ha «OTIMYHO», TpopaboTall ABa-
TPH rofia B KPYITHOM KOPIIOpaIliU U 3aTeM MOMydIrI Auruiom MBA
B OJHOM U3 BeAyIIUX OM3Hec-UIKOJ (110 KpaiiHell Mepe, Tak 06-
crout zeso B CIIIA). BeiBaeT, 4ToO B XoZie pabOThI HaJ IEPBBIM
MTPOEKTOM KOHCY/IBTaHTY-HOBUYKY MTPUXOAUTCSA 3HAKOMUTD C pe-
3yJIbTaTaMU CBOETO aHa/MM3a IIpe3nleHTa KOPIopaluu U3 CIIu-
cka Fortune 50. PazymeeTcs1, 3TOT Ipe3u/IeHT KpatiHe HeZloBep-
YHUBO OTHECETCA KO BCEMY, UTO OyZIET TOBOPUTH EMY KEITOPOTHIM
27-1eTHUMN BBITYCKHUK OU3HEC-IITKOJIbI, ECJIU CJIOBA IMTOCIEAHETO
He OyyT MOAKpeIUIeHbl paKTaMu. DTO e BEPHO, KOTZla MIAZIIHI
MeHeKep IIPeJCTaBIsgeT CBOe IpeayioskeHue medy.

HecmoTpst Ha foKkasaTenbHyI0 city GaKTOB (a MOXKET, Kak
pas u3-3a Hee), MHOTHe OHM3HECMeHBI UCITBITHIBAIOT TIEpe] HUMU
cTpax. BoaMoskHO, 3T0 60513Hb TOTO, YTO €CJIY OHU B3IVITHYT Ha
baKTeI TIOMpUCTaTbHEE, TO UM (WX KOMY-TO BBILIECTOAIIEMY)
He TIOHPABUTCA OTKPBIBIIASACA KapTUHA. TaKUM JIFOAAM KaXKeTCs,
YTO €CJTU HENIPUATHBIE GaKThI JOJITO HE 3aMeYaTh, TO OHU HCUE3-
HYT camu coboii. Hukyza oHu, pasymeercs, He ncue3HyT. OTBoO-
pauuBaHue OT GaKTOB — CaMbIii BEPHBIN NMyTh K HEyZAaue, TaKk

1 KoHcynbraHT (associate) — HIDKHSASA CTyTIEHbKA CITy>KeOHOM JIECTHULIBI
McKinsey. O6GbIYHO YeSOBEK, IPUHUMAEMBIHM Ha JODKHOCTh KOHCYIIb-
TaHTa, uMeeT AuIUIoM MBA. ®opmanibHO KaXXABIH COTPYAHUK KOMIIA-
HUU, KOTOPBHIH ellle He CTasl TapTHepOM (B TOM YHMCJIE M CTapIIue Me-
He/KEPHI IIPOEKTA), CYUTAETCS KOHCYIbTaHTOM PUPMBL.
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KaK MCTHHA BCE€ paBHO B KOHII€ KOHIIOB BCIUIBIBET HAPYXKY. Hazo
He 6oAThCA (baKTOB, a OXOTHUTBCA 3a HUMHU U HCIIO/JIb30BaTh B
CBOMX MHTEpECax.

NMPUHLIN BUCH

CTPYKTYpUpOBaHWEe MbILIJIEHUS MPU MOUCKE pelleHust Npobaems! B
6M3Hece (MM KaKoW YrofiHO ipyrom) fOCTUraeTcs NyTem CoOCTaBNeHNS
ncyepnbiBatoLLe NMOSIHOMO ONMUCaHKUs 3ToM NPO6EMbl — TO €CTb TaKO-
ro OMnMWcaHus, B KOTOPOM OTCYTCTBYET MyTaHMLA UM U36bITOYHOCTb.

Ab66peBrarypa «BVICl» 03HaYaeT «B3aMHO HCKIIOYAIOIIe, CO-
BMECTHO HCUepIIbIBaolie»1. DTo MIPUHIUII, Ha KOTOPOM OCHOBaH
Bech Iporiecc noucka pemeHus B McKinsey, u ero 6ykBaibHO
BOMBAIOT B I'OJIOBBI KOHCY/IBTAHTOB-HOBUYKOB. KaXKbIi TOKY-
MEHT, KaXk/as Ipe3eHTalysd, KaxA0e 3JIeKTPOHHOE ITUCbMO WIN
roJI0COBOe IocIaHue moboro cotpysHuka McKinsey J0mKHBL
OBITH cocTaByieHs! Mo npuHIury BUCU. Cpocure 06010 pa-
6otaBurero B McKinsey desoBeka 0 caMOM 3aIIOMHUBIIEMCS
€My MeToZle pelleHus npobieM M B OTBET HaBepHSKA yCJIBI-
muTe: «BUCH».

[Mpunnun BUCH cTpyKTypUpyeT MBIIUIEHHE MaKCUMaIbHO
4yeTKO (TeM caMbIM CBOZA Ha HeT ITyTaHUIly) ¥ MaKCUMaJIbHO MO
HbIM 06pa3oM. [IprMeHeHre 3TOro IPUHITUIIA HAYMHAETCS C ca-
MOTO OOIIETO YPOBHS — C COCTaB/IEHNA ITIepevHs TOApobieM, Ha
KOTOpBIE MOXXKHO pPa3buTth npobaemy. COCTaBHB 3TOT IT€pedYeHb,
XOPOIIEHBKO ITOAYMaNTe, ABIAETCA JIU KaXKAas U3 IoAIpobIeM
He3aBHUCUMOM OT ApyTux. Eciu aTo Tak, 3HaUUT, TepedrcIeHHbIe
TOAIIPOOIEMBI B3aMHO MCKJIIOYAIOT Py Apyra. Jlanee, KaKabIi
JIM acIeKT NMpobIeMBl OTPaXKeH B OZHOM U TOJIBKO OZHOMU IIOJ-
npobsieMe — MHBIMY CI0BaMU, IIPUHATO JIN B pacyeT Bce? Ecim
3TO TaK, 3HAYUT, IlepedrC/IeHHbIe TOATTPOOIeMbl, B3AThIe BMECTE,
OIIMCHIBAIOT IPOOJIEMY MCUEPIIBIBAIOIINM 00pa3oM.

1 BUCU— anm1. MECE, wiu Mutually Exclusive, Collectively Exhaustive. —
Ilpum. nep.
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[IpeAroI0KM, Ballla KOMaH/a BHITIOMHSET UCCIe0BAHKE 0
3aKasy OAHOM KPYyMHOM aMepUKaHCKON GUPMBI — Ha30BEM €€
Acme Widgets. 3azaua chopmynupoBaHa Tak: «Haiitu crmocob
YBEMYUTDH IPOZaKK TOBAPOB, IPOU3BOAUMBIX GHpMOii». [Topas-
MBICJIUB, KOHCY/IBTaHThI IPEJIOKIIN CIIEAYIOLINE CIIOCOOHI YBe-
JIUYEHUS TPOJAXK:

e U3MeHeHUe crocoba MPoAaXKU Yepe3 PO3HUIHYIO CETh;
e YCOBEPIIEHCTBOBAHKME MapKeTHUHTA TPOAYKIIUM;
e COKpallleHUE U3JePiKeK Ha eUHUILY IIPOAYKIIUH.

He 6eza, 4To mMoHAYaly CIIMCOK MOXKET OBITh CIMIIKOM 00-
muM (B CIeZyIolneM paszielie Mbl IOTOBOPUM 00 YPOBHSX JieTa-
JIM3alMK), HaM MOKa BaXKHO JIMIIb OZHO — YTOOBI 3TOT CIUCOK
oTBevas npuHiuny BUICU.

JlonycTuM, KTO-TO IIPEAJIOKUT ellle OAVH IIyHKT, HallpuMep
«MozepHU3aIus Mpoliecca MPOM3BOACTBa». Kak 3TOT IMyHKT 6y-
JIET COUETaThCA C ViKe UMEIOIUMUCS TPeMA? DTOT IIYHKT, 6e3y-
CJIOBHO, BaXKEH, HO YETBEPTHIM OH He Oy/IET, TOCKOJIbKY SIBJIAETCS
MIOAITYHKTOM A1 «COKpallleHUA U3/iepKeK Ha eZIMHULLY ITIPOAYK-
LIUN» — BMeCTe C APYTrMMU IOJIIYHKTaMU, TaKMMU, HallpuMep,
KakK «PasBUTHE JUCTPUOBIOTOPCKOM CETH» U «YCOBEPIIIEHCTBOBA-
HUe yIpaBJeHus CKIaJCKAUMU 3anacaMu». [louemy? Jlesio B TOM,
YTO 3TU TPU MOAMYHKTA — CIIOCOOBI COKPATUTDb U3AEPKKU Ha
eZIHUITY IIPOAYKIIUHU, U €CJIU MBI BBIIE/IMM OJWH 13 HUX (WK Bce
TPH) B Ka4eCTBe OT/ENbHOTO ITYHKTA, TO HAIl UCXOAHBIN CIIMCOK
oKakeTcst u36pITOUHBIM. OH OyZeT COAePKaTh IIYHKTHI, KOTOPHIE
IlepeceKaroTca Apyr ¢ ApyroM. Takoe repecedyeHune CBUAETENb-
CTByeT O IIyTaHUIIe B I'OJIOBE y aBTOPA M IIPUBOJUT K IIyTaHULlE
B r'0JIOBE y UYUTATEJIA.

[Tocye TOro Kak y Bac IMOJIYYUTCA CIIUCOK, IIyHKTHl KOTOPOTO
YeTKO OTZeJIeHHI PYT OT Apyra (T.e. UMeIoT B3aUMOUCKIIOYa-
oUW XapakTep), cleayeT yOeAuThCsA, YTO ITH IYHKTHI OT-
paXKalT Bce acmeKThl Ipo6ieMbl (T.€. UX COBOKYIMHOCTh HC-
yepmbIBaroNle IoJiHA). 11 3TOro BepHeMCA K IOANYHKTY
«MozepHU3anus mpoliecca IPOU3BOJCTBA», KOTOPBIM MbI BKJIIO-
YWIU B IYHKT «CoKpallleHue M3Zep:KeK Ha eJUHUIY IIPOAYK-
uuun». [IpesnonoKum, ofyH U3 KOHCYJIbTaHTOB IroBOpUT: «EIre
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MOKHO M3MEHMTDb IIPOIleCC IIPOU3BOACTBA TaKOM 00Opasom,
YTOOBI BBIPOCJIO KAUECTBO MPOAYKIIMI».

OH npaB. O3HaYaeT JIX 3TO, YTO «MOAEPHU3AITHUIO IIpoliecca
MPOU3BO/JCTBAa» HAJ0 BHIEIUTDb B OTAEIbHBIN MyHKT? HeT, He
03HavaeT — IIPOCTO HAZIO ZETATU3UPOBATD CITHCOK €lIle AaJIbIIIe
¥ BKJTFOUUTD OATYHKT «MozlepHU3alys Ipoliecca IPOU3BOJCTBA
JUTSI COKpAIleHUs U3ZAEePKEK Ha eUHUIY TPOAYKIIUK» B IMYHKT
«CoKpalleHre usZiepKeK Ha eJUHUITY TPOAYKIIUW», a TOAIYHKT
«MozepHU3aIusA mpoliecca MIPOU3BOACTBA /I MOBHIIIEHN Ka-
YyecTBa MPOAYKIUHU» B MYHKT «YCOBEPIIEHCTBOBAaHUE MapKe-
TUHTa MPOAYKIMW». Teleph Halll CTUCOK pelIeHUl OyAeT BbI-
IAZETh TakK:

e U3MeHEeHUE crocoba MPOoAaKYU Yepe3 PO3HUYHYIO CETh;
e YCOBEPIIEHCTBOBAHME MapKETUHTA IPOAYKI[UL:
— MOJIepHU3aIMA PoIiecca MPOU3BO/CTBA /I TOBBIIIE-
HUA Ka4yecTBa MPOAYKIIVH;
e COKpallleHVe U3JeP)KeK Ha eJUHUILY ITPOAYKIIHU:
— MO/IepHM3AIIU IIPOIecca MPOU3BOACTBA JJIsI COKpaliie-
HUS U3ZIepKeK Ha eAUHUITY IPOAYKIIHH.

[Tpeanonoxum fanee, 4TO KOHCYJIbTAHTHI BBICKA3aIU U IPY-
rve UHTepecHble UZler, KOTOpble Helb35l OTHECTU HU K OJHOMY
U3 YHKTOB CIIMCcKa. YTo JeynaThk B 3TOM ciaydae? Pasymeercsd,
5TU UJZleU MOXXHO IIPOUTHOPHUPOBaTh, OHAKO TAKOE UTHOPHUPO-
BaHUe BPAJ JIM XOPOILO OTPA3UTCA Ha KOMIIAHMU-3aKa34yHuKe.
B cIMCOK MO>XHO BBECTH HOBbI€ ITYHKTHI, HO TOTZA 3TUX IIyH-
KTOB OKa)KeTCA CIMIIKOM MHOro. Kak NpUHATO CUUTATh B
McKinsey, XOpOIIUH CIUCOK OKEH COCTOATh HE MEHee YeM
U3 IBYX IIYHKTOB U He 6oJiee yeM u3 nATU (HO JIydllle BCETO,
pasymeeTcsi, TpH).

Y 3TOl AWIEMMBI €CTh pellleHre — BOJIIeOHas KaTeropus
«[Ipodee». Eciu BBl He B cHjIax IOHATD, KyZja OTHECTH JBe-TPU
6ecTAIME UeU, Ha TIOMOIIb MPUJET 3Ta Kateropus. OAHaKO
«[Ipouee» He CTOWUT MOMEIIATh B YUCJIO IIYHKTOB 3aIVIaBHOTO
CIIMCKa, MHA4e 3TOT CIMCOK CTaHeT BBIMIAZETD Heslelo. /laHHas
KaTeropus OyzZeT HOPMaJbHO CMOTPETHCA CPeAU APYTUX TOJ-
ITyHKTOB, OZJHAKO HA OTKPHIBAIOIEM cjalifie IIpe3eHTallluy OHA
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cpasy bpocurcs B 7asa. [locrapaiitech IpuAyMarh, K KaKUM
IIyHKTaM MO>XHO OTHECTHU IIpeJJIOKeHHbIe YWieHaMU KOMaHAbI
WJled, a eCJIU Y BaC HUYEro He NOJIy4YaeTcsa, TO COOII0CTH IPUH-
uun BUICHU nomoskeT kaTeropus «IIpodee».

KAK PELWIUTb NPOBJIEMY
HA NEPBOM COBPAHUW KOMAHAbI:
UCXO0AHASl TUMNOTE3A

PelueHne ronoBosIoMHOM I'Ip06J'IeMbI NOoX0oXe Ha ANnuTeNIbHOE CTPaH-
cTBUE, nNyTeEBOAUTENEM B KOTOPOM 6y,qu MCXoaHaqa rmnotesa.

OO6BACHUTD, YTO TaKOE UCXOAHas ruroTesa (MI'), oHa JKe TpeTuit
3JIEMEHT, Ha KOTOPBIM ONTUPAETCs MIOUCK PENEHUs CTOSAIIEH T1e-
PeA KOHCY/IbTaHTOM IIPO6JIEMBI, HETTPOCTO. YTOOB 0ObsICHEHHE
MOJyYMJIOCh TIOHATHee Ui Bac (M AJIs1 MeHs), s pa3o0bbio 3TOT
paszies1 Ha TPU 9acTH:

e OIlpeaeseHnE HCXOﬂHOfI THUIIOTE3HI,
e BBI/IBUXKEHHE HCXOAHOﬁ TUIIOTE3BI,
e IIPOBEpPKa HCXO,Z[HOfl TUIIOTES3HI.

ONPEAENEHWE UCXOAHOW TMNOTE3bI

CyTb UCXOZHOM I'MIIOTE3BI COCTOUT B IIPEJIIONI0XKEHUHN O TOM, Ka-
KOBO MOJKET OBITh pellleHue IIPOOIEMEL, IPUYEM 3TO IIPEATIOINO-
KeHHe JleJlaeTcs ellle 10 TOro, KaK Bbl IIPUCTYTIaeTe K IIOMCKY ca-
MOT0 pellleHUs. JTO 3By4UT He O4eHb IOHATHO, OAHAKO Ha CAMOM
ZieJie TAKOTO PoZa BEIllY MBI ieJlaeM PEeryJIApHO.

JlomycTuM, BBl XOTUTe HalTU pecTopaH, pacloloXeHHBIH B
TOM YacTu ropoza, I7ie Bel HU pasy He OpUTH. BeI 3HaeTe, 4yTO Ha
CMUT-CTPUT BaM Ha/|0 IOBEPHYTh Ha TpeTheM IlepeKpecTKe, a 3a-
TeM CBEpHYTb HallpaBoO Ha IIepBOM IlepeKpecTKe, U pecTopaH
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6yZeT re-To 3a yIJioM. BaM U3BeCTHO, Kak Z06paThes 10 CMUT-
CTPUT, a Aajbllle OCTaeTcAd CJIe[oBaTh onvcaHuio. [lo3apasiato —
y Bac ecTb UCXOJHas runoresal

TTouck perneHus IpobieMbl B OU3Hece CIOXKHEE ITOUCKA pe-
CTOpaHa, OHAKO CMBICI UCXOAHOM TUTIOTE3HI OCTAETCA TEM JKeE.
WT’ — cBoero pozia MmyTeBoAUTENb (MHOTAA OYeHb IIPUOIU3UTEh-
HBI), OPUEHTUPYACH 110 KOTOPOMY, BbI IPO/IBUTaeTech K pellle-
HU. Ecin ncxozHaa runoTresa BepHa, TO MOUCK pellleHUs eCTh
BCEro-HaBCero /JleTaju3anyga MapuipyTa ¢ IOMOIIbIO aHaIn3a
¢dakToB.

Jlyia mprMepa BO3bMeM y>Ke 3HAaKOMYI0 HaM aMepUKaHCKYI0
koMmmanuio Acme Widgets. IlpeamonokumM, Balla KoMaHzAa
ZIOJDKHA MIPUAYMaTh, KaK YBEJIUYUTD MPOAAKU €€ MPOAYKIIUU.
C 3TOli 11eJbI0 BB, UCIIO/Ib3Ys 3HAHUSA 0 O13Hece KOMITaHUH, Op-
raHM30BaJIM MO3TOBOM IITYPM, HO TIpeXK/e YeM MPUCTYIATh K
WHTEHCUBHOMY cOOpy U aHaiu3y GaKTOB, BB, BO3MOKHO, B CO-
CTOAHUY IIpeBapUTEeIbHO BBIIBUHYTH CIEAYIONIYI0O UCXOAHYIO
TUTIOTE3Y:

Cnocobbl YBENUYUTb NPOAAKM:

e U3MeHeHUe crocoba MPoAaX Yepe3 PO3HUUHYIO CETh;
e YCOBEPIIIEHCTBOBAHME MapKETUHTA IPOAYKIUH;
e COKpallleHVe U3/IeP)KEK Ha eIMHUITY ITPOAYKIHH.

Kaxk 6yzeT mokasaHo B CJeyIOLeM paszese, YTOObI BEIAC-
HUTh, KAKOT'O POZia aHAINU3 TpeOyeTCs I JOKa3aTelIbCTBA WIN
ornpoBepxeHus VI, KaXXABIN U3 3TUX IIyHKTOB CJIefyeT pa3buTh
Ha IIOAITYyHKTHL. [IOMHUTe, YTO TUIIOTe3a eCcTh He 6osiee YeM He-
JOKa3aHHasA Teopys, a BOBCe He roToBbIH oTBeT. Eciu VTN okasa-
JIach yAAYHOM, TO UTOrOBas Ipe3eHTalNs Pe3y/IbTaToOB IPOEKTa
IIOSIBUTCS Ha CTOJIE ¥ 3aKa34yrKa GyKBaJIbHO Yepe3 napy MecsIeB.
Eciu ke oHa HeBepHa, TO IIOCJIE TOTO, KaK BEL yOeaUTech B ee
oIIKM6OYHOCTH, y Bac Ha pyKax 6yzeT ZocTaTouHO nHGOpMaLH,
YTOOBI BBIIBUHYTH BepHYIO runoTe3y. V' TOIBKO TOrza CTaHo-
BUTCS IPOBOJHUKOM K PElIeHUI0, KOT/ZIa OHA 9eTKO CHOPMYIIH-
pPOBaHa U TakK JKe YeTKO OOrOBOPEHEI KPUTEPUH ee JOKa3aTellb-
CTBa WIN OIIPOBEPKEHUA.
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BbIJBUXEHHE UCXOLHOH rMNOTE3bI

WT ecTb MPOAYKT CTPYKTypHpoBaHus GpakToB. ClieZ0BaTENbHO,
JUTs BRIZABIKeHYs VT y Bac [o/bKHA OBITh JocTaTouHasA GpakTUde-
ckas 6asa. OgHAKO HET CMbIC/IA UCKaTh MHGOPMAIIUIO, TIPEXK/Ie
YyeM CTaHeT M3BECTHO, I/le UMEeHHO ee McKaTh. OZANH OBIBIIMH
CTapIInii MeHeKep IIPOEeKTa paccKasasl O CAeAyIomeM MeToe
BeIABMKeHUA UT™:

B Havase paboThl HaZ MPOEKTOM s CTApaloCh MepeBa-
puTh no6osbine paxkTrdeckod nHGopmanuu. g aToro
51 HECKOJIPKO YaCOB YUTAI0 MyOIMKAIUY, Kacaloluecs
OTpac/y 3aKa34yuKa, HO ZieJalo 3To He A cbopa dak-
TOB, a JJIsI TOrO, YTOOHI OIIYTUTh aTMocdepy 3Toi 0T-
paciy — ee TpodeCcCHOHAIBHBIH JKaproH, TUITUYHBIE 15
Hee Ipo6JIEMBI U T. I. 3aTeM 5 OTICKHUBAIO CPeZAU COTPYA-
HUKOB OUPMEHI TeX, KTO C 3TOM OTpacibio y:ke paboTal.
JlaHHBII METOZ II03BOJIET BXOAUTH B KypC Ziejia MaKCH-
MaJIbHO OBICTPO.

U1 BBIIBYDKEHNS UCXOAHOM TUIIOTE3H! HEOOXOAUMBI JA/IEKO
He Bce $aKThl, UMelomyecs B Hannyuu. MiHopmaruu tpeby-
€TCsI POBHO CTOJIBKO, YTOOBI Ha €€ OCHOBE COCTaBUTh Ka4eCTBEH-
HBIH 0630p oTpaciu win mpobsieMsl. Eciu mpobieMa kacaercs
Balrero cobcTBeHHOro O6u3Heca, TO Bce TpebyeMble GaKTH yiKe
MOTYT OBITB Y BaC Ha pyKaXx, ¥ BaM OCTAeTCs UX MIPaBHIbHEIM 00-
pa3oM CTPYKTypHUPOBATbh.

CTpyKTypUpOBaHue IpobieMbl HAaUMHAETCS C BBIETIEHUs ee
KOMIIOHEHTOB, WIH «KJII0YeBbIX GaKTOPOB» (CM. paszes «Ilouck
KJIFOYeBBIX (AaKTOPOB» B IMIaBe 3). 3aTeM cHOpMYIHUpPYITe IpaK-
THUYeCcKHe PeKOMEHZAINY O TOM, KaK KOHTPOJIMPOBATh KXKABIHI
13 3THX GaKTOPOB. DTA CTAAMA PAOOTH HCKIIOUUTETHHO BAXKHA.
JomycTuM, NpUOBUILHOCTD Balllero GM3Heca 3aBUCHUT OT IIO-
roZibl — WHBIMY CJIOBaMHU, ITOT0/Ia OyZieT KIF0UYeBbIM GaKTOpOM,
BJIMAIOIIMM Ha MPUOLUIb B TEKYIIEM KBapTale. B aToM ciyyae
pexoMeHzanys «Hazo MOMOIUTECS O XOpOoIIel Torofie» IPaKTH-
YeCcKO cuuTaThCs He OyZeT, B OTINYUE OT peKkoMeHgauuu «Ciie-
ZyeT CHU3UTD Hallly 3aBUCUMOCTD OT ITOTOJHBIX YCIOBUN».
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Crefyroluii mar — Ha OCHOBe peKOMeHalui GopMyIupy-
I0TCA KOHKPETHBIE 33Ia4u. UTO HYXXHO CZleaTh, YTOOBI OCyIIle-
CTBUTH Ty WIU UHYI0 pekoMeHzauuto? [IpeacraBbre cebe Hau-
60Jiee BepOATHBIE OTBETHI HA 3TOT BOIIPOC, & 3aTEM CIIyCTUTECh
elle Ha OAUH ypoBeHb. OO6AyMBIBasA KXK/AYIO U3 3aJa4, BbIAC-
HsIHTe, KaK MOXXHO /IOKa3aTh WM ONPOBEPTHYTh TUIIOTE3Y O ee
penteHny. [1o Mepe HaKOIUIEHS OIIBITA y BaC BEIpAboTaeTcs yme-
HUe 3apaHee OTINYATh J0Ka3yeMble BEIIU OT HeI0OKa3yeMbIX. DTO
yMeHHe [TOMOXXeT M36eraTh NOoNaZaHus B TYITUKHU.

[IpeAnosoXyM, PYU MTOUCKE PEIIeHUs MTPOOIEMBI, TIOCTaB-
JIEHHOM KJINEHTOM, Ballla KOMaH/Ia BbIZIEJIMIA TaKUeE KITI0YEBbIe
dakTopsl: paboTa oTAeNa IPOJaK, MApDKETUHIOBast CTPaTerusl U
BeJIMYMHA [TPOM3BOACTBEHHBIX U3/iepKeK. VX0 U3 3TOT0, BB
COCTaBWIU CJIEAYIOUINH CIIMCOK NPAaKTUYEeCKUX PEKOMEHIAINN
B KQUeCTBE UCXOAHOM r'UIOTE3bI:

Cnocobbl YBENUYUTb NPOAAMKM:

e U3MeHEeHUE crocoba MpoAaX Yepe3 PO3HUUHYIO CETh;
e YCOBEPIIIEHCTBOBAHNE MapKETUHTA IPOAYKIUN;
e COKpallleHVe U3JiepXKeK Ha eIMHUITY TTPOAYKIUH.

Urak, nepBbIM ZesloM 0OpaTUM BHUMaHHe Ha paboTy oTze-
JIOB IPOZiaX. JIOIyCTHM, 3TH OTZeJIbl OPraHW30BaHHI 110 reorpa-
¢duaeckomy npuHiumny (CeBepo-BocTouHsli perrnos, CpesHear-
JIAHTHYeCKUH pernoH, FOro-BocToYHbIN PErvoH U T. /1.) Y 3aHATEHI
IIOCTaBKOM IIPOJYKIINHI PO3HUYHBIM IIPOZABLIAM TPeX TUIIOB: 3TO
CyTiepMapKeThl, yHUBepCalbHbIe U ClIeNaIN31POBaHHbIe Mara-
3UHBI. Bamra koMaH/a BEIBUTAeT UCXOAHYIO TUIIOTe3Y: 1JIA yBe-
JndeHus 06beMa IpoaK MPOAABIIOB CIEAYeET CrPYIIUPOBATh He
reorpaduvecky, a o TUIIaM KIMeHToB. Terepp Bamia 3ajadya —
IIPOBEPUTH 3Ty TUIIOTE3Y.

Kak ee moATBepANUTh WK ONpPOBeprHyTh? IIpexze Bcero
MOJKHO HU3YYUTh 00bEM IPOJAXK, IPUXOAAMINNICA Ha KaXKABIN
THUII KJINEHTOB. ECIy oKa)keTcs, 9TO MPOJaKK CyllepMapKeTam
B CeBepo-BoCcTOYHOM pervoHe BhIIle, YeM B IPYTHUX PETUOHAX,
Y BBIIIIE, YeM IIPOJAKU ABYM APYTYIM THUIIAM KJINEHTOB, IIOIIPO-
OyiiTe yCTaHOBUTH MPUYMHY. Hanpyumep, U3 pasroBOpoB C TOp-
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TOBBIMH TIpeAcTaBuUTeNIMH Acme Widgets BBl BBHIICHUTE, YTO
UM ropasZio Jiydllle, 4eM JPYTUM pervOoHaIbHBIM I'pynnam, ya-
eTcs paboTaTh ¢ cyniepMapKeTaMu. B TakoM citydae He 6yeT Ju
pasyMHee OTZaTh 3TUM TOPI'OBBIM IIpe/CTaBUTEIAM KOHTPOJIb 3
MTOCTaBKaMH MPOAYKIIUY BCEM CyIlepMapKeTaM CTPaHbI, YTOObBI
MIPOZAYKU 3TOMY TUILY KJIMEHTOB BEIPOC/IM IToBceMecTHO? Kak aTo
JelicTBHE OTPA3UTCA Ha OOIIUX MPoAarkaX KOMIAHUM?

B pesynbraTe Takoro pozia paccy:kieHui BO3HUKAET «JJepeEBO
3aZlau», KaK ero Ha3eiBatoT B McKinsey. OTo iepeBo CTPOUTCS TaK:
BHI OepeTe UCXOJHYIO TUIIOTE3Y, COCTABJIIeTe pEKOMEHJAIIUY U
rozipaszenseTe UX Ha 3alauu. B uTore nmosydaeTcsa KapTUHKa Ha-
moZ00ve IPUBEEHHOMN HITKE.

C mocTpoeHHeM «JepeBa 3aZjau» y Bac B pyKax IMOABJIAETCA
IUTaH JeWCTBUH 110 pellleHUI0 UCXOAHOU mpobiemel. J[o 3Toro
MOMEHTa OOJIBIINX CIOKHOCTEH BO3HMKATh He JOLKHO. OHHU
HaYMHAIOTCS, KOTZja BBl HAUHETE KOMaTh ITybiKe, YTOOBI JOKa-
3aTb UT.

Mpumep «aepesBa 3apay» gna Acme Widgets

Peopranusaums
0TAEN0B NPoJax
M3meHeHne MoBbiweHWe
CTpaTernu npojax KBaMdUKaLnn
npoAaBLOB
Crparterus
NPOABUIKEHNS
NPOAYKUNK

KayectBo
npoAyKUUU

YBennuenue YcoBepLieHCTBOBaHKE

YnakKoBKa
o6bema npojax MapKeTHUHra

PeknamHas
cTpaterus

HoBble
MCTOYHUKM
Cbipbs

CoKpalleH1e usaepmex Mpouecc
Ha eAWHWULY NPOAYKLMM NpOK3BOACTBA

Cuctema
aucTpubyunu

NANNNNMNANN
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NPOBEPKA UCXOHOH rMNOTE3bI

[pexzie YeM ZeiCTBOBATh COIVIACHO MOJIy4YeHHOMY IUIaHy, He-
JIMIIIHE ellle pa3 TIIATeIbHO NPOAYMATh HaIlly UCXOAHYIO THIIO-
Te3y. SIBJIsIETCA JIM OHA HAWIydIllel U3 BCeX TUMIOTEe3, KOTOPhIE
MOJKHO BBIIBUHYTh Ha OCHOBE 3HaHUI 00 OTpaciv, O KJIHUEHTE
WJIM KOMITAaHUU? Bee Jii cTOpOHBI TPO6IeMBI TPUHATHI B PACYET?
Bce st pakTOpHI IOMANU B TI0JIE 3peHus? Bee iu pekoMeHam
MIPaKTUYECKU OCYIIIeCTBUMBI?

Paccka3sbiBasi O BBIIBIXKEHUH UCXOJHOM TMITOTE3bI, 5 TOBOPII
«Ballla KOMaH/Ia» BMECTO «BEI». JleJI0 B TOM, UTO, KaK CBU/IETEJb-
CTBYeT OMBIT (He TOJBKO MOW, HO U OIBIT JPYTUX COTPYAHUKOB
McKinsey), NCXOZHbIE THITOTE3bI, BBIZIBUHYTHIE B pAMKaX KOMaH/I-
HOU paboTHI, Yallle BCero OGBIBAIOT HAMHOTO CHUJIbHEE TUIIOTES,
BBIIBUHYTHIX OTZAEIbHBIMHU JIIOAbMHU. [louemy? Bo3aMoXKHO, IIpU-
YMHA KPOETCS B TOM, YTO B OJMHOYKY HaM TPYZAHO KPUTUYECKU
OTHOCHUTBCS K COOCTBEHHBIM MBICJIAM. JIJIs1 3TOTO HYXXKEH B3IJIAZ
CO CTOPOHBL. Hawrydimmm CTUMY/IOM JJIST MBIIUIEHUS SBJISIETCS
paboTa B IpyIINe U3 TPEX-YEThIPEX COOOPA3UTETHHBIX JIFOJEH.

Hrtak, Korzia KoMaH/a 3aiiMeTCs BbIZIBXKEHUEM HCXOJHOM TH-
IOTe3bI O pellleHny TPOOJIEMBI, TyCTh KAXKABIH YYaCTHUK IPe-
JIOXUT COOCTBEHHYIO ee Bepcuio. [Ipu 3TOM JIFOAM JOJDKHBI CTa-
paThCs HE TOJBKO CTUMY/IMPOBATh MBIIUIEHUE APYT APyTa, HO U
KPUTHUYECKU OLIEHUBAaTh BO3HUKAIOIUeE uen. Eciiu BBl pyKOBO-
JUTe KOMaH/IOM, TO JOJDKHBEI KOHTPOJIMPOBATH MTPOLECC KOJLIEK-
THBHOTO MbINIUIEHUA. HayynTech CMOTpPETH Ha BCE, O YEM T'OBO-
PUTCS, CO CTOPOHBI — CIIpaIIUBalTe: «A 4TO, €CIM U3MEHUTD
3TO, MOATOJKHYTb TO, IPEACTABUTh CUTYAIUIO C IPYyTrOd TOUYKHU
3peHUs?» Pasymeercs, KOJUIEKTUBHOE MBIILIEHHE HEN30EKHO
COIIPOBOXKAETCS W MyCTHIMU Pa3roBOPaMu. DTO COBEPIIEHHO
HOPMAJIbHOE SIBJIEHUE, TI03TOMY CTapaiTech UCIOIb30BaTh BCE,
YTO TOATAJKNUBAET MBICJIb B HY’KHOM Harnpasienud. (B miase 9
MBI IOZIpOGHEE OCTAHABIMBAEMCS Ha PUEMAxX U METOZAX Opra-
HU3AIUU KOJUIEKTUBHOTO MBIIUIEHUS. )



[(naBa 2

KaK npaBMnbHO BbICTPOUTD
noaxoj K npooéneme

AGCTpaKTHOE 3HaHWe 0 TOM, Kak B McKinsey peluatoT npo6aemsl, ele
He O03Ha4aeT, YTO Bbl, BOOPYXKUBLUUCb 3TUM 3HAHUEM, NoNAeTe 3a-
BOEBbIBaTb MUP. [1BYX OANMHAKOBbLIX NP06/ieM He BGblBaeT — KaxKaylo
HY>XHO peluatb UHAWMBUAYaNbHO.

B aTOM rnaBe A paccKaxy, Kak KoHcynbTaHTbl McKinsey noaxo-
[AT K peLleHunto Npo6aemsbl, a Takxe JaM HECKOJIbKO COBETOB O TOM,
KaK MaKcMMalibHO 3QHEKTUBHO NPUMEHATL Ha MPaKTUKE METOAUKY
NMOUCKa peLleHns.
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MPOBJIEMA HE BCEr 1A OYEBUHA

KnueHT onucbliBaeT BaM cBoto npobnemy. OgHaKo npexae yem 6po-
caTbCs ee pelwaTtb, ybeamTech, 4TO UMeeTe AeNo C HacTosWwen, a He
Kaxyliencsa npobnemon. BnonHe BO3MOXKHO, YTO HacToslwas 6yaeT
COBCEM MHOM, YeM Ta, ONMUcaHne KOTOPOW Bbl NOSIYYUIN.

Mo cioBaM 6bIBIIETO KOHCY/IbTaHTa McKinsey, paHee paboras-
1LIero HayYHBIM COTPYAHUKOM, IIPOIIECC IIOMCKa PEIIEHUs CBOEH
KOMIUTIEKCHOCTBIO ITOXOJK Ha JledeHre 6osie3Hu. BonbHOM HUzeT K
Bpavy U TOBOPUT, UTO y HETO, CYZAs MO BCEMY, TPHUIIL [Ipu aTOM
OH IepPeYUCIISIET CUMITTOMBI: TIEPIIUT B TOpJIe, 6OIUT FOIOBA, Te-
4eT u3 Hoca. OZJHAKO Bpay He CTaHET CJIETO AOBEPSITh MHEHUIO
60sbHOTO. OH U3YYUT UCTOPUIO OOJIE3HU, 33/1aCT HECKOIBKO BO-
MIPOCOB U TOJIBKO 3aTe€M MOCTaBUT JUATHO3. Y OOJIBHOTO MOXET
OBITH TPUIIL, IPOCTYZA WIN HEUTO IOCepbe3Hee, OJHAKO B JIIO-
60M ciydae Bpay He CTaHeT IPUHUMATh Ha BEPY TOYKY 3pEHUs
camoro 60JIbHOTO.

Pabotas B McKinsey, Mbl yOeIUINCh, YTO KIUEHTH YMEIOT
CTaBUTh cebe AuarHos He Jy4iie 3Toro 60spHOro. Yaiie Bcero
OHM MIPUXOAVIIU K HaM U OIKCHIBAJIN CBOU MPOGIEMBI B CAMBIX
TYMaHHBIX BbIpa)XKeHUsx. Harpumep, MOH caMbIii TIepBBIN MTPO-
eKkT B ®upmMe GBbLT MOCBAIIEH «IIOBBIIIEHUIO TPUOBUIN» UHBE-
cTUIMOHHOTO 6aHKa B Hpio-Mopke. Takas GopMyTHpOBKa
mpobsieMbl HaltoMUHaMa 60JBHOTO, KOTOPBIH IIPUIIE] K Bpady
U ckasai: «§I cebst IUIOXO YYBCTBYIO». MI3BeCTeH ciydaii, Koraa
KoMaH/1a KoHCybTaHTOB McKinsey 3aHsmach O1eHKOH BO3MOXK-
HOCTel paciupeHus 6ru3Heca 0HOTO U3 MMoApasAeIeHuil po-
U3BOJCTBEHHOU KoMnaHuu. CIyCTs HECKOJIIBKO HeZlelb, TOTpa-
YeHHBIX Ha cOOP U aHAIU3 JaHHBIX, KOMaH/Ia IIPUIILUIA K BEIBOAY,
YTO BMECTO PacCUIMPEHHUs 3TOMY IOAPa3/eIEHUIO HaZIo CPOYHO
3aKpBIBAThCA.

ECTb TOJIBKO OAVH CIIOCO0 yY3HATh, HACKOJIBKO peabHa Mpo-
6yieMa, PEIINTh KOTOPYIO BaM IPEJIOXUIN, — 3TO KOMAaThb
my6xe. CobupatiTe GpakThl, 3aZlaBaiiTe BOIPOCH], CYHTE Be3/e
CBOIf HOC. JIOBOJIBHO OBICTPO BhI YOEAUTECH, YTO JABUTAETECH
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