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bnarogapHocTH

Ora KHUTA He OABWIACH OBl Ha CBET 6€3 MOMOIIIY, COBETOB U IO/
JIEP’KKH CO CTOPOHBI MHOTHIX JIFoZieli. [Ipexxzie Beero 51 xody rmobia-
rogaputh JLKyu Yuz, IOMOraBIIyo MHe B paboTe, U TUTEpaTyp-
Horo areHTa JlsHuerna 'puHb6epra, yCHIMsaMy KOTOPOTO HaIlTMCaHHe
KHUTH [IPOZIBUTANIOCH BIlepes. Takke A 6arofapeH pefakTopy
Mbapu I'71eHH 1 BceM COTpyAHUKAM ClelNalu3upoBaHHON KHUTO-
nzzparenbckol rpymisl McGraw-Hill 3a vx Bepy B ycex 3Toro mpo-
€KTa U aKTUBHOE y4acTHe B €ro OCyLIeCTBIeHNHU. fl IpUusHarTesieH
CatimoHy KapHy, okazasiieMy MHe HeOolleHUMYIO IIOMOIIIb B OIIH-
canuu npuHnuna BUCH, a taxke Azamy Tonzy, 6eceapl ¢ KOTo-
PBIM MHTEJUIEKTYaJIbHO CTUMYJIMPOBAIX MEHA Ha IIEPBBIX 3Tarax
HaImMcaHWA KHUTH. §1 6y1arofapio U CBOUX poguTenell AMpaMa U
Po3y Pacuern 3a ux TepreHue u noazep:xky. Hakoner, s mry6oko
6naropapes teM 6bIBIIMM coTpyzHMKaM McKinsey, KoTopsle 1mo-
JIeIWINCh CO MHOM CBOMMMU 3HAHMAMU U ONIBITOM. bes mx nomomniu
s HUKOTZ)a ObI He CMOT HaIlMCcaTh 3Ty KHUTY. DTo KpucTiHa JHci-
coH, D16 binetibepr, I'pui Epebax, Tom Bapk, Dpuk Xapr, [xei-
coH KietiH, Xamuin MakzepMoT (OH 3HaeT, CKOJIb MHOTUM f eMy
o6s3aH), Cet Pagyesu, xedd Cakaryuu, Yaciu Caug, Jpro CMur,
Crro3aH TosnHY, a TaxKe MHOTUE JpyTUe, 110 TEM WIU UHBIM IIPU-
YMHAaM [10XKeJIaBIINe COXPAHUTh AHOHUMHOCTb.



BBepgeHue

PaccmatpuBanTe aTy KHUIY KaK COOPHUK OTAENbHbIX cTaTen. VX Bo-
BCE He 0653aTeNbHO YUTaTb NO NOPSAAKY — Pa3yMeeTcsl, €CNM TONbKO
nocnegoBaTtenbHOE YTEHME He ABNSETCS 415 Bac NPeAnoYTUTENbHbIM.
Bo3MoKHO, KOMy-TO 6yaeT yaobHee 03HAaKOMUTLCS C OrflaBiEHNEM
KHWUIM M NPOYUTaTh TOSIbKO 3anHTEPECOBABLLME E€r0 pa3aenbl.

0 MCKINSEY

s Tex ynTareseii, KOTopble enje He 3HakoMEI ¢ McKinsey & Co,
S BKpaTIle pacckaxky ob aToit opranusanuu. COTpPyAHUKH KOM-
naHuu (Kak OBIBIIVE, TaK W HBIHEIIHVE) HA3bIBAIOT €€ IIPOCTO
«dupma». OcHoBaHHasA B 1923 rozy, McKinsey co BpeMeHeM Iipe-
BpaTUIach B CaMyIO YCIEIIHYI0 B MUpEe KOMITAaHUIO B 06J1aCTH
CTpaTernyecKoro KoHcauTuHra. B Hacrosmee Bpemsa McKinsey
uMeeT 75 OTZeJIeHHi B Pa3HBIX CTpaHaxX MUpa (M 3TO YUCIIO O-
CTOSIHHO PacTeT), a ee IITaT HAaCYUTHIBAET OKOJIO YETHIPEX C IO-
JIOBUHOM ThICSY criennanucTtoB. XoTs McKinsey u He siBiseTcs
caMo¥ KpPYMHOM M3 KOHCAJITUHTOBBIX KOMIIAaHUU Mupa (HeKo-
TOphIe OyxranaTepckue GUPMBI 0OCTY:KUBAIOT TOpaszZo 6osblie
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KJINEHTOB), OHa, BHE BCAKOT'O COMHEeHUA, caMas IIpecTKHAA U3
Hux. ®rpma KOHCYIBTHPYeT OOIBIIMHCTBO KOMITAHUI U3 CIIHICKA
Fortune 100, mecTHble u deAepanbHble opraubl BiaacTu CIIIA,
a Tak)Ke IMPaBUTENbCTBA Apyrux crpaH. McKinsey — 310 6peHg,
XOPOIIO U3BECTHHIN B MeXKAYHAPOAHBIX /IeJIOBBIX KpyTax.

Heckonbko cTapmux naptHepoB McKinsey cHHCKaIN BCeMUp-
HYI0 U3BeCTHOCTb. JIoya/u1 BpatiaH 65U1 COBETHHKOM BaHKOBCKOTO
xomuteTra CeHata CIIIA 110 yperyJupoBaHHUIO KPEAUTHOIO KpU-
3uca. Keautu OMmae, HezjaBHO yieAmuii u3 ®upMel, Hamvcal He-
CKOJIBKO KHUT 110 MEHEPKMEHTY U GyTypoIoruu, cTaBmnx 6ect-
cesutepamu B flnoHuu. I'ep6 TeHiyiep paboTan SKOHOMUYECKUM
COBeTHUKOM KaH1iytepa ['epmanuu l'eibmyTa Kosisd. A HeKoTOpEIe
6b1BIIME coTpyaHuKY McKinsey cHUCKaIM U3BECTHOCTH ellle 60JIb-
IIy10, 3aHAB BBICOKHE JIODKHOCTH B KPYITHEHIIINX MUPOBBIX KOM-
naHusax. HazoBeM juirb Tpoux: aTo ToMm [Tutepce, Typy B obactu
yIIpaBJI€HUA U OAUH W3 aBTOPOB KHUTHU «B ITOMCKaxX COBEpLIEH-
CTBa», mpe3uzieHT American Express Xapseii [o1y6 u mpe3uZieHT
KoHodenepanyy 6pUTaHCKUX TPOMBIIUIEHHUKOB Aziep TepHep.

YTob6Bl yAepKUBATHCS Ha BepLIMHE MUPOBON HEpapxuul
(11 6BITH B COCTOSTHUY 3apabaThiBaTh 6oblIHe AeHbru), Pupma
MpUIJIAIIaeT Ha paboTy TOJNBKO JYYIINX BEITYCKHUKOB OU3HEC-
mkos1. OHa 3aMaHUBaeT UX BRICOKUMU OKJIaZIaMH, IIepCIIeKTUBOM
CTPEeMUTEIBHOI'0 KApbepHOT'0 PocTa (KOTOPHIH 3aBUCUT UCKIIIO-
YUTEJIHHO OT CIIOCOOHOCTEN YeIoBeKa), a TAK)Ke BO3MOXKHOCTBIO
TeCHO 06IIATHCA C AIUTOH ZieyI0Boro Mupa. B o6men ®upma tpe-
6yeT, YTOOBI COTPYAHUK CTaBMJI UHTEPECH KIMEHTOB IPEBBIIIE
BCETO OCTAJILHOTO, CTPOTO COOJIOfA KecTKue rpaduku (u3-3a
KOTOPBIX OH MHOI/IA 110 HECKOIbKO MecAlleB He BUAUT CeMbI0) U
paboTan MakcuManbHO 3¢ deKTUBHO. I TEX, KTO CyMeeT BhI-
Jepkath npuHATHE B McKinsey ctaHzapTsl, IpoABMKEHHE 10
cryx6e OyzeT JeHCTBUTENBHO GBICTPHIM, & B OTHOIIEHHH JIIO-
Jlelt, 3TUM CTaHZapTaM He COOTBETCTBYIOIINX, eHCTBYET CTPO-
ruit IpuHIUN «PacTu Win yxoau».

Kax u sirobas kpenkas opranuzanys, dupma nMeeT pa3BUTYIO
KOPITIOPaTUBHYIO KYJIBTYPY, KOTOPast 3MKAETCs Ha OOLIVX IIeHHO-
CTSAX Y OTIBITE COBMECTHOM paboThl. Kaxkp1ii coTpyAHUK PUpMBI
IIPOXOAUT Yepe3 Te XKe TPEHUHI'M U TOYHO TaK K€ 3aCH>KUBAeTCA
JloTI03/iHa B oduce, YTO U OCTaTbHBIE COTPYAHUKU. Ha B3z
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mocToponHero, ®upMa BHIIVISIAUT HEIPUCTYITHO-MOHOJHUTHOMN
CTPYKTYpPOI, ¥ aBTOpP OAHOM HEeJABHO BHIIIEANIEN KHUTH IO
yIIpaBJIeHYeCKOMY KOHCAITHHTY Aake cpaBHI McKinsey ¢ op-
JIeHOM He3yuToB. Ha caMoM JieJie JIUIIO ¥ 3TOM KOMITAaHHH BIIOJTHE
YeJI0BEYECKOE, U 1 HAZIEIOCh, YTO MOsI KHUTA IIOC/IYKUT JTUITHIUM
MTOATBEPXKAEHUEM STOMY.

YV corpyaHUKOB PUPMBI CJIOKHUICA COOCTBEHHBIHN KapToH,
TOJTHBIN ab6peBuaTyp Tuna EM, ED, DCS, ITP, ELT, BPR u T. 1.
KoHCy/IbTaHThI IPUBBIKJIN HA3bIBATh IPOOJIEMBI U 3a/ja4u, KO-
TOpPBIE OHU PEIIAIOT, «IIPOEKTaMHt». 3aHUMAsACh «IIPOEKTOM»,
xoManza McKinsey uiner «kiodeBbie GaKTOPhI», YTOOHI «1006a-
BUTb CTOMMOCTb». Kak 9T0 Jalrie Bcero 1 ObIBAa€ET C 3KaproHOM, OH
WUrpaeT poJib BepbaibHOM cTeHorpaduu — MHOTHE U3 IIPHHATHIX
B ®rpMe TEpMUHOB OYAYT MOJIE3HBI CITEI[UATIICTAM APYTUX KOM-
MaHWi He MeHbIIle, YeM OHHU IT0JIe3HBI COTpyAHUKaM McKinsey.

Kak u mo6ad gpyrag MOIylecTBEHHas OpraHU3aLud,
McKinsey c/10)KHO ycTpoeHa. I HaZleloCh, YTO MOSI KHUTA TIOMO-
JKET IIPUIIOAHATD 3aBECY TANHCTBEHHOCTH, KOTOPasi OKPY>KaeT
9TY KOMIIAHUIO, U YATATENb CMOXKET YBU/JETH CO BCEM SICHOCTBIO,
Ha 4eM OCHOBaH yCIIeX ee OM3Heca.

05 3TOW KHUTE

KHura cocTouT U3 IsiTH 4acTell. B mepBbhIX Tpex s paccKasblBalo,
Kak coTpyzHukH McKinsey HOAXOAAT K MpobieMaM U UIIYT UX
pelleHusi. DTU TPU YacTU — OCHOBA KHUTH, U 5 YBEPEH, UTO
KaK/IbIH YUTaTe b HAM/IET B HUX UHTEPECHBIE /I HETO PA3JeThl.
B yeTBepTOIi YaCTH 51 paCKPHIBAI0 HECKOJIBKO CEKPETOB TOT0, KaK
cotpyaHuku McKinsey cripaBifroTcs co cTpeccaMu Ha paboTe.
B aToOli yacTu HalizeT Ay ce6s1 MHOTO MOYIUTEThHOro (MM 110
KpaiiHeli Mepe JII0O0IBITHOT0) JIF000I COBpEMEHHbIH OU3HECMEH.
HakoHel, B IATOM 4aCTH 51 paccKa3bIBalo O [MIaBHBIX YPOKaX, U3-
BJIEYEHHBIX 32 BpeMs paboTel B dupMme, M IPUBOXKY BOCIOMUHA-
HUsA ee OBIBIINX COTPYAHUKOB.

B KHUTe 5 paccKa3blBal0 O TOM, KaK C/leIaTh CBOIO paboTy
MakKcUMasibHO 3G deKTUBHON. Ha ee cTpaHUIIaX ONKCAHBI IIPAK-
THUYeCKHe METO/bI PeLIeHHs IPO6JIEM C TOMOIIBIO CTPYKTYPHUPO-
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BaHMA U aHanu3a GakToB. BEITOAY OT C/le[0BaHUA IPUHATHIM B
McKinsey MeTozaM oIy TUT 1106011 YeToBeK, 03a604YeHHBIH BhI-
’KUBaHUEM B [DKyHIVISIX COBPEMEHHOTO Ou3Heca.

Eciu BBI — PyKOBOAUTENH KOMIIaHUH, OOpaTHBIIENH s 3a HO-
MoIIIbI0 K KoHcynbTaHTaM McKinsey wiu Apyroit KoHCaJTHHIO-
BOH GUPMBI, MOsI KHUTA JACT BaM IIpeJCTaBlIeHUEe O TOM, YeM
3aHHUMAlOTCA 3TU CTPaHHEIe JMoAU. XO0TA KakJasd KOHCAJITUHIO-
Bas pupma umeet (WM yTBEPIKJAET, YTO UMEET) CBOU COOCTBEH-
HbIe METO/BI PAOOTHI, CYTh YIIPAaBIEHYECKOT0 KOHCAIITUHTA Be3/le
O/IHA U Ta K& — 3TO OO'beKTUBHBIN B3IVIAJ HA CUTYAIUIO, CJIO-
JKUBIIYIOCS ¥ KJIMEHTa. BIIoJHe BO3MOXKHO, YTO ZIpyrre GUpMbI
paboTaloT coBeplIeHHO HHaue, yeM McKinsey, ofHaKO MEIIILTe-
HU€ X KOHCYJITAaHTOB YCTPOEHO aHAJOTMYHBIM 06pa3oM.

B OCHOBY KHUTH ITOJIOXKEH MO OIBIT PaOOTHI INTATHBIM KOH-
cyneranToM McKinsey B 1989-1992 rozax. 3a aTOT Iepuoj g
y3HaJI KoJloccalbHOEe MHOXKeCTBO Belllel, HO Jjaxke 3TU 3HaHUA
He OMOTJIY ObI MHE OIIMCATh CKOJIbKO-HUOY/Ib IIOTHEIM 06pa3oM
MIPUEMBI U MeTOABI paboTel coTpyzHUKOB McKinsey. K cuacTsio,
B 5TOM MHe IIPUIIUIN Ha ITIoMo1Ib. B npoliecce HanucaHusa KHUTU
51 6eceZloBaJI C AecATKAaMU ObIBIINX KOHCYJIBTAHTOB, MEHE)KEPOB
U mapTHepoB ®UPMBI: UX 3HAHUA U OIBIT IOMOIIN 3aIIOJHUTh
po6esIbl B MOMX COOCTBEHHBIX 3HAHUSAX.

0 KJIMEHTAX

CJIOBO «KJINEHT» BCTPEYAETCs NMPAKTUYECKH B KaXXJOM pas-
Jiesie KHUTH. [T0CKOJIBKY s IIHIIY C TOYKH 3PeHUsI KOHCY/IBTaHTa
McKinsey, oz KJIMEHTOM MMeeTCs B BUJY OpraHMU3alysd, 3aKa-
3aBIIas MOUCK PELIEeHU I TOU WX WHOHN IpobIeMBbl, ¢ KOTO-
PO¥i OHa CTOJKHY/Ach. ECIM BBI He ABJIAETECh KOHCYIBTaHTOM,
TO B CTPOT'OM CMBICJIE CJIOBA KJIMEHTA y Bac HeT. OfHAaKO JaHHYIO
CUTYyaIMI0 MOXKHO PacCMaTPUBATh IO/, IPYTUM YIJIOM: KJIUEH-
TOM B TaKOM CJIy4ae sSIBJsIETECh BbI caMy (VUIU Ballla KOMIIaHUS).
VIHBIMU CIOBaMH¥, KJIMEHTOM BBICTYIIAeT JI00asi opraHu3anus,
pobieMy KOTOPOH BbI pelllaeTe, IPU 3TOM BBl MOXKETe OBITh KaK
€e COTPYZHUKOM, TaK U IIPOCTO SKCIIEPTOM, IPUIJIALIEHHBIM CO
CTOpOHBL. Bosiee TOTO, €M BBl HAYHETE PACCMATPUBAThH CBOIO
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COOCTBEHHYIO KOMITAHUIO B KaUeCTBE KJIUEHTa, TO IIPUMEHEHUE
Ha MpaKTUKe OIMCAHHBIX B KHUTE€ METOJ0B OKa)KeTCs IS Bac
ropaszo 6oJiee JIeTKOH 3aJavel.

* ok ok

OgHa 13 IMIaBHBIX 06pojeTeseli coTpyaHuKoB McKinsey —
yMeHUE XpaHUTh ceKpeThl. Pupma TIaTeapHO 3a60TUTCSA O 3a-
mTe KOHPUAEHITMATbHOCTH. Kak 1 11000 Jpyroi KOHCYIbTaHT
McKinsey, s 06s13aJics He pasmiaiarbh KOHGUIEHITUATbHYIO0 UH-
dopmaruio o PupMe U ee KIMEHTaX Jaxke MOCJEe YBOJIbHEHNA.
TTocKOJIBKY 51 He cobrparoch HapyllaTh B3sToe Ha cebs 0b6s3a-
TEJIbCTBO, OOJIBITMHCTBO TPUBEAEHHBIX B KHUTe HA3BaHUH U JINY-
HBIX UMEH U3MeHEeHHI. Kak s yKe cKasas, 3Ty KHUTY He 00s13a-
TeJIbHO YUTATh [TOC/Ie[0BATEIHPHO — €€ MOXKHO PacKphIBAaTh Ha
J1I000M MecCTe, CJIOBHO KOPOOKY C IIOKOJaAHBIMU KOHpeTamMu.
Kakoii 6561 criocob 4TeHUs BBl HU BBIOpasH, 1 HaZfeloCh, YTO Ha
3TUX CTPaHUIAX KKABIM HaizeT Ansa cebs 4To-HUOYAb UHTE-
pecHOe U TI0JIE3HOE.
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Kak B McKinsey noaxoaar
K peLueHuIo npoonem

HeamenvHocms McKinsey cocmoum 6 peweHuu npob.iem
KomMnaHuii-kiueHmos. KoHCyibmarnmasl KOMNAHUU UCNbIMbI8AIOM
Hacmosiugyro 110608b K peuleHuto npobaem. Bom kax 06 amom cka-
3an 00uH U3 OblewUXx MeHeddcepos npoekmal:

Pewenue npobrem — 3amo He uacmb gauleil pabomsl 8
McKinsey, a cama paboma kak makoseas. IIpedcmasvme,
ymo 8bL cmompume 80kpye cebs, dymas Moavko 06 00HOM:
Kak umo-Hubyosb clenams Jydule, Yem OHO ecmb? Baut gHy-
mpeHHUIL 20710¢ NOCMOSAHHO cnpawusaem: «[lTouemy mo wnu
amo cdenaHo mak, a He uHaue? MoxcHo aiu e20 cdeiams eiye
JyuLe?s» Y 8ac 0onxcHo 8blpabomamacs ckenmuueckoe OMmHo-
wieHue KO 8ceMy Ha caeme.

B nepeotl uacmu KHuzu MblL pacckaxcem, kak compyoruxu dupmol
nooxo0sim K pewleHulo npodiem, ¢ KOMopbLMU CMAAKUBAOMCS
ux kaueHmsl. Mbl nokaxcem, kak cobupams u cmpyKmypupo-
s8amb akmobl, Nposepsims 2unome3swl. B amoil uacmu evt no3ua-
KOMUMeECh C 2JIA8HbIM MemOoOOM NOUCKA PeuleHUs, NPUHAMbIM
8 McKinsey, u y3Haeme HeckKOIbKO NPABLLL, NOMO2AXOUUX IMOM
Memoo NPpUMeHAMb.

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






naBa 1
MocTpoeHue pelleHus

Kak nssectHo nto60oMy KoHcynbTaHTy McKinsey, npouecc noncka pe-
WeHWS MMeeT TPHU OCHOBHbIE YepTbl. PeweHne npobaemsbl, NocTas-
NEeHHOM KIIMEHTOM, AOMKHO:

« onuparbesa Ha daKTbl;

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

M3 3ToM rnaBbl Bbl y3HAETE, YTO O3HAYatOT JaHHbIE YepTbl M KaK
3HaHWE O HMUX NOMOraeT peluaTb Npobaembl B lO60M GU3HeECeE.

1 Jlns corpyauvikoB McKinsey unciio Tpu — BoseGHoe. Bee, 4To 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, ycasimure: «EcTh
TPU NIPUYUHBI 3TOT'O fABJIE€HUA...» HakoHell, MaKKUHCHUEeBCKasA uepap-
XU lleHHocTel (0 Hell BBl YCJBIIIUTE Aasblile) TOXXe TPOUYHA: «KJIU-
eHT, Pupma, BbI».
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OAKTbI — YYWUE APY3bA KOHCY/IbTAHTA

PaKTbl — 3T0 KUPMMYMUKK, KOTOPLIMU BbIKNabliBaeTcs Jopora K pe-
LeHKWIo NpobieMbl, NO3TOMY paKToB 604TbCA HE HAAO.

Pentenuie mpobiieMbl HaunHaeTcst co cbopa GpakToB. B mepBreIit
JileHb paboThI Ha/l IPOEKTOM YWIEHbI KOMaH/Ibl IIPOCMAaTPUBAIOT
MHOJKECTBO CTaTell U MaTepuajoB BHYTPEHHUX UCCIEI0BaHUMN
®dupMmbl. 3aTeM Ha TIEPBOM COOPAHUY KaXKbIH KOHCYJIBTAHT CO-
ob1aeT o HaliZieHHBIX UM (QaKTax, KOTOPhIE POJHMBAIOT CBET Ha
TOT WM UHOM aceKT npobseMsl. [Tociie 3TOro KoMaHza BBIIBU-
raeT UCXOAHYIO TUIIOTE3Y O TOM, KaK MOXKHO PEIIUTb CTOSIIYIO
repes HUMU IIpo6JIeMY, U IIPUCTYIIAeT K c60py GaKTOB, KOTOPHIE
TIOAKPEILISAIOT WA OIPOBEPTaIOT TY TUIIOTESY.

HoBblii COTPYZHUK HaUMHAET CBOIO paboty B dupme c TorO,
YTO y4yuTcs cobupath M aHanIu3upoBath ¢pakThl. IIo cioBam
OZIHOTO OBIBIIETO CTAPIIEro MeHe[Kepa MpoeKTal:

Eciv BBIHECTHU 3a CKOOKM BCIO YTOHYEHHO-UHTEJIEK-
TYaJIbHYI0 TEPMHUHOJIOTHIO, KOTOPO# TEPETOIHEeH MPOo-
1ecc npuHATHA pelitennii B McKinsey, To 06HaKUTCA eT0
CyTh — TI[ATeIbHBIN, KPOTIOTIUBBIN aHAMNU3 BCEX dJIe-
MEHTOB MPOBJIEMBL B COYETAHNU C SHEPTUIHBIM CO0POM
¢daxToB.

[ToueMy aKTBI UTPAIOT HACTOIBKO BaXKHYIO POJb B pabore
McKinsey? Ha 3To ecTb Be IpUYHMHBI. Bo-1IepBBIX, GaKTH KOM-
MIEHCUPYIOT OTCYTCTBUE IIPAKTUIECKON HHTYUINH (06 3TOM CM.
paszen «KaxJplli KIMeHT YHUKaJIeH: He ObIBaeT MabJIOHHbIX
peleHu» Bo BTOPOIi IMIaBe KHUTH). BOJIBIIMHCTBO COTPYAHU-
koB McKinsey — cnenpasycTsl ITUPOKOTo IPOQWISA: OHU 3HAIOT

1 Crapummii meHemxep npoekTa (SEM, Senior Engagement Manager) —
JIOJKHOCTD, 3a49aCTYI0 SKBUBaJIeHTHaA 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 06 0UYeHb MHOTOM. [10 Mepe HAaKOIUIEHUS OIBITA U
TIPOABMIKEHUS IO CIYKEOHOM JIECTHUIE OHY HAYWMHAIOT 3HATh
MHoOro 06 oueHb MHOroM. Ho Zia’ke Torza oHU Bce paBHO OyAyT
3HATb TOpa3Zio MeHbIlle, CKaXKeM, O METOZAX XpaHEHHUS CKOPOIIOP-
TAIIUXCA MPOAYKTOB, YeM CITELIMaIHCT 110 ONITOBHIM OTlepalisAM
C IeCATHIETHUM CTakeM paboTHI B cymiepMapkere. Eciu y aToro
CreIraanucTa BO3HUKAET MpobieMa, TO OH HaXOJUT pelleHre ¢
TTOMOIIBIO OAHOM JIUIIb UHTYUIIUY OYKBaTbHO Yepe3 HECKOIBKO
cexyHz (BripoueM, obpaiieHue K GpakTaMm ObIBaeT HEJTUITHUM U
Z1s1 Hero). Y KoHcynbTaHTOB McKinsey Takoi MHTYUIIUU HET, U
ITO3TOMY OHH OOpalaTcsa K pakTaM B IEPBYIO OYEPEIb.

Bo-BTOpHIX, paKTHl MOMOTalOT mobeauTh HeAoBepue. Kak
MIpaBUJIO, BO3PACT YeloBeKa, KOTOPOTO KOMITAaHUA IPUHUMAET
Ha JO/DKHOCTD KOHCy/bTaHTal, coctasigeT 25-30 jieT: OH OKOH-
YW KOJUTE/K WJIM YHUBEPCUTET Ha «OTIMYHO», TpopaboTaJ ABa-
TPH rofia B KPYITHOM KOPIIOpaIliU U 3aTeM MOMydrI Autuiom MBA
B OJHOM U3 BeAyIIUX Ou3Hec-1IKoJ (110 KpaiiHel Mepe, Tak 00-
crout zesio B CIIIA). BeiBaeT, 4To B XoZie pabOThI HaJ IEPBBIM
MIPOEKTOM KOHCY/IBTaHTY-HOBUYKY MTPUXOAUTCSA 3HAKOMUTD C pe-
3yJIbTaTaMU CBOETO aHa/MM3a IIpe3nleHTa KOpIopaluu U3 CIIu-
cka Fortune 50. PazymeeTcsi, 3TOT Ipe3u/IeHT KpatiHe HeloBep-
YUBO OTHECETCA KO BCEMY, UTO OyZIET TOBOPUTH EMY JKEITOPOTHIM
27-1eTHUN BBITYCKHUK OM3HEC-IITKOJIbI, ECJIU CJIOBA IMOCIEAHETO
He OyyT MOAKpeIUIeHbl pakTaMu. DTO e BEPHO, KOTZia MIAIIHI
MeHeKep IIPeJCTaBIsIeT CBOe IpeayioskeHue uedy.

HecmoTps Ha gokasaTenbHyIo cuty GaKTOB (a MOXKET, KaK
pas u3-3a Hee), MHOTHe OHM3HECMeHBI UCITBITHIBAIOT TIEpe] HUMU
cTpax. BoaMokHO, 3T0 6053Hb TOTO, YTO €CJIY OHU B3IVITHYT Ha
baKTeI IOMpUCTaIbHEE, TO UM (WX KOMY-TO BBILIECTOAIIEMY)
He TIOHPABUTCA OTKPBIBIIASACA KapTUHA. TaKUM JIFOAAM KaXKeTCs,
YTO eCJIU 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 YEIOBEK, IPUHUMAEMBIM Ha JODKHOCTh KOHCYIIb-
TaHTa, uMeeT AuIUIoM MBA. ®opmanibHO KaXXABIH COTPYAHUK KOMIIA-
HUH, 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) [OCTUraeTcs NyTem CoCTaBNEHNS
ncyepnbiBatoLLe NMOSIHOMO ONUCaHUs 3TOM NPO6EMbl — TO €CTb TaKO-
ro OMnMcaHus, B KOTOPOM OTCYTCTBYET MyTaHMLA UM U36bITOYHOCTb.

Ab66peBurarypa «BVICl» 03HaYaeT «B3aMHO HCKIIOYAIOIIEe, CO-
BMECTHO HCUepIIbIBaole»1. 3To MIPUHIUII, Ha KOTOPOM OCHOBaH
Bech IIporiecc noucka pemeHus B McKinsey, u ero 6ykBaibHO
BOMBAIOT B I'OJIOBBI KOHCY/IBTAHTOB-HOBUYKOB. KaXKABIi TOKY-
MEHT, KaXk/as IIpe3eHTalusd, KaxA0e 3JIeKTPOHHOE ITMCbMO WIN
roJI0COBOe IocTIaHue moboro corpygHuka McKinsey J0mKHBL
OBITH cocTaByieHs! Mo npuHIury BUCU. Cpocure iro60ro pa-
6otaBurero B McKinsey desoBeka 0 caMOM 3aIIOMHUBIIEMCS
€My MeToZle pelleHus IpobieM M B OTBET HaBepHAKA yCJIBI-
muTe: «BUCH».

[Mpunnun BUCH cTpyKTypUpyeT MBIIUIEHHE MaKCUMaIbHO
4yeTKO (TeM caMbIM CBOZA Ha HeT ITyTaHUIly) ¥ MaKCHMaJIbHO MO
HbIM 06pa3oM. [IprMeHeHre 3TOro IPUHITUIIA HAYMHAETCS C ca-
MOTO OOIIETO YPOBHS — C COCTaB/IEHNA ITIepevyHs TOATIpobieM, Ha
KOTOpBIE MOXXKHO pPa3buTth npobsaemy. CoCTaBUB 3TOT ITepedYeHb,
XOPOIIEHBKO ITOAYMaNTe, ABIAETCA JIU KaXKAas U3 IOoAIpobieM
He3aBHUCHUMOM OT ApyTux. Eciu aTo Tak, 3HaYUT, TepedrcIeHHbIe
ITOAIIPOOIEMBI B3aMHO HCKJIIOYAIOT PYT Apyra. Jlanee, KaKabIi
JIM acIeKT MPoOIeMBl OTPaXKEH B OZHOM U TOJIBKO OZHOMU IIOJ-
pobsieMe — MHBIMY CI0BaMU, IIPUHATO JIN B pacyeT Bce? Ecim
3TO TaK, 3HAYUT, IlepedrC/IeHHbIe TOATTPOOIeMbl, B3AThIe BMECTE,
OTIMCHIBAIOT IPOOJIEMY MCUEPIIBIBAIOIINM 00pa3oM.

1 BUMCU— anmt. MECE, wiu Mutually Exclusive, Collectively Exhaustive. —
Ilpum. nep.
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[IpeAIoI0KM, Ballla KOMaH/a BHITIOMHSET UCCIeZ0BaHUE 0
3aKasy OAHOM KPYMHOM aMepUKaHCKON GUPMBI — Ha30BEM €€
Acme Widgets. 3azaua chopmynupoBaHa Tak: «Haiitu cmocob
YBEMYUTH IPOZAKK TOBAPOB, TPOU3BOAUMBIX GHPMOii». [Topas-
MBICJIUB, KOHCY/IBTaHThI IPEJIOKIIN CJIEAYIOLINE CIIOCOOHI YBe-
JTUYEHUS TPOJAK:

e U3MeHeHUe crocoba MPoAaXKy Yepe3 PO3HUUHYIO CETh;
e YCOBEPIIEHCTBOBAHKE MapKeTHUHTA TPOAYKIIUM;
e COKpallleHUE U3IePiKeK Ha eUHUILY IIPOAYKIIUH.

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

JlonycTuM, KTO-TO IIPEAJIOKUT ellle OJVH IIyHKT, HallpuMep
«MozepHU3aLus Mpoliecca MPOMU3BOACTBa». Kak 3TOT IMyHKT Oy-
JIET COUETaThCA C ViKe UMEIOIUMUCS TPeMA? DTOT IIYHKT, 6e3y-
CJIOBHO, BaXKEH, HO YETBEPTHIM OH He Oy/IET, TOCKOJIbKY SIB/IAETCS
MIOAITYHKTOM i «COKpallleHUA U3/iepKeK Ha eZIUHUILLY ITPOJYK-
LU1» — BMeCTe C APYTMMU IOJIIYHKTaMU, TAKMMHU, HallpuMep,
KakK «PasBUTHE JUCTPUOBIOTOPCKOM CETH» U «YCOBEPIIIEHCTBOBA-
HUe yIpaBJeHus CKIaJCKUMU 3anacaMu». [louemy? Jlesio B TOM,
YTO 3TU TPU MOAMYHKTA — CIIOCOOBI COKPAaTUTDh U3AEPKKU Ha
eZIHUITY IPOAYKIIUY, U €CJIM MBI BBIZIe/TIM OJWH 13 HUX (I Bce
TPH) B Ka4eCTBe OTZENbHOTO ITYHKTA, TO HAll UCXOAHBIN CIIMCOK
oKakeTcst u36pITOUHBIM. OH OyZeT COAeP:KaTh IIYHKTHI, KOTOPHIE
IlepeceKaroTca ApyT ¢ ApyroM. Takoe repecedyeHne CBUAETENb-
CTByeT O ITyTaHUIIe B I'OJIOBE y aBTOpa M IIPUBOJUT K IIyTaHULlE
B I'0OJIOBE y YMTATEIA.

[Tocye TOro Kak y Bac IMOJIYYUTCA CIIUCOK, IIyHKTHl KOTOPOTO
YeTKO OTZeJIeHBI PYT OT Apyra (T.e. UMeIoT B3aUMOUCKII0YaA-
oUW XapakTep), clefyeT yOeAuThCsA, YTO STH IMYHKTHI OT-
paXKaloT Bce acmeKThl Ipo6yieMbl (T.€. UX COBOKYMHOCTh HC-
yepmbIBaroNle MoJiHa). 11 3TOro BepHeMCA K IOANYHKTY
«MozepHU3anus mpoliecca IPOU3BOJCTBA», KOTOPBIM MbI BKJIIO-
YW B IYHKT «CoKpalleHue M3Zep:KeK Ha eJUHUIY IIPOJYK-
uuun». [IpesnonoKum, ofyH U3 KOHCYJIbTaHTOB IrOBOpUT: «EIre
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MOKHO M3MEHMTDH IIPOIleCcC IIPOU3BOACTBA TaKOM 00Opasom,
YTOOBI BBIPOCJIO KAUECTBO MPOAYKIIMI».

OH npaB. O3HaYaeT JIX 3TO, YTO «MOAEPHU3AIIHUIO IIpoliecca
MPOU3BOJACTBAa» HAJ0 BHIZEIUTDh B OTAEIbHBIN MyHKT? HeT, He
03HavaeT — IIPOCTO HAZIO AETATU3UPOBATD CITHCOK €lIle AaJIbIIIe
¥ BKJTFOUUTD TOATYHKT «MozlepHU3alys IIpoliecca MPOU3BOJCTBA
JUTISI COKpAIlleHUs U3ZepKEK Ha eUHUIY TPOAYKIIUK» B IYHKT
«CoKpalleHre usZiepkKek Ha eIUHUITY TPOAYKIIUW», a TOAIYHKT
«MozepHU3aIusA mpoliecca MIPOU3BOACTBA /IS IOBBIIIEHUs Ka-
YecTBa MPOAYKI[UHU» B MYHKT «YCOBEPIIEHCTBOBAHUE MapKe-
TUHTA MPOAYKI[MK». Teleph Halll CIUCOK peIlIeHUl OyAeT Bbl-
IAZETh TaK:

e u3MeHeHUe criocoba IpoJaky Yepe3 PO3HUIHYIO CETh;
e YCOBEPIIEHCTBOBAHME MapKETUHTA IPOAYKI[UL:
— MOJIepHU3aIU MpoIiecca IMPOU3BO/CTBA JJIs TOBBIIIIE-
HUA KauyecTBa MPOAYKIINH;
e COKpallleHVe U3/JePKeK Ha eIUHUILY ITPOAYKIIHHU:
— MO/IepHM3aIIUs IIPOIecca MPOU3BOACTBA ISt COKpaliie-
HUS U3ZIepKeK Ha eUHUITY IIPOAYKIIHH.

[Tpeanonoxum fanee, 4TO KOHCYJIbTAHTHI BBICKA3aIU U Y-
rve UHTepecHble UZier, KOTOphle Helb35l OTHECTU HU K OHOMY
U3 MYHKTOB CIMcKa. YTo JenaTh B 3TOM ciaydae? Pasymeercsd,
3TU UJZleU MOXHO IIPOMTHOPHUPOBaTh, OHAKO TAKOE UTHOPHUPO-
BaHUe BPAJ JIM XOPOILIO OTPA3UTCA Ha KOMIIAHMU-3aKa3uHuKe.
B cIMcOK MO>XHO BBECTH HOBBI€ ITYHKTHI, HO TOTZA 3TUX IIyH-
KTOB OKa)KeTCA CIMIIKOM MHOro. Kak NpUHATO CUUTATh B
McKinsey, XOpOIITHUH CIUCOK JODKEH COCTOATh HE MEHee YeM
U3 IBYX MIYHKTOB U He 6oJyiee yeM u3 NATU (HO JIydllle BCETO,
pasymeeTcsi, TpH).

Y 3Tol AWIEMMBI €CTh pellleHre — BOJIIIeOHas KaTeropus
«[Ipodee». Eciu BBl He B crjIax IOHATD, KyZja OTHECTH JBe-TPU
6iecTAIIME UEU, Ha TIOMOIIb MPUJET 3Ta KaTteropus. OaHaKo
«[Ipouee» He CTOWUT MOMEIIATh B YUCJIO IIYHKTOB 3aIVIaBHOTO
CIIMCKa, MHA4e 3TOT CIMCOK CTaHeT BBIMVIAZETD Heslelo. /laHHas
KaTeropus OyzZeT HOPMAaJbHO CMOTPETHCA CPeAU APYTUX IOJ-
ITyHKTOB, OZJHAKO HA OTKPHIBAIOIEM cjalifie IIpe3eHTallluy OHA
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cpasy bpocurcs B 7asa. [locrapaiitech mpuAyMarh, K KaKUM
IIyHKTaM MO>XHO OTHECTHU IIpeJJI0KeHHbIe YWieHaMU KOMaHAbI
WJled, a eCJIU Y BaC HUYEro He NOJIy4YaeTcsa, TO COOII0CTH IPUH-
uun BVICH nomoskeT kaTeropus «IIpodee».

KAK PELWIUTb NPOBJIEMY
HA NEPBOM COBPAHWW KOMAHAbI:
UCXO0AHASl TMNOTE3A

PelweHune ronoBoniomHoM I'Ip06J'IeMbI NOX0oXe Ha ANnUTeNIbHOE CTPaH-
cTBUE, NyTeBoOAUTENEM B KOTOPOM 6y,qu MCXoaHaa rmnotesa.

O6BACHUTD, YTO TaKOEe UCXOAHAas ruroTesa (MI'), oHa JKe TpeTuit
3JIEMEHT, Ha KOTOPBIM OITUPAETCs MIOUCK PENIEHUsT CTOSAIIEH TTe-
€A KOHCY/IBTaHTOM IPO6JIEMBI, HETTPOCTO. YTOOR! 0ObsICHEHHE
MOJIyYMJIOCh TIOHATHee Ui Bac (M /JIs1 MeHs), s pa3o0Obio 3TOT
paszies1 Ha TPU 9acTH:

e OIlpeAeseHnE HCXOﬂHOfI THUIIOTES3HI,
e BBI/IBMXKEHHE I/ICXO,Z[HOf;I TUIIOTE3BI,
e IIPOBEpPKa I/ICXO,Z[HOI‘/JI THUIIOTES3HI.

ONPEAENEHWE UCXOAHON TMNOTE3bI

CyTb UCXOZHOM I'MIIOTE3BI COCTOUT B IIPEJIIONI0XKEHUHN O TOM, Ka-
KOBO MOJKET OBITh pellleHuUe IIPOOIEMEL, IPUYEM 3TO IIPEATIOINO-
KeHHe JleJlaeTcs ellle 10 TOro, KaK Bbl IIPUCTYyTIaeTe K IIOMCKY ca-
MOT0 pellleHUs. JTO 3ByIUT He O4eHb IOHATHO, OAHAKO Ha CAMOM
ZieJie TAKOTO PoZia BElllY MBI ZieJlaeM PEeryJIApHO.

JlommycTuM, BBl XOTUTe HalTU pecTopaH, pacloloXeHHBIH B
TOM 4acTu ropoza, I7ie Bel HU pasy He OpuTH. Bel 3HaeTe, 4yTo Ha
CMUT-CTPUT BaM Ha/|0 IOBEPHYTh Ha TpeTheM IlepeKpecTKe, a 3a-
TeM CBEpHYTb HallpaBoO Ha IIepBOM IlepeKpecTKe, U pecTopaH



22 Yactb . Kak B McKinsey noaxoasT K pelweHuto npobnem

6yzeT re-To 3a yIJioM. BaM U3BeCTHO, Kak o6paThes 10 CMUT-
CTPUT, a Aajbllle OCTaeTcsd CJIe[oBaTh onvcaHuto. [lo3apasiat —
Y Bac ecTb UCXOJHas runoresal

TTouck perneHus IpobieMbl B OU3Hece CIOXKHEE ITOUCKA pe-
CTOpaHa, OHAKO CMBICJI UCXOZHOM TMUIIOTE3HI OCTAETCA TEM JKeE.
WUT — cBoero pozia MmyTeBoAUTENb (MHOTAA OYeHb IIPUOIU3UTEh-
HBI), OPUEHTUPYACH 110 KOTOPOMY, BbI IPO/IBUTaeTeCh K pelile-
HU. Ecu ncxozHaa runoTresa BepHa, TO MOUCK pellleHUs eCTh
BCEro-HaBCero /JleTaju3anyda MapuipyTa ¢ IOMOIIbIO aHaInu3a
¢dakToB.

Jlyia mprMepa BO3bMeM y>Ke 3HAaKOMYI0 HaM aMepUKaHCKYI0
koMmmauuio Acme Widgets. IIpeamonoxumM, Balla KoMaHzAa
ZIOJDKHA MPUAYMaTh, KaK YBEJIUYUTD MPOAAKU ee MPOAYKIIUU.
C 3TO}i 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 IIpe/BapUTEIbHO BBIIBUHYTH CIEAYIOIIYI0O UCXOAHYIO
TUNOTE3Y:

Cnocobbl YBENUYUTb NPOAAKM:

e UM3MeHeHUe crtocoba Mpoak Yepe3 PO3HUUHYIO CETh;
e YCOBEPIIIEHCTBOBAHME MapKETUHTA IPOAYKIUL;
e COKpallleHVe U3JeP)KEK Ha eIUHUIY ITPOAYKIUH.

Kaxk 6yzeT mokasaHo B CleyIolleM paszese, YTOObI BBIAC-
HUTh, KAKOT'O POZia aHAINU3 TpeOyeTcs I AOKa3aTelIbCTBA WIN
ornpoBepxeHus VI, KaXXABIN U3 3TUX IIHKTOB CJIefyeT pa3buTh
Ha IIOJITYyHKTHL. [IoMHUTe, YTO TUIIOTe3a eCcTh He 6osiee YeM He-
JOKa3aHHasA Teopys, a BOBCe He roToBbIH oTBeT. Eciu VT okasa-
JIach yAAYHOM, TO UTOrOBas IPe3eHTalNs Pe3y/IbTaTOB IPOEKTa
IOSIBUTCS Ha CTOJIE ¥ 3aKa34rKa GyKBaJIbHO Yepe3 napy MecsIeB.
Eciu ke oHa HeBepHa, TO IIOCJIE TOTO, KaK BEl yOeauTech B ee
OIIKM6OYHOCTH, y Bac Ha pyKax 6yZeT ZocTaTouHO nHGOpMAaLH,
9YTOOBI BBIIBUHYTH BepHYIO runoTesy. V' TOIBKO TOrza CTaHo-
BUTCSI IPOBOJHUKOM K PEIIeHHI0, 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 BRIZBIKeHMs Iy Bac [o/bKHA OBITh JocTaTouHasA GpakTUde-
ckas 6asa. OgHAKO HET CMbIC/IA UCKaTh MHGOPMAIIUIO, TIPEXKIe
YyeM CTaHeT M3BECTHO, I/le UMEHHO ee McKaTh. OANH OBIBIIMI
CTapIIMii MeHeKep IIPOEeKTa PaccKas3asl O CAeAyIoleM MeToe
BeIABMKeHUA UT:

B Havase paboThl HaZ MPOEKTOM 5 CTApaloCh MepeBa-
puTh no6osbine paxkTrdeckod nHGopmanuu. g sToro
51 HECKOJIPKO YaCOB YUTAIO IyOIMKAIUY, Kacaloluecs
OTpac/y 3aKa34yuKa, HO ZieJalo 3To He A cbopa dak-
TOB, a JJIsI TOrO, YTOOHI OIIYTUTh aTMocdepy 3Toi 0T-
paciu — ee TpodeCcCHOHANBHBIH KaproH, TUITUYHBIE s
Hee Ipo6JIEMBI U T. I. 3aTeM 5 OTICKHUBAIO CPeAU COTPYA-
HUKOB OUPMEHI TeX, KTO C 3TOM OTpaciblo yke paboral.
JlaHHBII METOZ II03BOJIET BXOAUTH B KypC Ziejia MaKCH-
MaJIbHO OBICTPO.

U1 BBIIBMDKEHMA UCXOAHOM TUIIOTE3H! HEOOXOAUMBI JAIEKO
He Bce $aKThl, UMelomyecs B Hannyuu. MiHopMmaruu tpeby-
€TCsI POBHO CTOJIBKO, YTOOBI HA €€ OCHOBE COCTaBUTh Ka4eCTBEH-
HBIH 0630p oTpaciu win mpobieMsl. Eciu mpobieMa kacaercs
Balrero cobcTBeHHOro 6u3Heca, TO Bce TpebyeMble GaKTHI yiKe
MOTYT OBIT Y BaC Ha pyKax, ¥ BaM OCTAeTCs UX MIPaBHIbHEIM 00-
Pa3oM CTPYKTypHUPOBATh.

CTpyKTypUpOBaHue IpobieMbl HAUMHAETCS C BBIETIEHUs ee
KOMIIOHEHTOB, WY «KJII0YeBBIX GaKTOPOB» (CM. pasges «Ilouck
KJIIOYeBBIX (AaKTOPOB» B IMIaBe 3). 3aTeM cHOpMYNIHUpYITe IpaK-
THUYeCcKHe PeKOMEHZAINY O TOM, KaK KOHTPOJIMPOBATh KXKABII
13 3THX GaKTOPOB. DTA CTAAMA PAOOTH HCKIIOYUTETHHO BaXKHA.
JomycTuM, MpUOBUIBHOCTD Balllero GM3Heca 3aBUCHUT OT IIO-
roZibl — WHBIMY CJIOBAMHU, ITOT0/Ia OyZieT KIF0UeBbIM GaKTOpOM,
BIMAIOMIMM Ha MPUOUIb B TEKYIIEM KBapTaie. B aToM ciy4yae
pexoMerzanys «Hazo MOMOINUTECSA O XOpOoIIel ITorofie» IPaKTH-
4eCcKoi cuuTaThCs He OyZeT, B OTIMYUE OT peKkoMeHgauuu «Ciie-
ZyeT CHU3UTD Hallly 3aBUCUMOCTD OT ITOTOJHBIX YCIOBUN».
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Crefyroluii mar — Ha OCHOBe peKOMeHalui GopMyIupy-
I0TCS KOHKPETHBIE 331a4u. UTO HYXXHO CZleaTh, YTOOBI OCyIIle-
CTBUTH Ty WIU UHYI0 pekoMeHzauuto? [IpeacraBbre cebe Hau-
60Jiee BepOATHBIE OTBETHI HA 3TOT BOIIPOC, 4 3aTEM CIIyCTUTEChH
elle Ha OAUH ypoBeHb. OO6AyMBIBasA KXKAYIO U3 3aJa4, BbIAC-
HsIHTe, KaK MOXXHO /IOKa3aTh WM ONPOBEPTHYTh TUIIOTE3Y O €€
penterny. [1o Mepe HaKOIUIEHS OIIBITA y Bac BEIpaboTaeTcs yme-
HUe 3apaHee OTINYATh J0Ka3yeMble BEIIU OT HeI0Ka3yeMbIX. DTO
yMeHHe [TOMOXXeT M36eraThb IOoNaZaHus B TYITHUKHU.

[IpeAnonoXyM, P MTOUCKE PEIIeHUs MTPOOIEMBI, TIOCTaB-
JIEHHOM KJINEHTOM, Ballla KOMaH/Ia BbIJEIMIA TaKUeE KITI0YEBbIe
dakTopsl: paboTa oTAeNa IPOJaK, MADKETUHIOBast CTPaTerusl u
BEJIMYMHA [TPOM3BOACTBEHHBIX U3/iepKeK. VX0 U3 3TOTO0, BB
COCTaBWIY CJIEAYIOUIVH CIIMCOK NPAKTUYEeCKUX PEKOMEHALNN
B KQUeCTBE UCXOAHOM r'UIOTE3bI:

Cnocobbl YBENUYUTb NPOAAKM:

e U3MeHEeHUE crocoba MpoAaX Yepe3 PO3HUUHYIO CETh;
e YCOBEPIIIEHCTBOBAHME MapKETUHTA IPOAYKIUN;
e COKpallleHVe U3JIePXKEK Ha eIMHUITY TTPOAYKIUH.

Urak, nepBbIM ZesloM 0OpaTUM BHUMaHHe Ha paboTy oTze-
JIOB IPOZaX. JIOIyCTHM, 3T OTZeJIbl OPraHW30BaHHI 10 reorpa-
¢duaeckomy npuHiumny (CeBepo-BocTrouHslil perrnos, CpesHear-
JIAHTUYEeCKUH pernoH, FOro-BocTOYHBIN PEryOH U T. /I.) Y 3aHATEHI
IIOCTaBKOM IIPOJYKIINHI PO3HUYHBIM IIPOZABLIAM TPeX TUIIOB: 3TO
CyTiepMapKeThl, yHUBepCcalbHbIe U ClIeNaIM31POBaHHbIe Mara-
3UHBI. Bamra koMaHza BEIBUTAeT UCXOAHYIO TUIIOTe3Y: AJIA yBe-
JIndeHus 06beMa IpoZaK MPOZAABIIOB CIEAYeT CrPYIIUPOBATh He
reorpadrvecky, a o TUIIaM KIMeHTOoB. Tenepp Bamia 3ajadya —
IIPOBEPUTH 3Ty TUIIOTE3Y.

Kak ee moaTBepANUTh MK ONPOBEprHYTH? IIpexze Bcero
MOJKHO HU3YYUTh 00beM IMPOJAXK, IPUXOAAMINNICA Ha KaXKABIN
THUII KJIMEHTOB. ECIM oKa)keTcs, 9TO MPOJaKK CyllepMapKeTam
B CeBepo-BoCTOYHOM permoHe BhIIle, YeM B IPYTHUX PETHOHAX,
Y BBIIIIE, YeM IIPOJAKU ABYM APYTMIM THUIIAM KJINEHTOB, IIOIIPO-
OyiiTe yCTaHOBUTH MPUYMHY. Hanpumep, U3 pasroBOpoB C TOp-
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TOBBIMU TIpeAcTaBuUTeNIMH Acme Widgets BBl BBHIICHUTE, YTO
UM ropasZio Jiydllle, 4eM JPYTUM pervOoHaIbHBIM Ipynmam, ya-
eTcs paboTath ¢ cyniepMapKeTaMu. B TakoM citydae He 6yeT Ju
pasyMHee OTZaTh 3TUM TOPI'OBBIM IIpe/CTaBUTEIAM KOHTPOJIb 32
MTOCTaBKaMH MPOAYKIIUY BCEM CyIlepMapKeTaM CTPaHbI, YTOObBI
MIPOZAXKU 3TOMY TUILY KJIMEHTOB BEIPOC/IM IToBceMecTHO? Kak aTo
JelicTBYE OTPA3UTCI Ha OOIIUX MPoAarkaX KOMIAHUM?

B pesysnbraTe Takoro pozia paccy:kieHui BOSHUKAET «JJepeEBO
3aZlau», KaK ero Ha3eiBatoT B McKinsey. OTo iepeBo CTPOUTCS TaK:
BHI OepeTe UCXOJHYIO TUIIOTE3Y, COCTABIIIeTE pEKOMEHJAIIUY U
noZipaszenseTe UX Ha 3alauu. B uTore nmosydaeTcsa KapTUHKa Ha-
moZo00ve IPUBEJEHHOM HITKE.

C mocTpoeHHeM «JepeBa 3aZjauy» y Bac B pyKax IMOABJIAETCA
IUTaH JeWCTBUI 110 pelleHUI0 UCXOAHOU mpobiemsl. J[o 3TOro
MOMEHTa OOJIBIINX CIOKHOCTEH BO3HMKATh He JOKHO. OHHU
HaYMHAIOTCS, KOTZja BBl HAUHETE KOIaTh ITybiKe, YTOOBI JOKa-
3aTb UT.

Mpumep «aepesBa 3apay» gana Acme Widgets
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