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bnarogapHocTH

Ora KHUTA He OABWIACH OBl Ha CBET 6€3 MOMOIIIY, COBETOB U IO/
ZIEP’KKH CO CTOPOHBI MHOTHX JIioZieli. [Ipexxzie Beero 51 xody rmobia-
rogaputh JLKyu Yuz, TIOMOraBIIyio MHe B paboTe, U TUTEpaTyp-
Horo areHTa JIsHuerna 'puHb6epra, yCwIMsMy KOTOPOTO HalTMCaHHe
KHUTH [IPOZIBUTANIOCH BIlepes. Takke A 6arozapeH pefakTopy
Mbapu I'1eHH 1 BceM COTpyAHUKAM CIelaln3upOBaHHOMN KHUTO-
nzzarenbckol rpymisl McGraw-Hill 3a vix Bepy B ycex 3Toro mpo-
€KTa U aKTUBHOE y4acTHe B €ro OCyLIeCTBIeHUM. fl IpusHaTeieH
CatimoHy KapHy, okazasiieMy MHe HeOlleHUMYIO IIOMOIIIb B OIIH-
canuu npuHnuna BUCH, a takke Azamy Tonzy, 6ecespl ¢ KOTo-
PBIM MHTEJUIEKTYaJIbHO CTUMY/IMPOBA/IM MEH: Ha IIePBbIX dTalax
HaImMcaHuA KHUTH. §1 6y1arofapio U CBOUX poguTenell AMpaMa U
Posy Pacuern 3a ux TepreHue u noagep:xky. Hakoner, s mry6oko
6raropapes teM 6vIBIIMM coTpyzHHMKaM McKinsey, KoTopsle 1mo-
JeIWINCh CO MHOM CBOMMMY 3HAHMAMU U ONBITOM. bes mx nomomniu
s HUKOTZ)a ObI He CMOT HaIlKCcaTh 3Ty KHUTY. DT0o KprcTiHa JHci-
coH, D16 bietibepr, ['pui Epebax, Tom bapk, Dpuk Xapr, Jxei-
coH KietiH, Xamuin MakzepMoT (OH 3HaeT, CKOJIb MHOTUM f eMy
o6s13an), Cet Pagyesu, xedd Cakaryuu, Yaciu Cauz, Jpro CMur,
Coro3aH TosuHY, a Takke MHOT'He pyrye, 1o TeM WX UHBIM IIPU-
YHHAaM IOXKeJIaBIIie COXPAaHUTh aHOHUMHOCTD.
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BBepeHue

PaccmaTpuBanTe aTy KHUIY Kak COOPHUK OTAENbHbIX cTaTen. Mx BO-
BCe He 0653aTe/IbHO YNTaTb MO NOPSAKY — Pa3yMeeTCs, €CNU TONIbKO
rnocneaoBaTenbHOe YTEHUE He ABASETCH A/19 Bac NPEeANOYTUTENbHbIM.
Bo3MoxHO, KOMy-TO 6yAeT yaobHee 03HAaKOMMUTLCS C OrflaBiEHUEM
KHWIM 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-
maHuu (Kak ObIBIIVE, TAK U HBIHEIIHUE) HA3BIBAIOT €€ IIPOCTO
«Pupma». OcHoBaHHaA B 1923 rogy, McKinsey co BpeMeHeM IIpe-
BpaTUIach B CaMyl0 YCIEIIHYIO B MUpe KOMIIAHUIO B 0b1acTu
CTpaTernyecKoro KoHcauTuHra. B Hacrosmee Bpems McKinsey
vMeeT 75 OTZAeNeHui B pa3HbIX CTpaHax Mupa (M 3TO YHCIIO To-
CTOSIHHO PacTeT), a ee IITaT HaCYUTHIBAET OKOJIO YETHIPEX C ITO-
JIOBUHOU ThICAY crieuanuctoB. Xotda McKinsey u He siBisercs
caMol KpyImHOM M3 KOHCAJTUHTOBBIX KOMITAaHUM Mupa (HeKo-
Topble OyxranaTepckue GUPMBI 06CTYKUBAIOT TOpaszo 6osblie
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10 Metoa McKinsey

KJIMEHTOB), OHa, BHE BCAKOI'O COMHEHUA, caMas [IpecTKHAd 13
Hux. PrpMa KOHCY/IBTUPYeT GOMBIIMHCTBO KOMITAHUM U3 CITHUCKA
Fortune 100, mecTHbIe U deAepanbHble opranbl Baactu CIIIA,
a Tak)Ke IPaBUTENbCTBA Apyrux crpaH. McKinsey — 310 6peHg,
XOPOIIO U3BECTHHIN B MeXAYHAPOAHBIX JeIOBBIX KpPyTax.

Heckosbko cTapinx napTHepoB McKinsey cHHCKaIN BCEMUP-
HYy0 U3BECTHOCTb. JIoyasi1 BpatiaH ObLT COBETHUKOM BaHKOBCKOTO
komureTta Cenara CIIIA 110 yperyJInpoBaHUIO KPEJUTHOTO KPU-
3uca. Kenutu OMae, HeflaBHO yieAmvii u3 @upmel, Hammcasl He-
CKOJIBKO KHUT 110 MEHE/PKMEHTY U QyTYpOJIOTHH, CTaBIINUX OecT-
cesuiepamu B fInoxuu. I'ep6 leHiyiep paboTan SKOHOMUYECKUM
COBETHUKOM KaHIlepa l'epmanuu I'enbMyTa Kosta. A HeKOTOphIe
o6b1BUIME cOTpyAHUKY McKinsey CHUCKaIM U3BECTHOCTD ellle 60JIb-
1ITyI0, 3aHAB BBICOKHE JO/DKHOCTU B KPYITHENIITNX MUPOBBIX KOM-
nanusx. HazoBeM suinb Tpoux: 3To ToMm [Tutepc, Typy B obacTu
YIIpaBI€HUs U OAUH U3 aBTOPOB KHUTHU «B ITOMCKaX COBEpIIEH-
CTBa», Ipe3uieHT American Express XapBeti T'ony6 u mpe3ugeHT
Kondeznepauny 6puTaHCKUX MIPOMBIILUIEHHUKOB Aziep TepHep.

YToOB! yAepXKMUBAThCSA HAa BepIIMHE MUPOBOHN HepapXuu
(1 6BITE B COCTOSTHMY 3apabaThIBaTh 6osbiIne AeHbru), dupma
MpUIVIaniaeT Ha paboTy TOMBKO JYYIINX BEITYCKHUKOB OM3HEC-
mkos1. OHa 3aMaHUBaeT UX BBICOKUMU OKJIaZlaMH, ITepCIIeKTUBOM
CTPEMUTEIbHOI'0 KApbepPHOT'O POCTa (KOTOPHIM 3aBUCUT UCKIIIO-
YUTEHHO OT CIIOCOOHOCTEN YeIoBeKa), a TAK)Ke BO3MOXKHOCTHIO
TECHO 06IIAThCA C AMUTOU ZiesioBoro Mupa. B o6men ®upma tpe-
6yeT, YTOOBI COTPYAHUK CTaBWJI NHTEPECH! KIIMEHTOB IIPEBBIIIE
BCET0 OCTAJBHOT'O, CTPOTO COOJIOAAI XKeCTKHe rpaduKy (u3-3a
KOTOPBIX OH MHOT/Ia T1I0 HECKOJIbKO MecAlleB He BUANUT CEMbIO) U
paboTtan MakcuManbHO 3GEKTUBHO. [T T€X, KTO CYMEET BhI-
JepkaTb IpuHATHE B McKinsey cTaHzapThl, IpOoABIKEeHME 110
cryx0e OyzeT JeHCTBUTENBHO OBICTPHIM, @ B OTHOIIEHUH JIO-
Jel, 3TUM CTaHZapTaM He COOTBETCTBYIOIINX, ZeHCTBYeT CTpO-
ruii IpuHIUN «PacTy Win yxoau».

Kak n ymobas kpernkas opranuzanus, @upMma nMeeT pa3BUTYIO
KOPIIOPAaTUBHYIO KYJIBTYPY, KOTOPas 3IKAETCS Ha OOIINX IIEHHO-
CTSIX ¥ OIIBITE COBMECTHOM paboThl. Kax b1l coTpyAHUK PUpMBI
NIPOXOAUT Yepe3 Te XKe TPEHUHI'M U TOYHO TaK XKe 3aCH>KUBAETCA
JoTIo37iHa B oduce, YTO U OCTaTIbHBIE COTPYAHUKU. Ha B3Iz
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Bseaenue 11

noctopoHHero, dupMa BHIIAAUT HENPUCTYITHO-MOHOIUTHON
CTPYKTYpOH, U aBTOp OZHOIN HeJaBHO BhHIIIeALIeN KHUTH IO
yTlipaBleH4ecKOMy KOHCaJITUHTY Aaxe cpaBHMWI McKinsey c op-
ZeHOM nesyuToB. Ha camoM fiesie IMI0 Y 3TOM KOMITAaHUY BIIOJIHE
YyeJIOBEeYeCKOe, U 1 HaZIeI0Ch, YTO MO KHUTA IIOCITYKUAT JTUIIHAM
NIOATBEPKAECHUEM DTOMY.

Y coTpyaHUKOB OPUPMEI CJIOKWICA COOCTBEHHBIHN KaproH,
MOJIHBIN a66peBuaTyp Tuna EM, ED, DCS, ITP, ELT, BPR u T. 1.
KoHCy/IbTaHTHI IPUBBIKJIY HAa3BIBaTh IPOOJIEMEI U 3aZja4u, KO-
TOpBI€ OHU PENIAIoT, «[IPOEKTaMU». 3aHUMAasACh «IIPOEKTOM>»,
koMmaHnza McKinsey ueT «kitoueBble GaKTOPEI», YTOOHI «Z0ba-
BUTb CTOMMOCTb». Kak 3T0 yalie Bcero v ObIBaeT € )KaproHOM, OH
WTPaeT poJib BepOalbHOU CTeHOrpapyuy — MHOTHE U3 TPUHATHIX
B ®upMe TepMUHOB OyZAYT NOJIE3HBI CIIEIUATICTaM APYTUX KOM-
IIaHUM He MeHbllle, YeM OHH IToJIe3HHI coTpyAHMuKaM McKinsey.

Kak u smobas gpyras MoryllecTBeHHAas OpraHu3anusd,
McKinsey cioxHo ycTpoeHa. f HaZieroch, YTO MO KHUTr'a ITIOMO-
JKeT IIPUIIOAHATD 3aBeCy TAMHCTBEHHOCTH, KOTOpasi OKPY>KaeT
3Ty KOMITaHUIO, I YUTaTeIb CMOXXeT YBUAETD CO BCell ACHOCTHIO,
Ha YeM OCHOBaH ycIleX ee Ou3Heca.

05 3TOW KHUTE

KHura cocTouT U3 IATH YacTell. B IepBBIX Tpex A paccKasblBalo,
Kak coTpyZHMKHY McKinsey IOAXOAAT K pobiaeMaM U HIIYT UX
pelleHuA. DTU TPU YacTH — OCHOBA KHUTH, U f yBEpPEeH, YTO
KaK/ZBII YuTaTeNb HAWAET B HUX HHTepecHBIe /I Hero Pas/esbl.
B yeTBepTO# 4aCTH A pacKphIBaI0 HECKOIBKO CEKPETOB TOT'0, KaK
coTpyzAHukH McKinsey ciipaBiAroTces co cTpeccaMy Ha pabore.
B aTO¥ yacTu HakzeT A1 ce6s1 MHOT'O OYYUTETbHOrO (MIU IO
KpaliHeil Mepe JII000IBITHOT0) 060 COBpeMeHHHIH OM3HECMEH.
HaxkoHer, B IATOM 4acTH A paccKasbIBalo O [MIABHBIX YPOKax, U3-
BJIeYEeHHBIX 32 BpeMs paboTel B PupMe, M IPUBOXKY BOCIIOMUHA-
HUA ee OBIBIINX COTPYHUKOB.

B kxHHTe A pacckaseBalo O TOM, KaK cZelaTh cBOIO paboTy
MakcuManbHO 3¢ dekTrBHON. Ha ee cTpaHMIIaX ONMCAHBI IPaK-
THUYeCKHe METO/BI pelleH s IIPo6JIEM C TOMOIIBIO CTPYKTYPHUPO-
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12 Metoa McKinsey

BaHUA U aHanM3a GpaxkToB. BEIrogy oT ciejoBaHUA IPUHATHIM B
McKinsey MeTozaM OIIYTHUT JI000M YenoBeK, 03a004eHHBIH BBI-
JKUBaHUEM B PKYHIVIAX COBpeMEeHHOro OH3Heca.

Eciu BBl — pyKOBOZUTEb KOMIIAaHUHY, 06paTuBIIelica 3a I10-
MOIIbIO K KOHCy/lbTaHTaM McKinsey wiu Apyroit KOHCAITUHTO-
BOU GpUPMBI, MO KHUTA ZACT BaM MPE/CTABIEHHUE O TOM, YeM
3aHUMAIOTCA 3TU CTPAHHBIE JIIOAU. XOTA KaXKJasi KOHCAJITUHTO-
Bas pupMa uMeeT (WIM YTBEPXK/JAET, YTO UMEET) CBOM COOCTBEH-
HbIe MeTO/bI PabOTBI, CyTh YIIPABI€HYECKOI'0 KOHCAITHUHTA Be3/e
O/IHAa I Ta K€ — 3TO OO'beKTUBHBIN B3IVIAJ HA CUTYAIHIO, CJIO-
JKUBIIYIOCA Y KJIMEHTA. BriosHe BO3MOXKHO, 4TO Apyrre GUpMBI
paboTaloT coBepllleHHO nHaue, yeM McKinsey, ofHaKO MBIIILTe-
HUE VX KOHCYJIbTAaHTOB YCTPOEHO aHaJOIMYHBIM 00pa3oMm.

B OCHOBY KHUTH ITOJIOXKEH MO OIIBIT PAOOTHI INTATHBIM KOH-
cynbranToM McKinsey B 1989-1992 rozax. 3a 3TOT mepuoj g
y3HaJI KOJIOCCAJIbHOE MHOXKECTBO Belllel, HO JjaKe 3TU 3HAHUSA
He [TOMOIJIY OBI MHE OITHCATh CKOJIbKO-HUOYb IIOJHBIM 00pa3oM
MIPUEMEI ¥ MeTOZBI Pab0ThI coTpyAHUKOB McKinsey. K cuacTsio,
B 3TOM MHe IIPUIILTA Ha IOMOIIb. B mporjecce HanvcaHUst KHUTU
11 6ecezioBalI C AeCcATKaMH ObIBIINX KOHCY/JIBTAHTOB, MEHEPKEPOB
U mapTHepoB PUPMBI: UX 3HAHUA U OIBIT OMOIVIU 3aMOTHUTh
Ipo6esTEl B MOUX COOCTBEHHBIX 3HAHUAX.

0 KJIMEHTAX

CJIOBO «KJIMEHT» BCTpedaeTcd NMpPaKTHUYeCKU B KaXKJOM pas-
Jene KHUTH. [ToCKOIbKY f MUNTY ¢ TOYKU 3peHUA KOHCYJIbTaHTa
McKinsey, oz KJIMEeHTOM HMMeeTcA B BUJY OpraHU3alysd, 3aKa-
3aBIIas [MOVCK PeIeHNs I TOH WM UHOHN IPObJIeMBI, C KOTO-
poii oHa cTonKHyMachk. Eciiy BB He ABJAeTeCh KOHCY/IBTaHTOM,
TO B CTPOT'OM CMBICTIE CJIOBa KJIMeHTa ¥ Bac HeT. OZHAKO JaHHYIO
CUTyaI[{I0 MOXKHO paccMaTpUBaTh MO APYTUM YIJIOM: KJIMEH-
TOM B TAaKOM CJIy4ae ABJIsAeTeCh BB caMy (WIY Ballla KOMITAHUSA).
VIHBIMY CJIOBaMU, KJIMEHTOM BBICTYIIAET Jit0bas opraHu3alus,
mpobyieMy KOTOPOI BB pelllaeTe, TIPU 3TOM Bbl MOKETE ObITh KaK
ee COTPYAHUKOM, TaK ¥ IIPOCTO SKCIIEPTOM, IIPUTJIAIIEHHBIM CO
cTOopoHHL. Bosee Toro, eciy Bbl HAaUHETe pacCMaTPUBATh CBOIO
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Beeaenue 13

COOCTBEHHYIO KOMITAaHUIO B KAUECTBE KJIMEHTA, TO IPUMEHEHHe
Ha IIpaKTUKe OIMMCAHHBIX B KHUTE€ METOJ0B OKa)KeTCA IS Bac
ropaszo boJiee JIETKOM 3aaveil.

* ok ok

OzHa u3 IaBHBIX J06pozeTesneit coTpyanukoB McKinsey —
yMeHUe XpaHuTh ceKpeThl. upMa TIaTeIbHO 3a00TUTCA O 3a-
muTe KoHUAEeHIHAaNbHOCTU. Kak 1 11060#1 ApyToii KOHCYIBTaHT
McKinsey, 51 06s13aics He pasmiamars KOHGHUASHINATbHYIO UH-
dopmanuio o PupMe U ee KINEHTAX JaKe MOCIE YBOJIbHEHU.
[TockosbKy 51 He coGMparch HapyIIaTh B3AToe Ha cebs 06s13a-
TEJILCTBO, GOJBIIIMHCTBO IPUBEAEHHBIX B KHUTE Ha3BaHUM U JINY-
HBIX MMeH M3MeHeHbl. Kak s yxKe ckasas, 3Ty KHUTY He 00s13a-
TEJIbHO YUTATh IOC/IE0BAaTENLHO — €€ MOYKHO PacKphIBaTh Ha
JI060M MecCTe, CJIOBHO KOPOOKY C IIOKOJaZHBIMU KOHpeTaMu.
Kaxkoii 6bI c1toco6 YTeHUst BBl HUA BBHIOpAJIH, s HAZIEIOCh, YTO HA
STUX CTPAHUIIAX KKABINA HaizeT /A cebsa 4To-HUOyb UHTe-
PECHOE U TIOJIE3HOE.
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HYACTb |

Kak B McKinsey noaxoaar
K peLueHuIo npoonem

HeamenvHocms McKinsey cocmoum 6 peuwleHuu npoob.iem
KoMnaHuii-kaueHmos. KoHCyibmarnmasl KOMNAHUU UCNbIMbI8AIOM
Hacmosiugyro 110608b K peuleHuto npobaem. Bom kax 06 amom cka-
3an 00uH u3 bblewUx MeHeddcepos npoekmal:

Pewenue npobrem — 3amo He uacmsb gauleil pabomsl 8
McKinsey, a cama paboma kak makoseas. IIpedcmasvme,
ymo 8bL cmompume 8okpyz cebs, dymas Moabko 06 00HOM:
Kak umo-Hubyosb clenams Jjyuule, Yem OHO ecmb? Baut gHy-
mpeHHUIL 20710C NOCMOSAHHO cnpawusaem: «[lTouemy mo wnu
3amo clenaHo mak, a He uHaue? MoxcHo aiu e20 cdesiams eiye
JyduLe?s» Y 8ac 0onxicHO 8blpabomamacs ckenmuueckoe OmHo-
uleHue KO 8CeMy Ha caeme.

B nepeotl uacmu KHuzu MblL pacckaxcem, kak compyoruxu dupmot
nooxo0sim K peuleHul0 npodiem, ¢ KOMopbLMU CMAAKUBAOMCS
ux kaueHmsl. Mbl nokaxcem, kak cobupams u cmpyKmypupo-
s8amb akmobl, nposepsims 2unome3swvl. B amoil uacmu vt no3ua-
KOMUMeECh C 2/IA8HbIM MemoOOM NOUCKA peuleHUs, NPUHSMbLM
8 McKinsey, u y3Haeme HecKObKO NPABLLL, NOMOZAIWUX IMOMm
Memoo NPpUMeHMb.

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

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

-« onuparbesa Ha daKTbl;

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

M3 31O rnaBbl Bbl y3HaAETE, YTO O3HAYatoT JaHHbIe YepTbl M KaK
3HaHWe O HMUX MNOMOraeT pellaTb Npobaembl B lO60M GU3HECE.

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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18 YacTb I. Kak B McKinsey noAxoAsT K pewenuto npobnem

OAKTbI — IYYWUE APY3bA KOHCY/IbTAHTA

DaKTbl — 3T0 KUPMUYMKK, KOTOPbIMU BbIKNablBaeTcs Jopora K pe-
LEeHMI0 NPO6IEMbI, MO3TOMY GaKTOB 6OATLCHA HE HaAO.

Penrenue mpobiieMbl HaunHaeTcst co cbopa GpakToB. B mepBreIit
JleHb pabOoThI Ha/ IPOEKTOM WIEHbI KOMaH/Ibl IIPOCMAaTPUBAIOT
MHOJKECTBO CTaTel U MaTepuajioB BHYTPEHHUX UCCIEN0BaHUHN
®dupmbl. 3aTeM Ha TIEPBOM COOPAHUY KaXKbIH KOHCYJIBTAHT CO-
ob1aeT o HaliZieHHBIX UM (aKTax, KOTOPhIE MPOJHUBAIOT CBET Ha
TOT WJIM UHOWM acIieKT npobseMsl. [Tociie 3TOro KoMaHza BbIIBU-
raeT UCXOJHYIO THUIIOTE3Y O TOM, KaK MOXKHO PEIIUTb CTOSIIYIO
repesi HUMU IIpo6JIeMY, U IIPUCTYIIAET K cO0py GaKTOB, KOTOPHIE
TTOJIKPEILISAIOT WA OIPOBEPTalOT TY CUIIOTESY.

HoBblii COTPYZHUK HaUMHAET CBOIO paboty B dupme c Toro,
YTO YIUTCA COOMpaTh U aHAIU3UPOBaThb pakThl. IIo cloBam
OZIHOTO OBIBIIETO CTAPIIEro MeHe[Kepa poeKTal:

Ecnu BBIHECTH 32 CKOOKM BCIO YTOHYEHHO-HHTEJUIEK-
TyaJbHYI0O TEPMUHOJIOTUIO, KOTOPOU IEepEIOIHEH TIPO-
Iiecc IpUHATHUA pelteHuii B McKinsey, To o6HaXUTCS €T0
CYyTh — TIATEJbHBIM, KPOIIOTIUBEIN aHAINU3 BCEX dJIe-
MEHTOB IIPO6IeMBI B COUETAHUY C SHEPTUIHBIM C60pOM
¢daxToB.

[ToueMy aKTBI UTPAIOT HACTOIBLKO BaXKHYIO POJb B pabore
McKinsey? Ha 3To ecTb Be IpUYUHBL. Bo-1IepBBIX, GaKTH KOM-
MIEHCHUPYIOT OTCYTCTBUE IIPAKTUIECKON HHTYUINH (06 3TOM CM.
paszen «Kaxaplli KIMeHT YHUKaJeH: He ObIBaeT mabJIoOHHbIX
pelleHU» Bo BTOPOIi IMIaBe KHUTH). BOJIBIIMHCTBO COTPYAHU-
xoB McKinsey — cnenuasucTsl IMpOKOro Npoduisa: 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 06 0YeHb MHOTOM. [10 Mepe HAaKOIUIEHUS OIBITA U
MIPOABMIKEHUS IO CIYKEOHOM JIECTHUIE OHY HAYMHAIOT 3HATh
MHoOro 06 oueHb MHoOroM. Ho ziaske Torza oHU Bce paBHO 6yAyT
3HATb TOPa3Zio MeHbIIle, CKaXKEM, O METOZAX XpaHEHHUS CKOPOIIOP-
TAIMIMUXCSA MPOAYKTOB, YeM CITeLIMaIUCT 110 ONITOBHIM OTlepaliAM
C IeCATUIETHUM CTakeM paboTHI B cymiepMapkere. Ecu y aToro
CreIaanucTa BOZHUKAET MpobieMa, TO OH HaXO[UT PelleHre ¢
TTOMOIIILIO OHOM JIUIIb UHTYUIIUK OYKBaTbHO Yepe3 HECKOTBKO
cexyH/ (BripoueM, obpaiieHue K GpakTaMm ObIBaeT HEJTUITHUM U
ZUTs Hero). Y KoHcyabTaHTOB McKinsey Takoii UHTYUIIUH HET, U
ITO3TOMY OHH 0OpalawTcsa K pakTaM B IIEPBYIO OYEPEb.

Bo-BTOpHIX, paKTHl MOMOTAIOT MobeAuTh HeZoBepue. Kak
TIPaBUJIO, BO3PACT YeJOBEKA, KOTOPOTO KOMIIaHUA TIPUHUMAET
Ha JO/DKHOCTD KOHCy/bTaHTal, coctasigeT 25-30 JieT: OH OKOH-
YT KOJUTE/K WJIM YHUBEPCUTET Ha «OTIMYHO», TpopaboTall ABa-
TPH rofia B KPYITHOM KOPIIOpaIliU 1 3aTeM MOMydw1 AuruioMm MBA
B OJHOM U3 BeAyIIuX Ou3Hec-1IKoJ (110 KpaikiHel Mepe, Tak 06-
crout zesio B CIIIA). BriBaeT, 4To B XoZie pabOThl HaJ IEPBBIM
MIPOEKTOM KOHCY/IbTAHTY-HOBUYKY IIPUXOJUTCS 3HAKOMUTH C pe-
3yJbTaTaMy CBOETO aHajM3a Mpe3uzieHTa KOPIOopaluy U3 CITU-
cka Fortune 50. PazymeeTcsi, 3TOT Ipe3n/IeHT KpaliHe HeZloBEp-
YUBO OTHECETCA KO BCEMY, UTO Oy/IET TOBOPUTH EMY JKETTOPOTHIM
27-1eTHUMN BBITYCKHUK OU3HEC-IITKOJIbI, ECJIU CJIOBA IMTOCIEAHETO
He Oy/yT MoAKpeIUIeHbl pakTaMu. DTO e BEPHO, KOT/ia MIAZIIHI
MeHeKep IIPeCTaBIsIeT CBOE IpeayioskeHue medy.

HecmoTps Ha fokasaTenbHyI0 cuty GaKTOB (a MOXKET, KaK
pas3 u3-3a Hee), MHOTHe OH3HECMEHBI UCITBITHIBAIOT TIEpe] HUMU
cTpax. BoaMokHO, 3TO 60513Hb TOTO, YTO €CJIM OHU B3IITHYT Ha
¢daKTeI IOMpUCTaIbHEE, TO UM (WIX KOMY-TO BBILIECTOAIIEMY)
He MIOHPaBUTCS OTKPHIBIIASICA KapTUHA. TaKUM JIIOAAM KayKeTcs,
YTO eCJTU HEMPUATHBIE (GAKTHI 0JITO HE 3aMeYaTh, TO OHU HCUE3-
HYT camu coboii. Hukyza oHuU, pasymeeTcs, He ucue3HyT. OTBoO-
pauuBaHue OT GaKTOB — CaMbIH BEPHBIN MyTh K HeyZAaue, Tak

1 KoHcynbraHT (associate) — HIDKHSASA CTyTIEHbKA CITy>KeOHOM JIECTHULIBI
McKinsey. O6GbIYHO YeSOBEK, IPUHUMAEMBIN 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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20 YacTb . Kak B McKinsey noaxoAsT K pewenuto npobnem

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 NOSIHOMO ONMUCaHKUs 3TOM NPO6EMbl — TO €CTb TaKO-
ro onucaHus, B KOTOPOM OTCYTCTBYET MyTaHMLA UM U36bITOYHOCTb.

Ab66peBrarypa «BVICl» 03HaYaeT «B3aMHO HCKIIOYAIOIIe, CO-
BMECTHO HCUepIbIBaole»1. DTo MPUHIUII, Ha KOTOPOM OCHOBaH
Bech Iporiecc novcka pemeHus B McKinsey, u ero 6ykBaibHO
BOMBAIOT B I'OJIOBBI KOHCY/IBTAHTOB-HOBUYKOB. KaXKbIl TOKY-
MEHT, KaXkas IIpe3eHTalysd, KaxA0e 3JIEKTPOHHOE ITMCbMO WIN
roJI0COoBOe IocIaHue moboro corpysHuka McKinsey J0mKHBL
OBITH cocTaBieHs! 110 puHIuITy BVICH. Cipocute nroboro pa-
6orasmero B McKinsey 4esoBeka 0 caMOM 3allOMHUBIIEMCS
eMy MeToZle pellleHusa IpobeM U B OTBET HaBepHAKA yCJIBI-
mure: «BUCH».

[Mpunnun BUICH cTpyKTypUpyeT MBIIUIEHHE MaKCUMaIbHO
4yeTKO (TeM caMbIM CBOZSA Ha HeT ITyTaHUIly) ¥ MaKCHMaJIbHO IO
HbIM 06pa3oM. [IprMeHeHre 3TOro IPUHITUIIA HAYWHAETCS C ca-
MOT'0 OOIIIETO YPOBHSA — C COCTABIEHMUS IEPEYHsI ITOAIPOOIEM, Ha
KOTOpble MOXXHO pa3buth npobiaeMy. COCTaBUB 3TOT IIEPEYEHb,
XOPOIIEHBKO ITOAYMaNTe, ABIAETCA JIU KKAAs U3 IOoAIpobaeM
He3aBHUCHUMOM OT ApyTux. Eciu aTo Tak, 3HaYUT, NepedrcIeHHbIe
IOAIIPOOIEMBI B3aMHO MCKJIIOYAIOT Py Apyra. Jlanee, KasKabIi
JIV aCIleKT IPOGJIEMEI OTPAYKEH B OZHOMN U TOJBHKO OZHOU IOA-
pobyieMe — MHBIMU CI0OBaMHU, IIPUHATO JIU B pacueT Bce? Ectu
3TO TaK, 3HAYUT, IlepedrC/IeHHbIe TOATTPOOIeMb, B3AThIE BMECTE,
OIUCHIBAIOT IPOGJIEMY UCYEPIBIBAIOIIUM 06pa3oM.

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
YBEMYUTD IPOZKK TOBAPOB, TPOU3BOAUMBIX GHpMOii». [Topas-
MBICJIUB, KOHCY/IBTaHThI IPEJIOKIIN CIIEAYIOLINE CIIOCOOHI YBe-
JIUYEHUs TIPOJAXK:

e U3MeHeHUe crocoba MPoAaXKU Yepe3 PO3HUUHYIO CETh;
e YCOBEPIIIEHCTBOBAHKME MapKeTHUHTa TPOAYKIINUH;
e COKpallleHUe U3JePiKeK Ha eJUHUILY TTPOAYKIIUH.

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

JlonyCTuM, KTO-TO IIPEAJIOKUT ellle OJVH IIyHKT, HallpuMep
«MozepHHU3aIus mpoliecca MPOM3BO/ACTBa». Kak 3TOT MyHKT 6y-
JIET COUETaThCA C ViKe UMEIOIUMUCS TPpeMA? DTOT IIYHKT, 6e3y-
CJIOBHO, BaXKEH, HO YETBEPTHIM OH He Oy/IET, TOCKOJIBKY SIBJIAETCS
MIOAITYHKTOM i «COKpallleHUA U3/iepKeK Ha eIUHUILLY ITPOJYK-
LIU1» — BMECTE C IPYTrMMU IOJIIYHKTaMU, TAKMMHU, HallpuMep,
KaK «Pa3BUTHE JUCTPUOBIOTOPCKOM CETH» U «YCOBEPIIIEHCTBOBA-
HUe yIIpaBjleHus CKIaJCKAUMU 3anacaMu». [louemy? Jlesio B TOM,
YTO 3TU TPU MOAMYHKTA — CIIOCOOBI COKPAaTUTDb U3AEPKKU Ha
eZINHUITY IPOAYKIIUH, K €CJIU MBI BBIZIe/TM OWH 13 HUX (WU Bce
TPH) B KauecTBe OT/ENbHOTO ITYHKTA, TO Hall MCXOAHBIN CIIMICOK
oKakeTcss u36pITOUHBIM. OH OYZET COAEPIKATh MyHKTHI, KOTOPHIE
IIepeceKaroTcs Apyr ¢ ApyroM. Takoe repeceyeHne CBUAETEb-
CTBYeT O ITyTaHUIIE B IOJIOBE Y aBTOPA M IIPUBOJUT K IIyTaHULE
B I'OJIOBE y YUTATEJIA.

[Tocye TOro Kak y Bac IMOJIYYUTCA CIIUCOK, IIyHKTHl KOTOPOTO
YeTKO OTZeJIeHHl PYT OT Apyra (T.e. UMeloT B3aUMOUCKIIoYa-
IOUH XapaKTep), cilefyeT yOeaIuThbCs, YTO 3TU MYHKTHI OT-
paXKaloT BCce acmeKTHl IpobyeMsl (T.€. X COBOKYIMHOCTh HC-
yepImbIBalollle IoJiHa). A 9TOro BepHeMcCA K IOANYHKTY
«MozepHU3anud Ipoliecca IPOHU3BOJCTBA», KOTOPBIM MBI BKJIIO-
YWINA B NYHKT «CoKpallleHue U3ZepKeK Ha eUHUILY IIPOAYK-
nuun». I1pesnonoKum, oJyH U3 KOHCYJIbTaHTOB TOBOPUT: «Ele
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MOKHO M3MEHMTDb IIPOIleCC IIPOU3BOACTBA TaKOM 00Opasom,
YTOOBI BBIPOCJIO KAUE€CTBO MPOAYKIIMI».

Ou mpaB. O3HavaeT Jik 3TO, YTO «MOZAEePHHU3ALIUIO ITpoliecca
TIPOU3BO/ICTBA» HAZ0 BBIZIETUTD B OTAENbHBIN MyHKT? HeT, He
O3HavaeT — MIPOCTO HAJ0 IeTaJIM3UPOBATh CITMCOK ellle ajblile
U BKJIFOYUTD MTOANYHKT «MozlepHU3allys Ipoliecca MpOu3BOACTBa
JUIS1 COKpallleHUs U3ZiepyKeK Ha eIMHUIY MPOAYKIIUU» B TIYHKT
«CokpallleHue U3Zep>KeK Ha eJUHULLY TPOAYKIUU», a TOAMYHKT
«MogepHU3alUs Ipoliecca IPOU3BOACTBA AJIs TOBBIIIEHUA Ka-
YyecTBa NMPOAYKIIMU» B MyHKT «YCOBepIlIeHCTBOBaHUE MapKe-
TUHTa MPOAYKI[MW». Teleph Halll CTUCOK peIIeHUu OyAeT BbI-
ISIETh TaK:

e uM3MeHeHUe crocoba IpoJaku Yepe3 PO3HUIHYIO CETh;
e YCOBEPIIEHCTBOBAHME MAapKETHUHTA TPOAYKIIAHN:
— MOZEpPHM3AIUA TPOoliecca IIPOMU3BOACTBA /IS TOBBIIIIe-
HUA KauyecTBa MPOAYKIIVH;
e COKpallleHUEe U3JePIKEK Ha eJUHUITY TPOAYKIIUH:
— MO/IepHM3aIUs IIPOIecca MPOU3BOACTBA [JIsI COKpalile-
HUS U3epKeK Ha eAUHUITY TIPOAYKIIHH.

[IpeAmonoXuM Jaee, YTO KOHCYJIBTAHThI BBICKA3aJIH U APY-
rue UHTEPECHBIE UZleU, KOTOPbIEe HEMb35I OTHECTH HU K OJHOMY
U3 MYHKTOB crKcKa. YTo fenaTh B 3TOM ciydae? Pasymeercs,
3T UJIEV MOXKHO ITIPOUTHOPUPOBATD, OHAKO TaKOE UTHOPUPO-
BaHUeE BPSZ JIL XOPOILIO OTPA3UTCA Ha KOMITAHUHU-3aKa34yHKe.
B crnucokx MOXXHO BBECTH HOBBIE ITYHKTHI, HO TOTZA 3THUX ITyH-
KTOB OKa)KeTCd CJAUIIKOM MHOro. Kak IpUHATO CYMTATh B
McKinsey, XOpOIIUii CIIMCOK /IOJIXKEH COCTOSITh HE MEHee 4eM
U3 IBYX IIYHKTOB U He 6oJiee yeM U3 NATU (HO JIydllle BCETO,
pasymeeTcs, TpH).

Y 3TOH AMIEMMBI €CTh pellleHre — BOoJIIeOHas KaTeropus
«[Ipouee». Ecyii BBI HE B CHJIAX MTOHATb, KyZla OTHECTH JBe-TPU
6JecTAILIME WZeU, Ha TIOMOIb MPUJET 3Ta Karteropusa. OaHaKO
«I[Ipoyee» He CTOUT MOMEIIATh B YUCJIO IMyHKTOB 3aIJIaBHOTO
CIIMCKA, MHAYe 3TOT CIIMCOK CTAHET BHIIVIAZIETD Hesleno. JlaHHas
KaTeropus OyzZeT HOPMAaJbHO CMOTPETHCA CPeAU APYTUX IOZA-
ITYHKTOB, OZJHAKO Ha OTKPBIBAIOLIEM CJIakiZle Tpe3eHTal[luy 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 COOIIOCTH IPUH-
uun BVICHU nomoskeT kaTeropusa «IIpodee».

KAK PELWIUTb NPOBJIEMY
HA NEPBOM COBPAHUW KOMAHAbI:
UCXO0AHASl TUMNOTE3A

PelueHne ronoBosIoMHOM I'Ip06J'IeMbI NOoX0oXe Ha ANnuTeNIbHOE CTPaH-
cTBUE, nNyTEBOAUTENEM B KOTOPOM 6y,£|,6T MCcxXoaHaqa rmnotesa.

OO6BACHUTD, YTO TaKOE UCXOAHas ruroTesa (MI'), oHa JKe TpeTuit
3JIEMEHT, Ha KOTOPBIM OITUPAETCs MOUCK PENIEHUs CTOAIIEH T1e-
€A KOHCY/IbTaHTOM IPO6JIEMBI, HEIIPOCTO. YTOOR 0ObsICHEHHE
MOJIyYMJIOCh TIOHATHee Ui Bac (M AJIs1 MeHs), s1 pa3o0bbio 3TOT
pasZies1 Ha TPU 9acTH:

e OIIpeJeseHnE PICXO,Z[HOfI THUIIOTE3HI,
e BBI/IBUXKEHHE HCXOAHOﬁ THUIIOTE3BI,
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-
XKeHHe JleJlaeTcs ellle 10 TOro, KaK Bbl IIPUCTYTIaeTe K IIOMCKY ca-
MOT0 pellleHUs. JTO 3By4UT He O4eHb IOHATHO, OAHAKO Ha CAMOM
Jiesie TaKOro poZia Bellld MBI ZiejlaeM pery/sapHO.

JZlommycTrM, BBl XOTUTE HAaWTH PECTOPAH, PacIlONOKEeHHBIN B
TOM YacTu ropoza, I7ie Bl HU pasy He OputH. Bel 3HaeTe, 4yTo Ha
CMUT-CTPUT BaM Ha/[0 [TIOBEPHYTH HA TPEThEM ITEPEKPECTKe, a 3a-
TeM CBEPHYTh HallpaBO Ha IIEPBOM II€PEKPECTKE, ¥ PECTOPaH
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6yZeT re-To 3a yIJioM. BaM U3BeCTHO, Kak Z06paThes 10 CMUT-
CTPUT, a Aajblile OCTaeTcs ¢IefoBaTh onrcanuto. [losapasiao —
Y Bac ecTb UCXOJHasd runoresal

[Touck peleHus IpobieMbl B OU3Hece CIOXKHEE MTOUCKA pe-
CTOpaHa, OHAKO CMBICJI UCXOAHOM TUIIOTE3HI OCTAETCA TEM JKeE.
UT — cBoero pozia myTeBoAUTENb (MHOTAA OYeHb IIPUOIU3UTEh-
HBI), OPUEHTUPYACH 110 KOTOPOMY, BbI PO/IBUTaeTech K pelile-
Huto. Eciu ncxoaHas rumnoresa BepHa, TO IIOUCK PELIeHUA eCTh
BCEro-HaBCero JieTajn3anysa MaplipyTa ¢ IIOMOIbI0 aHaIU3a
¢bakToB.

J1 iprMepa BO3bMEM Y>Ke 3HaKOMYIO0 HaM aMepPUKaHCKYIO
koMmmaHuio Acme Widgets. IIpeAmonokumM, Balla KoMaHzAa
JOJDKHA NIPUAYMaTh, KaK YBEIUYUTD NIPOAAXKU €€ IIPOAYKIIUU.
C 3TO}l 11eJbI0 BB, UCIIO/Ib3YS 3HAHUSA 0 613HEeCe KOMITAHUH, Op-
raHM30BaJIM MO3TOBOM IITYPM, HO TIpeX/e YeM MPUCTYIATh K
WHTEHCUBHOMY cOOpy U aHaIu3y GaKTOB, BB, BO3MOXKHO, B CO-
CTOAHWM IIPEABAPUTENBHO BBIABUHYTH CJIEAYIOIIYIO0 MCXOAHYIO
TUIIOTE3Y:

Cnocobbl YBENUYUTb NPOAAKM:

e UM3MeHeHUe crtocoba Mpoak Yepe3 PO3HUUHYIO CETh;
e YCOBEPIIEHCTBOBAaHME MapKETHUHTA TPOAYKIIUH;
e COKpallleHVe U3/IePXKeK Ha eIMHUITY ITPOAYKIUH.

Kak Oyzer mokasaHo B C/IeAyIOIEM paszese, YTOOBI BBIAC-
HUTh, KAKOT'O POZia aHAIU3 TPeOyeTCs I JOKA3aTelbCTBA WIN
ornpoBepeHus VI, KaXXABIN U3 3TUX IYHKTOB CJIeAyeT pa3buTh
Ha IIOJITYHKTHL. [IOMHUTe, YTO TUIIOTe3a eCcTh He 6osiee YeM He-
JOKa3aHHasA Teopys, a BOBCe He roToBbIH oTBeT. Eciu VTN okasa-
JIach YAAYHOM, TO UTOTOBAas Ipe3eHTalNs Pe3y/IbTaTOB IPOEKTa
IOSIBUTCS Ha CTOJIE ¥ 3aKa34rKa GyKBaJIbHO Yepe3 napy MecsIeB.
Eciu ke oOHa HeBepHa, TO IIOCJIE TOTO, KaK BEL yOeauTech B ee
oIIM6OYHOCTH, y Bac Ha pyKax 6yzeT ZocTaTouHO nHGOpMaLKH,
4YTOOB! BHIIBUHYTH BEPHYIO rumoTe3y. V' TOIBKO TOrZa CTaHo-
BUTCS IPOBOJHUKOM K PEIIeHUI0, KOT/Ia OHA 9eTKO cHOPMYIIH-
POBaHa U TakK JKe YeTKO OOrOBOPEHEI KPUTEPUH ee JOKa3aTellb-
CTBa WIU OIIPOBEPIKEHUA.
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BbIJBUXEHHE UCXOLHOH rMNOTE3bI

WT ecTb MPOAYKT CTPYKTypHpoBaHus GpakToB. ClieZ0BaTENbHO,
JUTs BRIZABIKeHMs VI y Bac [o/bKHA OBITh JocTaTouHasA GpaKTUde-
ckast 6a3a. OgHAKO HET CMbIC/IA UCKaTh MHGOPMAIIUIO, TIPEXKIe
YyeM CTaHeT U3BECTHO, I/le UMEHHO ee McKaTh. OANH OBIBIIMI
CTapIIMii MeHeKep IIPOEeKTa paccKas3as o CJeAyIoleM MeToe
BeIABMKeHUA UT™:

B Havase paboThl HaZ MPOEKTOM s CTAapaloCch IepeBa-
puTh no6Gosbiie pakTudeckoi nHbopmaruu. Jst 3Toro
s HECKOJIPKO YacOB YUTAI0 IyOIMKAIUY, Kacaloluecs
OTpac/y 3aKa3yuKa, HO ZieJalo 3To He A cbopa dak-
TOB, a JJIf TOrO, YTOOHI OIIYTUTh aTMocdepy 3ToiH OT-
paciu — ee podecCuOHAIBHBIN XXKaproH, TUIIMYHBIE /71
Hee IIpo6JIEMBI U T. I. 3aTeM 5 OTHICKHUBAIO CPEZAU COTPYA-
HUKOB OUPMEI TEX, KTO C 3TOM OTPACIbIO y)Ke paboTal.
JlaHHBIN METO/ IT03BOJIAET BXOAUTD B KypC Zlesia MaKCH-
MaJIbHO GBICTPO.

U1 BBIIBYDKEHUA UCXOAHOM THIIOTE3B! HEOOXOAUMBI JA/IEKO
He Bce GaKThl, MMeoIrecs B Hamuunu. Mudpopmaiuu Tpedy-
€TCs POBHO CTOJIBKO, YTOOBI HA €€ OCHOBE COCTaBUTh Ka4eCTBEH-
HBII 0630p oTpaciu wiu npobiemsl. Eciu mpobiema kacaeTcs
Balero co6CcTBeHHOTro 6u3Heca, To Bee TpeGyeMble GpaKThl yiKe
MOTYT OBITH Y BaC Ha PyKaXx, ¥ BaM OCTAeTCS UX IPaBIIBHEIM 00-
pPasoM CTPYKTYPUPOBATh.

CTpyKTypHpOBaHue IpobieMbl HAYMHAETCH C BBIEJIEHNA ee
KOMIIOHEHTOB, WIH «KJIF0YeBBIX GaKTOpPOB» (cM. paszesn «[Ionck
KJII0UeBbIX paKTOpOB» B I71aBe 3). 3aTeM cHOpMYyIUPYHTE ITpaK-
THUYeCKUe PeKOMEHJAIUY O TOM, KaK KOHTPOJIMPOBATh KXKABIN
13 3TuX GaKToOpoB. DTa cTaAUA PAOOTH UCKIIOUNTEIHHO BAXKHA.
JlonycTuM, IpUOBLILHOCTD Balllero OM3Heca 3aBUCHUT OT II0-
rofbl — WHBIMU CIOBaMHU, IIoroza OyzeT KIIoYeBEIM GaKTOpOM,
BJIMAIOIIMM Ha IIPUOBUIb B TEKYIEM KBapTaie. B 3ToM ciy4yae
pekoMeHganuA «Hazo MOMOJIUTBCSA O XOPOLIeH [Toroze» IPaKTH-
YeCKOU cuuTaThCs He OyZeT, B OTINYMeE OT peKoMeHganuu «Ciie-
JyeT CHU3UTH HaIlly 3aBUCUMOCTD OT IIOTOJHBIX YCJIOBUN».
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Crezaytommuii mar — Ha OCHOBe peKoMeHZauuii GopMyIupy-
I0TCSA KOHKPETHBIE 3aZa4ur. YTO HYKHO CAeIaTh, YTOOBI OCyIIe-
CTBUTH TY WIH UHYIO peKoMeHzaluio? IIpeacTaBbre cebe Hau-
6oJiee BepOSTHBIE OTBETHI HA STOT BOMPOC, & 3aTEM CITyCTHUTEChH
ellfe Ha OAWH ypoBeHb. O6AyMBIBas KAKAYIO U3 3aJadY, BHISC-
HsAMTe, KaK MOXKHO /IOKa3aTh WM OIPOBEPTHYTh TUITOTE3Y O ee
petreruu. [To Mepe HaKOILIEHU OIIbITa ¥ Bac BHIpaboTaeTcs yMe-
HUe 3apaHee OT/IMYATh JOKa3yeMbIe BEIY OT HEJOKAa3yeMbIX. DTO
yMeHHe ITOMOXKeT U36erarh IoMaZaHus B TYITHKHY.

[IpeAmoMoKUM, MIPU TTOMCKE PEIIeHUs TPOOIEMBI, TIOCTAB-
JIEHHOM KJIMEHTOM, Ballla KOMaH/a BbIZIEJIIa TaKUE KII0YEBbIe
dakTophl: paboTa oTAeNa MPoJaX, MAPKETUHIOBasI CTPATErusa U
BeJIMYMHA [TPOM3BOACTBEHHBIX U3ZiepKeK. VICX0s U3 3TOT0, BB
COCTaBWIU CJIEAYIOUIVHI CIIMCOK IMPAKTUYECKUX PEKOMEHAAIIMH
B KaueCTBe UCXOAHOM r'UIIOTE3bI:

Cnocobbl YBENUYUTb NPOAAMKM:

¢ HM3MeHeHHe crrocoba MpoJaK Yepe3 PO3HUUHYIO CETh;
e YCOBEPIIEHCTBOBAaHME MAapKETHUHTA TPOAYKIIUH;
e COKpallleH1e U3Jep)KeK Ha eIMHUITY TTPOAYKIUH.

Urak, nepBbIM ZiesloM 06paTUM BHUMaHHeE Ha paboTy oTze-
JIOB IPOZ@X. JIOIyCTHM, 3TH OTZebl OPraHW30BaHHI 110 reorpa-
¢duaeckomy npuHiumny (CeBepo-BocTounblil pernos, CpesHear-
JIAHTHYEeCKUH perrnoH, FOro-BocTOYHBIHM PErvoH U T. /1.) Y 3aHATEI
IIOCTaBKOM IIPOJYKIIH PO3HUYHBIM IIPOZABLIAM TPEX TUIIOB: 3TO
CyTiepMapKeThl, yHUBepCalbHbIE U ClIeNNaTN31POBaHHbIe Mara-
3UHBI. Bamra koMaHza BEIBUTAeT UCXOAHYIO TUIIOTe3Y: 1JIA yBe-
JmdeHus o6beMa poZaK IIPOJABIIOB ClleflyeT CrPYyIIIpOBaTh He
reorpaduvecky, a 1o TUIIaM KIMeHToB. Terepp Bamia 3azadya —
IIPOBEPUTH 3Ty TUIIOTE3Y.

Kak ee moATBepANUTh WK ONpPOBEprHyThH? IIpexze Bcero
MOJKHO HU3Y4YUTh 00beM IPOJAXK, IPUXOAAMNNICA Ha KaXKABIN
THUII KJIMEHTOB. Ec oKa)keTcs, 4TO MPOJaKK CyliepMapKeTam
B CeBepo-BocTOYHOM pervoHe BhIIle, YeM B IPYTHUX PETHOHAX,
Y BBIIIIE, YeM IIPOJAKU ABYM APYTMIM THUIIAM KJINEHTOB, IIOIIPO-
OyiiTe yCTaHOBUTH MPUYMHY. Hanprumep, U3 pasroBOpoOB C TOP-
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TOBBIMH TIpeAcTaBuUTeNIMH Acme Widgets BBl BBHIICHUTE, YTO
WM Topaszzo Jydllle, Y4eM APYTUM pPerdOHaJIbHBIM TpYIINaM, yaa-
eTcs1 paboTaTh ¢ cyiepMapKeTaMu. B TakoM cirydae He 6yeT Ju
pasyMHee OTZIaTh 3TUM TOPTOBBIM IIPeJCTaBUTESIM KOHTPOJIb 3a
MTOCTaBKaMH MPOAYKIIUY BCEM CyIlepMapKeTaM CTPaHbI, YTOOBI
TIPOZAKYU STOMY TUITY KJIMEHTOB BEIPOCIY ITOBceMecTHO? Kak aTo
JefiCTBUE OTPA3UTCA Ha OOIIUX MPoAarkaX KOMIAHUU?

B pesynbraTe Takoro pozia paccy:k/ieHui BO3HUKAET «JJePEBO
3aZlau», KaK ero Ha3eIBaloT B McKinsey. OTo fiepeBo CTPOUTCS TakK:
BHI 6epeTe UCXOJHYIO TUIIOTE3Y, COCTABIAeTe pEKOMEHJAIIUY U
noZipasziesisieTe UX Ha 3aZlauu. B utore mosydyaeTcs KapTUHKa Ha-
moZiobvie IPUBEZEHHOM HITKE.

C mocTpoeHUEeM «ZepeBa 3a/jay» ¥ Bac B pyKax MOSABIAETCS
IUTaH JeWCTBUH 10 pelleHUI0 UCXOAHOU mpobiemsl. J[o 3Toro
MOMEHTa OOJBIINX CIOKHOCTEH BO3HUKAThH He JO/KHO. OHU
HaYMHAIOTCS, KOTZja BBl HAUHETE KOMaTh ITybiKe, YTOOBI JOKa-
3atpb UI'.

Mpumep «aepesBa 3apay» gna Acme Widgets

Peopranusaums
OTZeN0B NPOAaK

M3meHeHne MoBbiweHWe
cTpaTeruu npoaax KBaNMdUKaLuum <
npoAaBLOB
Crparterus
NPOABUKEHMS
NPOAYKUNK
KauectBo
NPOAYKUNK
YBennuenue YcoBepleHCTBOBaHNe VnaKoBKa <
o6bema npoaax MapKeTuUHra

PeknamHasn

cTpaterus

HoBble

WUCTOYHUKKN <
Cbipbs

CoKpalLeH1e usaepmex Mpouecc

Ha eAnHHULY NPOAYKLMM NpOM3BOACTBA
Cuctema
ancTpubyunu
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NPOBEPKA UCXOHOH rMNOTE3bI

[pexzie YeM ZeiCTBOBATh COIVIACHO MOJIy4YeHHOMY IUIaHy, He-
JIMIIIHE ellle pa3 TIIATeJIbHO NPOAYMATh HaIlly UCXOAHYIO CHIIO-
Te3y. SIBJIsIeTCA JIM OHAa HAWIydIlel U3 BCeX TUIOTe3, KOTOPhIE
MOJKHO BBIZIBUHYTh Ha OCHOBE 3HaHUI 00 OTpaciv, O KJIHUEHTE
WJIM KOMITAaHUU? Bee Jii CTOpOHBI TIPO6IeMBI TPUHATHI B PACYET?
Bce si1 pakTOpPHI HOMANIK B TI0JIE 3peHus? Bee iu pekoMeH
MIPaKTUYECKU OCYIIIeCTBUMBI?

Paccka3sbiBast O BBIZIBIXKEHUH UCXOLHOM TMITOTE3bI, S TOBOPII
«Ballla KOMaH/Ia» BMECTO «BEI». JleJI0 B TOM, 4TO, KaK CBU/IETEb-
CTBYET OMBIT (HE TOJBKO MO, HO U OIBIT JPYTUX COTPYAHUKOB
McKinsey), ©CXOZHbIE TUTIOTE3bI, BLIIBUHYTHIE B pAMKax KOMaH/I-
HOIi paboTHI, Yalle Bcero 6HIBAIOT HAMHOTO CHJIbHEE THIIOTES,
BBIZIBUHYTBIX OTAENIbHBIMU JIOAbMU. [ToyemMy? Bo3MOXKHO, TIpU-
YHUHA KPOETCS B TOM, YTO B OAMHOYKY HaM TPYAHO KPUTHUYECKU
OTHOCUTBCS K COOCTBEHHBIM MBICIAM. [IIsT 3TOTO HYKEH B3IJIAZ
CO CTOPOHBI. HawIydIuM CTUMYJIOM JJIT MBIIIJIEHUA SBJISETCS
paboTa B IpyTile U3 TPEX-UYETHIPEX COOOPA3UTENBHBIX JIIOAEH.

HTaK, Korza KoMaHJa 3aiiMeTCs BRIIBIKEHUEM UCXOJHOU T~
TIOTE3bI O PeLIeHUHU MPOOIEMEBI, IyCTh KAXKAbIM YU4aCTHUK TIPE-
JIOKUT COOCTBEHHYIO €€ Bepcuio. [Ipu 3TOM JIIOAU AOJIKHEI CTa-
paThbcs He TOJMIBKO CTUMYJIMPOBATh MBILIUIEHUE APYT APYyTa, HO U
KPUTHYECKU OLIEHUBATh BO3HUKAIOIIUE UeU. ECITU BB pyKOBO-
JUTEe KOMaHZOM!, TO JO/DKHBI KOHTPOJIMPOBATD IPOIECC KOJUIEK-
TUBHOTO MBIIUTIEHUA. HayunTech CMOTpETH Ha BCE, O YeM FOBO-
PHUTCA, CO CTOPOHBI — CIIpaIIuBaiTe: «A YTO, €CIM U3MEHUTH
3TO, TIOATONKHYTB TO, IPEACTABUTb CUTYAIHIO C APYTOM TOYKU
3peHUsA?» PazymeeTcs, KOJUIEKTUBHOE MBIIIUIEHHE HEU30eXKHO
COTPOBOXKAAETCS U MYCTBIMU Pa3roBopaMu. ITO COBEPIIEHHO
HOpPMAaJIbHOE ABJIEHUE, TIO3TOMY CTapalTeCh UCIIOIb30BAaTh BCE,
YTO MOATAJKUBAET MBICTh B HY’)KHOM HarmpasieHud. (B rase 9
MBI TOApoOHEE OCTaHABIMBAEMCS Ha IPUEeMax U MeTo/laX Opra-
HU3aIUH KOJUIEKTUBHOTO MBIIIUIEHMS.)
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[(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. [IBYX OAMHAKOBbLIX NP06/ieM He BblBaeT — KaxKaylo
HYXXHO pellaTb UHAMBUAYANbHO.

B aTOM rnaBe A paccKaxy, Kak KoHcynbTaHTbl McKinsey noaxo-
[AT K peleHunto Npo6iemsbl, a Takxe JaM HECKOJIbKO COBETOB O TOM,
KaK MaKcMManbHO 3bdEKTUBHO MPUMEHATb Ha NPaKTUKE METOAUKY
NMOWUCKa PeLIEHUS.
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MPOBJIEMA HE BCEr 1A OYEBUHA

KnueHT onucbliBaeT BaM cBoto npobnemy. OgHaKo npexae yem 6po-
caTbCs ee pelwaTb, ybeauTecb, HTO UMeeTe Aef0 C HACTOSWEN, a He
Kaxylliencs npobnemon. BnonHe BO3MOXKHO, YTO HacToslwas 6yaeT
COBCEM WHOW, YEM Ta, ONMCaHMUE KOTOPOW Bbl MONYYHUIN.

Mo cioBaM 6bIBIIETO KOHCY/IbTaHTa McKinsey, paHee paboras-
11ero HayYHbIM COTPYAHUKOM, IIPOIlecc ITOMCcKa pellleHNs cBoeit
KOMIUTIEKCHOCTBIO ITOXOJK Ha JledeHre 6oe3Hu. BonbHO HuzeT K
Bpady U TOBOPHT, 4YTO Y Hero, CyZd 1o BceMy, rpumnil. [Ipu sTom
OH MepPeYUCIISIET CUMITTOMBI: TIEPIIUT B rOpJIe, 6OIUT FOJIOBA, Te-
yeT U3 Hoca. OHaKO Bpay He CTAHET CJIEINO JOBEPATh MHEHUIO
60s1bHOTO. OH U3YyYUT UCTOPUIO OOJIE3HU, 33/1aCT HECKOIBKO BO-
MIPOCOB Y TOJIbKO 3aTe€M MOCTaBUT JUATHO3. Y OOJIBHOTO MOXET
OBITH TPUII, IPOCTYZA WM HEUTO IOCEpbe3Hee, OJHAKO B JIIO-
60M ciydae Bpad He CTaHeT IPUHMUMATh Ha BEPY TOUKY 3pEHUs
camoro 60JIbHOTO.

Pabotas B McKinsey, Mbl yOeIUINUCh, YTO KIUEHTH YMEIOT
CTaBUTH cebe AMATHO3 He JIyYllle 3TOro 6osbHOTO. Yalle Bcero
OHM NPUXOAVIIU K HaM U OIIKMCHIBAJIN CBOU MTPOGIEMBI B CAMBIX
TyMaHHBIX BEIpakeHUAX. Hanpumep, Mot caMbIii IepBBIii IIpo-
eKkT B ®upmMe GBLT MOCBAIIEH «ITOBBIIIEHUIO TPUOBUIN» UHBE-
crunuoHHoro 6aHka B Hblo-Mopke. Takas GopMyaupoBKa
npo6sieMbl HallOMUHAaIA 60JIPHOTO, KOTOPBIH MPHUIIET K Bpady
U ckasain: «§I cebs IUIOXO YyBCTBYIO». VI3BecTeH ciy4al, Koraa
KOMaH7Zla KoHcynbTaHToB McKinsey 3aHAnmach OlleHKOM BO3MOXK-
HOCTeH paciIvpeHus 6M3Heca OZHOTO U3 MOApa3jee Ui po-
U3BOZACTBeHHOMN KoMIaHuu. CIyCTA HeCKOIbKO HeZesb, ToTpa-
YeHHBIX Ha cOOP ¥ aHAIN3 JaHHBIX, KOMaH/Ia IIPUIILIA K BEIBOAY,
YTO BMECTO PACIIUPEHUS 3TOMY NOAPA3JEJIEHNUI0 HAZl0 CPOYHO
3aKpBIBATbCA.

ECTb TOJBKO OAVH CIIOCO0 Y3HATh, HACKOJIBKO peabHa MPOo-
6yieMa, PeNUTb KOTOPYIO BaM MPEIJIOKWIN, — 3TO KOTIaTh
y6xxe. Cobupaiite paxTel, 3aZaBaliTe BOMIPOCH, CYHTe Be3/e
CBOI1 HOC. /IOBOJIBHO OBICTPO BHI YOEAUTECH, UTO ABUTAETECH
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