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[NABA 1

OpraHmusauuu NpoLBeTaT
C CUJIBHBIMU IUgepaMu

MBMEpI/IMOe BIIMAHNME BBEIAAIOIMINXCA JINOEPOB

BbI KOI'ZIa-HUOY/Ib pabOoTaNIN B OPIaHU3AIUH, B KOTOPOH BCE ILJIO
JIOCTATOYHO IVIAJIKO: LIEJIU JOCTUTAJIUCh, COTPYHUKU BBIITOIHS-
JIM CBOM 332/1a4H, 4 KOMIIAHU S B 11EJIOM JIOOGHBAJIACH HETIJIOXUX PE3YIb-
TATOB? A 3aT€M IPHIIEJ HOBbIM PYKOBOAUTEIb — U CUTYALMA U3ME-
HUJIACH K JIYYIIEMY. DHEPIrUs COTPYAHUKOB CYIIECTBEHHO BO3POCIA;
YCHJIMJIOCH 9YBCTBO I'OPAOCTH 34 OPTdHU3AIIHIO; YCEPJNE H CAMOOT-
J1a4a COBEPIINJIN PBIBOK BIIEPE; OBLIU ITOCTABJICHBI U C SHTY3UA3MOM
MNPUHATBl CMEJIBIC 1IEIU, 4 JOCTUTHYTBIC PE3YIBTATE UX JIaXKE Ipe-
B30HLIN. PA3HUIlY HOYYBCTBOBAIN BCE. A OyXTaJITEPHI JAKE CMOIIN
U3MEPUTD YIyUIICHHUE.

Bo3MOXHO, BAM 3HAKOMA U OOpATHAS CUTyalus. Bel padoranu
B OPraHMU34aIIUY, B KOTOPOM BCE IIJIO IOCTATOYHO XOPOIIO, 4 3ATEM
ITOSIBUJICST HOBBIH PYKOBOJIMTEIIb U BBl YBUJIC/IN, YTO BCC OGBICTPO
Pa3BaIUBAETCA HA 9aCcTU. CHA4Ya1a BB OOPATUIN BHUMAaHHE HA TO,
YTO M3 KOMIIAHHNU yXO,E[HT JIydHIne CrICIua/JINCTBI; 34TEM KOH(pIII/IK-
Thl CTAJIU 6OJIEE OYEBU/IHBIMHY, Ballld paboTa KaK OYJTO yTpaATHIA
Ba’KHOCTB U BBI IIEPECTAJIN ITOJIYYATh OT HEE YJOBOJIbCTBUE. Bamiu
KOJIJIETH 3ATAUINCH KAXK/IbI B CBOEM YIJIy — JIUIIb ObI UX HE TPO-
rasnu. CHU3UJIACh YIOBJIETBOPEHHOCTH. CO CTOPOHBI BBICIIETO MeE-
HEJKMEHTA JOHOCATCS O€3yAeprKHAsl KPUTHUKA U BopyaHue. Co3-
JIA€TCSA BIEYATIIEHUE, YTO MIPOABHUKEHHE MO CNyK6€ OOYCIOBIEHO
IIOJIUTUKOM, 4 HE 3(P(PEKTUBHOCTHIO pabOTHL. Pemenus pykoBo/-
CTBA KAXKYTCA HEOOOCHOBAHHBIMH WU HECHPABEANUBBIMU. Pe3yb-

TAaThl YXYAIIAIOTCA, d HpI/I‘-II/IHOI;I ATOI'o CTAHOBATCA BalllK KOJIJICT'HU
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OPFrAHWM3ALUWMU NPOLUBETAKOT C CUNbHbBIMW NUAEPAMMN

BMECTE C H3KOHOMMHUYECKON U PBIHOYHOU cUTyaunuei. KinodyeBbix
COTPYAHUKOB YBOJIBHSIOT, YBEJIMUNBAS HAIPY3KYy Ha TEX, KTO IIOKA
OCTaNCs. PE3ynbTaThl HPOJOJIKAIOT YXYAIIATHCSA, PA60TA KAKETCA
BaM BCE 0O0JI€€ TSAXKEIION, U Bbl HAUMHAETE AyMaThb O IIOOEre ¢ 3Tou

KaTOPTH.

Pa3HI/my MOXHO U3BMEPUTDH

TOT, KTO HAa COOCTBEHHOM OITBITE HUCITBITAJI BO3/ICHCTBUE XOPOIIETO
U TIJIOXOTO PYKOBOZCTBA, HABEPHAKA MOYYyBCTBOBAJ Pa3HUILY. JIIoau,
NPOILIEAIINE YEPE3 NMOJOOHBIE NIEPEMEHBI, 3HAIOT, YTO 3TO TAKOE.
HO MOXKHO JIM 3TH IEPEMEHBI IIPOIHO3UPOBATH? CyLIECTBYET JIU Of-
HO3HA4YHAsA KOppeJIanusa Mexay 3O@PEKTUBHOCTDBIO IUAepa U yClie-
XOM OPTaHU3ALUNU? MOKHO JIU PA3BUTD JIMJIEPCTBO 0 BBIIAIOIETOCA
ypoBHA? Eciin 12, TO CymeCcTBYET JIH 3(POEKTUBHBIA METOJ, TOMOT'a-
IOMIUI JTUIEPAM Pa3BUBATLCS?

B nporecce macmTabHbBIX UCCIEJOBAHNUI Mbl OOHAPYKUJIU MIPSi-
MYIO CBSI3b MEXKY 3(P(PEKTUBHOCTDIO JTUAEPA U MHOKECTBOM BASKHBIX
OPraHU3AIUOHHBIX PE3YJIHTATOB. MBI IPUIILIHN K BEIBOJLY, YTO BbIJ1AI0-
HMUECS TUJIEPHI YBETMYNBAIOT IIPHUOBLIb, TOBLIAIOT YAOBIETBOPEH-
HOCTB NOTPEOUTENEHN, COKPAIAIOT TEKYYECTb KAJPOB, YCUINBAIOT

BOBJIEYEHHOCTD U JIYYIIE PA3BUBAIOT COTPYAHUKOB.

[naBHBIE BOITPOCHI O BRIAAKIIEMCS JINEPCTBE

YTOO6BI OHATD, YTO JIC/IAET JIU/ICPOB BBIIAIONIUMHUCS, HEOOXOIUMO

HAaMTHU OTBETHI HA PsiJl BASKHBIX BOIIPOCOB:

— OTKy/1a UMEHHO 6€pPYTCS BBIIAIOUIHUECS JINJIECPBI?

— MOKHO 11 TAKUX JIMJIEPOB PA3BUTH UJIU BCE CBOJUTCS K BbI-
60py NPUPOKACHHBIX JTUJEPOB?

— Kak opranmsanuu ux onpeaensaor?

— YTO 3TH IUJIEPHI AEIAI0T UHAYE, YEM UX KOJLJIETH?

Kynutb kHUry Ha cante kniga.biz.ua >>>

[29]


https://kniga.biz.ua/book/management/70/7548/?utm_source=site&utm_medium=pdf&utm_content=7548

[30]

YEMY YUAT NULEPA ETO CUNbHBIE CTOPOHBI?

— YTO MOXHO CJEIATh, YTOOBI PA3BUTh KAK MOXXHO OOJIb-
€ TEX, KTO OOECNEUYNUBAET OTPOMHBIE MTOJIOKUTEIBHBIE
HU3MEHEHUSA, U OTCEATb TE€X, KTO BEAET OPraHHU3ALIHIO
K IIPOBAJIY?

— MO’€EM JI1 MBI IOMOYB YK€ PAOOTAIOM UM B HAIIIEH KOMITA-
HUU PYKOBOJUTEJISAM YCBOUTD IIOBEJCHUE U PA3BUTH B cebe
Ka4€eCTBA BBIJIAIOIINXCA TUAEPOB?

— W HakoHeL, IOYeMy HEKOTOPBIM OPI'dHHU3ALUAM YAACTCS
00€ECIEYUTh YCTOUYUBBINA IIPUTOK TAKHUX PYKOBOJUTEJIEH,
a Jpyrue MOCTOAHHO JOIYCKAIOT OMIUOKH B IIPOLECCE UX

BBIOOPA U PAZBUTHS?

DTO JIUIIb HCKOTOPBIC BOITPOCHI, HA KOTOPBIC MbI ITOIIBITACMCA OT~

BETUTH B JAHHOM KHUTIE,

PEBYHBTaTBI npegergyumero umccjienoBaHuAa

B namert 6onee pannen kuure (The Extraordinary Leader) Ml uc-
K411 OTBET HA BOIIPOC: HAJIMYUE KAKUX XAPAKTEPHUCTUK UIU KOM-
HETEHIUN MO3BOJISIET TOYHEE BCETO OTIMYMUTD JIYUIINUX JIUJIEPOB
OT XYJIINX PYKOBOAUTENECH? YTOOBI MOHATH KJIIOYEBBIC PA3IUYHS,
MBI IIPOAHAJIU3HUPOBAIN AaHHBIE O 20 ThICAYAX PYKOBOAUTEJIECH,
OIICHEHHBIX C IIOMOIBIO PA3JUYHBIX BAPUAHTOB MIOJIYYECHUS 0O-
PATHOM CBSI3U TTO METOY «360 rpasiycoB». Bce BMeCTE 3TH TaHHbBIC
CofiepaKaIn OLIEHKY 6ojiee yeM Mo 1850 HOBEAEHUYECKUM XaPaK-
TEPUCTUKAM O6oJsiee ueM OT 200 ThICSAY OLEHIIUKOB. AHAJIU3 3TOU
UHGOPMAITUH TO3BOJIM/I HAM BBISIBUTH 16 KOMIICTCHITN, KOTOPBIC
HAWJIYYIIUM OOPA30M OTINYAIOT JIYUIIUX JIUJIEPOB OT XYAIIUX PY-
KOBOJIUTEJICH.

B xoze panpHEHIero uccjaeJoBaHus Mbl BIJACIUAN 49 TTOBEICH-
YECKUX UHAUKATOPOB, NO3BOJISIONIUX TOYHO U3MEPUTD 3(PPEKTHUB-
HOCTB JIUJICPOB MO 16 OTIIMYUTEIHHBIM KOMIICTCHITUIM. DTH KOM-
METEHITUHN JABAJIN NIPE/ICTABICHUE O TOM, KAKHE JCUCTBUS MIOXUX
PYKOBOJUTEIIEN BEAYT K IIPOBATY, 4 TAKXKE KAKUE AECUCTBUA Jyd-

WX JIMJIEPOB IAPAHTUPYIOT ycreX. OIeHKa KOMIIETEHIIMHI OblIa
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OPFrAHWM3ALUWMU NPOLUBETAKOT C CUNbHbBIMW NUAEPAMMN

BBIMIOJIHEHA OJIMIKAUIIUM OKPYKEHHUEM PYKOBOAUTEIICH: UX HAYAJIb-
HUKAMHU, KOJJIETAMU, IPSIMBIMHU MOAYUHEHHBIMHY, 4 TAKXKE IPYTUMU
JIUIAMU, TAKMUMU KAK HOJYHNHEHHBIC IIOAYUHEHHBIX, ObIBIIINIE KOJIJIC- [31]

I'U, IOTPEOUTEIIN U ITIOCTABIIUKU.

OpraHmusanuy HyXAawTCca
B CUJIBHBIX JINZiepax Ha BCeX YPOBHAX

3a BpeMms, HPOLIEHIICE [1I0CJIE ITUX OTKPBITHI, Mbl OLICHUINU (-
(PEKTUBHOCTD enie OKoI0 100 THICSY TUJEPOB B OPraHU3AIUIX BCEX
Pa3MEpPOB IO BCEMY MUPY. B Xozi€ 3TOro uccjiefoBaHusa Mbl OOHAPY-
JKUJIM, YTO B HEKOTOPBIX OPIaHU3AIUIX ObLJIO MHOI'O BBIJAIONIUXCS
JIUJIEPOB, 4 B HEKOTOPBIX — TAK MAJIO, YTO ATO 'PAHUYMIIO C UX IO~
HBIM OTCYTCTBHUEM. ECJIM Ka4eCTBA BBIAAIOMIUXCS JIUJIEPOB SIBJISAIOT-
Csl BPOKJAECHHBIMHU, TO MOKHO MPEAIIONOXKUTDH, YTO OPraHU3ALUU
C 60JBIINM KOJIUYECTBOM TAKUX JIUJIEPOB JTOJIKHBI ObIJINM UCHOJb-
30BATb HEKUI BBIJAIOIIUICS IIPOLIECC JIJIsI UX OTOOPA. A B OpraHN3a-
MUIX C 1€PUITATOM BBIJIAIONHUXCS JIUJIEPOB MTPOIECC UX OTOOPA OBLIT

HE3(PPEKTUBHBIM.

ITpoueccel oT60pPa OAMHAKOBEI

OJIHAKO, MPOAHATUUPOBAB IIPOLECCH OTOOPA PYKOBOJUTENIEN
B PA3HBIX OPraHU3AIUAX, MBI HE OOHAPYKUJIU MEXKAY HUMU CYIIE-
CTBEHHBIX PA3JIUYUNH. B IENCTBUTENBHOCTU TUJEPCKHUM TATAHT YaIle
BCET'O IIPOSBJIACTCS C HAKOILJIEHUEM OIIBITA PA0OTHl B OPIaHU3ALUHU.
[To3aTOMY T€ OPTAaHU3ALUU, KOTOPbIE 001a1aI0T 6OJBIIUM KOJIUYE-
CTBOM JIMJIEPCKUX TAJAHTOB, JOOUBAIOTCSI 3TOT'O, CTAPASICh COXPaA-
HATb COTPYAHUKOB B TCYCHUE JJIMTEIBHOI'O BDEMEHH 1 BBIPAIUBATH
U IIPO/BUTI'ATH JIUEPOB U3HYTPU.

ITpyn HAGIIOAECHUHN 34 OPIAHU3ALIHUAMU C OOJIBIINM KOJIHYECTBOM
BBIJJAIOIIUXCA JIUJAEPOB Mbl OOHAPYKHUJIN HECKOJIBKO UX XAPAKTEP-

HBIX YEpPT.
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YEMY YUAT NULEPA ETO CUNbHBIE CTOPOHBI?

1. Beiparomuecs IuAepsl NPUTATUBAIOT K cebe IPyrux Ta-
JIAHTJIUBBIX JIIOJEH. [TOTOOHO MArHUTAM, PACIIONIOXKECHHBIM
JIOJKHBIM O0pa30M, TAKHE JIU/AEPBhl 001a]aI0T OTPOMHON
CUJIOU IIPUTSKEHU . [Ipyrue KOMIIETEHTHBIE PyKOBOAUTEIN
CTPEMSATCS pabOTATh C HUMU.

2. Bergaromuecs muepel pACKPBIBAIOT CKPBITHIE CITIOCOOHOCTHU
TEX, KTO Pa00TAET PSAZOM C HUMH. DTO IPUBOAUT K PA3BU-
THIO TIOJIOKATEIBHBIX KA4ECTB, (POPMUPOBAHUIO CHUJIBHBIX
KOMAaH/l U PACHIUPEHUIO COTPYTHHUYECTBA.

3. Bprgamomuecs Juaepbl CKJIOHHBI OCTABATHCA B OPTraHU3a-
MU U Pa3BUBATh €e. OHU MPUXOAAT HE IPOCTO IMOTOMY,
4TO UX IIPUBJIECKIA OPTAHU3ALU U JPYIUE JIUAEPBI, Pado-
Taromue B Her. OHU IIPOLBETAIOT B HEH, IIJIOJOTBOPHO CO-
TPYAHHUYAIOT U PA3BUBAIOT APYT APyra U, IOJOOHO CAJOB-
HHKAM, BBIPANIUBAIOT OPraHU3AIUIO, KAK CBOM cajJl. OHU
HE XBATAIOTCSA 34 IIOCTYIIAIOIINE U3 BHEIIHEI'O MUPA IIPEJ-
noxeHus. X AIUTENbHOE IIPUCYTCTBHE B OPTraHU3AIINN
CO3/1A€T B HEH aTMOC(HEpPy CTAOUIBHOCTH, YBEPEHHOCTU
U YCTOUYUBOCTHU.

[T1oxue pyKOBOAMTENN — IIOJAHASA MPOTHUBOIIOJIOXKHOCTD BbI-
JaomuMca aujaepaMm. MX BAMAHUE CPOJHHU TAXKKOMY OpPEMEHH.
Kak u mo601 Apyrom rpys, uxX J€HUCTBUA TAHYT OPIAaHU3AIUIO BHUS.
COTPYAHHUKH CTAHOBATCA MUHEPTHBIMHU. [I0OJO6HO TOMY, KaK B KaOHHE-
T€ PEHTICHOAUATHOCTHUKHU TEJIO MALIMEHTA 3AKPbIBAIOT CBUHIIOBBIM
dapTyKOM, TaKUE PYKOBOAUTEINU OJIOKUPYIOT SHEPIUIO CBOUX IO/ -
YHMHEHHBIX.

[Tpu HAGIIOAEHUHN 32 OPTAHU3AITUAMHU C HEXBATKON BBIJJAIONMXCS
JIMJIEPOB MbI OOHAPYKUJIN IPYTHUE XAPAKTEPHBIC YEPTHL

1. DTH pyKOBOAUTEIU HE CIIOCOOHBI IIPUBJIEKATD JIYUYIIHE TA-
JIAHTBL. BbIIAIONMECS JIUEPHI €III€ HA PAHHEM dTaIlE NO/I-
060pa YyBCTBYIOT, YTO OPTAHU3AIUHU, B KOTOPBIX IIAPUT HE-
3/10pOBast aTMOC(hepa, HE JIyUIIee MECTO /1151 JaJIbHEHUIIICH
Kapbeperl /la 1 HEyBEpEHHBIE B ce6€ PYKOBOIUTEIN BPSIJ] TN
CTAHYT HAHUMATDb 60iee 3PPEKTUBHBIX TUJAEPOB, YEM OHU
CaMu.

Kynutb kHUry Ha cante kniga.biz.ua >>>



https://kniga.biz.ua/book/management/70/7548/?utm_source=site&utm_medium=pdf&utm_content=7548

OPFTAHU3ALUMU NMPOLUBETAKT C CUNbHBIMWU NUAEPAMMN

2. DTH PyKOBOJIUTEIHN HE CIIOCOOHBI TPOOYKAATH JIYUIIIHE Ka-
4ECTBA B OKPYKAIOIUX JTIOAAX. Yale BCEro OHM NOAABIAIOT
1 OT'PAHHUYUBAIOT MOJYUHEHHBIX. B TAKUX OpraHmu3sanusax
HIUPOKO PACTIPOCTPAHEHBI PACCOITIACOBAHHBIE, KOHTPIIPO-
JYKTHUBHBIE JEUCTBUSA HA YPOBHE OT/IC/IBHBIX COTPY/HUKOB
1 1IEJBIX KOMaH/l, 4 TIOPOXKJAEHHOE 3THUM Pa304apOBAHUE
CTAHOBUTCS IIOCTOAHHBIM IIPEJAMETOM JJIs PA3rOBOPOB.

3. B Takux OpraHusanuax 4acTO MEHSAETCS PYKOBOJACTBO.
M xopomue 1njepol, KOTOPbIE MHOTJA BCE-TAKH PACLIBETA-
IOT B HUX, NPEANOYUTAIOT YXOJUTh U JIBUTATbHCS JAJIbIIE.
Yarmge BCEro UX KPaTKOBPEMEHHBIE TIPUXO/bl BBIIMBAIOT-
Csl B HU3KYIO 3(PPEKTUBHOCTb PA6OTHI OPraHU3ALHUH. DTO,
B CBOIO OY€PE/Ib, BJICUYET 32 COOON POTAIHIO PYKOBO/ICTBA
C LEJIBIO YIYYIIEHUS PE3YABTATOB JAEATEIbHOCTH OPIaHU-
3anuu. [Ipu TaKOM ITOJIXO/I€ HU O KAKOM CTAOHMIBHOCTH, yBE-
PEHHOCTH U YCTOMYUBOCTU HE MOKET OBITh U PEUH, UTO €IIIE
OoJIbIIE YCYTYOIAET CUTYALIUIO B OPraHU3AII U,

Mepapxuueckas CTpyKTypa opraHusauuii

OO6BIYHO 3(P(PEKTUBHOCTD JUJAECPCTBA MOBBIIIACTCS IIPU IOAbEME
Ha 60J1€€ BBICOKHE YPOBHH OPraHU3al MU, HeCMOTpPs Ha UMEIOIUECs
HUCKJIIOUEHMS, 3TA TEHJICHIIUA BECbMa YCTOUUYHBAS U OJTHO3HAYHAS.
JInzepsl, HAXOAAIIMECH HA BBICIIEM YPOBHE MEPAPXUH, ITOJIYUAIOT
OT OKPYKAIOIIMX 60JIEE€ BLICOKYIO OLIEHKY, YEM HUX MNOJYMHEHHBIE —
PYKOBOJIUTENN, HAXOAAMUECA HA YPOBEHD HUKE. DTU PYKOBOJUTEIIH,
B CBOIO OYEPE/Ib, TOKE MOIYUAIOT 6OJIEE BBICOKYIO OLICHKY, YEM UX IO/~
YHMHEHHBIE, U TAK /1AJIEE — JJO CAMOI'O HUYKHEI'O YPOBHS OPIraHU3AI U U.

B xome wuccienoBaHUs, OXBATUBIIETO 5285 PyKOBOAUTEIICH
U3 MATH OPTAHU3AIMH, MBI OLICHUIN 3(PHEKTUBHOCTDH YIPABICH-
LIEB PA3HBIX YPOBHEI. [TokasaTesnb 3(POEKTUBHOCTU JIMAEPCTBA ObLI
OIIPEJIEJIEH PE3YJAbTATAMH HAIIEI'O UCCJEJNOBAHUA «Bblgaromuncs
JUJEP», UCIOJIB3YIONErO OOPATHYIO CBSI3b METOAOM «360 rpajy-
COB». [IpOaHAIU3NUPOBAB PE3YIBTATHI KAXK/I0M OPIaHU3ALUU, MBI CO-
CTAaBHUJIN I'padUK, WUIIOCTPUPYIOIMNHI PA3JINYNA MEXAY CPEIHEN

Kynutb kHUry Ha cante kniga.biz.ua >>>

[33]


https://kniga.biz.ua/book/management/70/7548/?utm_source=site&utm_medium=pdf&utm_content=7548

YEMY YUAT NULEPA ETO CUNbHBIE CTOPOHBI?

3(PPEKTUBHOCTDIO JTUAEPCTBA HA PA3HBIX UEPAPXUYECKUX YPOBHAX

opranuzanui (puc. 1.1).
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ObdeKTNBHOCTD NMAEPCTBA,
nepueHTUIN

BepxHuin ! CpegHui ! HuxHMR

YpoBeHb pykoBoauTensa

Puc. 1.1. 3cdeKTMBHOCTL MAEPCTBA MO YPOBHAM

BepxHUM ¥ HYXXHUN NTpefesnsl

CpenHuI1 pa3pbiB MEX/AY YPOBHAMM MEHE)KMEHTA COCTABIISAET OKO-
710 14,5 nepueHTuns. TAKUM 06pa30M, €CJTH OPTAHU3AIUS XOUET, YTO-
OBl €€ MEHEPKEPHI YETBEPTOI'O YPOBHA MONAAAH (B CpEAHEM) B 50-11
MEPLIEHTUb, TO PYKOBOJUTEIU BBICIIEI'O YPOBHS JIOJIKHBI JIEMOH-
CTPUPOBATH 3PPHEKTUBHOCTD, COOTBETCTBYIOILYIO (B CPEAHEM) 94-My
HEPLEHTHIIIO.

Y Hac OBl OIBIT PAOOTHI C OPIAHU3ALHUAMY, B KOTOPBIX OO
3(PHEKTUBHOCTL PYKOBOJUTEIEN BBICIIETO YPOBHSA COOTBETCTBO-
Basa 65-My HEPIEHTHIIO. DTO O3HAYAJIO, YTO, C BBICOKOI BEPOSITHO-
CTBIO, CJIEAVIOMNNI 60JIc€ HU3KUI YPOBEHb MEHE/KEPOB MONAJECT
B 50-I1 IEPIIEHTUIb, 4 KAXK/IbII OYEPENHOU YPOBEHb — B €lI€ 60JIee
HU3KHE EPLEHTUIN. TaKk OHO U ObLJIO HA cCaMOM zeie. M Takas cu-
Tyalus NPUBOANUIA K TAJIEKO UAYIIUM ITOCIEACTBUAM. [TokasaTenn
IIPUBEPKEHHOCTU COTPYAHUKOB B 3TUX OPraHU3AIUAX IO A

B 32-1 NEPLIEHTUJIb.
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