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O nepenaye BIaCTU HAEMHOMY
MEHEIKEPY

B coBpeMEHHBIX KOMITAHUIX ME€peIada BJIaCTU
HAEMHOMY MEHEIDKEPY MNPOUCXOIUT B 4-X OCHOBHBIX
ciay4dasx:

v IEpECTPOrKA (DYHKIIHOHAIBHON CTPYKTYPhI B
NEIEHTPATIM30BAHHBIW XOJIIUHT.

vILIaHbl Ha4aTh COBEPIICHHO HOBBIM OM3HEC
v/ YXOI B «IPaBUTEIBCTBO» (AAMUHUCTPALIUIO, TYMY );
v/Bilafeiel On3Heca *KUBET MW HAMEPEBACTCS KUTh 3a
TPAHULIEN;



3aKJISATBIC APY3bs UIH IIAPTHEPHI?

[IpoOnema OTHOIIEHU COOCTBEHHUKOB M HAEMHBIX
MEHEIKEPOB ycIHelia IPpUOOPECTH TaKOM K€ XPECTOMATUMHBIN
XapakTep Kak Ipo0jieMa B B3aMMOOTHOIIICHUI OTIIOB U ACTEH.
B Teopuu noruka KoHQINMKTa COOCTBEHHUKA U MEHEIKEpa
BBIIVISIAUT TakK:

CoOCTBEHHHUK CTapaeTcs JOOUTHCS MaKCUMU3AIUU
IPUOBLIN U IIPH 3TOM M30eKaTh PUCKA HEBEPHBIX PEIICHUM

MeHemkep Ke cTapacTca MAaKCUMAJIbHO TIOJTHO
HCII0JIb30BaTh PECYPC KCHEPTA IPH PEIICHUHN 3a/1a4 U TEM
CaMbIM YBEJIWYUTH IOJTHOMOYMS U Pa3MEP BO3HATPAXKICHUS .



Ilepemaua B1acTu

[IpakTuKa nepenadyu ynpasjieHUs KOMIIAHUEW HAEMHOMY
MEHEKEPY MHOIO CIIO)KHEE U 3allyTaAHHEE.

Kpome 3a1aun yBennueHus IpuObLIN, B PEAIbHOCTH
BO3HUKACT HEOOXOAUMOCTh HOCTPOUTh JOBEPUTEILHOE
OTHOIICHHUS MEXKY BiaJeliblleM OU3HECa U HAEMHBIM
PYKOBOJIUTEIIEM, CO3/IaTh PA3yMHYIO U 3(P(EKTUBHYIO CUCTEMY
KOHTPOJIS.



CoOCTBEHHUK

Menemxep

3auHTEpEeCcOBaH B OyayIIEeM

CKOHIIEHTpHUPOBAH HAa HACTOSIIEM

3auHTEpECOBaH B MPEOOpa30BaHUSIX

[IpennounTaeT cTabMUIbHOCTD

CTpouT AOJTOCPOYHBIE MJIAHBI

KparkocpouHnsie

Hymaer «3auem?»

«ITouemy?»

YMeeT IenerupoBarh BJIaCTh

[IpenmoynTaeT KOHTPOJIUPOBATH

3HAET , KaK YIIPOCTHUTH

HpaButcs Ci10)KHOCTH

Hcnonb3yer CBOIO MHTYULIUIO

[Tomaraercs Ha JIOTUKY

OO0mamaeT MUPOKUM KPYyTO30pOM,
BKJIIOYAOIINAE COIUAIBHEIC MPOOISMBI

bospliie 3aHAT KOPIOPATUBHBIMHU
BOIIpOCAaMH




3auHTEPECOBAHEI B OyQyIIIEM




3auHTEPECOBAH B IPEOOPA3OBAHUSIX

[IpennpuHuMaTeNb CIOCOOEH CTaTh YCHEIIHBIM , €CI1
OCO3HAeT HEOOXOAUMOCTh U3MEHHUTH C€0SI COOTBETCTBYIOIIUM
00pazoM.

Ha npobnemy npeanprHUMaTesisi Hy>)KHO IIOCMOTPETh C
YEJIOBECUYECKOM TOUYKHU 3pEHUA. B KaKOM-TO MOMEHT KOMITAHHUS
BBIPACTAC€T U CTAHOBUTCS YEM-TO OOJIBIINM, YEM IIPOCTO
JIETUILE OPEANPHUHUMATENS. B 3TOT MOMEHT HY>KHO OYE€Hb
YETKO 0CO3HATh HEOOXOAUMOCTh U3MEHCHUIA.

[Ipyruem , B IEPBYIO OUEPEAb NJOJKEH HU3MEHATHCS CaM
IpeANPUHAMATENb, a KaK U3BECTHO, CAMBIN TPYAHBIN OOBEKT
TSI K3MEHEHUS — 3TO ThI CaM.



CTpOHUT JOATrOCPOYHBIE TIAHBI
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3aHAT BUICHUEM

IIpob6ieMa coOOCTBEHHUKA ,COCTOUT B TOM, UTO HANTHU
rOTOBOIO npodeccronajna il yIpaBjeHUs CBOUM OHU3HECOM
CJII0’KHO - UX IPOCTO MAJIO.

HaeMHbIe MEHEKEPHI BEPXHETO YPOBHS KaK KJIacc
TOJIBKO MOSBISAIOTCS . OTCIO/Ia BEITEKAET MPOOJIEMA : B CUCTEME
« COOCTBEHHHK- COBET JUPEKTOPOB - HACMHBIM
YIIPABJISIFOLINN», HET YETKHUX IMPUHATHIX ITPABUII COBMECTHOU
palbOThI M pa3peIICHNUSI BOBMOKHBIX KOH(IMKTOB.



JlyMaeT «3aduem?»




N X X X

CoOOCTBEHHUK:

YMeEET JIeJIErupoBarhb BlIaCTh
3HAET KaK YIPOCTHUTH
Hcnonbp3yeT CBOK MHTYHUIIUEO

OO0agaeT MUPOKUM KPYro30poM,
BKJIFOUYAIOIIE COLUAIbHBIC TOHSITHS



T X X X X X X

Menemxep

CKOHIIEHTPHUPOBAH HA HACTOAIIEM
[IpeanouyntaeT cTaOMIBHOCTH
KparkoCpouHbI€ IIJIaHbI

3anaercs BonpocoM «llouemy?»

LIPpCOAIIOYHUTACT KOHTPOJIb

HpaButcs Cl1oKHOCTH

110J1aracTcCsa Ha JIOTHUKY

bosbllie 3aHAT KOPIIOPATUBHBIMUA BOIIPOCAMU



Ymo xouem coocmeennux?

BricBOOOXKIeHUE U1 O00Jiee MacCIITAOHBIX OEN

[Ipurnaiias Ha€MHOT'O YIPABJISIIOIIETO , COOCTBEHHUK XOUET
MOJIYYUTh YCIYTY , KOTOpask MO3BOJIUT CHSTH C ce0sl OpeMsi MPUHATHS
PEIIEHUH , BCTPEY C JIFOAbMHU U T.1.

EMy HyX€eH po(ecCHOoHall , KOTOPbIM CMOXXET YIPaBIISATh
CO3JIaHHBIM MEXAHU3MOM 1151 3apa0aThIBaHUS JCHET U 3aCTaBUT
OusHec KpyTUThCs ObicTpee. COOCTBEHHHUKY, YTOOBI CIIOKOMHOTO
nepeaars OM3HEC YIIPABIISIONIEMY, BaXKHO 3HATH , YTO TOT JICHCTBYET
HEOMACHBIM JIJISI HETO 00pa3oM.



3agaun COOCTBEHHMKA

Bcezoa npumepro oouHaxkoewl:

v JlemerupoBaTh MEHEIKEPY JOCTATOUYHYIO OTBETCTBEHHOCTD,
YTOOBI OM3HEC OPOAOJIKAI )KUTh M Pa3BUBAThCA , HE TPeOys
MOIIArOBOI0 YIPABJICHMS CO CTOPOHBI BIaIC/IbIIA;

v Ilepenars HEOOXOAUMBIE MOJTHOMOYHS , TIO3BOJISIOIINE
MEHEJIKEPY peaIn30BaTh IIO3UTUBHBIC CTPATETUU, HO HE
«YTpOOUTHHACIO

v CoxpaHuth 3a cO00M KOHTPOJIb C BO3BMOXXHOCTBIO OJIOKUPOBKH
OIIACHBIX JICHUCTBUU



BriBOI;

B o611em u 1eaoM, nepeaada BjaacTd — HO3UTUBHBIN IIar
B Pa3BUTHUH IPEANPHUATHS, O3BOJISIONIAN TOTYyIUTh
IpEeUMYIIECTBA.

B 4acTHOCTH, — 3TO BCET/Ia pUCKOBAHHASA OIIEpalus,
TpeOyroIasi UHAUBUAYaAJIbHBIX JOBOJbHO TOUYHBIX PEIICHUM.

IIpobaema He CTOJBKO B BUACHUH, KaK 3TO JTOJKHO
(YyHKIITMOHMPOBATh B HAJIAXKEHHOM PEKHMeE, CKOJIBKO B CaMOM
HaJaJKe, 3aTparuBaroIei HHTEPEChl Pa3INYHbBIX TPYIIIL
CrnemyeT OTMETUTD, UTO JIBE€ HanOOJIee pacpoCTPaHCHHBIX
IIA0JIOHHBIX CXEMBbI IIepeiadn BIaCcTH Hed()(PEKTHUBHEL.



1 cmoco6 mnepengayu IMOJTHOMOYMI:

BapuaHT npeaBapuTeibHO NPONUCATh LEJIN, TUIAHBI,
JTOPKHOCTHBIE MHCTPYKIIMM 1 IrpauK pad0dero BpeMEHH IS
BCEH CTPYKTYPHI (C IMOMOIIBIO, HATPUMEP, KOHCAITHHIOBOM
KOMITAaHWH ), C TOCJIEAYIOIIAM ITOJI00POM MEHEIKEPA,
«KOTOPBIH BCE 3TO PEATUIYET», IMIPOBATUBACTCS MO LIEITIOMY
Py TIPUYMH.

[ maBHast U3 HUX Ta, YTO MPECAIPUATHIO HE HY>KHA MEPTBas
cxeMma, 3((EeKTUBHAS JIUIIb HA MOMEHT CO3JaHusI, U
OTCTAaIOMIas OT PhIHKA C KaXKIbIM IIPOXKUTHIM JTHEM.

JI1s yCIiemHoro ynpaBiaeHUs MEHEKEP JOJKEH MEHSITh
npaBuia. [lomydnB cxemy, MEHEIKED CIENYET €€ KAHOHAM WU
HECET JIBOMHYI0 OTBETCTBEHHOCTD: 32 YCIIEX CAMOCTOSATEIBLHO
OPEANPUHATHIX JICUCTBUN U 32 HAPYIICHUE MTPOMUCAHHBIX
npaBri. OOBIYHO OH BBIOMPAET JIETKHUM ITYTh.



2 BapuaHT nepeaayu MOJTHOMOYNH

CocCTouT B BbIJIaUY€ YK€ padoTaromeMy Ha (pupme
MEHEJIKEPY CaMbIX OOIIMX YKa3aHWM THUIIA: «OM3HEC TOJKEH
Pa3BUBATHCS» U «IIPUHOCUTH MPUOBLIbY.

[Ipennomaraercs, 4YT0 HOBBIU JUPEKTOP UMEET BEPHOE
MPEACTABIIEHUE O MYTAX 3TOTO PA3BUTHUA U BEJIMUMHE
npuObLi. Ha caMoMm zene, B BOCbMM U3 JECSTH CIIy4acs,
MEHE/KEP CUMTAET NOCTATOYHBIM HA MOPAJT0K MEHBIIIAN
I0XOM, YeM UMEET B BUIy COOCTBEHHHUK, a IIPABUILHOCTD
BBIOPAHHOTO MMyTH CTaBAT 101 COMHEHUS PE3YJIbTaThl.

VHTYUTUBHBIC OPEACTABICHUSI COOCTBEHHUKA MEpPEIaHbl
OBITH HE MOTYT, a 3HAYMUT, MEHEKEP MOJydaeT KapT-OjJaHIl Ha
AKCIIEPUMEHTHI C KOIJIa-TO YCIECIIHBIM OM3HECOM.



YT100bI cOCcTAaBUTH 00J1ee 3PPEeKTUBHYIO CXEMY
PacCMOTPUM HEKOTOPbIE peajiuy nepeaayu BJIACTH B
COBpeMEHHBIX KOMIIAHHUSX.

Korma MmeHemxep BbIOpaH, U €ro coriacue moiay4eHo,
HEOOXOAUMO OIPEACIUTHCS C LEIIMU

B naHHOM cilydyae HEOCTAaTOYHO M3BJICYb U3 Cceii(pa mamky
KOPHOPATHBHBIMU JOKYMEHTAMH M, HACKOPO MOAPEAAKTUPOBAB
«9yTh YCTAPEBIININ» MEMOPAHIYM, TOPKECTBEHHO BPYUYHUThH
€ro HOBOMY ITPE3HICHTY.

CyTb B TOM, YTO Ha3HAYAETCS HE UCIIOJHUTENb, a
OpraHu3aTop



IloBeneHe MeHemKepa

IToBeaeHne MeHeKepa, IPUHUMAIOIIETO BIACTh, B
OOJIBIIIMHCTBE CIyYaeB MOJYMHACTCS ONMPEACICHHOMY
anroputMy. MeHekep cHadajia MbITaeTcs OMpPOTECTOBATh
pacxojbl OOIIUX CIYKO, OTHECEHHBIE Ha HETO MO TEM MU
MHBIM COOOPaKECHUSM.

T.x. m000€ AeeHne yCIOBHO, a Mepeiei CI0COOCH
IPUHECTH HEMEJICHHBIN pe3yabTaT, COOCTBEHHUKY
IPUXOOUTCS BBIACPKATh KapKyI0 0aTaluio, YTOObI OTCTOSTh
3aJJaHHBIC TPOICITYPHI.

3areM MEHEIKEP 00palIacT B30p Ha 3aTpaThl CBOETO
IIOAPA3/ICIICHUS, KOTOPBIMU MOXKET PACIIOPSKATHCS CaM.
[IpuMedareabHO, YTO BiIafeliel] OOBIYHO OIacaeTcs
YBEJIWYECHUS paCXO0B CTPYKTYP TOTAA KaK MEHEJKED
HAYWHAECT H3JIMIIHE SKOHOMMUTb.



[IepBbIM €ro JBUKEHUEM SIBIISIETCSI OIBITKA COKPATUTh
pekiamy (1 371e€Ch OYEHB CJI0KHO YOEIUTh €r0 HE PyOUTh CYK, Ha
KOTOPOM CUANWT). IHOTIa paccMaTpUBaETCs BOIIPOC CHUKECHUS
3apa0O0THBIX ILJIAT, YTO KpalHE OIMACHO Ha ATalle Iepeaadyu BIIACTH.

[locne Mecdna - Tpex aganTanuu MEHEIKEP, HAKOHEII,
MOHUMAET, YTO MOBBICUTH. Eciii, Harpumep, pedb UAeT 00
YIIPABJIEHUU PE3YJBTATUBHOCTHIO (DUPMBI MOKHO TOJILKO HA PBHIHKE,
Y HAYMHACT 3aHUMAThCS JEJIOM, PaJId KOTOPOTO OBLIT MOCTABJICH —
PBIHOYHBIM pa3BUTHEM Ipeanpuatus. (B mocinennow ouepenb 3TOT
yTh IIPOpadaTHIBACTCSI MOTOMY, YTO OH HanOoJIee TPYACH).



JlenerupoBanue

Kpome Ou3HEC - IUIaHUPOBaHMS (@ TAKKE MPOLICAYP
MOATOTOBKH, YTBEPKACHUS, KOPPEKIUHU LIEICH, CTpaTerui,
Or0/KETa) JIJIsl YCIIENTHOTO JCJICTUPOBaHUSI HEOOXOAMMO YETKO
POTKCaHHbIC TOJITHOMOYHUH U OTBETCTBEHHOCTHD
COOCTBEHHMKA U MEHEIXepa.

TpeOyercst pemmTh noaTOpa AECATKA BOIPOCOB, HAIIPUMED,
00 YTBEPKICHUH 3aMECTUTEIIEH U (DUHAHCOBBIX
CIEIMATNCTOB, 3aCHCTBOBATh MOMUMHEHHBIX JIJISI OTKPBITHS
HOBBIX OW3HECOB, MOPSIAOK AyAUTa U YIIPABICHYECKOTO
KOHTPOJIS, U T.J. DTOT JOKYMEHT OOBIYHO pa3padaThiBaCT
COOCTBEHHHUK, T.K. IIPU 3TOM OH ITOHUMAET, KaKrue OepeT
00s3aresibcTBa. X BIOCIEACTBUU NPUAETCS BbIJICPKUBATb.



BriBOI

CoOCTBEHHUKY M MEHEKEPY HAJI0 YCIOBUTHCS, YTO HAEMHBIM TOTI-
MEHEKEP MPOIAET TOJIHLKO COOCTBEHHOE YMEHHE BECTH JIeJIa B IOCTPOCHUH
1 HaJIaXKUBaHUM 3 (PEKTUBHOTO OM3HECA, MPU U3BECTHBIX EMY M IIPUHSITHIX
PBIHKOM BHEIIHUX (haKkTopax (KOHKYPEHIIUs, 3aKOHOAATEIbCTBO, ITPaBUIa
IIOBECHMS ).

OH TIpoJIaeT HaBBIKH, ONBIT, 3HAHHMS, YTO TOJHKO U COCTABIISICT
ero crouMocTh. OH HE IpojiaeT ceOs KaK YenoBeKa, M TPeOOBaTh OT HETO
OTHOCHUTBCS K OM3HECY KaK K CBOEMY COOCTBEHHOMY HeBEepHO. OH JIOJDKEH
OBITh, 0€3yCI0OBHO, OTBETCTBEH, YECTECH, dP(PEKTUBEH, HO IPOAACT OH BCETO
UG (PYHKIIHIO, & HE CBOIO JKU3Hb.

Ha cerogusiiiinem 3Tare pa3BuTHs PUAITOPCKOTo On3Heca B Poccun
COOCTBEHHHMK JIOJIKEH YMEJIO M YCIICIIHO UCIIOIb30BaTh
AAMUAHUCTPATUBHBIN PECYPC, BIAIETh OOIIMPHBIMU CBA3SIMU
B rOcarmnapare, CUIOBbIX CTPYKTypaxX, YMETh Pa3roBapuBaTh
U JJOTOBapUBAThCA C PAaBHBIMU CE0€ MO CTATYCY , KOMITAHUSAMU
3aCTPOMILUKOB U MOTPEOUTEIICH €r0 YCIYT.

OT HaeMHOTro MCHCIKCPA OKNIATh TAKHUX 7KC CBSI3€M M TaKOTO
KC BJIIMAHUSA HAa BCCX BBIIICIICPCUNCIICHHBIC CTPYKTYPbI HCBO3MOKHO



Kak yxoaurs npaBujbHO?

HeobOxoaumMo onpeaenuTh NOPIA0K Iepeaadu yIpaBIeHUs
HAEMHOMY MEHEKEPY:

CreneHp y4acTHs BIAJICbIA B YIIPABICHUNA KOMIIAHUEH

PacripenesieHre OTBETCTBEHHOCTH B ITPUHATHUH PEIICHUN
MEXy COOCTBEHHMKOM M HA€MHBIM MEHEIKEPOM.

Xapakrep B3auMOJCUCTBUSA BIIAAECIIbLIA C YIIPABIISAIOIIVM.

TpeboBaHus K ONBITY, 3HAHUAM, KBaJIU(DUKAIINN
Y JUYHOCTHBIM Kau€CTBAM HAEMHOI'O JUPEKTOpA.



Ilepenada onepaTMBHOIO PyKOBOJCTBA HE O3HAYAET,
4YTO COOCTBEHHHMK II€pECTACT KOHTPOJIUPOBATH CBOM OM3HEC.

B Marepuanax, MocCBAIIEHHBIX TPOOJIEME IMTOCTPOCHHUS
OTHOIIICHUM COOCTBEHHHMKA X HAEMHOI'0 MEHEIKEpa 0C000
BBIIEJISIFOTCS IBE€ BO3MOYKHBIX MOJIEIN OTHOIIIEHUS
COOCTBEHHHKA K OM3HECY, CHCTEMHO OTJINYAIOIIUECS APYT
OT Apyra: yIpaBJeHUE Pa3BUTUEM U yIIPABICHUE
WHBECTUIIUSIMMU.



Y1ipaBJjieHUE Pa3BUTHEM

CoOCTBEHHHK MepeaacT HAEMHOMY JUPEKTOPY
OIEPaTUBHOE PYKOBOACTBO KOMITAHHUEH, OCTaBIIAS 3a CO0O0i
YIPABICHUE CTPATECTUUCCKUM PA3BUTHEM U CTOMMOCTBIO
ousHeca.

B amom cayuae:

Biazenblibl HE BXOIAT B IIPABICHUE KOMIIAHUM U HE 3aHUMAFOT
HUKAKUX JTOJKHOCTEM.

IIepBoe nuio pupmbl (YOpaBiastOI1i, TeHEPAIbHBIN
IUPEKTOP U T. I1.) HAHUMAETCS HE U3 YKCJla COOCTBEHHUKOB.

Brnanenblibl BRIOUPAIOT U YTBEPKIAAIOT MJIaHbI pa3BUTHS
KOMITAaHWH, OFOIKETHI U YCIIOBHS IIPUBJICUCHUS] NHBECTUIINHI
M3 T€X BApPUAHTOB, KOTOPHIC ISl HUX pa3padaThiBacT
YIPaBJISFOLIUN



Y1paBjIeHHUE UHBECTULIUSAMHU

CoOCTBEHHUK JOJIKEH:

S X N

Br10parhs HampaBiaeHUs pa3BUTHS KOMIIAHUH.
YTBepauTh OIOIKET — OCHOBHOM JESITEIbHOCTH U HOBBIX MPOEKTOB.

CBOEBpPEMEHHO MPUHSTH PEIICHHUS 00 M3MEHEHUH CTpaTeruu
Y HaMpaBJICHUN pa3BUTUA OU3HECA.

OHpCI[GJ'II/ITI) IMIOJIMTUKY B OTHOIICHHWHN JOITOJIHUTCIIbHBIX I/IHBCCTI/IHI/Iﬁ
B Pa3BUTHUC KOMIIAHHWH.

B ciayyae Bb1OOpa JaHHOM MOAEIN COOCTBEHHUK JOJDKEH
JEJIETUPOBATh HAEMHOMY JHUPEKTOPY BCE PYHKIMU, CBA3AHHBIC
C OIIEPAaTUBHBIM YIPABICHUEM JICATEIBHOCTHIO PUAITOPCKON KOMITAHUH,
Y TIOJTHOMOYH S, HEOOXOIUMBIE JIJIsI UX OCYIIECTBIICHUS, 4 TAKKE
IUISL peAlIN3aliy MPOEKTOB Pa3BUTHS B paMKaX YTBEPKJICHHOM CTpaTeruu
(HampuMep, JJIs1 OTKPBITHS HOBBIX PUAJITOPCKUX O(DUCOB HA PHIHKE).



HaeMHBbIM MEHEKED TOJIKEH:

JloOMBaThCs pe3yJbTaToOB, ONPEACICHHBIX IIJIAHOM Pa3BUTHS U OFOIKETOM
KOMIIaHUH.

BricTpauBars paboTy (PUpPMBI B 1I€JIOM U €€ OTACIbHBIX HAIPABJICHUM,
KOOPJAUHUPOBATh UX JICUCTBHUSI.

OCylIeCTBIATH ONEPATUBHOE PYKOBOJICTBO TEKYIIIEN JIESITEIBHOCTHIO.

OTcleXuBaTh U3MEHEHUS BO BHEIITHEH Ccpejie U BHYTPH KOMITAHUHT
1 CBOCBPEMEHHO MH(POPMHUPOBATH BIACIBIIEB O HCOOXOIMMOCTH
peoOpa3oBaHMIA.

[IpenocTaBiaaTh COOCTBEHHHMKAM CBOCBPEMEHHYIO, IOJIHYIO U JIOCTOBEPHYIO
WH(pOPMAIIAIO, HEOOXOAUMYIO JIJISI KOHTPOJISI M IPUHATHS PEIICHUM.
OOecrneunBaTh COXpAaHHOCTh PEMyTAIlUM, JETOBBIX CBSI3EH U CTOUMOCTH
Ou3Heca, MEPEJaHHbIX BIIAJACIblIaMU B YIIPaBIICHUE.



biiarogapro 3a BHUMaHue!

Ynauu u tepneHus!!!



