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Bce npasa zawuuervl. /Jannas 31eKmpoHHAs. KHU2A NPEOHA3HAYEHA UCKAIOUUMENLHO ON5
UACMHO20 UCNOABL30BAHUSL 8 MUUHDBLX (HEKOMMEPUECKUX) UeAsIX. DNeKMPOHHAS KHU2aA, ee uacmiu, ppaz-
MEHMbL U INeMEHNIbL, BKAIOUAS. MEKCH, UB00PANCEHUSL U UHOE, He NOONEHCAN KONUPOBAHUIO U MH000OMY
OpY20MYy UCNONL308AHUIO Oe3 paspeutenust npasooonradamens.. B uwacmunocmu, 3anpewero makoe
UCNOABL306AHUE, 8 Pe3YAbmame KOMopozo 3NeKMPOHHAsL KHU2d, ee 4acmb, Ppazmenn Ual SNeMeHm
CMAaHYm OOCMYNHbIMU 0ZPAHUMEHHOMY UAU HEONPEOeNCHHOMY KpYey AUul, 8 MOM YUCAEe ROCPEOCEOM
cemu uHmMepHenl, He3A8UCUMO OM Mozo, Oyoem npedoCmaAsMbCs OOCMYN 3a NAAMY UAu 0e3603-
Me30HO.

Konuposanue, socnpouzsedenue u unoe ucnonb308anue 1eKmpoHHOLL KHU2lu, ee uacmeli, gppaz-
MEHMO8 U INEMEHMO8, 8bIX00sIUee 34 NPedeabl YaACMHO20 UCNONL308AHUSL 8 MUUHBIX (HeKOMMepUe-
CKUX) Ueasix, 06e3 coenacust npagoodoNadamenst si8ASencs He3AKOHHbIM U 81euen Yeor0eHYr, aOMu-
HUCIPAMUBHYIO U 2DANCOAHCKYIO OMBEMCNEEHHOCHTb.

Memoo cmapmana: IIpeonpunumamenvckue nPpuUHYUNBL
Ynpas.aeHust 011 00120CPOUHO20 POCIA KOMNAHUU



3. Puc. «Merox craprarna. IIPUHAMATESbCKUE TIPUHIMITBL YIIPABJICHUS 7S IOJITOCPOYHOTO pOCTa KOMITAHMH»
D. P Meron craprana. [Tpeanp 1€ e np yIpasJie DJITOCPOYHOrO POCTa KOMIIA

BBenenne

OnHaXIB! JIESTHUM JTHEM B ayJJUTOPUM OOIIMPHOTO 00pa30BaTeIbHOrO KOMILIEKCa, TPUHAIe-
JKaIlero OHOM M3 KPYMHEWIIMX aMEePUKAHCKUX KOMIIaHU, coOpaach rpyra UHXKEHepOB U TOM-
MeHekepoB. OHM JOJKHBI ObUIM OOCYINTh MHOTOMWJITMOHHBIM TSITWIETHUH TUIaH pa3paOoOTKU
HOBOT'O JIBUTaTeJIsl, padOTAIONIero Ha JU3eJbHOM TOIUIMBE M IPUPOJHOM Tase. VX 1esbio ObLT BBIXOJ
Ha HOBBIE peIHKU. BonmHeHue pocito. [lpuraresisb, momy4uuBLIMil Ha3BaHue Series X, MOT IPUMEHATHCS
BO MHOTHX OTPACI/ISIX — OT SHEPIeTUKHU A0 KeJIe3HbIX JIOPOr.

3710 OBLIO COBEPIIEHHO SICHO BCEM IMPUCYTCTBYIOIIMM. 32 MCKJIIOUEHHUEM OHOTO YeJIOBeKa,
KOTOPBIN MpUIIIe]T Ha COBEIllaHhe, HUYero He 3Hasl O JABUTaTessiX, SHEPIUU U MPOMBIIUIEHHOM MpPO-
W3BOJACTBE, 4 MO3TOMY TOJILKO M MOT 33/1aBaTh BOIPOCH B Ayxe AokTopa Chlo3a: «Tak sl yero oH
HyxeH? [lns kopadneit? s camoneroB? Ha Mope unu Ha cyiie? A 1Jis oe31oB ?»

PykoBonuTesnu u MHKeHEpPbl MePerisIbIBAIUCH: «TO elle KTO TaKou 7»

A 310 6811 5. [Tpoucxonuio Bce B komnanuu GE — oHOV U3 cTapeiIiX U caMbIX yBaXaeMbIX
B CoennHenHbIX IITatax, ¢ pplHOYHON KanuTanu3amuen (Ha ToT MomeHT) 220,47 Milpa 10JUL. M YUC-
sieHHocThi0 He MeHee 300 000 yeoBek.

Tak uro xe g nenan B GE nerom 2012 r.? §I He cocTosn B pyKOBOACTBE KOMITAaHUM. S HE MMen
HUKAKOTO OIbITA HU B SHEPreTUKE, HU B 3[PaBOOXPAaHEHHUH, HU B KaKOW-JIMOO IPYroi 001acTu, rae
paborana GE.

S — npennpuHUMATETb.

[Ipencenarens coBeta IupeKTOpOB U renepalibHbiil Aupektop GE Ixeddpu mmensT 1 3ame-
crutenb npenceaatens ber Komcrok mpurnacuim meHs toraa B KpoToHBwiui, mirar Hbm—ﬂopx,
MOCKOJIbKY MX 3alHTepecoBasia Ujes U3 Moel MepBoil KHUTU «Bbu3Hec ¢ Hy/s» ': IpUHIIUITBL ynpas-
JAEHUsL Cmapmanom MOTYT ObITh WCIIONB30BaHBI B JIIOOOH KOMITAHWUM WJIM OpPraHU3alliy, B OO0
OTpac/v WX SKOHOMHUYECKoM cepe. Y oHM MOIyMaiy, 4To MX KOMIAHUs Takxke JOJDKHA NepelTu
Ha 3TU npuHIUNbL VX 11e1b coctosia B ToM, 4toObl caenath GE crocoGHO# pactu u pearupoBath
Ha PHIHOYHBIE U3MEHEeHU s, U IMMeNbT CTPEMIIICS 3aJI0KUTh OCHOBBI €€ TaIbHENIIIero MpoIBETaHUS
Ha JIOJITHE TOIbI.

B TOT 16 MBI IEpeCMOTpENH TU1aH MO JABUratesnto Series X v MOHSJIM, YTO MOXKHO BBIITYCTUTh
€ro Ha PbIHOK 3HAYMTEJILHO PaHbIIle, CO3/IaB OoJiee MPOCTON JIBUTATEIh 32 HECKOJIBKO MECSIIEB, a He
neT. 7o ObUIa MepBasi U3 MHOTOUUCIIEHHBIX BCTped (O APYTUX Bl y3HAETE MO3Ke).

Ha crnenyiomuii ieHs y MeHsI COCTOSIICS] pa3roBOP, KaK MOIJIO MOKa3aThCsl, COBEPIIIEHHO HHOTO
xapakrepa. Mbl OecejoBaii ¢ OCHOBaTeIeM U TeHepaJIbHbIM JUPEKTOPOM OIHOTO U3 OBICTPO PacTy-
[IMX TEXHOJIOTMYECKUX CTApTallOB HOBOTO MOKOJeHUs. TpyaHO MpeacTaBUTh JBE KOMIIAHWU, KOTO-
pbie Obl HACTOJIBKO OTJIMYAJIMCH JIPYT OT Jpyra: OlHa — CTapasi, Apyras — Mojiofasi, OJHa — JIUAep
BO MHOTHX OTpaciisiX, Ipyras — TOJbKO MpoOuBaeT cedOe myTh HaBepx. OJHA MPOU3BOIUT TOBAPHI
MaccOBOT'0O CIpoca, Ipyras pa3padaTbiBaeT MPOrpaMMHYI0 MH(PPACTPYKTYpY A uHTepHeTa. OqHa
¢ Bocrounoro noGepexbs, apyrasi — ¢ 3anagHoro. PykoBoauTenn ofHOIM HOCST CTPOTMe KOCTIOMBI,
JPYroil — pBaHble KUHCHI.

['ennupekTop 3TOI BTOPOIl KOMITAHWH, KOTOpasi OQHOM U3 MEPBLIX MPUMEHMIa MeTol Oepex-
ymBoro craprana (lean startup), CTONKHYJICS ¢ HOBbIMU TTpoOiemamu. Kak MaciirabupoBaTh OU3HEC
T0CJIe YCIIEIHOTO 3aITycKa nepBoro npoaykTta? Kak pa3BUTh y COTpYIHUKOB MPEANPUHUMATENBCKOE
MbluieHue? M, camoe rmaBHOe, Kak 00eCreunTh YCTOMYMBBIA POCT B AaibHEHIeM?

Ho meHs mopasuiio, HaCKOJIBbKO 3TH JIBa pa3roBopa, HECMOTPSI HA BHEITHUE Pa3/INyusl, ObLTH
noxoxu. GE, kak MHOrue ycrieniHpie KOMIaHUuH, YTOObl TPOIOKUTh POCT, CTPEMUIIACH BIOXHYTh B

! Puc 3. Busnec ¢ HyJs. Merton Lean Startup mjist GbicTporo TecTupoBaHusi Uied U BeiOopa Ou3Hec-Monend. — M.: AnbnvHa
[MaGmuep, 2017.
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CBOM TPAIUIMN HOBYIO MPEAIPUHAMATEBCKYIO SHEPri0. B To BpeMs Kak crapramnepbl, C KOTOPbIMU
sI BCTpEYaJICsl, XOTEJIM MOHSATh, KAK COXPAaHUTh CBOM MPEANPUHUMATEIbCKUI IyX B YCIOBUSX POCTa
OusHeca.

3a nocneqHre HECKOJBKO JIET B MOEH KU3HU ObLJIO MHOTO TAKMX MOMEHTOB, KOTJa 51 C YIUB-
JieHreM OOHapyKHMBaJl CXOKHME MPOOIEeMbl B OPraHU3alUsIX, KOTOpbIe MPUHSTO CYMTATh OYSHb pa3-
HBIMH. V3 911X Gecell ¢ pyKOBOAUTEISIMH M OCHOBATENISIMU 5 CIIEJIaJl BBIBOJ: CETOJHSIIITHIM OpraHu-
3aIMsIM — KaK JaBHO CYIIECTBYIOIIMM, TaK W TOJIBKO YTO TIOSIBUBILIMMCSI — HE XBaTaeT CIOCOOHOCTEH,
HEOOXOIMMBIX, YTOOBI ITPEyCIieBaTh B OyIyIIeM, a UMEHHO CIIOCOOHOCTH OBICTPO SKCIIEPUMEHTHPO-
BaTh C HOBBIMHU MPOAYKTAMH U OU3HEC-MOJIEIISIMHU, CIOCOOHOCTH CTUMYJIMPOBaTh HauOoJiee TBOpUe-
CKMX PaOOTHUKOB U CIIOCOOHOCTH CHOBA M CHOBA BKJTIOYATHCS B IMPOIIECC MHHOBALIWH U YIIPABISATh UM
YEeTKO ¥ OTBETCTBEHHO (B TOM 4HMCJie (PMHAHCOBBIMU peCypcaMu), YTOOBI OTKPHIBATH HOBBIE MCTOY-
HUKHU pocTa U 3(PPEKTUBHOCTH.

NmeHHO 3TH BOMPOCH, HapsIy C TeM, Kak 1000l KOMIIAaHUW WM OPraHU3alliy NeperTH OT
«HEXBAaTKW» K «IIPEYCHEBAHUIO», U CTAJIM [JIABHOM TEMOW 3TOU KHUTH.

KTO A1?

TpyaHo ObUIO MpecTaBUTh, YTO S KOTIA-HUOYIb OKaKYCh Ha TaKOM COBEIIAHUH, KOTOPOE
coctosisiock B KpoToHBMILIE, — 9TO OBIJIO COBEPIIIEHHO HEOXHMIaHHO it MeHs. Korma-to B Havase
CBOEH Kapbepsl 51 YYWJICS Ha MPOrpaMMUCTa, TIOTOM cTaj npeanpuHumaresnem. [IpencraBere cede
TUIUYHOTO TpeIIPUHAMATENSI-TeXHAPS: TTAPEHb, MBITAIOIIMIACS YTO-TO CO3/1aTh B MO/IBAJIE POIUTEIIb-
cKkoro goma. BoT Takum s 1 Obu1. Mosi iepBasi MOMBITKA MPeIIPUHAMATETHCKON IEATETBHOCTH —
KaK pa3 BO BpeMsl My3bIpsi JOTKOMOB — IO30PHO MPOBaJTHIIACk. Moii epBbIi OMyOJIMKOBAHHBIA TPY/,
3a0aBHYI0 KHIKKY «YepHasi Marusi mporpaMMUpoBaHus urp Ha si3bike Jawa» (The Black Art of Java
Game Programming), Korza s mpoBepsiT HOCJAEHUAN pa3, MOXKHO ObLIO KyNUTh B OYKUHUCTUYECKOM
paznene Amazon.com 3a 99 nenroB. Toraa MHe He Ka3ajloch, YTO 3TH MPOEKTH OyIyT KaK-TO CBs-
3aHBI C MOMM Oy/IyIIIMM, KOTOPOE 51 B UTOTe TIOCBSIIYy CBOEW HOBOH CHCTeMe MEHEIKMEHTA.

Ho nocrnie Toro, kak s nepedpaiicsi B KpemHueByio 1ovHy, s CTasl 3aMedarh OOIue 3aKOHO-
MEPHOCTH KaK YCIIeX0B, Tak M Heyaad. Ha ocHOBe cBoMX HaOMONeHUH 51 Havasl Oojiee mogpoOHO pas-
padareiBaTh MOJIENb YIIPABJICHUS ISl IPeANPHHUMATEIEH-CTapTanepoB. 3aTeM s BIiepBbie CTal 00
9TOM nHcath — noHavyaiy, B 2008 r., B UHTepHETe, No3/iHee — B KHUre «busHec ¢ Hysis1», KoTopas
obua m3gana B 2011 r. To, 4TO MPOM3ONLIO JAajIbIle, MPEB30IJI0 MOU CaMble CMEJIbIe OXHUIAHUS.
JBrxkenne «bepexnBblii crapTan» 0XBaTUIO Bech MUp. Bosiee MuiimoHa jofeil B pa3HbIX CTpaHax
npow kKHHUry. Ckopee Bcero, Ijie Obl Bbl ceiiuac HU HAXOAWJIUCh, I7Ie-TO HETOajIeKy CyIeCTBYeT
kiy0 Lean Startup?. Teicsium ocHOBaTesieli KOMITAHU, UHBECTOPOB U JIPYTUX WICHOB COOOINECTBA
CTapTanoB C SHTY3UA3MOM IOAXBATHIM MOY MU U OTIBIT.

B cBoeil kHure s caenan cMmenoe, Kak MHE TOTJa Ka3ayloch, 3asBieHue. 1 man ompenesne-
HHE CTapTana Kak «4eJOBeYeCKOro MHCTUTYTA, LIeJIb KOTOPOro — CO3[aHhe HOBOTO MPOAYKTA WJIH
YCIIyTU B YCJIOBUSIX KpaiHel HeomnpeaeaeHHOCTU». OrnpejiesieHre craprana s IpeJHaMepeHHO cle-
JIaJl caMbIM OOIIMM, He KOHKPETU3UPYsl BEJMUUHY OpraHu3anuu, (hopmy, B KOTOpOW OHA padoTaeT
(KoMMepuecKasi KOMITaHUsI, HEKOMMepYecKasi OpraHu3aius u T. 11.), OTpacib WK chepy AesTesb-
HocTu. COracHO 3TOMY OMpeesIeHUI0, KTO YTOHO, HE3aBUCUMO OT O(hUIIMAIBHOTO HAUMEHOBAHUS
JOJDKHOCTH, MOKET HEOXKHUJIAHHO OBITh 3a0pOIlieH B MOpe MpeapUHIMATEIhCTBA, €CITU ero padoTa
BBITIOJTHSIETCS] B YCIIOBUSIX BCe OOJIbIIIEH HeonpeneaeHHOCTH. S yTBepKaa, YTo MpeArpruHIMaTeei
MOXHO BCTPETHTH MOBCIOY — B MaJIOM OM3HECE, B OTPOMHBIX KOPIIOpAIUsIX, B CHCTEME 3[paBoOXpa-
HEHUs U B IIKOJIAX, Jake B MPAaBUTEIbCTBEHHBIX yupexaeHusaX. OHU Be3zie, I1e OO BBIMOIHSIOT
MOYETHYIO 1 324acTyl0 HE3aMeTHYI0 padOTy 10 TECTUPOBAHUIO HOBBIX UJIEH, CO3/IaHUIO HOBBIX, YITyd-

2 meetup.com/topics/lean-startup.


http://www.meetup.com/topics/lean-startup
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I[IIEHHBIX METO/IOB BBHITMIOJIHEHMSI 33a]a4 WJIM MPUBJICYEHHIO U OOCITY)KMBAHUIO HOBBIX MOTpeOUTENeH,
MIPOJIBUKEHUIO TOBAPOB U YCIIYT HA HOBBIE PHIHKU.

3a 11ecTs JIeT, Mmpolieiue nocie nmyonukarmm «busHeca ¢ Hyls?», camble pa3Hble OpraHu3a-
1M, TIPUHSBIIME Ha BOOPYXKEHHE METO/l OepesKJIMBOrO CTapTarna, MpoJo/iKaloT MOATBEPKAATh BEep-
HOCTh MOMX HJeid. MHe ynajioch MOE3IUTh MO MUpPY M MOpadoTaTh ¢ KOMIAHUSMH CaMOTO pa3-
HOTO MacinTada, KOTOPHIi TOJBKO MOXHO ceOe MpeacTaBuTh. Tpoe OCHOBaTesiel, paboTaoONMX HaJl
HOBBIM TnpuiiokeHueM? Bputo. Manbiii 6usHec? Bouto. PenurrosHele 61arorBoputesibHbIe OpraHu-
saiun? Touyno 6bu10. Hebomnbime mponsBoncTBeHHble koMmanuu? [la, koHeuno. Brictpopacrymue
TEXHOJIOTMYECKHUE CTapTarlbl e1ie JO EPBUYHOro pazMeltieHus akuuii? EcrectBeHHo. KpynHeie rocy-
JapcTBeHHbIe OIOpOKpaThueckue cTpyKTypbl? Bruto. HekoTopele KpymHeiie MexayHapoaHbie (1
HeroBopoTMBbie) Kopropaiu? KoHeuno. Bce oHM MOryT MCIONB30BaTh METOABI OEPEKIUBOTO
crapTana, eci XoTIT 3¢ deKTuBHee padoTaTh U YCKOPUTh CBOHM POCT.

OBPETEHUE HEJIOCTAIOIIAX CIIOCOBHOCTEN

B KOHEYHOM UTOre MOM MOE3]KM U BCTpeuH U rpuBenu MeHs B aynutoprio GE. Ycenex npura-
tens Series X Hapsiy ¢ APYTUMH MOAOOHBIMU MUJIOTHBIMH MPOEKTaMH MPHUBEN K KOe-ueMy dKCTpa-
opmuHapaomy. CoBmecTHO ¢ GE MBI pa3pabotanu mporpammy 1o HazBanueM FastWorks 3, kotopas
TMIOBJIEKJIa 32 OO0 3HAYMTEIbHBIE MPE0OPa30BaHUs KaK B KOPIIOPATUBHOM KYJIbTYpPE, TaK U B YIIPaB-
JIEHVH. 32 HECKOJIBKO JIET Mbl OOYUMJIM THICSIYM PYKOBOAMTENIEHN MO BCEM TOIpa3eIeHUsIM KOMITa-
HuM. § TMyHO padoTtai Gosiee YeM ¢ COTHEH MPOEKTHBIX KOMAaH/I C CAMBIMH pa3HbIMU 3a7a4aMHu, U3
Pa3HBIX PErMOHOB U Tozpasaenenuil. Kaxapiii Ton-menemkep B GE momy4nit moAroToBKy 1o mnpej-
MIPUHUMATEILCKUM MeTolaM padoThl, U BHYTPEHHUE OM3HEC-TTPOLIECCH ObUTH MPeoOpa30oBaHbl TaK,
YTOOBI CIOCOOCTBOBATH MHHOBALIUSIM, 2 HE TOPMO3UTD UX.

Ho, k MoeMy ynuBIieHHIO, s OOHAPYKIJI, YTO U Uil CTAPTAllOB HEOOXOOMMBI TaKue ke Mpo-
rpaMMbl 00y4yeHus1 U npeoOpasoBanuid. Kak u MHorme mon ToBapuim 1o KpemaueBoi nonvse, s
HayMHaJI padoTarh, Oymyur yOeXkIeH, YTO JOON U3 «OOJBIIMX KOMIIAHUI» MPUHIUITHUAIBHO OTIIHU-
YaloTCsl OT KPEaTUBHBIX, PEBOIOIMOHHO MBICISIIMX MpeAllpuHIMaTenei Bpoae Hac*. Yrto korma
OpraHu3aIvs JOCTUraeT OMnpeaeSIeHHbIX MaclITaboB, OHA HAUMHAET MEJJIEHHO yMUPaTh, pa3jarasichb
m3HyTpu. OHa MpeKpaiaeT BbIaBaTh MHHOBAIIMOHHBIE TIPOAYKTH U perieHust. Camble TBOpYECKHUe
JHOIY YXOAAT U3 Hee. bobline KoMnaHuy Hen30€KHO TepSIIoT CIIOCOOHOCTh K POCTY, UX pa3be/laioT
BHYTPEHHUE MOJIMTUIECKIE UHTPHUTH U OIOPOKPATUIECKUE TIOPSIKH.

Bo3Hukaer crpaHHbBIA NapaJoKC, YTO-TO BpPOjE KOTHUTHUBHOTO AMCCOHAHCA, BIMSIOIIUN Ha
BCEeX, KTO CTPEMHUTCS K CO3/IaHHI0 ObICTpopacTyiiero ousneca. [TopadoraB OyKBaJbHO C COTHSMU
NpeANpUHUMATENe, 1 CTal 3a/1aBaTh UM OfIMH U TOT e BOIIPOC:

«EcJu Bbl TaK HeHABUUTE KPYNHbIe KOMIIAHUY, 3a4eM C03/aeTe elle OgHy?»

ITOT BONPOC YACTO CTABUT MX B TYMHUK, TaK KaK UM KaKETCs, YTO KOMITAHUsI, HAJ KOTOPOM
OHM TaK YCEpIHO TpyasTcsi, OyaeT apyroi. B Heiil He OyaeT OecCMbICIIEHHBIX COBEIAHUI U TIPOHBIP-
JIMBBIX MEHEKEPOB CpeHero 3seHa. OHa OCTaHeTCsl JUHAMUYHOW U 33JJ0PHOM — 3TAaKUM HelpeKpa-
mapomumMcs crapranoM. Ho Kak 4acTo ymaercst B UTore JeHCTBUTENBHO CO3JaTh MMEHHO TaKylo ujle-
QJIbHYIO OpraHu3aIuo?

B nocnenHue HECKONMBKO JIET OCHOBATENM U TeHEpasbHbIe AUPEKTOpa, CTaBIIME MPUBEPKEH-
aMy MeTozia OepekJIMBOro CTaprara elie Ha paHHeM dTarie, CHOBa BCe yJallle 0OpalalTcs KO MHe.
BHavasne ux yBieKaaM Te 4acTW METo[a, KOTOpble KacaloTcsi OBICTPOro 3arycka MpOeKTOB, B YacT-
HOCTH pa3paldoTKa MUHUMANLHO pabomocnocoonoeo npooykma (MVP) u pazeopom (pivot). Ho
OHM OOpallaiy KyJa MeHbllle BHUMaHHs Ha TO, YTO, €CJIM TOBOPUTh HAYUCTOTY, JAEHCTBUTEIIHHO

3 quora.com/What-causes-the-slack-at-large-corporations/answer/ Adam-D Angelo.

* Ha maii 2017 r. FastWorks siBistercs Toprosoi Mmapkoii General Electric Company.


http://www.quora.com/What-causes-the-slack-at-large-corporations/answer/Adam-DAngelo
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oonee CKy4HO: HAyKy MEHEIKMEHTa W IUCIUIUIMHY OTYETHOCTH. A Terepb, KOrja UX KOMITaHWU
BBIPOCJIA JIO COTEH, THICSY, & MHOTJA U JIO AECSATKOB ThICSY PAOOTHUKOB, OHU TIOHSUIN, YTO JOJIKHBI
HAYUYUTHCS MPEIIPUHUMATETIHCKOMY TIOXOY, TaXe €CJIM BBIHYKJIEHbl IPUMEHSTh TPAAUIOHHBIC
METO/IbI YIIPABJIEHH 1, 3aHUMAThCSI IPOrHO3UPOBAHUEM M ITEPEXOANTD K IPUBBIYHOMY IITATHOMY pac-
MYCAHUIO.

S cam HabGmonan 3TO B JecATKaX 3aMeyaTesIbHbIX KOMITAaHWNA: KOTAa COTPYIHUKHU TMOTYMHS-
I0TCSI TPAJULIMOHHBIM OPTraHU3AIIMOHHBIM CTPYKTYPaM M CTUMYJIaM, Hen30€KHO BO3HUKAET HEKOTO-
poe OIopoKpaTHYecKoe oBeeHUe. DTO 00sI3aTeIbHOE CIIEACTBUE OPraHU3AIMH TAKUX CHCTEM.

Te, k1O OOparaics Ko MHe, XOTeIU 3HAaTh, MOXHO JIM UCTIOJIb30BaTh MPUEMbI OEPEKIUBOTO
crapTana, 4yroObl yoepeub UX OpraHM3alvy OT JIETAPTHU U OI0pOKpaTUU Mo Mepe pocta. Mo onbIT
PabOThI C KPYITHBIMUA OPraHU3alMsIMHU O3B0 MHE OTBETUTh UM YTBEPAUTEIBHO.

[Toatomy mocneanue NATH JIET 5 BeAy IBONHYIO *U3Hb. Hepelnko mo yTpam si BCTpedarch ¢
PYKOBOIUTEISIMU OTPOMHBIX KOMITAaHWI — JIMJIEPOB B CBOel cdepe, a MoToM, Toclie 00ea, IPOBOKY
BpeMsI CO CTapTariaMu, OT MOIIHBIX YCHEIIHBIX HOBUYKOB KpeMHUEBO TOMHBI 10 KPOXOTHBIX 3apO-
AbIIel BO3MOXKHOTro On3Heca. Ho oHM 3a/1a10T MHE OJHU M T€ e BOIIPOCHI.

Kak y6eoums pabomarowgux Ha meHst ar0oeti OYmams no-npeonpuHUMAmenbCcki?

Kax cozoasame Hogble npodykmul 0151 HOBLIX PbIHKO8 U He Mepsimb NOmpeoumensi, Komopuli
yorce cyuiecmeyem?

Kak 0obumuvcsi omeemcmeenHocmu om 1100eii ¢ CUNbHBIM NPEONPUHUMAMENbCKUM OYXOM U He
noosepzamuv pUcKy Mol OCHOBHOU OusHec?

Kax cozdamv makyro kopnopamugryto Kyaemypy, Komopas couemana 0vl @ cebe ymeHue paoo-
Mmamv U ¢ HYHCOAMU CYuecmeyrou,ezo OU3Heca U ¢ NOUCKOM HOBbIX UCIOYHUKO8 pocma?

Ecnu BbI unTaeTe 3Ty KHUTY, BBI, CKOpee BCETo, 33/1aeTe ceOe TaKKe e BOMPOCH O CBOe opra-
HU3ALIWH.

Onwupasich Ha OMBIT padOTHI C Pa3HBIMU KOMIIAHUSIMU, sI HAYaJl OOyMbIBaTh HOBYIO KHUTY O
MPUHIIMIIAX, KOTOpbIe padOTAIOT He TOJILKO Ha JTare 3arycka OM3Heca, HO M B YK€ CYIIECTBYIONIHX,
B TOM YHCJIE KPYITHBIX MMPEINPUATHSX.

* OHa 0 TOM, KaK TPAAUIIMOHHBI MEHEKMEHT U MEHEKMEHT, KOTOPBIH sl Ha3bIBAIO 1peonpu-
HUMAMeNbCKUM, MOTYT ECTBOBATh BMECTe.

* OHa O TOM, YTO HYXHO Jie/laTh CTapTarnam IMOMHMO HCIOJIB30BaHUS MeToa OepexIMBOro
crapTana, KOrjia OHU CTAJIKMBAIOTCS € TIPOOJIeMaMH, BHI3BAHHBIMU OBICTPBIM POCTOM M yBETUYEHUEM
Maciirada.

* OHa 0 TOM, KaKUM JOJIKEH ObITh npoyecc OPraHN3alMOHHBIX TPeoOpa3oBaHui, YTOOBI PH-
OMM3UTH KOMITAHUIO K TPUHIIMIIAM OepexXJIMBOrO MPOU3BOICTBA U UTEPATUBHBIM METO/IaM paOOTHI.

Sl mpoBepsT ¥ OTTAYMBAJ STOT HOBBIM MIOIXO/1 C MHOTOYMCIICHHBIMHA MEHEIKEPaMH 1 OCHOBaTe-
asmu. S ObUT ¢ HUIMU Ha TIEPEIOBOM, 3aIycKasi HOBbIE TPOAYKThI, CO3/1aBasi HOBbIE KOMITAHUH, U300-
petas HoBble IT-cucteMsl, aHATM3UPYs1 (PUHAHCOBBIE TPOLIECCHI, TIEpecMaTpUBast KaIpoByl0 padboTy
Y CTpaTeruy poAax — TO €CTh JieNasi BCe, UTO TOIBbKO MOXHO ceOe mpecTaBuTh. S padotai ¢ pyko-
BOJMTEJISIMU CAMBIX PA3HBIX MOAPA3/IEICHUN — OT IIENOYeK MOCTABOK M IOPUAMUYECKOr0 0OOeCTICUeHHU I
10 WCCNeOBaHMi 1 pa3paboTok. S mo3HakoMuiicsi ¢ pabOTON B CAMBIX HEOKHIIAHHBIX OTPACIIsX:
C TIyOOKOBOIAHBIM OypeHHEM, SJIEKTPOHUKOM, aBTOMOOMIECTPOEHHEM, MOJIOH, 3[paBOOX PAaHEHHEM,
BOOPYKEHHBIMH CHJIAMH, 0OPa30BaHUEM — U MHOTHIM JIPYTHM.

HoBpli1 mogxo1 0CHOBaH He TOJIKO Ha MOl HeMoCpeICTBEHHOH paboTe ¢ KOMITAaHUSIMU, HO M HA
MYIPOCTH BCETO ABMKEHHUS JIUAEPOB, ONM3KKX N0 OyXy U 00pa3y MbliiuieHust. OH MOAKpPEIUIeH Mpak-
THUYECKVMU UCCIIEIOBAHUSIMU Y TIEHHBIM OITBITOM, KOTOPBIH 5 TOUEPITHYJI U3 CAMBIX Pa3HBIX UCTOYHU-
KOB — y U3BECTHBIX MUPOBBIX Kopriopaiuii, Takux kak GE u Toyota; y TeXHOIOrHUYECKHX MepBOITpO-
XO/ILIEB, TaKuX Kak Amazon, Intuit u Facebook; y GplcTpopacTyImumx cTapTaroB HOBOTO TIOKOJIECHHUS,
takux kak Twilio, Dropbox u Airbnb; a Takke y 6€CUMCICHHOIO MHOXKECTBA TOJBKO YTO BO3HUK-
MIUX MPEANPUITAN U MPOEKTOB, O KOTOPBIX Bl HUYETO HE CIIBIIIAIMA — HO 3TO NoKa. M, uTo, HaBep-
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HOE, CaMOe YIMBHUTEJIbHOE, Y HHHOBATOPOB, CTPEMSIIUXCs pehOPMUPOBATh CAMBbIE IPEBHUE M CaMble
OIOPOKpaTHIECKUE CTPYKTYPhl B MUpPE, — B TOM YHUCIIe aMepUKaHCKUe (hefiepabHble MHCTUTYTHI.

MYIIpre " JAJIbHOBUJIHBIC PYKOBOJUTEIN B CAMBIX PA3HBIX O6JIaCTHX BcCerga roToBbl K HOBBIM
BO3MOXHOCTAM, — 4 UMEHHO K COYCTAHUIO JIYHIICTO, YTO CYHICCTBYET B IIPUBLIYHOM YIIPABJICHWUU, U
TOTO, YTO TOJIBKO MOSBJISICTCS B TAK HA3bIBAEMOM IPEAIPUHUMATEILCKOM MEHEIKMEHTE.

Pa6OTEUI C HUMHU, A YBUICII, YTO ITPEAIPUHHUMATEIILCTBO U TPEANTPUNMYNBOCTD CHOCO6HI)I BIOX-
HYTh HOBYIO M3Hb B YIPaBJIEHUECKOE MBbIIUIEHUE [IBa/llaTh NEPBOro BeKa. DTO yKe HE MPOCTO
padoTta B KOHKPETHOU 00JIacTU. DTO YyMEeHHe paboTaTh Be3Jie — Be3/e, TIe MOXKEIIb U IJIe XOYelllb.

Sl Ha3BIBaIO ITO YMEHUE «METOJIOM CTapTaras.

IIATH ITIPUHIAIIOB CTPATAITA

Moii MeToz Iofipa3yMeBaeT CoYeTaHnue TBEPIOCTH OOIIMX MPUHIIMIIOB MEHEKMEHTa C UTepa-
TUBHOI ITPUPOION CTApTaIoB. DTO CUCTEMA MPeIPUHUMATEILCKOIO MEHEIKMEHTA, KOTOpasi MOXET
UCTIONB30BaThCs B JTIOOON OpPraHu3aIiy, CTPEMSIIIENCs K HeMpephIBHBIM MHHOBAIIUSIM, — BHE 3aBU-
CHMOCTH OT €€ MacIITabOB, BO3pACTa WM 3a/1a4.

Bcromuum onpenienenue craprarna, KOTOpoe st MPeJIoKuII Boime. [TocKoIbKy mpearnpuHuMa-
TEJIbCTBO — 3TO BCEI/Ia MOCTPOSHUE HEKOETO MHCTUTYTA, OHO HEMPEMEHHO CBS3aHO C YIPABJICHUEM.
Jl1s1 craprana nmpeArnpuHIMATEIbCTBO — 3TO YIpaBJIeHUecKasi JUCIUIIMHA, HOBAsI CXeMa OpraHu3a-
1M, OLIEHKH M pacripe/ieIeHNs pecypcoB, HEOOXOAMMBIX KOMIaHUHU. D10 (prsiocodusi, 3aMeHsIoIast
yCTapeBILHiA TA0JIOH, KOTOPBIA TSHET Ha3a MHOTHME KOMITAaHUH, U JAI0NIasi HOBYIO CXeMY paOOThI ISl
COBPEMEHHOTO MIPENPHUSTHS, KOTOPOE CTPEMHTCS K YCTOWYMBOMY POCTY IyTEM MOCTOSTHHBIX UHHO-
BaIMid. MeToz cTaprana 3aMeHsIeT CYIIECTBYIONIYI0 CUCTEMY MEHE)KMEHTa, OrPAaHUYEHHYIO TUIaHU-
POBaHMEM Y IPOTHO3MPOBAHKMEM, CUCTEMOM, KOTOpasi MPEeKPacHO ceOsl YyBCTBYET B YCIOBUSIX CTpe-
MUTEJIbHBIX U3MEHEHUH 1 HeOTpeJeJIeHHOCTH.

Bot nsTh OCHOBHBIX MPUHLIMIIOB (prIOCOUU cTapTana.

1. HEIPEPBIBHBIE NTHHOBAIINU. MHorve pyKOBOIUTENN CTPEMSTCS K TOMY, YTOOBI
HaWTH OJIHY IJIaBHYI0 MHHOBaLM0. Ho 11 1OJrocpoYHOro pocta HyKHO Jpyroe: MOCTOsTHHBIN TIOMCK
BCE HOBBIX MPOPHIBHBIX PEIIEHNI, OCHOBAHHBIX Ha TBOPUECTBE M TAJIAHTaX PAOOTHUKOB BCEX YPOB-
Hell.

2. CTAPTAII KAK 3JIEMEHTAPHAA PABOYAA EJNUHMUIIA. YrtoOsl co3maBath
IIMKJTbl HEMTPEPHIBHBIX MHHOBAIIMI, KOMITAHUSIM HYKHbI KOMaH[IbI, CTIOCOOHBIE SKCIIEPUMEHTHUPOBATh
Y UX HaXOOWTh. DT KOMaH/Ibl ¥ €CTh T€ CaMble BHyTPEHHHE, WJIN «BCTPOEHHBIE», CTAPTAIIbL, U JIs
HUX TpeOyeTcst 0codast OpraHu3aIMOHHAst CTPYKTYypa, MOJIepKUBaIoIas ux padoTy.

3. HEJOCTAIOIIAA ®YHKIIUA. Ecnu Bl BHOCUTE CTapTaIlbl B CBOIO OPraHU3aIMOHHYIO
9KOCHCTEMY, yIIpaBJIeHHe UMH TpeOyeT 4ero-To OOJIBIIEro, YeM TPAAUIIMOHHBIN MeHeIKMEHT. Bosib-
IIIMHCTBY OpraHU3allMil He XBaTaeT KJII0YEeBOU JUCIUTUIMHBI — MPEANPUHUMATEIbCTBA, — KOTOpast He
MeHee BakKHa [UIsl OyyIero ycrnexa, 4eM MapKeTUHT WK (PMHAHCHI.

4. BTOPOE OCHOBAHHUE. OcyiecTiisis Takue TIyOOKHe peoOpa3oBaHus B OpraHn3a-
IIMOHHOM CTPYKTYpe, Bbl Kak OyATO cO3/aeTe KOMITAaHUIO 3aHOBO, HEBAXHO, €M MSTh JIET WITH CTO.

5. HEITPEPBIBHBIE ITPEOBPA30OBAHUSA. Bce 310 Tpeyer OT mpeaArnpusiTusi pa3BUTHUS
HOBOW CIMOCOOHOCTH — CITOCOOHOCTH TepeKoAnpoBarh oprann3anuonnyio JHK B oTBeT Ha HOBbIe
U pazHoOOpasHble 3a7aun BpeMeHH. EnuHopa3oBoe mpeoOpazoBaHue mMpocto Hepomyctumo. Eciu
KOMITaHH s HaIllJIa CIIoco0 OCYIIECTBIIATh M3MEHEHUsI, OHA MOXKET — M I0JKHA — OBITh TOTOBA K TOMY,
YTOOBI MPOJEIIBIBATH ITO B OYIyIIEM MHOTOKPATHO.

BasxHO cpa3y moquepKHyTh, UTO ITOT METOJI PaOOTHI HE O3HAYAET, YTO AOCOMIOTHO BCE KOMaH,IbI
B KOMITAaHUU JOJDKHBI OBITh PEOPraHN30BaHbl IO IPUHIIMIIAM cTapTana. TOYHO Tak ke 3TO He O3Ha-
YaeT, 4To Bce 0e3 UCKIII0YEeHUs] paOOTHUKH BOMIIIEOHBIM 00pa30M JIOJKHBI HAYaTh JEUCTBOBATh KaK
npeanpuHuMarenu. Llenb nepexona Ha STU MPUHIMIIEL — 0OECTIEYNTh KOMaHJaM-CTapTaram yca068ust
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0151 pabomuvl U AaTh KAKIOMY COTPYAHUKY 803MOMNCHOCHb NEUCTBOBATh NO-IPEAIPUHUMATEIBCKY.
ITO MO3BOJIUT JIBUIaThCsl BIEPE]] TEM JIOSIM, KOTOpbIE OT MPUPO/bI CKJIIOHHBI K TaKOW JESTEIbHO-
CTH — WK OyZIyT €0 3aHUMAThCSI TIPH HAJIMYMY JIOJDKHBIX CTUMYJIOB U Tiootipenus. [Tpu sTom kax-
Jblil MEHeKep KOMIIaHWH JOJIKEH CTaTh 3HATOKOM MHCTPYMEHTOB PN PUHUMATEILCKOTO MEHE/IK-
MEHTa, Jaxe TOT, KTO He padoTaeT HEeroCpeACTBEHHO C BHYTpeHHUMH cTapranamu. OHU JOSKHBI
MOHMMATh, TI0YEMY sl COTPYIHUKOB padOTaeT MO-HOBOMY, JOJKHBI CIPAIIMBATH C HUX COTJIACHO
HOBBIM CTaHJapTaM M 3aMevaTh, KOT/Ia UX MPUBBIYHBIEC (DYHKIIMH, HATIPUMED B padOTe ¢ MEPCOHATIOM,
UT, opuanueckoM o0ecrieYeHr 1 IIpoYeM, MEIIAI0T HOBBIM MOAXOJaM.

KHUT'A

Ito He MaHudecT. MaHndecToB HaMm U Tak XBaTaeT. B Mupe 1osHo rypy v 9KCepToB, BHYILAO-
IIMX HaM, YTO HYXKHO JBUTaThCsI OBICTPEe, MBICTMTH 00JIee MHHOBAIIMOHHO U He3allopeHHo. Yero Ham
HE XBaTaeT — TaK 3TO KOHKPeTUKU. Kak MMEHHO JOCTUYb 3TUX pe3y/bTaToB? DTa KHUTA — MOMBITKA
BOCIIOJIHUTH HEJIOCTAloIMeE JeTanu. B Hell mpejsaraiorcs oK peryieHHble OMbITOM METOAMKH, KOTO-
pble IOMOTYT 3aHOBO pa3keub JAyX MpealpUHUMATE/IbCTBA B OPraHU3alliy — UM He J1aTh eMy I0Te-
PATH CBOIO U3HAYAJIBHYIO POJIb.

Ecnu BbI pykoBOAUTENb — KOMITAHUY WJIM OTIEJIBHOM KOMaH/bl, — 9Ta KHUIA MTPEJOCTaBUT BaM
MOIeJTb, TI0 KOTOPOM BBl CMOXKETE IMPOBECTH MPe0Opa3oBaHusl, YTOObl HAUTH HOBbIE HICTOUHUKH J0JI-
TOCPOYHOro pocta. Bel y3Haere, Kak co3iaTh CTPYKTYPhl OTUYETHOCTH, KOTOPbIE OyIyT CIOCOOCTBO-
BaTh [IPOYKTUBHBIM MHHOBALIMSIM — IECTBUTEIBHO LIEHHBIM /151 Balllell KOMIIaHUU. Bbl HayuuTech
CTPYKTYpHPOBaTh OM3HEC-TIPOLIECCHI TAK, YTOOBI OHU JTaBaJI BO3MOKHOCTh BHITIOJHUTD 33/1a41 HaM-
JTyumM obpasom. Kpome Toro, Bel oOpeTere HOBOe MOHMMAHUE CBOEW pOJIM Kak Jiujepa — pojH,
KOTOpasl CUJIBHO OTIIMYAETCS OT TOro, 4YeMy JO CHUX IOp y4ar MHorue nporpammsl MBA u yero
XOTAT UHBECTOPHI M WieHbl coBeTa AUpeKTopoB. CkoTT Kyk, oaMH 13 ocHOBartenel U npejaceaTeb
COBeTa AMPEKTOPOB Intuit, OMUCHIBAET STM U3MEHEHUSI KaK CMEHY MepCrieKTUBbL. BMecTo Toro, 4toOs!
«urpatb B Lle3aps» (pelars, KAKMM IPOEKTaM KUTb, & KAKUM — YMEPETh), Bbl JOJKHbBI «AIPaTh B
y4eHOro» (OBITh TIOCTOSIHHO TOTOBBIM K TIOMCKY OTKPBITHIA). DTO czienaeT Bairy padboty Oonee uHTe-
pecHoi 1 3(P(PEKTUBHOM.

Merop craprana, OCHOBAHHBII Ha OINBITE PEabHBIX KUBBIX OPraHU3alfii, KOTOPbIE YCIIEIIHO
BOIUIOTWJIA STU MPUHIIMITB B CAMBIX Pa3HbIX OTPACsX U cepax AesTeTbHOCTH, TOAPOOHO OIHCHI-
BaeT KOHKPETHBIE IIard, C OMOIIbIO KOTOPBIX BaM YJACTCS BBIIEJIUTH MPEAIPUHUMATENIBCTBO KaK
OCHOBHYIO JUCIMILIVHY AJIs1 KaX/JOM KOMIIAHUM U JJake U3MEHUTh MEHTAJIMUTET BBICIIETO PYKOBOJ-
crBa. braropaps moeit padore ¢ GE 51 nomy4m1 BO3MOXHOCTb IIPOBECTH BAC IO «3aKYJIMChIO» TEX Ipe-
00pa3oBaHMiA, KOTOPbIE ObLIH MPOBE/IEHBI C MOMOIIIBIO TporpaMmbl FastWorks 1 koTopbie rpekpacHo
WLTIOCTPUPYIOT UzieH, no3BonuBinve agantupoBath GE k ycnoBusim Oyayiero. Takxke s mozemoch
MOIPOOHBIMH UCTOPUSIMHU U APYTUX OPraHU3aLUi, TPOLISAIINX TOT e MyTh.

B yactu 1, «CoBpemMeHHasi KOMITaHUS», MBI pa3depeMcs, oYeMy TPaJWIIMOHHBIE YIIPABJICH-
YeCcKre METO/bl OOJIbIIIEe HE BBHITIOMHSIOT CBOMX (DYHKIIMI U TIOYEMY MMEHHO ceiiyac HacTasl MOMEHT,
KOTJa MpeANnpUHUMATEIbCKUI MEHEIKMEHT HACTOJILKO BaskeH. MBI IOrOBOPUM O HOBBIX CIIOCOOHO-
CTSIX W MpHeMax B padoTe, KOTOpble HEOOXOIMMBI CETOIHS IS JII0OO OpraHn3alvy.

B nepBoii yacti 0OBSICHSIETCS, TIOUEMY «CTapTar» CTAaHOBUTCS HOBOW pabouell eWHUIIEH B
YCJIOBUSIX KpaiiHel HEOIpeIeIeHHOCTH U KaKKe TPpeOyIoTCsl YCTIOBHSI, YTOOBI CO3aTh MOPTQeb cTap-
TaroB BHYTPY OpraHu3alu. Mbl IOTOBOPUM O TOM, KaK 3aJI0KUTh OCHOBBI CTPOIOil OTYETHOCTH /1151
MHHOBAITMOHHBIX TPOEKTOB, aXe B CUTYalMIX KpaiHel HeonpeaeJIeHHOCTH, Iie JOOUTHCS TUIaHUPO-
BaHMSI ¥ IPOTHO3MPOBAHUS TPYAHO WITM HEBO3MOKHO, a TAKXKE O TOM, KaK n30eKaTh TAKMX Mep KOH-
TPOJIsl, KOTOPBIE HEPEIKO YOMBAIOT CTOSIIIME MHHOBAIIMOHHBIE TIPOeKTH. Kpome Toro, Mbl 6ersio npoii-
ieMcs1 [0 OCHOBHBIM ITyHKTaM U IIpoLieccaMm, MoipoOHO ONMCAHHBIM B KHUTE «Bu3Hec ¢ Hyls», TAKUM
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KaK MUHUMANLHO PAOOMOCNOCOOHbILL NPOOYKNL, CMEHA CTPATeruu (pa3sBopoT) U IIUKJI «CO3/1aTh — OIle-
HUTb — HAYYUTHCS».

B yactu 2, «[1nan npeoOpa3oBaHuii», Mbl yIIyOUMCSI B MHOTOUMCIIEHHBIE «KaK» METOa CTap-
tana. Korga komangam ynaercst opraHu30BaTh paboTy 1O METOIy CTapTana, uX, eCTECTBEHHO, TSHET
K HOBBIM U HETIPUBBIYHBIM TTporieccaM. Mbl UcclielyeM 9TH HecTaHAapTHbIE METOAbl padOTHI, YacTh
KOTOPBIX OCHOBaHBI Ha UJIesIX OepeKJIMBOIO CTaprarna, a 4acTh — COBEpPIIEHHO HOBbIe. Takxke Mbl
MIOr'OBOPUM O TOM, KaK yperyJrupoBaTh KOH(IMKTH MEXAY STUMHU HOBBIMH MTPOIIECCAMH U TPAUILIH-
OHHBIMHU CHCTEMaMH, B TOM YHC/le KOH(PIMKTB MEXAy MEHe)KepaMy CPEIHErO 3BeHa, KOTOpPhIe BO
BCe BpeMeHa ObLTN yOWiiIiaMu mporpecca.

B pe3synbrare HenpepsIBHBIX MHHOBALIME COBPEMEHHAsI KOMITAHUSI TIOJTy4YaeT He TOJbKO HOBBIE
MIPOPBIBHBIE IPOAYKTHI, YCIYTH, BHYTPEHHHE CHCTEMbI 1 KOMMepUecKre penmyiiecTBa. IHHOBalum
TaKke 00eCreurBaloT BO3MOXKHOCTh C(DOPMHUPOBATh HOBYIO KOPIOPATUBHYIO KYJIBTYPY, B KOTOPOM
MpeANPUHIMATEILCKOE TBOPUYECTBO PACIBETAECT HA BCEX YPOBHSIX OpraHu3anvu. Mbl BBISICHUM, KakK
CO3/[aHNe KOPPEKTHBIX ITPOIIECCOB U OTYETHOCTH MO3BOJISIET TOM HOBOM KYJIbTYpE paclipoCTpaHAThCS
Y pa3BUBATHCS.

MbI paccMOTpUM HOBBIE TpeOOBaHUS K TIEPCOHANTY, HAMY M Pa3BUTHIO HABBIKOB M CIIOCOO-
HOCTEH, KOTOpbIe MPEeIbsBIIAIOT HOBbIE METOObl paboThl. Mbl pa3BeHUaeM OIMMOOYHOE, HO OYEHb
IIIUPOKO PACTIPOCTPAHEHHOE MHEHHUE O TOM, UTO JJIsl TOTO YTOOBI MEPEHTH K MPEAIPUHIMATETECKIM
MEeTo/1aM, HeOOXOAMMO YBOJIUThH CYILIECTBYIOIIMX COTPYJIHMKOB M HAWTH HOBBIX «CyIep3Be3i». Bo
BceX 0e3 MCKIIOUeHUs OpraHU3alusaX, C KOTOPBIMH 51 paboTall, B TOM YHMCJIE U3BECTHBIX BCEM IO
criucky Fortune 500, 51 Hailies1 ICTUHHBIX TIPEANPUHUMATENEN CPEAN UMEIOIIUXCSl COTPYIHUKOB. Mbl
00CyIMM, KaK BBIBECTH 3THX TAJIAHTJIMBBIX JIOACH M3 TEHU, IIOCTPOUTH CHCTEMY OOy4YeHHUs U TOA-
AEpPKKU U B KOHEYHOM HTOre NMOMOYb UM JOCTUYb ycriexa. Mbl yBUIMM, KaKk MOXHO IpeoOpaso-
BaTh BHYTpPEHHME OM3HEC-TPOIIECChl, BKJIIOYAs yIpaBJieHHe MepCOHAIOM, I0pUInYecKoe obecrieue-
Hue, ¢puHaHcel, T u cHaGxeHue, 9ToObl OHM CIOCOOCTBOBAJIM, a HE Mella WHHOBALMSM. MbI
PaccMOTpUM XapaKTepHbIe MPoOJIeMbl, BO3HUKAIOIINE B TIPOLIECCE HEMPephIBHBIX MHHOBaIMi. Hako-
Hell, Mbl TPUCTAJILHO B3IJISTHEM Ha MPOIECC M MEXaHU3MBI yuena UHHOBAUUOHHOU OesimeabHoCnu, Ha
(bvHAHCOBYIO CTPYKTYpY, KOTOpasi 0OeCIieunBaeT HOBbI CTHIIb paOOTHI.

B yvactu 3, «O06m1ast KapTiHa», Mbl TIOTOBOPUM O TOM, YTO ITPOUCXOAUT IOCIIE TOTO, KaK Mpo-
1iecc MpeoOpa30BaHus «3aBepIIeH». A BEpHEe CKa3aTh, O TOM, YTO Ha CAMOM JieJIe OH HUKOI/ia He KOH-
yaetcs. KoHeuHas 1iesib MeTozia crapTana — caesaTh Tak, 9ToObl OpraHu3alisi HaXoAMIach B COCTO-
SITHUW HETMIPEPBHIBHBIX MPE0OPa30BaHMUI, UTO MO3BOJIUT €M MPOIBETATh MPH JIIOOBIX 0OCTOATEIHCTBAX.
Jlymaio, 4To NOIOoOHYI0 THOKOCTh MOXKHO MCIIOIb30BaTh 3HAYMTENIBHO ILIMPE, MOITOMY TMOCTIEAHUE
IJ1aBBI MOCBSIIEHBI 00JIee MaCIITAOHBIM MOCIEICTBUSAM MPUMEHEHH ST STO HOBOW CTPYKTYPHI B TOCY-
JOAapCTBEHHBIX MHCTUTYTAX IJIsl pellleHrs poOeM, ¢ KOTOPHIMH MbI BCE CTAIKMBAEMCsI KaK YJICHBI
oO1ecTBa.

YUUTECDH MBICJIUTD NIEPCIIEKTUBHO

Crienysi KOHLIENIIME OEPEkKIMBOrO CTapTarna, st Oyy 4acTo BO3BPAIIATHCS B 3TON KHUTE K TJIaB-
HOMY BOIPOCY: KaK KOMIIAHUSIM J0OUTHCS MO-HACTOSIIEMY AOJITOCPOYHOrO pOCTa M pe3y/IbTaToB?
W3 Bcex TeM, KOTopble 51 00CY:K/IAl0 C JIIOIbMU, CETOJHSIIHNAE MEHEKePbl ¥ OCHOBATEIM KOMIIAaHUI
MMEHHO 3Ty BOCIIPUHUMAIOT HanOoJsiee SMOIMoHaIbHO. CHOBA M CHOBA 51 BCTPevalo JII0fIel, KOTOpble
OTYAAHHO CTPEMATCA YBUACTH JOJITOCPOUYHYIO MEPCIEKTUBY IJIA KOMIIAHWU U OCTAaBUTDL ITOCJIC cebs
HacJieiue, COCTOSAIIEe U3 BaXKHbIX IiepeMeH. Ho OHM TO U1 J1e/10 OKa3bIBAIOTCS pa304apOBaHHBIMU U3-32
CUIOMUHYTHBIX TPeOOBaHUIA CYIIECTBYIONIEN CUCTEeMbl OM3Heca. [[jisi ”HBECTOPOB I0CTaTOYHO JABYX-
TpeX HeYJaYHbIX KBAPTAJIOB, YTOOBI TOTPEOOBATH MIEPEMEH, A TAKKE CEPhE3HBIX CIBUTOB BO BHYTPEH-
HEl MOJIMTUKE KOMITAHUY — Ha BCEX YPOBHSIX, CHU3Y JIOBEPXY.
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3. Puc. «Merox craprarna. IIPUHAMATESbCKUE TIPUHIMITBL YIIPABJICHUS 7S IOJITOCPOYHOTO pOCTa KOMITAHMH»
D. P Meron craprana. [Tpeanp 1€ e np yIpasJie DJITOCPOYHOrO POCTa KOMIIA

Bo3M0XkHO, BaM KaKeTcsi, UTO OpraHu3alivsi, OLIEHUBAIOIIAsi CBOMX COTPYIHUKOB I10 KECTKHUM
KBapTaJIbHBIM [TOKA3aTeNsIM — KaK 3TO AEJAI0T CerofiHsi OONBITMHCTBO KOMITAHUH, — HACTPOEHA MOOIIT-
PATH OBICTPOE SKCIIEPUMEHTHPOBAHKE B CKaThle CPOKU. OIHAKO Ha Jiesie MTPOUCXOAUT Hao0opoT. W3-
32 KOPOTKHX CPOKOB BCE, YTO JOJKHO OBITh CAEIAHO 32 OIMH KBAPTAJI, HEOOXOAUMO ITPOTHO3UPOBATD,
YTOOBI HA OCHOBAHMH TIOJIyYEHHBIX pe3yJIbTATOB JlefaTh AajbHEUIIMe pacueTsl. BMecto Toro, 4roosl,
MBICJISI KPAaTKUMH CPOKaMH, BUJIETh BO3ZMOKHOCTH [1J1s1 UHHOBALMI, KOMITAaHWH YBSI3aI0T B KOHCEpBa-
TU3ME U (DOKYCUPYIOTCS TOJIBKO Ha TEX MPOEKTAX, KOTOPbIE, IO UX MHEHUIO, TPUHECYT MAKCUMAJIb-
HYIO IpUOBUTL B 9TOM KBapTajie WM B 3TOM rofy. VIHBIMH CJIOBaMH, OHU MPOIOJIKAIOT JeJIaTh TO Ke
camoe, ¥ He BaKHO, paboTaeT 310 WK HeT. Kpome Toro, KommaHusi, cTpeMsiasicst ObITh MpejcKasye-
MO} B KPaTKOCPOYHOM NEPCIIEKTHBE, TAKkKe HEJOCTATOYHO IMOATOTOBJIEHA K TOMY, YTOOBI €€ KOMaH/bl
OTBevaIu 3a OoJsiee JUTUTENIbHBIE TPOEKTHI.

MHe kaxercsi, YTO HOBasi KOHUENLMSI, U3JI0)KEHHAs! B 9TOM KHUIE, MOXKET J1aTh BaM KOHKpET-
HbIE OPUEHTHPHI [UIsl TOTO, YTOOBI YUTH OT 3TOH JWJIEMMBI U MIEPEHTH K HOBOM, OoJiee YyCTOMYMBOM,
CHCTeMe, FapaHTUPYIOIIEH JOITOCPOYHBIN POCT U TUOKOCTb.

A Teriepb, KOraa Bbl TIOHSUIM, YETO MBI XOTUM JOCTHYb — @ UMEHHO U3MEHHUTh CTUJIb PaOOTHI
COBPEMEHHOM KOMIIAHUY, — J1aBaiiTe HAYHEM.
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3. Puc. «Merox craprarna. IIPUHAMATESbCKUE TIPUHIMITBL YIIPABJICHUS 7S IOJITOCPOYHOTO pOCTa KOMITAHMH»
D. P Meron craprana. [Tpeanp 1€ e np yIpasJie DJITOCPOYHOrO POCTa KOMIIA

Yacrp 1
CoBpemMeHHast KOMIIaHUS

«BBICTPBI POCT KOMITAHUHU TPEBYET
1 BBICTPOI'O POCTA EE JIIOJIEV»

B 2006 r. BaM, HaBepHOe, ¥ B TOJIOBY Obl HE MPUIIUIO APEHJOBATh YYyXKYI0 KBapTHUPY BMECTO
TOro, 4ToOHl 3a06poHMpoBath HOMep B Hilton. Ceituac, Gnarogaps Airbnb, 3T0 nenaoT MUJUTMOHBI
mozei’. DTa KOMIaHWsI SKCIIepUMEHTaNIbHA IO CBoel cyTy. MiHaue oHa HU 3a 4TO OBl HE OOHAPYKUIIA
LIeJIbII CKPBITBIA PBIHOK M €€ PhIHOYHAs CTOMMOCTb He BbIpociia Obl 3a AecaTs JieT A0 30 mupp J0.
UYro ke elie MOKET MEHTAJIbHOCTb CTapTaria AaTh KOMIIAHUH, KOTOpasi TOJIBKO YTO 00pesia OrpOMHBII
YCIIEX, COBEPILIUB PEBOJIIOLIMIO HA PHIHKE?

UYepes HECKOJIBKO JIET MOCHE NosABIeHUA Airbnb ee nepBas KOMaHAa Hayaja UCKAaThb BO3MOXK-
HocTu pocta. OHM JOOABWIIM HOBbIE XapaKTEPUCTUKU CBOEMY IPOIYKTY, B TOM UYHUCIIE NOATBEpIK/Ie-
HUE JIMYHOCTH MOJIb30BATENIEN U CTPAXOBKY AJIS XO35€B HEABUAKUMOCTH, YTOOBI YKPENUTh JOBEpUE
K rarpopme. Kpome Toro, 1y1st mpuB/IeUYeHNs AENOBBIX MyTEIIECTBEHHUKOB ObLIO 3aKJII0OYEHO MapT-
Hepckoe coramienre ¢ Concur Technologies. Ho oHn nmoHumanu, 4to 11 MPOAOIDKEHUS POCTa
HYKHO 4TO-TO COBepIlIeHHO uHoe. «MbI cipocuu cedsi: “YUto ganbine? Kyna Bee 3To nBuketcsa?”» —
BcriomuHaeT [xo 3aze, onuH U3 NEPBBIX COTPYOHUKOB KOMIIAHMM, B HACTOSILEE BPEMs €€ BHULIE-
IIPE3UIEHT M0 ponyKTy. OcHoBarens Airbnb bpaitan Yecku roBopur, omisapiBasch B IpoLuioe: «Y
MeHs1 ObLJIO OIIYyIIEHHE, YTO HA/I0 CPOYHO YTO-TO NPEAIPUHSTH, MHAUe BCE pyXHEeT. YTo Hemb3s ocTa-
BaTbCs MPEKHUMU»C.

3azie 1 Yeckr MOHSUN: 1S ©I300PETEHHSI Yero-To aOCOMIOTHO HOBOTO UM HYKHO BpeMsI H ITPO-
CTPAHCTBO 151 SKCTIEPUMEHTOB — TO, YTO Yy HUX OBUIO B MOMEHT 3aITycKa KOMIIaHUM Oarofapst 00cTo-
ATEJILCTBAM U UTO NepecTasio ObITh IPUOPUTETOM 10 Mepe ee pocta. OHM OJ00paii U3 COTPYAHU-
KOB KOMIIaHMM HEOOJBIIYI0 KOMaH/1y IO/l PyKOBOACTBOM camoro Yecku, KOTopasi IEpBbIM JEJI0M
opraHusoBaja BcTpedy B Pumepmanc-Yopd, KUBOIKMCHOM yrojke ¢ BUIoM Ha 3aauB CaH-PpaHn-
IMCKO, AJbKaTpac U MocT 30510Thie BopoTa, r1e Ty/sioT TOmsl TypucToB M paboTaeT mMacca cyBe-
HHUPHBIX JIABOK. B pe3ynbTaTe yepe3 HeCKOJIbKO JieT ObLT 3amymieH Airbnb Trips, cepuc muiaHupo-
BaHMS MOE3/I0K, 03HAMEHOBABLINH NIEPBYIO CEPbE3HYIO IKCIIAHCUIO B UCTOPUU KOMITaHUU. B riase 8
BBl y3HaeTe MOApPOOHee, YTO MPOU3OILIO MEKIY 3TOM BCTpeUei M 3aIlyCKOM IMPOAYKTa, a TaKKe O
CTpyKType Airbnb, NO3BOIMBILEN COXPAHUTH IJIABHBIN MPOAYKT U IKCIIEPUMEHTUPOBATH C HOBBIMU
UAEAMU, TAKUMHU Kak Trips. 30ech g X0uy NOTYEPKHYTh POJib TOM caMoy (pusocopuu, KoTopas CTo-
s1J1a 32 CMIOCOOHOCTBIO KOMITAHUM JIeJIaTh CTABKH Ha TO, YTO MOKET IIPUHECTH, & MOKET U HE IPUHECTH
ycriex, a He MPOCTO J10padaThBaTh TO, YTO YK€ MPUHOCUT BBITOAY. 3ajie chopMyJIUpOBAT TO TaK:
«BBICTpBII POCT KOMITAHUU TPEOYyeT 1 OBICTPOTO POCTA €€ JIIOMIeH».

Airbnb — TOJIKO OIMH PUMEP CTAPTANIOBCKOUN CTPYKTYPBbl, CO3AAIOIIEN BO3MOXXHOCTH JJIs1 IKC-
NIEPUMEHTOB. B 9TOI KHUTE MBI PACCMOTPUM Pa3IMYHBIE BAPUAHTBI CTAPTAIIOB, B TOM 4uciie Dropbox,
WordPress 1 Emerald Cloud Lab, u yBuguMm, Kak y HUX 3T0 paboTaer.

KoneuHo, MHOrHE craprarisl ele He JOCTUIVIM Takoro ypoBHs. Ho ecim y HuX Bee nosmyuurcs,
OHM J00BIOTCSI 9TOTO JOBOJBHO CKOpO. BajkHO 3apaHee mpojpyMbIBaTh yIpaBieHHE POCTOM, a He
KIaTh KpusKca. 3HaTh, KAKUMH MHCTPYMEHTaMH Thl 00JIaJaelllb U B KAKMX YCJIOBUSIX OHH HCIIONb3Y-
I0TCS1, — BOT KJIIOY K YCTOMYMBOMY U JI0JroBpeMeHHOMY ycriexy. Kak ckazan Apu I'emep u3 Palantir

3 vanityfair.com/news/2016/1 1/airbnb-brian-chesky.

6 Tam xe.
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3. Puc. «Metog crapraria. “pe,lllpleHMlllG;IbCl\‘MC [IPUHLUIIBI YIIPABJICHUA JIA JOJTOCPOYHOIO pOCTa KOMITAHHUW>»

Technologies, «runeppoct — 60JIe3HeHHbIN MTPOIIECC, U3SIITHOCTh B HEM HEBO3MOXHA. Eciu ripu sTom
BbI UCIIBITBIBACTE TPYOHOCTH U CTpaaHUuA, 9TO HE 3HAYUT, UTO BbI JACJIACTC YTO-TO HE TAK; HaO60pOT,
BBI BCE JIEJIaeTe MPABWIILHO» .

B 3T0il YacT¥ KHUTM MBI IIOTOBOPUM O TOM, YTO 3HAYUT OBITH COBPEMEHHOW KOMITaHUEH, a
TaKke O MPeIPUHUMATENILCKON CTPYKTYpe, KOTOpasi HeoOXoAMMa TSl BBUKUBAHKS Y BOILIOIICHUS
JOJATOCPOYHOM MepCreKTUBbL. YTOOBI MPETBOPHUTH B KM3HD JOJITOCPOUHBIE 3aJa4K, HEOOXOAUMBI Tep-
TMeHre W yOeKIeHHOCTh — MPeoOpa30BaHus HE JEAl0TCsl OBICTPO, — HO OpraHU3aIliu, JISHCTBYIOIINE
TaKUM 00pa3oM, UMEIOT JIyUIIIKe IAaHChl Ha TIPOJOJIKEHEe SKCaHchu. MBI pazdepeM IeMEeHThI CTap-
Tan-KyJbTYpbl U JESTEIBHOCTU, KOTOpHBIE cienanu KpeMHueByio JoiMMHy U Ipyrue MecTa KOHIIeHTpa-
WA CTApTarioB TAKUMU JUHAMUYHBIMHU, a4 TAKKE YPOKH U TCOPUHN U3 ITPOILIOro, KOTOPLIC C(I)OPMI/I-
POBaJI OCHOBY ISl HOBOTO YITPABJICHYECKOTro MeHTamTeTa. M, HakoHel, Mbl OOBETUHUM 3T WU
B METOJI CTapTarna.

! Bricrynnenne Apu I'emepa Ha koHdepeHunn Lean Startup B Can-®paniucko, 2013 r.; youtube.com/watch?v=TurkwAhv86k.
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3. Puc. «Metog crapraria. “[’)CJIIPHHHI\IHIG;IbCl\‘l’le [IPUHLUIIBI YIIPABJICHUA JIA JOJTOCPOYHOIO pOCTa KOMITAHHUW>»

I'naBa 1
VBa:keHHe K MPOILIOMY, H300peTeHne Oyayuiero,
M KaK €03/1aTh COBPEMEHHYI) KOMIIAHHIO

Korza s Tonmpko HaunHan padotars ¢ GE, y MeHs cocTosiicst pa3roBop ¢ reHepasibHbIM JTUPeK-
topoM Ixedpdom Mmmensrom. 1 Koe-uTo U3 TOro, UTO OH CKa3all B TOT JIEHb, 1 IOMHIO JI0 CUX TIOP:
«HukTO He xouer paboTtarh B ycTapeBileld KoMnaHui. HUKTO He XO04eT MOKynarh y Hee MPOIYKThI.
U HUKTO He XOYeT B Hee MHBECTUPOBATh» .

3aTeM MBI IOJITO U MOAPOOHO TOBOPHIIM O TOM, UTO JIeJIaeT KOMITAaHHIO TIO-HACTOSIIEMY COBpe-
MeHHO. Kak pacnio3nats ee cpeau npounx?

S mpenoKuI eMy MpeICTaBUTh CIIEAYIOIee: eCi CIyIaiiHbIM 00pa3oM BeIOpaTh paOOTHUKA
KaKON-HUOY/Ib KOMITAaHWH, Ha JIIOOOM ypOBHE, B JIIOOOM TOfIpa3/ieieHUH, U3 JII0OOOTO peruoHa, u y
3TOro pabOTHUKA OKAXKETCSI COBEPIICHHO OJiecTsIIas ujies 0 HOBOM HCTOUHHMKE POCTa JJIsl KOMITAHUH,
KaK OH MOXeT ee BOIUIOTUTh? ECTh JIn y KOMIaHuu Mporielypa TeCTUPOBAHKSI HOBBIX UJICH, YTOOBI
MPOBEPUTH UX JACHCTBUTENBHYIO LICHHOCTh? 11 €CTh JIn y Hee HeOOXOIMMBIE YIIpaBIeHUECKUE HHCTPY-
MEHTBHI, YTOOBI BOTUIOTUTPH UJICI0 C MAKCUMAJILHOU TIOJIb30H, JJa’ke €CJIM OHA He COBIAIAET C TeKyIIen
IEATETHLHOCTHIO?

UYro nenaet coBpeMeHHast KOMITaHUs], TaK 9TO MCOb3YeT TBOPYECKUE CTIOCOOHOCTH U TAJIAHTHI
CBOMX COTPYIHHKOB — BCEX 0€3 UCKIIIOUCHHUS.

xedd orBeTms1 MHE psAMO: «MIMEHHO 00 3TOM M JOJIKHA OBITh TBOSI CJIEAYIOIIAst KHUATA» .

PbIHOK HEOIIPEJAE/IEHHOCTH

Mmue KaxXeTcCs, OOJILIITHHCTBO pyKOBOI[I/ITe)Iﬁﬁ ITIOHUMAKT, YTO KaXIOAHEBHbLIC 3aJayu HX
OCHOBHOTO OM3HECa OCTABJISIOT MaJlo BpEMEHU U SHEPruH, YTOObI MOOIIPSITh U TECTUPOBATH HOBbHIE
naeu. 9to0 IIOHATHO, TaK KaK CErOAHAIIHNE KOMIIaHHUUN pa6OTaIOT B COBCPHICHHO MHBIX YCJIOBUAX
10 CPABHEHHUIO C MPEIIECTBEHHUKAMHU. 3a MOCIeJHUE HECKOJIBKO JIET MHE YAaJI0Ch MO3HAKOMUTHCS
C THICSIUaMM MEHEIKepOB CO BCero Mupa. M s CHOBa M CHOBa 3amevasi, HACKOJIbKO MX OECIIOKOHUT
HEeIpeICKa3yeMOCTh MUPa, B KOTOPOM OHM KMBYT. BOT Ha YTO OHM aJIOBaJIUCh Yallle BCEro:

1. I'moGanu3aiius ¥ MosiBJIeHNEe HOBBIX IJI00ATbHBIX KOHKYPEHTOB.

2. «IIporpammupoBaHue moxupaer Mup»®, a aBromaruzaius u UT paspymaior «ykperuie-
HI/IH>>9, KOTOPBIMH KOMITAHUHW PAHBbIIC MOIJIM 3allIUTUTL CBOU TOBAPLI U YCJIIYIT'M OT KOHKYPCHTOB.

3. HoBble TeXHOJIOTUH U OTPEOUTENBCKIE TIPEATIOUTEHIS MEHSIOTCS BCe ObICTpEl U ObICTpEi.

4. Topa3uTtebHOE YMCII0 HOBBIX CTAPTAIOB, CIIOCOOHBIX K POCTY, MOSIBJISIOTCS BO BCEX OTpac-
JISIX — HECMOTPsI Ha TO, YTO OOJBIIIMHCTBO M3 HUX CO BpEMEHEM Mporopaior ',

W 310 TONIBKO HEKOTOpbIE NMPUMEPBI GHEUHUX UCTOYHUKOB HEOMNPEIEIEHHOCTH, C KOTOPhIMU
CTAJIKUBAIOTCS MEHEKEePBI cerofis. [IoMrMo 3TOro, OHM ¥ caMy BBIHYKJICHBI CO3/1aBaTh eie 00Jb-
Y0 HEOITPEACIICHHOCTD, — KOI'Zld 3alTyCKAalOT HOBbIC MHHOBALIMOHHBIC ITPOAYKTLI, UIITYT HOBBIC UCTOY-
HUKH POCTa UJIK BLIXOOAT HA HOBBIC PLIHKU.

BaxHO npaBUIBHO BUJIETH, KaK MIPOUCXOIAT ITU MepeMenbl. Ha mpoTtsokeHnu OobIeit yacTu
ABALATOrO BeKa pOCT BO MHOTUX OTPACisAX OrpaHUYMBAIICS MOIIHOCTAMU. CUMTAI0Ch COBEPIIEHHO
OYEBMIHBIM, UTO JIOJKHA JIeIaTh KOMIIAHU S, €CJIU Y HEe €CTh JOIOJHUTEIbHbIE MOIIHOCTH: IIPOU3BO-
IUTH OOJIBIIE TPONYKIIUK U €€ TipoaaBarh. «HoBble MpOIyKThl» B OCHOBHOM OBUTH IMPOCTO BapUalli-

8 wsj.com/articles/SB10001424053111903480904576512250915629460.
9 25ig.com/2017/03/10/you-have-discovered-productmarket-fit-what-about-a-moat/.

10 ibm.com/blogs/insights-on-business/gbs-strategy/cxos-set-sights-back-traditional-targets/.
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3. Puc. «Merox craprarna. IIPUHAMATESbCKUE TIPUHIMITBL YIIPABJICHUS 7S IOJITOCPOYHOTO pOCTa KOMITAHMH»
D. P Meron craprana. [Tpeanp 1€ e np yIpasJie DJITOCPOYHOrO POCTa KOMIIA

SIMH TOTO, YTO KOMIIAaHU I TIPOU3BOAMIIA paHbliie. « HOBBIN pocT» 0OBIYHO O3HAYA YBEIMYCHUE KOJTH-
YeCcTBa PEKJIaMbl JJ1s1 IPUBJIEUEHN I HOBOU ayIUTOPUU K YK€ CYILECTBYIOIMM ITpogykram. OcHOBaMu
IJTs1 KOHKYPEHIMY ObUTH B TIEPBYIO OUYepeb IIeHa, Ka4yeCTBO, ACCOPTUMEHT U JUCTPHOyIHsl. bapbepbl
TSI BXOXK/IEHHSI B PHIHOK OBLTA BHICOKH, M €CJIM Ha CLIEHE TOSIBIISICh KOHKYPEHTHI, TO Pa3BUBAJIHCH
Y POCJIA OHU OTHOCUTEJIBHO MEJIEHHO — I10 CETOAHAIIHNM CTaHAAPTAM.

KAK YCKOPAETCA BOCNPUATHUE
OBLECTBOM HOBbIX TEXHONOIMI
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Cronuke net TpeByeTca ANA Toro, YTo6bl TEXHONOrMo BOCAPKHAAN 25% Hacenenns CLUA»
Mctourmx: U.S. Census, The Wall Street Journal

TexHonoruueckan Andihy3na U BOCNRUATUE NICALMH TEXHHUECKUX HOBUHOK YCKORAKT-
CA € KaMABIM roAoM, JUarpaMMa NoKa3biBasT KONWYECTEO NeT, KOToPBIE NOTReSoBaNUCE
Ha TO, 4TOGH TakHe WIOGPETeHNA, KaK 3NeKTPHYECTEO, TENEBHUASHME WM MHTEPHET,
GBINK BOCNPHHATE NO MEHBLIER Mepe YeTEePTeIo Hacenenna CLUA,

B Hacrosiiee Bpemsi, Omaromapsi rioOaJibHOMY OOMeHYy HMH(OpMaliend, HOBbIE MPOLYKThI
MOXHO pa3pabaThiBaTh U CO3JaBaTh BE3/E, a MOTPEOUTEIN MOTYT CTPEMUTETLHO OTKPBIBATD 151 CeOsI
HOBUHKH ¥ 3HAKOMUTHCSI ¢ HUMH. Boree Toro, rpaxaaHe 1 HeOobIIIMe KOMIIAHUH MOy YriIn Oecrpe-
LEJEHTHBIN JOCTYM K STUM HOBBIM INIOOAJIBHBIM CUCTEMaM, €CJIM CPAaBHUBATh C HEOOJBIION KY4KOM
BJIaJICJIbLIEB KaNKTala B TPOIUIOM .

OTHU yCJIOBUS TIEPEBEPTHIBAIOT C HOT Ha TojIoBy crapoe cyxjaeHue Kapna Mapkca. To, yro o
HAa3bIBAJI CPEOCMBAMU NPOU3BOOCMEA , CETOIHS MOKHO apeHI0BaTh. Bee rnodalibHble IIEMOYKH I0CTa-
BOK MOKHO B3SITh BO BPEMEHHOE TOJIb30BaHKE 32 LIEHY, JIUIIIb HEMHOTO MPEBBIIIAIIILYIO0 TTPEeTb-
HYIO ce0ECTOMMOCTb MPOLYKTOB, KOTOPBIE OHU MPOU3BOIAT. DTO CHIIBHO CHUKAET MepBOHAYAIbHBIE
KalMTaJIbHbIE 3aTPaThl, HEOOXOAMMBIE ISl CO3/IaHUsI YETO-TO HOBOTO.

Kpome Toro, MmeHsieTcst XxapakTep 1 caMoil KOHKYpEHLIMH. Y COBPEMEHHOTO OTpeOuTeist 00b-
1M BHIOOP U BbIllle TpeOOBaHUs. B BEK TEXHOJIOTMI BHIMTPHIBAIOT TE MPEIIPHUATHSI, KOTOPbIE OXBa-
THIBAIOT HAMOOJIBIINN MOTPEOUTENHCKUIA PHIHOK C TIOYTH MOHOIONBHOM cuiiol. KoHKypeHius Bce
yaire cMelaeTcsl B o0yacTh qu3aiiHa, OpeHaa, OM3Hec-MOJIeNv WM TeXHOJIOTMIeCKOM M1aT(hOPMBI.

YIIPABJIEHYECKHI IIOPT®EJIb

B Takux ycnoBusx u padoTaeT coBpeMeHHasi KoMmnaHus. MHOTHe W3 HUX A0 CUX MOp IMpo-
M3BOJAT TOBAapbl MaccoBOro cripoca. OnHako UM Bce yaile TpeOyloTCsl HOBbIe HCTOYHMKM POCTa, a
OHHM BO3MOJKHBI TOJIBKO ITPU HUCITOJIb30BAHWUU I/IHHOBaLII/II';I. DTO OYeHb BJIMSAET HA TO, YTO A Ha3bIBAIO
ynpasnenueckum nopmgbenem Komranu. IlomaroBsie yinydieHus CylieCTBYIOIMX TPOIYKTOB WX
HOBBIC UX Pa3HOBUAHOCTU — 3TO JOCTATOYHO IMPEACKA3YEMbIC NHBECTULINU. TouHO Tak KeE, KaK yCO-
BEPHICHCTBOBAHUSA IMPOLECCOB JIS IMOBBINICHUA KAa4€CTBa U HpI/I6I)I.HI/I. I/IHCprMeHTbI TpaaruroOH-
HOI'0O MEHEI)KMCHTA — OT IIPOTrHO3UPOBAHUA 10 OOBIYHBIX IMPOU3BOACTBECHHbBIX MoKazatesel — B TAKUX
CUTYalMsIX PabOTaAIOT XOPOIIIO.

OpHako Tam, IJi€ COBEPUIAIOTCS WHHOBALIMOHHBIE MPOPBIBBI, TPAJAWLUOHHBIE WHCTPYMEHTHI
yIipaBjieHusi He noaxoAsaT. Ho GOJbIIMHCTBY KOMIIAaHUM MTOKA UX HEYeM 3aMEHUTb.

" marketrealist.com/2015/1 2/adoption-rates-dizzying-heights.
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IOYEMY TPAJUIIMOHHBIA MEHE/JKMEHT HE
PABOTAET B YCJIOBUAX HEOIIPEJIEJIEHHOCTHU

Heckoinbko et Ha3zaj s B3sJT B PyKU OJIHY U3 KJIACCUYECKUX KHHT MO0 MeHeKMeHTy, «Mou
ronsl B General Motors» Anbdpena Crnoyna (1963)'2. B Hell OH paccka3biBaeT O CIyYHMBIIEMCS B
1921 r., korjaa kommnaHus 4yTh He pazopwiack. [Touemy? He n3-3a Kakoil-To pa3pyliudTesibHOM KaTa-
cTpobl MM CKaHAATBHOW pacTpaThl. HeT, OHUM MPOCTO 3aKyMUJIN CJUIITKOM MHOTO TIPOU3BOJICTBEH-
HOT'O CBIPbS1 1 MaT€PUAJIOB — B MacIITa0ax HECKOJIBKUX COTEH MUJUTHOHOB JI0J11apoB (ortapoB 1920-
x!), He BeJiast, 4YTO B TO BpeMs yKe HaOMOOaJICs CIajl B 9KOHOMUKE U CITPOC HA X MPOLYKIIIO OXKH-
JaJicsl OYeHb HU3KUM.

UroOs! criacti KommaHuio, CIIOyH NMPeqIprHSLT SKCTPEHHBIE MEpPhI, a 3aTeM Ha HECKOJIBKO JIeT
OTIPABUJICA B MyTEIIeCTBHE HAa TIOMCKU HOBBIX YITPaBJIEHYECKUX TIOIXOOB, KOTOPbIE Obl YIIPek 1aiu
BO3HUKHOBEHHE MOJAOOHBIX TIpo0OieM B OyayIieM. B KOHIle KOHIIOB OH CJiesiajl CEHCAIIMOHHOE OTKPhI-
THE, KOTOPOEe HAa3BaJI «KJII0Y K COTJIACOBAHHOMY YITPABJICHHIO B JICIIEHTPATM30BAHHBIX OMePAIASIX>».

Cucrema OblJTa OCHOBaHa Ha TOYHOH OLIEHKE KOJTMYECTBa aBTOMOOMIIEH, KOTOPOe KaXI0e OT/ie-
JIeHre KOMITAHUKM MOIJIO MPOJaTh B «HMIeasIbHbI» rof. KoppeKThpyst 5TH OLICHKH B COOTBETCTBUM
C BHYTPEHHHMMH I1eJIeBBIMU TOKA3ATENISIMA ¥ BHEIITHUMU SKOHOMHYECKUMU (pakTopamu, GM noiy-
YaJia IPOrHO3 KOJIMYECTBA MAIIIMH, KOTOPOE JI0JIKHO OBUTO MIPOJATh Kaxk10e oTeeHre. MeHeIKephl,
KOTOPBIM Y/IaBaJIOCh TIPEB30UTH STH IMOKA3aTeIH, TIOJTyYaiv OBBIITIEHUE, T, KTO HE BHITIOTHSLI TIaHa,
ocTaBaJIMCh Oe3 Hero. BBe/ieHre cucTeMbl MOMOTJIO MPEI0TBPAIaTh HEBEPHBIE PACUeThl U IIPOU3BOJI-
CTBEHHBIE MTOTEPH, KOTOPbIE MPOUCXOANIIA PAHBIIIE.

To, uro npuayman u BHenpuia Anbgpen CIoyH, CTaio OCHOBOU ISl OOIIEro YIpaBieHUs B
JBaIIaToM Beke. be3 3Toli cucteMbl HEBO3MOXHO PYKOBOIUTH TPAHCHAIIMOHATIBHOW MYJIBTUTIPOLYK-
TOBOU KOMITAaHUEHN CO MHOKECTBOM IMOpa3e/IeHUI 1 IJI00aTbHBIMU 1IEMIOYKAMU ITOCTABOK. DTO OJJHA
13 UCTUHHO PEBOJTIOIMOHHBIX UEH MOCeTHEro CTONETHS, M OHA J0 CUX TIOP IMIMPOKO MCIIONb3YeTCs.
[Mops10K BceM M3BECTEH: MPEBBICUIIIb IIPOTHO3bI — TBOM AKIMH TOICKOYAT, ¥ ThI TIOTYYHIIb ITOBbI-
nienue. He BoIuio — Oyip HaYeKy.

Ho korna s BriepBbie IPOYMTAI 3Ty UCTOPHIO, B TOJIOBE Y MEHSI KPYTHUJIOCh: Bbl TOBOPUTE MHE,
qT0. ..

KOTJa-To. ..

JIONTA JIEJIAJTA TIPOTHO3HI. . .

Y OHU CObIBANUCH?

U He TONBKO 3TO, a e11le ¥ TO, YTO STU MPOTHO3bI ObLIM HACTOIBKO TOYHBI, YTO UX MOKHO OBLIO
WCIIONIb30BaTh B KAYECTBE HAJCKHBIX KPUTEPUEB ISl MPUHATHS PEIIeHU O MoBbimieHusx? 1 kak
MpeanpUHIMATE b HUKOTA C TAKMM He CTAIKMBAJICS.

Craprarisl, ¢ KOTOPBIMH sI Bceria paboTasl v KOTopble 3HauI o KpeMHueBo# nonHe, He MOTITN
JaBaTh TOYHBIX ITPOTHO30B, MOCKOJILKY Y HUX He ObLIO HUKAKOW UCTOPUH JeSTETbHOCTH 32 IJICUaMH.
N3-3a TOT0, 4TO UX IPOMYKTHI OBUIA HEU3BECTHBI, UX PHIHKK ObLITM HEU3BECTHBI — & B HEKOTOPHIX CITy-
Yasx Jake BOSMOKHOCTU TeXHOJIOTHIA ObLT HEU3BECTHBI, — TOYHOE MPOrHO3MPOBaHKE ObLIO HEBO3-
MOXHO B TIpHHIIHAIIE .

Tem He MeHee cTapTanbl TOXKE JIeJIaTd TPOTHO3BI — IPOCTO OHU He ObLIM TOYHBIMHU.

B Havasne cBoelt Kapbephl s 3HAT, TIOUEeMY 52 00513aTeJIbHO JOJIKEH ClIeNIaTh MPOTHO3 JIJIs1 CBOETO
Ou3Heca: B MPOTUBHOM CJIyyae MHE HHMKTO He Jay Obl Ha Hero JeHer. 1 cuurasl mporHo3upoBaHKe
YeM-TO BpOJIe TeaTrpa Kadyku, rae MpeIIpUuHIMATESN MOKa3bIBAIOT MHBECTOPaM, KaK1ue OHU KPYThIe,
JeMOHCTPUPYs, CKOJIBKO IpaprKOB M TAOJIUI] OHM MOTYT MPEJOCTaBUTh. MBI YIPaXHSUIUCh B (haH-

12 CnoyH A. Mou rogpt B General Motors. — M.: 9kemo, 2017.

13 steveblank.com/2010/07/22/what-if -the-price-were-zero-failing-at-customer-validation.
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Ta3MsIX, Keaas MoKa3aTh, KAKOB B OTAAJIeHHOM OymyiieM OyaeT pe3ysbTar IS Wjeu, KoTopasi, Kak
MPaBUJIO, HA TOT MOMEHT ObllIa A0COTIOTHO HIUYEM He TIOfIKperUieHa.

Co BpeMeHeM 51 OOHApPYKUJI, YTO KOE-KTO U3 MHBECTOPOB JEUCTBUTEIIBHO 8epu.l B TIPOTHO3HI.
OHM 1axe MBITANCH UCTIONH30BaTh MX B KAUeCTBE MHCTPYMEHTA OTBETCTBEHHOCTH — Kak AJlbppen
Cnoyn. Ecnu crapran He gocturai udp, yKa3aHHBIX B IIepBOHAYAILHOM OM3HEC-TUIaHe, HHBECTOPBI
BOCIIPMHUMAJTH TO KaK MPU3HAK IJIOXOTO UCTIONTHEHN . MeHs Kak MpeATpUHAMATETS TaKast peaKIus
o3ajaunBaia. OHU YTO, HE TOHUMAJIH, YTO STU HUPPBI B3SATHI C MOTOJIKA?

[o3zxe s MompyKUIICS CO MHOTMMU MEHEKepaMu U3 TPAAUIIMOHHBIX KOPIOPAIHA, KOTOPbIS
MBITATCH TIPOJABUIaTh MHHOBAIMK. V1 4eM OoJibilie TAKUX KOPIIOPATUBHBIX WHHOBATOPOB 51 BCTpE-
YaJi, TeM OOJIbIIIe CIIBIIIA O TOM, KaK MX OOCCHI BepAT B IMPOTHO3bI, YTOOBI IIPUBJIEYb COTPYJHUKOB
K OTBETCTBEHHOCTH, — JIaXke MEHE/IXKePhl BBICIIIETO 3BEeHa, KOTOpBIE (Ka3aJoCh Obl) JOJIKHBI JIyUllie
3HaTh, KaK Bce OOCTOMT Ha camoM jejie. [lepBoHaYaIbHbIN «TUIaH-(haHTa3Ms» 4acTo ObIBACT CITMIII-
KOM OINTUMHCTHYHBIM, YTOOBI MCIIOIb30BaTh €r0 Kak peabHbIi mporao3. Ho MeHemkepam, y KOTo-
PBIX HET JPYrOf CUCTEMBI, HY)KHO 32 UTO-TO JiepkaThcsl. He nMest alibTepHaTUBBI, OHU LIETUISIOTCS 32
MIPOTHO3bI — JIAXKE €CITA Te B3ATHI C TIOTOJIKA.

Bbl, BeposATHO, yXe TIOYyBCTBOBAJIM, B YeM 371eCh IpodiieMa: cTapasi CUCTeMa OTBETCTBEHHO-
CTH, PUIyMaHHasl B APyTre BpeMeHa, JIJIsl IPYTUX YCJIOBUH IO CHX MOP WCIONb3yeTCsl B CUTYaIHsIX,
B KOTOPBIX OHA He padoTaeT. IHOTIa HECOOTBETCTBHE pe3y/IbTaTa IMPOrHo3aM AeHCTBUTEIHHO CBH/IC-
TEeJILCTBYET O TUIOXOM BBITIOIHEHUH 3a1a4 KoMaH10i. Ho MHOTIa OHO O3HAYaeT, 4To caM MPOrHO3 ObLT
(panrazueit. 1 kak onpenenuTs, Kakou cllydail nepej Hamu?

KAK BBITh C HEY JAYEN?

Brl HaBepHsIKa CIIBIIAIN O KOHIETIINH «IIECTh CUTM», OIHOM M3 CaMbIX 3HAMEHHUTHIX CUCTEM
KOPHOPATUBHBIX MPeoOpa3oBaHUil B UCTOPUM MeHemkMeHTa. B 1995 r. ee nmpuMeHnsT B KayecTBe
raBHoM cTpareruu B GE renepasbHblil iupekTop komnanuu [xex Yamu. [lects curm — 310 npouece
Pa3pabOTKU M COBEPIIIEHCTBOBAHUSI MPOAYKTA 0 COCTOSIHUS MOYTH MpaeaibHoro. Curma — 3To cra-
TUCTUYECKUN TEPMHH, 0003HAYAIOMIMI BEIMYMHY OTKJIOHEHHsI OIPE/IeNIeHHOTO Tpoliecca 0T HeoO-
XOAUMOTO cTaHaapTta. YToObl MOMYYUTh KAUECTBO B COOTBETCTBUM C TPEOOBAHUSIMU IIECTU CUT'M, B
npoliecce MPOU3BOICTBA YKCIIO J1e(heKTOB JOIKHO COCTABNIATH He Oosee 3,4 Ha MUJUTMOH BO3MOKHO-
CTEll WJIM onepalyi, To ecTb JedeKTsl MoryT Bo3HHKaTh MeHee 4yeM B 0,0000034 % ciyyaeB. Yamu
BBeJ 3Ty cuctemy B GE, HamepeBasich JOCTUYb TAKOTO YPOBHSI KauecTBa BO BCEH KOMITAaHWU 3a TISITh
JIET, TIpY 3TOM OH 3asBUJI: «KauecTBo MoxkeT neiictButenbHO npeBpatuTh GE 13 onHOM U3 mydimx
KOMITaHUI B aOCOJTIOTHO JIYUIIIYIO B MHpe» 4.

B moem ob6miennu ¢ ton-mMenekepamu GE BO3HHMKAJI0 MHOTO BONPOCOB, Kak OT CTOPOHHU-
KOB IIIECTH CHI'M, TaK M OT CKENITHKOB — B YaCTHOCTH, OyzeT i nporpamma FastWorks ciemyionmm
«OOJIBIINM NPOPHIBOM» AJ1s1 KoMaHuu. Criestaet M oHa 0OydeHHe MPUHIMIIAM [IECTH CUTM Heak-
TyaJbHBIM? A ecir 00e porpaMmbl padoTaIOT MapasuieSbHO, TO KaK peliaTh, KOraa MMEHHO U KaKylo
npumMeHsTh? [1oxoxku 1 cepTU(UKATH M YPOBHH OEpEsKJIMBOIO CTapTara Ha IIBETHbIE TOsICa IECTH
curm?

OnHaxapl 51 BCTpETUIICS ¢ 00J1aaTesieM YepHOro Mosica IIeCTH CUI'M U3 OIHOTO U3 IPOM3BO/I-
cTBeHHBIX oTaenenuit GE — Kkcraty, u3 arepsi CKeNTUKOB — U 0OpaTHJT BHUMaHUE Ha KPY)KKY Ha €ro
crone ¢ Haanuchlo «Heynaya — ve Bapuant». HukTo B craprane He 3aBes Obl cebe TaKylo KPYyXKY,
HOZyMaJI 51, 3TO ObLIO OBl IPOCTO HENeNo. 5 mepexuI Maccy CUTyaluii, Koraa peaJbHOCTb Oblya CIIUII-
KOM HerpeJcKa3zyeMoil 1 n30exkaTh Heyauu ObLIO IIPOCTO HEBO3MOKHO.

S npencraBun ceGe TyYIMX, CAMBIX YCIIEITHBIX MPeAIpUHUMATENel, KOoTopbix 3HaI. Kakyio
HAJIHCh JJIs1 KPYKKHU BbIOpany Obl oHU? S OcTaHOBMIICS Ha BapuaHTe: «fl eM Heylauu Ha 3aBTpaK».

14 Jack Welch and John A. Byrne, Jack: Straight from the Gut (New York: Warner Business Books, 2001), p. 330.
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CpaBHeHue 3TUX JIBYX JIO3YHI'OB CIIYKUT MPEKPACHON OTHPABHOM TOUKOW, YTOOBI MOHSATH HE
TOJIBKO TO, TIOUYEMY CTapTanam Tak TPYAHO AaeTcsl TPAIUIIMOHHOE yIpaBjieH!e U Ha00OpOT, HO U TO,
YTO CBsI3bIBaeT MX. Korga-To npon3BoaCTBO KAYECTBEHHOTO MPO/IYKTa BOBPEMS], B paMKax 3aJaHHOTO
OI0KeTa M B HY’KHBIX 00beMax ObLJIO OJHOW M3 ITTaBHBIX 3a4a4. YTOOBI MpUIATh MPOAYKTaM HYKHOE
Ka4ecTBO, TpeOOBAIOCh OBJIAJIeTh HOBOM CTATUCTUYECKOM HAYKOM, CBSA3aHHOW C U3MEPEHUEM OTKJIO-
HEHU, a 3aTeM pa3padoTaTh MHCTPYMEHTHI, METO/bI U ITPOTPaMMBbI 00YUYeHU S 1J1s1 BOTLIOIICHUSI 3a/1y-
MaHHOTO Ha npakTuke. CTaHJapTU3aIMsl, CEpUHOE N3TOTOBJIEHHE MPOIYKIINHU, OEPEkKITMBOE MPOH3-
BOJICTBO M IIECTh CUTM — BCE 3TO CTAJI0 BOZMOKHBIM Ofiarofapsi TpyAHOW KOHIIENTYaJIbHOU ToOesie.

ITH METOIBI MOAPA3YMEBAIOT, YTO HEYJad MOXHO M30€kKaTh C MOMOIIIBIO TIIATEIbHOW MOATO-
TOBKM, [JITAHUPOBaHUS U BbINoHeHus1. Ho Ta yacth ynpapiieHueckoro noprdens, Koropast OTHOCUTCS
K cTapTamaM, OpocaeT BbI30B TAKMM TpecTaBieHus M. Eciiu Kakue-To MpOeKThl TepHsAT Heyaady H
HE JIOCTUTAIOT IIPOTHO3UPYEMBIX MOKa3aTesIel U3-3a TOro, YTO (PyHKIMOHUPYIOT B YCJIOBUSIX BBICOKO
HEOIPEAEIeHHOCTH, MOXKHO JIM BO3JIaraTh OTBETCTBEHHOCTD 32 9TO HA UX PYKOBOJUTENEH?

KAK UBMEHUTD IIYTU POCTA KOMITAHUN

Anutbst Arapsai, KoTopbiil pabotan B Facebook B ee nepBbie rofpl, KOraa KOMIIaHHs BBIPOCIIA C
necsitu 10 mpuMepHo 2500 cOTpyIHMKOB, ceiiuac 3aHMMaET MOCT BULIEe-TTPE3UACHTA IO UHAKUHUPUHTY
B Dropbox. Bot kak oH npencrapisier cede mpeArn puHIMATEIbCKYI0 THIIEMMY:

O)Z[Ha n3 HpI/I‘lI/IH, HO‘leMy TakK prJlHO co31aBaTb B prHHbIX KOMITAHUAX
YTO-TO HOBOE, CBSI3aHA C OTCYTCTBUEM Y JIIO/IEN B rOJIOBE MOJIETU «MOsI paboTa —
y‘lI/ITbCH HOBOMy». O‘IeHb MHOTI'UE paccyxc;laIOT Tak: Hay‘{I/I.HC}I JeJaTb 4TO-
TO XOpOILIO W pAanbiie Oyay Mpomo/bkath B ToM ke ayxe. Ila, cymiectByeTr
BO3MOXHOCTb TIO3TAITHOTO 00YYEHHsI, HO OHO CKOpee Mogpa3yMeBaeT MOoCTeneHHOe
COBEpILIEHCTBOBAHNE MACTEPCTBA, 4 HE OCBOEHHE Yero-To a0COMOTHO HOBOrO. Jlaxke
KOMITaHUH, KOTOPBIM YQJIOCh OJTHAK/IbI 3AITyCTUTh yIAYHBIN MTPOIYKT, KaK OyATO He
3HAIOT OOBIYHO, KAK 3TO CAEIATh CHOBA.

Brl MOkeTe mogiymMarh, 4TO TaKOW MHHOBAIIMOHHBIN, «rOpsuMii» craprar, kak Dropbox, koto-
polit O6bu1 ocHoBaH B 2007 1. U B HacTosIee BpeMs otieHnBaetcst B 10 muipa post., umeet S00 mutH
nosp3oBaresedt ¥ npuMepHo 1500 coTpyaHUKOB MO BceMy MUpY 15, He JJOJIKeH ObL1 BOCIPOU3BOIUTh
yCTapeBILYIO CTPYKTYpY. Besib OH BbIIIEN Ha PBIHOK € MTPOLYKTOM, PO KOTOPbI HUKTO AaXe He 3HaJ,
YTO OH UM HYXEH, U IIPOU3BE] HACTOSIIYIO PEBOJIOLIUIO.

Ho u B ero ucropuu Oputn npo6semMbl, KOTOpble Mbl OOBIYHO CUMTAEM XapAKTEPHbIMU IS TPa-
JAMLMOHHBIX, JABHO CyIIECTByIOIMX KomnaHuid. [Touemy? TTotomy uTo B mpoliecce CBOEro HeBepo-
SITHO OBICTPOrO POCTa KOMIIAHMSI CTPOMJIACh MO 3HAaKOMOW cxeMe. OHa yTpaTujia CBOM HEKOTOpHIE
M3HAYaJIbHbIE MTPUHIIMIBI «IPOAYKTOBOTO MBIIUIEHUS», KOTOPBIE CHEIaIM BO3MOXHBIM €€ MEepPBbIit
ycrex. 3alycK JIByX HOBBIX (prarmaHckux npomykros, Mailbox m Carousel, npunec, 1o cioBam
ArapBaia, «pazouapoBaHue. Mbl He JOCTUIIM MaciuTaba, 0 KOTOPOM MeYTaIl, U B UTOre HaM Ipu-
IIJIOCh 3TU MPOEKThI 3AKPBITH».

[TpuurHbl 3TUX Heyaad ObUIM 3HAKOMBI. ArapBajl TOBOPUT: «Mbl He MOMYUMIM TOCTAaTOUHOM
0OpaTHOM CBA3U OT MoJIb30Bateseld. Mbl JeJaiu U e, HO CIMIIKOM MaJIo CITYIIAIn».

Pasnuna mexay Dropbox u Oonee ctapbMu KOMIIAHUSIMUA B TOM, YTO B Cep/Lie EPBOii COX pa-
HWIOCh M3HAYAJIbHOE NIOHMMAaHUE O TOM, KaKue CHOCOObl TECTUPOBAHMUsI, MAPKETUHIA U PA3BUTHUS
Uel AaI0T JIyUIINid pe3ysibTaT. «ITo ObUT caMblil OONE3HEHHBIN OMBIT AJIsI KOMIAHUU, — TOBOPUT
ArapBaii, — HO BMecTe ¢ TeM M HauOoJiee IeHHbII 1 BaxHbIil. OH Hay4yuJ1 HAC MHOTUM BelllaM, B TOM

15 forbes.com/sites/miguelhelft/2015/09/21/dropboxs-houston-were-building-the-worlds-largest-platform-for-collaboration/

#58f0ccd9125¢; fortune.com/2016/03/07/dropbox-half-a-billion-users.
20


http://www.forbes.com/sites/miguelhelft/2015/09/21/dropboxs-houston-were-building-the-worlds-largest-platform-for-collaboration/#58f0ccd9125e
http://www.forbes.com/sites/miguelhelft/2015/09/21/dropboxs-houston-were-building-the-worlds-largest-platform-for-collaboration/#58f0ccd9125e
http://www.fortune.com/2016/03/07/dropbox-half-a-billion-users

3. Puc. «Metog crapraria. HPCJIIPHHHI\IHIG;IbCl\‘l’le [IPUHLUIIBI YIIPABJICHUA JIA JOJTOCPOYHOIO pOCTa KOMITAHHUW>»

YHcIie TOHUMATh, YTO MBI JIeJlaéM He TaK, KOI/la Co3/aeM MPOayKT. BaskHO MpUHUMATh BCE 9T MYKH,
AHAJIM3UPOBATH MOCNIECTBHS M YUUTHCS Ha OMbITe. TOJBKO TaK Bbl CTAHOBUTECH JIy4IIle U CHITbHEE».

[Nocne psina U3MEHEeHMI — 0 HEKOTOPBIX 51 pACCKaXy MO3Ke — OHM BhimycTiiin Dropbox Paper,
HOBYIO TEXHOJIOTHIO JIJIsI KOMMYHHKAIIUIA ¥ COBMECTHOM padoThl Haa JoKyMeHToM. OHa Oblia paspa-
6otana Ha r1aTgopme, BOOpaBIlel B ce0s Bce TO, YUeMy OHM HAYUMJIUCh B XOJ€ TPEIbIIYIIUX TOMbI-
ToK. Ee rodanbHbii 3amyck coctosuicst B stHBape 2017 1., OHa cTana AOCTYIHA Ha JBaJIaTH OJHOM
SI3BIKE.

HupexTtop no npoaykty Dropbox Tonn [IkekcoH roBopurt: «3amyck KapauHaJIbHO HOBBIX IS
KOMITaHUY TIPOIYKTOB — 3TO COBEPIIIEHHO 0co0ast 3a1aua». [ToHnMaHne HeoOXOIUMOCTH 3aIUIIATh 1
Pa3BUBaTh CYIIECTBYIOIINI MPOAYKT HAPSILY CO CIOCOOHOCTBIO SKCTIEPUMEHTHPOBATH C HOBBIMH — 3TO
TO, YTO B 00SI3aTEIHLHOM MOPSI/IKE 0OECTIeunBaeT yCrexX B IBaAaTh EPBOM BEKe, U TO, YTO OTINYAET
COBPEMEHHYIO KOMITAHHUIO OT OCTAJIbHBIX.

POJIb PYROBO/JIUTEJIA

Heckomnbko JieT Ha3aj st OTBEYasI Ha BOIPOCHI HA 00OIeM cOOpaHUM CTapTana B OAHOW U3 KOM-
TMIAHUI- «€IMHOPOTOB» !¢ — TO €CTh YaCTHOW KOMITAaHUW PHIHOYHOW CTOMMOCTHIO Gosiee 1 Muip A0JT., —
IITaT KOTOPOM OBICTPO BHIPOC /10 OoJIee YeM ThICSYM paOOTHUKOB. XOTsl OHA OblJIa OCHOBAaHA BCETO
HECKOJIbKO JIET Ha3all M pa3padaThiBajia PEBOJIIOIMOHHBIC TEXHOJIOTUH, METOJIBI YIIPAaBJIeHUSI B HEl
ObLI OIHO3HAYHO TPAJULIMOHHBIMU. [IpUCYTCTBYIONTHX MO OOMBIIEN YaCTH MHTEPECOBAIN PUHIIH-
nUajIbHbIe BOMPOCH: UTO CIIyYrIoch ¢ TeHeTUKOM Haiero craprana? [louemy Hara riOKOCTb M JHA-
MUYHOCTD B MOCJIE/IHEE BpeMsl TaK CHU3WIKCH? W 4TO HaMm Jies1aTh, 9TOObl X BEPHYTH?

[Nocne BcTpeun KO MHE MOAOIIUIA OCHOBATENIb KOMITAaHWH, TIOJEINIIACh CBOMMU TEPeKUBAHU-
SIMM ¥ onvicasa mpodiemy Tak. K Hell mpuIiia KoMaHaa ¢ HOBOH ujeei, KOTOPYIO OHH XOTEJU OMpo-
OoBarh. XOTs ceifuac OHa YIpaBJseT OOJBIION OPraHU3alluei, B Iyl OHAa OCTAeTCs MpeIpUHIMA-
TeJIeM — IIO3TOMY BbIJIEJMIIa KOMaH i€ KaKhe-TO CPEACTBA, MO3BOJIMIIA OCYIIECTBUTD 33 {yMaHHOE TaK,
KaK OHM CUMTAIOT HYXKHBIM, U BEpHYJIaChb K CBOEH MOBCEJHEBHOH yIipaBieHuecKoi padote. HoBas
KOMaHa BpEMsA OT BPEMEHH OTUYUTBIBAJIACH TIEPE]] Heﬁ, KaK U BCC OCTAJIbHLIC, U BPOAC 6bI BC€ IJIO
xoporro. Yepes 1mecth MecslieB OHa peliia MOWTH camMa U MOCMOTPETh, Kak padoTaeT KoMaH/a, 1
OOHapyKWJIa, YTO OHU TaK HU K YeMy U He mpulLid. [loTpedutens Tak U He HAILIOCh, MPOLYKT ObUI
clieJIaH HAMOJIOBUHY U TP 9TOM OKAa3aJiCsl HAMHOT'O CJIOXKHEe, YeM Mpe/rionaraioch.

VY KoMmaH/Ipl Halescs MWUIMOH OINpPaBAaHWA TOMY, YTO CIIyYMJIOCh, — HEXBATKa PECYpCOB,
HEOOXOIMMOCTh TIPelyraiaTh Bce MpoOIeMbl, KOTOpble BOSHUKHYT B Oy/yIieM, U CTPOUTh COOTBET-
CTBYIOIIYI0 MH(PACTPYKTYPY Il TIOIJIEPKKH MPOAYKTa ¥ BCE B TaKOM Jyxe. DTo ObUI KJlaccuye-
CKHIA IPHMEP PacIioN3aHus IPaHuUI] IPOEKTa, KOrjia KOMaH/1a J00aBJIsijia BCe HOBbIE «<HEOOXOANMBIE»
XapaKTepUCTUKU CBOeMY MpoayKTy. OCHOBaTeIbHUIIA HE MOTJIA TIOHSITh, YTO MONUIO He Tak. [Touemy
HUKTO HMYero He ropopuii? [louemy ee komMaHza He cuMTana 310 Kartactpodoil? OTBET COCTOsI B
TOM, YTO OHU HE HECJIM OTBETCTBEHHOCTH B TOM BUJE, KOTOprI7I 6]:»1 IleﬁCTBI/ITCHLHO IMOKa3bIBaJI ITPO-
rpecc (WM ero OTCyTCTBHE).

ITO MHE JJaJI0 BO3MOXKHOCTh CIIPOCUTD Y Hee, a UTO CKa3asin Obl ee COOCTBEHHBIE ITePBbIe NHBE-
CTOPBI, €CJI1 ObI OHA TIPEIBSIBIIIA UM TaKKe ke onpaBaanusi? «OHU Obl TPOCTO UCUE3ITH, WX HAIIENICS
Obl KTO-TO, KTO CKazasl: “Bce 3T0 mpekpacHO, TOJIBKO Y Bac HET BpEMEHH Ha BCE 3TW Belu. Y Bac
€CTh BpeMsl, UTOOBI C/IeJIaTh XOPOIIIO YTO-TO OJHO. Y Bac HET PecypcoB, YTOOBI CO3/1aBaTh BCE TU
JOTIOJIHUTEIbHBIE IITYKH. BBl 00s13aHBI CO3/1aTh TO, YTO BaM JICHCTBUTELHO HYXKHO TIPSMO Ceiuac.
Bbl MOXeTe roBOpUTD, UTO y BAC HET MOTPEOHTEsI, HO OTCYTCTBHE MOTPEOUTENSI — ITO BCE PABHO UTO
OTCYTCTBHE KUCIOpoAa. be3 Hero Bam He BBIKUTD ».

16 techerunch.com/2013/11/02/welcome-to-the-unicorn-club/.
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370 OBUT CTPAHHBI MOMEHT. [ eHIUPEKTOp M OCHOBATE b B OHOM JIMIIE, OHA TIPUBBIKJIA TIPEI-
CTaBJATh ceOsi OTBAXKHOW TrepovHel B KJIACCMUYECKOW MCTOPUU O MpeArpuHUMAaTeNsix. VIHBeCTOphI
Y COBETHUKM OBbUIM JIUIIIb BTOPOCTENIEHHBIMU JEUCTBYIONMMU JuiiaMu. Ho Tereps et HyHO ObLIO
HAy4YUThCS BUAETh B cebe MHBECTOpa IJisl MpellpuHUMaTesield, KoTopsle padotanmu Ha Hee. OHa
JO/KHA ObLIA MTOATOTOBUTH IPOrpaMMYy MOIIEPKKH UX YCHITUH M AaTh UM OPUEHTUPBI U MEXaHU3MBbI
IJIS1 TOTO, YTOOBI ITOKA3aTh PE3yJ/IbTaThl, — & OHA TOTO He cenaia. B3risHyB Ha CUTYaIMIO ¢ TaKOW
TOYKM 3PEHMS, OHA pellnia epecMOTPeTh CBOIO posib. Korga aTo ynanock, y Hac COCTOSUICS 3aMe-
yaTeJIbHbl pa3roBop O TOM, KTO B €€ KOMIIAaHUHU SIBJISIETCS MTPEJIPUHUMATENSIMU U KaK OHAa MOXET
UX CTUMYJIUPOBATh.

KAK AMAZON 3APABOTAJI HA HEY TAYE

Hekotopple KOMMaHWM, KOHEYHO ke, MMEHHO TaK M padOTalOT — CErofiHs OHU OCOOEHHO
YCTIEIITHBI, TTOCKOJIBKY YMEIOT MBICIIUTh TIEPCIIEKTUBHO, JaKe €CIIM PUXOIUTCS ISHCTBOBATh OBICTPO
Y OLIGHUBATb Pe3yJIbTaThl 110 X0y Aeia. Becnomuure cmaptdon Amazon Fire Phone. 3a yetsipe rona
MPOEKT MPOIIES MyTh OT UAEH, MOAPOOHO ONMMCAHHON B TAJIAHTIMBOM IIpeCcC-pesn3e, 10 MOUTH Bee-
o0Irero pazoyapoBaHusi nociie 3amycka B 2014 r. Dta Mozenb, HaYaIbHAS IIeHa Ha KOTOPYIO COCTaB-
nsia 199 non., oueHb CKOpo cTajia CTOuTh Bcero 99 1eHTOoB, U K CIeAYIOIIEH 3MMe CTOMMOCTh KOM-
naHuy ymaiaa Ha 170 MITH A0JUL. MPerMYINeCTBEHHO U3-3a HelpoaaHHbIX TesedoHoB!”. B oObraHOM
KOMITAaHUU MOTJIM Obl YBOJIUTH JIOJEW U Pa3pyIIUTh AyX KOJJIEKTUBA, HO Amazon UCIONb30BaJ 3Ty
BO3MOXHOCTH JIJIs1 00y4eHus u peopranm3anuu. Ixedd bezoc ckazan rorma:

S cpaenan mwumMapapl 10/UIapoB Ha Heyjnadax B Amazon.com. BykBaibHO.
Bce 310 coBCcEM He Becesio M He UHTEPECHO, HO MPU 3TOM U COBEPLIEHHO HEBAXKHO.
BaxHO TO, YTO KOMIaHUSs, KOTOpas IMEepecTaeT IKCIepUMEHTUPOBAaTh U OOUTCS
HeyJay, IOCTENIEHHO OKAa3bIBAaeTCs B MOJIOKEHUM, II€ €JUHCTBEHHOE, YTO OCTAETCS
ee COTpyAHUKAM, — JIeJIaTh, KaK B Ka3MHO, IIOCJIETHUE CTAaBKU U XK JaTh, IOBE3ET WU
He 1oBe3eT. B Takoe Be3eHue 51 He Bepio.

Bwmecto Toro, utoOs! 3akpbiTh Labl126 (komanny paspadoruukoB Fire) u gaTe 3TUM JIIOASM
yiATH, Amazon MNepeKkIIouMl UX Ha Jpyrue MpOeKThl: IUIaHILeThl, AuHaMuKU Echo, romocooii
NOMOIIIHUK Alexa M mpoyee, 4TO HaM elle MpeACTOUT yBUIETh!S. B To ke camoe Bpems, 3a pam-
KaMH CO3/1aHMsI HOBBIX ITPOYKTOB, KOMIIAHU 1 3aHUMAJIach IOCTaBKOM €/1bl, HOBBIM (DOpPMAaTOM HHTEp-
HeT-TeJIEBUJEHUS M COOCTBEHHOM JIMHUEH MPOLYKTOB JAJIA JIeTeil. «9TO MOXKHO MPEACTaBIATh MO-
Pa3HOMY, HO B IEWCTBUTEILHOCT Amazon — 3T0 OOJIbIIOE CEMENCTBO pa3HbIX OM3HECOB U MHUIIMA-
THUB, — TOBOPUT Be30c. — TO MOKHO CPaBHUTH C TEM, UTO KOTIA-TO, IBAALIATh JIET HAa3a/l, Mbl [IOCTPO-
WM KMOCK C JIMMOHA/IOM, ¥ CO BPEMEHEM OH CTaJl IPUHOCUTh XOPOILYIO MPUObLIb, HO Mbl PELIMIIH
UCIIO/IB30BaTh HAILIM TAJAHTHl U 3apa00TaHHBIE CPEACTBA, YTOObI OTKPBITh KMOCK C ramOyprepamu u
KHMOCK C XOT-/I0TaMU — Mbl UHBECTUPYEM B HOBbIE NHUIIMATUBBI» 1.

Jlaxe B cuTyalusx, Irjie NpOrHO3MPOBAaHNE HEBO3MOXKHO, BCE PABHO MOXKHO UYTO-TO IJIAHUPO-
BaTh. M3HauasnpHO OM3Hec-1uiaH Fire He mpeamnosaran Toro, yto ciyuwiock. Ho cmaprdon cosna-
BAJICSl C YYETOM PHUCKa, KOTOPBIH JaJl KOMIIAaHUM OIpe/ieNIeHHOe IPOCTPAHCTBO JJIs MaHEBpa, KOraa
BCE MOLIO He TaK. VIMEHHO Takoe NMepCrneKTUBHOE BUIEHHUE O3BOJISIET MOHSATh, YTO JIMMOHA/ He 0051-
3aTesIbHO OYJeT JOJITrOUrpaloIiuM OecTcesliepoM, HO UM MOXET CTaTh YTO-TO JIPyroe, — a 3T0 MOMO-
raer co3Jarh MMUPOKUI HAOOp IKCIEPUMEHTOB.

17 forbes.com/sites/howardhyu/2016/1 1/25/this-black-friday- jeff-bezos-makes-amazon-echo-sound-better-than-google-home/

#11dc97a66¢c4;  wired.com/2014/12/jeff-bezos-ignition-conference/; fastcompany.com/3040383/following-fire-phone-flop-big-
changes-at-amazons-lab126.

18 bloomberg.com/features/2016-amazon-echo.

19 fastcompany.com/3039887/under-fire.
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POKYC HA HACJIEJUE

BonbIIMHCTBY KOMIAHUI TPYIHO MPUCHIOCOOMTHCS K HOBOW peanbHOCTH. He motomy, uto B
9TUX OpPraHu3alrAX HET YMHBIX W HEJICYCTPEMJICHHBIX HIOH@ﬁ, a MOTOMY, 4YTO B HUX OTCYTCTBYIOT
HWHCTPYMCHTHI, ‘ITO6BI IMpaBUJIbHO UCIIOJIb30BATh CICLIUATIMCTOB.

MHOriM pyKOBOAUTENSIM AaBHO CYIIECTBYIOIMX KOMITAHUM ISl TOrO TPeOyIOTCsl HOBBIE 3HA-
HHUS U HaBBIKU. ITO BEPHO JaXE Ui TEX M3 HUX, KTO ABJIACTCA YCIICIIHBIM IMPEAIIPUHUMATEIICM,
MOCKOJIbKY TIOJpa3yMeBaeTCst U YMEHHUE BBIIOJHSTh 3TY POJib. ITO CBEpX3a/aya, KOTopasi O3HavyaeT
«Pa3yuUThCS» BCEMY TOMY, UTO IIOMOTajio UM B Kaphepe paHbIIIe.

Bo Bpems1 00111eHuS ¢ pyKOBOIUTEIISIMU, TIEPEKUBAIOIIMMHE STOT IIEPEXOAHBIN MEPUOL, 5 HAIIET
OJIHy HauOoJiee MOJNe3HYI0 HUICK0: UIel0 Hacenus. BOJbIIMHCTBO U3 HAC MOMYYMIM OpraHU3alluio,
I7ie Mbl pabOTaeM, B HACJIECTBO OT MPOIILIOTO MOKOJIEHUsI PYKOBOAUTEINEH. DTO XapaKTepHO U JIJIst
MMpaBUTEIILCTB, U [JI TAKUX MUPOBBIX KOMHaHHﬁ, Kak GE, HO 9TO TaK K€ XapaKTEPHO MPAKTUYCCKHU
IJIS1 BCeX, KTO caM He OCHOBBIBAJI OPraHU3allNIo, B KOTOpPOil padortaeT. [1oaToMy Ham HyXHO ceOst
CIIPOCUThH: XOTHM JIM Mbl OCTaBUTH MOCTIE ceOsl ClIeqyIOIIEeMY ITOKOJICHUI0 MEHEKEPOB OPraHU3alInIio
OoJiee CHIIbHYIO, YeM OHa ObLIa, KOrjia ee MonyIumiv Mbl? Kakum 1o/kHO ObITh Hallle Haclieue”?

DTOT BOIPOC HE TOJBKO K OOJiee CTapbiM, JABHO OCHOBAHHBIM KommaHusM. OJHa M3 MOUX
moOuMBIX ucTopuil pacckasbiBaeT o Illepun Cangbepr, omepaumonHoM aupektope Facebook, a
TAKXK€ O COBCIIAHUH, HA KOTOPOM COTPYAHHUKU HaYaJIk KaJIOBATbCA, YTO UX pa60Ta OLICHUBAETCA I10
ycriexy MpOoeKTOB, B KOTOPBIX OHU IIPUHUMAJIN YYaCTUE, a HE 110 UX JTUYHOMY BKJIALY.

Canrabepr nmpu3HaAIach, YTO €Ml MOHATHBI UX MePeKUBAHUS, HO OTBET €€ 51 IOMHIO IO CHX TOp.
OnHa mpeiokuia COTPYAHUKAM TMPEJICTaBUTh, YTO WX JIIOOMMasi KOMIIAHUS HAXOMUTCsS HA TPaHU
kpaxa. Kak, Haripumep, 6bi10 ¢ Kodak nm RIM. TlpencraBbre Bcex COTpYAHMKOB 3TOM 0OpeYeHHOM
KOMITAHMY Ha MPOTSHKEHUH MECSIIEB U JIET, MpeJIIecTByonmx ee rudenu. [logymaiite 0 Bcex Tex
JIOOAX, KOTOPLIC ITOTYYaJid MOJOKUTE/IBbHBIC OT3bIBLI, IIOBBINICHUA U 6OHYCI)I 3a CBOU HpeBOCXOI[HLIfI
JIMYHBIN BKJIAJT — IIPU TOM, YTO KOMIIAHUS YKe KaTHIach K IIO30PHOMY MPOBaJTy. XOTeJu Obl BBl OBITh
OJHUM W3 STUX MEHEKEpOB?

Uem Goubilie s1 0OMIAJICS C TOM-MeHeKepaMu, TeM OOJTBITNI PEe30HAHC BHI3BIBAJT STOT BOIPOC.
MHorue U3 HUX yke JOCTHIJIA OOJBIIOrO MpoheCCHOHABHOTO M (PMHAHCOBOTO YyCIieXa — TaK OHU
U CTaJM PyKOBOIUTENsIMU. U XOTs y HUX eCTh ellle ApaiiB U aMOMIIMYU JejaTh OOJbIlle, OHU TaKKe
CIIOCOOHBI BUIIETh CBOW TPY[] CKBO3b JJOITOCPOYHYIO TIEPCIIEKTUBY MCTOPUH OPTraHU3alvy.

Koneunas nienp 31010 npoiecca — CBECTM BOSJUHO HOBBIN, COBPEMEHHBIN B3IJISIT HA OpraHu-
3alIMI0 W CTWJIb YIIPABJICHHS, KOTOPBIA MOT OBl CTaTh OCHOBOW /ISl MHHOBAIMIA U POCTa B BA/IIIATh
nepBoM Beke. Crestyst 3ToM 1enu, ObUTo Obl Oe3yMHeM OTOPOCHUTH MPOYb YIPABJICHYECKUE YPOKH,
C TaKMM TPYJOM MonydeHHble B mpornuiom. Ho ere Gombimm 6e3ymrieM Obuto Obl 3arHaTh cedst B
JIOBYIIKY O€3/IlyMHOV BEPHOCTH UJICOJIOTMH MIPOIILIOTO TIepe/l JIMIIOM MepeMeH U MoTpsiceHuid. Bmecto
9TOI'O Iopa Ha HUX OIIEPETLCA, ‘ITO6BI JABUIaTbCA JaJIbIIIE.

HEJJOCTAIOIIASI CHICTEMA

[TpusHatoch — Korya s BriepBbie MOTYYHJI ITPUTTIAIIeHUe Ha BCTpedy B Toyota, 51 cierka 3aHepB-
Hu4a. i yenoBeka, KOTOPBIM MUILET O Mpoleccax OepekIMBOro MPOU3BOACTBA, 3Ta KOMITAHUS
o0JaiaeT 0COObIM, TTOYTH MU(PUUECKUM, CTATyCOM, MTOCKOJIBKY UIMEHHO B HEW STU MPUHIUIIBI ObUTH
BIIEpBbIE MTPUMEHEHBI MOTHOMAacITabHo. $1 Ha3Bas Teopuio, o Kotopou mucai B 2011 r., Gepexiu-
BBIM CTapTaroM, MOHMUMasi, HACKOJIBKO 51 MHTEJUIEKTyaIbHO 00s13aH Toyota 1 MpOoILIbIM OKOISHUSIM
CTOPOHHUKOB OepeXJIMBOCTH (CBOH JIONT 51 IEPEHOIITY U B 3TY KHUTY, IOy YHBIIYIO CBOE Ha3BaHHE MO
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aHajioruu ¢ aBroputerHerieit «Jlao Toyota»? [Ixxeddpu Jlaiikepa?'). B «busHece ¢ Hyns» s X0Teln
MOKa3aTh, KAK MOXHO ITPUMEHSITh UIeN OEPEekKITMBOrO MPOU3BOACTBA B HOBOM KOHTEKCTE — a IMEHHO
Ha TIpeANpPUHAMATENILCKON TIOUBE B YCJIOBHSAX KpalHE! HEeOompeneeHHOCTH, — U 00OpUCOBATh aKTy-
QJIBHOCTb TUX MJEH JIsi HOBOTO MOKOJIeH!s MeHemkepoB. (Eciu Bbl He UnTaM KHUTY, HE CTPAIITHO:
MBI PACCMOTPHM €€ OCHOBHBIE BBIBOJIBI B IJ1aBe 4.)

YuutsiBas JereHaapHbli cratyc 1 ycnex Toyota, Ob10 Obl BIOJIHE MOHATHO, €CK Obl OHU OTKA-
3aJIMCh OT Uel OepekJIMBOrO cTaprana Kak OT Yero-To, «u300peTeHHOro He Hamu». OTCyTCTBHE Yy
MEHsI OIbITa PabOTHI B MTPOMBIIIUIEHHOCTH W (hopMalibHOTO 00y4eHus Jao Toyota MOryIo ux 3acra-
BUTb BO MHE COMHeBaThcsl. Ho Garoapst OTKpbITON KOPIIOPATUBHOM KYJIBTYPE TON KOMITAaHUU TaKUX
BOIPOCOB He BO3HMKJIO. Korya Mbel Hauanm padoTath BMeCTe, CTOPOHHHUKHM OEpekJIMBOTO crapTana
OOBSICHWIN, TIOUEMY OHM PEIlIJIN, YTO ero uaeu OymyT nonesnsl 1ist [IponsBoncTBeHHON CHUCTEMBI
Toyota (TPS).

Komnanus Toyota cTana MUPOBBIM JIUJIEPOM B MACCOBOM ITPOU3BOJICTBE BHICOKOKAUECTBEHHON
MPOIYKIIMH B YCTAHOBJICHHBIE CPOKH, B paMKax OIOfIKeTa U C HAWTYUIIUMH B UHIyCTPUM 3aTpaTaMH.
Komnanus no6unach BHeJpeHNs OUeHb YCIEIIHBIX HHHOBAIMM, HAPUMEP TEXHOJIOTMU THOPUIHOTO
apuraresis Prius, HO B MOMEHT MOl BCTPEUr ¢ COTPYAHUKAMU SIIMOHCKOTO (pjrarMaHa OHU UCIIBITHI-
BaJIM MTPOOIEMBI C BHEIPEHHEM MHHOBAIMIA B CTHJIE IIU(PPOBBIX MIaTPOPM. A MOCKOJIBKY PHIHOK JIBHU-
rajcsi B CTOPOHY Bce OOJBIIEro MCHOMb30BAHUSI MOTHOCTBIO aBTOHOMHBIX TPAHCIIOPTHBIX CPEACTB,
MMEHHO 3TH MPOOIEMbI MOIJIH CHEJIaTh KOMITAHUIO YSI3BUMO.

B niporiecce mpuHSITHS 3TOro aMOMIIMO3HOTO MPOEKTa (BBl y3HaeTe 00 9TOM OoJIbIIe B I71aBe 6) s
BCTpEYaJICs ¢ PyKOBOAUTEJISIMUA CaMBIX Pa3HbIX YPOBHEN KOpIoOpaTuBHOW vepapxuu. KynbmuHanmen
CTaJI0 MOe OOIIEHUE C YEJIOBEKOM, 3aHUMAIOIIMM OJIMH M3 BBICIIMX MOCTOB B KOMMaHuu, — [llureku
TomosMO (KOTOPBIH B TOT MOMEHT ObLT ITIAaBHBIM yTIpaBJistiommm cTpykTyp T u nHpopmanmonHoi
6e3omnacnoctr). Kak u MHorue muaepst Toyota, OH MHOTO BpeMeHH TPOBOIMII B MOE3]KaX, Kenas
CBOMIMU TJIa3aMH YBUJIETb, YTO MIPOUCXOOUT B OTPOMHOIN UMIIEpUY KOMITAHUH. YBEPEH, Bbl CMOKETE
MIPe/ICTaBUTH cebe ClieHy Hallel BcTpeur. ToMosiMa, Kak 9TO MPUHSTO Y SITMOHIEB, MyTEIIECTBOBAI C
OOMBITION CBUTOM. S M HECKOJIBKO JIPYTMX aMEepHKAHIIEB U3 HEOONBIIIOr0 MECTHOTO (pujraia KoMma-
HUHM CUJIE/IV HAMTPOTHUB HUX. B camoM fene, 51 He Mor ce0e MpeICTaBUTh, Kak MPOMIET Hallla BCTpeva.

MbI 0710 ¥ TTOAPOOHO TOBOPUIIM O OEpekIMBOM CTapTare M O TOM, KaK ero MIeH MOXKHO
npumeHuTb B Toyota. KTo-1o u3 cBuThl TOMOSIMBI HaBepHSIKa YMTAJl KHUTY — OHa ObLJIa HEJaBHO
niepeBe/ieHa Ha sSiIMoHCKui. Ho cam OH cHavaza Monval, U s HUKaK He MOT JI0rajaThCs Mo KaKUM-TO
BHEIITHUM TPU3HAKaM, YTO OH JyMaer.

Koraa oH HakoHeI[ 3aroBOpuJI, OH CKa3aj TO, YTO 51 HUKOTAA He 3a0ydy: «DTO Hel0CTaIoIast
yactb [IpousBoncreenHoi Cuctemsl Toyota. Hamma cuctema 3amevaresbHa JJist TOTO, YTOOBI TPOU3-
BOJMTH TO, HA Y€M MBI CIICLIMAITU3UPYEMCSI, U JIeIaTh 3TO Ha CAMOM BBICOKOM KaueCTBEHHOM ypPOBHE,
HO y HAC HET TaKOM e CUCTEMBI JIsl TOTO, YTOObI OMpPEesATh, YTO UMEHHO MBI JOJKHBI TIPOU3BO-
IWTH B TIEPBYIO ouepeab». OH oObsicHWII, 4To Toyota cTasa HaCTOJNBKO MEpeIoBOM B CBOEH CIIOCO0-
HOCTH 3(P(PEKTUBHO MPOU3BOAUTD ykKEe UMEIOUIYIOCS IPOAYKIHIO, UYTO YTpaTUja OTYaCTU CBOM Mep-
BOHAUYQJIbHBI HOBATOPCKUH OyX. B KOMITaHWHM, KOHEYHO ke, CYIIECTBYET METOI OTKPBITHS HOBBIX
peleHuii, HO ero HeOOXOIMMO YCOBEPIIEHCTBOBATh M MHTETPUPOBATH BO BCEX OTAEICHUSIX KOMIIa-
Hun. CKazarh, 4TO 51 ObUT OYEHb MOJBIIEH STUMH CJIOBAMH, — 9TO HUUETO He CKa3aTh.

B coBpemeHHOII KOMIIAaHMM MPUCYTCTBYIOT 00€ 3TU MOJOBUHBI, 00e crcteMbl. OHa crocoOHa
MIPOM3BOIUTD HAICKHBIE M KAYeCTBEHHbIE MTPOLYKTHI, HO TIPH 3TOM HaXOOUTh HOBBIE MJEW U HOBBIC
MPOAYKTHI AJIs1 IPOU3BOJCTBA.

] OpHUTHHAJIe Ha3BaHWUsI KHUT COOTBETCTBEHHO 3By4aT kKak The Startup Way u The Toyota Way. — IIpum. peo.

21 Jlaiikep k. [Jao Toyota: 14 npuHIMIIOB MEHEIXKMEHTa BeAyIled KoMmaHuu mupa. — M.: Anpnvna [Ta6mumep, 2018.
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NCTUHHO COBPEMEHHA A KOMITAHUA

Wrak, yuuThiBas Bce 3T0, KaK y3HATh COBPEMEHHYIO KOMMAHUIO0 cpeau npounx? U, uro ere
BaKHEe — UTO MBI, KaK JIMJEPbl, MOKEM C/IeNIaTh, YTOOBI 3TOTO JOOUTHCS ?

B coBpeMeHHOI KOMITaHUM KaX[bIl COTPYIHUK UMEET BO3MOXHOCTh OBITh MpeAIpUHIMATE-
neM. OHa yBaxaeT CBOMX paOOTHHMKOB M UX MJEU, U TOT (DaKT JISKUT B €€ OCHOBE.

UYeTKOe BBHINOTHEHUE 32/]a4 CBOETO OCHOBHOTO OM3HECA — 9TO 00s3aTesNbHas TUCHUITMHAPHAS
(byHKIMSA COBpeMEeHHOW KOMIaHWU. be3 MUCIMIUIMHB HeT MHHOBaIWid. TeM He MeHee B CHTYyarusix
KpaiiHell HeopeAeIeHHOCTH UCTIONb3YeTCsl JOTOIHUTETbHBIN HaO0Op MHCTPYMEHTOB MpeITpUHUMA-
TEJIbCKOTO MEHEIKMEHTA.

KOMITAHUA CTAPOI'O OBPA3IIA ocHOBaHa Ha TOM, YTO €€ YCTOWYMBBIA pOCT odecrie-
YMBAETCS JUPEKTUBHBIM MEHEIKMEHTOM U KOHTPOJIEM; €€ COTPYIHUKHU UCTIBITBIBAIOT OTPOMHOE JJaB-
JIeHUe 13-32 HEOOXOIMMOCTH TIPEIbSIBIIATH KPATKOCPOUYHbIE Pe3y/IbTaThl, HAIpuMep B popme KBap-
TaJIbHBIX OTYETOB.

COBPEMEHHAA KOMITAHMA B cBOEl OCHOBE 3aBUCUT OT HETIPEPHIBHBIX MTHHOBALIMH U
(okycupyercs Ha pe3yspraTax B JOITOCPOYHOM NEPCIEKTHUBE.

KOMITAHUA CTAPOI'O OBPA3IIA cocTonT U3 CHENUaIMCTOB, 3aHUMAIOIIUX OT/IEb-
Hble (PyHKIIMOHAJbHBIE To3uIy. OHM TiepeaaloT padoTy ¢ OJHOTO dTarna Ha JAPYroi Mo MPUHIHITY
Stage-Gate wim kackagHoit monenu (waterfall), 1 TIpoOeKT TakuM 0Opa3oOM MPOXOAUT BCE CTAJIUM,
Ka/1asl U3 KOTOPBIX CBSI3aHA C ONpe/IeIeHHOU (PYHKIIMEN U 30HOM OTBETCTBEHHOCTH.

COBPEMEHHAA KOMITAHMUA cocrout U3 Kpocc-(pyHKIMOHAIBHBIX KOMaH[I, KOTOPBIE,
YTOOBI YyTOOUTH MOTPEOUTENIO, padOTAIOT BMECTE, BHICTPAUBasi BRICOKOMTEPATHBHBIE M HAYYHO 000C-
HOBaHHbIE [TPOLIECCHI.

KOMITIAHUA CTAPOI'O OBPA3IIA 00bIYHO OCYIIECTBIISIET MPOrPaMMbI OIPOMHOTO
Maciirada.
COBPEMEHHAA KOMITAHUMA crpout paboTy Ha OCHOBE OBICTPBIX SKCIIEPUMEHTOB.

KOMITAHUA CTAPOI'O OBPA3IIA ucnonb3yeT BHyTpeHHUE (DYHKIIMOHAIbHBIE MTOpa3-
nenenusi — opuandeckuit, U'T, (pUHAHCOBBIA OTAEINBI U T. JI., — YTOOBI CHU3UTH PUCK 32 CUET JETAIBHO
pa3pabOTaHHBIX TPOLICAYP.

COBPEMEHHAA KOMIIAHMA wcnons3yer BHYTpeHHUE (DYHKUMOHAJIBHBIE OT/EIH,
YTOOBI IOMOYb COTPYAHUKAM BHITIOIHSATH CBOIO 3a/1a4y TIO YacCTH YOBJIETBOPEHHMSI 3aIpOCOB MOTpe-
ouTene, pa3aensis OTBETCTBEHHOCTh U IOOMBAsICh JIyUIIIEro pe3y/IbTaTa.

KOMITAHUA CTAPOI'O OBPA3IIA nenaer cTaBKy Ha TO, UTO Jiake BICOKOPUCKOBAH-
HbIE TIPOEKTHI OyAyT BBIMOJHSTHCS C MCTOIb30BAHUEM TOKa3aTeslell peHTaO0eIbHOCTH WHBECTHLIUH,
TPAJAUIIMOHHOTO OYXTaJITepCKOro y4eTa U IO pbIHKa. MI3Mepsist ycriex, IpOeKTHbIe KOMaH/Ibl OTCIIe-
KHUBAIOT U ACJIATCS U paMu, TOCUUTAHHBIME TaK, YTOOBI BHITJIETh KAK MOKHO JIydIle («METPUKU
TILECIIaBUsI» ), — HO BOBCE HE JIsI TOTO, YTOOBI OTPA3HTh peabHOe COCTOSTHUE JIElT.

COBPEMEHHAA KOMITAHHUA crpeMuTcss MakCUMaJIbHO YBEJIMYUTh BEPOSTHOCTh U
MacmTad oydyuezo sgpghexma om unnosayuii. TIpoeKTHBIE KOMAH/IbI OTUYUTHIBAIOTCS U U3MEPSIOT
Ba)KHEWUIIIME TIOKA3aTeNH, VCTIONb3Ysl UHHOBAUUOHHDIE Yuem. B KOHTEKCTe MPUOBLTLHOCTH 3TO COOT-
BETCTBYeT ToMy, uTO coBeTyeT [Ixxedpd bezoc: «cocpenoTounThcsi HA MaKCUMaJILHOM YBEJIMYEHUH
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J0JITOCPOYHOTO CBOOOJHOTO JICHEKHOTO MOTOKA B MEpecyeTe Ha akIMio», a He Ha TPaJUIIMOHHBIX
rokazaresisix Oyxyuera?2,

KOMITAHUA CTAPOI'O OBPA3IIA HamojHeHa MHOr03aJauyHOCThI0O — BCTpEYaMU M
0OCYK/IEHUSIMH, B XO/Ie KOTOPBIX YIACTHUKH JIUIIH OTYACTH COCPEAOTOUEHBI HA TOM, UTO aKTyaJIbHO.
B nmomeriennu Bcerna HaXOOUTCSl MHOKECTBO MEHEKEPOB CPEIHErO 3BEHA U IKCIEPTOB, KOTOPHIE
MOTYT YTO-TO MPEIIOKUTh, HO HE HECYT OTBETCTBEHHOCTH 32 BOTUIOIICHUE STUX UJIei. A OOJBIINH-
CTBO COTPY/THUKOB BBIHYICHBI ICJTATH CBOIO TBOPYECKYIO SHEPIHI0 M BHUMAaHKE MKy Pa3HOro pojia
MTPOEKTAMU, BBHITIOHSEMBIMU OTHOBPEMEHHO.

COBPEMEHHA{A KOMITAHUS umeer B cBoeM apceHalie HOBbIA HUHCTPYMEHT: BHYTPEH-
HUH CTapTar, COCTOSIINI U3 HEOONBIIOro YKCIIA JIIOAEH, TOCBAIIAIIIMX ce0sl B KaKOW-TO TIepHOJL
TOJIKO OJTHOMY TMPOEKTy. B Amazon Takue rpymibl Ha3bIBAIOT «KOMaH/IaMH JBYX IMHUIII», TIOCKOJIBKY
B HUX JIOJDKHO OBITh HAPOIy He OOJbIle, YeM MOKHO HAKOPMUTH JBYMS NULIIAMU. DTH HEOObIINe
KOMaH/IbI CIOCOOHBI K OBICTPBIM SKCIIEPUMEHTaM U pabOTaIoT ¢ ropasio Ooblielt otnavei. MIx kpeo:
«Mpicmu MacmtadHo. HaunHaii ¢ masnoro. Pactu ObicTpo».

KOMITAHHM A CTAPOI'O OBPA3IIA cocTouTt U3 MEHEAKEPOB U UX MOJYUHEHHBIX.
COBPEMEHHAA KOMITAHUA coctout U3 JMAepoB U NpeAlpuHUMATesel, KOTOPbIX
OHU BJ/IOXHOBJISIIOT.

KOMITAHUA CTAPOI'O OBPA3IIA 00bvHO 3aHUMAaETCS OOJBIIMU, JOPOTOCTOSIIUMU
Y BSJIOTEKYIIUMHU TPOEKTaMH, CTapasich cedst yOemuTh, YTO BCe AeaeT MPAaBUIILHO, W MCTIOIb3Ys
MOPSIIOK 1eJIeBOTO (PMHAHCUPOBAHUSI, KOTOPBIN OCTaeTCsl HEM3MEHHBIM M3 Tofia B TO/.

COBPEMEHHAA KOMITAHUA obecrieunBaeT HAOOP CMEJIbIX SKCIIEPUMEHTOB, OIPaHU-
YMBaeT 3aTPaThl HA T€ U3 HUX, KOTOpbIe ObLIM HEYJauHbl, U BKJIAJbIBAET OOJIbIIIE B TE, YTO MOKa3bI-
BalOT XOPOIIUI pe3y/bTarT, UCTIONb3Ys MPU STOM CUCTEMY J03MPOBAHHOTO (PMHAHCHPOBAHMUS, KOTO-
pOe YBEJIMUMBAETCS IO Mepe 3aKperIeH s ycrexa.

KOMITAHUA CTAPOI'O OBPA3IIA - Ta, B KOTOpOoil 3(h(peKTUBHOCTh MOAPa3yMEBAET,
YTO Ka/Iblii COTPYAHUK BCEI/Ia YEM-TO 3aHST, [I0O3TOMY «JOCTUYb HEyAaul» CTAHOBUTCS IPOILIE, TaK
KaK Bce 3(p(PEeKTUBHO CO3JAI0T HE TO, YTO HYKHO.

COBPEMEHHAA KOMITAHUA — 1a, B koTOpoii 3(p(eKTUBHOCTD MOAPA3yMEBAET BhISIC-
HEeHHUe, YTO JEWUCTBUTENIBHO HYKHO CHEaTh ISl MOTpeOUTeNsi, Kakue Obl pecypchl Uisl 3TOrO HU
NOTpeOOBAIIHCh.

2 sec.gov/Archives/edgar/data/1018724/000119312505070440/dex991 .htm.
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KoHen 03HaKOMHUTEJIBHOT0 (pparmMeHra.

Texkcr npenocrasieH OO0 «JIutPec».

[IpounTaiiTe 3Ty KHUTY LIEJIMKOM, KYIMB IIOJHYIO JIEraJbHYIO Bepcuio Ha JlutPec.

BesomnacHo onnatuTh KHUTY MOKHO OaHKOBCKOM Kaprtoit Visa, MasterCard, Maestro, co cuera
MOOWIIBHOTO TenepoHa, C TUIaTeKHOro tepMuHana, B catone MTC wm Cesi3Hoii, yepes PayPal,
WebMoney, fAunekc.densru, QIWI Komesnek, 60HyCHbIME KapTaMu WX APYTUM YIOOHBIM Bam crio-
COOOM.
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