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Annotation

OTa KHUra He CﬂyqaﬁHO BXOAUT B KaUeCTBe 00s13aTeIbHON JIMTEPATYPHI B KYPCHI I10 MEHEIPKMEHTY
BCexX BeAylMx OM3HeC-1LKOJI MHDd. ABTOPLI O4UeHb IIPOCTO PpdCCKd3a/iM O CJI0XXHBIX IIpoLecCdax
HBMEHEHHﬁ; HMMEHHO OHH BII€PBbI€ BBEJ/IM IMTOHATHE PEMHXXWUHHUPDHUHI'A B Ou3HeC-/IeKCUKOH B Hauyane 90-
x. C Tex IMOp KOHLeEeIUusa pPEeMHXWHHUPHUHI'A HCIIBIThbIBA/la B3JI€Tbl W IIdA€HUS. C Haua/OM 310X’
1"]10661]'[1/1361]_[1/11/1 N KOMMEPUECKOI'o HCII0J/Ib30BAHUA I/IHTepHETa naen penH>XUHKMPpHUHI'd BHOBb
BOCTPE6OBaHbI Hauboee YCIIeMHbIMHA pOCCHﬁCKHMH N MeXXAyHdPOJHbBIMHX KOMIIdAHHUAMMU.

Kuura 6y,[[€T HMHTepeCHa BCeM T€EM, KTO 3dHHUMAETCHA HpEO6pa3OBaHI/IHMI/I, 6y,[[b TO OrpomMHad
KOpI1iopauusa Ui HeOO0/IBILoN 6H3HEC, BprOCU.IHfI n3 TOpFOBOﬁ IMaj1aTKH.
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OT napTHepa pyCcCKOro u3jaHus

Yro Takoe OW3HeC-MpoIlecCc caM TepMHUH U ero CMbICA, s y3Hasa B 1990 ropy, mpoxops
CTaXkXupoBKy B KomraHuu Meta Software Corporation B boctoHe. Mosi CTa)KMpOBKa 3akK/touanach B
OCHOBHOM B M3y4YeHMM MPOrpPaMMHBIX MPOAYKTOB 3TOW KOMITAHMU (KTO-TO, BO3MOKHO, IOMHHT
MetaDesign u Design/IDEF B Hauane 90-x 3TU rporpaMMHbIe TIPOAYKThI ObUIM Ha POCCUIMCKOM DbIHKE),
VX JIOKa/IU3alUu U TIOMCKe, K YeMy Ke UX MOXKHO IIPUJIOKUTh B POCCUM B TO HeIPOCTOe BpeMms
mepexofia OT ColMaau3Ma K Kanutanu3my. OpHako, ObiBasi Ha pa3/MMUHbIX BCTpeuax, COOpaHUsIX U
cemMuHapax komraHuu MetaSoft, rae obcyxganuch TeKyipe U Oyaylpe KOHCAJITUHTOBbIE MPOEKTHI,
CBsi3aHHble C COBEpIIIEHCTBOBAaHUEM [IeITe/TbHOCTH aMepPUKAaHCKUX OaHKOB, TMpeAnpusTuil u
opraHu3aiiuii, si HeBOJbHO TOTpy)Xajach B TEPMUHOJIOTHIO, TIPO0/JeMbl U MeTO[bl, 00beuHsIeMbIe
CJIoBOCcOYeTaHWeM OM3HecC-Tpoiiecc.

Konneru u3 MetaSoft mogobpany MHe OT/ie/TbHBIE TTYO/IUKALIUMK 110 3TOM TeMe, B TOM UKCJie CTaTbU
Maiikia Xammepa u [Iketimca Yamnu. MHdbopmaiiusa Oblia AOCTaTOYHO pa3pO3HeHHas, WHOTIZA
MIPOTUBOPEeYUBasi U MaJIONOHATHAS, HO TeM He MeHee si TTIOMHIO CBOM BOCTOPI OT MPOYUTAHHOIO M
rybokoe ybOeXkJeHue, UTO 3TH HJeW HaJ0 o00s3aTrelbHO MPUBE3THU B Poccuio M MorpoboBaTh WX
peamu3oBatb. B 1992 rogy B pamkax [eSTelbHOCTHM POCCUMCKOW KommaHuu MeTtaTexHonorus
Hauaslach paboTa Hajl 3TUM: TepeBOAbl CTaTell, WX ajamnTalusi, JIeKI[UU, CeMUHapbl, COOCTBEeHHbIe
nmyO/IMKalluM O TOM, UTO CYIIECTBYyeT TakKoe TIOHSTUe Ou3Hec-Tpoliecc, 4YTO MPeNPUSITUSIMHU Hajlo
YIIPABJISATH TIOTPOLIECCHO, UTO UMEHHO TIPOLIECCHBINM MOAX0/ TT03BOJUT B KOPOTKUE CPOKU M30aBUTHCS
OT MHOTUX HeJJOCTaTKOB U PEILLMTb HaCYIIHbIe TIPOO/IeMBbI.

Kuury PemHxuHupuHr kopnopaumuu Marikna Xammepa v Ixerimca Yamnu g npourrtana B 1997
rofly, KOrja OHa BIlepBble BbIIIUIA HA PYCCKOM fI3bIKe, U OHA CTajia OJHOM M3 MOMX HACTOJIbHBIX KHUL.
He mory ckasaTh, UTO OHa B TO BpeMsi uMesa OellleHbI ycrieX Cpeidi POCCUMCKOTO MeHe)KMeHTa U
OKa3ajia Kakoe-TO CW/IbHOe B/IMSIHME Ha pPBbIHOK C TOUKM 3peHusi (POPMUPOBaHUS MPOLIECCHOM
opueHTauuu. IIpaBma, K TOMy MOMEHTY CJIOBO DPEUH)KWHUDHUHI (He [0 BHHE aBTOPOB KHWIH,
pa3ymeeTcsi) mproOpesio HeraTUBHBIN OTTEHOK, U Mpecca ObUia ToJiHa MyO/IMKaIusMu 0 TOM, uTo bosiee
50% MpOeKTOB MO PeVH)XMHUPUHIY 3aBepIlal0TCs HUUYeM, T.e. HeycrieXoM. [IOHATUI0 peuHXUHUPUHT
MPOLIeCCOB CTa/id TPOTUBOMOCTAB/ATH (MMEHHO 3TO CJIOBO 37eCh YMECTHO) TakKue TIOHATUS W,
COOTBeTCTBEHHO, IIOAXOAbl, KakK II0IaroBoe COBepIIeHCTBOBaHME TIIPOLeCCOB WM HeIlpepbIBHOE
COBepLLEeHCTBOBaHKe TIPOL|eCCOB.

CerofiHsi 3TU TIOHSTUSI U TIOAXOAbI MOCTENeHHO cOMKarTcs. [la ¥ camMu aBTOpHI B MOC/e/iHeN
I/laBe HOBOI'O M3/laHVs KHUIY, OTBeYas Ha BOIIPOC, HACKOJILKO U3MEHMW/IOCh UX [OHMMaHWe CJI0Ba
PEUH)KUHUPHWHT 3a TIPOIle/iliie TPUHALIATh JIeT C MOMEeHTa MepBoi MyO/uKaliuyi UX KHUTH, UCKPeHHe
OTBeYarT, YTO

BHauasie Mbl OTpeJe/nid PeMH)XUHUPUHT KakK "MPUHLUIUAIBHOE TepeoCMbIC/ieH e 1
Pa/IMKa/IbHYIO MepecTPorKy Or3HeC-mpoIeccoB i JOCTHKeHUs KapUHaIbHbIX YIyUllleHUuH
KPDUTUUECKUX COBPEMEHHBIX T0Ka3aresel >3(PQeKTUBHOCTU" W CKasajd, 4YTO B 3TOM
orpeJie/leHUM CaMOe Ba)KHOe paJiuKajibHbli. Ho Temepb Mbl JyMaem, UTO Ba)KHee BCEro
MOCTUYb KOHIleniuto TipolieccoB CyTh Halllero TMoAaxXoJa B TOM, UTOOBbI yIpaB/sTh
KOMIaHUSIMA BOKPYT HUX TipolieccoB. VMHOrma oHu TpeOylOT pajuKajbHOM MepecTpPOMKH,
VHOT/Ia HeT.

HO,Z[ 3THUMHU CJIOBAMHU 4 TdKXKe MOI'y IIOAITMCATbCA. I'naBHOeE YIIpaBJ/IATH IIpoLeCCaMH, HE3dBUCHUMO
OT TOrO, ImepeCTparMBd€Te Bbl UX PAAWKA/IBHO WUJIKM COBEPIIEHCTBYETE ITOLIATIOBO.



B ueMm, ¢ MOeli TOUKM 3peHUs], KojioccanbHas 3acayra XamMmepa u Yamnu?

B TOM, 4TO OHM MEPBbIMU CUCTEMaTUUYeCKU U3JI0XKW/IW W TPeJCTaBUIN MOHATHUS U MEeTOAbI M0
yIIpaB/ieHHI0 OU3HeC-TIpoljeccaMu, KOTOpble He SIBJISUTUCH (M [0 CUX TOp He SIBJSIOTCS) UHTYUTUBHO
OUeBU/IHBIMU /i1  OOMBIIMHCTBA MeHe[)KepOB U ellle He BOIUIM B HAb0Op OOILENPUHATHIX
Tipe/iCTaB/IeHUM.

B TOM, UTO OHM 3aCTaBUIM HaC Aymarb 3KCTpPeMa/ibHbIM 00pa30M Ha YpOBHE BOWHCTBYIOIIETO
pajivKanr3ma o Ou3Hece, 0 TOM, UYTO MbI [ieJlaeM Y TIPAaBUJIbHO JIA 3TO Jle/laeM.

B TOM, UTO OHM 3aCcTaBWIM MHOTMX MCKaTb ajbTepHATHBHbIE T[IOAXOAbl K YIPaB/IeHUIO
rpoiieccaMu, W Takue Togxoabl Obtk HabigeHbl (CPIContinuous Process Improvement, TQM Total
Quality Management).

OTa KHWra Knaziesb Uzeu, Kaxzaas M3 KOTOPbIX MOpPOAW/a B Ja/JbHEMIIeM Apyrue MeTO[bl U
TIOAXO/IbI, Pa3BUBAIOIIME, YTOUHSIOIME W JIOTIONHSIOIMEe pa3/iMuHble acreKThbl yrpaBleHUs Ou3Hec-
nporeccamu. JIMUHO A1 MeHS OHa He O TOM, Kak pa3pyllarb, He O paJUKajur3Me, OHa O TOM, Kak
peasibHO YIpaB/sATh MpOLieccaMy, KaK CTarb MPOLIeCCHO-YIIPaB/IsieMOU KOMITaHWen. A 3TO HermpoCTOU
nytb. HejgocTarouHO BbIENWTH KW OpPraHW30BaTh JIMIIL OAUH (TIYCThb CaMbld BaKHBIM) IIpOLiecC
HeoOXoZMMO TIOATSIHYTh U OCTajibHbIe. 3aTeM HY)KHO HaCTPOWTb BCIO CUCTeMY yIipaBieHUs (BK/IrOUast
OPrCTPYKTYPY) Ha HOBble TIPUHIIUIIBI pabOThI B COOTBETCTBUU C TIPOBeJIeHHBIMU M3MeHeHUusiMu. [1pu
5TOM HaJl0 He JI0IYCKaTb OTK/JIOHEHUs OT IMOCTaB/IeHHbIX LieJield, TOCTOSITHHO U3Mepsisi CBOe BUKeHHe U
TO, HACKOJIbKO BaM y/Ia/ioCh OCTUYb )KefaeMoro. B o0iiem, rmyTb WHTepeceH, HO HeTpOoCT.

Mbl nomMoOraem pOCCUMCKUM TIPEATNPUATUSM BHEAPATH yIpaB/leHue IpoLeccamyd OKO0JIO
NATHAJLaTy JieT. 3a Ioc/ae[jHUe TATh JIeT TMPOU3OLUIM KayeCTBeHHble W3MEeHeHUs! B MeHe[ KMeHTe
POCCUUCKUX KOMIAHUM. Y>Ke HUKOMY He Ha/l0 pacCKasblBaTh, UTO Takoe OW3HeC-TpOLeCcChl, U
JI0Ka3bIBaTh HeOOXOAUMOCTb YTIpaBjieHUsi UMU, B OT/IMUMe OT cepeJuHbl U KOHIla 90-X, Korja BCs
MH(OpMaLUs Ha 3Ty TeMy BOCIIPMHUMAJACh B JIyullleM C/ydae CKeTUYeCKH, a UHOTJa U BOMHCTBYHOLLE
HeraTuBHO. KoOHeYHO, HaxoAUIMCh CMeIBR4akKW M TPOBU/LBI, Takue, Kak, Harpumep, EBrenuu
®enopoBru Makapos (B rofpl Halllel TTlepBOM BCTpeuu reHepasbHbli AupekTop OAO Benropoasnepro,
a HbHe reHepasbHbld AupekTop MPCK-1 KOMnaHuM, yripab/sitOLled 3J/IeKTPUUYECKMMM CeTSIMU Ha
TepPUTOPUM LieHTpa U tora Poccuun), KOTOpbIe CXBaTbIBaIM 3TH W€ U UMEHHO uepe3 HUX BbIBOAU/IN
CBOM KOMITaHUM U3 CepPeHSIYKOB B JIU/EPbL.

HekoTopoe BpeMsi Ha3a/, Mbl IIPOBE/IM aHAIU3 TOr0, KAK POCCUUCKUMN TOI-MEeHe)KMEHT 3HaeT U
NHOOUT TIPOL[eCCHO-OPUEHTUPOBaHHBIN MOAX0/ K yripaBieHuto. [1o ypoBHIO MHTepeca U 3HaHUM B 3TOU
001acTy MbI pa3/ieinii MeHe/PKMEeHT Ha CeMb KaTerOpuii:

Huuero uiy moyTy HUUETO He CJIbIIAAU 0 Ou3Hec-ripoiieccax. To eCTh KTO-TO BUE CCbUIKM Ha
nyO/MKalluu 0 TIpoljeccax, a KTO-TO 3HAaeT, UTO CYIIeCTBYHOT OW3HEeC-TIPOI[eCChl, HO HUKAaK He
CBsI3bIBaeT 3TO MOHATHE CO CBOeH CUTyalrer. Takux ceruac 0CTasoCh BCEro JIMIb MPOLIeHTOB 15.

UuTanu ¥ WMeEKT M[pefCcTaB/leHHe, UTO Takoe TIPOLeCCHBbIM TMoAXo[. Takue MeHemKepbl
TIPOSIB/ISIFOT OOMBILON WHTEepeC K TeMe DeUH)KWHUPHHTAa, HO YPOBeHb WX 3HAHUM CKOpee HU3KUU U
Oosibllle  TeOpeTUUeCKUM, deM TIpakThueckuii. O[HAKO OHU 3HAIOT TIPEUMYIIeCTBa TPOLIECCHOTO
TIO/IX0Zla, TIPE/ICTABJISIIOT, BO UTO BbUIMBAETCS CTOMMOCTb €ro BHEJ/IPDeHUs], K UeMy 3TO MOXXeT ObITb
NIPUMEHKMMO B MEPBYIH0 Ouyepelb, a TakKKe KaK 3TO CBA3aHO C JPYTMMHU TeXHOJIOTHSIMHM, HarpuMmep C
BHe/JIpeHreM KOPIIOpaTUBHOW UH(OPMal[MOHHOM cucTeMbl. Takux, 1o HallMM oLjeHKam, 20 mpOoLIeHTOoB.

Cepbe3HO WH3yuyarOT BOIPOC, OJHAKO CaMW He MOTYT WCII0/b30BaTb 3TU MpUeMbl. [0TOBBI K
VHBECTHULIUSIM Y TIAJIOTHOMY IIPOEKTY I0Z, PYKOBOJCTBOM OINBITHOIO KOHCYIbTaHTa. JTO cCamas
MHOrouucieHHas Kateropus 40 rpoLeHTOB.

['OTOBbI Ha TIPOEKT KOPIOPAaTMBHOTO YPOBHS. MBIC/IT KaTeropusiMu ITIPOLIeCCOB, AyMarT 00
VICII0JIb30BAHWUU CITel[MaJM3MPOBAaHHOIO WHCTPYMEHTApUsl U CBA3SIX C JAPYTMMU TeXHOJIOTUSIMU, HO
CUMTAIOT, UYTO B MPOEKTE JI0/DKEH MPUCYTCTBOBATh KTO-TO O0siee OMBITHBIA. JTO TOXKe HeMasiasi 4aCThb



MeHepKMeHTa. Mbl oLjeHrBaeM UX J0J110 Kak 15%.

s MeHe[pKepoB 3TOM KaTeropuy MPOLIeCCHBIN TOAX0J eCTeCTBeHeH, M MPUHMMAKOT OHU €ero
aBTOMaTuyecku. Bce Moryr peanu3oBaThb CaMH, CIOCOOHBI K CaMOOOyueHHIO U DPa3BUTHIO.
KOHCY/IbTaHT TNPUCYTCTBYET TOJILKO TMPU HECTAHZAPTHBIX CUTYaL[UsIX U B C/ly4yae KaKUX-TO CJIOXKHBIX
nipobsiem.

MacTtepa, 3HarOT, KaK HapylLlaTh fpaBu/ia. 3HAIOT He TOJIbKO UYTO U Kak, HO ¥ noueMy. CoeIUHAIOT
TIIPOLIeCChl U CTpaTeruto U npejjaratoT ajlbTepHaTUBHbIE PellleHUsl B HeCTaHJapPTHBIX CUTYaLUsX.

OkcriepTel. [IMIyT cTarey, YMATAXOT JI€KLWHU, Pa3BUBAKOT MeTOAbl U MHCTPYMEHTHI, IlepejaroT
3HaHUS.

[TocnegHue TpU Kareropuu 3TO BBICUIMKW MWJIOTaX, MU Ha HUX NOpUXoaATcsi ocrtaBumecs: 10
TIPOLIEHTOB, UTO He TaK YK U Mano! DTO peasibHble MHHOBaToOpbl U Iporpeccopsl. Ilpeanpusatus u
KOMIIaHUY, KOTOPbIMU OHU PYKOBOZAT, IepBble B CBOMX OTpac/sAX. VI UMeHHO OHM NOATBep)KAaroT
OaHaMbHYH0 MCTUHY: 3HauMTe/bHble W3MeHeHUsl OylyT yCIelHbIMU, TOJBKO €CJU BO IJIaBe CTOUT
TIO/THBIA SHTYy3Ma3Ma JIM/iep U3 urciia CTaplMX MeHepKepOoB.

CBoe mpeuC/OBHe MHe XOTeJ0Ch Obl 3aBepIMThL ellle OJHUM BbICKa3biBaHMEM aBTOpPOB. Ha
Boripoc KommnaHusi mpoBesia peMH)XXUHUPHUHL. UTO [asbllle? OHU OTBevaroT: A Jasblile HYXHO
YIIPABJISATH TIePeCTPOEHHBIMU TIPOL[eCCaMU TaK, YTOOBI JOCTUYb TOTO YPOBHS 3(P(PeKTUBHOCTH, KOTOPBIN
OHU MOTYT 00€eCIeunTh.

TakuM o6pa3om, UCTOPUS He 3aKaHUMBAETCs, a TOJLKO HAaUMHAeTCs], T.K. yIpaBeHue MpoljeccaMmu
He MeHee CJIO’KHasl U yBJ/ieKaTesbHasl 3a/laua, ueM WX PeMHXUHUPUHT. DTOT0 He HaJjo 00SThCs, TaK Kak
yXKe CYILeCTBYyeT AOCTaroyHO OOJIbIONM OMBIT MU HapabOTaHbl METOAWKH, TMOAXOAbl, WHCTPYMEHTHI,
TeXHOJIOTUH, KOTODPbIMU MOXXHO BOCIIOJIb30BaTbCs W TMPOUTU ITOT MyTh HavMeHee 0OOe3HEHHO U
poctaroyHo 3¢ @dekTrBHO. MHe oOcCTaeTcsi /Ul TOXKeJaTh BaM yJjaud B BalllMX HAuyMHaHUSX U
CBepILEHUSIX, U MyCTh 3Ta KHUI'a BaM [TOMOJKeT.

XoTesiochk Obl MOO/IATOIaPUTH W3/aTesieli 3a pellleHre CHOBA BBIMYCTUTh 3Ty KHUTY Ha PYCCKOM
s3bIKe ceiiuac i Hee camoe Bpemsi! Takke HeoOXOAMMO OTMETUTh >KHWBOM, SHEPTUUHBINA TepeBof,
JOCTOMHBIN 3aMeuaTe/IbHOT0 OpUTrhHaia. KHura 10cTaToyHo SMOIMOHA/bHA, U B TIepeBoiax MoJ006HoM
NUTepaTypbl IJIaBHbIM sIBJIsSieTCSl OepeXkHOe COXpaHeHWe JHepreTUKU, OOIero HacTpos, HIOAHCOB
aBTOPCKOIO sA3bIKa. Bce 3TO yzia/10Ck repeBogurMKam BIIOJIHE.

Mapusa KameHHosa,

eeHepanbHblll dupekmop IDS Scheer Poccus,

Hos6pb 2005e.



OT aBTOpA

Ho Bce 3TO BO3MOXXHO TOJILKO B KOMITAaHUSIX, DPYKOBOACTBO KOTODBIX BO3bMeT Ha cebs
MUAWPYIOIIYI0 pojb. Jluaepbl [O/DKHBI YOe[UThb COTPYJHUKOB B HeOOXOJUMOCTH W3MEHEeHUM,
00BSICHUB, TIOUEMY PEUH>KUHUPHHT HY)KeH [IJIsl pocTa U npoiBeTaHusi. OHU TakxKe [O/DKHbI IPUHUMATh
HEeTpOCThle pellleHUsi: YTO M KakK MeHsTh. B mnpeobpa3oBaHUSIX [O/DKEH Y4acCTBOBaTh KaXK/IbIi
COTPYJHUK, OJJHAKO HarpaBieHWe 00si3aHbl 3a/laBaTh BepXHUeE 311eJIOHbI OPraHu3alvu, a U3MeHeHUsIMU
HY)KHO aKTUBHO YIIPaBJ/IsiTb. PEMH)XUHUPUHT He OHOPa30BOe MEePOIIpUATHE, a Lie/ias KaMIlaHuUsL.

CerofiHsi MO>XKHO CTPOMTb (PUPMBI, KOTOpbIe ropa3zo 3hPeKTUBHEee MPeXHUX U KOTOPble CMOTYT

KOHKYPHPOBaTh B MHpe 0e3 rpaHuI]. 3/10)keHHbIe B 3TOM KHWUTe W7ied TIOMOTYT BaM HU/JTH B aBaHTap/ie
3TUX npeobpa3oBaHUiA.

Hcetimc Yamnu, okmsabpb 2005¢,




BoipakeHus 0/1arojapHoCTH

LleHTpa/ bHbIMA TE3UC 3TOW KHUITM O TOM, YTO KOMIIAHWUSIM HY)XKHO TPOBECTH TMPUHLAMHA/IBbHYIO
TepecTpOMKYy MeTO[OB PabO0Thl, MOXET I0Ka3aTbCs CAMIIKOM pajuKaibHbIM. Ho 1/ TexX, KTO He
)KeslaeT PUCKOBAaTh, Mbl I00aBUM, UTO Hallld PEKOMEeH/Ial[i1 1 3aK/IFOUeHHsi OCHOBAHbI Ha CErOfHSIIHUX
ycriexaX HeCKOJIbKMX —BBIJJAIOIIMXCS  KOMITaHWM. Mbl MHOTMM  00s3aHbl WX  /1a/TbHOBU/IHBIM
PYKOBOJUTEJISM.

MbI Take [JO/DKHBI 1M00/IaroflapuTh MHOXXECTBO CBOMX KOJUler W yuuTeseil. HeBO3MOXHO
TepeurcauThb BCeX, HO creflyeT ocobo yrnomsiHyTh AByx: [Tutepa [pykepa u ToHu Oroca, Tak Kak UX
TTOHUMaHue OpraHu3alyii TPOXOUT KPaCHOM HUTHIO Yepe3 BCIO Hallly paboTy.

Mgl ocobeHHO OsiarofilapHbl TeM, KTO OKa3ajJl HaM HeOLleHUMYK TIOMOILb TIPU U3JAHUM 3TOMU
kauru: [donHe CsmMmoH3 KapreHntep, Mopucy Koitny m 566m ColOMOH, Ubd IPEBOCXOAHBIE
peJlakTOpCKHe HaBLIKK ITOMOIVIM IIpeBpaTUTh MacCHUB Marepuasa B CBA3HOe II0BeCTBOBaHHUE; HallleMy
nuTeparypHoMy areHTy XesieH Puc; a takke Bupmkunun Cmut, Ajgpuany 3akxaiMy U OpuH PruuHOy
HallmM peflakTopaM B Harper Business, KOTOpble Ha KaXK/[OM 11Ty MO/IeP>KUBaIy Hallly paboTy.

M HakoHell, Mbl BbIpa)kaeM TIyOOUaiilllyt0 TIPU3HATE/NLHOCTh BCEM TeM, KTO OCYIeCTBseT
PEUH>KUHUPUHT B COOCTBEHHBIX OPraHU3al[MsX U TIOMOTaeT HaM BCeM JIyullle TIOHSITh 3Ty HOBYIO 3TIOXY
B Ou3Hece.

Tocesswyaemcss moum pooumensimM, KOmopble yKasaau MHe nymb 8
JHCU3HU; Moell dHceHe, ¢ Komopoll s udy no 3momy nymu; U MOUM OemsiM,
KOmOpbIM euje mo/bko npedcmoum blbop dopo2u.

MX.

Tocesiwyaemcss moeli dHceHe Jlyuc, y Komopol s MHO20MY HAY4u/acs, u
MoeMy CbiHy Adamy, Komopozo si ¢ padocmblo obyuaro.

7.4.




IIpoJior
PeH>XMHUPUHT 1A X X1 BeKa

PBUH.’HCUHUPUHZ CHO6d dKmyda/ieH

MHorue JymMaroT, UTO PeMH>KMHUPUHT ObLT MOJHBIM TeueHHeM B MeHe/pKMeHTe Hadana 1990-x, a
IIOTOM €ro TIOCTUIVIO 3aciy)keHHoe 3abBenue. CerogHs peJkas KHWra, Ha3sblBaroiasi ce0bst
PYKOBO/ZICTBOM 10 HOBOM SKOHOMUKE, HE COEP>KUT MPe3pUTETbHbIX KOMMEHTAapHUeB O PEMHXXUHUPUHT e
KaK BOIUIOIIEHWH TUIIUYHOTO [jisi CTApOM SKOHOMMKM MblvieHus. [I0 CMSIryeHHOW BepCHUM 3TOrO
MHEeHWUSI, KOHLeML[UsI PeUH)XUHUPHHTA TTOAX0A1/Ia CBOeMY BDEMEHU TepUoAy SKOHOMUUECKOro Criajia u
OTCTYMJ/IEHUS] aMePUKaHCKUX KOMITaHUH 10/, HATUCKOM SITTOHCKOT'O KOJI0CCa, KOr/ja 3aTParhbl BEIPBA/IUCh
W3-TI07l KOHTPOJIsI, KaueCTBO OBI/IO Y’KaCHBIM U Ka3asi0Ch, UTO TaJileHUsI aMepUKaHCKOM SKOHOMUKH YKe
He OCTAaHOBUThb. DTO OBLIO BpeMS peIMTe/bHbIX Mep, 3aCU/ibs CIeLMa/JIMCTOB TI0 TTOT/IOUIEHUSIM C
Yonn-ctpurt, BpeMs 6e3)KajloCTHBIX YBOIbHEHUW U perHXKUHUPUHTAa. Ho AMepuKy criaciu bunn Iedrc,
MUKPOIIPOLIECCOPBI u WNuTtepHerT: MH(bOpMalOHHbIe TeXHOJIOTUU pe3Ko TTOBBICU/IN
Mpou3BOAUTENHLHOCTE TpyAa B CIIIA, a KOHKypeHTaM TIOMeIlasio coueTaHhe 0eCcX03sIMCTBEHHOCTU U
HernOKoctu. TakuM o6pa3oM, BpeMs aKTya/IbHOCTH PeMH)KMHUPHUHTA JaBHO mpolirio. bonee cypoBas
BepCHUsl Ha3blBaeT PEMH)XUHUPUHT /MO0 OTKPOBEHHBIM MOIIIEHHUUECTBOM IYCThIMH, JIMIIEHHBIMU
CMbIC/Ia I03yYHTaMH, MO0 CHHOHMMOM TIpOrpamMM I10 COKpaIlleHHI0 epcoHasa.

Bce 3T0 He Taxk.

PeUH>KUHUPDUHT He VileJl B HeObITHe Ha000poT, OH TipolBeTaeT. CoOCTBEHHO TOBOPH,
HerpaBUJIbHO YTBepPXXJaTh, UTO OH CHOBA aKTya/ieH; BeJjb OH HUKOT/Ja U He Tepsi/l aKTyaJlbHOCTU. XOTS
PeMH)XUHUPUHTY Oosbllle He y/enseTcsl Takoe 3HauuTe/lbHOe BHHUMaHHWe, KOMIIAHWH CTapaTelbHO
TIPUMEHSIIOT €ro /i1 TpeoOpa30oBaHUsl CBOMX OCHOBHBIX 3/IEMEHTOB LIETIOYKU CO3/laHUSI 1IeHHOCTH.
BerirosiHeHMe 3aKa30B, MPOU3BOCTBO, 3aKYIIKWA U CePBUC U3MEHU/IMCh [J0 HEy3HaBaeMOCTH BCero JIUIb
3a HeCKOJIbKO MOCJIeJHUX JieT. PeMH)XUHUPUHT MOPOAWJI TaKue SB/IeHUs, KaK Ha3HaueHue OAHOro
ye/ioBeKa [/ BBIMIOJIHEHWS] BCeX IIIATOB IO 00paboTKe 3armpoca K/MEeHTa; BbINOJHEeHWe 3aKa30B
COT/IaCOBaHHON MeXX(YHKIIMOHATLHOM IPYIIION; CO3/iaHue MPOAYKIUM 110 (haKTUUeCKUM 3aKasam, a He
10 MPOTHO3aM CIPOCa; MOKYIKW HEeJOPOruX JeTajliel HarpsMyH) KOHEeUHbIMM M0J/Ib30BaTe/isiMU, a He
yepe3 [|eHTPa/IM30BaHHbIA OT/e/T 3aKyIOK, U MHOTO€e JIpyTroe.

[To cyTH, peMH)KMHUPHUHT OJHAa U3 UCTOPUM ycIiexa B pa3BUTHH OM3Heca. Korma-To 3Tu npreMbl
CUMTA/IUCh PEBOJIFOLIMOHHBIMM, HO CelyaC OHM IIMPOKO PACIMpPOCTPAHEHbI U ChIrPaii BaXKHYHO POJib B
BO3pOXK/JeHUU KomriaHuii. IBM (riompoOHee o Hell paccKasbiBaeTcsi B r7aBe 11) /vilb OOUH U3
MHO>KeCTBa TMTAaHTOB, KOTOPBIX COIVIaCOBaHHAsi MporpaMma peruH)XMHUPUHIa Cracja OT yrajka Wiv
naxxe rubemd. American Express, Ford, Chrysler, Texas Instruments, Duke Power BOT /HIllb HEKOTOpBIE
n3 500 syunmmx KoMmaHWUW TI0 BepcHMU >XypHana Fortune, KOTOpble YCIIeIIHO TIpOBend y cebst
PeUHKUHUPUHT.

bosiee TOro, BIUsSIHME DEWH)XUHUPUHIA UYBCTBYeTCS He TOJILKO Ha WHAMBU/YaJbHOM, HO U Ha
MaKpO3KOHOMHUUYECKOM YpOBHe. KOHEUHO, HBIHEIHIOI CHUJy aMepUKAaHCKOW SKOHOMMKHU Heb3sl
OOBSICHUTb TOJIBKO PeMH)XUHUPUHIOM. OfIHAKO OH BXOJWT B UMCJ/IO pelaroipXx (GakTOpOB Hapsiy CO
3/IpaBOU JIEHE)KHOM TOJTUTUKOU Y MOIbeMOM TpeANPUHUMATEBCKOTO AyXa.

be3 peWH)KUHUPUHTa MHOTHEe CeKTopbl 3KOHOMHKM CIIIA He A0CTUrIM Obl HBIHEIHEro
TIPOLIBETAHUS: 1[€Hbl OCTA/IMCh Obl C/MIIKOM BBICOKMMH, KaueCTBO C/MIIKOM HU3KHUM, a KJIMEHThI BCe
eme mpeAnounTany Obl 3apyOeXHYI0 TIPOAYKLIMIO. AMepUKaHCKHe KOMIIaHMM He CMOIJIA Obl



pearupoBaTh HU Ha 3HAUWTe/bHbIe U3MEHEeHHUs B TTIOTPeOUTeIbCKOM CIIpoCe, HU Ha YrpO3y CO CTOPOHBI
3apy0e’KHbIX KOHKYDEHTOB U HOBBIX arpeCCHBHbBIX KOMIIaHUH.

Camasi mopa3uTesibHasi 0C0O0eHHOCTb COBpeMeHHOM 3koHOMUKHU CIIIA 3ak/rouaeTcsi B TOM, UTO HU
1[eHbl, HY 3apIJIaThl He PACTYT, HECMOTPSI Ha BBICOKUM CITPOC U HU3KUM ypoBeHb Oe3paboTuiibl. HbIMU
CJIOBaMU, MOHCTP UH(JIALIUY 3arHaH 0OpaTHO B CBOIO KjeTKY. YaCTMUHO 3TO Uy0 MOXXHO OOBSICHUTH
TBeP/IOCTbI0 Kypca DejiepasbHOM pe3epBHOM CUCTeMbl JIMOO HEBO3MOXXHOCTBIO [IIsi KOMIIaHUM
TOBBIIIATEL LieHbl. [ISTHaALaTh JIeT Ha3aj, Takue yCAOBUsS He MO Obl He BbI3BaTb Kpusuc. Ecim
3aTpaThl BBIXOJSAT M3-T10J] KOHTPOJIS, a LIeHbl Heslb3s TIOBbIATh, KOMIIaHWUsS OAaHKPOTUTCS; €C/IU CIPOC
Ha Balll TIPOAYKT TIOBBIIAET Balll COOCTBeHHBIN CIIPOC Ha pabouyro cuily, TO 3apruiata OyieT pacTu.
[Tocne peMH>KMHUPUHTA KOMITAHUU B COCTOSIHUM [IOOMBAThCS KeJIaéMOr0 YPOBHSI TIPUObLTH, HECMOTPSI
Ha TajieHue 1ieH, U u3beratb yBe/IMueHus IIraTa Mpy pocTe Crpoca.

WpoHusi cynbObl 3aK/HOUaeTCs B TOM, UTO [BUXKYIIEM CH/IONW BO3POXKAEHHWS TPOMBIIIEHHOCTU
CIIOA mpoBo3rnaiieHbl HWH(oOpMaiimoHHble TexHonoruu (UT), xoTs peanusaius uX TOTeHI[Mana
HauajlaCcb UMeHHO Ojarofjaps peMH>KUHUPHUHTY. [IpocToe Haso)keHHWe HOBOM TEeXHOJOTMM Ha CTapble
npuemMbl pabOThl He [laeT 3HAUUTE/bHBIX pe3ynbraToB. Kak 3ametusn ofuH 1iyTHUK, VT mo3BoJsitOT
ObICTpee MPUHUMATh Xy/[IIMe peltleHus. Y eCTBUTENBbHO, /10 TOSIBJIeHUs] peMHXUHUPUHTA KOMITaHUSIM
ObUIO TPYAHO OMpeJeNsATh, KaK TOBLICAT UX 3(PPeKTUBHOCTH MHOTOYMC/IeHHble WHBECTULIUM B
pa3nuuHble WH(OPMAIIMOHHbIE CUCTeMbl. PeMH)KUHUPUHT MOKa3as, Kak Ipeobpa3oBaTh TMpoLeCcChl U
TipyeMbl pabOoThI, YTOOBI U3B/IEUb BLITOAY U3 TEXHOJIOTHH.

[ToueMy >ke B HEKOTOPBIX Kpyrax peMH)XMHUDUHT HMMeeT TaKyr AypHYyw penytaruto? I[IycThb B
OyzyilleM 3TO siBlieHHWe ToAPOOHO W3yuaT Crel[UaauCThl 0 UCTOPUM Ou3Heca. Mbl Ke CuMTaeM, uTo
ripour3oliie/iiiee Hen30e)KHasi OTpullaTe/ibHasl Peakiysl Ha upe3MepHbIi 3HTY3Ha3M, C KOTOPLIM Tpecca
W 7leJIOBble KPYTM TIPUHSIA PEMH>KUHUPUHT, KOTAa OH TONBKO TosiBWiICA. B Hauane 1990-x penkuii
)KYpHa/l He cfiefiall TBO3/IeM BBITyCKa CTaTbi0 O DEMH)XWHUDWHTE U Maji0 Kakue KOpropaluu He
3aHUMaJIMCh UM; BCEMY 3TOMY COMYTCTBOBAa/ia HemMasasi UCTepusl.

B 1980-e rombl aMepuKaHCKHe KOMIIAHUM OTYasiHHO, HO 0e3yCIlellHO WCKalIu CIocob
ONTUMM3MPOBaTh CBOIO [JleATeSbHOCTb Pa3 U HaBCerja, OHAKO BCe WX TIOMBITKU MO0 Teprienu
Heyzauy, 00 TMPUHOCUIN JUIIb KPaTKOCPOYHbIE MOJI0KUTebHbIE pe3ybTaThl. 3aTeM Hadaja pacTu
MOMY/ISIPHOCTh PEUH)KUHUPHHTA, KOTOPBIA Xopoiio cebsi 3apekoMeHjoBas. OnbiT Ford, Kodak, Union
Carbide u MHOrux Apyrux KOMIIAaHUM, O KOTOPBIX TOBODUTCS B 3TOM KHWUTe W JAPYrUX HaIMX
yO/IMKaIusIX, MOATBePAWI, UTO PeMH)XUHUPUHT He TUTIOTe3a, a HeuTo AelCTBUTe/bHO 3P eKTUBHOe.

Kak u c/ie[joBajio 0XKW/laTb, PEUHXUHUPUHT OBICTPO CTa/l MOAHBIM TeueHHWeM MeHe/PKMeHTa,
TIPUMKHYTh K KOTOPOMY CTPEMUJIUCH BCe; HO rpobsema Oblsia B TOM, UTO He BCe TOUHO 3HA/M, B UeM
MMEHHO OHM Y4YacTBYIOT. [laliTe MHe 3TOT, KaK €ro, pPeMH)XWHUPHUHT, U TOCKOpee, TIPUKa3biBaIu
HeJIOCTaTOUHO OCBe/IOMJIeHHble pyKoBoauTenu. M kKaractpoda He 3actaBuia cebst xzaarb. Cranu
CUMTaTh, UTO PEMH)XMHUPMHT 3TO TIaHAIes, a yIIpaBieHHe YCUIUAMH Mo perHKuHupunry CEOL
MO>XKeT TPOCTO [ieJIeTUPOBaTh; HO 3TO ONMOOYHBINA BbIBOJ. MHOTHE MeHe/Kepbl He XOTe/d UUTaTb
KHUTH, CePbe3HO Pa3MBbIIIVIATh HaJl 3HaueHWeM TepMHUHa WU MPUHUMATh TPYAHbIe pellleHUs. BmecTo
3TOr0 OHU UCKa/M MPOCThie CIIOCOObI peMHXXUHUPUHTA U BCTPETU/TM MHO>KEeCTBO TaKUX >Ke HeCBeyIIMX
KOHCY/IbTAHTOB, TOTOBBIX TTOMOUb.

Bckope TepMUH PEeMH>KUHUPUHT TOTEPsI CBOM UCTUHHBIA CMbIC/I. HeKOTOpble KOMITaHUU CTalu
MCII0JIb30BaTh ero fijisi o0I1ero 0603HaueHUs U3MeHeHU WM KaK CUHOHUM BCeX CBOMX /IeHiCTBUM TI0
VIYUILIEHUI0 4ero-aubo OT TepecTporKyd UH(POPMAL[MOHHOW CHUCTEMBI /10 W3MeHeHWsl CTpaTeruu
yIipaB/ieHus riepcoHasioM. Ho OHU COXpaHs/IM HeroMepHble OXKU/IaHUSI OT TaKOTO PeMH>KUHUPUWHTa, a
ToTeprieB Heyzauy, OOBUHS/IM B Hell camo ToHsiThe. Korza y rpecchl TIPOIies TepBbiii BOCTOPT TI0
TIOBO/ly HOBBIX W/Iel, OHa CTasia MoJuepKUBATh Heylaur U MPOBO3IJIack/a, UTO 3TI0Xe PeUMH)KUHUPUHTA
npuilies1 KoHel. Ho, HeCcMOTps Ha 3Ty ILIYyMUXy, KOMIAaHWHW, yMesji0 BHe/PSBIIMe DPeUH>XKUHUPUHT,



T10/Iy4Ya/iv OT Hero BIIeYaT/IAIOLIYI0 BbITOLY.

Besnb Ha caMOM [iejile peMH)XUHUPUHT OKasasiCsl BeCbMa ycrellHbIM. bosee Toro, ero rnoreHuuan
ele He paCKpbIT MOJHOCTBHO. C OJHOM CTOPOHBI, €ro TOJbKO HAauWHAKOT OCBavBaTb B HEKOTOPBIX
oTpac/isix (HaripuMmep, B 0aHKOBCKOM /[iejie U KOMMYHA/IbHBIX YCIyTrax), KOTOPbIM /10 CUX TIOp y/aBaioCh
n3berarb TPUHIUIIUAIBHBIX W3MEHEeHWM CBOell [1esiTelbHOCTH; BO3MOXXHOCTU DEeUH)KUHUPUHTa He
McyepriaHbl lake B KOMIMaHUSX, PabOTalOIMX C 3TUMM HJesIMU yKe HekoTopoe Bpemsi. C /pyroii
CTOPOHBI, HOBble TEXHOJIOTUU CO3Jal0T BO3MOXXHOCTH [jIsl COBEPIIEHHO HOBOW BOJIHBI IIPOEKTOB
peuH>KUHUpUHra. B Hauasme 1990-Xx peMHXXUHUDUHTY TO[Bepraauch 63k-oduc, MpOU3BOACTBO U
xpaHeHue. Temepb ke ero TpUMEHSIOT BO (poHT-odurce TaM, rhe 3apabaThbiBarOTCS JeHbTU: B
pa3paboTkax, mpojiaXkax U MapKeTHHTe.

PeMH)XMHUPDUHT C MOMEHTa CBOEro  BO3HUMKHOBEHMSI TeCHO  B3aUMOJEUCTBYeT C
MH(OPMAaIIMOHHBIMU TEXHOJIOTUSIMU, KOTOPbIe, B CBOIO Ouepe/ib, 1at0T BO3MOXKHOCTb Mpeobpa3oBaHus
TIPOL[ECCOB, COCTABJISIOLMX CyTh PeWHXWHUPUHTA. JTO B3auUMOJENCTBUe TMpe/CcTaB/iseT coboi
cumMbOu03: 6e3 peMHXMHUPUHTA WH(POPMAaIMOHHbIE TEXHOJIOTUY TIOUYTH He TIPUHOCST pe3y/ibTaToB, a 6e3
MH(OPMAaLIMOHHBIX TEXHOJIOTUM PEUH)XUHUPHUHT MOUYTU HEBO3MOXXeH. B mocsefHue msATh €T camou
B&)KHOW TEXHOJIOTWEH, CBA3aHHOW C PEMH)XWUHUPHHIOM, CTaj0 IJIAHUPOBAHME DEeCypCOB KOMITaHUM
(ERP Entrepreneur Resource Planning) nHTerpupoBaHHasi KOMIIbIOTepPHasi CUCTeMa, TOo/1ep>K1Batolast
He OTJe/bHble 00/IaCTU [leATeNbHOCTU, a Ijefible Ou3Hec-Tipoliecchl. KoMIaHWM, TOTBITABILIAECS
BHeZIpuTh cucteMy ERP 6e3 mpenBapuTenbHOrO (UM OJHOBPEMEHHOTO) PeWH)KWHUPUHTA CBOUX
TpoLjeccoB, ObUTM pa30yapoBaHbl CKPOMHBIMU pe3yibTaramMu. HampoTuB, KOMIaHWU, CBsi3aBIlMe /iBa
3TUX Halpas/ieHus JesitebHOCTH HaripuMep, IBM, Owens Corning, Amoco u General Mills, nocturim
YIMBUTEBHBIX pe3ynbraroB. Crieyrolasi BOJHA PeMH)KUHUPWHTA OyleT TeCHO CBsi3aHa C TEXHOJIOTHEH,
KOTOpasi UHTerprUpyeT He TOJIbKO KOPIOpaTHUBHbIE (DYHKIMH, HO U LieJible KOPHOopaLyu.

Mg1 xuBeM B BeK MHTepHeTa. TpygHO BCIIOMHUTH [IPYrOe HOBILIECTBO, O KOTOPOM ObI CTOJIBKO
Mycanv U KoTopoe Obl Tak pacxBaivBaiu. Ho KOMIaHUK CMOTYT MO-HACTOSIIEMY BOCII0/Ib30BaThCsl €r0
BO3MO>KHOCTSIMU, TOJIbKO €CJId TIOMMYT, UTO U OH /I0JDKEH ObITh CBSI3aH C pEMHXUHUPUHTOM.

Hauano pewH)>XMHUPHUHTY TO/IOXKuAa ¢pa3a, MpoW3HeCeHHasi OAHUM K3 Hac B KoHIe 1980-x:
ABTomaru3zanusi becriopsiika TIpUBOAUT K aBTOMaTU3HMpoBaHHOMY Oecriopsiiky. Eciu opranu3saiius He
IepeoCMbIC/IMBaJIa CBOU JeMCTBUS, Ha/l0XKeHWe Ha HUX HOBOM TEXHOJIOTMH Majio K 4emy MPUBOAUIIO.
CerofHsi 3TOT J103yHT 0OHOB/eH: Eciv Gu3Hec-mpoljecchl KOMITAHUM TIPOBOJSATCS T1JI0X0, TO ee Beb-
CaWT 3TO TOJBKO MOAYepKHBaeT. B OTCyTCTBHe MpOAyMaHHBIX IMPOLECCOB 3JIEKTPOHHAs KOMMepLUs
CTAaHOBUTCSI KOIIIMapoM, a He MeuToi: 006paboTKa ¥ BBIIOJIHEHWe 3aKa30B OKAa3bIBAlOTCS HACTOJIBKO
CJIOKHBI ¥ HEHA/Ie)KHBI, UTO UX C TPYJOM BBITOJIHSIOT 00yueHHbIe CIelUaJuCThbl, a 3aCTaB/sTh HU B
yeM He TIOBUHHBIX K/IME€HTOB 3aHMMAaThCsl 3TUM 0e3 TocpeJHUKAa TPOCTO >KecToko. Ilpomaxu mo
WHTepHeTy TpeOylOT HOBOrO LMK/Ia PEVMHXXUHUDUHTA [lake B KOMIIAHUSIX, KOTODble TOJBKO UTO
3aKOHYWJIM MPebIAYILAMN LUK

HanprMep, TipoBe/isi peMHXUHUPUHT OOJIBIIIMHCTBA CBOUX MpOIeccoB B cepeariHe 1990-x rooB,
IBM pfenaeT 3TO CHOBa;, Ha 3TOT pa3 C LieJibl0 TMPUCIIOCOOMTL Te >Ke TPOLeCChl K 3/1eKTPOHHOM
komMepLuu. JKypHan Business Week ripu3Han 3Ty cBsi3b MexAy VIHTEDHETOM U DeMH>XUHUPUHIOM B
CBOEM I1epBOM Criel[uajbHOM OTYeTe 00 3/IeKTPOHHOM Ou3Hece W Ha3Bajl BHe/IpeHHE 3J1IeKTPOHHOMU
KOMMEDLIUM  3JIEKTPOHHBIM WH)XUHUDUHTOM. VHTepHeT TpeOyeT HOBBIX MeTOZOB paboThl, a
PeVH)XVHUPUHTI KakK pa3 MOXeT UX CO3/aBaTh.

[lepBasi Bo/IHA peMH)XMHUDUHTA pa3MbUla TPAaHULIbI MeXAY 00/1acTsMU [IesiTeIbHOCTH, UTOObI
COCPeIOTOUUTBCSI Ha 1[e/lbiXx OW3Hec-Tipolieccax, CO3/JaloIMX BCIHO peanbHYH MOTPeOuTeNbCKY0
LleHHOCTb. HoBasi Bo/iHa peMH)XVMHHpMHIa Ha OCHOBe VHTepHeTa paspylliaeT CTeHbl, paszesrolie
komrnaHuu. [Ipoijecckl He OCTaHABIWMBAKOTCS Yy JBepedd ¢upmbl. Pa3paboTka, TMiaHUpPOBaHUe,
TIPOrHO3UPOBaHUE TIPOAYKIIMU W MHOXKECTBO JAPYIYX TPOLeCCOB OOBEJUHSIIOT pa3Hble T0 CBOEMY



XapaKTepy KOMIaHWM; B 3TUX Ipolieccax 3aJeiicTBoBaHa paboTa U KIueHTa, U MoCcTaBIMKa. VIHTepHeT
obneryaeT peMH)KUHUPUHT STHUX  MEXKKOPIIOPAaTUBHBIX  IIPOLIECCOB, II03BOJISIA  KOMITAaHHUSIM
oOMeHHBaTbCsl MH(MOPMalueit Ipyr ¢ APYroM.

PeH)XUHUPUHTY MPEICTOUT ellle MHOTOTO JIOCTUYb: BCe 00Jibllle KOMITAHUN XOTST TePeCcTPOUTh
CBOIO paboTy C KAMeHTaMu W MOCTaBIMKaMu. [loMoub UM liesib OOHOB/IEHUS U Tiepeu3/laHusl TOU
KHUTU.

Korza HaMm mpejjioKuav BbITYCTUTh HOBOe W3JjaHue, Mbl BHYTPpEeHHe 3aCTOHa/M, I0AyMaB, uTo
Hallla KHUra CTaHeT aKTyaJbHOM [/I1 HOBOI'O TOKOJIEHUS JedTesied PeMH)XUHHPHHIA TOJIBKO MOCIIe
TIO/THOM ee mepefenku. Ho MOTOM MbI C yIuWB/IeHUEM U PaJloCThIO TMOHSUIA, YTO HalMCaHHOe HaMU B
1992 romy OTHOCUTCS U K HOBOMY ThICsiuesieTUr0. OCHOBHbIE MOTHMBALIUKA PEUH)XXUHUPUHTA KJIUEHTHI,
KOHKYDEHI[USI U U3MEHEHWUs, O KOTOPbIX MbI MHUIIEM B T€PBOM [JIaBe, MO-TIPEKHEMY aKTYyasbHBbL
[ToHsTHE MpoLiecca Tak >ke TPUMeHUMO BO (pOHT-0dHCe U B Pa3HBbIX KOMIIaHUSX, KakK U B 63K-oduce.
MeTo/bl pa3pabOTKU TIPOLIECCOB U POJIM BJIaJiesiblia, JiM/iepa U KOMaH bl pa3pabOTUMKOB Tipoliecca o
cux nop 3¢ heKTUBHBL B 11e/10M HaM MPUIIVIOCH C/ieaTh Uil HeOo/IbIe pe/laKIIMOHHbIe U3MeHeHus],
YTOOBI IOOUTHCSA aKTYaTbHOCTH KHUTH.

OpHako f/ii HOBOTO M3/]JaHUSI Mbl TIOATOTOBW/IM COBEPIIIEHHO HOBbI Habop TpuMepoB (I/aBbl
1012). B mepBoHauanbHOM BepCUUM KHUTH MbI THCaad 00 OIMbITe TEPBOIPOXO/I[€B PeMH)XUHUPHHTA.
CerozHs1 BO MHOTUX C/Iy4asix UX IMPeB3OLWIN T10C/Ie0Baresd. B HOBOM M3j@aHUU Mbl COCPeJOTOYU/IUCH
Ha mpuMepax Tpex U3BecTHbIX KoMmaHuui: Duke Power, IBM u Deere. B 3HauuTe/bHOM CTereHU UX
MUAUPYOIMe To3UlMK Ha KoHel| 1990-X 0ObACHSIOTCS yCIIeXoM MPOrpaMM PeMH>XUHUPUHTA.

Me1 GyzieM pafibl BUJETh CPei UhTaTeieli HOBOTO U3/JaHUs M CTapbIX Apy3el, 1 HOBBIX 3HAKOMBIX.
Te, KTO y>Ke IproOpes1 3HaHUSI O peMHKUHUPUHTe, MHOTOMY HaydaTCsl U3 HOBBIX TIPUMEPOB. A BIlepBbIe
OTKpbIBalOIIMe fisi cebs 3Ty TeMy CMOTYT HayaTh C OCHOB U TI0 Mepe UTeHHs O03HAaKOMUTBHCS C
HOBEHIIIMMU MHEHUSIMU B IaHHOU 00/1aCTH.

MBb1 HajJleeMCs1, UTO Hallla paboTa MPUHECeT TaKYH Ke T10/1b3y BTOPOI BOJHEe PeMH)KUHUPWHTA, KakK
Y 1epBOoU. PerMH)XMHUDUHT 5TO BCepbe3 W HAaJO/r0: MOKa B MHUDE He TpPeKparaTcsi W3MeHeHWUs, OH
OCTaHeTCsl CYIIeCTBEHHbIM WHCTPYMEHTOM Ou3Heca. Mbl yBepeHbI, UTO 3Ta KHUra TMPOXXUBET MOUTU
CTOJIBKO K€, CKOJIBKO U ee Tema.



I'naBsa 1
Kpu3uc, C KOTOPbIM TPYAHO CIIPABUTHCA

[TpakTUueCcKu BCe PYKOBOAUTENMM MYyOIMUHO 3asB/SIFOT, UTO WX KOMIIAHUS JI0/DKHA OBbITh OYeHb
rubkoii, uToObl OLICTPO pearupoBaTh Ha W3MeHEeHUsl pPbIHKA, PallMOHATbHO MCIOJb30BaTh pPeCypChl,
CO3/jaBaTb HOBble MPOAYKTHI M YCAYTM B COOTBETCTBUM. C TeXHMUYECKMM IPOrpeccoM, MpejJararb
Ccamyr KOHKYPEeHTOCTIOCOOHYIO 11eHY U MpeJI0CTaB/sITh BbICOUaiiiliee KaueCTBO U JIYUIIM CepPBUC.

[Touemy >ke MHOTMM (pUpMaM TakK W He ylaeTcsl JOCTUYb 3TUX Lenei? [IpyurHa B TOM, Kak OHU
paboTalT U MoueMy UMeHHO TakuM o00Opa3om. [Ipumepsbl U3 MPaKTUKU TTOKAa3bIBAlOT, UTO Pe3y/IbTaThl
KOMITaHUM 4aCTO KapAVHA/IbHO OT/IMYAOTCS OT OKH/laeMbIX.

Mol 6bUTM 'y TIPOM3BOAWTENS, KOTOPhIA Oe3ycrelmHo cTapascsi ObICTPO BBITOMHSATH 3aKasbl
K/MeHTOB. Kak OOJIBIIIMHCTBO KOMITAHWM B J@HHOW OTpAC/d, OH MCIO0JIb3yeT MHOTOCTYIIeHUaTyo
cuctemy AucTpubyiuu: ¢habprKu OTChIIAIOT TOTOBbIe TOBAphl B TOJIOBHOM LIEHTP AWCTPUOYI[MH, a TOT
HaripaB/isieT UX B pervoHajbHble LeHTphl gucTpubyumu (PLIJ]) ckiajbl MeHblllero pa3mepa, KOTOpbIe
MOIy4arOT U BBINOJIHAKOT 3aKa3bl KAWMeHTOB. OpuH u3 PLI/I OTHOCMTCS K peruoHy, B KOTOPOM
pacro/ioXKeH TOJIOBHOM LIEHTP; OHM Ja)Ke HaXoAsTcs B ofHOM 3aaHuu. Yacto (U HeuszbexHo) y
pervoHa/IbHBIX LIEeHTPOB He OKa3bIBaeTCsl TOBAPOB /I/Isl BbITIO/IHEHHUs 3aKa3a. Ka3anochk Obl, UMEHHO 3TOT
PLIJ] nomkeH OBICTPO MOJy4aTh HeJOCTAOIIYH0 MPOAYKLIUIO U3 TOJIOBHOTO I[€HTpa, [BEPb KOTOPOTO
HaxXoAUTCAd HarnpoTuB. Ho 3TOro He mpoucxomut, BeAb [ake MPU CPOYHOM 3aKas3e 3TOT IPOLecC
3aHumMaeT 11 Oxeli: 1 pensb PLIJ] u3BelljaeT ro/IOBHOM I[€HTP O HEOOXOAMMOCTH 3amyacTel; 5 gHei
TOJIOBHOM LIeHTP TIPOBepsieT, BEIOMPAaeT 1 OTMpaB/sieT 3aKas; eitje 5 gHelt PLI/] oduiransHO romydaeT u
C/laeT TOBapbl Ha CK/ajl, a 3areM BblOMpaeT W TMakyeT 3aka3 KjaueHTa. OfHa W3 MPUUYMH TaKOU
MeJJIUTeJTbHOCTU B TOM, UTO pervuoHajbHble I[€HTPbl AUCTPUOYI[MU OI|eHUBAIOTCS IO CPOKY HX
peaki[iy Ha 3aKa3bl KJIMEeHTOB, a TOJIOBHOW IIeHTP IO 3aTpaTaM Ha XpaHeHWe U pabouyro Cuiy U 1o
o0opoTy 3aracoB, TakK 4YTO CrelllKa TMpY BbITOJHEHUA CPOYHOTO 3aKa3a TIOBPeAUT OljeHKe
3¢ (eKTUBHOCTU TOMOBHOrO ILeHTpa. CrepoBarensHo, PLIJI fgake He MbITaeTcsl MOMYUYMTb CPOYHO
HeoOXoZiiMble TOBaphl OT Ileha Ha ApPYrod CTOPOHE KOPUOpA, a 3akKa3biBaeT WX [IOCTaBKy Ha
cnepyrolee yrpo camosietoM u3 gapyroro PIIJI. Kakosbl ke 3arparbl? OfHa TOJIBKO aBUarnepeBO3Ka
00X0UTCS B MUJUTMOHBI /I0/IJIaPOB KaXK/bld rof; B KaxaoMm PILI/I ecTh creruanbHOe TofpaszesieHue
JJIs TIOMCKa TOBApOB B JIPYTUX PervOHa/bHbIX 1[eHTPaX; a CaMy TOBaphl MepeBo3siT U 0OpabarbiBaloT
OoJibliie, ueM HYXKHO. Bce BBITIO/IHSAIOT CBOIO paboTy, HO cCUCTeMa B 1je/ioM He3(pdeKTHBHa.

YacTo oT/ie/ibHbIe 3BeHbsl KOMIIaHUM PaboTar0T XOpoIlo, HO B yilepb ee oOieit 3 pekTUBHOCTH.
OpHaxapl camosieT KpynmHou aBuakommnanuu CIIA ocrancs B asponopty A [/l peMOHTa, HO
OmDKaUIIMM TTOAXOASIMM MexaHUK paboTtan B aspornopTy b. MeHemxep u3 asponopta b oTkasasncs
MOChUIaTh MeXaHWKa B a3pOMOpPT A B TOT Ke [leHb, TIOTOMY UTO MOC/e PeMOHTa TOMY TIPUIIVIOCH ObI
TepeHoueBaTh B TOCTHHHULIE 3a cueT Or/pKeTa rojpaszeneHusi b. BmecTo 3Toro MmexaHuka OTIpaBUIv B
a’pomnopT A Ha cjiefyrolee yTpo, YToObl OH MPOW3Be/ PEMOHT U BEPHY/ICS B TOT ke JieHb. CamosieT
CTOMMOCTBIO BO MHOT'O MUJ/UIMOHOB /10J/IJITaPOB NPOCTanBas, aBUAKOMITaHUS MOTepPsila COTHU ThICSY, HO
bromket rogpasaenenus b He morepsit $100 Ha oruiaTy TOCTUHUITBL. DTOTO MeHepKepa HeJlb3si Ha3BaTh
IVIYIIbIM WJIM JIETKOMBIC/IEHHBIM: OH CJiejlaJl UMEeHHO TO, YTO eMy I10/1arajioCh NMPOKOHTPOJIMPOBAI U
MHWHMMM3UPOBAJI 3aTPaThl HA CBOEM yJacTKe.

WcTouHUKOM mpo6sieM 4YacTO CTAaHOBUTCS HEOOXOAMMOCTb COTPYJHUYECTBA U KOOPAWHALIUU
JleAITeJIbHOCTU  HeCKOJIbKMX ~ OTZe/0B KOMMOaHuW. Hampumep, Mbl 3HaeM [POW3BOJUTEISA
NoTpeOUTeIbCKUX TOBApOB, 13 0T/Ie/I0B KOTOPOTO YYacTBYIOT B MPOL[eCcce BO3BpAIlleHUs U3 PO3HUUHOM
TOPIrOB/IM HEMpOJaHHbIX TOBApOB. OT/ie/1 MPUEMKU TIPUHKMMAaeT TOBAaphbl, CK/aJ 3aHOBO 0GOpMIIseT UX



KaK 3arachl, cay)k0a ympapieHUsi 3ariacaMu (UKCHpyeT WX BO3BpallleHUe, OT/iesl yyeTa peanu3aliuu
KOPPEeKTHUPYeT KOMHUCCHU, OT/ien 001ijero Oyxyueta oOHOB/IsieT (pMHAHCOBbBIE 3amucy U T.[. Ho HeT HU
OIHOTO OT/esla WU COTPYAHMKA, 00si3aHHOrO0 paboTaTh C BO3BpAllleHHBIMU TOBapaMu B LiejioM. [lis
Ka)KJJOTO M3 y4YaCTBYIOIMX OT[IeJIOB 3TU TOBaphbl HEMIPUOPUTETHasi U OTB/eKaroljas pabora. U, uto
HeyIUBUTebHO, YaCTO C/Iy4atoTCsl oumMOKU. Bo3BpallleHHbIE TOBaphl TEPSIOTCS Ha CKiaje. Kommnanus
TIJIaTUT KOMUCCUOHHBIE C TPOJa’Kh HenpoOdHHbIX TOBApOB. U, UTo ellje Xy)kKe, pO3HUYHbIE OTepaTophl,
He TIO/yYMBIIME OXKUJAeMOTro KpeauTa, CEepAsTCS a 3TO 3HAuWT, UTO CBeJleHbl Ha HEeT BCe YCUJIHUS
OT/IeJIOB TIPOZIA’K U MapKeTUHra. HeZloBO/IbHbIE PO3HUUHBIE OMepaTopbl MOTYT OTKAa3aThCsl TIPOJIBUTATh
HOBYIO MPOAYKIMIO 3TOr0 npousBoauTesis. Kpome Toro, OHM OTK/IaABIBAIOT OMJIATY 0 CUeTaM U YacTo
TIJIAaTSAT TOMBKO TO, UTO CUMTAIOT CBOEW 3a/]0/DKEHHOCTBIO TOC/e BblUeTa CTOMMOCTH BO3BpallleHHbBIX
TOBApOB. DTO BbI3bIBaeT Hepa3bepuxy B OTZesie yueTa /eOMTOPCKON 3a/I0/KeHHOCTH TIPOW3BOAUTEIS,
TaK Kak T/IaTe)X KJMeHTa He COBIa/JlaeT CO CYeTOM TTPOM3BOAMTesl. B KOHeUHOM MUTOTre TIPOU3BOAUTENTh
OCTaB/IsieT BCe TIOTBITKKA Pa300paThCs, UTO >Ke TpoucxoauT. [1o ero co6CTBeHHOM OljeHKe, eXXeTroJHbie
MoTepyd OT BO3Bpara TOBAPOB U COOTBETCTBYIOIIMX TP00J/ieM BBIPAXKAKOTCSI COTHSMU MUJITMOHOB
nosiapoB. MHorza pYKOBOJCTBO TMBITAeTCSl yCOBEPIIIEHCTBOBAaTh HEKOOPAWHUPOBAHHBIN Tpoliecc
BO3BpaTa TOBapOB, HO, KaK TOJIbKO yfaeTcsi JOOUThCs Xopollied paboThl B OAHUX OTAesaX, B JAPYTUX
BO3HUKAIOT HOBbIE MPOO/IEMBIL.

KoMmriaHuM 4acTO He Ha3HaualT OTBETCTBEHHBIX /laXke 3a Te y4yaCTKU paboThi, KOTOpPbIe MOTYT
3HAUUTE/IbHO TIOB/IMATh Ha (DMHAHCOBBIe pe3ynbTarThl. Hampumep, A odulManbHOTO 0f00peHus
HOBOTO Ba)KHOTO JieKapCTBa (papMalleBTUUeCKOW KOMIIaHWW TIOHA/[00UINCh pe3y/ibTaThl T0JIeBOr0
uccnenoBanusi 30 MalMeHTOB, KOTOpble B TeueHWe He/leu TPUHUMAaMM Obl 3TO jekapcTBo. [lnis
TIO/TyUeHUs] 3TOM HH(pOpMAaliMK KOMITAaHWW TOHAA00M/I0Ch 0éa 200d. UeThlpe Mecsilja Y4eHbId U3
KOMIMaHUM pa3pabarbiBajl CTpaTerui0 MCCAeJOBaHUSI U OMpeJesisii, JaHHble KaKUX TUIOB HYXXHO
cobpare. Ha camo mnyaHuWpoBaHWe MCC/Ie[JOBaHUS VIIVIO TOJBKO JBe HeZe/ld, HO APYTMM YUeHbIM
TOHa/I00U/IOCh UeThIDHA/LIATh He/le/lb Ha €ro TMpOBepKY. 3aTeM B TeueHUe [ByX Mecsi|eB Bpay
TIJITAHUPOBAJT U TIPOBO/IW/I MHTEPBbIO /11 HaliMa /IPYTHX Bpaue, KOTOpble Orpe/ie/Tuin Obl MOIX0JSIIMX
Tal[MeHTOB U Jla/id UM UCIIbITbIBaeMoe jieKapcTBo. Ha mosiyueHure paspellieHW OT BCeX y4aCTBYIOLAX
O0JIbHULL TIOHAZIOOW/ICSA Mecsil], MpUYeM OCHOBHasi UyaCThb BpeMeHM Oblla TMOTpayeHa Ha OXKUjjaHue
0TBeTOB. Bpauam, KOTOpbIe [0/DKHBI ObLTH JIaTh MalleHTaM JIeKapCTBO, 3arjlaTUiv 3apaHee, Tak UTo y
HUX He ObLJI0 CTUMY/a YCKOPUThL paboTy. COop 3amo/iHeHHbIX MU 0JIaHKOB 3aHsUT [iBa Mecsija. 3aTeM
a/IMUHUCTPATOP UCCJ/Ie[IOBaHUs BbIC/aa O1aHKU B OT/ie/1 BBOJA JIaHHBIX, e rnpubsm3uTensHo B 90% ux
Obutn HalifeHbl olMOKW. bBaHKW BepHYIM pa3pabOTuMKy MPOTOKOJA, KOTOPBIM OTIPaBUI HUX
a/IMUHUCTPATOPY UCC/Ie[IOBaHMs, TOT BpauaM, a OHU TOIMBITaJUCh UCTIPaBUThL OMOKU. B pe3ynbrare
TIpoBe/ieHUs COOCTBEHHOTO TMOJIEBOr0 MCC/ie/joBaHUs (a He oduIManbHOrO mpolecca o100peHwUst)
KOMIIaHUs 3a /iBa To/ja MoTepsiia MAJUTUOHBI ZI0//IapoB TIPUOLUTH Ha 3TOM JieKapCTBe, KaK /10 TOTO Ha
MHOTUX Apyrux. Ho Bce paBHO HMKTO B Hell /10 CUX MOp He HeceT 0O0illeii OTBETCTBEHHOCTU 3a
TIpOBe/ieHNe MOJIeBbIX UCC/Ie[IOBAaHUMN B 1[€7I0M.

OTHW mTpUMepbl BbIOpAaHBl W3 HaAIlEr0 OIbITa IPAaKTHUYeCKW Hayraj. Takue KOMIIaHUU He
WCKJ/IFOUeHUe, a TipaBuiio. Ml oHu paboTaroT Tak BOTIPEKH KeJTaHWI0 CBOUX PYKOBoAuTesnel. B uem ke
TpUYrHa?

HecMOTpst Ha yTBep)KZeHUSI HEKOTOPBIX KPUTHKOB, KOMIAaHUNU Mano3(GdeKTUBHBI He W3-3a JIEHH
COTPYJHUKOB WM  HEpaguBOCTA  DPYKOBOACTBA 3TO yOeAUTE/NIbHO OIPOBEpraeTcsi HallMMU
JNOCTVKEHUSMU B TPOMBIIVIEHHOCTH W TeXHOJIOTUU 3a TocjefHue cTo jeT. [1o upoHuu cyanOwl,
cerofiHsl HU3Kast 3(pGeKTUBHOCTh KOMITaHUH 0OBSCHSIETCS TEM Ke, UeM HX ITPOIIUTbIe YCITeXH.

Ha mporsbkeHun XX BeKa aMepHUKAHCKHME OpraHu3al[dy 3a/laBajid TeMITbl COBEpIIIeHCTBOBAHUS
MPOAYKLIUM, TIPOM3BOACTBA W AUCTpUOyIMU. HeymuBuTenbHO, UYTO 3TH KOMIIAHUM CTa/ld
OpraHW3allMOHHBIMU MOJIe/IIMU /ISl BCero Myupa. AMepuKaHCKWe KOpITopaljiy BbITycKanu (habpuuHbie



TOBaphl 10 [OCTYITHBIM IIeHaM, CTPOW/IM W SKCIUTyaTHPOBalM >Kejie3Hble OPOTH, IepeceKarolpe
KOHTHHEHT, [e/lald TeXHOJOTUUecKrue u300peTeHusi, W3MEHWBIIME Hallly »XWU3Hb, U CO3Ja/u
HAWBBICIIMYA YPOBEHb >KU3HU B MHpE 3a BCIO €ro MCTOphi0. D(M(EKTUBHOCTh 3TUX KOMIAHWM W UX
TIPEEMHUKOB yTla/ia He M3-3a KaKOro-TO BHYTPeHHero feeKTa, a [IOTOMY, UTO OHU He CMOI/IN 00JibIlie
TIPUCITOCAOIMBATECSI K CTPEMUTETBHO MEHSIOIEMYCSI MUDY M Pa3BUBaThCs. JleXXallie B OCHOBE UX
OpraHu3al[iy TIPUHILIUIILI TTOIX0IU/IU K YCIIOBUSIM O0Jlee paHHEH 3110XH, a He HbIHelHeH.

[TpoiBUHYThIE TEXHOJIOTHH, WCUe3HOBEHHE TPAHUL] MEXIy HAllMOHA/JbHBIMUA PHIHKAMH U HOBBIE
OKU/IaHUSI KJIMEHTOB B CBA3W C pacCIMpeHHeM BbIOOpA MPUUWHBLI YCTApEBaHUS Ileieid, METONOB U
OCHOBHBIX TPUHIUIIOB OpPraHMW3alliM K/aCCUUeCKoW Koprioparuu. UToObl BO3POAUTH CHOCOOHOCTD
KOMITaHUW K KOHKYDEHI[UH, HY’)KHO He 3aCTaB/IATh UX COTPYJHHWKOB 0OJbIille paboTarh, a HayuUUTh WX
paborarb To-Apyromy. A i 3TOr0 U KOMITAHUU, W COTPYJHUKU JOJDKHBI OTYYUTHCS OT MHOTUX
TIPUHIIATIOB U TIPEMOB, KOTOPBIE TaK JI0JIT0 TIPUHOCH/TH YCIIeX.

BHe 3aBUCHMOCTH OT MeCTOPACITOIOKEeHUs, OTPAC/Iv, TeXHOJOTHUECKOW C/I0XKHOCTH MPOAYKTOB U
yoIyr 1yisi OOJIBIIMHCTBA CETOAHSIIHUX KOMITAHWUW TIPOTOTHIIOM TMOC/AyXwia OyrnaBouHast (abpuka,
onvcaHHasi B pabore Ajgama Cmwuta VcciemoBaHue O TIpUPOJe W MPUYMHAX OOraTcTBa HAapoOJOB,
onyosimkoBaHHOM B 1776 tomy. ®wiocod u skoHOMHUCT CMUT TIpU3HA/N, UTO TEXHOJIOTHS
TIPOMBIIVIEHHOW PEBOJIIOI[MN Ziajla TIPOM3BOAUTENSIM Oecripelie/leHTHble BO3MOXXHOCTH YBeJIMUEHUSI
TIPOM3BOJIUTETFHOCTH TPYZa YW, KaK C/Ie[ICTBUE, CHWD)KEHHsS CTOMMOCTH TOBAapOB He Ha HECKOJBKO
TIPOIIEHTOB (Uero MOXKHO /I00UThCS, ecnu yOequTh pemMec/ieHHHWKa paborarb ObicTpee), a B pa3bl. B
CBOel paboTe OH 0OBSICHUII TO, UTO Ha3Ba/l IIPUHIUTIOM pa3Zie/ieHus Tpy/a.

B npuniunie CmuTa OBUTM BOIUIOIIEHBI €ro HAOMIOfEHWUS O TOM, UYTO HEKOTOpOe UHCIIO
CTelMa/TM3UPOBAaHHBIX paO0OUMX, BBITOTHSIOIMX M0 OJHOMY 3Tally B MPOW3BOJCTBe Oy/laBKH, MOXKET
W3rOTOBUTHL B JIeHb ropasZio Oosbllie OylaBOK, UeM TakKoe yKe UYhCa0 pabounx oOIrero mpodwuiis,
Zieslaropx Oy/laBKU KaXKAbIA OT Hauaia U 0 KoHija. CMuT mumet: OfUH TSHET TIPOBOJIOKY, JPYroi
BBINIPSIMJISIET €e, TPETUH 00pe3aeT, ueTBepPThIN 3a0CTPsieT KOHell, TISAThI 00TauMBaeT OfWH KOHeI] s
HaCa)KWBaHUsI TOJIOBKW; M3TOTOBJIEHWE CaMOW TOJIOBKM TpelOyeT [ByX WM TPeX CaMOCTOSITEIbHBIX
orepaljuii; Hacajika ee COCTaB/sieT 0CoOyr Oreparjuto, oJUPOBKa OylaBKU [IPYTYI0; CAMOCTOSITEe/TbHOM
orepaniell SIBJISETCS Jja’Ke 3aBepThIBaHHE T'OTOBLIX Oy/IaBOK B MakeTWKW. CMUT omuvcan HeOOoJIBINyo
¢babpuKky, e paboTano BCero /IeCsiTh Ye0BeK, HO KaXK/blii M3 HUX BBIMOHSI UL OfHY-ABe U3 18
CTelMa/TM3UPOBAaHHBIX 3aJjay B MPOW3BOJCTBe OylaBKU. JTH JI€CATh YeIOBeK BbIpabaThiBajM CBBIIIe
48thIc. OynaBoOK B ZieHb. Ho eciii ObI Bce OHM paboTaiv B OJMHOUKY, He3aBUCUMO JIPYT OT /Ipyra, U He
OBLIM TTPUYYEHBI K 3TOU CTeI[iabHOM paboTe, TO, HECOMHEHHO, HU OJIMH U3 HUX He CMOT Obl C/le/1aTh U
ZIBaJIIIaTH, a MOKET ObITh, Ja’ke ¥ OZIHOM Oy/aBKY B JIeHb.

Takoe pa3zeneHrie Tpyla YBeJMUK/IO POU3BOAUTEbHOCTh U3TOTOBUTE e Oy/laBOK B COTHM pa3.
OTO TpeuMyIrecTBo, 1Mo cjoBaM CMHTa, 3aBUCHT OT TPeX Pa3/IMUHBIX YCJIOBUMW: BO-TIEPBBIX, OT
yBeJINUEeHUsI JIOBKOCTH KaXKJOTO OT/Ie/TbHOTO paboyuero; BO-BTOPBIX, OT COepe)KeHHUsT BpeMeHH, KOTOpOoe
OOBIKHOBEHHO TEepSIeTCSI Ha Tepexofi OT OFHOTO BH/Aa TPYAA K APYromy; W HakKOHel], OT u300peTeHus
OOJIBIIOTO KOJIMYECTBAa MaIlMH, O0O0/Iervaroix ¥ COKpAIAIOUMX TPYH, W TT03BOJISIOIMX OFHOMY
Ye/I0BEKY BBITOJTHATE pab0OTY HeCKOTBKUX.

CoBpeMeHHbIe aBUAKOMIIAaHHUH, CTajle/TUTeNHbIe 3aBO/IbI, ayTUTOPCKHEe (DUPMbI M TIPOU3BOAUTEN
KOMITbIOTEPHBIX UWIIOB TIOCTPOEHBI Ha I[eHTpajibHOU ujee CMHTa pa3fie/leHUd WM Crielraau3aliun
Tpyla C COOTBETCTBYIOIEM ¢parMeHTaieli paboTel. Yem KpylHee oOpraHu3aliys, TeM YyiKe
crieniaiu3aiys paboTHHKA W TeM OoJbllle OT/Ie/IbHBIX IIAr0oB, Ha KOTOpbIe pa3jeneHa pabora. 3To
TIPAaBU/I0 OTHOCHUTCSI He TOJIbKO K TIPOM3BOZCTBY. Harpumep, cTpaxoBbie KOMITaHUW 00BIYHO Ha3HAYAIOT
Pa3HbIX COTPYAHUKOB Jjist 00pab0TKH KaXkok rpadbl cTaHZApTU30BaHHOTO O/1aHKa.

Co BpeMeHeM aMepUKAaHCKUM KOMIIAaHHSIM JIydille BCEX B MUpE CTaji0 YJABaThCs BOTIOIIEHME
npuHIUIoB CMuTta B paboTe KOMMepUeCKUX OpraHU3alliid, XOTs Ha MOMEHT TIePBOU MyO/IMKALIMK €T0



uccnenoBanusi B 1776 rooy BHYTPEHHUM PBIHOK aMepUKaHCKUX TOBapoB ObUl BeCbMa HeBeJUK.
AMepUKaHIIeB HAaCUMTHIBAIOCh Bcero 3,9M/H.; y HUX ObLTM TIJIOXHMe JOPOTM M CpeJiCTBA CBSI3U.
KpynHetiimmM ropozioM sieiisiiack @unagenbus ¢ HaceseHuem 45 000 uesioBexk.

Ho 3a cnegyrompe 50 jieT UMC/IeHHOCTb Hace/IeHUs1 pe3KO BbIPOC/IA, YTO TIPUBEJIO K PaCIIMPEHUI0
BHYTpeHHero pbiHKa. Hampumep, koinuecTBO >xutener ®duajenb(uy BbIPOC/IO B UeThIpe pasa, a
KpynHelinmm ropogom cran Heto-Hopk (313 000uen.). ITo Bceil cTpaHe cTaau MOSBAATHCS
TIPOU3BO/ICTBEHHbIE MPeAPUATHS.

YacTUUHO 3TOT POCT 0OBSICHSIETCSI HOBAaTOPCKUMU M3MEeHEeHUsIMU B MeTO/lax /JOCTaBKU TOBapoB. B
1820-e rompl amMepUKaHLbl CTaJi CTPOMTBH >Keje3Hble JOPOTd, KOTOpPble He TOJIbKO MPOAO/DKAIU U
YCKOPSZTU 9KOHOMHYeCKOoe pa3BUTHEe, HO U CIOCOOCTBOBAIM JajbHEHIleMy pa3BUTHIO TeXHOJIOTUU
yripaByieHus 6u3Hecom. VIMeHHO yKeie3HOAOPOXKHbIe KOMIIaHUU M300penu 610poKpPaTUUYecKyr CUCTEMY
coBpeMeHHOro Ou3Heca, uTo OBLIO 3HAUWTeTHLHBIM HOBOBBEJIEHUEM [Ijisi TOTO BPeMEeHU U HMeJio
OOJIBIIYI0 BaXKHOCTD [Ijisi CUTYal[id, B KOTOPOU yrpap/jieHue MPOMBIIIeHHbIMUA KOMIIaHUSMU T10 Mepe
WX POCTa /I0/DKHO OBLIO BBIMTH 3@ paMKU BO3MOXKHOCTeM 1epCOHaIbHOTO KOHTPOJIS.

Yrobbl u30exaTb CTONKHOBEHWM Ha OJHOKOJEeMHBIX Joporax C [BWKeHHeM B 000ux
HaTIpaB/IeHUsIX, KeJle3HOAOPOXKHbIe KOMIaHUU K300penu ¢hopMaaru30BaHHbIe TIPOLIeIyPhl YIIpaBaeHuUs
U HeoOXoquMble [/1s1 UX BBINOJHEHUs] OPraHU3al[MOHHYI CTPYKTYPy U MeXaHU3Mbl. PYKOBOJCTBO
C03/1a/10 TIpaBUJia Ha BCe MbICJIMMbIe Cydau, MpeJiesibHO ICHO 0003Haun/10 06/1aCTU OTBETCTBEHHOCTU
M OTUETHOCTM U TMPOAYyMaso TMpPOrpaMMbl [JeUCTBUU COTPYZHUKOB B UETKOM COOTBETCTBUU C
TIpaBUJIaMU: TOJILKO TaK MOXKHO ObUIO cZiesiaTh pabOTy OfIHOKOJIEMKU TIpe/icKa3yeMoi, becriepeboiiHOM
u Oe3omacHoi. [IporpaMmupoBaHue Jitofieid /i/isi BBIMOHEHUs] YCTaHOB/IEHHBIX TIPOLeAYP /10 CUX TOp
OCTaeTCs CyTbIO OFHOPOKpaThuecko cucTembl. [lelCTByrOlMe cerofHsi B OOJIBIIMHCTBE KOMIaHUMN
CUCTeMbl OIepaTUBHOIO YIIpaB/IeHUsI U KOHTPOJIA BOILIOLIAIOT TMPUHLWIIbI, BBeJE€HHbIE Ha JKele3HbIX
noporax 150 sieT Ha3af.

Crepmytolie BaXkKHbIe I1aT¥ K COBPEMEHHOM opraHu3aiiuu OusHeca cziesianu B Hadame XX Beka /iBa
TIepBOMPOX0/iiia aBToMOOuIbHOU uHAycTpun: I'eapu ®opa u Ansbpen CrioyH.

@ops  ycoBepllleHCTBOBa/ KoHIerniuio CmuTa o0 pasjieieHUd paboTbl Ha Hebosblime
TIOBTOPSIFOIIMeECsT 3a/jaud. BmecTo ToOro uToObl HaHWMarThb KBaMMGUIMPOBAHHBIX COOPILMKOB ISl
CO3/laHus 11eJ10M MalmHbl, Pop/; OrpaHAUMI 3a/laHue KaXKJoro pabouero yCTaHOBKOW OJJHOU ee YacCTH.
CHauana pabourie camMu Mepexofuav OT OAHOrO COOPOYHOrO CTeHJa K JPYroMy; 3aTeM JABVDKYIIASICS
cbopouHasi TMHUS TJlaBHOe HOBOBBe/leHHe dop/ia cTaja MPUHOCUTHL paboTy K X MeCTaM.

Pa3nenvB cOOpKYy aBTOMOOW/IEl Ha CepUI0 HEeC/IOKHBIX 3a/laHuii, Dopa BecbMa 00/1eTUM PYUHOM
TPYA, HO 3HAUUTE/IbHO YC/IOKHU/ KOOPAUHALIUIO YCU/IUM pabOTHUKOB U 00beJuHEeHNe pe3y/ibTaToB UX
paboThI B eJHOE 1]e/I0€.

OTy npobsiemy momor penmth Anbdpes CroyH npeeMHUK ocHoBaressi General Motors Yusbsima
MropanTta. CrioyH co3/ian MPOTOTHUIT CUCTEeMbI yIpaBieHusi, Heobxoaqumon i (habpuuyHOM CUCTEMBI
dopaa c ee MOBbILLIEHHOW 3((eKTUBHOCTHIO.

Ycnexu dopga v [IropaHTa B KOHBeliepHOM MPOM3BO/ICTBE C/ie/ia HeOOXOIUMbIM U BO3MOKHBIM
TOSIB/IeHe OTPOMHBIX pa3BeTB/IEHHBIX OpraHu3aluii, 00beAUHSBILIMX pa3paboTKy, ITPOM3BO/CTBO,
cbopky 1 MapkeTuHr. Ho HU TOT, HU /IDYrOM Tak U He HayYW/IUCh YIPaB/IATb ITUMU OpPraHU3al[UsMHU.
910 ocobeHHO Kacaetcs [JropaHTa: Tak Kak y GM 0bi10 ropa3s/io 6osibliie aBToMoOUIed U Mojiesieid, OH
TIOCTOSIHHO OOHapY)KWBaJs, UYTO KOMIAaHUs MPOU3Be/ia CJIUIIKOM MHOTO MallliH TOW WU UHOW MOJenu
JJ1s1 CYLLIECTBYIOLLMX YCJIOBUM PBbIHKA MJ/IM UTO HY)KHO IIPUOCTAaHOBUTH MPOM3BOACTBO U3-3a HEJ0CTAaTKa
coipbsi. Bo3miaBuB GM, Anbdpesn CrnoyH JoBen 0 COBepIlieHCTBa M300peTeHHYI0 POpAOM CUCTEMY;
VIMEHHO 3Ty CUCTeMY B L|eJIOM CeroJHs Ha3bIBatOT MaCCOBBIM ITPOU3BO/ICTBOM.

CnoyH co3fan JAelieHTpalvM30BaHHblEe OTZeeHUs. MeHe/)Kepbl MOIIM KOHTPOJIMPOBaTb UX U3
He0Oo/bILoN 1ITab-KBapTUPbl KOMITAHUU, OTCJ/IeXKHBasi MOKa3aTe/d MPOM3BOACTBA U (pUHAHCOB. bbLTo



oOpa30BaHO 10 OHOMY Mofpa3eeHnto At Kaxaoh mogenu: Chevrolet, Pontiac, Buick, Oldsmobile u
Cadillac, a Takke mnofpa3zeneHus, NPOWU3BOASILME KOMIIOHEHTbI [jisi TIPOW3BOACTBA HalpuMep,
re”Hepartopsl (Delco) u pyneBbie MexaHu3MbI (Saginaw).

Ecm ®opp npuMeHW/T NPUHLUI pa3jie/ieHusl Tpyda K MPou3BOACTBY, TO C/IOyH K YIIpaB/IeHUHO.
CnoyH cuuTan, 4YTO AUPEeKTOpaM KOMIMaHUN He HY)KeH OIbIT paboTbl B MAallMHOCTPOEHUU WU
TIPOU3BOACTBE: 3TO MOTYT KOHTPOJIMPOBATh CIleliMaJucThl. BMecTo 3Toro gupekropa J0/DKHBI UMeThb
ornbIT paboTbl ¢ ¢uHaHcamu. [locMoTpeB Ha LMGPHI MOKa3aTeau Tpojax, MpuObUield U yOBITKOB,
YPOBHEM 3amacoB, [0/ PblHKa U T.A., OHU JOJ/DKHBI omnpefenuTb 3(G(eKTUBHOCTb MOoJpa3jeieHui
KOMITaHUU U TIPU He0OXOITUMOCTH MPUHSTH COOTBETCTBYIOIIE MephL.

HoBoBBesienust CrioyHa B MeHe/l)KMeHTe He TOJbKO criaciu General Motors oT paHHero 3a0BeHus,
HO M pa3pelmiv npobsemMbl, MelllaBiie paclMpsATbCS IPYruM KoMriaHusiM. B cucteme CrioyHa Kpome
CrelMaIucToB B 00/1aCTU MallIMHOCTPOEHUSI MOSIBUUCH CTIeI[UauCThl 0 MapKeTUHTY U ((MHAaHCOBOMY
MeHe/PKMeHTY. Bces 3a pa3zenieHneM pydyHOro TPyZa B 1iexax rmaBa GM gobuscs paszeneHus Tpyaa
npodecCcOHaOB.

[TocnenHuii AT K CO3/laHMI0 KOPIOpAluii B UX COBpeMeHHOM Bujie Obul cziesiad B CIIA mexay
OKOHuaHueM Bropoit MupoBol BoiHbI U 1960-Mu rogamu, B epuoj, KOJ0CCaabHOTO 3KOHOMUYECKOT O
pacimpeHusi. MeHe/P)KMEHT TOW 3pbl BOILIOIIAIM peXXuMbl Pobepra MakHamapsl B komrnaHuu Ford,
l'aponbaa [xenuHa B ITT u Pemxunanbga [IxoHca B General Electric. Ilyrem TijaTenibHOTO
TIJITAHUPOBaHUSI CTapliMe MeHe/Kephbl Orpe/iesisivi, B KaKUX HaripaB/ieHUsx busHeca OyayT paborars,
KaK pacrpeje/iTh KalmuTal U KaKyr JO0XOAHOCTh JOJ/DKHBI 00ecreunTb MeHe[kKepbl HarpaBieHUi.
3HauMTebHBIN IITaT KOHTPOJIEPOB, TJIAHUPOBIIMKOB U ayJJMTOPOB KOMITAHUU OBbUT I/1a3aMu U yIllaMu
IUPEeKTOpOB, cobupasi [JaHHble 00 3¢GdeKTUBHOCTU TofApas/ie/ieHUd U KOPPEeKTUPYSl TIaHbl
MeHe/PKepOB HarpaB/IeHUN.

OTa opraHu3alioOHHasi Mogfenb, pa3paboranHas B CIIIA nocne Bropoit MupoBol, ObICTPO
pacrpoctpaHuiack Ha EBpomy, a 3areM u Ha fAnoHuto. OHa ObUla BecbMa YJauHOW [jis mepuoja
WHTEHCHMBHOTO CIPOCa U YCKOPSIOLIEroCs pa3BUTHS U TPeKpacHO TMoAXoAuWIa K o0CTosTenbCTBaM
MOC/IEBOEHHOU 3T0XH.

OKOHOMUUECKHEe YCJIOBHS TeX BpeMeH OIpeJe/si/IMCh MOCTOSTHHBIM BBICOKMM CIIPOCOM Ha TOBaphbl
W YCJIyTM Ha BHYTPeHHeM pbiHKe W 3a TpaHulledi. [loTpeOuTenu, ponroe Bpemsi JUIIEHHbIE
MatepuanbHbIX Osar U3-3a Benmukoii ferpeccuu U BOWHBI, C OTPOMHOM PafloCThIO TIOKYIalu BCe, UTO
UM Tpe/jiarajioch, peJko TpeOys BHICOKOTO KaueCTBa M OT/IMUHOTO cepBuca. JIroboii oM, aBTOMOOUITL
WU XONOAW/IbHUK ObUT 6eCKOHEUHO JTydllie, UeM HUKaKOM.

B 1950-e u 1960-e roabl miaBHOU 3ab0TON AWPEKTOPOB OBbLIM TIPOM3BOACTBEHHbIE MOIIHOCTH
CTIOCOOHOCTDL  YZIOBNIETBOPSITh TMOCTOSIHHO PACTylMid cripoc. Eciu KoMmaHusi TpexJeBpeMeHHO
HapalliBaja ype3MepHble NPOM3BOJCTBEHHbIE MOLHOCTH, Y Hee MOIVIM BOSHUKHYTb OTPOMHbBIE [I0/TH.
HepocrarouHble >Ke WM T03[HO CO3[aHHbIE MOIIHOCTM He TO03BOJIS/IA (UpPMe TPOU3BOAUTD
JIOCTaTOUHO TIPOJAYKLIMM W MOIJIM HaHecTH yiepb ee fone pbiHKa. /Iy pellieHUs: 3TUX mpobsiem
KOMIIaHUU YCJIOXKHSITU CUCTeMbI COCTaBeHus Oro/keTa, TJlaHUPOBaHUs U KOHTPOJISI.

CranziapTHasi TMpaMUJanbHas CTPYKTypa OOMBIIMHCTBA KOMIIAHWM XOPOIIO TMOAXOAuIa K
YC/IOBUSIM aKTUBHOT'O POCTa, TIOTOMY UTO MOXXHO OBIJIO yBe/TMUMBAaTh ee Maciirad, MpocTo Ao0aBiss
Heo0x0/IMMOoe KOTMUeCTBO COTPYJTHUKOB Ha HIXKHUX YPOBHSIX, @ 3aTeM Ha PYKOBO/ISIIIMX YPOBHSIX BHIILE.

Takasi opraHM3alMOHHAas CTPYKTYypa TakxKe KeanbHO MOAX0AW/IA /11 KOHTPOJIS Y MJIaHUPOBAHUS.
Pasniensis paboTy Ha oriepaljud, WHCIEKTOPbI MO 00ecreunTh ee TpaBU/IbHOE BBLIMIOJHEHUE U
TIOCTOSIHHYIO 3arpy3ky paOOTHUMKOB, W 3TOT MPOILECC TIOBTOPSUICS HA BCeX CTYIEHSX HepapXuM.
Bro/pKeThl U Ti/1aHbl ObUIO JIETKO YTBEPXK/IaTh U OTC/IEKUBATH T10 OT/e/IaM.

Bbnarogapsi Takoii gopMe opraHusanuu o0yueHUe TPOXOAWIO OBICTPO, TaK KaK CJIOXKHBIX WM
TPYAHBIX TPOW3BOJCTBEHHBIX 3a/jau ObuI0 Masio. Bormee Toro, c rmosiBieHWeM HOBOM OQUCHOM



TexHonmorud B 1960-e rofpl y KOMITAHWM TIOSBUJICS CTUMY/ ellle Oosibilie ApoOUTH paboTy Oesbix
BODOTHUUKOB Ha HeOOJbIIMe T[OBTOPSIOLMECS 3aj/laHusl, KOTOpble TakkKe MOXXHO ObUIO
aBTOMaTU3UPOBATh.

Ho c poctom KonuuecTBa 3ajjaHuii oOIIMe MpOIecchl TPOM3BOACTBA TIPOAYKTA WU
TIpe/IOCTaB/IeHUsT YCIYTH Hen30e>KHO YC/IOKHSIIOTCS, KaK W yrpaBieHWe UMU. PocT umcna et Ha
CpelHEM YpOBHe KOMIIaHUM (DYHKLIMOHA/IbHBIX MeEHe/PKEpOB, W/IM MeHe/)KepOB CpeJHero 3BeHa
pacrijiaTa 3a IIperumylIlecTBa (pparMeHTal[uu paboThl U HepapXUuecKyrd OpraHu3aluio.

Ellle ogHOM TIOMEXOM CTajo [JUCTaHLMPOBAaHMWE CTaplllero pYKOBOJACTBA OT TOTpebuTesneit
MpOAYKTa WM ycayru. Peakiysi KJIMEHTOB Ha CTPAaTerui0 KOMITAHUM HW3MepsiiaCh UCKJIIOUUTENBHO B
udpax.

TakoBbI KODHU KOPIOpAl[iy B ee CerofiHsIHEeM BU/e, TIPUHIIUIIbI, BO3HUKIIME U3 He0OX0AUMOCTH
U COCTaBJISIOIME OCHOBY CTPYKTYPhI HbIHEIIIHUX KoMMaHuii. CoBpeMeHHbIe (DUpMbI pa3zie/sitoT paboTy
Ha Hebosblle OecCMbIC/TIEHHbIE 3aflaHusl, TIOTOMY 4YTO WMEHHO TakK KOrJa-To obecreurBasiach
3¢ dekTuBHOCTb. OHU pacObUISIOT BAACTb U OTBETCTBEHHOCTh B OTPOMHBIX OHOPOKpAaTHUYeCKUX
OpraHu3alfusix, Tak Kak MpUydeHbl UMEHHO K 3TOMY CIIOCOOy KOHTPOJISI pPa3BeTB/IEHHBIX KOMITAaHUM.
OHM MPOTUBATCS MPeJIOKeHUsIM MeHSITh paboure Tpolie/lypbl, TIOTOMY UTO 3THW OpraHU3allMOHHbIE
TIPUHILIUIIBI U TIOPOXK/IeHHbIe UMW CTPYKTYPhI [eCATUNETUSMU [i0Ka3biBa/ind CBOIO 3((PeKTUBHOCTb.

Ho cnenyeT oco3HaTh, UTO CTapble MeTOAbl BeZleHUs OM3Heca Ha OCHOBe pasfiesieHusi TPYAa,
OepyilMe Hauasio co BpeMeH Ajama Cmuta, yke HedpdekTuBHbL. Mup usmeHwics. CoBpeMeHHbIN
KPHU3UC KOHKYPEeHTOCTIOCOOHOCTH BbI3BaH He BpeMEHHbIM SKOHOMUYECKHM CI1a/[OM U He JOCTY>KeHUeM
HU3ILed TOUKM I[UKJA [IeJIOBOM aKTUBHOCTU. Befb Mbl Oosiblile He MOXKeM paCCUUTHIBATh Jlaxke Ha
NpeCcKa3yeMOCTb 3TOrO 1[MKJ/a: TpoLiBeTaHue, CIajl, 3aTeM CHOBa Mpol[BeTaHWe. B ceropHsIHuX
00CTOSATeTbCTBAX BCE CTA0 HETMOCTOSHHBIM U HerpejcKa3yeMbIM: DPOCT DbIHKA, MOTPeOUTe/bCKUIM
CIIpOC, TeMIbl TEeXHOJOTMYECKUX W3MEHEHWW U XapakTep KOHKypeHLMU. Mup Agama Cmuta u
TUTIMYHbIE /17151 HeTO criocobbl BeZieHUs Ori3Heca BUepallHUui JieHb.

CeropiHsi BMeCTe U IO OT/e/IbHOCTH JeHCTBYIOT TPU CHUJIbI, 3arOHSIOLe KOMIIaHUH BCe Jlasbllie Ha
TEePPUTOPHIO, HEU3BeCTHOCTh KOTOPOHW IiyraeT OOMBIIMHCTBO [JUPEKTOPOB U MeHe/KepoB. Mbl
Ha3bBaeM 5TU cwibl Tpu K (C): kaueHThl (customers), KOHKypeHIus (competition), KOpeHHbIe
u3meHenus (change). HoBbiMU MX He Ha3oBelllb, HO UX XapaKTePUCTUKW TpeTeprev 3HauMTe/bHbIe
V3MEeHEeHUS.

[TocmoTpuM Ha Tpu K ¥ Ha X U3MeHeHUs1, HaurHasi C KJIMeHTOB.

1.Baracmb nepexooum K KaueHmMam

C Havasna 1980-x rogos B CIIIA u Apyrux pa3sBUTHIX CTpaHax IPOM30IUIa IlepecTaHOBKAa CUJI B
OTHOLLIEHUAX TpOJaBlia C IOKylarejeM: Telepb K/IWeHThbl JUKTYIOT [OCTaBIMKaM CBOU JKejlaHWA,
CrocoObl, CPOKM [OCTaBKU. JTa HOBasi CUTyalusi OeCriOKOUT KOMIIaHWW, KOTOPbie TPUBBIKIM K
YCJIOBUSIM MaCCOBOI'O PbIHKA.

Ha camom fiesie MacCOBbIM PBIHOK HHKOI/Ia He CYIeCTBOBaJl, HO OCHOBHYIO 4aCTb XX BeKa ero
udes co3ziaBana Jjisi MPOU3BOAUTENe U TOCTaBIMKOB YC/IYT OT aBTOMOOWIBHOW KoMIlaHuu ['eHpu
dopa 710 KOMIbIOTepHOH KommaHuy Tomaca YorcoHa 2l monesnyto mmmosmio, 6yATO MX K/IHEHTHI
Oosiee-MeHee OWHAKOBbL PYKOBOJCTBYACh STHM, KOMIIAHUM MOIJIM TIpeAriosararb, 4To HUX
CTaHAApPTHBIM TIPOAYKT WM YC/Ayra uepHasi MallliHa WX OO/bILON KOMIIBIOTED Y/OBIETBOPSIT
OOJILIIIMHCTBO KAMEeHTOB. [lake HeJOBOJIbHBIE BCe paBHO KYMUAM Obl mpejjaraemMoe, MOTOMY UTO
BbIOOpa TpAakTHUecKW He ObLIO: y MOCTaBIMKOB MaccoBoro pbiHKa B CIIIA 6biI0 OTHOCHUTETBHO
HEeMHOI'0 KOHKYPEHTOB, IpeJjlaraBliMX B OCHOBHOM OuYeHb I0XOXKHe TMPOAYKTHI U ycayru. Ha camom



Jene y OOJIBIIMHCTBA KJIMEHTOB He ObI/I0 He/IOBOJILCTBA: Be/Ib OHU He 3HA/IM, UTO MOXKHO KYITUTh UTO-TO
Jydlliee Wid TIPOCTO APYTroe.

Ho Tenepb, NMpy Ha/MUWK BbIOOpA, KJIHWEHTHI M TOTPeOUTe/Nd, U KOMIIAHUM y)Ke He BeJyT ceOst
OZIMHAKOBO, a TpeOyloT MPOAYKTOB M yC/IYT, pa3pabOTaHHBIX IO/l UX YHUKa/JIbHBIE TIOTPEOHOCTU. YiKe
HeT TaKOTO TMOHSTHS, KaK K/IMEeHTHI 8 Ye/0M; eCThb TOJIbKO 3Mom KJIWeHT UMEeHHO TOT, C KOTOPBIM
TIpoZiaBer] UMeeT /1eJI0 B JAHHBIM MOMEHT U KOTODPBI MOXKET YIOBIETBOPSITb CBOW JINUHBLIE BKYCHI.
MaccoBbIi pBIHOK pa3zie/iijics Ha YacTH, U HEKOTOPbIe U3 HUX ITPe/ICTaB/IeHbl BCEro OHUM K/IMeHTOM.

OtpenbHble KIWEHTHI (M MoTpeOuTeny, U TPOMbIIIeHHbIe (UpMbI) TpeOylOT WHAWBUAYa/TLHOTO
nogxozga. OHM OXKU/JAIOT TIPOAYKLIMM, MPUCIOCOO/IEHHOM 110/l MX TTOTPeOHOCTH, rpadKOB OCTAaBKH B
COOTBETCTBUM C WX IJIAHAMH TPOM3BO/ACTBA WM pabOUMMH uyacaMM W YAOOHBIX IS HUX YCIOBUM
oruiatel. P ¢akTopoB, AEMCTBYIOIMX U 10 OT/IeJIbHOCTH, M BMECTe, MPUBeJI K TIepexoly BIUSHUS Ha
PBIHKE OT TTPOU3BOAUTES K K/IUEHTY.

Oxupanusi kaveHtoB B CIIIA B3netenu 10 Hebec, KOrZla Ha PbIHOK BOPBaJMCh KOHKYPEHTBI
(MHOTMe U3 SMOHKUM) C TOBapaMU Jydlllero KauecTBa 1o 60siee HU3KOM 1ieHe. 3aTeM SIIOHIIbI BbIBE/IH Ha
PBIHOK HOBBIe MPOJYKTHI, OMepeJuB MHOTHX aMepHUKaHCKHX TPOU3BOJUTe/Iel B UX pa3paboTkKe WU
Jaxxe n3obpereHuu. [Ipy 3TOM U ypoBeHb CepBHCA TPAJUI[MOHHBIX KOMIIAHMM He MOT CPAaBHUTBLCS C
ATTOHCKUM. OTO ObUIO MacCOBOe ITPOM3BOJCTBO CO 3HAKOM N/HOC IUIIOC KauecTBO, BBIOOD, CepBUC M
HU3Kas 1jeHa.

B cekTope 00c/iy)KrBaHHSI TIOTpeOHTe/MM OXHUAAIOT U TpeOyloT OO/bIlero, Tak Kak 3HAKOT, UTO
MOTyT 0OOoJbIlle noAyuumb. ba3bl J@HHBIX TIO3BOJISIFOT ITOCTaBIMKAaM YCAYT W PO3HHUYHBIM CETSIM
OTCJIe)KHBAaTh B JIOTIOJTHEHWE K OCHOBHOM MHGMOPMAaI[MU O KJIMeHTaX, UX Mpe/IouTeHrs U TpeboBaHus,
3aK/1a/ibIBasi TEM CaMbIM HOBbIe OCHOBAHHSI KOHKYPEHTOCTIOCOOHOCTH.

Ecmu kmveHT mo3BoHUT B Pizza Hut, uToOBI 3aKa3aTh TaKylO Ke THUIILY C TIeNMepoHyd U Tprubamu,
KaK Ha IMpOIIIOi HeZiesie, TO OrepaTop CIPOCUT, He XoUeT /I KJMEeHT MorpoboBaTh HOBOE COUeTaHuUe,
W TIpU yTBepAUTENTHLHOM OTBeTe OTIPAaBUT €My KYIOHbI Ha CKHJKY C TIpPe/I0’KeHUSIMHU,
niprcriocobieHHBIMH UMEHHO T10[] ero BKycChl. Korjia K/iMeHT 3BOHMT B CepBHCHYIO ciy»k0y Whirlpool,
€ro 3BOHOK aBTOMAaTMYeCKHU IepeK/II0uaeTcsl Ha COTPYIHUKA, C KOTOPbIM OH TOBOPWJI B MPOIIUIBIA pas,
9TO CO3/laeT OIIyll[eHWe JIMUHbIX OTHOIleHWH. VIMess BO3MOYKHOCTb COOMpaTh MHOKECTBO JAHHBIX O
CBOMX K/JMEHTaxX, PO3HWUHbBIE OIepaTophl eilje Oojiee ycoBepIlleHCTBOBaMM oOcaykuBaHue. OnuH pa3s
HCITBITaB TIPEBOCXO/IHBIN CePBUC, K/IMEHThI Y>Ke He COT/IacsITCs Ha MeHbIIee.

HeBeposiTHasi KOHCONMMZALIMS K/JMEHTOB HAa HEKOTOPbIX pPbIHKAX POCT MeTrajijiepoB B
aBTOMOOW/ILHOM OM3Hece, HECKOJIbKO JIWJUPYIOIUMX CeTed OBbICTPOro IMTAaHUSI BMECTO ThICSY
He3aBHUCHMBbIX PeCTOPAaHUMKOB M O'POMHBIE JWCKAyHTEepPhl, TOTECHUBIIME Mara3vHbl B I[eHTpe Topoja,
TOXKe TIpUBe/a K IMyOOKUM M3MeHEeHUsM B OTHOILEHMSIX MeK/y TpoZiaBliaMU U KiveHTamu. Eciu Ha
BbiBecKe HamurcaHo: Oldsmobile, Nissan, Isuzu, Mercedes, Jeep, Honda u Saturn B Mara3uHe [I)kvMma
CMmurta, TO Go/ee BLIMTPBIINIHAS TTO3UIMS B TIeperoBopax npuHamiexut [Ixumy Cmuty, a He General
Motors. /[)KUM MO>KeT BbIOMpaTh U3 MHOKeCTBa OpeHZIOB, ¥ 1T03TOMY KoMmmaHust General Motors Hy>KHa
eMy MeHbIIle, UeM OH HY)KeH eH.

Yrpo3a oOpaTHOM MHTerpaljiyd Tak>kKe CIT0COOCTBOBajia MepexoAly BJAaCTH OT IPOM3BOJUTEseH K
notpebutesnissM. Ceifuac K/IMEeHTBI YaCTO MOTYT Cjie/iaTh /Jisi ce0st TO, UTO paHblile Je/aau TTOCTaBIIMKH;
MOTYT JlaXke TIPHOOpecTH TO »Ke 000py/0BaHHe W HAaHSATh TeX XKe Jitofei. OHU MOTyT 3asiBUTh: Crienaiite
TaK, KaK Xouy s, WJIM MbI CieJlaeM 3TO camu. HaripuMep, Heloporasi ¥ jierkasi B OCBO€HUM TeXHOJIOTHST
HACTOJIbHBIX M3/aTe/IbCKUX KOMITJIEKCOB /IaeT KOMITAHHUSIM BO3MOXXHOCTb CAMOCTOSIT/TbHO BBIIOJIHSTh
3a/laHusl, 3@ KOTOPLIMH OHM paHbllle 00pallja/IMCh B U3/laTe/IbCTBA U TUTIOrpadumu.

OTO OTHOCHUTCSI He TOMBKO K ITPOMBIIVIEHHBIM KOMITaHHMSIM, HO M K YaCTHbIM KiueHTaMm. Korza
BKJ/IQ[YUMKU TIOHS/TM, UTO MOTYT CaMOCTOSITE/IbHO TIOKYIIaTh Te ’Ke TEePBOK/IaCCHBbIe KPaTKOCPOUHbIE
I[eHHble OymMaru, KOTopble OAHKM IMOKYIaad Ha JeHbI'M WX BK/AZIOB, MHOTME M3 HUX YMEHBIIIN



OCTaTKM Ha CueTax C HU3KUMU MPOL[eHTaMU, JIMIIIMB OaHKU BaKHOTO UCTOYHMKA JIOXO/IOB.

OpHOM M3 MPUYMH Tepexo/ia BJAaCTH K KJIMeHTaM CTasl JIeTKUH 0CTYN K 3HauuTebHO O0JibliieMy
KOJIMUeCTBy JlaHHbIX. boraTbii wuH@oOpMalueli MUD BO3HUK O7arofapss HOBBIM TEXHOJOTUSIM
KOMMYHUKaLuu. Kro yrogHo mMoxkeT 3aiiTi B VIHTepHeT WM B3SITb €XeJHEBHYIO Ta3eTy U CPaBHUTH
CTaBKW 10 JIe03UTaM B pa3HbIx OaHKax 1O Bceit cTpaHe. Termepb MOTpeOUTe/Nb TOUHO 3HAET,
TipejijlaraeT JIM MEeCTHbIN OaHK XOpOIlMe YCJIOBUS, a eC/IU HeT, TO TJe UX HaUTU. ABTOAUIED CerofHs
JIO/DKeH yUMThIBaTh, UTO 000N ero K/IWeHT MpouuTaa COOTBeTCTByrOIMM Homep Consumer Reports
(IToTpebuTenbcKre OTYEThI), CPAaBHUJI LieHbl U XapaKTepUCTHKU MalllMH C TOoMolp0 VHTepHeTa U
OTJIMYHO 3HAeT, CKOJIbKO JTUjIep 3aryiaTU/I MPOU3BOIUTEI0 32 aBTOMOOUIb.

KoMnaHusiM, y KOTOpbIX C(OPMMPOBA/ICS MEHTAaJUTeT MaCCOBOTO pbIHKA, TPYAHeEe BCero
TIPUMUDUTBCSI C T€M, UTO CETO[HS 8aXCeH Kadxcobill kiueHm. IloTepsiB CerofHsl OfHOTO K/IWeHTa, Bbl
MOXKeTe He HalTU emy 3aMeHY. Ha npotsbkenuu 30 sieT mocsie BTopoii MUPOBO BOMHBI TIpe/JIOKeHNe
MOTpeOUTeNIbCKUX TOBAPOB ObL/I0 XPOHUYECKH He/JOCTAaTOYHbIM: KOMITAHUU He MOTJIU MPOU3BOJUTH UX
B HEOOXOJUMOM KOJIMUEeCTBe 10 HU3KUM I1jeHaM, UTOObI yIOB/IeTBOPUThL BCEX BO3MOXKHBIX KIUEHTOB. B
pe3y/abTaTe HeHAChITHOTO CIIPOCa MPOU3BOAUTEU MOTYyYUIU MPEUMYILIECTBO HaJ, MOKYaTe/IsIMU.

Ho HexBaTka MOTpeOUTe/NIbCKUX TOBAapoOB yIiivia B Tipoliioe. Bo Bcem Mupe ceiiuac paboraer
Oosibllle  TIDOU3BOAUTE/IEH, UTO YBEJWUU/IO TIpeJJIo)KeHWe TIOTpeOUTe/NIbCKUX TOBApOB; a pPOCT
YUCIEHHOCTU HacesjeHusl B Pa3BUTBHIX CTpPaHax 3aMe[Jii/Csl, YMeHbUIMB cripoc. K ToMy ke pBIHKHU
MHOTUX TIPOAYKTOB AOCTUIJIM CTaJUX 3PEJIOCTU. XOJIOAW/IbHUK, BHJIEOMarHUTOPOH U KOMIIBIOTED
celilyac ecTh TOUYTH y BCEX, KTO 3TOT0 XOUeT, U COOTBETCTBYKOIIME OTpaciau Tereph paboTaroT Ha
3aMeHy 3TuX ToBapoB. Crie/joBaTeIbHO, TIOTpeOuTeNn cerofiHsi 00/1a/lat0T OrPOMHOM B/IaCTbI0 UHBIMU
CJIOBaMU, OHU MOTYT TIPOSIB/ISITH OOJIBIIYI0 Pa300PUHBOCTb.

B 1ByX c/ioBax, BMECTO paCILIMPSIIOLMXCS MaCCOBBIX PbIHKOB MPOLIOr0 y KOMIIaHUW ceiluac ecThb
K/IMeHThl KOMITAHUU U OT/le/IbHble TOTpebuTesu, 3HalOIMe, Uer0 OHU XOTSIT, CKOJIBKO 3arjIaTsT U Kak
NOOUTBCS 3TOTO HA HYKHBIX UM YCTOBUSIX. TakuM KjWeHTaM He o00si3aTe/lbHO WMeTb [iesio C
KOMIIaHUSIMU, KOTOpble He TOHHWMAlOT U He YIaBIUBAlOT 3TOr0 MNPUHIUMIIUAAIBHOIO U3MEHEeHUs B
OTHOLLIEHUSIX K/TMEHTA Y MOKyraTessl.

2.YcuneHue KOHKypeHyuu

Bropoe K koHkypeHiusi. Koryja-To Bce ObLIO TIPOCTO: KOMITAaHMSI BbIBOJW/IA Ha DPBIHOK
rpueMJ/ieMblii TIPOAYKT WM YCAYTy MO Jiyulllel LieHe W mpofaBajia ux. A Terepb KOHKYDeHIUsI He
TOJIbKO BO3POC/Ia, HO M CTajia pa3HooOpasHee.

HulilieBble KOHKYPEHTbBI M3MEHWJIU JIUL[0 MPAKTUUeCKHU BCeX PhIHKOB. [10X0Kre ToBaphl MPOAAar0TCs
Ha pa3HbIX PbIHKAX, U (PAKTOPHI KOHKYPEHILIMM pa3HOO0pa3HbL: 1jeHa, BbIOOp, KaueCcTBO U/IA CEPBUC IO,
BO BpeMsi Jin0o mocse mpogaxu. M3-3a nazieHust TOProBbiX OapbepoB HU OfIHa KOMITaHUS He 3allMilieHa
OT TIOCSITaTe/IbCTB 3apy0e’KHbIX KOHKYPEHTOB Ha ee /IO/IF0 Ha BHYTPeHHeM pbiHKe. Korza Ha ofHUX U
TeX )Ke PbIHKaX MOTYT /IeliCTBOBaThb KOHKYPeHThI 13 fAnonuu, l'epmanuu, @panimu, Poccun, TaiiBaHs
U T.[I., Ja)Ke OJfHa MPEeBOCXO/SIIAsl BCeX M0 YPOBHIO KOMIIaHUsI MOXKET TOJHSATh KOHKYPEHTHbBIN Oapbep
[/ ocTanbHbIX 10 BceMy mupy. Caterpillar copeBHyercs ¢ Komatsu, DuPont ¢ Hoechst, Chase
Manhattanc Barclay's. Hes(dekTuBHble KOMMaHWUU BBITECHSIOTCA 3(PPEKTUBHBIMM, KOTODbIE
rpejjlaraloT CaMyk HMU3KYIO LieHY, BbICOualilllee KaueCTBO W JIy4llMi CEepPBUC, yCTaHAB/IWBasi HOBbIE
CTaHZJAPTHI /ISl BCeX KOHKYpeHTOB. [lpejiaratb HeUTO MPOCTO MpueM/eMoe y)Ke HeJjocTarouHo. Eciu
KOMIIaHUSI He MOXKEeT U/ITA HapaBHe C JYYIIMMU MUDOBBIMU UTDOKaMH B CBOEM KaTeropuu, CKOpo OHa
OKa’keTcsi 3a OOpTOM.

HoBble KOMMaHWH, He OTSATOIeHHbIe OpPraHM3allMOHHBIM 0ara)koM M MCTOpHel, MOTYT BbIMTH Ha



PBIHOK C MPOAYKTOM WJ/IM YC/JIYyTOM HOBOTO TIOKOJIEHUWsI paHbllle, UeM Yy CYIIECTBYHOIMX KOMIIaHUM
OKYTISITCS 3aTpaThl Ha pa3pabOTKy Mpe/bIAyIlero mokoaeHus. bosbiimie pa3Mepsl y)Ke He rapaHTUPYIOT
HEeYsI3BUMOCTH, a KaK/I0M COJIUIHOM KOMIIaHUM CEro/HsI Hy)KHO MPUCTA/IbHO CIeUTh 3a MOSBIEHUEM
HOBBIX: M T€X, KOTOpPbIe TOJBKO UTO BO3HUK/IM, M TeX, KOTOpble pabOTalOT y)Ke HEKOTOpoe BpeMs, HO
MOKa ellle M0 MPUHLMIIAM CBOUX OCHOBaresied. Ilo sTomy omnpegenenntro Sun Microsystems Bce erie
HOBasi KOMITaHUs, Kak U Wal-Mart. HoBoBBezieHre Sun Microsystems pabourie CTaHI[UU W3MEHUJIO XOf
VCTOPUM [ BCeX MPOM3BOAUTENe KOMIIbIOTePOB B mupe. A Wal-Mart npou3sBes peBOJIIOLUIO B
PO3HUUYHOW TOPrOBJIe.

HoBble KOMIIaHWU He TIpW/IePKHUBAIOTCS YCTOSIBIIMXCSI MPaBWJ/, a TMUIIYT HOBble. Wal-Mart He
cTpousics o obpasy u mopoburo Sears oH M300pes HOBbIE CIOCOObI pabOThI, KOTOpPBIE TIPUBOAAT K
AydimM  pesynibrataM. Kaxylpecss MIOChl Sears MHOXKECTBO Mara3uHOB C XOpOIIO OOy4eHHbIMU
MpOoJaBljaMM, YCTOSIBIIMECS OTHOIIEHWSI C T[OCTaBIIMKaMM, Ha/Ja)KeHHble OrepaluoOHHbIe U
aJMUHUCTPaTUBHbIE CUCTEMBbI MPEBPAaTU/IMCh B MUHYChL: OHU HEe MOTYT [laTb pe3y/lbTaToOB, KOTOPLIE
Wal-Mart ycTaHOBWU/I KaK HOBbIe CTaH@pPThl KOHKYPEHI[UU.

TexHONMOrMYM MEHSIIOT XapaKTep KOHKYPEHI[UM CaMbIM HeOXKHJaHHBIM oOpa3om. Hampumep, B
PO3HUYHOM TOProB/J€ OHMW II03BOJIM/IM TIPOWU3BOAUTE/SIM M PO3HUYHBIM oOreparopaM (TakuM, Kak
Procter &Gamble u Wal-Mart) ocCyilleCTBUTh B3aWMOBBITOHOE OO0BeJMHEHHE CBOUX CHUCTEM
aucTpubyiiiu.  TeXHONMOTMM  Tak)Ke TIO3BOJISIIOT — M300peTaTh  COBEPIIIEHHO HOBbIe  METO[bI
noc/ienpofaxkHoro obciyxuBanus. Hanpumep, Otis Elevator Company pa3paboTana OpuUTHMHA/IBHYIO
KOMITBIOTEPHYIO CUCTEMY /Il BBITOTHEHUS CI0XKHOM 3ajlaur KPYIJIoCyTouHOro oocmykuanusi 93 000
mudToB U 3cKanaropoB B CeBepHOM AMepuKe: TEXHUKU T0 PEMOHTY TPUOLIBAIOT HAa MeCTO, yXKe
BOOpY)KeHHble HHbopMarueli o xapakTepe TIpoO/eMbl W MCTOPUU TeXOOCTY)KMBaHUS JAHHOTO
MexaHu3Ma. Takuve KommaHuu, Kak Otis, MCHOJB3YIOT TEXHOJOTUM [Jisi HOBOBBEJEHUW TIpU
ONTUMHU3ALMA B3aUMOJENCTBUSA C KIWEHTaMW W paCIMpPSIIOT TPAHUIbI BO3MOKHOTO, T€M CaMbIM
TIOBBIIIAS O’KUAHUS KJIMEHTOB OT BCEX KOMIaHUM Ha PbIHKE.

3.Hpoucxoaﬂm NnocmosiHHble KapalIH(Iﬂbele U3MeHeHus

KapavuHanbHble  u3MeHeHUs TpeTbe K. VI3MeHWIMCh He TOJILKO K/IWEHTbl W KOHKYDEHTbI
MeTaMop(o3y rpeTepries camM XapakTep W3MeHeHU.

Bo-repBbIX, OHU CTaju TOBCEMECTHBIMU U TIOCTOSIHHBIMM; Terephb 3TO HopMma. Harpumep, eitle
HeZIJABHO KOMIIAHWW TI0 CTPaxOBaHWUI) >KU3HU TIpe/jiaraiv TOMBKO [JBa €ro TUIA: CPOUHOe W
No)Ku3HeHHOe. Ho cerogHs OHU TipefJiaral0T TIOCTOSIHHO MEHSIOLMNCS IIMPOKUM Habop BU/IOB
CTpaxOBaHUsI U BbIHY)K/J€Hbl CO3/laBaTh HOBble BU/IbI K3-3a TIOCTOSIHHO PACTYIIETO KOHKYDPEHTHOTO
JlaBJIeHUSI.

Bo-BTOpPbIX, M3MeHeHUs] TIPOUCXOAAT ObicTpee. M3-3a miobanu3aliid KOHOMHUKU BO3HUKAeT
Oosibille KOHKYPEHTOB, KOTOPble MOTYT BBbIBOJJUTh Ha PbIHOK HOBbIE TIPOAYKTHI U yCayrd. CKOPOCTh
TeXHOJIOTUUECKUX W3MeHeHUW TakxKe CrocoOCTByeT HOBaTOPCTBY. JKU3HEHHbIe LIUK/bl TPOAYKLIUU
U3MepSIOTCS y)Ke He Tofjamu, a Mecsitiamu. Ford B cBoe BpeMst co3/iasi Mojiesib T /i/1sT 11e/10T0 TOKOJIeHUST
nrofied, a LMK/ XKU3HU BBITYIIIEHHOTO CeroHsI KOMITBIOTEPHOTO TIPO/IYKTa MOKeT MPOJJ/IUTLCS /10 ABYX
neT, HO BeposiTHee Bcero 69 mecsijeB. HefaBHO ofiHa TIeHCHOHHAsi KOMIIaHUS], BOCIIO/b30BaBIIIMCh
na3elKoM B HAJIOTOBOM 3aKOHO/aTebCTBe, pa3paboTasa yCayry, 0’KUjaeMblid CPOK »KHM3HU KOTOPOM Ha
PbIHKE COCTaBWJ POBHO TpU Mecsiia. [IpeanoxuB 3Ty ycayry Bcero Ha 30 fAHeli 103)ke, KOMITaHUs Ha
TpPeTb COKpaTtuia Obl CPOK ee MPOAaKU. DTO HAIVISIAHBIN TIPUMEDP TOr0, UTO COKPAaTW/IHMCh He TOJIBKO
YKU3HEeHHbIe I[UKJIbI TOBapPOB U YC/IYT, HO U BpeMs Ha pa3pab0TKy U BBITYCK HOBBIX MPOAYKTOB. Eciu
Cero/iHst KOMITaHUU He JIeHCTBYIOT ObICTPO, OHU 0OpeueHbl TOMTAThCsl HA MeCTe.



B-TpeTbux, Ternepb MPUXOAUTCS BHUMATebHO C/IeJUTh 3a COOBITUSMU BO MHOTHX HarpaBIeHUsIX:
Belb OOMBIIMHCTBY [UPEKTOPOB TOJIbKO KaXKeTCs, YTO UX KOMIMAHWU OCHaleHbl 3G deKTUBHbIMU
pajlapamMu [i7isi pacrio3HaBaHUs W3MeHeHUN. OHU OOHApY)KMBAIOT IJIaBHBIM 00pa3oM OXKujaeMble
u3MeHeHusi. bpeH/-MeHe/l)Kepbl OJHOTO WM3BECTHOTO HaM TMPOU3BOAUTEJIS TTOTPeOUTE/IbCKUX TOBAapOB
CTapaTe/ibHO OTC/Ie)KMBAM OTHOILIEHWe TIoTpeOuTeneld K ero mpoAyKUuu. Pe3ynbTaTbl OMpPOCOB
MOKAa3bIBajiM, UTO KJIMEHTaM OHA OUueHb HPAaBUTCS, OAHAKO [0J/I1 PbIHKA BHE3aIHO CTajla COKPAaLLAThCS.
BBISICHW/IOCH, UTO MJIOXO OPraHW30BaHHBIM IPOLIECC BBITOJIHEHUS! 3aKa30B B KOMITAHUM pa3jpakasl
PO3HUUHBLIX OTEpaToOpoOB M OHU OTBOJU/IM MeHbIlle TIJIOIMAAW TOf ee TIPOAYKI[MI0; HO HU OpeH/-
MeHe/Kepbl, HU Jpyrue COTPYAHUKM KOMIIAHWUM He WMeJM [OCTaTOYHOMN /1aTbHOBUIHOCTU, UTOOBI
3aHATHCS ITOU MIPOOIEMOM.

BaHKpPOTCTBO BbI3bIBAIOT HW3MEHEHWs, He COBMAaJawlMe C CerofHAHUMU OXULAHUSAMHU
KoMrnaHuu. Ho MMEHHO TakuMU SB/SIOTCS OOMBIIMHCTBO W3MeHEHUW B YCJIOBUSX COBPEMEHHOTO
bu3Heca.

Tpu K K/IMeHTh, KOHKYpeHLMs W KapJuHa/lbHble W3MEHEeHHs CO3/la/ld HOBble YCJIOBUS, U
CTAaHOBUTCSI BCe OueBHIHee, UTO OpraHW3alliM, MOCTPOeHHbIe /711 paboThl B OMHUX 00CTOSITE/IbCTBAX,
Hesb3sd 3(QGeKTUBHO YIyyllMTh TIpU Apyrux. KoMmaHuu, co3fare/id KOTOPbIX PacCUMTHIBAIU Ha
MacCoBOe TIPOM3BO/ICTBO, CTAaOW/IBHOCTH U POCT, HEBO3MOXKHO YIYUIIMThL /sl ycliexa B MUpe, Tre
K/IMeHTBI, KOHKYPeHLIUs ¥ U3MeHeHUs: TpeOyroT TMOKOCTH U ObICTPOM peaKLvH.

HekoTopble o1 00BSICHSIOT TIPO6/IeMbI CBOMX KOMITAHUM (paKTOpaMU, Ha KOTOPbie MeHEe/PKMEHT
HEe MOXKeT TIOBMUSITh: 3aKpbITUeM 3apyOeXXHbIX PBIHKOB, HU3KOW CTOMMOCTBIO Kamuraaa W
XUITHUYECKOW 1[eHOBOU TMOJMTUKONM WHOCTPAHHBIX KOMITAHUM, CYOCUAUPYeMbIX UX MpaBUTEIbCTBAMU.
Takue J/II0AM BO3/Iarar0T BUHY Ha MPaBUTE/ILCTBO C €r0 HelpaBU/IbHOM SKOHOMWUUYECKOW TTOJTMTHUKOW,
peryasifueli W TIUIOXUM yIIpaB/ieHWeM TMpPUPOAHbBIMU U UeJIOBeUeCKUMHU pecypcamu, OOBUHSIIOT
npoCor03bl U HeJJOCTATOYHO 00pPa30BaHHbBIX, HEMOTHBHUPOBAHHbBIX PAOOTHUKOB.

Ho ecu 6b1 Hatia ripobsieMa 0ObsCHSIaCh STUMU MPUUMHAMU, B yria/ike rpeObiBaniu Obl TOUTH BCe
koMmriaHuud. OfHaKoO 3TO He TakK: Sears TepsieT CBOM PbIHOK, a Wal-Mart npouBetaetr. ¥ Honda, B
oramurie oT GM, He BO3HUKaeT TPYAHOCTeM C MPOU3BOJCTBOM aBTOMOOMIel MmupoBoro knacca B CIIA.
Otpac/ib CTpaxoBaHUsI B LIeJIOM TepsieT JeHbI'M, HO HEeKOTOpble KOMIaHWW, HampuMmep Progressive
Insurance, OOUMBAIOTCS BIIEUAT/ISIOIIMX Pe3yabTaToB. [10uTH B KaXK/[0M OTPAc/u, MPU OFHUX U TeX >Ke
TpaBUJIaX U UTPOKAX, HECKOJIbKO KOMIIaHWU OMPOBEPraroT CBOUMH yCIeXaMU OTTOBOPKH JIPYTUX.

He mioHsB, 1ouemMy y UX KOMIaHUN BO3HUK/IU TIPO0O/ieMbl, MeHe/P)Kepbl He CMOTYT TPUHSATb Mepbl
JU1s1 UX pellleHUs. HeKOTOpbIe CUMTAIOT, UTO JOCTAaTOUHO BBINYCKAaTh aKTya/lbHbIe MPOAYKTHI U YCJIYTH.
MeI OTBepraeM 3Ty TOUKY 3p€HHS, TIOTOMY UTO CPOKHU >KW3HU TPOJLYKTOB OrPAaHUYEHHBL: JjaXe JIyule
BCKOpe ycCTapeBaroT. [JoNroCcpouHbld ycrmex TMPUHOCAT He TPOAYKThI, @ MPOLIeCChl, UX CO3JaroLiye.
Xopolie ToBapbl He CO3/al0T mobeauTesieii; MoOeAUTeNSIMA CTAHOBSITCSI Te, KTO CO3/laeT XOpOIIMe
TOBapBblL.

Kro-To mosiaraet, uTo MO>XXHO U30aBUTHCSI OT TPYAHOCTeM, U3MEHUB CTpPATervio: MpofAaTh OJHO
nofipasziesieHre U rnpuobpecTu Apyroe, MOMeHSThH CBOM PbIHKU, OCBOUTH AIpyroe HarpaBieHue paboThi;
riepepacripe/ie/IuTh aKTHBbI UM MPOBECTU PEeCTPYKTYPU3aLIUIO IyTeM BbIKYla KOHTPOJIBHOTO MakeTa
akui. Ho Takoe mbllvieHHe OTB/eKaeT KOMIAHWU OT NPUHLIMITUAIBHBIX U3MEHEeHUH B UX peajibHOU
NesiTeJIbHOCTU M BbIJjaeT 1yDOKOe mpe3peHue K TTOBcelHeBHOUM pabote. KommaHuu He COBOKYITHOCTb
aKTHBOB, a JIOAW, COTPYAHUYAIOIMe B LiefsiX W300peTeHUs, WU3rOTOBJIEHUS, MPOJAKU TOBAPOB U
rpejocTaB/eHus ycayr. Heyjaur KomnaHui BbI3BaHbI TEM, UTO UX COTPYAHUKHU HEZOCTAaTOUHO XOPOLLO
JOCTUTaloT 3TUX Lesed. VHorga crapumM MeHe[pykepaM HWHTepeCcHee Wrparb B MarHaroB, 4em
CHUCXO[IUTh K 00BIIeHHBIM MO[POOHOCTSIM 00CTY>KUBaHUS KTMeHTOoB. Kak cka3as apxuTeKTop Muc BaH
nep Pos, Bor B fetansx. M xoTs OH TOBOpW/ O 3[@aHUSX, 3TO HaO/IO/leHUe BIIOJIHEe MPUMEHUMO K
yIpaBJ/IeHUIO0 KOMITaHUEH.



MHorue MeHemKepbl OOBACHSIOT MPO0/ieMbl KOMIAHWW HeIOCTaTKaMH YITPaB/IeHMS; ecid Obl
KOMIIaHUSIMU YIIPaBJ/ISiIA TI0-ZIPYrOMY, Jydille, OHU ObI rpoiBeTasd. Ho HUM 0jHO U3 MOAHBIX TeUeHU! B
MeHe/)kKMeHTe 3a mnocjaefHue 30 JieT yrpaBieHUe M0 LeJisM, AWBepCU(UKALUS, aHaau3 LeMOouKU
CO3/laHus 1|eHHOCTH, [lelleHTpa/n3alys, KPY)KKM KaueCTBa, CTaHJapT KauyecTBa, pPeCTPYKTypH3alus,
yripaB/ieHWe mopTdeneM, MaTpuyHOe yrpaBJeHWe, OJHOMHUHYTHbIM MeHEI)KMEeHT He TIOMOIJIO
KOMITaHUSIM COXPaHUTh HYKHYIO KOHKypeHTocrocobHocTs. HaobGopoT, Bce 3TO /MIbL OTB/I€KAIoO
MeHe/PKePOB OT peaslbHbIX 3a/jau.

Tak)ke eCTb MHEeHHE, UTO MPO0/ieMbl KOMITAHUM PEIIMT aBTOMaTH3anusl. KoMmbloTepbl 1 MalllMHbI
JeNCTBUTE/IbHO YCKOPSIFOT pabory, u 3a mociegaue 40 jeT KOMIIAHUM TIOTPATHUIM MWITHAPAbI
JIOJUIapOB Ha aBTOMAaTU3aLMI0 Orepariid, KOTOPble MpeXK/e BbIIOJHS/IMCh BPYYHYIO. OHaKO MO CyTH
5TU OIepaldu OCTalTCAd TPEXHWMH, TO €CTb He MPOUCXOAUT TIPUHIUNUA/IBHBIX YIy4YllleHun
3¢ PeKTUBHOCTH.

Hamr auarHo3 rpo6sieM KoMmaHWM TTPOCT M KacaeTcsl CaMOM OCHOBBI JiesiTe/TbHOCTH KOMITaHUH:
MbI TpeJriojaraeM, UTO OpraHu3alysi, KOTOPOW Jydllle BCeX yJaeTCsi ee OCHOBHasl [IesiTe/IbHOCThb
(u300peTeHre TOBApOB U YC/IYT, UX MPOU3BOJCTBO, MOCTABKK WU TIPOZia’Ka, BBITOTHEHHE 3aKa30B U
obcnykuBaHUe K/IMEHTOB), TepeurpaeT CBOUX KOHKYPEHTOB. MblI yOeXX/IeHbl, UTO pa3HUIIA MEXIY
KOMITaHUSIMU-TI00eIUTE/IIMU U TIPOMTPABIIMMHM B TOM, UTO ITI€pBbIe Jydllle YMEIOT BBITOTHSTH CBOIO
paboty. Tem, KTO XoueT BLIATU B TI0OeIUTE/TH, HY’)KHO U3YUUTh COOCTBEHHBIE MeTO/bI PabOTHI, UTO He
TaK MPOCTO, KaK MOJKET MOKa3aThCsl.

Yro MBI UMeeM B BUJy Mof mMeTogaMu paboTei? TTocMOTpuMM Ha OOBIYHBINA MPOI[ECC TOYTH B
Ka)k/J0M KOMMaHWM. BbIIo/HeHVe 3aKa3a HAUMHAETCS C ero pa3MelleHus U 3aKaHUUBaeTCsl JOCTaBKOU
TOBapa ¥ 0OBIUHO COCTOMT M3 JIeCSITKa Orepaljiii, BbITOTHIEMbIX pa3HbIMU JTFOJbMU B PA3HbIX OT/ie/ax.
CHauasa COTPYAHUK T10 00C/Ty)KMBaHUIO KJIMEHTOB TI0/ly4aeT 3aKa3, peTUCTPUPYeT ero U MpoBepsieT ero
MOTHOTY M TOUYHOCTb. 3aTeM 3aKa3 IepejilaeTcsi B (MHAHCOBBLIM OT/e/, T[e MPOBOAUTCS TIpOBepKa
KpeJUTOCIIOCOOHOCTU KiveHTa. [locie 3TOro COTPYJHUK TOPrOBOrO OT/esia pelllaeT, KaKyl LieHy
Ha3HauuTh. [lajslee 3aKa3 MOCTYMaeT B OT/e/J KOHTPOJISI 3amacoB /Jid MPOBEPKU HaIUUMsl HY)KHBIX
TOBapoB. B ciiyyae ux OTCyTCTBUS 3aKa3 Hampas/seTCsl B OT/Ae/ MJIaHMPOBaHUs Npou3BoAcTBa. Otaen
yIipaBeHUsI CK/lajJlaMM pa3pabarbiBaeT rpadvK OTTPY3KH. TpaHCIIOPTHBIA OTZE/T OIpefiesisieT METOf
repeBO3KH (110 >KeJie3HOM Jopore, TPY30BUKOM WM CaMOJIETOM) M BbIOHMpaeT MapIpPyT U IepeBo3urKa.
Otpmen ob6paboTKu MpOAYKLMKU 3abupaeT TOBaphl CO CK/ajia, MPOBepsieT TOYHOCTh 3aKasa, IMakyeT U
IPY3UT UX. TpaHCIIOPTHBIM OT/Ies1 IepeiaeT TOBAaphbl ITePeBO3UYMKY, KOTOPbIM IOCTAB/ISIET UX KJIUEHTY.

HecmoTpst Ha CBOIO CJIOXKHOCTB, STOT MPOLIeCC UMeeT HEKOTOPhIe MPEeUMYIIeCTBA C TOYKU 3PEHUS
TIPUHLUIIOB pa3jesieHus Tpyga rno Ajgamy CMUTY M yrpaB/A€HUeCKOTrO KOHTPOJISL U MOAOTYETHOCTH T10
Anbdpeny CnoyHy. Bo-nepBbIX, /17151 3TUX paboT He HY)KHO HaHUMarTh JItO/Iel BLICOKOM KBaU(HKaI1H,
TaK KaK KaXK[bl y4aCTHUK IIpOLlecCa BBIIOJHSET OJHY YETKO Orpe/le/IeHHYHO TIPOCTYHO 3ajady; BO-
BTOPBIX, BC€ OHU OTUYUTHIBAIOTCS MO LETIOUKe yIpaBIeHUs.

Ho koMnaHusiM TIPUXOUTCS MUPUTHCS C HEKOTOPbIMM KOMITIPOMMCCAMU TIPY YIIPOIEHUY 33/1au U
CTPOrOM KOHTpOJIe Ha/J| AeCTBUSIMUA COTPYAHUKOB.

Bo-niepBbIX, HET OTBETCTBEHHOIO 3a Lie/bIi MpOLeCC W €ero pe3ynbrar COTPYAHUKA WA
riofpasgeneHusi. Hu oguH M3 MHOrOUMC/IEHHBIX YYaCTHUKOB MpOLjecca He MOXKeT CKa3aTh KJ/IMEeHTY, Ha
KaKOM CTaJiuy BBITOTHEHWS HAXOAUTCS 3aKa3 U KOT/ja OH OyZieT 10CTaB/eH.

BO-BTOpBIX, 3TOT MPOLIeCC TIOABEP)KEH OIMOKaM, UTO Hen30e>KHO TIPU TaKOM KOJTMUeCTBe JIFOfIeH,
paboTarIMX Ha/l OJJHUM 3aKa30M He3aBUCUMO ZIPYT OT Jpyra.

[Tpu3biBaTh COTPYIHUKOB K COOJIIOIEHMIO KauecTBa HeAOCTaTouyHo. Jlake ecmu Obl KadK/bIH
BBITIO/THST CBOE 3aZlaHKe U/ieaJlbHO U B CPOK, TPOLiecC BCe PaBHO Iiiest ObI Me//IeHHO U C OIIMOKaMHU.
Benp 3aKa3 MHOro pa3 repexojuT M3 PYK B PYKH (B HallleM C/lydae [IeBAThb pas, a MpHU 3aZiep’kKe 13-3a
OTCYTCTBHSI TOBApOB ellle O0JbIIe), a KaXKas repefiada 03HauaeT ouepe/iv, pa3Hbie MapTUX TOBApOB U



OXKUJJaHHE.

Bosiee TOro, B K/TaCCUUECKOM TIPOIIecCe BBIMOJIHEHUS 3aKa30B OTCYTCTBYIOT KaKHe-JTH00 3/1eMEHThI
CepBHCa: M3-3a CJIO)KHOCTH: TIPOI[ECCOB U Y4aCTUsI Pa3HBIX OT/IeJIOB HEBO3MOKHO YUHTBIBAaThH 0COObIe
TI0’KeJIaHHs1, OTBeUATh Ha 3aIlpoChl M pelath 1pobieMbl. Hu OWH COTPYJHUK He YITOJHOMOUYEH Ha 3TO.
[TpUHATBIA 3aKa3 MCUe3aeT U3 MOJIs 3peHUs] KJIMeHTa U MOSB/ISeTCS TOJILKO Ha IocaeJHel CTaJuu, UuTo
WHOT/Ia CJTy4aeTcst HeCKOpO.

CTpeMsCh TOBBICHTH 3(h(EKTUBHOCTh CBOeH (UPMBI, PYKOBOACTBO YacTO He ITOHHMMAeT, UTO
yIydIlieHHe OT/e/IbHbIX 3BeHbEB Tpoliecca He pelmT o011ieit ipobeMbl Ha060POT, 3TO JYUIIMA. CITOCO0
rapaHTHPOBaTh MJIOXYI0 3(PPEeKTUBHOCTD U B AabHEHIIIEM. MHO)KeCTBO KOMITAHWH TTbITAe@TCS HaMaAuTh
OT/Ie/TbHBIE 3TAITbl PaOOTHI BMECTO TIePeCTPONKH BCETO ee Tpoljecca.

OcCHOBHasi MbIC/Ib Halllell KHWTH 3aK/I0YaeTCs B TOM, UTO KOMIIAHUSIM HY)XKHO CTPOHMTBL CBOIO
paboTy y)ke He Ha OCHOBe pa3jiesieHust Tpyaa 1mo Azamy Cmuty. OpreHTarusi Ha OT/e/IbHbIe 3a/[auu
ycTapejia B MMpe COBPEMEHHBIX K/IMEHTOB, KOHKYPEHIIUH U W3MeHeHUH. Terepb KOMITAHUU JIOJDKHBI
OBbITH OPraHW30BaHbI HA OCHOBE KJTFOUEBBIX NPOYECCO8.

O cobcTBeHHO TIpoIieccax peub TMOWZET B OCTaJbHBIX I7IaBaX, HO Y)Ke celdac AO0/DKHO ObITh
OYEBU/IHO, TIOUEMY KOMIIAHUSIM HY)KHO MbBICJIMTh MMEHHO TakK, uTOOBbI pa300paTbCsi CO CJIOXKHOM
npobsieMoli COBpeMeHHOro Ou3Heca. Y)Ke MOXKHO YBUJIETb, TI0UEMY KOMIIAHHUH HYXKIAIOTCI B
TepecTpoiike, a He B KOCMETUUECKOM PEMOHTE.

CerofHsi B OONBIIMHCTBE (UPM HUKTO HE KOHTPOJMPYET IPOLECCHI U JJaXke Majo KTO AyMaeT O
HUX. ECTh /1 KOMIIaHUS C TIO3ULIMEH BUIle-TIPE3UEHTA 0 BBLITOJIHEHHWIO 3aKa30B WM JIOCTaBKe
npoayKiuy KiueHTam? CKopee Bcero HeT. KTo ke cyieint 3a pa3paboTKoi HOBOM mpoayKnuu? B 3Tom
YUYaCTBYIOT BCe: OT/e/Ibl UCCIeJOBAHUM 1 pa3pab0TOK, MapKeTHUHra, (PMHAHCOBbIN, TPOU3BOCTBEHHBIH
Y TaK Jlajiee HO HUKTO He OTBeuaeT 3a MPOLIeCC B LIeJIOM.

CerogHsi KOMITIAHMM COCTOST M3 (YHKIJMOHA/IBHBIX IAXT, WA [ABIMOXO/IOB, BEepPTHKA/IbHBIX
CTPYKTYp, IIOCTPOEHHBIX Ha  y3KUX oOTpe3kax mporecca. COTpPYJHUK, TPOBEPSIOLMM
KpPeZIMTOCIIOCOOHOCTh K/IMeHTa, paboTaeT B KPeJJUTHOM OT/ie/ie, KOTOPbIM OTHOCHUTCS K (DMHAHCOBOMY
niozipa3zesiennto. Ckiafickue pabOTHUKY, KOMITJIEKTYIOIIME 3aKa3, CKOpee BCEeT0 MOJUUHSIIOTCS BUIle-
TIPe3UIeHTY I10 TTPOM3BO/ICTBY; HO OTIPy3Ka 00s3aHHOCTD JIPYroro mofpa3/ie/ieHus], JTIOTUCTUKU. Takum
o0pa3oM, yJacTHUKM TIpOIiecca CMOTPSIT 6Hympb B CBOW OT/Ie/T ¥ 88epX Ha CBOEro Hayda/bHUKA, HO
HUKTO HE CMOTPHUT Hapydicy Ha KiveHTa. CoBpeMeHHbIe TTPo0/ieMbl C 3P GEKTUBHOCTBIO KOMITAaHUM
Hen30e)KHbIe TI0C/Ie/[CTBUS (pparMeHTal|K Tpoliecca.

Kiaccuueckue CTPYKTYpbl CO Creljdanv3anueidd paboTbl W ¢parMeHTalell TPOIECCOB
TO/IIEP>)KUBAIOT  CYITIIECTBYIOIIIEe TI0JIOKEHHWE BeIllel, II0[aB/isAsi HOBAaTOPCTBO W TBOPUYECTBO B
opranu3aiui. Eciy y coTpyaHMKa (yHKI[MOHA/JBHOTO OT/e/a TOSIBJASeTCS HOBasl Hjes HarpuMep,
JIUIIMI CITOCOO BBHIMTOTHEHUS 3aKa30B, OH CHauasa JJO/DKeH yoeuTh B ee HeoOX0IUMOCTH HauaTbHUKaA,
a TOT CBOEro Haua/bHUKA, U TakK Jlajiee BBepX Mo vepapxuu. UToObI Hes Oblia MPUHATA, C HEH TO0/DKHBI
COITIACUTBCS BCE 3BEHbs ITOW I[ETIOUKH, a YOMTh €e MOXKeT OIMH-eUHCTBEHHBbIM OTKa3. C TOuKH
3peHust pa3pabOTUMKOB 3TOM K/IaCCUUECKOH CTPYKTYPhI, TIPUCYILEe el COMPOTUB/IEHNE HOBIIIECTBAM He
W3bsIH, a 3allMTa OT HeOMPaBAAHHOTO PUCKA.

dparMeHTHUPOBaHHbIE TIPOL[ECCHI U CIeMaTU3UPOBaHHbIE CTPYKTYPbl KOMIIAHUM, CO3/JaHHbIX IS
Oo/lee paHHEH 5>II0XM, He pearrpyloT TakKXe Ha MaciraOHble W3MEeHEHHMs BHEIIHEeH Cpe/bl
CyIecTByroIIjasi CXema IpPOLIeCCOB ITOCTPOEHA Ha TTPe/IIIOChUTKE, UTO YCI0BHUS OYyT MEHATHCS TOTBKO B
Y3KHX, MPeJCKa3yeMbIX Tpe/ienax. YIpa3aHUB yIIpaBJeHWe OCHOBHOM JIeSITe/IbHOCTBIO M pacIipe/ie/uB
ee MeXAy CIelUaJu3UupOBaHHBIMUA  OT/eJlaM{, COBPEMEHHblEe OpraHu3aljid OKa3bIBAIOTCSI B
TOJIO)KEHWH, KOIZla HUKTO B HMX HE MOJKeT pacClO3HaTh 3HAUMTe/IbHble W3MEHEHHUs, a €eClIH H
PacIio3HaeT, TO He MOYKET OTPearupoBarTh.

CerogHsi BO (hparMeHTHPOBAHHBIX OpPraHM3al[UsX HAO/IONAIOTCSA YKacCarolid OTPHIiaTeTbHbBINA



3¢ dekT Maciraba. ITOT oTpulaTe/ibHbIM 3((eKT MposiB/iseTcs He B MPSAMBIX TPyAO3arparax, a B
HaK/IaJHbIX pacxojax. Hampumep, eciv opraHu3aluu HY)XHO u3rortaenvBath 100 u3zenuit B yac u
KaXK/IpIli ee pabOTHUK MOXKeT cJeniath 10 u3zenuii B yac, ToO KOMIaHUM HY>KHO 11 uenoBek; 10 pabounx
u 1 uHcriektop. Ho ecm ObI cripoc Ha ee mpoAyKiuio Beipoc B 10 pa3 o 1000 u3genuii B yac,
KOMIMaHuU MoHajobunocsk 6b1 He 110 uesnoBek (B fecaTb pa3 Oosibille paboOuMX TUIHOC TIO OJHOMY
MeHe/)Kepy Ha KaXK/blii [1eCATOK HOBBIX pPabOTHUKOB), a Okoysio 196 uemoek: 100 paboumx, 10
VIHCIIeKTOpPOB, 1 MeHe/mxep, 3 MOMOLHUKA MeHekepa, 18 yesoBek B OT[es nmepcoHana, 19 B orzen
Zl0JICOCPOYHOrO TJIAHUPOBaHUS, 22 B OT/e/I ayiluTa YU KOHTPOJIL U 23 B OTJe/1 OpraHu3aly FPynIoBoi
paboThI U YCKOpPEHUSsI 3aKa30B.

[lpyunHa oTpuiiaresbHOro 3¢ddekTa macimraba He B paciMpeHUM OFOPOKpaTUM U pa3/yBaHUU
mIrara: 3To CKopee ciezcTBUe. [IpruriHa CKopee B TOM, UTO Mbl Ha3blBaeM LIKOJIOW YIIpaB/e€HUs] UMEeHU
[Mlantas-bonrass. Komranuu OepyT ecTecTBeHHBIM TpoljecC (HampuMep, BbITIOJHEHWE 3aKa30B) U
pa30bMBAalOT ero Ha MHOXECTBO MeJIKUX 4YacTell OTJe/bHbIX 3a/laHuil  [ijis  COTPYAHUKOB
(YHKI[MOHABHBIX OT/E/0B. 3aTeM KOMIIaHWM TMPUXOAUTCS HAHMMAaTh BCHO KOPOJIEBCKYIO KOHHULY U
BCIO KOPOJIEBCKYIO paTh, UTOObI BCce 3TH (hparMeHTbl coOpaTb. JTa KOHHHWIIA W DPaTh ayUTOPHI,
[MCIIeTYepbl, KOHTPOJIePbl, COTPYAHUKU II0 CBSA35IM, UHCIIEKTOPbI, MeHe/pKepbl ¥ BUL|e-TIPe3U/eHThL.
OHu Bcero nuillb KJjed sl CKperyieHus Jitfiel, BBIMOHSIONMX peasibHyl0 paboTy: MpOBepSIOIMX
KpPeZIMTOCIIOCOOHOCTh, BBIOMpAIOIMX U OTTPY)KAILMX TOBapbl. BO MHOrMX KOMMAaHUSIX TMpsiMble
TPYA03aTpaThl YMEHBIIM/IUCh, HO HaK/aJiHble Pe3KO BO3POCaU. VIHBIMU C/ioBaMU, TaM 0OJbllie T/IaTsT
3a KJiel, yeM 3a peasibHyt0 paboTy, a 3TO BepHbIM MyTh K pobieMam.

Hern6xocTb, HEBOCIIPUUMUKBOCTh, HEBHUMaHUe K K/IMeHTaM, COCPeJJOTOUeHHOCTh Ha paboTe Kak
TaKOBOM, a He Ha pe3ylbTarax, OHpOKpaTHUecKuil mapajiuy, OTCYTCTBUE HOBAaTOPCTBA W BLICOKUE
HaK/aJiHble PacXofibl Hac/eAre Ou3Hec-Mojie/ield TIPOIUIOr0. DTU XapaKTEePUCTUKW He TOSBUIUCH
HUOTKY/la OHU CYILECTBOBa/IM B TaKUX OpraHu3auusx Bcerga. Ho 10 HeZiaBHUX MOp KOMIIAHUM MOIVIU
0cobeHHO 0 HUX He GecriokouTbCs. Eciiy 3aTparhbl pociu, UX MOXKHO ObLIO MepeiokUTh Ha KJUEHTOB, Y
KOTOPBIX BCE€ PaBHO He ObUIO BbIOOpa. Ec/u HOBble TPOAYKTHI BBHIBOAWIMCHL HAa PBIHOK MeJIeHHO,
K/IMeHTHI Kamu. BakHOU 00s13aHHOCTBHIO MeHe/ykepa ObUIO yripaBleHMe POCTOM, a OCTajbHOe He
uMeJio 3HaueHus. Ho Temepb, Korjia poCT MpeKpaTuiIcs, 0CcTaabHOe TIpruobpesio 6o/bilioe 3HaUeHNe.

[Tpobnema B TOM, UTO yKe HACTYIW/ /ABa/l[aThb MepPBbIi BeK, a OCHOBBI HAIMX KOMIMaHWM ObuH
OCHOBaHbI B /IeBATHA/IIaTOM, UYT00bI 3¢ (eKTUBHO paboTaTh B [IBA/ILIaTOM.



I'naBa 2
PeMH)XKMHUPHUHT: IYTh K U3MEHEeHUSAM

Ha mpock0y /jaTb KOPOTKOe Orpe/ie/ieHre PeMH)XKUHUPHUHTA Mbl OTBeUaeM: ero CyTh B TOM, UTOOBI
HayaTb CHayana. K perMHXUHUDUHTY He  OMHOCAMCS KODPEKTUPOBKU YyKe CYILEeCTBYIOLIEro W
MOCTereHHble U3MeHEeHNs], He 3aTparvBarolie OCHOBHBIX CTPYKTYP, WX 3a/le/ibIBaHue OTJe/IbHbIX JbIP
B UMEKIIMXCS CUCTeMaX. PeMH)XMHUPUHT 3TO OTKa3 OT YCTOSBLIMXCSI MPOLIeAYP, CBEXXUM B3IVIs[ Ha
paboTy 1Mo Cco3AaHUI0 TIPOYKTA UK YCIYTH U TIPe/IOCTAaB/IeHHUIO 1IeHHOCTH K/IMeHTY. JTO MOUCK OTBeTa
Ha Borpoc: Ecu ObI s1 3aHOBO C037iaBajl 3Ty KOMITAHUIO CETOfiHSI, YUMUThIBasi MOU HbIHEIIHWe 3HAHUS U
coBpeMeHHbIe TeXHOJIOTUU, KaKoU Obl OHa cTasa?

[Tomo6HOe HedopmanbHOe orpejiesieHde TIOAXOAUT [l 4YaCTHOW Oecefibl, TakK KakK JaeT
rpe/iCTaB/ieHUe O peMH)KUHUPUHre. Ho TeM, KTO XxoueT MpoOBeCTU PeUMHXUHUPUHT B CBOEM KOMITaHWH,
HY)KHO 3HaTh OOJIbIIe.

Kak KoMIiaHusi TIDOBOAUT DPEUH>XKUHUPUHT CBoux Ou3Hec-miporieccoB? C dyero eil HauaTb? Kro
JIOJDKEeH B 3TOM yuacTBOBaTh? OTKyza 6epyTcsi ujied paivKaabHbIX peobpa3oBaHmii?

Msb1 Habrofanu 3a KOMITAHUSIMM, IeJIIMMUA MyTeM TIpo0 U OmmMOO0K; Mbl KOHCYIBTHPOBAIU
KOMIIaHUH, COBepLIABIIMEe WU3MEHeHUs, U CJIeJWd 3a MHOITMMU ApyruMmu. Ha ocHOBe MX M Hallero
OTbITa BO3HHWKJ/A KOHIIEMIUS PeMH)XWHUPUHTA KOMIaHUM, a Tocsie AopaboTKu TMpoAyMaH Tpoliecc
TepecTPONKY KOMMaHuu. [1/is1 BBITO/IHEHUSI 3TOTO mpoiiecca ObIT co3/laH Psifi METOZ0B. ITO He TOTOBbIE
dbopMy/bl, 8 UHCTPYMEHThI, KOTOpble MOTYT MPUTOAUTHCS KOMITAHUSIM [i/Isl IEPECTPOMKU UX METOZOB
paboThL.

Hac o6Ha/ie)Xus OMbIT UCTIOb30BaHUSI 3TUX MeTO/[0B. VX pa3yMHOe U TBOpYeCKoe NpUMeHeHue
MOXXET MPUBECTU K MOTPsICAIOLLEMY MOBbIIIEHNIO 3((eKTUBHOCTHA. JTa KHUTA PacKpbIBaeT IOHSTHE
PEMH)XUHUPHHIa KOMITAHUU U YUUT ero YCIellHOMY BOIJIOLLEHUIO.

cDopma/leoe onpebeﬂeﬂue PEUH CUHUpUH2A

15t Hauasla HY)KHO HaWTH Jydiliee oripefesneHue. [1o CyTu, peMH>XUHUPUHT 3TO MPUHLMITAA/IbHOE
repeoCcMbIC/IeHHe U PajiuKajibHasl TlepecTpoiika OU3HecC-TpoLecCcoB /sl JOCTVDKeHUsT KapAWHATbHBIX
YAy4lleHU KPUTHUECKUX COBPEMEHHbIX MoKa3aresel 3(QeKTUBHOCTU: CTOMMOCTH, KauecTBa, CepBuca
Y OTIepaTUBHOCTU. B 3TOM oripeiesieHUM COZIep>KUTCS YeThbIpe K/THOUEeBbIX C/I0BaA.

Kmoueegoe cnoeo: npuuqunuaﬂbublﬁ

[TepBoe KJItOUEBOE CJIOBO MPUHLIUMUAIBHLIN. B mpoljecce peMHXUHUPUHTAa OU3HEeCMeHbI JI0/KHbI
33/laTb ce0e OCHOBHBIE BOTMPOCHI O CBOMX KOMIIAHUSIX U paboTe: moueMy Mbl fiejlaéM UMeHHO 3T0? U
noyeMy WMEHHO TakuM o0Opa3om? OTO 3acTaB/iseT pacCMOTpPeTh HelucaHble TIpaBuIa U
TIPe/ITIO/IOKEeHUsI, Jie)Kallie B OCHOBe paboThl. M yacTo 3TM MpaBW/a OKa3bIBAalOTCS YCTapeBIIMMHU,
OLMOOYHBIMU WU HETIOJXO/ISIIMMHU.

[lpucTynass K peWH)XWHUDUHTY, HeJb3sd TIPUHHMMAaTh UTO-1M00 Ha Bepy; oOcCTeperanTech
TIPe/ITIOJIOKEHUM, y)Ke 3a7l0)KeHHBIX B OCHOBYy OosbliMHCTBAa TipoijeccoB. CrpanmBasi: Kak
3¢ dheKTUBHEee MPOBEPSATh KPeAUTOCTIOCOOHOCTh KJIMEHTOB?, Bbl /leflaeTe TpeAroo)KeHrue, UTo Takast
TIpOBepKa BaM Hy)kHa. Ho BO MHOTHX C/TydasiX CTOMMOCTb TIPOBEPKH MOJKET /la)ke MPeBbIaTh YObITKU
M3-3a HeBO3Bpara /[0J/IrOB, KOTOpble OHAa MpU3BaHa mMpeAoTBpaTuThb. (CHauana peuHXXUHUPUHT



ompejessieT, U mo KOMIIaHUsl J0/DKHa cjlefiaTb, a IOTOM KdK 3TO cAenarb. [Ipy 3TOM HUUTO He
TIPUHMMAETCSI Ha Bepy; PEWH)XUHUDUHT WrHOPUPYeT CYIIEeCTBYIOllee TIOJIO)KeHWe Belled u
COCpe/I0TOUMBAETCSI HA TOM, KAKMM OHO OO/XHCHO ObITh.

Knaroueeoe c1060: paduKkanbHbitl

Haile BTOpoe K/it0UeBOe CJIOBO, paJUKasbHbIM, TTPOUCXOAUT OT JIaTUHCKOro radix kopeHb. [jisi
Pa/IMKa/JIbHOM TIePecTPOMKKA HY)KHO OOHapy>KUTb KOpeHb MpobjiemM: He [efaTh TTOBEPXHOCTHBIX
M3MeHeHUl, He KOPPeKTUPOBATh Y)Ke MMeIIIMecss CTPYKTYPhl U MpOIiecchl, a 0TbpocuTth ctapoe. B
PEeVH)>XMHUPWHIe paJvKajibHas TepecTpOMKa O3HauaeT OTKa3 OT BCeX CYLECTBYIOLMX CTPYKTYp M
TipoLieJlyp ¥ u300peTeHre COBepIlieHHO HOBBIX CTIOCOO0B BbiMo/HeHHs Pab0Thl. CyTh peMHXXUHUPUHTA B
nepecmpolike KOMIIaHUU, a He B y/IyJllleHUU, YCOBEPIIIeHCTBOBAHUU UM MOU(UKAIUH.

Karuegoe c1060: KapouHaibHbIl

PeMH)XXUHUDPUHT 3TO He MeJIKUe WA T[OCTeTlleHHble YIyullleHus, a CKaukKooOpa3Hbiii pPOCT
s dekTuBHOCTU. ECu komriaHusi otctaeT Ha 10% OT TJlaHOBBIX MOKa3aTesieii, ec/id ee 3arpaThbl Ha
10% BbIlle HeOOXOAMMBIX, KauecTBO Ha 10% HIXe HY)KHOTro, a CepBHC Hajio yayunmTh Ha 10%, TO
DEUH)KUHUDUHT el He  HydxceH. I3 10%-Hol siMbl ee MOTYT BBITAllMTh OOBIYHBIE METOABL OT
TOBBILLIEHUST MOPA/JBHOIO JyXa COTPYAHUKOB [0 TIPOrpaMM IIOCTENEeHHOro Y/IyuyllleHWs KauyecCTBa.
PeMH)XUHUDUHT C/ieflyeT TIPUMEHATb TOJIbKO TIpU HeOoOXO[UMOCTH pelmMTenbHbIX Mep. s
He3HAUUTe/IbHbIX M3MeHeHUN MO)KHO TpOoBeCcTU HeOosbllie KOPPEKTHPOBKH, a MJisi Kap/WHAaIbHBIX
ynyuitieHu# TpeOyeTcsi B30OpBaTh CTapoe U 3aMeHUThb er0 UeM-TO HOBBIM.

Ha ocHOBe CBOero ormbITa Mbl BbIZIE/IUIA TPU THUIA KOMITAHWK, 3aHUMAaIOLIMXCS PeMHXUHUPUHTOM.

[lepBbIii TUM KOMITAHUM C Cepbe3HbIMU MpobsieMaMu. Y HUX HeT Bbibopa. Eciu 3arparsl ¢hupmbl
Ha TIOPSZIOK BbIllle, YeM y KOHKYDEHTOB WM B ee OW3HeC-MOfenH, eC/lu K/IWeHTBhI >KanyrTcs Ha
y>KaCHbIA CepBHUC, a KOJIMUeCTBO HeyJauHbIX TOBAPOB BO MHOI'O pa3 Bblllle, YeM y COMIEPHUKOB, UHBIMHU
C/ioBaMU, ecid TpeOyloTCs MHOTOKpaTHble YAyullleHus, TO 3TOi ¢GupmMe, HECOMHEHHO, HY)KeH
pent>kuHUpUHr. [Ipumep Ford Motor Company 8 Hauase 1980-x.

BTopoii TUT KOMIaHUY, PYKOBOACTBO KOTOPBIX TIPEJIBUAUT HaJ[BUTarOIMecs rpobneMbl. [Ipumep
Aetna Life & Casualty B nepBoii nonoBuHe 1980-x. Iloka elje ¢hHMHAHCOBbIE pe3yabTaThl KaXKyTCsi
YZIOB/IETBOPUTE/IbHBIMA, HO Ha TOPU30HTE Y)Ke CTYLLIAKOTCS TYy4Yd: HOBble WIPOKH, W3MEHEeHUs B
TpeOOBaHUSIX WM XapaKTepPUCTUKax K/IWEHTOB, CMeHa 3aKOHOJaTe/lbHbIX TpeboBaHUN WU
5KOHOMHUUECKHX YCJIOBUM BCe 3TO IPO3UT PaspyllMTh CaMH OCHOBBI ycliexa KomIlaHuu. bnaropaps
CBOEM TPOHMLATe/IbHOCTA TakKhe KOMIIaHWU T[IPUCTYMAaKT K pPeuH)XWHUPHUHIY elle [0 Hayasia
HEeIMPUATHOCTEN.

KomriaHuu B TpeThell rpyrife Haxo[sATCs B paciliBeTe cui. Hu B GmukatiiiieM, HU B 0003pUMOM
OyfyilleM TpPYAHOCTeM He TpeABUUTCS, HO DYKOBOACTBO CTaBUT MacilraOHble 1ieJld U TMPOBOAUT
akTUBHYIO NoauTUKY. [Ipumepsl Hallmark u Wal-Mart. Takve ¢pupmbl paccMaTpuBatOT peMH>)XUHUPUHT
KaK BO3MOJKHOCTb YBe/TMUUTh OTPBIB OT KOHKYPeHTOB. [1oBbiasi cBOt0 3¢ (PeKTUBHOCTb, OHU CTPEMSITCS
eitle OoJsiee TIOAHSTH TJIAHKY U CHOBA YCJOXXHUThH >KM3Hb BCeM comepHUKaM. KoHeuHo, HerpocTo
3aHMMaThCsl PEMHKUHUPUHIOM, HaX0[sCh B CUJIbHOM TTO3ULMU. 3aueM IepernuchiBaTh MpaBu/ia Urpsl,
ecM Bbl yKe BbrpoiBaete? IIpr3HakKOM [eWCTBUTE/NbHO YCIIEIHOW KOMIIAHUM CUYMTaeTcsl ee
TOTOBHOCTh OTKAa3aTbCs OT TOrO, YTO [O/Aroe BpeMsl NMPUHOCUIO YycreX. [lo-HacTosimemMy Benukasi
KOMIaHUs HUKOTZA He ObIBaeT [0BO/bHA CYIIECTBYIOUMM TIOJIOKEHHWeM JieT U C TOTOBHOCTBHIO



OTKa3bIBaeTCs OT JaBHO 3apeKOMEeH/IOBaBIIMX Ce0si MeTOOB, HaZlesiCh W OXKWJasi TIPUiyMaTh HEUTO
nyulliee.

Wuorga Mbl 00pa3HO OOBSCHsSEM pas3uuus MeXAy Tpemsi STUMHU BuJamMu KommaHuii. [lepef
TepBbIMU BBIPOC/IA CTeHa, OHW Bpe3a/iiCb B Hee W CU/IbHO mMocTpasanu. KommaHuu Bo BTOpOM
KaTeropuv Muarcsi Mo Jopore, HO B cBeTe ¢ap K HUM uTO-TO mpubmkaercs. MoxeT, 3TO cTeHa?
KomriaHuu B TpeThel KaTeropuu eiyT B SICHBIN /leHb, U MPeMNATCTBUNM BOKPYT He BUHO. OHU pelliaroT:
camoe BpeMsi OCTAaHOBUTHCS U IOCTPOUTD CTEHY /IJIsi OCTaTbHBIX.

Kroueegoe c1080: npoyeccol

YeTBepToe K/IFOUEBOEe CJIOBO MPOIeCChl CaMOe Ba)KHOe B HallleM Orpe/ie/ieHUH, HO UMEHHO C HUM Y
OOJIBIIIMHCTBA BO3HUKAIOT OCHOBHBIE TPYIHOCTU. BOJIBIIMHCTBO /Ie/I0BBIX JIOZIe OpUeHTHUPYeTCsl He Ha
TIPOL[eCChI, a Ha BCe OCTa/lbHOe 3a/]auu, JIF0/iel, CTPYKTYPBI.

Ms1 oripeziesisieM OH3HeC-MpoIecC Kak KOMILIEKC AeWCTBUM, B KOTOPOM Ha OCHOBE OFHOTO WJIU
Oosiee BU/IOB MCXOQHBIX JAHHBIX CO3/]@€TCSl 1[@HHBIA /s K/IWeHTa pe3ylbTaT. B TiepBoii I/iaBe
TIPUMEPOM 3TOTO TIpoljecca ObUIO BBIOJIHEHUE 3aKas3a: OH NMPUHUMAEeTCsl KaK WCXOfHble JIaHHble U
MIPUBOAUT K JOCTaBKe 3aKa3aHHBIX TOBapoB. VMHBIMU C/0BaMM, WX [IOCTaBKa KJ/MEHTY Ta camasi
1[eHHOCTh, KOTOPYIO CO3/laeT Mpo1jecc.

[Ton BnusiHWeM KoHuenuuu Azama CmuTa o pasfiesieHdd paboThl Ha TMpOCTelilMe 3ajaud U
Ha3HAUeHUM OT/e/IbHbIX CHelUaJiCTOB /Jii WX BBIIOJHEHUS COBDeMeHHble KOMIMaHUM U UX
MeHe/>Kephbl COCPe/IOTOUMBAIOTCS Ha OT/e/IbHBIX 3ajlauax: royueHur GaHKa 3akas3a, BbIOOpe TOBapOB
Ha CKJ/ajie u T.[., 0ObIYHO yIycKasi U3 BUy OoJiee BaXKHYIO 1ieJib Tiepefiady TOBapOB 3aKa3aBIlleMy HUX
kiueHTy. OT/ieNibHbIe 3a/lauy 3TOTO MPOIiecca Ba)KHbI, HO KJMEHTY HeT [0 HUX [iefia, eC/Id TIpoliecC B
1[e/I0M OKa3biBaeTcsi He3(heKTUBHBIM U 0)KUJIaeMOe He BbITTO/THSIeTCSI.

PellH.)fCllHllpllHZ Hd npaKkmuke

C momollpl0 Tpex MPUMepOB DEeUH)XWHUPWHTA MbI MOKa)XkeM, Kak 3To paboraet. Ilpu 3Tom
cieAyeT  TOMHWUTbB O  YeThlpex  KI/IHUeBbIX  (JIOBAX, XapaKTepU3YOLMX  PeuHXWHUPUHT
TIPUHIUTIMANBHBIN, paJUKaabHbIA, KapAWHA/bHBIA, TIPOLleCC; 0COOEHHO BaXKHO TIOC/Ie/[Hee CJIOBO.
[Tocneguue 200 sleT Ha OpraHU3aLiMOHHYHO CTPYKTYPY KOMIIAaHWM B/IMSIET MBIIUIEHMe Ha OCHOBe
OTJeNIbHbIX  3aj/laHull pa3fiesieHde pabOThl Ha TMPOCTeHllMe KOMIIOHEHTHI M WX I[epejaya
crelfMasM3upoBaHHbIM paboTHUMKaM. Ho HekoTopble (UPMBbI y)Ke HauWHaThb MBICJUTh Ha OCHOBe
MPOLIeCCOB. DTO WIIHOCTPUPYIOT paJiMKajibHble U3MEHEeHHs B TaKMX KPYIIHBIX KOpriopauusx, Kak IBM
Credit, Ford Motor u Kodak.

IBM Credit

Haiu niepBeiii nipuMep B3aT U3 mnpakTuku IBM Credit Corporation, CTOMpPOLIEHTHOM J0ouepHel
komnaHuu IBM; ecu Obl oHa ObUla HE3aBUCHMOM, TO Tionasa Obl B CTO JIyUlIMX KOMIaHUU chepbl
ycayr no Bepcu >xypHana Fortune, IBM Credit 3aHuMaeTcsi priHaHCHpPOBaHMEM MOKYIKHU MPOJYKTOB U
ycnyr, ripeayaraembix IBM Corporation. 3To KpaiiHe TpUOBIIBHBIM OHM3HEC, U KOPIOpalus [IeHUT 3TO
HarpasJ/ieHue.

B mnepebie roabl IBM Credit paborana mo crapuHke. Korza TOproBeiii npejcraBute/i 1BM



TIPUHOCHUJT 3aTIPOC Ha (pHAHCUPOBaHUeE, ero HaMpPaB/IS/IU K OJHOMY U3 14 COTPYJHUKOB, CHEBIIMX 3a
CTOJIOM B KOH(epeHI[-3a/ie KOMIIaHUU. ITOT COTPYJHUK 3aMuchiBaa 3asBKY Ha (hMHAHCUPOBAHUE Ha
nmicTe Oymaru. Oto ObiT miar 1.

[lar 2: [OKyMeHT TiepernpaB/siiCs B KPeJIUTHLIM OT/eJ, Ie CreluaaricT BBoAUI uHGOpMalio B
KOMIBIOTEPHYI0 CUCTEMY U TIPOBepsiT KPeAUTOCIIOCOOHOCTh TOTEeHI[MaTbHOTO 3aeMIlKa, BHOCHII
pe3y/bTaThl B IOKYMEHT U OTIIPABJIS/I €ro Jasbliie B FOPUIUUYECKU OT/ier.

[lar 3: ropuAUUeCKUil OT[iel BHOCWUI HeoOXoiuMble WU3MEHEeHUs B CTaH/AapPTHBIA KpeAUTHBIN
JIOTOBOP U TIpUJIaras ero K 6/1aHKy 3ampoca.

[Ilar 4: 3arpoc OTIMpaB/s/ICA CIelUaJMCTy MO0 IjeHaM, KOTOpbI BBOAWI JaHHbIE B 0COOyHO
TabsuIly, yTOOBI OTpe/IeIUTh CTABKY IMpOLeHTa [/ KJIWeHTa. 3aTeM OH 3alvChiBasi CTaBKy Ha JIUCTe
OymMaru, KOTOpPbIi BMeCTe C OCTa/IbHBIMU /IOCTABJIS/TU B OT/IeJT 1e/I0TIPOU3BO/ICTBA.

[lar 5: aAMUHUCTPATOP OT/ie/1a [eI0NPOM3BO/ICTBA HA OCHOBE BCel 3Tol MH(OPMAaIUU COCTABJISIT
MMCBMO C TIpeJJIoXKeHHeM, KOTOpoe MOXXHO ObIZIO /I0CTaBUTb TOProBOMY mpejcTaBuTento 1o Federal
Express.

OOBIYHO BeCh TIPOLIeCC 3aHUMaJl IIeCTh Hel, a MHOT/la PacTATUBAJICSA Ha JiBe Hejenu. ToproBbie
nipesctaBuTeny IBM cuMTany 3TOT CPOK upe3MepHbIM, TaK KakK 3a IIeCTh [JHel K/IWeHT MOTr HalTu
Opyrodi HWCTOYHWK (PUHAHCUDOBaHUsS, TIPUHSTH TMpeJJIOKeHWe [pPyroro mMpojaBila WA TPOCTO
nepenymarb. [103TOMy TpeicTaBUTENM YacTO 3BOHU/IM C BOMpocoM: Ha Kakoii cTasyuu MoU 3ampoc u
Korjla Bbl ZiafiuTe OTBeT? KOHEUHO, 3TOro HUKTO He 3Ha/, TaK Kak 3arpoC HaxoAW/Cs Tae-TO B
rpoiiecce 06paboOTKH.

[IbrTasick ynyuttmTh mpoiiecc, B IBM Credit ucnpoboBanyv HecKoibKO cpeAcTB. Hampumep, B
KOMITaHUM OblT 0Opa3oBaH KOHTPOJIbHBINA OTZie/l, UuTOObI Tyza CTeKajsach WHGOpPMAIUs O CTaTryce
3aripoca. [Tocsie BbIMo/IHEHUs CBOeH 3a/jauk KaXK/blii OT/ie/T He TepejiaBasl 3arpoc Jabliie, a BO3BPAlIa/l
ero B KOHTPOJIbHBIM OT[ieN, Te aAMUHUCTPATOp (PMKCUPOBaJ 3aBepilieHre KaXKZoro Iara, rnpexjsje uem
OTIIPaBUTh IOKYMEHTHI Ha C/e/IyIOlyl0 CTaZuio. Terepb KOHTPOJILHBINA OT/ieN 3HaJl, Ha KakoW CTajiuu
HaXO[UTCSl KaXKAbIM 3ampoc B 3TOM jabUpPUHTE, U MOT [laThb TOPrOBOMY Tpe/CTaBUTE/I0 TpeOyeMyto
nHdopmaruto. Ho pacrisiaToii 3a 3TO CTasio yBe/nueHre cpoka 00paboTKu 3arpocoB.

B KoHIle KOHIIOB /iBa cTapumx meHe/pkepa IBM Credit ripoBesnu mo3roBoi mrypMm. OHUM B3suid
3arpoc Ha (pHaHCUpOBaHWE W CaMU TIPOLUIM C HUM BCe TSTh I11aroB, MOTMPOCUB MepCOHaa KaXK7oro
OTJie/la OTJIOKUTh Apyrue nena U obpaboTarh 3TOT 3arpoc Kak 00ObluHO, HO 0e3 3ajiep)keKk u3-3a
BBITIOJIHEHUS IPYroii paboThl. BLISICHWIOCH, UTO [ BBITIOJIHEHHUsI caMol paboThl TpeOyeTcsi BCero
OesssHocmo muHym. OcTasibHOe BpeMsiB CpefHeM Yyke Oosiee ceMu [Hel 3aHMMaa Tiepejada
JNOKyMEeHTa U3 OIHOTO OT/iesia B Jpyroil. PyKOBOACTBO Hauaao pacCMaTpUBaTh CyTh BOMpoca 0Ot
TpoL[ecC KPeJUTOBAaHUS U OOHApYKW/IO, UTO, ecyid Obl KOMIaHUS KaKMM-TO UylOM CMOI/Ia YABOUTh
TIPOM3BOUTETBHOCTb KaXK/I0T0 COTPY/IHMKA, 00Illee BpeMsi BbIITOJIHEHUS] YMEHBIIMIOCH Obl BCero Ha 45
MuHyT. [Ipobrema 3ak/rouanach He B 3aJjayaX W BBITIOJHSIBIIMX WX JIOASX, @ B CTPYKType CaMOTO
niporjecca. IHbIMU C/I0BaMU, MEHSITh HY’)KHO ObLJIO BeChb TIPOLIecC, a He OT/ie/IbHbIe ITary.

B KOHeUHOM WTOre CrieluaaucToB y3koro mpoduns B IBM Credit (mpoBepsitolix KpeawuT,
CTeI[Ma/IMCTOB TI0 1leHaM U T.[.) 3aMeHW/M COTpYyJHUKamu o0iero mnpocduns. Termepb 3asiBKy He
repechbUIaiv U3 OT/esia B OT/e/, a BCero OJIUH COTPYJHUK MeHe/Kep CJe/iku oOpabarbiBas ee ¢ Hadasia
710 KOHIIa.

Kak >ke OH CMOT' 3aMeHUTHb UeThIpeXx crieljuaaucToB? Cxema CTaporo rpoiiecca 6bla OCHOBaHa Ha
T1yOOKO YKOpeHUBIIeMCSi (M He Cpa3y BbISIBJIEHHOM) MPeATo/I0yKeHNH, UTO KaXK/ bl 3arpoC YHUKa/eH U
ciokeH B 00paboTke u TpeOyeT BMeIlaTe/bCTBa UeThIpeX KBaJIW(DUIIMPOBAHHBIX CIElMalKCTOB,;
PYKOBOZICTBO PaCCUMTHIBA/IO Ha CaMble TPYJHbIE 3asiBKH, KOTOpPbIe TOJILKO MOIVIO ceGe mpecTaBuTh. Ho
B JIEVICTBUTEILHOCTU OOJIBIIIMHCTBO 3alIPOCOB ObUTH MPOCTHIMU Y MOHATHBIMU. TiaTeIbHO UCC/IeloBaB
paboTy crennanucToB, crapime meHe/kepbl IBM Credit o6HapyKuau, yTo B OCHOBHOM OHa ObLia



KaHIIeJIIPCKOM: ZI0CTaTh ab/I0HbI JOTOBOPOB M3 MAMKU, HAaWTH KPeUTHBIA PeUTUHT KOPIOPaTHBHOTO
K/MeHTa B 0a3e JaHHBIX, BBeCTH LMGPbI B CTAHJAapPTHYI0 MoOjelb JTH 3aZlaHUs BIIOJIHE M0 CUJIaM
OZJHOMY YeJIOBEKY IIPU MCII0/Ib30BaHUU HECJI0KHOW KOMIIbIOTEDHOU CHUCTeMbl, Jarollerd JOCTYIT KO
BCEM [IaHHBIM U UHCTPYMEHTaM, KOTOPbIMU I10/1b30BaJ/IMCh MIPEXKHUE CIeL[AalTuCThL.

B IBM Credit pa3paboTanu Tak)ke HOBYHO KOMITbIOTEDHYIO CUCTeMY JI/is TIO//IeP>KKU MeHe[XKepoB
cienkyd. B Oo/bIIIMHCTBE CUTYalluii OHa /aeT HeoOXoAuWMble MOACKAa3KU. B #elicTBUTE/NbHO TPYAHBIX
CUTYAIUSIX OHU MOTYT TIO/IyYUTh TIOMOIIIL Y HeOOJIBIIION TPYIITIbI OMBITHBIX CIEL[AATMCTOB IKCIIePTOB T10
TIpOBepKe KpeauTa, lileHoobpa3oBaHuto U T.J. Ho fake 3/1ech nepesiaua paboThl U3 PYK B PYKU UCUe3a,
TIOTOMY UTO MeHe/Kep C/IeJIKU U TIpUB/ieKaeMble UM CIel[UaJucThl pab0TaloT OJ/HOW KOMaH/I0M.

bnarogaps Takoii mepectpotlike npouecca 3¢ dektrBHOCT, IBM Credit KapuHaabHO YIYYILM/IACh:
ceMUuOHe8HbIl CPOK 00paboOTKM 3arpoca COKpPATW/CS [0 uembipex uacoe. U nisi 3Toro He
MOHA/I00MU/IOCh YBe/IMUMBATh IIITaT, a HA00OPOT, y/a/loCh €ro HEMHOTO COKpaTuTb. B TO ke BpeMmsi
KO/IMueCcTBO 0OpabaThiBaeMbIx 3assBOK BO3poc/io B 100 pa3 uMeHHO 8 cmo pas, a He Ha CTO TIPOLIEHTOB.

910 poctkenre IBM Credit cokpaiieHre cpoka Ijukia obpabotku Ha 90% U yBe/ndueHue
MIPOU3BOAUTETLHOCTA B CTO pa3 MPeKpPacHO COOTBETCTBYET HallleMy OIpefe/leHUI0 PEeMH)XUHUPUHTA.
KoMmnaHusi BblIUia Ha KAPOUHA/bHO HOBBIM YpOBeHb 3((EKTUBHOCTU, paOUKA/1bHO U3MEHUB Lie/IbIi
npoyecc. B IBM Credit He 3agaBanuch Bompocamu: Kak yaydllMTh BbIYMC/IEHME paclieHKU Ha
duHaHCcHpoBaHUe? Kak ycoBepIilieHCTBOBaTh MPOBEPKY KpeauTocrnocobHoctu? bonee Toro, B ripoiiecce
5TOT0 PaJMKaJbHOTO H3MEHEeHHs KOMIIaHWSl OIpOBepIVIa MpPeAroJioXKeHWe, UTO [Jisl BbIIOJHEeHUs
CrieLiMaIM3uPOBAHHBIX LIArOB €M HY)KHbI CI1eL[Aa/IUCThL.

Ford Motor Company

Ham BTOpov npyumMep peMH)XUHUPHUHIA CBSI3aH C U3MEHEeHUsIMU TIpoLiecca, OTHOCALLEroCs K Apyrou
Kareropuu. Mbl OmnpefieTM/id TIPOLIECC KAaK CEepUr0 [IeHCTBUM, [AarolMX TMOTpeOuTe/Nt0 1eHHOCTh, a
npuMepaMu ObLTO BLIMIOJTHEHME 3aKa30B U KpeAuToBaHue. OIHAKO KJIMEHT Tpoljecca He 00si3aTebHO
K/IMeHT KOMMaHuu. KIueHT MokeT ObITh YaCTbI0O KOMIIAHWW: HamlpuMmep, B Tpoljecce 3aKyMoK W/u
npruoOpeTeHUs] MaTepyasioB KJIMeHT MPOU3BoACTBeHHbIN oTzAen. Ford Motor Company Ha CBoeM OIIbITe
3HaeT, UTO PeUH)XKUHUPUHT IPUMEHUM U K 3TUM MPOLieCCaM.

B Hauane 1980-x rogoB Ford, kak MHOTHWe aMepUKaHCKHe KOMIIaHWHW, UCKaa CrocoObl CHU3UTh
HAaKJ/Ia/IHbIe ¥ a/IMUHUCTPATHUBHbIE U3/]eP)KKU. B KOMITaHWW CUMTa/IM, YTO UX MOKHO COKPAaTUTh, CpPeIu
1poyero, B OT/e/ie KpeJUTOPCKOM 3a/J0/DKeHHOCTH, OflauMBaBllieM cueTa OoT noctaBiImkoB Ford. B To
BpeMsi B OTZiesie KpeAUTOpPCcKou 3ago/pkeHHOCTH Ford mo CeBepHoii AmepuKke paborano 6omee 500
yesioBeK. PyKOBOZACTBO mosiaraso, 4TO MCIOJ/Ib30BaHHWe KOMITBIOTEPOB /i1 aBTOMaru3ali HeKOTOPbIX
(GyHKI[MI TTI03BO/IUT COKpPaTUTh nepcoHasn otgena Ha 20% ao 400 yenosek. 1o HalemMy oripejieieHuto,
5TO TIOCTelleHHOe y/IyulleHWe IIyTeM aBTOMAaru3ali pYYHOro TIpoLjecca He  SIB/SIeTCA
peut>kuHupuHrom. Ho menemxkepsl Ford currtanu, uro 20% J0BOMBHO XOPOLLM MOKa3aTesib, TOKa He
roceTUIU KoMnaHuto Mazda.

Hesagmonro g0 3toro Ford mnpuobpen TmakeT akiuii 3TOM SIMTOHCKOM Kopriopaijuu. U
00HapY>KUJIOCh, UTO B Hell KpPeJUTOPCKOM 3a/j0/DKEHHOCTBI0 3aHMMAsoCh BCETO nsimb uenoBeK. Takoi
pasuTenbHbM  KoHTpacT 500 uenoBek B Ford m 5 B Mazda Henb3sg ObUIO OOBSCHUTH MEHBIIMMU
pasMepamMu Mazda, KOMaH/JHBbIM [IyXOM, T[I€CHSIMH KOMII@aHUM WM COBMECTHOW yTpeHHeu
IMMHACTUKOMU. Bbiso sICHO, UTO aBTOMaTU3alius [iis1 COKpailleHus rnepcoHana Ha 20% He moctaBut Ford
Ha OIMHAKOBbIM ypOBeHb U3fep)kek ¢ Mazda, Tak uto gupekropaM Ford mpuiiock mepeocMbICIUTD
BeCh IMPOLIeCC, B KOTOPOM y4aCTBOBAJ/ OTJe/1 KPeJIUTOPCKOU 3a/I0/DKEHHOCTH.

OTO pellleHUe CTajo MepelOMHBIM B MbIlvieHHH Ford, Tak Kak KOMMaHUsI MOXKeT TPOU3BOJUTh



PEUH)KUHUPHHT TOJIBKO OU3Hec-npoyeccos, a He BO3HUKIIMX ISl UX BBITOJIHEHUS aZIMUHUCTPATUBHBIX
opeaHu3ayuli. Henb3s MpoBeCcT peMH)XWHUPHUHT OT/e/la KPeJJUTOPCKOW 3aZl0/DKEHHOCTH, TaK Kak 3TO
He TIpOoLecC, a OpraHM3alMOHHbBIA MPOAYKT OIpe/e/leHHOW MOZe/NH Mpolecca. JTO IPYyMIla K/IepKoB,
CUASIMX B KabWHeTe U mepeJarolX Apyr Apyry Oymaru. PeMH>)KMHUPUHTY MOTYT TIOABEPTHYThCS He
OHU camu, a 3a0dHUsl, KOTOpble OHU pelaroT. [locjie peUMH)KUHUPWHTa WX JelcTBusi Oyayrt
peopraHr30BaHbl COOTBETCTBEHHO TpeboBaHUsSIM HOBOTO paboyero rpotiecca.

HeBO3MOXXHO T1epeoL[eHUTh BaKHOCTb 3TOT0 KPUTHUUECKOr0 pa3/iiuvs COCpPeZloTOUeHUsl Ha
TepecTpoiiKe MPUHIUIIHAIBHO BaKHOTO OM3HeC-Tpoliecca, a He OT/esia WU JIPYTUX OpraHU3al[iOHHbBIX
efvHULl. HampaBuB yCcuusi 10 peMHXUHUPUHTY Ha OpPraHM3allMOHHYI0 e/IUHUILY, Bbl OOpeKaeTe WX Ha
TIPOBaJI; HO TIOC/Ie peMH)XXUHUPUHTA peaibHOTO paboyero rpoiiecca CTaHeT OUeBH/HO, KaKOW Ha CaMOM
Jiejie 1o/DKHA ObITh OpraHu3allMoOHHas CTPYKTypa. BeposiTHO, oHa He OyieT oueHb TTOX0XKel Ha CTapylo;
MOTYT Jla’ke UCUe3HYTh HEKOTOPbIe OTZe/Ibl MU pyrue OpraHru3alMOHHbIe eJMHULIbI, KaK MPOX30LI0
B Ford.

B koHeuHoMm wutore Ford mpoBes peMH)XMHUPHUHT He OTAejla KpPeJUTOPCKOW 3a/l0/DKEeHHOCTH, a
npoijecca cHaO)keHus.. B ero xofe KoMraHusi Mojydana UCXOAHYHO WHGOpMalUi0 B BUje 3aKa3a,
Harpumep, OT 3aBOJAa Ha TOKYIKY JeTajed, U MpeJoCTaB/sjla 3TOMY 3aBofy (K/IWEHTy IpoLecca)
KylJIeHHble W OrulaueHHble ToBapbl. [Ipoijecc cHaG)keHUsl BKIOYaa (YHKIUMIO KpeaUTOPCKOU
3a/10/DKEHHOCTH, a TaK)Ke OXBaThbIBa/l 3aKYIKU U TTOTy4eHre KOMILIeKTYIOIIMX.

Crapsiii nipoiiecc ripuobpetenus Aetaneii B Ford Obul BrosHe TpazuiiuoHHbiM. CHayasna OT/esn
3aKyIOK MOChLIa/] MOCTaBLMKY 3aKa3 Ha ITOKYIKY U KOMHUI0 B OTZJe/ KPeJUTOPCKOW 3a/l0/DKEHHOCTH.
[TocTaBUMK OTrpyKaj TOBapbl U MOChLIAN CYeT TakKkKe B OTZAes KpPeAUTOPCKOU 3aJo/pKeHHOCTU. [lo
npubbITUM TOBapoB B Ford K/iepk B MpUeMHOM OT/ie/IeHUM 3aroJiHs/T 6/laHK C OMMcaHWeM TOBapoB U
repe/iaBajl ero B TOT Ke OTJel.

Terieps B 3TOM OT/iesie ObLIO TPU JOKYMEHTa, OTHOCSIIMXCS K 9TUM TOBapaM: 3akKa3 Ha TMOKYIIKY,
OnaHK TIpUeMKU U cueT. ECu Bce OHU COBIIaJlaiu, COTPYIHUK OT/Ze/ia aBajl pa3pellleHre Ha Oriiary.
Tak mpoucxoauio B GOMBIIMHCTBE CAydaeB, HO MHOIJla B TPOLeCC BMeIMBAJICS 3akKOH Busbdhpeno
Ilaperto.

[TapeTo, UTa/NbSIHCKWI 5KOHOMMCT Hauyana XX Beka, c(hOpMY/IMpOBa/l TaK Ha3blBaeMOe IMPaBUJIO
80/20 (ero o¢uiManbHOe Ha3BaHME 3aKOH HepaBHOMEpDHOro pacmpefesneHus). [lo sTomy mpaBuiy
To/bKo 20% ucxopHoM nH(popMalmu Bbi3biBaeT 80% ycu/nid, MOTpaueHHBIX B KAKOM-TM00 TIpoliecce.
CoTpyIHUKM OT/lesla KpeUTOPCKOH 3a/10/bKeHHOCTH Ford TpaTtviu bBUHYIO [I0H0 pabouero BpeMeHU
Ha pa3pellieHye TeX HeuacCThIX CUTYallUi, KOT/Ia JOKyMEeHThI 3aKa3 Ha TOKYIIKY, 6/laHK MPUeMKU U CueT
He coBra/ianu. VIHoria Ha OTC/ie)KuBaHue U BbIICHEHWe HeCOBMaleHni TpeboBaivch HeJesu.

HoBbli1 mipoliecc mnoraileHusi KpeJJUTOPCKOW 3a/j0/bkeHHOCTH B Ford pajukanbHO OT/MYaeTcsi OT
craporo. OTzen KpeAUTOPCKOU 3a/JO/DKEHHOCTH Y)Ke He CBepsieT 3aKa3 Ha ITOKYIKY CO CYeTOM M
O71aHKOM TIDUEMKU, TaK Kak B HOBOM TIpOIjecce cueTa HeT BOOOIle. ITO TPUBEJIO K Kap/UHaTbHbIM
M3MEeHEeHUsIM: Terepsb B oruiaTe noctaBUMKOB Ford yyactByeT He 500, a Bcero 125 yesioBek.

HoBblli TIpoLjeccC BBIVIAAWT TakK: KOIZJa B OTZeJie 3aKYIOK BbIIMCHIBAOT [I/Is1 OCTABLIMKa 3aKa3 Ha
TOKYIIKY, 3TOT 3aKa3 OJHOBPEMEHHO BBOJUTCS B OH/IAWHOBYIO 0a3y JaHHBIX. [loCTaBIMKH, Kak U
paHbllle, MOCHLIIAIOT TOBaphl B MpueMHOe oTAeseHue. [1o mpubbITUM TOBAapOB COTPYJHUK TTPUEMHOTO
OT/Ie/IeHUs] TIPOBePsieT C TIOMOIIBI0 KOMITbIOTepa, COOTBETCTBYET JIU TI0/ydeHHasi TTapTUsi 3aka3y B 6ase
naHHbIX. ECcM fla, To OH MpUHUMaeT TOBapbl U OTMeYaeT CO CBOEro TepMuHasa B 6a3e [aHHBIX UX
Mo/lyyeHre, a KOMIIbIOTeP aBTOMAaThueCKH MPOBOAWT OIIATY MOCTABLIMKY B COOTBETCTBYIOLMK CPOK.
Ecm e HeT, TO COTPYAHUK OTKa3bIBaeTCsl OT STOU MapTHUU U BO3BpaLlaeT ee MOCTaBLIMKY.

OcHOBHas KOHLeNLMs 3TUX WU3MEHeHWM MpocTa. PaHbllle paspellleHHWe Ha OIUIAaTy JaBajl OTZesl
KPeJUTOPCKOM 3a/l0/DKeHHOCTH, a Temnepb pueMHoe oTjesneHre. CTapbld MpoLiecC BK/IKOYal MHOTO
C/IO’KHOCTEM W YXUILPEHWUM: TMOUCKH, KapTOTEKY He3aKOHUYEHHbIX BOIPOCOB, HAallOMWHAHUS UHBIMU



cioBamu, y 500 coTpygHUKOB ObUTO A0CTaTOYHO paboThl. B HOBOM Tipoljecce 3TOTO HET; OH Jaxe
630K K TOMy, uTOObI BOOOIlE WCKIHOUUTHL CaMy TOTpPeOHOCTb B OTZe/e KpeauTOPCKOU
33/J0/DKeHHOCTU. B HeKoTopbIXx HampaBineHusix pabotbl Ford (Hampumep, B TioApa3/eneHUU
JBUraresiell) B OTZe/aXx KPeJUTOPCKOM 3aJ0/DKeHHOCTU paboraeT Bcero 5% OT MpeXkKHero uuciia
nrozeit. [11st paboThl C UCKTHOUUTE/IbHBIMU CUTYALIUSIMU OCTAeTCsl TOJIbKO Heboblias Tpyrra.

[Tpouecc pertxuHupuHra B Ford Hapylmi paHee MpUHSITbIE TaM JKeCTKUe TpaBuia. B Kaxou
KOMIIaHUU eCTb TaKue riy00KO YKOPeHUBIIMeCs TIpaBu/ia MMcaHble WM HelcaHble.

HamprMep, mpaBU/IOM HOMED OfWH B OT/ieJie KPeJUTOpPCKOM 3ajo/mkeHHocTu Ford 6buio: Mbl
IIJIaTUM, TOJIBKO KOI7ia rosiydyaeM cyeT. XOTs 3TO MPaBUJIO PefKO MPOU3HOCUIOCH BC/IYX, UMEHHO Ha
HeM ObUT TTOCTPOEH CTaphblii rpotiecc. YToObl pa3pyliMTh ero, HaZio ObUIO OTKA3aThCsl OT CueToB. Terepnb
IIpaBUJ/I0 CTa/lI0 TakKuM: MBI Ij1aTuM, KOrza IoJjiyyaeM moedpbl. 3aMeHa BCero OJHOI0 CJI0Ba CYeT Ha
TOBAapbI 3a/I0)KUJI0 OCHOBY /I Ba)KHBIX MOABUWKeK. CerogHss B KOMIIAHUM TIPOMCXOAAT WU Apyrue
TIPOL{eCChI B pe3y/ibTaTe U3MeHeHHs OJHOIr'0 C/10Ba B CTapbIX MpaBuJiax.

Hanpumep, Ha ogHOM U3 3aBofoB Ford mo mpou3BoACTBY PY30BUKOB B IpaBujie Mbl miaTum,
KOrja roJsiydyaeM TOBapbl CZejajv elle OAHY IoIpaBKy: Mbl miaTtuM, KOrja uUcnosib3yem TOBaphbl.
KomriaHus 3asiBU/Ia OHOMY W3 TOCTaBIIMKOB TOPMO30B: Balm TopMo3a HaMm HpaBSTCs, Mbl OyzemMm u
Jlajibllle yCTaHaB/IMBAaTh WX Ha CBOW I'PY30BUKH; HO IOKA MBI 3TOTO He CJejiaeM, 3TO 8awu TOPMO3a.
OHU CTAHOBATCS HAIMMHM, TOJILKO KOIZlA Mbl UX MCIIO/Ib3yeM; UMEHHO TOrZa Mbl UX U OIJIaTUM. MbI
OyzieM oriylauMBaTh Balll CYeT KaXK/IbIid pa3, Korjla ¢ KOHBeliepa CXOUT IPY30BHK C BalllMMU TOPMO3aMH.
OT0 U3MeHeHue ellle 60JIbIIe YIIPOCTUIO TIPOLIeAYPhI 3aKYIKKU U mosiydeHust fetaneit B Ford. (OHo gasno
Y Jpyrye BbIFO/Ibl OT CHU)KEHHS 3ar1acoB /10 ONTUMM3aLMU MOTOKA [JeHe)KHbIX CPe/CTB.)

Hogelii miporjecc npruobpeTeHusi TOPMO30B OTMEHWJI U ellle ofHO npaBusio B Ford, mo kotopomy y
KOMIIaHUU BCeT/a JO/DKHO ObITh HECKOJIbKO MCTOYHUKOB MOCTaBOK. HoBoe mpaBuiio, 1o KpaiiHeli mepe
B C/y4ae C TOpPMO3aMHU, TJIacUT: Y Hac OyaeT oOuH MOCTaBIMK, U Mbl OyieM OueHb TECHO C HUM
COTPYLHUYATD.

MoskeT BO3HUKHYTH BOIIPOC: @ [0YeMy ITOCTaBLMK TOPMO30B COIVIACHJICS Ha 3TO W3MeHeHue?
Beap Temeph OH, MO CyTd Jiena, puHaHcupyeT 3amacbl Ford. UTo MOCTaBUMK BbIMTPBLIBAET OT 3TOM
HOBOU JIOTOBOPEHHOCTU?

Bo-nepBbiX, Teneps OH moJiyyaeT OT Ford gce 3aka3bl Ha TOpMO3a [jisl TPY30BUKOB, @ HE TOJIKO UX
yacTb. Bo-BTOPBIX, MOCTABIIMKY Terepb W3BecTeH rpaduk rnpousBozcTBa Ford u emy Gosibliie He HYXKHO
MoJlaraThCsi Ha HeHaj/le)kKHble TIPOTHO3bI COOCTBEHHOTO TOProBoro Irara. OH MOXeT Jyullle
TIJIAHUPOBaTh COOCTBEHHOE TIPOM3BO/ICTBO U CHU3UTh CBOM 3ariachl.

[Tepectpoiika cHabxenusi B Ford u B IBM Credit uutitocTpupyeT elile OfHY XapaKTe€PUCTUKY
HACTOSILIETO0 PEeVH)XUHUDUHTA: 3TU u3MeHeHUs Obtu Obl HEBO3MOXKHbI 0e3 COBpPeMeHHbBIX
MH(MOPMAIIMOHHBIX TexHoyorud. Obe KOMIaHUM He MOAUGUIMPOBAIM CTapble, a BHEAPUIU
COBepIlIeHHO HOBbIE MPOIIeCChl, KOTOPbIe He CMOTJIM Obl CyllleCTBOBaTh 6e3 coBpeMeHHbIX UT.

HamprMep, B pacCMOTPEHHOM BbIIIle C/Tydae B TIpoljecce CHaOKeHUs Toc/ie peMH>XUHUPUHTa Oe3
OHJIaliHOBOM 0a3bl J@HHBIX TI0 3aKa3aM COTPYAHUK TPUEMHOTO OT/ieJieHHUss He CMOT Obl /laBaTh
paspellieHre Ha OTIaTy TIOCTABIMKY IO MPUObITUM TOBapoB. OH He uMes Obl HU MasielIero moHsITHs,
Kakvue MUMeHHO TOBaphl 3aka3an Ford; emy mpuiiviock Obl MpeArNoaoKWUTb, UTO UMEHHO OHU ObUTH
3aKa3aHbl, U MPUHATb UX, a OT/e/Ny KPeJUTOPCKOM 3a/l0/PKeHHOCTU HY)KHO ObLIO Obl CBepsITb OJlaHK
TIPUEeMKH, 3aKa3 Ha MOKYMKY U cueT-(hakTypy. TeopeTuuecku OT/ie/T 3aKYTOK MOT ObI OTChIIaTh KOTHIO
KaXK[Oro0 3akKasa BO BCe I[IpUeMHble OT/Je/leHUsl KOMIIaHWM, a UX COTPYJHUKU CBepATb C HUM
TOJIlyYeHHble TOBapbl, HO TakKasg CHUCTeMa Ha OCHOBe [OKYMEeHTAal[UW HelpakTU4yHa. TexHosioruu
no3Bommu Ford co3zparh pagvkanbHO HOBBIM MeTof pabotekl. A B IBM Credit TexHonmoruu AaroT
COTpYAHUKAM 0011iero rnpodusist 1erkuii 0CTyn K WH(OpMaIuu, KOTOPO# paHblile MOTJIU M0/Ib30BaThCst
TOJILKO  croeluanuctel. MHbopmalus He3ameHumblll  ¢akmop B peuH>kuHupunre. bes UT



PENMHXXWHUPHHI ITpOLeCCd HeOCYIIECTBUM.

Kodak

Ellle ofuH mpyMep peMH)XUHUPUHTA MpOIiecC pa3paboTKU TMPOAYKI[MH, CO3/IaHHbIM KOMIaHWen
Kodak B oTBeT Ha BbI30B KOHKYpeHTa. B 1987 rony ¢upma Fuji, maBHbiii conepauk Kodak, o6bsBuia o
CO3[laHMM HOBOT'O OHOPa30Boro 35-MM ¢oToarnmapara ero MmoKynaayd y)Ke C 3apshKeHHOM MJIeHKOM,
WCII0J/Ib30Ba/iM OJJUH pa3 U BO3Bpallla/ii TIPOM3BOUTENI0, KOTOPBIA TIPOSB/SUI TIJIEHKY W pa3bupan
doToanmapaT Ha YacCTH /ijisi TOBTOPHOTO Ucro/b3oBaHus. Y Kodak He 6b110 T0106HOTO MPO/yKTa axe
Ha CTa/uu pa3paboTKu, a MpU TPaAUIIMOHHOM TIpOL[ecce Ha BBIMYCK TaKOTO TOBapa MOHa[00MI0Ch ObI
70 Hemenb. OTa 3ajiepXkKa fana Obl Fuji orpoMHyto ¢dopy U NpeumyIlecTBO Ha HOBOM pbiHKe. UTOOBI
3HauMTebHO COKPaTUTh BpeMsi BbIBOJA@ HOBOTO TOBapa Ha pbIHOK, Kodak mpoBen perMH>XUHUPUHT
rpoijecca pa3paboTKu MPOAYKIUH.

BOJILIIMHCTBO TIPOLIeCCOB pa3pabOTKU MPOAYKLIUU SIBJISIIOTCS WM MOC/e/l0BaTeTbHbIMU, UTO UX
3aMezjisieT, WA Napa//ie/lbHbIMU, UYTO TOXE UX 3aMe[/sieT, HO T0 Jpyrod TmipuuvHe. B
TI0C/ie/IoBaTe/IbHOM TIpoljecce pa3pabOTKy JOW WM TPYIIbl, paboTaroiie Hajl Kakoh-11bo 4acThbio
MPOAYKTA, JKAYT 3aBeplleHUs TpeAblAyIero 5Tara, Npexae ueM HauaTb CBOW. Hampumep, cHauasa
CBOIO paboTy /lenal0T KOHCTPYKTOPHI Kopityca (oToarirnapara, 38 HUIMU pa3paboTurKu 3aTBopa, 3aTeM
pa3paboTurKu MexaHu3Ma MPOKPYTKU TIJIeHKHU U T.1. HeyiuBUTeIBHO, UTO MPOLIeCC 3aTATUBAETCS.

[Ipu mapasienbHOM pa3paboTKe Bce uacTy (oToamnmapara KOHCTPYHMPYHOTCS OJHOBPEMEHHO, a B
KOHIle WHTerpupyroTcs. Ho ¢ 3TUM MeTO[OM TOXKe BO3HUKaeT TpoOsieMa OObIUHO TIO[ACUCTEMBI He
TIOAXOAST APYT K IPYTy MOTOMY uTO, paboTast Hafl TTPOeKTOM, TPYIIIbl BHOCAT B HEr0 CBOU W3MeHeHUs
(uacTo K JyuilieMy), O KOTOPBIX, OfJHAKO, He cooOiatoT apyrum. I[lotom, korja ¢oToarmapar yxe
JIO/DKeH OBbITh TOTOB K IMPOU3BO/ICTBY, KOHCTPYKTOpPaM MTPUXOAUTCS BO3BPAIIATHCS K UCXOJHOM TOUKeE.

Crapeiii mporjecc paspabotku mpoaykiumu B Kodak ObI1 4acTMUHO TI0CTe[0BaTe/lbHbIM U
YaCTUUHO TapasiyleJibHbIM, HO B IjeJloM Me/jeHHbIM. Pa3paboTka coToarimnapara mnpoucxoauia
rapasijie/ibHO M BK/OYajga Bce TIpoO/ieMbl Takoro Tipoiiecca, a pa3paboTKa MpPOU3BOJCTBEHHOTO
o0opy/i0BaHMs TTPOBOAN/IACK TI0C/e[oBaTebHO 10/ KoHell. ViHxeHepwI-TexHoioru Kodak npuctymnanu
K paboTe yuiib uepe3 28 Hezieslb TOC/Ie Hauasia pa3pab0TKU MPOAYKTa.

Kodak mpoBesn peMH)XMHUPUHT TMpoijecca pa3paboTKu MPOAYKLIMU TIyTeM HOBaTOPCKOTO
UCIONb30BaHUs TexHojorud 1mop Ha3BaHueM CAD/CAM (cuctemMa aBTOMarv3vMpOBAHHOTO
MPOEKTHPOBAHUS/aBTOMAaTU3MPOBAaHHOE TIPOU3BOJCTBO). JTa TEXHOJIOTHS TI03BOJISIET WHXXeHepam
TIPOEKTUPOBaTh Ha pabouMX CTaHLUSX, a He 3a UePTe>KHbIMU CTojaMu. PaboTa 3a KOMITBIOTEPOM YiKe
cama 1o ce6e moBbicK/ia ObI MPOU3BOAUTENBHOCTh OT/Ie/IbHBIX KOHCTPYKTOPOB, HO Ha TIPOLjecc B 0011IeM
TaKoe UCI0/Ib30BaHue TeXHOJIOTHUH TIOB/IUSIO Obl I HE3HAUUTE/TBHO.

TexHonorusi, no3sonuBiiasi Kodak mpoBecTy peMH>XUHUPUHT CBOEro MpoLiecca, UHTerprupoBaHHast
0a3a maHHbIX pa3paboTku npoAykiyu. Kakeiii 1eHb 3Ta 6a3a cobupaet paboTy KaXkA0ro WHXeHepa 1
o0beIUHSET BCe OT/e/ibHbIe Ycuius B 1ienioe. Kaxkzoe yrpo pa3paboTuvKuy IPyIbl U OT/Ae/bHbIe JIIOAU
TIPOBEPSIIOT 10 0a3e [JaHHBIX, He COo3/laja JIM Ubs-TO BUepallHss paboTa mpobsemy st HUX WU [iJis
o01eit KOHCTPYKI[MU. EC/ii 3TO Tak, TO OHU pelaoT NpodsieMy HemeOo/1eHHO, a He uepe3 HeZiesid WUiu
Mecsil[bl 3psi TMpOJie/laHHOM paboThl. Bonee Toro, Temeph WHKEHEPHI-TEXHOJOTHM MOIJIM HAuWHATh
TIPOeKTUPOBaHUEe 000py#OBaHUsI y)Ke Ha JecsITol Hefesne Tipoljecca pa3pabOTKU, KakK TOJIbKO
KOHCTPYKTOPBI MPH/au KaKyr-TO (POpMY NPOTOTUITY MPOAYKTa.

Hoseii1 npornecc Kodak nmog Ha3BaHHeM KOMIIJIEKCHOe TIPOEKTHPOBaHME IIIMPOKO UCIOJIb3YeTCs B
a9POKOCMUUECKON U aBTOMOOU/ILHOM MPOMBIIIIEHHOCTH, a celiuac ero OCBauBalOT U TPOU3BOAUTEN
notpebuTesnibckot mpoaykuuu. C MOMOIIBI0 KOMIiIeKCHOro rpoektrupoBaHus Kodak mouTtu BiBoe



COKpAaTu/ Mepuoj, OT MOsIB/IeHUs] KOHLIeMNIUU [0 TIPOU3BOZCTBA OfHOPa30BOro 35-MM (hoToarrmapara.
Bosiee ToOro, mocjie peMH)XWHUPHHTA TIOSIBUIACh BO3MOXKHOCTH IIpHB/I€KaTb K 3TOMY MPOL[eCCY
pa3pabOTUMKOB 000pyHIOBaHUS [/l U3TOTOB/IEHUS MPOAYKTa, UTOOBI CO3/laTh KOHCTPYKIIHIO, KOTOPYIO
Jierye U JiellieByie MPOU3BoAUTh. biarogapsi Bcemy aTomy Kodak cokparus 3aTparbl Ha 000py/i0BaHUe U
TIPOM3BO/CTBO O/[HOPA30BOro poToarnrmapara Ha 25%.

Hoemopmotquecn membl peuH}CUHUpuUHza

Tpu nipyBeieHHBIX Bbillle TPUMepa WITHOCTPUPYIOT HACTOSIMNA PEMHXXUHUDPUHT. DTU TPUMeEphI
WJUTIOCTPUDPYIOT ueThipe 0bsi3aTelbHble XapaKTepUCTUKU PEeMH)XMHUDUHTA M COOTBETCTBYIOT HallleMy
orpeJie/IeHUI0:  PEMHXUHUPUHT NPUHYUNUA/AbHOE TIepeOCMBbIC/IEHHe U paOuKda/bHAs TiepecTporKa
OW3HeC-mpoIeccoB sl JOCTHKEHUS KAPOUHA/AbHbIX YIYUllIeHU KPUTUUECKUX COBDPeMeHHbBIX
rokasatesei 3()(eKTUBHOCTU: CTOMMOCTH, KaueCTBa, ONIePaTUBHOCTU U CEPBUCa.

Huke mepeurciieHbl 00IMe [i/1s1 3TUX TIPUMEPOB XapaKTePUCTUKH, KOTOPbie OyAyT pPacCMOTPeHbI
bosiee I0IpOGHO B APYTUX TJlaBax.

Opuenmayusi Ha npoyecc. Kommanuu IBM Credit, Ford u Kodak gocturnu ymyuiieHuili He
BBITIOJIHEHWEM Y3KUX 3aZlad U He paboTol BHYTpHU MpeJoripe/ie/ieHHbIX OpraHW3allMOHHbIX TPaHUll, a
MyTeM pPAacCMOTpPeHUsi 1ieioro mpoiiecca Oyab TO KpeauToBaHWe, CHabeHue WM pa3paboTka
MPO/JYKLMH, KOTOPbIM BbIXOAWII 3a PAMKH OT/Ze/IbHbIX M0/Ipa3/ie/IeHuH.

Bbicokue yenu. Hebonblime ymydilieHrst He TIOMOI/IA Obl HU B OIHOM U3 3TUX cUTyauui. Bce Tpu
KOMIIaHUM >Kejlalyd [OCTUYb TIpopbiBa. B ripoliecce peuMH)XMHUPWHra Mpolecca KpeaUuTHOU
3a/10/KeHHOCTU Komranusi Ford, Hampumep, oTkasanach oT repefieiku 20% U B3sjlach 3a pelleHUe
80%.

HapyuweHue npasui. [1Ipy peMH>XUHUPUHTE CBOMX MPOLIECCOB KaXkKAasi U3 STUX KOMIIaHUM MOpBasa
CO CTapbiMU TpPAJULIUSIMHA, HaMEpPEHHO OTKAa3aBLMCh OT HeJJ0Ka3aHHbIX TIPEANOJ0KEHUN O
crieLjManv3alyu, rocaej0BaTeIbHOCTH U CPOKax.

Teopueckoe UCNob308aHUE UH(OPMAYUOHHbIX ~ MmexHono2uli. VIMEHHO  COBpeMeHHbIe
MH(OpPMaLIMOHHbIE TEXHOJIOTUU TOMOIVIM 3TUM KOMIIAaHMSIM HapylMTh CTapble TpaBu/ja U CO3/aTh
HOBbIe Mo/iesiu Tipotiecca. VT garoT opraHu3alysmM paiiKajbHO HOBbIe CII0COObI pabOTHI.

PeunHdicuHupuHe: npaeda u 3a6./1ycoeHust

JIrogy, KOTOpble 3HAIOT O PEWH)XWUHUPUHTE TOHAC/BIILKE WA TOJbKO 3HAKOMSTCSI C 3THUM
MOHSITUEM, YaCTO pEeIlalT, UTO PEMH)XWUHUDUHT B OCHOBHOM COBMAZ@eT C YK€ W3BEeCTHbIMU UM
rporpaMMaMu ynyuilieHusi 6usHeca. OHU MOTYT CKa3aTh: A, TOHSITHO. PeMH)XXUHUDUHT 3TO Apyroe
Ha3BaHUe COKpallleHUs epcoHasa. VIHoria OHY MpHpaBHUBAIOT €ro K PeCTPYKTYpPU3aLiuu WU APYroMy
MOMY/IIPHOMY Ha JIaHHbIM MOMEHT MeTo[y yiyuilleHuss OusHeca. Ho 5To HempaBuiabHO. Y
DEeUH)KUHUPWHTa HeT HUUYero WM TIOYTU HUuero oOiero € 3TUMU TporpaMMaMu; OH HMeeT
3HauuTe/bHbIE OT/IMYHUS JJaKe OT TeX, C KOTOPhIMU Y HEr0 eCTh HEKOTOPbIe 00IIe uepThl.

Bo-niepBbiX, HECMOTPS Ha 3HAUMTE/IbHYIO0 PO/Ib UH(OPMAaL[MOHHBIX TEXHOJIOTUM B PEMH)XUHUPHHTEe
KOMIMaHUM, yKe [JO/DKHO ObITh SICHO, UTO PpeWH)XWHUDUHT He CHHOHUM aBTOMaru3aliuu.
ABTOMaTU3MpOBaTh CYLIECTBYIOLMe TMpolecchl € Tomoimpio WT Bce paBHO 4TO acganbTHPOBATh
TIPOTONTaHHbIE KOPOBaMU JIOPOXKKU. ABTOMaru3aiiusi TpocTo jaeT Oosiee 3¢ deKTUBHBIE CIIOCOOBI
BBIIO/THEHUS HENIPABU/IbHbIX JeUCTBUN.

Takke He cjefyeT MyTaTb PEMH)XMHUPWUHI KOMIIAHUM C TaK Ha3blBa€MbIM DPEUH>XUHHUPUHIOM



nporpaMMHoro obecrieuennss (II0) mpu  KOTOpPOM ycTapeBiMe WHGOPMAILMOHHBIE CHCTEMBI
TIepeCcTPauBarOTCs C TIOMOIIBI0 00Jiee COBPEMEHHBIX TeXHOJIOTHH. 3aUacTyr0 e JUHCTBEHHBIA pe3y/bTar
perH>KMHUPUHTAI IO C/I0)KHBIE KOMITbIOTEPHBIE CHCTEMBI [I7Isl aBTOMATH3aLIMK YCTapEeBIIMX MPOLeCCOB.

PeH)XUHUPUHT He PeCTPYKTYpPH3aLks U He COKpAIlleHWe TepCoHaia. TH XUTPOYMHbIE TePMHHbI
0003HAYAIOT YMEHbBIIIEHHE TTPOU3BOACTBEHHBIX MOIIHOCTEH /ISl YAOBIETBOPEHHS] CHU)KEHHOTO CITpOCa.
Korzia pbIHKY HY>)KHO MeHbIIlle aBTOMOOM/Iel mpor3BoacTBa GM, KOMIaHUSI COKpAIAeT CBOM pa3Mephl,
4yTOOBI JTyullle yIOBJAETBOPUTH cripoc. Ho cokpallieHWe repcoHana W PeCcTPYKTYpU3alysi O3HauaroT
TOJILKO TO, UTO MEHbIIIee JOCTHTaeTCsi MEHBIIMMU pecypcaMu. A PeMH>KMHHPUHT TTOMOTaeT J0CTHYb
00/1blie20 MEHBITMMU CPe/ICTBaMHU.

KpoMe TOro, peMHXUHHUPHUHI He TO K€ CaMOe, UTO peOpraHu3alds WId yaajdeHue ypOoBHeH
opraHu3aiiiyd (XoTs B HTOre OH JIeMCTBUTEBHO MOKET COKpaTUTb MX KOJMuecTBo). Kak yke
TOBOPUJIOCH BBIITIE, TTPO0/I€MbI KOMITAHWH BbI3BaHbI HE UX OpP2dHU3AYUOHHOL CTPYKTYPOM, a CTPYKTYPOK
uX npoyeccos. HajoykeHre HOBOM OpraHu3alliy Ha CTapbli MPOIECC 3TO Tepe/IMBaHye CKUCILEero BUHA
B HOBbIE OYTBIIKHU.

Kommnaauu, 106pocoBeCcTHO MPUCTYTIAIOIIME K Pa3rpoMy OrOpOKpaTHu, OepyTcs 3a Ziejio He C TOTO
koHIla. [Tpo6siema He B OFOpOKpaTHH; HA00OPOT, MOC/IeZIHE ABECTH JIeT OHa ObUla pemeHueM. Ecim B
KOMIIAaHUHM BaM He HpaBUTCA OIOpPOKpaTus, IOMNbITaliTeCh OOOWTHCH 0e3 Hee U TIOJYUYHUTE Xaoc.
BropokpaTusi 3TO KJel, CKpervIsiolui TpaJul[iOHHbIe KoMraHnuu. OHa ObUla M OCTAeTCs pellieHreM
OCHOBHOM  Tpo06/ieMbl hparMeHTalii MporeccoB. [l ycTpaHeHHWs OIHOPOKpaTHM M COKpALeHHS
YpPOBHEll OpraHW3alid HY)KHO TPOBECTH PEMH)KUHMPHHI TPOI[eCCOB, UTOOBI JIMKBUUPOBATh IOC
dbparmenTaiyto. Torjja KOMITAaHUSI CMOXKET IPeKpacHO 00XoUThCsl 6e3 GI0pOKpaTHH.

PeMH)XUHUPHUHT TaK)Ke He paBHO3HAUEH V/IYUIIeHHUI0 KaueCcTBa, KOMILIEKCHOMY YIIPaB/IE€HUIO
KaueCTBOM WM JPYIMM IIPOSIB/IEHUSM COBPEMEHHOIO [BM)KEHHsSI /s TIOBBbIIEHUS KauecTBa. [la,
KOHEUHO, Y HUX MHOTO OOILero; OHW TMPH3HAIOT Ba’KHOCThb MPOILIECCOB M HCXOASAT U3 IOTpeOHOCTelH
K/IMeHTa Tpoiiecca. Ho eCcTh ¥ MpUHIMIHANbHBIE pa3inuusi. IIporpaMmel 1o obecrieueHr0 KauecTBa
JEMCTBYIOT B paMKax CYIIECTBYIOIIMX IMPOLIECCOB KOMIIAHHUU W CTPEMSTCS YCOBEPILEHCTBOBAaTbh UX C
TIOMOIII0 TOTO, UTO SITOHIIbI HAa3bIBAlOT Kaizen IMOCTOSHHBIX HEOOJIBIIMX YIYUIIEHWH, 1[e/lb KOTOPBIX
JieJ1aTh TO, UYTO MBI Y)Ke Jie/laeM, HO TOJIbKO Jiyuille. A PeMH)XUHHUPHHT CTPEMMTCS K MPOpbLIBaM, He
YIydlliasi CyIeCTBYIOIME TPOLIECCh], a 3aMeHsA MX HOBbIMU. PeMH)XUHUPHHT TAKXKe OT/JUYAeTCs OT
IIpOrpaMM I10 00ecrieueHWI0 KaueCTBa CBOMM IT0/IX0/IOM K YITPAB/I€HUIO U3MEHEHUSIMH.

/1 HaKOHell, CTOUT ellje pa3 BCIOMHHUThL KPaTKoe Ompe/ie/leHre PeMH)KMHUPHHTa: HauaTh CHauasa.
CyTb peMH)XHHHUPHWHTA HauaTh C YMCTOIO JIUCTA, OTKA3aThbCs OT PacIpOCTPAHEHHBIX Mpe/CTaB/IeHNUH,
OOIIENPUHSTHIX MPE/II0NI0KEHUH W HM300pecTy HOBbIE TMOAXOAbl K CTPYKTYpe MpoIjecca, B KOTOPBIX
MaJio Wi BOOOITe HET CXO/CTBA C TIOAXOAAMU TTPeIbIAYIIMX STI0X.

ITo cyTH, peMH>)XMHUPUHT JeMCTByeT B HallpaBJAeHUH, 00paTHOM MPOMBIITIEHHON peBo/ioLnK. OH
OTBepraeT Ipe/IIo/IOKEeHHSs], 3aK/IFOUeHHbIE B TTPOMBIIIVIEHHON mapagurmMe Azama CMuTa: pasjesieHue
TpyAa, 3¢dekT Maciraba, vepapXUueCKWM KOHTPOJb M BCE OCTa/bHble aTpuOyThl SKOHOMMKH,
HaXO/SIIEHCS Ha paHHEeH CTaJuy Pa3BUTHS. PeMH)KMHUPUHT 3TO TTOMCK HOBBIX MOJe/Ied OpraHu3al[uu
paboTel. Tpaguiiuy [ HeTO HUUero He 3HauaT. PEMH)XMHUPUHT 3TO HOBOE HayvaJio.



I'naBa 3
IIepeocMbic/ieHHe OU3HEC-TIPOIIECCOB

3 mpeAplAyIIMX IJIaB CTAHOBUTCS $ICHO, UTO OW3HEC-TPOIeCC TI0C/ie pPeUH)KUHUPUHTA HMeeT
KOJIOCCA/IbHBIE OTJIMUMS OT TPaAUI[MOHHOT0. Ho B YeM MMEHHO 3aK/IFOUalOTCS 3TU OTTUUMS?

Ha »3TOT BOMpoC HET OAHO3HAUHOTO OTBETa, TaK KaK IMPOI[eCChl TI0C/Ie PeUH)KUHUPHUHTA
TIPUHHUMAIOT MHOKeCTBO pa3HbIX ¢hopM. Tem He MeHee Mbl MOYKEM MHOTO€ CKa3aThb 00 WX TUITMYHBIX
XapaKTepUCTHKaX.

Mb1 66U HabFOIATEISIMH Y yYaCTHUKAMU MPOEKTOB PeMH)KUHUPUHTA B [JIeCATKaX KOMITaHUM U
3aMeTWIM B UX TMpeoOpa30BaHHbBIX MpoIieccax 3/ieMeHThl, 00IMe [jisi Pa3HbIX OTpacjaed U Aake AJis
Pa3HbIX 10 CyTH TporjeccoB. OfHU U Te ’Ke CBOMCTBA MPOSB/ISIOTCS TI0C/Ie peMH)KMHUPHUHTA TTPOLIECCOB
KaK y aBTOMOOW/IbHOM (DUPMBI, TaK U y CTPAXOBOM KOMIAHWUW UJIM PO3HUYHOM CEeTH.

Takoe CXOACTBO HeyAMBHUTENbHO: BeAb HOBasg (opmMa KOMIAHUM, KaK W TpaJMI[MOHHas,
orpe/iensieTCsl HeCKOJbKMMY OCHOBHBIMU TPE/ITTOChITKAMH.

TpaauiioHHAas TIPOMBIITIEHHass MO/le/lb OCHOBaHA Ha IJIaBHOM TIPeAIOChUIKe, UTO Y paOOTHUKOB
TIOUTHU HET HaBLIKOB U BDEMEHM WJ/IM CIIOCOOHOCTe /i1t 00yueHus, C/iefloBaTe/IbHO, Iepe]; HUMU HY>KHO
CTaBUTh OueHb TIPOCThIe 3ajjauu. Bonee Toro, Ajgam CMUT yTBep)KJaa, 4TO JIHOAU paboTaroT C
HanbosbIel 3¢h(eKTUBHOCTBIO, KOT/Ia Y HUX eCTh BCero ofjHa 3a/ladya, KOTOPYIO JIeTKO MOoHAThk. Ho ais
00be/[TUHeHNs STUX MTPOCTHIX 33/]au B eZIMHOe 1[e/ioe TPeOyITCs C/I0XKHbIe TIPOL[eCChI.

B peMH)XWHUPHHIEe MbI TIepeBOpPauMBaeM 3Ty MOje/lb C HOT Ha royioBy. Mbl TOBOPHUM, UTO [I/Ist
VIOBIETBOPEHHUSI COBPEMEHHBIX TPeOOBaHWM KauecTBa, CepBHMCA, TMOKOCTH M HM3KHX 3aTpaT HY)KHO
COXpaHSITh MPOCTOTY TIPOLIECCOB. JTa MOTPeOHOCTh B MPOCTOTE OUeHb CKa3bIBAeTCsl Ha MOC/eAYIOLei
pa3paboTke Mpo1eccoB U (POPMUPOBAHWY OpPraHU3alUH.

Hwxe mnpuBeieHO orucaHWe OOIMX XapaKTePHUCTUK, C KOTOPbLIMH Mbl YacCTO CTalKUBAeMCs B
Or3Hec-mpolieccax Mocjae peuHXUHUPUHTA.

HeckonbKo [O/KHOCTEN o0beAuHsitoTCs B ofHY. Camasi pacripocTpaHeHHasi uepTa TpOLiecCOB
1ocie  pPeMH>KMHUPHHTA OTCYTCTBHE KOHBeliepa: MHOTHe OT/e/bHble [O/DKHOCTU WM  3aJaud
WHTETrPUPYIOTC W CKUMAKOTCS B ofHY. Mbl Habmogamu 310 B IBM Credit, rge o06si3aHHOCTH
HECKOJIbKUX  CIeLUaJuCTOB TIPOBEPSIOIIEro KpeJuTOCIOCOOHOCTh, CreldanucTa 1Mo IjeHaM U Tp.
TepelyTy K OTHOMY COTPYAHUKY: MeHeKepy CHe/TKHU.

[Toxokee mpeoOpa3oBaHKe TPOM30IIIIO U B KOMITAHUM TI0 TIPOU3BO/CTBY 3JIEKTPOHUKU, KOTOpPast
TpoBe/sia PeMH>XUHUPUHT TMpoliecca BBIMOJHEHUsT 3aka3oB. PaHee Bech rmpoiiecc, OT TPOAaXKu [0
YCTaHOBKM OOOpPY/IOBaHUS, COCTOSUI W3 TISITU STAllOB, KOTOPbIe BBITOMHSU/IA CIELUMA/MCThl Pa3HbIX
nofpaszeneHuii. Tak Kak 1Mpy 3ToM paboTa MHOTOKPAaTHO Tepexoin/ia U3 PyK B PYKU, OIMMOKU ObLTH
Heun30eXXHbI, TeM 00jiee UTO HU OfIMH COTPYAHUK W/ OT/e/l He 3HaJl MPOLiecc B 11eJIOM U He OTBeuas 3a
Hero. Kor/ja K/iieHTbl 3BOHUJIU C TTpOoOieMaMu, UM HUKTO He MOT TTOMOYb.

[TpoBoAsi peMH)KMHUPHUHT 3TOrO IIpollecca, KOMITAHHUSI TTOpyuYW/ia BBITOJHEHHWEe pPa3HbIX 3TarloB
OIHOMY ueJIOBeKY Tpe/ICTaBUTeI0 110 00CTY)KUBaHUIO K/IMEeHTOB. Tereph OH BBITIOJIHSIET BeCh MPOYyecc
I[eJTMKOM U SIBJISIETCSI €IMHCTBEHHBIM KOHTAaKTHBIM JIMI[OM /i1 K/JIWEeHTOB. Mbl Ha3blBaéM TaKOTO
ye/i0BeKa, OTBETCTBEHHOTO 3a BeCh IMPOLiecC OT Hauasa /10 KOHIIa, cneypabomHUKoM.

OpHako He Bcerjla MOXKHO CKaThb BCe 3Tarbl AJUTENBHOrO TIpoliecca B OAHY [O/DKHOCTb. B
HEKOTOPBIX CUTYAIUsAX (HaripyuMep, AOCTaBKa MPOAYKI[MW) 3Tarlbl paboThl MPUXOAUTCS BBITOIHSTL B
pa3HbIx MecTax. Torja TpeOyeTcsi HECKOJILKO UesIOBeK /I/Isl yIpaBaeHus YaCTsMU TIpoliecca.

MHorma HempakTUYHO o0O0yuaTh OJHOTO UYej0oBeKa BCEM HaBbIKaM, KOTOpPble MOTYT €My
TTOHAZI00MTHLCS [I7Is1 BBITIOJTHEHUS 1]e/1oro mnpoijecca. Harpumep, kommnanus Bell Atlantic o6Hapy»kuiia,



YTO OfMH UYeJIOBeK He CIpPaBUTCS CO BCEMU 3ajlauaMyd TIpu obecrieueHUUd OU3HeC-K/IMEHTOB
CKOPOCTHBIMU LIM(PPOBBIMU KaHajmaMu. Ho KommaHus XoTesia U30aBUTHCS OT Tpo0sieM, Hen30exXHbIX
TIpU TiepeJjauax 3aka3a 13 OT/iesia B OT/ie/l, U OpraHu30Basa To, UYTO MbI OyieM Ha3biBaTb CneyKoMAaHool
(case team) rpyriny mrofeid, o6afaOIMX B COBOKYITHOCTH BCEMH HaBbIKaMH, HEOOXOAUMBIMH ISt
BBITIOJTHEHUS 3aKa3a Ha YCTaHOBKY 000Dy 10BaHMUSI.

UsieHbI CrieliKOMaH/Ibl, KOTOpbIe paHbllle paboTany B pa3HbIX OTZe/axX, Terepb ObUIM COOpaHbI B
OIHOM TI0o[jpa3fie/ieHuu, U UM ObLIO MOPYyUeHO 3aHMMAaThCSl YCTaHOBKOW 000OpyAOBaHUSI OT Hayasia [0
KOHIIa. XOTs 3a/Iep>KKH U OIIMOKY TIpU Tiepesiaue pabOThI OT OHOTO ujieHa KOMaH/[bl IPYroMy BCe ellle
CJIy4aroTCsl, OHM He3HauuTe/IbHbI T0 CpaBHEHUIO C TpobsemMamu, BO3HMKABIIMMU TIpU Tepejaue
paboThl U3 OJJHOTO OTAesa B Ipyroi. U, uTo Ba)KHO, TeTeph BCe 3HAIOT, KTO OTBeYaeT 3a 3aKa3.

WHTerpaiysi mpoLeccoB, Crel[pabOTHUKUA U CIelKOMaH/bl MOTYT TIPUHECTU OTPOMHYIO BBITOAY:
Korjia paboTa He TepejaeTCsi U3 PYK B PYKH, 9TO UCK/TFOUaeT BO3MOXKHOCTh MHOTUX OIIMOOK, 3afiepXKeK
u nepeiesiok. OOBIYHO TIPOL[ECC C yYaCTHEM CIel[COTPYJHUKOB TIPOXOAUT 6 decsimb pa3 ObICTpee, uem
ero koHBeliepHas Bepcus. Bell Atlantic cokparuia CpoK yCTaHOBKH CKOPOCTHOW LIM(POBOM CEPBUCHOU
muauu ¢ 30 g0 3 gHel, a MHOTAA Ha 3TO YXOAWUT BCEr0 HECKOJBKO 4acoB; Oojiee TOrO B ee HOBBIX
rpoijeccax BO3HMKaeT MeHbllle OIIMOOK U Hellopa3yMeHul, U KOMITAaHUU He HY)KHBI JJOTIO/THUTe/IbHbIe
JIFOZIU [I7ISl X TIOMCKA Y UCTIPABJIeHUSI.

Bnaropapsi vHTerpalMyd MpOIIECCOB COKPAIIAIOTCSA HAaKJ/aJHble pacxo[bl Ha yrpaBlieHUe WMHU.
COTpYIHUKOB MOYKHO MeHbllle KOHTPOJIMPOBATh, TaK KakK Terepb OHU caMM 00si3aHbl obecrieunBarhb
CBOoeBpeMeHHOe U 0e3yKOpr3HeHHOe V/OoBIeTBOpeHHe TpeOOBaHUI K/IMEeHTOB. BMecTo KOHTpOJis
KOMTIIaHUSs CIIOCOOCTBYeT TOMY, UTOOBI 3TH COTPYAHUKU C PACIIMPEHHBIMU TTOJTHOMOUUSIMU TIOCTOSIHHO
WCKa/MM CrIoCcOObl COKpAaTUThb CPOK OOCTy)KMBaHWS W 3arparbl, TIPeJOCTaB/sii TMpU ITOM
Oe3yKOpU3HeHHbIe TIPOJYKThI UM YC/IYTU. JTO ellle OfiHAa BbIrOJja MHTErPUPOBAaHHBIX MPOL[ECCOB: TaK
KaK B HUX y4aCTByeT MeHbIIle JIFo/iell, CTAHOBUTCS jierye pacripefiesisiTh MeX/y HUMU 00SI3aHHOCTU U
OTCJIe)KHBaTh UX 3(P(HEeKTUBHOCTD.

PaboOTHUKM CaMOCTOSATeTbHO TPUHUMAIOT pellleHusl. 3aHUMasiCb PEeMHXXUHUPUHTOM, KOMIaHUU
CKUMaIOT TIPOLIeCC He TOJILKO 110 TOPU30HTAaJIU, KOT/la CrielpabOTHUKU WK CTeLIKOMaH/ibl BBITOJ/IHSIOT
psi/i TIOC/ie[ioBaTe/IbHBIX 3a/lad, HO U TI0 BepTUKa/lu. BepTukanbHOe C)KaTve 03HayaeT, UTO B TeX TOUKax
mpoljecca, TIjle paHbllle COTPYAHWKaM TpebOOBajics OTBeT OT YIIpPaB/IeHUECKOW UWepapxvd, OHU
TIPUHUMAIOT pellieHUsi CaMOoCTOsITeTbHO. [IprHSATHe pellleHU yXe He OT/ieJIeHO OT peasbHOW paboThl, a
CTAaHOBUTCS ee yacmblo. PaBOTHUKU Temepb CaMU BBIMNOMHSIOT Ty 4YacTh PabOThI, KOTOPOM paHbIlie
3aHUMaJIMCh MeHe/[Kephl.

B ycioBUsiXx MacCOBOro MpPOU3BOJCTBA CYIECTBOBA/IO0 HeIVIaCHOe TMpeJrio/ioKeHue, UTo Y JIIoJel,
BBITIO/THSIIOIIMX pPeasibHyl0 paboTy, HeT HU BpeMeHU, HU CKJIOHHOCTU OTCJIeXKUBaTh U KOHTPOIUPOBATh
ee U UTO UM HeJ0CTaeT IMYyOWHbI U LIMPOTHI 3HAHUU /i TIpUHSATUS peleHui. OTCroga cieayer
TIPUHSITOE B TPOMBIIVIEHHOCTH TIOCTPOEHUEe HepapXuueCKuX CTPYKTYp VIipaBleHUs:: OyxrajiTepsl,
ayIMTOPbl ¥ WHCIIEKTOPbl TPOBEPSIOT, DPETrUCTPUPYIOT U OTCAEXKUBAIOT pabOTy; MeHe/Kepbl
KOHTPOJIUPYIOT pabounx mues v pa3buparoTcsi ¢ UCKaroueHusMu. Ho Heo6XoquMo 0TKa3aTbCst OT 3TOTO
TIPe/ITIO/IOXKEeHUST U ero TOoC/ie/ICTBUM.

Beirogpl ckatvsi paboTbl MO BepPTUKA/NM W TOPU30HTAIM YMeHbIlleHWe 3aflepXKeK, CHIDKeHUe
HaK/IaZIHBIX PaCXO/I0B U y/ydllleHe KauecTBa 00CTy>KUBaHUSI K/IMEHTOB.

Jmansbl npouyecca 6blNnO/IHAIOMCA 6 eCmeCmeeHHOM nopﬂaxe

HpOL[ECCbI Imocjie perMH>XUHHUPHUHI'd OCBO60)K,£[EIIOTCH OT TUDAHHUU HpHMOﬁ JINHUMU. pa60Ty MO>KHO
BBITIO/IHSThL B €€ eCTeCTBeHHOH rmoc/ie40BaTe/IbHOCTHU, 4 He HCKYCCTBEHHOﬁ, KOTOpdda BO3HHKJ/Id HM3-3d



nuHeWHOoCTU. B 00ObIUHOM TIporiecce yesoBeK 1 [JO/DKeH 3aBepIMThL 3a7ady 1, a 3areM mepejaTh
pe3y/bTaTbl 4YesioBeKYy 2, KOTODbIM BBIIOJHUT 3ajady 2. A ecau 3a/auyy 2 MOJKHO BBITIOJTHATh
OJHOBPEMEHHO C 3aziaued 1?7 PacrionoxeHwe 3a7auy B JIMHEWHOM MOC/AeJ0BaTeIbHOCTU CO3/laeT
HCKYCCTBEHHYIO OUepeZIHOCTb, KOTOpasi 3aMe/ijisieT paboTy.

B mpoijeccax 1ocie peMHXWHUPUHTA 3Tallbl PabOThI pacro/iaraloTCs B JIOTUUECKOM TOpSZKe.
Harnpvmep, B OHOW TPOW3BOACTBEHHOM KOMITAHWM OT MOJYYeHHUs 3aKa3a OT KJ/IMeHTa [0 YCTaHOBKU
obopynoBaHusi TpeOOBa/sioCh TISATH 3TAllOB: I1epPBbLIM OMpe/iesieHHe TpeOOBaHWM K/IHMEHTa; BTOPOM
npeobpa3oBaHWe UWX BO BHYTPeHHHE KOAbI TPOJAYKIIMU; TPeTUM Tepefada 3aKOJHPOBAHHOM
vH(OopMalMKM Ha pa3/inuHbIe 3aBO/bI U CKJIaZIbl; YeTBEPTHIM MOydeHre U cOOpKa KOMITOHEHTOB; TIAThIM
JIOCTaBKa U yCTaHOBKa 00OpymoBaHus. Bce 3Taribl BLITOMHSAMMCH Pa3HBIMU TOfIpa3/ie/IeHUsMH CTPOTO
10 TIOPSJIKY, HO Ha CaMOM Jiejie OIMKMCaHHas T0C/e0BaTelbHOCTh ObUla Hepa3ymMHOUR. COTpyAHHIIA,
OTBETCTBEHHasl 3a 3Tan 1, OCHOBHYIO YaCTh BpeMeHHU TpaTu/a Ha cbop wHdbopMaIluy s dTara 5, u
npu 5ToM paboTy Haj STaroM 2 3afpelaioch HAuMHaTh [0 3aBepiieHus 3Tama 1. Ilocre
PeMH)KMHUPHHra 3TOr0 TMpoljecca 3Tan 2 HauWHaeTcs, KaK TOMBKO B xofe JTarla 1 cobpaHa
nocrarouHasi uHdopMarus. [Toka BBITOMHSIOTCA 3Tambl 2, 3 U 4, Ha 3Tarie 1 mpogo/pkaeTcss coop
vH(opMalK, HY>KHOU 7151 3Tara 5. B pe3ysibraTe BpeMs BLINIOJTHEHUS 3aKa30B ObUIO COKpaillieHo 6ostee
yeM Ha 60%.

MBbI y>Ke pacCMaTpUBaJM ellle OfWH MPUMED IpoIjecca, 0CBOO0XK/I€HHOTO OT CTPOroi TMHEMHOCTH,
3TO0 pa3paboTka HoBoid mipoaykiuu B Kodak: Terepb i TIPOEKTHPOBAHUSI TPOMBIIUIEHHOTO
obopynoBaHUsS He HY)KHO ’KJaTh 3aBepllieHUs] pa3pab0TKU MpoAyKI[MU. Kak TOMBKO CIPOeKTHpOBaHa
OCHOBHAsi KOHCTPYKLIMSI TIPOAYKTa, TTPOU3BOJCTBEHHUKW MOTYT He TOJIbKO HauMHaTh paboTy, HO M
B/IMSITH T1a OCTA/IbHOM TpOIiecc pa3paboTKK MPOAYKTa.

YcTpaHeHWe JIMHEMHOCTHM TIPOLIECCOB YCKOpPsieT WX [JByMsi criocoOamu. Bo-TiepBbIX, MHOTHe
3a/laHUST BBITTOJIHSIIOTCS OJHOBPEMEHHO; BO-BTODBIX, COKpAIllEHWE BpPEMEHU MeXJy MNepBbIMU U
MOC/IeIHUMM 3TarlaMi MpoLecca yYMEHbIIAeT BO3MOXHOCTh KPYIHBIX W3MEHEHWM, M3-3a KOTOPBIX
BBIITOJTHEHHAs] paHee paboTa MOKeT yCTapeTh, a BbIMIOJIHEHHAs! T03)Ke He COBIACTh C paHHeil. Tem
CaMbIM yMEHBIIIATCSI KOJMUECTBO TepefiesioK, KOTOpbIe SIBJISIFOTCS ellle OJHOW Ba)KHOU TPUYUHOU
3a/IepXKeK.

CyIiecTByeT HECKOJIbKO BepCUM TIpOI[eCcCOB /s pa3HbIX ciayuaeB. YerBepras oOiras
XapaKTePUCTUKa TMPOLIECCOB PEUMH)XWHUPUHIA 0TKa3 OT CTaHAapTu3auuu. Llenblo TpaJuiiMOHHBIX
rpoiieccop  ObUIO MaccoBoe TIPOM3BOACTBO /IS MAacCOBOTO pbIHKA. Bce WCXoAHbIe [JaHHBbIE
obpabaTbIBa/IMCh OMHAKOBO, UTOOLI KOMITAHWM MOIJIM BbIJaBaTh €JWHO0Opa3Hble M COBMECTHMBbIE
TIPOAYKTHI WK YCIyrd. B Mupe pa3HOOOpa3HBIX MEHSIOIMXCS PBIHKOB 3Ta JIOTMKAa ycTapeja. B
COBpEMEHHBIX 00CTOSITeIbCTBAaX HY)KHO HECKOJbKO BepCHil OHOr0 W TOro ke TIpoliecca,
NpuCIiocob/IeHHbIX K TpeOOBaHMUSIM pa3HBIX PHIHKOB, CUTYAI[Ui WM UCXOJHBLIX AAHHBLIX. bosee Toro,
9TH HOBBIE TIPOLIECCHI O/DKHBI UMeTh TOT e 3¢ deKT Maciirraba, 4To ¥ TP MaCCOBOM TPOKM3BO/ICTBE.

[Tporjecchl C HECKOMBKUMM BEPCUSIMH WU TTYTSIMH OOBIMHO HAUMHAIOTCS C COPTUPOBKH, UTOOBI
OTpe/ie/INTh, UTO JIydille Bcero cpaboraeT B AaHHOM cuTyaljuu. COpPTHpOBKa mnpumeHsiercs B IBM
Credit, rme JeliCTBYIOT TPU BepCUM Mpoliecca KpeJuTOBaHUS; OfjHa /il TIPOCThIX CaydyaeB (MTOTHOCThIO
BBITIO/THSAETCSI KOMITBIOTEPOM), BTOpast i C/ydaeB CpeJlHeM CI0’KHOCTHU (BBITIOSTHSAETCS MeHeKepoM
CAeNKHW), TPeThsl [yiIsi CJIOKHBIX C/ydaeB (BBITOHSETCS MEHEI)KEPOM CAEeNKHU C TTOMOLLBIO
KOHCYJIbTaHTOB-CITEeL[Ua/INCTOB).

Mbl 3HaeM uesioBeKa, KOTOPOMY HY)KHO ObIZIO TIPOBECTH B JoMe HeOOJIbIo peMOHT. Emy
TIPUIIVIOCH TIOJITOZA JK/IaTh pACCMOTPEHMS €ro 3anpoca B rOPOJCKOM KOMUCCHM, a JIJi YTBEP)KeHUs er
noHazZio6umock Bcero 20 ceKyHz. Ero yacTHBIN 3arpoc ¢ HApUCOBaHHBIM OT PYKU 3CKH30M JI0/DKEeH ObUT
MPOUTH TOT K€ TIPOLIeCC, YTO U 3asiBKM CTPOUTETbHBIX KOMITAHUU Ha MOCTPOMKY MHOTOMUJIMOHHBIX
O(pMCHBIX KOMIIJIEKCOB C TOMaMH UepTeXKeM, IjlaHOB U crieluduKkaiuii. Ecii Obl ropofickue BacTH



TIPOBe/IM PEMHKUHUPUHT CHCTEMbI pa3pellleHUid Ha CTPOMTEeTbCTBO, OHU MOITIM Obl 3aMEeHUTb OJUH
TpoLecC JIByMsI-TPeMsi: OJIMH /il TIPOCTBIX TPOEKTOB, BTOPOU I/l KPYITHBIX, a TPeTUl sl TIPOeKTOB
cpenHuX pa3MepoB. COPTHPOBKA 110 3apaHee YCTaHOB/IEHHBIM KPUTEpHsIM JIeTKO M ObICTPO HarpaBu/a
ObI 3a5IBKY Ha PEMOHT I10 HY)KHOMY KaHasy.

TpasuIIMOHHBIE YHHUBEpCaIbHBIE TIPOLIECChl 0OBIYHO C/IOXKHBI, TAaK KaK JIOJDKHBI BK/IHOUaTh 0COObIe
npoieAypbl WU MCK/IIOUEeHMs] /s MHOKeCTBa pa3/IMUHbIX CUTyaluiMl. A TIpoljecC C HEeCKOJbKUMU
BepCUSIMU TIPOCT M TOHSITeH, TaK KaK KaXZash Bepcusi TIPUMEHSIeTCSl TOMbKO K TIOAXOASIIMM el
cutyarusM. OcoObIxX c/lydaeB U UCK/IIOUEHUN He CYITeCTBYeT.

Paboma ebinoHsemcs mam, 20e 5mo /102U4YHO

[1siTast TOBTOPSIIOIIASICS: 0COOEHHOCTD B TIPOLieCccax Mocje peuHXUHUPUHTA TiepeMellieHre paboThbl
yepe3 OpraHu3al[MOHHbIE TPaHULIbl. B Tpa/IMIIMOHHBIX OpraHu3alusx paboTa pacrpe/ienisieTCs MeXy
CrieLianucTamMu. byxraarepbl ymMerT CUWTarb, a CHELUMaJUCThI IO 3aKyIKaM Jie/laTh 3aKasbl; KOrja
OyxranTepCKOMY OT/ie/ly HY)KHbI HOBbIe KapaHJAllMd, WX TIOKyraeT OTAen 3akynmok. OH HaXoAuT
TOCTABIMKOB, OOCY)KJaeT IieHbl, pa3MelljaeT 3aKa3, MpPOBepseT TOBAphbl, OIIauMBaeT CUeT, U
OyxranTepbl HaKOHeI] TO/y4atOT CBOM KapaHZAIlM, eC/IU TOJbKO Y 0fl00peHHOro MoCTaBIMKa OHU He
3aKOHUMWJIMCh; TOT/ZA OT/e/T 3aKYIOK pellaeT 3aMeHUTh X PYUYKaMU.

OTO [OpOroCTOSIIMKA TIPOLeCC, TaK KaK B HEM Y4YaCTBYIOT pasHble OT/e/lbl U BO3HUKAaKT
HaK/aJiHble pacxXobl W3-3a HHTerpaluyd BCeX 3/IeMEeHTOB TIIpoLjecca U OTC/IeXUBaHUSI BCeU
JOKyMeHTalMi. B O#HOW M3 W3BeCTHbIX HaM KOMIIAaHWM TIPOBEJM SKCIIePUMEHT W Y3HaJ/ld, 4TO
BHYTPEHHHUE 3arpaThl Ha TOKYINKY Oarapeek ctouMocThio $3 cocrtaBmwiu $100, a 35% 3aka3oB Ha
MOKYIKY 66utH MeHee $500.

PykoBo/iuTe/ISIM KOMITAaHUU BCE 3TO He TTIOHPABUJIOCh, U TTOKYIIKY TOBAPOB OBLIO pellieHo TOPYyYUTh
K/IMeHTaM TIpoljecca: MHbIMU CJI0BaMH, COTPYAHUKU Terepb caMu MOKymnatoT cebe kapaHpaum. OHU
3HAKOT, y KOTO MOKYMaTh U CKOJIbKO TJIaTUTh, TaK KakK OTZes 3aKYMOK Jiaj UM CIIMCOK 0J00peHHbIX
IOCTaBILIMKOB U JIOTOBOPUJICA O LleHaX. Y KaK[J0ro OrepalOHHOrO0 Iofpas3/e/ieHUsl eCTb KpeJuTHast
KapTouka ¢ KpeguTHbM jumMuToM B $500. B KoHILle Mecsiria GaHK, BbIABIIMK KPeAWTHYIO KapTOUKY,
MOChLIaeT MPOM3BOAUTE/II0 paceyarky C pacliM(ppOBKOM BCeX omepaljui, a KOMIIaHUsI CBepsieT ee C
BHYTPeHHel cucTteMoi OyXraaTepCKuX KHUT, UToObl U3 OrofKeTa COOTBETCTBYIOILETO OT/iela BbIWIN
Cpe/CTBa 3a ero KapaH/allu.

B pe3ynbrare COTPYAHUKHU TIO/Iy4alrOT HY)XKHbIE TOBaphbl ObICTpee M C MEHBIIMMU XJI0M0TaMH, a
COOTBETCTBYIOIII€ BHYTPEHHHE 3aTpaThl COCTaBISIOT ropa3io MeHbine $100. DToT mnpumep
TIOATBEP)KAaeT, UTO K/IMeHT TIPoLiecca MOXKeT 11eJIMKOM WJIA YaCTUYHO BBITIO/HSTH MPOLIECC CaM, YTOObI
WCKJIIOUUTh Tiepe/iauy paboThl U3 PYK B PYKU, U30aBUTHCS OT HAK/IaTHBIX PACXO/IOB M CHU3UTh 3aTPaThl.

ToyHO TakK >Ke OJWH TIPOU3BOAUTE/bL 3JIEKTPOHHOTO OOOpY/OBaHUSI TIPOBE/ PEUMHXUHUPUHT
rpoljecca Texo0C/My)KuBaHUsI Ha MeCTax, Tiepe/laB 4YaCTb PEMOHTHBIX paboT cBOMM KjveHTaM. Terephb
OHM CaMH BBIIOTHSIIOT HEC/IOKHBIM PEMOHT, He O)KW/asi TEXHUKA C 3arnyactsiMy (KOTOpble MOTYT U He
MOIOMTH): HEKOTOpPOe KOJIMUeCTBO 3alvyacTed XpaHUTCS Yy CaMUX K/AuMeHTOB. Korga BO3HUKaeT
npobsieMa, KAWMEHT 3BOHUT TIPOM3BOAWTENIO M0 TOpsSUel JIMHUM TeX0OC/Hy)KMBaHUSI Ha MeCTax U
pacckasbiBaeT 0 CUMIITOMaX. EC/iu KJIWeHT MOXKeT caM CITPaBUThCS € TIpo0sieMoi, orepaTop coo0Iaer
eMy, KaKyr 3aruacTb 3aMeHUTh U KaK ee YCTaHOBUTb. [lo3Ke IMpOU3BOAUTENb 3abupaeT CTapyro
3armuyacTh W OCTaB/sieT HOBYH. TeXHUKU T0 OOCTY>KUBAaHUIO TPUXOAAT K KJUEHTY, TOJBKO ec/u
rpo6sieMa C/UIIKOM CJIOXKHA [Ijist Hero caMOoro.

Ho uHorma Gosiee 3¢dekTuBeH BapUaHT, KOTZA IMOCTAaBIMK KaKOro-aubo Tipoliecca KveHTa
BBITIOJIHSIET 3TOT TIPOLIeCC, YaCTUUYHO WJIM LeJMKOM, OT WMEeHMW KJveHTa. Harpumep, KoMmaHuWs



Navistar International mepejana uyacTb cBoeii paboThl TOCTaBlIMKaM. Tak, CK/IaJCKUMM 3aracamu
TIOKPBIIIEK [ijisi TIPOU3BOJUMbBIX €10 TDY30BUKOB yripaBisieT komrmaHus Goodyear, uMmetoijass 0oJibilie
COOTBeTCTByIOLlero ornbiTa. Goodyear cieguT 3a TeMm, utoObl Navistar mo Mepe HeoGXOJUMOCTH
roJiyyasa Hy>kKHble oKpbIillKu Goodyear, Michelin u Bridgestone.

IOns Navistar 3TO W3MeHeHWe MaKCUMalabHO YIPOCTU/IO TIPOL[eCcC: Tereph el BooOile He
TIPUXOIUTCS YIPaB/IATh CBOMMU 3aracaMM TMOKphIleK. Tak Kak noctaBumKy (Goodyear) yrpaBieHue
CKJIaJjlaMU yZlaeTcs ropasfio Jydile, yem KaueHTy (Navistar), Ha CK/jaZie Terepb XpaHUTCS 3arac He Ha
22 nHS, a BCEro Ha 5 JiHEeu.

WHbIMU C/I0BaMU, BC/I[ICTBUE DPEUH)KUHUPWHTA MOXKeT 3HAuuTeTbHO U3MEHUTLCS COOTHOIIEHUe
MeXKJy TpoleccaMu U opraHu3aiusMu. OpraHu3alMOHHbIe TPaHULIbl CTAHOBSITCS TPOHUL[AEMbIMHU.
CokpalljaeTcss KOJMUeCTBO TIPOBEPOK W KOHTposis. Eile oavH BUA pabOThl, KOTOPhI He nobaBmsieT
1[eHHOCTh 1 MUHUMU3UPYETCS TIPU PEMH)XXUHUPUHTE MPOIeCcCoB, MPOBepKa U KOHTPOJIb; TOBOPs OGosee
TOYHO, B Mpolieccax TOC/ie pPeMHXMHUDUHTAa KOHTPOJIbHbIe Mepbl MPUHUMAIOTCS TOMBKO TIPU HX
He00X0/IMMOCTHU C 5KOHOMUUECKOW TOUKU 3PeHUsI.

OObIuHbBIe TIPOLIECCHI U300UTYIOT TTPOBEPKAMU U KOHTPOJIbHBIMUA MepaMUu, KOTOpbie He J00aB/soT
1[eHHOCTb, a JI0JDKHBI UCKJII0YaTh 3710yrnoTpebieHusi COTPYAHUKOB. HarpruMep, B TUTTUYHOM TIpoliecce
TOKYIKU OT/ieJl 3aKYIOK TpPOBepsieT MOATNKCH COTPYJHWKA, KOTODbIM 3alpallliBaeT TOBAphl, UTOOBI
yOeIUThCS1, UTO Y HETO eCTh MOJTHOMOUMS Ha UX Mpruo0OpeTeHre Ha YKa3aHHYI0 CYMMY U UTO B OrofpkeTe
3TOr0 OT/esia AOCTaTOuYHO CpeACTB. Bce 3TU Mepbl [O/DKHBI MOMeIaTh COTPYAHUKaM MprobpeTarb
HEHY)XHble BellM. JTO MOXBa/ibHasl liejib, HO MHOTHWe OpraHu3aldd He OCO3HalOT, KaKue 3aTparhbl
CBsI3aHbI C TaKUM KOHTpOsieM. MHOrla Ha MPOBEPKU yXOAUT Jjaxke Oo/ibilie BpeMeHU U YCU/IWM, ueM Ha
caMU 3aKynku. YTo ellle Xyxe, 3arpaTbl Ha MPOBEPKY MOTYT MPEBbIIATh CTOUMOCTh MOKYIaeMbIX
TOBapOB.

[Tocne peWH)XWHHUPUHTA BMECTO CTPOTUX TMPOBEPOK paboOThl B XO/e ee BBITOJHEHUS YacTo
WCIIO/b3YIOT COBOKYITHBIE UM OTJIO)KEHHbIE MePbl KOHTPOJISl. DT KOHTPOJIbHbIE CUCTEMbI YMBILLUIEHHO
JIOTYCKalOT yMepeHHbIe UM OrPaHUUeHHbIe 3/10yroTpebsieHus, OTK/IaJbiBasi MOMEHT UX 0OHapyXKeHUst
WM paccMarpuBasi o0Ie CxeMbl, a He OT/e/bHble Caydad. HO BO3MOXKHBIM POCT 3/10yrOTpebeHmit
TIOJIHOCTBIO KOMIIEHCHPYETCSl Pe3KUM CHU)KeHUWeM 3arpaT W JAPYruX TOMeX, CBSI3aHHBIX C CaMUM
KOHTPOJIEM.

PaccMOTpUM OMNUCAHHBIA BbIlE TPOLECC MOKYMOK Ha OCHOBE KPeJUTHBIX KapToueK. MoxkeT
MOKAa3aThCsl, UTO IO CPaBHEHUIO C TPAAULIMOHHBIMM TIpPOLIeCCaMU OH TOUTH JIMILIEH Mep KOHTPOJIS.
Otpenbl MOTYT pAacTPaHXUDUTh BCe OTBeJileHHble UM CpeJCTBa; COTPYAHUKU MOTYT Habparb y
MOCTABIMKOB MacCy KaHI[TOBAapOB U cOexxaTb ¢ HUMM B bpasunuto. VIMeHHO 3Toro O6osuch
BHYTPeHHME ayuTOphl KoMINaHuu. Ho oHU onmb/Mch, Tak Kak B HOBOM TIpoLjecce 3aKyroK ecTh OJHa
TOYKa KOHTPOJISi: He/l03BOJIeHHbIe TIOKYIKU OyayT oOHapy)KeHbl, KOr[ja pacrieuaTka C pacxXoJamu I0
KpeJIUTHBIM KapToukaMm OyzieT cBepeHa C OrofpkeTOM OTjlefla U Korjja MeHe/pKep OT/esa TPOBEPUT
pacxofibl. YUuThIBasi HeOOIbION KpeAUTHBIN JTUMUT, pa3paboTuMKU Tpoliecca MOCUMTaIu, UTo Jyullle
TOWTU HAa OTPAaHUYEHHbINM PUCK 3J/I0yrOTpeOseHn, yeM HeCTU HakKJ/a/Hble PACXOfbl, CBS3aHHbIE C
TPaJIUIHOHHBIMU MepaMHu KOHTPOJsi. (3amMeTuM, UTO M CTapblii mpoljecc He o06azan HajeXHOU
3alMTON OT 3/10yIIOTpeOIeHHiA.)

HekoTopble KOMIIaHWW 10 aBTOMOOW/ILHOMY CTPAaXOBaHUIO TIPUMEHSIIOT TIOXOXKUe TMOAXOAbI K
00paboTke CTpaxoBbIX MpeTeH3ui. OOBIMHO CTPAXOBIIMKHU HAMPaB/SIOT KAUEHTaM OLIeHIIMKOB, UYTOObI
oTipe/ie/TUTh, HACKOIbKO TOBPEX/|eH aBTOMOOW/Ib U CKOJIBKO CTPAXOBIIMK 3arjlaTUT 3a PEMOHT. JTa
Mepa KOHTPOJIsl ZIO/KHA MOMeIllaTb aBTOMAaCTePCKOM pa3flyTh CUeT WJIU BbIOJHUTh HEHY)KHYIO PaboTYy.
Ho paboTa O1eHIIMKOB CTOUT HejellleBO U 3aMe/ijisieT TpoLiecc, UTo pa3fipakaeT KJIUEeHTOB, a UHOT/A
TIPUBOJUT U K CyAeOHbIM HCKaM.

[TosTOMy HeKOTOpble CTPaxOBUMKM HWCK/KOUAOT OLIEHIIMKOB M3 TMpolecca, ecjid aBapus



HeOonbiass. OHU TOCHUIAIOT K/IWEHTa B OF0OPeHHYI) MacTepCKYH0 W 3asiB/SIIOT, UTO OIJIaTST BCe
HyXHble paboTbl. Kak oHM wu30eraroT 3aBblllieHHbIX cueTOB? [lepuoguuecky TIpPOBepsisi paclieHKU
MaCTepCKOM, CTPaxOBIMK MOXKET BbIICHUTb, KaKuhe OHA BBIMIO/HSeT paboThl, U CPaBHUTb UX CO
CTaHJapTaMu U CxeMaMu paboThl APYruxX MacTepckux. Harpumep, cepBHC, KOTODPBIM C/IMIIKOM YacToO
BbIDAaBHUBAET Tepe/iHie KoJieca, TOMyuyuT MpeayrnpexkieHre: ec/iu Bbl TIPOOJDKUTE 3710yTIOTPebIsTh,
MbI BbIYEDKHEM BaC U3 CMMCKa Of0OpeHHBIX MacTepCKUuX U He OyneM HampaB/siTh BaM KJ/IMEHTOB.
CTpaxoBble KOMIMAaHUU CMUPSIOTCS C BO3MOXXHOCTBbIO HEKOTOPBIX KPAaTKOCPOUHBIX 3/10yMOTpeO/ieHuH,
MOTOMY UTO WX CTOMMOCTH C U30BITKOM KOMIIEHCUDPYeTCs BbIrOJjaMU ONMTHMU3UPOBAHHOTO TIpoliecca
pPacCMOTpeHUs] TIpeTeH3Ul, Ha KOTOpbI TpebyeTcsi MeHbIlle CpPeACTB W KOTODPBINA YOB/ETBOPSIET
K/TUEHTOB.

Ceepku cokpawjaromcsi 00 MUHUMYMA

Cgepka eille oiUH BUJ paboT, He TMPUOAB/SIOUMX 1[EHHOCTH, KOTOPbIM CBOJUTCS K MUHUMYMY
10CJ/Ie peuH)XUHUPUHra. [lyig 3TOro B IIpoLiecce COKpAILLAIOTCA TOYKU BHEIIHero KOHTakTa, 4To
CHI)KaeT BepOSITHOCTD TMO/TyueHHsl HeCOBMAJAIIMX IaHHbIX, TPeOyIoIMX cBepKy. VmtocTpaliusi 3Toro
TIpUHLIMIIA TIPOLIeCC TOrallleHus1 KPeJIUTOPCKOW 3a[0/DKeHHOCTH B KommaHuM Ford, ommcaHHBIM BO
BTODOU I/1aBe.

B crapom mporjecce ObI0O TPU TOUKU KOHTaKTa C TIOCTaBIMKaMU: B OT/ie/le 3aKyINoK 3akKa3 Ha
TIOKYTIKY, B OTjlefie TIpueMKU O/laHK TpUeMKH, B OT[esie KPeAUTOPCKON 3aI0/DKeHHOCTH cueT. Tpu
TOUYKW KOHTAaKTa CO3/laBajid OJiarorpusiTHbIe YCJIOBUS [IjIsi HeCOBIMA/IeHWM: 3aKa3 Ha TOKYIIKY, OiaHK
MpUeMKU WM CUeT MOIVIM He COBIaJaTh APyr ¢ ApyroM. OTKa3aBUmMCh OTcyeTa, Ford CHU3WUI TOUKU
BHEIIHETO KOHTaKTa C Tpex [0 [ByX, a BO3MOXXHOCTb HeCOBIa/JleHMM Ha [iBe TpeTU. B pe3synbrare
OT/ie/Ty KpeAUTOPCKOM 3a[J0/DKeHHOCTH O0Jiblile He HY)KHO ObLIO 3aHMMAaThCSi KOHTPOJIEM U CBePKaMH,
YTO TPUBEJIO K 3HAUMTEIbHOMY COKPAILIeHUIO ero repcoHasa.

YToObl TTPOUJUTIOCTPHUPOBATh 3Ty TEMY UM HECKOJbKO JIDYTHX, paCCMOTPUM, Kak KommaHus Wal-
Mart mpoBesia peWH)XWHUPWHI yIpaBjieHus 3arnacamMu Pampers B cOTpygHUYeCcTBe C UX
npousBoguTeneM, Procter & Gamble. OpHopa3oBble TMOATY3HUKHM Pampers oObeMHCTBIM TOBap,
TpeOyrIMil 3HAUMTeNbHBIX CK/AaJCKUX TUIONI/el TIpU CpaBHUTETbHO HEBLICOKOW IieHe. Wal-Mart
XpaHu/1 3aracel Pampers B CBOWX paclipefie/IUTe/bHBIX L|eHTpaX, KOTOpPble BbIOJIHAIN 3aKasbl,
MOCTYyMarwlpe 13 marasvHoB. Korjja 3amachkl LIEeHTPOB MOAXOAWIM K KOHLy, Wal-Mart 3aka3biBan y
P&G HOByIO MapTHIO MOATY3HUKOB.

B yrnpaBieHuM 3amacaMu IJIaBHOE HaUTH 30JI0TYHO cepefuHy. Ecim 3amacoB CIMIIKOM Marlo,
K/IMeHThI OyyT HeJJOBO/bHBI, a TPOAAXKHA yrmaAyT. A CAUIIKOM Oosiblie 3arachl 03HAYalOT BBICOKUE
3aTparhl Ha (hMHAHCUPOBaHUWe U XpaHeHUe. KpoMe Toro, yrpaBieHUe 3ariacaMmu 00XO[UTCSI HeJlellieBo.
YroObl YAYUIIMTh 3TOT acCIekT JAesTe/lbHOCTH, Wal-Mart npegioxun ciegyoiee: BeposiTHOo, P&G
Oosibllle 3HaeT O [BUYKEHUU CBOEro ToBapa uepe3 CK/ajibl, uMesi nHMopMalnio 06 0coOeHHOCTSIX ero
VICII0JIb30BaHWS M JlaHHble TOBTOPHBIX 3aKa30B OT PO3HUYHBIX OIEepaToOpOB MO BCeW CTpaHe; TOrzAa
nyctb P&G cama coobiljger, Korja M B KakOM KOJIMUECTBE HY)KHO 3aKas3biBaThb Pampers s
pacrpeiesuTeIbHOTO ieHTpa Wal-Mart. [ns1 aToro Wal-Mart kaxzapiii feHb coobirpeT P&G, CKOJBKO
TOBapa ObUIO OTIPY)KEHO U3 pacrpee/uTe/bHbIX [[eHTPOB B MarasuHbl. PellMB, UTO HY)KHBIA CPOK
npuiten, P&G u3Bewiger Wal-Mart, yTo mopa pa3MecTUTh OuepefHOW 3aka3. Eciu pekomeHzarusi
KakeTcst o0ocHoBaHHOM, Wal-Mart ofio6psiet ee, a P&G oTrpykaeT TOBaphl.

HoBasi oroBOpeHHOCTb OKa3ajach HACTOJbKO 3((eKTHUBHOM, UTO CcO BpeMeHeM OT Wal-Mart
TOCTYMWJIO HOBOe Tipefyio’keHue: uToObl kommaHusi P&G He fgaBana Wal-Mait pekoMmeHpaluu Tio
3aKyIKe, a MPOCTO OTTpy)Kaja HeobXoauMoe, 10 ee MHEHWIO, KOJIMUeCTBO TOBapa. VIHBIMU C/iOBaMH,



Wal-Mart mnepegan ¢yHKIMIO TIOMOJIHEHUSI 3alacOB CBOEMY TOCTABLUMKY, WIIOCTPUPYS YXKe
YIOMSIHYTBIN TIDUHITUTT TIlepeMellieHusi paboThl uepe3 opraHu3aljioHHble TpaHullbl (B maHHOM ciyuae
rpaHuLlbl ObUTU MedcO0y KOMIAaHUSIMU, a He 6Hympu HuXx.) Obe KOMITaHUU TTOTYUU/IN OT 3TOTO BLITOAY.

Wal-Mart u36aBusicst OT 3aTpar Ha cofiep>kaHue 3aracoB Pampers. YmpaBieHue 3amacaMu Terepb
BeZieTcsl appekTrBHee, Tak KakK P&G 3T0 AelCTBUTENBHO yJaeTcs Jydile, ueM Wal-Mart; mostomy y
Wal-Mart cTano MeHbllle 3amacoB M CUTyalLlUi, KOrJa HY)KHOTO TOBapa He OKa3bIBaeTCs Ha CKJaje.
Bnaropapsi cokpailleHUIO 3aracoB 0CBOOOAM/IOCH MeCTO B LIeHTpe pacrpe/ie/ieHuss U MarasvHax Wal-
Mart ¥ yMeHblMIach TMOTPeOHOCTL B OOOPOTHBIX CpeACTBax /sl (DMHAHCHPOBAHHWS 3aracoB.
YnpaBneHve 3arnacaMy ONTUMHU3UPOBAHO [0 TaKOM CTeNeHW, UYTO TOBapbl MPOXOAAT 4Yepe3 LIEHTP
pacrpefiesieHyss 1 Mara3uHbl Wal-Mart u momazaroT B pyku noTpebuTesneii pasbiie, yem Wal-Mart
ycrieBaeT 3aryiaTuTh 3a HUX P&G, Tak 4TO Mpu oOrjare mocTtaBUMKy Wal-Mart ucmosb3yeT yxke
MoJiydyeHHbIe OT TOTpeOuTe el Ha/lWuHbIe CPe/CTBA. OTY CUTYALIMI0 MOXKHO Ha3bIBaTh T0-pa3HOMY:
OTpUIiaTe/ibHbIe 3aTpaThl HAa XpaHeHWe WK OecryiaTHOe MCIO/b30BaHUe KaluTasa MOoCTaBIMKa, HO B
nroboM cTyuae oHa BecbMa BbIro/jHa /i1s1 Wal-Mart.

MHorue ¢upmbl Morv 661 mocTaBasTe Wal-Mart noary3sauku, Ho P&G fobaBiisieT UM 1jeHHOCTb,
BBITIOJIHSISI TIPOL[eCC  yIpaBjeHus 3armacaMyd. TemM caMbIM KOMITaHUsl TipuoOpeTaeT CTaryc
MpeAriouMTaeMoro IIOCTaBIIMKA KPYIMHOM PpO3HUYHOM CeTH U TIo/yyaeT B 3TOM KaueCTBe
JIOTIOJTHUTE/IbHbIE TOProBble TMJIOLAAM B Mara3duHax Wal-Mart U >kenaHHble [jii BCeX KOMITaHUM
BBIKJ/IA/IKU T10 KpasiM psAzfoB. [locie pevH)XMHUPUHIA 3TOT MPOLIeCC TaKKe OKasbIBaeT I0JIOKUTEeIbHOe
BusiHe Ha 3¢ dekTuBHOCTL P&G. Bo-TiepBbIX, TTPOM3BOACTBO U JIOTUCTHKA OCYIIECTBISIOTCS Gosee
3¢ (heKTUBHO, TaK KaK KOMIMaHUs pacriojiaraeT uHdopMmaiyeil asi 6osiee TOUHOTO MPOTHO3UPOBAHUS
Crpoca Ha TIpOAYKLMIO. 3amachkl OTHpaB/sitoTca B Wal-Mart y)ke He KpPYNMHbIMU MNapTUSIMHA uepe3
HeperyisipHble WHTepBa/ibl, a TIOCTOSIHHO HeOONbIIMMU TapTusiMU. Takoil TIOAXofA Ha3bIBaeTCs
HeTipepbIBHBIM CHab)KeHrWeM U TIPUMEHSIeTCsl TakKe ADYIrMMM Mpou3BoguTenssMu (Harpumep, Levi
Strauss) B paboTe C pO3HUYHBIMU OTIepaTOPaMH.

Bo-BTopeix, P&G, kak u Ford, yganoch yMeHbLUMTH KOIMYECTBO BHEIIHWX TOYEK KOHTAKTa B
Tipoljecce TorailieHusi KpeJUTOPCKOU 3a/10/bKeHHOCTU. OObIUHO OT/ies1 KPeJUTOPCKOM 3a/10/KEHHOCTH
CBepsieT IJIaTe)XU KJIMeHTOB C UX 3aKa3aMHu U CueTaMU OT ITOCTaBLUMKOB. B npuHIune, 3TU TPU IyHKTa
[OJDKHBI COBMNa/iaTh, HO B peajibHOCTHU 3TO He Bcerja Tak. Korga oHM He coBnazaroT (Harmpumep, ecyu
1[eHbl HeZIaBHO TIOMEHSIMCh), 3TU HeCOOTBETCTBUs TPeOylOT OTPOMHBIX YCH/IMN Ha BbIICHEHHE HX
TIPUUMH U HAHOCST yillepO OTHOILIeHUSIM Me>K/y TIOCTaBIIMKOM U KnveHToM. Ho Tereps y P&G Bcero
JIBe TOYKM KOHTaKTa MO KPeAUTOPCKOW 3aJ0/bKeHHOCTH ¢ Wal-Mart: cueT-dakTypa u oriata. Wal-
Mart yke He BbIIMChIBaeT 3aKa3: 3TO fenaeT P&G. TeM camMbIM 3HAUMTE/IbHO CHUXKAETCSI KOJIMYECTBO
olmM0O0K U MOTPeOHOCTh B CBEPKaAX.

ITosieassemcs eOuHoe KOHMAKIMHOeE JUyo cneqmeueb:ncep

[losiBneHWe COTPYAHMKA, KOTOPOTO MOXXHO Ha3BaTh CreljMeHe/PKepoM, ellle ofHa obiias
XapaKTepUCTUKA TIPOLIeCCOB TIOC/ie DPeUMHXKUHUpUHTa. [lelicTBysi Kak Oydep Mexay CI0XKHBIM
TIPOL[eCCOM U K/IMEHTOM, CrieliMeHe/PKep BLICTYIaeT B KaueCTBe JIMlla, BITOJIHSIOIIEr0 BeCh Mpoiiecc,
Jla)Ke ecyid 3TO He TaK. DTOT MeXaHW3M TI0Jie3eH, KOTZia 3Tarbl TMpoliecca C/IUIIKOM CA0XKHBI WA
pa3bpocaHbl M0 pa3HbIM MeCcTaM, TaK YTO UX HEBO3MOXXHO WHTErPUPOBaTh [jisl BBITOJHEHUS OFHUM
Yye/I0BeKOM WM Jlayke HeOO/bIloN KOMaH/oM.

Yrtobbl paboTaTh Ha 3TOM AO/KHOCTH OTBEUaTh Ha BOTIPOCHI KJIMEHTOB U pelllaTh UX Mpob/iemsbl,
crielMeHe/PKepy HYXeH JOCTylm KO BceM WHGOPMAlMOHHBIM CHCTeMaM, KOTODBIMH TI0J/Ib3YHOTCS
peasibHble WCIIOJTHUTE/IN TIPoliecca, U BO3MOXXHOCTb CBS3bIBAaTbCS C 3THMU JIFOABMU, UTOOBI TO/TyYaTh



OTBeTHI U JIa/IbHEMIIyI0 TTIOMOILb B C/lydyae He0OX0JUMOCTH.

MHorga ™Mbl Ha3biBaeM CrieliMeHe[)KepoB 0C000 YIIOTHOMOUEHHBIMU TIPe/ICTaBUTEISIMU 10
00C/Ty)KMBaHUIO K/IMEHTOB, UYTOObI OT/IMUUTh UX OT OOBIUHBIX TMpeJCTaBUTe/eld, Y KOTOPbIX Maso
vHMOpMallUM U ellle MeHbIlle TMOTHOMOUUN. OTHU HOBbIE TIPe/CTaBUTENIM YMEIT A00UBaThCs
BBITIOJIHEHUS TIpoljecca. B KpymHOUW amepUKaHCKOM KOMMaHWU Mo 3HeprocHaOkenuto Duke Power
Company crenMeHe[kKepbl CO3JAl0T Y K/JIMEHTOB BIeyarjeHWe WHTerPMPOBAaHHOIO MpoLecca
o0cykrBaHus, pa3bupasich CO BceMU uX rpobsemMamMu U Orpak/iasi OT peaibHbIX CJIOXKHOCTeW caMOoro
nporiecca.

Hpeo6ﬂa¢)alom coyemaHust yeHmpa,aAu308dHHbIX U Oeqeumpa/lmoeauublx deticmeuti

KomriaHuu, KOTOpbIe TIPOBe/IM PeUHXUHUPUHT, MOTYT COYeTaTh IIPeUMYIIeCTBa LieHTpaau3aluu u
JlelleHTpa/n3alyy B OJHOM Tiporjecce. Mbl ofpobHee pacCMOTPUM 3Ty TeMY B I[VlaBe 5 Ha MpuMepe
Hewlett-Packard: cranpapTHasi cuctema 3akyrnok u o0iias 6a3a /JaHHBIX TO3BOJISIIOT KOMIIAaHWUU
T10J1b30BaThCs IPEUMYILIECTBAMU KakK I[eHTpanu3aliiu, Tak U AelleHTpan3alvu.

T mno3BoJsitOT KOMITaHUSIM paboTarh Tak, OyATo uX rojpaszesieHus: MoJTHOCTbI) aBTOHOMHBI, HO
IIpY 3TOM T10J1b30BaThCs 3 PekToM Maciiraba, BO3HUKarOLIMM O1arofaps LieHTpanu3anuu. Harpumep,
C TIOMOIIBI0 HOYTOYKOB, COeJMHEeHHbIX C O(PUCOM WM IITaO-KBapTUPON KOMIIAHWUU TOCPe/ICTBOM
OecripoBOJHBIX MOJIEMOB, TODPrOBble TIPe/ICTaBUTE/IM MOTYT MTHOBEHHO TIO/y4aTb [JOCTYIl K
coziep>kailielics TaM vH(opmaiuu. A orpaHudeHus, BHeJpeHHble B [10 /151 cocTaBneHUs] KOHTPAKTOB
Ha TIpPOZiaXKy, He Jar0T Tpe/iCTaBUTe/IsIM yKa3biBaTh He0OOCHOBaHHLIe 11eHbl, HeOCYILIeCTBUMbIe YCIOBUS
noctaBku U T.7. C MOMOILBI0 3TOM TeXHOJIOTUU KOMIIAaHUU MOTYT TIPOBECTH PeMHKWHUPUHT TIpoliecca
npofiaxk, 4ToObl M30aBUTHCSA OT OFOPOKPATMUeCKOTO arifapara U PeruoHalbHBIX O(UCOB, TTOBBICUTH
CaMOCTOSITe/TbBHOCTh Y PaCIMPUTL TIOJTHOMOUMSI TOPTOBBIX Tpe/CTaBUTesel, YAYUIMB TP 3TOM
KOHTPOJ/Ib KOMIIaHUY HaJl LIeHaMU U YCJIOBUSIMU TPO/IaXKH.

MHorve 6aHKY OCHOBalU OT/le/bHbIe MOfpa3/ie/ieHus /il MPOJaXkU Pa3HbIX MTPOAYKTOB OAHUM U
TeM >Ke K/IMeHTaM, Haripumep KPYIHbIM KopriopatusM. OfHO TipejjiaraeT TpaJUIMOHHbIe KPeJUTHbIe
MUHUY; Jpyroe GUHAHCUPOBaHUE Ha OCHOBe aKTUBOB; TPeTbe aKKPeJWTHBBI, a UeTBEepPTOe YCIYyTH IO
yIIDaB/IeHHI0 TIeHCUOHHbIMU ¢doHAaMU. B Takoil JelleHTPasM30BaHHOM CTPYKType KaK[oe
rozipasfieJieHle COCpeJJOTOYMBAeTCsl Ha TPOAYKTax M yC/lyraX, KOTOpble 3HaeT Jydllle BCero. JTO
CriocoOCTByeT HaCTOsIIIed MpeArpUHUMATeIbCKOM CaMOCTOATeIbHOCTH, HO oOpaTHasi CTOpPOHA 3TOM
CUCTeMBbI Xaoc.

B Takoil pa3apoOneHHON CTPYKType 8Ce CMOTPSIT Ha y3KHe YaCTU pbIHKA, HO HUKMO He BUAUT
K/IMeHTa B 1[eJIOM, U TI03TOMY Ba)KHble MacITaOHble BOTPOCHI MOTYT OCTaTbCsi 0e3 BHUMAaHWSL.
Haripumep, ofyH 6aHK yCTaHOBWJI JIMMUT KpeauTa B $20MJTH. 171 Ooripe/ie/IeHHOTO K/IMeHTa U 00si3as
Ka)K7loe 1ofipa3jiesieHre MpUep>KUBaTbCsl 3Toro MMMuTa. [loipasaeneHus MoJUMHUAMNCH: KaX/I0€e [jaio
KJIMEeHTY KpeauT Ha Bce $20MuH. Tem caMbIM 001Mid prCK TIOTePh OaHKa OT 3TOTO K/IME€HTa BO MHOTO
pa3 MpeBbICHI 3Ty CyMMY. PyKOBOJCTBO TMOHS/IO 3TO TOJIBKO IOC/Ie TOTO, KaK KIWeHT 00aHKPOTHUIICS.
Yrtobbl n36exaTh TaKUX ITpobsieM, OAHKK CO3/at0T /IJIsi CBOMX ToJpa3/ieneHui eiiHble 6a3bl JaHHBIX 110
KiveHTaM. Kaxkioe mopipas/iesieHre 3aHOCUT TyZla CBOU CBeJieHUSI O K/IMeHTe U OTHOIIEHUSIX C HUM U
nosib3yeTcst 6a3oil Kak MCTOYHUKOM HHPopmauuu. TeM caMbiM TofpasfesieHus, uMmelonpe cBobony
He3aBUCUMBIX [/IeWCTBUM, MOTYT KOODJAWHUPOBAThH CBOW JieMcTBUs 6e3 OGrOPOKpaTHUUecKoro
BMeIlaTe/IbCTBA 1[@eHTPa/IbHOTO KOHTPOJILHOTO MYHKTA.

[lpuBefieHHBIE B 3TOM IVlaBe MPUMephbl U TUMHMUHbIE XapaKTepUCTHUKU OH3HeC-MpoieccoB Ioc/ie
PEUH)KUHUPWHTA He JI0/DKHBI CO3/]aBaTh BIIeUaT/ieHus], UTO BCe TaKue TIPOLIeCChl BIIVISAT OfWHAKOBO
WM UTO TMepecTpoiiKa Ipoljecca MpocToe fiefio. DTO COBeplleHHO He Tak. [1o00Hble XapakTepruCTUKU




























































































































































HaMepeHUs, Takue 3asiB/IeHUs JIMILEeHbl peaJlbHOr0 3HAaueHUsl: OHU He [al0T KOHKPETHBIX YKa3aHWUU O
TOM, KaK cjieflyeT paboTaTb, He IPUHOCST pPeasbHOU MO/b3bl M OUeHb OBICTPO MpUeAAr0TCS.

Y6enurtensbHasi hopMyIMpoBKa Oyfyiero obpas3a COEP>XKUT TPU 3JieMeHTa, KOTOPbIX 00bIYHO He
XBaTaeT pe3y/bTaTy yxXofia B jieca. Bo-mepBbIX, OHa COCpeJjoTOUMBaeTCsi Ha paboueil fesITeTbHOCTH; BO-
BTOPBIX, OHA BKJIFOYAET M3MEePUMbIe 1e/I U M0Ka3aTe/u; B-TPeTbUX, OHa MeHsSIeT OCHOBY KOHKYPEHLIMU
B OTPAC/IH.

OfvH U3 Iy4ullMX U MPOCTeNIMX npruMepoB Oyayiiliero obpasa Obin coctapieH kommnaHueli Federal
Express B Hauase ee paboTbl: Mbl Oymem goctaBnsTh mockiikKy K 10:30 Ha criepyroimiee yTpo. ITO
3asiB/ieHMe OTHOCUTCS K paboueii /iesiTelbHOCTH (MbI OCYIIIECTBUM [IOCTABKY); COAEPXXUT W3MepUMble
teau (Mbl goctaBuM ee K 10:30 yTpa); U OHO U3MEHW/IO OCHOBY KOHKYPEHLIMM B OTpaciu (BMeCTO
JUVIUTe/IbHBIX Herpe/iCKa3yeMbIX CPOKOB [IOCTaBKM rapaHTHMPOBAaHHAs [OCTaBKa Ha CJIe[yIOLMHU [IeHb).
dopmynupoBka Oyaymero obpas3a Federal Express pacckasana cOTpyAHMKaM, UTO CXeMbl MX pabOThbI
JO/DKHBI CITOCOOCTBOBATH [JOCTUXKEHUIO 3TOM 1[e/TH.

Kak moka3aHo B ripuMepax Huxe, hopMyIMpoBku Oyayiero obpasza MoryT ObITb U TOpa3io IIMpe,
HO 6e3 AJIMHHOT. DTU TIPUMeEpbI COCTaB/eHbl UETKO U siCHO, Oe3 GaHa/bHOCTeW, U BKJIIOUAIOT TpU
K/IIOUEBbIX 3JIeMEHTa, KOTOpble Mbl TOJILKO UTO paccMmorpenud. Haunem c dopmynvupoBku obpasa
Oyayiiero ripoiiecca pa3paboTKy jieKapcTB B (hapMal|eBTHUeCKOW KOMIaHWY TI0C/ie PeMH)KUHUPHUHTa.

¢dapmayeemuueckas komnavus: oyoywjuti oopas

MbI BCeMUPHBIH TUep B 00/1aCTH pa3pabOTKH JIeKapCTB.

MBbI B cpefHeM Ha T0JIT0Zla COKPATH/IM CPOK pa3pabOTKU M perrCTpaljiy JeKapCTB.

MBbI TTpU3HAHHBIN JTH/IEp KaueCcTBa B 00/IaCTH MO/IaHHBIX 3asIBJIEHUM Ha PErdCTPaIj|iO TTaTeHTOB.

MbI MaKCUMHU3UPOBA/IU MOTEHI[UAIBHYI0 TPUOBLTBHOCTD TTOpT(deisi pa3paboToK.

Mol co37aMd BCEMHUPHYIO OpraHMW3alli0 MCC/IeJ0BaHUM M Pa3pabOTOK CO CTPYKTYpaMH M
CHUCTeMaMU YIIpaB/IeHMs], KOTOpbIe TIOMOral0T HaM MOOH/IM30BaTh CBOM KOJUIEKTUBHBIE PECYPChI, THOKO
pearupysi Ha MOTPeOHOCTH pPhbIHKA.

Mbl co3fjani YHU(PUIIMPOBAHHBIA M OPraHW30BaHHBIM MPOIECC TUIAHUPOBAHMS Ppa3pabOTKH
JIeKapCTB U MPUHATHUSA PelleHHH BO BCeX odHcax.

MBbI KCIIO/Ib3yeM HOBaTOPCKHE WHCTPYMEHThI Ha OCHOBE TEXHOJIOTMH, UTOOBI IO/|iep)KUBaTh CBOIO
paboTy ¥ TIpWeMbl YIpaBlAeHWS Ha BCEX YPOBHAX U MEXAY BCEMHU OT/eJeHMSIMH MCC/IeZI0BaHUNM U
pa3paboToK.

Mb1 pa3paboTany W BHeJAPWUIHM HAa MHPOBOM YPOBHE OOIIyH0 apXUTEKTYpy HH(MOPMAaIIMOHHBIX
TEeXHOJIOTHU.

dupMa 10 MPOU3BOJCTBY IOTPEOMTE/NILCKMX TOBAapOB, Ube O0OOCHOBaHWE JEMCTBHH MbI YXKe
PacCMOTpe/IH, To)Ke chopMy/TMpOBaa CBOM 00pa3 KOHEUHOT'O COCTOSIHHMS.

dupma no npouszeoocmey nompebdbume /ibCKUX Mmoeapoe: dyoyujutl oopas

PaboTa B TeCHOM KOHTaKTe C PbIHKOM /laeT HOBBIM CTHMY/ BCEMY HallleMy IpOIjecCy pa3paboTKu
npoAyKiuu. Bce Hanm JielicTBUs; pa3paboTKa IJIaHOB, TIPUHSATHE pelleHHH, TPOU3BOJCTBO U 3aITyCK
MporpamMM  pa3BUTHS TIPOAYKTOB BelyTCS C OCO3HaHMEeM WX Oe3oTiararenbHOCTH. COTpygHHKaM
TIPUSITHO BUZIETh B MarasvHax MPOJYKIIMIO, HaJi KOTOPOl OHM paboTasiy BCero HeCKOIBbKO HeJe/lb UTH
MecsiLeB (a He JieT) Ha3a/l.

MbI oueHb XOpOIIIO TMOHMMaeM HYK/bI TOTpebuTesel, ¥ MO3TOMY OT CTaZuM pa3paboTKu [0



BOI/IOILIEHUSI HAa PhIHKE HallMX MHTerPUPOBAHHBIX TTPOrPaMM TPOXOAUT He OoJibilie rofa. Hamu aBUKyT
NMoTpeOHOCTH pBIHKA, a CBOW yCrex Mbl OLIEHWBaeM TI0 T[10Ka3aTesisiM PO3HUYHBIX TMPOJaX WU
MTPUOBUTEHOCTH.

KomaHpl, cocTosiiMe U3 COTPYAHWKOB pa3/MuHbIX To[pa3jeneHuii, paboras BMecTe,
ONTUMU3UPYIOT TIPOLIECC Pa3BUTHs TPOAYKTOB. Mbl (DOKyCMDYyeM CBOW YCW/IMSI Ha TIpOrpaMMax,
TIPUBOJSAIIMX K peanbHbIM pe3y/ibrataM. Mbl CTaBUM YeTKue 1]/, a UCC/Ie/JOBaHUS PhIHKA Cpa3y e
obecreunBalOT CBe/IeHHs O TOM, Y/Ia0Ch JIM HaM [JOCTUUb UX.

Po3HUUHbBIE OTEepaTophl, KOTOpble PabOTAalOT C HaMH, MOJYYarOT KOHKYPEHTHOe TPeuMYIIeCTBoO,
TaK KakK Mbl Mpe/jjlaraéM UM HOBbIe TIPOJYKThI U CKOOPJUHUPOBaHHbIe MMPOrpaMMbl MepueH/[aii3uHra.
Haiim cOTpyHUKY Ha MecCTaX, B TOM UMCJie MeHe/PKephbl 1o paboTe ¢ KreHTaMu, MOTHOCTbI0 00yJeHbl
Tripoljeccam, To/iZiep>KUBatOIIMM Hallli TTPOrPaMMBbI IPO/IBUKEHUSI.

Haiim po3HUYHbIe OTepaTropbl BUJISIT, UTO HAIllM MPOTPaMMbI Halle/ieHbl Ha Oyayiliee U MOAXOAST
uM. OHU cpa3y ke 3aMeyaroT BO3/IeMCTBUe MTPOrpaMM Ha CBOU MPOJaX W MpuObuid. Harm ToBaphbl
NpUOBLIBAIOT B TIOJHOM KOMIIJIEKTe, BOBpeMsi U B yn0OHOU yIakoBKe. Y COTPYIHUKOB, KOTODbIe
3aHUMAIOTCS MepueH/Iali3MHTOM 3TUX TOBApOB, €CTh BCe HeOoOXO[uWMble WHCTPYMEHThI U 3HAHWUSL.
[TapTHepPCKHe OTHOIIEHUSI C HallMMU PO3HUYHBIMU OlepaTopaMM HACTO/IbKO TPOYHbI, UTO MbI
paboTaeM Ha OFIHU U Te >Ke 11eJId U C OOIMMU KPUTEePUSIMU yCIiexa.

WTtak, MoAroToBKa W pacmpocTpaHeHWe 00O0CHOBaHUS [ielicTBUM U Oyayiero obpa3a KOMIaHWUU
TIepBbIN 1IaT peMH>XUHUPUHTA. [lepcoHabHasi OTBETCTBEHHOCTh 3a ()OPMUPOBaHUE U JIOHECEHUEe ITUX
Te3WCOB JIXKUT Ha JuJepe: TOMbKO ueJloBeK, Ha/leJieHHbId CTaTyCOM U BJUSIHUEM, MOXET
chopMynupoBaTh U IOHECTH 10 IPYTUX UZEI0 TepeMeH.

[TepBoii ayuTOoprel 3TUX COOOILIEHUM SIB/ISIETCS KOMaH/la CTapiliero MeHePKMeHTa KOJUIeTd WU
MOJ[UMHEeHHbIe nufiepa. TPyAHO TOBOPUThH CTapllMM MeHe/kepaM, UTO B UX paboTe ecTb Mpob/embi:
Be/lb OHU ChI'Pa/ii 3HAUUTE/bHYIO POJIb B CO3ZIAHUM KOMITAHUM B ee HbIHellHeM Buje. [loaTomy TOT,
KTO coo0irigeT UM ob6ocHOBaHue felicTBUl U (HOpMYTUPOBKY Oyayiero obpasa, JO/DKeH [efCTBOBaTh
TaKTUUHO U BbI3bIBaTh [l0Bepre. Takue 3asiB/ieHUSI MOXKeT [e/laTh TOJbKO DPYKOBOAUTE/b OYeHb
BBICOKOTO paHra, TOJIb3YIOIIMICS [IOCTaTOYHbIM JIOBepHeM U BiUsHWEM, JU00 BHEIHUN areHT
KOHCY/IBTaHT, KOTOPbIM, He HMes MpeAybeXJAeHUM WM KOPLICTHBIX WHTEPEeCOB 10 OTHOILEHUIO K
OpraHu3aluu, MOKeT TIpe/ICTaTh 00beKTUBHOU TPETheil CTOPOHOIA.

[Tocsie crapiero pyKOBOJCTBA HYXKHO [OBECTH HOBBIA KypC [0 OCTajqbHON OpraHu3aluu.
ObocHoBaHUe JieiicTBUM U Oy/yliMii 00pa3 BCTYMUTe/bHbIE 3a/Mbl B TIOCTOSHHOM KOMMYHHUKAI[MOHHOM
oOcTpeJsie, KOTOPbIM MPU3BaH 3aZleCTBOBATh BCIO KOMIIAHWIO B KDECTOBOM I10X0/le PEMH)KUHUPUHTA.

B cnexyroipx Tpex I/aBax Mbl PACCMOTPUM pa3/IMUHble KOMITAHUU U YBUJWM, KaK OHU CMOTJIN
TIPOBECTH YCTIeIHY0 PaboTy M0 peUuH>KUHUPUHTY.



I'n1aBa 10
OnbeiT Duke Power

Ha nepBbiii B3rsi y Kommnanun Duke Power He ObII0 BeCKWX TIPUUMH JIJIi PEMH>KMHUPHHTA B
1995 ropy. KauectBo ee cepBuca Ka3ajaoCh JOCTAaTOYHO BBICOKHMM, a U3JEPKKU Ha 3/1€KTPOIHEpPruro
ObUTM OJHMMM M3 CaMbIX HU3KHUX B CTpaHe. [Ipyrvie KOMMaHUU T10 SHepProcHabxeHH0 ObUTA ObI pajibl
TaKOMY YPOBHIO 3(p()eKTUBHOCTH.

Ho ycremHble KOMIIaHUM 3HAIOT, UTO MPH3HAK JI/IePCTBA TOTOBHOCTb PUCKOBATh, UYTOOBI JOCTHUYD
eitle 6onbitiero. Duke Power uMeHHO Takast KoMmranusi. OHa yxKe JaBHO MpU3HaHa JIMZepOM OTpaciu U
MoJiyurjia MHOXECTBO Harpaj 3a 3(@QeKTUBHOCTb, CEPBUC U PpalMOHA/JbHOE MCI0b30BaHUe
TIPUPOJHBIX PECYPCOB.

B 1999 ropy >xypHasn Fortune Ha3zBan Duke Energy (co3mannyto 6marogaps civstauio Duke Power u
ra3oBoii KomrnaHuu Pan Energy B 1997 rony) komrmiaHued, KOTOPOW OObille BCETO BOCXHUIIAIOTCS B
OTpac/id ra3o- U 3/IeKTpocHabkeHusi B Amepuke. HeyauBUTe/IbHO, UTO KOMIIaHUSI Hadasja TPOL[eCC
VM3MEHEeHW B OTBeT Ha YIrpo3y JeperyupoBaHUs >HepreThueckord otpaciu. Puuapp Ilpaniopwy,
KOTOpbIM TOryla Obu1 mpe3uzieHTOM Duke Power, a celiuac 3aHMMaeT TIOCT TpejicefiaTesis COBeTa
nupeKTopoB, npesujieHTa U CEO Duke Energy, rnpu3sHasi, 4To KOMIIaHUW HY)KHO CHUKATb U3/IeP)KKU U
YIydlliaTh 00CTy>KMBaHUe, YTOObI COXPaHSTh KOHKYPEHTOCIIOCOOHOCTh B YC/JOBUSIX TIPE/ICTOSILIErO
Jlepery/ivpoBaHusl.

[Ipaiiopy monoxui Havano npoueccy, a bkum XUKC, CTapumi BuULlle-NIPe3WIeHT, TOHSJI, UTO
JIyUIIIMA IIAHC [IOCTUYb Liejied, KoTopble mocTtaBua Ilpakiopu, co3/aTh HOBBIM TUMN opraHu3anuu. C
nomolipio deppesina-TpeTbero (CTapilero BUlle-npe3uieHTa Mo AUCTPUOYIUN 3/1IeKTPO3HEPrrun) XUKC
TIPOBeJI MOATOTOBKY [I/Isl YCIIeIHOTO peMHXMHUPUHTA Tipoliecca paboTs ¢ knreHTamu B Duke Power.

HNanee Xukc u ®eppem 0OBSICHAIOT, KakoW Oblia cTapas opraHu3anus paboThbl, U [AeATCS
OTBLITOM TpOBe/leHUs1 peuHKUHUpPUHra B Duke Power.

Xukc: B konie 1994 rogma s ymen u3 WT-oTaena Haiedt KOMITAHWM, YTOOBI BO3IVIAaBUTH
rofipasziesieHue 1o paboTe ¢ KJIMeHTaMU, KOTOpOe Mbl Ha3biBaeM PO3HUUHBLIM 00C/Ty)KMBaHUeM. B Hero
BXOJIIT BCe COTPYJHUKM, paboTaroliie B ropojiax, KOTOpble Mbl 00CTy)KMBaeM, U oOecrieurBaroiiie
IIOCTYILJIEHUE K/IMeHTaM 3/1eKTPO3HepPruu U3 SHeprocucTeM.

MHbIMU ClIOBaMU, Tofipas/iefieHue 1o paboTe C K/iueHTaMu cep/ile, Ayima u cuna Duke Power.
MIMeHHO ero COTPYAHUKHU MPOKJIAbIBAIOT U 0OCTY)KUBAIOT TMHUU 3/IeKTPOTiepe/jaul Ha Balllel yuliie.
IMEeHHO OHM CHUMAKOT MOKa3aHWs Balllero CYeTUMKa, IMOCHUIAIOT BaM CYET, IPUHUMAKOT OMJ/aTy U
BBICUMTBLIBAIOT, 110 KaKOMY Tapudy Bbl OyzieTe IJIaTUTh 3a YCIyrd. MIX MO)KHO Ha3BaTh KaHa/laMH, T10
KOTOPbIM 3JIEKTPUYECTBO ITOCTYIaeT K/IMeHTaM.

[Tpe3uieHT KOMITaHWM, MOW HeIloCpe/ICTBeHHbI Haua/bHUK Puuapy Ilpaiiopu, O6bu1 yBepeH, uTo
JleperyMpoBaHue He 3aCTaBUT ceOst »K/jaTh, U PELLWJI, UTO /ISl COXpaHeHUs] KOHKYPeHTOCITOCOOHOCTH
HaM HY)XXHO COKDATUTb U3/IeP)KKU Ha obecrieueHue 3/IeKTPOCHAOKeHWs U OfHOBDPEMEHHO YIyJIlMThb
KauecTBO 06cay>kuBaHUsi. OHO U Tak ObLIO JOCTAaTOUHO BLICOKKMM, HO Puuap/ rocTaBui 3aiauy: BOUTU
B nyunme 25% 1o cepBuCy B Haieli oTpaciu. HauaB paborarh Haf, 3TOW 3a/iaueid, Mbl BCKOpe
00HapY>KWUJTM MHO>KEeCTBO BO3MOYKHOCTeM yCOBepIlIeHCTBOBaHUSI.

®deppesui: Hanpumep, npyd cTapod cUCTeMe K/IWEHT MOr I03BOHWUThH M CJeJ/laTh 3aKa3 Ha
o0c/y)KMBaHWe; 3arpoC pacrieyarbiBajcsi B OMepaljuoHHOM lieHTpe. Mbl 06CayKUBaeM 2 MWIJIMOHA
kaveHToB Ha Iwiomiaau 20 000 kB. muiab B 1mrarax CeeepHas u FOxkHasg KapoiunHa, ¥ 3TU
orepalMoHHbIe 1[eHTPhI ObI/TM PACIIOJI0XKEeHbBI B Pa3HBIX MeCTax.

AJMUHUCTPATUBHBIN TIpe/iCTaBUTe b Opast 3ampoc U3 oT/ie/la MprueMa 3aKa3oB U KJlaj ero B TarkKy,



JIATUPOBAHHYIO JIHEM, KOIZlAa HY)KHO ObUIO BBITOJHUTH paboTy. ITIoTOM B [€Hb BBITOJHEHHS 3arpocC
TIepPeHOCHJICS B TTAIKy MacTepa.

Bce 3Tu mepesiaud TIPOMCXOAW/IN ellle 0 Hauaia pabotbl. UTo elje Xy)kKe, HUKTO He TIBITAJICS
OTpe/ie/luTh, CKOJILKO BpEMEHHW YHIeT Ha OIpe/ie/leHHOe 3aJlaHue: Yac, [JBa WM Oosbite. OgHU
MacTepa Bble3)Xa/lM Ha 3aKa3bl, KOTOPbIe 3aHUMaJT BCETO HECKOJILKO YacoB, a Y APYTUX ObIIo 60/ibIle
paboTEI, UeM OHM MOIJIM BBITOJIHUTD 34 11eJIbli JIeHb.

Xukc: BbIio SICHO, UTO, €C/IM MBIl XOTUM CHU3UTh U3ZAEPXKKU ITPH OJHOBPEMEHHOM YIyUIlleHH!
cepBHCa, HaM OOJIbITIe HeJTb3s TaK YIIPAB/ISTh CBOUMHU PabOUMMU (QYHKIUSMHU.

[Tpexxsie uem miepeiitu u3 YT B mozgpa3zeneHrie paboThl C KJIMEHTaMH, 51 Hauasa 0OJbIle JymMarh U
YUTaTh O TIPOI[eCCax M O TOM, KakK IMPOBOAWTb HAa WX OCHOBE PEMH)KWHUDUHT. MHe Ka3ajocCh, UTO
TO/IX0/] K paboTe C TOUKU 3peHUS IMPOLIeCCOB PELMT Halllk TTPO0/IeMBIL.

[TprMepHO B TO >Ke BpeMsI Mbl ITOHSUIM, UTO Opa 3aMEHUTh YCTapeBIIyl0 CUCTeMY HH(OPMaIUH 0
K/IMEHTax, co3JaHHyo eire B 1971 rogy. Kesast MOMyduTh CBEXXHM B3IV U HOBBIE M/I€W, Mbl HAHSIU
KOHCY/IbTaHTOB, UTOOBI OHU TIOMOT/T HaM 110/100paTh TOXO/SIIyI0 CUCTEMY.

[Ipy 3TOM MBI pacCMOTpe/Nd CBOM pabouwe Tporiecchl. Mbl y)Ke HauWHaIM TOHUMAarh WX
TIPUHILIUATIBI ¥ MBICJTUTH KaTeropusiMU TPOLIeCCOB, HO ellle He CUMTa/Id WX OIpe/Ie/sIIoIMU B pabore C
K/THE€HTaMHU.

®eppesut: [Jo Tex mop MbI ITPOCTO He (OKYCHPOBAIMCh Ha miporieccax; B Duke Power He 6GbI10
CTaH/IapTHOTO criocoba UX paccMoTpeHusi. Pabotast B 13 reorpaduueckux 06/1aCcTsX, MbI BBITOTHSTA
paboty 13 pasHbIMU crioco0aMu, 3aBUCEBIIMMH OT OCOOeHHOCTell paboThkl B AaHHOW 00/1acCTH,
BO3MOYKHOCTEH OIpe/ie/IeHHbIX COTPYIHUKOB M pa3Mepa OpraHu3ariyH.

XKenasi uTO-TO TIOMEHSITh, Mbl OBUIM BBIHYXK/EHBI Je/aTb 3TO OykBasbHO 13 pa3, U Be3je
HaXO/MJIOCh TI0 KpPaiiHel Mepe CTOJIBKO >Ke JTOBOJIOB, TI0 KOTOPLIM M3MEeHEeHUSs B JJaHHOW 00/iacTh He
cpaboTaroT. B pe3y/ibTaTe Masio UTO Y/IydIliaoch.

Hu3koli 6bl1a He TOBKO 3¢ (EeKTHBHOCTb, HO U MOPAJIbHBIM X COTPYAHUKOB. 3a 56 jieT 10 Toro,
Kak DxuM XUKC Hauajl TOBOPUTh O PECTPYKTYpPH3allMM, B KOMIIAHWH TIPOIIe PsiJi COKpaIleHHH
IITAaTOB, TaK UTO OJHO YIIOMHUHAHKE CJIOBa PEMH)XMHHUPUHT ITyrajo COTPYAHUKOB He TIOTOMY, UTO OHHU
CJIBIIAIA WIA YUTAIA O HEM OTpHIjaTe/lbHble OT3bIBBI, a IOTOMY, UTO OHU OOSUTUCH Ja/TbHENIIX
YBOJIbHEHUM.

BbI 3HaeTe, UYTO MOJKET TIOJIYUUTHCSA? CTIpAIlMBa/I HaC KoJijierd. K/MeHThI He TTOBepsIT, UTo TOoCIe
TaKOU MepeTpsiCKU Bbl BOOOIIle CMOyKeTe paboTarth.

Xopumu CyXd O KOMIIaHHSX, KOTOpble Haya/d PEeMH>KUHUPUHT W OpPOCW/IM ero Ha TOJjiopore.
HekoTopble MOM 3HAKOMbIe CIELIMATUCTBI M0 OW3HeCy TMojarajyd, UTO PEeUHKUHUDUHT TPYIHO
nepexuThb. Boo0irie, 1Mo 3Toi TeMe ObIIO C/MIIKOM MHOTO JIo)KHOU WHpopMaruu. Ceifuac s TOHUMaAro,
yTo, ecv ObI MbI HauMHa/IM BCe CHAYajia, TO paHbllle Hauajiu Obl MHPOPMHPOBATH COTPYAHUKOB O
TIpoIiecce MPOBeZIEHUs PEMHKUHUPUHTA.

Xukc: YToObl 3aMyCTUTh MPOLECC PEMH)KUHMPHHIA BBECTU MU B UTPY, HaM HY)XeH ObIl IjIaH
UTPbI, KOTOPBIA Obl yOe[u/i KOMIIaHHI0O B HEOOXOAMMOCTH HW3MEHEeHHWH, a /i1 UIphbl TPeOOBa/IMCh
XOpOIlie WIPOKHM B KOMaHjle. Tereph s MOHWMAlO, 4TO 3TO JAEWCTBUTENbHO OBLIO TIOXOXKE Ha
¢byTO0/IbHBIN MaTy, Tie 04eHb MHOTO€ 3aBHUCHUT OT JTFO/Iel, KOTOpbIe pPab0TalOT BMECTe IS JOCTYKEeHUS
o01rieit 1em.

[TocMoTpyM Ha 3TO Tak: B ¢yrbosie eCcTh KOOPAWHATOp Hara/eHWusI U KOOPAWHATOD 3allThl,
TpPeHephl, KOTOpPbIe y4aT WIPOKOB, M CaMU HWIPOKHU, KOTOpBIE BBIOJHSIOT KaXK[bli CBOIO 3ajJauy B
COOTBETCTBHUH C OOIIIel cTpaTeruei.

TouHO Tak >Xe U C TpoijeccoM. B HeM eCTh UTPOKH, KOTOPbIe 3aHMUMAIOTCS TeX00C/Ty)KMBaHUEM,
paboToil C HOBBIMU K/IME€HTaMH, pellleHreM Mpo0sieM 10 Mepe WX BO3HWKHOBeHWsS W T.JI. Bce oHu
JO/DKHBI B3aUMOJIEMCTBOBATh JIPYr C ADYroM, a MeHemkep 00s3aH o0Oydarh ux. CpaBHUB HallM



nerictBus ¢ GyrbosioM, COTPYIHUKY Havau IOHUMATh UX.

Mbl Haua/M C OrpefieJieHUs] U aHaiu3a JeMCTBUM 10 00CTy)KMBaHUIO KJIME€HTAa U BBIBEM MATh
OCHOBHBIX TPOIECCOB; PYKOBOAWTEIh KaXX/IOTO W3 HUX OTBeyaa 3a cxemy paboThl U Tpebyembie
pecypchl. BoT 3T mpoijecchl.

Pazpabomka  cmpameeuu. Crofa BXOOUT BbISICHEHUe TIOTpeOHOCTel KJMEHTOB, CO3/laHue
COOTBETCTBYIOIIIETO MPO/IyKTa, Ha3HaUeHUe ero 1[eHbl ¥ yCTaHOBJIeHHWeE 1@/ 10 ojie PhIHKaA.

3asoesaHue u yoepicaHue kiueHma. Crofla OTHOCUTCS BCe B3aWMOJIeHiCTBUE C KIMEHTOM OT
TIPO/IaKH TIPO/IYKTa /10 CEPBUCHOM MO/IZIEPKKH.

IMpedocmasneHue npodykmos u ycaye. Kak TONbKO TIPOAYKT CO3ZaH U TIPOfiaH KIMEeHTY KOMIaHus
JI0JDKHA TIPeIoCTaBUTh 00eIlaHHOe Ha KaueCTBeHHOM YPOBHE M BOBpEMsS.

TMoocuem u c6op Oenee. I1ocie oCyITeCTBIEHHNS TOCTABKU BbI I0/DKHBI BBICTABUTh CUET KIMEHTY U,
KOHEUHO, MMOJTyYUTh IeHbIH.

YnpaeneHue cucmemoli npedocmaeneHuss npooykmoe u ycaye. KpaiiHe Ba)kKHO, UTOOBI
MH(pacTpyKTypa 3/1eKTpocHabkeHHs paboTana MpaBUIbHO, UTOOBI Y KJMEHTOB ObLIO 3/IeKTPUUYECTBO
KpYIJible CyTKW, BCIO HeZiesito, BeCh rof. VM mMbl co3anu rpoiiecc Ajis obecriedeHusi 6e30TKa3HOTO U
TIOCTOSIHHOTO CepBHCa.

B wutore Mbl g006aBU/M K 3TUM MSTH TPOLleCCaM IeCTOM: noddepika OusHeca. OTO BCs
noziiepkka, Heobxoavumas 1yt 6ecriepe6oiinoii pabotsl otAenoB UT, puHaHCOB U TiepcoHana.

Korga ™Mbl ompejie/ i W TPOaHa/JW3UPOBAJHd 3TH IIIeCTh MPOI[ECCOB, BCE CMOI/IMA TIOHATh
KOHIIETILIWIO TIPOlieCcCHOro yrpaeieHus. Kpome Toro, Mbl yBUJeMM, KakK (paKTUUeCKH HAJ[0 BBITIO/IHSTh
JeNCTBYSI, U3 KOTOPBIX COCTOSIT TTPOLIeCChI.

®deppe/1:  PeMH)KMHUPUHT  MPUHITMIIMA/IIBHO MeEHSIeT CIoco0bl  TIpeioCTaB/I€HUs]  YCJIYT.
Onpeie/TMB OCHOBHBIE MPOI[ECCHI U COCTAaBUB UX KapTy, HY)KHO TIOMBITaThbCs ¢ Tiomolpio T cBecTu K
MUHUMYMY repejiauy paboThl U3 PYK B PYKH, W30aBUTHCSI OT HEKOTOPBIX 3TArloB U pacHMpuTh chepy
CBOEro KOHTPOJISI.

HbIMM C/IOBaMH, HYKHO obecrieunTh HHGpOpMalMell HeNoCcpeCTBeHHBIX HCTIOHUTENIeH,
KOTOpbIe CMOTYT BBITMOJIHATL PabOTy MPU MHUHHUMA/ILHOM PYKOBOJCTBE W/IM KOHTpose. B pe3ynbrare
COTPYIHUKU CMOTYT YIOBJETBOPSATH ITOTPEOHOCTH KJIHMEHTOB Ha MecTe. Kpome TOro, KoMmaHUs
9KOHOMMUT CPe/ICTBA, TaK KakK B ITPOL[eCcCe y4acTBYeT MeHblIIe JTH/IeH.

IhkuM XUWKC yKe TIpeAcTaBisl Oygymmii oOpa3 KOMMIaHWM W TIOMOTaj YIIOPHO IPOJBUTaTh
PEeMH)XUHUPHHT TIPOLIECCOB CBepXy BHM3. 1 BXOJWI B €ro IepBYI0 KOMaHJY JIMJEPOB U ObII
PYKOBOZIUTe/IeM Tipoliecca TMpefoCTaBlAeHUs YCIyT; B 9TOM KaueCTBe s I0/DKeH ObUI aHaIu3upoBaTh U
pa3pabarbiBaTh JE€MCTBUSI C MOMEHTa, KOTZa K/IWEeHT 3BOHUT M TOBOPUT: MHe HY)XHO IPOBECTH
9/IEKTPUUECTBO B HOBBIM ZIOM, M JI0 T€X ITOpP, TTI0Ka Halll COTPYAHUK He CHUMET TT0Ka3aHus cueTurka. 51
OoTBeua/s 3a BCe JeMCTBUSI IO pacCIMpeHUI0 HOBOro Ou3Heca, a Takke 3a 0O0C/Iy)KuBaHUe 2MJIH.
KJ/IEeHTOB.

CocTaBUB KapThl 3THUX MPOL[€CCOB, Mbl 00HAPY)KW/IM MHOYKECTBO Tp00JieM, CBSI3aHHBIX IVIaBHBIM
obpa3om c dparMeHTaijeli Haieii paboTbl. dparmeHTalusi Obl/la YaCThIO KY/IBTYPbl OpraHW3allvHy,
KOTOpYIO TpeboBasioCh MEHSITh.

Xukc: CocTaBrieHre KapT IMPOLeCCOB UeTKO yKa3aao Ha He3(heKTUBHOCTh Hallled CTPYKTYphL. B
pe3y/ibTare Mbl PellM/IA OT/Ie/TUTh CTPaTernuecKyro paboTy OT TaKTHUECKOM, UTOObI COTPYHUKH, Be/Is
TIOBCe/THeBHbIe Jiejia, OJJHOBPEMEHHO He JIoOMaJld 'OJIOBY HaJl TeM, KaK PellMThb 3aBTpallHue mpob/ieMbl.

MBbI cKa3anu COTPYAHMKAM Ha MeCTax, UYTO OHH J0/DKHBI KaK MOYKHO JIyUIlle BBITOTHSTH MPOI[eCCHI,
a PYKOBOJUTE/ISIM TIPOLIECCOB TMOPYYM/IM pa3paboTarb WX HOBbIE CXeMbl U YIPAB/IATb HY>KHBIMU
pecypcamu.

Ha cxemMax ObuM H300pa’keHbl BCe TIPOIECCHI, UTOOBI ITIOJUEPKHYThb B3aWMOCBS3H MEXIY
pe3y/ibTaTaMHu OZJHOTO, UCXOJHLIMM JaHHBIMU JIDYTOrO U UX BO3/eMCTBHEM Ha KiaueHTa. Kpome Toro,



Ka)K/JpIii TIpOLleCC U3MEepPWIN Tak, YTOObl B ero I|eHTpe OCTaBajCs KAWeHT (Hampumep, u3Mepsiiach
TOYHOCTB TIPOLieCCa BbICTaB/IEHUSI CYETOB).

OdeHb CKOPO Mbl BBIICHW/IM, 4YTO CYIIECTBYIOLIAsl CHUCTEMa W3MEPEeHUW COBEpILIEHHO He
COOTBETCTByeT HOBbIM TpeboBaHusiM. Torga Mbl pa3paboTanyd MeToO[, CBSI3bIBaBIIMM HallM 1[eu
TIOBbIIlIEHWe TIPUOLUTM U yydllleHuWe CepBuca C 1[e/isIMU COTPYJHUKOB Ha MecTax. Tak cTana BUJHA
CBSI3b M@X/Y UX JeUCTBUSIMU U OOILMMU U3/Iep)KKaMU, a TaK)Ke YPDOBHEM YZIOB/IeTBOPeHUS K/TMeHTOB.

KoHeuHO, Mbl 3HaeM, UTO OJWH W3 CIOCOOOB TOBBIIEHUSI TPUOBUIM TIOBBIIEHUE [OXO/OB,
KOTOPOTO TIPOIlle BCEro AOOUTHCS TyTeM YAep>KaHWs HbIHEIIHUX K/IWeHTOB. Ho [T 3TOro Hy)KHO
NpeJ0CTaB/IATh YC/IYTH, KOTOPbIe TTOALat0TCS N3MePEeHUsIM BHEe 3aBUCUMOCTH OT TOTO, Kakasi 3Ta yciayra
T10 pe3yJibTaTaM y[OB/JIeTBOPUTE/IbHAS U/IA HeT.

[Tpobnema Obla B TOM, UTO, TIOJIyYMB, CKa’KeM, 3aKa3 MOUMHUTh HeWCIIpaBHbIe YIMUHbIe (hoHapu
3a TPU [IHS1, MbI He 3HaJi, CKOJIbKO BpeMeHU Ha 3T0 00bIYHO yxoauT. Ho MbI pelmsiv, 4To 3TO He uMeeT
3HaueHus1. Tak Kak TpexJAHeBHbI! CPOK ObUT BaykKeH /IJisl HAILMX KJIMEeHTOB, Mbl YCTaHOBWU/IU CTaHAAPT, 10
KoTopoMy 95% Takux cjiyuaeB [JO/DKHO OBITH MCIIPaB/IeHO 3a 3TO Bpemsi. Mbl olleHWIH, uTo 5%
HeucripaBHOCTel ¢oHapel BbI3BaHbI MOA3EMHBIMU TTpOOieMaMu, [i/isi pellieHUs] KOTOPbIX TpelyeTcs
crielfMasbHasi TeXHUKA U OOIIMpHBIE 3eMJsiHble paboThl. DTO OYeHb TPYAHO cenarh 3a Tpu AHs. Ho
Be/lb OCTasibHble 95% MpobieM MOKHO PeIlTh B 3TOT CPOK.

Terepp 37€KTPUK WU/IeT PEMOHTHMPOBATh (hOHAph, 3Hasl, UTO BBINOJHEHWE 3a/laHUsi B TPU [OHS
TIpUBe/IeT K BBICOKOMY VIOB/JI€TBOPEHUIO KMEHTOB BO3MOXHO, 9 6asnoB mo 10-6ainpHOM 1Kane. Mbi
OTCJIeIUTU ITOT TI0Ka3aTesib, U 3/IEKTPUK 3HAET, UTO JIOBOJIbHbIE KJTMEHThI 3TO CTaOU/IBbHBIN JOXO.

®deppesut: Tak u ecTb. MBI OTC/I€)KMBaeM YI0B/IETBOPEHUE KIIMEHTOB, U 3TO IIPUHOCUT OTPOMHBIE
BbIFOZIbL. BOT /U1 OIVH NIpUMep YJTyUllleHUM.

TomycTyM, KITHMEeHT XOueT, YTOObI B TIOHEeIe/IbHUK 3/IEKTPUUECTBO OTK/IFOUMIM 10 ajpecy 1234, yii.
Yeiimbepc, ¥ BK/IIOUWIM B TOT e JeHb 10 azpecy 456, Bectduna-poya. ITo Kakzaomy 3arpocy
co3zaeTcs 3aka3. HauaB u3mMepeHusi, Mbl 0OHapY)KW/IM, UTO BBITIOJHSUIA 3aKa3bl B OOEILAHHBIN CPOK
TOJILKO TTpUbM3UTebHO B 74% ciydaes.

B pamkax peMH)XWHMPHWHIA MPOLIECCOB Mbl BBeJIM TOHATHE OLIEHOYHOM KapTOYKH, B KOTOPOM
yCTaHaB/MBAIOTCSl OTMpeJie/ieHHble 1[e/IM TI0 KakaoMy mpoijeccy. OpHOM W3 Takux Ijenel ObUIo
BBITIOJIHEHWEe Kak MUHUMYM 96% 3aka3oB K 00elllaHHOMY CPOKY. 3a MOC/aeHUN Tof, Hallli KOMaH/bl
BoIToTHSMM 98% 3aKa3oB 1Mo paboTe CO cueTUMKaMU B HY)KHBIM CPOK W/M JiaKe paHbiie. [lo-Moemy,
5TO NPU/NYHBINA pe3y/bTarT.

XuKC: 3aMeTHO, UTO 3Ta CHUCTeMa M3MepeHUN JaeT TIpeKpacHbI CTUMY [ijisi ObICTPOTO U
3¢ (heKTUBHOTO BbINMOTHEHUs] paboThl, TaK KaK U PYKOBOAWTE b MPOLecca, U ero KOoJlerd 3HaroT, UTo
YZIOB/IETBOPEHYE KJ/IMEHTOB IMOBbIIAET J0XOAbl KOMIIAaHUU. A KOMaH/pl, M0Jy4asi CBOU eKeMeCsYHble
OLIeHOYHbIe KapTOYKH, BUJAT, KaK U3MepeHUsI BIUSIOT KOHKPETHO Ha HUX.

Mbl co37anu CUCTeMy HW3MepeHUl, B KOTOPOM BCe XOpOLIO BUJAT Leb. JOPeKTUBHBINA
DEUH)KUHUPUHT B 3HAUUTE/NbHOM CTereHu CrocoOCTByeT [OCTYITHOCTM U PACIPOCTPaHEHUIO
vH@opMauuu. A C MOMOUIpI0 5TOW CUCTEMBI U3MEPEHUM Mbl [epeK/aJblBaéM OCHOBHYIO UacCThb
OTBETCTBEHHOCTH 3a (DPaKTUUeCKOoe BBLIMIOJIHEHWE YCAYTd Ha ee HeINoCpeJCTBEHHOTO MCIIOHUTEIS.
KoHeuHO, 5TO NPOU301UI0 He MTHOBEHHO, a B TeYeHHe MHOTUX MeCSL|eB.

Kak TONMbKO peMH)XMHUPUHI TIOMOI HaM MOHSTh CBOW MPOLIECChl, Mbl CMOIVIA UX WU3MEpUTh,
BbIpa3UTh UX B LU(pax C TOUKU 3pEHUs KJIWEHTOB U TepejaTb 3TU BaKHble /laHHble COTPYAHUKAaM,
4yTOOBI OHU BH/IE/IA, HACKOJILKO OHM COOTBETCTBYIOT CTaHAapTaM M3MepeHHs U 3HaJld, Kak OyayT 3a 3To
BO3Harpa’k/|eHbl.

Mg1 TakKe pa3paboTany mMarepuasbHble CTUMYJIbI, BO3HArpaXkJasi COTPYIHUKOB 3a TpeBbIllIeHHe
roKasareseu.

®deppesn: CkopocTh U 3¢G(HeKTUBHOCTD, JOCTUTHYThIE O1arojjapst peMH>XUHUPUHTY TIPOL[eCCOB B



Duke Power, oueBuiHee BCETo MPOSIBUIMCH B COCTaBIeHUU rpadKOB peMOHTOB. Pa3paboTKa CUCTEMBI
10 OIpe/ie/IeHUI0 HeoOXOAMMOro BpeMeHM il BbIIOAHEHUs paboThl CTana [AJid HaC HACTOSIIMM
TPOPBIBOM.

Hama komIaHusi BBITOMHSIET pa3Hble BU/BI paboT: OT TpymoeMKux (ycTaHOBKa CTONO0OB U
TpaHC(OPMaTOpOB, MPOK/ajjbiBaHKe MPOBOJOB U T.I1.) /0 PYTMHHBIX HaripyuMmep, peMOHT (oHapsi Ha
3a/lHEeM JIBOpE JIOMa WJ/IY MOUYMHKA OCHOBAHUS CYETUYMKa.

[To3TOMY MBI COCTaBU/IA PYKOBOZICTBO, IJle TOBOPU/IOCH: JTa paboTa /Jo/bKHA 3aHUMaTh 15 MUHYT,
a Ta30, a 3areM Hauaau pa3pabarbiBaTh CTaHJApThl. Ka)kjoe yTpo MO HallleMy pPacIiOpSKeHUIO
aZIMUHHCTpaTUBHAsA KOMaH/la pacripefiesisyia paboTy I10 MaKeTaM, KOTOPble COTPYAHHUKH 3abupanu 110
NpuOBITUHA. MbI BCKOpe O0OHapY)KW/IM, UTO MHOTHE MacTepa YXO[SAT Ha Lie/ibii JIeHb Ha 3a/laHus,
KOTOpbIe BOBCe He TpeOyIoT TakKoM TpaThl BpeMeHH.

MebI TakKe Hada/M OTMeuaTb 3a/laHus Pa3HbIMU I1[BETaMM MO0 WX MPUOPUTETHOCTHU: >KEIThbIU
paboTa, KOTOPYIO K/IHEHTY OblI0 00eIljaHO BBITOIHUThL CETrOfHsS; CMHUN paboTa, CPOK BBITOTHEHUS
KOTOPOM COCTaB/sieT TPU JHS; 3e/ieHbli paboTa, KOTOPYIO MOXXHO BBITOTHUThL KOTZA YTOJHO. PaHblie
VCMO/IHUTEM TOJIyJald 3aJlaHUs, BBIIOJHSJIM B TOT JKe€ JEeHb BCe, UTO MOIVIM, W BO3Bpallia/id
ocTaBllMecsi 3aJjaHusi B CBou sueiiku. OcTaBiuasicss paboTa >kjjana [0 3aBTpa WM 10 CJIeAyroIlei
HeJle/u.

Ho Temepb Hall cocTaBuUTe/NXd rpadukoB (OPMUPOBAIM Ha TOJHBIM [leHb TaKeThl 3a/laHuM,
KOTOPbIE T0/DKHBI ObUTH BBITIO/IHATHCS [I€/TMKOM B Ha3HAUeHHBIA CPOK.

Mbl ObUTH TIOTpPsICeHBbI, OOHApPY>KMB CBOU CKPbITble BO3MOKHOCTH. MBI CMOIVIM YBeTUUHUTH
TIPOM3BO/IUTETBHOCTD, He 3aCTaB/Isisi COTPYAHUKOB paboTaTh HaMHOTO 00JibIle, a MPOCTO /1aB UM paboTy
cpa3y Ha Ile/ibli JleHb. Mbl CMOITIA PYKOBOJCTBOBAThCSl IOKa3aressiMM, KOTOpble TIOMOIVIM Ham
COCTABUTb CaMbIM OCHOBHOI Habop 3TarioB /i/isi OIMHAKOBOT'O BBITIOJIHEHMS 3a/lau BO BCcex odHcax.

Mbl Tak)Ke TIpOBEIM CTaHZAPTU3ALUI0 DPEMOHTHBLIX aBTOMOOW/IeM. PaHbllle Bce OHU ObIIM
OCHaIIeHbI T0-Pa3HOMY, TaK KakK Ha Ka)K/IoM aBTOMOOuJ/ie TTIOCTOSIHHO paboTasa ofjHa U Ta ke Opuraza,
Y, eC/IM Ha HeM OKa3bIBajlach Jpyras KOMaH/ia, OHA HAUEro He MOIVIA TaM HaWuTH. B OIHUX peMOHTHBIX
aBTOMOOW/ISIX OBUTO OCTAaTOUHO Mareprasia Ha HeZlesito, 3TO ObLT MpaKTUUeCKU CKJIaj, Ha KoJjecax, a B
JIPYTUX O4eHb MaJsio. Terepb ke OHU CTa/lu TPAaKTUYECKU B3auMO3aMeHsIeMbIMU.

V3meHunach Jiake oOpraHu3aiys OTIIYCKOB. Terepb He HY)XHO TIPOCUTb OTOYCK ¥
HenocCpe/ICTBEHHOI0 Hauya/bHUKA, TaK KaK Mpe[yCMOTPEeHbI MPOLIECChI MOAAUM 3alipoCOB Ha OTITYCKa,
He3arJlaHUPOBaHHOe OTCYTCTBHeE 10 00JIe3HM, OTTY/IbI /ISl TIJITAHOBOTO TIOCEIeHHUsT Bpauel U T.7l. OTUM
3aHMMaeTcs LeHTpa/ibHbli oduc. CocTaBUTeNd TpaUKOB 3HAKOT, KakoW OyleT UMCIeHHOCTh
TiepCoHasia B OIpe/ie/IeHHbIN JieHb.

MbI cTaHZApTHU3UPOBaId U 6eCCUCTeMHBIN paHee CroCcO0 pellieHUs] BOMIPOCOB HEOOXOAUMOTro /st
TOMW WM MHOW pPabOoThI UuMc/ia COTPYIHUKOB. HaripriMep, paHblile OMH HavyaJbHUK MOT JaTh OfIHO U TO
JKe 3a/laHue JIByM COTPYJIHUKaM, XOTs APYrOM HayaJlbHUK CUUTAJI, YTO AOCTaTOYHO U OJHOTO.

Xukc: HecomHeHHO, n3MeHeHusi B Duke Power CTOW/IM 3aTpaueHHbBIX YCHJIWW, HO KOMITaHUM
ObUIO HeJIeTKO TMepedTH OT TPAAWLIMOHHOW HMepapXuuecKod CTPYKTYPhl K MOJIe/IM, B OCHOBE KOTOPOM
JIe)KAT KOMaH/IHasi urpa.

MeI nepecTanyv CMOTPeTh HAa MUP CBEPXY BHU3, Uepe3 uepapxuto, a nepervii K MUPOBO33PeHUI0 Ha
OCHOBE MAaTpUUYHOW CTPYKTYPbI YIIpaB/€HUs, KOT[a DPYKOBOAWUTEIW MPOLIECCOB M MEHEe/Kephl 10
reorpauecKiM pailioHaM HeCyT COBMECTHYH0 OTBETCTBEHHOCTh 3a ycrieX. IIpoiiecchl OXBaThIBalOT
paboTy ropr30HTa/NbHO, a TIPUHSITHE peIleHUM CKaTo MO0 BEPTHKA/Jd M CTAaHOBUTCS YaCThIO CAaMOM
paboTtbl. OHO y)Ke He Pa30UTO Ha YaCTU U He HarlpaB/eHO BBEPX, K [JIaBHOMY MeHekepy. [l Bcex 3To
CTaJI0 OTPOMHBIM U3MEHEHHEM B KY/IbType OpraHU3aljvu.

Hanpumep, HallliM MOHTepaM ObUIO TIPHMBLIUHO TI0y4aTh PabOTy KaXKAbli JeHb OT CBOMX
HauabHUKOB (BoT, /I>ko, caenait 3T0). Ho ¢ nameHeHreM ¢hopMbl yripaBieHHs: paboure 3alaHUs CTau



pacrpe/iesiiTbCsl C MOMOIIBIO 1eHTPa/U30BaHHONW CUCTEeMbl COCTaB/ieHUs TpauKoB, KoTopasi Oosee
3¢ (heKTUBHO yripaB/isieT KOJTMUeCTBOM e>Ke/[HeBHOUM paboThI.

[lpeobpa3unack u pabora HauanbHUKA. Tereph OH CKOpee TIOCpeJHUK, obecrieunBaromi
pabOTHUKY BCce He0OX0[UMOe [I7isi BLITIOJTHEHUST 3a/JaHUi.

PabouuM TpUIIVIOCH MPUBLIKATh K TOMY, UTO Teleph OHU IOydaloT paboTy OT COTpyAHUKA B
oTfene rpa)MKoOB, a He OT HeNOCpeACTBEHHOrO pyKoBoauTess. [loHauanmy OHM >Ka/loOBalUCh: JTOT
napeHb W3 OT/esia rpaUKoB He 3HaeT, UTO JesaeTcsi Ha MecTax. 1 MPUBBIK paboTaTb CO CBOUM
HavyaJbHUKOM.

MBI IPUJIOXKUT BCE YCUUS [I/Isl TIPeO/i0/ieHrsl TaKuX 0apbepoB, HO MPUIIVIOCH MOTPATUTh MHOTO
BpeMeHH, uT0ObI JJOHEeCTU [0 COTPYAHUKOB WH(OPMAIMIO O MPOIIeCCHOM Mofxofe: rouemMy paborta
TIPOBOJUTCSI UMEHHO TaKUM 00pa3oM, uero Mbl OT Hee OXKUjaeM, Kakve y Hac ObLtu TpoOsieMbl, Kak
DEUH)KUHUDUHT WX PeIMT U TIoUeMy WX He pellu Obl cTapble criocobbl pabotel. Ham Takke
TIPUILVTOCH JIOTIO/THUTE/IEHO 00yUaTh COTPYAHUKOB Cr1iocob6aM BhITTOTHEHUST HOBBIX PabOUrX TTPOL[eCCOB.

MbI nipurnacuiv ofHy KOMIIaHUI0, KOTOpasi M03HAaKOMUJIa HaC C HAaCTOJIbHOW UIPOM, MOX0XKel Ha
MoHor0/1I0; B 3TOM WUrpe HY)KHO ObLI0 paboTaTh B/ajie/iblieM U PYKOBOJUTEEM BbIMBIIUIEHHOMN
bupMBI TI0 HEProcHaOXKeHWI0 ¥ TIPUHUMATh pellieHrs. JTO ObUl 3aMeuaresibHbIi UHCTPYMEHT JI/ist
oOyueHusi. MoHTephl, KOTOPbIM HUKOT/Ia TpeXK7e He MPUXOAUIOCh OeCOKOUTHCS O TOC/eCTBUSIX
TIPUHSITUS PellieHUM, 11eJiblid IeHb UTPaJii B 3Ty UTPY, Kujast KOcTU. CaMblii MHTePeCHbIN MOMEHT ObL,
KOT/la OHU BAPYT MOHSL/TH, BO UTO 000M/IeTCsl KOMIIaHWY PellieHre He CTaHIapTU3KMpoBaTh UTo-11b0.

910 obyueHHe MoTpedoBao OOMBIIMX 3aTPaT, HO OKYIH/IOCh, TaK KaK COTPYAHUKH TTOHSH, KaKue
TIoC/Ie/ICTBUS Ji71si OM3Heca MeeT TIPUHSITHe pellleHni. be3 3Toro Mbl He JOCTUT/U ObI ycriexa.

[TyTh K mpeobpaXkeHUIO0 HeBO3MOXKeH 0e3 Takux 3arpar. Bam HeoOxoauMo ybeauTh /e, UTO Bbl
Tipe/IbsiB/isieTe TIPaBU/IbHbIE TPeboBaHUSI.

®deppes1: BHeJpUB HOBYIO OpraHU3alvI0 TPYZa, Bbl MO/ydaeTe 3amMeyare/bHy0 M1aTpopMy AJis
IB>KeHUs1 BriepeZi. [ToHsTHe MbI BCIOAy [ielaeM OJHO W TO )K€ OJWHAKOBbIMU CIOCOOamMu uMeeT
OTPOMHYIO LIEHHOCTb: Bbl y’Ke He CTa/IKUBaeTeChb C OTPULIaTe/IbHbIMM KOMMEHTapUsIMU THUIIA 3[€Cb 3TO
He TIOJIYUUTCS U He PAcXoZlyeTe SHEPTyI0 Ha JiebaThl 0 He0OX0JUMOCTU KaKUX-TM00 AelCTBUM.

Ham yzanoch HalTHM BO3MOXXHOCTH M BOCII0JIb30BaThCsl MMU. HamprMep, B HEKOTOPBIX peruoHax
MBI JIeP>KUM TIOZl, KOHTPOJIEM U3ZePXKKU Ha KCITyaTallvio U TeXoOCTy)KMBaHUe B pacueTe Ha KaXk/I0TOo
JIOTIOJTHUTE/IbHOTO KJIMEeHTa, TO eCThb MOKpbIBaéM pOCT KOJMYecTBa KJIWEeHTOB B 2,5% Hapsgy C
uH@ussuMe. B apyrux mecrax Mbl ()aKTUUeCKW CHU3W/IM W3AEP)KKU Ha KaXK[O0ro [IOMOJIHUTEIbHOrO
K/IMeHTa, MOKPbIBasi UHQJIALUIO.

Hu3skue u3ep)XKU ykKe MO3BOJWIA HaMm BOWTH B jyunme 25%. Hama mess Beicume 10%, u s
yBepEH, UTO MbI ee JOCTUTHEM.

Xukc: Ecnu Bbl paccmarprBaeTe BO3MOXKHOCTb DEMH)KMHUPUHTA WM HauMHaeTe ero, BaXKHO
MOHMMaTh, YTO MOCJIe U3MEHEeHHs MPOLeCCOB He BCe MOUAeT I/1a/IKO C IepBOTro >Ke [THS.

[Tpon3BOAUTENLHOCTD TPYyZa MOXKeT Ha HEKOTOpOe BpeMs YracThb, ITI0Ka COTPYAHUKHA OCBaWBarOT
HOBble 00513aHHOCTU U Tipollecchl. Harmpumep, mepBasi BHeJ[peHHas HaMM CHUCTeMa COCTaBJieHUs
rpadvKoB OKa3zanach He3(hdeKTHBHOI paboTa He BBINOMHS/IACh BoBpeMsi. OTMeHa JO/DKHOCTeN
PYKOBOZIUTe el To/ieBbIX paboT TpuBesa K HeJopa3yMeHUsM. JIFOAU BbeKaIu B IOMa, Ky/a ellle He
TIPOBeJIM 3/7IEKTPUUECTBO, a 3/laHUsI OCTaBa/MCh HeJJOCTPOEHHbIMU. B pe3ynbrare mocTpajaau LjeHHbIe
[J1s1 HAC OTHOIEHUS C XKUUIIHO-CTPOUTEeTbHBIMU (pupMaMu. HaM HY>)KHO OueHb TECHO COTPYAHUYATH C
HUMU TIPU CTPOUTEbCTBE HOBBIX IOMOB, HO BO BpeMsi pe(hOpPMUPOBAHUS CBOMX PAOOUMX MPOLIECCOB MBI
HaHeC/IM YPOH [IOBepUI0 U TeCHOMY B3aUMO/IeCTBUIO, KOTOPOe HapabaThiBasioCh TOAAMU.

Haiim ctapele py3bsi, CTpouTe/bHbIE (hUpMBI, roBOpr/M C BaMU HEBO3MOXKHO paboTarb. Mbl yke
He 3HaeM, C KeM rOBOpUThH B Ballleli KomrnaHuu! Clo)Kuaack yKacHast CUTYyaLusl.

Ho Hacrosile mpuBep)KeHLIbl DPeMH)XMHUPWHra HUKOTAa He cAaiTcsa. Ham  mpuiuiock



TIepecMOTpPeTh ITIPOLIeCChl TPeJOCTABIEHUS] YCAYT 3THUM CTPOMTENbHbIM (HpMaM U OOBSCHUTH WM
npoucxofsiriee. Mbl Tak)ke TMpuUAyMasd HoOBble, Oosiee yaoOHBIe [ HUX BapyUaHThI OOIIEHUS
HarpuMep, OTCbUIKY 3asBOK M0 ¢akcy. [losoxeHre ynyulmiaochb, HO Mbl BCE ellle BOCCTaHAaB/IMBaeM
OTHOLLIEHUSA CO CTPOUTEJISIMU.

[Tosle3HO MOMHHUTB, UTO [a)Ke HZeaJbHO COCTaB/eHHble TIJlaHbI He Bcerjla cpabaTbiBalOT B
peaslbHOM Mupe. MHOT[ja B OTHOILIEHUSIX TIOSIB/SIETCST OOJIbITAsl HATIPSDKEHHOCTD, TIPEXKe UeM YIaeTcst
pa3o0parkcsi ¢ mpobeMHBIMU BoripocaMu. [103ToMy Hy»)KHa CUla BOMU U CTPECCOYCTOMUNBOCTb, UTOOBI
TIPOBECTH KOMITIaHMIO uepe3 r7106abHble N3MeHeHHs, KOTOpble MOTYT OKa3aThCsl 00/1e3HeHHBIMU.

WHorya rocnieACTBUS U3MeHeHUM ObUTM TaKOBBI, YTO HaM TTPUXOM/IOCH 33/]aBaThCsl BOIIPOCOM: He
C/IMILKOM JIA [jajleKo MbI 3axoqum? He cimukoMm v crienmm? Mol ¢ deppesuioM CripalvBaid Jpyr
apyra: Mbl TOUHO MOCTyraeM mnpaBuibHO? Ho Mbl 006a MCKpeHHe Bepu/id, UTO BCe JelaeM Tak, Kak
HaJ0, ¥ TioAbaApuBaIU JIPYT Apyra, UuToObl MPOJO/DKUTE U, B KOHI[e KOHIIOB, 3aKOHUMTh 3TOT MPOEKT.

S cuuraro, UTO Takvue U3MEHEeHHUsI MOXKHO BHeJPSTh ONHUM W3 ABYX CIT0CO00B. MOXKHO CKa3aThb:
Wtak, Mbl co3fanu cxemy paboThl Ha OCHOBe TIPOLIECCOB U HEOOXOAUMYIO [I/isi ee OCYILeCTBIeHUs
CTPYKTYpPY. MBI MOXeM OTBeCTHM OAWH-/IBa ro/la Ha ee IOJIHOEe BHeJ/[peHUe, mepeMellas JJen Mo
HeoOXOIMMOCTH, TMOCTEeNeHHO YyOeAUTh BCeX TPHUHSATH €e W OCYIIEeCTBUTb OTHOCHUTE/LHO T1JIaBHBIM
repexos.

Vnu MOXKHO C X0[ly OKYHYTbCSI B IPOLeCC C TOJI0BOM U CKa3aTh: [laBaliTe HAUHEM PEeMHXUHUPUHT
ceronns xe! TTonbepem Hy)KHBIN /711 HOBOW MO/ie/id MepCOHasl 3a Mecsil, a TI0TOM 3Ta KoMaHza Oyzet
YIIPaBJIATh [E€PeX0I0M.

51 BeIOpan 6osee pajiiKa/lbHBIM MeTO[], XOTSl Y HaC OTCYTCTBOBAJIO TIOJTHOe TIpe/ICTaB/ieHre O TOM,
KaK BBIMOJTHUTh MHOTO€ U3 HaMeueHHOro. /17151 3Toro Hy)kKHO ObUIO Cpa3y ITPOBOJAUThL OpraHU3al[MOHHbIe
W3MEeHEeHUs], U 5 XOTeJl BHYIIMTb COTPYAHWKAM, UTO HY)KHO JeMCTBOBaThb Oe30T/iarare/ibHO. S XoTen
CKeub BCe MOCTHI. [Ipy 1y1aBHOM Tepexo/ie eCTb ONaCHOCTb, UTO COTPYAHUKU MOIBITAIOTCA He3aMeTHO
BEPHYThLCS K CTapbIM MeTOZIaM paboThlI.

BHe/IpyB TIPOLIECCHBIA TIOAX0J, Mbl CMOIVIA M30aBUTLCS OT CpeJHEro yIpaB/eHuUeCKOTro 3BeHa.
HekoTopble W3 ero COTPYIHUKOB HalUtd paboTy B [APYrMX YacTSX KOMIIAHWH, a JAPYrUM MbI
TIpe/IJIOKU/IM OUeHb TIPUB/IeKaTeIbHOe BhIXOAHOe TTocobue. B obireli ciioykHocTr 13 4500 10o3UInii Mbl
n3bapwirck ot 130140, He BOB/IeUeHHBIX HETIOCPEICTBEHHO B IPOLECC OKa3aHUs YCIT.

Takyto OmepaTvBHOCTb MOYKHO CPaBHUTh CO CpPbIBAHWEM I/IACTBIPS C PaHbI; yeM ObICTpee 3TO
c/ieniaTh, TeM ObICTpee BCe 3aKOHUUTCSI.

3aTeM MbI CMOIJIH COCPeZOTOUYHTHLCS Ha CcBoeM OyayiieM. Mbl He MOITIM BEPHYTLCS K CTapoi
paboTe, Tak KakK MHOTHUX JOJ/DKHOCTel Oosbllle He cyiecTBoBaio. [Ipuiviock paboTatb Haf
3((PeKTUBHOCTHIO HOBBIX MIPOLIECCOB.

Cno)kHee Bcero ObIZIO 3aCTaBUTh HENOCPE/ICTBEHHBIX MCIIOJIHUTENe paboThl TIOBEPUTH B
JIeNCTBeHHOCTb cUcTeMbl. Ha 3T0 yiiwio ropa3fo 6o/bille BpeMeHHU, ueM 51 0XKuzan. Bo3sMem nipumep c
PEMOHTHBIMHM aBTOMOOU/ISIMU, O KOTOPOM Y)Ke yrioMuHaa ®epper.

Bbl TTOMHUTE, UTO HAalllM MOHTEPbl OCHAL[@/IM 3TU MAllMHbI, KaK CUMTald HYXHbIM. Ho, cienas
MalllMHbI B3auMO3aMeHsiIeMbIMU, Mbl CMOIJI COKPaTUTh UX YHMC/IEHHOCTh, He PUCKYS 3((eKTUBHOCTHIO
paboThI BO BpeMsi TeX00CTy»)KMBaHWsI aBTOMOOM/IeN WK B SKCTPEHHBIX CTyJasiX.

OfHako MOHTepHI YCIie/IM OYeHb MPUBA3aTbCs K CBOUM MalllMHAM M OTYassHHO COTIPOTHUBIISIIIUCH
HOBoU mujee. M3 sToro Huuero He BoIiAeT! Korga g npuely Ha MeCcTo, y MeHsI He OKaKeTCsl HY>KHOT'O
marepuana! Mnu: OT1o Obia Mosi MaiimHa. S Ha Helt pabotan. 1 ee comepkan B uucToTe. A Ta,
KOTOPYIO Bbl MHE Jla/Iu, JJ1s1 MeHs y»Kasi!

OHu BO3paXka/id Tak aKTHUBHO, UTO s1 Haua/l COMHEBAaThCS B PelleHWU MPOBeCTU CTaHAAPTHU3aL[UI0,
HO B KOHEUHOM WTOre Mbl BOCIIO/Ib30BA/IMCh 3THMM OT3bIBAMH, UTOOBI YIyUIIIMTh OCHAIEHHOCTH
MalllviH.



Ha camom pfene compoTHB/eHWe W3MeHeHHsIM Oynetr Bcerma. Ho ecid Bbl TBepAO peImM
oCylilecTBUTh 3 (PeKTUBHBIE U3MEHEeHUs, TO 3Ta ITpobsiemMa BITOJ/IHE ITPeozioruMa.

®deppesut: {1 corsaceH, UTo OYeHb Ba)KHO TIPOSIBISITh HACTOUUYUBOCTD U TI0C/Ie[I0BaTeTbHOCTb.

Ho ecnmu BCIIOMHUTHL HallM TipeoOpa3oBaHUsl, CTOUT OTMETHTb, UTO Mbl, HaBepHOe, He BCerja
JIOCTaTOYHO XOpOoIlio MHGOPMUPOBaIU COTPYAHUKOB. MbI C/iefiajii MHOTO XOpOIlero, HO s lyMato, 4To
ciieioBasio yeTdye chopMyMpOBaTh >KejlaeMoe 1 JTydilie JOHECTH CBOIO H/IeI0 /10 BceX. MOXKeT ObITh, MbI
cMoru ObI ydille 0OBSICHUTB, TTOUeMY HeoOXOAMMBI U3MeHEeHHsI M 4ero OHU IMoTpeldyroT, n300pasuTh
KapTUHY OpraHu3alyiy 1rnocjie TPyHOTO Mepuo/a.

Kpome TOro, Ba’)KHO yIIpaB/siTh BHeJ[PeHHEM TaK, UTOOBI y)Ke B Hauasie ObUTM KaKue-TO YCIexu, a y
Hac 3TO He O4YeHb IMOJIyUYrI0Ch. Mbl UH)KeHepbI, TI03TOMY XOTe/IH B3AThCS 3a BCe Cpa3y M HalaauTb. Ho
HaM CJieZioBajio TIOHATb, UTO UYeM CKOpee yAacTCsi 00O0ApUThL /roflell 3aMeTHBIMHM pe3y/braTaMu, TeM
Jiydllie TIOUAET Aeo.

HaMm 1mioMornio To, UTO Mbl BHeZPs/IA TIPOL[eCCHO-OPHEeHTHUPOBAHHbIN TOJX0/ T10 OT/IeJIbHOCTU B
yeThIpeX permoHax, B KaK/0M M3 KOTOPbIX 00C/Ty)KUBA/IOCh OKOJIO TIOTyMHU/UTMOHA K/IWEeHTOB. [1epBbiit
pPervoH cTaj Haied jaboparopueii. Ero coTpymiHMKW yBEepeHHO 3asiB/IS/IM, UTO BU/AT BbITOAbI
PeMH)XWHUPHHTa U UTO OH cpaboTraeT. U Korga y MeHs ObuUtM TIpo6/ieMbl B IPYTUX PerdoHax, si MOTr
yKa3aThb Ha y/JIy4llleH!s B [IeEPBOM.

XuKc: HekoTopble U3 pasHOIVIaCUM C MOHTepaMHd W JPYrMMM COTPYAHUKAaMU 51 Ha3bIBaro
KOHCTPYKTUBHBIM KOH(/TUKTOM.

Korzma co3paells opraHu3aijdi0 Ha OCHOBe TIpOL[eCCHOTO TIO/X0[a, a PYKOBOAWUTENU 3STHUX
TIPOLIECCOB KOHTPOJIMPYIOT HEOOXOAUMYIO CXeMY U PecypcChl, 00s3aTe/IbHO BO3HUKHYT HallpsDKeHHBIe
OTHOILIEHUS C JIFO[ibMU, KOTOPbIe ZI0JKHBI OCYILIECTB/SATh 3TU U3MeHeHUs. OHU CMOTPSAT Ha MPOLIeCChI
0/l IPYTUM YTJIOM.

PykoBoauTe/b TIPOLIECCAa MOXKET CKa3aTh: EC/iv 3To c/iesiaTh PaBU/IBHO, OCTaTOUHO OyneT BCEro
JecsiTi JeyioBeK. A pabOTHUK Ha MecTe CKaXkeT: [lecsaTu uenoBeK He XBaTWUT. HyKHO IleCTHA/LaTh.
Cpenaiite rmybokuii Box! BceM HY)KHO cecTh M pa306paThCs, CKOIBKO B UTOTe TIOTpebyeTcs Jitoiei.

KOHCTPYKTUBHBIM KOH(JIMKT MOXKeT TONWTH KOMIIaHWSIM Ha T0/b3y. be3 Hero mpoiiecc Oyrer
C/UIIIKOM 3aBHCeTh OT TOYKU 3PEHUs] UM CBOEro pPYKOBOJAWTEJS, WIU MCIIOHUTe/Je Ha MecCTax.
PykoBoaMTelb TIpOIleCCa TILITAETCS CHU3UTh W3J€PXKKU, a WCIIOTHUTeTH O00SATCS Teperpy3ok H
He/IOCTaTOYHOM OIIaThl. 30/7I0TYH0 CepefiuHy MOXXHO HAWTHU TOMBKO C TOMOIIbI0 KOHCTPYKTHBHOTO
KOH(VIMKTA.

Mol B Duke Power y0eaumvch, 4TO KYIBTYpy KOpIIOpallMM MeHATb Hejerko. Ecimi He
TIPOTa/IKUBaTh U3MEeHEeHHsI CBepPXy, OHM He mouayT. 1 Jo/pkeH ObII esiaTh 3TO, W, UTO ellle BaKHee, s
Jo/bKeH ObUT yOeauTh HOBOE 3BEHO PYKOBOAWTE/e IIPOLIeCCOB, UTO HAIlM YCWUJIMS TIpaBU/IBHBL S
roMorajl UM pa3pabaTbiBaTh CXeMbl, © BMeCTe Mbl COCTaBW/IM KOMaHJy, KOTOpas CMOIJIa YCKOPHUTh
JIBI)KeHUe BIiepe/.

B mnepexonHbIii TIepuo/ 51 Ba AHS B Hejle/to (HaBepHoe, jydille ObUIO Obl UeThIpe) MTPOBOAW/ Ha
MecCTaxX, AeMCTBys KaK JIMAep M OTLICKHMBasl HY)KHBIM OasaHC MeXAy PYKOBOAWTE/SIMU TIporiecca M
vcrionHuTensIMU. S npuBiekan K cebe Kak MOYKHO Oo/bllle BHUMaHUsI, HO, €C/IM OblI TIPUIIVIOCH /ie/1aTh
9TO CHOBA, 51 OblI ellle 60Jiee yBeJTMUN/ BpeMs CBOETro IPHUCYTCTBUSI.

JIugep momkeH roabaipyBaTh BCeX 0e3 WMCK/IIOUEeHMS] COTPYAHWKOB, XBajisl UX 3a TPABU/IbHbBIE
JeNCTBUS, JlaXke eC/ii UM Ka)KeTCsl, UTO MUP PyLMTCs. [laiiTe UM TOHSTh, UTO Bbl TOTOBBI JIBUTAThCS
BIlepe/l ¥ UTO BMeCTe Bbl JIOCTUTHETE YCIIeXOB.

B KOHeuHOM HTOre BCe CTaji0 Ha CBOM MecTa. PeMH)XMHUPHHT orpeziesii/l pabourie MpoIjecChl,
KapThl KOTOPBIX Mbl COCTaBW/IX Ha OyMare, ¥ OHM CTa/Id IMOHSTHBI KaXK/IOMY COTPY/JHUKY.

BcrioMyHasi Halll OMBIT, S [AyMar0, UTO peIAIIMM acrleKTOM ycIiexa ObLT yauHbId BbIOOD
pyKOBOAMTe /el Tpollecca Ha paHHeM 3Tare. OueHb Ba)KHO BbIOpaTh J/HOlell MPABU/IBHO: HY)KHO



coueTaHue JIMUHOCTEHM, KOTOpble He OOSTCS CTONKHYTHCS C KOHCTPYKTUBHOW HArpsDKeHHOCTBIO WU
Jlake TIPOBOLIMPYIOT ee.

Ellle oquH K/IIOUEBOM 371eMEeHT 3HalOLLMM, HaJeXXHbIA TTOCPeJHHUK, KOTOPbIM MOXXET M0Ka3aTh, Kak
B [JIDyTOM MecCTe [JeuCTByeT yrpaBieHue MpoleccoM. Ero HempeaB3siTOCTb ITOMOXXET TIOJHSThb
Ba)kKHeHIlMe BOIIPOChI U MIPe0/0JIeTh COMPOTHB/IEHHUE.

®deppesn: Ceropns HacTpoeHue B Duke Power nyuire, yem korpa-m6o. IToTpebuTen BBICOKO
OLIeHMBAIOT Haily paboty. [IBa rofa moaps >KypHan Fortune HasbiBal Hac JIYYIIMMU T10 CTereHU
YIOB/IETBOPEHHOCTH K/IMEHTOB CpeJiy KOMIaHui, paboTaroipx B 00/1aCTU 3/1eKTPOCHaOKeHUSI.

Ho mbl He OygeMm rouuBaTh Ha JiaBpaX. Mbl MpOIUM JIOATHN MyTh, HO TPOJO/DKaeM HCKaTb
CIOCOObI  YIYyUIIMTh TPOIECChl M BOCIO/B30BATHCS TEXHOJOTMYeCKUM TporpeccomM. HeaBHO Mbl
3aHSUTUCh PEMH)>XMHUPHUHIOM B WH)XEHEPHO-KOHCTPYKTOPCKOM Tpyrine Haileld komrnaHuu. Celyac Mbl
yCTaHaBMBaeM MOOW/bHBbIE TEDPMUHA/bI B PEMOHTHBIX aBTOMOOU/ISIX, UTOObI YMEHBIIMTb KOJIMUECTBO
PErMoHOB, B KOTOPBIX PabOTalOT AWCIIeTUephl, C ABA/LATU [0 YeThbipeX. VI Mbl 130aBUMCSI OT PYUHOTO
BBOZIa 3aKa30B B KOMIIbIOTEp, TTIOTOMY UTO, KOT/la Ha TepMUHaje aBTOMOOW/IS 3aro/iHsIeTCsl 3aKa3, OH
aBTOMaTHUUEeCKU OTIIPaB/ISIeTCS B L|@eHTPaIbHbIA KOMITBIOTEDP. JTO TOXKe PEMHKUHUPUHT.

HaBepHoe, Ba)kHee BCETr0 TO, UTO Hallla YBepEHHOCTh B ce0e M CIOCOOHOCThH CIIPABJSTHCS C
M3MEeHeHUSsIMU B Ky/IbType KOMIIaHWHY ropa3/io BbIllle, UeM BCEr0 HECKO/IbKO JIeT Ha3af,.

OTa yBepeHHOCTh TMO/|fiepXKUBaeT Hallle JUIePCTBO U TPOSIB/ISETCS B TOM, Kak 0eCcCTpailHO Mbl
roBopuM: OAUH pa3 HaM 3TO Y)Ke Y/1a/loCh, U YIaCTCs elle He pas.

Bam yxe [0/DKHO ObITh 3HAaKOMO MHOroe W3 TOro, uro kommnaHusi Duke Power y3Hana u3
COOCTBEHHOTO OIIbITa, HO 3Ta UCTOPUS MOJHUMAeT U HEKOTOPbie HOBbIE BOTMPOCHL [lepBbIii CBsi3aH C
caMUM MOHSTHEM Tpoliecca ¢pyH/jlaMeHTa BCero 3/jaHus peMHXUHUPUHTA.

BO/BIIMHCTBO KOMMAaHWK paccMarpuBaeT TMPOLECCHBIM TOAXO4 KakK MpPOTHUBOsSAUE  OT
dbparmMeHTalMy, CBOMCTBEHHOW TPaJULMOHHbIM CTPYKTypaM, U B 3TOM OHM MpaBbl. Kpome TOro, ectb
ellle OJUH acrekT, OueHb BeCOMbIN B ucTopur Duke Power: MoCTOSIHCTBO M AUCLIUIIIMHA.

Panbire ripoiiecckl Duke Power B 13 pervioHax BbITOJIHSJTUCH TT0-Pa3HOMY U TJIaBHbIM 00pa3oM B
3aBUCUMOCTA OT cuTyaruu.®opmanbHbIX CXeM TMpoleccoB He Obiio BooOie. HeunszbexxHbiM
pe3y/nbTaToM CTana He3(hPeKTUBHOCTh U HEMoC/e/10BaTe/IbHOCTh pabOTHL.

U TyT Ha ClieHY BbIIle/ peMH>XUHUPUHT.

B komnanuu Duke Power peMH)XMHUPHHT He TOJIbKO BHE/IDU/I MOHSTUE TIPOLIECCOB, HO U YTYULI/I
WX CxXeMmbl, (popmMann30Baq U CTaHJAPTHU3UPOBaa BCe [eHCTBHs, CMEHUB XaoC Ha TOps/oK. paboTa
Terepb MPOBOAUTCS 00/[yMaHHO U MpeJiCKa3yeMo.

B 3Toli KOMITaHUM, KaK ¥ BO BCEX APYTUX, CaMble TPY/HbIE U C/IOXKHBIE 37IeMeHThbl PeMH)KUHUPUHTA
CBSI3aHbI C YeJIOBeUECKUMHU, a He TEXHMUYECKUMU Borpocamu. XUkKC U Peppesi ellje pa3 MoATBEpAWUIIH,
YTO /IS yCriexa JiuJepbl AO/DKHBI ObITh HaCTOMUMBBIMU, TOC/e/[OBaTebHBIMU U He OTCTYIaTh K3-3a
COMPOTUB/EHUS WIW TpyaHocTel. KpaliHe BakHO ueTkoe WH(OPMHPOBaHME BCel OpraHu3alid O
nipoucxosiieM. [TpoeKT Takxxe 0/KeH ObITh CTIJITAHUPOBaH TaKUM 00pa3oM, UuTOObI JOCTUUb KaKUX-TO
yCIieXOB Ha paHHeM 3Tarle, YTO IO3BOJIUT MOAJep)KaTb 5HTY3ua3M. XUKC u Peppess UCIOBELYIOT
TIPUHITUTT PelMTe/IbHBIX U3MEeHEeHUM U COXKeHHUsT MOCTOB, UTOOBI BCeM CTasio SICHO, UTO Ha3aj MyTH
HeT.

Uctopusi Duke Power HarioMuHaeT 0 Ba)KHOCTU 00OyueHusi B peMH>XUHUPUHTe. [Ipoiiecchl mocie
PEeUH>KUHUPWHTA ONITUMU3MPOBaHbI, a U3/lep)KeK, He 00aB/IsoMX [[eHHOCTh, B HUX MPaKTUUeCKU HeT,
TaK UYTO TOUTH OTCYTCTBYIOT MeHe/pKepbl, KOHTPOJUPYIOIMe [elCTBUSI COTPYAHUKOB. (YacTo, Kak B
ciyuae ¢ Duke Power, KoM4eCTBO TPaAULIMOHHBIX YIIPaBAe€HYECKUX MO3ULUN YMEHBIIATCS UM OHU
YCTPaHSIIOTCSI COBCEM.) 3aHsITble B 3THUX IMpoLieccax COTPYAHUKU [IOJDKHBI WMETh TO0JIHOMOUMS,
aBTOHOMUIO U TOHMMaHWe Ou3Heca B 11eJIOM, UTOObI CaMOCTOSITe/IbHO TIPUHUMATh pellieHUs, a He
OekaTb 3a HUMU K HauaabHUKY. ViMeHHO A1 3Toro Duke Power BOXKu/ 3HauuTe/bHbIE CPeJICTBA B



TIporpaMmy oOyueHus, ¥ pe3y/bTaT CTOWN ycunui. JIugepsl Duke Power mofuepkuBaroT, 4to obyueHue
MPOTUBOsIIMe OT Hepa3bepuxu U Je3uHGOPMal[Ud, KOTOpPble MOTYT OKPY)KaTb TIOHSATHE
PeUH)XXUHUPUHTA.

Camblii sspkuii acriekT ornbiTa Duke Power B ToM, 4yTO caM mpoliecc repecTpOrMKY KOMIIaHUM JIWIIb
OfHa 4YaCThb PeMH)XWHUpUHTra. [lpyrasi paBHO3HayHas 4aCThb IOCJIE/ICTBYS: HOBBIM BHUJ, OpPraHu3aluu
Tpyza. Kak 3aMetun ofuH nipoHuiiarenibHbii CEO, He/lb3s Hal0XXUTh BbICOKO3((PeKTHUBHbIE MPOLIECChHI
Ha (PYHKI[MOHA/IbHYIO OpraHu3aljyio.

[Tporiecchl moc/ie penH>XMHUPUHTa OCHOBaHbI Ha Me>K(YHKILIMOHAIbHBIX KOMaH/IJaX COTPYAHUKOB C
pacIIMpeHHBIMU TIOJTHOMOUYMSIMUA, KOTOpble Bcerja OblmM W OyyT HeeCTeCTBEHHBIM SIBIEHHEM ISt
TPaJUIIMOHHOW HWepapXhueckKou oOpraHu3aiuu. B KOHeYHOM wuTOre, Mocje perHXWHUPHHTa yCrhex
BO3MOXKEH TOJIbLKO B OpraHu3aluu, 20e 8ce NOCMpPOeHO B0Kpy2 nNpoyeccos: Toe PpPYKOBOAUTEIU
TIPOLIeCCOB HE BpeMeHHbIe MeHe/Kepbl TTPOeKTOB, a KJ/HoueBble PYKOBOJUTENU, OOecreurBarolijie
XOpolllee COCTOsIHME MPOLIeCCOB Ha JIOJITUK CPOK; I7le CUCTeMbl U3MepPeHUN COCPel0TOUYMBAlOTCS He Ha
byHKIIMOHATBEHOW, a Ha o0ieli 3¢heKTUBHOCTH Mpoliecca, U C HUM >Ke CBSI3aHO BO3HAarpakeHue
COTPYIHUKOB; M TJe Bce PAbOTHHUKK MOHMMAIOT TIPOLIeCChl KOMMAHWW W CBOW JIMUHBIA BK/IaZ B
ocyiecTBieHue ee 1eneii. [Toxanyii, 60IBIIMHCTBO KOMIaHUM TIOCTYMaeT pa3yMHO, pellias TIOUTH 110
9TOMY IIyTHU; CHayajla OHU MPOBOJAT PEUHXUHUPUHI CBOUX MPOLIECCOB, UHTETPUPYIOT BBITOABI UX
ynyuilieHHOW 3 (eKTUBHOCTH, a 3aTeéM BbICTParBalOT BOKPYT HUX OpraHU3alUIo.

Ho B Duke Power Bbibpanu paguKaibHbIi noaxod. CHauasa KOMITAaHHS TIpOBejia peopraHu3al[yio
BOKDYT OyAylMXx MpOL[eCCOB, a 3areM pa3paboTasa v BHeJpW/a UX HOBble CXeMbl. JTOT BapUaHT He
o0s13aTeTbHO TIOAOMIeT BceM, HO Ayt Duke Power oH mpuHeC orpomMHbIe BbITO/IbI: KOMITaHMS [I00KIach
BBICOKOT'O YJOB/IETBOPEHUS K/IMeHTOB IPU HU3KUX U3JepPrKKax.

OpraHu3sauusi, NOCTPOeHHAasi BOKPYT MPOL[eCCOB, U KOHeLl, U Hayajlo MyTU peuH>XuHUpuHra. OHa
nojziep)KvBaerT MU obecreunBaeT (GYHKI[MOHHPOBAHHE TIPOL[€CCOB, IOABEPIIIMXCA PEUH>KUHUPHHTY.
Teriepp M3MepeHHs] W TpeoOpa3oBaHUSI UX CXeM Y)Ke He SBISIOTCA HeoOblualHbIM COOBbITHEM, a
CTAHOBSITCSI UaCTbIO TIOBCEIHEBHOM paboThl. B Mupe, rje u3MeHeHHsIM HET KOHIIA, 3TO MOXKET CTaTh
CaMbIM CUJIBHBIM KOHKYPEHTHbLIM [TPeUMYILEeCTBOM.



['naBa 11
OnsiT IBM

HeMHOrMM KOMIaHUSM yZ@aeTCs JOCTUUYb TAKOT0O BbIJAOILIET0CS IMOJIOXKEHHUS U TOCIIOACTBA B CBOEU
0Tpac/id, KOTOPOTO KOT/Ia-TO IOCTUTJIa, 3aTeM MOoTepsijla U CHOBa BepHYysa cebe IBM.

Nmsi IBM ObUul0 CMHOHMMOM KOMITBIOTEDHOM TeXHUKU. KomIaHus HaMHOTrO orepejusia
KOHKYDeHTOB Osiaroziapsi OrpOMHBIM WHBECTULIMSIM B McciiefoBaHus. Ee CTporo opeTble TOpProBble
Tpe/icTaBUTeM He uMmenu cebe paBHbIX, a akiuu IBM cuMTanuch WHUKAaTOpaMU KOHBHOHKTYPHI
PBIHKA.

KomriaHust ¢ HeoObIYaliHbIM yCTIeXOM TPOU3BOAUIAa OrpoMHbIe MeilitHpelimbl. Kpome Toro, IBM
Obla OCHOBHOW CWJIOW, CrOCOOCTBOBaBIlel IIMPOKOMY paclpOCTPAaHEHUIO TePCOHATbHBIX
kommbtoTepoB (I1K). Ee uMumk 661 HACTOMBKO SIPKUM, UTO, Korjla komrnanuu Compaq u Dell BbiBesiu
Ha pbIHOK cBoU I1K, 3TH MalnmHbl Ha3bBaIu K1ioHaMu IBM.

Ho Kkorjla KOHKYpeHThI CTaiu TeCHUTb ee B cerMmeHTe 1K, Gosbiiasi v HeroBopoT/ivBas IBM,
CKOBaHHasl »KeCTKOW uepapxveil yrpaB/leHUss W KOHTDOJi, He CMOIVIa [JOCTaTOYHO OBICTpO
OTpearvpoBaTh Ha U3MEHEeHUs.

Kak HU meyanbHO, K Hauany 1990-x rogoB IBM mepecrtana ObITh IpUMepPOM [I/isl TIO[[PayKaHUSI.
HanpoTuB, mipecca 1 Gr3HeC-11KOJbI TIPUBOW/IN ee B KaueCTBe WITFOCTPALIUU TOTO, KaK YCIeX MOXKeT
JIUIIMTHL KOMIIAaHUIO CIIOCOOHOCTH BHZeTh peanuu pbiHKa. Korga B 1993 rogy IBM BosmiaBui Jlyuc
['epcTHep, OT ee OBUIOTO BeJIMUMS OCTAAACh JIUIIL TeHb.

HemHoOrum yzaeTcst ocTuub ycriexa IBM, u ellle MeHbIIle KOMIIaHWM TO/TydaeT IIaHC BePHYThL cebe
Oeutyto ciaBy. Ho nerenzapHoit bur bito, kak mposBanu IBM, 3To yzmanock: mpuObLIU TTOBBICUIUCE,
L[eHa aKL[UU TTOCKOUW/Ia, U ee OMSTh MPUBOAAT KaK NpuMep /s noApakanust. Bece 3to 3aciyra Jlyrca
l'epcTHepa. B 3Toli r7aBe Bulle-TIpe3W/IeHT MO Ou3Hec-TipoljeccaM KommaHuu JIkeliMu XbIOUTT
00BbsICHSIET, KaK PEMH>XKUHUPHHT MTOMOT TipeoOpa3oBath IBM.

Mo Kakux-TO mop MHorve cuutamu IBM OHOPOKpaTU3MPOBAHHOM U Me[IUTeNbHON MaXUHOM.
HecmoTpsi Ha pa3HOOOpa3Hble TUHENWKU MPOAYKIMY U IIMPOKUI OXBaT PbIHKA, Mbl HE MOIJIM YTHAThCS
32 MOJIOJIMU KOHKYPEHTaMU.

K 1993 rogmy y Hac Hauajicsg HacCTOSIMKA Kpu3MUC. [IbITasick MOKOHUWTH C YIaJAKOM, MbI
pa3pabortanu maH pasjienenuss IBM Ha HeOosiblive, jydille TOAJArOIMecs: yrpaBiaeHUto Ou3Hec-
enuHullbl. Ho TpeOGyeMbix pe3y/nbTaToB JOOMTHCS He y/laBaioCh.

B pe3ysnbrare O11ie/IOMJISTIOIIMX YOBITKOB U 0€3yCIelHbIX MOTbITOK MPOBeIeHUs] U3MeHeHU COBeT
nvpeKTopoB rpuryiacuia Ha noct CEQO Jlyuca ['epcTtHepa.

OH mpwulIles CoO CTOPOHBI U KOTZa-TO caMm ObLn KveHToM IBM, mo3TOMYy ero B3IVIsi/Ibl HeCKOJIBKO
OT/IMYA/IUCh OT TOUKU 3peHUsi /aBHO paboTaronmx MeHemkepoB. I[IpeKpacHO TOHMMasi PACTYIIYO
CJIOXKHOCTb TEeXHOJIOTWM, OH Tak)Ke 3Ha/l peajibHYI0 TOTPeOHOCTb U JKejlaHWe KJ/IMEeHTOB: YTOObI
dbparMeHTbl KOMIaHUU coOpanu s HUX B efuHoe 1jesoe. OH MOHMMaJ, KaKylw CUIy TIpuoOpeTreT
dburpMa, ecv OCTaHeTCsl e AUHOM.

BOJILIIMHCTBO COTPYAHUKOB TMOYYBCTBOBa/O 0obsierueHue, Korja ['epcTHep, Mpuzisi B KOMIaHUIO,
00bsiBU/I, UTO OHa He OyzeT pa3zeneHa. Ho HeKOTOpbie HemNpaBWUIBLHO €ro TIOHSUTH, MOAyMaB, UTO
MeTO/ibl paboThl OCTaHYTCSI TIPEXKHUMMU.

To pellleHVWe HauaTb M3MEHeHUsl HarnpaBWU/IO0 HacC IO MYTU, KOTOPbIM MNpUBEN K CerofHsILHer
no3uiiuu IBM nuziepa B peBO/IOL[MH, TIPOM3BE/IeHHOM 3/IeKTPOHHBIM O13HECOM.

["epcTHep U cTapime pyKoBOAUTEIN COCPeSOTOYM/IUCE Ha [IBYX aclleKTax.

Bo-rnepBbix, 0HU C(HhOpMUPOBaNU TIaH OMMKANIIMX AeUCTBUM KOMMAHWUU: CHU3UTb U3/JIEP)KKU U



JUTUTETbHOCTD 1IMKJIa Pa3pab0TOK U MOBLICUTH YIOBIETBOPEHHOCTh K/IWeHTOB. Hajgo Ob10 06/1eruynTh
K/IMeHTaM B3auMO/IelCTBUE C HAMU.

BO-BTOpBIX, OHU PEIM/IN YAeIATh 00JIbIlle BHUMAHUSI CTpaTeruu. B foronHeHe K TaKTUUeCKHUM
MaHeBpaM i yayuilleHus 6anmaHca HY)KHO ObUIO pa3yMHee MBIC/IUTb M YCKOPHUTb TEeMITbI PabOThL.
[Mpuiivock 3a/1eliCTBOBATh BCE CBOM aKTUBBI M 3HAHMS, UTOOBI ITOBBICUTH KOHKYPEHTOCTIOCOOHOCTD.

YTo0bl yKpenuTh eJuHCTBO IBM, HY>XHO ObUIO U3MEHUTh MHOTO€:

TepeiTu OT reorpauueckoro ejieHusi K CerMeHTal|Muy 110 TUMaM K/IMeHTOB;

OT TIPOM3BOJCTBA TOJBKO araparHoro obecrieueHus TepelTH K Pa3HOIJIAHOBOMY TOpPTdeso,
BK/IFOUAIOIIIEMY T€XHOJIOTHH U YCIYTH, CBA3aHHBIE C TIPOrpaMMHbBIM 00ecrieueHreM;

TIPEMMYIIeCTBeHHO BHYTPEHHHUI TOPTOBbI TTePCOHA J0/DKEH U3MEHUTbCS TaKUM 00pa30M, uTOoObI
OXBaThIBaTh IIMPOKUH IMaTia30H BHEIIHUX [TaPTHEPOB;

OT peKJIaMbl OT/IeJIbHBIX TTPOAYKTOB MEPEUTH K pekiame camou IBM.

Ynensst Oosibllle BHUMaHUS TPOM3BOACTBY W CTpaTervsM, KOMITAHHUSI 3alyCTH/ia MHOXXEeCTBO
BHYTPEHHUX MPOEKTOB. B repByto ouepeib ObUIM pa3paboTaHbl eJUHBIE /151 BCEM KOMITAHUM MPOI[eCCHI.
[To 3ambicny I'epcTHepa, HY)KHO ObUIO OpraHu30BaTb KOMaH/JHYIO pabOTy, OCHOBaHHYIO Ha
COTPYAHUYECTBe U COBMECTHOM MCI0b30BaHUU U T-UHGPaCTPyKTYpBhL.

YToOBI 3aMyCTUTH 3T HOBbIe MHUITUATHBLI, ['epcTHep MpeArpyHST Psifi JeMCTBUM:

MOCTaBWI BO IVlaBeé Ka)KJ0r0 MpOeKTa 0 PEUHXXMHUPHHIY CTaplMX PYKOBOJUTE/EN: uMesi BCe
HeoOXouMble TOJTHOMOYMSI, OHH OTBeYa/iv 3a BBITIOJIHEHHE TIPOrPaMM BO BCeM KOpITOpaljvu;

BBe/l B IBM 1mpakTUKy HarnucaHus IHUCEeM, HauMHaBIIMXCA CJIOBaMU YBakaeMmble Kojuieru! u
CO/Iep>KaBIIMX Ba)KHbIe COOOITIEHHUS [I7IsT BCeM KOMITaHUH;

riepecMarpyBaj pe3y/lbTaTbl KaXK[J0M WHUIMATUBbI €KeKBapTalbHO M Ha OCHOBHBIX BCTpeYax
PYKOBOJUTEJIEH.

PaHbllle Mbl OPUEHTHPOBA/IMCh Ha OT/ie/IbHbIE CTPaHbl, T.e. pabora IBM B Kak/10ii cTpaHe uMesia
cobcTBeHHBIE U3MUIIHUE (YHKI[MH, HO ['epCcTHEp MOAUEPKHY/, UTO 8Ce PerdOoHabHbIe Mofpa3ieeHus
eduHass Komnauvusa IBM. Iloka3aTenbHa Takas, Kas3ajoch Obl, Mesoub: BMmecTto IBM France, IBM
Germany ¥ T.J. HOBOe MbllvieHHWe mofuepkuBano IBM go ®@panuuu uiv IBM B I'epmanuu. VHbIMU
CJI0BaMM, HY>KHO ObI710, UTOOBI BCe TIpeICTaBUIN cebe eJMHYIO KOPITOpAI[io.

IInst TIpakKTHUUecKoro TpUMeHeHHWsI HOBOTO MbIIUIeHHs ObUla peopraHM3oBaHa Ciy)kba mpogaxk,
yTOOBI KaXK/last OTPAC/Ib TTo/Tydasia creluduueckye /s Hee pellieHUs. BoT uTo MbI cziesiaiu /it 3TOTro:

CO3/la/Ii OT[ie/IbHble CEePBUCHbIE KOMaH/bI /i KaXkK[Oro HarpaB/leHUsI C KOHKDETHOW LIe/bI0
COCpeJ0TOUUTHCS Ha POCTE;

MpOBe/IM  peKOH(Urypaluio U T[lepeopueHTal[dl0 KOMaHJ, T0 CO3/JaHUI0  afrapaTHOro
obecrieuenus, I[10 1 TexHOOTHM, YTOOBI OHM COCPEAIOTOUMIMCEH KaXK/Jasi Ha CBOel TpyIie MpOAyKIIUH
Harpumep, Ha [10 unu cepBepax Ajis1 OPUCHBIX CeTel;

chokycrMpoBaiM BHMMaHMe BCeX COTPYJHUKOB Ha K/IWEeHTaX, BHe 3aBUCUMOCTH OT UX
HeTocpeCTBeHHBIX 00s13aHHOCTe (3TO 3MeHeHUe CTa/I0 CaMbIM 3HAUUTEe/IbHBIM);

MOJUEePKHY/IM, UTO TIOAJEep)KKa HallMX KOMaHjl, paboTalolnmx C KIWeHTaMU, HCXOAWUT OT
rccezioBaTelbCKoro rogpasgenenusi IBM Research, Haimx o0upx GH3HeEC-TIPOLeCCOB, COBMECTHBIX
WH(OPMaILIMOHHBIX CUCTEM U 001N CUCTeMBbI YIIpaB/IeHUS.

Taxkoii B caMmoM 0011ieM Bujie Obl/la Hallla HOBasi MO/Ie/Tb BbIXO/Ia Ha PhIHOK.

Y IBM OGonblloi OMBIT peopraHu3aljid, HO B 3TOM C/ydyae COTPYAHMKU He BepWwId B
3G (PeKTUBHOCTb HaIlMX YCU/IUM TI0 YIIpaBAeHUI0 U3MeHeHHUsIMU.

iMeHHO 37ileCh HaM OCOOEHHO TIPUTOAWJICS OMBbIT paboThl I'epcTHepa B JPYrUX KOMITaHUSIX.
['epcTHep T0/MB30BaCs OOMBIIMM JOBepHeM Yy K/IHWEHTOB, W 3TO TIOBJHUSZIO HAa BOCIPUSTHE €ro
VHULMATHB HalllMMU COTPYJHUKAMHU.

[leno B TOM, UTO MHOTHE HalllM JaBHUE KIHEHTbI ObI/TM OUeHb pa30yapoBaHbI TeM, KaK TJI0X0 MBI



pearupyeM Ha WX MeHSIOIMecs MOTpeOHOCTM UM BO3HUKatoime mpobsembl. OHM CuuTanid Hac
IPOMO3JKHMMU U MeJJINTe/IbHbIMH, BO MHOTOM TTOXOXKMMH Ha Te yCTapeBllie KOMITbIOTepbl BeJIMUMHOU
C KOMHAary, KOTOpbIe MbI KOI1a-TO CO3/aBasIu.

['epcTHEpPY 3TO OBLIO TIOHATHO, TaK KaK eMy MPUXOJU/I0Ch ObIBaTh Ha MecTe Halllero KaveHTa.
K/IMeHThI IPUC/TYIIMBAIUCh K ero paccka3aM O TOM, KakK OH U3MeHUT KommaHuto. [loToM, ybeauBIIMCh
B BBITIOJIHEHWHU 00elljaHui, OHU He CKYIU/IUCh Ha TTIOXBAJIbL.

HayaB 1osiyuare [OJIOKUTENBHBIE OT3bIBBL, TOpProsble Ipezicrasurend [IBM nepecranu
CKelTU4YeCKU OTHOCUTHCA K Iy1aHaMm ['epcTHepa.

JIvHeMHbIM MeHe)KMEHT YEeTKO ZiaJl MOHSATh, YTO, XOTS Y HaC BCe ellle eCThb IPeKpacHbIe TPOYKThI
U COTPYIHUKH, Mbl HaXO[JUMCSI B CJIOXKHOM TIOJIO)K€HUU U [i/is 3HAUMTe/IbHbIX U3MEeHEeHUM TpebyroTcs
HOBble WH(OpPMaI[MOHHbIe TexHOoJoruu. UToOBl 3TOT TIaH JOCTUT yCIiexa, BCe [JO/DKHBI Obuth
paszenuTs rpeacTasieHud Jlyuca.

EMy ynanock BceluThb B /H0[ei 9HTY3Ma3M 6Osarofapsi 04eHb MPOCTOMY, UeI0BEUHOMY TTOJXOAY.
OH OTKDBITO BbIpa)kaj HeCTIOKOMCTBO M0 TTOBO/Y HAILMX MOpPaXKeHWH U BhIMTPHIIeH COMePHUKOB, Uero
pasbilie B IBM He fenanu: /1o 3TOro paboOTHUKOB BCeTia MHCTPYKTUPOBAIU He OMYCKAThCs 10 YPOBHS
KOHKYPEHTOB.

B camoM Hauasile OH U3MEeHWJI Harpas/eHre YCUIWK B TPyIIe CTapliero pykoBoAcCTBa. Ha3HauuvB
K/IFOUeBbIX MEHe/PKepOB OTBEeTCTBEHHBIMU 3a Ba)KHeHIMe HarlpaB/eHUs, OH BO3/IOKWI Ha HUX
00513aHHOCTh C/Ie/IUTh 3a BBITIOJHEHWEM HeoOX0UMbIX feficTBui. OHU TaKKe JJO/DKHBI ObUTH TOOUTHCS
C/Ta)KeHHOM KOMaHZHOW paboThl. PellieHusi TpUHUMAaNIUCh TUHENHBIM MeHe)KMEeHTOM Ha MeCTaX, a He
KOPITOPaTUBHBIM LIEHTPOM.

HekoTopble »kanoBaivCh Ha CJI0’KHOCTh TAKOW MaTpUYHOM CTPYKTYpHI yripasneHus. Ho I'epctHep
TpeboBas, uTOObI MbI BBIXOAWIM 3a ¢opMajabHble paMKu TosHOMouMii. OH OTAenua Haille
HEeIoCpeICTBeHHOe Haya/JbCTBO OT TIPSMOrO KOHTPOJSL BCEX 3a/lelCTBOBaHHBIX CTOPOH. VHbIMU
CJIOBaMHU, HaM HY)KHO ObUI0 MpPUOOpPECTH COBepIlleHHO HOBble HABBIKM KOMaHJHOW paboThl U
JIAJlepCTBa.

['epcTHEp JieiicTBaM MPSIMOJIMHEMHO U 0e3 0OMHSIKOB FOBOPUJI COTPY/HUKAM, KOTOpPble He MOI/IU
paboTaTh 10-HOBOMY, UTO €CThb U Apyrvie KOMIaHUH.

B IBM peMH>XXUHUDUHT CTajll MeXaHW3MOM H3MeHeHUs CriocoboB pabOThI, T.e. UCIO/b3yeMble
npoLiecchl W TIOAJEepXKUBAKOIMe WX CUCTeMbl ObuUlM Tpeobpa3oBaHbl B 0Oosiee  COIIaCOBaHHYIO,
rj06anbHO COCpeIOTOYEHHYIO OpraHM3aliuio. JTa MeTamopdo3a oXBaTu/a BeCh Halll O13Hec.

MsbI TIpYMeHW/IM Le/I0OCTHBIM, CTPYKTYPUPOBAHHBIM IIOJXOZ, HauaB C OIpeJe/ieHUs] K/IHUeBbIX
Or3HeC-MpoIeCcCOB U Ha3HaueHUs] OTBETCTBEHHBIX 3a HUX M3 UMCJIa BBICIIMX pyKoBoauTeseit. [Torom
MbI pa30o0paau 3TU MPOLIeCCHl Ha COCTaB/ISIIOIIME, UTOOBI MOHSATH, KAK OHU paboTaloOT U HaCKOJIbKO OHU
KOHKYDEHTOCIIOCOOHBI; 3areM C TIOMOIIbI0 BHYTPEHHHMX M BHEIHUX 3TajloHOB (OeHuUMapKoB)
1epeCcTpOM/IM 3TU TPOLIECChl, TIPUMEHWU/IM UX Ha MpaKTHUKe W CTaJyd MCI0Jb30BaTh HoBekume WT-
CHUCTeMBI /11 UX MO ePKKU.

BHeZipB HOBbIe MPOIECChl, Mbl 3aHSIUCh WX U3MepeHUsIMU. Mbl HaOmo[anyd 3a TeM, Kakue
HeoOXoZIMble M3MeHeHUs TIPOU30IIUTA B )KU3HU COTPYHUKOB, UX MOBeJIeHUH U/IU 00s13aHHOCTSIX. DTOT
I[M KJ1 TpeoOpa3oBaTh TpOLIeCC, MOCTPOUThL TPUIOXKeHUs], BHeApUTb MT-cuctembl [jisi TIOAJEP)KKU
HOBOT'O MpOIiecca W BOCIIOJ/Ib30BaThCsl TO/IyYeHHbIMUA 3HAHUSIMU [/ TIOC/IeAVIOIIMX TTpeoOpa3oBaHui
IIOBTOPSIETCS [IOCTOSAHHO, 3Ta [IesATe/IbHOCTh HUKOI /1A He 3aKaHUWBaeTCs.

[To cytu, Mbl TipoBesii 6a30BbI PEMHXXUHUPUHT OCHOBHBIX TPOL[eCCOB. MbI CO3/ja/id [IOBOJIbHO
IPOCTYH0, JIeTKyI0 B IIOHMMaHUW KapTy HAIMX OCHOBHBIX IIPOLIeCCOB:  yIIpaB/IeHUSA
B3aUMOOTHOIIICHUAMU C KIHMeHTaMU. BOKpyr HUX eCTh psJ MOAJepKUBAaroLX IIPOLIeCCOB, HArlpuMep
yrpaB/ieHue MepcoHanoM, (prHaHChl U CHab)XeHue.

MsI cMOITIM COXPaHUTBL TY Ke KapTy MPOLeCCOB, XOTA HEKOTOpbIe UX 3/IeMeHTbl U3MEeHWU/IUCh U



Jocturnu Gosiee BLICOKOM CTereHW pa3BUTHS. OTO CTaja0 TPEMMYIECTBOM, TakK Kak Osaromaps
MIPOCTOTE KapThl JIETKO MOHATh U OCBOMTH HOBYIO MOJ€J/Ib: TOCTABIIMKH C OZHOU CTOPOHBI, K/IUEHTHI C
JPYrou, a rocepeJiiHe CBSI3bIBatOILMe UX MMPOLIECCHL

BHauane wmbl onpegenuan 11 mpoektoB no mnpoueccam B IBM. IIaTe MblI yke 3aKOHUYM/IM, B
pe3ysibTaTe yero Ipoljecchl ObuTM Mpeobpa3oBaHbl U AOCTUINIM CBOUX TepBOHauanbHBIX lienei. Ho
nipeobpa3oBaHus HUKOTJa He mpekpaiiaioTcs. Ceiiuac Mbl OMSATH MEHsIeMCSl, y)ke Ha OCHOBe MOJeNu
3/IeKTPOHHOTrO OM3Heca.

[TpeobGpa3oBaHusi mpoijecca pa3pabOTKU amnmapaTHOTO W MPOTPaMMHOr0 obecrieueHust B Hallei
KOMTIaHUU TIPUMED TOT0, KaK PeMHXUHUPUHT MOXKeT 00beJUHUTh KOMIaHWI0. BHauase 3To O6butH /1Ba
OT/le/IbHBIX HallpaB/eHWs], HO BCKOpe KOMaH/bl ITOHSJINA, UTO pa3/nuvil MeXXy HUIMU MeHbllle, YeM OHU
nosiarasii. Mbl 00beIMHUIM WX W yIpaB/iseM UMW KaK euHbIM TipolieccoM. Kpome Toro, ToT ke
CcaMbIi TIPOLeCC Terepb UCIO/b3YeTCS U [/Is1 YIIpaB/IeHUs pa3BUTUEM U MPOLieCCaMU U3MEeHEeHUH.

[nst pocTuKeHUs] HEKOTOPBIX 1iefieid TpeOyeTcs: Oosbille BpeMeHH, YeM OXXHU/AaoCh, a WHOTZAA
TIPUXOAUTCST Tiepejie/lbiBaTh TO, UTO CUYMTA/JIOCh 3aKOHUYeHHbIM. Mbl 3aBepumiv rpeobpa3oBaHUe
Tpoliecca MHTerpUPOBaHHOM pa3pabOoTKU MPOAYKLIMH MHIh B 1999 rofy, a UHTETpUPOBAHHOM I[€TIOUKH
nmoctaBok B 2000-m. Pabora Haj yrpap/ieHWeM IIPOLIECCOM B3aMMOOTHOIIIEHUM C K/IWEeHTaMUu U
TOCTABOK OyZleT 3aKOHUeHa TMo3/jHee, ueM MbI TIJITaHUPOBad, BeposiTHO, B 2001 rozay.

OpHa W3 TpPYZHOCTeM yIipaB/ieHUsl, OCHOBAHHOIO Ha IpoLjeccax, COCTOMT B TOM, UTO XOpOLIMe
Teopuu He 00si3aTesbHO paboTaroT B peanbHOM Mupe. Hampumep, Mbl He TIpe/IBUJE/A, UTO [IJisl
yIipaB/ieHHsI B3aUMOOTHOIIIEHUSIMA C K/IMeHTaMU TIOHA00UTCS TOSHOCTbI) MEHSThb CTpaTervio; B
pe3y/nbTaTe paboTa COOTBETCTBYIOILIEM KOMAaH/IbI 3aMe/I/TUIacCh.

OTa KoMmaHJa paboTana TOJ/ILKO HaJ, mMoBbIlleHHeM 3(deKTUBHOCTU paboThl COOCTBEHHOTO
ToproBoro nepcoHana IBM. Ho Ha camowm ziesie momumo 10 000 co6CTBeHHBIX COTPYIHUKOB Y HaC eCTh
45 000 naptHepoB (JuUCTPUOBLIOTOPOB, TOPTOBBIX TTOCPEAHUKOB U T.A.). Ham cjiefioBano B3MisIHYTh Ha
BOIPOC LMpe U IoAyMarh, KyZja Ha CaMOM /Jiejle UJeT KOMITaHUSl U KaKoe MeCTO TapTHepbl [JOJIKHbI
3aHUMaThb B HalMX mpoijeccaX. M3-3a coOCTBeHHOW HeaTbHOBUAHOCTA HaM TIPUIIVIOCh MHOTOe
Triepe/iesbiBaTh.

[Tpoiiecc MoCTaBKU TakK)Ke OKa3ascs HerpocThiM. Korzia Bo BpeMsi ero pa3paboTKy U BHe/IpeHUst
BO3HUKJ/IM TPOO/IeMbl U3-3a He/JOCTaTKa OMbITAa B MCI0J/Ib30BAaHWM HOBBIX TE€XHOJIOTHM, HaM TIPUIIVIOCH
pelaTh X [0 X0y Jiesia, YTo 3aTOpMOo3uo npouecc. Ho Bce ke Mbl M3BJIEK/IY U3 3TOrO L{eHHbIe YPOKU.

Wtak, 3a nocnejHue NATh-11eCTh JIeT Y HaC MPOU3OLIWIA KPYIIHble u3MeHeHUs. KiirouoM K ycriexy
PEMH)XWUHUPUHIa CTajo pelleHUWe [epcTHepa MOPYyYMTb KaXKJpld IIPOL[ECC OAHOMY M3 CTapLMX
DYKOBOAUTE/IeH, a UWMEHHO: pYKOBOAWTe/JeM KaXJoro TIiporecca CTAaHOBUTCS — y4YaCTHHK
VICTIOJIHUTE/IbHOIO KOMUTeTa. HeKoTopble pPYKOBOAAT HECKOJbKMMM IIpolieccamy, HO y OJHOrO
Tpoljecca MOXKeT ObITh JIUIIb OJJUH PYKOBOAUTE/b.

C camoro Hauasia ['epcTHep 4yeTKO MOSICHW/I ydyaCTHUKAM KOMaH7bl, UYTO OHHU HECYT JIMYHYIO
OTBETCTBEHHOCTh Tiepesi co0oM, Kopriopaiieii U KoJijieraMu 3a MOpyueHHble UM Tpoiiecchl. Tak Kak
Ka)KJplli TPOIIeCC OXBaTbiBaeT HECKOJIbKO ToApa3/ie/ieHuii, PYKOBOJUTENSIM TIPUIIVIOCh paboTarhb
KoMaHzoW. Hanpumep, HEBO3MOXHO OCYLIECTB/IATH YIIpaBl€HWe WHTEerpUupPOBAaHHOM LIETIOYKON
TOCTABOK TOJILKO /Il OAHOW rpynmbl. HyKHO paboTaTb W C Yo MepCcoHa/JbHbIX CUCTEM, U C
rpyrnoi I10, u T.1. 3TO MOXKHO CKa3aTh Kak O LieJIoM KOMITaHUY, TaK U 0 KOHKPETHOM TpyIIle.

Korga B cucreme yripaB/ieHUSI OTBETCTBEHHOCThb JIEXKUT Ha PYKOBOAUTE/SIX KOMIIAHWUM, 3TO
crocoOCcTByeT OBICTPOMY TIDUHSITUIO CTpPaTerMuyecKuX peleHud U OMepaTUBHOMY pa3pelleHUuro
TaKTUUeCKux mnpobsem. Eciu fiBa cTapimx pPyKOBOAWUTEJISE He MOTYT DEIlMTh UTO-TO MeXAy CcOo0oi,
BOIIPOC BBIHOCUTCSI Ha pacCMOTpeHMe Bcero komurtera. Ho Takoe ciydaercs pefko. B couetaHuu c
e)KeKBapTa/lbHOM TIPOBEPKOM pe3ylbTaTOB Takasli CHCTeMa OTBETCTBEHHOCTH OUeHb [ielCTBEHHBIN
MEeTO/, yIipaBJIeHus.



C roflaMu Mbl U3MEHWJTU TIO/IX0/] K PEMH>KUHUPUHTY, U 00 3TOM TOXKe HY>KHO PacCKa3arth.

CHauasla pPeMH>XXUHUPUHT ObIT  CaMOCTOSITe/TbHOM — JIesiTe/IbHOCTBIO, YYaCTHUKU  KOTOPOU
TOJUMHSTUCh (DPUHAHCOBOMY AUpPEKTOpYy (upMbl. Y 3ToM rpynmbl ObLT COOCTBEHHBIM OrO/KeT, OHa
cocpe/ioTouMBasach Ha pa3paboTke cxeM MpoIeccoB U Oblla OTCTpaHeHa OT TIOBCEHEBHBIX [Iel.
CoctaB KoMaH/| TI0 pa3paboTke cxeM Tipollecca ObLT HEMOCTOSIHHBIM, B 3aBUCHMOCTH OT CTa/iuu
pa3paboTKu U TpeOyeMbIX B IaHHBIN MOMEHT HaBbIKOB.

HauaB BHe/IpSITh MepeCcTPOeHHbIe MPOLeCChl, Mbl TIOHSUIA, UTO PEUHXXUHUDUHT JO0/DKeH ObITh
BCTPOEH TIPSIMO B €XXeJHEBHYIO [leATelbHOCTb KOMIaHWW. VHaue Mo/ydanoch, 4To pa3pabOTuuKu
repe/ilaBajii HOBBIM TIPOLIECC PYKOBOAMTE/ISIM HallpaB/leHWM, OTBeuvaBIIMM 3a pe3ylbTar, HO He
y4acTBOBaBIIMM HU B OJHOM acriekTe pa3paboTKu Tipoljecca M He TOHUMABIIMM, KaK BHEPSTh
V3MeHeHUs.

Y OCHOBHBIX To/[pa3zesieHuii OblM cOOCTBeHHBIe MPOOIeMbl U MPUOPUTETHL. BHeipeHre HOBBIX
TIPOLIECCOB U TIOJeP)KUBAIOIIMX UX UHCTPYMEHTOB YacCTO He 8X0OWI0 B UX MepBoodepeHble 3ajaun. U
XOTs1 B pa3paboTKe CxeM MpOLeCCOB yUaCTBOBA/IU U JIFOAU U3 3TUX OT/IENOB, [PYrHe WX COTPYAHUKU
YyacTo pelllaii, UYTO BCe 3TO y HUX He cpaboTtaeT. Takoe COMpPOTUBIEHUE 3aMeJjisjio, a TO U
6/I0KMPOBAJIO M3MEHEHUS.

YToObl UCMPaBUTh CUTYal[MI0, Mbl OCTaBWIA KOMaH/bI MPOLIECCOB TPEKHUMM, BKIHOUWIA B UX
II0JIHOMOYMS BCe u3ziepkku Ha T 1 nepesesy MX B IOLJUMHEHNE PYKOBOAWUTE/IAM, OTBeTCTBEHHBIM 3a
J@HHbIM  mpouecc. Hampumep, pykoBOguTe/b, OTBETCTBEHHbIM 3a IMIPOLECC  YIIpaB/IeHHUS
B3aWMOOTHOIIeHUssMU € KaueHTamu (CRM), miobanbHbI pyKOBOAUTEMbL CAYKObI cObITa BO BCeli IBM.
Tereps KOMaH1a 10 peuH)XUHUPUHTY CRM 1nofunHseTcs eMy U BXOAUT B er0 CUCTeMy yIipaB/ieHUs.

COOTBeTCTBYIOIIMM W3MEHEHWeM Ha KODPIIOPaTUBHOM YpOBHe cTano obbeauHeHue UT wu
OCTa/IbHBIX TOJpa3/ie/ieHU KOMIIaHUM B eUHYI0 OpraHU3aljii0, OTPa’KaroLyl0 pacCTaHOBKY CHJI B
orepariOHHbIX [10pa3JeIeHUsX.

B Takux ycnoBusx VHtepHet, T U mporieccbl KOMIIaHUU [1eperieTaroTCs, Kak HUKOI/la paHblie.
Korma MbI coCpefioTOUM/IM CBOM ycwivs Ha rpeobpa3oBaHuu IBM B 37eKTpPOHHBIM OH3HeC, Mbl
BO3/I0’KU/IM OTBETCTBEHHOCTH 3a paboTy B ViHTepHeTe Ha oduc BT/CIO.[8 Mu1 nonsimu, uto komnanuy,
nepelrie/iliiie K 371IeKTPOHHOMY Ou3Hecy, 00beuHs0T rporjecchl, U'T u MIHTepHeT. K TOMY BpeMeHU MBI
TIPOIIUTU yyKe IBe TPeTH MYTH B 3TOM HarlpaB/lIeHUU, U HaM ObLI0 JIeTKO 3aBepIIMTh KapTUHY U J00aBUTh
obs13aHHOCTH 110 paboTe B MHTepHeTe. He Tosibko IBM cBsi3biBaeT miporiecchl u UT 3To TPOUCXOAUT BO
BCeU OTpac/iu.

Bo Bpemsi peMHXWUHUPUHIA HY)KHO I103BOJINTH CHUCTeMe VIIpaB/IeHWs pa3BUBAaThCd II0 Mepe
npeoOpa3oBaHuii; HY)KHO HAyUUThCSI TUOKOCTH, TIPUCTIOCODIeHUI0 U ObITh B TIOCTOSIHHOW TOTOBHOCTH
MEHSATLCA IIPU BCTPeye C [PersaTCTBUIMU.

HailleMy MeHe/)KMEHTY B OCHOBHOM Y/IalioCh TIPUCTIOCOOUTHCST K HOBOM pabote. Mbl yke
HauvHaeM TI0/ly4yaTh MPeUMYI[eCTBa, KOTOphble 00elliaii HaM HOBble MHUIMATUBBL JIOAW HAauWHAKOT
BEPUTh B PEMH>KUHUPUHT, KOT/Ia YOeXK/1at0TCsl B pealbHOCTU U3MeHeHUH.

KoneuHo, mipo6sieMbl BCe ellle BOZHUKAIOT. Mbl C/IMIIKOM [JIO0JITO TIPUHUMAaeM pellieHUs] YaCTUUHO
n3-3a yOeXX/leHus, UTO CYIIeCTByeT eJIUHCTBeHHbIN MpPaBU/IbHBIA OTBET. JTO K/IaCCUUECKUM Tapainy
aHanM3a. BakHO NpU3HaTh, YTO YaCTO BO3MOKHBIX OTBETOB HECKOJIBKO.

Eimle oauH 53/71€MeHT, KOTOpPbIM Mbl BKJIHOYaéM B CBOU YCU/IMSL I10 DPEUHXUHUPHUHIY,
TI0C/Ie/IoBaTe/IbHBINA MOAX0M K TIOCTAHOBKe Iiesieid, OljeHKe COOCTBeHHOU paboThl, omiare U T.[. JTOT
TIO/IXOZl, KOTOPbIM Mbl Ha3bIBaeM JIMUHbIMU OU3HeC-00s3aTeIbCTBaMU, HeoTheMJ/ieMasi 4acThb Tipoliecca
PeMH)XWUHUPUHIa [IepCOHasa; OH JeHMCTBYeT 10 MPUHLIUITY KacKaza.

Pa3 B rop mipejceiareslb COBeTa JUPEKTOPOB OMpejiesisieT CBOU 00s3aTesbCTBa C TOMOIIIBIO
JOKYMeHTa, CoJep)KaHue KOTOPOTo KacaeTcsi Tpex o0sacTeil: BLIMTPATh, BLIMOTHUTE U KOMaHja. OH
COO0OIIaeT CBOU 11e/TU PYKOBOAUTEISIM, KOTOPbIe HATIPSIMYIO eMYy TIOJUMHSIFOTCSI.



Te, B CBOIO ouepejb, Jajsiee ONpeesstOT 3TU LieJd M0 OTHOLIEHWID K CBOMM KOHKPETHbIM
00s13aHHOCTSIM, BK/IIOUasi TO, Kak M3MepsTh ycreX. Bce 3To KackaJoM CITycKaeTCs K MX KOMaH[aM U
TIPOXOJUT Uepe3 BCH0 KOPIOpaLIo.

B siHBape BCce COTPYIHUKH IMPOXO/ST aTTeCTal[UI0: HACKOJIBLKO OHM TIPUOJ/IM3UINCE K TOCTHKEHUIO
MOCTaB/IeHHBIX LleJield U TIO/IyyaroT 3apIiaTy Ha OCHOBe 3((QeKTUBHOCTU UX mofpasjeneHuit. [Ipu
otieHKe 3((deKTUBHOCTH TOApa3/ie/ieHUs] YUUThIBAeTCS TO, B KaKOW CTeleHU eMy y[anioCh A0CTUYb
paHee C(pOpMY/IMPOBAHHBIX Lie/lell peMH)XKUHUPHHTa.

OnpeneneHrie BO3HAarpakKJeHUs He CBS3aHO C JIOTaJKaM{d WM CyOBEKTHBHBIM TOAXOZOM. ITO
yeTKasi CUCTeMa, B KOTOPOU OL[€eHKM TIPUBSI3aHbl K pe3y/ibTaTaM KOMITAaHUU U K MTOKa3aTe/siM mpoijecca.

@oH/1 3apaboOTHOM T/1aThl, KOTOPBIM PAaCIOPSDKAETCs KOHKPEeTHOe Tofpa3/ie/ieHrde, TO, UTO MBI
Ha3bIBaeM IMepeMeHHOM OIJIaTOU, MOXKeT YBe/TMUMBAThCS UM COKpalllaThC Ha OCHOBE psijia Liesiel Bcer
KOpIopaluM, BK/IKOYash L[eld pEeUH)XUHUpUHra. IlepeMeHHasi 4YacTb OMJarbl COTPYAHUKA
PACCUUTHIBAETCS HAa OCHOBe ero JMYHOW 3(GeKTMBHOCTHM B paMkKax o0Ired 3¢h@deKTUBHOCTU €ero
rpynribl. Mbl OAHSTM MJIaHKY TTPEMUA/IbHBIX, TEM CaMbIM BO3Harpakzjas COTPYIHUKOB 3a Pe3y/bTaThl,
KOTOpBIX Aocturaetr IBM B memom. MIHbIMU C/i0OBaMU, MbI MO3BOJIIEM UM HAlpsSMYK0 y4yaCTBOBaTh B
ycriexe IBM.

Pe3yibTaTOM CTas OTPOMHBIM CKQYOK BO BHUMAaHWM, UHTEPeCe U BOB/IEYEHHOCTH.

Ho 3TO TO/MBKO ONHO M3 AEeMCTBUI, KOTOPble Mbl MPEANPHHS/INA, UTOOBI JIFOAW TIOBEPUIU B
peasbHOCTh U3MeHeHUM. {1 mosiararo, 4YTo UX ydacTHe U BOB/IEUEHHOCTb Pa3BUJIMCh /10 TaKOW CTENeHH,
UYTO PEMH)XUHUPUHT CTa/l BaXKHbBIM [I/11 COTPY/IHUKOB Ha BCEX YPOBHSIX OpPraHu3aliuHu.

Hampumep, KaXzAplii TOA  OAHOW-IBYM KOMaHJaM, KOTOpble  JOOWIMCH  OT/IMUHBIX
B3aMMOOTHOIIIEHUM C KJIWMEHTaMM W cfiesianu OoJibllle BCero Jyis yaydileHHsi Ov3Heca KOMITaHUH,
BpyuaeTCsi Harpajia Tipeficefiaresisi coBeTa AWPeKTOPOB. OOBMHO ee TOJy4ardT KOMaH/[bl, KOTOpbIe
HarpsiMyto ob1maroTcs ¢ kameHTaMu. Ho B 1999 roay 3Ty Harpay moJiyumsia Hallla KOMaH/a Iporjecca
cHabkeHUs, KOTOpasi C OTPOMHBIM yCIiexoM TpeoOpa3oBasia CBOW IMPOLECC C MOMOIIBbI0 3J1eKTPOHHOM
Mo/iesiu BejleHust Ou3Heca.

[MpunsB 3amauy I'epcTHepa mpeBpaTuTh IBM B 3/1eKTPOHHBINM OHU3HEC HOMEP OJWH B MUpe, 3Ta
KOMaH/la 3a/ia/iach 11eJIbl0 CTaTh JIYUIIMM T0/[pa3zie/ieHreM 3/1eKTPOHHOro 6usHeca B IBM u mokasasna
TIPEBOCXO/IHbIE pe3y/bTaThl: ee CPOK 00pabOTKM 3aKa30B Ha MOKYIKY COKPATUJICS C Mecsla 10 OHOTO
[HS, a BpeMs TMOJydeHHs] KOHTpakKTa ¢ 6-12 MecsieB go oaHoro. CpeaHuii o0beM KOHTpPAaKTa
ymeHbIimcs ¢ 40 o 6 crpanul. Komanzia moaHoCThIO TTpeobpa3oBaa mpoljecc cHabXeHusi, KOTOPBbIi
paHbIlle ObUT OUeHb JIOKaTbHBIM ¥ OPUEHTHPOBAHHBLIM Ha JIOKYMEHTALUI0, He fAaBas 3ddekra Macirada
Y BO3MOKHOCTH BECTH MEePeroBOpbI C NMOCTaBUMKAMU.

JTropeli, KoTOpble pa3buparOTcsi B CHaOXKeHWM, OueHb 3auHTepecyeT [IOCTUTHYTOe HaMu
cokpailieHre 00beMOB HecTaH/]apTHbBIX 3akyrnok ¢ 30% 10 meHee ueM 2%. HecTaHjapTHble 3aKyIKU
9TO BCerjla TIJIOXHMe YC/IOBUS U OTCYTCTBHUE CKUJOK 3a 00beM rocTaBkKd. [1o HallMM olleHKaM, paHbliie
TaKWX 3aKYIOK y Hac ObU1o Ha $6M/Ip/,. B TOfi, HO Terephb 3TOMY ITOJIOKeH KoHel]. Terieps 6osee 85%
CcOTpyIHUKOB IBM 3asiB/ISIFOT, UTO OHU Y/|OB/IETBOPEHBI MPOI[eCCOM CHabKeHMs (paHbIle TaKUX ObLIO
BCcero 40%). BHyTpeHHSsIs y0B/1I€TBOPEHHOCTh IJIaBHBIM KPUTEPUM yCrexXa KOMaH/Ibl poljecca, Tak 4To
9TO TIPEBOCXOZIHOE IOCTHKeHWe. Bo Bpemsi 3Tux Impeobpa3oBaHUM MbI TIOHSUTM OUeHb Ba)KHYIO Belllb:
[T DEMH)XMHUDWHIA, KaK W JJid BCEro OCTaJbHOrO, HY)KHa AUCHUIUIMHA. Bbl cTaBUTE L€y,
oripejiesisieTe OCHOBHbIE [OCTW)KEHMs, 3areM Hu3MepsieTe, HaCKOJIbKO BaM y[aa0Ch UX AOCTUYb. JTU
YCUUSI HE OT/JIMUYAKOTCS OT TeX, KOTOPble MpeANPUHUMAIOTCS MPU BbITYCKe TPOAYKTAa Ha PbIHOK, U
JOJDKHBI OBITb TAKUMMU K€ Cepbe3HbIMU. MbI UCIIOJb3YeM /ISt yIIpaBlAeHUs PeMHXUHUPHUHIOM TOT >Ke
TIPOLeCC, UTO U [ijisi pa3paboTKU MPOYKLIUH.

Yrobbl MpoIjecC MpUHEC BBLIFOAY Ballleld KOMIAHWW, Bbl JO/DKHBI TIOMBITAThCS TIpe/CKa3aTh
pa3/InuyHbIe CLieHapUU YIIpaB/ieHUs] TPOEKTOM.



[TocmoTpuTe Ha peMH)XUHUPHUHT B LiesioM. OH BK/IHOYaeT MpoLecc, noajepkyBarolyto ero UT-
CUCTeMy, WCMOJIb3YIOIIMe ero mnojpasfie/ieHWs M KYIbTYpy Ballleld Kopriopauuu. Bce 3Tu acrnekTsl
Hepa3pbIBHO CBs3aHbl, U UMW HY)KHO YIPaB/sSTh OAHOBPEMEHHO B paMKax o0iiero rpoekTa. [IbITasich
yIIpaB/sATb TOJMBKO OJHUM 3/IEMEHTOM 3a O[WH pa3, Bbl [OTepruTe Heydauy, TaK KakK OHHU
B3aMMO3aBUCUMBI.

HaBepHoe, caMbIlM 3HauuTe/JIbHbIM YPOKOM /JId Hac CTaj0 TO, UTO HeJb3sl HeJO0OLeHUBaTh
HeoOXoZMMOCTb B MOCTOSSHHOM HMH(OpPMUpOBaHWU. HeloCcTaTOYHO CKa3aTh UTO-TO OAWH pa3: MHOTHe
BaC He ycC/blIar. Hy)KHO MOCTOSTHHO TIOBTOPSITh M HAXOAWUTh pa3Hble CIOCOOBbI Tepe/aTh HY)KHYIO
nH(dOopMaluio, UToObI OHa IOCTUT/IA Pa3/IMUHbBIX TPYIIM JIFO/[eH.

Paccka3 o Kap/uHalbHbIX M3MeHeHUsiX B IBM Obul Obl HemosiHbIM 0e3 omucaHus TOTO, Kak
PEVH)XWUHUPUHT TTOB/IUS/T HA OPraHU3aLl[MOHHYIO CTPYKTYPY.

Bo-rnepBbix, opraHu3aiiusi ctaia 6osiee TIJIOCKOW: Mbl yJaJuu HECKOJbKO yYPOBHEeW CTPYKTYDBI,
yTO Hen3beXHO MpUBeO0 K yBoJibHeHUsIM. UnCIeHHOCTh TiepcoHana pe3ko cHusuiack (¢ 400 000 mo
285 000 yeioBeK), ¥ OH CTajl 00jiee MOOU/ILHBIM.

He Bce 3TW COKpallleHUs 1ITaTOB ObLIM TIPSIMBIM CJIe[ICTBUEM PEUH)KWUHUPWHTA. YUUThIBask CBOHO
yOBITOUHOCTh B Hauane 1990-X, Mbl BCe paBHO MpeANpPUHSIA Obl 3TH Aark. HO peMH>XKUHUPUHT
TI03BOJIU/T HaM TIPOZAO/DKUATL paboTy, Tak Kak Osarofapst 0osibiieli aBTOHOMUM TIOfipa3/ie/IeHU TFu
3HAIOT, UTO UM Jie/laTh, U He HY)K/AlTC B IOCTOSTHHOM MIPUCMOTpe MeHepkepa. JTO, B CBOKO 04Yepe/ib,
TI03BOJIU/I0 MeHe/[KepaM TTOCBSIIATh O0/ibille BpeMeHU Borpocam Ou3Heca.

B Haleil cuTyaliuu TPYAHO OIpeJe/uTb, UTO ObUIO TEepBMYHO: COKpallleHue TepcoHana WIu
DEUH)KUHUPUHT. Tak KakK pPeUH)KUHUPHWHT MPOIeCC ONTUMU3aluh, MOXKHO T[103BO/IUTHL cebe
TepeopUeHTUPOBaTh WM COKpalllaTh repcoHasn. [1o3ToMy CKakeM Tak: TOCKObKY HeOoOXOquMOCTh
YBOJIbHEHUM BCe PaBHO CYLLECTBOBAJA, MbI ellle OXOTHee B3sJIMCh 38 PEMH)XUHUPHHT.

C TOuKM 3peHUs] KOPIIODAaTUBHOW KYIBTYpPhl, CaMbIM OO/BIIMM H3MeHeHWeM i Hac CTal,
HaBepHoe, Trepexo/ K KomaHAHoU pabore. [1o mpuxoga I'epctHepa Ha noct CEO OCHOBHBIM JIO3YHTOM
[Jisi pabOTHUKOB ObUTM OT/IMYHbIE MHAUBUAYaIbHbIE pe3ynbTarbl. A I'epcTHep npu3biBal HaC AeTUThCs
uHdopMalveni, ycriexaMu U Heynadamu. Ho coTpygHudecTBo Obiio ObI HEBO3MOXKHO, eCciu Obl He
ob1mpe npoiiecchkl U UHGPACTPYKTYpa, CO3/laHHbIe Oyiaro/japst peMH>XUHUPUHTY.

OT/MuHBIA TIpUMED TpPeruMYIeCcTBa, TMOoJydeHHOro Osarofapsi OOIIHOCTH TIPOLIeCCOB TIOC/ie
PEMH)XWUHUPUHIa, MOXXHO HaWTH B HbIHEIlHEM YCTPOMCTBe OT/Jena MepcoHana. Celyac TpyMIibl
POZICTBEHHBIX MO3UL[AN OMpeJe/sitoTCS OAWHAKOBO BO BCEX HalMX odrcax B MUpe: JIHOJU U3 pPa3HbIX
OT/IeJIOB Y Pa3HbIX CTPaH MOTYT CPaBHUTh CBOU pe3lOMe U HaBbIKHU.

[To upoHuu CyabOBI TIPOLIECC PEMHXXUHUPUHTA BBITIO/IHSJICS TOPAa3/io /0Jbliie, YeM Mbl OXKUJAJIH,
HO OJ1arofiapsi eMy Mbl peajii30Bajii 3HAUMTebHO 00JIbIle TIPeUMYIIeCTB, YeM TIJlaHUpOBaiu. BHauane
MBI He MOTI/IM TIO/THOCTBIO TIOHSITh, UTO MOTPeOyeTcsi WM UTO TIO/IyYUTCSI B OT/la/IeHHOMW TepCIieKTHBe.
XoTs1 y Hac ObUTM HAJEeX/bl U OXKU/IaHUS], Mbl HY)K/Ia/TUCh B peaibHbIX TT0JIOKUTE/IbHBIX pe3y/ibTarax,
YTOOBI YCKOPUTBH CBOU [JIeHCTBUSI.

S 6bI TOCOBeTOBA/I KOMITAHUM, 3a/[yMaBllieli MPOrpaMMy peWHXWHUPUHTA, ObICTpee MPUHHUMATh
TPYAHbIE pellieHus, KOTOPbIX TpeOytoT ToZ06HbIe TTpeoOpa3oBaHus. He ripesronaraiite, 4To npo6ieMbl
paccocyTcsi CaMM WM UTO pellleHusi 3a BaCc TNPUMYT COTPYIHHMKM Ha 0osee HU3KUX YPOBHSIX.
PeMH)>XMHUDUHT He Mpou3oiiieT cam coboil. Hy)kHO 3HepruuHo OpaThbCsi 3a KJIKOUeBble BOIIPOCHI, a
3aTeM aKkTHMBHO JeMOHCTPHUPOBaTh CBOE JIUJEPCTBO BCeM OpraHu3alid CBepxy AOHU3Y. MbI moTepsiiu
BpeMsl, IOTOMY UTO He Cpa3y MOHSJIA 3TU BaKHbIEe acIeKThl.

HecMmoTpsi Ha TO, UTO MBI ellle He TIOJIHOCThIO 3aKOHUYMJIU TepPBbI 3Tar BO BCeX 00/1aCTsIX, MbI yKe
TepelyTy K TOMY, YTO MO>XKHO Ha3BaTb BTOPBLIM 3TarioM, K TipeBpaiiieHuto IBM B 3/1eKTpOHHBIN OU3HEeC.

XOTs HAllM TPYMITbI paboTaroT HaJ| TeM, YUMo MbI MPOJaeM, Hallli YCUJIUSI COCPeOTOYEeHbI Ha TOM,
Kak Mbl paboTaeM. Mbl y)Ke POXOJU/IU 10 3TOMY TyTH, yMeeM u30eratb CTapbIX JOBYILIEK U HaJleeMcsl,



YTO OIBIT TIOMOKeT HaM OBICTPO pa300paThbCsi C HOBbIMU. Mbl HaMepeBaeMcCsi U3B/ieUb BCHO MOJIb3y U3
YPOKOB, TIO/TyYeHHbIX B [IePBbIA pas.

Bcem wu3BectHo, uto IBM yzmanoch OfHO W3 cCaMbIX KapAWHaJbHbIX TpeoOpa3oBaHUl B
coBpeMeHHOU uctopuu 6usHeca. [To mHeHUt0 [I)keiimu XbIOUTTa, B 3HAUMTEIBHON Mepe BO3POXK/IeHue
KOMIIaHUU MOXXHO OOBSCHUTH HTY3HMa3MOM, C KOTOPbIM OHa B3s/laCh 3a peUH)XUHUPUHT. CTparerus u
Oymyimii oOpa3 KOMIIaHWM UMEIOT pellatoliee 3HaueHUe, HO 0e3 HOBBIX CIOCOOOB BejieHUs1 OM3Heca
oHU OecriosiesHbl.

Ha camom pfene mporpaMMma peMH)XMHUPWHIA, O KOTOPOW pacckasas XbIOUTT, BTOpOe YCUIUe
IBM. B Hauase 1990-x romoB KOMMOaHWsI OJHOM W3 MEPBbIX 3aHsSIaCb PEMHXXUHUPUHIOM. MbI JTMUHO
IPOBOAM/IM CEMHUHAphI Ha 3Ty TemMy [/l COTeH ee COTPYAHUKOB M HAy4u/Id WX MHOITUM MeTO/aM,
KOTOpBIe OHU BITOC/IeCTBHUU YCIIEIIHO ITPUMEHUIIN.

Ho B mepBblii pa3 peuH>KUHUPUHT B IBM 3akoHuusicsi HuueM. Bbuii cobpaHbl KOMaH/bI T10
pa3paboTke CXeM, W3yueHbl CYIIECTBYIOIIMEe MPOIecChl U pa3paboTaHbl HOBble HEU, HO peasibHBbIX
VM3MeHeHW Tak WU He npousowvio. Ilouemy? W mouemy BO BTOpPOM pas, uepe3 ueTbIpe Trofa,
peUH>KUHUPUHT B IBM ObUl MpoBeieH TakK YCrHemHOo? OTO MOXKHO OOBSICHUTH OJHUM CJIOBOM
NMUZIepCTBO: BCce WJeT cBepxy. [Ipeobpa3oBaHusi MOWAYT TOJBKO TOT/A, KOT[A WX TPUHUMAKOT BCe
JIAJIePEL.

BaHanbHasi UCTUHA: 3HAUMTE/bHbIe M3MeHeHUs! OyyT yCIelHbIMU, TOMbKO eC/Id UMU YIIpaB/sieT
TIO/IHBIA SHTYy3Wa3Ma JiMJep M3 urcia CTapumx pykoBoguTesei. [lepsele ycunus IBM He caBuHynm
7leJio ¢ MepTBOM TOUKH, 3aBsI3HYB B JieTeHJlapHOM OropokpaTudeckoit cucreMe komrmaHuu. Korgja
BBICIIIEE PYKOBOZCTBO He MPUBEP)KEHO UZiee PeUHXMHUPUHTA, POrpaMMbl U3MEHEHUN He TPOXOJAT C
GreckoM, a TpOBa/IMBAlOTCS C TpeckoMm. B mpexkHeit IBM, Kak ¥ BO MHOTUX APYIrUX KOMIIAHUSIX,
IIPOCMAaTpUBaJMChb CUMIITOMBl ~OpraHM3aliuM, CTPYKTypa MeHe[)KMeHTa KOTOPOW aKTHUBHO
COTIDOTUBJISIETCSI W3MEHEeHHWsIM, HO He TIpU3HaeT 3Toro: Oopbba 3a cdepbl BAUSHUS, KOTOpas
MaCKUPYeTCs TI0/] BaXKHbIe IUCITYThI; OeCKOHEeUHbIe CIIOPbI O BIACTH; ie/ieXX PeCypCoB.

['epcTHep CcO CcTapumMu JuJepaMyd BCe 3TO W3MeHWI. OH HapuCOBa/l HOBBbIM CTpaTernyecKuit
Oymyumii obpa3 gist IBM: 3To KomriaHus, KoTopasi OyZieT y/O0B/IeTBOPSTh MOTPeOHOCTU K/IMEHTOB,
paboTasi BO BceM MHpe Ha OCHOBe eIMHbIX TIPOL[eCCOB U TeM cambiM u3berasi pa300illeHHOCTH, Korja
Ka)K[joe PperuoHasbHOe Tio[pa3fie/ieHue WIM TIPOAyKTOBasi Ou3Hec-elUHUIIA  TIPUAYMBIBAIOT
coOcTBeHHBIe CcriocoObI paboThl. ['epcTHep TMpoBes W3MeHeHUsl B CTPYKTYpe KOMITaHUU U B KOMaH/Ie ee
nUziepoB, YTOOBI OHa COOTBETCTBOBaja 3ToMy Oyayilemy obpa3y. B To ke BpeMsi OoH B3sul Ha cebs
Ba)KHOe 00s13aTe/TbCTBO MPOBOAUTh PEUH)XWHUPUHT U Jajiee, TPU CO3[jJ@aHUU HOBBIX TPOLIECCOB [IJisI
oOHOB/IeHHOM IBM.

OH cymesn TpuB/eub /el K cBoeMy obpa3y Oyayiiero u yoeauTb COTPYIHUKOB BCeX YPOBHEH,
yro 6e3 3TUX U3MeHeHUM He 000lTHCh. B3sB Ha cebsi 00si3aTesbCTBO JOBEeCTH TpeoOpa3oBaHUs [0
KOHIla, OH He J/IOMYyCKaj COMNpOTUB/eHUs. Ecnu Kakve-TO COTPYJHUKU OCIapuBajv BbITOAbI OOIMX
TIPOL[eCCOB, OH HAllOMUHA/, YTO OHU MOTYT HalTU paboTy B ApyroM Mecte. OH BHEeAPU/ MOAJEPKKY
peVH)KUHUPHHIA B CUCTeMbl yrpasieHus [BM cHauasma BO3/I0KHMB JIMUHYIO OTBETCTBEHHOCTb 3@
IIpOLIeCC Ha ero pyKOBOAWTe/Id, a 3areM HaIpsMYI0 IIpUBsA3aB BO3HAarpak[eHue COTPYLHUKOB K
¢ dekTrBHOCTU mpolecca. Ecim ydecTb Bce 3TO, TO HeyIUBUTENbHO, YTO BTOpasi BOJIHA
perH>KUHUPHHTa B IBM 11o3Bosmia JOCTUYL BIeUaT/IAMX YCIIeX0B.

Cuna /mJepcTBa He e[UHCTBEHHbIM Ba)KHbIM YPOK, KOTOPbIM MOXXHO W3B/leub M3 pacckasa
I>xerimMu; cienyeT TOBTOPUTh, UTO JJisl IPOBEJEHUSI PEMH)XMHUPUHIA HY)KHA ellle U JUCLuravuHa. B
IBM paspaboTanu MeTO[0/IOTHI0 MOHWMAaHUs, TepecTPOMKU U OCYIIeCTB/IEHUS] CBOMX IPOLIECCOB U
BHEeJIPWUJIY 3Ty METOZ0JIOTHUIO BO BCe KOMITaHUU.

Eme ogvH BaXKHbIM YPOK; pEeUMH)XUHUPUHrOM B [IBM yrmpaBasyii He KakK OTZAeIbHOU
nesTesibHOCThI0. OH ObUT TECHO UHTErpupoOBaH C yrpap/ieHWeM WH(POpPMal[MOHHbIMUA CUCTeMaMU, TaK



KaK TeXHOJIOTUH HeoTbeM/ieMbIi (hakKTOP HOBBIX TTPOL]eCCOB.

Kpome Toro, myTh peMH)XWHUPHHTA, KaK U1 UICTUHHOMW FO0BM, HUKOT/Ia He ObIBaeT ImagkuM. Kak
CKa3aHo BhIlle, XOpOIlMe Teopruy He 00si3aTeslbHO paboTaloT B peasibHOM Mupe. OkualiTe oumMbOK U
OyabpTe TOTOBBI K TTOBTOPHBIM MoMbITKaM. Co BpeMeHeM MeHSICS, K TpUMepy, CITUCOK ITPOLIeCCOB B
IBM, Tak Kak JIto/Id CTaju TJTy0>Ke 0CBavBaTh MbIIIIEHHEe Ha OCHOBE MPOI[eCCOB.

U elrle oauH BBIBOZ: PEMHXKUHUPUHT HY)KHO BK/IFOUUTH B 00S3aHHOCTHU JIMHEMHBIX MeHe)KEepOB.
LleHTpasibHas rpymra peuHXUHUPUHIa MOXKeT MMeThb TTOJIHOMOUUSA 110 MeTo[aM U Ipejjararb pe3eps
VCMIO/THUTE/IEN, HO OTBeYaTh 3a y/IydllleHHe pe3ylbTaToB Mpoljecca AO0/DKHbI JTMHEUHbIE MeHeKephbl,
ViHaue YCWUIUS BbUIbKOTCS BO B3aMMHbIE YIIPEKU U IMOUCKU BUHOBHBIX B Hey/jauax.

ITOCTUTHYB OTPOMHOTIO ycriexa B peMHKUHUpUHTe, IBM He cobupaercsi rouvBaTh Ha JiaBpax.
Ceituac KOMITaHUS ellle pa3 MepeocMbICIMBAaeT MHOTHE U3 TIPOL[eCCOB, paboTa HaJj KOTOPbIMU Ka3asach
3aBepiieHHOU. [IpuurHa VHTepHeT. Jlync I'epcTHep Ha/OXWII ellje OUH YPOBEHb Ha Ipe/ICTaB/IeHHbIN
UM Oymyumii obpa3 u crpareruto. Ecim IBM XoueT mipesyiaraTb MHCTPYMEHTBI U YCJIYTH /11 BeZIeHUsT
3/IeKTPOHHOTO OM3Heca, KOMIIAaHUM HY)KHO CHauajia peajir30BaTh 3Ty KOHLenmuio y cebs. Ho maxe
1I0C/Ie peH)XUHUPHUHTA OOJIBIIMHCTBO MPOI[eCCOB KOMIaHUU He O6bU10 TOoTOBO K pabote B CeTu. Terepb
KOMIIaHusi paboTaeT HajJ 3TUM CHOBAa, U, HECOMHEHHO, He B Tocieanuit pa3. Hu Jlyuc 'epctHep, HU
ocTasibHble COTPYAHUKU IBM He XOTAT orsTh, Kak B Havajie 1990-X, oKa3arbCs Ha Kparo MpOIacTH.
PeMH)XVHUPUHT TIpUILeJI B KOMIIAHUIO BCepbe3 M HaJOo/Ir0 KakK OCHOBa poCTa W JIUJEpPCTBa B

3nekTpoHHOM Mupe. ]



['n1aBa 12
OnbIiT Deere

Uctopus Deere & Company TecHO CBsi3aHa C TpuyM@amu U TPYAHOCTSIMU CeIbCKOT0 X03511CTBa Ha
Cpennewm 3amnazge CIIA B nocnegaue 150 ser.

Komrmanwus O6bl/1a ocHOBaHa Ky3Her[oMm /I>koHoM [Irpom B cepeartHe XIX Beka U 3aperdcTprdpoBaHa
B 1868 roay mox Ha3BaHueM Deere & Company. OHa BIiepBble JOCTUIVIa M3BECTHOCTU Osiarofiaps
CaMOOYUILIAIOIIEMYCSI  CTaJlbHOMY TIIYTY, KOHCTPYKLIMSI KOTOPOrO I03Bo/M/Aa ¢epmMepaM YCHEIHO
raxarb O4YeHb JIMIIKYHO IOuUBy, TUMMYHYIO /19 CpeaHero 3anaza. C Tex rop komrmaHus Deere crasna
KPYITHEMIIIMM TMPOU3BOAUTENIEM CebCKOXO3IUCTBEHHBIX MalllMH, a TakKXe OJHUM U3 BeAyIlMX
TIPOM3BOUTEel CTPOUTETBHOTO U CaZloBOTO 000PY/I0BaHMUSI.

B 1998 roay npopaku Deere Bbipociu Ha 8% u coctaBuin 0omee $13Mp/., XOTs [ieHTpaJbHbIe
IITaThl CTPaHbI TEepeXXUBA/IM HesleTkoe BPeMsi HU3KUX 1[eH Ha 3ePHO U CKOT. DTOT POCT OOBSICHSIeTCst
yCIIelHOM AuBepcr@uKaljell KOMIIaHUM.

Ho Deere He Bcerza yzaBajaoCh pacTyd B C/IOKHOW obcTraHOBKe. KoMmriaHusl 1ocTpajiana BO BpeMsi
SKOHOMUYECKUX Heypsaul, cepeaunbl 1980-x; mpapa, I0OcC/e 3TOr0 ee COCTOsSIHME YIydlmiock. Ho
KOTZla B CeJIbCKOXO3IMCTBEHHOM CeKTope B Hauarne 1990-x omATh HacTanu TsDKesble BpeMeHa,
npozaxkam u rpuobuisM Deere 6bUT HaHEeCeH TsDKeJIeHIIMi YPOH, KaK TIIEHUYHOMY T0JTk0 TI0C/Ie Tpaja.
Takoti moBopoT cobbITHil He ycTpauBaa HoBoro CEO kommanuu ["aHca Bexepepa, KOTOpBIi TIpUllies Ha
5TOoT nocT B 1990 ropy.

iMeHHO TOI/la KOMIIAaHMS 3aHs/IaCb PEeMH)KUHUPUHTOM. XOTSI 3TOT TepMHH ObUT B TO BpeMmsi
HOBbIM, Deere He TOHaC/bIIIKe 3HaAa O MOAOOHBIX W3MEHEHUsX, TaK KakK JIeCThI0 TOJjaMU paHee B
KOMIMaHuU ObLTM MpOBe/leHbl 3HAUUTe/IbHbIe TIpeoOpa3oBaHus B rpou3BofAcTBe. OfHAKO HA 3TOT pa3
W3MEeHeHUs [IOJDKHBI ObITM 3aTPOHYTH TOUTH BCE TPaHU AeSTeJbHOCTU 3TOH yBakaeMOW KOMITaHUM.
PeMH)XUHUDUHT MeHSIeT BCe aCleKThl BeJileHUsl Zie/l B KOMIaHWM, 3ameuaeT ['spu ['ecme, BeTepaH
rnporpaMMm u3MeHeHul B Deere. I'ecMe yBepeH, UTO MMEHHO DPEMH)XWHUPUHI TipeBpatun Deere B
CTOMKYIO KOMIIaHUIO, KOTOpasi MOJKET JIyullle BbIJepPXKHUBaTh I[UK/JIAYECKHe Crajbl, paHbIle
TIPUYUHSBIIME €l MHOTO HENPUSTHOCTEM.

['ecme cTan cBOEro poja Karajan3aTopoM DEeMH)XWUHUPHHIA Ha ero PaHHeW CTaJiuu U MPOAO/DKaeT
y4acTBOBaTb B HeM KakK JUpeKTop pabouux TipoileccoB U uWHGOpMAalMM B MOfApa3/e/ieHuu
cTpouTesibHOTO obopynoBaHus Deere. ['ecme m Makc ['BuHH, paboTaBiimii B Deere Ha paHHel CTafuu
PEUH>KUHUPWHTAa TPOU3BO/JCTBEHHOW JesdTeNbHOCTU Ha ¢abpuke B AliOBe, paccKas3biBalOT O CBOeid
MPAaKTUKE U O 3HAUEHUU PeUH)XWUHUPHHTA MPOL[eCCOB /i1 UX KOMITaHUH.

I'ece: B Hauame 1980-x Cpennuii 3amaj cTamu HaselBaTh pykaBbiM mosicom, 8l a ¢
TIPOM3BO/ICTBOM BO3HUK/IM KOJIOCCa/IbHbIe TPYAHOCTHU. [lonoxkeHue ObL10 KpuTHueckuM. Hy>kHbI ObUTH
pelmTeIbHbIe MephI /IS TTIOBBIIIEHUSI KOHKYPEHTOCITOCOOHOCTH.

MbI Haua/iM MpPOrpaMMy paJIiKalbHBIX W3MeHeHHWM. Halm nepeble ycuausi ObUTM Hampap/ieHbl Ha
y/lyullleHWe TPOU3BOJACTBEHHOIO TMporlecca B Lexax. Mbl yCTpaHW/IM [BWXKEHHWe MaTepuasos,
He3aBeplleHHOe TPOM3BOACTBO M 3amackl U CPOPMUPOBAIM BMECTO 3TOTO UEPAPXWI0 L|€HTPOB
rpoljecca To, 4YTO Mbl Ha3Ba/M IPOWU3BOACTBEHHBIMU SUYEMKaMH, MPOU3BOJCTBEHHBIMU MOAYISIMU U
dhabpuKkaM¥ C y3KOH CIierjaan3aliyen.

[TepBbIMU Ha ouepey ObLIM stueliku. MbI 3aiymMmasiv TPYIIAPOBATh CXOXKUe 3JIeMeHThI TIpoljecca 1
1opy4yarb M3rOTOB/IEHME LieJIoW JeTalid OfHOMY oreparopy. Creayronas CTyleHb MOAYIU. Mbl
repefiesia/ii liexa TakK, UTOObI SUeKW, KOTOpbie CJIe/loBaji0 KOMIIOHOBaTb B OAWH O/IOK, ObLIM
crpynnupoBaHbl 00K 0 60k B Moayne. [loTom ObUIO y)Ke JierKO TPYIIUPOBATh 3T MOAYIU [IJisI



co3nanus (habpuku B dhabpuke, UTO MCK/IIOUUIO 0OJIbIIie 00beMbl He3aBePIIEHHOTO0 MPOM3BOZACTBA 1
repesiasio paboTy B PyKU CaMOYTIPaB/sieMbIX KOMaH/I,

[TocmoTpeB Ha 11ex cBepxy B 1980 roay, MO)XHO ObLIO YBU/IETh OTPOMHOE KOJIMUeCTBO CTAHKOB U
aBTOIOTPY3YMKOB, KOTOPbIE TIePeBO3U/IM Marepuasbl BO BCeX HallpaB/leHUsX. A oneparop CTaHKa Bech
JleHb BBITIOJTHSIT O/IHY U TY >Ke OTepaliyio: IIITaMIioBasl, CBep/IUII WM Crubast Kakyro-To JieTalb.

Ho ecsii mocmoTpeTh Ha LieX ceillyac, CTaHeT SICHO, UTO CUTYyalds paJuKaabHO W3MEeHWIACh.
KakeTcsi, UTO TaMm HUYETro He TIPOUCXOUT, TaK KaK yKe HeT JBUKEeHHS: aBTOMOTPY3UUKU He e3ZT 10
BCceMy Liexy. [isi U3rotoBieHus 1efiol JeTanyd pabourii UCMO/b3yeT HEeCKOIbKO CTaHKOB. ['oToBast
JieTajib TIePeHOCUTCSI B OJJUH U3 YeThIPeX-TIATU MOZY/ei, KOTOpble pacro/ioXKeHbl BJ0Jb COOpOUHOM
muHUM. KOHeuHo, 1o JIMHUY BCe elle JBUKYTCS HEKOTOpble MalllMHbl, HO YPOBEHb aKTUBHOCTH B LieXe
ropaszo Huxe, yem B 1980-m.

Ycnbimas BeicTyrieHre Maiikia XamMepa B CaH-®paHiucko oceHbto 1989 roza, Mbl CBA3aIMCh C
HUM. B pesynsrare B 1990 rogy koMraHus BrepBble pelldsa IMPOBeCTU TO, YTO K TOMY MOMEHTY YxKe
TIO/TyYUJIO Ha3BaHUe PEMH)XUHUPHHT.

[To Hamemy 3aMmbIC/Ty, KOMIIaHUs [JO/DKHA Oblla TOMBITAaTbCsS MPUMEHUTh K OU3Hec-Tipolieccam
HEKOTOPble U3 KOHLIEMLIWM, KOTOpble Mbl BbipaboTanu B ljexax. JTO ObUIO HEBepOSITHO TPYAHO,
HEeCMOTPS Ha OMBIT TPOBe/IeHUs 3HAUMTe/IbHbIX U3MeHeHUH. [lepBasi MomnbITKa 3aKOHUW/IACh TTOHBIM
TIPOBAJIOM.

MeHs ¥ ellle Tpex Ye/IOBeK ITOMPOCK/IM BO3IVIABUTh 3Ty HOBYIO MHULIMATUBY B aripesie 1991 rozpa. B
repBble MeCSILibl Mbl TOJIBKO TbITa/MCh BBbISICHUTh, €CTh /iU Je(uC B C/I0Be PeUMH>XUHUPUHT! MbI He
3Ha/M, C Yero Hayatb, U B TO MepPBOe JIeTO MPOBOAWIA MHOTO BPEMEHH Yy CBOUX [WJIEPOB, MbITAsICh
Jydilie TIOHSTh CBOMX K/IMEHTOB: HaM 3TO ObLIO JeMCTBUTENBHO HY)XKHO. B KOHIle jieTa Mbl MOIUIA Ha
OAUH U3 TIepBblIx ceMUHapoB Marlikna. OCeHb0 Mbl pelmM/IM, UYTO YXe HMeeM HeKOTopoe
rpe/iCTaB/ieHUe O TOM, UTO ZieJiaTh, U Hayalu CBOM IepPBbIM MIPOEKT pernH)XMHUPUHTA B Deere.

Ho MBI caenanu ommbOKy, cpa3y 3aHsBIMCh CJWIIKOM OOJIBIIMM  TIPOEKTOM TPOL[eCCOM
BBITIOJTHEHUSI 3aKa30B B CEJTbCKOXO35IICTBEHHOM TIOZipa3/ie/ieHuH, 1ieHTpe Hailero 6usHeca. Celiuac s,
KpOMe TOro, CUMTal, UTO B HallleM TIaHe He xBartano ToApobHocTelt. OnucaHue repecTpONKU
ripoijecca ObUIO CJIMIIIKOM OTBJIeUeHHBIM, UTO MOPOX/1aao Bonpockl: Eciu Bce B TopsijKe, 3aUeM UTO-TO
MeHATE? K TOMy JKe Ce/lIbCKOXO3IMCTBEHHOE TMOApa3jesieHre HMeI0 [OJICyH0 UCTOPUIO,
chOpMHUPOBAaHHYIO KYIBTYPY, @ COTPYAHUKHU OOSUTMCh MacIITaOHbIX U3MeHeHUW. MbI MOIMbITa/INCh
MIpeozioJieTb UX CTPax, HO B UTOre 3TOT MPOEKT MPULIIOCH OTJIOXKHUTb.

B To Bpems cTpykrypa Deere cocTosiia M3 BOCbMU aBTOHOMHBIX TozpaszesieHui. I Mbl permm
TIpe/I/IOXKUTh UM TIPUI/IALLIATh HaC /IJIsi pEMH)XUHUPUHTA, TO eCTh M03BOJIWIM UM CaMUM 00paIlarbcs K
HaM, a He HaBsI3bIBa/IM IlepeMeHbl U3BHe. V1 BHe3arHo K HaM CTa/ii MOCTYyNarh NPUIJIAlleHHs U3 pa3HbIX
ro/ipa3/iesieHru.

EcTb Teopusi, YTO HOBbIe MIPOrpPaMMbl CHauaja [JOCTUTAlOT ycrexa Ha rnepudepur KOMIaHUH, a
3aTeM y)Ke JOXOAAT [0 ee LieHTpa. Tak M MpoM30LUIO B Hallem ciydyae. [lepBbIM Hac MpUIIacuio
CTpaxoBoe Tojpa3jesieHre, KOTOpoe He BXOAWUT B UMC/I0 OCHOBHBIX HalpaB/IeHWH; 3a HUM T10C/1ej0Ba/Id
npurnaieHusi u3 oucos Deere B Mekcuke, ABCTpaiuyd M U3 MOApa3fe/ieHus] CaJJOBOr0 MHBEHTApHI.
[TocTerneHHO, MO CIUpanM, YCWIWs 10 PEeMH>XXUHUPUHTY TPUOIMXKaNIUCh K 1[eHTPY Halllero 6usHeca
CebCKOX035IMCTBEHHOMY M0/Ipa3ie/IeHUI0.

MbI y3HaM, 4TO Jiyullle BCEr0 HaYMHaTh C Majoro, ¢ nepudepruu komrnaHuu. KoHeuHO, HY>XKHO
[IOCTUYb XOPOLLMX Pe3y/bTaTroB, U TOrZAA yCIex NpusiedeT UHTepec. Kaxxapli M3 HalMX NPOEKTOB I10
PEMH)XUHUPUHIY TIPUBOAWII K CJIelyI0leMy NpUmiamieHro. Ho Hy)KHO MMOHUMaTh, UTO OHU MPOEKTHI
OyayT ycrielliHee APYrUX, a HEKOTOPbIe MOTYT BOOOIIe He TIOJyUUThCS B CUY Psifia TIPUUMH.

CBoMl TepBbli MPOEKT, KaK Yy)Ke TOBOPU/IOCh, Mbl ocyiectBuind Ais John Deere Insurance
rofipaszieJieHusi, KOTOpoe Mpejjaraao IMpOorpaMMbl CTPaxOBaHUSl JWIEPCKMM KOMITaHUSIM JuJiepaMm



obopynoBanus John Deere, aBrouiepam, areHTaM Mo TpojjaXke CYyZIOB, TpeiliepoB U aBTO(YProHOB.
OToMy TioApa3jeneHuto TpeOOBasoCh TEPecTPOUTH TpoLiecChl 00pabOTKU CTPaXOBbIX MPETeH3UM u
pacueta Tapu@oB, YTOObI COKPaTUTh [AIUTENBbHOCTh I[MKJIA W UMCJIO COTPYAHUKOB, paboTaBIMX C
JIOKyMEeHTaMHU.

[TocTymaBumii C MecTa 3arpoc IMOMeLla/ICs B MankKy Co IITPUX-KOAOM, a 3aTeéM HauMHaJl CBOU MYTh
1o KabuHeTaM, uTOOBI KaXK/blii yYaCTHUK TIPOL[eCca BLIMOIHUI CBOK YacTh paboThl. [1pubnu3uTenbHO
yepe3 wMmecsl, (opMHUpOBasach OKOHYarejgbHass CTOMMOCTb. OJTa CUTyal[us TOYHO TOBTOPSi/IA
nipoucxogusiiee B 1980 roay B uexax Deere, pa3Be UuTo 3/jeCb COTPYAHUKH He 3aTauvBa/iv JleTajid U He
CBepJ/IU/IM OTBEPCTHS, a OL|eHUBAa/IM PUCKU TIPY CTPaXOBaHUU JU/IE€POB.

Cdopmuposas crietikomanzibl, B John Deere Insurance cmoriv pe3ko Ha 40% yMeHBUIMTH CPOK,
HeoOXOAUMBIN /IJisi OTipefie/ieHUsl CTaBKKA CTPAXOBaHUs. A KOMITbIOTepU3aliusi TIOMOI/Ia COKPaTuTh ero
ewle Ha 40%.

Korma cramo wu3BeCTHO 00 YCHemHbIX W3MeHEeHUsiX B CTPAXOBOM HarlpaBleHUM, [Ipyrue
Tiofipas/ie/ieHus1 ToXe 3aX0TesIM BOCII0/Ib30BaThCsl BbIrOAAaMU peuHKUHUpUHra. B 1992 ropy aupexkrop
MEeKCHUKaHCKOro oduca MOnpoCua Hac MPOBeCTU PEeMH)XMHUPHUHT HECKOJIbKMX mpoleccoB. OH U cam
CTaj TpUBep)KeHLIeM PeUH)XUHUPHUHIA Mocje pasroBopa C pykoBoautesneMm John Deere Insurance HO
X0Tes, 4YToObl UMEHHO Mbl yOe[W/Iu ero OpraHu3alyio B MPaBUIBHOCTH 3TOTO MyTU. MbI Tloexanu B
MeKCUKy ¥ NpOBeJv [1J11 COTPYAHUKOB TaK Ha3blBaeMbl JTMJEPCKUM MPOLeCC TIOHUMaHUs, YTO 3aHS/I0
BCEro OJVH [leHb.

B MeKCHKaHCKOM o@uce Mbl MepecTpoW/Iv MPOLeCC BbIMOJHEHUS] 3aKa30B 10 WHBEHTAapH M
TpPaKTOpaM, a IOCje 3TOr0 O0y4Yn/id HeCKOJbKUX Jitofiel TIPOBeJIeHUI0 PeUH)KUHUPWHTA. 3aTeM OHU
Haua/ii COOCTBeHHYIO TIPOrpaMMy U, TI0 CYTH, CTaJid CAaMOCTOSITe/TbHO 3aHUMAaThCsl PEMHXUHUPUHTOM B
CBOeM I10/ipa3/ie/leHuu.

XOTs Hallla TPyMIia Mo PeMH>KUHUPUHTY Oblla HeOOoJIbIIoN 111leCTh-CceMb ueioBeK, B 1993 romy Mbl
CTa/lM HEeKWM OTZeJIOM Kopriopalyu. Mbl mochLianu Jirofer Ha Bce ceMUHapbl MakKiia, TpOBOAWIA B
CBOUX T0/Ipa3/ie/IeHUsIX K/1IacChl U TPEHUHTH T10 /IBa-TPU pa3a B Tofi ¥ paboTasiv ¢ KOMaHJaMu MIPOeKTOB
B UX Harpae/eHusix. K ToMy BpeMeHU CIPOC Ha peMHXUHUPUHT ObUT yke OUeHb BHICOKUM.

51 BBIE3)KANM HAa MecTa, YyToObl MOOOIIATECS ¢ KOMaHJjaMu U 1opaboTark C TPYIION IufepoB. Y
Ka)KJJOT0 TPOeKTa PeMH>XUHUPUHTa ObUI PYKOBOJUTE/b, OPraHW3allMOHHBIM KOMUTET U3 JIU/IEPOB U
KOMaH/ia rpoekTa u3 1215 yesioBek.

MsI peann3oBaiv OKOJIO ABAJALIATU MPOEKTOB, 3HAYMMOCTh KOTOPBIX MOCTOSSHHO pocia. Bckope
MBI TIOJTyYMJI TIEPBBIM IIAHC Cepbe3H0 MopaboTaTh C KPYIMHBIMU MPOM3BO/[CTBEHHBIMU TIIOIAZIKAMU B
KOHTEKCTe TIPOLIeccoB, a He paboThI B 1jexaX. BcTan Borpoc Toro, uTo B Ipoljecce BLIMOTHEHUs 3aKasa
MbI Ha3biBaeM (POPMUPOBaHUEM 3aKa3a.

Haill 17aBHBIM MpPOpPLIB B 3TOM o06sacTu Obul cpenaH Ha (abpuke B 1mrare AioBa, rje
TIPOM3BOUTCA  CTPOUTe/NIbHOe  00OpyIOBaHWe Te JKe/Tble MalllMHbl, KOTOpble TPYASTCS Ha
CTPOMTIJIONIAIKAX U IOPOXKHBIX paboTax. Bo3rnmaBus 3TOT MpOPBLIB reHepaibHbI MeHemkep Maiik
TpUnIeTT, KOTOPBIA B35JICA 3a JBa MIPOEKTa.

B mepBoM TmipoekTe TpeOOBasCs PEMHXMHUPUHT MpOIecca BBIMOJHEHUsT 3aKa30B C MOMEHTa
oopmsieHUs 3aKa3a [0 ero OTTpy3KU. Bo BTOpOM Hy)KeH ObUl PeMH>KUHUPHHI MpOIecca MOCTaBKU
MPOAYKLUY OT KOHLIETILUM [0 TepBOM MNpojaku. B pesynbrare B Liexax NPOMU3OLUIM TepeCTaHOBKH,
ObLTM CO3/]aHbl KOMaH/bI 110 BLIMOTHEHUIO 3aKa30B U PACIIO/IOKEeHBI PSJIOM CO COOPOUYHBIMU JIMHUSIMU;
rporjecc >ke pa3paboTKU TPOAYKIMKA ObUT pa3fiesieH TIorojaM, U 4acTh 3TOW JesTenbHOCTU Oblia
OT[laHa KOMaH/ie [0 BBLIMOJHEHWIO0 3aka30B. Ob0a mMpoekTa peUH)XKUHUPWHTa ObLUTM HACTOJIBKO
YCIIeIIHbIMM, YTO MBI Jla)ke TPUIVIACU/IM Mpejceaaresisi COBeTa AUPEKTOPOB Ha JEMOHCTPALUI0 KX
pe3y/IbTaToB.

I'unH: B 1993 roay s paboran Ha ¢dabpuke B AlioBe 1oj pykoBoacTBOM Maiika Tpumetra.



HekoTopble CuMTarOT, YTO MMEHHO B TOT MOMEHT TaM Hada/lyd MPOBOAUTb PEMH)XXUHWUPHHI. BaxHO
MOHUMaTb, YTO HAa CaMOM /[leJle Mbl COCPeJOTOYM/IMChH Ha YAydllleHuu paboThl KOMIMaHUM, a
PEVMH)XWUHUPHUHI PaCCMaTPUBa/IM TOJBKO KaK OJJMH W3 TT0JIe3HbIX UHCTPYMEHTOB.

o 3Toro rMaBHBIM OBLIO KaueCTBO, HO Mbl BHE3alMHO TIOHSJIM, UTO BOTIPOC KauecTBa KacaeTcsl He
TOJILKO TIPOJIYKLIMM Ba’KHbI U TaKue Bellli, Kak KaueCTBO pabouero Mecra v cepBuca. B pe3ynbrare Mbl
Haua/M JymMaTb O TOM, KaK TTPUMEHUTh HEKOTOpble MHCTPYMEHThI U3 00/71acTh KauecTBa MPOAYKIIUU K
busHecy.

st ipoBefieHVs] peMH)KVHUPUHIA TIepPBbIM 11ATr COCTaB/eHHe KapThl NPoLjecca, TaK KakK HeJib3sl
WIYULIMTh TO, UTO He orpezeneHo. CocTaB/iss CXxemy Hallero IpoLjecca yrpaB/ieHUsl, Mbl B KOHLIe
KOHL|OB OIpe/ie/IW/IM TaK Ha3bIBaeMbIi TIPOLeCC JIMepCcTBa. JTO UMeJO [/ HAC OTPOMHOe 3HaueHue.

OpHOBpeMEHHO MBI BeJid TIPOEKThbl MO0 PEVH)XXUHUPHUHTY BBIINOJHEHUsS 3aKa30B U I1OCTaBKU
npoaykuuu. Ho mo-HacTosieMy Mbl MOHSIM, KaK BCe 3TO COBMECTHTb, TOJIBKO KOTZJA CTald MHaye
aymatb O COOCTBeHHbIX pabouMx 0O0sI3aHHOCTSIX 00SI3aHHOCTSIX PYKOBOAUTeseld. Mbl MOHS/IM, UTO
JIO/DKHBI TIOCTOSIHHO OLIeHWBAaTh YCJOBUS, B KOTOPBIX paboTaeM, U TO, KaK Mbl KOHKYPUDYEM B 3TUX
YCIOBUSIX; MBI TaKKe 00s13aHbl MH()OPMUPOBaTh OpPraHU3alvi0 0 CBOUX CTPaTernyeckKux HaMepeHusx 1
ee OyayieM obpase.

Wtak, Mbl CMOITIM yBUJleTb MeHePKMeHT Kak Iporecc. biarogapss 3ToMy Mbl CTanu yaensiTh
OCHOBHOe BHUMaHHe CBOUM 00SI3aHHOCTSIM JIUJIePOB U CBOeBPeMeHHO MH(OPMUPOBaTh OPraHU3aliuio 0
CaMbIX Ba)KHbIX MHUL[MATUBaX, HAUWHAs CBOIO [IeATeIbHOCTB T10 ee yIyYllleHUHO.

B TO BpemMs s BO3[VIaB/ST yrpaBjieHWe TIOCTaBKaMW, a WCIOMb30BaHUe HOBOro, 0Oosee
OUCITUTIZIMHUPOBAHHOTO TO/IX0/la TIOMOIVI0O MHe TIOHSITh, UTO caMa 1o cebe (yHKIUSI ympaBieHUs
TOCTaBKaMU MMeeT OueHb HeOOJIbIIyI0 [IeHHOCTh B opraHu3aiuu. OHa Bcero Juilhb (GakTop, Aelarolpii
BO3MO>KHBIMU TIPOLIECCHI BBITIOJIHEHUSI 3aKa30B U OTIPY3KU MPOAYKIUU Te /iBe 00/acTH, B KOTOPBIX
HallM KJTMeHThI TIPeIbSIB/ISIOT YeTKre TpeOOBaHUS U MPU3HAIOT Hallly 3 ()eKTUBHOCTb.

U Torpa s MOHsI, UTO K/IMeHTaM HeT fiefia [0 (PyHKLIMM TepcoHaia Wid JAelCTBUM, TTPOUCXOISIIMX
B Hallleld opraHu3alyi. B KOHeYHOM UTOre WM BaKHO TOJIBKO, TTOTYYarOT /M OHU HY)KHbIW TPOAYKT B
TpeOyeMbIii CPOK M0 KOHKYPEHTOCTIOCOOHOM 1ieHe.

Tak wujes JMjepcTBa TMpuBeja K TOMY, UTO Mbl OTKa3aJIuCb OT  KJ/aCCUYeCKOH
TICeBJOONTUMU3ALUH, KOTOPasi IPOUCXOAUT, KOTJjda OfAUH COTPYAHUK MbITAETCS JIydllle BCeX YIPaBIsTh
I0CTaBKaMH, a JPYrou Jydllle BCeX MOBBILATh KAUeCTBO MPOAYKLVH.

Yrto KacaeTcs rpoiiecca mpeocTaBaeHus: TIPOAYKIIMM K/IMeHTY Hallla TiepBasi pa3paboTka B 3ToM
obnactu otHocuTcst K 1994 rony. Torga mbl BriepBbie CepPhe3HO PAaCCMOTPENH 3TO KaK OT/eNbHbIN
TIPOLeCC; J/ist Hac 3TO ObUIO B HEKOTOPOM pO/ie PEBOIIOI[MOHHO, a B pe3y/ibTaTe Mbl COCPeJOTOUMIUCH
Ha CO3laHUM MeXX(PYHKIIMOHATBHBIX KOMaH/l. PaHblIlle ke Tipe/locTaB/ieHHe TIPOAYKIUU ObUIO /IJisi Hac
MIPOCTO pe3y/IbTaTOM psifia A€M CTBUM T10 TIPOEKTUPOBAHUIO, YIIPABIEHUIO ITOCTaBKaMU U TIPOU3BO/ICTBY.

10 pevH)XWUHHpHHIa Mbl BbIBEJIM Ha PBIHOK Psifi TIPOAYKTOB, KOTOpPble B KOHL[e KOHL[OB CTa/A
yCTeIHbIMU, HO YaCTO UCIIBIThIBA/IM MPObOIemMbl Ha CTaZiMM 3arycka OTCTaBaau OT rpadyika, BbIXOAUIU
3a paMKu Oro/pKeTa U TI0Ka3biBa/ld HeHa/leXXHble pe3y/ibTaThl. Ho cuTyalys 3HauuTeIbHO YIyUllMaach C
TeX MOp, KaK Mbl MPOBeJIM PeMH>KUHUPUHT. Hampumep, Hallla mocsie[Hsisi 3HauuTebHasi pa3paboTka
IIpY 3allycKe B /IBa pa3a MpeBOCXOJWJIa MO HaJeXXHOCTU TpeAblAyllyt0. A pacxofibl Ha TPOU3BOACTBO
YMEHBIMIUCH Npubsn3uTensHo Ha 10%.

HaBepHoe, 06/1aCTh, I/ie MbI IOCTUI/IA HAUOOJBIIMX YCIIEXOB U TZie BCe PABHO MPEeJCTOUT Cjle/aTh
Oosibllle BCero, MHTerpalysi ¢ HaMU TIOCTABIMKOB. AHa/lu3 Tipoliecca Tpe/0CTaB/leHusl MPOAYKIUU
TIOMOT COTPY/IHUKAM OCO3HaTh, UTO MOCTaBIIMKHU TPOAO/IKeHre Haillel ¢pabpuku. Korzma 3ToT ripotiecc
ObL1 oripesiesieH Ha Oymare, COTPYJHUKU yOeU/INCh, UTO pa3pabOTUMKU KOMITOHEHTa Hallleid TEXHUKU B
6ropo 3a 500 MU/ OT HAC WM Ha [IPYrOM KOHIle MUpa TaK e CUJIbHO B/IUSIOT Ha Halllero K/MeHTa,
KaK U Te, KTO CUJUT B COCeIHEM KaOUHeTe.



PanHuii 3Tan paboOThl B CTPOUTE/ILHOM TIo[pa3/ie/leHuM YeTKO TMPOAEeMOHCTPUPOBaa CUTY
MPOL[eCCHOTO mMoAaxofAa. Ero mpesujieHT TBepJO pelj C MOMOIIBI0 3TOro MeToja mpeobpa3oBarhb
nofipa3zie/leHe W CBsi3aTh BBITIOJIHSIEMble WM TIpollecChl ¢ moTpebutenem. brarogaps 3ToMy MBI
pa3paboTtanu cTparervio (HOKyCUpOBaHUS Ha HYXKZaX KiveHTa. [l moMoly B rpeoOpa3oBaHUsIX ObLT
Ha3HaueH PYKOBOJUTE/b MPOLiecca.

[TepBbIM MpOLIECCOM, OXBaTUBILMM BCe MOApa3je/ieHre, CTaa0 BbIIOJHEHUE 3aKa30B. YCIlexX CTajl
MIPSIMBIM pe3y/IbTaTOM PEeLIMMOCTH U JIWJ|ePCTBa rnpe3ujieHTa. Mbl Ha3biBaeM 3TOT MPOLIECC OT OLIeHKU
[0 OI/IaThl; M0 HallleMy OTpejie/IeHUI0, OH HauWHaeTCs, KOTJa Ausiep olleHuBaeT TpeboBaHUSI K
TIPOAYKTY, OCHOBaHHbIE Ha MCXOAHbIX JAHHBIX KJIMEHTa, U MIPOJ0/KAaeTC s, MoKa Jujepy He 3ariaTsiaT 3a
MIPOAYKT. MBI ToJiaraem, uTo 3TO BceoObeMJItoIIee oripe/iesieHre Tpoljecca BbITO/THeHUs 3aKa30B.

(B 1994 rony, HauMHasi peMHXUHUPUHT 3TOrO MPOLECCY MbI OTMpeJe/nid ero paMKu MHade: OT
MOJIyUeHUs] 3aKas3a Jujepa [0 OTIPY3KM 3aKa3aHHOro ToBapa. Ilo CcpaBHeHUIO C CeroHSIIHUM
TIPOL[ECCOM OT OL|eHKM [0 OI/IaThl CTapoe orpefie/ieHUe BK/IOUaeT B cebsi oueHb HeOOJIBbIIYI0 YacThb
L[MKJ/Ia BbITOJIHEHUS 3aKa30B. Ha Halll B3Ivisi/l, 3TO U3MeHeHHe MOKa3bIBaeT, UTO OpraHu3aljys 0CO3HaJa,
KaK Ba)XHO COCpPeJOTOUMTHLCS Ha UHTepecax K/IWeHTa, a He Ha BHYTPEHHUX WU (DYHKLIMOHAJbHBIX
MOTPeOHOCTSIX.)

Kak yxe TroBOpPU/IOCH, COCTaB/leHMEe KapThl CaMOro MpoLecca JUAepCTBa MPUHEC/TIO OYeHb
Oosiblnyt0 TO/B3y. Kitou K ycriexy B BbITIOJIHEHUM 3aKa30B U TpeJ0CTaB/IeHUM MPOAYKIUU ObUl B
TIPUMEHEHUN PeMH)XUHUDUHTAa Ha MpaBUIBLHOM YpOBHe opraHusaiuu. [1o3TomMy ObLIO Tak Ba)kKHO
TIpe/ICTaBUTh JIUAEPCTBO Kak Tipoijecc. JTO ObUIO He TPOCTO H3MeHeHue TIpoliecca, a KOpeHHoe
rpeobpa3oBaHye B KOMITaHUU.

I'ecme: TIpoekToMm B AtioBe Bce OoJbllie MHTEPECOBAIOCH BhICiiee PYKOBOZACTBO Deere. ITosTomy
CeJIbCKOX03511CTBeHHOE TI0fipa3/ie/ieHrie CHOBa 00paTU/IOCh K HaM C TIPOCb00i 3aHSTHCSI HarlpaBlIeHUeM
1oyBo0OpabaThIBarOIIMX MeXaHNU3MOB (UX TSHET TPAKTOP, UTOObI B3PbIX/IUTh TIOYBY U TIOATOTOBUTH €€ K
TIOCERY).

B cenbCKOX035IMICTBEHHOM HaTllpaB/ieHHWH Y Hac He ObLI0 00IlleHalIMOHATLHOTO KOHKYPEHTa, HO 110
Bcell cTpaHe Oblio 70 pervoHa/ibHBIX UTPOKOB. [lofpa3eneHue MbITasoCh YIyUlIMTh CBOIO paboTy, HO
6e3 ocoboro ycriexa. Mbl momasd B KPUTUYECKYHO CUTYal[Ml0 U JO/DKHBI OBbUIM TIOHSATH, Kak
No/i/iep>KuBaTh 3TOT 6usHec. Ho B 3TOM ObUIa U TI0/I0KUTE/TbHAsI CTOPOHA: BCe ObLTU FOTOBbI MEHSATHCSI.

Hy)XHO MOHMMaTb, YTO BOBJIEUEHHOCTh JIU/IEPOB KJIHOU K YCIeXy MPOeKTOB M3MeHeHUM. Kpome
TOTO, Ha PEUMH)XUHUDUHT HY)KHO BbIIEJIUTh JOCTAaTOUYHO CHeLdaJbHbIX PecypcoB. KomaH/[ibl, 3aHAThIE
PEUH>KUHUPUHIOM JIUIIh YUaCTUYHO, HEe CMOTYT pa3paboTaTh HUUEro paiuKaabHOrO.

Ho kTo-Hubynp Bceraa OyaeT COMPOTUBISTHLCS Ujlee W3MeHeHUH, [iake eC/iu BhICIIiee PYKOBOZICTBO
TBEPZO PeLMT UX MpoBoAuTh. CaMoe TPyJHOe MPOTHUBOCTOSITH COMPOTUB/IEHUIO COTPYAHUKOB; UMEHHO
OHO BBIHY/IWJIO HAC OTKa3aThCsl OT MePBbIX YCUINM B Ce/IbCKOX035IICTBEHHOM T0/pa3/ie/ieHU .

C apyroii CTOpOHBI, B MEKCUKAHCKOM Oduce COMPOTUB/IEHUs TIOUTH He ObUI0 HaBepHOe, 13-3a ero
OTHOCUTE/TbHOM HOBH3HBI U OOJBIIIOTO KOJMYECTBA HOBBIX COTPYJHUKOB, KOTOpPbIe TTpopaboTany Tam
ropaszio MeHbllle, YeM PabOTHUKU B JIDYTHX TOfIpa3/ie/ieHUsiX KOMMaHuu. [1o OmbITy Mbl 3HaeM, UToO
Haubosblllee COMPOTHBIEHWE BO3HMKAeT U3-3a /IJIUTENbHOTO CpOKa paboThl COTpYJHUKA Ha
oripeZie/ieHHOM MO3UIIMH, a He K3-3a ero Bo3pacTa Wi Jjaxke 00I1ero cTaka paboThl.

JTtopy co3paroT cOOCTBeHHBINM PUTM paboThl, KOTOPBIMA MelllaeT UM MeHSThCs. UT0ObI MOHATH 3TO,
nonpobyiiTe YUCTUTH 3yObl IPYrOM PYKO#: 3TO OUeHb TPYAHO.

I'BuHH: B AlioBe Mbl CTOMKHYIUCh C CWJIbHEUIIMM COMPOTUBAEHWEM B HEKOTOPBIX
(bYHKIIMOHATBHBIX 00J1acTsAX HAaTpuMep, B MpoeKTHpoBaHuu. [lepes; HAaMU CTOsi/Ia U [I0 CUX TOP CTOUT
CJIOKHAsi 3ajlaua 3aCTaBUTh PAOOTHUKOB MOMHUTh, UTO OHU JIOJDKHBI YIYUIIMThH TIPOLIECCHI, a He
¢byHk1MU. KoHeuHO, eCTh U Takue JII0[I, KOTOPbIe BOBCE He XOTST JieJiaTh UYTO-TO MHAYe U TTIOCMOTPEeTh
Ha CUTYaLUIO B LIEJIOM.



A He KpUTHKYIO UX 3a 3T0. OHU yrUparoTCAd He HapouHO: Beb X 30 JieT yuuiu COCpe0TOUNThCS
Ha ONTUMH3ALUM [erCTBUM, a He Tiporecca. [IpuxoauTcs npuiaratb YCUIUA 110 TlepeyuyruBaHUIO.

I'ecme: ljes u3MeHeHUU Hepa3pbIBHO CBsi3aHa C (PAKTOPOM CTpaxa: OH 3acCTaB/sieT JHO[en
COTIPOTUB/IATLCS. B mocnenHee BpeMsi Mbl MbiTaeMcsi Oosibille paboTaTb C TeM, UTO Ha3blBaeM
NMU/IepCTBOM B U3MeHeHUsX. Ero 3a/jaua n36aBuTh /t0fieid OT cTpaxa.

A npuBeny npumep. Mbl OCYLLIECTB/SI/IM KPYITHEUIIIMK HA TOT MOMEHT TIPOEKT MPOLeCC OT OLIeHKH
[0 OTIaThl B CTPOMTENBHOM Tofpa3zesieHny B HossOpe 1998 roma. Hukorga ripexxze mMbl He JaBaiu
CTO/Ib IIMPOKOrO OmpezesieHust JJis TIpoLjecca BbIO/IHeHUs 3aka30B. Ha peanusanyro IpoekTa
PEUH)KUHUPUHTa TTOHa00u0ch 19 MecsilieB OT JUarHOCTUKU [0 BOILIOILEHUS TI0 BCel CTpaHe; 3TO
ObL1a TOJIOBOKPY)KUTETbHAsi CKOPOCTD [I/Isl U3MeHeHU B TaKOM CJIOXKHOW KOMITaHUH, Kak Deere.

YToObl TPOTHUBOCTOSTHL COTPOTUB/IEHWUIO W CTpaxy, Tpe3uzieHT moapaszeneHusi [Ibep Jlepoid,
HaMepeBaBILIMICS TIepecTPOUTh 3TOT TIpPollecc, [o/DKeH ObUl HaKOHel| TPUHATh pellieHue. [Ipyrue
NUZiephl B TIo[pa3zesieHuu 3asiBUJIH, UTO TMOJ00HOe YKe /lefiaioch paHbliie. [103TomMy 3Ty 3a/jauy HY)KHO
OBbLTO BKJ/IFOUUTH B UX JIMUHbIE 3a/lauu TI0 3(PPeKTUBHOCTH.

YToObl HEUTpPATM30BaTh COMPOTUB/IEHWE COTPYIHUKOB U [TUIEPOB, Mbl MPeANPUHSIA HEKOTODbIe
11arv Harpumep, CO3ZJaJv HACTOJIbHYI0 WIPYy MO TUMY MOHOIOMMY, B KOTOPOU [WJIephl 110 MPOAaKe
o0opy/i0BaHUS UTPa/ii B BBINOJHEHWe 3aKa30B. /st 3Tol WUrpbl Mbl COOMPATd BMeCTe BOCEMb-/IeCSATh
aunepoB. ['me-To yepe3 45 MUHYT UTPbl OHM HAaYMHAJIM TIOHWMaTh, UTO HOBBIM IPOLIeCC OT OLIeHKH 10
oriaThl He OyJeT CAWIIKOM CH0XKHBIM. OfHU AeWCTBUSI HY)KHO BBINOMHATH 20-TO uMca KaXA0To
Mecsia, pyrye B KOHIle Mecsitia. VcrbiTaB Ha ce6Ge 3TOT ripoiiecc B (hopMe IByXUacOBOUM UTPbI, TU/EPHI
repecTany ero 60sThbesl.

Mg fiosiro pa3pabarbiBanu 3Ty UTPY. YUTUTe, UTO MbI He TIPUBBIK/IM K TaKOMY, Be/lb Hallla paboTta
MpPOM3BOACTBO TpakTopoB! Ho Hazo ObUI0 HaWTH WHTepecHbId Crocob TepefiaTh HY)KHYHO
MH(OpMaLUIO.

Mbl Takke mnpuoOpenn y KOHCAATUHTOBOW KommaHuu mpubopel RQ (resistance quotient
ko3 duLmeHT conpotuBieHus). Ho ™Mbl ux Ha3bBaeM AQ.(acceptance quotient ko3 dUiieHT
nipuHaTHsA). OHU COCTOUT U3, PyYHOTO IepejaTurKa U IpueMHOro ycrpoiictea Ha I1K, nogkmroueHHOro
K MOHUTODY.

Mhbl pa3paboTasiyd BOIPOCHI M 3ajleliCTBOBa/M Tpynmbl coTpygHUKoB u3 3040 (He Oomee 50)
ye/IOBeK, BbIOpAHHBIX Hayraji U3 Kakoro-To Tipoijecca. Korza ™Mbl 3a/iaBaiu BOTIPOC, B OTBET OHU
HabWpanu Ha CBOMX Tiepe/laTuMKaX YWCIO0 M3 Juaria3oHa TOJIOKUTENbHbIX WIA OTpULlaTeTbHbIX
smoumii. OTBeThl ObUTM AaHOHUMHBIMH, TaK 4YTO PEeCMOHAEHTbI MOIIM CBOOOJHO BbIPA)KaTh CBOU
HacTosilMe YyBcTBa. HaM Hy)KHO ObLJIO TOYHO 3HAaTh MHEHMe TPYIIIbI, YTOObI MPOTUBO/ENCTBOBATh ee
COTIPOTUBJIEHUIO C TIOMOIIBI0 MHPOPMUPOBaHUS U 00yUeHuUs..

MbI MOCTPOU/IM BCHO CTPAaTerut0 MH(MOPMHUPOBAHUSI Ha OCHOBE STUX JaHHbIX. Mbl 3Ha/IU, Kakue
IPynIibl TOHWUMAKOT HalM WJed, a Kakde HeT. Kro InpvHMMaeT WM OTBepraer IIPOeKT
perH>kuHUpHHra? LlexoBbie paboune? MeHe/pKephl Cpe/HETro 3BeHa?

Ellle ofHOM M3 MPUYWH COMPOTUB/IEHUS] COTPYIHUKOB ObUT psifi myosimkaruii B CMU. B 1995 rogy
HaM JlaXke TIPULLVIOCH MTeperMeHOBaTh PeMHXWHUPUHT B TIpeoOpa3oBaHre KOMIIAaHWU TTOTOMY UTO CaMO
3TO CJIOBO TPHOOpPe/io HeraTUBHBIM OTTEHOK: Tpecca CBsi3biBajia ero UCK/IIOUUTEbHO C COKpallleHUeM
nepcoHana. Ho cyTb peMH)XUHUDUHTAa He B TOM, UTOObI M30aBASTHCS OT Jitofied, a B TOM, UTOOBI
M3MeHUTh ciocobbl paboTel. C 1991 rozia Mbl TPOBe/M 3HAUUTE/IbHBIM PeMHXUHUPUHT TIPOL[eCCOB, a He
COKpallleHUe 1ITaToB.

B nozapaszgenenuu John Deere Insurance Tpe60oBasioch COKPaTUTh KOIMUECTBO COTPYJHUKOB, HO,
TaK KaK eCTeCTBeHHasl TeKyuyeCTb KaJlpOB COCTaB/isyla OKOJ0 15% B roj, C ee IIOMOLLIBIO MbI
6e300/1e3HEHHO ZI0Be/M OOILyI0 UMCIeHHOCTD TTIePCOHAa /10 HY)KHOTO YPOBHSI.

OcyiuecTBisyics U pAf APYrUMX CLeHapueB. Mbl Jenany KaJpoBble IepecTaHOBKU W POBOAU/IU



crielfuasbHble TIPOrpaMMbl, HaripuMep 100pPOBOJIbHBIN IOCPOUYHBIN yx07 Ha TeHcuto. Ho s He gymato,
YTO KTO-TO JIMILIAJICS PabOTHI HEMMOCPeICTBEHHO B pe3y/ibTaTe peMHXWHHUPUHTA OM3HeC-Tpo1ieCcCoB.

I'BuHH: O/IUH U3 K/TIOUEBBIX CITIOCOOOB TTPe0/I0JieTh COTPOTUB/IEHHEe U PaCliPOCTPAHUTh HY)KHYHO
MH(pOpMalUIo HauaTh C Majioro W JOCTUYb yCriexa; ro-moemy, I'spu yxe o6 3Tom roBopua. Ham
yla70Ch BAOXHOBUTH JIFOZIEM, TOTOMY UTO MbI Cpa3y cobpaiy yCrelHyr KOMaH/y U 3aTeM CO0o0IaIu o
CBOMX YycriexaX, 4ToObl JIFO[M B KOMITAHUM Yy3Ha/Id O >KeJaeMOM TIOBeIeHUU U TpeArouTHUTeTbHBIX
pe3y/bTaTax.

OTO e MOXKHO CKa3arb U O HallleM paHHeM IPOeKTe IO BbINOJHEHHUI0 3aKa30B, U O MPOeKTe I10
TIpe/IOCTAaB/IeHNI0 TIPOAYKIMU. [lake HEKOTOpble H3 CYOIpolecCOB B WX COCTaBe TI03BOJIU/IU
TIPO/JIEMOHCTPUPOBATh yCIeX U ObICTPO CABUHYTHCS C MeCTa B HECKObKHX TTPOeKTaX.

KoHeuHo, He Bce IO T7a/IKO, U TI0 XOAy [lefla Mbl COBEpIMIN yiiMy onmbok. $I cuuTato, uTo
HY)KHO OBIIO TIDOBOJUTH PEUHXXUHUDUHT He ofHOW (abpuku, a 1enol KoMraHuu. [jisi 3TOro
MPOU3BOZCTBO U MapKeTHHT [IO/DKHBI [epecTpanuBaThCs OAHOBpeMeHHO. byib 3TO celiuac, s MonbITaacs
ObI BHYIIIMTB 3TO HarlpaB/eHUe MbIC/Iel BCell KOMIIaHWH, a He OfIHOMY PerMOHa/IbHOMY OT/IeJIeHUI0 UIH
oducy.

I'ecme: Ha paHHUX CTaZiusix HaM WHOT/A MPUXOAWUJIOCH ZIeMCTBOBaTh MO 0OCTOsITENIbCTBaM, 6Oe3
NoAroToBKU. Ho MbI ZIOCTUT/IM yCIiexa B TOM TijlaHe, UTO /IJisi TIOJTyYeHusl pe3y/ibTaToB MoTpe6oBanoch
MeHbIlle BpeMeHH, TIOTOMY UTO PeMH)XMHUDUHT yCTpaHsieT BCIO JIMIIHIOI 00paboTKy, KoTopas BaM
MIPOCTO He HY)KHA.

Ho Mbl HEIOCTaTOYHO OTC/IeXKUBaU CBOU YIydllleHUsi. Y Hac He ObUIO XOpoliedl KOHTPOJIbHOM
TPYIIIILI B HaUasie U KOHIle mpeobpa3oBaHuii. Bce Ka3anoch HACTO/IBKO JIOTUUHBIM, UTO MbI 1IUTH BIlepe]
He 3aJymbIBasicb. Ho, ec/iu He MPOM3BOUTH U3MepeHU, CPaBHEHUs TIOTOM HeBO3MOXKHBI. Eciiu Obl y
Hac ObUla Kakasi-TO OLleHOUHasi KapTodka 0 XO[y TMPOJBMXKEHWs, Mbl, BO3MOXXHO, ObicTpee OBbI
JOCTHUI/IM ycTiexa B Tipoljeccax. Bo3MoXxHO, Tor/ia 3a /iBa rojila Mbl CMOIVIM ObI C/leslaTh TO, Ha UTO YIIUIO
yeThIpe, WX 3a UeThIpe ro/ja BLIMOJHUTD BOCBMUIETHIOK paboTy.

1 Hy)XHO ObUIO paHbIlle BOBJeUb CTapiliee PYKOBOJCTBO, ObICTpee BKJIOUWTb DPEVMH)XXUHUDUHT B
CTPYKTYpY yripaBieHusi. Ho 3ToT pybexk MbI rpeofoseny Toibko B 1997 rofy, Koraa TpeziosKuiu
npejice/iaTe/lt0 COBeTa [AUPEKTOPOB TMPOBOAWTbL PEWHXUHUPDUHT B COCTaBe 0OIeil cTpareruu
yIipaB/ieHUsi KOMIIaHWel, a He TOJIbKO B KOHTEKCTe OTjerbHOro rpoekrta. OH cornacusicsi, u ObUio
peiiieHO 00BeIUHUTL mMpeobpa3oBaHUe KOMIMAHUM C YCWIUSMH, KOTOpble Benuch B o0bacTu
KOMIIJIEKCHOTO yIIpaB/IeHUs1 KaueCTBOM U JPYTUX [IPOrPaMM.

Mb1 Habpanu KOMaHly U3 JecsiTU 4esioBeK, YTOObl OHU paccMOTpesu Bce 06/1acTH, B KOTOPBIX Mbl
3aHMMaJ/IUCh YIy4dllleHWeM [poLecca: OT MATUAHEBHBIX 3KCIIPeCC-TIPOeKTOB B LiexaxX [0 MPOeKTOB,
3aHMMaBLIMX HECKOJIBKO JIeT U COCPeJOTOYeHHBIX Ha Lie/ioM Tmporecce. Mbl MOMbITAJUCh CO3/aTh
MeTO/I0JIOTHI0, Macirad KOoTopoid MOXXHO ObUI0 ObI M3MEHSITh M KOTOpas ToAaxoauia Obl K r000MYy
acTieKTy JiesiTe/IbHOCTU KoMrianuu. Ha 3To y Hac yiwio Bce sieto. UToObl M3yUUTh JIYUIlyIO MPAKTUKY,
MbI moceTuv Begynme komrnanuu: Ailied Signal u General Electric.

B pe3ynbrare nosiBuiach KOHLEMNLUs,, KOTOPYHO Mbl Ha3Baid Aim and Impact (jenb, Kak 37eMeHT
JIMJepCTBa, U BO3JeUCTBHE, KaK 3/eMeHT U3MeHeHUsl CxeMbl rporecca). CyTb KOHLIENILUU: HYKHO
clef0oBaTb OJHOMY M TOMY JKe IpOLlecCy, BHe 3aBUCMMOCTH OT pa3Mepa TOW 4YaCTh KOMIIaHWUU, K
KOTOPOU ero TpUMeHsIIOT. JTa MeTofo/orust Obuia npuHsaTa nof, Ha3BaHueM BPE (Business Process
Excellence coBepiieHCTBOBaHMEe OM3HEC-TPOIIECCOB) U BHe/IpeHa BO BCell KOMITaHUM B fiekabpe 1997
roja.

Teriepr B HallleM T'OZIOBOM OTYeTe yaesisieTcsi OO/bllioe BHUMaHWe TepecTpoiiKe Mpoiiecca, a B
CIIA wmbl ocHoBanu 1ieHTp BPE, koTopblii 3aHMMaeTcss BorpocaMu oOyueHusi. Mbl pa3paboTaiu
ornucaHve o0si3aHHOCTel TpodeccroHana Tpoliecca ufiepa WiIA €ero MOMOIIHUKA i KOMaH/IbI
MPOEKTa, KOTOPbIA SB/ASETCA CBOEro poJa KaTaJu3aToOpoM M3MeHeHuW. B  Kakgom Hailem



no/ipas/ie/ieHUH eCTh HeCKOIbKO TaKMX Npo(eCcCHOHAIOB M0 MPOLiecCaM.

[Tocne Toro, kak BPE Obuia mpuHsiTa B KaueCTBe COCTAaBHOW UaCTU CTpPaTeruu KOPIOPaTUBHOTO
MeHe/PKMeHTa, MPOeKThl OCYILEeCTBJSIOTCS ellle ObicTpee, MOTOMY YTO COTPYJHUKHU OCO3HAIOT UTO
MMEHHO TaK Mbl BejleM Jiesia. B kommaHuy ObIBatOT pa3Hble BpeMeHa, HO Haille 00s513aTe/ibCTBO Tepe]
aKI[MOHepaMU HUKOT/la He TepsTb JeHbrH, Jla)ke BO BpeMs miyOouaiiiiiero criaja. Mbl JiejiaeM Bce
BO3MO>KHOE, UTOOBI BBIMOHUTHL 3TO obelllaHWe! U B 3TOM HaM TOMOT PeMH)XUHUDUHT, TIpU/IaB Ham
0oJibIIe BLIHOCTUBOCTU U YKU3HECTIOCOOHOCTH.

Uro kacaercs Oyayiero, Mbl TBepJO HaMepeHbl TIPOAO/KaTh peuHXUHUPUHT. Celiuac
OCYIIIeCTB/ISIETCSI MHOTO TPOEKTOB, OT HeOO/bIIMX [0 KPYMHbIX. Bormpoc B TOM, CMOXXeM JiId Mbl
MepedT K [IpoLeccaM Ha YpOBHe TIpeArpUATHs, TIPOJOJ/DKasg IIpU  STOM  I[10JIb30BarbCsl
TIPeUMYIleCTBaMH, JOCTUTHYThIMU OJiarofiapsi oKajbHbIM Mpeobpa3oBaHusiM. PaHbilie Mbl cobupanu
KOMaH/bl U3 1215 yenoBek, KOTOPbIe OCYILECTBIISI/IU TTPOPBIBBI B IIPOLjeCCax Ha YPOBHe M0Jpas3zeseHus.
Ho paboTa Ha ypoBHe KOMIIaHWHU Mofpa3yMmeBaeT Gosblime rpymnmbl oT 30 yesoBeK, a CTO/Ib KpyITHast
KOMaH/la He J[iaeT XO[y arpeCcCUBHbIM peLleHUsIM B TPOPbIBHOM cTuje. Celuyac Mbl IbITaeMCs
TIpeo/ioeTh 3Ty MPo0IeMy MCUXOI0TUU TPYIIIL.

PenH>XMHUPUHTY CBOMCTBEHHO MEHSITh BCe acreKThl BefieHus Ou3Heca. [Toxoske, Ballle mooxKeHue
He MMeeT 3HaueHWs], TaK Kak Bbl B TFOOOM CJ/lyyae HaXO[UTeCh Ha Kpato, a OTTYJa BUHO, CKOJIbKO ellle
HY)XKHO cjlefiaTb. DTOT Kpal MOCTOSIHHO OTOJBUTaeTCs; yeM 0oJbllie Bbl y3HaeTe, TeM 0oJbilie (POHT
paboT. OTo Npo0/KaeTCs U ceifuac.

I'BuHH: OT1O Tak. PaHbule Mbl aymManu: Kak TOJILKO Mbl BHEJPUM 3Ty CUCTEMY BbIIOJHEHUS
3aKka30B UM o0ecmeuyrM WHBECTUI[MM B HOBeliillee 000pyfZoOBaHUe, KOTOpOe MbI cobupaemcs
TIPOM3BOUTH, MOJI0XKEeHNEe HEMHOTO CTaOUIU3UPYeTCsl.

Ho Tereps s BUXY, UTO 3TOT0 HUKOT/IA He TIpon30iieT. Bpsiz i Mbl Kora-HUOYb OCTaHOBUMCSL.
Ha ¢abpuke B AlioBe ellle 0fHa KOMaH/a peWH)XMHUDHUHTA ceiluac yCOBEpIIIEHCTBYeT PO Yyecc
rpeJ0CTaB/IeHUs POAYKLMU. Mbl BHeJpsieM HOBEUILYI0 CUCTeMY BBITIOJIHEHHS 3aKa30B U y)Ke TOBOPUM
0 TOM, KaK ee MOXXHO Y/IyYILUTE.

[To-Moemy, 3Tu [IeHCTBUSI TIOMOTalOT JIFOSIM TOHSATb, UTO TIpeoOpa3oBaHus OYyT MPOJO/DKAThCs
BCerja. IM HeT KOHLIA, U HY)KHO C 3TUM IPUMMPUTBCS; Hallla KOMIIAHUSI B 3HAUUTE/IbHOM CTereHu
TIpUHSIA U3MEeHEeHUS.

[nst MHOTMX KOMIaHUW (HaBepHOe, i OOJIBIIMHCTBA) PEVMHXXUHUDUHT TOJIOH Jpamaru3ma.
OpraHu3aiyd 3aHUMAaKTCI UM 10 psay npuuuH. OpHu nipuberardT K PeUH)XUHUPUHTY, KOrZa
OKa3bIBAaOTCS HA KPAro MPOMacT, 0OHAPYXKUB, UTO CJI0’KHOCTh UX paboUMX MPHUEMOB yKe He TI03BOJIsSeT
UM YJIOBJIETBOPSITH MOTPEOHOCTH KJIMEHTOB U TIPU 3TOM T0/1y4aTh NpUObLIb. [Ipyrue CTaJKUBarOTCS C
TPUHLIMIIMATIbHBIMU M3MEeHEeHUsIMU Ha CBOMX PbIHKAaX M3-3a TeXHOJIOTMYeCKHUX HOBIIECTB, BHe3allHbIX
nepeMeH B TpPeOOBaHUSIX K/IWEHTOB, [lePeryMpOBaHUs WA TIPUX0Ja HOBOTO KJjacCa KOHKYDEHTOB.
TpeTbux NPUBOAUT K PeUH)XMHUPUHTY CTapLLMi PYKOBOAUTEb, HA KOTOPOrO0 CHU3O0LWIO O3apeHue: OH
yBU/le/l B OC/IeNIUTE/bHOUM BCIBILKEe CBeTa CU/Iy npeobpa3oBaHuil mpoiieccoB. Bo Bcex 3THUX ciydasx
PEeUH)XUHUPHHT 3TO pelmTe/lbHOe paccTaBaHHe KOMIIAaHMW CO CBOUM IIpoLwIbIM. KomraHus
cOpacbiBaeT CO CUETOB BCe, YTO ITPOM3OILVIO PaHbLIe, U 1|eTMKOM ITpeobpasyeT CBOIO /1eTebHOCTb.

Hazmo ckaszarh, UTO B TIOAOOHBIX [[paMaTHUYeCKHUX OOCTOSTENhCTBAX BCE >Ke eCTh HEeKOTOpble
IpeuMYyILeCTBA: PYKOBOAUTE/IAM Jlerye IIPpUHUMATh pelleHue 3aHATbCd PeUuH)XXUHUPWUHIOM, a
COTPYAHMKaM TIIpOIle C 3TUM COIIaCUThCA. HOo ecTb W Apyrom myTh K PEMH)XXUHUPHHIY, CKOpee
5BOJIIOLIMOHHBIN, @ He PEBOJIFOL[MOHHBIN; OH MCII0J/Ib3yeT UCTOPUI0 KOMITAHUM B KaueCTBe OCHOBBI, a He
orxoaut oT Hee. Eciiu IBM sipkuii mpumep pambi, To y John Deere 60/ee maBHbIM BapUaHT pPa3BUTUS
COOBITHIA.

Deere yBakaemasi KOMIIaHUs,, TOPJALIASACA CBOUMU TpaJULIUSAMU: Be/lb ee Ha3BaHUe IIPAaKTUYeCKU
CMHOHUM CeJIbCKOXO35IMCTBEHHOr0 MalmMHOCTpoeHus. Korga B Deere pellmiMch Ha peMH)XUHWPHHT,



KOMITaHUsI ObUla ycriemmHodW W TnpubObutbHOW. Ho I'apu T'ecMe W HeKOTOpble €ro KoJijierd Obuu
JIOCTaTOYHO TPOHUIATe/TbHBI U CUMTA/IM, UTO JIOJDKHBI HAUTHCH ellle 60 jiee COBepIlieHHbIE CITOCOOBI
paboTel. OfHAaKO OHM He YCTPOWIX JOOOBYIO aTaky, a IMpOBeJH CKOpee MapTU3aHCKYH KaMIIaHHUIO.
PeH>KUHUPUHT B Deere He BHeAPSUICS KaK UY)KepPOAHasi KOHIIEIIIWs, HaBsi3aHHAs W3BHe, a ObIT
npeAcTaB/ieH  KaK  ecTeCTBeHHOe  TpPOJO/DKeHWe — JlaBHero — oOsi3aTenbCTBa  KOMIIAHUU
COBEPIIIEHCTBOBAThLCS U TTPOBO/JUTH 3aPEKOMEH/IOBABIIYIO Cebst TpOrpaMmy obecrieueHust KauecTea.

Ha paHHUX 3Tarnax ['3pu ¥ ero KoJuierd MpOCUYHTAUCh, ITOMBITABIIMCH TIPOBECTH PeUHXUHUPHUHT
OCHOBHOT'O TIpOLlecca BBINIOJTHEHMsI 3aKa30B, KOTJla OpraHu3aiusi eie He ObUla K 3ToMy rotoBa. Ho
3aTeM OHU TIOCTYITU/IM pa3yMHO: OTCTYIW/IA U Hauajd HaOWpaTb OYKW B 00JIaCTsIX, IJie CTaBKU ObUU
HIDKe: B TTPOM3BO/ICTBEHHBIX 1[€XaX, B CTPAaXOBOM TIOfIpa3Zie/ieHMH U B MeKCHUKAHCKOM odruce. Crapbie
criocoObl BefleHUs1 OM3Heca elje He CTajM He3biOJeMBIMM B 3THX CerMeHTax KOMIIaHWHU, KOTOpbIe
paccMaTpuBa/id PeUH)XMHUPUHT KaK TMPO/I0/DKeHe CBOeH TeKyilel paboThl M COIIaCHUINCh C HUM 6e3
0co0bIX BO3pakKeHW. JlOCTUTHYTble 37leChb YCIIeXW 3areM WCII0/Ib30BaCh KaK apryMeHT Jijis
TIOTyueHUs TIOJ/IeP)KKH B OpraHU3al[iu B 1]eJI0M, HO 0COOeHHO Cpe/iu CTapliiero pykoBO/ICTBa.

3aMeTuM, UTO MeTO/bl PEMHXUHUPHUHTA W COMPOBOXK/IAIOIIee WX TIOBeZIeHUe COTPYJHUKOB ObUIH
nnisi Deere He3HaKOMOU 00/1acThio. Bo-TiepBbIX, Kak HalmOMHWI HaM ['3pu, Ux paboTa TIPOU3BO/ICTBO
TPAaKTOPOB. BO-BTOpBIX, HEJErKO OTKa3aTbCs OT (YHKI[MOHAIBHOTO TIOBeJeHUs, KOTOpOe
dopmupoBanoch gecstunetvsiMd. OJHAKO KOMaH/a yie/ina yIpaBieHUIo U3MeHeHUsIMU 3aC/Ty>KeHHOe
BHMMaHWe U TMPOsiBUIa M300peTaresibHOCTh. BOT UTO OHa [esiana: MpUC/YIIMBANIach K COTPYAHUKAM,
yTOOBI TOHATh UX UYBCTBA W TIPABUJIBHO Ha HUX OTpPeEArdpoBaTh; MCIIO/b30Bajia HAaCTOJIbHBIE WTPBHI,
YTOOBI YCITOKOWTB JIFOZIEH 1 ITOMOYb MM TTOHSITh HEOOXOMMOCTh M3MeHEeHU; POBO//IA TTOCTOSTHHYIO
TIporpaMmy UHGOpMHUpPOBaHUs. VIHBIMU C/lI0BaMU, ObUTH HCITO/Tb30BAHBI BCE MHCTPYMEHTHI U3 apceHasia
yIpaB/eHUsT W3MEHEHUsMU, W 3TH YCUJWS TIPUHEC/TW IUIOfBL TIPUMEHeHWe peWHXWHUPUHTA K
OCHOBHBIM TpOL{eCcCaM KOMIaHWU JOCTUTJIO DOJIBIIOTO ycrexa.

[Ipy 3TOM KOMIIAHWSI He YIlyCcKaja W3 BUAY CBOIO Iiesib. Kak roBopuT Makc I['BUHH, MbI
COCPeZIOTOUMJIMCE Ha YTyUIlleHWH KOMITaHUH, a He B3SUIH U/Ie0JIorhueckoe 00s13aTesibCTBO 110 BEPHOCTU
HOBOM [OKTpHHe. Korjla TepMUH peMHXUHUPHHT TTPUOOpes OTpullaTe/ibHble OTTeHKH, B Deere ctamu
WCTI0/Th30BaTh JPYroi: mpeobpa3oBaHre KOMITAaHWU. B KOHEUHOM WUTOTe PeWH)XMHUPHHT CTajl YaCThIO
Oosiee  macmmrabHOM  [lesiTeIbHOCTU:  OOIeM  MporpaMmbl  U3MEHEHUM  T0[,  Ha3BaHUEM
COBEPIIIEHCTBOBaHUE MPOLIECCOB, KOTOPasi celiuac 0XBaThIBAe€T M MHOXKECTBO JPYIUX YCUITUM.

OTo KpaiiHe Ba)kKHO. OUeHb YaCcTO KOMITAHUW TIPOBO/SAT CJIMIIKOM MHOTO HEeCKOODJUHHDPOBAaHHBIX
W3MEeHeHUl, UTO TIPUBOJUT K ITyTaHUWIle U Mapasuuy. A B Deere He cTanu 3psl TPaTUThb SHEPTHIO,
TIPOBO/ISL pa3/iure MeXXy PeMH)XUHUDWUHTOM U YIyullleHWeM KauecTBa, a OOBeMHUIM BCE 3TO B
COBepIlIeHCTBOBaHMe MTPOLIeCCOB.

Deere ymanoch BKJIFOUUTh PEMHKUHUPUHT B KYJIBTYPY CBOEM OpraHu3aliu. JTO yKe He MPOEeKT C
naTol 3aBepilieHHs, a o0pa3 >ku3HW. KommaHuWs TIpU3Ha/la, UTO TI0JIO)KEHHWEe HUKOIZla He CTaHeT
CTaOW/bHBIM, UTO W3MEHEHUs 3TO BCepbe3 W HAJ0NIro, W UTO TIOCTOSIHHAs TPUBEPKEHHOCTh
PEUH)XUHUPUHTY, KaK ObI er0 HA Ha3bIBa/v, eZIMHCTBEHHBIN CTTIOCOO BBDKUTH.



I'1aBa 13
Y criex peMH)KMHUPUHIA

K cokaneHuro, HeCMOTPSI Ha MCTOPUM YyCIlexXa, ONUCaHHbIe B IMpeAblAyLMX IlaBaX, BO MHOI'MX
KOMIIaHUAX PeUH)XUHUPUHT 3aKaHUKWBaeTCs NpoBasioM. Hukakue ycuius He OMOraroT UM CABUHYTHCS
C MEepTBOM TOYKH U [JOCTMUb 3HAUUTE/bHbIX M3MEHEHUM, a ouepefHasi He3(P(peKTUBHasl Mporpamma
npeoOpa3oBaHuil TOMBKO YCU/IMBAeT CKENTHUI[M3M COTPYIHUKOB. [lo Hallleli HeHayyHOU OljeHKe, He
MeHee 5070% opraHu3alnyi, KOTOpble 3aHMMAIOTCS PEMH)XXUHUPUHIOM, He [JOCTHUIrarT >KejlaeMbIX
pes3ysbTaToB.

Ho, X0Tsl peMHXUHUPUHT YacTO He [JOCTUTaeT CBOMX liejiel, OH He CBsi3aH C O0sblM pruckom. B
5TOM 3asiBJIeHWU HeT HUKAKOro INpPOTUBOpeuMsi. PaccMOTpUTe pa3HULy B PUCKe MeXJYy PYJIeTKOW U
ImaxmaraMmu. PyreTka urpa ¢ OOJIbIIMM PHCKOM, a IlIaXMaThbl HeT, XOTs YacTOTa TPOUTphIA B 06enx
Urpax MoXkKeT ObITb OJUHAKOBOUW. B pyneTke OCHOBHYIO pOJib UrpaeT Caydaid: c/iesiaB CTaBKU, UTPOKU
y)Ke He MOTYT MOB/IUATh Ha UCXOJ UTPhI; @ B lIAXMaTax HeT CJIy4YalHOCTeH 3/eCh BbIMIPbIBAeT JIYULLIM,
a MIPOUTPBILI SIBJISIETCS Pe3y/IbTaTOM He/IoCTaTOUHBIX CTIOCOOHOCTe U c/1aboii cTpaTeruu.

PeuH>XUHUPUHT T10/[00€H IaxMaraM. Kiirou K ycriexy B 3HaHUSIX U CIIOCOOHOCTSIX, a He B yJaue.
Ecnu Bbl 3HaeTe mpaBusia U u3beraere oumMOOK, BePOSITHOCTh ycriexa upe3BbluaiiHO BbICOKa. boiee
TOr0, B PEMH)XXUHUDPUHTEe TIOCTOSTHHO COBEPIIAIOTCS OfHU M Te >Ke OIMOKM, TT03TOMY TIepBbIi Iar K
yCriexy y3HaTb O HUX U HayUUThCs UX U30eraTh.

Pycckuit rpoccmerictrep CaBenuii TapTakoBep OfHaXK/[bl TakK CKas3aJl O LIAXMaTHOM JOCKe,
TIPUTOTOB/IEHHOW /11 Urpbl: OMUIOIIHOCTU JKAYT, MOKa Bbl COBepumMTe UX. [lanee Mbl pacCMOTPUM
repeueHb Haubosiee pacrpOCTPaHEHHBIX OIMOOK, M3-3a KOTOPBLIX KOMIIAHWW TepHsT Heyaady TIpu
peuH>KUHUpUHTe. V36eraiiTe Ux, U ycrex He YCKOJIb3HET OT Bac.

[TonbITKM CKOPPeKTUPOBaTh Tpoljecc, a He u3MeHUTh ero. Camas rpybasi oumbOKa MpPOBOAUTH
He3HauuTe/lbHble M3MeHEeHUsl CYLLEeCTBYIOLIMX IPOLIeCCOB, Ha3biBasgl 3TO PEMH)XUHUPUHIOM. TepMuH
PEUH>KUHUPHUHT TPHUoOpes1 HEKOTOPBIA TIPECTK, U ero CTa/li MPUMEeHSTh K Pa3/IMuHbIM TTPOrpaMMam,
KOTOpbIe Ha CaMOM /jle/le He UMeIOT HUuYero o6llero ¢ pajvKaabHOW TepecTpodkoi mportecca. Tyt
YMEeCTHO BCIIOMHUTH CTapyr0 MYJPOCTh: eC/IM Ha KOPOBY IOBECUTH BBIBECKY 1 JIOLIA/b, OHA BCe PaBHO
He CTaHeT JIOLA/IbIO.

B rnase 2 mb1 onucany, Kak B IBM Credit Corporation poBe/id peMHXUHUPUHT TpoLiecca Bbljaun
Kpeauta. OnHAKO MBI He YIIOMSIHY/IM, YTO CHaudajla KOMIIAaHUSI HECKOJIbKO pa3 IbITasiaCh MOYMHUTH
CTapbIii MpoLiecc, TpeXk/ie ueM TMpUIIvia K BEIBOAY 0 HE0OX0JUMOCTH ero pafiuKaabHOMN TepecTPOKHU.

CHayana KOMITaHMSl TIONbITanach aBTOMAaTU3WPOBaTb M YCKOPUTH CYILECTBYIOLLMM TIPOLIeCC,
WCII0JIb3Ysl KOMITbIOTEPHbIE TEXHOJIOTUH; Crel[uanucTaM faau o0beliHeHHble B CETh KOMITbIOTEPHbIE
TepPMUHaJbI, Kylla OHA MOIJIM BBOJUTh JaHHbIe. [Ipy 3TOM 0T/ie/bl ObIIU TIO-TIPeXKHEMY aBTOHOMHBI, U
KaKJass cJenka Bce elle oOpabarbiBasach [103TAlHO CHauajla B OTZAeje KpeguTa, IIOTOM B
IOpUIMYEeCKOM, 3aTeM B OTZese LieHooOpa3oBaHusi U T.[. [leuaTHble GsiaHKM 3asiBKM MPOJOJKAIA
nepexofuTh U3 OTZesna B OTZes. Beiroga oT Takoil aBTomaru3auyy Oblia BCero ofjHa: CreljuarCThl,
KOTOpbIe BBIMOJIHSUIA TOCTeAHUIN 3Tarn (MMOAr0TOBKA MUCbMa C TpeJI0KeHueM), CMOIVIM T10/1y4arb U3
CUCTeMbI TePMHUHAJIOB Pe3y/IbTaThbl MPebIAYIIMX 3TaroB. [IbTasch onTUMU3MpoBaTh paboty, B IBM
Credit muilb 3aKpenuiyd HeyJauHbl TPOIECC, 3arievaryieB ero B MPOrpaMMHOM oOecrieueHWUd 4To
TOJIbKO OCJIO’KHUJIO Jja/IbHeUIIe TIOTNBITKU er0 U3MEHUTb.

PykoBouTen Kopriopaluud Obuid HeIOBOJbHBI HU3KOW 3((eKTUBHOCTHIO aBTOMAaTU3alluud U
clesiany ellle LebIdpsii TOMBITOK yiyuiieHus. OHU mpoboBaiy TPUMEHUTh TEOPUI0 odepefier U
MeTO/Ibl IMHEeWHOTO MPOrpaMMUPOBaHus, UT0ObI cOasaHCHPOBaTh PaboTy B Pa3UUHBIX OT/enax AJis



MUHHUMM3ALUA CPOKOB OXKW/IaHUSA. Pe3ynbTaThl BHOBb OKa3a/lMCh He3HAUMTe/lIbHbIMH. Torga Obutd
YCTAHOB/IEHbI CTaHJAAPTHI 3(GGEKTUBHOCTA /IS KaKAOro 3Tama mpoijecca. OfHAKO TMOCTIeqyroIpe
n3MepeHust GaKTHUeCKUX Pe3y/IbTaTOB COTPYJHUKOB ITOKAa3a/Jyd UYTO OHU COOTBETCTBYIOT CTaHJapTaMm
rmout Ha 100%, HO CPOKM BBITOJHEHHWSI pabOThI JaXke YBEJTUUMINCH. UeM >Ke OOBACHSAICT TaKOU
aHOMaJIbHBIM pe3ynerar? OKa3aaoch, YTO TPU HEXBAaTKe BpPEMEHHU JIoAW Mpuberaav K yAoOHOMY
crioco0y: oOHapy)KMBalM OIMMOKM B JOKYMEHTaX M OTIIPaBAs/IM WX B TIPeAbIAYIIMM OTJen Ha
nopaboTKYy, TeM CaMbIM MCKJTIOUasi 3TU 3alpOChl U3 CBOUX MTOKa3aTeel.

Henb3s HasBarh omnbiT IBM Credit HeTwnuuHbiM. OpraHu3aljdyd 4yacTO TPaTSIT MHOIO CHJI U
CpeJCTB, UTOOBI M30eXKaTh pa/IuKajbHON MEepeCcTPOMKH, CBSI3aHHOW C pPeUH)XUHUPUHTOM. OHM MOTYT
TIPOBECTH PEeOpraHu3aljiio, TO eCTh W3MEHMTh He caM pabouuii IIpollecc, a OpraHU3allMOHHbIE
eIMHUIIBI BOKPYT €ro UCIo/HuTe el. Ellle OHM MOTYT COKpaTUTh MEePCOHas, TO €CTh BBIOJHATE TY XKe
UM OOoJBbIYI0 paboTy C TeM >Ke UMC/IOM COTPYJHUKOB M CTapbiMu criocobamu. VHOrjga KOMITaHHH
TIBITAlOTCSI BHEJPSATb CJ0XKHbIE MOTHMBALIMOHHBIE ITPOTrPaMMbI, UTOOBI 3aCTaBUThL Jofed paboTarh
WHTEHCHBHeEe.

Ileno B TOM, YTO KOMIIAaHUU TIPEAIIOUNTAIOT MPHEPKUBAThCS 3HAKOMBIX MPOLIECCOB, AaXKe eC/IH
Te SIB/ITIOTCS MCTOYHMKOM Ipo0sieM; BAOOABOK YK€ CYILECTBYET IO/epP)KUBAIOIAsl 3TH IPOLIECCHI
uHGpacTpyKTypa. KakeTcs, 4TO yCOBEpIIIEHCTBOBAaTh WX TOpPa3/o Jierde U pa3yMHee, YeM TOJIHOCTHIO
OTKa3aTbCsl OT HUX W HauaTh CHayasa. IIOoCTeneHHOCTh MyTh HAWMEHBILErO0 COMPOTUBIEHUS /IS
OOJIBIIIMHCTBA OpraHMU3al[yii, HO 3TO ¥ CaMbIi BepHBIN MYTh K IMPOBATy PEMH)XKUHUPHHTA.

HeymeHue ¢pokycupogambcsi Ha Gu3Hec-npoyeccax

He Tak #aBHO MpOrpecCHBHbI MeHEePKMEHT aMepUKaHCKOrO OT/e/IeHUs] KPYITHOW eBPOIelCKon
KOMITaHWHU TIOPYYNJT HECKOJIBKUM 1]e/IeBbIM TpyIiiaM COTPYAHUKOB 3aHSITbCS BaXKHEUIIIMMU BOTIPOCAMMU:
paciipeHreM TO/JHOMOYUM, KOMaHAHON paboToii, cepBMCOM U T.[. 3aflaHus Jjis 1[eIeBbIX TPYIII
1300M/I0Ba/id 111a0/IOHHBIMU BbIp@XKEHUSIMU CerofiHsIHero 6usHeca. Kakzaoli rpyrre jand roaropa
Mecsilja Ha pa3paboTKy peKOMeHJalui U TIOMHYI0 CBOOOAy AeWCTBUM: HU OfHA UJes He CuuTaiach
HeZIonyCcTUMON uu Oe3ymHOU. LleseBbie TPYMIBI aKTUBHO TIpopaboTany TONTOpa Mecsila U He
MPOU3Be/IM POBHBIM CUETOM HHUUero. KoHeuHo, OHM TmoAand Tpyabl Oymar ¢ 6GaHa/JbHBIMH
peKOMeH/IalusIMK, HO WX YUTaTelu cpa3y >Ke TOHSUIM, UTO 3TO OecCMBbICIEHHO U He TIpUHeceT
pe3y/bTaToB.

[Touemy >ke 5TH yCH/IUSI 3aKOHUWJTMCh MTPOBAJIOM, HECMOTPSI Ha TaKyI0 MOAAeP>XKKY PYKOBOAUTEeM
U 1MPOKOe BOBJeueHUe mepcoHana? [loromy uto mpobsieMbl ObUTM TITIOXO oripefieneHbl. KomaHaHast
paboTa u pacimpeHHe TOJTHOMOUKM OTBJeUeHHbIe, OO0le TOHATHS, C KOTOPbIMU HEBO3MOXXHO
pabotarb. OHU OMUCHIBAIOT >KejlaeMble /ISl OpraHU3alluy XapaKTepUCTUKU UM CBOWCTBA, HO TIPSIMOTO
criocoba uX JOCTWKeHHUs He yKa3biBaloT. OHUM nocsedcmeusi CxeM peasiv3aliuu TPOLeCCOB U MOTYT
OBITb JOCTUTHYTHI JIUIIL B 9TOM KOHTeKcTe. Kak HauaTh paboTy Haj, paciipeHueM MOJTHOMOYUH, eciu
He yepe3 apxuTeKTypy pabouux ripoiieccoB? Tak Ha3biBaeMOe HOBAaTOPCTBO TOXKe pe3y/bTaT MpOo1eccoB
C TIpOAyMaHHOW cxeMoi, a He Belllb B cebe. [lpobrema 3TOM KOMMAaHWW U MHOTUX [IPYTUX B
HeCrocoOHOCTU YBUIETh CBOKO [IesiTeIbHOCTb C TOYKW 3peHusl MpoijeccoB. A 06e3 3TOro MbITaThCs
yAyulllaTh KOMIIaHUIO TaK ke OeCCMbIC/IEHHO, KaK MepecTaB/IsTh CTY/Ibs Ha ranyoe TuTaHuKa.

Henpunmue 8Cex acneKmoe peuH)  CUHuUpuHaa, Kpome nepecmpoiiKu npouyecca

Mbl yxXe yBUZAE/NH, UYTO YCWIWS [0 PEUH)XUHUPWUHTY TIPUBOJAT K MHOXXECTBY pPa3/IMUHBIX



n3MeHeHUM. [10/DKHOCTHBIe 00s3aHHOCTH, OpraHU3al[MOHHbIE CTPYKTYPbI, CUCTE€MbI YIIpaB/eHHs BCe
CBsI3aHHOE C TPOLIeCCOM HY)KHO TepefiesiaTb, UTOObI COXpaHUTh COa/slaHCUPOBaHHBIM poMO OH3Hec-
CHUCTEeMBbI, 0 KOTOPOM IIU1a peysb B rJiaBe 4.

B r1aBe 2 MbI paccKasasiu, YTO PeMH)KUHUPUHT Ti1aTexkel nocTasikaM B Ford moBnusin faxe Ha
TPUEMILMKOB, KOTOPbIM BHE3aIrHO MPUIIIIOCh CaMOCTOSITe/IbHO MPUHUMATh pelleHus. BmecTto Toro
yTOOBI TIPOCTO OTMEUaTh B JJOKyMEHTaX BpPeMs W JIaTy TOJIyUeHHUs rPy3a, UM IPHUIITIOCH MT0/b30BaThCs
KOMITbIOTEPHBIM TEPMHWHAJIOM U OTPe/ie/isiTb, COOTBETCTBYET /I TIPUOBIBIINI I'PY3 C/leJJaHHOMY 3aKasy,
a ec/iv HeT, TO OTChLIaTh ero 00paTtHo. PaOOTHUKH, Y KOTOPBIX paHblile He ObUTO MPAKTUUeCKU HUKAKOM
OTBETCTBEHHOCTH, Telephb A0/DKHbBI [yMaTbh U IPUHUMATh pelleHus.

A B IBM Credit coTpyIHUKH, KOTOpPbIe paHbllle YMeIN TOJILKO ITPOBEPSATh KPeAUTOCITIOCOOHOCTS,
Terepb 3aHSIMCh OIeHKOW U IeHooOpa3oBaHWeM (HMHAHCOBBIX CAEJ0K B 1[eJIOM, [JII Uero UM
TIPUIITIOCH TIPHOOpEeCTH He TOBKO HOBbIE HAaBLIKH, HO U HOBOE OTHOIIIeHUe K paboTe.

Kommanus Direct Response Group (DRG) nepeocwmbic/iviia BeCh CBOM MOAXOA K K/IMEHTY U
MpOBeJ/ia PEMH)XUHUPUHT MHOTHX TIPOLleCcCOB. BcyiecTBHe 3TOro er MpPUIIOCh TePecTPOUTh CXEMBbI
OLIeHKM paboThl, TIOMMTUKY BO3HArpak[eHHs, MporpaMMbl HaliMa ¥ 00yueHHs TepCcOHasa, TpaBHU/Ia
TIPOZIBYDKEHUST 110 C/Ty)KOe TO eCTh MPAKTUUeCKH KKyl CUCTeMY YITpaB/lIeHHs, UTOObI MOA1ep>KaTh
HOBbIE CXeMbI TTPOL[eCCOB.

Hake MeHe)KepOB, KOTOPbIE CTPEMSITCS K pPaJiIMKa/bHOM MepecTporKe MpoLeCcCoB, YacTO IyraeT
Maciirab HeoOXoAUMBIX U3MeHeHUH. Mbl TTepUoJUUeCKU CTaTKUBAeMCs C TAKUM CIjeHapHueM: CTapImi
MeHe/)Kep CTaBUT Tepe/i KOMaH/0N peUH)KMHUPHUHTA 3aj/lauy J0OUThCS KapWHA/IbHbIX YIyJllleHUu! B
npobneMHOM Tiporiecce. Uepe3 HeKOTOpoe BpeMsi KOMaHjia TPUXOAUT K HEMY C TIOATOTOB/IEHHOM
KOHLIETIIMed U TOKa3blBaeT, Kak OHa mnomMokeT Ha 90% COKpaTuUTh CPOK BbINOJHEHUs, Ha 95%
u3iepkk, a Ha 99% oumbku. MeHemkep B BOCTopre. 3areM KOoMaHja OOBSICHseT, 4YTO IS
TepecTPOeHHOr0 TIpoljecca TOHA/OOUTCA HOBasg CUCTeMa OLIeHKHM paboThl, KOHCOMMUAALUS
MHOTOUUCTIEHHBIX OTAE/0B W MepecMOTp IIOJHOMOYMU MEHEe/)KMEHTa, a TakXKe JIpyroul CTU/Ib
yripaBieHus1. Boctopr yneTyumBaeTcs. $1 TpOCH/ BaC COKPaTHUTb M3JIEP)KKHA W OIIMOKU, 3asiBiIsSeT
MeHe/)Kep, a He Tepe/ie/ibiBaTb KOMITAaHHUIO. 3aTeM KOMaH;ly OObIUHO pacCITyCKarOT, U ee TPOpbIBHAs
KOHI[eTUsi Oosibllle He yrmomuHaetrcs. Ho cyTh peMH)KMHMPUHTa UMEHHO B TOM, UTOOBI Iiepe/ienarb
KOMITIaHUIO!

HzHopupoeaHue yeHHocmel u yoexcoeHull atooeti

CoTpygHUKaM HY)KHA TIPUUMHA, TI0 KOTOPOM OHU JO/DKHBI 3P PeKTUBHO paboTaTh B Mpoljeccax
nocsie peuH>KMHUpUHra. OHOr0 BHEAPEHUS] HOBBIX TPOLIECCOB HEJOCTaTOUYHO; MeHeIKephl JO/DKHbI
MOTUBUPOBaTb COTPYAHUKOB [ijii WX BBINOJHEHUSs, TOAJep)KrBasi HOBbIe 1[€HHOCTU U yOex[eHusl.
MHbIMU C7I0BaMU, MeHeKMEeHT JI0/DKeH oOpallaTb BHUMaHHe Ha TO, UTO MPOUCXOAUT B CO3HAHUU
JIFOJIeH, a He TOJIbKO Ha TO, UTO /leJlaeTCsl Ha UX CTOJIax.

Korma B Ford mpoBenu peuMH>XXUHUDUHT TIaTeXel IOCTaBIMKaM, MOTPebOBaMCh TakKke
M3MeHeHUs B MeHTa/IuTeTe U TOBe/leHnHd paboTHUKOB. [lepcoHan Mo 3aKymnkaM Terepb 0/DKeH ObLT
paccMarpuBarh MOCTaBIMKOB Ford He Kak BparoB, KOTOPBIX HY)KHO MOOOpOTh, a KakK TMapTHEPOB B
COBMeCTHOM Ou3Hec-TpoLiecce.

Komnanuu DRCX To)e MpULLTIOCh MOWTU Ha paJiiKajbHOe W3MeHeHUe KOPIOPaTUBHOW KY/bTYPhI,
MPOBOJsS. PEeMH)XUHUDUHI TIpollecca pacCMOTpeHMsl 3asiBOK Ha CTpaxoBaHue. HauanbHUKU
TIPeBPaTWIMCh U3 KOHTPOJIEPOB B TIOCTABUIMKOB YCAYT i (PAaKTAUECKUX WCTIOJHUTEeNer paboTsl,
obecreuriBasi MeHe[)KepaM C/IeIKU BCe He0OX0JuMble UHCTPYMEHTHI U TIO/IZIEPIKKY.

M3meHeHus], TpeOyroliie HOBOTO OTHOIIEHUSI K paboTe, IpUHUMAlOTCS ¢ Tpy#oM. OgHuX peueit



3/leCb HeJI0OCTAaTOYHO; HOBasi CHCTeMa YIpaB/lIeHMs [O/DKHA KYIBTUBUPOBaTh TpeOyeMble 1IeHHOCTH,
BO3Harpak/as Jiro/iel 3a roBe/leHUe, B KOTOPOM OHM TpOosiB/sitOTCsA. Ho cTapiime MeHeiKephl A0/KHbI
TTOCTOSIHHO TOBOPUTH 00 3THX HOBBIX LIEHHOCTSIX M IeMOHCTPHUPOBATh CBOIO TIPUBEP)KEHHOCTh WM.

[O0TOBHOCTh [IOBOJILCTBOBAaTbCSI MaJIbIMH pe3yabraraMu. [Insi OOJBIIMX pPe3y/IbTaTOB HYXKHBI
bonpiivie 1end. PelllMMOCTh KOMIMAHWK TIPOBECTH MAacCIITaOHBIM pPeUH)XKUHUPHUHT T10/IBepraeTcst
pellarolleMy HWCIBbITAaHUIO, KOTJa KTO-TO TIpejjiaraeT Hebo/bllioe W3MeHeHUe, KOTOpOe TT03BOJIUT
MpaKTUUeCcKy 6e3 pacxofioB ylyulmTh paboTy rporecca Ha 10% u n30e)kaTb MyueHUM, CBSI3aHHBIX C
Gonbiioli TiepecTpoiikoii. Cob6/a3H MOWTH MO JIETKOMY ITYTH U [IOBOJILCTBOBAThCSl MasibiM BelMK. Ho B
KOHEUHOM HTOTe TaKoe y/IyullleHre TIPUHOCUT 0oJIbIle Bpe/a.

Kak mpaBu/io, He3HauMTe/IbHble TIOJBUKKH TOJIBKO YCJIOXKHSIIOT TeKYIIMU TpoLecc, U CTaHOBUTCS
ellle TPy/Hee TOHSTh, KaK JAelCTBUTE/ILHO BefleTCst paboTa. bosiee Toro, 1M3-3a JOMOMHUTE/IBHBIX 3aTpar
BpeMeHH WJ/IM KaluTaja Ha CYILeCTBYIOIMU MPOoL[ecC PYKOBOJCTBO MOTOM HEOXOTHee OTKa3bIBaeTCs OT
Hero. Ho omacHee Bcero To, uro HebosibllMe IIATHM YCUIUBAKOT KYIBTYPY TOCTENEeHHOCTH, JIWIIas
KOMIIaHUIO OTBarv U My>KecCTBa.

IlocnewHoe ceepmbiedHuUe peuHMdCUHUPpUHaa

HeT HUUero yiluBUTELHOTO B TOM, UTO HEKOTOPbIe KOMIIaHUM OTKA3bIBAlOTCSI OT PeUH)KUHUPUHTa
WM COKpaITafoT Macinrab rpeobpa3oBaHUM MPU MEPBbIX >Ke MpU3HaKax MpobieM. Y HUX CAAIOT HEPBbL
Ho ™Mbl BUleTd U KOMITaHWU, KOTOpbIe TIpeKpallialoT PeMHKUHUPHUHT TIpY TepBbIX NPH3HaKax ycrexa
KaK TOJBbKO WX YCWJIWS HauMHAKOT MPUHOCUTH M0Jb3y. [lepBblii ycriex CTAHOBUTCSI TMPeJOrOM [Jis
BO3BpallleHUs K MIPUBBIMHOMY MeTOAy BeZieHUs fes. B m000M ciydae, He TIPOSIB/ISISS HaCTOWUMBOCTH,
KOMIIaHHSI OTKa3bIBaeTCsl OT OTPOMHBIX BBITO/] B OYIyITIEM.

HasnosiceHue npedgapume/ibHbIX 02padHU4eHUll HA onpedesieHUe Mmacuimados npo61emMbl u ycuautl

PeuH>XMHUDUHT OOpeueH Ha MpOBaJ, €C/U ellle [0 ero Hayaja MeHe/PKMEeHT KOpIiopaluu
CJIMIIKOM Y3KO orpejiesnisieT rpobiemMy, KOTOPYIO HY)KHO peIlMThb, WM OTPAaHUUMBAeT ee MacIiTabsbl.
Benb ompefeneHuie rpobseMbl U yCTaHOBJeHWe ee Maciirraba 3Tarbl caMOro peruH>KUHUprHra. OH
HauMHaeTcsi ¢ (POPMY/IMPOBKY TIPe/ITio/laraeMbiX 1ieJieid, a He criocob0B UX JOCTUXKEHUSI.

[lpyuMep MO)XHO HAWTU B OIbITEe OJHOTO TIPOM3BOAWTE/SI TPOMBIIVIEHHOTO 000pYJOBaHUSI.
Crapiilee pyKOBOZICTBO 3asiBUJI0 CBOUM KOHCY/IBTAHTaM, UTO TIPOLIeCC BBITIOJHEHHsI 3aKa30B 00XOAUTCS
C/IUILKOM JIOPOTO U HY’)KHO COKPaTUTb €ro TeKYIe U3AepPXKKHU.

Uccnenys mpobiemy, KOHCYIBTaHThI TIOTOBOPWIX C KIMeHTaMU KOMITaHUU. Bce oHU 3asiBU/H, UTO
B KOMIIAHUM WM OueHb He HPaABUTCS MPAKTUUeCKU BCe, KpOMe MPOM3BOJMMOr0 000OpyAOBaHUs, U
n06aBUIN, UYTO BOCIIO/B3YIOTCS TI€PBOM JKe BO3MOXKHOCTBIO MOKYTATh TO JKe caMoe Y IPYroul PUpMBI.

M3o1vpoBaHHbIe OT MPSIMOTO KOHTAaKTa CO CBOUM PbIHKOM PYKOBOAWUTENN KOMIAHUU yMaJid, UTO
npobsieMa KpOeTCs BO BHYTPEHHUX W3ZepXKKax BbITIOJHEHHUs 3aKa30B, HO Ha CaMOM Jejie OHa
3aKJ/II04yasiacb BO BCeM Iipoiiecce OOCTY)KUBaHUSI K/IWEHTOB: BBITOJIHEHUU 3aKa30B, TOJJEpPXKKe U
obmeHuu. Bce 9/1eMeHTBl B3aUMOJEMCTBUSI C KAMEHTOM ObUTM HempaBWIbHBIMU. Eciu  Obl
KOHCY/IBTaHThI BBITIOJIHSIZIM CBOe 3aZlaHue OyKBa/JibHO W OTPaHUUYWINCH MCC/Ie[JOBaHUEM U3/IeP)KeK
Tpoljecca a C TaKiM OrpaHUYeHreM Morvia Obl CTONKHYTHCSI BHYTPEeHHSISI KOMaH/ia 110 PeMH>XUHUPUHTY,
coOpaHHasi MeHe[)KMeHTOM OHU He 00HApY)KU/IK Obl HACTOSIIETO UCTOYHUKA TPYAHOCTEM KOMIIaHUU.

Hepenko MeHepKephl BbICILIEIO paHra B KPYIMHBIX OpPraHU3alusix HaCTOJ/IbKO OTOPBaHbI OT peainui
TIPOM3BO/ICTBA WM OT KJMEHTOB, UTO He 3HAaKT O HEeUCIPaBHOCTHM HEKOTOPhIX CBOMX Ou3Hec-



TIPOLIECCOB U He FOTOBBI OTIPe/Ie/IUTh HU MP00/iIeMy, KOTOPYIO HY)KHO PeIlMTh, HU ee paMKH.

KoMmaHuU TakXe 4acTO YTBEpPKIAIOT, UTO WX Liesib OM3HeC-TpoIjecc, HO 3aTeM OrpaHUuUKBalOT
PEMH)XUHUPUHT HeOOJIBIIIMM MPOM3BOJLHBIM CETMEHTOM IIpoIiecca, TOJIHOCTBIO COOTBETCTBYIOIM
rpaHUIlaM KakKoro-iubo TofpasfiefieHus. JTa BepHBbIM IMyTh K IIPOBa/ly. PeMH)XKUHUPUHT J0/DKEH
JIoOMaTh rpaHUlIbl, @ He YKPeIl/IsTh UX.

HacTauBarh, 4TOOBI pEMHXUHUPHHT He Hapyllia/l CYI[eCTBYIOIIETrO ITOJI0’KEeHUS fieJ, BCe paBHO UTO
OTKa3aThbCsl OT HEro COBCEM.

IIomexu co CMOPOHDbI Kopnopamueﬂoii Ky/Ibmypbl

[Tpeobsajatoliie  KY/IBTYPHBbIE XapaKTEPUCTHKW KOMIITAHWM MOTYT TOMeIaTh PeUH>XKUHUPUHTY
W/ IaXKe TIO@aBUTh eTro B 3apojbiilie. Haripumep, eciiu kKommnaHusi paboTaeT Ha OCHOBe KOHCEHCYCa, ee
COTPYAHUKHU OynyT 0OMKeHBI TeM, UTO PeMH)XKUHUPHHT UeT CBepXy. KoMaHWsM, OpHeHTUPOBaHHBIM
Ha KPAaTKOCPOYHBIM pe3y/bTaT U M03TOMY COCpeJOTOYeHHBIM TOJIbKO Ha KBapTasbHbIX IOKa3aresisx,
TPYAHO YBUJETh OoJjiee yaasieHHble TOPHU30HThL. OpraHu3aliiu, npeayoexxieHHble TIPOTUB KOH(MIUKTOB,
HEOXOTHO OpocaroT BBI30B YCTOSIBIIMMCSI TIpaBW/aM. TakuM o00pa3oM, 00s3aHHOCTb BBICIIIETO
PYKOBO/ICTBA IpeBUETH U TIPE0/]0/1eBaTh MO00HbIe MPeTISITCTBUS.

ITonbimku 006UMbCSI, YMOObI pEUHHCUHUPUH2 We/1 CHU3Y 88epX

PeVH)XUHUPUHT HUKOTI/IA, HUKO20d He UJEeT CHU3y BBepX, U 3TO akchuoMa. ECTb /iBe MPUUMHBI, 110
KOTODbIM COTPYAHUKHU, paboTaroime C K/JAWEeHTaMU, U MeHe/pKepbl Cpe/[Hero 3BeHa HeCIOCOOHBI
WHULIMUPOBATh U BHEJIPUTh PEUH)KUHUPHUHT, /la)ke eC/u MOTpeOHOCTh B HEM Be/iMKa U OHU Oe3ymMHO
Ta/IaHT/IUBBL

[lepBasi mpUuUMHA: COTPYAHUKU, paboTaroliue ¢ KIueHTaMu, He MOTYT TTOCMOTPEeTh Ha CUTYaI[UIO B
1[e/loM, 4ero TpeOyeT peWH)XUHUPHUHT. VX OMBbIT OrpaHUYMBAeTCs T7IaBHbIM 00pa3oM OT/e/IbHbIMU
byHKIMSMU U oT/leslaMu. [la)ke ec/ii OHU Jydllle BCeX BUASAT KaKuWe-TO y3Kue mpobsieMbl, UM TPYJHO
TTOCMOTPETh Ha MPOIIeCC LeJTMKOM U OTpe/le/IuThb, YTO UCTOUHUK TMpo0sieM ero HempoyMaHHast o01iast
cxema. MeHemkepbl, paboTawiipe C KIMeHTaMH, OXOTHee COIVIAAlOTCS Ha TOCTeNeHHOCTh
M3MEHeHUM, ueM Ha PeMH)XMHUPHUHT, TaK KaK B MEpPBOM C/ydyae MM MOKHO He BBIXOJWUTb 3a paMKHU
CBOEro BUEHMUSI.

Bropasi mnpuumHa: 000l OusHec-mpoijecc Heu30eXXHO BBIXOAUT 3a  CYIIECTBYHOIMe
OpraHu3allMOHHbIe TPaHULIbl, U MeHe/Kepbl Cpe/IHer0 3B€HAa He HMMEIOT AO0CTAaTOYHBIX MOJHOMOUHWM,
yTOOBI HACTauBaTh Ha ero rpeobpa3oBaHuu. bosiee TOro, HeKOTOpbIe U3 HUX OyAyT Hebe30CHOBaTebHO
OracaThbCsi, UTO W3MeHEeHUsI YMeHbIIAT WX COOCTBEHHYIO B/IACTh, B/USHWE U TIOJIHOMOYMUS; TaKue
MeHe/Kepbl O4YeHb 3auHTEpecOBaHbl B COXPaHEHUU CYILECTBYIOIIMX METOAOB paboThl U MOTYT
TOCTaBUTh Oy/ylllee KOMIAHUM TI0J, Yrpo3y pajii COOCTBeHHBIX KapbepHbIX MHTepecoB. OHU OyayT
MOJAB/ISTh MOMNBITKU Pa/IMKaIbHbIX U3MEHEeHUN CHU3Y, U JIUIb CUIbHOE JIJIEPCTBO CBEPXY 3aCTaBUT UX
TIPUHSTH Mpeobpa3oBaHUsl, KOTOPble MPUHOCUT PeUH)KUHUPUHT.

HexkomnemeHmHocms /udepa, npoeoosiuje20 peuHHCUHUPUH?

HPEAHOCBUIKa ycIiiexa perMH>XHWHHUPpHUHI'd B TOM, UTO €ro JInaepoM [AOJ/IKEH OBITH rpeacraBuUTe/ b
CTapliero MeHei KMeHTd. Ho nHe K&)K,[[I:Iﬁ HO,Z[OI‘/JI,ZLET Ha 3Ty pOJIb. JII/I,qep AOJDKEH OPUEHTHUPOBATLCA Ha



OCHOBHYIO [leITe/IbHOCTb M TIOHMMaTb CBsA3b MexXJy ee 3Gh(eKTUBHOCTbI0O W (PHMHAHCOBBIMU
pe3ynbratamu. TOBKO TOT KTO OPUEHTUPOBAaH Ha MPOLeCC U CII0COOeH BU/IeTh BCHO 1[€TI0UKY CO3ZaHUs
I[eHHOCTH OT KOHIIeT[UM pa3pabOTKH TPOAYKTa /10 MpoJak W O0C/ITy)KHMBaHMS, MOXKET BO3I/IABUTh
YCU/IUSI TI0 peMHKUHUPUHTY. CTaplMHCTBA U BJAaCTU HEAOCTATOYHO; pelliatoliee 3HaueHWe WMeT
TIOHWMaHWe U TIpaBW/IbHbIN CK/aj| ymMa.

OKOHOMUS Ha pecypcax [/isi peuH>KUHUpUHra. 1o 3aKkoHaM TepMOAWHAaMUKU, HeJib3sl TTOYUYUTh
YTO-TO U3 HUUero. B HallleM KOHTeKCTe 3TO 3HAuuT, UTO KOMIaHUsI He MOXXeT /I0CTHUb MPOPHLIBOB B
3¢h(eKTUBHOCTHA, KOTOpbIe OOeIaeT peuH)KUHUPUHT, 6e3 Bro)keHWM B Hero. Camblii Ba)KHBIN
KOMITOHEHT 3THX BJIO)KEHUU BpeMsl 1 BHUMaHUe JTYYIlMX COTPYAHUKOB.

PeVH)KUHUPUHT Takke TpeOyeT MpsMOro M JIMUHOTO Yy4YacTHsl CTapIiero PyKOBOJCTBA; OH He
MOKeT MOAHSATHCS C HU30B OpraHu3aliy, HO U [leJIeTUPOBaTh ero ToXke Hesb3si. CTapliM MeHe/)KepaM
He HY)KHO CaMUM OCYIIeCTB/IATh PEUHXXUHUPUHT; [/l 9TOT0 OHU MOTYT 3a/leliCTBOBaTh TTOMOIIHUKOB,
HO TIEPe/IOKUTh Ha HUX 3Ty OTBETCTBEHHOCTh He MOTYT. PeWH)KUHMPUHT [JOJDKE€H OBbITb JINUHBIM
MPOEKTOM Jujilepa CO BCEMHU BbITeKAlOIMMU  TOCHAeACTBUSAMHU. Henb3si  orpaHUYMBAThCS
eXXeKBapTa/lbHbIMU TIPOBEPKaMH pe3y/bTaTOB KOMaH/Zia CTaplliero PyKOBOACTBAa JO/DKHA PeryasipHO
HarpaB/sITh U OTCIEXKUBATh YCIIeXU BCeX BeYIIMXCS IPOeKTOB PeMH)XUHWPHHTA.

Kpome TOro, HeJOCTaTOYHOCTh BbIZIE/IIEMBIX PECyYpCOB CHUTHa/A [ii OpraHu3aluM, 4To
PYKOBO/ICTBO He CUMTAET YCHJ/IUS 10 PeMH)XUHUPUHTY OueHb Ba)KHBIMU U UX MOXKHO UTHOPUPOBATh WUJIH
cabOTHpOBaTh, HAZIESICh, UTO OHU U3XKUBYT CeOsl.

KomnaHuu He cuumaiom PEUH)CUHUPpUHZ npuopumemom

PeuH)>XMHUDUHT HY)KHO C/leJiaTh IepBOCTereHHOM 3aiaueil uiv He Opartbesi 3a Hero Boobiie. Eciu
BHHMMaHUe PYKOBOJCTBA PACCEMBAEeTCs M3-3a MHOXXECTBA Pa3HbIX MPOrpamMM, a PeUMH>XUHUPUHT JIUIIb
OflHa 13 HUX, OH He TIOJYYUT HeoOX0[MMOM TIOAJIeP)KKU U YCUJIMSI COMIYT Ha HeT M3-3a COMPOTUB/IEHUS
M WHEPTHOCTHU eCTeCTBEHHOW CKJIOHHOCTH JItOAeW M OpraHu3alydil MPOA0/DKaTh [iefaTh TO JKe, UTO U
pasbilie. COTPYJHUKU CMUPSTCS C HeM30eXKHOCTbI0 TpeoOpa3oBaHUl, TOMBKO €C/d MOWMYT, UTO
DPYKOBOZICTBO TBEPZI0 HaMepeHO MPOBOJUTb PEUMH)XWHUPWHT, COCPeJOTOUeHO Ha HEM U Pery/sipHO
npoBepsieT XOZ, JieJl.

PacnbiieHue JHep2uu Me.)fCay MHOJXCeCmeom npoeKimoe peuHdCuUHUpuHaa

[Insi peMH>KWHUPWHTa TpeOyeTCs IieieHarpaBlIeHHOCTh W CUJIbHAsl AWCLUIIIMHA, TO €CTh B
KOKIbIM KOHKDETHBIM TIPOMEXYTOK BPEMEeHH YCUIMS T10 PeUH)KUHUPHUHTY [O/DKHBI  OBITh
cocpeioToUYeHbl Ha He0OJIbIIIOM KOo/MuecTBe rpoiieccoB. TpeboBaHus ciesiaTh Cpa3y MHOTOe TIPUBO/ST
K IyTaHWIle, @ He K MOpa/JibHOMY MofbeMy. [lake ec/ii B paiIuKa/JbHOW TepecTpOlKe HY)K/JAlOTCsA U
CEepPBUC, W MCCAe[0BaHUs, W TIPOLIECCHI TPOJaXK, BPSZ M KOMITAHWMHW YAACTCs MpeoOpa3oBaTh WX
OZIHOBPEMEHHO, pPa3Be UTO BO3MOJKHOCTH ee MeHe/[)KMeHTa HeoObualiHO BeMKU. BpeMsi 1 BHUMaHUe
DYKOBOJICTBA OTrpaHUYeHbl, W PEMH>XXUHUPUHT He TIOMYYUT HeoOXOAUMOUN TIO[Jep)KKH, eC/H
MeHe/pKepaM TIPUXO0JUTCS MepecKakUBaThb C IPOeKTa Ha MpPOeKT.

IHonbimku PEeUHMCUHUpUHZd, ko0z20a CEO ocmanoch HeCKO/IbKO /1em 00 neHcuu

Ecmn CEO munyu Haya/lbHUK rmogpasaejieHuA OOJDKEH YﬁTH Ha IMMeHCHUIO 4Yepe3 rog-aBd, OH MOXXeET



BOCIIPUHSTH PeUHXUHUPUHT HeofobpuTebHO, 6e3 sHTy3ua3Ma. [lesio B TOM, UTO MPUHI[ANHABHbIE
U3MeHeHUsT B Owu3Hec-rpoljeccaXx Hen30e)XHO TPUBEAYT K 3HAUUTETBHBIM TIOCTECTBUSAM  [IIsI
CTPYKTYPhl KOMITAaHWY YU MHOTHUX ee CUCTEM YIIpaB/ieHusl. 3aBTpallHeMy TTeHCHOHEPY YacTO He XOUeTCs
HUMETh /IeJI0 C TAaKUMH CJIOKHBIMU BOTIPOCAMH UM Opath Ha cebst 00s13aTe/TbCTBa, KOTOPhle OrpaHAYaT
cBOOO/Ty /IeliCTBUI ero mpeeMHUKa.

B 1o106HBIX CTydasix MOXKeT BO3HUKHYTb ellle offHa TTpob/ieMa-BIusiHie HEMUHYEeMbIX U3MeHeHUH
B BBICIIIMX 3I1IeJIOHAX Ha JPYruX MeHe/pkepoB. KaHauaaThl Ha BHICOKHI TIOCT YaCTO YyBCTBYIOT UTO UX
NeMCTBHUS OTC/IEKMBAIOT U OLEHUBAIOT (3TO 0COOEHHO OTHOCUTCS K MepapXuuecKUM OpraHu3anusm). B
3TOM CJIydae UX MOJKeT OOJbllle MHTepPecoBaTh WHWBHUAYyarnbHas 3(PQPeKTUBHOCTb, a He ydacTHe B
MacIrabHBIX KOJJIEKTUBHBIX YCWIHSX TI0 DPEUHXUHUPUHTY. bojlee TOro, UM He TIOHPABHUTCS
TporpaMma, MEHSIOIAsl 3HAKOMble TIpaBWsia, 1O KOTOPbIM OHHU JOOWIHCH CBOErO TIOJIOKEHUs B
OpraHu3al[id, ¥ OHU OyyT CTPEMUTHCS BCSTUECKH M30erath BO3MOXKHBIX PUCKOB, TIOKa He OTIpe/Ie/TUTCS
TIPeEeMHUK.

HeymeHue omauyumb peuHMCUHUPUH2 0M Opy2UX NPopamm y/ayduleHust

K coxaneHutro, ecTb ofHa mpobsema, OT KOTOPOM CTpajilaloT MHOTHE OpraHu3alluu:
HEeXXM3HeCrocoOHOCTh MpOrpaMM  Uu3MeHeHUMU. Korza HacTaroT TpyJgHble BpeMeHa, TOSIB/SIeTCs
MHOXXECTBO  JIOXKHbIX maHaued. [enoBble CMWM  nepenosHSIOTCS  UAESIMU  YIYUIIEHUN:
yCOBEPILIEHCTBOBAaHME KadyeCTBa, OINTHMM3aliUusl pa3Mepa OpraHu3aliuv, [apTHEPCTBO MeXAY
K/IMeHTaMU U TIOCTaBIIMKaMU, HOBaTOPCTBO U paciiMpeHue mojHoMourii OObIYHO TaKue MpOrpaMMbl
HejosroBeuHbl. Kak cCka3anm HaM WIyTHUK W3 OJHOM KoOpriopanuu: Kaxzaplii Mecsl crapiiee
PYKOBO/ZICTBO TOCeIaeT KaKOW-TO CeMHHAp U MPUHOCUT C HEro HOBYHO pPeIUrvi0. A Mbl 3aracaemcsi
TepreHrueM U XXJeM, TT0Ka 3TO yBjeueHue npoijeT. COTPYJHUKU MOTYT BOCHPUHSITh PEMHXUHUPUHT
KaK ouepe/IHYIO MporpamMmy Mecsiiia. ¥ 3Ta ornacHoOCTh 06si3aTe/lbHO BO3HUKHET, €CJTU ero /le/IerupyroT
OecriomMoIIHOM Tpyrre COTPYAHUKOB. UTOOBI MCK/IOUMTHL 3Ty BO3MOXKHOCThb, MEHEKMEHT J[0/DKeH
BO3/IOKUTh OTBETCTBEHHOCTb 33 pEWH)XWUHUDUHT Ha JIMHEeWHbIX MeHe/pKepoB, a He Ha
aJJMUHUCTPaTUBHbIA TepcoHan. bosiee TOro, ecim KOMMaHUsl Y)Ke TMPOBOAUT KaKykO-TO TMPOrpammy
yiyullleHus1 (HarpuMep, KOMILIEKCHOe yIipaBjeHHWe KayeCTBOM), HY)XHO OdeHb TIATeIbHO
MO3ULIMOHUPOBaTh PEMH)XUHUPUHT T10 OTHOLIEHHUIO K 3TOW MporpamMe. VHaue HauHeTCs MyTaHUL[A, U
MHOTO cun Oy#eT TpaTuTbCs Ha OecCMbIC/IeHHbIe BHYTDEHHUE pacripu IO TIOBOAY TOrO, Kakasi
rporpamma Jiydilie ¥ Ba’KHee.

CocpeaomoueHHocmb Hd cxemax npoyeccoe, d He Hd UuxX eon/iowjeHuu

CyTb peMH)XXUHUDHUHIA He CTOJIbKO B MePeCcTPOMKe, CKOJILKO B peajibHOM BOIUIOIIEHWH HOBBIX
nporjeccoB. Pa3Hulila Mex/y 1mobeuTesiMU ¥ MPOUTPABIIIMMU 3aK/H0UaeTCsi 00bIYHO He B KauecTBe UX
ujer, a B TOM, UTO OHM C HUMH [lefal0T; MPOMTpaBllMe HUKOIZla He TepexXo[sAT OT 3ambIcja K
BOMJIOLIEHUIO.

[ToMBITKM OCYII[eCTBUTh DPEUMH>XXUHUPWUHT, HUKOrO He 00ujeB Jlec pyOsT 1eNKyd JIeTST 3Ta
MOC/IOBUIIA TIOJIHOCTBIO TpPUMEHWMa K pPEeUH)XUHUPUHTY. bBbilo Obl TPUATHO CKas3aTb, uTO
PEMH)XXUHUDPUHT OeCIpOUTrphIllHas TMporpaMma, Tocjie KOTOPOW BCeM CTAHOBUTCS Jiydille; HO 3TO
HerpapJa. PeMH)XMHUDUHI He BCeM MPUHOCUT BbIroqy. OOHU COTPYJHUKM 3auHTEpecOBaHbl B
COXpaHEeHUU CYILeCTBYIOIIMX IMPUEMOB, APyrve MoTepstoT paboTy, TPeTbUX MepecTaHyT yCTPauBaTh UX
00513aHHOCTH TI0C/Ie PeUH)KUHUPHUHTa. [1bITaThCst yroAUThL BceM Ge3HazieXkHOe 3aHsITHe, KOTOPOe JIUIIAT



PEMHXXWHUPHUHI IEHHOCTH, IIPEBPATHUB €I'0 B IIPOIr'pdMMY ITOCTEIIE€HHBIX HBMEHEHHﬁ, HNJ/IK OTCPOYUT €ro
BOILJIOIIEHHKE.

OmcmynﬂeHue 68 Cesi3U C conpomue/ieHuem Compyauw(oe

COHPOTI/IBJ'IEHI/IE N3MEHEHUSIM He [OO/DKHO CTdTb HeOXHWAdHHOCTEIO, 0CO0EeHHO A1 TeX, KTO
BO3IVIdBJ/IA€T DEMHXXWHHUPDHUHI' B KOMITdHHWH. OTO Heun30eKHas peaKliyd Ha 3HA4YHUTE/IbHbIE M3MEHEHUS,
TdK UTO CjieayeT OKuJadTh €€ U HE OTCTYIIAThb.

MeI C/ibIIaav OT HEKOTOPLIX MEHEIPKEPOB, UTO DEMH)XMHHUPHUHI' B UX KOMIIdHUAX ITPOBAJIUJICA,
IMIOTOMY UTO JItOAW COIIDOTUBJ/IAJINCE WM3MEHEHUSAM. OJTO BCe pPaBHO, UTO CKd3dTb, 4UTO BTOpOI‘/JI 3dKOH
HbroTOHA OCHOBHas IIpU4YrHAa AOPOXHbIX HpOI/ICI_UECTBI/II‘/JI. ABapI/II/I BbI3EIBA€T He€ 3dKOH HI)IOTOHa, d
HEBHHMMdHHE K HEMY. NcTtnHHas IIpUYHHA IIpOBd/la PEMH)XXMHHUPWHI'A B TOM, UTO MEHEIXKMEHTY He
yaaeTcd I1peaBruaeThb Hen30eXxHoe COIIpOTHUBJIEHHE U THIATE/IbHO ITOATOTOBUTLCA K HEMY.

3amszueaHue pa6omb1 no peuHM CUHUPpUHZY

PeyH)XUHUDPUHT 3TO CTPeCC [ BCeX B KOMIIAHWHU, U UeM JI0fibilie OH TPOAJIUTCS, TeM OoJbliie
Heyno0cTBa MPUUKHUT. [10 OMBITY MBI 3HaeM, UTO KOMITAHUU JI0JKHO XBaTUTh T0/ja, UTOOBI TeperTH oT
000CHOBaHUs /IeHiCTBUN K TEePBOMY TPAKTUUECKOMY BOTUIOIIEHUIO TMepecTpOeHHOro mpoiiecca. Eciu
3TO 3aiiMeT OoJibllle BpeMeHHU, JIFOM HauHYT TIPOSIBISTH HeTeprieHWe W pelliaT, UTO PeMHXUHUPUHT
ouepe/iHasi Iporpamma-(asbIlIMBKa, U BCe YCUJIUS TIPOTIAZYT BITYCTYIO.

HecoMHeHHO, K TIpOBajly peMHXUHUPUHTA BeZleT ropas/io 0obilie myTeid, YeM Mbl MepeurcInIm.
OpHako y Bcex JIOBYIEK, C KOTOPbIMH Mbl CTa/IKUBa/JMChb, €CThb 0OIasi yepra: poJib CTapliero
MeHepkMeHTa. Kakoli Obl HU ObUla HermocpeJCTBeHHasi MPUUYMHA TpPOBajia PeUMH>XXUHUPUHTA, ero
WCTOYHUK Hen30e>KHO HAXOAUTCS B HEJOCTAaTOUHOM MMOHWMAaHUM CTaplMX MeHe)KepoB WK cjiaboM
nuzepcTBe. PeMH>)XUHUPWHT BCer/ia POXKZaeTcsi B KabrMHeTax PyKOBOZCTBA, HO UaCTO TaM Ke U yMUpaeT.

Ho, HecMOTps Ha BO3MOXHOCTU TMpOBajsa, HaC ToAbaJpuBaeT MHOXKECTBO YCIIEXOB
pernH>KUHUpHHTra. OpraHu3aluu, KOTOpbIe TIOAXOAAT K PeMHXUHUPUHTY C TIOHUMaHueM, PeIllMMOCTbIO
U CUIbHBIMU JIMJEpaMM U3 UWC/Ia PYKOBOAWUTeNed, 00OCmMuU2HymB HeM ycriexa. YCIellHbI|
PEUH)KUHUPUHT OKYIAeTCsl CTOpULleM W i KOMIIaHUU, U [Jii ee MeHeKepoB, U [/isl PsJO0BbIX
COTPYAHUKOB. XBaTUT K0yiebaThCs, ropa /ieliCTBOBATh!




IIIUJIOT

XoTsi aMepuKaHCKHe KOMITaHWW Celdvac Tepe>XUBAKOT TPYJHbIM MEpUo/, UM [OKa He TPO3UT
BbIMMpaHue. [IprBe/leHHble HaMU TIPUMeEpHI [JOKa3bIBalOT, UTO OHU CITOCOOHBI HM3MEHATHCS, UTOOBI
KOHKYPUPOBaTh B pa3BUBAIOIIENCSI MUPOBOM 3KOHOMHUKe. CTano sSCHO, UTO 3aBU/HAsl pemnyTalus,
XOpolmMi (MHAHCOBBLIM KOHTPOJb W OTCYTCTBHE [IO/ITOB y)Ke He TapaHTUDPYIOT ycrexa: JJis 3TOro
TPeOyIOTCSI CHU/IbHBIE JIUJEPbI-PYKOBOJUTEH, COCPeJOTOYEHHOCTh Ha IOTPeOHOCTSIX K/IMEHTOB,
TpaBU/IbHAS CXeMa MpoLecca U ero rpaMoTHOe BOTLIONIeHWe. PeMH)XWUHUPUHT OfIMH U3 UHCTPYMEHTOB,
KOTOPBIMU JIOJKHBI YMeTh PACIIOPsDKAThCS YCIelHbIe KOMITaHUH.

3a mocaefHue AecSTh jeT ObUIO Mpe/jio)KeHO MHOXKeCTBO UY/I0fleliCTBeHHbIX CPe/ICTB OT He/lyroB
amepUKaHCKoro 6usHeca. Ho 60/bIIIMHCTBO U3 HUX He OKa3a/v Ha MaljeHTa 3aMeTHOT0 BO3/[eHCTBUSI.

PeH)KUHUPUHT He o0ellaeT BOJIIIEOHBIX TpeBpallleHUi MTPOCThIX, OBICTPLIX U 0Oe3060/1e3HEeHHBIX.
HaobopoT, OH TipeAro/iaraeT C/AOKHYIO HarpspkeHHYI0 paboTy. PykoBoguTend W COTPYAHUKU
KOMITaHUM JI0/DKHBI TIOMEHSTH CBOE MbIIUVIEHHe W MeToAbl PaboThbl, a KOMIIAaHUM 3aMEHUTh CTaphble
MpUeMbl COBEPIIEHHO HOBBIMU. OJTOTO0 HENpOCTO [JOCTHYb, M MOTUBALlMOHHBIX JIEKLUM WU
B/IOXHOBJIAIOIMX TIJTaKaTOB TYT HEAOCTaTOYHO. XOTS Mbl CTOJIbKO Halucald O PEUHXUHUDHHTE,
MHOTO€e B 3TOM TeMe ellle He pacKpbITO. DTO 0OHapy)XaT UMdTaTe/ M, KOTOphIe MOIbITAalOTCS TTPOBECTH
PEMH)XXMHUDUHI B CBOMX OpraHusaiuu. Harpvmep, Mbl OueHb Maj0 HanucCaJd O TOM, Kak
OCYLIEeCTB/ISAITh PEUHXMHUPUHI Ha TMpakTuKe. MeTo[osorus TpOBeleHUsT W3MEHEeHUM, CXeMa U
MPOJIO/DKUTENTBHOCTh BHEJIDEHUS MepeCTPOEHHbIX MPOLIeCCOB, TaKTHUKA PEIeHUs] PaCpOCTPaHEeHHbIX
1pobsieM BO3HMKAIOIMX TPU OCYILECTBJIEHUM PEeWHKUHUPUHTA BCe 3TU BOMPOCHI HEBO3MOXKHO
pacCMOTpPETh B OJIHOU KHUTE.

Octamuick 6e3 ybeauTenbHBIX OTBETOB U JIPYTMie Ba)KHbIE BOIIPOCHI, HAllpUMep: KaK COKpallleHHe
YPOBHEM KOPMOPAaTUBHOW HepapXvuy IIOB/JUSIET HAa MEHEKEPOB W PYKOBOAUTE/EU MPUBBIKIIMX
oripeZiesisiTh COOCTBEHHYIO 1[eHHOCTh 110 CBOEMY IMOJIOXKEHHUI0 B OpraHu3al[un?

Ho HepelleHHbIe BOMPOCHI PEMH)XMHUPHHTA HE TIPeAJIOr Jii TOro, uTOObI OTK/Ia/[bIBaTh
HeoOxomMble felicTBusi. Bce OosbIlle KOMITAaHMI BBIBOAMT CBOM KJ/IIOUEBBIE TPOI[eCCHI Ha Ooree
BLICOKMIT ypoBeHb 3(PGhEeKTUBHOCTH, W PEUMH)XXUHUPHUHI CTAaHOBUT CSI HeOOXOJWMBIM YCIOBHEM
KOHKYPEHTOCITIOCOOHOCTU Jpyrux ¢bUpM B TOM >Ke oTpaciu. Jlake ecM TOJIKO OJWH K/IFOUeBOM
YUaCTHUK pbIHKA MPOBeJET PEeMH)XUHUPUHT, OH CO3JaCT HOBBIM 3Ta/lOH, KOTOPOMY JOJDKHBI OymyT
COOTBETCTBOBATh BCE OCTa/IbHbIE UTPOKH.

PeMH>XMHUPUHT MOKa UYTO HOBOE JIe/I0, U BCE Mbl, €r0 y4aCTHUKH, TepBONpoxoAlbl. Ha cmeny
MUDY, BO3HHUKIIIEMY B pe3yabrare TIPOMBLIIVIEHHON pPEBOJIIOLMK, TIPUXOAUT 3pa I100anbHOM
9KOHOMUKH, MOIIHBbIX HWHGOPMALIMOHHBIX TEeXHOJOTHU U HelpepbiBHbIX U3MeHeHUH. Bce, uro
TpebyeTcs, BO/S K YCIIeXy U MY>KeCTBO, UTOOBI C/ie/IaTh MePBbIi I11ar.



YacTo 3a/iaBaeMbie BOMPOCHI

[Tonb3ysich BO3MOXKHOCTBIO I00aBUTH T/IaBY K HOBOMY U3AaHUI0 KHUTU, Mbl XOTeMu Obl C/ie/aTh
[IBE BeIl.

Bo-repBbIx, Mo[poOHee W3/I0)KUTh HEKOTOPbie MOMEHTHI M3 TIePBOT0 M3/IaHUs], BbI3BaBIIIie MHOTO
BOIPOCOB y unTareseii. B 3Toii rnaBe Mbl OTBeTHM Ha HUX.

Bo-BTOpbIX, 00HOBUTHL KHUTY, I00aBUB TO, UTO MBI y3Ha/IM TI0C/Ie ee Bbixofa. [Io3TomMy 37eCh Mbl
OTBETHM Ha HEKOTODbIe YacTO 3a/laBaeMble BOTIPOCHL. Ecnu MHOTHe pelmiu 3aZiaTh BOTIPOC, 3HAUWT,
eirle Oo/blliee YKUC/I0 YMTaTesel 3auHTepecyeTcss 0OTBeTOM. Kpome TOro, Mbl OTBETUM U Ha HEKOTODbIE
pe/IKuie BOIIPOCKI, KOTOPbIe TeM He MeHee CTaHYT Ba’KHbIM /100aB/ieHreM K 3TOU KHUTe.

Camblii uyacTO 3aJjaBaeMblii BOIPOC KacaeTcsi yTBepxkJeHusi, 4to okojao 5070% TMOmbITOK
DEUH)KUHUDWHTa He TIPUHOCAT OXKUJAeMbIX KapJWHaJbHbIX YlydilleHW. MHOTUM KaKeTcCs, uTO
OpaThCs 3a MPOTrpamMMy C TaKOM BBICOKOW BEPOSITHOCThIO HEyauu BeCbhMa HEOCMOTPUTEJIBHO.

Ha camom piesie 3Ta Lrdpa OTHOCUTCS K TIPOIIVIOMY, a He TpejcKa3biBaeT Oyayiiee. Mbl roBOpUM,
yro 6onee 50% ycunuii Mo PeMH>KUHUPUHTY homepneau Heyaady, a He 00s3aTe/lbHO nomepnsim ee.
[IporpaMmbl peMH)XWHUPWHTA He YJAlOTCsA M3-3a PAaCpOCTPAHEHHbIX OIMMOOK, KOTOPBIX, OHAKO,
MO>KHO U30€eKaTh; Mbl TePeUUCTUIN U OOBSICHUIN 3TU OIMOKYU B rMaBe 13 Ycmex peMH>XUHUPUHTA.
[TpefoTBpaTB UX (UTO BIIOJIHE BO3MOJKHO), BbI TOJydaeTe XOpOIlMe IIaHChl. KommaHus ¢ TpaMOTHO
CTIJIAHUPOBAHHOW U BBITIOJIHEHHOM TIPOrpaMMOM PeMH)XXUHUPUHTA TIOYTH BCeTZla [OCTUTHET ycriexa.
Kpome Toro Heyzaua He O3HavaeT, UTO PeUH)KUHUPHWHT TIpeKpallaeTcsi HaBceraa: 00bIuHO OH OyKCyerT,
a 3aTeM HauMHaeTCsl CHOBAa KOTZAa KOMIIaHUs TepeopUueHTUPYeTCsl U CHoBa cobepeTcsi C CU/IaMH.
PeMH)XUHUDUHT He MOXXeT TIPeKpaTUTbCs, TaK KaK KOMIIAHWSI WCIIbIThIBAET B HEM HACTOSITEbHYHO
notpe6bHOCTb. M Kak MbI y)Ke TOBODW/IM, OH TIOXOXK He Ha PY/IeTKY, a Ha IlaXmarhl rje rnobexxjaeT
xopoimii urpok. [lepeunTaiite rnaBy 13. M36exxaB 3TUX O1MOOK, Bbl TOUTH TapaHTUPYyeTe yCIiex.

Pazee peuHdICUHUpUH2 He oyepeOHOe MOOHOe meyeHue 8 MeHeOdCMeHme, Komopoe HeHaoo0/120
3aenadesaem 8ceobWUM BHUMAHUEM HO NOUMU He 0Ka3bleaem 00/420CPOYHO20 8ausiHusi? Ecau Hem, mo
nouemy?

Het. Cniacu60 3a mose3Hbii Boripoc. HauHem c ompejienienusi. B Hauasie CBOero CyileCTBOBaHUS
MHOTHe 13 TaK Ha3bIBa€MbIX MOJHBIX TEUeHHUI B MeHe/PKMeHTe ObUTH XOPOIIIMMU H/IesIMH, HO 3aTeéM UX
WA CWILIKOM aKTUBHO HaBS3bIBa/Id, UM HETPAaBU/ILHO NMPUMEHS/IU. BCIOMHUM KPY)XKKM KadecTBa U
yIipaB/ieHre MeTO/IOM BCeCTOPOHHET0 pacCMOTpeHust U o0cyxieHus. Pa3Be 3T0 6bUIM IPOCTO MOJHbIE
TeueHUsA? Het, 3T0 ObIM 3/IpaBble WjleH, KOTOPbIE TIJIOXO0 MOHSUIA U TMEeperpy3suid HepeajuCTUUHbIMH
OXXuJaHusiMu. BHe KOMIUIEKCHOro ympaBiaeHusi KauecTBOM (TQM) KpyKKM KaueCTBa ITycTasi Tpara
BpeMeHU. Eciu Bbl pacCuMThIBaeTe, YTO YIpaB/ieHWe MeTOAOM BCECTOPOHHEr0 pacCMOTpPEHUs U
oOCy)KZIeHHsI CHU3UT HakKJaJiHble W3JepPXKKU, BaC >KAeT pa3ouapoBaHue. B MeHemKMeHTe HeT
BOJIIIEOHBIX CPEZICTB, HO Y MeHe[)KePOB eCTh I1/I0Xasi TPUBbIUKA BEPUTh 00€I[aHUsIM COTBOPHTD UY/IO.

PeMH)XUHUDUHT HeJb3sl Ha3BaTh MNPEXOASIMM MOAHBIM TeueHUWeM IO JByM IpuuvHaMm. Bo-
TIepPBBIX, 3TO He BOJIIIeOHOe CPe/ICTBO, a HAPSDKeHHBIA TPyA. PeMH)KMHUPUHT He mpejjiaraeT OfHOIO
MeTo/ia pellieHUs BceX Mpo0yieM 3TO KOMILJIEKC YCUJTUH, [T KOTOPBIX HY)XKHO TI€PEOCMBIC/TUTD KaXKbIH
acrieKT paboTbl KOMIaHWHW. [lepBoM rpymme oOpraHu3alvi, KOTOpble TIPUHSUIA TIOHSTHE
PeMH)XWHUPHHTA, TTOHAI00UTCS Ha TI0JIHOE eTro BOTJIOIIEHNEe OKOJIO JIeCSITH JIeT; B 9TOM aBaHTap/e UayT
KOMITaHWM, O KOTOPBIX MbI Halmucaau. Mojia He MOXKeT IJTAThCS [IeCITUIETUSIMMU.

Bo-BTOpBIX, peUH>KMHUPUHT 3ddexTrBer. [Ipu HajexxaileM TpUMeHeHWH OH obecrieuriBaet
obelrlaHHbIE pe3ybTaThl. KOMIIaHUM 10 BCEMY MHUPY Y)Ke AOCTUTaloT OecriperjeZIeHTHBIX YIyullleHUun
rokasaresiei 3(QeKTUBHOCTH, C/ie/lys MPUHIUIIAM PeUMH)XXUHUPUHTA.




B uem pasHuya mexcoy peuH#CUHUPUH2OM U KOMNIEKCHbIM ynpasaeHuem kauecmeom (TQM)?

PeVvH)XUHUDUHT Y KOMIIJIEKCHOe yIpaBJeHue KaueCTBOM He W/J€HTHUUHBI U He TIPOTUBOIIO/IOKHBI,
a B3aMMHO [IOTIOJIHSIFOT APYr Apyra. XoTsi oHU o0a COCpe/loTOUMBAIOTCS Ha KJ/IMEHTax W Tpoljeccax,
MeXZy HUMU €eCTh U BaXkKHbIe pa3/uuMsi: PeWH)XUHUPUHT Osarofapsi pajiiKaJbHbIM H3MeHEeHUsM
ToMoraeT KOMIaHuu ObICTPO 1006UTLCS HY>KHOTO nosoxeHus; TQM BeieT ee B TOM ke HarlpaBleHUH,
HO Me/jl/leHHee, [IeliCTBYSl METOAOM MOCTeNeHHbIX KOPPEKTUPOBOK. Y KaXK[Oro W3 HUX CBOsI cdepa
npuMeHeHusi: TQM cyieflyeT MCIOMb30BaTh AJis MOAAepXKaHHsI HY)KHOTO COCTOSIHUSI TIPOLIECCOB MEXy
UX TTepUOIMUeCKUMU CMeHaMU, a PEMH)XUHUPHUHT J1J151 X TTepeCTPOUKHU.

Kpome Toro, riocsie BHegpenuss TQM B KyIbTypy KOMIaHUU ero paboTa MOXKeT MpoJo/pKaThes 6e3
3HAUMTEebHOTO TOBCEJHEBHOIO BHUMAaHUSI MeHe/PKMEeHTa. A peMH>XMHUPUHT UHTEHCHMBHOE YyCUJINe,
KOTOpOe HaripaB/ieHO CBepXy BHHW3, UMeeT 1ie/lbl0 JOCTHKeHUe orpejiesieHHOro Oyayiero obpasa
KOMIIaHUU U TpebyeT MOCTOSIHHOTO YUacCTHs U TIO/IZIepXKKU CO CTOPOHBI CTapiliero MeHe[XKMeHTa.

Bauwe noHuUmMaHue peuHMCUHUpUHaa U3MeHU/10Ch CO 8peMeHU NUCAHUs1 KHu2u ?

Ha. BnHauase MblI oOrpefile/TUIM PEeUHXXUHUPUHT Kak TPUHI[MIMAIbLHOE T[1epeoCMbIC/ieHue U
paIMKaIbHYI0 TepecTPOMKY OH3HeC-TIPolleCcCOB il JOCTWDKEHUs KapJWHAJbHBIX  YIYUIlleHUH
KPUTHUUECKUX COBpEMEHHbBIX MoKa3aresei 3(p(heKTUBHOCTU U CKa3a/u, UTO B 3TOM OIlpeJie/IeHUU eCThb
yeThIpe K/IFOUEeBbIX C/I0Ba: MPUHI[AMNMA/IbHBIN, PaiMKa/IbHbIA, KapAUHAIbHbIN U Mpoljecchl. CHauana Mbl
JyMa/id, 4YTO CaMOe Ba)KHOe pajiuKajbHbii. HO Temeph Mbl [lyMaeM, UTO Ba)kHee BCEro MOCTHUYb
KOHLIEML[MIO MPOL[eCCOB.

OTO0 CMellleHHe aKI[eHTOB MPOM30III0 TIOTOMY, UTO B PEWH)KUHUPUHTe ecTb HeuTo Oosee
TIPUHIMTTHABLHOe, UeM TPOCTOe M3MeHeHHe CcrocoboB paboThl, a MMEHHO CZieJlaTb CBOM TTPOL[eCCHI
cepaueM opraHu3anuu. CyTh HaIllero ToAxola B TOM UTOOBI YIPaBISTh KOMIIAHUSIMH BOKPYI WX
nipoiieccoB. ViHor/ja oHM TpeOyroT paZiiKa/ibHOM TTepeCcTPOMKY, MHOT/Ia HeT.

DTO He 03HAYaeT, UTO MbI IMOJTHOCTbIO MTOMEHS/TA CBOI TOUKY 3PEHUSI; Mbl TO/IbKO YTOUHWU/IA CBOE
TIOHWMaHWe TOr0, UTO Ba)KHee BCero B peMH>XMHUPUHTE.

Omo 8bl U306peau peuHMHCUHUPUHR ?

BoBce HeT. MbI B syuilieM cjiyuyae OOHapyXW/IM €ro a 3TO CoBepilleHHO Jpyroe. Kommanuu
TPOBOJIWIA PEMH)XXUHUPUHT €llle [I0 TOT0, KaK MbI 3aHSJIUCh 3TUM BOIIPOCOM, HO [leJlajid 3TO Hayraj, He
TOHUMasl T0-HaCTOAIIEMY ero CyTU. Mbl CTPEMUIMCH ONpeAenUTh, MPOSICHUTh U CUCTEMaTHU3MpPOBaTh
PEMH)XUHUPHHT UTOOBI KOMITAaHWH 0oJjiee TIPOAyMaHHO TOAXOAWIN K 3TOMY Tiporieccy. ToUHO Tak e
[utepa /[Ipykepa OAHaXKAbl CIIPOCWIW, OH /U U300pe/l MeHePKMEHT (XOTs OuYeBU/HO, UTO
MeHe/PKMEeHTOM 3aHHMMaJIUCh U paHbIlle B TeueHWe MHOTHX JieT). JIpykep oTBeTW/I, uTo Gjarogapsi ero
KHure IlpakTka MeHepKMeHTa JIF[IW CMOIJIA HAyYMThCSl YIIPaB/ATh, a 0 3TOr0, CylAs MO BCEMY, Ha
9TO ObUTM CIOCOOHBI JHIL HeMHOrHe reHuu. JIpykep Ao0aBui: A s TpeBpaTW/ MeHEePKMEHT B
HAyYHYIO JUCUUTIMHY EC/M Bbl He MOXXeTe 4ero-To MOBTOPUTh M3-3a HE[IOHMMAaHUS, TO OHO ellle He
1300peTeH0 OKOHYATe/IbHO, a TOJIBKO JIe/laeTCsl.

Kakue munbl KomMnaHuti npogo0sim peuHXCUHUpuUHe, a Kakue Hem?

KomriaHuu, akTHBHO 3aHUMAIOLMeCs PeWHXWHUDUHTOM, pacripefiefieHbl [0  pa3/uyHbIM
oTpac/isiM HepaBHOMEPHO, U 0000ieHus fenath TpyAaHO. Ho Koe-rjje yxe MOXKHO OIpefie/IuTh TPU
[IMPOKWe KaTeropuu; KOMIaHWHW, KOTOpble OTHOCUTEeNbHO [ajieKo TIPOABUHYIMCH B MpoIiecce
DPEUH)KUHUPWHTa; KOMIAaHWHM, KOTOpble TOJbKO HAUMHAIOT; KOMIIAHWHW, KOTOpbIe ellle He MOryT
PeLMThCS.

BepositHo, 6osee Bcero pacrlpoCTpaHEH PEUMHXXUHUPUHT B CTPaxOBbIX KOMMaHUsiX. B



MpOTPeCCUBHOM  TpyIme Takke MHOro (upM, 3aHUMAKNMXCS TeleKOMMYHUKALMSIMU U
971eKTpOCHabkeHreM. He/laBHO peMH)KMHUPUHTOM 3aHS/IMCh U B JIPYTMX OTPAC/ISIX XUMHUUYECKOMH,
97IeKTPOHHOM, KOMITBIOTEPHOM, (hapMalleBTMUeCKOM U B TIPOM3BOZICTBE TTOTPeOHTeTbCKUX TOBAapoB. Bee
eIrle OTCTAIOT PO3HUYHbBIE C€TH, OAHKU U MPAaBUTE/IbCTBEHHBIE YUPEXKIeHMUS.

[ToueMy cTpaxoBble KOMITAaHWK HACTOJIKO Omepeausid 0aHKW B PeUH)KUHUPHUHTE, Belb U Te U
Apyryie paboTaroT B OTpaciv (MHAHCOB? DTO MOXXET ObITh CJIe/[CTBHEM MPOTHUBOIOIOXKHBIX CTUJIEN
nmuziepcTBa. PykoBoguTensiMu 0aHKOB 4YacTO CTAaHOBATCS ObIBIIMe KpeAWTHBbIE WHCIIEKTOPhI WM
Tpeuiepbl UHBIMU CJIOBaMH, Te, KTO MPUBBLIK 3aK/0UaTh C/le/iKy. V3 ombiTa OHM 3HAKT, YTO yCHex
TIPUXOWT, KOTZAA TIpaBUJILHO BBIOpPAHHBIM UeJ0BeK C MpaBWIbHOW HWHGpopMalueld TpUHUMAaeT
NpaBWIbHOe pellieHre. VIM HeCKO/IbKO uyXK7a ujes Tipollecca KakK OCHOBaHWsi pabotbl. C fpyroii
CTOPDOHBI, B CTPaxXOBOM OTpacC/Jy IOYTHM BCE BBICOKOIMOCTAB/IE€HHbIE PYKOBOAUTENU WUMEIOT OIIbIT
OCHOBHOU [IeIT€TbHOCTH, W T[03TOMY WM T[pUBbIUHEe HJes Tpolecca W CTpeM/eHhe K
COBepIIIEHCTBOBAaHUIO PabOTHI.

TpumeHuM AU peuHMCUHUPUH2 K Npasumenbcmay u opy2um 20Cy0apCmeeHHbIM YUpetcOeHUsIM ?

HecomHeHHO, fa. Kak Mbl CKa3aiu B Hauajae KHUTU, CYyTb PeUMHXMHUPUHIA B TTePeOCMBbIC/IEHUN
opraHu3aiuu pabotsl. [103TOMy OH MPUMEHUM K JIF0OBIM TIPeANPUATHSAM U YUPeXKAEHUSIM.

Jlerom 1993 roga mof, mipefBoauTe/ibcTBOM Bulie-TipesuieHTa CIIIA Dsa 'opa Obla mpoBe/ieHa
Ouenka HauuoHanbHOW TpousBoguTenbHOCTU (The National Performance Review) uTto mpuBeno k
uHuuaruBe [Ipeobpa3oBanue npaBuTenbcTBa (ReGo Reinventing the Government), KoTopasi IIMPOKO
UCT0JIb3yeT C(HOPMYTUPOBaHHBIE B 3TOW KHUre MPUHLIUMBI peMHXUHUPUHTA. OJHAaKO B MOJ0OHBIX
C/ly4yasix BO3HUKAIT 0CO0bIe TPO06/IeMBI.

OpHa 13 HUX CJI0)KHOCTb u3MepeHus 3pdekTuBHOCTU. OpraHu3aliii U3 YaCTHOTO CEKTOpa MOTYT
OLIEHWBATh CBOW YCreX MCXOAs U3 pa3Mmepa TpUObUIM, KOTOpas CBsi3aHa C PSAJOM pa3TUYHbIX
TiepeMeHHbIX U KOTOPYIHO MOXKHO TOBBICUTb, HallpUMep, MyTeM CHIKEHHUS U3Jep)KeK WIW YIydlleHUs
KayecTBa U cepBuca. PUHAHCOBBIE pe3yIbTaThl MPOCTOMN Crocob y3HaTh, yIydlliaeTCss KOMITaHUS WA
HeT. Ho y G0/BbIIIMHCTBA TOCYJapCTBEHHBIX YUPeXXIEHUM eCTh TOBKO YTBep)KJaeMblii CBepXy OH/KeT,
MI03TOMY TPYZHO OLIeHUTb COOTHOLLIEHVE MeXY Y/IyUllleHueM YCJIyT ¥ CHUJKEeHHUEM U3ZeprKek.

TeM He MeHee, HEKOTOpbIe TOCYAAPCTBEHHbIE yUpeXKIeHUs UAYT B aBaHrap/e peuHXWUHUPHHIa
Harpuvmep, HaJIOrOBble OpPraHbl U yIpaB/eHHe 10 JjejlaM BeTepaHoB. IlepBble MOT'yT UeTKO U3MeEPUTh
W3/IeP’)KKM Ha OCHOBHYIO JesITeJIbHOCTh T0 CPaBHEHHI0 C CyMMOW COOpaHHBIX Ha/lOrOB, a BTOPbIM
MOXXeT CKOpPO TIOHAa/J0OMThCS KOHKYpMDOBaTh B YaCTHOM CEKTOpe C JAPYIrMMM TOCTaBIIMKaMU
MeIULIMHCKUX YCIIYT.

BTopasi TpyAHOCTh COCTOUT B TOM, UTO TOpa3Zi0 MpOIlle pa3pylmTh Oapbepbl MeXAy OT/AenamMu
BHYTPU KOpIIOpal[iy, YeM MeKJy MpaBUTeIbCTBEHHbIMU yupexxJeHussMu. B yacTHocTH, (enepanbHoe
MpaBUTEbCTBO He e[iUHasi OpraHu3alys, a CKopee CeThb OpraHu3alyi. PeMH)XXUHUPHUHT Jjierdye BCEero
MPOBOJUThL Ha YpPOBHe yupexzaeHus (HaripuMmep, B HajoroBom yripaB/ieHMM WM YIIpaB/ieHUU
COLIMA/ILHOTO CTpaxoBaHHWsl), HO paboTa MpaBUTeNbCTBA 4YacTO TpeOyeT BOB/IeueHUsT HECKOTbKUX
opranu3aiiuii. Harpumep, stoasMm, npuesxaroium B CIIIA wu3-3a TpaHUI[bl, MOXKeT TTOHAA00UTHCS
CTOSATb B TPeX OT/eJIbHBIX Ouepe/isix: B CIy)KOy UMMUTpal[iy, TaMOXXeHHYI0 cyx0y U B ouepe/iy Ha
JIOTIOJIHUTE/IbHYIO TIPOBEPKY, YUPeXXJeHHYH0O MUHUCTEPCTBOM CeJibCKoro xo3sictBa CHIA. Tlpuesxemy
TIPUXOAUTCS CTPA/laTh, TaK KaK pa3rpaHUuUeHre MOJTHOMOUMN 3TUX OpraHU3al[iii co3/laeT U30bITOUHbIe
niponecchl. M fa)ke ec/iv ofHa opraHu3alys NpoBeeT UZealbHbIi PeMHXUHUPUHT CBOUX IPOLIeCCOB,
eMy BCe paBHO MPUZETCS CTOATh B TPeX OUepesisiX, XOTsS OJHa U3 HUX U COKPaTUTCS.

[TpaBUTENLCTBEHHBIE YUPEXXIEHUs] TaK CUJIbHO OTCTAlOT ellle U MOTOMY, UTO OOJILIIMHCTBO MX
DYKOBOAUTe/ell TIOUTM He UMeeT OIblTa B peajbHOM Ou3Hece: OHU I7IaBHbIM 0Opa3om
CIIeLiMaIM3upyIOTCsl  Ha  TOMUTHKe.  PeMH)XXMHUDUHI, CYTb  KOTOPOTO  3aKJ/II0UaeTcs B



COBEPILIEHCTBOBAHUH XO3SIMCTBEHHOW U a,Z[MHHHCTpaTHBHOﬁ AedaTeJIbHOCTHU, UM HE3HdKOM U TpE6y€T
CJTUILIKOM OOJIBIIIOTrO HalIps>XKeHHA CHJI.

PeuHcuHUpuH20M O0XHCHBI 3AHUMAMbCSl MOALKO 60/1bLUE KOMNAHUU ?

Het. Tlocne mepBOro wu3jaHWs KHUTW HallM B3IVISiABI B 3TOW 00/IaCTH TOXKe HECKOJIBKO
W3MeHUIUCh. [lepBblii OMBIT peMHXMHUDUHTA ObLT TMOJyueH B KPYIHbIX MHOTOMU/ITMAPJHBIX
KOpIIOpalysiX, HO Terephb HaM SICHO, YTO B OCHOBHOM PeWHXMHUPUHT TaM MPOUCXoAu/ B bosiee MeTKUX
OpraHu3al[MOHHBIX eAUHUIAX, HarpuMmep TofApa3jeneHusx. Mol HabmOgaMM 3a  yCHelHbIM
OCYIIIeCTB/IEHUEM DEeUH)KUHUPWHTa B JIOBOJILHO HeOO/BbIIMX KOMIAHUSAX WU yOeAuIuch, 4to mrobas
OpraHu3alusi, Ybl COTPYJIHUKH He MOMEIIAITCS 3a OJHUM CTOJIOM, UMEeT AO0CTaTOYHbIA pa3Mmep [t
TIPOBe/IeHUs] PeMH)KUHUPUHTA, TIOTOMY UTO B Hell MOSIB/ISIFOTCS TIPO6JieMbl, KOTOphIe OH peltiaeT. Bce nu
COTPYJHUKU B OpraHU3alluM 3HAIOT Apyr Apyra? MoxKeT /M KaXKIblii BBITOJHATH pPaboTy Jit0O0ro
npyroro? Eciu HeT, TO B OpraHu3aliiy TPUCYTCTBYOT 000C00/IEHHOCTh U (PparMeHTalusi, KOTOpbIe
TIpU3BaH YHUUTOKaTb PEMHKUHUPUHT.

CnuilkoM yacTo HeOosibllie KOMIIAaHWW BBIVIAAST W pabOTalOT KakK KpPYMHbIE: OHU yKe
BbIpabOTaM TpaZUIIMOHHbIE MeTO/bl PabOThI, a WX MPOLIeCChl TakK >Ke Oe3Hazie)KHO hparMeHTHPOBAaHBI,
KaK y UX KpPYIMHbIX cobparbeB. OHM, HECOMHEHHO, HY)K/IAalOTCS B PEMH)XXUHUPUHTE, TeM Oojiee UTO UX
KpPYIHble KOHKYPEHThI y)Ke 3aHMMAIOTCS 3TUM U TMOBBILIAKOT CTaHAapThl 3(QdeKTUBHOCTU. Marble
pa3Mepbl 3TO y)Ke He rapaHTHs THOKOCTH.

Haxe ecyu HeOOBILON KOMITAHUYM He HY>KHO TIPOBOJIUTH PEMHXUHUPUHT CPOUHO, TOHKMAaHUe ero
TIPUHITUTIOB U TIPOLeZlyp BCe PABHO MpHHeCeT eil OO0JIBbIIYI0 Mo/b3y. Bo-TiepBbiX, 3TO MOXKET TOBBICUTh
ee ypoBeHb KaK MOCTaBIIMKA, KJMEHTa WU MapTHepa KPYIHbIX KOPHOpaLui, KOTOpbIe y)Ke MpOBeIu
PEVH)XUHUPHUHI: BeJlb 3Ta JesTe/bHOCTh el 3HakoMma. BO-BTODbIX, OHa MOXXET HCMO0JIb30BaTb 3TOT
OTIbIT, YTOOBI He MOTPS3HYTh B OI0POKpaTHU. bosie3Hb fierue npeayrnpeauTh, UeM JIeUnTh.

[IpUHLMIIBI PEMH)XUHUPHUHIA MOYKHO TPUMEHSATb JaKe K HOBbIM KOMIIaHWSIM. XOTSI Ha3BaHHUe
PEVH)>XMHUPHUHT B JaHHOM CJ/Tyuyae He BIOJIHE TOJXOAUT (Tak Kak elle HeT MPOoLieCCoB, KOTOPbIE HY)KHO
repe/ie/biBaTh), K HOBbIM (hipMaM MTPUMEHUMBI Te >Ke MPUHLIUIBI OpraHru3aliuu paboThl, UTO U K JaBHO
CyLIECTByIOIIMM. Xopoumii rpumMmep Astra-Merck, HOBoe COBMeCTHOe MpeJIpUsITHE [IBYX KPYITHBIX
dapmalieBTUUeCKMX KOMIIaHUWM, KOTOpOe C CaMOro Hauaja ObLI0 OpraHW30BaHO Ha TMPUHIUIIAX,
W3J/I0)KEHHBIX B 3TOM KHUTE.

PeuHdcuHUpuH2 3mo ucKIuumeabHO AMepuUKaHcKoe sisneHue ?

Het. XoTs B aBaHrap/ie peMH)XWHUPUHTA UYyT UMEHHO aMepUKaHCKHe KOMIaHWHU, OH ObICTPO
pacrpocTpaHu/ICcs Mo BceMy MHUpYy. OTa KHuUra craia Oecrceriepom ot Kopeu go bpasunmuu. Ee
KOHLIEMLIUSI COOTBETCTBYeT TaKWM KaueCTBaM aMepUKaHLeB, KaK CKJIOHHOCTb K HOBaTOPCTBY,
M3MeHeHUsIM U opueHTalusi Ha Oyayiiee, a He Ha mipolwioe. Ho kHura Haiiwia 6/1arofjlapHbIX UyMTaresne
U B IPYTUX CTPaHaX, 0cobeHHO B JlaTuHCKOM AMeprKe v BocTouHoit A3um.

Mooicem au peuHdCUHUpUHe 00CMUYb YChexda Ha npeonpusimusix, 20e CUibHbl NPOPCOI03bl ?

Ia. TTornbITKK 6/I0KMpPOBaTh WM CabOTHUPOBATh PEMHXUHUPUHT B KOMIIAHHH Yallle BCETO UCXOAAT
He OT WIeHOB Mpo(Coro3a, a OT MeHePKePOB CPeIHETO 3BeHa, KOTOPhIe TIPeJBU/ISAT YMEHbIIIEHe CBOUX
rosTHoMounid. OfHaKO BO3MOXKHO W HeJIOBOJILCTBO TIPOQCOr03a, 0COOeHHO B (hripMe C MCTOPHeH IJIOXUX
TPYAOBBIX OTHOILIEHWM WM TPEeIbIAYIMX COKpallleHWUH IepCcoHana, Te IO O0COOeHHO OosITCs
MOTepSThH paboTy.

XO0Ts B pe3yabTare MporpaMMbl peMHXUHUPUHTAa HEKOTOPbIe COTPYAHUKH MOTYT ITOTEPSITh MeCTa,
caM 10 cebe pEWMH>KWUHUPHUHT TIPOIIeCC peopraHu3aliiu paboThl, a He W30aB/IE€HUS OT TeX, KTO ee
BbINTo/THsIeT. C/ie[yeT KaK MO>KHO PaHbIlie BOB/eUb PAOOTHHKOB B 3TOT MPOLECC, UTOObI MPeJOTBPaTUTh



coripotuBnieHre. KommnaHuy, rie CUIbHO BAUsIHUE MPOQCoro3a, 00bIMHO C caMOro Hauasia BOBJEKaau B
3TOT TIPOLIeCC eT0 PYKOBOACTBO, UTOOBI PEMH>KUHUPUHT TPOILIe/T YCIeIHO.

Ho ecnu mpodcoro3 COMpOTUBISETCS, KOMIIAHUM OCTAeTCsl TOJIbKO CTpaTerusi TBep/ou
PeLMMOCTH B Jiejie TIPOBeJleHHs] U3MeHeHUM, C BOB/eYeHMEeM B HUX COTPYJHUKOB, COCTOSIIMX U He
COCTOSAAILMX B Mpodcoro3e. PykoBoAcCTBO mpodcoro3a, KOTOpoe MOHUMAaeT, UTO TaKoe PEMHXUHUPUHT U
3aueM OH TPOBOZUTCS, BPSi/I JIU JIOBEJIET CBOe HeZI0BOJIbCTBO /10 3a6aCTOBKHU.

HyscHo HauuHamb ¢ 00HO020 npoyecca, 08yX Uiu 8cex cpasy?

Bompoc He B KO/MUeCTBe, a B CYTH. Bbl MO)KeTe B3SThCS 3a PEUH)KUHUPUHI MHOXXeCTBa
BCIIOMOTaTe/IbHbIX TTPOL[eCCOB, 1 3TO TOUYTH He TOB/IMseT Ha (UHAHCOBbIE pe3y/ibTaThl. VI Bbl MOXKeTe
BbIOpaTh OIMH-/IBa KJIIOUEBBIX IPOIeCca, KOTOPble OKa3bIBAalOT pellarolliee BIWSHWE HA Ballld Led U
TIPUBEAYT K 3HAUUTETbHBIM H3MEHEeHUSIM.

[TpoBOAUTL PEUMH)KMHUPUHT HeOOJbIIMX MTPOLIeCCOB TaK >Ke TPYAHO, KaK U OOJIBIIMX, TOTOMY UTO
nrobasi TTporpaMma Io peMH>KMHUPHUHTY JIOMaeT IPaHMIIbI Pa3HbIX OT/Ie/IOB U PYHKIIMOHATBHBIX €IUHUL]
U BcessieT OecrokoicTBo. IIyCcTh 3TOT XaoCc M 3aTpaThl BpeMEHM M YCHUIMK TI0 KpailiHeM Mmepe
OTpaB/Ial0TCS: HAUHUTE C TIPOLIeCCOB, KOTOPbIE TIPUBEAYT K CaMbIM OO/IBIIIMM TTPEMMYILECTBAM.

He ucue3Hem sau y 60/1bWIUHCMBA KOMNAHUU HeOOXOOUMOCMb 8 peuHMCUHUpPUH2e, ecau
MAKpO3KOHOMUYECKOE NOA0NHCEeHUe yayuluumcs?

MoxkeT HWCue3HyTb He HeoOXOAMMOCThb, a >KeJaHue. DKOHOMWUYECKUW Craj WId MeJjIeHHbIA
TIO/IbeéM 3aCTaB/ISIFOT KOMIIaHUU pelmTe/ibHee O0pOThCS CO CBOMMU MpobsieMaMu, a ociabjieHue 3TOoro
JlaB/IeHUsT He 03HauaeT, YTO Tpoljeccam HY)KHO YessiTh MeHbllle BHUMaHUs. Korjja BepHYTCS TpyZHbIe
BpeMeHaa OHHU BCerJa BO3BpAIAIOTCS, 3TU TIPoO/JieMbl CHOBA BO3HUKHYT, a M3-3a OTCPOUKU
PeMH)XUHUPHHT Oy/leT BOTI/IOIIATD ellie TPYAHee.

KomnaHus npogena peunscuHupuHe. Ymo danbuue?

[Tocne peMH>XMHUPUHTA HY)KHO YIIPAaBJISITh MepeCcTPOeHHbIMU TMPOIeccaMu Tak, uTOObI AOCTUYb
To 3(h(HEeKTUBHOCTU, KOTOPYHD OHU MOTYT 00eCreuuTh, OFHAKO [jisi OOMBIIMHCTBA KOMITAHUM 3TO
ouepeziHasi CJIOXKHasI 3a/iava.

PeMH)XMHUDUHT CO3/laeT B OpraHU3alluy YCJIOBUS, B KOTODbIX Mepapxus COKpallleHa, pabOTHUKYU
OoJsibllie yMeIOT, a CTPYKTYPhI O0/iee TiOKue. B Takux yC/IOBUSIX OCHOBHOM YIIOp [lefiaeTcst Ha pabory, a
He Ha yrparsieHHde. YTOObI MOMYUYUTH BLITOABI OT PEUMHXXUHUDPUHTA, HY)XKHO 00s3aTe/TlbHO HAayYUThCSI
paboTaTh U yrpaB/sATh B TAKOW OpraHu3aliuu.

Ho Bckope HacTaHeT BpeMsi [ijisl C/Ie/IyIOLLIEro LiMK/a MepecTpPOrKY MPOLeCCOB U PEMHXUHUPUHTA.
Ecmu mipeaplgyiMM  HabOpOM CXeM TMPOILIECCOB KOMIIAHWU T0/Ib30BA/MCh TIATHAECST JIeT, TO
cenyroiero Habopa WM MOXKeT XBAaTUTh JIMIb Ha MSTh WM [IeCATh JieT. V3MeHeHUs] CTanu
HeOTbeMJIEMOM UaCThi0 OU3Heca U HecyT ¢ c060it MoTpeOHOCTh B MOBTOPEHNUY PEMH)XXUHUPUHTA.

OpHaKo MBI MOjIaraeM, 4To CAeAYIOIMUM ITUK/ PeMH)XXUHUPUHTA He OyleT TaKUM MYUUTeTbHBIM,
KaK MepBbli, eC/IM KOMIIaHUsI ero y)kKe OJHaK/bl IMPOBe/a U TeM CaMbIM BOCCTAaHOBWJIA L|€JIOCTHOCTb
paHee ()parMeHTHPOBAaHHOM pPabOThI, ©30aBU/IACh OT COMTEPHUYECTBA MEXKY UCTIOHUTeNSIMU (DYHKITUH
Y COKpaTu/ia yPOBHU OPraHU3allMOHHOW Mepapxuiu. Hy)KHO MOCTaBUThH JOATOCPOYHYIO 1ie/b C/e/aTh
CMIOCOOHOCTh K DPEMHXXUHUDUHTY HeOTheMJIeMOM 4YacThio paboThl (upMbl, uTOOBI COTPYAHUKU
paccMaTrpuBa/id U3MeHeHUs KaKk HOPMY, @ He KaK OTK/JIoHeHHe. OfHaKO CO3/aTh TaKyr) KOMITaHWUIO
HETpOCTO, U 3TO Y)Ke TemMa OT/le/TbHOW KHUTH.
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CEO (anrn Chief Executive Officer) BbiCIlIasi HCIOJHHUTEe/NbHAs [J0/DKHOCTh B KOMMaHuU. B
NpuHATON B Poccuu mepapxuu HanOosee O/U3KUM aHA/IOT TTO3UIMH TeHepa/ibHOTO AupekTopa. IIpum.
peo.



OcHogBarenb komranuu IBM. Tlpum. peo.




Mainframe (aHrm.) Oosiblllasi yHHMBepCa/libHas BBIUMCAWTENbHAsT MalllMHa, ITpefHa3HaueHHast
VCK/TFOUHTEe/IbHO /TSI MacCITaOHbIX BBIUMCIEHWH, B OT/IMUKE OT TMEePCOHA/IbHBIX KOMITbIOTEPOB. [Ipum.
peo.



COQ (anrna Chief Operating Officer) cTapimii UCTIOMHUTE/IbHBINA JUpeKTOop. [Ipum. peo.




be3ycioBHass paHIim3a abcomoTHass CyMMa W/ TPOLIEHT, TIOJJIe)Kallie BbIUETY W3 CYMMBbI
cTpaxoBoro Bo3MelrleHUs. OOBIUHO TPUMEHSeTCS I10 KPYIHBIM M OIAaCHBIM pPHCKaM, MOOyKjast
cTpaxoBaTeJisi K 0oJiee BHUMaTe/TbHOMY OTHOIIIEHHIO K 3aCTPAaXOBaHHOMY UMYIIECTBY. [Ipum. peo.



6

BT/CIO (anr1. Business Transformation / Chief Information Officer) aupekTop 1o usmMeHeHusiM U
MH(OPMaLIMOHHbIM TeXHOJOTUsIM. [Ipum. peo.



ITonpobHee o mpeobpa3zoBanusix B IBM cm. I'epctHep JI. "Kro ckasas, UTO C/IOHBI HE YMEIOT
TaHLeBaTb? Bo3poxkgeHue kopnopaluu IBM: B3risg U3HyTpy'.



T.e. UHyCTpUAJIbHBIN PErMOH, KOTOPBIY Mpullen B ynaAoK. [Ipum. nepes.
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