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AHHOTAIMA

Harvard Business Review — rmaBHBIN Ie0BOW KypHAJ B MHpE.
Ecmu Bel He uuranu apyrux KHUr u3 cepun «HBR: 10 myummx
crareii», TO MPOUYTUTE 3TY, B ONPEIEJEHHOM CMBICIE CaMy BaXHYIO.
JIns Hee W3 CcOTeH crared kxypHaia pegaktopsl HBR orob6pamm Te,
B KOTOPBIX BIMSTENbHBIE OM3HEC-IKCHEPThl PAcCKa3bIBAIOT O TOM,
Kak CJIefyeT BHEAPATh MHHOBALIMK B YIIpaBJIeHWEe OU3HECOM, O POJIU
PYKOBOIUTEJISI BO BpeMeHa OOJIe3HEHHBIX INEepPEMEH; Kakue JJaHHbIe
MOMOTYT PAacrlo3HaTh MOTPEOHOCTM KJIMEHTA W YAy4IIUTb CBOU
MPOAYKT; Kak1e BOIPOCHI JOJUKEH ceOe 3aJaBaTh KaKIblii XOPOLLIMHA
PYKOBOZIUTEIb M UTO €My CIIEyeT JieJIaTh, YTOOBI HOAYMHEHHBIE OBUTH
3¢ peKTUBHBI U MOTUBUPOBAHBI HA JOCTHKEHHUE JIYUIIMX PE3Y/IbTATOB.
B kHure Bbl HalieTe MpeAesIbHO KOHKPETHBIE U IPAKTUIECKUE OTBETHI
Ha 9TH ¥ Ipyrre BaXKHbIE 17151 OU3HECMeHa BOITPOCHL.



Conep:kanue

Bam oreer oAgpbIBHBIM IIEPEMEHAM
['ne Tastcs cnocoOHOCTH
Pecypchl
[Tpouecce
Llennoctn
Murpanus cniocoOHocTeR
[MonaepxuBaioiye ¥ NOAPbIBHBIE MHHOBALIUU
Pa3Butre cnocoOHOCTH CITPaBISITHCS
C epeMeHaMu
Co3paHue HOBBIX CIIOCOOHOCTEN BHYTPHU
OpraHu3aLuu
Cosnanue criocoOHOCTel IyTeM BbIJEICHHS
HOBOW OpraHu3alyu
Co3panue cniocobHoCTe MyTeM MOIIOEHUI
D¢ deKkTuBHAS AaHATTUTUKA
KoHel 03HaKOMUTENBHOTO (pparMeHTa.

13
13
13
15
21
27
31

32
33
40

46
54



Harvard Business
Review (HBR)
YnpasjeHnue OU3HeCOM

Pykosonuresns nipoekta M. llaaynoea
Koppekrop H. Bumuko
KommsiorepHas Bepctka K. Ceuwée
Huzaitn oonoxku FO. byea

© Harvard Business School Publishing Corporation, 2011

Published by arrangement with Harvard Business Review
Press (USA) via Alexander Korzhenevski Agency (Russia)

© MWzpganme Ha pPYycCKOM sI3bIKE, TMEpeBon, OOpMIICHHE.
00O «Anpnuna [Tabmumep», 2016

Bce npasa 3auuuenvi. [lpoussederue npeoHazHaueHo UCKAI0-
UUMENLHO 05l UACMHO20 UChoAb308aHus. Hukaxas wacmo anex-
MPOHHO20 IKIEMNAAPA OAHHOLL KHUU He MOXcem Oblinb 860CNPO-
uzeedena 6 Kakou Obl mo Hu 0blno popme u Kakumu Obvl mo
HU ObLN0 CPeOCMBAMU, BKNOUAS pasmeuterue & cemu Mnmeprem
U 8 KOPNOPAMUBHbIX CEMSX, ONSL NYONUUHOZO UNU KONNEKNUBHO-
20 UCNONb308AHUSL 0€3 NUCObMEHHO20 PA3PEULEHUS. BAA0eNbUA A6~
MOPCKUX npas. 3a Hapyuierue asmopcKux npag 3aKkoHo0ament-
CMEoOM NPedYCMOMpPeHa 6bINAama KOMIEHCAWUU npasooonaoa-



mensi @ pazmepe 00 5 man. pyoneii (cm. 49 30AIl), a makaice

Y20108HASL OMBEMCMBEHHOCb 8 8UOE NUUUEHUS. CBODOObL HA CPOK
00 6 nem (cm. 146 YK PD).



Bam oTBeT nNoApbIBHLIM IEepeMeHaM
Kiaenton Kpucrences,
Maiika OBepaopd

JJisi pykoBoauMTeJiell KPYNHBIX KOMIIAHUN HACTYNWIU
y)acHble BpeMeHa. Emie 1o nosienenus: MutepHera u riodanu-
3allY UX UCTOPHS N300MIOBAIA TPUMEpPaMy HeTIPaBUIIbHOM pe-
aKI[MM Ha Cepbe3HbIe, MOAPBIBHBIE NIepeMeHbl. VI3 coTeH yHuBep-
CaJIbHBIX Mara3uHOB, HAIPUMep, JUIIb Te, YTO BXOIWIU B CEThb
Dayton Hudson, ctanu muaepaMu po3HUYHON TOPTOBJIM CO CKUI-
koil. Hu onuH 13 npousBoauTesield MUHU-KOMITBIOTEPOB HE J10-
OWJICS ycriexa Ha phIHKE MepCOHATBHBIX KOMITBIOTEpOB. DaKyiib-
TEThl MEJUIIMHBI U OU3HECA MBITAIOTCS — U O€3yCIEeIIHO — ObICT-
pee MEeHSATh CBOM yueOHbIEe ITPOrpaMMmBbl, YTOOBI TOTOBUTh HEOO-
XOAMMBIX PHIHKY Bpaueil 1 MeHekepoB. M CIMCOK 3TOT MOXKHO
IPOJOJIKUTB.

Tak MpPOUCXOOUT HE MOTOMY, UYTO PYKOBOOUTENU OOJBIIMX
KOMITaHUI1 He BUAAT HACTYIUIEHUsI HOAPBIBHBIX IiepeMeH. OObIu-
HO BUIAT. U pecypchl, HEOOXOAUMBIE AJIsl TOrO, YTOOBI MPOTH-
BOCTOSITh UM, Y HAX €CTh. B OOJBIIMHCTBE KPYITHBIX KOMITAHUHA
paboTAIOT TAJIAHTIMBbIE MEHEIKEPbl U CIIEIUATHUCTbI, UMEIOTCS
MOIIIHBII HAOOP MPOAYKTOB U MEPBOKJIACCHBIE TEXHOJIOTMYECKHUE
HOY-Xay ¥ JJOCTaTO4YHO (PMHAHCOBHIX pecypcoB. Yero He XxBaTaer
PYKOBOIMTEJISIM, TaK 3TO MPUBBIYKK OOyMbIBaTh CIIOCOOHOCTH



CBOMX OpraHM3alMid CTOJIb K€ TIIATEJBHO, KaK M CIIOCOOHOCTH
OTJIEJIbHBIX COTPYHUKOB.

OJ1HO¥ M3 OTJIMYUTEJIBHBIX YEPT OMBITHOTO PYKOBOUTEJIS SIB-
JISIeTCSl CIOCOOHOCTh TIONOUPATh JIIOfICH, TIOIXOASIIMX IS BbI-
TIOJTHEHUSI KOHKPETHBIX 3aJIJaHUH, U YUUTh UX JOOUBAThCS yCIie-
Xa B Iopy4eHHOM Jienie. Ho, K coxkaeHuio, OOJBIIMHCTBO PYKO-
BOJMTEJICH TIOJIaraeT, YTo eCJIM KaX/Ibli yYaCTHUK MPOEKTa XO-
POIIIO TIOAXOMUT JIISI BBITIOJIHEHUS 3a/Ia4M, TO U BCSI OpraHu3a-
WS TOKE CIPABUTCS ¢ pabOTOM. 3a4acTyio 3TO COBCEM HE Tak.
MOXHO OTIIPaBUTH JIBE TPYIIIBI OJUHAKOBO CIIOCOOHBIX JIIOAEH
Ha paboTy B pa3HbIX OpraHU3AIMsIX, U Pe3yJIbTaThl UX JICATEIIb-
HOCTU OKQXYTCSI CYIIECTBEHHO Pa3IMYHBIMU. DTO MPOUCXOIUT
MOTOMY, YTO CAMW OpraHM3allii — HE3aBHCHUMO OT JIOJeH, KO-
TOpble B HUX PabOTaIOT, U MPOYMX PECYPCOB — TOXE OOIAAI0T
cnocoOHoCTIMU. UTOOB OCTOSIHHO AOOMBATBLCS YCIexa, XOpo-
IIeMy PYKOBOIMTEII0 HY’KHO YMETh OLIEHUBAaTh HE TOJBKO JIO-
JIei, HO M CTTOCOOHOCTH U CJ1a0ble CTOPOHBI CBOSH OpraHu3arvu
B IIEJIOM.

JlaHHast cTaThsl TIpeJiaraeT pyKOBOAUTENSM MOJIEIb, ITO3BO-
JISIIONIYIO TIOHSITh, C Y€M MOXET CIPABUTHCSA UX OpraHU3aIlusl.
OnHa mokaxeT UM, KaK, HECMOTPsI Ha POCT OA30BbIX CIIOCOOHO-
CTell opraHu3aiyu, ycyryomnsorcst ee ciaadoctu. OHa MO3BOJIHT
pacrno3HaTh pa3jMyHble BUJIbI TIepEMEH U IPUHSATH HaJlJIekKaIue
OpraHU3aIMOHHbIE MEPhl B OTBET HAa BO3HUKAIOIIME IPU 3TOM
BO3MOXHOCTH. W 1aTh B MTOre HEKOTOPhIE COBETHI, KOTOpHIC
BO MHOTOM TPOTUBOpEYAT TOMY, YTO MIPUHSATO B HAINICH U3BECT-



HOW CBOMM HTY3Ma3MOM JIEJIOBOM KYJIbTYpE: €CJIM OpraHu3alius
CTOUT Mepe]] JIULIOM CEePbEe3HBIX MEPEeMeH — MOIPHIBHBIX MHHO-
Ballii, HaIpUMep, — TO CaMoOe YKaCHOE, YTO MOXHO C/eNaTh,
9TO 3aTeATh PAAMKAIbHYIO MIEPECTPOMKY CYILECTBYIOLIEU Opra-
Hu3armu. [lonbiTka mpeoOpa3zoBaTh MpeANpUsITAE MOKET IPUBE-
CTH K TOMY, YTO PYKOBOIUTEI YHHUTOXAT T€ CAMBble CIIOCOOHO-
CTU, KOTOPBIE €ro MOJIEPKUBAIOT.

[Tpexne yem OpocaTbcst HEOOAYMAHHO B BOHUKIIYIO Opellib,
MEHEe/I)KEPBI I0JIKHbl TOUYHO MOHSTh, C KAKUMU NIEpEMEHAMU UX
OpraHM3alvsi COCOOHA CIIPABUTHCS, a KaKKMe el He TI0 TUIeuy.
YroObl MOMOYL UM, MbI TIPE/ICTABUM CHauYajia CUCTEMaTUIeCKU
B3[JISI]] HA TO, KK Pacro3HaTh 0A30Bble CIIOCOOHOCTH KOMITAaHUU
Ha OPraHM3allMOHHOM YPOBHE, a 3aTeM UCCIIeAyeM, KaK 3TH CIO-
COOHOCTH MHUTPUPYIOT TI0 MEpe POCTa M CO3PEBaHMSI KOMITAHUT.

HNnest BKpaTe

[louemy ycrosiBliMecsi  KOMIIAHMM  TakK  PelKo
YCIEIIHO BHEAPSIT WHHOBauuu? Hanpumep, u3 coteH
YHUBEPCAJbHBIX Mara3uHOB TOJIBKO OJHAa ceTh, Dayton
Hudson, crana muaepom po3HUYHOW TOPTOBIIM CO CKUIKON
(po3HMYHBIX  OucKayHTepoB). Hu omHa kommaHus,
MPOV3BOAMBINAS  MUHU-KOMIIBIOTEDBI, HE TMpeycrea
B CEIMEHTE MEePCOHAIbHBIX KOMITBIOTEPOB.

Yro ke nporcxoaut? B KOHIE KOHIIOB, Y OOJIBIIMHCTBA
KPYITHBIX KOMITAaHUM €CThb U TAJIaHT/IMBbIE JIIO/Y, U CPEACTBA
Ha cyerax. Ho, Korma BO3HMKaeT MOTPEOHOCTh CO37aTh



HOBOE IMpeANpUsATHe, KOMIIAHMS HayMHAeT padoTarh
HaJl HUM B paMKaX OpraHM3alMOHHBIX CTPYKTYpP (TaKHX,
KaK (PYHKIMOHAJIbHBIE KOMAHbI), KOTOpbIE 3aTOYEHBI
Ha IIPEOJOJIEHUE CTapbIX TPYIHOCTEH, a HE TEX, KOTOpbIE
BCTaHyT Ilepe]] HOBbIM MpeIIpUATHEM.

YroOsl wu3bexarb 5STol ommMOKW, 3ajaiite cede
CJIE/1yI0IME BOIIPOCHI.

* «EcTh JM y MoOell opraHM3anuy NPaBUJIbHbIE
pecypcbl sl NOAJAEP:KKH 3STOl HMHHOBamMu?»
Pecypchl, KOTOpble MOAAEPKUBAIOT IPUBBIYHBIN OU3HEC, —
JOAM, TEXHOJOTMH, AW3aiH MPOLYKTOB, OpeH[bl, padoTa
C 3aKa34MKaMM U MOCTABIIMKAMU — PE/IKO COBNA/IAIOT C TEM,
YTO HYKHO MMEHHO HOBOMY IPEIIPUSATHUIO.

* «EcTh M B Moeil opraHM3anuu NPaBHJIbHbIE
npoueccsl JJs pa3padoTkn uHHOBammuu ?» [Ipomeccel,
KOTOpbIE TIOICPKUBAIOT OOBIYHBIA OU3HEC, — MPOTOKOJIBI
NpUATHA PpElIeHUi, CXeMbl B3aUMOAEWCTBUHA — MOTIYT
0CJ1a0UTh HOBOE ITPEANpUsITHE.

* «Ectb Jm y Moeil opraHm3anuu NnpaBHJbHbIE
EHHOCTH /IS pa3padoTku nHHOBauu ?» [Tonymaiite,
KAaK Bbl IPUHMMAETE PELICHUE BKJIAABIBATLCS B HOBOE
npeanpusarue. Hampumep, Moxere v Bbl MO3BOJUTH
HayaTb MPOEKT C Oojee HU3KOM PeHTaOeNbHOCTHIO,
YyeM IpUHSTA B OpraHu3auuu?

. «Kakasn KOMaH/a " CTPYKTYypa
OyayT HaWwiIydymuM o0pa3oM COOTBETCTBOBATH
NpoBeJeHHI0 pa3padoTok?» Cremyer I BBIIEIHUTDH
KOMaH/1y /7151 paOOThl HA/l IPOEKTOM B paMKaX KOMITAHUH?
Wnu co3aaTh OTAEIBbHYIO JOUYEPHIO OpraHU3aLuio?



BbibOp  mpaBWJIBHOM ~ KOMaHABl U CTPYKTYpBI
OpraHM3alMu /151 pa3padOTKY MHHOBALIUY — 1 HATIOJIHEHUE
ee PaBUJIbHBIMU PECYPCaMH, IIPOLIECCAMU U LIEHHOCTAMMY —
TNOBBILLIACT BALIX IIAHCHI HA YCTIEX NHHOBALIMH.

HNnest Ha npakTuke

Bui60op npaBmiIbHON CTPYKTYPHI
JUIs1 pa3padoTKU HHHOBANMIl
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I'me TadgTCca CIOCOOHOCTH

B Hamem wuccrenoBaHMM TIpeanosiiaraercsi, 9To Ha Crocoo-
HOCTH OpraHM3alliM OKa3blBAIOT BIMSAHHUE TpU (PAKTOpaA: €€ pe-
Cypchl, mpouecchl U 1ieHHOCTH. OOmyMbIBasi, Kakue BU/Ibl UH-
HOBAIMiA MOT'YT OCYILLECTBIIATh UX OPraHU3alUK, PyKOBOIUTEIN
JOJIKHBI OLEHUTD, KAK KaXIbld U3 3TUX (PAKTOPOB MOXKET IIO-
BJIMSITh Ha CIOCOOHOCTh OPraHU3alMY K MepeMeHaM.

Pecypchl

BoJBIIMHCTBO pyKOBOAUTENIEN, OTBEYask Ha BOIPOC, UTO MO-
JKET CAeJIaTh UX KOMIIaHU s, UITYT OTBET B UMEIOILIMXCS Y Hee pe-
Cypcax — Kak MaTepHaIbHbIX (JTIoau, 000pyI0BaHHE, TEXHOJIOTUN
U JIHEeKHBIE CPEJICTBA), TaK U HEMaTepUAIbHBIX (KOHCTPYKIIHS
u3nenui, nagopmanus, OpeHIpl U OTHOIIEHHS C TIOCTaBIIMKA-
MU, TUCTPUOBIOTOPAMU U KJIeHTaMu). BHe BCSKOro COMHEHusI,
JOCTYII K OOIIIMPHBIM BBICOKOKAUECTBEHHBIM PECYPCaMm MOBbIIIIA-
€T IIaHCHI, YTO OpPraHU3aIus CIIpaBUTCSA C iepeMeHamu. Ho aHa-
JIU3 PECypcoB — 3TO elle JIAJIEKO He BCe.

IIponeccol

Bropoii hakTop, OKa3bIBaOIMi BO3AEHCTBUE HA TO, YTO MO-
KET WIM HEe MOXET clieslaTb KOMIIaHHUS, — 3TO €€ IPOLECCHI.



[oa mponeccamu Mbl IOApa3yMeBaeM MOJIENH B3aUMOJEUCTBUS,
KOOpIWHAIIUY, KOMMYHUKAIIUU U IPUHSATHUS PELLIEHU, KOTOPbIe
UCTIONB3YIOTCSl COTPYIHUKAMU IJis1 TIpeoOpa3oBaHUsl PeECypcoB
B MPONYKTHl U yCIyru OoJbllIed HNeHHOCTH. Takue Mpumepsl,
KaK IpOIeCcChl pa3pabOTKK MPOAYKIIUM, TPOU3BOJCTBA U OIO/I-
JKETUPOBaHMS, — BOT YTO Cpa3dy MPUXOIUT B rosioBy. Hekoro-
pble Tpolecchl (POPMaTU30BaHbl B TOM CMBbIC/IE, YTO OHU TOUHO
OIpe/ieNieHbl U 3a/I0KyMEHTUPOBaHbl. [Ipyrue ocraiorcs Hedop-
MaJIM30BaHHBIMU: 3TO — YCTOSIBIIASICS TIPAKTHKA WM CIIOCOOBI
BBITIOJTHEHH S paOOThI, SBOJTIOIMOHMPYIOIHEe cO BpeMeHeM. [lep-
BbIE OOBIYHO BBIPAXKEHBI IBHO, BTOPBIE — HESIBHO.

OpHoll U3 UMM, CTOSIIIMX NEpes PyKOBOJICTBOM, SIBJISIET-
cs TO, YTO MPOIIECCHI 0 CAMOM CBOEU MPUPOAE OPraHU3yITCs
TaK, 4TOObI COTPYIHUKU KaXJIBI pa3 COTJIACOBAHHO BBITIONHSI-
M cBoo padoty. MimeeTcst B BUy, UTO MPOIIECCH HE MEHSIOT-
cfl, a €CIM U JIOJDKHBI MEHSATBCS, TO 3TO MPOUCXOAUT C IMOMO-
IO CTPOrO KOHTPOJMpYyeMbIX nporeayp. Koraa moau ncnosmb-
3yIOT TIPOIIECC, YTOOBI BBHINIOJIHUTH 3aJaHue, JJIsi KOTOPOro OH
ObUT TIpeJHa3HAYEH, MPOLIECC, KaK MPaBWJIO, BHIMIOMHSETCS -
(pextuBHO. HO, KOrZa TOT k€ Mmpoliecc UCMOb3YeTCs 11l pelie-
HUsI COBCEM MHOM 3a/1aul, OH, CKOpee Bcero, 3ameyiurcs. Kom-
MIAHWY, 3AaHUMAIOIIHECS Pa3pabOTKOUN HOBBIX JIEKAPCTBEHHBIX CO-
€/IMHEHUH U MOJTyYeHUEeM UX OI00peHus B YIIPaBJICHUH 11O KOH-
TPOJIIO 32 NUILEBBIMUA IMPOAYKTAMU U JIEKAPCTBEHHBIMU CPEJI-
crBamu CIIA, Hanpumep, HEPEIKO TUIOXO CHPABJIAIOTCSA C pas3-
PabOTKOM U perucTparreil MeTUIIMHCKOTO 00OPYIOBaHUSI, TIOTO-



MY UTO BTOpasi 3aJja4a Mojpa3yMeBaeT COBCEM UHBIE CIIOCOObI ee
BeIMOTHEeHUSI. [1o cymiecTBy, poriecc, CO3AAI0NIII CIIOCOOHOCTD
BBITIOJIHEHUSI OJTHUX 3a/1a4, OJIHOBPEMEHHO OIpeJesIsieT HEeCIIO-
COOHOCTh KOMIIAHUH CITPABJIATHCSA C IPYTUMHU .

Haubonee BakHbIE CHOCOOHOCTH M COOTBETCTBYIOIHE WM
cmabocTu He 00s13aTeNIbHO BOIUIOIIAIOTCS B HAMOOJiee SIBHBIX
nporieccax, HarlpuMep B JIOTUCTUKE, pa3padoTKe, POU3BOICTBE
WM 00CITy’)KMUBaHUM KJIUEHTOB. B IEHCTBUTEILBHOCTH OHU CKOpee
NIPUCYTCTBYIOT B HE CTOJIb SIBHBIX, (DOHOBBIX MPOIIECCax, MOIEP-
KUBAIOIUX MTPUHSATUE PEIIEHHI O TPUMEHEHUH UMEIOITUXCSI pe-
CYPCOB, — 3TO T€ MPOIECCHI, KOTOPBIE OMPEAEIAIOT, KaK OOBIYHO
BBITIOJIHSIETCS MCCJIeIOBAaHUE PhIHKA, KaK TaKOW aHaJM3 MPeoo-
pasyercsi B (pMHAHCOBbIE MTPOTHO3bI, KaK TUIAHBI U OIO/IKETHI 00-
CYXIAI0TCSI BHYTPY KOMITaHUH 1 T. 1. IMEHHO B 3TUX mporieccax
U TasITCsA HanOoJjee cephe3Hble C1a00CTH MHOTUX OpPraHU3aIvi,
HE TMO3BOJISIONINE UM CITPABUTHCS C MIEpEMEHAMHU.

IleHHocTH

TpeTuii hakTop, BAUSIOMIMI Ha CIIOCOOHOCTH OpraHU3alliu, —
9TO ee ILIeHHOCTH. MHoraa clioBOocOueTaHue «KOPHOpaTHBHBIE
HEHHOCTU» UMEET STHMYECKYI0 KOHHOTAIMIO: MOKHO TOAyMaTh
o npuHuunax Johnson & Johnson, o6ecneunBaomux 310pOBbe

e Dorothy Leonard-Barton, "Core Capabilities and Core Rigidities: A Paradox
in Managing New Product Development," Strategic Management Journal (Summer,
1992).



nanyenTa, wim Alcoa, HampaBJIAIONIMX PEIIeHus [0 OXPaHe TPY-
na. Ho B Hartieii Mojiesiv CJIOBO «IIEHHOCTH» UMeeT OoJiee HpOo-
KO€ 3HaueHwe. Mbl Ha3biBaeM IIEHHOCTSIMU OPraHU3allvii CTaH-
JAPTHI, TI0 KOTOPHIM COTPYIHUKH ONPEAEISIOT IIPUOPUTETHI, T03-
BOJISIIOIIME UM CYIUTh O TIPUBJIEKATEIbHOCTH 3aKa3a, BAKHOCTU
KJIMEHTA, 3aMaHYMBOCTH UJIEV HOBOTO IMPOJIYKTA U T. 1. Perenus
O IPUOPUTETAX TPUHUMAIOTCSI COTPYJHUKAMU Ha BCEX YPOBHSIX.
B cpene nepconana, 3aHMMAIONIETOCs TPOIaXkaMu, 3TO €XKeTHEB-
HBIE OTIEPaTUBHBIE PEIIeHUs] O TOM, KaKHe IPOAYKThI ITPOIBUTaTh
aKTHBHEE, a Ha KaKMX YIOp Tereph He Jienath. Ha ypoBHe pyko-
BOJMTEJICH OHH YacTO MPUHUMAIOT (hOpMY pellieHui O 11e71ec000-
Pa3HOCTH MHBECTHIIMIA B HOBBIE MPOAYKTHI, YCJIYTU U TIPOIIECCHI.

Yem OobIllE W CIOKHEE KOMIIAHUS, TEM BakHee, 4TOOBI
BBICIIIEE PYKOBOJCTBO IMOJATOTOBHJIO TIEPCOHAT BCEH OpraHu3a-
UM K CAaMOCTOSITeJIbHOMY MPUHATHIO PEIICHUN O TIPUOPHUTETAX
B COOTBETCTBUU CO CTPATerMUECKON JTUHKEN U OM3HEC-MOIEIIbIo
KomnaHuy. PaKkTUIeCKH OCHOBHBIM TIOKa3aTeieM XOPOIIIero Me-
HE/DKMEHTA SIBJISIETCS] TO, HACKOJIbKO YKOPEHWIMCh B OpraHu3a-
LA SICHBIE, COBMECTUMBIE [IEHHOCTH.

Ho coBMecTuMBbIe, IIMPOKO MTOHUMAaeMBbIe IIEHHOCTH OIpe/ie-
JISIOT U TO, Yero KOMIIaHUs JejaTh He MoXkeT. LleHHoCcTH KOM-
MIAHUU OTPAXKAIOT ee CTPYKTYPY U3JEepKeK UM OU3HEC-MOJIEIb.
Ha ux ocHOBe CKJIaJbIBAlOTCS MPaBUJIA, KOTOPHIX COTPYIHUKU
JOJKHBI TIPUIEPKUBATHCS PAIU MTPOIBEeTaHUs Kommanuu. Eciu,
HarprMep, HaKJIaJHbIe PACXO/Ibl KOMITAHUU TPEOYIOT peHTa0e b-
HOCTH BaJIOBOW puObLTH B pazmepe 40 %, Toria BOSHUKAET 1IeH-



HOCTb WJIM MTPABUJIO MPUHSATUS PEIICHUN, HE TI03BOJISIIONIEe Me-
HeJKEepaM CPEeIHEro 3BEHA JaBaTb XOJ UAESAM, KOTOPbIE ITPUHE-
CYT MEHBIIIYI0 BaJIOBYIO MpHObUTh. Takas opraHu3anus He CMO-
KET PeaM30BBIBATh MPOEKTHl HA PIHKAX C HU3KOU peHTa0esb-
HOCTBIO — HallpuMep, B IEKTPOHHOM KOMMEPIIMH, — XOTs 1IeH-
HOCTH JPYTOM KOMITAaHUH, C COBCEM UHOM CTPYKTYPOU U3JIEPKEK,
MOT'YT CLIOCOOCTBOBATh YCIEXY TOTO K€ MPOEKTA.

KoHneuHo, pa3Hble KOMIMaHuu 00a1al0T Pa3HbIMU 1IEHHOCTSI-
Mu. HO MBI XOTUM OCTaHOBUTHCS Ha IBYX HaOOpax IIEHHOCTEH,
a IMEHHO Ha TeX, KOTOpBIE, KaK ITPABUJIO, Pa3BUBAIOTCA B KOM-
MaHUSAX [0 OYeHb MpeAcKazyeMoMy mmyTu. Mx Oe3xanocTHas
9BOJIOIMS BCE Yallle JIMIIAET KOMIIaHUKM CIOCOOHOCTH YCTIEIITHO
CHPABJISATHCS C MOJPHIBHBIMU [TEPEMEHAMMU.

Kak u B mpegpiayiieM npumepe, neppasi LIEHHOCTb JUKTY-
€T KOMIIAHUH, KAKUM JIOJKEH ObITh IPUEeMJIeMbI YPOBEHb PEH-
Ta0eabHOCTH BajioBoW MpuObLIM. [Io Mepe Toro Kak KOMIaHUu
JN00aBJIAIOT K CBOMM TPOAYKTAM M YCIyraM HOBbBIE CBOWCTBA
U (DYHKIIMH, TIHITASICh TIPUBJIEYL OOJIbIIIE MHTEPECHBIX KIIMEHTOB
U3 MPUBUJIETUPOBAHHBIX CETMEHTOB CBOMX PBIHKOB, YacTO pac-
TYT Y HaKJIaJHble pacxobl. B pe3ysipraTte KOMIIaHUs TepsET UH-
Tepec K peHTa0eIbHOCTH BaJIOBOM NPUOBLIN, Ka3aBIIEHCs JI0 TO-
'O NPUBJIEKATEIBHON.

Tak Toyota BbIBE/Ia Ha CEBEPOAMEPUKAHCKUAN PBIHOK MOZEJIb
Corona, npenHa3HAUYEHHYIO JJIsi CEIMEHTa PbIHKA C HU3KUMU
neHamu. Korga 3TOT cerMeHT HalOJMHUJICS TMOXOXKUMU MOJEIsI-
mu komnanuii Honda, Mazda u Nissan, KOHKypeHIIMsI CHU3MJIA



peHTa0eIbHOCTh MpoAax. YToObl MCTIpaBUTH TIONIOkEHHe, Toyota
npeIoKUIa Oojee CIOKHbIE aBTOMOOWIIH, HalleJIeHHbIe Ha 00-
Jiee BBICOKHME CerMeHThI priHKa. [Ipoiiecc pa3paboTKu Takux mMa-
mmH, Kak Camry u Lexus, MOBBICU OMepariiOHHbIE PacXO/Ibl
Toyota. BnocneactBum KoMIaHusi peninia BbIMTA U3 CErMEH-
Ta PBIHKA C HU3KMMHU IIEHAMU; YPOBEHb PEHTA0EIbHOCTH CTall
HEeMpUeMJIEMbIM, TIOTOMY YTO CTPYKTypa U3/IEPKeK, a CJieoBa-
TEJIBHO, ¥ LIEHHOCTH KOMITAHUH U3MEHUJINCh.

HenagHo, oTcTynuB OT 3TOrO0 npasuiia, Toyota BeIBeJIa Ha pbl-
HOK Mozenb Echo, Hagesich CHOBa 3aHATH MECTO B CETMEHTE Ha-
YaJIHOTO YPOBHSI CO CBOMM aBTOMOOWJIEM CTOMMOCTBIO OKOJIO
$10 000. Ho omHO neno, Korja Beiciiee pykoBoacTBo Toyota
MPUHUMAET pellieHre 3aIlyCTUTh HOBYIO Mojiesib. CoBceM jipyroe,
KOrj1a MHOTMM B cucteMe Toyota — BKiiouasi ee AUIepoB — HY K-
HO COMJIACUTLCA C TEM, UYTO Mpojaxa OOJIbIIero Yucia MarivH
npu 60Jiee HU3KOM YPOBHE PEHTAOETbHOCTU — JIYUITHU CIIOCO0
TIOBBIIIICHH S MPUOBLIN U IIEHbI aKIIUH, YeM Ipojaxka OOJbIIero
yrcnia apromoomienn moneneir Camry, Avalon u Lexus. Tomb-
KO BpeMsI IOKaxeT, cymeeT Jin Toyota cripaBUThCS C IEPEXOIOM
B CETMEHT C HU3KUMU IleHaMu. UToObI noOuThes ycrexa ¢ Echo,
pykoBoacTBy Toyota mpuaercs MibITh MPOTUB OYE€Hb CHIIBHOTO
TeYeHUsI — COOCTBEHHBIX KOPIIOPATUBHBIX IIEHHOCTEH.

Bropas 1ieHHOCTb CBsI3aHa C TeM, HACKOJIBKO BEJIMKA JOJIKHA
OBITh BO3MOXHOCTb Pa3BUTUSI OM3HECA, YTOOBI €€ MOXKHO OBLIO
cuMTaTh npuBJieKaTesbHOU. [TOCKOBKY TieHa aKIUid KOMITAHUU
OTpaXaeT AUCKOHTUPOBAHHYIO TEKYIIYI0 CTOMMOCTh IMPOrHO3U-



pyeMoro noxoja, OOJIBIITMHCTBO MEHEKEPOB CUUTAIOT HEOOXO-
JUMbBIM TIOAJEPKUBATh HE TOJBKO CaM POCT, HO TMOCTOSIHHBIN
ypoBeHb pocta. YToOB CTOMMOCTh KOMITaHUM, paBHast $40 MITH,
BbIpociIa Ha 25 %, B crieAyioleM roay e HyXKHO OyneT moiy-
yuth $10 MIH OT pa3BuTHs On3Heca. Ho KoMIaHuu co CTOUMO-
cThio B $40 MIp/I TPUIETCS B CIIEYIOIIEM IOy U3BJIeUb U3 HOBO-
ro 6usHeca $10 mipn, 4ToOB pacT TakuMu ke Temnamu. Ciie-
J0BaTeIbHO, BO3MOKHOCTb, KOTOPast payeT HeOOJBIIYI0 KOMIIa-
HUIO, HEJOCTATOYHO BEJIMKA ISl TOTO, YTOOBI OBITh MHTEPECHON
1151 60mpIIoN. PakTUIeCKn 0OOPOTHOM CTOPOHOM ycriexa sIBJsi-
€Tcsl TO, YTO 110 Mepe pOocTa KOMIIAHUU YTPAauMBaIOT ClIOCOOHOCTD
BBIXOJIUTh Ha HEOOJbIIINE PA3BUBAIOLINECS PHIHKU. DTO MPOUC-
XOIUT He TIOTOMY, YTO KOMITAaHUSIM He XBaTaeT PECypPCOB — UX pe-
Cypchl 0ObIYHO OrpoMHBI. CKOpee BCEro 9TO MPOUCXOIUT M3-3a
9BOJIOLIMY 1IEHHOCTEH.

[TpoGnema ycyryOnsiercsi, Korja KOMIIaHUM BAPYT PE3KO yBe-
JIMYUBAIOTCS B pa3Mepe B pe3yibTaTe CIUSHUN W TOIJIOIe-
HuM. PykoBoACTBO M (pMHAHCUCTBI ¢ YOJUI-CTPUT, OPraHU3yI0-
e KPYyMHbIe CIUSTHUS U TaK yke OrpOMHBIX (hapmalieBTHye-
CKUX KOMIIaHUH, Hanpumep, JOKHBI MPUHUMATh 3TO BO BHH-
MaHue. XOTsl OObeIMHEHHBIE UCCIIEIOBATENbCKIE MOpasesie-
HUSI TaKUX KOMITAHUH, BO3MOXHO, TOYYaT OOJbIIE PECypCcoB
IUIsl pa3paOOTKKM HOBOW MPOIYKIIMU, — UX KOMMEpPYECKHe opra-
HU3AIMY, BEPOSITHO, MOTEPSIOT alleTUT KO BCeMY, KpoMe Hau-
OoJtee KPyIHBIX MperapaToB-0okdacTepoB. B aToM 3akimoyaer-
Cs1 BeCbMa peasibHbI HEJOCTATOK B YIPABJICHUU MHHOBAIUSIMU.



Ta e nmpobieMa BO3HUKAET M B BHICOKOTEXHOJIOTUYHBIX OTPac-
nax. HenaBuee pemenne HP o pasneneHuy Ha JBe KOMIIAHUU
BO MHOTHMIX OTHOIIEHUSIX OBUIO TIPUHSTO Onarogapsi OCO3HAHHIO
3TOU MPOOIEMBI.



Murpaiusi crnocooOHocTel

Ha HavanbHBIX 3Tamax pa3BUTHS OpraHU3allid MHOTOe
U3 IPOMCXOISAILETO CBA3BIBAIOT C €€ PECYPCAMU — B YaCTHOCTH,
¢ moabmu. JlobaBieHne WM yaajgeHue HEeCKONbKUX KITIOUEBBIX
(puryp mMoxeT pajuKalbHO MOBJMATh HA YCMEX OpraHu3alluu.
OnHako co BpeMeHeM TOUKa MPUJIOKEHHS CIIOCOOHOCTEN opra-
HU3allMK1 CMeLaeTcs K ImpoueccaM 1 neHHocTsaMm. [1o mepe perie-
HUs1 IOBTOPHO BO3HUKAIOLIMX 3334 MPOLIECCHI CTAHOBSITCS BCE
6onee ornpeneneHasivMu. U o mepe popmupoBanust Gu3Hec-Mo-
JeY U OmpeJieNieHns] Hanooee MPUOPUTETHBIX BUJIOB OM3Heca
CKJIQJIBIBAIOTCSA 1IEHHOCTH. PaKTUYEeCKH OTHOW U3 MPUYHH TOTO,
YTO MHOTHE MOJIO/IbIE, CTPEMUTENILHO PACTYIIME KOMIIAHUU yIa-
catot nocsie nposeneHus IPO ¢ onHUM «ropsA4YnM» TPOAYKTOM,
SIBJISIETCS] UMEHHO TO, UTO UX MIEPBOHAYAIbHBIN YCIIEX OMUPAJICS
Ha PeCypPChl — YACTO 3TO ObLIIM MHKEHEPBI-OCHOBATENHU, — U KOM-
NaHWs Tepriesia Heylauy, He CyMEB pa3BUTh CBOU IIPOLIECCHI, KO-
TOpPbIE MOIJIM ObI IaTh TEJIBIA PSI/I TIOMYJISIPHBIX TIPOYKTOB.

YMecTHBIM NpUMEpOM 3[€Chb MOXET MOCHy:KuTh Avid
Technology, nocraBumk cucreM nyugpoBOro MOHTaxa JJis Teje-
BueHus. TexHosorus, npeaiokeHHass Komnanueid Avid, Obuia
MPUHSITa XOPOIIO — OHA JIMIIIKJIA MPOLIECC PEJAKTUPOBAHUS BU-
JEOIaHHBIX MTPUCYILEN eMy CKYKH. biaromaps nepBokiaaccCHOMY
NpOAYKTY akimu komnanuu Avid Beipociiu B 1ieHe ¢ $16 B Mo-
meHT nposezenust IPO B 1993 roay n1o $49 B cepeaune 1995 ro-



Ja. OJHako MO Mepe HACHILEHHWS PbIHKA BCKOPE BBISICHWIOCH,
410 Avid —3T0 JI0IIa/1Ka, KOTOpast 3HaeT TOJIbKO OJIMH TpIoK. Poc-
JIA 3arachl TOTOBOY MPOAYKITUH M IeOUTOPCKast 3aJ0JKEHHOCTb,
HOBBILIAJIACH KOHKYPEHIIMsI, aKIIMOHEPhl 0Opallayiuch ¢ cyaeo-
HbIMU ucKkamu. [lorpebutensiM nmpoayKT HpaBuics, HO y Avid
He ObUI0 3((PEKTUBHBIX MPOIECCOB /IS TIOCTOSTHHOM pa3padoT-
KM HOBBIX MPOAYKTOB, KOHTPOJISl KQUeCTBa, MOCTABOK U 00CIy-
’KMBaHMA, U HA 3TOM B KOHEYHOM MTOr'€ KOMIIAHU S CIIOTKHYJIACh,
U 1IeHAa aKIIMI [OIIUIa BHU3.

Huaemma DEC

Mmnorne HCCJIe0BaTe N NbITAJNCH
NMPOAHAJM3HUPOBATH, [IOYEMY BJPYT COILUIA C JUCTAHLIUU
Digital Equipment Corporation. BoJBIIMHCTBO TPHUITLIO
K BBIBOAY, uTO Digital mpocTto He pa3oOpasiach B CUTyallun
Ha peiHKe. Ho, ecim MBI mocMOTpuUM Ha cyapOy 3TOM
KOMITaHUM 4yepe3 MPpU3My Hallleil MOfIesId, HaM OTKpOeTCs
MHas KapTUHA.

Digital aoouIach 3aMevaresbHbIX YCIIEXOB
B IIPOM3BOJCTBE MHUHH-KOMIBIOTEPOB B 1960-1980-x
rogax. Xodercs CKas3aTh, 4TO, KOIjJla B Hayvasie
1980-x Ha pbIHKE BIIEPBbIE MOSBWINCH IEPCOHAIBHbBIE
KOMIIBIOTEPBl, OCHOBHOW crocoOHOcThI0 Digital 6bL10
HPOU3BOACTBO KoMmmbloTepoB. Ho ecnu 310 OBUIO Tak,
Ha 4eM ke croTkHyJsach Digital?

fcno, uro Digital o6magana pecypcamu, HeOOXOAUMBIMU



I ycrexa B OOJNAcTH TMEPCOHAJBHBIX KOMITBIOTEPOB.
Pa3paboTumky  KOMIAHWM  PETYJIspHO  Mpeasiaraim
KOMITBIOTEPBI, Tropa3fgo Oonee wu3ompeHHsle, udem [IK.
YV KommaHuu OBUIO JOCTAaTOYHO JAEHEKHBIX CPEJCTB,
OTJIMYHBIN OpeHI, XOpOIlIre TEXHOIOTUH 1 T. 1. Ho He ObL10
y Hee MPOoIEeCcCOB, HEOOXOAUMBIX ISl JOCTHKEHUS ycrexa
B CErMeHTe MepCOHAIbHBIX KoMMbIoTepoB. [IponsBoauTenu
MUHU-KOMIIBIOTEPOB ~ CaMH  pa3padaThiBaiy  OGJIBIIYIO
yacTh 0a30BBIX KOMIIOHEHTOB, a 3aTeM CcOOMpan
U3 HHUX COOCTBEHHBIC KOH(UIYpalMd KOMIIbIOTEPOB.
Pa3paboTka HOBO# MiatopMbl 3aHUMasa JBa-TPHU TOJA.
Digital camocTosiTeIbHO TpPOU3BOMMIIA OOJBIIYI0 YacThb
KOMITOHEHTOB, a 3aTeéM OCYIIECTBJISIA MAaCCOBYIO COOPKY
KOMITBIOTEpPOB. KOMIbIOTEphl MPOJaBaIMCh MPOEKTHBIM
OpraHu3alysM Hanpsamyto. Takue mporeccel 04eHb XOPOIIO
pabotany B OM3HECE MUHH-KOMIIBIOTEPOB.

[MocraBumku 1K, HaoOOpoT, 3aKa3piBad OOJIBIIYIO
YacTb KOMIIOHEHTOB Y JIyYIIMX [OCTABIIMKOB BCETO
mupa. HoBble pa3paOOTKM KOMITBIOTEPOB, COOMpaeMBbIX
U3 MOAYJIbHBIX KOMIIOHEHTOB, JOJKHBI ObLIN 3aBEPIIATHCS
B TeueHue 6—12 mecsitieB. KomnbloTepsl U3roTaBIvBaivcCh
Ha BBICOKOITPOU3BOAUTEIbHBIX C60pO‘IHI)IX JIMHUAX
UM TOCTaBSUIMCh  WH/AMBUIYaJIbHBIM  TOTPEOHTENsIM
Y OpraHu3alysM yepe3 po3HuuHble cetu. B Digital He Ob110
HU OJHOrO MOAOOHOro mpouecca. Jpyrumu CjaoBamy,
HECMOTps1 Ha TO 4YTO JIOAH, padOTaBIlIMe B KOMIIaHWH,
ObLTM CIIOCOOHBI KOHCTPYUPOBATh, COOMPATh U MPOAABaTh
NepcoHasIbHbIe KOMIIbIOTEps! ¢ Bbirogon ans DEC, cama
OpraHM3aiMsi OKa3ajachb Ha 3TO HECHOCOOHA, IMOTOMY



YTO €e TMpOIecChl ObUTM TpeIHA3HAUYEHbl W Pa3BUTHI
IJ151 KQYECTBEHHOTO BHITIOIHEHHUSI COBCEM JPYTUX 3a/1a4.

Eme w wm3-3a HakmagHbix pacxomoB Digital Obiia
BBIHYKJICHA TPUHATH HAO0Op IIEHHOCTEH, KOTOPBII
yTBepKaan cieaymomee: «Eciu peHTabebHOCTh MPOaX
cocraBisier 50 % wim Oomee — Tako OW3HEC HaM
MOAXOOUT, eciu ke oHa MeHee 40 % — He CTOUT
UM 3aHUMATHCS». PyKOBOAMTENSIM HYXKHO OBLIO CIEIUThH
3a TeM, YTOObI BCE COTPYJHUKU CUMTAIIN MPUOPUTETHHIMU
T€ MPOEKThI, KOTOPbIE COOTBETCTBOBAJIM ITUM KPUTEPUSIM,
MHaue KommnaHus padotana Obl cede B yObITOK. [ToCcKOMIBbKY
MepCOHAIbHBIE KOMIBIOTEpPbl  00eCreYrBaId MEHBIIHUIA
yYpOBEHb PEHTA0EJbHOCTH, OHM HE COOTBETCTBOBAIU
neHHoctsm Digital. Kputepun, mo KOTOpbIM KOMMaHUSI
yCTaHABJIMBAJIa TIPUOPUTETHI, B MPOLIECCE pacrpeesieHus
pecypcoB Bcerjga CTaBWwIM Oojiee  MOIIHbIE MUHH-
KOMITBIOTEPBI BBIIIE MEPCOHATIOK.

Digital morma Obl co3gaTh JpPYrylo OpraHU3aIMIo,
KoTOpasi oTnuM(oBaIa Obl Ipyrye MPOLECcCH U LIEHHOCTH,
HeoOxonumble i ycniexa Ha peiHke TTK, — kak 3To caenana
IBM. Ho wucxomnass opranuzanusi Digital mpocto Obuia
Ha 9TO HECMOCOOHA.

W, HaobopoT, B TakMX KpadHe YCTEemHbIX (UpMax,
kak McKinsey & Company, nporeccsl 1 UEHHOCTU CTajlu Ha-
CTOJIbKO MOIIHBIMM, YTO TEMEpb MOYTH HE MMEET 3HAYECHUS,
KTO UMEHHO BXOJUT B KOHKPETHYIO IPOEKTHYI0 KOMaHay. CoTHu
obnagareneit crenean MBA eXeroqHo mpuxonsT B 3Ty (pupmy,
Y TIOYTH CTOJIBKO k€ UX Nnokuaaer ee. Ho komnanus He tepser



CIMOCOOHOCTH TO]] 32 TOIOM BBICOKOKAUECTBEHHO BBIMTOJHSATH Pa-
60Ty, IOTOMY YTO €€ OCHOBHBIE CTIOCOOHOCTH KOPEHSITCS B MPO-
1eccax M LIEHHOCTSIX, a He B pecypcax.

dopmMupoBaHUe MPOIIECCOB U LIEHHOCTEW B MepBbIe TOJIbl CY-
IIECTBOBAHMSI KOMITAHWH, KaK MPABUJIO, HAXOAUTCS MO CyIIe-
CTBEHHBIM BJIMSIHUEM €€ OCHOBAaTesisl. Y OCHOBATeNIsl OOBIYHO
MMeeTCsl TBEP0E MPEACTABIEHUE O TOM, KaK COTPYIHUKH JOJIK-
HBI BBIIOJIHATbH CBOIO Pa0OTy M KaKUMH AOJIKHBI OBITH MPUO-
puteTsl opranu3anuu. Eciy ocHoBatenb 3a0myxaaercs, To, KO-
HEYHO, KOMITAHUIO C OOJTBINION BEPOSITHOCTHIO TIOCTUTHET Hey/a-
ya. Ho ecnu ero mpencrapieHus 3ApaBbl, TO COTPYIHUKH MPO-
BepAT Ha ce0e MPaBWJIBHOCTh €r0 METOAOB pelleHus MmpodaeM
U NpUHATHSA perieHnid. Tak HauuHAIOT (POPMHUPOBATHCS TTPO-
1IeCChl. AHAJIOTUYHO, €CJT KOMITaHUS JOOMBAeTCs (PMHAHCOBOTO
ycrexa, pacrpefesnisisi pecypchbl B COOTBETCTBUU C KPUTEPUSMU,
OTPAKAIOIIMMK TPUOPUTETHI OCHOBATENSI, IEHHOCTH KOMITAHUU
Oy/IyT CKJIaJbIBAThCSl BOKPYT STHX KPUTEPUEB.

[To mepe co3peBaHUs YCHEIIHbIX KOMIIAHUM COTPY/IHUKH T10-
CTETNIEHHO HAUYMHAIOT BOCIPUHUMATH CTOJIb YACTO U CTOJTb YIAYHO
UCTIOJIb3YeMble UMU TPOLIECCHl U MPUOPUTETHI KaK MPABUJIbHbIN
crocod BHIMOMHEHHS paboThl. Koraa 3To mpoucxoauT u coTpy-
HUKYM HAYMHAIOT CJIEIOBATh MPOIIECCaM U YCTaHABJIMBATh MPUO-
PUTETHI 110 YMOJTYAHMIO, & HE B pe3ysibTaTe OCO3HAHHOTO BbIOO-
pa, 9TU MPOLIECCH M IECHHOCTH HAUYMHAIOT COCTABJISITh OpraHu3a-
IUOHHYIO KyJbTypy2. C pOoCTOM KOMITaHUI OT HECKOJIBKUX YeJI0-

2 Hamre onucanue pa3BuUTUA OpI‘aHI/I?;aLII/IOHHOﬁ KYJIbTYPbl BO MHOI'OM OITUPACTCA



BEK JIO COTEH U THICSIY COTPYAHMKOB 33/1a4a YOeKIeH!Us UX BCEX
B TOM, YTO M KaK HYKHO JeJlaTh, CTAHOBUTCS IYTaIOIIEN axe
JUISl CaMBbIX JIyYIIMX PyKOBOAUTENEU. B Takux CUTyaluusx KyJjib-
Typa ABJISETCS MOLHBIM CPECTBOM yIpaBieHus. OHa N03BOJIA-
€T COTPYIHUKaM JIECTBOBATh CAMOCTOSITEJILHO, HO IIPY 9TOM 3a-
CTaBJISIET UX MOCTYIATh CONIACOBAHHO.

Takum oOpa3om, (pakTOpsl, KOTOPBIE OIMpPEAEAIOT CIOCco0-
HOCTU U cy1a0ble CTOPOHBI OpraHM3ally, PAa3BUBAIOTCS CO Bpe-
MEHEM: OHM HAYMHAIOT C PECYPCOB, 3aT€M NEPEXOIAT K SBHO
BBIPQKEHHBIM IIPOLIECCAM M LIEHHOCTAM M, HAKOHEll, MepeXo-
AT B KynbTypy. Iloka opraHuzanus CTaJIKMBAeTCs C TEMHU ke
npoOsieMamH, U1 KOTOPBIX ObLIM NMpeaHa3HAYEHb! UMEIOIINeCs]
y Hee MPOLECCHl M LUEHHOCTH, YIPABJIEHUE MOXKET OCTaBaThCsA
npoctbiM. Ho, MOCKONBKY 3TH (DaKTOPBI TaKKe ONMPENENSIOT TO,
YTO OpraHu3auys JejiaTh HE MOXKET, OHU IIPEBPAIAIOTCA B CJla-
60CTH, ec/u XapakTep MpolieM, CTOAIIMX Nepej OpraHu3aluen,
paaukaibHO MeHsietcs. Korga cnocoOHOCTH OpraHu3aiyy oru-
paloTCA B OCHOBHOM Ha JIIOJEW, UX U3MEHEHUE [UIS PEIICHUs HO-
BBIX NPOOJIEM — JIeJI0 OTHOCHUTENBHO HecnoxHoe. Ho koraa crio-
COOHOCTH YK€ OMUPAIOTCS HA MPOLIECCHl U IGHHOCTH, OCOOEHHO
€CJIM OHU YK€ IIPOHUKJIU B KYJIbTYPY, IEPEMEHBI MOTYT OKa3aTh-
Cs YPE3BBIYAMHO TPYIHBIMU (CM. Bpe3Ky «Jlnnemma DEC»).

Ha uccnenoBanus darapa llaiina. OH BriepBble onucal ux B KHUre «OpraHu3anioH-
Has KyJeTypa 1 smaepctBo» (CII6.: ITurep, 2007).



Ionaep:xuBarmue
U NOIPbIBHbIE HHHOBAIIUA

YcnenHple KOMIIaHUM, HE3aBUCHMO OT TOTO, YTO MpPE/CTaB-
JISileT cOOOM MCTOYHMK MX CHOCOOHOCTE, HEIUIOXO CHPAaBJISIOT-
Cs1 C SBOJIIOLIMOHHBIMUA U3MEHEHUAMU CBOUX PBIHKOB — 3TO fIBJIE-
Hue Kneitron Kpucrencen B cBoeil kuure «JlueMmma HoBaTopa» >
Ha3BAI NOOO0EPHCUBAIOUUMU UHHOBaYUsAMU. TPYITHOCTH BO3HU-
KaloT, KOrJja 9TU KOMIIAaHUU OepyTcsl 3a PEBOJIIOLIMOHHbBIE U3Me-
HEHUsl CBOMX PBIHKOB MUJIM UMEIOT JIEJIO C NOOPLIGHbIMU UHHOBA-
UUSMU.

[Nonaep:xuBaloiye TeXHOJIOTUM — 3TO MHHOBALUU, KOTOpPbIE
MO3BOJISIIOT MPOAYKTY WM Yycayre craTh 3¢peKTUBHEE B TOM,
YTO YK€ U TaK LIEHAT MOTpeOUTe Ha OCHOBHOM pbIHKe. ITpu-
Mep TaKOU MOIAEePKUBAIOIIEH NHHOBAIMY MPeICTaBUIa KOMIIa-
st Compag, OBICTPO B3SIBIIAST HA BOOPYXEHUE 32-pa3psiAHbIiA
mukpomnporeccop Intel 1386 Bmecto 16-pa3psagHON MUKpOCXe-
Mbl 1APX 286. To ke moxHO ckazath U 0 Merrill Lynch, nipen-
JIOKUBIIEH M0 CYETa YIpaBJIEHUS] HAJMYHBIMU CpPEICTBAMH,
YTO MO3BOJISIET €€ KJIMEHTaM BBIIMCHIBATh YEKU MO CBOMM Ha-
KOIUTEIbHBIM cyeTaM. Takue MpopbIBHbIE MHHOBAILIUM YAEpkKa-
JIM JIy4IIMX KJIMEHTOB 3TUX KOMIIAaHWM, JJaB UM HEYTO JIyvlllee,

3 Kpucrencen K. Junemma mHHOBaTopa. Kak m3-3a HOBBIX TEXHOJOTHH MOTHOAIOT
cuJIbHBbIe Kommanuu. — M.: AnbrivHa [a6mumep, 2016.



9YeM TO, U4TO Y HUX YKe ObLIO.

[TonpbiBHBIE MHHOBALIMM CO3AAIOT COBEPLIEHHO HOBBIM Dbl-
HOK, Tpejyiarasi HOBblii BUJ] IPOLYKTAa WM YCIYI'H — TaKOM, KO-
TOPBI MACCOBOMY KJIMEHTY IMOHAYATY KaXkeTcsl, BOOOIIEe roBOps,
Xy’Ke MPEeKHEro, UCXOAsl U3 LIEHUMBIX KJIMEHTOM IOKa3aTesei
a¢ppextuBHOCTH. [lepBoe nosienenne Charles Schwab B ponmu
JMCKOHTHOTO OpOKepa, Mpeyiaraionero 6a3oBbie yCIyru, OblIo
NO/IPHIBHOUM MHHOBAIIMEN TIO OTHOIIIEHUIO K OpOKepaMm C MOJTHbIM
cnektpom ycayr, HaripuMmep Merrill Lynch. Jlyuiime kiaveHTs
Merrill Lynch xoTtenu monmy4ynts HedTO OOJbIIEe, YeM YCIy-
ru Charles Schwab. IlepBbie mepcoHaIbHBIE KOMIBIOTEPHI ObI-
JIM TIOJPHIBHOWM MHHOBAIIMEN MO CPAaBHEHUIO ¢ MelH(ppernMamMu
¥ MUHH-KOMITbIoTepaMu. [lepcoHasibHbIe KOMIBIOTEPHI HEe ObUIN
JOCTaTOYHO MOIIHBIMHU JIJIs1 paOOTHI C CYIIECTBOBABIIMMH B TO
BpeMsl TIPWIOKEHUSMU. DT WHHOBAIIMKM ObUIM TIOJAPHIBHBIMU,
MOTOMY 4YTO HE OTBEYaJIM MOTPEOHOCTSM CIEAYIOIIEro MoKose-
HMS BEJYIIMX MOJIb30BATENIEN CYILECTBYIOIMX PHIHKOB. Y HUX,
KOHEYHO, ObLIM JJPyTHe CBOMCTBA, KOTOPBIE CIOCOOCTBOBAJIH TIO-
SIBJIEHUIO Ha PbIHKE HOBBIX NpUJIOKeHUi. VI nmoapeIBHBIE MHHO-
BallM TaKk ObICTPO COBEPIIEHCTBOBAIUCH, YTO B KOHIIE KOHIIOB
OHU CMOTJIU YJIOBJIETBOPHUTH TaK:Ke U IOTPEOHOCTH TOJTb30BaTe-
JIe OCHOBHOM YaCTH PBIHKA.

[Monaep:kuBaloiMe MHHOBAIIMM MOYTU Beerjaa paspadarbiBa-
I0TCSl M BBOIATCS NMPU3HAHHBIMU Jujepamu otpaciau. Ho stu
KOMIIAHWM HUKOIJA HE MpeAJiaraioT MOAPBIBHbIE WHHOBALIMU
Y IUIOXO cipasisAloTcs ¢ HUMU. [louemy? OTBer aaer Haia Mo-



JieJIb «PECYPChl — MPOLIECCHl — LIEHHOCTU». OTpacieBble JTUIEPhI
OpraHU30BaHbI TaK, YTOOBI pa3padaTeiBaTh U BBIBOAUTH HA PHIHOK
NOJIJIEpXKUBAIOIINE TeXHONornuu. Mecsll 3a MecsilieM, Tof 3a To-
JIOM OHH 3aITyCKalOT HOBbIE, YCOBEPIIIEHCTBOBAHHBIE MPOMLYKTHI,
9T0OBl OOOTHATh KOHKYPEeHTOB. OHM TOOMBAIOTCSI 9TOTO, Pa3BU-
Basi MPOIIECCHI OLIEHKH TEXHOJIOTMYECKOro MOTEHIUAIa TOAIEp-
’KUBAIOIIUX MHHOBAIWIA U MOTPEOHOCTEN KJIMEHTOB B aJIbTepHa-
TUBHBIX BO3MOKHOCTSIX. IHBECTUIIMM B MOAICPKUBAIOIINE TEX-
HOJIOTMIM COIJIACYIOTCSI TaKXke C IEHHOCTSIMM KOMITaHWM-JTH/Ie-
POB, IOTOMY YTO OOEIIAIoT 00JIee BHICOKYIO IPUOBLIH Oaronapst
YCOBEPIIIEHCTBOBAHHBIM MPOYKTaM, KOTOPBIE MPOAAIOTCSI Tiepe-
JIOBBIM MOTPEOUTENSAM.

[MonpbiBHBIE WHHOBAIMM BO3HMUKAIOT TaK HEPEryJspHO,
YTO HU OIHA KOMIIAHWSI HE MMEET YCTAHOBUBIIEHCS MPAKTUKU
paboThl ¢ HUMU. Bosiee TOro, MOCKOJIBKY TIO/IPHIBHBIE TTPOIYKThI
NOYTH Bcerja o0emanT 0ojiee HU3KUI YPOBEHb PEHTA0EIbHO-
CTU Ha €IMHUILY MPOAAHHOUN MPOAYKIMKA U HEPUBJIeKATETbHBI
JUIST JIyYIIUX KJIMEHTOB, OHU HE COYETAIOTCS CO CJIOKUBIIIUMUCS
neHHocTsamu kommnanvu. Merrill Lynch obnanana pecypcamu —
JObMHU, IEHbTaMU Y TEXHOJIOTUSIMU, — TPEOYyEMBbIMHU [IIs1 YCIie-
Xa B MOJ/IEPKUBAIOIINX WHHOBAIIUSX (CUeTa yrpaBJieHUsI HATNY-
HbIMHM CPEJICTBAMHU) Y MOAPBIBHBIX MHHOBALUAX (JMCKOHTHBIM
OpOKEpUHT, Mpeaaraomuii 0a30Bble YCIYTrH), ¢ KOTOPHIMU OHA
CTOJIKHYJIACch B mociieqHue roapl. Ho ee mporiecchl U 1IeHHOCTH
TOJVJTUCH TOJIBKO IS TIO[/IEPKUBAIOIINX MHHOBAIIUI U TIPEBpa-
TWJIUCH B CJTA0OCTH, KOT/Ia KOMITAaHUM TTOHA/I00MJIOCh OCMBICITUTD



OM3HEC JIMCKOHTHBIX M OHJIAMHOBBIX OPOKEPOB M IPOTHUBOCTO-
STh eMYy.

[TosToMy mpuumHA OTKa3a OOJNBIIMX KOMIAHUA OT paOOTHI
Ha Pa3BUBAIOIIMXCS PBHIHKAX 3aKJI0YaeTcs B TOM, YTO Ha ca-
MOM JieJie OHU TIPUCTIOCOOJIEHBI K 3TOMY Xyke, yeM Oosiee Me-
KHe, OAPBIBHBIE UTPOKH. HaunHaomM KOMIaHusIM He XBaTta-
€T pecypcoB, HO 3TO He MMeeT 3HadeHHs. VX 1eHHOCTH Mo3-
BOJISIIOT OXBATUTh HEOOJIBIIINE PHIHKH, & CTPYKTYpa U3/IEPKEK —
CIIPaBUTHCSI C HU3KOHM peHTade bHOCThI0. VX Tporiecchl u3yde-
HUSI PHIHKA U PaCIpe/ieNieHrsi PECypCOB MO3BOJISIIOT PYKOBOMI-
CTBY JIEHCTBOBaTh MHTYHUTHMBHO, UM HEOOs3aTeIbHO MOIKperl-
JISITh KaXJJ0€ pellieHre CKPYITyJIe3HBIMU MCCIIeIOBAHUSIMU 1 aHa-
mu3oM. Bee 9TH npenmylIiecTBa yBeIMYUBAIOT UX CIIOCOOHOCTh
BOCIOJTb30BAThCSl TIOAPHIBHBIMU TIEPEMEHAMH U 1aXKe MHUIIH-
poBath ux. Ho kak e OOJbIIoi KOMITAHUY Pa3BUTh TAKUE CIIO-
cobHoctu?



Pa3Burue cnocooHOCTH
CIIPABJATLCA ¢ IepeMeHaMN

Bonpekn mpencraBieHusAM, BOZHHMKIINM OJaromaps MOIy-
JIIPHBIM [IPOrpaMMaM YIPaBJIeHU S U3MEHEHUSIMU U PEUHAKUHU-
pUHra, MpOIecCchl BOBCE HE HACTOJIBKO T'MOKM WM afanTupye-
MBI, KaK PECYPCBI, & IECHHOCTH 00J1aJal0T STUMH CBOMCTBAMM €I1Ie
B MeHbIIel crerneHd. [loatomy B paboTe Haja MOAAEpKUBAIOIIH-
MU WJIM NIOAPBIBHBIMU MHHOBALMSIMHU, KOT/Ia OPraHU3alus HyXK-
JAaeTcs B HOBBIX ITpoLieccax M LEHHOCTAX — IOTOMY UTO €d HyX-
HBbI HOBBIE CIIOCOOHOCTH, — MEHEKepbl JOIKHBI CO3aTh HOBOE
OpraHU3aIMOHHOE TPOCTPAHCTBO JJISl Pa3BUTHS TAKMX CIIOCOO-
Hocrtell. Ectb Tpu cniocoOa 1o0uThest aToro. PykoBonurenu Mo-
TyT:

* CO3/1aTh HOBBIE OPraHU3ALMOHHBIE CTPYKTYPbl BHYTPH Opra-
HU3ALUH, B MTpe/iesiax KOTOPBIX MOXKHO pa3padoTaTh HOBBIE MTPO-
LIECCHI;

* BBIIEJIUTh HE3ABUCUMYIO OPTaHM3allMI0 U3 CYIIECTBYIOILEH
¥ pa3BUTh B HEl HOBBIE MPOLIECCH M LIEHHOCTH, HEOOXOAUMBIE
IUTSL pelIeHrs] HOBOW TPOOJIEMBI;

* prOOPECTH JIPYTyl0 OpPraHM3aluio, B KOTOPOH MPOLIECCHI
Y LIGHHOCTH MTPAKTUYECKH COBMAAAIOT C TpeOyeMbIMU IS pellie-
HHsI HOBOU 3aJa4M.



Co31aH1e HOBLIX CIIOCOOHOCTEH
BHYTPH OpraHu3anumn

Korma crocoOGHOCTH OpraHM3aliuy 3aKJI0YaoTcsl B ee IMpo-
1ieccax M KOrjaa HOBBIM 3ajadaM TpeOyIoTCsl HOBbIE MTPOIIECCh —
a UIMEHHO, KOTJla OHU TpeOyIoT, YTOOBI Pa3HbIe OO WU TPYII-
bl B KOMIIAHUM B3aUMOJIEIICTBOBAIM MHAY€ U B MHOM TEMIIE,
9YeM 3TO ObUIO TIPUHSITO PaHbIIe, — PyKOBOJCTBY HAO BBIICIIHUTh
U3 CYIIECTBYIOLLEN OpraHu3alii COOTBETCTBYIOIIMX COTPYOHHU-
KOB M HayepTaTb BOKPYI 3TOW TpyMIbl HOBYIO rpaHully. Ya-
CTO OpraHU3allMOHHBIE TPAHMIIBI CHAYasIa MIPOBOAAT ISl YIIPO-
meHusT padoTHI CYIIECTBYIONIMX IMPOIIECCOB, W TOTJa OHU 3a-
TPYAHSAIOT CO3JJaHHE HOBBIX MpolieccoB. HoBble rpaHuIIbl KOMaH-
JIbI CIOCOOCTBYIOT Pa3BUTHIO HOBBIX MOJIEJIe COBMECTHOM pado-
Thl, KOTOpblE B KOHEYHOM UTOI'€ YTBEPKAAIOTCS B KAUECTBE HO-
BbIX TpoueccoB. B kHure «Pepomonys B pa3padoTke MpOgyK-
uun» (Revolutionizing Product Development, The Free Press,
1992) Ctuen Yunpait u Kum Knapk Ha3plBalOT Takue CTpyK-
TYpbl KKOMaHJJAMH TS)KEJIOBECOB».

STU KOMaH/AbI LIEJIMKOM 3aHSThl HOBOM 3a/jaueil, YIeHbl rpyIl-
IIbl pa3MEILEHbI PAAOM APYT C IPYIOM, U KaX/Ibli U3 HUX JOJIKEH
B3SITh Ha ce0s JIMYHYI0 OTBETCTBEHHOCTh 34 YCIIEX BCEro Mpo-
exta. B xomnanuu Chrysler, Harpumep, rpaHuLpl TPy BHYT-
pU ee OopraHuzaluy Mo pa3paboTKe MPOLYKTOB TPAJULIMOHHO
OIpeJesIsINCh KOMIIOHEHTAMH, HaJl KOTOPbIMU OHM paboTaiu:



TPAaHCMUCCUSIMHU, EKTPUYECKUMU cuctemamu U np. Ho, 4ro-
Obl yCKOpUTH pa3paboTky aBromoomieit, Chrysler 6p110 HE0O-
XOUMO COCPEeJJOTOUYUTHCS HE HAa KOMIIOHEHTaxX, a Ha ruiatgop-
Max — HalpuMmep, Ha MUHMBIHE, MAJIOJIMTPaKHOM aBTOMOOU-
e, UKUIe, IPy30BHKE, — IMO9TOMY B KOMITAHMM OBbLIM CO37a-
Hbl KOMaH/Ibl TSIKEJIOBECOB. XOTsl 3T OpPraHU3aLMOHHbIE €U-
HMIIBI Y/IENISIIOT MEHbIIIe BHUMAHUS pa3pab0TKe OTAEIBHBIX KOM-
MIOHEHTOB, OHY YIIPOLLAIOT ONPENIENIEHNE HOBBIX ITPOLIECCOB, KO-
TOpBIe Topasao ObicTpee U 3(pEeKTUBHEE UHTETPUPYIOT Pa3Iny-
HbIE KPYIHBIE Y371l B HOBbIE MOZeM aBTomoomeil. Cambie pas-
Hble komnaHuu — Medtronic ¢ ee kapauoctumynstopamu, IBM
c xkectkumu auickamu, Eli Lilly ¢ HOBbIM npemnapaTtom-010k6a-
CTEpPOM Zyprexa — UCTOJIb30BAJIN KOMAH/Ibl TSKEJOBECOB B Ka-
YeCTBE ABUKYILEH CUJIbI 1151 CO3/1aHK S HOBBIX IIPOLIECCOB, KOTO-
phie TO3BOMIMIIM ObICTpee pa3pabaThiBaTh MPOIYKTHI.

Co31aHue cmocoOHOCTelH mMyTeM
BhIJI€JIEHUSI HOBOH OpraHu3aIun

Koraa neHHOCTM OCHOBHOM OpraHv3aliii He MO3BOJISIOT Ha-
MPaBUTh PECYPChl HA UHHOBALIMOHHBIM MPOEKT, KOMIIAHUM CJie-
JIyeT BBICJMTh €ro B BUAe HOBOro mpeamnpustus. OT 0oib-
IIMX OpPraHu3alluid HeJb3sl OKUJATh BBIACJICHUs KPYIMHbIX (hU-
HAHCOBBIX U JIIOJICKUX PECYPCOB, HEOOXOMUMBIX JJIsI CO3/IaHUS
YCTOMYMBOTO TOJIOKEHUST HA HEOOBIINX PA3BUBAIOIIUXCS PhIH-
Kax. Ml KoMImaHusaM, 4bsi CTPYKTypa U3JEepKEK MPHUCIIOCOOIeHa



JUTs1 KOHKYPEHIIMU Ha PbIHKaX C BHICOKUMU 1IEHAMU, OUEHb TPY/I-
HO pa0oTaTh MPUOBUTBHO eIlle M Ha PBIHKAX C HU3KWMHU IIeHa-
M. OTHOYKOBBIBaHHE KOMIIAHUI OUEHb MOMYJISIPHO CPEIU PYKO-
BOJIUTEJIE KOHCEPBATUBHBIX KOMITAHWM, MBITAIOIIMXCS PELIUTD,
yTO UM jeath ¢ Tatepaerom. Ho 310 He Bcerna nonyuaercsi. Ko-
I/1a MOAPBIBHASI UHHOBAIIUSI TPpeOYyeT MHOM CTPYKTYPhI U3/IEPXKEK,
YTOOBI ObITH TPUOBLIBHOW U KOHKYPEHTOCIIOCOOHOM, MIIK KOT/a
MMEIIMECS BOZMOKHOCTH HE3HAUMTEJIbHBI IO CPABHEHUIO C T10-
TpPeOHOCTSIMU POCTa OCHOBHOWM OPraHM3alliK, TOrJa — U TOJIBKO
TOr/1a — HEOOXOVIMO BBIJICJICHE KOMITAaHUH.

Otnen nazepHbix npuHTepoB Kommanuu Hewlett-Packard
B boiice (mrat Aiinaxo) 10OWJICS OrPOMHOIO ycriexa M BbICO-
KO peHTaOeNbHOCT M 3aBOEBAJ PEMyTalvio MPOU3BOAUTEIS
MPOAYKIIMU CAMOT'0 BBICOKOTO KauecTBa. K coxasieHuio, mpoeKT
CTPYWHBIX TPUHTEPOB, MPEACTABISABIINX COOON MOAPHIBHYIO H-
HOBAIMIO, YaX B paMKax OCHOBHOro Ousneca rnpuntepo HP.
XOoTs1 mpoliecchl pa3pabOTKH 3TUX JIBYX BUIOB IMTPUHTEPOB B 1ie-
JIOM CXOMHBI, CYIIECTBYET ONpeAeieHHAs pa3HUIIA B [IEHHOCTSIX.
YroObl MpolBeTaTh Ha PHIHKE CTPYWHBIX MPHHTEPOB, KOMIIA-
Hu HP HeoOxomumo ObLIO MOYYBCTBOBATh ce0si KOM(OPTHO
npu 0ojiee HU3KOW PeHTaOeIbHOCTU TPOaX MO BAJOBOW ITPH-
ObLTM ¥ HA MEHBIIIEM PhIHKE TIO CPABHEHUIO C TEMU YCIIOBUSIMH,
4TO 0OecreunBal PhIHOK JIa3epHBIX MPUHTEPOB. Eil TpeboBatach
TaK)ke TOTOBHOCTb MPUHSATh CPABHUTENIHO OOJiee HU3KUE CTaH-
napthl agdextuBHocTU. Y ToNbKO Koraa pykooactBo HP pe-
IIWJIO IEPEBECTU COOTBETCTBYIOLLYIO IPYIIIY B CBOE MOpa3eie-



Hue B BankyBepe (kanajackas nposuHuMs bpuranckas Komym-
Ousl) ¥ MOCTABUJIO Tiepe/] Hel 1eIb KOHKYPUPOBAaTh Ha PaBHBIX
C OTJIEJIOM JIa3ePHBIX MTPUHTEPOB, TPYIA CTPYHHBIX TPUHTEPOB
HaKOHell 100uIach ycrexa.

Hackonbko Benvka JomkHaA ObITh CTETIEHb BBIIEJICHUS] HOBOW
opraauzanuu? Jlpyroe ¢puzndeckoe MeCTonosIoxeHre Tpedyercst
He Bcerna. [71aBHoe TpeOoBaHMe 3aKJII04aeTcss B TOM, 4TO MPO-
€KT HeJIb3sl 3aCTaB/ISITh KOHKYPUPOBaTh 32 PECYPChl C MPOEK-
TaMM OCHOBHOU opraHuzauuu. Kak Mbl yke BUAETH, IPOEK-
Thl, HE COUYETAIOIINUECS] C OCHOBHBIMM LIEHHOCTSIMM KOMITAaHUU,
OydyT eCTeCTBEHHO CUMTAThCS MeHee MPUOPUTETHHIMU. Pa3me-
IA€TCs JIM BbIJEJIEHHAs] OpraHu3alys B APYroM MecTe, He Tak
Ba)KHO, KaK €€ He3aBUCUMOCTb OT OOBIYHBIX KPUTEPUEB MTPUHSI-
THUsl PELIEHU B MPOLIECCe pacnpenesieHus pecypcoB. Bo Bpeske
«[on6op cpencTs amns pemeHus: NpooIeMbl» JeTaTbHO OMKCHI-
BAeTCsl, KaK MPaBUJIbHO NOI00PaTh OPraHU3AIMOHHYIO CTPYKTY-
Py IUIsl pellieHns] KOHKPETHBIX MPo0IeM WHHOBAIIWY.

ITox6op cpeacTs A pemieHus MPooJIeMbl

IIpeamosio:kuM, 4YTO  OPraHM3alUH  HYKHO
OTpearupoBaTh HAa WHHOBAIMI0 WJIM HWHUIUHPOBATH
ee. [lpemnoxenHass 3pgech Martpuia (cM.  TaOIuUILy)
TIOMOKET PYKOBOIUTENSIM TOHSITh, KAKOTO poAa KOMaH[a
JOoKHA paboTaTh HaJ TPOEKTOM M B paMKax Kakoi
OPraHU3allMOHHON CTPYKTYPbl HEOOXOAMMO el padoTaTh.



[lo BeprUKambHO OCH MEHEIKep 3adaeT CTeleHb
COOTBETCTBUsI CYIIECTBYIOIIMX B OPraHU3AIMU MPOLIECCOB
3(p(eKTUBHOMY BBIMIOJTHEHUIO HOBOTO BHUA PaOOTHI.
[Io ropu3OHTANBHOM OCH YKa3blBae€TCs, IMO3BOJISIIOT JIU
HIEHHOCTHU OpraHu3alvn BbIACIATH KOPHOpaTuBHbIE
pecypchl Ha HY:K/bl HOBBIX UHUIIATHB.

B npsamoyronbHuke A mpencraBieH MPOEKT, KOTOPBIU
XOpOILIO couyeTaeTcss C TMpoleccaMd U [IEHHOCTSMU
KOMITaHUH, TIO9TOMY HOBBIE CIIOCOOHOCTH HE TIOTPEOYIOTCS.
DyHKIMOHATIbHAST KOMaH/a, WIM KOMaHIa JIerKOBECOB,
MOJXET CIIPABHUTHCS C MMPOEKTOM B PaMKax CYILIECTBYIOIIEH



OPraHU3allMOHHON CTPYKTYpbl. PYHKIIMOHAIbHAS] KOMaH1a
paboTaer Hag mMpoOIeMamH, MPHUCYIIUMH OIPEAeTIeHHON
(yHKIMH, ¥ 3aTeM NepeJIaeT MPOEKT CIeAYIONIer KOMaH/IE,
KoTOpass padotaeT Haj cBoedl (QyHKiumeir. B komanme
JIETKOBECOB PabO0TalOT CHEIUATMCThl Pa3HOro Mpoduis,
HO €€ WIEeHbl OCTal0TCS TOI PYKOBOJACTBOM CBOMX
(pyHKIIMOHATBHBIX MEHEIKEPOB.

B npsmoyronbarke b mpeactaBieH MpoeKT, KOTOPBIT
XOPOIIIO COYETAETCs C LIEHHOCTSIMU KOMIIAHUH, HO HE C ee
nporieccamu. OH CTaBUT Tmepe] OpraHu3anerl HOBbIE
BU/IBL TPOOJIeM | TO3TOMY TpeOyeT HOBBIX BHIOB
B3aMMOJICUCTBUSI M KOOPIMHALMU MEXIy Trpynrnamu
U OTAeNbHBIMU coTpyaHuKamu. Komanpa, cxomHas
C KOMaHIOM W3 TPsAMOYrOJbHUKA A, 3aHHUMaercs
MOJ/IEP’KUBAIOIIEH, a HE MOJPbIBHON MHHOBalel. B atom
cllyyae HeIUIOXO HCIOb30BaTh KOMaHy TSIKEJIOBECOB,
HO TMIPOEKT MOXET ObITh PeajM30BaH B paMKaX OCHOBHOW
Komrnanud. KoMmaHga TSKeJlOBECOB, WIEHbl KOTOPOH
paboTaIOT TOJBKO HAJ MPOEKTOM U AOJUKHBI BeCcTH ceOsi
KaK IJIABHBIE PYKOBOIMTENH MPOEKTa, HECYIIME Ha CBOMX
[Uleyax OTBETCTBEHHOCTh 3a €ro ycrex, YCTpoeHa Tak,
YTOOBI MOTJIH (POPMUPOBATHCSI HOBBIE MPOIECCHl U HOBbIS
Cr1ocoObl COBMECTHOM padOTHI.

B mnpsmoyronbHuke B pyKOBOAMTENb CTaJKUBAETCS
C TIOAIPHIBHBIMHM TlepeMEHaMH, KOTOpble HE COYETaloTCs
C CyHIECTBYIOIIMMU B  OpraHM3allMMd  IMpoleccaMu
u  neHHoctamu.  Jnga  Toro  4roObl  JOOMTHCS
ycrexa, PyKOBOIMTENIO CleAyeT CO3[aTh HEe3aBUCUMYIO
OPraHU3aIMIO U TOPYYUTh PAdOTY HaJ1 MTPOOIEMOI KOMaH/Ie



TsokesnoBecoB.  HeszaBucumasi — opraHuzaiyisi  MO3BOJIMT
MIPOEKTY PYKOBOJACTBOBATbCS MHBIMM LEHHOCTSIMU —
HarpuMep, WHOW CTPYKTypOl U3IepkeK ¢ Oonee
HU3KOU peHTabeIbHOCThIO Tpoax. KomaHa TskenoBecoB
(KaK 1 B IpsIMOYTOJIbHUKE B) oOecrieunT nosijieHue HOBbIX
IIPOLIECCOB.

AnasiormyHo B mpamoyromsHuke I, Korma
PYKOBOIUTENb CTAJIKUBAETCS C MOAPBIBHBIMU IIEPEMEHAMH,
KOTOpBIE COYETAITCA C MPOLIECCaMH, CYILECTBYIOIIMMU
B OpraHu3aliii, HO HE C €€ IEHHOCTSMH, KJII0Y
K yCliexy T[IOYTH BCeraa JIKUT B TOM, YTOOBI
MOPYYUTh KOMaHJIE TSKEJIOBECOB paboTy B HE3aBUCHMOW
opranmzaiu. WHorma pa3paGoOTKy MOXKHO C  yCIIeXOoM
MPOBOAMThL M B paMKax CYyLIECTBYIOLIEH OpraHW3allvy,
HO JUI1  YCHEIUHOM KOMMEpLMaM3alliyd  IPOeKTa
noTpedyeTcsi He3aBUCUMast CTPYKTYpa.

K coxanenuio, OOJNBIIUHCTBO KOMITAHUI HCIOb3YeT
CTpaTerni0 OPraHU3allUM «BCEX TOI OOHY TIpeOeHKy»,
MPUMEHSISI KOMaH[bl JIETKOBECOB WM (DYHKIIMOHAJIbHBIE
KOMaHIbl [UIsi TPOrpaMM BCEX BHUAOB M MAacHITaOOB.
Ho Takue KoMaHb! IPUTOAHBI TOJIBKO ISl UCTIOJIb30BaHUS
CYILIECTBYIOIIMX CHOCOOHOCTeH. M cpean Tex HEMHOrHMX
KOMIIaHWil, KOTOpble TMPUHSUIM JIOKTPUHY KOMAaH[bl
TSKEJIOBECOB, MHOTME MBITAIMCh OPraHM30BaTh BCE
CBOM KOMaHIbl pa3padOTUYMKOB B BHAE KOMaH[
TSOKEJIOBECOB. B mueasie Kaxaol KOMIIAHUM  CIIEAYET
npucrocabivBaTh CTPYKTYpY KOMaHIObl M €€ MecCTo
B OpPraHu3aIMy K MpoIeccaM U EeHHOCTSIM, HEOOXOMMbIM
1J1s1 KOHKPETHOTO MPOEKTA.



PykoBoguTenm monaraioT, 4TO CO3[IaHhe HOBOTO TMpPeINpHsi-
TSI 00s3aTeIbHO O3HA4YaeT OTKa3 OT CTaporo, ¥ UM 3TO OYEHb
HE HPABUTCS, TaK KaK CTapoe MPEKPACHO CHPABISIETCS CO CBO-
UMM 3agadamu. Ho, Korna Ha rOpU30HTE MOSIBIISIIOTCS TOIPbIB-
Hble TIepEeMEeHbl, PYKOBOIUTEISIM HYXKHO cOOpaTh BCE CIOCOO-
HOCTH OpraHM3alliK, YTOOBI MPOTUBOCTOSTH STUM IEpeMeHaMm,
Npekae YeM OHM TIOBJIUSIOT HAa OCHOBHOMW Om3Hec. PakThue-
CKM MM HYXKHO YNPaBJISTh TaHAEMOM U3 ABYX MPENNpPUSTUN —
TIOCKOJIbKY TIPOIIECCHl OHOTO TMPUCTIOCOOIEHBl K CYIIECTBYIO-
11el OM3HEC-MOJIeNH, a APyroe OyJeT MOCTaBIeHO B 3aBUCUMOCTD
oT HoBo#i Monenu. Tak, HanpuMep, Grarogapsi CKpyIyJIe3HOMY
BBITIOJIHEHUIO TPUHSATHIX MPOIIECCOB TUIAHUPOBAHUS, TMOIJIONIE-
Hus U naptHepcrBa kommnanus Merrill Lynch npoBena Bneuar-
JSIONIYI0 TIO0AJBHYI0 SKCMAHCUI0 CBOMX HMHCTHTYIIMOHATBHBIX
(puHanCcOBBIX ycayr. OQHAKO Tenepb, OKA3aBIINUCh JIMIIOM K JIAILY
C OHJIAHOBBIM COOOIIIECTBOM, KOMIIaHUS BHIHY K/IEHA TJIAHUPO-
BaTh, OCYIIECTBIIATH MOTJIONIEHUS U CO3[]aBaTh MAPTHEPCTBA TO-
pazno Gosnee BRICOKMMU TeMiiamMy. O3HavaeT iy 9T0, 9TO KOMIIa-
HuM Merrill Lynch cnepyer uameHuTs nporeccsl, KOTOpbIe Tak
XOpOIIO padoTalli B paMKax TPaJUIIMOHHOW WHBECTUIIMOHHOW
nesaTenbHOCTH OaHKOB? [TomoOHOe pelieHre MPUBEIIO Obl K KaTa-
crpode, ecii MOCMOTPETh Ha TpodieMy depe3 Mpu3My Halllei
mozaenu. Bmecto storo Merrill Lynch cnenyer coxpanuts cra-
pble MPOoIIecChl 1151 padOThI B CYIIECTBYIONIEM OM3HECe (BO3MOXK-
HO, cTapast OM3HeC-MOJIeNb TIO3BOJIUT 3apad0TaTh eI1le HECKOJIBKO
MWIJIMAPAOB J10/U1apoB!) U CO3/1aTh JOTOJHUTEIHBIE MPOLIECCH



IUISI pellieHus HOBOTO KJlacca 3a/1a4, BO3HUKINMX Tepes Ou3He-
COM.

HeGompimoe mnpenynpexaeHue: wusydas 3Ty Mpoonemy,
Mbl He OOHAPYKWJIM HU OJHOTO Ciyyasi, KOrja KOMIAaHUM yaa-
JIOCh CIIPaBUTHCS C IEPEMEHAMU, PA3PYLIAIIIMMU €€ OCHOBHbIE
IIEHHOCTH, 0€3 JITYHOTO, HEYCHIITHOIO BHUMAHUSI CO CTOPOHBI I'e-
HEPaJIbHOTO JUPEKTOpa — MMEHHO W3-3a BIMSHUS LIEHHOCTE!
npy (OpPMUPOBAHMU OOBIYHOTO MPOIIECCA paclpeie/ieHusl pe-
CYPCOB.

ToNBKO TEeHepaIbHBI JAUPEKTOP MOXKET OOeCIeunuTh HO-
BOW OpraHu3alMy TOJydeHhe TpeOyeMbIX pPEecypcoB, TOJBKO
B €ro BJIACTU CO3JaHKME MPOLECCOB U LIEHHOCTEN, COOTBETCTBY-
IOIIMX HOBBIM 3aja4yaM. [lJisi TeHepasibHbIX JAUPEKTOPOB, KOTO-
pble CYUMTAIOT, YTO OTIIOUYKOBAHKUE CAMOCTOSITETbHOWM KOMITAHUU —
3TO CMOCO0 MCKJII0UEHHSI 3200T O MIOAPHIBHON yrpo3e U3 CIUCKA
JIMYHBIX JIeJI, BEPOSITHOCTh HEyJauu Ype3BblUailHO Besmka. Mc-
KJIIOYEHUH U3 3TOTO MpaBUiIa Mbl He OOHAPYKUIIH.

Co3xanue cnocooHoOCTEN
MyTeM MOrJI0meHIH

PykoBoauTeM, 3aHMMAIOIIMeCss HHHOBAIUSMU, B CBOUX TIO-
MBITKAX TPUOOPECTH CHOCOOHOCTH JIOMKHBI HE TOJBKO OCO-
00 OLICHMBATh CIIOCOOHOCTH M CNaOble CTOPOHBI, CKPBIBAIOIIH-
ecsl B pecypcax, Tpolieccax M IIEHHOCTSIX CBOEH KOMIIaHWH,
HO U CTOJIb K€ MPUCTAJILHO paccMarpuBarh noromieHus. Kom-



MAHWU, YCTENTHO MPHOOPETAIOIINE HOBBIE CIIOCOOHOCTH B pe-
3y/bTaTe TMOIJIONIEHH, 3HAIOT, I1e UIMEHHO B MPHOOpETaeMOi
KOMITAaHMM OHU HAXOMASTCS, M TIPAaBUJILHO YCBAaMBAIOT MX. Pyko-
BOJUTENIU-TIOKYIIATENIM HAUMHAIOT ¢ Borpoca: «OTKyaa B3siach
9Ta [IEHHOCTb, 32 KOTOPYIO S TOJIbKO UTO TaK JOPOTO 3aruiaTui?
OmnpapnaHa v 1IeHa MPUOOPETEHHBIMH PeCypCcamu?

Wy 3HaYMTeNbHYI0 YacTh CTOMMOCTH MOMIOUIEHHON KOMIIa-
HUM COCTABUJIM MIPOIIECCHI U IIEHHOCTU ?»

Ecmu nmprpoOpeTaeMbie ClIoCOOHOCTH 3aKTI0YEHBI B ITPOIIECCAaX
¥ [IEHHOCTSIX IPHOOPETaeMOi KOMITAaHUH, TO PyKOBOIUTEIIO-TIO-
KynaTeno cliefyeT OTKa3aTbCsl OT MHTErpaluu MOIIOIEHHON
KOMITAaHUM B MaTePUHCKYIO OpraHu3aiuio. ViHTerpamuys yHu4To-
JKaeT IMPOLIECCH ¥ LIEHHOCTH TTprodpeTaeMoit (pupmbl. Kak Tosb-
KO PYKOBOAMTEJIEH MOIJIOIAEMON KOMIIAHUU 3aCTaBAT MPUHATD
crnocod BeaeHust OM3Heca KOMIIAaHUEH-MTOKyaTesieM, ClIOCOOHO-
CTU MX KOMIIaHuM ucnapsitcs. ['opa3no nyuineit ctparerueit Obi-
710 OBl pa3pelrTh MOrIoNaeMoMy OM3HECY COXPaHUTh HE3aBH-
CHMOCTD ¥ BIIUTh PECYPChl MATEPHHCKON KOMITAHUH B TIPOIIECCHI
Y LIGHHOCTH NMPUOOPETEHHOM OpraHu3aiuu. Takoil noaxon nei-
CTBUTEJILHO MPEICTABIIsIET COOOW MPUOOPETEHNE HOBBIX CIIOCO0-
HOCTEH.

OpHako eciii OCHOBHOW ITPUYMHOM yCIieXa MOKYIAaeMOr KOM-
TIAHUY U ee TIOTJIONIEHHS ObLIIM €€ PeCypChl, TO UMEET OOJIBIION
CMBICJI MIHTETpUpPOBaTh HOBBII OM3HEC B cyliecTByomuii. I1o cy-
TH JleJla 3TO O3HAYaeT BKJIIOUEHHEe MPUOOpeTaeMbIX COTPYTHH-
KOB, TIPOJYKTOB, TEXHOJIOTUH 1 KJIMEHTOB B TIPOIIECCHI MATEPUH-



CKOW KOMITAaHUM C LIEJIbI0 TIOBBIIIEHHSI UMEIOIIUXCSI Y Hee CIIo-
COOHOCTEH.

C 3T0i1 TOYKH 3pEHH S MOKHO JIy4llle OLIEHUTh ONTACHOCTH CJIU-
saaus kommnanui Daimler u Chrysler. ¥ Chrysler 65110 HeMHOTO
PeCypcoB, KOTOPbIE MOKHO OBLJIO CUUTATh YHUKATIbHBIMH.

Ee HenaBHMI ycrnex Ha pbIHKE ONMPAJICS Ha IMPOLECCH —
B YaCTHOCTM Ha TPOLIECCH pa3paOOTKM TMPOAYKTOB M HWHTeE-
rpalyy yCUJIMHA TMOCTABHIMKOB KPYITHBIX Y3JIOB aBTOMOOWJIEH.
Kak xe Daimler adpekTrBHEe UCITONB30BaTh CIOCOOHOCTH KOM-
nanuu Chrysler? Paau cHukeHust uznepxek YOuI-CTput Tpeoy-
€T OT PyKOBOJCTBA KOMIaHUH UX KoHconuaanuu. Ho npu uxte-
rpaiyu AByX KOMITaHUI OyAdyT MOCTABJIEHBI O] YTPO3Y T€ CaMmble
nporiecchl, kotopble caenanmu Chrysler crosb mpuBeKkaTeTbHbIM
PUOOPETEHUEM.

Curtyanus HanoMuHaeT npuooperenue B 1984 rogy kommnaHu-
ert IBM TenekommyHukannoHHou komnanuu Rolm. Cpenu pe-
cypcoB Rolm He ObU10 HUUEro Takoro, 4ero yxe He Obi1o y IBM.
Crkopee, 3HaueHHe UMenH poriecckl Rolm B oGmactu pa3padboT-
K1 OPUCHBIX TelepOHHBIX CTAHIIMI U TMOMCKA HOBBIX PBIHKOB
st ux copita. CHavana IBM oco3HaBana BaXkHOCTh COXpaHe-
HUS He(hOPMATIbHOW M HEOOBIYHOW OPraHU3AIIMIOHHOW KYJIbTYPbI
Rolm, kotopasi pa3utespHO OTJIMYAIach OT METOAUYHOIO CTH-
a5 IBM. Opnako B 1987 rogy IBM nukBuanpoBaia KOMIaHUIO
Rolm kak cBo# (pusma u NpuHsijia pelieHue o MOJIHOU ee UHTe-
rpaiuu B COOCTBEHHYIO KOPIIOPAaTUBHYIO CTPYKTYpy. PykoBoj-
ctBo IBM ckopo ybemunoch B ommOoYHOCTH 3TOrO mara. Ko-



rJa OHO MONBITAJIOCh MPOTOJKHYTh pecypchl Rolm — ee mpo-
JOYKTHl U KJIMEHTOB — Y€Pe3 CBOM IPOLIECCHI, OTIIIM(POBAHHbIE
KPYITHBIM KOMIIBIOTEPHBIM OM3HECOM, Jiesia Rolm cepbesHo yxya-
ek, KommnblotepHasi KOMIaHusl, YbM 1IEHHOCTU OBbUIH YBSI-
3aHBl C PEHTA0ETbHOCTHIO MpONaX Ha ypoBHe 18 %, He mor-
Jla BCEPbE3 3aMHTEPECOBATHCSA MPOLYKLMEW C TOpa3lo MEHb-
meil peHtadenbHOCThIO. MHTerpaus Rolm B IBM yHmuToX)U-
Jla caM UCTOYHUK NEPBOHAYAJIbHON LIEHHOCTH cAenku. Daimler-
Chrysler, ycrynas HAKMMY UHBECTHUIIMOHHOTO COOOINECTBA, Tpe-
OyIoIIero SKOHOMHUM OT TOBBIMIEHUsT 3(PPEKTUBHOCTH, OKa3a-
Jlach Ha Kpato ToM xke rpornactu. [Toxoxe, 4To MHTYUIMA (PpUHAH-
COBBIX AHAJIMTUKOB 3a4acTylo JIy4llle PAClO3HAET LIEHHOCTb pe-
CYPCOB, YeM LIEHHOCTb MTPOLIECCOB.

W Hao6opoT — nporiecc noriomenuit y Cisco Systems mpoxo-
JWII TaK JIAJKO NOTOMY, YTO, KaK MBI [T0JIaraéM, OHa COXpaHsja
pecypchl, IPOLIECCHl M LIEHHOCTH C YYETOM BEPHOU NEPCIIEKTUBBI.
B nepuon mexay 1993 u 1997 rongamu komnanus mpuoOpera-
Jla B OCHOBHOM MEJIKME KOMITaHWH, KOTOPBIE ITPOCYIECTBOBAIN
MEHee JIByX JIET, OpraHu3alsl KOTOPbIX HaXOAWJIACh HA paHHEU
CTaJ1M CTAaHOBJIEHUS1 U PIHOYHAS! LIEHHOCTh KOTOPBIX ONMPAJIACh
MPEUMYIIIECTBEHHO Ha PECYPCHI — B OCOOEHHOCTH Ha MHKEHEPOB
u nponykthl. Komnanus Cisco couerana 3T pecypchl ¢ CBOUMU
9(p(PEeKTUBHBIMU TIPOLIECCAMU Pa3paOOTKH, JIOTUCTUKH, TTPOM3-
BOJICTBA Y MAPKETHHIA U OTKA3aJIaCh OT BCEX TOJILKO 3apOK/1aB-
IIUXCS TIPOLIECCOB U IIEHHOCTE!, TPUIIIEAIINX C TPUOOPETEHHbI-
MU KOMITaHUSIMH, TaK KaK IUIATWJIA OHA HE 3a HUX. B HEKOTOpbIX



cllyyasix, KOrja KoMIaHus npuoOpeTana 6osnee KpynHyo u 00-
Jiee 3peiyio OpraHu3aiuio — B yactHocty, StrataCom B 1996 ro-
ay, — Cisco He uHTerpupoBasia ee. Haobopor, oHa mo3Bonuia
StrataCom ocTtaTbcsi HE3aBUCUMOM U BJIOKWJIA CYILIECTBEHHBIE
pecypchl B opranm3anuio StrataCom, 4TtoObl CHIOCOOCTBOBATH €€
Ooree OBICTPOMY pOCTY*.

PykoBoguTtenu opraHuzaivid, CTOJIKHYBIIUXCS C MEpeMeHa-
MU, CHa4asa JOJKHbI ONPEAEIUTh, ECTh JIU Y HUX HEOOXOIUMbIe
IUIsI ycriexa pecypchl. 3aTeM UM HYXKHO CITPOCUTH ceOsl, €CTh JI
y OpraHu3aryy HeoOXOIMMbIe TPOLIECCHl U IIEHHOCTH ISl yCIIe-
Xa B HOBOM CUTyalMU. DTOT BTOPOM BONPOC HE TAK ECTECTBEH
1UIs1 OONBIIIMHCTBA PYKOBOAUTENEH, TIOTOMY UTO MPOLIECCH BbI-
NOJIHEHUST pabOTHI U TIEHHOCTU, KOTOPBIMHU TOJB3YIOTCS COTPY/-
HUKH B IIPOLIECCE MPUHSATUS PellIeHHUid, XOPOLIO MOCTYKUIA UM
B MpoluIoM. Mbl HajieeMcsl, 4TO Hallla MOJEJb MPUYYUT MEHe-
JKEpOB JIyMaTh O TOM, YTO T€ CaMble CIIOCOOHOCTH, KOTOpbIE Jie-
JIAIOT UX OpraHu3aluu 3(pEeKTUBHBIMU, ONPEEIISIOT U UX Cla-
Oble CTOPOHBI. B 3TOM OTHOIIIEHNH HEKOTOPOE BpeMsl, 3aTpavyeH-
HO€ Ha CAaMOKPHUTUYHBIM MOMCK YECTHBIX OTBETOB Ha ClEIyIO-
1K€ BOIMPOCHI, IPUHECET HEOLIEHUMYIO NOJb3Y: «[IpuronHsl
IUIsI peIieHNsI HOBOW ITPOOIEMBI T€ TTPOIIECChI, YTO MPUBBIYHO UC-
TIOJIB3YIOTCS /IJ1S1 BBITIOJTHEHNST Ppa0OTHl B HAIIIEH OpraHu3aryu’?
Kak MmoBAusIIOT LEHHOCTH OpPraHM3alii Ha 3Ty WHUIMATUBY —

4 Cm. Charles A. Holloway, Stephen C. Wheelwright, and Nicole Tempest, "Cisco
Systems, Inc.: Post-Acquisition Manufacturing Integration," — nccienoBaxue, omyosm-
koBaHHOe coBMecTHO CTaH(popnckon u ['apBapickoit mkonamu 6usHeca B 1998 romy.



CTaHET JIM OHA BBICOKOIIPUOPUTETHOM MM OYJET TalIUThCS TIO-
3a1u 7>

Hwudero crpaiiiHoro, eciiv OTBEThl Ha 9TH BOIPOCHI OKAXKYT-
cs1 oTpunaresibHbiMu. Oco3HaHue MPoOIeMbl — CaMbIi BasKHbIN
1Iar B ee penieHud. BeigaBath 3/1eCh KellaeMoe 3a JeiCTBUTE b~
HOE€ — 3HAYUT BECTH KOMaHJy HOBATOPOB IO IyTH, YPEBATOMY
HEen30eKHBIMU TPEMATCTBUAME, KOJCOAHUSIMM U pa30odyapoBa-
HUsIMU. VIHHOBAIMY YacTO KaXyTCs YCTOSIBIIMMCS KOMITAHUSM
TaKUMU TPYIHBIMHU, TOTOMY YTO T€ HAHUMAIOT BHICOKOKBaJTU(DU-
IIUPOBAHHBIX JIOJCH U 3aTe€M 3aCTaBJISIIOT UX padoTaTh B Opra-
HU3AIIMOHHBIX CTPYKTypax, MPOIECChl U TICHHOCTH KOTOPBIX CO-
BCEM He TMPHUCHOCOOJEHBI Il MOCTABJICHHOW 3a1aun. [J1aBHas
00s13aHHOCTh MEHEJ)KMEHTa B HaIlle Bpems IpeoOpa3oBaHUM —
JOOUTBCSI, YTOOBI OAPEHHBIM JIIOASIM OBUIO YIOTHO B BOCIIPUUM-
YHMBBIX OpraHU3aIMIX.

Bnepevie onybauxosaro 6 evinycke 3a mapm — anpenv 2000 200a.



dd dexTUBHAS aHATUTHKA
Tomac /IpBeHnopT

Bce MBI 3Haem, Kakoi CwIoi 00/1aJal0T TaK Ha3bIBa€MbIE
killer apps — peBOIOLIMOHHBIE MTPOAYKTHI TOW WJIM MHOW KOM-
NaHWU, HEe UMEIoIMe aHalIoroB B Mupe. Pa3paGoTku Takux
KOMIaHui, Kak American Airlines (3;1eKTpoHHOE OpPOHHUPO-
BaHue), Otis Elevator (mpoduiakTiaeckoe Texo0cIyKuBaHUE)
wm American Hospital Supply (onnainH-3akas3bl), 32 MHOTHE I0-
Jbl TIPUHECIIA CBOUM CO3JATENIsIM OTPOMHBIE I0XO/bl U YKPETIH-
M ux penytanyio. MiMes Takue 1IeHHble — U BOCTPEOOBaHHBIE —
MPOMYKTHI, KOMIIAHUYM CMOIJIA COOpaTh MH(POPMAITUIO Y UCTIONb-
30BaTh €€ TaK, YTOOBl B KOpPHE U3MEHHUTh OXHIAHUS KJIMEHTOB
U ONTUMU3UPOBaTh paboTy /10 HEBUJAHHOTO ypoBHs. 13 Bcro-
MOTaTeIbHOrO MHCTPYMEHTA TEXHOJIOTMU IIPEBPATUIIUCh B CTPa-
TErMUYEeCKOe OpyXkKHe — U BCe Oyaromapst uMm.

Komnanum, nenatomme craBky Ha killer apps, kak nmpaBuio,
COCpPE/IOTOYMBAIOT BCE BHUMaHKME Ha OJHOU 00nactu, ooOeramn-
el HauOoJIblliee KOHKYpEeHTHOe TpeumyIecTBo. OHaKO HO-
BOE MOKOJIEHUE KOPIIOPAIUil MOBBICUJIO CTaBKU. Takue Komma-
HUH, Kak Amazon, Harrah's, Capital One, u pykoBOICTBO KOMaH-
1l «bocton Penn Coke» 100MIMCh BIIEUAT/ISIONIMX YCIIEXOB, MPU-
MEHSIs1 BO BCEBO3MOXKHBIX BUJIAX CBOEU JEATEIbHOCTU MOILIHEW-
W1 THCTPYMEHTAPUI aHATUTUKU. PaKTUUECKU OHU TIPEeBpaTH-



7 ceOs1 B Lienble apMui Killer apps — ¥ COKpYIIUTEIHHO TBUKYT-
cs BOepen K nooese.

[TooOHYI0 «TOHKY aHAJIMTUKOB» KOMIIAHUHU BEAyT HE IMPO-
CTO MIOTOMY, YTO MOTYT TaK JIeJIaTh, — CHEIMAIIMCTOB IO JAHHBIM
1 uX 00padOTKe B HAIIM JHM IPEIOCTATOYHO, — HO U TMOTOMY,
YTO JieJiaTh TaKk HYXkHO. BO MHOTMX OTpacisix KOMIAHUU Mpej-
JIaraloT OfIHU U T€ ke MPOAYKTHI, TPUMEHSIIOT CXOXKKe TEXHOJIO-
T'H, TaK YTO UMEHHO OM3HEC-TMPOIIECChl TTOKA MO3BOJISIIOT BbIJIE-
JIMTHCSL.

N kommnanuu, 3¢ppeKTUBHO UCMIOB3YIOLIUE aHAJTUTUKY, TOTO-
Bbl «BbIKaTb» U3 3TUX IPOLECCOB BCe 10 Karuii. OHU HE TOJb-
KO 3HAIOT, KaKWe MPOAYKTHI HYKHbl UX KJIMEHTaM, HO U MOTYT
CKa3aThb, CKOJIKO T€ FOTOBBI 3aIUIATUTh, KAK MHOTO KYIISIT B Te-
YeHHUe KU3HU U YTO CIIOCOOHO 3aCTAaBUTh UX MOKYMATh OOJIbIIIE.
OHU HEe TOJIBKO 3HAIOT, YTO TaKOe KOMITEHCAIIMOHHBIE BHITLIA-
Tl U TEKy4eCTb KaJpOB, HO U MOTYT MOJICYUTATh, CKOJIBKO CO-
TPYIHUKOB ITOMOTAIOT IOCTUTHYTD 1IEJIH, & CKOJIBKO — HA000pOT
¥ Kak YpOBEHb 3apIuiatel BiusieT Ha 3((PEeKTUBHOCTh paOOTHI.
OHU He TOJIBKO 3HAIOT, KOTJIa UCTOMIAITCA 00OPOTHBIE (QOH/IHI,
HO ¥ MOT'YT ITPeICKa3aTh CJIOKHOCTU CO CIIPOCOM U LIETIOUKOM I10-
CTaBOK, TIO9TOMY TaKUM KOMIIaHUSIM yIAeTCsl C/IeNaTh TakK, YTO-
OBbI CITy4aeB HEXBATKHU PECYypCOB ObUIO MEHBIIIE, 2 BOBPEMS OT-
IpyKE€HHBIX 3aKa30B — OOJIBIIIE.

Bce cBou neiictBusi 3¢h(peKTUBHbIE aHATTUTUKY YETKO KOOPAHU-
HUPYIOT B paMKax KOMILJIEKCHOW CTpaTernu, KOTOPON PyKOBOIUT
TOI-MEHEI)KMEHT, JIeJIeTUPYs 3aTeM 33a4l OTBETCTBEHHbIM JIH-



1[aM Ha Kak10M ypoBHe. COTPYIHUKY, HAHSTHIE 32 OMBIT paOOThI
¢ g pamMu Wi 00ydeHHbIe TIOHUMATh BCIO UX BaKHOCTh, UME-
10T BO3MOKHOCTb OIEPUPOBATH JIyUITUMU IJAHHBIMU U JTyYIITUMU
KOJINYECTBEHHBIMU METOAAMU. B UTOre OHM NMPUHUMAIOT ONTH-
MaJIbHbIe pelieHus] — OOJbIIINE U Majible, IeHb 3a JHEM, CHOBa
Y CHOBA.

XOTsl aHAJIMTUKOM 3aHMMAIOTCSI BO MHOTMX OpraHu3allusiX,
MaJjio KOMY yAJIOCh JOCTMYb YPOBHS HACTOSALIETO Mpodeccro-
Hasm3Ma. Ho MMEHHO 3TM KOMIaHUM JUIUPYIOT B Pa3HbIX 00-
JIACTSIX: B MPOU3BOJCTBE MOTPEOUTEIHCKUX TOBAPOB, B (DMHAH-
cax, pO3HUYHOM TOProBJie, TYpU3ME, Pa3BJICUEHUsX U T. 1. AHa-
JIMTHKA COCTYXUJa AoOpyto ciyx0y Capital One, Mo3BoIUB eii
Ha 20 % yBenMuMBATh YHUCTYIO MPUOBLTH HA AKIWIO KasKIbIA
ron ¢ mMoMeHTa IPO. Bnarogaps ucnonb30BaHUIO aHAIMTHUKU
Amazon npeBpaTuiiach B JIujepa pO3HUYHOM TOProsiu B IHTep-
HeTe U CMOIJIA MOJTy4aTh NPUObLIb, HECMOTPSI HA OTPOMHBIE BJIO-
JKeHUs B pocT U UHGpacTpyKTypy. Cekper ycnexa B CliopTe — BO-
BCE HE CTEPOU/Ibl, & CTATUCTUKA, U TO MOATBEPKIAIOT JIETeHAap-
Hele odensl «bocron Pen Coke», «Hbo-UHrnenn [Tatpuote»
u «OxkneHg duc».

Nnes Bkpartie

OnHUMHU  TOJNBKO TMPOAYKTaMHU  BBIAEIUTHCS Cpeau
KOHKYPEHTOB ~ IPAKTUYECKM  HEBO3MOXHO.  Bamm
COIIEPHUKHU MPEUIAraloT TO ke, YTO M Bbl. A YyUMTHIBas



[ICHOBYI0 KOHKYPEHIIMIO CO CTOPOHBI HEKOTOPHIX CTpaH,
BBIMTPATh 3a CYET HU3KUX M3AEpPKeK Toxe OymeT BechbMa
CJI0KHO.

Kak xe BeigenuTbcsa’?

CranbTe cynepaHaJIMTUKOM !

Hcnone3yiiTe TpOrpeccMBHblE  TeXHONOrMUA  cOopa
M aHaJIM3a JaHHBIX, YTOOBI BBIKATH M3 CBOMX OM3HEC-
MTPOIIECCOB BCE JI0 Karuti. Bbl cMokXeTe He TOJBKO MOHSITH,
YTO HYKHO BalllUM KJIMIEHTaM, HO W OIIeHUTh, CKOJIBKO
OHU TOTOBBI 3aIUIATUTh U YTO MX NpuBjekaer. OreHnBanTe
HE TOJBKO TO, BO CKOJIBKO OOXOASITCS BaM COTPYIHUKHU,
HO Y UX TOYHBIN BKJIaJ B UTOTOBBIN pe3yabTar. He mpocto
OTCJIC)KUBATEe UMEIOIMECs 3arachl, HO W MPOTHO3UPYHTE
BO3MOXHBIN AePUIUT 1 U30eraiTe ero.

CynepaHaIMTUKY  CTAHOBSITCSI  JIMJIEPAaMU B CBOMIX
orpacisax. Hampumep, anammtuyeckass padorta Capital
One ofecnieuynsia KOMIIAHUM TIPUPOCT B TPHOBUTA
Ha akuuio He MeHee 20 % exXeromHo ¢ MOMEHTa
BbIXOJ]a Ha pHIHOK. CHenaiTe aHAJIUTHKY YacThio Ballei
r7100a7TbHOM  KOHKYPEHTHOW CTpaTerMd W BHEIPSIATE
€e Ccpeau OTBETCTBEHHBIX JIMI] Ha BCEX YPOBHSX.
Tak BaIM COTPYJHUKH MOJNYYaT B PACIOPSIKEHUE JTYUIITYIO
CTATUCTUKY U KOJIMYECTBEHHbIE WHCTPYMEHTBI, YTOOBI
KaXJbld JeHb TNPUHUMATh OINTHMAJIbHbIC pEIICHUS —
OOJIBIIIME WA MAJIbIE.

VYmenoe obpailieHMe ¢ AaHHBIMM B TaKMX OpPraHU3alUsX —
Hepeako yacTh ux umuaxka. CtpaxoBasi komnanusi Progressive
CO3[aeT peKjiaMy Ha OCHOBAHMM MOIPOOHOro pasdopa WHIM-



BUAYaJIbHBIX CTPaxOBbIX CTaBOK. KiMeHTh Amazon MOryT Ha-
OmonaTh, KaKk MHTEPHET-Mara3uH U3ydaeT UX MPUCTPACTHUS: T10-
CTENeHHO CHCTeMa TOJICTPaMBAETCs TON HauOoJiee JacThie 3a-
ka3bl. brarogaps 6ectcemiepy Maiikia Jlpionca «Moneyball» 2,
II€ PacCKa3blBAETCS O BA)XHOCTU CTaTUCTHKU B Mpodeccuo-
HaJIbHOM OeiicOorte, komanaa «OkjeH1 Dic» Terepb N3BECTHA
HE TOJIbKO CIIOPTUBHBIM MAacCTEpCTBOM, HO M MaTEMaTHYeCKOU
CKPYITYJIE3HOCTBIO €€ aHAJIMTUKOB.

YroOBI OMpeIeTUTh, YTO XapaKTEPHO 17151 9(P(PEKTHBHBIX KOM-
MAaHUN-AaHAJIMTUKOB, MbI C IBYMS Kojuieramu u3 LlenTpa uzyue-
HUs paGoueit nHgopmanuu npu b30coH-KoIeake paccMoTpe-
7 aHHble 32 opraHu3aiui, yaeiasionmx OoJblIoe BHUMaHUe
KOJIMYECTBEHHOMY OOBEKTMBHOMY aHanu3y, U 11 U3 HUX npu-
YUCJIJIM K MTOJTHOLIEHHBIM 3(P(PEKTUBHBIM AHAJTUTUKAM. DTO 3Ha-
YUT, YTO BHICIIIEE PYKOBOJICTBO TAKMX KOMITAHUH OOBSBUIIO aHA-
JIMTUKY KJIIOYEBBIM KOMIIOHEHTOM KOPIIOPaTUBHOU CTPaTErvH.
B pa3paboTke TaM HeMaJlo MPOEKTOB, 33/IEUCTBYIONIUX CIOXKHbIS
JAHHBIE U CTATUCTUYECKUM AHATIN3. YTIPABJIEHUE aHATUTUYECKOU
JIESATEIbHOCTBIO BE/IETCSl HA YPOBHE MPEINPUSTHUS, a HE MOpa3-
JeJIeHUs].

3 Jbionc M. Moneyball. — M.: ManH, 1BanoB n ®epbep, 2014.



Npnest Ha npakTuke

Kak crathb CynnepaHajJuTuUKOM

IMoaaep:kuBaiiTe aHATUTHKY
Ha YPOBHE PYKOBO/CTBa

CdopmynupyiiTe U OCO3HailTe, Kakhe W3MEHEHUs
B KOPIHOPAaTMBHOM  KyJAbType, pabouumx mpoleccax
M HaBblKax MoOTpeOyioTcsi OT OOJBIIMHCTBA  BalllUX
COTPYIHMKOB. Bynpre TrOoTOBBI M caMH K PYKOBOICTBY
KOMITaHUEW-CYTIEpaHATTUTUKOM.

Bam npugercs OCBOMTh TeOpPEeTUYECKHE OCHOBBI
Pa3IMYHBIX KOJIMYECTBEHHBIX METO/IOB, YTOObI CO3HABAThH
ux orpanuyeHusi. Ecim y Bac Mano omnbita B CTaTHCTHKE,
oOparuTech K OIKCrepraMm, pa3OMpaloliMCcs B Ballem
Ou3Hece W TMOHMMAIOIIMM, Kak IPUMEHUTh K HEMYy
AHAJIUTUKY.

Co3zpaiiTe eIUHBIN IEHTP AHAJUTHKH

[TycTh Bce paboTHI 10 COOPY ¥ AaHATU3Y JAHHBIX BEYTCS
O] PYKOBOJICTBOM OJIHOTO YeJIOBEeKa, C KCIIOIb30BaHUEM
OOIMMX TEXHOJOTMA W WHCTpyMeHTapus. Tak Oyaer



npoie OOMEHMBATbCS JaHHBIMA U W30eratb mpoodsaeM
C HeCOOTBETCTBUEM (DOPMATOB OTYETHOCTH, OIpeieeHUui
JaHHBIX ¥ CTAHIAPTOB.

Ipumep: Procter & Gamble cozmana
LHEeHTpanu30BaHHyl rpynny u3 100 crnenuaiucros,
OpUILEIIIMX W3  pPasHBIX  HampaBJieHWH  OusHeca.
Bech WX oOmBIT WCHONB3yeTcs YIS pelIieHUsT Kpocc-
(yHkmoHaNBHBIX  3amad. K mpumepy, aHAJIUTHKHU
B cepax Mpogak ¥ MapKEeTHHTra IMPEJCTaBIISIOT JaHHBIE
O BO3MOXHOCTSIX pOCTa Ha MMEIOIIUXCS  PbIHKAaxX
AQHAJIMTUKAM TI0 TMOCTaBKaM, YTO MO3BOJISIET UM CO3]aBaTh
6oee a¢ppeKTUBHBIE AUCTPUOBIOTOPCKHUE CETH.

PaccraBbTe NIpHOpHUTETHI
B aHAJNTHYECKOH padoTe

OTtBogUTE pecypchl TeM AHAJIUTHUYECKHM IPOEKTaMm,
KOTOpple  HauOoslee MpsAMO  MOAJEPXKUBAOT  Bally
I00AJIbHYI0 KOHKYPEHTHYIO CTPATEruIo.

Ilpumep: B Harrah's  3HauurtensHass  4acThb
AQHAIMTHYECKOU eATEeIbHOCTY HAIpaBJieHa Ha MOBBIIIIEHNE
JIOSTTBHOCTH KJIMEHTOB U YPOBHSI OOCITYyKMBaHUs, a TaKxke
Ha CMexHble cdepsl — Harmpumep, LEHOOOpa3OBaHUE
Y peKJIaMHbIE aKIUH.

Co3zpaiite KyJbTypy aHAJTUTUKH

HpHBHBaﬁTC YBaXC€HUE K UBMECPEHUAM, TECTUPOBAHUIO



U OIEHKe KOJMYECTBEHHBIX [aHHBIX B Macmrabax
Bcell KommaHuu. [Ipu3biBaiiTe COTPYAHMKOB MPUHUMATH
peiieHuss Ha OCHOBaHUM (hbakTOB. Tak xe IJIaHUpyWTe
Y CUCTEMY MOOIIPEHUN — WCIOJb3YWTE KOJMYECTBEHHbIE
MOKa3aTesy.

HanumaiiTe npaBuJIbHbIX JIOAel

WNumre ¥ HaHUMailTe aHAJMTHKOB, OOJaJalomInX
BBICOKOKJIACCHBIMHU HABBIKAMH KOJIMYECTBEHHOTO aHAJIN3A,
YMEIOIIUX TOBOPUTh IPOCTBIMM CJIOBAMHU O CJIOKHOM
n 3(p(PEKTUBHO B3aMMOJECUCTBOBAaTh C PYKOBOJCTBOM.
Haiitu Takux soneid ObIBaeT TPyIHO, MOITOMY HauMHAiTe
UCKaTh 3aJ0Jr0 JI0 TOro, Kak CHEeHUAIMCT JOJkeH Oyner
HPUCTYNUTH K padoTe.

BLIﬁI/IpaTe NMpaBUJIbHBIC TEXHOJI0I'NN

BynpTe rotoBb BHIIEIATE MHOTO PECYPCOB Ha Pa3BUTHE
TEXHOJIOTMH,  TaKMX  KaK  CUCTeMbl  yIpaBJeHUs
ce3amu ¢ kimeHtoM (CRM) wmm  niaHupoBaHUS
koprnoparusHbx pecypcoB (ERP). [Ipeacrasnsiite qaHHble
B CTaHJApPTHBIX (popmarax, KOHCOIUAUPYWTE  UX,
pa3MenaiTe B XpaHWIWIIE W JIeNlaiTe TakK, YTOOBl OHU
Obuln OCTYynHBl BceM. lmeiiTe B BHIy, YTO JaHHBIE
7151 aIEKBATHOTO aHAJIM3a BaM MPUAETCS COOMPATh FOJaMH.



Konen 03HaKOMUTEJLHOI'O
¢dparmenra.

Tekct npenocraBieH OO0 «JIutPec».

[IpounTaiiTe STy KHUTY LIEJIMKOM, KYIIUB TOJIHYIO JIETATbHYIO
Bepcuio Ha JIutPec.

Be3ormacHo oriaTuTh KHATY MOKHO OaHKOBCKOH KapToit Visa,
MasterCard, Maestro, co cuyera MOOMJIBHOTO TesiehOHa, C TiIa-
Te)KHOro TepMmuHaia, B cajoHe MTC wmm Cesa3HoOHM, uepe3
PayPal, WebMoney, Aunexc./lensru, QIWI Komenek, 60Hyc-
HBIMU KapTaMu WK APYTUM YI0OHBIM Bam crioco6om.
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