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(pakTOpPOB, UTO MPUBOAUT K CO3JAHUIO HOBOW HETIPUBBIYHOW OM3HEC-CPE/IbI.
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BCEM HaIIPaBJICHUSIM.
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ITamaTu Maiikjaa Xammepa
(ampeJnb 1948 r. — cenTs10ps 2008 1.)

Jliobast paboTa, naxe camasi OyJHUYHAs, CTAHOBUTCS 3HAYMMOM, KOrJa MOHMMAEIlb, KaKylo
T0JIb3y OHA IPUHOCUT OKpYkatoyM. OpueHTalus Ha IPOLIECCH TO3BOJISET JIIO/ASIM BBHIIOIHATD YTO-
TO IEWCTBUTEIILHO BaXKHOE [UIsI APYTHX, a K STOMY B [TTyOMHE AYIIH CTPEMHTCS KaKAbIA yesoBek. bia-
rofapsi NpOLECCHOMY HOIXO/y Mbl MOKEM PACIIUPUTh CBOM BO3MOXXHOCTHU U JEHCTBOBATh B OTHOM
CBSI3KE C IPYTMMH JIIOIbMU — WIEHAMU KOMaH/Ibl, COTPYJHUKAaMH OpraHu3aluy, KiaveHtamu. Korga
OU3HEeC OpPUEHTUPOBAH Ha IMPOLIECCHI, TPY BHOBb CTAHOBUTCS 3aHATHEM, JOCTOMHBIM YBaXEHHUS,
KaKUM JaBHO TepecTa ObITh s paOOTHUKOB, BHITOMHSIOMUX OJHU U T€ K€ OTeparym.

B eBpeiickux TekcTax padoTe NOCBSILEHBI CAEAYOIUe CTPOKU: « Tpyl — AparoleHeH, 13 Beex
cymecTB Ha 3emsie bor gapoBas Tpy[ TOJBKO YesOBEKY». ABTOp 3TOrO TEKCTa TOBOPUT HaM, 4TO
YeJIOBEK BKJIAJbIBAET B paboTy cedsl, CBOIO Aymry, cBOi yM. Tpya ecTb To, UTO jieNaeT Hac JOAbMH,
Yyepe3 Hero Mbl MOJKEM BBIPA3UTh ce0sl, CBOIO YETIOBEUECKYIO CYTh, B HEM OTpakaeTcsi 00KeCTBEHHOE
HayaJio, KOTOPOe PUCYTCTBYET B HAC. B 3TUX MPOpOUYECKUX CI0BAX 3aKJII0YAETCS CYIIIHOCTb padoThl,
OPUEHTUPOBAHHOI Ha mpouecchl. Boruiomias npoueccHblid MOAX0[ B )KU3Hb, Mbl U BIIPSIMb BbIIOJ-
HsieM O0KeCTBEeHHOE NpeJHa3HAYEHHE.

Maiika Xammep, uz HeuzoamHozo

Onnu neHsAT XamMMepa 3a ero BbIJAIOIMECcs: CHOCOOHOCTH, JIpyTrue — 32 HEOOBIKHOBEHHOE OCT-
poyMue, MBI e HUKOTJa He 3a0y/eM, KaK OH JIIOWJI Hac, KaK YUrJT HaC MOCTOSTHHO 3aJaBaTh BOIIPOC:
«[Touemy ?7»

Dunnuc Xammep, oceccuxa, Inucon, ana u /36uo

Moemy Myxky BpaHTY, KOTOpPBIIA BEpUT B MEHsI TIOPOU Jake CUibHee, yeM s cama. OH okazas
MHE OrPOMHYI0 MOAJEPKKY U IOMOT IOBECTU TOT IMPOEKT 10 KOHIIA.

Moeit mame Jlonopec — ee HeMCCsIKaeMblil ONTUMU3M U KU3HETI00ue ObLTN /1711 MEHs TIOCTO-
SIHHBIM CTUMYJIOM HCCJIEJOBATh HOBbIE TOPU3OHTHI U HE OOSITHCSI OTKPBIBAIOIIUXCS BOZMOKHOCTEH.

Moeii cectpe Hagun, moemy Opary ['pary, Opaty Kapiny, ero xeHe Muiiiesib 1 MOUM TUIEMSIH-
Huriam Menucce u Katpun: ciacu6o 3a 10, 4T0 nogdaapruBaid MEHsI.

Moewmy otiry Kapiy, o kKoTopoM s gymMalo Kaxablii geHb. Hajewoch, Thl U ceiiuac ropauiibest
MHOH. MHe odeHb TeOsI He XBaTaeT!

W HaxoHer, 51 Kax/plid JeHb Onarogapio bora 3a Teé BO3MOXHOCTH, OMBIT U BCTPEUYH, KOTOPbIS
OH MHE J1apOBaJl.

Jluza Xepuiman
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Ot n3pares
CoBepIeHCTBY HET MpejeJia

ITo nokazarensam a¢pdextuBHocTr Poccus, kak 1 CCCP, cepbe3HO OTCTaeT OT pa3BUTHIX CTPaH.
Hanesx el Ha TO, YTO PHIHOK aBTOMATHUECKH MPUBEIET K UX POCTY, HE olpaBaaiuchk. Ha makposko-
HOMHYECKOM YPOBHE NMPUUYMHBI OTCTaBaHMsI O0JIee WM MEHee SICHBI — 9TO TSDKEJIoe Hacleque aJMu-
HUCTPATUBHO-KOMAH/IHOW CHCTEMBI, CTPYKTYpPHbIE JUCHPOIOPIIMHU, OTCYTCTBUE PA3BUTOrO PHIHKA U
CBOOOJHOW KOHKYpEeHLIMH, Koppymius. OIHAKO Ha MUKPOSKOHOMHUYECKOM YPOBHE, T. €. HA YPOBHE
OTIEJIFHOTO MPEeANPHUATHS, BCE He CTONIb 0UueBUIHO. HO SICHO, UTO O/1HA M3 TPUYMH KPOETCS B TUIOXOU
OpraHU3alMy MPOU3BOJCTBA, B TOM YMCJIe HECOBEPIIEHCTBE OM3HEC-TTPOIIECCOB.

Kak npaBuio, npeanpuHumareseil BOJHYET mpeskje Bcero mpuoblib. B Havane 1990-x um
HE MPUXOJWJIOCh OCOOEHHO HAIpPSTaThCsl, YTOOBI MOMyYyaTh cymacienmyio npuosib B 1000 % u
oonpirie. M1 10 cux mop KOJIMYECTBO MPUOBUIM [UIsT HUX 3a4acTylo Kyla BakHee ee KauyecTBa, T. €.
COOTHOUIEHUSI 3aTpaThl/pe3y/ibTaT. A €cly YK peub 3aXOAUT O HU3KOHU 3(P(PEKTUBHOCTHU, TO, KaK
rokasast onbIT kKpusuca 2008 r., orpoMHOMY MHOKECTBY METOJIOB €€ «JIeUeHUs» POCCHICKUE ON3He-
CMEHBI TIPEINOYUTAIOT MPOCTYI0 XUPYPIrHUECKYIO OINEPAIUI0: OHU PEXYT «KOCTBI», 3a0bIBasi O TOM,
YTO MEXIY «KOCTAMH» W BBIPYYKOH (T. €. MeXIy 3arparaMH M pe3yJbTaToM), JISKHUT MPOLECC —
TMOCJIEOBATENIBHOCTD ONpPEEIeHHBIX JEUCTBUI, CO3AIONINX [IEHHOCTh, KOTOPYIO B UTOTE MOTYYaioT
KJIMEHTHL. V1 Majio KTo 3a/1aeTCsi BOIPOCOM: & CKOJIBKO MPUOBLIM MOKHO MOy YHUTh, €CJIH PAIIMOHATH-
3UpOBaTh OM3HEC-TTPOIIECChI?

MimeHHO 0 TOM, Kak caenaTh «ObicTpee, AeIIeBie, JIydllie» 3a C4eT U3MEHEHHUsI IIPOU3BOICTBEH-
HBIX TIPOLIECCOB, U PACCYKIAIOT aBTOP KOHIETINHA peUuHXUHUpUHTA M. XaMMep 1 OIBITHBIN «ITpO-
neccosen» JI. Xeprman. Io-ameprkaHCKU MOAPOOHO, MO3TAITHO, HA3UIATENbHO, C MHOKECTBOM
MIPUMEPOB, KEHCOB U JIMTEPATYPHBIX LIUTAT aBTOPHl KHUTH PACCKA3BIBAIOT O TOM, KaK Pa3JIoKHUTh Ha
COCTABJISIIOIINE U IEPECTPOUTH MPOLIECCHI BBIMIOIHEHUSI 3aKa30B, pa3paOb0TKKU HOBOTO MPOYKTaA, Pa3-
peleHus nmpodieM MoKynaresiei, Co3JaHusl Crpoca Ha MPOAYKIHIO, YIpaBJIeH!s CHaOkKeHneM. A B
pe3yJIbTaTe — COKpAaTUTh 3aTpaThl BPEMEHH, JEHEeT, TpyJa U MaTepUalIbHBIX PECypcoB, puueM Oe3
CHMKEHUsI KaueCcTBa MPOAYKIIMH, YPOBHsI OOCTYKMBaHHS KJIMEHTOB M 3apILIaThl IIEpCOHAA.

W 310 OueHb BaxHBI MOMEHT. [Is1 aBTOPOB camMO CO0OH pa3symeeTcsi, YTO «OOCTOSITENb-
CTBA JICHCTBUS» IPOU3BOIUTEIIEH, PaOOTAIOIMX HA PAa3BUTHIX PHIHKAX, BKJIIOYAIOT TaKWe IIEHHOCTH,
KaK YBaXGHHE K KJIMEHTaM, paOOTHUKaM, TPyAy W MPOLYKTY STOTO TPyAd, a TaKKe COLMAIIbHYIO
OTBETCTBEHHOCTb. OTCYTCTBUE ITHX LIEHHOCTEH CBHUIECTEIHCTBYET O MOTPEOUTETHCKOM OTHOIICHUU
K pecypcam, JIIOAsM, HaKOHell, K COOCTBEHHOU cTpaHe. B pe3ysibrarte paOOTHHMK WM CTAaHOBHUTCS
«MO(PUTHCTOM», YBEPEHHBIM, YTO OT HETO HUYETO He 3aBUCUT, I, KaK MUIIYT aBTOPHl KHUTH, «Oec-
MIOKOUTCSI JIUIIIL O TOM, YTO TIOIyMaeT HauyaJIbCTBO, BHITIOTHSIET OIpeieieHHbIE (DYHKIMY 1 HE IMEeT
MpaBa U3MEHATh HU CAMU 33/1a4¥, HU CIIOCOOBI MX pereHus». Kakas yx TyT 3(peKTHBHOCTb. . .

Baxwneiiiee ycioBre 3(p(heKTHBHOCTH «ITPOIIECCHOTO TOAX0Aa» W PAOOTHI MPEANPUSITUS, CUHU-
TAlOT aBTOPbI, — 3TO PAIMOHATBHOE, CUCTEMHOE MBIIIUIEHUE PYKOBOIUTEINsA. Benp siogu padboTaioT
TUIOXO WJIM MEIIEHHO «HE ITOTOMY, YTO MUCTIONHUTENISIM HE XBaTaeT yMa WU TPYIOMIOOHs, YTOObI BCe
caenath ObicTpo. Kak pa3z Ha000poT. BOMBIIMHCTBO JTIOfIel YECTHO CTapaloTCs BHIIOIHUTH PadoTy
KaKk MOXHO Jiy4me». Ho, Kak npaBuio, MpuynHa HU3KON 3(P(PEKTUBHOCTUA — «HE B OIIMOKAX KOH-
KPETHOT'O YeJIOBEKa, a B OpraHu3aluuy paboThl peanpusaTHs B 1IeJIoM». M 310 eme ogHa mpobiema
poccuiickoro peiHKa. CHCTEMHOE MBIIIIJIEHHE HE CBOMCTBEHHO BPEMEHIIIUKAM, CTPEMSIIIUMCS yPBAaTh
NoOOJTBbIIIE ¥ 9BAKYHUPOBATh KAIIMTAIBl B HAJIE)KHOE MECTO.

M. Xammep copmyrpoBai NOHATHE CKBO3HOrO mporiecca B 1993 r. [IpumepHo Torna xe B
Poccru Havanack npusatuzans. C tex nop rnponuio 20 JieT, pocCUACKHIA PHIHOK CTajl Oosiee IIMBUITI-
3oBaHHBIM. KoHlenmio XamMmMepa, Kak ¥ Ipyrue 3anagHble ppIHOYHbIE KOHLETIIIUH, 3HAIOT ¥ UCTIOJb-
3y1oT. Ho coBepIieHCTBY HeT mpefesna. YBepeHbl, 9Ta KHUra MOMOXET TBOPUYECKH MBICTISIIUM Tpe[-
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MIPUHUMATEJISIM B3[JIIHYTh Ha CBOE JICJIO C HOBOW TOUKHU 3PEHUs, @ POCCUICKON SKOHOMUKE — CTaTh
6ornee 3(pHeKTUBHOM.
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IIpeaucaosue

Y Maiiksia XammMepa — MHOKECTBO ITOKJIOHHMKOB IO BceMy MuUpy. JII000ii, KTo XOTb pa3 mooOsI-
BaJI HA €0 CeMUHAape, MOKET paccKaszaTbh O HEM MHOTO MHTePeCcHOTO. JIroel BOCXUILAIM ero MpeaaH-
HOCTb CEMbE M CBOMM OJIM3KHM, BBIIAIOIIMIACS yM M MHOTHE ApyrHe JOCTOMHCTBA. Bam o0s3aTebHO
pacckaxyT, uto Maiiks XammMep ObUT 0fiepKMM OM3HEC-TIPOLIECCAMU | YTy YILIeHHEM IPOM3BOIHUTEb-
HOCTH Ha nipeanpustun. [lepen Bamu OyayT OTKpHIBATHCS BCE HOBBIE I'PAHM €TI0 JINYHOCTH, U BbI TIOM-
MerTe, oyeMy Xammep BbI3bIBAJI TAKOH KI'yYUI UHTEPEC Y MHOXKECTBA JIOJEH.

OH ObLT OTHUM M3 JIYUIIHX BEIyIIMX CEMHUHAPOB, KOTOPBIX 5 KOraa-amoo 3Hasa. Ero cokparos-
CKHI1 CTWJIb, OCTPOYMHUE U HEOOBIKHOBEHHAs! CIIOCOOHOCTh MOMHUTB BCE HAa CBETE BHYIIAIM O1aroro-
BEHME U B TO € BpeMs JieJ1ajli €r0 3aHATHS UCKJIIOUMTEIbHO MHTEPECHBIMU. S OMHIO, KaK BIIEPBbIE
I0MaJIa K HEMY Ha CeMUHAp — YeThIpe JHS U3y4YeHUs peMHKMHUPHUHIa OM3Hec-poreccoB. KoHeuHo,
MHEe HEOOXOIMMO OBbLIO OCBEKUTb CBOM 3HAHUSI, OAHAKO MBICIIb O TOM, YTO MPHUIETCS YEThIpe THS
U3y4aTh METO/bI IEpeCTPONKY OM3HECA, MEHS COBCEM He BIOXHOBIIsLIA. Eciu yecTHo, s1 60s11ach, 4To
yMpYy co cKyKH. 1o yero e cuiibHO 5 ommbanack! Maiiki XaMmMep roBOpHJI HAOPUCTO, OH yBJIEKa
ciIyluatesied ¥ IperoJHOCKI CBOM MBICJIM TaK, YTO HU O KAKOW CKyKe M peud ObiThb He Morio! OH
MPUBOIVJI MHOKECTBO M3BECTHBIX LIUTAT, COJIEP/KAIIMX B CeOE CKPBITHIN CMBICI, M C UX TTOMOIIBIO
OOBSICHSI HaM CJIOXKHBIe KoHIenuuu. OH 4acTo GaJaHCHpOBAaJ Ha IPaHM MOJIUTKOPPEKTHOCTH, XOTS
OHa ero BooOlIe MaJlo BOJIHOBajIa. Bot, Hanpumep, 0AHO U3 ero J0OMMBbIX BBICKa3bIBAHUM, IPUHA/-
nexamux doporu ITapkep: «Bbl MoxeTe BeCTH LUTIOXY K KYyJIbType, HO BCE PaBHO HE 3aCTaBUTE ee
AyMaTh». A BOT Kak OH OOBSICHIJI Pa3HUILy MEX/1y TEOpHEH 1 MPaKTHKOi: « Teopust cekca v ceKe Kak
TAaKOBOW: YTO BHI MpefrnodteTe? A 4TO BBl BhIOEpeTe [Uisi cBoero pedenka?» Ha cBomx cemuHapax
Maiiks XamMep MmoKasbIBaJl CIAHIbl IO MOTHBaM OMOJIEHCKMX MCTOPUI U HA UX TIPHUMEpe OOBSICHSIT
0COOEHHOCTH Ou3Hec-IpoleccoB. Takas aHAJIOrMs 3aBOpakMBaJla U 1yraja, HO B TO e BpeMsl OHa
OblJ1a MOPA3UTEJILHO TOYHOM M 3alIOMHUHAIOIIEHCS.

V3HaB 0 TOM, 4TO y MEHs €CTh ONbIT BHEAPEHUSI €r0 KOHLIENIIMY Ha MTPAKTUKE — B IPOU3BO/I-
CTBE, Ha MPEANPUATHSIX OOCITyKMBaHUs U B cpepe AUCTprOymK, XaMMep CPOCHJI, HENb3s1 JIK eMy
U3Y4UTh MOIO padoTy. § Oblia GECKOHEUHO pajia TAKOMY MPEIOKEHUIO. Y MeHsI MOSIBUIACh BO3MOX-
HOCTb PacckasaTb emMy O Ipo0JjieMax, C KOTOPbIMU 51 CTOJIKHYJIACh ITPY BOIUIOLIEHUH €r0 KOHLIETILUH
B J)KM3Hb, & TAKXKE O PEIICHUAX, KOTOPbIE YCIIEIHO IPUMEHSUINCh BO MHOTUX KOMIIaHUAX. OH xke Jai
MHe MOKa3aTeJM ycrexa, Ha KOTOpble MOKHO ObLIIO OPUEHTHPOBATHCS], OMMCAJ UCTIBITAHHBIE TTOIXO/IbI
1 CcocoOsbl pelieHus poodiemM. Mbl MHOTO CIIOPHIIN, COMHEHMIO TIOJIBEPTaJIUCh U €70 TEOPETUYECKHUEe
MPUHLIMIBL, ¥ MOU IIPAKTUUYECKHUE METO/bI. DTO OOLIEHUE OYEHb 0OOTaTHIIO HaC 0OOUX.

B navane 1990-x rr. MakJj1 M03HaKOMWJI MUP C IIOHATUEM PEMHKUHUPHUHIA, BHITYCTUB KHUTY
«PennxunupuHr kopnopaimn» (Reengineering the Corporation)!. IIpencraBuTenu cambIx pa3HbIX
oTpacjieil MPOMBIIIEHHOCTH BIOCJEACTBUM MPU3HABAIUCH, YTO UCMOJb3YIOT €€ KaK PyKOBOJCTBO
TI0 MepecTpoiike OM3Heca. DTO YAMBIIAIO M CMYLIAJI0 XaMMepa, Be[lb KHUra He 3ayMbIBajlach Kak
y4eOHuK. OH BCEro JIMIIb XOTEJ AOHECTH JI0 JIOAEH CBOI0 KOHIENIIMIO IpeoOpa3oBaHuii B OU3HeCe,
HO He MpeTeHJ0Ball Ha CO3/laHue BCeOOBbEMITIOLIETO PYKOBOIACTBA. Bee mocnenyomue roasl Xam-
Mep MPOIOJIKaJl CBOIO padOTy, OH TOMOTaJ JIOASAM IEPEOCMBICTUTh OCHOBBI OM3HEca, MPUHIIUITBI
pabotsl. Korza k HeMy oOparanuch 3a COBETaMH IPEACTABUTENN Pa3HBIX KOMIIAHWH, XaMMep He
yKa3bplBaJl UM, YTO Jenarh (T. . KaKue 3a/laudl CTABUTH Tepel] COOO0M), — ero 1elblo ObUI0 HAYYUTh
ux 3(PEeKTUBHO JOCTUTaTh yKe MOCTaBJIeHHBIX Liesell. OH npeiarai nepecMoTpeTh OOIIETIPUHSTHIE
CIIOCOOBI BBITIOIHEHHSI padOTHl. Maiikil XaMmep JOJro MCCie0Ball, IoYeMy OfIHM KOMITAHUU 100U-
BaIOTCA yCIIEXa, a APYTUe — HET, U Pe3yJIbTaThl €r0 TPYHOB JIEITIM B OCHOBY 9TOM KHUTU. OH M3yuui
yCIIeXH M HeYJa4d Pa3HbIX MPEANpPUSATHN, TPOCIEAN, YTo OBUIO C/IeJIaHO, a YTO HET, M Ha OCHOBE

! Xammep M., Yamnu [I. Pennkunupunr kopriopauun: Manudect peomonuu B 6usHece. — M.: Mann, VBanos u ®epbep, 2007.
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3TOTO BHIBEJ IPUYMHBI TOpaXEHUH 1 1ode. XamMMep noaonry, uHorga 6omnsiie 10 ner, uzyyan aes-
TEJILHOCTh TUX KOMIaHMI. HekoTopble U3 3THX opraHu3aiuil ObUTH ONKCaHbl B ero padote «PenH-
KUHUPHUHT KOPIIOpAlliK», a B HAIIIEH KHUTE MbI IIPUBOAUM OoJjiee TIIyOOKUI aHAIN3 UX JIesITeTbHO-
cru. Ha ocHoBe cBouX ccnenoBanuii Maiiki ccpopMy/IMpoBajl TUIIOTESbI, UCITBITA UX HA ITPAKTUKE U
JoBe 10 coBepiieHcTBa. OH MOASTUIICS TPOMEXKYTOUHBIMU Pe3yJIbTaTaMu CBOeW padOThl ¢ KOMITa-
HUSIMH, BXOJSIIMMH B COCTaB KoHcopimyma Phoenix, KoTopble 00paTUIMCh 32 TIOMOIIBIO K (hrpme
Hammer & Co., 4to06bI OBBICUTH 9((PEKTUBHOCTH CBOEH nesitenbHocTH. Hakonerr, B 2005 r. Maiiko
pazpaboTas 3aKOHbI, KOTOPbIE MMO3BOJIMIIM TMPEBPATUTh OMHCAHUE MPOOJIEMBI B TOTOBBIN peleNT ee
pelieHus. DTU 3aKOHBI ObUTH ONMPOOOBAHBl B HECKOJIBKMX KOMITaHHSIX, 1 MHOTHE JIOOW HAIUT UX
CTOJb IIEHHBIMHU, YTO CTAJIM MCIOJIB30BaTh B KAYeCTBE OCHOBHOTO PYKOBOJCTBA IPH IMEPECTPOUKe
OW3HEeC-TPOoLIeCCOB. DTH 3aKOHBI BOILTIA B Mopiesb 3pesioctu mpotecca u npeanpusatus (Process and
Enterprise Maturity Model — PEMM), kotopasi Obi1a BriepBble ormyOnrkoBaHa B arpese 2007 1. B
Harvard Business Review B cTaTbe «AyIuT ON3HEC-TIPOIIECCOB».

Maiika Bepui1, U sl TOXE B 9TO BEpIO, YTO BOMPOC O TOM, KaK MMEHHO CJIE/IyeT BBIOIHSTh
paboTy, SABJISETCS ITIABHBIM [UISl TOCTHXKEHUS ycIexa Ha JII0OOM MpeINpUsTHA B 3MOXY OOJBIINX
riepeMeH, MPOUCXOAAIUX B Mupe OusHeca. CeroqHs AesTeTbHOCTh KOMIIAHUM, KaK HUKOT/IA paHblIIe,
TMO/IBEPXKEHA BIIMSIHUIO MHOXKECTBA MAKPOIKOHOMHUECKHX (PAKTOPOB, UTO MPUBOIUT K CO3/IAHUIO
HOBOU HETPUBBIYHON OW3HEC-cpe/ibl. PerieHns: OONbIIMHCTBA MPOOJIeM JIETKO HAWTH U chpopMyu-
POBaTh: COKPATUTh M3IEPKKH, YTOOBI POCT 3apIUIaThl padOYMX HE TIOBJIEK MOBBIIICHUS 1IeH; IeaTh
IJIs1 TIOKyTIaTesiel OoJIblle, YeM KOHKYPEHTHI, 1a0bl OHM C TOTOBHOCTBIO TUIATHIIM 3a OoJiee HeHHBIH
MPOIYKT; CTAHOBUTBLCS TMOYE W MEPBBIMHU Ha PHIHKE BBIITYCKAaTh HOBBIE TOBAPbI, OOECTICUNBATH HAU-
BBICIIIEE Ka4eCTBO M OOXOAMTh KOHKYPEHTOB IO BceM HampasiieHusiM. Ho Bce 3To TpynHO peann3o-
BaTh Ha MPaKTUKE.

OpnHako eciy Apyroro MmyTH HET — a €ro HeT, TO Yero xe Mbl xkaem? [Touemy HaM Tak CIOKHO
MPUCTYNUTh K HEOOXOOMMBIM JIEHCTBUSIM?

Benp kaxaomy sICHO, UTO Ta OpraHu3alus paboyero rnporecca, KOTopasi CerojiHst IMeeT MecTo
B OOJIBIIIMHCTBE KOMITaHWM, HE TO3BOJISIET BHIATH HA HOBBIM YPOBEHb MPOU3BOAUTEBHOCTH, KOTO-
pbiii HeoOxonuM ceityac. Jlaxe eciu Bbl YKOMIUIEKTYeTe IITaT CIUIONIb CyliepMEeHaMH, 3TO BaM He
nomMoxeT. EIMHCTBEHHBII BBIXO/ U3 CUTYAIIMU — TIOJTHOCTBIO U3MEHHUTH CBOM TOJXO[ K BBIMOJTHEHUIO
padoTsl. B 3T0 KHUre COIep:KUTCS TOSTAITHBIN IJTaH JISHCTBUH MO JOCTUKEHHUIO STOU TISITH.

OpHol 13 KOMIIAHUH, KOTOpasi MOAPOOHO ONMcaHa B KHUTe, siBsieTcs pupma Tetra Pak, 3anu-
MAIOIIAsICsl YIIAKOBKOW TMUINEBBIX MPOAYKTOB. B cBOe Bpemsi oHa Obuia BEAYIIMM MPEINpUsATHEM B
coeit orpacau. Ho yxe B 2000 r. cranu nosiBIsATHCS NEPBble CHMIITOMBI HA/IBUTAIOLIETOCS KPU3KCA,
KOTOPBI PaHO WMJIM TIO3[JHO CIIy4YaeTcss CO MHOTMMU OTPACJIeBBIMH JIepaMu (BCIOMHUTE Sears U
General Motors). [Ions pplHKa Hayajia CHUKAThCS, KJIIMEHTHI KaJOBAJIMCh HA TO, KaK CJIOXKHO pado-
TaTh C KOMITAHUEH, HOBbIE KOHKYPEHTBI CO3/1aBIN TAKME MEXaHM3Mbl BBIBO/IA TOBAPA HA PHIHOK, UTO
YMYZIPsUTUCH OBITh TIEPBHIMU B POM3BOJICTBE BCEX HOBBIX MPOAYKTOB. Kazasnock, urto kommnanuu Tetra
Pak mpenctout crath OMHUM M3 T€X KOPIOPATHUBHBIX TMIAHTOB, KOTOPBIX TEMeph HAa3bIBAIOT KOPIIO-
PaTHBHBIMH JJMHO3aBPAMHU.

Ho pykoBoactBo Tetra Pak mepectpowio Ou3Hec Ha OCHOBE MPOIIECCHOTO TIOIX0/a, U KOMIIa-
HUS Havauia paboTaTh mo-HoBoMY. OHOM U3 ITIaBHBIX LieJiel ObUIO IOOMThCS TOTO, YTOOBI OOeIaHue
BBIITYCTUTh HOBBIN MPOAYKT Ha PHIHOK K OMpeesIeHHOH J1aTe Bceraa (MM TOYTH BCEria) BBIMOJHS-
70ck. JIo cux TIOp KOMIaHUs B AEBATH CITyJasix U3 IECATH He ycreBaia K cpoky. Koraa pykoBoncTBo
MIePEOCMBICITIIIO TIOIXO/IBI K pa3paboTKe HOBOTO MPOYKTAa M €r0 BHIBOY Ha PHIHOK M BHECJIO HEOO-
XOMMBIE U3MEHEHUSI B padOTy MPEINPUSTHS, 10MIsI BHIMOTHEHHBIX oOemmanuii Beipocna 10 90 %. 1o
ObLT OrPOMHBIN ycTiex !

Ho ynydmenue B paboTe KOMITAHUK He CTaJIO pa30BOM aKIMel. 3a HUM IMOCIe0BA P Apy-
TUX PEBOJIOIIMOHHBIX HOBIIECTB. Yepe3 HekoTopoe BpeMs kommanus Tetra Pak Bcepbe3 3aHsiach
BOIPOCOM Ka4eCTBEHHOW U CBOEBPEMEHHON YCTAHOBKH CBOETO 00OPY/IOBaHMSI Ha 3aBOJAX KJIMEHTOB,
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U B pe3yJIbTaTe YPOBEHb UX YIOBJIETBOPEHHOCTH BBIPOC BABOE. B KOMMaHuM ObUTH MepecMOTpPEHbI
METO/Ibl COCTABJICHUS 3a/IaHUH [IsI MHKEHEPOB, 3aHUMAIOIIMXCs PEMOHTOM M MOJEPHU3AIMeEH ycTa-
HOBJICHHOTO 0OOpPY/IOBaHUS, M B UTOTE YJAJOCh CHU3HUTH 3aTPaThl U TIOBBICUTh YPOBEHb YJOBJIETBO-
PEHHOCTH KJIMEHTOB M Ha 3TOM yvacTke. Takske Oblia mepecTpoeHa Besl IIeTovKa rmporecca cHabxe-
HUSI: BHECEHBI I3MEHEHUsI B padOTy IO 3aKa3y MaTepUualioB, B Tpavk MPOU3BOICTBA MPOLYKIIMH, B
MPOLIECC JUCTPUOYIMHI. DTO MO3BOMIIO CHU3UTH 00BEM MaTepUaIbHO-TIPOM3BOJCTBEHHBIX 3a1aCOB B
HEKOTOPBIX CTPaHaX BIBOE, & TAKKE YBEJIMUHUThH KOJTMUECTBO «Oe3yMpevHbIX 3aKka3oB» Ha 50 %. [Jons
pbiHka kommnanun Tetra Pak mepecrana cHukaTbCsi 1 HaYaja pacTy, a CIUCOK AOCTHKEHHUHA TIPOHOI-
’KaeT yBeJIMUMBATLCS JI0 CHX TIOP.

Uccnenosanuns Maiikia Xammepa o TiepecTpoiike padodero mpoiiecca Ha MpeapusTUU CBO-
AATCA K M3YYEHUIO OTHOCUTETBHO HEOOJBIIIOro KOMMUecTBa (OOBIYHO OT MSATHU JI0 IECSITH) CKBO3HBIX,
T. €. MPOXOASIIIMX CKBO3b MHOTHE (DYHKIIMOHAJIBHBIE OTHENBI IPeAnpusTHs, nporeccoB. [Iporecc
MIPE/ICTaBIIsIET COOOM TOCIEeA0BATEIHFHOCT ONpeeIeHHbIX AEHCTBHA, CO3/IA0IIUX IEHHOCTh, KOTO-
PYyIO B MITOTe TOMYYaloT KIueHTH. [IpuMepamMu Takux MpoIeccCoB MOTYT OBITh BBHITIOJTHEHHE 3aKa30B,
pa3paboTKa HOBOTO MPOAYKTa, pa3pelieHre mpodaeM MOoKynarese, co3aHne Crpoca Ha MPOayK-
110, YIpaBJieHne CHaOKeHHueM. DTH MPOLECChl MPUCYTCTBYIOT B padOTe MPEANpPUSITUs TIOCTOSHHO,
HO OHH JIOJITO€ BpeMsI OCTaBAJIMCh HE3AMETHBI JJIs1 YIPABJIEHYECKOTro IepcoHaa. YToOsl X YBUIETb,
HYKHO TIOCMOTPETh Ha IIPOU3BOJCTBO MO-HOBOMY, TIPE/ICTABUTh €70 HE KaK COBOKYITHOCTb OT/IE/IbHBIX
3a7a4, Kaxaasi U3 KOTOPBIX BBINOJTHSIETCS B KAKOM-TO M30JIMPOBAHHOM OT/IENe, a Kak Habop Iporiec-
COB, B KOTOPBIX MOT'YT OBITh 33JJeCTBOBaHbI JIOObIE PAOOTHUKU TPEIITPUSTHS.

B cBoeii pabote Maiikj1 BbIIEJISIET AEBATh METOJOB MEPECTPOMKU OM3HEC-TPOIIECCOB, KOTO-
PbIX HEOOXOAMMO NOCTUYb JJIsl YCTIEITHOTO BHEAPEHHs! MpolieccHoro noaxona. [Ipu sTom nepsbie
MATh YPOBHEW MPEJCTABISAIOT COOOH IIar, 3amycKaloliye MpoIecchl: MPOeKTUPOBAHUE, OIpe/iesie-
HHE TIOKa3aTesell yCremHoi paboThl, MOUMCK HMCTIOMHUTENEH, Ha3HaYeHHe PyKOBOAUTEINS Mpoliecca
Y CO3[]aHMe COOTBETCTBYIOIIEH MH(PACTPYKTYpPHl. DTU BaKHEUIIIME YPOBHU MPEACTABIISIOT COOOM
TIOSTAIHBIN TUIAH JEWCTBUH 10 TIEpECTPOUKE MPOIIECCOB U IOCTHKEHHIO HeObIBAIOH 3(P(heKTUBHOCTH
B paboTe KOMMAaHUM. 3HATh BCE IMYHKTHI 3TOTO IUIaHA HEOOXOAMMO, HO OIHOTO 3TOro OyAeT MaJo.
Maiikn Xammep oOHapyKuJI, YTO MHOTHE KOMITAHUM, HECMOTPSI Ha camble JIy4dIlie HaMepeHUsI PyKo-
BOJICTBA, TAK U HE CMOTJIH BBIITOJTHATH BCE HEOOXOIMMBIE ISHCTBHUS TI0 TIepecTporKe mpoiieccoB. Kaza-
JIOCh, PyKOBOJICTBO 3HAET, UTO JIeJIaTh, HO IIPOCTO HE CIIOCOOHO BBITIOTHUTH 3TH 33/1a4M. Maiki1 1oro
AyMaJl, oYeMy Tak MPOMCXOAUT, U TIPUIIEI K CJAEAYOIeMY BHIBOLY: KOMIIAHUH, KOTOPBHIM yIaeTcs
BBITIOJTHATH ITyHKTHI €T0 TJIaHa, yXKe, KaK MPaBUjio, UMEIOT HeKHid Oarax, Mmo3BOJISIOMUI UM BBITION-
HUTh PaJMKaJIbHbIE MPeOOPa30BaHUsI — CHIIBHOTO JIU/IEPa, KOPIIOPATUBHYIO KYJIBTYPY, HalaKeHHBIH
MPOILIECC YIpaBJIeHUsI U HEOOXOMMBIe 3HaHUs1. be3 3Toro faraxa y KOMIaHUM MPOCTO HEJOCTATOYHO
PECypCcoB i KOPEHHBIX U3MEHEHHI, & C HUM KOMITaHHUsI MOXKET IYCTUThCS B IIyTh M CMEJIO PacCuu-
THIBAaTh HA yCIIeX.

Maiikn Xammep ObLT HE TOJIBKO CEPhEe3HBIM YUEHBIM, UCCIIE/IOBAaTENIEM U MIpernogaBaTesieM, OH
ele ymesl, Kak HUKTO JPYroM, pa3BecenTh CBOMX ChymiaTeeid. Maikia 000kal KWHO, MIO3UKIIBL,
My3bIKy 1960-X 1 TBOpUYECTBO KOMUK-TPyTiIbl «MoHTH [TaliTOH», 1 9Ta ero yBJIeUeHHOCTh TO 3/1ECh,
TO TaM MPOSIBJISIIACH BO BpPEMsI €r0 BBICTYIUICHUI U Tipe3eHTanuil. OH pa3oupa CIOKHbIE CUTYalluH
B OM3Hece, MOAKPEIUIsisi CBOM JOBOJABI CJIOBAMU M3 MECEH, PeIIMKaMHU apTHUCTOB WJIM CCHUIASICh Ha
KOMe/IMiHbIe CIokeThl. [la Maiiki u caM ObLT HACTOSIIIIMM apTUCTOM, YMEBIIIMM B TOYHOCTH Tepefia-
BaTh rojioca M KeCThl APYrUX Joje!

A erie oH ObUT O4eHb JoOphIM. Kak-To pa3 s JOIro He MOrjia penuTh MpodieMy 1o padore,
OHa KacaJlaCh OJJHOTO M3 WIEHOB PYKOBOACTBA (pUpMbl. MBI BCTpeTMIUCh ¢ MaiiKJIOM 3a YKUHOM,
U s cKazana: «Maiiki, MHe HyKHa romolib». He ycniena st 3akoHUnTh (ppasy, Kak OH yKe OTBETHI:
«BpIKTagpiBaii, B yeM Jes1o». 1o Obula MOCHeqHss Hallla BCTpeya. MeHbllle 4eM yepe3 MecsiIl ero
HE CTaJIo.
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OH OBUT JOCTOMHBIM T'PaXKAaHUHOM, OOJIBIIMM MBICJIUTENIEM U IPEKPacHBIM ApyroM. OH BIOX-
HOBJIsUT Hac. OH cMer Hac. OH 3acTaBIisul HAac iyMarh. Maiikil Bceraa crapaics pa3OyauTh B HAC
TBOPYECKOE HA4yajIo U XKeJlaHUe MorpoOoBaTh YTO-TO HOBOE. Terneps Mbl POAOIKAEM ero Tpya, U s
HAJIeI0Ch, YTO MBI €0 He MojBeseM!

Jluza Xepuman,
2erepanvivlii oupekmop xomnanuu Hammer & Co.
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BBenenue
B3jeT u nmajjeHue KOPNOPATUBHBIX repoeB

Bce mobsat Boba. Beab BoO — kopriopaTuBHBIi repoil. BykBaibHO napy qHel Ha3aja OH CMOTpeT
TeJIeBU30p Mociie y)xuHa. Ho Ha camoM Jierte, OH ero, KOHEYHO, He CMOTpeJ, TaK Kak Aymai o padorte.
Tak ObIBaeT MOYTH BCETAa MO BBEPIIEHCTBOBATH KOHCTPYKIIMIO U HUKOMY edepam. Bapyr Boba oce-
HWIO: OH HE MPOBEPWII, TOJIOKIMIIH JIM COTPYIHUKHM WHXEHEPHOTO OT/esa HOBYIO MOHTAXHYIO CXeMY
B KOpOOKY ¢ 000pyIOBaHHEM, KOTOPYIO JOJKHBI ObUIM OTIPAaBUTH Ha cieayiomiee yTpo. bes atoit
cxeMbl 000pyI0BaHUe OyaeT OeCroIe3HBIM.

«He 3Haio, Korma BepHYCh!» — KpUKHYJ OH e€He, IyJell BbUIeTas W3 JO0Ma, 3alpbilHYT B
MAIMHY ¥ YMYAJICS Ha 3aBOI.

Ha Bxone ero nmpusercTBoBasl OXpaHHUK [lxeppy, 3acTynMBIIMII B HOUHYIO cMeHy. lxeppu
JaBHO TPUBBIK K BHE3aITHBIM MOsBIeHUsIM Boba B moboe BpeMst JHs 1 Houu. Bob HarpaBuics npsi-
MHUKOM Ha OTTPY30uHbIi ckiaja. KoHeuHo, Tak 1 ecTh, KOpOOKa rOTOBa K OTIPAaBKE, 2 MOHTaKHOM
CXeMbl B Hell HeT. boOy moHagooucs yac, 4To0bl pa3biCKaTh CXeMy, CIIeJIaTh KOIHUIO, TIOJIOKUTH ee B
KOpPOOKY M 3aHOBO ee 3arieyarars. JJoMoi OH BEpHYJICS OKOJIO TTOJTYHOUH.

[Nono6upiMu aenamu Bo6 3aHUMaeTcst mocTosTHHO. HauanbCTBO 0YeHb LIEHUT €ro MPeAaHHOCTh
Aeny ¥ 9acto nootpsier. EMy MofgHUMAaIOT 3apIuiaTy, ero MoBBIIAIT B JOKHOCTU. 3a TMOCTeAHUE
nBa roga boOy nsATh pa3 mpucykaaioch odeTHoe 3BaHue «Jlyummil paboTHUK Mecsa». MHorue
COCITY’KHMBIIBI OEPYyT C HETO MPUMEP M CaMU HAYMHAIOT BBIKJIAABIBATHCS 1O TTOTHOM.

Crnopy Het, Bo6 — oTmuHbIi napeHsb. bega B TOM, YTO MOAXOA K BHIIOJIHEHUIO PAOOTH B KOM-
MaHUM HUKYJA He rogutcs. BoOy mpocTo mpuxoautcst ObITh TepoeM, Belb MHAUE eMy He CIIPAaBUThCS
C TEM Xa0COM, KOTOPBI MOPOKIA0T HEOPraHU30BaHHbIE OM3HEC-TIporiecchl. OH MPEIaHHO CITYKHUT
CBOEMY JIeJTy, U €ro OYeHb IEHAT 32 YMEHHE COXpaHUTh KimeHTa. OmHako ajs 3toro Bod mocro-
SIHHO UINET OOXOIHbIE MYTH, TaK KaK MPOLECCHI, CYIIECTBYIOIINE B OPraHU3aIIiH, CO3/IAI0T TPOOIEMBI,
KOTOpBIX OBITH He JokHO. Ho, uTo eme Xysxe, noBeaeHne bobda u noxydaemble UM MOXBAbI TOAIEP-
KHBAIOT BceoOIliee MpeCTaBIeHHe O TOM, YTO KaXIbIii JOJIKEH IPUHOPABIMBATLCS K CUCTEME, KaKOM
OblI TUIOXOM OHa HU ObLTa. [Toxoke, HUKTO He TIOHUMAET, YTO CJI HAJIAIUTh paboTy Kak ClieqyeT, TO
HaJOOHOCTD B TAKUX Ieposix, Kak bod, mompocty ornazer.

[Mpennpusruii, rae oOmas 3a1a4a pasjesneHa Ha hparMeHThl, a 3hPeKTUBHOCTL Pa0OTHI OCTaB-
JISIET JKeNaTh JYYIIero, BeIMKoe MHOXeCcTBO. OHM BBIKMBAIOT TOJIbKO Onarozaps JioasiM Bpoae booa,
KOTOpbIE MOCTOSTHHO JIaTal0T Mpopexu B cucteme. Ha BhIMoNHEeHHe 3aka3a Mopod yXOAUT MECHII, U
TOJIBKO TPH JIHSI U3 HETO JIEUCTBUTEINILHO MOCBSAIIEHbI padoTe. Bee octanbHOE BpeMsi COTPYIHUKH CIO-
PAT, KTO HECET OTBETCTBEHHOCTh 32 TY WJIM MHYIO YacTh 3aKa3a, WK ONaHK 3asiBKH JICKUT B MAUYKe
JIOKYMEHTOB, O)KH/IAIOIMX CBOETO Yaca. DTO MPOUCXOIUT He MOTOMY, YTO UCHIOTHUTENISIM HE XBaTaeT
yMa WY TPYJOI00us1, 9ToObI Bee caemath ObicTpo. Kak pa3 Hao0opoT. BombIMHCTBO JTiofieit 4ecTHO
CTapaloTCsl BHITIOMHUTH pabOTy Kak MOXKHO Jydie. OHU CTpeMsTCsl ObICTpee JOCTUYb CBOMX IIENIeH,
CTapaloTCsl XOPOIIO U Oe3 OIIMOOK BHITIOIHUTH CBOIO 33124y ¥ IMOTYyYal0T BO3HArPAKACHHS 32 YCUITHS.
Ho numis HeMHOrHe MOHMMAIOT, KaK TUIOXO0 UX Y3KO OIpe/iesieHHas 3a/1a4a YKJIaAbIBaeTCs B 11eI0CT-
HYIO KapTUHY TOTO, YTO TBITAETCS C/eNaTh KOMMaHUs. B pe3ynbrate OONBIIMHCTBO COTPYIHUKOB,
BBITIOJTHSISL CBOIO PadoTy, TaK WJIM MHAYE MEIIAoT padboTe IPYyruX COTPYIHUKOB.

[MpuBenem Hail MOOUMBINA MTPUMEP TOTO, Kak paOOTHUKH OIHOTO MPEANPUSITUS, BBIIONHSS
KaX[IbIid CBOIO 3a]]a4y, TaK ¥ HE CMOTJIN YAEpKaTh HOBOTO MEPCIEKTUBHOTO KJIeHTa. Toproseiil mpe-
CTaBUTEJIb HAIIIEJT TOKYTIATEJIsI — KPYIHYI0 KOMITaHHIO, 3aHUMAIOIILYIOCS TIPOJIAKeH MOTPEeOUTETbCKUX
TOBApOB, M OT 3TOM KOMITAaHUH MOCTYIMIJI HEOOJIBINON 3aKa3. BuIo SICHO, YTO STOT 3aKa3 — MPOOHBIH,
Y €CJIU TIPEATIPUSITUE BBHITIONHUT €r0 XOPOIIO, 32 HUM TOCNEyeT cepbe3HOe JeI0BOe COTPYIHIYE-
cTBO. TOProBbIii MPEACTABUTENb OTJIMYHO 3TO OCO3HAET, OH TYCTO OOJETUISIeT 3asiBKy CTUKEpaMH CO
CJIOBAMU «CPOUHO» U «0e30T/IaraTesibHO», a 3aTeM IepesiaeT ee B 00paboTKy. 3asiBKa MEpeXOIuT U3
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oTzesa B OTIeN, 3aKa3 (popMHpyeTCcsi U B KOHEUHOM UTOTe MONAAAeT Ha CKJaj OTTpy3Ku. MeHeqxep
CKJIaJia, B3IVISIHYB HA YIMAaKOBAHHBIM 3aKa3, MOHUMAET, YTO OH He 3aIllOJTHUT T'Py30BOH (hyproH moj-
HOCTBIO. B Takux cityyasix NpUHATO KAaTh, MOKA (PYProH 3alOJHUTCA JPYrMMU TOBapaMu, MHaue
JOCTaBKa BBIXOAUT CJIUIIKOM Joporoi. Kpome Toro, oT yMeHusi COKOHOMUTH 3aTPaThl HA JOCTaBKY
3aBUCHUT pa3Mep MpEeMUAIbHBIX MEHeakepa. B pe3ynbTraTe roToBblii K OTIIPABKE 3aKa3 OCTAeTCs Ha
CKJIaJie IO TeX Mop, MOKa MalliHa He OyIIeT MOJTHOCTBIO 3arpyKeHa.

KoneuHo, MBI TTOHMMaeM, YeM MOXeT OOepHYTbCSl Takasi OTCPOYKa, HO, C JIPYyroil CTOPOHHI,
MEHeKep CKJIajia chejajl Bce NpaBwibHO. Ero 3ajaya — mo MakcMMyMy COKpPATWUTh 3aTparbl Ha
JOCTaBKy, 3a 3TO eMy U IUIaTAT JeHbI. [lepeHocs oTnpaBKy Ha Apyroil CpoK, MEHEAKep ceall Bce
TaK, KaK JOJKEeH ObLT CIIeJIaTh, ¥ HE COBEPIIMII HU €IMHOM OImMOKH. BBICTpo oTOCIaB TOBap, OH HAapYy-
T Obl T€ TPUHLIMIIBL, KOTOPBIX 00s13aH MPUAEPXKUBATLCS B CBOEH padorte. MeHemkep JOCTaBKH,
KaK Ha3J/l0, OKA3aJICsl OTIMYHBIM UCIIOJIHUTEJIEM, U 3TO HE €ro BUHA, YTO KOMIIAHUS MOTepsiia KJIU-
enra. [Ipo6iema 3aKmouaeTcsi B caMoil CUCTEME, YaCThio KOTOPOH SIBJISIETCS CKJIAl OTIPy3KU. 3a1a4n
MEeHe/Kepa OIpe/IeNieHbl TaK Y3KO U TaK 000COOIEHbI OT 33a7a4 JPYruX OTAENIOB, YTO, BBIIOIHSIS UX
Ha OTVIMYHO, OH TOJILKO MENIaeT AOCTHKEHHIO OOIIEH LIesTN MPEAPUSITHSL.

W 310 npobema BcTpedaeTcs He TONbKO B OusHece. [1onoOHble HECTHIKOBKH MOCTOSTHHO MOKHO
YBUJIETD B MPABUTEIbCTBEHHBIX, MEIMITMHCKIX ¥ 00pa30BaTe/IbHbIX YupeskaeHusx. Eciu Bam npuxo-
JWJIOCh KOT/Ia-HUOY/Ib XOOUTH 110 BpayaM, Bl IIPEJICTABIIsIETE, O YeM UJIET Pevb: CHa4YasIa Bbl TPATHUTE
BpeMs Ha TO, YTOOBI 3aMMCaThCsl HA TIPUEM, 3aTEM MTPOCHKUBAETE HECKOIBKO YaCOB B OUYEPEIHN Mepest
KaOWHETOM, a TIOTOM Bac MOCHUTAIOT OT OJHOTO CHEMATICTa K ApyroMy. bapmak v TosbKo!

Takoe mnosnoxeHue nen He ciydaiiHo. Bompiie 100 jer MeHemkepbl YCHENIHO MOBBIILAIN
3(PeKTUBHOCTh pabOTHl KPYIHBIX MPEANPUITAN MyTeM ApoOIeHHs pabOThl HA MEJIKHE 3aJauM.
B pesyibraTe nosiBUIMCh COBPEMEHHbIE KOPIIOpALIMH, COCTOSIIINE U3 MHOKECTBA OT/IEJIOB, KA IbIi U3
KOTOPBIX CIIENUAIM3UPYETCS Ha BHIMOJHEHUM KAKOW-TO OMpeAeSeHHON (PYHKIMM, HAIPUMED OT/eN
MPOJaX, OTAEN MPOSKTUPOBAHMSI, OTJE]T MAPKETHHI'A, TPOM3BOJICTBA, ONIEPAIIMOHHBIN OT/IeN, OyXraj-
Tepusi. COTPYIHUKH MOJTHOCTBIO COCPEJOTOUEHBI Ha 3aJjayax CBOErO y4yacTKa: OTAEN peKJiaMbl Ipo-
JBUTAET MPOIYKT Ha PHIHOK, OT/IEN JOCTABKH NIEPEBO3UT TOBAP KJIMEHTY, OT/IeN CHAOKEHH I TIOKYTIaeT
3anmvacty. PykoBoguTesns oTiena orieHuBaeT padboTy MOTYMHEHHBIX M PACCUMTHIBAET UX BO3HATIPaK-
JeHUe, ONMpasch Ha Mokaszaresiu 3(PEeKTUBHOCTH, KOTOPbIE XapaKTepHbl UMEHHO /151 3TOr0 OTAeIA.
Takoii cocod BeeHusI JIes JOCTAICS HaM B HACJIEICTBO OT MPOMBIIUIEHHON PEBOJIOIMU, HO BEIb
PEBOJMIOLIMS 3aKOHYWIACh JABHBIM-/IaBHO, U T€ METO/Ibl OpPraHU3alluy TPyAd, YTO OHA IPUHECTa C
co6oit, 1aBHO yctapesnu. OHM yxe Oecrioyie3Hbl B MUpe, TJ1e MOSIBIIACh Macca HOBBIX BO3MOKHOCTEN
st oOmmeHust. TeMIl XKU3HU TOBBICHIICS, @ KOHKYPEHIIMs CTajla OCTpee, YeM Korjaa Obl TO HU ObLIO.
UYrtoObl OBEPUTD B HEI(P(HEKTUBHOCTD CTAPBIX METOIOB, IOCTATOYHO BCIIOMHUTD MOCJIECTBHSI HEJIaB-
HEro 9KOHOMMYECKOI'0 KpU3Kca, KOrja MUpoBasi (PMHAHCOBasl CUCTEMA OKa3aJlach Ha KPalo ITPOMACTH.
ObaHKpoTMIIUCh Takue TUranThl, Kak General Motors u Chrysler, a MUIJTMOHBI JIIOZIEH, PO KOTOPBIX
TOBOPWJIM «TIEPCOHAJ — HAIIl CaMbli LIEHHBIN aKTHUB», IOTEPSUT padoTy, IIEHCUOHHBIE COEpekeHU S
U J1aXKe KUJIbE.

Ceronns Onarogapsi OypHOMY pa3BUTHIO MH(DOPMAIIMOHHBIX TEXHOJIOTHH MOTPEOUTENb — TJIaB-
HOE JIUIIO B J1I00OM Ou3Hece. Bbl M caMu 3HaeTe, Kak MPOCTO Tereph CPABHUTH IIEHBI IByX Mara3uHOB.
XOTUTE KyNUTh TEJIEBU30P C TUVIOCKUM 3KpaHOM? VIHTEpHET B CUMTaHbIe CEKYH[Ibl BBIAACT BaM TeX-
HUYECKHE XapaKTepUCTUKHU U LIEHbI 110 BceM MozessiM. HaxxMuTe Ha KHONIKY, U TEJIEBU30P MOSIBUTCS
y Bac JjoMa uepes napy JHei. Bamu nokynarean MoryT czienarh To ke camoe. Koraa KiImeHT cocras-
JISIeT 3aKa3, ero COBEPIIEHHO He 3a00TUT TO, YTO BalllM MPOAYKTH paspadoTaHsl B Texace, 3amya-
CTH K HUM TipousBoasTcs B Mcnannu n Bpasuimu, a coopounsiid 1iex Haxonurcsi B Typuwm. Courir-
KOM 4acTO PyKOBOJCTBO 3asIBJISIET, YTO KOMIIAHHU S BBIIILJIA HA MUPOBOM YPOBEHb TOJIBKO IOTOMY, UTO
ee COTPYIHHMKM padOTaloT B pasHbIX cTpaHax. [IpeanonoxuM, y Hee UMETCs O(HCH W TPOU3-
BOJICTBEHHbIE TOJPA3/EICHHs] M0 BCEMY MHpY, HO €C/IM KOMITaHHUsI He MOXET 00eCHeYuTh UM Clia-
KEHHYI0 paboTy, TO 10 MUPOBOTO YPOBHS € elle O4YeHb Janeko. Bee mpoOneMsl, BO3HHUKAIOIINE B
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pe3yJIbTaTe HEeMpOAyMAaHHOW OpraHM3aliuy padoyvero mporecca, JoKarcsl Ha KIMEHTOB — 3TO U pas-
HbIe BAJIOTHI B Tpaiice, U PacXOXAEHHUs] B CPOKaxX IOCTaBKHU. M3-3a S3IKOBOTO Oapbepa BBISIBUTH
HECTHIKOBKH M UCTIPABUTH OIIMOKM CTAHOBUTCS ellle clokHee. KoMIaHust mo-HacToseMy BbIXOAUT
Ha MUPOBOH YPOBEHb TOJBKO TOT/A, KOTJA KJIMEHTH M3 JIIOOOH CTpaHbl HE WCIIBITHIBAIOT HUKAKUX
3aTpyAHEHWI MPU padoTe ¢ Hell. PyKOBOJACTBO TaKkOW KOPIOpAIMK 3HAET, YTO MOKYIATENISIM HYKHO
COBCEM HEMHOT'O: Ka4eCTBEHHBII MPOAYKT B HY’)KHOE BpeMsl, B HY’)KHOM MECTe M 32 XOPOIIYIO LIeHY.
[peamnonoxuM, Baiia KOMIAaHUS MOX0Xka Ha 3aBojl, Tae bod nocrosiHHO Gopetcsi ¢ xaocom. HyxHo
MOHMMAaThb, YTO KJIMEHTHI BPSII JIM OLEHSAT Te 'epOMUYecKre MOCTYIKH, KOTOPBIE COBEPIIAIOT BAIIH
COTPYOHUKHU. B O[JMH MpeKpacHbIil IeHb BbI [0 KaKOH-HUOYIb PUYMHE HE CIIPABUTECH C CUTYaIUeH —
i Bob He mogocneeT BOBpeMsl, T KOHKYPEHTBI OKaKyTCsl TPOBOPHEE U MPEAJIOKAT LIEHY HIKE —
U TIoTepsieTe KJIMEHTa. DTO JIMIIb BOMPOC BpeMeHu. Hactan MOMEHT M3MEHUTh CBOM MOAXO K JIeNy
Y HAy4UThCs paboTaTh ObICTpee, JTydllle U JelIeBe.

Brictpee, nydine, JemieBiie — HEYJIOBUMOE TPUEAMHCTBO, Jiexkallee B 0CHOBE 3(P(PEeKTUBHOTO
ousHeca. Kakaplil mpenpuHUMaTesib MeuTaeT JOCTUYb €ro, HO 3TO Tak cioxkHO! Eciy Mbl BbINoON-
HsieM paboTy ObICTpee 1 32 MEHBIIYIO LIEHY, TO BPSI I CMOKeM OOeCTIeunTs JTyuliee KauectBo. Eciu
MBI padoTaeM Jydle 1 He OepeM 3a 3TO AOMOTHUTEIBHYIO 1Ty, TO €/1Ba JIK CMOXKEM JIefaTh TO
ObIcTpO. M HaKOHeII, eClTi MbI BHITIOJIHSIEM 3aauy ObICTPO M 0OecrieunBaeM BhICOUaiiliee KauecTBo,
TO KaK e 00ecleumTh MPU ITOM HHU3KYI0 cToMMOCTh? Kaszanock Obl, 1OCTHUYb OTHOBPEMEHHO BCEX
Tpex nokaszareneil 3p(PeKTUBHOCTH ITOUTH HEBO3MOXKHO.

Ho Tenepp 310 He Tak. Bce M3MeHUTCS, €ciy Bbl IOBEPUTE B MPOCTYIO KOHIIETIIMIO — B TO,
YTO CHOCOO OpraHu3aIyu padodero mpoiecca sSBJseTcs peramum GakTopoM ero 3¢ eKTHBHO-
cTu. Y Bac ecTh BO3MOXKHOCTh BBIOPATh IPYroy MOAXOJ, KOTOPHIHM MO3BOUT KOMITAHWU JIOCTUTATh
CBOMX IIeJiel ObIcTpee, Jydllle W JienieBsie. DTOT MOAXOA — OTIMYHAsl ajlbTepHaThBa (hPparMeHTHpPO-
BaHHOMY paboueMy IpOIIeCcCy, AOCTABIIEMYCsl HAM B HACJIE/ICTBO OT MPOMBIIUIEHHOW PEBOMIOLUH.
Boruiotuts ero B A&HU3Hb HEMPOCTO, U HA 3TO BaM MOTpeOyeTcst BpeMsi, HO pe3yJIbTaThl TPEB3OUIYT
Bce oxuaanus. Ecim ceiiyac paboTa npeacrasisieT coOOl MOCIeA0BaTeIbHOCTh OT/IEeIbHBIX 11aroB,
TO TOCJIe BHEAPEHUsI HOBOTO MOAXO0/a OHA MPEBPATUTCS B HEMPEPBHIBHBINA CKBO3HOM mporiecc. Jlionu,
YUacTBYIOIIIME B 3TOM ITporiecce, OyIyT COCPeJOTOUSHBI He TOJIKO Ha CBOMX 3agayax. OHU OCO3HAIOT,
KaK MX TPYyJ BJMSET Ha BHIIOJHEHUE 3a/1a4 APYTUMH paOOTHUKAMU WM Jake KiueHTamu. CoTpya-
HUKHU OyIyT BOCIIPUHMMATh PadOYMil MPOIECC LIETUKOM, a He IO YacTsM, OHU OyIyT CTPEMHThCS
JOCTHYb pe3y/IbTaTa, a He IPOCTO BBHITIOIHUTH HAOOP NEWCTBUI, U paboTaTh B CBSI3KE CO BCEM KOJI-
JIEKTUBOM. Pa3po3HeHHbIe BJIaIeHUs] PEBPATATCS B OPraHU3alMOHHYIO CTPYKTYpPY, OOBEJUHEHHYIO
o0IIel 1esbl0 — MAKCUMaJIbHO YIOBJIETBOPUTDH KJIMeHTa. Maiiki XaMMep BIepBble BBEN TMOHSTHE
CKBO3HOTrO Tiporiecca B 1993 r. B cBoeli kHUre «PerHKUHUPUHT Koprioparuu». C TexX Mmop MpoInio
MOYTH JBa JiecaTuieTus. Bee 31o Bpemss MaiikJ1 TporoBe1oBas CBOY TMOIX0M, 00yJall emy JofeH 1
NOJTyYasl opa3uTesbHbIe pe3yabTaThl. Bee Gosbiie v Goblie KOMIAHUN OepyT ero KOHIETINIO Ha
BOOpPYXEHHE, ¥ Mbl YBEPEHBI, UTO CMOCOO OpraHU3aluy padoyvero mporecca, KOTOPHIA MpeziaraeT
MaiikJi, IefiCTBUTEIbHO MO3BOJISIET IOCTUTATh Liesiel OpicTpee, JTydllie U AelieBnie. Mbl Harmcaau 3Ty
KHUTY, YTOOBI paCIIPOCTPAHUTh €r0 yYSHHUE U C/IeJIaTh HOBBIN MOAXOM K BBITIOTHEHHMIO PaOOThI JOCTYII-
HBIM TSI JTIOOOM OpraHu3alvy, pyKOBOJCTBO KOTOPOH XOYET MPOIBETaTh M HE YCTYNaTh KOHKYPEH-
TaM. B kHUre «PenHXKMHUPUHT KOPHOPAIK» 0OBSCHSIIOCH, IOUEMY CKBO3HBIE TIPOLIECCHI SIBIISIOTCS
JIy4IIAM CIOCOOOM OpraHu3aiy padoThl Ha TpeanpusaTur. B kaure «beicTpee, nydine, nemiesie»
MBI TTOKa3bIBaeM, KaKk MOXHO HCIOJIb30BAaTh OIPOMHBIA MOTEHIMAN TON MPOCTOM KOHIIEHIIUHU IS
yBeJIMYEeHUs TPHOBUTLHOCTH M MOBBIIIEHHUS] KOHKYPEHTOCIIOCOOHOCTH KOMITAHHH.

BHenpsist ckBO3HBIE MPOIECCH HA TIPEIIPUSATHN, Bbl IOJHOCTBIO MEHSIETE T MPUHIIUIIBI, KOTO-
PbIMU PYKOBOJICTBYIOTCSI COTPYAHHUKH B CBoell pabote. Bam u camumM npuercsi B KOpHE U3MEHUTh
CBOE MpeJcTaBIeHre 0 paboueM MpolIecce U OCBOUTH HOBBIN MOJIXO K BHITIOMHEHMIO 331a4. Ho camoe
TPYIHOE TIPY BHEJPEHUU CKBO3HBIX MPOLIECCOB — MPOJAEPKAThCS U HE OPOCUTH BCE HA TMOJITYTH.
Yacto ObIBaeT Tak: KOMITAHUS TOJIBKO HAYMHAET NMEePEeXOJUTh Ha MPOIECCHBIN METOI MEHEKMEHTa,
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Y PYKOBOJICTBO, YBU/IEB HEOKUIAHHBIN MTPUPOCT I(PPEKTUBHOCTH, TYT ke TPyOUT O rodeze, peiaeT,
YTO BCE yXKe C/IeNIaHO, M 3a0bIBaeT O HEOOXOOMMOCTH MOIAEPKUBATh HOBOBBEICHHUSI WU, UTO eIle
XyXke, TMOCTENIEHHO BO3BPAIAeT KOMITAHWIO K MPUBBIYHBIM CTapbiM MeToaM. OCTaHOBHMBIIKCH Ha
TIOJIMTYTH, KOMITAaHUSI HE CMOKET BOCIOJIb30BAThCSl TEMHU BBITOIAMH, UTO TIOMYYMiIa Obl, TPOMIN OHA
YyTb JIQJIbIIIE.

Ecnu BBl cunTaeTe, 4To MPOIECCHBIN MOAXO0] 3aKJII0YAETCsI B COCTABJIEHUH CXeM Ha Oymare, To
BBl IOHUMaeTe BCE HENpaBWIbHO. [IporiecCHBI MOIX0A MpecTaBiseT coO0i HOBBIM CrOCOO Bejle-
HUS1 OM3HECa U JOCTHKEHUS 1iesield, 00eCcIeYrBaIoIUi KJIMEHTaM MaKCUMaJIbHBIA YpOBEHb YIOBIIE-
TBOpeHHOCTH. OH OXBATHIBAET KaK/ABIN ACHEKT AEATeIbHOCTA OPTraHU3aIMK: OT IPUMEHSIEMBIX TeX-
HOJIOTUI JI0 OPTaHU3aIMH MPOJAXK, OT CIIOCOOOB BHIMOMHEHMS 3a1a4 paOOTHUKAMU 10 MOTHUBAIMU U
BO3HarpaskJieHus 3a Tpya. JlaBaite mpociiequm, Kak M3MEHUIaCh CUTYAIHsI Ha OTHOM MPEATIPUSITUH,
C KOTOpPBIM MBI B CBOE BpeMsi pabotayii. Mbl Ha30BeM 3Ty KoMmanuio Andren Aerospace v ocMOT-
pUM, KaKk OHa IIpeoOpa3miiach, UCTIONb3Ys1 CKBO3HBIE MTPOIIECCHI.

B xonrie 2004 r. y kommnaaun Andren Aerospace — KpyImHOTO TPOU3BOAUTENS AeTallel U 000-
PYAOBaHUS /7151 aBUALIMU — BO3HUKJIM CEpbhe3HbIe MPOOIEMBI: ¢ HEll OTKa3asics padoTaTh ee IJIaBHBIH
KJIMEeHT. OOBIYHO COTPYAHMYECTBO CTPOMJIOCH CIIEAYIONIMM 00pa3oM: KJIMEHT IepeiaBal KOMIaHUH
CBOM TOXeJIaHus1, B OTBET MOJTydYasl CXeMaTH4eCcKoe OMucaHue 00OpyHOBaHUs, KOTOPOE OHa COOM-
pajiach MPOU3BECTH, 2 BMECTE C HUM pacyeT CTOMMOCTHU U JaTy BBHINIOJIHEHUs 3aKka3a. Eciu KineHT
07100psIJT TpeCTaBIeHHbIN MPOEKT, TO KoMIanust Andren Aerospace mojyvania 3aKa3 W BHITONHsLIA
ero, JOMycKas Py 3TOM Maccy omMOoK. [TocTaBka MouTH HUKOTIA He MTPOU3BOIMIIACK B CPOK. [laske
Korjga 000pyI0BaHKE HAKOHEII MOTa/aJIo K MOJIyYaTeio, KaueCTBO OCTABIISUIIO JKesaTh yurero. [Tpo-
O1eMbl BO3HUKAJIM TO M3-32 IJIOXOM COOPKM, TO M3-32 HEXBATKU OTIEIbHBIX JIEMEHTOB, TO M3-3a
Opaka, TO U3-3a HeMPaBUIILHO COCTABJIEHHBIX COMPOBOJUTENBHBIX JOKYMEHTOB. Bpems oT BpeMeHU
KJIMEHT HErofIoBajl M pyrajicsi, yrpoxasi KOMIIAaHUM pacTopskeHHeM aoroBopa. PykoBoactBo Andren
Aerospace pUHOCKIIO U3BHHEHUS W 3aBEPsUIO, YTO B OYyIyIIeM MocTapaeTcst He COBepIIaTh Moxoo-
HBIX ommOOK. Ha camom ke jesne HMYero He NMPOMCXOAWTIO, U BCE TIOBTOPSIOCH 3aHOBO. B KoHIIE
KOHIIOB KJIUEHT 3asIBIJI, UTO OOJIbIie He OyJeT COTPyAHNYATh C KOMITaHueH, v j1an 60 aHei Ha cBO-
pavyrBaHue JIesITeTbHOCTH.

[TpumepHo B 3TO ke BpeMsi pyKoBoACTBO Andren Aerospace pemmio BOCIONb30BaThCs TOMO-
IIbI0 HAIlleH KOHCAJITUHIOBOM (PMPMBI M TIEPETH Ha MPOLECCHBI crnocod mMeHemkMmeHTa. OTkas
KPYITHOTO KJIMEHTa OT COTPYAHHYECTBA MPEJOCTaBMII HAM OTIMYHYI0 BO3MOKHOCTH TOKa3aTh BCE
MpeuMyIlecTBa HOBOro mnoaxona. Eciy Ham ymacTcst Tak XOpOIIO MepecTpouTh padoty B Andren
Aerospace, 4TO KPYIHBIN KJIMEHT PEIIUT BEPHYThCS, ITO CAEIaeT KOMIIAHUIO Oosiee HaJeKHOM B TJia-
3aX OCTAJIbHBIX 3aKa34YMKOB, TIOCKOJIbKY M Y HUX OBbLIU Te K€ CaMble MPOOIEMBbI.

PykoBozactBo Andren Aerospace M paHbllle HBITAIOCh HAJIAAUTh padOTy HA MPENpPHUATHM.
B koMmaHuM yxe MpUMEHSUTICh METOIbI MOMYJSPHOW CTATUCTMUYECKOW METOIMKHU TOCTETIEHHOTO
yIIydIIeHUst OM3HeC-TIPOLIECCOB «IECTh CUTM», HO PE3YyJIbTaTOB He MOCIe0BAI0. DTOT (DAKT CBHIC-
TEJIbCTBOBAJI O TOM, UTO MpoOJIieMa 3aKJII09aIach He B KAYeCTBE BHIIIOIHEHUsI paOOThI COTPYAHUKAMM,
OHA HOCHJIA CHICTEMHBIN XapaKTep — Ha MPEANPUITUHN ObUIH TJIOXO HAJIAKEHBI ITPOIIECCHI.

MBbI HaYaM € TOro, YTo cOOpaI MHOTO(YHKIIMOHAJIBHYIO KOMaH[y, WIEHbl KOTOPOH JI0 3TOTO
padoTanu B OT/IeNIaX, 3aHUMAIOIIUXCS TIPUEMOM U 00pabOTKOM 3aKa30B. B KOMaH/ Ty BOIILIM COTPY/I-
HUKY OT/IelIa IPoAax, OTAesa 00CIyKUBaHUs, OTAeNa MPOSKTUPOBAHMUSI, TPOU3BOACTBEHHOTO U JIPY-
rux otaenoB. CoOpaBIIMCh BMECTE, MBI IIPOLIUTM Yepe3 BeCh padovMid MPOIeCcC, HAuMHAs C IpUemMa
3asIBKY M 3aKaHYKMBasl TIOCTABKOU MPOIYKIIMH, ¥ CXeMAaTUIHO M300pa3miIM ero 3tarsl Ha Oymare. Oka-
3aJI0Ch, YTO /IO CHX TOp HHUKTO B KommaHuu Andren Aerospace He 3HaJI, KaK BBIIJIAIUT PabOumii
Mpoliecc OT Havyaja 4o KoHIa. Kaxaplii TOMHMI CBOM OOSI3aHHOCTH M 33/1a4¥ CBOETO OT/esa, HO HU
OJIVH COTPYIHMK He MpeCTaBIIsiI cebe 00Iyio KapTiuHy. Cxema rporiecca, KOTOpYIO Mbl COCTaBJISLIA
Ha Oymare, pacTsHy/1ach Ha 3,5 MeTpa. B Havyase cxembl 3HaAYMJICS 3BOHOK KJIMEHTA TOPrOBOMY TpeI-
CTaBUTEJIO U OMUCaHUE HEOOXOOMMOro 0OOpYyJOBaHUs. 3aTeM B MPOIECC BCTYMAl OTAEN MPOEKTH-
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POBaHUs1, €0 COTPYTHUKH pa3padaThiBaJIU MPOEKT, COCTABIISIIN CIIMCOK JeTasied, HEOOXOMUMbIX s
COOpKH CHCTeMBbI, U O(hOPMIISUTH COITYTCTBYIOLIYIO TEXHUUECKYIO TOKyMeHTaruwo. OTaen o0cyxku-
BaHUs KJIMEHTOB 3aHUMAJICSI COCTABJICHUEM CMET, COOOIIAN KJIMEHTY pacyeTHYI0 CTOMMOCTh 000py-
JOBaHUs M 1aty nmocTaBku. Korja KJIMEHT coryaacs ¢ EHOW, COTPYIHUKY OT/IeNa 00CTyKUBaHHUSI
NIPOBEPSLIU, BCE JIM HEOOXOAMMBbIE JISTAJIM UMEIOTCSI Ha CKJIaJe, ¥ OTIPABJISUIN CKJIQJICKMM pabOTHHU-
KaM 3asBKY, YTOObI Te MMOC/IaIN JeTaIi Ha COOPKY B MPOU3BOCTBEHHBIN oT/Ie1. Ho HyKHBIX JieTaiei
Ha CKJIajIe MOIJIO M He OKa3aThCsl, M TOT/IA B JIEJI0 BCTYIAJ OT/IE) YITPABJICHUS 3alacaMy, COTPYIHUKU
KOTOPOTO JIOJIKHBI ObLITM KYITUTh HEJOCTAIOIINE 3aITYacTy WM HAUTU UM TIOIXO/ISIIYIO 3aMEHY.

Ha niepBbIii B3JIs1/1, Ha TPEINPUATHHA BCe ObLIO OTJIMYHO OPraHW30BaHO, HO HA CaMOM Jieiie
padoumii mporiecc MmpeacTaBisl coOor xaoc. [1aBHas mpoOiemMa 3akimovanach B TOM, YTO Kaxk-
III)II';I COTpYOHHUK 6])UI COCpEOOTOYCH JIMIIb HA CBOEM YYaCTKE pa6OTbI 1N HUKTO HE 3HAJI U 3HATHh HE
XOTeJ, YeM 3aHUMAIOTCs Ipyrue. Bee crapaTesibHO BBITIONHSIM CBOM 33/1a4H, HO YacTO BOJICH-HEBO-
et Memayi paboTe KOoJuIer.

b COTPYIIHI/IKI/I OTACJIa MPOCKTUPOBAHUSA MOIJIU BBIABUTH HEIMOJIAAKY WJIKM YCOBEPIHICHCTBOBATD
KOHCTPYKIIMIO U HUKOMY 00 3TOM He cKa3arh. OHM OOroBapvBaM BCe U3MEHEHHUS JIMIIIb C TEXHU-
YECKUMH ClICIUaIMCTaMU KOMITAHUW KJIMEHTA, HE COBETYACb HU C pa6OTHI/IKaMI/I ApPYyrux OTACJIOB
Andren Aerospace, HU C TOProBbIMH areHTaMH KOMIIAHUM-KJIMEHTa. B pesysbTaTe ObLIO CTOJBKO
IMyTaHUIbl, YTO 1 NPEACTABUTL CJIOKHO.

* Ecnu HyKHBIX JUIsI TPOU3BOJICTBA JieTajleil He ObLIO Ha CKJiaje, paOOTHUKY OTJieNa yIpasJie-
HUA 3aI1aCaMu ClipallliBaid Y UHKECHEPOB, KAKMUMU JACTAJIAMU MOKHO UX 3aMCHUTD. HepemBopr 110
9TOMY BOIIPOCY MOIIM JJIMThCs HenensiMu. [locie 3aMeHbl OHUX JeTajiell Ha Apyrue 00s3aTe/IbHO
TMOSIBJISUTMCH OIIMOKM B CYETaX Ha OIUIATy, TaK KaK pasHble JAETaId CTOWIN TMO-Pa3HOMY.

* Oten 00CTy)KUBaHUsI KJIMEHTOB HEC OTBETCTBEHHOCTD 3a TOYHOCTh PACUETOB TPH BBITIOJIHE-
HUHM 3aKa30B. Ha To, 4T0ObI cCBEpUTDH BCe U(PbI, THOT/IA YXOAWIINA HEJIeITH, TaKe €CIU MPU STOM IpH-
XOZIMJIOCh TIEPEHOCUTh OOCIIIAHHYIO JATY MOCTaBKH.

» Otnen ynpaBJieHUs 3aracaMyd MOT HAlPaBUTh HAa JPyrue Ieu Te JEeTalu, KOTOpbie OTAel
O6C_HY)KI/IB3HI/IH KJIMEHTOB IIJIaHUPOBAJI UCITIOJIb30BATh ITPU BBIITOTHEHHUU 3aKa3a.

* Cily4asioch U TaK, YTO TOPrOBBIH MPEACTABUTEIb, MOTYUABIINKA IIPEMUI0 32 YMEHUE CIKO-
HOMUTH CpPEJICTBAa KOMITAaHWH, OCTAHABJIMBAJ PaOOTy IO 3aKa3y, YTOObI JOKAAThCS MOCTYIUICHUS Ha
cKJiaJ] OoJiee JICHeBbIX 3amJacTer.

B pe3ynbrare NOCTOSIHHBIX 3aJepkeK BO3HUMKAIN BCe HOBBIE M HOBBIE TTpodembl. Korna B mpo-
M3BOJICTBEHHBIH 11eX IMOMNaJaIi BCe HEOOXOOUMBIE JETal, CPOKH YKe MOMKIMAIU, U PaOOTHUKAM,
coOuparoIuM 000pyAOBaHUE, TPUXOAUIIOCH OUEHb TOPOMUTHCS, UTO HEU30EKHO MTPUBOAMIIO K OpaKy
1 ropue odopynoBanusi. Kpome Toro, komranus Oblia BBIHYK/IEHA OTITPABIISITh TOTOBBIN 3aKa3 YCKO-
PEHHOM JOCTAaBKOM, KOTOpasi 0OXOAWIAaCh OYeHb JIOPOro. B KoHEeUHOM HTore 060pyIoBaHuE C OOJTb-
UM OTO3JJaHMEM MPUOBIBAJIO HA CKJIAJ KJIMEHTA, IJie ISl Hero K ToMy BpeMeHH yxke He ObLJIO CBO-
OomHOrO Mecra.

Henpb3s ckazath, 4TO Tak MOMyYasloCh W3-32 HENMPO(ECCHOHATM3MA M ITYIIOCTH PaOOTHUKOB
WJIM Kakoro-T1o 3510ro ymbicia. CorpynHuku Andren Aerospace ObUT YMHBIMU U OTJIMYHO OOYy4YeH-
HBIMH JIObMH, OHM BCErJa CTPEMHJIMCh KaK MOKHO JIyYllle BBITOJTHUTH padoTy. OHU CTapasvch,
MOKaNTyH, AaXke CIMIIKOM CHJIBHO M, BUAUMO, HE YCIIeBaJIM COIJIacoBaTh CBOU JEWCTBUS C padOTOi
KoJuter. KaIplil COTpyAHMK OTJIMYHO BeJ CBOM yUacTOK pabOThI, Kbl MOT CaM BBIOPATH JIyUIIIUii
Croco0 BBHIMOJTHEHNsS] KOHKPETHOW 3a/1aud, MHOTHE TIPH STOM HANpsMYI0 OOIIATUCh C KJIMEHTAMH.
VY Kaxao0ro otaesa UMeJIMCh CBOM IIe/U U MoKa3aten 3(P(GeKTUBHOCTHA — OJHUM HEOOXOIUMO ObLIO
o0ecneynTh BBICOKYIO TOYHOCTh BBITIOJTHEHUSI 3aKa30B, JIPYTHM YJIYUIIUTh 000paYMBaeMOCTh 3ama-
COB WJIM YBEJMUYHTh BBIPYUKy. Ho He Oblio HM omHOro mokasaresnsi 3¢ (peKTUBHOCTH, OOIIero asis
HECKOJIbKMX OT/IEJIOB, U HA OJIMH MOKa3aTesIb He yYMTHIBAI MHTEpeCH Mmokynarenei. Hukro He oTBe-
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Yaj 3a pabouuii mporecc B 11e7I0M, HAUMHAS C TIOCTYIUICHUS 3a5IBKU U 3aKaHUMBAasi CBOEBPEMEHHOM
JOCTaBKOM. A pa3 He ObUIO OTBETCTBEHHBIX, TO U BHUMAHUSI STOMY HUKTO HE YA

[Momo6HO GonbIMHCTBY KOMTIaHUH, Andren Aerospace cTpajiaia OT HeJOCTaTKOB CUCTEMBI pa3-
neneHusi Tpyaa. Pabounii mporecc Ha MpeAnpusTu Obul pa3oUT Ha (PparMeHThl, KaXblid U3 KOTO-
PHIX MPECTaBIsT COOOH Y3KYIO 3a1ady, Mperosaraoiyio BHIIOJTHEHUE ONpPEeIeIeHHON TOCIeno-
BaTEJIbHOCTH 11aroB, U JJIs1 KaXJI0ro hparMeHTa MMEJIMCh CBOM IoKa3arenu 3(p¢peKTUBHOCTU. Mbl
BU/IUM KJIACCUYECKHE CUMIITOMBI (PparMEeHTUPOBAHHOTO Pad0OYero rnporiecca: HeyMeHHe BOCIIPUHSITH
o0IIyI0 KapTUHY, HE3HaHHE TOrO, YeM 3aHUMAIOTCS APYTMe COTPYJHUKH, MOJTHOE PABHOAYIIHE K
JenaM KOMIIaHUH, HUKTO HE HeCceT OTBETCTBEHHOCTH 32 KOHEUHBIN Pe3y/bTaT, U HUKTO HE BUHOBAT,
€CJIM KJIMeHT OKa3bIBaeTCsl HeloBoJIeH. Ecii 3Ty 60sie3Hb He JIeYnTh, OHA MOKET OKa3aThCs IJ1s1 KOM-
MaHUY TUOEJTHHOM.

MBI 1OKYMEHT 3a JOKYMEHTOM M3Yy4ail BeCh Ipoliecc rpousBoacTtsa B Andren Aerospace, u
YJIeHbl KOMaHIbl U3YMJISUTUCH BCe OOJIbIIIe 1 OOJIBIIIE.

«$] IOHATHS HE UMeJ, YTO MPEAIpUsITHE padoTaeT UMEHHO Tak», «KTo MHE 0ObsCHHUT, 3a4eM
MBI BOOOIIIE 3TO JesiaeM ?», «Kakoil B 3TOM cMbIc?» — BOT Kakue CJI0Ba MBI CJIBIIIATNA OT COTPY/AHU-
KOB KoMmmnaHuu. [TocMOTpeB Ha AeATeNbHOCTh MPEeANpPUATHS B KOHTEKCTE MPOIECCOB, Mbl YBUICIH
MHOTHe MOMEHTHI COBEPIIICHHO B HHOM CBeTe. MbI pa3owim Bech paboumii mporiecc Ha 94 srtana u
Pa3Ieni UX Ha IPYIIIbL: IeUCTBUsI, TPUOABIISIONINE IEHHOCTD MPOIYKTY, NEUCTBUS, HE TPUOABIIs-
IOIIMe TIEHHOCTH, W JICHCTBUS, ABJISIONIMECS] HAIIPACHOU TpaToil BpeMeHH. Padota, mpudapisiomas
LIEHHOCTh, — 3TO TO, 33 YTO KJIMEHT TUIATUT JIEHbIH, T. €. Te JISHCTBUs, KOTOPbIE HAMIPSIMYIO CIIOCO0-
CTBYIOT IOCTHKEHHIO JKeJIaeMoro pesysbrara. Padora, He mpubaisioniasi IEHHOCTH, — 9TO ISHCTBUS,
TMO3BOJISIIONIME OPraHU30BaTh OCHOBHYIO padoTy. [ljis KiMeHTa 3TH Iaru He UMel0T HUKAKOro 3Ha-
YeHUs1, HO OHU HEOOXOAMMBI JIsI HOPMAJILHOTO (DYHKITMOHUPOBAHUS Pad0YMX MPOLIECCOB. DTO MpPo-
BEpKa, OTCJIC)KMBAHUE PE3YJIbTATOB, PACCTAHOBKA IIPUOPUTETOB, COCTABJIEHUE T'PAUKOB U T. 1., T. €.
paboTa Mo opraHu3aluK padOThl, KOTOpasi He BHOCHT BKJIa[ia B KOHEUHBI pe3y/ibTaT, HO MOAJep-
KHMBaeT B JAEWCTBUU OCHOBHOMW Tporiecc. PaboTa, sBsiomascs HanmpacHON TPaTol BpeMeHH, — 3TO
NOTepU: HeHY)XHbIe U OECIoJie3Hble IeUCTBHsI, HAITPUMEP TIOBTOPHO BBHIMOJIHsIEMasi padoTa, HCIpaB-
JIeHUe OIMOOK, COCTABJICHUE OTYETOB, KOTOPbIE HUKTO He unTaeT. OKa3anoch, YTo U3 94 BISBIICH-
HBIX HAMH IIaroB, Toibko 11 mpubapmnsim neHHOCTh. Tonbko 11 neiicTBUil NECTBUTENBHO UMENH
3HAUeHUe /IS KJIMeHTa. Bee octanbHoe ObUIo MO0 OECCMBICIICHHOM TpaToi BpeMeHH, JIMO0 paboToi
TI0 OpraHu3alyy padovero rnporecca.

[lepBoe, uTO MpUIUIO B TOJOBY WiEHAM KOMaH[bl, — PEOpPraHM30BaTh KommaHuio Andren
Aerospace. MHOrMe pyKOBOAWTENM YBEPEHBI, UTO JIIOOYI0 MPOOJIEMYy MOXKHO PEIIUTb, NEPEKPOHB
OpraHU3aIMOHHYI0 CTPYKTYypy. O/iHa HaIlla 3HaKOMasi TOBOPHMJIA, YTO CIIOCOOHOCTh MTPOBECTH PEOp-
TaHU3AIMIO SIBJISIETCS KJII0OYEBBIM KauyeCTBOM PYKOBOZCTBA ee KoMmaHuu. [1pu nmpoBesennu peopra-
HU3AIIMU BO3HUKAET BpEMEHHOE YyBCTBO YBEPEHHOCTH B OyayIlieM, BeJjb Bbl IPHHUMAETE PEIIeHHUS,
YTO-TO KapAUHAJIBHO MeHsieTe. Ho kopernv npoonem HU3KOI 3¢pgbexmusHocmu aexcum He 8 oumuoKax
KOHKDEeMHO020 4en08eKd, a 8 Op2aHu3ayuu paoonivl Ha NPeOnPUSIMUL 8 UeAO0M.

[TosToMy MBI pelvIM MPOIOIKUTH |, ONPEIETUB OCHOBHBIE HEOCTATKKM padovero mporecca
B Andren Aerospace, B3SUIMCh 3a CO3[JaHMe HOBOTO Iporiecca. I 1aBHOM mpoOiaeMoit cTaporo mpo-
riecca Obuta (pparmMeHTanys1. Perenne — uHTErparysi pa3po3HeHHbBIX (DparMeHTOB B €MHBIH IPOIIeCC.
B nanHOM citydae Mbl Ipe/JI0KUIM BBECTH JIBE HOBBIE IOJDKHOCTH M HA3HAYUTh UCTIOJTHUTEEH, KOTO-
pble 3aHUMAJTHCh ObI IIPOLIECCOM B II€JIOM U HECJIM OTBETCTBEHHOCTH 32 ero 3(peKTuBHOCTD. [TepBhiii
CIIEIMAIIUCT JIOJKEH OBbUT CTaTh €IMHCTBEHHBIM paOOTHUKOM, 3aHUMAIOIIMMCS 3asBKaMU OT KJIMEH-
TOB, B 00SI3aHHOCTH BTOPOTO BXO/IWJIO BBISIBJISITH M pelaTh MpoOieMbl, BO3HUKAIOIINE TIPH 00padoTKe
3aka3za. Ha 3Tu JOKHOCTH MBI HAIIUTK WICTIOTHUTESIEN C OOJBIIIM OMBITOM PabOThI, KOTOPBIE TOHU-
MaJTi, B YeM 3aKJII0YaeTCsi CMBIC CKBO3ZHOTO Iporiecca, 001a1aiy CriocOOHOCTIO MBICIUTh HECTaH-
JapTHO M JOCTATOYHBIM MYKECTBOM, YTOOBI BHEAPSATH HOBBIE TIPOLIECCH HA MPEPHUATHN.
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Awmanb — BeIymuil CrIeHUaTICT 10 MpoaXkaM B KoMnaHuu. Ha HOBO# TOJKHOCTH OH BBITION-
Hs1JT 00SI3aHHOCTY TOPrOBOTO MPEACTaBUTENSI U paOOTHHUKA OT/IeNa OOCTYKMBAaHHS KJIMEHTOB, a TAKKe
coOupas TeXHHIEeCKUe JaHHbIe 10 3aKa3y. Kpome Toro, oH cTan eTIMHCTBEHHBIM YeJIOBEKOM, C KOTO-
PbIM OOIIAJICS KJIMEHT 10 MOMEHTa OKOHYATEJIbHOTO ON0OpEeHusI 3aKa3a. AMalib IPUHUMAT 3asBKY,
MIPUAYMBIBAT pEIleHUe, MPOBEepsT HAIMYME HEOOXOIUMBIX JeTalel, pacCUMThiBal CTOMMOCTh U
Ha3bIBaJI 1Ty MOCTABKY TOTOBOTO 000pynoBanus. Koraa HykHO, eMy MOMOrajy CIeMaIuCcThl OTaesa
MIPOEKTUPOBAHUSI, HO TOJIBKO OH BEJI BCE MEPErOoBOPHI C KJIMEHTAMH U HEC BCIO OTBETCTBEHHOCTb.
Awmanb 3Ha1 OOIIYI0 KAPTHHY OTHOIIEHUH C 3aKa3YNKOM.

Kak TOMpKO KJIMEHT 0100psiT pacyeTHYI0 CTOMMOCTbh OOOpYIOBaHUsI, MPOLIECC MEPEXOAUIT B
pyku JIxeiiH, KOTopas 3aBejioBajla ONepalMoOHHON 4acTbhlo. OHa mpoBepsijia, €CTh JIM B HAIMYUU
HeoOXoMMBble TSl TPOU3BOIACTBA AeTanu. Eciu oHn otcytcTBoBany, IKeiH 3akaspiBasia AT U
OTCJIeKMBaNIA MX MocTyIuienre. OHa Takke OTBevasia 3a TO, YTOObI TPOU3BOICTBEHHBIE paboure ObLIH
TOTOBBI B HY’KHBIA MOMEHT MPHUCTYNUTD K cOOpke obopynaoBanusi. Kak n Amas, [IxeitH Moria oOpa-
THUTBCSI 32 IOMOIIIBIO K IPYTUM CIIEMATICTaM, HO TOJIBKO OHA HecJia BCIO OTBETCTBEHHOCTD 32 BBHITIOJ-
HEHHE 3aKa3a M TOJbKO OHA OOIIajach ¢ KJIMEHTOM C MOMEHTa 3allyCKa 3aKa3a B MPOM3BOJICTBO.
Co3naHue 3TUX JABYX HOBBIX JOJDKHOCTEH O3HAYaJlo, YTO Tereph OTNaAaeT HeOOXOAMMOCTh BO MHO-
TUX 33/1a4aX CTaporo IMporiecca, KOTopble He MPUOABIISIN [IEHHOCTH MPOAYKTY. Bosbiie He mpuxo-
JWJIOCH TI0 HECKOJIBKO Pa3 MPOBEPATH IIATEKECTIOCOOHOCTh KJIMEHTOB U IMPOBOAUTH OSCUMCIICHHBIE
CBEPKHU MEXJy OTaesaMu. DT Oecrosie3Hble ONepalyy CTaly MpocTo He HyxHbl. HOBBIN mporiece
cozepxai Bcero 28 maros: 11 maroB, mpuOABJISAIONIMX IEHHOCTh, W JIUIIL 17 MaroB, MOMOTralomux
OpraHu30BaTh PadoTy.

Ha mecto npesxHero xaoca ¥ HeCOIIACOBAHHOCTY TPHIILUT HOBbIE METO/bI PadOTHI, 0Oecreuu-
BaloIIMe TOPSJOK, TUCHUIUTMHY U OTBETCTBEHHOCTD 3a BeCh Ipoliecc. [IBa yenoBeka ¢ OOIIMpPHBIM
OIBITOM paOOTHI TENEPb YIPABJISIIN ACATETBHOCTBIO MPEATIPUATHS OT Havauia 10 KoHIa. Ytoosl odec-
MIEYUTh CIIAKEHHYIO padoTy BCEeX MOApa3ae/ieHri, ObUT PUHSAT OJUH OOIIUH MoKa3aresb 3(h(eKTHB-
HOCTH — «CBOEBPEMEHHAS! TIOCTABKa».

[ToTpe6oBaoch OKOJIO TpeX MecsIeB, YTOObI pa3pad0TaTh HOBBIN MPOIIECC, M OKOJIO MOTyTOpa
MecsIIIeB, YTOOBI PUMEHHTH €T0 B padoTe ¢ KJIMeHTOM. Pe3ysbTar npeB3oiiiesn Bce oxkuganus. Panbiie
kommanus Andren Aerospace ycreBasia AOCTABUTH MPOAYKIMIO K CPOKY Juiib B 15 % ciydaes,
Terepsb ke el 9To yaaBanock Ha 90 %. [Ipexe TpedoBanoch 48 4acoB, 4TOOBI HA OCHOBAHUM 3asIBKU
paccumTarh IieHy, a Iocjie BBEAEHH s IIPOLIECCHOTO MOIX0/1a 3TO BPEMSsI COKPATUIIOCH JI0 IECTH YacoB.
KauecTBO 1pon3BoAMMON MPOIYKIIMHU MOBBICKIIOCH NOYTH BABOE. Ternephb, Korga pabourx HUKTO He
TOpONWI, a Hepa3zoeprxa ¢ JOKyMEHTAIlUel M MaTepuaiaMu Ucuesna, 1y Opaka u ommoOoK B padboTe
MOYTH HE OCTAJIOCh MPUYMH. J{oMs1 «Oe3ynpeuHbIX 3aKa30B», T. €. 3aKa30B HAJICKAIIEro KauecTna,
BBITIOJTHEHHBIX MTPABUIIBHO, B CPOK, K KOTOPBIM NIPUJIAraeTcst OTJIMYHO COCTABJICHHAS IOKYMEHTAIUs,
Beipocia ¢ 10 o 85 %. KnumeHt, pazopBaBImii OTHOIIEHHS ¢ KoMmranuei Andren Aerospace, ObLT
M3yMJIEH KaueCTBEHHBIMH NIepeMeHaMH, KOTOpPbIE BBI3BAJIO HAIllE BMEUIATEIbCTBO B padOTy KOMITa-
HUM, U TIOBeJT ceOsl Tak, Kak Mbl M Hagesutich. OH pelii BO30OHOBUTh KOHTPAKT, a Ha CIICAYIOIIHIA
roJ Jake yBeJIMJwI o0beM 3aKa3oB Ha 34 %, 4TO MPEeBBICKJIO HAIM CaMble ONTHUMUCTUYHBIC TIPO-
THO3BI (MBI HALIETUBAIUCH Ha 25 %). V1 9TO MPUATHO, €CIIM paHbIIIe PH MTOJOOHOM YBEIMICHUH JIETIO-
BO aKTUBHOCTH TPUIILIOCH Obl HAHSATH 12 HOBBIX paOOTHHUKOB, TO MOCJIE BBEACHHS HA MTPEATIPUSTUH
MIPOLIECCHOTO MOAX0A OKa3aJ0Ch JOCTATOYHBIM B3Th Ha paboTy Bcero OByX yesioBek. M Hakowerl,
MpUOBLTL OT PAOOTHI C JAHHBIM KJIMEHTOM yIBOMJIACh, a paboTa OblTa HaJlakeHa TAKUM 00pa3oM, 4To
KOMITAaHMsI MOIJIA ¥ Aajibiiie O6e3 Tpyaa HapalyBaTh 0ObeMbI POM3BOICTBA.

[peanpusTtue 3apadoTano ObICTpee, JTydllle U JeleBe. ITO CTalo0 Pe3yIbTaTOM MepPeoCMbIC-
JIEHUSI er0 AeATeJIbHOCTU KaK eauHoro padoyero mporecca. Kaxaplii COTpYITHHUK Tenepb CTPEMUTCS
K JOCTH)XKEHHIO OOIIEH 11eJM, 2 He TIPOCTO BHITIOIHSET CBOM 00S3aHHOCTH.

CKBO3HOI paboumnii poIiecc — HempocTas KoHIenus. Horaa pykoBOICTBO KOMITAHUH 00b-
sICHSIeT ee cheaymuM oopa3zoM: «IlocMOTpH HajleBO, MOCMOTPH HAlpaBO». DTO 3HAYUT, YTO HE
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HAJI0 3alMKJIMBATHCS Ha CBOMX 3a1avax: Hy’KHO JyMaThb O ToM padoTe, 4To ObUla pojesaHa 10 Teos,
M 0 ToM, 4yTo Oyzer caenaHa mocie. Jdymaiite o 3aiauax KOMIaHUM B LIEJIOM M O TOM, Kakylo IIeH-
HOCTb TOJTyYaT KJIMEHTHI B pe3y/IbTaTe UX BbIMOIHEHHs. CKBO3HBIE MTPOIIECCHl TPUMEHUMBI HE TOJIBKO
IJTsl OPraHU3AIMY PYTHHHOW paOOThI, TAKOM, Kak 00paboTKa 3aka30B. [IpoliecCHBIN MOAXO/ OTMYHO
TIOJIXOUT M JUTSl pean3aliiy TBOPUECKUX 3a/1au, Harpumep Aj1sl pa3pabOTKY MPOAYKTa UM CO3[a-
HUS cripoca Ha peiHKe. OH IPUMEHHM /151 BCeX TPeX TUIIOB MPOIIECCOB: OCHOBHBIX (HAIIpUMep, pas-
paboTKa MpOIyKTa, MPUBJIeYEHNE KJIMEHTOB, BHIIOJTHEHNE 3aKa30B), OPraHM3alMOHHBIX (TIPOBEpKa
TUIATEXECIOCOOHOCTH KJIMEHTOB, 0OyYeHHe TMepCOoHaNa) U YIPaBJIEHYECKUX (CTpaTernyeckoe Iuia-
HUpoBaHue). [IporieccHbIl MOAX0A He BBOIUT HOBBIE MPaBUIIA, HEe 100aBIseT OyMaXHOW padOTHI U
HE HAaKJIA/IbIBAeT OrPAaHNYEHHI Ha TBOPUECKYIO aKTUBHOCTh. O/IMH TeHepasIbHBIN TUPEKTOP OTBETU
CBOMM WHKEHepaM, KOT/ia Te BhICKa3aJIM OMAceHHsl, YTO MPOLIECCHBIH MOIXO0/ MOMENIaeT X TBOpYe-
CKoOM1 paborte: «SI Xxouy, yTOOBI B 331€HICTBOBAJIM CBOM TBOPUECKHI MOTEHIIMAN, HO HAIIPaBbTe €ro Ha
MPOIYKT, a He Ha rporiecc». Korma Mbl BriepBble IOMagaeM B KOMIIAHHIO KJIMEHTA U 3aXOIUM B 0puC,
TO Cpa3y BUAUM, UCTIOB3YETCs JIU 371€Ch TIPOLIECCHBIN MOAXOM. Il 9TOro JOCTaTOYHO B3MJISTHYTh Ha
CTOJIBI ¥ KOMITHIOTEPBI PAOOTHUKOB — YeM OOJIbIIIe CTUKEPOB Ha HUX HAKJIEEHO, TEM XYKe COIJIacOBaHa
paboTa nepconana. MHOKECTBO 3alMCOK TOBOPHUT O TOM, UTO Y KaXKAOTO COTPYJHUKA UMEETCsI CO0-
CTBEHHBIN c1oco0 BeIeHUs JIeJ1, KOTOPBI YacTo He TIOHSTeH ero kojuieraMm. Korma Berymaer B cuity
MIPOLIECCHBII TIOIXO/I, CTUKEPHI U 3aIMCKK OECCIeJHO NCUE3aoT.

Cama uzest CKBO3HBIX ITPOIIECCOB HE TaK YK U CIOXKHA, HO HE JyManTe, YTO CMOXETe BOILIO-
TUTh €€ B JKU3Hb 3a napy JHel. Mmelite B BUAY: Mbl TOBOPUM Ceiyac O MPUHLMUIIMAIBHO HOBOM
crioco0e opraHu3aIy padoThl, KOTOPBI U3MEHUT KU3Hb KakKJI0T0 COTpYIHUKA. HeKOoTOpBIM oM
OyIIeT CJIOKHO CBBIKHYTBCS C 3TUMU IPE0Opa30BaHUAMHU U TEM OoJiee ¢ IepeMeHaMHu, KOTOpbIe TIocie-
ayoT nanee. [losiBUTCS HOBasi CUCTeMa BO3HArPAXKACHWNA, M3MEHSTCS UepapXUYecKue CBSI3U, YCH-
JIMTCS JIMYHAsI OTBETCTBEHHOCTh PaOOTHUKOB 3a Jiejla KOMITaHMU. Bam Ha HeKkoTopoe Bpems Npu-
JeTCs CTaTh MPOMOBETHUKOM U MPH KaXJ0M YIOOHOM ciydae yoekaaTh JoAeH B mpeodpasyromiei
CHJIe TIPOLIECCHOTO Moaxofa. M Bce paBHO HEKOTOPBIE JIIOIU He MIOMMYT U He TOAepKaT Ballly HJelo.
HyxHo OyzieT Kak clieyer mocraparbesi, YTOObl OOBSCHUTH UM CYTh TPe0Opa30BaHMiA, HO €CJTM OHU U
TI0CJIE TOTO HEe COITIACATCS C BaMH, 3HAUUT, UM MTPUAETCS MOKUHYTh KOMIaHUI. Tem, KTo ocTaHeTcs,
BHavase OyaeT OuYeHb TPYIHO, HO OOJBIIMHCTBO U3 HUX CMOXET MTPOTUBOCTOSITh TPYIHOCTSIM. MHOTHE
COTPYJHMKM HAUYHYT MPOTOBEIOBATH MPOLIECCHBIA MOAXON Yke Ha cBou Jian. Camoe yIuBUTEIILHOE
ObIBaET, KOI/Ia BbI, 3aHUMAsICh BHEIPEHUEM CKBO3ZHOTO padoyero mporecca Ha MpeArpusTUy, Haun-
HaeTe MOHMUMATh, YTO KOMIIAHUS BBIXOAUT HAa HOBBIN YPOBEHb MPOU3BOIUTEIBHOCTH, & COTPYIHUKH
HaXOJSIT BCE HOBBIE CIIOCOOBI C TIOMOIIIBIO IPOIIECCHOTO OAX0/1A YIYUIIUTh CBOIO PadOTY U JOCTABUTH
panocTh KimeHTaM. HaxonuTh puMeHeHus1 TIPOLIECCHOMY MOAXOY MOKHO OECKOHEUHO.

VYcenemHas peanu3anusi CKBO3HOTO Mpoliecca Ha MPEANpUsTHA TpeOyeT HeMasblX YCUIUN Ha
KaXJJOM OPraHU3aIllMOHHOM YPOBHE. XOTsI OCHOBHAsI 11eJ1b IPOIIECCHOTO MOIX0/1A — YIIYUIITUTh 0OCITY-
KMBaHWE KJIMEHTOB, TIOHSIB MX HYXIbl U TOTPEOHOCTU (YCINBIIATH TOJIOC TIOKYMaTeNsi), HO Helb3s
3a0bIBaTh M 00 MHTepecax OusHeca (yciblmarh rojioc Omsneca). [loHayamy Bam OygeT HEMmpocTo
JIOCTUTHYTh 3TOro paBHOBecHsi. ONBIT BHEAPEHUsI MIPOLIECCOB B PA3JIMUHBIX KOMITAHUSIX TTO3BOJMT
HAM BBIICIUTh JEBATh KIJIIOYEBBIX IMPUHIMIIOB, KOTOPIMH HEOOXOAMMO PYKOBOJCTBOBATHCS TPH
BHEJPEHHUH ITPOIIECCHOTO Noaxoaa. B mocneqyomyx riaBax Mbl HOAPOOHO W3YUYMM 3TH TPUHIIUTIBI
Y TO, KaK OHM BJIMSIOT JpPYT Ha Apyra. B kauecTBe mprMepa Mbl IPUBEIEM MHOXECTBO MCTOPHIA U3
OmbITa padoTHl KOMMaHMiA. HeKoTopble U3 3TUX KOMIIAaHUM BaM, CKOpee BCero, 3HakoMbl. O Apyrux
BBl HUKOT/Ia HE CJIBIIIAJIM IO OTHOM MPOCTOMN MPUYMHE: Mbl U3MEHWIM HA3BaHU S, YTOOBI HE CMYIIATh
UX PYKOBOJICTBO, KOTOPOMY BPsIJI JIM 3aXOUETCS BHICTABJIATH HAMTOKA3 CBOW MPOMAXH M HEYAa4YX HJIH,
HAIpOTUB, pasMialarh CeKpeThl ycnexa. YToObl BBl MOIIM JIyullle ceOe Mpe/ICTaBUTh, O YeM MOH-
JET peub Ha CTpaHMLIAX 3TOW KHUTH, JAaBadTe €lle pa3 BEpHEMCs K CUTyaluu B KoMnaHuu Andren
Aerospace, U3y4rM BbIsIBJICHHbIE ITPOOIEMBI U B KAUECTBE PEIIeHUs IPEJI0KUM BHEJPUTh CKBOZHOM
nporiecc.
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B niepBoii r71aBe ornmcaHbl OCHOBHBIE TOAXO/BI K IJTAHMPOBAHHMIO CKBO3HOTO MIPOLIEcca B KOMIIa-
HUK. B mpoexTe nporiecca JOMKHBI ObITh YUTEHBI KaK OpPraHu3al[MOHHAs CTPYKTYpa KOMIIAHUM, TaK 1
0COOEHHOCTH TOBapa WM YCIIYTH ¥ IOTpeOHOCTH KIMeHTOB. PaboTta B Andren Aerospace Obuia opra-
HHM30BaHa MPOCTO YkacHO. OHa COMPOBOXKAANach MOCTOSIHHBIMU 33/IePKKaMU, MHOTUE COTPYIHUKU
HE TIOHMMAJIM, YeM 3aHMMAIOTCS MX KOJUIETH, U MOYTH HUKOMY He ObLJIO Jefia 10 HYXJ KJIMEHTOB.
Ecnu BbI mocMOTpUTE Ha IEATETBHOCTh CBOETO MPEANIPUSITHUS C TOYKH 3PEHHS MTPOLIECCHOTO MOAX0/A,
TO HEKOTOPBIE Cepbe3HbIe POOJIEMBI Cpa3y ke BCIUIBIBYT Ha IOBEPXHOCTh. [1pu gasbHeemM mpoek-
TUPOBAHMU CKBO3HOTO ITpOLIEcca MPOSIBATCS M MEHee Cephe3HbIe POoOIIeMsl. VICTIonb3yst MpoLecCHbIN
TIOJIXOJ1, BBl CMOXKETE PEINTh UX BCE.

BonbIIMHCTBO KOMITAHUI COBEPIIEHHO HEMPABHJIBHO MOAXOOUT K OIEHKe 3((EeKTUBHOCTH.
PyKOBOJCTBO KaskJIOTr0 OT/EJIa CaMO PEIlaeT, YTo U KakK CJIeAyeT U3MepSTh, B pe3y/bTaTe Yero rnokasa-
TeJM 3(p(HEKTUBHOCTH y BCEX OT/ENOB pa3Hble, M MX HEBO3MOKHO CPABHUTD UM KAK-TO COMOCTABUTb.
To ke camoe nmeno Mecto u B komnanuu Andren Aerospace. Bo BTopoil 1J1aBe Mbl BHUMATEIbHO
U3YYHM, YTO, KaK ¥ TIOUYeMY HYKHO U3MEPSITh, YTOOBI YCIIEIITHO BHEAPUTH Ha MIPEIIPUSATHN CKBOZHOM
npouecc. i 9Toro Ham, CKopee BCero, MPUJIETCs 3aHOBO OIPEIeSIUTh 111 KOMIIAHUHU, KOTOPBIE,
OOBIYHO CBOASTCSI K OHOMY: «IIPHBJIEYb U yAepKaTh KJIMEHTOB». [loka3arenu, XapakTepusyomye
ycriex B IOCTHKEHUH TOH LEeJH, U SIBJISIOTCS TeM, YTO BaM HEOOXOAMMO.

B pesynbrate BHegpeHUs1 CKBO3HOrO mporiecca B Andren Aerospace U3MEHWJIACh POJb PyKoO-
BOAMTENEN OTIeOB. Ternepb OHM yKe He BeyT OTIAebHbIE YUaCTKU PadOThl, a YIPABJISIOT MPOIIec-
COM B LIEJIOM. 3a/1aull ¥ 0COOEHHOCTH padOThl PYKOBOAMTENEH MPOIecca ONMUCHIBAIOTCS B TPEThEl
r1aBe. [Jis ycHemHoro BHeApEH! sl Ha MPeANpUATAN CKBO3HOI'O ITpoliecca HeOOXOUMO 00eCIIeunTh
TECHOE COTPYJHUYECTBO PYKOBOIUTEIEH MpoLiecca U HaYaJIbHUKOB OTAENOB. [IJ1s1 3TOro U TeM U JIpy-
T'UM TIPUIETCS IEPEOCMBICIUTD CBOM LIEJM U B3MJISIHYTh HA pa0OTY TIO-HOBOMY.

[Tpon3BOIUTENBHOCTD TPY/IA B OPraHU3aAIMY 3aBUCUT HE TOJIBKO OT 3apILIaThl U CIOCOOOB U3Me-
peHus 3(pHEeKTUBHOCTH, HO TaKKE U OT MOAJEPKKH CO CTOPOHBI HauaJIbCTBA. BonpocaM, cBsA3aHHBIM
C pabOTHHKaMH, T. €. C UCTIOJTHUTEJISIMU BaIlIero Mpoliecca, MOCBsIIEeHa YeTBepTas IlaBa. B Hell Takxke
OIMCAHO, KaKMEe BO3ZMOKHOCTH HEOOXOANMO OOECIIeUnTh COTPYAHUKAM, YTOOBI OHM MOIJIA Y4acTBO-
BaTh B CKBO3HOM Iporiecce. Kak nokasain ombIT komnanuu Andren Aerospace, pa3paOOTKa HOBBIX
MPOLIECCOB U CO3/IaHME HOBBIX CIOCOOOB M3MepeHH st 3(P(PeKTUBHOCTU B KOPHE MEHSIET OXO0]] UCTION-
HUTeNel K cBoell padote. VM Gorbllie HEe HYKHO NepeJaBaTh 33/1auil U3 OTAeNa B OTIEN U OTUYUTHI-
BaThCs TIepe]] HAUYaJIbCTBOM 32 KaX[blid CBOM 11ar. PAOOTHUKM KOMIIAHUM CTaHOBSITCS «Ipodeccro-
HaJIJaMW», OHM TeNepb JIeNIAloT KIMEHHO TO, YTO HYKHO UIsl JIOCTHKEHHs OOIIeH 1e, a He TpaTsT
BITYCTYIO BpeMs U ciiibl. He Bce ¢ paiocThio BOCIIPUMYT HOBBIM TOIXOZ K OpraHU3alli padoThl,
HEKOTOPBIE MIOKMHYT CBOE MECTO 110 COOCTBEHHOMY >KEJIaHUIO WM Kak-HuOyp emte. Ho te, kTo ocra-
HETCs ¥ TIOBEPUT B CHJIy CKBO3HBIX MPOIECCOB, MOKAXYT TAKYIO MPOU3BOAUTEILHOCTh, TOTOBHOCTb
IENCTBOBATD U MPEOA0JIeBATh JIIOObIE TPYTHOCTH, KOTOPBIE BaM U HE CHWJIMCh. BOT KTO CTaHeT Balmm
MO-HACTOSALIEMY LIEHHbIM aKTUBOM !
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KoHen 03HakoMuUTEJIbHOT0 (pparmMeHra.

Texkcr npenocrasieH OO0 «JIutPec».

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

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