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[IpepncaroBue

Korpa MBI BliepBEIe BCTPETHUAUCH C AJKUMOM ASKEHTECOM, OH
B IIPSIMOM CMBICAE CAOBA KMA CPEAU TOBAPOB, KOTOPHIE IIPO-
KW3BOAWAA €TI0 KOMIIaHUS.

Haunnaromuii 6M3HeC paclioAaraacs IpsiMo B AByXKOMHAT-
HOM KBapTupe AskuMa B CaH-Xoce, a ciaabHS ObIAa TpeBpa-
IIleHa B CKAaA F'OTOBOM IIPOAYKIWM. B rapake, 3aburoM 000py-
AOBAHUEM U MaTepruaraMy, YeTBEPO MOAOABIX COTPYAHUKOB IIPU
COPOKArpajpyCHOM JKape TPYAUAUCE Hap, U3TOTOBAEHNEM BEAOCH-
neAHBIX IAeMOoB. Koraa norpe6oBaAochk OOABIIE MecCTa, AJKeH-
TeC IOAAPHUA OAUH ILIIAEM CBOEMY COCEAY, ¥ B3aMeH TOT I103BO-
AUA IPEAIIPUHUMATEAIO 3@HSATE ellle U ero rapak. K cuacTeio,
HUKTO U3 COCEAEN He JKaAOBaACS Ha TO, UTO €5KEAHEBHO OTPOM-
HbIM Ir'py30BUK UPS noabesskan K AoMy AJKeHTeca, YTOObI BEIIPY-
3UTh HOBBIE MaTepHUaABI U 3a0paTh TOTOBBIE K TPOAAIKE IIIAEMBI.

[IITab-KBapTHPOM OBIA KYXOHHBIN CTOA, 3aBaA€HHBIN OyMa-
raMu, MOAEASIMH BEAOCUIIEAHBIX IIIAeMOB, KHUraMH, paciie-
yaTKaMu (ParAOB ¢ KoMIbIOTepa Macintosh, npuTKHyBIIETOCA
B yTAy. CHASA 3@ CTOAOM B OKPY’KEHUU [TAAKATOB Ha TEMY BEAO-
CHUIIEAHOI'O CIIOPTa, AJKUM, YIPAMEIN yeroBeK AeT 30, paccka-
3BIBaA, YTO BCKOpEe cobupaeTcsd Iepee3’kaTh U3 3TOM KBaPTUPKHU
B COOCTBEHHBIN AOM. A ellle OH HaMepeH CAEAATh CBOIO KOMIIa-
HUIO I10-HACTOAIEMY yCIIEeUTHOM.

IToToM OH yKa3aa Ha CTOIIKM KHUT O IPEAIIPUHUMATEABCTBE
U yIpaBA€HUU MaABIM OU3HECOM. « DT KHUTY IIOMOTAU MHEe
B CAaMOM Hayaae, — CKa3aA AjkeHTec. — Ho OHU He OTBeUaroT
HA CaMBbIN Ba>KHBIM BOIIPOCY.

«A 9TO BTO 3a BOIIPOC ?» — CITPOCUAU MHI.

APKeHTecC MIOBEPHYACS K OKHY 1 MOAdaA ceKyHA 30—40. 3aTem
B3TASIHYA Ha Hac U cKasaa: «5 xouy, 4ToObI Giro cTara BeAUKOM
KOMIIQHUEW».
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Tak popAuAach UAES STON KHUTH.

OTa KHUATA O TOM, KaK IIPDEBPATUTH CYLeCTBYIOIEe IIPEATIPH-
THe B 0eCCMepTHYIO, BEAUKYIO KOMIIAHUIO. MBI HallucaAu ee
AN ATOAeH TuTia ApkuMa AJKeHTeca — AIOAEM, KOTOPhIe XOTAT,
4TOOBI MX KOMIIAHUS CTaAd OCOOEHHOM, AOCTOMHOM TOPAOCTHA
U BOCXMIIEHN. MBI XOTUM IIOMOYb UM CO3AATh 9KCTPAOPAMUHAD-
HYIO KOMIIQHUIO, CIIOCOOHYIO AOOUTHCS 3HAUUTEABHBIX PE3YAD-
TaTOB, CTATh AMAEPOM OTPACAU U 00PA3LOM AAS IIOAPA KAHUSA,
OCTaBadCh BEAUKON MHOTUe roabl. ECAM BBl — PYKOBOAUTEAD
OpraHU3alluu U XOTUTE CAEAATDh ee BBhIAQIOIeNcs, 3Ta KHUTa
AASL Bac.

3Aech MBI He paccKa3hbIBaeM O TOM, KaK HauaTh Ou3Hec. Mbl
IpeAIloAaraeM, 4TO BBHI yUaCTByeTe (MAU IAAHUPYeTe y9aCTBO-
BaTh) B PA3BUTHUU y>Ke CYIIECTBYIOIIEro IPEAIIPUATHS, KOTO-
poe BEL CAMU CO3AAAU, UAM KYIIUAM, UAU IIOAYYHUAN B HACAEA-
CTBO, UAM B KOTOPOE IPUILIAU pabOoTaTh.

MHoroe u3 Toro, 0 4eM roBOPUTCS B 3TOU KHUTI'E, CIIPABEA-
AMBO AASI KOMIAHUM AI0OOOTO pa3dMepa, HO MbI IIUCAAU ee IIpe-
KA€e BCEro AA PYKOBOAUTEAEN MeAKUX U CPEAHUX KOMIIaHUN
(BKAFOUAS TAKIKE K HEOOABIIIME IIOAPA3AEAEHUS KPYIIHBIX Opra-
Huzanuh). [Touemy? OcHOBa BeAWYN s, KaK IIPABUAO, 3aKAAABI-
BaeTCs, KOTAQ KOMIIaHUS ellle HeBeAUKa M AOCTaTOUHO BOCIIPU-
MMUMBA K IIeHHOCTIM €€ AUAEPOB.

IBM cTana BeAUKOM KOMIIaHWEN OAaropaps ToMy, 4To ToMm
YOTCOH CMOT CAEAQTh B CAMOM HauaAe IyTH, 33A0ATO AO TOTO, KaK
IBM pocTuraa HeIHeITHUX pa3mMepoB. Nike — BeAnKast KoMIia-
Hus 6aaropaps romy, ato Oua HaliT cMor caeaaTs, kKoraa Nike
ObIAa elle AaBUAOM, TOABKO cobuparomuMcs Ha 60 ¢ [oaua-
doM. 3M AOCTUTAA BEAWUHS, [IOTOMY YTO HECKOABKO AECATHAE-
TUM Ha3ap YUALSIM MaKHaUT BHEAPUA B KOMIIAHWIO COOCTBEH-
HBIe IIeHHOCTHU. L.L. Bean npeBpaTUAAch B BEAUKYIO KOMIIQHUIO
OAaropaps Tomy, 4To penran AeoH BrH, KOraa KOMITaHUS OBbIAG
ellle HeBeAUKa 1 3@aHMMaAa BCero AUIIIb OAHO HEOOABIIIOe 3paHUe
Bo @punopre (mrrat Men). Y Patagonia ecTsb Bce 11aHCHI CTaTh
BEAMKOU OAaropaps OCHOBE, 3aA0KeHHOU KpucTrnH MakpUBUTT
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B IIepuop (pOpMUPOBAHUS 3TOU SHEPIrUYHON, HECTAHAQPTHOU
KOMIIaHUH.

Ecau BBI pyKoBOAUTE HEOOABLION KOMIIaHKWEMN, B BAIIUX
CHAAX CTaTh TBOPIIOM ee BeANYHUs. DTa KHUTa O TOM, KaK 3aA0-
SKUTH OCHOBBI BEAUYUS.

O6cy>xpeHUe CPOKYCHPOBAHO Ha KOMMEPUECKUX IIPEATIPUS-
THAX, OAHAKO PYKOBOAUTEAU HEKOMMepUEeCKUX OpraHu3aiui
TAaK’Ke HAaUAYT B 3TOM KHUTE HEMAAO IIOA€3HOTO: IIPUHIIUIIEB
IIOCTPOEHMNS BEAUKOM KOMIIAHMU PAaCIIPOCTPAHAIOTCS Ha BCe
0e3 UCKAIOUeHUsI OpraHu3aluu.

YTo TaKoe BenuKaa KomnaHua?

MBI cunTaeM, 4TO BeAUKasi KOMIIAHUS AOAKHA COOTBETCTBOBATH
CAEAYIOIIUM YeThIpeM KPUTEePUIM:

1. Pe3yapTaTUBHOCTE. BeanKas KOMIaHUS TeHEPUPYET
AEHESKHBIN IIOTOK (IIyTeM BBICOKOIIPHUOBIABHBIX OIlepa-
LU), AOCTQTOYHBIN AASI AOATOBPEMEHHOU YyCTOMYUBOU
paboTel. OHa peryAsipHO AOOMBaeTC IjeAel, ITIOCTaB-
AEHHBIX €€ PYKOBOAUTEASIMU U BAAAEAbIlaMU. B Kom-
MaHUU CAYyYalOTCS B3AETHI U IAA€HUS, & MOXKET OBITH,
U II0-HACTOAIIEMY CAOKHBIE BpEMEHA, HO BEANKAsA KOM-
[IaHU4 IPEOAOAEBAET TPYAHOCTH 1 CO BpeMeHeM A0OKBa-
€TCsI BBICOKUX Pe3yABTATOB.

2. Baugnue. Beaukasd KOMIIaHUS BAUSET Ha pPa3BUTUE
OTPAaCAU U sIBAsIeTCS ee ArpaepoM. OHa HeoOs13aTeABHO
caMasi KpyIHas B OTPACAH, HO OKa3bIBAET CyIlleCTBEHHOe
BAMSHNUE €CAU He CBOMMU pPa3MepaMy, TO MHHOBAIUSAMU.

3. Penyranusa. BeAukol KoMIIaHKMEN BOCXUIIAIOTCS, €€ yBa-
>KQIOT — U He TOABKO ee COTPYAHUKHM. OHa CTAHOBUTCS
IIPUMEPOM AAT BCEOOIIEro ITIOAPA KAHUS.

4. ANOATOBEUHOCTH. BeAnKasg KOMIIaHUSI OCTAeTCS CHAL-
HOU M 3A0POBOU MHOTHE AeCATHUAETHS. BeanKas KoM-
IIaHUS — OPTaHU3M CaMOOOHOBASIONIUNCS: €e BeAnUne
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BBIAEP’KUBAET CMEeHY IIOKOAEHUY PYKOBOAUTEAEN, BBIPAC-
Tas 3a NPeAEeAbl AMYHOCTH, U3HAYAABHO 3TO BEAUYUE
cchopmupoBaBiiieti. [TOMBITIASISE 00 UCTUHHOM BEeAUYUH,
BEI IIOApPa3yMeBaeTe KOMIIAHMNIO, KOTopast OypeT ocTa-
BaTbCA BeAUKOU Kak MuHUMYM 100 AeT.

AAs TOTO YTOOHI CTaTh BEAMKOM, KOMIIaHUSI He00513aTEeABHO
AOASKHA OBITH MAeAABHOMU. VMaAeaabHBIX KOMIIAHUMN BOOOIIE
He ObIBaeT — IIPOOAEMEBI CAY4YalOTCS Y BceX. Beaukue KoMmma-
HUM, KaK U BeAUKNE CIIOPTCMEeHbl, THOTAA IPOUTPHIBAIOT COCTSI-
3a@HHe, PUCKYs cBoel penyTanuei. Ho BeAuKue KoMIaHUU
OYeHb YCTOMYMBEL U YMEIOT BEIXOAUTE M3 CAOKHBIX CUTYaIUH
0e3 HenonpaBUMBIX IIOTEPh — KaK M BeAUKHE CIIOPTCMEHHI,
CIIOCOOHBIE BO3BPAUIATHCS B OOABIION CIOPT IOCAE TPaBMHEI
VAU IPOUTPHIIIIA.

MnaH KHUr¥ — NAaH aencTeun
no CO3J,aHUI0 BEeNIMKON KOMMAaHUU

Ka>xkpas raaBa KHUTU KacaeTcs OAHOTO U3 CYIIeCTBEHHBIX DAe-
MEHTOB CO3AAHUS BEAMKOM KOMIIAHUH, IIPEAAATAs IPUKAAAHBIE
MOAEAU U METOABI U IOAKPEIASSA UX KOHKPETHBIMU IPKUMU
IpruMepaMu.

[haBa | HaUMHAETCS C OIIUCAHUS AMAEPCKOI'O CTUAS YIIPAB-
AeHUs. HeBO3MOKHO CO3AaTh BEAMKYIO KOMIAHUIO Oe3 adek-
THUBHOTO CTHASI PyKOBOACTBA. Bce HaumHaeTcs ¢ Bac.

B raaBe 2 MpI roBOpuM 00 OAHOM U3 PyHKIWMN 3P EKTHB-
HOTO KOPIOPATUBHOTO YIIPaBA€HUS — (POPMUPOBAHUM BUge-
Hus. Kaskpas BeArKasi KOMIIaHUSI OCHOBBIBAETCS Ha YOEAUTEAD-
HOM BUAeHUHU Oyayliiero. UTo Takoe BUAEHNeE, I0OUeMYy OHO TaK
Ba’kKHO U KakK ero BeIpaboTaTh? MBI OTBeUaeM Ha 3TU BOIIPOCHI
U IIpepAaraeM MIpakTUUecKylo cxeMy (hOpMUPOBaHUS KOPIIOpa-
THUBHOT'O BUACHUS B Balllell KOMIIaHUU.

['haBa 3 paspylllaeT opeoA TAMHCTBEHHOCTH, OKPY KaIoIen
noHsaTue cmpamerus. Koraa BUAEHUE SICHO ONIPEAEAEHO, HY’KHO
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NPUHATH IPAaBUABHBIE PellleHUs U 00eCceunTh KOMIIaHUIO Kap-
TOM ABM)XEHUS K peaAn3aliiil BUACHUS.

B raaBe 4 MBI 00Cy>RKpaeM KpaliHe WHTEePECHBIN U Ba’KHBIN
BOIIPOC: UHHOBAYUU. Kak CTUMyAUPOBATHL TBOPUECTBO U COXPa-
HSTb TBOPUECKOEe HaYaAO B KOMIIaHUM B IIPOIecce ee pa3BUTHS ¢
Mgt1 n3AaraeM OCHOBHEBIE TPUHIIUIIEL, TPUBOAUM MacCy IIpuMe-
POB 1 AaeM IIpaKTU4deCKHUe COBETEHL.

HaxoHer1, raaBa 5 3aBeplllaeT IOBECTBOBAHNE PACCYy KACHU-
SIMM O Ba’KHOCTH TaKTMIeCKOTO COBepIIIeHCTBa. KaK TpaHCAu-
POBATh BUAEHUE U CTPATETHUIO B TAKTUKY ¢ [, UTO ellle BakKHee,
KaK CO3AATh CpeAy, 00eCIIeunBalonlyio CTabUABHOE TaKTHUue-
CKO€ COBEpPIIEeHCTBO ?

BHeppss... Bbl co3aaeTe... nony4yas B utore...

\
CtpaTteruto — BE/INKYIO
P KOMMAHUIO

TakTnyeckoe
COBEpLIEHCTBO

PaboTas Hap 9TOM KHUTOM, MBI YaCTO UCXOAUAY U3 COOCTBEH-

BnmnHme

PenyTau,mo

[JonroBeyHoCTb

HOT'O IPAKTHUYECKOTO OTIbITa B OM3HECe (IpeXkAe YeM BEPHYTHCS
B CTaH(MOPACKYIO IITKOAY GH3Heca B KaUeCTBe IIperopaBare-
Ael, MBI 00a paboTaAu B YaCTHBIX KOMIIAHUAX), UCIIOAB30BAAU
HayYHBIE NCCAEAOBAHMS U TEOPETUIECKUEe Pa3paboTKH, a TaKKe
OITBIT, TPUOGPETEeHHBIN 3a BpeMsl paboThl KOHCYAbTAHTaMU
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U AMPEKTOpaMu pspa KoMIaHuu. Kpome Toro, mccaepoBa-
HUS, IPOBOAMMBIE HEIIOCPEACTBEHHO B KOMIIAHUAX, ONTMCAHUS
OU3HeC-KeUCOoB, pabOTHI HALLINX CTYA€HTOB TakK>Ke CTaAU UCTOY-
HUKOM IIPUMEPOB U UAEU AN KHUTH. B mponecce HanncaHWsa
KHUTH MBI UICTIOAB30BaAU MHPoOpMaIuio o 6oaee uem 300 KoM-
MIaHUSX.
KcraTu ckasare, AjkuMy AJKeHTeCy OOABIIIe He HYy KHO JKUATh
B OKpPY’KeHHM COOCTBEHHBIX TOBapoB. Co BpeMeHHU Halllel
BCTpeuu B ITab-KBapTHpe Giro B 1986 ropy KOMIIaHUS BEIPOCAA
OOAee ueM B CTO Pa3 ¥ yBePEHHO ABUIKETCS K TOMY, YTOOBI CTaTh
YCTOMYUBOU U BEAUKOM. BceM BaM, KTO, IOAOOHO AJKeHTeCy,
MeuTaeT CO3AAaTh BEANKYIO KOMIIAHUIO, MBI JKEAAEM TaKOI'O JKe
ycrexa.
Axum Koaaruns
u Yuabam Aasbve
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baaropapHOCTH

Pabora Hap, KHUTOM TPeOyeT YCUAUN HE OAHOI'O U Aa’Ke He ABYX
yeAOBeK. XOTd, pa3dyMeeTcs, 5Ta KHUTr'a He COCTOSIAACh Obl 6e3
Hac, CAeAyeT IPU3HaTh, YTO CBOUM IIOsIBA€HUEM Ha CBeT OHa
00513aHa MHOJKECTBY AIOAEH.

Mz npr3HaTeAbHE! [Toay DelieHy 1 AJKOHY YUAAUTY 3@ TO,
YTO OHHM CMOTAM PA3TASIAETH IIOTEHIIMAA 3TOM KHUTHU 3aA0ATO
AO TOTO, Kak OBIAU HAIlMCaHBI IepPBHIE TAABEL. AJKOH, HAlll Iep-
BBIM PEAAKTOP, BCEAMA B HaC YBepPeHHOCTE B paboTe. Ero 3ame-
YaHUSA U COOOpa’keHUsI OKa3aArCh KpatiHe Ba’KHBIMU B TTIOBO-
POTHBIE MOMEHTEI Pa0OTEL Hap PYKOIIUCKIO.

Au OuH CHepeKep IOMOTaAa HaM B IIpoliecce MCCAEAOBa-
HUM 1 HallUCaHUA KeUcoB. VIMeHHO OHa IPEeANOKUAA YAQUHOEe
Ha3BaHUE AN KHUTU — U 3@ 3TO €M 0cobasi OAaropapHOCTh.
Ee TBOpUecKas nopAepsKKa U pa3yMHas KpUTUKA Ha4aAbHOM
PEeAAKIINY UMEAU OTPOMHOe 3HaueHue.

Harmm Bcerpa 6aaroskeaaTerbHbIe acCUCTEeHTH Kapen CTok
u OareH Kuramypa 3¢peKTHBHO IOMOTraAr HaM Ha BCEX 3Ta-
nax nmpoekra. AjkoaH [TaTToH, u3BeCTHas TaK)Ke KaK «TAABHBIN
KOHTPOAEP KaueCTBa», BHECAQ OTPOMHEIN BKAAA B pabOTY, CHOBa
U CHOBA IIepeumnThIBas YepHOBHUKY TEKCTOB.

HeBepogaTHbIl TBOpYECKUN IOTEHIIUAA U KOMMYHUKaOEAb-
HOCTb AsKeHeT bpokeTT moMoramu B paboTe Hap 0pOpMAeHUEM
KHUTHU. HaM OBIAO OYeHB IPUATHO PaboTaTh C AJKEHeT.

CrumaeM masany nnepep, Cubuna I'petic u komanpoi Prentice-
Hall 3a npodeccrnoHarn3M u 0coOyIO 3a00Ty, CONYTCTBOBAB-
IIve U3AQHUIO KHUTU U BEIBOAY €€ Ha PBHIHOK.

Mer MHOTOE nTouepnHyAn u3 pabot I'1. Panranara Hatliaka
u AskoHa KeTTepmHrxema, B 4aCTHOCTU M3 UX KHUTHU «IIpo-
peIBEL!» (Breakthroughs!). OTa KHUTra OKa3aAach IPEeKPacHBIM
UCTOUYHUKOM (PaKTUUYECKOM MH(pOpMaIUU O Pa3BUTUU TaKUX
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IPOAYKTOB, KaK OAOKHOTEI ¥ OAOKHU AAS 3anucel Post-it komna-
Huu 3M, MUKPOBOAHOBAS I1eUb, aHTUS3BEHHBIN ITpenapaT Tara-
MeT, YCAYTH 3KcIIpecc-1ouThl Komnaunuu Federal Express, KoM-
IIBIOTEPHBIA TOMOI'PA(, KOTOPBIE MBI UCIIOAB3YEM B KAUeCTBE
npruMepa B raaBe 00 HHHOBAIIUAX.

Mgl ouens OaaropapHsl Maikay Paro u Pomteas Maiiepc,
IIpe’kAe BCEro 3a TO, YTO OHU CTOAb MHOTOMY HAC HAy4UAH,
a KpoMe TOT0, 3@ TO, UTO IIO3BOAMAM HaM UCIIOAB30BATh MaTepH-
aABI UX AeKLIMY U KHUT'Y « KpeaTUBHOCTE B OusHece» (Creativily
in Business).

CAepAyIOUIUX AIOAEH U KOMITaHUH MBI OAQTOAAPUM 3@ IIPEAO-
CTaBAGHHYIO HAaM BO3MOKHOCTDL IIMTUPOBATE UX B KHHUTe: boba
Muanepa 3 MIPS Computer, buara XannemanHa n AJKUMa
AsxeHTeca n3 Giro Sport Design, Aappu OHcuHa u3 Joan
Fabrics, Kpuctua MakausutT u3 Patagonia, Mipsunra ['poy3-
Oeka u3 Continental Cablevision, Ayra CTroyHa, paboTaBIIIero
panslie B Personal CAD Systems, Asxkuma CeeHcoHa u3 Ramtek,
Owun bakap u3 Telecare, Bproca ®apprica 3 Celtrix Laboratories,
AsBupa Kenneapu u3 Kennedy-Jenks, Asxo boanna u3 Schlage
Lock Company, BartHopa Xocaa, OAHOIO U3 yUpepUuTeAer Sun
Microsystems, Aebu Koyamdan u3 Apple Computer, Matika
Koaa n3 Advanced Decision Systems, Boba bpatita, paboTas-
1ero paHbIiie B America's Marathon, u AoHa Aatira 3 Tandem
Computers.

Harmra ocobasg npusHaTeAbHOCTE Bruany XbroaeTTy u3 Hewlett-
Packard Company, KOTOPBII AFOOE3HO COTAACUACS AQTh MHTEP-
Bbi0 Aoxkumy KoaauH3y u Askeppu [Toppacy o nmepBhIX ropax
pabotsl Hewlett-Packard. Baaropapum Taksxe CtuBa Ajkobca
n3 NeXT Computer 3a To, 4TO HallleA BpeMs ITOCETUTh HacC
U HAIIUX CTYA€HTOB U IIOAEAUTLCS CBOMMU B3rAsiAaMU. Braa
u CTUB OKa3aAu 3HAUUTEABHOE BAMSHUE Ha (DOPMUPOBaHNUE
HAIIUX UAeH, I03TOMY XOTeAOCH OBl BEIPa3UTh UM 0CO00e ITouTe-
Hue.

K c4acTeIo AAST HAC, MHOTO BAYMUMBBIX M HeOe3pa3AuYHbBIX
AIOAeH paboTaAu BMeCTe C HaMU Ha) PYKOIHCHIO, KPUTHUKYS
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U OIleHUBAas HAllly paboTy, AeAds OAe3HBIe 3aMedYaHusa M BHOCS
IeHHbIe TIpeprokeHusd. Cpepn Hux: Apt ApMcTpoHTr, Cro3aH
Banaypa, Kpuc Briopka, Popasxkep ApBuccos, Llearn Daotip,
Aptyp I'paMm, UpB I'poy36ek, I'per Xopanu, Buanr XanHeMaHH,
AsBup Xapmas, ApkuM XaTanHCOH, Kpuc AskekcoH, AUpPK /\OHT,
Bo6 Muaaep, Bpioc @apprc, Xeiiau Poiizen, Pruapp, Yurrsep.

U nochrepuee. HaBepHOe, camast OOABITIast Hallla Oaaropap-
HOCTBb — T€M COTHSIM TAA@HTAUBLBIX, UITYIINX, SPKUX U BAOXHO-
BEHHBIX IPEAIIPUHUMATEAEH U CTYA€HTOB, KOTOPBIX MEI BCTpe-
TUAU Ha HAmmX AeKIusax B CTOHPOPACKOU IITKOAe OM3Heca.
OHU TTOBAMSIAY Ha POPMUPOBaHUE HAIITUX B3TASAOB €ABa AU
He OOABIIIe, YeM MBI IIOBAMSIAY Ha HUX. BceM 3THUM ATOASIM, OAa-
TOAAPST KOTOPBIM MBI CTPEMUAUCE TPUAEPKUBATHCST BBICOKMUX
CTaHAAPTOB B paboTe U KOTOPhIE CTPEMSTCS CO3AATh BEAUKHE
KOMIIaHWY, — Hallla TPU3HATEABHOCTb.

AXRK.
V.A.

Kynutb KHUry Ha canTte kniga.biz.ua >>>



https://kniga.biz.ua/book-bolshe-chem-biznes-kak-preodolet-ogranicheniia-i-postroit-velikuiu-kompaniiu-miagkaia-oblozhka-0026323.html

Kynutb KHUry Ha canTte kniga.biz.ua >>>



https://kniga.biz.ua/book-bolshe-chem-biznes-kak-preodolet-ogranicheniia-i-postroit-velikuiu-kompaniiu-miagkaia-oblozhka-0026323.html

[haBa 1

AUAEPCTBO

Ymoobbl BAUAmMb HA gPYTUX, AuUgep goAXeH Obimb ucKkpeHHUM. IIpexge
yeM BJOXHOBAAMb gPYTuX, OH gOAXKEH CaM nepeKumb 5mu 3MOYUU.
Ymobbnl gpyrue prlgaiu, OH goAXeH 3aniakams caM. Ymobrl ybegumb
gpyrux, OH CaM JOAXKeH NOBepUumb.

YUHCTOH YHEPUUMAAD

HasoBem 310 cungpomom b. «b» — miepBasi 6yKBa UMEHU OAHOTO
M3BECTHOTO HaM KpaliHe He3(PHeKTUBHOTO PYKOBOAUTEAS. DTO
TaK’Ke IlepBas OYKBa B CAOBe O0OAE3Hb.

Koaddunuent unrearekra b Beiire 150. b — pokTop drnro-
cocuu, nmeet creneds MBA. Ero TpypoBoi ctaxx — 20 aer,
OH XOpOIIIO 3HAKOM CO MHOTHMMM aBTOPHUTETHLIMU AIOABMU
B oTpacau. b paboTtaeT o 80 uacoB B HepeAto. PEIHOK, Ha KOTO-
POM OIlepuUpyeT ero KOMIIaHUd, e;KeroAHo pacteT Ha 30%.

TeM He MeHee KOMIIaHUS, KOTOPOM PyKOBOAUA b, mocae
YCIEITHOTO CTapTa IPeBPAaTUAACh B BeCbMa II0CPEACTBEHHYIO.
[MTouemy? [ToTOMY UTO CTUAB PYKOBOACTBA b OBbIA Hea(hheKTUB-
HBIM, IOA@BASIIONTUM. b HaBucaA Hap opraHusaryel, Kak XOAOA-
HBIY, IPOHMU3BIBAIOIINUM TyMaH. OTOT CTUAL BBI3BIBAA A€IIPEC-
cuto. OH BBEITSATUBAA U3 COTPYAHUKOB S3HEPIHUIO U BAOXHOBEHUE.
Tako CTUAL PYKOBOACTBA MEAAEHHO YOMBaA KOMITAHHIO — A€Hb
3a AHEeM, HeAeAs 3a HeAeAeH,

Yro ke b poeran HETIPaBUABHO ¢

m b BocneBaa «yBajkeHMeE K AIOAAM» (TaK KaK YUTaA O IPUHS-
toM B Hewlett-Packard nnpuHijuie yBa>keHUs), HO HUKOTAQ
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HUKOMY He AOBepsA. b Ipu3eIiBar K KOMaHAHOM paboTe,
HO ITIOAPAa3yMeBaA II0A 3TUM CAEIIOe IOBUHOBEHUE.

b OBIA y2RacHO HepemuTeAeH. OKa3bIBasACh IIepep Heoo-
XOAUMOCTBIO B&)KHOTO pellleHUs], OH CHOBAa U CHOBAa BCe
QHAAU3UPOBAA, OTKAAABIBas pAelicTBue. KoManug yny-
CKaAa CylleCTBEeHHBIE BO3MOKHOCTH, @ HeOOABIIIHE IIPO-
OAeMBI 000PAYMBAANCE CEPhE3HBIMU KPU3UCAMU.

Y B He OBIAO SCHBIX IPHOPUTETOB. OH IIOCTOSHHO HArpy-
>KaA COTPYAHMKOB cnuckoM u3 10—20 aen, KOTOpPEIE,
10 €T0 CAOBaM, OBIAM «KpPalHe Ba>kKHBI».

B nmpoBoanA 6OABIIYIO YaCTh pabouero BpeMeHU 3aKPhIB-
1IMCH B CBOeM KabuHeTe. OH PeAKO OBIBaA B OOIIIEM XOAAE
U ellle peske IOAXOAUA K COTPYAHUKAM, YTOOBI IIOUHTEe-
pecoBaThCS UX AEAaMMU.

b 6e3 KoHIla KPUTHMKOBAA AIOAEU M HUKOTAQ HUKOTO
He noolupsa. OH He 3a0bIBaA HU OAHOM OIIAOITHOCTHU
U He A@BaA IMIOAUMHEHHOMY IIaHCa ITOKa3aThb, YTO TOT
4eMy-TO Hay49HACS Ha CBOEH omunoKe.

b Hukoraa He yAaBaAOCH AOHECTH AO COTPYAHHKOB BUAE-
HHe KOMIaHUU. [T03TOMY AIOASIM Ka3aA0Ch, UTO HUKAKOTO
CHUCTEMHOI'O BUAEHHUS HET, UTO KOMIIaHUS ABUJKETCS, KaK
AOAKa B Oypro, 6€3 4eTKOro HallpaBAEHUA.

b roBopuA u mrcaa HaObIIIEHHBIM, CAOKHBIM SI3BIKOM.
BmecTo TOro 4TOOBI BAOXHOBASITH AIOAEH, OH ITPUBOAUA
UX B 3@aMellaTeAbCTBO U HATOHSIA CKYKY.

[Tocae TOro Kak KOMIIaHUS OCTAHOBUAACH B POCTE (OKOAO
15 MAH AOANAPOB O00POTA IIPU 75 COTPYAHUKAX), b oTKa-
3BbIBAACS NIPEANPUHUMATh YTO-AMOO PUCKOBAHHOE,
HecTaHAAPTHOEe UAM HpocTo HoBoe. Hauanach crarua-
nusg. YeCcTOAIOOUBEIE COTPYAHUKU VIIAN.
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Kak u B caydae ¢ B, OCHOBHEIM IIDEIIITCTBAEM AAST POCTA
BO MHOTUX KOMIIQHUSAX CTAHOBUTCA HedMPEeKTUBHOE YIIPaB-
AeHMe. AypHOU CTHUAB PYKOBOACTBAa MOJKET CBECTHU Ha HeT
HCKyCHEUIITYIO CTPATETUIO, HOBEUIIINE TEXHOAOTUY 1 HAWAYY-
HIYe TAKTUYeCKUe PelleHrs . ITO KacaeTCs AF0ObIX KOMIIAHUM,
HO OCOOEHHO HEOOABIINX U CPEAHUX, IAE PYKOBOAUTEAU HEIIO-
CPeACTBEHHO BAUSAIOT Ha BCE, YTO IPOUCXOAUT B KOMIIQHUH,
U AMYHO SIBASIOTCS TBOPIIJAMHU KOPIIOPATUBHOI'O yCIIeXa.

[Mpoe roBops, €CAX Balll CTUAB YIIPABACHUS HEKOHCTPYK-
THUBEH, BAM He YAACTCS CO3AATh BEAUKYIO KOMIIQHUIO.

ekt mynbTUNANKATOpA

Ecan BB OKa3aAnCh Ha CaMOM BepXy OpraHu3alMoOHHOM nepap-
XUH, Balll CTUAL pabOThI OYAET 3aAaBaTh TOH BCEM OPraHU3alluu.
3TO U eCTh 3(PPEKT MYABTUIIAUKATOPA: XOTUM MBI 3TOT'O MAU HET,
HO CTHAB, IPUHATLIN HaBepXY, BAUSET Ha IOBeAeHUe COTPYAHU-
KOB Ha BCeX YPOBHIX opraHmu3sanuu. Ecan Bail cTuAb 3(pderTu-
BEH, OH CTaHEeT Ba)KHBLIM (PAKTOPOM CO3AQHUS BEAMKOU KOMIIA-
HUU. ECAU CTUAL pYKOBOACTBA Hea(p(heKTUBEH UAN HeTaTHUBEH,
OH OyAeT rpy30M BUCETh Ha OpTaHU3allui U TSHYTh ee BHU3.

Pa3Hble cTUAU ynpasneHus

AOAKHBEI Al BCE PYKOBOAUTEAU CA€AOBATH OAHOMY CTHUARO
yupaBaeHUs? Pazymeercs, HeT. Balll ympaBAeHUECKUM CTUAD
3aBUCHUT OT 0COOEHHOCTEMN Balllel AMUHOCTH.

CyuectByeT Macca 3 (heKTUBHBIX CTUACH yIIpaBAeHHS. Heko-
TOpBIe AUAEPH! BIIOAHE 3(DEKTUBHBI, OYAYUYU TUXHUMU, CKPOM-
HBIMU ¥ 3aMKHYTBIMU, & APyTHe MOTYT OLITh SPKUMU U OOIIN-
TeAbHBIMU. HeKOTOpEIe Xopollire pyKOBOAUTEAU I'UIIePAKTUBHEL
U UMIIYABCHUBHEBL; ADYTHE 60Aee MeTOAMYHEL. ECTh cpeau yemel-
HBIX TOII-MEeHEeAKepOB HEMOAOALIE, MyAPbBIe U OIILITHEIE, & eCTh
MOAOABIE, IPEAIIPUHUMUMBEIE U Aep3Kue. OAHU AFOOAT IyOAUY-
HBIe BBICTYIIA€HUS, APyrHe HepBHUYAIOT, BHICTYyIAs IIepep
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ayauTopuer. HeKoTopble U3 HUX XapU3MaTU4HEL, ADyTUe HeT.
(He myTaliTe AMAEpPCKHE KQUeCTBa M Xapu3My. Xapusma u Augep-
CIMBO He OGHO U MO )Xe, U HEKOTOPhle OYeHb YCIIEeITHEIE AUAEPHI
He 00AapaT0T SPKO BEIPAsKEHHOMW XapU3MOH. )

BcrnoMHHTE HEKOTOPBIX M3BECTHBIX MUPOBBIX AUAEPOB
u oOpaTuTe BHUMAaHMNE, HACKOABKO PAa3AUYHBI IIPUCYIIHE
UM CTUAU NTOBepeHUd: MaxaTMma [aHAU (CYOTHABHBIN YenO-
BEK C TUXMM roaocoM), ABpaaM AMHKOABH (MEAQHXOANYHBIA
U 3aAYMUUBEIN), YUHCTOH YepUUAAD (JKECTKUU U HEYKPOTH-
MBIl OyAbAOT), Maprapet TaTuep (ynpsMas U HeIpeKAOHHas,
«KeAae3Hasd Aepn»), MapTtul Arotep KUHT (KpaCHOpPEUYMBHIN
u cTpacTHbl). HecMoTps Ha pazHooOpa3ue CTUAEM, KaXKABIT
U3 3TUX AMAEPOB OBIA OUeHb 3(P(PEKTUBHBIM.

BrerpabaTeiBaliTe COOCTBEHHBIU CTUABL. He IBITaliTeCch CTaTh
KEeM-TO APYTUM UAM KOIIUPOBATH YYKOU CTHUAB. TOABKO IIpea-
CTaBbTe YMHCTOHA HepuuAAs, HoApakarolnero MaxaTMme
laHAM, — B AAMHHOM MHAUMNCKOM AXOTH, C MSATKUM, IIOYTH
HeCABIIITHBIM ToAocoM! MIau HaobopoT, BooOpa3uTe laHau
¢ OOABIIION CUTapoM BO PTY, IPOBO3TAANIatolIero: «Harra moau-
THUKa — BECTHU BOMHY Ha MOPE€, CYIIle U B BO3AYXE N30 BCEX CHUA,
KOTOpEIe TOABKO Bor pacT». O0e KapTUHEL OAMHAKOBO abCcyp-
AHBL Tak >Ke Heaello OYAYT BBITASIACTD U BAIIIU OIBITKH KOIIK-
POBATh YEN-TO CTUAD.

O deKTUBHEIN yIIPaBAEHUECKIUY CTUADL CKAGABIBAETCS B COOT-
BETCTBUM C BAIllUMU BHYTPEHHUMHU HAKAOHHOCTAMU. OH AOA-
JKeH OBITh IIOAHOCTBIO BAIlINM, @OCOAIOTHO HETIOXOKHUM Ha CTUAD
AFODOT0 APYTOI'O PYKOBOAUTEAS.

3 dekTnBHOE ynpasneHune: PyHKLUA NAKOC CTUND

O dekTuBHOE KOPIOPATUBHOE YIIPABAEHUE COCTOUT U3 ABYX
yacTel: PyHKUUA YIPABACHUS U CMUAb YIIPaBACHUS.
OyHKIMA yIpaBAE€HUS — IIepBOCTelleHHas 00513aHHOCTD
AHAEPa — 3TO BEIPAbOTKA SICHOTO KOAEKTHBHOTO BUACHUS pa3-
BUTHS KOMIIAHUY, oOeclieueHle BepHOCTH KOMIIAHUN 3TOMY
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BUAEHUIO U er0 JHePruYHas pearnu3alusg. ITO YHUBEPCAABHOE
TpeboBaHUe yIIPaBA€HUS BOOOIEe, ¥ He3aBUCUMO OT BallleTo
CTHUASI PYKOBOACTBA BB AOAJKHEI BHITIOAHSITE 3Ty (PYHKITUIO.
(B rhaBe 2 0OBACHSIETCS KOHIEIINS BUASHUS U TO, Kak Qop-
MUpyeTCcsl BUAeHUe KOMIIaHWUU. )

B otanume oT pyHKIINH, CTUAB KAXKAOTO PYKOBOAUTEAS YHU-
KanreH U HenoBTopuM. CyllleCTByeT Macca CTUAEHN, Ka’KABIN
13 KOTOPBIX TOAUTCS AAST PeaAu3alliu AUAEPCKOY PYHKIUMN.
Ho 3T0-TO 1 napapokcarbHO. C OAHOM CTOPOHBI, MBI yTBEPIK-
AaeM, 4TO BAlll CTUAb PYKOBOACTBA AOAJKEH OBITh YHUKAAEH
U 9YTO MHOTHE CTUAU PYKOBOACTBA 3Pp(peKTUBHEL C APYTOU CTO-
POHBI, MBI TOABKO UTO F'OBOPUAHU O CUHApoMe b u o ToM, Kak
CTUAB PYKOBOACTBA b cTaa IpensTcTBUEM AN CO3AAHUS BEAU-
KOM opraHmsanuu. Kak >xke pa3peluTs npotusopeune? O3Ha-
JaeT AU 3TO, UTO, HECMOTPS Ha IPUCYIIUN KaSKAOMY AUAEPY
COOCTBEHHBIU CTUAB, HEKOTOPBIE CTUAU PYKOBOACTBA BCe JKe
Oonee 3P(PEeKTUBHEL, YeM ApyTHE?

YTOoOEBI pa300paThCs C 3TUM IaPaAOKCOM, MBI BEIAGAUAU CYIII-
HOCTHBIE DAeMeHTHI CTUAEN PYKOBOACTBA HAOOAEe YCIIeIITHBIX
KOPIIOPATUBHBIX AUAEPOB. XOTS KaXKAOMY PYKOBOAUTEATO CBOH-
CTBeHEH YHUKAABHBIW AWYHBIY CTUADL, OIIPEASACHHBIE DAEMEHTHI
OKa3bIBAIOTCI OOIIUMU AAT BCEX 3(P(EKTUBHBIX CTUAEU PYKO-
BOACTBA (cM. puc. 1-1).

3OOEKTUBHOE KOPMOPATUBHOE YNPAB/TIEHUE

DOYHKUNA ynpasneHmns CTunb ynpasneHus
KaTanusatop sicHoro
CeMb 31€MeHTOB WHanBuayanbHble
1 YeTKOro BuaeHus
3pekTnBHOIO XapaKTepucTukm

KOMNaHuu, Kotopoe *
ynpaBneH4YyeCcKoro ctunsa

nopAepxuBatT + (yHUKanbHble
1 B COOTBETCTBUM
€ KOTOPbIM AACTBYIOT (npucywn Bcem cTunam AN KaXA0ro
P Y PYKOBOACTBA) TOn-meHeaxXepa)

BCe COTPYAHUKM

* ICKPEHHOCTb, PeLINTENbHOCTb, KOHLEHTPaumMs, nny-
HOe yyacTne, ymeHne pabotatb ¢ noabMu, 3 heKTB-
HOe obLieHne (KOMMyHMKALNUK), CTPEMIIeHe Briepes.

Puc. 1-1

BONbWE, YEM BU3HEC 21

Kynutb KHUry Ha canTte kniga.biz.ua >>>



https://kniga.biz.ua/book-bolshe-chem-biznes-kak-preodolet-ogranicheniia-i-postroit-velikuiu-kompaniiu-miagkaia-oblozhka-0026323.html

Chaepytolllas aHAAOTUSA IIOMOXKET Pa3pelIuTh Iapajp0KC.
[TpeacTaBbTe cebe YCIENTHOTO TUCATeAsd. Y KasKAOTO IIHCATEeAS
CBOM COOCTBEHHBIN CTHAB: CTHUABL YuAbaMa DoaKHepa cylle-
CTBEHHO OTAUYAETCS OT CTUAS DpHecTa XeMUHrysd, a bap-
Oapa TakMaH muIlleT He TaK, KaK YUABAM MaHuecTep. XOTH
CTHUABL Ka>XAOTO IHCATeAs] YHUKAAeH, eCTb HeKOTOphIe (hak-
TOPBI, IPUCYIIYE B 3HAUUTEABHOMN CTeIleHU BCeM BEeAUKUM
NHCATEAsIM: BCe OHH MaCTePCKHU HCIOAB3YIOT SI3BIK, IIPEAAA-
raloT UHTepeCHEIe 3aBsI3Ky U 3aBeplleHue CIOJKeTa, UX TBO-
peHUs cpas3y >Ke 3aXBaThIBAIOT YUTATEAS, YBAEKAIOT SPKUMU
AETAASIMU U T. A,

Cemb 3neMeHTOB nnpaepckoro ctuna

B oT0oM1 rAaBe MBI OIIPEAEAMAN DAEMEHTHI YIIPaBA€HUYECKOI'0
CTUAS, IpUcCyIue 3(pPEeKTUBHBIM AUAEPAM:

1) UCKPEHHOCTH,

2) peuuTeAbHOCTD,

3) KoHIleHTpauus,

4) AWYHOe y4YacTHe,

5) yMeHme pabOTaTh C AFOABMY,
06) KOMMYHUKAIUH,

7) CcTpeMAeHUe BIIEPEA.

3NEMEHT IMAEPCKOIo CTung 1: UCKPEHHOCTb

CaMas BayKHas COCTaBASIOMag 3 (PeKTUBHOTO YIIPABACHUST —
HCKpeHHe JKUTb BUAeHUeM OyAyIlero komnanuu. LleaHocTtu
U I[eAW KOMIIQAHUY BOIAOUIAIOTCS HE TOABKO B TOM, UTY AUAEP
ropopum; Ipe>kKAe BCEro OHU BLIPAXKAIOTCS B TOM, YTO AUAEP
geaaem.

B 3A0p0OBO KOMIIAHNM He CyLIeCTBYET pa3phiBa MeXAY TEM,
YTO IIPOU3HOCUTCS BCAYX, U TEM, BO UYTO AFOAU BEPST B IAyOUHE
gywu. LleHHOCTU HCXOASAT OT ANAEPa U BOIIAOIIAIOTCS BO BCEM,
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YTO e3KeAHEBHO MTPONCXOAUT B OPTaHMU3aIUuU. DTOT IPOITece
CPOAHU 3aMecy TecTa: IeHHOCTHU IIOCTOSHHO BHEAPSIOTCSI
B CaMyIO CyTb OpraHu3alluu.

Kaxk npaBuno, 3(peKTruBHBIE KOPIIOPATUBHBIE AUAEPHI 3HAIOT
O IPaKTUYeCKUX IIpeuMylllecTBaX BHIOpPaHHLBIX I[€eHHOCTEM.
Ho onm Beau 6561 cebs1 B IOAHOM COOTBETCTBUU C STUMHU IIeHHO-
CTSIMH, A@Ke eCAU Obl TAKUX IIPEeUMYIeCcTB He Obla0. IMeHHO
[IO3TOMY TaKue AUAePHI YCIIeHEl U 3(pheKTUBHEI.

Koraa Buana XsioaeTT 1 A3tiB [Takkapa OCHOBAAW KOMIT@HUIO
Hewlett-Packard, onu He 3apaBaAm cebe Bompoca: « Kakux 1meH-
HOCTeM MpaBUAbHEE BCETO MPUAEPKUBATHCS C TTPAKTUUECKOMN
TOYKY 3peHus ?» OHM HCKpeHHe BePUAU B HEOOXOAUMOCTE YBa-
>KaTh APYTUX U A€MICTBOBAAU, UCXOAS U3 3TOrO YOeKAeHUA. AAs
HUX 3TO OBIAO TaK >Ke eCTeCTBEHHO, KaK ABIIIATD.

JleMOHCTpupyinTe CBOMN y6exaeHus

MEbI 3aMeTUAN, UTO AUAEPHI 3PPEKTUBHBIX KOMIAHUM OOBIYHO
O4YeHb UCKPEeHHU B BhIPa’KeHUU CBOUX yOe>KAEeHUM, BepoBa-
HUM 1 >)KeraHUM. OHU He 004TCS IPOSIBUTH CBOXO YBAEUEHHOCTD
n30paHHLIMU UMU [EHHOCTSIMHU, ¥ 9aCTO AEAQIOT 3TO AOBOABHO
SMOITMOHAALHO.

Hanpumep, Asxum AjxeHTec, ocHOBaTteAb Giro Sport Design,
OYeHb B3BOAHOBAHHO PacCKa3bIBaeT O TOM, KaK IpoAyKius Giro
CIIACAQ YBIO-TO >KU3Hb MAYM IIOMOTAQ CIIOPTCMEHY CAEAATh MeUTy
PearbHOCTHIO.

®un HatiT, renepasbabiil pupekrop Nike, 3acTeHunB; oH
HUKOTAQ He OBIBaeT IIYMHBIM, BO3AePKUBAeTCsS OT OYypHOro
IIPOSIBAEHMSI CBOMX YYBCTB — 3TO He B ero cTuAe. Ho, BeIcTyTIas
B 1990 roay Ha KOPIIOPATUBHOM COOPAHUU IIepeA COTPYAHUKAMU
KOMIIaHUU ¥ TOBOPS O TOM, KaK TOPAUTCS UMH, OH He CKPBIBAA
cBOMX 3MoIui. HallT — ocHOBaTeAb OAHOM U3 CaMBIX YCIIEI-
HBIX KOMIIAHUY HAIllero BpeMeHU, YeAOBeK, KOTOPBIM ABUKET
BOAS K TOOEAEe, COTTePHUYECTBO U CTPACTh K BLICIITNM AOCTH KE-
HUSM, — He CMOT CAeP’KaTh CAe3 U C TPYAOM 3aKOHUUA PeYb.
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Corpyauuku Nike ObIAY IIO-HACTOSAIIEMY TPOHYTBL, IIOTOMY YTO
SMOLIMHU 5TU OBIAM UCKPEHHUMU.

ByabTe 06pasuomM AN NoapaXKaHus

HepocTaTouHO IPOCTO HCKPEHHE T'OBOPUTH — U gelicmBoBamb
caepyerT Tak ke, Kaxkpoe pelrenue u BCIKOe AeUCTBUE AOATKHEL
COOTBETCTBOBATH Balllel (prurocoru 1 OBITE TPAKTUIECKUM
BRIpasKeHMEM BalllNX [[eHHOCTEeH.

Bce, 4TO BBI A€A@€TE, OKA3BIBAET OTPOMHOE BAUSHUE Ha COTPYA-
HHUKOB Balllell KOMIIaHUU. B KauecTBe AMAepa KOPIopaluy, BH,
IO CyTH, UTPAETE POAL POAUTEASI UAU YUUTEAS, @ IOTOMY AIOAH,
CKOpee BCero, OyAyT BaM ITOAPa’KaThk.

He cTouT HepOOILleHMBATh CHUAY Balllero BO3ACHUCTBUS Ha TEX,
KTO paboraeT psipoM ¢ Bamu. OKpyskaroujue OyAyT CA€AOBATh
Ballel MaHepe rOBOPUTh, CTUAIO IIPUHATUS PEIIeHNM, CII0CO-
0aM IIOBEAECHUS U APYTUM BallluM ocobeHHOCTIM. Hampumep,
yoKe 4yepe3 HeCKOABKO AHeM NocAe BerynnaeHud Ak. Kennepau
B IIPE3UAEHTCKYIO AOAJKHOCTh MHOTHE COTPYAHUKU Beaoro poma
CTaAU TOBOPUTD B CTHAE KeHHeAU — KOPOTKUMHY, OTPBIBUCTHIMU
IIPEANOIKEHMIMY, C XapaKTepPHOU! JKeCTUKYAILIEeN.

TakoBa MPUPOAA YEAOBEUECKUX PEAKITHM: AFOAU HEN30EKHO
HAQUMHAIOT KOITUPOBATh CBOMX HAYaALHHUKOB. AaykKe eCAU B Balllel
KOMIIaHWHU HeT CAOKHOU MepapXuy, IoAUMHEeHHBIe OYAYT BOC-
IPUHUMATH BaC KakK BBIIIECTOSIIEr0 U BeCTU cebsa COOTBET-
CTBEHHO.

Taxkum 06pa3oM, Bbl gO/AKHBL Obimb 00pa3U0M MOU KyAbMYPAL,
KOMOpY0 cmpeMumech Co3gama.

CosM YOATOH, OCHOBATEAb 1 OeCCMEHHEBIN PYKOBOAUTEAD Wal-
Mart B iepuop, pocta 6u3Heca OT OAHOM-eAMHCTBEHHOM TOPTO-
BOM TOYKM AO YCIIEITHOM CeTH HEAOPOTUX Mara3uHOB, IOHMUMAA,
KaK Ba’KHO OBITh 00Pa310M AAS TToapaskaHms. Kak nuireT Banc
Tpum6a B kuure «Com YoaTou» (Sam Walton), YOATOH CUMTAA,
YTO KyABTypa €ro KOMIIaHUU AOAJKHA OCHOBBIBATHCS TAABHBIM
00pa30oM Ha Oepe’KAMBOCTU: UMEHHO MUHUMM3AIIUI PACXOAOB
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U MaKcUMaAbHadg 3(pPeKTUBHOCTE AOAKHBI CAEAATh KOMITAHUIO
HeIroOeAMOM.

7KuBsI B COOTBETCTBUM C 3TOU pUrocouelr, caM YOATOH
BO BpeMs 0e3A0K, HallpuMep, apeHAOBaA OOBIYHO HEAOPOTOM
MaAOrabapUTHEBINM aBTOMOOKAB. ECAM eMy IPUXOAUAOCH AETETH
KOMMepUYeCKUM aBUapercoM, OH BhIOMPAA 3KOHOMKAACC. Aas
3acepaHUM coBeTa AUPEKTOPOB OH 3aKa3bIBaA XOAOAHBIE CIOHA-
BUYHU ¥ KAPTO(PEABHBIE YUIICH], & AUPEKTOPA IIPUHOCUAY C COOOM
KOKa-Koay. OH HaAauBaA cebe Kodpe 13 aBTOMATa B XOAAE, KaK
U PSIAOBBIE COTPYAHUKH, U €3AMA Ha CTaPOM ITUKAIle, Aa’Ke KOTAQ
NIPUHUMAaA @HTAMUCKUX @PUCTOKPATOB (K OOABIIIOMY HEYAOBOAD-
CTBUIO TIOCAEAHUX).

Beproun Creticu, 6aHKUP U3 TOPOAQ, B KOTOPOM >KUA YOATOH,
roBopuA: «OH [YOATOH| HE XOTEA, UTOOBI KTO-TO BUAEA, UTO OH
IIOAB3YeTCS UeM-TO, 4ero He MOT'yT ce0Oe II03BOAUTE €0 COTPYA-
HUKH... CoM YOATOH He OCTaHABAUBAACS B CAMIIIKOM XOPOIINX
TOCTUHHUIIAX... HE €A B AOPOI'MX PECTOPAHAaX U He e3AUA Ha CAMIII-
KOM AOPOTUX aBTOMOOUASIX». AjKeK CTUBEHC, OBIBIIINM YAEH
coBeTa pAmpeKkTopoB Wal-Mart, ckazan: «CaM YOATOH TIPOTIO-
BepyeT 3P(PEeKTUBHOCTE BCEU CBOEU JKU3HBIOY.

Kak 1 Bce adppeKTUuBHBIE KOPIIOPATUBHBIE AUAEPHI, YOATOH
a0COAIOTHO eCTeCTBeHEeH — HUYero UCKyCCTBEHHOTO, HUKAKOM
WUI'PHL Ha ITyOAUKY.

B KauecTBe npuMepa IPOTHUBOIIOAOKHOTO IIOAXOAA MOKHO
npuBecTu ucrtoputo Fortune Systems, KoMIaHUY, TPOU3BOAUB-
1Iel KOMIIBIOTEPHI M Iporopesiieit B cepepauHe 1980-x ropos
IIOCA€ TOTO, KaK 10 MAH AOAAAPOB OBIAY IIOTEPSHEBL B pe3yAbTaTe
PUCKOBAHHBIX BAOKeHUMN. OpAUH U3 pyKoBopuTeaer Fortune
Systems roBopua: «Bce MBI TYT — OAHA KOMaHAQ, IIPOIIOBEAYEM
AEMOKpaTHYeCKHe LIEeHHOCTU U paboTaeM Ha OAHY LeAb. MEl
BEePHUM B TO, YTO HY>KHO KOHII€eHTPUPOBATHCSI HAa CAMOM aKTy-
AABHOM 33Aa4e, @ He Ha CUMBOAAX CTaTyca».

Tem He MeHee Bpa3pes C AeKAAPUPYyEeMbIMU IPUHIUIIAMU
PYKOBOAUTEAU KOMIIAHUU PACIIOAATAAUCEH B OTAEABHOM KPBIAE
ocucHOro 3paHUSA, @ reHePaAbHBIA AMPEKTOP IIOAB30BAACS
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OTAEABHOU IIAPKOBKOU. SICHO, YTO BBUAY TAKOU HEIIOCAEAOBA-
TEeABHOCTH KOMIIAHUS B AYUIIIEM CAydYae MOTAA AOCTUYDL AWUIITH
CpeAHUX pe3yAbTaToOB. He yaaroch paske 3TOTO.

Kak 1 YOATOH, BBl AOAKHEL CTPEMUTHCSI K TOMY, YTOOEI Ballla
KopriopaTuBHast puAocodus 6bIAna UICKPEHHUM OTPakeHueM
BAQWUX BHyMPEHHUX IIeHHOCTEeN U YOeKAeHUN. OTU [IeHHOCTHU
AONKHBI OBITh YaCThIO Balllel AMIHOCTH, ¥ TOTAA Ballla MHCTHH-
KTUBHAas peaKlys Ha AI0Oble O0CTOSATEeABCTBA OYAET IIOAHO-
CTBIO COOTBETCTBOBATE A€KAAPUPYyeMOo BamMu (purocoduu. Bee
AOAJKHO OBITH TIPEAEABHO MCKPEHHEe, YTOOBI BaM AaKe He ITPH-
XOAUAOCEH 3aAYMBIBAThCS. ECAM JKe ApyTHe CAEAQIOT YTO-TO, HAY-
IIlee Bpa3pes C BallIUMU YOESKACHUSIMY, BBl HEMEAAEHHO ITOYyB-
CTByeTe 3TO.

Ba>xHO, 4TOOHI 3Ta MCKPEHHOCTD MeAa MeCTO 1 Ha YPOBHE
KOMITaHUM — TIPY IPUHSTUN CTPAaTEernIecKUX pelreHut. Kak
BBI CAMU AOAKHEI OBITH BOIAOIIIEHNEM COOCTBEHHEBIX IIeHHO-
CTel ¥ BEpOBAHMM B Ka’KAOAHEBHOM paboTe, Tak M Ballla KOM-
IIaHUSA AOAKHA OBITE 00pa3loM AeKaapupyeMol purocoduy,
YTO TIPOSIBUTCSI B OCHOBHBIX PEIeHUSX.

IIpumep: IBoH Ilynnap u Lost Arrow Corporation

WsoH lllynnap, pykoBopuTeAab Lost Arrow Corporation
(AouepHee moppaspereHre KoMIIaHUM Patagonia),

yOesKAEH, YTO ero KOMIIaHUS AOAKHA UTPATh BA’KHYIO POAD

B AeAe COXPaHeHUs OKpy>Karolel cpepbl. OH e’KeropHo
xepTByeT 10% npuOhIAY Ha 3KOAOTHYECKUE IIPOIPAMMBL

U BCerpa nprobpeTaeT IPOU3BOACTBEHHBIE MaTepPUAAL

TOABKO Y KOMIIQHUM, UMEIOIINX 9KOAOTUYECKHU YHUCTOE
IIPOM3BOACTBO, A@Ke €CAM 3TO OKa3bIBAETCS He CaMOM AellleBoH
aAbTEepPHATUBOM.

Eme OoabIlle BIeYaTASIOT (pakThl U3 ucropuu Lost Arrow
Corporation. B Hauanre 1970-x TOAOB (3@ MHOTO A€T AO TOTO, KaK
3a060TUTHCS 00 OKpYsKalolllel cpepe cTaro MOAHEBIM) LllynHap
IIOCTABUA LIEABIO U3MEHUTE CHapSKeHUe, C IOMOIIIBI0 KOTOPOTo

AABIIMHUCTEL CTPAXYIOTCA Ha CKAAe. On CO3AAA U1 HQYAA

26 IXum KOnnuHs, Yunnbam J1A3bE

Kynutb KHUry Ha canTte kniga.biz.ua >>>



https://kniga.biz.ua/book-bolshe-chem-biznes-kak-preodolet-ogranicheniia-i-postroit-velikuiu-kompaniiu-miagkaia-oblozhka-0026323.html

BHEAPSTb 000PYAOBAHUE, KOTOPOE MTO3BOASIAO IIPEAOTBPATUTD
paspylieHue KaMHs.

B To BpeMs MHOTHEe CUMTAAU 3TO HEYMHBEIM. Maao KTo
U3 aABITMHUCTOB OBIA TOTOB MPEKPATUTD UCIIOAB30BATh
«ITUTOHBI» (METaAAMYECKUE IIPUCIIOCOOAEHMS, KOTOPhIE
BOUBAIOTCA B KAMeHb), 1 OOABIIMHCTBO cYuTaA0, uTo lllynnap
oOpeueH Ha NIpoBaA. TeM He MeHee lllynHap Havaa BEITYCKATh
U aKTUBHO IIPOABUTATH HOBOE 000PYAOBaHUE.

W y Hero noayunnocs! K 1975 ropy y>ke mpakTHYeCKU HUKTO
He MCIIOAB30BaA ITUTOHBI», U MIOSIBUACS IIIAHC COXPAHUTH
CKaABI AL CAEAYIOIINX TOKOAeHUN. AetictBud VBoHna lllynnapa
IIOAAEP’KaAY COTPYAHUKY KoMITaHuM. OHU 3HAAH, UYTO B OTAMYNE
OT APYTUX KOMIIQHUM, B KOTOPBIX TOABKO T'OBOPST O 3alllUTe
OKpY’KalollleH CpeAbl, B UX KOMIIaHUY 3TO pAeAatoT. U aTo

BAOXHOBASAO COTPYAHUKOB.

MoakpennsaiTe cnoBa genamu

Bpsip AM MBI IOMAEM 3@ PYKOBOAUTEAEM, Y KOTOPOI'O CAOBA
pacxopgaTcs ¢ AeAoM. PazymeeTcs:, HUKTO He UA€AaA€H, ¥ HUKTO
u3 Hac He Mo>keT Ha 100% cooTBeTCTBOBATE COOCTBEHHBIM UAEA-
AaM. Ho pyKOBOAUTEAN HEKOTOPHIX KOMIIAHUM He BBIITOAHSIOT
AEKAAPUPYEMBIX OO€llJaHUM U Ha 4eTBEPTE. IX pa3roBopsl Ipo-
CTO PUTOPUKA, X HEMCKPEHHOCTE OTBpaTuTeAbHa. OHU HEAO-
CTOMHEI OBITH AMAEpaMu. M y>K TOUHO UM He YAQCTCS OCTPO-
UTb BEANKYIO KOMIIQHHIO.

7KuBuTe B COOTBETCTBUU C AEKAAPHUPYEMBIMU BaMU B3TAS-
pamu. CrapaliTeCh He IPOCTO TOBOPUTHL — gelicmBylime B COOT-
BETCTBUU C TEM, UTO TOBOPUTE.

SNEMEHT NWAEPCKOIO CTUNA 2: PELUNTENDbHOCTb

AsropaK Mapiraan Kak-To 3aMETHA, YTO CAMBIN Ba’KHBIM TAAQHT
PYKOBOAUTEAST — CIIOCOOHOCTH TPUHUMATD PellleHue. YIUTHI-
Bas TO, KAK MHOTO PyKOBOAUTEAEN TIOABEPKEHBI XPOHUUECKOHN
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HEPEeIIUTEeALHOCTH, MBI TTOAATaeM, 4To MapIaan, BEpOSITHO,
mpas.

AVpepHl, co3palolIre BeAKe KOMITaHUM, PEAKO CTPaAAIoOT
HepeHInuTeAbHOCTHI0. CIIOCOOHOCTD peniaTh, TO €CTh KaKUM-TO
00pa3oM HaXOAUTH PellleHre AasKe IIPU YaCTUYHOM OTCYTCTBUU
HeoOX0oAMMOU WH(pOpMaIuH (& IOAHOM NHGOPMAIUKU HUKOrgd
He OBIBaeT B HallleM PacIoOps>)KeHUN), eCTh KAIOUeBOU ITPHU3HaK
AHAEPOB U XOPOUIO (PYHKITMOHUPYIOIIUX KOMAHA,

Paccy)xgeHuns He AOMKHbI MewaTb NPUHATUIO peLleHus

[Tporiecc aHaAn3a TO3BOASIET HAM CKa3aTh: « MOKeT ObITh...»,
HO pPearbHOCTh (0COOEHHO B HEOOABIITUX KOMIIAHMSIX) HE AdeT
TaKOM BO3MO’KHOCTH.

HeT HuYero nmaoxoro B aHaAW3e CUTyaAlllM, €CAU TOABKO
BBl HE CTAHOBUTECH KEPTBOU «aHAAUTHUUECKOTO Ilapasnuyar.
[TouTu HUKOTAQ B HAIlIeM Paclopsi>KeHNU He ObIBaeT AOCTATOU-
HOTO KOAWYECTBa (PAaKTOB U AQHHBIX, KOTOPLIE ITI03BOAUAU OBI
UCKAIOUUTD BCE PUCKU UAU IPUHATH pellleHue, OCHOBBIBASCH
TOABKO Ha 3THUX pakrax. boaree Toro, anaaus Aro00u OusHec-
CUTYyallUU BCErpa 3aBUCUT OT BAIIUX IIPEATIOAOKEeHUHU. ABa
JeAOBeKa MOT'YT Pa3MBIIIASATE HAA OAHUM U TeM Ke HaOopoM
(haKTOB, HO IPUNTHU K aOCOAIOTHO Pa3HBIM BEIBOAAM. [Touemy?
[ToTomMy 4TO UCXOAS U3 UMEIOLINXCSA PAKTOB OHU CTPOSAT Pa3-
HBIE TIPEAIIOAOKEHUS.

[TonpoOytiTe, HaNIpUMepP, IPOBECTU IIPOCTOM IKCIIEPUMEHT.
[TonnpocuTe rpyIiry CBOUX COTPYAHHUKOB OLIEHUTE IleAecoo0pas-
HOCTb HOBOM UAEU U IPUHATH PellleHUe O TOM, CTOUT AU OpaThCs
3a ee peaaunzalnuio. [ I[peprokuTe UM HIMPOKNMM HA0Op (paKToOB.
PazymeeTcsi, Bce OHI — OTAMYHBIE COTPYAHUKU IIPUMEPHO
C OAMHAKOBBIM 00Opa3oBaHUEM U OIIBITOM. TeM He MeHee ITOAO-
BHHA M3 HUX CKaKeT: « HaunHaeM IpoeKT», a Apyras IOAOBUHA
IIPEANOKUT Bo3pepKaThesd. [ToueMy? AAd aHaAW3a UM IIPU-
IIAOCH AEAQTh HEKOTOPHIE IIPEAIIOAOKEHHUS, KOTOPHIE U ITIOBAU-
SIAVI Ha OKOHYATeABHOe pellleHue.
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Tak carydaeTcs ¥ B OOABIIMHCTBE PEAABHBIX CUTyalnu. BE
MO>KeTe aHaAU3UPOBATE OECKOHEYHO AOATO, HO PelLIeHNe IIPU-
HUMAaTh BaM BCe-TaKU IIPUAETCS.

MBI He yTBEP>KAAEM, UTO BBl HE AOAJKHEI TIIATEABHO OOAY-
MBIBATh Ba’)KHbBIE PeIlleHUs, U He COBETyeM IIPUHUMATh UMITYAb-
cuBHEBIe penteHusi. MakThl, aHAANU3, paCCMOTPEHNE BEPOSITHO-
CTeM — BCe 3TO BayKHO B IIPOIecce MPUHSITHUSA perteHni. OpHaKo
IIOMHUTE, YTO OCHOBHAS [JeAb — NPUHAMb PeuleHue, @ He OTKAA-
ABIBATH €I0 PaAU HOBBIX U HOBBIX Pa3MBILIAEHUN.

BBI AOAKHBI CaMU IIOYYyBCTBOBATh, YTO COOPAHO U IIpOaHa-
AM3UPOBAHO AOCTATOYHOE KOAMYECTBO (DAKTOB. B 3TOT MOMEHT
Iopa epexopuTs K peny. Aasup Crapp AJKOpAaH, OCHOBATEAD
U 1pe3upeHT CTOHPOPACKOTO YHUBEPCUTETE, BRIPa3UA IIOA00-
HYIO MBICAB, PACCKa3bIBast O COOCTBEHHOM IIOAXOAE K IIPUHATUIO
pertienuii: « Koraa Bce BO3MOKHBIE (DAaKThI COOPAHHI, 51 ITPEATIO-
YUTAI0 IPOCTO CKa3aTh "Ad" UAU "HeT" U CMOTPETH, UTO OyAeT».

CnepyuTte UHTYNULMK

IToaxop, «p@ AW HET», IpepAaraeMblil AJKOPAQHOM, BCe-TaKu
He OTBeuaeT Ha OAWH BOIIPOC: KAKUM 00pa30M IPUHUMATE pellle-
HHe, OCHOBBLIBAsICH HA HEOAHOM uHopmanmumn? OTyactu —
CAeAysI COOCTBEHHOMY BHYTPEHHEMY UyBCTBY — UHTYULIVHN.

OueBUAHO, HEKOTOPHIE AIOAU HE IIPUEMAIOT UHTYUTHUBHBIX
pemenui. MTHTynIusa Ka’KeTcsl UM HEHayYHOU U UPPALJMOHANAD-
HOM, U Te, Y KOT'O HET AOCTATOYHOI'O OIIBITA, HE BCEIAQ MOTYT
Ha Hee OIIMpAaThCs. TeM He MeHee BCce, KTO HauboAee ycliellleH
B IPUHATUU PellleHUN, UCIIOAB3YIOT HEKYI0 KOMOMHAITUIO aHa-
AM3a U UHTYUIUU.

IToa Kyk, ocHOBaTeAb u pykoBopuTeAb Raychem Corpo-
ration, — IpeKpacHBIA TOMY IIPUMED:

Kak Hu cTpaHHO, KOMNaHUA caenana napy owWm60K, KOTOPbIX
He Cnyumnoch 6bl, ecnm 6bl 9 NOMHOCTbIO CNEA0BAsN CBOEN
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UHTYUUMK. bonblie A Takon oWwn6KM He gonyuly. fl HayuKnncs
JI0BEPATb CBOEW MHTYULUY, U 3TO MHOTOE MEHSeT.

Tak pymaetT He TOABKO Kyk. [Toa [5ABuH (ocHOBaTeAb Moto-
rola), Yuaram MakHauT (co3pateab 3M), Cam YoaTon (Wal-
Mart), Kpuctne MakpUBUTT (reHepaAbHBIU AMPEKTOP KOM-
naHum Patagonia Ha npoTsa>xeHuu 17 AeT) U MHOTHUE Apyrue
PYKOBOAUTEAU OOABIINX KOMIIAHUY YaCTO ITIOAQTalOTCA Ha CBOXO
UHTYUIUIO.

He OrviBaeT Aropeit 6e3 nHTYunuu. TeM He MeHee YpPe3BEI-
YaWHO CAOJKHO YCABIIIATh €€ U HayYUThCS IOAB30BAThHCS €IO.
Yro TpebyeTcs AAS TOTO, YTOOBI 3(p(PEKTUBHO UCIIOAB30BATH
COOCTBEHHYIO UHTYUIUIO ? BOT HECKOABKO COBETOB:

m CMOTpUTe B CyTh IPOOAEMEI UAU pellleHusd. He 1o3Bo-
ASIHTe Macce MHMOpMAaIuy, pa3HooO6pa3HbEIM BO3MOKHO-
CTsIM, 6@CKOHEYHBIM PaCCYKACHUSIM U Uy>KUM MHEHUSIM
CcOUTB BAC C TOAKY U CA€AATh HePEeIIUTEABHEBIM.

m OTOpockTe AUllTHee — OeCKOHEYHBIM CIMCOK 3a U MPo-
TUB — U C(POKyCUPYUTECh Ha KAIOUeBOM Bolpoce. Pabo-
Tast Hap KaKoU-To IpoOAeMoi, cnpocuTe cebs: «B yem
ee cyTh? Ecam He BA@BATHCA B A€TaAH, UTO JKe TYT CaMoe
BaskHOe ¢» He TepsiiTe BpeMeHU Ha pa3MBbIIIAEHUI 000
BCEX CBOMCTBAX M CAOKHOCTAX IpoOaeMEl. IlocTapaui-
TeCh OBICTPO AOOPATHCI AO CYTH.

u I/IHOI'Aa MOKET OBITh ITOAE3HBIM OIIPEAEANTDb OCHOBHOM
BOITPOC U IIPOCTO CIIPOCUTDH cebsi o TOM, YTO TOBOPHUT Ballla
UHTyUnusg — Ad AU HET.

Co BpeMeHeM Bbl Hay4UTeCh CABIIIATE CBOIO MHTYUIINIO. 310
COBEPIIEHHO ocobeHHOEe omymjeHue: Bel IIPOCTO 3Haeme, 4To
OTO IIPABUABHO. A}\}[ BBIpEiﬁOTKI/I TAKOI'O «9yBCTBa» CTOUT IIOHA-
6AIOA6.TB 3a COOCTBEHHBIMU pPearkuuiIMmn Ka)KAI::IfI Pa3, KOTrA4a BEL
IIPUHUMAeTe KaKoe-TO Ba>KHOe pellleHue.

30 IXum KOnnuHs, Yunbam J1A3bE
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