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KioueBble uaen KHUTY: YIpaBysid CBOSH Cyab00 WM TUM 3alMeTCs
kto-To apyrou. Kak JIxek Yamu 3apadoran $400 mupa, mpeodpa3oBas
GE. Hoanb Tuum, Crpardopn lllepman / Smart Reading — «Cmaprt
Pupgunr», 2023 — (Smart Reading. IlenHbie nien U3 aydimx KHUT.
Cammapn)

3T0 caMMapy — COKpallleHHasi BEpCHUsI KHUTH « YTIpaBJIsiii CBOel cyabpOou

WA 9THM 3akiMeTcst KTo-To Apyroi. Kak /Ixek Yamu 3apadoran $400 mipx,
npeodpazoBaB GE. Hoanb Tuuu, Ctpardopn [lepman» Hoans Tuum u Crpardopn
[epman. TonbKoO camble IIEHHbIE MBICTH, UJIEU, KEUCHI, TpUMepbl. [Ipu3HaHHBIN
BBIJJAIOIITMCST OM3Hec-MaepoM KoHa XX Beka, ek Yamu caenan General
Electric oqHO¥M U3 caMbIX KOHKYPEHTOCIIOCOOHBIX KOMITAaHUI B MUpPE. DTOT
SHEPrUYHbIN FeHEePaIbHBIA JUPEKTOP OMPENETUI CTaHAAPT OPraHU3ALMOHHBIX
M3MEHEHMH, BbIBeIsl aklMoHepHyo ctomMocth GE Ha cymmy 6onee $400 mutpn,
MPEeBpaTUB HEMTOBOPOTIMBOIO OIOPOKPATUUYECKOTO TUTAHTA B TTOOEAUTENSI HA
MHUPOBOM PBIHKE, YbH TJIABHBIE KAUeCTBA — TMOKOCTh U MMPOBOPHOCTh. B 3TOM KHUTE
coOpaHbl BHEBpEMEHHbIE YPOKH JIUJEPCTBA HA TPUMEPE PEBOJTIOIUH, KOTOPYIO
Vamua copeprii B GE. M3 HUX caMoe BaskHOe — Oe3rpaHuyvHast cujia 00yueHusl.
JIuepcTBO MMeeT CBOM TallHbI, HO 9TO BCETO JIUIIb HABBIK, KOTOPBIN KAk IbliA
MOXeT HaTpeHupoBaTh. B popmare PDF A4 coxpaH€H u3narebCKui qu3aiH.
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PeBoJonus HaunHaeTcs!

General Electric (GE), ocHoBanHast B 1878 rony 3HaMeHUTHIM H300peTaresieM Tomacom Du-
COHOM, — OJHA U3 CaMblX YBaKa€MbIX KOPHOpPALMA B MUpE.

GE HasbIBaIOT JIyullleld B MUpe MIKOJIoW On3Hec-nuaepoB. Ceifyac ee MeHeKephl 3aHMMAIOT
MIOCThl T€HEPAJIbHBIX JAMPEKTOPOB BO MHOIMX BBIAIOIIMXCS KOMMaHUAX Mupa. [locne peiHOYHOIM
karmraiusarmu 2001 roga B $450 muipa GE crasia camoii 1oporoi Komnanuen, Topryemoit Ha Hpro-
Vopxkckoit poHI0BoI GUpke.

B 1980 rony, xoraa reHepajibHbIM JupeKTopoM n3dpaiu Ixeka Yamya, GE Obuta oueHb KOH-
CEpBATHBHOW OpraHU3allMel: rOpAWIach CBOEW MCTOPHUEH, SBJISJIACH JUAEPOM IPOMBIIUIEHHOCTH
CHIA, a ee pyKOBOAMTENM ObLIA YBEpPEHBI, YTO OHM — OJHU W3 JIy4YIIUX B MUpe. Bpsa im Kro-TO
BHYTPU KOMIIAHUY WX 3a €€ MPEeeIaMH CUUTal B TO BpeMs, 4yTo B GE Hy)HO uT0O-TO MeHATh. HO
Va4 3a 20 siet cBoero npasnenus copepuini B GE HacToAIyIo peBOMOLHUIO.

OH pyKOBOACTBOBAJICA IIECTBIO PaBUJIAMMU:

1. Ypasnsiite cBoel cyap00i, MHAYe STUM 3alMETCSI KTO-TO JIPYTOM.

2. BocriprHUMaiTe peaJbHOCTh TAKOM, KaKasi OHa eCTh, & He TaKOW, KaKOiM OHa KOrjia-To Obla
WA KaKOW BaM XOTEJIOCh OBl €€ BUAETD.

3. Byapre UCKpEeHHU CO BCEMH.

4. He ynpaBnsite. Beaure.

5. I3smeHuTech 10 TOro, Kak 3TO CTAHET HEOOXOIUMOCTHIO.

6. Eciii y Bac HET KOHKYPEHTHOT'O IIPEUMYILECTBA, HE COPEBHYMTECH.
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DKCIO3UIUA

B 1980-x rogax xpynseumme kopnopauuu CIIIA, or GE no General Motors, CTONKHYJIUCH
¢ TipoOJyieMamM# OTCTaBaHUSI TIPOU3BOJUTENIBHOCTU U TJI00ATbHON KOHKYPEHIMU. Y3)I4 IPU3HA 3TU
M3MEHEHHs TeM, YeM OHM OBbLIHM: YIPO30i BBIKMBAHUIO CBOeH KoMIaHuu. OH Hayasl ¢ NMPU3HAHUS
ysa3BuMocty GE, a 3ateM npuHscs 3a BOCCTaHOBJIEHUE €€ Molu. CTapTOBaB C PEIIUTENIbHOM aTaku
Ha CTaTyc-KBO KOMIIAaHWH, OH B UTOTe Nepejiesial camy npupony GE, N3MeHUB He TOJbKO ee OM3HeC,
HO TaKke ee OPraHu3alMOHHYIO KYJIbTYpY.

Kak 1 605pIIMHCTBO KPYMHBIX KOpriopaiiyii B To BpeMsi, GE monaranach Ha IOKTpUHY Hay4-
HOT'O YIPaBJIeHUsI — TEOPUIO O TOM, UTO J1I000 padouMil Mpolecc, BKIII0Yast YeI0BEUECKUi (hakTop,
MOXHO pa30UTh Ha COCTABHBIC YaCTH, a 3aTeM CHOBa COOpaTh «HAYYHBIM» CIIOCOOOM. Takoii MmpuH-
IIUIT CIOCOOCTBOBAJT CO3JJAHUI0 KOHBEHEPOB U MepapXuu BoeHHOro tuna. OH crocoOCTBOBaJI POCTY
MPOIYKTUBHOCTH, HO B LIEJIOM OTTAJIKMBAJ COTPYIHUKOB, HE TIO3BOJISIS UM YyBCTBOBATH ceOs1 OOJIbIIe
YeM MPOCTO BUHTUKOM B OTPOMHOM MexaHu3Mme. Hanpotus, opzanusauus, ocnosannas Ha yeHHo-
cmsx, komopas 8o3nuxaa 8 GE 60 epems npasaenus Yaaua, cranoputcs 6oiee 3(hpeKTUBHON B
pe3yJIbTaTe KOHCeHCyca: paOOTHUKAM, KOTOpbIe Pa3lessIoT IIeJId ¥ IEHHOCTH CBOEro paboTojiaTeis,
HE HYKHO MHOTO KOHTPOJISI — OHU BUJISIT CBOIO pa0OTy Kak MPEKPACHYI0 BOBMOXKHOCTh CaMOpeaTi-
3aluu.

[To MHeHuI0 Vamnua, cuabHblii OU3Hec 001CeH NOCMOSIHHO Y8eauuusams Kaxk 00xXo0vl, max
U npubBLAL: JOXOIBI PACTYT 3a CYET MOCTOSTHHOTO MPUTOKA MHHOBAIIMIOHHBIX UJIEH, 8 TPUOBLIb PacTeT
3a cYeT HeMpPEepbIBHOTO MOBHIIEHUS TPOU3BOAUTENHLHOCTH. HO HM MHHOBALIMK, HU POU3BOAUTEIh-
HOCTb CaMH TI0 ceOe He JOCTaTOYHBI.

Koraa Vamu cran reHepaibHbIM JUPEKTOPOM, OH YBHIEI CEPhe3HbIC IPEMATCTBUS ISl 000UX
BUJIOB pocTa. Bosbilie Beero aibHerIneMy pa3BUTHIO YIPOKaja BHICOKOOPraHM30BaHHAsI OI0pOKpa-
TS U IOJJIEPXKUBAIOIIAS €€ KOPIOpaTUBHAS KYJIbTypa. Menoovl OucyunauHupos8anus opeaHu3a-
yuu, Komopbwie K020a-mo 0vlau noae3usvl, Hauau oyuums d6usnec. GE 3ampixanach ot cBoel Mmpu-
JUPYUBON CUCTEMBI (DOPMAIBHBIX MPOBEPOK, JOJITMX COIIACOBAaHUMA U YTBEPKIECHUHN. DTa cHUCTEMA
OTKJIa[IpIBAJIa MIPUHATHE pEIIeHU, MPOTUBOPEUIa 3PaBOMY CMBICIY M 4YacTO CHOCOOCTBOBAJIA
OTCTaBaHUIO KOMIIAHUY B BBIBOJIE HOBBIX ITPOJYKTOB Ha PHIHOK.
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PeBoaronus B GE

TexHunka, NOJNTHKA, KYJbTypa

JI1s1 Hayaa BaKHO MPOAHAIM3UPOBATh UjeH Yam4ya u ero aeictBusa. OH B3sjics 3a peanusa-
uio nesneit ¢ Touku 3peHust TITK — Tpex OCHOBHBIX aclleKTOB OpPraHM3allMOHHOTO MOBEJICHUS: TeX-
HUYECKOTO, MOJIMTUYECKOTO U KYJIbTYPHOTO.

[Mpencrasbre cede TITK Kak TPEXHUTOUHYIO BEPEBKY, KOTOPAsi COCTOMT U3 TEXHUYECKUX, TTOJTH-
THUUYECKMX M KYJIBTYpPHBIX MJell. Eciy 3Tu Tpy HUTHU IJIOTHO INepervieTeHsl, BepeBKka npoyHa. Korga
BEPEBKa PaCIUIETaeTCsl — a 9TO HEU30€KHO BO BPEMs PEBOJIIOLIMOHHOTO MPOLIECCa, — €€ HyKHO Iepe-
TuiecTy 3aHOBO. [IpuMeHHTENBHO K 3a/1aue MpeoOpa3oBaHsl OpraHu3alyy 3Ta MeTadopa MoxIepKu-
BaeT HEOOXOAMMOCTh pabOTHI C KaXK/AbIM HalpaBieHUEM B OTASIBHOCTH /ISl YKPEIUICHUsT KOpIopa-
LU B 1IEJIOM.

e [lepBasi HUTh — TEXHHYECKAA. ITO KacaeTcsl He TEXHOJIOTMH, a TEXHUKH — OObIIEHHOM
pa3pabOTKU CTpaTeruu U MPUHSTUS PEIIeHUIl PyKOBOOUTEISIMU, TO €CTh IPUOOPETEeHUsI, OTUYXKIe-
HUSL U peOpraHu3allvy MoIpa3ieieHHN.

e Bropass Huth — nosuTHyeckas. Ciooa BXOAAT BOMNPOCH! BIACTHBIX OTHOIIEHUU MEXIY
JIOIBMU: HAeM U YBOJIbHEHHUE, 3aMEeHA TPOTUBHUKOB COIO3HUKAMU, IIPUBJIEYEHUE HE3aBUCUMO MBIC-
JISIIUX JIIOfIEH K COBMECTHOM padorTe.

e TpeTbst HUTh — KYJbTYpPHast. ITO camasi CJIOKHAsI 00JIaCTh KOPIIOPATUBHOTO YIIPABJICHUSI.
Peub uzer 00 n3MeHeHUN IIEHHOCTE! 1 yOeskJICHUH (MHOT/A JIaXe TUIOXO OCO3HABAEMBbIX ), KOTOPBIMHU
PYKOBOJICTBYETCSI KOMaH/Ia JTIOOOW OpraHU3allnH.

Vany 17151 focTUAReHUs Lieseil UCTOJb30BaJl BCE MMEIOIIMECS B CBOEM pacliopsKEHUN CPeJICTBA.
B TexHuueckoii cpepe, Harpumep, KOMIaHK PU3BaJla ONEePaLMOHHBIE [T0/Ipa3/ie/ieHus pa3padoTaTh
IIPOLIe/lypbl BO3HAIPAXAEHUS TEX COTPYJHUKOB, KTO JEUCTBYET B COOTBETCTBUM C LieHHOCTsIMU GE.
B nonurrueckoii cepe Yamu neiicTBoBall, Ha3Hayas MpeJaHHbIX COI03HUKOB BO I71aB€ CONPOTUBIISA-
IOLIMXCS U3MEHEHUsIM NIPeANpUsATHA. A B KyJIbTYpHOH cepe OH criocoOCTBOBa OOIIEKOPIIOpaTHB-
HBIM Jie0aTaM O TOM, KaKUMH JOJDKHBI ObITh eHHOCTH GE. B cOBOKYIHOCTH Takue METOIbI JOTKHBI
NpeBpaliaTh HOBbIE U/IEH B OOIIETIPUHSTHIE TPUBBIUKY.

Hoanep:kka «<MHCTHTYTOB»

Hcropus mokasbiBaeT, 4To 0e3 noddepicKu noauyuu, cpedcms maccosoii ungopmauuu u
WKOA PesoNOyUsl NOYINU HAGEPHAKA nomepnum Heyoauy. Y Kopnopavuii ecmv 3K6uU8aN1eHMbL
noauvuu, CMH u wikoan.

«IIIxouoir» B GE 6611 KpoToHBMILIB. DTO NIEpBast KpyIHas BHYTPEHHsIs1 OU3HeC-111KOJIa, KOTO-
past no-MpeKHeMY OCTaeTcsi CaMoy ITPECTUKHOM B KopriopatiBHoM Mupe. Ee ycniex nopoaun noapa-
JKareJier 1o Bcemy Mupy, ot mkossl Sands Point School IBM no MHcTuTyTa pa3sBUTHA MEHEKMEHTA
Hitachi B Anonuu. Omnpenensiss camble 3¢ dextrBHble MeTonsl GE, cuctemMarusupys ux u oOydast
UM MeHe/kepoB, KpOTOHBIIUIb 3HAUUTENPHO YKPENUI PelyTalio KOMIAHUM Kak Jiaepa B HayKe
yrpasieHusi. OH MOIyJISpU3UPOBal MHOKECTBO MHHOBALIMOHHBIX UJEH, BKJIIOYAs] CTPaTErMuecKoe
IUIAHMPOBaHUe U yrpasiieHue ueasMu. Cama ujiesi MOArOTOBKY PYKOBOJMTENEH, KOTOpasi CeroiHs
KakeTcsl JIEeMEHTApHOM, 3apoaniiack TaM B 1950-x rogax.
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«CMM» BKJI09aIH B ce0s1 BHICTYIUICHUS] PYKOBOIUTENIEH U pa3InyHbIe MyOIUKAIlUK: OT BHYT-
PEHHUX KYPHAJIOB [IJIs1 COTPYJHUKOB JI0 KOPIIOPaTUBHOI'O FO0BOIo oT4yeTa. Jco3Has8ast 8ad}cHOCHb
cpeocma maccogoil uHgopmayuu, Y314 cam nuuiem éce ce0u peuu, 20Mmosunt cOOCMEeHHble Oua-
2pammul u umnposusupyem ceou evicmyn.aenusi 8 Kpomonsuaae.

«IMomumusi» GE cocrosiia U3 KOMaH/pl OT/Iea CTPATErnyeckoro MiaHupoBaHusl U (pUHAH-
COB, WIEHBI KOTOPO MMPOBEPSUINA KaXJ0€ PEeLleHNE 0 OlepalvsaM, KOHTPOIMPOBAIN paclpeiesieHre
Kalurajia U UMeJI peryTaiuio npoeCCUOHAIbHBIX OPAKYJIOB U IPUIUP.

pamMa B Tpex aKTax

Hpyras metacopa, o6o3HavaroImas Gu3Hec-mpolecc, — TeaTpayibHoe IecTBO. Mbt npedcmas-
Asiem KOpRopauuu KaKk MAuilHbl, HO HA CaMoM 0ene OHU 00abule NOX0XCU HA MmeampanbHbvle
mpynnwl. B KOPIOpaTUBHOM cpejie POXAAIOTCS e, BEIETCS JUAIOT, ISUCTBYIOT JIOAHM KaK aKTephl,
y KaKJIOTO U3 KOTOPBIX CBOSI pOJTb. MeHe1kepbl KOMITAHUU SIBJISIIOTCS YaCThio aHCAMOJIs1, AEMOHCTPH-
Pyl CBOM HaBBIKM M XapU3My BO BPeMsl BBICTYIUICHUSI.

KoprioparuBHasi peBOIOLIS — 3TO 0COOBINA THIT Jpambl (BO3MOXHO, 1aKe Tpareiusi, BKIIoYa-
I0IlIasi B KOHIIE KaTapcuC W MPOHU3aHHAasl HAJIeXkKI0W HA CUACTIMBBIN KOHell). [ J1aBHbIe repou 3Toit
JpaMbl — JIIOJIU, KOTOPbIE UIIYT TIEpEMEHbI ¥ IIPUBOJAT B IBMKEHUE ClokeT. Hen30ekHO MosIBISI0TCS
MPOTUBHUKH — T€, KTO KPEITKO JISPKUTCS 32 CTAPbie MTPUHIIUITBI KOMITAHUH.

B 6opb0e 3a nepemMeHbl yJacTBYIOT HE TOJIbKO 3T JIBE CTOPOHBI, HO Y THICSUM JIIOJEH: PSIIOBBIE
COTPY/IHMKH, TTOCTABIIMKH, TAPTHEPHI, KJIMEHTHI... VIM BceM NPUXOAUTCS CIIPABIATHCS C TOPEM U
YyBCTBOM IIOTEPH, TIOCKOJIbKY CTapble IyTH, KOTOPbIE OHU 3HAIOT, ncue3aioT. Konerl Tpanchopmarum
B3BOJIHOBBIBAET U MIPUBOIUT K OLIYIIEHUIO BO3POXKICHUs. 3aTeM LIMKJI JOJKEH Ha4aThCsl CHOBA.

Jlpama 3Ta TpexakTHas. B oTimyue OT TeaTpaibHbIX, STU TPH aKTa OOBIYHO MEPEeCeKaloTCsi, HO
KaX[Iblil HEM3MEHHO 3aBUCUT OT TPEbIIYIIErO.

AKT nepsbiii. [Ipo0y:xaenne. Cnsawas opzanu3auus npodyxcoaemcsi: 0CO3Haem He00xo-
oumocms nepemen. TIepBblil aKT OOBIYHO OCTABJIIET PA0OUYMX Y MIIAAIINX MEHEKEPOB B 3aMellia-
TEJIbCTBE Y OTYASIHUH, TTOTOMY YTO pa3pyIIaeTcsl MPUBBIYHOE M yIOOHOE, a HOBasi OCHOBA JJISl SMO-
[IMOHAJIbHOM 0€30MaCHOCTH MOKa He CO3JaeTCsl.

Va4 B 310 Bpems cocpenoroumnsics Ha Texuuueckort yactu TTIK. CHauana ero ujien npuHsum
dbopmy TpedoBanmii, Harpumep «bbiTh N 1 wim Ne 2 Ha cBoeM peiHke!». Te monpaznenenus GE,
KOTOpBIE HE MOIJIM BHITIOJIHUTD 3TU TpeOOoBaHUsl, ObUIM MpofaHbl. Te cOTpyITHUKH, KOTOpbIE HE TPHU-
HSUIM HOBBIM KypC HA M3MEHEHUs1, ObLTH YBOJICHBI.

Haunnaior oco3HaBaThCs CHIIbHBIE U clladble CTOPOHBI opranu3anuu. Hanpumep, orpomuast GE
HE MOXET CPaBHUTHCS C JIOBKOCTHIO HEOOJBIITNX CTAPTAIOB, HO B OOph0OE C COMEPHUKAMHU pa3MepoM
¢ cymoropu (takumu Kak Hitachi wmm Siemens) GE moxeT nodeauts, Oymydun 6oee mpoBOPHOI.
CKOpOCTb CTAaHOBUTCSI KOHKYPEHTHBIM IIPEMMYIIECTBOM.

Kopnopauusi ne moxcem no3eoaums cebde ykaszwvleamv C8OUM COMPYOHUKAM, UMO UM
denamu, 3MO 3aHUMAEN CAUUKOM MHO20 8pemenu. Ho, Kak ¥ 1I000OMY reHepasibHOMY TUPEKTOpY,
Vamuy HyXHbI ObUTH TAPAHTUU TOTO, YTO €ro paOOTHUKH OyIyT CHOCOOCTBOBATH JOCTHKEHUIO IIEJIeH
Kopriopariuy. EMy ObLii HyKHBI TaKHe IO, KOTOPbIE He TOJIBKO MOHMMaIoT e GE, HO 1 icKpeHHe
BepAT B HUX. [‘eHepasbHBIA AUPEKTOP YacTO FOBOPUT O HEOOXOAMMOCTH 3aBOEBATh CEPALA U YMBbI
MOTYMHECHHBIX.

KpoTtouBuiib. B Kporonsusuie Obutn niepepadoTaHbl Bce 00ydaroliye MporpaMMBl, a TaKKe
COOpPaHO MHOKECTBO HOBBIX: OT aKa/IEeMHUYECKOW COIUATIBHOM TICUXOJIOTUH JI0 «O0y4YeHHsI CKATHIMU
AENCTBUSAMI», KOTAa OOYYaloNIMMCS MPEAJIaraeTcsi BBIIOJHHUTh YTO-TO HOBOE B CXKaThle CPOKH.
B3pocavle ayuwe ecezo yuamces 8 ycao8usix YymepeHHo20 cmpecca, R0IMoMy KOHPAUKMbL U Ouc-
Kom¢bopm — 3mo HeomvemaemMas uacmo npoyecca.
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KoHen 03HaKOMHUTEJIBHOT0 (pparmMeHra.

Texkcr npenocrasieH OO0 «JIutPec».

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

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