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BBEOAEHUNE

OmHaXABl JETHUM JHEM B ayAUTOPUU OOIIMPHOTO 0Opa30BaTEIbLHOTO
KOMIUIeKca, IPUHA/JIeKAIIero OHOM 13 KpyImHeNITMX aMepUKaHCKUX KOM-
maHuii, cobpanack rpymna UHKEHEPOB U TOT-MeHeKepoB. OHU TOKHBI
OBLTH 06CYZNTH MHOTOMWITHOHHBIN MATWIETHUH IIaH pa3paboTKU HOBOT'O
JBUTaTeNsA, paboTalollero Ha AN3eJbHOM TOIUTMBE U MPUPOAHOM Tase.
VX 11e7p10 ObLT BBHIXO/J Ha HOBBIE PHIHKU. BorHeHUWe pocio. /IBUraTesnb,
MOJYYMBIINHM Ha3BaHUe Series X, MOT IPUMEHATHCA BO MHOTHX OTpac-
JIAX — OT SHEPreTUKU [0 *KeJIe3HBIX JOPOT.

DTO0 6BIIO COBEPINIEHHO SCHO BCEM MTPUCYTCTBYIONIUM. 3a UCKII0UeHUEM
OZTHOT'0 YesioBeKa, KOTOPHIY Mpullies Ha coBelllaHue, HU4Yero He 3Has O JBU-
raTenfax, SJHEPruyu U MPOMBIILIEHHOM IIPOU3BOACTBE, a II03TOMY TOJBKO
U MOT 33/IaBaTh BOIIPOCHI B Ayxe AokTopa Chio3a: «Tak /jis yero oH Hy:KeH?
Ilnsa xkopabueit? [l camosieToB? Ha Mope wiM Ha cylie? A i Toe3i0B?»

PykoBoauTENN U UHXEHEPHI MTEPETVIAABIBAIUCE: «JTO €Ille KTO TaKOH ?»

A 310 6511 1. [Tpoucxoauio Bce B koMmnanuu GE — ofiHOM U3 cTapeix
U caMbIx yBaxkaeMbIX B CoeanHeHHBIX IllTaTax, ¢ pplHOUHON KanUTaIU-
3anuei (Ha ToT MomeHT) 220,47 MJIpJ Z0/UI. U YUCJIEHHOCThIO HE MeHee
300 000 genoBexk.

Taxk uTo xke g genan B GE setom 2012 r.? I He coCcTOAN B PyKOBOACTBE
KOMIIaHUHU. fl He MMeJl HUKAKOI'o OIbITa HU B SHEPreTUKe, HU B 3paBo-
OXpaHeHWH, HU B KaKoU-Tnbo Apyroii obactu, rae pabotana GE.

fl — npeanpyUHMUMATEb.

Tpeacenatesb coBeTa AUPEKTOPOB U TeHepaIbHbIH AupeKTOp GE xed-
¢bpu imMentst 1 3amecTuTens npesiceaarens bet KoMmcTok mpuracviy MeHs
torza B Kporonsuai, mraT Hbio-MopK, MOCKOABKY UX 3alHTepecoBaia
uzeda u3 Moel mepBoit KHUTU «busHec ¢ Hy/IA»*: MPUHIIUIIEL yNpasieHus
cmapmanom MOTYT ObITh HCITOJIb30BaHbI B IF0O0 KOMIIAHUY WX OpraHu-
3amuu, B JTI0O0H OTpacau WIM SKOHOMUYECKOH cdepe. V1 oHU mogyMasu,

* Puc O. BusHec ¢ Hyas. Metoz Lean Startup i1 6BICTPOTO TECTUPOBAHUA UAEH W BhIGOpa
6usHec-mogenu. — M.: Anbnuna [la6aumep, 2017.



METO/[ CTAPTAMA

YTO WX KOMITAHUS TAKXKe [JOJDKHA MepelTH Ha 3TH MPUHLIUNIEL VX 1erb
cocTosiia B TOM, 4TOOBI cAenaTh GE cIioco6HOM pacTu U pearupoBaTh
Ha PHIHOYHBIE U3MEHEHUS, U VIMMEJbT CTPEMUIICA 3aJI03KUTh OCHOBEI €€
JaJbHEUIIero NpouBeTaHUA Ha JOJITHE TOABI.

B TOT ZleHb MBI TIepecMOTpesIu IIJIaH 110 ABUraTtento Series X v OHSIY,
YTO MOKHO BBIITYCTUTD €TI0 Ha PHIHOK 3HAUMTETHHO PAHbIIE, cO3aB boee
MPOCTOM JBUTATENTh 38 HECKOJIBKO MeCSAIEB, a He JieT. DTO ObUIa IepBas
M3 MHOTOYHCJIEHHBIX BCTpeY (O APYTUX BhI Y3HAETE TIO3KeE).

Ha cneayromuii IeHb V¥ MEHS COCTOSICA Pa3roBOP, KaK MOIJIO TOKa-
3aThCsl, COBEPIIEHHO MHOT'O XapakTepa. Mbl 6eceloBaiv ¢ OCHOBATENEM
Y TeHepaJIbHbIM JUPEKTOPOM OZIHOTO U3 OBICTPO PACTYIIUX TEXHOJOTHYE-
CKUX CTapTaIroB HOBOTO MOKoJeHusA. TpyIHO IPeACTaBUTh IBE KOMIIAHUU,
KOTOpBIe OBl HACTOJIBKO OTJIMYAJIMCE APYT OT Apyra: ofHa — cTapasd, Apy-
rasg — MOJIoZiasi, oJlHa — JIUZIEp BO MHOTUX OTPaCjAX, Apyras — TOJbKO
npobuBaeT cebe myTh HaBepx. OfiHA TPOU3BOUT TOBAPhl MACCOBOTO CIIPOCA,
Zpyras pa3pabaTelBaeT MpOTPaMMHYI0 UHPPACTPYKTYPY AJis MHTEPHETA.
Ogaua ¢ BocTouHoro mnobepexbs, Apyras — ¢ 3amagHoro. PykoBoaurean
OTHOM HOCAT CTPOTUE KOCTIOMBI, IPYTOM — PBAHBIE JKUHCHI.

T'eHAVMPEKTOP 3TOM BTOPOU KOMIIAHWH, KOTOPas OZHON M3 MepPBBIX
nmpuMeHWIa MeToZ 6epexiauBoro craprana (Lean Startup), CTOJKHYyICA
C HOBBIMU TTpobsieMmamu. Kak MacurrabupoBaTh GU3HEC MOCIIE YCIEITHOTO
3aIrycka IIepBoro npoaykra? Kak pa3BUTh y COTPYZHUKOB IIpeAIpUHIMA-
TeNbCKOoe MbIlIeHne? U, caMoe TiaBHOe, KaK 00eCevunTh YCTOMUYUBBIN
pPOCT B JlaibHelnem?

Ho meHs nopa3wio, HacKOJIbKO 3TH /IBa pa3roBOpa, HECMOTPsI Ha BHEIII-
HUe pa3nudusa, 6buik moxoxu. GE, kak MHOTHeE yCIelllHble KOMIaHUH,
YTOOBI TPOJIOJIKUTH POCT, CTPEMUJIACH BJJOXHYTh B CBOU TPAZULINU HOBYIO
MPeANPUHUMATENBCKYIO SHEPTHIO. B TO BpeMs Kak cTapTarnepsl, C KOTOPbIMU
s1 BCTpeYaJics, XOTEIU MOHATh, KaK COXPaHUTh CBOM MpeAIpUHUMATETbCKUH
ZyX B YCJIOBUSIX pocTa 6u3Heca.

3a rmocJyeIHUE HECKOJIBKO JIET B MOEH KU3HHU OBUIO MHOT'O TAKHUX MOMEH-
TOB, KOT/la 51 C YAUBJIEHUEM OOHApy)XUBaJ CXOXKUe MpobieMbl B opra-
HU3alUAX, KOTOPBIE MMPUHATO CYMUTATh OYEHb Pa3HBIMH. V3 3TUX Gecer
C PYKOBOJMTEJSIMH Y OCHOBATEJISIMHU I CZIeJIasl BBIBOJ: CETOAHSLIHIM OpPTraHU-
3aIUAM — KaK ZIJaBHO CYIIECTBYIOITUM, TaK U TOJBKO YTO TIOABUBIIMMCS —
He XBaTaeT CIIOCOOHOCTEM, HEOOXOANMBIX, YTOOBI ITPEYCIEBATH B OyAyIIEM,
a UMEHHO CITOCOOHOCTH OBICTPO SKCIIEPUMEHTHPOBATH C HOBBIMU IPO-
OYKTaMH 1 OM3HEeC-MOJeIsAMHU, CIIOCOOHOCTH CTUMY/IMPOBATh HanboJee



BBEOEHWE

TBOPYECKUX PAGOTHUKOB U CIIOCOOHOCTU CHOBA M CHOBA BKJIIOYATBCSA
B MpOIlecC MHHOBANUH U yNPaBIATh UM YETKO U OTBETCTBEHHO (B TOM
yucie GUHAHCOBBIMHU pecypcaMu), YTOOBI OTKPHIBATH HOBbIE MCTOYHUKHU
pocTta ¥ 3¢dEeKTUBHOCTH.

VIMEHHO 3T BOTIPOCHI, HAPAAY C TEM, KaK Jil000l KOMIaHUU WX Opra-
HM3AIUU TIEPEUTH OT «HEXBATKU» K «IIpeyCclieBaHUIO», U CTaJU TJIaBHOM
TeMOU 3TOU KHUTH.

KTO 4?
TpyzAHO 6BUIO TIPEICTABUTD, UTO S KOTAA-HUOYIb OKaXKyCh Ha TAKOM COBe-
IIAaHUHU, KOTOPOE COCTOSIOCh B KpOTOHBMILIE, — 3TO OBLIO COBEPIIEHHO

HeoXuZaHHo Aia MeHA. Korza-To B Havase cBoel Kapbephl A VIMUIICS
Ha IpOrpaMMHCTa, IIOTOM CTaj MpeAllpuHUMAaTeneM. [IpeacraBbre cebe
TUIINYHOTO TIpeANpUHUMATeNI-TeXHaps: IapeHb, ObITAIOUUNCI YTO-TO
CO3/IaTh B IIO/IBajie POAUTENbCKOTO JoMa. BoT Takum a1 u 6bu1. Mosi mep-
Basi IIOIBITKA MTPEeAPUHUMATETbCKOM IeITETbHOCTH — KaK pa3 BO BpeMsI
My3bIpA JOTKOMOB — ITO30PHO MpOBasuIach. Mo# mepBHIii OMyGJINKO-
BaHHBIN TPy, 3a6aBHYIO KHIKKY «UepHas Marus mporpaMMHPOBaHUA
urp Ha sa3eike Jawa» (The Black Art of Java Game Programming), Korga
s TIPOBEPSJ TMOCAeAHUI pa3, MOKHO OBLIO KYMMUTh B OYKMHUCTHUYECKOM
pasgene Amazon.com 3a 99 neHToB. Torga MHe He Ka3ajaoCh, UTO 3THU
MIPOEKThl OYAYT KaK-TO CBA3aHBI C MOUM OYAYIIUM, KOTOPOE I B UTOTE
TIOCBAILY CBOEM HOBOM cUcTeMe MeHe[KMeHTa.

Ho mocte Toro, Kak s mepebpasica B KpeMHUEBYIO JOMWHY, S CTa 3aMe-
yaTh 00Ire 3aKOHOMEPHOCTH KaK yCIIeXOB, TaK U Heyzad. Ha ocHoBe
cBOUX HabJofeHuit g Havan 6osiee mMOAPOOGHO paspabaThIBaTh MOZENTb
yIIpaBjIeHUs JJ1s IpeANpUHUMATee-cTapTanepoB. 3aTeM 5 BIIEPBBIE CTa
06 3TOM IrcaTh — MmoHayvany, B 2008 I., B MUHTepHeTe, I03/Hee — B KHUTE
«BusHec ¢ HynsA», KoTopas 6buta u3zana B 2011 r. To, YTO MPOU30LLIO
Jlasiblie, IPEeB30IIJI0 MOU caMble CMeJTble OXKuZaHusd. JBmxeHue «bepex-
JIUBBIM CcTapTam» OXBaTWUJIO Becb MUp. Bojlee MWILTHOHA JTto/leil B pa3HBIX
cTpaHax nmpowiu KHUry. CKopee BCero, r/ie ObI BB ceifyac HU HaXOAWINCH,
I/le-TO HeMoZaIeKy CylecTByeT Kay6 Lean Startup’. Teicaun ocHOBaTesel
KOMITaHUM, MHBECTOPOB U APYTUX YWIEHOB COO0IeCTBa CTAPTAIIOB C DHTY-
3Ma3MOM ITOJXBAaTUIU MOU W/I€N U OIIBIT.

B cBoeli kHHTe S cZieyall cMeloe, KaKk MHe TOT/Zla Ka3ajaoch, 3asABJie-
Hue. f nan onpeeneHye cTapTama KakK «4ejI0BeYeCKOro MHCTUTYTA, IeIb
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KOTOpPOT'O — CO3/laHKe HOBOTO IIPOAYKTa WIN YCIYTH B YCIOBUAX KpaliHel
HeoIlpeZeJleHHOCTH». OmnpeZesieHHe cTapTamna f IpeJHaMepeHHO cZenas
caMBIM OOIUM, HE KOHKPETU3UPYS BEJIWUYUHY OpraHu3anuu, Gpopmy,
B KOTOpO¥ oHa paboTaeT (KOMMepuecKas KOMIIAHUSA, HEKOMMepUYecKas
OpTaHU3aIuA U T.ZI.), OTPACIb WU chepy AeATenbHOCTU. COIIACHO 3TOMY
ompeziesieHNI0, KTO YTOAHO, HE3aBUCUMO OT OQUIINATHHOTO HAaMeHOBa-
HUS JOJDKHOCTU, MOXKET HEOXKHUJAHHO OBITh 3a0pOIeH B MOpe IpeAIpH-
HUMAaTeIbCTBA, €C/IN €ro paboTa BBIMOTHAETCA B YCJIOBUAX BCe OOMbIIEH
HeoTpeZieIeHHOCTHU. f yTBep:kzaJ, YTo NpeApuHUMaTeIel MOKHO BCTpe-
TUTH MOBCIOLY — B MasIoM OM3Hece, B OTPOMHBIX KOPIIOPAIUAX, B CUCTEME
3]paBOOXPaHEHUA U B LIKOJaX, JaXXe B IPABUTEIbCTBEHHBIX YIPEXKAEHUAX.
OHU Be3ze, IZe JIOAY BBIOJTHAIOT MOYETHYIO U 3a4acTylo He3aMeTHYIO
paboTy 10 TeCTHPOBAHUIO HOBBIX UZIEH, CO3ZAaHUIO HOBBIX, VIYIIIEHHBIX
METOZIOB BBITIOJTHEHUS 3a/1a4 WU IPUBJIEYEHUIO U 0OCTYKUBAHUIO HOBBIX
nmoTpebuTeseli, TPOABIKEHUIO TOBAPOB U YCJIYT HA HOBBIE PBIHKH.

3a mecTb JIeT, MPOoLIeAIIe ocje MybmuKauy «bru3Heca ¢ HyIsi», CAMbIe
pa3Hble OpraHU3aInuy, TPUHABIINE HAa BOOPYXeHHE MeTo/ OepeXTUBOro
cTapTana, IpoAoKaloT MOATBEPKAATh BepPHOCTh MOUX Ujel. MHe yza-
JIOCh TOE3AUTh 0 MUPY W MOpPabOTaTh ¢ KOMIAHUAMHU CAMOT'O Pa3HOTO
MaciiTaba, KOTOPBIHM TOJTBKO MOXKHO cebe Tpe/ZicTaBuTh. Tpoe ocHOBaTese,
paboTaronux Hajl HOBBIM NpuiokeHueM? Beuto. Masnbiii 6usHec? Bruto.
PenurunosHblie 61aroTBOpUTENbHBIE opraHu3annu? TouHo 6bu10. He6oub-
e MPOUW3BOACTBeHHble KoMmnaHuu? Jla, koHe4yHO. BeicTpopacTyue
TeXHOJIOTHUUYeCKHe CTapTalbl ellle 0 IepBUYHOTO pa3MellleHUus aKIuii?
EcrecTBeHHO. KpymHEIE rocyZiapcTBEHHbIE OIOPOKPATHYECKHE CTPYKTYPhI?
bruto. HekoTophie KpyIHeuIne MexAyHapogHble (1 HeIIOBOPOT/IUBHIE)
koproparuu? KoHeuHo. Bce OHM MOTYT MCIIOJIb30BAaTh METOABI O€PEKITH-
BOT'O CTapTara, eCJId XOTAT 3GPeKTUBHEE pabOTaTh U YCKOPUTH CBOU POCT.

OBPETEHUE
HEQOCTAIOLLMX CMTOCOBHOCTEMN

B KOHEYHOM UTOre MOU MOE3AKU U BCTPEUYU U NPUBEINU MEHA B ayJUTO-
puto GE. Ycnex nurarens Series X HapAAy ¢ IpyTUMU MTOAOOHBIMU TTAJIOT-
HBIMM IIpOEKTaMU IIPUBeJ K Koe-ueMy 3KCcTpaopAuHapHOMY. COBMECTHO
¢ GE mbI paspaboranu mporpaMmy I1og HassaHueM FastWorks?, koTopas
MOBJIEKJIA 32 cOOO 3HAUUTETbHBIE TIPe0bpa30BaHuA KaK B KOPITOPATUBHOM
KYJIbTYpE, TaK ¥ B YIPaBJIEHUHU. 3a HECKOJbKO JIET MBI OOYUWIU THICTYU



BBEOEHWNE

PYKOBOZUTEJNEH TI0 BCeM TOApa3eleHUsIM KOMIIaHUU. f TudHO paboTan
6oJjiee YeM C COTHEM MPOEKTHBIX KOMaH/| C CAMBIMU Pa3HBIMU 3aJa4aMH,
13 pasHbIX PETMOHOB U TIoZipasZienieHuit. Kaxxabiii Ton-meHemkep B GE moiy-
YIJI TOATOTOBKY IO TPEATIPUHUMATENBCKUM METOaM paboThl, U BHYTPEH-
Hue OM3HeC-IIPOoIeCCh ObUIM MpeoOpa3oBaHbl TaK, YTOOHI CIIOCOOCTBOBATD
WHHOBAIUAM, a He TOPMO3UTh HX.

Ho, K MOeMy yAUBIEHUIO, 1 OOHAPYKWJI, UYTO U AJI CTApTAIoOB HEO6XO-
VMBI TaKHE Ke TPorpaMMbl 06ydeHus u peobpazoBanuii. Kak u MHOTHE
MOU TOBapuiu mo KpeMHUeBOM fJoninHe, 1 HauyWHal paboTaTh, Oyayuu
yOeK/IEeH, UTO JIFOJM U3 «OOBIINX KOMIAHH» TPUHIUITHAIBHO OTINYaI0TCS
OT KpeaTHBHBIX, PEBOIOIMOHHO MBICAIIUX MPeANPUHUMATENEH BpoJe
Hac. YTo Korzia opraHu3anus JOCTUTAET ONpe/ieIEHHbIX MacITaboB, OHA
HauyMHAEeT MEeAJIEHHO YMUpPaTh, pasjarasch uaHyTpu. OHa mpeKpamjaer
BbIZ[aBaTh WHHOBAI[MOHHbIE MPOAYKTHI U pelieHus. Camble TBOpYECKHE
JIIOZIV YXOZAT U3 Hee. BosbIye KOMIIaHUK HENM30eKHO TEPSIOT CIIOCOOHOCTh
K POCTY, UX Pa3beAaloT BHyTPEHHUE MTOJUTUYECKHE UHTPUTU U OI0pOKpa-
TUYECKUE MTOPAIKH.

Bo3HHUKaeT CTpaHHbIHM MapasoKc, YTO-TO BpOoe KOTHUTUBHOTO JIMCCO-
HaHCca, BJIUSAIONIMI Ha BCEX, KTO CTPEMUTCS K CO3IaHUIO OBICTPOPACTYIIEro
6usHeca. [TopaboTap O6yKBaJIbHO C COTHAMU IpeAIIpUHUMATEEH, A CTal
3aZlaBaTh UM OJJUH U TOT XK€ BOIIPOC:

«Ecu BbI Tak HE€HaBUAWTE KPYIIHbI€ KOMIIAHUMH,
3a4eM co3ZiaeTe elie OJHy?»

DTOT BOIMPOC YaCTO CTABUT UX B TYIUK, TaK KaK UM KaXKeTCS, YTO KOM-
TMaHus, HaJ KOTOPOM OHH TaK yCepAHO TPYAATCA, OyZeT Apyroil. B wHei
He OygeT 6eCCMBICIEHHBIX COBEI[aHUM Y MPOHBIPIUBBIX MEHEIKEPOB
cpenHero 3BeHa. OHa ocTaHeTCs AMHAMUYHOM M 3aJJ0PHON — 2TaKUM
HelpeKpalanIuMcsa crapranoM. Ho kak 4acTo yAaeTcs B UTOTe JeHCTBHU-
TEJIbHO CO3/IaTh UMEHHO TaKyI0 M/eaJbHYI0 OPTaHU3aIHI0?

B mocsefHre HECKOTBKO JIET OCHOBATENMN U reHepajbHble AUPEKTOPa,
CTaBIINe IPUBEPKEHI[aMU MeTo/ia GepEKIMBOTO CTapTara ele Ha paHHEM
aTare, CHOBa BCe vallle 06paIiaTcs KO MHe. BHavyaste UxX yBJIeKaIu Te 4acTh
MeTo/la, KOTOphIe KacarTcs OBICTPOTO 3amycka MPOEKTOB, B YaCTHOCTH
paspaboTka MUHUMANLHO pabomocnocobHozo npodykma (MVP) u paseo-
pom (pivot). Ho oHu ob6paiiianu KyZa MeHbllle BHUMaHUA Ha TO, YTO, €CJIN
TOBOPUTDb HAYMCTOTY, AEHCTBUTENBHO O0Jlee CKYIHO: HayKy MeHe/PKMeHTa
U IMCIUIUIMHY OTYETHOCTHU. A TeTleph, KOTr/la MX KOMIIAaHWH BEIPOC/IN /IO COTEH,

1
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TBICSTY, & UHOT/IA U /IO IECSITKOB THICSTY pAOOTHUKOB, OHU MTOHSUTH, YTO JOKHEI
Hay4YUThCS MPeAIPUHUMATENBCKOMY TIOAXO/TY, ZIa’Ke €CTU BHIHYK/IEHBI TIPU-
MEeHSATh TPaJUIMOHHbIE METO/IBI VIIPABIEeHMS, 3aHUMAThCS TPOTHO3UPOBA-
HUEM U TIEPEXOAUTDH K IPUBBIYHOMY IITATHOMY PaCIIFICAHUIO.

A cam HabMOJANM 3TO B leCATKAX 3aMevaTeTbHbIX KOMIIaHUH: KOT/a
COTPYAHUKY TOJUMHAIOTCS TPAAUITMOHHBIM OPTaHU3aIIMOHHBIM CTPYKTY-
paM U CTUMYyJiaM, HeM30eXXHO BO3HUKAET HEKOTOPOe GI0pOKPATHUYECKOE
moBefieHre. DTO 06s13aTeTbHOE CIEICTBUE OPraHU3aIuN TaKUX CUCTEM.

Te, KTO obpaiiajcs Ko MHe, XOTeM 3HaTh, MOXKHO JIK HUCIIOJb30BaTh
npueMbl OepeXIUBOTO cTapTamna, YToObl ybepeub WX OpraHU3aldy OT
JIeTapruy ¥ 6I0pOKpaTUH IO Mepe pocTa. Mo OMBIT pabOTHI C KPYITHBIMU
OpraHu3aIUsIMU TO3BOJIWI MHE OTBETUTH UM YTBEPAUTETHHO.

[TosToMy mociefHUE TATH JIeT S BeAy JBOWHYIO XU3Hb. Hepeako mo
yTpaM 51 BCTPEYaoCh C PyKOBOAUTEISIMU OTPOMHBIX KOMITAaHUN — JTUIEPOB
B cBOel chepe, a MOToM, 1ociie obezia, IPOBOXKY BPEMS CO CTapTanaMH, OT
MOIIIHBIX YCIIEITHBIX HOBUYKOB KpeMHUEeBO ZIOJTHMHBI 10 KPOXOTHBIX 3aPO-
JIBIITEN BO3MOXKHOTO 6usHeca. Ho oHM 3a1a10T MHE OIHU U T€ YK€ BOIIPOCHI.

Kak y6edumsb pabomarwux Ha meHs Jtodell Oymams no-npednpuHuU-
mamenveku?

Kax cozdasams HOo8ble NPOOYKMbL 051 HOBbLX PbIHKO8 U He mepsmb
nompebumeJsi, KOmopblil ysce cyujecmayem?

Kax dobumbcsi omeemcmeeHHoCmu om awdell ¢ CUNIbHbIM NPeOnpuUHU-
MAmMenbCKuM 0YXoM U He nodsepzamb PUCKY MOLL 0CHOBHOIL OusHec?

Kaxk cozdams makxyro KopnopamueHyo Kyabnypy, Komopas couemana 6bt
8 cebe ymeHue pabomams U ¢ Hyac0aMu cyulecmayroule2o busHeca u ¢ nouc-
KOM HOB8bLX UCMOUHUKO8 pocma?

Ec/iv BBl YUTaeTe 3Ty KHUTY, BB, CKOpee BCero, 3a/iaeTe cebe TaKue xe
BOIIPOCHI O CBOEH OpTraHU3aluH.

Onwupasich Ha OMBIT PabOTHI C Pa3HBIMU KOMIIAHUAMH, 1 Hadax 007y MbI-
BaTh HOBYIO KHUTY O MIPUHIIMIIAX, KOTOphIe paboTaloT He TOJIbKO Ha JTare
3amycka 6u3Heca, HO U B yXKe CyL[eCTBYIOIIUX, B TOM YHUCJIE KPYITHBIX
MPEeANPUITHUAX.

e OHa 0 TOM, KaK TPaANIIMOHHBIN MEHEKMEHT U MEHEKMEHT, KOTO-
DB 1 HAa3bIBAIO NPeONPUHUMAMEbCKUM, MOTYT IEICTBOBATh BMECTE.

e OHa 0 TOM, YTO HY)KHO [leJIaTh cTapTarnam MIOMKUMO HCIIOJb30BaHUS
MeToz1a GepeKIMBOTO CTapTana, KOrjla OHU CTAJKUBAIOTCSA C Ipobiie-
MaMU, BBI3BAHHBIMU OBICTPBIM POCTOM U YBeJTHMUYeHUEM MaciiTaba.
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e OHa 0 TOM, KaKUM JI0JDKEH OBITh Npolecc OpraHU3alMOHHBIX Ipeobpa-
30BaHUM, YTOOBI MPHUOIU3UTH KOMIIAHUIO K IIPUHIIAIIAM OepEeKIHBOr0
MIPOU3BO/JCTBA Y UTEPATUBHBIM METOJaM PabOTHI.

S mpoBepsT ¥ OTTAYMBAJ 3TOT HOBBIM MOAXOJ C MHOTOUYMCIEHHBIMU
MeHe[KepaMM M OCHOBaTeasaMH. { OBLT ¢ HUMU Ha MepefoBO, 3amy-
CKas HOBBIE NIPOAYKTHI, CO3ZaBas HOBble KOMIIAHUY, M300peTas HOBBIE
WT-cucteMbl, aHaMu3upysd GUHAHCOBBIE TPOIECCHI, TIepecMaTpUBas
KaZIpOBYIO paboTy U CTpAaTeruu MpOAaXX — TO €CTh Ziesiasi BCe, YTO TOJIbKO
MOXKHO cebe npeZcTaBUTh. S paboTas c pyKOBOJUTENAMU CaMBIX Pa3HBIX
moZipa3zieIeHuil — OT 1leNoYeK MOCTABOK U IOPUAUIECKOTO 0beceveHUs
[I0 MCC/IeZIOBaHUM U pa3paboTok. 1 mo3HaKoMuics ¢ paboTOH B caMbIX
HEOXXUJAHHBIX OTPAaC/SAX: C INyOOKOBOAHBEIM OypeHHEeM, 3JIeKTPOHUKOM,
aBTOMOOWJIECTPOEHUEM, MOZIOH, 3/[paBOOXpPaHEHUEM, BOOPYKEHHBIMU
cuiaMu, o6pazoBaHreM — U MHOTHUM JAPYTHUM.

HoBEIi1 TOAX0/, OCHOBAH He TOJILKO Ha MOel HEMToCpeICTBEHHOH paboTe
C KOMIIaHUSIMH, HO ¥ Ha MYAPOCTH BCETO JBIIKEHUA JUAEPOB, OIU3KUX
Mo Ayxy u obpasy MbinieHus. OH MOAKPEIIeH MPaKTUYeCKUMU Hcciie-
JOBAHUAMU U IEHHBIM ONBITOM, KOTOPHIN 5 MOYEPIHYJ U3 CAMBIX pas-
HBIX UICTOYHUKOB — Yy U3BECTHBIX MUPOBBIX KOpIoOpaluii, Takux kKak GE
u Toyota; y TEXHOJIOTMYECKUX TTEPBOIPOXO/LIEB, TAKUX KaK Amazon, Intuit
u Facebook; y 6bIicTpopacTymux cTapTamnoB HOBOTO IMOKOJEHUs, TAKHUX
kak Twilio, Dropbox u Airbnb; a Takxke y 6ecunclIeHHOTO MHOXECTBa
TOJIBKO YTO BO3HUKIIUX MPEANPUATAN U MPOEKTOB, O KOTOPHIX BBl HUYETO
He CJIBIIIAJM — HO 3TO IMOKa. Y, 4To, HaBepHOoe, caMoe YAWUBUTENbHOE,
Y UHHOBATOPOB, CTPEMAIINXCS pepOPMUPOBATh CaMble IPEBHUE U CAMbIE
6I0pOKpaTUYECKHE CTPYKTYPHl B MHpPe, — B TOM YHCJIE aMepUKaHCKUe
deneparbHble MHCTUTYTEL.

Myzpble ¥ JaJbHOBUAHBIE PYKOBOJAUTENN B CAMBIX Pa3HBIX 00JaCTAX
BCEr/]a TOTOBLI K HOBBIM BO3MOXXHOCTSIM, — 8 UMEHHO K COYETAaHUIO JIy4-
IIET0, YTO CYILIECTBYET B MPUBLIYHOM YIIPABJIEHUH, U TOTO, YTO TOJBKO
MOSIBJISIETCS B TaK HAa3bIBAEMOM MPEATTPUHUMATETHLCKOM MeHEKMEHTE.

Pa6oTas ¢ HUMH, A YBUZEJ, YTO IIPeATTPUHUMATEIHCTBO U IPEATIPUNM-
YUBOCTH CIIOCOOHEI BAOXHYTh HOBYIO JKU3Hb B yIIPaBJIE€HYECKOE MBILIUIEHHE
ZIBaZIlIaTh TIEPBOTO BeKa. DTO yKe He MPOoCcTo paboTa B KOHKPETHOM 061a-
ctu. OTO yMeHUe paboTaTh Be3/ie — Be3/le, I7le MOXKEIb U I7le XOYelllb.

51 Ha3bIBAIO 3TO YMEHHE «METOJOM CTAPTAIIa».
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NATb NIPUHUMNNOB CTPATANA

Mot meToz mozgpasyMeBaeT coueTaHHe TBEPAOCTU OOLIUX NMPHUHIIUIIOB
MeHe/KMeHTAa C UTepaTHUBHON IIPHUPOZOH cTapTanoB. JTO crucTeMa peAIpy-
HUMAaTeIbCKOT'O MeHePKMEHTA, KOTOPas MOXKeT MCIOIb30BaThCA B JIIOOOM
opraHu3saluy, cTpeMsAllelica K HellpepbIBHBIM NHHOBAIUAM, — BHe 3aBU-
CHMOCTH OT ee MaciTaboB, Bo3pacTa WX 3aJad.

BcioMHUM ompezenieHue cTapTana, KOTOPOe s NPeAOXUJ BHIIIE.
[TocKo/IbKY IpeAIPUHUMATENbCTBO — 3TO BCEr/ia IIOCTPOeHHe HEeKOero
MHCTHUTYTA, OHO HEIIPEMEHHO CBA3aHO C ympasyeHHeM. /I crapramna
[peAIpPUHUMATEIBCTBO — 3TO YIIPaB/IeHYecKas JUCHUIUIMHA, HOBas cxeMa
opraHu3allly, OLleHKU U paclipefieJieHus pecypcoB, HEOOXOAUMBIX KOM-
naHuu. Oto prrocodus, 3aMeHAONAA YCTapeBUINH MAa0I0H, KOTOPBIH
TAHET Ha3aJ MHOTYe KOMIIaHWUM, U JAloNias HOBYIO cXeMy paboThl A
COBPEMEHHOT0 IIPeANPUATHSA, KOTOPOe CTPEMUTCA K YCTOHYUBOMY POCTY
IyTeM IOCTOSTHHBIX MHHOBANUH. MeTo/ cTaprana 3aMeHseT CyLIeCTBYIO-
MIyIO CHCTeMYy MeHeXKMEeHTa, OTPaHUIeHHYI0 IUITAHUPOBAHUEM U IIPOTHO-
3UpOBaHHEM, CUCTEMOH, KOTOpas IIpeKpacHo cebs YyBCTBYET B YCIOBUAX
CTPEMUTENbHBIX U3MEHEHNI U HEOIlpeleIEHHOCTH.

BOT mATh OCHOBHBIX IPUHIUIIOB ¢rutocodpuu craprarmna.

1. HEITPEPBIBHBIE MTHHOBAIIMW. MHor1e pyKOBOAUTENU CTPEMATCA
K TOMY, YTOOBI HAalTH OZHY IMIaBHYIO MHHOBauwio. Ho a1 foarocpod-
HOI'0 POCTa HY>KHO JIpyroe: IOCTOSHHBIMN IIOUCK BCe HOBBIX IIPOPHIB-
HBIX pellleH!I, OCHOBAHHBIX Ha TBOPYECTBE U TaJlAHTAaX PAOOTHUKOB
BCeX YpPOBHeM.

2. CTAPTAII KAK DJIEMEHTAPHA{ PABOYA{A EAVHUIIA. YTo65H!I
co3JaBaTh IUKJIBI HETIPEPHIBHBIX UHHOBAIMM, KOMITAHUAM HYXHBI
KOMaH/IbI, CITOCOOHBIE DKCIIEPUMEHTHUPOBATh U UX HAXOAUTh. DTU
KOMaH/Ibl ¥ €CTb T€ CaMble BHYTPEHHUE, WIN «BCTPOEHHBIE», CTAPT-
ambl, U i1 HUX TpebyeTcs ocobast opraHU3alMoOHHas CTPYKTYpa,
MoAIepKUBAlOIIasA UX paboTy.

3. HEJOCTAIOIIA ®YHKIIVIA. Eciu BBl BHOCUTE CTapTambl B CBOIO
OpTraHMU3aI[MOHHYIO SKOCHCTEMY, VIIpaBleHre UMH TpeOyeT 4ero-To
6OJIbIIETO, YeM TPAAUITMOHHBIN MeHeIKMEHT. BOIbITMHCTBY opra-
HU3alWi He XBaTaeT KJIOUYEBOU AMCHUIUIMHBI — MpeANpUuHUMA-
TeJIbCTBA, — KOTOpasi He MeHee BakHa i OyZAyIlero ycriexa, 4eM
MapKEeTUHT WIN GUHAHCHI.
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4. BTOPOE OCHOBAHUE. OcyiuecTBisis Takue rrybokue mpeobpa-
30BaHUs B OPTaHU3AIMOHHOM CTPYKTYpE, BBl KaK OyATO co3zaere
KOMIIaHUIO 3aHOBO, HEBAXKHO, €if MATh JIET WK CTO.

5. HEIIPEPBIBHBIE ITPEOBPA3OBAHMA. Bce 3T0 TpebyeT OT mpea-
MPUSITHS Pa3BUTHS HOBOM CIIOCOOHOCTH — CITOCOOHOCTH MePEKOAU-
poBaTh opranusanuonuyio /IHK B 0TBeT Ha HOBbIe I pa3HOOOpa3HbIe
3aZ,a4u BpeMeHHU. EnHOpa3oBoe mpeobpa3oBaHUe MPOCTO HEAOIY-
ctuMo. Eciy KoMIaHusA Haluia crnocob OCyIIecTBISTh U3MEeHEHUH,
OHa MOXKET — U JIOJDKHA — OBITh TOTOBA K TOMY, YTOOHI ITPOAETHIBATD
3TO B OyAyLIeM MHOTOKPATHO.

BajkHO cpa3sy MOAYEPKHYTh, YTO STOT METOJ PabOTH HE 03HAYAET, YTO
abCoM0THO BCe KOMaHbl B KOMIIAHUHU JOKHBI OBITH PEOPTaHU30BaHbI
110 IPHUHIMIIAM cTapTama. TOYHO Tak ke 9TO He O3HavaeT, uTo Bce 6e3
HUCKJIIOYEHUS PaOOTHUKY BOJIIIEOHBIM 00pa30oM JOJIKHEI HadyaTh JeHUCTBO-
BaTbh KaK MpeAlpuHUMAaTend. 1leb Mepexoia Ha 3TU MPUHITATIH — obe-
CIEYUTh KOMaHJaM-CcTapTanaM ycao8us 08 pabomsl U AaTh KaKIOMY
COTPYAHUKY 803MONCHOCMb A€HACTBOBATD MO-IIPEAIIPUHNMATEIbCKHA. JTO
TTO3BOJIUT ABUTATbCA BIEPE TEM JIIOAAM, KOTOPbIE OT IPUPO/BI CKIOHHI
K TaKOM JesITeIbHOCTH — WK BYAYT €10 3aHUMAaThCS [TPY HAJTMYHH JO/DKHBIX
CTUMYJIOB ¥ IOOIIPeHUsA. [Ipr 5TOM KaXKIbI MEHEIKEP KOMIIAHUH JO/DKEH
CTaThb 3HATOKOM MHCTPYMEHTOB MPEAIPUHUMATEIBCKOTO MEHE/KMEHTA,
Jla’ke TOT, KTO He paboTaeT HeITOCPEACTBEHHO C BHYTPEHHHUM CTapTallaM.
OHU J0/KHBI IOHUMATh, II0YeMY P/l COTPYAHHUKOB paboTaeT I10-HOBOMY,
JOJDKHBI CITpANiBaTh C HUX COTJIACHO HOBHIM CTaHJapTaM M 3aMevarTh,
KOT/la UX MPUBBIYHBIE GYHKIINU, HAaTIpuMep B paboTe ¢ nepconanom, UT,
IOPUANYECKOM O0eCIeYe N U IIPOYEM, MEIIAI0T HOBBIM ITOAXOJAM.

KHUTA

O10 He ManudecT. MaHUPeCTOB HaM U TaK XBaTaeT. B Mupe MoIHO rypy
Y 3KCIIePTOB, BHYIIAIOUMX HAM, YTO HYXXHO JBUTaThbCsA ObICTpee, MBIC-
suTh 60JIee THHOBAIIMOHHO U He3alopeHHo. Yero HaM He XBaTaeT — TakK
9TO KOHKpeTHKHU. Kak MMeHHO JOCTUYb 3TUX Pe3yJAbTaToB? JTa KHUTa —
IIONBITKA BOCIIOJHUTh HeJocTalollye JeTanu. B Hell pejaraloTcs Moz-
KpeIUIeHHbIe OIIBITOM METOJWKHU, KOTOPBIe IIOMOI'YT 3aHOBO Pasedb AyX
IIpeANIpUHUMATEIbCTBA B OpraHU3alluid — WIU He JaThb eMy IIOTepATh
CBOIO M3HAYaJbHYIO POJIb.
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Ecu BB PYKOBOAUTENh — KOMIIAHUW WU OTAENIbHOW KOMaHIbI, —
3Ta KHUTA MPEZOCTABUT BaM MOJIENb, TI0 KOTOPOH BBl CMOXKETE MPOBECTU
mpeobpa3oBaHus, YTOOBI HAMTH HOBbIE UCTOYHUKHU JOJTOCPOYHOTO POCTA.
BrI y3HaeTe, Kak CO34aTh CTPYKTYPHI OTYETHOCTH, KOTOPHIE OYAYT CIIOCO6-
CTBOBaTh MPOJAYKTUBHBIM MHHOBAIUAM — A€HCTBUTENBHO IEHHBIM JJIA
Balleil KOMIIaHWM. BBl HayYUTeCh CTPYKTYPHUPOBATh OM3HEC-TIPOIEeCCH
TaK, YTOOBI OHU /JaBajyd BO3MOXXHOCTH BBITIOJHUTH 33/Ia4U HAWIYYIIINM
obpasom. Kpome Toro, Bb 06peTeTe HOBOE TTOHUMAaHKE CBOEH POJIM Kak
Juziepa — POJId, KOTOpas CHIbHO OTJIMYAETCS OT TOTO, YEMY /IO CHX IIOP
ydat MHOrve nporpaMMbl MBA 1 4ero XoTAT UHBECTOPHI U WIEHBI COBETA
nupektopoB. CkoTT Kyk, ofWH U3 OCHOBaTesel U Tmpefce/iaTelb COBETa
OVUPEKTOPOB Intuit, OMUCHIBAET 3T U3MEHEHUT KaK CMEHY MTepPCIeKTHUBHI.
BmecTo TOrOo, 4TOOH! «UrpaTh B Lle3aps» (pemaTs, KAKUM IIPOEKTaM JKUTh,
a KaKUM — YMEPETh), BbI IOJIKHBI «UTPATh B YY€HOT0» (ObITh TOCTOSTHHO
TOTOBBIM K TIOWICKY OTKDBITUI). DTO cZenaeT Banry paboty 6osiee MHTe-
pecHOU U 3pPEeKTUBHOM.

MerToz cTapTamna, OCHOBaHHBIA Ha OMBITE PEaJbHBIX KUBBIX OpPTaHU-
3a1uii, KOTOpHIE YCIIENTHO BOIUIOTUIN 3TU MPUHITUIIEI B CAMbIX Pa3HBIX
oTpacisax U chepax JeATeTbHOCTH, MOAPOOHO OMUCHIBAET KOHKPETHBIE
IIary, ¢ MOMOIIBIO KOTOPBIX BaM YIaCTCA BBIZIETUTH MPeAITPUHUMATENIbCTBO
KaK OCHOBHYIO JUCIUIUIMHY AJd KaKA0M KOMIIAHWUU U JaXKe U3MEHUTh
MEeHTaJIUTET BHICIIETO PYKOBOZCTBA. biiarogaps moeii pabore ¢ GE s mosy-
YHJI BO3MOXKHOCTh IIPOBECTH BAC IO «3aKYJAUChIO» TeX IMpeobpa3oBaHui,
KOTOpbIe OBLTH MMPOBEAEHHI C TIOMOIIIbIO TporpaMMbl FastWorks v KoTophie
MPEKPACHO WLTIOCTPUPYIOT UZEH, TO3BOUBINKE azanTupoBaTh GE k ycio-
BUAM Oyaymiero. Takxe f MOJENIOCh TOAPOOHBIMU UCTOPUSMU U APYTUX
OopraHu3aIui, IPOIIeANIUX TOT XKe TyTh.

B vacrtu 1, «CoBpeMeHHas KOMIIaHUsI», MBI pazbepemcs, moYeMy Tpasiu-
ITMOHHBIE YIIPaBIeHYECKHE METO/IbI OOJIbIIIE HE BHIMOMHAIOT CBOUX QYHKIIUM
¥ TIOYeMy UMEHHO ceifuyac HacTaa MOMEHT, KOT/ia IpeAIpUHUMAaTe bCKUH
MeHePKMEHT HaCTOJIBKO Ba’keH. MBI TOTOBOPUM O HOBBIX CITOCOOHOCTSIX
U nmpueMax B paboTe, KOTOpble HEOOXOAUMBI CETOAHS JIsI I060# opra-
HU3AIUH.

B nepBoii 4acTu 0OBSACHSAETCS, IIOYEMY «CTapTall» CTAHOBUTCSI HOBOU
paboueli efuHUIlEN B YCIOBUAX KpalHell HeOIlpeAeleHHOCTH U KaKue
TpebyIoTCs yCI0BUS, YTOOH! CO3AaTh MTOPTdEh CTapTAIIOB BHYTPU OpraHu-
3a1uy. MBI IOTOBOPUM O TOM, KaK 3aJI0XKUTh OCHOBBI CTPOT'OM OTYETHOCTU
JUIT THHOBAIIMOHHBIX TIPOEKTOB, JlaXKe B CUTyalluAX KpaiHel Heompe-
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JeJIEHHOCTH, TAe AOOUThCA MJIaHMPOBAHUSA U MPOTHO3UPOBAHUS TPYAHO
WIX HEBO3MOXKHO, a TaK:Ke O TOM, KaK u30eXaTh TaKHUX MeP KOHTPOJIA,
KOTOpbIE HEPEJKO YOUBAIOT CTOAIIME WHHOBAIIMOHHEIE TPOEKTH. Kpome
TOT'0, MBI O€IJIO IMTPOMAEMCS TI0 OCHOBHBIM ITYHKTaM M IIpolieccaM, ogpoOHO
OIMCAaHHBIM B KHUTe «BH3HEC C Hy/lIs», TAKUM KaK MUHUMAILHO pabomo-
cnocobHblil Npodykm, CMeHa cTpaTeruu (pa3BopoT) U IUKJI «CO3aTh—OIle-
HUTb—Hay4IUTbCS».

B yactu 2, «[L1ad mpeo6pasoBaHmii», Mbl yIJIyOUMCA B MHOTOYHCIEHHEIE
«KaK» MeTo/ia cTapramna. Korja komaHgam yzaeTcss OpraHu30BaTh paboTy
10 METOAY CTapTala, X, ECTECTBEHHO, TAHET K HOBBIM Y HEIIPHUBBIYHBIM
npoiieccam. Ml UccaeAyeM 3TH HeCcTaHAapTHbIE METOABI PAGOThI, YaCTh
KOTOPBIX OCHOBAHBI Ha U/iesdX OEepeXJIMBOrO CTapTara, a 4acTh — COBEP-
IIIEHHO HOBHIe. TaKk:Ke MbI IIOTOBOPHM O TOM, KaK YPeryJIrupoBaTh KOHQIUKTEI
MKy STUMU HOBBIMHU IIPOLIECCAMU U TPAJUIIMOHHBIMM CHCTEMaMU, B TOM
yrcIe KOHQIUKTH MEXAY MeHePKepaMUy CpeJHEr0 3BeHa, KOTOPhIE BO BCe
BpeMeHa ObUTH yOUIIIaMH IIporpecca.

B pesysbTaTe HelIpEPhIBHBIX MHHOBAIIMM COBpeMeHHAs KOMITAHUS IOJIy-
YaeT He TOJMbKO HOBBIE IIPOPHIBHBIE MIPOAYKTHI, YCIYTH, BHYTPEHHUE CUCTEMBI
¥ KOMMepUecKHe IIpeuMylecTBa. IHHOBaIlUM TaKyKe 00eCIIeYNBalOT BO3-
MOKHOCTh cHOPMHPOBATh HOBYIO KOPIIOPATHUBHYIO KYJIbTYDPY, B KOTOPOM
TIpeATPUHUMATENbCKOE TBOPYECTBO PACIIBETAET HA BCEX YPOBHIX OPTraHU-
3anuu. MBI BBIACHUM, KaK CO3ZlaHHE KOPPEKTHBIX ITPOLIECCOB ¥ OTYETHOCTU
[I03BOJIIET STOH HOBOI KY/JIbTYpPE PacIpOCTPaHITbCA U Pa3BUBAThCA.

MBI pacCMOTPUM HOBBIE TPeOOBAHUA K ITEPCOHANTY, HAIMY ¥ Pa3BUTUIO
HaBBbIKOB U CITOCOOHOCTEH, KOTOPBIE MIPEABIB/IAIOT HOBbIE METO/BI PAOOTHL.
Msl pasBeHYaeM OIIHMOOYHOE, HO OYeHb IIHPOKO pacIpoCTpaHeHHOe
MHEHUE O TOM, YTO /JII TOTO YTOOBI IEPEUTH K IIPeAIIPUHUMATENbCKUM
MeTOZaM, HEOOXOAMMO YBOJUTDH CYIIECTBYIONIUX COTPYAHUKOB U HaWTU
HOBBIX «CyIlep3Be3/». Bo Bcex 6e3 MCKIIOUYeHUA OPraHu3aInsIX, C KOTO-
pBIMU S paboTaJji, B TOM YHCJIE U3BECTHBIX BCEM IO crucKy Fortune 500,
s HaIlleJ ICTUHHBIX TIPeANPUHUMATENIEH Cpeir UMEIOIITUXCSA COTPYAHUKOB.
Mgl 06CyAYM, KaK BRIBECTH 3THX TaJaHTIUBBIX JIOAel 13 TeHU, IIOCTPO-
UTh CUCTEMY OOyYeHUS U TOANEPKKU U B KOHEYHOM HUTOTE MMOMOYb UM
JOCTUYB ycrexa. Mbl yBUAMM, KaK MOXXHO IIpeoOpa3oBaTh BHYTPEHHUE
GH3HeC-MPOIleCcChl, BKAIOYAs yIpaBjeHHe IIepCOHAIOM, IOpHINIECKOe
obecneuenuve, punaHchl, T u cHabKeHME, YTOOBI OHU CIIOCOOCTBOBAH,
a He Mellajii UHHOBAIUAM. MBI paCCMOTPUM XapaKTepHbIe TIPOOIEMBI,
BO3HMKAIOIIHE B IIPOliecce HelpephIBHEIX NHHOBaIHM. HakoHell, MbI IIpH-
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CTAJBHO B3IJITHEM HAa IPOIleCC U MeXaHU3MBI yuema UHHOBAUUOHHOLL
desmenvHocmu, Ha GUHAHCOBYIO CTPYKTYPY, KOTopas obecrneyrnBaeT
HOBBIH CTUJIb PAabOTHI.

B yacTu 3, «Obmas KapTHHa», MBIl IOTOBOPUM O TOM, YTO TPOUCXOAUT
MOCJie TOTO, KakK Mpollecc mpeobpa3oBaHus «3aBepllieH». A BepHee CKa-
3aTh, O TOM, YTO Ha CaMOM /iejle OH HUKOIZa He KoH4yaeTcs. KoHeuHas
I[eJTb MeTOZa cTapTana — CZelaTh TaK, YTOOBI OpraHU3anusa HaXOAWIach
B COCTOSTHUM HETIPEPHIBHBIX TIPe0Opa30oBaHuUid, YTO MO3BOJIUT €l IIPOITBETATh
pu Jito0bIX 0b6cToATENBCTBAX. JlyMaro, 9YTO MOL00HYI0 THOKOCTh MOXKHO
HCII0/Ib30BaTh 3HAYUTENIBHO MUPe, TO3TOMY ITOC/IeZIHYE TIaBhl TOCBAIIEHB
60J1ee MacIITaOHBIM TTOCIEACTBUAM IPUMEHEHUS 3TOM HOBOU CTPYKTYPBI
B rOCY/ZIapCTBEHHBIX UHCTUTYTAX JJIs PelleHUs MPOoOIeM, C KOTOPBIMU MBI
BCe CTAJIKUBaeMCsl KaK YiIeHb O0IIecTBa.

YYUTECD MbICJIUTb NEPCNEKTUBHO

Crnezyst KOHIIENIINY 6ePeKIUBOTO cTapTana, 1 6yy 4acTo BO3BpaIiaThCsa
B 3TOM KHUTE K [JTABHOMY BOIIPOCY: KaK KOMIIAHUAM J0OUThCS TO-HACTOSIIEMY
ZIOJITOCPOYHOTO POCTA U PE3YIbTATOB? V3 BceX TeM, KOTOPBIE 1 00CYKAAI0
C JIFObMMY, CETOAHSAINIHNE MeHEe/KEPHl Y OCHOBATENU KOMIIAaHUM UMEHHO
3Ty BOCIPUHHUMAIOT Haubosiee aMoIMoHaMbHO. CHOBA U CHOBA S BCTpe-
4aro JII0Zel, KOTOphIe OTYATHHO CTPEMATCA YBUJETD AOJITOCPOYHYIO Iep-
CTIEKTUBY /IJIsI KOMIIAHUU U OCTaBUTh TIoCe cebsl Hacaelre, COCTOSIIee
M3 BOKHBIX ITepeMeH. Ho OHU TO U Z1eI0 OKa3bIBAIOTCA Pa30v4apoBaHHBIMU
M3-32 CHFOMUHYTHBIX TPeOOBaHUM CYIIeCTBYOIIEel cucTeMbI Ou3Heca. [
MHBECTOPOB IOCTATOYHO JIBYX-TPeX HEYAAYHbIX KBaPTaJIOB, YTOOBI TIOTpE-
60BaThb ITepeMeH, a TaK)Ke cepbe3HbIX CIBUTOB BO BHYTPEHHE! MOJUTHKE
KOMIIaHUYM — Ha BCEX YPOBHSX, CHU3Y [IOBEPXY.

B0o3MOXXHO, BaM Ka)XeTcs, YTO OpraHU3al[usd, OlleHUBAIOIIasi CBOUX
COTPYZHUKOB IO YKECTKUM KBapTaJbHBIM ITOKA3aTEeIIM — KakK 3TO JeJIaloT
ceroZiisi OOMBUTMHCTBO KOMIAHUM, — HACTPOEHA MOOIMIPATH OBICTPOE
SKCIIEPUMEHTHUPOBAHUE B CXKaThle CpOKU. OHAKO HA Jiesie TPOUCXOJUT
Hao00poT. V3-32 KOPOTKUX CPOKOB BCE, UTO OJDKHO OBITH CZIEJIaHO 33 OAUH
KBapTaJl, He0OXOANMO ITPOrHO3UPOBATE, YTOOBI HA OCHOBAHUH NOTyYEHHBIX
pe3yJabTaToB JieaTh AajlbHENUIINE pacuyeThl. BMECTO TOTO, YTOOBI, MBICJIA
KPaTKUMHM CPOKaMU, BUZIETh BO3MOXXHOCTH /IJIT UHHOBAIUM, KOMIIaHUU
YBSI3aI0T B KOHCEPBATHU3Me U QOKYCHPYIOTCA TOJIBKO Ha TEX NMPOEKTaX,
KOTOpBHIE, TT0 UX MHEHUIO, TPUHECYT MAaKCUMATbHYIO MPUOBUTH B 3TOM



BBEOEHWE

KBapTajle WIHU B 3TOM rofy. IHEBIMU cJIoBaMU, OHU MPOZOJIKAIOT JejaTh
TO JKe caMoe, ¥ He Ba)XXKHO, paboTaeT 3To win HeT. Kpome TOro, KoMmnaHus,
CTpeMAMAACA OBITh IIPEJCKAa3yeMOU B KPATKOCPOYHOH IEPCIIEKTUBE, TaKKe
HeJOCTAaTOYHO TIOATOTOBJIEHA K TOMY, YTOOBI ee KOMaHZBl OTBEYaIH 3a
6osiee IMUTETbHBIE TPOEKTHI.

MHe KakeTcs, UYTO HOBast KOHIIEMIINSA, U3JI0KeHHasA B 3TOU KHUTe, MOXKeT
JlaTh BaM KOHKPETHBIE OPUEHTHPHI 7T TOTO, YTOOBI YUTH OT STOU JUIEMMBI
U [IepEeUTH K HOBOH, boJlee yCTOMYMBOM, CCTEME, TapaHTUPYIOIIEH Z0JIro-
CPOYHBIN POCT U TUOKOCTb.

A Temepb, KorZla BbI IOHSIU, YEr0 MBI XOTUM JOCTUYb — a MUMEHHO
U3MEHUTDb CTUIb PabOTHl COBPEMEHHOM KOMIaHUU, — AaBaiTe HAYHEM.
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YACTb 1

COBPEMEHHAA
KOMNAHUA



«BbICTPbIU POCT KOMMAHWUU TPEBYET
U BbICTPOIrO POCTA EE NIOOEN»

B 2006 r. BaM, HaBepHOe, 1 B rofloBy Obl HE MPWLLAO apeHaoBaTh
UYXKYIO KBaApPTVPY BMECTO TOro, 4Tobbl 3aOpOoHMpOBaTbh HOMEP
B Hilton. Cenvac, 6narogapsa Airbnb, aTo genatoT MUANMNOHbI
noger'. 3Ta KoMNaHUs aKCnepUMeHTabHa NoO CBOel cyTu. MHaue
OHa HW 3a 4YTO Obl HEe OBHaPYXWNa LeNbll CKPbITbIM PbIHOK U ee
PbIHOYHAsA CTOMMOCTb He Bblpoca Obl 3a aecaTb net no 30 Mnpa
n0onn. Yto xe elle MOXXEeT MeHTaNlbHOCTb CTapTana AaTb KOMMa-
HUK, KOTOPAasa TOMbKO YTO ob6pena OrpoOMHbIN ycnex, COBepLIMB
PEBOMOLMIO Ha PbIHKE?

Yepes HecKoNbKo NeT nocsie noasneHnsa Airbnb ee nepsasa
KOMaHda Havana MckaTb BO3MOXHOCTM pocTa. OHW nobaBunam
HOBbIE XaPaKTEPUCTUKKM CBOEMY MPOAYKTY, B TOM 4yMCNe Noa-
TBEPXKOEHVE MNYHOCTW MOMb30BaTENEN M CTPAXOBKY A9 XO39€B
HEeOdBVXKVMOCTU, YTOObI YKPENUTb AoBepue K nnathopme. Kpome
TOro, ONg NPUBNEYEHUS AENOBbIX MYTELIECTBEHHMKOB Obl10
3aKNoYeHo napTHepckoe cornawenme ¢ Concur Technologies.
HO OHU NOoHUMaNW, YTO ANA NPOAOIKEHMNS POCTA HYXKHO UYTO-TO
coBepLUeHHO nHoe. «Mbl cnpocunmn cedbsa: “Yto ganbwe? Kyna
BCe 3TO ABMXKeTCca?”» — BCNoMumHaeT o 3aade, OauH 13 nepBbIX
COTPYOHMKOB KOMMaHWK, B HacTOSLLEe BpeMsa ee BuMLe-npe3n-
neHT no nNpoaykty. OcHoBaTenb Airbnb Bpanan Yeckun rosopuT,
ornagbiBaschb B npoLunoe: «Y MeHa 6bi10 ollyLleHMe, 4To Hago
CPOYHO UTO-TO MPEeAnPUHATb, MHaue BCe pyxHeT. YTo Henb3da
OCTaBaTbCA MPEXHUMU».

3ane 1 Yeckn NoHaNu: gnga n3obpeTeHmns 4ero-to abCcontoTHO
HOBOIO VM HY>XKHO BPEMSA U MPOCTPAHCTBO A4/19 9KCNEePUMEHTOB —
TO, UYTO Y HUX ObINO B MOMEHT 3anycka KoMnaHuu tnaronaps
0BCTOATENBCTBAM M YTO NepecTano ObiTb MPUOPUTETOM MO Mepe
ee pocTa. OHW Nogodbpanm 13 COTPYAHUKOB KOMMAHMM HEOOMbLUYIO
KOMaHOy noa PYyKOBOACTBOM CaMOro Yecku, KOTopas nepsbiM
nNenoM opraHmsoBana BcTpeuy B GuiepMaHc-Yopd, »KMBOMKUC-
HOM yrofake ¢ BMAoM Ha 3anme CaH-OpaHumcko, Anbkatpac



1 MOCT 30M10Tble BopoTa, rae rynatoT TonMnbl TYPUCTOB U padoTaeT
Macca CYBEeHVpPHbIX NaBok. B pe3ynbrate yepes HeCKOIbKO et
6bln 3anyuleH Airbnb Trips, cepBUC NANaHWMPOBaHWA NOE340K,
O3HaMEHOBaBLLMWM MEPBYID CEPbE3HYID 3KCMAHCUIO B UCTOPUK
KoMnaHuu. B rnaee 8 Bbl y3HaeTe noapobHee, 4TO MNPOKM30LWLNIO
Meay 2TOM BCTpeYem 1 3anyCKOM MPOAYKTA, a TakKe O CTPYK-
TYpPe Airbnb, No3BONVBLLEN COXPAaHUTb rMaBHbIN MPOAYKT M 3KC-
NepPUMEHTMPOBATb C HOBbIMUW MOEAMU, TaKMMM Kak Trips. 34ech
g XO4y MNOAYEPKHYTb POSIb TOM camMow hunocodum, KoTopad
CTOsN1a 3@ CNOCOBHOCTBID KOMMNaHWKM AenaTb CTaBKW Ha TO, YTO
MOXET MPUHECTU, @ MOXKET M He MPUHEeCTU ycnex, a He NPOCTO
fopabaTbiBaTb TO, UTO YXKe MPUHOCKUT Bbiroay. 3age chopMyam-
POBaN 3TO TaK: «bbICTPbLIM POCT KOMNAHUK TpebyeT 1 BbICTPOro
pOCTa ee Naen».

Airbnlb — ToNbKO oguH NPUMEP CTaPTaNOBCKOM CTPYKTYPbI,
co3datoLLer BO3MOXHOCTW A5 IKCNepuUMeHToB. B aTom kHUre
Mbl PACCMOTPWM Pa3/INYHbIE BapWaHTbl CTapTanos, B TOM yMncae
Dropbox, WordPress n Emerald Cloud Lab, 1 yBUAOMM, KaK Y HIX
370 paboTaerT.

KoHeuHOo, MHOrre CTapTarbl elle He AOCTUMIM Takoro ypOBHA.
Ho ecnn y HUX BCe MOAyUnTCHA, OHW AOOLIOTCA 3TOr0 AOBOJSIbHO
CKOPO. BaxkHO 3apaHee NpoayMbiBaTb YNPaBAEHWE POCTOM, a He
OaTb KpKM3Mca. 3HaTb, KAKMMM MHCTPYMEHTaMK Tbl 061agaellb
M B KaKWX YCNOBUAX OHUM UCMOMb3YKOTCA, — BOT K/HOY K YCTOM-
4YMBOMY W OONroBpeMeHHoMmy ycnexy. Kak ckaszan Apu lewep
n3 Palantir Technologies, «runeppocT — 6oMe3HeHHbIV NPoLecc,
M3ALHOCTb B HEM HEBO3MOXHA. EC/IM MW 3TOM Bbl UCMbITbIBaETE
TOYAHOCTW U CTPadaHMs, 3TO He 3HAYMT, YTO Bbl AeN1aeTe YTo-TO
He Tak; HaobOoPOT, Bbl BCE OenaeTe NpaBuibHO» .

B 37O 4yacT KHUIMM Mbl MOFOBOPUM O TOM, YTO 3HAUUT ObiTb
COBPEMEHHOWM KOMMaHMeN, a Takxke O npegnprHMMaTeIbCKOoMN
CTRYKTYPE, KOTOpasa HeoOxoarMa AN9 BbIXVBAHUA 1 BOMIOLLEHS
JONTOCPOYHOW NepcneKTBbl. YToObl MPeTBOPUTL B XIM3Hb A40/r0-
CPpO4YHble 3afa4K, HEOOXOAMMbl TepPNeHne 1 yoerxaeHHOCTb —
npeobpa3zoBaHMa He AenakTcs ObICTPO, — HO OpraHMsauuu,
OEeNCTBYOLME TakMM 0Opa3oM, MMetoT y4dllye LaHChl Ha Npo-
OOMXKeHMe akcnaHcuy. Mbl pazbepem a1eMeHTbl CTapTan-KyJsb-
TYPbl M OeATENbHOCTU, KOTOpble caenan KpeMHMeByto A0ANHY
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1 OpYyrme MecTa KOHLEHTPALMN CTapTanoB TakuMy AMHAMNYHBIMUA,
a TakXKe YPOKU 1 TeOPUIN 113 NPOLLIOro, KOTOPble CChOPMUPOBaNM
OCHOBY AJ1 HOBOTO YMNpaB/eHYeCKoro MeHTanmTeTa. /1, HakoHel,
Mbl OObeVHVM 3TU KOen B MeToq cTapTana.



