O.TPAYT. "BONBLUVE MNMPOBJIEMbI BOJIbLLUMX BPOHOOB"
3Ta KHUra nocBesilLeHa JHKEHTMbMEHY,
KOTOPbI MHOTME roApbl yroBapusarn MeHsi HanmcaTb Ha JaHHYo Temy.
£ octaBnio ero aHoHMMHbIM, 4TOBLI HE HaBrekaTb Ha Hero rHes. [Npeancrnosre

B nocnegHue rogbl pyKOBOAWTENM KOMMAHWM 3aHUMAalOTCH nouckamm obpasuoB AnA NoApakaHus ropasgo
aKkTuBHee, YyeM korga-nubo. Tom lMuteps (Tom Peters) cepbe3Ho nogaepan 3Ty TeHOEHUMO CBOEW kHuron "B
nouckax npesocxofctea” (In Search for Excellence, Harper & Row, 1982), MeBLLEN OrPOMHBIN yCrexX.

OpHako, npeBoCXoacTBO, cCOrnacHoO ToOMy, Kak OHO onpenerneHo B 3TOW KHUre, He O3HayaeT [OJSITOBEYHOCTU;
MHOIe U3 KOMMNaHuK, NPeasioXKeHHbIX B KHUre B Ka4yecTse 06pa3LI,OB Aana nogpaxaHua, okasanucb BnocneacTtsmmn
HeCoCTOoATEe IbHbIMW.

KHura ocHoBblBanack Ha nposefeHHoMm McKinsey nccnegoBaHum 75-T B BbICLLEN CTENEHN yBaXKaeMblX KOMMaHWN
n BkNMoyana B cebs OOWMPHbIE CTPYKTYPUPOBaHHbIE MHTEPBbLIO, a Takke 0b30p nuTepatypbl 3a 25 net. Ong
NPU3HaHUSA NPEeBOCXOAHbIM, KaxAbld U3 BeAyLUX npou3BoguTenen AomKeH Obin MMeTb 3HavYuTeNnbHOEe
npenMyLLecTBO Mo MoKasaTensM pocTa U 3KOHOMUYECKOro 340pPOBbsl 3a AOBOMLHO OONbLLON OTPE30K BpeMeHu. Ho
HECKONbKO feT CnycTs Mocne BbixoAa 3TOW KpawHe MNOMynsipHOM KHUMM, MHOTME KX 3TUX MPEBOCXOAHbIX
Npou3BOAUTENEN YKe MEepexuBany He nydyllne BpemMeHa, U cpeau HUX Takue komnaHnum kak Digital Equipment
Corporation, IBM, Data General, Kmart, Kodak. OrnsgsiBasck Ha3ag, MOXHO cKa3aTb, YTO fydllUM Ha3BaHWeM AN
3TOM KHUrK 6bino 6bl: "B nonckax ctparterun’.

YPpOoKn, KOTOpble MOXHO M3BMEYb M3 3TON KHUMM - TakK Xe Hesblbrnembl Kak MaTepUHCTBO MNWN S6M0YHBLIN NUPOT:
ByabTte 6nunxe k notpebuTento; nNpuaepXuBantTecb LEHHOCTEN MPeanpuUHUMAaTensCTBa; UuTe adeKTUBHBIN
noaxopn yepes nogewn; byabTe akTUBHBI U UCXOAUTE U3 COOBPaXeHWUn CTOUMOCTU; He oTBnekanTecb. OauH 13 Monx
NoBbUMbIX TPIOM3MOB - 3TO “CTpemneHune K AencTBuio". B KHWUre npuBoaaTCcs crioBa OAHOrO ToM-MeHemkepa
komnaHuu Digital Equipment Corporation: "Koraa B KOMNaHWu Criy4aroTCs KpynHble HENMPUSATHOCTHU, Mbl cobupaem
OECATOK OTBETCTBEHHBIX NULL U 3anvpaem KX Ha Hegenio B 3ane Ans 3acedaHuin. OHW HaxXoOsaT pelleHve u 3aTtem
NPeTBOPSAIOT €ro B Xu3Hb". Ho 3aTeM okasanocb, YTO OHU NPUHUMANU HeBEepHble pelleHUs. JTO CRULLKOM
BonbLuas LeHa, KOTopyto NPUXOAUTCS NNaTUTL 3a Ypok "[lecAaTb OTBETCTBEHHBIX N, B 3ane Ansa 3acedaHui”.

W nocnepytowme kHuru Toma MNutepca Takke BpsiA MU yKkaxkyT BaM BepHbld NyTb. COrnacHo KOMMEHTapusm
XypHana Fortune, "4yem Gonblie obwaewbes ¢ Mutepcom, Tem Bonblue ybexaaelwbes, YTo Bce 90-e roapl OH
pacckasbiBan 0 TanaHTNMBbLIX YyAayecTBax, TO €CTb NpuMepax, KOTOpbIM HEBO3MOXHO criefoBaTh" (13 Hos16ps
2000 roga).

Moaxe nosBunack nonynsipHas kHura [xevimca KonnuHza u Oxeppwu Moppaca "Co3agaHbl Ha Beka" (Built to Last,
HarperCollins, 1994), Takke ocHoBaHHasd Ha npumepax. B aTon kHWre aBTOpbl C Xapom nuwyT o "BonbLlumx
MpekpacHbix Cmenbix 3agayax”, KoTopble NpeBpaTUnM TakMe koMmnaHum kak Boeing, Wal-Mart, General Electric,
IBM n apyrue B TeX yCneLUHbIX rMraHToB, KOTOPbIMU OHU SABMSIOTCS.

Bce komnaHun, koTopble aBTopbl KHUrM "Co3gaHbl Ha Beka" BbiIOpanu B kadecTBe o6pasLoB AnA NOApaXKaHus,
6bInM ocHoBaHbl B nepuog ¢ 1812 roaa (Citicorp) ao 1945 roga (Wal-Mart). UM He npuwnocb CTONMKHYTLCS C TON
XecTovalllen KOHKYpeHUMen, KkoTopas LapuT B CErofHsILLHEN MUPOBON 3KOHOMUKE. KOHEYHO, Yy HUX MHOroe
MOXHO NEepeHsATb, HO OHW MMENU POCKOLLb pa3BMBaTbLCHA B Te BpPeMeHa, korga BegeHue 6usHeca 6bino ropasao
Honee npocTbiM Aenom. MNoaTomy 3T NpUMepbI Bpsa N NPUroasaTCA CErOAHALWHUM drpMam.

A npegnarato Apyror NoaxoA.

Jlydwe npurnageTbes K Heygadam, 3TO He TOMbKO MpoLLe, HO M NO3BOMSET TLWAaTeNbHO NpoaHanu3npoBaTb, YTO
paboTaeT, a 4UTo He paboTaeT. Ham Bcerga roBopunu, 4to Ha owmnbkax Hago yunTbes. XKnsHb cynepbpaHaoB ¢ X
He TONbKO B3neTamu, HO U NaAeHUsIMU NOMOXET HaM MOHATb TUNWYHbIE OWKBKN. Y Hac He OyaeT HegocTaTtka B
npumepax, Tak Kak O4eHb MHOrMe ycrneLlHble B NPOLLIOM KOMMaHUW UCTbITbIBAKOT cenyac TpygHOCTW.

Yutatenam Moux NpeablayLUnX KHUM y>Ke 3HaKOMbl MHOTME KOMMaHuW, cTaBline obbektamun ndyveHus. [a, s nucan
O HUX W paHbLLe, HO Ha 3TOT pa3 s paccMmaTpuBald MX No4 MUKPOCKOMOM, YTOBbl OBHAPYXNTb CKPbITbIE MPUYMHBI
WX TPYAHOCTEN U BHECTU HEKOTOPbLIE NPEANOXEHUS, KOTOPbIE MOrMn Obl NX CRAacTW.

3a kaxgown 13 aTUX UCTOPUIN CTOUT Y MOW NNYHBIN OMNbIT, BNEPBbIe NOMaBLUMI Ha CTPAHMULbI KHUMN. DTO HE KHUra
OTKPOBEHUI, a GecnpucTpacTHbIi aHanus3, KOTOPbIN MOMOXET YuTaTtensm MOHATb, Kak Nerko HauynmHaeTcs
OBWKeHWe BHU3, NpuBoAsLLee 6oraTyto ycnewHy KOMNaHuio K 60NbLUMM HEMPUSTHOCTAM. A OT 60MbLLNX
HENPUATHOCTEN N36aBUTLCS HENerKko.

maea 1. Camble pacnpocTpaHeHHbIe oLnbkun n pacnnata 3a HUX



370 GbII0 OYeHb AABHO M OYeHb Aarneko oTcloaa, Koraa s HauuHan cBoto kapbepy B General Electric. Bbino Havano
1960-x rogos, 1 Tenepb A NMoHMMalo, Kakoe 3To Gblno 3aMevaternbHoe Bpemsi. KOHKYpEHLMMN B HALLEM HblIHELLHEM
NOHUMAaHWUN eLLe He CyLLEeCTBOBaSIO.

MaBHbIM KOHKypeHTOM GE Obina komnaHusi, KoTopasi HasblBanachk Westing-house, HO Mo CErogHsILWHUM MepKam,
efBa N1 ee MOXHO Ha3BaTb HAaCTOSALLMM KOHKypeHToM. KomnaHus Westing-house Gbina y4acTHUKOM urpbl, Ho GE
CMOTpErna Ha Hee ckopee Kak Ha HeoGxoauMMocTb. Ecnn Gbl 3TOro KOHKypeHTa He Gblfio, NPaBUTENLCTBO B3SSIOCh
6bl 3a GE, 4TOObI NMUWUTL €e ToW HEOrpaHUYEHHOW BRacTU Hag "3NeKTpU4ecTBOM", KOTOPYIO OHa AeNCTBUTENBHO
Toraa umena.

HwkTo TOrga He aoymMman 0 BO3MOXHbIX MpocyeTax, NOTOMY YTO Npe3naeHTbl KOMnaHu1 nonaranu, YTo Bcerga
CMOryT BepHyTb ynyLleHHoe. (,D,)KeK Yanu elle He npuwen B GE. lNocne Toro, kak oOH BO3rnaBusil KOMMaHWIO, BCe
CTanu agymaTtb O BO3MOXHbIX nNpocyeTax ropas3ao 60J'IbLIJe).

UTO M3MeHUnoch ¢ Tex nop

CerogHsi cTONbKo KOHKYpPEeHTOB, 4YTO, €C/in Bbl AONYyCKaeTe OLIJI/I6Ky, OHM MFHOBEHHO 3axBaTbiBalOT Ball Ou3Hec.
Baww waHcol BEpPHYTb €ro cebe HUYTOXHO Marbl, pas3se 4TO KTO-HI/I6yLI,b M3 BalWlnX NpOTMBHMKOB B CBOK o4epedb
owmnbetcs. HageaTtbes Ha owmnbkm KOHKYPEHTOB - 3TO TO XX€ CaMoe, YTO y4acTBOBaTb B KpOCCE B Hagexnae, 4to
OCTalibHble CMOPTCMEHbI ynaayT. He oyeHb pasymMmHaa cTpaTterua.

Ewe xyxe, 4TO y4yacTHMKOB B KaxaoM 3abere oyeHb MHoOro. Kaxxgasa kateropusi Toeapa GykBanbHO HaBoaHeHa. S
HasblBalo "TUpaHuen Bbibopa". Y notpebutenemn Takon Bblibop, YTO N06oe HEBEPHOE ABWWKEHNE NOPOXAAET Aaxe
He oOHOro, a Lenyl apMUio KOHKYPEHTOB, FOTOBbIX BOCMOMb30BaTbCA BalluM npomaxom. W 4yto ocobeHHo
npuckopbHo, Ball BusHec HUKoraa yxe He BepHeTcda k Bam. OH 6yaeT notepsaH HaBcerga. (Uctopusa General
Motors BO BTOpOW rnase - Apkasi unniocTpaums 3Toro).

Owwnbka "Mbl TOXE"

MHorue nonaratoT, YTO OCHOBHasi MapkeTMHroBas npobnemMa - y6eauTb NoTeHUManbHbIX KIUMEHTOB, YTO UMEHHO Y
HUX NyYLWWiA NpoaykT unn yenyra. OHM roBopsaT cebe: "XoTb Mbl U NepBble, HO 3aTo Mbl Gyaem nyymMun”

MoxeT ObITb, Tak U ByaeT, HO ecnu Bbl ONO34anu 3aHSATb CBOK HULUY Ha pblHKE U BaM MpUMAETCA BCTYNUTb B
CXBaTKy C CONMMAHBLIMWU, MPOYHO OBOCHOBABLUMMUCA Ha PbIHKE KOHKYpEeHTamu, TO Balla MapKeTUHroBas cTparterus,
BEPOATHO, owmnbo4Ha. Bawe "Mbl ToXe" NpocTo He NpopBeeTcs.

MocmoTpuTe Ha ycunusa Pepsi No NpoaBWKEHWUIO HA PbIHOK HANWUTKOB M3 MMMOHA U nanmbl. HecMoTps Ha To, YTO
MOMKU C rasvpoBaHHbLIMK HaNWTKaMu B cynepMapkeTax 3abutbl, a 06bem UX NpoAaxK pacTeT OYeHb MeANeHHO,
Mencu 3anyctnna HoBbIM HanuTOK Sierra Mist, B npotuBoBec Sprite n 7UP. M 310 nocne AByX HeyAaBLUMXCHA
npegblayLmMx nonbiTok (Slice n npoaykTa nog Ha3saHueM "Storm").

PeknamHasi ctpaterusi Pepsi Gbifia HAYTO MHOE Kak "Myyliuid” rasvMpoBaHHbI HanuToKk. [JOH XaAcoH, rraBHbIN
BULle-Npe3naeHT Pepsi no ctpaTerum u MapkeTuHry, xsactarncs B Wall Street Journal, yto y Sierra Mist 6yger,

"6ornee YMCTbIN, NErkni, OCBEXatoLLMIN BKYC NMMMOHA U Nanmbl'”.

OTO Mbl, KOHEYHO, MOCMOTPUM, HO S HE PYyYaloCb 3a UX yCnex, Tak Kak Anst MeH 3TO CIIULLKOM YK MOXOXe Ha
cTpartervio "Mbl Toxe".

Ewe oanH HegocTaToK MCMOMb30OBaHWS cTpaTteruv “"Mbl TOXe" - 3TO TO, YTO Ha3BaHue 6paHaa, NepBbiM
NOSIBMBLUMMCS, Ha PbIHKE YacTO CTaHOBUTCH HapuuatenbHbiM. Y Xerox, Kleenex, Coke, Scotch tape, Gore-Tec,
Krazy Glue, Q-tips orpoMHOe NpenmMyLLEeCTBO Nepes KOHKYPEHTHLIMU "Mbl TOXE" NpoAyKTaMu.

Ecnun cekpeT ycnexa nexut npexae BcCero B CO3HaHuy Oyayuiux notpebutenen, kakyo cTpaternio BblouparoT
6onblUMHCTBO KOMNaHuA? CTpaTterno "nydwero npoaykta“. KoHKypeHTHbIN aHanu3 - oveHb nonynspHaa TeMa B
cepe aenoBoro MeHempkMmeHTa. NogaBaemas kak "obs3atenbHas cTpaTterus Ans NPOTUBOCTOSIHUA KOHKYpeHLmK',
OHa npefnornaraeT CpaBHEHWE W OLIEHKY MPOAYKLIMKN Ballen UpMbl U fyYLIMX NPOAYKTOB oTpacnu. 3TO OCHOBHas
COCTaBnsolasa npoLecca, 4YacTo Ha3blBAeMOro "MeHeXKMEHT ToTanbHoro kadectsa' (Total Quality Managment
(TQM)).

KOHKYpeHTHbIN aHanu3 He OEeNCTBYeT, TaK Kak He3aBWCUMO OT peanbHOro KayecTsa, MOAM BOCMPUHUMAIOT Kak
nyywmn ToT 6paHA, KOTOPbIA NEPBbLIM BOLLen B UX co3HaHue. Ecnu Bbl cneayete ctpaTterum "Mbl Toxe", Bbl
HaBcerga ocTtaHeTech "4ernoBekoM BTOporo copta’. MapkeTuHr - aTo 6opbba 3a BocnpusiTue notpeburenen, a He
6opbba caMmmx NPoaYKTOB.

Korga Bbl BbIXOQUTE Ha PbIHOK, ropasgo nydllas crpaterus - ato “[AuddepeHumanus”. Yem Bbl OTNMYaeTecb OT
OPYr1x UrpokoB B 3Tol kateropum? Ecnu Bbl MOXeTe BHATHO OObSICHUTL 3Ty pasHuLy, Bbl U3DEXUTE NOBYLLKMX "Mbl
Toxe". (Kak aTo caenatb nogpobHo pacckasaHo B Moewn kHure "OTtnuyanca nnu ympu” (Wiley, 2000)

Owwnbka "YT0 BbI NPOaaETE?"

BoamoxHo, Bac aTo yauBUT, HO OOBOJIbHO HacCTo A CTalikmBanca ¢ TeéM, YTO HEe MOry NOHATb, YTO Xe UMEeHHO Jntoan
NbITAalOTCA NpoAaTh. Oﬂpeﬂ,eﬂl/lTb Kateropuo npogykta npocTbiM U NOHATHLIM CMocobOoM - O4EHb BaXKHO.

Bonblune n maneHbkne KOMMNaHuM 4acto nepexwusarT TpyaHOE BpeMd, Koraa MM npuxogutca onucbiBaTb cBon
NPOAYyKT, 0CoBEHHO ecnn 3TO HOBbLIN NpPoOaYyKT, Unn U3roTOBMNEHHBIN C UCMOSb30BAHNEM HOBbLIX TEXHOSOMMIA.

Wnn xxe oHW onncbiBatoT NPOAYKT HenpaBuiibHO, YTO 06peKaeT BCE NX yCuUnua Ha Heygady.



BHep,peHme npoaykTa B CO3HaHMe AOOJMPKHO Ha4duMHatbCA C TOro, 4YT1o OH U3 cebs npeacrasnsaer. Mbi copTupyem un
XpaHum Mchopmau,wo Nno KaTteropuam. Ecnm Bbl He YKaXeTe 4eTKo 6yp,yu.|,emy nokynaTtenk KaTteropuo npoaykTa,
BallW LWLIaHCbl 3aKpennuTbCAa B €ro Uin ee Co3HaHM Unn o4eHb Marsbl Unn paBHbl HYJHO.

Yrto Takoe PDA?

[asanTte BCcnoMHUM, ¢ Kakon npobnemon ctonkHynace Apple npu npeacrtasneHunn csoero HetoToHa (Newton),
NpoAaykTa, KOTopbI OHa Haseara PDA.

Cpasy BO3HMWK BaXHbIil BOMPOC NO3ULIMOHUPOBaHUS: "YTo Mbl Nnpogaem?”

MepBble nevaTHble peknamHble 06bSABNEHMA 3agaBanu Bonpoc: "YTo Takoe HbioToH?" TeneBu3noHHasa peknama
3apasana Bonpockl "Y1o Takoe HbtoToH? 'ae HetoToH? Ko Takon HetoToH?"

Apple, OOHaKo, TaK U He CMOrfia OTBETUTb Ha 3T BOMNPOCHLI B TEpMUHAX, KOTOpPble Nnosib3oBaTesin Mornu Obl nerko
MOHATb.

PDA unn "nepcoHanbHbli LMPOBOMA MOMOLLHUK" - 3TO HE KaTeropusi, 1 Mano Hagexgbl, YTO OH CTaHeT elo.
(YepToBbIt O6pybOK - elle ogHa wyTnmeasa pacmdposka PDA (Pretty Damned Abstract)

®upmbl He co3patoT kateropuii. Vx cospatoT nonb3oBaTtenu. Ho noka nonb3osatenu He nepesenu PDA B pa3psig
kaTeropun. Bbl cnblwanu, 4tobbl KTO-HUOYAbL crnpalluBan gpyroro 4Yenoseka o ero unu ee PDA? 3T1o ckopee
NnoXoXe Ha MefuUMHCKMIA Bonpoc. [laxe oTpacnesasi mpecca ocTaHoBUNachk Ha TepMuHe "TopTaTuBHblie nprbopb!”
(Hand helds) B ka4yecTBe obLlero TepmuHa.

M Bbl HE MOXETE NOBMUATL Ha 3TO. r|0Tpe6I/1TeJ'II/1 mnum 6yﬂ,yT mcnonb3oBatb Bawly TEPMUHOJIOTNIO, UMK HE 6y£l,yT.
Ecnu HeT, He Hago HacTavBaTb, ny4ylie noabiCkatb Apyroe HasBaHue A4 KaTteropun.

HbtoTOH He cocTosscst, a Palm, npocToit, BbICOKOTEXHOMOMMYHbI OpraHaisep, ferko 3aBoeBarn ycrnex Ha pbiHKe.
YeTko copmynupyiite, 4To Bbl NpoaaeTe

Korga Bbl cTankMBaeTecb CO COXHOMW 3afadvelt jaTb HasBaHUME TOMY, YTO Bbl NPOAAETE, HAYHWUTE C MPOCTOro
aHanusa Toro, kak hyHKLMOHUPYEeT Ball MPOAYKT, a 3aTeM nonpobyiiTe UCNonb3oBaTh Te Xe CroBa, YTobbl ero
onucatb. Korga nosiBuncst asTomobunb, ero Hapeknu "6esnoliagHoi noBo3kon” (kpaTkoe onvMcaHue TOoro, Kak OH
paboTaeT). Ha3BaHue "kabenbHoe TeneBmMaeHWe" TOYHO xapakTepusyeT cnocob paboTbl cuctembl. Camble KpynHble
ycrnexv Ha pblHKE NPUXOOAT BMECTe C MPOCTbIMU AOXOOUMBLIMU PasbsCHEHUsIMUM MO MOBOAY Mpeanaraemoro

npoaykTa.

MHoro net Hasag, koMmnaHus Tandem NpoYHO yTBepAUnach Ha pbiHKe C "ONOKOYCTOMYUBLIMY KOMMbIOTEPaMK'”.
Prince peBontoLoHn3npoBana NpousBoACTBO TEHHUCHBLIX PAaKeTOK, BBEAS "PaKeTKU YBEIIMYEHHOro pasvepa”.
Orville Redenbacher ecmpsixHye pbIHOK NOMKOpHa CBOUM “MOMKOPHOM NS r'ypMaHoB".

Bce atun KaTeropuum Oblnn nerko um 6bICTp0 MOHATHI. |_|0Tp66I/1TeJ'II/1 3Hanu, 4YTo KoOMMNaHUM npoaarT, U YeMm 3TU
NPOAYKTbI OEeNCTBUTENBbHO OTNIMYanucL ot Opyrux.

COBepLIJeHCTBOBaHMe Ha3BaHUA KaTeropumu

YUTo6bl YBENUYUTL CBOW LUAHCHI HA YCMEX, UCMOMb3yiTe BO3MOXHOCTb OTKOPPEKTUPOBATb YXE CYLLECTBYHOLLEE
Ha3BaHWe kaTeropuu. KomnaHusi no npousBoAcTBY BeHTUNen Keystone npogaBana TO, YTO OHa HasbiBana
"BEHTUNEM KPUTUYECKOW CryxObl, 3aKpbiBalOLLMMCS 3a YeTBepTb o6opoTa”. U xoTs 310 Bbino TouHOe onucaHwe
TOro, kak paboTaeT 3TOT BEHTUIb, 6e3ycrnoBHO, BbINO JOBOMBHO CMOXHO pa3obpaTbcs B TOM, YTO OHW NPOAAtoT.
Korga s BHUMaTEnNbHO U3yuun GpoLlopy ¢ onvMcaHueM mnpoaykTa, s 06HapYXum, YTo 3TO NPOCTO "BEHTUNMb C
HyneBon yTeukoit". 3To ropasao Gonee npvBrekaTensHoe onncaHue NPoayKTa.

Moxoxee nameHeHne dokyca npousowwno B General Mills, koraa obcyxganucb Nyt n cnocobbl yBenuyeHus
obbema npogax ux 3HameHuTon cepum "Xenneps" (rambyprepsbl, ubinnaTta, TyHeu). OHM TpagMLMOHHO
npoAgaBanucb B KayecTBe “paclumpuTtenei”, no3BONSALWMX YBENUYUTbL MACHOe O6nao. JTa KoHuenuus,
onpefeneHHo paccynTaHHas Ha notpebutenen ¢ HU3KUMKU AoxodaMu, 1 cama no cebe He oYeHb yaadvHa, U yx

COBCEM He rogutca ana 6J'IaFOI'IOJ'IyHHbIX BpeMeH.

MO>XHO B3rNsiHYTb Ha NPOAYKT U NO-APYroMy: BCE U3HaYarbHO pasHble MPOAYKTLI B KOHLE KOHLIOB OKasbiBalOTCH B
TOW UNN MHOM MACHOW MnM pbIGHON 3anekaHke. lMockonbky npogaxu General Mills ncuncnawoTca COTHAMM
MUNMOHOB OONNapoB, MOXHO Takke ckasaTb, YTo 3Tn "Xennepc" - "JioOMMbIA amepukaHCKuiA cnocob rotoBuTb
3anekaHku". K Tomy e, y KOMnaHun ectb 57 pasnuyHbIX Npunpae U MHOXeCTBO pelenTtoB bettn Kpokep, 4Tobbl
nopaepXxarb 3Ty KOHLENLMio.

AnNneTuTHbIe 3anekaHKW OXBaTblBalOT rpynnbl NOTPebuTenen ¢ cambiMu pasHbiMU ypoBHSMM goxopos. (MapTa
CTbtoapT Toxe rotoBut ux!). Jaxke AmepukaHcKuin VNHCTUTYT UCCrefoBaHUS paka pekoMeHayeT UX kak crnocob
COEeAVHUTL B OAHOM Grtofe Kak MOXHO GoribLUe CaMbIX pa3HbIX NMUTaTeNbHbIX 3NIEMEHTOB.

Bo3amoxHocTb caenaTte Mambyprep Xennep Gornee kpynHbiM 6paHaoMm nosiBnsetca ¢ 6onee sicHoM nogayen
npoJasaemoro npoaykra.

ByabTe 0CTOPOXHbI C U3BMEHEHUSIMU

Heobxo04MMO C OCTOPOXKHOCTLIO MEHSATh Bally KOHLEMNLMIO KaTeropun, Tak kKak 04eHb TPYAHO BHOCUTb U3MEHEHUS

B CO3HaHune n0KynaTene|F1 UM noTteHumanbHblX KnueHTtoB. C MWUHNMYMOM 3HaHUN O KaTteropun npoaykta,
FIOTpe6I/ITeJ'Ib BCe paBHO CHUTaeT, YTO OH Mnpas. To, kaK Mbl BOCNpUHMMaeM OKpyXxawlLiee, 4aCTo N ABNnAeTCA



6e3oroBopoyHon uctuHon. Jliogm pepko, ecnu Boobule korga-nvbo, owmnbarTces, No KpamHen mepe, Tak OHU
nonarator.

B cnepyowmx rnaBax aTton KHUrn 6yaoyT npuBedeHbl NpuUMepbl, CBA3aHHbIe C 3TOM Npobnemon, Hanpumep,
KoMnaHusi Xerox, nbitaBlwascs (besycneluHo) ybeautb nogen, Yto oHa Gonblue, Yyem dupma, npovssoasLias
KOnupoBarsbHbIe annaparb.

Moyemy Campbell - cyn Homep oauH B CoegmHeHHbIx LLTaTax, HO coBcem He nonynsapeH B BenukobputaHum?
Mouemy Heinz - cyn Homep oavH B BenukobputaHuu, He nonb3yeTcs cnpocom B CoeamHeHHbIx LWTatax?
MapkeTuHr - aTo 60pbb6a BoCnpUSTUA, @ He cCaMUX NPOOYKTOB.

Korga-to gaBHbIM-gaBHO Npou3BoguTeny 6e3ankorofibHbiX HaNnUMTKOB CYUTANKU, YTO MapKeTuHr - 3To 6opbba
BkycoB. KomnaHusa Coca-Cola BbinycTuna Hanutok ¢ 6onee cnagkum Bkycom, nposeas 200,000 TecToB, KOTOpble
Aokasanu, yto "Hosasa Kona" ropasgo BkycHee [lencu-Konbl, 1 nydwe nx opurmHanbHOro HanuTka, KOTopbli
Tenepb HasbiBaeTcs "Koka-Kona Knaccuk".

KoHeL aTton NCTOPUN N3BECTEH. HanuTtok, BKYC KOTOpPOro B pe3ylbTarte TeECTUpOBaHUA ObIn HasBaH HaunxygLiunm,
Koka-Kona Knaccuk - cerogHsa cambii FIpOLI,aBaeMbIVI HanuToK. A HoBas Kona HuKoro He 3aunHTepecoBana.

Bbl Bepute B TO, BO YTO XOTUTE BEPUTDb. Bbl np06yeTe TO, YTO XOTUTE FIpOGOBaTb. MapKeTI/IHF 6e3ankoronbHbIX
HaMMTKoOB - 3TO 60pb68 BOCFIpI/IFITI/II;I, a He BKYCOB.

Owwnbka "npaBga BoctopxecTtyeTt"

HecnocobHocTb MOHATL TaKylo NpoCTyl Bellb, YTO MaApPKETUHr - 3TO 60pb68 BOCFIpMFITMI;I, exerogHo seget no
NOXXHOMY NYTU TbICAYN HOBbIX ﬂpeﬂﬂpl/lHI/lMaTeJ'leVl.

Cneuunanuctbl MO MapKeTUHTY MOrfoLeHbl nccrnefoBaHusMu 1 "gobbiBaHneM akToB". OHM aHanusupyrT
cuTyaumo, YTobbl yoeauTbes, YTO NpaBda Ha MX CTOPOHE. 3aTeM OHW YBEPEHHO BLIXOOSAT HA apeHy MapKeTuHra,
CMOKOWHbIE OT CO3HAHMWS, YTO Y HUX CaMblil NYYLLWA NPOAYKT, U YTO NyYLLUA NPOAYKT B KOHLE KOHLIOB HEU3BEXHO
nodegut.

910 unnto3usi. He cywiecrteyeTt 00BbEeKTUBHON peanbHOCTW. He cyuiecTtByeT ny4lunx npoayKToB. He cywiecrteyeTt
(*)aKTOB. EnnHCcTBEHHOE, YTO cyulecTtByeT B MUpPE MapKeTuHra - 3To BOCNpUATUA B CO3HAHUN n0Tpe6MTene|71 mnn
noTeHumanbHbIX KIMEHTOB. BOCFIpMFITMe - BOT pearibHOCTb. Bce ocTtankHoe - nnnosus.

Bonblias yacTb MapKeTUHIroBbIX OWMBOK BO3HUKAIOT U3 npeanonioXXeHua, 4To 60pb68 npounsBoanTena 3a pPblHKK
cbbiTa npoaykKunn KOpeHUTCA B peasibHOCTW. To, uto HEKOTOpble KOMMEepPCaHTbl CHUTAKT 3aKOHaMW MapKeTUuHra,
OCHOBbIBAETCA Ha NOXHOW npeanochbisike, 4YTo rmaBHbIN rep0|?1 MapKeTMHFOBOI;I nporpamMmmbl - 3TO CaM NPOAYKT U
4yTto nobepa wnu nopaxeHune KomMmnaHum 3aBUCUT OT OOCTOMHCTB MpPOAYKTa. Bor noyemy €CTECTBEHHbIN,
noruyeckuin cnocod MapkeTuHra npogykra HeMsMmeHHO ownboyeH.

Owwbka "Mges gpyroro napHs"

He oyeHb 300poBO 3anyckaTb NPOAYKT "Mbl TOXE", HO HE MeHee npobnemaTuyHa n nges "mbl Toxe": [1se upmbl
HEe MOTyT UMEeTb OOHY U TY Xe KOHLIEMNLUIO B CO3HAHNN NOTEHLUanbHbIX KINMEHTOB.

Ecnm ogHa KOHKypupyroLiasn cbwpma 3aHAna onpegeneHHy HuUy B CO3HaHUU FIOTpeﬁI/ITeJ'IFI, TLWEeTHO NbITaTbCA
3aHATb TO XXe CaMmoe MeCTO.

Volvo paHblue ApyrvMx BbICTynuna ¢ KoHuenuuen 6esonacHoro aBToMobuns. MHorve gpyrve aBTOMOGUMbHbIE
koMmnaHun, B ToM 4uncne Mercedes-Benz u General Motors Toxe NblTanucb NPOBOAUTL PeKNaMHble KOMMaHWW,
OCHOBaHHble Ha uaee 6e3onacHocTy. OgHaKko HUKTO, kpome Volvo, He accoumnpyeTcst B CO3HaHUM noTpebutenen ¢
naeen 6esonacHoCTL.

Ewe oaHa mowHasa peknaMmHaa KOMMNaHUS, OCHOBaHHasi Ha YYyXOM maee, - 3TO CTpaHa KPOJIMKOB, @ MMEHHO -
pO30BbLIN Kponuk ¢ baTapenkon Energizer, kOTopbIv NbiTaeTcst OTHATL Yy Duracell nx koHUenuuio "AonroBe4yHoCTH".
U He BaxHO, ckonbko kponukoB Eveready 6pocut B aTaky - Duracell Bce paBHO cMOXeT yaepxaTb 3a cobor CroBo

"nonroseyHbIn’. OHa NepBOM 3aKpenunacb B CO3HaHWM MOKynaTernemn ¢ 3Ton koHuenuwuen. Jaxe "Dura“, yacTb
Ha3BaHus - coobLLAaeT O HEMN.

WccnepoBaHust MOryT HanpaBuUTb Bac Mo JI0)KHOMY crefny

3amevatencHO SIBMeHWe Mnog HasBaHWEM “MccriefoBaHMe" 4acTo BedeT KOMMaHum no gopore C pacctaBneHHbIMU
NoBYyLLIKaMu. HaHumatoTcs Tonnbl uccnegoeartenen, (*)OpMI/Ipy}OTCFI (*)OKyCHbIe rpynnbl, COCTaBNAOTCA aHKeTbIl, N
BCE 3TO BO3BpaLlaeTCcAa yBeCUCTbIMU OTHETaMU, coaepXxalumm »KENaHHbIA CMUCOK KavecTs, KOTOPbIMU, NO MHEHUIO
n0Tpe6MTene|?1, [OoIPKeH obnagaTth AaHHbIN TOBap unu ycnyra. M Mbl BOMMKHBI NOAAM OaTb TO, YEro OHU XOTAT.

KakoBa camas rnasHaa npobnema c batapeitkamn? OHM NepecTaloT paboTaTb B CaMblil HEMOAXOAALLMNA MOMEHT.
3HauuT, KaKoBO CaMoe BaXxHOoe CBOWCTBO baTapeek? OnNUTenbHOCTb AeNCTBUA, KOHeYHo. Ecnv JonroBeyHocTb -
3TO TO, YTO OASM HYXKHO, 3HAYUT UMEHHO 3TO CBOWCTBO Hado peknamMupoBaTth. MpaBunbHo? HenpaeuribHo.

WccnepoBaTenu Hukorga He coobliaT Bam, YTO ApYrve KOMMaHUM yxe WCMonb3ylT 3Ty uaetn. OHu ckopee
MOCOBETYIOT BaM 0BpYLINTL Ha noTpebuTenei ele 6oree MOLLHYIO peknamHyto komnaHuo. CyliecTsyeT Teopus,
YTO eCnu Bbl BMOXWTE NoborbLue AeHer, To uaes sawa. MNpaeunbHo? HenpasunbHo.

Heckonbko net TomMy Hasag komnaHnus Burger King nokaTunack BHU3 MO 9TOMY CKOMb3KOMY CKIIOHY, U MpodosnkaeT

KaTUTbCS cerofHsi. MapKeTUHroBble UCCnedoBaHUa nokasarnu, YTo Camoe MpUBReKaTENbHOE CBOWCTBO PECTOPAHOB
GbICTPON eapbl - 9TO UMEHHO "BbicTpoTa”, (UTO BOBCE HE yAUBUTENLHO). MoaTomy Burger King noctynuna Tak, kak



nocrynaet OOMbLIMHCTBO PbAHbIX FIpOI/I3BOLI,I/1TeJ'IeIZ. OHa ckasana CBOEMY peKnamMHOMY areHTCTBY: "Ecnn MUpy
HYy>XHa 6bICTp0Ta, Halla peknama AoJmkKHa COOBLUNTL UM, YTO Mbl 6I:ICT[Z)I:Ie.II

Hukakue vccrieqoBaHWs He CMOTNM YOBUTL, YTO B Ka4ecTBe caMol BbiCcTpon ceTu rambyprepoB B CTpaHe yxe
BocnpuHumaeTtca McDonald's. "Beictpota” npuHagnexut um. He cmyTtuBlimch 3Tum, Burger King Hadana ceoto
peknaMHyto kKamnaHuio crioraHoMm “flydwas efa ana GbICTpbIX BpeMeH'. 3Ta nmporpaMMa o4yeHb BbICTpo cTana
kaTacTtpocpon. OT peknamHOro areHTCTBa OTKasanucb, PyKOBOACTBO YBOMWMM, KOMMaHWa Obina npodaHa, v
OBWKeHVe BHU3 BCe ellie npogorkaeTcs. (B rmase 8 - nogpobHee o Burger King).

Mwm "NpoTMBONOSIOKHOCTI", HAYMHAKOLLNIA NpeanpuHUMaTernb

Bbl He MoxeTe 3aBnageTb TEM XK€ CITOBOM U TOW e CcamMOi no3vuumen Ha pblHKE, KOTOpOI7I YXe Bnageet Ball
KOHKYPEHT. Bbl OmWKHBI HAUTK ansa cebs Opyroe CrioBo, Bbl AOJPKHbI U3bICKaTb p,pyr0|7| anI/I6yT.

CrnuiikoM 4acTo Mbl MOXeM HabnoaaTh, kak kakas-Hubyab doupma cTpeMuTcs nogpaxaTtb nuaepy. “[ormkHo ObITb,
OHM 3HalOT, YTO AenatT", MOrMYHO paccyXgalT OHW, "Tak JaBalTe Xe caenaem 4vTo-Hubyab nogobHoe". He
04Y€Hb-TO NPaBUIbHBLIE PACCYXOEHUS.

Fopasp,o ny4ylie UCkatb HEeYTO NPOTUBOMNOJIOXKHOE, YTO NO3BOJINT BaM Cbirpatb NpoOTUB Nnnaepa. W kntoyeBoe Cnoeo

30€ech - "MPOTUBOMNONOXHOCTL", "Nnoaobue" He roguTtcs.

KomnaHua Coca-Cola 6bina nepsow, 1 kak cneacTsue, ctana BolbopoM cTtapluero nokoneHusa. KomnaHusa Pepsi
obbsaBMna cebs BbIGOPOM HOBOrO MOKONEHUs!, U He Nporagana. Tak 6bino BHavane. B nocnegHee xe Bpems, Pepsi
npoasurana Ha pblHOK cBol HanuTok “Joy" ("HacnaxgeHue"), a Coca-Cola npoasurana Hanutok “Enjoy"
("Hacnaguce"). MogymainTte TonbKo - 06e KoMnaHuy NpoABUraloT ogHy U Ty Xe uaeto! MNoxoxe Ha TalHbIN CroBop.

C Tex nop kak Crest 3aroBopuna o kapuece, octarnbHble KOMNaHUW, BbiNyckatowme 3yGHble nacTbl, u3beratoT
Kapveca 1 HabpocUnNUCb Ha TakWe KayecTBa Kak BKYC, OTOEnMBaloLLiMe CBOMCTBA, CBEXECTb AblXaHWs, COOOBble
KOMIMOHEHTHI, 3aliuTa oT GakTepumin. MoxeTe NpoaoIHKUTb 3TOT CMUCOK.

MapKeTI/IHr - 9TO 60pb68 KoHuenuuin. Tak 4To ecnn Bbl XOTUTE 40OUTLCA ycnexa, Bbl AOJPKHbI COCPEeaOTOHNUTb
ycunuma Ha CBOEWN COBCTBEHHOWN KOHLIEMUMN UIN BbIOENNUTL TOSMbKO BalleMy npoaykTty CBOWNCTBEHHOE KayecTBo. He
mMmea 3Toro, nydile yCtaHoOBUTE HU3KYHO LIEHY Ha cBow NPOOYKT. U yem Huxe, TEM ny4yuie.

|_|pOI/13BOLI,I/ITeJ'II/I roBOpAT, YTO HE BCe CBOWCTBaA UX TOBapa OANHAKOBO BaXXHbl. OOHU BaXXHee Ond n0Tpe6V|Tene|7|,
4yemM gpyrve. Bawwa 3agaya - nonbiTatbCst 3aBnageTb CaMbiM BaXXHbIM A1 n0Tpe6MTene|71 cBowcTBo. Bce aTo BEpPHO,
HO ecnu rrnaBHoOe CBOWCTBO YXKe 3axBa4eHOo ApyrmMu, Bam npuaetTca OOBOJSIbCTBOBATLCA bonee Y3KUM KpYyrom
n0Tpe6MTene|71, YTO HAMHOrO ny4lle, 4emM X NoJiHoe OTCYTCTBUE.

Owwmbka "Mbl 04eHb yenelHb!"

Ycnex 4acto BeeT K CaMOHaAesHHOCTW, CaMOHagesAHHOCTb - K nposarny. Korga niogn gobueatotcs ycnexa, OHu,
KakK npaBwuno, TeparT 06bekTuBHOCTL. OBbEKTUBHLIE TpeﬁOBaHI/IFI pPblHK@a OHWM 4acCTO MOAMEHAKT CBOUMU
OLeHKaMu.

Mo Mepe TOro, Kak pasBuBarnca MX ycnex, Takme KOMNaHUM Kak General Motors, Sears, IBM ctanu cnvwkom
camoHagesHHbiMW. OHM nocynTanu, 4YTo MOryT BepwuTb Ha pblHKE BCE, YTO UM YrogHo. Ycnex Taut B cebe
OMnacHOCTb.

Digital Equipment Corporation siBnseTca cosgatenem MuHukoMmnbtotTepa. Havas ¢ Hyna, DEC ctana HeBeposATHO
YCMeLLHOW KOMMaHnen CToMmocTbio 14 munnuapaos gonnapos. Ycenex ocHoeaTenst DEC KenHeta OnceHa Bcenun B
Hero TaKyl yBEpPEeHHOCTb B COOCTBEHHOM MpPaBWUMbHOM BWAEHWM KOMMbIOTEPHOrO MUpa, YTO OH Mpo3esan
nepcoHarnbHbIA KOMMbIOTEP, 3aTeM OTKPbITble CUCTEMbI, U, B KOHLIE KOHLOB, MPOLLECCOp C OrpaHnyeHHbIM
konumyectBom UMHCTpykumnin (RISC npoueccop). Opyrumu cnosamun, KeH OnceH ynyctun Tpu CambiX BaXHbIX
HanpasrieHusi B KOMMbloTepHon kaTteropun. (TeHaeHUUs - Kak Npunme, ¢ Hen BopoTbea BeccMbicneHHo). KoHunHa
DEC noapo6bHo aHanuavpyeTcs B rnase 4.

Uem KpyrnHee KomnaHusi, TemM Gornbluas BepOATHOCTb, YTO BbiCLLEE PYKOBOACTBO YTPaTWUT CBSA3b C NepesoBbiMU
no3vumsiMun. 7o, JOIPKHO OblTh, €AUHCTBEHHBIN U CaMblii BaXHbI (haKTop, OrpaHUYMBatOLLMA POCT KOpropauui.
Bce ocTanbHble hakTopbl ckopee CrocobCTBYHOT pocTy. MapkeTUHr - 3To BOWHa, a rfaBHOE Ha BOWHe - 3TO cuna.
Bornee MHorouncneHHas apmusi, 6onee KpynHasi KOMNaHWst UMeeT NPEeUMYLLECTBO Ha NMPOTUBHUKOM.

Ho KkpynHble KoMNaHuyM noAvac TepSAT CBOe MPEUMYLLECTBO, €CNIU OHU HE B COCTOSIHUM CKOHLEHTPUPOBAaTLCS Ha
MapKETUHTOBOM CpaxeHun, nore 6osi KOTOporo - B CO3HaHUM NoTpedutenen.

Mepenanka mexay Pomxepom CmutoM 1 Poccom lNepo B General Motors - gpkas ToMy unnioctpaunsa. byayun
yneHomMm coseTa aupektopos GM, Pocc MNepo TpaTun BCe CBOM BbIXOAHbIE Ha OBLLEHUe C AunepamMun U NoKymnky
MaLUWH, KpuTukys Pompxepa CMuTa 3a TO, YTO OH 3TOro He Aenarn.

"Mbl AOMKHBI paspylwnTb A0 ocHoBaHua cuctemy GM", rosopun lMepo. OH BbICTYNan 3a yHUYTOXEHWe
oTannuMeaemblx rapaxewn, MMMy3nHOB C LLOepamu, CTOMOBLIX ANA pykoBoAsaLwmx paboTHukos. (Poccy ropasao
ny4ywe gasancsa busHec, 4em nonutuka.)

Hebonblune KOMNaHUM MbICIEHHO Gnmke K nepegoBONn, Yem KpyrnHble. Bo3MOXHO, 3TO OAHA M3 NPUYUH KX
BbICTPOro pocTa B nocrnegHve gecatuneTus. VX He pactnun ycnex.

Ownbka "Bce anst Bcex"



Korga Bbl nbiTaeTecb ObiTb BCEM ANS BCEX, Bbl HEU3BEXHO B KOHLE KOHLIOB CTOJSIKHETECH C NpobrnemMamu.
Mpennarato nocnefoBaTth NPUMEpPY OOHOMO MeHeaXepa, ckasasLuero: "Jlydile s 6yay cuneH B YeM-TO OHOM, YeM
cnab Bo BceM".

CTtpemneHue gymaTtb "060 BCeM" BEAET K Tak Ha3blBaEMOMY "pacLUMPEHMO NMUHUM NPOAYKTOB".

B y3koMm 3HauyeHuW, pacluMpeHne NMHWM NPOAYKTOB O3HA4yaeT UCMONb3oBaHWE MMEHU O6paHaa, yKe UMeBLLIEro
ycnex Ha pbiHke (Hanpumep A.1l. Coyc ana Ctenka) Ans NpoaBMXeHUs Ha PblHOK HOBOro npogykTa (Hanpumep
A.1. Coyc ans Muupr).

Ha nepsbIn B3rnaj, Bce o4YeHb noruvHo. "Mbl npoussoanm A.l., BENWKOMENHLIA COYC, KOTOPLIN COCTaBnseT
NbBUHYIO AON0 pblHKa. Ho B nocnegHee Bpems MioAW MOCTENEHHO MEPEeKmioYaoTca Ha Kypuuy, Tak AasauvTe
NPeACTaBUM HOBbIA NPOAYKT Ha pblHKe NTULbl. W Kakoe Ha3BaHWe MOXeT ObITb nyylle, ANS 3TOr0 HOBOrO
npoaykta, 4yem A.1. JTioan 6yayT 3HaTb, YTO STOT COYC ANSA NTULBI MPOU3BEAEH TOW Xe UPMOW, YTO U TOT caMbli
BENVKOMenHbI coyc Ans cterika A.1."

Ho mapkeTuHr - aTo 60pbba BoCNpuATUA, a HE NpoAyKTOB. B cosHaHum notpebutenen A.l. - 3TO Ha3BaHWE He
6paHaa, a camoro coyca. "byabte 0obpbl, Nnepegante, noxanymncra mHe A.1.", - MOXeT NONPOCUTb KTO-HUOYAb 3a
cTonom. M HukTo He cnpocuT: "Bam kakon A.1.?"

Jymato, HeT He0BXOAMMOCTU FOBOPUTb, YTO NOMbITKA 3aMyCTUTL COYC ANst NTULBI C TPECKOM NpoBanunacs.
CTupaHuve pasnuiun

Korga Bbl NpuxoguTe Ha PbIHOK C YETKOW, ICHO BbIPaXXEHHOW OTNNYUTENBHOW MAeen, U3 KOTOPON CTaHOBUTCS
MOHSATHO, YeM Ball MPOAYKT OTMYaeTcs OT ApYrux, a 3aTem BbinyckaeTe Apyrue moaudvkaumm, 3To AenaeT Bally
KoHLienuuio Bce 6onee n 6onee TyMaHHON.

Chevrolet korga-To 6blna 4OCTAaTOMHO AOPOro MalWHOW cemerHoro Tuna. OHW 3aHMManu nepBoe MecTo Mo
ob6beMy npopax. 3aTtem OeckoHeuHble Moaudumkaumm 6psHaa Adellesas, Aoporas MalluHa, cefaH, CnopTMBHas
MalluHa, rpy30BUKOM, DYProHOM: OHa cTana Bcem Ans Bcex. CerogHs oHa onycTUNuCb Ha 4YeTBEPTOe MECTO Mo
o6bemy npogax.

[na MHOrMX KOMMNaHW pacllMpeHre NUHUM NPOAYKTOB - 3TO NyTb HAMMEHbLUEro conpoTuBneHus. MNpoasuxeHne
HoBOro 6paHaa TpebyeT He TONbKO AeHer, HeobxoauMa TakxKe HOBasi uges Unu koHuenumsi. YTobbl HOBbI BPaHA
umen ycnex, oH AoJkeH ObiTb NMOepoM B HOBOW kaTeropuu. Unu xe HoBbIA OpaHO AOMmKeH ObITh
npoTuBonocTaeneH nuaepy. KpynHble KOMNaHWW, KOTOpble XOyT Moka COPMUPYETCS HOBbIA PbIHOK, 4acTo
CTarnkuBalTcA C TeM, YTO ABE NUAMPYHOLME MO3ULMKN Ha HEM Ye 3axBadveHbl. I oHn npuberatoT k ctapomy
NPOBEPEHHOMY BapuaHTy - PaCLLUMPEHWIO NMHUM NPoayKToB. HenpusiTHOCTH, Kak npaswuno, obecneyeHsl. (Masa 10
noapobHee ocTaHaBNMBAETCA Ha 3TON OLLMOKE).

Owwnbka "2KnsHb cornacHo umdpam”

KpynHble KkOoMnaHuu cBsidaHbl NO pykam M Horam. C ofHOW CTOPOHbI, Yorn CTpuT npuctanbHO CMOTPUT Ha HUX,
BONpoLuas "Ha cKombko BalLM Npoaaxu 1 Nnpubbifb BbIPACTYT B CrieayoweM MecsLe, ksaptane, Ha 6yaywuin rog?"”
C Apyrou CTOpoHbI, 6ecyMcneHHble KOHKYPEHTbl NPUCTanNbHO CMOTPAT Ha HUX, npuroBapuead: "Mbl Oygem aenatb
BCE BO3MOXHO€, YTOObI HEe JaBaTb BaM pacTu'.

M no kakomy cueHapuio passuBaloTca cobbiTusi? naea komnaHum BpeT Yonn CTpuT, 3aTem obopadmBaeTcs K
COTpyQHMKaM CBOEro otaena MapkeTuHra, YTobbl ckasaTb MM, YTO OXMAAETCHA B OTHOLIEHUWU NpuBLINKU N pocTa.
OHu B CBOK oyepedb pacxoadaTcs No kabuHeTam M MblTalOTCS NpuaymMaTtbh, Kak caenatb 3TWM C NOToMKa B3ATble
umdopbl.

OnpomMeTymBbIE NPOrHO3bI, KacawLlmecs pocta Npubbinuy, YacTo BeAyT K NOXHbIM LensaM, Kpaxy akuum, u gaxe K
"nsobpeTteHnam" B Gyxrantepun. Ho xyxxe BCero To, YTO OHM BeOyT K NPUHATUIO HENPaBUIbHbIX PELLEHUA.

Mo mepe TOro, Kak naHuWka HapacTaeT, PYKOBOAMTENW BbICLLIEro 3BeHa nonajalT B NOBYLIKY OWWOOK
"pacluMpeHns nMHUM NPOAYKTOB" unu "Bce Ansa Bcex', 4Tobbl ynyylwmnTb LmdpoBble nokasatenu. Bmecto Toro,
4YTOBbI COCPEAOTOUUTL CBOU YCUMNUA HA TOM, YTOObI ObiTb CUMbHBIM B YEM-TO OOHOM, OHW npeanoYuTaT BbiTh
cnabbimun Bo BceM. Kak onmcaHo B rnaee 2 , UMEHHO 3To npousoLuso ¢ General Motors.

Bonee npaBunbHOe HanpasneHne

PocT - 310 no6o4HbI adpdeKT npaBurbHbIX AencTBuin. Ho cam no cebe OH He ABNSIETCS TOW LENblo, K KOTOPOM
CTOUT cTpeMutbes. B AencTBUTENBHOCTM, UMEHHO CTPEMIIEHME K POCTY CTOUT 3a GOMbLUMHCTBOM HEBEPHbIX
peLueHnn.

[MmaBbl koMNaHWn CTpeMATCA K pPOCTy, 4YTOObI rapaHTupoBaTb cebe panbHenwee npe6b|BaHme B OOJDKHOCTH, a
TakXxe yBelnn4yutb CBOU JNUYHbIE O0XO04bl. BpOKepr c Yonn CTpI/IT CTpEeMATCA K pOCTy, yTob6bI 06ecneunTs cebe
XOpOoLyr penyTauuo 1 yBemiM4nUTb CBOU JNIMYHbIE 00OXOObI.

Bonee npocTaa 1 BaXXHaaA uerb - 3TO yBenn4eHne BalLen Jonn Ha pblHKE, a He FIpI/I6bIJ'II/1. Kak Tonbko nosiensietcs
PbIHOK, Bawla uesib HOMep OAMH - 3TO YCTaHOBUTb AOMUHUPYIOLLIEE MOJIOXKEeHNe Ha HEM. CrnuwKoOM MHOro KoMnaHum
XenakwT nony4vnTb FIpI/I6bIJ'Ib npexae, 4em OHU yKpenaTt cBOou No3nuun.

CuribHol KOMMaHuio fenaeT He ee MPOAYKT WhK ycryra, a TO MOJIoXKeHUe, KOTOpoe OHa 3aHUMMaeT B CO3HaHWM
notpeGutenein. Cuna komnaHum Hertz B ee nuaupytoLLen no3uLmm Ha pbiHKe, a He B Ka4yecTBe npeaiaraeMoii en
ycnyre no apeHae asTomo6uneit. Fopasgo rnerye octaBaTbCs Ha BEPLUMHE, YEM JOCTUYL €.



BonblnHcTBO (*)I/lHaHCOBbIX MarHaToB noaxogAT K MapKeTuHry C MaTeMaTU4eCKon TOYKN 3pEeHUA. Uem B Gonbluee
KOnmM4ecTBO GU3HECOB Bbl BOBMEYEHbI, TEM 6bICTpee, nonararoT OHU, AeNno AOJHKHO pacTw. Ho ecnu Bbl HaGepeTer
MyXecTBa N pewunTe, YTO Bbl HE NO3BOJINTE Yonn CTpI/IT ynpaeiAaTb BawnM OEJIOM, YTO Bbl CKaXKeTe BCEM 3TUM
aHannTukam, ¢ npuctanbHbIM BHUMaHUEM MMAQALLUM Ha Bac?

Bbl gomkHbI BCTaTthb M NPOn3HeCTn peyb, Nog Ha3BaHNEM "BorbLue - 3TO MeHbLLE".
BorbLue - 3T0 MeHbLLE

Ecnu nsyyaTb Ty WM MHYI0 KaTeropuio NPOAYKTOB 3a [OCTaTOYHO AOSMrUi Nepuod, MOXHO YBUAETb, YTO
paclUMpeHne ckopee 3aMennisieT pPocT, YeM crnocoGeTByeT emy. McTopusi nokasbiBaeT, Kak TPYAHO KPYMHbIM
KOMMaHusM JocTudb 15 % npupocTa goxogos (NMobvmas uudgpa). Ho HeT HegocTaTtka B pykoBOAWUTENSX, KOTOPbIE
BCe-TaKu npeanosaratoT, YTO OHWU MOTYT 3TO CAenaTh.

B cBou camble ny4live BpemeHa (B Hadane 1980-x rogos) nueHas komnanusa Miller umena aea 6paHaa: High Life un
Lite. Mpogaxu komnaHum goxoamnu o 35 MunnuoHoB Gappenen B rod. 3aTteM oHa BbinycTuna Geniune

. K1990 rogy npogaxwu onyctunucb Ao 32 munnuoHos 6appenen. HecmoTpsi Ha 3To, NpoAoKanu nosiBNATLC BCe
HOBble U HoBble GpaHabl Miller. Mpogaxu npogomkanu nNagatb, a TEM BPEMEHEM ycunvBana CBOW MO3vLMU
Budweiser.

HakoHeu, nocne noytu 20-neTHeEN NONMUTMKKU NoA Ha3BaHueM "6Gonblue”, poautensckas komnaxus Philip Morris
yBonuna pykosoasaLmi meremxkmeHT Miller. (Moyemy oHM Tak 4onro xaanu?)

Philip Morris yxe 6bina 3Hakoma npobnema "6onblue - 3TO MeHbLLUE", TaK Kak TO Xe caMoe NPOU3OLLIIO C UX
rnaBHbIM 6paHgom, Marlboro.

YTtobbl nogaepxusatb poct, Marlboro npegcrtasuna Ha poeiHke Marlboro Lights n Marlboro Country. 3atem oHa
npeacraeuna Marlboro Mediums, 3atem Marlboro Menthol n gaxe Marlboro Ultra Lights. U Bapyr, Bnepsble 3a BClo
ucroputo Marlboro, 6paHa Hayan cBoe ABMXEHWE BHUS.

COBepLIJeHHO NMOHATHO, B 4YeM 3aKn4anacb np06nema: HacToswme koBO6OU HMKOrga He KypAaT curapetbl C
MEHTOJIOM uUnun cynep-nerkne curapeTbl.

Philip Morris 6bina goctatoyHo yMHa, 4Tob6bl BepHYTbCS K Marlboro Country ¢ ux kpacHo-6enon navkon. M3 mx
peknamMbl UCHE3NWN MEHTONOBLIE N OBrerYeHHble BapuaHTb!.

OcHogHasi NMpobnema

Uem 6Gornblue moaudumkaumin Bl gobasnseTte, TeM 6onblue puUckyeTe pasMbiTb CBOIHO 6a30BYK0 KOHLENLMIO,
oTNMYaloLLyto Bac OT ApYrux, CylWHOCTb Bawero 6paHaa. Ecnu, kak B cnyvae ¢ Marlboro, npoaykt ssnsetcs
CMMBOJIOM YUCTOrO CWUMbLHOrO BKYCA, KaKk MOXET 3TO KayeCTBO OCTaTbCA AOMWHUPYOLLMM, KOrga KoMmnaHus
HayMHaeT npeanaratb Apyrue BKycoBble J06aBKu Unu obneryeHHble curapeTbl?

Michelob korga-To 6bIn0 O4eHb ycneLlHbIM, AOPOrMM Kpenknm nuesoM. 3atem nosisunucb Michelob Light n Michelob
Dry. Michelob nokaTtnnocb BHM3 MO HaKMOHHOWM NnockocTu. Heineken, ele ogHO Aoporoe Kpenkoe NnBo, He cTaro
NMOBTOPATb 3Ty OWKGKY. CBOE nerkoe NMBO KoMnaHusa Ha3sana Amstel Light, 1 oHO npekpacHo BnMcanoch B pbIHOK
C ero bnecTaLen OTNNYUTENBHON KOHLENUKUEN: "95 kanopui HUKOra4a He MMEnU Takon MMMNOPTHBIN BKYC'.

Korga-To gaBHbIM-O4aBHO KOMMaHWsl Nog Has3BaHUEM Eveready BOOpyXunacb CTpaTerme|7| npeanaratb nobble
68TapeIZKI/1, KOTOpPbIEe TOJIbKO BO3MOXXHO MNoXenaTtb. 3atem nosiBunacb komnaHua Duracell. OHa noXxepteoBana
6onbLUon YacTblo BusHeca 6aTapeeK M BbICTaBWua Ha PbIHOK TOJTbKO LLEeJIOYHbIe (aJ'IKaJ'II/IHOBbIe) 68TapeIZKI/1.

Duracell ctana cneunannanpoBaTbCs Ha arnkanvHoBbIX baTapenkax ANUTENbLHOro AeNCTBUA M OOCTUMMM ycnexa
UMEHHO B 3TOM. Ho kOoMnaHusa He Obina nuaoepom, U en Heyero Obino TepsTb. HeobxogmMmocTb pocTta genaet
NMAepoB pbiHKa yA3BUMMbIMU. A nnaepbl, BMECTO TOro, YTOObl OTKa3aTbCa OT Yero-nvbo, NPoaoKaT pacLmpaTb
6paHa. bornblias yacTb HeydaBLIMXCSH OPSHAOB M3HAYaNbHO MMENU OYEHb XOPOLUYID KOHLENUMIo, YyTpaTuBLLYO
SICHOCTb C NOsIBNEHNEM 60SbLLIOro KONMYEeCTBa HOBbIX MoaudmKaLui.

I'IOCTpap,aeT n Yonn CTpI/IT OT MOEero MoHorora? BepomHo, HEeT, HO, HagerCb, OH KOFAa-HMGyﬂ,b CTaHeT NnoBoaoM
ana MHTepeCHOIZ BCTpe4yn aHalIMTUKOB.



Owwubka "He Hago HanapaTb Ha cebs”

MHoro 6bIno HanMcaHo o Takmx komnaHusix kak DEC, Xerox, AT&T, Kodak u ux nonbiTkax nepenTn oT MeaneHHo
pactyliero 6usHeca k 6bICTpPO pacTyLlemy. M korga KOMnaHUM CrAMLLKOM 3TUM YBIEKAKOTCS, OHU CTanKMBalTCs C
TEM, YTO Ha3blBaeTCa paspyluTensHbiMU TexHonoruamu: DEC cTonkHynacb ¢ peBonwouven B obnactu
nepcoHarnbHbIX KOMMNbIOTEPOB; Xerox - CO CKaykoM B pa3BuTuM nasepHon nedatu; Kodak - ¢ umdpobiMun
doToannapatamu.

I'Ipe06paaoBaHMe KOoMnaHuu, korga 6a3oBble TEXHOOMUK npetepneBarT 3Ha4YUTE IbHble UAMEHEeHUA - 3ada4a He
M3 NPOCTbIX. I'Ipe>+<,qe BCero, 3To ygap no Yonn CTpI/IT, TaK Kak AeHbrn akumoHepoB Ha4dMHaKT UcyeslaTb B
BonbLUMX KoNuyecTeax, Befb ycunuma, 3atpavyeHHble Ha HOBOBBeAEHUA, NPaKTU4EeCKN HE OKYNatkoTCA.

KomnaHum TEPAKT CBOUX MNOCTOAHHbLIX KIIMEHTOB, TaK KakK TOpFOBbII;I nepcoHan pacnblnaeTca. COprLI,HI/IKI/I
KOMMNaHWI TakKe OKasblBaloTCS B HeonpeaeneHHOM MnoroXeHuu npu Noao0HbIX nepemMmeHax.

HecmoTpsa Ha BCe 3TV TPYAHOCTW Yy KOMMNaHWA-NMAEPOB HeT Bblibopa B AaHHOW cutyauun. OHW OOMMKHbI HAUTK
cnocob nepewTn K HOBOW KOHLEMUUN NN TEXHOMNOIMU, AaXe eCrin 3TO yrpoXaeT UX OCHOBHOMY BusHecy. Ecrin
OHM 3TOrO He caenatoT, ux Byayllee nNod BONpocoMm, 0COBEHHO Mo Mepe TOro, Kak TEXHOMOrs CoBepLUEHCTBYETCS
1 HabupaeT cuny.

Bonpoc coctout B TOM "Kak?"

Bcsa xuTpocTb cocTouT B TOM, YTOGbI MOHATL, Kak NOoMeHATb rnowaaen. Korga komnaHus Lotus ysuaena, 4to Hag
X SNEeKTPOHHbIMM Tabnuuamu HaBuUcna yrposa, Tak Kak nepcoHaribHble KOMMbKTEepbl MOCTEMEHHO CTanu
nepexoguTb Ha onepauunoHHyio cuctemy Windows mn Exel for Windows komnaHum Microsoft, oHa npuHana
€[VHCTBEHHO MNpaBuUNbHOE pelleHne - BpoCUTb BCE CBOW CUMbl Ha pa3BUTUE KOMMEKTUBHOrO MPOrpaMmHOro
obecneveHns Notes n ocTaBUTb CBOM KOrga-to rnaBHbli 6GM3HEC 3MEeKTPOHHbIX Tabnuu. Y aTon uctopuu
cyacTnuBbIV KoHel,: komnanua IBM kynuna u Lotus un Notes 3a 3,5 munnuapga ponnapos. Gillette HanagaeT Ha
CBOU CyLLecCTByloLMe OpaHObl CBOMMM e HOBbIMU YIyYlLEHHbIMWU ne3BusiMvu ans 6putba. MIMeHHO Tak oHa
nogaepxmeaeT 60-npoueHTHY0 OO0 Ha pbiHke. Koraa y Hee nosiBnseTtca ewe 6onee coBeplueHHas 6puTea,
Gillette npoTBONOCTaBNSAET €€ CBOMM e Bonee paHHUM MOAENSM.

BosHukaeT Bonpoc, Hago nu 3anyckaTb HOBbIA OpaHA uNuM gaxe OpraHM3oBbIBaTb HOBYH KOMMaHWUO, 4Tobbl C
GonbLuen nonb3on Ana cebs ncnonb3oBaTb TO, YTO NpoMCXoauT Ha pbiHke? Cadillac cnegoBano GbICTPO 3anyCTUTh
HOBbI 6p3HA, YTOObI AOCTOMHO BCTPETUTL HOBbLIE AOPOrne Hemelkue U sinoHckue aBTomobunu. KomnaHus
6esycnellHo nonbiTanuMch mMcnonb3oBatb cson 6paHa Cadillac (npobnema coctodna B yTtpate 6paHaom Gbinoro
npecTnxa) 1 ynyctuna o4eHb BaXKHbIi CEIMEHT PblIHKa.

McDonald's nonbiTanMcb Mcnonb3oBaTb MOMYNSPHOCTb MWLLBI, OTKPbIB CEeTb pecTopaHoB McPizza, ¢ Tpeckom
npoBanuBLLytocsi. Ceidvac OHM Kynunu ceTb noa HassaHuem Donato's. [pyroit 6paHa - 970 ny4luas ctpaTerus.

3a OKHOM ObICTPO MeHsioWwmiics Mup. HecnocoBHOCTL NPaBUNbHO OTpearMpoBaTb Ha 3TU U3MEHEHUsI NopoXxaaeT
ropasgo GornbLue npobnem, Yem, HaBepHoe, Nobas apyras owwmnbka.

Owwnbka "He 6paTb Ha cebsa pykoBoacTeo"

Ecrmn npe3naeHT KOMNaHnn nnm MeHe)KMeHT BbiCLUEero 3seHa He ynpaBndaloT CTpaTeFI/IeIZ, 9TO peako npmeBoanT K
Xopowunm pesyrnbTatam. B cerogHsiLuHEM >XECTKOM MuUpe MapKeTMHroead cTtpaTterma CJIMWLKOM BaXXHa, 4TOObI
OCTaBIIATb €€ ynpaslieHuaM cpeaHero 3seHa. Korpa s NPOon3HOLY 3Ty CBOKO peyb Noa Ha3BaHUEM "Bbl OTBEYaeTe
3a Bce" nepepn reHeparnbHbIMU MeHepKepamu Unm npesvgeHTamm KOMMNaHWiA, OHWM YacTO OTBEYaloT, YTO HE XOTAT
pa3oyvapoBbiBaTb CBOUX MNOAYNHEHHbIX. OHu xOTaT gatb UM Ty OTBETCTBEHHOCTb, KOTOPYHO OHU obewanun um gatb.

Bce ato XOPOLLO C TOYKN 3peHNA Moparnu, HO A Npu3biBakd UX nogymMmaTb 00 3TOM C BOEHHOW TOYKM 3peHUA.

Ecnn KOpaGJ'Ib TepnuTt OencTBme, OCHOBHAsi OTBETCTBEHHOCTL JIEXUT HE Ha MOMOAOM O(bwu,epe, cToaBLIEM Y
lTypBana, Korga npousoLluna aBapwud. MiMeHHO KanuTaH Kopa6n;| 6yp,eT JepxaTb OTBET nepeq KoOMUCCUEN MO
paccnenoBsaHuio. n CKopee BCcero, 3To oTpuLaTtesribHO CKaXXeTCA Ha ero Kapbepe.

B cerogHsiluHem Mupe MMeHHO npe3nageHT KoMnaHun goJnkKeH oTBevaTb nepen CoBeToM ANPEKTOPOB, Koraa 4To-To
He nagutca. U kak onucaHo B ganbHeNLWKnX rnasax, Bce 6onbllee Konmy4ecTso npe3naeHToB BblHYXOEHbI YXO0OUTb
B OTCTaBKy.

Celnyvac aT0 Balla 3aadva, BblpabaTbiBaTb OCHOBHYIO NIMHWIO, MO3TOMY fly4lle BO3bMUTE PYKOBOACTBO B CBOU PYKU.
naBsa. 2. General Motors. KomnaHus, 3abbiBLUas, YTo NPUHECTIO en ycnex.

B Hauyane B General Motors uapun nonHbin xaoc. Komnanusa Gbina ocHoBaHa Yunbamom [diopaHom B 1904 rogy, u
3aHMManacb rmaBHbIM 06pa3oM CKYMKOW ApYrMx aBTOMOOUMbHBLIX KOMNaHUA, B Te BpeMeHa 3Ta Morodasi oTpachb
NPOMBILLNIEHHOCTM Obina HaBodHeHa npousBoauTensMu. [opaH NOHAN, YTO KOrga y Oo4HOro gena uayT nnoxo,
OpYron MoXeT NOOHSATLCS, U Takke, YTO Ha KOMOMHMPOBAHHOM MPOM3BOACTBE MOXHO CIKOHOMUTbL MHOrO AeHer. K
1910 rogy oH npuobpen 17 aBTOMOOUIbHBLIX KOMNaHu, B Tom Yucne Oldsmobile, Buick n Cadillac.

B 1911 roay oH Bnoxwun aeHbrn B Louis Chevrolet, rae paspabatbiBanack mogernb Classic Six. K 1918 rogy OiopaH
yxe 6bin Bnagensuem Chevrolet, aTomy 6paHay npeacTosno BbIATU Ha nepBoe MecTo B CLUA, BbITECHMB C HEro
Ford.

MosiBnexve Anbcpena CrnoyHa



1918 roa 3HameHaTeneH Takxke TeM, YTO MMeHHO Toraa B GM Ha OOomKHOCTb BuLe-npesunaeHTa npuwen Anbcpen
CnoyH. OH 6bin TecHo cBasaH ¢ bepom ato NMOHTOM, KOTOPLIN OYEHb aKTMBHO WMHBECTMpoOBan B akuun GM.
Hacnepncteo, koTopoe goctanocs CrnoyHy oH Ha3Ban "HepauuoHanbHOW NuHWen npoayktoB". Y GM He 6bino
€0VHON MNOMUTUKU AN BCEX MHOMOYUCIEHHBLIX aBTOMOOWMbHBIX OGP3HOOB, HAXOAMBLUMXCA €e COBCTBEHHOCTM.
EauHcTBEHHON Uenbio kKoMnaHum Bbina npogaxa MalluuH, npuyeM vacTto 6paHabl oToupann obbembl Apyr y Apyra.
OT0 BMOHO U3 cnuncka npogasBaeMblX MOAenen u LeH Ha Hux 1921 roga:

Chevrolet $795-$2,075

Oakland $1,395-$2,065

Oldsmobile $1,445-$3,300

Scripps Booth $1,545-$2,295

Sheridan $1,685

Buick $1,795-$3,295

Cadillac $3,790-$5,690

YUToObl KapTWHA CTana OKOHYaTeNbHO SACHOW, CkaxkeM, YTo Bce 6paHabl, kpome Buick u Cadillac 6b1nm yObITOUHBI.

nepBbIM BbIBOAOM CJ'onHa ObI10, YTO B COGCTBEHHOCTM KOMMNAHMM CIIULLKOM MHOIrO MOAENEN, 1 CIIMLLKOM MHOrve
N3 HuxX p,y6nMpy+0T opyr apyra. Heobxogmmo Gbino BblpaGaTblBaTb CTpaTerno npoayKkToB (TO, 4YTO cerogHqa
Ha3blBaOT MHOFOGpSHﬂ,OBOVI CTpaTeFI/IeIZ). CJ'onH COKpaTtun obLee KonNMUYecTBO Mogernen oo NATU u pacnpenenun
MX no LLeHOBOMY YPOBHIO. Tenepb 9TO CTano BbIrMAaneTb Tak:

Chevrolet $450-$600 Pontiac
$600-$ 900 Buick $900-$ 1,700
Oldsmobile $1,700-$2,500
Cadillac $2,500-$3,500

BasoBoii nonutukoin GM cTano mMaccoBoe NMPOV3BOACTBO MOJHOrO MOAENLHOrO psaa aBTOMOOWNeN, Kaxapli 13
KOTOpbIX 3aHMMarn CBOK HULY B COOTBETCTBUM C KayecTBOM W LeHoW. KoHuenuusi cocTtosina B TOM, YTOObI
npuobLWwuTL niogein Kk cemeincTsy aBTomobunein GM 1 cnocobCTBOBaTb UX ABWXKEHUIO OT Gonee AelueBblX
aBTOMOGUNEl kK Gonee AoporyM. OTo Bbin 0AMH U3 CaMblX NEPBLIX MPUMEPOB CErMEHTaLUN PbIHKA.

[opaboTka 6paHaoB

Moa pykosoactesom CrioyHa GM gopabotana cBou 6paHabl. OH HacTanBan Ha BaXKHOCTW FPaMOTHOrO MapKeTuHra u
paboTbl Hag umumkem 6paHga. OH co3gan HecKonbKo MoApasfaeneHuin B COOTBETCTBMU C OBCNyXMBaeMbIMU
pblHKaMX, U Jan pyKoBOAUTENsM 3TUX noapasgeneHui Bce NONHOMOoYMsl, HeobxoauMMmble Ans 6opbbbl 3a
notpeburens.

MosiBMnuCh NATbL pasHbIX, HO OYeHb CUIbHBIX BpaHaoB: Chevrolet, Pontiac, Buick, Oldsmobile n Cadillac. 3tn nsatb
6paHaoB u npusenu GM Kk TpuymdanbHOM 57-NpoLEeHTHON Aone BCEero amMepuKaHCKOro pbiHka aBTomobunen. B
cepeavHe 1950-x rogos, elle 6onbluee yBenuyeHne aonu GM Ha pbiHKe NPUBREKNO Obl BHUMaHWe deaepansHoro
npaBuTeNbCTBa M Kpukam: "X Hago pasbeaunHuTtb!". OTa TPyAHOCTb NpuBena K TOMY, YTO PYKOBOACTBO
BblHYX€HO OblNO CMeHUTb cTpaTeruio, YTO CTano Havanom npouecca yTpaTbl NUAMPYHOLLEro MosfioXeHus
KOMMaHUWN Ha pbIHKE.

Henavite 6onblue aeHer

B cuny cBoero OMUHMPYIOLLEro MONOXEHUA Ha pbiHke, GM cTana HanpaensiTb CBOW YCUMUS He Ha yBenuyeHue
obbema npousBoAcTBa M YNyylleHUs KayecTBa CBOWMX MallvH, @ Ha TO, 4ToObl caenaTb Gonblie AeHer npu
OTHOCUTENbHO cTabunbHbix obbemMax npogax. B 1958 rogy ®pepepuk k. OoHHep, duHaHCUCT, cTan
O[HOBPEMEHHO MpeacefaTeneM coBeTa AMPEKTOPOB W Npe3naeHToM Komnanun. MpousBOACTBO MalUMH - 3TO
3ameuvaTteribHO, HO NnosyyeHne NPpUbbLINKM BLILLNO Ha NepBbIv NnaH. [NoapasgeneHns NUWKMIUCL CBOEN aBTOHOMUM.

OpHaxabl s obepgan ¢ ®penepukom [JoHHepoM. MeHsi MHTepecoBan ero B3rfsg Ha MawuHbl. Ho s ycnbiwan
MOHOJSIOT O cUCTeMe opraHusauum GM 1 o TpyaHOCTSX B paboTe ¢ TakMM GOorbLUMM COBETOM AMPEKTOPOB. KoHeuHo,
OH MbICNUI He Tak, kak Anbcpen CroyH. MpaeneHve CroyHa Bce darblue OToABMranoch B MpOLUSioe, Y Ha NepBbli
nraH NocTeneHHo BbIWNN GyxranTtepbl. EABa yrnoBUMble USMEHEHUS B TOM, KTO Mepep KeM OTYMTbIBaeTcs, U B
cucTeme NPUHATUS peLLEeHUin 3aKpenmnii NpUoPUTETHOCTb (PUHAHCOBO CTOPOHBI.

BonbLie yem yto-nMbo Apyroe, CMMBOSIOM STOr0 HOBOrO HaMpaBfeHWUs cTana uaes "NMoroTUNHON TexHonoruu". 9To
nsobpeTeHne coTpyaHVKOB (hMHAHCOBOrO OTAeNa KOMMNaHmM NOSABUMOCH Kak CPpeacTBO YBENMUUTL NpubbIfb "Yepes
eanHoobpasue”. OHKM ckasanu Torga: "370 Xe BCE MalUuHbl. [loyemy Bbl He 0bMeHsaTbCA aeTanamun?" MeaneHHo,
HO BEpHO, pasHble 6paHabl CTanu TepATb CBOK MHAMBWAYaNbHOCTb M BHYTPWU U CHapyxu MaluHbl. Mpouecc 6bin
TakMM OYEBUAHLIM, YTO CTaTbst O Mogenax-konusx: Chevrolet, Oldsmobile, Buick, Pontiak, Bbinyckaembix GM, 6bina
BblHECEHA Ha 0610XKy XypHana Fortune. CtaTbsa Bbilwna 22 asrycta 1983roga, u Ha obnoxke KpacoBanucb
cTosiBWIME psaom uyeTbipe mMogenu. OHM Obinv NpakTU4EeCKM MAEHTUYHbl. HasBaHue cTtaTbM OKasanochb
npopoyeckum: "He noctpagaet nnm GM ot cBoero ycnexa?"

Takoe egnHooGpasve yBennyinno npubbisib Ha Kakoe-To BPEMsi, HO CTEprio pasnuuusa Mexay 6paHgamu, KoTopble
Anbdpen CnoyH ¢ Takum TpygoMm B CBoe BpeMsi BblpabatbiBan. General Motors nepeluna ot MHOro6paHgoBow
cTpaTteruu K ctpaTermm ogHoro 6paHaoB.



MosiBrneHue Pogxepa Cmuta

Haunbonblwen Bnactn Gyxrantepa gocturnu npu Pomkepe Cmute, douHaAHCUCTE, KOTOPbLIN CTan npeacegatenem
coseTa AupekTopos B 1981 roay. MNepsbiM ero genom ctana npopaxa aaaHus GM B Heto-Vopke u nepesoa
bonblwen Yactn cuHaHCOBbLIX onepauun B [detpounTt. MNpn CMuTe 3Ha4MTENbHOE YUCIO (PUHAHCUCTOB ObInu
Ha3Ha4eHbl Ha HEBEPOATHbIE JOIMKHOCTY rNaB onepaTuBHbLIX OTAENOB.

HeyaumButensHo, 4To CMUT ynycTun us Buay CBOK CaMyto BaXKHYKO ayauMTOpuo, CBOMX nokynatenen. Ha ato 6bino
brecTtswe ykaszaHo B nonynsipHon kHure Anbbepta Jln "3oBute meHs npocto Pomkep” (Velma Clinton, Chicago,
1988):

Hepoouenus MNCUXOJNIOrMYeCKyo CTOPOHY no6su amMmepukKkaHueB K MalluHam, OH OT6pOCI/IJ'I GM Ha rogpl Hasag B
TOM, YTO KacaeTcsa gu3anHa. KOTOprIZ COBCTBEHHO U npogaeTca.

Pop,>+<ep, 6yﬂy‘-|lll 6yxranTep0M, KOTOprI7I HUKOrga He pykoBogwun npou3BoACTBEHHbIM MpoueccoM Ha 3aBoge U
HUKOraa He ynpasnan npoueccomM co3gaHnA Kakoro-nnbo npoaykTa, caenan BbiBO4, YTO OTBETOM GM Ha MUpOBYHO
KOHKYPEHLIMIO CTaHeT p060TI/13aLI,I/19|.

Hurae nydwe He paccka3aHo 06 3TOM cTpaTernv, 4Yem B YNOMSIHYTOW Bhbille cTaTbe B XypHane Fortune (22
Asrycta 1983), B KOTOpPOW onuckIBarncs HoBbI 3aBof Mo cbopke aBTomobunen B MuyuraHe.

CyuecTaytowimn obpaseL, - 3T0 OrpoOMHbIV HOBbIV 3aBOf, Mo cbopke aBTomMobunen B OpuoH TayHwun B Muuurawxe,
roe GM 6ynet cobupate mogenb knacca C 1984 roga, nepefHenpueoHble 6onblune ceaaHbl. 3aBog CTOMMOCTHIO
600 MUNIMOHOB A0MNapoBs, M3obunyowui poboTamu, KOMMbITEPHBIMU TEPMUHaNaMmy, aBTOMaTU3MPOBAHHBLIM
CBapOYHbIM 0OOpYyAOBaHMEM, BKMOYas ABE ruraHTckue cuctembl Pbogate ctoumocTtbio 1,5 munnmnoHa gonnapos
Kaxkgasi, KoTopble BblpaBHMBAKT W CBapUBAaKOT YacTU KY30BHbIX MNaHenen. ABTOMaTuyeckue BunbyaTble
aBTOMNOrpy3ynky, ynpaensemble Yepes npoBoaa, NoABeAEHHbIE CHU3Y, OCTaBNAT AeTanu NpPsiMo C NOrpy304HOn
nnatdopMbl. Mo ceoew rmbkocTn Orion ycTaHaBnNMBaeT HOBble CTaHagapThl Ans 3aBogoB GM.

K coxaneHuto, Bcs aTa haHTacTuyeckasi TEXHOMOormst He cnocobcTeoBana ycnexy GM.
Haszapg B 1921 rog,

Onoxa ByxranTtepoB cambiM ApamaTtudHbiM obpasoM ckasanacb Ha cygbbe nnaHa Anbcpena CrioyHa. Korga Bbl
cocpefoTayMBaeTe CBOWM YCUNUSE Ha MONyyYyeHun Gonbluein nNpubbinm, MeHemKepbl Noapas3aeneHuin odeHb GbICTPO
CMeKaloT, rge Ans HuX mMeaoM HamasaHo. [1oaTomy, 4ToObl ynyylwuTb CBOM Mnoka3atenu (U, pasymeertcs,
npemuanbHble), kaxaoe noapasgeneHne GM BbIWO 3a npedenbl NapameTpoB TLATENbHO BbICTPOEHHOM
NPOM3BOACTBEHHON MONMUTUKK, NpeasiokeHHon paHee. LleHbl Ha Chevrolet nogHsanuch ¢ nosierieHvem Gonee
3KCTpaBaraHTHbIX MOAEeNewn, To e camoe npomsowso ¢ Pontiac. Buick n Oldsmobile ynanu B LeHe ¢ nosiBneHnem
b6onee pgewesbix Mmoandukauui. Korga Bce cTpacty ynernucb, okasarnocb, YTO MallWHbl HE TOMNbKO BHELLHEe
MOXOXWM, HO 1 COBMAZaT Mo LeHaMm. BarnaHnte Ha nocnegHuii npamc-nuct GM:

Saturn $10,570-$21,360
Chevrolet $13,995-$45,705
Pontiac $16,295-$32,415
Oldsmobile $18,620-$35,314
Buick $26,095-$37,490
Cadillac $31,305-$48,045

Bbl Buaute, 4to npowmsowno? Onate 1921 rog ¢ ero eaBa 06GO3HAYEHHbIMU pasnuuusMu mexay 6paHgamu,
KOHKypupylowMumum apyr ¢ gpyrom. BepHynacb 6binas Hepasbepuxa. [ons Ha pbiHke ynana ¢ 57% Bcero
aBToMobunbHoro 6usHeca CLUA po 28%. [Ansa Tex, KOro MHTEpecyeT, YTO 3TO 3HAYUT B OEHEXHOM 3KBMBAreEHTE,
CKaxeM, 4To 3TO okono 90 munnuMapgoB OOSNapoB MnoTepb B npogaxax. [NogobHble noTepu NpmMBOAsAT K
XPOHUYECKMM MPOCTOAMMW, OTCYTCTBUIO POCTa U HEMPUSITHOCTSIMU C pabounmu.

MosiBneHne coBeTa AUPEKTOPOB

|_|pI/1 nageHnn Oonu npogaxX Ha pblHKe HeyauBUTEIIbHO, YTO HEeCKOJIbKO JieT TOMY Ha3aj COBEeT OMPEKTOpPOB
B36yHTOBaJ'ICFI, N BbIrHan BbICLWUMX MeHemKepoB. 3a nocnegHue rogbl CMEHUNOCb HECKOJSbKO reHepanbHbIX
AOVPEKTOPOB, KOTOpPble He Oblnn 6yxranTepaMM, nosaABUCA HOBbINM rnasa otaena MapKeTuHra, HoBble 6p3Hﬂ,-
MeHeXepbl. MOXHO O0Nro nepeyvncnaTtb, 4TO ObIno nepenpoGOBaHo. Ho noxoxe, HMYTO MOKa He B COCTOSIHUW
yBenn4nTb 050 GM Ha PbIHKE.

Camasi nocrnefHss norbiTka - 3TO Ha3Ha4YeHWe caMoro morogoro B uctopum GM reHepanbHoro avpektopa. 47-
neTHuii Pk BaroHep He cobupaeTcs MUPUTBLCS CO CTOSIb KOCHBIM CTUNEM MpaBfieHns U HamepeH npugate GM
CKOPOCTb MHTEPHeTa, NepeBeas Ha Hero Bce, YTO MOXHO. ByaeT nu JocTaTovHo 3Toro “UMdpoBoro uMnyrbca“?
3axoTaT nM nogu nokynate MalwuHbl GM K3-3a TOro, YTO OHWU CTaHyT MEpPEedBWKHbIMW CpeAcTBamu CBS3M,
NOAKIOYEHHbIE K UHTEPHETY? Mnu NOoTOMYy, YTO Ha NpMOOPHOI JOCKe eCTb KHOMKa CMyTHWMKOBOW CBSI3M “on star”
(kcTaTu, Takasi ke ecTb B MaluuHe y BatmaHa). MoMoXeT N 3reKkTpoHHasi cuctema CHabXeHVs Aenatb MalluHbI
GbicTpee, C MEHbLUMMW 3aTpaTaMu U B BornbLUEN CTENEHN OPUEHTUPOBAHHLIMU Ha NoTpebuTens? BosmoxHo, Aa.
Ho nocneanHuit 6pocok GM B CTOpOHY poGOTM3aLMU He BHEC CYLLECTBEHHbIX NMepeMeH. dTa npekpacHas Hosas
LncbpoBast TEXHOMOIUA Takke He peLlaeT OCHOBHbIX NpoGiemM GM.

B General Motors no3abbinu, 4TO MMEHHO MPUHECNO MM ycnex. A BCe CBOAMTCS K TOM e caMOW cuTyauuu,
KoTopowm cTtorkHynca CrioyH 80 neT Tomy Ha3aa. Kakum o6pa3om koMnaHus cMorna otobpath HyXKHble Bp3aHabl v



HaWTLU MECTO ON1s KaXJOro M3 HUX Tak, YTOObl OHW OTNMYanUCb Apyr OT Apyra M CyLeCTBOBanu OfHOBPEMEHHO,
pononHsa apyr apyra? OTBeT noTpeboBan cepbe3HOro XMpypruieckoro BMmeluaTensctsa B 1921 rogy, korga
CrnoyH ynanun gga 6paHaa, KOHCONUAMPOBan OEeATenbHOCTb KOMMaHWMK, U NepenosnMoHMpoBarn OcTaBLUMeCs
6p3aHabl. YToObI NonpaeuTe Aena B 2001 rogy, NpuaeTcsi, BEPOSITHO, ONSATh NMOWTU Ha 3HAYUTENBHYH NEepPecTPonKy
cucTeMbl. [NocTeneHHoe cokpalleHue Bbinycka Oldsmobile - aTo xopollee Hayano, Ho 6yaeT HENPOCTO UMETL Aero
CO CTapbIMy KINMeHTaMK, pas3dbmpaTbes ¢ kanobamm NpodCcor30B 1 OUNEPOB.

B 10 xe Bpems, GM, noxoxe, ABMXETCHA B NPOTUBOMOMOXHOM HanpaBfeHUU, Tak Kak CyLLeCTBYIT NnaHbl
npueneyYb Gonee MornoAblx NOKynaTenem, BbiMyCUB 7 HOBbIX MOAENEN CTOMMOCTLI0 NpubnusntensHo $20,000 unu
Jaxe MeHblue. HekoTpble n3 atux moaenen 6yayt moaepHusauuamu cepunm Saturn S n Chevrolet Cavalier,
KOTOpble cenyac nomnb3yrTCa Bce MeHbLMM cnpocoM. A Chevrolet HannykaeT BCAKMMW HOBLUECTBaMU CBOW Maribii
nukan S-10, npeBpaTMB ero B aBTOMOOMNb cpeaHux pasmepoB. Pontiac npeactasut HoByko mopens Vibe,
HebonbLIOW CMOPTMBHBLIN PyproHunk. Noea Bam yxe ficHa: 4o6aBUTb CROXHOCTU K YXKe AOCTaTOYHO CMOXHOMY
Habopy CRULLKOM MOXOXWX APYr Ha Apyra mMawwuH. WcknioumB ogHy mModenb, HO aobaBuB cemb HOBbIX, GM
npogorkatoT comBaTh C TOMKY NOKynaTenemn, YTo Bceraa nroxo ckasbliBaeTcs Ha GusHece.

Ho aTto ux 6yaywasa npobnema. A noka, Kako ypoK Mbl MOXEM BbIHECTU U3 TEX HEMPUATHOCTEWN, B KOTOPbIX
okasanmcb GM?

Ypok. OcTeperantecs ycnexa
Ycnex 4acTo BefeT K CaMOHaAestHHOCTU. A caMOHaAEesiHHOCTb - K MpoBarny.
3Qro - 310 Bpar ycnelHoro mapketuHra. O6beKTUBHOCTb - BOT YTO HEO6X04UMO.

Togn, KOTOpble OOCTUrakT onpeaerieHHbIX BbICOT, Kak npaBuIo, TeparT 00BbEKTUBHbLIN B3NS4 Ha npoucxoasiliee
W NOAMEHSOT CBOUMM OLeHKaMU JEeNCTBUTENbHbIE TpeﬁOBaHI/Iﬂ PbIHKa.

Yacto nmeHHo ycnex poKoBbIM 06pa30M CTOUT 3a ONMpoMeTYMBbIM pelleHneM pacllinpeHna MmoaenbHoro paaa.
Korpa 6p3HLI, ycnewHo npogaeTcd, KoMnaHua npuxoguT K 3akni4veHuo, YTO Ha3BaHME UMENIO nepBOCTeneHHOoe
3Ha4yeHne ana ero ycnewHoro npoaBmwxeHus. M HaunHatoTcA CPOYHble NONUCKK NMPOAYKTA, K KOTOPOMY MOXHO
ObI10 6bl npunennTb TO e Ha3BaHue.

Ho uctuHa coctout B npAMo NpPOTUBOMOJIOXKHOM. HaseaHue He cgenano 6p3HLI, M3BECTHbIM (XOTH, KOHe4Ho,
Heyaa4yHoOe Ha3BaHMe MOXET NpenAaTCcTBOBaTb yCnexy 6p3Hp,a). BpaHp, cTan m3BeCTHbIM, NOTOMY YTO KOMMaHUA
NnpuHAnNa BepHble MapKeTUHroBble pelleHUA. npeﬂ,ﬂpl/lHﬂTble €l Warn Haxoaumnucb B MOJIHOM COOTBETCTBUU C
(*)yHLI,aMeHTaJ'IbeIMM 3aKOHaMn MapkeTuHra.

OHM NpOHWKNN CHavana B co3HaHwe notpebutenen. OHM cy3unu dokyc. OHU 3aBnagenu rnaeBHbIM aTpubyTom,
HeobxoayMbIM NoTpebuTensm.

Yem Gonblue Bbl accouumpyeTecb CO CBOMM OGP3HAOM MM KOpnopaTMBHLIM MMeHeM, Tem Bonbluas BEPOSATHOCTb
TOro, YTO Bbl NONageTe B fIOBYLLUKY NOA Ha3BaHWEM "paclLuMpeHne NUHUM NPOAYKTOB". "OTO He MOXeT ObiTb U3-3a
Ha3BaHuda", gymaeTe Bbl, KOrga BCe HayMHaeT cknagbiBaTbCcA nnoxo, "Y Hac otnuyHoe mma". "Tornbenwu
npeaLwecTsyeT ropAoCTb, 1 NageHnio HagmMmeHHocTb" (KHura MNputyen ConomMoHoBbIx 16:18)

Ha camom gene, aro MoXeT ObiTb 1 3PEKTUBHON ABUXKYLLEN CUMON B NOCTPOeHUn 6usHeca. BpeauT BHeapeHue
BaLLEro aro B MapKeTUHOrBbIM npouecc. Jlyywmre cneumanvcTbl-MapkeTonorn obnagatoT cnocobHOCTbI0 MbICIIUTE C
no3unummM noTeHumansHoro knueHta. OHu cTaBaT cebs Ha ero Mecto. OHM He HaBA3bIBaOT CUTYaLMN CBOE BUAEHME
mMupa. NomMHUTE, YTO MU - 3TO TONBKO Halle BOCMPUATUE, N €OUHCTBEHHOE, YTO B MAPKETMHIE UMEET 3HaYEHUe -
3TO BOCNpUATUE NOTpedutens.

Mo mepe Toro, kak poc ycnex GM, MmeHeXepbl BbICLLErO 3BEHA NOCYUTaNM, YTO OHU MOTYT AenaTb Ha pblHKE BCE,
4YTO MM B3gymaeTcs. Ycnex npueen K Heydade. byxranTepbl nocuyutanu, YTO OHM MOTYT AenaTb BCe, YTO UM
B34ymMaeTcs, YToObl caenatb MallunHbl 6onee npubbinbHbIMKU. YTO nioau n Aansiie 6yayT nx nokynate. B aTom oHu
oLMBNnCh.

Chevrolet 66151 HEBEPOATHO yCMNELHbIM, 3KOHOMUYHBIM CEMENHBIM aBTOMOGUNEM. MimeHHO noatomy B GM peLunnu,
YTO MOXHO pacLUMPUTbL MOAENbHBLIN PAg, NPeasiokuB eLe 1 OPOryto, CNOPTUBHYH, FPY30BYH0, MHOOYI0 MaLLVHY.
3710 6bina owwmbka. Moatomy Chevrolet 6onblue He sABNsSeTCa “"BCceHapoAHbIM Nobumuem AMepuku' 1 CTOUT Ha
YeTBEPTOM MecTe no nonynspHocTu. lNepBoe MecTo 3aHsaNa Toyota.

Buick n Oldsmobile 6binnM o4eHb XOpoLLO NpoAaBaeMbIMU ANUTapHLIMKU MallMHamu. [103ToMy pyKOBOACTBO peLUUsio,
4YTO NMIOAAM MOHpaBaTca 1 6onee gellesBble Bepcun. B 3Tom oHM GbinNm nNpaBbl, HO OHWM He yynu, YTo obnagaHve
TaKoM MaLLUHOM yke He ByaeT CTONb NPEeCTMKHBLIM.

Henb3a genaTb 10O, 4YTO BaM 3abnaropaccyautcs TOMbKO NOTOMY, YTO Bbl 4OOMNUCH ycnexa. HUKTo Bam He MoxeT
AaTb rapaHTum gansHewnwero ycnexa. Bol MoxeTe nony4nTb NpsiMO NPOTMBOMNOSOXHOE - rapaHTUo Nposana.

Ypok. Jlngepbl 4OMKHbI 3aLmLaTLes

Hvkorga Hemnb3s UrHopMpoBaTb Cepbe3Hble Lark KOHKYPEHTOB. Y GOMbLUMHCTBA KOMMAHWA TOMbKO OAWH LUAHC
BblUrpath, HO Y nNuaepoB nx asa. CHavana oHu nobexaatoT, Korga cTaHoBATCA naepamu. 3aTeM OHM nobexaaroT,
MOBTOPSAS yAayHble Llaru KOHKypeHToB. Ho nuaep gormkeH ObICTPO pearpoBaTh, Noka Hanagawolwas CTOpoHa He
ycnena oKpenHyTb.

MHorve nuaepbl OTKa3blBAOTCS BECTU KOHKYPEHTHY0 60pbOy, Tak Kak UX 3ro BbIXOAMT Ha NepBbii nnaH. Xyxe
TOro, OHU C NpeHebpexeHneM CMOTPAT Ha pas3BUTME CBOUX KOHKYPEHTOB, He 3amMedasl, Kak HacTyrnaeT MOMEHT,
Korga cuTyaumio yxxe HEBO3MOXHO CracTu.



TNupepy nerko BecTn o6opoHy Grarogapa ceoemy yaadyHoMy pacrofioxeHuo Ha none 6os. MoMHuTe, YTo BoWHa
BedeTcs B CO3HaHuM Gyayuiero notpebutensa. Ytobbl OCTaBUTb B CO3HaHMM BrievyatrneHue, HanagaloLleMy
TpebyeTcsa HekoTopoe BpemMsl. OBLIYHO, Y Naepa OCcTaeTcs AOCTaTOYHO BPEMEHU, YTOBbI BLICTPOUTL 0B6OPOHY.

B TeuyeHue mHorux net aBTomMobunbHas npombiwneHHocTs CLUA Gbina oTnmMyHOM MnscTpauuen SToro npuHumna.
oBoput [xoH [delloypuH B cBoen kHure "B acHbIN AeHb Bbl MoxeTe yBuaeTb General Motors" (On a Clear Day
You Can See General Motors, J.Patrick Wright, Wonder Book, 1979):

"XoTsa koMmnaHusa Ford u npeBocxoguna General Motors B ModenbHbIX HOBOBBEAEHUSAX, B TO BpeMs, Koraa s
pabotan B GM, a Chrysler npeBocxoguna ux no 4acT TEXHUYECKMX HOBOBBEAEHMUIA, HU Ta HU Apyrast KOMMaHus He
YMEHbLUUIN CKOMNb-HWUBYAb 3HauMTenbHO 50-Tu NpoLEeHTHOW Aonu GM Ha pblIHKe.

GM He BBOAMMA HUKAKUX 3aMETHbIX BaXHbIX aBTOMOOMWMNbHbLIX HOBLUECTB CO BpPEMEH ruapaBriMvyeckoun
aBToMaTun4eckomn kopobku nepeday (1939) n xecTkoro Bepxa aBToMobunbHoro Kysosa (1949). Ford 6bina nepson
NPaKTUYECKN Ha BCEX BaXHbIX HOBLIX PblHKaX, B TO BpeMs Kak Chrysler BBoauna 3HauuTernbHble TeXHUYeckne
HOBLLECTBA, TakuWe Kak pyneBoe ynpaBfeHue C ycunuTtenem, TopMo3a C YCunuTenem, SfeKTponogbeMHUKU U
reHeparop.”

Ho KOMY NMPpUNNUCbIBAOTCA 3acnyru 3a OCTMXKEeHUA MH)KeHepHOI;I Mbicnn? General Motors, KOHEYHO.

370 pesynbTaT 3abnyxaeHus "Mpaega nobegut”. MNpeanonaraemblii NOTpebuTenb TOXe MoraraeT, YTo npasBaa
nobeaut. CnegoBaTtenbHO, paccyxaaeT noTpebutens, pas AaHHas KoMMaHUs NMOMPYET Ha pbiHKE, 3HaYMT npaega
Ha ee CTOPOHe, 3HauuT NpoaykT GM npeBocxoauT BCe ocTasbHbIE.

Ho ato paboTtaeT TOnbkO ecnu Bbl BOCNpPUHMMaeTeChb kak 6e3ycnoBHbin nugep. K GM aTo yxe He OTHocUTCS.
Bocnpuatnio GM kak nuaepa Obin HaHeceH aTanbHbIM yaap, Koraa KoMnaHwst He CMOorfa 3awuTUTbes OT
HawecTBus B CLUA aBTomMoOunen Hebonblumx pasmepoB. W ctaHgapThl kadyectBa GM He COOTBETCTBOBaNm
CTaHgapTaMm KayecTBa HEMELKKMX U SAMOHCKNX aBTOMOOUIMbHBLIX KOMMaHWA.

,D,OJ'I)KHa nnm nunanpywuwaa KoMmnaHuma 3aluuiartbCAa OTO BCEro unm paccMmatpuBaTb TOJIbKO Te NMpOoABIIEHUA
KOHKYpPeHUUN, KOTOpble, BEPOATHO, 6yﬂ,yT yCFIeLIJHbIMI/I? XOTS HET HUKAKOro cMbicna 06pau.|,aTb BHMMaHMe Ha ABHO
rmynble KoHuenuun, KoMy 06 aTom CyLI,I/ITb? Korga nosiBuncs FlepBbII;I XYyK Volkswagen, OH Ka3alca O4YeHb
HenenbiM. Torga >xe nosiBUnNacb TUMWYHO Ll,eTpOIZTCKaFI LIJyTKaZ"TpI/I Belwun B AmepMKe, O KOTOPbIX roBOPAT C
npeysesnindeHneEM, - 3To H0XXHaA KyXHA, JOMaLLHUIA CEKC U WMHOCTpPaHHbIe MaLUUHbL."

MHOrMM KOMNaHMAM NPULLIIOCH NOXaneTb O TOM, YTO OHW He cpearMpoBany MrHoBeHHO. CerogHsALWHWN NOAXOA, -
3TO BeposiTHee Bcero: “[laBanTe nocrnegum 3a cutyaumen n nocMoTpum, 4to byaet".

Ho ana nupoepa 310 MOXET cTaTb ONacHoOW TakTUKoW. CRMLLKOM 4acTo TO, YTO MPOUCXOAUT, NMPOUCXOLUT CITULLIKOM
6bICTpO. N BAPYr OKasblBaeTCs, YTO YXe CMAMLIKOM NO34HO BOWTWM B urpy. AnoHubl BbICTpO nocnegosanu 3a
Hemuamu, 1 npexge 4Yem General Motors noHana, oTkyga HaHeceH yaap, Hebonblive aBTOMOGUNU yxe
cocTtaensnm 20% Bcero pbiHka, a GM octanack Ha 06o4nHe.

Mo vpoHun cyabbbl, TO Xe caMoe NPOU3OLLIIO B APYroM cermeHTe pbiHka. Mercedes u BMW Havanu npogasaTb
6onee pgoporve mMawwuHbl, Yem Cadillac. GM He cmorna KOHKypupoBaTb CO CBOWM HOBbIM GpP3HAOM B 3TOWM
kateropun. (Ei cnepgosano BepHyTbCA K cBOen moaenu LaSalle, 3HameHuToMy CTapoMy OOpPOroMy aBTOMOOGWIHO).
3aTeM Ha pblHKe NOABUNUCHL ANOHLBI ¢ Acura, Lexis u Infinity.

CerogHs 6onbluas Yactb PblHKa POCKOLLHbIX aBTOMObUNEn npuHagnexXmt HeMmeuknm 1 AnNOHCKMM KOMMNaHUAM. GM
onaATb HabnogaeT 3a npoucxoadimm c 0BO0YMHBI.

Ypok. He TepsiiiTe cBA3M ¢ peanbHOCTbIO

Uem kpynHee KOMNaHWs, TEM BEPOSITHEE, YTO BbICLLEE PYKOBOACTBO YTPAaTUIIO CBA3b C NEpefoBO nNuHuen. Ecnn
Bbl OY€Hb 3aHATbLIV NPe3naeHT KOMMNaHuK, kKakum obpa3om Bbl cobupaeTe OOBHLEKTUBHYHO MHOPMALUIO O TOM, YTO
B AENCTBUTENBHOCTU NpoucxoanT? Kak Bbl cnpaBnseTech C NPUCTpacTUEM MEHEKEPOB CpeaHEro 3BeHa coobLuaTb
BaM TOSbKO TO, YTO, MO UX MHEHUIO, Bbl XOTUTE ycrblwaTtb? Kak Bbl pearvpyete Ha nNnoxue HOBOCTU, NpuxoasLine
Hapsay ¢ XopowunumMmn?

OauH 13 cnocoGoB MOMy4YnTb pearbHy KapTUHY - 3TO 3aMacKMpoBaTbCsl UMK IBUTLCSI MHKOFHUTO. OTO OCOGEHHO
3 heKTUBHO AenaTb HA YPOBHE ANCTPUOLIOTEPOB M PO3HUYHBLIX NPOAABLIOB. OTO BO MHOTOM HaNOMWHAET KOpOss,
KOTOPbI NepeoaeBaeTCs B NPOCThlE OAEXAbI, YTOObI CMELLATLCA CO CBOMMMW MOAAaHHLIMU U Y3HaTb, YTO OHW Ha
caMoM fJere AyMatT O NPOUCXOASILLEM B KOPOneBCTBe. CrMULLIKOM MHOMO UHTpUr nReTeTcst npu aAsope. Moatomy
BaM HeOGXOAMMO HAWTW OAHY UIW ABE YUCTbIE AyLUM, KOTopble ByayT coobluaTh He TOMbKO XOpOoLUMe HOBOCTU, HO
Takke U nrnoxue. 3To MOryT GbiTb MIafliMe MEHeOXKepbl, UMK AWNEpPbl, UK KIueHTbl. KTo-Hubyab, k1o 6yaeT
coobLLaTh BaM HenpuyKkpaLleHHyo npaeay.

MopasmbicnnTe Hap npoBanomM ManeHbKkMX kagunnakos (cHavamna Cimarron, a Tenepb Catera). KTo-Hubyab u3
CMOALWKUX B OKoMax, BEpOATHO, Mor Obl nofckasatb npesnaeHTy komnaHum, 4yto Cadillac, KoTopbIn NOXox Ha
Chevrolet, Hukorga He ByaeT XopoLLo npoAaBaTthCs. Tak U CAyYnnocs.

,D,pyr0|71 acnekT aTomn Flp06J'IeMbI - 3TO pacnpeneneHne BpemMeHu rnaBbl KOMNaHUW. CnvwKoM MHOro BCTpe\,
CINALLKOM BbICOKa XO3SIMCTBEHHAA aKTUBHOCTb, CIIMLLKOM MHOMO NULLHUX 3acefiaHui coBeTa OUPEKTOPOB, CIULLKOM
MHOro pyxXecKkux obenos. CTpaTeFI/IFI - 9TO CIIMLLKOM BaXXHbI BOMNPOC, 4YTOObI nepegaBsatb ero Nnog4nNHEeHHbIM.
Ecrm n nepegaBaTtb KaKMe-HMGyﬂ,b jena, nepepavte ny4ywe cBoe npencenatesibCkoe Kpecrio Ha cneayrouiem
6J'IaFOTBOpI/1TeJ'IbHOM baHkeTe. (Bmue-npesmp,eHT CoeguHeHHbIx LLTaToB, a He npe3ngeHT, NPUCYTCTBYET Ha BCEX



rocygapCTBEHHbIX FIOXOpOHaX). BHyTpeHHI/Ie 3acefaHune - 3TO cnefgywuiee, 4To Hago COKPaTUTb. BmecTo TOrO,
4TOObI roBoOpuTtb O np06nemax, noutTe n NoOCMOTpUTE Ha HUX CaMMW.

Mmaea 3. Xerox. MNpepackasaHue ByayLuero, KOTOPOe Tak U He HacTaso

Cpenatb YEeTKYO0 OOJTTOBEYHYH KONuto OblNIO HEBO3MOXHO B Obinible BpeMeHa (LI,O HacTynneHna 3pbl KapJ'ICOHa.
anXOLI,I/IJ'IOCb ncnonb3oBaTb npouecc TepM0rpad)|/w1, B pes3ynbTate KOTOpOro MOXXHO ObIno nonyyaTtb Konuun Ha
FlarII/IpOCHOI;I 6ymare. YuTatb ux 6b1n10 TPYAHO, XpaHUTb HEBO3MOXHO, TaK KaK OHM OYEeHb 6bICTp0 onepHenw.

Bce 310 M3MeHunock ¢ nsobpeteHnem Yectepom KapncoHom cutembl konupoBaHus Ha obblivHOM Bymare, koTopas
ncnonb3oBana ctaTuiyecKkoe SMeKTPUYeCTBO ANS nepeHoca M3obpaxeHns ¢ ogHoro nncta dymaru Ha apyron. OH
HasBarn 3Ty cucTemy Kceporpaduen, CNoBOM, COCTaBMNEHHbIM M3 ABYX FPEYECKNX CIoB “"Cyxor" 1 "MMcbMOo".

3710 n30bpeTeHne ObINoO HeNpocTo NpodaTh. B TeuyeHne 10 nNeT OH XxoA4un U3 KOMMaHWM B KOMMNAHWIO, NblTasCb
HalnTU NoKynaTens Ha 3TO OTKpbITWEe. HakoHel, Hebonbluas Hblo-Mopkackas POTOKOMMpOBarnbHas dupma nog
Ha3BaHuneM Haloid npruobpena npaBo Ha pa3paboTKy kceporpadumyeckon MalmHbl. Haloid nomeHsna cBoe nmsa Ha
Haloid Xerox n B 1959 roay Bbllna Ha pbIHOK ¢ Xerox 914, nepBov aBTOMaTUYECKON KOMMPOBasribHOW MaLlWUHON
(oHa npoussoguna 7,5 konuit B MUHYTY). XKypHan Fortune Hassan 3ty orpomHyto 300-KMnorpamMmoBy0 MaLLUHY
"CcaMblM yCrneLUHbIM NPOAYKTOM, Koraa-nvbo nosiBnsiBlIEMCH Ha pbiHkax AMepukun”. OcTanbHoe yxe npuHagnexur
nctopum. K 1968 rogy npogaxu komnaHum npes3ownu 1 munnuapg gonnapos, M cenyvac 3to ogHa u3 100
KpynHenwunx koprnopaumin B CoeanHeHHbIX LLTaTax.

PokoBoe npefckasaHve

13 uroHsa 1970 Mutep Makkoy B3sin CroBO Ha cobpaHumM akLMOHEPOB U pacckasarn O CBOMX MiaHax Mo BbliBOAY
Xerox Ha nuaepytoLme no3uummn B cpepe MHADOPMaLMOHHBLIX cucTeM. BOT kakumMm GbIno ero [oBoab!:

Xerox v IBM - aT0 ABe KpynHble KOMNaHuu, cneuuanusnpyrolmecs Ha nipopmaumoHHom 6usHece. IBM obnagaet
YacTblo, CBSI3aHHOW C 06paboTKOM AaHHbIX, Xerox 3aHUMaeTCs MepeHOCOM AaHHbIX Ha Gymary. Ho rpanuua,
pasgendowas KoMmnaHuy Bce bonblue CTUpaeTcs M pa3nuyaTb UX CTAHOBUTCS BCe TpyaHen. Yxe B 1970-e rogbl
Mbl XOTUM UMETb BO3MOXHOCTb CKa3aTb fit0OOMY M3 HaLUMX KPYMHbIX KNMEHTOB: "Mbl MoXeM caenaTb Bce, YTO BaM
MOXeT noTpeboBaTbcMsa B cdepe nHdopmaummn” 3To BKMoYaeT U 06paboTKy AaHHbIX.

Makkoy npefckasbiBan aBonoLmio 6usHec-odumca, ABWKEHNE B CTOPOHY CNNAHNA KOMMYHUKaLMI, (YHKLWIA BBOAA
1 BbiBOAA MHAOPMaLuM B aBTOMAaTU3NPOBAHHBLIX OPUCHBIX cUcTeMax (HasblBaeMoe HblHYe “"KoHBepreHuuen™). Bot
noyemMy KoMnaHusi npogana CBOM akuuu Ha MUMnuapa 4onnapos, YToObl KynuTb KOMMbOTEPHYIO dupMy Scientific
Data Systems. Xerox Takke OTKpbinia Hay4yHbIn LieHTp The Palo Alto Research Center (PARC), B KOTOPOM poavnncb
brecTawme HayyHble pa3paboTku (Hanpumep, Mbilb Afs KOMMNboTepa), NpuHeclumMe apyriuMm 6oratcTBo U ycnex.
KomnaHus npogorikana AeHeXHble BNMBaHUS B annapaTtbl Xerox, KoTopble He yMenu Nnpon3BoauTb KOMUK.

Ecnu Bbl Tepnute Heygady, nblTanTeCb CHOBa U CHOBA

MoHagobunocb 04eHb HEMHOTO BPeMEHU, YTOObl 3TOT MUNMUapAHbIV NpoekT npoBanuncs. 21 uons 1975 roga
Xerox Data Systems 6Gbinia youTa B 600 U TOPXKXECTBEHHO MOXOPOHEHA MoA My3blky 85 MUMIIMOHOB [OMNapoB
yObITKOB. HO 9TM YObITKM HE OTBAAWMMN XErox OT HOBbIX MOMbITOK.

B 1979 roay Xerox nonbiTanack 3aHATLCA pakCUMUIbHBIMI annapartamMu, 3anycTye NMHUI NpoaykToB Telecopier,
C BECbMa CKPOMHbIM ycrnexoMm. "3abaBHo, 3TO COBCEM Heroxoxe Ha Xerox', - coobLuarnock B pekname. (3To To, 4To
HasblBaeTca admmpoBaHemM nNpobnembl). EAMHCTBEHHBIM pe3ynbTaToM 3TUX YCUMWIA CTano OCO3HaHWe TOro, YTo
HasBaHue Xerox o4yeHb TPYOHO OTAENUTL OT 3aHMaeMOol UM NO3ULM NPOU3BOAUTENSA KOMMPOBarbHbLIX MaLUVH.

[pyroe peknamHoe obbsBneHwe, URAMCTpUpYOLWee AaHHYO npobrneMy - 3To 3aronosBok "Kak oTnuyutb
HacTosawmn Xerox oT Xerox-konuu'. N onate Xerox paclumpurna fUHWIO BbIMyCKaeMblX NPOOYKTOB 3a rpaHuLbl
KonupoBarnbHbix MawuH. OHa 3abbina croBa [xopmka CaHTasHbl: "Te, KTO 3abbiBaloT npoLurioe, obpeyeHsbl
BO3BpaLLaTbCd K Hemy".

O630p peknambl U MapKETUHIOBOMN MOMUTUKKM KOMMaHuu Xerox 1980-x rofoB MokasbiBaeT, YTo yCcunuii Bbino
3aTpayeHo o4YeHb MHOro. M xoTa peknamHble pa3BapoThl MOKasbiBanM LUMPOKUA aCCOPTUMEHT pasnuUYHbIX
NPOAYKTOB, Y YATaTeNs OCTaBariocb BMeYaTneHusl, YTo Xerox - 3To KOMMaHusi Mo NPOU3BOACTBY KOMUPOBasibHOW
TEXHWKWN, KOTOpas Takke MPOU3BOAMT MHOrO BCSKOrO ApYroro obopynoBaHWsl, KOTOPOE He OYeHb XOpOLUO
npogaetcs.

Jaxe B cneuumans3vMpoBaHHON pekname Xerox Computer Services noHagobunock CeMb 3amevaHuii,
npeaynpexnaloLlyx YnutaTens, Yto "pevb He MOEeT O KOMMpOBambHbIX MaluuMHax'. HeBaxHo, YTO MMEHHO Xerox
nbiTanacb npodarb, el NpocTo BbINO HUKYOa He AeTbCs OT CBOEW MO3WLIMKA NPOM3BOAMTENSA KOMMPOBarbHOM
TEXHUKM.

B Hosbpe 1979 roga Xerox obbsBuna o 3anycke csoen cetu XTEN. Business Week Haneyatan Ha cBOUWX
CTpaHuuax ot4eT 06 3ToM CobbITUM B HOMepe oT 27 Hosibpsa 1979 roaa:

Ecnun Bce nompgeTt B COOTBETCBUM C HaMeYeHHbIM MraHoM, Xerox nonaraet, 4Yto OyaeT aKcnnyaTtMpoBaTb CeTb,
OelCTBYIOLLYI0 B OTAENbHbLIX ropodax k 1981 rogy, a B KOHEYHOM UTOre OHa pacnpocTpaHutcs Ha 200 6onbLumnx
ropogoB C npurerarWwuMm K HUM paoHamMmu. BbinonHeHe 3Toro nnaHa noctaBuT Xerox B oguH psag ¢ ceTolo IBM,
KoTopow npuHagnexut ceTb Satellite Business. HecMoTps Ha BeCb puck NpeanpuaTus, ABUXEHWE B CTOPOHY



ceTeBOro 6msHeca MOXeT cTaTb pelwlarowmm MOMEHTOM AN KOMMaHUW Xerox, ecnu oHa xoyeTt nobutbcs
NOJIoXXeHNA O4HOIro U3 OCHOBHbIX MOCTaBLLNKOB od)wca 6yp,yu.|.ero.

HecmoTpsa Ha Bce nnaHbl ceTb XTEN npoBanunack. Ho ata Heyaaya He ocTaHoBWa Xerox.

B nekabpe 1979 roga, 6bina 3anyweHa odpucHasa ceTb Ethernet, Ha koTopyto Bo3naranucb 6onblune Hagexabl,
KOTpble O4eHb BLICTPO pa3dunmcek.

Cnycta ewe nontopa roga Gbina sanyweHa pabouyas ctaHuua 8010 Star. Moytu cpasy xe nocregoean
UHOPMAaLIMOHHBIN npoLeccop 820, UNu NepcoHarnbHbIA KOMMLIOTEP, KaK NpeanovYnTaloT Ha3biBaTb ero B OTpacnu.

"Xerox cobupaeTcs ctaTtb HOMEPOM OAMH B oducax”, Takon 3aronoBok nossunca B Business Week oT 22 mioHs
1981 roga. "Tenepb oTpacnb obsizaTenbHO y3HaeT Haw cekpeT', 3asBun [Oan Beppu, Buue-npes3naeHT u
reHepanbHbIl MeHeaXep OTAENeHnss oPUCHbIX NPOaYKTOB Xerox. "OH COCTOMT B TOM, YTO Mbl XOTUM ObIiTb
HOMepoM 1 Ha 3TOM pbiHKe".

"Mbl nonaraem, 4to npoueccop 820 yckopuT OBWXEHWE K aBToMaTu3aumn oducos”, 3asiBun Beppu ¢ HekoTopon
6paBagon. "Mbl He npoAaem Byaylee. C Hamm ByayLlee yxxe HacTynuno'.

1984 rop 6bln OTMEYEH NMepemMeHoit B CTpaTerMy KoMnaHuu. Tenepb TOProBble MPEACTaBUTENU MO MpoJdaxe
KONMUPOBarnbHbLIX MallMH Gornblie He GyayT OTCUXKMBAaTLCA B CTOPOHKE. Xerox 6pocuna BCH CBOK KOMaHay Ha
GopbLOy 3a aBTOMaTM3aLMO 0dMcoB. Team Xerox cTano KoAoBbIM Has3BaHWeM Ans HOBOro NPoeKTa, 3anyLUueHHOro ¢
GonbLIMMW HaaeXaaMMu.

MHorouncneHHas peknama nokasblBana Leny komaHgy C nonHbiM Habopom NPOAyKUMKU, KOTOPYH OHWU AOIMKHbI
npogatb. "Mbl npeanaraemMm noroBopuUTb C KOMMaHWEW, KOoTopass MOXeT AaTb 6onblue, YeM NpocTo nuwylime
MaLUuHKW. Borblue YyeM MpPoCTO KonupoBaribHble MalluHbI. Borblie, YeM NPOCTO KOMMbIOTEPLI®, - coobLLanoch B
pekname. "Opyrumn crnosamu, NOroBopuTe C KOMMaHWeRn, KoTopas Mpous3BOAWUT BeCcb Habop HeobGXxoaMMOoro
odhucHoro obopyaosaHust" KOHEYHO, MMENo CMbICN MOropuTb C Takon komnaHuen. K coxaneHuno, 60nbLUMHCTBO
nokynatenew npogorkany 6ecenosats ¢ IBM.

Takolt nogxop , Korga npegnarancs nofHblii Habop oGopynoBaHus Ans oduca, Obln NPeacTaBneH B peknave
Xerox, koTopas Bonpolwana: "Kakoil MMEeHHO MpPWHTEP BaM Hago Kynutb?" 3aTeM peknama nepexopuna K
npeanoXeHUto NSATU pasHbiX NPUHTEPOB. A Tem BpemeHem |IBM yaBowuna cTaBkW, BbIMYCTUB peknamy,
npepnararoLLyto 12 pasnmyHblX NPUHTEPOB.

MmeHHo Torga MYy4YUTENBHO O4YeBUOEH CTan CJ'IeLI,yI-OLLI,I/II;I YPOK:

ypOK. Ecnu Bbl M3BECTHBI, 6narop,apﬂ KakoOMy-TO O 4HOMY NPOAYKTY, PbIHOK HEe OTAaCT BaM p,pyr0|7| npoaykKT
HeCMOTpﬂ Ha ruraHTCckne ycunua Xerox, uctopus Hay4una 3Ty KOMNaHU TOMY, 4YTO:

* Xerox He MOXeT BbINTK 3a rpaHulbl KonnpoBalibHbIX MALLUWH C NOMOLLbIO KOMMbIOTEPOB.

* Xerox He MOXeT BbIUTK 3a rpaHuubl KonnpoBalbHbIX MallnH C NOMOLLbIO CETU Ethernet.

* Xerox He MOXeT BbINTK 3a rpaHuLbl KONMPOBanbHbLIX MaLLWH C NOMOLLIbIO NPoeKkTa Team Xerox.

Bam no3eonaT genaTb TOMbKO TO, 3@ 4YTO Bbl M3BECTHbl. M ecnu Gbl Xerox 3arnsHyna B CO3HaHWe CBOMX
notpeGuTtenei, el ctano Gbl ICHO, YTO HUKTO HUKOr4A He oXuzdan OT KOMMaHWUWU OBWKEHUS B CTOPOHY O(UCHBIX
MH(OPMALIMOHHBIX TEXHOSIOWIA.

B pasrap Bcei aton 6opbbbl, ToproBoe usgaHue Information Week nposeno onpoc cpeau HEKOTOPbIX CBOWX
MOANUCYMKOB, pe3ynbTaT KOToporo 6bin ccpopmynupoBaH B oT4yeTe: "OducHble MHPOPMALMOHHLIE CUCTEMbI B
KpynHbix komnaHuax" (Y Information Week 6bio 100,000 nognucymkos, 80 NpoOLEHTOB KOTOPbIX COCTaBNAMNM
KoMmnaHuu co wratoM 1,000 u 6onee cotpygHukoB. [Moxoxe, aTo 6ObiNo camo cpefgoToume pbliHKA OGUCHOWM
asTomaTu3aumn).

Korga nmognucuunkoB cnpocunu "Kakne npousBogutenn ogUCHbLIX MHAOPMAaLMOHHBIX CUCTEM BaM Goriee Bcero
nHTepecHbl?", IBM nonyyuna 81%. lNMocne Toro, kak Obifio 3aTpayeHo CTOMbKO cwur, Xerox faxe He BOWMa B
Avarpammbl. B co3HaHun gaxe cambliX OMbITHLIX PYKOBOOUTENEW KOMMaHuK, annapat Xerox, He ymewLinn
KonupoBaTb, He MOr 1 MPOU3BOAUTL BblYUCIIEHUS.

Yrto cnepoBarno caenatb Xerox

Ha camom pgene, B 1985 rogy MmeHeakepbl Xerox 3agaBany MHe 3ToT Bonpoc. MouM OCHOBHbIM COBETOM Xerox
6bINo nNpekpaTuUTb 6O0POTHCA C KONUPOBANbHOW TEXHUKOW. HEBO3MOXHO WU3MEHUTb TO, YTO 3aKpPenurochb B
CO3HaHWM noTeHuMarnbHbIX NoTpebutenen. A NPeanoxun UM BOOPYKUTLCSH KONMPOBanbHbIMU MalLMHaMK - caMbIM
CUINbHM aprymMeHTOM B UX cTpaTerndeckon sonHe ¢ IBM n AT&T .

Bce 91O GbINO MOMOXEHO B OCHOBY 'cTpaTerum TpeTbero kuta“. [Ons Xerox 3To Obifla BO3MOXHOCTb
BOCMONb30BaTbCA CBOMM Hacneauem. [Mpu nmoGol cTpaterun nonesHo caenatb liar Hasad W MNoHATb, YTO
NPOMCXOANIO BCE 3TO BPeMs Ha pblHKe. S HasblBato 3TO "U3y4eHMeM KOHTEeKCTa KaTeropum'.

B npoLunom oduc cTosn Ha Tpex KuTax: YTobbl HavyaTb Aeno, Bbl Nokynanu TenedoH y AT&T (KOMMYHUKALIMOHHBIN
KWUT), NeyaTHylo MawuHky y IBM (kuT BBOOA MHOpPMaLMM), 1N KONMMPOBANbHY0 MalUuHy y Xerox (KUT BblBOAa
nHcpopmMaLmm).

Ecnn Mbl TOCMOTPUM Ha Ob1C CerogHsaLIHEro AHs, TO YBUAMM, YTO KAT BBOAA MHAOPMaLUM CUNbHO U3MEHWICS .
lMeyaTHyl0 MalUMHKY 3ameHuMn npoueccop, KOTOpblA Oblnl B CBOW o4vepedb BbITECHEH KOMMbTEPOM.
KoMMYHMKaLIMOHHBIN 1 KONUMPOBaribHbIA KATbl OCTanUCh Ha CBOMX MeCTax.



A kakoB ocuc ByayLiero, Ha KOTOpPbIA Xerox Tak ynopHo AenaeT ctaBku? Ecnu Bbl BepuTe BO BCe, YTO YMTaeTeE,
TO y odhmca Byayuiero 6yaeT TONbKO OANH €OUHCTBEHHbIV KUT, KOTOPbIA OyAeT 3aknio4eH B aBTOMaTU3npoBaHHON
odhucHom cucteme. MNMoctaensaTtb ee ByaeT rmaBHbIM 06pa3omM oauH npodaeel, 1 B 1985 rogy Bce ctaBunm Ha IBM.
Ho odmc 6yaywero oo cux nop eule tam, B Gyayuiem, No TOW NPOCTON MPUYUHE, YTO CUCTEMbI OT OOHOrO
nNpon3BoauUTENS He Bcerga npoaatoTes.

Ayano CUCTEMbI C BbICOKON TOYHOCTbIO BOCMPOU3BEAEHMS HUKOrAA He MpUHOCUNM Gonblioi NpuUbbINK Mnpu
nonbITKax Kakoro-nnMGo OfHOro MocTaBLLMKA MpofaBaTh WX, Tak kak noTpebutenu nogbupanu cebe pecuBepsl,
nourpbIBaTeN U MarHUTOGOHbI, KOTOPbIE UM XOTEeNOoChb. TO e OTHOCUTCS U K JOMaLLHUM MY3blKarbHbIM LIEHTPaMm,
n Kk meuyte GE npoaaBaTh BClO ObITOBYI TEXHUKY Ans KyxHW. Mokynatenu npeanoynu Beloupatb cebe GpaHa.
General Electric He cMorna gaxe npoAaTb FOTOBYKO 3MEKTPOCTAHUMIO, TakK Kak KOMMYHamnbHble MpeanpuaTus
noaGupanu pasnuyHble ee KOMMOHEHTbI Ha CBOM BKYC.

I'quemy TakK Hea(*)(beKTI/IBHa cuctema npogax Bcero cpasy? Bot HEKOTOpbI€ NPUYUHBLI: 3TO CJTUMLLKOM mMacLitabHoe
peweHne; KoMmnaHuM npennoyunTaroT NoKynaTb MO OOAHOMY KOMMOHEHTY. OTO CnMLWKOM KpynHaa noKynka,
KOMMNaHUMU He NMPUBbLIKNN MOKyNnaTb O(*)I/ICI:I TaknuMm Xe 06pa30M, Kak OHW nokynarT 3aBogbl.Cnvwkom 6onbLlune
00a3aTenbCTBa: HAKTO HE XO4YEeT ObiTb BOBMEYEH B AOJNTMOCPOYHbI€ OTHOLWEHNA C eANHbIM NOCTaBLLUKOM.

CueHapun "TpeTbero kura"

BmecTo TOro, 4tobbl npegnaratb HEBO3MOXHOE, CLeHapun TpeTbero Kuta npeanaraeT B3rnsHyTb Ha oduc
OyayLuero, y KOToporo Bce ewe Tpu kuta. KommyHvkaumoHHas 6asa AT&T 6yaeT AononHeHa rofloCoBON NMOYTON U
dakcumMunbHbIMKM annapatamu. K kuty BeBoga n obpabotkm mHdopmauun IBM pobasaTtca paboyve ctaHumu ,
cepeBepbl U ceTU. Bonpoc cocTouT B TOM YTO NPeasiokuUT Xerox B AOMOSIHEHUE K TpeTbeMy KUTy? CnunsHmne aTnx
KUTOB BPSA N NEPCMEKTMBHO, TaK Kak MCTOPUS yKasblBaeT Ha TO, Kak TPYAHO YTO-NMbO caenaTb CO CMyTaHHbIMU
HOramm.

OpHako, y Xerox eCTb BO3MOXHOCTU NPEAIOKNUTb HEYTO eLLie No YacTh CUCTEM BbiBOAA MHOPMaLMK, Tak Kak ans
BblBOAA MHGOpMaLuM KoMnaHum 063aBOAATCA MpUHTEpamMK, CkaHepamMu, a Takke YCTPOWCTBaMW AN XpaHeHus
nHbopmaLmn.

B 1985 rofy Tpu OCHOBHbIE pekomeHaauum anst Xerox 6binu:

1. Hauyatb C TOro, kakoe MecTo 3aHMMaeT Xerox B CO3HaHUM notpeburtenein.

2. NpopaBaTtb camble NocreaHUe TexHomnornm B obnactn ocpmcHoro obopyaoBaHus.

3. lMepBoii 3aBnageBaTb HOBbIMY TEXHOSIOTMAMM, TaK XKe, Kak Xerox genana sTo B NPOLUSIOM.

Camon nocnegHen TexHomnorvdeckom paspaboTkon Ans oduca cTan nasep, "cynepuHcTtpymeHT 1980-x".
MosiBneHne nasepa nNpouv3Berno KapauHanbHbI NepeBOpOT BO BCex cdepax yeroBedeckon aesatensHocTn. GTE
OTnpaBnsina nasepHble nyyn K nyHe. B cdepe KOMMyHUKauuiA nasep Hayan BbITECHSATb CMyTHWKW. [MosBunuch
XVpYpruyeckue nasepbl, NasepHble BUOEOAMCKU, Na3epHble CBapOYHblE CUCTEMbI, a3epHble BOEHHbIE CMYTHUKM,
nasepHble Habop B TUNOrpadoCKom neyaTu n, YTo camoe BaxkHoe, na3epHble NPUHTEPSI.

OTn ycTponcTBa Hayanu CTpeMuTenbHO 3anonHATb cobonm oducel. B mnoHe 1984 roga Hewlett-Packard
npeactaBsuna ceon Laser Jet 3a $3,500. 3a Tpu Mecsiua 6bino npogaHo 10,000 wryk. Datek npeackasbiBana, YTo
npogaxu B 1985 rogy gocturHyT 100,000 wtyk. 31O GbINO Oyayllee, KOTOpoe OOMKHO 6bINo BOT-BOT HacTaTh. Kak
Morna Xerox 3aBnageTb 3Tum 6yayLmm?

OenageHve na3epom
3a nocnegHue 30 net TPpW TeXHOosNorum sopesasnuncb B OC*JI/ICI:I M NMPOYHO BOLLSIN B HaALLl A3bIK:

1. Tepmorpadus, BBeaeHHas 3M, dOTOKONUPOBANbHLIN MPOLIECC, KOTOPbIA UCNOMb3oBan WHgpakpacHoe
n3ny4yeHue AN nonyyeHuns Konum Ha ocobon bymare.

2. Kceporpadus, BBegeHHas Xerox, KonnmposarbHbIN NPOLECC, UCMOMb30BaBLUMUIA BCMbILLKY CBETa ANs NonyyYeHns
KOMuWin Ha oBblvHONM Bymare.

3. MukponpoLieccopHas TEXHONOrus, B KOTOPOW AoMUHUpYeT IBM.

A cuntan 4yto Xerox MOryT BBECTM elle OAUH TEXHONOrMYeckui TepMUH B NPeACcTosLlee HOBOE U3JaHWe CrnoBaps:
naseporpadus.

MHe cnoso naseporpadua coobiaet o MHorom. OHO HOBOE M He MOXOXe Ha Apyrue, a mup 6usHeca nobut Bce
HOBOE M He noxoxee Ho Apyroe. OHO 3BYy4UT Kak Ha3BaHWe Ans 6a30BOW TEXHOMOrMW, KakMM-To 0BGpas3om
CBsi3aHHOW C kceporpadueit. Opyrumu crnoBamu, OHO acCOLMUPYETCS C FMaBHOW TEXHOMOrMEN, NpeanoxXeHHON
Xerox. OHO ucxoOuT OT Xerox, eAUHCTBEHHOW KOMMNaHuMK, KoTopasi BOCNPMHMMAaeTCs Kak cneuuanuct B
rpacbuyeckoM BusHece. B 3ToM crioBe NpUCYTCTBYET Takke KOpeHb "nasep”, KOTOpbI BOCNPUMHUMAETCS Kak camoe
nepenoBoe TEXHOJOMMYECKOE AOCTUXKEHME.

N y Xerox Gbina 3amevaTenbHasi BO3MOXHOCTb CTaTb MEPBbLIMU B UCMONb30BAHUM 3TON TexHonoruu: B 1977 roay
SMEKTPOHHas neyvaTHasi cuctema Xerox 9700 cTana nepsBbiM Kceporpauyeckum NasepHbIM MPUHTEPOM. Xerox
Haxo4mnacb B CaMOM BbIrOAHOM MOJIOXKEHUM AfS TOro, YToGbl NOBTOPUTL TO, YTO IBM coeepliuna B mupe MK,
BbIAA Ha PbIHOK NO3Xe KOHKYPEHTOB M 3axBaTuB ero. lNocMoTpuTe Ha NopsSAoK AencTBuii IBM:

* B IBM pa3pabaTtbiBatoT 60rbLUNE KOMMBIOTEPSI.
* Apple, Radio Shack n apyrue koMmnaHuu BbIBOAAT Ha PbIHOK MareHbKUE KOMMbIOTEPbI.
* PbiHOK pa3BuBaeTcs



* IBM npeacrtaenseT MK 1 3axsaTbiBaeT PbIHOK.

* IBM ncnonbayeT MK ana npoaaxu oucHbIX ceTen.

Tenepb nocmMoTpuTe, Kak Morna 6bl 4eNCcTBOBaTb Xerox:

» Xerox paspabarbiBaeT KpynHble NPUHTEPDI.

» Hewlett-Pacard n Corona co3gatoT HebonbLune NpUHTEpSI.

* PbIHOK pa3BuBaeTcs

» Xerox co3gaeT HeboMbLUOW NasepHbIA NPUHTEP U 3aXBaTbIBAET PbIHOK.

* Xerox ucnonb3yoT fasepHbli NPUHTEP ANs NPOAAXKU CETU U APYrMX NPOOYKTOB.

Tak nouemy xe Xerox nossonuna Hewlett-Packard 6ecnpensTcTBEHHO 3anony4YUTb MHOMO-MUMIIMAPAHBIA PbIHOK?
OTOT BONPOC NPUBOAMT K €LLE OAHOMY JNOXXHOMY npefckasaHuo Byayliero.

MNepemelLeHve NoOHOB?

Mocne Toro, Kak g 13noXxun pekomeHayemylo ctpatermio TorgallHemMy npe3mgeHTy KoMmnaHuy, OH nonpocuit MeHa
OoTnpaBUTbCA Ha 3anagHoe n06epe>Kbe, roe 4 npeacrasun ee rpynne, oTBeYaBLUEN 3a HeKkonupoBaribHble
I/IH(*)OpMaLI,I/IOHHbIe CUCTEMblI.

A Obin Tam, Haxoguncst B KOMHaTe, 3arofHEHHON MHXeHepaMmn 1 cneumnannctammn no MapKeTuUHry, KOTopble
nocnenoBaTtesibHO OCyLeCTBNANM cTpaTteruo O(*)MCHOIZ aBTOMaTu3aLmn, ocTaBaBLUENCs B CUne MHOro net. A 6bin
YNOJTHOMOY€HHbIM NOCNaHHMKOM U3BHE, NMpuUHeClwMm MM NJiIoXyr HOBOCTb, YTO BCE UX Npolnble ycunua Oblnn
TLWEHTHbI, N YTO UM HAJo cenyac coCcpeaoTodnTbCA Ha HenputA3aTesribHOM Jla3epHOM MNpuHTepe BMEeCTO CBOUX
rpaHOmMo3HbIX O(*)I/lCHbIX cucteM. ITo coobLleHne He BCTpPETUINO 0cob0oro NoHMMaHwus.

W ceroghs, cnycts 15 neT, s sICHO BCMIOMMHAID TOT pasroBOp, KOTOPbIM 3aKOHYMMack 3Ta BCTpeya. Boicnywms Moto
CTPaCTHYI peyb Mo NOBOAY Na3epHbIX NPUHTEPOB, OAWH UHXEHEP, CUAEBLUUIA B NOCneaHeM psigy KOMHaTbl, BCTan
W cKasar, YTo flasepHast neyaTb - 3TO "BYepalLHUiA AeHb". YUTO KOMNaHus Xerox cMoTpuT B GyayLiee U YTO OHM
CTOSIT Ha Mopore "MepemeLleHns MoHoB". A crnpocun, 4YTo 3To Takoe. OH OTBETUI, YTO 3TO [OBOSIBLHO TPYAHO
06BACHUTL Hecneumanucty, Ho 4YTo 3To ByaeT GbicTpo U Aeweso. A oTBeTuMn 4yeM-To Bpoge: "Korga aTo
NpPou3onaeT, Mbl CMOXEM 3aHSITbCA MOHOrpadoment, Ho cervac, AaBaiiTe GpPocM BCE HallM yCUnus Ha nasep u
naseporpacuio”. OT aygutopum noBesino NefsHelM XONoAOM, NPOAaxu Obinv ynylleHbl, a o4vepefHoe
npeackasaHue He cobINoCh.

Bonblwre HEMNPUATHOCTUN Y Xerox

CerogHs Xerox okpyeHa annuratopamu. PelueHus, NpuHATbIE NOCne 3ronofny4yHon BCTpeYn, CTOUNM KOMMNaHnm
Munnuapgbl. M xoTa, B KOHLE KOHLOB, OHa "MpuHTOdMLUMpOBana" BCHO CBOK HEKOMUPOBAasbHYO MPOAYKLMIO U
cocpefoToymunacb Ha ToM, YTODObl CTaTb "KOMMNaHWen OOKYMEHTOB", OHAa He CMorfa COCpeaoTOuUMTbCA Ha CBOEM
rmaBHom Ou3Hece M, cnegoBaTenbHO, NO3BONMMNA KOHKYPEHTaM YBECTU CBOMX CaMbIX BaXHbIX KIIMEHTOB.
Heidelberger Druckmashinen A.G. n3 Nepmanun,Canon Inc. n3 AnoHun, a B nocnegHee Bpems u IBM (c ee
BbICOKOCKOPOCTHOM KonupoBarbHoW mMalumHon ¢ sapom Heidelberger) BTopratotcs Bce rnybxe m rnybxe B ccepy
CBEPX-BbICOKOCKOPOCTHON KOMMPOBAmNbHOW TEXHWKKW, KOTOpas SABMSETCS camou NpubbINbHOM NMHMEN NPOOYyKTOB
Xerox. Canon 1 Ricoh pabupatoT cBou JonM Ha pbiHKE anmnapaToB MeHbLUuen ckopocTu. Hewlett-Packard , rmaBHbIn
COMEpHUK B MPOU3BOACTBE NPUHTEPOB, NpakTU4eckn 6ecnpenaTcBeHHO ABMXKeTCs Bneped. [Npomsowno To, YTo A
Korga-to npepckasbiBan. Konuw, caenaHHble npy NOMOLLM fla3epHOW U CTPYMHOW TEXHMKU MPEB3OLUMM KOnuw,
cAenaHHble Ha KOMMpoBasbHbIX MallMHax. HeyamButenbHO, YTO LUMpPOBbLIE NMOKasaTenu Xerox Tak yXyALwnnmchb.
Mo vpoHun cyabbbl, HenpaBunbHO yragas Gyayulee, Xerox otaana csoe byayuiee Hewlett-Packard n anoHckum
KOHKYpeHTaM, NpoU3BOANTENAM KONUPOB.

onoBbl NETAT, akUMmM CTPEMUTENBHO MaJaloT, U yXKe Oaxe X0OAT pasroBopbl 0 npodaxe komnaHun. A Wall Street
Journal coobuwaeT, 4yTo Xerox 3anpeTuna CBOWM COTPyAHWKaM AenaTtb KONWW, Kpome cryvyaeB KpanHewn
HeobXxoaMMOCTU. OTO 1 eCTb TO, YTO A Ha3blBao 6OMNLLLNMU HENPUATHOCTSMM.

Ypok. Byp,yu.l,ee npenckasatb HEBO3MOXKHO

A HUKOrga He nepecTal YOMBNATLCHA, Kak MHOro nodeit, nogobHo Mutepy Makkoy, 6o04po BbIXoAAT Bnepeq u
JenatoT CBou cMernble npefckasaHus. Ho ecnu ornsHyTbes, cpasy BMOHO, YTO olwmbaloTcs gaxe gyTypucTbl.
Mopymaliite o cnegytoLem:

» Bbin npoBegeH aHanus npeackasaHun N'epmana KaHa, gMpektopa HayyYHo-uUccregoBaTenbckoro MIHCTuTyTa
XapcoHa, caenaHnHbix B 1960-e n 1970-e roasl. [NpeackasaHns Obinv HeBepHbl Ha 75%.

* [onynsapHasa kHura dyTtypucta [xoHa Hamcbutta, Bbiweawas B 1982 rogy "Mera-TeHegeHummn 2000"
(Megatrends 2000) BbiaBuHyna 10 TeHAEHUMIN, KOTOpblE ONpeaensT Hale byayuiee. AHaNM3 aTUX TeHAeHLUU
nokasar, 4To 3 U3 HUX yxe cyuecrsoBanu 0o 1982 roga. OcTarnbHble CeMb TaK HMKOrga U He MaTepunM3oBanuchb.
KoHeuHo, Bbl MOXeTe BO3pa3uTb, YTO OHM BblHYXAEHbI CTaBUTb ceba noa yaap, Tak Kak Takas y Hux paborta.
Xopouwlo, Torga gaBanTe B3rfsiHEM Ha NPOrHO3bl AEfoBOM Npecchbl. bbin npoBedeH aHanmM3 TEXHOMOrMYecKux
NporHo3oB, onybnmkoBaHHbIX ¢ 1958 no 1989 roa B Takux udgaHusax kak Wall Street Journal, The New-York
Times, Business Week, Fortune n Forbes.

o NPOrHo3bl OKa3anncb HeBEPHbIMU Ha 80 NPOLEeHTOB.

MonbiTkM cnporHo3upoBaTb oduc ByayLlero 6bim cTonb e 6e3ycneLlHbl, a CTaBka Xerox Ha aTW NpeackasaHus
Oblna KpanHe PUCKOBAHHOW UIPON, B KOTOPOM OHa Npourpana.



BapuaHT nporHosvpoBaHus Gyayllero - 3To MonbiTka uccriegoBaTb Oyaywee. He Tak MHoro net Tomy Hasag,
hakcUMUnbHbIE annapaTbl MOXHO GblNo YBMAETb TOMbKO B Ooducax KpynHbIX KOMnaHui. CerogHsi oHu
MOBCEMECTHbI 1 BCE Yalle MX MOXHO BCTPETUTb He TOMbKO B oducax, Ho 1 Aoma. dakc - 9T0 amepuKaHCKui
npoaykT. 34ecb OH Gbln U306peTeH, 34eck poannack 3Ta TEXHONOMVs, An3aiH, 34eCb OH ObiN YCOBEPLUEHCTBOBAH.
W y npoussogutenein CLUA, Takux kak Xerox, 6binm dhakcumunbHble annapaThbl, KOTOpble OHWM MOTIN BbIHECTU Ha
pbiHOK. OHaKo, H/ OA4VH U3 annapaToB, NpodaBaeMbIX CEerofgHs B AMepuike, He npoussegeH B CLUA.

AMepuKaHLUbl HEe CTanu akTUBHO MpoABWUraTb Ha pbliHKE dakchbl, MOTOMY YTO MapKeTUHroBble MCCreaoBaHus
ybeounun ux, 4To He CyllecTByeT Cnpoca Ha 3TO YCTPOWCTBO. Bonpeku oBLIEen3BECTHOW UCTUHE, YTO Hemb3s
NPOBECTU MapKeTMHOrOBOE UCCReaoBaHWe Yero-nnbo, He NPEeACTaBMEHHOrO Ha pbliHKE, UCCneaoBaTeNy BbILLAN Ha
ynuuy ¢ BonpocoM: "Kynunu 6bl Bbl TenedoHHy0 npucTaBky cToumocTbio o $1,500, koTopasi Mo3BONWUT Bam
OTMNpaBnAaTb AOKYMEHTbI, 4To ByaeT cTouTb Bam $1 3a kaxayro CTpaHuLy BMecTo 25 LieHTOB, KOTOpble Bbl 3amnnaTu
nu 6kl 3a AOCTaBKY TOro Xe AoKYyMeHTa no novte?" Pasymeetcs, oTeeT Obin : "HeTt".

HakoHel, gaxe HekoTopble (DyTYpUCTbI YYBCTBYHOT HEYMECTHOCTb CBOEN npodyeccum nporHo3ncToB. "®yTypusm
bonblue Hu4ero He nporHosupyeT”, rosoput yrnac Pawkodd, aBTop nonynspHon xpoHukn Knbepus (Cyberia ).
(HarperCollins, 1994). "3T0 06blkHOBEHHas nponaraHaa. ATo coTBopeHue byayuero. OyTypuCTbl HAarOHAKT Ha
CBOMX KIIMEHTOB CTpaxa, a 3aTeM OOBACHAT MM, YTO OHU BNaeloT TalHbIMU 3HAHUSMU, KOTOPbIE MOXYT WX
crnacTtu”.

ypOK. Hwukorga He 3abbiBaiTe, YTO MMEHHO cAeNano Bac U3BECTHLIMM

CyTb nopobnembl Xerox cCoCToUT B TOM, YTO OHa He COCPefOTOYMNacb Ha CaMOM rfaBHOM B CBoeM BusHece.
[oBOpsA MPOCTbIM $13bIKOM, CambiM TfaBHbIM ObINO “"ocTaBnATb criedbl Ha Oymare". VMIMeHHO 3Tum Xerox
npocnaeunacb, U 3To ObINO rMaBHbIM B €e TexHonorun. VI geno He B TOM, YTO Mbl ABWKEMCS B CTOPOHY
6e3bymaxHoro Mvipa. Ha cerogHsilWHWA AeHb, HECMOTPS Ha BCe Pa3roBOPbl O LUGPOBLIX TEXHOMOIMSX U BCE
MeHbLLEM MCMOMb3oBaHUM Bymaru, kaxapli 6enblii BODOTHUYOK B cpedHeM Mcronb3yeT Gonblue 100 kr nucyen
Bymaru B rog.

To, yero Xerox xoTena gobuTbCs, NpMHUMAas 3TO pokoBoe pelleHne B 1970 rogy, 310 yBuaeTb cebs, BmecTe €
IBM, B "nHcbopmaLmoHHOM BusHece". 3To Bb1no owmbKoNn.

9710 ObINO oWwKnbKoN, NOTOMY YTO BECb MUP 3HaJ KOonupoBalibHble BO3MOXHOCTU Xerox, a He reHepupywouine mnm
KOMMYHUKaTUBHbIE. n ycunna KomMmnaHun OOJIKHbI ObITb npexae BCero HanpaseneHbl Ha TO, 4TOGbI
COOTBETCTBOBATb TOMY, KaKum ee BuanT Mup.

'ae MHorue TepsoT okyc

MHorve KomMnaHum HaYnHaT OBUraTbCs B HEBEPHOM HamnpaBfieHMM C TOYKWU, KOTOPOW BMOSIHE NOL4OMAET Ha3BaHMe
"nnno3uvs Benuyna”.

Bbicwee pyKOBOACTBO noc4utano Xerox koMnaHvemn, BrnagetoLLen yCFIeLIJHOIZ TexXHonorvemn. MI/Ip 3Han KoMnaHuo
KaK npoussoaunTensa KOFII/IpOBaJ'IbHOIZ TEXHUKN.

YcnelwHble KoMnaHnm 6bICTp0 3abbIBalOT O TOM, YTO NPUHECIIO UM ycnex, N NpunncbiBaoT cebe bGonee Benukue
3acnyru, 4em eCTb Ha caMoOM aene.

Komnanusa IBM BOCNpuUHMUManacb Kak rMaBHbIM MNOCTaBLUMK KOMMNbOTEPOB ANA O6usHeca, HO Morna nu oHa
npogaBsaTb KOnupoBalibHYHO TeXHI/IKy? Hun B koem cny4ae. OHa Takxke He morna Obl npoaaBaTb Teﬂe(*)OHHble
CUCTEMBI, YTO OHa MblTanucb genaTb. He B Gonbluen creneHn, yem AT&T, BecbMa yBaKaeMad KOMMYHUKaLUOHHaA
KOMMaHus, Morna 6ol npoaaBaTb KOMMbKOTEPbLI, XOTb OHA U Bbl6pOCI/IJ'Ia HECKOJIbKO MunnnapanoB Oonnapos, np06y9|
9TUM 3aHMMaTbCA.

MHorne He noHUMAaT, YTO B ycnoBuax XKECTKOW KOHKYpeHLUUn, Bbl OOJDKHblI yaepXuBaTb (*)OKyC Ha cBOew
cneynanusadmn.

I'Ipemmyu.l,eCTBa cneunanmsaumn

Ha nitogeii nponseogut GraronpuUsiTHOe BrieyaTrieHue, Korga KTo-nmbo cocpenoTaymBaeT CBOM YCUIMS Ha KakoM-
nmMbo ofHOM BuAE AEATENbHOCTU UMW OfHOM npogykTe. OHWM BOCMPUHUMALIOT Takue KOMMaHUM Kak 3KCNepToB U
roToBbI MpUNMUcaTh 3TUM cneluanmusvpyrowmMMcs rpMamM Gorblie 3HaHUiA U OMbiTa, YeM Te MHOrAa 3aciyKMBatoT.
3TO HeyaUBUTENbBHO, €CINN Bbl NPOYTETE ONPeAerieHne KTO TaKoi aKcnepT: "ToT, KTo obnagaeT 60nblwnM OnbITOM
1 3HAHUAMMW B KaKO-nMbo KOHKpeTHOM oGractu'.

n HaOGOpOT, o6 YHMBEpCcanax peako roBopAT, YTO OHU KOMNETEHTHbl BO MHOIMX obnacTsax, 1 HEBaXXHO, HACKOSbKO
OHM XOpoLlUn Ha caMOM pferne. Sp,paanZ CMbICJ1 noACKa3bliBaeT noTeHunarnbHbIM NOKynaTenam, 4To OguH YerioBeK
W 0gHa KOMMNaHUsi He MOXeT ObITb 9KCNepToM BO BCEM.

Xerox creunanuamposanach Ha KOFII/IpOBaJ'IbHOI;I TeXHUKEe, HN Ha 4eM OPYyrom. |_|0Tpe6I/1TeJ'II/I He nosepunun Obl B ee
KOMMNETEHTHOCTb B KOMMbTEPHbIX TEXHOJNIOIMAX Unn gpyrom OGOpyﬂ,OBaHMM, KOTOpOEe He OCTaBlidAeT cleaoB Ha
6ymare. M He BaxHO, Morna nm B AeWCTBUTENbHOCTU KOMMAHUA 3aHMMAaTbCa 3TUM UK HeT. JTo BOMPOC pblHKaA,
KOTOprI7I oLeHMBaeT, obnagaeT nm Xerox TemMu e 3HaHUAMU, YTO U Npu3HaHHbIe cneunanncTbl B aToln obnacTu.

A He X0o4y yTBEepXaaTtb, YTO KOMMNaHUA HEe MOXeT pacClunputb npeanctaslieHne o CBOEN KOMMNETEHTHOCTU. Xerox,
KOHEYHO e, morna Obl roBOPUTb O MHOIMUX crnocobax, KOTOPbIMM OHa MOXeT Npon3BoAUTb, XPaHUTb, NepeaaBaTb
OOKYMEeHTauu 3NEeKTPOHHbIMU cpeacTBamMu, YTO U OOJDKHO ObINo cTaTb OGBHLEKTOM (*)OKyCI/IpOBKI/I KOMMNaHUn.



370 cneumnanusaumna Xerox, U ecnu 6bl OHa BCe Aenarna npaBubHO, APYrUM KOMMaHWUsIM Gblno Gbl TPYAHO BbINTH
Ha PbIHOK W 3axBaTuUTb ee Ou3Hec, 0COBEeHHO ecnu yu4uTbiBaTb TOT (PaKT, YTO €e [MaBHble KOHKYPEHTbl He
BOCMPMHUMAIOTCS crieLmanMcTamMmm no o6opyaoBaHmio, KOTOpOe OCTaBNAET crnedbl Ha bymare.

Ecnu 6b1 310 GbINO BOBpPEMA MOHATO, BCE yCUnna Xerox B R&D, npogaxax n MapkeTuHre Obinm Gbl HanpasneHbl Ha
noaaepkaHue CeBoero npemMmyliecTtsa v nuompyrowlero rnornoXeHuda B yMeHUn OCTaBIATb Clefbl Ha 6ymare. B atom
Ccly4dae OHa Obl He Bbl6pOCI/IJ'Ia Ha BeTep CTOJIbKO geHer, cun, 1 NioACKUX pecypcoB Ha TO, B 4YeM He ObINO HMKaKoW
Hagexabl BbirpaThb. Komnanus TepaeT obuee HanpaeJieHNe, YTO TOJIbKO Ha PYKY KOHKYpEeHTaM.

Mo vpoHuM cyabbbl HayyHble paspaboTkM Xerox UMenu Hemarnblil ycrex, Bedb OHW co3fdanu Takue BeLLW, Kak
KOMMbloTEPHass Mblwb, Ethernet, rpadudecknin uHTepdeiic, nnockuin gucnnei. MHorve u3 aTux pasapaboTok
NPOW3BEN B KOMMbIOTEPHOM MUPE NEPEBOPOT, OOUIbHBINA YpoXkai OT KOTOPOro cobupanu apyruve.

B cuny Bocnpusitus Xerox kak cneuuanucta no "OCTaBMneHuo crefoB Ha Oymare", eQUHCTBEHHOWM pa3paboTkon,
KOTOpyto Xerox morna 6bl UCnonb3oBaTh C BbIrofAon Ans cebsi, 6bin nasepHbIn NPUHTEP, KOTOPLIN ObiN N306peTeH
B PARC. OH cTan 0CHOBHbIM 31IEMEHTOM B TEXHUYECKOM OCHALLEHUWN HACTOSbHbIX M3AaTeNbLCKNX CUCTEM, OTpacnu,
B KOTOpOM cendac gomuHupyeT Hewlett-Packard.

Ypok. YTpaTa nuaepckmnx no3uLnii 4HacTo CTaHOBUTCA NpobGremon

OnbIT NokasbiBaeT, YTO HEMNPUATHOCTU Cny4varoTCA, Koraga rrnaBsa (*)I/lprI He urpaet AKTMBHOW ponn B pa3pa60TKe
cTpaterum n ygepxaHumm cbOKyca Ha rnaBHOM HanpaBlieHUN. Xopoume pykoBoauTenn Bceraa 3HaroT, B KaKyko
CTOPOHY KOMMaHuA OO0JMKHa OBUratbCA n 6epyT Ha Ha cebs ynpaslieHne 3TMM [OBWKEHUEeM. Y HUX ecTb 4eTKoe
NOHMMaHMe TOoro, 4ToO NPUHEeCo KoMNaHun ycnex, 1 UMeHHO Ha 3TOM OHU cocpefoTa4vymBaloTCA.

Korga TorgalwuHum npes3ngeHT Xerox oTnpaBun MeHd y3HaTb, YTO AyMaroT ero BOMCKa O Halleun cTpaTterum
ABWXeHNA B HanpasrieHnn naaepHoPl neyaTn, MHe crieoBario 0Co3HaTb, YTO, YTO Obl 1 HU cKa3an Toraa, HUYTO He
M3MeHMNo Bbl MX OTHOLLEHNS. EQUHCTBEHHbIN YeroBeK, KOTOprI7I MOr 3TO caenatb ¢ 6onbLUUM ycnexom, ObIn cam
npe3ngeHT KoMnaHuu.

Ckopee Bcero, OHW nogymarnu: KTO 9TOT He3HaKOMeLl, pacckasblBaloLuii BeTepaHaM Xerox, Yto TO, YeM OHu
3aHMManUCb BCE 3TU rofpl, - 3TO He TO, YeM creaoBaro 3aHnMmatbea? U korga ycnena nsmeHuTbCst KopnopatuBHas
cTpatervsa?

B kaxzoi koMnaHuM Yyacto paboTaloT noau ¢ Tak HasbiBaeMoW "NMMYHON NporpaMMoit”, naryGHOM Ans KOMMNaHUM.
OHM oYeHb ycepaHO TpyaaTcsl, YTobbl OTAMYUTLCSH B Y4eM-NMBO, YTO MPOABUHYMO Gbl MX MO KOprNopaTUBHOM
nectHuue. OHY NPUHMMAIOT PELLEHUS, OCHOBLIBAsICb HE TOJIbKO HA TOM, YTO Gbifio Gbl XOPOLUO AN KOMMAHUKU, HO
Ha TOM, YTO Oblfo Gbl XOPOLIO ANA UX Kapbepbl. nn xyxe Toro, oHu cTapatotcsl usberatb oWwMGOK, KOTOpble
Mornu Gbl NMorybuTbe ux kapbepy. KoHeyHo, OHM Hukoraa He GyayT BCTynaTb B MPOTUBOCTOSIHWME M CTaBUTb Mof
BOMPOC CTPaTErio KOMNaHWM UM FOBOPUTL KOPOTTO, YTO OH rofbli.

OHM oxuganu, 4TO MX yCunusa Mo npojaxe HOBOro MOKOMNEHWs KOMMbHTEPHbIX CUCTEM BOT-BOT OyayT
BO3HarpaxgeHbl, a BMECTO 3TOr0 MM paccKkasbliBalOT O HOBOW CTpaTernm KOMMNaHuu, CBOAMBLLEN HA HET BCe 3TU
ycunus. He 6b1N0 HUKaKOW Hafexabl, YTO KTO-HUOYAb M3 HUX CKaxeT: "OTo ropasfgo adeKkTuBHEN, YeM TOo, Hag
yem s 00 cux nop pabotan”. EAMHCTBEHHbIA BONPOC, KOTOPLIN OHXM MHE MOrnu Toraa 3agaTb a1o: "lNoyemy
npesunaeHT caM He npuexan ctofa, Ytobbl cka3atb HaM 06 M3MeHeHUn HanpaeneHua?"

Mo MPOHUN Cyﬂ,b6bl, FIpI/NI/IHOVI, no KOTOpOI;I A npeacrtan NMMYHO nepen npe3ngeHToM KoMnaHun, ObINo TO, YTO
BTOpOI7I yenoBek B Xerox, yxe 3HaKoOMbIA C MOUMH pekoMmeHaaunamMun, Ha4an oco3HaBaTb BCHO OLNBOYHOCTL TOrO,
4YTO OHM MbITanuUcb cgenatb. Ho HECMOTPA Ha TO, YTO OH MOHAN, YTO 3TO ObIno HeBepHoe pelleHne, oH He Mor
OTKPbITO NPpU3HaTb OLIJI/I6Ky Takoro macwraba. Tonbko npe3vaeHT ObINT B CUNax U3MeHuUTb 3TOT MnaH, KOTOprI7I K
TOMY MOMEHTY YXe ObIn op,o6peH n npeacrtassieH CoBeTy ANPEKTOPOB HECKONTIbKMMU rogamMmn paHee.

HaBepHo, no3ToOMYy, Npe3naeHT 1 oTnpaBuil MeHA C 3TUM coobueHneMm. OH NoHUman, 4To Bce nanku OOCTaHyTCA
MHE, N OH HE OKaXeTCA B 3aTpyOgHUTEJIbHOM MOJI0XKEeHUWN, Korga Hago OTMEeHATbL HeBEPHOe pelueHne.

U oH 6bin npas..
naBsa 4. Digital Equipment Corporation. Co BTOpOI No3uLnmn B HUKYAa

DEC MOxHO, 6e3 COMHeHUs, cpaBHUTbL C MeTeopoM. B 1957 roay, korga KoMnboTep Obil MOHCTPOM OFPOMHbIX
pa3MepoB, 3aHVMaBLUUM Lenyt KOMHaTy, CTOUI MUMMOHbI AOMNNapoB U MOr HAaX0O4MTbCSA TOMbKO B CTEPUNBHOM
KoHaMUMOoHMpoBaHHOM nomelteHun, Ken OnceH Hayan paboTaTth Hag cosfjaHnem MeHbluero, 6onee aelesoro,
yao6Horo B paboTe KoMMbloTepa Ans MaccoBoro pbiHka. Ero komnanua Digital Equipment Corporation (DEC) gana
CTapT PEeBOSOLNOHHOMY NEPEBOPOTY B KOMMbIOTEPHOM TEXHMKE, pa3paboTas NnepBbli MacCoBbI MUHUKOMMbIOTED.

K 1970-m rogam, koMnaHuv yxe npegnodvTany NpoBOAWTbL CBOM OMnepaumyM Ha HECKOSbKUX pacnpefeneHHbIX
MUHUKOMINbIOTEPAX, @ He cocpedoTaymBaTb 06paboTKy BCEX AaHHbIX Ha ogHon 6onblion 3BM. DEC 6bina 6nunska k
TOMY, YTOObl 3aHATb BTOPOE MECTO B MMpe MO NpOoM3BOACTBY KOMMbIOTEPOB Mocrne ruraHtckon International
Business Mashines Corporation.



CynpboHocHoe 3acegaHue

Ho Ha ropusoHTe nosiBunack yrposa MacCoBOrO NPOM3BOACTBA HACTOMbHbLIX KOMMbIOTEPOB, HasbiBaemblx MK. CTaH
OnceH mnapwmuin 6paT KeHa 1 oguH 3 ocHoBaTenei DEC, yBuaen B HaCTomNbHbIX KOMMbloTepax, yrpo3dy ans DEC,
HO O[IHOBPEMEHHO M LaHC. Yrposa 3akmno4danacb B ToM, 4YTo IBM paboTana Hag cos3gaHueM HebonbLioro
KOMMbIOTEpa, KOTOPbLIA CKOPO A0IHKEH OblN NOABUTLCA Ha pbiHKe. LLlaHcom Gbin oguH 13 MyUHMKoMMbloTepos DEC,
KOTOpbI/ MOI CTaTb OCHOBOW s Goree MoLLHOro, YeM y IBM, HacTonbHOro KoMnbloTepa.

CT9H He umen GonbLIOoro BRUSIHWS Ha CBOEro GpaTta, Mo3TOMY OH Mpuriacun MeHsi, YTobbl 1 noMor ybeauTs ero
GpaTta B BaXKHOCTW pa3pabOoTKM HACTONbHOrO KOMMHOTEPa, KOTOPLIA MOXHO Oblno Gbl NpoTMBONOCTaBUTL IBM. OH
yBWZEN eCTeCTBEHHOe OCHOBAHWE AN MPOAaAXU Takoro KoMnbTepa:

IBM cTtana u3BecTHa, NpoAaBas Ha pblHKe CBOU bonbLune KOMMNbOTEPbI. DEC crana nsBecTHa, npoaaBsasd Ha pPblHKE
cBou HebonbLune KOMMNbIOTEPDbI. Bot noyemy aOnsd DEC 6onee ecTtecTBEHHO npeactaBuTb Ha pPbliHKE HebonbLLoN
MOLLLHbIA HACTOMbHbIN 6I/I3HeC-KOMFIbPOTep.

[ns obcyxaeHus atoro Bonpoca 6bino co3saHo 3acenaHve B ocduce Kena OnceHa. U 1o 3acepaHve onpegenuno
dansHenwyto cyabby DEC.

"MpeB30WTN NX XapaKTepUCTUKN"

B HebonbLloM 3ane ana 3acegaHui B MeriHapae, wrat MaccadyceTc, 9 npyBen A0BOAbI B Mofb3y BoBneveHns DEC
B 9TOT GU3HEC M €e HEeOCNOPMMbIX NPEMMYLLECTB nepes TakMMu KOMNaHuaMW, kak Apple u ApyruMy KOMNaHnamu,
3aHumatowmmucsa aomawHnmm MNK. Mel Bce xaanu otBeTa KeHa. Mocne HebonbLol naysbl KeH coobwmn, 4to ero
He OYeHb BrieyaTnnna Mosi peyb 1 ropsiune Mosbbbl ero 6paTa.

MomHto, Kak s 0TBETUM, YTO HacTodAwas npobnema - ato IBM u mnx 3anyck lNK. N3-3a cunbHbix nosvuuii IBM y DEC,
€Cnun KoMnaHus onosgaeT, 6yaeT Marno LWaHCOB BbIATA HA PbIHOK CO CBOMM MOLLHbLIM BU3HEC-KOMMBIOTEPOM MarbiX
pa3mepos.

KeH BCTan u npomsHec peyb, KOTOPYHO 9 HUkoraa He 3abyay. OH ckasan, YTo He XodeT ObiTb nepBbiM. OH XoyeT
NOCMOTpEeTb, C YeM IBM BbIOeT Ha PbIHOK M 3aTeM "MpeB3OWTU WX xapakTtepucTukn'. OH BbIXBaTUN napy
BoobpaxkaeMblX nucTtonetoB, usobpaxaa cnocobHocTb DEC npoablpsBUTb HECOBEPLLEHHYH CUCTEMY
nepcoHanbHbIX KOMMNbLIOTEPOB IBM.

A npencrtasun cebe kapTuHy, B KOTOPOWN ABa HEMELIKUX oduLiepa CUaSaT Ha HopMmaHackoM 6epery B AeHb BbiCaaku
COH3HMYECKMX BOWCK. Be3ae, Hackonbko OHW MOrnu BUaeTb, K Bepery npuvyanveany camble pasHble kopabnu u
cyna. OauvH odumuep rosoput gpyromy: "YTo xe Ham genatb?". Ero ToBapuy oteevaet: "Hudvero. [JaBan cHavana
NMOCMOTPUM, 4YTO OyAyT AenaTb OHM, @ NOTOM pPEeLLMM, YTO AenaTb Ham".

PesynbTaT 6611 661 TOT €. [locne BTOpXXeHUs yxxe No3aHo YTo-nvbo aenatb.

Heckonbko net cnycts KeH cmsirauncs 1 DEC npefctaBuna He OfMH, a LenbiX TPU NnepcoHarbHbIX KOMMboTepa
(Professional 325 1 350, Rainbow 100 u DECmatell). Pe3ynbTtatom 6bIr10 nonHas Hepasbepuxa 1 HU3Kne Npoaaxu.
HallecTBure pa3BopaymBaeTtcs

TpaguLMOHHbIN GU3HeC MUHKMKOMMbIOTEpoB DEC cTan vchbiTeiBaTh AABIEHUE KOHKYPEHTOB, YMCHO KOTOPbLIX BCE
yBenuymeanock. KomnaHuu, npousBoAsiluMe MUKPOKOMMbIOTEPbI, MPOTUBOMNOCTABUIIM MaHEeNsaM C 4unamu
MUHMKOMMBIOTEPOB CBOW YMPOLLEHHbIA AM3aiiHOM Ha Gase MUKpOMNpPOLLeCCOPOB MM “"KOMMLIOTEPOB Ha uune” - u
NPEACTaBUIM KOMMaKTHble MalluWHbl, BbIMOMHABLWME OOMblUyld YacTb TOro, YTo Aenanu Gonee MoLHble
MUHMKOMMNbloTepbl DEC, a cToMBLUME Ha MOPSAOK AeLLeBne.

Ono3pnaHve DEC B pasBuTUN CBOEro COGCTBEHHOMO psiia YNPOLLEHHbIX HACTOSbHBLIX Y OPUCHBIX KOMMLTEPORB Aarno
NPOU3BOAMTENAM MUKPOKOMIBIOTEPOB MPEVMMYLLECTBO B MPMBIIEYEHUM OFPOMHOTO KOMWYECTBa HauMHaloLWmX
nosib3oBaTerneil, KoTopble efBa NN MOTTN OLEHUTL TeXHOSornYeckyto komneteHTHocTe DEC. Ho KeH OnceH Bce
ele He 6bln BneyaTneH. B Homepe Business Week o1 2 mast 1983 roga npusogsaTtcs ero crosa: “lMepcoHanbHbli
KOMMNbIOTEP [OSITO HE MPOAEPXKUTCS Nepen NULOM Bce Bo3pacTallux noTpebHocTei GuaHeca, Tak Kak
nosb3oBaTensM HeoGXoaAMMO OBMeEHMBATLCH MHOPMaLMEN, U HyXHa cucTema, C KOTopoi Morfm Gbl paboTatb
OQHOBPEMEHHO HecKoNbko nonb3oBaTtenei”, yreepxpgan oH. "Mpu paHHbIX 06CTOSTENbCTBAX posb
MUHMKOMMbIOTEPA CTAHOBUTCSA BaXKHOM Kak HUKorda paHee. Bcsi Halla cTparterus onupaeTcs Ha MUHMKOMMbLoTEpP'".
370 ObINIO0 OAHOBPEMEHHO U HEBEPHLIM MPOTHO30M Y MPOUIPLILLHON CTpaTerven.

MocnepoBaBLUMEe MHOMOYUCHEHHbIE CTPYKTYPHbIE M3MEHEHUS HE CMOMMN U3MEHUTb cuTyauuun. MeHee, Yyem Yepe3s
10 net KeH Obin BbIHYXOEH YNTU U3 KOMNaHUKU, KOTOPYK OH co3gan. oTepu pocnu. Cryxawmx yBONbHANN, U
npousBoACTBO nNagano. HakoHeu, Compag Kynuna KoMnaHuo, 1 13 coobpaxeHun uenecoobpasHoctu DEC 6bina
nuksuamnposaHa. Mo npoHun cyawsbbl, Ux ogonena komnaxus, npoussoadawasa lMNMK. PaspaboTtka, k kotopon KeH
OnbceH OTHOCUIICA C Takum npeHebpexeHuem, npeBpaTunacb B MOHCTPa, KOTOPbIA MOrMOTUI ero n ero
KOMMaHuio.

Kakon ypok MOXHO n3Bneyb 13 nageHuss DEC?
Ypok. Hukorga Henb3s HegoueHmBanTb 6omnee KpynHbIX KOHKYPEHTOB

WNHoraoa MoxHO He obpallaTb BHUMaHUS HAa MENKUX KOHKYpeHToB. Ho waru 6onee KpynHbIX KOHKYPEHTOB Hago
NPUHMMaTL BCepbes, 0COGEHHO eCnM OHM HaMHOro KpynHee Bac. [epBoe u camoe rnaBHOE, Bbl AOMKHbI OLEHUTb,
YTO NPOM30MAET, ECNN OHU [obbIOTCH ycnexa. Ecnu ux ycnex cepbe3Ho noBpeauT BalleMmy GM3Hecy, y Bac HeT



MHOro BbiXxOo4a, KpOMe KakK HaHeCTu yaap nepsbiMU, 4TOb6bI OCNAbUTL BO3MOXHbIE NMOCNEACTBUA UX OEUCTBUA UK
npeanyragaTtb UX ctpateruto (BOGHHaﬂ TaKTI/IKa).

"BusHec"-komnboTEP

To, uto DEC Morna caenatb - 3TO MpUHATL cTpaTermio 6pata CTeHa, cTpaTervio BbIXO4a Ha PbIHOK C MEpPBbIM
CepbesHbIM KOMMbIOTEPOM MarbiXx pa3MepoB AN BedeHus GusHeca, mpoTusonocTasue PC CBOW NUHMIO
HACTOMbHBIX KOMMbIOTEPOB. CTpaTervss GU3HeC KOMMbioTepa, KOTOPYH MM CreaoBano passuBaTth, Morna 6biTb
BbIpaXKeHa criefyroLM oBpasoMm:

rlepCOHaJ'IbeIIZ KOMMNbKOTEP 3amMedaTerlbHO noaxoaut Ona Bawlero goma. Ho ans 6usHeca Bam HYy>XeH 6un3Hec
KoMnblOTEP, MOLLHbIN, paCLIJI/IpﬂeMbIVI, COBMECTUMbINA. IMEHHO Takomn KOMMNbOTEP npennaraeT Bam DEC, BTOpad B
Mupe KoOMnbrTepHaa KoOMNaHuA.

Bce onucbiBaeMble COGbITUA MPOUCXOONUNW B TO BPEMS, KOrda C pblHKa MarbiX KOMMbIOTEPOB aKTUBHO BbITECHANCH
Gonee mernkue UpMbIl. Fa3eTbl NECTPUIIN HAa3BaHUAMW KOMMaHWIA, NepexueasLLUMX TpyaHoctu: Osborne, Fortune,
Texas Instruments. CTpax U cMeTeHue Ha pbiHKe urpanu Ha pyky IBM. [JoBepue B GU3HeC cekTope Gblno cambiv
BakHbIM MHCTPYMEHTOM npoaax, u'y DEC oHo 6bino, ecnv Bbl OHa TOMNbKO peLumnnia UM BOCMosb30BaTbCs.

KoHeuHo, DEC Morna 6bl Mcnonb3oBaTb TakMe BO3MOXHOCTU Kak OTKpbITble cucTeMbl (KeH OnceH 1 06 aToM He
nogyman), apyrue ceteobpasyowme anbTepHaTVBbl MOMUMO CBOUX COBCTBEHHbIX, U BPOCUTL CUMbl HA OBLLMPHbIE
pa3paboTku nporpamHoro obecneveHusa. Ho ecnm 6bl OHa cocpefoToYMack Ha MarblX CEPbE3HbLIX KOMMbIOTEPAX
Onsi BegeHus OusHeca W npogaBana OMUCHLIE KOMMbIOTEPHbIE CUCTEMbI B NPOTUBOBEC OQUCHBLIM
aBTOMaTM3NPOBaHHLIM cuctemam IBM, oHa Bbl Mmena waHc cepbe3HO NPOTUBOMNOCTaBUTL cebs IBM.

Ho aToT waHc pacTBopuica B Bosayxe, 1 KOMFIbPOTeprIIZ MUP npoagoinkKan CcBOU COCTA3aHUA, UCKIHOYNMB DEC u3
Yuycna Uurpokos.

ypOK. Ecrnm Y Bac eCTb LaHC, nonbIiTanTecb UCMOsb30BaTb €ro, YTooLI NpoABNHYTLCA €eLle Ha Lar Bnepen

Hawa nctopus elle He coBcem 3akoHumnack. B 1993 rogy (aT1o rog, korga KeH OnceH Bbiwen B oTcTaeky) DEC
npeactasuna Alfa AXP, nepsyto nepenoByto 64-pa3pagHyto apxMTekTypy B 32-paspsgHoM MUpe.

U Tak kak KeH ywen, meHsa cHoBa npurnacunu B DEC ana Toro, 4tobbl 06cyauTb, Kak Ha ooHe BCeX TeKyLumX
npo6nem DEC BbINTU Ha PbIHOK C 3TON HOBOW pa3paboTKON.

£ nocunTan BO3MOXHbIM B NOCreAHWN pa3 nonbiTaTbCs MOBEPHYThL BCE B HaMpaBIieHUW, KOTOPOe OTYACTU SABUIOCH
Obl NOBTOPEHUEM MX Uctopun. KpaeyronbHbIM KaMHeM uX ObINoro ycnexa cran BbiXxod Ha pblHOK B 1980 rogy ¢
nepson 32-paspagHon apxutektypon VAX B 16-pas3pagHoM mupe. Toraa 9To cTano warom Bnepej B
KOMIMbLIOTEPHOM MUpE.

BbITb Ha ocTpue nporpecca

B 3TOM BbLICOKOTEXHOMOrMYHOM, 6bICTpO MeHdaruweMcda Mupe noan npuBbiKIn K "cnep,yrou.l,emy nokoneHu"
NPOOYKTOB. OHM He Tonbko npeavyBCTBYHOTCA, HO N OXKNOAKTCA.

BmecTto TOro, 4to6hl cTapaTbCA ObITb nydule, A COBETYH KOMNaHUAM NnonbiTaTbCA CTaTb CleayllnMu. 910
HaZeXHbIN cnocob OTNMYMTLCH OT Opyrux. Mcuxonormnyeckn 3geckb Bce oveBMaHO. HUKTO He 3axodeT nokynatb TO,
YTO BOCMNPUHUMAETCA KakK yCTapeBLIJI/II7I NPOOYKT. |_|03TOMy cnocob obckounTb BaLlero KOHKYpPEeHTa - 3TO NOCTaBUTb
cebs B NonoXxeHne KOMMNaHuu, npep,nararou.l,elh BCE HOBOE U ny4ulee, C OOnbLUMM aKLLEHTOM Ha HOBOE.

B TeueHne MHOrMX neT A roBopun, YTO CUMbHblE NUAEpbl AOSMKHbI caMmu cebs atakoBaTb BbIMyckas NpPOAYKThI
criegyoulero nokonexHus. HUKTo He Aenan atoro nydwe Apyrux, 4yem Intel. A ¢ BocxuweHnem Habnogan aTot
napag MukponpoueccopoB: 286, 386, 486, Pentium, Pentium Il, Pentium 1l n Pentium Il Xeon. OHn 3aHumMatoT
OOMUHMpYIOLLEee MONOXEeHNe B CINOXHOM MUpe MUKPOCXeM, MOCTOSHHO npeanaras nNpoaykT cneayoLliero
MOKOMeHNa Mo LeHe cyllecTByoLlero Mukponpoueccopa. lNpyu Takom pasBUTUM COBBLITUIN HW Y KOro ©3
KOHKYPEHTOB HEeT LUaHCOB AN HanageHus, Aaxe HeCMOTPS Ha BbiCOKMe LeHbl. ([a, Bbl npeanaraete NpoaykT no
Bonee HU3KOM LieHe, HO 3TO e YCTapeBLUMI NPOJYKT).

Yxe ynomMmaHyTaa crtpateruna Gillette nocTtosiHHO BbINyCKaTb crneayillee nokorneHune 6pI/lTBeHHbIX nessun - eue
OOVH NpuMep Ncnosib3oBaHMA Takoro noaxoda AnAa AOMUHUPOBaAHUA Ha PbIHKE.

To e camoe oTHocuTcsl k nonbiTkam General Electric ynyywnts oBGbIKHOBEHHbIE NaMnbl HakanueBaHus. Mx
nocriegHee npeanoxexue - namna Enrich. 3ta yHukanbHas nammnoyka U3 cMHero CTekna 3acTaBrsieT useTta urpatb
B UHTEpbepe, yCUNnuBasi LIBETOBOIN KOHTPACT.

MonoxeHue Ha oCcTpre Nporpecca - rMaBHOe B CO3AaHUN HOBOWM KaTEropuu.
3akoH Kateropum

B kHure "22 HenpenoxHbix 3akoHa MapketuHra" (“The 22 Immutable Laws of Marketing", HarperCollins, 1993),
koTopasi Obina HanMcaHa MHOM U MOUM ObIBLUMM NapTHepoM Jrom Paii3om, roBopuTCst, YTO €CMU Bbl HE MOXETe
ObITb NEpPBLIMK, CO34aNTE HOBYK KaTEropuio, B KOTOPOW Bbl MOXeTe ObiTh nepebiMu. IBM nuaupoBana B obnactu
KOMMbIOTEPHBLIX TexHomorun, nodtomy DEC oTkpbina HOBYKH KaTeropuio B Mupe MuHukoMnbTepa. OpHako,
NPMMEHUTbL 3TOT 3aKOH Ha NpaKTUKe He Tak NpocTo. HUKTO He caenan aToro nydwe, Yyem Advil, korga oHa
BbIMYCTUNW peknamy, B KOTOPOW NEPUUCTIANNCL pasHble NOKONeHns 06e360nmBatoLLMX CPeacTB:

AcnvpuH ot Bayer 1899
AueTtamuHodeH of Tylenol 1955
UBynpodeH ot Advil cerogHs



Advil He ctana pgonro roBoputb 06 obesbonuBawLwmx cpeacteax. M ecnu 6bl BaMm NpuLLInocb NPOBOAMUTL
MapKETMHroBble UCCIEA0BaHUs, Bbl, BEPOATHO, OT B6OMbLUMHCTBA nMtoger yenblwany 6bl, YTO OHWU HUYErO He 3HaKT
06 ubynpodeHe, kpome TOro, YTO 3TO ‘camMoe NepeaoBoe NeKapcTBO AN CHATUS 6onn'.

310 dakT u3 xm3Hu. MNotpebutenn npegnoduntaoT MbynpodeH aveTaMmmHoeHy He NOTOMY, YTO OHU YTO-NUBOo
3HaOT O CaMOM flekapcTBe, HO NOTOMY, YTO MOYNPOdEH 3aHsA NOSOXEHMEe NekapcTBa HOBOrO MOKOMEHMUS.

Bort, uto gomkHbl 6binu caenats DEC co cBouMM HOBbIM 64-pa3psigHbiM MuKponpoLieccopoM Alpha.

Ecnn Bocnonb3oBaTtbcsa aHanorven ¢ Advil, um cnegoBano HamoOMHUTL O Pa3HbIX MOKONEHUAX HACTOJIbHbIX
KOMMbIOTEPOB!:

1. Apple nepBoii cozgana 8-pa3psaHblibiin AOMALLHUA KOMMBbIOTEP

2. IBM nepBon cosgana 16-pa3pagHbiin 0UCHbBIA KOMMNbIOTEP.

3. Sun nepso co3gana 32-pa3psagHyto pabodyto ctaHuuo UNIX.

OT0 co3gaBano BO3MOXHOCTb, KOTOPYK Hago 6bino mcnonb3oBaTh: DEC morna nepeow npeactaButb 64-
pa3psaHyto paboyyto CTaHUMI.

Ho cakTtom 13 xu3Hu, ¢ koTopbiM DEC pomkeHa 6bina Muputbes, Obino To, 4To noTpebutenn npegnodnu 6ul 64-
paspsagHble paboyne CTaHUMM He MOTOMY, YTO OHM YTO-NMBO 3HaNM O HUX, @ NOTOMY, YTO OHW NpUHAaANEexXanu K
cneayLemMy rnoKOMeHMo KOMMbIOTEPOB.

Mx BospocLuas MOLLHOCTb He npodaBanack Obl. A BOT "criefytoLiee NnokoneHre" Mormno Obl.
McTopusa, koTopas Tak U He Gblna pacckasaHa

A nopekomengosan DEC ucnonb3oBaThb LIAHC 3anycTuTb 64-pa3psgHoe nokoneHuve paboymx cTaHuui.
O6ocHoBaHMeM A 3Toro 3anycka 6bino 1o, 4To DEC nepBon cosgana 32-paspsaHyto onepauuoHHYy cuctemy
VMS n apxutekTypy VAX 1 cTana BTOPoON B MUPE KOMMbIOTEPHON KOMMaHNEN.

YTtobbl NpovnntocTpupoBaTh 3TO, HAAO ObINO NPOCTO BEPHYTHCA Hasad U HaNoOMHUTL PbiHKY "OHKM cMeanncb, koraa
DEC npegctaBuna 32-paspsaHbiii MuHUKkomnbiotep VAX". Utobbl caenate 310, Hago Obino cHoBa onybnvkoBath
NnosIBMBLUMECS TOrAa HeraTMBHbIE OT3bIBbl. BOT kakum 06pa3om s npeanoXun pacckasatb 3Ty UCTOPUIO:

B 1979 rogy DataQuest coobwana "N3veHeHue apxutekTypbl, npeanoxeHHoe DEC, nog 6onbwuvm BONPOCOM.
Paspabotuvkm nporpamHoro obecneyeHWss M NpPocTbie MoNb3oBaTenu celvac He HyXAalTcs BO BCEX 3TMX
TEXHOMOrMYeckMx HOBOBBEAEHMSIX, KOTOpble npeanaraeT 3TOT HOBbIM MPOLECCOP, U OHU He MOoHagobATcs B
o6ospumom ByayLem."

COBepLIJeHHO 04YEBUOHO, YTO OHU OLIMDanuCh.

[Ba roga Tomy Hasag DEC npeactasuna 64-paspsgHyto cuctemy Alpha. SkcnepTbl BAMO oTpearMposanu Ha ee
nosisneHue. byayyn ocBefoMnNeHHbLIMU O ee CKOPOCTU U MOLLHOCTU, MHCanaepsl, kak u B 1979 roay, 3agasanu
Bonpoc: "[IeNCTBUTENBLHO NN OHa HyXHa?".

Wctopus noetoputcsi?
MoTpeboBanuch xepTabl

Takas cTpaTteruss notpe6oBana euie Gorbluie cocpenoTounTbes Ha paboumx cTaHuusax Alpha, a He Ha
nepcoHanbHbIX KOMMbIOTEPAX, MUHUKOMMBLIOTEPAX U APYrUX yCryrax, koTopble Takke npegnarana DEC. Ei HykHo
GbINo NOXXepTBOBATL NPOABWKEHVEM APYrUX MPOAYKTOB.

Takol nogxopg GblN1 OCHOBaH Ha 3HAHMWU, YTO TO, YTO Bbl peknamupyete, 1O, 4YTO Bbl NpogaeTe, U To, Ha YeM Bbl
Jenaete OeHbr1, MOXET He coBnaaatb, a ObiTb TpeMsA pa3HbiMU BELLL@MU.

To, 4TO BbI peknamupyeTe - 3TO TO, Ha YeM Bbl (hOKycHpyeTechb. OTO Ta YacTb, KOTOPas BbiCTpamMBaeT BOCNpUATHE
B CO3HaHWM noTpebutens. 3To Ta YacTb, KOTOpas NO3BOMSAET BOMTU B ABEPb, U B AaHHOM Criydae, oHa Morna Obl
cnactu penytauuo DEC.

UcTopus, koTopyto gormkHa Obina pacckasate DEC, aTo uctopuen o Tom, 4to 64-paspsagHas Alpha 6eina paboden
CTaHuuen "criegyroLLero nokoneHms".

DEC morna korga-to ctatb MUPOBbLIM NuaepamMmn B Npon3BoacTBe MarsbiX Oun3Hec KOMMNbKTEPOB. 9710 wWaHc Obin
ynyLuleH. DEC morna ctatb nnaepomM B npounsBoacTee 64-pa3pﬂﬂ,Hle paGquX cTaHuun. M aToT waHc Toxe
OKa3sarcd ynyueHHbIM, YTO NoOBOAUT Hac K criegyrLiemMy ypoKy, 4OCTaBLUEeMYyCA Takoun p,opor0|7| LleHON.

Ypok. OnacHble BpemeHa TpebyloT pUCKOBaHHbIX AeNCTBUI

Ctne MwunyHoBud - oauH u3 Begywmx aHanutukoB Merrill Lynch. HekoTtopoe Bpems cnycta nocrne moero
npeanoxeHus DEC oH 6bin B roctax y Boba MNanbMepa, KoTopbi K 3TOMy BpeMeHn cmeHnn KeHa OnceHa Ha nocTty
npesuaeHTa KoMnaHum.

CTuB, KOTOpbIN NPEKpacHo 3Han 0 MOeM MNpeasiokeHur, cnpocun Manbmepa, NoYeMy OH He cocpeaoTaynBaeT CBOM
YCUNUsi Ha pbiHKe 64-paspsaHbix paboyunx cTaHumN.

Ero otBeT 6bln 04eHb MHTEPECEH, TaK Kak BblSBUN Te NPoGrembl, C KOTOPbIMU CTalNk1BaeTCs rnaBa KoMnaHuu,
Korga B Hell criyyaeTcst KpyrHbld kpuauc. OH ckasan npumepHo criefyoulee: " He XOTen NpocTO 3aHsaTb
onpeaeneHHyto HuLWy. Mbl ropasgo 6ornblue, YeM koMnaHus, npoussoasiias alpha-umnsbi."

OH He CMOr MOHATb TAKOW MPOCTOW MbICIM, YTO “Mydlle 3aHsATb Kakylo-HUOyab HuLly, YeM ymepeTb'. He cTtaB
nobegutenem B npeanoxeHHol kateropun, DEC Tak M He CMoOrfna WU3MEeHUTb K fydllemy yxyAllawoLleecs
BoCcnpuaTue komnaHun. Korga Business Week nuiieT o Bac cTaTbio, KoTopasi HasbiBaeTcs "Hachkl oTyasiHis B



DEC", Bbl 3HaeTe, 4YTO BalUW KMUEHTbI 1 MOTEHLManbHbIe NoKynarenu yxe rosopar "npuset” IBM unu Sun nnu
Hewlett-Packard. HukTo, ocobeHHO, ecrnu 3TO KOMMaHusi, NOKynawLwas BbICOKOTEXHOMOMMYHbIE KOMMbIOTEPbI, HE
Xo4eT UMeTb Aeno ¢ PUPMON, NNLLEHHOW NYBNUYHOWN NOJAEPXKKMN.

Koraa penyTtaums KOMMaHWM BUCUT Ha BOJIOCKE, €AMHCTBEHHOE, YTO AOSDKEH cAenaTtb ee NpesuaeHT - 3TO
yXxBaTUTBLCA 3a MoByYIo naeto, y KOTOPOM eCTb LAaHC YryylinTb cutyaumo. brusHec muHukomnsioTepos DEC 6bin B
ynagke. BusHec nepcoHanbHbIX kommnbloTepoB DEC wcnbiThiBan ¢uHaHcoBble TpyAHOCTW. EAMHCTBEHHOE, 4TO
OCTaBasioch - 3T0 CMeNO ABUHYTLCA HaBCTpeyy 6usHecy paboymx CTaHLMI, KOTOPLIA HAXOAMICA TorAa Ha nogbeme
(Komnanua Sun nogHanace 6rnarogaps emy).

30ecb MOXHO BO3pasunTb, YTO 3TO ObINIO pucKkoBaHHOE ABwkeHne. HecomHeHHo. NMomorno 6bl oHo? HenseecTHo. Ho
B TOT MmoMmeHT DEC morna nonpo6oBaTb caenaTb 3T0. M korga aToT MOMEHT Obin ynyLleH, Y KOMNaHuM Havdanucb
6onblure HenpuaTHOCTU. Ee npocTo 3axapunn.

Mpaeapa coctout B ToM, YTOo Boby Manwepy ctaBuTtb ObINo Gonblie He Ha yTo. Kak yxxe 6bino ckasaHo, [hxkumy
MaH3u, npe3naeHTy KomnaHum Lotus, Toxe 6bino He Ha 4YTo cTaBuTb, kpoMme Notes. OH Brnoxun 500 MUNAMOHOB
JonnapoBs, AaBas TOMYOK MPOABWKEHWIO NpoaykTa Ha pbiHke. OH BCTpeTWUn cepbe3Hoe COMpPOTUBIIEHUS CBOEro
MEeHePKMEeHTa U CoBEeTa AMPEKTOPOB KOMMNAHUN, HO OH Bblaepxan Bce 3T1o. Ecnu Bbl He ero ctounyeckue ycunus,
oT IBM Hukorga He noctynuno Obl NpeanoxeHve cToumocTbio 3,5 Munnuapaa gonnapos. Lotus 6bina 6bl npocTto
pasgaBneHa Microsoft.

Kak roBopuTt oauH BOEHHBIN UCTOPUK, “reHeparn NpoBepsieTcs He Toraa, Korga apmust HacTynaeT. HacToswas
npoBepKa NMpPOVCXOAUT NPU OTCTYNIIEHUM",

Ha aTto a mory ckasaTtb Tonbko "AMuHb". [NaBa
5. AT&T. OT moHononun k 6ecnopsaaky

B 1875 rogy AnekcaHgp bann nonyunn duHaHCOBYIO MOAAEPKKY Ans CBOMX paboT Mo CO3AaHuio “roBopsLLero
Tenerpada”. OH ocHoBan komnaHuio American Bell. Jecatb net cnycta doupma American Telephone and Telegraph
Oblnla 3aperncTpyMpoBaHa kak [o4vepHssi komnanusa American Bell, 1 Hayanacb paboTa no co3gaHuio nepeoin
mexayropofHon cetu. K KoHLy Beka MecTHas TenedoHHas cBa3b Bbina yXxe passuTa B 3Ha4YUTENbHON CTENeHN, U
AT&T npuobpena LeHHble Bymarn matepuHckon komnaHun, American Bell. 3aTtem oHa nepelwuna K NOoCTpoeHUto
HebblBanon TeneOHHOM KOMMaHUM Ha 3aBUCTbL BCEMY MUPY.

Ho kak octopoxHo coobuwun Wall Street Journal B ceHTabpe 2000 roga, "lNocne 6ornee 4yem BEKOBOro
006beanHeHss AMepUKM 3BYKOBLIMW BONHamu 1 npoeogamu, AT&T, korga-To caMmasi KpynHasi, boratasi U curnbHas
KOMMaHuWsi, Ha4YMHaeT 3anyTbiBaTb camy cebs'.

YT0 npousoLwno?

Ta xe camas cTaTbs aHanu3upyeT NPUYMHbI B3NeToB M NageHun AT&T 3a Bcio 115-neTHO MUCTOpUO ee
cyuwiectBoBaHuA. M nepasi npuymMHa - 3TO, YTO HW OAHA KOMMNaHWS, KakonW Obl KpynHow oHa HW Bbina, He
3acTpaxoBaHa OT 3KOHOMMWYECKUX W TEXHONOrMYecknx nepemMeH. M cucrema cBsi3n npetepnena, KOHEYHO Xe,
OFPOMHbIE U3MEHEHMA CO BpeMeH cTtapon aobpor moHononuu Bell System 1950-x n 1960-x rogos. Ho ato He
ABNSETCs onpaBgaHveM, nobas KoMNaHna JOrmKHa Hay4YMTbCA CNPaBnATbLCS C NepeMeHaMu.

Opyras npnynHa, 06bACHALWAA ABMKEHNE KOMMAHWM BHU3 NO cnupanu, - 3to To, 4to AT&T yTpaTtuna cBs3b CO
CBOMMMW KNMeHTaMu, Korga NpaBUTENbLCTBO 3aCTaBWUIO ee oTKa3aTbCs OT nMpaB Ha komnaHuio Baby Bell B 1982
rogy. En 6onblue He npuvHagnexan "TOHOBbIN Habop" M OHa NUWNNACh 3HaYUTENBLHOM YaCTU CBOEro MOryLLECTBa,
Oyay4n BbIHY>XAEHHbIMUM NNaTutb "Babies" npoueHTbl 3a Kaxabld MeXAyropoAHbl 3BOHOK. KoHeyHo, AT&T
notepsna ceon Gu3Hec nokarnbHbIX NEpPeroBopoB, HO Yy Hee ocTaBariocb 0bopyAoBaHWEe, MEXOYropOAHSAs W
MexayHapoaHas CBsi3b, KOPNOPaTUBHbIN BU3HeC.

Pasragka, Ha camom fene, COCTOMT B TOM, YTO KOMMaHus caenana v B TOM, Yero oHa He caenana ans camou cebs;
37O co3gano ropasgo 6onble npobnem, YyeMm KOHKYpeHTbl. AT&T coBepwwuna maccy owunbok, Tak Kak
"KOHKypeHUusa" Oblnia He3HakoMma paHee 3TOM KOMMaHwWW, KoTopasi BCerga paHblue fABnanacb “ecTeCTBeHHOMN
MoHononuen". OHa npeAcTaBneHns He UMena o ToM, Kakasi »xecTkas 6opbba npovncxoauT B peanbHOM Mupe, rae
Ka)kabll rOTOB 3aBnageTb Balwnm OM3HECOM.

KomnbloTepHble oLwmnbku

Korpa Baby Bells ctana camoctosaTenbHon komnaHven B 1984 rogy, ato ocsoboauno AT&T ans Toro, 4Ytobbl
3aHATLCA APYruMUK HanpasneHusMun B GusHece 3a npegenamu cBoen mMoHononuu. 3a MHorve rogabl AT&T
npuobpena 3HauMTEeNbHYD TEXHOMOrMYeckyld OTTOMEHHOCTb B CBoux Nabopatopusax Bell. OHa paspabortana
cneumanusMpoBaHHble KOMMYTaTopbl, onepaTuuoHHyo cuctemy UNIX, KOMNblOTEPHbIE A3bIKW, U KOMMbIOTEPDI,
KOTOpble UCMONb30BaNNCb BHYTPU KOMMNaHUN.

MoaTomy, KOMY-TO Mpulina B rofloBy HauBHasi MbICMb, YTO BO3MOXHO OpPOCUTbL BbI3OB AOMUHUPYIOLLEMY
nonoxexuto IBM B ccepe kopnopaTuBHbIX MHPOPMaALMOHHBLIX TEXHOMOMMIA. 3aBoeBaHMe KOMMbLHTEPHOW OTpacim
Ka3asniocb NMPOCBETOM B Ty4yaX, CryCTMBLUMXCA Hap AT&T, Korga ei npuwsiock O0TKas3aTbCsl OT CBOEro MOSOXEHUs
MoHononucTa. HeonbiTHble MapkeTonorn AT&T peLunnu, YTo nepexon K komnbtotepam 6yaet nerkum. (Mocne Bcex
OYeHb aKTMBHO obGcyxaaBliMxcs 6eAcTBUM, KOTOpble OGPYLINUCE HA TOMOBbI APYrMX KOMMaHWMA, MbITaBLLMXCS
GpocuThb BbI30oB IBM, HEBOMLHO 3aAaellbCsi BOMPOCOM, C KaKoW NiiaHeTbl OHW CBanUInCH?)



MepBbiM genom koMnaHus ccopmupoBana crtpaTermdeckmi anbsaHc ¢ Olivetti U.S.A., uToObl co3gaBaTb U
npogasaTb NepcoHanbHble KomnbioTepbl. (MoxeTe nu Bbl NpPeacTaBUTb cebe UTaNbAHCKYK KOMMbHTEPHYHO
koMmnaHuo?) Beinu BeinyweHsl PC6300 1 3BZ, NMHUS MMHUKOMMbBIOTEPOB. Jlioan CMOTpeny Ha 3TU KOMMbIOTEPbLI U
3agaBanu oauH TOMbKO BOMNpoC: "A rge xe y Hux TenedoH?". Hu ToT HM Apyron KOMMbOTEP He 3anHTepecoBanm
KoprnopaTuBHbIX NOKynaTenem.

3atem B 1991 rogy AT&T Bblibpocuna Ha BeTep 7,3 Munnuapaa 4oNnapoB Ha npoussoautensa koMmnbTepos NCR.
(MoxeTe nu Bbl nNpeacTaBuTb cebe KOMMaHMIO MO MPOM3BOACTBY KaCCOBbLIX annapaToB, MNPOW3BOAALLYIO
KoMnbtoTepbl?). 3aTeM oHa BOyxana elle 2,8 Munnvapaa 4onnapos B Aero, yke npuHagnexaswee apyrum. NCR
oKasanacb elle OAHVM OrnyLIMTENbHLIM NPOBarioM, Tak Kak PbIHOK OpUETUpPOBancs yxe He Ha Gonblwune 3BM, a Ha
CEeTN MEHbLLIMX KOMMbIOTEPOB.

Cnycta gecatunetue, AT&T 3abpocuna K n octaHoBuna nposanuBLluuninicss npoekT ¢ NCR. Obe 3aTteu ctounu
KOMMaHWM MUnNnuapgbl, He roBops YKe O Henogdalolmuxcsl NoacyeTy ycunuax MeHemxkMmeHTa. Kak TovHo
npokommeHTupoBan LlenaoH Xoxansep, koprnopaTuBHbIN UCTOPUK AT&T (Y CKOMbKMX KOMMAHWM €CTb B LUTATe
uctopukun?), "Okasanocb, YTO MCCneaoBaTEeNbCKUA OMbIT B KOMMbIOTEPHON cdepe U KOMMNEeTeHUMs B Bompocax
MapKeTuHra - 3To Janeko He O4HO U TO xe".

Ecnun xoTs Gbl YacTb 3TUX AeHer Obina 3aTpayeHa Ha TO, YTOObl MOTECHUTL CBOUX HOBbIX KOHKYPEHTOB Ha PbIHKE
MeXayropoaHom u mexagyHapogHown ceasn, MCI n Sprint, aTo nmeno 6bl ropasgo 6onbwinn cmbicn. Mnu AT&T
Morna 6bl BRIOXWUTb MX B CO34aHUE MECTHbIX CeTel HOBOro MoKosfeHusi, YTobbl KOHKypupoBaTb ¢ Baby Bells. A
TOT 1 ApYron NyTb Gbiny 6bl ropasgo NyyLlM BROXEHUEM AeHer.

Owubka ¢ kKabenbHbIM TENEeBUAEHNEM

B 1997 rogy Mawnkn ApmcTpoHr npubbin u3 IBM 1 Hughes Electronic Corporation, 4To6bl HaBecTu nopsiaok. Ero
OTKpbITOe 3asBrneHve B ExerogHom Otyete 1998 roga npeasewano HoBble npobnembl. "3 komnaHum,
NpeaoCTaBNSIoLWLEN TOMbKO MEXOYrOPOAHIO U MEeXAyHapOAHy CBA3b, Mbl npeobpasyem AT&T B KOMNaHuio,
cnocobHyo nNpegocTaBuTb NOOYO CBA3b. TO €CTb U3 KOMMaHuKM, KOTopas 3aHMMaeTCd B OCHOBHOM rOfloCOBOW
CBA3bl0, B KOMMaHUIO, KOTOpasi CoeauHUT Bac ¢ uHdopmaumen noboro Bnaa, KOTopbln BaM MOreT noHagobutbes -
rorfloCOBON, 3MEKTPOHHOW M BMAEO. V13 HaLMOHanNbHOM KOMMNaHWM B KOMMaHWI0, KOTopasi oXxBaTuT BeCb Mup."

Y3HaeTe? 310 TUNuYHas owubka "Bce Ansa Bcex." OTa peyb Morna 6bl Npo3ByyYaTb BO BpemeHa MoHononuu AT&T,
HO Torga, Korga OHa npos3Byyana, KomnaHusa yxe Oblna oKkpyXeHa npoyHO OGOCHOBaBLUMMWUCH Ha PbIHKE
KOHKYpEeHTaM, Kaxablil U3 KOTOPbIX UMEN CBOK creuunanu3auunio. 3ta pedb 6bina novTy NofHbIM NOBTOPEHMEM
TOW, KOTOPYIO NPOU3HEC NPe3nAeHT Xerox rno nosogy Havana KoMnbTEPHON 3pbl Xerox.

Ho Hayano 6bI1no NonoXeHo. APMCTPOHT peLuns], YTO Hado BEPHYTLCS K NlokanbHoMy BusHecy yepes kabernbHble
cetn. OH Bnoxun 115 munnuapgos gonnapos B TC1 u kabenbHyto cuctemy Media One Group, XOTS MHoOrue
cynTanu, 4YTo MX CTOMMOCTb 3aBbllleHa. HecMoTps Ha Bce 3T AeHbrn, AT&T nonyyuna TOMbKo TO, YTO KTO-TO
HasBan oTnevYaTkoM LUBeNUapcKkoro ceipa Ha kapte CoeAuHeHHbIx LUTatoB - MHOXecTBO 6onblinx AbIp,
OCTaBLUMXCS BHE 30HbI 06CMYX1BaHUS.

CaucTonnsacka Hadanacb, korga notpeboBanucb MunnMapaHble MHBECTULMK, YTOObI MOAEepHU3NPOBaTL 3TW BUOEO
NMHUKM Ans nepegayv ronioca. APMCTPOHT HEeOOOLIEHUN TEeXHUYECKYHD CIOXHOCTb 3TOr0 NpoekTa, a Takke
dyHOaMeHTanbHyto npobnemy ybeauTb noTpebuTtens nepentu k kabenbHon TenedoHunm - yucno aboHeHTOB
oKasanocb ropasfo Hwxke oxumgaemoro. MynbTdhunbM, YNOBUBLUUI BCH CROXHOCTb CUTyauuu, nokasbiBarn
MYX4YMHY C GOMbLIMM TeneBM3opoM Sony Ha nrneye, Kpuyawum B Hero "Anno, anno!“. Jlioan cMOTpAT Ha
KabenbHble NMHUM U TeNedOHHbIE NMHUK KaK Ha [iBe COBEPLUEHHO pa3Hble BELLN.

Meuta ApmcTpoHra o npeobpasoBaHuM AT&T B KOMMYHUKALMOHHBLIA cynepmapkeT Oyayliero, npegnaratolui
TeneBuaeHNe, MECTHYIO U MEXOYropoOHIO CBA3b M MHTEPEHT yCcnyru, npespartunacb B kowmap. Kak oH cam
npusHan B Wall Street Journal, "Lindpbl paboTtatoT npoTue Bac".

PesynbtaTtoM ctanu 6onbluve fonru n oTcyTcTeme 6onbLioro 6usHeca. AT0 Takke NPMBENO K pacnagy KoMnaHum
Ha 4 vacTu: BecnpoBofHas CBsA3b, LUIMPOKOMOJIOCHas, BusHec M noTpebutensckas (onaTb paclluMpeHue
MogensHoro psaa). Ecnm ato He paboTtano kak eguHoe obpasoBaHue, byaeT nu aTo paboTaTh, pasgeneHHoe Ha
yeTblpe YacTn? LleHa Bonpoca - 90 MunnuMapaoB AonnapoB, MMEHHO CTOMBbKO CTOUT cervac cama komnaHus AT&T.
Ho Mbl He coMHeBaemcsi, YTo ApMCTPOHI caernaeT Bce BO3MOXHOe, HeapoM Business Week Hasean 310 pelleHue
"MocnegHum aenom ApMCTpoHra'.

ypOK. B KOHKYPEHTHOM MUpe Hago pealribHO CMOTpPEeTh Ha Belln

Koraa AT&T BbITECHANW U3 MMPa MOHOTOSNAN B MUP KOHKYPEHLMM, MEHEIKMEHT KOMNaHUM He obragan YyBCTBOM
peanbHocTU. Ecnin paHblue cTpaTerist KoMrnaHWm OCHOBbIBanachk Ha ToM "UTo Mbl XOTUM caenaTtb?", TO Tenepb OHKU
BbIHY)X/AEHbl OblN 3a4aBaTbCA BOMPOCOM: "UTO Mbl MOXeM caenats?"

3aBoeBaHWe KOMMbITEPHOW OTpacin ObINIo TUMWMYHBLIM MPUMEPOM TOrO, YTO OHWU XoTenu caenatb. CTpemrneHue
nepefaBaTb rOfIOCOBYO, SMEKTOPOHHYIO U BUAEOo-MHopMaumio Gbino ele opgHuM npumepom. U To un ppyroe
WrHOpUpOBaro BracTb crneuuanusauum Ha pbiHke. AT&T BCTynuna B KOHKYPEHTHYI0 6opbBy ¢ hupmamu, KoTopble
COCpefoTouMIICE Ha onpedeneHHOM Buae [OeATeNbHOCTM WM COo3daHuu OnpederieHHoro npogykta. PbiHOK
BOCMPUHUMAET 3TU KOMMaHUM B Ka4yecTBe 3KCMepToB, obnajatolnx GonbwyMM 3HaHUAMU U OMbITOM, YEM OHM
MHOrAa 3acryXuBatoT.

n HaOGOpOT, PbIHOK peaKo BOCNPUHUMAET yHMBEPCAarioB Kak KOMNETEHTHbIX BO MHOIMX cd)epax AeATENbHOCTH, KaK
Obl XOPOLLUU OHUN HU Ob1nn.YTOOI npounniocTpnpoBaTb 3TOT MOMEHT, [JaBauTe B3rnsHeEM Ha cnenywuiee:



* MK AT&T kak anbTepHaTuga MK IBM, compag, Apple

* MuHukoMnbtoTepbl AT&T Kak anbTepHaTMBa MUHMKOMMNboTepam DEC, IBM
» BcemupHasa cetb AT&T kak anbTepHaTtBa AOL u Yahoo!

» KabenbHble TenedoHbl AT&T kak anbTepHaTvea Baby Bells

31K cunbHble 6paHabl ObICTPO NogaBunu NonbITkM AT&T BbINTM Ha PbIHOK C aHanorndyHbiMu npoaykramu. Mon
coBeT Ma Bell - peanbHelt cMOTpeTb Ha BELLM.

Ypok. B KOHKYpEHTHOM MUpe BaXXHO COXPaHATb (POKYC

MeHemKMeHT TpebyeT 3HaYUTENBHOrO yBENMYEHUS nokasaTenen no exerogHblM npogaxam n npubbinu, gaxe
€CNM KOMMaHUW BbLICTYNAKT Ha pPblHKE, KOTOPbIN HEe AEMOHCTPMPYeT BceoxBaTbiBatollero pocta. HeTpyaHo
npegyragatb, YTO, YTOObI AOCTMYbL ATUX Lienen, KOMMNaHUn HauMHaKT Npeanaratb 6orblUe BapMaHTOB U OTTEHKOB.
Unu oHn npobyloT BbIATU Ha Apyrue pbiHkK. Mnn npuobpeTatoT gpyrne oupmbl UM NpoaykTbl. Minn 3aTesaroT
COBMECTHble NpeanpuaTus. HasbiBaeTe N Bbl 3TOT NPOLIECC paclUUpeHns "paclumpeHmeM fMHUA NpoayKToB" 1nu
"onBepcudmkaumen’” unm "cuHapruen”, camo no cebe cTpemneHue K pocTy BbliHYXAAeT KoMnaHum TepsaTb OKyC.
Be3ycnoBHO, pOCT - 3TO Xenaemblin pe3ynbTaT MbbiX HaYUHAHUIA, HO MOrOHSA 3a POCTOM pagu pocta - 370

cepbesHasi cTpaTernyeckasi omoka.

CoxpaHuB chokyca

YcnelwHas koMnaHus obbIYHO HaYMHAeT 4erno, Kak crefyeT COCPeAoTOUMBLUMCH HA OTAENbHOM NPOAYKTE, ycryre
unm pbiHke. Co BpeMeHeM KoMnaHusl TepsieT 3ToT OKYC M yTpauMBaeT CBOE HanpaefieHve, npeanarasi Cruwkom
MHOrO NPOAYKTOB U YCMYr Ha CIULLKOM MHOMMX PblHKaX MO CIULWIKOM pa3sHbiM LeHaM. KomnaHus yxe He NoHUMaeT,
B KAKOM HanpaBfeHuUn oHa ABWKeTcs M 3a4eM. Ee 3asBneHne o Muccum TepsieT CBoM CMbICHT.

I'IOHaqany BCe MaeT XOpoLlo. HavanbHbin NPOAYKT unn ycnyra oka3biBaeTcCA nobepurtenem Ha PbIHKE. Komnanus
Ha6|/1paeT cuny n oxvoaet ewe bonbLuero ycnexa. AKLMM B3MLIBAKOT Kak pakeTa.

Ho ycnex nopoxgaeT elle OOHO: BO3MOXHOCTb HayaTb ABWUratbCHA cCpa3y B HECKOMbKUX HanpaBreHusiX.
PykoBoacTBo oxBaTbiBaeT pafocTHOe npeAyvyBcTBME U BO3OyxaeHue. KaxeTtcs, 4to "Mbl Moxem Bce". OgHako
Tenepb, Korga pbIHOK MPOOEMOHCTPUMPOBAr, YTO 3TO Janeko He Tak, AaBavTe BepHemcs Hasag v nonpobyem
peTpOCNeKTUBHO CHOKYCMPOBaTh KOMMaHuio AT&T.

MepBbIi PoKyC - CBA3b

AT&T - 37O KOMMYyHMKaLMoHHaa komnaHus. OHa Bcerga 6Gbina TakoBoW; n Bcerga 6yget TakosoWn. Jloboe
OBWKEHWe B CTOPOHY OT 3TOro OCHOBHOrO hokyca obpeyeHo Ha nposarn. OHa Joporow LieHoW LieHon 3annatuna 3a
3TOT YPOK CO CBOWMU CMEMbIMU MOMbITKAMU HavyaTb KOMMbIOTEPHbIN BusHec. 3aHATbcH 6ecnpoBOAHON CBA3LIO
MMerno CMbICH, TaK Kak 3TO TOXe KOMMYHMUKaUMOHHLIN 6usHec. KabenbHoe TenesmaeHue yxe nog BONpocoM - B
TOW eAMHCTBEHHOMN hopMe, B KOTOPOM OHO CYLLIECTBYET, 3TO TeNneBU3NOHHLIA BU3HeC, a He KOMMYHUKaLMOHHBIN.
AT&T nbiTaeTca M3MEHUTb 3TO BOCMPUSATUE, BBeAA "BHYTPEHHUMI' KOMMYHUKALMWOHHBLIN TepMUH. Tenepb He
KabenbHble ycnyrun (teneBuaeHne) AT&T (AT&T Cable Services), a LWnpokononocHas (4To 910 Takoe?) AT&T

(AT&T Broadband). [lomkHO 6bITb, 3TO YTO-TO OYEHb CIIOXKHOE.

Bnarop,apﬂ MHOXECTBY (*)OpM cywecTsoBaHuA, IIKOMMyHI/IKaLI,I/II/III - 3TO OYeHb WMPOKOE MOHATUE. |_|03TOMy n
BHYTPpU 3TOW cneyunanusauum Tpe6yeT09| Bbl6paTb CBO€e HanpasleHue.

BTopow cokyc - busHec-noTpedbutenu

Koroa AT&T nepepana cson 6usHec MecTHoOM cBs3n Baby Bells, e cnegoBano TuiarensHo obaymartb, Ha 4Yem
COCPeNOTOMUTbL CBOM YCUNUSA Tenepb, koraa 6usHec MecTHOM cBsA3mn 6bin yTpadeH. AT&T BCe elle KOHTponupoBana
GonbLUY0 YacTb MEXOYropoaHOWN 1 MEeXOyHapoaHOW CBA3M, BCE eLle MMena OrpoMHYyt0 CeTb BHYTPU CTpaHbl, U BCe
elwe obrnagana cnyTHMKaMu M BOJIOKOHHOONTUYECKMMU ceTsiMu, a Takke 40,000 cneumanuctamu no ceTam,
cnocobHbIMUN 3acTaBUTb BCe 3TO paboTaTtb. Y Hee ObiNo 0YeHb 3aBWAHOE MNOMOXEHWE Ha pbiHKe GusHec-ycnyr,
MOTOMY YTO BCE 3TO KaK pa3 TO, B YEM HYXKOAKTCA KPYMHbIE KOMMaHUW.

A B6bl nocoBeToBan Torga 3alWuLaTbTb BCEMU CUMaMU BU3HEC MEXOYropodHOW U MEXAYHapOAHOW CBA3W, HO
OCHOBHbIE YCWUMUSI COCPEAOTOUYUTL Ha CBOMX BUM3HEC KMeHTax B KayecTBe AONTOCPOYHONM uenu. JTo Morno
0O3Ha4aTb CBfA3b YaCTHbIX CETEeN OaHHbIX C MHTEPHETOM M OOHOBPEMEHHOE YCOBEpPLUEHCTBOBAHWE CUCTEM
6e3onacHocTU. Ho npexae Bcero, 310 Morno 6bl NpefoTBpaTUTL AOPOrocTosILME MOMbITKU BEPHYTLCS K BU3Hecy
MeCTHOM cBA3n. 3abyabTe 0 HEM, 3TOT BM3HEC YyKe yTpaydeH, U BEPHYTb €ro o4eHb crioxHo. Baby Bells caenaet
BCE, YTOObI He BbIMYCTUTL Er0 U3 CBOUX PYK.

Crtpaterven AT&T He pormkHO GbITb "BCce Ans BceX'. CTpaTternyeckme yCunua OOMmKHbl COCPEAOTOMUTLCS Ha TOM,
4YTOOLI CTaTb NMMOEPOM BO BCEMUPHON BU3HEC-CBSA3MN.

MHTepeCHaFI aHanorua

IBM cTOnKHYnMCb ¢ noxoxen npobnemon. Ee 6usHec 6onbLumnx KOMNbIOTEPOB OblN NOCTaBMEH NoA yaap, Tak Kak
KOMMbIOTEPLI CTanu yMeHbluaTbCs B pa3mepax. Ho BmecTo Toro, 4ytobbl pasbpackiBaTtbes, Jly epcTHep crtan
nckatb crnocobbl U3BMeYeHWs BbIroAbl M3 GOMbLUMX pa3MepoB KOMMblOTEpPOB IBM U MX TEXHOMOrMYeCcKoro
coBepLueHcTBa. OH Hayan roBopuTb O "MHTErpPMPOBaHHBLIX BblYMCIIEHMAX", B KOTopon IBM ocobeHHo cunbHa. Beab
Kakas gpyras komnaHus kpome IBM morna 6bl cobpatb Bce 4actu BoeauHo? lNpuyumHa: Tonbko IBM, korga-to
KOpOsb B MMUpe KOMMbIOTEPOB, co3fana 60mbLuyto YacTb STUX COCTaBNsALWMX. Bce nx rmaBHble KOHKYPEHTbI Obinm
XOPOLUU TOSbKO B YEM-TO OAHOM.



B pesynbTaTe cerogHs camblii npogaBaeMblil NPoAyKT IBM - aTo He npoaykT, a ux cepBMCHOE HanpaBneHue,
KOoTopoe B nyx u npax pa3buBaeT BCeX uUx NpoTuBHukoB. BcemupHbin CepeucHein Otaen IBM (IBM's Global
Services Division) okasarncsi cnaceHueM Ans kKomnaHuv. B To Bpemsa kak npogaxu KoMmnbloTepoB IBM npakTtuyecku
He pacTyT, CepBUCHbIV OTAEN eXEeroaHo yBenuynBaeT CBON NPOAaXWU B cpeaHeM Ha 10 NpoLeHTOB.

BosHukaeT uHTepecHblin Bonpoc. Morna nu AT&T cTaTb OHMM M3 OCHOBHbIX WUrPOKOB B "MHTErpUPOBAHHbLIX
BblYMCreHuax"? HecoMHEHHO, ee KpyrnHble GU3HEC-KIIMEHTbI MOFMM BOCMOSb30BaTbCs MOMOLLBO KOMMaHUM Npu
MHTErpauun CroXHbiX rnobanbHbiX CeTel CBA3W, CTaBLUMX peanbHOCTbI0 Gnarogaps pasBuUTUMIO LMAPOBOWA
TexHonoryn. Begpb KTo Mor nyudlue coeuTb BCE YacTu BOEAUHO?

Ypok. B KOHKYpEeHTHOM MUpe O4eHb BaxkHa AuddepeHLmaums

He Tonbko AT&T nbiTaetcs obecnyxkmeatbe MUp GusHec koMmyHukaumin. Ectb Takke WorldCom, Hanpumep, o4eHb
ycepaHo nbiTaoLasca 3axsatutb 6usHec AT&T. B nocnegHee Bpems Quest HabupaeT cBou 060poThl B CBA3M Ha
bonblune pacctossHuna. Camblii rMaBHbIN BONPOC, Ha KOTOPbIN AOIMKHA oTBeTUTbL AT&T, - 9TO NMOYEMY KIMEHTbI
OOIKHbI MeTb aeno ¢ AT&T, a He € UX KOHKypeHTaMu? Ha aToT BOnpoc Tak 1 He NpOo3BYy4ario BHATHOrO oTBeTa.

UHTepecHo, 4TO 1 NpoboBan OTBETUTbL Ha 3TOT BOMPOC HECKONbKO NeT ToMmy Hasag. [puinHon moero Busmta B
AT&T cTana cepus cepbesHblX HenpuaTHocTen B Havane 1990-x rogoB. AT&T nony4una maccy HeraTuBHbIX
OT3bIBOB B npecce u Gbina oyeHb obecrnokoeHa Mo noBody cBoen penyTauuu. [NepBoe, 4To 4 nonpocwun, Obinn
MaTepuarnbl UX uccrnegoBaHui no npobneme. OHU NPOBOAMIM aHaNM3 U TEXHUYECKOrO COCTOSIHUS CBOMX CETEN, U
BOCMPUATUA KOMMAHWMA Ha pblHKE. TEXHUYECKU aHanu3 nokasan HeKoTopoe yXyAlleHuWe, HO He HaCTONbKO
cepbesHoe, YToObl HaHeCTW yaap ux 6usHecy unu penytauun. Ho B3rnsiHyB Ha UX NO3ULIMOHHBLIE UCCIEAOBaHUS, S
yBuaen cepbesHyto Npobrnemy B OTHOLLEHUAX C UX riaBHbIMU KOHKYpeHTamu, MCI n Sprint.

HepocTtatoyHas pasHuua

B 1o Bpems, koraa y AT&T 6bina 60-npoueHTHas OoNs pbiHKa AanbHewn CBA3W, HO UX PEUTUHT "0obLLero kavecTtsa”,
XOTb W JOCTaTOYHO BbICOKWUI, BCE e Oblfl HE HACTOMbKO BbICOK, HACKOSMLKO MOrfa ykasbiBaTb UX OONS Ha PbIHKE.
AT&T onepexana KOHKypeHToB Ha 10 nNpoLeHToB. OTO He 0YeHb Gonbluasa pasHuua.

LincopoBble nokasatenu eLle yMeHbLUUNUCh, KOoraa a4 B3rMsSHYN Ha PEVTUHT "COOTHOLUEHME LieHbl U KadecTBa". o
CBOEeW MpaKTUYHOCTK Spring nNpakTuieckn cpasHsnack ¢ AT&T. CoBceM Henmnoxo Ans KoMNaHuv ¢ 9-npoueHTHON
Jonen Ha pblHKe. A B No3uummn "ka4yecTBO CBA3MW", CHOBa Spring Ablwana B 3aTbinok AT&T, oTcTaBas OT Hee BCEro
NWLLb Ha OAMH MYHKT. A AymMato, YTO STO CTano pe3ynbTaToM MX 06paLLeHns K BOSIOKOHHOONTUYECKOWM TEXHOMOT M.

AT&T BbipBanacb HECKONbKO Brnepen B KaTteropum "obcnyxunBaHWe KNMeHToB" oTpBaBWKCL Ha 10 NyHKTOB OT
CBOVMW KOHKYpPEeHTamMu.

Sprint obowna AT&T B no3uummn "KavyecTBo BbICTaBMneHUs c4eTOB" C npeumyLlecTsoM B 5 nyHTkoB. MCI cHoBa
3aMblkana LuecTBMe.

KoHkypeHTbl AT&T eLle He oTbmpanu y Hee BU3HeC, HO yxe 3aBnageBany BOCNpUATUEM.
KnioueBon aTpmbyT

Ecnu B3rnsiHyTb Ha camblil BaXHbI aTpubyT, HaAEeXHOCTb, TO Sprint nogoLuna oveHb 6mnmsko k AT&T, oTcTaBas oT
Hee Bcero Ha 3 nyHkta. Jaxe petuHr MCI 6bin He Tak yX ganek oT nokasatens nuaupa. A Bedb y 3TUX
KOHKYPEHTOB Oblfia TONMbKO Marnas 4ofs Toro onbiTa, KOMNeTeHUMN 1 06opyaoBaHUs, KOTOpbIMU obradana crapas
nobpas Ma Bell.

naga Ha Bce aTU UMdpbl, TPYAHO ObINO He 3amMeTuUTb, YTO AT&T NO3BOMUNA CBOMM KOHKYPEHTaM 3aHATb OYeHb
cxofHoe ¢ cobol noroxeHue B co3HaHuM notpebutenen. Bot noyemy Bce Tak cTtano 3aBuceTb OT LeH. PbIHOK Bce
6onblue 1 6onblue LWen K ToMy, YToBbl paccMaTpuBaTh KaTeropuio CBA3M kak ToBap. ATO Obinia He 04YeHb xopoluas
HOBOCTb Anst AT&T.

BosHukaeT Bonpoc, noyemy Sprint, B 4aCTHOCTW, Tak NPOABMHYNAacb B CO3OAHWUU HYXXHOrO BOCNpusaTuS? Ecnn
NMOCMOTPeTb Ha ee peknamMHble KaMnHuKM, TO OoTBeT cTaHeT sAceH. OHa caenana CBOMM HanpaBfieHUeMm
cneumanusauum nporpammy “"BomnokoHHas Ontuka“. Ha niogen npoussen 6Gonbluoe BrnevaTneHue Takow
TEXHOMOrM4YeCKUin NoAXoA, BOT noyeMy Sprint Tak npubnusmnack k AT&T no socnpusaTuio. AT&T npyHUMana cesoe
TEeXHOJIOrMYHEeKoe NPeBOCXOACTBO Kak AaHHOCTb.

Ho oTkyna Takoe yBenudeHue gonu Ha pbiHke y MCI? MCI Toxe BbiGpana y3koe HanpasneHue. C nepBoro aHs
CBOEro CyLLECTBOBaHUS, OHa BOOPYXXMUnacb koHuenuuen "Huskaa LieHa". A ecnv pbIHOK He BUAWUT GOMbLLOW
pasHULbl MexXay KOHKypeHTamu, 3TO xopollas cTpaTerns. B 1o Bpemsa ux geweBoe npeanoxeHue "[Opy3bs u
Cembs" cnocobcTBOBaNM PasBUTUIO 3TON CTpaTErm 4OBOSIbHO MHTEPECHLIM 0OPa3oM.

B yem otnunune AT&T?

3a 1ot nepvog AT&T noTpaTuna Hemano AeHer, YToObl yoeanTb BCEX, YTO OHa M ecTb “MpaBurbHbIA Bbibop”. Ho
nokasaTenu BOCMPUATMS NMPUBOAUNKN K 3aKrYEeH0, YTO 3Ta ugesa He pabotaeT. AT&T Gbina ropasgo 6onee
6e33alnTHa nepen ABUWKEHUEM LIeH CBOMX KOHKYPEHTOB, YEM 3TO AOMKHO ObIfo BbiTh, @ TEXHONOrM4Yeckasa cuna
KoMnaHum He 6bina acpdekTnBHO npeacTtasneHa. Jlioau He Buaenu pasHuubl Mexay AT&T U TakuMU KOMNaHUAMN
kak MCI u Sprint.

A 4yBCTBOBAr, YTO KOMMaHUU CrieoBano GbICTPO HalTVM OTBET Ha BOMPOC, NOYEMY OHa SIBMSIETCS “NpaBUribHbIM
BbIGopoM". YTo oTNnyaeT ee ot Apyrux?

OTBETOM Ha 3TOT BOMNPOC AOMMKHA OblNna ObiTb HAAEXHOCTb. JTO ObINO CambiM BaXHbIM aTpubyToM nuaepa,
0COBEHHO C TEM TEXHONOMMYECKUM NMPEBOCXOACTBOM, KOTOpbiM AT&T obnagana.



3To npuBENo K creayloLleMy BOMpPocy: Kak y6eauTb CBOMX KNUEHTOB, YTo AT&T AeUCTBUTENbHO HagexHee
apyrmx? B novckax oTBeTa s cnpocui 06 OCHOBHOM NpoGrieme, ¢ KOTOPOW KOMMaHWsi CTarnkueanach C ee XBaneHom
CETb0 B MUINIIMOH MUJIb OMTOBOJIOKOHHO kabens. OauH UHXeHep o4eHb ObICTpo oTBeTwur, "3To NPocTo, MoThIra".
OHM cTanu oBbACHATL MHE, YTO MPU TaKoW NPOTSPKEHHOCTM 3apbITOro kabens KTo-HUbYAb, Komnasi 3eMIIto, MOXeT
HenpeaHaMePEHHO HapyLWUTb NUHUIO. A NMpU TOW OrPOMHOI Harpyske, KoTopasi NpoXoAuT Yyepes 3TOT kaberb,
Lienas Gonbluas 3oHa, Hanpumep, ATnaHTa, MOXeT ocTaTbesl 6e3 06CnyXMBaHYS.

A cnpocun: "N yto e ganbe?"
TexHonorn4yecknn wepesp

Ha 3710 OHM NMpOAEMOHCTPMpOBaNM Ha CBOEM 3HaMEHWTOM 3KpaHe BO BCHO CTEHYy C HAHECEHHOW Ha HEero Cxemom
pacnonoXeHust CeTn, YTO MMEHHO MpousonaeT, ecnu cnydmutca obpbiB ceTu. Toraa nporpammMa nog Ha3saHWEM
"Fastar" MrHoBeHHO M3MeHsieT HanpasrieHe BCeX 3BOHKOB B 06xoa 06pbiBy ceTu. Ecnn nepeBectu Bce B MUHYTHI
(a cervac yxe B cekyHAbl), Kaxabl 3BOHOK 6e3 3a4epXKKM JOCTUrHET CBOEro HasHayeHus. A BOT owlernomnstowme
cTaTUCTUYECKME AaHHble. Ha co3aaHmne aTon crcTeMbl CO BCEMU 3anacHbIMU KabenbHbIMU IMHUAMK Yo 5 neT, a
ee ycTaHOBKa cTouna okono 13 wmunnuapgoB pgonnapos. B cywHoctn, komnaHma cosgana
"CaMOBOCCTaHaBMNMBAIOLLYIOCA CeTb", O KOTOPOW HUKTO Hudero He 3Han. (Mornm nu cooTBeTCTBaBaTb TakKuM
ctaHgaptam MCI u Sprint?) 3710 6bina camas BrnevyaTnsawowas AEMOHCTpaUua HagexHocTn AT&T, KOoTopyto koraa-
nnbo MOoXHO BbINo cocTpsinaTh.

Ho ansa Bcex atnx nogen us AT&T 310 Obina NpoCToO ovepenHasi TexHU4eckan xapakTepuctuka cetu AT&T, a He
4YTO-TO 0c0bO Bblaatolleecd. OTo Obina Gonblwas owubka. A nocoseToBan caenatb UM M3 3TOrO "HEYTO
ocobeHHoe", NpeacTaBMB CUCTEMY BOCCTAHOBMEHMS Kak HEOTbeMIIeMoe CBOMCTBO camou ceTu. [Jpyrumu cnosamu,
OCTaBUTb B CTOpOHe crnoBoO Fastar (OHO Ckopee MOXOXe Ha KINWYKY CKakoBOW rfowaaun) U HavyaTb BCeM
pacckasbiBaTb O CaMOBOCCTHaBnuBawllencs cetu AT&T. U yTo elle BaxHee, 3anyCTUTb MaCCUPOBaHHYHO
NMUapOBCKYD U pPeKriaMHyt0 KammnaHum no noBoOAy 3TOr0 YHMKarbHOro M JOPOro wefespa MHXEeHEepPHOW MbICNu,
Lenbio KOTOPOro Obio caenaTtb 3Ty CETb CaMOW HaAEeXKHON B MUPE.

AT&T morna 6bl pacckasaTb UCTOPUIO, KOTOPas Tak HUKOrda v He Obina pacckasaHa AoMmKHbIM obpasom. Caenas
310, AT&T nepewna 6bl U3 KaTeropun "npaBuribHbIA BbIOOP" B KaTeropuio “"HagexHbii Bbibop". 3TO Morno 6bl
MOMNOXWUTb Hayano obocobreHMI0 KOMNaHnM OT Bornee MenkuMx U AelleBbiX KOHKYPEHTOB, OCODEHHO B CO3HaHUM
KpanHe BaXHbIX BU3HEC KIUMEHTOB C UX KPUTUYECKN BaKHbIMU TenedOHHbIMU 1 MHAPOPMAaLMOHHBIMU KaHanamu,
npepBaTb KOTOble OHW MNPOCTO He MoryT cebe no3sonuTb. Kpome TOro, noBCcemMecTHO npegnaraemble
noTpebuTensam HOBble TEXHOMOrMN BHOCUNN BCe Bornblue nyTaHuubl B pagbl 6usHec knneHToB. Komy xe elle oHu
MOrn1 AOBEPUTb NMOMOYb UM B 061aCTh CBA3W, Kak HE CaMO HaAEXKHOW KOMMaHUn?

OTOro TaK 1 He npounsoLuno

HeCMOTpﬂ Ha BCe 3aTp4eHHble MHOI0 yCUIua, A TaKk U He CMOI CKINOHUTb TorgallHee pyKkoBOACTBO K TOMY, 4TOObI
CKOHUEeHTpunpoBaTbCA Ha aTon yHI/IKaJ'IbHOI7I, HO He O3By‘-|eHHOI7I NncTopun O HaAAEXHOCTW.
CamoBoccTtaHaBnmBawwasica cetb AT&T o cux nop ABnAeTCcd TwaTtesibHO XpaHUMbIM CEKPETOM. Kak vacto
cny4daeTCda B KpPynHbIX KOopnopauudax, TamMm ObINIO CIMLIKOM MHOro nogen u roynn co cBoumu coBOCTBEHHbIMM
nporpamMmmamu. Aatn pekoMmeHaauunnm ctaBunn Nnog COMHeHne MHorne n3 HMX, 3actaBiiaa MeHATb NiaHbl.

MocTeneHHo npousowina cCMeHa MeHepKMeHTa U ObInn noTpayeHbl Mmunnuapabl Ha 1O, 4YTOObI CTaTb BCEM 118 BCEX
Yepes rosfoc, AaHHble 1 Bnaeo. BonbLlune n HeMcnonHuMble naen npuwnn Ha CMeHy NpoCTbiM U UCMNOJTHUMbIM.

maea 6. Levi Strauss. VrHopypoBaHue KOHKYPEHTOB NoXo s Baluero 6usHeca

B 1853 ropy Jlesn Ctpayce oTkpbin MarasuH TkaHen B CaH-®paHuucko. Ero nokynatensmu 6binv B OCHOBHOM
paboure ¢ 30M0TbIX MPUUUCKOB. Kak-TO OAHaXAbl MECTHBLIN 30f10TOUCKATENb CKa3an emy, YTo ctapaTeny He MoryT
HanTW WTaHbl, KOTOpble NpoAepXanucb Gbl B TedeHue opHoro pabovero aHsA, Torga CTpayce cluwn WTaHbl 13
xoncTa, 4Tobbl NpeanoXxunTe ux paboumm. 3Tu rpydble LWTaHbl CTanu nonb3oBaTbCA OrPOMHBLIM CripocoM. Bckope
Ctpayc 3aMeHun XOrcCT Ha Xrnon4yaTobyMaxHyto TkaHb, NOKpacKn ee B CUHWIA LBET W 3aKpenun KapMaHbl MeAHbIMU
3aKrnenkamu.

B 1873 rogy Ctpayce npousBen nepByk napy nateHToBaHHbIX paboyux Gpiok No nosic BeicoTon Levi's Patent
Riveted 501 (501 6b1n HOMEPOM NapTuUM ToBapa). ATU LWTaHbl CTanM HeoTbeMMUMbIM aTpubyToMm necopy6os,
KoBOOEB, Xene3HoOopPOXHbIX paboumx, HedTenobbiTYnkoB M cdepmepo. K 1950-m rogam, 310 Obin yxe
HeoTbeMMeMbIi aTpubyT amepukaHCcKkon monoaexun (ux Hocun cam [xenmc OuH). B 1960-e rogbl KomnaHus
Havana BblINyCKaTb XEHCKYI0 04eXay U NepeknHynach Yyepes okeaH.

MepBasi owmnbka Levi Strauss

B 1971 rogy Kopnopaums crana akLMoHepHbIM OBLLECTBOM, M TeNepb 3a Hel HEOTCTYMHO CrieaoBany eMOHbI Nog
HasBaHveM Yonn Ctput unn "Kak Bbl cobupaeTecb pactn?'. OHa pewwnna ctatb YeM-TO BOMbLUIMM, YeM MPOCTO
DKMHCOBasA KoMNaHus. Levi's ctana KoMmnaHuen, Kotopas NpousBoAMT odexay, 1 O6bICTpo nonana B FIOBYLLKY "BCe-
ans-scex”, kynus komnaHum Perry Ellis, Oxford Suits, a Takke Koret, npomssoautens )XeHcKomn ogexabl.

M xoTa GM3HeC He CBA3AHHbIN C J)KMHCAMW Oblnl SSBHOW OLUMOKORN, npoaaxum mMKNUHCOB K CHACTbO npoaosnkanu
pacTu. HawuBbiclunii nogbem oHu nepexunm s 1981 rogy, Korga ToJibKO Ha aMepuKaHCKOM pPbIHKe Obino npoagaHo
502 munnuoHa nap 4KMHCOB. COBepLIJeHHO 0YEBWAHO, YTO UX HOCWUIN HE TONBbKO AETU U KOBGOMW.



3aboTack 0 cBoeM BusHece 1 ceMenHbIX Tpaauuusx, ceMbs Xaac, notomku Jleeu Ctpayca, Hadana 6onee akTMBHO
y4acTBOBaTb B YNpaBfeHWM KoMnaHuewn, npusatusvpoBany ee, u Npoaanu BCe CBOW HEMKMHCOBbIE KOMMaHWUW.
Yonn CTpuT ocTaBuna ux B nokoe, U oupMa CHoBa CoCpefoTounch Ha npoussoactse 6piok. B 1987 roagy Levi's
BbIMyCTUMNA OYeHb yAauHylo nuHUo mxuHco Dockers. Ho no mepe npubnmwkeHus 1990-X rogos, CUHWUE [HKUHCHI,
KOTOpble Ha MPOTSXEHUN HECKONbKUX NOKONEeHU Bbinu ogexaon GyHTapen, paBHO Kak U KOHOOPMUCTOB, Havanm
ncyesatb C nepefoBon NMUHUM MoaHoWn mHAaycTpuun. Mpopaxu B CLUA ynann ¢ HeBeposiTHbIX BbICOT Ao 387
MunnnoHoB nap B 1987 rogy. Ha ropnsoHTe 3amasumnm KpynHble HENPUATHOCTM.



Moabem KOHKYypeHUn

Korga mKMHChI NPOYHO YTBEPAUNUCE B MUPE MOAbI, MHOXECTBO HOBbIX KOHKYPEHTOB CTanu 3anofioHATb MarasuHsbi.
Kopnopauusi VF Brnagena tpema mapkamu: Lee, Wrangler n Ruster. JCPenney, Sears n Gap 3anyctunu csou
TOproBble Mapku. MoaBUNMCL Takke MKUHCBI MoaensepoB KanbeuHa KnanHa n Tommu Xundanrepa. UtanbsHckuin
mMonoaexHbli 6paHa Diesel Bbilwen Ha eBponerickun pbiHOK. U korga ctpactu ynernuck, y notpeburtenen okasancs
OrpoMHbIN BbIGOP Cpean Takmx HasBaHwi kak Junco, Mudd, Arizona, Fubu, Badge, Union Bar, Canyon River Blues,
Bongo, Faded Glory un apyrux, o KOTOpbIX Aaxe pykoBoaMTeENu Levi's Mornmn He MMeTb HUKaKoro npeacTaBreHus.

BHesanHo, Levi's BBena CBOW HOBbI KpacHbIN NoroTun3To CTano okasbiBaTb AaBfeHWe Ha NpoAaXu, Tak Kak
cTarno TpyaHei oTBOeBbIBaTb cebe MecTo Ha rnonkax MarasuHoB. M noka mapka Dockers npogorkana yaepxvsaTtb
cunbHble No3uumK, Levi's Hauana coBepluaTth OfHY CEPbE3HYIO OLLIUGKY 3a ApYrov B JXKMHCOBOM BM3Hece.

B 1990 rogy Levi's umena 48,2 npoueHTa B AXWHCOBOMW kaTeropuu. ¥ Lee n Wrangler 6bino 22,1 npoueHTa,
ocTanbHble obnaganu 26,5 npoueHtamu, a psagosbie 6paHabl - 3,2 npoueHTa. B 1998 rogy gons Levi's ynana oo
25,0 npoueHTtoB. Y Lee n Wrangler 6b1r0 31.9 npoueHTa, octanbHble umenu 22,7 a psgosble 6paHabl NOAHANNCH
no 20,5 Bcero 6usHeca. [lna komnaHuw, koTopas mu3obpena MKUHCbI, MUP NEpeBEPHYICcs ¢ Hor Ha ronosy. Ee
NMaepcTBO NCNApUIOCh, Kak 1 NbBUHAsA onsa npogax. ATo HacToswas npobnema c 6onbLuon 6ykssl "I

Uto npueeno k atomy? MHorne obcToATeENbCTBA NMOMOITIM KOHKYpeHTam Levi's 3axBaTuTb OrpOMHbIE TEPPUTOPUM.
3To pepkuit npumep TOro, Kak KOMMaHusi nocuyuTana CBoe nuaepcTBo camo coboli pasymetowmmcs. Takoe
BO3MOXXHO TOJbKO TOrAa, Koraa pyKoBOAMTENM KOMMaHUM HE YYUTBIBAKOT OMAacHOCTL, UCXOASILLYHO OT KOHKYPEHTOB.

ypOK. He npunaragd HUKakKunx yCI/IJ'II/IIZ Oona ygepxaHua nuaupyrwuwlero noyioxeHuda, Bbl nomoraete CBOUM
KOHKYpPEeHTaMm

Ewe gaeHo, koraa Levi's 3aHMMarna cunbHoe NUaupyloLLee NonoxXeHne Ha pbiHKe, oHa JoIhkHa Gbina kak cregyet
3aKpenuTb CBOWM (onar Ha BeplUMHe ropbl. JInaepcTBo - 3TO camblii AeWACTBEHHbIN cnocob 3acTaBuTb OpaHa
oTNMYaTbCsA OT APYrUX, TaK Kak 3TO caMblii KOPOTKMI MyTb K 3aBOEBaHWI0 AoBepus. A Kpegout gosepus -
HemarnoBa)KHOe CpPeACTBO B CO3[aHUM rapaHTuii kadecTsa OpaHaa. AMepukaHUbl NUTalT cnabocTb K TEMHbIM
noLuaakam, Ho CTaBAT Ha nobegutens.

Korga Bbl cTouTe Ha BepLlnHe, Bbl JOJTDKHbI y6ep,wac9|, YTO PbIHOK 3HaeT 06 atom. CnmKOM MHOrMe KomnaHum
BOCNPMHMMAKT CBOE NuaunpyroLee nosioXxXeHne Kak OOoJmKHOe (OLI,Ha M3 HUX - Levi's) M HUKOrga He aKkcnnyaTupyroT
TOT (*)aKT. OT0 TOMbKO OTKpbIBAE€T OBEPb KOHKYpEHTaM. BOCFIOJ'Ib3yIZTer CBOMM LUIAHCOM W XINonHUTe ABepblo
nepeg nx HOCOM.

Crparterusi Coca-Cola
B oaHoMm, nsobpeTtaTensam mKUHCOB creaoBaro B3siTb MPUMeEp C Haxoaswmuxcst B ATnaHTe nsobpertaTenein Korbl.

Heckonbko neT Tomy Hasag, korga Pepsi Hayana nogHMMaTh ronoBy U yBENMYMBaTL CBOK OOM0 Ha pbiHke, Coke
3anycTuna oauH U3 camblX MOLLHBIX CIIOraHoB, KOTOpble Korga-nnmbo BcTpevanucb B GusHece. Becero Tonbko AByms
cnoBamu: "HacTtoswasa Belwb" OHWM pe3ko OoTOpoCMnM B CTOPOHY CBOWMX KOHKYPEHTOB. M 3TO ykpenumno wux
nuaepcTBo, OOHOBPEMEHHO MOCTaBUB MOA COMHEHME 3aKOHHOCTb MX KOHKYPEHTOB. KTO Xo4eT nuTb HeHacTosLLyo
kony? Wnu npocTo "Takyto xe"?

Mcunxonormna niogen TakoBa, YTO UM BCerga Hy)XHa OpurMHarbHas Bellb, TO, YTO MOSIBUMOCH NepBbiM, TO, YTO
npounssefeHo usobpertatenemM. Mbl roToBbl AaTb STOMY YeroBeEKY WnM NpoAykTy nogdac Gorbliue, Yem OH Toro
3acny>xuBaeT, NOTOMY YTO B rfybuHe Aylin Mbl nonaraemM (Tak 3TO UMM He Tak), YTO OHW 3HaloT OoMbLUe, U HUKTO,
KpOMe HUX He caenaeT 3Toro nyylle.

Levi's cnegoBano 3akayuMBaTb KaXAbl peknamHbli ponuk ¢pason, kotopas cpasdy Obl cgenana BCex UX
KOHKYPEHTOB BTOPOCOPTHLIMU:

OpurvHanbHble MKUHCHI Levi's.
Bce octanbHoe - konus.

3710 3acTaBuno Gbl Nokynatenen 3agatb cebe CNoXHbIN BOMPOC, CTOSA nepea psgamMuy Mook NOXoXUX Apyr Ha
apyra [DKUHCOB: "f1 XOo4y MMeTb HaCTOALLYI0 BeLlb UK NULb nogaenky?" Ecnu ueHa He 3aobnayHa, 60mbLWIMHCTBO
BEPOATHO, BblbepyT HacToswyto Bewb. (o npoHun cyabbbl, 6usHec Levi's Ha eBpONenckoM pbiHke Obln KpavHe
ycneleH 6narogaps NO3ULIMOHUPOBAHUIO IXKMHCOB Kak “"opurnHanbHbIX").

KoHeuHo, He 6biro 661 ocoboro Bpeaa, ecrnm 6bl 3aTeM elle 06bACHANOCH, NoYeMy napa AXKUHCOB Levi's nydlue,
YeM MX MHOrOYUCHEHHbIE KOMWK - hacoH, TKaHb, 3aknenku, Yyto-Hubyab ewe. Brniarogaps nuaepctsy Levi's, noam
nerko nosepunu 6kl Bo Bce, 4TO Obl OHa He cka3ana O TOM, MoYeMY JXKMHCHI Levi's ny4yue.

BHyTpI/I KOMnNaHun npe06nap,ano MHEHMe, YTO OOCTaTOYHO OAHOro MMeHW. Ho ogHOro MMeHW Hukorga He
poctatoyHo. KoHeuHo, Hertz morna 6bl NPOCTO NoJib30BaTbCA CBOUM MMEHEM. Benb MMEHHO 3Ta KOMMNaHUsi MHOroO
NneT ToOMy Hasaj Bnepsble CTana 3aHUMaTbCA aper,oﬁ aBToMoOunen. Ho oHa He nepectarT HanoMnHaTb CBOUM
KINMMeHTaM, KTO ABNAETCA nnaepoMm, a KToO NPOCTO 3aHNMMAEeTCA TakKnUM Xe 6u13HecoM.

Hertz.

He cywecTtByeT HMKOro, paBHoro Hertz.

BoT kak Hago CTosATb Ha BepLUMHe ropbl. Ho Levi's coBeplumna v gpyrue owmnoku.
Ypok. Ecnv Bbl He cneavTe 3a CBOUMIW 3aTpaTtamu, 3TO MOMOraeT BallM KOHKYpeHTaMm



Koroa Pobept Xaac Bosrnasun nmneputo Jlesn Ctpaycca B 1996 roay, OAMH U3 CambiX YCMELLHbIX OP3HA0B B MUpe
oKasancs B pacrnopshkeHun YeTbipex yenosek: camoro Pobepta Xaaca, ero oaam, n AByX ABOKOPOAHbIX BpaTbes.
BbinyckHuk MapBapackoro yHuBepcuteta, PobepTt ao npuxoaa B Levi Strauss pabotan Ha Peace Corps u McKinsey
W NOMyYun MHOFoO XOpollen npeccbl 3a MNPUMEHeHMe CBOEW MNpaKTUKW MNepefoBOro MeHeXMeHTa K
npomusBoguTensm opexabl, pabotaBwmm no ctapuHke. OH ObifT MOSIOH PELLUMMOCTM MPOAEMOHCTPUPOBATh, YTO
KOMMaHusi, anst KOTOPOW coumarnbHble LLEHHOCTU CTOSAT Ha NEPBOM MECTE, MOXET NPEB30WTU KOMMaHWUK, KoTopas
3abotutca Tonbko o nNpmbbinu. OH 6bin TBepao ybexaeH, YTO uenbi KOMNaHuuM He AOMKHO ObiTb TONbKO
nony4yeHve npubbinu. XopoLas uaes, Ho B Hallem Mupe ¢ yOUNCTBEHHOW KOHKYpeHUMen oHa HepearnbHa. U BOT,
YTO MPOU3OLLIIO.

"Cpenaxo B CLLA"

Cembsi Xaac He 3axoTena 3aKpblBaTb CBOW aMepuKaHCKMe 3aBofbl, XOTA HaknagHble pacxoabl NPeBOCXOAunu
pacxodbl UX KOHKYpEeHTOB Ha 25 npoueHToB (6rarogaps Tomy, YTo Te npousBoaunu 3a pybexom). OHa
nocyuTana, 4Yto Hagnucb "CaenaHo B CLUA" umeeT nepBocTeneHHoe 3HauyeHue. OHa He 3ameTurna, 4To y
KOHKYPEHTOB He BO3HUKAET HUKaKMX NpoGriem npu npopaxe MKUHCOB, KOTopble He Gbinv npouseeeHsl B CLUA. B
pesyrnbTaTe, LeHbl Levi's cTanm CnvwKoM BbICOKUMWU U MpUBNM3UNUCL K LeHam Au3aiHepckux GpaHgoB. JTo
NPUBENO K TOMY, YTO TOroBble MpeanpusTus npegnodnu Calvin, Tommy u Apyrux Av3aiHepoB, NPUHOCSLLMX
xopowuin goxod. A Gornee Mernkue MaccoBble MPOM3BOAUTENW-KOHKYPEHTbI CMOMN BOCMOSb30BaThCA GOMbLUOK
pasHuueii B LeHe. Jltoam rotoBbl NnaTtuTb HEMHOTo Borblue 3a o6LLEenpu3HaHHbIe Joporne GpaHabl, HO TONbKO A0
TEX Mop, Noka Bbl OCTaeTeCb aKTUBHbIM MIPOKOM. IM HEOBXOAMMO OCO3HABaTb, YTO OHU He 3psl TPaTAT CBOU
AeHbru. LleHbl Levi's Bblpocny NoyTW OO YPOBHS AM3aMHEPCKUX (DMPM, HO OHWM HE MOrfIM BMECTe C HUMMU
NPeasioXnUTb TOT MPEcTWX, KoTopbiMK oGnagatoT Calvin u gpyrve. Levi's okasanack 3axaTtoli Mexay MoaHbIMU
GpaHaamMu 1 JeLleBbIMU MapKkamMu.

* "Nlyywe obenyxusatb nokynatenen”. bob Xaac pelumn, 4To cnpaBnTbca ¢ Npobnemon LeHoobpaszoBaHUA MOXHO
OyaeT TonbKO NyTEM peopraHusauuv komnaHuu. Levi's npurnacuna CoTHU MHCanaepoB ANst NNaHUpPOBaHKS HOBON
CTPYKTYpbI kKoMnaHun, 1 6onee 100 KOHCYNbTaHTOB KOHCANTUHOroBoM oupMbl Andersen npuvwwinu, 4Tobbl MOMOYb B
CO34aHuM LenoYvku cHabXeHus KNueHTCKow cryxbbl. Bbinn nepeonpeneneHsl 3agadn 6onee 600 COTpPyOHMKOB.
MpoBoaunuck GeckoHeYHble 3acedaHuns, U BoLapuniack nonHasi Hepasbepuxa.

K TOMY BpeMeHW, Korga coBeT AUPEKTOPOB BMeLlarncd, 4TOObI OCTAHOBUTbL BECb 3TOT aGCypﬂ, KOMMNaHuA yxe
noTpartuna owenomMmndawuyr cymmy B 850 MunnuoHos agonnapos. M HUKaKnMX N3MEHeHun K nyyuiemy He
npousoLuno. Hanpmmep, HECKOJIbKO COT MUNINMOHOB OosnapoB 13 aTon CYMMblI Obino noTpavyeHo Ha NATb HOBbIX
KPYMNHbIX ﬂMCTpMGb}OTepCKMX LLeHTpOB B CoeguHeHHbIx WTatax n EBpone. OTWN BbICOKOTEXHOMOMMYHbLIE LEeHTPbI
ObINN Tak Noxo npoaymMaHbl, 4TO B OEeNCTBUTENBHOCTU TOSMBKO yBenm4unm LI,I/ICTpI/I6blOTOpCKI/Ie pacxonbl Levi's n
coenann KoMnaHuw elle MeHee KOHKypeHTHOCI‘IOCOGHOI;I. Kpome TOro, oHu G6binn 3alyMaHbl N pa3MeLleHbl Tak,
YTOObI nonyyaTtb TOBapbl C 3aBOOOB Levi's, pacnonoXeHHbIX B CoeaunHeHHbix LWTatax. 910 cTano ewe ogHUM
npenAaATcTBMEeM Ha NyTU K 3aKpbITUKO 3TUX OOPOrocCTtodAllnX 3aBOOOB. KomnaHua 0o cux nop He onpasunacb OT
nocneacTBuii aToro HEeBEPHOro wiara.

Po3HM4YHbLIE TOProBLbl, KOTOPbLIE AOMKHbI ObINIM OT BCEro 3TOr0 BbIUrpaTh HOMbKO MOKaYMBanu rofioBamMu, Bbipaxas
cBoe HefoyMeHue. B ctatbe Fortune ot 12 anpens 1999 roga, ocselatowlen npobnemsl Levi's, oguH u3 cambix
BaXXHbIX Nokynatenew Levi's 3aasun: "TexHU4Yeckne N3aMeHeHns OKoHYaTenbHO BCeX Hac 3anyTtanu. TOMbKo YTo He
ObINO HUKaKou crnyxbbl No paboTe € KNMeHTaMu, a B CneayoLLyo MUHYTY OHa NOSIBUNach, HO B IBHO M36bITOYHOM
Buae." B aTOM Xe cTaTbe ykasbiBanocCb, YTO NepeyyeT ckrnaga OCHOBHOro npoAykra npoussoawncsa JCPenny
kaxxaple 20 oHent; a ond Levi's B 1998 rogy aTOT NnokasaTenb COCTaBWN B cpeaHeM 27 OHEN.

CrmwKkom MHoro omMBoK AN Takon apMmmn KOHCYNbTaHToB (MoapobHee o Hux B rnase 13).
Ypok. BHyTpeHHee MblLluneHne paboTaeT Ha KOHKYPEeHTOB

Ycunua Xaaca, 3aTpayeHHble Ha 3KCMEePVMEHT N0 BHEAPEHWIO YTOMMYECKOro MeHeI)KMEeHTa NpUBENN K CO30aHMo
KoMnaHuu, 3aMKHyTON Ha camon cebe. OH npeacTaensan cebe Levi Strauss komnaHWen, B KOTOPOWN ronoc paboyero
Ha abpuke AomkeH ObiTb YCrbllWaH TOYHO Tak Xe, Kak MU ronoc npesugeHta. OgHako CAMLLKOM MHOrue
nocneLwmnnu BbICTYNUTb CO CBOMMU COBCTBEHHbIHHBIMU MpeanoxeHnamMu. lMbiTascb y4ecTb MHEHUE KaXXaoro B
npouecce NPUHATUS peLUeHU, PYKOBOAUTENN KOMMNAHWM HE CMOrfu MPUHATbL HU OOHOrO CBOEBPEMEHHOro
peLueHns. YXoauno CUWKOM MHOro BPEMEHWU, U MEHEKMEHT Oblfl HE B COCTOSIHUM BOBPEMSI pearvpoBaTb Ha
PbIHOYHbIE U3MEHEHNS.

Bob Xaac HayepTUn cxemy opraHusaLuu Ansi NpPeacTaBrieHUst BCEM COTPYAHUKAM, U 9Ta CXema C HOr Ha rorioBy
NoCTaBMBLUAA MPUBLIYHYIO NUpamMuay, AOIPKHa Oblfia NpounmMiCTMPOBaTh, Kak oW, uMetolne “camoe
HernocpeacTBEHHOE" OTHOLWEHMe K BusHecy, GyaoyT MpUHMMAaTb PELUEHUS, @ MEHemKMEeHT OydeT C Humu,
nofckasblBasi 1 noMorasi UM B 3TOM. OTO KOHLIEMNUMS nepeaym NofHOMOoYUi NopoXaarna Tak MHOro Hepasbepuxu,
YTO NpaKTUYECKU NapanmnsoBana NnpoLecc NPUHATUA PeLLEHNA.

Ycyrybnano cutyaumio Takke TO, YTO MHOYUCMEHHbIE WHULMATUBLI 3aCTaBNSAMM KOMMAHWIO TpaTUTb OrpOMHOE
KOMMYeCTBO BPEMEHM Ha MpucTanbHOe pasrafblBaHWe CBOEro nynka BMECTO U3y4yeHust KOHKypeHToB. Cuctema
BO3HarpaxaeHus U3MeHunachb Tak, YTo Tenepb odHa TPeTb NpemMuanbHOro dooHaa pykoBoguTenen oTpaxana ux
CNocoBHOCTb yNpaBnaTb "' enaHnem". Xaac paspabortan 80 3agady, 4Tobbl kKOMNaHua ctana paboTaTtb ¢ 60nbLIMM
xenanveMm. OgHa 13 3afay npegycmaTtpusana pacnpocTpaHeHue 25-CTpaHuyHON aHkeTbl cpeamn 17,000 crnyxalmx.
"pynna no n3yyeHuto pasHoobpasus NpoayKLMM OpraHn3oBbiBana Bble3gHble ceccum Ans 06CyxaeHsa paccoBblX U



NOJNOBbLIX CTEPEOTUNOB. ,El,perle rpynnbl 060y>Kp,anm CBOIO YyA3BUMOCTb, AENUITUCb CBOUMUN NOTAEHHbIMU CTpaxamMu,
N pgaxe coumnHanu cebe HeKponoru. 9710 6bINO npoasneHne Bbilleguero n3 nog KOHTPOJ14 HOBOIro MbILLIEHUA.
HeyLI,I/IBI/ITeJ'IbHO, yTO BOnbLUVE HENPUATHOCTU He 3amMeanuim noAaBUTbCA. YTpaTa CcBA3nN C FIOTpeGI/ITeJ'IeM

IDKMHCOBBIV PbIHOK MEHSINCS, HO COTPYAHMKM Levi's Gbiny CrMLWKOM MOrmoLLeHbl CBOMMK 3aceaaHusiMu. [eTu yxe
roBOpMNY NpofasLaM, YTO LUTAHWHbI Y [PKUHCOB CIULLKOM Yy3kue. KpynHble ToproBble KOMMaHuy co3haBasny CBOM
CcoBCTBEHHbIE [KMHCHI, LUMPWHA LUTAHWH KOTOpbIX goxoguna go 23 groimos. JCPenny, Sears, Tommy Hilfiger un
Apyrue He ocTanucb B CTOpPOHe. HekoTopble WTaHuHbl gocturany 40 atoiiMoB B WnpuHY. Mpu Bcem aTom Levi
Strauss npogosrkana BbinyckaTb 16-4t0iMMOBbIE WTaHWHbLI. HocuTb Levi's BbICTpO CTaHOBWNOCH AYPHBIM TOHOM.

370 KOCHYNoch Aaxe oYeHb ycneluHoi nuHum Dockers. Moka Bce B Levi's 3aceganu no ogHOMY Unu Apyromy
MOBOAY, OHW YNYCTUMW OA4HO U3 CaMblX BaXHbIX HarpaBreHuid Ha pbiHKE [KMHCOB Xaku: HEMHyLUMECS GpoKu.
Dockers ocTaBanvch nexatb Ha nornkax MarasuHoB. Mpogaxu katacTpoduyecku naganm.

B 1O Bpems kak cpean mornoAexu Bce 6onbLien NonynapHOCTLIO NOMb30BaNuCh CreLmanusnpoBaHHbie MarasuHbl,
Levi's npogormkanu npogasaTbes B 6e3nuknx yHuBepmarax. [JJUCKOHTepbl CTany BaXXHbIMU y4acTHUKaMU Urpbl, HO
y Levi's He 6bino AelueBblx 6p3HAOB, UM BbINO HE C YeMm yyacTBoBaThb B 3Ton urpe, (y VF, 0OHOrO M3 rmaBHbIX
KOHKYPEHTOB, OHU Bbinu).

Korga komnaHus TPaTUT 6OJ'IbLIJyPO 4acCTb CBOEro BpeMeHn Ha pasmMbilurieHna, HanpaBlieHHble U3HYTPU KOMNaHUn
BO BHE, NPOUCX0AUTb MOTYT TOJIbKO HENPUATHOCTHU. XOpOLIJI/II7I TOrproBuy, MbicnnT B 06paTHOM HanpaBlneHun.

Bob Xaac o4eHb cTapancs caenatb Bce npaBunbHO.OaHaKo BCe MpeuMMyLLEeCTBa €ro nporpaMmMbl B KOHEYHOM utore
Gonblue NOMOrfnM KOHKypeHTaMm, Yem camon Levi's. [lna MHOrmMx pykoBoauTenen komnaHum 6bino HeyTelwmnTensHo,
4YTO Mocne ycnewHoro nepuoga ¢ 1985 no 1996 rogel, koraa gons Levi's Bxoguna B 1 npoueHT Haubonee
yCNeLHbIX amepukaHckmx komnaHui (¢ 50 npoueHTaMy COBOKYMHOro pocta no npubbinam u 50-kpaTHbIM
yBENMMYEHMEM CTOMMOCTW akuun), ynop Ha co3faHue ycnewHoro 6usHeca, BO-NepBblX, a NUlIb 3aTeM Ha
nokasaTenu Npubbinm, NpuBen K KaTacTpou4eCKnM NOCNeacTBUAM.

Byayluee Levi's

Bce owwmnbkn, 0 KOTOpbIX 51 pacckasarl, He ABnstoTCsA HOBOCTLIO anst Levi Strauss. OHM Bce Obinm AormKkHbIM 06pasom
3aMKCUPOBaHbI, U KOMMNaHWUS npegnpuHMMaeT warn, 4tobbl 3aHOBO ONpenenuTb CBOW 3agayvn: oT
"OTBETCTBEHHOr0" KOMMEPYECKCOro ycnexa npuiATK K ToMy, YTobbl CTaTb “3akoHodaTtenemMm B Mupe noBceaHEBHOMN
ogexapl."

U onaTb opraHM3aunoHHbIE U3MEHEHUsI COTpACaloT KoMnaHuio. OHa NOHMMaeT, YTO AeTU He ByayT HOCUTb Takue
XK€ MKUHCbI, Kakne Hocunm mnx pogutenu. VI oHa BMAUT, YTO COBPEMEHHBLIN PbIHOK CUIIbHO CErMEeHTUPOBAaH,
BbI3blBas K XW3HW “"MHOrobpaHOoByl0 cTpaTeruo”. S 3agatocb BOMPOCOM, HE CRMLIKOM KM NO3AHO MPULLNO 3TO
0oco3HaHue? Begb MHorobpaHaoBasi ctpaTterus Levi's - 9TO TO, YTO MX KOHKYPEHTbI NMPaKTUKYIOT yXke MHoro net. U
JENCTBUTENbHO NN OHA AABNSIETCA TAaKOBON?

Ha cerogHswHUA AeHb KOMMaHUs MOMb3yeTcA pasHbiMU LIBETaMU STUKETOK, YTODbl pasnuynTb YpoBHW Levi's:
cepebpsiHbIN (CaMblii NyYLWIN), KpacHbIn (opurMHanbHbIn 501), opaHxeBbl (paHroMm Huke). Ho aTukeTka He
ABNseTCs 3HakoMm 6paHaa. bpaHa Bce TOT xe - Levi's. U ecnn Levi's - 3T0 opurMHanbHble JXKUHCI, KOTOPbIN HOCKI
Panbd JlopeH, korga oH Obin pebGeHKOM, Kak MOXHO BHOCUTb B HUX 3Ha4yuTenbHble nameHeHusi? Korga Coke
M3MeHMWra CBOK OpUrMHanbHy0 OOPMYINy U Bbillfia Ha PbIHOK C HOBOW MOACMALLEHHOM KOMNOW ANns AeTen, aTo
cTano katactpodon. Ecnn kona He Obina opurMHansHon, oHa 6bina HudeMm. K cyactbto, Coca-Cola noHagobunoch
BCEro HEeCKOmnbKO MecsaueB, YTobbl ONATb CTaTb "KMaccuyeckon', ¢ opurnHanbHou dopmynon. lNyctb geTtu
MOKYNaktT [HKUHCHI C LUMPOKUMU LUITaHUHaMU. Korga oHW BbIpacTyT, OHU CKOpee BCEro BEPHYTCH K OpUrMHanbHbIM,
ecnun y Levi's goctaHeT TepneHusa u oHa He 6yayT 3abbiBaTb HanOMWHATbL UM, YTO OHU Cenyvac HOCAT NULLb
CMELLHYIO KONWIO NOAMMHHBIX JXKUHCOB.

Ho, noxoxe, Levi's He xBaTaeT TepneHusa. OHa 3anyctuna KpacHyto JluHuio gxuHcoB ana geten. Ho gns
noaaepXaHuss CBOEro MMUMKA KPYTbIX JKMHCOB OHW M3 KOXW BOH Ne3nu, cTapasiCb CKpblTb MX Levi's-oBckoe
npoucxoxaeHve. OHU Jaxe nepesenn ronoBHOM 0uc, 3aHUMaOLLMACA 3TOW NMUHMEN, B Apyroe MecTo. Ho 3adyem?
Ecnu a1o gpyron 6paHa, OH NPOCTO CTaHOBUTCA OOHWMM U3 MHOTMX AETCKMX OpaHAOB. Levi's npusHaeT, 4Tto Bce 3Tn
YyCUnusi He NpUHECYT BONbLLON NPUBLINK, HO HAAEeTC s, YTO ATU MKMHCHI, 3aBOEBaB NONYNsAPHOCTb, OCBETAT CBOMM
cusiHMeM u apyrue nuHum Levi's. (Kak aTo MOXeT Criyuntbes?)

MHorobpaHgoBas cTpaTerusi, KOTOpPOM [OMKHA MNPUAEPXKUBATbCA KOMMaHWsA, - 3TO OCTaBuUTb OpaHabl Levi's
(opurvHanbHble mKMHCBI), Dockers (IMKMHCHI Xaku HOMep oauH) U Slates (ana TopKeCcTBeHHbIX crydaes). Ecnn oHa
CMOXET COXPaHWUTb KU3HECMOCOBHOCTb U CUNy 3TMX BP3IHAOB M NPaBUBLHO UX MO3ULMOHMPOBATL, TO CBOGOAHOMY
NPOAOBWKEHNIO KOHKYPEHTOB, NPOAOITKABLUEMYCS Tak MHOTO NeT, NPUAET KOHeL,.

naBa 7. 3y6Haa nacta Crest. Mamouka, CMOTpU, HAKAKOro NuaepcTea

B kHure "Knaccuueckaa TeneBuauoHHas peknama. 3onotble rogpl, 1948 - 1958 (Television Classic Commercials:
The Golden Years, 1948 - 1958, New-York, Hastings House, 1971) JinHkonbH JanmaHT Tak OnNucbiBaeT OAHY
M3BECTHYyIO0 peknamy 6paHaa Crest, npuHagnexailero Procter&Gamble: "[eepb MalLnHbI pacnaxvBaeTcsi, U3 Hee
BbICKAKMBAET LIECTUNMETHAA AEeBOYKA C KOCUYKAMU U HAaYMHAEeT KPYXUTbCS Ha nyxanke, npuxumas k cebe



MEeAMULMHCKYO KapTy, - U UMEHHO B 3TOT MOMEHT, ¢ 6GeccmepTHbIMKU cnoBamu "Mamouka, CMOTPW, HUKAKOro
kapuecal" - Ha4yanacb apa 3y6Hon nacTbl ¢ hTopmaom".

Ha camom pgene, ueHTpanbHoe cobbITUE NPOU3OLLIIO HECKONBKO paHblue, B 1955 rofy, koraa Ha pbiHKe nosisunach
nacta Crest ¢ (pTOopuaoM - BeLLLecTBOM, NpeAoTepaLlaroLLMM kapuec 3ybos. Onosocopepxalluunn gpropua, rnasHas
cocTaBnswLlaa nateHToBaHHon cMmecu Crest nopa HassaHvem “Fluorisan®, obewan 6ykBanbHO W3MEHUTb
Yyenoseyeckylo pacy. [lo Toro MomeHTa, noTeps 3y6os 6Obina HeusbexHa Mo JOCTMXKEHUU YENOBEKOM
onpeaeneHHoro Bo3pacTa, 4YTo Kak u3n4ecku, Tak U NCMXONOrMYeCcKn YCKOPSAIo NpoLEecc CTapeHust.

Tenepb Crest obeLlana UCKIUNUTb 3Ty HEU3BEXKHOCTL. U3 YENOBEYECKON KUSHM.
Bopbba 3a nuaepcTeo

Korpa Crest nosBunacb Ha cueHe, 6paHa Colgate, npuHagnexaimn komnaHum Colgate-Palmolive, aomuHupoBan
Ha pblHKe, 3a HUM cnefoBann Pepsodent u Ipana. [1Ba nocnegHux 6paHaa 3aTtem ucyesnu, U Hactoswasa 6opbba
passepHynack mexay Crest u Colgate.

3OT0 conepHuyecTso 6bino NnogobHo npotusocTosHUo Ford n General Motors (GM) B aBToMoBUnbHOM oTpacnu 1
mexay R.J.Reynolds u Philip Morris B curapetHom 6usHece. B kaxxgom u3 aTux crnyvyaes, ogHa U3 KOMMNaHUN
3aHsANa JOMUHUpPYIOLLIee MOoXeHWe Ha pbiHKE B NepBble rodbl HOBOro Beka - Ford, Reynolds u Colgate - u kaxaas
n3 HUX BbiNa oKpyxeHa MHOXecTBoM 6ornee menkux csetun. Yto kacaetca Philip Morris u Crest, To 3T0 6bInn
"TeMHble nowagkun”, 6paHabl, KOTOpble OYeHb ObICTPO MOAHAMMCL C CaMbIX HU3KUX PbIHOYHBLIX NokKasaTenen Ao
HauBblcLKnX. Kaxapih nx Tpex npeteHaeHToB Ha nepBeHcTBO - GM, Philip Morris u Crest - B KOHEYHOM uTOre
cbpocunu peIHOYHOrO Nuaepa ¢ neefectana n Ha Gnuwkanive AecATUNeTUs, Kaxaas U3 Tpex oTpacren crana
nonem 608, Ha KOTOPOM ABe NUAMPYIOLLME KOMMaHuM Boponncb 3a NPEeBOCXOACTBO. B kHure “22 HenpenoxHbix
3akoHax MapkeTtuHra" (The 22 Immutable Laws of Marketing (HarperCollins, 1993)), 3To Ha3blBaeTCsi 3aKOHOM
OBOVICTBEHHOCTM.

MpeumyLiectso dpropuaa

MpeumyLliecteo Hag Colgate nosiBunock y Crest Grnarogaps otopuay, a Takke rpaMmoTHOMY NPOABWKEHWIO €ro Ha
PbIHOK, NpeanpuHaToMy Procter&Gamble. MHoroneTHue uccrnefoBaHWsi nokasanu, YTO XXUTenu Tex MecT, rae
Topun HaTpUsi copepkancs B MUTbEBOW BoAE, B MeEHbLUEN CTeneHu Obiniv NoABeEpXKEHbl Kapuecy W Opyrim
cToMaToniormyeckum 3aboneBaHusiM, YeM Te, KTO MOTpebnsn Bogy, He OGOoralleHHyl 3TUM XUMUYECKUM
coeauHeHneM. YyeHble P&G Hayanu pabotatb Haf co3faHWeM TaKoro COeAMHEHWs!, YToObl caenaTb ero COCTaBHOW
YyacTblo 3yGHOWM MacTbl, HO 3TO ObINO He Tak MPOCTO, KAk MOXHO Gblflo Obl NMPeanonoXuTb, Tak Kak gpyrue
cocTaBnsitoLme 3yGHON NacTbl BCTyNanu B peakuuio ¢ TopMaoM HaTpus.

PaboTta Benacb B YHuBepcuteTe wTtata WHgmaHa, rge 1pu xumuka - [xosed Mionep, Mappu Oon n Yunbam
Hebepxonn - npotectupoBanu 6onee 500 anemeHTOB B TeyeHne 9 net. Mionep, BbINYCKHUK OQHOMO MX KypCcoB
[Oasn, Bosrnasun uccnegosarus. B 1997 rogy [an, eAMHCTBEHHBIN U3 HbIHE XMBYLLMX, pacckasasn KOppecrnoHAEHTY
Luisville Courier-Journal BuHcy CtenteHy: "Mionep cugen Ha nepsol napTe. BonmblUMHCTBY CTyAeHTOB Obinio
HanneeaTb Ha XMMUYeCKue cpefcTBa npefoTepalleHus kapueca. OHM cyuTanum, Y4To ¢ 3Ton Npobnemon ycnewHo
cnpaenatTca cToMaTonoru, nnomoéupys 3ybel. Ho Mionep 3auHTepecoBancs. Korga oH nonpocun Temy Ans CBOero
uccnenoBaHus, S NPeAnoXnn eMmy cpaBHUTb pasHble pTopuabl, HO 3amMeTun, YTo Byay KpavHe yAMBIIEH, ecnu
Mexay HUMK HanaeTcs Kakas-nubo pasHuua.”

B koHe4HoM wuTore, Mionep oTKpbIn ornioBocodepXalluin topua, KOTopbI Npodormkan AencTBoBaThL B TOW cpeae,
B KoTopomn bTopua HaTpua paspywancs. MNossunack nacta Crest. Ee cnocobHocTb npegoTBpallaTe Kapuec
YCUINEHHO peKknamupoBanach, B TOM YMChe LuecTUneTHen aesoykon ¢ ee “ocMoTpu, mamoukal”. MNocne Toro, Kak
AeBoyka cooblana, 4YTo y Hee HeT Kapueca, mama rosopuna: Tonnu, CMOTPU Kakas HeobblKHOBEHHas nacta
Crest!" U ronoc 3a kagpom BTopun atum crnosam: "[a, Crest - 3To 3ybHasa nacra, kotopas AeNCTBYeT, NOTOMY YTO
370 3yBHas nacTa ¢ hryoprcTaHoM, cneumanbHeiM PTOPUCTLIM coeanHeHneM. A bTOp - 3TO OpYyXue CTOMAaTOSIoroB
B 6opbbe ¢ kapnecom!"

MoGena dTopuooe

HecmoTps Ha Bce aTu BneyatnsaoLwue 3asBrneHust, - KOTopble, B OTNIMYUE OT aHanorn4HbIX 3asiBNiEHUIN BOKPYT Tak
Ha3blBaeMbIX YyA0-KOMMOHEHTOB ApyrMx 6paHAOB, Mornu 6biTe NOAKpPEenneHbl AokasaTenbcTBamu, - Crest, TeM He
MeHee, umena nuwb 10-NpoueHTHY0 AON pbiHKa. OTO 6biNno Hennoxo Ans 6paHaa, NOsSBMBMLLErocs BCEro
HEeCKONbKMMU rogamu paHee, HO pykoBoauTenu P&G 3Hamnu, YTO y HUX B pyKax TEXHOMOrus, coBepLunBLIas
npopbiB B oTpacnu. OHu Takke 3Hanu, 4to Colgate, koTOopas BcKope npeacTtaBuna CBOW COOCTBEHHbIN
dTopocogepxawuii 6paHa Cue, nonyyuna OTNNYHYI0 BO3MOXHOCTb YHUUTOXWUTL Ty HEOONbLUYIO OO0 HA PbIHKE,
koTopyto Crest cymena 3aBoeBaTb. TeM BpemeHeM, OAuH u3 pykosoautenein P&G, koTopomy BbIno cyxaeHo
BCKOpE CTaTb Npe3vaeHTOM KOMMaHuu - TaHo paboTan Haga NOAroTOBKOW CriedytoLlero Lwara KOMnaHumn, KoTopbIn
noBnMSAET Ha nocneaytoLlyto cyapby Crest 6onblue, YeM nobas peknamHasa kKaMmnaHus.

IxoH Cmeiin, paGoTaBluMii Toraa 3aMecTUTENEM reHepanbHOro MeHexepa Mo pekname, nogan xodaTUCTBO B
Accoumaumio gaHTucToB Amepukn (ADA) 06 odumansHOM Npr3HaHUM NPOTUBOKAPUECHBIX CBOMCTB nacTebl Crest u
ee ornosocogepxatlero propuaa. Cmeiin cuntarn, Yto nogo6Hoe NpusHaHUe CKIOHWUT Yally BeCOB OBLLEeCTBEHHOrO
MHeHust B nonb3y Crest. Mpo6nema sakntoyanacb B ToMm, 4To ADA HuKorga paHee He 3aHMManuch npobremamu
6p3aHAOB 3YOHbLIX MacT, U He 6bina CKMNOHHa 3aHMMAaTbCA UMK U Ha 3TOT pas. ToNbKO Mocne MHOruMx net
obpallieHuit, BMecTe ¢ NpeacTaBneHMemM Bce GOorbLUMEro KonuyecTsa AokasaTenbcTs, ADA, HakoHel, BbinycTuna
ochulmansHoe ogobputensHoe 3aknodeHre. C Tex nop 3To 3aKMoYeHUe CTano OCHOBOMN PEKNaMHOM NONUTUKN



Crest. Hanpumep, kak 3ameTtuna Diamant, ADA npuina Ha NoMOLLb TBOPYECKOMY YernoBeky ¢ 6eccMepTHbIMU
cnoBamu: "[okasaHo, 4To 3ybHas nacta Crest obnagaeT addekTUBHBIMKU NPOPUNAKTUHECKUMIN CBOMCTBaAMM,
KOTOpble MOryT CTaTb Ba)KHOM COCTaBNAOLLEN NPefoTBpaLLEHUs KapMeca B Criyyae ee UCMOoNb30BaHUsl B pamMKax
BCeoObeMnioLLEeN NPOrpaMMbl MO FMrMeHe NofocT pTa 1 perynspHoMy obpalleHuto K cneyuanuctam.”

Bnarop,apﬂ 3TOMY NPU3HaAHUIO, Crest Bckope MOSTHOCTLIO KOHTponMpoBana TpeTb BCEro pbiHKA 3y6HOIZ nacTbl, U
3TO MoNoXWo Havyarno 6onee Yem 35-neTHemy rocnoacTey Crest.

Mpobnema dpTopnaos
Ho B MapKeTuHre, kak Ha BOWHe, HUYTO HE CTOUT Ha MecTe.

Kak Tonbko B HEKOTOPbIX MECTHOCTAX dTopuAbl CTann [06aBNaTb B MUTLEBYIO BOAY, PasBUTME Kapueca y aetewn
3HauuUTenbHO cokpaTtunock. B 1960 roay B cpeaHeM Y Kaxaoro yenoseka 6bino no 15 nospexaeHHbIX 3y6os. K
1987 ropy, neyeHuto noanexanu Tonbko Tpu 3yba. KoHuenums npounakTuku kapneca notepsinia CBOK OCTPOTY.
3OT0 noctasuno nepepd Crest HOBYO NpobnemMy, Tak Kak , MOCKOMbKY HET Kapueca, apyrie 6paHabl, UMeBLLVE CBOU
HWWMKW, cTanu 3aBoeBbIBaTb Bce bGonbwuii ycnex, a gona Crest Ha pblHKa cTana cHuxaTbcd. bbina
"HocTanbruyeckasa” Huwa 3y6HoW nacTbl ¢ cogon. beina "HaTypanbHaa" Huwa nactel Tom's of Maine. bbina Huwa
nacTbl "Ana KypunbLukos" ot Topol. Beina Huwa 3y6How nacTbl "Ana YyBCTBUTENbHBIX 3y60oB" Sensodyne. Kpome
TOro, Bce 6ornbluei NonynAapHOCTLIO CTanu Nonb3oBaTbCA Tak HasbiBaeMble KOCMeTUYeckune 3ybHble nacTbl Takue
kak Ultra Brite, Close-Up n Aquafresh. Onn otbenvsanu Baluu 3y6el unu oceexanu salle AbixaHue. Bbl npekpacHo
BbIrMSAenu, 1y Bac 6bin 3ameyaternbHbIN 3anax u3o pra.

Crest Ha nepenyTbe

Bce ato cospgano aunemmy ana Crest. CnegyeT nu um nonbiTaTbCsa CTaTb BCEM Ans Bcex? CnegyeT nun um
BbINYCTUTb NorockaHne Anst nonoctu pta Crest? Unu otbenusarowuii Crest? nu Crest ¢ cogon? Mnu Crest ans
YyBCTBUTENbHBLIX 3y60B? [logobHble u3MeHeHuss ocrnabwnm 6bl MX YCTOMYMBOE MNOMOXEeHWe neyebHoW nacThbl,
3awmwiatoLLiert 3ybel, a Takxke OTKpbINO Obl ABepu ANns ux nevyebHoro ABonHKKa, Colgate.

[Opyras npobnema, ¢ KOTOPOW CTOSMKHYNacb KOMMaHus, - 3To Auriemma "ucnonb3osaTte unu ytpatute". MNacta Aim
korga-to coctaBnana 10 NpoueHTOB Ha pbiHKe 3y6HbLIX NacT 6narogaps 3aHATOM el no3uuuu ‘nactel C
npeBoCcxoAHbIM BKycoM". MIx ocHoBHasi naes 6bina oveHb npocta: "Mama, Bawu getn 6yayT gonblle YUCTUTL
3ybbl, Tak Kak UM HpasuTca BKyc". Ho Aim nonana B noBYLUKY Nof Ha3BaHueM “Bce-AnsA-BceX' CO CBOEeW nacToun
npoTuB 06pa3oBaHus 3y6HOro kKaMmHa 1 MATHbIM renem. CerogHs ee Oons Ha pblHke coTaBnseTt 0,8 npoueHTa.
Ecnn 661 P&G 3axoTena wrpaTb B KOCMETUYECKYIO Urpy, en Hago 6bino 6bl npuaepxuBaTbes cTpaTernu
Honda/Acura, korga pasHble 6paHAabl 3aMyCcKaloTCA B pasHble CerMeHThbl pbiHKa. Ho korga Bbl MbiTaeTech craTh
BCEM ANs BCEX, Bbl YaCTO CTaHOBUTECb HuYeM. YTo Takoe Chevrolet? 3T1o Gonbliasd, mManeHbkas, gellesas,
Aoporasi MaLluHa, rpy3oBuK, CMOPTUBHbLIA MalumHa. OAHUM CIIOBOM, HUYTO.

Kak HacueT Bo3pacTHbIX KaTeropuin?

Korpga-to B P&G BuTana uaes Bbinyckatb nacty Crest Ans pasHbiX BO3PACTHbIX KaTeropun. 3ta ctparterus,
KOTOPYO MCMOMb3YyT Pampers: AN HOBOPOXAEHHbIX, FPYAHWUYKOB, MOM3YHKOB, HaduHawWwnx xoAutb. Ho
BO3pacTHble Kateropuv Pampers oxeaTbiBaloT nepsble 3 roga xusHu pebeHka. Crest npeacrosno oxsatuts 70
net: petu (BKyC), NoapocTkun (MonockaHue), crapluee nokorneHue (chopmyna Ans YyBCTBUTENbHBLIX 3y60B). N Ana
BCEX 3TMX BO3PaCTHbIX KaTeropum yxe cyllecTsoBany 3ybHble nacTbl Apyrux 6paHaoB: AeTtu (Aim), NOAPOCTKM
(Aquafresh), Bapocnble (Crest), noxunbsle nogu (Sensodyne). OueBMAHO, YTO Takas cTpaTerMsa He rogunach.

YT0 Xe gomkHa Obina npeanpuHsaTe Crest? OHa Obinn CypoBO HakasaHa, Tak kak He caenana Toro, Yto JoSbkHa
Obina caenatb.

ypOK. MHorga Heobxoaumo U3MeHATb nosnumoHmnpoBsaHumne

MepBoe n camoe rnaBHoe, Crest JorpkHA BCeraa ocTaBaTbCsl Ha PbiHKE B KAYECTBE Cepbe3HOM, neyebHon 3y6HoM
nactbl. IMEHHO 3TO MOMOXEeHWe OHa 3aHMMaloT B CO3HaHWM MNOTeHUManbHbIX noTpebutenei. Hukakux
NOSIOCKaHWUI, HUKaKMX OTGenuBaloMX NacT, TOMbKO CepbesHble TEXHOSorMU yxoda 3a 3y6amu. EcTecTBeHHbIM
passuTMeM ans Crest Morno Gbl cTaTb ABWKEHWE OT "MpodunakTMku Kapueca” K ToMy, YTobbl cTaTh “nepebiMy B
KOMIMSIEKCHOM yxofe 3a 3y6amu”. K coxxaneHuto, KoMnaHusl Tak 1 He yBuaerna B 3TOro HanpaesieHu s, B KOTOPOM el
cneposarno 6bl Auratbesl. OHa NpoJosrkanu 3aTbikaTb Ablpbl PaA3NUYHLIMK BapuaHTamu nactsl Crest.

A Begpb npocToe mndy4eHne OCHOBHbIX CTOMAaTOJIOrM4eCKmnx TEHAEHUUA MOrfno noackasaTb, B KakoM HanpasneHnn
pa3BnBaTbCA:



« Kapviec otctynaet

« [Tioau XKVBYT OOMbLUE W AOMbLUE COXPaHSIHOT CBOM 3YObl.

* KoHTposb 3a 3yGHbIM kKamMHeM 1 3a60neBaHus JeceH BbIXOAST Ha NepBbli NiaH

[aBaiiTe ocTaHoBUMCS Ha GopbGe ¢ 3yOHLIM KaMHEM, KOTopasi okasanach eLle OAHUM TsPKenbIM ypokoM ans Crest.
Ypok. Hukorga He TepsiiTe KopriopaTUBHOM NamaTy

P&G, k csoew yectu, B 1985 rogy 3anyctunu 3yBHyto nacty, boprolyocs ¢ 3ybHbIM kamHeM. Ho Toro peskoro
OTpbIBa OT KOHKYPEHTOB, KOTOPbI NPOM30LLEn Npu Bbinycke 3yOHOW nacTbl CO hTopraammn, Ha 3TOT pas He 6bino.
OpHa 13 NpUMYKH 3TOro - TO, YTO KOMMaHUS, NOXoXe, 3abbina, Kak MMEeHHO OHa 3aBoeBarna ycnex B 1955 rogy. B
€€ HblHELLHEeWN peknaMHOn KoMnaHuu He 6bino adhdpekTHOW uaewn, Bpode "TpuymdansHon nobenbl Hag 3yOHbIM
kamHeMm". OHa MPOCTO pacckasbiBana O TOM, YTO yMeEHbLUEeHWe HaneTa Ha 3ybGax obnerymT 3yGHOMY Bpady ero
paboTy MO OYNCTKE KaMHA. OTO 1 Tak O4EBUAHO ANs BONbLUWHCTBA NoAEN.

A ncTopus, KOTOpPYHO cnefoBarno pacckasaTb, BbIrnagut NpUMepHo Tak:

* Kapuec, 6narogaps nacte Crest, yxxe He SBNSeTCs ceraHsa Takon 60nbLuon npodnemoin.

» CerogHs ntoam 6onbLue CTpagaloT OT OKaMEHeNoro HaneTa Ha 3ybax, Unm 3y6HOro KamHs.
* 3yBHOM KaMeHb MOXET NpuBETH K 3aboneBaHuio AeCeH 1 notepe 3y6oB.

Crest Takke 3abbina cHabauTb 3Ty UCTOPUIO Yyao-BeLlecTBOM. B uctopum ¢ dotopuaamm y Hux 6ein "dnyopucrtaH".
B nctopum npo 3y6HOM KaMeHb, UM crieqoBano B3sTb Ha BoopyxeHue "TapTacTtaH" (OT aHrn tartar - 3yGHon
kameHb). OHa He caenana aToro.

OpHa 13 NpUYKH, MO KOTOPOW BCE NMPOU3OLLINO Tak, Kak NPOM3OLLIO, BbiNo, BEPOATHO TO, YTO HUKTO U3 KOMaHbl,
KOTOpas oTBeyarna 3a 9TO HOBOE HanpasrieHve, He paboTtan B Crest 6onee 30 neT Hasaf, koraa 3anyckanu nacrty
Crest. B hopmyrnie ycriexa oTcyTCTBOBasia kopropaTiBHas NnamsiTb, U yCrexX He COCTOSINCS.

Kpome Toro, Crest Tak 1 He Bblgenuna 3Ty 3yOGHyt0 NacTy U3 Yucna ocTanbHblX CBouX npoAykToB. OHa 6bina nub
O[HON M3 MHOIMX pa3HOBMAHOCTEN peknamupyemon npoaykumu. Ho B 1955 rogy 6bina Tonbko oguHa nacta -
Crest.

Hakoneu, Colgate, n3snekna ypok ana cebs U3 Toro, 4To, BEPOSTHO, BHYTPU KOMMaHUU Ha3biBanoch "propmaHbim
duacko”. OHa BbICTPO OTBETUNA Ha HOBbIN NpoaykT Crest peknamHow komnaHuen, kotopasi obpaliana ocoboe
BHUMaHWe Ha TO, nacTta Colgate nyyie oyuwaeT oT 3yOHOro kaMHs, YeM MpoayKuusi KOHKypeHTa. Colgate He
octasuna Crest mecTa Ana MaHespa.

370 Bblna Heydaya. Ho To, Y4To NPoM30LLIO BrOCeACTBUM, CTaro HacTosLe 6eqon.
Ypok. Hukorga He faBaiiTe LWaHC CBOVM CUSbHBIM KOHKYPEHTaMm

CtomaTonornyeckne TeHOEHUUN ykasbiBanu Ha eCTEeCTBEHHOEe pa3BUTWE KaTeropum cpeficTts yxoda 3a 3ybamu:
npocdunakTuka kapueca, 6opbba ¢ 3ybHbIM HaneTom M 3awmTta geceH. Crest 3aHUManacb NepBbIMU OBYMS
NyHKTaMu, HO HacTosian 6opbba Ha3peBana Ha pbiHKE CPEACTB 3aluTbl AeceH. TOT, KTO nepBbiM 3axBaTun Obl
BCe TPW HanpasrieHnsi, UMen LaHchl cTaTb nobeautenem. Crest 310 3Hana. 3Hana ato u Colgate. Ho kto-To B P&G
3axoTen pUCKHYTb 1 no3sonuTb Colgate yxsaTuTbCA 3a 3Ty BO3MOXHOCTL. OHa oTAana ee Colgate He cTas nepeon,
N He NpeacTaBura CBOM COOCTBEHHbIN NPOAYKT, YTO co3gano 6bl npenaTtcTBus Ha nyTu Colgate. KTo-To no atomy
Criyyato ckasan MHe TorAa, YTo 3TO MPOM3OLLINIO M3-3a NPOMEASIeHNs OoTAena uccnefosaHunin. A 6bl nocoseToBarn
Torga Kak MOXXHO CKOPEN 3aMeHUTb NCCNefoBaTEeNbCKY KOMaHAay.

B pesynbTate nepBoii Ha pbIHOK CO BCEMU TpeEMs kadyecTBamu (NpodunakTvka kapueca, yaaneHuwe 3y6HOro kamHs,
3awwmTa geceH) Boiwena Colgate Total. Ycnex atoro npogykta nossonun Colgate BepHyTbCA K CBOEMY NUAEPCTBY
nocrne TOro, kak B TeYeHUe Tpex OeCATUNeTUA oHa 3aHumarnu nullb BTOPOEe MeCTO. OTO He TOrMbKO roBopuT 06
yrnopcTBe, HO SIBMSieTCA Takke MPUMEpPOM MNepeBOpOTa, KOTOpble peako BCTPeYarTcs B COBPEMEHHOM
KOHKYPEHTHOM MWUpE.

oe-to B Colgate, pagocTHbIN MeHemxep npoaykTa BberaeT B ohuc, AepKa B pykax nokasateny o6 ysenuyeHun
OONN KOMMaHUN Ha pbiHKE, U ropAo o6bABNAeT "B3rnaHute, wed, Mbl cTanu nepebiMun’.



MnaBsa 8. Burger King. lNocTosHHasa cmeHa pykoBOACTBA

B crtatbe nog HassaHueM 'TloTyckHeBaluasi kopoHa" (A Tarnished Crown) exeHegenbHuk Newsweek (13 Hos6ps
2000 r.) KOpOTKO M3NOoXKN NPOBNeMbl, KOTOPbIE NEPEXMNBAET 3HAMEHWUTas amepurKaHcKkasi ceTb rambyprepos:

BeuHbln BTOpPOM HOMep B BOWHe rambyprepoB, MpogorbkaeT aTaky, BOOPYXMBLUMCL MEHK, COCTaBfieHHbIM U3
npobneM, HauuHasi ¢ HU3KUX NpoAax, ManoaddeKTUBHON peknambl U 3akaH4MBasi BOMKOTOM OMbITHOrO
cneumanucta B cdepe peknambl Ona LapntoHa... Cenvac Burger King nogbickmBatoT cebe cegbmoro 3a
nocnegHue 11 net npesvaeHTa U, CKOpee BCEro, NMOMEHSIIOT peknaMHoe areHTcTBO. [podaxu B pecTtopaHax
ynanu, otyacTu u3-3a O4YeHb crnabol peknamMHOW KOMMaHWMK, TNaBHbIM CIOraHOM KOTOPOW sIBMsieTCs
npumevatensHoe "Haspena HeobxogmMmocTb?"

ManuwHe roBopuTb, 4TO B ropofok Burger King npuwinu HenpusTHOCTW.
Hauarno

Burger King u 3HameHuTbii Whopper (cambin 6onbluon rambyprep cetu Burger King) poaunack B koHue 1950-x
rogos. Bpems nosiBneHus He morno ObITb BbiGpaHo nydile. 1960-e rogbl NONOXMNN HaYano nHaycTpum GblcTporo
NUTaHWsA, BKIOYas CeTM PecTopaHoB U hpaH4Yan3uHrn. Temn amMepurKaHCKOWM KU3HW 3HAYUTENbHO YCKOPUMCS C
pa3BUTMEM rOPOAOB-CMYTHUKOB, aBTOMOOUNEN M TeneBMOEHUS, M BCE CO3PEeno ANs NOsiBNeHUA yaoOHbIX,
OOCTYMHbIX NpeanpuaTUA NUTaHus. PbIHOK ObICTPOro NUTaHWA HEBEPOSTHO BbIPOC B koHUe 1960 - Havyane 1970
rogoB, 1 KOHKYpeHLMS 6bina o4eHb XXEeCTKOMW, TaK Kak pecTopaHbl OTBOEBbIBaNM CBOK OO0 Ha pbiHKe 1 6oponncb
3a JOMUHUPYIOLLEe MNOMOXEHNE Ha HEM.

Bopbba 3a nuaepcTeo

Burger King 6bina ogHoM 13 cambix KpynHbix ceTert B CoeanHeHHbIx LUTaTax, u KOMnaHusa yBepeHHO npoasuranach
K BEpLUMHE Ha pbiHKE BbICTPOro nNuTaHus. B dompme noHMManu BCO BaXXHOCTb PEKMaMHbIX KaMMNaHUM, U K KOHLY
1960-x rogos, oHa bbina yxe JocTaToqHO 60MbLUOK, YTOObI N03BONMUTL cebe peknamMmHble PONMKN Ha TEeNeBUOESHUM.
Bonbluas YacTb peknambl B TedeHne 1960-x rogoa Bpallanacb Bokpyr Whopper, camoro nonynspHoro npogykra
cetu. B ogHown 13 kamnaHun Whopper 3Byyana necexka: "H4em 6onblie rambeprep, Tem nydwe rambyprep”. B
Apyrou pekname nosTopsncs crnoraH: "HyxHbl Ase pyku'" (4Tobbl yaepxats Whopper).

Ho ygauHbIX peknamHbIx crioraHoB 6bino HegocTaToyHo, YTobbl MoMoYb Burger King yaepxaTb CBOe nuaupytoLLee
nornoxeHune. XoTa HOBble pecTopaHbl Burger King OTKpbIBanucb C 3axBaTbiBalOLLMM pa3mMaxoM, KOMMNaHUsi yxKe He
Morna nogaepXueatb 3TOT Temn 6e3 AONONHUTENbHbIX KanuTanoBrioXeHun. [MonbiTKM cTaTb aKuMOHEepPHbIM
obLlecTBom npoBanunuck, Noatomy, koraa Pillsbury Company BbICTynuna ¢ npeanoxeHneMm o cnvsiHiu, Burger
King npuHsina ero, nonaras, 4to Pillsbury nomoxeT pelwnTts prHaHCOBbIE NPOGEMBI.

McDonald's BbipbiBaeTcs Bnepeq

Mocne cnusiHus, ogHako, Pillsbury npakTuyecku oTkasanuch OT NaHOB MO AanbHeNLWeMy pacluMpeHuto, NpuBeas
Burger King B 6onblioe cmsateHue. KoHkypeHTbl, ocobeHHO aTo kacaetcs McDonald's, Habupanu o6opoTbl, U
Burger King H14ero He octaBarnoch, KPOMe Kak HabnoaaTb 3Ty KapTUHY.

B 1970 rogy Burger King oTkpbina 167 HoBbix pectopaHoB. Ho McDonald's oTkpbina 224 pectopaHa v Havana
peknaMmHylo kamnaHuio "Thl 3aCnyXun cerogHs HeMHoro otapixa“. Ha cneaylowmn rog YMcno HOBbIX PecTopaHoB
Burger King cokpatunocb go 107, torga kak McDonald's npubaBuna k CBoel ceTu pekopgHoe Ha TOT MOMEHT
KonunyecTtBo -384 pecTtopaHa.

Urpa 6bina npourparHa. McDonald's cemumnnbHbIMUY LWaramm wWina K covHnwy nepsoit. Burger King 6bina notecHeHa
Ha BTOpOe MecTo.

"To, YyTO Bbl XOTUTE"

Bonpoc o nuaepctee Gbin pelleH HaBceraa, v Burger King ctana Bectu cebs kak 1 nogobaet BTOpOMYy HOMEpY:
OHa Hanapgana Ha nugepa. B 1973 rogy Obina 3anyweHa ygavyHas MapkeTMHroBas nporpamma, TOYHO
onpepenueLlas cnabyto ctopoHy McDonald's: 3To cnuwkom aBTomMaTUYHasi, Hermbkasi MallvHa no NpPou3BOACTBY
rambyprepoB. HoBasi kamnaHus nogyepkueana crnocobHocTe King Burger yooBneTBOpuTb camMble pasHble BKYChl
CBOWX noceTuTenein. BoT 4To oHa oGeLlanu KnMeHTam:

XoTtute orypunkos? HyxeH canat? Kaxablin U3 Hac ycnyxutb byaeT paa.

Bce, 0 4em Mbl NpocuM, 3TO NO3BOMNUTL HAM AaTb Bam TO, YTO Bbl XOTUTE.

Kamnanusa "To, 4To Bbl XOTUTE" MMena BOOAYLLIEBMSAOLLMIA YCreX, U CroraH NpoaepXarncs MHOro ner.
Ho 370 6bInn ToMNbKO LBETOYKU. HacTosLaa KoHKypeHUmsa Hayanack B 1980-e rofpl.

CpaBHuTeNbHasA peknama

B 1982 rogy Oxed Kamnbenn, koTopbln 6bin TOraa MCNONHUTENbHBIM BULLE-NPE3NOEHTOM MO MapKEeTUHTY,
BrecTsalle yBenuunn LWaHCcbl KOMNaHWM Ha ycrnex, NpoBeas HECKOMNbKO O4eHb KOHKYPEHTHBIX nporpaMm. 370 Takue
nporpamMmbl Kak "XapeHHoe Ha OTKPbITOM OrHe, a He Ha ckoBopofe" u "BovHa rambyprepos”. Bnepsble B
pecTopaHHOW KaTeropuu B pekname 6bin npoBedeH CpaBHUTENMbHBIN aHanu3 NPOAYKTOB MO YeTblipeM nyHkTam: (1)
caHaBud Burger King Whopper npessowen Big Mac Mc'Donald's u Single cetn Wendy's no pesynbtatam TecToB
BKYCOBbIX KayecTB, NPOBOAMMbLIX BCRenylo; (2) >kapka Ha OTKPbITOM OrHe okasanacb npeanoyTutenbHee
obxapuBaHusa Ha ckoBopogae; (3) NMHUS "To, YTO Bbl XOTUTE" BbIrMaAena ropasfo npusnekatensHee, Yem "To,



yero xoTAT oHW', To ecTb McDonald's; (4) pasmep ctaHgapTHoro rambyprepa B Burger King 6bin 6onbLue, 4em B
McDonald's.

OpHO M3 MepBbiX peknaMHbiX OGbABMEHUI, B Y3KOM Kpyry WU3BECTHOE Moj HasBaHWem peknamHas naysa “Ilu
TomcoH", HauMHanacb KpyrHeIM nnaHoMm ramGyprepa Whopper, 1 rofoc 3a kagpoM cooblan: "BaxkHoe coobLueHve
oT Burger King". 3aTem Ha akpaHe nosiBnsinacb TOMCOH, cuasiias B KOXXaHHOM Kpecne nepep kamvHom. OHa
roBopuna:

Honroe Bpems y Hac 6biim Mc'Donald's, Burger King n Wendy's. UTo-ToO MeHSIeTCS, HO HEKTOpble BELLU OCTalTCs
HeunaMmeHHbIMW. Ho Whopper npes3soLuen Big Mac no pesynbtatam notpebutensckon akcneptusbl. B pesynbTare, y
Hac no npexHemy 6yayT Mc'Donald's, Burger King n Wendy's, HO yXe He B 3TOM Nnopsiake.

KamnaHus npopgorpkanacbk Becb 1983 roa, cocpedoTOYMBLUUCH CHayana B TedeHue Tpex Hedenb Ha Teme
"OTKpbITbIA OTOHb, @ He CKoBOpoAda“, a 3aTeM OTKPbIB HOBYID KaMMaHW, pacuuTaHHyl0 Ha 4eTbipe Mecsua,
Ha3sblBaBLYyOCA "MUNNMOHbI NEpeLLNM K Ham". YTBepXKaanoch, YTo, AeNCTBUTENbHO, MUMMWOHBLI NoTpeGutenen
y)Ke MOMEHSINIM pecTopaHbl. B fokasaTenbCcTBO 3TOr0 yTBEPXKAEHWUS MPUBOAWUMUCE AaHHbIE KOHCYNbTaTUBHOIO
LeHTpa pecTopaHHOW oTpacnu, MNpuHaanexailero uccrnegosaTtenbcko oupMe CREST. 3Ta maccupoBaHHas
peknamHas akuus BKIouana Takke PONUK, B KOTOPOM MOSBMAETCA CeMbsl, XoaMBLUAA paHblue B McDonald's, u
BbIHY)XKAE€HHAs MackuMpoBaTbcs nog odkamu Groucho Marx u ycamu, NMoTomMy YTO TEMepb OHU XOOAT B ApYroM
pecTopaH 1 He MOryT NnokasaTb CBOU nuvua.

MocnepoBasLuaa peknama onsATb akLEHTMpOBarna BHMMaHUe Ha npeumyllectesax 6yTepbpoaos, NPUroToBRNEHbIX Ha
OTKpPbITOM OrHe nepep xapeHbiMu GyTepbpogamu McDonald's 1 Wendy's. Kamepa "sarnsHyna" B newiepy
nepBOOLITHOrO YerioBeka, rnokasana TOSMbKO YTO HayyuBLUErocs XOAWUTb Marnbllla, 3aTeM oOkasanacb B AOMe
nonynapHon Teneeeaywen 1980-x rogoB AmaHyanb Jlbtomc. Oemncu yteepxgan: "B ogHOM M3 HalIMX HOBbIX
PEeKNamMHbIX POSIMKOB Mbl FOBOPWUM, YTO Tak Kak JNtogn C NeLepHbIX BpEMEH A0 HallMX OHEN Bcerga npegnoyntanm
roTOBUTb MSACO Ha OTKPbITOM OrHe, MOYEMY >Xe€ OHW [OIDKHbl COrnawaTtbCs Ha BTOPOCOPTHbIE XapeHble
rambyprepbi?"

OpHa u3 peknam nokasblBana rpynny OeBOYeEK, KOTOpble neped CHOM CuAs B NuXamax Ha CBOUX KpoBaTsiX,
obcyxaaloT npemmyllectsa npurotoeneHHoro Burger King Ha oTkpbiTom orHe Double Burger nepef >xapeHbim
Quarter Pounders ot McDonald's, a repoem apyrou peknambl 6bi1 OAMH CbIWMK B cTune 1940-x roaos, KOTOpbIv
npuwen K 3akfi4yeHuto, YTO MPUroTOBMNEHHbLIM Ha OTKPbITOM orHe Double Burger Ha camom pene
pacluungpoBbiBaeTcs kak "double trouble” ("*oBoliHbIE HENPUATHOCTK") ANS XapeHbix 0yTepbpoaos.

n peBocxoHble pe3ynbTaTbl

Pe3ynbTaThl kamnaHum "BoiiHa rambyprepoB” npeB3oLwnm Bce oxuaaHus. [ons Ha pblHKE HEBEPOSITHO Bbipocna u
npoaaxu pectopaHoB Bo3pocnu ¢ $750,000 go 6onee yem $1 MunnmnoHa B TeYeHUE MOCMNEAYHOLWNX TPEX NeT.
PeWTuHr nonynsipHOCTM pe3ko moackouun, B TO Bpemsa Kak nokasatenu McDonald's n Wendy's cHuxanucs. Mo
AaHHbiM CREST, knueHTypa Burger King no cpaBHeHWo ¢ npegplayliuMm rogoM yeenudunacb 6ornee yem Ha 2
MUMASIMOHA YENOBEK.

HacToswwmn npopbiB B kamnaHum "BowviHa MamByprepos” npousoluen, koraa n McDonald's u Wendy's Bo36yavnu
cynebHbI npouecc ¢ TeM, YTOObl 3anpeTuTb 3Ty peknamy. VX gewrcTBua npuaanu ornacky kamnaHum u
cnocobcTBoBanu ewe 6onbLuemy ee ycnexy. [leno 6biro No3xe peLleHo nognMcaHMeM 3akpbiTOro corfalleHus, Ho
K TOMY BPeMeHW kamnaHus npogorikanachk yxxe Tpu Mecaua, v npogorkanach ele Hekotopoe Bpems. CyaebHoe
pa3bupaTensCcTBO MOPOAMNO Y KnueHToB Burger King elle GonbLuyto YBEPEHHOCTb B NPaBUbHOCTU UX Bbibopa,
TaK Kak 3TOT BOMPOC BbILLIEN HA 3KPaHbl TENEBU3OPOB M OCBELLANCS Aaxe B BbiNyckaxX HOBOCTEN.

HauunHatoTcst npobnemsl

B TO Bpemsa kak cyaebHbI npoLecc U OTKPbITOE MPOTUBOCTOSIHUE C KOHKYPEHTaMu XOpOLLO CKasblBanuCb Ha
6u3Hece, OHU ObiNM rybuTenbHO ANs BHyTpeHHen nonutuku. Pillsbury 6bina koHcepBaTMBHOW KOMNaHWEWN
CpepHero 3anafa, kotopas Bblpaxana o6ecrnoKOeHHOCTb CBOEK HE3aKOHOMOCHYLLUHOW AOYepHEN KOMMaHuen us
Masamu. Jonro y6exaaTts He npuwwiniock, 1 Bapyr Burger King nepectana 6bITb NpaBuibHbIM BTOPbIM HOMEPOM.
OHa ocTaBuna cBOM Hanagku Ha nuaepa. Bmecto 3TOro oHa 3aHANMCb NOUCKaMWU TOrO, YTO HasbiBaeTcs
"30HTUYHOW Mporpammon”, koTopas oxsaTuna 6bl rambyprepbl, 3aBTpaku u Kypuuy. OHW NPUKUHYNU, YTO
nogobHble NporpaMMbl nMokasanu cBoko adekTMBHOCTL B criydae ¢ McDonald's ("Bbl cerogHs 3acnyxunu HeMHOro
oTabixa" u "Camoe Bpems oTBefaTb BenvkonenHyo nuwy McDonald's"), Tak "novemy 6bl UM He paboTaTb U Ha
Hac?")

MoaTomy komnaHua 3anyctuna "B nouckax Tpas", HeyaobosapumMyto nporpammy, repoem KOTOpbIi cTan Kakon-To
BorBaH, oKa3aBLUMINCA eAMHCTBEHHBLIM, KTO HUKoraa He npobosan Whopper (nporpamma nposanunacs).

3aTtem nocnegosana nporpamma "9T1o ropogok Burger King", koTopasa siBunacbk abcontoTHon GeccMblcnunuen, Tak
kak y McDonald's 6b1r10 ropasgo 6onblue pectopaHoB. borbluas yacte Tepputopum CoeaunHeHHbIx LLTaToB 6bina
nokpbiTa "lopoagkamu McDonald's" (ewwe oguH nposarn).

3aTtem nossunace nporpamma “"bBeicTpas ega Ana GbICTPbIX BpemeH'. OTO yTBepxXAeHWe Takke oTAaaBarno
hanbLUblo, NOTOMY YTO BbICOKOABTOMATU3MpoBaHHaa ceTb Mc'Donald's BocnpuHMManack kak camas bbictpas (U
onaTb nposan).

M3 BCcero aToro MOXHO M3BMeYb eLle OAMH BaXHbIA YPOK, KOTOPbIA KOMMaHMM HOMEP ABa HUKOrAa He AOMKHbI
3a6bIBaTh.

ypOK. Komnanus HOMep ABa AO0JPKHa BECTU HEMNPEPbIBHYIO aTaky Ha nnaepa



Burger King nosHana Ha CBoeW LUKype, YTO BCeoXBaTHasa nporpamma noaxoauT Tonbko nuaepy. EAnHCTBEHHO, YTo
paboTaeT Ha AOroHALIMX, - 3TO "nporpammel” HanageHun. Ee cobCTBEHHbIN YCNELHbI OMbIT C Nporpammamm
"To, uTo Bam HpaBuTcs", "BorHa rambyprepoB” n "OTKpbITbIN OrOHb, @ HE CKOBOpOoAa" AoKa3anu BEPHOCTb MOMX
cros. 3TU kamnaHum 3actasunu Mc'Donald's oTcTynuTe Ha oB6opoHuTenbHble nosuumn. Kak Tonebko Burger King
npekpaTuna aasneHue, nuaep nomyyunn BO3MOXHOCTb NEPENTU B HACTYNNEeHne 1 ycTaHaenvMeaTb Npasuna urpbl.

Haxe ecrnm mMbl nocmoTpum Ha Wendy's, To y6eaumcsa B BepHOCTM aToro Teauca. OHa nmena 6onbLion ycnex c
kamnanuamu "A ['ge MossguHa?" n "Topsaunin u couHbli”. U xoTa [derB Tomac - NpeBOCXoAHbIN OpaTop, HU ogHa 13
€ro HblHeLHWX paboT He COOTBETCTBYET TOMY ycnexy, koTopeii Wendy's nmena B Havarne CBOEro CyLeCTBOBaHUS,
NO3MLIMOHMPYS CBOW raMByprepsl kKak nyyiuve 4yem y McDonald's u Burger King.

Bbixoa Ha cueHy

B koHue 1980-x rogos [xed Kamnbenn nonpocnn MeHs U MOEro AaBHEro napTHepa oTnpaBuTbca B Manamu,
4YTOObl OaTb OLEHKY BCEOXBATHOMY BapuaHTy CTpaTerMm npoTUB CTpaTernv HanageHus, a Takke paspeLunTb
aunemMmy "HanagaTtb Unu He HanagaTtb'.

Byay4n aBTopamu kHurn "Cnocobbl BeaeHus mapkeTuHroBon BoviHbl" (Marketing Warfare (New York: McGraw-Hill,
1986)), Mbl Bbickasanucb 3a BO30OHOBMEHME CTpaTernn HamnageHusi, HO B KakoM MecTe U KakMMuUM cpeactsaMu
OCYLLIeCTBMNATL 3TO HanageHuwe - a1o 6bin Bonpoc. Mbl o3Hakomunu Kamnbenna v ero meHegXepos C Tpems
OCHOBHbIMUW MPUHLMNAMU HacTynaTerbHbIX BOEHHbIX AEWCTBUIA - cTpaTerven, KOTOpon OOMMKHbI NPUHEPXMUBATHLCA
KOMMaHuW, 3aHMMaroLLye Ha pbiHKe BTOPOe MECTO.

anBO)Ky CNnoBO B CJIOBO, NYHKT 3a MNYHKTOM, TO, 4YTO Mbl npeacrasunn nepen HebonbLuon rpynnoﬁ
pyKOBOLI,I/ITeJ'IeVI B AOBOJIbHO AYLUHOM KOchepeHu,-sane B Masmu.B CYLHOCTHW, 3TO 3fieMeHTapHoe ynpaxHeHue no
JNoruke:

Kakoe MecTo Bbl 3aHUMaeTe?

Burger King - aTo cunbHasa koMmnaHus HOMep 2, 1 OHa AoJfmkHa cobnogaTb NpaBuna BeAeHUsA HacTynaTerbHbIX
BOWHbI.

Jlngepom aBnaetcs, KoHe4vHo xe, McDonald's, KOTopoW Hy>KHO OBOPOHATLCS.

Wendy's HaxoauTca Ha donaHre, a White Castle Hapsigy ¢ gpyrvmm - napTu3aHsbi.

KakoBbl npaBuna BegeHUst HacTynaTenbHOM BONHbLI?

Mpasuno Ne 1:

"naBHOE, YTO HaZo y4UTLIBATL, - 3TO NPOYHOE MornoxeHve nuaepa. fNingepom sensieTcss McDonald's.
B yem cvna McDonald's?

"CkopocTb obcnyxmBaHua" - 3To To, B 4eM McDonald's ocob6eHHO cunbHa.

Burger King He gomkHa Hanagatb Ha McDonald's Tam, rae oHa 0COGeHHO cunbHa.
Mpasuno Ne 2:

Hangute cnaboe MecTo B CUINbHOW NO3ULUK NuAepa, U HAHeCUTe CBOW yaap UMEHHO Tyaa.
B yem cnaboctb 6bicTporo obcnyxmBaHua?

B McDonald's Bbl BblHyXA€HbI cornaliaTtbCsl Ha TOT rambyprep, KOTOpbIi Bam npeanaratoT, Uin GblTb rOTOBbIM
oKasaTbCs Ha LTpadHO ckambe.

B TeyeHvne mHorux net Bbl GnecTslle akcnnyaTupoBanu 3Ty cnaboctb co cBoern nporpammon "To, 4To Bam
HpasuTca".

Ho BpemeHa nameHunumce.

CkopocTb 06CnyXMBaHWS CTana BakHee BKYCOBbIX KAYECTB

OfHMM 13 NPU3HAKOB 3TOW TEHAEHLMN SBNAETCA 3HAYUTENBbHO BO3POCLUMIA MPOLEHT O6CNyXuBaHWs "Ha konecax".
C 40% Bcero 6usHeca B 1981 rogy Ao 51% B NpoLLIIOM roay.

Hactano Bpemsi nonckaTb APYryto CUbHYI0 CTOPOHY, KOTOPYIO MOXHO 6bIrno Obl MCMONb30BaTh ANS HaNaaeHws.

OpHo un3 o4eBnaHbIX Npenmyllects McDonald's - 310 Ux geTckne nporpamMmmbl, KOTOPblE CUMBONU3NPYET NEPCOHaXK
PoHanba MakkooHanbA,.

B yem cnabocTb AeTckon nporpammbl? Bocnpusitne
McDonald's kak "geTckoro uapcrea'.

U penctButenbHo, 6onblInHCTBO pecTtopaHoB McDonald's cunbHO cMaxvBaloT Ha “geTckoe uapcTBo”, nepen
BXOOOM MHOIMX peCTOpaHOB Aaxe pa3buTbl AeTCK1e NMOLLaAKN C Kayensamu U ropkamm.

Ewe ogHnm pokasaTensctBoM ocoboro oTHoweHus McDonald's k Aetam ctana HoBas NMUHUA AeTCKOW oaexapbl,
BbINyLLieHHas McDonald's coBmecTHo ¢ Sears.

Ha3seanue: McKids (3to 6omba)

Mpasuno Ne 3:

HanpaBbTe CBOI aTaky Ha kak MOXHO 6onee y3kuii y4acTok opoHTa.
OueBUaHbIM y3kMM (HPOHTOM ABMSKOTCA raMbyprepsb.



Bbl Takke He OomkHbl 3abblBaTb TOT (PaKT, YTO BbiBECKA Ha BalUMX pectopaHax - 310 “"Burger King" ("Koponb
FamByprepos").

Ecnu Gbl Bbl 1 3ax0oTenu, BaM HYKyAa He AeTbCsi OT rambyprepos. B

yeMm cuna Burger King?

B cnoax "npurotoBneHue rambyprepoB Ha OTKPbITOM OrHe". OTO TO camMoe MpeumyLlecTBO, KOTOpOe Haao
COeaVHUTL C HegocTaTkaMmu "geTckoro uapcrea” McDonald's.

OT0 npegnonaraeT O4EBUAHYIO ABYXCTOPOHHIOKD CTpaTeruio:

Yactb 1: [leTckoe LapcTBo. [ycTb AeTu KayaloTea Ha Kayensax u katarTcsa Ha ropkax B McDonald's.

YacTb 2: MpurotoBneHne ramGyprepoB Ha OTKpbITOM orHe. Korga getw BbIpacTaloT, OHU MPeanoyutarT BKYC
Burger King.

Bo3MOXHO, 3Ta KOHLIeNLUUsi NOKaXeTCst BaM O4E€BUOHOW.

Ho xu3Hb JoKasblBaeT, YTO TpyaHee BCEro YXBaTUTb MMEHHO OYeBUAHbIE BELLM.

Hapo ckasaTb, YTO KPOME TOro, YTO KOHLIENUMs "B3pOCneHna” o4eBnaHa, Bbl €€ UCMONb30Bany 1 paHbLLe.

Ho BOT apyrve cnocobbl OCyLLECTBNEHNS STOM KOHLENUuM "B3pocneHus"

[pyroi BO3MOXHbIN BapuaHT - 3TO TO, YTO Mbl Ha3biBaeM "Obpsg Mepexoada” unu cutyauus, nogobHas Toi, koraa
B NepBblli AeHb y4ebbl NePBOKMAaCHMKOB HACTABNSAOT CTapLUMe LUKOMbHUKM.

OTOT noaxon 0cobeHHO AP EKTVBEH, NOTOMY YTO OH 3aTparvBaeT OCHOBOMoMaralLmne YerioBeyeckue amMoLmu:
MOMEHT, Koraa pebeHeok nepectaeT ObiTb peBEeHKOM.

CTapume OeTn nokasbiBaloT mMnagwum, 4yto McDonald's - gns manbiwen, KOTOpble HEe MOryT OoueHuTb
npenmyLiecTsa NpUroToBJiIEHHbIX HA OTKPbITOM OrHe FaM6prepOB.

Bbinu 661 ManeHbkne AeTn 0BMKEHbI TAKOW pekrnamon?

Mbl nonaraem, 4To HeT. Ham kaxeTcs, 4To AeTn noboro Bospacta He XOTAT, YTOOblI uUX cuutanu geTobmu. A
B3poOCInble, pa3dyMeeTcs, He 3ax0TAT HaxoO4MTbCA MOA OOHOWM KpbIen C ManeHbKuMu AeTbMu (pa3Be 4YTO CO
cBovMM). OTO MOXHO HasBaTb cTpateruen Pepsi-Cola Hao6opoT. Coke nosiBunachb paHblUe U npuBriekna Kk cebe
Honee cTapllee nokorneHve. Pepsi noxepTeoBana craplummM nokoneHuem B nonb3dy Coke, a cebe Bbibpana Huwy B
kadecTtBe Bbibopa HOBOro nokoneHus. N umena 6onbLuoin ycnex.

Bce ato 6bI510 nonbITkoN y6€LI,I/1Tb D,)Ked)a M ero KomaHay nNoHATb 3TOT FIpOCTOIZ, HO OY€EHb BaXXHbIN YPOK.
ypOK. Homep ABa HUKOrga He CMOXeT CTaTb TeEM, YeM ABnAeTCA HoOMep OANH

HeyaveuTenbHo, YTo BOMbLUMHCTBO KOMMNaHU HOMep ABa yBexaeHbl, YTo UM criegyeT nogpaxartb HOMeEpPY OaWH,
MOCKOIbKY NMUAEP KpyrHee U ycnelHee. GoKyc, 0AHaKO COCTOUT B TOM, YTOObI OTNIMYATLCS, @ HE BbiTb MOXOXUMU.
Hawwu pekomeHaaumm cpasy nopoawnu crefywowumin sonpoc: dormkHa nu Burger King oTkasaTtbcsi OT AETCKOM
nporpammbl (LLOKMpYoLLas uaes ans 61sHeca, OPUEHTUPOBAHHOIO Ha cemeiiHoe noTpebneHne)?

OTBeTOM Ha 3TOT Bornpc Gbino: "HeT". Burger King gosmkHa Oblnv NpoOBECTU YepTy Mexay ManeHbKUMU OeTbMU U
AeTbMuy nocTaplue. Kak Tornbko peGeHok criesaet ¢ kadenei n nokupaeT obbsatus PoHanbaa MakkaoHarnbaa, oH
CTaHOBUTCS KnmMeHToM Bureger King, To ecTb TeM, KTo cuutaeT cebsi 6Gonee B3poCnbIMU, YeM Te, Manblly YTO
CbEe3XKatoT C FOpKM.

Kak 6bIno yxe 0TMeYeHo, MarneHbkue Oetu - 3To npeporatuBa McDonald's, n WwaHchl NepeTsiHyTb UX Ha CBOK
CTOPOHY B Ny4LLEM crnyyae oveHb Marbl. OCHOBHOM NMPUHLMM 30eCb Ha3biBAETCS XKepTBa: YTOObI YTO-TO MOMYYUTh,
Hago 4YeM-To noxepTBoBaTb. UT06bI B Burger King npuwnu 6onee crapluve AeTv, Manbllleld Hago OCTaBUTb
McDonald's. fa, ato o3Hayano ybpaTb BCe kayenu 1 3aTen AN Marnblllei u3 3anoB pecTopaHoB (3TO Takke
03Havarno npofaxy BCeX 3TUX U3MEHEHUI BO (PpaHya3nHroBble KOMMaHUN).

Hwyero He nameHunoch KpoMe MeHeKMEHTa

OuyeHb TpygHO nNpoaaTbh U3MEHeHUs!, 0COBEHHO Koraa Bbl AOIMKHbI XKEPTBOBATb YACTblO PblHKA. OTU YCUMNUA HU K
yeMmy He npuenu. [xed Kamnbenn yKnOHWNCA OT NPUHATUS PELLUEHWUs, OTNPaBUB HAC C KOHLUenuuewn
"B3pocneHns" B pekramMHoOe areHTCTBo. TOo, YTO OHU ee yrpobunu, HU4YyTb MeHsa He yauenset. [hked pewwnn He
BOEBaTb, a NOWTW Ha NOBbILLEHUE, U OH Nepeluen B Pillsbury Ha 6onee BbICOKYO OOMKHOCTb.

Mapag HOBbIX MEHEAXXEPOB U PEKNaMHbIX areHTCTB Hayan NPoXoAuTb Yepes ronoeHol odumc B Masmun. Kak yacto
OblBaeT B TaKMX Cryyasx, Kaxablid NMPUXOAMI CO CBOMMWU CODCTBEHHBLIMW MAESMU MO NMOBOAY TOrO, Kak U3MEHUTb
CUTyaumio K ny4yemMy. 3anyckanucb HOBble pekflaMHble kaMnaHuu, ofHa Xyxe Apyroi. BoT kpaTkoe usnoxeHue
HEKOTOPbIX U3 3TUX 3MOMNOSYYHbIX NPOrPaMM, HAYErO, KPOME BECCMbICIIEHHBIX CMOraHOB He NMPeaCcTaBnsiBLUNX U3
cebs:

"Mbl genaem 3To TakK, KaK Bbl Obl coenanm 3To"

(JTroon egBa Ny MOrNK 3TO BbIFOBOPUTb, U YK TOYHO HE 3anomMHanu).
"MHorpa Hago HapywuTb npasuna”

(C kakux nop y rambyprepos ecTb npasurna?)

"Baw nyTtb. BepHbii nyTh"

(He nbiTanuck nu oH BEPHYTLCA K CBOEW KoHuenuun 1973 roga?)
"He nepennauunsarite 3a cBon rambyprep".



(Ecnv ramByprep ny4Lle, OH He AOSKeH ObITb Aellesne.)

"Haspena HeobxoammocTb?" (Ja, 3aka3aTb nuuuy Ha

aom).

Hu ogHa 13 aTnX naen He Hanagana Ha nuaepa. MoaToMy MOXHO TOYHO cKasaTb, YTO npowno yxe 20 neT ¢ Tex
nop, kak Burger King 3anyctuna cBol nocneHio cTpaTernyeckn sepHyto nporpammy (“"OTKPbITbIN OFOHb, @ He
ckoBopoaa"). 1 BaobaBok KO BCeMy, OHa MoTpaTuna, UNuM MOXHO CKasaTb pacTpaHXupuna oYeHb MHOro
peknamHbIX AeHer Ha To, YTObbl NpUBMeYbL ManeHbKUX AeTen BCAKMMU AeTCKUMK knybamu ¢ ux obssatenbHbIMU

MEHI0 Ha Tembl MynbTdunosMoB Yonta OucHed. KomnaHusa npogorpkana Bectu cebs Tak, CMOBHO OHa Obinu
KOMMaHWen HoMep OAuH, a He KOMMaHnen Homep ABa. ATOT NyTb He BEAET K ycnexy.

N3 Bcero aToro BO3HUKaeT 04epeaHOMN YPOK.
Ypok. CMeHa MeHepKMEeHTa TOMbLKO MPUBOAUT BOMCKA B 3aMeLLaTensCTBO

Korga 3a 11 net meHsetca 7 npe3ngeHToB, a 3a nocrneagHune 20 net - wecTb peknamMmHbIX areHTcTB,
HeyOouBuUTEIlbHO, YTO a60pI/IFeHbI YyBCTBYIOT cebs1 HecrnokolHo. Bce atn nogn nosensawTca co cBoen FIpOFpaMMOI;I
N co cBoen HoBoWn koMaHaon. OHK MPOHOCATCA NO KOMNaHUW, yka3biBad Ha owunbkn npeablgyuwiero npasneHna u
obelas nepemMeHbl pagn caMmunx nepemMmeH. Ho COTPYOHUKK BCE 3TO YyXe ChbliWann MHOro paas. OT0 noxoxe Ha
apmMmuio, B KOTOpOIZ NOCTOAHHO MEHAKTCA reHeparnbl, U Kaxabln BbICTynaeT cO CBOUM coB6CTBEHHBIM MNaHOM
BeaeHus 608, HM OguH K13 KOTOPbIX HE NMPUHOCUT n06ep,y.

MMoaToMmy Takke HeyAMBUTENbHO, YTO KOMMAaHUS CTarnkvBaeTCs C CONpPOTMBIEHUEM (DpaH4aN3NHIOBbLIX KOMMaHWNA,
koTopble BCe 6onblue n Gomnblle HeOoBONbHLI BnagensueM Burger King - komnaHuen Diageo pic, 6putaHckum
KOHrnomepaToM, KOTOpbIA BrageeT Takke Takumm OpaHgamum kak nuBo Guiness uM Bogka Smirnoff. U
HeyAuBUTENbHO, YTO nNpodaxu Burger King cenvac meHblue, YeM NATb NEeT TOMY Hasaf, B TO BPeMs Kak KX
KOHKYPEHTbI pacTyT B NATb pa3s buicTpee, yem Burger King.

B Ton xe ctatbe Newsweek CtuBeH Jlbtouc, npe3mgeHT HaumoHanbHom Accoumaummn paH4an3nHroBbiX
KOMMaHui, koTopas npeacTtasnseT 6onee 7,800 cpaHyan3nHroBbix pectopaHoB Burger King, He mMor ckasatb
HUYero xopowlero o Brnagenbue: "OTO XMBYLWIUA Aaneko, CAULIKOM >XEeCTKO KOHTPOMMPYIOLWMWA, BAACTHLIN
poauTenb, KOTOPLIN Ha CamMoM Aerne Tak 1 He yAOCYXWUNca BHUKHYTL B Aeno”. OtaeneHue ot Diageo, HacTauBaeT
Jlbtonc, "abcontoTHO Heobxoaumo, YToObl BP3HA MOr HOpMarbHO (PYHKLMOHUPOBATL M NpoLBeTaTh".

anFOTOBbTer, MOXO0Xe roToBUTCA HOBad CMeHa pykoBoACTBa.

Cnycta mHoro net Arby's, ceTb, npegnaratoLlas rambyprepbl ¢ poctorudgom, noaxsatuna uaero "B3pocrneHus”, Tak
Kak Ha pblHKe OHa nposoarnacuna cebsi koponem B3pocnoro dact-pyaa. Ee knoyeBas peknamHas dpasa
"Tenepb, Korga TBOW BKYCbl NOB3pocrenu, npuxoau B Arby's".

OTO NPOCTO 40Ka3bIBAET, YTO PaAHO UMK NO34HO XOPOLLME UAEWN NPUXOAAT K KOMY-HUOYAb B roroBsy.
naBa 9. Firestone. Y pyna mepteoro 6paHaa

Korga B 2000 rogy cnyyduncsa npokon ¢ Firestone, nossunuce 4,700 ctaTen, npecc-penn3oB U MHTEPBbLIO NO
nosoay onpokuabiBaromxcs mxmnos Ford Explorer, TpaBm u rubenu nogen, onacHOCTY OTCIOEHUst MpoTeKTopa n
MHOrMX OPYrux He NonyYmBLLUMX OTBETOB BOMNpocoB. COTHWM MUNNMOHOB AOMNAapoB, 3aTpayeHHbIX Ha acupHoe
Bpemsi, coobLLany ogHy He3aTeNnNMBYIO MbiChb: Firestone cosganu oTBpaTUTENbHYHO LLNHY.

MoxeT nn 6p3HLI, npeogoneTb nocneacTBvA Takoro HeraTMBHOro OcBelleHnA B cpencrteax MaccoBoW Mchopmau,mm?
MoxeT nn peknamMmHaa KamnaHua, HeBaXXHO, HACKOJIbKO TLUAaTesIbHO OHa noAroTtoBlieHa, FlpOTI/IBOLI,eI;ICTBOBaTb BCEM
TN Fy6I/ITeJ'IbeIM OT3blBaM?

Bpsig nu.

Firestone gaxe He 6bin cunbHbIM GP3HAOM, KOrga ero HacTurna ata katactpoda. 3To Gbin GpPaHA BTOPOro psaa,
cTosaBwui no3agun Michelin, Goodyear n Bridgestone, Bnagensua Firestone. CunbHble 6p3HabI UMEKOT Ha CBOEM
CYETY XOpOoLUy0 penyTauuio 1, kak cneacteue, 6onblue WwaHcoB Ha nobeny B nobom npoTmBocTosiHuM. Crnabbim
OpaHAaM NpakTUYECKM He Ha YTO onepeTbes. [103ToMy HEM3BECTHO, Kak CroXUTCA AanbHenwas cyasba Firestone.
B 1o Bpemsi kak Byayuiee nx TymaHHoO, nx npowunoe, 6e3ycrnoBHo, BneyaTnser.

Hauarno

Bce Havanock B Hayane 20-ro Beka, korga 31-neTHuiA MHBECTOp U NpeanpuUHUMAaTENb Mo MMeHn Xapeu ®aipcToyH
(Harvey S. Firestone) yxBaTuncsi 3a HOBblA CMOCOG M3rOTOBMEHWS LWWH AN akvnaxein. OH HauuHan, umes 12
COTPYAHMKOB B DKpoHe, WwTaT Oraio. ®anpcToyH, KOTOPbIN AeNCTBUTENBHO Gbln OOHUM M3 3a4MHaTesnei LWMHHOIo
npou3BoACTBa, YacTo oblanca ¢ Tomacom 3aMCoHOM U GbiBan B ero 6oTaHudeckoM cagy. MiHTepecosanu ero,
KOHEYHO ke, Kay4yKOBble pacTeHusI.

danpcToyH SABWUMCHA co3faTenemM pe3nHOBbLIX LUWH HWU3KOro AaBrieHUsl, KOTOpble CTanu MnpopbiIBOM B
aBToMpPOMbILLNEHHOCTH, obecneyns Gonblimin komdopT n 6esonacHocTb. OH Takke 6bln OAHUM K3 NepBbIX, KTO
Hayan npou3BOAMTL LUMHBI AN FPY3OBMKOB, U B KaKOW-TO MOMEHT rOMOBMHa BCEro rpysoBOro TpaHcnopTa
CoeaunHerHbix LLTaToB esguna Ha wuHax ®anpctoyHa. OgHaxasl ParpctoyH nomectun B Saturday Evening Post
peknamy Ha ABYyX CTpaHuuax nop 3aronoskoM: "OTnpasnsanTe rpysbl Ha rpy3oBuKax. TPaHCNOPT CErOAHSALLHEro U
3aBTpallHero gHa". Cyaa no Tomy, YTO MOXHO cerofHs HabroaaTb Ha CKOPOCTHbIX Tpaccax, 3To 6blna oyeHb
ycnelHas peknamHasi KamnaHus.



Bo BpemMsa BTOpOI;I MMpOBOI;I BOWHbI (Dal;IpCToyH Oblf rNaBHbIM MOCTABLLUKOM HagyBHbIX PE3NHOBbIX J10O0K U
nnaBy4ynx MOCTOB O5A AMepMKaHCKMI;I BOWNCK, a TakXe LUWH A5 rPy30BMKOB U OXKUMOB.

["oHKM

UTtobbl NoABeprHyTb CBOU LLUMHBI CaMOW CypoBOM npoBepke, Xapsu ®anpCcToyH cTan yyacTHUKOM 1 nobeautenem
nepBbix roHok Indianapolis 500. C TeyeHnemM BpeMeHW, 3TU COPEBHOBAHMSA Ha NereHgapHoOM KMpNnYHOM 3aBofe
cTanu nonem 6utBbl Mexay Goodyear u Firestone. ExxerogHo ogHa 13 KoMnaHui o6bsiBnana o ceoer nobene m
ykasblBana rogbl cBoux noben. Hago ckasatb, UYTO Ha cyeTy Firestone noben 6bino Hemano. 3a MHorve rogpl
KoMnaHua cobpana 50 dnaxkoB B KNETKY U 3aBoeBana Takol OrpoOMHbIA NPecTWk, YTO peLunna Ha3BaTb CBOM
NWHUIO WKMH ONSa nerkoBbix aBToMobunen Firestone 500. OHM nocuyuTanu, 4To UX Nobenbl B roHKax
MOCNOCOBCTBYIOT YCreXy HOBbIX LUMH U MOMOXUTENBHO CKaXyTcs Ha ux penytaumu. K coxaneHuno, eAMHCTBEHHOE,
YTO CKasanocb Ha ux penyTaumm, 6blnn oTopBaHHbLIE NPOTEKTOPbI LWKH Firestone.

Mposan "500"

Bnepsble Firestone cTonkHynack ¢ HENPUSATHOCTSIMM, aKTMBHO OCBELLI@eMbIMU B CPeACTBaX MacCoBON MHGOpMaLuK,
B cepeaumHe - B koHUe 1970-x rogos. [NpaBuTenbLCTBO pacnopsaavnocb 06 u3bAaTuM M3 NpoAaxu npogykumu
Firestone nocne noctynuBLIMX COOBLLEHUI O TOM, YTO M3-3a NPOKOMOB N APYrnx NOBpeXAeHUn WuH Firestone
"500" norn6nu 41 yenosek 1 noctpaganu 65.

Kpome Toro, oHW He NpOLLM HEKOTOpblE NPaBUTENLCTBEHHbIE TECThl Ha GesonacHocTb. B obwem, 14 MunnuoHoB
WwuH 6bINO0 M3BLATO M3 Npodaxu u penytaums Firestone Gbina cepbe3Ho nopgopsBaHa. Goodyear ctana
OOMUHMpOBaTh Ha pbiHke CoeaunHeHHbIx LLTaToB, a Firestone goBonbcTBOBanach Nulb MECTOM 3amnacHOro MUrpoka.
OHa npouvrpanu camyto rnaBHyt0 rOHKY, roHKYy B 60pbbe 3a NaepcTBO Ha pbIHKE.

Ho Gonee Toro, uHaHCOBbIM NOCMNEACTBMEM BCEX 3TUX U3BATUIA LWIKNH cTana noteps Firestone ceoen
HEe3aBUCMMOCTU, U MOCTENEHHBLIN ee nepexoq B COBCTBEHHOCTb SAMOHCKOW KOMMaHWM Mo NPOU3BOACTBY LUMH C
YAUBUTENBHO MOXOXMM HasBaHueM Bridgestone. Tak, B 1988 rogy ums Xapsu 661110 OTOABMHYTO Ha BTOPOW NiaH,
1 KOMMNaHWsa cTana Hocutb umsa Bridgestone/ Firestone.

C BbICOTbI CEroAHsILLHEro OHS, MOXHO C WPOHMEN OTMeTUTb, 4To Lloupo Mwmbawm, ocHoBaTenb KomnaHum
Bridgestone, npeteHgoBan Ha To, 4To ero komnaHus "lNpegocrasnseT obLecTBy NPOAYKLMIO BbICLLEro KayecTsa”,
a nesunsom Xapeu daripctoyHa u ero komnaHum 6einm cnosa: "CerogHs nydlle BCEX, HO 3aBTpa eLle nydiie".
MoXHO TOMbKO cKasaTb, YTO OTKyAa-TO CBepXy 3TW ABa Nuaepa CMOTPSAT Ha CerogHsAwHue npobnembl CBOUX
KOMMaHui ¢ 60nbLLINM OECNOKOMCTBOM.

ypOK. HasBaHve komnaHuu, BKMoYatoLLee B cebsa ABa UMEHN, XyXxe, YeM Ha3BaHue, coctodLllee U3 oaHoro MMeHun

Korga BblI ocyllecTBnsieTe CnvsiHWe ABYX KOMMaHWNW, Aeny He MOMOXeT, eCnv Ha3BaHue Hosoro 6paHaa Gyget
BKNYaTb B cebs uMeHa MCXOAHbIX OpaHOOB, Tak kak oba O6paHaa MoryT noctpagaTb W3-3a HESICHOMW
npuHagnexHocTu. Bridgestone 6onble u3BecTHa Ha [danbHem BocToke u Mano M3BeCcTHa Ha PbiHKE LUWH
CoeaunHeHHbIX LUTaToB, NpMTOM, YTO OHa BbILLIIA HA STOT PbIHOK eLle B 1967 roay.

Ho n B AnoHnn mnaoeHtudmkaumsa Bridgestone Obinia HECKOMbKO 3aTyMaHeHa WMX aHros3blYHbIM Ha3BaHUMEM U
UTanbsHCKMM Ha3BaHueM ux WuH (Potenza). BHeoputbca B CO3HaHWE NoTpebuTenen HenpocTo Aaxe C O4HUM
nmeHeM. BHegpuTbcsa B co3HaHue noTpebutenen ¢ ABONHLIM UMEHEM MPOCTO HEBO3MOXHO. [1pousHecyT nu koraa-
HMOYab: "PricewaterhouseCoopers"? Bpsag nu. "Coopers” npocto y6epyT 13 Ha3BaHus 1 GyaoyT HasbiBaTb TOMbKO
oaHo, 6onee rpoMkoe UMs B 3TOM criusaHuK: "Pricewaterhouse”.

EcTb ewe ogHa npobnema, ecnu y Bawero 6paHaa OBOMHOE UMS: €CnU OfHA M3 KOMMaHWUI nepexuBaeT
TPYOHOCTW, OHa 3aTsarMBaeT 3a cobon apyrylo. 3To To, YTO npoucxoaut cendac ¢ DaimlerChrysler. Y Chrysler
HenpusaTHOCTU B [leTpoliTe, HO OHU JokaTbiBatoTcs Ao LUtyTtrapTta, roe HaxoouTes Mx HEMELKKUIA napTHep. To xe
camoe Yy Bridgestone/Firestone. B kOHLE KOHLOB, SINOHCKad 4YacTb MNONYYUT HEKOTOPYH M3BECTHOCTb, HO
HeraTMBHOro Torika.

Kak BHeCTM sicHOCTb

YUT0oObI CnpaBuUTLCSt C CUTyauuen, cerdac, MoxeT ObiTb, Hago ybpatb "Firestone” ¢ BbIBECOK MarasvHOB U U3
KoprnopaTuBHOW NpYHaANeXHoCcTU. Firestone cenyac - 910 cnabbii 6paHa, U OH cTaHoBUTCS Bce cnabee. U oH yxe
He CTaHeT CUlbHbIM, Tak kak cyaebHble pas3bupaTenbcTBa 3aTArMBalOTCS, U HEraTUBHOE OCBELLEHUE B CpeacTBax
MaccoBoW Hdopmauumn npogormkaetcs. Kpome Toro, nx OEM-6M3HeC B COTPYAHUYECTBE C TaKUMU aBTOrUraHTamm
CLLUA kak Ford, pasymeeTcsi, npekpaTutcs, Tak Kak ropuanyeckue npuampku Hen3bexHbI.

CocpepoToumBLUMCE Ha Ha3BaHuM Bridgestone u penytauum ux aKcnmyaTauMOHHbIX CBOWCTB, KOMMAHUS MOXET
npeTeHaoBaTb Ha 3acrnyXeHHOe MNOMOXeHWe OJHOW U3 Tpex camblx KpYMHbIX oupM B Mupe (Goodyear, Michelin,
Bridgestone). Bnarogaps aTomy oHa nonyyuna 6bl OrpOMHbIN KpeauT JOBEPUS.

Ecnu 6b1 Bridgestone cmorna nsbasutbca OT CBOEro “MeHbLUIoro 6paTa’, oHa Morna 6bl HanpaeWTbL CBOW YCUNUS Ha
pasBuUTME HOBOW TEXHOMNOIUK, YTOBLI MPOM3BECTM BNeYaTNeHne Ha NoTeHUuanbHbIX NoKynaTenen CBoMX LWWH -4To-
HWByAb aHanoruyHoe ToMmy, 4To Michelin caenana MHOro net Hasaj, BBeAs paguanbHyl0 TexXHOroruwo, a
Goodyear - TexHonoruwo Aquatread. OgHOM M3 BO3MOXHOCTEW Morna Obl cTtaTb paspaboTka GecllyMHbIX
aBTonokpslwek. OHM mMornn 6bl NpeacTaBnTb Ha pbiHke "BecwymMHyto WuHy" ("Quiet Tyre" wnm "QT"). AnA
peknambl 3TOW HOBOW TEXHOMOMMW B WX PacropsikeHUM MMeeTcs 3amevaTenlbHOe HarnsgHoe YCTPOWCTBO -
nsmeputens Lwyma. 3Ta AEMOHCTpaumsa gana 6bl MoasaM MOHSATL, Kak MHOMO LyMa 13fatoT ux WinHbl (becluyMHoOCTb
TaKke cTana CMHOHMMOM KayecTBa B CO3HaHWMM notpeburenen).



Kpeaut pnosepusi - ato nepeoe. TexHornorus - BTopoe. CoeamHuTe nx BMecTe, 1 Bridgestone 3anmeT BakHoe MeCcTo
B CO3HAHMM aMepUKaHCKUX MOKynaTenewn LUMH KakK Ka4eCTBEHHbIX LLWH, @ He NPOCTO BragerbLa yMmupatoLwero u
AedekTBHOro 6paHaa noa HassaHuem Firestone. Bridgestone moxeT Takke BOCNOMNb30BaTLCA CBOUMMW CUIbHBIMU
nosuumammn B OEM-6rsHece ¢ ANOHCKMMK BpaHaaMm 1 NOCTEMNEHHO 3aHATb YTpaveHHble B 3ToM obnacTu nosuumu
Firestone B Amepuike. Ha3BaHue Firestone MOXXHO COXpaHWTb Ha Kakoe-TO BpeMsl B kadyecTBe gopororo 6paHaa (Ho
Oonblle HMKaKUX FOHOK W HUKakou peknambl). OHa OOMKHa BKNaablBaTb AEHbMM B CTPOMTENLCTBO 6paHAa
Bridgestone, a Takke nbITaTbCs WCMNOMb30BaTb BCE BO3MOXHOCTW, KOTOPblE MOryT MOSABUTBLCS Ha 3TOM NyTW
(nogpobHee Ha 3Ty Temy nosxe).

Ho B TOT MOMEHT, Korga s nuy 3TU CTPOKK, Firestone 3anycTuna pekrnamHyto KaMmmnaHuio, NbiTasicb BOCCTAHOBUTb
CBOI0 OMOPOYEHHYto penyTauuo. MpuLno Bpems Ans 04epeaHoro ypoka.

ypOK. He nbiTantecb M3MEHUTL MHEHNE PbIHKa

A MHoro neT s Habnoaa M YWy O KOMMAHUSAX, NPOXWUIraBLUMX OrPOMHbIE A€HbI B NOMbITKaX U3MEHUTL MHEHWE
pbIHKA.

Yxe YNOMAHYTbIE Xerox n AT&T nortepanu Mmunnumapabl Aonnapos, NbiTadaCb y6€LI,I/1Tb PbIHOK, YTO OHM BMNOJIHE
CMOCOGHbI nNpon3BOAUTb annapaTtbl, KOTOPbl€ HE OCYLLUECTBIAIOT HXU KONUpoBaHne, HU CBA3b.

HwukTo He nokynan nx KOMnbrTepbl.

Volkswagen noTtepsina 60 NyHKTOB OT CBOEW O0MNM Ha pblHKe, NblTasgCb y6eauTb pbIHOK, 4TO VW - 3TO He nNpocTo
MarneHbkasi, HagexHas, 3KOHOMUYHas MallmHa, kakon asnaeTtca BeeOe.("2Kyk")

HwukTo He nokynan mx prﬂHOFaGapMTHble, 6bICprIe MaLLUWHbI.

Coca-Cola notepsina v geHbru U NpecTx, NbliTasCb y0eauTb PbIHOK, YTO OHa HALUMW HEYTO fy4llee, Yem
"HacTtoswas Belp".

HukTo He nokynan nx New Coke.
Ecnu pbIHOK y)Xe cocTaBumn CBOE MHEHME O NPOAYKTE, U3MEHUTL 3TO BOCTIPUATME HEBO3MOXHO.

A Firestone cenyac cobupaetcsa nonpoboBaTtb y6eanTb Hac, YTO Mbl AOMKHbI 3abblTb BCE 3TW ThICAYU UCTOPUI NPO
nx nnoxue wuHbl. OHK xoTaT "Havatb Bce CHavana'.

HoBas peknamMmHaa KamnaHua Firestone paccka3blBaeT HaM, Kakme xopoline LWUHbl OHWN Tenepb npoun3BoaAT. K
HecvacTblo, B CaMblit pasrap aTon KamnaHun Ford ob6bsBUNa o cBoeM HamMmepeHnn npoun3BecTn 3aMeHy 13
MUWIIIMOHOB WWH Firestone Ha CyMMy 3 Munnnapga nonnapos. Bbina Ha3BaHa crnenywuwlada npuymnHa: "Cnunwkom
BeliMka onacHOCTb TOro, 4YTo paHee He OTO3BaHHbl€ LLIWNHbI Firestone, MoryT BbINTU 13 cTpos". Torpa Firestone
ncknoymna Ford n3 ymMcna cBOMX KIIMEHTOB, U 06e koMMaHun He npekpawarT HanagaTtb Apyr Ha Apyra B npecce.
Cron, ato YK€ B3aMMOOTHOLUEHUA, N, KOHEYHO, peKnama.

[la, BO3MOXHO, aMmepuKaHLbl BCe NPOCTAT U Bce 3abyayT, HO He AyMato, YTo KTO-HMOyab GyaeT nokynatb uX
LUMHBI, pa3Be YTO ECNM YBUAUT BO3MOXHOCTb XOPOLLIO 3apaboTaTb Ha HUX.

MonbITka N3MEHUTL YCTaHOBKU

B kHure "PeBomtoumsa B pekoHcTykumn' (The Reengineering Revolution, New York: Harper Business, 1995)
npodpeccop M KOHCYNbTaHT MacayvyceTcKoro TeXHONOrMyeckoro MHCTMTyTa Mainkn Xammep HasbiBaeT npucyllee
YenoBeYecKnM CyllecTBamM COMNPOTUBMEHME MepeMeHam “camon TYNUKOBOMW, OOCaAHOW U HepaaoCTHON

COoCTaBndowen” npouecca peopraHusauuu.

YT06bI NPOSICHATL ANt Hac npupogy 3TOr0 COMPOTMBIEHMWS, KHUra nof Has3BaHUeM "YCTaHOBKM U ybexaeHus"
(Attitudes and Persuation, Westview Press, 1996) npeanaraeT nornyGxe 3arnsiHyTb B YernoBeveckoe co3HaHue. B

KHUre, HanmcaHHom PI/NapLI,OM Mettnn ,D,)KOHOM Kacronno, MHOro BHUMaHus yoenaeTca "cuctemam y6e>Kp,ewa .
BoT nx obbsicHeHue Toro, novyemy 4yenose4yeCKoe Co3HaHMe Tak TpyaHO USMEHUTDb!

Mpupoaa n CTpyKTypa cUCTEM YyBexaeHWIn OYeHb BaxkHa C TOYKW 3peHUs MHGOPMaLMOHHOrO TeopeTuka, Tak Kak
yGexxaeHe No3BonseT co3faTth NosHaBaTerlbHY0 OCHOBY AN hOpMUPOBaAHKS YCTAHOBOK. B Takom cryyae, YToObl
M3MEHUTb Kakoe-HUOyab yoexaeHue, BeposiTHO, HeOGX0AUMO U3MEHWUTL MHGPOPMaLMIO, Ha KOTOPOW 3KAETCS 3TO
y6exaeHue. CnepoBaTenbHO, MNpexae BCEro HeoOXOAMMO U3MEHUTb YGexAeHUs 4YenoBeKka, YCTPaHWUTb ero
npexHue y6exaeHus unm BHeapUTb HOBbIE.

M BbI cobrpaeTech Bce aTo Nnpopaenats 3a 30 CeKyHa peknamMHoro BpeMeHn? MarnoBeposiTHO.
UT0 roBOpsT NCUXosioru

B "lMocobun no coumansHon ncuxonorun” (The Handbook of Social Psycology, Oxford University Press, 1998)
Takke NoJyYepKkUBaeTCs, Kak HeNnerko N3MeHUTb YCTaHOBKMU.

Jobas nporpraMmmMma no M3MEHEeHUK YCTaHOBOK CTallkmBaeTCA C KOoJiocCallbHbIMU np06nemaMM. prﬂ,HOCTb B
n3meHeHMn 6a3oBbIX y6€)KLI,eHI/IIZ YyenoBeka, gaxe npu nomMoLin Takoro tulatesibHO pa3p360TaHHoro N CUNbHOIo
MeToda KaK ncuxotepanua, CTaHOBUTCA MOHATHOW, Kak U TOT (*)aKT, 4YTO MEeTOoAdbl, KOTOpPbIe SCbeeKTI/IBHbI B
M3MEeHEeHU O4HNX YCTaHOBOK, MOryT ObITb HE 3(*)(*)eKTI/IBHbIMI/I Npuv NOMNbITKE USMEHUTb OpYyrne yCTaHOBKW.

U elle xyxe TO, YTO UCTUHA HE UMEET HUKAKOro OTHOLLEHMS K 3TMM Bonpocam. B kHure npmeoasTcs cnegyroLlme
HabnoaeHus:

Y nogei ectb yoexaeHus N0 HEBEPOSTHO LUMPOKOMY Kpyry BOMpocoB. KaxeTcsl, OHM TBEpAo 3HaKT, YTO UM
HpaBuTCs (M OCOBEHHO, YTO UM HE HpPaBUTCS), Aaxe B TOM, UTO KacaeTcsl 0O6bEKTOB, O KOTOPbLIX OHWU UMEIDT



BeCbMa FIpI/I6J'II/I3I/1TeJ'IbHOG npeacrtasneHne, HanpuMmep MycynbmMaHe, Unn KOTopble He MMEKT HMKaKOoro OTHOLLEeHUA
K X NoBceAHEBHbIM 3aboTam, BpoAe XNU3H1 Opyrnx Mmpos.

Tak 4To, ecnu nepedpasvpoBaTb CTapblil TENEBU3MOHHbIN hunbm "Muccna HesbinonHuma" (Mission Impossible),
ecnu Bam, muctep dennc nopyyarT N3MEeHUTb CO3HaHWE MoAen, He cornallanTech BbINOMHATL 3TO 3adaHue.

[Ons Bridgestone/Firestone ropasgo pa3ymHee OyaeT BNoOXWTb AeHbIM B CTpouUTeNbCTBO OpaHaa Bridgestone, a
TakXe B pa3BMTUE HOBbIX BO3MOXHOCTEN Ha pbiHKe. LLlaHcbl BOCCTAHOBUTL penyTauuio paBHbl Hymno. ITO
NoaBOAWT HAcC K 04YepeHOMY YPOKY.

Ypok. He BknaabliBaiTe feHbr B ymypatoLwmin 6paHa. Brioxure nx B pa3suTe HOBOW KOHLeNuum

Ecrm Bridgestone fomkeH cTaTb NPOM3BOACTBEHHBIM OP3HAOM, @ TakKe KOprnopaTVMBHbIM Ha3BaHWEM, U €Cru
Firestone OomkeH cTaTb NULb 3NUTHBIM BPaHOOM, ocTaBWMMCA 6e3 BCAKOW MoaAepKKW, YTO Torda AenaTtb C
6paHaom Dayton, SBnsOWUMCS cervac "anuTHOM WUHON"? M cKONbKO AOPOroCTosLLMX LWWMH Hado BoobLe?

Co Bcel 3TOM LYMUXOW U CriopamMm BOKPYT LUMH ANS MarneHbKUX rpy30BUKOB U CMIOPTUBHBLIX MaLLWH, HAaBOAHMBLUMX
PbIHOK, BO3MOXHO, HalAeTcss MecTo ANA HOBOW MAew, KacarwLllencs "cneumannuctos” Ha pbliHke. B HacToswee
BpeMs KpynHble 6paHabl B 06nacT nNpov3BOACTBa LUMH, AEWCTBYIOT MO NpuHUMNy "Bce Ana Bcex'. Ux noaxon
3aknoyaeTca BO BceoxBaTHoe™ pblHKa WWH. Kakne 6bl WKWHBI Bbl HE noxemnanu, y Hac ecTb BCe:
BbICOKOTEXHOMOMMYHbIE LUWHBI, 3MUTHbIE LWWUHbI, LWWHBI ANS NErkoBblX aBTOMOGWMEN, LWWHLI ANA rPY30BUKOB.
MHTepecHo, 4TO KOMNaHWKM, UMetoLLIMe CBOO Cneupanu3anmio, Kak npasuno, nobexaatoT B MapkeTUHIOBOW BOMHE,
Tak Kak OHW cocpefoTadmBaloT CBOU YCUMUSA Ha OOHOM NpoAyKTe, Ha OOHOM NpeuMyLlecTse, Ha O4HOW MUCCUM.
Takvm obpasom, OHM MOTyT cTaTb “aKkcnepTamun” unu “"caMmbiMm Ny4dLIMMK” B Kakor-nmbo kaTeropumm.

CneumanucTt no wmHam Ans ManoTOHHAaXHbIX rpy3oBUKOB

Bridgestone Morna 6bl 3aHATb YHUKANbHOE NOMOXeHWe, COOBLLUMB BCEMY MUPY, YTO BCe NPOBeMbl, C KOTOPbIMU
OHU CTOJKHYIUCb, YKa3biBAlOT HA HEOOXOAUMOCTb MOSIBMEHMS LWKHbI, KoTopasi Obina Obl co3aaHa ¢ y4eTom
cneuuanbHbIX TPeGoBaHUIA ANt CNOPTUBHBIX NOTPEOUTENBCKUX MALLMH U PbiHKA MArNOTOHHAXHbIX FPY30BbIX MaLLWH
- a He pa3BuUTUs BpaHaa, KOTOPbI NPOU3BOAUT LLUUHBI Ans MO0ro TPaHCMOPTHOro cpeacTBa. Takum 6paHaoM Mor
Obl CTaTb KakoW-NMOO BHOBbL CO3AaHHbIM GP3aHA unM 3TO0 MoOr 6bl GbITb Dayton, nNepeopUeHTUPOBaHHLIN
UCKIIOYNTENBHO Ha MPOM3BOACTBO LUMH Afs MaroTOHHaXHbIX TPy30BbIX MallvH. [ns STOM  KOHLenuuu
noHago6unock 6bl rPOMKOe Ha3BaHue, Hanpumep: Dayton Destroyer Camble NpoXoavMble, CaMble BbIHOCTIUBbIE
LUWHBI ANS TPY30BUKOB

WHTepecHo, uTo Bridgestone He npuinocs 661 MHOTO 3aHUMAaTLCS NNIAHUPOBAHMEM acCOpPTUMEHTA. Y Hee YyxXe ecTb
3TOT TWM LUWH B Psifly BbIMyCKAeMbIX UMM LUWH AN TPY30BUKOB. IM Hago TONMbKO M3MEHUTb UX NUTElHbIE (hOPMbI,
4YTOObI Ha LUMHAX kpacoBarochb Ha3BaHue "Dayton”, a 3aTem NpeAcTaBUTbL STOT BpeHA Kak cneuuanusanpoBaHHOE
OoTAEerneHue, KOTOPOe AenaeT LWWHbI TONMbKO A1s TPY30BMKOB, @ He AJ1st NIErkoBbIX aBTOMOBUNEN.

A He BUXY Hukakux nepcnektuB Anst Firestone, pasee 4TO PyHKLMOHMPOBAHME B KayecTBe OOpOroro 6GpaHaa.
Byaoywee 3a Bridgestone, n 3ToT 6p3aH4 AOIKEH 3aHATb NOMOXEHWE OAHOro M3 MWPOBLIX Nuaepos. OAns
NOAOEPKKN 3TOW KOHLEeNUMU OOIMKHbI OblTh pa3paboTaHbl HOBble TexXHOMNoruu. Kakon-nubo HoBbI GpaHA unn
Dayton fomkeH 3aHATb NOMNOXEHWe cneLmanvcTa no BbiMycky WWH ANsi MaNoTOHHAXKHBLIX FPY30BUKOB.

Opyrumu cnosamu, ogHoro y6ein, Apyroro NOATONKHWU, U CO3Aal HEYTO HOBOE.
nasa 10. Miller Brewing

Ecnu 661 nuBoBapeHHON KoMnaHum Homep oauH - Anheuser-Busch - 6bina 6bl npegocTaBneHa BO3MOXHOCTb
BbIbMpaTh cebe rnaBHOrO KOHKypeHTa, en 6bl cnegosano Bbibpatb Miller Brewing Company, koTopas ynyctuna
cBol waHc. Lingpbl rosopsaT camu 3a cebsi.

B 1970 rogy Anheuser-Busch Haxogunack Ha BepLUMHe NMBHOIO Mupa, noctasnssa 22 201 811 6appener nuea, B
TO BpeMs, Kak ee brivkanumni npecnefosatens - komnaHua Joseph Schlitz Brewing Company - npoussoguna 15
129 000 Gappenen. lNMpumepHo B 3aTo xe Bpemsa Philip Morris npnobpena Miller, npuaas el MOLLHbIN
MapKeTUHIoBbIN UMMYIILC.

Marlboro Bctpeuaetcs ¢ Miller
B mae 1976 cratbsa B Forbes pestomupoBana cutyaumio crnegyoLm obpasom:

B 1969 ropy, korga Philip Morris kynuna Miller y W. R. Grace, Miller npeactaenana cobow cnabyto komnaHuio,
ynpasnsiemyto ctapetoLen rpynnon meHempxkepos. Ee nueo High Life 6bino Hapsgy ¢ Budweiser u Schlitz ogHum r3
Tpex MOUCTUHE HaLMOHamnbHbIX BGP3HAOB, NPOAABABLUMXCA MO BLICOKUM LieHaM, OOHAKO B HEKOTOpbIX LuTaTax
pernoHasnbHble Npoun3BoaMTENn umenu 6onee BLICOKME NPOAAXMN.

®akT npuobpeTteHuns Miller komnaHuen Philip Morris cbirpan knto4eByo pornb B cTpemutensHom Banete Miller kak
O6paHaa v kak NMBOBapeHHON koMmnaHuu. MNogoxaas Aea roga, Ixopx BancmanH (George Weissmann), npesnaeHT
Philip Morris, samenun B 1971 rogy pykosoacteo Miller, nepegaB ynpaBneHue cBoen TabayHoW KomaHAe.
BonbLIWHCTBO pykoBOAUTENEN NMBOBAPEHHbBIX KOMMNAHWUIA N NPOMbILLNEHHbIE 3KCNepThbl ObiNN HE FTOTOBbI K



FIOJ'IHOMaCLIJTGGHOMy HacTynneHuo, npegnpuHAToMy Miller ans 6bICTpOIZ nobeabl Hag KOHKYPEHTaMn U 3aHATUA
OOMUHUPYHOLLEro NoyioXeHna Ha pbliHKe.

HoBas komaHga BancmaHHa npuHana 3gpaBoe pelleHVe UCNOoMb30BaTh Te Xe MapKeTUHIoBble MeToAbl, KOTopble
npuBenu k cnase Marlboro Man B 60-ble rogbl. [ins nueBa High Life, npounssogmumoro Miller, nouTeHHOro, HO He
MCMONb30BaBLLEro BCe BO3MOXHOCTU OpaHAa, npobrnema 3aknoyanacb B NoXoM Mo3vumoHMpoBaHun. PeknamHas
kamnaHus 6bina npMMepoM YTOHYEHHOCTU U 3agencTBoBana axasosoro Tpybava Ona Xepta (Al Hirt).
"MpogaBaemoe rogamu Kak LwammnaHckoe B Mupe nuea, High Life", - no cnosam Business Week ot 8 HoA6ps
1976r., "npuBnekano HenponopuuoHanbHO GonbLUyo OO0 NOTpebuTenen ¢ BbICOKUMWU OOXOO4AMWU W XKEHLLWH,
KOTopble He nunu NMBO B OombLUMX KonudecTBax... MHorve nunu High Life, HO HWKTO He nun ero MHoro".
PelueHne kasanocb CTONb e NPOCTbIM, Kak NpoAaxa curapeT 3asafbiM KypumnbLLuKaMm 3a CcYeT accoumauum c
cunbHbIM 6paHgom. OcTtaBuB Tonny nobuTenen wamnaHckoro, caepxusaBluyto pocT, High Life gomkHo 6bino
npuBReYb HOBYIO LIENEBY0 ayaUTOPUIO - BbICOKOOMNNaYnBaeMbIX paboumx, Monogbix noburenen nmea n My>X4uH B
LuenoMm, coctaBnslLmUX 60MbLIYD YacTb NOTpebuTenen ¢ TOYKM 3peHust Konuyectsa (Uenbio kamnaHum Bbina
npoAaxa ynakoBoK U3 wectu ByThinok). B pekname High Life nossunuce momnogele nmoan Ha kabpuonetax, a
Takke O6ypunbLUNKM HETAHBIX CKBaXMWH, NOTArMBaloLue XonogHoe MMBO Mocrne Toro, kak 3abwun HedTAHOW
boHTaH.

MpocTon, Ho adpdpekTuBHLIN No3yHr "lMpuwno Bpems Miller", npusen nueo High Life k gecatuneTnio BbICOKNX
npogax. B 1975 rogy npogaxu Miller Brewing coctaBunu 658 MuUnnvMoHoB AONMApoOB M OHa cTana 4YeTBepTon no
ob6beMy npogax nusoBapeHHon komnanven B CLUA. A ewwe yepes aBa roga nueo High Life BeiTecHuno co sTopon
nosuvumun auarpamm nueo Schlitz. 3a cueT mHaHCOBOW NOAOEPKKN U MapKeTUHroBow mn3obpetartensHoctu Philip
Morris 6pang Miller 6bin B 3TOT MOMEHT B pacLBeTe CBOMX CUIT.

[a 6yget "nant"

K 1980 rogy Miller ctana BTopon no BenuduHe nuBoBapeHHou komnaHven CLUA. lNMepBoe mecTto 3aHumana
Anheuser-Bush ¢ 50 munnuoHamu, 6appenen, Ho Miller Bckapabkanacb Ha cunbHyo BTopyto nosuumio ¢ 37 300
000 npopaHHbix H6appenen. KomnaHna gobunacb Takoro 3aBuaHOro nonoxeHusa 6narogaps 6panay High Life.
OpHako un gpyron, HoBbln npoaykT Miller, BHec cBon Bknag B nobeay. Peub naget o Miller Lite. Yxxe B 1978 roay
Yuneam ®nasHaraH (William Flanagan), nucaswuid ana Esquire, NpoBo3rnacun 3ToT HblHE fereHgapHbIA NPOAYKT
"Nno BCeM Mepkam Haubornee ycrellHbIM 3a BCO MCTOPUIO NMBHOM MHAYCTpumK". HamHoro nosgHee - B 1991 roay -
aBTopuTeT B Mupe 6paHaoB mapkeTuHra [Oasua A. Onkep (David A. Aaker) npucsown Lite ewe 6onee BbICOKMN
cTaTyc, Ha3BaB ero "0gHUM 13 Hanbonee ycneLlHblX HOBbIX NPOAYKTOB, NpeacTaBneHHbIX koraa nvbo” (umenoch B
BMOY B UCTOpUM peknambl). [loyemy xe 3TOT NpoaykT 6bin TakMm ycnewHbiM? HekoTopble MOryT ckasaTb - 3a cyeT
CBOEN YHUKanbHOCTWU. [lpyrMe ckaxyT, 4TO xopowo 6bino BbiGpaHO BpeMs npeacTaBfieHuMs ToBapa Ha PbIHOK.
HekoTopble BO3MOXHO OyayT yTBepxAaaTb, YTO nNuBO Lite BbiMrpano oT o4YeHb 3(PEPEKTUBHON pPeEKNaMHON
KoMnaHuu. Buammo Bce oHu ByayT B KAKOW-TO CTEMNEHU NPaBbI.

UTo KacaeTcs MeHs, TO 8 cyMTalo, YTO B AaHHOM Criydae umen Mecto ¢hakT nosiBfieHuss HoBon kateropuu. NMueo
Miller Lite ycnelHo 3aHAMO NyCTOBaBLUYKO A0 TOrO KaTeropuio HU3KOKaropUMMHOro nvBa Ha obLueHauMoHansHOm
ocHoBe. Ha aTy kaTeropmio B HacTosiliee Bpems npuxogutcsa Gonee TpeTu Bcero nvea, nNpoAaBaeMoro Ha
aMepuKaHCKOM pbliHke. (Opyrue npoBanunuck Tam, rae npeycnena Miller).

MepBoe nerkoe NvMBO, NOSIBUBLLEECSA Ha pbiHKe B 1964 roay, npuHaanexano Piels Brewing Company u Ha3biBanoch
Trammer's Red Letter, ogHako OHO Npogep)Xanocb Ha pblHKE BCEro HECKONIbKO Hedernb; ero sipko BblIpaXXeHOo
npogsurann Ans >xeHckon ayautopun. 3atem, B 1967-m, nossunocb nueBo Gablinger komnaHum Rheingold,
npoaaBaBLLeecs AN MYX4YMH, KOTOPblE XOTENU OCTaTbCs CTPOMHbIMUK. Gablinger Takke ¢ TpeckoMm nposanunock. B
TOM xe rogy komnaHusa Peter Hand Brewing n3 Yukaro, npoussoautens nuea Meister Brau, Ha4ana cxogHbIM
obpasom npoasuraTh nerkoe nueo Meister Brau Lite. 3ToT 6paHA npodasancsa B TeYeHue NSATU NeT, HO KpanHe
HeyaayHo.

B mioHe 1972 ropa Miller nprvobpena BbILLEYNOMSHYTYIO KOMNaHWIo 13 Yukaro n Toprosyto Mapky Lite, Hapsay ¢
HeCKOmnMbKMMU ApYrMMy TOproebiMU Mapkamu. MapkeTuHroBoe uccrnefoBaHue, nocsslueHHoe Meister Brau Lite
nokasarno, cornacHo PraHaraHy, YTo "MHTEpec K HU3KO-KaropumnHOMY NuBY Bbln 3HAYUTENBHO BbilLE, YEM MOXHO
6bINO CyaAMTb NO NpoAaxaM, Aaxe cpean CUNbHO MbIOLLKX NoKynaTenen”.

Boicwune pykosogutenu Miller pewwnnu nogHOBUTH 3TOT BpP3HA M NO3aMMCTBOBATb HEMHOMO U3 peKknamHon
kamnanum High Life ans ero nepeHauenueBaHus 1 NpoaBukeHns. YuutbiBas, Yto 6esymume dutHeca ObIfio B caMoMm
pasrape, OHW paccyaunu, 4To Bpems npuwso. locrne Toro kak NMBOBapbl U3MEHUNN peLenT, a XyAOXKHUK YonTtep
Jlanpop (Walter Landor), koTopbii caenan cebe umsi Ha ocpopmneHnn HeckornbkMx Mapok curapeT Philip Morris,
3aBepLumn csoto paboTty, Miller Light 66110 roToBO K TeCT-MapkeTuHry B deTbipex ropogax CLUA. 3to Obino B
cepeavHe 1973 ropa. PesynbtaTtbl ObiMM HACTOMbKO MOMOXUTENbHBIMU, YTO OOLLEeHaLUOHaNbHY pPackpyTKy
3annaHvpoBanu Ha siHBapb 1975, npu peknamHoMm Grogxete B 12 MUNMMOHOB AOMMapoB (ax, Kak U3MEHWUNUCb
LieHb!).



Hu13koKkanopuinHbIi Ma4o

Boby lleHuy (Bob Lenz), kpeatmBHOMYy paupektopy McCann-Erickson, 6bino nopy4eHo paspaboTtaTb
TENEeBU3MOHHYI0O KamMnaHuio Ans nNpoaBwKeHuss OpaHaa cpeayM MakCUMarnbHO LUMPOKOrO CErMeHTa HaceneHus,
ynoTpebnsawLwero nuBo, U npuv 3ToM usberas MOTeHUManbHO HEraTUBHbLIX COMYTCTBYIOLUUX 3HAYEHWUN TaKmX
onpeaeneHvin, Kak "Hu3KokanopuniHoe" unu “guetumdeckoe” nueo. Kak nucan Mawnkn Mepwmad (Michael
Gershman) B ctatbe Getting It Right the Second Time (Marketing Week ot 25 mapTta 1991r.), korga "fleHy,
yBuaen peknamy c 6acketbonbHon 3Be3aon u3 komaHabl New York Jets Mattom CHennom (Matt Snell) Ha ogHoM
N3 HbIO-MOPKCKUX aBTOOYCOB, NOHATUA "NUBO" M "CNOPTCMEHbI", 06beanHUNUCL Y Hero B ronose". [epBblin ponuk
Lite, B koTopom cHsinca CHenn, 6bin caenaH B vione 1973. Mano KTo co3HaBan Torga, YTo 9TO TOMbKO nepsas
nactoyka, 4Yto B bnwkanwme 20 neT NOABATCA AECATKU OPYrUX POSIMKOB, U YTO MPOAYKT, HABA3bIBAEMbIA 3TUM
POMMKOM, CTaHET KaTannsaTopoM AN NOSIBNEHUS HOBbIX U HOBbIX BUOOB NErkom eAbl U Nerknx HanuTKoB.

Ponukn co crnoraHom "OTnuyHbin BKyC/MeHbLLee HanonHeHue", B KOTOPbIX rogamu pacckasbiBanm O CBOMUX
npuctpactusax bob Yekep, by66a Cmut, Quk Batkac, Yunt YembepnaH, IxoH MagaeH, Mukkn MaHTn, [Oxo
®panszep n HecrnopTuBHble PogHu OaHmkepdung n Mukku CnunnanH, Nonb30Banucb CEHCAUUOHHBIM YCNEXOM He
Tonbko Gnarogaps y4actuio 3HaMEHUTOCTEN, HO U 3a CYET yAayHbIX OCTPOT M NPaBUIbHOro BbIOOpa MECT CbeMOK
(cHavana ato 6bINM NckNrYUTENBHO Bapbl, @ 3aTeEM NOABUMOCL M MHOXECTBO ApYyrux mMecT). OCHOBHOM croraH
"Bce, YTO Bbl BCerga xganu oT nuMBa - U MeHblle", a Takke dpasa "MeHblUee HanofHeHWe" Takxe yaayHo
cpaboTtanu Kak yMHbIN cnocob ybexaeHns He BXoasLwui B NpoTnBopeyme ¢ o06pasom Mayo, unm no KpamHen mepe
"06bI4YHOrO NapHNa", KOTOPLIN OHW MblITanUcb ucnonb3oBaTb. Koraa Anheuser-Busch npepcraesnana ceoe nerkoe
nueo Natural Light, kazanock, 4To MHOroe 6bII0 NO3aMMCTBOBAHO U3 PONUKOB Lite, BKMOYaa Aaxe nNepcoHaew.
Lite otBeTuno eule Gonee BecemnbiMu ClOXETaMW, B KOTOPbIX elle U elle pa3 obcyxaanacb dpasa "OTnuuHbIN
BKyc/MeHbluee HanonHeHve", a 3aHsaTbl 6binv ToMMu XanH3oH 1 cyaba Menam Oynonbd.

Ycnex 6bin orpoMHbIM. B nepBbIi rog Bbixoga Ha pblHOK Lite gocturno obbema npogax B 100 MunnnmoHos
[onnapos, a ero Npov3BoAcTeoO -12,6 munnnoHoB Gappernein, YTo coctaenano npumepHo 20 % oT obLiero obbema
nvBa, npoussogumoro Miller. B 1979 rogy Lite o6oLwuno nssectHbIi 6paHg Schlitz B cnucke nuampyowmux Mapok, a
eLe Yyepes YeThbIpe rofa 3aHsao B HEM BTOPOe MecTo, nocrie Budweiser.

Mpobnembl HauMHaroTCA

Ycnex Miller Lite nopoann cpady COHM KOHKYPEHTOB, KaXKOOMY U3 KOTOPbIX ObINO pa3peLleHo, HECMOTPS Ha Bce
yeunusa agsokatoB Miller, ncnone3osats cnoso “Light" B HasBaHWsAX CBOWX BP3HAOB HU3KOKaNOPWNHOrO Nuea. ATO
6bIn 6onesHeHHbIN ypok Ang Miller.

ypOK. J'Ique He MCnosb3oBaTb POAOBbI€ NOHATUA B Ha3BaHUAX TOProBbiX MapokK

Miller "nepewna rpaHuuy” ¢ Ha3BaHueMm Lite: oHO 6bINo cnuwwkom 6nM3ko K pogoBoMy noHaTuto "light” - "nerkui
n ctano obwmm MMeHeM Ans BceX NMPOAYKTOB CBOEWN KaTeropuu, yTpaTtvB YepTbl TOProBOW MapKu Kakoro-nmbo
oTgenebHoro npoaykra. lNueo Lite MmMeno orpomMHoe NpeuMMyLLeCTBO B TOM, YTO OHO MEPBbIM 3aCNyXUMo ycnex u
ObINO NepBLIM NErKMM NUBOM, KOTOPOE MPUXOAUNO Ha YM, O4HaKO poJoBas accoumauumsa B Ha3BaHUWM TOProBown
Mapku obepHynacb B AdarnbHelweM cepbe3HbiMu npobrnemamu. Cenvac Hekorga 3HameHutoe nuso Miller Lite
nneTeTcsa Bcreq 3a nuaepom - Bud Light, Ho cyas no Bcemy ckopo ycTynut 1 BTopoe mecto Coors Light.

Ho go Tex nop, kak Ha pblHKe pasbirpanacb 3Ta gpama, NpoLuno eule Heckonbko neT. [epen Tem, Kak aTo
Cny4nnocs, AHWLLE CTano oTBanmeaTtbcs y dhnarmaHckoro kopabnsa Miller - nusa High Life.

High Life: noegaHue cebe nogobHbIx

LlapctBoBaHue High Life Ha BTopom MecTe, KOTOPOro OHO OOCTUrO Mo 06beMy npodax B 1977 rogy, Anuroch
Hegonro. Ha 1979 roa npuwenca nuk npou3BoAcTBa cTapetllero cynep-6paHga. K 1985 npoussBoactso
cokpaTturocb noytu Basoe, xota High Life n yaanocb coxpaHutb TpeTbe MecTo. Ha BTOpoM yxe Bouapuncs ero
6onee nerkunm conepHuk. B aTom ke rogy KoMnaHusa peluvna nepenoMuTb HeGnaronpuAaTHYH CUTyaLulo U
noTpatuna 60 MUNNMOHOB AONNapoB, NOANUCAB KOHTPAKT C HOBbIM pekrnamMHbiM areHTcTBoM J. Walter Thompson
Ha 3anyck kamnaHum nod nosyHrom "CpaenaHo no-amepukaHckun”. K 1986 rogy Takue mpadHble npeackasaHns, Kak,
Hanpumep, caenaHHoe MaTbio Xennepom B Forbes, ctanu yxe npusbldHbIMU: "High Life ¢ kaxabeiM AHem Bce
Gonblue NoxXoauT Ha yMUPaLoLLYy0 TOProeyto Mapky. U kamnaHus Thompson yxxe ee He Bockpecut”.

MHorvne obospeBatenu Bugenu B Heyaadax High Life HemsbexHyo KoMneHcauuo 3a HeBuAaHHbIN pocT Lite.
CraTtuctmyeckve faHHble CBMAETENbCTBYIOT B NOMb3y 3T0ro Barnaga. MNMpogaxu Miller Lite Beipocnu ¢ 9,5 % Bcero
nusHoro pbiHka CLUA B 1978 rogy o 19 % B 1986. 3a aT0T e nepuoa notpebneHne High Life cokpaTtunocs ¢ 21
00 12 npoLEeHTOoB.

Ecnu nsobpasutb poct Miller Lite n nagerHve High Life, nonyuntca nodtu naeanbHbIn KPecT. 3TO NO3BOMAET HAM
Bbly4NTb eLle OAUH YPOK Ha YYXKOM rOpbKOM OMbITE:

Ypok. OgHa nges - oanH 6paHg

OT0 elle MOXHO HasBaTb Npobnemon pbibbl U KypuLlbl. ECTb 3HAMEHUTLIN PUCYHOK, u3obpaxatowmn poiby 1
Kypuuy Takmm o6pasom, YTO MX HEBO3MOXHO YBUAETb OOHOBPEMEHHO. Tak ke MpoucXoauT U C YeroBeYeCcKUM
co3HaHveMm. Jlioan BUaaT Bac TOMbKO C OAHOW CTOPOHbI. Heinz Hekorga Gbina B rofioBax Nogen MapuHOBaHHbLIMU
orypuamu. NoTom oHa pelumna ctatb ketdynom. CerogHs 3T0T 6paHA JOMUHMPYET Ha PbIHKE KETYYMNOB U BbICTPO
ncuesaert ¢ pblHka MmapuHagoB. OgHa naes - oguH 6paHa.



Miller He morna 6bITb 04HOBPEMEHHO OTOOPHBLIM M NErkUM NMBOM B CO3HaHUM notpebutenen. OveHb GoicTpo Miller
CTano nerkMm nMBOM, KOTOPOE MMEET NpeKpacHbI BKYC M MeHbluee HanonHeHue. Ana Miller High Life ato 6bino
paBHO3HAYHO yxoA4y CO cLeHbl. "LLlamnaHckoe B Mype ByTbINOYHOro NuBa" pacTepsisio BCe CBOU My3bIPbKU.

B 1991 roagy xypHan Adweek's Marketing Week ot 25 mapTta Harpagun Miller High Life n psg gpyrmx wmnpoko
M3BECTHbIX, HO YBAAAOLWNX MPOAYKTOB, HENULENPUATHON XapakKTepucTUKOW “"AMHO3aBPOBCKUX GpaHAOB".
PepakTtop nucan: "lMNogobHo 6poHTo3aBpaM 3T 6paHAbl He BbiAepxanu AapBUHOBCKONO eCTeCTBEHHOro otbopa u
BMOVMO NPOLLMM TY TOYKY B CMOEM PasBUTWM, rAe OHWU MOMNN pacTn u naMeHaTeea". (OH elle He YynoMsiHyrm, YTo
Hight Life 661110 cbeaeHo YneHoM COBCTBEHHOW CEMbM).

MoxHo 6b1ro 66l noAymaTh, YTO CTOfMb HeyAauHbIM onbIT cnocobeH 6bin yaepxaTe Miller oT nosTOpeHus csoen
OLLINBKM.

Ho, kak onucaHo B rnaee, NOCBALLEHHOW XeroX, NMoAu, 3aHUMarloLmnecs MapkeTUHroMm, HUKoraa He caatoTcs. B
ApaKy BCTynanu Hosble 1 HoBble copTa Miller.

Oetun Miller

Mueo Miller Genuine Draft, cBapeHHOe C MCMONbL30BaHMEM MpoLecca XOorogHoN hunbTpaummn, paspaboTaHHOro
ANOHCKON KoMnaHwen Sapporo Breweries, 6bino npeactaeneHo B 1985 u Bbiwno Ha peiHok CLUA B 1986. C Tex nop
OHO 3acnyXXuno penyTaumio camoro 6eicTpo pacTywero otéopHoro nuea B CLUA. Mo cnosam Matpuuum Cennepc B
Fortune, nuBo Genuine Draft - "camblii yCNELHbIA HOBbIV NPOAYKT B NMMBOBAPEHHON NPOMbILLIIEHHOCTM C MOMEHTA
noseneHns Bud Light B8 1981 rogy". K koHUy 1992 OHO 3aHMMaro LWeCTyi0 CTPOYKYy B CNuCKM BecTcennepos
aMepuKaHCKOro pbiHka. Ero mapkeTuHroBbi NpusbiB Obin obpalleH B OCHOBHOM K "MOMOAbIM, CUMbHO NbHOLLNM,
nogam”, cerMmeHTy, KoToporo B pekname Lite kazanocbk 6eccosHaTenbHo nsberanu, a ana High Life oH 6bin yTepsaH
B TeuyeHue 80-x rogos.

Boeinyck nuBa Genuine Draft u uenown koropTsbl, nocnegosasLlen 3a HAM (Miller Reserve n Reserve Lite B 1990-m,
Lite Ultra n Genuine Draft Light B 1991-m) Tonbko nosTopun cutyauuo. B 1991-m Bnepsble 660 OTMEYEHO
cokpauyeHue npogax Miller Lite. To xe, 4To Lite B ceoe Bpemsa caenano ¢ High Life, Genuine Draft Tenepb genano
c Lite. [lexa Bto.

Ypok ycBoeH? Hu B koew mepe.
"Yuctoe" nneo?

BmecTto Toro, 4tobbl YCNOKOUTLCSA M MOMbITaTbCS BEPHYTLCH K UCTOKaMm, noan u3 Miller peuunucb Ha ewle 6onee
cTpaHHoe npegnpuaTtue. B Hayane 1993 roga Miller Brewing npoena Tect-mapkeTuHr nuea Miller Clear. [a, Bbl
He owwnbnuce - NuBa 6e3 nNpuBbIMHOIO AHTapHoro ugeta. OHM NoABeprnvM NUMBO, CBapeHHoe TpagULMOHHLIM
obpa3oM ‘“cneumanbHOMYy npoueccy cBepx-punbTpauun, npuaarowemMy nNuMBy OTMMYAOLWMA BKYC W
obecugeunBaoemy ero". OHO BbIrmAAeno Kak OyTbifnka BOAbl, UM MOXET OblTb Kak OyTbifKa C >KWAKOCTbLHO,
OoCTatoLencs nocrie NPoMbIBKM NMUBHLIX YaHOB. KTo 3HaeT, 4To Tam 6bIfio Ha camom gene?

370 6bIN NoNHbIY NpoBarn. MMBO, KOTOPOE BLIFNSAENO HE Kak NUMBO, HE MOrMO NO onpeAeneHnio BbiTb BKYCHBIM.
(Ta e cyabba nocturna Pepsi Crystal, nepsyto npospadvHyto kony). "Maesa "yucrtoro” nmea" - no crosam
KOHCynbTaHTa MMBHOM NpomblneHHocTn Toma lMupko, npeauageHTa komnaHum Bevmark Inc., Hbto-Mopk -
"HMKOrAa He MMena peanbHOro cMmbicna. "Yuctora" MHTepecyeT noTpebuTenein Mo HECKONbKUM OCHOBHbLIM
NpUYMHaM: NPOAYKT AOJDKEH OblTb YNCTbIM, HaTypanbHbIM UK 6onee CTUNbHBLIM. Opyrux BUOUMbIX aprymeHToB

HeT".
Mupko gobaBun Takxke, YTO Kak TeHAeHUMA B Moae "4uctoTa” Obina cMenon naeen, Ho Moaa NPUXoauT U YXO4MT.
Bbl AymaeTe, YTO 3Ta HUKYEMHASA UAES U MUMTIMOHBI, KOTOPbIE Ha Hee Oblnn UCTpaveHbl, OCTaHOBUU 6e3ymune?
Ypok HakoHeL, ycBoeH? He TyT-To 6bino. Mpocto "Miller"

Y pebsar u3 Miller 6eina B 3anace ewe ogHa reHuansHas uaes, KOTopon OHW cobupanucb NOTPSACTM PbiHOK. B
Havyane 1996 roga OHW BbINYCTUNM NMBO, KOTOPOE MO MX 3adyMKam OOPKHO ObINo cTaTb donarmaHckum 6paHaoMm,
npogaroLmmMmest No xopoluen ueHe. Tak ckasatb, ux Budweiser-om. 310 660 He06X0OUMO MOTOMY, UYTO MPEXHUA
ueHoBon donarmad, nueo High Life, npogaBanock Tenepb Mo peanbHON LIEHE.

Tak nosiBunocb nueo Miller Beer. O6ocHoBaHue Bblbopa Ha3BaHus - npocTo "Miller" Bbirnsgeno Tak: "Mbl npocTo
Ha3blBaeM ero CBOMM MmeHeM". YTo-x, BCce npaBunbHO, HO nockonbky Miller Tak gonro npucyTcTBoBana Ha pbliHKe,
AaBasi CBOE MMS BCE HOBbIM M HOBbIM NPOAYKTaM, MHOrME Aaxe He NOHANK, YTO NOSIBUNOCh HOBOE MUBO.

HecmoTps Ha 50 MMNNMOHOB AONNAPOB, UCTPaYEeHHbIX Ha 3anyck, 1 OTBNEYeHne CPeACTB OT APYrnx mapok - Red
Dog u Miller Genuine Draft, ¢ npocto Miller Tak Hu4ero u BbilwNO. MHOXECTBO areHTCTB NpeanoXunm uenbin
napag vaen. boinu npuenekaTensHble aen, 6binu ngeun ¢ GnecTawmM oMopoM, 6binu naen MNMokonHua X, Takme
Kak "3T0 He Mo BpaHA, HO OH XOpOoLUKA™.

OHKM He nomMornu npoaaTtb HU BaHkW MMBa, HO XOPOLLO BbICBETMNM Npobnemy. BpaHa ocTtancs HUYbWM, U ero
Bornblue He cyllecTByeT.
OT BbI30Ba K MOBTOPaM

3a 20 net 6eckoHeuYHbIx Npe3eHTaumi Miller Takoro, Miller cskoro, npocto Miller, aToT 6p3aHA He caenan 60nbLOoro
nporpecca. Hekorga Miller geiwana B cnuHy Anheuser-Bush, otctaBas Tonbko Ha 12 munnuoHoB Gappenew, a
CErofHs, XoTs U OEPXUTCS Ha BTOPOM MeCTe, OTCTaBaHUe COCTaBnsAeT okono 45 munnuoHoB 6appenen. Mockonbky
OTpbIB BorbLUe, YeM 06beM npoussoammoro Miller nuea, MOXHO rOBOpPUTbL, YTO OHa OTCTana GonbLue, YeM Ha Kpyr.



I'Ipop,a>+<|/| M O0oNA pbiHKa NpoAoimKakT COKpalaTbCAd, PyKOBOACTBO NPUXOAUT U yXOOAUT, MEHAKTCA peKnamMHblie
areHTCTBa, HO MNOSIOXKEHNE BeLLen He yny4ywaeTtca. 3aecb Mbl BUOUM €eLLEe OOWH BaXHbIN YPOK.

ypOK. BpaHp,, BKMIOYAIOLLINIA MHOTOE, HE MOXET onnueTBOpATb YTO-TO OQHO

To, 4TO HauuHanocb B 1978 kak KnacCu4eckui nunsHep, ctano LenbiM noptdenem nNuBHbIX Mapok. W kaxaas
Mapka B 3TOM nopTdene B Taxenon oopme ctpagaeT oT M3ObITOYHOCTU NUHUKN. Ecnn Bbl XOTUTE BbINUTL NUBO
Miller, To cnegytowwnii Bonpoc 6yaeT - "A kakoe nmeHHo?" Bbl xotute Miller Lite, Miller Lite Ice, MillerGunuine
Draft, Miller Genuine Draft Lite, Miller High Life, Miller High Life Lite unu moxeT 6biTb Miller High Life Ice?"

AX, 3abyabTe, 5 ny4dwe Bo3bMy Budweiser.

Miller Bnageet Takke komnaHuen Jacob Leinenkugel Brewing Company. Y Hee Ta xe camas npobnema - Bam
HY)KHO CHadana onpegenutbcs, xoTute Bbl Leinenkugel Original Premium, Leinenkugel Light, Leinenkugel
Northwoods Lager, Leinenkugel Genuine Bock (cesonHoe), Leinenkugel Red Lager, Leinenkugel Honey Weiss,
Leinenkugel Berry Weiss (ce3oHHoe), Leinenkugel Hefeweizen (Tonbko HedunbTpoOBaHHOE) UNKN BCe Xe
Leinenkugel Creamy Dark.

AX, 3abyabTe, 5 ny4dwe Bo3bMy Budweiser.

UTobbl ycyrybutb npobnemy, Miller HegasHo npuobpena Henry Weinhard, npoussogsiyto Private Reserve, Dark,
Porter, Ambler Ale, Pale Ale, Hezelnut Stout, Blackberry Wheat, Hefeweizen n Red Lager.

AX, 3abyabTe, 9 ny4die Bo3bMy Budweiser.

Miller npuHagnexaT Takke mapkn Red Dog, Icehouse u Southpaw Light. Unn Old English 800 Malt Liquor, Old
English 800 Ice, Old English 800 Mixed Fruit.

On, xsaTuT, A ny4lle nongy JOMON.

HeyamButenbHO, YTO areHTCTBa HE MOryT MOHSATb, KaK peknamupoBaTb 3TW Bp3HAbl, ONTOBUKM MPOAOSKaOT
BblpaXaTb CBOe HeOoBoNbLCTBO, a Philip Morris cobupaeTca npogatb aTOT 6u3Hec. ATO BCe paBHO, YTO 3aHMMaTbCH
MapKeTUHroM YernoBeka C HECKONbKMMWU nuYHoCTAMU. Kakoro MmeHHo peknamupoBatb? lMpobnema He umeeT
peLleHus.

Mpobrema n3bbITOYHOCTY NIMHUA

MaBHas Npu4MHa 3TOWN NPOGREMbl HaM YXe 3HakoMma -BO3Me3ane U3ObITOYHOCTU NIMHUM, HUYTO He Bbi3blBaeT
GonbLUNX HeNPUATHOCTEN. [laBaiiTe BCMIOMHUM:

B kHure "lMosunumoHupoBaHue: 6opbba 3a Bawm ymbl" (McGraw-Hill, 1980), aee rnasbl nocesLleHbl npobnemam
N36bITOYHOCTU NINHUM.

B kHure "22 HenpenoxHbix 3akoHa mapketuHra" (HarperCollins, 1993), n3bblTOYHOCTb NMHUK Bbinia onucaHa Kak
CaMbll YacTO HapyLlaeMblin 3aKOH.

B kHure "HoBoe nosuumoHupoBaHme" (McGraw-Hill, 1995), 1 nucan o6 aton npobneme, kak o "npobneme
nepcnekT1BbI":

PasnuyHble B3rnagbl Ha 9TOT BOMPOC CyTb nepcnektuBa. KomnaHum paccmaTpuBatoT cBou OpaHAabl C
9KOHOMMUYECKON TOYKU 3peHust. UToGbl CHU3UTL 3aTpaTbl M JOCTUYL XOPOLUMX PEe3ynbTaToB B TOProBrfe, OHU
cTapaloTcsi NpeBpaTUTb CUMbHO CAOKYCUPOBAHHBIN GpaHa, ONULETBOPSIOLLMUIA KOHKPETHbBIA BUL NPOAYKTa uUnu
upeto, B bonee pasmbliTbii, NPEACTaBNAOLWMIA cpasy ABa, TPy unu Gonee NpoaykToB U ugei. Mbl paccmaTprBaem
BOMPOC U30LITOYHOCTU NIMHUM C TOYKU 3pEeHUst CO3HaHUsA. Yem Gornblue Bapuauuii Bbl MpUKpennseTe kK 6paHay, TeM
cunbHee pacgokycupyeTcs BHUMaHWe. [ocTeneHHo Takoi 6paHa, kak Llespone, Hanpumep, BoobLe nepectaet
YTO-NMBO 3HAYUTD.

BonutoLuii B nycTbiHe
Moe HeopoGpeHMe KOHEYHO HWMKOrO He ocTaHoBwmo. Jaxe HaobopoT. "PaclumpeHve npuHagnexHoctn 6paHaa”
CTano NOBCEMECTHbLIM, @ MAapPKETOSOMM U KOHCYNbTaHThI YXKe FOBOPSAT O TaKMX NMOHATUSX, Kak "MerabpaHabl'.

MHorve roabl Halwm ronoca ocTaBanucb €AUHCTBEHHBIMU, MPOTUBOCTOSALLIMMU M3OLITOYHOCTY NHUK. Jaxe XypHan
noTpebunTenbCKOro MapkeTuHra 3ameTun a7o: "Pauc n TpayT gepxaTtca 0COOHAKOM Kak peskune KPpUTUKU MPaKTUKK
pacLumpeHus 6paHaa”.

Ckopbiin noesn pacumpeHus He 6bin octaHoBneH n Harward Business Review (Hosibpb 1994), xoTs ero BepaukT
ObIn gocTaTtoyHo cypoB: "HeoBGoCHOBaHHOE pacluMpeHWe NUHUKM NPOAYKTOB MOXET ocrabutb umnmk 6paHaa,
pa3spyLLUTb TOProBble OTHOLLEHUS N CKPbIBaTb 3a CO6OM NoBbILLEHWE cebecToMmocTn'.

Hurge Bpeq OT STOro ABrieHUst He NPOSIBUICA Tak OTYETNUBO, Kak B NMBHOM GusHece. Miller noytu yto paspywmna
TO, 4YTO 3HauuT Miller. ¥ Budweiser ctano cnuwkom mHoro "bagos ana sac”, a Bud Light noxupaeT ocHoBHON
Budweiser. Coors Light pabotaeT B ToM e Ayxe npotuB Regular Coors.

U oHu elle yamBnawoTCA, YTO B NocneaHve roabl NMBHOM GrusHec TonyeTcsa Ha Mecte. Co Bcen 3TOW nyTaHuuen, o
HEM MOXHO cka3aTb Tonbko: "Ax, 3abyabTe, AanTe MHe nydile 6yThinky BOAbI".

naBa 11. Marks & Spencer. [lypHON npuMep MbILUNEHNS “"CBEPXY BHU3"



Marks & Spencer - KOMNaHusi, 3aHMMatoLLas NMOMPYIOLLLEE MOMOXEHUe Ha PbiHKE PO3HUYHON TOPrOBIIM OAEXAON B
Benukobputanun. OgHako ceryac oHa Hadyana caaBaTb CBOW BbICOKME MO3ULMU B MUPE PO3HUYHOW TOProBIM.
Mpobnema - B UTHOPUPOBaHUN U3MEHEHUIA, YTO NMOPOI MOXET CTaTb HEemMornpaBMMON OLLNGKONA.

B 1993 rogy Mbl ¢ MOMM ObIBLUMM NapTHepoM 3nom Paricom nucanu o npobrneme usMeHeHUn B KHure "22
HenpenoXHblX 3akoHa MapkeTuHra" (HarpersBusiness, 1993). Tam 06 3TOM pacckasblBanocCb Kak O "3akoHe
aeneHus". OTOT 3aKOH yTBepXAaeT, YTO CO BpeMeHeMm KaTeropusa pasgensietcs, obpasys ase unu Gonee
kateropun. NogobHo ToMy, Kak B yalluke neTpu genutcs ameba, Ha apeHe pblHKa MHTEHCWMBHO pa3MHOXarTcs
kaTeropuu. [loaToMy HeobxoaMMo BbITb B Kypce U3MEHEHMUIN, KOTOPbIE MPOUCXOAAT NOCTOSHHO.

Kateropus poxgaetcs kak eguHas CyLHOCTb, Takas Kak, Hanpumep, KOMnbioTepbl. Ho co BpemeHem kaTteropus
pasgensercs Ha cermeHTbl: 6onbwine OBM, MuHMOBM, paboyune cTaHuum, NepcoHanbHble KOMMbIOTEPbI, N3M-TOMbI,
HOYTOYKW, KApMaHHbIE KOMMNbIOTEPHI.

Takke 6bino 1 ¢ NvBoM. CerogHsi Mbl UMEEM OTEYECTBEHHOE M MMMOPTHOE NBO, OTGOPHOE W MOMyNsSPHOE MUBO,
npopjatolleecs Mo XOpOLMM LieHaM, rerkoe, HedunbTpoBaHHOe, neasiHoe U cyxoe. (Uuctoe NUBO, Kak yxe
YNMOMWHAaroCh, TaK U He CTarno OTAENbLHOW KaTeropuen, a BOT 6e3ankoronsHoMy noBesno GornbLue).

MpuynHa npobnem

Kaxpgblin cermeHT pblHKA - 3TO OTAEellbHadA, OTIMYHaA OT BCEX OCTallbHbIX, CYLHOCTb. M B KaXXOoOM CerMmeHTe ecTb
cBon nnaep, 4Yaulle Bcero He TOT, KTO NOJI0OXuI Havaro JaHHomn kateropuu. IBM, Hanpumep, nmgunpyert B obnactu
6onbwmx ABM, Sun - Ha PbIHKE pa60t4|/1x cTaHuumn, Compaq - B NepcoHarnbHbIX KOMMNbOTEPax, 1 TaKk aanee.

BmecTo Toro, 4tobbl 0OCO3HaTL MOHATME AENEHUsi, MHOrne KopnopaTuBHble nnaepbl TelaTt cebs HanBHON Bepoﬁ B
TO, YTO eC/nin OHWM CTann poaoHa4valibHUKaMun NUCXOHOW KaTeropumn, To U B HApoXgarnLwnxca HOBbIX cermeHTax
PbIHKA UM 6yp,eT conyTCcTBOBaThb YyCnex. OHu nbITaloTCA UCNONb30BaTh 6p3HLI,, XopoLlo U3BECTHbIN MO UCXOOHOW
KaTeropum, ona HoBbIX KaTerole|7|.

Ipyras npobnema 3aknio4yaeTcs B TOM, YTO BMECTO TOro, YTOGbl OCO3HaTb HAKOHEL, MOHATME O AeneHuu
KaTeropwii, MHOrMe KopriopaTuBHbIE NAepbl NPOAOKAT BEPUTb B TO, YTO KaTeropuv MoryT COCYLLECTBOBATb.
Takue croBa, kak acpdeKT CUHEPTK, KOPMOPATMBHDBIN arbsiHC M COBMELLEHVE BUTAIOT B BO3AyXe 3asioB 3acedaHui
COBETOB AMPEKTOPOB No BceMy Mupy. CnusHne AOL ¢ Time Warner oCHOBbLIBarNocb Ha COBMELLEHWUN PasfnyHbIX
hopM CcpefacTB MaccoBoW MHGopMauun (KOMMbIOTEPHONW, TENEBU3UOHHOW M nevaTHoit). K cyacTblo 3TOro He
npomsowso. Kateropun pasgensitotcs, a He coBmellatoTcs. [103ToMy edMHCTBEHHbIM CrMocoGoM Ans nuaepa
COXPaHUTb CBOE [OMUHMPYIOLLEE TMOSOXEHWE SIBNSIETCA apecauusi Kaxaon HapoXpatollencs kateropuu
oTAenbHbIM 6paHa-umeHem. Tak noctynana General Motors B cBou Morogple rogel.

To e camoe NpPoOuUCXO4WUII0O U B MUPE PO3HUYHOW TOProBIM, B KOTOPOM MOSIBUIIMCH CrEeLnanmM3MpoBaHHbIe
npogasubl, NpoAasLbl, NPoAalLLMe CO CKuakamu M npoAaBLbl MO Ha3BaHMK. [pycTHas cara O 3HaAMEeHWUTOMN
OpuTaHCKON KOMNaHuM po3HudHon Toproenu Marks & Spencer pacckasbiBaeT O TOM, Kak OHa He cyMerna MoHSTb
"3aKkoHa geneHus".

Crapoe Hacnencteo

Mankn Mapkc, 6exeHey us Poccuu, apeHgoBan OTKPbIThbIM NaBunboH Ha pbiHke Kirkgate B Jinpce. 3atem oH
ob6beanHunca ¢ Tomom CneHcepoM, KacCMpOM B KOMMaHUK, 3aHMMaBLUENCS ONTOBOW Toprosnen. NMocne atoro
dupMa npegnpuHana pag cmenbix waros. B 1920 rogy oHa Kynuna HECKONbKO NPOM3BOACTBEHHbIX KOMNaHun. B
1931 oTpbinock NoapasaeneHue, 3aHMmaroleeca npodykramum nutadus. B 1973 oTkpblnuck MarasuHbl B [Napieke u
Bptoccene. B 1986 Marks & Spencer Havana ToproBatb Mebenbio. B 1988 rogy cdwmpma npuwna B CLA, kynus
Rooks Brothers n Kings Supermarkets. 3atem nocnegosano OTKpbITUE MarasuHoB Ha [anbHem Boctoke. XoTs
CHapyXu BCe BbIrMAAeno 3aMmeyareflbHO, 3a BCEW 3TOW aKTMBHOCTbIO U Mpecc-penvM3amMu CKpbiBanacb KOMMaHus,
ucnbiTbiBatoLLas 6onbLluve npobnemsl. OCHOBHOM ee BM3HEC Lien Noxo.

Mpobnembl Ha4YMHaroTCA

B 1998 rogy pgoxoabl Marks & Spencer pesko COKpaTunmucb. Xyxe BCEro gena WM B PO3HUYHON ceTu
BenukobputaHuu, HO 1 3a pybexom Aena wnu HeBaHO. CTpaTerusi BEMUKOro MeXAyHapoOHOro pacLuMpeHus
BusHeca ncTpenanach.

HeoxwngaHHo npowmsowna 6utea Ha coBeTe avpekTopoB U Puyapay puHb6epu, gonro paboTaBluiemy Ha MocTty
reHepanbHOro AMpekTopa KOMMaHuu, yCTPouUnu rorioBoMorKy. MpuunHon npouciueailero 6bi10 UrHopUMpoBaHue
N3MEHEHWUIN, 8 UMEHHO - MOSBIIEHNSI HOBbLIX CETMEHTOB PbIHKa.

Mockonbky noTepwu npogomkanucb, B 1999-m Mpubepu ywen B OTCTaBKy, U ero noct nepewen K lMutepy
Concbepu, Takke MeHemxkepy Marks & Spencer. Ho cknagbl npoforkanu octaBaTbCs HabuTbiMKM U derna He
ynyywianucs, noatomy n Concbepu Haxoauncs noa AasrneHnem.

M3meHeHus, KOTOpbI€ NMpourHopumpoBsanum

B TeyeHue 90-x rogoe B BeJ'II/IKO6pI/1TaHI/II/I npousowina pesonwouna B pO3HI/I‘~IHOI7I TOproBne, B 4aCTHOCTU 3TO
BbIPa3nsnoch B yny4lleHun OGCJ'Iy)KI/IBaHMFI n0KynaTene|7| 1 B UISMEHEHNUN N YCUNEHUN KOHKYPEHLUN.

HecnocobHocTb Marks & Spencer 3aMeTUTb 3T U3MEHeHWs Gbina MorioXKeHa y HOr BbilLeynoMsHyToro Puyapaa
"puHOepu, npuweaLero k pykosoacTtsy B 1988 rogy. OH npopaboTtan B Marks & Spencer BClo CBOK TPyLAOBYHO
XW3Hb, MOCTENEHHO MoAHMMAasCb no cnyxebHon nectHuue. B 1991-m OH Takke cTan npeacegaTeneMm coseTa
avpektopos. OcHOBON ero cTparternn 6bino ymeHblueHne cebecToMMOCTU 3a CYeT COXPaHeHWs KonuvyecTsa
3aHATBLIX COTPYAHWNKOB HA MUHUMarbHOM YPOBHe (CTpaTerns pasrnagblBaHus COGCTBEHHOrO nynka).



OpHako, k cepeaunHe 90-x 3anpockl noTpebutener BbIPOCNW, U ApPYyrve MarasuHbl pearmpoBanu Ha 37O
NOBbILLEHWEM YPOBHS 0BCNYXMBaHUA U MHHOBaLUAMK B cepauce. Marks & Spencer He Morna conepHu4aTth 340echb C
KOHKYpeHTaMu; Marioe Yncro TOProBbIX KOHCYMbTaHTOB O3Havano XyAlun CepBUC U HEOOBOMbHLIX MOKynaTenem.
BHyTpeHHsa gokymeHTauus Marks & Spencer caugeTenbctByeT, 4To B 1998-M rogy Tonbko 62 npoueHTa
nokynaTenen oueHunu cepsuc M&S kak "xopowumit”, Nno cpaBHeHUo ¢ 71-m npoueHTom B 1995-m. Bonee Toro,
MPOLEHT NokynaTenen cumTaroLwmx, 4To nokynka B Marks & Spencer 310 "LUeHHOCTb 3a AeHbrn", cokpaTtuncs ¢ 69
B 1995-m go 57 B mapte 1998-oro. BT nnayeBHble pe3ynbTaTbl CKpbiBanucb oT LUpuHGepu, koTopbin nMen
penyTauuio TpyAHOro B OBLLEHUM U HeOOCTYNHOro Yernoseka. Bo BpeMs ero yacTbiX BU3UTOB B MarasuHbl Tyaa
npuBnekanu [ONONHUTENbHLIA MepcoHan, 4Tobbl cos3daTbh WMAN3UID Xopollero obcnyxusaHusa. 1o ero
cobCTBEHHBIM 3aaBneHusaM, 'puHGepu H1UKorAa He nomnyyan pesynbTaToB ONPOCOB MOKynaTenen.

ypOK. He xgute oT Bawmnx COTPYAHUKOB, YTO OHU coobwaT BaM Nroxme HOBOCTU

YKenaHue BbRKUTL - B NpUpoae Yernoseka. MNoaTomy nobGoi xopoLunii MeHeaxep, aenasi PowerPoint-npeseHTaumio
O MOJSIOKEHUN Oen B KOMNaHuW, NpugymMaeT YTo-HUOyAb ny4yllee, YEM COOGLUWUTL reHeparibHoMy O TOM, YTO
komnaHus B 6ege. MeHemkep NOHUMAET, YTO YCIbiWae 3Ty HOBOCTb, FEHOMPEKTOP MIHOBEHHO Ha4HET McKaTb
BMHOBAaTbIX CO BCEMU BbITEKaOLWMMU NOCNEACTBUAMM. M MonoxeHne 4enoBeka, roTOBMBLUErO Mpe3eHTaLuio,
KOTOpbIV CKopee BCero Oblfl BOBMNEYEH B NPUHATME peLLeHnid, OyaeT He3aBUaHbIM.

Yx ny4ylle CKpbITb NJ10Xrue HOBOCTU Uik No KpaMHeﬁ mepe 3aKaMy(*)J'II/1pOBaTb MX HOBOCTAMM nosny4Lle.

Bcnomuute, uTo cnydmnock B Lucent, korga mnx dpmHaHcoBbin ampekTop lMaTtpuuma Pycco ckasana reHepanbHOMY
AvpekTopy koMnaHun Pudy Makl MHHyY, 4TO uudpbl, KOTOpble OH nogaeT Ha Yonn Ctput He BepHbl. OHa BbineTena
¢ paboTbl B MrHoBeHue oka. KoHe4Ho, nocne ee yxoda BbIICHWNOCH, YTO OHa Oblfna npaea, 1 Torga Hactan yYepeq
Makl'pyHHa. Ho 60onblinHCTBO NOAOGHBIX MCTOPUA HE MMEIOT TaKoro Xannu-aHAaa, Korga npaega nobexgaert, a
3rno04en nony4aroT No 3acnyram. Yaule Bcero nogu CYUTalOT, YTO Mydlle He roBOpWUTb MpaBay, €Crnv Xoyellb
coxpaHuTb paboTy.

XOpOLIJI/II;I pykoBoauTeslb AOOJKEeH BcCeraa 3HaTb, YTO NPOUCXOAUT B KOMMNaAHUWU. Henb3s octaBaTtbCs
M30/IMpoOBaHHbLIM B CBOEM kabuHeTe. NocnoguH FpMH6ep|/1 He Obin B Kypce 6bICprIX nepemMeH, npoumcxogdawmx Ha
pblHKE, a ero aBTOpI/ITaprIIZ CTuUnb caenan ero TpyaHoaoCTynHbIM Ana o6LeHna ¢ Mnagwnmm MeHeaXxepamMmu.

CaM YonToH nopaepkvBarn KOHTaKT C PbIHKOM TeM, YTO OTMPaBMANICA Ha CBOEM MuKane K Morpy3oyvHbIM JoKam
Wal-Mart 1 Tpenancs c rpy3a4vkamu.

[xak Yeny npoBoaun MHOro BpemeHu B yvyebHoM uUeHTpe General Electric, obwadace ¢ nogpactatomm
MOKONEHNEM MEHE)KEPOB CBOEN MMMepun. Yeny nooLpsin AUCKYCCUK O nonoxeHun aen B GE B pexumMe "He
B3upasa Ha nuua"“.

Bolteck 6opokpaToB, OHM MOTYT CKpbIBaTb OT Bac Npaeay.
Mope npobnem

Bosspatumcsa k Marks & Spencer, rge 6bi10 HemMano Mroxux HOBOCTEN, O KOTOPbIX CTouno nogymats. Monopoe
noKoneHve GpuTaHLEeB peluuTernbHO YLUMO B MarasuHbl KOHKYPEHTOB, rAe npofasanvchb Apyrue 3amevaTterbHble
6paHab!. MNMokynaTtenu B Bo3dpacTte oT 30 Ao 50, koTopble 06bIYHO OeBanuCh Kak UX poauTenu, Tenepb CTPEMUNCH
04eTbeCs Kak ux aetun. U yxe 6bino enom AaBHO MUHYBLLMX AHEW, KOraa TUHIAMKEP N0 COBCTBEHHOMY XenaHuo
oTnpasuncs 6l B Marks & Spencer 3a ogexaon.

OpHol 13 NpuYuH Bbino ocdopmreHne MarasmHoB. OHU BbIrMSAENM NOXMENbEM YLeALWeN 3rnoxu, 0COGEHHO ecru
CpaBHMBaTb C IKa30BblM AM3aMHOM TaKWX KOHKYpeHToB, kak Gap u Next. MNMonoxeHue ewe ycyrybnsnocb
HECKOSbKMMUN HEBEPHBLIMU AU3aRHEPCKUMU pPELLEHUSIMU, MPUHSATEIMU B 1998, B pesynbTaTe KOTOpbIX Gonblune
nroLaam 6binv oTAaHbl MOA CEPYIO U YEpHYo oaexay.

,D,Be OLINOKM CTann OCHOBHbLIMMU npu4ynHamMmun ynagka. I'IepBaﬂ - KOCTHaA KyrnbTypa MblLUNEHNA "CBepxy BHM3", nog
NO3yHIrom "B rofioBHOM O(*)I/ICG ny4yuie 3HaKT", OCHOBaHHas Ha ObInbIX ycnexax. OT10T Noaxon pa60Tan TOJTbKO A0
Tex Nop, NoKa nokynartenun npuxoaunun B Marks & Spencer, a KOHKYpPEeHTbl nnenncb ganeko nolaaw. B uvacTtHocTH,
9TO BbIpaXarnocCb B cobnogeHumn CTapoMOAHbIX npaBun, COrnacHoO KOTOpbIM nepcoHan Tpatui CIUWKOM MHOro
BpeMEeHU Ha Takune putyarlbl, Kak npoBepKka COCTOAHUA CKnaga uin noacyeT HallMYHbIX, TONIbKO NOTOMY, YTO Tak
aenanu Bcerga.

[obaebTe cloga pykoBOoACTBO, MOYTU NOJIHOCTbK COCTOdALlEee U3 COOCTBEHHbIX BbIABWKEHLEB, U BCEro
HECKONbKUMMN Ha3HayYeHLuaMu U3BHE U Bbl NOMMeETE, no4yemy B Marks & Spencer HNU4yero He M3MEeHAIoCb, B
MeHALeMca Mmpe.

Ypok. XopoLuee ynpasneHue - 3T0 NpoLecc, HanpaeneHHbIn “"cH13y BBepX"

Mpobnembl Marks & Spencer - knaccuyeckue npobrieMbl ynpaBneH4Yeckon CUcTeMbI, paboTatoLlen "cBepxy BHU3".
OrpomMHoe Konn4yecTso NpoGrieM BbINIO NOPOXKAEHO BbICOKUM PYKOBOACTBOM KOMMAHUMA, OAEPXUMbIM "TEM, YTO OHU
XOTAT caenatb”. KakoBbl e A40NrocpoyHbie MnaHbl, MOMUMO MENOYHbIX HAMETOK TOro, Kakoh MeHemKepbl XOTAT
BMAOETb CBOK KOMMaHuo vyepes 5-10 net?

- MeHeﬂ)Kepbl, nnaHpywuwine cBepxy BHU3, MNblTalOTCA 3acTaBUTb cobbIThA npouncxoaunTb. MeHeLl)Kepbl,
nnaHupywuwine CH1U3y BBEpPX, NbiTakdTCA HaWTN TO, YTO MOXHO UCMOSL30BAaTh.

- MeHep,>+<epb|, pa60Ta+ou.|,|/1e CBepXy BHU3, NbITAOTCA BblXKaTb BCE N3 CYLLECTBYHOLLNX PbIHKOB. Pa6oTatowue CHU3y
BBEpPX ULLYT HOBble BO3MOXHOCTU.

- MeHep,>+<epb|, pa60Ta+ou.|,Me CcBepXxy BHU3, OPUEHTUPOBaHbI BHYTPb KOMMNaHUW. nx NPOTUBOMNOJIOXXHOCTU - BHE €e.



- MeHep,>+<epb|, pa60Ta+ou.|,Me CBepXxy BHU3, BepAT B LI,OJ'IFOCpO‘-IHbII;I ycnex Un KpaTKOCpO4Hble NOoTepu. Nx
NPOTUBOMNOJIOXKHOCTU - B KpaTKOCpO‘-IHbIVI ycnex us LI,OJ'IFOCpO‘-IHbII;I ycnex.

Mbl nogpobHO mMccrnepoBanu 3TOT BOMPOC B Halwewn kHure “MapkeTuHr cHudy BBepx" (McGraw-Hill, 1989).
Cnepywowme pasgenbl KpaTKO OCTaHaBNMBAKOTCA Ha KMHOYEBbIX MOMEHTaX npolecca ynpasneHus "CcHu3y Beepx’,
HM OaMH 13 KOTOPbIX He ncnonb3oBanca B Marks & Spencer.

HyxHo 6bITb Ha NepeaoBon

YUToObl NOHATL, YTO peanbHO nNponcxoauTt, BaM HYXHO NOKUHYTb Bally OalLUHIO 13 CIIOHOBOW KOCTU U CnyCcTUTbCA
BHM3 Ha nepenosyto, Tyaa, roe npoxoaut outea MapKeTUuHra. Tonbko He cnyTaﬁTe BbIXO4 Ha nepenoByk C
oTnpaBlieHneM Tyaa roHua. Bo MHOrmx komnaHusx 4acTto Mcnonb3yrT rOHLOB. loHUblI BblBAOT NUYHbIE -
HanpuMmep 3anpoc 0OT4eTOB OT CONNCMEHOB, a Takxe 06e3nuyHble - HanpmuMmep 3aka3 MapKeTUuHroBoro
ncenengoBaHuA.

B mMapkeTUMHroBoM uccrnefoBaHUMU HET HUYEro MAOXOro, TOMbKO HYXXHO MOMHWUTb, YTO MapKeTUHr 3TO urpa,
Beaywascsa B OyayweM. BONbLIMHCTBO e MapKeTUHrOBbIX WCCMEeAOBaHWM - 3TO OTYETbl O MPOLUMOM.
WccnepoBaHua roBopsit BaM O TOM, YTO MOTEHLUMArbHbIE KIMEHTHI Y)XXe cAenanu, HO He O TOM, YTO OHMU
cobupatotca pgenatb B Oyayuiem. (MapkeTtonoru Boobuie He 3HaT O TOM, YTO cobuparwTca genaTb
NoTeHLManbHble KIMEHTbLI, MOSTOMY HE CMyLLaiATe UX BONpocamu 06 3Tom).

HeT Takke Huyero nroxoro B TOM, YTO Bbl NOChbiaeTe koro-HMbyab Ha passegky. Ho HeT Humyero Gonee
HaZeXXHOro, YeM MHGOpPMaLMsa U3 NepBbiX pyK. CAULWIKOM MHOro MeHeKepoB 3aHUMAOTCA MapKETUHIOM B TULLX
cBoux kabuHeToB. Ho kak 3ameTun nucatens xoH Jle Kappe, "cton - oyeHb onacHoe MecTo Ans HabnogeHus 3a
MUpOM".

I'ae npoxoaut nepegoan?

JInHnA ppoHTa B MapKeTUHroOBOM BOMHE NPOXOAMUT He BCerda Tam, rae Bbl oXugaeTe.

OHa He B marasuHe, He B anteke n He odmce 3akasuduka. JInHma opoHTa nponerna B CO3HaHMM NOTEHUManbHbIX
KNueHToB. BbIVTK Ha nepeaoByto 3HAYUT NOCTaBUTL ce6S Ha MeCTO, C KOTOPOro BMAHO, O YEM OyMatOT 3aKasyuku
N NoTeHUManbHble KNMeHTbl. (UTOObI CTaTh XOpoLLUMM pbl6akoM, HY>KHO AyMaTb Kak pbiba).

B cdunbme "Bonbluon” Tom XaHKke urpaet B3pOCroro My>XdmHy ¢ pasymMoM 13-neTHero manbumka. EctectBeHHo,

rnasa KoMnaHun nNo NpPomn3BoACTBY UrpyLlek MrHOBEeHHO enaeT ero suue-npe3naeHToM.

JInHMA poHTa MoxXeT OblTb M y Bac AoMa - Korga Bbl HabnoJaeTe 3a TeMm, Kak Ball Cynpyr Unu cynpyra
NPUHUMAET peLleHne O NMOKynKe TOro Mnu MHoro Tosapa. CnpocuTe ero unu ee - nodemy npeanoyTeHue Gbino
OTAAHO MMEHHO 3TOoW 3yOHOI nacTe unu WwamnyHo. W He orpaHnymBaiiTe Bally BONPOCHI NULLb OfHOW KaTeropuei
NpoayKTOB. XOPOLIMA MapKeTosor JOMKEH YyBCTBOBAaTb XO4 G0OpbObl BO MHOrMX GUTBax, NMPOUCXOASALLMX Ha
pbIHKE.

Ecnm BbI He 6yp,eTe mdyvyaTtb passfitiHble OMTBbI Ha PbIHKE, Bbl PUCKYyETE noanatbCcA 386J'Iy)KLl,eHI/IlO, 4YTO BECb MUP
TOJIbKO 1 3aHUMaeTCd TeM, YTO oleHnBaeT 6p3HLI,bI B BalLen 06nacTn oeATenbHOCTY.

Bbicwne pykoBoguUTENN HacTo TepArT YYBCTBO pPbIHKa

Uem KpyrnHee KoMmnaHua, Tem bonbLue BEPOATHOCTb TOro, 4YTO €e pykoBoguUTEsb YyTpaThin CBA3b C NnHnENn (*)pOHTa.
OTO MOXeET cTaTb onpeagendawmm (*)aKTOpOM, He Nno3BoJiALWMM Kopnopauun nobutbea ycnexa. M3-3a Toro, 4to
Ha ynpaBleHune 6onbLlon opransau,welh Tpe6yeT09| MHOIro BpeMeHUn, pykoBoauUTenun Kopnopau,wh 4acTo
nenermpyrotT MapkeTuHroBeble (*)yHKLI,I/II/I.

Kak pgormkeH paboTtaTb reHepanbHbii aupektop? AHapto C. 'pos u3 Intel ckazan o6 aTom nydwe Bcero: "EcTb
TeHOEHUMA cpeau MeHeXepoB BbICLUEro W cpedHero awernoHa ObiTb CRAULWLKOM MOBEPXHOCTHBIMU U CTPOUTb
BO34yLLHble 3aMKW. TOT, YbW aAMWHUCTPATMBHbIE MOMHOMOYMSA PaBHbI HyMO, nerko copmynupyet Gnecrawme
rnobarnbHble cTpaTerMn. TonbKo B pe3ynbTaTe 3HAaKOMCTBA C AeTanamu (KayecTBO Mpucylliee pyKOBOAUTENSAM), C
PbIHKOM, C NfaHMPOBaHMEM BPEMEHN MOXET POAUTLCS XOpoLUas cTpaTerus.

"pOB pe3toMupyeT CBOW MOAXOA OAHUM NpearioxeHneM: "s nobnto naTv ot AeTanei kK 6onbwMM KapTuHaM'.
3TO 1 eCTb CYLLHOCTb MapKeTuUHra cHu3y Beepx. [po6rembl reHeparnbHbIX MPEKTOPOB

Ecnu Bbl - reHepaanbn?l OWPEKTOop, TO y BaC eCTb 6onblune npeunmvyuiecTtsa npu pa3pa60TKe cTpaTternn: Bbl
MOXeTe yTBepauTb nporpamMmmy, M OHa Ha4dYHET BbINOJIHATLCA. OpHako vyacto 6biBaeT Tak, 4To reHepaanbM
ANPEKTOop Hanbornee fganek oT NonoXeHusa gen Ha PbIHKE. (Beﬂ,b BaC Ha3Ha4yunu reHepanbHbIM ANPEKTOPOM He 3a
TO, 4YTO OCHaCTIIMBWUIIN KITMEHTOB, a 3a TO, YTO Bbl OCHaCTNMBUINK Npeablayulero reHepanbHOro guMpeKkTopa,
KOTOprI7I Obin ewe 6onee ganek ot PblHKa, 4eM Bbl CaMM).

OpHa u3 np06neM - 9TO KOJIN4eCTBO ypOBHeI7I ynpaslieHna CHU3Yy OO BEepXy. Uem aTux ypOBHeI7I 6onblie, Tem
ny4ywie Bbl N307IMPOBaHbl OT PbIHKA. ToncTbin cnown rnasypwu, praLIJaI-OLLI,MI;I BepXx MHOrmx Kopnopau,wlh BCe ganblie
oTaandaeTcAa OT NpecCHbIX peaﬂbHOCTeVl, nexauwunx y oCcHOoBaHUA nupora. ypOBHI/I ynpasneHua urparT posib
(*)I/IJ'II:TDOB NIIOXMX HOBOCTEWN, NMOCTaBMSAs HaBepX TOJIbKO XOpPOoLUYyH Mchopmau,wo. W ecnu gena HayvHalT natm
nroxo, reHepaanbM OWPEKTOP Koprnopauun y3HaeT 00 3TOM nocnegHuM.

YMeHbLUeHNe KonuyecTea ypOBHeI;I ynpasneHua - OAUH U3 cnocoboe Aans reHeparnbHOro AupekTopa
NCUXoJ1orn4eckn FIpI/I6J'II/l3I/ITbCFI K IMHUN PbIHOYHOIo (*)pOHTa. OpHo nccnepoBaHue, B KOTOpPOM Yy4acTtBoBanu 60
KOMMNaHWI1, Nokasaro, YTo B TEX KOMMAHUAX, rge nokasartenm obinm nyyule, Konn4ecTeso ypOBHeI;I ynpasrneHua He



NpeBbILLANo YETbIPEX; MEHEE YCMellHble MMeNnu B CpeaHEM BOCEMb YPOBHEW ynpaBreHus. Bonblioe KonMyecTso
YpOBHeN ynpaBneHusi B GONMbLUMX OpraHM3auusix Aenaer CroXHbIM A BbICLUEro PyKOBOAMTENS BbIXOA Ha
nepenoByto. MeHemkepbl 6onee HU3KOW MepapXun NpeBpaLlatoT BOMbLIMHCTBO BbIXOAOB PYKOBOAUTENS Ha nore
605 B LEepeMoHManbHbI "rpaHa-Typ". Bce TWaTenbHO BblYML@eTCs, 3BYYUT OPKECTP, M BCe BbIMMAAUT
3aMevaTtencHo. Bam npeanaratloT paccmaTpuBaTth Ball BM3WUT Kak METOZ YKPENnseHus mopanu, a He cbopa
nHcbopmaumun. B nyteBoguTene aToro Typa ckasaHo “lponeiite B OKOMbl HEMHOIO CONTHEYHOrO cBeTa".

OTcnexvBaHve TeHaeHUMIn

UTobbl 6bITb yBEPEHHbIM B TOM, 4YTO Balla CcTpaTernd HacTpoeHa Ha 6yp,yu.|,ee, Bbl OOMKHbI ObITb B Kypce
TEHOEHUMN, UMEIWNX MECTO Ha pblKke TOBapoB BaLlen KaTeropun. OpHako, ecnn M3MEHEHUSA CIIMLLKOM
cTpemMuTenbHble - CKOpee BCero OHM He 3aciyXXnsakdT BHUMaAHUA.

anCTyﬂaﬂ K OTCNEXMBaHWIO TEHAEHLUMIA, MOMHUTE, YTO OoMbluas YacTb TEHOAEHUMA cO30aeTcs TOSbKO Ans TOoro,
4TOObI nyywe npodaBaTb ra3eTbl U XypHanbl, a He C Ueslblo NOMOYb BaM C MapKeTUHroMm BalluuX NMPOAYKTOB.
MapKeTMHFOBbIe nogn npaesga 4Yalle CKIoHHbl 40BEepPATb MI/I(*)aM, 4YeM pearibHOCTW. "YpaBHeHMe FIOTpe6I/1TeJ'IbCKOFO
MapKeTuHra nocTtoAaAHHO n MHOF006pa3HO n3MeHseTcsa", - ckasan oauH rypy ynpasneHus. II|_|03T0My Heobxoanmo
KOPEeHHOE N3MEHEHNE OTHOLLEHUA: OT ynpaBlieHUaA O13HECOM K ynpasneHuo U3MeHeHusamun".

Xo4yeTca cnpocuThb - rae e Bce 3T uaMeHeHus? I'ae 6e3bymaxHoe obLiectBo, obLlecTBo 6e3 HanMyHbIX AeHer,
obuecTtBo 6e3 YekoB?

Uto cranocb ¢ TpeTbeit BomnHoW, MeratpeHgom, BTopoit uHaycTpuanbHoi pesontouueid, MHOpMaLMOHHO-
OpPWEHTUPOBaHHbLIM OOLWEecTBOM, rae Kaxabld paboTaeT goMa nepep KOMMbIOTEPHbBIM TEPMUHANOM UMM
TepMUHasioM BugeoTenedoHa?

KcTtatn roBopsi, roe cam BugeotenedoH?

Y Bac ecTb yxe cBoli BepToneT? M rge 310 YydecHoe YCTPOWMCTBO, KOTOPOe BOT-BOT AOJIKHO GbINo 3aMEeHUTb
MaLLWHY U CAenaTh CKOPOCTHbIE LLOCCe YCTapeBLIMMMN?

Bebl nonyvyaeTte exegHeBHO Bally 3NIEKTPOHHYO ra3eTy 4epes TefieB1U30p, Kak 3To obGeluanm TpuauaTtb neT Hasan?

[lencTBUTENLHOCTL KaXXeTCsl HUKOrA4a He NOoAxXBaTbiBaeT MI/I(*)I:I, a 6yp,yu.|,ee YaCTeHbKO nogXXumgaeT Hac npdamMmo 3a
coceiHM XOJIMOM.

Bbl He MoxeTe npenyragatb Jencreug NpPOTMBHUKA

FeHepanbl, KOTOpble CTPOAT CBOW BOEHHble MfiaHbl Ha "3HaHUAX" O BO3MOXHbIX DeNCcTBUAX conepHuka,
3aHnmMmaloTca “'npeackasbiBaHWEM COMepHUKA“, YTO ABNAETCH elle O4HUM crnocobom npeackasbliBaHUA 6yp,yu.|,ero.
O6bIyHO Takue reHepanbl NpourpbiBalOT CpaKeHus. reHepaﬂbI-ﬂOGGﬂ,MTeﬂM 00bI4HO CTPOAT CBOW MiiaHbl Tak,
4TObbLI OHU paGOTaJ‘M HECMOTpPA HX Ha Kakne MaHeBpbl Bpara. o710 CYLLHOCTb xopome|7| cTpaTternn.

Ecnu Bbl cTpemutechb npeayragaTe AEWCTBUA KOHKYpPEHTa - Bbl MOKyNaeTe NnoTepenHbin Gunet, LeHa KoToporo
paBHa Gyayllemy Ballen komnaHun. AsapTHble urpbl xopolun B Jlac-Berace, B ATnaHTuk-Cutu unm Ha Yonn-Ctpwur.
Ho B MapkeTuHre oT HWX ny4lle BO3AEPXKUBATHLCS.

Ponb nccnenosaHuin

BOoNbLIMHCTBO Ludp, HeobGXoaUMbIX ANs paspaboTkm apeKTUBHOIO NraHa MapKeTUHra, MOXHO HaWTW B MECTHOW
oubnuoTeke, B JokymeHTax npaeutensctea CLUA, nnu B Bawmx NOGUMbIX M3JaHUAX, NOCBSILLEHHLIX TOProBIe.
YUuras ux, Bbl UccriegyeTe TO, YTO NOAU peanbHo caenanu.

Ecnu Bbl nposogunTe nUccnenoBaHuAa C LUEnbio BbIACHUTb, YTO NMoau c06|/1pa+0Tc9| caenatb, y Bac 6yﬂ,yT Flp06J'IeMbI.
Jltogn yacto oTBevalT Ha BOMPOCHI TakK, Kak UM KaXXeTcd bonee npuemMmnemMmbimMm C 00LLEeCTBEHHOW TOYKM 3peHUA.
OcobeHHO 3TO OTHOCUTCA K (*)OKyCHbIM rpynnam, Ha Y4YaCTHUKOB KOTOPbIX 06bl4yHO CMOTPAT M3-3a CTeKos,
npo3paYHbiX C ofHoMn CTOPOHbI.

Bonpoc 3aKfiyaeTca B TOM, Kak HaWTWU OTBETHI, KOTOpble Nnoan TwaTtesibHO CKpbIBaAKOT. KTo ¢ rotoBHOCTbIO
NpuU3HaeT, 4YTO npeanodYuTaeT eny 6bICTp0FO NPUroToBIIEHNA ONEeTU4YEeCKOMy nuTaHuo? MHorue nu reHeparbHbie
ANpeKkTopa Npu3HakwTCA, YTO OHWM HeHaBuaAT nucatb NMUCbMa WUnn bonaTcA nepcoHarbHbIX KOMFIbPOTepOB? Kto
npmn3HaeTcd B TOM, YTO CITULWLKOM MHOIo roBoput no Teﬂe(*)OHy?

lNowuck Baluen noeun

OTtnuuntenbHasa ngesa - 310 TO, YTO Bbl ULLETE. J'Iquaﬂ mnoeqa - 3Ta Takad, Kotopad ObeT B criaboe MecTo Balunx
KOHKYPEHTOB B CO3HaHMN BallKX NOTEeHUMalbHbIX KINMTMEeHTOB.

Bbl MOXeTe XxoauTb Ha NepefoBylo B Nomckax HeobxoamMmMon uHgopmMaLum nNulb orpaHndeHHoe BpemMsi. PaHo nnu
no3gHo Bam MpuaeTcs BblOpaTbh OTAMYUTENBHYIO MAEKD U HA ee OCHOBe BbipaboTaTtb cTpaTternio. Ha camom gene,
Bbl MOXeTe cenaTb 3TO HECKOMbKO pa3: BblbepuTe OA4HY MAEK M NpoaymanTe ee [0 fIOrMYyeckoro 3aBepLUeHus;
3aTeM OTNOXUTE 3Ty MAel B CTOPOHY U NonpobyinTe To e camoe C ApYrown.

EcTb HekoTOpble NPUHLMMbI, O KOTOPbIX CrieAyeT NOMHUTD.

Bawwa nges He gorkHa 6blTb OPUEHTMPOBAHA Ha KOMMaHWUIO

OTO oaMH U3 NPUMEPOB MapKeTWHra CBEpXy BHM3 B €ro Xygwem nposBrieHun - Bolbop uaen B COOTBETCTBUM C
BHYTPEHHUMM NOTPEBHOCTAMM KopropaLmu.

Xerox Kynuna KoMnboTepHyo komnaHuto (Scientific Data Systems), NOCKOMbKY 3TO 0TBeYano ee cTparernyeckum

nnaHamMm - npeanoXmtb CBOUM KIMEeHTaM aBTOMaTM3MpOBaHHbIIﬁ O(*)I/IC. 9710 6blNa owwubka LeHON B Munnmapa
Aonnapos. KOMI'Ib}OTeprIX (*)I/lpM ObIIO K TOMY BPEMEHN yXe B n3o6mnunn, n KNueHTam ObIno 13 Yyero Bbl6|/lpaTb.



,D,eBFITb M3 OeCATU npeacrtaBidAeMbliX HOBbIX MPOAYKTOB MNpU3BaHbl 3anofiHUTbL nycTtywwee MeCcto B JIMHUK
NPOAYKTOB KOMNaHWK, a He NnyCTykwullee MeCTO Ha pPbIHKe. MoxeT ObITb Nno3TOMY OEeBATb U3 OECATU HOBbIX
NPOAYKTOB HE UMEIDT yCcnexa.

doKycMpoBaTLCS Ha UHTEpecax KOMMaHUU HENMPaBUNbHO. JTO MOXET NPUHECTU BaM OYKM BHYTPU OpraHusauum, Ho
NPUBECTU K KaTacTpode BHe ee.

Bawa nges pomkHa 6biTb HanpasJieHa NpoTuUB KOHKYPEHTOB

MHoro net Hasag asmakomnaHusa Delta pelwmna cgenaTb cneumanbHoe NpeanoxeHue - “TponHas muns" ans
4YneHoB (M HOBLIX YreHOB) knyba CBOMX YacTO feTalWwmnx naccaxupos. ITO BLIMMSAENO HENMoXon uaeen,
cnocobHon yeBennyutb 6usHec Delta. Naea AencTeutenbHO okasanack XOpoLUen, HO MOMUMO HOBOro BusHeca, oHa
npuvBnekna Takke MHTEpPeC TakMxX aBuMakomnaHum, kak American, United, Pan Am, TWA u Eastern. o cytn Bce
KOHKYpeHTbl Delta B3snu naeto Ha BOOPY>XEHWE U NPeanoxuny aHanoruyHble npemuanbHele ycnosus. HuUkTo ot
3TOro He BbiUrparn, Kpome Tex, KTO YacTo feTaer.

Korpa Burger King BbICTynuna ¢ kamnaHuen "“XapeHHoe Ha OrHe BMecCTO >xapeHHoro", McDonald's He ctana
BblGpacbiBaTb BCE XapeHHOe M3 CBOEro MeHIo - 3T0 060Lwnoch Gbl CAMLIKOM [0POro - OHW MpocTo gobasunu
KapeHHoe Ha orHe.

"TponHas mMuna" - aTO He cTpaTerus, HanpaBfeHHas NPOTUB KOHKYPEHTOB, MOCKOSbKY €e Nerko CKonMpoBaTb.
CKkopOoCTb BbICTyNaeT BaXHbIM (pakTOpoM. ECrnm KOHKYpeHT He MOXeT BbICTPO CKONMpOoBaThb Ballly UAEH, Y Bac eCTb
3anac BpeMeHu Ans Toro, 4Ytobbl cTaTb ee BragenbueM B CO3HaHWu noTpebutenen. BonbLUIMHCTBO
aBManaccaxupoB He 3HalT O TOM, YTO uages "TponHon Munu" npuHagnexut Delta. Y Delta 66110 mano BpemeHun
ONS YyCTaHOBIEHUS YCTONYMBOrO NOHATUA Nepen TeM, Kak BbICTYMUMN KOHKYPEHTHI.

">KapeHHoe Ha orHe BMECTO >XapeHHOro" - Xxopolas TakTuka, HanpasreHHas NPOTUB KOHKYPEHTOB, MOCKOMbKY
OHa He MOXeT BbITb ckonupoBaHa GbICTpo 1 6e3 GonbLuKMx 3aTpar.

Korga Michlen aTakoBana amepuKaHCKMA pbIHOK CBOUMU LIMHaAMW C paguanbHbiM KOPAOM, OHa 3acTaBuna
Goodyear u Firestone yntn B 3aliuty Ha MHorve roabl. Jaxe ecnu Obl 9TU ruraHTbl WWHHOM UHAYyCcTpun CLUA
3axoTenu Obl BMOXWTb AeHbIMN B NPOM3BOACTBO paguarnbHbIX WKWH, ywny 66l rogsl 4O Havana ux npou3soacTea.

EnnHcTBEHHasA cTpaTterund, KOTopyrw CTOUT paccMmaTtpuBaTb, 3TO LUar, BOH3aKOLWMA HOX B Ballero KOHKYp€EeHTa.
LWarwy, HanpaBlieHHble NPOCTO Ha TO, 4YTOObI MOTUBUPOBATb FIOTpe6I/ITeJ'IFI NnoKynaTb, TakKXxe MOTUBUPYIOT
KOHKYPEHTOB KOMMpoOBaTb. HeCMOTpﬂ Ha 370, GONbLINHCTBO MapKeTUHroBbIX nporpamMmm BKIO4YaeT KYNOHbI,
CKMOKW, akunn npoaBuXeHunda B MarasmHax n Tomy nogobHble MeponpuaTuAa. Te u3 Hux, KOTOpble He CpaGaTblBaPOT
- 3TO Ballu 3aTpaThbl. Te, KOTOpble CpaGaTblBaPOT, NMo3BONSAT BaM MOTELWNUTb CBOE camonobue - nx CKonupyroT
KOHKYPEHTbI.

Bbl He mMoxeTe BbiMrpaTb, Aenasi NpusTHoe nokynatento. 3abyabte 06 3ToM. EAMHCTBEHHOE, YTO MOXET €ro
nopaposathb - 3T0 becrnnatHas pasgava. C Apyrov CTOpPOHbI, CTpaTerns, OTOABUraloLLas OAHOMO MU HECKOMbKMX
BaLLMX KOHKYPEHTOB, ByaeT xopoluei Ans BaLlero 6usHeca.

TpyaHoe 6yaywee?

B npownom rogy Marks & Spencer npvBneknu HoBoe AeNCTBYOLLEE NULIO, YTOObI U3MeHUTL NonoxeHue aen. Ero
uvs - Jliok BaHgesenbae (oa, Bbl He owmbnuchb, oH He BpuTaHel, a 6enbruel) 1 oH xoveT npespatuTb Marks &
Spencer B KpynHy0 MeXayHapoaHY KOMMNaHU0 PO3HUYHOWN TOproenn. 'y Hero ectb CBOM NnaHsi.

B vHTepHeTe OH X04eT co3aaTh coobLLecTBO, 06 beaUHEHHOE BOKPYT NPOAYKLMM rpynnbl Nof ceHbto 6paHaa Marks
& Spencer: Kynu ogvH M3 Hawwux nuakakoB cadapu n Marks & Spencer npeanoxut tebe GpoHMpoBaHue
NpasaHUYHOW NOE3aKMU.

BHe ceTn oOH xo4veT pacwwmputb 6paHa B obnactb ¢huHaHCOBOro obcnyxmBaHue, npegnarasi CTpaxoBaHue
nyTelWwecTBEHHMKOB. aeT Takke peyb O NuUeH3upoBaHuM Hoy-xay Marks & Spencer B obnactu ynpaBneHus
LIenoYKom NOCTaBOK.

Ho rnmaeHoOe, OH MnaHupyeT cepbesHble MexayHapoAHble MPOEeKTbl, BbIXOAALLME NPOCTO 3a PaMKU ABYX3TaXHbIX
MarasvHOB B HECKONbKMX cTpaHax. BoT yto gymaeTt Economist ot 28 oktsabpsa 2000r. o Bcex aTux B6onbLUmMX
NpoXeKTax:

CyliectByeT puUCK TOro, Y4TO MnaHbl M&S ABMATCA OTPaXeHUeM paspyLleHHbIX ambuumin. HyxaaeTtca nu M&S B
MexayHapoaHon akcnaHcun? llocnegHne aBa roga NPUHECHU TOMbKO HEBEPOSITHYHD CyMaToXy, COKpalleHue
npubbinu, ckaHgansl B COBETE AMPEKTOPOB, MOTepto paboynmx MecCT U Cryxu O npogaxe KomnaHuwu. [ocnoguH
Concbepun, HasHayeHHbI BCero rof Hasaj, BHeC CBOW COBCTBEHHble M3MeEHeHWs, BKMoyvas Gonbliyto cBoboay
agMUHMCTPaLMM MarasvHOB B 3aKyrnkax, HOBOe O(pOpMIIeHMe MarasuHOB, MeHbllee akueHTupoBaHue 6paHaa St.
Michael, a Takke npeactaBrneHne HOBOM ofexdbl OT Au3aniHepoB. Bce aTn AeNCTBMA - MONbITKA M3MEHUTb
TeHaeHumo M&S "npoTtankmeaTk” Te NPOAYKTbI, KOTOPbIE MO €e MHEHUIO HYXHbl MoKynaTensm, BMecTo Toro,
4YTObbI PYKOBOACTBOBATLCHA TEM, UTO OHW MOKYNAIOT Ha camMoM Aere.

Cenyac M&S HyxHO BpeMs, YTODObI OnpeaenvTb, HacKOMbKO NpuBrieKaTenbHbl ee HOBble NOCTpoeHus. [MaBHas
3ajadva rpynnbl COCTOUT B NepecTpovike CBOEro MoTpenaHHoro paHyancuHra B cepaue Benvkobputanun. Jaxe
ecnu rocnoanH Banaesenbae Aymaet, 4to npobnembl M&S B BputaHum 6yayT pelleHsbl, cenyac He Bpems Ans
pasryna nokynok. MoxeT 6bITb 3aBeTHOM MeyTon BaHaesenbae v ABNAeTCA co3gaHne MUPOBON PO3HUYHOW CETH,
HO M&S - 3TO He TO TpaHCNOPTHOE CPEeACTBO, HA KOTOPOM eMy criegyeT ABuraTtbCs K ee peanusaumun. Economist
COBEpLLEHHO MNpas, ¥ BOT eLle OAWNH YPOK, KOTOpLI Heobxoanmo ycsouTb Marks & Spencer.



Ypok. Cnunwikom 60rbLUne n3MeHeHUst MOryT ObITb OnacHbl

Ecnu 6psHO uMeeT ONMHHYIO UCTOPUMIO U BEPHbIX MocregoBaTtenen, Gonblive U3MeHeHUs MOryT ObiTb O4YeHb
pvcKOBaHHbIMW. Jlydlleln aemoHcTpauuen atoro 6eina nonbitka Coca-Cola npogsuHyTb New Coke. MNpegaHHble
nobutenn Hanutka 6biNn ockopbneHbl, U1 NOHAgOBMNOCL BCEro HeckomnbKo Hedenb, 4To6bl Coke Classic
BepHynack, a New Coke ywwina B uctoputo.

BaHaeBenbae yxe passepHyn NepBylo peknamHyto kamnaHuio Marks & Spencer. Pa3vepbl ogexabl NpyBOAsTCS B
COOTBETCTBUE C COBpPEMEHHbIMU dhopmamu Tena. PaspabaTbiBaeTcs HOBbIV OBMUK MarasvHOB, a MX NiaHMpPOBKa
cTaHoBuTCA H6onee nokasaTenbHOW U NOAYEPKMBAET "CTUIMb XKU3HM".

OpHako cMeHa uMuaxa TpyoHa M onacHa. OgHum nokynaTtendAmMm OHa HpaBWUTCA, Apyrme npuxogAat B
3ameluaTtenscTeo. Ho ogHaxabl noTepsAHHoOe aosepue OblBaeT o4eHb TPYAHO BOCCTAHOBUTb. OtkasbiBasicb OT TOrO,
yem Bbl 6binKn, Bbl puckyete ctatb HUYEM. BHocsa cnmwkom 6onbline naMeHeHus, Bbl Kak Obl roBopmute CBOUM
npeaaHHbIM KrnneHtam, 4TO OHU aenann NOoKynku B He OYeHb XopolleM MarasvHe. Jltogn HauuHaoT YyBCTBOBaTb
cebs npeaaHHbIMU U OTHY>KAEHHbIMW. Pe3yl'leaT - OHN yXOOAT B gpyrue marasvHbl.

Marks & Spencer npogorpkaeT ocTaBaTbCs KpynHenwen B BenukobputaHum koMmnaHwen no po3HUYHOW TOproene
OfeXOoW, HO ee Oonsa pbiHKa cokpatunacb ¢ 16 npoueHToB B 1997-m rogy 0o meHee 14-Tm npoueHToB. PaHee
XBaCTaBLUAACA TEM, YTO MOXET yAOBMNETBOPWUTL CMPOC BCEX kKaTeropum nokynatenew, Marks & Spencer cenyac
3asBMseT 0 TBEpAON OpUEHTALUM Ha CPeaHUA Knacc. ATOT pbIHOK, OAHAKOo, BornblUe He sBNsSeTcs ogHOpoaHbIM. OH
CErMeHTMpOBaH, NPUYEM KMUEHTbI M3 cpeaHero krnacca TpebylT OCHOBHblE Mo3uunv dyTOONKKM, Hanpumep, Ans
BCero, HaumHasa ¢ paboTbl B cagy U KoH4Yast BedepuHkamu. Heobxogmmo obecneunts NpoaykTaMmu BCe CErMeHThbl,
npuyem no nyywmMm LeHam u 6e3 notepu kadectsa. Ho BO3MOXHO nu 3TO caenatb, MMes NUWb oauH 6paHg,
NpOTUBOCTOALWMIA rpynne 6paHO0B PO3HUYHOW Toproenu? (BCnomHMM, YTO Kaxabl pa3BUBAKOLLUACS CErMeHT
pbiHKa MMeEeT CBOEro nuaepa).

3pecb HeT nerkux oTBeToB. YacTe GusHeca Marks & Spencer ywna K gpyrM PO3HUYHbIM TOProBUaM U He
BEpHeTCsl 4O TeX Mop, rnoka He CMOTKHETCS KTO-HUOyab M3 HuX. Ceilyac el NpoOTUBOCTOSAT Takue MOLLHble
KOHKYpeHTbI, kak Next, Gap v Top Shop, a Takke Tesco Ha pblHke NMPOAYKTOB MUTaHWsA. M HU OAUH U3 HUX He
NPOSABMSIET MPU3HAKOB HepewnTernbHOCTU. KomnaHus UchbiTbiBaeT MpoGreMbl C Ype3MepHoi 3KcnaHcuen u
GOMbLUMM KONMYECTBOM ManonpubbinbHbIX MarasuHoB. Cerogs Marks & Spencer umeeT AemMoparim3oBaHHbIX
COTPYAHUKOB, NOTEPSIBLUNX UITMO3UN KITMEHTOB, U TEPSIET BEPHbIX NOKMOHHMKOB BpaHaa.

A pymato, 4TOo KOMNaHUI OXuaaeT Henerkoe Byaylee.
maga 12. OnacHocTb HaaBuraeTcs. BpaHabl ¢ HepaspeLLeHHbIMM Npobriemamu

XoTa noka elle paHo roBoputb 0 Gonblunx npobnemax, HO Hag MHOTUMUW aMepuKaHCKMMKM GpaHoamMu HaBucra
onacHocTb. N um HeobX0AMMO NPUHATL TPyAHbIE peLleHus, YToObl BIMOCTUTL cebe nyTb B Byayliee 6e3 npobnem.
[na Bcex HMX cnpaBeAnUBO OOHO - HYXHO pa3obpaTbCd B TOM, Kakue KOHKpeTHo npobnembl TpebyioT
paspelueHns. HegocTaTok NOHUMaHKS 4acTo SBMSETCA NPUYMHON BOMnbLUMHCTBA cTpaTermvecknx npobnem. Cekper
COCTOUT He TOSMbKO B YETKOM MOHWMaHUM TOro, YTO YrpoxaeT AONrocpoyHOMy ycnexy 6paHaa. [lo cerogHsALWHero
aHa komnaHus General Motors kaxeTcs He oco3Hana, YTo BbIMycKasi NOXOXune aBTOMOOMNN U CX0O4HbIM 06pa3om
yCTaHaBnuBas LeHbl Ha HUX, OHa HaHecrna cepbe3Hbin yiiepb natu ceonm 6paHgam. [lo cerogHsawHero aHa Miller
Beer noxoxe ocTtaeTcsa B HEBEAEHUWN TOro, YTO NpuymMHa ee nNpobnem 3akn4vaeTcs B paclumMpenun nuHum. U s
TOYHO 3Hato, YTO AT&T Tak M He MoHsANa HACKONbKO AN Hee BaXXHO OEMOHCTPUPOBATbL CBOE TEXHOSOrM4eckoe
npeumyLLecTBO Nepes KOHKYpeHTaMun Tuna "a Toxe".

BpaHﬂbI, OnUCcaHHble HMWXe, TaKXe CTalrkmBaroTCA C np06neM0|71 npaBUIibHOro NOHMMaHUA TOro, YTO CTOUT Ha NyTU
K X 0OJTTOCPO4YHOMY yCnexy.

Kellogg: nnoxor npumep pogosoro 6paHaa

He 6ypeT npeyBenuueHnem HaseaTb xnonbs Corn Flakes ogHuM 13 nepBbIX NPOAYKTOB 300POBOrO MUTAHMS Ha
amepukaHckoM pbiHke. B 1898 rogy 6patbsa Kellogg paspabotanu npov3BoaCTBO 3MaKOBbIX XMOMNbEB MPOMYyCTUB
nog)kapeHHoe 3epHo Yepe3 MeTtannuyeckue Banuku. Peuent Corn Flakes He uameHunca ¢ tex nop kak Y. K.
Kennorr nepesen 3TOT NPOAYKT U3 KaTeropum 3gOpoBOM NULLKM C PSAOBON TOProBOW MapKOW B KaTeropuio
MacCcOBOro NpoAyKTa ANsi 3aBTPaKoB.

Corn Flakes octaBanvcb nuaepom npoAax cpeau 3nakoBbiX NPOAYKTOB HA aMepUKaHCKOM pbIHKE B TeYEHMe BCen
nepBOM NOMNOBUHLI NPOLUSIOro Beka. HaunHas ¢ cepeauHbl 60-x 1 no3gHee Kellogg coxpaHsina kak MuHumym 40%
NPOLEHTOB pbIHKa, Nockonbky Kk Corn Fkakes npucoeamHunuch Takue npoaykThel kak Frosted Flakes, Rice Krispies,
Raisin Bran, Froot Loops, Special K, n HekoTopble MeHee nonynspHble 6paHabl. Ho nocteneHHo Kellogg
yTpayusana nuanpyoLume nosunumu.

BonbLue He KOpOJib

B koHue 90-x rogos Kellogg ycTynuna KOpoHy nuaepcTBa Ha 3MakoBOM pblHKE CBOeMY KOHKypeHTy General Mills.
O6bem npogax cTan yMeHblUaTbCs, @ CaMbiMU MONYNsApHbIMU B AMepuke xronbamu ctanu Cheerios. B wTab-
kBaptupe Kellogg B Battn Kpuk, Muduran, 3aBonHoBanuck. NosiBunack nHgopmaums, KOTopyto 06bIMHO MOXHO
ycnbllWaTtb OT nNpecc-criy6bbl KoMnaHuW, CToNKHyBLenca ¢ npobnemamu: Kellogg o6bsaBuna o pecTpyktypusaumm m
nnaHupyemblX PEVHBECTULUAX B OCHOBHOW NMpoAykT, a Takke o nokynke Keebler Foods Company 3a 4,2
MunnInapaa Aonnapos.



Mpobnema 3geck Gbina ceasaHa ¢ Yonn Ctput (noapobHen o6 aToMm - B rnase 15), HO MHe kaxeTcs, 4YTo Kapnoc
lyTbeppes, Npe3naeHT KOMMNaHuK, NoKa eLle He BUAMT Npu4MH NpobneM, ¢ koTopbiMu cTankuaeTcs Kellogg.

Mpobnema pogoBOro MMeHU

Kellogg ctonkHynack ¢ "npobnemown Miller Lite", HO B ele Bonblien ctenenHu: Takne 6paHabl kak Corn Flakes,
Raisin Bran n Rice Krispies ctanu HapuuatenbHbIMU MOHATUAMMU. YPOK, KOTOPbIA HE YCBOWMO PYKOBOACTBO
KOMMaHWW, 3aKkrnoyaeTcss B TOM, YTO POOOBble MMeHa GpP3HAOB HUKOrga He ObIBalOT CTOMb XEe XOPOLUMMM, Kak
pearnbHble, NpuayMaHHble umeHa. OcHOBHOM KOHKYpeHT Kellogg nmeeT B cBoeM pacnopsikeHun pearbHble MMeHa
6paHaoB. 310 Cheerios n Wheaties. Hanbonee ycnewHsii 6paHa Kellogg Takke nmeeT peanbHoe umsa: Frosted
Flakes (ectb ewe n Tony the Tiger). B kakon-to mepe Kellogg Bce xe oco3HaeT npobnemy, NOCKOMNbLKy nof
HasBaHveM Corn Flakes noasunuce cnosa "OpuruHanble n nydwme". Hennoxoe Hayano, HO MOYEMY OHU
"nyywine”?

Yero 3gecb He xBaTaeT, Tak 9TO nporpammbl, KoTopasi Obl 06bsiCHUNA NOTeHUManbHbLIM MOKynaTensm, noyemy
Kellogg ny4ile Bcex ocTanbHbIX KOMMNaHWIA, NPOAAOLLUX TaKMe Xe 3MakoBble XIOoMbs, YacTo No Gornee HU3KUM
ueHam. JlosyHr "Jlydlee ana Bac kaxgoe yTpo" siBHO TpebyeT o6bsACHeHWs, YeM umeHHo. B oTcyTcTBme atoro
06bscHeHust Cheerios unu 6onee gelleBble BEPCUMM po4OBOro npoaykta 6yayT BeiMrpbiBaTb OMTBY 3a pbiHOK. Hag
aton npobnemon B KOxHon Amepuke pabotan oavH u3 mapketororos Kellogg. 3acunbe psaaoBbiX TOProBbiX Mapok,
MCMONb3YOLWUX POAOBYID CeMaHTuKy, bbino Tam ans Kellogg cepbesHon npobrnemMon us-3a HU3KUX AOXOA0B
HaceneHusi. PaboTasi ¢ 9TUM MapKeTOnorom, s MOHAM, YTO OH cobrpaeTca NpeanpUHATL pearbHble Wwarn Ang Toro,
4yTO6bI AUddepeHumpoBaTtb 6paHa Kellogg.

HacTtoswwme 3nakv npotuB 06paboTaHHbIX

OTOT YenoBek caenan BUAeO-Npe3eHTaL Mo, CnocobHyo npeBpaTutb UMs Kellogg 13 NoYTu HUYEro He 3Havallero
B HEUTO CyLLEeCTBEHHOe. JTO Oblna ofHa M3 NyyLLnX cTpaTernyeckmx npeseHTaLmn, KoTopyto s koraa-nubo sugen.
OHa HasblBanacb "Hactosiwume 3naku" u Bknoyana B cebs crnegywolme ctpatermyeckme MoMeHTbl. [ogobHo
aHanusy Burger King, oHa nokasbiBaeT, kak MOCTPOUTb MPOCTYHO, HO MOLLHYHO NO3TanHylo cTpaTernio, kotopasi He
dopcupyeT cobbiTUs, HO NpeanaraeT peLleHns:

HacTtosawme 3naku

- Kellogg kak 6paHa 3HAUUT HEMHOTO GorbLUe, YeM NPOU3BOAMTESb 3MakoBbix 6mod. MHorve gaxe He 3HaloT, YTO
Kellogg npoussoauT xrnones Frosted Flakes.

- Kellogg npuaymana nonesHsle cyxue xnornbs B 1906 roay; paspaboTtaHHbiii Kellogg npousBoacTBEHHbIN npoLiece,
B KOTOPOM MCMOSb3YeTCsi caMmas cepaLeBuHa 3epHa U 4o6aBNaTCs BUTAMUHBI.

- Kellogg Bcerga obina nmaepomM 1 nepsbiM npounssoguTeniemMm npeBoCXO4HbIX NPOAYKTOB U3 3€pHa. Ycnex atux
NPOAYKTOB NpuBes K NOABIEHND MHOXXeCTBa BbDKaTbIX, KONMUPYHLWKX NPOAYKTOB, bonee agelweBbIX, HO MeHee
nuTaTernbHbIX U MeHee 0boraLLeHHbIX BUTaAMUHAMM.

- MHorue un3 atux NpoAYKTOB agpecoBbiBalIMCb OETAM. OCHOBHbIMW UX aprymeHtamm Oblnn BKYC, 3abaBHOCTbL 1
npoasmKeHmne Ha pbIHOK. PbiHOK cTan nonem 6051 KOMUKCOB.

- Kellogg Takxe ctana ucnonb3oBaTbh KOMUKChI U BblXkaTble NpoaykThl. OHa NoBbICUIa LieHbl U noaBepranach
KpUTUKe 3a Ype3MepHoe UCMoNb30BaHNe caxapa, UCKYCCTBEHHbIX KpacuTernel u apoMaTtusatopos. PsgoBele
TOProBble MapKu cTanu 3axeaTbiBaTb pbiHOK. [lons Kellogg cokpaTunack Ha 20-Tu 13 28-MU1 pbIHKOB MO BCEMY
Mupy. BpaHa noTepsin NpeBocxoacTeo.

- EpauHcTBeHHOW cTpatervein, ocTtaBaBweincs Yy Kellogg 6bino penos3nuMoHMPOBaTbL KOHKYPEHTOB Kak

npoussoauTenen o6paboTaHHbIX XNONbEB, KOTOPbIE U3MENbYAIOT 3epHO, a 3aTeM (POPMYIOT XI10MNbs NPU MOMOLLIM
pacnbinutens. HyxHo 6b1n0 aMynupoBaTth noaxoa MsicHoro 6paHaa Boar's Head, ycnelwHo ncnonb3oBasLUero
aHanorn4Hoe NpoTUBOMNOCTaBNEHME HACcTosLWen 1 obpaboTaHHON, n3MenbyYeHHOM nHaerikun. (B To Bpemsa kak pas
nokasbiBanu peknamHbin ponvk Boar's Head).

- YHukanbHbIn MenbHU4YHbIN Nnpouecc Kellogg goporon. OH ncnonb3yeT LenbHoe 3epHO 1 3aHMMaeT 8 4acos,
NpoTuB 8 MUHYT Y KOHKYypeHTOB. B xnonebs Kellogg nobasnseTcs 6onblie BUTaMUHOB, YeM B Bornee fAellesble,
BbbXaTble NpoaykTbl. Corn Flakes cdunpmel Kellogg - 3To HacToALwmIA 3MakoBbIv NPOAyYKT. Bce ocTanbHble 3rakoBble
npoaykTbl (Bkmoyasa Cheerios) senatoTca obpaboTtaHHbiMUK. 3nakoBblie npoaykTel Kellogg, nogsepratouiuecs
obpaboTke (Takue kak Froot Loops) HaHocAT yLiep6 umeHn Kellogg. O6 aToM HagO NOMHUT.

OTa cTpaterusi, B cryvyae ee OCyLLeCTBMNEHUs], pacCcKaxeT NOTPebuTensmM apamaTuyeckyto 1 MariousBeCTHYH
NCTOPUIO, OGBSICHSIIOLLYIO, NodeMy xronbs Kellogg AencTBATENBHO SIBRSIKOTCS MydllMM 3aBTpakoM. Yto B Byayiem?

OTa Bugeo-npeseHTaumsa bbina caenaHa B 1996-m rogy. M xoTa oHa 4YacTuyHO Obina peanunsoBaHa C HEKOTOPbIM
ycnexom Ha pblHkax KOxHon Amepukun, pykooactso B CLUA Tak Hukorga ee v He ogobpurno. OHo BbiGpano apyromn
MyTb - HANpPaBWTb BCE YCUNUA U AEeHbIM Ha NPOABMXKEHME OTAENbHbIX OPIHAO0B, BMECTO TOro YToObl BKaabiBaTh B
cam 6paHg Kellogg. OT10 roBopuT MHe TOMbLKO O TOM, YTO pykoBoautenu Kellogg He BMAAT unu He NOHMMAaKOT
rny6uHy npobnembl poAoBOro UMeHn 6paHaa, KoTopas MeaieHHO NoeadaeT X AOMH0 Ha PbIHKE.

Kpome ToOro, cywectyet npobnema maneHbkmx anbgoB Keebler. YTto Beiclwee pykoBoactso Kellogg cobupaetcs
genatb Cc 3aTum npuobpeteHvem? BygeT nbiTatbca “"ynyywuTb Tam nonoxexve pen'? OTHUMET nu 3Ta
AeAaTenbHOCTb 6ONbLUYO YacTb KOpnopaTMBHOW 3Heprumn u pecypcos? Delany Report, HoBocTHOW GlonneTeHb



peknamHon nHayctpum ot 20 Hoabps 2000r. Tak Bbickasanca o HoBom npesugeHTe Kellogg, rocnoguHe
lNyTbeppese:

Kapnoc Beipoc B cpege Kellogg. OH He UMeeT onbiTa BHe KOMNaHWM U He 3HAET, Kak MOXHO ynpaBnsaTb Mo-
apyromy. OH Bce penaeT Tak, kak 310 nonaraetcst B Kellogg, koTopas no npupofe csoell mMeToauyHa u
kOHcepBaTMBHa. Ell Takke CBOWCTBEHHO B GonblUei Mepe MCNonb3oBaTb TaKTUYECKWI, YeM CTpaTervyeckumii
rnoaxoa.

Ckopee Bcero fena y BToporo no senuumHe B CLLA npovsBoauTteneii 3nakoBbix NPOAyKTOB ByayT yXyaLaTses.
Volvo: e3fa B HEBEPHOM HanpasreHuu

Volvo BbllNa Ha amepuKaHCKUM pblHOK B 1956-M rogdy v Gbina npuHsATa O0BOJSIbHO XonogHo. CBOUM Au3aiiHoM
MalLuHa npobyxaana BocnoMuHaHust 06 yxacax 1940-x rogoe. OgHako Volvo cymena npeogoneTb 3Ty cuTyauuto,
MOCTPOMB CTpaTermio NosvLMOHUPOBAaHWS BOKPYr [ONTOBEYHOCTM MalluuHbl. KoHuenuus - maluuHa, co3paHHast
[OCTaTOYHO BbIHOCIMBOW ANS1 CYpPOBOM NMOroAbl U AOPOXKHbIX YCroBuin CkaHaMHaBuMm.

BblHOCNMBOCTb, 3anoXxeHHas WHxeHepamu B Volvo o3Hadana, 4To 3a cdeT 6Gonee ANUTENbHOrO Cpoka
3KCMnyaTauum no CpaBHEHWMIO CO CTUMbHLIMU aMepUKaHCKMMKU aBTOMOBUNAMU, 3TU MaluHbl Oblnn Aellesne Ha
6onbwnx npoberax. (OgHa m3 nepBbix moaenen, PIZZS 1965-ro roga, morna nporTtu 400 ThiCAY MUnb).
MocTteneHHo B CLUA Hayanu nosBnsiTeCa npusepXeHLbl Volvo.

OT BbIHOCNMBOCTU K 6e3onacHoCcT!

KoHuenums BbIHOCNIMBOCTM 3BOSOLMOHMPOBANa B MPOCTOE, HO BMOSIHE AOCTOBEPHOE 3asiBfieHME O TOM, 4YTO
MaLwuHbl Volvo 6onee 6e3onacHbl. TO NOATBEPXKAANOCh TeM hakToM, 4To mogenu Volvo 144 n pockowwHas Volvo
164 oTtBeyvanu BceM TpeboBaHuaM 6e30NacHOCTN aMepUKaHCKMX CTaHgapToB B 70-ble rodbl, ele 40 Toro, Kak 3Tu
TpeboBaHua Gbinn onybnmkoBaHsl. ABTOMOGMM VOIVO nmenu peMHn Ha nepegHux CUAEHUSX, NPUBOA Ha YeTbipe
Koneca, AMCKOBble TOPMO3a, CKMaAblBaloLLYOCH PYNEBY KOMOHKY M 3HEPro-nornoLlarLyo nepeaHow 4acTb
KysoBa. B 1976 rogy HauvoHanbHaa agMuHUCTpauust no 6e30nacHOCTM Ha CKOPOCTHbIX AOporax Mcnonb3oBana
Volvo 240 kak obpasel, 6esonacHocTu ans CLUA.

B 1982-m rogy Volvo npeacrtasuna mogens 760, nepsyto B cBoen 700-1 cepun, KOTOPOW NPEeACcTOAno cTaTb
nobumbiM cemenHbIM aBTomMoOuMnem "tonnn" B 80-ble rogpl. B 1985-m Volvo ctana nugepom npogax B CLUA cpegm
nMmnopTepos 13 EBponbl.

Owwnbka c Bear Foot

Bce wno rmagko go 1990-ro roga, Korga nosiBUMCA nevanbHO 3HAMEHUTbIN PONUK, B KOTOPOM OrPOMHbIN
NATUTOHHBIA TPY30BUK Nod Ha3BaHveM Bear Foot npoesxan no kpbiwe Volvo, He NpuyuHAs el BUOUMbIX
noepexgeHun. XoTs AaHHbIA PONIMK U OCHOBbLIBANCA Ha peanbHOM dakTe, AN CbEMOK Kpbiwa Obina
OOMOMHUTENLHO YKpenneHa AepeBAHHON U CTarbHOW pamamMu, YTO Aano noBOA4 MUHUCTEPCTBY HOCTUMLMM WITaTa
Texac 06BuHUTE VOIVO B ncnonb3oBaHum BBoOAALLEN B 3abnyxaeHne peknambl.

MocnepoBasLuas nonemMuka ctouna obporo UMeHN Hblo-MopkckoMy areHTcTBy Scali, McCabe, 3apabotaHHOMyY 3a
ponrve 23 roga paboTbl, U1 KOHEYHO He [06aBMnO goBepus aBToMOGWUNO, NpoAakrllemMycs nog fo3yHrom
"MalumHa, KOTOpON Bbl MOXETE A0BEPATL".

E3guTe 6e3onacHo

HoBoe areHTCTBO Npeanoxuno bnectawui cnoraH: "e3gute 6e30nacHo”, YCUNEHHbIN peknaMHbiMyn 06bABREHNSMN
0 hapax AHEBHOro cBeTa U GOKOBLIX BO3AYLLUHbIX NoayLikax. Volvo obbsacHWna, YTo cronaH Bblpoc U3 peanvsaumu
nagen " Volvo - ato 6e3onacHocTb”. Ho BMecTo TOro, 4tobbl nNpogorkatb passBuBaTb 3Ty cTpaTterno, Volvo
HeOoXuaaHHO nepeknoymnacb Ha ctpaTeruio "Bce ans scex'. OHM NpOUrHOpPMPOBanNM ypokK, rnacawmn, 4to "B
MUPE KOHKYPEHLIMM rMaBHOE - 3TO hoKyCcMpoBKa".

B 1991 roay Volvo npeacraBuna cnopTuBHbIn ceaaH 850 GTL, KOTOpbIM OHa xoTena obpaTUTLCA Kak K BOOUTENAM
Kak momnogoro, Tak u 6onee crapliero nokoneHus 6e3 geten. Volvo npogsurana aty Mofernb Kak MalluHy,
KOTOPYH WMHTEPECHO BOAMWTb, HO CTOSIKHyNacb C MpoGnemMon npeofoneHuss cBoen COBCTBEHHOW TLiaTenbHO
cosgasaemoni penytaumm. B ob63ope New York Times rosopunocb, 4to VoIlvO BMAMMO HenpaBuibHO OLeHuna
cuTyaumo: "Volvo ynakoBana cBoe HoBoOe 0oMblLUOe OOCTUXEHUE B Te e KBaapaTHble popMbl Ky30BHOW BpOHW,
KoTopble Bbinn XapakTepHbl 4Nsi LUBEACKOro NPOM3BOANUTENSA HA NPOTSXEHUM nocregHux 25 net'.

KoHeL, yrnoBaToMy BHeLLHEMY BUaY?

3TOT raseTHbIn 0630p, a Takke OTCYTCTBUE ycnexa y 850-i Mmodenu, BO3MOXHO, npueenu Volvo K MbICIn O TOM,
YTO OCHOBHOW MPUYMHON Mroxux npodax 850-i OblNMM TpaAWLMOHHbIE TaHKooGpasHble hopMbl. Bo3moxHO,
HECKOSbKO CMOB ObINIO CKaszaHO [Aus3aliHepaMm, KOTopble Hayanu gymaTb O MNpUiM3aHHOM BHELWHEM BuUAe,
CBMOETENbCTBYOLLMM BOosbLIe O CKOPOCTHLIX KAYeCcTBax, YeM O Ge30NacHOCTM.

B Volvo He noHanu, 4To cTunb, HasBaHHbIi New York Times "Ky3oBHoW 6poHei” 6blfl OAHUM U3 OCHOBHbIX
dakTopoB BocnpuaTna Volvo kak 6esonacHoro asTomobuns. MogobHo Tomy, Kak aspoaMHaMuYHbIN An3avH Ferrari
yCunmBaeT BOCNPUATME STOW MaLLMHbI KaK CKOPOCTHOW (Oaxe Ha CTOsIHKE OHa BbIFMSAUT OnacHo), TaHKOO6pasHbIn
0bpas Volvo ybexxgan ntoger B 6e3onacHOCTY 3TOro aBTomMoouns.

M xoTa oTxoad OT yrmoBaToro Buaa SIBHO MoknagbiBan MUHY nof YHWKanbHOCTb VoIvo, koMnaHus npofoskana
JelnicTBoBaTh B TOM e Ayxe. [Nossunca aBToMobuUrb ¢ OTKMAbIBAOLLENCS KpbILen, YTO camo no cebe He OYeHb
6e3onacHo, a Takke CTUIbHbIE Kyne, HUYEM He HanoMUHaoLWne TaHKW.



OpvH u3 pykoeoauTeneit Volvo o6bsicHMN HeoBX0AUMOCTb U3MEHEHUIA TEM, YTO "CIULLKOM MHOrMe AyMatoT, YTo
Volvo criegyeT nokynaTh TOMbKO XeHaTbIM MioasaM, UMetoLmuM ABYX AeTeit B Bo3pacTe Jo 12 net”. [la, MOXeT BblTb
OH 1 ObIN NpaB, HO ECNU MPUHATbL BO BHUMaHWE, YTO Kaxable 8 cekyHa B LUTaTax poxpaeTtca peGeHok, aToT
PbIHOK MCCAKHET He TaK CKOpo.

Ecnun Volvo 6yaet npogomkatb exaTb No gopore "Bce Ans Bcex', ee xaeT HeMuHyemas katactpoda.
Kodak: 6opbba B MeHstoLLEMCA MUpe

MopobHo AT&T, General Motors n IBM, komnanua Kodak - 3TO MKOHa MPOMBILLNIEHHOCTUW, KOTOpas CerogHs
cTankmBaeTca ¢ npobnemMmamu KOHKypeHLMM U HOBbIX TexHonoruin. bnarogaps gonron ncropum cBoero ycnexa
Kodak okpyxuna csoe ums 1 norotun HeobblbanHowm cnasoi. B npuHuune oHa morna no3sonutb cebe aenatb YTO
yrogHo.

maBHas 1 YyacTo gonyckaemMasi ownbKa KpYnHbIX YCNELHbIX KOMMaHWUM COCTOUT B TOM, YTO OHM OTHOCSITCS K cebe
M K CBOEW penyTauum no Apyromy, yem ocTtanbHowh mup. KoprnopaTuBHasi Touka 3peHuss 3aknio4vaeTcs B
cnepytolleM: "Bce UTO HaMm HyXHO cAenaTh - 3TO MOCTaBUTb Ha NPOAYKT Halle BCEM M3BECTHOE UMS, Y BECb MUP
ByaeT ero nokynaTb".

Het, He 6yaeT. OcobeHHO, ecnu Bbl AENCTBYETE Ha YyXOn Tepputopun. A Kpome Toro, Mup ndUT MMeTb
anbTepHaTuBy. [10aTOMY, €CNK Bbl OAHW B MUPE - CUAUTE U HAacNax4anTecb Kak MOXHO AOMbluUe, NOCKONbKY Kak
TONMbKO NOSIBUTCS NpUBNEKaTeNbHasa anbTepHaTuBa, Bbl NOTEpsieTe YacTb 6usHeca. Kak Hayanock npocTtoe
nony4veHve cpoTtorpacpuii

B 1870-ble roab! [hkopmk MicTMaH, Monomon 6aHkoBckuMin knepk n3 Poyectepa, wrat Hito-Mopk, sanHTepecosarncs
doTorpacumen. Ho coTorpacdmyeckoe obopygoBaHMe TOro BpPEMEHM, UCMNoNb3oBaBllee (OTO-NNACTUHbI,
nposiBnsgemMble MOKPbIM CNOCO60M, ObINIo FPOMO3AKUM 1 HEYKITHOXUM, MOSTOMY Moan He Mornu 6patb doToannapat
c cobon B nytewecTtsne. dotorpadbl nNyTewecTsoBanu ¢ Lenon nabopatopuen, Tonbko HebOMbLUYD YacTb
KoTopon cocTtaBnsan ¢potoannapaT. locne ynopHon paboTbl McTmMaHy yganocb co3faTb Cyxuve MNnacTuHbl U
MOKPbITYO XXenaTMHOM BymakHyro "MneHKy", NCMONb30BaBLUYIOCS C 3anaTeHTOBaHHbIM UM AepXaTerieM KaTyLUKW.
Tak cTano BO3MOXHbIM nosiBreHve HebonbLnx doToannapaTos, U Noau NofydYnnM BO3MOXHOCTb 6paTte ¢ cobon
HecnoXHble boToannapaThbl Kyaa yrogHo.

Opyrum n3obpeteHnem MctmaHa Gbino HasBaHue Toproeo Mapku Kodak "K' Gbina ero nwobumon Gyksow.
HasBaHune HpaBUNOCb eMy Takke 3a KpaTKOCTb, NIErkOCTb B MPOU3HOLLIEHUN 1 3a TO, YTO OHO HE HaMOMMHAMO HU
06 ogHoM 6paHae boTonHaycTpumn. Kodak 66110 1 octaeTca 6rnectawum Ha3BaHneM TOProBOM MapKu.

WctmaH poban Kk aToMy OTNMYHOMY HasBaHWOo BrnecTslee peknamHoe No3ULUOHUPOBaHUE:!
dotoannapatbl Kodak.

Bbl HaXXMMaeTe Ha KHOMKY.

Ml oenaem Bce ocTarnsHoe.

OcranbHoe - NCcTopu4. (DOTOFpa(*)MFl Ctana OFpOMHOIZ I/IHLI,yCTpI/IeIZ, a MaleHbKad xxenrad KOpOGO‘-IKa C NSIEHKOWN
cTana ee cumBosiom. Bece wno rnagko go tex nop, Nnoka, Kak Bbl HABepHOe yXe goraganncb, He noaBuiacb
CunbHaA anbTepHaTmBa.

ManeHbkas 3eneHas kopobouka

B koHue 1970-x crnabas AnoHckas MeHa Mo3Bonuna BbICTYMUTb HA aMEPUKAHCKUA PbIHOK OYeHb CUMbHOMY
KOHKYpeHTYy. B apaky Bctynuna Fuji Photo, BoopyxeHHas ManeHbKon 3eneHon KOpoBOYKOW C MMEHKOMN,
GpocuBLLEN BbI3OB AOMUHMPYOLLEMY nonoxeHuto Kodak Ha pbiHke ByMaxkHow cdboTorpadun. MNpegnaras 6numskun
Mo KavecTBy MPOAYKT NO 3HauuTenbHo 6onee Huskum ueHam, Fuji B 80-x 1 90-x rogax Havana 3axeaTbiBaTb
CYLLeCTBEHHYIO OO0 aMepuKaHckoro poiHka. B 1996-m rogy Kodak nmena 80% pbiHka npotuB 10% y Fuji. K
2000-my roay nonsa Kodak oueHnvnBanack B 65% npotus 25% y Fuji.

B paHHom cniydae Kodak He ycBowmna ypok 0 TOM, Y4TO Nuaepbl AOSMKHbI NPenAaTcTBOBaTh KOHKypeHTaM. Y Kodak
YLIMO CAMLLKOM MHOMO BPEMEHW Ha TO, YTOObl pelunTenbHO CHU3UTL CBOK CeBecToMMOCTb M LieHbl B OTBET Ha
arpeccvBHYIO LIEHOBYIO MONUTUKY Fuji. 3aKOH KOHKYPEHLMM rnacuT, Y4To Bbl BCeraa AOMKHbI GanaHcupoBaTb Ha
rpaHn LeHoBon nponactu. Jaxe xsaneHomy 6paHgy Marlboro npuwnocb cobniogaTe 3TOT 3akOH - LieHa Obina
CYLLLECTBEHHO CHWXeHa, 4YTobbl NPOTUBOCTOSATL HATUCKY Bonee Aellesbix curapeT. (OnToBble LeHbl Takke 6binm
CHWDKEHBI).

HonycTtus oTcTaBaHue u 6onblUyto pasHuly B LeHax, Kodak cama noatonkHyna nokynaTtenem K Tomy, YTobbl OHY
ybeannuce, 4to doTorpacmm Fuji nonyyaroTcs NoYTM Takke XopoLuo, kak n Kodak. A korga B 1984 rogy Kodak
yctynuna Fuji 3BaHne "oduumansHo nneHku netHen Onumnuagsl 1984", BocnpusaTtue Fuji kak 3aKoHHON
anbTepHaTMBbI, @ He NPOCTO AeLleBoro 6paHaa, ObIno 3akpenneHo. 3eneHbIv UBET cTan anbTepHaTUBOM XENTOMY.
Lincbposon Bek

Ho ecnu HeobxogmmocTb 6opoTbea ¢ Fuji He cTtana ansg Kodak katactpodou, TO Havano apbl uucposon
doTorpapum MoXeT cTaTb ANA KOMNaHUWM NocrefHuM 3K3aMeHOM Ha BbbkuBaHue. YTobbl MmeTb ycnex B
cnegyrowme 100 net cBoero cyllecTtBoBaBHUsi, Kodak BeposTHO noTpebyeTcss NOBEepHYTbCS B CTOPOHY HOBbIX
LUMGPOBbLIX TEXHOMOINI, KOTOPbIE, KOHEYHO, PacnorioXKeHbl Ha BONbLLIOM PacCTOsSHUM OT anbMa-martep VIcTMaHoB.
Kodak ncnbiTbiBaeT 34€Ch XKECTKYH KOHKYPEHLIMIO CO CTOPOHbI TAKUX aMepUKaHCKUX U AMOHCKUX KOMMNaHWUIA, Kak



Hewlett-Packard, Sony un Canon, yxe npuBbIKLIMX K ObICTPbIM CMEHe Aekopauui Ha umgppoBoM pbiHKe. MHormne
cuyutatoT, yto waHckl Kodak coenaTb npov3BOACTBO UMGPOBLIX hoToannapaToB MNPUObINbHBIM HEBEMMKMU.
BonbLWMHCTBO aHanNUTMKOB MNpeAcTkasbiBaloT, YTo Kodak He cMOXeT nepecTpouTbCs M BOWTU B psaa BedyLumx
umndpoBsbIx kopriopaumn CLUA.

£ cornaceH ¢ aTuM, 0cobeHHO ecnin peyb MaeT o camom 6paHae "Kodak".
Heobxoammo HoBoe nms

Kak paHee yxe rosopunocb, Ecnv Bac 3HalOT Ha pblHKE Kak NMpoW3BOAUTENS Yero-TO OOHOro, ¥ Bac He CTaHyT
nokynaTb 4to-TOo Apyroe. Kodak B cosHaHum noTpebutener osHayaeT “nneHky", a He “cpoToannapat”. "Nikon",
KOTOpbIA B CO3HaHWM O3Ha4yaeT dpoToannapaT, MMeeT Myyllme LWaHChl CTaTb YCNeLIHON LUMdpoBon kamepon (kak
NPOCTO caMou HOBOW MoauduKaumen hoToannapaTa).

A ecnu paccmatpuBaTb HOBble LindppoBble hoToannapaTthl Kak "anekTPOHMKY", TO MyyllMe LaHChkl cTaTbk nugepamm
B undposon cotorpacum umetot Canon, Sony n Hewlett-Packard.

MockonbKy Kaxablh CEerMeHT pblHKa MMeeT cBoero nugepa, Kodak, nuaupywowaa B obnactm nNneHOYHON
doTorpaduu, BpsSiA Nu Takke 3aumeT nuavpytoLLee nonoxeHuwe B obnactu chotorpadumn LMpoBOMN.

Jlyqwen noeen ansa Kodak 6bino 661 cosgaHue HOBOro 6paHaa unum nokynka 6paHaa, yxke BbICTynatoLero Ha aTom
apeHe.

Bbpang Kodak gormkeH octaTbest 6paHAoM nnieHku. HoBbI 6paHA MM KOMNaHWUSA He OOMKHbI acCoLMMpoBaTLCS C
Kodak. Wta6-kBapTupa Kodak pomkHa octaBatbcst B PoyecTtepe. HoByto komnaHuio s Obl packBapTvpoBan rae-
HWOYab B CUMUMKOHOBOW AOMUHE.

Montn Ha Takvne mameHeHuns Kodak BeposiTHO GyaeTt Henerko. Ho ecnu oHa ©yaeT nbiTaTbCA NpeBpaTUTb CBOM
nneHouHbl 6paHa co 100-neTHen nctopuen B LUMPoBON BpaHa, KapTuMHKa Oyayliero BUOAUTCA MHE He OYeHb
pesKkomn.

Sears: B OKpY>XEeHUn annuratopos

Sears - 3TO elle oJHa WKOHA aMepuKaHCKOro pblHKa C BEKOBOW WCTOpUWEN, MCTMbITbiBalOWas TPyAHOCTU B
MeHsitoLemcst Mype. Heckonbko neT Hasag xoguna wyTtka, 4Tto k 90-M rogam sinoHubl 6yayT Bce genatb, a Sears
Bce npogasaTb. Ho 3aTo Tak u ctanock wyTtkoi. CeroaHa Sears ycTynuna nugectso Wal-Mart u HaxoauTcs B
MMOTHOM KOJbLie APYrMX KOHKYPEHTOB, KaXAblil U3 KOTOPbIX HOPOBUT OTKYCUTb OT pasfuyHbliX KaTeropuii Sears.
MoxHo HasBaTb, Hanpumep, Home Depot, Target u Circuit City, cneuvanMavpoBaHHble KOMMNaHWN PO3HUYHOM
ToproBnu, Takme kak GAP, Old Navy u gaxe marasuHbl MONHOrO 0GCNYXUBaHWUSA, arpecCcUBHO NbiTatoLmUecs
BbIKUTb B TPYZAHbIX YCIOBUSIX PblHKA PO3HUYHO TOProOBMW, NepenosIHEHHOIO MarasuHaMu-ruraHTaMu.

OTO U ecTb BbI30B, OpOLLEHHbIN HOBOMY rnaBe Sears, 47-netHeMy OnaHy Jlancu. B ceoem uHTepBbio Wall Street
Journal cpa3y nocne HasHayeHWss Ha NOCT, OH MNoABepr Kputuke no3yHr "Msarkas cTtopoHa Sears" kak
OKYCMPYIOLLNACA NWLLb HA OAHOW YacTu PO3HWUYHOro GusHeca. EmMy Takke He HpaBUTCH HbIHELLHSA cTpaTerus
KoMnNaHuM no AeBn3oM "XopoLlas XM3Hb MO OTNMYHBIM LieHaMm", KOTopasi MO0 ero MHEHWIO CIIULLKOM OpUEeHTUpYeTCs
Ha uUeHbl. Bonpoc, Ha KOTOPbIN OH XO4YeT NOoNy4YuTb MOMOXUTENbHLIN OTBET - 3TO "lMovemMy A nagy B Sears, a He B
Target?"

OTO NpaBuUIbHbIN BONPOC, HO A HE BMOMHE YBEPEH, YTO OTBET hOKYCUPYETCH Ha UMEHU Sears, a He Ha TOProBbIX
6paHaax (ogHO M3 ero 3ameyaHuii B 3TOM MHTEpBLI0). [epBoe n rmaeHoe, YTo Jlancn HeobxoanMo caenatb - 3TO
MOHATbL, YTO cAernano Sears U3BeCTHOM U YCNELLHOW, U cAenaTb 3TO OTNPaBHOM TOYKOM NPaBUibHOW CTpaTernu.

Y10 coenano Sears U3BecTHOM KoMMaHuemn

HeT aT10 ObINN He kaTanoru. ToT oTBET OblN NPaBUMbHLIM MHOFO AECATUNETUIA Ha3ad. B Hale Bpems Sears bbina
O[HOW U3 HECKOMbKUX, ECNN HE €AMHCTBEHHOW KOMMNaHUEN B PO3HUYHON TOProBre, KoTopasi co3aasarna pearbHble
6paHabl. Mokynatenu npuxoaunu B Sears 3a anektponpubopamu Kenmore, uHcTpymeHTamu Craftsman,
b6aTtapesmu DieHard, kpackon Weatherbeater n wunHamn Roadhandler.

Yxe npuoa B MarasuH, OHWU, KOHEeYHO, NoKynanu u apyrue Bewm - JXKUHCbI Levi's unu TeneBn3opbl SOI”Iy. OpHako
MMEHHO 6p3HLI,bI, npoaaBaBLUnecA TOJIbKO B Sears, oTnmM4anu aTn cynepmMapKkeTbl OT BCEX OPYruxX.

Ho B nocnegHve rogbl Sears npakTMYecku He co3faBarna HoBbix 6paHAoB. Hanpotus, ctpaterus "Brand Central”
npegnarana BCeBO3MOXHble 6paHAbl (HenpaBunbHas cTparterus), a B cTpaterum "Soft Side" Boobuie
OTCyTCTBOBaNM BpaHabl (HenpaBunbHas cTpaTerus).

KaxeTcs, 4To Sears He Bblyyuna ogHOro M3 ypoKOB, NPOMAEHHbIX paHee: Hukoraa He 3abbiBalt O TOM, YTO
caenano Tebsa U3BeCTHbIM.

Heobxoaumo 3aHOBO OTNONMPOBaTh GP3HAbI

Mockonbky y Sears siBHO 6bin Npoben B 6p3HAOCTPOUTENBLCTBE, KaXKETCH OYEBUAHBIM, YTO HEOHXOAMMO NPOBECTU
peBun3no Bcex 6paHAOB, YTOObI MOHATbL, KaK OXMBUTbL U YKpenuTb MX. HyXHO mcnonb3oBaTb NuaunpyroLine
nosvuum Kenmore 1 No3uumMoHNpOBaThb ee 3MekTponprbopbl Kak CeEMENCTBO HOMep oanH B AMepuke. To e camoe
HeobxoaMmo caenaTtb ¢ MHCTpyMeHTamu Craftsman, caMmbiMm NONynsipHbIMU Ha CEroAHALLHWI A€Hb UHCTPYMEHTaMm
B Amepuke. MoxeT ObITb, HacTano BpemMsi Anst HoBbix 6aTapen DieHard, paboTtatowmx ewe HeMHOro gonbLue?
MoxeT BbITb MOpa OCBEXMWTb TOProBIO Kpackamn?



Ecnun Sears npogenaet xopoluyto paboTy co cBoumu 6paHaamu, B ee maras3uHbl npuaeT 6onblle nokynatenen. A
ecnu gusanHepbl ynyywaTt oopMneHue marasuHoB, noan 6yayT B HUX AOMblUe 3aepXUBaTbCHA, NOKynas v
apyrve BeLum.

MoxeT ObITb, NPULLMO BpemMsa ANs UHBECTUUMA B OAMH UnM ABa HOBbIX OpaHaa? Hanpumep, B kakyto-HUOyab
KOCMETUKY, NMHUIO OAEeXabl NN Aaxe B LUUHbLI AN rPy30BUKOB, YNOMSHYTble B rnase 9. Yero 6bl 8 He genan, Tak
3TO He BKNagbiBan AeHbrM B cam OpaHp "Sears". Sears 3TO TONbKO MECTO, r4e MOXHO HaWTu 6paHAabl,
"npogaroLmecs Tonbko B Sears”.

XopoLuuni 3Hak

MHTepecHo, UTO XOTS HOBbIN Npe3naeHT Sears Hayvan ceBoe MHTepBblo Wall Street Journal He ¢ camon ny4wen
noen, 3akoHYMN OH €ro COBEpLUEHHO BepHo. BoT 4To ObINo ckasaHo: rocrnoguH Jlancu paccmartpuBaeT
AneKkTpuYeckyto npoaykumio Kenmore, ¢ KOTOpoln Sears uMeeT xopoLuve npogaxun n 6onbLuyo JOMN pbiHKA, Kak
MoZernb TOro, Kak AOrmkeH ObiTb MOCTPOEH M BECb OCTamnbHOM PO3HUYHbIN GM3HEC. Ha BCcTpeve ¢ aHanuMTMKamm
PO3HWYHOrO pbiHKA OH ckasan: "Mbl uMeeM npeueneHT, KOTOpbIA XOoTenu Obl pacnpoCTpaHUTb Ha BCHO
0EeATENbHOCTb Hallen KomnaHuu".

3onoTble croea.
OHM He oauHOKM

MN3BecTHble 6p3Habl, KOTOPbIE 51 TONBKO YTO PACCMOTPEN Mo MUKPOCKOMNOM, KOHEYHO, HE EAMHCTBEHHbIE, KOTOPbIE
MOFYT CTONKHYTbCs B GyayLlem ¢ npobremamu.

Kak gonro ewe npogepxutca Aplle Computer, coxpaHsisi CBOO OTnMuMTenbHOCTL? CMoXeT nu Polaroid, komnaxms
OflHOrO TPIOKa, NpuaymaTtb YTO-HMOyAb elle nHTepecHoe? CmoxeT nn Revion ocBo6oauTbLCS M3-noa HOLIM CBOEro
bonee 4em mwunnuapgHoro gonra? lMomeTt nu korga-Hubyab DaimlerChrysler, 3auem 6bino ocyllecTBNeHO
cnusHne? Ha Ty xe Temy - npugymarot nm Time Warner n AOL pasymHoe ob6ocHoBaHue csoero obbeanHeHns?
3apaboTtaeT nu korga-HMbyab AeHbru Amazon?

Ho Ham elue Heobxogumo yoennTtb BHUMaHME HEKOTOPbIM MHOMBMAYYMAM Ha PbIHKE, KOTOPbIe YaCTOo nopoXxaarT
Flp06J'IeMbI, Hanpumep KOHCYyIbTaHTaM, KOTOPble A0POro CTOAT, HO MPUHOCAT Mario Mnosib3bl. A Kak HacdeT Yonn
CTpI/IT, KOTOpad 4acCTo TOJIKaeT KOMNaHUn Ha OLNBOYHbIE OENCTBUA?

C TakumMu py3bsiMU BaM He HYXHbl KOHKYpeHTbI. [naBa
13. ApMUsi KOHCYNbTAHTOB. A NOMOYb HEKOMY

XOTA HUKTO He 3HaeT TOYHbIX UMdP, NO HEKOTOPbIM OLEHKaM MWPOBOW PbIHOK YCIyr, npegocTaBnsemblX
KOHCyrnbTaHTaMu No ynpasneHuto, npesbiwaeT 50 munnuapaos gonnapoB. KOHCYNbTaHTbl NETAT Ha OEeHbru, Kak
nyens! Ha med. MNoatomy GonbLune GoraTble KOMNaHUM OKPYXXEHbI BCEBO3MOXHBLIMU KOHCANTUHIOBLIMU dUpMamu,
cTapawwmMmmnca otobpaTtb Y HUX Kak MOXHO 6Gornblie aeHer, 4TobObl MPOKOPMWUTb CBOMX OOPOroCTOSLLMX
COTpyAHuKoB. (Hanpumep, npucyTcTBUE B KOPropaLmn KoMaHabl KOHCYNbTaHToB oupMbl McKinsey obxoautcs en
B 250 TbiCAY AOMNapoB B MECSLY).

MHorve 6onbLlune 6paHabl, UCMbITbIBaBLUME NPOBNeMbl, ObINM OKPYXKEHbI KOHCYNbTaHTaMu, KOTopble Gpany y HUX
OeHbr, HO Ha cCaMOM fene He NpeanoXuIn HYKaKoW pearibHOW MOMOLLM B peLleHunM Tex npobnem, KoTopble
yrpoxanu ux oygyuwemy. Mo pesynbtatam ux paboTbl ¢ GOMbLIMMK KOPNopauMsaMu MOXHO TOYHO HapUCoBaTb
NOPTPET 3TUX COBPEMEHHBbIX POBWH 'yaoB: oHU rpabsT 6oratbix.



[lBa npvmepa

[lBa npumMepa 13 nNpeablayLwmX rnae 3TON KHUMM XOpOLLO ONuckIBaloT cuTyauumto. Levi's sannatuna 850 MunnmoHos
gonnapoB Andersen Consultants 3a To, 4ToObl Ta peopraHusoBana KOMMaHulo Ans fyylero obcnyKuUBaHus
KnMeHToB. EOQMHCTBEHHbIM pesynbTaToM paboTbl KOHCYNMbTAHTOB CTanl Xaoc M elle Oonbluiee yxyalueHue
nornoxeHusi. CoBeT AUPEKTOPOB B pe3yrbTaTe Obln BbIHY»KAEeH OCTAHOBUTL Ge3yMue.

Coobuwanock, yto AT&T noTpaTtuna Ha KOHCynbTaHToB 6onee 500 MUNNMOHOB Aonnapos 3a nepuog ¢ 1989 no
1994 roa. YTobbl novyscTBOBaTL BEMUYUHY pacxofoB AT&T, noaymanTe Hag crnegylowumu uudpamu,
cobpaHHbIMK B 3ameyvaTtenbHon kHure [xenmca Owea n Yapnbsa MaguraHa (Penguin, 1998), nocssiLLeHHYIO
KOHCynbTaHTaM, KoTopas HasblBaeTcsd OnacHas KOMMNaHWs: KOHCYMbTaHTbl MO yNpaBneHuio 1 BU3HeCk!, crnaceHHbIe
1 paspyLueHHble nmu (obssaTensHoe YTeHue):

- McKinsey & Co. nonyyuna 96 349 000 gonnapos 3a 3TOT NEPUOA.

- Monitor, koHcanTuHroBasa cdmpma Mavikna MopTepa, 3apabotana 127 munnuoHoB gonnapos ¢ 1991 no 1994,
Tonbko B 1993 rogy nony4dus oT AT&T 58 817 000 gonnapos.

- Andersen Consulting nonyyuna ot AT&T 39 808 000 gonnapos B 1992-m 1 36 096 000 B 1993 (87 MunnnoHos
JonnapoB 3a YeTbipe roga).

- CoTHM Bonee Menknx KOMNaHmn NONy4Ynnn CBOM MUNIIMOHBLI NO Mepe Toro, kak AT&T MmeTanacb OT OgHON
dumnocodun k gpyromn - "TpaHcopmanma 6usHeca", "MsaMeHeHne ynpasneHusa” unm "nepecTponka busHecc-
npotiecca".

Utak, uyto nonyuyuna AT&T 3a Bce 3TM AeHbrn? Tenepb 04EBUAHO, YTO HEMHOro. Bece
MOKPbLITO TAaNHON

KpynHble KOHCanTUHroBble KOMMaHUW NoBAT cosfdaBaTh KynbTypy, AenatoLlylo UX CKopee opuaNYeckuMu, Yyem
KOHCanMTUHrOBbIMW, NpuaaBas NepBOCTENEHHOe 3HaveHue Takum aTpubytam 6usHeca, Kak CeKpeTHOCTb U
"HEMPUKOCHOBEHHOCTb KMMeHTa". 3TOMY eCTb flornyeckoe o60CHOBaHUE, NMOCKOSbKY KIMEHTbI He XOTAT, YTOBbI UX
cekpeTbl obcyxpganucb. HO 37O Takke CryXUT Xopollen MPUYMHOW, YTOBbI HE rOBOPUTL HU O YeM, YTO MOXeT
nokasaTbCsl HeyAobHbIM.

OavH 13 monx NbuMbiX NPUMEPOB AEATENBHOCTM KOHCYNbTAHTOB CBA3aH ¢ Monitor, kocanTUHroBon hrpMon,

pykosogumon rypy - Mawknom MNMoptepom n3 MNapsapga. Monitor ¢ roTOBHOCTb NpU3HaAET, YTO BONbLLUNHCTBO
KOHCaNTUHIroBbIX MEPOMPUATUA NPOBanMBalOTCA M3-3a M3NUWHUIA obewaHuin. 3gecb cpabaTbiBaeT 3aKOH

WCKPEHHOCTN: "Mpu3HanTe oTpuuaTenbHOE, U MOTEHUMarbHbIN KIWMEHT OTHECETCS K BaM MOMNOXUTENbHO".
MonoxutensHbIM 30ecb ABNSAETCH TO, YTO NPU AONTOCPOYHbLIX OTHOLLEHMSAX KOHCANTUHroBas dmpma “nopoxagaer
nevicteue". (B nepeBoae: Mbl Nobyum 6paTb Bac Ha KPHOYOK).

Hesauem 1 roBopuTh, YTO 127 MUMNMOHOB AONNAPOB NOPOXAEHHOrO AEWCTBUA HE CUIbHO nomorno AT&T.
MpoTankvuBaHue naei
UT06bI 3apaboTaTb pearbHble AEHbMM, KOHCYNbTAHT AOMMKEH UMETb MAEK Ha Npoaaxy.

Kak oTmevaroT aBTOpPbI OnacHon Komnanun, peuent ycnewHOro KOHCanTuHra onpegendaeTca 4YeTbipbMA
NHrpegneHTamu:

1. B3atb ctaThio 13 Harvard Business Review.

2. Pa3gyTb ee 40 pa3vepoB KHUMM.

3. Monutbcs, 4ToGbI U3 Hee nonyyuncsa 6ectcennep.
4. lMNMpoTankvBaTb 3Ty UOEK BCEMU CUNaMW.

Takune dmpmbl kak McKinsey moryT cebe no3BonuTb He BblTb NPUBA3AHHBIMU K KAKON-NMBO OTAENbHOM TEHAEHLIMM,
HO MAEs O TOM, YTO KOHCYNbTaHTbl NPUXOAAT MO3A4HO, HY)KAAeTCs B CreuuanbHOM KOHUENL MU NpoTankueaHus.

OpHako, 3TO He MPOCTO MAEU - OHU Ha3bIBAKTCH UHCTPYMEHTaMU ynpaBneHus. Ecnu y Bac elle ecTb unmnosunm o
peanbHOM pasMaxe 3TOM UHOYCTPWUU, MPOCTO B3rMAHUTE Ha CNeayoLwmin CNMCOK, CBMOETENLCTBYIOWNIA O "B3pbiBE B
0o6nacT MHCTPYMEHTOB yrnpaBneHus":

ABC - lNnata 3a npon3BoanTeNbLHOCTL - [apaHTum obcnyxmBaHus
MBO - Mepbl yooBneTsopeHusi 3aka3uuka - CamoynpasnsemMble KOMaHabl
TQM - Visioning - CTpaTernyeckoe nnaHnpoBaHue

JIT - basoBble komneTeHumMn - SWOT

OVA - lNMpemus Bonapumxka - KSFs

SVA - Mukpo-mapkeTuHr - TecTupoBaHue

CPR - MRPI 1 MRPII - AHanu3a }K1U3HeH-HOro LKna

SPC - S-kpuBble TexHomnoruu - lNpeBocxoacTeo

Kanban - MeTog Delphi - NMnaHnpoBaHue cueHapues
MepenpoekTpoBa-Hue - AHanu3 paspbiBa - SPIRE

MaccoBas kactomusauus - ISO 9000 - Kaizen

CucTtemHas gnHamuka - 7-Ss - OByyaroLmecs opraHmsasmm



OTtpaboTka - 6-Sigma - CkaHMpoBaHWE OKPY>KEHUSI

KoHkypeHTHas TexHuka - 5-Forces - AHanu3 meTtaurp

BropkeTbl ¢ HyneBon 0CHOBOW - 4-Ps - [opu3oHTanbHble opraHusaumm
PIMS-aHanms - 3-Cs - AHanm3 Lieno4ku CTOoMMOCTH

Kpyru kayectsa - MaTpuubl 2x2 - MeToa HOMUHanNbLHOW rpynmbl

DCF - YnpasneHue 3a ogHy MUHyTYy - O6Lumin aHanus

MopTdhenbHbIn aHanus - Hynb-aedekTsl - Groupware

KpuBble onbiTa - YNOnHOMoYMnE - KOHKYPEHTHbIE Urpbl

YTBEpXOeHs MUccu 1 BuaeHus - CtpaTternyeckune anbsaHChl - YAepXmBaHue KnmeHTa
CokpalleHne BpeMeHu Lukna - Neuxorpaduka - YnpasneHve nosnbHOCTHIO
UccneposaHus o "PobuH N'ygax”

Bain & Co. pykoBoauT wratom 13 6onee yem 1300 KOHCYNbTaHTOB M3 cBOEro helleHebensHoro ocguca Ha Konnu
Mnanc B bocTtoHe. Bce OHM HACTOMbKO 3acekpeudeHbl, YTO Aaxe He HOCAT BU3BUTHbIX KapToudek. Korga oHu
0obcyxaatoT CBOMX KIMMEHTOB B CaMOseTe, TO NCMOMb3yT KOAOBbIE CI0Ba BMECTO Ha3BaHWUN.

B nocnegHve rodbl aTa KOMMaHWA 3aHMManacb WUCCeAoBaHWEM WCMOMb30BaHUS BCEX 3TUX WHCTPYMEHTOB
ynpaenenus. B Wall Street Journal ot 21 mas 2001r. oHM NocoBeTOBanu pykoBoautenamMm 6rusHeca nocrtapaTbCa He
nonacTb "noA MONoT ynpasneHyeckux npuyvya”. Ckopee BCero 3To ObiN YMHbLIA CMOCO6 MOMOYb KOMMaHUSAM
OTNMYUTL XOpoLUMX pebaT (M3 Bain) oT nnoxux (Bcex ocTanbHbIX KOHCYNbTaHTOB). B Bain novyscTBOBanu, 4To He
cywectByeT OO6beKTUBHBLIX AaHHbIX O TOM, XOPOLUO UMW MIOXO YCUMEHHOE WCMOMb30BaHWE WHCTPYMEHTOB
ynpaBsreHus, a TaKkke O TOM, Kakne U3 3TUX MHCTPYMEHTOB MPUHOCAT pesynbTaThl. B cTatbe yTBEpXaanock, 4to B
OTCYTCTBME MWHOPMaLUM HenoATBepXAeHHble Mudbl "AenatoT BbIGOP WHCTPYMEHTOB YMpaBreHWs OMacHON

notepeei" (abconoTHO BEPHO).

Ecnu yyecTb, 4TO Mano KTo C rOTOBHOCTbIO MPU3HAET, YTO OH 3PSt UCTPATUI COTHW ThiCAY AO0MNApoB, MOXHO
cuutatb nopasuternbHbIMU pesynbTaTtbl onpoca 5600 pykosoauTenen, 81 MPOLEHT M3 KOTOPbLIX CKasanu, 4To
WHCTPYMEHTbI ynpaBsrieHus obelyany 6onblue, Yem Aann. (3TO NpoCTO MONUTUMECKU KOppeKTHas hopMyrnmpoBKa
BbIpaXKeHus "a BbIGpPOCUN Kydy AeHer Ha BeTep").

O6uwasn np06nema BCEX 3TUX MHCTPYMEHTOB 3aKnkw4vaeTcd B UX OpUEeHTauunm Ha npouecc. MCFIOJ'Ib3yFI
aBTOMO6I/1J'IbHy}O TePpMWHOIOIrn, OHM HanpasBJieHbl Ha TO, yTObbI CaenaTb pa60Ty aBuratena Kopnopauuu bonee
pOBHOI;I, a He Ha TO, YTobObl NokasaTb, Kak HY>XHO CKOHCTpyMpOBaTb U nNpoaBuratb aBTOMOOUIb Ha PBIHOK. A Begp
MMEHHO 3TUM onpeaendeTca ycnex unu Heyaada. Ewe ogHa np06nema 3aKknw4yaeTcd B TOM, YTO BCe Balln
KOHKYPEHTbI MOryT Jierko BOCMNOJ1Ib30BaTbCA TEMU KE CaMbIMU MHCTPYMEHTaMUN ynpaBrieHUA. Marikn I'IopTep nuncan,
4YTO npouecc-OpueHTUpoBaHHbI€ UMHCTPYMEHTbI HE ABNAKTCA OOCTAaTOYHbIMW Ha COBPEMEHHOM KOHKYPEHTOM
PbIHKE. OH pencteBuTENBHO roBoput o HeobGxogMMocTn YHUKaNbHOro no3numMoHuMpoBaHuA, HO HUKOrga He
npegnaraeT NOMOLLU B TOM, KaK nobutbea YHUKaNbHOCTW.

MpuMepHO B TO Xe camoe BpeMmsl, Kak ero opraHvsauusa BbicacbiBana MunnuoHbl u3 AT&T, komnaHus Bell
BbiOpocuna 10 mMunnuapgoB OONNapoB Ha O4YEBUAHO YyXacHyio ctpatermio nokynku NCR u 6opbbbl ¢ IBM B
KoMnbloTepHOM BusHece. I'ae xe 6bin MNopTep 1 ero kOMaHaa, Korga B ero NoMOLLM Tak Hyxaanucb? OH AofmKeH
6bIn cnaeTb B oduce npesunaeHTa, o6bACHSs, YTO 3Ta cTpaTerMs oveHb nroxas.

XOpOLIJI/II;I KOHCYIbTAHT OOJDKEeH NUCKaTb NpaBullbHble pelleHUA B KOHTEKCTe TOro, YTo MOXET U HEe MOXeT
coenatb KomnaHusi. 3TO He UMeeT Hudero obLiero ¢ MoAHbIMW MeTogaMW U 3K30TUYECKUMMU npoueccamum
ynpaBJieHUA. OpHako, ecTb Takke OAMH BaXHbIN YPOK, BbITEKAIOLLNIA U3 CKa3aHHOro O KOHCYIbTaHTax.

ypOK. Xopoume nnaepbl 3HAKOT, B KAKOM HanpaBneHun Haao natu

TpeMFI Hanbonee nonynAapHbIMM UHCTPYMEHTaMu B UCCnegoBaHUU Bain 6binn CTpartern4yeckoe nnaHunpoBaHue,
yTBEPXAEHNA O MUCCUN U BUOEHUN N KOHKypeHTHbII;I MapKeTUHr.

A yxXe obbscHan, noyemy KOHKypeHTHbII7I MapKeTuHr asnaeTca J'IOByLIJKOI;I. 3apgava cocTouT B TOM, YTOOLI
oTnn4aTbCA OT KOHKYPEHTOB, a HE B TOM, 4TO6bI ObITb HA HUX MOXOXUMM.

CTtpaTternyeckoe nnaHMpoBaHue, YTBEPXKAEHUS O MUCCUUN U BUOEHUN OCHOBLIBAIOTCS Ha NPOCTOM Npeanochlnke,
4YTO Bbl 3HAeTe B KaKOM HanpaBneHwu aBuratbca. HMKTO He novaeT 3a Bamu, ecnuv Bbl HE 3HaeTe, Kyga vaTu.
Bonbluve KOMMaHUM HACTOMbKO OOpeMeEHEeHbl BCEBO3MOXHbIMW MpaBunamMuv M Tpaguuusmu, YTO BbICLUEE
PYKOBOACTBO He CKITOHHO BecTu 3a cobon koro-nubo u kyaa-nubo. Cpean pykoBoaUTENEW HEMHOrO foaen Tuna
[xaka Yenua, ykasblBatoLLMX HanpaBneHe 1 3agatoLuLmx war.

Mutep Odpakep Gbin Npas, HanucaB B CBOEW kHure SddekTmBHbIN pykoBoauTens (HarperBusiness, 1993): "ocHoBa
3¢pheKTUBHOIrO NMAEPCTBA - 3TO MOHMMaHMe MUCCUM OpraHu3auuun, ee onpedenieHne n NocTaHoBKa - YeTkas U
sicHas. Jlugep yctaHaBnvBaeT Lienn, NpuopuTeThI U cTaHaapTbI".

3ameTbTe, OH He Hanucar, YTo BaM 'cHavana HY>XHO HaHATb KOHCYJbTaHTOB, 4TObObI OHWM MOMOrnn BblpaGOTaTb
yTBEPXAEHNA O MUCCUN U BUOEHUWN.

J'Iyqume nnaepbl Takke 3HakoT, YTO OAWH TOJIbKO Bbl60p HanpasleHuna cenvac He gocrtaTtoyeH. B umx ocbwcax He
CTpaHCTBYeT apMuA KOHCYINbTaHTOB, nogo6HbIX McKinsey, KOTOopaa TOJIbKO noapbiBaeT MOpaJ'IbeII7I oyx
COTPYAHUKOB. OHn camu BXoOAT B XOnnbl U KabUHETDI, OGOLI,pFHOT, paccka3bliBaOT, nomMmorarT B pa60Te. OHn
ycunmBarT CBOE YyBCTBO HanpasJieHUA Unn BuaeHuna criosamm n OencTBuUaMMU.



XoTta 4 YXXe paccKasbiBal 3Ty UICTOPUIO, €€ CTOUT NOBTOPUTb B KOHTEKCTE AaHHOIo ypokKa.

B 6usHece aBuanepeBo3oK HeT nydllero nuaepa, Yem Xepb Kennep, npeacepatena Southwest Airlines. OH cTan
Koponem B 6u3Hece Heqoporux nepeneToB Ha Hebonbluve paccTosHus. VI3 roga B rog ero aBvanuvHusi BXOAuT B
CMUCKM "BbI3bIBaOLLINX BOCXMLLEHNE" 1 "Hanbonee NpubbINbHLIX' KOMMNaHWUNA.

Bce, ko 3HaeT Xepba nMYHO, MOHMMAIOT, YTO UHAMBUOYArbHOCTL 3TON aBMAKOMMAaHWN - 3TO MHAMBUAYANbHOCTb
Xepba. OH yauBUTENBHO APKUA NUOEp U 3a CYET €ro 3Heprum feTarT camorneTbl, U MOparibHbIA AyX KOMMAaHuM
ocTaeTtca Ha BbicoTe. OH OeUCTBUTENbHO “MOCTOAHHO MpucmaTtpusaeT 3a HUMKM'. OH XOpOLWIO 3HaeT CBOMUX
COTPYAHUKOB W cBOW GusHec. OpHaxAabl Mbl BCTpeyanuck ¢ Xepbom, npeanaras emy npuobpectn ofHy M3
aBuakoMnaHui Ha BoctouHom MNMobepexbe, BbicTaBneHHyo Ha npoAaxy. 3To cpasy bkl caenano Southwest ogHUM
13 6onbLlumx Urpokos Ha BocToke.

I'Iop,ymaB MWHYTY, OH CKa3arl: "KOHEYHO, A Bbl C pPanoCTbio B34J71 X BOPOTa B HbPO-MOpKe, BalumHrtoHe un bocToHe.
Ho mHe He HYXHbl X CaMOseThbl, N 4TO eLle BaXHee - noan”.

KoHeuHo, oH 6bin npaB. PagocTHoe nuaepcTeo, ncrnosegyemoe Xepbom, 66150 6bl HEBO3MOXKHO MO OTHOLLEHUIO K
nepcoHany Ton aBmMakomnaHum ¢ BoctouHoro nobepexbs. VI emy He HyXeH Oblfl OTYET KOHCYNbTaHTOB, YTOObI
MOHATL 3TO.

KocBeHHbIN yLuep6

KoHCynbTaHTbl MOTYT OKa3aTb HEraTMBHOE BIUSIHME Ha KOMMaHWIO, JaXe eCnv OHU AenalT CBoe Aeno XopoLlo. B
kHure OnacHas KOMMNaHWs ecTb OfHa UHTepecHas uctopus nNpo Sears. MNpesngeHTom Sears Gbin Ha3Ha4YeH BecbMa
KoMneTeHTHbI ApTyp MapTuHel, KOTOpLIN He Bepun B LUMPOKOMacLUTabHble cTpaTernyeckne npeobpasoBaHus.
Kak nuwyTt aBTopbl, MapTuHel BbiCTynan npoTmB nogxoda "MOMOrMTe MHe MOHATb, YTO AenaTb C 3TOW
KomMnaHunen".

Mocne Toro, kak GblNo 3aBepLUEH NePBbIA payHA COKPaLLEHUs BHYTPEHHUX pacxodoB, MapTuHel, o6paTun cBoi
B30p Ha AEHbU, pacxodyeMble Ha 3aKyrnky NPOAYKTOB, M3roTaBMUBaEMbIX creLmansHo ans Sears. EctecTtBeHHO
OHW OKasanucb GonbLIMMU. Kak cokpaTuTb pacxoabl Ha NOCTaBLUMKOB, MOAOGHO TOMy, kak aTo caenana Wal-Mart?
MapTuHeL, HaHsn KOHcanTUHroByto cupmy AT. Kearney, 4tobbl Ta BHeapuna “"Haumyyllmnii NpoM3BOACTBEHHLIN
npouecc” y NocCTaBLUMKOB. OTO KMHOYEBLIE COBA, O3HaYalolMe, YTO MOCTaBLUMKU AOMKHbI COKpaTUTL CBOU
pacxofbl. Kearney usyduna 3aBogbl MOCTABLLMKOB CBEPXY AOHU3Y W Mpeanoxuna MeTofbl CHUXKEHUS
cebecToMmMocTy NPOM3BOACTBA.

Xopomaﬂ noesq, Ho MHorga oHa UMMeeT NIioxme nocneacTeunA.

Cara o DieHard

Kearney nosisunacb B Johnson Controls Inc., komnaHun, npomssoausLuen 6ataperiku DieHard Ha npoTsxeHuun 25
NneT, U oueHuna, YTo Sears MOXeT CIKOHOMUTb 20 NPOLEHTOB Ha CTOMMOCTU NPOU3BOACTBa HaTapeek B cnyyae
YCOBEPLLEHCTBOBaHNSA NPOM3BOACTBEHHOrO npouecca. Kak mor npe3naeHT otBeTuth "HeT" Ha Takoe
npeanoxexHve?

Johnson Controls oTkasanacb cokpaliatb pacxofbl, U notepsina cson 6usHec ¢ Sears. Ho notom cranu
npovcxoanTb BOBCE HeBecenble Beln. PbIHOK Hayan 3ameyatsb, YTo kayecTBo 6aTapeek DieHard yxyawunocs, u
YTO OHM yMUMPaKT He Tak yx TpyaHo. (Ewe 6bl, cokpalas pacxoabl Ha 20 NpoLEHTOB, MPUXOAUTCA YeM-TO
XepTBOBaTh).

Hebonblwasa noteps kayectBa B OOMbLIMHCTBE CUTYaLM He Tak yX CTpallHa, HO Ans Sears 3TO 0Ka3anocb
cepbesHor npobriemoin. DieHard 6binm ee oT6opHbIM BGpaHAOM ¢ 6e3ykopusHeHHON penyTauuen. U ee HyXHO GbIno
nogdepxmBaTtb MOOGON LLEHOW, MOCKONMbKY MMEHHO Takue 6paHabl, kak DieHard, Kenmore, Craftsman u
Weatherbeater, otnuyatoT Sears ot Wal-Mart unm Home Depot. Sears - eQMHCTBEHHOE MECTO, A€ MOXHO KynuTb
3TU 3aCNyXUBLLUME YBaXEHWE TOBapbl. YXYALNUTb UX KAYECTBO, 3HAYUT ocnabutb 6paHabl. Ocnabutb GpaHab! -
3HaUMT OCTaBUTL Sears.

Xotsi Kearney npofenana cBoto paboTy Mo CoKpaLLeHUo PacxoAoB, OHa HaHecna yiepb KocBeHHbIM obpasom. Ho
BEPHEMCS K €LLEe OHOMY BaXKHOMY YPOKY.

ypOK. KOHch'IbTaHTbI penKko OTKpOBEHHO yKa3bIBaloT Ha oLwndkm

[daxe ecnu KOHCYNbTaHTbl BbIABUNM HENPaBWUIbHYHO CTpaTeruo, oHW peako 6epyT Ha cebs puck ckasatb 06 3TOM
KNWEeHTY, KOTOpblA 3Ty cTpaTeruto paspabotan. Ecnv ux uenbio siBNSeTCS yCTaHOBMEHME [OMroCPOYHbIX
OTHOLLIEHUIN, KOHEYHO, OHM He ByAyT pUCKOBaTb M OTKPOBEHHO YKa3blBaTb KIMEHTY Ha ero owunbky. MNockonbky Ha
KOHY CTOAT MUIMMOHBI, KOHCYNbTaHTbl NPeanoYTyT npubepeds Hanbonee adpdeKTVBHOE peLleHe Ha NoToM. 3To
Ha3blBaeTcs "0ObEKTUBHOCTLIO".

Ecnu oGpaTtutbca kK crnoBapto, 0GbeKkTUBHbIA O3HayaeT "6e3 npedyGexpgeHus Wnu npenB3faTOCTY;
GecnpucTpacTHbIi; 6Ge3nnYHbIN". Porb KOHCYNbTAHTOB Kak NMofei NOCTOPOHHUX COCTOUT B TOM, YTOObI Npope3aTb
NyTb K NPUHATWIO TPYAHbLIX PELLUEHWI Yepes BCe NINYHbIE NPUCTPACcTUst U NpuBsidaaHHOCTU. OHKU He MoryT paboTaTtb
B "Ge3onacHoM ansi cBoero 6aHKOBCKOro cyeTa” pexume, MocKomnbKy MMET Oero ¢ KOH(MMKTaMn UHTEPECcoB.
BBogs B ypaBHEHME KOMMNaHUM elle OAHY MepPeMEHHY - MHTepecbl COBCTBEHHOW MPMbI - OHWM NULIAKTCH
BO3MOXXHOCTU pearibHO NMOMOYb KIMEHTY, FOBOPS C HUM YeCTHO U 06bekTuBHO. (TOT ke MPUHLMN He Mo3BonseT
peKnamMHbIM areHTCTBaM ObITb UCKPEHHUMM C KITMEHTaMW).

XOpOLIJI/II7I KOHCYIbTaHT OOJDKEeH HanucaTtb B OT4eTe TO, YTO OH



cuuTaeT HeobxoaumbiM caenatb. OH He OOSDKEH AymaTb O TOM, MOHPABUTCH 3TO KIMEHTY unu HeT. OH JOMmKeH
nsberatb MbICreli 0 KommnpomMmuccax, KoTopble Mornm Gbl caenatb pekoMeHpauuu Gonee npuemnembimu. B
KOMMaHWU1 HaBEPHSIKA HET HW OHOrO PYKOBOAMTENS, KOTOPbIA HE YMEET UATU Ha KOMNPOMUCCHI. [ns 3Toro He
HY>KHO MOMOLLUY CO CTOPOHbI. YUTO [AECTBUTENIbHO HYXHO, 3TO MOMOLLb B TOM, YTOBbl MOHSATb, YTO SIBRSIETCS
“npaBurbHbIM". Toraa y»e OHU CMOryT MOWMTW Ha HEOGXOAUMBIE KOMMPOMUCCHI.

Ho npeactaeum cebe, YTO Bbl HALLMM TOrO PEAKOrO KOHCYMbTaHTa, KOTOPbI AEACTBUTENBHO OBEKTUBEH U CKaXeT
BaM Bcto npaeay. [ymaeTe Bbl Bbibpanuch 13 rneca? Tenepb nocrieayeT npaBurbHbIN coBeT? CreaytoLmnin ypok
FOBOPUT HaM, YTO LUAHChI HEBEVKM.

ypOK. KOHch'IbTaHTbI peako NoHMMaKT CO3HaHne n0Tpe6MTene|71

Mpobnema 3peckb 3aknioyaeTcs B obydeHuW. BUTBbI MapkeTuHra MpOUCXOASAT B CO3HaHWM noTpebutenen u
noTeHUManbHbIX KNWEHTOB. TONbKO 34eCb MOXHO ofepxaTb nobepy. Mnu npourpate. Bce geno B
NO3WLIMOHMPOBaHMN Ballen KOMNaHuu B cCo3HaHUW. HeobxoamMmo Takke MoHuMaTh crefytolime LWecTb NPUHLMMNOB
paboTbl MO3ra M MCUXOMOrMI0 MPUHATUS froAbMKu pelueHud (bonee noapobHo cMm. Hosoe nosunuMoHWpoBaHue,
[McGraw-Hill, 1995]):

1. Co3HaHne He MoxeT 6opoTbes.

. CosHaHue orpaHn4eHo.

. Co3HaHuWe He NBUT NyTaHULbI.

. Co3HaHVe He 3aluLLeHO.

. Co3HaHve He u3MeHsieTcs.

6. Co3HaHWe MOXeT TepATb (OKYCHMPOBKY.

a b~ WDN

Balum GnecTame KOHCYrbTaHTbl CO 3BaHUsIMU GakanaBpoB He obyyanuchk 3ToMy npegmeTy. VX yyat gpyromy -
NOHMMAaTb CO3HaHWe NPe3naeHTOB U YNIEHOB COBETAa AMPEKTOPOB KOMMaHWI. OTO BCE paBHO, YTO UATU Ha BOMHY,
He ymesi CTpensiTb.

Mankn [MopTep wncnonb3yeT TepMUH "NO3ULMOHUPOBAHME", HO OH He BMOSIHE 3HAKOM C MNpPOLECCOM
andbdpepeHumaumnm 6paHAoB B cO3HaHUM notpeburtenen. He xoueT oH 1 yuntbes. (OaHaxabl S BbICTynan npsmo
nepeg HMUM Ha 6onbLUOW KOHdepeHUun no ynpasneHuo. OH gaxe He npuwen nocnywartb). OH cyuTaeT, YTo 4
3aHMMaloChb "MapKeTUHroM", a oH - "cTpaTerven”. MoxeT KTo-HMOyAb 06BbACHUT MHe pasHuuy? Ha mon B3rnsag,
MapKEeTUHI NPUHOCUT CTPaTEruio B XXMU3Hb Yepes3 CoO3HaHWe NoTeHuuanbHbIX KITMEHTOB.

Ecnu 66l MopTep v ero nogn noHUManu, Kak YCTPOEHO CO3HaHue, OHW 6bl 06bAacHUNM AT&T, 4TO NOAN BUOAT B
KOMMNaHun TenedoH, a He KOMMboTep. A MOCKOSMbKY CO3HAHUE He U3MEHSIeTCS, LaHca Ha ycnex He 6bino, Yero Obl
KOMNaHusa He gocturna B 0bnactu KoMnbioTepoB. Takon coBeT NoMor 6bl ero KNMEeHTY COXpaHWTb MHOMO AeHer
(Munnuapael 4onnapos) U yCUNun.

|_|p06J'IeMbI, OonncaHHble B npeablayuimnx rnaBsax, ObINM BbI3BaHbI [MaBHbLIM 06pa30M TeM, 4YTO KOMNaHunm n nx
KOHCYNbTaHTbl HE NpU3HaBasn TOro, 4To BOMPOCHI BOCMNPUATUA CryXaT nepsonpuy WHOW prLI,HOCTeIZZ

- General Motors He noHsMNa, YTo BHOCUT nyTaHuuy B CO3HaHMe n0KynaTene|71, OANHAKOBbIM 06pa30M Ha3Ha4ada
LieHbl Ha CBOM aBTOMOOUNM 1 ncnonb3ys CXOXUN OU3aNH.

- Xerox nbltanacb y6€LI,I/1Tb PbIHOK B TOM, YTO OH/ MOTyT ernaTb KOMMNbHOTEPbI. JTrobon npoaykT Xerox, KOTOprI7I He
aenan Konumu, B CO3HaHUn n0Tpe6|/|Tene|7| He MOl Takxke 1 Npon3BoanTb BbIYMCIEHUN.

- Digital Equipment He cMmorra 3acTaBUTb PbIHOK MOBEPUTL, YTO 64-X pa3psiaHble paboyne CTaHUMK - 3TO pasBuTUeE
NUHAK.

- Levi Straus He ucrnonb3oBana CBOEro NosioKeHuss MMoHepa, KOTOpPOe NO3BOMASO el NpeBpaTUTL B CO3HAHWUM
notTpeGuTenel NPOAYKLMIO KOHKYPEHTOB B XKarKyH KOMU CBOWX U3OeNWid.

- Crest He cmorna 3BONIOLNOHNPOBATL B CO3HAHUM NokynaTtenen n3 aBtopa KoHUenuuu "npegoTepalleHns
Kapueca" B "nepBOOTKpbIBATENSA 300POBOro yxoaa 3a 3ybamu'”.

- Komnanusa Burger King He cmorna npukpenntb kK McDonald's spnbik "cTpaHbl geten" u cgenatb NOHATUE
">KapeHHbIV Ha NnamMmeHn" OCHOBHbIM aTpubyToM Byprepa Ans B3poCbIX.

- Firestone Ha NpoTsXKeHWUM JONroro BpeMeHn He Morna npeoaoneTs BO3AeNCTBUA HEraTUBHON MHADopMaLuK,
chopmMUpoBaBLLEN BOCMPUATUE €€ LLINH Kak Hebe30MacHbIX.

- Miller He cMorna NoHsATL, YTO B ymMax notpebutenein MoxHO BbiTb OAHOW BELLBIO, @ HE Cpa3y AeBATbIO.

Ecnn Obl BCce 3T apMuu KOHCYNMbTaHTOB MOHUMAnMW, YTO cTpaTerus - 370 6utBa 3a CO3HaHWE KIMEHTOB U
noTeHuuanbHbIX KIIMEHTOB, OHWM Obl NErKO BbISIBUINW BhiLLENEpeYmCcrieHHble Npobrembl, U Ha3BaHHble Gonblive
KoMnaHum mnsbexanu 6l 6onbLunx npobnem.

OTO HAaNOMHUIO MHE OfHY 3aMeyaTENbHYI UCTOPUIO O KOHCYNbTaHTe.
MacTyx U KOHCYNbTaHT

MacTyx naceT cBoe cTago Ha danbHeM nactoue. HeoxmaaHHo u3 obrnaka nbln NosBRASETCs HOBEHbKUX [hxun
Cherokee n npubnuxaetca Kk Hemy. Boautenb, monopon 4enosek B KocTioMe OT Brioni, 60TuHkax Gucci,
COnHLUe3aluTHbIX ovkax RayBan u B ranctyke YSL BbirnsgbiBaeT 13 OKHa U FOBOPUT:

"ECnn s TOYHO CKaKy, CKOJIbKO OBEL| B TBOEM CTafe, Tbl OTAALb MHE OgHY?"
MacTyx CMOTPUT Ha tOMMK, NOTOM Ha CBOE MUPHO MNacyLLeecs CTafo, U CMOKOMHO roBOPUT - "KOHEYHO".



KOnnu BbIXOAUT M3 MaLLUHbI, 4OCTaeT CBON HOYTOYK, NOAKNOYAETCA K MHTEPHETY No COTOBOMY TenedoHy, 3axoanT
Ha cTpaHuuy NASA, 3agencTByeT CUCTEMY CMyTHUKOBOW HaBuraumm GPS, ckaHupyeT panoH, oTkpbiBaeT Gasy
OaHHbIX 1 okono 60 cTpaHuy Excel ¢ pasnuyHbiMM CnoXHbIMU cbopMmynamu. HakoHel oH pacnedvatbiBaeT 150-
CTPaHWYHbIN OTYET HA MUHMATIOPHOM MPUHTEPE, NOBOPAYMBAETCS K NacTyxy 1 roBoput: "y Bac 3gecb poBHO 1586
oBeL".

"910 BEpPHO. Kak gorosapuBasnmncb, Bbl MOXeTe B3ATb cebe OoaHy OBLI,y", - TOBOPUT NacTyX. OH CMOTPUT, Kak
MOSOO0N YerioBek Bbl6|/lpaeT OBUY U KnageT ee B Cherokee. 3atem oH roBopuT: "ecnn g TOYHO CKaxy, 4eM Bbl
3aHnMaeTecCb, Bbl BEpHeTe MHEe MO OBLI,y?II

"0-kei, noyemy Gbl 1 HET", OTBEYaAET MONOAOW YETOBEK.
"Bbl KOHCYNbTAHT", FOBOPUT NacTyX.
"OTO BEpHO", roOBOPUT NN, "Kak Bbl goraganuck?"

"OueHb NpocTo", - oTBEYaeT nacTyx. "Bbl NOABUMUCL 34eChb, XOTA BaCc HUKTO He 3Ban. Bbl xoTenu nonyynTs onnaty
3a OTBET Ha BOMPOC, KOTOPbLIN MHE U Tak M3BECTEH. M Bbl HU YepTa He NoHUMaeTe B MOeM BGU3Hece, MOCKOMbKY
B35nM cobaky".

naBa 14. CoBeTbl AMPEKTOPOB. A MOMOYb HEKOMY

HeKOTOpre MOryT nogymartb, 4TO nocnegHuUMm penytom O60p0HbI NpPoOTUB NMPUHATUA NMITOXUX pemeHw?l cnyxart
COoBEeTbl ONPEKTOPOB. Beob B HUX 3acegaeT OKOMO AHXKWUHbI MyZpbIX U ONbITHbIX noaen, KOTOpble HEe OaayTt
npe3ngeHTy KomnaHnn 1 ero ctapimm MmeHemkepam ConTu npaBuUIIbHOIo NyTU. I'IpaBMano? OTHI0Ob.

OT10 Ha caMoM Jene He Tak. EQVHCTBEHHOE, YTO NPOAEMOHCTPMPOBANM COBEThI QUPEKTOPOB B NocreaHue rogpl -
3TO FOTOBHOCTb OTNPaBUTb FEHepanbHOro AUpPEeKTopa B OTCTaBKy, €CfM Yy KOMMaHuM Nnoxue nokasaTenw.
HeobaymaHHasa otctaska [xunn Bapaa nocnenoBana Bcero Yyepes Tpu roga, nocne Toro, Kak OHa 3aHsana BbICLUNA
noct. [yrnac Meectop octaBun Coca-Cola Bcero yepe3 gBa roga nocne BocxoxaeHua Ha Onumn. Pobept
AHyHumaTa npopaboTan B Global Crossing Bcero 53 Hegenu. Puiapaa TomaHa 6ecuepeMOHHO BbIKMHYNN 13 Xerox
4Yep3 Tpu roga nocne HasHayeHust (nogpobHee 06 atom B Nase 15).

Ho rge xe Obinn coBeTbl ANPEeKTOopOoB, Korga npuHMManmcb Bce ownboYHbIE peLIJeHI/Iﬂ? EQnHCTBEHHBIN cnocob
nsbexarb GonbLUMX np06neM - 3aAyWwinTb ninioxue peleHna B 3apoibille, a He XaaTb, Korga OHW pacuBeTyT U
MOKaXyT NPpU3HaKN yBAOaHUA.

Cnsawwe Ha xogy

Kak Gbino ckasaHo B naee 3, npobnembl Xerox MMelT AaBHIOK UcTopuio. HenpaBunbHble pelleHus,
NpUHUMaeMble OeCATUNETUAMW NOAPSA, NPUBENN 3TY HeKorAa YCreLlHy KOMMaHUo K Kpato nponacTu. Mnsasa Ha
TO, KaKk pa3 3a pa3oM Xerox 6e3ycneLlHo nbiTanacb BbIATU HA KOMMLIOTEPHBIVA PLIHOK UK Kak NpoLBeTaeT GusHec
Hewlett-Packard ¢ nasepHbiMiU MpuHTEpPaMM, UCMOSb3YIOLMIA M30OpeTeHNe Xerox, AymMaellb O TOM, YTO COBET
OVPEKTOPOB MOr Gbl BMELLATLCA paHbLUE.

Ho BMAMMO ero uneHbl GbiNW CrMLLKOM 3aHATbl B ApPYrMx COBeTax, YTO NpefoTBpaTUTb OLWMOKM M MOAHATb
npaBurbHble Bornpockl. CeMb U3 15 YNeHOB coBeTa AMPEKTOPOB Xerox 3acefaroT elle B NATv unu Gonee coBeTax.
Monb 3nnap, ObIBWMIA Npe3uaeHT Xerox, 3acefaeT B NSATU coBeTax. [1pesngeHT v rnasa onepawlyoHHOro
ynpaBneHus Xerox AHHa Mynkaxu - 4neH YeTblpex COBETOB AMpPeKTopoB. BepHoit [)xopaaH, Ucnonb3yroLwuii
naepbl Bunna KnuHToHa, y4acTByeT B oAMHHAALATU coBeTax. TO SIBHO CIULLKOM, OCOBEHHO B CUTYyauun Xerox,
rae npobnemMbl TpeGYOT NOMHOrO BHUMAHWUS PyKOBOAUTENEN.

Kpome TOro, 5 n3 15 uneHoB coBeTa NPeACTaBnAT caMy KOMMaHui0 Xerox u 3aHuMmalTcd, Takum obpasom,
3aLmTon cobCTBEHHbIX pelleHun. OCcTaBLUMECS YMeHbl CoBEeTa He MMEeKT AOCTaTOYHOro onbiTa B cTpaternm. 1o
OTCTaBHOW agMuparn, HeCKONbKO topucToB, BaHkup u3 NepmaHuu, xxeHwmnHa ns Lucent Technologies, n HeCKOMbKO
duHaHcucToB. B coBeTe gupektopoB 6binu pykoBoautenu Johnson & Johnson un Procter & Gamble, HO y HUX He
ObINO OMbiTa B TEXHUYECKOM MapKkeTuHre. [1o3ToMy HeyaMBUTENMBHO, YTO 3TU MIOAWM NPOJOITKaNM NATUTLCA A0 TeX
nop, Noka orpagnTb Xerox oT 60nbLUNX NPOBIIEM CTano yXXe HEBO3MOXHO.

OnbIT He B Tol obnacTtu

Korga cMOTpMLb Ha CMMCKW YfieHOB COBETOB OMPEKTOPOB - TOMbKO AMBY AaellbCcs MeToauke Bbibopa. BepHon
[xopaaH - yenosek u3 BalUMHITOHa, NOSTOMY HaBepHOEe ero B3Anu, YToObl OH OTKPbIBaN ABEPU B BbICOKME
kabuHeTbl. JTO e cnpaBeanunBo ByaeTt ckasaTb Npo akc-npesvaeHTa Oxepanbaa ®opaa un MNeHpu KnceuHmkepa.
Hu oanH 13 HUX He MOXeT ObITb NONie3eH B NpeoTBPaLLEHUM NMPUHATUS HEMPaBUITbHbIX PELLEHNNA.

lMpocTo pagu uHTepeca S NOCMOTPen, KTO 3acefdaeT B coBeTe AupekTopoB AT&T, KOoMnaHuu, OTHasHHO
Hy>xgatoLencs B noMoLn. NoMumo coTpyaHUKOB CaMOW KOMMaHWW 1 0BHapYXUn Tam OTCTaBHOIO PyKOBOAWUTENSA
HeMTAHOM KOMMaHUW, KOHCYMbTaHTa MO 3SKOHOMUKE, OTCTABHOrO Npes3ndeHTa TEeKCTUMbHOW KOMMaHuM,
npeacenatens coseTta Kodak (komnaHuu, Toxe ucChbITbiBatoLLEn npobrembl), oTcTaBHOro pykosogutens Caterpillar
Company, KOHCynbTaHTa Mo MexAyHapoAHbIM OTHOLIEeHUsM, npodeccopa npasa, npesugeHta Citygroup (oH
KCTaTu OYeHb 3aHAT B CBOEWN opraHu3auum) u BbiBLLEro reHepanbHoro avpektopa CBS, koTopbl He gobuncsa Ha
CBOEM NOCTY 6OMbLLMX YCTEX0B.

Hn ognH yenoBek u3 aton rpynnbl He UMesn TeXHUYEeCKOro UM MapKeTUHroBoro onbiTa, KOTOprI7I nomor Gbl Um
BOCNPOTUBUTLCA paHee NPUHATOMY peLUeHUo O 60pb6€ ¢ IBM Ha pblHKe KOMNbIOTEPOB, UK naee rocnoguHa



ApMCTpOHra cTonmocTbio 100 MUNNMapaoB AOMMApoB O MOKYNKe KaberbHbIX KOMMaHWid ¢ Lienbio CHOBa BOUTU B
fAomMa noTtpebutenei, kotopble AT&T 6blna BblHy)XAeHa NOKMHYTb MHOFO NMET Has3apj, ycTynuB nx komnaxum Bell.

MoxHo no nanbuam nepecymnTaTtb COBeTbl OUPEKTOPOB, MMEKLLKEe TanaHT Ui onbIiT npeaBunaeHusA. OHu yMerT
COGMpaTb OCKOJIKK, HO He yCcneBaloT NoAXBaTUTb Bady, NOKa OHa najaer.

,D,py3bﬂ M 3aKkabl4Hble Opy3bA

MonoxeHne ewe ycyrybnaerca Tem, YTO B COBETbl AMPEKTOPOB 4acTo nonagarwT nan, eAUHCTBEHHbIM
OOCTOUHCTBOM KOTOPbIX ABNAETCS 3HAKOMCTBO C rfaBon komnaHuv. Hanpumep, B coBeTe anpektopos Walt Disney
Corporation MOXHO HaWTKU HemMano Apy3el U 3HakoMbiX rmnaebl Kopropauum Maikna AnsHepa. Tyaa BxogdaT ero
a[iBoKaT, ero apxvuTekTop, ANPEKTOP CpedHeln LUKOMbl, KOTOPY KOrga-To noceliann ero AeTu, a Takke pekTop
yHUBEpCUTETA, NOSYYMBLLENO NOXEPTBOBAHNE B MUINNOH AOMIapoB..

Business Week exerogHo HasbiBaeT nyyqyuine n Xyglive coBeTbl OUPEKTOPOB. BoT 4tO nucano aTo mM3gaHue 5
MapTa 2001r. o Tex, KTo BCE BpeMaA NNneTeTcqa B KOHLEe CnCcKa:

Disney - He eAMHCTBEHHas KOMMaHWA NOCTOSHHO nneTywascs B xsocTe. Cpean "ABoedHmkoB" - Archer Daniels
Midland Co. n Advanced Micro Devices Inc. B coseTe aupektopoB ADM Takxke, kak n y Advanced Micro, Bcero
NATb HE3aBUCUMMbIX AMPEKTOPOB U3 ABEHaOUATH, U TakkKe KaK Yy HUX - KaKk MUHMMYM OOWH HE BrOfHEe He3aBUCUMbIN
yrieH coBeTa B KOMUTETax Mo HOMWHALWUWM, KOMNEHcauMaM 1 ayamTy. DKCNepTbl NO YNpaBreHW0 CYUTAOT, YTO
paboTta 3TMX Tpex KM4YeBbIX KOMUTETaX [OOJPKHA BbIMOMHATLCS WUCKMIOYUTENbHO MNOALMU U3BHE, YTOOLI
npenoTBpaTUTL BO3MOXHbIE KOHMIIMKTbI MHTEpecoB. [lBa HOBOWCMEYEHHbLIX YfleHa YEpPHOro crnmucka - 3To
komnaHum Rite Aid Corp. n Cedant Corp., crnegytowme cpady 3a Disney, n s3aHumawowme 2-e n 4-e mecra
cooTBeTCTBEHHO. CkaHaanbl B Gyxrantepmsx obOMX KOHLEPHOB MPMBENU K BOSIHEHWAM B PYKOBOACTBE U
paccrnefoBaHMsIM CO CTOPOHbI Komuccun no ueHHbIM Gymaram un Gupkam. 3Tu dakTbl NOCTaBUNU CEPbE3HbIN
BOMPOC O KOMMETEHTHOCTU COBETOB AupekTopoB. B Rite Aid, koTopas Ha NpOTshKeHWe Tpex MnocrnegHux net
o6baABNAna ogHU U Te e (huMHaHCOoBble pesyrnbTaTbl, KOMUTET NO ayauTy cobupancst Bcero ABa pasa B TeYeHue
1999-ro pMHaHCOBOro roga. Yetbipe 13 AEBATU OUPEKTOPOB KOMMNaHUN ABMSIOTCS €€ CAyXalluMmu, npu4em nstb
13 HUX gocTurnm Bospacta 70 net n 6onee. "3TO HOYHOM KOLUIMap KOpPNopaTMBHOMO ynpasneHus", - Bblpasunacb
cTaHadopackas Koppes.

M3nnwHasa LeapocCTb 3a cHET AeHer akunoHepoB

To, HackomnbKo "ApYXEeCTBEHHbIM" MO OTHOLLUEHWIO K rfaBe KOMMaHUM MOXeT OblTb COBET ee AMPEKTOPOB,
onpegensieTca BENMYMHON CyMM, BbinnavmBaeMbix 6occy. Komnanusa Archer Daniels Midland, ogHa n3 mMupoBbix
nMaepoB B CEMbCKOXO3AWCTBEHHOW NPOAYKLUW, NOCTaBWUNa pekopn ApyxectBeHHocTW. B 1996 rogy komnaHus
npusHana cebsa BUHOBHOM B (DMKCUPOBaHWUM LIEH U 3annaTtuna deaepansHoOMy nNpaBUTENbCTBY LWTpad B pa3vepe
100 MUNNMOHOB AOMMApOB, CaMblil KPYMHbIA B UCTOPWUM, CBA3aHHbLIN C (bukcMpoBaHueM UeH. Korga deaepansi
BblABUHYNN 06BUHEHMSA B (DMKCMPOBAHMKU LieH MPOTMB ABYX ObIBLUMX PYKOBOAUTENEN U OOHOrO HbIHELLHEro,
Markna AHgpeaca (cbiHa [BaviaHa AHagpeaca, Aonro crosBwero y pyna ADM), nogkpenneHHsble BUaeo3anicamu,
OblNoO BMOSIHE MOHATHO, YTO OOBUHEHUS He GecnodBeHHble. Bce Tpoe 3asBUNM O CBOEW HEBMHOBHOCTU U
obpaTtunuce B cya, a Mawvkn Angpeac nony4mn onnayvMBaeMbli OTNYCK Ha BpeMs pasbupatenscrBa. (Takum
obpasom, ecnu Bbl paboTaete B ADM 1 Bam npegbsaBneHo o6BUHEHWE, BaM BCE paBHO NMaTAT; MPOCTO BaM He
Hago pabotaTb). Koraa AHgpeac v ABoe Apyrmx 6blnv oCyxaeHbl, OH NOMy4un HeonnavyMeaemblin OTMyCK. Takum
06pa3om, ecnu Bbl YrOMOBHYK, Bbl BCE €LLe SABNSETECH CNYXalLLNM.

A Tenepb NpUMep TOro, YTO S HA3bIBaKD APYKECTBEHHLIM OTHOLLEHWEM COBETa AMPEKTOPOB. AHAMNOMMYHbIN Cryyain
umen Mmecto B General Electric MmHoro net Hasag. OcyXaeHHble pyKOBOAWUTENWU OTNpaBUivCh B TIOPbMY U GonbLue
HE YUCTIIUIUCL CPEAUN COTPYOHUKOB KOMMaHUM.

JlerenpapHas Occidental Petrolium cuutaetca akcnepTamu YeMnMOHOM BCEX BPEeMEH No Mroxomy obpalueHunto ¢
akumoHepamu. Kak Bam Takon npumep wweapoctu? B 1997-m rogy COBET OUPEKTOPOB BbIKYMWUI Y faBbl KOMMAAHUM
Pes AlipeHa ocTaBluMecs 7 neT ero KoHTpakTa 3a 95 MunnMoHoB gonnapos. lNocne 3Toro, yxke akTuiecku
3annatvB emy no 13 mMunnuoHOB B rof Briepes, COBET MoAnucarn C HUM HOBbIA KOHTPAKT, rapaHTupyrowmia 1,2
MuUNnuoHa B rog. (A Bedb NapeHb Aaxe He urpaet B 6encbon).

Bce aTo nNpuBEno K UCKY CO CTOPOHbI akLMOHEPOB, KOTOPbI 3acTaBun OXy NPOBECTU KanuTanbHbIA PEMOHT B
CBOEM PYKOBOACTBE. YNy4ywunno nun 310 paboty komnanumn? lMoka yto Occidental Petrolium mnmeeT nokasaTtenu
XYXX€, YEeM Y rpynnbl, B KOTOPYH OHa BXOQUT, YTO CBMAETENbLCTBYET O TOM, YTO AaXe Haxo4sCb Nof AaBleHueM,
COBET OUPEKTOPOB He OKa3biBaeT 60MbLIOM MOMOLLM B BGU3Hece.

HouyHon kowmap B AencTeum

Warnaco - komnaHus, ucnbliTeblBaoLas 6onbline npobnemsl. ITo ele OAWH NPUMEpP YXaCHOW pacnnatbl 3a
nrnoxyto pabory.

Warnaco - npov3soauTenb oaexabl, U3BECTHbLIN No Takmum 6paHaam, kak Calvin Klein, Speedo, Chaps, Olga u
MHOrUM Apyrum. B npowniom rogy ybbITKM KOMNaHuM coctasunu 338 MUNMMOHOB AONMapoB, a CTOMMOCTb ee
CKNafCKMX 3anacoB MOYTU MOSHOCTbIO ucnapunacb. Ho HeCMOTpsA Ha 3To nMpe3naeHT komnaHuu JluHaa BayHep
nony4una owernomnsioLee Bo3HarpaxageHue 3a 1998 ropa.

Mo ocHoBHoM 3apnnate - $2,7 MUNNMOHa - OHa ycTynana Tonbko rnase GE [xeky Yanuy ¢ $2,8 munnvoHamu (9
nepepbIn BCe BO3MOXHbIE UCTOYHMKM). Ee 6oHyc B $6 munnuoHoB 6bin Boille, YeMm y [kaka Haccepa u3 Ford, ybn
akuum BbIpoCnn B TOM rogy Ha 70 nNpoueHTOoB, U Bbile, YeM Yy Jln PaMmoHaa 13 Exxon, YbM akuum Toxe pocnu,
npuTOM 4TO cam PanmmoHp Ben Torga neperoBopbl, 0 CAMOM KPYNHOM B UCTOPUU CriMsiHUKU. BavHep Takxe



nonyyuna $6,5 MUNNIMOHOB NPUBUMErMPOBAHHLIMU aKUMSIMKU, @ TakKe MUIIMOHbI B BUAE OMLMOHOB, KOTOpble
aBTOMaTUYeCKU 3ameLLalnTca AeHbramum no mepe ucnonHeHus. Utak: JNluHga nonyymna Takoe BO3HarpaxaeHue,
Kak ecnu Obl pykoBOAMMAs €0 KOMMaHWa OOCTUrna cHorclumMbaTenbHoro ycnexa, XoTa Ha camom gene Warnaco
nokuHyna cnucok Fortune 500, noHecna ybbiTkK, a ee cknag obecueruncs. MoxHo 4o6aBuThb elle, YTO ayauTopsbl
n3y4arnum BOnpoc O XMU3HECNIOCOBHOCTM KOMMNaHUM.

CocTaB coBeTa anpektopos Warnaco 3acTaBuUT LLEBENUTLCA BOJSIOCbI Ha rosfioBe noboro KCcnepTta no
KoprnopaTtneBHOMY YynpaBlieHUIO. M3 cemn uneHoB gBoe npeancTaBnArT KOMMNaHUK, a U3 NATU OCTaBLUUXCA OBOEe
ABMAIOTCA KOHcynbTaHTamu Warnaco, a oauH - ee agBokKar. Akumm Warnaco HaxogsiTcst Ha gHe, 4To roBoput 0ob
ocTpom HeobxoQMMOoCTH BCTPAXHYTb KOMNaHWIO, €CJIM KOHEYHO eLle He NO3aHO.

Bbl MmoxeTe nonHTEepecoBaTbCA, NoYeMy nosioXKeHne BblllenepedncrieHHbIX KOMMaHUn cTano CToflb NavyeBHbIM.
OTBeT B TOM, YTO ANst Toro, Ytobbl M36aBUTLCA OT MSIOXOro COBETA ANPEKTOopPOoB., Tpe6yr0Tcs| Cepbe3Hble yCunma n
KoopanHauuna akuunmoHepoB - OObIYHO WMHBECTULMOHHBIX M MEHCUOHHBLIX (*)OHLI,OB, KOTOpble MO OefioBbiM U
NoNMNTUYECKUM COOGpa)KeHI/IFIM MOryT He 3axOTeTb NOPTUTb OTHOLLEHUA C rmaBamMu KPYnHbIX Kopnopau,wlh. OpaHako
TepneHuo akuMoHepoB BCerga ectb npeaern, n B KOHLUEe KOHLOB OHU 06pau.|.ar0T09| B CyA.

|_|03TOMy nyyule Ha4vyunHaTb paGOTy C XOpowum coBeToM ONPEKTOpPOB, 4YeM MOTOM NbiTaTbCA n3baBuTbCHA OT
nnoxoro. MTak, Kak 4OfmMKeH BbIrMsageTb XopoLu un coseT ﬂMpeKTOpOB?

CoBeT cneumanncTos

Ecnmn 6bl MmeHs nonpocunu C(*)OpMMpOBaTb COBET AMNPEKTOPOB, nocrieaHee, 4To A Obl coenan, Tak 3710 npurnacun
TyAa CTapbiX anﬂTeneﬁ, 3HaMEHUTOCTEN UMK OTCTaBHbIX npe3ngeHToB KoMnaHuin. A nop,o6pan Obl rpynny nogen,
KOTOpbl€ pearibHO nomMornm Obl Moeln koMnaHun msbexartb np06neM. OT0 3HAuuT, YTO A X0Ten Obl B HEM BUAOETb
9KCMNepToB B pa3yiMyHbIX obnacTtsx, BaxHbIx A4ns moero 6usHeca. Bot koro NPpUMeEpPHO A Obl uckan:

- Okcnept no cpmHaHcam. Yonn Ctput, TpeboBaHus K kanuTany, pMHaHCoBasi OTYETHOCTb, BantOTHbIN PbIHOK - BOT
NMLWb HEKOTOPbIE N3 BOMPOCOB, B KOTOPbIX HY>KHA 3KCrNepTusa. XopoLLo ecrnv YenoBeK He 13 MOen KOMNaHUM U ¢
onbIToM paboTkl B 3T0N o6nactu 6yaeT HabnogaTb 3a MOMMU NokasaTensaMu 1 npeanaratb, Kak UX MOXHO
YIyYLLUTD.

- OkcnepT no npoussoacTsy. Ecnv mon 613Hec cBA3aH ¢ NPOM3BOACTBOM Yero 6kl TO HU 6bIno, 1 xoTen 6bl UMeTb
B COBETE AMPEKTOPOB YenoBeka, pa3bupatoLlerocs B 3aBofax v habpuikax, KOTopbliv 6bin Obl B Kypce nocnegHmx
TEXHONOrM4ecknx AOCTMXKEHN. Takon Yenosek Oblin 66l 0cobeHHO noneseH, ecnu 6U3HeC CBsI3aH C HOBbIMU
TEXHOMNOUSIMM.

- OkcnepT no nepcoHany. bonbLune koprnopauum - 3To BCero nuilb 6onbluve cobpaHus nogen. MNMoatomy 3abota o
HUX, BKMoYas NuUTaHue u obpas3oBaHne, ABNSIETCS KPUTUYECKM BaXkHOW. [Nogaepkka Takoro cneluanucta nomorna
Obl MOUM MOAAM NOMb30BaTbCS MOCNEAHUMYM OPraHUM3aLUOHHBIMK UAEAMU B STON obrnacTu.

- 3KCFIepT MO MapKeTUHry. Becb MUP - 9TO OAVH CMAOLHON MapKETUHT, NO3TOMY A XOoTen Obl BUOETD cpeau 4neHos
coBeTa YeroBeka, cnocobHoro Cepbe3HO nccnenoBaTtb COCTOAHME KOMMNAHNUU B obnactu nnaHnMpoBaHUA. A xoten
Obl 3HATb, HE BUAUT SN OH BO3MOXHOCTM NOSABMIEHNSA KaKUX-NTMOOo Cepbe3HbIX np06neM. Koro 6bl 51 He npurnacun,
Tak 37O NJen, Kotopble 6yﬂ,yT nnaHupoBaTb Mo wabnoHam.

- 3KCFIepT no ynpaslieHUI0. BOJ'IbLIJyPO NMOMOLLb MOXeT NpuHecTn ObIBLUMIA FMTAaBa KOMMaHUN CXO4HOM C(*)epbl
AeATEeNbHOCTHN, N aaxe KTO-HI/I6yLI,b M3 KOHCYINbTaUuMOHHOIO 1Unn akagemMmn4eckoro mupa, nosuaaBLLIN Xopotiuee,
nnoxoe 1 ypoannmseoe B kKopnopaTtuBHOM MUpe. Ewe pa3 nog4epkHy, 4TO OH OOJDKEeH ObITb npegenibHoO YeCTHbIM, U
XOTE€Tb roBOPUTb MHE U MOUM COTPYAHUKaM, YTO HaM Haao caenatb Ana ynydleHua HaLLen KoMMNaHuu.

XoT4 Takyilo KOMaHAy MOXHO Ha3BaTb KOMaHOOW MeuThbl, Ans coBeTa ANPEeKToOpOoB A UcKan Obl ntogen He
paGOTaPOLLI,I/IX B MOEW KOMNaHUn, N UMEIOLLINX Kakne-To peanbHble HaBbIKW. A Obl He 6pan B COBET 3HAMEHUTOCTEN,
nogen, nonagarvwmx B COBETbl MO COOGpa)KeHI/IﬂM NonNUTUYECKOn KOPPEKTHOCTU ()KeHLLI,I/IH, ﬂpeﬂCTaBMTeﬂeﬁ
MEHbLUNHCTB U T.FI.), a Takxke nogen, KOTOpPbIE NPOCTO CO MHOMW corfaLuarTcs.

Opr)KaPOLLI,I/IIZ MUP CTaHOBUTCA BCe bonee CnoOXHbIM, noa3ToMy Bam n0Tpe6yeTc;| MakcnMMalribHO BO3MOXHasdA
NOMOLLb OT CoBEeTa AMPEKTOPOB.

CoBeTbl AMPEKTOPOB AOMMKHbLI paboTaTb

Bo3moOXHO 1 He coBceM crnpaBeAnvB K coBeTam AMpPeKTopoB. MHorMe us HMX NPOCTO He MOryT BbiTb MOMNe3HbIMU,
MOCKOJIbKY BbICLLEE PYKOBOACTBO PEAKO MOAKIHYAET MX K MPUHATUIO MAOXMX MMM Xopowux peweHni. OBblYHO
YneHbl TakMx COBETOB AUPEKTOPOB y3HAOT 060 BCeM U3 AOKYMEHTOB, KOTOpblE OCTanoch TOMbLKO nognucatb. Y
MeHs Obin onbIT paboTbl B KOMNaHUW, rAe COBET AMPEKTOPOB aKTUBHO MpUHMMAan yvactue B 064ymMblBaHWM
peLUeHnit, 1 3To ObiN BeCbMa MOMOXUTENbHBIV onbIT. [loH BaneHTaiH, 6nectawmin MapkeTUHroBbI pPyKOBOAUTENb,
C KOTOpbIM 9 BMecTe pabotan ana Southwest Airlines, nonpocun MeHs npogenaTb HEKOTOPYK paboTy no
ctpaTtermn B Continental Airlines. Muccua BaneHTtaiHa coctosina B TOM, 4ToBbl MOMOYb CO3[aTb KOHKYpeHTa
Southwest B obrnacTu AelleBbiX NepenetoB Ha Hebornbluve paccTosHUA, NogobHO TOMY, Kak 3To caenana
aBmakomnaHust United Airlines co csoer cnyx6on United Shuttle Ha BocTtouHom [Mobepexbe. Bbin paspaboTtaH
NpoTOTWN NOA YCMOBHbIM HasBaHueM “Continental Peanut Fares" (MoneTtkl Ha Continental no ueHe apaxuca) u
BOMPOC 3aknoyanca B TOM, ucrnonb3osaTb nu cy66paHa CALITE (Continental Airlines Lite) wnu cospaTb
COBEpLLEHHO HOBOE UMSI.

Mpobnema 6bina B "Continental”



B Halwen npeseHTaumMmn Mbl HE CAULLKOM ONTUMMWCTUYHO roBopunu o cy66paHge no tuny Southwest. Bo-nepsbix, y
Continental He 6bINO TEX NMCOB, KOTOPLIMM MOrfa noxasacTtatbca Southwest, Takux kak Xepb Kennep, camoneTbl
OfHOrO TWMa, OTCYTCTBME OPOHMPOBAHUA UNKM camasi HU3Kas CTOMMOCTb OOHOW MWMU B vHAYCTpuu. Bo-BTOpbIX,
OXuMOanocb NosiBNeHNe eLlle HEeCKONbKMX HOBbIX aBUakOMMaHui, Cneunanusupylowmnxcs Ha HeJopornx nepeBo3skax
(Bce ato npoucxoguno B cepeauHe 90-x). Mockonbky Continental nepexuna 6aHKpoTCTBO, Heobxoaumo 6bino
nepenosuuuoHupoBaTh cam 6paHa Continental, a He NbITaTbCA 3anycTUTb HOBbINM BpaHA, nogpaxas Southwest.

Mosi pekoMeHaauus coctosina B no3uumoHupoBaHun Continental NnpoTve Tpex GonbluMx koMnaHuin (American,
United u Delta) kak umetowyo "6onblue aBuanuMHuM 3a Te xe AeHbrn'. A npegnoxun 3abbite npo "CALITE" u
"apaxucoBble Tapudbl" U COCPEAOTOUNTLCA HA OCHOBHOM Bp3HAe.

CoBeT anpekTopoB

Xota npesugeHT Continental sBHO He ropen xenaHvem, [oH BaneHTalH yroBopun ero nokasatb Npe3eHTaLuio
coBeTy AupekTopoB. W oH cormacuncs. BcTtpeya npolwna He CnuWKOM rnagko, MOCKOMbKY NPesnaeHTy SIBHO He
HpaBunacb maes nosuumoHmpoBaTb Continental, kak komnaHuio, nNpegnaratwollyo 6onblle 3a Te Xe AeHbrun, u
0TKa3aTbCs OT YCUINUIA, CBSA3aHHBIX C Maeewn "apaxmcoBbiX TapudoB".

Koraa 51 yxxe cobupan csou Bellmn, KO MHe MoAoLLna ofHa M3 YfeHOB coBeTa AMPEeKTopoB U nobrarojapuna 3a
npeseHTauuio. S BbiCcKasarnca B TOM Ayxe, YTO KaXeTCa He BCe MPOLUMO Tak, Kak xoTenock 6bl. OHa ckasana, -
"BoBce HeT. Bac ycnbiwanu'.

W oHW oencTBuTenbHO yChnblWwanu. CALITE TaKk n He cocTosanach, B KOMMaHUo npuLino HOBOM pyKoBOACTBO, 1 OHU

OEeNCTBUTENBHO MPeasioXunm "Oonblue aBManNUHUN" 3a OeHbrn - Gonbline npeMmmun Oonda 4acto netarowmnx
naccaxmpos, MeHee goporoe OGCJ'Iy)KI/lBaHI/le B NepBOM Krnacce, bornee HoBble CaMOJIETHI.

B HacToswee Bpemsi Continental 4yyBcTByeT ceGs HEMmoxo, U OHa UMeEET COBEeT AUPEKTOPOB, KOTOPLIN
3acnyxueaeT noxasarsbl. OH 4eNCTBUTENBHO Gbln NONe3HbIM.

nasa 15. Yonn Ctput. Hudero kpome npobnem

KoHcynbTaHTbl 1 COBETHI AUPEKTOPOB MPUHOCAT Marno NOMOLLM, HO MO KpanHen Mepe OHWU He HAHOCAT GorbLIoro
yuwiepba. NHorga oHM gaxe npousBOAAT Ha cBeT xopowve maewn. A BoT pebara ¢ Yonn CTput yacto cosgaroT
NpPeanochIfkM Ans Toro, YTtobbl MOMOXEHWE KOMMaHuuM cTano HenonpasuMbiM. OHU yCcTpamBalT Tennuubl Ans
npobnem, oHn BoobLLe nbaT, 4ToOLI BCe "pocro”.

PocT akuuii MmoxeT BbITb Npobnemon

M3BecTHbIN akOoHOMUCT MunToH ®puamaH 3amedaTenbHO Bblpasui 3Ty MbICMb, CKa3aB oAHaxdbl: "Y Hac HeT
OCTpOM HeoBXoOMMOCTM pacTu. Y Hac ecTb OCTPOE XerfaHue pacTu'. JTo XKeraHue pocTa - rMaBHas npuinHa
npobnem Ans MHOrmMx kKoMnaHui. PocT gormkeH ObiTb NO6OYHLIM NPOAYKTOM XOopoLluen paboTbl komnaHumM. Ho cam
POCT KaK TakOBOW - 3TO He Ta Leflb, K KOTOPOW CTOUT CTPEMUTbCHA. Ha camom gene pocT - 3TO NPEecTYnHUK,
CTOSLLIUIA 3@ MOCTAHOBKOW HEBbLIMOMNHUMBbIX Lienen.

MaBbl Koprnopaumii JobvBaloTCs pocTa akUuin, YToObl NPOANUTL CPOK CBOErO KOHTpakTa M YBENUYUTb NNYHblE
3apaboTtku. Bpokepbl Yonn CTput oGuBatoTcs pocTa Ans NOAAEPXKKM CBOEW penyTauuu U, onaTb e, YToObl
YBENUYUTb NNYHbIE 3apaboTKu.

Ho Tak nu YX Heobxoaum pocT akumin? KoHeyHo HeT. Ecnm Bbl 3agymaeTtecCb Haa TeMm, Kakomn Bpen mHoraa
HaHOCUTCA KOMNaHUn paaun Heobs13aTenbHOro pocTa akuun, Bbl, HaBepHOe, CKaXeTe, 4TO 3TO npecTtynneHune
npotme 6p3Hp,a. Bot peanbHaa UCTopua, Noka3bliBarllad, Kak XeJflaHne pocTta ctano FIpI/NI/IHOIZ 3rnoAeaHNI.

MeHsi npurnacunu oueHuTb Gu3Hec-nnaHbl B 0AHOM GOnblION (hapMaueBTUYECKON KOMMaHWUM, WMEoLen
MHOXXeCTBO Gp3aHAOB. B cBol ouepenb OpaHa-MeHemkepbl NPEACTaBUNM MHE CBOM NiaHbl Ha Gyaoywmi rog. B xone
CBOEW NpeseHTauuM oguH MOOLOWN PyKOBOAWUTENb pacckasan O NOSIBIIEHNM HOBOTO arpecCUMBHOMO KOHKYpEHTa B
CBOEI KaTeropuu, KOTopoe [AOJIKHO Gbiflo HeW3GexHo M3MeHuTb GamaHc cun. Ho korga oH gowen o
NPOrHO3MPOBaHWsi obbema Mpofax, BbISCHWIOCH, YTO €ro nnaH npegycMmaTpueaeT 15-TM NPOUEHTHbIA pocT. A
HEMeAJIeHHO CMPOCWUIT, Kak 3TO MOXET OblTb, Y4UTbIBas NMOSIBIIEHWE HOBOIO KOHKYPEHTA.

OH oTBeTun, 4YTo cobUpaeTCcs OCYLLECTBUTbL Psi KPAaTKOCPOYHbIX MAHEBPOB W paclUMpeHUe NMUHUKU NPOAYKTOB. B
nepcnekTMBe 3TO He HaHeceT ywepb 6paHay? [a, HaHeceT. Toraa 3ayem 310 Aenatb? lNMockonbky ero 6occ
TpebyeT yBenuUYeHUst Npoaax, 1 MHe crieflyeT NOroBOpuTL C HAM.

Hepenio cnycta aTtoT 6occ npusHan npobrnemMy, HO ckasan, YTo ero 6occ TpebyeT pocTa npopax u3-3a, Bbl yXe
poraganuck, Yonn Ctpur.

15-T1 npoueHTHOE 3abnyxaeHue

Kapon Jlymunc, m3BecTHbI pepaktop Fortune, Hanucan CTaTbio MOCBSILLEHHYO STOMY BOMPOCY, KOTopasi cTarna
cBOe0oGpa3Hoii Bexol 1 Gpocuna BbI30B "HarfbiM NporHo3aM O pocTe AOXOA0B, YacTo BedylUMM K MoTepe Lenu,
Kpaxy akuuii u nsobpetatenbctBy B Oyxrantepumn”. CrnpaluvMBaeTcsi: NOYEMY rfaBa Koprnopauunm He MoxeT
HapYLIMTb TPaauLmio?

B aToii ctathe Kapon 3anoxun oCHOBbI TOro, YTO ceiyac cHUTaeTcs NpUEMIIEMbIM NOBEAEHUEM PYKOBOAUTENS:

M3 Bcex sicHO chopMynMpOoBaHHbIX Lienein, obLiei ans 6onblunx KoMMNaHui, ABRsSeTcs pocT Aoxoda € akuum Ha 15
NPOLIEHTOB - YTO PABHOCWUIBHO CO34aHUI0 KOMaHabl Bcex 38e3a. [pu pocTe B 15 NpoLLEHTOB KOMNAaHWUA A0MMKHa



NpUMepHO yABOUTL CBOWM AoxoAbl 3a NsATb NeT. [Mpu aToM oHa Hen3bexxHO CTaHeT 3Be3a0n hOHOO0BOro pbiHKa, a ee
npesunaeHTy obecneyeH napag TenerpadHbix neHT. (5 depansa 2001r.)

He HyXHO ObITb Yy4eHbIM-pPaKeTYMKOM, 4YTOObl MOHATb, MOYEMY Tak MpouMcxoauT. Takoro poga npenckasaHus
NpYKOBbIBaOT BHUMaHue Yonn Ctput. OTo cBoeobpasHbii NoboBHLIN TaHey, Yonn CTpuT u pykoBoautenemn
KOMMaHWIN, BO BpeMs KOTOPOro OHW LUEenYyT APYr OPYry Cragkve U HUYero He 3Havawue Bewun. PykoBogutensam
HY>XHO, YTOObl BbICOKME aHANWUTUKN 3aMETUIN UX, U PEKOMEHAOBanM nokynaTe akumM ux komnavun. Yonn Ctpur
HyXeH nobegutens, YTOObI caenaTth Ha ero npYMepe XopoLwni aHanu3 u npueneys 6onblie aeHer. Ho Bce aTo
Oaneko oT AeNACTBUTENbHOCTM.

Bce a0 3abnyxpaeHue.

PeanbHble umdpbl

Kak oTmMeuvaeT B cBoel ctatbe Jlymuc, TlaTenbHble UCCNegoBaHWUA MOKasblBakoT, YTO OYeHb HEMHOMME KOMMaHuu
mMoryT gobutbca pocTta B Ha 15 1 6onee npoueHToB B rog. Fortune paccmoTtpen 150 komnaHui 3a Tpy nepuoaa -
1960-1980, 1970-1990 1 1989-1999.

B kaxabll U3 aTMX NepMoaoB TOMbKO TPU UNU YETbIPE KOMMNaHWM OOCTUINN pocTa AoxodoB B 15 npoueHToB U
6onee. MNopsagka 20-30 koMnaHu AoBoONbCTBOBaNUCb poctom ot 10 go 15 npoueHTos, 40-60 yBenuynnm ceou
aktmebl Ha 5-10 npoueHTtoB, 20-30 - Ha 5 1 MeHee npoueHToB, a eule y 20-30 kKOMNaHWA pesynbTaTbl Obinn
oTpuuaTtensHbiMU. Bece npaBunbHO, Tam rae ecTb nobeanTenu, AOMmKHbI ObiTb U NPOUrpaBLLME.

B cpegHem 3a 311 40 net npubbinb NOCre HanoroB yBenuMynBanacb Ha 8 NPoLEHTOB B rod. 3TO 3HAYUT, YTO
KOMMaHus, KOTOPOW yaAanocb 4OCTMYb pocTa B 15 NpoLEeHTOB onepexana cpeaHecTaTUCTUYECKYHo NoYTU B ABa
pasa.

B Takux ycrnoBuax HeygmMBUTENBHO, YTO MHOTME KOMMaHWW HAYMHAKOT AenaTb HenpaBurbHbIE LWarK, ctTapasicb BO
4YTO Obl TO HM CTanNo COXpaHWUTb TEHAEHLUIO pocTa Ha bupke.



Tproku Toproenu

Camblii MpocTOl Cnocob CoxpaHWTb CBOe Yrydluatolleecs norioxeHne Ha Yonn CTpUT - He yuuTbIBaTb HEKOTOpPLIE
crneumanbHble pacxofbl, KOTopble ByxranTepa MOryT HanMcaTb MenKUM LIPUAPTOM Mog BEYHO PacTyLLMM rpadhukom
foxopoB. [pyroii cnocob - ykpacTb U3 criedytowero kBapTana ¢ Tem, YTobbl Nyylle BbirnaaeTe B TEKyLWEM. TO
YacTo fenaeTcs C NMOMOLLBIO TaK Ha3blBaeMOIA "3arpysku TOProBnn®, TO eCTb HamnomnHeHWs: AUCTPUOLIOTEPCKO CeTM
TOBapaMu B KOHLIE KBapTana ans yBenuyeHus npogax. Mnu Tprokamu ¢ geknapauvein 06 n3bbIToYHbIX cpeacTBax

B NeHCUOHHOM (*)OHLI,e M C COKpalLleHnem 6J'I8FOTBOpI/ITeJ'IbeIX nporpamMmm.

OpHako camblil GonbLuoi yuep6 GpaHay B OyayLieM, Kak yKe roBOpUrocb, MOTYT HaHeCTW MOMbITKU YBENUYUTb
npoAaxu 3a CYEeT paclUMpPeHUsi NMUHENKN MPOoAYKTOB. XOTA 3TOT MPUEM U HE YBENWYUBAET KPaTKOCPOYHbIX
[OXO0B, PYKOBOACTBO YacTo BUAUT B HEM BO3MOXXHOCTb POCTa, 3a CYET BbIXoAa Ha ApYrue pbiHKU.

Takoro poga AenaTenbHOCTb NoApbIBaeT camy CYLLUHOCTb TOro, YTO AenaeT 6paHa MHAMBMAYaNbHBIM U YCELWHbIM.
Ha npumepe Porsche aTo BbIrNSanT ocobeHHo ApamaTuYHO.

CniopTuBHO-noTpebutensckun Porsche?

OTo MOXeT nokasaTbCs NpoOTUBOpPEYMeEM TepMUHOB, HO Porsche xoyeT 3apaboTaTb Ha CNOPTUBHO-
noTpebutenbckom aBTomobune, Ucnonb3ys ero, Aa Bbl yraganu, ans pocta. (Het, ato He genaHue geHer. B 2000
rogy General Motors B cpegHem mMena goxod B 853 gonnapa € Kaxaon npogaHHon MawumHbl. Porsche - 7350
ponnapos). Porsche cobupaetca npeacrtasutb Mogens Cayenne, kotopas 6yaet pasmepom ¢ Grand Cherokee. 31o
nepBbIi HECTIOPTUBHBIN aBTOMOOUIL B 53-neTHen uctopumn cupmel. OH OyaeT UMeTb YeTbipe ABEpM, YeTbipe
cuaeHus u 3agHioo Aeepb. ([a, B 3To TpyaHO noBeputb). B cosHaHum ntogen Porsche - aTo knaccuyeckast 911-as
Mogens ¢ 6-TM UUNMHAOPOBLIM ABUraTernieM BO3AYLUHOMO OXnaxaeHus B 3agHen yacTu. Porsche He kenaet
MUPUTLCS C AEUCTBUTENBHOCTLIO M HACTOMYMBO NbITAETCA PaCLUMPUTL IMHUIO.

B 1970-x n 1980-x rogax Porsche yxe xoTena coutn ¢ Onumna, cHayana nbiTascb co3gatb aBTOMOOWNb CO
cpenHeobbeMHbIM ABuratenem, 914, cosmectHo ¢ Volkswagen, a 3atem aBToMo6unb C NepeaHUM pacnonoXeHUem
asuratenst coeMectHo ¢ Audi, 924. O6e mogenun Gbiny B KOHLE KOHLIOB CHATbI C npoussoacTea. B 1978 roagy
Porsche npegcrtasuna 928-yio mogenb ¢ nepegHuUM 8-mu LMAMHAPOBLIM ABUraTenem, kotopas AOmKHa Obina
3aHATb MecTo apxauyHon 911-i. Ho nypucTbl oTkasanucb NpuHATbL 928-yio Kak HacToswmn Porsche, noatomy ee
BbINycK npekpatunca. OgHako npovssoacTeo 911-n mogenu npogoskaeTcs.

HekoTopble MoryT nogymatb, 4To Porsche HakoHel noHsna, 4to nobas MalumHa, KoTopas He BbIrNsSauT kak 911,
He BOCMpUHMMAETCs npuBepxeHuamu 6paHaa kak Porsche. Hu TyT-TO0 6bIn0. KOMnaHusa onaTtb paboTtaeT €
Volkswagen Hag co3aaHvem aBTomMobuns Hu4ero obLero He nMetoLero ¢ 911.

Ycnexos!
MeHio "HoBsble Bkychl" oT McDonald's

CeropHs 3omnoTble apku McDonald's Heckonbko nogpacTepsinu ceo 6neck. B 2000 rogy npogau BbIPOCNW BCEro
Ha 3 NPOLIEHTA, @ YNCTLIN JOX0Z 33 YETBEpPTbIl KBapTarn CHU3UIICSA Ha 7 NPOLIEHTOB. 3TO eCTECTBEHHO CKa3aroch
Ha aKUMaX, KOTopble ceiivyac Ha caMoi HU3KOW OTMETKe 3a ABa roga.

nasa McDonald's Ixak puHGepr npeanpuHan waru, kotopble Obl caenan nobon 3HepruyHbIn Npe3ngeHT
KOMNaHUM Ha ero MecTe: OH MpeasioKun HeYTo HOBOe MoA HassaHueM “MeHlo HOBbIX BKYCOB", cocTosilee u3 44
nyHKkTOB. PoTaunsa 6ntog mexay dpaHyansuHramy 6yaeT ocyLecTBASATLCA No NpuHUMNy 4 6roga 0gHOBPEMEHHO B
ogHoM mecte. OH cunTaeT, 4YTo 3TO No3BoNuT yasoutb npoaaxun B CLUA B TeueHue cneayrowmx 10 net. Mpobnema
3aKr4aeTcs B TOM, YTO MHOMMe MyHKTbl N3 HOBOrO MEHIO He Tak Y U HoBbl. OHO BKIOYaeT HEKOTOpble cTapble
Ce30HHble NpoAyKThl, Takme kak McRib n Shamrock Shake (3eneHbin). BkrtoveHbl Takke Takvme BeLW, Kak NMorocku
BekoHa 1 cenbckue coychbl, konvpytowme Wendy. Byrepbpog Quarter Pouder ¢ cbipoMm npeacTaBrieH Tpems Buaamu
cbipa: Yeaaep, WBenUapckni 1 ameprkaHCKUin.

Bce k yemy 3TO NpYBEAET - OMEpPEaM Y KaKOOM KacChl U XKanobbl C 3TUM CBA3aHHbLIE.
Ynaun!
KoBapHble OnLMOHbI aKLIMOHEPOB

Yonn CTpI/IT 4YacTo BJMAEeT Ha noBegeHme KoMmnaHuMM 3a cHeT onumoHOB aKuMOHepoB (BO3MO)KHOCTI:> cnyxawunx
BbIKynaTb akuumn CBOEWN KOMMaHUKU NO NbrOTHLIM Ll,eHaM). Korpa PYKOBOACTBO UK faxe cryxaliue, Haxogdlineca
Ha cpeaHeM ypoBHE B nepapxumn KoMnaHumn, paccMmaTpmBaroT OnuMoHbl akLMOHEPOB, OHU HAYUHAKOT BecnokonTbcA
O COCTOSIHUM aKUUin KOMMaHWUM B crnenywulemMm KsapTtane. OHu xoTaT, 4TOBbI UX OMUMOHDI npuHOCUNN UM FlpI/I6bIJ'Ib,
NO3TOMY OHM Npeano4yYuTaroT CrinaxumeaTb Yribl U HE NPUHUMMAaTb peLIJeHI/II7I, KOTOpble MOryT ObITb NonesHbl Ansi
KOMNaHUK B NepcnekTuee, HO npuBenyTt K CHMXEHUKO OOX040B XOTA Obl Ha Heckonbko LeHToB. OHM ynTarT
raseTtbl. ,D,OCTaTOHHO B NPOrHo3e Cka3aTb O CHMXEeHUn FIpI/I6bIJ'II/I Ha HECKONbKO MeHuu, n Yonn CTpI/IT coenaet
Baln akuum gewesne Ha 20 NPOLIeHTOB. A 3TO, KOHEYHO FIOFy6I/1T ONuUWnoOHbI, N NpuBedeT K NoABNEHUO uenon
apMunn COTPYOQHUKOB, XOO4ALLUX C BbITAHYTbIMU NULaMMW.

OOuH MOW KNMEHT, KOMMaHUa 3aHMMaloLasaca NpPoU3BOACTBOM MULILbI, NPOAEMOHCTPMPOBana Kak pas TakoW
npumep noGefbl KPaTKOCPOYHOTO MbILWMEHUS Hag [0NrocpoyHbiM. OAMH M3 COTPYAHMKOB KOMMAHUM MOSyYun
MHDOPMaLMIO O HOBOW MENbHUYHONW CUCTEME, CYLLECTBEHHO YrydluatoLleil NPoLEece U3roToBreHust TecTa. Jlroaw,
oTBevaloLye 3a NPUHATUE PELLEHUSI O MOKYMKe, OTKasanuch OT GbICTPOro NMpPUOBPETEHUS CUCTEMBI, XOTS Briageney,
KOMMaHUW CYUTar, YTo Nokynka Heobxoauma. MpuynHON 3agepikkM NOCIYXXKUIO TO, YTO pacxodbl MO NOBMNUSI T



Ha KBapTanbHbI NporHo3 Agoxoaos. Kak ckasan snagened: "mMowu noau sopytoT y MNeTpa (ynyyleHve kayecTtsa),
4yT06bI 3annatutek Masny (Yonn Ctpur).

Heuero un roBOpUTb, YTO Tenepb OH CTapaeTcAa nnatutb CBOUM nOAAM MHaAYve, YeM nocpencTtBoM OnuMoHOB
aKLUMOHepOoB.

Mpobnema 3ro

Ewe ogHa HEMNPUATHOCTb, KOTOPpaa cry4yaeTca C rnmaBsamMmu KOMMNaHWiA, KOraa OHU He AOCTUratT CBOUX CMENbIX, HO
HepearbHbIX uenewn, - camontobue, KOTOpO€e CTaHOBUTCA YL EeMJIeHHbIM B TOT CcaMbli MOMEHT, Korga akumm nagator.
Ecnn B notoke (*)I/IHaHCOBbIX HOBOCTEWN, Hu3Beprawwiemcda c Yonn CTpI/IT, noasnAeTca MH(*)OpMaLI,MFl O CHWXeHunn
CTOMMOCTM aKkuui, rnasa KOMMaHuM okasblBaeTcs B APKOM CBETE MPOXEKTOPOoB p,ypH0|71 cnaebl. HeoxuaaHHo Bce
Ha4YnHaloT NncaTb UCTOPUN O MMaBe KOMNaHUM 1 0 TOM, Kakune OLLNGKM OH ponycTtun.

CerogHs Kapnu ®anopuHa - repont Hewlett-Packard, a 3aBTpa yxxe nuyT 0 ee n3nuiiHe ambuLMo3HbIX nnaHax v
O TOM, Kak oHa notepsana gosepue Yonn CTtput. Ecnu y Bac Toncras Koxa - 3TO He cTpalwHo. Ho Tonbko
nogymante, Befb 3TV Xe caMble CTaTbW YATAIOT YNEHbl COBETA AUPEKTOPOB U CryKallme Ballen koMmnaHun. Takvne
nyénuuHble ygapbl HaHocAT yuwiepb Balwen penytauuu, usHawwmsarT Bac. OHM 3acTaBnsalT Bac NPOABNATHL
M3MULLIHIOI OCTOPOXHOCTb, @ 3TO He Bcerga xopouo. NogymainTe, YTO AOMKEH YyBCTBOBaTb reHeparn, 0 KOTOpoM
npecca HadYuHaeT nucaTb NMOXO B CaMblil pa3rap BOWHbI? OTO ABHO He npmbaBut emy xpabpocTtu. A BOT
NPOTMBHWK OT 3TOrO BbIUrpaeT.

BooayLuesuTe ux, a nOTOM pasoyapynte
HecTtabunbHocTtb Yonn CTpuT B nocnegHve rogpl ctana onycToLMTENbHOM AN MHOMMX KOMMaHWA.

CHayana Ha cueHe MNoSBMAKTCA GaHKMpbl, 3aHUMawLlmMecs MHBecTUUMAMU. OHU NPU3LIBAIOT KOMMaHUK
BKINafblBaTb AEHbIN B TO, YTO MO UX MHEHWUIO NMOMOXET CHUCKaTb MOMyMsSpHOCTb M NMPUHECET GLICTPYH NpUBHISb.
Mbl Bce BMaENM 3TO Ha NpUMeEpe CyMacLLECTBUS C "TOYKa-corn”, KOTOPOe MOXHO CPaBHWUTL C 30J10TOW NMXOPaAKON.
Ho kak Tonbko MUp OCO3Har, YTO B 3TMX ropax 30510Ta HeT (3a UCKITOYEHMEM NMOpHOrpaduyeckoi BepLumHbl) Yorn
CTpuT BbiTalmna 3aTbiyKy, Nocre Yero 1 nocregosan kpax. Camoe neyarnbHoe 3TO TO, YTO He HYXHO Gbino BbiTb
npoBuaLem, 4YToGbl MOHATb, YTO BCe GU3HECc-NNaHbl, CBA3aHHble C WMHTEPHETOM, UMENU Marno LaHCOB
ocyLecTBUTLCS. [IBMXKYLLIE CUMOI BCel 3Tol 3aBapyxu Gblna Haaexaa caenatb AeHbr Ha akLUUsIX.

MpoknsTme Tel-com

Cnepyowmm cymacwectemem Yonn Ctput 6bina uctopua ¢ DSL (Digital Subscriber Line - uudpoBas nuHus
aboHeHTa). ObeLLanocb nepeHecT ycrapeBLlUne TenedOHHbIE MUHUM B 3pY LLUMPOKOMNOMOCHON LUGPOBON CBA3M.
Mpeanonaranock, YTo NOTPebutenu cMoryT 3arpyxaTb Web-cTpanuubl B 26 pa3 bbicTpee, Yem npu KOMMYTUPYEM
coeavHeHun. TenedoHHble KOMMaHUM NoMNyYany BO3MOXHOCTb KOHKYPUPOBaTh C KabernbHbIMU CUCTEMaMU.

BmecTo HOBOro 30M0TOro Beka TeNeKoMMYyHUKaLUUA BO3HUKIM ovepeamn B cyaax no 6aHKpOTCTBY, Kyaa obpatunncb
North Point, Zyan n gecatku gpyrux dupm, npegocrasnasinx ycnyry DSL. Kak Bbipasuncs xypHan Forbes,
yCTaHOBKa 3TuX NuHUIM Gbina "npamont goporon B af". OyeHb BbICTPO CTano O4YeBUAHO, YTO ATW NIUHUU HE AakT
nognucyMKam HUKaknx npenmyLLecTs, HO Kak roBopuIoch B cTaTbe:

®doHOOBOMY pbIHKY He ObInio 40 3TOro Hukakoro gena. Yonn CtpuT nepeoueHun atu dupmbl B 250 paas.
EQMHCTBEHHLIM NMokasaTerneM, Ha KOTopbIi obpallany BHMMaHue, Gbinl pOCT NIMHUA. "YOonn cTpuT cnpoBoLMpoBarn
Hac TpaTuUTb AeHbrn, NogoOHO NbsiHBIM MaTpocaM”, ckasana Anusabet Pettep, rnasa North Point. Tak noctynanu
Bce. (19 despans 2001r.)

,D,eHbFI/I ncnapunuch. BeqepMHKa nogouna K KoHuy, a Yonn CTpI/IT yXe ueTt HOBble BO3MOXHOCTU OnA
npueneYvyeHnda OonbLUNX OEHET.

Cnenoii Beget cnenoro

rOpbKaﬂ npaesga 3aknk4yaeTcda B TOM, 4YTO OOMbLUMHCTBO 3TUX aHANUTUKOB HE CITULLIKOM pa36|/1pa+0Tc9| B TOM, KaK
HYXXHO CcOo3aBaTb 6p3Hﬂ,bI N CTPOUTb 6um3Hec. OHu NPOCTO HMKOraa 3Toro He aenanvu U He NOHMUMaKT, YTO LI,I/IC*)pr
N TexHonornmn 3gecb He npu 4em. Hy)KHbI YHUKanbHbie naen n BOCNpUATUA, HYXKHO yCNewHO OCYLeCTBIATb
HaBuraumio B KOBapHbIX BOA4AX KOHKYpPEHLUUN.

3aTo OHU Bcerga rotoBbl Ha MOABMIM, KOTOPbIE LUMPOKO OCBELLATCA MPECCoM, U KoTopble AenatoT Ux 3Be3gamm
(hoHOOBOro pbiHka. BosbmeM, Hanpumep, 41-neTHioto Mapu Mukep, MHTepHeT-aHanuTuka M3 Morgan Stanley.
XKypHan Fortune onyGnvkoBan [OBONbHO cCKaHAamnbHyl nNepefoBuLly, MOCBSILLEHHY rocrnoxe Mukep,
MOCTaBMBLLYH BOMPOC O TOM, MOXHO N BOOGLLE [OBEPATL aHANUTUKAM.

B cratbe oTmevaetcs, 4TO npumep Mukep ykasbiBaeT Ha HexernaHue pekomeHaoBaTb MNpoAaBaTh akuuu
TEXHOMOMMYECKUX KOMMNAHUA. XOTA OHa MO-MpexHeMy BblpaXkaeT YBEPEHHOCTb B PblHKE M B €ro CrnocoBGHOCTM
BOCCTaHOBUTBLCHA, MOXHO 3anodo3puTb, YTO €CNK Thl CTOSMBKO CUN NOTPaTWA, YToObl 06ecneynTb pocT 3TUX aKLUiA,
N ecnu gaxe meHemxkep 3aypagHoro doHaa nokynaeT Ans HEro MUMMWMOH akLUA, Tbl HE OYEHb OXOTHO M3MEHMULLb
cobCcTBEHHYIO no3uvuuo. Bece aTo HanomuHaeT cnenoro (NokynawTe 3TW akuuW, Nnpa.Bga A He 3Hato, YTO C HUMMU
OyaeT), BeayLLero crnenoro (A Kynmo 1x, Nnpaega s He 3Hato, YTo C HUMK ByaerT).

O6 ogHOM MoHUMalOLLLIEM aHaNUTUKE

Ha Yonn CTpuT ecTb 0auH YenoBeK, KOTOPbIN KaXXeTCst NOHMMaeT HaMHoro 6ornbliue Apyrux B TOM, Kak GpaHabl
JocTuraloT ycnexa unu nposanueatotcs. 1o Ctue MunyHoBuy. OH crneumanuct no cTpaterum B TEXHOMOrnAX un3

Merill Lynch M 3acnyxmn Hemano angioancMeHTOoB 3a CBOK AeATESIbHOCTb. (O HEM Mbl yXXe nucanum B UCTopun npo
DEC).



Yto otnuyaet Ctuea ot OpYyrnx aHarnmTukoB, 3TO TO, YTO OH XaAdHO YUTaeT MOU KHUTU U HaCTO 3BOHUT, 4YTOObI
Y3HaTb MO€ MHEeHWne O TOW Mnn p,pyr0|71 komnaHun. OH nbiTaeTcs aHanunsnpoBaTtb He TOJIbKO Ll,I/l(bpr, HO TaKkXe
MapKeTUHroBsble cTpaTtermm, 3a HUMM CKpbiBaroLLIMECH.

Ewe 6onee yauBuUTesribHO TO, YTO 3TO €ANHCTBEHHbIN aHanuUTUK, KOTOprI7I nonHTepecoBarca MOMM MHEHUEM O TOM,
MCNbITbIBAET NI KOMNaHUA TPYAHOCTW.

Ecnn CtuB faeTt pekomeHOaumm, s CKNOHEH K HUM npucnywartbes. Ecnu a1o genatoT gpyrme aHanuTtuku Yonn
CtpwuT - yBOnbTE.

OauH coBeT no o6opoHe

Ecnu Bawa komnanus - OTpbITOE€ akuMoHEepHoe o6LecTBO, BaM npuaoeTca nMmeTb gero cC Yonn CTpI/IT. [maBHoe He
nonacTtb nNpu 3TOM B 6€Ll,y. Bot HEeKOTOpble COBEThbI OT rnas KOMMaHuK1, UCMbITaBLUUX BCE Ha CBOEN LLKype. A He
6y£l,y Ha3blBaTb MMEHA, 4YTO y6epet4b nx akumm ot Boamesana (*)OHLI,OBOFO PblIHKa.

- 3aHwmkanTe oLeHKN. Bxogute ¢ Bbicokor cToumocTbio. Camoe nroxoe, YTo MOXHO caenaTth - 3TO NOCTaBUTb
HeJOCTWKUMbIE Lenn, gaxe ecnu Bbl AenaeTe 3To ANS MOTUMBALUKU CBOMX COTPYAHUKOB. [pobnema B ToM, 4TO
ecnu uernb He 6yaeT gocturHyta, Yonn CTput He NpoCTUT BaM 3TOW OMNMOLLHOCTY, HE3aBUCUMO OT TOro, Bbina uenb
peanbHasa unu HeT. Jlydwe obelaTe MeHbLUe, a caenatb 6onblue. KoHevHo, OyaeT MeHbLLE BOCTOProB, HO 3aTo
BaLLM aKLMN HE PYXHYT.

- YMEeHbLUNTE KONMYECTBO aHaANUTUYECKNX 3acefaHnin. Yem MeHbLUe Bbl FOBOPUTE, TEM MEHbLLE Y Bac byaet
npobnem. MHe elle He Nnpuxoaunocb BUAeTb bu3Hec ctabunbHo, paboTatowmin 3 keapTana B ksaptan. A
cepbe3Hble MapKeTUHIoBbIe LWarn 06bIYHO HaYUMHAKT NPUHOCUTL NoAbl CAYCTA Mecsiubl, a To 1 rogel. K yemy
Torga Bcs 9Ta 6oNToBHA? Mol NoOMMbIN rMaBa KOMMaHUM cHUTaET, YTO ABa 3acefaHuns B rog - 370 A0CTAaTOYHO.
Korga ero nogn npuxogsaTt Ha 3TW 3acefaHust, OHU CYMTAKT, YTO AOJSMKHbI 3aHMMaTbcs aHanm3aoM. OH xe
npusbiBaeT Ux gymaTb 0 GM3Hece, a He O YMCNEHHbIX NoKa3aTensax. 3a4em xe NopTUTb NX aHaNUTUYECKUMU
3acegaHuamMmn?

- ['oBopuTe o cTpaTerun, a He o uudpax. Bo BpeMs npoBeaeHNst Taknx 3acegaHuin noctapanTechb yaenuTb Kak
MOXHO 6onblue BpeMeHu cTpaTermm 6opb0Obl ¢ KOHKypeHumeln. Ecnu Bawa ctpaterus 6yaet pabotatb, TO U

nokasaTenu 6yayT ynydwartbces. [oBops 0 cTpaTerun, Bbl UrpaeTe Ha cBoeM nore. NomMH1Te, YTO 04eHb HEMHOTME

aHanuTukM pasbuparoTcsa B cTpaternm, No3ToMy Bam nerye 6yaet ynpaBnsaTb Xo4oMm guckyccun. Kpome Toro, ato

xopowui cnocob BeaeHus 6musHeca. Xopolune reHepansl He o6CcyxaalT CBOU NOTEPU UMK CKOMbKO BbINo
YHUYTOXEHO BparoB. OHM 06CyXaatoT nnaHbl HOBbIX 60eBbIX AEUCTBUN.

PapocTb yacTtHoro 6usHeca

Bbl korga-HMbyab MHTEpecoBanuChb, NOYEMY AaXe OYeHb YCrelluHble YacTHble KomnaHuu, Takue kak Milliken nnn
Gore-Tex Tak pegko obcyxaatoTcs B npecce? NoToMy UTO HUKTO MPUCTanbHO He CNeAuWT 3a UX nokasaTensamu us
MecsiLa B mecsl,. Bce yem nm Hago 3aHMMAaTLCS - 9TO CBOMM AenoM. M ecrniv OHM MM JOBOSbHbI, 3TO rnaBHoe. 3To
HanoOMHUNO MHe eLle OaHY UCTOPUIO:

Pbibak Tuko u aHanutuk ¢ Yonn Ctput

AMepMKaHCKI/IIZ OnsHecmeH nporynueanca no npuctaHu HebonbLion AepeBeHbKN Ha n06epe>Kbe KocTa-Puka, korga
K Hen npudanuna HeborblUas nogka ¢ OgHUM prGaKOM. B noake nexanun Heckorbko 60MbLUNX XXeNTbIX TYHLLOB.

AmepMKaHeu, noxeanui Ka4ecTtBo pbl6bl n cnpocun prGaKa, KakK MHOro BpemMmeHu T1oT noTpaTtun, 4TOGLI NONMaTh
ee.

Tuko oTBeTwn, 4YTO COBCEM Hegonro. Torga aMepuKkaHel cnpocwun, no4yemy Tuko He prGaHMJ'I pgonbLlie n He
noriman GonbLue pbl6bl. Twuko ckasan, 4YTo 3Toro €My OOCTaTO4YHO Ha CUKOMUHYTHbIE FIOTpe6HOCTI/1 €ro cemMbu.

Toraa amepukaHeL cnpocur, - “A 4To e Tbl Aenaellb B ocTaBLleecs Bpems?"

Pbi6ak TUKo OTBETWI, YTO OH MO3A4HO BCTAeT, HEMHOMO pblbayuT, UrpaeT ¢ AETbMU, 3aTeM NPUHUMAET CUECTY C
eHoi Mapueii, 3aTemM crnyckaeTcsl B AEPEBHIO, rAe NOTArMBaeT BUHO M UrpaeT Ha rutape ¢ Apy3bsiMM.

AmepukaHeL, ycMexHynca. A aHanuTuk Yonn CTpuT u 8 mory nomoudb Tebe. Thl JorkeH Gonblue pbibauuntb, U Ha
BbIpy4YeHHble CpPeAcTBa KynuTb GOrMbLUyo MOAKY M MPUCYTCTBUE B UHTepHeTe. Xopolwwun 6usHec-nnaH gact tebe
KanuTan Ha MOKYMKY elle HeCKOmMbKWUX NoAok. B koHue koHuoB y Tebs byaeT uenaa dnotununs. BmecTo Toro,
4YTOGbLI NPOAaBaTh CBOW YNOB MOCPEAHUKY, Thl ByAellb paboTaTb NPSAMO C nepepaboTynkamun, a B KOHLe KOHLOB
Kynulb COBCTBEHHbIA KOHCEPBHbIWM 3aBoA. Tbl Oydellb KOHTPONMPOBaTb MNPOU3BOACTBO, NepepaboTky wu
pacnpocTpaHeHue. Tebe npuaeTca ocTaBuTb 3Ty AepeBYLLKY U nepeexaTb B CaH-Xoce, Kocta-Puky, 3atem B Jloc-
Anoxenec, W HakoHel B Hbio-Mopk, oTkyda Tbl Gydellb pacnopsxaTbCs MNoapasaerieHussMu CBOero
pacLUMpAoLLIErOCa BEePTUKanNbHOro pbiHka'.

Pbi6ak cnpoc, "CeHbop, a CKONbKO BpEMEHW YAET Ha BCe 3T0?"
AmepukaHel, otBeTUn, 4to net 15-20. "W yto notom, ceHbop?"

AMepI/IKaHeLI| 3acmesncsa u ckasarn, "lMotom camoe ny4yuiee. Korpa npuoeTt Bpemd, Tbl NpeBpaTuLlLlb CBOKO KOMMNaHUIO
B OTpbITOE akKUMoOHepHoe obuecTBo, npoaallb akunn n ctaHellb O4eHb boratbiM. Tbl coenaeLlb MUMIMOHBI".

"MunnuoHsl, ceHbop? U yTo ganbwe?"



AMepukaHel, oTBeTun, "Janblue Tbl OCTaBUWbL Aena, nepeefellb B ManeHbKyl pblbaLKylo OepeByLUKY Ha
nobepexbe, rae Tbl CMOXELb NO34HO BCTaBaTb, HEMHOMO pblGaynTb, UrpaTb C A€TbMW, NPUHUMATbL CUECTY C
CYNpyroi, a BedepamMu CryckaTbCsl B AePEeBHI0, NOTArMBaTh BUHO U UrpaTh C ApY3bsMU Ha ruTape”.

naBa 16. 3HaHWe CBOEro Bpara MOXeT MOMOYb BaMm 13bexaTtb HenpuaTHoCTe

JounTaB Oo 3aToro mecTa, Bbl BO3MOXHO 3aaaeTe cebe Bonpoc: "HeT nu Gonee npoctoro crnocoba usbexatb
npo6nem?". Xopolwwuin Bonpoc. HeBO3MOXHO, MpUHUMAs pelleHue, KaxAablii pa3 CoM3MepsTb €ro CO BCEMU
ypokamu, O KOTOPbIX i FOBOPWI B 3TOW KHUre. Yto ecnu Bbl 3abyaeTe OAMH UMW HECKOMbKO? B KOHLEe KOHLOB,
04YeHb HEMHOTME U3 TeX, KTO He BOPYET, He YOMBAeT U HE U3MEHSIET CymnpyramM, NOMHSIT BCe AecATb 3anoBeneil.
Tioan, BO3MOXHO, MPOAOIMKaloT COBeplUaTh NIOXWe MOCTYMKM U B XW3HU U B MApKeTUHre M3-3a TOro, YTo
npaBuna nogyac HeBbLIMOMHUMBI.

MoaToMy i CKOHLEHTPUPYIO BCE paHee ckasaHHOE B OJHO MPOCTOE MPaBWUIo, KOTOPOE XOTSl U HECOBEPLUEHHO, HO
MOMOXeT BaM M36exaTb MHOTUX OLLIMGOK: 3HAWTE BaLLUX KOHKYPEHTOB.

Bo3MoXHO, 3T0 3By4uT GaHanbHo. KoHEeYHO, Bbl AOMKHBI CTPEMUTLCS 3HATh MOBOSbLUE O BalMX KOHKYpeHTax. Kto
06 3TOM He 3HaeT? OfHako, MOXET 9T0 ByaeT HEOXMAAHHOCTLIO ANs Bac, HO MHOrve nonasLve B Gedy KoMnaHmu,
0 KOTOpbIX A TONMbKO 4YTO nucan, NMbo He pacnosHanu, NMGOo CUMbHO HEAOOLIEHMIIN CBOMX CaMbIX BaXXHbIX
COMNEPHUKOB Ha PbIHKE:

- General Motors Hukorga He paccMmaTpusana HebonbLune asToMobunu ns Nepmanum 1 AnoHun Kak yrposy cebe.

BmecTo aT0ro oHa yctpouna KOHKypeHLmio Mexay cobcTBeHHbIMMU 6paHaamu. Korga GM nocmoTpena no CTopoHam
1 yBuaena Saturn, 66110 yxe nosaHo.

- Xerox cymTana CBOMM rnaBHbIM KOHKYpeHToM IBM, B TO Bpems kak HacTosilas yrposa ucxoamna ot Hewlett-
Packard n ee nasepHbIX NPUHTEPOB.

- Digital Equipment Hukorga He Aymana, YTO HaCTOSbHbIN KOMMbIOTEP MOXET NOAOPBaTL €€ NO3ULUU HA PbIHKE
MuHMOBM. Mocne Toro, kak IBM npeactasuna PC, gHy DEC Obinn CouTEHBI.

- AT&T Hukorga He paccmaTtpueana MQ 1 Sprint kak CBOMX NOSIHOMPABHbIX KOHKYpeHToB. OHU uMu cTanu. U3-3a
TOro, 4to AT&T He Wcrosb3oBana ek TEXHOMNOMMYECKOro NPEBOCXOACTBA.

- Levi's He npegnonarana, 4to 6onee AelleBble [KUHCHI APYrux hUPM CMOTYT 3aMofOHUTL KaTeropuio,
n306peTeHHY0 KOMMNaHWEN.

- Crest He 3ameTuna, kak Colgate onsiTb BbipbiBaeTCSA B NMUAEPHI C MOMOLLBIO CBOEN NacThl, NpefoXpaHsoLLen
[ECHbI.

- KomnaHus Burger King He noHsina, YTo OHa [ormkHa npogorkaTb atakoBaTb McDonald's. MepectaB 970 genart,
KOMMaHus npourpana.

- Mark & Spencer HUKOrga He npuHMMana KOHKYpeHTOB BCEpbea3. KomnaHusa Hukoro He 6osinach.

XOTS KaXabl U3 9TUX CryYaeB MOXHO OOBSCHUTb NO-CBOEMY, €CTb OfHA Belllb, KOTOpas Morfa noMoYvb BCEM 3TUM
KoMnaHuam umsbexaTb npobnem. 3To Gonee npucTanbHbIA B3rNs4 Ha KOHKYPEHTOB, Tak Kak OH MO3BONSIET BaMm
MOHSITb, YTO HYXXHO AenaTb, Noka 6efa elle He npuwna.

[aBsavite paccMoTpum ofHy OOnbLUY0 KOMNaHUIO, O KOTOPOW NOKa Henb3si ckasaTb, YTO OHa B Befe, HO OHa SIBHO
CTOUT Ha pacnyTbe. cnonb3yem Hall noaxoA “3Hav CBOEro KOHKypeHTa" ans Toro, YTobbl OLEHUTb, YTO eW
cneayeTt NpeanpuHsTb B HACTOsILLEE BPEMS.

Kyna asuratbcs Hewlett-Packard?

HP GObina B TeyeHue wwecTuaecaT net obpasuoBor KOMNaHWen B CMbICrie MeHeaXMeHTa. MeaneHHbIn pocT B
nocnegHue rogbl nNpueen K TOMYy, YTO COBET OMPEKTOPOB pPeLUUST Ha3Ha4YUTb 3HEPrnuyHOro reHepanbHoOro
OVpEeKTopa, KOTOPbIN Obl BbiBEN KOMMAHWIO M3 COCTOSHUA GRM3KOro K cMepTu, nogobHOro Tomy, B KOTOPOM
Haxogunacb 1MB 10 neT Hasag, 1 B KOTOPOM MpebbiBaeT B HACOALLMIN MOMEHT XErox.

Bbi6op nan Ha Kapnu ®uopuHy, koTopas paboTaeT He nokragas pyk U ecnv n genaet nepepbiB, TO TONbLKO AnA
Toro, 4tobbl cdoTorpacupoBaTbcs. Ee oyapoBaTenbHble U300paxeHus Bce BpeMs MOSBNAITCA B AENOBbIX
XypHanax. Korga Heo6xogumo npoaHanuavMpoBaTtb CUTYaLmio, OHa He CTecHsieTcs. BoT 4To oHa 3asBuna B CTaTbe,
onybnukoBaHHon Business Week 19 cdepans 2001r.: "Mbl B3rnsHynM B 3epKarno 1 yBUAENU BENVKYIO KOMMaHWIo,
Tepnawyto 6eactane”. MNMnaH Kapu dropuHbl

B aTon ke ctatbe ObinM onucaHbl Waru, npeanpuHATbl Kapu u ee nnaHbl, HanpasBfeHHble Ha TO, 4YTOObI
npespatutb HP B nugepa Ha cerofgHsWHEM TeXHONOMMYeCKOM pblHKE, XapaKTepusylLMMCS XeCTOKOM
KOHKypeHUMen. BoT kak oHa cobupaeTtcs npeBpatutb AnHO3aBpa B AUHAMO-MAaLLIWHY:

- CkoHconuaupoBaTtb peknamy ns 43 areHTCcTB B ABYX U 0OHOBUTbL 6paHa. PedynbTaTtom cTtana kamnaHus nog
nosyHrom "M3obpetan” (ponuk o6 nsobpertatensax B ManeHLKOM rapaxe).

- O6beanHUTL 83 HblHELLHUX AenapTaMmeHTa npoaykToB HP B YeTkipe, KOTOpble A0MmkHbl 6yayT paboTaTh ¢ AByMSA
OTAENEeHNSIMN NPOAAX U MapKeTUHra.

- Co3pgatb HOBble KaTeropum NpoAyKToB B GBusHece, CBA3aHHOM C MHTEPHETOM, Takue Kak umdgpoBoe n3obpaxeHune
1 6ecnpoBoHbIE YCIyri.



OHa Takke paboTaeT HaZ CHKEHWEM PacXodoB 3a CYET Goree MHTEHCUMBHOIO UCMOSb30BaHNUSA UHTEpHEeTa. Ho yxe
CrbILLHbI Forioca 0 TOM, YTO BCE 9TW arpeCCUBHbIE HAYMHAHWS YK CIIULLKOM arpeCcCUBHbBI U CIIULLKOM CTPEMUTENbHI
ANs Tako GorbLUION KOMMaHUK, U YTO OHU CO3aaayT CyMSATULLY.

UTO KacaeTcst MeHs1, TO A MOKa He BMXKY 3a BCEM 3TUM KakoM-NMbO OCMbICIIEHHOW cTpaTernn. Bece 4to MHe ypanoch
noHATb - HP cobupaetcs ctatb nydwe m n3obpectn 4To-HMOYAb HOBEHbKOE. OTO BCe xopowo. Ho rge spar?
3HaHue cBOEro KoOHKypeHTa - BOT YTO HeobxoammMo Ans Bbibopa NpaBubHOro CTpaTernyeckoro HanpasneHus.

KoHey, wunsodpeHnm
HwukTO He roBopuT 06 3TOM, HO NMepBbIN Lwar 6bin GnecTawmm.

Ha npoTsikeHun MHormx net moew paboTsl ¢ HP Hag Tem unv UHbIM NPOEKTOM s CTankuearncs ¢ Tem, 4to Hewlett-
Packard Hvkak He MOXET peLUmnTb, KaKoW KOMMaHUEN OHa SIBNSIETCS - KOMMaHWEN, MPOM3BOAsILLEN U3MEPUTENBHOE
n TecTupylolwee obopygoBaHue, UMM KOMMbIOTEPHOW KoMMaHnen? KoHeuyHo, oHa ABNSieTCS U TEM U 3TUM.
OTcoeanHmB, HakoHeL, GU3HeC M3MepuTenbLHOro U Tectupyrowero obopynosaHus, Hewlett-Packard paspewumna
npobnemy pasgBoeHust nuyHocTU. (EQMHCTBEHHOE, YTO Ha MOW B3rnsiA He OYeHb MyApo - 3TO BbIGOP OOBOMBHO
cTpaHHoro umeHu 6panHga "Agilent”, Ho 3To yXXe Apyroi Bonpoc).

Tenepb Hewlett-Packard moxeT nosuumoHpoBaTh cebs Ha mecTto, ocTaBneHHoe DEC. CerogHs HP - BTOpasi no
BEMMYUHE KOMMNbIOTEPHAA KOMMaHus B Mupe. OTO 6e3yCrnoBHO OYEeHb CUMbHas MO3WuUs, HO FMaBHOE, OHa SCHO
nokasbiBaeT KOMMaHuK, KTO ee rMaBHbI Bpar, U Kakon cTpaTternv en Hago npuaepxusatbcs. "OB6HoOBNeHUe
O6paHaa" - 3TO NPOCTO yNpaKHEHUe B TOM, YTOObI HANOMHUTL BCeM, YTO HP 3aHMMaeT BTOpoe MeCcTO B OrpOMHOM
kaTeropun. OHO He OOoIKHO ObIno BKMoYaTh uaeto o6 usobpetatenscTee B ManeHbkom rapaxe. Tem 6onee, 4To
3TN CKPOMHbIE HAaYMHAHWUA HE WMMENU HUKAKOro OTHOLLEeHUsA K KomnbioTepam. [ocnoga XbtoneTT u [akapa
nzobpetanu Tam usMeputenoHoe M TecToBoe obopyaoBaHue. Hosas nporpamma HP pgomkHa 6bina 6biTb
HanpasneHa NPOTUB ee eCTECTBEHHOrO Bpara.

Bpar - ato IBM

Kak Bbl y>xe 3HaeTe, HOMep OBa AOIMKEH aTakoBaTb HOMEP OAWH W Npeanaratb cebs B Ka4yecTBe anbTepHaTMBbI.
Sun Microsystems, KOHEYHO, CUMbHbIA KOHKYPEHT, HO 3Ta KOMMaHus cneumanuMaupyetcsa Ha paboumx cTaHuusix,
paboTtarowmx nog UNIX, n cepsepax. Utobbl 3aBoeBaTh GOMbLUYO OOMO pblHKA KOPMOPATUBHBLIX cUCTeM (rge
duropurHa paccumTbiBaeT Ha 6onblwon pocT), HP gomkHa npoTuBocTosTh IBM. UTobbl o6UTLCS NocTaBneHHowm
uenu - NocTaBKM KOpnopauusM CUCTEM 3MEKTPOHHON KOMMepUMU - HyXHa aHTu-1BMoBckas ctparterus, a He
cTpaterna "Mbl Toxe". Y IBM ecTb MOLLHOE CepBUCHOE OTAeneHne M OTNMYHas peknama CUCTEM INEKTPOHHOWM
KoMmmepumun. YTo ectb B 3TOM cmbicnie y Hewlett-Packard? Kak oHa moxeT npeactaButb cebs B kadecTBe
anbTepHaTmBbl? CobupaeTtca nm HP npes3oiitn IBM no 4Yactun nsobpetatenscrea? OTo MarioBepOoATHO, CKOMbKO Obl
MareHbKUX rapaxen oHa He Bpocuna B aTaky.

ATtakya 6onee KpymnHOro KOHKypeHTa, HeoOXOoAMMO BbISIBUTb €ro CUnbHble CTOPOHbI M CcTapaTtbca usberaTb
CTOJIKHOBEHUSA Ha 3TOM HanpasneHun. Cuna IBM 3akniovyaetca B KOMMEPYECKMX cUcTemax, paboTtarowmx Ha
6onblwmnx 3BM, ycTaHOBNEHHbLIX BO MHOTMMX KPYMHbLIX KOMMAaHuaxX. Ha camom gene, npogaxa Takux 60onbLinx
CUCTEM SBMSETCA FIOKOMOTMBOM, obecneumBatowum IBM 6GbIiCTpbin pocT B Gu3Hece CUCTEMHOW WMHTerpauum u
KOHCynbTaumn. Ho B LLenomM MUp U3MEHSIETCA B CTOPOHY OTKPbITbIX CUCTEM, OCHOBaHHbIX HA MHTEPHETE, NO3TOMY
6onbwmre OBM 6yayT nocteneHHo BblTeCHATbCA. [loyeMy Bbl AymaeTe IBM okpectuna csBou 6ombluve MallvHbl
"cepBepamu npegnpuaTnin'? OHa nrpaeTt Ha UHTEPECE KIMEHTOB K CUCTEMaM KITMEHT-CEPBEP.

OTOo AaeT BO3MOXHOCTb MCMOMnb3oBaTth cnabocTtb IBM B aTON pacTyLen kateropmm.
"MupoBoW nuaep B OTKPbITbIX CUCTEMAX ANs npeanpuaTin”

3afjaya cocTouUT B TOM, YTOObI OGBACHUTL, Kakum obpasoM Hewlett-Packard 3aHsina BTopyto No3vLmio Ha pbiHKE.
IBM coenana aTo 3a c4eT CBOMX cucTeM Ha Gorblumx OBM. HP caenana aTo ¢ MOMOLL0 CBOMX OTKPbITbIX CUCTEM
knmeHT-cepBep. M y HP ecTb nonHoe npaeo BrageTb 3Toi nosuuumeit. MocnenHuii pas, korga s CMOTPEn Ha
LMbpbl, OHM rOBOPUNM CREAYIOLLEE:

- HP kpynHenwmnx B Mype nocTaBLUUK OTPbITbIX CUCTEM.
- HP kpynHenwwnii B Mmype noctasLmnk cuctemsl UNIX (OTKpbITOM onepaLoHHON CUCTEMBI).

- HP npuBena K ucnonb3oBaHUO OTKPbITbIX CUCTEM f6onblue kKoMNaHuiA, Yem 3TO caenana kakaa-nnmbo apyras
KOMMNaHuA.

OTo npefocTaBnseT BO3MOXHOCTb ANA YKPEnneHWs CBOMX MNO3WLMA M MOCTPOEHUs cepBUCHOro 6usHeca,
KoHKypupylowiero ¢ IBM, Accenture n EDS. HP morna 6bl nepevmeHoBaTb CBOW CEpBUCHbIA BGU3Hec B
OpraHmsaumio OTKpbIThIX BblUMcnUTEnbHbIX cuctem Hewlett-Packard. 3agaveit aton Opranusaumm gosmkHa ObiTb
NMOMOLLb NPeanpuaTUAM B Nepexofe Ha MUCNoNb30BaHME OTKPbITbIX CUCTEM. Takon noaxod BO3MOXHO OyaeT
ny4ywe, yem nonbITk1 Kapnn Kynutb KOHCYNbTaLUMOHHYIO komnaHuio PriceWaterhouse Coopers 3a 16 munnvapaos
JoNnapos.

Moatomy Hewlett-Packard nMmeeT npekpacHyld BO3MOXHOCTb ChirpaTb Ha MpOTMBOMOCTaBneHun cebs IBM,
PYKOBOACTBO KOTOPOW rOTOBO MPOU3BOAUTL Mobble KoMnbloTepbl 6e3 pasbopa. HP MoxeT nog4epkHyTb HeraTue
KOHKYpEeHTa.

OCHOBHOE NPEUMYLLIECTBO: MEHBLLWIA PUCK

Hewlett-Packard MoxeT 3asBUTb, YTO OCHOBHbIM npenmywiecteoMm uX cUCTem And ﬂpeﬂ,ﬂpl/lﬂTVlVl ABNAeTCA

CHWXeHne pucka. (nybokoe NoHUMaHme "OTKPLITON" TEXHONOrMK, a Takke orpoMHbIN onblT Hewlett-Packard



Mo3BOSIAET el UCMoNb3oBaTb 3akoH MCerHHOCTMZ an3Ha|?1Te CcBOM cnabble MecTa, U NoTeHuMasnbHbIA KITMEHT
oTnnaTuT BamMm goBepuem.

MpaBga 3aknovaeTcs B TOM, YTO MHOMME KOMMaHUM, OKasblBaloLLMe CEPBUCHbIE ycnyru, obellaoT Gonblue, Yem
aenatT. Takke, MHOrME CEPBUCHbIE KOMMaHUM 3aHWXKAOT BPEeMS M CTOMMOCTb nepexofa ¢ Gonblwmx IBM Ha
OTKPbITbIE CUCTEMBI. TO NPUBENO K TOMY, YTO MHOTUE reHeparbHble AMPeKTopa HeaoBOsbHbI. KoHCymnbTalmoHHas
dupma CSC Index u3 Kambpumka, Maccayycetc, npoBena COBMECTHO ¢ AMEPUKAHCKON accoumalmen ynpaBneHns
onpoc 376 reHeparsbHbIX OUPEKTOPOB. BbIACHMMOCHL, YTO NPUMEPHO MOMOBUHA BCEX BbIMNONHEHHbLIX
TEXHONOrMYEeCKUX NPOEKTOB He OMnpaBaana oXxuaaHun pykosoautenei. HP 310 AaeT OTNMYHY0 BO3MOXHOCTb:!

- TOBOPUTbL O TEMHOW CTOPOHE nepexoda Ha ¢ 6onbLlumx IBM Ha cucTembl KNMeHT-cepBep.
- TOBOPUTb O TOM, Y€ero Hemnb3s OOUTLCA NepexofoM Ha OTKPLITbIE CUCTEMBI.
- FOBOPUTb O HOBbIX MHTEPHET-CNyxbax, nsderas Mndgos n obeLlaHnin "6eszonacHocTn'.

- rOBOPUTbL O TOM, NMoYeMy "MeHbLIUIN puck" o3dHavaeT Hewlett-Packard kak nydwero noctaBLUuKa CIOXHbIX
NporpamMMHbIX MPOAYKTOB, TakMx Kak SAP.

Kopoue rosopsi, HyxxHO roBoputb 060 BCeM Tom, O 4eM Monuut IBM. OTo Kk TOMy e cornacyetcsa c
KOHcepBaTMBHLIM UMUmKem HP. A rnaBHoe - aTa cTpaTterus He TpebyeT Ana cBoero nNpoBefeHus Kakux-nubo
HOBbIX 1306peTeHuin. Micnonbays ee, Hewlett-Packard BcTaHeT Ha nNyTb CO34aHWSA MOLLHOMW anbTepHaTuBbl CBOEMY
Bpary - IBM.

OT0 HeborbLUoe ynpaxHeHVe aaeT Bam obLuee MOHMMaHUe Toro, Kak 3HaHWe BallMX KOHKYPEHTOB MOXET MOMOYb
Bam usbexatb npobnem. Ho ecTb elle HecKOnbKo COOBpaKeHW Mo NOBOAY KOHKYPEHUMW, KOTOpbIMU credyeT
PYKOBOACTBOBATLCA.

W3berawTte cunbHbIX CTOPOH KOHKYPEHTOB U I/ICFIOJ'Ib3yI;1Te nx crnabble mecta

Ecnun Ball KOHKYpeHT U3BEeCTEH YeM-TO OOHWUM, Bac AOSPKHblI 3HaTb 3a YTO-TO Apyroe. Yacto ObiBaeT Tak, UTo
crnabocTb, NpuCyLLas KOHKYPEHTY, 3TO Kak pa3 To Apyroe, Y4To Bbl MOXeTe uncnonb3osate. Ecnn cuna McDonald's
3aKknoyaeTca B TOM, YTO 9TO MecTo Ana aeten, Burger King moxeT 3asaButb 0 cebe kak 0 MecTe And geten,
KOTOpble Bblpocnu. IBM nsBecTHa CBOMMMW KOpnopaTuBHLIMK crucTeMamun Ha 6onblumx 3BM. Hewlett-Packard moxet
1Cnonb3oBaTh 3TO, Npeanaras OTKPbITble, pacnpeaeneHHble KOMMbIOTEPHbIE CUCTEMBI.

Heobxogmnmo Tonbko MOMHUTL, YTO Mbl roBopmumMm O cune u cnabocTtn B CO3HAHMM YH4aCTHUKOB pPbIHKA. MapKeTI/IHF -
370 buTBa BOCI'IpI/IFITI/IIZ. YTo BbI peanbHO AenaeTte B MapKeTUHre - 3To UCnoJib3yeTe BOCNPUATUA.

Hy)KHO Bceraa 6bITb HEMHOro napaHOMKOM MO NoBOAY KOHKYPEHTOB

Mbl xuBem B Mupe KXectovanwen KOHKYpPEeHLUn. Bbl 4OMKHBI MOHUMATL, YTO B AAHHbIA MOMEHT OAWH U3 BalUMX
KOHKYPEHTOB, BO3MOXXHO, NpoBOAUT COBELLaHMe Mo noBoay TOro, Kak npureo3gnuTtb Bac TeM U UHbIM 06pa30M.
Bbl 4OMKHbLI NOCTOSIHHO COGMpaTb Mchopmau,wo O TOM, 4YTO NMJIAHUPYKOT BalUM KOHKYPEHThI. MH(*)OpMaLI,I/IFI MOXeT
ObITb OT npoHMUaTesibHbIX COTPYAHMKOB OTAeNa Npoaax, APYy>KeCTBEeHHbIX n0Tpe6MTene|?1 U1 U3 uccnegoBaHui.

Huvkorga Henb3st HeJoOLEHMBATL KOHKYPEHTOB. Y3 nydlle ux nepeouennts. Mpumepbl AT&T, DEC, Levi's u Crest
[0Ka3blBalOT, YTO HEAOOLEHKA KOHKYPEHTOB MOXET NPUHECTN BornbLune NOTepu gaxe ANs NWAEPOB.

O6bI4HO, ecnu Bbl 3aeBaeTe KOHKYPEHTa, 3TO 3acCTaBlAeT ero ynydwmnTbCca

KomnaHun, KOTOpbl€e CHUTAKT, YTO MOryT 6e3HakasaHHO yOapuTb KOHKYpeHTa, - owmnbatotcs. OHM BbICMEUBAOT
NpPpoAYyKTbl UM yCNyrn KOHKypeHTa, yTBepXaad, 4To OHM yMEeKT AefaTb Jydlle. Ho 3atem, HeoxuagaHHO, UX
prngM KOHKYPEHT yny4yllaeTCqa U TaK Ha3biBaeMoe NpenmMyLLeCcTBO ncnapdaeTca.

Avis, KoMnaHus HoMep ABa B apeHAe asTomobunen, AencTBUTENLHO cTapanack ny4we. Ho Hertz 6eicTpo HaHecna
OTBETHbIN yaap. B oAunH npekpacHbin AeHb OHa BbIMYCTUNa COKPYLUUTENbHYIO peknaMy ¢ Takum 3arorioBkoM: “Ha
NPOTSXEHNN MHOrUX NeT Avis pacckasblBaeT BaM, YTO OHa KoMnaHus Homep Asa. Ceidac Mbl pacckaxem Bam
noyemy".

[anblie B pekname nepeyucnanucb BCe YCOBEPLUEHCTBOBAHUA Komnavuu Hertz. Avis Tak Hukorga v He
onpasunacb OT 3Toro yaapa. Hvkoraa He cTponTte Bally nporpammy BOKPYr OLMBOK KOHKypeHTa. OH ux 6bICTPO
ncrpaBuT.

Koraa 6usHec nop yrpo3oit - KOHKYpeHThl BedyT cebsi He paumoHansHO

YKenaHue BbKUTb - MOLLHbIA MHCTUHKT, KaK B XXW3HW, Tak n B OM3Hece. B YCInoBuAX onacHOCTU paunoHanbHOCTb
ynety4ymBaeTcA. Y MeHs1 eCTb 3aMeyvaTternbHas ncropua 06 aTom.

Monogas koMnaHus npuaymana yHuKarnbHy CUCTEeMY YnakoBKWU OANA OETCKOro nutaHuda, no3BosiMBLUYHO MONYyYUTb
cepbe3Hoe LeHOoBOe npemmyLleCcTso Haa ABYMA OPYrMMU NOCTaBLLUMKaMU.

UTtobbl nonactb Ha MOsKu cynepMapKkeToB OHa Bbllljla Ha PbIHOK HE C ny4ylwuMm nnutaHnem, a C nyydywmMn ueHamMu.
YcTaHoBMBLUMECS 6p3HLI,bI HemeadrneHHO oTpearnmpoBarnii CHMXeHUeM LeHbl. HoBol komnaHum npuinochb ele
MOHNU3UTb LUeHbl, HO KOHKYPEHTbI ONATb UX CpaBHAIN.

Korga oguH 13 uneHoB coeeTa ANPEeKTopOoB MOSIOA0M KOMMaHun nonpocun pykoBoaCcTBO npeackasatb JarnbHenwee
nosegeHne KOHKYpeHTOB, PyKOBOACTBO CKasallo, YTO ABa KPYMHbIX KOHKYpEeHTa He 6yﬂ,yT Aanblle CHWXaTb LeHbl,
MOCKOJIbKY 3TO "HepauuoHansHo". OHn Tepanu Obl OeHbrn 13-3a CTapOIZ CUCTEMbI YNaKOBKW.

OTOT Xe YneH coBeTa MO3BOHUN MHe, YTOObI yY3HaTb MOW MPOrHo3. A ckasan, YTo KOHKYpeHTbl ByayT ocTaBaTbCs
HepaLMoHanbHLIMK 0 TeX Nop, Noka He BbITECHAT HOBMYKA U3 BusHeca. 3ayem uMm obneryatb XuU3Hb KOMNaHUu,
npeacTaBnsaoLLyo yrpo3y Ans ux ctabunsHoro 6usHeca?



Ha cneaywuliemM coBeTe OAMPEKTOPOB PYKOBOACTBY KOMMNAHUU Obino npeanoXxeHo npoaaTtb HOBYKD CUCTEMY
YNaKoOBKM OOHOMY M3 YCTOABLLUNXCA 6p3HLI,OB, 4YTO 1 BbINO caenaHo ¢ GonbLUoN I'IpI/I6bIJ'Ib}O.

3710 6bIN ycnex paumoHarbHOM KOMMaHuu.
PaspaBuTe cBoero 6onee Menkoro KOHKypeHTa kKak MOXHO ObicTpee
Ha BoWiHe y reHeparnoB eCTb BaXHbI/ MPUHLNM, KOTOPbIA OHWU UCMOSL3YHT NPy 0O0POHE:

J'Iquee MECTO OJ1A BCTpe4un Ccun 3axsatyunka - 3TO BoAa, raoe y Hero MeHblle BCero BO3MOXHOCTEN Ang MaHeBpa.
3arem ero HYXXHO aTakoBaTb Ha 6epery, roe BO3MOXHOCTb MaHeBpa orpaHu4eHa. Ho rnaBHoe - He paTb emMy
npopBaTbCA BFJ'Iy6b Tepputopun, rae OH MOXeT pa3BUTb HaCTyFIaTeJ'IbeIVI nMnyrnbC.

Tak xe 1 B 6GusHece: Bbl AOSIKHbI BbICTYNUTL NPOTUB BaLLEro MeHee KPYNHOro KOHKYPEHTa Kak MOXHO paHbLue,
roka OH ellle He cTan NosiHOMpaBHbIM N He pa3sun umnynsc. General Motors ynyctuna MOMEHT, Korga Hemubl U1
AMNOHUbI Ha4Yanu 3axeaT aMepPUKaHCKOro pblHKa ManeHbkumu aBTomMoOunamMu. KomnaHusa paccyauna, 4To He
CMOXeT caenaTtb AeHbrM Ha Taknx aBToMobunsix 1 BbICTPO paumoHanusnMpoBana CBo nosuuuio, yoeams cebsi, 4To
aMepuKaHLUbl XOTAT e34MTb Ha 6onbLUnX KomdopTabenbHbIX MalumMHax. Owmnbka.

Gillette, c gpyroit cTopoHbI, BCTpeTUNa ogHopasoBble 6puTBbl BIC BO BCEOpyXuM, NpeAcTaBuMB OgHOPa30Bble
CTaHKu ¢ ABYMS Nne3BusiMu nog, HasBaHveM Good News. MoxXeT OblTe KOMNaHWs U He caenana 6onblnx AeHer Ha
3TUX CTaHKax (oHa nMpeanoYuTaeT pesaTb Hac Yem-HUOyab Goree ocHoBaTemNbHbIM), HO CErOAHS OHa OMUHMPYET B
3TOW KaTeropuu, Takxe Kak M B TpagWLMOHHOW U Gornee [OXOA4HOW KaTeropuv GPUTBEHHbLIX CTaHKOB C
KaTpumKamum.

Ho 3aecb HyXHO BblTb OCTOPOXHBLIM. HUKTO Tak XOpoLlo He pa3gaBui KOHKYpeHToB kak Microsoft. Mon coBerT:
npoJorkanTe UX AaBuTb, MOKa He YCNbILWWTE, YTO BaMU 3anHTEpecoBarnock deaepansHoe NpaBuTensCcTBoO. Toraa
N3BUHUTECH U COaBbTE HEMHOro 060pPOThI.

Ecrm Yy Bac eCTtb prngM KOHKYpPEeHT, CMOTpuUTE, 4TOGbI OH HE pa3naBun Bac

3710 obopoTHasa ctopoHa megann. Kak 60poTbCs C KPYMHbIM KOHKYPEHTOM, KOTOPbIN TOMbKO YTO NpuUChyLlancs K
MOEeMY COBETY?

B OBYyX crnoBax - Hago ObITb OCTOPOXXHbIM.

J'Iquaﬂ cTpaTterua - nogkpacTtbCA K HEMY He3aMeTHO M HUKOrga He yrpoxatb emy. MepneHHo CTpOIZTe BaLl
6u3Hec B Tex obnacTtsx, rae Bbl MeHbLUE BCEro BUAHbI. [locne Toro, Kak Bbl pa3oBbeTe HeobXxoaUMbIN nMmnynbC, a
Baw 6usHec YBENn4nuTCA, Bbl CMOXETe OBUHYTbLCA Bnepea n 60pOTbCFI c bonee KPYMHbIMU UT'POKaMMU.

Wal-Mart cHayana nosiBunacb B MalloHacesleHHbIX oKpyrax AMepMKM knacca C n D, rge ux rnaBHbiMun
KOHKYpEeHTaMu Oblnn HebomMbLUME KOMMAaHUK pO3HI/I‘-IHOI7I TOproenu. Tonbko korga KomnaHusi Bblpocna un 06pena
Cunbl, OHa npuwina B OKpyra C bonblMM HaceneHnem, 4Tobbl nomMepuTbCAa cunamMmm C KpyrnHbiIMU PO3HUYHbIMU
TOoprosuammu.

Southwest Airlines npuaepxuBanacb aHanorMyHoOW cTpaTerun, MearneHHo passBuBas CTPYKTYPY CBOWUX FIUHUNA B
TUXUX a3ponopTax M Ha He CRULLKOM OXMBMEHHbIX Maplpytax. OHa Havana ¢ Texaca, 3aTeM ABWHYnacb Ha
3anagHoe nobepexbe, 3atem Ha CpegHuin 3anag, a cenyac npoknaasiBaeT cebe nyTb Ha BocTok. Koraa kpynHble
aBuakomnaHun obpaTnnu BHUMaHue Ha Southwest Airlines, y Hee BbIn yxxe HakonmneH NPUIUYHBLIA UMMYNbC.

Xep6 Kennep nogaepXunBasn HeCKOJIbKO pearibHbIX oTnnynn ot bonee KPYMHbIX KOHKYPEHTOB, 4YTO NO3BONIAJIO EMY
COXpPaHATb HU3KUE LEHbI: HUKaKoW efpl, HUKaKoro 6pOHI/IpOBaHI/Iﬂ, TONbKO oAuH Bug camonetoB. Cenyac OH
pykoBOAUT peKraMHbIM areHTCTBOM Superbowl, XOPOLUO 3aMeTEH U MNMOJIOH 3HEpPrun.

Ecnu Bbl NpourpbiBaeTe 6UTBY, cMeHUTe norne 6os

KomnaHus, kotopas nobexgaet, He byaeT cbaBnatb 060poThl. (EAMHCTBEHHOE UCKMIOYEHME - YacoBasi KOMMNaHMUs
Timex). Jaxe Goratble KOMNaHUM CTpagaloT B CEroAHALLIHEM MUPE XXECTKOM KOHKYypeHLUuMu. Jlyywum noaxoaom
6610 Gbl NEpeHecTy BaLln ycunus B Te ob6racTu, rae Bbl MOXETe Nyylle UCMOoNb30BaTh Ballv NPEUMYLLECTBA.

Mpoussoasa ogexay B CLUA, Levi's He morna KOHKypvpoBaTb MO LeHam C¢ nogpaxartensmu. Beibpas ctpateruio
ayTeHTUYHOCTK, Levi's ncnonb3osana 6bl CBOK CUMbHYH CTOPOHY, 060CHOBAB CBOWM HECKONLKO Bonee BbICOKME
LeHbl OpUrMHanNbHOCTbIO M3obpeTatens AXWMHCOB. OTO Obl Takke MOMOrNO KOMMaHWU BblMrpaTb Bpems Ans
nepesoAa NpousBOACTBa 3a pybex.

C ee HblHewHen ctpaternen Kellogg's npourpbiBaeT cpaxeHue. CHOKYCUPOBaBLUMCL Ha "HacToOALMX Xronbax"
npoTuB "ob6paboTaHHbIX', KOMNaHust Morna Gbl nepeBecT 6opbby B Gonee GNaronpPUSATHbLINA KOHTEKCT Ansa cebs -
Beb KOMMNaHUs BbINyCcKaeT XoMnbs N0 OPUrMHaNbHON CTapUHHON TEXHOMOT M.

Bbl OOMmMKHBI CTPEMUTLCS NPUBECTU PbIHOK B TaKOe COCTOsIHME, B KOTOPOM Bbl CMOXETE UCNOSMb30BaTh CBOK TOYKY
OTNNYUSE NPOTUB KOHKYPEHTOB, BMECTO TOr0, YTOObI BbITh pa3gaBfieHHbIMU TOUKOM OTANYNA KOHKYpPEHTa.

Ecnu 6onee KpynHbIN KOHKYPEHT cOBUpaeTcst aTakoBaThb, Bbl AOMMKHbI HAYaTb aTaky paHblue

B KOHLe KOHLOB Bbl JOMKHbI TPE3BO B3rMsIHYTL HA CBOW CUMbl U HA pasMep Ballel koMmnaHuu. Ha BoiHe 0BblvHO
GonbLuve apMum ofepxuBatoT nobeay Haa MeHbluumMuy. Korga Gornbluee KOnNMUYecTBO NMtofen CTpensieT B MeHbLuee,
nobexaaroT Te, Koro borbLue.

|_|03TOMy €CIn BaCc aTaKykT, Bbl OOJTDKHbI HanTn cnocob KOHTpaTakoBaTb MNepBbIMHU, 4TOObI HapywmnTb nnaHbl
conepHuka 1 BbIBECTU €ro N3 paBHOBECUA. Ecnu Bbl 3TOro He caenaete, Bbl 6bICTpO npourpaeTte 6I/lTBy.

TouHo ¢ Takou cuTyaumen ctonkHynace DEC, korga IBM rotosuna ceoto ataky ¢ PC. Ecnn 661 DEC paHo BbiBena
Ha pbIHOK 6oniee MOLLHbLIN NepPCOHanbHbIA KOMMNbIOTEP HA OCHOBE MUHU3BM, npoHukHOBeHME IBM Ha pbIHOK



HacTOMbHbIX MalWH 6bINo Bbl CyLECTBEHHO 3aMeaneHHo. JTo NocTaBumno Gkl BONPOCHI O TOM, AOCTAaTOYHO N
MoLleH n cepbeseH PC ot IBM. He atakya, DEC npepoctasuna IBM Bpems ynyylnTb MPOU3BOAUTENBLHOCTL U
MOLLLHOCTb CBOUX NEPCOHAarbHbIX KOMMBLIOTEPOB U NPeAcTaBnUTb MX HOBble nokoneHust (XT n AT).

OueHb ckopo gena DEC noLunm coBcemM nioxo.

OavH coeeT

YnpaBneHue B CErogHsiLLHEN SKOHOMUKE, C €€ XXECTKON KOHKYPEHLIMEN N NepeHachlLLEHHOCTLIO CpeacTBaMm CBA3M,
- crnoxHasa 3agada. HyxxHo oTcnexuBaTtb CTOMbKO pa3sHbIX BELLEN N NePEeMEHHbIX, YUTO MOXET 3aKpYXUTbCS ronosa.
UTtobbl 1M3bexaTb ronoBOKPYKEHUsI, HYXKHO MCNONb30BaTb MeToa OanepuvHbl, BXOASLEN B CKOPOCTHOW NUPYAT.
CoBepluas kaxapbli o4epeHOM NOBOPOT, OHa (PMKCHUPYET CBOW B3rnag Ha Kakon-nmbo ogHOM BELLW UMW UCTOYHUKE
cBeTa B 3ane. [103ToMy y Hee 1 He KPYXUTCH rornosa.

To e camoe HyXHO AenaTtb, YToObl He nonacTb B HenpusTHOCTb. Ecnu Bbl cocpemoTounTe CBOM B3rnsg Ha
KOHKYpeHTaX, Bbl He noTepsieTe (hOKYCMPOBKM U HE novgeTe no Aopore, BeayLlen k npobnemam.



nasa 17. YeM oHu BonbLue, TeM CRoXHee UMK YNpaBnsaTh

Tak kak Mbl obcyxganu Bce "GonblIoe” M ONacHOCTM "pocTa”, CTOMT BbISICHUTb, 3acfyXuBaeT Nn "oT4asiHHOe
XenaHue pocTta" yCunun, noTpadveHHbIX Ha ero OcyLLEeCTBIEeHVE.

HayaB u3syy4aTb npegmeT “CTaHOBMEHMst GOMbLIMM", Bbl BCKOPE CTOSKHETECH C OLLEMOMISIIOLLMM KOSIMYECTBOM
nccrnenoBaHuiAi, KOTopble NMOCTaBAT Nepes BamMy CEpbe3Hbll BOMPOC: AeNCTBUTENbHO NN "GOnbLIMIA" 3HAYMT
"nyqwnin’. K Tomy BpemeHu, Korga s 3akoH4un, s Npullen B HeJoyMeHMWe, cnpawveas cebs, o Yem, Ha camom

nene, gymanu sce 3T pykoBoauTesnu, nonasLine B JNTOBYLLKY MaHMaKaribHOro CtpemMIreHusa K CIIMaHnaM.
[aBante HayHeM C NPONUCHbIX NCTUH.
Komnnekc BennymHbI

B pesynbTaTe getanbHOro muccnegosaHus ABa 3KOHOMUCTa Hanucanu 400-CTpaHWYHbIA OTYET, B KOTOPOM
ocrnopunn TPaauLMOHHBLIA MU® KOPNOPaTUBHOW KyNbTypbl O TOM, YTO WHAYCTpUanbHblE TMraHTbl CO CBOER
OFPOMHON OpraHu3aLMoHHON CTPYKTYpOW obGecneumBaloT 3KOHOMMUYECKYH 3dhdpeKTMBHOCTL. B kHure "Komnnekc
BenuuuHbl" ("Bigness Complex" Pantheon Books, 1986), oHu yTBepxaatoT, Y4To npeaybexaeHusi, ceasaHHble C
pa3mepamMu KOMMaHui, ChyxaT rnaBHoW NPUYMHON 3KoHOMUYeckoro cnaaa B CoeanHeHHbIx LWTaTax.

Hebonbwon B3rnag B npowsioe nokasbiBaeT, YTO OHU Oblnn He npaBbl N0 noBoA4y Hawlero "aKOHOMUYEecKoro
crnaga".

|_|p0I/13OLIJJ'IO npAMoO NMPOTUBOMNOJIOXKHOE, TaK KakK B CTpaHe Ha4alcd HeObIBanbli 3KOHOMUYECKUA MOOBEM. Kpome
TOro, OHM ynyctunm u3 Buay, 4To fonbLuMe KOMMaHWUM pasBanmBardTCA camMun no cebe 1 HeT HeobxooMMOCTM B
I'IpaBI/ITeJ'IbCTBeHHOIZ NoNnUTUKE, KOTOopaa yaepXKumBaeT KOMMNaHUKM OT 4Ype3MepHOro yeBeJmiM4YeHUA. OHn Takke He
3amMmeTunum B3prBOﬂOﬂ06HbII7I POCT MalneHbKunx KoOMMnaHuin B 06nacTu BLICOKUX TEXHOIOTUN, KOTOprI7I nomMmor
OBWXEHUK0 B CTOPOHY POCTa 3KOHOMMUKN.

Kak s nucan paHee, HEBO3MOXHO Mnpeackasatb byayliee. Ho OHWM AeNCTBUTENBbHO caenany HeCKONMbKO BaXHbIX
3aMeyaHui no nosody "6onbLmx".

BornbLuoi He 3HauuT 6onee adheKTUBHBIN

MpoBeas GoONbLIOE KOMMYECTBO OpPUrMHarbHbLIX Y 0B30PHLIX MCCreaoBaHWI, aBTOPbl cOoenanu 3aknyeHue, YTo
GonbLuas BeNMYMHA KOMMNaHUM peaKko MoBbILLAET, a Yallle CHUxaeT 3deKTUBHOCTL Nnpoun3soacTea. OHM ykasanu
Ha OBa UCCMNeAoBaHWA: Knacuyeckoe uccnegosaHue, nposegeHHoe B 1956 rogy xkoem C. BenHom u 6onee
nosaHee nccnenosanve ®.M. Llepepa, B KoTOpbIX ObINM caenaHbl CreayoLLme KIoYeBble BbIBOAbI:

1 npeﬂ,ﬂleﬂTVle onTuMarnbHOro pasmepa 00bI4HO 4OBOSILHO HeBONbLIOE MO CpaBHEHMo C obuweHaumoHanbHbLIM
PbIHKOM.

2. MoTepu adhheKTUBHOCTN NPOU3BOACTBA Ha yAVBINEHWE Marbl Ha NpeanpUsSTUAX, ropasao MeHbLUEro pasmepa,
4yeM OMNTUMarbHbIN.

3. MoxHo NpoBeCTU CyLEeCTBEHHYIO el eHTpaln3auuio, npuHeca sBeCbMa HebornbLUMe S3KOHOMUYECKNE XepTBbl.

HeyoueutensHo, 4TO GonbluMe KOpropauun 3aMeHsItoT OrpOMHble MPOU3BOACTBEHHbIE KOMMIEKChl HOBLIMU
npeanpusTUSMU MeHbluero pasmepa. KomnaHuv noHsnW, 4To MX Noau He CMOryT npeogoneTb npobGrem,
BbI3BaHHbIX PA3MEepPOM U CIIOXKHOM CTPYKTYPOiA NpeanpusiTU.

BonbLuve He aTakytoT camu cebst

Korga komnaHus gobunacb ycnexa u 6oratctBa, OHa He XOYeT Hu4yero MeHsATb. IBM He xoTena, 4Ttobbl ee Mup
6onblinx OBM nsmeHuncsa Ha Mup mManeHbkuMx KomrnbtoTepoB. General Motors He xoTena, 4Tobbl ee Myup 6onbLLMX
aBTOMOOMNEN N3MEHANICA HA MUP MaNEHbKNX MaLLMH.

B pesynbTaTe Takue KOMMaHWM 4acTO HauyMHalOT KPUTUKOBAaTb HOBble M30OpETeHWsl, KOoTopble B AarbHeiLem
BO3MOXHO paspyLlaT UX OCHOBHOW BusHec. OyeHb peako nosiensieTcs Gonbluas KoMMnaHusi, KoTopasi NpU3HaeT:
"3To Hennoxasa uaes. [laBaiTe oTKaeMcs OT Hallleil NnepBoHaYansHoi uaeu u sainMmemcs Hosol". Bmecto atoro
OHU BbIMCKMBAIOT HEAOCTATKMU B HOBbIX aesx. OHM HMKOrAa He MPUHUMAatOT BO BHUMaHWe TOro, YTO 3Ty HOBYIO
MOE MOXHO YCOBEPLUEHCTBOBATb [0 COCTOSIHUSI, B KOTOPOM OHa MOXET CTaTb TeM, YTO Ha3blBaeTcs MOAPbIBHOM

TEXHOMNOrnem Unn Tem, 4To HapywuTt 6anaHc cun.

JIngepbl pbiHKa OOMKHbI OblTb FOTOBLI aTakoBaTk caMux cebsi C MOMOLLLIO NyywwnX uaein. Ecnu atoro He coenatoT
OHW, 3TO cAenaeT KTo-HUOYAb ApYroW.

BonbLlion He o3HavaeT XOopoLlo OpraHM3OBaHHbIIZ

OKOHOMUCTBI 0BpaLLaloT BHMMaHWE Ha TPYAHOCTU opraHu3auuy 60nbliMX KOMMAAHW, HO S CYWTalo, YTO CaMbli
nyywnm aHanus npobnem pasmepa u ynpasneHus nposeaeH 6pUTaHCK1UM aHTPOMNonorom no umeHun Pobux daH6ap.
B cBoen npekpacHon kHure The Tipping Point (Little, Brown&Co., 2000) ManbkoneM magyenn 3HakoMuT Hac
[daHB3poM, YbMn usbickaHusa BbinM CBA3aHbLI C TEM, YTO OH Ha3bliBan CoLManbHOW €MKOCTbIO, TO eCTb rpynmnown
Kakoro pasmepa, Mbl MOXeM ynpaBnsaTh, YyBCTBYS cebs npu aTom komdpopTHO. Ero HabniogeHus cBogaTcs K Tomy,
4YTO NoAN 06bEAUHAIOTCA B camble BonbLume rpynnbl U3 BCEX NMPUMATOB, TaK Kak ABMSIOTCA XXUBOTHLIMW C CambiM
BonMbLIMM MO3roM, pasmep KOTOPOro MO3BOMSAET CrpaBUTLCHA C TPYAHOCTAMW TaKOro COLMAnbHOMO OKPYXKEHUS.
PesynbTatom ero HabnogeHun ctano ymucno 150, koTopoe npeacTaBnseT cobon MakcumanbHoe Ynucno



nHOMBMAOYymMmoB, C KOTOPbIM Mbl MOXEM MMETb HenocpencreseHHO couualnbHble OTHOLUEHUA, 3HadA, KTO OHU Takue u
Kaknum 06pa30M OHU CBA3aHbl C HAMW.

locnoawH Magyenn u3snek us pabot [aH63pa cneaylolime pesynbTaTtbl, KOTOpble AobupaloTca OO camon CyTu
CrnuMLKOM 60MbLLOoro:

Uem Gonbluero pasmepa Bawla komnaHus, Tem 6onee cnoxHole nepapxvu, npaesuna, npegnucaHusa u oopmMarbHble
Mepbl Bam NPUXOAWUTCA YCTaHaBnMBaTb ANA TOro, YTobbl MMETb BO3MOXHOCTb YNPaBnATb MNOANbHOCTBIO U
CMMOYEHHOCTbID. HO ecnn KonuyecTBO BallMX MOAYMHEHHbIX He AaoxoauT Ao 150, [aHbap yBepsieT, YTO Bbl
CMOXeTe AOCTUYb 3TOW Lienn HedhopManbHbIMU Mepamu: "lpu Takom pasmepe rpynnbl Bbl CMOXeTe obecnevmBaTb
BbIMOMHEHNE MPUKA30B U KOHTPONMPOBaTb HENOAYUHEHUE Ha OCHOBE JIMYHOW MOSASBHOCTU KaXOoro M3 Baluux
MOAYUHEHHBIX W MPSAMbIX KOHTAKTOB C KaXAblM M3 HUX, B TO BpeMs Kak C rpynnamu Gonbliero pasmepa 370
CTaHOBUTCA HEBO3MOXHbIM".

JINYHbIV NnaH

KoHeuHo, rocnoguH [aH6ap He Mor npeacTaBuTb, YTO NPOUCXOAUT B B0OMbLUUX KOMMaHUAX. To, YTO CBOWCTBEHHO
BCEM MnpumaTtam, UMeeT Ha3BaHue "pecbnekca nuyHoro nnaHa“. Opyrumu cnoBamu, €Crnu YerioBek CTOMT nepen
BbIOOPOM, MPUHATL NN peLLeHne, KOTopoe NPUHECET MOoNb3y ero KOMNaHuu, Unu pelleHue, KOTopoe MnpuHeceT
nonb3y emy nu4yHo, No GorfblUein YacTu OH NpPeanoyTeT pelleHne C Nonb3on ANs CBOen Kapbepbl. Opyrum
BblpaXXeHNeM 3Toro peHoMeHa SBMSETCA CTPeMIeHne "ocTaBuTbL CBOW crieq’”.

3a Bce rogel, KoTopble S NpoBern B GU3Hece, S HU pasy He BCTpeYan YerioBeka, CBS3aHHOro Nno poay AeATenbHOCTU
C MapKeTUHrom, KoTopblii ornsaencs Obl U ckasan: "Bce noeT Hennoxo. [aBaite Hudero He Tporatk'. CoBcem
HaNPOTUB, BCE OHU XXaxAyT BMELIATbCS U HayaTb YTO-HUMGYAb U3MEHSTh K NydwemMy. OHU XOTAT OCTaBUTbL CBOW
cnep. MpocTo npocwkMBaTh LWITaHbI ANt HUX Henpuemnemo. Ecnv ocuckl KoMnaHuM 3anofiHeHbl ftoabMu, nycras
BO3HS BOKpYr 6paHaa HensbexHa. Takum oGpa3om 3T Mto4uM crnacatTcst OT CKYKM.

M nmeHHo noaTomMy 6p3HLI,bI nonagakT B 6€Ll,y. Yem GonbLue y Bac noaen, TEM CrioXXHee NMn ynpaBnATh.
BonbLune komnaHum, 06pa3y+ou.|,|/1e09| B pe3ynbTate CnnaHuA, MOrytT UMeTb HEMPUATHOCTU

Ha pyGexe asaguatoro Beka 6bino co3aaHo MHOXeCTBO bonbLunx koprnopauui: General Electric (kombuHauus 13
8 dompm, koHTponupoBaBLmx 90 NpoLeHToB pbiHka), Du Pont (64 dupMbl, KOHTponupoBaBLKnX 70 NPOLEHTOB),
Nabisco (27 cwupm, 70 npoueHToB), Otis Elevator (6 doupm, 65 npoueHToB), International Paper (24 dupmbl, 60
NPOLEHTOB).

Ho a1n BpemeHa npownu. MocneaHue 30 neT NonHblI NpUMepaMu Heyaay: B CEMUOECATLIX KOHroMepaTam 4acTo
He yaaBanocb OOCTUTHYTb OXWAAeMOW Mpubbinu, a B BOCbBMUAECATHIX KOpropauuu, CKYNuBLLME MHOXECTBO
KOHTPOIbHbIX NakeToB APYrUX KOMMaHUA, CHKanNM aEKTUBHOCTb M MX KOMMNAHUK Brie3anu B JONMU, KOTOpble
He Mornu 3annatutb. A o6beauHeHe OTAENbHbIX KOMMaHUA MHOrAa 3aHMMaeT Gonblle BPEMEHU, YEM OXMAANoCh,
YTO TONBKO MOBLILLIAET TPEBOXHOCTL HaLLMX Apy3er Ha Yonn CTpur.

Ecnu Bbl cCOMHeBaeTeCb B 3TOM, PacCMOTPUM MNPUBEAEHHbLIN HWXKE CAUCOK CaMbiX KPYMHbIX WHAEEK,
06pasoBaBLLUXCA B pe3ynbTate nocrnegHen BonHbl MaHum cnmsaHus. OH B3AT U3 cTaTby B XXypHane Business Week,
yAaqHo Ha3BaHHou “loroBopum 06 nHaenkax'":



1996
Union Pacific n Southern Pacific

Cpoenka obbemoM B 4 munnuapa OonnapoB Gbifla ocyllecTBrieHa ANA Toro, YTobbl cosgath “GecluoBHYH"
XenesHoOopoXHyto ceTb oT CpeaHero 3anaga Ao 3anagHoro MNobepexbs. PeanbHOCTb NocTaBMia NpoekT B TYMMK.

1997
NFC n CUC International

3OTa caernka CTOMMOCTbIO B 14 MUnnvapaoB AONMapoB No co3aaHuio komnanum Cendant, ruraHta mapkeTuHra. Ho
OyxranTtepckue HapyleHuss B CUC ypoHunu ctoumocTb akumin Cendant Ha 46 npoLeHToB 3a 1 AeHb M NOMOXUIM
Hauano cefeparnbHOMY paccrnefoBaHuLo.

1998
Conseco 1 Green Tree Financial

KynuB 3a 7,6 munnuapga JonnapoB KomnaHuo-ccypopatens Green Tree, cTpaxoBasi komnaHuss Conseco
cobupanack npoueTaTb. Ho Green Tree Obina noakolLeHa HenoralleHHbIMW KpeaMTami.

1999
Aetna n Prudential Healthcare

Aetna Hapgesinacb, 4To, caoenka B 1 mMunnuapg AONNapoB MO3BONUT €l CTaTb KOMMaHWEW HOMep OOMH B
3apaBooxpaHeHun. Ho Prudential Healthcare n ewe HeckonbKO CNMBLUMXCA C HEN HeyAaYHWUKOB MPUBENN K
oTcTaBke pykoBoauTtens Aetna. Ceituac koMnaHvsi pa3BanvBaeTcs Ha [Be.

AT&T

KomneHcauunoHHble caenkn komnaHum 3a TCl u Media One Ha obuwyto cymmy 90 munnuapgos AOnnapoB
oTpasunucb Ha pykosoautene C. Mawnkne ApmctpoHre (C. Michael Armstrong). OH nbiTanca npogaeBaTtb
noTpebutensam nakeTHble TeNeKOMMYHUKALMOHHbIE YCNyri, HO OCHOBHOW Bu3Hec AT&T cowen Ha HeT. Tenepb
akuum AT&T ynanu, 1 oHa onsiTb pasgensaeTcs.

Mattel n Learning Co.

Mattel Hagesnacb BbIUTUM Ha pbIHOK UrpoBbiXx CD-ROMoe, kynue komnaHuio Learning Co.3a 3,5 munnuapga
ponnapos. Ho wu3-3a konnanca wHTepHeTa pbiHOK CD-ROMoB cy3sunca. Akuuu Mattel obpywumnuce, u
pykoBoauTenb koMmnaHumn Ixunn E. Bapag 6bin yBOneH.

Allied Signal n Honeywell

Allied Signal Hagesinacb 06beanHUTL CBOK 3PEKTUBHOCTL C NPOAYKTOBLIMWU HOBOBBeAeHMsaMM Honeywell. Bmecto
3TOro anbsHC CTOMMOCTbIO 14 MUANUMapaoB AONMApoB NofnyyaeT yaap 3a yaapoM pacTylwuMuy LeHamun Ha HedTb,
nageHvemM espo 1 npobrnemamu ¢ MEHEMKMEHTOM.

Federated Department Stores n Fingerhut

Federated sannatuna 1,7 myunnuapaa ans Toro, Ytobbl MMETb BO3MOXHOCTb NpUMeEHATL onbIT Fingerhut B obnactu
MapKkeTuHra B cBoux otaeneHusx Marcy un Bloomingdale. Ho dokyc Fingerhut Ha notpebutenax ¢ HEBbICOKMMM
Aoxogamu npueern K 60nbLWUM CrUCaHUSAM.

McKesson n HBO

CrnusHne McKesson, onToBOro TOprosLa fiekapcTBamu HOMep OauH U pa3paboTynka MeaULUHCKOro NporpamMmHoOro
obecneueHna HBO&Co, ctoumocTbio 12 MUNNWMOHOB OOMMapoB, Nonano nog ne3Bue LUPKYNSpHON NuUMbI.
AyanTtopbl 06Hapyxunu prHaHcoBble HapyleHusa B HBO, koTopble npuBenu Kk OTCTaBke MEHeI)KepCKOoro coctasa
1 KpUMMHaNbHOMY npecnegoBaHuto. Akumn McKesson ynanu Ha 47 NpoLeHTOB 3TOT rof.

(Oekabpb 11, 2000).

CnuaHne HebonblMX KOMMNAHWA, KOoTopble paboTalT B ogHOMW 06nacTu, MOXET UMETb KaKOW-TO CMbICH.
O6beguHeHve 6onbluMx KOoMnaHui, paboTawwux B pasHbix obnactax, NOCTaBUMT Bac Ha NyTb OonbLINMX
HENpUsTHOCTEN.

I'quemy BCe naet He Tak

McecnepoBaHust nokasbiBaoT, YTO BOMbLUMHCTBO CRIUSIHUA HE ONpaBAbIBalOT FPaHAMO3HbLIX NPOrHO30B 06 ycnexe.
[Be 6onbLuMe KOMNaHuW, HauuHasa paboTaTb BMeCTe, TPaTHAT CTOMbKO BPEMEHWN Ha ONEePaLMOHHYI0 MHTErpaLuio,
4YTO B pesyrnbTaTe OKa3blBAlOTCA Ha pyMHax CBOew Oblnon crnaBbl U packpyvyeHHOW TOProBon Mapku. Bbl peako
yBUAUTE 30eCb CBEXME uaeu u nHHosauun. Yto ctout 3a obbeguHeHnem Mobil n Exxon? B nyuywem cnyvae, s
Aymato, Kydka OGyxranTepoB U 3KCMepPTOB NO 3P(PEKTUBHOCTW, KOTOPble pasdymbiBanu, Kak CHU3WTb 3aTpaTbl,
YBENUYUTb AOMI0 PblHKa, U NOAHATL LEeHy akuui Ha Gupxe.

OGLIJI/IprIe pecypcbl 1 packpy4eHHble 6p3HLI,bI penko rapaHTMpyrT MHHOBauUun. Fopa3p,o Yaule TpaguuMoOHHOCTb U
6}Op0KpaTMﬂ BCTaeT Ha nyTn nobbIX paankanbHbIX naen.

Konuyectso np06neM yBenmymneaeTcA

Bmecte ¢ 06beguHeHuem OBYX WM HECKOJIbKUX KOMMaHUN, COOTBETCTBEHHO yBENM4YMBaETCA KONMN4eCcTBO
COTPYAHMKOB, NPOAYKTOB, akUMOHEPOB U n0Tpe6MTene|71. yrlpaBJ'IFITb BCEM 3TUM CTaHOBUTCA HEBEPOATHO TPYAHO.
BCKOpe Ha4YMHAKT NPoBOAUTLCA 6ecKoHeuHble COGpaHI/IFI, Ha KOTOPbIX OGCy)KLI,a}OTCFI Norotunobl, yBoJfibHEHNE YacTu



COTPYOHWKOB, 3aKpbiTe ouCoB, Npofaxa OM3HECOB, U Kak AOHECTU BCe 3TO A0 noTpebuTenen B npaBurbHOM
dopme.

CnepyoLei npobrnemon SBnsieTcs yaepkaHue nyyiinx niogen komnaHum oT nepexoga B Apyroe mecto. Vepapxus
HapyLlaeTcs. Bce oymatoT TOMbKO TOM, KTO MOAHUMETCS, a KTO YnafeT, Y KOro BbIrOHST.

Cam 6usHec yTonneH B Mope CryxoB, BCE CnyieTHU4arT 1 UWYT HOBOE MEeCTO paGOTbI.

Ho camoe rnaBHOe - 3TO TaK Ha3blBaeMoOe KyrnbTypHOE CTONKHOBEHWE NpU MOMbITKe coeanHWUTb ABe Bonblune, He
0653aTenbLHO 0AMHAKOBO MbIChALMe KoMnaHuK. KynbTypa - 370 "TO, Kak 3aeck 3aBefeHo". OHa BkNnovaeT cnocob
MPUHATUSA peLleHnin U y4acTue B HeM, Harpajbl 3a UCMOMHEHNe, OTHOLLEHNE K PUCKY M OPUEHTALMIO Ha KayecTBO
n ueHy. Bce aTo BegeT K BOMbLIOMY KONMMYECTBY AyllelmnaTtenbHbiX U JOPOroCcTOALMUX CEMUHApPOB MO
KOMMYHUKaLun 1 nHTerpauun. NocTpoeHne KoMaHabl U TpeHMpoBKa CMOCOBHOCTM K BbICTPOMY pearnpoBaHuio
CTaHOBUTCH HENPEeooNMMON CTPaCTbIO, U B TOPOA BbEIKAKT KOHCYNbTaHThl N0 peopraHnsauum ynpasneHus.

MIMeHHO 3TO npoucxoguT B 06beauHmBLUMXCS KomnaHusix B CoeguHeHHbix LTtaTtax. Ecnu ke ob6bepuHeHus
rnobaneHble, kak B cnyyae DaimlerCrysler, Bcs aTa HOBOMOAHas Yyllb MAET Kyaa noganbiie. MoxeT nn HeMeLKuia
npousBoanTens aBToMobunen Koraa-Hubyab MHTErpupoBaThbCca C NpoussoauTenem asTomobunen ns Oetpounta?
Bpsa nu. Bbl e 3HaeTe, YTO 3TN HEMELKUE UHXEHepbl AymatoT 06 nHxeHepax u3 Crysler. Hu oanH KOHCYnNbTaHT
HE U3MEHUT 3TOro OTHOLLEHUS.

OcTaHoBkU

Kak 6yaoTo BCex aTux MCTopui U aHanmsa 6blno HegocTaToOdHO, YTOObl OTKasaTbca OT uaeu ctaTtb 6onblue, g
cnyyavHo Habpen Ha opraHusauuto B BawwuHrtoHe, okpyr Konymbus, koTopas HasblBaeTcd WHCTUTYTOM
KopnopaTtmBHon cTpaTernen. OHa, BbiOpaB M3 Bcex komnaHuh Hewlett-Packard, npoBena BmecTe C Hen
nccnegoBaHue TeopeTudeckux NUMUToB pocTa. OHWM M3yyanu KOprnopaTMBHBIA "OMblIT OCTAHOBKWU' B TeyeHue
yeTblpex OECATUNETUN U 3aKMYnnM, YTO BOMbLLION KOMNaHUEH AeNCTBUTENbHO OYeHb TPYyOHO YNpaBnsaTh Tak,
4YTOObI 6U3HEC poc. C uMdpamu, KOTOpbIE OHW NPUBOASAT, TPYAHO cnoputb. KomnaHum ctommocTsbio 40 MUNNMoHoOB
Jonnapos Heobxo4MMo BCEro 8 MUNNMOHOB A0NNApoB, YTo6bI BbipacTn Ha 20 npoueHToB. KomMnaHum CTOMMOCTLIO
4 munnuapga Tpebyetca 800 munnuoHoB aonnapoB. OveHb HeGOMbLUOE KONMMYECTBO HOBbLIX PbIHKOB HACTOMBKO
BEMUKW. JTO 3HAYUT, YTO YeM Bomblle U ycnelwHee KOMMNaHusi, TeM CrOXHee el NOAAepXMBaTb CBOK CKOPOCTb
pa3BUTKSA Ha TOM XE YPOBHE.

NHTepecHo, 4To 83 NpoLieHTa OCHOBHbIX MPUYUH, MO KOTOPbLIM KOMTMaHUS OCTAHOBUMNACh B PasBUTUN, MOXHO Obifo
KOHTpormpoBaTb. K npobnemam npvBogunv nuGo crpaternyeckue, nbo opraHu3alMoHHble dhakTopbl. [pyruMu
CroBamW, OYeHb Jerko caenaTtb OLUGKY B yNpaBieHWU ruraHTckol kopriopauveit. Yem oHu Gornblue, TeM CroXHee
VMW YNpaBnsThb.

3To uccrnenoBaHWe ONPeaenuno MOTOMOK MMM KPOMKY OBnakoB, MOCne KOTOPOW KOMMaHWs CTankuBaeTcs C
npoGrneMamu, ecnu nbiTaeTca 3abpaTbca Bbille. ATa rpaHMUa - Npoaaxu Ha 30 MUNNUapaoB Oonnapos. A Tenepb
olLuenomMnsiioLas ctatucTuka: k 1999 rogy, roqoeoit goxod 50 cambix 6OMbLINX OTKPbITBIX aKLMOHEPHBIX 06LWEeCTB
B CoeauHeHHbIx LLTaTax coctaenan okono 50,8 MunnuapdoB AOMNapoB. ATO 3HAYUT, YTO TOMMbl YKACHBIX
GereMoToB neTatoT B 061akax M CKOPO OCTaHOBATCS MO TOW Unv Apyroi npuduHe. (MocmMoTpute Ha 3emnto).

PykoBoacteo GopeTcs 3a To, 4TobObl yaepkaTb CKOPOCTb

Bce atu cnusHusa npusenu kK nosaeneHuo Goprowmuxcs komnaHuin. DaimlerCrysler cokpalaet 26,000 pabo4mx
mecT B Crysler. Bank of American Corporation n Bank One 06beaAnHUNNCH U BbIHYXAEHbLI BOPOTLCHA C BLICOKMMU
nsgepxkamu. WorldCom kynuna MQ v Tenepb 3aHsiTa TeM, YTO pacOpMUPOBLIBAET YacTb OO bEANHEHUS.

HeypueutensHo, yto Wall Street Journal onybnvkoBan mnpekpacHylo cTaTbio Npo pykoBoAWUTENEN, KoTopble
GoptoTca ¢ pasmMepoM KoMnaHuu. [na HWUX ynpaereHue KomraHuein cTano "HOBbIM BUOOM TPYLHOCTER U HOBbIM
YPOBHeM Lyma". B cTaTbe 4eTKo CyMMUPYHOTCS MPoBnembi:

BusHec BepTUTCA BOKpPYr 3eMHOro LWapa, 3KOHOMWKa [ABUraeTcs Mo cnupanu u BKycbl noTpebutenei
pa3BopaYMBalOTCH Ha AEeBSAHOCTO rpagycoB. VIHopMaums pacnpocTpaHaeTcss NPakTUYeckn MrHOBEHHO, Byab 9To
NPOrHO3 JOXOAOB WNW TPsiHbIA cnyx. Monyanueoe [OBWXKEHWE WMW 3amnvHKU HaxogsaTcs nof ropasfgo 6onee
BHUMaTenNbHbIM HabnogeHveM. PelleHus HeoGXoguMo MpUHMMAaThL ObICTPO, PYKOBOACTBYSICb OrpaHUYeHHOM
nHopmaumeit. NMpoaBuHYBLLMECS Aaneko 3a Mope onepauuv MoryT caenaTb NpPoCTble eXefHEeBHble DYHKLUM,
Takue Kak obLleHne ¢ NoaYMHEHHbIMU, Bce B6omnee CroXHbIMU.

OkasblBaeTCs, YTO CEroAHSILLHMIA PYKOBOAUTESb CMT HE TaK YK MHOTO.
MoanepxuBaTh CBA3b

MHorve pykoBOAUTENWU 3HEPrMYHO WCMOMb3YHT HOBble TexHonorun. OAWH PYKOBOAMTENb NEPUOAUYECKU
paccblnaeT 3MekTPoHHble nucbMa ceoumM 30,000 NoAYMHEHHBIM C MPOCLGON NoaAepKUBaTh C HUM 0BpPaTHYO CBSI3b.
(MomoruTe, 5 no nosic B 6ymaxkax!) [pyroit perynsipHo NpoBOAWUT BUAEOKOH(EPEHLMM, HA KOTOPbIX OH CIOBO B
CrNOBO MOBTOPSIET OAHY M Ty e peyb Ans Toro, Y4Tobbl COXpaHUTb KOPNOPATUBHYIO CTpaTermo HEU3MEHHOW.
(MomoruTe, MHe 4O CMEPTU CKYy4YHO crnyluiaTb O4HO U To xe!) Ewle oauH Becb AeHb CUAWUT B MHTEPHETE, YnTaeT
LeCTb exefHeBHbIX ra3eT, 1 6erno npocmaTpuBaeT XypHarnbl co Bcero mupa. (Momorute, 1 ocrnenHy oT Takoro
KornmyecTBa YTeHus!) A 3T GeCKOHeYHble MeperneTbl, B KOTOPbIX PYKOBOAWUTENb MOXET ferko npeogonets 150
ThiCsi4 MUIb 3a rogd. (MomoruTe, Moe TEMO YyXKe He MOHUMAET, CKOMbKO ceivac BpemeHu!)

Ho BOT 4TO AENCTBUTENBHO KAXETCS MHE AOCTONHbLIM TpeBOrn - 31O NOCTOAHHO pacTyllas HeobxoanMocTb
nposoanTb 6onbLwe n 6onblue BpeMeHUn, CTpoA CBA3U C 06LLEeCTBEHHOCTBIO 1 OTHOLLEHUSA C MHBeCTopamMmu. OavH



pYKOBOAMTENMb NPOBOAUT O€Hb B HeOernto, 3aHUMMasiCb Takoro poga AesatenbHocTbio. Ero npuumHa: "Bonblive
WMHBECTOPbI XOTAT BCEe Bpems ObiTb B kypce. CTano MPUHATO, YTO Bbl MOCTOSHHO ObOLlaeTeCb C OCHOBHbIMMW
akunoHepamu."

OT0 3HaUMT, YTO KOMY-TO ApYyroMy npmuxogutca ynpasnAaTb eXXeaHeBHbIM NpoLecCoM 6u3Heca.

NTak, Mbl NpULLIA K 3TOMY: Y pyKOBOﬂMTeJ'IeI;I Takux 60MbLINX KOMNAHUA HET BpeMeHn Ha TO, 4TObGbI BHUKATL B
HEeKOTOpble U3 TeX BaXXHbIX pemeHVM, KOTOpble MOryT BnocrneacTtsmmn BbIATM MM OOKOM. ("ﬂ Obl xoTen yoenntb
3TOMY bonbLue BpeMeHU, HO MHe HeobxooMmo nepe3BOHNTb OQHOMY U3 KPYMNHbIX MHBeCTOpOB.")

HeyﬂMBMTeJ'IbHO, 4YTO ypOoBE€Hb CMEPTHOCTU cpean pyKOBOLI,I/ITeJ'IeIZ 60onbLUMX KOMMaHWI pacTerT.
aBa 18. |_|p06J'IeMbI Ha4YMHaOTCA C PyKOBOAUTENA N 3aKaHYMBAKOTCA pykoBogUTEIEM

B CTapodaBHME BpeMeHa pyKoBOAUTESb bonblion koMnaHuu ObIN ganeko 3a nuHuen orHsa. Korga gena
yxXygwanucb, Bcerga Haxogaunucb noan, Ha KOTOPbIX MOXXHO ObIIO BCE CBaNUTbL M YBOJIUTb. Ho ceroghsi Bce
n3MeHunock. BonHa octaHaBnMBaeTcsa TONbKO nepen KabuHeToM pykoBoauTenA.

K koHuy 2000 roga, ogHa pekpyTuHrosas upMma, 3aHMMaloLlasica YCTPOMCTBOM Ha paboTy pyKoBoauUTEnNew,
nogcuutana, 4to 350 MCNOMHUTENBHLIX AMPEKTOPOB KoMnaHuin B CoeaunHeHHbix LWTatax ywnu ¢ pabotel. Cpean
HUX BbInn GonbLuve MMeHa u3 6onbLUNMX KOMNaHWN, NepexuBaBLUNX TPYAHOCTU. OHW HE CRIULLKOM MHOrO MecsLeB
3afepXanucb Ha cBoux mectax. MNocmoTtpum: Puyapg MaklwHH (36 mecsueB B Lucent), xoH Mak[doHo (35
mecsaues B Newell Rubbermaid), Aann MoppucoH (33 Mmecsaua B Campbell Soup), Marikn Xaynu (17 mecsues B
Gillette), Oropk Mxarep (17 mecsues B Procter&Gamble ) v Jlnona Bopa (15 mecaues B Maytag).

O TakoM KpyroBopoTe W He Cribianu B npolunblie BpeMeHa. B koHue KoHLoB, [xak Yauw nepexun rubensHoe
duacko “"cbabpukn Byayuliero”, KoTopas 3aToHyna B MOPE TEXHUYECKUX NyTaHUL M OLMOOYHbIX NPeacKasaHui
noTpebHocTen knueHToB. NokonHbIi PobepTo [Nonsyeta us komnaHum Coca-Cola nepexwun Tparegunio New Coke,
KOTOpasi cTana HapuuaTtenbHbIM UMEeHeM ANns HeyAauHbIX UAen.

CerogHsa aTnx pyKOBOLI,I/ITeJ'IeIZ nogXxapunu Obl Ha MeOfieHHOM OrHe, Tak Kak owwubok Bonblue He npouiaroT. Bebl
nposanunncb U Bbl MepTBbI. Kak YK€ ynoMuHanocCb, COBETbl ANPEKTOPOB HANOBYUITNCb YBOJIbHATL MMaBHbIX, eCrnn
OHN He YycneBakT BbIABNATb I'Ip06J'IeMbI Ao TOro, Kak OHW NnoABUIUCH. Kpome TOro, ropasgo bonble
WHTEHCMBHOCTWN B abBCONMOTHOM OOCTWXEHUN NokKasaTenewn, npun4emMm Ha BCe CTO MPOLEHTOB. 910 6onble He
YPOBEHb, K KOTOPOMY Hado CTPEMUTbCA, a KOHKPETHOE YUCIIO. A MOCKOJIbKY OCHOBHOWN 6GU3HeC 4yacTto CKynaet
MHOXXeCTBO Opyrux KOMnaHui, ux bbiBaet TPyAHO COBMECTUTD, L-ITO-HI/I6yLI,I:> He TO obs3aTenbHO npoABuUTCA B
6anaHcoBOM OTYeETE U yAapuT no pykoBoguUTero.

Mm, MM, nnoxo

To, uto cnyuunock B komnaHum Campbell Soup, oyeHb noyuutensHo. dasug [xoHCOH B3sn 6pa3abl npasneHns B
3TON MHOroyBaXxaeMoun KoMnaHumn no npoussoacTBy cynos B 1990 roay. [PKOHCOH caenan To, 4YTo Aenan Yany B
paHHKe rogbl cBoero npaenenus B GE. OH CHU3MN M3AEPXKM CTaporo Npou3BOACTBA M NOBLICUI LieHbl Ha BCe, YTO
Tonbko MoxHo. LleHa akuuin Campbell Ha Gupxke Bblpocna B Tpu pasa 3a BpeMs ero ynpasreHus KoMmnaHuewn, 3a
CYeT pocTa YncTon Npubblnn komnaHum. To, uyTo [IHKOHCOH He cMor AOBUTBLCSA CUMBLHOMO PocTa AOXOA4a aHEMUYHOro
npou3BoaMTENS Cyna, HECKONbKO pa3oyapoBbiBano, HO He yamensano. Cyn ectb cyn. OH Obin Ha pbiHKE 4OMToe
BpeMs U NoAsiM HacKyduno ecTb ogHo U To xe. Kpome Toro, chact cya Hepaneko oT AoMa MeHSieT nuLLeBble
npvBbIvkK Niogen (“daBan 3akaxeM nuuLy AoMon'").

3atem komnaHus Campbell Soup nepekynuna Oenna Moppucona y komnaHum PepsiCo Inc. B 1997 rogy oH
MONYYWn BbICLLYIO AOMMKHOCTb U Ha HEro ctanu ceeTuTb npoxektopa Yonn CTput. MoppUCOH NOHAN, YTO pe3epBoB
ana pocta 6onblwe He octanocb. [anblie NoAHMMAaTb LUeHbl OblNO PUCKOBAHHO Ha PblHKE C BbICOKOW
KOHKypeHUmen. MNoaTomy oH noceATun cebst Tomy, 4Tobbl NpoaaBaTth Gonblie cyna, 6onblue nedeHbs Pepperidge
Farm, coka V8 u wokonaga Godiva. Bce ato npekpacHo, ecnum Bo3mMoxHoO. Ho oH caenan daTtanbHyto OLLINOKY.
MooGewae Yonn Ctput ot 8 Ao 10 NpoOUEHTOB €XerogHoro pocta M ABY3HAYHbIN A0XOA Ha akuu. OTOro He
MPOM3OLLIFIO, U O4eHb CKOpO rocnoamHa MoppucoHa ysonunu.

3710 He o0 "uudpax”

Ecnu Bbl XuBeTe B COOTBETCTBUU C LMppamu, Bbl U yMpETE B COOTBETCTBUM C Ludpamn. PykoBogutenu, Kotopble
CMOTPAT Ha CBO paboTy TOMbKO B KOHTEKCTE HaMpaBIieHUsi CBOMX BOWCK HA MCMOMHEHME NPOrHO30B, PUCKYIOT HE
TONbKO CBOen paboTou, HO U 3A0POBbLEM OpraHmM3aumm. HU4TO He OEMOHCTPUPYET 3TOro fydlle, Yem nevanbHas
nctopua Puyapga MaklvHHa. OH 6bIN UCNOMHUTENbHBIM OMPEKTOPOM B KoMnaHuuu Lucent Technologies wn
Hanpasun 6biBlee oTaeneHne AT&T no npousBoacTBy obopynoBaHus Ha CBeT 3Be3abl Yonn-CTpuT, yBenuumsas
npogaxmu ¢ ABy3Ha4YHbIMU NoKa3aTensiMm NpupocTa.

Ho HuuTO He pacTeT BeuHo, n B 2000 rogy Lucent cHM3una csou nokasatenu B ABa pasa. [loaTomy gaBneHve
ObIfNO HaMpaBneHO Ha apMUIO CINUNCMEHOB. B MHoroumcneHHbIx otyeTax B npecce nocnaHne Makl MHHa npusbiBano
coBepLUaTb cAenkuM Ha Bcex HanpasneHusx. B npecce coobLuanocb, YTO KOMMaHWA npeanaraeT CBOUM KNMEHTam
MHOXECTBO CKWAOK, €ANHOBPEMEHHbIE KpeauTbl, U ApYyrMe CTUMYIMbl, KOTOpPblE HaBEepHSKa CHU3AT Npodaxu B
Oyaywem. Korga koMnaHusi onsitb pe3KO CHM3UNA CBOW MoKasaTenu, NPOM3OLLNO camoe Xydllee UM rocnoguHa
Makl'mHHa cmellanu ¢ rpasbio. Akumm ynanu n 6yayuwee Lucent 661510 NOCTaBNeHO NoA HEKOTOpoe CoOMHeHMme. Kak
S1 FOBOPUN paHee, Bbl MOXETE NOrMOHYTb, €Crny CANLLKOM MHOIO BHUMaHWS yaensiete uudpam.

CHavana nnoxve HOBOCTH



CyneprepoeB He GbiBaeT, n pykoBoauTENN OOJPKHbI MOHATL, YTO HEBO3MOXHOE HEBO3MOXHO, HE3AaBMCUMO OT TOrO,
KaK CUIbHO Bbl NogTarnkMBaeTe BOWCKa B aTaky.

Jloan tvna Dxaka Yanya BcTpeyaloTcs peako. CerogHsLHUMN pyKoBOAUTENMb HE MMEET LLUAHCOB CPaBHATLCHA C
Yanyem no AOMAroXutenbCTBY, NMOCKOMbKY HeT Gonee TpyAHbIX 3agad, Yem Ta, C KOTOPOW OHW HaBepHsika
CTOSNKHYTCS: TpaHcdopMaLms OCHOBHOro Bu3Heca, HaxodsLLerocs nog yrpo3on CO CTOPOHbI HOBbIX TEXHOMOMUMA.
Ixopmpx duwep nonpobosan caenatb 310 B Kodak, HO He noxoxe, Y4TOObl KOMMaHWA YyBCTBOBana cebs yBepeHHo
B UudpoBon Bek. A ecnu pykoBoguTenb NonageT B NOBYLUKY BEMUKUX OXuaaHun Gyayliero pocTa, OH ckopee
BCEro NoTepnuT Heyaauy.

B camom cepgue Bcero aToro HaxoauTcs TO, YTO BO MHOMMX OTHOLUEHMSAX pykoBOAUTENW GOMbLUMX KOMMaHWN
NPaKTUYECKN He KOHTPONMPYIOT cyabby CBOUX KOMMaHWM, a elle MeHblue cBO cobCcTBeHHy. Bo Bcex yronkax
3EeMHOro Lapa pacTeT NerMoH KOHKYPeHTOB. TeXHOMOornm HenpepbIBHO MeHATCA. CKOPOCTb M3MEHEHUIN BbICOKA.
PykoBoauTenio BCe CroXkHee aHanuaMpoBaTb NOTOK MHpOpMaumW, NpUXOAALWNA U3BHE, U AenaTb NpaBUnbHbIN
BbIGOP.



Tenepb XopoLune HoBOCTU
Ho Y pyKoBoguTena eLle He BCe NoTepsAHo.

Cnocob BbPKUTL 3aKno4yaeTcsl He B TWATENbHOM n3yvyeHnn 6anaHca KomnaHuu, Bam MNPOCTO HYXXHO 3HaTb, Kyda
aBuratbes, 4YToOblI KOMNaHua gobunack ycnexa Ha pPblHKe. nOTOMy YTO HUMKTO HE nocrneayet 3a BamMu (COBeT
ANPEeKTOpOB, Balln MeHepKepbl, Balln COprLI,HI/IKI/I), €CInn Bbl CaMun He 3HaeTe, Kyaa Bbl HanpaBidAeTecCh.

MHoro net Hasag B kHure nog HassaHuem "lpuHumn lMutepa" asTopbl MNutep u Xonn cgenanu crnegyollee
3amMeyvaHue: "BonbLUMHCTBO Uepapxuini B HaCTOsLLEee BPEMS Tak CTECHEHbl NpasunaMu u Tpaguumsimu, 1 Tak
CBsA3aHbl OBOLLECTBEHHBIMU 3aKOHaMM, YTO Jaxe ynpaBnsaloLwme He OOIMKHbl Oonblle HUKOro HWKyda BECTU B
CMbICIie yKa3aHusi HanpasrieHus U 3agaHus ckopocTu. OHM NPOCTO CriedytoT 3a npeuefeHTamu, NOOYMHSIOTCH
npasunam 1 ABUraloTCa Bnepeaun Tonnbl. TakMe pykoBOAUTENW BeOyT TOMbKO B TOM CMbICME, B KAKOM HOCOBas
durypa Beget kopabnb".

Khura, 4Tobbl Bac HanpaBuTb?

Bo3MOXHO, 3TOT MECCUMUCTUYHBIVA B3rnag4 Ha HaBblkWM NWAEpCTBa NPUBEN K MOSBMIEHWMIO COTEH KHWM, BeAyLUUX
pasroBop o nuaepcTee (bonbluas YacTb OTKPOBEHHO rnynbix). B HUX gatoTcs coBeThl, ¢ Koro 6paTe npumep (c
Bapsapa ATTunbl), Yero gobueaTbecsa (BHYTPEHHEro cormnacus), Y4To usyyatb (Heygauu), K Yemy npunaratb ycunus
(xapusma), nepefasaTb N NOMHOMOYMS (MHOrAQ), COTPYAHUYATL NN (BO3MOXHO), TalHble nuaepbl AMepuKu
(KeHLWwHbI), NUYHbIe KavecTBa nuaepa (LenocTHOCTb), Kak Aobutbes aosepus (Bbi3biBaTb AoBepue), Kak ObiTb
HacToAWMUM nuaepoM (HauTu nuaepa BHYTPU cebs) U [eBATb eCTeCTBEHHbIX 3aKOHOB nuaepcTBa (Aaxe He
cnpawwvsanTte). Ha camom gene, nsgaetcs 6onee 3000 KHAr co cnoBoM "nuaep” B 3arnaBun. He cTouT LIENon KHUrm
onucaHve TOro, Kak ObiTb 3ddekTuBHbIM nuaepom. JlereHgapHoMy rypy meHemxkmeHTta [Mutepy [pakepy
oKasanocb [OCTAaTOMHO HecKonbkux npeanoxerHun: "CosfgaHve addeKkTVBHOrO nuaepcTsa 3akrovaeTcs B
NPOAYMbIBAHNM MUCCUN KOMNaHWKW, ee onpederieHn u yCTaHOBMEeHUW, YeTKo M HarnagHo. Jlngep yctaHasnvsaeT
Lenu, ykasblBaeT NpyopuTeThl, U yCTaHaBnNUBaET U NoAaepXuBaeT cTaHaapThl”.

Kak Bam HanTtu npasuribHoe HanpaBneHme? D,J'Iﬂ TOro, 4YTobbI CTaTh BENUKUM cTpaTterom, BamMm HY>KHO OKYHYTb CBO€
CO3HaHMe B MYTHbI€ BOAbl PbIHKA. Bbl OOMKHLI HAWTKM CBOE BAOXHOBEHME Ha nepep,osoﬁ, B npunuBax n otnmBax
prHOLIHOIZ 60pb6bl, KOTOpaaA npoucxoanT B CO3HaHUM NOTeHUaNnbHOro KrneHTa.

Bce gerno B BocnpusaTum

Ecnm n ectb YPOK, KOTOprIZ HaJo M3BMieYb U3 3TOM KHUMU, TO BOT OH: ycnex unn Heygada Haxogatca B np06nemax
BOCMNPUATUA U BO3MOXHOCTEN Ha PbIHKE. [MaBHOE MOHATL, YTO BblUrpatb UNn npourpatb Bbl MOXETE TOJIbKO B
CO3HaHUWM KrnneHTa.

Bac He gormkHbl BBOAUTL B 3abnyxaeHue YyaecHble Npes3eHTaumu, KoTopble OENAOT BallM MEHEOXEPb!, O TOM,
Kak Balla KOMMaHUS MOXET BbIMYCTUTb INy4YlWUA MPOAYKT WM KaKUMU CPeACTBAMU MOXHO YMyYLWUTb
pacnpocTpaHeHWe WUNn YCOBEPLUEHCTBOBaTL OTAEN MPOAaX Arns Toro, Ytobbl 3axBaTuUTb NOGONbLIE pbiHKA. Bbl
OOIMKHbI ObITb CCHOKYCUPOBaHbI Ha CO3HAHWM NOTeHUMansbHoro knueHta. Co3HaHWe CIoXHO, ecnv BoobLuye
BO3MOXHO W3MeHUTb. W ecnu Baliv MeHemxepbl roBOPSIT, YTO 3TO BO3MOXHO, He BepbTe UM. Yem nydwe Bbl
NMoHMMaeTe CO3HaHWe Balux NoTpebuTenen Unu NoTeHUManbHbIX KNMEHTOB, TEM MEHEee BEpPOSiTHO, YTO Bbl
nonagete B Geay.

A ogHaxabl cnpocun ogHoro u3 GbIBLLMX pykoBoauTenen General Motors, coMHeBancs nuM oH Korga-HMbyab B
HeobXOAMMOCTU pa3MHOXEHNS MOAENeN, KOTOPbIE B KOHLIE KOHLIOB paspyLUMnu 3HadeHue 6p3aHaoB KOMMaHWm (OH
Ob1N PUHAHCUCTOM, U HE UMEN OMblTa B MapKETUHre).

3TOT BOMPOC 3aCTaBWUi €ro OCTAHOBUTLCS U NOAyMaTh HECKOMBKO cekyHa. BoT ero oteeT: "HeT, HO S NOMHI0, YTO
Zyman o TOM, YTO 3TO MOXET BHECTM HEKOTOpPYIo nyTaHuuy". Ero 03abo4yeHHOCTb Gbinia abcomnoTHO NpaBUmbHOM,
HO eMy He yaanocb [eicTBoBaTb B COOTBETCTBUM CO CBOMMM WMHCTUMHKTamu. OH npegnonaran, 4To ero
UCTIONHUTENM 3Hanu, YTo genatoT. Okasanocb, YTo NpeanosioXeHue Obino HeBepHbIM. Ho nuLb Yepes HecKosbKo
neT 3Ty OWWGKY oco3Hanu B pykoBoacTBe General Motors. CerogHsi, 6narogapsi CUNbHON KOHKYPEHLMM, OLINGKM
CTaAHOBATCS OLLYTUMbl Yepe3 HEeCKONbKOo MecsLeB, a He neT. [o3ToMy MapKeTUHI CIMLLKOM BaXeH, YToObl
OCTaBnsiTb €ro NogYMHEHHbIM. s Toro YToObl BbIXKWTb, PYKOBOAUTENb AOJDKEH NPUHMMATL Ha cebsl KOHEeYHyto
OTBETCTBEHHOCTL 3@ BCE, YTO BbIBOAUTCA Ha PbIHOK. B KOHLe KOHLIOB, Balla paboTa CTOUT Ha KOHY.

A opgHaxabl ckasan 3TO rnaBe O4YeHb OOnbLIOro oTAeneHus odeHb Gonblion komnaHun. OH XoTa n npu3Han
BaXHOCTb JIMYHOIro y4actuma B npouecce, HO Bbipa3nn ceoe ©ecnoKkoncTeo no nosoAy TOro, YTo 3TO MOXET
YMEHbLUUTb OTBETCTBEHHOCTb MEHePKepOoB cpeaHero 3BeHa. Hy 4YTO XXe, BaM NpuaeTca OTJIOKUTb B CTOPOHY 3Ty
00€eCcnoKOeHHOCTb, eCN Bbl HE XOTUTE NonacTb B 6€Ll,y.

O TOM, UTO HYXXHO 3HaTb, Kak 06CTOAT Aena

CkpomHbIi CaM YONTOH BCHO XM3Hb MPOBEN Ha NepefoBOi Kaxaoro us ceoux MarasmHo Wall-Matt. OH gaxe
nocpeam Houm GbiBan B 3arpy304HbIX [okax, 0bLLasicb C NepcoHariom.

B oTtnnume ot Cama MHOrne pyKoBOAMTENU UMET TEHOAEHLMIO TepsTb CBA3b. Yem Gonblue KoMnaHus, Tem
BEpOSATHeE, YTO PYKOBOAUTESb NOTEPSAN CBA3b C NepedoBoi. JTo, BO3MOXHO, camas Gorbluasi olwmbka, KoTopyto
MOXET COBEPLUNTb pykoBoauTenb. Kak Bbl y3HaeTe, 4YTo mpoucxoauT Ha camom paene? Kak Bbl cnpaButech ¢
NoBOoBLI0 CPeaHNX MEHEKEPOB FOBOPUTL BaM TO, YTO MO UX MHEHWIO Bbl XOTUTE ycnbiwaTb? OTKyAa Bbl y3HaeTe
Mroxue HOBOCTU, U XOpoLLUe Toxe?



Ecnu Bbl He Y3HaeTe nioxune HOBOCTU UX NEPBbIX PYK, NfoXme naen Ha4yHyT npouseTtaTtb BMECTO TOro, 4YTOOLI ObITH
YHUHYTOXXEHHbIMU B 3apoblLle.

EOvHCTBEHHasi BOBMOXHOCTb Y3HaTb, YTO MPOWUCXOAUT HA CamMoM [erne, 3TO MPUATY NepeocaeTbiM YN Hey3HaHHbIM.
OcoGeHHO MOMe3HO CnyckaTbCs Ha YPOBEHb AMUCTPUGHLIOTOPOB MMM PO3HMYHBLIX TOproBueB. MpuynHa: nonyYuTb
YeCTHOE MHEHME O TOM, YTO NMPOUCXOANT.

COprLI,HI/IKI/I oTaena npopax, ecnun 'y sac Takon ecTb, ABNSTCA KPUTUHECKUM 3JIEMEHTOM B ypaBHEHUW. TpPOK B
TOM, KaK nony4ymnTtb OT HUX XOPOLLYH, YEeCTHYH Mchopmau,wo O KOHKYpeHLunn. J'Iquee, YTO Bbl MOXeTe caenaThb,
9TO NOOLWPATbL YEeCTHYH Mchopmau,wo. Kak Tonbko pasHeceTCca ChnyXx, 4TO pyKoBOoAUTESb UEHUT YeCTHOCTb U
OTKPOBEHHYIO OL€HKY pealibHOCTU, K BaM Ha4yHeT NocTynaTb MHOIo NnonesHomn I/IH(*)OpMaLI,I/II/I.

O ToM, YTO Hago AymaTb ganeko Bnepes

[agaiiTe npeacTaBuMM, YTO Bbl CHOKYCMPOBaNUCb Ha BalUMX KOHKYPEHTaX W Oonpefenunu, B Yem uX cumna u
cnabocTtb. Bbl 06HapyXmnu e AMHCTBEHHbIN aTpUBYT NN OTAMYUTENBHYIO YepTy, KoTopasa ByaeT paboTaTb Ha none
OUTBbLI CO3HAHWI.

3atem Bbl CKOHLUEeHTpupoBann BCce Balln ycunua, 4TOObI paspaGOTaTb COOTBETCTBYHLLYHK CTpaTteruto,
HanpasJiIeHHYK0 Ha uUcnosib3oBaHUE Bawen nagen. N Bbl XOTUTE BHECTU U3MEHEHUSI B Bally opraHusauuio, 4TOObI
ncnosnb3oBaTb BHELWHNE BO3MOXHOCTU.

Tenepb BaM Hy>XHO MoAoXAaTb, MOKa 3Ta CcTpaTerns pasoBbeTcs. MapKeTuHrosble Lwarn TpebyroT BpeMeHu Ans
pa3BUTKSA, NOITOMY Bbl JOSIKHbI - MPOTUBOCTOSA AABMEHMIO CO CTOPOHbI Yorn CTput, coBeTa AMPEKTOPOB N BaLLMX
NMOAYMHEHHbIX - TBEPAO NPUOEPXKMBATLCS BblOpPaHHOro Kypca. HU4To He AEMOHCTPUPYET STOro fnyylle Yem npumep
Lotus Development Corporation, komnaHum, koTopasa n3obpena anekTpoHHble Tabnuubl ans PC.

Ux neperHana komnaHua Microsoft co cBoen Bepcuen anekTpoHHown Tabnuubl - Excel ana Windows. Tak kak
Microsoft cosgana Windows, a Lotus onosgana co cBoel Bepcueln anekTpoHHHbIX Tabnuy, ans Windows, Lotus
okasanacb B MOXoM nonoxeHun. hkum MaHum, TorgallHuiA pykoBoaguTenb, peLumn nomMeHsiTe none 6os. [ns Hero
Oyaywee 6paHaa cocTosANo B NporpaMMHOM oBecrneyeHnn KOMMeKTUBHOrO nonb3oBaHua (Groupware), NOCKOrbKY
Ha paHHUX CTagusX KOMMaHUs umena npoaykT nop HasBaHuem "Notes", koTopbld Obln NepBoW yaayHown
nporpaMMoii KOMMEeKTUBHOIO MOSb30BaHust (MPOrpamMMHbIM obecneyeHVeM, CO34aHHbIM ANst TPYNn UnuM ceTen
KOMMbIOTEPOB, B OTNMYME OT MPOrpamMmMHOro obecneveHust Ans MHAMBMAYaNbHLIX NEPCOHAMNbHBIX KOMMLIOTEPOB).
Moatomy Groupware ctano Tow uaeen, BoKpyr kotopon [xum MaHum Havan noctpoeHne GusHeca paspaboTku u
nogaepxku Notes/nporpammHoro obecneveHns KOnneKTMBHOMO NOSb30BaHKUS.

370 0 TOM, YTOGkI YNOPCTBOBaThL

3abpatbesa Tyaa, roe cendac Haxoautesa Lotus, 6biro HeBepoAaTHO cnoxHo. Korga Oxkvma MaHum cnpawumsatoT o
NMPUNOXEHHbIX YCUNUSAX NO CMeHe doKyca, OH FrOBOPUT, YTO 3TO 6bIN "XecTkun npouecc”. BoT mnctopus,
pacckasaHHas M CaMUM:

OneKTpoHHbIe Tabnuupbl 6biNK LieHTpoM rpasuTauun B Lotus. OHu Hekorga coctasnsany 70 NpoLeHTOB Hallero
6usHeca. 310 6bin Hal "OCHOBHOM" BU3HEC, eCnu Y roBoputb To4HO. Ho Microsoft u Windows gencreutensHo
npobunu 6onbLuyto Ablpy B HaLeM ByayLiem.

B Hayane geBsHOCTLIX S ModyBCTBOBas, YTo Notes - Halla equHCTBEeHHasl Hapexaa Ha byayllee. K coxaneHuio, He
BCE B KOMMNaHUM YyBCTBOBanM TO ke camoe. MHOrvme XxoTenu npocTo MpoAorkaTh yry4yllaTb 3/1eKTPOHHbIe
Tabnuubl. 3a 3TOT CMNOXHbIV NEPUOS U3 KOMMAHWK YLLNW ABEHAAUATL BULLE-NPe3nOeHTOB.

OHu He Buaenu GyayLlero Tak, kak BuAen ero .

Bce aTto, nntoc Henpekpallatolmnecs UHBECTULMM B STOT MPOAYKT, HE MpoLUSio He3aMeYeHHbIM AN coBeTa
avpekTopoB. [1ns Toro, 4ToGbl OHM He OTkasanuck oT Notes, MPUXOA4MIIOCh CHOBa U CHOBa pacckasbiBaTb MM OfHY
N Ty e UCTOPMIO, OTCTauBaTh NEepPCnekTUBY U CTPOUTL COOTBETCTBYIOLLME OTHOLLEHUS BHYTPU U BHE KOMMaHWUM.
Kak Tonbko COBET AMPEKTOPOB TepsieT BuaeHue byayLlero, Bawwy NpobremMbl BO3pacTatoT MHOTOKpaTHO.

K cyacTbto, Undpbl Hayanu pacTu, fnoauM nodvyBcTBoBanu cebsi crnokoiHee, Korga WHBECTULMM NPeKpaTUnich,
J0CTUrHyB 500 MUIMMIMOHOB JONSIApOB.

Ikum MaHum, KoHeyHo, 3Han, YTto genan. KoHey uctopum Gbin cyacTnvebiM. IBM kynuna komnaHwio 3a 3,5
MUNNMapOoB AOMMapoB M € Tex nop caenana Lotus ogHUM M3 KpaeyrosibHblX KaMHei CBOMX YCWURWiA CO3AaHum
nporpaMmHoro obecrnedyeHuss AN KOPNopaTMBHbIX KNMeHTOB. Lotus Gbina B Gonbluoi Gege. Ho cmenble,
[OJTTOBPEMEHHbIE YCUNMUS BbIBENU KOMMNAHUIO U3 NOTEHUMAarIbHO rMMBensHON cutyaumu.

Hayvano n koHeL,

Ecnu ogHa MbICNb KpacHOW HUTLID MPOXOAWUT Yepes3 3Ty KHUrYy, TO OHa Npo TO, YTO PyKOBOOAMUTENU 4YacTo
NPUHUMAIOT NfoXue pelleHusa, KoTopble BeayT k Gonbwon 6ege. OHM MM genawT BeLLW, Bbi3blBaloLLUe
NpobnemMbl, U1 He AenatoT TOro, YTO MOXET MOMOYb Npobrem nsbexarb.

A Korfa onacHOCTb YKe BuaHA Ha ropu3oHTe, PyKOBOAUTENb, BEPOSITHO, €AMHCTBEHHbIN YEnoBeK, KOTOPbIA MOXET
3(PHEKTNBHO BLIBECTU KOMMNAHUIO HA NPaBUMbHbLIV NYTb.

OH [OencTBUTENBHO ABMSIETCH KanuTaHOM Kopabnsa. My kaxaoro pykoBoOUTENA Ha CTeHe JOoSKHa BUCETb
Tabnuyka co cneayloLwmmMmn CrioBamu:

NMOMHN TUTAHUK



