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K HALULUM HUTATENIAM

Mup pa3BuTHst pbIHOYHBIX OTHOLLEGHWH BCETIa HAXOOUICS B MOKMCKE pexxumMa paboThl,
KOTOpBIi ObI 0becrieyrBan 6eCKPU3NCHOE MOCTOSIHHOE TOBBILIEHHE TPUObLIEH KOMIIAHMIA.
B X0 mycKalnuch BCAKME TIOAXOIBI M PELIENTEl OT «peMeciia B MCKYCCTBE» IO «HCKYCCTBa
B peMecie». MHoOrIa B MCTIONb30BaHUM ITHX MOIAXONOB HAOIIONANNCH yIa4d, HO HANTH
YHUBEPCAIbHBIA METON YCIEeIIHOro BeleHus OKM3Heca Tak M He yIalock. DKCIepTsl BO
Beex 00acTsaX opraHu3auny O6u3Heca OLUTM BO BCE BpeMeHa, HO MOMCKH 3aBETHOTO CO-
BEpLICHCTBA OPraHU3aLMOHHO 3pENoro 6U3Heca He MPUBOIWIN K XeTaeMbIM Pe3yIbTaTaM.
Ha 3ape nepexoaa ot deoganuima K KaluTaATM3My MPEATaraluch peluenTsl pasaeieHus
Tpyna Anama CMuTa. OTH COBETHI CreLMATMCTA-IKCIEPTa OB MPHHATE BO BHUMAHUE
¥ BHeJIpeHHI Ha 1iefioM psiie MaHydakTyp. Ho 1 31ech 00HAPYKUINCE HECOBEPLLIEHCTRA,
KOTOpbIe TIOBNEKIN 3a coboil uaed HaydyHOU opraHm3auuu ynpasienus Ppenepuka
Teiinopa, foweaiye 10 HallluX JHEW B BHJe OpraHU3allMOHHON CTPYKTYpPhl KOMIAHHH,
O ObUTH Pe3y/IBTATHBHO BOIJIOIIEHB! B Xu3Hb [eHpr Dopaom, yeuaesnmm Oyayinee
KOHBeiepHOE MPOMU3BOACTBO HAa CKOTOOOWHE M B34BLIMM MOITAMHOE pasieibiBaHue
TIONBEILEHHBIX W MMEPEMELLABIINXCH Ha KPIOKaxX TYLI CBHHEil 3a OCHOBY KOHBe#epHOM
cbopku cBoero aBTomMobuns Momenu «T». Dopa ObLT He TOMBKO MEPBOOTKPHIBATENEM
KOHBE#epa, HO ¥ pOJOHAYaIbHHKOM METO/Ia, KOTOPbIH B JAIbHEHILIEM MTOTYYT Ha3BaHHe
«berumapkunTy. OH npescTasnsieT coboi OPUEHTAIIMIO HA JTYYIIIWE NIPAKTUKH, BBISBJICH-
Hble B Ipyrux KoMmaHusax. Kak u Bcerna B Haleit XM3HHM, TeXHMUECKHIl Tporpecc
CHYXWI B MEPBYIO OYepellb BOCHHBIM LIEJISM, M 31eCh HaOMOAaUCh camble OOJIbIIME
HOCTHXEHUS] KOHBEHEPHOH OpraHu3aliy NPOM3BOACTE OT CO3MAHUS BOEHHBIX ABTOMO-
Outeit, TaHkoB, Kopabieli U 3aKaH4Y1Bas BOEHHBIMM CaMOJETAMU.

Ho BoiiHBI CMEHSIMCH MUPHBIM BpEMeHeM, M OW3HEC BbILIET Ha OYEpPENHOI ITam
CBoero paszsutus. Ha 9ToM 3Tane YeqoBEYECTBO MPUILLIO K IMOHUMAHUIO TOTO, YTO HE
AC€HbIM ¥ MaTePHAIbHBIE PECYPCHI ABIAIOTCS OCHOBHBIM KAIUTAIOM KOMIIAHWH, a CO-
Slatoniye X JIIOIH ¥ eLE MHHOBALMK, KOTOPLIE MPEeCTABASIOT co00i Habop mpouenyp,
METONOB, TEXHMK M TEXHONOTUi CO3NaHUs U MoIepKaHus OM3Heca B OpraHU3alioH-
HO 3pejom cocTosHUM. To eCTh MPHILIO MOHUMAHHE TOTO, YTO JIOAH — 3TO CAMBII
LUEHHBII pecypc KOMIAHMH, KOTOPBIU OTIMYAETCH OT APYIMX BHAOB PECYPCOB TEM, YTO
ABJISIETCS caMoBo3pacTalleit UeHHOCTh0. M eciu 3TOT pecype cHabGauTh BceM HEOD-
XOIUMBIM ¥ COOTBETCTBYIOIUM 06pa3oM MOTMBHUPOBATh, TO OH ODECTIEUNT MPUPOCT U
KAnuTanor, 1 MatTepuaibHEIX LIEHHOCTE), W MHOTOTO JAPYTOro.

WTak, camoBospacraiolasi LEHHOCTb M0G0 OPraHM3allil — €e KaluTal — 3710
COTPYIHMKYM M PYKOBOMMTEM PA3NMYHBIX YpoBHE. Ho 4TO ke HYXHO KOMMaHWH,
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4yToOBI 3TA CAMOBO3PACTAIOIIAS LIEHHOCTh OECTPENATCTBEHHO BO3PACTala, moMoras
OpraHu3aly Moayyath Bee GONbIe MPUOBLTH M CO3IABAaTh HOBBIE MaTepuaibHbie U
HemaTepuanbHbie neHHocTH? Kak okasanoch — 3HaHUSI, IPU3HAHKE, YMEHHUS, HABBIKHU
U yenopeyeckoe oTHomeHue. Coracurech, He MHOTO, A 00eCIeYnTh 3TO HeMHOTOE
MOTYT X035eBa KOMITAHWH U €€ BLICIIHE PYKOBOIUTE/H, KOTOPHIE SIBISIOTCS KOYYAMU —
MIPAIOLIMMU TPEHEPAMM CBOMX KOMAHJ CHELMAIMCTOB M PYKOBOIMTENEH CpelHero
3BEHA, a TAKXKe JMiepaMu 3THX KoMaHA. [Ipu 5ToM cTUMYTMPOBAaHME [0 TPUHIMAIY
KHYTa M MpsiHUKa yke yerapesto. Hyxsbl HoBBIe momxonsl. B ueM ke oHM 3akI04aioT-
csi? B maHHO# KHMTE KaK pa3 M PacKpPBIBAIOTCS METOMbI HEMATEPHAITLHOTO CTUMYITHPO-
BaHMs pabOuMX IPYMN M KOMaH/, KOTOpble BOJIBIIYIO 9aCTh CBOEH XH3HM MPOBOIAT B
oucax KoMNnaHUi. 3anaua Juaepa TaKOH KOMAaHIbl — YMETh MCITOIb30BATH METOIBI
MEHEeKMEHTa KayecTBa, OepexJIMBOro MPOM3BOICTBA U BepexiinBoro oduica, BOOIY-
ILEBMSATh ¥ BAOXHOBIATh CBOMX MOAYMHEHHBIX CO3IaBaTh HOY-Xay KOMIAHUU, obecre-
YMBas TeM CAMBIM HOBBIE TPOIYKTHI, PHIHKK M TIpHOLUTL. JKKU3HE HE CTOUT HA MeCTe,
¥ TIOIXOM, MPH KOTOPOM YENOBEK PACCMATPHBAJICH KaK HAO0D MYCKYJIOB, NPHIOKEHHBIX
K MallliHe, CMEHSIeTCS OTHOILIEHUEM K PabOTHUKY KaK K HOCHUTENIO MHTE/IEKTa, 1103-
BOJISAIOLIETO YCOBEPLUEHCTBOBATH ACATEbHOCTh KOMITAHUM U TIOBBICUTD €€ PhIHOYHYIO
HEHHOCTb. DTOT MOAXOA BBI3BAH OCTPOI XH3HEHHOH HEeOOXOIMMOCTHIO, 3aKII0Yal0-
Lieifcd B CNEOYIOIIEM: eClIH OCTaBUTh OPraHU3AIMOHHYIO CTPYKTYPY TaKOli, KaK €cTb,
TO B YCIOBHAX OBICTPO U3MEHSIONIETOCH PHIHKA, TUKTYIOIIEr0 MOTPeOHOCTL B HEME -
JIEHHOM MPUHSITHY PELICHMIA, yCTapeBlias uepapxuueckas CTPYKTYpa He MocreBaeT 3a
nepemeHamMy. [loka curHam ¢ HIDKHUX YPOBHEH OPraHM3allMOHHON MepapXuu J0iIeT
J0 ee BEPXHMX 3Taxel # TaMm OymeT MPUHSTO PellieHHe, MOXET OKa3aThCs, YTO BHU3Y
OMNATh MPOU3OIILTH U3MEHEHUSI U TIPUHATOE PEIEHIE OKAXeTCs HeakTyanbHbIM. [1po-
THBOCTOATL 3TOMY MOXET TOJBKO OPraHM3alMOHHAsE CTPYKTYpa, MOCTPOEHHAs Ha
npuHIMNax GepesxsiuBoro ohuca. Takum 06pa3oM, MBI BHINM CYLIECTBEHHOE OCIa0-
JIeHHMe MepapXuu B BBIXOIE Ha MEPEeAHU TUIaH TUIOCKOM, TMOKOM CTPYKTYPHI Mpoliec-
CHOrO WIIM MPOEKTHOIO THIA C OPraHMU3alMeil OTHOUIEHWH BHYTPH HEe 110 MPUHIIMITY
4BHYTPEHHUI KIMEHT U BHYTPEHHMI MOCTABIIHK».

[IpencrapneHnas Ha cyl yuTaTeleil KHUTAa — 3TO ONUCAHWE OYEPEIHON MOIEIH
MHpa, B KOTOPOIl ceiana elle OlHa TONbITKA HAHTH OCHOBY OPraHM3allMOHHOMN 3pe-
JIOCTH KOMMaHWK. ABTOPBI MPOJIENai OrPOMHYIO paboTy, YTOOBI MOMBITATECS CKA3aTh
HOBOE CJIOBO B Hayke ympasineHus. Ho nmpoiiner eiie HeMHOTO BpeMeHH, H, MLl YBepe-
HbI, MOSBUTCS Gosee COBEPIIEHHAs MOMBITKA OMMCATh CYIIECTBO OpraHU3alLMOHHOIN
3peJIOCTH KOMIIAHUM, KOTOpasi, HaBepHoe, OyIeT elie npasuibHee. Jasaiite MOTOXIEM,
a 1oka OymeM YWTaTh 3Ty KHUTY U IPUMEHSATE METOJIBI, OMMCAHHLIC B HEll.

A. JI. Hmaiinos,

6edyUUL MPEHepP-KOHCYAbMAHM RO MEHeONCMEHmY Kavecmed,
pyKkosodumens Hanpasienus «Menedxucmenm xauecmea»
komnanuu Just Consulting

BCTYIMJIEHUE

HakoHEL-T0 MOXKHO YTBEPXKIATh, YTO WieH GepexIMBOro pou3BoACTEa 10Opanuch
10 o(hHCOB OpraHu3aLMii. ABTOPhI TIOCBATUIIN TIOC/IEHUE NATH JIeT CO3IaHUIO, 10KY-
MEHTATLHOMY OQOPMIIEHHIO M COBEPIIEHCTBOBAHUIO METO/IOB, ITO3BOJISIOLIAX PACIIPO-
CTPaHUTD TIPUHIMILL OEpeXIMBOll OPraHU3aLMK MPEANPUATUH Ha 00JIaCTh aAMUHH-
CTPATMBHOTO YTIPABIEHNS UMM, T.¢. TIepeHecTu ux B oucel. Heobxoanmo yauThiBaTh,
gto ot 60 10 80% Bcex 3aTpar NpeNNpPUATHIL, CBA3aHHLIX C VIOBJICTBOPEHUEM IMOTPE-
GUTENLCKOTO CIIPOCca HA MPOMBILIIEHHBIE W3AeMUs WM HA paboThl ¥ YCITYTH, MPHXOINT-
cq HA BHINOIHEHHME AIMMHMUCTPATMBHBIX (DYHKIIMIA, B TOM YHMCJIE Ha PacCMOTpeHMe
CTPaxoBbIX TpeOoBaHMii, obpatieHuii pabOTHUKOB, 00pabOTKY CYETOB M 3aKas0B, MOJ-
TOTOBKY KOMMEPYECKHUX MPELTOKEHHIT, BBITYCK KOHCTPYKTOPCKOM JOKYMEHTAIMH U T.[.
[103TOMY HEYIMBUTEILHO, YTO BCE KOMIIAHUM CTPEMSITCS COKPATUTb 3aTpaThl  BpeMm,
pacxonyeMbie Ha aiMUHUCTPUPOBaHHUE!

Ho ne cymectByeT BojLieOHBIX CIIOCOOOB pellieHMsA STOW 3ama4yM, U Ledb KHUIH
COCTOUT B TOM, YTOOBI HAYUMTh YMTATENEH OCHOBHBLIM METOJAM M CHabAUThL MX COOT-
BETCTBYIOIIUMM HHCTPYMEHTAMM, C MOMOILUBI0 KOTOPBIX OHH CMOTYT MPUCTYIHTL K
CO3IaHMI0 OepeXTMBLIX OQHCOB B COOCTBEHHBIX OPTaHU3ALIMAX.

Tpexge Bcero HeOBXOTMMO MPOACHUTD, YTO UMEHHO MBI MMEEM B BHIY, Ha3biBas
HpennpusTiHe Win oduc depexuBsIMU, WK lean. BriepBeie TepMuH «OepexinBoe mpo-
u3BozcTBO» (lean production) GeuT BBeaeH B KHure xeitMca Bymeka u 1snuena Pyca
«Mammna, kotopas namenta Mup» (2007, nepsoe usnanue — 1990 r.) C tex mop cio-
BO «BepexJiiBbIil» CTAIO KPaTKUM TPOM3BOIHBIM OT CIOBOCOYETAHUS «bepexiinBoe
NPOU3BONCTBO», TaK NMpUHATO 0003HAYaTh BA30BbII MPUHIIMI, HA KOTOPOM OCHOBBIBA-
€TCA MPOU3BOACTBEHHASA CHCTEMA siMOHCKOM Kopmopauuu Toyota (TPS). O 3akmioua-
€TCA B MUHMMM3aLIMK MOTEPh ¥ MAKCHMMATLHON NPUOMMKEHHOCTH K CO3IAHHIO HETpe-
PBIBHOTO 110TOKA TpoiieccoB. Takum o6pazoM, co3naHne OepeIMBOrO MPOM3BOACTBA
Tpe/onaraeT MOCTOAHCTBO YCHIIMIA, HALIRJIEHHBIX Ha MCKIOUeHHE JI00LIX MOTeph U
AOCTIKeHMEe MAKCHMABHOM HEeMpepsIBHOCTH MOTOKOB. BHenpeHne GepexIIMBOro rnpo-
M3BOJCTBA TpeGyeT KOPEHHOM MepecTpOiKH MEHTATUTETA paBOTHHKOB U PYKOBOAUTEEH
NPEANPHATHIA, KOTOPBIE 00A3aHbI HAYIUTHCS BUIETh OTEPU CBEKUM B3ISIOM, MOHUMAT,
KaKue eicTBIs MM COCTOSIHHS PEaIbHO SBISAIOTCH TIOTEPSMH, H HEMPEPLIBHO paboTaTh
Hall vx ycrpanenueM (puc. 1).

Bcee opranrusaumy ipi3HaioT BOXHOCTh BHEIPEHHS NPUHIMIOB GePeXUIMBOrO Mpo-
M3BOACTBA, HO NpeaNPUHUMAEMbIE MU YCHJIMS [ANEKO HE BCErIa JAlOT XeJaeMblid
Sbdekr. Dro o6bsicHsETCS BEIOOPOYHBIM BBISIBIIEHWEM obsiacTeil AesTelbHOCTH, B
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Puc. 1. HeoBxoauman NepecTpoiika MblLieHus

KOTOPBIX OPraHU3allMK CTPEMSITCH cTaTh OepexTuBBIMH. B pesymbrare mpoBeieHUE
VCOBEPILEHCTBOBAHMIT, HAIIEMEHHBIX HA MUHUMHM3AUMIO TOTEPs W CO3[aHWE Herpe-
DBIBHOTO TOTOKA, NMPOUCXOAMT CMOpagMyecKd, 0e3 J0/KHOM rapMOHM3allMH 3THX
yeuauit ¢ obuieid crparerueii. I1pu 3ToM ofHO# U3 cep, KOTOPYIO 0OBIUHO YIYCKAIOT
U3 BUAY TPH CO3NaHWK OEPeXITHBHIX NMPEANPHATHH, 0Ka3bIBAeTCS aIMHHHCTPATHBHASA
JesTensHocTh. B KHMTE ommcan o0 TIOAXOM K BBIPaOOTKE CTPATErHH KOMILIEKC-
HOTO BHEPEHUsI IPHHLIMIOB DEpeXIiMBOi OpraHu3aliy MpeanpHaATHsl ¢ UCIIOIB30Ba-
HUeM Habopa MHCTPYMEHTOB, TIPEACTABJIEHHOTO HA PUC. 2.

K uuciay npumepoB GepexXIMBO# OpraHU3alMK aIMUHUCTPATUBHBIX MPOLECCOB
MOXHO OTHECTH ciienyioliue: obecredeHne 00pabOTKM 3aKa30B, KOPPEKTHBIM 00pa3oM
YBA3aHHOM ¢ U30paHHOU cTpaTerdeil (HALeIeHHON HA CBOEBPEMEHHYIO TIOCTABKY Mpo-
JYKIHK ToTpeOuTensaM u obecrieueHne 3aJaHHOTO YPOBHS ee AeeKTHOCTH, u3Mepse-
MOTO YMCJIOM AeDEKTHBIX M3AeIUii Ha MHJUTMOH Bo3MoxHocteit, DPPM); yBsi3ka pa-
60ThbI MHXXEHEPHBIX CIYX0 Mo paspaboTke HOBOI NMPOAYKIIMHU ¢ 00LIEiH cTpaTeruyecKoii
MpOrpaMMO¥i PasBHUTHS TMPEANPHUATHUS; MPUEM Ha paboTy COTPYAHMKOB, 0061a1ai0IMX
OONBIIMM ONBITOM W CTIOCOOHBIX COASHCTBOBATE NPOHUKHOBEHMIO KOMIIAHWY HA HOBBIE
PBIHKH. DTOT NEPEYeHb MOXHO MPOROIKATh 10 OECKOHEYHOCTH, BKJIIOUASl B HETO BCe
HOBBIE M HOBBIE 33/1a4M, HAllEICHHBIE Ha JOCTHXCHME 00ILeH 1Ien — CHUMCeHUe aapu-
AMUBHOCMY 80 6CEX NPOUECCAx, BbINOAHACMBIX 8 QOMUHUCMPAMUBHBIX CAYHCOAX, ¢ npu-
MEHEHUEM UHCIMPYMEHMOG Bepexcauozo npoussodcmeaa.

Puc. 2. Habop uHCTpymeHTOB ans co3nanus Gepexnueoro oduca

Kawra npencrasngeT coboii MPakTHUECKOE PYKOBOACTRO MO MPUMEHEHUIO HMHCTDY-
MEHTOB COBEpILIEHCTBOBaHMS PAbOThl OHUCOB NMPEANPUATHI U UX MPEBpPALIEHNUS B
OepexiiuBblie, MpeICTABIEHHBIX HA pHc. 2. B KauyecTBe OCHOBBLI ABTOPHI MPHHSIN
ofuryio mpoueaypy npeoGpazoBaHUs NPEANPUATUIL B OepexkiuBLIC, ONUCAHHYIO B
kuure JI, Tenmunra (Don Tapping), T. Jlyitcrepa (Tom Luyster) u T. [ykepa (Tom
Shuker) Value Stream Management (2002), a Takxe yue6Hslit Buaeokype 1. Tenmuu-
rau T. @abpuumo (Tom Fabrizio) Value Stream Management: Eight Steps to Planning,
Mapping and Sustaining Lean Improvements. DTi yueGHble TIocoGusl XOpoLIO 3ape-
KOMEH[I0Banu cebs Ha TPOM3BO/ICTBE W ObUTH 10pabOTaHblI ABTOPAMM KHUTH, C TEM
9TOORI MPHCIOCOOMTH X K 0CODEHHOCTAM CO3AaHus DepexsiuBoro oduca.

ABTODBI 10GUINCH OTPENEICHHBIX YCTIEXOB B MPAKTHYECKOM MPUMEHEHHUH TOJI0-
KEHUH, omucanHbIX B KHUre. HEKOTOpHIE U3 HUX 3aCTYXKHBAIOT OTAEABHOTO YIIOMHU-
Hanus, Tak, nenaprameHT obCIyKHBaHKs noTpeduTeneit koprnopauuu Eaton Corp. ¢
MOMOIIBI0 METOOB, TIPEUIAraeMbIX B TAHHOW KHUre, CyMes MomHATh ¢ 62 mo 98%
A0mo noctynusumMX 3aKazos, 00pabaTeIBaeMBbIX 32 BOCEMHYACOBOM pabouMii JEHD.
Mixeneprasg cnyx6a 310 Xe KOpropaliK 3a MocaelHHe TP Tola exXeroaHo Ha 22%
YBEIMYMBATA KOIMYECTBO MPOEKTOB, TANBI KOTOPBIX BHITONHAKTCS B YCTAHOBJIEHHBIE
KOHTpOnbHBie cpoki. Masoe mpombiniiernoe npeanpusitie K & A Machining cyme-
Y10 CokOHOMUTH 0K010 30 THIC. JOI., OTKA3aBLIMCh OT MOMCKA HOBOTO paGOTHUKA Ha
MECTO yBosteHHOro MpUMEpHO Yepe3 B MeCSILA MOC/Ie BHEAPEHHs GepexIIHBbIX METO-
AI0B pabore. Dra gomKHOCTL GbITA TIPU3HAHA JIMIIHEH, @ KOMIAHWS COXPAHIIA CPe-
CTBa, Kotophie eif TIPULLTOCH ObI IOTPATHTEL HA coBeceoBaHUA ¢ KaHIUIATaMU.
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EcTb MHOTO IpYrdUX MPUMEPOB YCIHEUIHOTO BHEAPeHHUs Oepex IMBbIX MPUHLUIIOB
opragmM3aiuy paboTel 0oUCOB, U 1eNb KHUTH B TOM, YTOObI MOASTMTHCSH C UATATENS-
MH CeKpeTaMu JOCTUTHYTHIX ycriexoB. Yuratenau Haydartcs 3(pQeKTHBHO yNpaBisTh
MMOTOKAMH CO3laHUS LIEHHOCTH B aAMUHMCTPATUBHLIX CJIyXKO0aX ¢ HCIOIb30BAHHEM
[epe0BOrO OMbITA KOMMAHMM, BXOAAIIUX B criMcoK S00 KpynHEeHIIUX MPOMBIIIEHHBIX
MpeNNpHITHIH, €XEroaHO cocTaBageMblil xypHatoM Fortune, a Takxke BOCIIOIB30BAB-
IMCh PealbHBIM TIPMMEPOM OepeXIUBbIX MpeoOpa3oBaHMii B KoMItaHun Premiere
Manufacturing.

HASHA4YEHUE KHUIU

Ilpy ee HanmucaHWKU aBTOPBI CTABWIN Mepen coOoil YeThIpe OCHOBHBIE 3a1auMy:

1. ¥npoctuth (yHIaMeHTATbHBIE MOHATHS OepeXIUBOrO MPOU3BOIACTBA, TaKWe
KaK CIIpoc, HENpephiBHOCTH MOTOKA CO3MAHMS LIEHHOCTH W €r0 BbIpaBHUBAHME
NPUMEHHTENbHO K PEIEHHI0 AIMMHUCTPATHBHBIX 3a7ad B LENAX BhIPAOOTKM
o011ero MOHMMAHMA TIPMHIIMIIOB, KOTOpbIE MpPEIImoaaraeTcsl pealu3oBaTh Mpu
BLINOJIHEHUHM [1aHA co3maHmsl OepexiuBoro oduca.

2. Onucarb KOMIUIEKCHBIH TIPOLIECC, TOCTPOCHHBIN HA IPUHILMIAX OepexIUBOIO
MPOM3BOACTBA, TO3BOJMAIOLINI YCKOPUTh M CKOOPAMHMPOBATH COOTBETCTBYIO-
e npeoOpa3oBaHKA, a [IABHOE, MPUIATh UM YCTOMYMBOCTBb, obecreynpas
eIMHOE BHICHWE 3TOFO Mpoliecca BHYTPM OpraHm3aipii. DTa mpouenypa us-
BECTHA MOl HA3BaHWEM «ynpaeexue nomoxamu cozdanus uernocmi» (Value
Stream Management, VSM).

3. MpuMeHUTH YKa3aHHBIH Mpollece K BHEAPeHHIO DepexIMBOCTH B aIMUHUCTPA-
TUBHbIE PabOTHl M MOKa3aTh Te M3MEHEHMs, KOTOPHIE NOJDKHBI TIPOM30MTH B
pesyJibTaTe 3TOro.

4. CTaHaapTH30BaTh TOCTUTHYThIE YAy4llleHHS B pabore oduca ¢ MCIOIb30BAHM-
€M anpobMpOBAHHOTO, CTPYKTYPMPOBAHHOTO MPOLECCa €ro MepecTPOiKM.

Meroponorus VSM mpencrasisier coboif mpouemnypy IIaHUPOBAHKSA U YBSI3KM

Mexay co0oil MHMIIMATHB TI0 CO3JAHMI0 OepexIMBOr0 MPOM3BOACTBA TOCPEICTBOM
cucTeMaTHyeckoro cbopa ¥ aHamu3a JaHHBIX. Mcrmonb3oBaHMe TOTO MOIX0JA B TOM
BHIIE, B KOTOPOM OH OMHUCAH B KHUTE, MPHAACT OOJIBIIYIO 3()(HEKTUBHOCTE YCHIHAM 10
npeoOpa30BaHUIo BallETo MPOM3BOACTBA. DTOT MOAX0A ObLI pa3paboTaH aBTOpAMHM Ha
OCHOBE HCCIENOBAHMI M SKCIEPUMEHTOB, MPUYEM HE TOJLKO Ha MPOMBIILIEHHBIX
MPENNPUATHSIX, HO ¥ TIPU OYeHb YCTICIIHOM cO3laHUM OepexuinBbIX oducoB. Monens
YCTEIIHOTO YIIPABACHHS POU3BOICTBOM YIHTBIBAET ONBIT KoMnanuil Mercedes-Benz,
Thedford Company, Wiremold, Inc., Pella Windows, Eaton Corporation u ap. o cux
1op He ObUIO M3AHO HU OJHOW KHUIH, e Obl JaHHBII moxxon OB U3/10XKEeH B MPO-
CTOii, CTPYKTYPMPOBAHHOM (hopme, U He ObLIO MPOBEAEHO HH OIHOI0 COOTBETCTBYIO-
1IEr0 ceMMHapa. MHOrMe KHWTH, CeMHHApbl, BUACOMATEpUabl MOCBSIIEHBI TOJIBKO
OT/EeAbHBIM TPODIeMaM: CTAaHIAPTHBIM paboTam, KaHOaH HIM HEKOTOPLIM TIPOLIECCAM.
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ABTOpPBI KHUTH [IPEUIATAIOT YIOPSAOUEHHYIO CXEMY YCMEIIHOTO BHEIPEHHUSI TIPUHLIMIIOB
HepeXIMBOI Opranu3auuk paboTsl oducos, Gnaronaps KOTOPO# MpeacTaBiseTcs BO3-
MOXKHBIM 3HAUUTEIBHO COKPATHT PACXOIBI [0 Mepe YCTPaHEHUS TI0Teph M 00ecneyuTh
[IABHOCTH MTOTOKOB Ha MPOW3BOJCTBE U MPH nepeade HHOOPMaLMH.

HA KOro PACCHUTAHA KHUTA

Kuura paccunTaHa Ha Jiofeil, 061anaolix pasHbIMU YPOBHAMHU TEOPETHUECKOIA
[OATOTOBKH ¥ MPAaKTHYECKOTO ONbITa B 00/1aCTH co34aHus GepexIUBBIX MPOLIECCOB.
Eciil yMTaTeNb TOJIBKO IMPUCTYIAET K M3YYEHUIO MPUHIIUIOB OEpexIMBOro mpous-
BOICTBA, TO OHA CTAHET XOPOLIMM T0cOOHEM, MO3BOISIOUIMM C YCIEXOM BHEIPATH
B OyaylieM MonyueHHble 3HaHWA. Eciy Xe yuTaTenb M0CEIIa] CEMUHAPHI MO 3TOI
TeMATHKe, Y4aCTBOBAN B UMUTALIMOHHOM MOACIUPOBAHUM WM OBLT WIEHOM KOMaH-
JIbI, 3aHMMABLIelicS BHeJIPEHUEM OepekIuBOr0 MPOU3BOACTBA U 3HACT COOTBETCTRY-
JOIIYIO TUTEPATYPY, TO 3HAKOMCTBO C JJaHHOW KHUTOii CIOCOOHO (hyHIAMEHTANBHBIM
00pa3oM M3MEHUTH €ro TIPeJCTaBIeHUs] O TOM, KakK NMpeobpa3oBaTh NPeANnpusiTue B
DepexIInBOE.

Kuura HanucaHa B pacyeTe Ha JBe OCHOBHBIE KATErOPMM YMTATENCH, HYKIAKOIIX-
¢ B U3yueHMH 001l KOHUENIMH U TIpoliecca YIpapieHHst MOTOKAMM CO3/IaHWs 1IeH-
HocTH (puc. 3):

1) mon-menedacepos, KoTopbie 00si3aHbI MOHMMAThH CYLIECTBO Tpoliecca Gepexim-
BbIX NMpeo0pa30BaHuil U MOBEPUThL B HETO 0 MPUMEHEHMS Ha CBOWX TIPEIIIPH-
ATHAX. YIpaBieHue MOTOKAMM LIEHHOCTH CO3TaeT I 3TOi KaTeropuu paboT-
HUKOB HEOOXOOMMYIO CTPYKTYPY MX Y4acTHSI B NMPOLECCE M CAYKHUT CPEICTBOM
KOMMYHHMKAIIMI, YAOBIECTBOPSIONINM HX MOTPeGHOCTH B COOTBETCTBYIOILIUX I10-
KA3aTensaX U OTIETHOCTH;

2) Menedwcepos, cynepeatizepos, Opu2adupos u HACMABHUKOS KOMAHO UCROAHUMEneil
OepexIMBLIX TIpeobpa3oBaHMil, PANOBBIX PAGOTHUKOB MPEANPHATHIA, KOTOPBIE
NOJDKHBEI TIOMHOCTBIO MPEACTABNATH cebe crnocoObl MUCMONb30BAHUS JaHHOTO

MeHeaxepsl, cynepeaisepbl, 6puragupb!

Ton-meHepxepsl ¥ HAaCTaBHWKM rpynn, UCNONHMTENK
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YpaBnenue noTokam LUEHHOCTI — CTPATETA COBEPLUBHCTBOBAHIA NPEANPUSTHS, yBA3bIBatoLLas
NOTPEBHOCTH BLICLLIKMX PYKOBOAUTENEH C NOTPEBHOCTAMM BCEX OCTANBHBIX PAGOTHUKOB OpraHU3aLyuu
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MOAXONA Ui PeIleHMs 3a1ay IIAHUPOBAHUSI M OTYETHOCTH, @ TAKXKE YMETh
NPUMEHSTL €r0 A1 YCKOPEHHs 3aBeplieHHs TopyyaeMbIX UM pabor.

Takag nByeaMHas 1eJIb M COOTBETCTBYIOIIAS CTPYKTYPA M3JIOXEHUWs MO3BOJAT pa-
OOTHMKAM JIyYilie TOHUMATh JAPYT Apyra 1 6omnee 9 heKTUBHO MPHMEHSTH METOA0JIOTHIO
yrpaejieHus: notokamu 1eHHocTH. [ToapoBHblit cKBO3HOM yuebHbIi mpuMep, UCTOMb-
3yeMblil B KHUTe, IEMOHCTPUPYET TMOJNe3HOCTh AAHHOH METOZOJOTHH i 00eHX yKa-
3aHHBIX TPYIIIL.

YHEBHbIE BOSMOXHOCTHU

[Mpuctynas Kk BHeApeHUIO METOAONOTUM YIPABIEHHUS TOTOKAMH 1IEHHOCTH, BaXHO
obecreyuTh MOHUMaHKWe BCeMH YYaCTHUKAMK KOHUEMIMK OepeXanBOro MpoM3BOICTRA.
JLjist 3TOTrO aBTOPbI MPEayYCMOTPE/IM B KHUTE CIEIYIONe BO3MOXHOCTH:

» Hacrasnenns W KOHTPOJbHBIE JMcThl. [lepedHM KOHTPOIBLHEIX BOMPOCOB M Ha-
CTABJICHMS, COJEPKALIMECH B KHUTe, MOMOIYT YMTATeNsM ILUIaHMpOBaTh Oyiy-
mee OepexJIMBOe COCTOSIHUE MpeAnpuaTHil M NPaBUIBHO HAMpAaBisTh Ipe-
[PHHUMAEMBIe UMK YCUIIMS 110 €ro JOCTHAEHHIO.

* YueOHbie mpumepsl. [IpakTHueckoe MPUMEHEHHE METOIOB M MHCTPYMEHTOB
CO3/laHusl OepexXTMBOro MPOM3BOACTBA — PUCKOBAHHOE Mpeanpusathe. Yu-
TAaTEIb MOXET M JOJIKEH TEOPETHYECKH M3YHYMTh CAMy KOHILEMIMIO U MeTo-
1bl 6epeXIMBOTO MPOM3BOACTBA, HO EAMHCTBEHHBIH CIIOCOO NeilCTBUTENLHO-
rO OCBOCHHS 3aKJIIOYaeTcsd B NPUMEHEHMM HMX Ha mnpakTHke. [loatomy
aBTOPbl MOCTAPATUCH TPOAEMOHCTPHPOBATH YMTATENSIM CIOCODBI TIPUMEHE-
HUSl OCHOBHBIX MPHUHLMUIIOB U METOAOB CO3JaHMs Oepex/MBOro MpPOU3BOI-
CTBa, pa3OMB BOCEMb OCHOBHBIX 3TaNoOB YIPABIAEHUS MOTOKAMH LUEHHOCTH
Ha Gonee MenKue LIATH M MPOIEMOHCTPUPOBAB Ha YueOHbIX NpUMEpax CIio-
COOBI UX BBITIOJHEHUSI.

o [lpunoxenue. B npunoxenun K kuure copepxurcsa Gomee 10 mosnesuspix 6nan-
KOB M [OMOJHUTEIbHBIX KOHTPOJbHBIX JUCTOB, TlosiBAeHME HA MOMNSX KHUTH
TAKOT'O 3HAaKa YKA3bIBAET HA BO3MOXHOCTh OOpAlIEHMS K TMPHIOKEHUIO B LEIAX
MOMYYCHUS! TOTONHUTENBHOI HH(opMaLuK.

e QOuenka OepexuimBocTH ofuca. B NpHIOKEHUU COOEPKHMTCA TAKKE METOIMKA
OLEHKH TEKYILETO COCTOSHMS oduca, MO3BOSIONIAs NPOM3BECTH ET0 MTHOBEH-
HbIH «CHMMOK», YTOOBI BBISIBHTD, Il€ Bbl CEHYAC HAXONWTECh M 4TO BaM ellle
MPEACTOMT CENaTh /TS TpeBpalieHus obduca B Oepexunpblil. [IpoBos oLeHKY
COCTOSIHMSA O(huica, YMTATENh MOXET BBIABATh WMEIOIINECS BO3MOXKHOCTH [Jist
npeBpalieHus ojuca B OepexIIMBLIl U BBECTH COOTBETCTBYIOLIME MOKa3aTelH,
XapaKTepU3YIOLINe XO0 ero MepecTponku.

e [noccapmii. B Hem comepxatcst onpefeneHus HaubGosee pacrpocTpaHeHHbIX
TEPMUHOB M KOHUENUMI 13 obractu GepeXITMBOro MpPOM3BOACTBA, NPUMEHSsE-
MBIX B KHHTE.

Berynneuue 13

o Jlurepatypa. [lepedeHb JAUTEpPaTyphl COMEPKHUT CCHUIKM Ha HEKOTOPbIE JIMTE-
paTypHble HCTOYHMKH, KOTOpbIE MOMOTYT YMTATEsM B AaibHEHIEM YrIy-
GIEHHOM M3YMEHMM OCHOBHBIX KOHLEMLHIA M METONOB OepeXInBOro rnpous-
BOICTBA.

Knura npu3saHa yCKOPHTD MPOLIECC U3YYEHHs IIPUHUUNOB OepeXIHBOTO MPOU3-

BOJCTBA M MOMOYB B MX BHeApeHHH. OHa cTaHeT DecLeHHBIM HCTOYHUKOM MH(DOP-
MALUAK U CIIPABOYHBIM NOCOBMEM 151 OCBOEHMS METOIOIOTHH YIIPABICHHUS TOTOKAMH

LEHHOCTH.



BBEAEHUE

B kHure BHMMaHWIO uyMTATe]el MpeacTaBaeHbl 3(MQEKTHBHBIE HHCTPYMEHTH M
METO/1b! OEPEXTUBOTO MPOU3BOACTBA, YXOAAIIMe KOpHIMU B TPS — MpoH3BOACTBEHHYIO
CHCTEMY sATIOHCKOl Kopriopatiuu Toyota. ABTOPHI HAKOTMIM GOraThiit OMBIT MX yCTIewi-
HOTO TIPUMEHEHHA TPW OpraHU3aliy paboThl aAMHHUCTPATUBHBIX CIIYKO paszIMUHBIX
Komnanuii, geficrBytomux B CILUA u apyrux crpaHax mMupa. OHH TOTOBBI TOETUTBLCH
C YMTATENAMY CBOMMHU 3HAHUSIMM, B YACTHOCTH:

® U3JI0XHUTH OOLIYI0 KOHUENIMIO, OMHUCATh METOIbI M MHCTPYMEHTBI OepeXITHBO-

r0 MPOU3BOJICTBA B TOM BHIE, B KOTOPOM OHM [PUIOXHMBI K 0UCaM OpraHu-
3alni;
® [PONEMOHCTPUPOBaTh IMGHEKTHBHOCTD STHX METONOB W WHCTPYMEHTOB Ha crie-
LIMAIEHO MONOOPAHHBIX MPUMEpaX M3 pealbHOM MPaKTHKH;

® JI0KA3aTh MPUTOAHOCTh U (MEKTNBHOCTL 3TUX METOIOB U WHCTPYMEHTOB MUIsi
COBEpLIEHCTBOBaHUS paboThl O(HCOB PasNMUHbIX TUIIOB;

® [I0Ka3aTh, KaK MPUMEHAIOTCA OMKUCHIBAEMBIE B KHUIE METOIbI M WHCTPYMEHTBHI,
DT0 MO3BOMMT YMTATEIAM HEMeJIEHHO TPUCTYIIHTh K HX BHEAPEHHIO B 0hucax
CBOMX OpraHu3ailuii.

OcHoBHas 1e1b TPUMEHEHHS METOIOB U MHCTPYMEHTOB, OTMCHIBAEMBIX B HACTOS-
1IEeH KHHUTE, COCTOMT B YCTPaHEHHUU paboT, He cOo3AAloIMX H00aBIEHHON LEHHOCTH,
WK Oecrone3HbIX 11 OpraHu3aluK MpoLEccoB, T.€. BCETO TOT0, YTO MOPOXIAeT Aeii-
CTBHA, HE CO3NANIIUE AOMOJHUTEILHON LEHHOCTH, WIH Homepi.

NOTOK CO30AHMUSA LEHHOCTU (NOTOK LLEHHOCTW)®

[ToToK €O37aHMA UEHHOCTH MOXHO CPAaBHWThL C TUIABHBIM TEUCHUEM DEKH, PYCiIO
KOTOpO#i He UMEET Pe3KMX U3rMboB M MoBOpoTOB. biarogaps atomy notpedutenu, Ha-
Xomsiiyecs: HUKe 10 TeueHuIo, 6e3 JIMIHUX YCHITHI T0JIy4aioT BCe TO, UTO MPOU3BO-
nutest Boine. [Tpogomkas 3Ty aHAIOrMIO, MOXHO PACCMATPHBATH JI060I Tpotecc,
CYILIECTBYIOLIMIT BHYTPY OPraHM3allii, KaK BOJIHBII MOTOK, KOTOPBII OeCIpernsTCTReH-
HO JI0CTABJISIET TIPOAYKT CIEYIOLeMY BHYTPEHHEMY TTOTPeONTENI0, HAXOIALLEMYCS HIXKE

* TepMWH «NOTOK COIMANMA USHHOCTH», I NPOCTO «HOTOK LEHHOCTH» (value stream), BBENEH B LIeJAX
pacmpocTpaHeHHs NPHMHINMOBR GepeAUIHBOrO NMPOH3BOICTBA, palpaboTaHHLIX MEPBOHAYAILHO B TPO-
MBIILIEHHOCTH, Ha Apyrie obnact aestensHocTH. OH HCMoib3yeTcs B KadecTse 0b0BLIeHHOTO HaHMe-
HOBaHH JiloGoro 1poLecca WiH COBOKYMHOCTH MpolieccoB Npeobpa3oBaHis MCXOTHOTO ChIPhS, MATe-
pranos, nonyhadpukartos H (HWiH) HHOOPMAUHNH B KOHEYHBIH NPOAYKT, MPEACTARISIOUNI ONpeneneH-
HYI0 LEHHOCTL Mg ero notpebureneit. — [pun. nep.
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no Teuennio. CaMoit OTHANEHHOI YaCTHIO ITOTO NOTOKA ABIAIOTCA BHEWIHNE MOTPEOU-
Te/M, TIPHOBPETAIONIME MPOAYKLMIO WIM YCIYTH NMPEeanpuaTus. 3aiada yrnpasieHus
[TOTOKAMH CO3AaHNs HEHHOCTY COCTOUT B TOM, 4T00BI 00eCTIedMThb PABHOMEPHYIO 110~
cTaBKy nponykiuu notpeburenam. Ho Takas uieaibHas CUTYalUA PeaKO BCTPEUAeTCs
B peanbHOil Ku3HH. OOBIYHO MIABHOCTD TEUCHNs NPOU3BOICTBEHHOrO MOTOKA Hapy-
IAeTCA KPYThIMU M3rHOaMu MM npenatcTBusmMu. Metononorus co3nanus Oepexin-
BOTO TIPOM3BOJCTBA TpeacTaBaseT co0OM COBOKYIMHOCTb METOAOB M HHCTPYMEHTOB
obecIeyeH s MaKCHMATbHO BO3MOXHOIA IJIABHOCTH MOTOKA CO3/[aHMs! LICHHOCTH MyTeM
yCTpaHEeH!sl IPETSITCTBHIM, UMEIONIMXCA Ha ero MyTH (puc. 4).

Motpeburens,
pacnonoXeHHslin

[Mpouecc
Mpouece Mpouece
HWXE M0 TEYEeHWIO NpoLecca

paCFIOHD)KEHH bIW
BbILLE MO TEHEHWIO

Eiiaeo Bepexnuebid npouecc

Motpebutens,
PACMONOXEHHEIA
HIKE N0 TEHEHNIO

MocTaBLmK npoLiecca

PacnonoXeHHbIA
BhILLIE N0 TE4EHMIO
npolecca
Mpouecc, He ABNAKOWMIACA GepeXxnuBbLIM

Puc. 4. MnasHoe Tedenue NOTOKA CO3AAHMS LIEHHOCTH B YCNOBUAX HEPEXNMBOT0 NPON3BOACTEA

OnemeHT paboTsl
Top, anemerToM paBoTsl NOHUMAKOT ONPEAENEHHYI0, U3MEPVMYIO COCTABSIOLLYIO He-
KOTOpOM paboThl, KOTOPas MOXET BbiTh MHAUBMAYANM3UPOBAHA 1 PACCMATPMBATLCS Kak
€auHoe uenoe. HeobxoaMmMo yMeTs NPaBULHO rpyNnMpoBaTh 3eMeHTh paboT, ¢ TeM YToBb!
Haubonee addexTrBHLIM 0GpPa3oM 06ECNEYMTL UX MNABHOE MPOXOXAEHWE N0 MOTOKY CO30a-
HWA LieHHOCTI Bes noTepsk. HekoTopbie NpMMepbl aNeMeHTOB paboT NPUBEAEHB! HUXE.

® 3Bakassl noTpebuTenei, e MapkeTUHroBbIE OTHETHI.
* Yeprexw, npencTaBieHHbIE 3aKa3YNKOM. e (CTpaxoeble NpeTeHauu.
® 3asBki Ha yTBEPXAGHME KanUTanbHLIX 3aTpar. * 3anBku Ha npuem Ha paboty
* Wcxopswme cyera. BPEMEHHLIX COTPYAHUKOB.
* Bxogsuwme cueta. MnarexHsie BEJOMOCTH.
*  Bnanku akcnopTHBIX CONPOBOANTENLHEIX Konuu 4eprexeit.
HOKyMeHToB * 3adBKW Ha BO3BPAT MaTEpUanos







