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4. BcrtynneHue

BcTynnenue

ViccnenoBaHWs NpakTUK KOPNOPaTUBHOIO yrpaBieHus B POCCun, Kak Npasuno, GOoKyCcUpyoT-
CSl Ha OMbITE KPYMHbIX NYBANYHBIX KOMMaHUIA. B Lle oM 3TO MOHATHO: 34eCb 3aMeTHeN mMac-
WTab M3IMEHEHUI, MIOC TaKUM UCCNENOBaHMSM NPOLLE NPUBAEYb BHUMAHWE BHELLHEN Ccpeab!.
CpenHuni 61U3HeC, He roBOPS YXKe O MaslblX KOMMaHMUSX, MPeACTaBASETCS MOKa YTO B KOHLLEMNLMM
€AMHONMYHOTO YNPaBAEHMs, OTCTAOWMM B NaHE BHEAPEHNS NYyYLLIMX MPaKTUK 1 06Pa3sLLOB.

PaboTa, KOoTOpylo Npoaenany aBTOPbl JaHHOro 0630pa, HaleneHa Ha paspylleHne cTepeo-
TUNOB. YNpaBneHYeCcKmMe NpoLecChl B CpeaHeM BU3HeCe CIIOXHEN 1 pasHoobpa3Hen. B Hem
CEerofiHg CO3[al0TCs COBETbl AMPEKTOPOB C HE3aBUCUMbIMU AMPEKTOPAMU, OeNernpyroTcs
NONHOMOYMNST OT COBCTBEHHUKOB K HAEMHOMY MEHEeIKMEHTY, GOPMUPYIOTCS COBPEMEHHbIE
WHCTPYMEHTbI MOHUTOPWHIa 1 HaA30pa 3a 6U3HECOM.

Ha cTtapTe paboT Hamu 6bi BbIABUHYT paa rmnoTes, KOTopble NM60 Hallin CBOE NOATBePXAe-

HWe, MMB0 BbINN CKOPPEKTUPOBAHDI.

e BuyacTHOCTW, Mbl NPEANONIOXMIIN, YTO MHOTME KOMMaHWUK, CO3[aHHbIE BNaAeNbLaMM B A-
ana3oHe 10-20 neT Ha3aA, BbILWAW Ha HEKOE «M1aTO» B CBOEM PAa3BUTUK. B 2TOM Touke OHU
MOTYT ellle YAePXMBaTb ONpeaeNeHHYo OO PbiHKa, HO ANg Aa/lbHENLIEro Pa3BUTUS UM
TpebyeTcsa cepbe3Hblil anrpen, Npexae BCero, CUCTEMbI yrpaBaeHus.

e Mbl TaKXXe UCXOAUNM N3 NPEANONOXEHNS, YTO LIENbI Psifi MaKpPOMpPOLLECCOB — BO3pacTa-
HVe obLLeN HeONMPeAeNeHHOCTH, TYPOYNEHTHOCTb PbIHKOB, CKOPOCTb TEXHOIOTMYECKOTO
nporpecca u CMeHa NoTPebUTENbCKUX CTEPEOTUMNOB — 6yAyT MOTUBMPOBATbL BNaAeNbLIEB
K MOWUCKY YMpPaBAeHYECKMX MHCTPYMEHTOB, KOTOPbIE MO3BONSIOT UM Jlyylle OPUEHTUPO-
BaTbCs B 6U3HeC-cpee.

CNOXXHOCTb Halleil paboTbl COCTOSJIa B TOM, YTO MOSIBJIEHWE MPAKTUK KOPNOpPaTUBHOIO
ynpaB/ieHUs B HENY6/IMYHOM 6U3HEece — NPoLEecc, KOTOPbIA MOKa TOJIbKO HabupaeT cKo-
pocTb. Mbl BUAMM CKOpee eauHUYHbIE CllyYau, YeM MaccoBoe siBieHue. D PeKTUBHOCTb
NepBbiX UCTOPUN €eLle He KAXKETCH BNOJIHE [OKAa3aHHOWN NMPOCTO B CUJTYy HEAOCTAaTOYHOCTH
BPEMEHM A1 MONHOLEHHbIX UCCnefoBaHuil. [o3ToOMy Mbl MUCMONb3OBaNu B CBOEN pa6o-
Te NpuMepbl U3 3apy6eXXHOro onbiTa U NMPUBENIY MO3ULMU MPU3HAHHBIX SKCMEPTOB PbIHKA,
YTO6bl BbIBECTU 3TY AUCKYCCUIO Ha YPOBEHb TPEHAa.

Hapo Takxe ckasaTb 0 dopmaTe paboTbl. HaM MNoKasanoch, YTO Ha AaHHOM 3Tane rnaBHoe—
NOCMOTPETb Ha NPOBAEMY Ma3amMi YHaCTHUKOB MPOLIECCa: COBCTBEHHMKOB KOMMaHMIA, a Tak-
e HE3aBUCKMMbIX AUPEKTOPOB N 3KCMEPTOB B 06/1aCTX YENOBEYECKOro KanuTana. Hageemcs,
UTO TaKOWM MOAXOM MO3BONT YATATENAM Nlydlle MOYyBCTBOBATb BHYTPEHHIO IOTMKY U Ha-
CTPOEHMNA HOCUTENEN PEANbHOMO OMbITa.

o BpemMsi nepBbIX

Mpexnae Bcero, faBanTe 3adUKCUPYEM, YTO ANS LieNen Hallero MCCnefoBaHns KCOBET AMpPEK-
TOPOB» O3HAYaEeT «KCOBET AMPEKTOPOB, B KOTOPOM €CTb HE3aBUCUMbIE AUPEKTOPAY.

|_|03TOMy B Hall O630p He noraan KOMnaHmnM, y KOTOPbIX B COBET BXOAAT TOJIbKO COBCTBEHHMN-
KN NN MeHEXKEPbI. Ecnu B coBeTe HeT HE3aBNCKMbIX ONPEKTOPOB, 3HAaYNT, KOMIMaHWMA yrpas-

ndaeTcd, no CyT, eANHONTNYHO.

Xopowo 310 unn nnoxo? CNoXHO ckasaTb. [1paBaa B TOM, YTO Ha 3Tane 6ypHOro pocrta — u



KOMMNaHWW, N PbiHKa — €ANHONNYHBIN CTUb onpasaaH U MPMBOANT K yCnexy. Kak npasda 1 1O,
YTO CO BpeEMEHEM OH NOPOXAaET YCTaNIOCTb.

Koraa Bce ynpaB/ieHne B OHMX pyKax — 3TO aBTokpaTua. OHa MMeeT cneumnburyeckmne npobne-
Mbl, Y €CJZIN NX BOBPEMS HE PELLNTb, OHWM YPEBATHI MOCNEACTBMAMMN. HeaaBHWIM NpUMep BHe3ar-
HOW Npoaaxu 6mnsHeca Cepreem MANMUKMM NOATBEPXKAAET 3TO.

Mocne ABaauaTV NeT 6€3pa3fefibHOrO KOHTPOSA POCCUICKME COBCTBEHHUKIM HAYMHAIOT yCTa-
BaTb OT aBTOKpPaTUM. OHU ULLYT HOBblE GOPMbI YNPaBAEHUS CBOMM 6M3HECOM. TopsaunMun Te-
MaMM CTaHOBATCS MOHATUS «MOAOTYETHOCTb» BMECTO «MOAKOHTPONbHOCTUY, «Apyras TouKa
3pEHUA» BMECTO «eAMHCTBEHHO MPABM/IbHOM CBOEN», a Cyry60 onepaLMOoHHbIE MaHbl CMEHS-
tOT MOMbITKM CEPLE3HO PACLLUMPUTL CTPATENMYECKMNA TOPUOHT.

CerogHs Mbl Ha6IOJAEM MHTEPECHYIO CUTYaLMIO, KOTAa 3aKpbITble, HEMy6anYHble KOMMa-
HUM CO3AaI0T y cebsa KoslermasnbHble opraHbl CTPaTErMYECKOro PYKOBOACTBA U MOHUTO-
puHra. KTo-To opraHusyet, He opopMAss IOPUANYECKU, KOHCY/IbTaTUBHbIE coBeTbI. KTo-To
Cpa3y BBOAUT B CTPYKTYpPY 6M3HECa HOBbII1 3JIEMEHT — HE3AaBUCUMbIA COBET AUPEKTOPOB.

JIlo60MnbITHO, YTO OCHOBHbIM MOTUBOM CNY)XXUT He CTpeMJieHne CTaTb I'Iy6JWI‘-IHOVI KOMMNa-
HUen unm npopaTtb 4acCTb 6u3Heca, a NMPOCTO XXeJlaHNe pa3BUBaTbCH. Pa3zBuTtue, KOHKYpP€H-
TOCMOCO6HOCTb, yCTOVI‘-IVIBOCTb — BOT YTO JIEXXUT B OCHOBE MNOABJIEHUA KOJIZIErnasibHbiX
OpPraHOB ynpaBJ/ieHUA B TaKUX KOMMaHUAX. npaKTVIKa KonnernaibHOCTuU CBoeBpeMeHHa n
NMPUHOCUT NOJIb3y.

Mbl 6narogapHbl CO6CTBEHHMKAM KOMMAHWI, C KOTOPbIMM OTKPbLITO nMobeceqoBann Ha 3TW
TeMbl. Mbl 3aMeTUK, YTO Yalle BCEro B MpoLecce CO3[aHns COBETOB OHWM OMMPaNNCh Ha TO e
npeanpuHUMaTeNbCKOE YyTbe, KOTOPOE KOrAa-To MOMOTIO UM NMOCTPOUTb 6usHec. W aeura-
JICb OHWM CHOBA HE MO YYeOHMKaM, @ METOOM COHCTBEHHbIX MPO6 U OLMHBOK.

STV NOAM — NEPBOMNPOXOALbI B O61aCTN BHEAPEHWNS KOANErManbHbix Gopm ynpasneHus. Ha
Hall B3N/, X OMbIT 6eCLeHeH A5 BCeX, KTO MHTepecyeTcs paboToW COBETOB ANPEKTOPOB B
YaCTHOM HenyobANYHOM 6U13HecCe.

Ham Takxe OTpaaHO, 4TO MporpaMmbl npodeccmoHanbHoro passutms AHL loD Chartered
Director n «He3aBNCUMbIV AMPEKTOP», KOTOPbIE B Pa3HbI€ rofbl 3aKOHYUIM MHOTUE YH4aCTHUKMN
[LAHHOTO NCCNEeLOBaHMS, MOCAYXKUAN S HUX UICTOYHUKOM BAOXHOBEHMWS, KOHTAKTOB 1 HOBBbIX

naemn B aton coepe.
Uropb Po3zaHoB

PyxkoBoaurenn «Akagemun AH/L»

5. BcrynneHue



6. Ouanor c AHapeem LLlapoHOBbIM

Cuna —
B KOM6MHauun

Ouanor ¢ AHapeem LWWapoHoBbLIM

, , Co6CTBEHHUKY NCUXONOTUHYECKUN KOMPOPTHEE HAHATD B KaYecTBe He3a-
BUCUMDIX AUPEKTOPOB «cebe NoAO6HDbIX», 3TO OUEeHb 06 bACHUMOE Aen-
CTBUE, HO NO PaKTY OHO CHMIKAET CMbICN CO3AaHUSA COBETA AUPEKTOPOB

Mpe3npeHT MocKoBCKOW LWKOJbI yrnpaBneHus «CkonkoBo» AHapen LLlapoHOB cunTaeT, 4To
no6omMy 6M3Hecy, KOTOpbIA UCNOJIb3yeT COBET AUPEKTOPOB C HE3ABUCUMbIMU YHaCTHUKA-
MM, HY>XHbl AuBEpCUPUKaLUA KOMNETEHLUUIM U NpaBUIbHOE coveTaHue ntoaei. Llenecoo-
6pasHocTb C/] OH BUAUT, NpeXXae BCero, Ans TeX KOMMNaHWUi, KOTopbie FOTOBbI PpacTu U ABU-
raTbCsl K CO3,aHUIO CTOUMOCTMU.



O TOoM, KOMY, KOra U KaK CTOUT CO34aBaTb 3TOT UHCTUTYT, AHApeVI LuapOHOB paccCKa3an B
6ecepne c aBTOpaMu uccnepoBaHus.

— flBnsieTcsa nu coBeT ANPEKTOPOB C HE3aBUCUMbIMU YHaCTHUKaMU NOJ1I€3HbIM UHCTPYMEH-
TOoM Aansi 6usHeca cpenHero pa3mepa? Korpa Bo3HMKaeT ovyeBMaHas HEO6XOAMMOCTb B Ta-
KOM l"IHCprMeHTe.7

— CoBeT AMPEKTOPOB — UHCTUTYT ABUMXKEHWUS BU3HECA K PbIHKaM KanuTana, MUMeHHO C 3TOM
TOYKM 3PEHUS HYXKHO pacCMaTpMBaTb LENeCo0b6pasHOCTb CO3AaHMs Takoro opraHa. B 6onb-
LWNHCTBE CPEeAHMX KOMMaHU OAMH COBCTBEHHUK MM HebObLUAs rpynna BAaAeNbLEB BMNOAHE
MOXeT peanr3oBaTb GYHKLMUN UCMIONHUTENBHOIO OpraHa JnM6o HaHATb NPOdEeCCMOHaNbHOroO
ynpasnstoLLero. [oTpebHOCTb B COBETE ANPEKTOPOB Y KOMMaHUN CpefHero pasMmepa MoxeT
BO3HMKATb TOrAa, KOraa 6u3HecC BUANT Ccebs PpacTyLLMM M HAMepPEH ABUraTbCs K My6INYHOCTU.
B TakoM cnyyae 4O MOMEHTa BbIXOAa Ha OUPXY UAN pPa3MeLLeHns ObamMraumin HyxxHa oyoeT
NCTOPUSI KOPMNOPATMBHOIO ynpasfieHus. BaHOM 4acTblo 3TOW UCTOPUKN SBASETCS Hanuume
KOPMNOPaTMBHBbIX MPOoLeayp, BKOYasi COBET AMPEKTOPOB C NPOdUIbHbIMU KOoMUTETaMM NO ay-
LUTY, HOMUHAUMSM, BO3HarpaXKAeHWsIM (3TO MUHUManbHbIN Habop).

ToTpe6HOCTD B COBETE AUPEKTOPOB Yy KOMNAHUUN CPEAHETO pa3mepa Mo-
)KeT BO3HUKATb TOTAA, KOTAA 6U3HEC BUAUT Ce65 pacTywum

— Ecnu cob6cTBeHHMK 6M3Heca ycTan, pelin YTy B Apyryto chepy AedaTeNIbHOCTH, yexaTb
3a rpaHuvuy U AUCTaHUMOHHO YrnpaBnsTb 6usHecom, popmMMpoBaHME COBETa AUPEKTOPOB
MOXET CTaTb MOAXOAALUM pelleHnem?

— Bo3moxHa 1 Takas cuTyalms, Koraa CO6CTBEHHMK 6M3HEeCa B onpeaeneHHbii MOMEHT MOHM-
MaeT: ero yrnpasjeHYeCKON KOMMETEHLUN YKe He XBaTaeT Afsl TOro, YTobbl BECTU PaCTYLLMNA
6unsHec. Ha MoW B3rnsg, 3TO MOHUMaHUE LeNaeT YeCTb TaKMM COBCTBEHHMKAM, MOTOMY YTO
MHOTWE He MNPU3HAIOT NPO6AEMY M PACCYXAAIOT MHAYe: «f co3fan 3Ty KOMMAHMIO U 1 HE CMOTY
en ynpaensTb? [la g nydlle nto6oro CMory e ynpassiTb, 1 BCE NMPO Hee 3Hato». MeHekepckme
KOMMEeTEHLMM He BO3HMKAKT CMOHTaHHO. Ecin y co6CTBEHHMKa 6U3HEeCa He XBaTaeT TaKmx
KOMMEeTEeHLMI, 3TO He Tpareaus, a NPOCTO GaKT, U3 KOTOPOro HYXXHO UCXOAUTD.

TNMoHuMaHune, UTO CBOUX KOMNETEHUUN y>Xe HeAOCTaATOYHO, AenaeT Ta-
KUM CO6CTBEHHUKAM HYECTDb

— Tunn4yHas CUTyauuma: 6U3HecC Bbilen Ha onpep,eneHHbm YPOBE€Hb, HO POCT NPUOCTAHO-
BWUJICA. Llenecoo6pa3Ho cospaBaTb HabaopaTeNbHbIM COBET Anisl peLweHnda CTtpaTerm4yeCKux
BOMpoOCoOB panbHenwero pa3BMTM$I?

— [1a, Bpoae 6bl BU3HEC yXKe He CTOMb MaJl, YTOObI UCYE3HYTh, HO HE MEPEXOAUT B CEeYIOLLY O
«BECOBYIO KAaTEropuo». DTO CEPbE3HbIN BbI3OB A4J19 COH6CTBEHHMKA. AABNSETCS X CO3[aHMe COo-

7. Awmanor c AHppeem LLlapoHOBbIM



8. Ouanor c AHapeem LLlapoHOBbIM

BETa ANPEKTOPOB BbIXOJOM M3 3TON CUTyaumm? S He yBepeH, aBTOMaTUYECKOro ycrexa He
rapaHTUpyeTca. B Takoi cuTyaumm MOTyT 6biTb HY)XXHbl COBETHUKM, KOTOPbIE 6bl PACLUMPUIM
B3rN4 CO6CTBEHHMKA 1 MOMbITAIMCh MOCMOTPETb Ha MPUYMHBI MPeKpaLLeHMs pocTa 6U3Heca.

— Bbl MOXXeTe NpMBECTU NPMMepPbl KOMMaHWUII cpeAHero 6M3Heca, KOTOpble YBEPEHHO UAYT
Nno NyTW CO34aHUA UCTOPUU KOPNOPATUBHOTO yrNpaB/ieHUs?

— Y MeHS eCTb JIMYHBIN OMbIT PaboTbl C TaKOM KOMMAHMEN — ONepPaTOPOM IPYy30BbIX KeNes-
HOLOPOXHbIX MePEBO30K. TpW COBCTBEHHMKA CO3L4aNu COBET AMPEKTOPOB M BOLLIU B HETO,
HaHSIM ABYX HE3aBUCUMbIX AMPEKTOPOB, OAMH N3 KOTOPbIX CTan NpeacefaTenem CoBeTa, BTO-
pon — Npeacenatenem Komnteta no ayamty. [Ing 6eHednLUMapoB CMbICS B TOM, YTO OHU BUIOAT
NPOAOMKEHNE 3TOMN NCTOPMM B CTOPOHY go public.

— KakoB reHe3nc He3aBMCUMbIX ANPEKTOPOB B Poccun?

— MHorme 13 HUX paHee paboTann UCMONHUTENbHBIMW AMPEKTOPAMM, MOAYHYNIMN OMbIT PYKO-
BOLCTBa OpraHm3aumsMmn B pasHbix chepax. Y aTUX N0L4eN eCTb KOMMNETEHLUN 1 NpeacTaBe-
HWe 06 UCMONHUTENbHOW, INPEKTOPCKON, MEHEIKEPCKOM GYHKLINN.

B Poccum npet npouecc HapalmBaHWS KOMMNETEHLMA HE3aBUCUMBIX AUPEKTOPOB, CO34at0TCS
KNy6bl M accoumaLLmn, TIOAM NOoNyYatoT NpodeccnoHanbHble CEPTUOUKATLI U pacCMaTpmUBatoT
3Ty paboTy KaK OCHOBHYIO MPOGECCUMOHANbHYIO AeSTeNbHOCTb. [1pn 6amxaniueMm paccmo-
TPEHUN KOPMOPATVBHOE yMpaB/ieHWe pPacnafaeTcs Ha KNacCUYECKNE MEHEKEPCKME KOMNMe-
TEHUMW U OANCLUUMAMHBL yrpaBneHne, GUHAHChI, MapKETUHT, MPOLAXM, YNPaBieHNe NOAbMMN.
MpennoxeHme He3aBUCUMBIX ANPEKTOPOB MOXET MPEBbLICUTL CMPOC: KOIMYECTBO KOMMAHWM,
KOTOPbIE HYXXAAlOTCS B COBETE ANPEKTOPOB, PACTET He TaK 6bICTPO. [1pn 3TOM MHOTME KaHAM-
[laTbl Ha LOMKHOCTb HE3aBUCUMbIX AMPEKTOPOB CEMOAHSA HE MMEIOT OMblTa PaboThl B COBETAX
LMPEKTOPOB.

— Y10 Heo6x0AUMO y4yuTbiBaTb CO6CTBEHHUKaM cpeagHero 6u3Heca, KOTOpbIle peLlunin co-
30aTb COBET JJMpeKTOpOB?

— BaxxHa amBepcuomKaLmsa coCTaBa CoOBETa ANPEKTOPOB — NpodeccroHabHasl, BO3pacTHas U
Jaxe nonosas. K npumepy, NaTb YeJOBEK C OMbITOM PabOThl B KENE3HOLOPOXHON OTPaC/u B
COBETE IMPEKTOPOB TPAHCMOPTHOM KOMMaHWN — naoxas nctopms. CO6CTBEHHNKY NMCUXONO-
TMYECKU KOMPOPTHEE HAHATH B KAYECTBE HE3ABUCUMbIX AMPEKTOPOB «Cebe NMOAOGHbIX», 3TO
OYeHb O6BACHUMOE AENCTBUE, HO MO GaKTy OHO CHMXKAET CMbIC/ CO3aHWs COBETA AMPEKTO-
poB. Jlloan ¢ 6necTallen NPakTUKON B GUHAHCAX, yNpaBleHUM NePCOHANOM, MapKETUHIE MO-
ryT 6bITb OYEHb MOJIE3HbI B COBETE, OHU YBEMYMBAIOT O6LLYIO KOMMETEHLMIO KOMMAHWN, AaXe
He MMes oTpacneBoro 63krpayHaa. YneH coBeTa AMPEKTOPOB MOXET He 6bITb XapMU3MaTUKOM,
NNOEPOM, OT HETO He TpebyeTcs BECTM 3a CO60M MacChl, HO 3TOT YesI0BEK 6ecTalle pa3bum-
PaeTCa B KOHKPETHOM QYHKLUMM U STUM BYLEeT KpanHe noneseH. A paaoM C HUM, Hanpumep,
— BNECTAWMNN KOMMYHMKATOP, NMEPErOBOPLLMK.

TnaBHOe — co3AaThb B COBETE AUPEKTOPOB MPABUNBHYIO KOM6UHauMIO,
coyeTaHue nioaem U KoMmneTeHunn

CnpaBka

C Hauvana 2000-x AHppeli LLlapoHoB pa6oTan 3amectutenem MmHMcCTpa SKOHOMUYECKO-
ro passuTua u Toproenu PO, 3amecturenem mapa MocKBbl, yNpaBasioLUM UPEKTOPOM U
lNMpencenatenem coseta AUPEKTOPOB UHBECTULIMOHHOM KOMMaHUU «Tpoika [lnanor», Bxo-
AWn B cocTaB coBeToB anpekTopoB PXX[, PAO E3C, «TpaHcHedpTU», «AspodnoTta».



TpaxTuka

TpocBeweHHas
MOHapXus

KoHcynsTaTuBHbIA coBeT Bopuca KypbaTosa

, , Sl xoTen 6bITb KaK 6bl AaKUMOHEPOM-UHBECTOPOM, HO MEPEKUBAJ, CMOTY
Nnu B OAUHOUKY. TlpaBUNbLHO NU 9 Aenalo, KOTAa OTXO0XY OT OnepaynuoH-
HOTO ynpaBneHus, Nepeaalo Bce MeHeMKMEeHTY? BeTpeua ¢ nioabmu, Ko-
TOpblE TaK yXKe Aenanu, BCeNnuna AoNONHUTENbHYIO Y6EXXAEHHOCTD, YTO
OAHOMY CNOXXHO KOHTPONUPOBaTb BCE. A C 3TUM WTA60M, COBETOM Tbl
CMOXeWb He NOTEPSATb yNpaBNeHUe KOMNaHuen

Bynyun npeanpuHumatenem, bopuc Kyp6atos, BnapeneL, Ka3axCTaHCKOW TOProBo-J/ioru-
cTnyeckon komnaHum AIE Logistics, pUuCKHyn 1 B OGHOM U3 [NlaBHbIX BOMPOCOB 6M3Heca.
Oco3HaB, 4TO Npu1uia Nopa pasfAeisaTb onepaLMoHHOE U cTpaTernyeckoe yrnpasJieHUe, OH
co34an KOHCYNbTaTUBHbIN coBeT. Bbiroabl oT ero cospaaHusa «Ha AUCTAHLUN» C INXBOW ne-
peBecunun TPyAHOCTU HavyalbHOTO 3Tana.

9. KoHcynbTaTuBHbIN coBeT Bopuca Kyp6aTtoBa
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10. KoHcynbTaTuBHbIN coBeT Bopuca Kyp6aToBa

o BHyTpeHHAs 60pb6a

B 2014 ropy 6msHecy Kypb6aToBa 66110 15 neT, kKoMnaHusg nMmena COOCTBEHHbIV CKNag B ACTaHe,
okono 400 cCOTpyAHMKOB, Cpean KIMEHTOB — BedyliMe MexayHapoAHble KoMnaHuu: Pepsi-
Cola, Nestle, Kimberly-Clark, «Bumm-bunnb-LaHH».

bopuc KypbaToB xoTen 1M36aBuUTb Cebsl OT eXeAHEBHbIX PYTUHHbIX 3a4a4. DTO CTaHAapTHas
NCTOPUS — MHOTMe Brafenblbl XOTAT TOro xe. Ho KoMy 1 Kak AenervpoBaTtb MOSHOMOYMS,
Korga o60poT 6M3HECA YXKe NepeBanu 3a MUINIMAPA, @ UCTOPUYECKM BCE 3aBsA3aHO Ha Bra-
nenbue? Korga nocTaBLMKK, KINMEHTHI, MpoBepsitoLmMe, CO6CTBEHHbIE COTPYAHVKM — BCE UAYT
C BOMPOCaMM TONbKO K HeMy? [la OH 1 cam MPUBbIK 6bITb LLEHTPOM 3TOM 6U3HEC-TaNaKTUKN U
He BUANT cebs B MHOM POSIN.

C MmoMeHTa OCHOBaHMSA Ha MHe 6bino 100% ynpasneHusi. Ho s TouHO He
XOTen 6blTb NPUBA3aHHBIM K KOMNaHUU HaBCeTAA, B pexxume 24/7

Kyp6aToB Npoaonkan CTaBUTb nepes 61M3HeCOM aMbULMO3HbIe 3aa4u. MpeacTosno MacluTa-
61pPOBaTb €r0 B HOBble PErMOHbI. [In 3TOrO B HUX HY>XHO 6bIBaTb, BKIAAbIBATLCS B MPOLABMU-
YKEHME HOBbIX MPOEKTOB. HO 3TO HEBO3MOXHO, ecnn 90% BpeEMEHM 3aHNUMAIOT OMepaLNOH-
HOe PYKOBOACTBO W ApYrune HacyliHble fAena, MPUKOBbIBAOLWME COOCTBEHHMKA K MPUBbIYHOMY
Kpecny.

«Y MeHs 6b110 HecKonbko MBA. Tam CBOM OUPEKTOPCKME, MEHEOKEPCKUE HaBbIKN NMPOKa-
YMBaeLb MOLLHO. B npnHuMne, Bce HOpMaibHO, €C/n Thl XO4ellb ocTaBaTbcs Aanblue CEO,
HO B KaKOW-TO MOMEHT Tbl XO4€eLlb MOMEHSATb CBOE aMrlya. [le-To Ha NATHaALaTOM rogy
AEeATENIbHOCTM MHE 3aXOTe/lIoCb U3MEHUTb CBOM cTaTyc. W, c OAHOW CTOPOHBDI, Tbl XOYeLlb
YTO-TO NMOMEHSATb, C APYroi — 60ULLbCSA OCTaBUTb CBOM 6M3Hec. BoT 3Ta 60opbba B Tebe 1
NMPOUCXOAUT.

Ha ToT MOMeHT y Kyp6aToBa yye 6bia MOTEHLMaNbHbIN MPEEMHMK Ha MOCTY reHepanbHOro am-
pekTopa. Ho Henb3s e B3sTb, Kak KOP3WHKY C fillaMn, U nepeaaTtb eMy B PyK1 BCe onepauun-
OHHOe yrpasneHune! Bcerna kaxeTcs, 4TO BpeMmsl ellle He HacTano, CAAUWKOM PaHO U CIULLKOM
ornacHo.

I'Iouatlany ST AaXke He 3HaN, YTO AOJNKHO 6biTb B pe3ynbTaTe. fl xoTen 6bL1TH
TIONMMHOUE€HHbBIM aKUNOHEPOM, N YTOG6bLL 6bIN ynpannsnou.mﬁ MEeHEeAXKMEHT




Mo cnyyamHocTm KypbaToB oka3ancs Ha nporpamme oD Chartered Director. OKOHYMB KypC,
OH peLumnn Cco3haTb B CBOEN KOMMaHMM COBeT ampekTopoB. Oas 2014 roga naes o4eHb HeO-
6bl4Has. KOHEYHO, COBET AMPEKTOPOB KaK MHCTUTYT HE 6blN SBNEHMEM HOBBIM M HEWN3BECTHbIM.
[eno B opyrom.

CynTanoch, YTO 3TO MPaKTUKA M3 MMPA FOCKOMMAHUM MAU KOMMAHUN KPYMHbIX U MYy6ANYHbIX.
TaMm, rae BaXKHYHO pOJib UrPatoT PEryasaTopbl, MHBECTOPbI U MUHOPUTaPUK. e HY)XHO CBOAUTb
1 COrNacoBbIBaTb MHOXECTBO MHTEPECOB, MOHUTOPUTb AEATENBHOCTb MEHELXKMEHTA, COBIO-
naTb TpeboBaHKMsg compliance 1 T.4.

Ho npu yem 3pech Takme komnaHum, kak AlE Logistics? Yero, co6CTBEHHO, MOXET XAaTb OT
COBETa AMPEKTOPOB EANHCTBEHHDbIM BAafeneL, KOMNaHUM cpefHero pasmepa? Yero oH xoten
LOBUTHCS, MCMONb3Ys KOMIErManbHOE yrpasneHme?

«2TO, Ha CaMOM fene, 31IeMeHT 3BOooLMM. VI KOMMNaHMS AOMKHA 6bITh FOTOBA K 3TOMY. Coset
— 3TO He and Cba3b| CTapTana nnn 6bICTpOI'O POCTa. Bce 6l/l3HeC-I'IpOLI,eCCbI, OIOIKETLI, OTYET-
HOCTb, KNMeHTCKas 6a3a — BCe 3TO AOSIKHO yxe ObITb».

2 «JI'oAN N3 MOEro HeTBOPKUHra»

MNMocTeneHHO Kyp6aToOB CMOT HalTX OTBETbI Ha CBOM BOMPOChI. COBET €My 6blf1 HY>XEeH Kak Mo-
CTOSIHHO JENCTBYIOWMIM «LWITab», KOTOPbI MOMOran 6bl eMy, COBETOBas — B TOM YMC/e BPa3-
pe3 C ero CO6CTBEHHbIM MHEHUEM, KMEHTOPW» 6bl TOM-MeHeXepoB. Maes Bpoae npocTa,
Npo3payHa 1 NOABOLHbIX KAMHEN He obeLlaeT.

OH co6|/1paeT BOKpYT cebs ceMb YeNoBeK M Ha3blBaeT UX KOHCYJ1IbTaTUBHbIM COBETOM. B Hero
BXOAMT OH CaM Kak COBCTBEHHWK 6M3Heca, ero npeeMHMK Ha No3nunn reHepanbHOro ampek-
TOpPa, a TaKxXe CI)VIHaHCl/ICT KoMnaHun. Euwe YETbIpE KpecCna 3aHAIN He3aBMCKMMbIE ONPEKTOPA
— B OCHOBHOM, 3HaKOMbIE MO 6|/|3Hecy.

«3TO 6bl/1 KOHCY/IbTaTUBHbINA COBET. TO €CTb Mbl €ro Ha3blBaJIn KCOBET AUPEKTOPOB», HO
Ae-tope 1 ge-PpaKTo 3TO KOHCY/IbTaTUBHbIA COBET. DTO MOMOLLb, COBETbI, KOHCY/IbTaLuu, HO
pelieHre Tam KaK 6bl OCTaBasoCb 32 MHOM.

[MepBbIl COCTAB COBETaA CPasy Xe CTONKHYICA C MHOXECTBOM TPYAHOCTEN. BbiSCHMAOCH, YTO
YNeHbl KOHCYNbTAaTUBHOMO COBETA HE OYEHb MOHMMAIOT, Kak cebsl BECTU B HOBOWM ponin. Kaxabiin
N3 HUX BNECTAWMIA TOM-MEeHeIKEpP, HO Y HUX He 6bIIO OMbiTa y4acTUsa B KOIErMasbHbIX Op-
raHax ynpasneHus! Ha 3acefaHusx 3ByYans peskume, noBblleHHble TOHA. Kaxablih, Kak OH 3TO
[lenan B CBOeW KOMMaHUM, CYMTan HEOOBXOAMMBIM HACTOATb Ha COBCTBEHHOWM TOYKE 3peHus,
MNPOCTO MOTOMY, YTO 60MbLIMHCTBO BadeNbLEB U TOM-MEHEKEPOB MPUBbLIKIM BECTU CebS
NMEHHO TaK.

«Ho s He xoTen no OTAEJIbHOCTU NpuriallaTb KOHCYJ/IbTAaHTOB, KOTOpPbIE 6bl pewann Kax-
AObli cBol Bonpoc! Upesa 6bina B TOM, YTO6bl C CaMOro Havana cobpatb JiloAeil BMecTe,
BMecCcTe C HUMU CaaAUTbCA U Bblpa6aTbIBaTb peLweHua».

[a, naTb neT Ha3aj YacTHbIN 6U3HEC He NpefCcTaBnsn cebe, Kak paboTaloT HepopMalibHble CO-
BETbl B HEMYONMYHbIX KOMMNaHuax. CerofHs Takoe npeacTaBneHme NocTeneHHo CKabiBaeT-
cs. Yepes onbIT NPUXOAUT MOHUMAHKE, YTO HAAO AeNaTb, HTOGbl COBET CNOXMACS, KaK nasf, v
MOAM C CAMOrO Havana NpUTEePIUCH Gbl APYT K APYTY 1 K KOMMAHWUW.

«bnaropaps o6y4YeHuto Mbl Usbexanu psaa TUNUYHbIX oWwM60K. Ho Bce paBHO Haaenanm
MHOFO CBOMX, M36aBUBLUMCb OT HUX TOJIbKO MO XOAY PaboTbi».

K (I)OpMMpOBaHMIO coBé€Ta CTOUT UATU Yepe3 OYUEeHDb TUlaTEeNnbHyo non-
TOTOBKY
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12. KoHcynbTraTuBHbIN coBeT Bopuca Kyp6aTtoBa

s [NocTeneHHO A,OroBOPUIUCH

CoBeT NocTeneHHo Bblpa6OTaJ'| peanbHO pa6OTa+ou.|,1/|e pernameHTbl, Y4aCTHUKW pacnpenenm-
n (byHKLl,l/II/I, Biageney onpenennnca C COBCTBEHHOM PONbIO. K npmMmepy, 6bI10 peweHo, 4TO
Ha 3acCelaHnAaX OH BCerga roBoOpuT NOCNEegHNM. I,D,OFOBO[l)l/I)'II/ICb O pOoTaumsx. HeKOHCprKTl/IB-
Had MaHepa noBeaneHma nnm npocTo OTCYTCTBUE BCAKOWM MOJb3bl — MOBOA K 3aMeHe, AaXKe He-
CMOTPSA Ha NPpUATENIbCKNE OTHOLLEHWA.

«Mbl NpUWAN K BbiIBOAY, YTO 1 HEe NPMHUMAalO 60/blie eAUHONUYHO BCe pelieHus. Ecnu
Hapo, 6yaem anutenbHo Bcé ob6cyxaath. Jllo6oe prMHaNbHOE pelueHne JO/HKHO 6biTh pe-
lWeHMeM coBeTa. U ele 66110 O4EeHb BaXKHbIM MPAaBU/IbHO «PacCTaBUTb GIaXKKuU» Mexay
MEHE)KMEHTOM U COBETOM, MPOBECTU TaKylo AeMapKaLMOHHYIO JIMHUIO MO pa3fesieHnIo
NOIHOMOUNIN».

B o4nH 13 KpU3NCHBIX MOMEHTOB, CBA3aHHbIX CO CJIOXHOCTAMM B SKOHOMUKE, CO CKJlada yLn
K KOHKYpeHTaM [iBa KJIMEHTa, KOTopble obecneymany 50% AoxoaoB KOMNaHUK. s HUX 3TO
6bINIO YACTbIO CTPATENMK MO COKPALLEHWNIO PACXOA0B, KHUYEro NMYHOro». Ho o MmacwTabumpo-
BaHWM B Apyrue pernorsl AlE Logistics npmwnocs 3a6biTh.

B o6cyrkaeHnsIx Ha COBeTe BO3HMKIA UEs MEPECTPYKTYPUPOBATb KOMMAHUIO Nog AUCTPUOY-
umto. A 310 605blIOE n3MeHeHue. CTanum UCKaTb YleHa COBETa, KOTOPLIM 6bl B 3TOM pa3buparn-
cs. Mpurnacunm onbITHOro NpodeccroHana, paboTaBLIEro B KPYMHOM 3apy6eXHOM KOMMaHWK,
HO OH B NpeAnpPUHUMATENbCKUN CTUIb KOMMaHUK He Bnncancs. CTanm 6bICTPO NCKaTb 3aMeHy.

— Tenepb HY)XXHbl NpodecCcUoHabI

«OpfHa 13 NPUYMH A pacCTaBaHUS C YIEHOM COBETa — He CJ/IOXMUBLUMACS Pabouui KOH-
TaKT C ero BUM3aBU B MeHep)KMeHTe. HeT KOHTakTa — HeT pe3synbrata. I NnocTeneHHOo Mbl
M3MEHUM NPUHLUN Nnoabopa noaei. Tenepb OHM NPUXOAAT NOA, KOHKPETHYIO 3agady. [lo-
NYCTUM, HaM Hy>XeH 6bl1 YeJIOBEK, KOMMNETEHTHbIA B MPOAaXkax UavM B MapKeTuHre. A mbl
MUCKanu MMEHHO TaKux ntofaen. 1 aymatro, UM MHTEPECHO, YeM 3aHMMaeTcs 6U3HeC, Halum
3agaum. MNMntoc maTepmuanbHasg CTOPOHa BOMPOCa, KOHEYHO, MPUCYTCTBYET.

Hy>XHOro yenoBeka Hallau, MOCTENEHHO ANCTPUOYLMSI CTana B KOMMAHUM KHOYEBbIM HanpaBg-
neHnem. Booble, okasanoch, YTO POSib COBETA B TYPOYNEHTHOM CUTYaLMK IBASETCS BaXKHEN -
Lew.

«BHayane meHemXMeHT o4eHb HanpsArcs. OHM NOYYyBCTBOBAIM HaA CO60M KOHTPOJIb, U BCE
Aep)XXanucb HacTopo)ke. Ho 6bICTPO NOHANU, YTO Y HAX NOSABUJIACh AONOJIHUTE/IbHasA Nopa-



AepXxka. CTaplune ToBapuLLM, €C/iv XOTUTE, 60J1ee OMNbITHbIE, KOTOPbIM MOXHO NMO3BOHUTb
M CMPOCUTDb, KaK MOCTYMUTb B TOA UM MHOM CUTYauuu. 1 IM4HO 6bin 6bl CHACT/INB OKasaTb-
cSl B TaKon cutyauumn!»

CO6CTBEHHMK BbILLIEN 13 ONEPALMOHHON AeaTeNbHOCTM — HO TeNepb B HEl 3aCTPSAN reHepaib-
HbI1 AMPEKTOP, UYTO TOXEe Hexopollo. CoBeT cTan pasbupaTtbes. CTano NOHATHO, YTO peasbHbIi
coto3HnK CEQ B KOMMaHWUM — ero AMPEKTOP MO NepCcoHay, NPO KOTOPOro A0 3TOro BOO6LUE
Masio KTO MOMHWJ B KOPNOPATUBHOW Mepapxin. A OKasanochk, YTO 3TO OAMH U3 CaMbIX NMoses-
HbIX JKO[IeM B KOMMaHWK.

«OcHOBHas 3apa4va coBeTa — cPopmMMpoOBaTh NPOPECCUOHANbHBIN MEeHemXMEHT. Ecnn y
Tebs ecTb NpodeCcCUoHaNbHbIN reHepaibHbI AUPEKTOP, U OH aM6ULIMO3€eH, TOorga OH BMe-
CTe C KOMaHJA0M pasroHsieT 6M3HEeC, U OHU NMpegsaraloT: AaBanTe cloja nomaem, Tyaa, pa-
BalTe 34eCb NPOMHBECTMPYEM U T.A4. A Halla 3aja4ya KaK coBeTa — CMOTPETb, HaCKOJIbKO
BbIFOAHO TO, YTO OHM NpeanaraloT. To eCTb Thbl YXKe He siBiSelbCs €AUHCTBEHHbIM ApanBe-
poMm, B upeane 3To Aenaet MeHeIKMeHT».

«)XuBomn opraHusm»

MaTb NeT paboTbl KOHCYNbTAaTUBHOrO coBeTa B AlE mponeTenn oyeHb 6bICTPO, B paboTe, Kak
roBopuT bopuc, Hah MOCTOAHHBIMU yay4ylleHUaMU. [1py MOMOLLM HE3ABNCUMbIX AUPEKTOPOB
KOMMaHWs MOCTEMNEHHO BbIXOAWUT Ha HOBbIN ypoBeHb. CerofHs COBET NPOAOHKAET COBUPATHLCA
perynsapHo.

«Ha camom gene, 31O XneBon OpraHu3sm. YT10-TO MeHseTcs, N Mbl BCE€ NOCTOAHHO AOKpy4un-
BaemMm».

Ectb n KOHKPETHbIE PEe3yNibTaTbl. YeTkoe uenenonaraHue u perynﬂpru?] MOHWUTOPWUHT CO CTO-
POHbI COBETa MJItOC pa3BnTnNE ,EI,I/ICTpl/I6yLI,I/Il/I Oann pocCT o6op0Ta B [Ba C MOMOBMHOMN pa3a. B
KOMMNaHMN NOABUINCH PeraMeHTnpyroLuine JOKYMEHTbI, Harpmnmep KOMMep‘vIeCKaﬂ MONNTUKaA,
KOTOpbIe obs3aTeNbHbl AN MEHEIKMEHTA. |_|pl/l 3TOM KOMTMaHUA MMeEeT Cq)OpMyJ'Il/IpOBaHHbIe
OanbHenwne 3agadun: peBn3na CTpatermn, MaCLLITa6l/IpOBaHl/Ie 6u3Heca 1 YCnneHme Torn-Ko-
MaHAbl. DTO BCe pe3ynbTaT COBMECTHbIX yCl/I}'Il/II;I COBCTBEHHMKA, COBETA U MEHEIKMEHTA.

CeroaHs y meHs cTano 6onbwe cso6oaHoro spemenn. K onpeaeneHHo-
My BO3pPacTy Tbl NTOHMMAaEWDb, YTO, MOXET 6blTb, HE TONbLKO B OQHON pa-
60Te cyacTbe

Bnageney cumtaeT HbIHEWHWI (bOpMaT KOHCYJ/IbTaTUBHOIO COBETa ONTUMaJlbHbIM 4114 cBOen
KOMMaHnn.

«®uUHanbHas OTBETCTBEHHOCTb, HaBEpPHOE, BCE€ PAaBHO MOKAa Ha MHe. KOHCynbTaTUBHbIN
coBeT — nepexopHbin. Cnepytowmn war — cospgaHme opuumMarbHOro CoBeTa AUPEKTOPOB,
HO KOMMaHMSA AOJDKHA ele rnogpacTtu. 9TO O3Ha4YaeT BHECEHUE U3MEHEHUI B yCTaB, 3TO
noppasymeBaeT 0653aTeNIbCTBa U CO CTOPOHbI HE3aBUCUMbIX AUPEKTOPOB. HY)XHO 6bITb C
60NblLUON fONEN BEPOATHOCTU YBEPEHHbIM, YTO 3TU JIOAM Pa3OBbIOT 6M3HEC yulue».

HoBblie cMbICAbI

«MHe Bcerga Ka3anocb, YTo 6U3Hec pa6oTaeT, TOJIbKO NMOKa eCTb OTeL,-OCHOBaTesb, Npes-
NpYHUMaTesb, KOTOPbIN ero cospas. dTa rmnoTesa He AaBana nokos. Beab 6usHec pomxeH
6b1Tb kak ToBap! Ho 4To e 3To 3a ToBap, ecnm OH NpojaeTcsl TOJIbKO BMeCTe C OCHOBaTe-
nem? Cenyac s MOry cKasaTtb, YTO MOI 6M3HEC MOXKET paboTaTb 6€3 MeHs. XOTS 91 6U3HeC He
Ha NpoAaXy Aenan u NnpoAaaBaTth ero B 6nmkanwme 200 neT TOYHO He 6yay».
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14. TpaHcpopmaums EBreHus bytmana

OT CEO -
K lNpeacenaTenio coseTa
AVPEKTOPOB

TpaHchopmauus EsreHuss ByTmaHa

Jhio601i CO6CTBEHHUK PAaHO WU MO3AHO HAYMHAET 3aAyMblBaTbCS Hap,
KavyecTBOM ynpasneHus. MeHsIT oqHOTO AUpEKTOpa 3a APYTMM, B Ka-
KOW-TO MOMEHT OH HAaUMHAET MOHUMATDb, YTO HY)KHO MEHSATb BCIO CUCTe-
My M cO3AaTb paboTOCNOCO6HDBIN MeXaHU3M, IO3BOASIOWMA KOMNIaHUN
NpeoaoneTb BHYTPEHHUE KPU3UCHL U ABUTATLCS BNEpPEn

EBreHunin ByTmaH ynpaBnsn u oTaeNbHbIMU KOMMNAHUAMU, U XONAUHIOM, U 3aCNyXWUn peny-
Tauwmio xectkoro pykosoautens. C 2018 roga oH CKOHUEHTpUpOBascs Ha paboTe B coBe-
Tax AUPEKTOPOB B Ka4yecTBe He3aBUCUMOTO aupekTopa. Ero coob6pakeHus npepcTaBnsiioT
OMbIT YENIOBEKA, KOTOPbIN CMOT MOCMOTPETb Ha BOMPOC yrpaB/iieHUsi C 06enx CTOPOH.



— B nepBom cBoem 6u3Hece 1 cTpous koMnaHuto 16 neT n npolen 60bWON NyTh OT €AUHO-
JINYHOTO BEPTUKASIBHOrO YrpaBaeHUs 0O BbICTPaMBaHMUA MOMHOLEHHbIX Npoueayp corporate
governance. B KOHTyp rpynnbl KOMAaHUM BXOAWMAN 6U3HeCHl B 18 cTpaHax, 6onbluas Gunm-
aNnbHasi CeTb U KOMMaHWK pasnn4yHoro npoduns. NocteneHHoO s Nepepoc NO3NLMIO CTPOroro
«eanHoHavanuay. Cepbe3HbiM 3TanoM CTan Nepexos K MOAENN XONAMHIa, rAe AMpeKTopa A0-
YepHUX KOMMaHWM o6naftany Cepbe3HbIMU MOSHOMOUMAMN. DUHANBHOM TOYKOM BbiN Nepexos
OT XONAMHIOBOWM CTPYKTYPbl K CTPYKTYpEe KOprnopauui, rae 9 3aHUMancs nvb HaaA30pOM U
KOOpPAMHALIMEN BMECTO HEMOCPEACTBEHHOTO PYKOBOACTBa GU3HECOM.

— JIto601 CO6CTBEHHUK PaHO MU/ NO34HO HAaYMHAET 3a4yMbIBaTbCsl Haf, Ka4eCTBOM yrnpaB-
NeHus. MeHss O4HOro AMPEKTOPa 3a APYTMM, B KAKON-TO MOMEHT OH HAaYMHAET MOHMUMATb, YTO
HY>XHO MEHSTb BCIO CUCTEMY U CO3AaTb PabOTOCMOCOBHbIN MEXaHW3M, MO3BOASIOLLMIA KOMMa-
HWUW NPEeOLONETb BHYTPEHHNE KPU3NCHI U ABUraTbCA BNEPEL.

— 3anpoc Ha aHTUKPM3UCHbIE KOMMNETEHUMU ele Joaro 6yner coxpaHaTbes. Ecnm cob-
CTBEHHWK HE BUAUT MHCTPYMEHTOB U MyTeEN AaNbHENLLEro Pa3BUTUS, YTO eMY HY>XHO? Pe3ko
PacLUIMPUTb KPYro3op. VIMEHHO ANng 3TOro OH ULLET cebe He3aBUCUMbIX ANPEKTOPOB. OT HMUX
N MeHeKepbl, N BNaAenblLbl KOMMaHWM 060rallatoTcs JOMONHNUTENbHBIM OMbITOM. /1 4TO oco-
6E€HHO BaXKHO, 3TOT OMbIT HE BbIAABAVBAETCS MaN€HbKMMM MOPLMSIMU, KaK MacTa U3 TIobMKa.
OTO HE «TYpy» U HE «KOY4YM», KOTOpbIE MpUeEXanu 1 yexann. ITO He Pa30Bble KOHCYbTaHThI.
[JuvpekTopa NpsiMO NOAKOYAOTCS K KOMMaHMK. Tenepb 3TO ee paclUMpeHHas CTpaTermyeckas
aKcnepTm3a.

— MpeanpuHUMaTenei u pyKoBoauTenen, KoTopble YMeloT AenaTb NOAO6HYIO SKCNepTUsy,
He TaK MHOrO, HO OHM Y)X€ €CTb Ha PbIHKE. Y HaC He MCMOJIb30BaH XOPOLUWI PE3EPB — JIIOAM
B Bo3pacTe 50+, BCIO MONOAOCTb OTAaBLUME GU3HECY U Bbilleflmne B oTCcTaBKy. OCO6EHHYIO
LEHHOCTb MMEIOT T€, KTO AOCTUI 3aMETHbIX PE3YbTAaTOB B KPU3UCHbIE FOApbI.

— CospaHune coBeTa AUPEKTOPOB MOXET 6biTb JOJMMM U HeNpPoCcTbiM. CHavana CoO6CTBEH-
HUK OOMKEH MPUNTU K MOHUMAHWIO: «Aa, MHE OEeNCTBUTENbHO MPUAETCS Yepes 3TO NPONTN».
Benb OH BCTaeT Ha MyTb MOCTEMEHHOM TpaHCHOPMaLIMN KOMMaHUK, ee 0340POBAeHNs. HeT
CTOMPOUEHTHOW rapaHTUK, YTO 3TO O3L0POBIEHNE MOMOXET, HO NMpeablayLine MeTOAbl yXKe
He cpaboTanu.

— Ecnu pelueHne NpuHATO, HauMHaeTcs NpodecCUoHabHasg NPOeKTHasa paboTa. DTO Ha3bl-
BaeTcs tailor-made, «nowmnTb KOCTIOM Mo durype». CocTaB U CTPYKTYpa KOPNopaTUBHOIO op-
raHa MoOHATHbI — Aanblie onpeaensetca nosecTtka. CTaBaTca Lenm NpUMeEpPHO Ha rof snepea. U
TONbKO Tenepb rnaBHoOe — Bbl 6epeTe Ha cebd OTBETCTBEHHOCTb 3@ BbIXO, COBETA AMPEKTOPOB
Ha NPOEKTHYIO MOLLHOCTb. B cpeaHem Bce 3TO 3aHMMaET rof.

— Co6cTBEHHMKAM, 6€3yCNOBHO, HY)XHO 6biTb FOTOBbIMU YYUTbCA. Kak poanTensim, KOTo-
pble He TONIbKO y4aT CBOEro pebeHkKa, HO U y4yaTcsl BMeCcTe C HUM. Bnagenblibl co3nanm coBeT
IMNPEKTOPOB, PA3BMBAIOTCA BMECTE C HUM 1 MOHUMAIOT, YTO Yepes HEKOTOPOE BpeMs pebeHoK
MOXET CTaTb yCMeLlHee poanTenen.

— NpeanbHoro coBeTa AUPEKTOPOB U3 y4e6HUKOB He cyliecTByeT. OnTUMabHbI COBET —
370 dOopMa, MaKCUMaNbHO MPUBIMKEHHAs! K MOTPEBHOCTIMI 6M3Heca. KOpnanYeckn oH Mo-
YeT 6bITb ODOPMIEH MO-Pa3HOMY. [NlaBHOE, YTO6bI OH PaboTan K pellan Te 3aayu, paam Ko-
TOPbIX CO3AaH.

— JAns YyaCTHbIX POCCUMNCKUX KOMMaHUM cpepHero pasmepa ontumaneH advisory board c
paclmMpeHHbIMA MOJIHOMOYUAMU, DTOT ¢opmaT MaKCUMaJIbHO an/I6J1VI)KeH K KJlaccu4ye-
CKOMY COBEeTY ANPEKTOPOB. CocTaB coBeTa MOXeT 6bITb, HanpuMmep, TaknMMm: CeEMb HYEJTOBEK —
TPpO€E HE3aBUCUMbIX, ABOE€ HOMUNHNPOBAHHLIX N ABa MCMNOJIHUTENbHbIX ANPEKTOPaA. B atom cny-
yae He3aBNCUMble HE COCTaBNAOT abCOMOTHOrO 60)'IbLLJl/IHCTBa, HO nepeBelmnBatoT KaXKayro
M3 ApYyrmnx rpynn. A I'Ipence/J,aTeneM B IIO6GOM Cnydae 0OJHKEH 6bITb HE3ABUCKUMbIN AVNPEKTOP,
NoTOMy YTO 3aflava [Npencenarens — moaepaLms.

— HezaBucumblli pupeKTop AOMKEH 6biThb TaKKe MmoAepaTopoM. [JonyCcTiM, OH Bbillen 13
COB6CTBEHHMKOB M OTHOCUTCS K HUM C COYYBCTBEHHBIM MOHMMaHWEM. HO C TeM e NoHWMa-
HMWEM OH [IONIXEH OTHOCUTHLCA U K MeHeIMeHTY. OH AO/MKEH rOBOPUTb Ha A3bike BladenbLeB
N Ha A3blke MeHeKepoB. Torga OH CMOXET MepeBOAMTb C OAHOrO s3blka Ha APYrow, 6biTb
apbUTPOM MeX Iy rpynnamm.
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15. TpaHcdopmauus EBreHus Byrmana
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16. TpaHcdpopmauus EBreHus ByrmaHa

— MeHepxepy Henerko pa6oTtaTtb He3aBUCMMbIM AUPEKTOPOM. BCio XM3Hb OH paboTasn Mo
HalMy Ha Yy>KMUX COBCTBEHHMKOB. Kak eMy BbICTYMUTb MOAEPATOPOM UM apbUTPOM? H cum-
Talo, XOpOLUME HE3aBUCUMblE OMPEKTOPaA — 3TO 6biBLUME MPEANPUHMMATENN UM OYEHb Ce-
Pbe3Hble TOMbI.

— HesaBucUMbIN gUpEeKTOp ANS KOMMaHUU — «KCeMeWHbI JOKTOop». DTO CaMOe BepHoe
cpaBHeHwWe. [JOKTOp »XMBET PSAOM C MauMeHTOM, HabMoAaeT ero AnmMTeNnbHoe Bpems, 3HaeT
NCTOPUIO BONE3HN N MOXKET MPEASIOXUTb ONepaTUBHOE NledyeHre. A eCm Bbl MOMPOCUTE AOK-
TOpa Hay4uTb BaC KaTaTbCst Ha Jibbkax, OH OTBEeTUT: «[oNy6unK, BaC TpeHep HayuuT. A 9 BaM
paccKaxy, Kak 6epeyb CrrHy, KOraa Bbl OyAeTe KaTaTbCs Ha JibXKax, U MOCAeXyY 3a 3TUM. A ecin
Bbl MpUeLETE C PAaCTSKEHMEM, S BAC Bblieyvy».

— EcTb Macca Belyell, C KOTOPbIMU AANEKO He BCe AUPEKTOPA MOryT XopoLwo paboTaTb.
Hanpumep, KOHOANKT nHTEpecoB. Vnu Kak yaep»aTbca OT cobna3Ha BMeLWaTbCs B ynpasie-
Hue. KTO-TO cuneH B OAHOWM CMeLManm3npoBaHHOM GyHKLMK, a KTO-TO — YHMBEpPCan. 34echb
BCE — TOHKOCTW.

CnpaBka

EBreHunii ByTMaH — N3BeCTHbI 6U3HECMEH, 3aNyCTUBLUNIA HECKOJIbKO YCMELUHbIX MPOEKTOB.
OH cTan u3BecTeH, Korga MHoro net ctpoun 6usHec Apple B Poccum, cpeam npoyero cos-
JaB KoMnaHuio re:Store, U1 NOTOM, Korga Aan ctapT psay AETCKUX PO3HUYHbIX 6peHAoB,
Takux kak Hamleys n Imaginarium. O6napatens kBannoukaumm «AMNAOMMUPOBaAHHbIN AN-
pekTop» nporpammsl loD Chartered Director BputaHCKOro MHCTUTYTa AUPEKTOPOB.



YnpasneHnue no
NMOHATUSM U HA OCHOBE
penyraumm

HabniopaTtenbHbln coBeT Bnannmupa LUuméepra

Ecnu s co3pen co3naTh TaKylo yNpaBneHYECKYI0 CUCTEMY, TO B OTPOM-
HOW CTENEeHU 3TO NPOWNTO PENYTaLUUEN BCEX NIOAEN, KOTOPbLE 06 3TOM
AoroBopunuchb. U ecnu s nomay B KAaKOW-TO MOMEHT TIPOTUB UX PEKO-
MeHAaUuN, «3HaeTe, YTO-TO S nepeayman», — 3TO 6yAeT UMeTb Takue
»Ke NOCNEACTBUS, KaK eCnu 6bl T HAapyWUn I0pUANYECKUIA AOTOBOP

Bnapeney komnaHuu «bnoButpym» Bnagumup Liumbepr npugyman ¢popmy coumanbHOro
KOHTpPaKTa C He3aBUCUMbIMU AupekTopamu. Ero Ha6nopaTenbHbli coBeT BbipabaTbiBaeT
peKkoMeHAaumn, KoTopble 0653aTe/ibHbl K UCMOJIHEHUNIO BCEMU B KOMMaHUU, B TOM 4Yucne
BllagesbLeM.

o «JloByWKa OCHOBaTeNns»

Komnanusg «broButpym» ocHoBaHa B 2001 rogy 1 ¢ Tex Nop yCrnewHo paboTaeT Ha PbIHKE
NPOW3BOACTBa M AUCTPUOYLINM MEAULMHCKOrO 060opynoBaHms. Brnepsole B «bnoButpym» 3a-
JyManncb 06 opraHe, CXoxem no GyHKUMOHaNy C HabnaaTeNbHbIM COBETOM, YeThlpe rofa
Ha3and. HecmoTps Ha ycnelwHoe pa3sutue, Bnagumunp Liumbepr, no cO6CTBEHHOMY MpU3Ha-
HUIO, YyBCTBOBAN Ccebs «paboM Ha ranepax».

17. Ha6nopaTenbHbiii coBeT Bnagumupa Llumébepra
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18. Ha6niopatenbHblii coBeT Bnagumupa Llum6epra

«$l CTONKHYJCS INLLOM K NIMLY C TUNMUYHbIM BOMPOCOM MNpeanpuHMMaTes, Co3a