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OKR ans HaunHatowmx ®enune Kactpo

OKR ans
HauynHaroLwWwmx

Lienu n KnioyeBble Pe3ynbTaThl
3ayem A Hanucan 3Ty KHUry?

CyLuecTByIOT Heckonbko nocobumn no teme OKR, HO BCeM UM HeOoCTaeT NPOYHOro
OCHOBaHWs1, KOTOPOE NMO3BONMNO Bbl BaM He ToNbko HavaTb BHeapeHne OKR ¢
HYNS, HO 1 YCNEeLHO 3aBepLUnTb ero.

OTO PYKOBOACTBO HanMcaHo npexzae Bcero Ans Tex, K1o ucnosb3yet OKR
BMepBble, 04HAKO OMNbITHbIE MONb30BATENIN TaKXKe HANAYT B KHUre HEMAso
nonesHoro. Mon onbIT NOKa3bIBAET, YTO MOHUMAHWE OCHOB MOMOraeT MHOTUM U3
HUX 0OBKUTLCA ycnexa.

7 pekoMeHay Bam NpoumMTaTh 9TO PYKOBOACTBO OT Hayana v 0 KOHLA, NOCKOSIbKY
Kaxzas rnaea TECHO CBSi3aHa C npeaplayLuen. TOMbKO NpoYMTaB KHUTY LieSTMKOM,
Bbl YBUANTE, Kak pasHble Briokn OKR B3aMMoOenCTBYIOT Mexay cobor 1 noimere,
3a4eMm Takue Benukue komnaHuu, kak Google, Spotify, Twitter, Airbnb u LinkedIn,
ncnonb3ytoT OKR B cBoeit paborTe.

®enune Kactpo

Google Linked] & spotify

33 Dropbox
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Llenun n KntoueBble Pesynbtathl (OKR, Objectives and Key Results) — ato cuctema
MOCTAHOBKM LiENen, KOTOpYHo 1cnonbaytoT B Google 1 Apyrnx KOMNaHUAX. 1O
HECNOXHbI NoAXof, NO3BONALMA JOOUTLCS BOBIIEYEHHOCTU COTPYAHWKOB W
BbICTPOWUTb OPraH13aLnio OTHOCUTENBHO U3MEPUMBIX 11 BMECTE C TEM
ambnLMO3HBbIX Lienen.

B oTnnumne oT TpagnumMoHHbIX MeTogoB nnaHuposaHus, OKR cTaesaTcs,
OTCNEXMBAIOTCA U NEPECMaTPUBAOTCA PErynsapHO, Yallle BCEro pa3 B kBapTarn. 910
NPOCTON PUTMUYHBI MPOLIECC, PACLLUMPSIOLLMIA BUOEHWE KaXO0M KOMaHab! W
PacKpbIBAKOLLMN €€ TBOPYECKWUN NOTEHLMar.

OKR HyXHbl, 4T0Obl CUHXPOHM3MPOBATH OPraHuU3aLio 1 YCTaHOBUTb KadeHLN B
ee pabote. Mx 3apaya — obecneunTb ABMXEHUE BCEX YYACTHIUKOB npoLiecca B
OZJHOM HanpaBneHuu, C NOHATHLIMU NPUOPUTETAMM W MOCTOSIHHBIM PUTMOM.

M3HayanbHo KoHuenumsa OKR Bbina npeanoxeHa Intel, Ho Bckope nonyynna
LUMPOKOE pacnpocTpaHeHune cpeam apyrux komnaduin KpemHuesoi [JonuHel. B Tom
xe 1999 rogy OKR 3anyctunu B Google. 310 cTano ogHUM 13 hakTopos,
Bnarofaps koTopbiM koMmnaHus Belpocna ¢ 40 go 6onee yem 60000 coTpyaHMKOB,
pabotatowmx B Google Ha cerogHsAwHMA aeHb. Kpome Google, OKR ucnonb3yoT B
cBoel paboTe 1 apyrue KomnaHuu, Takue kak Spotify, Twitter, LinkedIn n Airbnb.

[Mpun aTom OKR npnvmeHuMbl He Tonbko B cdepe UT — aTa cuctema ycnewwHo
pabotaeT, Hanpumep, B Walmart, Target, The Guardian, Dun and Bradstreet n ING
Bank.

MoHumaHue KomnoHeHTOB OKR

[xoH [Jopp, 0AWH M3 CaMbIX YCMELIHbIX BEHYYPHbIX KanuTanuctos B uctopun. OH
HauuHan CBOK Kapbepy B Intel, no3xe OH MHBECTUPOBAN B APYrne KOMMaHuu, B
uncne kotopblx 6binn Google n Amazon. [lopp ctosin y uctokos BHeapeHust OKR B
Google 1 npeanoxun cnegyroLyo gopmyny Ans nocTaHOBKY Lenew:
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®opmyna Llenun [loppa

A AOCTUTHY , YTO MOXXHO OL|EHUTb C MOMOLLbIO

[MpaBunbHas Lesb JOMKHA ONKUCbIBATb HE TOMBKO TO, YEro Bbl XOTUTE AOCTUYb, HO
1 TO, KaK Bbl cCOBMpaeTech 310 namepuTb. Kntoyesas dpasa TyT — “4To MOXHO
OLIEHWTb C MOMOLLBH”, MOCKONbKY MMEHHO U3MEpPEeHWe aenaeT Lesb Lenbto. bes
9TOro y Bac HeT Lienu, TONMbKO XenaHue.

®opmyna [loppa — 3T0 nyywun cnocob onucatb cTpykTypy OKR:

A docmueHy (Lenb), Ymo MOXHO OUEeHUMb ¢ noMOoWbk (Habop Knroyesbix
Pesynbmamos).

Wtak, OKR, Kak BUZHO M3 Ha3BaHMs, COCTOUT 13 ABYX YacTten: Llenb n KnoyeBble
PesynbTathl:

— 370 3aMOMMHAIOLLEECS KaYECTBEHHOE OMICAHUE TOrO, YETO Bbl XOTUTE
[0CcTYb. Llenun [ormkHb! ObiTh KOPOTKUMM, BAOXHOBMSIOLMMM U BOBMEKAOLLMMMU.
OHM [OMKHBI MOTUBMPOBATL KOMaHAY 1 6pocaThb eii Bbi30B.

— 3T0 Habop METPYK, 3HAYEHUS KOTOPLIX MEHSKOTCA NO
Mepe asuxeHns k Lenu. [inga kaxgon Llenu Bam Heobxogmmo nmeTb 0T 2 0 5
KrtoueBbIx PesynbTtatoB. Ecnn ux 6yaet 605bLue — HUKTO X NPOCTO HE 3anOMHWT.

Bce KntoyeBble PesynbTaThl 4OMKHbI ObITb KONMYECTBEHHLIMU U M3MEPUMbIMU. Kak
rosopuna Mapucca Manep, bbiBLumnin BuLe-npesnaeHT Google:

Mpumep 1

CHayvana copmynupymte Llens. Hanpumep: «Obecneunts lNonb3oBaTento
MoTpsicatowwmin OnbIT B3anmogenctems». 38y4mnT 3040p0BO, HO KaK Bbl MOMMETE, YTO
OMbIT NONb30BaTENS AEMCTBUTENBHO Bbl NoTpsicaowmM? 3anomuute: 6e3
N3MEPEHMS Y Bac HET Lienu.

[Moatomy Bam HyxHbl KnoyeBble PesynbTtathl. Kak MOXHO M3MepuTb TO, NonyyaroT
I NOSIb30BaTENN NOTPACAIOLLMIA OMNbIT B3aUMOAENCTBUSA?
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[1Ba Hennoxmx BapuaHTta — nomeputb Repurchase Rate ([poueHT MoBTOPHbIX
[Mokynok) u Net Promoter Score (MHaekc JlosneHocTu KnuenTos). Hpasutcs nin
HaLLKM KIWEHTaM TO, YTO Mbl JeNiaeM, HaCTOMbKO, YTO OHW BEPHYTCS K HAM CHOBA W
ByayT pekomeHaoBaTb Hac Apy3bsm?

OpnHako, cyLlecTByeT puck, 4to nsmepss Tonbko NPS 1 Bo3BpalLlaeMocTb
KNMEHTOB, Bbl 3aX0TUTE OCYACTINIMBUTL NONb3oBaTeNs Ntobon LeHon. MNoatomy
MOXHO BBECTU 0bpaTHy0 MeTpuKy, Hanpumep, Customer Acquisition Cost
(CtonmocTb Mpueneyvennst KnneHTOB): Mbl XOTUM BMAETb HALWMX NOMb30BaTeNen
CYaCTNMBbLIMK, epxa 3aTpaTbl NOA KOHTPOMEM.

[MonHocTbio 310 ByaeT BbIrMsA4eTb BOT Tak:

LUenb:

Obecneuntb MNonb3osatento MoTtpacatowwmin OnbiT B3anmogencTems.
KntoyeBbie Pesynbrathl:

e [loBbicutb Net Promoter Scorec X go Y.
e [loBbicnTb Repurchase Rate c X o Y.
o YnepxuBatb Customer Acquisition Cost He Bbiwe Y.

Mpumep 2

Tenepb paccMOTPUM KOMaHAY, koTopas paspabatbiBaeT LUdpPoBOK CepBUC U
XOYeT YBeSIMYUTbL BOBIEYEHHOCTb KINEHTOB.

LUenb:

[TopagoBaTh HALUMX KITMEHTOB.

KntoyeBbie PesynbTathbl:

e CHM3MTb NpoLeHT Bo3BpaToB (0Tka3oB) ¢ X% 10 Y%.

e [loBbicuTb 3HayeHne Net Promoter Score ¢ X go Y.

e YBENUYUTb CPEAHEE YNCNO NOCELLEHMIA aKTUBHBLIM Nonb3osatenem ¢ X ao Y
B HEAENH.

e YBENWUMTL HeONMavnBaeMbIn (opraHnyeckuin) Tpaguk ¢ X o Y.

e YBENM4MTb BOBNEYEHHOCTb (YMCIIO NOMb30BaTenNeil, 3anonHUBLUMX NPOgUb)
cXpao.
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W cHoBa Hanuune KntoyeBbix PesynbTatoB noMoraeT co3aath 340P0Bble U
n3HecnocobHble OKR: Mbl XOTUM YBENUUMTL EXeHeaeNbHOe YMCO NOCELLEHUN,
HO cenaTb 3TO OpraHn4Ho, 6e3 pas3ayBaHMs MapKETUHIOBbLIX PACXOLOB.

KrnoueBble Pe3ynbTathl 04eHb BaxHbl. OHM ONPeaenstoT, YTo UMEHHO KOMaHaa
nogpasymesaet nog «lopagosath HalmMX KIMeHTOBY. [lpyras komaHza unm
KOMMaH1sa MOryT CTaBUTb cebe TOYHO Takyto xe Llenb, Mest npu 3TOM COBEPLLIEHHO
apyrve Kntovesble PesynbtaTbl.

YT0 Takoro ocooeHHoro B OKR?

CyluecTByeT Hemano BapuaHToB ucrnonb3osaHust OKR, 1 kaxagas koMnaHus unm
KOMaHAa MOXeT NoAcTpamBaTh UX nop cebs, cosnaBas Bce HOBble 1 HOBble
BapuaLuu. Ho cylecTByeT HeCKONbKO OBLLMX MPUHLMMOB.

Agile-uenu

BmecTo Toro, Ytobbl CMNonb3oBaTh CTaTUYECKOE NAHMPOBAHKE Ha rof Brepes,
OKR cnepyeT Agile-noaxoay. Mcnonb3ys 6onee KOPOTKME LMKMbI NOCTAHOBKM
Liesien, KOMNaHuy nervye agantupytotcs 1 BbicTpee 0TBEYAKT Ha U3MEHEHNS
PbIHKa.

MpocToTa

B opuruHansHoi mogenu ot Intel Lenu nepecmatpuBanuch exemecsyHo, 4To
TpeboBarno oT npouecca Ux NOCTaHOBKM UCKIouUTENbHOM nerkoct. MNoatomy OKR
NPOCTbI 41151 NOHUMAHWS W NOMb30BATLCS UMW HECTIOXHO.

Komnanuw, BHegpuewmne OKR, CHKAIOT BPEMS HA MOCTAHOBKY LiENen ¢ MecsLeB
[0 OHen, 1 B pesynbTaTe TpaTAT pecypcbl He Ha 0BCYyXaeHWe, a Ha JOCTUXEHNE
NOCTaBIIEHHbIX Liesen.

Mpo3payHoCcTb

OcHoBHas 3aga4a OKR - BbipaBHMBaHWe BHYTpU opraHusauuu. ns atoro OKR
aenawTcs NyonmnYHbIMK Ha BCEX YPOBHSIX, U KaXO0MY COTPYAHUKY AaeTcst 4OCTYM
ko Bcem noctasnieHHbIM OKR. OKR reHepanbHoro aupektopa 0bbl4HO
nybnukyetcs B VIHTpaHeTe.
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BctpoeHHble KageHumm

OKR yunTbiBaeT, YTO CTPATErUs 1 TaKTUKa CYLLECTBYIOT HA pPasHbIX YacToTax, U
nocneaHsis MEHSIETCS 3HaUMTENbHO BbicTpee. YUTobbl paspelwnTb 310
HecooTBeTCTBIE, OKR NpUMEHSIET pasnuyHble PUTMbI:

e (CTparernyeckune KageHUumn ¢ BbICOKOYPOBHEBbLIMI 1 6o5iee AONrOCPOYHbIMM
OKR anst komnaHum (06bI4HO rooBbLIE).

o TakTtnyeckue kageHuum ¢ bonee kopoTkumu OKR ans komag (06bI4HO
KBapTarnbHbIe).

e OnepaLyoHHbIe KaaeHUMN ANst OTCNEXMBAHNS Pe3ynbTaToB U MHULMATYB
(0BbIYHO exXeHeaenbHbIe).

[OByHanpaBneHHas MoctaHoBKa Lienen

BMeCTO TpagnLUMOHHOW KackagHOM MOAENN CBEPXY BHU3, TpebytoLen MHOMO
BpeMeHu 1 He aobaenstowlen LeHHocTi, OKR ncnonbayeTt AByHanpaBieHHbIN
Noaxo4, OCHOBAHHbIW Ha 3anmpocax pblHKa.

3Has ctpaTternyeckne OKR komnaHumn, KOMaHabl Ny4Lle NOHUMALOT, KaK UM
B3aMOAENCTBOBATb, YTOOLI COOTBETCTBOBATL 00LLEN CTpaTernn. B Takom
npouecce okono 60% Taktudeckux OKR, koTopble CTaBATCS KOMaHOaMu,
COrMacytTcsa Co CTpaTernyeckuMm Lie1smm KOMnaHuy, a 3atem OMKCUpYHTCS C
MeHepKepamm CH3Y BBEPX.

Takasi MoA€enb YBENNYMBAET BOBNIEYEHHOCTb COTPYAHWKOB W X MOHUMaHWe
cTpaTerum B LINIOM, a NPOLIECC CTAHOBMUTCS ObICTPbIM 1 MPOCTHIM.

AmouumosHble Llenu

CornacHo gunococpum OKR, ecnu komnaHus Bcerga gocturaet 100% Bcex
3asBNEHHbIX Lenen, 3Ha4nT, OHU CIIMLLKOM MPOCTbIE.

BmecTo atoro, OKR nooLypsieT nocTaHoBKY BAOXHOBSHOLMX ¥ aMOULMO3HBIX
Lienei 1 BepUT B TO, YTO KOMaHAb! MOTYT CTaBUTb Ce0e HAaCTOMNbKO CMeNble Lenu,
Tpebyowwme HebbIBaNo NPOU3BOANTENBHOCTM, YTO AN UX OCTUXKEHUS UM
npuaeTcs NepecMoTPeTb TEKYLLME Ccnocobbl paboThl.
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PaspeneHve Bo3HarpaxaeHus

Pasnenenne OKR 1 BosHarpaxaeHus/MoBbILLIEHNS SBMSETCS 04eHb BaXHbIM ANS
MOCTaHOBKN amOuMLMO3HbIX Lieneil. O4YeHb CHOXHO CTaBUTb CMENbIE Lienn, ecnu
[iepXaTb B rONoBe, YTO 13 MPEMUN HYXHO ByaeT onnatutb pebeHKy Konnemx.
COTPYAHUKM JOMKHbI ObITb YBEPEHbI, YTO HE NOTEPSIOT CBOU AEHbIM, ECTIN
MOCTaBAT Yepecyyp aMbULIMO3HYIO Lienb.

OKR - 3TO MHCTPYMEHT ynpaBreHus, a He OLieHKK nepcoHana.

CoBeTbl no HanucaHu xopowmnx OKR

[na uenen:

e [lpexae Bcero, Llenun gomxHbl ObITb CHOPMYNMPOBaHbI KOPOTKO W SICHO, UX
OOMKHO ObITb NErKo 3anoMHUTL. Ecnn, yutas dopmynuposky Llenw, Bbl
nenaete naysy Ha Baox — Llenb ccpopmynmpoBaHa HenpaBuiibHO.

e Bo-BTOpLIX, Llenu He AomkHbI ObITb CKy4YHbIMW. OHU MOTYT BNCATLCS B
KOPMopaTUBHYIO KynbTypy, Oyay4un npu 3ToM HechopManbHbIMI U Aaxe
3abaBHbIMU. MoXeTe MCnonb3oBaTh CREHT, NPOGECCUOHATBHBIE LWYTKN UMK
[axe MaT — BCe, YTO He NMPOTUBOPEYMT BaLLeil KOpnopaTUBHOW KynbType.

Onsa KntoveBbix Pe3ynbTaToB:

e Pasgensnte METPUKK 1 3aaa4u.
e Onpepgenute Heckonbko KntoueBbix Pe3ynbTaTos, 0T 2 40 5 ANS Kaxaou
Lenm.
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B yem
NpenmyLLEeCcTBa
MCNOMb30BaHNA

OKR?

BoT ocHoBHbIe nntockl ucnonb3oaHnsg OKR:
MmbkocTb (Agility)

Bonee KopoTKME LMKMbl NAHNPOBAHS NO3BONSAOT Yallle BHOCUTL KOPPEKTUPOBKM,
YAYyYLLAKT peakLymio Ha U3MEHEHMS, a TakKe CTUMYIUPYIOT MHHOBALWM, CHIKas
Mpy1 3TOM PUCKI M HeONpaBAaHHbIe pacxogsbl.

BbipaBHMBaHMe u Kpocc-(hyHKLMOHaNbHOe B3auMmoaencTeune

Hannune obwmx OKR ynyylaeT B3anMoaeincTamne Mexay kKomaHaamu, paspeLaeT
BHYTPEHHWE B3aMO3aBUCUMOCTM U YHUPULMPYET KOHKYPUPYHOLLME UHULMATUBSI.

Bonee KopoTkoe Bpems NOCTaHOBKM Lienen

[MpocTtota OKR yckopsieT n obneryaet NpoLecc NOCTaHOBKM LieNen, CyLEeCTBEHHO
COKpaLLast Heobxoaumble BPeMS U PECYPCHI.

Mpo3payHble KOMMYHUKALUM

Brnarogaps npo3payHOCTH 1 NPOCTOTE KOMAHZb! fyyLle MOHUMALOT Liesin 1
NPUOPUTETBLI OpPraHM3aLny B LIENIOM, a TakKe BKNaf, KOTOPbIN MOXET BHECTU
KaXablil OTAENbHbIN YH4aCTHUK.
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BoBneyeHHOCTb COTPYAHUKOB

[Moaxop «CHU3Y BBEpPX», KOTOPbIN Ucnonb3yeTcs npu pabote ¢ OKR, cBs3bIBaET
OTAEINbHbIX COTPYOHWKOB C LeNsM/ KOMNaHWW, YBENUYMBAS UX BOBIIEYEHHOCTb.

CamocToATeNnLHOCTL U OTBETCTBEHHOCTb

KomaHabl nonyyaroT YeTKoe HanpaBneHne 1 MOryT camu BelbupaTb, YTo Aenatb,
yTobbl JoCTUYL cBOMX OKR. OHu BepyT OTBETCTBEHHOCTbL 3a CBOM LieNn, C YETKUMM
KpUTEPUAMI yCriexa, U3BECTHLIMM BCEl KOMNAHMK, YTO NOPOXAAET B3alMHbIe
obs3aTenbCcTBRa.

®okyc n aucumnnunHa

Hannune HebonbLLOro Ynucna Lenen no3BonseT opraHuauum aepxatb QoKyc Ha
BbIOpPaHHbIX MHULMATMBAX W HaNpPaBnATb yeunus bonee agpecHo.

AMOMLMO3HBIE LienK

Pasgenenue OKR 0T Bo3HarpaxaeHus:, a Takke UCnosib30BaHNe PacTXUMbIX
Lieneit, No3BoNseT KOMaHaaM CTaBUTb CMenble Lienu.
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Ctparternyeckue
nnn Taktnyeckne
OKR: BctpoeHHble
KaJeHL K

To, uto OKR paboTatoT ToNbKO KBapTamnbHbIMK LiMKNaMn — TUMUYHOE
3abnyxaeHne, yHacnegoBaHHoOe 0T Mogdenu, kotopyto Ao 2011 roga ncnonb3oeani
B Google. Nocne Toro kak gomkHocTe CEO 3aHan Mappw Mengx, B KOMNaHW
CcTanu ucnonb3oBaTh Kak kKBapTanbHble, Tak U rogosble OKR.

Mbl MOXeEM TONbKO [0rafblBaTbCs O TOM, YTO CTOSASIO 32 3TUM pelleHneM engxa,
O[HaKO, B KAKOW-TO MOMEHT Cpa3y HECKOIbKO KOMMaHWM BHE3anHO 0bHapyXuu,
YTO UCNOIb30BaHMe KpaTKocpoUHbIX OKR npuBoANT K TOMY, YTO KOMaHbl TEPAOT
0BLLYI0 KAPTUHKY U KOHLIEHTPUPYIOTCS TOMBbKO Ha TOM, Yero MoryT 4obuTbCs 3a Tpu
Mecsua.

OnbITHble NpakTkn OKR 3HAKT, YTO LieNIn MOryT UMETb pasHble PUTMbI, 1
TaKTUYECKMEe LieNn MEHSIOTCS ropasao Yalle crpateryeckux. dunocodus OKR
pasfenseT cTpaTeryiio U TakTKKy, UCMNob3ys MOLENb BCTPOEHHbIX LMKIOB,
KOTOPYIO S YyNOMUHAs B NepBon rnase:

e (CTpaTternyeckas kageHUmMs onepupyeT BbICOKOYPOBHEBLIMM JOMTOCPOYHbLIMM
OKR ans komnaHu1, 04HaKo, U OHW HE BbICEYEHbI B KAMHE: CTPaTErnio
Heobxogumo obcyxaaTb U nepecmatpueath, U OKR ypoBHS KOMMaHUM MOTyT
MEHSITbCS, €CNW BO3HUKHET Takasi He0bX0AUMOCTb.
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OKR ans HaunHatowmx ®enune Kactpo

e TakTnyeckas kageHuusi ¢ bonee kopotkumm umknamu OKR ans komaHg.

e OnepaunoHHble KageHUMn Ons perynsapHoro OTCNeXuBaHUsa nporpecca.

e Bocnpunumante ctpaternyeckune OKR Kak TO, YTO MOXET 3anHTEPECOBaTb
COBET AMPEKTOPOB.

MHorve ycnewHble BHeapeHns OKR paboTatoT Tak:

e [opoBble cTpaternyeckne OKR ans komnaHum (pexe — As KpynHbIX
[enapTaMeHTOoB ¥ noapasaeneHnii busHeca).

e KBapTanbHble TakTuyeckne OKR ans komaHg ¢ NpoMexyTo4HbIM 0630poM B
cepeluHe kBapTana.

e EXeHelenbHble NPOBEPKK 4114 OTCIEXMUBaHUSA pe3ybTaTos.

HekoTopble KoMnaHum Takxke cTaBaT kBapTanbHble OKR ans Bcen opraHusaumm,
OHaKO Ha4MHaTb C ATOTO A HE PEKOMEHAYIO.

Kak BbiOpaTb OKR-kageHUMI0

BaxHO 0TMETUTb, 4YTO OpraHu13aLns MOXET NOACTPanNBaTh KadeHLUm nos
cOoDCTBeHHbIEe HYXAbl. Spotify, Hanpumep, XMBET C LWeCTUMECAYHbIM
CTpaTEermyecknM LMKIIOM, B TO BpeMsi Kak Ux komaHzbl cTaBaT OKR kaxable WwecTb
Hegenb. VX uctopus BoobLue A0BOSLHO NpuMeYaTeribHa, NOCKOSbKY CHavarna OHu
MbITaNNCb CO34aTb COBCTBEHHbIN NOAXO0A HO, NOTEPMNEB HEYAaYy, BEPHYIUCH K
ucnons3oeanuio OKR.

HekoTopble KomnaHum BHeAPSOT bonee kopoTkue kageHuun ans OKR. B kHure
“B3pbiBHoM pocT” Canum Wcemaun, coyvpeanTenb U UCMONHUTENbHBIA ANPEKTOP
CUMHrynsipHOro yHMBepCuUTeTa, NULLeT:

«MHozue [opaaHu3sayuu] cetivac sHedpsom ebicokodacmomible OKR,
ycmaHaenusatowue yerb Ha Hedero, Mecsay unu keapmarn 0115 Kaxdo20
compyOHUKa Unu KoMaHObI».

BonbLUMHCTBO KOMaHL, koTopble cTaBaT OKR exeMecsyHo, HaumHaoT
MCnonb30BaTh WX Kak cnmcok 3aaad. Ecnm OKR ucnonb3ayetcsa ans nsmMepeHus
peanbHOW LIEHHOCTH, LienecoobpasHo BbibpaTb KadeHUMI0 AN1HON B KBapTar,
MOCKOMbKY, YToBbI NpopaboTaTe MHALMATUBY, M3MEPUTL €€ BIIMSIHWAE W 3aBEPLUMTD
uTepaumto, notpebyetcs spems. MpuMepbl Mbl YBUAUM B NOCIEAYOLLMX raBax.

ScrumTrek, 2019 14



OKR ans HaunHatowmx ®enune Kactpo

OBLWMIM NPUHLMN TAKOW: ANS KOPOTKUX KaOEHLUMN HaKnaaHble pacxodbl Ha
noctaHoBky OKR gomxHbl ObITb MUHUManbHLI. A 6oee AnnHHbIE KageHUUK
NPUMEHUMbI TONTBKO B KOMMAHWSIX C BbICOKMM YPOBHEM NMPeAckasyeMocT busHeca.

TO eCTb, €CINN Bbl XOTUTE BHeAPUTb Y cebs Bonee KOPOTKME LMKITbI, BaM HYXHO
obecneunTb MakcumansHO NpocToit npouecc paspabotkn OKR, nHave Bbl BygeTe
TPaTUTb CAIMLLIKOM MHOTO BPEMEHW Ha NOCTaBKY Lienen.

C Opyroin CTOpOHBI, ecniu Baw 6usHec paboTaeT B YCrOBUSX HeonpeaeneHHOCTH
UK PBIHOK MEHSIETCS CRMLIKOM BbICTPO, AnnHHbIE LKkl OKR 6yayT ans Bac
BecnonesHol.

Ecnu Bbl TONbKO HaunHaeTe cBoe 3HakoMcTBo ¢ OKR, 51 pekomeHayto HavaTb ¢
KBapTanbHbIX TAKTUYECKMX KaAeHLMIA 1 NpoBoaMTL 0030p B CepeanHe KBapTana.
JTO NO3BOMUT BaM Ny4LUe NOHATb 1 aganTupoBaTb Mogenb nog ceds. [ns
OonbLUMHCTBA OpraHu3aLuii Takas Moaesb SBNSETCA BNOMHE paboyen.

Haynute ¢ Oowmx KageHunn

HekoTopble pa3suTbie komnaHu KpemHneBoi [JonuHbl pasaenstoT kageHuum no
(yHKLMAM. Hanpumep, oHu ncnosb3ytoT rogosble OKR ans otgena npogax u
KBapTarbHble ANS NPOEKTHbIX U NPOAYKTOBbIX KOMaHA.

Cnenys UHKpeMeHTanbHOMYy NoaX0AY, St COBETYH0 BaM HayaTb C NPOCTON MOLAENM C
06LWKMMK KaaeHLMSMM 1 pa3BnBaThb €€ N0 Mepe NPUOBPETEHNS ONbITa W 3HAHWIA.

Ecnu e Bbl XOTUTe Cpa3y YCTAHOBUTb Pa3Hble KafeHLUM B Ballien opraHu3aLmm,
BaM HEODX0AMMO MaKCUMM3MPOBATb YMCTO «TOYEK CUHXPOHM3ALMKUY. Hanpumep,
ecriv 0fHa KoMaHIa ucnonb3yeT 4-MecsiuHbIN LMK, B TO BPEMSI Kak OCTanbHas
KOMMNaHWs paboTaeT ¢ TPEXMECSYHbIM, 3TO 03HAYaEeT, YTO BCe BMecTe OyayT
CMHXPOHW3WUPOBATLCA OAMH Pa3 B roA. ITO MOXET CEPbe3HO 0TPa3UThCs Ha 0OLLEM
BblpaBHWBaHUN.
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OKR anst HauynHarowwmx ®enune Kactpo

OKR He
KackagHble

B TpaanLMOHHbIX OpraHn3aumsix LEenu CycKatTCs CBEPXY — KAXETCsl, 3TO POBHO
TO, 4151 Yero CyLlecTByeT opraHuaauus. Llenu cTaBaTcs Ha caMoM Bepxy W
KaCKaaMpYyKTCS BHU3. ATO 0YEHb TUMUYHO W B KOPHE HEMPaBMILHO.

B 4em OCHOBHbIE XapaKTepPUCTMKU KacKagHoOW (BogonagHou) mogenu?

Kackag — 970 HeobpaTUMbI NOTOK, ABUXKYLLMACS CTPOrO CBEPXY BHM3, B3 LMKIoB
obpaTHOW CBSA3W, KOTOPLIN B KOHLIE pa3buBaeTcs O ckanbl — BCE, YEM
WHHOBaLWOHHas Agile-opraHnsaums bbiTb HE XOYET.

KackagHas mogernb sBnsieTcst NoboyHbIM 3ekTOM MUPOBO33PEHNS
KOMaHZOBaHWS ¥ KOHTPOSIA, B KOTOPOM peLUeHns CrycKaTCs cBepxy BHU3. Ham
HY)XHO NPeKpaTUTb Yxe Tak paboTath. NooLwpsante npsamoe obLieHre 1
BM3yanu3aumio — 3TM MHCTPYMEHTbI ropaszo Jy4Lle noMoratT chopMmnpoBaThb
KynbTypy B KOMMNaHUW.

I x0T NocTaHOBKY Lienemn CBepXy BHU3 NOCNeaHee BPEMS 3HAUNTENbHO
nopaboTtanu, Bce paBHO 3TO TPeBYeT CrMLKOM MHOTO BpemeHu. Kak nucan
[xenmc Xapsu:

«[TpaanLmMoHHas Moaenb] — 3TO NoaXo[ CBEPXY-
BHM3, KOTOPbIA 3a4acTyto TpebyeT Hemarno
BPEMEHM, YTODbI AOCTWYb COTMAacoBaHHOCTH.

[TogoTyeTHbIE NMULA CIIULLKOM YacTo 3aBUCAT OT
Lienen cBoMX pykoBoauTenen, 4tobbl ObICTPO
chopMmpoBaTh COBCTBEHHBI MNaH No LEensimy.
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OKR ans HaunHatowmx ®enune Kactpo

A 3Hato rnobanbHble Kopnopawui, B KOTOPbIX MPOLECC NOCTaHOBKM Lieneit 3aHnmarn
4-6 mecsiues. /1 npobrnema He Tonbko B GECNONE3HOI TpaTe MacChl PeCypcoB, HO
TaKKe B TOM, YTO COTPYAHMKM NO NONroaa XmByT 6e3 YeTknX Lieneit.

JTOMY [0JIKHA ObITb Kakas-To anbTepHaTHBa.

BctpeyHas MNocTtaHoBka Lienen

Bor, uto nucan Jlacno bok, 6biBlumin HR-gupektop Google, B cBoei kHure «Pabota
Pynut!y:

«B Bonpocax nocTaHOBKM Lienen HayYHble
UCCNEeAOoBaHMA NOATBEPXKAAIOT TO, O YEM Bbl U TaK
MHTYWUTUBHO AOradblBanucCh: Hannyume Leneu
yny4llaeT npou3BoanTesIbHOCTb. A BeCKOHeYHbIe
Yacbl, B TEYEHWE KOTOPbIX LIEMN Kackagom
OBUXYTCS BHYTPY KOMMaHUu1, HaobopoT,
NPOM3BOAMTENBHOCTU BpeaaT. 3adava
BblpaBHMBAHWA CTAHOBUTCA KpaviHe CMOXHOW U
3aHMMAaET CMULLKOM MHOro BpemeHu. Mol xe
MCNONb3YEM PbIHOYHBIA NOAXO0A;: NMOCKOMNbKY Camble
BepxHue OKR u3BecTHbl BceM, a octanbHble OKR
OOCTYMHbI, CO BPEMEHEM BCE LieSIn CXOAdATCS.
KomaHzbl, KOTopble BbiOMBaOTCS 13 00LLEro
BbIPABHWBAHUS, BUHbI Cpa3y, a HECKOMbKUMU
KPYMHLIMW MHULMATUBAMU, KOTOPbIE KacakTcs
KaXaoro, y»e HECMNOXHO YNpaBnATh HanpaMyt. A
37O BrnonHe paboTaet!»
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OKR ans HaunHatowmx ®enune Kactpo

Bot noyemy s Hanucan lNepsoe Mpasuno OKR ot ®enune Kactpo:

OKR CnocobcTByrT BbipaBHUBaHMIO.

MocTaHoBka OKR — 310 napannenbHbIi NPoLecc, B KOTOPOM KOMaHApb!
onpegensoT ceon OKR B COOTBETCTBUM C LLENSAMU OpraHu3aLmm, a pyKoBoAUTENM
NPOBOAAT WX Banuaauuto. Mpouecc naeT OQHOBPEMEHHO Kak CHU3Y BBEPX, TaK W
CBEpXy BHU3.

OKR YPOBHA KOMNaHWK NOMOratoT KOMaHaam nosy4ymTb YETKOE HarnpaslieHNE U
NOHATb, YTO OHWM MOTYT CAeNatb AN UX BbINONTHEHUA.

Kaxxpast komanaa onpegensiet Habop Taktnyeckux OKR Ha kapTan,
cnocobCTBytoLLMX JocTMxeHuo cTpaterndecknx OKR 1 nposogunt
npeaBaputenibHoe BbipaBHuBaHue no HUM. OKR koMaHg He 063aTenbHO AOMKHbI
Ha 100% cooTtBeTcTBOBaTH OKR KOMMaHWUM — OHK MOTYT Takxe BKNYaTb W
nokaneHble OKR.

MoctaHoBka TakTuueckux OKR

B npouecce noctaHosku Taktuyeckux OKR kaxgon komaHae Heobxoammo
OTBETWUTb Ha A1Ba BOMpoca:

e Kak Mbl MOXXeM nomoyb B gocTtmxeHun Ctpaternyecknx OKR?
e Ha kakue u3 Kntouebix PesynbtaTos, BkoyeHHbIX B CtpaTernyeckne OKR,
Mbl MOXXEM MOBIUSATL?

Taktnyeckumu KnoyeBbiMu Pe3yanaTaMM MOryT ObITb:

e Yactb OKR komnaHum (Hanpumep: komnaHusi npodacm 100, Mosi KomaHOa
npodacm 20).

e [1NOTE3bl UMK CTABKM Ha TO, KAk KOMaHAa NMOMOXET B AOCTUKEHUN
Crpaternyeckux OKR (Hanpumep: Mbi CHU3UM YUCI0 Xanob KrnueHmos u
oXxudaem, Ymo 3mo yeenu4um NPOUEHM NOBMOPHbIX NOKYNOK).

KomaHabl moryT umeThb «nokanbHble» OKR, HO 60MbLIKHCTBO KOMaHAHbLIX Lienen
AomKHO pabotaTb Ha goctmkeHne Ctpaternyeckux OKR.
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OKR ans HaunHatowmx ®enune Kactpo

[MpakTnyeckoe npaswuno — 410 okono 60% OKR gomkHbl onpeaensaTscs KoMaHaou,

CHU3Y BBEPX, TO €CTb, PYKOBOAUTESTIN TOXKE OOJTKHBbI UMETL CITOBO MPU NOCTAHOBKE
OKR.

[0 moemy OnbITY, B 300POBOW OpraH13aLumn U3MepuTb 3TO COOTHOLLEHME
HenpocTo. MNoaTomy 0bbl4HO KOMaHAb! pa3pabatbiBatoT YepHoBUK OKR, KOTOpLIN
oBecyXgarT BMECTE C PYKOBOAMTENAMU. KOMNaHUS MOXET Takke
ctaHgapTuanposatb OKR ans noxoxmx komaHg (Hanpumep: BCEM NPOLYKTOBbLIM
KoMaHgam Heobxoammo paboTaTth Haf YBENUYEHNEM BOBIEYEHHOCTU KITUEHTOB).
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OKR ans HaunHatowmx ®enune Kactpo

KpuTepum ycnexa wu
BUObI KNHYEBbIX
Pe3ynbTaToB

Yro Takoe ycnex?

Ham BceM BaxHO NOHUMaTb, YTO 3HAYUT ObITb YCMELLHbIMM, NO3TOMY KaXaoM
OpraHu3aLum, kaXxaon KoMaHae 1 KaxxaoMy NpoekTy HeobXxoamMo YeTkoe
onpeaeneHue ycnexa.

OpfHako ycnex Ans pasHbIx Jll04en 03HavaeT pasHoe. Ecnu s cnpoluy y Baluei
KOMaHAbl, YTO 119 HEE 3HAYMT YyCrex KoMMnaHuu, TO, CKopee BCEro, nosiyyy pasHbie
OTBETbI OT KaXA0ro 13 y4aCTHUKOB.

[Npu npasunbHom ucnonb3osaHuu OKR nomoratT KoMmaHgam 1 opraHu3aumm B
Lie/ToM onpeaensTb obLyme KputTepum yenexa, NoCKOMbKY OHW yCTaHaBNMBatoT A
Hero YeTk1e 1 U3MepuMble nokasaTtenmu.

OKR He Tonbko 06ecrneymBaeT Hanmumue aTUX KpUTEPUEB, HO TaKKe AenaeT ux
W3BECTHbIMM, AOCTYNHBIMM 1 NPO3PAYHbIMKU ANt APYTUX KOMaHZ, COTPYAHWKOB W
[aXe BHELUHUX NapTHEPOB.

KoHuenuus obLwmx Kputepres ycnexa aensetcs knoyeson npu nocraHoke OKR.
OHa 3acTaBnsieET Hac cnpalumeaTb cebs: a aencTBuTenbHo nu atn Knoyesble
PesynbTaTbl OTpaXatoT TO, Kak JOMMKEH BbIrNSAeTh yenex?
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OKR ans HaunHatowmx ®enune Kactpo

He npeBpawante cBou OKR B cnucku 3agay

MpeacTtaBbTe AOMALLHETO XOMSYKa, KOTOPbIA BEXUT B CBOEM KOMNECe, HO HUKYaa
Npw 3TOM He fBuxeTcs. [1oxoxe N 3T0 Ha TO, KaK Bbl BUAMTE CBOKO KOMMAHWI Ui
KOMaHgy — MHOro paboTbl, MHOIO YCUINIA, HO HUKAKOrO ABWKEHUS K pe3ynbTaTy?

KTo B BaLLeil KOMNaHWUM CYATAETCS YCMELLHbIM — TOT, KTO paboTaeT CyTKW HanponeT
UK TOT, KTO NPUHOCKT pearbHble pe3ynbTathl? Kakyto koMaHay Bbl Bbl xoTenu ans
cebsi — XOMSYKOB C Ky4el HanpacHbIX YCUIMA Unu ntofden, paboTatowmx Ha
pesynbTaT?

Mpun noctaHoBKke OKR cTapantecb OLEHUTD:

e UYTO Bbl M3MEPSIETE: YCUNUSA UK Pe3ynbTaThl?
o Y710 ABNSIETCA KNtoveBbIM Ans Bawmx OKR: uenu unu cpeactea ans ux
OOCTMXKEHUA?

CyLiecTtByeT Ba OCHOBHbIX TMNa Kntoyesbix Pe3ynbtaTos.
1. KnioyeBble Pe3ynbTaThbl, 0CHOBaHHblE Ha [leUCTBUSAX.
3mepstoT 3aBeplueHne 3aad, akTMBHOCTEN, BEX MPOEKTa U NOCTaBoK.

Mpumepbl KntoyeBbix Pe3ynbTaToB, 0CHOBaHHbIX Ha [leCcTBUAX:

Penus 6eTa-Bepcum npogykra.

3anyck BKagKu MOHeTU3aLmu.

Co3gaHue HOBOW TPEHWHIOBOW NPOrpamMsl.
Pa3paboTka HOBOW KamnaHWy Nno nuaoreHepawuu.

KntoueBble Pe3ynbTaThl, OCHOBaHHbIE Ha [eicTBiM, 0BbIYHO HAYMHAOTCS CO CMOB:
3anyck, co3daHue, paspabomka, nocmaska, cbopka, sHedpeHue, onpederneHue,
penus, mecmuposaHue, ho020mMosKa, NaHupPo8aHue.

2. KntoyeBble Pe3ynbTaTthl, 0CHOBaHHbIE Ha LileHHOCTH.

3mepsitoT NOCTaBKY LIEHHOCTM NS OpraHn3aLuy unm ee knneHToB. Knouesble
Pe3ynbTaThl, 0CHOBaHHbIe Ha LIEHHOCTH, U3MEPSIOT pesynbmambi yCnewHo
3a8EePWEHHBIX akmugHoCcmedl.

Mpumepb! KntoueBbix PesynbTaToB, 0CHOBAHHbIX Ha LIeHHOCTW, Bbinu NpuBeaeHb! B
nepBow rnase:
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OKR ans HaunHatowmx ®enune Kactpo

e [loBbicutb 3Ha4yeHne Net Promoter Score c X oo Y.

e [loBblcuTb Repurchase Rate c X o .

o Ynepxusatb Customer Acquisition Cost He Bbiwe Y.

o CHU3MTb NpoLeHT Bo3BpaToB (0Tka3oB) ¢ X% 10 Y%.

o YBENUUNTb CPEAHEE YNCIIO NOCELLEHNN aKTUBHBLIM Monb3osaTtenem ¢ X 4o Y
B HeJenHw.

e YBenu4uTh HeomnaymBaembln (opraHuyeckun) Tpadmk ¢ X ao Y.

e YBEnuWuMTbL BOBMNEYEHHOCTb (YMCII0 Nonb3oBaTenei, 3anosHUBLLMX MPOQUIb)
cXpo.

Krroueson Pe3ynbTat, ocHOBaHHbI Ha LIeHHOCTW, UMeeT CriefytoLLyto CTPYKTYpY:

Yeenuqyumb/YmeHbwums mempuky ABC ¢ X do Y

[ne X — 3T0 MCXodHOe 3HaYeHue (C KOTOPOro Mbl HauMHaeM), a Y — Halua Lesb
(4ero Mbl XOTUM JOCTUYb).

Mpw 3TOM 1Cnonb30BaTh HOPMYNMPOBKY «C X A0 Y» nydllie, Yem nucaThb
N3MEHEHWe B MPOLIEHTaX, NOCKONbKY OHO AaeT 6onbLue uHopmauuy. CpaBHuTe
[1Ba BapuaHTa:

A. TMosbicutb NPS Ha 20%.
B. Mosbicutb NPS ¢ 40 go 48.

BapnaHT A MoXeT COUTb C TOIKY, MOCKOSbKY COXHO CKa3aTb, HACKOSbKO
ambununosHoi aenseTcs Lesb. [osopumM v Mbl 06 yBenuyeHu NPS ¢ 5 0o 6 unm ¢
40 po 487

Opyrumu BapuaHtamu KnoyeBblx Pe3ynbTaToB, OCHOBaHHbIX Ha LIeHHOCTH, MoryT
ObITh:

e CoxpaHuTb 3HaueHne meTpukn ABC Ha ypoBHe X (Kozda MbI xomum
cmabunusuposamb KOHKPEMHY MEMPUKY).

o [locturHyTb 3HaveHne Y ans metpukn ABC (Ecnu mbi co3daem ymo-mo
HOBOE).

Kntoueson Pe3ynbTat, ocHoBaHHbI Ha LIeHHOCTH, He 0Bs3aTenbHO oTpaxaeT
OOCTVDKEHWE KOHEYHOW Lienu KoMnaHum (Hanpumep, U3MEHEHNE BbIPYYKM, NPUOLINK
unu EBITDA), HO OH MOXeT BbITb YaCTbio METPUKM, KOTOPas KOPPESMPYET C TOH,
YTO CO3AaeT LIEHHOCTb.
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OKR ans HaunHatowmx ®enune Kactpo

Bot npumepbl Kntoyesbix PesynbTatos, 0CHOBaHHbLIX Ha [encTsusx, 1
cooTBeTCTBYHOLME MM KrtoueBble Pe3ynbTaThl, 0CHOBaHHbIE Ha LIeHHOCTM.

KntoueBble Pe3ynbTarthl, KntoyeBble Pe3ynbTathl, 0CHOBaHHbIE HA
OCHOBaHHbIE Ha LleHHOCTH
[encteusx
Cosgatb nporpammy e YBENMUUMTbL BOBMNEYEHHOCTb COTPYOHUKOB C
BOBMNEYEHHOCTH XpoY
COTPYAHWKOB
PaspaboTatb 3 HOBblE o CreHepupoBaTb Y MapKeTUHIOBbIX NWOB
LileneBble CTpaHULb (Marketing Qualified Leads, MQL).

e YBenuunTb KOHBEPCUIO NaoB ¢ X 4o Y.

e CHW31Tb CTOMMOCTb NPUBNEYEHUS
knueHToB (Customer Acquisition Cost, CAC)
cXpno.

3anycTuTb HOBbI MPOAYKT o [locturHyTb Y YHWKaNbHbIX Nofib3oBaTenen
B AeHb (Daily Active Users, DAU) ans
BecnnaTtHoit Bepcu.
e [lobutbecs Y% KoHBepcum becnnaTHbX
nosib3oBaTenen B NaTHble,

o [locturHyTb 3HaveHus Net Promoter Score B
Y%.

OKR gonxHbl 6bITb OCHOBaHbI Ha LleHHOCTH

Kak oTMeyanocb paHee, npu npagurnbHom ucnonb3ogaHuu OKR onpegensioT
KpUTEPUM yCnexa Ans opraHu3aLm, KoMaHael U 0TAeNbHbIX CoTpyaHMKoB. OKR He
MOTYT ObITb OCHOBaHbI Ha AENCTBUAX, U AN1F 9TOr0 €CTb TPY NPUYMHBI:

1. Mbl XOTMM, YTOObI Hawwa KynbTypa Obifia OpUeHTUPOBaHa Ha pe3ynbTarT, a
He Ha 3agayw.

2. Ecnu BbI caenany Bce CBOM 3afia4M, HO HUYETro He YNYULWMIOCh — 3TO He
ycnex.
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OKR ans HaunHatowmx ®enune Kactpo

Ycnex — 3710 Bcerga Npo ynyyleHne: KIMeHTbl CTaln NnoanbHee, Npoaaxu
BbIPOCIIN, pacxodbl COKPaTUITNCD. Ecnu Bbl caenanv Bce CBOM 3a4aun, HO 3TO HU K
YEMY HE NPUBENO — 3TO HEJIb3A Ha3BaTb YCNEXOM.

KpuctuHa Yoartke, aBTop u ngenHsin nugep OKR, 04eHb METKO Hanucana B CBOEM
TBUTTEPE Ha TEMY «yCrnexay:

Ycnex — amo He paccmaHo8Ka 2aloyex.
Ycnex — amo pearibHble USMEHEHUS.

[MoaToMmy, BONpeku TpeyronbHUKY ynpasneHus npoektamu (Project Management
Triangle), HeZoOCTATOMHO cAenaTb NPOEKT BOBPEMS, B paMkax TpeboBaHui 1
BromxeTa. [poekT AOMmKeH ObITb cAeNaH YCnewHo, YTo 03HaYaeT AOCTUXEHNE TeX
Lienien, pagm KOTOpbIX OH M3HavanbHO Obln MHULMUPOBAH.

3. Baw nnaH gencTBMmn — BCero Nullb Habop rmnoTes.

MeToponorusa Lean Startup yuuT Hac, 4To naes — 310 runoTesa, eLle He
npoLeaLwas sanuaaumio. Takke 1 B peasibHOM XU3HW: Mbl HUKOTZA He 3HaeM,
NpVBEAET SN HaLLl NfaH K peanbHbIM NONOXUTENbHLIM pesyribTataM U NpuHeceT Nn
OH LIEHHOCTb 414 opraHusaumu. naH encTsum — 310 BCero NuLb CrMCOoK rMnoTes,
MO3TOMY He CTOUT npuBs3biBaTh cBoM OKR K TakuM HenpeackasyembiM CTaBKaM.

[Mpun noctaHoBke OKR KOHUEHTPUPYATECH HA TOM, KyZa Bbl XOTUTE MPUITH, @ HE Ha
CpeacTBax, C MOMOLLbH KOTOPbIX Bbl OyaeTe nepeasuratbCs.

Llenu, KntoueBbie PesynbTathl U UHULMaATUBDI

dokyc Ha LleHHocTn TpebyeT pasgenate OKR 1 3agaymn, koTopble NnaHupyeTcs
caenatb Ans UX JOCTUXEHWS!, YTO NPUBOANT K HEOBXOAMMOCTU TPETLETO
KOMMOHEHTA:

e Lenu: Yero mbl xoTM 0OCTUYL?

e Kniouesble Pe3ynbTathbl: Kak Mbl cobupaemcs namepsitb nporpecc?

e WHuuymatuebl: Y10 MbI COBMpPaemcsa genatb, 4Tobbl 4OCTUYL Hawwmx OKR:
NPOEKTbI, 3adauu 1 AENCTBUS.

BaxHO NOHMMAaTh, YTO HEOOXOAMMOCTb OTCIEXMBATL NOCTABKM MO NPOEKTaM
HWUKyAa He ucyesaet — 6e3 a1oro Mol He gocturHem OKR. Ho ntobble nHnumatysel
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OKR ans HaunHatowmx ®enune Kactpo
— 9TO BCETO NWLLb CTaBKW 1 UX HEOBXOAMMO MEHSITb, ECIIM OHU HE NPUBOAAT K
yNyuLIeHU0 TpebyeMbIX nokasaTtesnen.

HepocTaTouHO NpOCTO caenaTh NOCTaBKY MO NPOEKTY UK MHULMaTHBeE —
HeobXxo4yMO NPUBECTY €€ K YCrexy.

HWKTO He fenaeT NpoeKTbl paau NPOEKTOB, 3a KAXAON MHALMATUBON CTOUT
KENaHUe YnyuwnTb Ty UK MHYK0 METPUKY. M03TOMY, BMECTO TOr0, YTOObI
OTCINeXuBaTh NMOCTaBKW, HYXXHO M3MEPATbL MHOMKATOPbI, KOTOPbIE K3HAYaNbHO
3anyCTUIN KOHKPETHbIN NMPOEKT.

Mepexop ot fencteun K LileHHOCTH

Korga komaHabl Tonbko Ha4ymHatoT cBoe 3HakomeTBo ¢ OKR, B kayecTBe KnoyeBbix
Pe3ynbTaToB OHM 4aCTO BbIMUCHIBAKOT AEACTBUS.

UTo6bI NpeobpasoBatb 3TN AEMCTBUS B LLEHHOCTb, NOAYManTe O NOCNeACTBUSIX, K
KOTOPbIM NPUBEAET YCMNELLHOE BbINOMHEHNE KOHKPETHOW 3aaaun. YTo Byaet
NyYLLUM pesynbTaToM ee 3aBepLueHns?

HekoTopble KOMaHAbl UCMOMNb3Y0T CreayoLLniA WabnoH, YToObI NyyLe NOHATL
XenaeMmble pesynbTaThl:

Ecnu mb1 ycnewHo 3agepwum (3my uHuyuamuey), mo Mol
(Knroyeeol Pesynsmam #1)
(Knroyeeol Pesynsmam #2)

(Knroyeeol Pesynsmam #3)

Mpumep:
Ecnu Mbl ycnewHo 3aBepluMm HOBYHO KaMnaHWIo, TO Mbl
Yeenuyum NPS ¢ 29 do 31%

CHU3UM npoueHm 8o3gpamos ¢ 3.2 00 2.7%

Bbl MoxeTe Takke co3aatb otaenbHble OKR, 4T0ObI M3MEPUTB YCNELLHOCTD
KOHKPETHOW NMPUOPUTETHON UHNLIMATMBBI:
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YcnewHas murpaumst nnatgopmel;

e CHuM3NT 3aTpaTbl HA NOAAEPXKKY MHAPACTPYKTYpbl C X 40 Y.
e CoXpaHWT JOCTYNHOCTb B Npouecce murpauumn Ha yposHe 99,99%.
o COXpaHuT BbIPYYKy Ha ypoBHe $ X.
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HaCKONbKO
aMOULINO3HbIMU

NOMKHbI ObITb
Bawn OKR?

AMOMLMO3HbIE LIENM SBMAKTCSA HACTONBKO BAaXHbIMU, YTO B AOKYMEHTE «[lecaTb
BELLiei, KOTOpble Mbl 3HaeM HaBepHska» 0T Google MM NOCBSILLEH OTAENbHbIN
NYHKT:

«MblI cTaBuM cebe Lienu, KOTopbIX NoKa HEe MOXEM

[0CTUYb, MOCKOMbLKY, ECIN Mbl OyAeM TAHYTbCS K
HUM, TO NPOABUHEMCS Aanblue, YeM OXuaanmy.

AMBULIMO3HBIE LIENK TaKKe Ha3bIBAIOT pacTaruBatoLLmmmn. Ho 4to B
[EACTBUTENBHOCTM 03HAYaET pacTsar1BatoLLas Lenb?

AHanorus ¢ pacTsKKou
[aBaiTe nogymaemM 06 OCHOBHbIX XapakTepUCTUKAX PACTSKKU:

e B0 Bpems pacTsXKu Bbl YyBCTBYETE ANCKOMAOPT UNW Aaxe Nerkyto
Bone3HeHHOCTb. PacTsikka BbIBOAWT Bac U3 30HbI komdopTa.

e PacTaxka MOXET Bbl3blBaTb ANCKOMAOPT B NpoLiecce, 0O4HAKO Nocre Hee Bbl
yyBCTBYeETE cebs nyyle.
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e lloes pacTsiKkM COCTOUT B TOM, YTOObI JOTSAHYTLCS 40 MECTa, A0 KOTOPOro,
KaK Bbl 3HaeTe, OTAHYTLCS He MOXeTe. HO Bbl BbIHYXOEHbI MbITaTbCS
KOCHYTbCS CBOMX HOCOYKOB, JaXe €CN 3HaeTe, YTO 0 HUX He JOTAHETECH.

e 3aHUMasACb PerynspHo, Bbl HAYMHAETE JOTAMMBATLCS Aarblle, Yem ecni bbl
He 3aHMManu1Ccb PacTSXKKOW. Bbl BCE eLLe MOXETE He A0CTaBaTh A0 CBOMX
HOCOYKOB, HO Y€ MOXeTe JocTaTb Tyaa, A0 Kyda paHbLLe He MOrnK.

e U X0T4 pacTsikka npeanonaraeT OLWyLLeHne AMCKoMGopTa, He CTOUT
HaapbIBaThb MbILLLbI M TPaBMUMPOBATL cebs. Bbl MOXETE CTPEMUTLCS CTaThb
kak XKaH Knog BaH [Jamm, HO Ha 310 noTpebyeTcs Bpems.

Kak aTo Bce NpMmMeHUMO K NOCTaHOBKE Lenen?

Ecnu geTanbHo paccMOTpeTb 3Ty aHANor1, MOXHO CKasaTb, YTO pacTarMBatoLLme
Lienu — 370 Lienu, KOTopble:

e BbIBOAT BaC M3 30HbI KOMdhopTa.

e 3acTaBnsAT Bac UATK TyAa, Kyaa, Kak BaM KaxeTcs, Bbl JOUTU HE CMOXeTe
(No KpanHen Mepe cenyac).

e 3aCTaBNAOT BaC AOCTUraTb TOTO, YEro Bbl PaHbLLE HE MOTTIN.

e [lomxHbI ObITb TPYAHBIMK, HO HE HACTONMBKO, YTOOLI HABPEAUTL UNNA
0EeMOTVBMPOBAT.

BocnpuHumaniTe pacTsriBatoLme Lenm kak To, YTO 3acTaBUT KOMaHay
NepecMaTpmBaTh CyLLECTBYIOLME MeTOAbLI paboTbl, NOAHUMATbL TPYAHbIE BOMPOCHI
W BECTU HENPOCTble 00CY)XAEHMS!, KOTOPbIX paHbLLe u3beranu. PactarueatoLme
Lienn 6pocatoT KOMaHAaM BbI30B, YTOObI NPOBEPUTH, KaK AANEKO OHU CMOTYT 3aiTH.

B otyeTe, cobpasluem pesynbTaThl 35-NETHErO ONbITa UCCNEea0BaHNUN,
OCHOBOMOSIOXHWKI TEOPUM NOCTAHOBKM Lienen 3asuH J1okk n ['apu Jlatam npusogst
Hayy4Hble [oKasaTeNbCTBA TOr0, YTO «CaMble BbICOKUE U CMOXHbIE Lenn NpuBOAAT K
MaKCMManbHOMY YPOBHIO OTAaum 1 MPOU3BOAUTENBHOCTUY.

Kak nucan Iappw Nenox B npeancnosum kK «How Google Worksy, ntogen
HENPOCTO 3aCTaBUTb MbICIUTb LIKPOKO, @ CMENbIE LMW — KIOY K PELLEHUIO 3TOM
3ajauu:
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«[KomaHfbl] CKNOHHbI CYMTaTh, YTO caenaTb YTo-TO
HEBO3MOXHO, BMECTO TOr0, YTOBbI... MOHATb, YTO
e peanbHO BO3MOXHO. Bot noyemy B Google mbl

HaHWMaeM Nnogen ¢ He3aBUCUMbIM MbILLMIEHNEM U
VAENSEM TaKOe BHUMAHWE NOCTaHOBKE BOMbLLX
Lenemny.

Asnsarotca nu 70% HoBbiMK 100%?

B cTaBLieMm yxe Knaccukon Buaeo, pacckasbiBatolem 06 OKR, Puk Knay rosopur,
4TO:

Am6uyuo3HbIe yenu Go/mkHbI 8bi3bieamb oulyweHue duckoMghopma.

«[lpasunsHasay wkana docmuxeHusi OKR Haxodumcs 20e-mo Ha yposHe 0.6- 0.7,
peaynspHoe docmuxeHue 3Ha4eHus 1.0 208opum o0 mom, 4Ymo uenu
HedocmamoyHo ambuyuosHbl. [Jocmueas 1.0, 8b1 He cosepuwiaeme npopbI8 — 8kl
npocmo nepecmpaxoebieaemecs.

YTBepxaeHue Knay Bbi3biBaeT Bonpoc: ecn 70% sBnseTcs npueMnemMbiv
pesynbTatoMm, He cTaHyT 1 70% HosbiMu 100%?

Takasi npobnema BO3HUKAET, TONLKO ECIIM KOMaH4a HE YMEET pacTarmBaThbCs.
[Mo3soneHune cebe Lenm B 70% — 310 Kak kacaHue Horv 6e3 NonbITKN LOTAHYTHCS
[0 CTON — 370 BOOOLLE He pacTsxka. Bea naest pactarvBatoLLen Lenu CocTouT B
TOM, 4T0BbI cTapaTbes goctnib 100%, aaxe ecnm 6OMbLUY YaCTb BPEMEHM Bbl
NOHMMaeTe, YTO BaM ee He J0CTWYb.

MpbDKOK Ha KPbIwWy Unv nonet Ha JlyHy?

Tun OKR, o koTopbix rosoput Knay, HasbiBaeTcs «lonet Ha JlyHy» (Moonshots).
Ha npakTtuke xe cywectayeT BTopon Tin OKR — «[pbikok Ha kpbiwy» (Roofshots).
Tabnuua Huxe onuckiBaeT 0ba BapuaHTa.

ScrumTrek, 2019 29



OKR ans HaunHatowmx ®enune Kactpo

Monet Ha JlyH MpbIKOK HA KPbILL
e PacTtarusatoLme Lenm. e Llenu, koTopble ABNAOTCA
e Pacnonaratotcs 3a rpaHuuen Toro, CMOXHbIMMW, HO LOCTWXUMbIMM.
YTO KaXXeTCst BO3MOXHbIM. e Ycnex o3Ha4aeT JOCTUKEHME
e YCrnexom cyUTaeTcs JOCTMXKEHME 100%.
60-70%.

«MoneTbl Ha JlyHy» — ocHosononaratwwue 6noku OKR, Tpebytowme ot
OpraH13aLyy BbICOKOTO YPOBHS 3penocTu. [1o Moemy onbITy, Takue Lenn MoryT
NPOBOLMPOBAThL CIEAYHOLLME CIOXKHOCTY.

OHu MOryT AéMoTnBMpoBaTb KOMaHAY

[Trogsam HpaeuTca gocturath Lenu, a goctmxkenne scero 60% cnocobHo
L0EMOTMBMPOBAThb, 0COBEHHO NoHavany.

HepoctaTok 0TBETCTBEHHOCTHN U npuBepPXXeHHOCTHn

«lonetbl Ha JlyHy» MOryT BOCMPUHUMATLCS HEBEPHO U CO3aaBaThb KynbTypy, B
KOTOpOW BOOOLLE HE HAaao AocTuraThb Lenen: «[la kakas pasHuua, 1o xe
pacTarveatoLlas Lenby.

Mpo6Gnembl ¢ COrNacoBaHHOCTLI

«MoneTbl Ha JlyHy» MOryT NpoBOLMPOBaThL NPoBeMbl C COrnacoBaHHOCTLIO Y
He3aBMCUMbIX KOMaHA, 0CODEHHO ecrnn OHW ucnonb3yoT Kntovesble PesynbTtaThl,
OCHOBaHHble Ha [lencTBuK: ogHa KoMaHaa OyaeT xaaTb Yero-To OT ApYron, HO
BTOpas He ByaeTt cnocobHa aTo NPEAOCTaBUTb, MOCKOMNBKY OHO HAXOAWUTCS 3a
npegenamut ee TekyLen pacTsxKu.

BOT 414 Yero CyLLecTBYHOT «MPbIKKK HA KPbILLY», KOTOPbIE UCMOMb3YHTCA
HeCKomnbKUMM kKoMaHZamn B Google Hapagy ¢ «nonetamu Ha JlyHy». Mue HpaBuTCS
noaxoa, Npu KotTopom Ans kaxaon OKR cTaBUTCS OAMH KKOYEBOW pesynbTaT Tuna
«nosneT Ha JlyHy», B TO BpeMSs Kak OCTarbHble SBAKTCSA «MPbPKKAMM Ha KPbILLY .

A HacTosATENbHO COBETYH) BaM Ha4YMHATh TOMbKO C «MPbIKKOB Ha KpbiLly». YTo0bI
PasBUTb KyNbTYpY, OPUEHTUPOBAHHYIO HA pe3ynbTaT, HAYHUTE C OPUEHTALMM Ha
OOCTMXMMBIX Liensix. W 3aTem, koraa KynbTypa cTaHeT 6onee 3pernoi, Bbl MOXeTe
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Pa3BMBATLCA B CTOPOHY «MOMNETOB Ha JIyHY» 1 HAYMHATb UCCrenoBaTh BONPOCHI,
KaK Janeko MOXET 3alTu Ballla opraHu3aLius.
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OKR - 310, Npexzae Bcero, MHCTPYMEHT corniacoBaHHOCTU. OgHaKo,
COrnacoBaHHOCTb MOXET NOSIBUTLCS TOMBKO NPY YCMOBUM OPraHn30BaHHOIO
ananora Mexay KoMaHaamm OTHOCUTESIbHO NPUOPUTETOB 1 B3aUMHbIX
3aBMCUMOCTEN.

CosgaHue OKR B nsonsuum, 6e3 B3aMMOAENCTBUS C OKPYXXEHUEM, ABMSETCS
pacnpoCTPaHEHHON OLLMOKON, KOTOpas YacTo MeLIaeT KOMaHAaM JA0CTUraTb CBOMX
Lenewn:

e OKR B 3TOM Ccfyyae He SBNATCSA afekBaTHbIMU, TaK Kak He OTpaxatoT
NpUOpPUTETLI HEOBXOAUMBIX FPYNN.

e [loctaBneHHble OKR SBRSIOTCS CIMLLIKOM ONTUMUCTUYHBIMK, TaK Kak MCXogsT
N3 CyObEKTMBHOMN OLIEHKI BPEMEHM, TpeOYEMOro TPETbUM NunLiaM, 4ToObI
NpoBEeCTM Heobxoanmoe AenNCTBME (TPETbS CTOPOHA CKopee BCero unm byaet
[enatb Bce AoMblUe, YeM 0XMUOAN0Ch, NN HAYHET CMIULLKOM NO34HO, YTOObI
ycrneTb NonyYnTb pe3ynbTat B TeYeHMe KBapTana).

UT006bI N30exaTh NogobHbIX owmbok, OKR ncnonb3yeT Tpu mexaHusma
BbipaBHUBaHUS: MNpo3payHocTb, Obume OKR u BecectopoHHss CornacoBaHHOCTb.

[Mpo3payHOCTb

OKR gocTynHbl Ha BCEX YPOBHSAX KOMNAHUK: Y K&XA0ro COTPYAHMKA €CTb AOCTYN KO
Bcem OKR u Tekywmm pesynotatam. Ecnu y Bac ectb Knroueson PesynbTart, o
KOTOPOM He JOMKHbI 3HaTb OKPYXatoLLme, OH MOXET OCTaTbCS BaLUM JINYHbIM,
ofHako, nogaenstoLlee 60nbWMHCTBO Balmx OKR gomkHbI ObITb Ny6IMYHbIMMN.

Mpo3payHOCTb CrOCOBCTBYET BbIpaBHUBAHMIO, OCKONbKY, ECNM 0AHA 06MnacTb
bu3Heca BblbMBaeTCS 13 0BLLEr0 BbipaBHUBAHWS, 3TO OyAET Cpasy 3aMeyeHo
KOMaHAaMM 1 UCTPaBIeHo.
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Oobwume OKR

Ob6wwwe OKR sBnsaoTca camblM 3QMEKTUBHBIM UHCTPYMEHTOM NS BblpaBHUBAHUS
MeXay KomaHgamm unu otaensHbIMu dyHKumamu. B obwmx OKR e unu 6onee
KOMaHAab! pasaenstot ogHu u Te xe Llenu n Kntouesble PesynbTtaTthl, paboTas npu
9TOM C pasHbIMU NPOEKTaMM.

KomaHnge! Mornmn 661 popmynmposaTtsb cBon OKR, ncxoas u3 Kakon-To eanHow
3afja4n, Ho 3TO MOXET NPMBECTU K noTepe dhokyca Ha peanbHoi Lenu. Bmecto
9TOro KoMaHbl cCoBMeCTHO cTaBAT 06wwme OKR.

Hanmnyune obwmx OKR aBTOMaTUYecKkn cosnaeT BUPTYasbHYK0 KOMaHAy, KoTopas
perynsipHo cobupaetcs, YTobbl CUHXPOHM3MPOBATLCS W OTCREXNBATL PE3yNbTaThl
N MHULMATMBBI B TeYeHKe Bcen npoaomkutensHoctn OKR.

B kayecTBe npumepa pacCMOTPVM NPOLYKTOBYIO KOMaHAY, KoTopas XoueT
3anycTuUTb HOBbIN NPOAYKT, Ans Yero TpebyeTcs, 4Tobbl kKOMaH4a NnaThopMbI
pa3paboTana HOBbIN (PYHKUMOHAN, @ AenapTaMeHT No pa3BuTuo brusHeca
noanucan 4OroBOPEHHOCTH C NapTHEPAMM MO KOHTEHTY.

LUenb:
YcnewHo 3anycTuTb NPOPbIBHOW NPOAYKT.
KnioyeBbie PesynbTathl:

e lmetb 500,000 DAU ansa 6ecnnaTHon Bepcuu.

e [locTub 5% KOHBEPCUM B NNaTHbIE NOMb30BaATENMN.

e [loctnyb 3Ha4eHns Net Promoter Score B 35%.

e MeHee 5 KpUTUYHBIX UK BriokupytoLLnx 6aros.

e [locTnyb kak MuHUMYM 40% 3HaueHust pasgeneHus npubbinm ¢ 5
napTHEPaMW MO KOHTEHTY.

BmecTo T0ro, Ytobbl MMETb 3 pasHble Lenu, JOCTUKEHNE KOTOPbIX MOXET He
npuBecTn K Tpebyemomy pesynbTaty aAns busHeca, komaHabl paboTatoT ¢ O4HUM
Habopom OKR. Y kaxaoi KoMaHabl €CTb CBOM UHULMATMBBI M CBOM MPOEKTHI, HO
BCE OHM pasgensoT obwme OKR, 4TO 03HaYaeT, YTO OHU UMEIOT 0BLLE KpUTEPUM
ycnexa.

ScrumTrek, 2019 33



OKR ans HaunHatowmx ®enune Kactpo

B TeyeHwne Bcero nepuoda atnx OKR komaHabl Bcex Tpex obnacten byayt
perynspHo BCTpeYaTbCst, YToObl 0TCNeanTb Nporpecc.

BcectopoHHAA CornacoBaHHOCTb

OpHon 13 Npobnem kackaaHoi MoAenu ynpaBneHns SBNSETCs TO, YTO OHA
KOHLIEHTPUPYETCS HA BEPTUKANBbHOM BblpaBHUBaHUM: Y6eanch, YTO TBOM Lienu
COOTBETCTBYHT LieNsiM TBOEro HavanbHuKa, KOTOPbIe COOTBETCTBYHOT LIENsIM €ro
Ha4anbHKKa 1 T.4. — 3TO CO3AaeT KONoALbl.

OKR e ctumynupyet cornacoBaHHOCTb Ha 360 rpagycoB — BBEPX, BHI3 U B
CTOPOHbI, YBupas TYHHENW 1 paspeLuas B3aMMO3aBUCUMOCTMW.

KomaHAabl MoryT peLuaTb B3aMO3aBUCUMOCTM YePE3 KOHCTPYKTUBHBINA Auanor:
eCnn 0fHOM KoMaHe TpebyeTcst YTO-TO OT APYroM, OHW MOTYT 00CYANTL 3TO U
YCTaHOBUTb NpuopuTeThbl Ans 0buwmx OKR, unu aaxe oTNOXNUTb KOHKPETHYHO
MHULMAaTMBY [10 CNeaytoLLEero KBapTana.
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OTcnexnsaHue
DE3YNbTATOB C
E)XXeHeaerbHbIM

Check-In

He ctout npespalyatb Bawm OKR B HoBorogHue obellanust. Ytobbl OHK
OeNCTBUTENBHO 3apaboTanu, ux HeobxodMMo caenath YacTbio paboyero npolecca
KaXaoi 13 komaHg, ¢ nomoLLbto ExerenenbHbix Check-in.

Check-in — 310 KOPOTKWI pUTyan Ans OTCeXuBaHWA pe3ynbTaTos. Y Hero Het
3afjauv yBENMUMTL ynpaBrieHYeckne pacxombl UIn YACTO PerynspHbIX COBELLaHMN,
HaobopoT, ero uenb — caenaTb MMEKLLMECS coBellaHns bonee apGEKTUBHLIMY
Unu gaxe n3baBUTLCA OT YaCTW U3 HUX.

OTcnexuBaHve pesynbTaTtoB He0OX04MMO NPOBOAUTL Kaxayko Hedento. Ecnv Bl
CTaBWTe LieNn Ha rof, TO OTCIIeXuBaTh ABMKEHNE K HUM MOXHO U XeMECSYHO, HO
B cnyyae ¢ kBapTansHbiM OKR Check-in 4omkHbI NpoBOAMTLCA Yalle.

BcTpeun gomkHbl ObITb KOPOTKMMU, He Bonee Yaca. A paboTan ¢ gecatkamu
KOMaHL ynpaBneHLes, 1 UM BCEM YAaBanoch YNoXuTbCs B Yac, 0bblvHO aaxe B 30
unu 40 MuHyT. KoMaHgaHble e BCTpeun 06bIYHO ANIATCA elle MeHbLLe, C
HEKOTOPbIMU KOMaHAaMu Mbl MPOBOAMAN 15-MUHYTHbIE stand-up BCTpeuwm.

ExeHenenbHble Check-in — 310, noxanyn, Cambl MOLLHbIA UHCTPYMEHT, YTOObI
caenatb OKR YacTblo KopnopaTUBHOW KynbTypbl.
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[Mpn aTOM ANs ycnexa MeponpusTUs KOUTUYECKN BaXXHO MMETb NMPaBUSIbHbIN
HaCTpOM:

o [IBmxeHue kK OKR BmecTo 06¢cyxaeHua npodnem. MHorne komaHzbl
NPOBOASAT PerynspHble BCTPEUM, HO YalLe BCErO Ha HUX 0bcyxaatoTes
TeKyLme npobnembl, a He cnocobbl JOCTUXeHNs pesynbTaToB. Check-in
NOMOratoT U3MEHUTbL 3TO, TaK KaK HaunHatoTCs ¢ namepeHnst OKR.

o DoKyC Ha yny4lieHUn pe3ynbTaTtoB BMeCTO onpaBaaHuid. Llenb Check-in
— 06CyanTb, KaK yNyuWwuTb NokasaTtenu, a He nyckatbesl B 00bACHEHMS TOrO,
NoYeMy Hallu TekyLime pesynbTaThl Janeku oT naeana.

3abyabTe npo «CKOPUHM»

O6wwit noaxoa k OKR BKoYaeT NpakTUKy CKOPUHra, Koraa B KOHLe KBapTana
kaxaoMmy 13 KntoueBblx Pe3ynbTaToB BbiCTaBnseTcs oLUeHka. OLeHKM 00bIYHO
Bapbupytotcst o1 0 go 1.0, ¢ oxugannem B cpearem 0.6-0.7.

Mo MmoeMy onbITy TaKoM NOAX0A UMEET HECKONLKO Npobnem:

e Onpepnensas OKR B Havane kBapTana v OLUeHMBas MX TONMbKO B KOHLIE, Bbl
oBbpekaeTe cebsi Ha nopaxeHne. bes perynspHoro N3MepeHnst U 4eNCTBuni,
HanpaBIIEHHbIX Ha yNy4lleHne, UMdpbl He 3MEHATCS. [IBMKEHME K LEenn
obecneunBaeTcs TONbKO perynsapHeiMu Check-in.

e bOMNbLIMHCTBO KOMAHA BNaaatoT B CTYNOP OT NPOLIECca OLEHKM, NOCKOMNbKY OH
SBNSAETCA 04eHb CYyObEKTUBHBIM (0.5 — 3TO 4TO?»).

e Ecnu Bbl nonpobyeTte caenatb OLEHKN 0BBEKTUBHBIMU U 3apaHee, B Havarne
KBapTana, onpegenute, 4to ecTb 0.3, 4yto 0.7 v Tak ganee, Bbl YCNOXHATE
npouecc B 3-5 pa3. [ns kaxaoro u3 KnoyeBbix Pe3ynstaToB Bam
Heobxoaumo byaeT onpedenuTb OT 3 40 5 YPOBHEMN €ro AOCTUKEHUS, YTO
TOYHO HE YNPOCTUT BaM XMN3Hb.

e CKOPUHr NpakTn4ecky He 4obaBUT Bam NOMb3bI, ECMK Bbl UCMONb3YETE
Kntouesble Pe3ynbTaThbl, 0CHOBaHHbIE Ha LIeHHOCTM.

[MoaTomy Moi coBeT — 3abyabTe 0 ckopuHre. McnonbayiTe Knovesble PesynbTarthl,
OCHOBaHHble Ha LieHHOCTW 1 NMPOCTO 13MepsinTe UX. ATO He TOSBbKO YNPOCTMUT XM3Hb
KOMaHZaM, HO U1 CYLLeCTBEHHO CHM3NT BpeMs Ha noctaHoBky OKR.
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Ctpyktypa Check-in

3a CBOK Kapbepy s y4acTBoBasn B coTHsAX Check-in B ponu koyya. A
9KCMNEepUMEHTMPOBAN C Pa3HbIMK NOAXOAAMM W MOHAN, YTO camast A eKTUBHAS
Mmogaenb Check-in BKNtoYaeT YeTbipe anemMeHTa, OnNUcaHHbIX B TabnuLe HUXe:

Mporpecc OKR CteneHb YBepPeHHOCTH

U0 M3MeHMNOoCk Nno C ToMn nHopmaLmen, KoTopas y Hac ecTb
KrntoueBomy Pesynbtaty ¢ cenvac — HacKombKO Mbl YBEPEHbI B TOM, YTO
MomMeHTa nocnegHero Check- OOCTUrHEM LLENEBOro 3HaveHus Kroyesoro
in? PesynbraTa?

UTo TOPMO3UT KOMaHay? UTo mMbl cobupaemcs caenatb, YToObl YnyyLInTb
pesynbTathbl?

B xoge Check-in komanaa obcyxaaet kaxapblit n3 Knouesbix PesynbTaTos B
KOHTEKCTE YeTbIPEX ANEMEHTOB 3TON TabnuLbl.

Mporpecc OKR

Check-in HauMHaeTcs ¢ AaHHbIX. KakoBo TekyLuee 3HadeHne Knoyvesoro
PesynbTata? Uto nameHunocs ¢ npowrsoro Check-in?

CteneHb YBepeHHOCTH

Ecru nporpecec OKR 0TBeYaET 3a KONMMYECTBEHHbIE XapaKTePUCTUKK, TO CTENEHDb
YBEPEHHOCTU nobaBnsieT kKayecTBeHHbIE. Yero He OTpaxakT MMerLnecs OaHHbIE?

MoxeT, Kakasi-To BaxHasl WHUUNaTUBa OTCTAET OT niiaHa Unn eCtb PUCK NOTEPATb
OAHOro K13 KIMt4EBbIX KNEHTOB? MK Kakas-To 13 runoTes He npotuna BaJ'II/I,D,aLl,VI}O?

UTo0bl ONpeaenuTh cTeneHb YBEPEHHOCTH, KoMaHae He0OX0AMMO OTBETUTL Ha
cneayoLmMin BoNpoc: ¢ moli uHghopmayuel, Ymo y Hac ecmb ce200Hs1, HAaCKObKO
MbI y8epeHbl 8 MoM, Ymo docmuzHeMm Kaxdo2o OKR?

HekoTopble KoMnaHwuy 4ns U3MEPEHNs CTENEHN YBEPEHHOCTU UCTIONbL3YIOT LKany
ot 1 #o 10, oaHako, Kak u ckopuHr Ans KnoyeBbix Pe3ynbtaTos, 370 MOXeT
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BbI3bIBATb MHOO BOMPOCOB. [103TOMY 5 pEKOMEHAYIO NCMONb30BaTb TPU YPOBHS,
ucnonb3ys useTa (3eneHbin, Xentbin, KpacHbin) unu amoumn (Becenoii,
OBecnoKoeHHbIN, [PyCTHBIN).

CrteneHb YBepeHHOCTHU OnucaHue
Mbl OXnaaem, 4To AOCTUTHEM LIENM.

ECTb pUCK, 4TO Mbl HE JOCTUTHEM LIENIU, HO Mbl BEPUM,
4YTO CrpaBUMCS.

- Mbl He BEpUM B TO, YTO AOCTUTHEM LIENN, ECIN TOMNbBKO
He Bblbepem Apyron noaxoa.
[1Ba BaXHbIX MOMEHTA NPO CTENEHb YBEPEHHOCTY:

e OT0 OTNWYHAs TEXHUKA ANS BbIpabOTKM COrmacoBaHHOCTU, KOTOpast MO3BOMUT
BaM ObICTPO BOBMEYb B MPOLIECC BCEX Y4ACTHUKOB. [uanor urpaeT 3gech
KMIOYEBYIO POMb U BaXHO, YTODLI BCE YNEHBI KOMAHAbI y4acTBOBaNM B
obcyxaeHuu.

o KpacHbIn (Mnn «rpyCTHbINY) HE 03HAYaeT, YTO KOMaHAa MOXeT caBaThCS.
JTO 03HAYaeT TOMbKO TO, YTO KOMaHAe He0bXx00UMO USMEHUMb NOOX00.

MpenarcTeus

Uto TOPMO3UT KOMaHAY? ECTb N KaKon-TO BHELHMI (DaKTOP, YCTPaHMB KOTOPLIN,
MOXHO JOBUTLCA NyYLwmnX pesynbTaTos?

Hanpmmep, KOMaHOe MoryT BbITb HY>XHbl HOBbIE WUHCTPYMEHTbI TN UX
3alepPKMBAET NMPOEKT, KOTOPbIM 3aHMMAETCA Apyrasa KoMaHaa.

WHuumnaTmBebl

UT0 Mbl cobupaemcs caenatb, YToObl yNyyLlnNTL pesynbTaTbl?

[TomHUTE, YTO BE3aenCTBIE HU K YeMy He npuBoaunT, 1 4To Check-in — 310 He
TONbKO M3MepeHne Ludp. Ytobbl ynyuwnTb Bawm KnoyeBble PesynbTtaThl, Bam
HYXXHO 4TO-TO Aenartb. Vnu, kak rosopun [oHanb PeiiHepTceH:

ScrumTrek, 2019 38



OKR ans HaunHatowmx ®enune Kactpo

«Ecnw Obl n3mepeHue camo no cebe peluano

npobnemy, Nokyrnka BeCcos rnomorarna ool
NOXYAETbY.
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BoT npumep Toro, kakum mor bbl 6b1Tb Tnosow Uukn OKR:

1. B Hayane roaa komMnaHus onpeaensieT Habop BbICOKOYPOBHEBbIX
cTpaternyeckux OKR — npeanoyTMTensHO, CNONb3yst BBOAHbIE AaHHbIE OT
KOMaH.

BaxHo noHumartb, 4to ctpaterndeckme OKR ans opraHusaumm He 4OMKHbI
CTaBUTbLCA TON-MEHEMKMEHTOM B M30M5LMN, 6e3 BBOAHbIX AaHHbIX OT KOMaH4. B
ctaTbe noa 3aronoskoM «Ctout nu Bam PaspabatbiBath CTparternto Tak xe, Kak
Bbl PaspabatbiBaeTe MporpammHoe Obecneyenne?» Kent Mak®apnang
OMUCLIBAET MOAENb TOr0, KaK co3aaTb NPopaboTaHHY U rOTOBYK K MCMOMTHEHWIO
cTpareruio:

Exxe0HeBHO Ha pasHbIX YPOBHSIX KOMNaHUU co8epLuaomcs COesKU, Komophble
8/1USIOM Ha ee cmpameauyecKull ycnex, Noamomy npouecc 00/mkeH cobupame
uOeU CO 8CEX Y20ITKO8 OpaaHu3alUL, a He MorbKO 0m ee Mon-MeHedXMeHma.

2. [lanee komaHaa Ton-MeHeKMeHTa cobupaeT OT KoMaHg 0bpaTHyH CBA3b U1
Banuampyet OKR komnaHuu.

3. KomaHab! pa3pabartbiBatoT cobeTBEHHbIE TakTuYeckne OKR, ucnonbays
[BYHanpaBneHHbIN NMOAX0M, ONUCaHHbIN BbiLUe.

4. KomaHbl BbISBNSAKT B3aMHbIE 3aBUCUMOCTY 1 0becneymBatoT
COrnacoBaHHOCTb C APYrMMKU KOMaHgamMn 1 UHULKUaTUBaMi.

9. KomaHab! opraHusytoT exxeHegenbHble check-in ansg oTcnexumsaHus pesynbTaTos
N UHULMATKB.

6. [ins komnaxHun, ncnonb3yrwmx keapTaneHele OKR, pekomeHayeTcs npoBoaUTb
0630p OKR B cepeauHe kBapTana.

ScrumTrek, 2019 40



OKR ans HaunHatowmx ®enune Kactpo

7. B KOHLUe UmMKna Bbl MOXeTe NPOBECTU BbICTPY0 peTpocnekTusy/obCyxaeHne
MOMYyYEeHHOro OMbITa, YTOBLI NEPeNTM K HOBOMY LMKITY.

PeTpocnekTuBy NpoLle BCEro opraHn3oBaTth B popmaTe «HavaTb-NpekpaTuTb-
npogonmkaTby. B 9TOM MOAENM OT KaXaoro YneHa kKoMaHabl TpebyeTcsa onpeaenuTb
KOHKPETHbIE BeLUy, KOTOpble KOMaHae cTouT: Havate genato / [Npekpatute Aenatb
/ MpogonxaTb genarb.

OKR, koTOpble He BbInn OCTUIHYTLI, MPOXOAAT NEPEOLIEHKY N MOTYT BbITb
BKMIOYEHbI B CReayoLWmMA LMK U BOOOLLIE UCKMOYEHbI, ECIIM OHU NOTEPANH
aKTyarnbHOCTb.

HekoTopble KoMnaHuM NoHMMatoT Llenb kak «BuagHMe», K KOTOPOMY KOMNaHWS 1
KOMaHZbl JOMKHbI NPUNTK Yepes Kakoe-To Bpemst, noatomy Llenn moryt
nepeTekaTb 3 OQHOTO KBapTana B Apyron. Tak, Luenb «PagoBaTb HaLmX
KrineHTOB» — 9TO TO, YUTO KOMMAHKS MOXET UCMOMNb30BaTb HECKOMNBKO KBapTanoB
noapsaa, onpenenss Hosble Kntoyesble Pe3ynbTaThbl B KaXO40M TaKTUYECKOM LMKITE.

HekoTopble u3 KrnoyeBbix Pe3ynbTaToB TOXe MOryT COXPaHATLCA Kakoe-TO Bpems,
MEHATLCS ByayT TONbKO KX LeneBble 3HaveHus. Metpukn Bpoge Mpubbinun unu Net
Promoter Score npucyTcTBOBaNu NOYTH BO BCEX KBapTanax BO BCEX KOMMAHMUSX,
KoTopble A BcTpeyan. OaHako, 3Ha4YeHus1, KOTopble Kaxaas komaHaa byaert
MCnonb30BaTh B KAYECTBE Liefien, OT LUMKNa K UMKy OyayT MeHATLCS.
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[ louemy cnegyet
pa3nensatb OKR «
NpeMun

OKR — 3T0 MHCTPYMEHT yNpaBeHus, a He OLEHKM nepcoHana. MoatoMy BTOpon
npuHumn peitmeopka OKR rnacut: «Pasgensinte OKR 1 noowwypeHune, nosbIweHMe
COTPYLOHWKOBY.

Kak nucan 9uau Npoys u3 Intel:

«[OKR] - 370 He topuanyeckn 4OKYMEHT, Mo
KOTOPOMY HY)XHO NPOBOANTL aTTeCTaLIo

nepcoHana, Ho OHW JOMKHbI ObITb OAHUM 13
NCXOAHbIX AaHHbIX, JAOLWWUM NpeacTaBnexHune o
KayecTBe paboTbl COTPYAHMKAY.

Puk Knay nucan:

«OKR He 9BNA0TCA CUHOHMMAMM OLIEHKM
repcoHana — OHW CKopee Npo KopnopaTuBHbIe

Lienu v BKNaJ OTAENbHOTO COTPYAHUKA B UX
noctmxenune. OLgHka NnepcoHana, UMeHHO
KOMMNEKCHAs OL|eHKA TOro, Kak COTPYAHWK NPOSBUM
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Takon nogxof CUIIbHO OTNUYaEeTCs OT TPAAMLMOHHON MOAENN, KOTOpas
nocteneHHo ycrapesaeT. Miccnenosanue, nposegeHHoe Willis Towers Watson,
rnoka3sano, YTo perynspHble NPeMUK 3a NPOU3BOANTENBHOCTb HEIMEKTUBHBI HU
Kak CpeAcTBO, CTUMYNUPYIOLLLEe NPOU3BOAMTENBHOCTb, HU KaK Harpagda cama no
cebe:

e Tonbko 20% coTpyaHukoB B CeBepHOn AMepuKe roBopsT, YTO
NponopLUMoHarbHas onnata MOTMBMPYET K MOBbILLEHMIO
NPOV3BOANTENBHOCTM B UX OpraHu3aLuw.

o COTPYOHMKN CTABAT HU3KME OLLEHKM NPEMUAM, PACCUUTLIBAEMbIM 3a
KOPOTKMI Neprogd. TOMNbKO NOMOBMUHA ONPOLLUEHHbIX FOBOPUT, YTO Takue
NOOLLPeHNst APEKTUBHO BNUSIOT HA MX NPOM3BOAMTENBHOCTD, U eLle
MeHbLUe (47%) cunTaloT, YTO TOT CNocob AENCTBUTENBHO NO3BONSET
paccynTaTh afgekBaTHY0 OnnaTy Ha OCHOBAHMM MPOM3BOAUTENBLHOCTY
OTAENbHOro COTPYOHMKa.

Ckaska 0 ABYyx O0OHycax

YKuna-bbina opraHusauus, B KOTOPO B OAHOM KOMaHAe paboTtanu Ba COTpyaHuKa:
[Mon n Mapw.

e [lon BbIn yMHbIN, CHOKYCUPOBAHHbIN HA paboTe W pesynbTaTax Ans
KomnaHuu. Ho ero rnaeHoi MoTvBaLmMen Bbinu AeHbrn, No3TOMY OH
MOCTOSIHHO MCKan cnocobbl 3apaboTaThb bosbLue.

e Mapu ToxXe Bblna YyMHOR, HO €€ rMaBHON MOTUBALMEN Db AOCTKEHMS.,
OHa Bepuna, 4YTo, eCINn HENPEPBLIBHO NPUHOCUTL LIEHHOCTb, AEHBIM
NOATSAHYTCA.

B opraHu3aLmu ucnonb3oBanach ynpolleHHas popmyna pacyeTa G0HYCOB,
KOTOpas CBA3bIBaNa LieNi 1 BO3HarpaxaeHus:

Cymma BoHycoB = f(% AOCTUTHYTLIX Liesien * cTaBka 3apaboTHOW nnaTbl)

To ecTb, pasmep BoHyCcOB ABNSAETCS PYHKUMEN OT CTaBKK 3apnnaTthl COTPYAHMKA W
OT MPOLEHTa Lieniei, KOTOPbIX OH AOCTUT.
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A 3aTem npou3oLwuno crieayoluee:

e [lon poctur 110% npocTomn Lenu, KOTOPYHO OH YCMeLHO NpUyMEHbLLII Nnocne
HECKOMbKWX payHA0B NEPEroBOpPOB CO CBOMMM MEHeIXepamu.

e Mapu gocturna 80% oT ambuumo3Hon Lenw, BbIMAS Aaneko 3a paMku Toro,
YTO CYMTANOCh BOIMOXHBIM. HACTOALMI «MONET Ha NyHY».

KTo 3acnyxwun 6onee BbiCokun 6oHyc? KoHeuHo xe, Mapu. Ho KTO B KOHLE KOHLIOB
NOBbILLEHHbIN BOHYC nonyyun? Mon.

oTa ncTopusa — KIacCUYEeCKMiA NPUMEP TOro, Kak NpeMnn MoryT ObITb TOKCUYHBIMU:
Takad cuctema d)aKTI/I‘-IeCKI/I NnooLpsAeT HenpaBuIiibHOE NoBedeHne.

MbI Bce B 4eM-To Takue xe Mon n Mapu

B kaxgom 13 Hac ecTb YTO-TO 1 0T Nona, n ot Mapu. U Bala cuctema noowypeHnn
OOMKHa ObITb NPUMEHUMA ONS peanbHbIX N0AEN 1 B peanbHOM XusHu. U gaxe
eClin y Bac KOMaHza CoCTomT cnnoLb 13 Mapu — 3a4yem Bam cuctema,
nooLpsioLLast To, YEro Bbl UMETb HE XOTUTE?

Ecnu Bbl XOTUTE co3aaTh KynbTypy, B KOTOPOW NOCTAHOBKA PaCcTArMBaIOLLMX LENnen
SIBNSIETCA HOPMOW, Bam CTOUT nogymatb 06 yxoge OT CTporux hopmyn (Mnu
KECTKOW NPUBA3KYM) Kak Ans pacyeta BOHYCOB, Tak U ANs JOMKHOCTHbIX
NOBbILLEHWIA.

A Kakue anbTepHaTUBbI?

AnbTepHaT1BOMN ABNAETCSA CUCTEMA, B KOTOPOW LOCTUXKEHWE LIeNn ABNSeTCA
BXOZHbIM NapaMeTpoM npoLecca OLEeHKN NPOoU3BOAMTENBHOCTH, B KOTOPOM YXe
onpefenaTcs 6OHYChI 1 NOBbILLEHUS. B Takon Mogenu NooLLPEHNs 1 Lenu
CBS13aHbl HEABHO.

B oueHKy NpoM3BOAMTENBHOCTY NPK 3TOM BXOAWUT HE TOSbKO NPOLIEHT
BbINOMHEHHbBIX LIeNEN, HO M Camm LIENN: UX CIIOXHOCTb M BMSIHWE Ha BU3HEC.
BocnpuHumanTe 310 Kak «bansbl 3a CNOXHOCTb NPOrpaMMbl» B TMMHACTUKE: Bbl
nonyyaeTe OOIbLLE OYKOB 3a BbINOSHEHNE BONEE CIOXHbBIX 3NIEMEHTOB.
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«Ho 310 Beab Tak CyO'LEKTMBHOY

[‘NaBHbIM 3aMeYaHNeM K 3TON MOZENN ABNSETCS €€ «CYyObEeKTUBHOCTbY, B TO
BpeMsi Kak popMynbl SBNAITCH «0BBEKTUBHBIMUY.

Mpobnema B TOM, YTO, UCMONb30BaHWE HOPMYIbl B KOHLIE MPOLIECCa He AenaeT ero
0ObEKTUBHbIM, HO MIOAN BCE PaBHO CKIOHHbI CYKTaTh Donee 00bEKTUBHBIM TO, B
YeM eCTb MaTeMaTuka:

e KomnaHun no BceMy MUPY BPEMS OT BPEMEHU UCMONb3YIOT pasoBble
BbINNATbI UM UCKPETHbIE BOHYChI, YTOBbI CKOMMEHCUPOBATL Wi
[OMOSTHUTL CBO NONUTUKY Bbinnat. Mpu atom ncnonbaytotes Ha 100%
CyOBEKTUBHbIE NpaBuUna u KpUTEPUM.

e Pacyet HOHYCOB Ha OCHOBaHMM TOTO, Y KOTO JTyyLLEe Pa3BUT HaBbIK
«[0roBapuBaThCs, YTOBbI 3aHN3NUTL LieNby, TOXKE CYOBLEKTUBEH.

e [IpoekTbl 1 pecypchbl pacnpefensTcs Npon3BosbHO. MHoraa komnaHum
HYKEH KTO-TO, KTO CNOCOOEH BbITSHYTb NPOBMIEMHbIA NPOEKT, YTO MOXET Ha
KOPOTKOW AUCTaHLMN HeraTMBHO NOBMUSATL HA BOHYChI 3TOrO COTPYAHMKA — B
9TOM CIyyae 370 KOMNEHCUPYETCS Pa30BbIMYA BbiniaTamu.

UT0 e KacaeTcs «NOSIETOB Ha NyHy», S HACTOATESIbHO HE PEKOMEHYI0 BaMm
BHepATb 3Ty MOAENb Ha HaYanbHbIX aTanax. He MeHsuTe Balwly Moaerb
NOOLLPEHMIA A0 TOrO, KaK ByaeTe UMeTb CTabunbHbLIN 1 3pEnbIi NpoLece
noctaHoBku OKR B opraHu3saumw.

A 4TO HacueT KBOT MO Npogaxam?

C KoMaHAamm Npoaax cuTyauus HEMHOTO Apyrasl, NOCKOMbKY UX pesynbTar
M3MepuTb NpoLle. Bbl MoxeTe NpuBS3aTh NOOLLPEHNS K KBOTAM, OHAKO 13beraiTe
nobbIx MOAenen, KOTopble BO3HArpaxgatoT COTPYAHNKOB, NbITAOLLMXCS 3Ty KBOTY
NPEYMEHbLLUT.
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BOT TvnunyHble OWKNOKNM, C KOTOPLIMU Mbl CTANKMBANMUCh B XOA€ HaLLKX BHEAPEHWUM
OKR, HaunHas ¢ cambIX MPOCTbIX:

Heunsmepumble Kntouesble PesynbTatel. [ToMHUTEe npo dhopmyny [xkoHa
Loppa: kaxapin Knoueson PesynbTat AomKeH ObITb U3MEPUMBIM.
Cnuwkom MHoro OKR wnnu Knoyesbix PesynbTatoB. OKR — 310 He nnct
MOKYMOK, KyAa Bbl 3aN1CbIBaETE BCE, YTO Aenaete. ITO OTPaXeHWe BalMX
KIMKOYEBbIX NPUOpUTETOB. MeHbLUe B 3TOM CIyvae 3HaumMT nyudLle.
3amelleHune KntoyeBbix Pe3ynbTaToB KOHKPETHBIMU 3aaaqamu. Knoveson
PesynbTaT — 3T0 He TO, YTO Bbl AenaeTe. 370 yCnex, CeayoLniA 3a Tem, YTo
Bbl YK€ caenanm.

MoctaHoBka OKR cBepxy BHM3. OKR — He kackagHble. [loBepsinTe CBOEN
KOMaHZE ¥ NoMOorante UM MoHATb, Kak OHWM MOTYT NOMOYb B JOCTUXKEHMM
pesyrnbTaTa.

[MocTaHoBka OKR B n3onsumn. KomaHgam Heobxogmmo obLuatees apyr ¢
apyrom B npouecce noctaHoBkn OKR, MHaye cornacoBaHHOCTM HE JOCTUYb.
«YCTaHoBUTb 1 3abbITb». He cTonT oTHOCKTLEA K cBoMM OKR Kak K
HoBoroaHum obetaHnam: OKR gomkHb! ObITb 4acTbio KOPNopaTMBHON
KyNbTypbl BaLIEN OpraHn3aLmy U OMKHbI OTCNEXMUBATLCS PEryNsApHbLIMM
KadeHUUAMU.

Bkriouenne OKR B chopmyny pacyeta npemuin. OKR He sBnsieTcs
WHCTPYMEHTOM OLIEHKM NepcoHana.
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e (Cnenoe konupoBaHue «kak B Googley». ECTb Hemano cnocoboB BHEAPEHUS
OKR, v paxe BHyTpu Google pasHble KOMaHObl UCMOSb3YIOT pasHble
BapuaHTbI. YCBOWTE OCHOBHbIE NMPUHLMMbI U cAenanTe nHaMBnayansHoe
BHeZpeHWe A5 Ballen opraHusaumm.
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Tenepb, koraa Bbl Npounyn « OKR anst HauMHAKLLMX Y, €CTb HECKOBKO BELLEN,
KOTOpbIE Bbl MOXeETE caenartb:

e [Ipucbinante MHe CBOM BONPOCHI U KOMMEHTapUK.

7 6yay pag nonyunTb OT Bac 0bpaTHyH CBA3b. Bbl MOXETe noanucaTbCs Ha MeHs! B
Twitter @meetfelipe unu otnpasnTb NMCbMO Ha info@felipecastro.com.

e Y3Haute, Kak nogctpoutb OKR ansa Bawen KoMnaHuu.

OKR 370 He «yHMBepcanbHblil noaxod Ha Mbon cryyainy. A pekomeHayto
BOCTPUHUMATB €ro Kak Habop HacTpamBaeMbIx KyOMKOB, KOTOPbIE Bbl MOXETE
MCNOMNb30BaThb, YTOObI U3MEHUTL NOAXOL BaLLEN KOMNaHUM K NOCTaHOBKE LieNen.
CkayanTe 9TOT JOKYMeHT: http://resources.felipecastro.com/leveraging-okr-2 —
4Tobbl y3HaTb, Kak nogcTponTb Mogens OKR nog Ball KOHTEKCT 1 KOPNopaTUBHYHO

KYnbTypy.
e Ckavante 6onble OKR-pecypcos.

Hangute wabnoHbl OKR, wnapranku u ewe MHOro BCEro Ha CTpaHuLe Moux
pecypcoB: http://felipecastro.com/en/resources.
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