2. ¢ peKTUBHOE YNpaBneHue
NnpoeKTamu

Omnpenenus, 4TO B Ballleil OpraHn3auy 6yeT IOHMMATHCS T107] CIOBOM
«IIPOEKT», BbI 3aTIOKV/IN (PYyHJAMEHT CUCTEMBbI YIIPaB/IeHN I IPOEKTAMU.
Tenepb HY>KHO OIIpeJIeNNTb, YTO B Ballleil KOMIIAHUY CTAHET IIOpasyMe-
BaThC IIOJ] «YIPaB/IeHVEeM IIPOEKTOM».

C ogpnoit croponsl, 3agada KCYIT — noBbeicuth 3¢ ¢deKTUBHOCTD
HIpeRIpUsATIS, ero peHTabenpbHOCTh. Ho ¢ pyroit — BBeIeHMe HOBBIX
yIIpaBIeHYeCKUX IPOLeYP YBeIMYMBaeT CTOMMOCTD yrpasineHus. Kak
ClielaTh TaK, YTOOBI 3aTPAThl Ha YIIpaB/IeH)e OKYIIA/IVICh, @ He CTa/yu JO0-
IIOJIHUTE/IbHOM CTaTbell pacXofoB?

Bo-nepBbIX, HEOOXOAMMO OCO3HATDh, YTO HENIb3sl KaXKJOoil paboToit
YIIPaBJIATH IO MPOEKTHBIM NpuHINIAaM. [loaToMy, Hafech, Bb cdop-
MUPOBAJIV JOCTATOYHO XKECTKYI0 CUCTeMy Kputepues (cM. pasgen 1 «ITo-
HATYE IIPOEKTa»), 10 KOTOPOJI JesATeTbHOCTb MO>KHO IIPU3HATh IIPOEKT-
HOJL. DTa CUCTeMa JJO/DKHA PeTY/IAPHO ITepecMaTpUBaThCs Y aKTyaIN3u-
POBaTbCS B COOTBETCTBUMY C TEKYILIVIM IIOTIO>KEHVIEM I/l B OpPraHM3aIun
Y BHEIITHUMU (PaKTOPaMIL.

Bo-BTOpBIX, BaM HY>KHO OIpefeNNTh, B 4eM OyJeT 3aKII4aTbCs
IpolLefiypa yIpaBaeH)s IIPOeKTOM. YTO JO/KeH Jie/laTh PyKOBOZUTEIb
IPOEKTa, 32 YTO OTBEYATh — a COOTBETCTBEHHO CKO/IbKO Oydem crmoumy
ero paboTa, a 3HaYNUT, ¥ CaMO yIIpaBJieH)e NpoeKTaMu? Bo3aMoXkHO u
YMEHBIINTD PAaCcXOfbl HA YIpaBJeH)e IIPOEKTaMJ B Ballell KOMIIaHUY
Y KaK 9TOro Job6uThcA? ITO OyeT 3aBMCeThb OT TOTO, KAKMMI ITPOEKTa-

MU BBI COOMpaeTech yIpaBIATh.
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Knaccupukauma npoeKTos

KnaccuduumpoBarb mpoeKTbl MOYXHO Pa3TMYHBIMU CIIOCOOAMM, HO IS
OHPCL[e}IeHI/IH MeETOoaa YHpaB}ICHI/I}I HPOCKTOM Ba’XKHBbI TMIIb I1Ba — YHI/I—
KaJIbHOCTb IPOAYKTaA ITPOCKTAa M YHMKAJIbHOCTb CaMOIO IIPO€KTA, TO
€CTb IIpOoLieCcCa BbIIIOTHEHN A IIPOEKTHBIX pa6OT.

YHUKaNbHOCTb NPOAYKTa NPoeKTa
Ilenb mpoekTa — npodyxm, N MPOJYKT MO ONpPENe/ICHNI0 YHUKA/IbHBIIL.
OpHaKo 3a4acTyl0 KOMIAHUM peanyu3yloT OflHOTUIIHbIE IPOEKTHI, PO-
IYKTBI KOTOPBIX CXOXI.

Bor HekoTOpble TpU3HAKM, IO KOTOPBIM MOXKHO OIIPEeNNTb, ABMIA-
€TCA U MIPOJYKT NMPOEKTa TUIIOBBIM:

— aHAJIOTMYHBIIl IPOAYKT VIIM ero KOMIIOHEHTHI pa3pabaThIBa-

NIVCh PaHee B IPYTUX IIPOEKTaX;

—  eCTb MeTOJMKa OI[eHKV CTOMMOCTY ¥ CPOKOB peayin3aluy JaH-
HOTO NPOAIYKTa;

—  U3BECTHO, KaKue pecypchbl TPeOYIOTCS /1A ero MOy YeHNs;

—  €CTb Ha/Ia)KeHHbIE OTHOLIEHN A C MOCTAaBIMKAMY U MOJPAL Y-
KaMU, y4acTie KOTOPBIX TOTpebyeTcs i pa3paboTKy JAHHOTO
NIPORYKTa;

—  €CTb II€pPCOHAJI C OIIbITOM pa3pa60TI<M AHa/JIOTMYHBIX ITPOTYKTOB;

—  eCTb IlepeyeHb TUIIOBBIX ITPO6IeM, KOTOpble MOTYT BOSHUKHYTh
npu pa3paboTKe JaHHOTO MPOAYKTA.

Hanpumep, HekoTOpble M3faTe/bCKue JOMA paccCMaTpUBAIOT M3[ja-
HIe Ka)XKIOTO BBINYCKA XKypHaja MM PeKJIaMHOTO KaTajora Kak Ipo-
€KT, 1 TaKVe IIPOEKTHI BHITOTHAIOTCS €KeMeCAYHO WM eKeKBapTaIbHO.
CrpounrtenbHble KOMIIAHNY BO3BOAAT AaYHbIe JOMA IO TUIIOBBIM ITPOEKT-
HBIM JJOKYMEHTaM C He3HaUMTe/IbHBIMI MOAV(UKALVIAMY UV TUIIOBbIE
MHOTOKBapTHpPHbIE JoMa. DTO IIPOEKThI C TUIIOBBIMU pe3yabTaTaMu. Ta-
KOJ1 IPOJYKT 3HAKOM KOMITAHUY U ee TIePCOHaY, CYLIeCTBYIOT 3arOTOB-
KJf, KOTOpBbIe MOXKHO JCIIO/Ib30BaTh B XOfie pa3pabOTKy, a XapaKTepu-
CTVMKM IIPOAYKTA ¥ PUCKMY, CBA3aHHbIE C €T0 IIPOM3BO/ICTBOM, OU€BUIHbI.
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IToHATHO, YTO YIIPaBIATb IPOEKTOM, B pe3y/IbTaTe KOTOPOTO CO3[jaeTcs
HEeUYTO 3HAKOMOE, IIPOCTO.

OTKyja e BO3HMKAIOT IIPOEKTHI C HENICTBUTEIbHO YHUKATbHBIMU
pesynbratamu? YacTo B mpoliecce pa3sBUTUA KOMIAHUY 3aHMMAIOTCS He-
IpOQUIbHBIMY IIPOEKTAMIU — IIPU OTKPBITUM HOBBIX HAIIpaB/IeHMIT 6U3-
Heca, B MAPKETVMHTOBBIX IIe/IAX WM 110 MHUIMATVBe cOOCcTBeHHMKOB. Ha-
IpUMep, €CIY CTPOUTE/NbHAsA KOMIIAHMA 3aX04eT CO3[jaThb CBON CailT, TO
IPORYKT 9TOTO IPOEKTa Oy/ieT COBEPIICHHO YHMKAIEH /I JAHHOI Opra-
Hy3auny. KpynHble XOMANHTY ¥ MHBECTULIMOHHbIE (GOH/IBI, CKYIIAIOIIVe
aKTMBBI, TAK)KE 3a4aCTYI0 CTA/IKMBAIOTCS C HEOOXOIMMOCTBIO BBITIOTHATD
IIPOEKTHI B TeX 00/IACTAX, B KOTOPBIX Y HUX He OBbIIO OIIBITA U1 Pe3y/IbTaThl
KOTOPBIX YHUKA/IBHBI JIs1 9TUX opraHusanmit. CaMmo co6oii, pa3paboTka
YHUKa/IbHBIX IPOJYKTOB TpeOyeT Kyzia O0blile 3aTpar.

YHUKaNbHOCTb npouecca BbiNnoJIHeHUsA p860T
HHH HO}IY‘IeHI/IH CTaHI[apTHbIX peSYTIbTaTOB HpoeKTa KOMIIAQaHIA MOXET
BOCIIO/Ib30BAaTbCA TUIIOBBIMU OHepaLU/IHMI/I B ]/I3BeCTHO]7[ IIocinenoBa-
TE€IIbHOCTU. HO JaCcTO U OJ1d HO}IY'{GHI/IH YHI/IKa}IbeIX PCSYTI])TaTOB NC-
HO)'I])SYIOTCH Y)Ke HpI/IMeHHBH.II/[eCH METOOVIKIL.

BoT HekOTOpBIE MPU3HAKM, IT0O KOTOPHIM MOXKXHO OIIPEENUTD IPO-
1]ecC BBITTOJTHEHM I pabOoT KaK TUIIOBOIL:

—  ¥3BeCTHbI HAOOp 3TAMOB PabOT 1 PabOT B ITANAX MPOEKTA, T10-

CIeIOBAaTe/IbHOCTD PaboT 1 9TAIIOB;

— Y OpraHM3alMy VIMeeTCS OIBIT NOTYy4eHMs Pe3y/IbTaToOB C VC-
II0/Ib30BaH)eM HaOOpOB CTAaHIAPTHBIX 9TAIIOB U pabdoT;

— UMeeTCs YIpaBIeHYeCKMiT MepCOHal C COOTBETCTBYIOLUM
OIIBITOM PabOTBhI;

—  U3BECTHBI CPeRHs IPOJO/DKUTEIBHOCTD PabOT 1 TUIIOBbIE I1a-
paMeTphbl, OT KOTOPbIX OHA 3aBUCHT.

Hamnpumep, Ha 3aBojje TUIIOBBIM IIPOEKTOM ABJIAETCA IPOU3BOACTBO
KOMOQAJTHOB 1 CYIIECTBYeT MEeTOAMKA, II0 KOTOpOil pa3pabaThIBAIOTCA
HOBble X Mofienn. Ha 3aBofie IpMHUMAIOT pellleHNe CaMOCTOSATE/TbHO
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paspaboTaTb HOBBIII MeXaHU3M (YHMKAJIbHBIN IIPOAYKT AJIs 3aBOJIA) AJIs
IIPOM3BOACTBA OJJHOJ M3 KOMIUIEKTYOIMX KoMbaitHa. [/ ynpaBieHus
IIPOEKTOM IIPUMEHETCS Ta Ke METOAMKA, UTO U A/ pa3paboTKy HOBO-
ro koM6aiiHa, HO B C/IeTKa aJalITpPOBaHHOM BIE.

Koneuno, onmucanHasa cutyauusd, KOrja [ IONY4YeHNUsA YHUKATb-
HOTO pe3y/bTaTa OpTaHM3alNA UCIOIb3yeT TUIIOBOI IPOLECC, JOCTa-
TOYHO pefika. B 6O/IbIINMHCTBe ClTy4YaeB TaKyue MPOEKThI BBIIIOMHAIOTCS
[0 HAUTUIO U C «HabuBaHMeM muiek». OgHako 6bIBaeT 1 HA0OOPOT.
[Toguac s peanmsanyuy TUIOBOTO ITPOEKTA NMPUMEHsSETCA HeCTaH-
HapTHas METO[MKA: HAIIPUMeD /11 0OKATKY HOBOVI TEXHOIOTUH, OIITH-
MM3aLuK 3aTpaT U T. II.

Takum 06pasoMm, Mpoiiecc BBIMOMHEHNs pabOT MPOEKTa, KaK 1 ero
IPOAYKT, MOXKET ObITb KaK TUIIOBBIM, TaK M YHMKa/lIbHBIM. Bo3aMox-
HBI V1 VHBle CUTyallMM, KOT/ja pa3pabaTblBaeTcs MPOAYKT, COCTOSAIMII
3 TUIIOBBIX 1 HOBBIX 6JI0KOB, VIV POLIeCC pabOThl YaCTUIHO OT/INYA-
eTcs OT cTaHfgapTHOro. OueBUIHO, YTO YIIPaB/IeHME IPOEKTOM, KOTO-
PBIIl BBIIOJIHAETCA 110 TUIIOBOMY aJITOPUTMY, IpOIle U JielleBsie, YeM
yIpaB/ieHle ITPOEKTOM, IPOLeCC BBIIIOJIHEHMA KOTOPOTO HeU3BeCTeH
VI MAJIOM3BECTEH.

Kakoro tvna NMPOEKTbI BbIMOJIHAKOTCA B Ballen KOMNaHUM?
Ha ocHOBe npe/yio>KeHHOI T MHOU KTacCu@UKaluy Bbl MOXKeTe OIpefie-
JIUTD, IPOEKTHI KAKOTO TUIIA BBIMOJIHAET Balla KOMIIAHUA. DTO MOTYT
OBITh TTOJTHOCTBIO TUIIOBBIE IIPOEKTHI, B KOTOPBIX pa3pabaThIBAIOTCS
CTaHZIapTHBIE TIPOAYKTHI 110 0OKaTaHHOI MeToAMKe. YacTo Takue mpo-
€KTbl Ha3bIBAIOT «IIPOLIEYPaMI», M UM COOTBETCTBYET HVDKHUIA JIEBBII
KBA/IpaHT MaTPUILbIL, IPUBENEHHOI Ha puc. 4.

[TonmHOCTBIO MTHHOBALMOHHBIE IPOEKTHI, KOIJia OpTaHM3aLyA JO/KHA
paspaboTaTh COBEPIIEHHO YHUKATIbHBII Pe3y/IbTaT 1 IIPY 9TOM He TIpefi-
CTaB/IAET, KaK 9TO JIeNIA€TCs, Ha3bIBAIOT «MO3IW», I UM COOTBETCTBYET
IIPaBbIll BEpXHUI KBaJlpaHT CXEMBI.

BcrpevaroTcsas M mpoMeXyTO4YHblEe BapMaHThI, KOIZA yHUKa/JIbHbIE
IPOAYKTHI CO3JAIOTCS TUIIOBBIMM METOAMU WMJIV, HA0O0POT, TUIIOBbIE
IPOAYKTHI IIPOU3BOAATCS VHHOBAILMOHHBIMYU CIIOCO6aMM. DTV TUIIBI
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IIPOEKTOB YCJIOBHO Ha3bIBAIOTCA «C€AMHa», M MM COOTBETCTBYIOT [Ba
OCTaBLIMXCA KBaJlpaHTa.

Puc. 4. MaTtpuua pacnpejeneHus NnpoeKToB No TUNam

N

Ceauna Mo3ru

YHUKa/bHBIA NPOAYKT

TunoBoii npouecc YHWKanbHbIN Npouecc

Mpouepypa Ceauna

TunoBo#i NpoayKT

(

Kak HU cTpaHHO, KOMITaHNM, 61I3HEC KOTOPBIX OTHOCUTCS K KaTero-
UM IPOEKTHBIX, BOCHOBHOM Peajin3yIoT IIPOEKThI IPOLie[ly pHOTO TUIIA,
Hanbornee mpoctele. HermpoekTHbIe OpraHM3aliyy, HapyuMep 6aHKu VTN
TOCOpPIaHbl, HAXOATCA B KyZa 60jee CJIOXHOI CUTyaLM: IJIg HUX T10Y-
T BCe MPOEKTHI OTHOCATCS K KaTeropuy «Mo3rm». CKa>keM, KaK BBITION-
HUTH (pefilepanbHYIO LieJIeBYI0 IIPOrpaMMy 110 YMEHBIIEHMIO KOTNYeCTBa
mpo6ox B Mockse? HensBecTHO, JOCTVDKMIM /I Pe3y/IbTaT, TO €CTh MOX-
HO /1M B IIPMHIINIIE TIOyYUTh IPORYKT IpoeKTa. HensBecTHO, 1 Kakue
NpeJIpUHATb MePbl /1 NOCTVDKEHMA pe3y/bTaTa, TaK KaK HeT OIbITa
peanusanyuy aHaJTOTMYHBIX IIPOEKTOB.
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B KpynHbIX KOMIAHMAX pasHble INOApasfe/ieHNs MOTYT BbBIIOJI-
HATb NPOEKThI pas3auyHoro Tumna. Ha puc. 4 npuseneH npumep us uc-
C/leoBaHNU A, KOTOpOe MbI IIPOBOAM/IN TI0 3aKa3y OJJHOTO M3 KPYIIHBIX
XONnauHIoB. [Ipon3BoicTBeHHBIE TPOEKTHI O0/lee permaMeHTPOBaHbI,
IemapTaMeHT pa3BUTHs OM3HecAa BBIMOMHSIET IMPOEKTHI TUIA «MO3TU»,
TeXHUYECKMI LIEHTP ¥ MApKeTVMHT «3KCIIePUMEHTUPYIOT» — U Y HUX
IIPOEKTHI TUTIA «CEeJVIHA».

Il 9ero BbI JO/KHBI CLleIaTh TaKoll aHanu3? B Havase sToro pas-
fiesia MBI TOBOPU/IM O TOM, 4TO 9KoHOMM4eckuii apdext ot KCYTI Bos-
MOYKEH TOJIbKO B TOM C/Iy4ae, eC/IM 3aTpaThl Ha yIpaB/ieHNe IPOeKTaMU
OyZYT ONTMMAJIbHBIMM, TO €CTb COOTBETCTBYIOLIMMM CIIOKHOCTY 3a-
fad. YIIpaB/IATb MPOEKTaMI TUIIA «IPOLieypa» TaK XKe, KaK IPOeKTaMu
TUIIA «MO3TU», BO3MOXXHO, U yIIpaB/leHMe facT pe3ynbraT. Ho ckonbko
e OHO OyjeT cTouTh? YIpaBjIeHMe IIPOeKTaMy TUIIA <IIPOLeAypa» To-
pasfio felleBse, OHAKO €r0 METO/IbI He IaZlyT pe3y/ibTaTa [/ IPOeKTOB
THUIIA «<MO3IW»,

Cnoco6 nony4deHus 9KOHOMIYeCKOro apdexTa oT yrnpasaeHUs Ipo-
€KTaMU 3aBUCUT OT TOTO, KAKOTO TUIIA IIPOEKTHI Ballla KOMIIAHUS peann-
3yeT. B cooTBeTCTBMM C BBIOpaHHOI BaMy CTpaTeryeil NomydeHus s¢-
¢dexra n gomxkHa crpoutbes KCYIL.

YHpaBneHMe NPOEKTaMN TUMa «npoueaypa»
B xa>xpo11 oTpacny cBOM TUIIOBbIE IPOEKTHI. B TOProBBIX CETAX 3TO Mac-
CoBas peopraHM3anys TOProBbIX TOYEK, M3MeHeHNe popMaTa TOPrOBIII,
OTKPBITIE U 3aKPBITVE MAarasuHOB, B 6aHKaX — OTKPBITIE U 3aKPbITIE
oTheneHnit. B opraHmsanusax, okasplBamOIUX MacuiTabHble mpodec-
CHOHAJIbHBIE YCIYyTH (IIPOEKTHBIX MHCTUTYTAX, IT-koMmannax) — pas-
paboTKa MPOEKTHO-KOHCTPYKTOPCKOI TOKYMEHTAIVM, IIPOTrPAMMHOIO
obecrevenns, BHeapeHne CIOKHbIX IT-cuctem. B crpoutenbHbIX, He-
¢drerasoBbIX KOMIIAHNAX — CTPOUTENBCTBO U PEKOHCTPYKLIMS 3TaHMIL,
COOpY>KEHNI, Pa3BeflKa ¥ OCBOEHME MECTOPOXKIEHUIA.

OCOOEHHOCTY ¥ PUCKY TAKUX IPOEKTOB, TUIIOBbIE ITPOOIEMBI, KOTO-
pble MOTYT BO3HUKHYTb, XOPOIIO M3BECTHBI PyKOBOJUTEIAM IIPOEKTOB,
IaBHO pabOTAIONIVM B KOMIIAHUIL.
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Puc. 5. OTKNOHeHMs B NpoeKTax Tuna «npoueaypa» Ao u nocne BHeapenusa KCYN

%
30

20 10-15%
10 0-5%

o Mocne

B aroit curyanum sKoHOMMYecKoro ag¢ekTa MOKHO HOOUTHCH,
CHM3VB YPOBEHb HeTaTMBHBIX OTK/IOHEHMII B mpoekTax o 0-5% (puc.
5). Torpa Bbirosa B 10% oT 06'beMa IPOEKTOB COCTABUT 3HAYNUTEIbHYIO
cymmy. Kak 1oOMTbCA 9TUX pPe3y/IbTaToB, HOJPOOHO ONICAHO BO BTOPOII
YacTU KHUTY, ITOKA JKe 51 KPaTKO PacCMOTPI0 OCHOBHbIE aCIIE€KThI CHUCTe-
MBI YIIpaB/I€H! TUIIOBBIMY IIPOEKTAMI.

CraHgaptusauusa 1 wabnoHnpoBaHue
Kak n B cydae ¢ mo6bIM ApyruM 6u3HeC-porieccoM (OBTOPSAIOIIECS
JieATeIbHOCTBIO), OIMCAHMe IIPOIecca I €ero MIaroB, pa3paboTKa 3aroTo-
BOK J1 IAGJIOHOB, KOTOPbIe MOXKHO JICIIONb30BaTh B XOJie PabOTHI, CylIe-
CTBEHHO YIIPOILJAIOT €TI0 BHIIIO/THEHNE.

,H]'IH TUIIOBBIX IPOEKTOB METOIO/IOIMIO YIIpaBI€HMUA HeO6XOI[I/[MO
OpPMEHTNPOBATb HA MaKCMaJIbHYIO YHI/[('I)I/IKaLU/IIO BCEX KOMIIOHECHTOB:

— JTaIlOB IIPOEKTa U €ro pa60T, X OAUTEIbHOCTN M ITOC/IENOBA-
TEIbHOCTU — CHOeIaTb OOMH TUIIOBON IIJIaH IIpO€KTa NN He-
CKOJ/IBKO BapMAaHTOB [/Is1 Pa3HbIX C/1y4aeB;

— COOTBETCTBYHOIMX paboTaM IITaHA IPOEKTa TUIIOBBIX HOKY-
MEHTOB U UX IIa0/IOHOB;

— COOTBETCTBYIOLIMX TUIIOBBIM Il/TaHaM ITPOCKTa TUIIOBbIX NOT'0-
BOPOB I TUTIOBBIX KOMMEPUECKUX npennoerI/H?[;

— TUIIOBBIX YIPaBIAKMINX TOKYMEHTOB IIpoeKTa (ycTaB, MaTpu-
Iy OTBETCTBEHHOCTH, II/TAH KOMMYHUKAIUI IPOEKTa I TIp.).

PaspaboTka 1 perynspHoe 0OHOBJIEHVE perTTaMeHTHO-HOPMaTIBHOI
0a3pl IO3BOIAT He TOTBKO YCKOPUTH BBIIIOIHEHNME TUIIOBBIX IIPOEKTOB,
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HO U JaCT BO3MOKHOCTD BalllM COTPYAHMKaM IepeflaTh CBOJ OIIBIT HO-
BMYKaM. TeM CaMbIM CHI>KAeTCs 3aBUCUMOCTD OT IepCOHaNa U COKpa-
IJAIOTCSI CPOKY OOYYEHM S HOBBIX COTPYLHMKOB.

B opHOI 13 pernoHanbHbIX IPOU3BOJCTBEHHBIX KOMIIAHUI 3aMeTH-
JIM, YTO B KaXKJJOM IIPOEKTe TepsieTCsA 04eHb MHOTO BpeMeHM) Ha paclipe-
JeTieHNe poJiell y9aCTHUKOB IPOEKTa U UX osHoMounii. IToce Toro kak
Obl1a pa3paboTaHa TUIIOBAsI MAaTPUIjA OTBETCTBEHHOCTH, KOTOPAsl IPH-
MEH/Iach [/ KaXK/I0r0 HOBOTO IIPOEKTA, IPOEKThI CTA/IN BBIIIOTHATHCS
ropasyio 6bicTpee. ITo oljeHKe 3TOJI KOMIIAHUY, B pe3y/IbTaTe CTaHJAPTH-
3aIUy IIPOEKTHOTO yIIpaB/IeH!s OHA JOOMIAaCh COKpAleHUsA CPOKA BbI-
IIOTHEHM I TUIIOBOTO IIPOEKTa C 6 10 4 MecALEeB.

AAMUHUCTPUpPOBaHKUeE, a He yrnpaB/ieHue nNpoeKTamMmu

Ecnu BaM ypmacTcs cTaHAAQpPTU3MPOBAThH IPOLECCH YIIPABACHNS MPO-
eKTaMy, TO IJIs YIpaB/lIeHUs MMM BaM NOTPeOYIOTCA He PYKOBOAU-
Te/M NPOEKTOB, a aJJMUHUCTpATOpbl. [Ipy cTporoit cranpapTU3anun
HeT yIpaB/IeHNs KaK TaKOBOTO: IIJITAHVPOBaHMe IIPOeKTa He TpedyeTcs
(OHO 3aMeHeHO BBIOOPOM OJHOTO U3 IIA0IOHHBIX BapUAHTOB), HEOOXO-
IVIM TOJIBKO KOHTPOJIb 32 XOJOM IIPO€KTa U 9CKalal/s BO3SHUKAIOIINX
npo6sieM Ha ypOBeHb PYKOBOAUTE/S, KOHTPOIVMPYIOLIETO XOJ BBINOJI-
HeHUsA NopTdernsa MpOeKTOB.

3aga4y CUCTEMBI YIIPAB/IeHNS TUIIOBBIMI IPOEKTAMU — yOequTh-
Cs1, YTO HaA CTApTe MPOeKTa ObII CII0/NIb30BaH HEOOXOAMMBIN Ia0JIOH,
U 06eCreYnTh PETyAspHBI COOp OTYETHOCTM U ONEPATUBHYIO 3CKa-
TanMio MpobieM B C/Iydae Cepbe3HbIX OTKIOHEHNII OT IIaHa IPOEeKTa.
[ToaTOMY IOMMMO CTAaHAAPTU3ALUY IPOEKTHBIX JOKYMEHTOB HE00OXO0-
AVMO Cie/IaTh aKIeHT Ha per/laMeHTe OTYeTHOCTY U ITpaBuUIax dCKasa-
UM IPOo6IeM.

CooTBeTCTBEHHO OQUC YIpaBlIeHNsI IPOEKTaMI B TAKOJl CUCTeMe
HaXOJUTCs HA YPOBHE CEPBUCHBIX HO/pas/ie/leH NIt 1 BBIIONHAET PyHK-
VIO «KaHIeISAPUM», 3a/jada KOTOPOIl 3aK/II0YaeTCsi B CBOEBPEMEHHOII
Hoyjade OTYETHOCTY PYKOBOJCTBY, @ He B IPUHATUM CAMOCTOSATE/IbHBIX
peleHnit. ATMUHNICTpATOpa MPOeKTa, KaK IPaBUjIO, MOTUBUPYIOT JC-
XOfis1 He 13 GMHAHCOBOTO pe3y/IbTaTa IpoeKTa (TaK KaK aJ[]MUHICTPATOP
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He OKa3bIBaeT Ha HEro CyILIeCTBEHHOTO BINAHMA), a 13 CBOEBPEMEHHO-
CTM BBITIO/IHEHN Al peT/IaMeHTHBIX JAefICTBUII 110 IIPOEKTY.

ITpu 3HauNTENLHOM OObeMe IIPOEKTOB B IOpT(esie Bb MOXKeTe 0be-
CIIEYUTh BBICOKOE Ka4eCTBO KOHTPOJS Hake IpU HeOOIbLUIOM Komuye-
CTBE aJJMUHUCTPATOPOB IIPOEKTOB, MCIONIb3ysl aBTOMATU3MPOBAHHYIO
CHUCTeMY yIlpaBeHUs IpoeKTaMu. Kak ImpaBuio, UCIOIb30BaHMe aBTO-
MaTU3MPOBaHHBIX CUCTEM 0COOEHHO 9 (PeKTUBHO MIMEHHO IIPY YIIPaB-
JIEHUV TUIIOBBIMY ITIPOEKTAMIL.

UcTopus u3 npakTuku: «Bnepsbie 3a 10 neT Mbl BLINONHUAN NPOEKT

B CPOK»

OaHaxAabl KO MHe 3a NOMOLWbI0 06paTUACA FreHepanbHbIA JUPEKTOP He-
60/1blWOV KOMNAHMKM, KOTOpas 3aHMManacb ouMdpoBKOM M pacnpocTpa-
HEHWEM HOPMATUBHbLIX AOKYMEHTOB B 06/1aCTV rpaxiaHCKOW aBuaLum.
KomnaHus pa6otana npu MuHUCTepCTBE aBuaLuUM M N0 NOANUCKe 06-
C/Iy}MBana BCe KOMNaHMU, 3aHMMaloWmMecs aBuanepesoskamu. CyTb ee
paboTbl 3aK/KYanacb B CKAHUPOBAHMKU BCEX HOPMATUBHBIX aKTOB, NPK-
Ka30B, pacnopsKeHun, pasmelieHnn nx Ha DVD 1 paccbiike KneHTaMm.
Mpn 3TOM NOALEPHKMBANOCH HECKOJIBKO NOAMUCOK — eXXEMECAYHbIE, exe-
KBapTajibHble U T. M.

B aToM 065n1acTM AeATENbHOCTM YPE3BblYAMHO BakHa TOYHOCTb Nepeaadu
MHGopMaLmK, BeAb NepeBO3YnK OMIKEH HEYKOCHUTENIbHO C0bJ0aTh BCe
MHCTPYKLMK, MOCKONbKY MX HECOONOAEHNE MOKET NPMBECTU K HECYACTHBIM
C/lyyYassM ¥ NOBNEYb YrONOBHYK OTBETCTBEHHOCTb. [103TOMY NOMMUMO W3ro-
TOBJIEHUS AWCKOB NMPOBOAMIMCb NMPOBEPKa KayecTBa Pes3yNbTaToB CKaHM-
pOBaHWUA ¥ Apyrue npoueaypbl, U B pesynbraTe NOArOTOBKA AMCKa Mornia
3aHMMaTb HECKOJIbKO MeCALEB.

Mo Mepe NoABNEHWS HOBbIX MOAMMUCYMKOB M POCTa YMCNa M3LaBaEMbIX MpPo-
AYKTOB KOMNAaHWM CTaNno BCE CNOXHEE YKNaAblBaTbCA B CPOKM. [0sSBUAMCH
AONOSHUTENbHbIE 3aTpaThbl HA AUCTPUOYLMIO, CTanu BO3HUKATb aBpasbl.
MocKobKY NpoLecc NOAr0TOBKM KaXAoro AMCcKa TMNOBOM, Mbl NpeACTaBu-
N €ro B BMAE NPOEKTa TUNa «poLefypa» U COCTaBUIN CETEBON rpadmk
TMNOBOro npoekrta. CoctaBuB rpaduKku MAYWMX OJHOBPEMEHHO NPOEK-
TOB, Mbl CPa3y yBUAEAN KOHQAUKTbI PECYPCOB U MOHAAM, KaKWe 3ajauu
KPUTUYECKME, @ KaKWe UMEOT Pe3epBbl, U ONTUMU3MPOBAAM NiaH PaboT.
[MPEeKTOp Nerko 0CBOMI 3Ty METOAMKY M CTal NAaHUpPOBaTh NMPOEKTHl ca-
MOCTOSITENbHO.
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CnycTs HeKOTOPOE BPeMs 5 N0NyYU OT HEMO COOBLLEHUE MO ANEKTPOHHOW NOYTE,
KOTOPOE XPaHI0 y}Ke MHOro JIeT: «Mbl BnepBble 3a AECATb €T BbINOMHWN NPOEKT
B CpOK». Kpome TOro, OH CMOr ynpasaHWTb A0/KHOCTb TEXHUYECKOrO AUPEKTO-
pa, TaK KaK njaHMpoBaHue paboT CTano A1 Hero NPo3payHbiM M NPOCThIM.

YHpaBneHme NPOEKTaMU TUNa «MOo3ru»

Ecnu BbI 3aHMMaeTeCch MHHOBAIVIOHHON JI€STe/TbHOCTBIO M Pa3padaTsl-
BaeTe IPOAYKTHI, KOTOpble HUKTO PaHee He Jie/asl, M HEM3BEeCTHO, BO3-
MOXXHO /I UX CO3[lJaHMe B NPMHIUIIE, TO BAalllX IPOEKTHI MOTHOCTBIO
YHUKaTbHBL. DTO IMpoekThl, cBsasanHble ¢ HVMIOKP 8 HUI, paspaborka
IPOMBIIUICHHBIMM ITPEANPUATUAMU HOBBIX IIPOYKTOB B HOBBIX 00/1a-
CTAX pbIHKA (T7ie Y KOMIIaHUY HET OIBITA) U ONBITHO-KOHCTPYKTOPCKIIE
paspaboTKM, a TaK>Ke BBIIIOJIHEHME ITPOEKTOB Ha 3apyOe>KHBIX PbIHKAX
CTPOMUTENBbHBIMM Y HepTeZOOBIBAIOIIVIMY KOMITAHMSIMIL.

B sTOoM ciydae BHefpeHUe KOPIOPATMBHON CUCTeMBbl YIIPaBlIeHUSA
MO3BOJIAAET CHU3UTD YPOBEHDb PUCKOB B IIPOEKTE IO IPUEM/IEMOTO, CBEJ s
€r0 K YPOBHIO PMICKOB IIPOEKTOB IIPOLe/ly PHOTO TUIIA U CHe/IaB IPOEKThI
6oree ynpasinAeMbIMI U TIpefckasyeMbIiMu (puc. 6). Ilockonbky xon Ta-
KIX IPOE€KTOB YHUKAJIEH, HET CMBIC/IA TPATUTDh CUJIbI Ha Per/lAMEHTALINI0
nporecca ynpasienns npoekramu. Hambomnpiero addexra sgech MOX-
HO OXKMJATh OT KOMaH[bl IPO€KTA, €€ MOTUBALVY ¥ KOMIIETeHI[ M.

Puc. 6. OTKNIOHEHMS B NPOEKTaX TUNA «MO3ru» 10 U nocsie BHeapeHusa KCYN

50-100%

10-15%

o Mocne

3aMeTnM, 4TO ecnyu OJIOKM IPOEKTOB MOTYT BapbUpPOBATHCS WM/IN
cofiep>KaT TOJIBKO HEKOTOpbIE€ YHMKAJIbHbIE 3/IEMEHTHI ¥ BBl HE MOXKETE
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OAHO3HAaYHO OTHECTU X HU K TUIIOBBIM, H! K YHUKAJIbHbIM, TO 3TO ITPO-
€KTbI TUIIA «CE€AVHA» VI O HUX MbI IIOTOBOPUM HIIXKE.

Kakue npoueccbl CTOUT pernaMeHTUpoBaTh
Tla>ke [/1s1 YHUKAIBHBIX IPOEKTOB HEOOXOAMMA perTaMeHTaI[ysl HEKOTO-
PBIX IIPOL[eccoB yIpaBieHus. Kak mpasuio, 9To Mporieccsl MHULMALNN
IIPOEKTa, YTBEP>KAEHNMsI €T0 3aITycKa ¥ 3aKpbITusl. OueHb Ba)KHO Ha 3Ta-
Ile cTapTa MPOeKTa KOPPEKTHO OLIEHUTb €ro PUCKU ¥ MOHSTh, TOTOBA
MM OpraHu3anus B3ATh UX Ha cebs. Kak mpaBuio, KOMIaHum, yupas-
ASIOIYE TaKMMU NPOEKTaMy, pa3pabaThlBAlOT CUCTEMY B3BEIIEHHOIN
OLIEHKV TIPOEKTOB U MPUHNUMAIOT PellIeHIe O CTapTe IPOeKTa Ha OCHOBE
COBOKYITHOTO 6aJjI/Ia, He IPEeBBIIIAIOIIETr0 IIOPOrOBOr0 3HAYECHNA.

IIporecch! 3aKpbITHsI MPOEKTOB (KAaK YCIEIIHO 3aBepIIeHHbIX, TaK
VI 3aKPBITHIX AJIMUHUCTPATUBHO 6€3 TOCTIKEHNUs Pe3y/IbTATOB) KpaiiHe
BaXHBI. Ha atarne 3akpbITust PUKCUPYETCs OMBIT, HAKOTI/IEHHBII KOMaH-
moit, o6HOB/AeTCA 6a3a puckoB U mp. ITo MToraM mpoekTa MOXHO CO-
Opath IO/TyYeHHbIe Pe3y/IbTaThl ¥ 00001UTh HAPAaOOTKY A1 Oy AyIIero
VICIIO/Ib30BaHMYA.

ABTOMaTM3AIMSI TAKMX C/TA60 Per/TaMeHTPOBAHHBIX [TPOEKTOB He 1aeT
6onpiroro agdekra. [I0aTOMy B JaHHOI CUTYyalIV IHBECTUIIVIM B aBTO-
MAaTH3VMPOBAHHYIO CHCTEMY YIIPaB/IeHNUs IPOEKTAMIU HEOIPABJAHHBIL.

MOTMBaLI,VIﬂ U KoMmnetTeHuud HDOGKTHOﬁ KOMaH/Abl
[TpoeKTbI ¢ 60/IBIION CTEIIEHbIO HEeOIpee/IeHHOCT 1 pUCKa MOTYT OBITH
YCIIEIIHO 3aBEPLIEHBI, €CIM KOMaHJa IIPOeKTa OPMEHTMPOBAaHa Ha pe-
3ynbrar. IloaTromy pasmep Bo3Harpax/jeHus JNOMKEH 3aBUCETh OT CPO-
KOB peann3aiuy 1 9KOHOMIYECKOTO pe3y/brara, a 60/IbIIas ero 4acTh
TO/DKHA BBIIIAYMBAThCA 10 3aBEPLIEHNY IIPOEKTA.

ITockonbKy pasBUTHE TAaKMX IPOEKTOB aOCOMIOTHO HENpeaCcKa3yeMo
Yl MOXKET IPUBECTU K KOH(IMKTaM MM Jake paciasly KOMaH/Ibl, OCHOB-
HOJI 3ajjauyell PYKOBOJUTEN A NPOEKTa ABIAETCA YMEHNE MOTUBIPOBATh
KOMaHJIY, pa3penraTb KOH(IMKTEI, HaTa)KBaTh KOMMYHuKanyy. He me-
Hee Ba)KHbI KOMIIETEHTHOCTD PYKOBOJUTE/IA IPOEKTa 11 ero mpodeccuo-
Ha/IbHBIN OIIBIT.
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KoopnyHaMoHHBI IIEHTP NMPOEKTOB, IPOEKTHBIN 0d1C, B TAKUX
KOMIIAHMSX SIB/ISIETCS LIEHTPOM INpUOBUIN. PyKoBOAMUTeNb IPOEKTHO-
ro oduca ympapaAeT MHBECTUINAMU KOMIAHUYM B HNOPTQeTb Mpoek-
TOB Y HECET OTBETCTBEHHOCTb 32 PEHTA0ENTbHOCTb ITUX MHBECTUIIVIL.
PyxoBoauTenp mpoekTHOro odiuca B JaHHOM CIy4ae SBIAETCSA BHUIle-
IIPE3UEHTOM, 3aMECTUTEIEM T€HePaTbHOIO NUPEKTOPA, a He PYKOBO-
IMTeNIeM CepBIICHOTO MO pasfie/ieHN s, Kak B cIy4yae C IpOeKTHBIM odu-
COM — KaHIe/IApUeIL.

A cTOMUT N1 ynpaBAATb NPOEKTaMM1 TUNa «Mo3ru»?

YHukanbHble ITPOEKTbI cmabo peETMaMEHTUPOBAHDL, U X YCIIEX IIO/IHO-
CThIO 3aBUCHUT OT IMIHOCTU MEHEI)KEPA IIPOEKTA U KIMMaTa B KOMaH/[¢E,
TO €CTh OT TOTO CAMOT'0 Ye/I0BeYeCKOro pakTopa, BIMAHUS KOTOPOTO BbI
HaBepHsKa xoTenu 661 nsbexxarb. OfHAKO ec/y IPUOPUTETOM OM3Heca
ABNIAETCA peaindannsga MMEHHO TaKUX IIPOEKTOB, TO NIPUAETCA C 3TUM
CMUPUTDHCA. B xommanun HCO6XO,E[I/IMO OT/IAAUTDh IIPOLECCHI 06Y‘I€HI/IH
PYKOBOJWTeNIEl, HMPOBOAMUTL pETyIApHble TUMOWIAVHTY, CO3/IaBaTb
yCnoBus OA JOATOCPOIHbBIX OTHOIIIEHN B KOMaHJaXx IIpOEKTOB. W npI-
TAaTbCA HAKAIIJZINBATb OIIBIT, YTOOBI NEPEBECTU IIPOEKTHI B KATETOPUIO
«CefViHa» I CO BpEMEHEM — «IIpoLenypa».

Ecmu mpoekTt Tuma «Mo3ru» pasoBblil 1A Bac (HalpuMep, nepeesy
odca ¢ YNCIIeHHOCTBIO COTPYAHMKOB 3000 4enoBek), TO CTOUT OTHATH
ero Ha ayTCOPCUHT Ipo¢ecCUOHaNIbHON KOMaH/e, IOCKOIbKY BBIpac-
TUTH B KOPOTKJE CPOKM MEHe>Kepa IIPOeKTa U MPoQecCHOHAIbHYI0 KO-
MaHIYy Bbl BC€ pPaBHO H€ YCIIEETE. B stom ClIy4a€ Bbl MOXXETE€ YaCTUIHO
HIepeIOKUTh PUCKY CPbIBA CPOKOB IIPOEKTA VIIM YOBITKY Ha KOMIIAHMIO,
IIPEJOCTABIAIONIYIO YCIYTY ayTCOPCUHIA, I TEM CaMbIM B ClIy4ae He-
YOAYHOTO IIPOEKTa YaCTMYHO KOMIICHCHPOBATh CBOM 3aTPaThl (XOTs OB
MopasbHble). [IpakTrKa mpuBIeYeHM s Ha IPOEKT BHEIIHETO MeHeKepa
IIOKa3bIBA€T, YTO MHOTI'ME HpO6HeMbI B IIPOEKTaX CBA3aHbI C pa3HOTIIaCH-
AMU MEXAY COTPYAHMKAaMM 3aKa34dlKa 1 X HE3aMHTEPECOBaAHHOCTbIO
B 1poekTe. KpoMe TOro, 3a4acTy0 Ha pyKOBOJMTE/IA IPOEKTA OKa3bIBAET
6onp1I0€E AaB/I€HNE IIEPBOE INIIO KOMITaHNY, Y€T0 MOKHO n3bexarb npn
BHEILITHEM MeHe[[>Kepe IIPOEKTa I XOPOILO COCTaBIEHHOM KOHTPAKTE.
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YnpaBneHue npoeKTamun Tmna «ceauHa»
I[TpoeKTBI THIIA «CeVHA» — HEYTO CpefiHee MEKLY «IIPOLIeMIyPOil» U «MO3-
ramMu». 9TO IPOEKTbI, HEKOTOPbIe 67I0K! KOTOPBIX TUIIOBbIE, @ HEKOTOPbIE —
yHMKa/IbHBIe. /160 IIPOEKTHI, B KOTOPBIX MOC/IEJOBATeIbHOCTD BbINIO/THE-
HJA TUIIOBBIX 6/I0KOB MOXKET MEHATBCA, a MIX COCTaB BapbUPOBAThCAL
BONMBIIMHCTBO KOMIIAaHMIT CTPEMUTCSA MepeBeCTM TaKue IIPOeK-
TBI B KaT€TOPUIO «IIPOLelypa» U perlaMeHTHPOBATh YIIpaBaeHUe VMU
(puc. 7). Ecnu >xe yHUKa/IbHBIE OJIOKM CIMIIKOM OOJIbIINE TTO 00'bEMY, TO
IPOEKTHI APOOAT U Ha3HAYAIOT Ha KaXK/Ibli /10K CBOETO PYKOBOJUTEIAL.
TunoBbIMM 6710KaMU yIIPaBIAIT AAMUHUCTPATOPDI IPOEKTOB HA OCHO-
Be PEIrIAMEHTOB, a HETUIIOBBIMY — MEHe>Kepbl IIPOeKTOB. Takum 06-
pasoM, CTaH/japTU3alysA IPOEKTOB TUIA «Ce[[Ha» MO3BOJIAET ONTUMMU-
3MpOBaTh MOPTQeTb KOMIAHNUIA.

Puc. 7. CTpykTypa noptédensa Komnanuu fo u nocne BHeagpenus KCYN

Mpoueaypa lpouenypa
60% 90%

Lo Mocne

CMelaHHble NopTdhenu NPoeKToB

Bo MHOrux KOMIaHMAX MOPTQenu MPOEKTOB CMEIIaHHbIE ¥ BK/TIOYAIOT
IIPOEKTHI PasHOTO TUIIA M PasHOro MacuiTaba (kak Ha puc. 7). B atom
clIy4ae BO3MOXKHa pa3paboTKa HECKO/NBKMX BapUMaHTOB AJIA KaXKIOTO
n3 xomnoHeHToB KCVYII (Hanmpumep, ofHa METORONOTH A KPYIIHBIX
IIPOEKTOB, ApyTasd — /A CPeHUX U T. IL.).
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OpHako 9TO fIe/I0 OT/a/leHHOI IepcreKTuBLL. IIpy paspaborke ke
nepsoii Bepcun KCYII 4 Bcerga peKoMeHIYI0 3aKa3uMKaM OIPeJenTh-
Cs1, KaKOJl 13 TUIIOB IIPOEKTOB /I HUX Hambojiee BaXkeH, ¥ HA4aTh pas-
pabarbiBaTh KCYII nMenHo fist Hero. IIpoeKTsI 0CTaIbHBIX TUIIOB OY-
nyT gobasiensl oy ynpasnenye KCVYII mosxe, Ha ceqyoIux sTanax
ee pasBUTHUAL.

OnpepensieM NPUOPUTETHBIM TUN NPOEKTOB

B Ballei KoMNaHuu anst aGpGEKTUBHOro ynpasaeHns uMu
C moMolbio NpKBeEHHO HIbKe GOPMBI IPOBEAUTE SKCIIPeCC-aHaIN3
HOpTCbeTIH HpoeKTOB Bameﬁ[ KOMIIAHUN. Onpe,‘qem/{B, KaKOﬁ TUIL HpOCKTOB
ABIACTCA HpI/IOpI/ITeTHbIM, IIOMETDbTE TO‘IKOf/I COOTBCTCTBYIOH.[MIZ HYHKT.

Tunbl NPOEKTOB [lons B nopTdene npoexToB TNpuopuTeT Ha NepBOM 3Tane BHeAPEHUs
KoMnaHuu, % Kcyn

Mosru O

CepvHa O

Mpoueaypa O

MouuTatb onncaHue, peLeH3WN U KyNuTb Ha caiiTe MU®da



http://www.mann-ivanov-ferber.ru/books/paperbook/upravlenie_project/?utm_source=nkk&utm_medium=pdf&utm_campaign=get-chapter&utm_content=%D0%A3%D0%BF%D1%80%D0%B0%D0%B2%D0%BB%D0%B5%D0%BD%D0%B8%D0%B5+%D0%BF%D1%80%D0%BE%D0%B5%D0%BA%D1%82%D0%B0%D0%BC%D0%B8

[MoyuTtaTh onucaHue, peueHsum

N KYNUTb Ha canTte

J'Iyql.ume LNTaTbl U3 KHAT, HecnnaTHble MaBbl U HOBUHKU:

n Mifbooks ’ Mifbooks ﬂ Mifbooks

W30aTensCTBO
MAHH, UBAHOB U ®EPBEP

MaHKCUMANEHO NONE3HLIE HHMIM
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