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HpaRaneCRne Reﬁcbl-3ana'm, H606X0)II/IMI>IC AJIsi OHCHKH 3HaHHﬁ, yMeHHﬁ, HAaBBbIKOB U

(I/IJ'II/I) OonbITa J€ATCJIBHOCTH IO UTOI'aM NMMPAKTHKHU

Ne i/

HOI[pOﬁHBIe OTBCTbI oﬁyqalomerom Ha NPAKTHYCCKHE KelichI-3a1a4u

Ketic-3amaua Ne 1

Bricka3blBaHHE «HET TAKOIO MPECTYIUIEHUS, HA KOTOPOE KaluTal
He pHucKHYN Obl moitu paau 300 mpomeHTOB MPUOBUIN» AEHCTBUTEIHHO
npuHamiexut Tomacy [Ixo3zedy JlaHHUHTY - OpUTAHCKOMY ITYOIHITUCTY
U JIesTelnto mpodcoro3Horo nemkeHus XIX Beka.

Kapn Mapkc npouuTupoBan 3TO BBICKA3bIBAHHE B IEPBOM TOME
«Kanurana» ans WITIOCTpallUd HEKOTOPHIX aCHEKTOB MEPBOHAYAIBHOTO
HaKOIUJICHUsI KaluTana.

1. Koppenupyet nu Bbicka3biBaHue JlaHHMHTra € TNpUBEAEHHBIM
ciaydaem?

B onmcanHo# curyanuu kommnaHusi A QyHKIHOHUpPYET Ha TpaHU
peHTa0enbHOCTH, KOHOMHUT Ha BCEM: CHIDKAET 3apIuliaThl, MCIOJIb3YET
Hed(D(PEeKTUBHBIE METOIBI IOTUCTUKHI

Tak, Hampumep, OTKJIIOYAET XOJOAWIBHUKUA B TPY30BHKAX IS
SKOHOMMH TOIUIMBA, YTO MOKET HEraTUBHO CKa3bIBaThCi Ha KadyecTBe
MIPOTYKIIHH.

[Tpu 3TOM KOMIIaHUSI COXpaHSET CTAaTyC JIUJEpa pPbIHKA, MIATUT
HAJIOTH U UMEET PECypChl IJsi POCKOIIHOTO oOpas3a >KH3HHU (Harpumep,
HNEHTXayC JUIS CYNPYTH BIAACNbIa).

BrickasbiBanue /laHHMHra akineHTHpyeT BHMMAaHHE HAa TOM, YTO
IpU JOCTHKEHUH ONPEAeNEHHOT0 YPOBHS MPUObUIM KallUTal CTAaHOBUTCS
0oJee cMeNbIM U TOTOB HapyIIaTh MOPAJIbHBIE U IPABOBHIE HOPMBI.

B ciyuae kommanum A HaOmOJaeTcsi coueTaHHE BBICOKOHM HOJH
pBIHKA, HU3KOM pEHTa0elNbHOCTH U  TPAKTUK, KOTOPHIE MOTYT
OPOTUBOPEYUTH  ITUYECKUM  CTaHAapTaM  paad  KPaTKOCPOUHBIX
(hMHAHCOBBIX YCTIEXOB.

OpHaKoO CTOMT OTMETHUTh, YTO HE BCE KOMIIAHWU B IOJIOOHBIX
CUTyalUsX JNEHUCTBYIOT OJMHAKOBO, M HEJIb3sl OJHO3HAYHO YTBEP)KIATh,
YTO BCE KAMUTAIUCTHI TOTOBBI HAa MPECTYIICHUS paIy MPUOBLITH.

2. beiBaet nu mo-apyromy?

Ha, B Owu3Hece MOTyT TPHUMEHATHCS W JpYyrue CTpaTerHH.

HaHpI/IMep, KOMITaHHUA MOXKET CTPEMHUTBHCA K YCTOI>'I‘-II/IBOMy Pa3BUTHLO,




WHBECTHPOBATh B TEXHOJOTHH, YIy4YIIaTh KAa4eCTBO MPOAYKIIMH, MCKATh
MyTH ONTUMU3AIMHU 6e3 yiiepoa Uil pernyTalud 1 STHYECKIX HOPM.

VYcmex 3aBUCUT OT MHOTHX (aKTOPOB: CTpPATerHMy Pa3BUTHA,
yIIPaBIICHUS] PUCKAMH, B3aUMOJICHCTBHSA C TAPTHEPAMU U OOLIECTBOM.

3. Kak Ob1 BEN cBOY OM3HEC JTUYHO BHI?

Oto ¢umnocopckuii BOmpoc, HAa KOTOPBIH HET YHUBEPCAIBHOTO
OTBETA.

Boibop cTpareruu 3aBUCUT OT MHOXKeCTBa (DaKTOpOB: Lieiel
KOMIIaHWHW, IIEHHOCTEH BJaJNeNblla, PBIHOYHBIX YCIOBHH, STHUYECKHX
MPUHIIUTIOB U JINYHBIX YOCXKICHUH.

Hekotopeie Moryr mpeamodects 0Oojiee  KOHCEPBATUBHBIE
MOJIXOIBI, IPYTUE — IKCIEPUMEHTHPOBATH C MHHOBAITUSIMH.

BaxxHo MOMHHTB, 4TO ycrex B OM3HECE - 3TO HE TOJIbKO MPUObLIIb,
HO U  CHOCOOHOCTH  OajlaHCHpOBaThb  MEXKAYy  NPUObUIbIO U

OTBCTCTBCHHOCTLIO IEPE] O6HICCTBOM U COTPYAHUKAMMH.

Keitic-3amaua Ne 2

1.CtpykTypa KOMIIaHUU U IOJYUHEHUE AUPEKTOPOB PUINATIOB

Pexomennyemass Mojenb: MaTpuyHas CTPYKTypa C JABOWHBIM
HNOJUYMHEHNEM U YETKOU 30HOU OTBETCTBEHHOCTH.

Bepxuuii ypoBeHb (roJIOBHasi KOMIIAHHUA):

1.I'enepanbHblil  TUPEKTOpP - CTpAaTErHYecKoe YIpaBJICHUE,
KOHTpoJib P&L rpynmbl, coryiacoBaHue KIIHOYEBBIX PEHIEHUM 1O
(dbunmmanam.

2.PykoBonurenu HampaBiieHuid (3 denmoBeka: aBro, MoTo, KT) -
OTBEYAIOT 3a CTPATErui0, acCCOPTHUMEHT, IIeHOOOpa3oBaHUE, MapKETHHT,
CTaHJIAPThI CEPBUCA U MPOJAXK MO CBOEMY HAINPaBJICHHUIO; KOHTPOJIUPYIOT
BBITIOJTHEHHE TJIAHOB JIOXOJIHOCTH.

3.lupekTop O peruoHaIbHOMY pa3BUTHIO - KYpPUPYET CeTh
(bunnanoB, CTaHIAPTU3UPYET OINEPAIMOHHBIE MPOIECCHI, KOOPAUHUPYET
JTUPEKTOPOB (PHUiIHaoB, o0ecieynBaeT OOMEH JIy4ITUMU TPAKTUKAMHU

Cpennuii ypoBens ((punuanbHas ceTh): Jupekropa dpunuanos (25
YeNoBeK) - MOJUUHSAIOTCS OJHOBPEMEHHO TUPEKTOPY MO PErHOHAIBHOMY
pa3BuTHO (1O  ONEPAlMOHHBIM  BOMpOCaM W  CTaHgapTaM) ©
PYKOBOIUTENSAM  BCeX TpEX  HampaBieHUHd (M0  KOMMEPYECKUM
MOKAa3aTeNsiM M Ka4eCTBY YCIYT B paMKax Ka)kJIOTO HAIpPaBICHUS).

Mexann3M ABOMHOIO MO JUUHEHUS




I[To omnepammonnsiM  Bompocam (HR, WT, 6e3zomacHocTs,
periaMeHThl, OTYETHOCTb, JIOKAJIbHBIE 3aKYNKH, KIMEHTCKUH CEpBUC) -
IUpEKTOp ¢uiInana MOJUUHSAETCS TUPEKTOpY IO PErHoHaJIbHOMY
Pa3BUTHIO.

[lo xommepueckum BorpocaM (BBIIOJIHEHUE IUIAHOB IPOJIAXK,
Map>KUHAJIbHOCTh, aKI[UH, padoTa ¢ NOCTAaBUIMKAaMH, Ka4eCTBO CEpBHCA I10
KaXJIOMY HAIpaBICHUIO) - JUPEKTOp (QuiiMana B3aUMOACHCTBYET C
PYKOBOJIUTENSIMA COOTBETCTBYIOIIMX HarpaBieHuil (aBro, moto, KT) n
HECET nepe HUMU OTBETCTBEHHOCTb 32 PE3YJIbTaThI.

[IpyHIMN «HE3aBUCUMOCTH HarpasieHul»Kaxnoe HanpasieHue
coxpansier cBoi Owomxer, KPI, mMapkeTHHroBble IUIaHbI, 3aKyIOYHbIE
KOHTPAKThI U CTaH/IapThl CEpBHCA.

B ¢unuane Bce Tpu HampaBiieHUs: pabOTAIOT HA OJIHOM IUIOIIAJIKE,
HO UMEIOT OTJIEJIbHBIX MEHEHKEPOB 0 MPOaaXkaM U CEpBUCY (MU Kpocc-
(YHKIIMOHATBHBIX CIEUATIUCTOB, €CJIA HITAT OTPAHUYEH).

Pemienusi, 3aTparuBaroriyue HECKOJIbKO HaIMpaBJICHHUH (Hampumep,
oOumii mnaH no ¢uiaMany, HCIOJb30BaHUE IUIOIIAJCH, COBMECTHbBIE
aKI1u), IPUHUMAIOTCS KOJUIETHAJIbHO C YYacTHEM JAUpEeKTopa ¢uiinaia u
MpeJICTaBUTENEH BCEX TPEX HANPABJICHUM.

2.KmroueBwie KPI nst pykoBoauTenei

s nupexropa ¢uinana

Otu KPl nomkubel oTpaxaTh Kak oOOIIMe pe3ylbTaThl pabOThI
¢unmnana, Tak ¥ BKJIAJ KaKIOTO HAIpPABJICHUS, a TAKKE OMEPALHOHHYIO
b dexTuBHOCTH 0€3 YBETUYCHHS IITaTa.

OO6muit poct Beipyuku (punuana (menb: 15% k 6a30BoMy ypOBHIO
3a 24 Mecs11a) - TJIaBHbIA MHTETPaIbHBIA MOKA3aTelb.

BoimonHnenue 1iaHa Mo KaxkaoMy U3 3 HampaBleHu# (mouis
BBITIOJIHEHHUST  IaHa mnpoaaxk  aBro/MoTto/KT He Hmke 100%
€KEKBAPTAIIbHO).

Mapxunanprocts  pummana (EBITDA margin) - He Hmke
LIEJIEBOTO YPOBHS, COINIACOBAHHOTO C TOJIOBHOM KOMITAaHUEN.

CSI (Customer Satisfaction Index) - ypoBeHb ymOBIETBOPEHHOCTH
KIMEHTOB IO KaXJOMy HampasieHuio (menb: poct Ha 10-15% ot
TEKYIIEro YpPOBHS).

[IpousBoauTenbHOCTh TpyAa (BBIpYYKa Ha COTPYJHHUKA) - POCT HE




Menee 12% exeroaHo (yu4uThIBas 3alpeT Ha pOCT IITATa).

CoOmoieHue CTaHIapTOB (AyaUT TO YEK-JIMCTaM OT KaXKJOTo
HaNpaBJICHUS U OT IUPEKTOPA M0 PETHOHAIBHOMY Pa3BUTHIO) - HE MEHEe
90% cooTBeTCTBHS.

O6opaunBaeMoCTh CKIaga (UIsl 3amyacTedl M akceccyapoB) -
ONITUMU3AIIMS 3a1acoB 0e3 yiiepoa st MpoaaxK.

Hons kpocc-pojax (Hampumep, Mpojaxa MOTO-aKCECCyapoB
KJIMEHTaM aBTOHAIPABJICHHUS) - IOCTENIEHHBII pOCT MOKa3aTesl.

Jlng pykoBouTens HanpasiieHus (aBTo, Moto, KT)

Omu  KPI doxycupyrorcs Ha  CTpaTerH4ecKOM  pa3BUTHU
HaTpaBJICHUS U KauecTBe pabOThI CETH B LIEJIOM.

BrimonHeHne KOHCONMAMPOBAHHOTO IIIAHA 110 HAIpPaBJICHUIO
(cymmapHo 1o BceM (unmanam).

CpemHsisi Map)KMHAJIBHOCTh TI0 HANpPaBICHHUIO - KOHTPOIb W
OTITUMU3AIIHSL.

Jlonss pelHKAa 1O HAMpaBJIEHUIO B  KIIOYEBBIX pEruoHax
(MOHUTOPHUHT H POCT).

DddexkTuBHOCTL MpoAyKTOBOM nuHEHkn (ABC-aHanmms, BBIBOJ
HEPEHTAOCIIBHBIX TIO3UIINN).

VYpoBenb cranmaptuzanuu  (goas  (UIMANOB,  MOJHOCTBHIO
COOTBETCTBYIOIIMX CTaHAApTaM HarpaBICHUS).

CkopocCTb BHEIPEHHS HOBBIX MPOJYKTOB/YCIYT (BpeMs OT 3aIrycka
no nosisienust B 80% ¢uimanos).

KauectBo B3aumozeiicTBus ¢ punuanamu (OIleHKa OT AUPEKTOPOB
¢unuanos no mkane NPS).

NunoBarun u  onTummzanust  (KOJIMYECTBO  BHEIPEHHBIX
yIYUIIEHUH OT (DUIIHANIOB, BIUSIONIMX HA Map)Ky WIH KIUEHTCKUN OTIBIT)

3. OntumanbHas CTPYKTypa yIpaBjieHus BHYTpU (puiuana

VY4uuThiBasg OrpaHMYEHHE IO YHMCIEHHOCTH U HeoOXOAMMOCTb
oOcnyxuBaTh 3 HampaBleHUS, CTPYKTypa JOJDKHA OBITh MAaKCHMalbHO
KOMIIaKTHOM U Kpocc-(QyHKIIMOHAIBHOM.

KitoueBbie ponu B pumnmane:

HupexTtop ¢unuana - oduiee pyKoBOJCTBO, cTparerus (uinana,
B3aMMO/ICHCTBHE C TOJIOBHOM KoMIaHuen, KoHTpoiib KPI.

Menemxkep 1o mnpoaaxkaMm (3 4enoBeka, MO OJHOMY Ha




HanpaBJCHUE) - OTBEYAET 3a BBHIMOJIHEHHE IUIaHa MpoJax, pabory c
KIIMEHTaMH, aKI1H.

[Ipu HEoOXOAMMOCTH OJWH MEHEIKEP MOXKET KypHpOBaTh JBa
CMEXHBIX HampasieHus (Hanpumep, aBto u KT), ecnmu 00bEMBI
HO3BOJISIOT.

-PykoBoautens cepBucHOTO 1eHTpa (1 4ernoBek) - KOOpAMHAIIHS
paboThl MacTEPOB, KOHTPOJIb KaYECTBA, CPOKH PEMOHTA.

B neGonpimux ¢unnaniax cepBuC MOXKET ObITh 0O0BETUHEHHBIM JIJISI
BCEX HAIPaBJIEHU, C BbIJIEJICHUEM 30H OTBETCTBEHHOCTH BHYTPH.

-Macrep-ipuémimuk (2—3 4yenoBeka) - NEPBUYHBIM KOHTAaKT C
KIIMEHTOM, O(OpPMIIEHHE 3aKa30B, KOHTPOJb CPOKOB.

-Cxrnanckoit menemxkep / joruct (1 uenoBek) - yIpaBieHHE
3armacaMu, 3aKasbl, JOTHCTHKA. MOKeT coBMelaTh (YHKIMH 1O BCEM
TPEM HaIPaBICHUSM.

AnmvunucTpatop / koopauHaTop (1 4eroBek) - JOKyMEHTOOOO0pOT,
CRM, oTuéTHOCTSH, MOTIEPKKa pabOThI Oduca.

-MapxkeTosior / cnenuanucT Mno KiIMeHTCKOMY ombITy (1 uenoBek,
Ha ¢uiavan Wik Ha Tpynny (GuinraaoB) - JIOKAJbHBIC aKIWW, padoTa C
OT3bIBaMH, TPOTPAMMBI JIOSITBHOCTH.

OcoOeHHOCTH OpraHu3aIuu paboThI.

Kpocc-dynknuonansnoctsb: COTpYAHUKH JTOJKHBI OBITH 00Y4YEHbI
0a30BBIM 3HAHHSIM MO BCEM HAIIPaBJICHUSIM, YTOOBI MPU HEOOXOIUMOCTU
MOJIMEHATH APYT Apyra.

Hampumep, MeHemxkep Mo mpoaaxam aBTO JODKEH YMETh
KOHCYJIBTHPOBATh MO 6a30BbIM Bompocam Moto u KT.

Ucnons3oBanne CRM u BI: LlenTpanuzoBannas CRM-cucrema c
JOCTYIIOM JJisi BCeX COTpyAHHKOB ¢Quuuana u Bl-mambopmamu s
monutopunra KPI B peaibHOM BpeMeHHU.

Perynsapubeie coBemanus: ExeHenenbHble IUIAHEPKU BHYTPH
¢winana M eXeMeCSuHble CTPATerMYecKHe CeCCHM C y4acTUeM
npeacTaBuTeNel BceX TpEX HaMpaBlIeHUN U TupeKkTopa duamana.

JenerupoBanre NOJHOMOYHIA:

Jupektopy ¢umuana JeNerupyroTcs MpaBa Ha YTBEpXKIACHUE
JIOKaJbHBIX CKHJIOK, MPOBEJCHHME aKIUH B paMKax YTBEPKIEHHOIO

6IO)1)K€T&, HaﬁM/yBOHBHCHHC JIMHEMHOTO IepcoHalia (B npeaciiax




LITATHOTO PACIIUCAHUSA).

[Ipumep pacnpenenenuss posed (A CpegHEro MO pasMepy
¢wimana):

Hupextop ¢unuana 14.

[Iponaxwu (aBro/MOTO/KT) 34.

CepBuc (pykoBOJCTBO Npuémka) 4u.

Cknan/norucrtuka lu.

AJMUHUCTPUPOBAHUE/MAPKETHUHT 24.

Uroro: 11 yenoBek (uudpbl MOTYT BapbUPOBATHCS B 3aBUCUMOCTH

OT peruoHa 1 o0bEMa Ipoaax)

Keitic-3amaua Ne 3

1. OueHKa NpeayoKeHHbIX BApUAHTOB

Bapuant 1: equnstii cknan (20 Teic. M?)

[Tmrocsr:

-IIEHTPATH3AINs YIPABICHUS 3allaCaMu;

-CHW)KCHHE aIMUHHUCTPATUBHBIX HW3JCPKEK Ha  CKIAJCKYIO
JIOTUCTHKY;

-YIpOUIeHHE KOHTPOJIS Ka4eCcTBA U CPOKOB T'OJAHOCTH;

-OKOHOMHSI Ha MacmTabe (eaMHbIe CTaHAApPThI, TIEPCOHAI,
UT-cucremsr).

MuHnychl:

-BBICOKHE KallUTaJIbHbIE 3aTPAThl HA CTPOUTEILCTBO/apeHY;

-pOCT TPAHCHOPTHBIX PACXOJOB Ha JOCTaBKY HIPOAYKLUHU Ha
CKJIaJ;

-yBEJIMYEHUE CPOKOB JIOCTaBKM JI0 KIHEHTOB (OCOOEHHO B
OT/Ia7IEHHbBIE PETHOHBI);

-pUCK neduIrTa MPU HEPABHOMEPHOM CIIPOCE;

-HEOOXOAMMOCTh TIOBBIIIEHUSI [eH Ha 5 % JUid TOKPBITUS
U3JIEPIKEK.

BapI/IaHT 2: ceTh HeOOJIBIINX CKJIaZJIOB B KJIFOUCBBIX PETHOHAX

[Tmrocsr:

. COKpAIlleHHE CPOKOB JIOCTaBKH JI0 KJIMEHTOB;

. HOBBIILICHUE JTOCTYIHOCTH acCOpPTUMEHTA e
JTMCTPUOBIOTOPOB;

. pacripesieieHie PUCKOB (€CIM OJWH CKJIaJ BBIAIET U3

CTpOsl, OCTAJIbHBIE MTPOAOIIKAT PadOTY);




. Jy4uias aAanTanus K peruioOHaAIBHOMY CIIPOCY.

Munycsl:

. 3HAYUTEIbHO  OoJiee  BBICOKME  KalUTalbHBIE U
OIIEPALIMOHHBIE 3aTPaThl;

. YCIO)KHEHUE BHYTPEHHUX IIPOLECCOB  (KOOpAUHAIIMS

nepeMenieHui Mex Iy IPOU3BOJACTBAMU U CKIIAZaMu);

. ITyOIMpOBaHUE 3aI1acOB U POCT U3JIEPIKEK HA XPaHEHHE;
. HEO0OXO0MMOCTb NOBBIIIEHUS 11eH Ha 5 % (Kak U B MIEpBOM
BapHUaHTE).

2. AnbTepHaTUBHOE PEIICHHE U KIIFOYEeBBIE (PaKTOPHI BEIOOpA
[Ipemiaraemprii BapuaHT: THOpUIHAS JIOTUCTUYECKAS MOJIETh
Crpykrypa:

. LenTpanbubIi pacnpenenuTenbHbII LIEHTP
(IIPLY) uromanpto  10-12 Teic. M> B Teorpaduyeckom IieHTpe PD
(manpumep, B Tyne unu Huxuaem Hosropoge).

. Pervonanbusie MUHH-CKIIAbI (5—7 0OBEKTOB) B KIFOUEBBIX
skoHoMuuecknx 30Hax (MockBa, Cankr-IlerepOypr, ExarepunOypr,
HoBocubupck, PoctoB-na-Jlony, Kazans, Boponex).

Kak pabotaer:

1. IIpousBoacTBa otrpyxkatoT npoaykuuto Ha IPI[ 1o
OPUHLUITY «TOYHO B cpok» (JIT) — 6e3 ckiaaupoBaHus U3JIUIIKOB.

2. LIPIl dopmupyer cOGopHBIE Tpy3bl IO pErHOHAM |
OTIpPABJISICT HA MUHU-CKJIA/IbI.

3. Munu-cKkiaapl NOJIEP)KUBAIOT MUHUMAJIbHBIN CTpaxoBOM
3anac no kaxaomy SKU, nonomnussce u3 LIPL[ 1-2 paza B Henento.

4. OTrpy3ku KIMEHTaM — CO OmbKallero K HUM
MUHU-CKJIa/1a.

KiroueBsie akTopsl BEIOOpA:

. CTouMOCTh JIOTUCTUKU: OaJlaHC MEXIYy KamuTalbHBIMU

3aTpataMd Ha MHQPACTPyKTypy M OIEpalMOHHBIMH pacxXoJaMH Ha

MIEPEBO3KHU.
. Cpoku  JOCTaBKH: MPUOPUTET AN KIMEHTOB U
TUCTPUOBIOTOPOB.
. VYropasienue 3amacamM: MUHHMH3AIUS U3JIUIIKOB TMPHU

TapaHTHpOBaHHOﬁ JOCTYITHOCTH aCCOPTHUMCHTA.




. I'mGKOCTh: BOBMOXXHOCTh ~ IepepacupeiesieHus — 3amacoB
MEXK/ly pErMOHAMH.

. WUT-unTerpanus: eqyHas cucreMa yd4éra U IUIAaHUPOBAHMS
(WMS, TMS).

. Pucku: nuBepcuduKkanys TOUYEK XpaHEHUS IS CHUKCHUS
BITMSIHUS JIOKAJIbHBIX COOEB.

3. OnrtumanpHO€ pelieHHe s KOMIIAHUH C  HIUPOKUM
ACCOPTUMEHTOM U HECKOJIbKUMU ITPOU3BOICTBAMU

Haubonee s dextuBnbiii moaxon — rubpuanas moaens ¢ L[PL] u
CEThI0 PETMOHAJIBHBIX CKJIAJIOB.

[Touemy ona s dexTrBHA:

1. OKOHOMHUYHOCTh: — [[PL] cHmkaeT kamuTajgbHbIE 3aTpaThl
10 CPaBHEHHIO C IMOJIHOM CEThIO CKIIAZIOB; — MUHUMHU3UPYET «MEPTBBIE»
3amachl 3a CUET [IEHTPATM30BAHHOTO TUIAHWPOBAHMUS.

2. CkopocTb JOCTaBKH: — pErMOHaITbHBIE CKJIAJIBI
obecrieunBaroT 1—2-AHEBHYIO JOCTaBKY J0 OOJIBIIMHCTBA KIUEHTOB; —
JTUCTPUOBIOTOPHI TIOJIYYArOT TOJIHBIN aCCOPTUMEHT 0€3 3a/IepiKeEK.

3. MacmTabupyemMoCThb: — JIETKO J00aBJISATh HOBBIE PETHOHBI
0e3 mepecTpoWKH BCeW CHUCTEMbl; — BO3MOXKHOCTh IEepepacnpeiensiTh

MOIIMHOCTH ITPHU U3BMCHCHHH CIIpOCa.

4, KoHTponb KadecTBa: — €IAMHBIA CTaHIAPT XpaHCHUS U
obpaborkn Ha [IPLl; — cHWKeHHWE pPHUCKOB TOpYM W OIMHMOOK Ha
nepudepuu.

5. AaNITUBHOCTB: — BO3MOKHOCTh JIOKAJIBHOTO TIOTIOJTHEHUS

3armacoB Ha MUHU-CKJIa/laX; — FMOKOCTb B YIPABJICHUU aCCOPTUMEHTOM
(HampuMep, Ce30HHBIMHU MO3UIUSMHU).

Wror: rubpuanas Mozenb coveTaeT JKOHOMHIO Ha MacIiTade,
CKOPOCTh JIOCTaBKHM U YIPABISIEMOCTh, YTO KPUTUYHO JJIsi KOMIIAHUN C

IIUPOKUM aCCOPTUMCHTOM U paCHpeI[eJ'IéHHBIMI/I IMPpON3BOACTBAMHA

Ketic-3amaua Ne 4

1. Ilpumep mpemsioKeHUsT MEHEIKepa IO 3aKylmKam Ul
npenacenaTeNnss KOMOaHUM (B JBYX CIEHApUAX — KPAaTKOCPOUYHBIX U B
JOJITOCPOYHOM MEPCTIEKTHUBE):

KpatkocpouHbie u3MeHeHUs:

o Bnenpenue cucTeMBbl KOOPAMHALMHM MEXAY OTIEIOM

3aKYIIOK U OAPYTrUMHU MOAPa3ACIICHUAMU (MapKeTI/IHTOM, MIpOU3BOACTBOM,




JOTHCTUKOM, (UHAHCAMH) Yepe3 peryiaspHble COBELIaHHsS, OOMEH
nHpopManKeil 1 COBMECTHBIE TIPOEKTHI.

) PazpaboTka YETKMX KpUTEpUEB B3aMMOJCHCTBHUS C
NOCTABIIMKAMH, BKJIIOYas IPO3PavyHOCTb YCIOBUN COTPYIHHYECTBA,
CPOKHM IIOCTABOK, YCJIOBUS OIJIaThl M OTBETCTBEHHOCTh CTOPOH.

o OOyueHre COTPYIHUKOB W3 PA3HBIX OTIEIOB HaBbIKaM
KOMMYHHKAIIUU U pa3perieHust KOHPIUKTOB.

HonrocpoyHas nepcrnexkTuna:

o Coznanue 1eHTpa KOOPAMHALIMM 3aKylNOK U IOCTaBOK,
KOTOpbI OyJZer oTBedaTh 3a IUIAaHUPOBAaHUE, 3aKYyNKy ChIpbS U
MaTepuagoB, KOHTPOJb KadecTBa W ONTHMHU3ALMIO JIOTUCTUYECKHX
L[EMOYEK.

o Buenpenne cuctembr KPI (kmrodeBbIXx —mokasareseit
s3¢¢deKkTuBHOCTH) JUId  OTAeNa 3aKyloK, 4YToObl CTUMYJIMpPOBATH
Pe3yNbTaTUBHOCTh U CHMKATh KOH(DIUKTHI.

o Pa3BuTHe BHYTPEHHHMX KOMIETEHIMI Yepe3 MporpamMMBbl
oOyueHuss M pa3BUTUS COTPYAHMKOB, BKIIO4Yash OOydeHHE HaBbIKaM
MeX(YHKIIMOHATIBHOTO B3aUMOICHCTBUSI.

2. CoKHOCTH TIPU peaTn3aiiy IpeaJIOKECHHUS:

. ComnpoTuBieHue n3MeHeHusM. COTpyIHUKH u
PYKOBOJICTBO MOTYT HE Cpa3y MPHUHATH HOBBIE MOJIXObI, YTO 3aMEJJIUT
BHEJ[PEHUE MPEIIOKECHHI.

. Heo6xomumocTh MIePECTPOUKH Oou3Hec-
npoueccoB. TpeOyercs BpemMsi U pecypchl UIsl aJanTallli CTPYKTYpPbI

KOMIIaHHUH, (¢} 6y‘~ICHI/I5I COTPYAHUKOB n HaCTpOfIKH CHUCTEM

B3aMMOJCHCTBUSI.
. KOH(I)J'II/IKTLI MCXKAY OTACIaMU. I[axce IIpHU HAJTMYIHUH Omarux
HaMepeHI/Iﬁ KOH(bHHKTBI MCKIY nmoapa3aACJIICHUAMUA MOT'yT

IPENATCTBOBATH COTJIACOBAHHBIM JEHCTBUAM.

. CnoxHocty ¢ mnocraBmMkamu. Ecau  paHee BO3HUKaIU
npo6jaeMbl B OTHOIICHUSAX C TOCTaBIIMKAMH, UX aJanTalus K HOBBIM
IIPOLIECCAM MOYKET BbI3BaTh JOMOJHUTEIbHBIE CII0KHOCTH.

. KynerypHble U cTpykTypHble Oapbepbl. B kommanuu c
UTAIbSIHCKUMU  KOPHSAMH M POCCHUHCKHM  MEHEKMEHTOM  MOTYT

BO3HUKHYTH CJIOKHOCTH H3-3a pasnnqnﬁ B KOPIIOPATHUBHBIX KYJIIBTYypax U




MOJIX0aX K YIPABJICHUIO.

3. ®UHAHCOBBIE PACXO/IbI IIPHU PEATU3ALMH MPEIIOKEHUS:

. 3anaTLI Ha BHCAPCHUC CHUCTEM KOOpAWHALIUU n
oOyueHus. Oto Moryr ObIThb pacxoibl Ha paszpabotky [1O, oOyuenue
nepcoHaia, KOHCYIbTallH.

. Pacxonpl Ha mepectpoiiky OusHec-mpoiieccoB. Hampumep,
3aKylnKa HOBOTO 000PYIOBaHHUS, ONTUMM3AIMS JIOTUCTUUECKHUX IIETIOYEK,
BHEPEHHE CUCTEM YIPABIICHHS 3arlacaMu.

. 3arpatel Ha o0OydeHue coTpynHUKOB. Eciu mporpamma
MIpPENIoaraeT pa3BUTHE HABBIKOB, IOTPEOYIOTCS PacXo bl Ha 00yUeHHeE.

. Pacxonpl Ha aganTanuio moctaBuiuKkoB. Eciu moTpeOyercst
MEPEeCMOTp YCIOBHHA COTPYIHHYECTBA C IOCTABIIMKAMHU, 3TO MOXKET
YBCJIWYUTE 3aTPaThI.

. [ToTeHnmanpHbie MOTEPU M3-3a CHIXKEHUS 3((HEKTUBHOCTH
B KpPaTKOCPOYHOM mepcrekTuBe. Hampumep, n3-3a 3aepKek B MOCTaBKax
WA KOH(IMKTOB C MOCTaBIIUKAMHU.

IIpencenarens KOMIaHUU, BEPOSTHO, YUUTHIBAI 3TU (PAKTOPBI IPU
MPUHATUY pelIeHHs 0 pe)OPMUPOBAHUN KOMIIAHUH, HO JUISl peau3aliu
MpeIoKEHNUsT  MOTpedyeTcss  yOemuTh  PYKOBOJACTBO B €TO

I_IeJ'IeCOO6pa3HOCTI/I H 00eceynTh JO0CTAaTOYHBIC PECYPCHI

Keiic-3amaua Ne 5

Jnst dopMupoBaHMsS ~ CTpAaTErMM  Pa3BUTUS  KOMIIAHHUH A,
paboTarorieit B cpepe TOTOJHUTETLHOTO 00pa30BaHUs ISl IETECH, MOYKHO
pPacCMOTPETh HECKOJIBKO KITIOUEBBIX HAIPABIICHUM.

1. OpranuzanuoHHasi CTPYKTypa U CUCTEMa HaJOr000I0KEHUS

OpranuzannoHHas CTPYKTypa:

1.Ilepexon na OOO. Ecnu mnnaHupyercs MaciTaOHpOBaHUE
Ou3Heca, MPUBJICUEHUE HOBBIX MAPTHEPOB WU peanu3alus KPYITHBIX
MPOEKTOB, Oosee moaxoasauieii Oyner ¢popma oOIIEeCTBA C OTPAHUYECHHON
OTBETCTBEHHOCTHIO.  JTO  MO3BOJMUT  CTPYKTypupoBaTh  OuW3Hec,
pacnpeAenuTh A0H YUpeauTeNel U YyIIPOCTUTD yIIpaBlIeHUE.

2.Coxpanenue UII ams omgHOro W3 yupeauTteneil MOKeT OBITh
OTIpaBJIaHO, ecliu OM3HeC HeOOJIBIION, a OCHOBHAS JIESTEILHOCTh CBsI3aHa
C WHAMBHUIYaTbHBIMH TPOEKTAMH WM HEOONBIINMHU TMPOCKTaAMH, HE
TPeOYIOIMMHE CIIOKHOTO YIIPABICHHUS.

CucreMa HaJIOroo0JI0KCHUS :




1.Ynpoménnas cucrema Hanoroobnoxenus (YCH). Hampuwmep,
YCH «loxoas» (6% ¢ BBIpYYKH) MOKET OBITh BBITOJIHA, €CIIM OCHOBHAs
YacTh 3aTpaT — apeHaa M MapKeTHHI. B HEKOTOpBIX peruoHax CTaBKa
MOJKET OBITh CHIDKEHA 10 1%.

2.YCH «Joxonsr wMmunyc pacxons» (15%). [logxomur mnpu
3HAYUTEIBHBIX 3aTpaTax Ha apeH/ay MOMEIIEHHH, 3apIuiaTy nepcoHasa,
3aKyNKy 000pyIOBaHHS U MaTEPHUAJIOB.

3.Matenr (IICH) — ¢ukcupoBaHHass cymMma, pa3mep KOTOPOH
3aBUCHUT OT peruoHa u popmara 6usneca. [logxoaut tonwsko s UIL.

4. AYCH — 8% c noxomoB win 20% ¢ J0X0/I0B MUHYC PacXOJpbl.
OTUY€THOCTH aBTOMATHYECKH BEAET HAJOTOBas, HO €CTh JIMMHUTHI:
10 5 corpyaaukoB u 60 MiTH pyOIieid B ro.

2. Ctparerus pa3BUTHSA

l'opuzoHTanpHOEe pacuIMpeHne — OTKPHITHE HOBBIX (UINAJIOB
KIIyOa B Ipyrux paiioHax MOCKBBI UM COCEAHUX ropoaax. ITO TO3BOJIHT
YBEJIMYUTH OXBAT ayAUTOPHUH U AUBepcUUInpoBaTh OM3HEC.

Opnako TpeOyeT 3HAYMTENbHBIX MHBECTHIMHA B apeHAy, PEMOHT,
000pyI0BaHNE U TIEPCOHAI.

3anyck ¢paHmm3bl. Eciin koMnaHus UMeeT y3HaBaeMbIii OpeHJ U
yCIIeUIHYI0 OU3HEC-MO/Ielb, MOXKHO PACCMOTPETh MPOJAXKy (PpaHIIH3.

DT0 JacT AOCTYH K TOTOBBIM OM3HEC-TIpolieccaM, MapKETHHTOBBIM
MaTepuaiam, MoAIepKKe CO CTOPOHBI (hpaHuaizepa.

Opnako moTpeOyeTcst ymjaaTa posuITU W MaylIaJbHOTO B3HOCA, a
Tak)Ke coOII0IeHUEe CTaHAapToB (ppaHyaiizepa.

Boikyn mnomenienus. Ecnm  ectb  BO3MOXKHOCTH — IPUOOpECTH
MOMEII[EHHE B COOCTBEHHOCTh, 3TO MOJKET CHHU3UTh OIEPALUOHHBIC
pacxo/bl M TOBBICUTH KOHTPOJb HaJ OusHecoM. OmHako 3T0 TpedyeT
3HAYUTENIbHBIX MHBECTUIIUI 1 BPEMEHH Ha COTJIACOBAHUE CIICIKH.

3. Pa3zButHe oHnaitH-oOyueHus Ha 0aze Kiyda

Hlaru ans pa3BUTUS OHJIAHH-00y4eHUS:

1.Pa3zpaboTka 1507051 aJarnTamnus o0pa3oBaTeNbHBIX
nporpamMM. Co3aHue MHTEPAKTUBHBIX KypCOB, BHUIECOYPOKOB, TECTOB,
KOTOpBbIE MOKHO MPOXOJUTh JMCTAHIIMOHHO. MOXHO HCIOJIb30BaTh
reiMuuKanuo — CUCTEMY MOOLIPEHU, YpOBHEH, ONbITA.

2.Co3nanue cOOCTBEHHOTO caifTa WM TIATPOPMbI. ITO MO3BOJIUT




CUCTEMATHU3UPOBATh JOCTYIl K IIpOorpaMmam, OTCIIEKHUBATh IPOrpecc
yJammxcs, IIPEIOCTABIISATh POUTENSAM UHCTPYMEHTBI JUISL
B3aUMO/JICHCTBUS C [1€JarOraMH.

3.MnTerpanus ¢ COUMANBHBIMH CETSIMH W JAPYTHMH KaHAJIaMU
KOMMyHUKauu. [Iponuxenue OHJIAH-YCIIYT yepes COIICETH,
TapreTUPOBAaHHYIO peKIaMy, KOHTEHT-MapKETUHT .

4 Bosneuyenue poauteneil. [IpemocraBnenue poauTensM aocTyna
K MaTepHajiaM, KOHCYJIbTallUsIM [1€JJaroroB, CTATUCTUKE O0yYEeHUs IeTeH.

KonkypeHTHbIEe mpenMyliecTBa OHJIAWH-TUIAaTGOpMbI Ha 0ase
(hu3MUECKOTo AETCKOro Kiyoba:

-I'nbkocte U goctymHocTh. Poaurenu moryt BeiOMpaTh (opmar
oOyueHusi (OYHBIA WJIM NUCTAHIMOHHBIN), a AETU — BBIOMpATh YI0OHOE
BpEMsI M1 MECTO 3aHITHUH.

-UnTerpanust ¢ peanbHOM JAEATENBHOCTBIO  KiyOa. OHiaiiH-
miargopmMa MOXKET JIONOJHATh OYHBIE IPOTPaMMBbl, Mpejiaras
JOTIOTHUTEJIbHBIE 3aHATUS UIH MEPOIIPUSITHSL.

-Pacupenne aynuropuun. ®uszndeckuii KIryd MOXET TMPUBJICKATh
KIIMEHTOB, KOTOpbIE€ HE MOTYT IOCENIaTh OYHBIE 3aHATUS IO Pa3HBIM
MpUYMHAM, a OHJAHH-TUIaTGOopMa pemIaeT 3Ty MpoodiieMy.

-Bo3mokHoCTh mepconanuzauuu. Ponutenn Moryr mnoadupath
porpaMMbl 00y4eHHsI ¢ y4€TOM MHTEPECOB M CIIOCOOHOCTEH peOEHKa, a
CUCTEeMa aHaJUTHUKH MO3BOJISIET OTCIICKUBATH MPOTpecc.

Takum o0pa3oM, MpH peanu3aldy CTPATETUH PAa3BUTHS BaXKHO
YUUTHIBaTh TEKYIIHE TPEHIBl B cdepe IOMOJHUTEIBHOrO 00pa30BaHUS
(mampumep, pa3BUTHE MUPPOBOTO KOHTEHTA, MEPCOHATHU3UPOBAHHBIX
IporpaMM, MPOrpamMM MO PA3BUTUIO SMOIMOHAIBLHOTO HWHTEIIEKTa) U
TpeOOBaHUs 3aKOHOIATEIbCTBA.

Takxe cToUT 0OpaTUTh BHUMAaHHE HA BO3MOXKHOCThH TMOJYYEHHS
rOCyIapCTBEHHOW TNOJAEPKKH WM TPAaHTOB, €CIM OHHU JIOCTYIHBI B

pETHOHE.

Hara:

(moamuce)(DPUO obyuaromierocs)




