Bepcua 0.1

MeTopuuyeckue pekomMeHpauum
Mo NPUOPUTU3ALIMM NPOLLECCOB AN PeUHXXUHUPUHTa
¥ GOpMUPOBaHUIO NMTaHa PEUHXUHUPUHIA NPOLLECCOB

an/IOpVITVI3aLI,VIﬂ npoueccoB and penH>XxXHUpUHra

Korma HeobxoOMMO MPOBECTU  PEUHXWUHUPUHI  GONbLIOro  KonuyecTsa
NnpoLEeccoB, U NPy 3TOM Y BEAOMCTBA HET PECYPCOB U BO3MOXHOCTU MPOBOAMUTb
PENHXUHUPUHI BCEX MPOLLECCOB OAHOBPEMEHHO W napannesnibHo, Heo6xooMMo
paccTaBuUTb MPUOPUTETbI - pPEeWnTb, Kakue npoueccbl 6yayT NpPoOXoanTb
PEUHXXUHUPUHT NMEPBbIMU, a KaKMe — 3a HUMU. DTO U eCTb NPUOPUTUIALUA.

B cnyyae, ecnm pecypcoB Ha napannenbHbli PENHXUHUPUHT BCEX MPOLLECCOB
XBaTaeT UM MPOLLECC BCErO OAUH, MPUOPUTUIALMA HE HYXKHA.

B paMkax nepBoro wara no npuoputusaumm peKkoMeHayeTcs M3yunTb, Kakue
MEeponpUATUA MO M3MEHEHUIO TEX >E€ TMPOLLECCOB YXXe 3anfiaHupoBaHbl wUnu
NPOBOAATCA B BegoMcTBe (B pPaMKax MWHbIX MPOEKTOB, HE CBA3aHHbIX C
KNMEHTOLEHTPUYHOCTbIO), N CUHXPOHU3NPOBATLCS C HUMU, TO €CTb YCTAHOBUTb
CPOKM  PEUHXUHMPUHIA TMPOLECCOB B  paMKax  KJIMEHTOLEHTPUYHOCTU
COOTBETCTBYIOLLMMUN CPOKAM PEVHXKMHUPUHIA TEX XKE NPOLLECCOB B paMKaxX Apyrmx
NpoeKkToB. CUHXPOHM3aLUUA NMOMOXET n3bexaTb CUTyaUnn, Koraa OauH U TOT XKe
npouecc ¢aKTUYECKU U3MEHSIeTCs [OBaXKObl, W, COOTBETCTBEHHO C3KOHOMWTb

pecypchbl.

Hanpumep, B BeAOMCTBE MOXET BbITb YXKe 3aKJlo4eH KOHTPaKT Ha gopaboTtky N0 B
paMKax coBepLleHHO opyroro npoekTa, Ho T3 ewe He cornacosaHo. B aToM cnyyae
npencraBnaeTca uenecoobpasHbiIM 06CyaAUTb C NOAPSOYMKOM BO3MOXHOCTb
nopaboTku MO ewe n onga BbINONHEHUS TPeboBaHUN KITMEHTOLEHTPUYHOCTMU.

B paMkax BTOpOro wara rno npuopuTnsaumm Be1oMCTBO MOXET MCMO/b30BaTb
pasnuyHble noaxonbl. Tak, BEOOMCTBO MOXET OTAaTb MPUOPUTET MpoLeccaM,
KOTOpbIE yXe Ceiyac B 3HAUMTENIbHON CTEMeHU COOTBETCTBYIOT MPUHLMNAM U
CTaHOapTaM  K/UEHTOLEHTPUYHOCTM, C TeM, uTobbl npu cAenatb  UX
K/TMEHTOLEHTPUYHBIMN MPU CPaBHUTENbHO HeBONMbWUX 3aTpaTax BPEMEHU U
pecypcos.

B paMkax gpyroro nogxona Be0OMCTBO MOXET OTAaTb NPUOPUTET MNpoueccam,
KOTopble Haumbonee 4acTO BbIMNOMHAITCA W MPU 3TOM HE COOTBETCTBYIOT
TpeboBaHMUAM KIIMEHTOLEHTPUYHOCTU, YTOObl 3PPEKT OT KIIMEHTOLEHTPUUHOCTH
Obin 6onee oWyTUMbIM.

Tak)Xe BeOOMCTBO MOXET MCMO/b30BaTb KOMGMHALMIO 3TUX MOAXOO0B WM
NCMoNb30BaTb MHbIE MOAXOMAbI, YTOObI PACCTaBUTb MPUOPUTETbI MO PEUHXXUHUPUHTY
NpPOLLECCOB.

B pesynbTaTe MeponpuaTus Mo MNpUopUTU3aLMM KaxkObl MPOLECC OOSMKEH
NONYy4YnUTb CBOMN MPUOPUTET NGO XKECTKUN CPOK PEUHXUHUPUHTA, NMPUBA3AHHbBIN K




MEpPONPUATUAM MO PEUHXMHUPUHIY B paMKax MWHbIX MNPOeKToB. [anee Ha
OCHOBAHWW 3TOro npuopuTeTa YXe KOHKPETHbIM  MEPOnpuUATUAM MO
PENHXUHUPUHIY MPOLLECCOB OyayT NMPUCBaMBaTbCA KOHKPETHble OaTbl B MiaHe
PENHXUHUPUHTa.

[aBanTe paccMoTpuM Ha npuMepe. [JonycTuMm, 4to y BegomcTtBa 10 npoueccos,
M Yy HEro xBaTaeT pecypcoB, 4YTO6bl NapansienibHO NPOBOOUTb PENHXUHUPUHT TPEX
npoueccoB. Torga Mbl pazéuBaeM Bce NMpouecchl Ha 4 «BONHbI» (TPU NpoLlecca B
nepBomn, TpU — BO BTOPOWU, TPU - B TPETbEN U OOUH — B yeTBepTOoMn). [onycTum,
BELOMCTBO PeLnsio, YTO B NEPBYIO o4epenb OHO ByAeT NPOBOANTb PEUHXNHUPUHT
Hanbonee BocTpeboBaHHbLIX MpoueccoB. HeobxoouMmo noacumTaTb, Kakue
npoueccol Hanbonee BocTpeboBaHHbIE, CKOMbKO Pa3 OHW BbIMOMHANUCH, [OMYCTUM,
3a npenblgywmni rog (MOXHO B34Tb /060N OTPE30K BPEMEHU, rnaBHoe, YToObl OH
Obl1 NOKasaTeNbHbIN U OOMHAKOBbLIM ONS BCeX npouecco). lNonyymnacb Takas
KapTuHa:

HasBaHue npouecca KonuyecTtBo
Mpouecc A 1174
Mpouecc b 450
Mpouecc B 477
Mpouecc I 48
Mpouecc [ 1200
Mpouecc E 218
Mpouecc X 177
Mpouecc 3 2
Mpouecc U 14
Mpouecc K 381

Mcxooa m3 aTOoro, BeOOMCTBO MOXET BbICTABUTb MPUOPUTETHI ClEAYIOLMM
o6pasoM, rge 4em MeHble uudppa - TEM Bblle MPUOPUTET M TEM paHblie
NPOBOAUTCH PENHXMHUPUHI NpoLecca.

MpuopuTteT

HasBaHue npouecca KonuyecTtBo («BONHA»)
Mpouecc [ 1200 1
Mpouecc A 1174 1
Mpouecc B 477 1
Mpouecc b 450 2
Mpouecc K 381 2
Mpouecc E 218 2
Mpouecc X 177 3
Mpouecc I 48 3
Mpouecc U 14 3
Mpouecc 3 2 4




MOXXHO  ucnonb3oBaTb M UMHblIe  Mogxonbl,  Hanpumep, npucBamBaTb
MHOMBUAOYalbHbIA NMPUOPUTET KaXXOOMYy MNPOLECcCy, a TakXe UCMOoSb30BaTb UHbIE
WwKanbl, Hanpumep, ot 1 0o 10, roe 10 - HaMBbICLWIUA MPUOPUTET.

dopmMa n copgeprkaHne OKYMEHTA, ABNAWEroCs Pe3ybTaToM MepPOnpUaTUS Mo
npMOpPUTU3aLMKN, OCTaeTCs Ha BbiGOp BegoMcTBa. BMecTe ¢ TeM, AHaNUTUYECKUIA
LEeHTp NpeanaraeT BKAOYaTb B TaKOW LOKYMEHT Ccrneayiowme pasaensi:

1. CBepgeHunsa o MeponpuaTndax rno penHXmnHNpuHry npoueccos, nposoanMbIX B
paMKaX UHbIX MPOEKTOB, HE CBA3aHHbLIX C K/IIMEHTOUEHTPUYHOCTb, U MpPOLECCHI,
KOTOpPbIe OHU 3aTparmBaloT, a Tak>XXe AaaTbl PENHXUHUPUHIa

2. OnucaHue BblIBpPaHHOrO noaxona K MPUOPUTM3auUMn: MO KaKOMy MPUHLUMNY
oTOoaeTcs NPUoOPUTET, 06bedMHEHNE B «BOJTHbI» (ECJTM OHO €CThb, TaKXe MOXEeT ObITb
C YKa3aHWeM KOHKPETHbIX AaT) 1 TakK aanee.

3. Tabnunua NpoueccoB ¢ NPUCBOEHHLIMU MPUOPUTETAMU U OaTaMW.

(DOpMVIpOBaHVIe nnaHa penH>XXnHUpumHra npoueccoB

MnaH peuHXWHUHPHra - 93TO nNnaH MeponpvaMﬁ no pPenH>XUHWUPUHry,
BbIMOJIHEHNE KOTOPbLIX AOOJIHKHO MNMpuBeCTU npouecc m3 Tekyuero CoCtoAHuA B
LLeneBoe CoCTodaHumne.

Kak npaBuno, Takne MeponpusTmsa CBOASATCS K TPEM TUMAM:

- BHECEeHWe N3MEHEeHWU B HOPMAaTMBHbIE N HEHOPMATUBHbIE aKTbl (MPUKa3bl
BEOOMCTBA, aAMpPErnaMeHTbl, 4OMXHOCTHbIE MHCTPYKLMA U T.4.);

- popaboTka NporpaMMHoro obecrneyeHns, B TOM YMC/ie CalToB M NOpPTaros;

- NpoBeOeHne 06yYeHUs U UHbIX OPraHU3aLMOHHbBIX MEPONPUATUN.

TeM He MeHee, MOTyT ObITb U apyrue Tunbl MeponpuaTUm nNo PENHXUHUPUHTY MO
YCMOTpPEeHUo BeAOMCTBa. XOTb 3TO U ManoBEPOATHO, TEOPETUYECKU B OTHOLLEHUN
KaKoro-To npouecca MoxXeT OblTb CUTyauusa, Korga ons OOCTUXKEHUA LeneBoro
COCTOSAAHMSA He MOHaJobuUTCA HXU OQHO MEPONPUATUE U3 NEPEUYNCIEHHbIX Bbllle TPeX
TUNOB.

OonucaHwue Tnna MeponpuUaTUn He 3HaYNT, YTO OHO OOJIKHO Ha3blBaTbCHA UMEHHO
TaK, KaK yKa3aHO Bbllle, peasibHOe MepornpudaTUe No PEUHXXUHUPUHTY peasibHOro
npoLecca MOXeT Ha3blBaTbCA MHaye, HanpuMmep, «gopabotka CIL BegomMcTBa B
yacTu NpmemMa BXoasLen KoppecrnoHAeHUUN».

Ona dopMmpoBaHUA MNaHa pPeVHXWHUPUHra HeobxoouMMo UMEeTb NepeyeHb
npoueccoB, nogJieXxawmux pPeNHXUHUPUHTY, OMUCaHUA TeKyllero u LueneBoro
COCTOSIHUM 3TUX NPOLLECCOB U pe3yribTaTbl UX NPUopUTU3aLumn (B criyvyae, ecnm ato
npuMeHnmo). [anee Heo6xXx0OMMO CpPaBHUTb OMMUCaHME npouecca Ha TeKyLUn
MOMEHT C LeNeBbiM COCTOSIHUEM, U cOenaTb BbiBOL, O TOM, Kakne MepornpuaTus
HeobxoauMbl ONA OOCTUXKEHUA LeneBOro COCTOSAHUA, chOopMUpoBaTb MOSMHbIN
nepedyeHb TakuUxX MeponpudaTtuin. [llocne 4yero Ha OCHOBaHWW pPe3yNbTaToB




NPUOPUTU3ALUN MPUCBOUTL KaXKAOMY MEPONPUATUIO NO KaXXAoMy NpoLeccy CBO
paTy.

MNMocnegHMM waroM 6yneT HasHayeHWe OTBETCTBEHHbLIX 3a MeponpuATUS Mo
PENHXUHUPUHTY.

PekoMeHOyeTCsl Ha3HaYaTb OTBETCTBEHHbLIMU 32 MEPOMPUATUSA MO PEUHXUHUPUHTY
NMPOLLECCOB TEX Xe JI0AEN, YTO ABNSAITCA OTBETCTBEHHLIMM 3a caM npouecc (B
peecTpe MpPOoLEeCcCcOoB), Tak Kak OHU Nydlle BCEro 3HalT, KaK AO/MKEH BbIMMAAETb
npouecc B LEeNeBOM COCTOAHMMU. Mpn 3TOM HEo6XOAMMO y6eauTbCs, YTO Y HUX
LOCTAaTOYHO MOJTHOMOYMIA AN NPOBEAEHNS TAKOTO PEVHXXUHUPUHTA.

CaM nnaH peuH>XXUHUPUHra npeactaBnaeT cobon OObIYHbIM MNaH MeEPONPUATUN,
roe UMelTCsa Kak MMHUMYM criefyiolme cTonbubl:

- Ha3BaHue MeponpuaATUA
- CpPOK ero BbINO/HEHUS

- OTBETCTBEHHbIN 38 MeponpuaTmne

- onucaHue pesynbTata (M/UNn OTYETHOro AOKYMEHTA)

Tak>xe B nniaHe MoryT ObITb U NHblE CTONBLbI MO YCMOTpPEHNIO BEAOMCTBaA.

AHaNUTMYECKUIN LEHTP PEKOMEHAYET BblAENATb MEPOMNPUATUSA, OTHOCSALLNECS K
KakAOMYy KOHKPETHOMY MpoLLeCCY, B OTAENbHbIN pasaen (noapasnen) nnaHa.

Mpumep:
MeponpusaTtue | Cpok | OTBETCTBEHHbIN | PesynbTaTt
Mpouecc [
BHeceHune nameHeHunm | 01.02.2024 | Hau.otgena 'Y | YTBepXaeH npukas
B agMpernamMeHT BEeOMCTBa C HOBOW
BeOOMCTBa penakunen
agMpersiaMmeHTa
ObyueHune 03.03.2024 | Hau. kagposon | [MpoBeneHo obyveHne
COTpYyOHMKOB paboTte cny>xobl 100% coTpyOHMKOB,
Nno cKpunTam 3aleNCTBOBaAHHbIX B
npowecce
Mpouecc A
BHeceHne nameHeHunnm |15.02.2024 | Hau. otopena UT | YTBepxgeHo T3 Ha
B T3 Ha gopaboTky nopaboTky caunTa
canTa BeQOMCTBa BEOOMCTBa
[opaboTka canTa 30.04.2024 | Hau. otopena UT | [lopaboTaHHbIN  canT
BEOOMCTBa B NPUHAT B
COOTBETCTBUU C NPOMBILNIEHHYIO
N3MEHEHHbIM T3 aKcnayaTtauuio




