YnpaeneHue [lpoektamuy —
OyHOaMEHT YcneLwHoro
MHTepHeT busHeca

AHap Ymyp3akoBa, MSPM, PMP
Go Project Management



UTO Takoe NpoeKkT?

OrpaHunyeHHble BO BPEMEHM MEPOMPUATUSA — UMEIOLLNE YETKOE
Ha4yaso U YETKUN KOHeL,

HanpaBneH Ha Npou3BOACTBO ONPEeAeNeHHbIX NPOAYKTOB UK
yCnyr
TO, UTO MMeeT COBCTBEHHYIO OPraHN3aLMOHHYIO CTPYKTYPY

o KoMmaHpaa, Bkato4awLwas nogen pasinyHbixX cneynasnbHOCTEN,
N3 pas/IMYHbIX OTAENOB / opraHM3auuni.

o PykoBOACTBO NpoekTa M NpoeKTHasi KoMaHaa CyLWeCcTBYIOT
TONIbKO Ha BpeMs paboTbl NpoekTa

o YacTo ncnonb3yeTcsa MaTpUYHOE yrnpaB/ieHME.

TO, UTO UMeeT OrpaHNYEeHnNa pecypcoB
o blopXxeT, Cpoku, NnepcoHan v T.n.

o [loHATMe «[1pOoeKT» NMPOTUBOMONIOXHO TEPMUHAM
«peatenbHocTb / pabota» (“Business as usual”), KoTopble
noapasyMeBaloT NOBTOPAOLWMECA aKTUBHOCTU



3a4yemM HaM HYXXHbl MPOEKTbI?

o CTpaTterus
BuaoeHune
o [1poeKThl

TponunHka B byayulee
[lBuratenb nepemMeH




o BbIinnaTta exemecssyHOW 3apnaaThbl
COTpYyAHUKAM;

o [lpon3BoACTBO aBTOMOOUMISA Ha 3aBOACKOM
KOHBeunepe;
o [lpnobpereHmne KOHKYpUPYOLWEN KOMMNAHUK;

o BblINnyck oyepeaHoOro HoMepa raHueBoro
XYpHana;

o PeMOHT KBapTuphbl;

o 3aMeHa aBTOMOOWUSIbHOro NapkKka KOMMNaHUu
HOBOW MOAENbIO;

o OTKpbITME HOBOIro opuca;
PaspaboTka HOBOM MOAENN CrnYek;

o [Mpon3BoacTBo ak3emMnndpa Space Shuttle Ha
3aBoge NASA

O



KauecTtBO

HEJIN 1

SAAUN




YnpaBreHne npoektamm —
Get the job done

o [lMpuMeHeHne 3HaHUI, HaBbIKOB, MHCTPYMEHTOB U
TEXHUK B MPOEKTHbIX aKTUBHOCTAX AN
NOCTUXKEHUS yCcrnexa B MPOEKTE.

cnaaHupynTe paboTy, KOTOpPYIO Haao caenaTb
OpraHu3ymnTe pecypcbl AN €€ BbINOSIHEHUS

OCYLLLECTBUTE UCMNOJIHEHME, HA3HAUYMB paboTy
COOTBETCTBYOLIMM COTPYAHUKAM

KOHTPOMpYyUTE nporpecc

oueHunTe, npeBbiWaroT JIN NOoJ1IYy4EHHbIE BbIrOAbl
MPOEKTHbIE 3aTpaThbl

yrpaBnsgamnTe KOMaHAON NoAeN, BOB/I€YEHHbIX B
paboTty



da3sbl ynpaBrneHnUsa NpoeKkTom

NMHnummpoBaHme
[ThaHnpoBaHue
BHeanpeHmne(BbINONHEHNE)
KOHTpO/b

3aKpbiTne

OueHka

O O O O O O



O obnacTten 3HaHuM YTl

O O O O O O O O O

YnpaBneHne BpemeHeM
CTOMMOCTbIO
KayecTBoM
Coaep>kaHunem (Scope)
{OMMYHUKaUNAMU
KoMaHaou

PYUCKaMU

NHTerpauymnen
KOHTpaKTaMu




[loaBOAHbIE KAMHU

O YnpaBiieHune oXnaaHnamum
3aUHTEpPEeCOBaAHHbIX NnL

o YnpaBneHne naMeHeHuneMm




VIHMUnnpoBaHue

OcHOBHblIe Bonpochl:

EcTb 11 yBepeHHOCTb,
YTO Mbl XOTUM AenaTb
MMEHHO 3TO0?

Kakue Bblrogbl Mbl
nonyynm?
[MpeBbICAT N OHU
CTOMMOCTb NpoekTa?

CMOXeM i1 Mbl 3TO
(pecypchbl, TexHn4yeckas
BO3MOXHOCTb)?

KTo aBnaeTcs
3anHTEepeCcoBaHHbIMU
amuammn?

* Mo meTtopnonorun PRINCE 2

UYto Heobxooumo
NMoaroroButb/Coenartb *:

1. HasnauyeHne MeHepxepa

[MpoekTa, KOoMaHabI,
ynpasnsoLen NpoeKkToMm
(Project Board) n maBHoro
YnpaenawoLero npoekTom
(Project Executive);

2. [usainH 1 Ha3Ha4eHune

NPOEKTHOW KOMaHAHbI,
ynpasnsoLen NpoeKkToMm
(Project Management Team);

3. [llogrotoBka gokymeHTa Project

Brief;

4, [1naH cnegytowen ctagun.




OueHka ansTepHaTuB

o YnpaBJieHne noprtdenem

o Kputepum no oueHKe NpPoeKTHbIX
MHNLUMNATUB

CTtpaTterna = Pe3ynbTaThbl NPOEKTOB
AHanun3 3aTtpaT U BbIroa

PUCKW

NPV, IRR, PP

O O O O
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[TnaHnpoBaHue

OcHOBHble Bonpochl:
Kak Mbl 3TO BbIMNOJIHUM?

KTo 6yaeTt BbINOMHATb
paboTbl?

KakoB 6toaxeT?
KakoBbl Cpoku?

Kak Mbl 6yaem
KOHTPONIMPOBATb
nporpecc?

Kak Mbl 6yaem
obwaTtbca?

KakoBbl Haln cpeacrTBa
noaaepXxXKm?

Kak 6yayT namepeHsl
BbIroAbl?

Yto Heobxoommo

—

W N

S

MoarotoButb/Caenarb:

[TnaHnpoBaHue Ka4yecTBa;

[TnaH npoekTa;

[TogrotoBka NMPOEKTHOro 3akasa
(Business Case);

YcTaHoBKa KOHTPOMSA 3a NPOEKTOM,;
CosgaHune ¢hannoBomn CTPYKTYpbI;
[MogroToBKka paclMpeHHOro
npoekTHoro 3akasa (Project Initiation
Document);

OnpepgeneHne Bcex
3anHTEPECOBaHHbIX CTOPOH N YPOBHSA
KOMMYHUKaLUN C HUMW.




Detailed
MET]e]

“Winners spend more than
twice as many resources on
activities as
did losers”
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Plans

OTO OYeHb
poporo! 370 genaet
3710 MEeHS MeHee
3aHUMaeT W rmokum
MHOIO
9 He
ACHOBUASALLN
5 A1
Bcé S &
MOCTOSIHH o
OCTOSAHHO J Mot
MEeHSeTCs
;l He 3Ha|,0, Ha4aJ1IbHUK
KaK 3TO XO4ET
nenaTb! Aencrteunu,

a He nnaHos!



[MlpenmyliectBa NnaHnpoBaHus

[Moka3biBaeT, AOCTUXUMbI NN
pe3ynibTaThbl;

OnpenensieT akTUBHOCTU AN NMPOBEPKU
KauyecTBa NPOAYKTOB NMPOEKTA;

YKka3blBaeT Ha npobiemMbl U pUCKMN,
CBsiI3@aHHble C NOMbITKaMnN OCTUTHYTb
LLesien, oCTaBasiCb B paMKaxX pasfinyHbIX
OorpaHU4YeHumn;

OnpepenseTt pecypcbl, HeobxoanMble
ANs AOCTUXEHUS pe3yfbTaTa B CPpOK

[MOMOraeT OCyLEeCTBNATb KOHTPO/Ib;

(@)

YMeHbLUaeT nyTaHuuy um
HeAOMOHMMaHWe. YBennynmBaeT ACHOCTb
M NMPO3payYHOCTb!

YMeHbLUaeT KOJ1-BO 3KCTPEHHbIX
peLleHnin

PYKOBO,D,VITGJ'IVI MPpOEKTa U KOMaHA
MOTyT «MbIC/TUTb BNEPEN>,

[To3BONAeT UaMepATb nporpecc
06BEKTUBHO;

YcTtaHaBnmBaeT 3O PEKTUBHYIO
KOMMYHUKaLUMUIO.



[TnaHnpoBaHue

o [MnaHnpoBaHune BO Bcex 9 obnacrax
3HAHUNW

o WBS (D-WBS, P-WBS)

Work breakdown structure, deliverable
based work breakdown structure

o lnaH Y. Puckamm
o lNnaH (PacnucaHune)




D-Work Breakdown Structure

PeKOHCprMPOBaHHa
4
dabpuka
YcTtaHoBMNEHHOE LlepemoHus MNoaTBepxaeHHoe 3aBepLueHHoe
obopyanoBaHue OTKPbITUS cobnoaeHve CTPOUTENBCTBO
HOpM
OTpeMoHTMpoOBaH Cnmncok OpobpeHne
Hoe rocten N3y4eHne MeCTHblz(
o6opynoBaHmne | BnusHKWS Ha Bnacreu
Mpurnaw cpeay
HoBoe eHus CTpouTensbcTBO
obopynoBaHue OT1yveT no 0no6peHo
3akasaHo | 3akas | BbINOMHEHWIO
mMecTa BCEX HOPM Kopnyca
NnepecTpoeHbl
S O6opynoBaHu Mnan
e NpoBepeHo L | Pypwer Mnan co3fiaH
| apxuTekTopa
| | | l | opobpeH MpepocrasneH
Ha
HoBoe Ctapoe KoHTpakT ¢ TpeboBaHus k Kox“;é;a;;:oe paccMoTpeHie
obopyaoBaHue obopynoBaHue KoMMaHuemn dypLuiety VCTaHOBREHO




YnpaBneHne BpemeHem

o Cnunucok 3agaHnmn (aKTUBHOCTEMN)
o Cnncok pecypcoB




Llenouka NpegwectBoBaHnn (Precedence Network)

I'pachuk lNpouseodcmea lNpodykma (Product Flow Diagram) -

BenukonenHaa ocHoBa ann lnaHupoeaHusi AkmueHocmed.
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Llenouka NpegwectBoBaHnn (Precedence Network)

!Kpumu4eckut nymeb (critical path) — mam, 20e Mednumpb Hesb3s!
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CTOMMOCTbIO

o MeToabl (estimation)
o MeToa aHanormm

o Earned Value Method



KayecTBOM

o YnyduweHume npoueccos
PaboTa He B npouecce, a Haa Nnpoueccom

o JeMWHr




CopepxxaHuem (Scope)

o KOHTpO/sb Hag4 U3MEHEeHUAMMU
o Cnncok naMeHeHuu

o KoMuTeT no KOHTPOJII0 U3SMEHEHUU
(Change control board)

o «[1o 30/104eHMEe Tapesiok»




KoOMMYHUKaUunamm

o KOMMYHMKAUMOHHbLIN MNaH
Onpepenser:

3anHTEpeCcoBaHHbIE CTOPOHbLI (OTAENbHbIE NNLA UK
rpynnbl noaen),

coaepxaHue obpaweHmns (4To AOKHO 6bITb
CKa3aHo),

Lesnb (KakoBa Lesnb KOMMYHUKauumn),
4acTOTy NpeaocTaBNieHNd MHPOPpMaLUnK,

cnocob6 KkoMMmyHukauumn (cobpaHmne, oTyeT, NUCbMO U
T.M.)

nmuo / nnuya, OTBETCTBEHHbIE 3@ NpeaocTaB/ieHne
MHMOpMaLUU.

o OTtyeThbl 3dnHTEPECOBAHHbLIM JINLAM



KomaHaou

MoTuBauus
KOMaHAHbIN AyX
KpocC pyHKUMOHaNbHas KoMaHaa

He MoAYMHSATCA HANPSAMYIO
NMPOEKTHOMY MeHenXepy

o YnpaBJieHne KOHPINKTaMM

O O O O



Puckamu

o WHTepHeT busHec npeacrasnser
BbICOKME PUCKWN, 34eCb HeobxoamMmo

NPUMEHATb CTPOrnm puUcCK
MEeHe)KMEeHT

o Xopollee ynpasneHne puckamMm =
Xopollee ynpaBJieHne NpoeKToM

o [lnaH no ynpaB/iIeHUN pUCKaMu




OueHunBancs nm puck?

VILLE D' ORION
___HASBURE
()

A VAT AN o o




YnpaBneHue puckamu

UTo Takoe ynpas/ieHne puckamm ?

“YTO MOXeT cnyuntbca?”

“Kakme moryT 6bITb nocieacteus?”

“UTo genatb, YUTO6bI 3TOro He NPom3oLUno?”



OueHKa pucka

POATHOCTDb

Bbicokas

Ha"viunTenbHas 4

CpepHsns

Hu3kasa /
oYyeHb HU3Kas

Hu3|<r| 1 Ymepe

TAXECTb

Pe3ynbTaT 3aMMcCbiBaeTCcs B
COOTBETCTBYHOLLEN rpade OopMbl OLIEHKU
PUCKOB.



Pe3ynbTaT oUueHKU pucka

Puck Mmoxet 6bITb :

O HE3HAYUUNTEJIbHbIM
o npunemMmiemMbiM
o HenpumemiaemMmbiM

He3HAYMTeJIBHbII -PaGoThbI MOKHO MPOAOJIKATH 0€3 MOoc/IeIyIOHX OLIEHOK PUCKA.
pHeMIeMBbIii - OUeHUTDb PUCK U Pa3padoTaTh NpeaynpeauTebHbIE MEPONPUSITHS.

- Pa0oThbl BLINOJIHATH HEJIb35



Linkn YnpasneHuna Puckamm

@

.-.-

OueHka puckoe

BbisisnneHue
puckos

Bbi6op
peweHus

() [
ﬁ OnpederneHue 803MOXHbIX

peweHuu




OueHka puckoe

o MaTpuua
BepodaTHOCTb M impact

o KonnuectBeHHble U KAYeCTBEHHbIE
MeToAbl OLLEHKN PUCKOB




MeToabl YnpaBneHuna Puckamm

o YKJ/IOHeHune

YK/IOHEHUE OT PELLUEHUN, KOTOpblE MOTYT
CNpoBOLMpPOBATb PUCK

o TpaHcdep

Kak nepenoxutb 0653aTtenibCTB 3a NoCneacTBus
pucka?

o [Mpodwunaktmka (Mitigation)

[lencTBms, HanpaB/iEHHbIE HA YMEHbLUEHUE
BEPOSATHOCTU U BO3AENCTBUSA PUCKA

Kak npenoTteBpaTtuTb pUCK?
o [MpunHaTne (acceptance)




MHTerpaumneu

o [NpoeKT Ao/kKeH paccMaTpuBaThbCH,
KakK OAWH Lenbl NPOAYKT, a He
rpynna 3/1eMeHTOB, KOTOpble NOTOM
TSXKesI0 3acTaBUTb paboTaTb, Kak
OHY CUCTEMY

o TexHn4yeckue napameTpsbl

o TakXxe busHec pelieHuns u
KOMMYHMWKaLUW




KoHTpakTamu

TeHaepHasa KOMUCCUA
[leperosopbsil
[TognncaHne AorosopoB

JTnKa paboTbl C TPETbEN
opraHunsaumen

o YnpasneHne Ka4yecTtBoM

o KoMuncecmsa no MOHUTOPUHTY U
YAYULIEHNIO KayeCTBa

O O O O



o

BHeopeHue

OcHOBHblIe BOnNpochbl:
He cOnnucb nun Mbl C
nyTn?

J10BOSIbHBLI NN BCe
3auHTepecoBaHHbIE
nnua?

KakoB noJsily4YeHHbIN
onbIT?

[Tpomn3ownun nn Kakme-To
N3MEeHeHNa?

TpebyloT I OHMN Kakue-
TO KOppeKTupyouine
NencTemna’?

Y10 Heobxoaoumo

N —

MogrotoButhb/Coenarb:

MOHUTOPUHI cTaTyca NPoekTa;
KOHTpOsib 3a Ka4eCcTBOM U
BbINOSIHEHMEM PaboT, aKTUBHOCTEWN;
YnaxusaHue pasnnyHbIX CUTyaLnn
(issues);

[MoarotoBka OTYETHOCTU O cTaTyce
npoaenaHHom N BbINOSTHAEMBbIX
paboT;

O6HoBNeHMe nnaHa, NPOEKTHOro
3aKasa 1 peecTpa pUCKOB.




YnpaeneHune [lpobnemamn  (Project
Issues)

[TpobrieMa Ha npoekTe - 3TO:

©)

O O O O

O

To, UTO MOXET OTPULATENBHO NOBAUATb Ha
pe3y/bTaTbl NPOEKTA

N3meHeHne TpeboBaHUM
N3MeHeHne cpeabl NPOEeKTa
[Mpobnema, He BK/OYEHHAsa B aHa/IM3 PUCKOB

BO3HMKHOBEHME 0XXMOAEMOIro puUcka, KOToporo
Henb3a nsbexartb

[MpobnemMa nnm ownbka B yXXe 3aBepLUEeHHON
paboTe

CoMHeHMe B Kaknx-1mMbo acrnektax NpoekKkTa



Ctparterus PelueHus

0 OOmue npaBuia
v  He nmanukyiite !
v lIpeononesaite npensTCTBUS 1O OYEPEIU

0 IlponyiieHHbIE CPOKHU
v  Ilepecmorpure cpoku
v Ilonpocute nonoaHUTENbHBIX pecypcoB (crashing method)
v  BrImomaurTe yacTth 3a1a4
v IIpopaboraiiTe Heckonbko cuieHapueB (fast tracking)
0 IIpeBsbimeHue OrOIKETA
v  Ilepecmorpute OromKeT
v «/luzaliH mo 3arpatam»: IepeCMOTPUTE CIICUPUKAIITNT

v OTKaXATECH OT MO30JIOUEHHBIX TAPEIIOK



KOHTpOnb

[TpoekT ocywecTtensaetcsa no KOHTPOJIb OCyLWeCcTBNAeTca and

NPUHLNNY «ynpaBneHns TOro, 4tob6bl:

Yype3BblHYanHbIMU HeobxoanMble pe3ynbTaThbl

cuTyaumsamm» (management (MpoAyKTbI) 66N AOCTUTHYThI;

by exception) Y6eanTbCs, YTO NPOEKT

OCHOBHbIE TOYKW KOHTPONS pasB/BAETCA B paMkax;, )

Ha NpoekTe: CYLWECTBYIOLWMX OFPaHNYEHUN;
e [TpoeKT He pacxoaunncs C

Hadano npoekTa (Initiation); nepBoHayvanbHbIM [POEKTHbLIM

OueHKa 3aBepLUeHnst cTagnu 3aKa3oMm;

(End Stage Assessment); BbisiBUTb Npob6nembl U

[MpomexyToyHbIn OT4HeT YCTPaHUTb UX.

(Highlight Report);
OT14eTbl 00 UCKITHOYEHUU
(Exception Report).

C X KX



[lonycTnmoe OTKNoHeHue

v [onyctumoe OTKMOHEHUE Mo BPEMEHN U /U CTOUMOCTH
OT 3Ha4eHus, ogodbpeHHoro NnaHowm, bes
NHOOPMMPOBAHNSA CreayLEro YPOBHS PyKOBOACTBA
npoekTa.

="' MakcumanbHO

— |  gonycTtumoe
OTKTOHEeHMue no
CTOMMOCTU U CpOKaMm

MuHumanbHoO
gonyctumoe
OTKJIOHEHMe no
CTOMMOCTU U CpOKaMm

Time

Bpems

Korga ecTb BEPOSATHOCTb, YTO HOPMbl OTKITOHEHUS ByayT
npeBbIlWeHbl — Mbl YXXKe UMeeM erno ¢ Ype3Bbl4anHOU
cutyauunen (Exception)

[Tpn Ype3BblManHOM CUTYyaUNK: HEOBXOAMMOCTb OCOOPMUTL
OTt4eT 0 YpessblvanHom cutyauum (Exception Report)



3aKkpbITne

Yto Heobxoaommo

o OCHOBHbIE NoarotoButh/Coenartb:
Bonpochbi: 1. Y6eauTbcsi B 4OCTMKEHUN

pe3yneraToB (MNosy4YeHUN NPoayKTOB);
2. Ybeautbcs, 4TO BCE KPUTEPUUN MPUEMKN

? e

o  Bce nn 3aBeplLeHo: (Acceptance Criteria) cobntogeHsbi;
o  JoBOJIbHbI NN HAWW

KITUEHThI? 3. Opobputb OTyeT 06 OKOHYaAHUU
o  CMOXeM N Nosy4unTb NpoekTa;

3as8BfIeHHbIe BbIroabl? 4. Opobputb OTYET O NPMOdpeTEHHOM
o  KakoB nony4eHHbIn onbITe;

onbIT? 5.  [TlpunHATHL pelleHns nNo nocreayrLwmm

OEeNCTBUSM N YTBEPOAUTL UX Ha
COOTBETCTBYOLLNX YPOBHAX
MEeHeO)KMEHTA;

6. [loroBoputbcs, ecnm Heobxoaumo, o
Nnocne-npoeKkTHON OLEHKE;

/. YBeOOMWUTb PyKOBOACTBO KOMMaHUU
NN NporpaMmmel O 3aKpbITUM NPOEKTA.




OueHka PeaynbratoB [1poekTa

OcHoBHbIe Bonpochl:

CToun nn NPOoEKT Toro, YToObl ero OCyLLEeCTBNATL?
KakoBbl Mony4yeHHble Bbiroabl?

Kakon onbIT Mbl npnodpenn?

Bbiniv Ny aganTnpoBaHbl BCe HOBble NPOLEecChl?

BN~




Bonpocsl




Yoaun B pabore!

Cnacnbo 3a Bawe Bpems!



