YMPABJIEHME YEPE3
MOTUBALINIO.

Hepgoctatku. AnbTepHaTuUBbI.
MockBa, 2017




HapeATbCA, UTO MeHeAXKepbl
3a 60HYCbI caenatoT
KOMMNaHMIO ycneLuHee,
TaK e HanBHO,

KaK BepUTb, YTO pebeHOoK
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MO vation
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Consulting J2i

VYupapnenuyeckuit KoncanTiar

1. MapXnHanbHOCTb He pacTeT

2. «llepeTapka» KINMEHTOB B KOHLIe Mecdla, He
npogaxu, a oTrpysku

3. Poct O3

4. CRnoXHOCTU C HOBUHKaMM
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VYupapnenuyeckuit KoncanTiar

5. «JTlobnMbIe» KITMEHTbI
6. [1noxo pa3BmBalOTCA HOBbLIE KaHanb!
/. CNOXHO 3aMeHUTb MeHeaXepa

8. He pacret Y[l
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CpaenbHas onnara Tpyaa

2. Y pykoBoactea — KPI,
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Coﬁsulting
VYnpasnengeckuit Kon

111 KoncanTuar

1.  «[lopor» 3apnnarbl

2. B HMU3KMK ce30H npuxoauTcs
gonnadynBaTh

3. «becnnatHasa paboTta»

[Mpobnembl
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OHCAJITUHT

4. «BblrogHble» N «HEBLIFTOOAHbLIEY
onepauunu

5.  KonoccanbHble 3aTtpaTtbl Ha y4yeT

6. [Npown3BoguTenbHOCTb TPyda He
pPACTEeT, CPOKN He CHMXKaoTCH,
Ka4eCcTBO He MOBbILLAETCS

[Mpobnembl
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AaMUHUCTpPaLUA
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111 KoncanTuar

[1naHblI He BbINOMHAKTCA
Bbipyyka 1 npubbInb HE pacTyT

KayecTBO MeHeaXMeHTa He
NOBbILLAETCH

[Mpobnembl
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Consulting

VYnpasnengeckuit Koncantusr

MMM — nepBoOe npaBuUno
MOTUBaALUMW:
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TIpaBICHYECKHUY i Korcantusr

MMM — nepBoOe npaBuUno
MOTUBaLUMW:

[lony4yaewb TONbLKO
TO, 3@ YTO NNaTUllb
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[MTnaTuTte 3a 06 bLEM MapXxu?

[lony4aeTe
TOJIbKO
o00bLeM MapXxu




[lonyyaeTe
TOJIbKO
ObeM BbinyckKa




LY

Sapiens
Coﬁsulting

VYnpasnengeckuit Koncantusr

3apgaum «cenn3a»

Pa3sutune AKbB

/ yEeExaHme KJIMEHTOB

Tergee oﬁcnxxmsaHme
—— EOKxMeHTOOGOBOT

N | KOHTB% QB

AKTbl CBEPOK
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Vipasrnerueckuit KoHCANTHHT

Ckonbko KPly Bac B
KoOMNnaHun?
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TIpaBICHYECKHUY i Korcantusr

Ckonbko KPl y Bac B komnaHun?

A CKONbKO y Bac
BaXXHbIX NPOLECCOB W
ueneun?
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Vipasrnerueckuit KoHCANTHHT

BuiBoa Ne 1:
BCero MotTmBauumeun He
oxXBaTULLUb
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anqMHHO—Cneﬂ,CTBEHHaﬂ CBA3b



Sapiens a5l
Coﬁsulting

VYnpasnengeckuit Koncantusr

P

anqMHHO—Cneﬂ,CTBEHHaH CBA3b
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PbiHOYHasa
cTpaterus

anqMHHO—CHEACTBEHHaH CBA3b
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VYupapnenuyeckuit KoncanTiar

(Komme Yyeckue
KPI npoaaxw )%NM

L3a
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Ctparterusa W PbIHOYHas
pasBUTUS cTpaTerus

anqMHHO—Cneﬂ,CTBEHHaﬂ CBA3b
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KPI| He cyLliecTByOT camu no cebe —
OHW BbITEKAIOT U3 CTPaTErnn U
NOMOraroT ee peanma3oBaTb

anqMHHO—CHEACTBEHHaﬂ CBA3b
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Vipasrnerueckuit KoHCANTHHT

BuiBoag Ne 2:
mMmoTuBauus n KPI He
paboTaroT 6e3 cTparterun
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Vrpasnenueckuit Koncantuar
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Consulting }
Vipasrnerueckuit KoHCANTHHT

BuiBoag Ne 3:
KPI He pa3pabaTbiBatloTcS
NPOCTO TaK, OHN BbITEKalOT
N3 ooLWKnX uenen
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{I‘InaHb.pouam} { MapKeTUHr }

be3 MapKeTuHra HeEBO3MOXHO
NOCTaBUTb KOPPEKTHbIE NNaHb
npoaax

anqMHHO—Cneﬂ,CTBEHHaﬂ CBA3b
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anqMHHO—Cneﬂ,CTBEHHaH CBA3b
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Mowlgau,vm ( Momgau,vm
npoaaBLoB L,u,pyrmx OoTAenoB

MoTunBauna TONbLKO Y Npogax
npuBOoOgUT K AeMmoTuBaLlmmn B
npoaa)kax

anI‘-IVIHHO—C.ﬂeﬂ,CTBeHHaFI CBA3b
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Vipasrnerueckuit KoHCANTHHT

BuiBoa Ne 4:
MoTuBauusa He BUCUT B Bo3ayxe
— OCHOBaHa Ha cTpaTerum u
cbanaHcupoBaHa
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Llenu n 3agaun

Ha npumepe
npoaax
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VYnpasnengeckuit Koncantusr

Llenu n 3agaun
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VYupapnenuyeckuit KoncanTiar

Het (mano)

3agaya } BapuaHTOB

peLLeHns

MHoro

Llenb } BapUaHTOB

NOCTUXKEHMUSA

Llenu n 3agaun
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Llenu n 3agaun
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HemHoro npo nrogeun
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HemHoro npo nrogeun |

PagoBble COTPYAHUKU He
MbICIIAT OONITOCPOYHbLIMW
KaTeropmsamm
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VYnpaBneH4eckuii

HemHoro npo nrogeun

BOoNbLLWUHCTBO Xo4eT
nony4vyaTtb CTONbKO Xe, Aenas
MeHbLlle
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KnueHTtbl?

OTCcpoukn?

[MpoAyKTbI?

LLEHbI?

Llenu n 3apauun B
npopa)xax
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[MTnaTuTte 3a 06 bLEM MapXxu?

[lony4aeTe
TOJIbKO
o00bLeM MapXxu

N cHOBA...
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Bpak?

KauyecTtBO? JHeproacppeKTMBHOCTL ?

YnakoBka?
[MponsBoanTenbLHOCTL?

Llenu u 3apaun Ha
npousBoACTBe
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TOJIbKO
ObeM BbinyckKa
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OTKypa 6epyTcsa npogaxu?
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{ OtnpaBka KIl }

OTKyaa OepyTca npopaxun?
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NMPOOAXW — CIIEOCTBUE OEUCTBUN

OTKyna bepyTca npoaaxm?
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NMPOOAXW — CIIEOCTBUE OEUCTBUN

BOJIbLUVE NMPOOAXWU —
CJIEOCTBUE
NMPABUJIbHbIX OEUCTBUN

OTKyaa OepyTca npopaxun?
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Kak ynpaBnatb npoaaxamu?
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. b
Ynpaenate — KOHTpOﬂMpOBaTb
— AEeNCTBUA, a He
npogaxamm
pe3ynbraT!!
N p

Kak ynpaBnatb npoaaxamu?
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VYupapnenuyeckuit KoncanTiar

d A
KoHTponupoBaTb — Cr
AEeUCTBMUA, a He — 3AAUM!
pe3ynbrat!!
N y

Kak ynpaBnatb npoaaxamu?
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MogHATbL

t MapXXMHaNbHOCTb J

Y Y
NMpoAaykToBbLIU dogs
«BbIFOAHbIX»
MUKC
permoHoB

Hdonsa menkux
KIIUeHTOB

[Tfpumep 3apgaun




Sapiens ﬂl}

Consulting $2

VYupapnenuyeckuit KoncanTiar

3apaum MoTtusauusa (KPI)

Otnpaeutb 10 KI' B pernoHsl A, Bu C

[ons ToBapoB X, Y n Z B Bblpy4ke

[MpoBecTn neperoBopbl ¢ 15 Menknmu
KNWeHTaMu, 3akIouYnuTb He MeHee 7
[OroBOPOB

[ons knneHToB ¢ 06opoTom MeHee 500
TbIC B MECSL, B BbIpyyKe

Beectn B accoptumeHT He meHee 10
KrmeHTam ¢ 0bopoTom OT 1 MIH B
mMecsy ToBapbl X, Y nZ

Hona npogax B pernoHbl A, Bn C

[MoceTnTb HEe meHee 20 KNMEeHTOB B
pernoHax

BbinonHeHne nnaHa no akuunm

OTtnpasutb 100 nucem o akummn, o63BOH

[Tpumep 3apgaum
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VYupapnenuyeckuit KoncanTiar

3apauum HopmaTuBbl
HoBble knneHTbl (NpupocT AKB) Korn-Bo 3BOHKOB, Bbl€310B, BCTPEY
PocT npogaXx HOBUMHOK [lonsa ctparern4yeckux npoaykToB
PaclunpeHnune gonm «Ha nonke» y MwuHMManbHbIN 0O6bLEM OTIPY30K B
KIneHTa MecsL,
YriydiwieHme «npoayKkToBOoro Mmkca» BbinonHeHWe nnaHa no akumam
PocT «cpegHero yeka» BeneHne CRM
[ons NOCTOAHHbBIX KITMEHTOB Honsa TT, odpopMNeHHbIX Mo

cTaHOapTam

HopmaTuBbl
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VYupapnenuyeckuit KoncanTiar
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> HeBbINnofnHeHue =

oTcyTcTBMe OOHyca
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HeBbInornHeHue =

HopmaTtuBbl >
yBOJIbHEHUEe

\ y

HopmaTuBbI 1 3aaa4n
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MeHenxep BbINONHAET
HOpMaTuBLI, HO HE AOCTUraeT
pe3ynsraTtoB?

HopmaTuBbI 1 3a4a4n
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VYnpasnengeckuit Kon

111 KoncanTuar

MeHenkep BbINOMNMHAET
HOpMaTuBbI, HO HEe OOCTUraeT
pe3ynsraTtoB?

Ecnu pe3ynstaTtoB HE JOCTUraloT BCE MEHEXKEPb
— NepecMoTPUTE HOPMAaTUBDI

HopmaTuBbl U 3aga4n
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VYnpasnengeckuit Kon

111 KoncanTuar

MeHenkep BbINOMNMHAET
HOpMaTuBLI, HO HE AOCTUraeT
pe3ynsraTtoB?

Ecnun pe3ynsratoB He JOCTUraeT OANH MeHemXep
— yBOIbTE €ro

HopmaTuBbl U 3aga4n
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[TnaHupoBaHue
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Coﬁsulting

VYupapnenuyeckuit KoncanTiar

JOomKHOCTb MnaHupoBaHue

MeHenxep no npogaxkam
(ToproBbI NpeacTaBUTESb)

ExxeHepenbHbIN N eXXeaHEBHbIN
nnaHbl 3agav

CynepBansep (pykoBoauTenb)

ExxeHegenbHbIM NNaH 3agad

TeppuTtopmanbHbIn (permoHarsbHbIn)
MeHeKep, pykoBoauTerb

E>xeHeaenbHbIN U eXXeMeCsYHbIN
nnaH 3agav

[upekTop, pykoBoguTernb

EXXemecayHbin 1 exxekBapTanbHbIN
nfaH 3agad

[TnaHnpoBaHue 3aaav
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npaBineHyeckuidt Koncantuar

EXXeaHeBHbIN U eXeHeaenbHbIN
KOHTPOINb

BbINOJIHEHWNA 3a4ad

BMeCTO MOTUBaLUN Ha
pe3ynbraT

KoHTponb
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VYnpasnenueckuit Koncantur

MnaHupoBaHuMe 3apay — Ha eXxXegHEeBHOU U
eXXeHeaenbHOU OCHOBeE

KoHTponb — Ha exxegHEeBHON U eXXeHeaenbHOU
OCHOBe

MoTtuBauusa ot npopgax — 25-50% ot 60oHyca
MeHemXxepa

BbiBOAbLI
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50-75% moTtuBauum — KPI 3a
BbINOMHEHWE 3a4au, BeAyLmX K
npogakam

BbiBOAbLI
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VYupapnenuyeckuit KoncanTiar

Po3HUYHbIE npoaaxu
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VYupapnenuyeckuit KoncanTiar

MoTtuBauuna?
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VYupapnenuyeckuit KoncanTiar

KOHTPOIJIb!
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111 KoncanTuar

B pO3HUYHBLIX Npogaxax — BMECTO
MOTMBaLUN 3a «OMPOaAXKU» UK
npegnoXeHme gonycnyr -
KOHTPOIb

BbiBOAbLI
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VYnpasnenueckuit Koncantur

Odwmnc, cknaa
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PagoBble COTPYAHUKMN:
-HopmaTuBbl
-PernmameHTbl
-CtaHgapThl
Momusauusi £ 10%

Odwmnc, cknaa
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PAagoBble COTPYaHUKM:

OcHoBa ynpaBneHusi —
npouecchbl, pernamMmeHTbl W
CTaHOapTbl, a He MOTUBaLUUA
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PAagoBble COTPYaHUKM:

Pa3paboTka pernameHTOB,
CTaHAapPTOB U NPOLEeCCOB —
3aZjlavya pyKkoBoAacTBa
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VYupapnenuyeckuit KoncanTiar

[lpon3BoacTBO

HopmunpoBaHune onepauuu
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VYupapnenuyeckuit KoncanTiar

[lpon3BoacTBO
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PON3BOACTBO

MEHHbIE 3aaHUNA

| ions 2010 AsrycT 2010 | CerTabps 2010
w27

Kn Koa “. HaumeHoBaHue

& o 02 LIEX 02
P0201  Paboues 02-01

n CN-01-02 | Cnecaprsiii 01-02 .

voTp - '8

G2 G Lo B S R R 100% - - bbbl P Sy | LG it @

CMeHHoe 3agaHue Jara: 29.06.2010 Mucroe | 1 Nuer | 1
Yyacrok: 02 OfopyaoeaHue: Cn-01-02 Cnecapubin 01-02
Nenakti Himeas s KM% xomane  Obpabama MTOMO  Uirpixion
10001 010 43,00 (29.06 14:46 1,00 22,50
MO00024 OETANb KPYT 3Al 3aroToBWTENbHAA 02.07 13:16 21,50 m‘mm’[
Onucanne: COCTORHME: Released 0900000000
[10002 010 141,00 02.07 13:16 70,50
1000023 OETANb EONT U3 HOPMANK 3AI 3aroTosuTensHaR 15.07 10:46 70,50 |I| m |||”||
Onucanne: CoCToRHNE Released M e
0002 0001.001 020 4,00 [19.07 14:46 96,00 ||| "’ |||”||
0002-0001.001 | Y3EN 0001.001 C002 CNECAPHAR 002 27.07 14:46 96,00
Onucanve CocToRHME: Released oo, o,
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[lpon3BoacTBO

Pabouunn He gormkeH aenaTtb bonbLue

OH gormkeH aenatb CTONMbKO, CKOMbKO
HY>XHO
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VYnpasnenueckuit Koncantur

MeHeaKMEeHT

PL NEW
Creative bmm’t -

@ e ﬁ
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- Prodact teamwor k.

l
. Commanity

AntLysis
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Consulting 5=
VYnpapnenueckuit Kon

CaJITUHT

MeHeoKMeHT

B0O3MOXXHO ynpaBneHne Ha ypoOBHE
Lenu

(NpnbbINb, Mapka, NPOU3BOAUTENBLHOCTb TPYyAa,
O0nsA pblHKa, oT4ada Ha nepcoHan v 1.4.)

HO HE TOJIbKO!
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VYnpasnengeckuit Koncantusr

MeHeO)XMeHT
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VipaBneHueckuii KORCANTHHT

MeHeO)XMeHT

)

CrtpaTterus J LUenn

Y

MnaHbI,

KPI np‘Tbl
L nokasarenw
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MeHeO)XMeHT

bonblion boHyc 3a 2-3 uenu =
npeHebpexeHmne octanbHbIMU
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111 KoncanTuar

MeHeaKMEeHT

bonbLion 60oHyC 3a 2-3 uenn =
npeHebpexeHne ocTtanbHbIMU

MoTuBauus no uensam

HE UCKJTHOHaEeT KOHTPOJIA MO
NMNOoKa3aTellaAM
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nnnnnnnnnn i Korcantusr

CINACUBO 3A BHUMAHWE

Untante dbonblLue Ha
WWW.Sapcons.ru



