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[MporpamMma obyyeHunsa
HeHb 1

NHCTPYMEHTbI Nepexoga K NIaHMpOBaHUIO M3MEHEHUN

e CuCTeMa NoCTaHOBOYHbIX ayAMUTOB Ha NPAaKTUKe, — C MepexoaoMm
K CUCTEME MNaHUPOBAHUA U3MEHEHUM

* [MPUOPUTETHOCTb NO YCTAHOB/IEHHOMY KPUTEPUIO KaK OCHOBA
CUCTEMbI NIAaHNPOBAHUA U3MEHEHUN

e CucTeMa NpoBeaeHUs Kypca C NnepexoaoM K LefieBoMy COCTOSAHUIO
KOMMaHUn

e [MpurHUMNbI PaboTbl C MATEPUANIOM KYPCa B ayanTopun
C OpraHusauven B KoOMNnaHum rpynnbl BHeApPeHUs

e CHATUE CONPOTUBNEHUNA U3MeHEeHNAM. BBegeHne TexHoormm
B KOMMaHUIO Ha OCHOBE NIMALPHOIro UMM MUIIOTHOMO NPOeKTa

NHTerpmpoBaHHbIN LMK BO3OENCTBUI HA OCHOBHbIE pa3aesibl AeATeNIbHOCTHU
KOMMaHM"

e CncTeMa CBA3N TEXHOJNIOMNN KOHKYPEHTHOIO onepexXeHus
N MHCTPYMEHTANIbHOIO KOMIMJIEKCa BO3AEeNCTBUA Ha 3D (PEKTUBHOCTb
N Pe3ybTaTUBHOCTb, BKJIIOYASA YNpaB/ieHMe Ha OCHOBE LM POBbIX
TEXHOSIOMUN

e /IHTErpnpoOBaHHbIN LMKJT NOBbILLEHNSA KayeCTBa TEXHOIOM MM
KOHKYPEHTHOIO onepexxeHna Bktoyasd dopMnpoBaHMeE CUCTEMBI
yrnpaBJ/ieHNa Ha OCHOBE LMD POBbLIX TEXHOSIOMNN
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Teopuna n NpakTUKa peannsaunm TEXHONOMMN KOHKYPEHTHOIO onepexxeHuns

Bnok 1. AKTyarnbHble NPOLLECChbl KOMMaHUKM MO pa3sgenam aesaTeslbHOCTU

e Ha ocHOBe TUMOBOIoO nepeyHa dnsHec-npoueccoB. OCHOBAHO

Ha nepeuHe APQC / American Productivity & Quality center

C KoppekTnpoBkown LUBT

Ncnonb3oBaHMe TUMOBOro nepeyHa — 155 HanMeHoBaHU

B 12 pa3penax gedarenbHocTu / 6naHkm LIBT ¢ KOHKpeTHbIMU
npuMepamMm n peKoMeHaaunamm no MCrnonb30BaAHUIO
ANbTepPHATUBHbIN BapWaHT BblIOOPa akTyaslbHbIX BUM3HEC-NPOLLECCOB
Ha OCHOBE MaTpPWLbl 3PefIOCTU NMPoLeccoB / pe3yfbTaTbl PadoThl
MeXXOYHapOOHOro KOHFpecca C MPakKTUKOM NCNONb30BaHUA

N aygmTa KOMMNaHum

Bnok 2. [NocTpoeHune TekyLlero CoctoaHms 6mnlHec-npoLuecca

e [lepexon oT dopMaTa TEKYLLEroO COCTOAHUA NnpoLecca

C BbIMOJIHEHMEM YyYaCTHUKaMU npoLecca B hopmaT
OOKYMEHTUPOBAHHOW npoLenypbl Nog PyKOBOACTBOM
CcoBCTBEHHMKaA / MHTerpaTtopa npoLecca

Bnok 3. OueHKa TeKyLLero CoOCTosiHMe NpoLeccoB Mo pa3aesiaM peryasapHbix
TexHosiornin. BelgeneHmne npobnem

CTOUYHUKN BO3HUKHOBEHUSA Npobnem

CaHKLUMOHHble Mepbl / 4 ceKTopa CaHKLMOHHbIX Mep
AHKeTUpOBaHMe nepcoHana / aHkeTa npunaraeTcy
AHKeTUpOBaHMe KNneHTa / aHkeTa npunaraeTcsa
Mpo6nembl OT NepcoHasna KOMNaH1mM B NPOU3BOJIbHOM Buae /
Ha NpuMepe
CTtpaTterma no3anumMoHMPOBaHUA KOMMNAHUN:

o PEST-aHann3, SWOT-aHanus, 5 cun lNMopTepa,

BeHuMapkuHr, OcobeHHOCTU Npodunna, BKItoYaa 6anaHc
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«Bbipyyka — lNMpnbblnb», AMHAMUKA PbIHKA M KOMMaHUWN,
TpexcekTopHaa anarpamMmma goktopa KAHO,
pacnpepeneHne PyHKUMM kavyectsa / QFD

o Ha npuMmepax n3 pasHonpoduibHbIX KOMMNAaHMUN, BKOYadA
NCMNOJIb30BaHME MATPULbl KOPPeNnaumm «KJIMEHTbl —
nepcoHan» npu padote UBT B bMHCKOM KOMNAHUU
KOHTEMHEP-LLWMC

BbinosiHeHMe 3a4a4 MO BblOESIEHUIO MPOLUECCOB AJ1A KaXXA0oW TEeXHOOMMun
onepexennsa (A, B, C,D, E, F)

e MoTMBaUMA K pa3geny Ha OCHOBE NMPUMEPOB BbINOJIHEHUSA 3a4aY
Mo BblOeNieHnto NpoobsieM U pesyibTaTaMu

e CTpaTerns pasBuUTUS KOMMNaHUU. TEXHONOMMM nepexoga Ha CUCTEMY
LilefieBbIX NokKa3aTesien

e OnepaumoHHbIN MEHEeO)KMEHT — NpeagHaMepeHHaa TpaHcdhopMauma
MaTepuana, MHOoOPMaLUUMN NN KITMEHTA

e bepexxnmBoe Npomn3BoOACTBO HA OCHOBE aAanTUPOBAHHbBIX ANMNOHCKUX
MPOMBbILUEHHbIX CTAHOAPTOB

e JlOornMcTmkKa BO BCEM AMana3oHe OeAaTeSIbHOCTU

e CucteMa NpoOeKTHOro ynpasieHnd

e [lepcoHan — ynpaBJieHne n MoTMBaLUnA

HeHb 2

Brok 4. CnctemMa pelueHusd npobrieM, CBA3aHbIX C CaHKUUAMN. BrokmnpoBka
CAHKLUMOHHbIX Mep MO CeKTopam

e ObOLWMe NoNTOXKEHUNA MMMNOoPTO3aMeLlaroLwen N NoJIMTUKM Ha OCHOBE
ob6begMHEHMNA NAPTHEPOB NPOMBbILLIEHHbLIX KOMMaHuM PO B ceTb
CTpaTermyeckoro B3amMoaencTBma ¢ OLUEHKOM PUCKOB HapyLUeHUs
MPOMBbILLUAEHHbIX OTHOLLUEHUI

e PeanbHble MO3UTUBHbIE NPUMEPbI OObegNHEHUA KOHKYPEHTOB
B aOanTUBHYIO CeTb

CekTop A. OueHKa poBepuTesSibHbIX OTHOLUEHMW K 3anagHbiM
KOHCANTUHIOBbIM paboTaM
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e J[IOCTYNHOCTb KOHKYPEHTOCMOCOOHOW MH(pOpMaLmnmM noa
tOpPUONYECKUM 3anpeToM. ApryMeHTauma Ha psaae npmmepos
aHanm3a gaHHbix No komMnaHumam UTS, GE, Lean Consult, Bkntouasa
nnTtepaTtypy «JIMH-6 curm» Mankna K. [I)xopaxa, Macaaku Vimaun
«KanmaseH: KN4y K ycnexy anoHCKMX KoOMMNaHnmy», «BHeapeHune
cbanaHCMpPOBaHHOM cUCTeMbl NokasaTtenew/ Horvath & Partners»,
hxedbdpun K. JTankep «dAO TonoTta»

e KOppPeKTUpPOBKU, HEOBXOAMMblE OJ19 UCMNOJSIb30OBaHNSA Ha NPaKTUKe
no pe3ynbTaTtaM padoTbl LIBT

e PekoMeHOaUMM NO LesieBOMY BblIOOPY KOHCYJIbTAHTOB

CekTop B. OnepaumoHHbIN MEHEOXMEHT B CUCTEME PA3BUTUSA HALUMOHANbHbIX
TEXHONNOMTMYECKNX CTAHOAPTOB

e CoTHUM nNpoekToB LIBT Ha npakTnke goka3anm BO3MOXXHOCTU
onepe)arLlero pa3sntng OnepaunoHHbIX CUCTEM OTEYECTBEHHbIX
KoMnaHnn. CBOOHAaA CnpaBKa peasim3oBaHHbIX NpoekToB B PO
n ctpaHax CHI

e Pan npmMepoB NoBbILLEHUA 3PHEKTUBHOCTU U Pe3YSIbTAaTUBHOCTU
NeaTenbHOCTU

e PekoMeHOaUMM NO UCNOb30BaHUID POCCUNCKNX LLEHTPOB OOYyYeHUs
N KOHCANTUHra

CekTtop C. lNepexon Ha oTeyeCTBEHHbIE He3aBUCKUMble cucTemsbl 1O

e CocTodaHMe Bonpoca. 3aMeHa O Ha npuMmepe 4 OCHOBHbIX
nocTtaBwmkoB MO

e BO3MOXXHOCTM KOMMaHUM Npn noadope oteyectBeHHoro 0.
OcHoBa ycnexa umdpoBmsaumm npoueccoB Ha ocHoBe 10 —
CUCTEeMa NpoLLeCcCHOro ynpasnieHnsa

e Bbibop npuoputeTHoro NO Ha ocHoBe 10 yCTaHOBMEHHbIX
KPUTEPMEB N CUCTEMbI MHOFOMMAaKTOPHOIO aHain3a C yY4eTOM
napaMeTpoB aaanTUBHOM CETU CTpaTermyeckoro B3anmMogencTema
Ha OCHOBE MPUOPUTETOB UCMNONb30BAHUA NAPTHEPCKUX OTHOLLEHUW

e PekOMeHaauuMym — CUCTEMY MMMOPTO3aMeLllatoLmx PoccnMmckmx
MPOrpPaMMHbIX MPOAYKTOB MO NPOMUIIIO KOMMAHUM MCNOJIb30BaTb
C YYETOM KpuUtepmeB MHOrohakTOPHOro aHasamsa Ha OCHOBe
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CNCTEeMDbI NpouUeCCHOro yrpasieHnd C NCNoJsib30BaHMEM MPUHLUNTMOB
BbloeN1leHNA KOHTPOJIbHbIX TOYEK N TOYEK YIPpaB/IeHNA

CekTop D. MaTepuanbHo-TexHnuyeckme pecypcbl. CTeneHb BANAHUA
Ha PaboTy KOMMaHUM N HENTPaNn3auma CaHKLUMOHHbIX Mep

e [lepeopmeHTaumns Ha AOCTYMHblE NCTOYHUKU C UX UHTErpaumen
Ha OCHOBe afJanTMBHOM ceTw. [ocnenytoulee pencrteme —
npunobpeTeHne NPOMbILLIEHHOM HE3AaBUCUMOCTU

e OPDPEKTUBHOIo POPMMPOBAHNSA 3arpPoca Ha NapTHeEpPCKMe
OTHOLLUEHUA NPU HaNTMYNM aNbTEPHATMB HaA 3aMeLleHne NOCTaBOK
MTP npoBoanTb C y4eToM 14 -1 OCHOBHbIX KpUTEPUEB
MHOroakKTOPHOIr 0 aHanmsa n NPUoOpPUTETOB MUCMOJIb30BaHUA
NAPTHEPCKMX OTHOLLEHWNW

e PekoOMeHOaunm — NCNOSIb30BaTb KPUTEPUN MHOTOMAKTOPHOIro
aHann3a anga Bbibopa U MHMLUMALMKN COOPYXXECTB B BUOAE CUCTEMBI
adanTUBHbIX LEHTPOB. POPMUNPOBAHME NPOrpaMMbl nepexona
K He3aBMCMMOMY npounssoactey MTP

Bnok 5. PewweHune npobsieM TekyLero COCTOSHMA NpoLUeccoB

* /ICTOYHUMKU BblaeNeHna npobnem TekyLlen eaTebHOCTU KOMMNaHUm
nroboro npochunsa

e /ICXOOHbIV BApUaHT UMKa pelleHnsa npodneM. LUnkn ynydiwieHunsa
B cUCTEMe KOHKYpeHTHoro npesocxoacTtea UTC. lNpuMepbl LueneBbiX
YCTAHOBOK Ha NPOM3BOACTBEHHbIX YYacTKaX

e LUnkn n3 12 MHTErpnpPoOBaHHbIX PAabOT MO peLUeHunto Npodniem
TEKYLLEro COCTOSHUSA MPOLUECCOB, — CBA3aHHbIX C AEATESIbHOCTbIO
KOMMAaHMM B paMKax ynpaBfieHYeckKon MacTtepckom LIBT

YnpaBneH4yeckas MacTepckasa no 12 BeKTopam

e [loaroToBKa NCXOOHOM MHMOPMaLMKN. POPMUPOBAHME NepeYHen
npob6nem

e PacnpepeneHne oTBETCTBEHHOCTU 3a pelleHne NpobrieM B cucteme
ynpaBneHna KoMnaHmem Ha ocHoBe CcH6aNaHCUPOBAHHOW CUCTEMDI
nokasatenen / BSC. ONTMMmM3aLma CUCTEMbI MOKa3aTenew
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Ha OCHOBE KOPPENALUMOHHbIX MaTpuL

e OpraHumsaumsa 4-x padboumx rpynn akcneptoB no 61okaM BSC
C peKoOMeHOaUNAMUN U MPAKTUKOM NO BbIOOPY YIEHOB rpynmn
3KCMepToB Ha OCHOBe «X Y Z» aHanM3a oTpaboTaHHOro B KayecTBe
BXOOHOro 6apbepHOro Tecta npu npmnemMe CoTpygHmkKa Ha paboTy

e CopTUpoOBKa M pacnpepeneHne npobdnem no 4-m 6s710kam BSC

e [lepexon K cucteMe nyaHnmpoBaHMAa naMeHeHnn. PopmMmnpoBaHme
avarpamMmm nprmopmuTeTHOCTU npobnem no B. NapeTo Ha ocHoOBe
CUCTEMbI NMAPHOIro CPABHEHUSA N CUCTEMbI MHOTOMAKTOPHOIO
aHanmsa

e BbigeneHune paga npoodsieM Mo KadXKOowm 3KCNepTHOM rpynne

e AHaNIN3 MO NMPU3HAaKY BblAEeNEHHbIX MPOobsieM, BKKOUASA
obcnegoBaHMe Ha MecTax cunamMm padoumx noarpynn.
CucrteMaTtmsaums NPUYNHHO-CNEeACTBEHHbIX OTHOLLUEHU Npobnem
N pe3ysbTaToB cOopa hakKTOB MO KaXkaon npobsemMe Ha OCHOBE
NPUYNHHO-CleacTBeHHOM anarpammel K. IcnkaBbl. BBoaHas
no TexHonornam LP / BepexxnrBoe Npoun3BoaCTBO, BK/IOYAS
pacnpepeneHne TexHonornm LP B cOOTBEeTCTBUK C AeNeHUNEM PbIHKA:

o 7+7 MHCTPYMEHTOB MOryT pewnTtb 95% npobnem nrobowu
KOMMNaHUM

o Nunarpamma K. lcnkasbl 1 MeToa «5 noyemMy» Ha OCHOBe
onbITa padoT B koMnaHum OTUC

o CucteMa 06CNy»XMBaHUA NPON3BOANTESIBHOIO
obopyposaHua TPM / Total Productive Maintenance

o HoBble 5S Kak co3gaHume cpefbl OJI9 CHUXEHUA NOoTEPb
PecypcoB KOMMaHUK, BKOYAS OOCTMXKEHME YYBCTBA
OOHOBNEHHOCTWM NPU BbIXOAE Ha paboyee MecTo

o ABTOHOMM3aums (d3upoka). Moes «Moka-Nekes
(3aLLULLEHHOCTb OT OLLUMOOKK) NN KOHLENUMUa «HY/1eBOro
nedekTa»

o KOHTPOJIbHbIM NNUCT ONEePaLMOHHOIro MeHeaxepa. Tpu MU:
noTepu; Neperpyska; HepaBHOMepHOCTb (Muda; muri;
mura)

o U-oBpa3Has IMHUA B cucteMe bepexxsimBoro npom3BoacTBa

o JIT / KaHBaH nin cuctemMa TOYHO BOBpEMH

o SMED — single — minute exchange of die (3aMeHa wWTamMna
MeHee 4yeM 3a 10 MUHYT). lNepeHanagka obopyaoBaHUA

o KampseH (kaizen) Kak npouecc HeNpepbIBHOro

COBEPLUEHCTBOBAHMA
[JeaTtenbHOCTb ManblX FPYMNM Mo yrnpaBneHno

[e]
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NMPOnN3BOACTBOM
o [Nunarpamma NcmkaBbl C MCMOJIb3OBAHMEM pPe3y/ibTaTOB
Onpoca Ha MecTax BO3HUKHOBEHUSA npobneM. Npunmepsbl
anarpamMmm a4 BbiXoaa Ha KOPEHHbIe NPUYMHbBI Npobnem
e 3anoJIHeHne cucTeMHom X-MaTpuubl: NpobnemMa — KOpeHHas
npUYMnHaA — Meponpuatme
o [TOUCK HOBbIX pPeLleHNN Ha OCHOBE CHATUSA CTEPeOoTUNoOB
MblLNeHusa. «[MonmMam Mau» — noaxom, «XoCcuH KaHpu»
C BOBJIEYEHMEM BCEX COTPYOHMUKOB HA OCHOBE TEXHOIOINMN:
MO3roBOro TypMma, Metoaa 635, CUHEKTUKU
o [NMpuMepbl GOPMUPOBAHUA CUCTEMHBLIX X-MaTpuL
e [TpnopunTnN3aLMa MEPONPUATUN MO KPUTEPUID NX 3DDEKTUBHOCTMN.
NToroBble 3aLLUNTbl TPYNM 3KCNepToB. [punuMepbl 3aLLUnT
N MaTEepPUaNoB B YETbIPEX N3BECTHbIX KOMMaHMA
e Peanunsaums Umkia YnpaBieH4YeCKOM MacTeEpPCKOM B padboyem
nopsagKe cuiamMm OCHOBHBIX OTAOeNOoB KoMnaHum. opMmpoBaHune
MPOLECCOB KOPPEKTUPYIOLLIMX MEPONMPUATUN
e [IpoBegeHne N3MeHeHUM B KOMMNaHUM Ha OCHOBE CUCTEMBbI
MPOEKTHOro yNpaB/eHNA C YY4ETOM OKYNaeMOCTU. XKU3HEHHbIN LMK
npoekTa — NocnegoBaTe/IbHOCTb AENCTBUN, ONpenenatowmx MOMEeHT
3aBepLUeHna NPoeKTa:
o [NoaTanHaa TeXHOMOrMa NCNosIb30BAHNA CUCTEMBI
MPOEKTHOro ynpaBneHuns
o NHnumauma MHHOBALIMOHHOIO MPOEKTa
o BblgeneHmne onTMMasbHOIro PyKoOBOAUTENS NPOEKTHOM
rpynnebl
o dopMMpoOBaHME ONTUMANIbHOM KOMaHObl MPOEKTHOMN
rpynnbl
o Pa3paboTKa yCTaBa NpoekTa
o [NnaHMpoBaHue BbIMOJHEHUNA MHHOBALIMOHHOIO NpPOeKTa
o CucrtemMa npuBriedeHns n otbéopa napTHeEPOB
o [MpopadboTka HUHAHCOBOM YAaCTM MNPOEKTA
o YrnpaBJieHMe pUCKaMm NPoOeEKTA
o OcyLlecTBNeHME NPOEKTA
o 3aBepLUeHne N OLEeHKa NpoekKTa
o [MpeKpalleHne NpoeKkTa Kak HeraTMBHoe aABJIeHUe
e DopMMpPOBaAHMNE OOKYMEHTUPOBAHHOM Npoueaypb! Aaa perysgapHoro
MCMOMb30BaHUSA CTaHOApTa
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HeHb 3

Bnok 6. DopmMumpoBaHue cnuctembl Jlyuwnx npakTtnk (Best practice)
C (bukcaumen umkKsia n pesynbTaToB peleHnsa npobnem

Bnok 7. Peannslauunsa nepexoga NpoLeccoB B LeeBoe COCTOAHUNE
B COOTBETCTBUM C JOKYMEHTUPOBAHHOM Npoueaypomn

e Pan npmMepoB nepexona npobseMHbIX MpouUeccoB B LeneBoe
COCTOAHUE

e [136aBbCA OT TOro, UTO HE CO3aaeT LUeHHOCTW. [ToNTHopa3MepHas
BblOOPKa ON4 NINOEPHOro NpoeKkTa n3genms Nnpon3BoacTBEHHOro
npeanpuaTmns

e [loBblleHME 3DPDHEKTUBHOCTU TEXHOIOMMUYECKMX MPOLLECCOB COOPKU
n3pgenna XXX n nponsBoaCcTBa BXOOAALLMNX KOMMJIEKTYIOLLUX.
[MonHopa3sMepHaa BbIOOPKa O NMOEPHOro NpoekTa nsaenns
NMPOM3BOACTBEHHOIO NPeanpPuUATUS

Bnok 8. YToUuHeHMe ToOUeK KOHTPOJIA U TOYEK YNpaBfieHUs, NCXoas
N3 BINAHUSA HA 3D PEKTUBHOCTb TEXHOTOMMIN KOHKYPEHTHOIO ONepexxeHumns

e [loNIHOpPa3MepHasa BbIOOPKA A9 MTAaBHOIMO NpPoeKTa n3genmm
MPOM3BOACTBEHHOIO NpeanpuaTus. 3dPeKTUBHOCTb PadoThbl
obopypoBaHuga / OEE (Overall Euipment Effectiveness) Ha ocHoBe
ncnonb3oBaHUsa cuctembl TPM / Total Productive Maintenance:

o Pabounm rpadbumnk Mcnoab3oBaHUA cuctembl TPM

o Pe3ynbTaTbl PAOA BbINOJIHEHHbIX MPOEKTOB

o [TepBONPUYMHBI MCMOMb30BaHUA cucTteMbl TPM onsa
NOBbILLEHUNA 3PDHEKTUBHOCTb PABOTbI MPOMBbILLUNEHHOIO
obopynoBaHua. NMpUHUKMMNbI OB6CNY>XXMBaHNUA 060pPYyAOBaHUSA
no coctoaHuto. Mogenb ancbepra

o [TpuMepbl Nepexona cucteMbl TPM OT NCnosib30BaHUSA
BM3YyasiIbHOW CUCTEMbI K CUCTEME LMD POBOro ynpaBneHunsa
Ha OCHOBE psaa BbINOJIHEHHbIX MPOEKTOB Ha 3aBoje,
B odbuce, B oTAeNE NPOEKTUPOBAHUA

e BbigenieHne KOHTPOJIbHbIX TOYEK NOMMCTUYECKUX CUCTEM paaa
KOMMaHMm
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Bnok 9. DopMMpoBaHME CUCTEMbI YMPABAEHNUS HA OCHOBE LUMMPOBbIX
TEXHOSIOrUM

Bnok 10. [lokyMeHTUpOBaHHasa npoueaypa Bo3AenCcTBUA Ha 3D HEKTUBHOCTb
N Pe3yNIbTaTUBHOCTb Pa34efloB TEXHOOT NN KOHKYPEHTHOIrO OnepexxeHus

e CTaHOAPTbl CUCTEMbI MEHEeO)KMEHTa KauecTBa. VHTerpauns
cTtaHpgapTtoB CMK

e OaBapa JeMUHIr Kak OCHOBOMOJ/IOXHUK CUCTEMbI KQUeCcTBa
KOMMaHnu

e CepTundmnkauma no ctaHgaptam NCO
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