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HanpasnenHocthb AHanuTHKa ynpaslieHus: OM3HeC-TpoleccaMu
(mpocuib)

Popma o0yueHus Ouynas
Kadenpa-pazpaboTunk MenemxmenTa u Gu3Heca
Brimyckatomias kadenpa MenemxMenTa 1 Ou3Heca

Tunosble 3a1aHust VI KOHTPOJIBLHOH padoThI (4 cemecTp):
KomrnekcHbii MeX(QYHKIIMOHATBHBIN MPOEKT MO ONTUMU3AIMY U aBTOMATHU3allUK OM3HEC-TIpoliecca
OO1mast moCcTaHOBKA 3aJaul
Tum paboTel: MeK(QYHKITMOHATBHBIN KOMaHIHBIN ITPOEKT
CoctaB koMauabl: 4—6 yenoBek (2—3 crynenTa HanpasneHus bU + 2-3 cryaenra nanpasnenus MH)
@opmar 3amuThl: 25 MUHYT Ha KoMaHy (20 MUH - Ipe3eHTalys1, 5 MUH - BOIIPOCHI)
O0BEM ncbMEHHOTO 0TUéTa: 25-35 CTpaHuIl + MPHUIIOKEHHE.

Bri6op 0o0bekTa HCCIICIOBaHUSA: KOMaHJa CaMOCTOSTEIBHO BHIOMpAET peajbHBIN MM YCIOBHBIN Ou3HEC-
MPOIIECC U3 OJHOTO U3 MPENI0KEHHBIX KOHTEKCTOB!

[TpousBoaCTBO Toprossi/Pureiin CepBuc/Meaumna | ['ocynpasienue NT-xkomnanus

COopounas VYnpasnenue Pa3paboTka

JIMHUS 3anacamu 110
CornacoBanue

OO6paboTka
Jloructuka ckiaga | Beigaua crpaBok Texmoanepixka
3aKa30B JIOKYMEHTOB

[Tpuém nanmentoB | OGpaboTKa 3asBICHUI

BriOpanHbIii poriece A0JKeH:
— Hwmets u3MepuMble TapamMeTphl (BpeMsi, CTOMMOCTb, KOJTMYECTBO IIaroB)
— Copnepxatrb He MeHee 3 HASCHTU(PHUIUPYEMBIX BUIOB MTOTEPh
— Jlomyckatb BO3MOKHOCTh aBTOMATH3AIIMU XOTs ObI OJTHOM 3a/1a41

CTPYKTYPA [NPOEKTA U 3AJAHU A I[TO KOMIIOHEHTAM

3amanue 2.1. AHanu3 peIHKA U TOTPeOUTEIs
Coneprxanue:
[IpoBennTe KOMIJIEKCHYIO TUarHOCTUKY BBIOPAaHHOTO OM3HEC-TIpoliecca:
1.1 Onucanue nponecca AS-IS:

— D'panuns! nponecca (BX0A, BBIXOA, YYACTHUKH, TPUTTEP)

— Jlexommosuius Ha mard (MUHUMYM 8 I1aroB)

— Cxema npouecca B HoTarmd BPMN i 610k-cxema
1.2 BrisBnienue 8 BuioB notepb (Muda):

[IposiBnenue B KonunuectBennas
mpouecce OLICHKA

z

Bun norepu (Muda) ITpuopurer

[Tepenpous3BoOACTBO
Oxxnganue

JInmHssA TpaHCIOPTHUPOBKA
W3numiasist 00paboTka
N30bITOUHbIE 3a11aChl
JIuntaue nBUKCHUS
JleekThl U nepeaesku

N NN [ BRW(IN =




Hepeannzosannslii noreHuman
nepcoHaia
1.3 COop naHHBIX:
— XpOoHOMETpax IIaroB mpoiecca (3aMephl WU 3KCIIEPTHBIC OICHKH )
— HHTepBbio ¢ yuacTHHKaMH Ipoliecca (MUHUMYM 2 HHTEepBBIO - MH-kommeTeH )
—  AHanm3 MOKyMEHTAITU! U TaHHBIX cucTeMbl (BM-koMmeTeHIms)
Poxs BU: cTpykTypupoBaHHEI cO0p 1 00paboTKa TaHHBIX, BU3YATH3AITHs
Pone MH: uHTEpBBIO, HAONIOICHHUE, BBISBICHUE OPraHU3aIMOHHBIX 0aphepOB

Kowmmonent 2. Kapra moroka coznanus nieaHoctd (VSM) (coBMeCTHO)
2.1 Iloctpoenne VSM AS-IS:
[MocTpoiite KapTy MOTOKA CO3JaHUs IEHHOCTH AJISl TEKYILLETO COCTOSIHUS Ipoliecca:
— Ilorpeburens u ero Tpedosanus (Takt Time)
— Bce maru npornecca ¢ ykazanuem: Bpemenu 1ukia (C/T), Bpemenu nepenanaaku (C/O), konuuecTBa
oreparopos, % Opaka
— Tloroku marepuanoB u HHGOpMaIUN
— Bpemennas mikana ¢ pacuéTom:
O06s13aTenbHBIC PACUYETHI:
— O6mee Bpems mukia (Total Lead Time) = X Bcex maros
— Bpewms no6asnenus nennoctu (Value-Added Time) = Bpems 1m1aros, 3a KOTOpbIE TUIATUT KIIUEHT
—  DOdodexruaocts notoka (Flow Efficiency) = VAT / Total Lead Time x 100%:

IToka3zarenn 3unauenue AS-IS | IleneBoe TO-BE
Total Lead Time
Value-Added Time
Non Value-Added Time
Flow Efficiency (%)

2.2 Unentudurkanms «y3kux mect» (Bottleneck): BrigennTe Ha KapTe TOUKM HAKOTICHUS 3aI1aCOB, OKUIAHUH 1
notrepb. O0OCHYHTE TPUOPUTETHI JIJIS YITYUIICHUHA.

KomnonenT 3. [IpumeHeHre HHCTPYMEHTOB OepeKIIMBOTO MPOU3BOJICTBA (COBMECTHO)
Bri0epuTe 1 000CHY#HTE TPUMEHEHHE MUHUMYM 3 HHCTPYMEHTOB OEpeXIIMBOIO IPOU3BOICTBA!

Oxunaemblii
NHcTtpymeHT Ornurcanue NpuMEHEHUs
s ekt
5S Opranuzanus pabo4yero NpocTpaHCcTBa
Kanban Busyanuzanus v ynpaBjieHUE TOTOKOM
. HenpepeiBHbIE yiydleHNs], BOBJICYEHNE

Katinzen pep yny ’

IepCcoHaIa
[oxa-Ex» 3ammTa oT omMOOK
SMED CokpallleHre BpeMEHHU NepeHaIaaku
TPM O6cnyxuBanue 000pyAOBaHUs
CrangapTuzupoBaHHas

dukcanys JIyqInx TpaKTUK
paborta
Xena3yHKa BrlpaBHMBaHuE IPOU3BOACTBA

it Kaxaoro BBIOPAaHHOTO HHCTPYMEHTA!
— Onumwre KOHKPETHBIN TUIaH NpuMeHeHus (3—5 maroB)
— Ompenennure OTBETCTBEHHBIX
—  YKaxuTe u3MepHMble MHIUKATOPHI ycIexa

Kommonent 4. Lienepas moaens TO-BE (coBmMecTHO)
4.1 VSM TO-BE:
ITocTpoiiTe KapTy MOTOKA CO3IaHUS [IEHHOCTH JJIS IIEIEBOTO COCTOSHUS:
—  YcrpanéHHble MOTepH (BBIACTUTH IIBETOM)
— Hosple maru / aBTOMaTH3UPOBAHHBIE OJIOKH
— Ilepecunrannbie moka3aTenu BpeMeHHU 1 3((HEKTUBHOCTH
4.2 ObocHOBaHWE YIyUIIEHHUI:




HJ’IH KaXXJ0T0 UKSMCHCHHA ITPOLECCA YKAXKUTC:

[TpumenEHHbIA

N3menenune VYerpansemas noreps
MHCTPYMEHT

Dddekt

KomnonenT 5. Bribop 3amaun juis aBromarusanuu u UT-perienune (BU - muaepcTro)
5.1 Ananu3 3aa4-KaHIMJaTOB Ha aBTOMATU3ALIUIO:
OrneHnTe BCe IMIAry Mporecca Mo KPUTepusM aBTOMaTH3NPYEMOCTH

[Iar dopmanu3zyeMmocTb
[ToBTOpsieMOCTh
rporuecca MpaBUII

O0BéM

Orenka
MPUOPHUTETA
aBTOMATU3ALIUUA

Bricokast/Cpennsis/Huzkas | Beicokast/Cpennsis/Huzkas

5.2 Bribop 3anauu u obocHoBanue UT-pemienust:

s BEIOpaHHO 331241 aBTOMATH3AIINN:
—  OyHKIHMOHANEHBIE U HE(PYHKIIMOHATHHBIE TPEOOBAHMS K PEIICHUIO
— CpaBHenue anprepHatuBHBIX U T-pemenuii (MUHIMYM 3 BapHaHTa):

Kpurepuit Pemenue A Pemenue b

Pemenue B

DYHKIIMOHAJIBHOCTD

CTOUMOCTD BHCIAPCHUA

Bpewms BHeapeHus

HNurerpanus ¢
TEKYIIMMH CUCTEMAMHU

MacmrabupyemMocThb

Hrorosas onenka

5.3 TexHu4eckast KOHLUEMIHS PEIEeHUs:

—  ApXUTEKTypHas cXema peleHus

— Kurouessle nHTErpanuu

— TpeboBanus Kk JaHHBIM

— Ipororun / wireframe (mmpu HEOOXOIMMOCTH)
Pose BU: monHas Texamyeckas mpopaboTKa
Pons MH: olienka oprann3aliiOHHONW TOTOBHOCTH K BHeApeHuto U T-pemenus

Kowmmonent 6. [1nan BHenpenus nzmenenunii (MH - nunepctso)
6.1 AHaMU3 TOTOBHOCTH OPTaHU3AIMKU K U3MEHECHUSIM:
Ornennre o mojenu ADKAR (Awareness, Desire, Knowledge, Ability, Reinforcement):

Onement ADKAR Tekyummit ypoensb (1-5) MepornpusaTus 10 pa3BUTHIO

A - 0CcBEIOMIEHHOCTD

D - xxenanue

K - 3Hanug

A - cmocoOHOCTH

R - monpkpenienue

6.2 AHanu3 CTEHKXOJIEPOB U COMPOTUBICHHUS:

Creiikxonaep Bnusnue (B/C/H) | Untepec (B/C/H) OTHoIICHHE K

Crparerust paboThl

HW3MEHEHUsAM
6.3 JlopoxHas KapTa BHEJPEHUS:
Otan Meponpusitus Cpoxu OTBETCTBEHHBIN KPI srana
1. ITunot
2. O0yueHue

3. TupaxupoBaHue




4. Cra0bmim3anus

5. HenpepsiBHOE
YIAYYIICHUE

6.4 KoMMyHHMKaIIMOHHBIH TJ1aH:
Onpe/enuTe KITFOUEBhIe COOOIIEHUS sl KOKOW TPYIIIIBI CTEHKXOIIEPOB, KAHAIBI U YaCTOTY KOMMYHHKAIIHH.
Posie MH: monHas npopaboTka ynpaBieHns U3MEHEHHSIMH

Ponp BU: obecrieuenmne naHHBIMH, TEXHUIECKUE KOMMYHHUKAITUN

Kommnonent 7. RACI-marpuua u pacnpeneneHue posiei (COBMECTHO)
PaspaboTaiite RACI-maTpuiry aist mpoeKkTa BHEAPEHUS YIydIITeHUH:

3agauda
MPOEKTa

AHAJINTHUK

B nT-

(bH)

KOHCYJIbTAHT

Menemxep
MIPOEKTA
(MH)

Koopaunarop
U3MEHEHUHN
(MH)

PykoBozacTeo

ITepconan

Jlnarnoctrka
AS-IS

ITocTpoenue
VSM

Bri6op UT-
penIeHus

OOyuenue
nepcoHasa

IunotHBIN
3aIyCK

MonuTOopUHT
KPI

(R — omeeuaem; A — ymeepocoaem,; C — xoncynomupyem, I — ungpopmupyemcs)

Komnonent 8. Dxonomuueckuii 3¢ dext u KPI (coBmecTHO)
8.1 Pacuér sxoHomMuueckoro dddekra:

Tloka3arennb

3uauenne AS-IS

3rauenue TO-BE

N3menenue

DKOHOMUYECKHUI
addext (py6./rox)

Bpewms uukna
npoliecca

Tpynosatpatsl
(uen.-gac)

CronmocTh
OIIMOOK/TIepeeIo
K

CTOoNMMOCTB
IIPOCTOEB

Hroro s>xoHomus

8.2 OrieHKa HHBECTUIINN:

Cratbs 3aTpar

Cymma (py0.)

NT-pemenne (muueH3un/pa3paboTka)

OO06yueHue nepcoHaa

KoHCyIbTallMOHHBIE YCIYTH

OpFaHI/IBaLII/IOHHBIC MCPOIIPpUATHUSA

Htoro nasectunuu

O0s3aTenbHbIC PacYETHI:
. ROI = (Oxonomus — MuBectruum) / Musectuimun x 100%
. Cpoxk okynaemoctd = HBecTuIMK / DKOHOMUS B TOJ

. NPV (upu ropusonTe 3 rozaa, craBka AUCKOHTHPOBAHHS — IO BBIOOPY KOMaH/IbI)




8.3 Cucrema KPI mponecca TO-BE:

KPI Mopmyna pacuéta Tekyee Lleneroe [TepuoguuHOCTH
3HAUYCHHE 3HAYCHHE WU3MEPEHHUS
. VAT / Lead Time
Flow Efficiency % 100%
Hedextsi / Beero
[Ipouent nedexron % 100%
Bpewms nukia
Y 10BIIE€TBOPEHHOCTH
KJINEHTOB
[Ipon3BOAUTENBHOCTD
®OPMAT 3AIINTEHI
CTpykTypa IpeseHTanyu (20 MUHYT)
CJ;aH Copepxanue Hoxnaguuk | Bpemst
1 TuTynbHBIN: 00BEKT, KOMaH/a, POJIH CoBmecTHO | | MmuH
2-3 AS-IS: onucanue u 8 BUAOB OTEPH MH 2 MUH
4-5 VSM AS-IS + pacuérsl bU 2 MUH
6—7 [TpuMeHEHHBIE HHCTPYMEHTHI O€peXITMBOTO Tpon3BoacTBa | COBMECTHO | 3 MUH
89 TO-BE: VSM + o6ocHoBaHue b1 2 MUH
10-11 | UT-pemienue s aBToMaTU3aluu b 3 MuH
12—-13 | IlnaH BHEAPEHUS M YIPABJICHUE U3MEHEHUSIMU MH 3 MuH
14 RACI + posiu KoMaH b1 CoBmectHO | 1 MuH
15 OxoHomuueckuit d3g ekt u KPI CoBmecTHO | 3 MUH

Borpocer (5 MUHYT)

— KaxapIil 4wieH KOMaH[bI J0JKEH ObITh TOTOB OTBETUTH Ha BOIIPOCHI 110
CBO€M 30He OTBETCTBEHHOCTH

— IIpenomaBaTesb MOYKET 3a/1aTh BOIIPOC JIIOOOMY YUaCTHUKY KOMaH/ bl

— OneHUBaeTCs He TOJBKO COJleprKaHue, HO U IOHUMAaHUe I1eJI0OCTHOCTH

IIPpOEKTa

Kpurepuu orteHuBaHuss COM
KomaHHas orjeHka (70 6aJ110B)

Kommnonent «OTnruHO»
OasIoB
Bce norepu uaeHTHGUIIMPOBAHEI C
1. Ananu3 AS-IS + 8 BUIOB noTepb 15 PH AL o (rn P
KOJIMUYECTBEHHOM OIIEHKOM
2. VSM + pacuér nokaszareneit 15 KoppekTHas kapTta, Bce pacy&Thl BIITOJIHEHBI
3. UucTpyMEeHTHI 6epeXIINBOTO 15 O60cHOBaHHBIN BBIOOP, KOHKPETHBIE TIAHBI
pou3BoJcTBa (3+) IIPUMEHEHUs
UYérkas MorvKa yiyqiieHul, nepecunTaHHbIe
4. TO-BE + o6ocHoBanue 10 Y > TP
MOoKa3aTesn
CpaBHeHHE aNbTEPHATUB, TEXHUYECKAS
5. UT-pemenne (BU-nmunepcTro) 15 p P ’
KOHTISTIITHS
6. [1nan u3menenuii (MH-nuepcTBO) 15 ADKAR, cTelKkxoiepsbl, T0pOoXxHas KapTa
[Tonnas, 6e3 MycThIX siYeeK, JOTHYHOE
7. RACI-matpuna 5 ’ y ’
pacrpeesieHue
8. DxoHommueckuit 3pdekt + KPI 10 Pacuéret ROI/NPV, peanuctuunsie KPI




HToro koMaHHbIX | 100 |

WupuBuayanbHas HagbaBKka/mrpad (+30 6a/110B)

Kpurepuit bayuel
KayecTBO OTBETOB Ha BOMPOCHI 10 CBOEH 30HE +15
Bxiajg B KoMaHIHBIN pe3ynbTar (peer review) +10
MexyHKIIMOHAIbHOE TOHUMAaHKE (BOIPOCHI O UyKOM 30He) | +5

10.

11.

12.

13.

14.

15.

16.

17.

18.

19.

20.

Tunosbie Bompocel K 3k3amMeny (4 cemecTp):
dunocodus 6epexTMBOrO MpousBocTea: ucropus TPS, 5 npunnunos Bymeka u J[>xoHca, nmousTue
LIEHHOCTU C TOYKH 3PEHMSI KJIIUEHTA.
Bocemsp BunoB noreps (Muda): kiaccudukanus, npumepsl B uudpossix 1 UT-mpoueccax, MeTo sl
UICHTU(QUKAIMY C TIOMOIIbIO aHAIUTUYECKUX HHCTPYMEHTOB.
Kapra moroka cozmanus teHHoctd (VSM): sneMeHTBI, CUMBOJBI, JIOTHKa MOCTpoeHHUs. Pacuér
nokasaresei / MeTpHK.
Process Mining kak WHCTPYMEHT aBTOMATHYECKOW JTMATHOCTHUKUA OW3HEC-TPOIECCOB: HMCTOYHHKHU
JaHHBIX (event log), anropuT™Msbl aHaIU3a, UHTEpIpPETALMs Pe3yIbTaTOB B KOHTEKcTe Lean.
[TocTpoenue aepeBa meTrpuk mporiecca: aexommosuius North Star Metric / Flow Efficiency na
onepauuonubsie KPI nmxuero yposHs. Csse ¢ VSM.
Wuctpymentsl 5S B uHGOPMAlMOHHOM cpezie: MpUMEHEHHEe K IU(GPOBBIM pabodyuM MecTawm,
daitnossiM cuctemam, uarepdericam MC. Kpurepun olieHkH pe3ynbraTa.
Digital Kanban: npunuunsr WIP-orpannuenuii, merpuku (Cycle Time, Throughput, Lead Time),
UHCTpYyMeHTHI peanu3aiuu (Jira, Azure DevOps). CBs3b ¢ Lean-npuHiumnamu.
[oka-Ex> B uHQOpMAaIMOHHEIX CHCTEMAX: MEXaHU3MbI BalIHIALKH, TIpeIyIpeKIeHUI, 60KHPOBOK.
[TpoexTrpoBanue 3amuThl oT omnOok Ha yposHe UX/UL
Kaiinzen kak HempepbiBHOE YyiyulieHne nu@poBbix mnpoueccoB: nuki PDCA B UT-kontekcre,
perpocnekTHBbl B Agile kak ¢popma Kaiizen.
CrangaprusupoBanHas pabora B UT: pernamenrtanus npoueccos, adbloHbl, YeK-TUCTbI, runbook —
KaK MHCTPYMEHTBI yCTPAHEHUS! BADUATUBHOCTH.
Kputepuu BriOopa 3aaau [11s aBTomMaTH3anuu B Lean-npoekre: NOBTOPSIEMOCTh, (HOpMaIn3yeMocCTh,
00BEM, CTOUMOCTH OIIMOKHU. MaTpuiia IpruOpUTH3ALHH.
Knaccupukanus WUT-pemenuit ans asromatuzauuu: RPA, BPM, ERP, Low-Code mardopmsr.
CpaBHUTENBHBIN aHAaIU3 IPUMEHUMOCTH B Lean-KoHTEKCTE.
Meton B3BElIEHHBIX KpuTepueB Impu BbiOope WT-pemienus: anroputrM, CUCTEMa BECOB,
MHTEPIIPETALNS PE3YJIBTATOB, OTPAHUYEHUS METO/IA.
TexHuyeckass KOHLIEMLHUS aBTOMAaTU3allMU: APXUTEKTypHas CXEeMa, HMHTErpauuu, TpeOOBaHUS K
JTaHHBIM, OLIEHKA PUCKOB BHEAPEHUS.
OneHka opraHM3allMOHHON TOTOBHOCTH K aBTOMAaTH3allMU C MO3ULUN OM3HEC-aHAJTUTHKA: 3PEIOCTh
IpoIeccoB, KauecTBO NaHHbIX, UT-undpactpykrypa.
Pacuér sxonomuueckoro 3¢ dexra Lean+aBromaruzamust npoekra: ROI, NPV, cpok okymaemocTnu.
Mertoposiorust ¥ THIMYHBIE OLIMOKU pacyéra.
Cucrema KPI 6epexnuBoro npouecca TO-BE: npunnunsl pazpaOoTku, CBA3b CTPATETMYECKUX M
OIEpallMOHHBIX METPUK, IEPUOJUIHOCT MOHUTOPHUHTA.
Busyanuzanus nanasix B Lean-mpoekrte: npuHimunsl 3¢ ¢ekTuBHOro namoopna, BbIOOp THIIOB
JarpaMM JijIsl METPUK MOToKa, UHCTpyMeHThl (Power BI, Tableau).
RACI-matpuia B mexdynakimonanbHoM Lean-npoexkte BU+MH: npuHuume! coctaBieHust, THAITHYHBIC
KOH(JIMKTBI OTBETCTBEHHOCTH, CIIOCOOBI pa3peleHHU .
Ponp Ousnec-ananutuka B Lean-Tpancopmanyu: KOMIETEHLMH, 30HBI OTBETCTBEHHOCTH,
B3aMMOJEICTBHE C MEHEIKEPOM U3MEHEHUH, TOUKH Mepeaaun pe3yJIbTaToB.



