CtpaTernyeckoe ynpasneHue UT: oprctpyktypa UT cnyxO6bl n COPCUHT

Aemop: AnekcaHOp Muxatinos, MBA no cmpameaudeckoMy yrnpaeneHuro, cmapuwiuti KoHcyibmarHm o UT,
komnarus IBM, alex@mikhailov.ru
Kpamkasi eepcusi cmambu ornybriukosaHa 8 xypHane ClO, N10, 2011.

Haunas cmames omnocumces Kk cepuu nyoaukayuil no cmpameauieckomy ynpagienuio UT: u3 uezo ono
cocmoum, Kaxk paspabomams HT cmpamezuro npeonpusmusi, MONCHO U CAMOCHOSMENbHO
nocmaeums cmpamezudeckoe ynpaeienue UT.

Mamepuan cmameii nocmpoen Ha 6aze JAVHUUUX MEHCOYHAPOOHBIX NPAKMUK CMPAMeSUiecKo2o
naanuposanus UT u npaxkmuueckozo onvima aeémopa: 10 nem xoncanmunea no ynpasenenuro UT (u3
Hux 7 aem 6 IBM), 10 nem pabomur pyxosooumenem HT ciyscOvl 6 poccuickux u 3apyoexnchvix
Komnauusax, 5 1em npenooasanusi Kypcoe no UT cmpamezusam u cmpamezuyeckomy ynpaenenuio UT 6
8e0yuux poccutickux ouszmec wikonax. Aemop yuacmeoean 6 paspabomke MUT cmpamezuii decimkos
KPYNHBIX POCCUNICKUX NPEeONPUAMULL, a maxdce nomoe paspabomamse donee nonycomuu UT cmpamezuii
oupexmopam UT cnyaicod cpeOHux u Manvix npeonpusmuil.

B HepmaBuell penakiuonHou crtatbe «Henyxnas WUT-cmyx6a» (ClIO, N1-2, 2011), 61 BbICKa3aH
MIPOBOKAITMOHHBIA Bompoc «a Moxker MT-ciyxba coBceM He HyxHa?»: «OmoenvHble 6eHOOPHI, A
3auacmylo U - UHMe2pamopwvl, NOUYUOHUPYIOM  «OONQUHble»  GbIYUCTIEHUS KAK — 0YepeoH)Io
PesOIOYUOHHYI0 Udeto, Komopas cnocoona pewums MT-3a0auu npeonpusmus 6e3... coocmeenno UT-
cnyorcovl. To ecmb — eciu MOdMCHO 3akazamb Heobxooumoe HT-pewienue 01 DYHKYUOHATLHOO
noopasoenenuss yepe3 HMumepuem, mo nouemy Ovl 3mo2o He coelamv CaAMOMY QYHKYUOHATbHOMY
noopazoenenuto, KOmopoe OOIHCHO NOHUMAMb, YMO eM)y COOCMBEHHO 2060ps, HyxcHo? W & smoii
cumyayuu ModviCHO npexpacrHo oboimuce des HUT-oenapmamenma. Unmepecno moavko, kmo 06yoem
8b10Upams, Kakue peuieHus No0oUoym 0Jis MOl Uil UHOU 3a0ayl, KaKo8o Oyoem cOOmHOouleHue «yeHa-
Kauecmeoy y dmux peueHull u Kmo 8nocieocmeauu Oyoem omeeuams 3a ux 8bl0op, eciu pe3yibmamvl
OKANCYMCS He CMOJIb PAOYHCHBIMU, KAK XOMeN0Cb Obl (UM KaK no0bewan NOCMasujuKiL) ».

BBepeHue

Aemop Oannoti cmamovu, 3a decsams jem Koucanmunea no ynpaenenuio UT, a 0o amoeo ewe decsamu
Jlem npakmuieckozo pykosoocmea UT ciyxcoamu poccutickux u 3apy06edcHvix npeonpusmutl, no8uoal
oonvbuwoe uucio camvlx pasuvix opecmpykmyp HT cayaxco. B oanmoii cmamve paccmompern onvim
komnanuu 1BM u 3uanue asmopa poccuiickou cneyuguxu, npumenumenvHo k opecmpykmypam HT
cayanco.

Kaxk 6 Poccuu, mak u 6 opyaux cmpanax opecmpykmypa koukpemuou UT cuyscOvl Kakum mo obpazom
UCTNOPUYECKU CILONCUNACD, U OMHIOOb He 8ce20a OMpajicaem iIy4uull MeicoOyHapoOHbLLL ONbLM.

B oannou cmamve paccmompeno doneocpounoe naanuposanue opecmpykmypvl U1 ciyaco, mpenovt 6
amotl obracmu, a makaice 60 umo moxcem npespamumocsi UT cuyoxcovl iem max uepes 10-20.

B cratbe «Ctparernveckoe ynpasinenue UT: BugeHne, Muccus, J0JrocpodHbie neinn» (A.Muxamnmios,
CIO, N1-2, 2011) O6butH pacCMOTPEHBI MTOAXOMABI K CTparerndeckomy rianupoanuto UT, B T.4. sTamnb
CTpaTeruueckoro miaHupoBanus. [IpakTuka BbIMOTHEHHsS] MPOeKTOB Mo pa3pabotke UT crparerwmii
MOKa3bIBaeT, uTo camy UT crpaTeruro ynoOHO IeMuTh HAa HECKOJILKO HampaBieHui (cM. Puc. 1, criesa):
- [Ipunoxxenus (qaHHbIe, MPUITOKESHHSI, UHOTJA U OU3HEC-TIPOIIECCHI)

- Undpactpyxrypa UT (cepsepa, cetu, LIO/[p1)

- Yopasnenue UT


http://www.osp.ru/cio/2012/02/13013086/
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Puc. 1. Opecmpykmypa UT cnyx6bl siensgemcs 00HUM U3 371eMEHMO8 Cmpameauy4ecKo2o
ynpaeneHuss T

Ha B3rnsn aBropa, camo ynpasieHue T MOXKHO NOJEINTh HAa HECKOJIBKO TECHO CBSI3aHHBIX MEXAY
coboii obnacteit (cm. puc. Puc. 1, ciipasa):

- nenmu UT: nonrocpounsie nenu Ha 1-3 roga. Kak paspabatsiBath nonrocpounsie nenu UT 6wuto
paccmoTpeHo B iepBoM HoMepe kypHaiia CIO 3a 2011 rox

- UT cepsucel, B 1.4. SLA. Ilo mmanupoBanuio UT cepBucoB m SLA 3a mocienHue cempb JieT
MOSIBUJINCH JECATKHU CTaTe|, Kak MpaBujio, OTHocsmuxcs K Mmeroponoruu ITIL

- Copcunr UT: uto nepenaercs ayrCOPCUHIOBBIM KOMITAHUAM

- UT mnpouecchl: KOHEYHO, HE WX AETaJbHbIM JU3aliH, a CKOpEee TOJBKO IUIaH Mo yiydmenuto UT
IIPOLIECCOB

- Oprcrpykrypa UT: nonpasaenenus UT ciayxObl, X YUCIEHHOCTh, HABBIKYU IEPCOHAJIA

- [IpoexTtsl mo UT: mpoekTsl o BceM paccMmarpuBaembiM B UT crpaterusam obnactsam UT, kak npasuio
3TO MPUIOKEHUs, UHPPACTPYKTYpa, yrpasiaeHue UT

- UT ¢punance: UT OrojkeT U Bce OCTaIbHOE, CBA3aHHOE C JIEHBI'AMU

- UT crparerus: miaH neicTBuid Ha 2-3 roja, a Takxke TpedyemMoe cocTostHue 1o Bcem obnactam UT

Heckonbko ocoOHsikom crouT Oe3omacHocth WMT, koTOpas MOXKET OTHOCHTBHCS K KaXIOW U3
NIEPEYUCIICHHBIX YaCTEH.

Oprctpyktypa WUT cmyxObl 3aBHCHT, KOHEYHO, OT BCEX OCTalbHBIX obOnactedt ympasnenuss UT.
Opnako, B TIEpBYIO o4epenb Ha OpreTpykTypy oowsrano BiusitoT nemu WMT, UT cepBucel, copcuar UT
(T.e. TO, UTO MepegacTcsa Ha ayTCOPCUHT APYTMM OPTaHU3ALUAM).

OprcTpykTypa AOJKHA CIIEIOBAaTh 3a CTpaTeruei, a He HaoOopoT. [loaToMy, NpM HM3MEHEHHH Kak
cTpaTeruu OM3Heca, Tak U KpynHbIX u3MeHeHusx B UT (manpumep, BHeApeHUE OONBIIOTO MPUIOKCHHS,
neperaya psaa 3agad Ha ayTCOPCHUHI M JIp.) CTOUT paccMOTPETb, YAOBJIETBOpSET JM CTapas
oprcrpykrypa UT n3MeHuBIIMMCS 3a/1a4aM.

EcTb pan MeToIuK MIPOEKTUPOBAHMS OPTCTPYKTYP MPEANPUATHI U OTAEIbHBIX OU3HEC-TIOAPA3IEICHHM.
A BOT crienMabHO Mpo pa3paboTKy opreTpyktyp UT ciyx0 aureparypbl COBCEM Majo.

Ha B3rnsig aBTOpa, npu crpareruyeckoM miaaHupoBaHue oprepykTypsl UT cimykObl MOXKHO BBIIETUTH
CJIETYIOILME ATATIBI:
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1. Yder BuaeHusi, Muccuu M crparerudeckux mene UT, a taxkke TpeOoBaHuii OW3Heca K
oprcTpykrype u ynciieHHoctd UT ciry:xOb

2. Y4eT NoAroCpOUHbIX TeHICHIIUN MTOCTpoeHus opreTpykTyp UT ciryxo

3. Onpenenenne ocHOBHBIX rpynmn padot mo UT

4. Onpenenenue, Kakue TPymnmnbl paboT OyayT mepenaHbl Ha ayTCOPCHUHT, & KaKUe OCTaHYTCA
BHYTpU UT ciyx0n1

5. Beibop moaxooB k opraHuzanuu rpymnm padot mo UT

6. IIpoektupoBanue oprcTpykrypsl WT cmyxObl (Ha3BaHHWS TIOAPA3JICICHUS W OCHOBHBIC
BBITIOJIHSIEMbIE UMU PAOOTHI)

7. IlpoextupoBanue yrcieHHocTy noapasaenenuid UT cimyxOb

Jlanee 5Tu 3Tambl paccMOTpeHbl Oonee moapoOHo. [Ipu sTOoM, It MPOCTOTHI, paccMoTpensl UT
cyx0b1 6e3 ¢unmanoB. B3aumoneiictBue nentpansHoit UT cioyxObl ¢ gunmmanamu camo mo cede
ABIISIETCSI BeChbMa OOJIBIION TeMOH. DTOT BOPOC paCCMOTPEH, B YaCTHOCTH, B cTaThe «KoHcommmanus
UT-pecypcos xomauura» (A.Muxaiinos, CIO N5, 2003).

BuaeHue, muccus, ctpaterndyeckme uenm UT, TpeboBaHmA bmM3Heca

Bunenue, muccus u crparernueckue nenu UT paccmorpensl B ctatbe «CTpaTerndeckue ynpaBlieHUE
WT: Bunenue, muccus, ctparerudeckue nemu UT» (A.Muxaiinos, ClIO, N1-2, 2011). Hanpumep, eciu
UT cnyx0e mnocraBneHa uenb «lloBbicuTh KkauecTBO ympasineHuss WT», To 3Ty menbp MOXKHO
NONpoOOBaTh TOCTUYB 3@ CUET YBEIMUYCHHS YUCIEHHOCTH oTxena mianupoBanus UT. Ecnu sxe B nensax
UT yxazano «Mbl HEe 3aHUMAETCsI CaMOCTOSTENIbHON pa3paboTkoit [10», TO COOTBETCTBEHHO, U OTHEI
TaKOM IUIaHUPOBATh HE HAJIO.

B crparermueckux nemax WT ckopee Bcero yxke ydTeHbl HEKOTOpble TpeOoBaHMs Ou3Heca K
oprerpykrype UT ciyx0bl 1 ee uncnenHoctd. Hampumep, pykoOBOJACTBO KOMIIAHHM, COBMECTHO C
pykoBoautenem UT ciryxObl MoXxeT BoipaboTath cienyromme TpedoBanust UT ciryxoe (cMm. Puc. 2):

TpeboBaHusa 6usHeca k UT cnyxbe

Ll,eHTpanw:mvm uT DeueHTpanusauusa UT
AyTCcopcUHr I WHcopcuur UT
MHHoBaTOp I MocnepoBaTenb
Pacxoabl I KauecTtBO

Puc. 2. TpeboeaHuti busHeca Kk opacmpykmype u yucrieHHocmu UT criyx6bi

JlocTatouHo 4acTo To4yHas yucieHHocTh UT ciayxObl yxe 3amaHa B IUTATHOM pacHmucaHuu. B stom
CJlydae BOIIPOC MOKET CTOAThH TOJILKO B IepepacipeiesieHuH nepconana Mexay oraenamu UT ciyxOsbl.
Kak npaBuio, B nepuonsl nogbema, uncieHHocts UT cimyx0, Kak BIpodeM M IPYTHX MOJApa3/ieeHuH,
IIOCTEIIEHHO MEJUIEHHO YBEIMUYUBAETCS, @ BO BPEMEHA KPU3UCOB OBICTPO CHUXKACTCSL.

HdonrocpoyHbie TeHAeHUUN nocTpoeHus opreTpyktyp UT cnyx6

PaccMoTpenHbie nasiee HEKOTOpBIE OOIIMe TeHJASHIMH B oOsactu opretpykryp MT cioyx6 (Bce 3TO
orHocutcs kK WUT cmyxbam mpennpusituii, a He k UT xommanusm, mist kotopeix UT sBmsercs
OCHOBHBIM OM3HECOM):
= JlocrenenHnplii mepexoa K ynpasjaeHuo UT kak Ou3necom.
[TocTosiHHOE yBEMTMYEHUE MACIITA0O0B U CIOXKHOCTH MPUIOKEHUN 1 nHppacTpykTypsl UT
MPUBOIUT K U3MEHEHUIO OCHOBHOM 3a1aun UT citykObl ¢ MOAAEPKKU TEXHUUECKUX CPEJICTB K
ynpaeienuto UT kak 6uznecom (cm. Puc. 3). [Ipu 7TOM NPOMCXOAMT MOCTEIICHHOE YBEIIUYCHHE
70J11 HaBBIKOB coTpyaHUKOB UT ciyx0b1 o ynpasnenuto UT (ynpaBineHue mpoieccamu,
apXUTEKTYpPOH U T.J1.) U OM3HEC-HABBIKOB (yIpaBieHHe (PUHAHCAMH, IEPCOHATIOM,
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CTpaTEeru4ecKoe IIAHUPOBaHKE). DTO MPOUCXOAMT 32 CUET YMEHbILICHHS TEXHUYECKUX HABBIKOB,
KOTOpBIE [IEPEAI0TCS ayTCOPCUHIOBBIM KOMIIAHUSIM.

= enrpaauzanus UT.
Oomonus UT cinyx6 HaumHanack oT neHTpammuzanuu UT B paMkax BRIYHCIUTEIBHBIX IEHTPOB.
C nosiBleHHEM NEPCOHAIBHBIX KOMIIBIOTEPOB, HAYAJICS NIEPHOA AeueHTpanu3anuu. Ceituac
ornATh Habmonaercs Tpeu Kk nentpanuzaunu UT. B Poccun nenTpanu3zanus noka emie
C/IEP)KUBAETCS KAYeCTBOM M CTOMMOCTBIO KaHAJIOB CBSA3H, HO BIMSIHHUE 3TUX (DAKTOPOB
MOCTEIIEHHO OCJIa0eBaeT.

* Bxeapenue npouneccHbIX U NPOEKTHBIX MOAX0/A0B.
XOTsl BHEJIPEHHE MPOLIECCHOTO U MPOEKTHBIX MOJIXO0JI0B Ceifuac ABIsSETCS BeChbMa MOMYIISIPHbIM,
MPEBAJMPYIOLIUM BCE K€ ABIsIeTCS (QYHKIMOHAIBHBIHN MOX0/] U TOCTPOCHHE COTPYAHUKOB I10
npuHnuny uepapxuu (Puc. 4). Tumnst oprerpyktyp UT cinyx0, kak mpaBuiio, OTPaKaroT THITBI
OPICTPYKTYp OU3HEC-TI0Ipa3AeeHUi, OOJIBIIMHCTBO KOTOPHIX OCTPOCHO 110
¢bysaknronanbHoMy npuHuny. Hoseie UT city:x0p1 MOTYT HE TPOXOIUTH ITMHHBIN
IBOJIIOLIMOHHBIN IIYTh U Cpa3y CO31aTh COBPEMEHHYIO OPI'CTPYKTYPY, OJTHAKO «CTapble»
oprctpyktypsl UT ciyx0 ToXKe ocTaroTcs.

Ynpaenexuue UT
Kak 61M3Hecom

lNpepoctaenexve
WT cepBucoB

Mopgpepxka nHdpactpykTypbl AT 1
rpynn NpUoXeHun

Moppepxka oTAENbHbIX TEXHUYECKUX YCTPONCTB M NPUNOXEHWI

-
1960 1970 1980 1990 2000 2010
Puc. 3. O0HUM u3 mpeHdoe passumus UT sensemcs nocmeneHHbIU nepexol K yrpaeneHuro UT kak
busHecom
MpoueccHas
MpoekTHas
DyHKUMOHaNbHas
-
1960 1970 1980 1990 2000 2010

Puc. 4. Celivac udem akmugHoe 8HedpeHUE NPOUECCHbLIX U MPOEKMHbIX MOOX0008 K opeaHu3ayuu
pabom o UT

OcHoBHbIe rpynnbl pa6ot no AT

[Ipexxne dem mepelTH K MPOCKTHUPOBaHHMIO OPrcTpykTypbl UT ciyxObl, TpeOyeTcs omnpeneiauTh
OCHOBHBIC HampaBieHus pador mo UT (kommereHimu), KOTopele OyayT BBIMONHATBCS camoit UT
cyx6oi. Jlyis ompenenieHuss OCHOBHBIX Tpymm padotr mo MT nanee mcmonp3oBaHa paszpaboTaHHAS
komnanueit IBM Komnonentnas monens UT.
Bce pa6otsl mo T MOKHO MOETUTh HAa HECKOIBKO OOJIBIITUX HAIPABIICHUMN:

= JInaHupoBaHUE U yIIpaBICHUE

= PazpaboTka u BHEJPCHHE

= [lomnepxkka



ITo xaxx1omMy U3 HarpaBieHUH pabOT MOKHO BBIJICJIUTH Pa3HbIe YPOBHU YIIPABICHHS

Hanoxenune nampaBienuit pa6or mo WT Ha pasznuuHble YpOBHU YIpaBiICHHUS HaeT CIEAYIOLINe

= Pazpabotrka cTpaTeruii (JOJTOCPOYHBIX IUIAHOB). OTO OOBIYHO OTHOCHUTCS K 0O0JacTu
otrBerctBeHHOCTH ClO M pykoBoguteneit noapasaenenuit UT coyxObl, HHOT/IA CTICIUATHCTOB

oTAcJIa IMIIAaHUPOBAHUA

- OHCpaTI/IBHOC IJIAaHUPOBAHUEC U KOHTPOJIb. OTUMH pa60TaM1/1 3aHUMAKOTCA PYKOBOJUTCIIN

noapazaeneanii UT ciayxOb
* BrmonHeHue padoT. DTUM 3aHUMAIOTCS BCe psaaoBbie coTpyaHuku UT cimyxObl

3JeMEeHTHI (rpymbl 35eMenToB) UT:

Cmpameeausi

OnepamuegHoe
ynpasneHue,
KOHMPOJIb

BebinonHeHue

OTO BecbMa YIPOIICHHAS

npoektupoBanuss UWUT cinyx06 KOHCYIbTaHTHI
Kommnonentno#t mogenu UT, B koTopoli ecTh 0k0JI0 50 OCHOBHBIX Tpynn padboT (KOMIIOHEHT), cM. Puc.

6.
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Puc. 5. OcHosHbie epynnsl pabom o AT

MOJIeNb OCHOBHBIX Tpymm pabor mo WT. Jlns neranbHOro anamusa u
IBM  HCHONB3ylOT TOJHYIO BEPCHIO

KOMITaHUN

lMnaHupoeaHue u ynpaeneHue Pa3pabomka u eHedpeHue  [loddepixkka
Ynpaenexue Paspa6otka UT | BHeppenue UT | MNMoanepxka UT
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Puc. 6. KomnoHeHmHast modesnb UT

Jlanee nist BHIOOpa peIIEHUI MO COPCHHTY M HPOEKTHpPOBaHUS oprcTpykTypsl UT wucnonsizyercs
YIPOILIEHHAas: MOJIENb OCHOBHBIX rpymi padot no UT.

YTo nepenaTb Ha ayTCOPCUHI?

Jns mnanupoBaHust opreTpyktypbl UT cimyxObl Hamo ompenenuTh MOJENIb COPCHHTa, T.6. Kakue
pabotel OynyT BhIOMHUTHCA camod UMT ciyxOo#, Kakue OyayT mepenaBaThCs ayTCOPCHHTOBBIM
KOMIMaHUsAM. JIpyruM OpraHu3anusiM MOXKHO TepeaaBaTh pabOThl, YIOBJIETBOPSIOUIME KaXJIOMY U3
KPUTEPHEB:

- paboTbl He TpeOyrOT 00s3aTETBHOrO BBINOJIHEHUS BHYTPU Ballell oOpraHuzaluu (HampuMmep, B
COOTBETCTBHUH C TpeOOBaHUSIMHU OE3011aCHOCTH)

- JIOCTaTOYHO THIIOBBIE PaboThl (4TOOBI OBUIO, KOMY MepelaBaTb) U TPeOyIOIIMEe MHOTO PECypcoB
(vHAYe mporire BHIMOTHUTH B cBoeil T ciyx0e u HUKOTO ¥ HE UCKATh)

- paboThI, JUIsI KOTOPBIX YCIYTH BHEIIHUX OpraHU3alidi 0OXOASTCS JCIIEBIIE, YeM BBIMOJHEHHE STHX
pabort B cBoeit T cioyxOe

T.e. paccMOTpeTh JOITOCPOUHYIO BOSMOKHOCTh IIEpeiaui Ha ayTCOPCHHI CTOUT Il paboT, KOTOpbIE
HE 00s53aTeNbHO BBINOJIHATH BHYTPU Balled OpraHM3alid, MO0 KOTOPbIM €CThb MPEAJIOKEHHS 10
ayTCOPCHHI'Y M KOMMepYecku Ooliee 3((EeKTUBHO TIepeiaTh UX Ha ayTcOpcHuHT (cM. Puc. 7).
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BaxHOCTb BbINonHeHus pabot no UT BHyTpu opraHm3auun, T.e. cunamm csoen T cnyx6bl
Puc. 7. Bbibop pabom 01151 803MOXHOU riepedayu Ha aymcopcuHa

Jlanee paccCMOTpEHbI OLICHKH Ba)KHOCTH BbIMOJIHEHUs padoT no UT BHyTpH Bamieil opraHnuszaunuu, T.e.
cuinamu cBoedt UT ciyxOb1. IIpu 3TOoM He paccMoTpensl TpeboBanus k Oe3omnacHoctu UT, ¢ yuetom
KOTOpPBIX HEKOTOpbIE OpraHu3allud HE MOIYT IepelJaTh XpPAaHEHUE CBOMX JaHHBIX JApPYrUM
OpraHHU3aIHsIM.

Crparernyecku ropaso 6osee BaXHO BHIMONHATH B cBoeil UT ciyxbe paboOThl MO MIaHUPOBAHUIO U
ynpasiennto WUT, B epByro odepenb Mo IOJATOCPOYHOMY IJIaHMpOBaHMIO, BKItodaro UT crparerwuto.
Opnako, BaXXHOCTH padoT o manupoBanuto UT, ocobeHHO ToNrocpouyHOMY, HE 03Ha4yaeT, 4To Bce UT
CIIy’KOBI YZETSIOT 3TOMY camoe NpHUcTajabHOe BHUMaHHE. ONBIT aBTOpa, K COXaJIE€HHIO, TOBOPUT 00
00paTHOM, BCE CHJIBI YXOIAT Ha moaaepkky M T, Ha TulaHupoOBaHUE CHIT y’Ke HE OCTaeTCH.

Onnako ponrocpounslie peuienus no UT Bce ClO BeIHYXAE€HBI NPUHUMATh, HAIPUMED, MPH MOMBITKAX
obocHoBath 3aTpaThl Ha UT Ha crnexyrommii rox (0COOEHHO, €CITU 3TH 3aTPAThl CYIIECTBEHHO OOJIbIIIE
MPOIIJIOTOTHUX ).

PaboTs! o pa3pabotke u BHenpenuto [10 BronmHe MOXKHO nepeaaBaTh Ha AyTCOPCUHT, YTO MTOCTETIEHHO
JeNaloT Bce OoJbliee yncio opranuszanuii. Eciou aBaguars net Ha3an 6onbsmnHCTBO UT cityx6 nmeno
BHYTpEeHHHUE OTnenbl pa3zpadorku UT, To ceifuac Takue OTAENBI B MajbIX U CPEIHUX OPTaHU3ALUSIX
4acTO OTCYTCTBYIOT.

LlenecooOpa3Ho paccMOTpPEeTh BO3MOXKHOCTH IEpelayd Ha ayTCOPCHHI BCEX WJIM 4acTh paboT Mo
nogaep:xke MT. CoOCTBEHHO, OONBIIMHCTBO TEXHUYECKUX M MPOTPAMMHBIX CPE/ICTB Ceifuac Mo3BoJisieT
BO3MOYKHOCTH YJIQJICHHOTO JIOCTYTIA, YTO MPUBEIIO K OYPHOMY POCTY ayTCOPCHHTOBBIX OpTaHU3aIINH.
Bricokas cTpaTernueckas Ba)XHOCTb IIaHUpoBaHus U ynpasieHus UT He o3HaudaeT, 4To Hy’KHO MHOTO
COTPYIHHUKOB, KOTOpbIE 3THUM 3aHHMaroTcs. COBEpIIEHHO OMNPENEICHHO ATO SBISETCS O00JacTbiO
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orBetcTBeHHOCTH CIlO. Tlo ombiTy aBTOpa, Mist coBceM Hebombimux UT ciyx0 (10 5 yenoBek), Kpome
CIO, Hukakue apyrue JII0IU STUM MOTYT U HE 3aHUMAThCS.
[To HexotopsiM oneHkaM (uist UT ciryx0, BHIMOMHSAIOMUX BECh KOMITJIEKC paObOT BKIIOYAs MOAIEPIKKY
NT), mnaaupoarrem UT mosxeT mpuxoauthest 10-25% ot Beex cotpyaaunkos UT ciayx0b1. Hampumep,
st UT cioyxObl cpemHero mpeanpusaTus, cocrosmero u3 15 corpyaaukoB UT, HemocpeacTBEHHO
JIOJITOCPOYHBIM IUTaHWPOBaHUEM Bcex HampasiieHud UT moxxeT 3aHMMaThCs ouH yenoBek. C pocToM
gucneHHoctd WT ciyxObl 1enecooOpa3sHO Janee BbIACTUTh OTICIBHBIX OTBETCTBEHHBIX 32
npuiiokeHus u 3a uHppactpykrypy UT (gacTo Takux jrojeit Ha3bIBAIOT «apXUTEKTOPAMUY).
Kak mpaBuio, campiii Oonbinoii 00beM padot yxoaut Ha nogaepxkky UT, a Taxxe Ha pa3paboTKy U
BHEAPEHUE NMPUIIOKEHUN. BO3MOXKHO, MHOTMM crienuainucTam mo noanepkke MUT He moHpaBUTCS, YTO C
TOYKHM 3peHusi ctparernyeckoro ympasieHuss UT, Bcio nogaepxkky WUT BrnoiaHe MOXHO BBIACIUTH OT
Bameil T ciayxObl 1 OTHaTh CIENHUATU3UPYIOMIMMCS HAa 3TOM ayTCOPCUHIOBBIM OpraHHU3alusM (ele
pa3 yTo4HUM 4TO (hopMasbHble TPeOOBAHUS K CEKPETHOCTH 3/1€Ch HE YUUTHIBACTCS).
OneHKy Ba)KHOCTh BBITIOJTHEHHUSI pabOT BHYTPH Balllell OpraHu3allliyd U YKCIEHHOCTH nepcoHanma UT
npuBesieHs! Ha Puc. 8. Ha 3ToM e pucyHke ykazaHbl U HauboJsiee TUIIOBbIE JJIs1 BO3MOXKHOM Nepeaadn
Ha ayTcopcuHr padoTsl — noanepxkka UT, a Takke pazpabotka u BHeapenue [10.
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BaxHocmb 8binoniHeHuUs pabom yucreHHocmb Paccmompems
cunamu ceoell UT cryx6bi nepcoHana B803MOXHOCMU aymcopcuHaa

0Ob603HavYeHus:
H: ebicokutli yposerHb M: cpedHuil yposenb L: Huskui ypoeens LIM u MIH - npomexymouHsie yposHU

BaxHocmb 8binoniHeHuUs pabom
cunamu ceoeli UIT cryx6bi:

Bbicokasi
8aXHOCMb

]

CpeodHsisi
8aXHOCMb

]

Hu3Kkas
8a>kKHOCMb

Puc. 8. Haubonee munosebiMmu 01151 nepedayu Ha aymcopcuHe sierissemcsi nodoepxka T, a makxke
paspabomka u eHedpeHue 10

PaboThl 1O MIaHUPOBAHUIO U KOHTPOJIIO BCEX pabOT pekoMeHayercs ocTaBuTh B camoil UT ciyxo6e,
MHaue MEHEKMEHTY NpEeANpHUATHS OTBETCTBEHHOTO 3a «HE CTOJIb Paqy’KHOE, KaK XOTEJIoCh ObI»
BBINOJIHEHHE paboT HaliTH He ynactcs. [lake mpu MOJHOM ayTCOPCUHTE BHYTPH NMPEINPUATHS OCTACTCS
Cnyx0a 3aKka3umka, KOTOpast BHIIOIHAET paOOThI O MJIAHUPOBAHUIO U KOHTPOJTIO.

Bbi6op noaxonoB K opraHusauum rpynn paéor no UT

Ceituac B UT cinyx0ax B OOJNBIIMHCTBE CIy4aeB UCIIOIB3YETCSI COBCEM HEMHOTO Pa3IMYHBIX MOJIX00B
K opranu3anuu pador mo UT:

- (yHKIMOHAJIBHBIN: OOBIYHO 3TO OTHOCUTCS K TPAIUIIMOHHBIM HEPAPXUUECKUM IMOAPA3ACICHUSAM, I71e
y KaXJ0ro COTPYIHHUKA €CTh CBOM KOHKpeTHble (QyHKuuU. [Ipym 3TOM KBanudukamuss cOTpyTHUKOB
MOJKET OBITh BEJIMKA, KaK BIPOYEM U BpeMsi, TpeOyeMoe Ha CoriacoBaHUe padoT

- MPOLIECCHBIM UM CEPBUCHBIN: TaK CTaparoTcsl CTPOUTh ciayxObl noaaepkku UT. TIpu takoii popme
opraHu3anuy padboT MOXKHO JOCTHYB OBICTPOTO BBHIIOJHEHHUS THIIOBBIX paboT
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- IPOEKTHBIN: COTPYIHUKH PAOOTAIOT MO KOHKPETHBIM MPOEKTaM, KaK MpaBUJIO, MO pa3paboTke U
BHeapennio [10. Bpemsi BbimoigHeHHs pPabOT TPUMEPHO CpPEAHEE MEXIy MPOIECCHBIM U
(GyHKIIMOHATBHBIM MOIX0JaMHU.

[Moxaiyii, (QYHKIIMOHAIBHBIA MOIXOM JIydllle MPUMEHUM KO BCeM padoTaM 10 IUIAHUPOBAHHIO,
MIPOEKTHBII — KO BceM paboTaM Mo pa3paboTKe M BHEAPEHHIO, a MPOLECCHBIA — K OpraHu3aluu padboT
no noaaepxke UT (cum. Puc. 9). OnHako B pealbHOCTH YacTO CTOJb JIOTUYHOW OPTCTPYKTYPHI M CTHIICH
yIpaBJICHUS MU MOXET HE MOJIY4YUThCS, T.€.:

- OTJeJ KaIpoB TPeOyeT YeTKOM nepapxudeckor ((hyHKIIMOHATBEHOM) CTPYKTYPBI BCEX MOAPA3ICICHHM:
BCE MO/pa3AeNeHHs U UX COTPYIHHUKH JOJDKHBI OBITh YETKO BIMCAHBI B MEPAPXUUYECKHE CTPYKTYpPBI U
Tapu(HYIO CETKY, UMETh TOJKHOCTHbIE HHCTPYKIMU (UTOOBI OBITh CTAaHIAPTHBIMU SSYEHKaMHU MaTpPUILBL,
B KOTOPYIO OT/I€J KaJIpOB MBITAETCS 3aTHATH BCEX COTPYIHUKOB)

- IPU BHEAPEHUM B CiIyx0e MOANEp)KKE MPOLECCHOrO0 MOAXOAa KeJaTeIbHO PpaclpOoCTPaHUTh
yIpaBiieHue 110 npoieccam o Beeit UT cimyxoe

- B OospmmHcTBe WT CcayXk0 NOCTOSHHO BBINOJIHAETCS MHOTIO MPOEKTOB, 4YTO MPHUBOAMUT K
KENATeITLHOCTH PacTpOCTpaHeHHs padOThI IO MPOEKTaM 1o BceM nozpasaeneHusiMm UT ciyxOsl.

T.e. ogHOBpEeMEHHO Hajo0 OBl HCIOJB30BaTh W (DYHKIMOHAIBHYIO U TPOIECCHYIO M TPOCKTHHIE
MPUHITUIIEI OpTraHu3aIuu nojapasaeiacHuii u nepconana UT ciayxObl. ITO onmpeneneHHO HE SBISACTCS
IIPOCTOM 3a/1a4ueil.

NMpoekTnpoBaHue oprcTpyktTypbl UT cnyxobi

KenarensHo, utoObl oapazaenenus UT cimyxObl COOTBETCTBOBAIM OCHOBHBIM HaIlpaBJICHUSIM PaboT
no UT, xoropsie ocratorcs B UT ciyxOe: miaaHupoBanue, pa3padboTKa u BHeApeHue, moaaepxka UT.
Koneuno, ato He Bce oTaenbl 6onbmoit UT ciry:x0b1, HO BO MHOTHX ClIy4asix, OCHOBHBIC. boyiee TouHO
UMEIOTCS B BHUJY HE Ha3BaHUs MOAPA3CICHUI, a BBHIMONHICMbIE MMHU (YHKIIMH: TUIAHUPOBAHHE,
pa3paboTKa U BHEPEHUE, MOICPIKKA.

OO0macT OTBETCTBEHHOCTH TMOJPA3NCICHUI MOTYT BBITISICTH CICAYIONIMM 00pa3omM: pa3paboTka
CTpaTeTuii OTHOCUTHCA K oOmactu orBeTcTBeHHOCTH ClO, a CyliecTBeHHOW YacThiO TUIAHHUPOBAHUS
MOJKET 3aHUMAThCsI OT/IE IUTaHupoBanus (cM. Puc. 9).

lMnaHupoeaHue u Paspabomka u lModdepxka
ynpaeneHue 8HeOpeHue
Clo
Cmpameeusi
Omden nnaHuposaHus
OnepamueHoe
ynpasrneHue,
KOHMpOJib
Omden Omden Omden
BomonHenu niaHupoeaHusi paspabomku 10 noddepxku
QDyHKYUOHasbHast lpoekmHas lpoueccHas
opeaHu3ayusi pabom opeaHusayusi pabom  opeaHusayusi pabom

Puc. 9. Obnacmu omeemcmeeHHocmu riodpa3dernieHut UT cryx6bi

BOJIBIIMHCTBO PYKOBOMUTENEH 3HACT, YTO CTHJIM YIPABICHUS PA3IMYHBIMH MOAPA3IACICHUSIMHA MOTYT
ObITh paznuuHbIMU. Hampumep, eciin omepatop ciryObl IOJIEP>KKH OTa3pIBaeT Ha padOTy MUHYT Ha
10, To 3TO, TMOXKaNMyH, HAIO MpeceKaTh. TakXkKe, €CIIM HET aBpalioB, 3aJCpKUBAaThCI Ha paboTe
COTPYIHHUKAM CITY>KOBI ITOJIEPIKKU CKOPEE BCETO COBCEM HE K YEMY.

B npoTuBononokHOCTh 3TOMY, 1UIsl pazpadboTunkoB [10 MHOrAa ycTaHaBIMBAIOT CKOJB3AIIUN rpaduk
paboTe, a TO W BooOme pabdory u3 moma (mauwm). T.e. MPOrpaMMHUCTOB M aHAIMTUKOB BBl MOXKETE



nmonpoOoBaTh HaKa3aTh 3a OMO3AaHue Ha padoTy Ha 10 MUHYT, HO, BOBMOXKHO, OTPUIIATEIBHBIN P eKT

OyzeT CyIecTBEHHO OO0JIbIIE MOJIOKUTEIHHOTO.

TuroBble TPUMEPHBIE ITOAXO/BI
npuseensl Ha Puc. 10.

K YIOpaBICHHUIO pa3IUYHbIMH mnoapasfaeneHusmu UT  cmyxOb

BbinonHsemble yHKL

nn

[MnaHnpoBaHme Paspabotka 1O Moppepxka
HasBaHusa nogpasgenexHun UT OTtpen Otaen paspaboTku Otaen noaaepwin UT
cnyxobl nnaHMpoBaHus no
Ba)KHOCTb BbINOMHEHWSI BHYTPYU
npeanpusTtua (B UT cnyxbe) (6e3 Bbicokas CpeaHss Huskas
ydema mpebosaHull cekpemHocmu)
MpumepHas ‘-II/ICJ'IeI-iHOCTb nepchana 10-25% 20-35% 50-70%
B nogpasgenenuax® (scero 100%)
Moaxoapl kK opraHusaumm pador DYHKUMOHATMNbHbIN [MpoeKTHbIN MpoueccHbIn

C1unu ynpasneHnuns

MeHee hopmanbHbIn

MeHee cbopmanbHbIn

Bonee dopmanbHbIv

O6sasatenbHOCTbL paboTbl CTPOro B

He cnuwkom

He cnuwkom

O6s3aTtenbHO
paboyune yachl o6a3aTensHo 0653aTensHO
PyTuHa, Ho cpoyHas u
TBopueckas TeKy4k TBopyeckas ’
Pabo4yast atmocdepa opyeckasi Tekydka opyecka 4aCTO HepBHas
TpeboBaHus K kBanudukaumm BLICOKME BLICOKME MeHee Bbicokue (MOXHO

nepcoHana

ObICTpee HayunTb)

TunoBasi paboTa

MnaHupoBaHue paGoT

HopaboTtka n
BHeapeHue MO

O6paboTka MHUMOEHTOB,
noaaepxka
nHgpacTpykTypbl UT

Teky4yecTb kagpoB

Huskas

Huskas

Beicokas (cpeaun
onepaTopoB U
nHxeHepos Help Desk)

Ipumeuanue: «*» - paccmampusaemcs noanopyuxkyuonanvnas HT cayocoa, a na Cryocda 3axazquxa,

KoHmpoaupyrowas pabomy ooueprei UT komnanuu.

Puc. 10. lNpumepHbie nodxodkl K yrpasieHUro pasiuydHbiMu noopasdeneHusamu UT criyxbbi

NMpoekTnpoBaHue YMcneHHocTn nogpasgeneHun UT cnyxobl
[Tpumepnoe pactpenenenue nepconana UT cayx0w1 o rpynmam padot o UT:

| |
lMnaHuposaHue u I Paspabomka u I lMod0epxka
ynpaerneHue : eHedpeHue :
| |
Crtparterus : : 5-10%
| |
| |
____________________ e ——————— e ————— —— ——————-
OnepatuBHoe I I
| |
yrnpaeneHue, | | 15-25%
KOHTpOIb | |
| |
____________________ l_____________'_________________
| |
BuinonHeHve ' '
: : 70-80%
| |
| |
| |
10-25% : 20-35% ! 50-70%

Puc. 11. lNpumepHoe pacnpedeneHue compyOoHukos o epynnam pabom rno AT

Cnyx6a 3aka3uuka - UT cnyxba 6yaywero?

Ceituac HaOmIOMAETCS MMOCTENEHHBIN Tiepexo kK Oosiee komnakTHeIM UT ciykOam, 3a cuer nepegadu
Ha ayTCOPCUHT TUTOBBIX padot o UT.

Kak paccMoTpeHo BbIlIe, cTpaTermdecku Oosee BaxHO ocTaBUTh B cBoei MT cimyxOe B mepBylo
ouepe/b IJIAHUPOBAHUE a TAKXKE KOHTPOJIb pa3paboTku, BHeApeHus u nojaaep:xxkku UT. PoBHo Takue
3amaun U pemaroT UT cioyxOb1 Tuna «Ciyx06a 3akazunkay. Takue UT ciryObl ecTh NPU HEKOTOPHIX
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OOJIPIINX KOMITAHUSX, B T.4. He(TIHBIX. YncaeHnHocTh Takux UT ciryx0 cocTaBisieT BCEro TO 4elOBEK
JecaTh, a B WX 3aJaud BXOJUT IUIAHUPOBAHWE U KOHTPOJdb pgouepHer WT komnanuu, wuim
ayTCOPCHHTOBBIX U KOHCAJITHHTOBBIX KOMITAHHH.

Ha Puc. 12 npexncraBieH Bo3MOXXHBIN BapuaHT oprcTpykTypsl UT cimyxObl Tuna «Ciyx0a 3aKa3zdukay,
T.€. TO, YTO OCTAHETCS OT TPAJUIUOHHOHN MoMHOpyHKIHOHANBHOH UT ciryx0bl pH MOTHOM yXOJ€ B
«o0makay.

CIO
Opyrve
opraHusaumu
lMnaHuposaHue u Paspabomka u lModdepxxka
yrnpasneHue eHelpeHue
C CrtpaTernyeckum
Tparerva MnaHupoBaHue n KOHCANTUHT
KOHTpOJIb pa3pa- MnaHnpoBaHue n
6OTKM n KOHTpOJIb
OnepaTveHoe MnanuposaHue, BHeApeHus noaaepxku UT Onena )
o n TUBHbLIU
ynpasnexue, Awanns NPUNOXEHWUN P
KOHTPOSb notpebHocTeMn KOHCANTUHF
nonb3oBarenen
| Paspaomka u |
BLINonHeHe | eHedpeHue | | [Toddepxra NT AyTcopcuHr
| npunoxeHud | |
2-5 yenosek 2-3 yesioseka 2-3 yesnioseka

Puc. 12. lNpumepHoe pacnpedeneHue compyodHukos ro epynnam pabom rno AT

Htoro, 5-10 denoBek, paboTamomux B CHOyk0e 3aka3yuka BBIIOJHAIOT pPAa0OTHI TOJNBKO IO
IUIAHUPOBAaHUIO U KOHTPOto. Bed pabora mo mopnepxke, pa3paboTKe M BHEAPEHUIO INEperaeTcs
IPYTMM KOMITAHUSIM.

Psin mpoeKToB Mo MIaHMPOBAHUIO, HAIIpUMeEDp, 1o paspaborke UT crparernu, MOXKHO mepenaBaTh s
BBITNIOJIHEHHSI KOHCAJITUHIOBBIM Opranu3anysM. OIHAaKO, IOJHOCTBIO AYTCOPCUTh CTPAaTErMYECKOe
IUIAHUPOBaHUE M KOHTPOJb HEIenecooOpa3sHo, B ITOM ciydae coTpyaHukam Bamed UT ciayxObl
IUIaTUTh 3apaboTHYIO IIaTy OyJeT He 3a uTo.

[Tpu mepexone tpamumumonHbix UT k CioyxOe 3akazumka, mis pykoBonuteneir UT moxer ObITh /1B
0COOEHHOCTH: II0Xask U Xopoluasi:

- wioxas: yuciaeHHocTh UT cioyxObl, a BO3MOXKHO U €€ «allllapaTHbIii BEC» MOTYT CYIIECTBEHHO
YMEHBIINUTHCS

- xopowas: OromxeT UT ecnu U yMEHBIIUTCS, TO HECUIBbHO. KpoMe TOr0 MOKHO TNBITaThCS «PYJIUTH)»
KOMIIaHUSIMH, OCYILECTBILSIIOIMMHU ayrcopcusr UT.

Tekcmbl Opyeux cmamel AnekcaHOp Muxatinogsa rno paspabomke UT cmpameaud u yriy4uweHUrO
ynpasneHusa UT, Bel Hatideme Ha catime www.info-strateqy.ru

Ha amom catime Bbl makxxe Hatideme rpedroxXeHus o KoOHcanmuHay u ayoumy.

Ecnu Bbl xomume nony4ame Ho8ble cmambu no T cmpameausm u cmpameaudyeckomy yrpasnieHuro UT,
pacriucaHue oby4eHus, a makxe ¢hopmMmy npezeHmauyuu npocmot UT cmpameauu Ha 15 cnalidos, cmoum
rnoonucamabCsi Ha pacchlrikKy Hogol uHgopmayuu (Www.info-strategy.ru/subscribe ).
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