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3aAauum 3Toro moayns

4 MNpeanoxutbe HEKOTOPbIe NoAX0Abl, KaK KOHTPOSMpOBaTh U
cneguTb 3a XO040M peanua3aunun npoekTa BHeapPEHUS
EavHoro OkHa, N Kakme KoOppeKTnpyroLwne 4encTBus
OOMKHbI ObITb OCYLLECTBNEHLI, B Clny4Yae Kaknx-nmodo
CYLLECTBEHHbIX OTKITIOHEHUI OT NinaHa NpoekKTa.

(30eCb Mbl MOXET TOJSIbKO 0OCYANTb 3TO C pakypca ANPEKTUBHbIX
OpraHoB(NONUTUYECKUX YNpaBIisoLmX)

d MNoag4yepkHYTb BaXXHOCTb 3HAa4YeHWe cbopa N3BfeYEHHOro
onbiTa U NPeanoOXnUTb BO3MOXHOCTU ONA yNydlleHnd
KayecTB 0bpaTHOM CBA3M AN19 rnocrneaytolen utepaymm no

npoueccy yrnpaBJyieHNA NpoekTamMu EO, 1o ectb ans ananusza un

NyIaHMPOBaHUA criegyrowen Lenun npoekta EQnMHoro okHa (B pamkax
gonrocpoyHon nporpammel EO).
UNNExT

ions pietwork 8, . i
apericns Trade in Auo ordihe Pacile] v~

UNNEXT Workshop on SW Planning and Implementation, 14-15 December 2011, Geneva Page = 2



ynpaBneHue npoektoM EAMHOro oKkHa

1. HavanbHas dasa ([peaoBaputenbHaga) — Passntue KoHUenTyanbHOro
OOKYMEHTa Ansa npegBapuTeSibHOro U HayasribHOro oocyXxaeHusa

2. ®asza paspaboTku — [NpoBeaeHne aetanbHbIX TEXHUKO-3KOHOMUYECKNX
0b0CHOBaHUN

3. ®asa nnaHnpoBaHus — PopmynmpoBaHne macTtep-nnaHa EgmMHoro okHa
HA BbICOKOM prBHe

\
4. @asa ncnonHeHns (BHeapeHue & KoHTpoOsb)
— BHegpeHue npoekta EgMHOro okHa u
— MOHUTOPWHTI N KOHTPOJSIb NpOrpecca npoekTa
5. ®asa obpaTHOM CBA3N U NOSTYYEHHOrO OnbITa N

— COOop nosny4eHHoro onbiTa u
npeanoXxeHne BO3MOXHOCTEN ANS YNy4lleHNs
EAnHOro okHa, paBHO Kak 1 ero pacluMpeHust)

e s e R ‘S UNNEXT Workshop on SW Planning and Implementation, 14-15 December 2011, Geneva Page = 3



Co3paHue OducoB No YnpaB/ieHUo

NpoexkTamu (OVI1) HeCKONbKUX YDOBHEMU

* [locne TOro, Kak MaTep-nsaH BbICOKOro ypoBHA oyaeT
opmumnansbHO yTBEPXKAEH N NPOMPUHAHCMPOBAH, HECKOMbLKO
ypoBHein Oduncos no YnpaeneHuto [Npoektom (OYI1)
OOJMKHbI BbITh Y>Xe co3faHbl U YNOSIHOMOYEHD
OCYLLECTBNATb KOOpAMHALNIO, KOHTPOSb U / Unn
ocyuwlecTBnATb nporpammbl EO pasnnyHbixX ypoBHEN K (Cy0D)
NPOEKTOB Mo obecnevyeHnto JOITOCPOYHON
MHCTUTYLMOHaNbHOM NoaaepXku 1 aKkcniyatauum (c
ocucamu n witabammn), T.e. NO KpanHEN MEPE Ha TPEX
OCHOBHBbIX YPOBHSIX

1. OYI1 Ha nonuUTU4YeCcKOM YpPOBHE
2. OYT1 Ha cTpaTernyeckom ypoBHe
3. OYIl Ha ypoBHEe BHeOPEHUS K 3KcnyaTauum

UNNExT
i %
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Co3pnaHue 3-ypoBHeBbiX Oducos no

YnpasneHuto NMpoexktamu (OYI)

1. Ha nonutnyeckom ypoBHe - HaumMoHanbHbIM QKoOHOMUYeckun n CoumanbHbln COBET Mo,
PasBUTUIO NN OpraHn3aumsa oTBeyaeT 3a obulee HaunoHarnbHbIEe NiaHbl PasBUTUSA U
KoopAuHauuMm Kak npasuno, Boictynaet B Kadyectse OYI1 unn ouca- cekpetapuara Ha
NOSINTUYECKOM YPOBHE 151 COBMECTHOIO MiiaHMpOBaHNE N KOHTPONA 3a Xo4oMm obLen
peanusauum nporpammbel EO

O  KoHTponb 3a pesynbTaTtamu, obecneyeHme KOHTPONS 3a Ka4eCTBOM M 06paTHOM CBA3bIO U T.4.

2. Ha ctpaTternyeckom ypoBHe - NpeanonoxXmnm, 4To TaMmoXXeHHbIW aenapTaMeHT YNoHOMOYeEH
BbITb KOOpAMHaUWOHHBIM LieHTpoM NSW Ha cTpaTternyeckomMm ypoBHeE, Toraa TaMOXEeHHbIN
aenapTameHT gosmkeH co3gaTtb komaHay OYI ona ynpasneHna v KoopanHaumMm NPOEKTOB
EO c gpyrmmun yuypexgeHnsamm rocyaapCTtBeHHOro 1 HaCTHOro CEKTOPOB.

U  leHepanbHbIV NNaH BbICOKOrO YPOBHA OOIKEH OblTb pasfeniéH Ha HECKONbKO AeTarnbHbIX MaHoB, Tak
YTOObI KaXxgoe CcooTBeTCTByHOLLEE I'OCWJ,apCTBO/ BEOOMCTBO 3aKyrnuso, BHe4pPWUJ10 1 pa3BepHYJ1o CBOIO
cncrtemy BMmecrte C COoTBeTCTBYHOLWNMH peq)opmaMM.

3. Ha onepaTtusHOM ypoBHe - Kaxgoe Be4OMCTBO, OTBevatoLee 3a Kakme-mbo KOHKPETHbIE
(noA) NPoeKTbl AOSMKHO NMMeTb CBoM cobcTBeHHbIN PMO, 4To6LI yNpaBnaTe CBOMMMU
cob6CTBEHHLIMW NPOEKTaMWn, BKINOYasa geTanbHoe niiaHnpoBaHue, peanusaums,
pasBepTbiBaHNA U (PYHKLMOHUPOBAHNSA 3TUX NPOEKTOB.

U Hanpumep, HekoTopble NPOeKTbl MOTyT ObITb 3aKymnseHbl, BHEAPEHbI U pasBepHYTbl TAMOXHEN,

HEKOTOpPbIE MPOEKTbI MICT, HEKOTOpPbIE MNPOEKTbI nOpTOBbIMVI BJ1aCTAMU, HO BCE MNMPOEKTbl AO0JTXKHbI
ObITb COrnacoBaHbl cTpaterm4eckm cC TaMOXXeHHbIM aenaptaMmeHTomMm (KaK C YNOJTHOMOY€EHHbIM Ha TO

KOOPAMHALMOHHBLIM LIEHTPOM)
UN\IExT_‘
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Heob6xoaunmo, no KkpanHe mepe, 3 yPOBHHA

B3aumopgencreusa, B CBA3U CITIOXHOCTb BHeapeHue E

A Case Example 2
(referencing to

the SW Roadmap

- Level 2)

YpoBHuU B3anmopencreue
HaunmoHanbHbIN KOMUTET NOA
npeAcenaTenbcTeoM rnaeel MCTOYHUK NEerMTMMHOCTH 1 GloaKeT
Monutndeckas rocyfaapcrea .
BOIISt PacnonoxeHue kabuHeTa MMHUCTPOB VICTOUHIK NONHOMOUMIA Ha NONUTU4ECKOM

Pabouun

HaunoHanbHbI KOMUTET N NOO-KOMUTET
Hosoro KOxHoro Yanbca

Moa-komuTeT NSw

dnarmaHCcKum cTaTyc rno NorncTuke un
BOMPOCHI YNPOLLEHUs Npouenyp TOProsnm

HasHaueHune BegyLmnx yuypexxaeHunmIcT,
NESDB, TAMOXXEHHbIE AenapTaMeHTbl)

micT CrieLuaribHas rpynna no
pacnpeaenenuio orogxkeTa Ha 12
AenapTaMeHTOB NpaBUTENbCTBA.

2 TaMOXeHHbIX pabounx nogrpynn o
ynopsiaodeHuio sp tcornacosaHuio
HEOBX0ANMBIX JaHHbIX U TEXHUYECKUX
KOMMYHUKaLIMOHHbIX MPOTOKOJIOB

ypoBHe PMO

PerynspHble 3aceaHus(ansa nporpecca)

HedopmanbHas BcTpeya 1 agnanor ans
co3[aHusl B3aMMHOIo JoBepus 1
B3aMMOMNOHUMaHUSA

MNMomoLub BeayLero KOHCynbTaHTa Mo
NPUBNEYEHUIO apXUTEKTYP U Moenei

MICT NPUHY)KOEHHOE COTPYAHNYECTBO
yepes GoMKETUPOBaHME M NPOLLECC
3aKynKu

TamoxxeHHas npoueaypa, kak pepopma
OCYLLIeCTBNSIETCS TaMOXXEHHbIM
AenapTaMeHTOM, YTO NPUHYOUNO
HEKOTOpPbIX 0GAs NPUATH

Ref: Suriyon, NESDB, 2010
UNNExT.

wiw o, Ntmo lsmlﬁ'
aperien Trade in Ago and)

NESDB=National Economic and Social Development Board

OGA = Other government agencies NLC = National Logistics Committee
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TO N KaK KOHTPOJIUPOBATb U YNpaBJ/iAATb
NPoOeKToM?

[No kpaHen Mepe. 3 KnrueBble Bellu, KOTopble

= JIOKyMEHTMPOBAHHLIN MaH NpoeKTa ABMNSAeTCA OCHOBOM AN
1. MoHuTOpUHra gesatenbHoOCTU & NX pe3ynbLTaToB
2. CmMeXxHbIn cTaTtyc, u
3. [lpuHATHE KOPPEKTUPYIOLWMX OENCTBUN

= [lporpecc B NepBylO 04eEpPEab onpeaenaeTcsa NyTeM CpaBHEHNSA “TEKYLLErO”
npoaykra padoTbl, 3aga4vn, CTOMMOCTU U rpaduka ¢ “3annaHnpoBaHHbIM”,
Yyepes onpeaernieHHble BEXU B paMKax NMpoeKTa pacnmcaHunio nnu B pamkax
CTPYKTYpbI gekomnosnumm pabot (WBS), Hanpumep
—  CpaBHeHue “TekyLlero” 3aBepLUeHns ¢ “3ansiaHnpoBaHHbIM” B OTanax
—  CpaBHeHMe “TeKkyLlero” pesynbTaTa C “3annaHnpoBaHHbIM” (OXngaemMbiM) pe3yribTaToM

(NnpoayKkTom paboThl)

= CooTBeTCcTBYHOLWAA BUONMOCTb NO3BOSIAET CBOEBPEMEHHOE MPUHATUE
KOPPEKTMPYIOLWLNUX OENUCTBUN, eCrn NPU UCMNOSTHEHUN NPOEKTa BO3HUKIIN
3HA4YnTENbHbIE OTKNOHEHUA OT MiaHa.

= OTKNOHEHMEe NPU3HaAETCHA 3HAaYUTENbHBIM, €CNN Ero «HepeLleHne» UCKNYaeT JOCTUKEHNe
Llenn npoekTa

U MExT _*-

wiw 1 Nrtmork  Dgpertd
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Kakue cyweCTBYIOT BAapUaHThI

KOPPEKTUPYIOLLUX MEPONPUATUN?

Ecnn ctaTtyc Tekyllero nporpecca npu peannsawmm NpoekTa 3HaYNTeNbHO
HEe COOTBETCTBYET OXNOAaEMOMY, KOPPEKTUPYHOLLME AENCTBUSA OOMKHbI
ObITb NPUHATBI HaANeXalm oopa3om.

= OTu OenucTBust MoryT notpeboBaTtb "nepennaHnpoBkn”, KOTopaa MoXeT
BKMOYaTb NEepPeCMOTp NepBoHAYasribHOro nriaHa, cosgaHue HoBbIX
cornallueHun, B TOM 4Y1ucrie 1 MeponpuaTU No CMArYeHMIo nocneacTsmm
B paMKax TekKyLlero nnaHa.

= B obwem, bnarogapsa KOppPEKTUPYIOLWMM MEPONPUATUAM Mbl JOSTXKHbI
NPUATU K UCKITIOYEHMIO BO3HUKLLMX NPO6emM(3TO Ha3blBaeTCs
“YnpasneHune [Npobnemon”).

1. COop 1 aHanns3 BONpPOCOB U1 onpeaeneHne KOPPeKTUPYHOLMX
OENCTBUN, HEODXOONMBIX ONS1 PELLEHNS TaKUX BONPOCOB

2. [lpuHaTHE Mep NO UCnpaBneHNIo NONoXeHUs, NPU BbISIBNEHUN
npobnem

3. YnpaBneHue KOpPEKTUPYIOLLUMN MEPONPUATUAMM OO0 NX

npekpalleHus
UNNExT.
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da3za c6opa U3B/IEYEHHOIO ONbITa U

obpaTHOM cBA3MN

» []o 3aBEpPLUEHMNIO KaXXOQ0oro NpoeKTa rno BHEAPEHUIO N pa3BEPTbIBAHMIO,
cTagma cbopa n3BnevyeHHoro onbita n obpaTHOM CBA3M O0MKHA
NpPOBOAUTLCH, Kak npaBuno, nytem cootsetcTaytoero OYTI.

= C MomeHTa co3gaHus cpeabl EanHoro OkHa, kak 4ONroCPOYHON U
CJTOXXHOWM nporpamMmbl pa3snTmns (Hanpumep, ceolfiascb Ha JJOPOXKHYO
KapTy), oomkHa ObITb NPUHATA KOHLUEMNLMSA HEMPEPLIBHOIO YIyYLLIEeHNS,
NOCKOMNbKY Mbl MOIfi1 Dbl YYNTLCS 1 NMoSyYaTb OonblUe onbiTa, Tak ecnu
Obl Mbl MPOLLNKM Yepes BCe CTaauu.

= (QObpaTunTe BHMMaHUE, YTO peanusaumnsa npoekta EO BknovaloT B cebsi He
TOJTIbKO TEXHONOIrMYEeCcKNe KOMMOHEHTbLI, HANpPUMep Takne, Kak U3MeHeHUs
B obopyaoBaHun / ceTtu, paspaboTkn nporpamMmHOro obecneyeHusi, HoO u
YyerioBeveckne onepaunm, CBA3aHHbIE CO CTUMNEM KN3H gl

Phase 2. Elaboration

OKpY>KaloLLMX nepemMeHax. o Phase

-- OTO O4eHb BaXHO Arsi cO0pa U3BIIEYEHHOTO OMbITa U MPEANOKeHUIAE L 3. Planning
. I

o Phase
a4 ynyduweHnda BO3MOXHOCTEN MO BbllLEeYKa3aHHbIM aCrnekTtaM, Kak 4 Exoout
. Execution

Phase

O6E8TH89 CBA3b 14 cne,u,yrou_l,evl nTepauunn rno npoueccax ynpaBrieHund

Poation) m-ml Epert for
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TOT MOAYJ1b KPATKO pacCMOTpes1 OCHOBHbIE NMOHATUA O

Haasope 3a EO no peanusauuun npoekTa.
I'Ipep,no>|<eHb|3 OCHOBHbIX HanpaeneHna gedaTesibHOCTU:

1.  MoHuTOpUHr nporpecca.

Q [porpecc B nepByto ovepeab onpenenseTcs nyTeM cpaBHeEHNA “TekyLlero”
npoaykta paboTbl, 3agayn, CTOUMOCTU U rpaduka ¢ “3anfiaHnpoBaHHbIM”, Yepes
ornpenernieHHbIe BEXM B paMKax MpoeKTa pacnmucaHuio UM B pamkax CTPYKTYpbl
agekomno3unummn padot (WBS)

2. CMeXHbIU cTaTyc, U
3. YnpaBneHue KOpPpPEKTUPYHOLNMU OEeNCTBUAMU

O  C6op v aHan3 BOMNpPOCOB K onpeaeneHne KOppeKkTUPYHLLMX AeACTBUA, HeoBXoAUMbIX AnS
PELUEeHNs Taknx BOMpPOCOB

O  [MpuHATME Mep MO UCNpPaBrEHMIO NMOSNOXEHUS, NPU BbiiBNEHUN Npobnem

O  YnpaBneHue KOppPeKTUPYHLLMMN MEPOMNPUSTUAMM OO UX NPEKPaLLEHNS

O [pu Takom 4ONTOCPOYHOM MEPONPUATUK, Kak npoekT EanHoro OkHa, Mbl
pekoMeHayeM HernpepbiBHOE COBEPLUEHCTBOBaAHNE €€ KOHUEeNL M1, NocpeacTsom
cbopa M3BIe4YEeHHOro onbiTa 1 0OpaTHbLIX CBA3EN B TEKYLLEM LUMKIE OSS
NTEPAaTUBHOIO YIyyLleHns nnaHupoBaHna npoekta SW n peanusaunu

Um[,gp@enymmero LMKna.

wited peations Networ ’Gm
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[Tpumepbl &
OOcyxpeHun

Kak obecneunTb yny4dlleHna noHMMaHus nporpecca
NpoeKTa, Tak YTOObl COOTBETCTBYIOLLME KOPPEKTUPYIOLLNE
OENCTBUSA MO Obl ObITb AOTKHBIM 0Opa3om
NPeanpUHATLI, B criydae 3HavYnTeNbHbIX OTKIOHEHUA OT

rnjiaHa rnpum NCNOJIHEHUN MPOEKTAa.




TexHnuyeckasa kpuBasa C

AJI MOHUTOPUHIa NpoeKTa pabouero npoiecca, NyTéM cpaBHeHUs
3arnJ1IaHUPOBaHHOIO U peasibHOIro NPOrpeccoB NPoAYKLIMM NPOEKTa

[Mpnmep

120%

~ Oxugaembin padboumn nporpecc

100%

-=- [eKyLum pabovnm nporpecc

20%

60%
18% npoeKT 3aaepKKu
K KOHUY 7 NMPOEKTHOro Mmecsua

34%

20%
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OTYETHbIN OEHb

[laTa oKOH4YaHuSA NMPOEeKTa
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