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Hanbonee nonynspHble NPaKTUKA
yrnpasaeHua ropnanyeckon ¢yHkUnen B

Poccnm

17.07.2021 CTATbU FOPUNANYECKAA ®YHKLIMA B KOMMAHWN

KoHkypc «/lydwiue ropuduyeckue denapmameHmesl Poccuu» — signeHue noucmuHe HausaxcHeuluee 0415
omeYyecmeeHHO020 HpUIUYECKo20 PbIHKA. Exce200HO cobupas Hecko/1bko 0ecimkos ropuouYeckux
C/1yHCH, COpesHYUUXCA 30 38aHUe /yduleu, xypHassl Legal Insight u «KopnopamuegHeiu ropucmy,
OpP2AHU3YHOUUU NOO06HbLIU KOHKYPC, GKKyMYy/UPYrom UHGOPMAYUIO O CaMbIX NepedossiX U 8aMCHbIX
CObbIMUSAX, NPOEKMAX U U3MeHeHUsX, Npou3owedwux 8 poCCUUCKOM HopUOUYeCKoM UHxayce. Kak YieH
3KCnepmHo20 coeema KoHKypca Legal Insight, pe3ysnemamesi komopoz2o 6ydym nodsedeHsl 16
ceHmAbps, xo4yy nodesUMmMbCs C8OUMU HO6/H0OeHUAMU 30 OCHOBHbIMU MPeHOaMU 8 pa3zsumuu
ynpaeseHus 8 ropududeckux cayxbax. imak, paccMompum, Kakue ynpaeseH4yeckue npaKkmuku

Haubosee NonyspHLl Ce200HS Y POCCUUTKUX UHXAYCO8.

B 3ToM rogy Ha koHKypce Legal Insight B 14 HOMUHaLMAX 66110 3asiB1eHO 120 KOHKYPCHbIX paboT
oT 70 KomnaHuin. Ha puc. 1 nokasaHo pacnpegeneHume KOHKYPCHbIX 3CCe Mo HOMUHaUMAM. Tam
BWAHO, Ha KaKnx 061acTax ropuanyeckme cy>kbbl KOHLEHTPUPYHOTCH B HaUbONbLLEN CTerneHu, a

rAae KOHKYypeHLMs MoKa He CTOJ1b BbICOKA.
060co6neHHble LLleHTPbl 06CTY)KMBAHUA U LLEeHTPbI 3KCNEepTU3

MouTn B 100 % criyyaeB KpyrHble pOCCUNCKME ropuanyveckme cnyxobbl LLeHTPanr30BaHbl.



0O60Cc061eHHOCTb FOPUCTOB Ha MeCTax OT KOPMOPATUBHOIO LieHTPa BCTPeYaeTCs yxe KpaliHe
peAKo, N BO MHOTMX aHKeTax nepexoj oT AeLeHTPaM30BaHHOW CUCTeMbl YNPaBAeHUs K eAMHON

ﬂpaBOBOVI cny>|<6e npeacraBidaeTcqa Kak rnpaBnjibHoOE OpraHM3auMoHHOE N3MEHEHNE.

Ecnv TeHAEHUMS K LEHTPaNN3aLmMn CTPYKTYP — AANEKO He YHUKANbHOE AJIS OPUCTOB SIBJIEHNE, TO
B 3TOM oAy y4acThn0Ch co3aHne 060Cob1eHHbIX LIEHTPOB topuANYeckor paboTsl,
Cheumann3npyroLLXcs Ha KakoMm 1160 HanpaBaeHUN. LleHTpbl 3KCnepTn3bl 40FrOBOPOB U
NPeTEH3MOHHbIe LEeHTPbl — Hanboee NonynsipHbie BUAbl TaKUX CTPYKTYP, YTO, BNPOYEM, IOTUYHO
C YYETOM BbICOKOrO MOTEHLMaNa ANa LeHTpanm3aumnm Tex BUAOB HOPUANYECKOV NPaKTUKK,

KOTOpble Mbl APYXXHO MIMEeHYeM PYTUHHbLIMU,

B HeKkoTOpbIX aHkeTax HabnrAaeTcs yXxe AOCTaTOYHO 3penbli MOAXOZ K OLeHKe SKOHOMUYEeCKon
3G PEeKTUBHOCTM TaKOW LeHTpanm3aummy, BKaoYas pacyeT onTUMmn3npoBaHHbix FTE, @OT, AXP,

CpOKOB 06paboTKM 3aza4, a TakxXe YJ0BNETBOPEHHOCTI K/IMEHTOB.

Pa6oTac AAdHHbIMUA N oL €HKa BJIMAHUA Ha SKOHOMUKY KOMMNaHUU

KocHyBLUNCb BOMNpOCa 3KOHOMUYECKOV 3GPeKTUBHOCTU, HeNIb35 He OTMETUTb HapacTaroLLyro
4YaCTOTYy YMOMWUHAHMUIA O TOM, KaK FOPUCTbI BAVSIKOT Ha 3KOHOMUKY KOMAAHUKW. MoMUMO yxe
HaBMBLLNX OCKOMUHY «CyMM B3bICKaHWM MO CyaM 1 NPeTeH3VsM» B aHKeTax NpUBOAATCS
npyMepbl TOro, Kak PUCTbI Ha Lndpax AoKa3biBatOT 613Hecy cBow 3¢ PeKTMBHOCTL. Hanpumep, B
O/HOW 3anajHoM KOMMNaHWK, y4acTBYoLLe B KOHKYPCe, eCTb Tak Ha3biBaeMblli Legal
measurement playbook, onpegensatoLnii oLeHKy 3KOHOMUYECKOro BANAHUS FOPUCTOB Ha B13HeC B

Norvike, NokasaHHoOWM Ha pwnc. 2.



HekoTopsble topuandyeckre genapTaMeHTbl MPUBOAAT MPUMepPbI TOro, Kak OHW, ONTUMU3VPOBAB
CBOW BM3HEC MpoLuecc, COKPaTUAN YNCIEHHOCTb CBOMX COTPYAHMUKOB 1 CTaNN 06XOAMNTHLCS
KOMMaHWK geLuesne (a Mbl 3HaeM, YTO «CIKOHOMUA — 3HAUUT 3apaboTan»). HakoHeL,
BCTPeYaroTCsA MOMbITKM Fy6OKOro pacyeTa 3KOHOMUYeCKon 3GdeKTUBHOCTM CyAebHbIX WCKOB C

y4eToOM CTOMMOCTU leHer KOMMaHUM 1 BEPOATHOCTW Nobepbl / MPOUrpbILLa B CyAax.

PaboTa C JaHHbIMU — OAHO M3 NepCcnekTUBHBLIX HaNpPaBieHNl Pa3BUTUS OPUANYECKOTO
MeHeXKMeHTa. PaslyeT, UTo poCcCUIACKMIA MHXAYC HaYMHAET AeMOHCTPUPOBATb 3TO MOHMMaHME yxe

Heé Ha C/10BaX, a Ha NpakTuKe.

CHY)KGI:I 0A4HOro OoKHa, nopTarsbl N AaXe JINYHbIe KabuHeTbl K/INEeHTOB

MpakTryeckn Bce KpynHenme (M Hanbonee NPoABMHYTbIE U3 HEGOLLLNX) OpPUANYECKE CITYXObI
pa3BuBatoT cucTemMbl CRM. YTO6bI KNMEHT MOT 6bICTPO W IEFKO MOAYUYUTb MOHATHBIN HOPUANYECKINT
COBET U HY>XHbIA €My JIOKYMEHT, FOPUCTbI MOBCEMECTHO 3amnyCKatoT KIMEHTCKME NMopTasbl, rae
BbIK/1aZbIBAOT TMMOBble GOPMbI JOrOBOPOB, AOBEPEHHOCTEN, MPETEH3NM 1 CO34at0T pasaens
4acTo 3aZaBaeMbIX BOMPOCOB (OMNSATb Xe A5 CHUXEHWSA pacxoL0B Ha topucToB). Hanbonee
COBPEMEHHbIe topuanYeckie NoApasaeNeHns NpobyT NCNONb30BaTb YaT 60TbI U yXKe MAaHUPYHOT
C X MOMOLLbO 3aKpbiBaTb 40 40 % CBOMX TUMOBLIX 3aja4 6e3 yyacTus pUCToB. B nape aHkeT
BCTpeYaeTcs yMOMUHAHWE IMYHOT0 KabMHeTa KNEHTA, B KOTOPOM GUKCUPYETCS BCS UCTOPUS ero

obpaLLeHniA B OPULNYECKYHO CTYXKOY.

SLA, CSI, NPS

Fon10C KIMeHTa Bce 60nbLUe NHTepecyeT PUCTOB, TPAANLMOHHO NPUUYNCIAIOLLMX Cebs K
OXPaHUTeNIbHOM GYyHKLUNW OpraHn3aumn. B nogasnstowiem 60/bLLINHCTBE aHKET Mbl BUAVIM CCbITKU
Ha NMPYIMeHeHNe OLLeHKW KIMEeHTOOPUEHTUPOBAHHOCTM No MeToAmKaM NPS (net promotion score)
n CSI (customer satisfaction index). Kctatu, BTopast MeToAMKa OLEeHKW, MpeAnoiaratoLas
onpejeneHvie ypoBHS YA0BNETBOPEHHOCTM KMeHTa no wkane ot 1 go 7 unan ot 1 go 5, ctana

BCTPeYaTbCs Yallle MMEHHO 3a NocieAHue napy net, 3ameHss NPS, opreHTUPOBaHHYH CKopee Ha



BHELUHW KOHTYP, FAe y KIMeHTa eCTb BbIOop. Y TeX, Y KOro MMetTcs 060C061eHHble LieHTPbI
06CNYXXMBAHNA NN LLEeHTPbl 9KCMepTn3, ecTb XecTkune SLA (service level agreement), 3agatoLime

CTaHAaPTHbIE NMapaMeTPbl NPeaoCTaBAAEMOro cepBnCa, BK/TIKOYaA CPOKKM OTBETOB Ha 3arpocChl.

Playbook 6usHec-npoueccos

N3 MaTepranoB KOHKypca 3aMeTHa HapacTatoLas NonyaspHOCTb NPaKTUKK OMUCaHNS

613HeC NpoLLeccoB, B KOTOPbIe BOB/IeYEeHbI OPUCTbI. BOT LnTaTa 13 aHKeTbl O4HOM0 yYaCTHUKA:
«[1paBoBOW AenapTaMeHT pa3paboTtan v BHegpun Playbook — noBegeHuecknii cLueHapuii
AenCTBUIA COTPYAHWVKOB C AeTalibHbIM OMNKU- CaHMeM OCHOBHbIX B13Hec-npoLeccoB. B HacTosLee
Bpe- Ms B popmaTte Playbook onncaHbl Tpy OCHOBHbIX 613- Hec-npouecca KOMMNaHum, 40 KOHUA
roZa niaaHmpyeTcs onuncatb eLe veTblipe. Playbook ctan «bykBapem» npm 06y4eHnn HOBOIO
COTPYAHVKA, OH YTBEPXAEH B KOM- MaHn B kavecTse JIHA 1 ABNSeTca BHYTPUrpyrnno- BbiM
CTaHAAPTOM paboTbl». KOpUCTLI pa3pabaTbiBaloT U U3NaratoT B ApY>XeCTBEHHOW A/1A NOo/ib30BaTenNs
dopme anropnTMbl NX PaboTbl MO CAe/KaM, BbICTaBNEHUIO NPeTeH3UI, 3aK/IF0UeHNIO 40rOBOPOB U
np. PagyeT, uTo topuanyeckme genapTaMeHThbl BCe yalle BUAAT cebs NOoHOLEHHbIMN
yYacTHUKaMM B13HeC NpoLEeccoB KOMMaHWW. 3TO NoBbiaeT 3¢deKTUBHOCTbL NPaBoOBO paboThl,
NO3BOJISA Jyylle MOHATb POJib FOPUCTA B KOMMAHUU U J06aBASA ACHOCTU KJIMEHTaM, C KOTOPbIMUA

OH B3aMMOJeNcTByeT.

CTaHAapTVI3aLI,I/IS| AOroBopoB M Apyrnx AOKyMeHTOB

Apyromn, noytn yxxe obLLein, NPakTUKON, MPUMEHSEMOWN FPUANYECKUMU CNyXbaMu, ABNSETCS
CTaHZapTM3aLmMsa JOroBOPOB N NPOYNX AOKYMEHTOB. Peub Jaxe He 0 MOAroToBKe W BblK/lajKe B
6a3y peKkoMeHA0BaHHbIX LWab1o0HOB. Hanbonee coBpeMeHHble topuanyeckme GyHKLMN NayT
Aanblue: y BHYTPEHHMX 3aKa34KOB, 06paLlatoLLmXcsa No NoBOAY COCTaBAeHNS 40r0BOPa,
nosABAAOTCA 6osiee ya0bHble GOpMbl paboThl C KOHTPaKTaMU. BMeCTO TOro Utobbl NCKaTb HYXHbI
LLA60H, BbIOMPasi ero N3 COTHW AOKYMEHTOB, BbITOXEHHbIX Ha NopTane, C MOMOLLLHO

KOHCTPYKTOpPa A40roBopoB Ui YaT 60Ta KAMEeHT oTBeYaeT Ha Cepunro BOMPOCOB 1 NnoJjiydaeT Hy)KHbII7I



A1 HEro NPoeKT AOKYMeHTa, rOTOBOrO K 3aMnycKy B CUCTEMY COr1acoBaHns. HO 1 Ha 3TOM HOPUCTbI
He OCTaHaBAMBAlOTCA. B Hanbonee pasBUTbIX OPUANYECKNX PYHKLMAX MM yNIPaBAseTcs Becb
npoLecc 40roBopHOM paboThbl. OHM YTBEPXKAAIOT «YMHbIE» MAPLLPYTbI COrNIaCOBaHMA KOHTPAKTOB,
obecneymBaroT ONepaTUBHOCTb X MPOXOXAEHMSA Yepes BCeX COrNAcyroLLX, ONpeaenstoT
KOHTPO/b, MO KOTOPOMY OrOBOP aHaNN3MPYeTCs B KOMMAHUKM A0 TOro, Kak byAeT BbIMyLLeH,
aKTYyann3npyoT CTaHAapTHbIe GOPMbl JOFOBOPOB, 06YYaOT NePCOHa U BbIMOMHAT MHOXECTBO
APYrnx 3agay, UTobbl CAenaThb 3Ty, Ka3anoclb 6bl, PYTUHHYIO GYHKLMIO MAaKCUManbHO 3G deKTUBHON.
Ha puc. 3 npuBeseHbl KPI oprcTOB O4HOV 13 yYaCTBYHOLLMX B KOHKYPCe KOMMAaHWIA, CBA3aHHbIe C

AOFOBOpHOIZ pa60T0|Z. 3peﬂOCTb noaxoja K ynpasieHMO 4oroeopamMm 34eCb HaanmLuo.

ESG: npy yueM TyT IOpUCTDI?

B oTAnunm o1 3anagHbIx CTpaH B Poccum ycToriumBoe pa3BuTME eLlle TObKO HabupaeT CBOKO
NONyNAPHOCTb CPeAn FPUCTOB. ECnn B Takmx KOMNaHusx, kak Apple nnn Nestle, rnaBHbie OPUCTBI
yXKe KYpPUPYHT AaHHYH GYHKLMIO, Y HAac 3TOMY YAENArT (peanbHOe) BHYMaHWe Jaxe He Bce
ny6/iMYHbIE KOMMAAHWK, He TOBOPS 06 nX opucTax. Ho HacTpoeHmne MeHseTcs, U Hanbornee
NPOABVHYTbIE opuanyveckme GyHKLNM yXe BblAeNAKT CBOe yyacTue B 3TOW noBecTke. NocTteneHHo
POCCUICKME ropUanYeckme cyobl yaAenatoT Bce 60/blle BHUMAHUS 3aKF0UYEHNIO CAENOK,
NPUBA3aHHbIX K LLeNsM yCTOMYMBOro PasBUTUSA, peannsauum nporpamm ESG B 3akynkax,
AKTVUBHOMY yYaCcTUIO B 3aKOHOTBOPYECKOM paboTe, CBA3aHHO CO CHUXXEHMEM HeraTMBHOro
BO3/eMNCTBUS Ha OKPYXXAIOLLYO cpesy, HaKoHeLl, BHEeAPEHUIO CUCTEMbI KOMMIAEeHC, ABNAOLLENCS

yacTbto cnctemMbl ESG.

[0 CEHTABPS MHTPUra KOHKYpPCa COXPAHUTCS, @ OCEHbIO Mbl Y3HAEM, KTO 13 HECKO/IbKUMX AeCATKOB
npeTeHAeHTOB byeT NpU3HaH NyyLlnM. Ho yxe ceyac MOXHO yBEPEeHHO KOHCTaTUPOBaTb, UTO 3a
nocneAHme roabl ypoBeHb LOPUANYECKOTrO MeHeKMeHTa B POCCMM 3aMeTHO BbIPOC. BbITb MOXeT,
He Janek TOT fieHb, KOrja Haluu ropuamnydeckme ciayxbbl CMOTyT KOHKYPUPOBATbL C KPYMHeRLnmm

Hpnanvyecknm gernaptaMeHTaMm MUpPOBbIX KOMMNaHW, Yy4acTBYyA B MeXAYHAPOAHbIX TYPHWPAaX, 1



HajeeMmcs, ycrneLlHee, YeM cbopHasi Poccnm no ¢yTto0ny.

Anekcem
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