KOHCaJTTUHI

2022

"K coBepLleHCTBY BegeT nopsaaoK”

- NoraHH BonbdraHr Mére



Mogqa KOMaHAa - «SG KOHCAJITUVHI » S
chopmumpoBanach B 2022 roay. OAHAKO KaxKabin m3
ee usieHoB o0651adaeT  yChnewHbiM MHOMOMIETHUM
OMbITOM AeaTelbHOCTU B POCCUMNCKNX 7
MeXXQyHapOaHbIX OpraHn3aumsx, B TaKMx
HampaB/IeHUAX KaK: yrpaB/fieHMe  KOMMaHUAMMU
(start-up, AencTBylOWMMA 6BU3HEC, AHTUKPU3UCHOE
yNpaBfieHME), MAPKETUHI W MNPOAAXKU, TeHOEPHbIV
MEeHe>KMEHT, JIOrncTmKa (cknapckas,
TpaHcnopTHag, fulfilment), ynpaBnexHua uenamm
MoCTaBoOK, e-commerce, B3[, non-food retail,
Product Management, AlK, BbiICTpavBaHMe W
onTuMmMsauma  6u3Hec- K1 MPOU3BOACTBEHHbIX
npoueccos, IT, >3KOHOMUYecKasa 6e30MacHOCTb,
MEHEeXKMEHT KadyecTBa, VrpasJieHVe MepCOHASIOM,
topranyecKoe CornpoBOXKaeHMe.

KOHCaNTUHI

2022

O KoOMMaHuu

Ynpasngowmn napTHep, 20 neTt onepaumoHHOro m

yMNpaBJ/IeHYECKOro OnbiTa B TaKUX KOMMNAHUSAX, KakK:

PONY EXPRESS, RosLogistics, Hellmann Worldwide
Logistics SE & Co. KG, Rambler&Co v gpyrux.

«Hawa uenb - He MHOIoCTPaHUYHbIA OTYeT-
donmaHT, KoTopbI 6yaeT MNOoSOXeH Ha MNoJKy, a
chopMmMpoBaHHbIe 7 BHeApPEeHHble paboune
MHCTPYMEHTbI, MO3BOJIAIOWME BbIBECTU  BU3HEC-
MpOoLEeCcCbl Ha HOBbI KauyeCTBEeHHbI YpOBeHb. Mbl
yMeeM HaBOAUTb MOPSAOK, KOTOPbIM Bedet K
coBepLUeHCTBY!»
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Hawinm ycnyru

YnpaBneH4yecKnii KOHCaNTUHN
CTpaTtermyeckmm KOHCanTUHr

AyanT 1 onTMmsaumsa bmsHeCc-NpoLeccoB
MNoBbilLeHWe 3PPEKTVBHOCTM npoaaK 7
MapKeTVHra

Product Management

DKOHOMMYEeCcKaa 6e30MacHOCTb

MeHeO>XMeHT KayecTBa

YnpaBieHve nepcoHasioM

SG

KOHCaJTTUHI

tOpuanyecKkoe conpoBoOXaAeHMe
TeHOepHbI  MEeHEePKMEHT:  opraHmMsaumsa U
npoBefeHne TEHOAEPOB «MOA KJIouU»

noapo6Hoe onmMcaHMe Ha Hallem camTte: https://www.sg-consult.ru

E-commerce: BblpaboTKa
peweHnn  no  MMHUMM3aUMU
MaKCUMU3aLMN MPUObIN

Cknag wn fulfillment: BHeaopeHve coBpeMeHHbIX
NPaKTVK OpPraHn3aumm CKNaaCKMX npoLeccos
TPaHCMNOPTHO-3KCNeANUMOHHAsA  AeATesIbHOCTb:
nosbilweHne  3DPEKTUBHOCTM  TPAHCMOPTHbIX
Lenoyek

B3/: BblipaboTKa OMTUMAaSbHbIX peLleHnn Ana
peansauym 3KCNOPTHO-MMMNOPTHbIX Onepaumi

IT  MHPopMaUMOHHaA 6e30MacHOCTb: MoAGop M
BHeapeHue sdhdPeKTMBHbIX IT-peLueHnn

AMNK  (uBeToOBOACTBO): paspaboTka  obLiewn
KOHLeNuUMM opraHmsaumy TenIMYHOro Xo3amncTea

3P PEKTUBHbBIX
n3gepxexk /
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Kak Mbl paboTaem

I'IepBb|17| KOHTaKT M obo3HaueHue 3agaum

Mo3BOHWTE HaM, 3anofnHuTe GOpMy OBpaTHOM  CBA3MW,
HarmVLMTe MO 3IEKTPOHHOM nouTe nan B WhatsApp

OuHagqa BCcTpeya

|_||DOBO,£I,I/IM nepByto BCTpe4ywy C rpeacrtaBuTesieM BaLlen
KOMIMaHumn, OTBETCTBEHHDbIM 3a B3anMoZemncreme C
KOHCYJIbTAHTOM, B XoA4e KOTOpOl7I AeTajibHO pa36|/|paeM
3adavy, ornpeaesdemM Cb\/HKLI,I/IOHaJ'IbeIe 610K /CprKTyprle
noapasgeneHna KOMnaHuu, 3aTparmBaeMble rnpum pelleHmnm

OuHasda BCTpe4a B pacClUMpeHHOM COoCTaBe

|_|pOBO,£ll/IM BCTpeuwy C nrpuBJieHeHNEM I'Ipeﬂ,CTaBl/ITeJ'IeI;I
CTPYKTYPHbIX no;:l,pa3):teneH|/u7|, 3aTparvBaemMbiX Npu peLleHnn
3adauvn, AeKoMNno3nmpyeM 3adadvy, KOHKpPpeTn3npyeM ypoBEHb
NOTEHUMANIbHOW BOBJIEUYEHHOCTU KaXKOoro noapasaesieHns,
onpegendemM CpoK Hadasla peasim3aumm rnpoeKkTa

NogroToBKka KOM Mep4eCKOoro npeasioXxxXeHmd

fotoBUM U” HarnpaBigeM KOMMep4eCKoe rpeasioxxeHume,
coaepr>Kallee nrnopdaoK, CpoOKM  peaim3dadnnm  NpoexkTa U
oruiaTtbl
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3akso4eHue AoroBopa

CornacoBbiBaeM M MOAMMCbIBAeM [JOroBOp Ha OKasaHue
KOHCYJ/IbTaLMOHHBIX yCNyr (Hawa dopma)

Peanusauua npoeKTa

PeanmsyeM MpoOeKT B coOoTBETCTBMN yCioBUAMM
):l,orosopa, yeTKO cobtoaada coryacoBaHHble CPOKM

Mepenaya pesyJsbrata

Ecanm nopagoK  peaim3aunn  NpoeKTa rnpeanosiaraeT
S3TAaNHOCTb, TO pe3yJibTaT nepefaeTcd no OKOHYaHUN
KaXXaoro srtaria

nOCTKOHTpOJ'Ib nin npoagjieHHoe ydactume

dopmaT peanusauum NpoekTa MoXeT npegnonararb cpenHe-
W  OONrocpoYHOE COTPYOHMYECTBO, HanpasfieHHoe Ha
NpaKTUYECKYIo peannaaumio pesynbTaToB NpoeKkTa

O—OO—©O
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KoOHcyJibTaHTbl HE CMOryT BaM
MPOCTO cKasaTb: «Hy, U3BUHUTE, He
noJ1iy4unJ1oCb...» U NpoaoJnNKaTb
noJsiyyvaTb AeHbr

KoHcynbTaHTbl UMEIOT CTOPOHHUIA
OnbIT, HE UMEIOLLINA OTHOLLEHUS K
Ballen KOMMaHuuy, a 3HaunT MoryT
«[006aBUTb CBEXYVIO KPOBb» BalLIEMY
6usHecy

«Helicopter View» - ecTb
Heo6XoAMMOCTb MOCMOTPETb Ha

CUTYaUMUIO «CBEPXY U HEMHOIO nog
Y JIOM»
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KoHcyibTaHTbI 6eCI'IpVICTpaCTHbI n
CrNoco6Hbl KPUTHNHECKUM OLeHUBaTb
LLEHHOCTb TeX UJIN NHbIX NOEN

Co6CTBEHHUKA U/Vnn MeHePKepoB
KOMIaHun1

Korga n noyemMy Hy»KHa NMOMOLLb KOHCYJIbTAHTOB

NcuepnaHbl BHYyTpeHHWE naen no
KayecTBEHHOMY pa3BUTUIO
AeNcTBYioLLEen busHec-Mmoaenu

ECTb >XeflaHe 1 Heo6XoaAMMOCTb
CVLLECTBEHHO CKOPPEKTUPOBATb
AeNCTBYIOLWYIO 613HEC-Moaesb u
nonpo6oBaTb COBEPLUEHHO HOBYIO
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LUNPOK ONATA3OH
KOMMETEHLN
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MHOIONETHNN U
PASHOCTOPOHHWW ONbIT
KOHCYJIbTAHTOB

P

PE3YJIbTAT OJ14 HAC - 3TO

-

HE OTHET, A BHEOPEHHbIN
1 PABOTAIOLLINW
MHCTPYMEHT
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[MPOEKT: CTPYKTYPUPOBAHNE CUCTEMDI YINPaBJIEHMA OMTOBO-
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T T TOProBOM KOMMNaHMeun
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CneunduKa npoexkTa: onTOBO-TOProBas KoMnaHug, 3 roga Ha pbiHKe, 6onee 500
KMEHTOB, O60POT 6osiee O,5 Mnpa. py6./rod, CpeaHune TeMMbl MPUPOCTA BbIPYYKM
3a nocsiegHve 2 roga - «+49,8%».

3apada OT COBCTBEHHUKA: CTPYKTYPUPOBATb CUCTEMY YIMPaBiEHUa KOMMaHUEN,
BHEOAPUTb 3/1EMEHTDI aBToMaTM3aunm 6M13HEeC-NPOoLLEeCCOoB, MOBbICUTb
Map>XUHAaJNIbHOCTb  BU3HEeCa, MUHUMU3MPOBATb y4yacTMe COOCTBEHHUKA B

ornepaTuUBHOM yrpaBieHnN.
PeanMsoBaHHble MepornpuaTUs: chopMmpoBaHa U (popManrsaoBaHa OpraHM3auUMoHHaa CTPYKTYpa KoMMnaHuM, chopMUpoBaHbI

MoNoXXeHUa O CTPYKTYPHbIX MOAPaA3AeSieHMaxX KOMMaHUKM, paspaboTaHbl AOJIMKHOCTHbIE MHCTPYKUMKM, TNpaBuia BHYTPEHHErO
TPpyOoOBOro pacrnopaaka, [lonoxeHne o6 onjate TpyAaa, paspaboTaHa cucTeMa MoOTMBaUMM Af9 BCEX 3JIeEMEHTOB
OpraHM3aLUMoOHHOM CTPYKTYPbI, pa3paboTaHa Kommepueckas MoaMTUKA KOMMaHWK, BHEAPEH MeTOAOJSIOruUa MniaaHMpOBaHUSA
NpoAaXK, paspaboTaH nNiaH Npogark Ha 2022-2023 r., pa3paboTaHbl/ONTUMU3NPOBAHbI U BU3YyanM3npoBaHbl (B HOTauum BPMN2.0)
KloUeBble BU3HEC-MPOLECChl KOMMaHUKW, pa3paboTaHbl T3 HA aBTOMATM3aLUMIO KJIKOYEBbBIX PACYETOB M aHAJIMTUUYECKOrO OTYETa,
paspaboTaHa MonTMKa obecneyeHns SKOHOMUYECKOM 6€30MacHOCTU KOMMaHUM.

PesynbraT: pe3yfbraT nepedaH 3aKa3uuKy, 4YacTUYHOEe BHeApeHVe 3JIeMEeHTOB MNpoeKTa nMNpuvBesio K YBesSIMYEHUIO
Map>XMHaIbHOCTU BM3HEeca Ha 17,9% yrKe uvepes 2 (ABa) Mecaua nocsie Havasia UMMnJeMeHTaunum M3MeHeHM.




[IpOEeKTbl HALLMX SKCNepTOB

NMPOEKT: KOMMNNIEKCHbIN ayAUT TPaHCMNOPTHO-
JIOrMCTUYECKON KOMMaHuM (aencreyiowmm 6msHec)

Cneunduka npoekTa: Hannume COBCTBEHHOM MHMOPACTPYKTYPbl B 3-X ropogax
npucyTcTBUg, 10 fiIeT Ha PbIHKe.

3agaya oT CO6CTBEHHMKA: MPOBECTM KOMMIEKCHbIM aHaIM3 TeKYLEro COCTOAHMSA
KOMMNaHuW, onpeaesnimtb obactv Ana yaydleHua, onpeaennTtb CpeaHeCPOYHYIO
cTpaTervio passuTtua busHeca.

PesynbraT: npoBeAeH KOMMJIEKCHbIM aHanus, rnpousBedeH ayauT OusHec-
MPOLEeCCOB BO BCEX ropoAax MNpUCYTCTBUA, BHeAPEHblI MHCTPYMEHTbI MOBbILLEHWS
3(PEDEKTUBHOCTM AENCTBYIOWEN OUM3HEC-MOAEM (B paMKax KOMMEPYECKOro,
NPOV3BOACTBEHHOrO U (PWMHAHCOBOro  noApasgesieHuy),  noaroToBfieHa
cpefHecpoYHasa cTpaTernsa pasBuUTUSa KOMMaHUN.

Pe3synbTaT nepefaH 3aKasuumky.
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[IpOEeKTbl HALLMX SKCNepTOB

MPOEKT: normctuyecKkas KoMnaHus
(nencTByloWwWMiA 6GU3HEC)

Cneunduka npoekta: 100% doKyC Ha B3, 7 neT Ha pblHKe.
3ajava OT COGCTBEHHMKa: NOoAroToBKa 3-X JleTHen cCTpaTervy pasBuTUS
KOMMaHMM C YCIIOBMEM COXPaHEHMS POKYCa U KPpaTHOro yBesIMYeHUsa 40NN PbiHKa

M NMPUBbIAIN.
PesynbraTt: nmoArotoBfieHa 3-X JIeTHAa cTpaTterusd, coaep)kawaa 3 cueHapua
pa3BUTUA ("ycnoBHO 6e3blHBECTULMOHHbIN', "MHBECTUNLUMOHHDbIN",

"KOMOUHMPOBAaHHbIN").
CTtpaTterus 6bln1a npusHaHa CO6CTBEHHUKOM "XUTOBOW” U NPUHATA K peasim3aumi.



[IpOEeKTbl HALLMX SKCNepTOB

NMPOEKT: pepakTopuHr 6usHec-Mogenm
aencTeylowen Saas-naaTtdopMbl

Cneunduka npoekKTa: y3KOoCneuanm3mpoBaHHbIV NPOAYKT ans
npodeccrMoHanbHOro coobLecTaa.

3agadya OT COBGCTBEHHMKA: OUEHUTb PeasibHYO U MEPCNEKTUBHYIO ayAUTOPUIO
NPOAYKTA, MOBbICUTb MOHETU3ALMIO.

PesynbraT: npouv3BeAeHa MpaKTUYecKaa OueHKa KOoanMdecTBa  peasibHbIX
nosib3oBaTesnien, paspaboTaHbl U BHeApPeHbl 3 cybnpoayKTa (PyHKUMOHANbHbIX
3/1eEMEHTA), CO34aH <«KOHBeMep» MO BHeAPEeHUO (OYHKUMOHAIbHbBIX 3/IEMEHTOB,
MOAEPHM3NPOBaAH UHTepdenc nnatdopMbl, NpousBeaeHa  KapAuHasibHada
nepecTporika Moae M MOHeTM3auuMmn, paspadoTaHa 1 BHegpeHa apdekTnBHasA

cAenbHO-NpeMMasibHaa cMCTeMa MOTMBAaLMKM Pa3paboTUMKOB, BHEAPEHA NPOrpaMMa NpoABMXKEHNS MPOAYKTA, MOArOTOBEH 2-X
NeTHMM nfaH pasBuUTUd. Peanmn3oBaHHblE MEPONpUATUA B KPATKOCPOUHOWM MepcneKkTmBe no3sosviam Ha 30% yBeIndumTb
KOJIMYECTBO MOHETUM3MPYEMbIX MOJSib3oBaTeNien, BABOE YBEIMUYNTb CPedHEMECAYHYIO BbIPpyYKy MaaTdoOpMbl, BABOE MOBLICUTb
noKasaTtesin BOBJIEYEHHOCTM ayanToOpUM NpoayKTa.



5G [1POEKTbI HALLIMX SKCNEPTOB

KOHCANTUH

MPOEKT: KOMMJIEKCHbIN peaeBesionMeHT
OENCTBYIOLLIErO JIOrMCTUYECKOro LieHTpa

Cneumdumka npoekTa: KpynHbin 3PL-mpoBamaep, obnajalowmmn CO6CTBEHHOM
MaTepuasibHO-TEXHNYECKOM 6a3on, 6onee 20-TM feT Ha pblHKe. [pOeKToM
npeanosiaraeTca nosTanHbi AEMOHTaXK UMEWUXCA YCTapeBLMX 303aHUA U
COOpVY»XXeHWN, C BO3BEAEHMNEM Ha X MeCTe KayeCTBEHHbIX CKJIaACKMX NMOoMeLLeHn
KJlacca «A».

3ajava OT COOGCTBEHHMKA: MOBbICUTb PEeHTABeNIbHOCTb U KanuTam3auumio
obbeKTa.

PesynbTaT: paspaboTaH KpaTKO- % CcpeaHeCcpOoYHbI MpoeKT peadeBesionMeHTa (T30 MPOEKTa,
APXUTEKTYPHASA/TEXHONOr MYeCKas/KoMMepUyecKasa KOHLUErNumMn, «nocagKka» 34aH1M Ha y4yacToK, T3 ana NeHnpoeKTupoBLumKa, T3
ana FeHnoapaauvKa, Npe3eHTauMoHHble MaTepuasibl AN MHBECTOPOB). MNpoBeaeH TeHAep Mo Bbl6opy [eHNpoeKTUpoBLUMKA /
feHnogpaauYrka npoekTa (popmupoBaHMe MyJla  Y4YaCTHUKOB, KOMIJIEKCHAs oOueHKa 6J51arOHagexXHOoCTW, npoBeaeHue
NeperoBOpOB, WHTErpaJibHasa oueHKa npeasioXKeHu, BblIbOp OCHOBHOIMO W pPe3epBHOro noapaaqYvkoB). PaspaboTaH
peasiM30BaH MjaH «Markom» BHYTPUOOBbEKTOBOM pesioKaumm apeHaaTopoB 1 TMLU, noknarkegaresnen 13 AeMOHTUPYEMbIX 343HUN.
NpoeKT peannsyeTcs.



[IpOEeKTbl HALLMX SKCNepTOB

[MPOEKT: noKaJibHbI1 MapKeTrJienc noaep>KaHHbiX BeLlen
(start-up)

Cneundumka npoekTa: cosgaHue crneundrnyeckon Jo6aBIEHHOW CTOUMOCTW.

3apjada OT COOCTBEHHUKA: MUHVMU3MPOBATb JIOTUCTUYECKUE U3OEPXKKK, CBA3aHHble C
peanunsauven naewu.

PesynbraT: 6bI/10 NpoBeAeHO ABe CTpaTernmyeckme ceccum ¢ pasbopom 6a30BOro njaaHa
pasBuTMa M (PUHAHCOBLIX MOKasaTeney npoeKkTa. bbiia npowvsBedeHa rnob6anbHas
TEXHOJIOrMYecKas PpecTpyKTypu3auma KOHUenuuu, peannsauma KOTOPOW MO3BOJIFET:
COXpPaHUTb W  YCUINTb UAEK TMPOAYKTa, MPAaKTUYECKM MOJSIHOCTbIO  UCKJIOUUTD
BO3HVKHOBEHME HEMOKPbIBAEMbIX JIOMUCTUUECKUX M3AEPXKEK, CYLIEeCTBEHHO O6erynTb
CTPYKTYPY 6u3Heca (MUMHMMM3MPOBATb MOCTOAHHbIE  3aTpaTthl) U  oOb6ecneuynTb
BO3MOXHOCTb OTHOCUTESIbHO HU3KOCTOMMOCTHOW ME€O3KCMaHCUM C «MEePBOro AHS».
Pe3synbTaT nepeaaH 3aKasuunKy.
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[MPOEKT: KOMMNNEeKCHbIn ayanTt co3gaBaemMoro «UBER»-
NpoAyKTa

Cneumnduka npoekTa: numMmnaemeHTauma Uber-koHuenumm B HETUMUUHYIO YCAYTY.

3apgada oT co6CTBEHHMKA: MPOM3BECTM KOMIMJIEKCHYIO OLEHKY MEPCMEKTUB CO34aBaAEMOro
npoAyKTa.

PesynbTaTt: OCyWeCTB/eH pastop Modenm M 6a30BbiX MpearnocbiyioK, chopMmMpoBaH 3-X
NeTHUM NJiaH PasBUTUA MPOAYKTA MpY YCIIOBUM COXPaHEHWa Noaxoaa (opraHmM3aumMoHHasa
M KOMMepYecKasa cocTaBfisowme). PaspaboTtaHa anbTepHaTMBHAA KOHUEMUMA NMPOAYKTa
(MHPPACTPYKTYPA, MHCTPYMEHTAPUN, MOAE b MOHETU3aLUMN).

PesynbTaT nepefaH 3aKasuuKy.
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MNPOEKT: anBepcudumkauma 6musHec-moaenm
npeacTaBUTENIbCTBA MNNO6asIbHOM KOMMaHUA

Cneunduka npoeKTa: poCCcUCKoe NnpeacTaBUTESNIbCTBO 3apyo6erKHOM
NOrNCTUYECKOWM KOMMaHUK, AENCTBYIOWEN Ha rnob6asibHOM pbiHKe 6onee 100 feT.

3agada oT COB6CTBEHHMKA: CO34aTb «C HyJ19» HOBOE HarnpasfieHMe AeATe/IbHOCTU
npeacTaBNTeNIbCTBA.

PesynbraT: NoAroToB/EH M 3alMleH nepen akuMoHepaMm TeXHOJIOrMYeCcKuin m
KOMMEPUYECKM KOHLENT MNpPOAYKTa, MOArOTOBMEH 3-X JIETHUM OGU3HeC-MNIaH,
CO34aH OTAeSNIbHbIN BGU3HEC-IOHUT, pa3paboTaHa OpraHM3auMOHHAaA CTPYKTypa
KOMMaHMK, MOArOTOBJSIEeHbl BHYTPEHHME HOPMATMBHbIE AOKYMEHTbI, MOAOOPaH U
3aKOHTPAKTOBaH O6BbEKT (CKNaACKOM KOMIMJIEKC Klacca «A»; MOSiHaa MpopaboTKa

AOrOBOPHOM KOHCTPYKLUMM AONITOCPOYHOM apeHbl), COOPMMPOBAH MEPBOHAYASIbHbIV MYJ1 KIIMEHTOB (MpUGAn3unTenbHO Ha 70%
CKNaACKowm nowaaun), NpopaboTaHbl AOrOBOPHbIE KOHCTPYKUMK C KSiMeHTaMu (BoroBopbl cyb6apeHabl U/uam oKasaHusa yciyr),
npoBeAeHbl TEHAEPbI M COrJlacoBaHbl 4OrOBOPbI C MOCTaBLUMKaMM O60pYyAOBaHUA, TeEXHVKKY, MO (WMS), ayTCOPCUHIOBbIX YCIIVT,
3anyLleH Nnoadbop WTAaTHOroO nepcoHasna (ynpasseHYecKme No3mumy cpeaHero 3seHa).

Pe3ynbTaT nepegaH 3aKasuuky.
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. +7 (495) 134-39-24

. Www.sg-consult.ru

. enter@sg-consult.ru
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