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Pedepat. B cratbe mpezcraBiieHa HOBasi MOJIENIb OPraHM3aLMOHHON CTPYKTYpHI IieHTpa unotedHoro kpeautoBanus [TAO «BTB24» Ha
OCHOBE aHaJM3a OPraHM3aLUMOHHOW CTPYKTYphl LeHTpa umotredHoro kpeautoBanus I[IAO «BTb24», xoTopslii BBISIBHI HEAOCTATKH,
BBITCKAIOIME U3 Pa3/ieliCHHs UIOTEYHOro HanpasieHust Ha GpoHT u BOK-30Hy. Takoe pa3neneHne HEIOTMYHO U HE BCTPAUBACTCsI B OOLIYIO
KOHIIENLHIO pa3BUTHs baHka, cTpemsiiierocst 00eCneduTh eqUHbIE CTAHAaPThl KOMMYHUKALUH U yBETMYUTH IPOHUKHOBEHUE B ICHCTBYIOILYIO
KIMEHTCKYI0 0a3y, HapacTHB KOJMYECTBO OAaHKOBCKHMX IPOAYKTOB Ha OJAHOTO KIMEHTAa. 3aCTaBUTh HIIOTEUYHBIH mopTdens pabdoTaTh
sddextuBHEEe, co3na ycuous BoBiaeueHHOCTH O3uCUC B Kpocc-npoaaxu 6aHKOBCKHX MPORYKTOB, MOxHO o0beaunuB I{UK nox oxHuM
HaYaJIbHUKOM W IIOCTaBHUB 3TOMY €IMHOMY HAa4aJbHUKY IEJIM KaK II0 MpoJakaM, TaK M 110 KaYeCTBEHHOMY COIIPOBOXKJICHHIO JEHCTBYIOIINX
kiaueHToB. B 2017 roay cTpaTernyeckumu 3aaduamMu OaHKA CTAHOBSATCS KAaueCTBEHHBINH pocT moptdens, baHk meperen oT 3KCTEHCHBHOTO
pa3BUTUSA K HHTCHCUBHOMY. DTO BHOBb CO3/1a€T MPEANOCHUIKY [UI HAPAIUBAHUS YCUINI IO IPOHUKHOBEHUIO B ICHCTBYIONILYIO KIIHEHTCKYIO
6a3y. Takxe BO3MOXHO HapaCTUTh KOMUCCHOHHBIN JOXOJI, €CIIM IPOrOBapHUBaTh C KIMEHTAMU CTPYKTYPY CAENKH Ha 3Talle KOHCYJIbTallly,
AKTHBHO IIpeJyIarasi CJIeJIKH He Yepe3 HAIMYHbII-0e3HAINYHBIN pacyeT, a ¢ UCII0JIb30BaHHEM aKKPEANTHBHON (hOPMBI pacyeTa Ml OaHKOBCKHE
siuelikn. HoBas Mozjenb opraHM3allMOHHON CTPYKTYpBI LIEHTPa MIIOTEYHOTO KPEIUTOBAHUS IOJPa3yMEBAET BBICOKYIO BOBJICYEHHOCTH BCEX
COTPYIHHMKOB OT/€a B 3a/a4M KaK NPOJaX TaK MU KaYE€CTBEHHOI'O CONPOBOXKJIEHHUS OTJENAa U UCKIIOYAET MEPeagpecaluio KIMEHTa MEXITy
OTJeIaMy, HeJONOHNMAaHKE U AyOnupoBaHue QyHKIHH.

KiroueBbie cjioBa: MO/JCJIb, OpraHu3allMOHHAs CTPYKTYpa, HIIOTEYHOC KPSAUTOBAHUC, OM3HEC-TUTaH
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Summary. The new model of organizational structure of the center of mortgage lending of PJSC VTB 24 on the basis of the analysis of
organizational structure of the center of mortgage lending of PJSC VTB 24 which has revealed the shortcomings following from division
of the mortgage direction into the front and the BEK-zone is presented in article. Such division is illogical and isn't built in the general
concept of development of the Bank seeking to provide uniform standards of communications and to increase penetration into the operating
client base, having increased quantity of banking products on one client. To force the mortgage portfolio to work more effectively, having
created conditions to involvement O3uCHC into cross-sales of banking products, it is possible having united the CEC under one chief and
having set as this uniform chief the purposes both on sales, and on high-quality escort of the acting clients. In 2017 become strategic tasks
of bank high-quality portfolio growth, the Bank has passed from extensive development to intensive. It creates prerequisites for
strengthening efforts on penetration into the operating client base again. It is also possible to increase commission income if to pronounce
with clients structure of the transaction at a consultation stage, actively offering transactions not through cash - non-cash payment, and
with use of a letter of credit form of calculation or safety-deposit boxes. The new model of organizational structure of the center of
mortgage lending means the high involvement of all staff of department into tasks as sales and high-quality support of department and
excludes readdressing of the client between departments, misunderstanding and duplication of functions.
Keywords: model, organizational structure, mortgage lending, business plan

Beenenne CEKTOpa BBIPOC HOMUHAJIbHBII BaJIOBbII BHYTPEHHUI

JuHamuKa pa3BuTHA OaHKOBCKOTO CEKTOpPa npoyKT — 16-18 % B 1oz, 4T0 rOBOPHT 00 yCTOM M-

P® 3a munysume 10 et (2003-2013 rr.) roBoput BOCTH OaHKOBCKOT'O CEKTOpa, TaK KaK OH He 00s13aH
0 €ro CKOpPOM TEMIIe Pa3BHUTHS, YTO TO3BOIIUIIO OTpBIBaTbCA  OT IMHAMMKHM  POCTa  SKOHOMHKH.
CYILECTBEHHO YBETMIHTb IPe/UI0KEHNE GAHKOBCKHX A B 0011aCTH KpeIMTOBAaHHMS HaceJeHHs Ha 1-e MecTo
yeyr. B GaHKOBCKOM GH3HECE B MHHYBILIHE TOJIbI MbL HEOOXOZMMO TOCTABHUThH TECHJICHITNH, COTPSDKEHHbBIC
3aMe4yaeM HEMHOI'O Pa3JIMYHbIC TCHACHIIMH B 00JIaCTH C mpeojioieHreM  d(p(heKTa HACBILIEHHS CIpPOCa,

C OJTHOM CTOPOHBI, a C JIPYrod — BEPOATEH POCT

KpPEIUTOBAaHMs HE(PMHAHCOBOI'O CEKTOpA M KpeIau-
B 00JyacT MIOTEYHOTO KpeauToBanus [1,2].

TOBaHMSI HaceaeHus. B obOmactu He(bHHaHCOBOFO
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Pa3paboTka HOBOIi MOeIH OPraHU3alMOHHOM kpeautoBanus [IAO «BTb24» mnpenmaraercs
CTPYKTYPbI lIeHTPa UIIOTEYHOT O pedopMupOBaHHE HIOTEYHBIX MOIYJEH Mpomax
kpenutoBanusa [IAO «BTb24» (pucyHok 1).
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Pucynox 1. HoBast Mozienb opraHu3aIiMOHHOM CTPYKTYpPHI IIeHTpa unoteuHoro kpeautoBanust ITAO «BTb24»

Figure 1. New model of organizational structure of the center of mortgage lending of PJSC VTB 24
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Pucynok 2. [IpeumMyriecTBa 1 pucKd HOBOM MOJENU OpraHU3alHMOHHON CTPYKTYphl UEHTPA UIMOTEUHOTO KPEAUTOBAHUS
ITAO «BTB24»

Figure 2. Advantages and risks of new model of organizational structure of the center of mortgage lending of PJSC VTB 24
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Mogens  OpraHu3alMOHHOM  CTPYKTYPHI
LIEHTPa UIOTEYHOIO KPEAUTOBAHUS IOIPa3yMEBaeT
BBICOKYIO BOBJIEYEHHOCTb BCEX COTPYIHUKOB OTZENA
B3aJayl KakK Mpojax, TaK U Ka4eCTBEHHOTO
CONPOBOXKACHUS OTZAENa U UCKIIIOYaeT mepeaapeca-
LU0 KJIMEHTA MEXAy OTIeNlaMH, HEIONOHMMAHHE
u nyonupoanue QyHKIMH. Tarxoke T0KHO BEIPACTH
KauecTBO KJIMEHTCKOTO CEpBHCA, BBITEKAIOIEE
W3 TOHMMaHHS MeEHeIKepaMu HEeoOXOJUMOCTH
JambHEHUIIero KOHTaKTa ¢ KIMEHTaMH, a He TIPOCTO
MpOAaXH NMPOAYKTa Wi yciayrd. Ilomumo 3toro
MOBBIIIACTCS MOOMIBHOCTD B IPUHITUH PEILICHUN
U U3MEHEHUH B CTPYKType BeICHUS Ou3Heca.
OObenuHeHre yCuiTuii U OBBIIIIEHNE B3anMo3aMe-
HSIEMOCTH TO3UTHBHO CKa)KeTCs Ha JaibHeuIIen
pabore ueHrpa. Taxke IOBBICUTCS YPOBEHb
LIEJICHANPABICHHOCTH OTAeNla B IIEJIOM BBUIY
HEHTpaJIM3allMi OTBCTCTBECHHOCTU 3a MIIOTCYHOC
HampaBlieHHe Ha HadalbHHUKE OTHena [3, 4].

Puck morepu uactu mepcoHana, Mo CyTH,
MOKHO paccMOTpeTh KaK BO3MOXKHOCTh cOpoca
Oaiacta WM TIOBOJT M30aBUTHCS OT HEI(PPEKTHBHBIX
corpynHukoB. Taxke TpebOyercs ocoOeHHOE
BHHUMAaHUE Ipu COTJIaCOBAHMKU  KaHAMUOATYPhI
HadalbHUKA HOBOTO OT/AETA.

[IpeumyiiecTBa ¥ pUCKHM HOBOM MOAENIU
OpraHU3allMOHHON CTPYKTYPHI LIEHTPa UIIOTEUYHOTO
KpeIUTOBaHUS MPEACTAaBUM Ha pucyHke 2. HoBbli
¢dbopMar MIIOTEYHOrO0 MOAYIS MOIPa3yMeBaeT
YCTKYIO BEPTUKAJIb BJIACTU U IPAMOC IMMOJYUHCHUC
OJIHOMY HauyaJIbHUKY OoTzAena (pucyHok 3). Kpome
W3MEHEHUI Ha3BaHWsl JIOJDKHOCTH, MOJpa3yMeBaeTcs
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n3MeHeHHe MaciTada padoThl, KOTOPBI KOMITIEHCH-
PYET PUCK TOTEpH YacTH MepcoHasia MpH MePeBOIe
Ha TIO3MITMIO 3amMecTuTels HadainbHuka 1K,
B rpymnme 3akitoyeHrss U COMPOBOXKACHUS CIEIOK
ocTaeTcsi ouH yHHBepcainbHbli TPM — cneuwna-
JIUCT TIO 3aKITFOYEHHIO U COMTPOBOXKICHUIO CICIOK.
Takue crnenuanucThl, 0E3yCIOBHO, YI0OHEE Kak
JUIA KJIMEHTA, TIOCKOJBKY MOXKHO 0OpaTuThCs
K TI000MY COTPYIHHKY, TaK M OaHKy: BO3pacTaeT
B3aMIMO3aMEHSAEMOCTh, CHMKAETCA PHUCK Kajpo-
BOTO TOJIOJA.

TunoBele pabouyrme MecTa COTPYIHHUKOB
(POHT-THHHUH OCTAIOTCS 0€3 N3MCHEHHH.

Hcnonnenne  OusHec-TulaHa sl HeJel
MPEMHUPOBAHUSI HOBOTO OTAENa OyIeT CUMTATHCS
WHTETPAIbHO  TI0 COBOKYIHOCTH  KITFOYEBBIX
MoKazareied, 4To MO3BOJUT HM30€XKaTh TEKyIIeH
CUTYaIIlH, KOTAa COTPYTHUKH OT/IENA 3aKIIOYCHUS
Y COITPOBOXK/ICHUSI UTIOTEYHBIX CHEIOK TOIYYaroT
MPEMHUIO HECMOTPS Ha HEBBITIONTHEHNE KIFOYEBBIX
nokasarenei OaHKa 1o UMOTEYHOMY HaIlPaBIICHUIO
— WCIONHEHWS IUTaHA II0 BBIJaYaM W IUTaHa
0 OCTAaTKaM MOPTQEIS.
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