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reziume

dadgenilia konsaltinguri saqmianobis
efeqtis arsi. esaa am saqmianobis Catareba-
ze dabandebuli saxsrebisgan ukugebis si-
dide, romelic izomeba rogorc Tanxobri-
vad, ise konsaltinguri firmis SemkveT
sawarmoebsa da organizaciebSi dagegmvis,
aRricxvisa da Sida kontrolis sistemebis
srulyofis saxiT.

msoflio, centralur da regionul
doneebze konsaltinguri saqmianobis efeq-
tianobis marTvis mdgomareobis Sefasebis
kvlevebma saSualualeba mogvces gamogvev-
lina konsaltingis Semdgomi ganviTarebis
ZiriTadi faqtorebi da dagvedgina region-
Si konsaltingur momsaxurebaze arsebuli
moTxovnis Taviseburebebi. dadgenilia, rom
saqarTveloSi konsaltinguri kompaniebis
amonagebis zrdis tempebi oTxjer da metad
aRemateba msoflio maCveneblebs. konsulti-
rebaze moTxovnilebis zrdis ZiriTadi mize-
zebia: konkurenciis gaZliereba, tradiciu-
li bazrebis gajereba saqonliT, momxmare-
belTa mzardi saWiroebebi da moTxovnile-
bebi, mewarmeTa gamocdilebisa da codnis
deficiti.

sakvanZo sityvebi: konsaltingi, efeq-
tianobis Sefaseba, marTvis meTodebi, bizne-
sis xedva, klientebi.
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Cven mier ganxilul konsaltinguri
saqmianobis efeqtianobis Sefasebis for-
mulebsa da meTodebs erTi sakmaod arsebi-
Ti nakli aqvT konsaltinguri proeqtis
efeqtianobis Sefasebis SesaZleblobas isini
mxolod proeqtis dasrulebis Semdeg gva-
Zleven, roca danergvis Sedegebi ukve miRe-
bulia. amasTan, xSirad SeuZlebeli xdeba
sawarmos finansuri Sedegis gaumjobesebis
yvela faqtoris gamocalkeveba; mraval faq-
tors Tvisebrivi xasiaTi aqvs, garda amisa,
proeqtze gaweuli danaxarjebi sxvadasx-
vagvarad SeiZleba Sefasdes, finansuri Sede-
gi ki maSinve ar gamoCndes. mniSvnelovania,
aseve, proeqtis danergvis kontroli da dan-
ergvis dros misi koreqtirebis SesaZle-
bloba.

yovelive amis gamo Cven mier SemuSavebu-
li iqna sawarmoo sferoSi konsaltinguri
proeqtis danergvis efeqtianobis Sefasebis
originaluri meTodika. mas safuZvlad dae-
do ekonomikis harvardis skolis mier Se-
muSavebuli dabalansebul maCvenebelTa siste-
ma (dms). Tavdapirvelad igi sawarmos strate-
giul marTvas emsaxureboda [14].

dms-is ZiriTadi idea Cven pirvelad gam-
oviyeneT konsaltinguri saqmianobis efeqti-
anobis Sesafaseblad. es saSualebas mogv-
cems SevafasoT da erTmaneTs davukavSiroT
sawarmos saqmianobis da nebismieri dasan-
ergi proeqtis maCveneblebi ramdenime ganzo-
milebiT:
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Ø klientze orientirebuli: ra gavlen-
as iqoniebs proeqti klient sawarmoebTan
TanamSromlobaze da maTi momsaxurebis xa-
risxze;
Ø Sidasafirmo: rogor moqmedebs proeq-

ti sawarmoSi mimdinare procesebsa da mis
organizaciul struqturaze, ramdenad efeq-
tiani xdeba gadawyvetilebaTa miRebis mx-
ardaWeis sistema;
Ø inovaciuri: gulisxmobs Tu ara pro-

eqti sawarmos xarjebis Semcirebas, produ-
qciis warmoebis moculobis gadidebasa da
ufro efeqtian faswarmoqmnas, SeuZlia Tu
ara produqciis bazarze firmis mdgomare-
obis gaumjobeseba;
Ø finansuri: rogoraa proeqti dakavSi-

rebuli SemkveTi sawarmos kapitalizacias-
Tan, aqcionerebis mier mis SefasebasTan da
investorebis mxridan mimzidvelobasTan.

rTul SemTxvevebSi ganzomilebani met-
ic SeiZleba iyos.

Cven mier SemoTavazebuli meTodika iZle-
va ara marto konsaltinguri proeqtis daner-
gvis finansuri Sedegebis, aramed sxva, xSir-
ad xarisxobrivi Sedegebis Sefasebis SesaZ-
leblobasac.

biznesis xedvis safuZvelze da bazris
realobebis gaTvaliswinebiT konsaltingu-
ri momsaxurebis SemkveTma sawarmom konsal-
tingur firmas unda warudginos teqnikuri
davaleba im miznebis CamoTvliT, romelTa
miRweva aucilebelia misTvis. miznebis miR-
wevis Sedegi gamoixateba Sedegobrivi maCve-
neblebis meSveobiT, romlebic SeiZleba iyos:
sawarmos saqmianobis finansuri maCveneblebi;
bazarze misi mdgomareobis damaxasiaTebeli
maCveneblebi; personalis kvalifikaciis maC-
veneblebi da a.S.

Sedegobriv maCveneblebs SeiZleba daema-
tos damxmare an maformirebeli maCveneble-
bi.

konsaltinguri proeqtebis danergvis
efeqtianobis Sefasebis Cven mier SemoTava-
zebuli meTodika eqvs etaps moicavs:

pirvel etapze afaseben sawarmoSi ar-
sebul maCvenebelTa sistemas. konsultantma
unda gaaanalizos kompaniis ganviTarebis
gza. ra Tqma unda igulisxmeba, rom sawar-
mos marTva sakmarisad maRal donezea da
misi muSakebi iyeneben iseT cnebebs, rogor-
icaa kompaniis strategiuli miznebi, siste-
mis biznesarqiteqtura, proeqtis ekonomikuri
efeqtianoba da a.S. rTuli konsaltinguri

proeqtebis gayidvaTa cikls sakmaod didi
dro miaqvs, ris gamoc konsultanti Tavisi
winadadebebiT swrafad unda CaerTos Semkve-
Ti sawarmos strategiul gegmaSi, daicvas
momavali proeqtis biujeti da Camoayali-
bos Tavis momxreTa Sekruli gundi. am pe-
riodSi konsultants kontaqtebi aqvs sawar-
mos sxvadasxva samsaxurTan, lavireba uxde-
ba sistemis biznesarqiteqturis doneebsa
da marTvis strategiuli donis cnebebs
Soris. swored aseTi, intuiciurad dabal-
ansebuli midgoma sawarmos sxvadasxva sam-
saxurebis warmomadgenlebTan koreqtuli
TanamSromlobis saSualebas aZlevs kon-
sultants. mTlianobaSi sawarmoSi moqmed
maCvenebelTa sistema Semdeg blokebs Sei-
Zleba moicavdes:
ü klientebis kmayofileba;
ü TanamSromelTa kmayofileba;
ü finansuri efeqtianoba;
ü sawarmoo efeqtianoba;
ü produqciis xarisxi;
ü momwodebelTa efeqtianoba;
ü usafrTxoeba da socialuri pasux-

ismgebloba;
ü garemos dacva.
SesaZloa arsebobdes sxva maCveneblebic.
meore etapze SeimuSaveben maCvenebel-

Ta sistemas konkretuli konsaltinguri
proeqtisTvis konsultirebis miznebidan
gamomdinare. miznebisa da maCveneblebis
urTierTkavSiris magaliTebi 3.1 cxrilSia
moyvanili.

maCvenebelTa sistemis SerCevis dros
aucilebelia Semdegi principebis gaTval-
iswineba:

1. unda xdebodes ramdenime wamyvani ma-
Cveneblis gazomvaze koncentrireba. maTi
mTliani raodenoba ar unda aWarbebdes 15-s,
finansuri Sefasebebi ki maCvenebelTa mTli-
ani raodenobis 20%-ze meti ar unda iyos.

2. Sefasebis kriteriumebi kavSirSi unda
iyos konsaltinguri proeqtis ZiriTad mi-
zanTan.

3. Sefasebis kriteriumebi unda eyrd-
nobodes warsulis, awmyosa da momavlis
movlenebs, raTa warmodgenili iyos sura-
Ti samive ganzomilebaSi.

4. Sefasebis kriteriumebis Secvla an
koreqtireba unda xdebodes garemoSi momx-
dari cvlilebebis Sesabamisad.

5. Sefasebis kriteriumebisTvis unda
vadgendeT miznobriv mniSvnelobebs, romlebic
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Catarebul kvlevebs eyrdnoba da ara SemTx-
veviT SerCeul cifrebs.

garda amisa, Cven vTavazobT erTidan sa-
mamde sakontrolo Wris Catarebas konsaltin-
guri proeqtis danergvis etapze, rac mogvcems
im dasaxuli miznebisgan gadaxrebis drou-
lad SemCnevis SesaZleblobas, romlebsac
sxvadasxva gare Tu Sida faqtorebi SeiZle-
ba iwvevdes (magaliTad, marTvis xarvezebi).

mesame etapia maCvenebelTa gaangariSeba
konsaltinguri proeqtis danergvamde. mas
Semdeg, rac dadgenilia ZiriTad maCvenebel-
Ta CamonaTvali, unda ganisazRvros maTi mniS-
vnelobebi proeqtis realizebis dawyebamde
da is ZiriTadi miznobrivi maCveneblebi, romel-
Ta miRebac surs SemkveT sawarmos proeqtis
realizebis Semdeg. Tumca, SerCeuli maCvene-
blebis gaangariSebamde aucilebelia maTi
sistematizireba e.w. sainformacio leqsikon-
Si. rogorc cnobilia, termini „leqsikoni”
aRniSnavs „wigns, romelic sagnis mniSvnelo-
baTa CamonaTvals Seicavs”. swored amis Seqm-
nas vgulisxmobT Cven samuSaos mocemul eta-
pze, e.i. im dokumentisa, romelic yvela momx-
marebels awvdis dawvrilebiT informacias
maCveneblebis Sesaxeb, maT Soris am maCve-
neblebis maxasiaTebelTa srul CamonaTvals.

leqsikonSi mocemuli unda iyos mTeli auci-
lebeli sacnobaro informacia, raTa konsal-
tingurma firmam swrafad SeZlos Tavisi arCe-
vanis dasabuTeba da pasuxi gasces SemkveTi
sawarmos xelmZRvanelobis kiTxvebs. gaan-
gariSebaTa Sedegebi mosaxerxebelia movaq-
cioT specialur cxrilebSi imis gaTvalis-
winebiT, rom advilia maTi realizeba Mi-
crosoft Excel garemoSi.

meoTxe etapi moicavs konsaltinguri pro-
eqtis danergvas. umciresi danaxarjebiTa da
maqsimalurad mokle vadebSi misi realizeb-
is mizniT SemkveTi sawarmos xelmZRvanelobam
uamravi calkeuli RonisZiebisa da TanamSro-
melTa qmedebis koordinireba unda moaxdin-
os. amitom aucilebelia konsaltinguri proeq-
tis realizaciis mimdinare da regularuli
kontroli.

proeqtis danergvis mexuTe etapia maCve-
nebelTa sistemis gazomva danergvis etapze.
sakontrolo Wrebis danergva ara marto
efeqtiani analizis Catarebis SesaZleblob-
as mogvcems danergvis etapze, aramed di-
namikur xasiaTs SesZens danergvis models.
am etapze SemoTavazebul cxrilur form-
as saWiroa davamatoT maCvenebelTa Sefaseb-
is svetebi drois sakontrolo momentebisaT-

cxr. 1.
kavSiri konsaltinguri proeqtis danergvis mizansa da

misi danergvis efeqtianobis maCveneblebs Soris

                       mizani maCveneblebi 

produqciis gasaRebis gadideba 30%-

iT gasaRebis axali bazrebis xarjze 

(biznes-gegma) 

klientebis kmayofileba 

saqonlisa da momsaxurebis xarisxi 

momwodebelTa efeqtianoba 

finansuri efeqtianoba 

sawarmoo efeqtianoba 

angariSgebis moculobaTa Semcireba 

da Sromis nayofierebis amaRleba 

(sainformacio teqnologiebis 

proeqtis danergva) 

TanamSromelTa kmayofileba 

sawarmoo efeqtianoba 

saqonlisa da momsaxurebis xarisxi 

sainiciativo auditis Catareba finansuri efeqtianoba 

TanamSromelTa kmayofileba 

klientebis kmayofileba 

sawarmoo efeqtianoba 
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vis. mexuTe etapze proeqtis danergva gamWvi-
rvalobis moTxovnil dones aRwevs da ukve
winaswar SegviZlia SevafasoT dasanergi
proeqtis efeqtianoba, ufro metic, proeqt-
is danergvis dasrulebamde misi ganviTare-
bis savaraudo scenarebi.

proeqtis Sefasebis bolo etapi gulisx-
mobs SerCeul maCvenebelTa gaangariSebas
danergvis dasrulebis Semdeg. es bolo eta-
pia da amitom mizanSewonilia ara marto
maCvenebelTa raodenobrivi mniSvnelobis
gaangariSeba, aramed dasaxuli miznebis miR-
wevis donis Sefaseba. amitom cxrilur fo-
rmas maCvenebelTa mniSvelobebis svetis
garda umateben miRweuli Sedegebis Sefase-
bis svets proeqtis dasrulebis vadisaTvis.

miznobrivi Sedegebis miRwevis koeficien-
tebis analizi SesaZleblobas gvaZlevs gam-
ovavlinoT „viwro” adgilebi da SevirCioT
Semdgomi saqmianobis ZiriTad ZalisxmevaTa
mimarTuleba. magram maCvenebelTa sistemis
gamoyeneba ar gvaZlevs dasaxuli miznebis
miRwevis Sesaxeb erTmniSvnelovani daskv-
nis gamotanis saSualebas. am SemTxvevaSi
mimarTaven iseT maTematikur xerxs, rogor-
icaa maCvenebelTa sistemis gaerTianeba er-
Tian integralur sistemad.

integraluri maCveneblis ageba an aditi-
uri formiT xdeba, an multiplikaciuriT.
Cven vamjobinebT aditiuri formis gamoy-
enebas.

meore mxriv, mxareTa SeTanxmebiT xdeba
yvela maCveneblis ranJireba SemkveTi sawar-
mosTvis maTi mniSvnelobis mixedviT, Tanac,
yvela wonadi koeficientis normireba, e.i.
aucilebelia, rom isini akmayofilebdnen
Semdeg pirobeebs

Tu integraluri maCvenebeli 1-is to-
lia an aRemateba mas, maSin konsaltinguri
proeqtis mizani mTlianadaa miRweuli.

proeqtis danergvis dasrulebis Semdeg
konsaltingurma firmam aucileblad unda
Caataros kvleva klientis dakmayofilebis
analizis mizniT. kvleva nebismieri Sei-
Zleba iyos, magram unda moicavdes daax-
loebiT amgvar kiTxvebs:
v rogor SeafaseT Cveni momsaxureba

mTlianobaSi?
v ramdenad pasuxismgeblobiT vudge-

biT Cven Tqveni problemebis mogvarebas?
v ramdenad advilia CvenTan muSaoba?
v romeli momsaxureba SegviZlia gagi-

wioT damatebiT?

v konkretulad risi gakeTeba Segvi-
Zlia, rom avamaRloT Tqveni kmayofilebis
done?

 am meTodikis gamoyeneba saSualebas
mogvcems:
Ø mivaRwioT konsultirebis or mTavar

princips urTierTndobisa da TanamSromlo-
bis principebs,
Ø ufro aqtiuri roli iTamaSos ara

marto konsultantma, aramed sawarmoTa xe-
lmZRvanelebmac, agreTve, konsultirebis
procesSi CarTuli iyos sawarmos persona-
li.
Ø avamaRloT klientisa da konsultan-

tis TanamSromlobis done ise, rom mkafiod
iyos gamijnuli maTi funqciebi.
Ø droulad mivawodoT saWiro infor-

macia xelmZRvanelebs da am gziT uzrunve-
lvyoT mmarTvelur gadawyvetilebaTa sis-
wrafe da maRali xarisxi.

es meTodika saSualebas gvaZlevs konsa-
ltinguri proeqti ganvixiloT rogorc sawar-
mos erTerTi mTavari strategiuli upirate-
soba warmoebisa da biznesis efeqtianobis
TvalsazrisiT da mmarTvelobiTi ierarqiis
yvela doneze SevafasoT Sedegobrivi ekono-
mikuri maCveneblebi. garda amisa, am meTodi-
kis meSveobiT SegviZlia Tavi avaridoT mana-
mde arsebuli meTodebisTvis damaxasiaTebel
xarvezebs, kerZod:
Ø proeqtis danergvis Sedegebi Sevafa-

soT Sualedur stadiebze da ara marto
misi dasrulebis Semdeg, saWiroebis SemTx-
vevaSi ki SevitanoT koreqtivebi;
Ø Tavi avaridoT mxolod da mxolod

finansur Sefasebas da ar gaviTvaliswi-
noT xarisxobrivi maCveneblebi;
Ø uzrunvelvyoT proeqtis danergvis

mimdinare kontroli da movaxdinoT ko-
reqtireba danergvisas.

 es meTodika warmatebiT gamoscades
auditorul firma bakaSvili da kompaniaSi
da konsaltingur firma „popiaSvili kosta-
lginis jgufi”Si. auditoruli firma „popi-
aSvili kostalgin jgufi” Semdeg profesi-
ul momsaxurebas eweva: buRaltruli angariS-
gebis auditi, konsultaciebi buRaltruli
aRricxvis warmarTvaSi, sagadasaxado konsu-
ltireba, iuridiuli Tanxleba, finansuri kon-
sultireba, konsultaciebi marTvaSi da a.S.

firma „popiaSvili kostalgin jguf”is
momsaxurebis mimarTulebebia:

sawarmos marTvis vertikalurintegrire-

menejmenti da marketingi
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buli sqemis danergva mmarTvelobiT holdin-
gur kompaniaSi misi Sesvlisas;

warmoebaSi sawarmoo procesis uzrun-
velmyofi logistikuri sistemis danergvis
momzadeba, logistikis samsaxuris Seqmna;

produqciis xarisxis marTvis sistemis
damuSaveba, romelic myaradaa mibmuli Sro-
mis anazRaurebasTan;

mmarTveli kadrebis SerCeva.
„barambos sakonditro fabrikaSi” Catar-

da buRaltruli aRricxvisa da angariSge-
bis mdgomareobis auditi aRricxvis Semde-
gi ganyofilebebis mixedviT:

• arasabrunavi aqtivebi
• angariSsworebani momwodeblebTan
• kreditebi da sesxebi
• finansuri dabandebebi
• angariSsworebani sxva debitorebT-

an da kreditorebTan
• arasarealizacio Semosavlebi da

xarjebi
• finansuri Sedegebis formireba da

mogebis gamoyeneba
• fondebi da rezervebi
• warmoebasTan da realizaciasTan dakav-

Sirebuli danaxarjebi.
 xelSekrulebis Sesabamisad auditoru-

li firma valdebuli iyo gaewia, aseve, sa-
konsultacio momsaxureba buRaltruli
aRricxvisa da dabegvris sakiTxebSi.

viTareba proeqtis danergvamde. „baram-
bos” sakonditro nawarmis mwarmoebeli
samrewvelo sawarmoa. misi saqmianobis sax-
eebia:

1. sakonditro nawarmis da naxevarfab-
rikatebis warmoeba da realizacia.

2. savaWrosaSuamavlo saqmianoba.
3. araspecializebuli satvirTo saav-

tomobilo transportis saqmianoba.
konsultantebis winaSe idga buRaltru-

li aRricxvisa da angariSgebis mdgomareo-
bis auditis Catarebis amocana mTliani dan-
axarjebis Semcirebis mizniT. kvlevis pro-
cesSi konsultantebma gamoitanes daskvnebi
saqmis viTarebis Sesaxeb da warmoadgines
aRricxvis calkeuli ganyofilebebis reor-
ganizaciis rekomendaciebi SemkveTis saqmi-
anobaSi aramwarmoebluri danaxarjebis aR-
mofxvris mizniT.

viTareba proeqtis danergvis Semdeg. Ca-
tarebuli RonisZiebebis safuZvelze konsult-
antebma fabrikas SesTavazes cvlilebebis
Setana aRricxvasa da angariSgebaSi. maT war-

moadgines oTxi angariSi: sami kvartalebis
mixedviT da meoTxe wliuri Sedegebis mixed-
viT. Catarebuli RonisZiebebis Sedegad ama-
Rlda operatiuli buRaltruli aRricxvis
xarisxi, fuladi saxsrebisa da sasaqonlomate-
rialur faseulobaTa moZraobis Sida kontr-
olis done.

proeqtis realizaciis mTliani Sefase-
ba 1-ze naklebi aRmoCnda buRalteriis muSak-
Ta kvalifikaciis doniT xelmZRvanelobis
ukmayofilebis gamo. amitom gaformda buRal-
truli aRricxvis sakiTxebze seminaris Cata-
rebis kontraqti.

s|s „daviT sarajiSvili daeniseli”-Si
Catarda produqciis gayidvis analizi da
alkoholuri produqciis gasaRebis bazris
monitoringi gayidvaTa moculobis gazr-
dis mizniT.

viTareba proeqtis danergvamde. kompa-
nia alkoholuri produqciis mwarmoebeli
samrewvelo sawarmoa. konsultantebis winaSe
idga s/s daviT sarajiSvili da eniseli
alkoholuri produqciis bazris marketingu-
li kvlevis Catarebis amocana moTxovnis
stimulirebis zomebis SemuSavebis mizniT:
ü alkoholuri produqciis mwarmoebel-

Ta sareklamo masalebiT savaWro wertilebis
gaformebis analizi.
ü POSs masalebiT alkoholuri produ-

qciis gayidvis adgilebis gaformebis ana-
lizi.
ü konkurentTa marketinguli komuni-

kaciebis kompleqsis gansazRvra.
ü alkoholuri produqciiT savaWro

sawarmoebis gajerebis analizi.
ü sacalo fasebis dinamikis analizi.
ü s/s produqciis gayidvaTa moculo-

bis statistikuri analizi.
 marketinguli kvleva qalaq TbilisSi

230 savaWro obieqtze Catarda savele kv-
levis meTodiT.

viTareba proeqtis danergvis Semdeg.
Catarebuli marketinguli kvlevis procesSi
konsultantebma SeZles:
v gaeanalizebinaT qalaq TbilisSi

alkoholuri produqciis gayidvaTa stru-
qtura da dinamika.
v SeeswavlaT sareklamo masalebis

arseboba da ganTavseba qalaq Tbilisis
sacalo vaWrobis obieqtebze.
v CaetarebinaT qarxnis gayidvaTa moc-

ulobis statistikuri analizi.
v gaekeTebinaT alkoholur produq-
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ciaze moTxovnis prognozi da ganesazRvraT
misi damokidebuleba garemo faqtorebis
cvlilebaze.
v gaeanalizebinaT TbilisSi alkohol-

ur produqciaze moTxovnis elastikuroba.
 konsultantebma gamoikvlies alko-

holuri produqciis bazarze arsebuli
konkurentebic Semdegi mimarTulebebiT:
ü konkurentebis zogadi maxasiaTeblebi,

maT Soris arsebuli konkurenciis done da
am bazarze axal monawileTa wvdomis bari-
erebi da pirobebi.
ü fasebis Sedareba produqciis mwar-

menejmenti da marketingi

moeblebis mixedviT.
ü konkurentebis mier produqciis gasa-

Rebisa da gasaRebisTvis xelSewyobis gamoy-
enebuli sistemis Sefaseba.

sabolood konsultantebma Camoayalibes
dawvrilebiTi angariSi Tbilisis alkohol-
uri produqciis bazris mdgomareobis Sesax-
eb, romelmac gayidvaTa moculobis 9,15 %iT
gadidebis SesaZlebloba misca sawarmos.
marketinguli kvlevis procesSi gamovle-
nilma moTxovnilebebma sawarmos saSuale-
ba misces bazris wili 17,4-dan 21,8%-mde
aemaRlebina.


