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[ToBbIWweHne adhdeKTUBHOCTM paboTbl. OnbIT
BHEOPEHNA MHCTPYMEHTOB TexHMN4ecKoro npenena
npu pemoHTe ckBaxxmH B MOL GROUP Russia

MOL GROUP Russia: Implementing the ‘Technical
Limit” System to Improve Efficiency in Workover
Operations

POCCMMCKme HehTerasoBble KOMMaHM yxe okos10 10

NEeT BHEOPSAOT METOO0I0MMI0 TeXHNYECKOro npedena
0719 NOBbILIEHNS 3 MDEKTUBHOCTU onepaLmii pasnnyHbIX
3TarnoB CTPOUTENbCTBA M PEMOHTA CKBaXKMH, HauMHas OT
BypeHns, 3aKaHuYMBas BbIBOLOM CKBaXKMHBI HA PEXKUM.

«[[a3npomM HedTb» paHee yxke nrcasna O CBOEM OnbITe
B peanvsauuny JAaHHOro HanpaBneHns NoBbILEeHNS
aphekTmBHOCTY [1].

B oaHHom nybnmkaumm Mbl XoTenm Bbl pacckasaTb O Kence
YCMELLHOro NMPUMEHEHMST METOAOOMM TEXHNYECKOrO
npenena Npy NPoBeAeHUM TEKYLLIErO U KanuTaslbHOro
PEMOHTA CKBaKMH NOAPa3aeeHNeEM BEHrepCKOoW HedbTe-
XumMmdeckon komnaHnm MOL Group B CBOEM POCCUINCKOM
nogpazneneHnn OO0 «barTekc», BeayLlem Aodbidy
HedbTV Ha BanTyraHCKOM MECTOPOXAEHWN HA MPaHULIE
OpeHbyprckomn 1 Camapckon 06acTen.
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Russian oil and gas companies have been
implementing the Technical Limit methodology
for about 10 years to improve the efficiency of various
operational stages of well construction and workover,
from drilling to production.

Gazprom Neft has already written about their
experiences of implementing this solution to improve
their efficiency within this publication [1].

In this article, we will discuss the successful implementation
of the Technical Limit methodology during the current well
workover program by BaiTex LLC, the Russian division of
MOL Group, which operates the Baytukansky field on the
border of the Orenburg and Samara regions.

The case study is of interest since a wide range of
Technical Limit tools were implemented. Including the

www.rogtecmagazine.com
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OTOT KeNC NHTEPECEH CMEKTPOM BHEOPEHHbLIX
VHCTPYMEHTOB Tex. npeaena, cpokamu Ux BHeOpeHns,

a TaKXKe TEM, YTO 3HaYMTeSIbHasa YacTb MPOEKTa Mo
BHeApeHMo Tex. Npefena npuyLiack Ha NepUoL
OENCTBUS OrpaHNYEHI, BbI3BaHHbIX PaCnpOCTPaHEHNEM
COVID-19.

MNocTtaBneHHasa 3agava

PaboTad Ha 3penomM banTyraHckoM MECTOPOXXOEHWN
(ocBOEHME KOTOPOro Havanocs eule B 1930-e roapl), Ans
000 «bainTekc» BaXkHO onNepaTrBHO U C MUHUMAaIbHBIMUA
3aTpartamim OCYLLECTBIATb TEKYLLMIA N KanTa lbHbIA
pemMoHT ckBaxkuH (TKPC) cBoero goctatoyHo 60/1bLIOro
CKBaXXMHHOIO hoHAa, HacuuTbIBatoLLero 6onee 500
CKBaXXWH.

B 2019 rony KoathduumeHT NponsBoamnTEIbHOIO
Bpemenun (KINB) paboTsl 6purag TKPC nogpsiaHON
opraHm3auum No PEMOHTY CKBaXKMH UMES 3HaYeHne
0.75, T.e. TOJIbKO TPW YETBEPTY BPEMEHW,

KOTOPOE Bpuragpl TPATUM HA PEMOHT CKBaXKWH,
3akasuvk onna4mea, OCTasbHOe BPEMS K orniaTte
He NPUHMMAaOCh 13-3a PasfinyHbIX MPOCTOEB U
MPEBbILLEHNA HOPM BPEMEHW MO OMnepaLmsIM.

Komnanusa «banTekc» Bugena 60bLoN noTeHuman
B NOBbILLEHNN 3hdexkTnBHOCTU paboTsl TKPC Tak,
Kak cpenHee 3HadeHue KIB no pernoHy oueHvBana
B 0.85. [1ng pelleHns aTon 3agaqu Obl10 NPUHATO
peLleHne BHeapuThb B paboTy no TKPC MHCTPYMEHTHI
TexHn4eckoro npegena.

EBreHun JlanwuH, ncnonHuTensHbin gupektop MOL
Group no Poccumn n KasaxcrtaHy

Y cebsi B KomniaHwm 3a NocaeaHne rofsl Mol JOCTUMIN
O0/IbLLVIX YCIEXOB B MOBILLEHWN 3(DHEKTUBHOCTH
bypeHusi. KomaHaa Halumx 6ypoBUKOB, MCO/Ib3Ys] CBOU
HaBbIKW Y METOAOI0MNI TEXHUYECKOrO npenesa, 3a 4
roga cokpartuia Cpoku 6ypeHust Ha 46 %.

M1 Bugenn obnactv Ans yaydiueHus: B pabote TKPC,
W MOHMMaIIY, YTO 3TO HanpaBieHne OyaeT CAEAY LM,
B koHue 2019 roga mbi gasv CcTapT MpPOEKTY Mo
MOBbILLEHWIO 3hhexkTBHOCTM paboTsl TKPC.

CraBsi 3aa4y 06ecrneynTb Yy4LieHne B 3TOM
HarpasaeHu, 47151 MeHs1 Obl/10 BaXHO, YTOObI Oblv
Ccob/1I0AEHb! CIBAYIOLUMNE YCIIOBUS:

e Bbls1 MCMOIb30BaH CUCTEeMHbIV Moaxos, T.e. Obis
rpoBeneH KOMI/IEKC B3aNMOCBSI3aHHbIX
MEPOMPUSITUN, OXBATbIBAIOLLN MHCTRYMEHTaMu Tex.
rpenesia BCex y4acTHUKOB MpoLiecca PeEMOHTAa
CKBaXKVIH VI BOBJIEKAIOLLMA B paboTy Kak
YAPAaBIEHYECKUN, TaK W MNPOn3BOACTBEHHbIV
repcoHarl.
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fact that the system was introduced and implemented
during the COVID-19 pandemic restriction period.

The Task at Hand

Baitugan is a mature field (the development of which
began in the 1930’s). BaiTex LLC needed to carry out
routine maintenance and workover promptly and cost-
effectively in its large, 500+ well, field.

In 2019, the Performance Time Ratio for the contracted
well workover services was 0.75, i.e. only three-quarters
of the time that the team spent on well repair the
customer actually paid for. The rest of the time was not
paid for due to various downtime incidents and tasks
exceeding the standard time permitted for operations.

BaiTex saw the potential in improving the efficiency of the
workover operations as the average KPI for the region
was estimated at 0.85. To solve this problem, it was
decided to introduce the Technical Limit program into
workover operations.

Evgeny Lapshin, Executive Director of MOL Group for
Russia and Kazakhstan

In recent years, our company has made great strides
in improving our drilling efficiency. Our team of drillers,
using their skills and methodology of the Technical Limit
program, have reduced drilling times by 46% in 4 years.

We saw the need for improvement in workover
operations, and we understood that this would be our
next target. By the end of 2019, we launched a project to
improve workover efficiency.

In order to ensure these improvements, it was important
that the following conditions be met:

A systematic approach had to be taken, i.e. a set of
interconnected activities covering Technical Limits was
conducted. All the participants in the workover process
were involved including both the management and
production teams.

e The changes had to be sustainable, so that the tools
and methodologies implemented became entrenched
and an integral part of our production culture.

It had to be mutually beneficial. Having benefited from
the changes for ourselves as a Customer, it is important
for us that both the service contractor and especially the
employees would be interested in achieving the desired
results.

The Focus is on Continuous Improvements
The Technical Limit program is based on the Deming
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o YCTONYMBOCTb CAENAHHbLIX UBMEHEHMM,
YTOObI BHEAPEHHbIE MHCTPYMEHTbI 1 METOLbI
3aKPEUINCh 1 CTa/IN HEOTLEMIEMOW YaCThiO HaLLEN
MPOU3BOLCTBEHHOM Ky IbTYPbl B a/IbHENLLIEM.

e BaanmoBbirogHOCTk. [lonyyas Bbirody OT M3MeHeHWN
/15 cebs Kak 419 3aka34vuka, 4719 Hac BaxHO, YTO0bI
v noapsaYYK, 1 0COOEHHO ero paboTHWKM Oblv Obl
camyl 3aMHTEPECOBaHbI B M0J1ly4aeMOM pe3y/ibTaTe.

B dookyce — HenpepbiBHbIE yy4yLLEHUN
MeTogonorusa TeXHMYeCKoro npegena OCHOBbIBAETCSH
Ha 13BECTHOM elLLe C nepuoda nocne Bropown

MUPOBOW BOMHbI Linkne OdemuHra «[naHnpoBaHmue —
Henctare — Npoeepka - KoppekTnposka», nexallim

B OCHOBE CUCTEMbI HEMPEPbLIBHbLIX YydlleHnn. Bee
AKTUBHOCTU U MHCTRYMEHTbI TaK U MHAYe MOBbLILIAIOT
Ka4eCTBO M/IaHMPOBaHUS, ONPeaenstoT NPaBUIbHbIN

1 6e3onacHbIN NOPsSaoK PaboT, KOHTROMPYOT
KOPPEKTHOCTL MMIaHNPOBAHUA U BbINOJHEHVSA, 1 BHOCHAT
YTOYHEHVS B CNEQYIOLLMIA MPOM3BOACTBEHHBI LK. s
TOro, YTOObI KaXKApI MOCAEAYOLMIA LMK Obla Sy4Lle,
4YeM NpeablayLmi.

Ynpasnsawowmum kKommteT
PykosopctBo MOL Group Russia n

000 «banTekc»

- OnpepeneHne Lenen n 3agav
- YTBepXXAeHne niaHa 1 UToros
- KoHTponb ucnonHeHns Bex

PykoBogutenb npoekta
—> MeHep>kep no 6ypeHnto

- KoopanHaums paboT NpoekTa
- KoHTponb ncnonHeHus 3agay
- MonunTopuHr KIMNa

KomaHpa npoekra
ma PykoBogutenu npounbHbIX Cny>x6
3akasuvka, nogpsgyuka

- NpoBeaeHne OCHOBHbIX PaboT
- PykoBogcTBo pabounmMm rpyrnnamm

Pa6ouue rpynnsi no
> ynyuyLLIEeHUsAM

- Mownck peLueHnn No NOBbLILEHWIO
3 pekTUBHOCTUN
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cycle of, “Plan, Do, Check, Act». The cycle has been
adjusted since WW |l and is the basis of the continuous
improvement system.

Creative Commons Attribution 3.0 Unported.
Diagram by Karn G. Bulsuk

The project approach was used to implement the
initiative to improve the efficiency of workover operations

AOoMuHMUCTpaTUB. noanep>xka
["NaBHbIN NHXXEHEP 1 FNaBHbIA Freonor
«banTekc»

OKcnepTHas nogaepxka
A. Bopucos

CTpykTypa ynpassieHuUsi MPOEeKTOM
noBbiLeHns 3o dPEKTUBHOCTU
TKPC

www.rogtecmagazine.com
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Steering Committee

Management of the MOL Group
Russia and BaiTex LLC

- Determining goals and objectives
- Plan and performance approving
- Monitoring milestone performance

Project Director
—> Drilling Manager

- Project work coordination
- Task fulfillment control
- Monitoring KPI’s

Project Team
— Heads of Customer’s and
Contractor’s profile services

- Performing core jobs
- Managing work teams

Work Improvement Teams

- Searching for solutions to increase
the efficiency

Peannays nHnUmaTBY NO MOBbILLEHWIO
adhdexTmBHoCcTM TKPC, MOL Group n «banTekc»,
1CNOJb30Bany NPOEeKTHbINM Nnoaxoa. beina
onpeneneHa Lefb NpoeKTa, ero 0xXeaT, NPoeKTHas
KOMaHAa, CTPYKTypa yrnpaBiieHs, Pecypchl.
MpoOoMKUTENBHOCTL NPOEeKTa Oblna ycTaHOBeHa
B 10 Mmecsues, ¢ Hos6pa 2019 roga no asryct 2020
roga.

Takast 06CTOATENBHOCTb ABMSIETCS XOPOLLEN
NPaKkTUKOW peanndaumm KOMMIEKCHbIX NHALMATUB
MO NOBbILIEHUIO MPOU3BOANTENBHOCTN. Takxe,

B KQUeCTBE SKCMEPTHOW MOAOEPKKM B 3amnyCKe
WHCTPYMEHTOB TEeXHNYECKOro Npefena, K y4actumio B
npoekTe Obin NpuBedeH ApTeM BoprCoB, MEKOLNIA
MHOFONETHNIN YCMELLHBIA OMNbIT peasinsaunm CXOXnNX
MPOEKTOB.

KomaHpa npoekTa SiBHO 3Hana cBoe feno. 3a
KOPOTKOE BpeMS — fiBe Heaen — Bbliia NpoBeaeHa
OMarHoCTuKa, COCTaB/eH nfaH paboT Mo MPOEKTY,

1 Hayasacb paboTta. B Hel bbinn BbloeneHbl 5
OCHOBHbIX Hanpaeneruii: (1) NHCTPYMEHTbI B oduce,
(2) HCTPYMEHTLI Ha 06bekTax BeAeHUs paboT,

(3) HCTPYMEHTbI MOHUTOPUHIA U KOHTPONS, (4)
CucTema ynpaBneHns n KoMmyHukauui, (5) Passutue
KOMMETEHUNA 1N T1OepcTBa.

www.rogtecmagazine.com

Administrative Support

Chief Engineer and Chief Geologist of
“BaiTex”

Project Expert Support

A.Borisov

The Management Structure for the
Project of Well Workover Efficiency
Enhancement

in MOL Group and BaiTex. The project was set to last 10
months, from November 2019 to August 2020.

This is good example in implementing comprehensive
productivity initiatives. Also, as expert support in the
launch of the Technical Limit tools, Artem Borisov, who
has many years of successful experience in implementing
similar projects, was involved in the project.

The project team knew their roles. Within two weeks,
diagnostics were carried out, a work plan for the
project was drawn up, and work commenced. The
plan highlighted 5 main areas: (1) tools in the office, (2)
tools in the field, (3) monitoring and control tools, (4)
Management and Communications System, (5) The
development of competencies and leadership.

Roman Kozlov, Project Manager, Drilling Manager
MOL GROUP Russia

We didn’t want to reinvent the wheel when
implementing a project to improve the efficiency of
workover operations. Our drilling team had excellent
efficiency enhancement tools: well planning, day
depth schedules, operational flow charts, shift
planning meetings. We wanted to adapt these tools
to workover operations.
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01

NHCTpyMeHTLI B
odpbuce
Tools in the Office

02

WHCTpyMeHTbI Ha
obbekTax

Tools used at
Workover Facilities

03

NHCTpYyMeHTbI
MOHUTOPVHIa
Monitoring Tools

04

Cuctema
yrnpaeBJieHns N
KOMMYHUKaLuWA
The System of
Management and
Communications

05

PasButne
KOMMETEHLUN n
nupepcTea
Development of
Competencies and
Leadership

(elefo 0 e}

PomaH Ko3noB, MeHeaep NpoekTa, MeHeaxep rno
6ypeHnto MOL GROUP Russia

Peasinaysi NpoeKT o MoBbILLEHMO 3(hDEKTUBHOCTH

TKPC, mbl He xoTesin n3obpetarts Besiocunes. B 6ypeHun
Y Hac MpeKpacHo paboTasin MHCTPYMEHTbI MOBbILLIEHS]
BOEKTUBHOCTU: M/1aHNPOBAHNE CKBAXKUHBI, roaguvk
ryoviHa-AeHs, 6/10K-CXeMbl OriepaLv, NIaHepKy ¢
Baxtamu. Ml xoTesm aaanTvpoBaTh 3TV MHCTPRYMEHTbI 110/
onepaLm PEMOHTA CKBaXKIH.

B pesynbTate Mbi onpenesmii rnopsigok paboTsi 1
BHEAPW/IN exKxeMecsiHHoe naaHupoBaHmne KPC (o
aHas10rvv naHuPOBaHWST CKBaXUHbI B 6YDeHuM),
AeTanbHbIV MIaH-rpauK PEMOHTA CKBaXKMHbI Ha
OCHOBAaHW HOPM BPEMEHM (10 aHas1orm ¢ rparkom
r7lybuHa-aeHb), 1 MHorve pyrue MHCTRYMEHTHI.

He Bce aT0 BHEAPEHME NPOXOAN/IO rN18AK0. Tak, noHavasy
MbI cauTain, 4To 4ns TKPC 6bICTpoe 1 Ka4eCTBEHHOE
cocTaB/ieHve naH-rpauka PemMoHTa Ha KaXKayro
CKBaXXUHY ByaeTt crioxxHov 3gaaden. OaHaKo, 4OCTaToYHO
ObICTPO Mb! 3TO PELLNIA C MOMOLLIBHO HEC/IOXKHOV TabsinLbi
B EXcel, v Tenepb npu Havasie Kaxaoro pemMoHTa MacTep
10/1y4aeT O4YeHb TOYHBIV MiaH paboT, pacCHYUTaHHbI
CTPOro ro HopmMmatvBam. Ha ocHoBaHwm 3TOro rsjaHa oH
ornpenessieT ¢ bpuranov onepaumy Ha Kaxxayro CMeHy, ro
3aBEepLLIEHV PEMOHTA MPeaoCTaB/ISeT bpyrage obpatHyo
CBSI3b, oABoOAUT UTOr. Mbi XKe rosTyHaemM BaXkKHYH
CTaTUCTUKY O MPOAOSIKUTESIbHOCTY OTAE/IbHbIX OrepaLii
PEMOHTA V1 CBEAEHWST O MPUHMHAX OTKIIOHEHWI.

MoTtuBauusa 6purapn,

OpHow 13 K4eBbix Npobnem B TKPC asnsniack
HM3Kasg MOTVBaLMS PaboTHUKOB bpurad nogpsaymka.
Y psgoBbIX COTPYOHUKOB Oblfla HEBBICOKAS 3apniaTta,
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As a result, we defined the procedures and
implemented monthly workover planning (similar to
the drilling plan), a detailed workover schedule based
on standard time norms (similar to the day depth
schedule), and many other tools.

Not all the implementation went smoothly. At first we
thought we would need quickly produce a high-quality
workover schedule per well and that this would be a
difficult task to complete. However, quite swiftly we
solved this with the help of a simple Excel spreadsheet,
and now at the beginning of each repair the foreman gets
an accurate plan of work, calculated strictly according to
Standards. Based on this plan, he determines with the
crew the operations for each shift, after the repair they
provide the team with feedback and a summary. We also
get important statistics about the duration of individual
workover operations and information about the causes of
any deviations in the plan.

Crew Motivation

One of the key problems during well service operations
was the low motivation of the contractor’s crews.
Ordinary employees had low wages, there was no
connection between work performance and pay. One
of the first tasks of the project was to fix this.

Oleg Kondratiev, the head of the contractor’s workover
team, had already worked out the principles of crew
motivation. With the support of BaiTex management, the
contractor was persuaded to implement a transparent
and results-based incentive system. At first, no one

was sure that this system, even if it were launched,
would work for more than a month or two. Result: since
January 2020, the system has worked like clockwork, it
now has the trust of all the employees.

www.rogtecmagazine.com
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He ObINo CBA3W Pe3yibTaToB PaboT U MOJSTYHEHHOO
BO3HarpaxkaeHust. OOHOM 13 NepBbIX 3ada4 NpoekTa
Obl10 3TO UCMPaBUTb.

Y Onera KongpaTtbeBa, HadanbHrka Liexa TKPC
noapsaYMKa, y>ke Bbin HapaboTKU MPUHLIMMOB
MoTuBaLmMn 6puraa. MNpu noaaep>kke pykoBoacTBa
«banTekc» NnoapsaHyO opraHM3aumio yoeamnnm
BHEOPUTb MPO3PAYHYIO Y OCHOBAHHYIO Ha pesdyfibTaTax
cucTeMy MoTMBaLmn. CHadvana HM 'y KOro He 6bi1o
YBEPEHHOCTU YTO 9Ta CUCTEMA, aXKe eC/n ee 3anyCT4T,
OyneT paboTaTb 6onblUe MecdLa-aByx. PeayneTat:
cucTema paboTaeT Kak vachl ¢ gHBaps 2020 roaa,
TENepb K HEW eCTb JOBEPUE BCEX PADOTHMKOB.

Ee nprHUMn npocTon: ycTaHoBAeH ypoBeHb KIB*

B 0.70, Npu KOTOPOM BbiNa4vBaeTcst bazoBas
3apaboTHasa nfaaTa, paBHas TOMy, YTO JIFOAW NOoaydan
paHee. 3a Kaxayto OONONHUTESBbHYIO COTOK eaVHULLY
KB pobaensetca 1% k sapnnarte. [JonoaHUTENBHO,
MacTep OLEHMBAET BK/Ia KaXKAOro paboTHMKa,
npocTasngs emy KoahdurumeHT TpyaoBoro Yyactus
(KTY), KOTOPbIA MOXET 6bITh NOBLILLALLMM U
MOHKAIOLLMM. HECTTOXKHbIE N M3BECTHbIE MHCTPYMEHTDI
MOTMBaLLN NO3BOMINAN PABOTHMKAM NPUHOCUTE AOMOWN
Ha 20-25% 6onble 3apaboTka. Vx ahdhekTMBHOCTb
Oblna ycuneHa NoCTOAHCTBOM B MPUMEHEHUU U
NpO3PaYHOCTbIO PaCHETOB.

Kak oTmevaeT Oner KoHapaTbeB, cenvac paboTHUKM
MUHUMN3NPYIOT JH0Bble MPOCTON, 3Hast, Kak OHU BAVSIOT
Ha X 3apnnaty. [Jaxxe Korga ciy4atoTcsa UHUMAEHTbI, X
JIMKBMOALMS MPONCXOOUT B KpaTHanLLmne CPOKN.

*KIB — OTHOLLEHME HOPMATVBHOIO BPEMEHM K KanieHOapHOMY
BpEMEHMN

U Tyt cnyuunca COVID

B camom pasrape paboT, B MapTe Mecse, Bce
YCTaHOBVBLLEECH B3aMMOOENCTBME U X04 padoT

OblIM BHE3AMHO paspyLUeHbl Ha4aBLLENCS NaHAeEMUEN
KopoHaBupyca. INpekpatnaock Noboe 04Hoe
B3aNMOOENCTBNE N OOyYeHne, pa3suTe PadboTHNKOB
Ha MecTax 4Yepes NpenocTaBaeHe 0bpaTHOM CBA3MN,
MOS3IOBbI€ LUTYPMbI, FPYMMNOBbLIE 3aHATNSA U OOCYXXAEHUS.
/1 BCe 3TO MMENO MECTO B YCNOBMAX NarybHOro
BO3OENCTBUSA U3-3a OBPYLLUEHUS LIEH HA HEDTh. ..

OpHako, OT Lenen NpoekTa HUKTO He Obl/1 HACTPOEH
OTCTynaTb, U HY>KHO BbISTO CPOYHO NepecTpanBaTh
cucTemy paboThl. U yxxe B Havane anpensg 6oina
pas3paboTaHa 1 BHeapeHa cxema OUCTaHLMOHHOM
paboTbl, NPV KOTOPOW BCE BbiNMaBLUME aKTUBHOCTU Obiin
nepeBefeHbl B OH-nlanH. OcTaBanach ogHa npobnema:
Kak BHeOpSTb MHCTPYMEHTbI B Gpuragax, B yCNOBUSX MX
yOANEHHOCTU 1 cnabow cesasn?

www.rogtecmagazine.com

The principle is simple: a CPT* level of 0.70 is set, at
which the previous basic salary level is paid. For each
additional unit of CPT 1% is added to their salary.
Additionally, the supervisor assesses the contribution
of each employee by assigning him a Labor
Participation Coefficient (LPC), which can increase
or decrease depending on their performance. These
simple and well-known motivational tools have
allowed workers to take home 20-25% more money.
The effectiveness is enhanced by implementing
consistent and transparent wage calculations.

As Oleg Kondratyev notes, now workers minimize any
downtimes, knowing how they affect their salary. When
incidents do occur, they are solved and eliminated as
soon as possible.

*CPT - Standard time to calendar time ratio

And Then There was COVID

During the program, in March, all the established work
patterns and progress were suddenly stopped by the
outbreak of the coronavirus pandemic. All the face-
to-face interaction and training, the development of

field workers through feedback, brainstorming, group
sessions and discussions ceased. And all this took place
in the context of the disastrous impact of the collapse of
oil prices...

However, no-one wanted to stop and step back from
the objectives of the program, and it was necessary
to urgently restructure the system and ways of
working. By early April, a remote work scheme was
developed and implemented, in which all the blocked
activities were transferred online. There was only one
problem: how to implement the system in teams who
are in remote locations with poor communication
networks?

Under these conditions, excellent leadership was
shown by BaiTek’s workover service team which

was headed up by Alexander Ryndin. Under

the leadership of his deputy V. Borzenkov, the

role of the project’s workover supervisor quickly
changed. According to the initial implementation

plan supervisors and workover specialists were
supposed to be trained in efficiency improvement
tools throughout the course of the project. Then the
Covid travel restrictions came into force between

the regions, so this training approach had to be
adjusted. After a month of distance learning, the
workover supervisors changed from apprentices into
mentors: they began to train the foremen in efficiency
improvement tools, monitor their quality, and
providing feedback. In other words, they undertook
the role that third-party consultants and experts have
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Mokasatenb KIMNB B TKPC B 2020r.
CPV indicator in workover in 2020

100 - - oo
CpenHee, 0.88
Average, 0.88
080 ~—------““~—mmm e - .- Llenb Ha 2020r., 0.83 - _ _
2020 target, 0.83
KrB B 2019r, 0.75
CPVin 2019, 0.75
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B aTux ycnoBusix ninaoepcTBO NposiBuiIa kKoMaHaa
Cnyx6bl TKPC «banTekc» Bo rnase ¢ AniekcaHapom
PbiHOVHBbIM. o0, pyKOBOACTBOM €ro 3aMeCTUTENS

B. Bop3eHkoBa bbl1a onepaTyiBHO M3MEHEHA POJb
cynepeanaepos TKPC B pamkax npoekTa. Ecnn no
rnepBoHaYa/IbHOMY MJ1aHy BHEAPEHUS Npeanosiaranocb
0by4eHure cynepsansepos n mactepos TKPC
VMHCTPYMEHTaM MOBbILLEHNSA S(PAPEKTUBHOCTY Ha BCEM
MPOTSPKEHUM MPOEKTA, TO B YCNOBUSIX OrPaHNYEHNI B
noesgKax Mexxay permoHammn Takom nogxomd HeobxoamMmo
661110 MeHaTb. V1 cynepBanaepbl TKPC yxxe yepes mecsy,
ONCTaHUMOHHOMO 0By4eHNs caMu NPeBPaTUINGh U3
YYEHNKOB B HACTaBHWKOB: Ha4ann oby4aTb MacTepoB
WHCTPYMEHTaM MOBbILLEHUS 3DMEKTUBHOCTY,
OTCIeXMBATb X Ka4eCTBO, MPEAOCTaBAATb 0OPATHYHO
CBA3b. VIHbIMK cnoBamu, genatb TO, YTO Ha ApYrnx
npoeKTax Jo/roe Bpemsi AenatoT CTOPOHHME
KOHCYIbTaHTbI 1 3KCNepThbl.

Bce st gencTems no3Bonnnm OCTaTouHO BbICTPO
KOMaH[e NpoeKTa BCTaTb Ha PesbCbl BHEAPEHUA
3ansaHPOBaHHbIX MHCTPYMEHTOB.

Oner ToponuuH, reHepanbHbin gupektop OO0
«banTekc»

[MpoekT no nosbieHWo 3ghpexkTrBHocT TKPC
MOCTIYXKWJT [4J151 HAC XOPOLUUM UMITY IbCOM
CGOKYCUPOBAHHO MPUCTYMNTL K PELLIEHUIO M3BECTHOM
rnpobremsl. V1 npunoxxeHne KOMaHgHbIX YyCUini B
[aHHOM HarpaBieHy 4asao HaMm HENIoXme pPesysibTartbl.

[lomorio Ham v TO, 4TO B caMoM Ha4asie paboTbl Mbl
YETKO OMpencsnan 3a JOCTUXKEHNE KakuX okal3aTtenem
OTBEYalOT YHACTHUKU MPOEKTA, Bbigemm nx Kaoyessie
lNokasaresm SeppexkTvisHocTn (KI3), n cTanm nx
PEryJsipHO MOHUTOPUTbL. B Hadvasie oTAe/IbHbIM
PYKOBOANTESISIM ObI/I0 HEMPUBBLIYHO Ka4eCTBEHHO
rnaHupoBaTh CBOW AENCTBUS Mo AOCTvKeHuo KIS

B MpeAcTosLLmMe MecsLbl. Ternepb Xe paboTta rno
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been brought in to do, at a cost and as standard
practice, on other projects.

All these actions allowed the project team to get back
on track quickly enough to implement the project
systems.

Oleg Toropchin, CEO of BaiTex LLC

The workover efficiency project has provided us with
a good impetus to start addressing a known problem
that we had. The team’s efforts gave us great results.

It also helped us that at the very beginning of

the program we clearly defined what the project
participants were responsible for, identified their Key
Performance Indicators (KPIs), and began to monitor
them regularly. In the beginning, it was unusual for
individual managers to plan their actions to achieve the
KPI’s in the coming months. Now, operational planning
is more focused and has become part of the norm.
Constantly looking ahead to improve the efficiency of
well service operations has become part of our culture.

In general, our communications have become more
transparent. We have become clearer with operational
risks and safety. | welcome it when subordinates speak
openly about the problems that exist, and we address
without delay, the issues in which they need help.

Results

After 9 months of the project, the results exceeded the
original targets. The CPT value for workover operations is
approaching 1, which initially seemed unobtainable even
to the most experienced workers.

In many areas of work there has been a qualitative

improvement shift. Visual monitoring tools which show
work performance allowed the customer to keep an

www.rogtecmagazine.com
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WHcTpymeHTbI TexHuuYeckoro npegerna

2020

Technical Limit Tools

Man

doeB.
Feb

MapT
March

anp.
April

MIOHb
June

UtoJib

July Aug Sept

1. KPC Ha 6ymare/OueHka nnaHnpoBaHusi
1. Workover on paper / Planning assessment

1. Mnaxepka ¢ 6puragon
1. Planning meeting with the crew

2. [locka nnaHMpoBaHus
2. Planning board

o

CS> 2. OenoBon 0630p/OgHocTpaHnyHble oT4eThbl ¢ KNS

'8‘ 2. Business Overview / One-Page Reports with KPIs

(o]

o 3. Cuctema moTvBaLum 6purag,

i 3. Team Motivation System

(=

> % 4. [IByxaHEBHOE NnaHnpoBaHune/ aHanna paboT no

2 O | ckBaxuHaM nnaH-caxT

> ) . )

E. o | 4 Two-day planning / analysis of well operations plan-fact
o

‘5;’ i | 5. Mosrosble WTYpMbl, BHEAPEHVE UAEN

S O (s Brainstorming, implementing ideas

3. BepeHue nnaH-rpaduka no ckeaxvHe/ aHanma nnaH-
hakT peMoHTa

3. Maintaining a schedule for the well / analysis of plan-fact of
the workover

4. ObpaTHas cBsi3b Gpurafe nocre pemMoHTa/
npenBapuTenbHas BbipaboTka no CKBaXXuHe

4. Feedback to the crew after workover / preliminary
production

5. MNprMeHeHne 610K-CXeMm
5. Application of block diagrams

c X
I

Crew Tools

=
2

MHcTpyMeHT He npumensieTcs - Tool not applied

& o [ B | WHctpymenTsl Gpuran,

M1aHUPOBaHWIO EUCTBUM 110 Y/IYHLLIEHUSIM BEAETCS
bosiee npeameTHo, v ctasa HOPMOU. [TOCTOSIHHBIN
B3r/154 Brepen 4151 Toro, YTobbl MoBbICUTH
BhHEKTUBHOCTE MOCAEAYIOLUMX OnepaLmi, cTas YacTbko
HaLLeu Ky/IbTyphbl.

B yenom Hatum kommyHyKalmm ctaam 6osiee
npo3payHbiM. Mbl CTam 4eTye nporoBapmBaTh
PUCKKN. 5 NprBETCTBYIO, KOrAa rnog4YMHEHHbIe OTKPLITO
roBOpPSIT 06 UMeroLLMXCS Mpobriemax, 6e3 3aep)KeK
obpaLiaroTCsl ¢ BOnpocamu, B PELLEHNN KOTOPbIX M
Hy>KHa MOMOLLb.

PesynbTatbl paboTt

Mo mpowwecTBMM 9 MECSHLIEB MPOEKTa €ro pesynbTathl
MPEBLICUN N3HAYasIbHO YCTAHOBSEHHbIE LENN.
3HadeHre KIB npu TKPC npubnmkaeTtcs K 1, 4to
N3Ha4asIbHO Ka3asioCh HEAOCTUMUMBIM CaMbIM OrbITHbLIM
paboTHUKaM.

Mo MHOMM HanpaBneHVsIM paboTbl NPON3OLLES
Ka4eCTBEHHbIM caBur. BBeneH HarnsoHbIN

www.rogtecmagazine.com

VHCTPYMEHT nprMeHsieTCst HeperynsipHO W/unn ¢ HEBLICOKMM KadecTBoM - The tool is used irregularly and / or with poor quality
VIHCTpYMEHT NpYMEHSETCS NeproamHecKy, Ui Ka4ecTeo NprMeHeHns - cpefHee - The tool is used intermittently or the quality of use is average

VIHCTPYMEHT NpuMeHsieTcs perynspHo, Ka4ecTBo MCMoNb30BaHus - Bbicokoe - The tool is used regularly, the quality of use is high

overview of the whole project on one radar. It is gratifying
that the key performance reporting is conducted by

the workover supervisors who determine the use of the
Technical Limit system in the teams. As the supervisors
joked, they can now introduce efficiency improvement
tools, based on wage renumeration, in other companies
involved in workover.

During the project, over 20 new systems were
implemented and consolidated in all areas.

For Evgeny Lapshin all of this happened due to one
important principle: the results are beneficial to all
participants. The customer’s wells are repaired within
the shortest possible time frame. The salary of the
service companies crews increased by a quarter. At
the same time, workover service company’s revenue
from BaiTex for the services rendered increased by
more than the increase in staff costs. And all together,
the employees of the customer and service company
have acquired and consolidated their skill sets to
conduct their work more effectively. This means that
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B bYPEHVE

MnannposaHne KPC
(KPC Ha 6ymare)
Wellwork Planning

[enoBble 0630pbl Ha OCHOBE
otyeToB ¢ KIMN3
Business Reviews based on
KPI Reports

(workover on paper)

MnaHepka ¢ Gpuragon
Kick-off meeting with a crew

[ocka nnaHmpoBaHus
Blackboard of planning

OHOCTPaHNYHbIE OTYETbI
c Kna VHCTPYMEHTOB
Single-page KPI reports

CseTodpop KayecTBa

The Quality Traffic Lights
for Tools

WHpmBuayansHoe passutme

CeMI/IHapr W TPEHUHru no

nvpepcTea VMHCTPYyMeHTam
Individual Leadership Workshops and seminars
Development on tools

BHeppeHHble MHCTPYMEHTbI U Moaxoabl B Xo4e npoekTa
Tools and Practices Adopted during Project Implementation

MOHUTOPWHI Ka4ecTBa BHEOPEHNS MHCTPYMEHTOB,
KOTOPbLIV MO3BOSISIET Aep>KaTb Ha OAHOM paaape

BCIO KapTuHY No npoekTy. OTpagHo, YTO KIYEBLIM
3BEHOM MOHUTOPVHIa SIBNSKOTCS CynepBan3epbl

TKPC, onpegenstolme Ka4eCTBO UCMOIb30BaHNA
VMHCTPYMEHTOB TeXHUYECKOro npeaesna B bprragax.

Kak WyTaT cynepBanaepbl, TENepb OHWM MOMYT BHEOPSTb
Ha BO3ME3HOW OCHOBE MHCTPYMEHTbI MOBbILLEHUS

3P HEKTMBHOCTY B APYIMX KOMMaHNSX, BEAYLIMX paboThl
TKPC.

Bcero 3a nepuopa npoekTa 6b110 BHEOPEHO U
3aKpenseHo B paboTe bonee 20-T MHCTPYMEHTOB MO
BCEM ero obnacTtam.

1 BCe aTO Npom30LLno Npy coBt0AEHN OAHOrO
BaXXHOro anst EBrerHus JlanwmvHa npuHumna: peaybTarsl
BbIFOHbI BCEM yHaCTHMKaM. 3akaguymk nprobpetaeT
OTPEMOHTUPOBAHHbIE CKBaXKMHbI B KpaTyaniimne

CpOKK. 3apaboTHas naaHa paboTHNKOB Gpurag,

TKPC noppsgyvka Belipocna Ha 4eTeepTb. [1pu 3ToM
Bblpydka nogpsaynka no TKPC 3a okasbiBaeMble
«banTekc» ycnyrn BoO3pocna Ha CyMMY, MPEBbLILLAIOLLYHO
POCT 3aTpar Ha onnarty nepcoHana. W sce Bmecte
COTPYOHVKM 3aKa34mka 1 nogpsagymka obpenu u
3aKpenuan HaBbIKK MPOBOAUTL CBOKO paboTy Bonee
3(hHEKTMBHO. A 3HAUUT pe3yfibTaTbl ByayT yaydLLaTbCs

1 B ByayLiem.
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MoTtueaums 6purag TKPC
Motivating workover crews

MnaH-rpadomk no pemoHTy
CKBaXXWHbI
Well workover forward schedule

AHann3 BbINoNHeHUs
nnaH-rpadonKoB PEMOHTOB
Workover Forward Schedule
Performance Review

OGpartHas cBa3b Mo
VHCTpyMeHTam
Feedback on tools

Moarosble LTypMmbl,
BHeOpeHve noen
Brainstorms, introduction
of concepts

ApyxaoHeBHOe
nnaHmposaHue TKPC
Two-day workover planning

O6patHas cBA3b 6purage
rnocrie peMmoHTa
Post-workover feedback
to a crew

Bnok-cxembl onepauuin
Job Flow diagrams

CucTtema ynpasneHus
MpoekTom
Project Management System

Cuctema KOMMyHMKaLMn
Communications System

WNHcTpymeHTbI B ocbuce
Tools in the office

WHCTpyMeHTbI Ha 06beKTax peMoHTa
Tools used at workover facilities

e NHCTPyMEHTbI MOHUTOPUHIa

Monitoring Tools

CuncTtema ynpasneHns 1 KOMMYHUKauuin
Management and Communications

Pa3BrTne KoMneTeHUUI 1 NnaepcTaa
Competencies & Leadership development

there will be further improvements still to come in
the future.

Artem Borisov, expert on productivity and leadership
development

In terms of the number of systems implemented, their
quality, timing of the implementation, and the challenges
we faced along the way, it was a unique project.
Nevertheless we were able to implement and deliver,

to a high standard, a lot of what we initially planned to
achieve on time.

| believe that the main factors of success for us were:

e Continued support and leadership involvement
throughout the project. Both Yevgeny Lapshin, Oleg
Toropchin and other sponsors attended all the key
meetings and business reviews, demonstrating the
importance of management support for such projects
so that they can achieve the set targets. In every
instance they supplied the necessary support.

e The key project participants were more or less
familiar with performance-enhancing tools and time
was not wasted on «converting» them to the concept
of continuous improvement. There was only the need
to remind on certain things, to put them in a single
system, and support of the management team help
grease the wheels of the whole implementation.

www.rogtecmagazine.com
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ApTtem BopucoB, aKcnepT No NoBbIWEHNIO
NPOV3BOANTENBHOCTM U PasBUTMIO NAepPCTBa

C TOYKM 3peHM KOMYECTBA BHEAPEHHbIX
NHCTPYMEHTOB, VX Ka4eCcTBa, CPOKOB BHEOPEHNS, U
CNOXXHOCTEW, C KOTOPbIMW HaM MPULLIIOCH CTONTKHYTLCA
no Xoay, 3TO OblN YHUKaNbHbIN NPOEKT. TeM HE MeHee,
B YCTaHOBJ/IEHHbIE CPOKM HaM Yaa/10Cb BHEOPUTb U
BbIBECTM Ha XOPOLUNA YPOBEHb Ka4eCcTBa O4YEHb MHOMOE
N3 TOro, YTO Mbl MJIAHNPOBAIM COENATb B Ha4ane.

4 cunTaro, YTO OCHOBHBIMKM (hakTopamu ycrnexa o8 Hac

ABUINCD:

e [locTosiHHas noaaepIkka 1 BOBNEYEHHOCTb
PYKOBOACTBA Ha BCEM MPOTSXKEHUM MPOEKTA.
W EBrenun JlanwmH, n Oner ToponyvH, v gpyrue
CMOHCOPbI MPUCYTCTBOBA/N HA BCEX KIIKOHEBbIX
COBELLaHMSAX 1 OenoBbIX 0630pax, CBOMMM
OENCTBUAMN 1 CIIOBaMWN AEMOHCTPUPYS 3HAYNMOCTb
npoekTa ang uenen buaHeca. B Hy>XHbIX Crydasx
Oblna X HeobxoaoMMas NoaOepPXKKa.

o KnoyeBble YHaCTHUKN MPOEKTa B TOW U UHOW
CTENeHN BblM 3HAKOMbI C UHCTPYMEHTaMM
MOBbILLIEHNS MPOU3BOAUTENBHOCTH, N HE BbINO
HeobXoOMMOCTU TPATUTh BPEMS Ha 1X «0bpalLeHne
B BEPY» HEMPEPDLIBHbIX Yy4lleHnA. bbina avub
HEeOOXOAMMOCTb HANOMHUTL ONPeneeHHbIE
BelIM, 061a4nTb UX B OMHYIO CUCTEMY, a «CMa3Kom»
BCEr0 MexaHn3Ma Kak pas n SBnsa10Cb BHUMaHME
pyKoBOACTBA.

AnneTuT NpnxoguT BO Bpems enbl

Ewwe no xoay paboTbl MO NOBLILLEHNIO 3DPEKTNUBHOCTU
TKPC, KomaHga npoekTa cTapanachb C MOMOLLHO
NHCTPYMEHTOB TEXHNYECKOro Npeaena okasarb
COLENCTBME B APYIrOM CMEXHOM HanpaB/eHUn — B
noadope CKBXKWMH A1 MPOBEAEHUS HA HUX Fre010ro-
TexHUYecknx meponpusatiin (MTM). 3geck Toxxe yaanock
006UTLCS ONpeaeeHHbIX Pe3yNbTaToB.

Bbln HAaCTPOEH 1 ONTUMN3NPOBaH MPOLLECC

noabdopa CKBaXKNH — KaHAMAATOB OJ19 MPOBeAeHVs
['TM, onpegeneHsl KpUTepun 1 NPOLLECC OLIEHKN

3 PeKTUBHOCTY NpoBeAeHHbIX [ TM, ¢ aHanM3om U
N3BNEYEHHBIMM YpoKamu. B paboTy no NoBbILLEHUIO
3P PHEKTMBHOCTY Obl/IN BOBMIEYEHBI HOBbBIE YHACTHUKM.

[NoaBoas TOrM NPoBEAEHHOM PabOThl MO

adphekTrBHOCTN TKPC 11 0TMeYas yCneLlHOCTb MPOeKTa,

ons EBrenHus JlanwwvHa BaXkHbIM NPeaCcTaBASOTCA

crienyoLlme 3afaqn:

1. CoxpaHnTb BCE BHEOPEHHbIE MHCTPYMEHTbI
NOBbILLEHUS NPpon3BOANTENbHOCTY B 0bnacT TKPC u
VIHbIX CMEXHbIX 001acTsX;

www.rogtecmagazine.com

The Appetite Comes with Eating

Whilst improving the efficiency in workover operations,
the project team tried to assist with the use and
implementation of the Technical Limit system to other
applications - in the selection of wells for geological
and geotechnical measurement (GTM).

The process of GTM well candidate section was
initiated and optimized, the criteria and process to
evaluate the effectiveness of GTM, with analysis and
lessons learned were defined. To improve efficiency
further new team members were involved.

In summary and noting the success of the project,
Evgeny Lapshin listed the following important tasks:

1. To ensure all the implemented performance
enhancing tools and systems remain in workover
operations and other related areas;

2. Select new areas where performance enhancing
tools can be implemented to bring further value to
the business.

And in solving the second task, the workover project
team trained in performance improvement will provide
expert support to their colleagues.
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