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«["aznpoMHePTb-OpeHbypr» BHEOQPW
NHHOBALMOHHYO MOAENb B3aMOOENCTBUSA C
HedbTeCcepBUCHBbIMI OpraHN3aLNsIMU

Gazprom Neft Orenburg: Introduces an Innovative
Model of Cooperation with Qilfield Service Companies

«["asnpoMHedTb-OpeHbypr» gobuncs
CYLLECTBEHHOr0 CHMXXeHUst ce6eCTOMMOCT PEMOHTA
CKBaXXWH 3a CYEeT peanmaaumn npoekTa «PasznenbHbll
CEepPBUC».

Llenb koMnaHnm — pocT A06bI4U 1 BOBAEHEHHbIX
3amacoB MPW CHKEHUM 3aTpaT, Kak KanuTanbHbIX,
Tak 1 onepauyoHHbIX. OTOMO MOXHO AOCTUYb

TOJIbKO 3a CYET BHEAPEHUS NMPOPbIBHbIX TEXHONOMMI
1N UHCTPYMEHTOB, 1 «["asnpoMHedTb-OpeHbypr»

B HEMPEPbLIBHOM MOUCKE HOBbIX PELLEHU. HOBbIN
noaxo B opraHM3aumm TEKYLLEro U KanuTaabHOro
PEMOHTA CKBaXKVH [a/1 BOSMOXHOCTb MOBLICUTb

3 PEKTUBHOCTb 1 OAHOBPEMEHHO CPOKYCNPOBATLCA
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Gazprom Neft Orenburg has achieved a significant
decline in well servicing and workover costs through
implementing the Split Services project.

The Company’s objective is to boost production and
developed reserves while reducing both capital and
operational expenditures. This can only be obtained
through introduction of groundbreaking technologies
and tools, that is why Gazprom Neft Orenburg performs
a continuous search of new solutions. A new approach
to managing well servicing and workover operations
made it possible to enhance efficiency and meanwhile
focus on the feasibility, security and quality of services
provided by the service companies.
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FIELD DEVELOPMENT

Ha TEXHOIOMMYHOCTK, 6€30MaCHOCTU 1 Ka4yeCcTBe ycnyr,
OKa3blBaeMbIX CepPBNCHbIMW OpraHn3augaMmn.

TekyLMin 1 KanuTabHbIN PEMOHT HEDTAHBIX CKBaXKMH
— KOMMJIEKCHBIV MPOLECC, TPEOYOLLNN MPUBIEYEHNS
CEPBWCHbIX OpraHn3auni ang pasanyHbiX BUAOB paboT
Ha KaxXKOOM M3 3TarnoB NPOV3BOACTBEHHOIO LIMKA.
PaHee «["asnpomMHedTb-OpeHOypr» Npuaep»XxmMBancs
noaxoaa, No KOTOPOMY PEMOHT CKBaXKMH BbIMOJHANCS
eaVHbIM MOAPSA4HMKOM. [pu Takom noaxone Bce
COMYTCTBYIOLLIME PUCKW, CBA3AHHbIE C MPON3BOACTBOM
paboT 1 NOrUCTVKe, Hecna NoapsaHas opraHnaas
MO PEMOHTY CKBaXKMH. [1pn BbIXO4E Ha HOBbIE YHACTKMN
OeaTenbHOCTN NOAPSAHbIE OpraH3aUnn XeopKupoBaim
OaHHble PUCKU, BbIHY>XOEHbI ObIN aKLEHTNPOBATb CBOE
BHUMaHWe Ha NOMUCKe CybnapTHEPOB MO HaMpPaB/IEHNIO
nearenbHocTw. [Npn aTOM, NogpsaaHble opraHmsaun
HE MOrN1 B MONTHOM 06beMe CHOKYCUPOBATLCH Ha
Bonpocax HSE, ka4yecTBe BbIMOHAEMbIX PEMOHTOB U
PasBUTUM KOMMETEHLIMIA CBOErO MepcoHana.

CTumynoM ONns BHeOpeHns pas3anesbHOro cepsuca
Ha MecTopoXxaeHuax «[asnpoMHedTb-OpeHbypra»
CTas10 CTPEMIEHNE K MOBbLILLEHWNID 9PHMEKTMBHOCTU 1
MUHUMU3aUNN N3OEPXKEK, YBETUUYEHUNIO HAOEXKHOCTU.
Ton-meHeoxMeHT «[rasnpomMHedTb-OpeHbypra»

KPI npoekTa - Project KPI

Oilwell servicing and workover is a comprehensive
process, which requires the participation of service
companies to perform different types of activities

at every stage of the production scheme. Formerly,
Gazprom Neft Orenburg pursued a single-contractor
approach, that is, all well servicing and workover
operations were carried out by a single contractor.
Thus, all the associated risks connected with the
work performance and logistics were borne by a
well servicing contractor. Upon entering new areas
of activity, the contractors hedged these risks

and had to focus their attention on finding sub-
partners in the respective area. At the same time,
the contractors could not fully concentrate on HSE
issues, well servicing and workover quality and
personnel development. The aspiration to boost the
performance efficiency, minimize risks and enhance
the reliability encouraged the introduction of the
split service approach at Gazprom Neft Orenburg’s
fields. The top managers of Gazprom Neft Orenburg
have gone to considerable lengths to change the
approach to well servicing and workover and make
it completely different, at the same time assessing
all the risks — both financial and technological — of
switching to this new model. Several meetings were
held between the Company’s management and

Mokasatenu 0o peanMs3auum nNpoeKTa
Indicators before project implementation

Mokasatenu nocne peannaauum NpoeKTa
Indicators after project implementation

KoadbcdouumeHt

Puc 1: CpaBHeHns nokagdatenen 4o 1 Nocne peaymadauim NpoeKTa «pas3aesibHbIn CEPBIC

NPoOV3BOAUTESIbHO
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Fig. 1: Comparison of indicators before and after Split Services project implementation
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YnpasneHune npoekTom - Project Management

YnpasneHue 0o6blun
HedbTW M rasa

Oil and Gas Production
Directorate

YyacTtHukmM paboyen rpynnbi (KL
YnpaBneHue cynepBanauHra Project Team Members (Corporate Center)
BHYTPUCKBaX>KUHHbIX
pa6oTt
Downhole Operations

Supervision Directorate . BusHec

- Business

SRs
. unTC YnpaeneHve 3akynku
Central Dispatch TpaHCNopTHOro Procurements
O Office obecneyeHus
Transport Support
narg Directorate
FnaBHbIN NHXeHep AdpdhekTMBHOCTL
First Deputy Director Efﬁ:(;ﬁlgy e
General Chief Technical Officer YnpasneHve risks

BHYTPUCKBXKUHHbIX paboT

Downhole Operations Directorate

YnpaBneHue NpoLLeccoM B peasisHOM BPEMEHN.

Ob6ecneyeHne B3aMMOLENCTBUA YYaCTHUKOB MpoLiecca B Kpocc-
dOYHKLMOHAIbHOW KOMaHAae.

Real-time process management.

Ensuring cooperation among the project participants within a cross-functional team

npoBes1 60NbLLY0 PaboTy MO N3MEHEHWIO MOAXOAA K
PEMOHTY CKBaXKMH B aDCOIFOTHO HOBOM BUAE, OLEHNB
npv 3TOM BCE PUCKM Mepexofa Ha HOBYIO MOAENb, KaK
drHaHcoBbIE, Tak 1 TexHoorn4yeckme. boin nposeaeH
pan BCTpeY C y4acTeM pyKOBOACTBA KOMMaHUA n
CEPBUCHbIX OpraHnsaumin, chopMmpoBan KpoCcc-
hyHKLUMOHaNBbHYIO KOMaHAy, BMeCTe BblpaboTanm
cTpaTermio 1 pazpadboTtany onTUMasbHY MOOESb

B TECHOM B3aWMOAENCTBUM C KOHTpareHTamu no
npuHUMNamM noaxoda «win-wins,

B 2020 roay npeanpusitue NnpUcTynuio K BHEOPEHUIO
CUCTEMbI Pa3aenibHOro cepBuca, npeanoiararoLLen
npuBneYeHne CEPBMUCHbIX KOMMaHWM N0 PEMOHTY
CKBaXKWH ONS BbIMOSIHEHNSA TOIbKO MPOMUIbHBIX BUOOB
paboT 1 Nepegadvy CoOnyTCTBYHOLLMX YCNYr HA Y3KUI
LIeIEBON CEPBWC Cneuvan3npoBaHHbIM NapTHeEPam
nMo NPsSMbIM OOroBOpaMm C yrnpasfieHneM KOMMaHnmy-
3aKa34MKOM:

1) obecneveHre TPaHCNOPTOM U NOMUCTNKA;

2) HKT n bypunbHble Tpybbl 019 TEXHONOMMYECKMX
onepauui Npu PEMOHTE CKBaYKMH;

3) cneupanbHbI MHCTPYMEHT A1 TEXHOMOMMYECKMX
onepauun 1 MMKBuaauun aBapuin i MHUWAOEHTOB.

BhblLLenepeymncneHHble yCnyri1 CTanv 30HOM
OTBETCTBEHHOCTU «["a3npomMHedTb-OpeHbypr», KOMMaHUS
B3s/1a BCE PUCKM MO AaHHbIM HanpaBfieHnsam Ha cebs.

Onsa npoekTa «PasgenbHbi cepBUC» BbIOpaHbI
OCHOBHbIE HanpaBneHVs ANs yay4dlleHns:
1) noBbILEeHNE KO3MDULMEHTA NPON3BOANTENBHOIO
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MpoBeneHune perynsapHbIX paboumx
BCTpeY (pa3 B 2 Heenu Ha nepsoe
rnoslyrogme UCrosiHeHusi pabor)

Regular intermediate work meetings (once
every two weeks within first six months of
work performance)

representatives of service organizations and a cross-
functional team was set up. Together they worked out
a strategy and developed an optimum model based
on the principles of the win-win approach in close
cooperation with the counterparties.

In 2020, the Company launched an introduction of the
split services system, envisaging the involvement of well
servicing and workover companies to perform only field-
specific types of work and transfer the related services
to specialist service partners under direct contracts
managed by the customer company:

1) transportation supply and logistics;

2) tubing, and drill pipes for well servicing and
workover operations;

3) special tools for process operations and elimination of
emergencies and incidents.

All the services mentioned above became the area of
responsibility of Gazprom Neft Orenburg; the Company
assumed full risks related to such activities. The
following basic areas for improvement were selected for
the Split Services project:

1)increasing the productive time ratio through efficient
relations management and creating conditions for
quality improvement of well servicing and workover
activities;

2) raising the HSE culture;
3)improving the quality of repairs;

4) reducing the repair time;
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Mopenb B3anmopgenctema «PasnesibHbI cepBUC»

- FMH-Open6ypr

* Monasa sansok,
HpaTROCPOHHOR
sl OnepaTuBHas noTpeGHocTL Gpurag 2 pasa B
HenonRTens Ra beTe YBP CyTKM arpervpyetcAa LUMTC Modpadyuka no
TKPC w nepepaetca Jucnemuepy [MIH-
* KoppesTupoesi, asapuitisie * ONepaTHBHLIA KOHTRONL paboTsl Bpurag = EOfl no TKPC, NAP Openbype
I3RBKM, NOATELMRISHHA * Kowmp JARBOH, ON2P
4 mppsmnm P YIHF Hucnemyep IMH-Opex6ypz dopmnpyeT rpadmik
BbINONHEHWA W 3aABKN CEPBUCHBLIM NOAPAAHMUKaM.
: + EQNno TUN 3aABKW NO TpaHCNopTy nepegalotes B YTO
Aucnetyep <> WHxeHepsl no
(Taicnonissscel usTp YC BCF) TpaKenopTy (VT0) UrxeHepsl no mpaxcnopmy YTO IMH-Operbypa
KoppexTvposta npoyecca + Cbop sassok ot 10 TPC + EON no Tpascropry TKPC OCYICRITFIOT pacnp eNENEHME TP AHC DT TS
peMoHTa . rpadua 8 * EON no Tpascnopry [IHF TKPC v OHI
3ansox uenonsmTensm (TLUN, Tpancnopt, cepeuc NAP) * Pacnpengenesue TpaHcnopTa
* OT4eTHOCTE Ana TKPC w UAHr-2
* ONTUMUIALAA BLIXOIA TEXHAN
i o BaaumogeiicTene «M0O — MO» u «MO — 3akaauuks
* Mogaqa 3aRBOK, KPATKOCPOHHOE . A 3AR83M HA TBO
Y on :u pasglesasnss mor H mﬁzmw“ perynupyeTca PernameHTamM1 B3auMofencTBHUA
:,AM::WT“' KNk ASLMA ABP B pamkax perynapHeIx BCTPEY MHTErPUpOBaHHON
> -': KOoMaHak! [unoTa — ocylWecTBNAeTCA COBMECTHoe
W, ynpaeneHue U3MeHeHUAMU PernamenTta

4+ MponseoncTen pasor

BPEMEHU 3a CHET aPPEKTVBHOIO yrnpaBieHNs
B3aMMOAENCTBMEM N CO3AAHNS YCNOBUA 0115
noBbILLEHNSA KadecTBa ycnyr no TKPC;

2) NoBblILLEHVE KyNbTypbl HSE;
3) NOBbLILLEHVE Ka4YeCTBa PEMOHTOB;
4) coKpalleHie CPOKOB MPOBEAEHUST PEMOHTOB;

5) CHYKEHME aBapUNHOCTY MPKN PEMOHTaxX 1 Ha
TpaHcnopTe;

6) cokpalleHue Teky4ecTn kaapos nogpsaqvka TKPC;

7) OOCTV>KEeHME NONOXXNTEeSIbHOro0 SKOHOMMNYECKOTIro

ahekTa;

8) paclunpeHie pbiHKa NoAPSOYNKOB B PEMVOHE.

[Nepexon OT MOAenu «nog, KtoY» K MHHOBALIMOHHOM
MOOEN B OpraHM3aLmm BHYTPUCKBaXKUHHbBIX

pPaboT - NPUHLMNMABHO HOBbLI MOAXOM HE TOSIbKO
0151 KOMAaHUW, HO 1 AN BCEN POCCUMCKOM
HedTegobbIBatOLLEN OTpacan. Becb npouecc
KOHCOIMONPYETCS Ha YPOBHE aKTMBa, YTO MO3BOISET
NoNy4YnTb 3dEKT OT CUHEPTUU, TMOKO YNPaBnaTb
pemMoHTamMu, ObICTPO pearnpoBaTth Ha N3MEHEHNS 1
OnepaTMBHO BHOCUTb KOPPEKTUPOBKN. [1pn gaHHOM
noaxode napTHEP QOKYCUPYETCS Ha KadyecTBe
BbIMOJIHAEMbIX PEMOHTOB 1 Bonpocax HSE.

Peannsaunsa NnpoeKTa Ha4vasiaCb C OLEeHKWN

pPeanM3yeMOCTI U HaNNYMs NoTeHLyana no
a/lbTepHaTVBHbIM KOHLIENUWAM B anpesie 2019 roga, a

www.rogtecmagazine.com

5) minimizing accidents during servicing operations and
transportation;

6) reducing turnover among well servicing and workover
contractors’ employees;

7) gaining a beneficial economic effect;

8) expanding the contractors’ market in the region.

Transition from the key-turn model to the innovative
model of downhole operations management is a
breakthrough approach not only for the Company, but
for the whole Russian oil industry as well. The whole
process is consolidated on the asset level, which
allows for reaching synergies, managing well servicing
and workover in an agile way, quickly responding to
changes and swiftly making adjustments. This way, a
partner may focus solely on the quality of well servicing
and workover, as well as the HSE issues.

Project implementation started in April 2019 with the
assessment of feasibility and existing potential for
alternative concepts, and as soon as September 2020,
the well servicing and workover teams commenced
field operations. A record-breaking period between the
project development and its implementation is the result
of the team’s efficient cross-functional work.

The new operation procedure boosted the productive
time ratio for well servicing and workover by 23 per
cent (from 74 per cent in 2018 to 97 per cent in 2021).
The LTIF equals zero; far fewer technical irregularities
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Split Services Cooperation Model

c * Adjustments, accident reports,
approvals

* In-process maonitoring of work teams’ performance
* Quality control of requests, their timely

}_. Gazprom Neft Orerlburg .............................
+ Application fling,
short-term planning Work teams’ operational needs are collected
— Downhole Operations twice a day by Well Servicing and Workover
On-site Officer Directorate
e e Contractor's Central Dispatch Office and passed

(SRP) for WS&W and well on to the GPN-Crenburg Control Engineer

Split services technical management

A
v

Control Englneer
{Technaiogical Cenler under Downhole Operatiors
Supervision Dirsclomta)

= Collection of requests from WS&W conltractors

= SRP fer Oil and Gas production

* Putting together a req; schedule,

Oil and Gas The GPN-Orenburg Control Engineer puts together a

Production Directarate schedule and prepares requests for service
* SRP for tubular products contractors. Transport requests are submitted to the
Transport Support Directorate.
Directorale) Transport engineers of GPN-Crenburg’s Transport
* SRP for WS&W transport support Support Directorate distribute transport for well

servicing and workover operations as well as oil
and gas production

“Contractor — Conftractor” and “Contractor —

Customer” cooperation is governed by

9 transport
requests to conlractors (Tubular products, Transport, Well mm:ﬁmmonfuwsaww
Emergency services) 0il and Gas production Division No. 2
* Reporting * Optimization of vehicle engagement ;
_ * Application filing, short-term * Filing a request for well emergency service

Tnnlyene_m!md planning operaticns, approving a work plan and
requesis, signing of scheduling remedial operalions
matenal load lists

T- Work performance

yxe B ceHTaope 2020 roga bpuragsl TKPC npuctynuamv
K paboTamM Ha MECTOPOXAEHWSX. PekopaHbIn CPOK OT
pa3paboTK 00 peann3aumm — pesynbtar 3deKTUBHON
KPOCC-PYHKLMOHATBHOM paboThl KOMaHOb!.

PaboTa no HoBoW cxeme noBbIcia KOIMDUUMEHT
NPOV3BOANTENIBHOIO BPEMEHWN MPY PEMOHTE CKBaXKMH
Ha 23% (c 74% B 2018 0o 97% B 2021 r.). [NlokazaTesb
LTIF paBeH O, TeEXHUYECKME HAPYLLEHWS 3HAYNTENBHO
CHU3WNCh. DPDEKT OT BHEAPEHNSA HOBOMO MOAX04a K
paboTe ¢ HehTECEPBUCHBIMM OPraHN3auMsaMm1 COCTaBII

okos1o 1,5 MNH goniapoB No utoram nosaHoro 2021 roga.

B nepcnekTrBe OaHHbIN NPOEKT BYAET TUPaXKMPOBaH
B paboTy OoYEpPHUX NpeanpuaTun «asnpom HedTu» B
Opyrux perrvoHax Poccuu.

KomaHpna npoekTa

000 «["asnpoMHedTb - OpeHbypr»:

KanycTta E.B., TEXHUYECKNI ONPEKTOPR

Kawanos [.P., HauanbHWK ynpaBnerHust OypenHus u
BHYTPUCKBaXKMHHbIX paboT

MAO «FaznpomHedTb»

OropopoBs A.B., reHepanbHbii gnpektop OO
Tuwkesuny C.B., gnpekTop nporpamm
BHYTPUCKBaXKUHHbIX paboT

BoHpapeHko A.B., Ha4anbHVK ynpasneHus
3(MPEKTUBHOCTM 3aKyMNOK

CtenuH K.C., Ha4anbHVK ynpaBneHnst 3aKymnok
NPON3BOACTBEHHbIX YCYT

Cyukos P.H., pykoBognTenb akcnepTnab,
nenapTaMeHT BHYTPEHHero ayamra
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Coordination protocols.

m Joint management of changes in the Protocol is
ﬁ}"{_\j carried out within the regular meetings of the multi-

purpose Pilot team.

have been registered. The effect of introducing this
new approach to cooperation with oilfield servicing
companies amounted to about USD 1.5 million as of
the end of 2021.

In the long run, this project will be passed on for
implementation among Gazprom Neft’s subsidiaries in
other regions of Russia.

Project Team

Gazprom Neft Orenburg, LLC:

Evgeny Kapusta, Chief Technical Officer,

Damir Kashapov, Head of Drilling and Downhole
Operations Directorate

Gazprom Neft, PJSC

Alexei Ogorodov, Director General of a subsidiary
company

Sergei Tishkevich, Director for Downhole Operations
Programs

Alena Bondarenko, Head of Directorate for Purchasing
Efficiency

Konstantin Stepin, Head of Directorate for Production
Services Purchasing

Roman Suchkov, Head of Expert Review Panel, Internal
Audit Department
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