Coordination & Management

Yinecripy >xaHe 6ackapy

KoopauHauuna n ynpaBneHue




Coordination and project
management

Management chaos
consumed 25% of CAPEX -
we regained control in 2
months

The project involved the
construction of a heavy oll
fractions processing plant in
Kazakhstan.

The core issue was a lack
of management and
coordination among
disparate subcontractors.
Technologists frequently
changed the layout of
columns, neglecting to
update revisions. This
naturally led to repeated
dismantling and
reassembly. Design and
drawing issuance
processes descended into
chaos.

XobaHbl ynnecTipy *aHe
6ackapy

bGackapydarbi xaoc CAPEX-
miH 25%-biH >xern KoUob! -
6i3 2 al iwiHde 6akblnayobl
KalmapOobiK

>Kob6a KasakctaHga aybip
MyHan ppakumsinapbiH
©HOENTIH KOMOKMHAT canyabl
kesneni.

Heriari macene
LaLblpaHKbl Kocankbl
Mepgaireprep apacbiHaa
Gackapy MeH ynnecTipyaiH
6onmaybl egi. TexHonortap
peBu3nanap Typanbi
yMbITbIN, GaFaHanapabiy
opHanacyblH YHEMi e3repTir
oTblpabl. byn anbette
OipHelle peT OenLuekTeyre
XXOHe KanTa KypacTblpyFa
aken cokTbl. XKobanay xaHe
cbizbanapabl 6epy
npouecTtepi xaocka
anHangbl.

KoopauHauusa m
ynpaBreHue npoeKTom

Xaoc e ynipasrneHuu cvedar
25% CAPEX - mbI 8epHynu
KOHmMpO/ib 3a 2 mecsiua

[NpoekT npeactasnan
cobow CTpoUTENLCTBO
KomOuHaTa nepepaboTKn
TspKenbIX ppakumn HedpTh B
KasaxcTaHe.

["aBHom npobriemonm
oKasanocb OTCYTCTBUE
AOIMKHOrO yrnpasneHus u
KoopAMHauun mexay
pa3pO3HEHHbIMU
cybnogpsgyunkamu.
TexHonorn NoCTOAHHO
MEHSANN pacnonoXxeHne
KOMNOHH, 3a0biBag o
peBM3NsIX. ATO OXKNgaemMo
NpMBOAMIIO K
MHOrOKpaTHOMY AEMOHTaXxy
1 NOBTOPHOMY MOHTaxy. B
NPOEKTUPOBaHUN 1 Bblaaye
yepTexen Lapun xaoc.



This resulted in a massive
cost overrun. The
construction company was
executing volumes of work
without a final master plan,
creating complete disorder
on the site.

We conducted an audit and
temporarily suspended the
processes. Then, we
introduced mandatory
execution procedures,
reviewed contracts and job
responsibilities, and
established strict KPlIs,
linking payments to quality.

As a result, processes were
streamlined, and redundant
links were eliminated.
Responsibility for "blind
spots" was restored, halting
the cost overruns and
bringing the project back on
budget. Ultimately, it
achieved an 18% savings in
CAPEX.

Bbyn opacaH 30p
KapaxkaTTblH apTblK
XymcanyblHa akengi.
KypbInbIC KOMNaHUACHI
TYNKiNikTi 6ac »xocnapcol3
XYMbIC KenemiH urepgi, oyn
anaHaa TornblK PeTci3aik
Tyablpabl.

bi3 ayauT xyprisin,
npouecTtepai yakbITia
TokTaTTblK. CoaaH KemiH
MIHOETTi Typae opblHaay
paciMaepiH eHri3gik,
KenicimwapTtTap MeH
nayasbIMAblK MiHOETTEPAI
KanTa KapagblK,
Tenemaepai canara
GalinaHbICTbipaTbiH KaTaH
KPI opHaTTbIK.

HeTmxeciHge npouectep
peTke KenTipinin,
KanTanaHaTblH OybiHOAP
xombingel. "AktaHoakrtap”
YLUiH XayankepLuinik
KannblHa KenTipingi,
KapaxaTTblH apTbiK
XXyMcanybl TOKTaTbINbIM,
Xoba GrogxeT weHobepiHe
kanTapbingbl. Canbin
kenreHpe, CAPEX
BownblHwa 18% yHemaeyre
KOn >eTKisinai.

OTO0 NpMBENO K OrPOMHOMY
nepepacxoay cpeacTs.
CrtpouTenbHas KomnaHus
ocBavBana obbembl paboT
0e3 hMHanNbHOro reHnnaxHa,
YTO co3aaBaro Ha
nnowagke nosnHy
Hepa3bepuxy.

Mol npoBenu ayauT 1
peLLnIN NPUOCTaHOBUTb
npoueccol. 3aTemM Obinn
BBEAEHbl Npoueaypbl
o6a3aTenpHoro
NCMNONHEHWS,
NnepecMoTpPeHbl KOHTPaKTbI
N OOSMKHOCTHbIE
06a3aHHOCTK, a Takke
ycTaHoBneHbl cTporve KPI
C NpAAMON NpUBA3KON onnat
K Ka4ecTBy.

B pesynbTate npovueccol
yAanochb ynopsgouvThb,
n306aBMBLUMCHL OT
Ay6nmpyroLLNX 3BEHBLEB.
bbina BocctaHoBNeHa
OTBETCTBEHHOCTb 3a
"Oenble nATHA",
nepepacxoq 0CTaHOBUIICS,
N NPOEKT BEPHYIICS B paMKM
otogxeTa. B koHeYHOM
cyeTe akoHomusa CAPEX
coctaBsmna 18%.



A project without a
management system tends
to become a bottomless pit
for the budget. Our
approach is to establish
order where chaos
previously reigned.

Backapy ymeci ok »xxoba
GrompKeT yLWiH TY6i )oK
TYHFMbIKKA alHanybl
bIKTUMan. bi3aiy Tacinimi3 -
OypbIH Xaoc OonfFaH Xxepae
TopTin opHary.

MpoekT 6e3 cuctemsl
yrnpaBneHnst puckyeT cTaTb
©e3noHHOM boYkom Ans
otogxkeTta. Haw nogxon
3aKnto4yaeTcs B TOM, YTOObI
HaBOAMTbL MNOPSAOK TaM, rae
paHbLLEe Lapur xaoc.



