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Technology- /Eu{agement Network

Agenda — TMN Meeting #57

Meeting topic: Agile portfolio management and fast failing

Date: 13 — 141 May 2024
Venue: Conference Room W4.1A.335, Wellness 4 Building, ExxonMobil Houston Campus,
22777 Springwood Village Parkway, Spring, TX 77389, USA
ExxonMobil Contact: Rich Copsey, Tel: +1 210 324 9799
Directions: Please enter the Campus via Wellness Drive entrance, where you will
need to check in with security and show your passport / ID. Please arrive 30 minutes
before the meeting start time to allow enough time to go through security.
Once past security please park in the Nature Garage (please refer to the instructions
shown below for directions to the conference room)
Contacts: Shreekant Mehta, OTM Networks, Mobile: ++44 (0)7817 613388
Agenda
Day 1 — Monday, 13t May 2024 CST (Houston) | CET (Europe)
Arrival, tea/coffee, networking 08.30 15.30
1 OTM/ All attendees Welcome, introductions and objectives/ agenda |08.45 15.45
2 ExxonMobil Presentation 1 09.15 16.15
3 |OMmV Presentation 2 10.00 17.00
Tea / coffee break 10.45 17.45
4 Hess Presentation 3 11.00 18.00
5 Equinor Presentation 4 11.45 18.45
Lunch 12.30 19.30
6 Petrobras Presentation 5 13.15 20.15
7 | Shell Presentation 6 14.00 21.00
Tea / coffee break 14.45 21.45
8 Woodside Presentation 7 15.00 22.00
9 | ConocoPhillips Presentation 8 15.45 22.45
10 |Guest (Tbc) Presentation 9 16.30 23.30
End of day 1 17.15
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Day 2 — Tuesday, 14t" May 2024

Arrival, tea/coffee, networking 08.30 15.30
11 |Eni Presentation 10 08.45 15.45
12 | Wintershall Presentation 11 09.30 16.30

Tea / coffee break 10.15 17.15
13 |bp Presentation 12 10.30 17.30
14 [OTM/ All Attendees Plenary discussion — final wrap-up 11.15 18.15
15 | OTM/ All Attendees TMN future plans - meeting topics etc. /

Any other business 11.45 18.45
Lunch OTM 12.30

Meeting Briefing Notes

The concept of portfolio management and benefits of focusing on projects that have a high probability
of delivering value is well known and understood by most companies. Portfolio management involves
an element of project management. These days agile project management is the standard — has agile
management of individual projects within a portfolio translated into agile portfolio management?

Your contribution could be split into three sections:

(i) How is your portfolio (and the organisation manging the portfolio) structured,
(ii) How the portfolio is run and
(iii) What you can lever to optimise portfolio decisions

how is your portfolio (and the organisation manging the portfolio) structured:_Managing the
portfolio, KPls and showing value

How is your organisation structured to manage the portfolio. How is your portfolio structured and
managed.

At a higher level, the Board (ultimately) made decisions on the portfolio, however we now have a new
paradigm of activist investors who take some of the decision making out of the Boards hands — driving
investments in energy transition.

An agile / dynamic portfolio needs continual balancing which contrasts with rigid annual planning.

How do you balance the annual planning / budgeting cycle, when value from a project could be in several
years' time... and yet, the technology group is expected to deliver per quarter!

How do you manage the annual plan / budget against your technology roadmap. How do you balance
short- and long-term priorities in your planning, or incremental Vs radical technology projects?

Do you have KPI’s to balance your portfolio and help drive decisions to turn projects off / accelerate
projects.

Do you have short term goals showing you're on the right path balanced with showing the org that you
deliver value in long term.

Questions:
* Organisationally — how is your portfolio managed and by whom in your organisation?
- At what level should the portfolio be managed? Do you have 1 organisation focused on
technology or many organisations which then roll up to a specific technology
organisation? lIs it at department level / discipline level?
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- How do you slice / dice these to be effective?
- How do you understand and manage the overlaps - projects that cover multiple value
chains?
- Have you seen the effects of activist investors. If yes, how have they manifested
themselves?
+ Regarding your portfolio of R&D projects, how are they structured?
- Does the portfolio belong to the Technology Group or are responsibilities shared across
the organisation?
- Does Technology run the portfolio, and then migrate through gates to the BUs?
- Do the BUs have their own portfolio, and manage risks with less interfaces / gates?
- If the portfolio involves different entities in the organisation, how do you engage all of
them?
What KPIs do you use to manage the portfolio?
* Funding
- Can success be measured in $$?
- Is the answer a (2-3 yr.) rolling budget — allowing freedom to operate?
- What if you don’t spend the money — do you lose the funds and your budget is reduced
next year?
- Is your approach to funding a lever to be pulled?
+ E.g. dosed funding as often used by venture organisations
- How do you manage wildcard funding — budgeting and planning for gamechangers?
+ Do you have best practices to share / boundaries / unwritten rules?

How the portfolio is run: Failing fast

Are your processes aligned to stimulate fast failing of projects and avoiding a long-drawn-out process
before a decision is made.

When ideas are conceived, how do you engage everyone in the value chain / all stakeholders.

Once you have decided, is the runway 24 weeks, 12 weeks, or 4 weeks to see if you are heading in the
right direction or to decide to drop a project.

How do you manage / kill off technology in the portfolio you originally put together.

Questions:
*  Who needs to be involved at project conception to ease passage through to deployment and
prevent cold pitching of ideas to those executing the technology?
* How have you optimised portfolio decision making / made it agile? Is it portfolio or project agility?
* How do you manage / kill off technology?
- How do you instil discipline and consistency?
- How do you decide on the runway for a project to show value?
- How do you limit the blast radius of failed projects?

What you can lever to optimise portfolio decisions: Resourcing and skills

It is key to develop skill sets that help technology project managers to get the right mindset / training to
make decisions. Encouraging questioning whether things should be killed off - not just to follow a
process, but to challenge.

In terms of resource, subject matter experts are not PMs, but they end up running the technology
projects. This leads to great technical progress, but not so much on the PM side. If an SME has 6
projects - that’s not a lot of time allocated for each of these projects, so important they are making the
right decisions to move on or shut down projects.

Questions:

* How do you train your people?

+ Is it different for a medium sized company Vs I0C’s?

« Do you have sophisticated tools to juggle projects, assess probability of success, get consensus,
or is ppt and xl sufficient?

* How do you break the paradigm of thinking that you have to see through what has been funded —
irrespective of whether it is failing or not... how do you break this behaviour to get to the truth as
fast as possible?

*  Cultural changes — how do you get the organisation to take on more risk — and reward risk taking;
failed projects should be an expectation — a measure that you are trying?
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* Long term innovation project needs a systems-based approach — what’s the balance of individuals
running small projects vs larger technology roadmap programs and how are they integrated in the
longer term?
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Recommend Hotels

There are a few hotels nearby (suggest one of the first 3):

Houston CityPlace Marriott at Springwoods Village
Residence Inn by Marriott Houston City Place
Courtyard by Marriott Houston City Place
Hampton Inn and Suites North Houston Spring
Hilton Garden Inn North Houston/Spring

gkl

The Courtyard Marriott offers a shuttle to and from the Campus.
Hotel shuttles will drop off in front of the Wellness 3 building
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Maps Directions
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mm oy e PArk here In Nature Garage
I Construction/Resident/Visitor route 9

I Resident/Visitor route

[ construction only route
== WestReception drop off
I Open buildings

Check in with
security here

Wellness

Sclence

Meeting
is here

0 Enter here

Watch posted speeds as they
electronically monitored

(15 mph entry & ring roads,
10 mph garage)

There are 3 entrances to the campus, you
can use any. Suggest you enter via Wellness
Drive as it is closest to the meeting location.
Hotel shuttles will drop off in front of
Wellness 3.

If you have any issues, call me (Rich) at
210.324.9799

EXXONMOBIL
HOUSTON CAMPUS

[ New/Recpened Road
[l Open Road
[l Campus Roads

. Freeways

Spring Cree

Airport

Spring Stuebner Rd
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