nikkocitl

*Move 2 trading floors, 200+ mission critical
applications; 500 traders, 360 billion USD under
management and 1 critical 24H participant in
worldwide capital markets across Tokyo.

- Upgrade entire firm, 1500 PCs, from Windows
2000 to XP while keeping 700+ business
applications running smoothly.

- Retiring hundreads of Unix workstations.

. Completed entire project with ZERO second
business interruption

THE SHIN M ARUNOUCHI PROJECTO A CASE STUDY

NikkoCiti is a wholesale investment bank established as a joint venture between Nikko Cordial Corporation,
with 110 branches throughout Japan, and Citigroup, Inc., with a network spanning more than 100 countries.

Ni kKkoCi ti is a combination of these two companies?®
achievements. The first of its kind in Japan, NikkoCiti is a global wholesale inestment bank offering customers
the highest quality in financial services. It is the fifth-ranked investment bank in Japan with assets under
management exceeding 360 billion USD.

RELOCATING TO THE HERT OF TOKYO® FINANCIAL DISTRICT

In 2006 a major project was initiated to move the corporate offices
to the prestigious Shin-Marunouchi building, in the heart of the
financial district of Tokyo, overlooking both Tokyo station and the
Imperial Palace. In total more than 3000 employees of Citi, Nikko
Cordial and NikkoCiti were to be relocated, including two of the
biggest trading floors in Tokyo.

Taking the opportunities afforded by the relocation, NikkoCiti
management decided to completely pre -build both trading floors.
Expected advantages accruing from this decgion were:

Consolidation of PC footprints by providing fewer, more
powerful workstations optimized for the computing
requirements of the traders

Reduction in PC support requirements by reducing the
total number of supported equipment types

Increased uptime from the provision of all new equipment for all staff

In realizing this vision, NikkoCiti was required to undertake several pre-requisite projects in order to prepare
the organization to occupy the pre -built floors. These projects were upgrading the entire fleet of PC from
Windows 2000 to Windows XP and retiring the UNIX workstations on the trading floor in favor of Windows PC's
running Hummi ng-windows&aftwakex c eed X
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PROJECTSALVAGE

By April of 2007, it was becoming clear that the project timeline was in trouble. While most pre -requisite
projects were meeting their deadlines, the End User Technology efforts were lagging, threatening the entire
schedule. The subsequent departure of the project manager in overall control of these efforts pushed the
situation into crisis mode.

In response, NikkoCiti engaged Fusion Systems to provide project managers, infrastructure and development
staff to bring these projects under control and ensure that they met the ever tightening deadlines for the
relocation.

HIT THE GROUND RUNNING

Embracing Fusion Systemsd core values of ©6your dead
project management processes, udklyable o aulisthe gtatus pfehe projenid n a
identify key barriers to progress and implement remedial programs

EXCEEDINGEXPECTATIONS

Eliminating the requirement for the UNIX workstations on the trading floors was a key deliverable for the
project. Removing the requirement for expensive infrastructure both in the datacenter and on the trading floor,
consolidation of computing power with the PC -based applications and the elimination of redundant support
groups would result in significant gains for NikkoC iti.

However, the reality of porting these applications
challenge. While essential to the trading business, most applications were aged, with limited internal knowledge
within the current development t eams. Complicating matters was the considerable internal resistance to

making such a radical change to the trading environment.

Through deep understanding of both the Exceed product

and the underlying UNIX X-wi ndow infrastru
expert development teams were able quickly determine the
key issues and develop the necessary customizations that
allowed the old application to operate successfully in the

new environment. Where necessary, helper applications

were developed and deployed to provide the ne cessary
bridging between the older UNIX code and the new PC
environment.

Though end user dissatisfaction with the Exceed product remained a significant issue throughout the project,
by deliberately fostering close collaboration between project staff, Nikko Citi technical staff and end users,
Fusion ensured the success of the retirement project and a high level of satisfaction with the outcomes.

IMPROVING THE USEREXPERIENCE

The second major initiative was the upgrade of the PC operating systems from Windows 2000 to Windows XP.
In all, more than 1,500 PCs needed to beupgraded.

To minimize the risks involved, it was decided ear |l
user provided with a new PC and their old PC remaining available for three days. Following this, the standby PC
would then be recovered and reused in later migrations. To ensure that there would be no migration -related
impacts to the building relocation, all users were required to be upgraded at least four weeks in advance of

their move.
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When Fusion took over the lead for this project in May, twelve weeks in advance of the first move, only 50% of
applications had been certified as XRcompliant and less than 10 per cent of equipment had been migrated.
Working quickly with key stakeholders and after a thorough analysis of the project risks and deliverables,
Fusion was able to identify the major barriers to progress. Using a combination of scope clarification and
redefinition, project objectives were restructured to meet the deadlin es.

Using s-wfdhe-bdx@dt t hi nking was possible because of the
status afforded by disciplined adherence to the principles of project management. By documenting the
management processes, identify critical path elements and eliminating unnecessary distractions and focusing

both the project team and NikkoCiti on the key deliverables, project momentum was regained.

PREBUILDING THE TRADING FLOORS

Concurrent with the project recovery of the XP and Exceed projecs, Fusion was also required to move full
speed on the trading floor pre -build. Very little work had been completed and other project streams were
completing tasks without the necessary input from End User Technology, creating unknown gaps that would
inevitably cause problems later. With the move deadlines drawing steadily nearer, time was running out.

CusTOM CONFIGURATION

Formostt rading floors, each use
This poses a significant challenge to anyone outfitting a .
trading floor. M onitor configuration, PC footprints, desk
layouts, dealer-phone configurations all need to be
individually set for every user. With up to 12 monitors and 3
workstations available to each user; and with each
application with its own isolation, display and firewall
requirements, the configuration management issues were
formidable.

The only answer was to interview all 550 trading floor users
individually.

To assist with this, Fusion lead development of a configuration database, capable of matching users to
applications and able to track all configurable elements. Matched with a web interface that enabled
interviewers to enter the data directly into the system and users to instantly see their new configuration
streamlined the process considerably. In the end allinterviews were complete within a four week period, in
spite of the narrow windows afforded interview teams by the market hours.

M ANAGING DEPLOYMENT

In all, more than 2000 monitors and 850 PCs were deployed as part of the prebuild of the trading floor. W ith
four weeks available between when the equipment was delivered by the vendors and when the systems needed
to be available for market data and other specialist application installation, the pressure was certainly on.

Here again, Fusionds focus on pl an nénsugng that the baiid touldbe d
completed according to the tight deadlines.

From the outset, it was clear that data management would be key to the success of the process. Aubmated
tooling provided by the XP Migration project could build more than 100 PCs per day, but ensuring they were
deployed to the correct desk and connected to the correct monitors was another issue entirely. The pre-build
management database, leveraging the data collected from the user interviews, was designed by Fusion to
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merge data from market data, telecommunications and end -user technology to provide an integrated front
view of the userod6s desk. By tracking aiasnwee expdctedto be f
seen by the wuser, technical staff was able to confi

As the move project allowed for no possibility of fallback, the user environment had to work first time. As such,
the mantra for the pre-build was test, test, TESTProactively creating a collaborative environment between
business management, technology groups and other move project teams such as market data and
telecommunications, Fusion project managers were abletoensuret hat al |l aspects of t
was fully tested and verified in advance of the move weekends.

During nightly and weekend testing sessions, technical staff worked hand in hand with users to verify both the
6l ook and f eel 6 operatibnrofall af thair systéms.dJsedcomnteets, issues and requests were
captured and fed back to the project teams in a controlled manner, ensuring nothing was forgotten or left to
chance.

THE BUSINESSM OVESON

The one immutable fact of business ischange. Even over the relatively short three month period of the pre-
build changes in market conditions and the usual ebb and flow of employment created the need for changes to
the pre-built environment. Coupled with the large number of configuration chang e requests coming out of the
user acceptance process, this created enough pressure to potentially destabilize the entire process.

Fusion understood right from the outset that effective change management was paramount to the success of
the pre-build. A two-fold response was created to ensure that necessary changes could be accommodated
without threatening the project. Firstly, the pre -build management database was designed from the ground to
accommodate and support changes. Reports could be generated automatically to show the impact of any given
change. Secondly, a comprehensive change management process was implemented to ensure that all changes
would be reviewed and authorized by the appropriate level of management. By working closely with both
business andtechnology management, changes were vetted and approved or rejected against criteria that,
while recognizing the need to accommodate change, was sympathetic to the realities of the project.

As a result managed changes could be accommodated right up to the end of the pre-build process without
affecting the project timelines.

DONE RIGHT, THE HRSTTIME

In the world of securities trading there is no margin for error. When
outages of minutes can lead to losses of millions, everything must be
done right, the first time.

So for both NikkoCiti and Fusion, the issue-free start of trading for both
trading floors was a vindication of the quality of work put in by all
parties.

CONTACT US
Shanghai Tokyo
14C, CATIC Building, 212 Jiangning 5F, Atlantic Building, Azabudai 2-3-3,
Rd, Shanghai, PRC. 200041 Minato-ku, Tokyo, Japan. 106-0041
TEL : +86 21 5289 5858 TEL : +81 3 3505 2880
FAX : +86 21 5289 5598 FAX : +81 3 3505 2881
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