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w

I Priya Raman 70 —/3LPM

Week six of hypercare. Three items today: incident trend and whether we exit hypercare on Friday,

transition to BAU and the support model, and benefit tracking. Then I'd like ten minutes at the end that

isn't about numbers.
NANR=TTOEBTT, SHIF3DDHEE, 1 VT MEBESBICNAN—Tr TEETT 20 0¥l, BEER~
OBE LY R—MMEH, £ LTHRAE, REIC. BFOETEARVEREZ100W=/R2E2/-\WTT,

KEY hypercare / transition to BAU BEE®OEHRY K-+ EBEER~OBE

Lena Fischer ~>4%—7—%757 |
I'll start with the trend, because it's the good news. Week one, three hundred and twelve incidents. Week
two, one eighty-eight. Then ninety-four, sixty-one, forty-eight, and this week forty-one. The curve has
flattened, which is what we want to see before exit.

HBEI oD ES, ROUAMSEADT, BLEE3124, $H25813188%, LI, 614, 48%. Z LTS5BEALHETY,
BEERAME (XA Y £ L, RTHEDRICRIZWETY,

KEY The curve has flattened. BHfEAES XL 270 - 72

Michael Brennan 254 —

Flattened is different from low. Forty-one a week — is that a steady state we can live with, oris it a

backlog we're pretending is a steady state ?
BIEWEBEWERITT L, Bl ZUFANONZEBRETIL, TNEHEBREOIY & L7BEHRZLTT
AR

KEY Flattened is different from low. (LU EAEWL TR FFICERE 170 0)

Lena Fischer ~>4%—7—*77 |

Fair distinction. Of the forty-one, twenty-nine are how-to questions — users asking how to do something,

not defects. Eight are data corrections from the migration. Four are genuine defects, all severity three. So
the defect run rate is four a week and falling .

ZEBXFTY, 414D 5 b29FRBREAEOMNEHLE T, TEETELRLI-—Y—n o DEMTY, 8HIFBITHE
DT —REE, MHBEDRERT, IXTEKREITY, LA > TTREADFEEXRTBAGT, BMERTT,

KEY how-to questions / run rate #2{EAEDRWEbHE /FEE




5

Ken Sato HAITU —F

| want to add something about the twenty-nine how-to questions, because they're not evenly spread.

Eighteen of them come from three branches, and all three are branches where the manager didn't attend
the training. That's not a system problem — it's a leadership problem, and it's mine to fix.
BEREOBMWEDLE2MFICOVWTHELI-WTT, BFICHBLTVWETA, DBIBHN3XIEICEFLTEY, 0
SEEFWINHXERNMFEICHTLWEA, CNEVATLOMBETIEHLEL ¥2 VAV FOMETY, Z LTRY
EIRELDTY,

KEY it's mineto fix ZAIERHAETRZLDTY

Michael Brennan <4 —

That's a useful thing to know, and thank you for saying it that plainly. What are you doing about it?
ZNIFHBMEDHBEETT, TIETEEILE>TNTEAY 9, E5WNL £ D,

Ken Sato HAITU —F
I'm running a session for those three managers next week, and I've changed the rule for Wave 2 — branch

managers complete training before their staff, not alongside them . If the manager can't answer a basic

question, the staff stop trying and call the help desk.

JBZD3ZOXIERAITICEYy Yy a v EEELET, T L TWave 2ICAIT T —ILEZZEZX F L1, XERIFFTEE
FCldm<d, BTEYERICHEEZRTT 5, IERVERNLERICEZ oNGEWE, BTEEZZDZEPHTAILT
TAYVICEELET,

KeYy before their staff, not alongside them T & [FEFFCla7a <. 8T &Y EC

I GTHIEEZEEDRELHEOHHAE Close & variance

8

10

Priya Raman 70— /3LPM
I'm taking that into the Wave 2 approach document as a standard. Grace, the finance side — where did the
AR variance land?

ZhzWave 207 70 —FXEBICBEEE LTANE S, Grace, MHBAITY, THEEOERITES Y £ L1zh,

Grace Tan APACHI

Exactly where we hypothesised. Foreign currency revaluation timing. It resolved itself at the February
month-end close, and the closed February balance reconciles to the yen. I've signed it off and closed the
REEY DBATICER L E LT, ABFMBEADXA IV 7T, 2ROARMHTEAICEREL., MOBD2BES L
MAEMEFT—HLTVWET, Y13 7LT, EEFEZETICLELT,

KEY closed the finding #&#E=E %5 7IC L7

Michael Brennan <7 4 —
And the February close itself — how many days?

2RO BWEIZE S TLIzh, FMANNY X LIz,



11

12

Grace Tan APACHI#

Eight days. Down from eleven. Not the six we put in the business case, but that was always going to be a

second-year number — we can't restructure the close process and go live in the same month.

8ATY, 1IANSEMLE LT, EVFRT—RICBWE6ETIESHY EHAN. HNETHO2EBOKFET L,
HTOCZAOBEBRIBEHZRLCAICIITEEEA,

KEY always going to be a second-year number HALIETTH 525 B DIMF7E 57

Michael Brennan <> 4 —

Agreed, and I'll say that to the board in exactly those words. Eight in the first close is a good result and |
don't want anyone framing it as a miss.

AELEd, WFEERICHFOEEDEF TR ET, BYIOHEH TSHIIRWHER T, RKELLTHEONIDIIEAEY
/\/o

KEY |don't want anyone framing it as a miss. FiE& LTHbN2DIEEALELA

I SLAICZ W F=21B5B DI The SLA Gap

13

14

15

I Priya Raman 7 0 —/3LPM

Let's talk transition to BAU. The proposal is: hypercare ends Friday the thirteenth. From Monday, incidents

go to the standard service desk with Northwind as third-line. SLA is four hours response and one business

day resolution for severity three, two hours and same day for severity two, thirty minutes and four hours
for severity one. Ken, Grace, is that workable?

BEEANOBEICOVWTELELL S, BREIF. N A—TTZI3HERICKT, ABr A>T MIBEDY
—ERTRZIZAY . Northwind B =336, SLAIZEAREIAICEARE - BRIEHEH, ERE2H2NME - 5. EX
E1h30% - 4 T9, Ken, Grace, TNTEATE X9,

KEY SLA: response / resolution SLA @ JG& R/ f R K

Ken Sato HAITYU —F

Almost. One gap. The SLA is defined in business hours, and business hours are defined as Chicago. Our
nightly interface window is two a.m. to five a.m. Japan time, which is nobody's business hours. If that batch

fails at two a.m., under this SLA the clock doesn't start until Chicago opens — which is eleven p.m. Japan

time, twenty-one hours later.

FEITASLRTT, 18, KIIPHY £7, SLAIFEERER-—IXTERINTCEY ., TOEEFMIT HIEETT, H
HOREEEEOEITRRE L AARKE O FFI2EA LT, INIFHOBERMTLHY FBA, TO/Ny FHFHI2E
ICELHE. TOSLATIR S AINHE E TR EEEA. TNIFAAREROFRLILIE, 21KEETT,

KEY the clock doesn't start until ~ ~ZF THEE»EH 72 (SLADIKITIN)

Lena Fischer ~> 4% —7—%57

He's right, and that's an oversight on our side. The SLA template came from our EMEA contracts.

WOEBIZELWTY, ZLTHEADAIOREE LTT, SLAOUOABFIZEMEAOZK A 5B L= DT,

KEY an oversight on our side 4 DO REEE LT
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Michael Brennan <74 —
So fix it. What's the right answer?
TIHFELTLZE L, ELWLWERIERTT D,

Lena Fischer ~>4%—7—%77 |
Batch failures on the nightly interface should be follow-the-sun, not business-hours. Our Manila team is
online at that time. I'll carve out the nightly interface as a twenty-four-seven scope item — it's a small delta

on the support fee, and I'd rather absorb the conversation now than have this argument during an

incident.

TRBEDO /NNy FEZBIIBERFMN—-IATERL, BEEZER LZ24BMYIGICTNETY, Z0FMTEI~=70F
—LABE LT WE T, REEEA 2435 MGOR -7 LTYYHELEY, RFEA~D LELI(ZNETT,
ATy MREBPIZIODERET DY, SHEATFRIE ALV TT,

KeY follow-the-sun / a small delta on the fee [FZ=% G L 7-24E0 05, BB~ D/NED FEL

Grace Tan APACHI#

Get me the number before Friday and I'll approve it if it's what you're implying. I'd rather pay a small

premium than have a failed interface sitting untouched for twenty-one hours during month-end.

SEFTICRE LIV, HRENTRBRLTWIREARLARLET, ARICEEEEZEN2IFERESIND LY. /N
BEOEEAEILSIFI>NELTT,

Key I'd rather pay a small premium than ~ ~ X ) /FEDEBEZIL 51251 E L

I BRBAEZIEEICNRD  Benefit Tracking

19

20

I Priya Raman 7 0 —/3)LPM

Captured. Second BAU item — the three distributors we de-scoped into Wave 1.5. Ken?

L £, BAUD2EH. Wave 1.5ICA L7=E3H0HE T, Ken,

Ken Sato HAITU —F

Two of the three are now in testing and | expect them live in May. The third — the large one Michael called
personally — has committed to June, in writing, with a named project manager on their side. That call

made the difference, and | should say so out loud: I'd been chasing them for four months and got nothing.
3D S B2HIFIRET A MR T, SRICIEEETES LR TVWEY, 31tH. MichaelE#EEFEL/IZAKFTIA 68D

WIGEEE T, FHDOEEZFELMHETHERLE L, HDOBENROFTL, TLTINIFOICHELTE>THLIR
XT9, lFdH ARERLT. ABEoNETATLT,

KEY Ishouldsaysooutloud ZMIEFHICHELTE>THEIRNETY




21 Michael Brennan <> 4 —

That's not a failure on your part, Ken. That's the system working the way it should — you escalated at the

right time, through the right channel, with a one-page brief that made the call easy for me. | want that
written up as the example for the other regions.
INEHLT-DRBETIED Y FLA. Ken, ZNIFHEHEADNELKERELIZEVWS ZETY, HALIEED LRSIV

7T, BYLREEE->T, IAEFELCLTVWINERMTE T A AL —Ya v Lz, ZNEMBOHIEAEITOEFE LT
XEWLTIELWTT,

KEY the system working the way it should AN EL <HREL/ZE WS 2 &

29 I Priya Raman 7 0 —/3LPM

Third item, benefit tracking. Let's be disciplined about this, because programmes love to declare victory

and stop measuring . Baseline was: eleven-day close, no single customer view, and four point two percent

invoice error rate. Current: eight-day close, single customer view delivered, invoice error rate one point one

percent. Grace, do you accept those as measured, not estimated ?

3RE. MRAETT, TTIEHEICPYELL S, TRV ILIEBHEEZ LTAEEZ PO/ HHHDTY, R—2X
ZAVIE fHIIH, BEO—THWLIBREZ L. BFREL T —FK42%, RERHOHSH, BEO—TERIIEIR, &K
217 —-%11%, Grace, INOIFHETIHRCEAE LTRZITFANLNET D,

Key declare victory and stop measuring / measured, not estimated BFEE% L CREZ 00 5/ HaTTldm <A

23 Grace Tan APACHI7

The close and the error rate are measured — | can trace both to source. The single customer view is

delivered as a capability, but | wouldn't claim the revenue benefit yet. We said cross-sell would improve; we
have six weeks of data. Ask me in September.

DT T7—FKIEATT, MALHBRPETEBHTCEET, BEO—TEREIIMEEE LTEEBLTWETA 5t~
OMBEIZTELTRLEBA, 7ARELAARETEEEVE LA T—RIFGEMSTY, IBICEHLTL AT L,

KEY | can trace both to source. / Ask me in September. iR#LE TEITEEd 9FICHL T/ W

24 Michael Brennan <74 —

That's the right answer and it's rarer than it should be. Priya, keep the benefit review running quarterly for
two years, and put it on my calendar, not just the PMO's. Benefits die when nobody senior is watching.
ZINHELWVWEZT, FRL - EHDNEEXTY, Priva, MRV Ea—32FMH, OFHICICMEL T LT, £
LTPMOD AL v =T THRAFDAL Y Z—ICH ANT, #HL LEOARANR WAL E ZIRIFFEICET,

KEY Benefits die when nobody senior is watching. O AEA R TUWARWE . SHRIFFEICE T

I A= THT OHIET  Exit Decision

25 I Priya Raman 7 1 —/3LPM
Will do. So — the decision. Do we exit hypercare on Friday?

AL E LT, TIRIHBITY, ERBICNANN—TT7ZRTLETH,
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27

28

29

30

Lena Fischer ~>4%—7—%77 |
Yes, subject to the nightly interface SLA change being signed.
FL, REBEEOSLAZENHEEIND 2 &2 &M,

Ken Sato HAITU —F

Yes from me, and I'd add — | want the command centre call kept for two more weeks, but at fifteen

minutes instead of an hour. Not because we need it operationally. Because my team has been in a daily

rhythm for six weeks and | don't want to drop them off a cliff.

FWHLERTYT, ZLTUTIMAS &, BBty 2 —0ORFEL2BRAER L2V, L LIKHATIEALISD T, EF L
EHhoTEHY A, FT—LH6EM. BROYUXLTEHWTELZDT, EALEZRETLIRILIFLILBULAD
T\‘—a_o

KEY |don'twant to drop them off a cliff. EAroged L mceldlz<an

I Priya Raman 70— /3 LPM

That's granted, and it's a better reason than an operational one. Grace?

ARLEY, ERLEOERLY LWERHRTY, Grace,

Grace Tan APACHI

Yes. And formally: I'm releasing the OCR temporary resource at the end of March. The accuracy has come
up to ninety-six point one percent as the vendor tuned the model, so the condition Ken set in the fit-gap
workshop is now satisfied. | want that closed properly in the risk log rather than just forgotten.

FW, Z LTERIC, OCRHISOREEBIFIZARTRT LET, "V AL ETLZRHELTHEEL6.1%IC LA > 7:
e, Kenh' 74 v b F vy 7ORBCRE LAFHEREB SN TVET, ThaThondDTERLL, YRIE
BRCTERICETSEALWVWTT,

KEY closed properly rather than just forgotten S#AL 5415 D Tld7a < EXICTE TAES 2

Michael Brennan <74 —

Then hypercare ends Friday. Project Atlas Wave 1 is closed as a project and live as an operation . Priya,

thank you — you ran this properly.

TENANR=T TIZERITR T, Project Atlas Wave 1ix, 7Oy 7 b& LTIEET. EHE LTEBEF T,
Priya, YA &S, EBLAELEELTINE LT,

KEY closed as a project and live as an operation 7'A> 2 F& LTIHTET. EHE LTEBEF




I IEIEK?E ") i’.i. U Honest Lessons Learned

31 I Priya Raman 7 0 —/3LPM

34

Thank you. Now the ten minutes | asked for. Lessons learned — and | want the honest ones, not the ones

that make us look good. I'll go first. | built a UAT schedule that ran over Japanese year-end close, and Ken's

team paid for that mistake with six weeks of evenings. | should have asked the question — what's

happening in each country at that time of year — and | didn't.

HYNEITEVET, TREFESEVWLALIONTY, il — L LTHEHDLI VWL DOTREA L, EERDDAKL
WTT, FaDbihd Ed, FAMIEROERREICELRDUATR T Y 2 — L&A, KenDF —LIZGBEOEHEIGTE
OREZILVE LT, [ZORRICEETANRETWION] EMINETL, TNhELEFBATLT,

KEY |wantthe honestones. F#HD LWL D TR, EEASDHAL WL

Lena Fischer ~>4%—7—%757

Mine is the SLA we just fixed. We reused an EMEA template in an APAC deployment without reading it
against the local operating hours. It's a small thing that would have become a big thing, and we only
caught it because Ken read the document properly. Somebody on my side should have.

HhoHKFlE, SEL/SLATYT, EMEAD UG ZAPACEAICZD EERA L. BHMOBEBHEBL LTHAEL
YATLI, NERZETTH, RELMBICA>TWIZTTT, Kenh'XEZ EHALTALLDHLROD 77T
T, HADRIDHNI D[ DIANET LT,

KEY Somebody on my side should have. #FH4 QEIDENHTOIINETLL

Grace Tan APACHI#

Mine is that | approved a business case with a six-day close in year one. That number was never realistic
and | knew it when | signed it. | signed it because it made the case look better. Next time I'd rather present

a case that survives contact with reality .

MO, IFETHDHDEA L LW EVRRT —RE AR L2 £ TT, HOBFEIENHNORENTIERLL, AR
TR TRIEDDY > TVWE LTy BEHDRRANDPRCLEZDOEARLIZDTY, RiF, BEICEMLTHENLVWES
%Hj [_/fckz\f\\_g—o

KEY a case that survives contact with reality I352 (CHfR L C H BN A WEHF

Michael Brennan <754 —

That's a brave thing to say and I'm glad it's in the minutes. Mine: | approved the Japan-first approach in the
initiation meeting and then spent the next six months asking Ken why Japan had so many requirements. |
made the right decision and then behaved as if | hadn't. Ken, | owe you that one.

ZINEBROHDIHET, BFRHRITEZSTEN 72T, BOHINE, LD LIFORFBTARETT /O —F2ERL
THERNS, TORNMAM. BEEROEHNZARIZZLOA EKenlZBWEIT2Z & T, ELWHEE LTH
WT, LTWARWHDDESICIRDE 72, Ken, ZORIEHATZICBYAHY £,

KEY |oweyouthatone. ZO&IIHH/;IEYHHY £T
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40

Ken Sato HAITU —F

That's generous, but I'd say the questions helped. They forced my team to separate what we actually
needed from what we were used to. We went into that workshop with forty-seven requirements and came
out with two enhancements, and the discipline came from being challenged.

BALRBEETTH, MEHOBRNPRICT>7-EB-oTWET, ALBICKHERIDL, BATWEEITOLOEHIT
TB2%EBRLBYE LT, ATHZFSTREICAY, 7RFV2HTHTEE L, T0HREIEL. BLEoohizzeh
bEEFNF LT,

Ken Sato HAITU —F

My own lesson is different. For the first two months of this programme, | didn't speak up in these calls. |
understood maybe seventy percent of what was said at speed, and | told myself it would be rude to keep
asking. Then | asked for the decisions to be written in the chat, and everything changed — not just for me,
for the Singapore team too. My lesson is that the thing | thought was politeness was actually a project risk.
REZOHIERIDDTY, TOTATILORND2NA, FFIDRFECHKELELATLE, EVWRBTHEIN
ZHRNBROTERE LA ERTET, AELESIRTOEFEXILLEERNICTEVEIE TV E L, Z0%, AESEZT v
Y MIEWTL S EIBBELL, IRTHEDY £ L7, BT TR YV AFR—ILDFT—LIZE>THTY,
DHENE, BADIELEB > TWEEDH, RFTAY 7 PRI 572 WVWd T ETTY,

KEY the thing | thought was politeness was actually a project risk tLE/Z & BT boh, ElE7Aay=z7 FJ X
DIEDUE

Michael Brennan 24 —

Say that again at the Wave 2 kick-off. Not as a lesson learned slide — say it the way you just said it.
ZhzWave 20F v 7 F 7 THI—EE>TLLEW, HIIDRZA FELTTERL, SE-2LEVWADEET,

Priya Raman 70— /3LPM

That's the note to end on. Actions: Lena sends the SLA delta to Grace by Friday. Ken writes up the
escalation example and the manager-first training rule for the Wave 2 approach. Grace closes the OCR
condition in the risk log. I'll issue the closure report and set the quarterly benefit reviews. Command centre
continues fifteen minutes daily for two weeks.

FNTHDZDNENTTHR, 773> T9, LenaldL £ TICSLAZESD % Grace~% (T, KenlZWave 27 70— F
MIFIC, TZRAL—avDEflE~vx:—2 v —ETHEDIL—IL%EXZE, Graceld) 22 02 TOCREH%5E T AL
B, FMEETHREEAHITL, MUHEPFOMREL L2 —%2%F LT, EEL 2 — I3 HX15D 2B,

Priya Raman 70—/ 3LPM

And Wave 2 kick-off is the eighth of April. Ken, you're the requirements lead for it — across all countries,
not just Japan. Michael's decision, and | agreed with it before he finished the sentence.
ZLTWave20F v 74 7I34A8B TY, Ken, HALHAZOEHEER) — KT, AERLIF TR ENRED,
Michael DIRE T, FAIFEAE VRO ZFICEAREL £ L7

Ken Sato HAITU —F

Then I'd better start reading the SLA templates.
TlE. SLAD U BT 2 AMD D 2 EICLE T,
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Expression

hypercare / transition to BAU

The curve has flattened.

Flattened is different from low.

how-to questions / run rate

it's mine to fix

before their staff, not alongside them
closed the finding

always going to be a second-year number
| don't want anyone framing it as a miss.
SLA: response / resolution

the clock doesn't start until ~

an oversight on our side

follow-the-sun / a small delta on the fee
I'd rather pay a small premium than ~

| should say so out loud

the system working the way it should

declare victory and stop measuring / measured, not

estimated

| can trace both to source. / Ask me in September.
Benefits die when nobody senior is watching.

| don't want to drop them off a cliff.

closed properly rather than just forgotten

closed as a project and live as an operation

| want the honest ones.

Somebody on my side should have.

a case that survives contact with reality

BEEZROEFY K- BEER~NOBEE
A (N (27 - 72

BV EAEWER EEFRICBRS N W)
BEAEOMWEDYE RERK
ZNEMABEITRELDTT
WTEABTIEB L, BTFLYEI
EWMEEZTTICLE

HNIITH HL2EBOHRF > 7-
REELTHRONDDIFLELE LA

SLA @ [GE R,/ #RIR R

~F CHEENEIM WL (SLADHRIT )
HADRDEEZEE LTY

B2 % SE A L 72 245G B A O/NED ERY
~&VNEOEIEZILSIE>NEL
THIEAICHLTE>THLRETY
HHRANEL CHERELTZE WS T &

BHEEZ LTHEZC®H S /et Tl <R

R E TEITEET /IRICHVTILETL
FOABRRTWAEWE SHRIFFEICET
ErnEETLImIeiTLi< AN
TNnonsoTlEh L, ERICTETAET S
7AYo bELTIRTET. EBEE LTERE T
FHEOLVWHOTIEARL, EBARHDARL L
A4 DRIOHEI DR IRETLT

MEICEMLTHLENLRVES
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Expression
| owe you that one.

the thing | thought was politeness was actually a
project risk

ZDORIEHEIIEYDHY £

e
775 >7z

BoTWwiztop, EF7myz7 bUR



X3k - SEEORBRA ¥ b

BB TN TWARWN, & 3BED [BREZ25h8%h], AL 7EEHTITY T,

whether we exit hypercare on Friday (whetherg) 2 FE

BRI WEERISC (Do we exit -++?) ZZEAICT 5 & T whether 25, if HA/ZAN and TEDZ:AT &I
59 BI5MHE Tl whether L AMEZ 7Ly, ten minutes at the end that isn't about numbers Iften minutes % that
HiAMEELTH Y., BEAN isn't (EF) Hold (109 WS EBOE] 2128 BTWEE0,

BYiE whether or not to proceed / the question whether it's worth it

The curve has flattened, which is what we want to see. BS{R A
which OIEHIRAE (BIOXEMEEIET) &, BTAEXEE whatfin R LXICA->TW3, 3> < +which &
[ZLTENIZ] LRED, T <AL which IFERIOZALITZIETOTERNED S, FLEETIZOY
<A AWz, B (KR—X) YT 5,

BIi#E He was late, which surprised me. /” That's what | meant.

Flattened is different from low. (95 - FRA%EEEICTS) 25

%6[E]D Plausible isn't confirmed. & @ LAY, #@E5E flattened & FERE low 2L &, [#EIXWNICH > 72
ETHEED DRV BRIEEEWI - TS, BFOREAICHRINAVWZHD—E T, TOREF->TWDEER
EERBRMI LB WERRANRE D,

B9 Flatisn't finished. /* Cheaper isn't better.

a backlog we're pretending is a steady state (GE$4R{%aA) SEESHERR

a backlog (which) we're pretending is a steady state, BIfRFADHE A (C we're pretending KMEA I N, T D#EIC
is M T-OBEAN2DIMATRR 5, TS (EHRERRAEF) FZoBIC3EHES, [BERA+EFE+ES R
DENE+ENFA] & H X D DOHMHE—DIE,

B9 a man | thought was honest /" the number he says is wrong

it's mine to fix (FAEKZ+REHR) A

mine (FADH D) (T to fix ZFIF T [FAABETREL D], F4[ED Then that's mine. DEEF T, TEAD [{A
220 THEYDLDON] ZEELTW3, It's not a system problem — it's a leadership problem & U5 ftb i
ICEAN, EFOMEZBNICEIEFE TV 5,

BEE That's yours to decide. / It's theirs to lose.

Exactly where we hypothesised. (&E§3Z) 4 - BB

It landed exactly where we hypothesised. D E 5B & BFANEE SN/, &R (where did it land?) 12X LT,
BANEBERL T ZRTOANEARLEE, reconciles to the yen |3 [AEMNEFT—EHT 2] T, to+ HUTKES
%9 (to the penny / to the day),

B8&E Exactly as expected. / accurate to the yen




that was always going to be a second-year number B

BEH S R7-FKFE (was goingto) + always T [RUINDBZSRDFER 72D, ERTEAL 7] Tl
B THEHE2EFOHFEL 7] &, THAOBREAZDHLDEELTWS, REXABETICHEERT D, M
HTERAHARE WA,

BE3E It was always going to be tight. /* That was never going to work.

| don't want anyone framing it as a miss. (want+ O+ -ing) T

want + BEJEE + REDAT [0A~ LTV 2 REZLET ], BEDF (wantitdone) i [end &) BED
# (want anyone framing) 1& [LTW2IREE], frame AasB (3 [A%XB& LTHRIEDIF 2] T, MELHNEA
DR TR B EHN 2B,

B9 | don't want people thinking that. /" frame it as a win

[RPA the clock doesn't start until ~ (SLA®DIRIT %5 T3) LR - R

[OEREO) B #EHI AW EWS ERTEZHONEZWNT WS, until BIIFIRER (FE3EL8EREL),
which is nobody's business hours Znon-restrictive @ which TEIORNBL4E% 7. nobody's + LT [t
D~THHEW] ZEF>TW5,

B9 The clock starts when the ticket is logged.

an oversight on our side (oversight®2> D& Lk) $5E

oversight (¥ [R%E& L] & TEEE] OERND2FEERHFD, anoversight (AIE - BH) o RE%E L. oversight
of the programme (RAJE) A SEE, onourside (X [EFD] T, BHDAIDELEABART 2 & XX
bo

B9iE That was an oversight. /“ board oversight of the project

[K¥A carve out / a small delta / follow-the-sun WEE - BPIE
carve out | [(&FH5) $YU H LTRI#IZT 2], carve out a scope item T [EHHEEOFIER & LTILT
%], delta lZF Vv XFA (EH) no [Z% - 5, follow-the-sun £ [KEZEBES | =&OHPICIER
SlIZMCERART. N 7Y THRATERAICL TV,

BYiE carve out an exception / a small delta on the fee

I'd rather absorb the conversation now than have this argument later. Ji% 53

would rather A than B (51[8]L18,/%6[0]L33 & @ L), absorb the conversation | [ZDEFELEWAEF| &= 5]
T, BROFEZXICLTLES EWI B, [S0mEE] & [#omE] 2B LT, S2RNMtToR,

B9iE I'd rather do it now than explain it later.

g

Get me the number and I'll approve it if ~ (&% +and) A
wHEX +and X [Z5TNE~T2] EWH5HEERT, ffizIollERT, AROBEZREL WD, if
it's what you're implying @ whatgilz [HE7TATELTWEEEE] T, BEEDLTICEETIEERE VA,

B9 Send it to me and I'll sign it. /* Do that or we stop.



I'd been chasing them for four months. GB:5% T #1TH) B
BEOH DS (Michael N EBFEZ MM IT7-F) F TOMEEZEET, | was chasing 72& [Z D> TW ] 7217
T, AW BETIRICEEDL LD o7& WS EAAHA L, inwriting (83[E]L10). with a named project
manager ® named | [KZAFEI N T, OWEREXFIT 5710 DEE,

B9iE I'd been waiting for an answer since June.

the system working the way it should (8% 57+ the way#i) BT - B

That's the system working the way it should. 81457 working D&k _EDEZEA the system (FE6[EL22&F L+
M), the way it should |& [k % 5 H 2 ~NEFT] T. the way (that) it should (work) @ work B EBEE N T
W2, B0 TIER . TEAPEEL-ERSE] CFMEREGEIE TS,

B4i#E That's the process working as designed.

WYl programmes love to declare victory and stop measuring YT
EAYEEE + lovetodo T [~LABTHD], FREADI-—RILDOEWAT, #HEHICHLEITTISED,
declare victory & [BFIEE 4%, measured, not estimated [$BEDFADI LT, [ERA KA Z#2ETH
Z B

BIE Projects love to reset the baseline. /” measured, not estimated

| can trace both to source. / Ask me in September. 1B

trace A to source T [AZTTT— X £ TEBWT %, source |FEFEAT [HF] 2#XRITIEM, Ask mein
September. (ZHARZ R LTHEET3ELAT. ldon'tknow &% Yes EHEDLTICEBBEZR TS, EAbNAWL
Zeh, BRZBEMEEY PTRTONES,

B | can trace it to source. / Come back to me in Q3.

Benefits die when nobody senior is watching. g
nobody senior |& [ LEZOEBEHNHKD | T ERAIPREGADEKAITES (somebody new / anything
important HEAY), die [FEERT TEXATWC ], EDL S ICELCEW A2 T, WEAL L2 —ZBHDAH
LY Z—ICANBIRIIC LTV S,

B somebody senior / anyone available ,/” nothing new

| don't want to drop them off a cliff. (L' CTEBA%ZE~RS) FERR

[Eroikéd| =2ICXEAEOICT 5, Not because we need it operationally. Because -+ (Z¥EFR % & ICH
ELTHAOARYDERZHTE (F6EIL27ERL), BHLEOMKETEALAOMBELEPRLTEY, #2052
ZHEGINT WD,

B9&E taper it off /" wean them off the daily call



=il

closed as a project and live as an operation (as d3tkk) B
RICEZEICH LT as Z2EFEV, 220FIEAEZLERTWS, asld [~& L] © &F - UBDITE Y, 7O
T/ PDEDYEZ—XTEERTIEVAT. TOEFEFHREZEDHOOXIIR S,

B9iE closed as a case, open as a risk / treated as an exception

Somebody on my side should have. (should have TX%# 3% %) B - Rk

should have (caught it) DEFANEE SN T WD (BHELIZERLERE), XABFFATRD -7 5, BIICHZH)
SHANBREINT-EEZ D, It's a small thing that would have become a big thing (ZBI{REAEN D P IR EFBETT
THASTT, TMETNIL) KELBoTWFTONSI R L],

BEE | should have. / We could have. / He would have.

then behaved as if | hadn't. (as if+B%X5%7T) REE

asif DEBRAICBETTAHEBELC & [ERIZZ S TlRAEN>7-DIZ] 7%, | made the right decision and then
behaved as if | hadn't (made it). & Z % hadn't TXA &b Y. BEAHNEEIN TS, | owe you that one. |%
[ZOREEY L H S| T, HELY IIELRRBOHAH,

B9 He talks as if he'd read it. ./ | owe you one.

the thing | thought was politeness was actually a project risk B R A
the thing (which) | thought was politeness A*EFE T, EhFAlE was, E#HEHRA (L3LREL) (CTMX T, EEHIE
Wiz® was A2[AHTL %, U —X2KOERICYU/-2—XHDT, BEENPBRLIZETATEERELTLL,

B9 the man | thought was a friend /" what | believed was true



O Vx=vrsoELLR

| BRIENHD20ICHERNAE L, OREIFIZIIFENVENLTT, XFEBFDIALHAREVWHDLTEREIFE LT,

BhEAA3ofE L - O ESHEIREA

a backlog we're pretending is a steady state / the thing | thought was politeness was actually a project

risk, BSREANERE XN B 7-0. pretending is / thought was @ & 5 ICENFAAEY &5, =ekxEAE1IC [BE%

FANBEINTWS| ERDF20ED A NE,

BEFA TN A Db 3 L BN A ShTVLS

Somebody on my side should have. / behaved as if | hadn't.3X2k® should have (& [ 2 &7, hadn't I%
[NKFwr] T ZOBICABHELHL, BV 7D TEACERINI-DIZEHIKIT S,

flattened @ -ed I RDE L 2LDHB

The curve has flattened / Flattened is different from low, flattenedis M EfEL<T [7 7y b T4 X, -
ed (/d/) +BEIIHTOENADDT, BEHDFAL beBFHADIEENER 5,

HHOEBIIHFE T ERT S

three hundred and twelve / one eighty-eight / ninety-four / sixty-one / forty-eight / forty-one, 188 % one
eighty-eight £5t¥ (hundred Z& <) OAORE, HFL IR ERIE. BEbaiEAbECIHLOTY X
LTRYY BB L7y,

SLADOKsREIE [IE fRiR] OXMTHS

four hours response and one business day resolution / thirty minutes and four hours for severity one, BIA
BB, BOWBEADIETEEINTWS, JBEEZH > TUWWNIE, BFE2O/ S 72T TEKRHI’ENS,
NAT7VEREIIIEL LTECES

follow-the-sun, twenty-four-seven, how-to questions. second-year number, business-hours, /~1 7> T
BENFEBIEIEARTI2OT7 7€y MMhb/H, FOEZERICEHEIMAD T2 EEBLDIHN AL,

O xHE07

| FCHMONTVWEERDE T &, BRAEICH 7Y BLALCBDEETT,

£ & <{HIBER ZDEETOEBK £51

flatten Folld b CIbNTE RN The curve has flattened. — Flattened is different from low.
EIEWN IS D

backlog FHIIE - ZFK JIB L ENTICHEE » | Isitabacklog we're pretending is a steady state?
T

finding HE (BEEHE - LEai—m) I've signed it off and closed the finding.
fEim=1E

frame A - 12 (~& LT) I} | Idon't want anyone framing it as a miss.

%5-R¥5



B & <H B Ek ZORFETORK Bl

delta TR (B5) EHE - By It's a small delta on the support fee.

source R IERR WML R DB TT— X | can trace both to source.

senior FEED - KFEOD B VAOX"3:: 40 Benefits die when nobody senior is watching.

premium =% AN ESfR=cp SRS I'd rather pay a small premium than have a failed interface.
oversight BE - ER B L (ERXED That's an oversight on our side.

BH®ERFD)



HE

| A ZFiRE BrmercEveRmcEs
1. gAY £ L7,
The curve has

2. LW EEWNER T,
is different low.
3. FNETVATLOMETIER LS, MAEITRELDTT,

That's not a system problem — it's

4 REREB Y DIFFTICERML X L7,

we hypothesised.

5. HNIITH L2FHDHFTL 7z,

That was be a second-year number.

6. KiEFEL LTHUEBEOTONZDIFEAZHEA,
| don't want anyone it a miss.
7. 730 ET, KA HEHSALWDTT,
Under this SLA the doesn't until Chicago opens.

8. ZNnEFADAIDREE LT,

That's an on our

9. WA & HIRME CEBMTE £,
| can both

10. 9AICEAW T /ZE W,

me September.

11. EOABARTWAWE, FHRIZFEICET,

Benefits when senior is watching.
12, ST CIIRCERME LTEZIFANONE T D,
Do you accept those as , not ?
| B.EE - Bk R mELvTLRERUSIE

1. Three items today: incident trend and we exit hypercare on Friday.

(A) that (B) if (C) whether (D) what

2. The curve has flattened, is what we want to see.

(A) that (B) which (C) what (D) it

3. Is it a backlog we're pretending a steady state?

(A)is (B)tobe (C)being (D)are

4. That number was always going a second-year figure.
(A) be (B)tobe (C)being (D) been



5.1 don't want anyone it as a miss.

(A) frame (B) framed (C) framing (D) to framing

6.1'd chasing them for four months and got nothing.

(A) was (B) have (C) been (D) had been

7. Somebody on my side should .
(A) have (B) has (C)had (D) having

8. I made the right decision and then behaved as if |

(A) didn't  (B) haven't (C) hadn't (D) wouldn't

| C. MIXHER ) oms

LBEEWEEWERTYT LR, BAIFEZRTANONDZEFRETT . TN HEBREDSY & LIEAZLT
ERAS
by b REAETHE » ZIRTHS., HFEES L,

2. ZNIEY AT LOMETIEHY FEA, V—F—2 v TOMET, AHPEITRELDTT,
EY b:notA—B TEWEZ, mineto fix TEEZFIEW 5,

3. HNIETA L2FEDHF T L, MODTALREBAER LD D, ALAICERETSZLIETEEEA,
by b FREZARET. FFEORELEZET,

4. fFH B ERY XKL TY, MAEHBRMWE TEPFTETET, BEC 21— e L LTTRBAEARATT A I
RIFFLEFTRLELA, OBICEHLTZET L,
EYbh:TEBIE - TERWT EEDT. RBICHRZTIT B,

B.ALBEREB>TWELDOA, RF7OP 27 MURIEsEWS T ETT,
b b E#ERI{RE, the thing | thought was A was actually B DJETE R %,

| D.BEWR ALEREHOSLAL

1. The number of incidents has stopped increasing, but that does not mean it is low.
2.1 do not want people to describe this as a failure to hit the target.

3. It was a mistake we made on our side.

4. | cannot answer that yet, but | will be able to in three months.

5. If no senior person keeps checking, the expected benefits will quietly disappear.



6. | would prefer to present a business case that still holds up when reality tests it.



T

A. ZFrflFE

1. flattened

2. Flattened / from
3. mine to fix

4. Exactly where
5. always going to
6. framing / as

7. clock / start

8. oversight / side
9. trace / to source
10. Ask / in
11. die / nobody

12. measured / estimated

B.3B% - &%
1. (C) whether — and T& A & AT % DT whether, if (ZAFITEZ LY,
2. (B) which — O > < + which THIDO X &k % =T % IEHIRAE,

3. (A) is — @ $HEIRF, BIRMA A pretending DEREEIDEE = H# NS,

SN

. (B) to be — be going to be, BEH S B1-kKE,

a1

. (C) framing — want + O + RAEDFAT [0~ LT L2 IKREL,

6. (C) been — I'd been chasing = | had been chasing, BE5% 7T,

]

. (A) have — should have + (caught it D&8&), BIEIEE XA RH S,

8.(C) hadn't —as if + BEFT T T [ERIEZ D TIEARD >7=DIC ],

C. IR (ETIVEE)

1. Flattened is different from low. Forty-one a week — is that a steady state we can live with, or is it a backlog we're

pretending is a steady state?
2. That's not a system problem — it's a leadership problem, and it's mine to fix.

3. That was always going to be a second-year number — we can't restructure the close process and go live in the same

month.

4. The close and the error rate are measured — | can trace both to source. The single customer view is delivered as a

capability, but | wouldn't claim the revenue benefit yet. Ask me in September.



5. The thing | thought was politeness was actually a project risk.

| D.EL#z

1. Flattened is different from low.
53E, DI EFERFAEEEICLTHELET D,

2.1 don't want anyone framing it as a miss.

frame as & a miss, describeas LWL, BEDHZIZTED,

3. That's an oversight on our side.
mistake & V) oversight D135 H' [BEALIRITZ] &Eh b,

4. Ask me in September.
AFECTHRB LR RKICRT, EEEZEEITVRLA,

5. Benefits die when nobody senior is watching.
1BE OFICEHET %, nobody senior DFENRICIER,

6. Next time I'd rather present a case that survives contact with reality.
survives contact with reality, EEFRIFDOIRA T, FEBITHL,

CER]EEA—FL WAL TH, B FBIELERDIEE) HPRLCASERTY, R - BROK — @R 0EH] OJELSF
NTLEHERTIILEL,



SINDAIZEEE

youtube.com/@sin_ai_eigo

HETRS

AHIBEOAB IS LTWET, BFELELETED EEEMRL LY £,

[m] % o]

[=]

Z DE DR Frr3
#07 EARST 27E> Y —X
https://youtu.be/5nLIXFQBT-g youtube.com/@sin_ai_eigo
) =X 2£7[H
01 iIb EIf 02 ¥vox7
03 EHEH 04 FF - T X b
05 UAT 06 Hy bF—/N—

07 ERRS

T7AaY s bOrA—NLe@EE, XbETHOH Y bF—"— - ERRFECBLTES VU —XTY, REBEEF+H
H¥®, SRRAREFZERLTVET,
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