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To: Dennis Paboojian cc: Julie Holding - 234
Jeff Rulifson = 217
Emil Wang = 204
From: Rich Zalisk
Date: October 18, 1984
Subject: PD Y85 eview

Attached are copies of MPD's original objectives for Q1 and a
review of our Ql performance for your review prior to our
October 19th session.
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BUSINESS
BASICS
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STRATEGY § ©-

7.

8.

PEOPLE

10.

MESSAGING PRODUCTS DIVISION

- Objectives FY85
Growth and Profit: Contribute to the achievement of the BCG objectives

for revenue growth and profitability, by providing a high level of support
for PhoneMail, as well as following through with the introductiocn and
support for both PhoneMail II and Text applications in FY85.

Sales Plans: Meet the FY85 sales plan milestones. Become the dominant
vendor in integrated voice messaging by achieving the penetration
objectives defined in our sales plan. Provide a high level of field
support for PhoneMail sales, with specific emphasis on supporting the
trained specialists in the field organization, and providing the training
so that PhoneMail is presented correctly to customers.

Customer Satisfaction: Monitor the customer satisfaction of PhoneMail

customers and provide a high level of field support to ensure that all of
the Division's customers are satisfied with their installatiom. Meet all
customer commitments.

PhoneMail II: Meet our product development milestones in accordance with

the Definition in terms of content, schedule, cost, reliability and other

key product objectives; ensure a well-supported release of this product to
the field.

Business Plans: Prepare an integrated business plan for the Division that
will provide the direction for an integrated, prioritized product plan,
consistent with our financial objectives. Be prepared for the integration
of this business plan with the other SDG Divisions by November, 1984.

Text_ Applications: Meet our product development milestones as defined in
the May 3, 1984 review in terms of content, schedule, cost, reliability
and other key project objectives; ensure a well-supported release of this
product to the field.

Integration: Work to resolve systems issues that become visible as a
result of the products defined and developed in the Diviaion; be a focal
point for SDG for defining and implementing the strategy for integration
of voice/text messaging with CBXs and desktop devices.

Organization: Complete the organizational structuring of the Division;
£ill key positions consistent with our targets., Define clear charters,
objectives, and responsibilities to ensure timely implementation of our
business plan.

People Development: Focus on people development programs that will ensure
that we can fill a larger percentage of our management and individual

contributor requirementt internally.

Creat Place to Work: Ensure that we continue to have a GPW environment
that helps us to attract, hire, motivate, and develop outstanding people
to contribute to the goals of the Systems Development Group.
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; MPD Marketing Object
FY85

Sales Plan: Achieve sales plan projections. Execute PhoneMail sales plan
action items. In particular, develop OA specialist training modules and a

PhoneMail trial program.

Sales Support: Monitor and assess PhoneMail performance in the field.
Where appropriate recommend and execute activities to resolve any out~
standing problems. In particular, review Ql and Q2 results and recommend
revisions to sales plan action items by January 15.

Product Launch: Develop and execute launch plans for PhoneMail Release II
and text applications. In doing so, ensure consistency of product message
and position, end user training, and sales support. In particular, better
communicate the text applications positioning to the organization and
ultimately to the field.

Customer Marketing: Ensure that Customer Marketing's role is understood
and useful to the field. In particular, Customer Marketing should
identify, evaluate, and resolve problems impacting the field's ability to
sell or customer's ability to use MPD products.

Marketing Leadership: Have the marketplace perceive ROLM as a leader in

messaging products in general and voice messaging in particular. In doing
so, focus primarily on how ROLM products solve common business problems
better than existing solutions, Identify and kickoff those projects that
will be necessary to maintain and build PhoneMail's position in the
marketplace.

Business Plan: Develop an integrated messaging business plan. Imn
particular, marketing focus should include customer migration path and fit
into the sales process.

ROLMphone Messaging: Get ROLMphone messaging defined and back on

schedule. In particular, ensure that ROLMphone messaging's position is
understood and accepted in the organization.

Define a few key integrated features to be kicked-off in
FY°85 that demonstrate ROLM's ability to provide useful, system solutions
to common business problems. In addition, develop a road map for future
integrated features.

People Development: Have product managers assume a leadership role on

project teams. In particular, product managers should emsure that
projects have clearly defined goals that are understood by the corporation
and track projects on their schedules.



l.

2.

10.

HPD - 4 0 - c .
Fy85

PhoneMail: Respond in a timely, high-priority fashion to reported
problems in the field and at ROLM. Monitor CBX releases for continued
support of PhoneMail functiomality.

PhoneMail II: Meet the development milestones and meet PhoneMail Local
Networking FSD in March, 1985. Start ROLM Trial of Long Distance Net-
working in May, 1985. Continue to improve product functiomality and work
with Product Support to improve product RAM.

Text Applications: Meet the May 3, 1984 milestones. Specifically: Field
Trial TextMail in December, 1984; Field Trial FileMail in February, 1985;
Field Trial NetMail in June, 1985. Field Trial TextMail-PhoneMail
integration in April, 1985.

Cost-Reduced PhoneMail: Implement a phased plan for the continued cost

reduction of PhoneMail. Reduce the cost 102 and reduce the footprint by
July, 1985.

PhoneMail/NCS: Support marketing in launching the product. Develop a
mechanism to provide message-waiting indication on non-CBX systems.

ITMMS: Ensure successful trials; provide quick responses to reported
problems in the field and at ROLM.

Business Plan: Contribute technical leadership in preparing and
communicating the Business Plan. Ensure that the plan will identify
product areas in which ROLM can offer unique value-added market
contributions.

Integration: Improve CBX release coordination with MPD products. Improve
SECO turnaround. Develop a technical framework, consistent with the
Business Plan, for the integration of voice-text messaging products and
desktop devices. In particular, kickoff and define a select set of key
device-application features.

People Development: Make people development a routine and regular
process. Ensure that it clarifies job performance expectations and

improves milestone achievement. Raise the effectiveness, productivity,
communication skills and documentation skills of engineers without
stifling creativity.

Creat Place to Work: Improve the development environment and provide
better software and testing tools. Provide challenging and rewarding

tasks. Encourage people to stretch but make sure they are successful.
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Communications: Facilitate increased communications with customers, field
support personnel, other Product Support groups, specifically ROCO
Customer Support and BCG Customer Support, in order to provide a high
level of support for PhoneMail and other Messaging Products. Define and
implement precedures for these and other support groups to provide ongoing
feedback to Engineering about MPD products.

Customer Satisfaction: Implement our strategy of coordinating customer

support across vendors (ROLM and IBM) for Text Applications and TMMS, in
order to ensure customer satisfaction with ROLM's products. Obtain
information from the Customer Support groups which will enable us to
evaluate and monitor the level of support being provided for our products.

P i i : In order to ensure the successful intro-
duction of Text Applications Products, PhoneMail 2.0 and TMMS, co-
ordinate the design and development of the technical training and pub-
lications for these products so that they are concise, modular, accurate
and easy to update. Review all existing PhoneMail publication and revise
them for Release 2.0 changes into the PhoneMail training classes.

Product Trials: Develop, publish and implement phased ROLM Trial and
Field Trial plans for PhoneMail 2.0, Text Application and TMMS to assure
that ROLM trials provide for thorough testing of product specifications
and proper integration with 8000 and 9000 software.

RAM Guijdelines: Work with CSD Product Support to develop RAM guidelines
which state the purpose of RAM throughout the design and development of a
product. Apply these guidelines as appropriate in MPD Product Support and
develop strategy for ensuring RAM during integracriom with CBX.

Organization: Use RAM guidelines to develop an organizational charter by
end of Q2 FY85, Define Product Support respomnsibilities to ensure
accountability, smooth transition across group boundaries, and to
eliminate duplication of effort. Plan for adequate staffing levels based
on on-going and future project requirements, consistent with the Business
Plan and Division targets.

People Development: Develop a comprehensive training plan for new PSE's
so that they make a positive contribution within 60 days of hire. Plan

career opportunities within Product Support and ROLM. Appropriately apply
the model used by Engineering to develop a set of personal performance
guidelines by which all Product Support group members can be evaluated.

Creat Place to Work: Continue to identify and hire skilled and motivated

individuals who will contribute to the goals of the Division, SDG, and
ROLM.
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1. GBrowth & Profit o
o
o
o
2, Sales Plans 0
Q
3, Cu Satisfact o
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S. Business Plan o
6., Text Applications 0
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9. People Development i
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o
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o1
Ac nt

250% growth over FYB4,

Pass through operating
margins >20%,

30% market share,

Responsive field suppaort.

Responsfive field support,
High quelity specialist
training.

Customers reasonably
satisfied.

On schedule for PhoneMail II.

Business Plan completed.

On schedule for Text.

None.

Objectives/responsibilities

clear.

Participated in SDG classes.

Some MPD—Engineering clesses.

Terrific people.

Substantial progress on
business strategy.

Good follow-through on MPOD
action items,

o1
Deficiancies

30% of plan

30% of plen
Low market visibility
Low ssles activity

Low visibility into
customar satisfaction.

Customars ara not yery
satisfied.

Low expectation of
timely follow=thru
to FSD,

Lack of control avar
non—MPD resources.

Plan not integrated.
Lack of firm definition.

Low expectation of timely
fol low=thru to FS0.

Lack of control over
non—-MP0 resources.

Unable to influence ather
Divisiona/priorities.

Kay jobs not filled,
Charters not claar.
Little demonstrable

progress.

Morale slipping due to
lack of resource resolu-

tion and under target sales

parformance.

Did not achieve financial
or customer satisfaction
goals.

Anticipata not achieving
product introduction gosls
dus to non-MPD resources.

1.8
Marginally
Acceptable
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Q185 Review

Sales Plan: Sales are currently 301 of target, unacceptably low.
Trained 22 OA marketing managers. Developed training guides and
vertical market guides for them. A trial program was developed and
introduced, but is not yet possible to implement. A special RCC
leasing plan for Phonemail was developed and introduced.

Sales Support: OA marketing manager performance beginning to be
reported. Initial data analysis, eg, proposal activity, trial
activity, published. First pass promotion and MarCom activity
completed. Intend to have revisions to salee plan prior to January 1.

Product Launch: Launch plans delayed pending product schedule reviews
due to 295/Tandem impact. Phonemail II design phase checkpoint held.
Rolm trial plans for Phonemail II developed, but currently being
modified to account for resource reductions. 9003/Phonemail released.
Streamer tape released to manufacturing. TMMS stress test and Rolm
trial succesfully completed. TMMS field trial bogged down due to
contract disputes.

Customer Marketing: Two customer testimonial videotapes made and
distributed. One customer application story printed in Computerworld.
Customer data base being created. Customer satisfaction survey
conducted, results tabulated and presented. So far unable to develop
and implement plan to achieve sales objective.

Market Leadership: Market has little or no awareness of Phonemail as
market leader. More aggressive market position stance presented to
Probe, Yankee Group, and Rothschild conference. New ad created and
currently running in Business Week, Computerworld, etc. Local
advertising blitz underway in Dallas local market. So far unable to
develop and implement plan to increase market awareness.

Business Plan: MPD Business Plan completed and partially distributed.
In addition a white paper on the positioning of the text applications
was published and distributed.

Rolmphone Messaging: Unable to demonstrate progress towards achieving
objective.
Integration: Greater integration between Phonemail and PCmail

identified and initial work begun. Proposal for integrationm with IBM
host products created and presented to IBM management. Have made great
progress in understanding overall integration strategy.

People Development: Unable to demonstrate progress towards achieving
objective.

Ql MBO
Rating
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_ Ql 85 Review
PhoneMail: Responded adequately to all field reported problems. 2

P il II: On schedule. Local networking ROLM Trial plan 2
completed. Implementation in jeopardy due to Telecom Ops

resources. Long Distance Networking moved to 1/86 due to new CBX
priorities. Revised error log to improve product maintainability.

Improved diagnostics.

Text Applications: Met 9/17 demo milestone. Accelerated File Mail 2
schedule by 2 months to coincide with TextMail and project is

tracking well to new schedule. Shifted primary focus from TextMail

to File Mail. Based on Review, chose to extend File Mail features.

Impact of redefinition and non-MPD resources yet to be determined.

Cost Reduced PhoneMail: Have prototype 19" cabinet; cooling and EMI

done. Lost mechanical resources. On hold. Objective will not be
met .

Stand A Ph il: POR and configuration support completed.
Marketing plan not dome.

TMMS: Completed stress test and ROLM trial; successful as stand 1
alone application; needed better trial coordination with
PhoneMail. Marketing plan proposed but not final.

Business Plan: Completed Business Plan; in addition published PC 4
Mail White Paper.

Integration: Good CBX coordination on driver and test SW for AP-AP 1
code on 9004 and 8000 SW for VCC. Nothing on SECOs. Business Plan

for Voice-text integration complete. Developed technical strategy

for host integration. Timely integration of messaging products

apparently not a CBX priority.

Peogple Development: Started more rigorous code reviews; raised
documentation standards; prepared job responsibility guides and

held workshops with Group Managers; held presentation style
workshops.

G Place to Work: Improved S/1 tools by bringing in ACS. Got 2
Logic Analyzer for Diagnostics Group. Reorganized Text

Applications responsibilities to use management skills better.

Without more resources: pulled up File Mail schedule, started DTMF
project, did RS232 patch panel project, implemented 24 hr shifts

for PC Mail debug.
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Communication: Have not yet developed and implemented procedures to
substantially improve communication with the customer and the field,
although have been successful in facilitating quality communications
through all support orgamnizations in several specific instances.
Have not planned or implemented specific procedures for providing
ongoing feedback from the field.

Cus Satis ion: Have not yet been able to implement plamns to
improve PhoneMail reliability, and therefore, customer satisfaction.
Too soon to implement multi-vendor (ROLM and IBM) support procedures
necessary for customer satisfaction of text products. Participation
in PhoneMail Customer Survey, but analysis by Product Support and
future planning required.

Training and Publications: Performing all tasks mentioned in

objective on an ongoing basis. Little success in obtaining
satisfactory results from Tech Pubs for TMMS.

Product Trigls: ROLM Trial Plans developed for PhoneMail 2.0, TMMS
and PC Mail, and implemented for TMMS. Stress test planned and
implemented for TMMS. Field Trial Plan developed currently being
implemented for TMMS, PhoneMail 2.0 regression test plan being
developed. Implementation of new plans in jeopardy due to Telecom
Ope resources.

RAM Guidelines: Intend to rely heavily on CSD RAM guideline
development effort, but we have not actively participated yet.
Implementation of new guidelines not yet possible.

Organization: Organizational charter still required by end of

Q2 FY 85. Have been successful in specific day-to-day activities in
ensuring accountability, smooth transition and keeping down
duplication of effort between support groups.

People Development: Participating on task force to develop training
plan and procedures for MPD PSE's. No effort has yet been put into

developing performance guidelines for PSE evaluation.

Great Place to Work: No change in last quarter.

Ql MBO
Rating
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Text Applications: Clear, concise, product definition well

communicated both inside and outside the Division. 5/3 system in
Engineering Trial. Extensions to 5/3 system unit tested., PhoneMail
integration implementation underway. Documentation received praise
from outside groups. Computer Services, Techmical Documentation, and
End User Documentation made our priorities their priorities.

TMMS: Engineering problems solved. Field Trial successful. Marketing
plan accepted and implemented.

Bugsiness Plan: Revised project list. Clarified project definitions.
Revised project implementation schedule.

Integration: PCmail in 9004 and 8003. QSIO fixed. White paper on
PhoneMail-PCmail integration published. System Administration
inter-divisional plan published. Divisional networking strategy
published. Desktop device strategy published.

People Development: Management Guide published. Office Procedure
Guide published. Performance appraisal workshop held. Code reviews
formalized and used more widely. Design reviews formalized and used
more widely. Laboratory Notebook practice initiated.

Great Place to Work: S/1 Lab in order. DX problems resolved.

Bi-weekly exceptional recognition started. Lunch program for improved
Section communication started. Inter-Section design review program for
better communication started. Celebrations for stress test completion
and engineering trail completion held.



m Corporation 1

MEMORANDUM
Jan Janik 217
Sameer Jayakar 217
Gary Maxey 217
Fran Morphy 217

FROM

DATE

SUBJECT

Jeff Rulifson bq\

October 23, 1984
Q2 85 Objectives

Attached is the proposal for the accomplishments for Q2 85 that we
drafted at the off site on Monday, 10/22.

Please work together to assure that a single group manager is
responsible for each accomplishment. E.g., one individual may be
responsible for code reviews and another individual may be responsible
for design reviews.

Prepare two charts in the same format that we used last quarter. One
that shows October, November, and December. (Even though October is
over, keep the format the same.) And another that shows the weeks for
November. Use the same format, printer, type face, spacing, etc. that
was used last time.

Please have them ready for review on Monday 11/5.
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MEMORANDUM

TO

FROM

DATE:

SUBJECT

Objectives Notebook
COPY

Jeff Rulifson
October 18, 1984
Ideas for 2Q85 Objectives

Our goal should be to achieve a 4, Excellent, for the Laboratory on the
next rating. To do this our performance must exceed the objective.

Not all the of the Engineering Laboratory objectives apply to the Text
Applications Section. Only four have direct application: Business
Plans, Text Applications, Integration, People Development, and Great
Place to Work.

1, Business Plans

We could exceed the objective by keeping the plan current, revising
parts such as the project list, adding to the clarity of the plan, and
working to have the plan accepted by the other divisions even though
there will not be a formal integration process.

Make the definitions clear.

Revise the project list.

Make the Floppy Demonstration reflect the extensions.
Assure that marketing plans are in place and final.
Put the Customer Evaluation Program on track.

2, Text Applications

Exceeding the objective will be difficult because we no lonmger intend
to accomplish the first part -- to Field Trial TextMail in December.
Under our current plans we will not meet the second part of the
objective =~ to Field Trail FileMail, as defined on 5/3/84, in
February.

We should remove the deficiencies: lack of firm definition, low
expectation of follow-through to FSD, and lack of control over non-MPD
resources. Then, with the extended system, we must exceed expectations
for quality, organization, follow-through, etc. If we come in one
month late with the extended system and it sets an example in ROLM we
should claim a rating of 4 anyway.



Ideas for 2Q85 Objectives -2 = October 18, 1984

Make the definitions clear. Prepare a presentation.

Make all our documentation, including system administration, exceed
ROLM standards. Have it all on the VM, in a unified format,
indexed, printed, distributed, up to date, etc.

Complete a successful stress test.

Plan the Engineering Trials.

Have the Technical Documentation ready.

Have the Technical Training ready.

Have the End User Documentation ready.

Have the System Administration Documentation ready.

Revise the ROLM Trail plans, assure other organizations are ready
to implement them.

Revise the ROLM-IBM support guide.

Assure the Test and Integration Laboratory is well organized and
fully operational.

3. Integration

Even though working with other groups is not a part of the Engineering
Objective as written, R. Zalisk includes it. Thus, working with
Computer Services and Writing will influence the rating here. Many of
these points are covered in other objectives.

Put PhoneMail-PCmail integration of track.

Develop plans with Desktop Devices. Elaborate on the Business Plan
and make the integrated plan consistent.

Have solid, clear communications with 8000 and 9000. Make our
priorities their priorities.

3. People Development

As with the Integration objective, the Division Objective is larger
than the Engineering Objective, but we will be judged on the larger
objective., Thus, we must show positive progress that we have ensured
that we can fill a larger percentage of our management requirements
internally.

Publish Management Guide.

Publish draft Writing Guide.

Publish Office procedures. Do timely reviews and reports.

Hold workshops: Management Guide, Writing Guide, Writing
Performance Appraisals, Presentation Style.

Formalize code review process.

Start more rigorous design reviews.

Identify potential Group Managers and, because the SDG program
seems to make little progress, start our own program.

4, Great Place to Work

Development Environment improvements.
Task assignment workshops or review sessions.
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More hopla.
Regular MBO reviews to help managers be successful.
Recognition of individual achievement.

Because we will receive a Laboratory rating and not individual Section
ratings, and because we are a coherent team working toward Division
goals, we should also help the Voice Section achieve their objectives.

We may be able to help most on the deficiencies called out in the
rating: low expectation of follow-through to FSD and lack of control
over non~-MDP resources. Beyond those items, we can help a lot with
PhoneMail III: definitions, plans, schedules, etc.

And finally, because we will receive a Division rating, I believe we
should help Product Support. I suggest that each Engineering Section
appoint a Group Manager to work with Product Support to help them work
through a similar process and achieve a better rating next quarter.
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MEMORANDUM

TO:

FROM:

DATE

SUBJECT

Objectives Notebook
COPY:

Jeff Rulifson
October 18, 1984
Ideas for 2Q85 Objectives

Our goal should be to achieve a 4, Excellent, for the Laboratory on the
next rating. To do this our performance must exceed the objective.

Not all the of the Engineering Laboratory objectives apply to the Text
Applications Section. Only four have direct application: Business
Plans, Text Applications, Integration, People Development, and Great
Place to Work.

1. Business Plans

We could exceed the objective by keeping the plan current, revising
parts such as the project list, adding to the clarity of the plan, and
working to have the plan accepted by the other divisions even though
there will not be a formal integration process.

Make the definitions clear.

Revise the project list.

Make the Floppy Demonstration reflect the extensions.
Assure that marketing plans are in place and final.
Put the Customer Evaluation Program on track.

2. Text Applications

Exceeding the objective will be difficult because we no longer intend
to accomplish the first part —— to Field Trial TextMail in December.
Under our current plans we will not meet the second part of the
objective -~ to Field Trail FileMail, as defined on 5/3/84, in
February.

We should remove the deficiencies: lack of firm definition, low
expectation of follow-through to FSD, and lack of control over non-MPD
resources. Then, with the extended system, we must exceed expectations
for quality, organization, follow-through, etc. If we come in one
month late with the extended system and it sets an example in ROLM we
should claim a rating of 4 anyway.
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Make the definitions clear. Prepare a presentation.

Make all our documentation, including system administration, exceed
ROLM standards. Have it all on the VM, in a unified format,
indexed, printed, distributed, up to date, etc.

Complete a successful stress test.

Plan the Engineering Trials.

Have the Technical Documentation ready.

Have the Technical Training ready.

Have the End User Documentation ready.

Have the System Administration Documentation ready.

Revise the ROLM Trail plans, assure other organizations are ready
to implement them.

Revise the ROLM-IBM support guide.

Assure the Test and Integration Laboratory is well organized and
fully operational.

3. Integration

Even though working with other groups is not a part of the Engineering
Objective as written, R. Zalisk includes it. Thus, working with
Computer Services and Writing will influence the rating here. Many of
these points are covered in other objectives.

Put PhoneMail-PCmail integration of track.

Develop plans with Desktop Devices. Elaborate on the Business Plan
and make the integrated plan consistent.

Have solid, clear communications with 8000 and 9000. Make our
priorities their priorities.

3. People Development

As with the Integration objective, the Division Objective is larger
than the Engineering Objective, but we will be judged on the larger
objective. Thus, we must show positive progress that we have ensured
that we can fill a larger percentage of our management requirements
internally.

Publish Management Guide.

Publish draft Writing Guide.

Publish Office procedures. Do timely reviews and reports.

Hold workshops: Management Guide, Writing Guide, Writing
Performance Appraisals, Presentation Style.

Formalize code review process.

Start more rigorous design reviews.

Identify potential Group Managers and, because the SDG program
seems to make little progress, start our own program.

4. Great Place to Work

Development Environment improvements.
Task assignment workshops or review sessions.
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More hopla.
Regular MBO reviews to help managers be successful.
Recognition of individual achievement.

Because we will receive a Laboratory rating and not individual Section
ratings, and because we are a coherent team working toward Division
goals, we should also help the Voice Section achieve their objectives.

We may be able to help most on the deficiencies called out in the
rating: low expectation of follow-through to FSD and lack of control
over non-MDP resources. Beyond those items, we can help a lot with
PhoneMail III: definitions, plans, schedules, etc.

And finally, because we will receive a Division rating, I believe we
should help Product Support. I suggest that each Engineering Section
appoint a Group Manager to work with Product Support to help them work
through a similar process and achieve a better rating next quarter.



To: Dennis Paboojian cc: Julie Holding - 234
Jeff Rulifson - 217
Emil Wang - 204

MEMORANDUM

From: Rich Zalisk

Date: October 18, 1984

Subject: MPD Q1 FY85 MBO Review

Attached are copies of MPD's original objectives for Ql and a
review of our Ql performance for your review prior to our
October 19th session.

RZ:rt
attachment
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MESSAGING PRODUCTS DIVISION
L Objectives FY85

Growth and Profit: Contribute to the achievement of the BCG objectives
for revenue growth and profitability, by providing a high level of support
for PhoneMail, as well as following through with the introduction and
support for both PhoneMail II and Text applications in FY85.

Sales Plans: Meet the FY85 sales plan milestones. Become the dominant
vendor in integrated voice messaging by achieving the penetration
objectives defined in our sales plan. Provide a high level of field
support for PhoneMail sales, with specific emphasis on supporting the
trained specialists in the field organization, and providing the training
so that PhoneMail is presented correctly to customers.

Customer Satisfaction: Monitor the customer satisfaction of PhoneMail

customers and provide a high level of field support to ensure that all of
the Division's customers are satisfied with their installatiom. Meet all
customer commitments .

PhoneMajl II: Meet our product development milestones in accordance with
the Definition in terms of content, schedule, cost, reliability and other
key product objectives; ensure a well-supported release of this product to
the field.

Business Plans: Prepare an integrated business plan for the Division that
will provide the direction for an integrated, prioritized product plan,
consistent with our financial objectives. Be prepared for the integration
of this business plan with the other SDG Divisions by November, 1984.

Text Applications: Meet our product development milestones as defined in
the May 3, 1984 review in terms of content, schedule, cost, reliability
and other key project objectives; ensure a well-supported release of this
product to the field.

Iaotegration: Work to resolve systems issues that become visible as a
result of the products defined and developed in the Division; be a focal
point for SDG for defining and implementing the strategy for integration
of voice/text messaging with CBXs and desktop devices.

Organization: Complete the organizational structuring of the Division;
fill key positions consistent with our targets. Define clear charters,
objectives, and responsibilities to ensure timely implementation of our
business plan.

Poople Developument: Focus on people development programs that will ensure
that we can fill a larger percentage of our management and individual

contributor requirements internally.

Creat Place to Work: C[Lnsure that we continue to have a GPW environment
that helps us to attract, hire, motivate, and develop outstanding people
to contribute to the goals of the Systems Development Group.
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Sales Plan: Achieve sales plan projections. Execute PhoneMail sales plan
action items. In particular, develop OA specialist training modules and a

PhoneMail trial program.

Sales Support: Monitor and assess PhoneMail performance in the field.
Where appropriate recommend and execute activities to resolve any out=-
standing problems. In particular, review Ql and Q2 results and recommend
revisions to sales plan action items by January 15.

Product Launch: Develop and execute launch plans for PhoneMail Release II
and text applications. In doing so, ensure consistency of product message
and position, end user training, and sales support. In particular, better
communicate the text applications positioning to the organmization and
ultimately to the field.

Customer Marketing: Ensure that Customer Marketing's role is understood
and useful to the field. In particular, Customer Marketing should
identify, evaluate, and resolve problems impacting the field's ability to
sell or customer's ability to use MPD products.

Marketing Leadership: Have the marketplace perceive ROLM as a leader in

messaging products in general and voice messaging in particular. In doing
so, focus primarily on how ROLM products solve common business problems
better than existing solutions. Identify and kickoff those projects that
will be necessary to maintain and build PhoneMail's position in the
marketplace.

Business Plan: Develop an integrated messaging business plan. In
particular, marketing focus should include customer migration path and fit
into the sales process.

ROLMphone Messaging: Get ROLMphone messaging defined and back onm

schedule. In particular, ensure that ROLMphone messaging's position is
understood and accepted in the organization.

Integration: Define a few key integrated features to be kicked-off in
FY®85 that demonstrate ROLM's ability to provide useful, system solutions
to common business problems. In addition, develop a road map for future
integrated features.

People Development: Have product managers assume a leadership role on
project teams. In particular, product managers should ensure that

projects have clearly defined goals that are understood by the corporation
and track projects on their schedules.
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PhoneMail: Respond in a timely, high-priority fashion to reported
problems in the field and at ROLM. Monitor CBX releases for continued

support of PhoneMail functionality.

PhopeMail II: Meet the development milestones and meet PhoneMail Local
Networking FS5D in March, 1985. Start ROLM Trial of Long Distance Net-
working in May, 1985. Continue to improve product functionality and work
with Product Support to improve product RAM,

Text Applications: Meet the May 3, 1984 milestones. Specifically: Field
Trial TextMail in December, 1984; Field Trial FileMail in February, 1985;
Field Trial NetMail in June, 1985. Field Trial TextMail-PhoneMail
integration in April, 1985.

Cost-Reduced PhoneMail: Implement a phased plan for the continued cost

reduction of PhoneMail. Reduce the cost 10% and reduce the footprint by
July, 1985.

PhoneMail/NCS: Support marketing in launching the product. Develop a
mechanism to provide message-waiting indication on non-CBX systems.

TMMS: Ensure successful trials; provide quick responses to reported
problems in the field and at ROLM.

Busjpness Plan: Contribute technical leadership in preparing and
communicating the Business Plan. Ensure that the plan will identify
product areas in which ROLM can offer unique value-added market
contributions.

Integration: Improve CBX release coordination with MPD products. Improve
SECO turnaround. Develop a technical framework, consistent with the
Business Plan, for the integrationm of voice-text messaging products and
desktop devices. In particular, kickoff and define a select set of key
device=-application features.

People Development: Make people development a routine and regular
process. Ensure that it clarifies job performance expectations and

improves milestone achievement. Raise the effectiveness, productivity,
communication skills and documentation skills of engineers without
stifling creativity.

Great Place to Work: Improve the development environment and provide
better software and testing tools. Provide challenging and rewarding

tasks. Encourage people to stretch but make sure they are successful.
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Communications: Facilitate increased communications with customers, field
support personnel, other Product Support groups, specifically ROCO
Customer Support and BCG Customer Support, in order to provide a high
level of support for PhoneMail and other Messaging Products. Define and
implement precedures for these and other support groups to provide ongoing
feedback to Engineering about MPD products.

Customer Satisfaction: Implement our strategy of coordinating customer

support across vendors (ROLM and IBM) for Text Applications and TMMS, in
order to ensure customer satisfaction with ROLM's products. Obtain
information from the Customer Support groups which will enable us to
evaluate and monitor the level of support being provided for our products.

Traini i Publicatijons: In order to ensure the successful intro-

duction of Text Applications Products, PhoneMail 2.0 and TMMS, co-
ordinate the design and development of the technical training and pub-
lications for these products so that they are concise, modular, accurate
and easy to update. Review all existing PhoneMail publication and revise
them for Release 2.0 changes into the PhoneMail training classes.

Product Trials: Develop, publish and implement phased ROLM Trial and
Field Trial plans for PhoneMail 2.0, Text Application and TMMS to assure
that ROLM trials provide for thorough testing of product specifications
and proper integration with 8000 and 9000 software.

RAM Gujdelipes: Work with CSD Product Support to develop RAM guidelines
which state the purpose of RAM throughout the design and development of a
product, Apply these guidelines as appropriate in MPD Product Support and
develop strategy for ensuring RAM during integrationm with CBX.

Organization: Use RAM guidelines to develop an organizatiomal charter by
end of Q2 FY85., Define Product Support responsibilities to ensure
accountability, smooth transition across group boundaries, and to
eliminate duplication of effort. Plan for adequate staffing levels based
on on-going and future project requirements, consistent with the Business
Plan and Division targets.

People Development: Develop a comprehensive training plan for new PSE's
80 that they make a positive contribution within 60 days of hire. Plan

career opportunities within Product Support and ROLM. Appropriately apply
the model used by Engineering to develop a set of personal performance
guidelines by which all Product Support group members canm be evaluated.

g;g%gfglggg_;g_ﬂg;k; Continue to identify and hire skilled and motivated
individuals who will contribute to the goals of the Division, SDG, and

ROLM.
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MESSAGING PRODUCTS DIVISIOM
OBJECTIVES — FY85

Q1 B85 Raview

o
Accomplishments

250% growth over FYB4,

Pass through operating
margine >20%.

30% market shara.

Responsive field support.

Responsive field support.
High quality spacialist
training.

Customers reasonably
satiafied.

On schedule for PhoneMail II.

Businass Plan completed,

On schedula for Text.

None .

Objectives/responsibilities
clear,

Participated in SDG classes.
Some MPD-Engineering classes.

Tarrific peaople.

Substantial progress on
business strategy.

Good fol low=through on MPD
action itema,

o1
Deficiencies

30% of plan

30% of plan
Low market visibility
Low salas activity

Low visibility into
customer satisfaction.

Customers are nat very
satisfied.

Low expectation of
timely follow—thru
to FSD,

Lack of control over
non—=MPD resources,.

Plan not integrated.
Lack of firm definition.

Low expectation of timely
follow—thru to FSD.

Lack of control over
non-MPD resources.

Unable to influence other
Divisiona/priorities.

Key jobs not filled,
Charters not clear.

Little demonstrable
progress.

Morale slipping due to

lack of resource resolu—
tion and under target sales
performance.,

Did not achieve financial
or customar satisfaction
goals,

Anticipate not achieving
product introduction goals
dua to non-MPD resources,

o
MBO Rsting

1.6
Marginally
Acceptable
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MPD ing Objectives

Sales Plan: Sales are currently 301 of target, unacceptably low. 0
Trained 22 OA marketing managers. Developed training guides and

vertical market guides for them., A trial program was developed and
introduced, but is not yet possible to implement. A special RCC

leasing plan for Phonemail was developed and introduced.

Sales Support: OA marketing manager performance beginning to be 1
reported. Initial data analysis, eg, proposal activity, trial

activity, published. First pass promotion and MarCom activity

completed. Intend to have revisions to sales plan prior to January l.

P c ch: Launch plans delayed pending product schedule reviews 2
due to 295/Tandem impact. Phonemail II design phase checkpoint held.

Rolm trial plans for Phonemail II developed, but currently being

modified to account for resource reductions. 9003/Phonemail released.
Streamer tape released to manufacturing. TMMS stress test and Rolm

trial succesfully completed. TMMS field trial bogged down due to

contract disputes.

Customer Marketing:

Two customer testimonial videotapes made and 1

distributed. One customer application story printed in Computerworld.
Customer data base being created. Customer satisfaction survey
conducted, results tabulated and presented. So far unable to develop
and implement plan to achieve sales objective.

Market Leadership: Market has little or no awareness of Phonemail as 1
market leader. More aggressive market position stance presented to

Probe, Yankee Group,

and Rothschild conference. New ad created and

currently running in Business Week, Computerworld, etc. Local
advertising blitz underway in Dallas local market. So far unable to
develop and implement plan to increase market awareness.

Business Plan: MPD Business Plan completed and partially distributed. 4
In addition a white paper on the positioning of the text applications
was published and distributed.

Rolmphone Messaging:

objective.

Unable to demonstrate progress towards achieving 0

Integration: Greater integration between Phonemail and PCmail 2
identified and initial work begun. Proposal for integration with IBM

host products created and presented to IBM management. Have made great
progress in understanding overall integration strategy.

People Development:

objective.

Unable to demonstrate progress towards achieving 0
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MPD Engi ing Ohj A
c Ql 85 Review
PhoneMail: Responded adequately to all field reported problems.

PhoneMail II: On schedule. Local networking ROLM Trial plan
completed. Implementation in jeopardy due to Telecom Ops
resources. Long Distance Networking moved to 1/86 due to new CBX
priorities. Revised error log to improve product maintainability.
Improved diagnostics.

Text Applications: Met 9/17 demo milestone. Accelerated File Mail
schedule by 2 months to coincide with TextMail and project is
tracking well to new schedule. Shifted primary focus from TextMail
to File Mail. Based on Review, chose to extend File Mail features.
Impact of redefinition and non-MPD resources yet to be determined.

Cost Reduced PhoneMail: Have prototype 19" cabinet; cooling and EMI
done. Lost mechanical resources. On hold. Objective will not be

met .

5 A Ph il: POR and configuration support completed.

Marketing plan not dome.

TMMS: Completed stress test and ROLM trial; successful as stand
alone application; needed better trial coordimation with
PhoneMail. Marketing plan proposed but not final.

Business Plan: Completed Business Plan; in addition published PC
Mail White Paper.
Integration: Good CBX coordination on driver and test SW for AP-AP

code on 9004 and 8000 SW for VCC. Nothing on SECOs. Business Plan
for Voice-text integration complete. Developed technical strategy
for host integration., Timely integration of messaging products
apparently not a CBX priority.

People Development: Started more rigorous code reviews; raised
documentation standards; prepared job responsibility guides and

held workshops with Group Managers; held presentation style
workshops.

G Place Work: Improved S/1 tools by bringing in ACS. Got
Logic Analyzer for Diagnostics Group. Reorganized Text
Applications responsibilities to use management skills better.
Without more resources: pulled up File Mail schedule, started DTMF
project, did R8232 patch panel project, implemented 24 hr shifts
for PC Mail debug.

Q1 MBO
Rating
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Communication: Have not yet developed and implemented procedures to
substantially improve communication with the customer and the field,
although have been successful in facilitating quality communications
through all support organizations in several specific instances.
Have not planned or implemented specific procedures for providing
ongoing feedback from the field.

Cus Sati ion: Have not yet been able to implement plams to
improve PhoneMail reliability, and therefore, customer satisfaction.
Too soon to implement multi-vendor (ROLM and IBM) support procedures
necessary for customer satisfaction of text products. Participation
in PhoneMail Customer Survey, but analyeis by Product Support and
future planning required.

Training and Publications: Performing all tasks mentiomed in

objective on an ongoing basis. Little success in obtaining
satisfactory results from Tech Pubs for TMMS.

Product Trials: ROLM Trial Plans developed for PhoneMail 2.0, TMMS
and PC Mail, and implemented for TMMS. Stress test planned and
implemented for TMMS. Field Trial Plan developed currently being
implemented for TMMS. PhoneMail 2.0 regression test plan being
developed. Implementation of new plans in jeopardy due to Telecom
Opes resources.

RAM Guidelines: Intend to rely heavily on CSD RAM guideline
development effort, but we have not actively participated yet.
Implementation of new guidelines not yet possible.

Organization: Organizational charter still required by end of

Q2 FY 85. Have been successful in specific day-to-day activities in
ensuring accountability, smooth transition and keeping down
duplication of effort between support groups.

People Development: Participating on task force to develop training
plan and procedures for MPD PSE's. No effort has yet been put into

developing performance guidelines for PSE evaluation.

Great Place to Work: No change in last quarter.

Ql MBO
Bating
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MEMORANDUM

TO:

FROM

DATE

SUBJECT

Objectives Notebook
COPY.

Jeff Rulifson

October 18, 1984

Ideas for 2Q85 Objectives

Our goal should be to achieve a 4, Excellent, for the Laboratory on the
next rating. To do this our performance must exceed the objective.

Not all the of the Engineering Laboratory objectives apply to the Text
Applications Section. Only four have direct application: Business
Plans, Text Applications, Integration, People Development, and Great
Place to Work.

1. Business Plans

We could exceed the objective by keeping the plan current, revising
parts such as the project list, adding to the clarity of the plan, and
working to have the plan accepted by the other divisions even though
there will not be a formal integration process.

Make the definitions clear.

Revise the project list.

Make the Floppy Demonstration reflect the extensions.
Assure that marketing plans are in place and final.
Put the Customer Evaluation Program on track.

2. Text Applications

Exceeding the objective will be difficult because we no longer intend
to accomplish the first part -- to Field Trial TextMail in December.
Under our current plans we will not meet the second part of the
objective —- to Field Trail FileMail, as defined on 5/3/84, in
February.

We should remove the deficiencies: lack of firm definitiom, low
expectation of follow-through to FSD, and lack of control over non-MPD
resources. Then, with the extended system, we must exceed expectations
for quality, organization, follow-through, etc. If we come in one
month late with the extended system and it sets an example in ROLM we
should claim a rating of 4 anyway.
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Make the definitions clear. Prepare a presentation.

Make all our documentation, including system administration, exceed
ROLM standards. Have it all on the VM, in a unified format,
indexed, printed, distributed, up to date, etc.

Complete a successful stress test.

Plan the Engineering Trials.

Have the Technical Documentation ready.

Have the Technical Training ready.

Have the End User Documentation ready.

Have the System Administration Documentation ready.

Revise the ROLM Trail plans, assure other organizations are ready
to implement them.

Revise the ROLM-IBM support guide.

Assure the Test and Integration Laboratory is well organized and
fully operational.

3. Integration

Even though working with other groups is not a part of the Engineering
Objective as written, R. Zalisk includes it. Thus, working with
Computer Services and Writing will influence the rating here. Many of
these points are covered in other objectives.

Put PhoneMail-PCmail integration of track.

Develop plans with Desktop Devices. Elaborate on the Business Plan
and make the integrated plan consistent.

Have solid, clear communications with 8000 and 9000. Make our
priorities their priorities.

3. People Development

As with the Integration objective, the Division Objective is larger
than the Engineering Objective, but we will be judged on the larger
objective. Thus, we must show positive progress that we have ensured
that we can fill a larger percentage of our management requirements
internally.

Publish Management Guide.

Publish draft Writing Guide.

Publish Office procedures. Do timely reviews and reports.

Hold workshops: Management Guide, Writing Guide, Writing
Performance Appraisals, Presentation Style.

Formalize code review process.

Start more rigorous design reviews.

Identify potential Group Managers and, because the SDG program
seems to make little progress, start our own program.

4. Great Place to Work

Development Environment improvements.
Task assignment workshops or review sessions.
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More hopla.
Regular MBO reviews to help managers be successful.
Recognition of individual achievement.

Because we will receive a Laboratory rating and not individual Section
ratings, and because we are a coherent team working toward Division
goals, we should also help the Voice Section achieve their objectives.

We may be able to help most on the deficiencies called out in the
rating: low expectation of follow-through to FSD and lack of control
over non-MDP resources. Beyond those items, we can help a lot with
PhoneMail III: definitions, plans, schedules, etc.

And finally, because we will receive a Division rating, I believe we
should help Product Support. I suggest that each Engineering Section
appoint a Group Manager to work with Product Support to help them work
through a similar process and achieve a better rating next quarter.



JFR 10/15/84

Uc“g@.»"tv‘":
MPD Engineering “ccomplishments

Solefhrr Septatofilt (RS Reniew

1. PhoneMail: Responded immediately to all field reported problems.
Five that required action were rescolved within a week<®

2, P il II: On schedule. Local networking ROLM Trial plan
completed. Implementation in jeopardy due to Telecom Ops resources.
Long Distance Networking moved to 1/86 due to mew CBX priorities.
Revised error log to improve product maintainability. Improved
diagnostics.

3. Text Applications: Met 9/17 demo milestones weuld—miss—ti/5—ROTIT
ITetatWitestome—bytess—thont—weels® Accelerated File Mail schedule

by 2 months to coincide with TextMail and project is tracking well to

new schedule. Shifted primary focus from TextMail to File Mail. Based

on Review, chose to extend File Mail featuresgyp definiticn—end

BchadulaA.s:&ll_so-be—detefn*neéw\vafonjgn& e e fun Trtur B0 ren-wp D

Yesauvess ek do he dakerwuned,

4., Cost Reduced PhoneMail: Have prototype 19" cabinet; cooling and EMI

done. Lost mechanical resources. On hold. Obv-q.h\\c AN el e h

“hewd Mo

5. PhoneMail/N6§: POR and configuration support completed. l’f\““‘w\\\""‘ms“ :
6. TMMS: Completed stress test and ROLM trial; successful as stand alone
application; needed better trial coordination with PhoneMail. Wwtedun 7'\n QW‘&
ek wol Juindh
7. Business Plan: Completed Business Plan; in addition published PC Mail

White Paper.

8. Integration: Good CBX coordination on driver and test SW for AP-AP
code on 9004 and 8000 SW for VCC. Nothing on SECOs. Business Plan
for Voice-text inﬁ%?ration complete. Developed technical strategy for

host integration. \he-\% QW\'W— 4 RS by e bty w‘m%

9. People Development: Started more rigorous code reviews; raised
documentation standards; prepared job responsibility guides and held
workshops with Group Managers; held presentation style workshops.

iy

10. Great Place to Work: Improved S/1 tools by bringinmg in ACS. Got
Logic Analyzer for Diagnostics Group. Reorganized Text Applications
responsibilities to use management skills better. Without more

resources: pulled up File Mail schedule, started DTMF project, did
RS232 patch panel project, implemented 24 hr shifts for PC Mail debug.

Q\ Wo
Radwa N



[V

cet”

X MPD_MARK 0BJ REV-EEW-

10415484 QL ES (evvew

1,SALES PL'AN: Sales are currently ~30% of target, unacceptably Tow. MPD
marketing developed training guides and vertical marketing guides for OA
marketing managers. MPD marketing trained 22 OA Managers, 90 day plans
were developed, and followup has taken place. A trial program was
deyeloped and introduced. However, recent events indicate OA and
accounting followup did not occur. A special RCC leasing plan for
Phlonemail was developed and introduced.

2.SALES SUPPORT: OA marketing manager performance beginning to be
reported., Initial data analysis, eg., proposal activity, trial activity,
published. First pass promotion and marcom activity completed. Intend to
propose plans prior to January 1.

3.PRODUCT LAUNCH: launch plans delayed pending product schedule reviews
due to 295/Tandem impact. Rel 2 design phase checkpoint held. Rolm trial
plans for Rel 2 Phonemail developed, but currently being modified to
account for resource reductions, 9003/Phonemail released. Streamer tape
released to manufacturing, TMMS stress test and Rolm trial succesfully
comp]eted.<£$g1d trial bogged down due to contract disputes,

4. CUSTOMER MARKETING: 2 customer testimonfal videotapes made and
distributed. 1 customer application story printed in Computerworld.
Customer data base being created. Customer satisfaction survey conducted,
results tabulated and presented. Uuvebe » Budyp Vo ‘o oda e sdey 8oy

5.MARKET LEADERSHIP: More aggressive market position stance presented to
Probe, Yankee Groups, and Rothschild conference. New ad created and
currently running in Business Weok, Computerworld, etc. Local advertising
b11tz underway in Dallas local market. g kbb..ng.( B (o w/k TRua Vo gUATLIA

AR R |
6.,BUSINESS PLAN: MPD business plan completed and partially distributed. In
addition a white paper on the positioning of the text applications was
published and distributed.

7 .ROLMPHONE MESSAGING: Discrepencies in basic messaging definitian
uncovered and communicated. As a result product as originally defined is
on hold. Calling name display enhancement committed to customer was

identified and implemented. \WQaobla dn weel S, -

8.INTEGRATION: Greater integration between Phonemail and PCmail identified
and initial work begun. Proposal for integration with IBM host products
created and presented to IBM management.

9,.PEOPLE DEVELOPMENT: One offsite held to conduct workshop on product
management skills. Second offsite held to reorganize group and jointly
develop action plans to sell more Phonemail.
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PhoneMail: Responded immediately to all field reported problems.
Five that required action were resolved within a week.

PhoneMail II: On schedule. Local networking ROLM Trial plan
completed. Implementation in jeopardy due to Telecom Ops resources.
Long Distance Networking moved to 1/86 due to mew CBX priorities.
Revised error log to improve product maintainability. Improved
diagnostics.

Text Applications: Met 9/17 demo milestone; would miss 11/5 ROLM
Trial milestone by less than 4 weeks. Accelerated File Mail schedule
by 2 months to coincide with TextMail and project is tracking well to
new schedule. ©Shifted primary focus from TextMail to File Mail. Based
on Review, chose to extend TFile Mail features; definition and
schedules still to be determined.

Cost Reduced PhoneMail: Have prototype 19" cabimet; cooling and EMI
done. Lost mechanical rescurces. On hold.

PhonegMail/NC2: POR and configuration support completed.

TMMS: Completed stress test and ROLM trial; successful as stand alone
application; needed bettefﬁhoordination with PhoneMail.

"
Business Plan: Completed Business Plan; in addition published FC Mail

White Paper.

Integration: Good CBEX coordination on driver and test SW for AP-AP
code on 9004 and B000 SW for VCC. Nothing on SECOs. Business Plan
for Voice-text integration complete. Developed technical strategy for
host integration.

People Development: Started more rigorous code reviews; raised
documentation standards; prepared job responsibility guides and held
workshops with Group Managers; held presentation style workshops.

10. Great Place to Work: Improved S/l tools by bringing in ACS. Got

Logic Analyzer for Diagnostics Group. Reorganized Text Applications

responsibilities twice to use management skills better. Without more
resources: pulled up File Mail schedule, started DIMF project, did
RS232 patch panel project, implemented 24 hr shifts for PC Mail debug.

Q\ n&o
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MPD Engineering Objectives
FY85

PhoneMall Respond in a timely, high-priority fashion to reported problems
n the field and at ROLM. Monitor CBX releases for continued support of
PhoneMa11 functionality.

PhoneMail I11: Meet the development milestones and meet PhoneMail Local
Networking FSD in March, 1985. Start ROLM Trial of Long Distance Net-
working in May, 1985, Contlnue to improve product functionality and work
with Product Support to improve product RAM,

E*9+é“;*4ﬁ4‘“G*"ﬂ+*'*771hﬂﬁ}T'T98§\ Field Trial Fe*&Ma4J PhoneMa11 1nte-
gration in April, 1985, T med)

Cost-Reduced PhoneMail:' Implement a phased plan for the continued cost
reduction of PhoneMail. Reduce the cost 10% and reduce the footprint by
July, 1985, :

PhoneMail/NCS: Support marketing in launching the product. Develop a
mechanisin to provide message-waiting indication on non-CBX systems.

TMMS: Ensure successful trials; provide quick responses to reported
problems in the field and at ROLM,

Business Plan: Contribute technical leadership in preparing and communi-
cating the Business Plan. Ensure that the plan will identify product areas
in which ROLM can offer unique value-added market contributions.

Integration:  Improve CBX release coordination with MPD products. Improve
SECO turnaround. Develop a technical framework, consistent with the
Business Plan, for the integration of voice-text messaging products and
desktop devices. In particular, kickoff and define a select set of key
device-application features,

People Development: Make people development a routine and regular process.
Ensure that it clarifies job performance expectations and improves mile-
stone achievement. Raise the effectiveness, productivity, communication
skills and documentation skills of engineers without stifling creativity.

Great Place to Work: [mprove the development environment and provide
better software and testing tools. Provide challenging and rewarding
tasks. Encourage people to stretch but make sure they are successful.

ECWG/052484A
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PhoneMail: Respond in a timely, high-priority fashion to reported problems
in the field and at ROLM. Monitor CBX releases for continued support of
PhoneMail functionality.

PhoneMail II: Meet the development milestones and meet PhoneMail Local
Networking FSD in March, 1985. Start ROLM Trial of Long Distance Net-
working in May, 1985. Cont1nue to improve product functionality and work
with Product Support to improve product RAM.

Text Applications: Meet the May 3, 1984 milestones. Specifically: Field
Trial TextMail in December, 1984; Field Trial FileMail in February, 1985;
Field Trial NetMail in June, 1985. Field Trial TextMail-PhoneMail inte-
gration in April, 1985.

Cost-Reduced PhoneMail:. Implement a phased plan for the continued cost
reduction of PhoneMail. Reduce the cost 10% and reduce the footprint by
July, 1985.

PhoneMail/NCS: Support marketing in Taunching the product. Develop a
mechanism to provide message-waiting indication on non-CBX systems.

TMMS: Ensure successful trials; provide quick responses to reported
problems in the field and at ROLM.

Business Plan: Contribute technical leadership in preparing and communi-
cating the Business Plan. Ensure that the plan will identify product areas
in which ROLM can offer unique value-added market contributions.

Integration: Improve CBX release coordination with MPD products. Improve
SECO turnaround. Develop a technical framework, consistent with the
Business Plan, for the integration of voice-text messaging products and
desktop devices. In particular, kickoff and define a select set of key
device-application features.

People Development: Make people development a routine and regular process.
Ensure that it clarifies job performance expectations and improves mile-
stone achievement. Raise the effectiveness, productivity, communication
skills and documentation skills of engineers without stifling creativity.

Great Place to Work: Improve the development environment and provide
better software and testing tools. Provide challenging and rewarding
tasks. Encourage people to stretch but make sure they are successful.

ECW6/052484A
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1. PhoneMail: Respond in a timely, high-priority fashion to reported problems
in the field and at ROLM. Monitor CBX releases for continued support of
PhoneMail functionality. \we\ede

Pw
PhexéMa44 [[: Meet the development milestones and meet PhoneMail Local e

Networking FSD in March, 1985, Start—ROEM-—Frietoftongbistonce—fiet~ \pit;“
WoRkRg—HHMey—1585, Continue to improve product functionality and work ‘¥
with Product Support to improve product RAM,

5. PhoneMail/NCS: Support marketing in launching the product. Develop a
mechanism to provide message-waiting indication on non-CBX systems.

6. TMMS: Ensure successful trials; provide quick responses to reported
problems in the field and at ROLM,

/. [Business Plan: Contribute technical leadership in preparing and communi-
cat1ng the Business Plan, Ensure that the plan will identify product areas
in which ROLM can offer unique value-added market contributions.

)

8. [Integration:  Improve CBX release coordination with MPD products. Improve i J?
SCCO turnaround. Develop a technical framework, consistent with the Lo
Business Plan, for the integration of voice- text messaqging products and o jz
desktop devices. In particular, kickoff and define a select set of key o>
device-application features, 7

9. People Development: Make people development a routine and regular process.
Ensure that 1t clarifies job performance expectations and improves mile-
stone achievement, Raise the effectiveness, productivity, communication
skills and documentation skills of engineers without stifling creativity.

10. CGreat Place to Work: Improve the development environment and prov1de
better software and testing tools. Provide challenging and rewarding
tasks. Encourage people to stretch but make sure they are successful.
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COMMON PROBLEMS AMONG GROUP MGRS

1. FEELING LEFT OUT OF THE DECISION MAKING PROCESS, BUT NOT DIRECTLY
RELATED TO THEIR PROJECTS.

2. FEEL. THAT THERE IS NEVER ENOUGH TIME TO GET THE JOB DONE. SCHEDULES
ARE NOT REALISTIC, AND WHEN THEY SPEAK UP THEY ARE TOLD THAT THE
AMOUNT OF TIME IS TOO LONG.

3. THE DEVELOPMENT ENVIRONMENT IS A MAJOR PROBLEM ALONG WITH DATA
SWITCHING PROBLEMS. LAB MAINTENANCE FALLS INTO THIS SAME CATEGORY.

4. IT IS FELT THAT WE TAKE TOD LONG GETTING PROJECTS DONE IN OSD
BECAUSE OF PDOR PLANNING:; CHANGES IN DIRECTION AND CREEPING ELEGANCE.

5. THE WAY MEETINGS ARE RUN. ATTENDANCE. TIMELINESS OF ATTENDEES AND
AMOUNT OF MEETINGS ARE A LARGE TIME WASTER.

6. WE ANNOUNCE PRODUCTS TOO SOON AND HAVE TO RUSH TO GET THE PROJECT
COMPLETE AND GO TD THE FIELD WITH UNRELIABLE PRODUCTS.

7. TOO MUCH DEPENDANCE ON CBX SOFTWARE RELEASES.
8. TDO MANY MEANINGLESS PARTIES AT ROLM AND WE CELEBRATE TOO SOON.
? '€ REALLY HAVE A MERCHANDISING DEPARTMENT AT OSD RATHER THAN HAVING

A .ARKETING DEPARTMENT. IT IS TOO DIFFICULT TO GET MARKET INFO FROM
THEM.

LED OHANESIAN 1/13/84



Year's obiective (July 84-July 8S)
PRGDUCT ORIECTIVES

2A to administer PHNE 1.
FSD 3/85 (43 840
BA to administer PHS II.
Announce 7/85 (Qi 85)
A to administer PHS 111
FRp /85
54 to administer Phonemail.
F3D 22/8%
Network Contrel Center (NCC)

ACTION PLAN
Q1G4
Q284
@3~84
Q-4

HOW TG OBJECTIVES

QI-84

Integration and test-——PNE I
@A

Trial-—PHE I

Define database for PNE II
GB3—-54

Ship PHE I

Test PHNE 11

Detine databaze Yor PNE 111
() 53

Test and trial PHS 1]
Teszt PME I}

ACTION FLAN

G1-84
Q2-84
Q3-84
Q4-B4
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OFFICE SYSTEMS DIVISION
CY83 OBJECTIVES

1/24/83

D. Barkley
M. Blanton
. Carnes

. Cockrum
Kirsch
Lindemer
Stone
Diggins
Howard

mroooOoEo o
- L L] - -

Begin production deliveries of PhoneMail by June; sell, deliver and pro-

vide support for at least 100 systems by year end.

Build sales, mfg.,

and support capabilities to enter CY84 at 25 systems per month,

Launch and demo Cypress at ICA, commence and support production (600 per

month) deliveries by year end.

Achieve a well-supported installed base of 550 DCF systems by year end.

Release and provide quality support for new DX products:

VLDX RT
Async DCM on CBX "
Async DCM on VL ¢
X.25 ?
Sync on VL & CBX "
RMDCM (Announce) %

Define, jointly w/CBX Division, evolution of system architecture by May 1.

2/83
7/83
8/83
6/83
7/83
8/83

FCS
n

7/83
12/83
1/84
12/83
12/83
12/83

Announce 3270 by April 15 and successfully sell and install on 50 CBX

systems by year end,

POR for first text mail product complete by 2/15, announce by November '83

and ROLM trial by August '83.

Announce Mesquite by 11/83 and ROLM trial by 10/83.

Develop and publish updated 0SD Business Plan including 5 year strategy,

2 year tactics by Business Team, by April 30.

Manage expeﬁses to within 40, -5% of tangets.

Maintain good communication thrpughout the Division by informative
Quarterly Management Meetings, frequent [dyision meetings on subject
of wide interest, frequent‘depar;mend;ﬂggtingsasetc.

Establish Divisional P & L.financial reporting-beginning FY84.

607
002
608
617
561
608
002
608
963
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PARTICULAR EMPHASIS ON PRODUCTS FOR THE NEXT 24

MONTHS,
COMPLETE IN CALENDAR 1983:

PHONEMAIL 1, II

TEXTMAIL

DX REL II, SYNCHRONOUS AND X.25
VLDX REL I, SYNCHRONOUS AND X,25
RACK MounT DCM (RDCM)

DATA FRONT END

X.25

TAPE FOR AP

DEVELOP PLAN TO INTEGRATE PHONEMAIL, CYPRESS,
TEXTMAIL BY FEBRUARY, 1983,

STRESS COMMUNICATIONS AND COMMITMENT THROUGHOUT
THE ORGANIZATION,

- ConpucT MONTHLY MEETINGS WITH GROUP AND
SECTION MANAGERS.

- HOLD 2 ENGINEERING OFFSITE MEETINGS DURING

1983 FOR PLANNING, COMMUNICATIONS AND MANAGE-

MENT DEVELOPMENT,
- KEEP EVALUATIONS CURRENT,
MANAGE ENGINEERING EXPENSES TO TARGET/FORECAST,
SHORTEN THE PRODUCT DEVELOPMENT CYCLE,
BEAT THE HELL oUT OF AT&T AND IBM,

| T
sy Oftice
nnl‘m Systems ]
SANTA CLARA OSD ENGINEERING OBJECTIVES
DEVELOP 5 YEAR PLANS FOR VoIcg, TEXT, DATA CoMM-
UNICATIONS AND SYSTEMS BY FEBRUARY 1983, WITH

DEVELOP SYSTEM ARCHITECTURE WITH CBX DIVISION BY MAY 1,

1983,

WY
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¢  Office
¥ Systems

GOAL: BE INDUSTRY LEADER IN BUSINESS COMMUNICATIONS

NETWORKS OF BUSINESS SITES

DATA COMMUNICATIONS
NETWORK MANAGEMENT
PHONEMAIL/TEXTMAIL INTERCONNECTION

RELTABILITY, AVAILABILITY, MAINTAINABILITY

CUSTOMER CAN MAINTAIN
SYSTEM ALWAYS UP
L1FE CYcLE COSTING 1S A COMPETITIVE ADVANTAGE

INTEGRATION

ROLM SupPLIED APPLICATIONS/EQUIPMENT
CUSTOMERS EQUIPMENT

ACCESS
ANY TERMINAL To ANY APPLICATION

KRUM




Office
Systems

STRATEGY

0 PURCHASE HARDWARE AND SOFTWARE WHERE NECES-
SARY IN ORDER TO ACHIEVE OUR BUSINESS
COMMUNICATION OBJECTIVES,

0 BuiLD oN CBX STRENGTHS,

0 Focus oN ROLM ADDED VALUE SYSTEMS

VOICE MESSAGING SYSTEMS
TEXT MESSAGING SYSTEMS
DATA COMMUNICATIONS

0 DEVELOP cUSTOM LSI WHERE NECESSARY TO SATISFY
POWER, SPACE AND COST OBJECTIVES,

0 DEVELOP GENERAL PURPOSE TOOLS AND PROCESSES
IN ORDER TO IMPROVE APPLICATIONS
PRODUCTIVITY,

0 PURSUE JOINT RELATIONSHIPS WITH COMPUTER
COMPANIES IN DATA COMMUNICATIONS AREAS WHERE
NECESSARY TO GIVE ROLM TOTAL BUSINESS
COMMUNICATION SOLUTIONS




To: Dennis Paboojian ce: Julie Holding - 234
Jeff Rulifson - 217
Emil Wang - 204

MEMORANDUM

From: Rich Zalisk

Date: October 18, 1984

Subject: MPD Q1 FY85 MBO Review

Attached are copies of MPD's original objectives for Ql and a
review of our Q1 performance for your review prior to our
October 19th session.

RZ:rt
attachment



USINESS
BASICS

JSINESS
(RATEGY

PEOPLE

Messaging Products Division
Oblectives CY8S

(1. Growth and Profit: Contribute to the BCG objectives of revenue growth and
profitability by providing a high level of support for PhoneMail. Achieve the
CY85 sales/revenue targets. Follow through with the introduction and support
for enhancements to the product line that will have an impact in CY85. Become
the dominant vendor of integrated voice/data store-and-forward products.

2. Commitments: Meet our MPD Operating Expense Targets. Meet our product development
commitments in terms of content, schedule, costs, reliability and other key
product objectives. Focus on team responsibility and accountability and
milestone deflinition and achievement. Meet every milestone defined in the
January 5, 1985 MPD Project Plan. Meet all customer commitments.

3. Customer Satisfaction: Monitor the customer satisfaction of PhoneMail customers
and provide a high level of field support to ensure that MPD's customers are
very satisfied with their installation. Ensure that installed customer feedback
is appropriately channeled into the Engineering Process so that our products
incorporate customer suggestions and provide lasting value. Define a strategy
and plan for ensuring we have high quality, reliable, available, maintainable
products.

4. Costs: Define and implement programs that significantly improve the PhoneMail
product line profitability, as we!i as our development and sales productivity.
Implement opportunistic projects to maintain competitive price/performance
leadership.

5. Business Planning: Develop and communicate an integrated business plan for MPD
that will maintain market leadership for ROLM with integrated voice/data
store-and-forward messaging products, as well as provide a framework for
prioritizing our product development projects.

6. ROLM Integration: Ensure that MPD’s plans are achievable by working with other
ROLM organizations to identify and resolve system/common services/field issues
and priorities which affect resources required for MPD success. Achieve the MPD
business plans, while also being an exemplary corporate citizen.

\7. IBM Integration: Define and implement programs which leverage our association with
IBM. Develop a cooperative strategy with ADS to collectively address customer
requirements better than any other vendor and, as a result, dominate the
integrated voice/data store-and-forward market. Leverage the 1BM Sales Force to
exceed CY85 PhoneMail revenue targets.

[8. Organization: Make the division’s new organization work. In particular, reduce
the uncertainty/volatility in project assignments and establish Product Support
as a highly important, contributing divisional function.

9. People Development: Focus on people development programs that will ensure that we
can fill a larger percentage of our management and individual contributor
requirements internally. Continue to recruit excellent potential individuals,

\10. Great Place to Work: Ensure that we continue to have a8 GPW environment that helps
us attract, hire, motivate and develop outstanding people to contribute to MPD's
goals. Have more fun.



nnllm CONFIDENTIAL

CC)P[‘.'JOI"‘atiDh TMT Use Only
MEMORANDUM - November 13, 1984
TO: T™™T
FROM: Ken Oshman
SUBJ: CORPORATE OBJECTIVES FOR 1985

1.

2

3.

of
.

Improve customer support with substantive, measurable programs.
Meet revenue and margin targets.
Improve productivity by reducing costs as a percent of revenues with
emphasis on:
- inventory control
- receivables management
- overhead reductions
- reduced installation and support costs
- improved RAM
- reduced direct costs

Meet development schedules with emphasis on cost reduction and
reliability improvement of CBX II and European CBX.

Demonstrate significant progress towards introduction of products
demonstrating ROLM/IBM integration.

Maintain ROLM GPW environment with increased emphasis on management
development.

Capitalize on synergy with the rest of IBM without negatively impacting
ROIM's strengths.

(ol —



Corporation ]

MEMORANDUM

TO:  SDG Staff COPY:

FROM:  Dennis Paboojian

DATE:  December 6, 1984

SUBJECT: jectives for 19

On the reverse side of this memo is a copy of the Corporate Objectives which I referenced
at the offsite. Please see that these are appropriately distributed within your

organization and are used as part of the objective setting process that you are involved

in.

DP:rt

cci



Paboojian
11/26/84

SYSTEMS DEVELOPMENT GROUP

CY85 OBJECTIVES

1. Growth and Profit: Contribute to the BCO objectives for revenue and growth and
profitability by providing a high level of support for our existing products, as
well as following through with the introduction and support for the key products
that will have an impact in CY85.

2, Commitments: Meet our product development commitments if accordance with the
product definition in terms of content, schedule, costs, reliability, and other
key product objectives.

3. CBX II: Plan and implement a well-supported launch of the full capability of CBX
II to have the maximum positive impact on our CY85 and CY86 financial
objectives, Special focus on ROLM Trial and Field Trial to ensure issues are
identified and resolved quickly, both before and during the trials.

4, Reliability, Availability, Maintainability (RAM): Refine our strategy and plan for
ensuring that we have high quality, reliable products; communicate and implement
this plan with substantive, cost effective programs.

5. Product Development Process: Define and implement improvements to the product
development process to ensure we make timely, effective decisions that are
consistent with our overall strategy. Focus on Project Team responsibility and
accountability, exception reporting, and milestone definition and achievement.

6. Cost: Define and implement programs that significantly improve our development
productivity, as well as the cost components of our products.

7. Business Plans: Develop and communicate affordable, integrated business plans that
will provide a framework to make decisions for our product development programs;
address marketing and product strategy for each Division consistent with the
overall strategy; define the specific product plan with priorities for
implementation that will ensure continued market leadership for ROLM in Business
Communication.

8. People Development: Focus on the people development programs that will ensure that
we can [ill a larger percentage of our management and individual contributor
requirements internally,

9. IBM: Define and implement programs across all Divisions which leverages our
association with the other parts of 1BM, while not negatively impacting the Focus
and strength of ROLM; bring products to market which demonstrate the cost
effective synergy of IBM/ROLM product integration.

10. Great Place to Work: Ensure that we continue to have a GPW environment that helps
us to attract, hire, motivate, and develop outstanding people to contribute to
the goals of the Systems Development Group.



( 1.

BUSINESS
BASICS

BUSINESS
STRATEGY § ©-

PEOP
EOPLE 9.

10.

MESSAGING PRODUCTS DIVISION
; Objectives FY85

Growth and Profit: Contribute to the achievement of the BCG objectives
for revenue growth and profitability, by providing a high level of support
for PhoneMail, as well as following through with the introduction and
support for both PhoneMail II and Text applications in FY85.

Sales Plans: Meet the FY85 gales plan milestones. Become the dominant
vendor in integrated voice messaging by achieving the penetration
objectives defined in our sales plan. Provide a high level of field
support for PhoneMail sales, with specific emphasis on supporting the
trained specialists in the field organization, and providing the training
80 that PhoneMail is presented correctly to customers.

Customer Satisfaction: Monitor the customer satisfaction of PhomeMail
customers and provide a high level of field support to ensure that all of
the Division's customers are satisfied with their installation. Meet all
customer commitments.

PhoneMail II: Meet our product development milestones in accordance with
the Definition in terms of content, schedule, cost, reliability and other
key product objectives; ensure a well-supported release of this product to
the field.

Business Plans: Prepare an integrated business plan for the Division that
will provide the direction for an integrated, prioritized product plan,
consistent with our financial objectives. Be prepared for the integration
of this business plan with the other SDG Divisions by November, 1984,

Text Applications: Meet our product development milestones as defined in
the May 3, 1984 review in terms of content, schedule, cost, reliability
and other key project objectives; ensure a well-supported release of this
product to the field.

Integration: Work to resolve systems issues that become visible as a
result of the products defined and developed in the Division; be a focal
point for SDG for defining and implementing the strategy for integration
of voice/text messaging with CBXs and desktop devices.

Organization: Complete the organizational structuring of the Division;
fill key positions consistent with our targets, Define clear charters,
objectives, and responsibilities to ensure timely implementation of our
business plan.

Pu D : Focus on people development programs that will ensure
that we can fill a larger percentage of our management and individual
contributor requirements internally.

Great Place to Work: Ensure that we continue to have a GPW environment
that helps us to attract, hire, motivate, and develop outstanding people
to contribute to the goals of the Systems Development Group.



2.

3.

MPD i 0bj
FY85

Sales Plan: Achieve sales plan projections. Execute PhoneMail sales plan
action items. In particular, develop OA specialist training modules and a

PhoneMail trial program.

Sales Support: Monitor and assess PhoneMail performance in the field.
Where appropriate recommend and execute activities to resolve any out-
standing problems. In particular, review Ql and Q2 results and recommend
revisions to sales plan action items by January 15.

Product Launch: Develop and execute launch plans for PhoneMail Release IIL
and text applications. In doing so, ensure consistency of product message
and position, end user training, and sales support. Inm particular, better
communicate the text applications positioning to the organization and
ultimately to the field.

Customer Marketing: Ensure that Customer Marketing's role is understood
and useful to the field. In particular, Customer Marketing should
identify, evaluate, and resolve problems impacting the field's ability to
sell or customer's ability to use MPD products.

Marketing Leadership: Have the marketplace perceive ROLM as a leader in

messaging products in general and voice messaging in particular. In doing
80, focus primarily on how ROLM products solve common business problems
better than existing solutions. Identify and kickoff those projects that
will be necessary to maintain and build PhoneMail's position in the
marketplace.

Business Plan: Develop an integrated messaging business plan. In
particular, marketing focus should include customer migration path and fit
into the sales process.

ROLMphone Messaging: Get ROLMphone messaging defined and back on

schedule. In particular, ensure that ROLMphone messaging's position is
understood and accepted in the organization.

Define a few key integrated features to be kicked-off in
FY°85 that demonstrate ROLM's ability to provide useful, system solutions
to common business problems. In addition, develop a road map for future
integrated features.

People Development: Have product managers assume a leadership role on
project teams. In particular, product managers should emsure that

projects have clearly defined goals that are understood by the corporation
and track projects on their schedules.
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2,

3.

10.

MPD Engi ing Obj
FY85

PhoneMail: Respond in a timely, high-priority fashion to reported
problems in the field and at ROLM. Momitor CBX releases for continued
support of PhoneMail functionality.

PhoneMail II: Meet the development milestones and meet PhoneMail Local
Networking FSD in March, 1985. Start ROLM Trial of Long Distance Net-
working in May, 1985. Continue to improve product functionality and work
with Product Support to improve product RAM.

Text Applications: Meet the May 3, 1984 milestones. Specifically: Field
Trial TextMail in December, 1984; Field Trial FileMail in February, 1985;
Field Trial NetMail in June, 1985. Field Trial TextMail-PhoneMail
integration in April, 1985.

Cost-Reduced PhoneMail: Implement a phased plan for the continued cost

reduction of PhoneMail. Reduce the cost 10% and reduce the footprint by
July, 1985.

PhoneMail /NCS: Support marketing in launching the product. Develop a
mechanism to provide message-waiting indication on non-CBX systems.

TMMS: Ensure successful trials; provide quick responses to reported
problems in the field and at ROLM.

Business Plan: Contribute technical leadership in preparing and
communicating the Business Plan. Ensure that the plan will identify
product areas in which ROLM can offer unique value-added market
contributions.

Integration: Improve CBX release coordination with MPD products. Improve
SECO turnaround. Develop a technical framework, comsistent with the
Business Plan, for the integration of voice-text messaging products and
desktop devices. In particular, kickoff and define a select set of key
device-application features.

People Development: Make people development a routine and regular
process. Ensure that it clarifies job performance expectations and

improves milestone achievement. Raise the effectiveness, productivity,
communication skills and documentation skills of engineers without
stifling creativity.

Great Place to Work: Improve the development environment and provide
better software and testing tools. Provide challenging and rewarding

tasks. Encourage people to stretch but make sure they are successful.



MPD P S Obj
FY85

Communications: Facilitate increased communications with customers, field
support personnel, other Product Support groups, specifically ROCO
Customer Support and BCG Customer Support, in order to provide a high
level of support for PhoneMail and other Messaging Products. Define and
implement precedures for these and other support groups to provide ongoing
feedback to Engineering about MPD products.

Customer Satisfaction: Implement our strategy of coordinating customer
support across vendors (ROLM and IBM) for Text Applications and TMMS, in

order to ensure customer satisfaction with ROLM's products. Obtain
information from the Customer Support groups which will enable us to
evaluate and monitor the level of support being provided for our products.

In order to ensure the successful intro-
duction of Text Applications Products, PhoneMail 2.0 and TMMS, co-
ordinate the design and development of the technical training and pub-
lications for these products so that they are concise, modular, accurate
and easy to update. Review all existing PhoneMail publication and revise
them for Release 2.0 changes into the PhoneMail training classes.

Product Trials: Develop, publish and implement phased ROLM Trial and
Field Trial plans for PhoneMail 2.0, Text Application and TMMS to assure
that ROLM trials provide for thorough testing of product specifications
and proper integration with 8000 and 9000 software.

RAM Gujdelines: Work with CSD Product Support to develop RAM guidelines
which state the purpose of RAM throughout the design and development of a
product. Apply these guidelines as appropriate in MPD Product Support and
develop strategy for ensuring RAM during integration with CBX.

Use RAM guidelines to develop an organizational charter by
end of Q2 FY85. Define Product Support responsibilities to ensure
accountability, smooth tranmsition across group boundaries, and to
eliminate duplication of effort. Plan for adequate staffing levels based
on on-going and future project requirements, consistent with the Business
Plan and Division targets.

People Development: Develop a comprehensive training plan for new PSE's
so that they make a positive contribution within 60 days of hire. Plan

career opportunities within Product Support and ROLM. Appropriately apply
the model used by Engineering to develop a set of personal performance
guidelines by which all Product Support group members can be evaluated.

Great Place to Work: Continue to identify and hire skilled and motivated
individuals who will contribute to the goals of the Division, SDG, and
ROLM.



MESSAGING PRODUCTS SIO
JECTIVES - FYBS

a1 Review
3] 'y o
Objective Accomp i £ Deficiencies MBO Reting
1. Growth & Profit 250% growth over FYB4, 30% of plan 2
Pass through operating
margins >20%.
30% market share,
Responsive fiald support.
2. Sales Plans Responsive fiald support, 30% of plan 0
High quality specialist Low market visibility
training.
Low sales activity
3. Customer Satisfaction Customers reasonably Low visibility inta 1
satisfiad, customer satisfaction.
Customers are not very
satisfiad,
Pi il II On schedule for PhoneMail II, Low expectation of 2
timely follaw=thru
to FSD-
Lack of control over
non—-MPD resources.
5. Busipess Plan Business Plan completed. Plan not integrataed. 4
6. Text cation On schedule for Text. Leck of firm definition. 2
Low expectation of timely
follow=thru to FSD,
Lack of control over
non—MPD resources.
7, t tion None. Unable to influence other 0
Divisiona/priorities.
B. Organization Objectives/responsibilities Key jobs not filled. 1
clear.
Charters not clear.
8. People Development Participated in SDG classes. Little demonstrable 1
progress.
Some MPD-Engineering classes.
10, Great Place to Work Terrific people. Morale slipping due to 3
lack of resource resolu-
tion and undar target sales
performance.
Overall MPD Substantial progress on Did not achieve financial 1.6
business strategy. or customer satisfaction Marginally
goals. Acceptable

Good fol low=through on MPD
action items.

Anticipate not achieving
product introduction goals
due to non-MPD resources.



2,

4.

6.

7.

8.

9.

MPD i Objectives

Q185 Review

Sales Plan: Sales are currently 302 of target, unacceptably low.
Trained 22 OA marketing managers. Developed training guides and
vertical market guides for them. A trial program was developed and
introduced, but is not yet possible to implement. A special RCC
leasing plan for Phonemail was developed and introduced.

Sales Support: OA marketing manager performance beginning to be
reported. Initial data analysis, eg, proposal activity, trial
activity, published. First pass promotion and MarCom activity
completed. Intend to have revisions to sales plan prior to January l.

Product Launch: Launch plans delayed pending product schedule reviews
due to 295/Tandem impact. Phonemail II design phase checkpoint held.
Rolm trial plans for Phonemail II developed, but currently being
modified to account for resource reductions. 9003/Phonemail released.
Streamer tape released to manufacturing. TMMS stress test and Rolm
trial succesfully completed. TMMS field trial bogged down due to
contract disputes.

Customer Marketing: Two customer testimonial videotapes made and
distributed. One customer application story printed in Computerworld.
Customer data base being created. Customer satisfactiom survey
conducted, results tabulated and presented. So far unable to develop
and implement plan to achieve sales objective.

Market Leadership: Market has little or no awareness of Phonemail as
market leader. More aggressive market position stance presented to
Probe, Yankee Group, and Rothschild conference. New ad created and
currently running in Business Week, Computerworld, etc. Local
advertising blitz underway in Dallas local market. So far unable to
develop and implement plan to increase market awareness.

Business Plan: MPD Business Plan completed and partially distributed.
In addition a white paper on the positioning of the text applications
was published and distributed.

Rolmphone Messaging: Unable to demonstrate progress towards achieving
objective.

Integration: Greater integration between Phonemail and PCmail
identified and initial work begun. Proposal for integration with IBM
host products created and presented to IBM management. Have made great
progrese in understanding overall integration strategy.

People Development: Unable to demonstrate progress towards achieving
objective.

Q1 MBO
Rating
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9.

10.

JFR 10/15/84

MPD Engineering Objectives
- 1 85 Review
PhoneMail: Responded adequately to all field reported problems.

PhoneMail II: On schedule. Local networking ROLM Trial plan
completeds Implementation in jeopardy due to Telecom Ops
resources. Long Distance Networking moved to 1/86 due to mew CBX
priorities. Revised error log to improve product maintainability.
Improved diagnostics.

Text Applications: Met 9/17 demo milestonme. Accelerated File Mail
schedule by 2 months to coincide with TextMail and project is
tracking well to new schedule. Shifted primary focus from TextMail
to File Mail. Based on Review, chose to extend File Mail features.
Impact of redefinition and non-MPD resources yet to be determined.

Cost Reduced PhoneMail: Have prototype 19" cabinet; cooling and EMI
done. Lost mechanical resources. On hold. Objective will not be

met «

Stand A Ph il: POR and configuration support completed.
Marketing plan not done.

TMMS: Completed stress test and ROLM trial; successful as stand
alone application; needed better trial coordination with
PhoneMail. Marketing plan proposed but not final.

Bugsiness Plan: Completed Business Plan; in addition published PC
Mail White Paper.

Integration: Good CBX coordination on driver and test SW for AP-AP
code on 9004 and 8000 SW for VCC. Nothing on SECOs. Business Plan
for Voice~-text integration complete. Developed technical strategy
for host integration. Timely integration of messaging products
apparently not a CBX priority.

People Development: Started more rigorous code reviews; raised
documentation standards; prepared job responsibility guides and

held workshops with Group Managers; held presentation style
workshops.

Great Place to Work: Improved S/1 tools by bringing in ACS. Got
Logic Analyzer for Diagnostics Group. Reorganized Text

Applications responsibilities to use management skills better.
Without more resources: pulled up File Mail schedule, started DTMF
project, did RS232 patch panel project, implemented 24 hr shifts
for PC Mail debug.

Ql MBO
Rating



5.

6.

MPD Product Support Objectives
2 1 85 Revi

Communication: Have not yet developed and implemented procedures to
substantially improve communication with the customer and the field,
although have been successful in facilitating quality communications
through all support organizations in several specific instances.
Have not planned or implemented specific procedures for providing
ongoing feedback from the field.

Customer Satisfaction: Have not yet been able to implement plans to
improve PhoneMail reliability, and therefore, customer satisfaction.

Too soon to implement multi-vendor (ROLM and IBM) support procedures
necessary for customer satisfaction of text products. Participation
in PhoneMail Customer Survey, but analysis by Product Support and
future planning required.

Training and Publications: Performing all tasks mentiomed in

objective on an ongoing basis. Little success in obtaining
satisfactory results from Tech Pubs for TMMS.

Product Trials: ROLM Trial Plans developed for PhoneMail 2.0, TMMS
and PC Mail, and implemented for TMMS. Stress test planned and
implemented for TMMS. Field Trial Plan developed currently being
implemented for TMMS. PhoneMail 2.0 regression test plan being
developed. Implementation of new plans in jeopardy due to Telecom
Ops resources.

RAM Guidelines: Intend to rely heavily on CSD RAM guideline
development effort, but we have not actively participated yet.
Implementation of new guidelines not yet possible.

Organization: Organizational charter still required by end of

Q2 FY 85. Have been successful in specific day-to-day activities in
ensuring accountability, smooth transition and keeping down
duplication of effort between support groups.

P Devel nt: Participating on task force to develop training
plan and procedures for MPD PSE's. No effort has yet been put into
developing performance guidelines for PSE evaluation.

Great Place to Work: No change in last quarter.

qQl MBO
Rating
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1.

12.

JFR 7/9/84

IEXT APPLICATION SECTION
EY 85 Objectives

TextMail 1 Software: Final Integration In September 1984,

JextMall 1 Release: Fleld Trilal In December 1984,

Kickoff CBX = Cypress - TextMall - SA
lnfegraflon In December 1984

Elle Mall 1 Release: Fleld Trial In February 1985.
TextMall = PhoneMall Integration: Field Trial in April 1985.
NetMail 1 Release: ROLM Trial In June 1985.

S/1 CDN: Support as appropriate.

H Make people development a routine and regular
process. Ensure that it clarifies Job performance expectations and
Improves mllestone achlievement. Ralse the effectlveness, productivity,
communication skills and documentation skills of engineers without
stifling creativity.

: Ralse the effectlveness and productivity of engineers
without stifiling creativity.

Device Integration: Improve CBX release coordination with MPD

products. |Improve SECO turnaround. Develop a technical framework
consistent with the Busliness Plan, for the Integration of volce-text
messaging products and desktop devices. |In particular, kickoff and
define a select set of key device-application features.

Business Plan: Contribute technical leaderskip -to the deva%apmhhf of
the Division Buslness Plan.

Competition: Assure that the engineering staff understands the use
of their products by customers and the positioning of thelr products
relative t& competition.
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Communication Systems Group
EY 85 ObJectives

TextMall: Integrate RIX-Operations, 3101 support and ALP High
Speed Device Driver with TextMall In September 1984. Start Fleld
Trial In December 1984.

S/1 _CPN: Imp lement TRIP onS/1 by February 15. Start CPN
Engineering Trial with PM In May 1985.

NetMails Start Engineering Trial using MMEPZ in April 1985. Be
ready for Field Trial in June 1985.

Iraining: Imp lement Individual written yearly growth/training
plans for each MTS.

Development: Conduct monthly counselling with MTS's:
* Revlew objectives for previous month.
*  Set objectives for next month.
* Discuss performance and give/receive feedback.

Presentations: Have MTS's present status/progress/special Interest
reports at group and section meetings. Get them to talk
enthusiastical ly about what they are doling.

Designs: Get MTS's to participate In design. Emphasize simple
designs; clear, concise, well I|lustrated documents; and
bul let-proof code.
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File Server Group
EY 85 Objectives

Elle Mall 1: Give Demonstration of some Flle Server features.
(8/27/84) Full File Server ready for Engineering Trial (10/22/84)

Flle Mall 2: Definition of File Server using Phoenix. (11/5/84)
Begin Fleld Trial of first version File Server. (2/4/85) Complete
design of features for second version of Flle Server. (2/4/85)
Complete design of Flle Server using Phoenix. (2/4/85) Ready for
Integration test of Flle Server using Phoenix and new features.
(6/24/85)

Ml lestones: Strive to set reallistic mllestones and to meet them.

Deslgns: Work with each member of the group to produce wel|-thought
out and well-documented designs that Implement the products we want
to bulld.

: Work with each member of the group to produce
wel |-thought out and wel|-documented designs that implement the
products we want to build.

Competition: Provide opportunities for group members to become
famillar with competitive products and to understand how our products
are positioned.
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TextMall Group
EY 85 Objectives

TextMall 1 Software: Achleve Final Integration by September 1984,

TextMail 1: Start TextMail Release 1 (minus PhoneMail) Fleld Trial
by December 1984.

Device Integration: Pass Design Phase checkpont for PMS 4, the
extended Integration of PhoneMall, TextMall and SA, by January 1985.
Continue development of PMS 4 In order to start Englineering Trial in
Q1 of FY86.

Eile Mall 1: Start Field Trial of PMS 2, File Mail, by February 1985.
IM-PM: Start Fleld Trlal of Release 1 with PhoneMall by April 1985.
Net Mall 1: Start Field Trial of PMS 3, NetMall, by June 1985.

: Make employee development a continuing process by
establishing clear performance expectations, setting reallstic but
challenging golas and getting and giving timely feedback In weekly
one-on-ones.

Design Quality: Work with each member of the group fo Improve their
effectiveness and creativity. This will Include technical reviews of
work, establishment of mentors for the more Jjunior members,
Intra-group presentations of work acomplished, and group development
of techniques for Improving the software development cycle.

Competition: Encourage group members to become famillar with
competitive products and how customers use both our product and our
competitors' product.

: Use all avallable tools to closely track the development
cycle, both to prevent schedule surprises and to improve estimating
skills.
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Text Applications Section
FY B85 Quarterly Goals

Q1 a2 a3 o4
TextMail 1 Sw Done
TextMail 1 Plan Trials Start

Fiald Trial

Device Eng. Proposal

Integration Drafted

File Mail 1 Partial Demo Eng. Trial ROLM Trial Complete Fi:
Issue ERS Start Field Trial Field Tria

TextMail- Plan Design ROLM Trial Field Trial

PhoneMail

Net Mail Complete Code Integration Eng. Trial
Specifications ROLM Trial

5/1 CPN Plan Monitor Add TRIP PM Testing

Performance Charts Updated Step 1 Step 2 Practice

Productivity Goals Set Step 1 Step 2 Practice
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Communications Systems Group
FY B5 Quarterly Goals

o1 Qz 3 04

High Speed ALP Eng. Trial Field Trial

device drivers

3101 support Eng. Trial Field Trial

RIX Ops. Eng. Trial Field Trial

8/1 CPN Monitor Design TRIP Complete Code PM Testing
PhoneMail Start Code

NetMail/MCI1 Complete Complete Test & Eng. Trial
Specs Code Integration ROLM Trial

Training Directed Planned Voluntary Self Init,

Development 50% >=good 66% >=v.g. 50% >=v.g. BB% >=v,.g.

Presentations Directed Planned Voluntary Self Init.

Designs Accepted Valued Self criticism Self correcting
Criticism Criticism
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Fila Server Grou
FY B5 Ousrterly Goals

o1 o2 Q3 a4
File Mail 1 Coding/ Engr. Trial Field Trial Done
Debugging
File Mail 2 Begin Def. Begin Design Complete Def., Coding/Testing

Complete Design

3 Milestones

4 Designs

5 Time
Management

6 Competition




TextMail Group

JJdJd 7/26/84

FY Quarterl B
Q1 a2 Q3 04
1 Textmail 1 Done
Software
2 TextMail 1 Plan Trials Start Field FSD

Eng. Trial

Trial w/o0 PM

3 Device
Integration

Help Define

Design

Design Phase
Checkpoint

Implement

4 File Mail 1

Aid in Testing

Support Eng.
Trial

Low Lavel
Support

5 TH-PM

Plan
Start Imple,

Finish Imple,
Start Eng. Trisl

Start ROLM
Trial

Start Field Trii

6 NetMail 1

Plan & Help

Imple, Mailer

Integrate FT

Field Trial

in Design & NS Mods, Support Support
7 People Set Development Execute Execute, Monitor Execute
Development Goals & Monitor & Modify & Monitor
B Design Set Goals Monitor Monitor Monitor
OQuality Monitor
9 Competition PlLan 1 Out 3 Out 6 Out
1 Report 3 Reports

10 Bcheduling




Taxt Ags;igltinsl Section
5 - 01 Goals

July

August

JFR 7/15/84

September

TextMail 1 SW

Tast SA
Code and Test

Complete SA
Code and Test

TextMail 1 Trial Plan Engineering
Complets Trial
Device Inveatigate Proposal Draftad Internal Review

Integration

File Mail 1

ERS Decisions
Integration

Partial Demo
PC Complete

Issue ERS
§/1 Complete

TextMail PM

Plan

Nothing

Design

NetMail Freeze Specs ARemote Mailer Postman Designs
Local Mailer Design
Design

§/1 CPN Plan Monitor Monitor

Parformance

Charts Out
Let Draft Plans

Charts Reviewed
2nd Draft Plans

Incremental
Goals Set

Productivity

Draft Group
Plans

Draft Section
Plans

Incremental
Goals Set




Communicati Systems Grou
FY -Q1 Eo- 8

July

August

84 7/28/8

September

High spesed ALP

3101 support
RIX Operations

Complete
single Line

Track ACS
Complete ERS

Complete
multiple Lines

Test ACS

Complete code

Engineering Trial

Engineering Trial
Engineering Trial

5/1 CPN Monitor Monitor Monitor
NetMail 1 Freeze Specs Design R Mailer Design Postman
Complete ERS
Design L Mailer
Training Forced Directed Suggestad
Development Explain Plan Actions Act
Presantations Directed Directed Suggested

Designs

Learn value
of criticism

Willingly accept

Voluntarily seek




File Server Group
FY B85 - 01 Gosls

July

August

GM 7/28/84

September

1. File Mail 1 Test Link Level; Integrate w/ Filer & Caoamplete S1 appl,
Test S/1 appl Lavel Filer & Name Server & Lavel codej;
level ([create & Mailer Complete PC appl
retrieve)--no filer Robust Link Levelj Integrate w/high
mailer, name server; Test soms PC appl. spead drovers
Begin PC appl Level Level routinesjBegin Integreate w/TextMai
routines higher speed

modifications

2 ERS Complete draft Modifications Issus new

3 File Mail 2 - Understand Understand

4 Designs

5 Time Management

6 Competition




TextMail Group
FY 85 - Q1 Goals

JJd 7/268/84

1 TextMail 1
Software

July

D1,.Subrs Comp,

NS/SA Files Complete
Mailer Design Complete
UIF Data Structuring
and Screen Dafinitions

August

Mailer Complate
NS Comp lete

ULF Phase 2
Code Complete

Septeamber

AlLL code complete ani
ready for Eng. Trial

2 TextMail 1

Support Trial Plan Work

Start Engineering
Trial

3 Device
Integration

Help Investigate

Support Proposal

Review Proposal

4 File Mail 1

Supply D1
Aid in Testing

Aid in Tasting

5 TM - PM

Plan

Finish Plan
Review

Start ERS

B NetMail 1

Local Meiler Design

Monitor Design

Monitor Design

7 Development

Review Charts

Set Development
Goals

Aeview and Set
Set Final Goals

B Design
Quality

Set Goals
Monitor

Set Development
Goals

Review and Set
Set Final Goals

9 Competition

10 Scheduling
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Paboojian

V- 4/30/84

L SYSTEMS DEVELOPMENT GROUP
FY85 OBJECTIVES

Growth and Profit: Contribute to the BCG objectives for revenue growth and
profitability by providing a high level of support for our existing products
as well as following through with the introduction and support for the key
products that will have an impact in FY85.

Commitments: Meet our product development commitments in accordance with
the product Definition in terms of content, schedule, costs, reliability
and other key product objectives.

CBX II: Plan and implement a well-supported launch of CBX II to have the
maximum positive impact on our FY85 and FY86 financial objectives. Special
focus on ROLM Trial and Field Trial to ensure issues are identified and
resolved quickly, both before and during the trials.

Reliability, Availability, Maintainability (RAM): Refine our strategy and
plan for ensuring that we have high quality, reliable products; communicate
and implement this plan so that appropriate decisions can be made about
investments and organizational charters.

Product Development Process: Define and implement improvements to the
product development process to ensure we make timely, effective decisions
that are consistent with the overall BCG strategy. Focus on Project Team
responsibility and accountability, exception reporting, and milestone
definition and achievement.

Organization: Follow through with the organizational plan to decentralize
along market segments; define charters, objectives and responsibility for
gach Division so that we will have a framework and staffing to develop and
implement aggressive business plans.

Business Plans: Develop and communicate business plans that will provide a
framework to make decisions for our product development programs; address
marketing and product strategy for each Division consistent with the BCG
strategy; define the specific product plan with priorities for implementa-
tion that will ensure continued market leadership for ROLM in Business
Communication.

People Development: Focus on the people development programs that will
ensure that we can fill a larger percentage of our management and individual
contributor requirements internally.

Computer Plan: Develop and implement a computer plan for the small,
mid-range, and large systems that deals appropriately with hardware and
software issues over the long term.

Great Place to Work: Ensure that we continue to have a GPW environment that
helps us to attract, hire, motivate, and develop outstanding people to
contribute to the goals of the Systems Development Group.
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W. Warren
W. Rea
W. Hausen
5/4/84

COMMUNICATION SYSTEMS DIVISION
FY85 OBJECTIVES

GROWTH AND PROFIT: Contribute to the achievement of the BCG Objectives

for revenue, growth, and profitability by providing a high level of sup-
port for the installed base of CBX's and prior releases of 8000 and 9000
software. In addition, follow through with the introduction and support
of 8004, 8005, 9004.X, and RB295/INL/INN,

COMMITMENTS: Meet our product development milestones as defined in the
POR's for (BX II and Tandem. Hold committed availability dates to field
to minimize confusion and rebuild confidence. Define software releases

8006 and 7, and 9005 and 6 in terms of content, schedule, and reliability.

CBX II: Plan and implement a well supported launch of CBX II to have
maximum positive impact on FY85 and FY86 financial objectives. Special
focus is needed on ROIM trials and field trials to ensure issues are iden-

tified and resolved quickly, both before and during the trials,

RELIABILITY, AVAILABILITY, MAINTAINABILITY: Develop the process track-

ing and cost tracking methods needed to be able to make informed business
decisions on RAM. Goal is to provide high quality, reliable products, and
our plans need to be communication throughout the division. Develop clear
definition and specifications of RAM and relate to service costs and mar-

ketplace requirements.
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5.

PRODUET DEVELOPMENT PROCESS: Define and implement improvements to this

process to allow us to make timely decisions which are consistent with BCG
strategy. Use checkpoint process to build Project Team capabilities and
responsibilities. Develop the tools to allow us to shorten the develop-

ment process.

SALES PLANS: Meet the FY85 sales plan milestones with specific emphasis

on supporting the development of the sales tools needed to increase field
productivity and the resolution of the outstanding product development

issues for the Small, Mid-Range, and Large Market segments.

BUSINESS PLANS: Prepare an integrated Business Plan for the Small, Mid-

Range, and Large Market segments in conjunction with MPD and NPD. Inte-
gration of these plans will occur in November of 1984 and May of 1985 and
should allow for resource allocation decisions. Tie plans to market

requirements and system performance expectations.

ORGANIZATION: Build up the organization to be able to operate as three

divisions by having good people and developing strong ROIM employees. Be
sure that charters are defined such that these three market-oriented divi-

sions can work together and share common resources and capabilities.

COMPUTER PLAN: Develop and implement a computer plan for both the

Small, Mid-Range, and Large Market segments that deal with hardware and
sof tware issues over the next three to five years. Goal is to reduce
sof tware duplication costs and remove the CPU as a constraint, thereby
increasing software productivity. Coordinate these efforts with LSS

activities.
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10.

PEOPLE DEVELOPMENT: Focus on the people development programs that will

11.

ensure that we fill a larger percentage of our management and individual
contributor requirements internally. Involve division management to

build up creditability of these development efforts.

GREAT PLACE TO WORK: Ensure that we continue to have a GPW environment

0219w

that helps us to attract, lure, motivate, and develop outstanding people
to contribute to the goals of the Systems Development Group. Do a better
job of communicating what ROIM is, where it is going, what our products

are, and how they are used by our customers.
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13.

JC:5/4/84

Network Products Division FY B85 Objectives

Establish ROLM as a leader in the networks market through
development of a long term strategy, ways to explain that
strategy and the products to implement the strategy.

Make reliability, availability and maintainablility a way of
life. RAM plan included in all product definitions.

Provide sales deliverables which leverage network products to
help achieve FY85 sales objectives for BCG.

Develop plans and procedures for insuring that quality
products are completed on time and introduced in a profes-
sional manner.

Complete network business plans by November 1984.
Use business plans to communicate strategy both within and
outside of the division. VUse as basis for developing a

non-disclosure presentation.

Fully implement the business team strategy as a method for
people development and for producing superior products.

Establish CPN as the building block architecture for develop-
ing distributed systems.

Drive LSS to clarify and solidify functions needed for
network management centers and intersite voice/data features.

Monthly division meetings to keep everyone aware of division
activities.

Define methods for measuring division success.

Insure that the transition to the new organization is handled
in a smooth and professional manner.

Develop and keep a solid relationship with the field and with
other divisions.



Major Systems -- FY 1985 Objectives

Organization

1) Implement a new organization. Staff with talented professionals who can quickly achieve
success by meeting established objectives.

2) ldentify major organizational issues and develop a plan that defines charter, objectives,
and responsibilities by end Quarter.

3) Communicate organization and its objectives to field by end Quarter,

4) Communicate the transition plan for all transferred SE's so people deliver on their
90-120 day "contracts".

Growth & Profit

1) Develop and drive a process for identifying, bidding, and tracking "ultra-large"
system proposals.

2) Identify individual program risks and communicate to management.

3) Implement program management tools (PC based?) that will ensure effective project
management and communication with appropriate groups.

4) Identify resources/organizational requirements for success.

5) Help increase the win ratio to 30% of proposals contributing $100 million in bookings
in FY 1985, Analyze and report on bid wins and losses.

6) Implement standard pricing algorithms and checklists to ensure profitable,
competitive bids.

Decision Process

1) Identify and drive a Major Systems prospect identification and tracking process to
emphasize importance of long-range account development.

2) Develop groundrules for Program Managers and track with frequent account reviews to
ensure effectiveness.

3) Introduce the "team" program management process where factory and field people are
paired for the duration of the program.

4) Identify and communicate qualification criteria for considering RFP's as candidates
for Major Systems.

5) Develop a "key program committee" process to determine which candidate proposals
should be agressively bid. (PBR or project bid recommendation process).

6) Understand MSC's major program organization, and adopt the best pieces to Major Systems.

Commitments

1) Meet program commitments as identified in program schedules by Program Managers.

2) Implement communication packages (electronic mail?) that will facilitate better
interchange and more up-to-date project and prospect information among other factory
Applications Engineering organizations and the field (Region, Branch, National Accounts).

Throughput

1) Plan for initial program manager workloads of 2-3 major proposals per month
($5-10 million retail range).

2) Identify tools and procedures to help increase organization's productivity. Utilize
Product Divisions as consulting resources where possible.

Products

1) Be the customer advocate within SDG. Provide product divisions frequent exposure to
"ultra-large" customer needs to influence business/product plans.

2) CBX II/295. Stand on our own two feet for both pricing and configuration. Understand
ghegsghe economics will drive future products and include in proposals when agreed
Y d

3) Develop an RFP bid response data base and hardware plan by 10/1/84.

4) Develop "capabilities" sales aids (slides, video tape, etc.) to differentiate and sell
ROLM's expertise in ultra-large systems.

OVER ...,



People Development

1) "Grow our own"' better so we can fill a larger percentage of our management and

individual contributor needs internally. g
2) Provide adequate inter and intra departmental training opportunities to be prepared

to handle the bulk of the projects within Major Systems.

Great Place to Work -

1) Ensure that the Major Systems environment is energetic, entrepreneurial, and viewed

as the applications engineering "green berets",
2) Provide an atmosphere to help ROLM attract, hire, motivate, and develop outstanding

people to contribute to the goals of SDG and BCG.
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SDG DEVELOPMENT SERVICES ORJECTIVES

QVERALL DEVELOPMENT SERVICES OBJECTIVES

1.

2.

5.

Commitments: Meet our commitments to SDG, the Operations Group and the
ROCO's in terms of schedules, quality of services and reliability.

Support Procesgses: Review, define/redefine and implement/correct
support processes to ensure that we deliver effective and efficient
support services to our users.

Support Plans: Develop, communicate and execute support plans that are
consistent with and driven by the business plans and product
development programs.

People Development: Establish people development programs in each
organization to grow management and individual contributors.

: Focus on those processes, procedures, and tools in each
organization that can make SDG and the organization able to do the
"right thing right"™ - more often and faster.

REVELOPMENT HARDWARE SERVICES

1.

2.

3.

CAD Turnaround: Plan, implement and operate CAD processes and systems
that permit faster electrical and mechanical design - more turns,
faster turns, easier turns,

CAE Focug: Improve the focus on CAE processes, tools and procedures to
leverage engineering productivity in the areas of design, documentation
test and post-release support.

: Review the change control process and
procedures with the goal of implementing and communicating changes to
all necessary organizations faster, more accurately but in a well
controlled manner.

REVELOPMENT SOFTWARE SERVICES

1,

4.

Configuration: Review the current configuration tools; identify areas
which are error prone, require lots of support and are difficult to
maintain; develop models and plans using modern SW configuration
technology to make current and future configuration tools more reliable
and supportable.

: Review and develop a 1long range software
production plan consistent with the business strategy. Improve the
effectiveness of current Software Production tools.

s Develop a plan for autoquote and SE tools
support. Put together a team of people to address long term and short
term AQ issues,

Software Release: Review the software release, maintenance and control
procegses, Develop and communicate the objectives for a Software
Release and Support system and organization.



DREVELOPMENT COMPUTER SERVICES

1. Ayvailability: Take responsibility for the total availability of
systems, Take the user view of what the system can do for him/her.
Plan to make all systems available 99% of the time during prime hour
(8AM to 6PM Monday to Friday) and 97% during non-prime hours.

2. Mapage Resourcesg: Plan and manage the total systems environment
(processors, peripherals, terminals, communications, networks) and the
total systems product life cycle (purchase, operations, service,
disposal to optimize user productivity and shorten product development
times.,

3. Tools Development: Plan, develop, install and support state-of-the-art
software development, software test and software maintenance/control
tools., Support and maintain software productivity programs,

4. User Support: Continue to develop and maintain user support programs
for documentation, help desk, training and education.

INFORMATION SERVICES

1, MIS Svstems: Identify, plan, prioritize, develop (make or buy),
maintain, operate and upgrade those MIS Systems that the SDG group
needs to do to implement its strategic and tactical plans,

2. Documentation Serviceg: Identify weaknesses of the current

documentatio processes (document control, components, EDB, technical
library, technical writing, etc) that will impact our ability to mee*
plans or commitments, Define, prioritize and put new systems in plac ‘
to eliminate these weaknesses,
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MESSAGING PRODUCTS DIVISION
Obj i FY8

Growth and Profit: Contribute to the achievement of the BCG objectives
for revenue growth and profitability, by providing a high level of support
for PhoneMail, as well as following through with the introduction and
support for both PhoneMail II and Text applications in FY85.

Sales Plans: Meet the FY85 sales plan milestones. Become the dominant
vendor in integrated voice messaging by achieving the penetration
objectives defined in our sales plan. Provide a high level of field
support for PhoneMail sales, with specific emphasis on supporting the
trained specialists in the field organization, and providing the training
so that PhoneMail is presented correctly to customers.

Customer Satisfaction: Monitor the customer satisfaction of PhoneMail
customers and provide a high level of field support to ensure that all of
the Division's customers are satisfied with their installation. Meet all
customer commitments.

PhoneMajl II: Meet our product development milestones in accordance with

the Definition in terms of content, schedule, cost, reliability and other

key product objectives; ensure a well-supported release of this product to
the field.

Business Plans: Prepare an integrated business plan for the Division that
will provide the direction for an integrated, prioritized product plan,
consistent with our financial objectives. Be prepared for the integration
of this business plan with the other SDG Divisions by November, 1984.

Text Applications: Meet our product development milestones as defined in
the May 3, 1984 review in terms of content, schedule, cost, reliability
and other key project objectives; ensure a well=-supported release of this
product to the field.

Integration: Work to resolve systems issues that become visible as a
result of the products defined and developed in the Divieion, be a focal
point for SDG for defining and implementing the strategy for integration
of voice/text messaging with CBXs and desktop devicas.

Organization: Complete the organizational structuring of the Division;
fill key positions consistent with our targets., Define clear charters,
objectives, and responsibilities to ensure timely implementation of our
business plan.

Poople Deyelopment: Focus on people development programs that will ensure
that we can fill a larger percentage of our management and individual

contributor requirements internally.

Great Place to Work: FEnsure that we continue to have a GPW environment
that helps us to attract, hire, motivate, and develop outstanding people
to contribute to the goals of the Systems Development Group.



MPD i 0
FY85

Sales Plan: Achieve sales plan projections. Execute PhoneMail sales plan
action items. In particular, develop OA specialist training modules and a
PhoneMail trial program.

Sales Support: Monitor and assess PhoneMail performance in the field.
Where appropriate recommend and execute activities to resolve any out-
standing problems. In particular, review Ql and Q2 results and recommend
revisions to sales plan action items by January 15.

Product Launch: Develop and execute launch plans for PhoneMail Release II
and text applications. In doing so, ensure consistency of product message
and position, end user training, and sales support. In particular, better
communicate the text applications positioning to the organization and
ultimately to the field.

Customer Marketing: Ensure that Customer Marketing's role is understood
and useful to the field., In particular, Customer Marketing should
identify, evaluate, and resolve problems impacting the field's ability to
sell or customer's ability to use MPD products.

Marketing Leadership: Have the marketplace perceive ROLM as z leader in

messaging products in general and voice messaging in particular. In doing
s0, focus primarily on how ROLM products solve common business problems
better than existing solutions. Identify and kickoff those projects that
will be necessary to maintain and build PhoneMail's position in the
marketplace.

Business Plan: Develop an integrated messaging business plan. In
particular, marketing focus should include customer migration path and fit
into the sales process.

ROLM Mes ing: Get ROLMphone messaging defined and back on
schedule. In particular, ensure that ROLMphone messaging's position is
understood and accepted in the organization.

Integration: Define a few key integrated features to be kicked-off in
FY°85 that demonstrate ROLM's ability to provide useful, system solutions
to common business problems. In addition, develop a road map for future
integrated features.

People Development: Have product managers assume a leadership role on
project teams. In particular, product managers should ensure that

projects have clearly defined goals that are understood by the corporation
and track projects on their schedules.
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MPD Engi ing Obj
FY85

PhoneMail: Respond in a timely, high-priority fashion to reported
problems in the field and at ROLM. Monitor CBX releases for continued
support of PhoneMail functionality.

PhoneMail II: Meet the development milestones and meet PhoneMail Local
Networking FSD in March, 1985. Start ROLM Trial of Long Distance Net-
working in May, 1985. Continue to improve product functiomality and work
with Product Support to improve product RAM.

Text Applications: Meet the May 3, 1984 milestones. Specifically: Field
Trial TextMail in December, 1984; Field Trial FileMail in February, 1985;
Field Trial NetMail in June, 1985. Field Trial TextMail-PhoneMail
integration in April, 1985.

Cost-Reduced PhoneMail: Implement a phased plan for the continued cost
reduction of PhoneMail. Reduce the cost 10% and reduce the footprint by

July, 1985.

P il/NCS: Support marketing in launching the product. Develop a
mechanism to provide message-waiting indication on non-CBX systems.

TMMS: Ensure successful trials; provide quick responses to reported
problems in the field and at ROLM.

Business Plan: Contribute technical leadership in preparing and
communicating the Business Plan. Ensure that the plan will identify
product areas in which ROLM can offer unique value-added market
contributions.

Integration: Improve CBX release coordination with MPD products. Improve
SECO turnaround. Develop a technical framework, comsistent with the
Business Plan, for the integration of voice-text messaging products and
desktop devices. In particular, kickoff and define a select set of key
device-application features.

People Development: Make people development a routine and regular
process. Ensure that it clarifies job performance expectations and

improves milestone achievement. Raise the effectiveness, productivity,
communication skills and documentation skills of engineers without
stifling creativity.

Great Place to Work: Improve the development environment and provide
better software and testing tools. Provide challenging and rewarding

tasks. Encourage people to stretch but make sure they are successful.



8.

MPD P s Objec
FY85

R

Communications: Facilitate increased communications with customers, field
support personnel, other Product Support groups, specifically ROCO
Customer Support and BCG Customer Support, in order to provide a high
level of support for PhoneMail and other Messaging Products. Define and
implement precedures for these and other support groups to provide ongoing
feedback to Engineering about MPD products.

Customer Satisfaction: Implement our strategy of coordinmating customer
support across vendors (ROLM and IBM) for Text Applications and TMMS, in

order to ensure customer satisfaction with ROLM's products. Obtain
information from the Customer Support groups which will enable us to
evaluate and monitor the level of support being provided for our products.

Training and Publications: In order to ensure the successful intro-
duction of Text Applications Products, PhoneMail 2.0 and TMMS, co-

ordinate the design and development of the technical training and pub-
lications for these products so that they are concise, modular, accurate
and easy to update. Review all existing PhoneMail publication and revise
them for Release 2.0 changes into the PhoneMail training classes.

Product Trials: Develop, publish and implement phased ROLM Trial and
Field Trial plans for PhoneMail 2.0, Text Application and TMMS to assure
that ROLM trials provide for thorough testing of product specifications
and proper integration with 8000 and 9000 software.

RAM Guidelines: Work with CSD Product Support to develop RAM guidelines
which state the purpose of RAM throughout the design and development of a
product. Apply these guidelines as appropriate in MPD Product Support and
develop strategy for ensuring RAM during integration with CBX.

Organization: Use RAM guidelines to develop an organizational charter by
end of Q2 FY85, Define Product Support responsibilities to ensure
accountability, smooth transition across group boundaries, and to
eliminate duplication of effort. Plan for adequate staffing levels based
on on-going and future project requirements, consistent with the Business
Plan and Division targets.

People Development: Develop a comprehensive training plan for new PSE's
so that they make a positive contribution within 60 days of hire. Plan

career opportunities within Produect Support and ROLM. Appropriately apply
the model used by Engineering to develop a set of personal performance
guidelines by which all Product Support group members can be evaluated.

G P Work: Continue to identify and hire skilled and motivated
individuals who will contribute to the goals of the Division, SDG, and
ROLM.



Corporation ] bcc: Ken Oshma?{‘ﬁ
Bob Maxfield

MEMORANDUM Tony Carollo
Wayne Mehl
Homa Bahrami
To. Jim Cockrum - 234 Bi11 Krepick - 613 Amy Levitt °
Wolfgang Hausen - 553 Bill Rea - 519
Warren Kirsch - 355 Bi1l Warren - 519

FRoM: Dennis Paboojian ﬂh

oaTE.  April 27, 1984

SUBJECT: MBO Rating

As we've discussed, we'd like to increase our focus on the MBO process by
conducting gquarterly reviews. I believe that these sessions will be more
effective in helping all of us to better define our objectives and communi-
cate them. During these sessions, I would expect each participant to comment
on the progress he has made toward achieving those objectives, indicating
risks and concerns going forward, It is more important to highlight particu-
lar objectives than to cover each objective during these reviews. To put a
Tittle more structure into this process, I'd suggest each participant rate
their own performance relative to the accomplishment of these objectives.

So that we have a consistent scale for the group, I'd suggest the following:

0 Unacceptable: Performance is seriously deficient and major
improvements are necessary in order to reach acceptable Tevel.

1 Marginal: Progress has been made, but overall performance
towards MBO attainment does not meet minimum acceptable
progress. Improvement is required.

2 Acceptable: Minimum acceptable progress has been made; the
MBO should be attained, but there are considerable risks that
attainment will be achieved.

3 Fully Effective: Performance assures objective will be achieved
with minimum risk.

4 Excellent: Performance exceeds objective.

5 Superior: Performance exceeds objective at a level not expected
or anticipated.

Perhaps we can discuss this at one of our upcoming offsite meetings. [ would
expect that at the MBO Review in October the participants would come prepared
to discuss their performance on their MBO's rated on this scale. It might also
be helpful if individuals rated their overall performance, taking into account
their judgment of the relative priority of their individual MBO's.

DP:rt
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Hhjoptive

Urowth & Profit

dnles Plans

CiLomere Satisfaction

MESSAGING PRODUCTS DIVISION
OBJECTIVES — FYB85

Lo MhuneMgit 11

1« Hlusipess Plan
. Iext Applications

- Iptegration

« Drgenization

‘s Puople Development

. Great Place to Work

Ouerall ¥MPD

1085 Heview
o1
Accomplishmants
260% growth over FY84, o

Pass through operating
margins 220%.

30% markat share.

Responsive Tield support.

Responsiva Tield support, ]
High quality specialist o
trainings

0
Custumers reasonably 4]
satisfiad.

a

On schadula For PhonaMail Ii. o

o
Business Plan completed. 7]
On sehedule for Text. a

a

a
Nongs Q
Objectives/responsibilities 0
clear.

o
Participated in SDG classes. a
Terrific peopla, o
Substantial progress on o
business sLrateqy.
Good follow-through on MPD
gcbion jtams, _ (]

Q1
Deficiencies

30% of plan

30% of plan
Low market visibility
Low salen wotivity

Low visibility into
customar satisfactian.

Customars ara not very
satisfind.

Low mxpectation of
timaly follow=thru
to FSO,

Lack of control over
non=MPD resources.

Plan not integrated.
Lack of firm definition.

Low axpectation of timaly
fol tow=thru ta FSD,.

Lack of control over
non=MPD resources.

Unable to influence athar
Divisions/priarities.

Kay jobs not filled.
Charters not clear.

No MPD—=initiated
activity.

Morale slipping due to
lack of resource resolu—

tion apd under target sales

performance.

Did not achieve fFinancial
aor customer satisfaction
goals.

Anticipate not achieving

product introduction pgoals

due to non=MPD resocurces.

a1
Overall Grade

P



Objective
1. Growth & Profit

2. Sales Plans

3. Customer Satisfaction

4, PhoneMail II

6. Business Plan
6, Text Applications

7. Integration

9. Peo Deve lopment

10. Great Place to Work

MESSAGING PRODUCTS DIVISION

DBJECTIVES - FY8S

1085 Review

a1
Accomp lishments

250% growth over FYB4,

Fass through operating
margins >20%.

30% market share.
Responsive field support.
Responsive field support,
High quality specialist
training.

Customers reasonably

satisfied.

On schedule for PhoneMail II,

Business Plan completed.

On schedule for Text.

None.

Objectives/responsibilities
clear.

Participated in SDG classes.

Terrific people.

o1
Deficiencias

30% of plan

30% of plan
Low market visibility
Low sales activity

Low visibility into
customer satisfaction,

Customers are not very
satisfied.

Low expectation of
timely follow-thru
to FSD.

Lack of control over
non=MPD resources.

Plan not integrated.
Lack of firm definition.

Low expectation of timely
follow=thru to FSD.

Lack af control over
non=MPD resources,

Unable to influence other
Divisions/priorities.

Key jobs not filled.
Charters not clear.

No MPD-initiated
activity.

Morale slipping due to

lack of resource resolu-
tion and under target sales
performance.

a1
Overall Grade

c

B+

Overall MPD

Substantiel progress an
business strategy.

Good follow=through on MPO
action items,

Did not achieve financial
or custaomer satisfaction
goals.

Anticipate not achieving
praduct introduction goals
due to non-MPD resources,






2.

10.

JFR 10/15/84

MPD Engi i Objectives
i 1 85 R
PhoneMail: Responded adequately to all field reported problems.

PhoneMail II: On schedule. Local networking ROLM Trial plan
completed. Implementation in jeopardy due to Telecom Ops
resources. Long Distance Networking moved to 1/86 due to new CBX
priorities. Revised error log to improve product maintaimability.
Improved diagnostics. '

Text Applications: Met 9/17 demo milestone. Accelerated File Mail
gchedule by 2 months to coincide with TextMail and project is

tracking well to new schedule. Shifted primary focus from TextMail
to File Mail. Based on Review, chose to extend File Mail features.
Impact of redefinition and non-MPD resources yet to be determined.

Cost Reduced PhoneMail: Have prototype 19" cabinet; cooling and EMI
done. Lost mechanical resources. On hold. Objective will not be
met .

Stand Alone PhoneMail: POR and configuration support completed.
Marketing plan not domne.

TMMS: Completed stress test and ROLM trial; successful as stand
alone application; needed better trial coordinatiom with
PhoneMail. Marketing plan proposed but not final.

Business Plan: Completed Business Plan; in addition published PC
Mail White Paper.

Integration: Good CBX coordination on driver and test SW for AP-AP
code on 9004 and 8000 SW for VCC. Nothing on SECOs. Business Plan
for Voice-text integration complete. Developed technical strategy
for host integration. Timely integration of messaging products
apparently not a CBX priority.

People Development: Started more rigorous code reviews; raised

documentation standards; prepared job responsibility guides and
held workshops with Group Managers; held presentation style
workshops.

Grest Place to Work: Improved 8/1 tools by bringing in ACS. Got
Logic Analyzer for Diagnostics Groups. Reorganized Text
Applications responsibilities to use management skilla better.
Without more resources: pulled up File Mail schedule, started DTMF
project, did RS5232 patch panel project, implemented 24 hr shifts
for PC Mail debug.

Ql MBO
Rating
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JFR 10/15/84

MPD._Epgi . Obj ;
Ql_85 Review
PhopeMail: Re;ponded adequately to all field reported problems.

PhopeMail II: On schedule. Local networking ROLM Trial plan
completed. Implementation in jeopardy due to Telecom Ops
resources. Long Distance Networking moved to 1/86 due to new CBX
priorities. Revised error log to improve product maintainability.
Improved diagnostics.

Text Applicatiops: Met 9/17 demo milestonme. Accelerated File Mail
schedule by 2 months to coincide with TextMail and project is
tracking well to new schedule. Shifted primary focus from TextMail
to File Mail. Based on Review, chose to extend File Mail features.
Impact of redefinition and non-MPD resources yet to be determined.

Cost Reduced. PboneMail: Have prototype 19" cabinet; cooling and EMI

done. Lost mechanical resources. On hold. Objective will not be
met «

Stand_Alope PhopeMail: POR and configuration support completed.
Marketing plan not done.

TMMS: Completed stress test and ROLM trial; successful as stand
alone application; needed better trial coordinmation with
PhoneMail. Marketing plan proposed but mot final.

Business Plap: Completed Business Plan; in addition published PC
Mail White Paper.

Iptegration: Good CBX coordination on driver and test SW for AP-AP
code on 9004 and B000 SW for VCC. Nothing on SECOs. Business Plan
for Voice-text integration complete. Developed technical strategy
for host integration. Timely integration of messaging products
apparently not a CBX priority.

People Development: Started more rigorous code reviews; raised

documentation standards; prepared job responsibility guides and
held workshops with Group Managers; held presentation style
workshops.

Greak. Place to Work: Improved S/1 tools by bringing in ACS. Got
Logic Analyzer for Diagnostics Group. Reorganized Text
Applications responsibilities to use management skills better.
Without more resources: pulled up File Mail schedule, started DTMF
project, did RS232 patch panel project, implemented 24 hr shifts
for PC Mail debug.
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MEMORANDUM
70. Wing Cheng - 217 Julie Holding
Jan Janik 217 COPY:
Sameer Jayakar 217
Gary Maxey 217
Fran Morphy 217
FROM: Jeff hlif'oﬂ.

DATE:

SUBJECT:

October 18, 1984

Objective Setting Off Site

On Monday, October 22, 1984 we will meet at my home to develop
objectives for the current quarter. I will leave ROLM at llam and buy
sandwiches for a lunch. Plan to be at my house in Palo Alto at
12:30pm.

The first major agenda item is objectives. We will
1. Review last quarter: what we said we would do, what we did,
the Management by Objective rating rules, and our rating.
2. Develop new quarterly objectives for 2Q85, 3Q85, and 4Q85.
3. Write a prototype accomplishments summary for 2Q85.
4, Write monthly objectives for October, November, and December.

The second major agenda item is office procedures. By November 23,
1984 we will use a set of documented procedures to assure that our
routine business is accomplished in a routine and timely way. On
Monday, we will review our procedures for

1. Time Cards

2. Performance and Salary Reviews

3. Project Status List

4. Weekly Status Reports

5., Monthly SDG Review Report

6. Department Master Calendar.

234

AN
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JFR 7/9/84

TEXT APPLICATION SECTION

(Thjectives\FY 85 )

TextMall 1 Software: Final Integration In September 1984,

JextMall 1 Release: Fleld Trial In December 1984.

Revice-TaxtMall Integration: Kickoff CBX - Cypress - TextMall - SA
Integration In December 1984, '

Elle Mall 1 Release: Fleld Trial In February 1985.

TextMail - PhoneMall Integration: Flield Trial In April 1985.
NetMail 1 Release: ROLM Trlal In June 1985.
S/1 CON: Support as appropriate.

3 Make people development a routine and regular

process. Ensure that It clarifies Job performance expectations and
Improves mllestone achlevement. Ralse the effectiveness, productivity,
communication skills and documentatlion skills of engineers without
stifling creativity.

: Ralse the effectiveness and productivity of englineers
without stifliling creativity.

: Improve CBX release coordination with MPD
products. Improve SECO turnaround. Develop a technical framework
consistent with the Business Plan, for the Integratlion of volce-text
messaging products and desktop devices. In particular, kickoff and
define a select set of key device-application features.

Business Plan: Contribute technical l|eadership to the development of
the Division Buslness Plan.

Competition: Assure that the englineering staff understands the use
of thelr products by customers and the positioning of thelr products
relative to competition.



PR

" Communication Systems Group Objectives—

Ry BT Obyece v ey

TaxtMall: Integrate RiX-Operations, 3101 support and ALP High
Speed Device Driver with TextMall In September 1984. Start Fileld
Trial In December 1984,

S/1 CPN: Imp lement TRIP onS/1 by February 15. Start CPN
Engineering Trial with PM In May 1985.

NetMall: Start Englineering Trial using MMEPZ In April 1985. Be
ready for Fleld Trial Iin June 1985.

Training: Implement Individual written yearly growth/fraining
plans for each MTS.

Development: Conduct monthly counselling with MTS's:
eview ob Jectives for previous month.
*#  Set obJectives for next month.
¥  Discuss performance and give/recelve feedback.

Presentatlons: Have MTS's present status/progress/speclial Interest
‘reports af group and sectlon meetings. Get them to talk
enthusiastical |y about what they are doling.

Designs: Get MTS's to participate In design. Emphasize simple
designs; clear, concise, well Illustrated documents; and

bul let=-proof code,



6.

GM 7/24/84

Elle Server Group
EY 85 Objectives

Elle Mall 1: Glve Demonstration of some Flle Server features,
(8/27/84) Full Flle Server ready for Engineering Trial (10/22/84)

Elle Mall 2: Definition of Flle Server using Phoenix. (11/5/84)
Begin Fleld Trial of first version File Server. (2/4/85) Complete
design of features for second version of Flle Server. (2/4/85)

Comp |lete design of File Server using Phoenix. (2/4/85) Ready for
Integration test of Flle Server using Phoenix and new features.
(6/24/85)

Mllestones: Strive to set realistic mllestones and to meet them.

: Work with each member of the group to produce wel |-thought
out and well-documented designs that Implement the products we want
to bulld.

t Work with each member of the group to produce
wel |=thought out and wel|l-documented designs that Implement the
products we want to bulld.

: Provide opportunities for group members to become
fami|lar with competitive products and to understand how our products
are positioned.



10.

Jdd 7/24/84

TextMal | Groug

JextMall 1 Software: Achleve Final Integration by September 1984,

JextMall 1: Start TextMal| Release 1 (minus PhoneMail) Fleld Trial
by December 1984.

Device Integration: Pass Design Phase checkpont for PMS 4, the
extended Integration of PhoneMal|, TextMall| and SA, by January 1985.
Continue development of PMS 4 In order to start Englineering Trial In
Q1 of FY86.

Elle Mall 1: Start Fleld Trial of PMS |l, Flle Mall, by February
1985.

JM-PM: Start Fleld Trial of Release 1 with PhoneMall by April| 1985,
Net Mall 1: Start Fleld Trial of PMS 111, NetMall, by June 1985.

: Make employee development a contlinulng process by
establishing clear performance expectations, setting reallstic but
chal lenging golas and getting and giving timely feedback In weekly
one-on-ones.

: Work with each member of the group to Improve thelr
effectiveness and creativity. This will Include technical reviews of
work, establishment of mentors for the more junior members,
Intra-group presentations of work acomplished, and group development
of techniques for Improving the software development cycle.

Competition: Encourage group members to become famillar with
competitive products and how customers use both our product and our
conpetitors' product.

Schedullng: Use all avallable tools to closely track the development
cycle, both to prevent schedule surprises and to Improve estimating
skills.
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84 7(2ley

G«"“an
Communications Systems FY8£_

¥ ec Quarterly Goals

Q1 Q2 a3 04
High Speed ALP Eng. Trial Field Trial
device drivers
3101 support Eng. Trial Field Trial
RIX Ops., Eng. Trial Fisld Trial
8/1 CPN Monitor Design TRIP Complete Code PH Testing
ﬂ*chu~‘ Etart Code
NetMeil/MCI Comp lete Complete Test & E“%'KVQJ
Seecs Cole Integration Ralva T aal
Training Directed Planned Voluntary Self Init,
Deveslopment 50X >=good 66X >=v.g. 50% >=v.p. B6% >=v.g.
Pressntations Direscted Planned Voluntary Self Init,
Designs Acceptaed Vllrod Self criticism Self correcting
R . WA AC S a




BN 7/24/84

Q1 Q2 Q3 04
File Mail 1 Coding/ Engr. Trial Field Trisl Done
Debugging
File Mail 2 Begin Daf. Begin Design Comp lete Def. Coding/Testing

Complete Design

3 MHilsstones

4 Designs
5 Time
Management

6 Competition




Jdd 7/24/84

ToxsMail Group
EY 80 Quarserly Goals
a1 Q2 Q3 o4
Textmail 1 Dens
Saftware
TextMail 1 Plan Trials Btart Field F8D
Eng. Triasl Trisl w/e PH
Device Help Define Design Design Phase Imploment
Integratien Checkpoint
File Mail 1 Aid in Testing SBupport Eng. Low Level
Trial Support
TH=-PN 1 Plan Finish Imple, Start ROLM Start Field Tris
Start Imple, Start Eng. Trial Triasl
NetMail 1 Plan & Help Imple, Mailer Intagrate FT Field Triasl
in Design & N8 Mods, Support Suppert
Developmeant Set Development Monitor Monitor & Modify Monitor
Design Set Boals Monitar Monitor Monitor
Quality Monitor

Competition

10 Scheduling




MHajior Hilestones by Guarter for SA

\ ™ TH/PH Fi NH
2 F o AR T E It o o 4% Sy 5 = ey,
'f
1 / test & Integ. - - -
’!
bt /A otrial i - -
/
’I
3 / =ship = - Test & integ.

L T .

S






JFR 7/15/84

T i 1

July August September
TextMail 1 8W Test SA Complets BA

Cade and Test Code and Test
TextHail 1 Trial Plan Engineering

Complete Trial
Device Investigate Propasal Drafted Internal Review
Integration
File Mail 1 ERS Decisions Partial Dame Issue ERS

Integration

PC Complete

8/1 Complets

TaxtMail PM

Plan

Nothing

NetMail Fresze Spaca Remote Mailer Postman Designs
Local Mailer Design -
Design
8/1 CPN Plan Monitar Monitor
Performance Charts Out Charts Reviaswed Incramental
Lst Draft Plans 2nd Draft Plans Goals Set

Productivity

Draft Broup
Plans

Draft Ssction
Plans

Incremental
Goals Set




Communication Bystems F¥+86—@—

: Wﬁf—ﬁ‘;&__vsw_usr!-_-g

80 7]2y(%

July August September
1 High speesd ALP Complete Complets Engineering Trial
single Line multiple Lines
3101 support Track ACS Test ACS Engineering Trial
RIX Operations Complete ERS Complete coda Enginesering Trial
2 8/1 CPN Monitor Monitor Momitor
3 NetMail Fresze Spescs Design R Mafler Design Postman
Complets ERS
Design L Mailer
4 Training Forced FobdD\ e h e\ Suggasted
5 Development Explain Plan Actions Act
8 Pressntations Forced $0+GTDw@:Lf?1 Suggested
7 Designs Learn value Willingly accept Voluntarily seesk

of criticism




July

August

N 7/24/84

September

1. File Mail 1 Test Link Levelj Integrate w/ Filar & Comp Late 81 appl.
Test 8/1 appl Level Filer & Name Server & Level codejp
Level (create & Mailer Complete PC appl
retrieve)==-no filer Robust Link Lavely Integrate w/high
mailer, name serverjy Test some PC appl. speed drovars
Bagin PC appl Llevel Level routinesjBegin Integrate w/TextMail
routines higher speed

modifications

2 ERS Compleate draft Modifications Issue new

3 File Mail 2 - Understand Understand

4 Designs

§ Time Management 3

Competition




ef i8S 0T faats

Jdd  7/24/84

July August Septembar
TextMail 1 DIS ubrs Comp, Mailer Complets AlLL code complete a
Software NS/8BA Files Complete NS Complete resady for Emg. Trias

UIF Phasa 2
Code Compleste

Mailesr Design Complete
UIF Data Structuring
and Screan Definitionms

2 TextMail 1 Support Trisl Plan Work S8tart Enginesring

Trial

Davice
Integration

Help Investigatse

Suppert Propossal

Aeview Proposal

File Mail 1
TH - PN Finish Plans
NetMail Local Mailer Design Monitor Design Monitor Design

Development

Raview Charts

Set Deveslopment
Goals

Reviesw and Set
S8et Finsl Goals

Design Set Goals Set Developmant Review and Set
Quelity Monitor Boals Set Final Goals
Competition

10 Scheduling




£A Milestones by Month

™™ TH/ PN Fi NM
June [/ TAP, DBAP, B - -
/ Data entry
'3
’
July J Test, - — -
/ comp. db.
/ Recovery
Aug / Data check. - - an

N,

Sept trial - - -
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Fran

Jeff

Octo

ber 17, 1984

Office Procedure Guide Priorities

1.

2,

Time Cards

A guide for everyone, engineers and managers, on the procedure.
Performance and Salary Reviews

Due to Jeff and Julie two weeks (second Friday) before the close of
the fiscal month. Returned to the manager by the next Monday.
Reviewed with the employee by late Wednesday. Typed and signed by
Friday. Due to Rich be Friday before the fiscal close.

Fran to have a reminder form that shows everyone in engineering.
Updated during first week of each fiscal month and distributed to
all managers.

Project Status List

Remind Jeff and Julie by Wednesday of week before last week of
fiscal month., First pass edited copy due to Fran by late Monday of
last week of fiscal month. Clean copy to Jeff and Julie by
Wednesday morning. Second pass edited copy to Fran by late
Wednesday. Clean copy to Rich by noon Thursday.

Weekly Status Report

Remind Jeff and Julie on Wednesday. Due to Rich by noom on
Thursday., Usuvally handwritten.

SDG Review
Not sure about procedure yet.
Jeff's Calendar

If any changes, update late in afternoon.



Office Procedure Guide -2 - October 17, 1984

Check in some regular way to be sure rooms are reserved.

Have technique for reminding groups about meetings: project team,
group managers, section.

The following items are less important, but we should have guides for
them.

7. Master Calendar

That shows holidays, vacations, important events.
8. Engineering Phone List

That has everyone's home phone number and address.
9. Travel

That has a check list for reservations and another check list for
things to prepare such as itinerary and mape.

10. Expense EReports

Did we stop sending copies of everything to Rich? Who goes for
petty cash?

As we continue, we are suve to find more.
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Managerial Behavior Analysis

Write names of
subordinates here s

PROGRESS REVIEWS

1.

Review employee's progress very (requently (al least weekly)
in considerable detail.

pIEwips & 1)

Ma(f

& | LAHREEIC

2,

Review employee’'s progress very irequently but in less detail.

3.

Review employee's progress reqularly bul less Irequenlly
(perhaps monthly) and maore informally.

4.

Generally leave employee alone olher than periodic dis-
cussions ol progress.

1.

FOLLOW-UP

Slop in 1o see employee very Irequently (possibly daily) to
check the stalus ol assignments.

Slop in lo see employee occasionally lo discuss the slatus of
priorily or crilical 1asks.

3.

Ask employee an occasional question aboul slalus of projecls
al informal discussions you have with individual.

4.

Leave employee pretty much alone ather than to review
projecls during periodic progress reviews.

1

" COACHING

Spend exlensive lime with employee discussing and
demonsltrating critical job knowledge and skill areas (sales
calls. presentations, conducting meetings, elc.).

Less time demonstrating but considerable lime spent ob-
serving employee's skills and abililies and providing leedback
and help. y

Assist employee in lhe planning of presentalions. meetings,
elc, bul liltle time spent in observation and coaching in job
skills and knowledge,

4,

Make yoursell available only as employee needs you.

N

COMMUNICATING EXPECTATIONS

1.

Spell out in delail the activities employee should be involved
in daily as well as discuss policies, practices, and work rules.

2.

Describe in quite a bit of delail what you expect the
compleled task to look like and less time with policies and
praclices.

Discuss your expecialions in a very general way lor
employee's responsibililies and projecls,

Negoliale your expectalion of finished product by letting
employee pretly much structure expectations.

WORK INTERACTIONS

1.

Initiate frequent discussions with the employee almost
exclusively devoled lo his or her project responsibilities,

2.

Initiate frequent project related discussions bul also engage
in some “small lalk" on non job related lopics.

==

30

Devote mos! of your discussions lo ways of helping and
supporling the employee's, reinforcing your confidence in
him or her and engaqing in occasional friendly inleraction
l.e. kidding around, jokes, elc.

Meel less frequently and discuss not only employea's project
responsibilities but solicit his or her ideas lor Implementing
your own responsibililies i.e. he/she serve almost as a
sounding board or confidant on your ideas.
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Managerial Behavior Analysis

Write names of
subordinales here =

For each area ol management lisled below, please place
a check under the employee's name opposile the allernative
which comes closest lo the way you manage this individual.

ESTABLISHING OBJECTIVES

1. Deline employee s job responsibililies, objectives and slan-
dards ol performance in delail,
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2. Deline employee’'s job responsibililies, objectives and stan-
dards aller considering his/her viewpoint.

3. Participale with empioyee in establishing Job responsibilities
and objectives,

4. Allow employee (0 establish own objeclives on which you
concur.

TASK ASSIGNMENTS

1. Spell oul the sieps involved as well as how (he employee
should accomplish a lask,

2. Provide guidelines on how the employce should accomplish a

lask.

J. Discuss allernalive ways lo accomplish a task.

4. Serve only as a consullant lo employee and negoliale support
that you will provide,

DEADLINES

1. Eslablish target dates and mile posl dates lor each ol
employee’'s lasks.

2. Establish larget dales afler considering Inpuls ol employee.

J. Participale wilh employee in establishing targel dales.

4, Allow employee lo eslablish largel dales,

] <

HATURE OF TASKS
1. Assign employee highly struciured, generally easiesl 1asks.

N

2. Assign employee small "pieces” ol a projecl.

3. Assign employee major partion of a challenging project.

4. Assign employee lotal project responsibility lor a challenging
project,

REVIEWING COMPLETED TASKS

1. Raview in delail all employee's compleled memos, reports and
lasks o ingure they meel standards belore dislribulion or
presentation of malerials,

2. Check most ol employee's work belore distribution or
presentation bul not in as much depth,

3. Review only major lask completions ol employee prior to
distribulion or presentation.

4. Serve as a consullant to employee il requested bul generally
do nol review prior lo distribution or presentation.

PRAISE — Frequency
1. Praise virtually every task well done (almost 100% of the timae).

2. Praise lasks well done. bul less trequently than In #1
(approximalely 75% ol the lime).

3. Praise lasks well done, bul less frequently than in #2
(approximately Sg"n ol the time).

4, Praise Insks well done, but less trequenily than in #3
(approximately 25% ol the lime).

RECOGNITION/PRAISE — Quality
1. Olter recognition lor specilic lasks well done.

2. Nol only olfer recognition lor specilic 1asks well done, bul os
ollen as possible praise Ihe way In which the employen is
approaching his/her averall job (i.e. broader and more
general recognilion).

L -
3. Not only olfer recagnition outlined in 42, bul suppurt and

credil the employee in lront of others, and delegale moie lo
him‘her.

4. Qlter both specilic and general recognition, and treal rmploy-
ee more like a peer than a subordinate in mnsl silualions,
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6.

Indicators of Job Maturity

Job relevant education/experience

AR T T e Y
High _ Low

Job relevant skills |

& T i8R - TR |
High Low

Regular statistical measureable success criteria
8 7 6 2 4 3 2 1
High Low
Ability to identify and solve problems
8 7 6 5 4 3 2 1
High Low
Ability to initiate innovative ideas
8 7 b 5 4 3 - YR
High Low
i.0rganization,::planning and. implementation ability 'y
B i S0 48 hACSS ag g
High % a Low”™ - ¢
‘Ability to operate independently without ..:

strong dependence on others
B~ 6 5 4 3 2 1
High ' Low

Knowledge of when to call for help
8 4 6 5 4 3 2 il
High Low
Indicators of Psychological Maturity
Action oriented - prefers involvement in many activities
8 7 6 5 4 3 2 1
High Low
Has a very high interest in the area
8 7 *86 5 4 3 2 h
High Low .
Willingness to try new approaches - risk taking
8 7 6 5 4 g 2 1
High Low
Has a long term perspective on activities
8 7 6 5 4 3 2 i
High Low
dware of stfengths and weaknesses and seeks help
T AN T - A W S - PR
High Low |
Volunteers to help others

8 7 6 5 4 3 2 1
Iiah Low
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