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301 Diagnostics 59 57 2
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TOTAL DIAGNOSTICS 122 m n
306 Applicationd 35 29 6
341 DECsystem-10 Systémr:
Engineering 45 40 5
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346 Research & Dev 9 . - 6 3
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" Admin . 18 o 18
348 SW Engrg Admin 9 0 9.
35A Hardware/Software
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" 34 Software Docu~ ' .
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_ 1\ 365 SW DIst Center - 98
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Software Design | 345 255
| TOTAL 565 | 366 i 199
LiClL GRAND TOTAL [... 1201 ... .. 558 ... .. 603

BOB PUFFER
2.0vhd | CC - #:People
324 Hodel Shop 58
325 Design Drafting 155
327 Information Serv 58
TOTAL ENGINEERING I~ . —
103 SERVICES 2N
: 330 Mech Engrg. — i’ 17
379 DIsk Engrg. 59
383 Printer Paper Tape .
Engineering 35
384 Tape Englneering 23
L 386 Special Projects 5
N ‘391 Power Supply Engrg. 25
: 377 Simulation 4
382 LS 13
SUB-TOTAL
PRODUCT DES!GN 181
36A Software Prep 18
368 SW Engrg and SW
) Services Group
! Admin 9
: 364. Computational ,
Services . 20
366 CS/3 -3
353 {ToTAL cs/2 50
isey fTotaL oo 502
B
100t . . ..

OVERHEAD STRUCTURE OF CENTRAL ENGINEERING AS OF £/29/74
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' | OVERHEAD STRUCTURE -OF

CENTRAL ENGINEERING
AS OF 6-29 -74

m (2)
# people
# people who do
Organization who design not design
Software Development . .
Larry Portner
Diagnostic Engineering - 111 11
~ Systems Software Design 255 90
Software Distribution 0 98
TOTAL Software Dev. 366 199
Hardware Development
Bob Puffer
Product Design ‘ 153 28
Engineering Services 271 (136)
In-house time sharing 0 50 (21)
TOTAL Hardware Dev, - 153 - 349 (185)
Computer Sysiems Development'
Dick Clayton
PDP-8 Engineering . 21 3
PDP-11 Engineering at 58 37
TOTAL Computer Systems Dev. 79 50
Finance, planning &
design process
overhead -0 15
GRAND TOTAL © 598 603 (439)

(3) 271 £
total. _ S
. people ratio !

122 10%

345 - 35%

565 5k -——(E:;?5}

181 18%
271 (136) -
20 (21) -
502 (338) 228% (121%)

24 12%
95 6L4%
IENN 50% AR

15 -

1201 (1037 100% (73%)

Bracketed figures show the approximate manpower
used in the indicated service groups by Central
Engineering,

Unbracketed figures represent total population.

P. Laut
7/25/74
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Eﬂﬂﬂﬂﬂn INTEROFFICE MEMORANDUM

TO: Gordon Bellil' DATE: July 12, lS?h
Bob Puffer h ar .
Dick Clayton J + ¢ L\Af FROM: Ken Olsen
Larry Portner
Henry Lemaire DEPT: Administration

EXT: 2300 LOC: 12-1

yiei 211068

SUBJ: OVERHEAD IN ENGINEERING

The Operations Committee is becoming very concerned about increasing overhead in
the Corporation. We are particularly concerned that there is much more management
coordination, schedul ing, marketing, surveying, and meeting going in the Engineering
Department at the cost of engineering.

We would like to get a feeling for this and we would like to have you collect some
data for two to four weeks. During this short period of time will you please have

a secretary to the manager of each project, about three o'clock on Friday afternoon,
collect from each of the Engineers an estimate of the time they spent on actual
engineering during that week, and how much time on other activities such as attend-
ing meetings, coordinating and collecting opinions. For this survey we would con-
sider all supervision as being overhead, and only actual design as direct labor. We
are not all that interested In actual time and the Engineer's offhand opinion is
good enough. We can then have the secretaries telephone the information in to some
centralized point where they can be added up. By doing this we will get a feeling
for what Is happening and we can check it again later to see if we are getting better
or worse.

/ma
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olilt[alt IN.TEF!DF‘FICE MEMDBANDUM

-
b . B

TO: Gordon Bell DATE: June 11, 1974

Cc: Dick Clayton /vci:i , °€7
Bob Puffer FROM: Ken Olsen o 4’\; '
| %
| | | I

Larry Portner
Phil Laut DEPT: Administratlon
EXT: 2300 LOC: 12-1.

SUBJ: DEVELOPMENT OF YOUR REPORTING SYSTEM TO 0PERAT|ONS COMMITTEE . ~

As you develop your system for reporting to the Operations Committee, will you work
out a system so that each manager can report each period how many hours of his en-
gineering time were spent on projects approved by the Operations Committee, how
many were spent on other projects, and how many were overtime.

There is a feeling that a good percentage of our engineering time is spent In making

proposals or on unapproved projects, and it would be a good idea to make the situa-
tion clear.

/ma
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u@uuaﬁ INTEROFFICE MEMORANDUM

TO: Woods Meeting Attendees - .~ DATE: February 4, 1974 (rev. 2/7/74)

FROM:  John Fisher
DEPT: Administration

EXT: 4515 LOC: Mill, 12-1

SUBJ: CENTRAL ENGINEERING

I have received feedback that the following issues should be
considered in reorganizing Central Engineering:

1.

Product Managers are significant to a strong
Central engineering function. Today, the people
to perform these jobs either don't exist or are
spread throughout the Company. The alternatives
are:

a) Permit and encourage a draft of key guys
into the Central group.

'b) Approve the funds to go outside to hire

these people.

‘Names must be put on the System Manager jobs-under

Dick Clayton. The ones 1've heard most often are:

a) PDP-8 -- Peters

~b) Small 11 -- Delagi/Tencher

c) Medium 11 -- Delagi/Arulpragasam

d) Large 11 -- Demmer ’

e) New ldeas -- Stockebrand

| gather that everyone feels comfortable with the PDP-10
Systems continuing in the Product Line Organization.

Some time should be spent considering how the following

Software functions fit into the Centralized concept:

- Software Engineering
Operating Systems
Languages
Diagnostics

-  Applications

b Field Support

- Unique Product Line Software (including PDP-10)

Enough people have mentioned it so | believe we need a voting
rule for the Products Committee. The issues are (1) who votds, and
(2) how many votes does it take to approve a plan?

Can we add up the Company parts by Products as well as Product Lines
(markets),
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Appendix 2

ORGANIZATION

Matrix Organization of Systems & Componeht Managers

Systems Groupings:

a) 8s

b) Small
c) Medium
d) Large

System Manager's Internal Line Responsibilities:

a) CPUs and Option Design
b) Systems Definition and Engineering
¢) Organization consisting of System Engineers and Product Managers

Component Manager's Line Responsibilities: ,
a) Initiates Product Plan
b) Introduces Products into Manufacturing
¢) Sets and Achieves Cost and Reliability Goals
d) Organization consisting of Product Managers,Project Engineers and
- Engineering Managers .
Formal Plans include:
a) Component and System Manager prepare 3 year Product“Possnbllntnes“
- List.
b) Product Lines prepare Product Wish List
c) System Manager publishes System Goals
d) .Component Manager proposes Product Plan in the context of the
-Funding Algorithm. He occupies a strong position and is not
, "told what he will do." | -
e) Component and System Managers operate in the context Final Plans
approved by the New Products Committee. '

New Products Committee approves Plans subJect to Operations Commlttee veto.
a) Consists of:
Engineering Vice President and Staff
Component Manager
Systems Manager
Software Manager
Manufacturing RepreSentatlon
Product Line Representation
b) Utilizes Specialized Steering Committees and Task Forces
Woods meetings used for communication and feedback, but not to approve Plans.
a) Separate meetings for small, medium and large - limited to people
with direct interest.

b) Meetings might also be held for major components such as disks, tapes,

etc.

Specific '"open door'" Appeal System to Operations Committee to openly challenge:

formally approved Plans and propose alternatives.



FUNDING

Derived from tax on Products to be sold.
Charged to Product Lines as part of Product Transfer Cost.

Portion off top for New Products and Manufacturing Engineering
(probably 1/2% and 1/2% respectively).

Remainder, at first approximation, allocated to development of
products which incurred tax.

Managers propose changes and work out differences which Products
Committee approves. '

Product Lines can engineer their own products if they are not
satisfied with what Central Engineering is doing but, in addition
to Central Tax. : '
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DATE: September 27, 1973
John Fisher N
Phil Laut FROM: Gordon Bell Ci A~
Ken Olsen N T

DEPT: Engineering li-l

- } v‘/' R

NG e , ‘
=D Nocho T S EXT : 2236

PIECES, CONSTPAINTS, COMMENTS rv i (4 y‘;;;c’u\/w\a;}u: i

- DR (

Regarding the‘oﬁganization: a rating of the groups and the organization
is attached from the Board report, together with my ranking of the
engineering managers. It is a gut feel and shouldn't be used except as
a starting point for an alternative ranking. We could do it more
scientifically a la Hay on technical, span, and personal criteria

together with results.

I want to enumerate the problems which an organization may solve.
My gut reactions about some of the product problems (along with the 10
in the BOD report) which might be worked are:

0. Better product/market product line interface in determining product
strategy. 1Is the Products Committee doing enough?

1. Hardware-software interface. We're a bng way from building systems.

2. Software organizational strengthening. I don't believe the myth that
software can't be done outside the software group. I believe that the
better products only come from outside, and only when not too closely
coupled to the group. The great products are few and far between. I
believe we may have a dependency relationship here that I'd like to see
us get out of. Larry and Dave are the only 2 people who have any
visibility within the company. There has been no lower level alter-
natives to do either of their jobs. Things are getting better here.

3. Product line use of standard new products just doesn't seem to be
happening in any non-trivial way (e.g. VTXY).

4. Tremendous phasing problems a la TU60 for systems that involve a
peripheral that causes a controller (s), that causes the software,
that causes some market utilization. (See my BOD report on this case
study.) '

5. Product line planning in any non-trivial way for something in the
good tools and bordering on turn-key systems.

6. An environment that seems to impede getting into new systems (e.g.
Point of Sale) or entering new PL's (e.g. consumer)., Our remnant
PL's aren't big enough markets (e.g..lab) but won't change.



September 27, 1973 From: Gordon Bell
Pieces, Constraints, Ccrmants ‘ -2~
7. We aren't thinking abcocut deep applications in the PL's,

10.

11,

12.

13.

14.

Poor packaging, power supply, cooling cabling as an integrated whole.

Poor integration of production plans with PL's in memory area. Both
memory engireering and manufacturing are too distant.

Body of knowledge to get us semiconductor components are in Gale's
area now. Where do we want it? central? We have to get some real
experience here to follcw the semiconductor technology on which the
goodriess of our rew rrcducts depend!

There is a critical mess associated with central, highly technical
engineering groups like testors (about 75 people), power supplies(10),
packaging and components. How do we cope here?

I believe we are missing some pieces of a balanced organization.

A. Advanced applications (mostly software) but also packaging and
some hardware)--I may want this.

B. Systems groups with both hardware and software.

C. Networks...not clear yet.

D. Semicohductor component technology.

The non-integration of terminals drives me especially crazy. Little
innovation in LA, GT, and RT areas. Non-coordination between VT and

LA for cassettes has to be solved. I want them all coupled.

Better manufacturing-engineering interface, but with more capability
to manufacture with a deeper understanding.




G. Bell
9/26,73

ENGINEERING MANAGERS

1 Puffer, Saviers (y)*
2 Clayton, Delagi(y), Teicher(Y), Tays, Stone*, Wilhelm, Portner

3 Van Roekens(y), Conklin, Fagerquist, Stockebrand (YY), St. Amour,
Corell(y), Savell, Cudmore

4 Hughes(y), Ellson(y), Horovitz, Hurley, Gale, Amann, Moffa

5 Milton, Bastiani(y), Clarke, Eggert(y), Halio, Rey, O'Connor,
Nevala, Cajolet

6 Lawrence(staff), Melvin

7 No data--Atterbury, Ball

In thinking about the organization, I tried to rank (categorize) our
engineering managers.

* (y) means young; unreliable estimate or hunch on my part.
The underlined ones are software engineers—-there aren't many.
We are in trouble here, since our future depends significantly
on software.
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Central Eng.—-Puffer —_ C'I_‘erminals-—-Stoékebrand —~ 1412 |2
S‘g PDP-11--Delagi - pL';‘ypeset/Traditional--Lane ; 74
Small--Teicher —_____ ‘514 Eng.--Milton — — —-——— . |1} 0 {24
Large-~Huyghes — 6|5 Low Vol. Prod-Reed 2121 li
Systems--Swanson 1 211 p_Business PL-~Jacobs
Reliability-~Ancona 515 Eng.--Ball --—- -——- =1 111
Bus Options—-Dando 6] 5| cipfCommunications PL--Marcus
¢ —Disks--Saviers ---—— 2122 Eng.--11 Comm. Prod.-Bastiani|6| 8
C —Tapes--Lawrance —_— 917 z ‘
C—Printing Terminals, Cards, _ :
& Paper Tape--Corell 12 11 KNOWLES )
S~ Engineering Services--Tays
Auto,Draft--Bigin Vreipllh ;'}OEM PL
Model Shop--Gerelds PDP-8-~Clarke e 91 7
Drafting--Reilly PDP-16-Eggert — « t1] 2
Reproduction--Gillette LSI-~-Gale - B 61 4 |2
T . Industrial PL-~-Vachon
Software Eng.~--Portner — - W Eng.--Melvin T
‘St Products—--Stone - —- C’,K, Analog, Spec:Lals-Gordon 31 4
staff Plan.--Wade -~ 'PDP-14 & 14 Terminal-- 31 7 11
Small Sys.—-Elson —— 30 Ricketts
PpP-11--Van Roekens — 60 (] CModules PL
Languages Eng.--Moffa o
_ ,;xpplicatiohs C—CTermJ.nal RT 1] 2
( S Dpiagnostics--Horovitz —— Remote Data 31 4
) Sys. 10--Conklin ' s 25 Modules 51 5
G Production Support ' ' Computer-on-a~board-—-0'Loughlin
Software Sup.~-Schroeder . )
Library (production) L 1LDP,. EDU, Medi, Terminals PL
4 ? Research,Dev.,Consult.--Bell 5 LDP, terminals
Soft.Eng. Education LDP Eng.--~Budianski 6] 3
_ C —eraphics--Halio — 4 S
ff,‘ss--—Holman Medi
' Maynard Eng. : 1} 03
Eng. 0 {2218 - '
Low Vol. Prod. 218} 0 ..
LA--Butler 415} 5 {|BELL e
Europe (UK) 81715
Europe (Munich) 81411 Chief Eng.--Best
. .hustralia 2121 4 Plans & Review=--Laut
Japan 1}{0{ 0 Software Plan & Review--Teichholtz
Canada 412 2 Power Supplies + Primary '
) —Memories--Savell
PDP--10--Leng ( —Power Sup.+ Wiring--Rey --- 6 4
KL10--~Wilhelm - 2L16 Q-Memories e
Eng.--Atterbury Core 3] 4
XA,KI--Fagergquist - 513 . MOS 3 2
Eng.--Ed Siegmann
Advanced Systems--Hurley — 417
"-*E=engineers, T=technicians, P-programmers
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KAUFMANN~~Manufacturing

‘4 —Cent. Eng.--Cudmore ™™ j20]58
Test Equip.Eng.--0'Connor 13|55
Pack/Environ.--Lawrence - i1
E—"Components—-Amann _— ' 41 2
¢, “Metals--St. Amour 251 2

Mfg.Eng.--Bean 16
Ind.Design+ME~-~Nevala 6} 1
Large Vol.Mfg,--Hanson 18] 9

(PR/Canada/Boards) -
2, . Process~Cajolet 12] 5 , A )
. Modules/Test/Special

g]?jrSystems-—Smith 1519
Mfg./QC-~-Cady 41 8
¢ €ore Memories--Lemaire 10} 3

Magnetic Heads 1
Components 211
Systems 711
(r~ peripherals (Westfield) 9l 0
Mfg. Eng. 6f 0

_+ & JOHNSON
Field Service--Shields

.Busiek
Techniques, support .Comm.,Tel.Co--Kalagher .
10 Support-=-Yurick :
Ind,,TPL,LDP,QOEM 8~-Dubay
OEM 11, 11/45,15--Karpowski

Testing Design & Mfg. for Depots—-Zereski
Long ) :
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' Disks - RK - Good first (learning) product;

Fig. 2 A - ' - ‘ " G.Bell
’ 8/73

Comments on Organizational Groups

. 8 - Came from a technician based organization to a balanced group. Heavy support

required in Puerto Rico. No significant products yet. Ultra Conservative due to
problems. Significant magnetic tape control problems.

8/B - Came up fast in learning about LSI and de51gn1ng with it. (Approx. 1l year
old). nghly stimulated. Relatively fat.

11 - small - Highly motivated. Must learn LSI. Must do total repackage and are
concerned.

11 -~ large - Follow on to 11/45 needs direction. Significant addressing problems

.in 11/45.

11 - reliability - Room for good work. No data.
11 - systems -~ Room for good work. No data.

1l

options - Room for good work. No data.

KA,X1lo - Sdpport. Massbus and communication controller designs.

KL10 - Highly motivated, well run with best scheduling techniques, great set of
products ranging from 11/45+to greater than KI-10 assuming pricing is done this way.

14 - Well motivated, solo effort. I don't like product.
16 ~ Highly motivated. We haven't learned to use or sell it.

Industrial - Many products. No plan. Competition.’

_Business - Essentially a non-group. Identified reliability problem.

TPL/Typeset - Apparently good support of both gréups.

LDP/Graphics - Graphics effort probably too small. Iots of products. When will
it pay? -

Communications - Lots of products. Where are -they.going?
Modules - Good. Highly motivated. Identified a.need 1 year before company!

Disks - RS - Very good technology and motivation.

Disks -~ RP - We need a group, product, and plan.
Tape - Cassette - Support.
Tape - DECtape - Support.

Tape -~ IBM - The people mix is right to produce a unit whether we want it or not - we
nced techniques for eventual product as companion to RP~series.




Comments on Organizational Groups‘ y T
-2 ‘ '

LA30L ~ Well motivated. Hopefully will build a gew good products.

Printers - Support now. Basis for a printer in LA30 effort. : 11)
Keyboard - Good start, too early to tell.

Paper tape T support

VIXY ~ Best motivated group. Exciting product.

RT - terminals - Moeivated{ Products expensive.

Memories - Good mfg. costs even though a weak 8K design. Good 16K design
Close intra—cooperation. Need more aggressive MOS effort.

Power Supply - Acceptable costs. Response time and innovation problems.
" Hard to integrate with systenms,

Service
Packaging - Still no plan - may be impossible. Response to individual
' ' _projects. Trying for a standard. Must have better cooling,
cabling, connectors, lower costs, etc.
Metals ~ lots of effort. How do we measure it?
Testing -~ where are we headed? ' ' v , ])
Components - Just estabiished, already some direction.

Mfg. Eng. - in piants,'diverse. No automatlon, analysis, models, of
physical lines. Set=-of-parts operations.

Research =~ Interesting projects, need wider internal circulation. I
want to see some product come out, Most use as a service
to solve problems, help with standards, study.
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General Ceurany Issues

1) Thd company has net yet resbiycé vhether it will be deminated by preéucts (enginserirg)

or by matkets. The result ef this tension is cenfusien el hew te develep @ preduct

strategy at all levels ef the organizétinﬁ and kew te manage‘thg interface between

marketing and enginsering. There is rutuai mibtrust Leth ways (Myou gurys dent cell

what'yeu ﬁrvmise" or "yeur predugts den* rV" vs. "yed eoni knew what yeu wiat" and

“you chanue your mlnd 21l the tlme.“

2) The cenpany has net yct'resolyed the balanee batween developing es entlally

caled systers tailered te different users. A nuzber of peaple questiened thi DEC it s
q ' . ' ' o
.. able ts de1¢ver a low sost high velune preduct? Is cng;xeerln* toe cenCnr1 ed with
= . . state of the art and eleganee te prosuce siupler mere practlcal products, or is the
S~ - pressvre conlng frem sales and markeling £ the mere sephisticated systems?
Crzanizatien Stracturs Issues
1) The reln ef the Grevp VP is still unclear--corperate officer setting Lasic goals and
. dirszctiens or line mans ager getting. invelved in preduct er functiensl cencerns eu a cay

to dav basis? Whalt is the right balance? Is basie strategy ketting enough attentien?

Yeor

2) 3910 cf roxmibteés, espeeially the Preduct Strategy Cermitiees, is not clear? Aire theyr

\\“;Ea "Baards of Directers" er "clearing heuses" er what?. Hew sheuld thay intefluce with
e e e e s et e S,

N

central engineering and the eperatiens cemuittee? - What is the basic rele ei ithe Opsiut~

s

ians Coumiitee?

3) In a geozraphically decentralizned cemplex watrix erganizatisn such as DEC has becens,

where is the basic ucceuntabilily fer verieus kinds ef decisiens und is it clear te

I.[.) What is the rele «f Frequch Live !

e — s e -...._ e et e s e

LAs the 1ole clear Le everysne?

\ peeple?  Can the busle philesephy ef nmanagewent by prevuctive cenflict werk in a luys .

.

-4

Yanerars, Preeuct Hanagers, snd Centyid Envineniding anc



V’

Or:aulzathn Precess Issues
Es

’ T"“‘:" . e

1) Yhat is ths apprapriate style ef managemeﬁt for tep carporate executives in 2 complex
matrlx organlzatlen hthh 19 bcoﬂrdahlcally decentr ized te the degree that nzopla

de not kngw each other face-to—faue” What is the rele ¢f censisvent pelicics and

erganizatienal systens in such a matrix?'AHew invelved sheuld a tep manager be with

[y

oeeratienal decisiens?

. ,//
—

2) De commitwees werk effectlvcly as crouns (that includes everything frem the O,cra iens

enmittee en dewn)? Are 4 onmi a S ine sw te wo efie
C tt e en dewn)? Are the ¢ 1tteo chairmen and member trainesd in h w te werk efiec

ively in greup settings? Are'stdff neetings being run effectively?A Is there « nee

‘-—‘25 fer training in "meetings managemﬂnt°“ Are chairmen plcked carcfullv and briefed?
_/—————-——-— . -

3) 1Is there & clear precess fer making markcting and preduct developinnt dacisiens, and de

.
.-

people understand tha t precess and use it? D peeble follew up en thes ¥ind ef structur:

they create and make sure that it werks?

Central Engineering Issues - . B

My Ea  Seue gencral ebsarvaliens made by ene er mere people:

ki

~~Problem stems basically from net having geed preducts ready at a time when the tsmsetitien
. has been abdd teo develop pruduCuu, hence eperating tee much in a panic mede.
~-Prngineers are scared because ef past experiences ef havinb been punisk i hence are
. building “1;18, creating leng schedules, high budgets, etec. all ag & self-pretzciive
device, ' :

~~Ingineers are tese oriented teward the state of the art predect, tee theeretical, unat
nractical ensugh. -

. ~=ingineering decs net have enough basic talent te do its jeb. , :

S

-

--¥ngincering has been tee dl orbknlvﬁﬂ in the past ane is new wpessibly geltting avn;~nrgan
ized. Sheuld ge back te temporary project greup idea instead of permenent sreduct ges.

--Enpineering ranagers de not adequately monitor, cenbrel, get invelved with their greups
e 1n:urc erTective follow threugh. '

~--Ssie engineering greups have low metivatien, have beceme 9-5 types.

—--Engineers weuld prefer te be cleser te Larketln» and find the ether system prefershlie, put
scme engineers prefer centralization and iselatien.

ana thercfere must

.
k
o
¢
[
e
o
(k
~
B
o
3
~a
o]
2
o
I
«
5
—
o
f=4
9]
a
[N
.
ot
-«
43
o
pan
poy
H
-
i
o

-3y contralizing engineering it has becams nare visible te tep managentnt and, thiiralere
“has becara more of a targ:lareund varieus issu

S«



o o {; , ,:‘ 15 >,"f : ".;3f;

‘wit is nst clear whether the philo plyy of “wheever des;gns a praéuct is respengiVle for
it fer=ver" Still aunlics, ‘and,. 1f so, now it ig implenented. :

.

—-here aré.&iffcrant degreeo of "Dv51neso urlentatian".uthln eny 1noer1nr-~haruwarc gr.c
most business oriented, seftware group. is 15¢St so, all enb-ncers musbrbDCawe eauca
te® mere business orlented.

—~Central enrlnenrlnp does make sense in terms of 51n‘14r1ty ef preducts, eceneriss of scile,
and necd teo 1ntegrate hdradwre, sefteware, and pcrlaherals.

~-Engineering has become toa pewerlul—-who can keep it fran dolng uenﬂtq1ng stufli? wie con-
monlter its cncrat10n7 whe can keep it frem b-comlnv a fartross” ‘

~~company. wantq enflnecrlng te de cemplete d@cumnntatlen and at the sare time ceinlains of
that: thlnbs take toe leng and cest tee much (Lee much everhead) : :,

Sunwary ef Engineering Issues

1) Sheuld there be a cecrdinated plan between Clayten, Purfer, and Pertner? Sheuld they b=
' & team? Is it neceszury? 1o ethers see a need fer it? How is it to be ebtain=&?

2) How sheuld G.B. be invelved in the planning and implemdnting precess? How much team
‘building sheuld bL dene with nim or w1thnut hlm? Whal, is the best use eof his time ani

effort?

3) vhat should be the phlleqophj“ of englneerlﬂg in rcgard to

—

“-Enginearing's scepe ef respbn51b111ty

~Duality of preduct
prehucf vs. Syst=m urlrnt¢t1cn

~Avprevriibe interface with marke ting . ‘ o
;Individual vs. team werk and decisien making

\

-

. (/~ Carecr develerment fer engincers .. /,/’/
-Perirananet greuns vs. retating task feorces

oL

Y v . , ‘ . . } }J i x",g'

.
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G.B. Observations and lssues . o - v

—-}lot 2 geed manager, but sheuld not be ens; ;1éuld bc'a real ic&der
—--Here thing oriented than peeple eriented, -a real Lntellectual, tccnnlcally’brllllant

—~-Sends mix=¢ sipgals—sometimes aplifies Kew's cencerns @nd attachs the erg.; Semetlmes

ends up defenéing the org. 1f he agrecs with Ken thal he is werried -that vorriezs Kea
all the mere; &I he defends the org. 04wnnt be a geod technical reseurce er consuliaat
te Ken. : : ) : » :

—-Caughﬁ in the middle between kenuand the'Urgénization;.n&t clear abau£ ewﬂ rele.
~~Pcrcci§¢d as frustrated, tﬁed dewn in aé nurxStration | |
~~ilot aearé.cf his incsnjlsten i and mixcﬁ'signals
~-Fmeatienally teyup and down; net censistent; _?e@Aflightyi
~-Teo eften deals with hﬁman prebiems simplistically

~--Net Lenaciwus on sems issues

,;Has~téo m#ny.hat buﬂtons, gets tsa invelved in arisif manaéeﬂent

~-Has net yet built 2 teanm under him :

--~Tee suspicicus ef eutside reseurces, esp. pcra@nnel.
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QFFICE oF DEVELOPMENT
ORGANIZATION CHART

Wpdated: 12/18/74
G, Bejl

V! E PRESIDENT, OFFICE OF DEVELOPMENT (Gordon Bsll)

+PERSONNEL (Mark Abbatt)

teewaSoftware Senlor Representat|{ve (open)
|===eSOFTWARE PERS, REP, (Jo® Underwood)

leme=PER]PHERALS SR, PERS, RL” (JBPFV Patton?

|mwwaCOMPYTER SYSTMS PERS,REP, (Dave Larson)

|wew=ADMINISTRATOR (Theresa Buck|ey)

|mew=PERSONNEL SERVICES ADMINISTRATORS
PERIPHERALS PSA (Jan Rodl|)
SOFTWARE PSA (Patty Mercudry)

'rew=CENTRAL RECRUITING SUPVR, (open)
{=es=Ragrultar (open)
l==weRacrulter (Leo MoKk|ernan) '
!m=wmp8s0clate Recrulter (Susan coffey)
!--!—Assﬁclate Recrulter (Rand]| Love)

me==FINANCE (PhI| Laut)
Iw=w=Planning (Al Sharon)
xllllEDP (Arn]e Go!dfeiﬂ)
l!lllsDFT“ARE ANALYST ( Pat Soratt)
1YW HARDWARE ANALYST (lrene _Beary)
"¢ W SYSTEMS ANALYST (Larry Swmith)

l

!

]

1

{

]

!

}

l

l

!

!

}

|

{

l

!

!

!

!

:

|e=maCHIEF ENGINEER (DJck Bast) .
l |m=weDESIGN REVIEW (Cer| Nos|ake)
|=e==TECHNICAL STAFF (vacant)

4,5 ¢ JMEMDRIES (Henry Lemalre)

1o ¢ tCOMMUNICATIONS OPTIONS (Vince BastlianT)
1., TERMINALS (Tom Stockebrand)

1.5 PDP=10 (Fred Wllheim)

|
!
l
I
!
!
!
!
!
!
!
!
!
]
H
!
!
!
l
!

seeaVICE PRESIDENT, SOFTWARE DEVE. LOPMENT (Larry Pertner)
Jmew=MANAGER, SFT PRODUCTS GRJUP vgry (Me| Woglsey)
!----MULTI =USER SOFTWR,Prod, Mur. (Dlek Angei)
lweweREAL=YIME SOFTWR, Prodg, Mgrg (Clalborne Naal)
Jw=nww| ANGUAGES & UTILIITIES Prad, MGR, (A| Brown)
l=smaSMALL SYSTEMS SQFTNRI Pfﬂdn Mar, (open)
lee==SOFTWARE POLICIES Mar, (JIm McKinjey)
|rmwaMGR, PDP=11 SOFTW,ENG, (”ete Van Roekens)
JewwwSMALL SYSTEMS SOFIWRI ENG. (Ken Ellson)
l==wal ANGUAGES (P, yvan R2exens, acting)
|==eaNETHORK+Real TIme (Frank Hagsett)
le=w=DECSYSTEM 1D Softw, Eng, (Peter Conk|in)
lewcaDocasystem 10 MARKET S,E, (J° Slinger)
{=-waflecsystem 12 S,E, (34 Turjey)
lemeaDFCSYSTEM=1M LANG; 3RJOYCYS Mar, (JTm MIII8)
Imea=Mgr’, Software APPLICATIONS (Ed Fauvre)
|==a=TYPESET=11 Prod, Sys, Dev, (T, Donovan)
le=w=Software Englneering BSudport Mge, (Blj| Slack)
'~-wefEyropean Software Eng, “Mgr, (Cary Wyman)
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l===mSoftware NDocymentation Mgy, (Bob Gafford)
le==aSOFTWARE STANDARDS vgr, (Pat White)
'wewelrdwl,/Softwr, ToO|S Mgr, (John Xenakis)
|mew=RESEARCH & Dev, Mgr, (JIim Bell)
'---.onANCED SYSTEMS RESEARCH Sypr, (BiJ| Strecker)
le=maSYS, TECH, & MEASJREIMENT Supr, (Ro|lINs Turner)
tme~wAdminlstration & SERVICES Mgr, (0leh Kostetsky)
l==wuOperations Ana|ysis (Jon Crowther)
=w=wSftwr, Olstributlion Canter (Tom Muljane)
le=meM]S Systems, cent, Ad®In, Doc, Svae, (Roy LTthfoot)
!:---D]aqnost}c ENGINEERING Mar, (George Plowman) ,
le=wepytomated M¢s, (Marv dorovitz)
!==eePRODUCT LINE Diagnostics (Wa|ter Manter)
IweweSTANDARDS & SYSTEMS (Gedrge Plowman, Acting)
|wew=Software Pianning Mgr, (.Arry Wade)
l==mepepartmental Planning Mgr, (Ed Wright)
Im=awqIRING & TRAINING Magr, (JIm Murphy)
!:---Netwbrks PFOQI’&M Mgrkl (Nat Ta'chho'tz>
|m=ePERSONNEL MGMT, DEV, (Open)
leeweF [NANCE (Pat Spratt) .
lemw=SOFTWARE RELIABILITY ENG, Mgr, (Jack M)|eskl)

mw=wV[CE PRESYDENT, COMPUTER SYSTZIMS (Dlek Clayton)

H

Ime~=PDPmw8 DEVELOPMENT Mgr, (Jonn Clapke)
le=wePRODUCT SUPPQORT (Dave BPOwWN)

jwewe8/A PROJECT ENG!NEE? (John Klrk)

leewwSMA|_| PDP=11 SYSTEMS (Stave Telcher)

tewweTt2l 11/25ts Supvf, (John Soflo)

I===«RELIABILITY (Rjonaprd Q|sen)

l==«=PRONDUCT SUPPORT SyPVR, (Doug Rothanbherq)

te=malS1 (Dlck Spencer) ,

Je=eeM0S SYSTEMS (Mlke Tite|baym)

I===<MEDIUM & LARGE 11 SYSTEMS (gl|| Demmear)

Jew=a ARGE 11 SYSTEMS “gr, (A| Ryder)
{e===Prodyct Mgmt (Jonn MisTalek)
|we==11/45 Supvr, (300 Xjirk)
|====MEMQOR]ES (Sas Juryasyla)
}»e==TECHNQOLOGY (Dave Pottey)
|me==NEW SYSTEM(Steve Rothman)

jeemeMEDIUM 11 SYSTEMS Mar, (Jega Aruipragasam)

' |»e==PRODUCT PLANNING (30b Gray)
j====11/40 (Jega Arj|nragasam, acting)
jee==NEW SYSTEM(JOh" Levy)

jewawil FAMILY PACKAGING Mar, (Dlck Gomzales)

l=wewil FAMILY SYSTEM ENG, Mgr, (Ralph Plat2)
lwew=ELECTRICAL RELIABILITY (Dom Vonada)
| ==weSYSTEM TESTING (Ray Archambaylt)
|ee==SYSTEMS SUPPORT (EQ Permon)
|~===5YS, DJAGNOSTI3S & AVAIL.(Rlok Fadden)

!----LARGE MINIS Mgr, (Bruce Jelagl)
le=waPRODUCT MANAGEMENT (A} Avery)
|weeeSYSTEM DESIGN (L8N Jugnes) ,
leww=MKT', SERVICES, DEVELOPYENT Mgr, (BI11{| McRrlde)
l==weTECHNICAL LITERATYREZ! (Roger Dow)

| ==awPROMOTIONAL

\emwnCOMPETITIVE PRODUCT EVALUATION

!mee=SYSTEMS PLANNING INTEGRATION (Robin Frith)
lewewF INANCE (Larry Smith)
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!==wePERSONMEL (Daye Larson)

wwweVICE PRESIDENT, HARDWARE DEVELOUPMENT (Bob Puffer)
!

imem=DISK ENMGINEERING (Grant Saviars)
'====PROJECT MANAGEMENT
!==waP| ANNING & PRODWUCI vgr, (Pag! Badum)
' lewweRPP4 (Steve Orr)
|m===TAPE ENGINEERING (Bob Peyton)
leweaPROJECT MANAGEMENT
l===aP ANNING & PRODYCT “gr, (Pay| Bauer)
tewwme| A36, UNIT REC,1/0 (Ed Corell)
!e=eaPROJECT MANAGEMENT .
l==wwP ANNING AND PRODYCT Mgr, (A] Huefnar)
lewe= ST ENGINEERING (Lorrln Sale)
l==wwTO0LS (Bob Kusik)
l==s=CHIP DES]IGN
lwewaPQWER & PACKAGING (o0pen)
==wePOWER SUPPLY ENGINEERING Mgr, (Paul Rey)
==ewMECHANICAL & INDS], DESIGN Mgr, (Dave Nevala)
|em==ENGINEERING SERVICES (Ph]| Tays)
|mwwewMODEL SHOP Mgr, (George Gera|ds)
leew=DESIGN SERYICE M@rf, (LB80 Bennett) -
{====DRAFTING Mgr, (Dlck ReT||y)
|=e==CAD DEVELOPMENT Mgr, (Ed VrabiTk)
|====CAD OPERATION Mvgr, (Jagk Murray)
'emew]NFORMATION SERVICES (JiIm GT]latt)
lmewm I[NFOR, PROCESSING & CORP, NETWORK DEV, HGR!Roa Rutledge)
lreeaF INANCE (Irene Leary)
'e=w=PERSONNEL (Jerry Patton)




Who and

GENERAL GROWTH TRENDS AND ORGANIZATION SOLUTIONS

how . Lo G ~70
{ ,§ T E -
“‘%‘ Q\%() J" t»—* L -, _i “( l §
N .y 7‘\”

P SV

e

LOWER LEVEL OF INTEGRATION =—> LSI FOR COST

—> LSI FOR PERFORMANCE

HIGHER LEVEL OF INTEGRATION ==> APPLICATIONS

MORE (CLEAR) CHARTER SEGMENTATION (I,E. IN FACTORY/

- ——> BETTER CENTRALIZED

PLAN, ROLL-UP, CLEAR STANDARDS, GOALS, AND PLAN

1.
2,
3.
MARKET/PRODUCT)
TESTING/TRACKING
b,
GB

11/6/75

—> STAFF AND TOOLS!

MANUFACTURING => FOCUSED VERSUS DEFOCUSED FACTORY?



NEW TECHNOLOGIES TO BE ASSIGNED, WATCHED, AND ASSIMULATED

(IN PRIGRITY)  *-REQUIRES ORGANIZATIONAL/PERSON CHANGE

*COMPUTERS THAT ARE ULTRA RELIABLE, DON'T FAIL, AND/OR REPAIR
THEMSELVES = FS/ENG./R&D

SEMICONDUCTOR TECHNOLOGY:::>’STRENGTHEN ASAP IN CPU *+ SEMI GROUPS
ELSI FOR LARGE COMPUTERS
ELSI FOR SMALL COMPUTERS
#* ¢ ( ‘ ?
TERMINALS (HIGH QUALITY PRINTING, ALL TERMINALS §>GRAPHICS)"—;> !
*TERMINALS :DETERMINE SMART/DUMB BOUNDRY —> ADV. DEV. * TERMINALS

*MULTI-PROCESSOR/MULTI-COMPUTERS SYSTEMS =>> PROJECT HOME NEEDED! .
VIRTUAL MEMORIES--HIGH AND ESPECIALLY LOW END <>> ADV. DEV.* GROUPS?
*MOVEMENT OF HARDWARE/SOFTWARE BOUNDRY TO MORE COMPLEXITY IN
HARDWARE =>> COMM, DISKS, TAPE, TERMINALS + ADV. DEV,
*MEMORY HIERARCHIES IN SUB-SYSTEM —>DISK SUBSYSTEMS GROUP,
ULTRA RELIABLE SOFTWARE > ADV. DEV.?? 4
BETTER HUMAN ENGINEERING >R & D7 TECHNICAL AUDIT?

ADVANCED MEMORIES: CCD, ELECTRON BEAM ——> ADV. DEV.?/
MEMORY GROUP

TV TECHNOLOGY (CABLES, VIDEO DISK, COLOR MOUNITOR) > ADV.DEV.
HIGH SPEED, LOW COST, SERIAL LINK (E.G. CATV, FIBERS, COMP) =>?
COMPUTER USE IN OFFICE “—> ADV.DEV. + BUS PRODUCTS + COMM,

BETTER INTERFACE TO CONTINUOUS (ANALOG) DOMAIN . >> ADV.DEV,
SIGNFICANTLY EASE USE OF COMPUTERS (E.G. APPLICATIONS PROGRAM

GENERATION) — > R,
VOICE 1/0 —>R

C&i“ . C! W»dv . SL‘ 5. AN t < ‘—G_‘ (,.,\"'% :> ‘ Lo el h&o‘{ N (SR dm &\,Q,x:) G

VNG, l\m\) .

$%/6/75




b.

GB 11/ 6/75

INTER-GROUP INTERFACES

GENERAL TECHNIQUES

PEOPLE ROTATION
USE CONTROLS ($)
'COUPLE VIA MATRIX TO OTHER ORGANIZATION

SEGMENT BUSINESS TO DECOUPLE ENGINEERING (I.E., DECENTRALIZE
--COUPLE ENGINEERING TO A “DIVISION")

PHYSICAL LOCATION

MANUFACTURING

HOW DO WE SUPPORT DEFOCUSED FACTORIES?

MOVEMENT OF PEOPLE TO SUPPORT AND/OR DESIGN AT THE FACTORY
IN coMMoDITY (I.E. TECHNOLOGY)-ORIENTED AREAS (E.G. DISKS,
TAPE, DUMB TERMINALS, MEMORY) ' 4

MUST CO-HABIT WITH MFG.ENG, (TEST ENG.; PROCESS ENG., ETC.)

PRODUCT/LINE o

HOW DO DESIGNERS HAVE UNDERSTANDING OF USE? (ROTATION
AND P/L TASKS)

CHARTS
MUST MATRIX WHERE COMMUNICATION IS POOR!

WILL BECOME A JUNGLE WITH ”50 PRODUCT LINES”
NEED CLOSER LIAISON WITH P/L ENGINEERING

FIELD SERVICE

QUALITY ADV. DEVELOPMENT
RAISE
JOINT BUY-IN MATRIX

SOFTWARE SUPPORT (SEE F/s)

CSS => MATRIX
USE AS EARLY WARNING AND ADV. DEVELCPMENT GROUP.,

EUROPE AND CANADIAN PRODUCTS!

R N o e e T

|




DEC—EXTERNAL—GROUP INTERFACES

1. TECHNOLOGY=> GENERALLY ORGANIZE TO "MONITOR AND BUY"
(AD HOC NOW)

SEMICONDUCTORS => MORE DESIGNS OUTSIDE

MAGNETICS =—=> CATCH-UP!

NEW DEVICES = ?

PROGRAMS —>> SET TO STIMULATE THIS MARKET AND SUPPLY
PATENTS BUYOUT |

2. EXTERNAL STANDARDS ==> 7?7 GROUP CENTRALIZED

SAFETY (UL, CSA, VDE)

EMI

INFORMATION PROCESSING (ANSII, IS0, CCITT)
INTERFACES OF HARDWARE (NBS, CBEMA, GSA)
LEGAL

3, CUSTOMER (HOW/DOES HE USE OUR MACHINES?)

GB
11/6/75



GB
11/6/75

-

INTRA-ENGINEERING INTERFACES

(AND GROUP PROBLEMS)

ADV. DEV,

GETTING ACCEPTANCE OF VARIOUS PRODUCTS (TECHNOLOGY
TRANSFER)

ESTABLISHING THIS FUNCTION IN VARIOUS GROUPS,

DEVELOPMENT

BETTER SYSTEMS FOCUS
HARDWARE/SOFTWARE CO-LOCATION
H/S CONTROL EXPERIMENT (VAX) HIGHLY MATRIXED

ARCHITECTURE CONTROL AND PLAN ==> WHERE??

BETTER DISKS >> PEOPLE

BETTER DISKS AND MEM SUB-SYSTEM ——> NEED SYSTEM PEOPLE
LOW END PRODUCT PLETHORA ==>IN FUNCTION

HIGH END PLAN —>

SUPPORT

SEE MANUFACTURING

6B (CAN HE) (DOES HE WANT) TO "RUN" SUCH AN ORGANIZATION?




TRAINING

GENERAL BUSINESS ($, MARKET, PLANNING, SCHEDULING, RESOURCE

ALLOCATION)

MARKETING AND P/L AWARENESS = ROTATION THROUGH P/L'S
(ESPECIALLY IMPORTANT AS OUR BUILDERS DRIFT AWAY FROM
BEING USERS). ‘
ALSO, TAKE ON P/L CONTRACTS IN CE

TECHNICAL
EVENTUAL RETRAED (WITH SLOWER GROWTH)
HARDWARE PEOPLE LEARN MORE SOFTWARE
NEW SKILLS FOR BOTH LOWER LEVEL INTEGRATION

HIGHER LEVEL OF INTEGRATION REQUIRES INDUSTRY ORIENTATION
(E.G, BANKING, MANUFACTURING)

PEOPLE—> LESS-ORIENTATION

MANUFACTURING SKILES

11/75



- - - PEOPLE

-

__._._..;\‘\PECUNIARY CONTROL, PLACE, PRQDUCTS SUMMARY, PRQCESS TOOLS
T1E.G. PERT)

f

e
HITECTUKE? *ETANDARDS LKTENTS AND
5 ? S ‘./ ] \\

F/w

e
;

‘ TECHNODL RCHASE

= - - SEMICONDUCTORS AND ELECTRONIC MEMORIES (DESIGN % MFG.)

. Coaren
\\ MANUFACTURING INTERFACE

h

Qgﬂ\ ELECTROMECHANICAL MEMORIES
UNIT RECORD DEVICES INCLUDES---SOFTWARE SUPPORT
PACKAGING AND POWER AND MEMORY SUB-SYSTEMS
ENGINEERING SERVICES

SMALL SYSTEMS AND TERMINALS

LA | B
VT INCLUDES—=-SOFTWARE SUPPORT
GRAPHICS

PACKAGED SYSTEMS

g

’

INTERFACE TO COMM,

{QTERFACE TO FS“_‘<324C)

oo+

o =T oo

et Plow -

MU sorTHAR l-INTER}ACE TO SWS i
e ot Gy = b)

;__*”?/L INTERFACE, = -~=10/]5---SHOULD THIS BE TO CPU SYSTEMS? ..
18 APPLYCATIONS) X >

o it
i
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Dick CrLAYTON
SysteMs DEVELOPMENT

HenRY LEMAIRE

JuLtus Marcus

LARRY PORTNER
SoFTWARE DEVELOPMENT

Bos PurFFER
HARDWARE DEVELOPMENT

Phil Laut
6/18/75
/ale -

ORGANIZATION CHART
PRODUCT MANAGCERS

Gordon Bell

Area

PDP-8

Sub UNIBUS-11
Small UNIBUS-11
PDQ~11

11/35 & 40

11/45

11/70

Large~11

Plan Integration

Memory

Communications Options

Real Time Operating
Systems

Languages

Time Sharing Operaéing
Systems and Transaction
Processing

Small Operating Systems
Networks

Disks

Tapes

Printers*

Displays

Name

Walt Vignault

Steve Teicher
Mike Tomasic

Bob Gray

Dick Testa

Dick Testa
Janice Carnes
Bruce Delaagi
Malcolm Johnston

Brian Croxon

I Development Manager

Mike Gutman

Specific Products If Not
Listed in Area Column

PDP-8 Hardware and
Software

(LSI-11)
(11/04/05/10)

(All PDP-11 Memory)

Product Manager

Tony Lauck

Clay Neal

{DV-11, DUP-11, DMD-11,
etc.)

(RSX~11S, RSX-11M,
RSX-11D, IAS)

Larry Portner (acting)

Ed Converse

Bill Munson
Nat Teichholtz

Grant Saviers
Development Mgr,

Paul Badum

LProduct Mgr. -

Steve Orr
Product Mgr.

Boh Peyton
Development Mgr,

Paul Bauer
Product Mgr.

Fd Corell
Development Mgr,

—— Al Huefner
Product Mgr.

L——Chuck Bickoff
Product Mgr,

Tom Stockebrand
Development Mgr,

—— Mike Wurster
Product Mgr.
L Open

Product Mgr.

(RSTS/E)

(RT-11, CAPS-11, PTS-11)

RK0O5, RSL, RPR02

RK0O6, RP04, RS03, RS04

TU60, TUl0, TU16, RXO1,
TU56, TS03, TS02

LA30, TA36, LA35, LA37,
LT33.

LAl80, LSOl

V50, VT52 including
Coplier

VT61

*LP04, LPO5, CM1ll, CR1l1l, PC04/05, LV1l do not have a Product Managar




EXHIBIT VI

Finance Organization-Engineering

Al Sharon I
Irene Leary

. Bob Bureau

Curt Smith

Irene Leary

Bob Bureau

Irene Leary

Bob Bureau

6-30-74
" Phil Laut
‘ |
| |
Larry Smith Pat Spratt
Vin Izzi Marny Rouleau
3~30+75
Phil Laut
Larry Smith Pat Spratt Curt Smith
Vin Izzi Marny Rouleau
6-30-76
Phil Laut
Larry Smith Pat Spratt Curt Smith
Marny Rouleau
Vin Izzi Addition

Phil Laut
4/10/75
/ale
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‘Minutes of Bermuda Woods Meeting
February 10, 11, 12, 1974

COMPONENTS BUSINESS (continued)

B.

Marketing Plan

a) Terms & Conditions :
b) Target Customers -- individually and by market
c) -Field Sales Plan & Agreements with Ted's people
d)} Interaction with rest of company

Budgets )
a) Thompson and Michels will present the first pass at the March
Budget Review.

“'b) Andy will give Pete a back of the envelope order by March 1.

He will be ready to make formal requests by the May 1, 1974
go-around. .

The group W|l| tentatIVer have the follownng name: and logo:

igital
quipment
omponents

Logistics and Business Management

a) Warehouse plan .

b) Shipping plan

c) Receiving plan

d) QC and Depot repair plan

e) Administration - Order Processing, Billing, Short term Forecasting
and Inventory Management

_Engineering

a) Test equipment, QC monitor and planning
b) Applications -- literature and coordination with marketing group-
c) Interface with Central Engineering

PRODUCT LINE PROGNCS!S

Ken feels we should emphasize building stronger Product Line organizations.
He would be happy to call the major Product Lines 'Divisions' if it would
get us there sooner. Everyone agrees that in a billion dollar business

no Product Line Manager will be able to. do all of the following without

a strong organization:

a) Look through all of our hardware/software product development.
b) HKnow the market ‘

c) Do all the things in Clayton's Red Book

d) Have his ear to the ground within the Company



Mlnutes of Bermuda WOods Meeting
February IO 1, 12, 197h

PRODUCT LINE PROGNOSIS (continued)

It's clear that an effective Product Line Organization will depend upon

delegation and a strong team. The Group developed the Organization goal

for a major Product Line outlined in Appendix 4. Ken feels we should start
with the Components and OEM groups as examples and the Group VPs should:
target the four remaining major Product Lines to be organized this way

by the end of FY 1975. After working thrdugh the fo]lowing chart, the
group felt that over half the present slots in the maJor Product Lines were
understaffed:

PL _MGR. MKT. MGR. " FIN. MGR. _ BNS. MGR. ENGR.MGR.

Lteng Kiesewetter. Strauss Bradley Wilhelm
‘ Fagerquist
Long | Meany : Cerra - None None
S Willis - '
Cothran
Vachon Marshall None . A. Jones Savell
Kramer ’ Spector Mullarkey. ' Schmidt _ 3 guys
Frost )
Marcus Alusic Bresnahan ‘ Hunt. ' Bastiani
Cady :

Ken again emphasized that the Group'VPs_shbuld work at strengthenihg the

" major Product Line Organization over the next year. Win suggested that

some day we might measure them by NOR and expense budgets, rather than
profit. However, Ken was not comfortable with this.

OPERATIONS COMMITTEE MEMBERS

Ken.suggested the Operations Committee should be expanded. There was major
concern whether a large group could work effectively. The discussion evolved
into a ranking of key managers. Ken will work the issue at the February Board
of Directors meeting along with the possibility of appointing additional VPs.

MISCELLANEOUS 1SSUES

Ken wants John Leng to explarn his Engineer:qg Budget to the March Budget
Review and the Board of Directors.




Minutes of Bermuda Woods Meeting
February 10, 11, 12, 1974

MISCELLANEOUS 1SSUES (continued)

Win will work with the Marketing Committee to choose a position for the
Computation Group. The alternatives are:

a) Keep separate and independént
b) Put into the PDP-10 Group

c) Combine with Business and let Stan declde what to do W!th
the Educatton segment.

djc




CENTRAL ENGINEERING ORGANIZATION

BELL

LAUT
HARDWARE 'SOFTWARE SMALL MED, & LARGE
PUFFER PORTNER ~ PETERS CLAYTON
DISKS /05 - TEICHER Hfﬂg & é ~ DELAGI
TAPES ~ CLARKE L5, 5
PRINTERS TRMLS,~ STOCKEBRAND & &
PS, & PKG, poP-15
- SUPPORT - ARCHITECTURE
LSI

APPENDIX 1

= DEMMER



1.

APPENDIX 2

ORGANIZATION

DEC Central Engineering is a matrix Organization of Systems and Component
Managers as follows:

BELL s .
" LAB  lLAuT
COMPONENTS V o SYSTEMS & CPUs
T ] , 1 - 1
HDW., SFW. | SMALL | MED & LARGE
PUFFER " PORTNER } " PETERS | CLAYTON

Systems Groupings:

a) Small
b) Medium & Large

System Manager's Internal Line Responsibilities:

a) CPUs and internal option design
b) Systems definition and engineering
¢) Organization cons:st;ng of System Engineers and Product Managers

Component Manager's Line Responsibilities:

a) Initiates Product Plan :

b) Introduces products into Manufacturing .

¢) Sets and achieves Cost and Reliability Goals

d) Organization consisting of Product Managers, Projects Engineers’
and Engineering Managers

Formal Plans include:

a) Compaonent and System Manager prepare 3 year Product ''Possibilities"
List

b} Product Lines prepare Product Wish List

c) System Manager publishes System Goals

d) Component Manager proposes Product Plan in the context of the
Funding Algorithm

e) Component and System Managers operate in the context Final Plans
approved by the New Products Committee



“Appeﬁdix 2
(page 2)

ORGAN | ZAT I ON (continued)

New Products Committee approves Plans subject to Operations Committee
veto.

a) Consists of:
Engineering Vice President and Staff
Component Manager
‘Systems Manager
Software Manager
Manufacturing Representation
Product Line Representation

b} Utilizes specialized Steering Committees and Task Forces

Woods meetings uséd for communication and feedback, but not to approve
Plans.

a) Separate meetings for small, medium and large - limited to
i people with direct interest.
b} Meetings also held for major components such as disks, tapes, etc.

Specific "open door' Appeal System to Operatlons Committee to openly
challenge formally approved Plans and propose alternatives.

" FUNDING
Derived from tax on products to be sold,with facility for different
tax rate for different products.

Charged to Product Lines as part of Product Transfer Cost.

Portion off top for New: Products and Manufacturing Englneertng (probably
1/2% and 1/2% respectively).

‘Remainder, at first épproximation, allocated to development of products

which incurred tax.

Managers propose changes and work out differences which Products Commlttee

approves.

djc

The Finance Department will cut the business by Products and Systems as

well as Markets to measure the effectiveness of the Central Engineering Group.

Product Lines can engineer their own products if they are not satisfied
with Central Engineering but, in addition to Central Tax,. .




DIGITAL EQUIPMENT COMPONENTS PROPOSED ORGANIZATION

ANDY

APPENDIX 3

MARKETING -

FINANCE -

LOGISTICS &

| [BUSINESS MGMNT, |

LOGIC

ENGINEERING

PERSONNEL

MICHELS

~ HOGAN




DIVISION GOALS:

GOAL FOR MAJOR PRODUCT LINE ORGANIZATION

APPENDIX 4

.+ PROFIT
 MARKET SHARE . V,P, & DIV, MGR,
(PRESENTLY PL MGR.)
MARKETING MGR. - FINANCE MGR. BUSINESS MGR., ENGINEERING MGR.,
. PRICING ASSET MGMT. . FART UNIQUE HARDWARE AND
STRATEGY INVENTORY SOFTWARE
FORECASTING A/R . ORDER PROCESSING

- PRODUCT PLACEMENT
. SALES SUPPORT

. ADVERTISING

. CONTRACTS

CAPITAL ASSETS
ROTATION EQUIPMENT
BUDGET

DAY TO DAY
EXPENSES :
COST OF MFG.

» TACTICS
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Office of Development Handbook (-Iyt%tﬂlix;ﬂij

Personnel Requisitions

1. Complete Request For Personnel Form as far as the approvals
section. '

2. Send to Cost Center Manager for signature.

3. Cost Center Manager retains pink copy.

4., Send to Financial Analyst:

Software Development -~ Pat Spratt X3317 PK3-1
Hardware Development -~ 1Irene Leary X2067 1-3
Computer Systems - Larry Smith X4492 5-2
(temporarily - Phil Laut

X4308 12-1)

5. Financial Analyst indicates whether the hire is within the budget
and forwards to the appropriate Vice President. Finance retains
yellow copy.

Software Development =~ Larry Portner
Hardware Development - Bob Puffer
Computer Systems - Dick Clayton

6. Vice President (dis)approves. All personnel requisitions not
within budget must be approved by Gordon Bell before going to
Personnel. :

7. Return to Finance.

8. Finance sends white copy to Mark Abbett in Personnel.

9. Finance sends green copy to Cost Center Manager as notification
that requisition has been approved.

Phil Laut

5/24/74

Jale -



Office of Development Handbook

Signatory Authority

Software Development

Appli-
cable
Cost Capital
Centers Regs
Larry Portner SW Devel-
opment $20,000
Mel Woolsey 353
Pete Van Roekens 342,344
Peter Conklin 341
Ed Fauvre 306,352,
353,354,
355
Jim Bell 346
Bill Slack 34A,34B,
34C,34D,
348
George Plowman 315,317,
345,301
Oleh Kostetsky 365,554
Larry Wade 343

Software Development Cost Centers:

301 Product Line Diagnostics

306 ~ Typeset-11

315 Diag. Stds & Accept Tests

316 European SoftQare Engineering

317 Auto, Manufact. Diagnostics

341 DECsystem-10 Software Engineering
342 Small Systems Software Engineering
343 Software Planning

344 Comp. Real Time Sys SW Engineering
345 Diagnostic Engineering Administration
346 Research & Development

347 Software Engineering & Serv Admin.

348 Software Engineering Adminstration

P. Laut
6/11/774 rev.
/ale

Purchase Travel
Orders Expenses Advances
$20,000 $3,000 $500
500 250 250
5,000 | 500 250
5,000 500 250
5,000 500 250
500 250 250
50 250 250
5,000 500 250
5,000 250 250
500 250 250
34A Hardware/Software Engineering
34B Séftware Engineering Training
34C Software Documentation
34D Software Quality Engineering
352 Software Applications Admin,
353 Software Product Management
354 Edu & Applications
355 PDP-15 Software
365 Software Distribution Center
554 Documentation Services



Office of Developmenf Handbook

Signatory Authority

Computer Systems

Appli-
cable
o Cost.
‘Centers
Dick Clayton Computer
: Systems
John Clarke 381
Steve Teicher 395
Bill Demmer 367,372,
373,374,
378
Bruce Delagi 375
Robin Frith
Bill McBride

Computer Systems Cost Centers:
367 11745 Engineering

372 Medium Systems Development
373 11/L40 Engineering

374 11 Packaging Design

375 Advanced 11 Engineering
378 11 Systems Engineering

381 PDP-8 Engineering

395 11/05 Systems Engineering

P. Laut
6/11/74 rev.
/ale

Capital Purchase ST Travel

‘Reqgs " 0Orders " Expenses " 'Advances

$20,000 $20,000 $3,000 $500
5,000 500 250
5,000 500 250
5,000 500 250
5,000 250 250
2,000 250 250
2,000 250 250



Office of Development Handbook

Signatory Authority

Hardware Development

Appli-

cable

Cost Capital
Centers Reqs

Purchase
Orders

Expenses

Travel
Advances _

Bob Puffer HW Devel-
opment $20,000

Grant Saviers 379
Bob Peyton 384
Ed Corell 383

Phil Tays 324,325,
327,364,
366,496,
364, 368,
213

Paul Rey 391
Dave Nevala 330
Lorrin Gale 377,382

Hardware Development Cost Centers:
213 Marketing System Operators

324 Model Shop '
325 Design Drafting

327 Information Services

330 Mechanical Eﬁgineering

364 Computational Services

366 Computational Services €S/3
377 Simulation Development

379 Disk Engineering

382 LS! Engineering

383 Printer Paper Tape Engineering
384 Tape Engineering

386 Special Projects

330 Computation Services DECsystem—=10
391 Power Supply Engineering

36A Software Preparation Services

36B Software Engineering and Software
Services Group Administration

h96 Manufacturing Documentation

$20,000
5,000
5,000
5,000

5,000
5,000
5,000
5,000

$3,000
250
250
250

250
250
250
250

$500
250
250
250

250
250
250
250

P. Laut
6/11/74 rev.
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PLANNERS

Titular and Otherwise

FRODUCT PLANKERS

Printers

Disks

PDP11 Hardware
PDP11 Softwarc

FINANCIAL FLANNERS

Bill Thompson
Lou Burke

MANUFACTURING PLANNERS

Ed Savage
Jack Sharp

Material Managers:
Puerto Rico
1/0 Westfield
Disks - Westfield
Tapes - Westfield
Compcnents - Westfield
Metals - Westfield

Westminster:
Cross Products
Commercial
Industrial
LDP
Computation

Memory

oN
e,

T
|Lerer (fuuw _

OEl—

-

[

John Wolaver
Al Sharocn
Bob Gray
Larry VWade

Dick Price
Phil Gorman
Mike Flaherty
Bill Mulcahy
Bob Hopley
Marion Huggins

E. Banncn
Bill Lee
N. Pendleton
H. Luther
Phil Wood

F. Kimball, Frank Holland



Eﬂaﬂan INTEROFFICE MEMORANDUM

TO:

Marketing Committee

DATE:

Product Line Managers Committee

'Gordon Bell

FROM:

DEPT:

EXT:

December 19, 1973

Ted Johnson n -

Sal Co 7

ales M, )
%,

5942 1LOC: PK-3, 2

SUBJ: ORGANIZING A BALANCED, EFFECTIVE PROMOTION AND SUPPORT STRATEGY

At the Product Line Managers Meeting (12/17), we discussed the problem of getting promotion
mileage out of key cross-products (peripherals, software, concepts, etc.). :

We have, | believe product marketing support problems too.

It seems to me that we should have an overview of marketing strategy that looks like this:

Markets

Products

- CORPORATE

Not clear or
planned

Responsibility
clear

11
Small

Promotion and
support not clear
including fundinc

11
Big

10

Logic

etc.

| believe we should look at ways to make sure we get responsibilities, and forecasting mechanisms
identified and established so we can get the balanced program for the corporation.,
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mﬂaﬂnan INTEROFFICE MEMORANDUM

B/
Pty

TO: Operations Committee DATE: January 3, 1974
cc: John Fisher

FROM: aAndy Knowles

DEPT: Small Computer Products
EXT: 3043 LOC: g5_9
SUBJ: WOODS MEETING OF 1/2/74

I thought you might be interested in the reaction of a
new senior manager - attached.

/sc
attachment



Eﬂaﬂﬂan INTEROFFICE MEMORANDUM

TO: Andy Knowles DATE: January 3, 1974
FROM: Dave Peters
DEPT: Small Computer Engineering
EXT: 5272 LOC: 5-=2

SUBJ : WOODS MEETING OF 1/2/74

I came away from yesterday's meeting a little frustrated. It seems
to me that we have an awfully confused organization and that we are
attempting to resolve the confusion by creating more organization.

I'm simple-minded, so my view of an organization is simple-minded.
The corporation has a set of responsibilities in addition to those

of responsible management. For instance,

Corporation

1. Businesses we want tc be in, for instance

Computer systems
Peripherals
End-user software

2. Businesses we don't want to be in, for instance

Turnkey systems
Point-of-sale

3. Businesses we want to learn more about before
deciding if we want to be in them, for instance

Calculators
4. What our general corporate goals are, for instance

Long term growth rate
Profit levels

5. How we want tc spend our R&D money, for instance

By major general category
By werv approximate dollar amount




Andy Knowles
Page 2 January 3, 1974

In response to this, responsible management would:

Responsible Management

1. Make proposals resulting from original ideas
2. Make business plans
3. Manage programs with specific goals

Costs

Schedules

Profit growth rates

Compatibility
Organization

And in return, the corporation would:

Corporation

l. BAlter plans
2. Prioritize programs
3. Mediate major program conflicts
In my estimation, the term "responsible management" means the PLM's

and the engineering managers. Their respective responsibilities are,
among other things:

PIM - find out what the market needs are
- react to proposed programs
usefulness
timeliness
product cost
development cost
-~ generate ideas
- write business plans
Eng. Mgmt. - generate and test ideas

- respond to outside ideas
- give cost and schedule responses
~ manage engineering programs



Andy Knowles
Page 3 January 3, 1974

As far as a development organization is concerned, I think of things
like

Small Systems

Medium Systems hardware
L Svste software
arge sy ms peripherals

Terminals

who would be supported by common-to-all organizations like

Power supplies
Memories
Packages

The Systems organizations would be responsible for development plans
within the very general constraints of the corporation. They would
also be responsible for the execution of those plans. The supporting
organizations may get conflicting inputs and therefore, they must

put their own development plans together and be measured by them.

Ghour
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‘Terminals (Co-ordination)

Compatlblllty 7 . o T R Tl .

[Hardware/Software Co-ordinationy recses T ([}AEULE'LE&LVE& NEEPED
JSystems vs. Components S

‘Orqaniéational Issues (some duplicates from above)

Product Plannini]‘/%“““
Engineering Education

‘Co ordination between PDP-10 & rest
'Personnel Evaluation

Standards & Engineering Process (Hardware & Software) ~
Product Managers

Packaging & Power Supply Co- ordlnatlon
LSI

Design Automation & Simulation
Research (none. done in hardware)

-

Memory (role of memory group)
Manufacturing Engineering
FAG&T

Process Engineering (Modure Test)
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2/22/71+ G. Bell {,J/
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»A~ehangE‘rs belng con51dercd for the central engineering organization,

The change is an outgrowth of a requ«rement for better product
» >p]ans and producta rather than so]ely for DEt" Increa;;n;‘sréemvw“mrw“m
- " The change does not represent a net increase in the functions of S
— —an*the centra]ﬁenglncer]ng‘organlzatlon | }he&oh;ectcve i;ﬁtgmfherea;;MMMMM
- the quality,‘rather £LAH the quantlty‘of pESJ&;tsﬁ -

oo e e Qur - goal is -to develop-basic products which can be built-and -sold-— v e,

e profitably into-present and future»product linesy 4+Eﬁﬁd4ng—p%edue%—*—rﬂ-ﬁa

e eetype (10, kogic, Grpahics,—Communications—and. (SS); applications—type— . . .

e w~faiausiaessfuLDR7«4néu5tF4a+TB4emed4ea+7~§9mputa%4fwayinm}rcustomer-typE”f‘*i»
e e ~~(—9€M9:73ndm-sewice---type«lﬁofiwar_&._sﬂup_ggn_t,_md_;ﬂﬁl_d_ﬁervirP) e

. We are attemptxng to prOV|de better products by focusnng on the

follownng issues:

0. Establlshlng a strong product development busnness (sel]ers)

for the evolv1ng strong product line businesses (buyers)

i. Eéﬁ%@r lnteqruted plannlng and deve]opment of hardware software

systems to flt the PL requ:rements J We hope to plan total

. systems mere~ea&e£ul$y along one or more of the dnmensxons

size (overall conflguratnon size together with memory management

optxons), opcratlng ‘ySLQ“ user- type (Puman Use Rea] Tlme,

and Batch), and operating system mu‘txprogrammlno (s:no]e user,

foreground bactaround-l+l user and mditlple ucer)



— R S — ,
S - . )
ystems will be viewed as a layered hierarchy
t ng ;FAC»F[JWand m;’r;\’ory, hardware q:tao‘r;‘s, operatnl_ng systems, )
B T ing languages‘and appllcatlons programs Thism_ims in 3
S cont astmtowthln;nrr;ovrm:arlwvg;tzgarsh as a Cu]]eCthﬂ of hawrdware |
- pieces of software. )
M—MMHDNZ 1ann|;§’;‘r opt rr;r:s and th; correspondxng support software )
) M;:cf)w;r;_v»lde ;;t»a‘_lm—s;/s‘t;rr;; whlchﬂ‘;an be introduced on a completeé '
B -  basis, —rather_than graduathy—withsoftware—foTToTT TG TaTANETE )
- ~—}3e%;er Manua%cumentatlon aﬁr:d”prom;)ﬂt_:;nal material for the ’
o ' basic products.. i |
- —erroduct Managernsw\;t i be :vt;t:l-lﬁ:a‘;”l‘fgned with the products sl in )
T e
oy | ThePradue tManaﬁg_Lirsof,foday arebegmmng to- ‘thctlon e’j&ctlvely, )
) '\gj‘"}/ and their charter will be extended to rnclude' initial product
T ianning: financial analysis including the coordination of I
I ‘“"""’“"”""”“"""”ené‘"l ;;aér.ng ar1d Mr;\an'unfa.cNtMuﬁr_l;;Msﬁtart -up; and sales ;f products to y
R Wm‘»m_www-thewvar‘«:)’riswC“LvJ.;t‘owm’a‘r /;b;;-l’(;;t*'—;n; -Service Product Lines. |
“""""'““““”""“""‘“'"“‘""*_“""";J’é“‘b*e]'l;\'/‘e' 7thar‘ahmuvst l;ewprodu‘ct (and aroduct Arrlhanager) mmeasurement )
© at roushly the same level of detal }'T;}IJ“;};L ision.as for ,)
- ‘Product’ Line Managarsi o T
5. 'The general hassle-]evel sh<ould ber5|gn7|fﬂl‘carrt_ly“ra‘cviurc‘ed:“a:d—*wwm_m )
o ”kr“confwlr\e;iulo on]yk relevant has;I |ng Thus prowd;s (sallarns) o . )
- arld ’users (buyers) of partrcular pr‘a»ducts would par;rcxp.ate—-nwrrw‘ww_M o
'products and pollc:es—-not all bvl.blyer‘;;)‘f anymf;rc:duct U;der_ R
© the current budget method, this will consist of allocating |
funds accordmg to system .s ‘r;eA,»r and' “t'h:an havm«g rhe producvt“NF—WM‘M“
R - L i
groupc and thelr customers allocate WIthm the c;roups. }
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——-A-longer -term goal must be.a x;hemeﬂ..f,aﬁ: comparing-all_product .

~—candi dafes-»equ itably-including ﬂﬁhd_se_developedg especially for.

i eneem—{-as -opposed--to domlnate/)grket ortented).,_“Thesc-rmclude -core

Product--l-ines-on-the-basi 50 f-.-d;he.ir_.prof_i.tab ility-to_-the.

’-/ -

- —~-corporatieon.

-6 Better orientation- of. d\mna}ly -technology-oriented products . .

—memories,- semlconduczformemorm\s, and-semiconductors..

-—7---lncreased standardization of hardware. . -The- hardwarvekinc.ludes

~o-———and -basic -memory- c;rcusts. Mln ge{meral

purbkased-componentsy—ca binte t s-,wboxé s,--boards,—power—equipment.

-subassembly.numbers ~should . __

-~ ——-be reduced-to aid-manufacturing and \rteduce field-service- mventory L
7

~B——lncreased- standardization.of-software-within.. the-PDP=1l.and

womem—ax tending to-PDP-8 and-PDP=10.-- Forat»her P/DP-JI—-‘thi s-will-include oo

e e v--—v»-—~——a~common~~oper—at~ing\xstem interface aanflle— system, such-that e
— - ey ser=~level- -systems- prég(ams {ie: ;-—»translatorS, run -t-imey—and-
e —ed|tors)~~angl—~user~programgx-\operat?’-—on— all.members-of the— .
- el - 1111 ]y—-—proi/ided»theusystem \;\B’Q;S;rtstﬁe---capébil ity.—All-higher—— .
e e | gve |-l anguage s ~woul d av}-so——béiSlketwcompa«t-i»b»le—SUCh~~~ that—a- e
m ~- -~ -common - language manual-Ccoy ld de;’ﬂ)e the-language. for all.systems,-
- -9, Operating system support of ufticomputer structures.--This would .
~ ~~enable the construction-of: rléft\}/‘qus-and tightly~coupled computer; - -
- systems. - f | -
—~.___._.l.0.-_ Be%&e&ﬂw&)—www—wrw%
- - e ﬁc-r'sonal development of engf‘nz/ers “tewiol low-enginesringy—management,
§, or-sales tracks-for W%Hﬂtﬁmm
\?\--m e T _ o
e O
e

o
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OFFICE OF DEVELOPMENT :{ANDROOK

< -

QRGAN]ZATION PRODUCTS COMMITTEE, TECHNOLOGY/PRODUCTS
FORMAL ORGANIZATION, GUIDANCE COMMITTEES
(STRUCTURE AND CHARTERS)'

REPORTS AND CONTROL DOCUMENTS
. PRODUCT LINE PRODUCT/TECHNOLOGY 3 YEAR PLAN--
PRODUCT REQUIREMENTS (ISSUED QUARTERLY)

TECHNOLOGY/PRODUCT 3-YEAR PLANS
(PARTS: SUPPORT, DESIGN, FEASIBILITY, RESEARCH,
. ’ (_\- .
COMPETITION, USE) |
YELLOW BOOK--MONTHLY STATUS OF PRODUCTS AND PROJECTS;
WILL INCLUDE MEASURE OF PRODUCT SHIPMENT VERSUS

PLAN,

EQRMAL MEETINGS

-—==— A, PRODUCTS COMMITTEE

ﬁ’a. QUARTERLY PEM/0OOD MARKET/TECHNOLOGY OVERVIEW IN
~ WOODS COMMITTEES

C. TPGC MEETINGS WEEKLY-MONTHLY)
e .

D, TPGC WOOUS MEEeene® (SEMI-ANNUALLY)
| ihaﬂuss\
EROCESSES
A, PRODUCT BUSINESS PLAN APPROVAL
B, TECHNOLOGY/PRODUCT PLANNING AND BUDGETING PROCESS

=0 .
~uoo

22/74

. ey A 50 - e

i T

R ks e e st



CC:

SUBJ:

[FITETRRSIN S

Pwdo & Npprot e
INTERDFFIGE @EMDRANDUM

Phil Laut DATE : October 4, 1973
Gordon- Bell
Bill Thompson FROM: Grant Saviers
- . g
Products Committee DEPT: Disk Engineering </
Manufacturing -Engineering e 6%)
Committee — EXT : 2357 ;i‘éb

4
YOUR PROPOSED APPROVAL[??OCEDURE FOR PRODUCTS AND PRICES.

I don't like the Products Approval flow charts. They are
deficient in the following respects:

1. We should correlate major corporate reviews of products with
proposed major commitments. Examples:

PHASE REVIEW/PURPOSE RESULTING COMMITMENT

0 Concept Organizational Restructuring

1 Proposal/Business Plan Development $

2 Design Manufacturing Startup $

3 Release Inventory $, Manufacturing
Manpower

4 Announcement Customer Commitments

5 Ship Field Service startup $

6 Withdraw Write-offs, Customer
Decommitments

I don't think that the Products or Manufacturing-Engineering
Committees have the energy, time, or manpower to watch
projects as often as the flow charts indicate. The major
reviews should occur between the event blocks (Concept,
Proposal, Design and Price, Release, Test (new), Announce,
Ship, Withdraw). See my attached flow chart.

2. The Design Review looks like a club rather than an aid to
the Project Manager. These must happen, but getting a good
Design Review takes a strong push to get effective parti-
cipation.

3. Product test is not even mentioned!! This is one reason why
we deliver unreliable products. I believe we should have an
independent product test group. The engineers need the
incremental help at the Test stage of a project since they




e el st Wi et v a2 A i i N

- 2 = October 4, 1973

are 120% busy with solving problems, helping Manufacturing,
etc. We could set testing up in parallel with release and
not incur any major built-in delays to first ship.

4. The field release activity is not mentioned. Hardware
should have test sites, like software. A positive approach
to field training, getting feedback, solving logistical
problems must be taken. The "system" doesn't work (because
of growth) for existing products, let alone new ones.

I suspect that our product introductions need to be as fancy

as IBM's (Volume is about the same).

5. I note that in Figure 2, the only permitted answer from the
"Operations Committee Appeal"” box is NO.

6. The Manufacturing-Engineering Committee should be the reviewer
at "Assembly and Test" (Step 5F). "Production Release"

(Step 5J) no longer has any meaning with all startup in
remote plants.

GS:bca

Attachment (1)
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OFFICE OF DEVELOPMENT 4ANDROOK

ORGANIZATION  PRODUCTS COMMITTEE, TECHNOLOGY/PRODUCTS

FORMAL ORGANIZATION, GUIDANCE COMMITTEES
(GTRUCTURE AND CHARTERS)‘

REPORTS AND CONTROL DOCUMENTS

A. PRODUCT LINE PRODUCT/TECHNOLOGY 3 YEAR PLAN--
PRODUCT REQUIREMENTS (ISSUED QUARTERLY)

B, TECHNOLOGY/PRODUCT 3-YEAR PLANS
(PARTS: SUPPORT, DESIGN, FEASIBILITY, RESEARCH,
COMPETITION, USE) | |

C. YELLOW BOOK-=MONTHLY STATUS OF PRODUCTS AND PROJECTS;
WILL INCLUDE MEASURE OF PRODUCT SHIPMENT VERSUS
PLAN,

FORMAL MEETINGS

A, PRODUCTS COMMITTEE

B, QUARTERLY PCM/00D MARKET/TECHNOLOGY OVERVIEW IN
WOODS COMMITTEES

C. TPGC MEETINGS (WEEKLY-MONTHLY)

D. TPGC WOODS MEETINGS (SEMI-ANNUALLY)

PROCESSES
A, PRODUCT BUSINESS PLAN- APPROVAL
B, TECHNOLOGY/PRODUCT PLANNING AND BUDGETING PROCESS

GB
h/722774
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The Organization--structure and- function

1. Formal organizatioh.

2. Products Committee and its charter, : o ’Pd 'u:p.Cf
f Produst— : o ’

3. Technology-AﬁeaqﬁﬁﬁuﬁéééggggiipCommitfées'ahd their charters.

,(f\ STO T, P Sho T Yuun ol \(%T/Pq,cg) 3

N Reports and Forms AT EC _":’1”}‘—\.4(1,‘
5‘ v ~ ’ .. . '
57 0. Product Line Product Technology Plans : .
‘ (quarterly update, response to plans) '
) GD% Abieir s:E:::::i;h4¥qwupdated~aa—aeeded
Pradues/toeao-lew Plans ( ) ww of
;-wAv5—¥ear+y-$ov-budge¢-pu«pqse- SR -
87 Yesr==Torbudget—purposes iq,gyc
. - ComBy@ar—forstrategy - é:;h, R
V . L trenty — il 9‘1‘*
»“ © 2 Yellow Book - (Monthly) T’u /‘1,4./0
= ‘ Sum- of projects, products In productlon, add PsL for products
- against business plan. «
: 3. Discrete project list (monthly)
. ) Is this needed?
~ | 5 |
X " b, Pfoject~expense (mont‘y) to Project Eng.
7 Plon |
e 5. List of semi*annual woods strategy}tactlcs meetings for techn?logy
lans. (1 or 2 day/ uarter)--members chairmen, & ju" (updates
- P \ 6. List of quarterly--PLM/00D Market/Technology overview (2 day/quarter)
) E ' -~ g, . (updates)
; loas

mTPﬁC& ' '
7. List of & members. (updates)

 PLplam?
‘“*ji—” 8. Product Busines Plan Proposal Format (LB 2/22/74)

Concurrent with new product proposal.

< 9! Manufacturing Englneerlng Plan Proposal Format part of
Business Plan)
Concurrent with new product proposal.

‘ 10, Feasibility Study Pr0posal Format? '
giiiﬁoLJchuo, i*d prefer that this be in province of Development Manager wlth
approprlate entries 1n Yellow Book
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1 ' 1. Approval Procedures for products and prlces (PL 9/27/73 §;74{ZL~
| ‘ . 0. ) .

2. Desngn Review process (See DEC Stds.)

3. Budget process-~to do. - :
B 5214&,42;4 N VTR
L, Strategy process--to do. _ ' ’ --MM;\W7
77

| A Algorithms, Rules, and Support Program for Process

1. Who budgets for what (PL memo)
2. Budget allocation of projects to PL's;'spendiBg algorithms.

3. ROl calculations for a prdduct/project--progyam in existence.

Definitions

PM, PE, SE, ME-~definition (GB)
Strategy, tactics
Corporate plan group

a, W:lQArdLorervk‘
b Bw




INTEROFFICE MEMORANDUM

TO: Gordon Bellf/’ | | PR §Z5C e
Al Pilon FROM: 1f gaut 4}

%%
o DEPT: Engineering "635
~ ' &

EXT: 4308 LOC: 12-1 “ 4

SUBJ: Goals and Structure of the Financial and Product Planning
Organization in Engineering

GOAL - My goal is to provide data and tools that cause us to spend
development dollars as wisely as possible.

ROLE OF STAFF PEOPLE IN MEETING THE GOAL

_ (Some of this previously outlined to Gordon)

The purpose of a staff is to cause follow-up, communication and
useful data to occur, not to run the place. This results in some

useful rules for staff members.

Endeavor not to criticize unless you can offer at least
a helpful suggestion. '

Don't do manager'é job. Learn to 'say no.



Expansion of the goal into various objectives.

: Approx.
Who will help Measures accom- Annual
. Objective get us there plishment of Cost
’ (0600's)
Improve Design Dick Best Reduced hassle level $115

Process

Ron Kronenberg

Nat Teichholtz

to the point where
most hassle is Pro-

ductive. Design Stan-

dards which are under-

stood and bought in to by

designers

Better Product
and Business

Planning

Al Sharon

Nat Teichholtz.

Programmer of

Model Building

Flavor

Internal consistency

of product plans.

Input to product plans

$ 91

by marketing and sales.

Degree to which pro-
duct lines buy into

product plans.

More Financial

Support for Design

Groups & Product

Accounting

Sub Total

*See appended proposal for Financial & Product Reporting Group.

Financial Analysts

Irene Leary
Pat Spratt

Open (2)

*Financial Re-

porting Group

(see back up sheet for detail)

-2-

Accuracy and ease of
gathering data. Ease

of preparing and

commitment to budgets

by managers

$221

$ 427



VIN

FINANCIAL
Reporting Group

IZZ1T +

3 ‘programmers/clerks
Pfogrammer of
Model‘Building
Flavor

-—-~ ARNIE GOLDFEIN

- and EDP

Product Accounting Analysis and Improve systems for_ $180
' ‘Programming from  reporting & fore-
EDP, represented casting sales and
by Arnie Goldfein expenses by product
Grand Total $607
ORGANIZATION
GORDON BELL
|
DICK BEST PHIL LAUT
RON KRONENBERG __l .'
—— AL SHARON
NAT TEICHHOLTZ
Open
G&nancial Analygg————DICK
~ Open CLAYTON




FINANCIAL & PRODUCT REPORTING

GROUP

To achieve the goal, some level of reporting of financial information, .

cut by product and compared against plan is necessary.

The reporting system will use, as much as possible, the data from the
central accounting system, élthough the level of precision and'auditF
ing in the central system will not be required, because it is not
intended to use accounting data by product to fulfill the company's

legally imposed requirements to report tae IRS, SEC and chers.'

The data required for this reporting system called Product Accounting
breaks down into two basic categories - shipment information and
expense information.

Shipment information - The capability exists to extract

shipment data by product from today's records, but this
proceés is cumbersome and time consuming, due to the largely
manual method of exploding system shipments into pieces.
(Arnie Goldfein to provide analysis and pfogramming to make
this simpler.)"’ ‘

Expense information - Today there exists a company-wide

discrete project reporting system and within Software
Engineering, a budget package that facilitates the form-

ulation of cost center budgets.

What Next
During the next nine months (i.e., by J&nuary 1, 1975) I would like
to: B

1) fnplement theuse Of the Software Engineering budget package

in Systems & Hardware Engineering cost centers.



2) Fiﬁish product accounting to the point where we are able
to publish product statements vs. plan each quarter,'oné

month after the end of the quarter.

People Needed -~ Although most of the data used in Product Accounting
is from the central accounting system, as mentioned earlier, the -
implementation of the software needed to produce Product Accounting
data is not éll that is needed for timely Product Accounting reports.
I believe we need people who will: |

1) Enter and verify budget data

2) Check accuracy of budget output and actual output

3) Prepare and distribute reports

4) Mdintain software.

For this, I propose a financial reporting group of four (4) people.



BACKUP TO EXPENSE CALCULATIONS

Annual # people
‘Salary Expense salaried total
Dick Best
Ron Kronenberg
Nat Teichholtz
Phil Laut
Irene Leary
Pat Spratt
Al Sharonv
Anna Elliott
Juhe Payne
Sub-total existing
people $ 178.5 7 9
Openings .
Financial Analysts (2) 40.0 2 2
Programmer (Model
Building) 16.5 1 1
Cler k /Secretary for: 34.4 4.
Pat Spratt (Note 1)
Irene Leary
New Financial Analysts
Financial Reporting Group 45.4 1 4
Sub-total openings 136.3 4 11
Total - Salary 314.8 11 20
Salary Increases 32.0 '
Expenses other than salary
Fringe benefits 36.3
Phone, travel, occupancy 44.1
Grand Total $ 427.2

(Note 1) This number can be reduced if geography permits sharing.



"OFFICE OF DEVELOPMENT‘HANDPOCK‘

ORGANIZATION ~ PRODUCTS COMMITTEE, TECHNOLOGY/PRODUCTS

FORMAL ORGANIZATION, GUIDANCE COMMITTEES
(STRUCTURE AND CHARTERS)‘

REPORTS AND CONTROL DOCUMENTS

A, PRODUCT LINE PRODUCT/TECHNOLOGY 3 YEAR PLAN--
PRODUCT REQUIREMENTS (ISSUED QUARTERLY)

B, TECHNOLOGY/PRODUCT 3-YEAR PLANS |
(PARTS: SUPPORT, DESIGN, FEASIBILITY, RESEARCH,
COMPETITION, USE) -

C. YELLOW BOOK--MONTHLY STATUS OF PRODUCTS AND PROJECTS;
WILL INCLUDE MEASURE OF PRODUCT SHIPMENT VERSUS
PLAN, ‘ |

FORMAL MEETINGS

‘A, PRODUCTS COMMITTEE

B, QUARTERLY PCM/00D MARKET/TECHNOLOGY OVERVIEW IN
WOODS COMMITTEES |

C. TPGC MEETINGS WEEKLY-MONTHLY) .

D, TPGC WOODS MEETINGS (SEMI-ANNUALLY)

PROCESSES
A, PRODUCT BUSINESS PLAN APPROVAL _
B, TECHNOLOGY/PRODUCT PLANNING AND BUbGETING PROCESS

22/7%
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OFFICE OF DEVELOPMENT -1 AND FOOK

ORGANIZATION: FORMAL ORGANIZATION, PRODUCTS COMMITTEE;

TECHNOLOGY/PRODUCTS GUIDANCE COMMITTEES
(STRUCTURES AND CHARTERS)

REPORTS AND CONTROL DOCUMENTS;:

A. PRODUCT LINE PRODUCT/TECHNOLOGY PLANS--PRODUCT REQUIREMENTS
(1SSUED QUARTERLY)

B, DEVELOPMENT TECHNOLOGY/PRODUCT PLANS - (ISSUED QUARTERLY)

C. YELLOW BOOK--MONTHLY STATUS OF PRODUCTS AND PROJECTS;
WILL INCLUDE MEASURE OF PRODUCT SHIPMENT VERSUS PLAN,

D, MONTHLY 1 PAGE QUICK AUDIT OF PRODUCTS,

REVIEW GROUPS:!

A. PRODUCTS COMMITTEE

B, PRODUCT LINE MANAGERS COMMITTEE

C. TPGC GWEEKLY TO MONTHLY)

D, TPGC PRODUCT AND MARKET HEARINGS (OODS MEETINGS)
(SEMI-ANNUALLY)

E. OTHER MEETINGS WITH PLM AND OPERATIONS COMMITTEE TO REVIEW
BUDGETS AND SPECIFIC PRODUCT AREAS,

PROCESSES!:
A, PRODUCT BUSINESS PLAN APPROVAL BOTH INITIAL PLAN AND PRICING)
B, TECHNOLOGY/PRODUCT PLANNING AND BUDGETING PROCESS

~ ALGORITHMS:

A, BUDGETING BY AREA/SUB AREA
B, ALLOCATION CRITERIA BY AREA
C. PRODUCT EVALUATION CRITERIA



GB
L/729/77% -,

PRODUCT LINE PRODUCT PLAN

RESPONSIBILITY: PRODUCT LINE MANAGER

ISSUED: QUARTERLY IN RESPONSE TO DEVELOPMENT PLANS, COLLECTED BY

LONG RANGE PLANNING GROUP FOR REISSUE TO DEVELOPMENT
GROUPS, | |

PURPOSE: TO STATE PROJECTED USE OF VARIOUS PRODUCTS AS THEY ARE
AND MIGHT BE DEFINED. TO REQUEST NEW PRODUCTS, TO
CRITIQUE PRODUCTS IN CURRENT PRODUCTION,

EORMAT

1, PROJECTED USE BY SYSTEM, TECHNOLOGY AND SOFTWARE SYSTEM,
A. 1 YEAR--TAKEN FROM PRODUCTION CHARTS
B, 2-5 YEAR CURRENTLY PRODUCED PRODUCTS |
C. PRODUCTS IN DESIGN PHASE (COMMENTS ON INTRODUCTION)
D, PRODUCTS IN STUDY OR. PROPOSAL PHASE,
NOTE--CATEGORIES B-D FORM THE BASIS OF A FORMAL SET OF
PRODUCT PLANHING CHARTS BY QUARTER), WHICH ARE AKIN TO
PRODUCTION CHARTS.

2, NEW PRODUCTS WHICH ARE NOT BEING CONSIDERED, AND MARKET
PROJECTIONS,

3, PRODUCT EVALUATION--THOSE PRODUCTS IN SEVERE COMPETITIVE
PRESSURE,



§729/74

DEVELOPMENT TECHNOLOGY/PRODUCT PLAN

RESPONSIBILITY: PRODUCT AREA MANAGER

ISSUED: QUARTERLY, WITH ONE REVISION IN RESPONSE TO PL
PRODUCT PLAN, SENT TO PL'S, CENTRAL PRODUCT
PLANNING, AND LONG RANGE PLANNING,

PURPOSE: TO PRESENT AN UP-TO-DATE PLAN OF EACH TECHNOLOGICAL
AREA THAT PL’S MAY USE FOR PRODUCT PLANNING PURPOSES
AND CRITICISM,

FORMAT

1, LIST oF PROJECTS (PRODUCTS), SUMMARY DEFINITIONS, THEIR
PHASES GTATUS), BUDGETS, PROJECTED USE FROM PL’'S, AND
PROJECTED ROI.,
A, PRODUCTION (SUPPORT)
B, DESIGN AND PRODUCTION TOOLING
C, REJUVINATION DESIGN
D, PROPOSAL
E, STUDY

2. COMPETITORS, TECHNOLOGICAL PROJECTIONS, AND PRODUCTS
POSITION, |

3, RAMKING OF AREA PRODUCTS (PROJECTS) BY VARIOUS CRITERIA AND
BY USER PL'S,



Previous
Plans ¢ F-

Charts

Technology —&

Plan

(budget)

Dev,
New Product Group
Requests
Corp. o
Strategy
via PLMC, o
0Cc, PC

Dev. Prod.
P

guarterly process >
Collected by Corp. Plan
Product PL R Cev. Revised R TPGC
Line. Product Group Dev (PL 5)
Plan . Plan rep
. o
o
o o!
Final
Critiques
l Y
Entry in PC oC
Dev., for re- . for
Charts view & re- approval
solution

Plan with PC comments
on areas which can not
be resalved

Figure 1. Technology/Preduct Planning and Product Budgetary Process
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OFFICE OF DEVELOPMENT

Line responsibility for management of new products, definition,
and development with engineering support of high volume products.

Manage line development according to plans. (budget, schedule,
specs, reliability, etc.)

Plan and implement orderly growth of development organization
with respect to:

A. New technology and market opportunities.

B. Management growth and enhancement of people, and development
of technical expertise.

Salary review of professionals within development organization.
Streamline planning and development process to effect low hassle

level by open organization, and well defined processes with clear
inputs and outputs.



GB .~
b/26/74 ~ -

PRODUCTS COMMITTEE

Membership: Consists of development (5 1/2), representative PL's (5),
sales (1), and manufacturing (2 1/2) ,

Bell, Laut, Portner, Puffer, Clayton, Leng, Hanson, lemaire,
Moore, Busiek, Knowles, Kramer, Jacobs, (Thompson, Assoc. Mem.)

Change to:

1. Establish and review allocation algorithms in line with corporate
strategies. Review area plans in accordance with algorithms.
Recommend Rs&D budget for Operations Committee approval.

2. Establish and review technology/product guidance groups for appropriate
system and technology areas. The area group will determine detailed
product strategies, tactics, and day-to-day crises. Areas will contain
representatives from development, manufacturing consumer product lines,
and the field (sales, field service and software support).

3. Formulate aggregate corporate product strategy in terms of product
area strategies.

4, Review major Products Business (Development)Plans prior to establish-
ment of project (including those within the Product Lines). Recommend
to Operations Committee.

5. Examine pricing and introduction plan as per the Business Plan.

6. Monitor area product {project) budgets,



4726/ 7k

TECHNOLOGY/PRODUCT GUIDANCE COMMITTEES FOR
HARDWARE, SOFTWARE AND SYSTEMS

Chaired: Development Manager of area; Secretary: Product Planner of area
Membership: Buyers (PL's), Mfg., Diagnostics, Sales, area Product Managers

and Development Managers and co-area Managers

Purpose: Communication and review of strategy, tactics and day-to-day
issues with technology/product area manager.
Charter:

1. Carry out detailed review and reformulation of 3 vyear plan for product
area. Area planning responsibility of area manager.

2. Detailed review of Business Plan (Development Prdject Part) before
presentation to PC (and PLMC).

3. Detailed review of Business Plan (Pricing and Introduction Part)
before presentation to PLMC (and PC).

4. Monitor product (Product Manager) and project (Project Engineer)
performance against budgets.

Constantly review products position.

wi

™

Sponsor Woods Meetings
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INTEROFF C MeMIOrRaNDuM

TO: Product Line Managers DATE: April 22, 1974

Operations Committee

CC: Bill Thompson

FROM: Lou 3urke
DEPT: <Corporare Planning
EXT: 3948 LOC: pK 3-2

SuBJ: LONG RANGE FORECAST 8Y PRCDUCT LINE (By System)

Since the beginning of calendar year 1974 we have been working with the sroduct lines
to collect long range forecasts by system by product line. The first iteration is 80% complete.
Attachment | is a status report by product line.

What are these forecasts to be used for? (Current and Future)

~-Currently

1. Communication between the Produc: Line and Development

It is the beginning of a formal means of communication and transnittal of
commitment between the product lines and developme nf.

-It facilitates the product or development mancger: obtaining his new produ ct
forecasts because a base line forecast will aiready exist. It is easier (Example:
11/55 Forecast, Product Manager Jchn Misialek) to delta (plus or minus) a
forecast due to performance changes, cost/price changes or time phasmg-m
if a base already exists.

2. It is a view of the outside world from a marketing viewpoint.

-Future

1. It will be the basis for eventual Long Range Product Lire Business Plans of which
the forecasts with their associated mix will become business volumes.

2. The aggregate of the product line forecasts (business volumes) will be the basis
for a DEC Long Range Plan.

-3. Field Service Plaming-~How mdny of a certain type product will be réqu?red to
be installed? Wher?

4. Manufacturing=- The volume and mix of preducts thar will be needed in the future.
Facilitates manufacturing planning. :



Long Range Forecast by Produci Lire (&y System) Page 2

The overriding consideration now becomes that of cuality. YWhai's needec is a review of each
product line forecast by the respective product line management ro ensure consistency, proper
time phasing-in of all new products, wish iists-- in other words, requests including volume

and a general description for any new product or enhancement that doesn't appear on the hew
product lists, assumptions and ar expression of some degree of confidence.

Attachment Il is @ random sample of the end product of the iong rarge sys tem forecast. The
sample was LDP. We ({the product lines and |) have been committed fo publish the first
forecast by May 17, 1974. Included will be:

1. System forecasts by various configurctions

2. Dollar volumes from the above

3. An explosion from the systems forecasts of the various
options within the systems,

This is not a one time project but an or~- going part of forward year planning. This forecast,
in rotal, will be updated a minimum of every six monti: and individual product forecasts
wilt be updated whenever a new product business plan i; issued and its forecasts supersede

a particular forecast on an irem or system.

/a
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DECComm

OFM .

Corp

ILONG RANGE SYSTEM FORECAST BY PRODUCT LINE

- STATUS

Caompleted 1st
Tteration

Completed 1st
Iteration

Carpleted 1st
Iteration

Canpleted 1st
Iteration

Completed 1st
froration

Completed 1st
Iteration of *11%
Forecast

Group Currently
Refining Market
Targets

STATUS REPORT

WHO DID IT

Del Glover

Mike Shah
Dick Finn
Jim Davis

Dan Riordan
~#Tom Barnett

Mike Mancuso

“(Roger Cady
‘Dave Stackpole

¢ uoe Meany
L Dick Testa
Mike Tomasic

ATTACHMENT T

COMMENTS

Must pick up (1) GT 40 to 45
(2) Time phased system add-on
projections (3) More detail on
software breakdown (4} Better
phase in of new peripherals

Needs: (1) Potter phase in.of
new product (2) Time phased systenm
add-on projections

Neads: (1) Time phased sysiewn
add-on projections

Needs: (1) Better phase in of new
products (2) add-ons for busi: s
system

Need: (1) System Cons. detail for
% Bus. (2) AJd-Ons.

Need: (1) Configuration detail o
11/45, 11/55 (2) PDP-8 forecast {4}
More peripheral detail or: mid-raige
11/40, 11/45

Group Meeds More Time

4/18/74
Iou Burke
Corp. Planriiix
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Exhibit | represents the long range forecast by system configuration. Although
LDP sells many more configurations, the buix of treir business can be captured
with 10 to 'I%ﬁonﬁgumfions'.-- Ten cre used thus far. The configurations
labeled NPL' /designate the phase-in point of the new "11" processors.

Exhibit Il shows how a configuration changes with time. Note the phase=in
of new products.

Exhibit Il is @ product c.plosior, wnich is the result of multiplying the system
forecast number(s) times the configuration(sj. A very simple cenfiguration is
chosen here, a large laboratory system, an 11/45. In 1975 the 11/55 is phased-
in and in 1977 the 11/85 is the new product which repiaces the 11/55. -

(1) NPL = New Product Line



LA

LXHIBIT I

LONG RANGE SYSTEMS OKZCAST SUMMARY (UNITS)

TY 75 EY 76 7Y 77 FY 78 FY 79
DEC -LAB 11/10A . 360 570 713 704
DEC LAB 11/10B 285 451 565 705
DEC LAB 11/10D 206 227 408 511
11/40BE 164 153 42
11/44BE - NPL - 76 250 367
GT44BA 157 106 7% -
GT44BA - NPL - 52 150 219
11/40BC 59 63 16 -
11/44BC -  NPL - 27 163 147
11/L50BE 163 74 22 .
11/L55BE - NPL 52 141 72 10
11/858F - NPL 3 - L2 n 258
VT55 500 2825 4250 5445
SE 264 140 25 - ]

f:'./‘ K

See Exhibit II and III



LDP

LARGE $YSTEM EVOLUTION

FY 74 FY 75 FY 76 Y77 FY 78
CPU 11/45 | 11/45 11/55 | 11/45 11/55 |11/45 11/55 11/85 |11/55 11/85
Memory /
Core - -- 32K | -- 32K - 32k -- 32K --
MOS 16K 16K - j 6K == ( 16K == 32K - 32K
Bootstrap DB [ }T —
7 2
Disc RKT1 - RKO6'L _R_l_(Oé() >
Coni | Cont ]
TAPE TMIT | TMIT TMIT| TUI6 TUis 5
-Cont Conit (
Printer LA30 | LA36 LA36| LA36 LA34 >~
Control Software
Operating Systems
RT11 1.0 — ? ?
RSX11D -- \ |
RSXTIM -
DOS - ? ?
Languages
Fortran IV 1.0 >
Quantity -- 163 52 74 141 |22 72 165 10 298

These are system configurations|11/L50BE (11/45),

Exhibit 1. :

(1) 1RKO6 with contiotlers |
(2) 2 RKO&'s with controllers

11/L558E (i1/5

), and 11/85BE (11/85) ! See

4/22/74
L. Burke v
Corporate Planning



SAMPLE : : EXHIBIT 111
PRODUCT SUMMARY

1975 1976 1977 1978 1979 1980 TOTAL

CPU's T , T T T T T
11745 163 74 22 - N/A N/A
/55 52 . 141 72 10 ’ ’

11/85 - - 165 298
Memory |
ore .
T11/45 16K - - - --
11/55 32K 52 141 72 10
MOS: |
11/45 16X 163 74 22 -
11/85 8K -- o= 660 - 1152
pasp™ |
RKO5 ' 215 74 N -
RK06/Cont - 141 359 308 ;
RKO4/Spindle - -- 165 298 |
TAPE |
TMIT 215 - - -
TUT6/Cont — 215 259 298 o/

(1) Direci Access Storuge Devices

4/22/74
Lou Burke
Corporate Planning



~ Printers

LA30

LA36

“Software

’;Opcrating System
RT11

(10 Equiv)

-lLanguages

ANET FORTRAN 1V

1975

215

215

215

215

215

PRODUCT SUMMARY

—
I
I~z

94

1657

308

10

2987

308

EXHIBIT 111

Total

4/22/74

- Lou Burke

Corporate Planning
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TO: Phil Lout

cc:

SUBJ:

NTEROFFICE MEMORANDUM

CATE: April 12, 1974

Gordon Bell/ FROM: Larry Portner :
Bob Puffer o 4
Dick Clayton DEPL: pl?lé'

EXT: LOC: @4.

Phil, would you please publish a schedule of the
various Woods Meetings related to software and
hardware planning and strategies. Would you
update this schedule periodically?



5.

UROANLTZAT LUNAL PRIURLTIES

PRODUCT MANAGEMENT

A,
B.
C.
D

DEFINE THE JOB

DEFINE THE ORGANIZATION
FIND THE MANAGER

FILL THE VACANCIES

PLANNING STRUCTURE

Al
B.
Cl

UNDERSTAND HOW PLANNING WORKS
DEFINE INTEGRATION + REVIEW PROCESS

FUNCTIONALLY INTEGRATE THE FIELD INTO PLANNING +

REVIEW PROCESS

STREAMLINE DEVELOPMENT PROCESS

A,
B.
C.

D.

LOWER OVERHEAD
EscALATE Q.A., DOCUMENTATION QUALITY

INTEGRATE SWS REPORTING ANALYSIS INTO PRODUCT
PLANNING + DEVELOPMENT

INCREASE PROCESS TECHNOLOGY

SOFTWARE SUPPORT

A.
B.
C.

REPLACE BrRunNo DUERR IN EUROPE
GET BRUNO HERE

NTEGRATE SUPPORT PLANNING INTO PRODUCT
ANAGEMENT ROLE

ACCELERATE MAINTENANCE (SUBSCRIPTION SERVICES)
ACTIVITIES

FoLD SOFTWARE COMMUNICATIONS GROUP INTO SWS

COMPUTATIONAL SERVICES

A
B,

TRANSFER OPERATIONS GRouP TO PUFFER

STREAMLINE SOFTWARE DISTRIBUTION CENTER,
TRANSFER REPRODUCTION AND DISTRIBUTION TO
MANUFACTURING
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R Tk Grovn— = NnTeamlonds  5./3,

‘ .
> DI1GTITAL INTEROFFICE MEMORANDUM »=>FILE COPY
-~
PAGE 1
SUBJ1t 00D PRIODRITIES DATES 2UmFebm76
- FROMy GORDON BELL
EXt 2236
M5 ML1g/ASY
-
COMPANY CONFIDENTIAL
-~ ABSTRACT) Proposed 00D Very High Pri{ority problems to be solved

by Gt FYTT,
.~ Tet QOD
People/Products

Disk (RP,G6S,G6GB,RC, (MA,HL))

Problem stated, solutionr
outlimned, and assigned,

P Y
Systememess (LP,RC)
-~ Tape (RF) »= Plamn in Jine with needs
Terminals {ntegration {nto
-~ 00D (GB,RP,EC)
Prodycts (strategies)
P LY 2 XX EN TR R 2R N X K |
Low emnd strategy (RC) »w Get out of planning,
-~ Termimals strategy (EC) = State problem, define arch,,
sell detached kevyboard,
{ntegrate with low end,
-~
Multiprocessor work
started (GB,RC,LP) » Get to "ppogram" status
-~
VAX direection and sales
(8D, LP,RC) 0 ve el dao
.= Sl P -
-~ L, cﬁﬁﬁ‘a(fc):“""(a)“)LP)JD‘“‘-%S) Bus /PMs oach Qus Uvs S8BT + VAX
--------r- m Vo (.Sl'-ll.
-~ Budget overrun crisis Dat. B .
(PL,sRC)
-~
Process
-~ Red Book (LP, LW,JB)
V’“ "Charts” (RC,WT,JB) = Get ready for Apri{) phaseover,
[
Product Lime interface?
FeSy interface?
-~
v PR .visd
-~ 4



*
v

SUBJ1 00D PRIORITIES

Mamyfacturing interface?

Policties
veosEeowew
Resource allocation across (t,8size,
Make vs Buy (JB+JC,PL,GB)
v Emg, vs support (same)
p// A permanent Policy Manual ( §6')

GBim}¢

DATES

PAGF e
cimFebm76

FROMg GORNON BELL

Level=cfeintegration)



DIGITAL CINTEROFFICE  MEMORANDUM - e FILE CORY -

FAGE 1!

SURBL. JOB DESCRIFPTION ' ‘ - DATE: 19-Jden-76

FROMG GORDNON RELL

EX:
MS e

Refi: Jack Brown
Totr Dhstribution

Jaok would like to work at DECy but would like to get s
better understanding aboul the comrany before taking on a
rermanent Job. His current thoughls are srobablg in
something like & sroduct mansgery or & eroduct line srofTit
(mavkel) aresa managery or rerhars an endineering manssgemnent
doti.  He doesn’t know for surey but would like to get Lhe
undervrstandinsg first.

Jack would like to work in this caracity 612 months.

I have sn dmmediate soasl of wanlting hels to mabke an
extraordinary Redbhook this time. MHoerncey he would

&

work with Phil snd I oin seversl caraciliesd

ol
i1 ot

1. fActing s a lisison wilh some of Win's srodl
Yimnes to collect ineuls for sustems. He

FerTorm anw intesgration that would lose informationy nor

would he asdd any informastion -of tis owne thal would add

MOLsE, The ozl would be Lo mnske conflicts asmons
grocuct Limese anog witoin sroduct 1 el b hwesn

-
ol
Sonard e T P T R Vo
SENiGTEL #@NHBinwaeriiim Vi

e X KO
FARE S L R W V) de e

2 He would work witn uzs on the rroblem of PG

515 I have 3 6 L Terent waws
of looking st the dastes this time that I think would
siznificaenrtly Tocus bhellter on understandng How we
versus where Wwe sfioulad srends | There sre alszo euestions
albwslt 8 refined alsorilbm. We have never (due to time?
Iooked thet carefully st the slany bult have Tooused on
getLbing it done. ' ‘

3

3. Gereral review as an oubsider, T obtndrk we would v
gol sl le t o Lhe gain we heve Trom the consultant (e.3

<

<
BUGYy 1 want to vesllw look hard this Lime al some sreas

13

wWe saxw We need Lo work ony dincluding mabe wverous Duge snc

sration are we al?

what lavel of inte

4 Work ss the desisner of the magic chaorlts Tar endinee
I have hesrd that BLlL Thomsson ds Lo feve somebhing on
thas by Juner wel I havern’t seen 8 5900 Simee this is

g rrebly conrlicaeted tasicy and one bthat

Frame. I would Like to see whalt il is. T owould

o also somewhat
vasuey L seriously dount that 4t csn e dome dn the Lime

2236
ML12/7A51

st atlany

w

oo o . a1
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Diclk Clawston
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MUMoOory (At .4
revision_____ . JAN 21 1975
Page 1 ot A

DATE: November 20, 1975

SORPORATE | mom 3ok e

,.avJ
.

= Al YT 4515 ;
"%ﬂ}.h@y EVE Wa@RANQUM E;E/MNLSTOP: ML 12/1 A-5Q

SUBJ:

MARKETING COMMITTEE/OOD INTERFACE

DEC's product strategy is determined through an interaction of
the Marketing Committee and the Office of Development. The
purpose of this policy is to define the formal procedures for
product decisions between these groups.

SU%M%RY

Interaction regarding products occurs at two levels:

- the strategic level
~ the individual product level

Strategic review will consist of:

Continuation of the process started last spring with thn
Red Book strategy.

Name;y on a semi-annual basis:

Propose updates to strategy - 00D

Review strategy - key Product Lines

Approve and/or require - Marketing Committes
changes tC strategy

Individual product review consists of:

Institution of a formal review process in which the steps

are clearly defined and which allows considerable flexibility
regarding the time investment by the various managemernt
committees in the Company. The recason for this is that

not every product is a hot issue all the time and this
feature allows focus on the hot issues.

INTERACTION AT THE INDIVIDUAL PRODUCT LEVEL

This is the process waereby business plans for the major products

are prepared by the Product Manager and reviewed. The intention

of this process is to communicate the most amount of information with
the least amount of hassle. A six to cight page business plan
surmmmary will be the information that is circulated. Supporting

~information in excess of the summary will be published in an

e S TS LS T b oslie i

Corporato Pelicy Memorendums are proparod at tho reguest and appioval of tho Operalions Committes. This

Policy was prepared by . Phil Lault ~ bnaglncering Finance |

v/ho can answor quasuons concorning the cantants. Managers recciving the Policies should co"n'nunlcala lthem
within thelr group. :



REVISION ___
Page 2 ot 4
DATE: November 20, 1975

i

Pres - Prren N - FROM: John Fish.er
f”’@ﬂ@@ﬁﬁ Fm ’ DEPT: Administration

5 A , N . 4515
@1 E@Y E}f FY\J @ JE\EEUM %E/MAILSTOP: ML 12/1 A-50

appendix that will not be distributed but will be available upon
request for the pecple who want it. Attached are a summary flow

- chart that describes_ where the information goes and a more detailed
chart that shows content and purpose of the various documents.

PROCEDURES

There are a’'couple of things that we can do to make the process
effective: -

l.- Documents will be distributed to the various groups and

committees. An oral presentation will not be scheduled
unless requested.

2. One O0OD Staff Meeting per month will be set aside for
review of business plans.

3. Prioxr to OOD approval (where shown on the summary flow
chart), the business plan will be distributed to OOD.
members and to cognizant managers in Manufacturing,

Field Service and Software Support, as applicable. A
minimum of two weeks will exist between distribution

of the business plan and the scheduled review at 00D.

The purpose of the two week period is to allow recipients
of the business plan to review it in their groups and to
decide whether to call for a presentation by the initiator
at the next 0OOD monthly review of business plans.

4. The process can start in two ways. In cases where the
proposed product is part of the approved strategy, all
that is needed is distribution of the applicable section
of the strategy document as notification that work 1is
starting. In cases where a product that is not included
in the current strateqgy 1is proposed what 1is reqguired to
start the process is a brief (two page) document defining
the business and technical justification for the proposed
design.

For certain Key products our policy encourages competing design
efforts. Funding in such cases will be limited to prototype
development and a choice between the alternatives will occur
before funds are comnitted for production start-up.

=C 1

Corporato Policy Memorandums are prepared at the request and approval of tho Oporations Commitiee. This
Policy was preparad by __ N

v/10 can answor questions concerning the contems Managars recsiving tha Policias should communicate them
\hiﬂ.n 1huh b(vdp :

3-(584)-1020-N375
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Distributicn of Prouuct Planning Information CORPORATE POLICY * *
MEMORANDUM N
Summary Flow Chart NUMBER 75-8 .
PAGE -3 of 4 ) Y
Phace ) -
L product Phase Name Flow Chart for Written Material
_ None Before the beginning Semi-annual strategy update reviewed by key Product Line Manaqgers. L . o -
Approved by Marketing Committee. X
[¢] Preliminary T™wWO Page o0D for PLM & MC for
pPlanning - Rcugh Plan —>»{ Approval ————3! information anc
! . ' | 1{ requested, .
L for review, .
1 Design . Phase I P5G for oCD for PLM & MC -for
. . Business Plan % Opinion | —P Approval P! {nforsation anc
if requested,
£or royinw.
. e ey
2 Prototype Build Phase II PSG for oD for M/E Committee PLM
and Debug Business Plan Opinion information for Approval for inform-
Including -__g__§> e B4 and if re- . o _————igy ation and 14
Manufacturing quested, for .| requested,
Plan ‘ review, { for fCVieU'
3 Production Pricing PLM & MC .
Start-up Proposal P for Approval ,
4 On-golng Changes in preduction rates ara cansed by and monitored by
Production the forecast/commit system. Charges in price are approved
2t PLM and Marketing Committece. Product life data is re-
viewed quarterly by product managers for any indicated re-
quirement to phase out products.
The purpose of this chart is to list at the summary level, the four phases
of product development and tc show the written material that will ba -
published at the end of cach phase.
Phil Laut . )
3/17/75 .

J/ale



| : . ’ CORPORATE POLICY
! : . Distribution of Prodvct Planning Inforwation MEMORANDUM .
- . - . NUMBER ) 75-8 S
. Chart 1 . PAGE ' 4 of ( "
e, oo
, iccumentation
L Flanning
Eventa liceded . and Approval
VT L0 ProYyress te Progress Originator . Events that Cccur
i ] Prase Sane to NMexht Stage to Next Stage Furposs of Docimentatien of Documentation pPouting cf Documentatien Curina this Thase
Gefare the Idea - Ganeratloen None None Kone ) None
baganning of Develeopment Strategy .
Prelizinary Generation of brief Tvo pager To allow early managemert review Product Manager/or rroduct Manager , or initiator, sends | Appolnt Froduct Manager.
] Planning | ereliminary plan (preliminary of new desiqns. To communicate initiater $£° to 00D, (Phil Laut}. The two pager Establish Cesicn teax.
‘ plank. to 00D arnd the rest of the Company Procduct Kanager not | wlll be reviewed at monthly 00D and_
i UOL Approval about what is being designed. To appointed decision will be cowwmuniceted to
I allow determination of whether preo- crigirater. Subscguent distribeiion
josed design agrens with current to Bill Trhospson for Markezing Ccra.
strategy or whuthor strateqy nceds s’ and Froduct Line Mgrs. Ceomm, )
to be revised. i
Design Chose implenentation Phasa 1 To commuricate the anticipated Product Manager Procuct Mar.ger presents at Froduct | Generzate spaciflicaticrna.
for design Business Plan. | business impact of the projosed Steering Greup (MIG) .  Preduct Manager Covpnlete faper cCesign.
1 1 OCD approval implementation. Businees Plan at sends to O"D (inkil Laut) fer approval. Zuild breadboesrd.
thin stana would have firm cata cn | Thage I Tlan wiil be re- iDerign review.
i ‘ the technical characteristics of jviewed at maninly 0P and decision ;
' ; the proposed prodict, like per- j will be corrunicated Lo eriginater., 1
formance, features and cost and Subksequent distrikution to Rill |
firm data on enginecring expenses. Thomrson for Marweting Cormittee !
i Volume, price, co3t and reliability and Product Line Manajer's Committee, :
0 {nformation will by nature he pre- i
. ! imirary. !
Protosype i Cperating Chase II To comrunicate final Business Plan Product Manager Product Maniger presents at Product | 2uild and debug
2 tuild and cebdug ¥ Prototyps Busincss Plan for the product kefore the rojor Manu[ucturing ¥gr. Stenring Group (PSG), serds to OOD prototype.  Dozicn
! including capi'f‘.al equiprent and inventery (Fhil Laut) for information. Sus- iof ®anufacturing
: marnufacturing comritments are mxde. 10 comm = sequont distribution to PLM. R iprocess. Buy initia’
. Plan. nicate the plannel steps to achieve M/E Cozmittea . approves (Arny (tooiing, Famufactu:
: M/E Committee high volume manufacture. Goldfein). icoLt estizate by ccsu
: Approval raccountina. ,'
. H
Produ-~tion : Pricing Chtain apcroval from Marieting Preduct Monager LY Committen . st manulacturine
k! Start-up ! : Proposal Coermittee for the prlce and . Marketing Cermittee /Bill Thorpson) . i
i i Mark?tan announcemerit of a new proaduct. roducticn. Buy
i Committee coling. ;
; Approval rarxeting
E
On~goin [ Changes in progduCticn rates &LC CRUSET by o -
& p:;_g'ucf_?cn : ronltored by the forecast/comit system. Changes in Product Manager PL"'_ Comrittee
‘ price are approved at PLM and Marketing Cormittes. Marketing Committee
! Product life data (s reviewed quarterly by product
H manzgers for any indicated requirement t¢ phase out
i products. 4
‘il Laut
V1TSS
‘sle
.
) $

A
!
.
i
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digital INTERCFFICE MEMORANDUM

SUBJ: Strategic/Management/Qperation Controls Reporting
and Control Systems and Their Processes--Q0D Level Inventory Manual

TC: Stan Pearson DATE: 28 JAN 77

CC: 00D FROM: Gordon Bell
Bruce Delagi DEPT: 00D
Bill Thompson EXT: 2236 LOC: ML12/451

¥e have been discussing the need to categorize and set priorities on the wide
range of reports, ccntrol systems and processes that various people expect of
CCD. Wwe recognize that we nave not been clear or consistent on expectations,
goals, and priorities on such things as: yellow book, project process plans,
scnedule reviews, magic charts (engineering), project reporting systems,
monthiy status reports, etc.

Could you ccllect and clearly summarize the various existing desirable
rep orts, control sys*ems, and processes; put them in the form of a basic
‘coqe ezf menual with the apprecpriate section headings? Pnil did an
ering Information Locater" that might be of help in starting, I
vt}

"Engzins RLAN]
identi? he item (e,3. yellow beook) zand its gozls. The lovel should serve
OC0 Vice Presiaents in external communications, inter-group functions. I

would hcpe 1t could be used down one or two levels so 1 could look at projects
ana pe-icrmance.

I would like to know what to expect from the Vice Presidents as to formal
ccmmunications, and goals--Win has a good scheme. His managers issue
quarterly reports against their goals. Please get a recent copy of his to see
whether it can be used within OOD.

The process characterization is a part of this compendium. Could you also
identify them as per my January 18, 1977 memo (attached); and get any of the
Corpcrate cnes from Bill. The EDP tools and reports are clearly another
section. ’

Dick, Bob, and Larry believe it is possible to collect, enumerate, and then
clarify the goals of the various reports, prioritize them, and breath some
auch needed 1life into 2z selected service of our many adninistrative and
control tools. They would like to complete the summerization by February 8,
and nope for formal OCD prioritization and goal clarification by February 18.

GB/ajf

Attachments
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DIGITA AL INARECEE 0 RO DUN ’3 bﬁz st D ‘{ )
PAGR_) ;7
St 1 eSS NATE: T=12-75 ¢ )
Fpﬁh‘: G() 8 ¥ B . i L
FEX: 2236 4
MSe ML12=1/A51 )
* ¥ L . % LR * * LI N L R T LI S S ¥ o® # L ®
TO: ALLAY KENT MR =2/E17 T
N T S ST T S S S S 2 T T T T Y T B )
Sucject: "norass of Process treoceriures, Product Stancard, /4710/l/ ¢ )
Business Plan Farrats, etc, , -
, —
To: Dpistrirution - )
/
Althonan T loatne to suziaest {t, T telieve +e need Savetr{in=z _
that resemcles a rolicies ano crocedures nanual, )
Official Document Placeroldars:
DO g e g T W T W WS W I dy A IR W W W W )
*», DEC Stansir-ds ded)l =itn potn rroguct and erndirneerinn
process (2q, scnediule format) stardrras, 3
1, The OO Hzndooox (s ore cut which exrlaing tre werkinus of
Engireering, tut it is arossiv incomnlete, ans mow nut of )
aate, Thnere Aare also 7Aanvy ad/hoc ~erwos (eu, the Tavt/Rurke
Jnahnsan ungates wmich descrinme rnlan forrats) (e pTpblens,
product 3ooroval orocenures (ea, Pril’s {nterface te thne ¥
ttarrketina Comnmittee for product aponroval), 1Tre meTces
that descrine the current status of the PSG crarters,
as well as other arounr charters were nlaced trere once, 3}
2, ¥e 3lso try to vut certain rrocedures in the Corporate
Personnel Policies tanual, ravrticularlyv when {t anvlies \ )
to the whole or7anization (ea., lonorariaj, 'andfpf
o ) (,w‘bMJ/
3., The FKnnineerina Inforwaticn Locator nelrs - 7/ 3
' to find reecorts, etc, vut should nov te jmcomnrlete,
4, The Enoineering Handbeook is ur for redo and it dces a Q914‘ﬂ57 )
way toward heloina, 1s trere a rperson availanle now ‘kﬂ“b
to help undate the tnolreerincg Hardbook?
| flaie )
Software Cnaineering {s tendirgs to nyulld its set of rrocedures, )
formats, etc, and wnen cther enzineerina Arours (e.d. P/L £ e O
Fnoineerina) 7et sroanized they®ll do the sare, b‘ dg"” ]
Generally I°n concernecd arout trese because the -ost recent work }ﬁ& Y
often overlooks and overlars nrevious w%ork, often rpecsuse the 7614/ ]
eariier document simely ¢3an’t re retrieveo, This hurts in another 7
~— Aﬁ/a{.m ¢

4

O



Digital Interoffice Memo

sz2t: Corporaticn ard CCO Colendar of Synchrengous Processes

To: CTD Date: 12 It 77
truzs Delz-i from: - Gorden Eell
2ill Trezrnson ceot: C2D
Loc.: ML1Z-1 FExt.: 2236
CC: Xe#n Clsen

F/U 1/31
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Diok/trnin/23i11 Thomnson - Bill's Ergineering Magie Charts or mine (since
is probzbly won't even make it)

f= i o s]

- Prciuct reviews

Lrnis - Tellow Fosk (repertingj; znay cther reviews? Quarterly financial
reviews; Ccxzputztional resources.

gohn Meyer/5, Eeil - Szlary planning/perfornznce epprai

=

{n

al/gozl sctting

Jin - R a2nua Acvanced Development plan and revicw

Fob/Jerrn Meyer - Orgznizaticnal plans and space

w.Eell - Junzie meetings
Bruce and Eill, e¢zn you help us here?

GB:1jp
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19
SUBJ. PRODUCT BUSINESS REVIEW(S)
This memo is in response to G. Bell's request to Stan Pearson and others to

come up with a common format for Product Business Reviews to make the reviews
more “visible". This memo has been prepared with help from Stan, Bruce, Frank,

and Arny.
0. Proposal

I recommend that OZD set up a products committee as described below
(paragraph 2.b). The purpose of the committee is outlined on Page 2.

1. Common Format

The attached charts (Appendix A) are an attempt to standardize the
format of the Business Plan Reviews. I would like to ask if the2
objectives and methcdology are reasonably consistent with what 07D
has in mind.

Content

The idea is to review the previous plan against results to date
and current expectations.

Time & Format

Reviews should be about a half-hour in length and provide open

- communication. There should be a fixed format for common questions
and a free format to accommodate product specific messages that the
Product Manager feels appropriate.

After hearing from you I will incorporate any comments you may have,
communicate the results to the Product Managers, and set up a schedule.

2. Visibility

a) The best way to improve the visibility of the review process is to
hold the Product Managers formally responsible for their plans
and judge them on that basis. This implies that (1) the corpora-
tion wants to manage itself in this dimension (as well as all
other dimensions it manages jtself); and (2) that a product
management organization will exist with a manager or officer
responsible for the overall success in that dimension.

b) Assuming you don't want to make such a drastic change, the next-
best way to make the process "visible" is to tie it into the
Business Plan approval process. From the corporate Green Shget
#75-8 (Appendix B) Business Plans are the vehicle by which 0°D
formally approves a project. My impression is that 00D has not
been active on this matter for some time.
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Product Business Review(s)

Visibility (continued)

If OZD was active in Business Plan approval, and if there
was a recognizable feedback path between the Business Plan
Review process (old plans) and the Business Plan Approval
process (new plans), the review process would have all the
visibility you could wish. The most easily recognized feed-
back path is common people involved with the review and
approval processes. Also necessary is an approval process
with "teeth", that is, all programs are reviewed and require
approval to continue.

A Products Committee

If 02D cannot dedicate the time to be actively and sincerely
involved in a B3usiness Plan review and approval process, I
suggest you delegate it and set up a Products Committee
responsible to maintain the process. My recommendation is
that a committee of Arny, Stan, Bruce, Frank, Larry Wade,
Bi1l McBride, Glenn Reyer, Dan Riordan, Al Huefner,

Abbott Weiss, and one person from the Sales/Service organi-
zation be set up to conduct Business Plan Post Partum Reviews
and new business plan previews. Since I am pushing this idea,
I will initially chair the committee and make the reviews
happen, I will as% Myron Kandra to be the secretary, and we
will pass on to 0°D our conclusions and recommendations (one
page maximum or by oral report) to 00D for your action and
information. The results of these reviews will also be
published in the Yellow Book.

The purpose of the committee will be to provide Product Managers
with a defined forum for reviewing business plans, to provide
planning people with a forum gor reading the mood of the
corporation, and to provide 0°D with a mechanism for testing
their program plans.

Should you wish to do neither of the above, your personal
attendance and interest in the reviews is essential.
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MARKETING REQUIREMENT
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PRODUCT REQUIREMENT
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Distribution l[:)RE?TM Arny Goldfein ’4’,] ‘

Engineering 19

01
LOC/MAILSTOP. 5 _5 /216

SUBJ. BUSINESS PLAN REVIEWS

I will shortly be contacting you to schedule a date for you

to review your business plans with 0O0OD. Business plans are

an important part of OOD's control and ccemmunication processes.
They are critical for communication with engineering manage-
ment, manufacturing, finance, and the product lines.

Paul Bauer has prodiced a list of products, their phases,
and FCS dates. I'm going to call upon you in reverse order
of FCS. Paul's memo> with the list of projects, phases, and
appropriate review periods, is attached. If you disagree

with any of the contents or want to enhance the list, feel
free to call me.

I am going to schedale the 11 CPU and the Memory Options next
month.

Gordon has written a program, which is being enhanced by Mike
Mitchell in our EDP group, to allow you to generate the phase
zero 2-page summary (with financials, on-line) at a terminal.
Please contact your F.A. if you want help or assistance in
using this program. The phase @ summary should be available
for every product which is at phase @ or later.

Copies of the draft DEC Standard 130 are available from Paul
Oor me ... if you need some guidance as to how to structure a
business plan.

Att.
/dl
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10.
CC:

SUBJ,

Arny Goldfein DATE. 14 Jan 77
Distribution FROM:  paul Bauer
DEPT,
EXT. 6581

LOC/MAILSTOP.  yp 1-3/E38

OOD BUSINESS PLAN - APPROVAL PROCESS

Per your request, I have polled parts of Central Engineering to compile
a current status on business plan approval. Attached is a schedule of
projects, and when they c¢ould/should be reviewed by OOD.

For purpcoses of consistency, the phase 0 plans should be the two pages-
one page a completed Eng.ineering Project Survey (see attached) plus one
page Option Products. Phase 1 plans should follow. The outline attached
contains an updated project survey and option brochure. Phase 2 plans

will be the full plan per DEC Standard 130 (which we are currently
preparing) .



PROJECT PHASE
LCG
TOPS System 20 2
TOPS System 20 3
TOPS System 10

VAX
STAR/STARLET
COMET/STARLET
PULSAR

11 cpuU
Multi Processor 11
11/34 Enhancements
11/70 Enhancements
Uniplex
PDQ
Tiny 11

Fonz

Annie Oakley
LSI 8
Krypton

Memories
Star Memory
11/70 Multi Print
MF20
MS8C

Communications
(Tony Lauck will advise)

Terminals
LAl120
VT100
LPl4
VT62
ILAOO
LOP

Disks
RROG6
RLO1
RMO1
R8O
RPO7

Tapes
TU?77
TS04
TM78
RX02
TAxXXx
TAQuU

04
04

03
01

-

Feb
March
April

03
Q1 FY78

Jan
Jan
Jan
Jan
Jan
Jan

Apr

Q3

Jan

Jan
Jan

an
Jan

Jan
Mar
Jan
Jan
Mar
July

June
Q4

o3
Q3

Q3

PRODUCT MANAGER

D. Kiarsis
D. Kiarsis
D. Kiarsis

B. Lacroute
D. Best
G. Plowman

M. Johnston
M. Tomasic
J. Carnes
H, Fineman
W. Vignault
D. Dezzani

L.Halio/D.Dezzani
D. Dezzani

G. Cole

A. Dziejma

M. Gutman
M. Gutman
M. Gutman
M. Gutman
D. Cotton
A. Dziejma
D. Cotton
M. Wurster
D. Cotton
D. Cotton
S. Qrr

W. Galusha
K. Smith
S. Orr

K. Smith

E. Siegmann
E. Siegmann
E. Siegmann
C. Ju
C. Ju
C. Ju



PROJECT

CAD

Idea

Software

RT

RSX-11D
REX-11M
RSX~-11S8
RSX-110/1AS
RSTS

TPS

PHASE
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Pekin

Ham
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INTEROFFICE MEMORANDUM

To: G. Bell ___ ML12/A51 DATE: 4 JAN 1977
” D. Clayton ML3/E71 FROM: Stanton Pearson %
L. Portner  ML12/A62 DEPT: 0¢D Planning Siom,
B. Puffer ML1/E38 EXT: 2424 N R
LOC/MAIL STOP: ML12/E13J4w 5,

RV Ry 1N
N

SUBJ: OP COM PRODUCT BUSINESS REVIEW (S)

This memo is in response to G. Bell's request for me to outline the purpose and sche-
dule of product business reviews to the Operations Committee. (attached)

The attached program is based on what I would want if I were reviewing the product

business outlook. Before going further I would 1ike to ask if the objectives and
methodology is reasonably consistent with 02D views.

Briefly:

The idea is to review previous versus current prediciton of business results based
on potential impact to existing plans.

Reviews should be about a half hour in length and provide open communication. There
should be a fixed format for common questions.and a free format to accommodate product
. specific messages that the product managers feels appropriate.

The next steps are to incorporate any comments you may have, communicate with the
Product Managers, and set up the schedule.

Attachment

SHP:ssc



SCOPE:

METHODOLOGY :

DRAFT PROPOSAL

Please comment to S. Pearson
ML12-3/R62
X 2424

Product Business Reviews.

Implement a process that will give visability to
Central Engineering Products that have potential
impact on current or future business.

i

All Centrally developed Products.

Coordinated by 02D strategic planning.

Product lianagers responsible Hr individual
review content.

Product area's will be scheduled one per month
on a three month rolling schedule.

Product selection will be based on perceived
impact level.

Audience will be the Operations Committee and
Product Line Managers Committee.

Review time will be targeted for a half hour.

Format will be part fixed and part free form.
The fixeda portion will be structured to answer
predefined common guestions. The free form
will be the Product Managers opportunity to com-
municate any messages unique to the particular
product area.

The reviews will be structured to address the
following guestions:

1. Procduct Message - What are the unique sell-
ing points about this product relative to our
other products and those of our competitors?

2. Competition - Who are the key competitors?
Who 1is the major competitor and what is the
product comparison in terms of delta price,



ST,

Page Two

function, performance plus other influencing factors
that may be key?

3. Milestone dates, Market requirement document, Pro-
duct requirement doucment, Feasibility study, Func-
tional Specification, Design Specification, prototype,
Engineering release, Manufacturing release, First Cus-
tomer Shipmerit, Volume Shipment?

4., Business Volume, total revenue and contribution to
date and five-year outlook versus original prediction?
Revenue by channel of distribution to date and five-
year outlook?

5. Cost Factors - the key cost factors to date and
five-year outlook versus original predictions?

6. Recommend variance to existing plans and associated
impact/benefit.

7. Things to do differently next time?

8. Other messages the Product Manager would like to com-—-
municate?
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Interoffica Memo . J\ ;f/ ,ui ,
B ST plopnfibrtond L
' Cordon Bel
bject: Product Manager Review Yisibility ' . O
MOW 171970
/} To: Stan Pearson Date: 10 NOV 76
Frcm: Gerdon Bell
CC: Qperations Committee Cept: 0CD n0e 1975
00D ipc.: ML12-1 Ext.: 2236 DEC 81979
Paul Bauer 1
Ed Fauvre S F/U 11717
Al Huefner 55
George Plowman *§§§

Mike Tomasic
wWe've been asked by the Qperations Committee to make the review of products

vis a vis the Product Managers at the menthly meetings more visiple.

Could you publish a memc¢ stating the purpose, schedule, and the handouts of
the last meeting in the Yellow Book?

I'd also like to get this on the Qperations Ccammittee or Marketing
Ccmaittee 2genda for their information and comment.




Digital Intercffice Memo

Subject: Product Review

Te: Paul Bauer Ed Fauvre Date: 23 NOV 76
Arny Goldfein Bill Heffner . From: Gordon Bell
Stan Pearson Mike Tomasic Deph GOD

Loc.: ML12-1 Ext.: 2236

CC: 00D S F/U 12/7
Ralph Byrd .

Wnen's an zappropriate time to get a decent common format for Product Review
{ala Post Partem) so w2 can pub i%t in the Yellow Book and go Lo Operations
Commitree witn wnat wa're doing?

L managers would like infeormaticn on system size, conponent, ehc.
iburicns. wWaen can our programs be there?



RGPOSA
A PLANNING SYSTEM FOR ESTABLISHING PRODUCT STRATEGIES

MORE CLOSELY LINKED TO MARKET STRATEGIES THAN THE CURRENT

N
=
»r

“RED BOOK" PROCESS,

-



GOALS OF THE PROCESS
(w¢*%u4'6uho\
ESTABLISH MORE COMMUNICATIONS BETWEEN 00D AND THE

-

O\

MARKETING GROUPS.

PROVIDE VISIBILITY AND BALANCE BETWEEN PRODUCT AND MARKET
STRATEGIES., , S0 X
W g
)
N

PARTITION RESOURCES AND PROBLEM SPACES,

« REDUCED HASSLE

« QUICKER DECISIONS

e

+ FORCED CONSIDERATION OF STRATEGIC ALTERNATIVES.

am——
—
—

MAINTAIN STRATEGIC FOCUS BY SYSTEM-SIZE, WHILE INCREASING

RESPONSIVENESS TO MARKETING GOALS.

ACHIEVE A MORE BALANCED POSTURE BETWEEN "TOP DOWN” AND ¥
"BOTTOM UP” PLANNING.‘ >
JOINT REVIEW OF PLANS AT VARIOUS LEVELS OF STRATEGIC FOCUS,
BY GROUPS COMPOSED dF ENGINEERING AND MARKETING MANAGEMENT
(HIERARCHICAL AND PARALLEL COMMUNICATIONS),

ALLOW STRATEGIC ALLOCATION OF RESOURCES BETWEEN TECHNOLOGY

AND MARKET DRIVES.

FOSTER COMMITMENT TO PLANS.




ESSENCE OF THE PROPOSAL K

A PAIRING OF DEVELOPMENT AND MARKETING MANAGEMENT AT SEVERAL

LEVELS, WITH JOINT RESPONSIBILITY FOR DEVELOPING, REVIEWING AND

APPROVING PRODUCT{\ﬂP MARKETING PLANS. FUNDS WOULD FLOW FROM THE

TOP DOWN, ACCORDING TO STRATEGIC ALLOCATION CRITERIAL. AND IN RESPONSE

T0 BALANCED PLANS FLOWING UPWARD, THESE FUNDS WOULD BE ALLOCATED TO
VARIOUS POTS, FORCINS.TRADEOFFS AMONG HARDWARE, SOFTWARE, PERIPHERAL,
AND MARKET ALTERNATIVES AS THE RESOURCE AND FINANCIAL CONSTRAINTS

| ARE ENCOUNTERED, THE PROCESS WOULD YIELD A HIERARCHY OF STRATEGIES,
FROM GLOBAL ALLOCATION AMONG TECHNOLOGIES AND MARKET ALTERNATIVES AT
THE TOP, TO MID-LEVEL INVESTMENT STRATEGIES FOR SOFTWARE, CPU'S,
PERIPHERALS, AND ON DOWN TO SPECIFIC PRODUCT FEATURES, INTRODUCTION
TIMING, SIZING AND POSITIONING AT THE BOTTOM,

THE FOCAL POINT OF THE PROCESS IS "PRODUCT STRATEGY GROUPS”,

EACH PRODUCT STRATECY GROUP IS MANAGED BY AN 00D V.P., AND INCLUDES

Semman——

A “PERMANENT STAFF” CONSISTING OF 0OD SENIOR PRODUCT MANAGEMENT

(CARNES, PICOTT, MILESKI, TOMASIC, ETC.)



V.P. oF ENGINEERING /S

ALINRN
ST\

ENGINEERING

Grour V.P.'s

DEVELOPMENT
GrRouP MoGRSs.,
SENIOR PRO-
pucT MeRrs.

DEVELOPMENT &
ProbucT MGRs.

STRATEGIC

PLANNING

| BOARD
OF
DIRECTORS

PRODUCT
STRATEGY
GROUPS

("EACH GROUP HAS AN 00D

LEVELS

MARKETING COMMITTEE

SENIOR ProDuUCT LINE
\ MANAGERS

PropucT LINE MANAGERS,
MARKETING MANAGERS

\

3

\

\

MEMBER AS "STRATEGY MANAGER") \\\

PSG’s

\\

\\ MARKET &
ProDuCT

\\\\ PLANNERS




BOARD
OF

DIRECTORS

PrRoODUCT
STRATEGY

GROUPS

ROLES
RESPONSIBILITIES

REVIEW AND APPROVE GROSS PARTITIONING OF
$ INTO MARKET AND TECHNOLOGY POTS AND

ACROSS MARKETS; BALANCE LONG/SHORT TERM.

PROPOSE $ ALLOCATION FOR VARIOUS POTS;
PROVIDE STRATEGIC DIRECTION TO PRODUCT
\  STRATEGY GROUPS, APPROVE PLANS OF PRODUCT

\» ESTABLISH “POTS” FOR RESOURCE ALLOCATION;
1

o3 STRATEGY GROUPS,

\EFPROPOSE BALANCED PRODUCT/MARKET

" STRATEGIES; ALLOCATE DEVELOPMENT $
\AMONG HARDWARE/SOFTWARE/PERIPHERAL
\ GROUPS, REVIEW PLANS OF DEVELOPMENT

PSG’s

' GROUPS. REVIEW "“2-PAGE BUSINESS PLANS.
X\ REVIEW PROJECT PLANS; COORDINATE

- PRODUCT FEATURES, CONTENT, TIMING,
TRADEOFFS.

\
\
\




A WALK THROUGH OF THE PROCESS

Step 1

STEP 2

STEP 3

STeEP 4

STEP 5

STEP ©

SteEP /-

STEP 8

OPERATIONS CoMMITTEE SETS NOR TARGET FOR 2 YEARS,

00D PROPOSES CENTRAL AND APPLIED ENGINEERING SPENDING

CUT BY SUPPORT, ADVANCED DEVELOPMENT, PRODUCT DEVELOPMENT,
ETC., 00D ALLOCATES TECHNOLOGY $.

PRODUCT STRATEGY GROUPS, MANAGED BY 00D V,P7, PROPOSE
BALANCED PRODUCT/MARKET STRATEGY TO BOARD OF DIRECTORS.
00D PLANNING STAFF, WORKING WITH PRODUCT STRATEGY GROUPS,
REVIEWS PLANS AGAINST CRITERIA OF NOR, PROFIT,. GROWTH
RATE, MARKET SHARE, ETC. THIS REVIEW 1S TO PREPARE

DATA FOR STRATEGIC ALLOCATION PROPOSAL BY BOARD OF
DIRECTORS (REVIEWED BY MARKETING COMMITTEE).

AFTER MARKETING COMMITTEE APPROVES, $ ARE ALLOCATED

INTO THE "POTS” (PRODUCT STRATEGY. GROUPS). 00D PLANNING
STAFF ASSISTS IN GENERATION OF "RED Book”,

PRODUCT STRATEGY. GROUPS RE-BALANCE MARKET/PRODUCT PLANS,
SET SYSTEM (AND/OR COMPONENT) REQUIREMENTS AND FORM
WORKING GROUPS TO GENERATE DEVELOPMENT PLANS (“BEIGE
Book") ., |

DEVELOPMENT MANAGEMENT (OR GROUP PRODUCT MANAGERS)
INTEGRATE ACROSS. GROUPS AND INCLUDE 00D TECHNOLOGY FUNDS,
PRODUCE TECHNOLOGY PLANS.

BoARD OF DIRECTORS APPROVES FINAL STRATEGIES.
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lCOMMITTEE ?
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A e | REJECT
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} CATION FOR - MARKETING
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| APPROVAL
Ag:f TECHNOLOGY, SUPPORT, R&D, ETC. $
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ALTERNATIVE STRUCTURES FOR
PRODUCT STRATEGY GROUPS

BoARD OF DIRECTORS
AND/OR 00D $

STRATEGY MeR

COMMERCIAL

’

$SOFTWARE

$PERIPHERALS

SLARGE CPU

$MEDIUM CPU

$SMALL CPU

$NETS

STRATEGY MGR.

STRATEGY MGR.

SCIENTIFIC

ol lee || o | [4—

ToMASIC, ETC.)

&ARGE SYSTEMS Mep1umM SysTEMS

$COMM, SOFTWARE $

$SCI. SOFTWARE $

$STORAGE $

$LARGE CPU $ Men. CPU

SNETS $

$APPLICATIONS 5

[ ETC, $
1. 00D V.P. 1s ALWAYS STRATEGY NANAGER
2. PrLaANs REVIEWED (OR FUNDED)
3, "PBRMANENT TAFF" Oﬁ ROD%ET TRAT

00D senior PRODUCT MeMT ARNES,

STRATEGY MGR.

BASE SYSTEM AND
COMPONENTS

ETC.

SMALL SYSTEMS

Smat 1 CPU

BOTH DIMENSIONS. -

GY

ROUF CONSISTS
1coTT, MI

LESKI,

*SY9] LNIWJOTIAZ
40 120Nnaoy

T3

OF



TURNING THE CORNER

\

POT “A”

\\\\\\\JNPUTS

/)

POT “C"

!
POT “B”
Ifigr
//
P
VI-//

DEy. Group Mer.
(or GROUP
ProbucT MeR.)

|

|

1

ey e e o T2 o e

LAN

- 4

/N
: INTEGRATED PROPOSE

APPROVE BY
ProDUCT
STRATEGY
GrRouP

L.

BECOMES.

BEIGE BOOK
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ISSUES LIST FOR 1979 ORGANIZATION PLANNING Rev. 1

FUNDING

Sources
Internal Flows

STAFFING REGQUIREMENTS
Technical
Managerial
Critical Mass

CHARTERS (Clarify Roles)

TOOLS & PROCESSES FOR REMOTE COMMUNICATIONS

OVERALL PLAN FOR IMPLEMENTATION
Restructure
Relocation
Work in Process
Information Flow

REMOTE PROJECT M ANAGEMENT (A Management System for Decentraliz ed development)
TECHNOLOGY TRANSFER & ADVANCED DEVELOPMENT ACTIVITIES

OVERALL TECHNICAL STRATEGIES
Definition
Implementation

STAFF GROUPS (Personnel Finance etc.)

CENTRAL CONTROLS (What, Who, & How)
Standards
Technical Strategies
Interface Specifications
Compatibility & Migration
Eco Control



KEY INTERFACES (What, who, How)
SDC
Systems Mgmt.
Inter-group
Product Line
Service Groups (Technical writing, S.D.C. Administration efc.)
Engineering
Software Support

PRODUCT MAINTENENCE

SOFTWARE POLICIES
Warrenty
Classifications )
Updates, Patching, Newsletters, Etc.

| NTERNAL COMMUNICATIONS

Policy

Activities

Goals, Objectives, Philosophy etc.
Q.A. TECHNICAL WRITING, DIAGNOSTICS DEC-10-20, ( Clarify Charter, Structure)
TOOLS & METHODS GROUPS

DETAILED ANALYSIS OF CHANGES IN STRUCTURE, LOCATION,
CHARTER, OF ALL EXISTING ORGANIZATIONS

NEW ENDEAVORS (Applications, Distributed Processing, etc)

ROLE OF PRODUCT MANAGERS, PROGRAM MANAGERS IN NEW STRUCTURE
SUB-SYSTEM DEVELOPMENT

TECHNICAL DIRECTOR FUNCTION

Definition
Resources

8/6/76
Rev. 1



93-IMAGE ANALYSIS

) | COMPETITION

@ MEDICAL DATA SYSTEMS
- STRENGTHS
o IMAGE OF COMMITMENT TO THE FIELD OF MUCLEAR MEDICINE
o LARGER BASE OF INSTALLED SYSTEMS
WGREATER FLEXIBILITY I® MEETING SPECIAL NEEDS
o DEDICATED SALES FORCE
o LOY COST SYSTEM $33K
o LARGE LIBRARY OF CLINICAL SOFTWARE
- JEAKNESSES
o FINANCIALLY NOT SOLID
o FAIL TO MEET COMMITMENTS
o SOFTWARE NOT COMPLETELY DEBUGGED
" o SYSTEM DIFFICULT TO USE
« POOR FIELD SERVICE
@ PRODUCT LINE SHARE
- CLINICAL PRODUCT LINE HAS 50% OF THE NUCLEAR MEDICAL MARKET
- AT PRESENT MDS HAS 30% OF THE MARKET
- OTHER COMPETITORS CAPTURE 20% OF THE MARKET
@ LESSEN COMPETITION BY
- [MPROVING OUR SYSTEM SOFTHARE |
- QFFERING MORE FLEXIBILITY 1N HARDYARE
- BETTER CLINICAL APPLICATION SOFTHARE
| - MORE CONCENTRATION ON THE MARKET |
™ - BETTER TRAINING OF QUR CUSTOMERS AS MELL AS OUR OWN PEOPLE

- MEDICAL OEM’S
| 111 - 32
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INTEROFFICE MEMORANDUM

TO- Dick Clayton DATE: January 21, 1977
Bob Puffer FROM: Larry Portner a
Gordon Bell DEPT: iy
EXT: /’:}7‘4 Q’;‘
LOC/MAIL STOP: Yo R
wj - 7
@5y
SUBJ:
Since you have asked me to complete the process model right down to all the
appropriate details, | would appreciate if in parallel you would do the following:
write down your set of goal statements for the process; I'd like to compare your
individual sets with each other and with mine, which I've already written down.
| will be very interested to see whether or not we have many, or some of, none
of, or a conflicting set of goals for the process. This will tell us a lot about our
chances of succeeding. ‘( . ,
. = JOF"ZVQ\—»O-‘; é\' Pvudl_w,«;/ﬁc.v\/:uv\,u/;
How about by Wednesday? i . §
Y day ’lLu:_ C'«QTLVJ:] CJ)-(‘V““S{‘LE ‘V\ogw,x \&2 V\/‘hcan
v g mrp ! )\»—G— /
Thanks. fb YOOV 'S iy %;Y.vaq,; lij\ -
%'15\,\ 9~Lv‘mQ A (u‘»w:‘f—i
- ¢ Wl weletc .V'LLL Ve Cg,‘vn»./\_a L((:‘;L 1}6 \.
gm . LLZ‘.»’\ (IR c\anw\’ / (éltc' V‘“”DL(’VUL’
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STRATEGIC PRODUCT PLANNING PROCESS

The current product planning process creates an adversary relationship
between 00D and the Product Lines. In addition, because of the lack of clear
common goals and limitations, communication and trust has not developed. Within
00D the necessary investment trade-offs between disciplines has been very difficult
for many of the same reasons. Given the above, the climate for stable strategic
planning has been lacking.

Any new process should foster:

-mutual trust and understanding - Odlin wmm.
-stable strategic planning
-clear responsibilities
-effective trade-offs between markets and technologies
-joint market/product planning

~~clear expectations from marketing

Strategic planning is matching the desirable with the possible. As such
we are, therefore, not talking about either the advanced development funds not the
product support monies— these should be handled by other clear processes. The
monies we are then talking about are Product Development funds. Refer to Chart |
and Chart Il for a graphical way to look at the issue.

The point is the people involved in developing strategic alternatives is
fewer and higher in the organization versus the implementation details.

In order to help facilitate the trade-offs of engineering funds, it is recom-
mended that the funds initially be broken into pots (3-5 like Commercial, Scientific/
Industrial, lron, Mass Storage, etc.) to bound the issues. These funds plus marketing
directions should be given to teams of senior Product Line Marketing/Product Planning
Managers and senior development and product managers. The teams with proposals from
the development managers would recommend the strategy for effectively spending the
funds to meet the strategic goals or other alternatives they feel would be effective.

The teams would recommend a product/strategy based upon the marketing plans of
the product lines. Thus, if the product plan is not accepted, the impact on marketing
will be clear. The teams' strategies will be reviewed by a ''Board of Directors"
made up of senior 00D managers and senior product l|ine managers. This group will
make recommendations to the 00D and the Marketing Committee. 00D will, as a group,
either concur with the proposals or recommend alternatives. Note this does not
include either advanced development or product support funds.

The strategic process would flow as follows:

STRATEGY

-Operations Committee establishes funds for next two years or more.



Strategic Product Planning Process Page 2

-00D develops, with Marketing Committee and Board of Directors, a split
of funds into several categories. The Board, with the Marketing Committee/
Gordon Bell, develops strategic direction and suggestions to the system
teams.

P u— Advance Development

Product Development >

D — Support

-System teams review current strategy, available funding (and performance),
and make a product/market strategy (1-5 years) recommendation to the board.

-Board reviews, interacts, modifies, and makes recommendations to the
Marketing Committee/Gordon Bell.

-Marketing Committee/Gordon Bell approves/disapproves strategy and makes
any final trade-offs between the ''pots''.

IMPLEMENTAT ION

-System team meets reqularly to:

.review progress

.discuss possible modification/alternatives

.recommend approval/disapproval of specific two page business
plans (before Development starts to spend monies) on a specific
implementation of strategies.

The advantages to such a process are:

-Development of joint market/product strategies which will create mutual
commitment and expectations.

-Creation of a Board of Directors will foster joint recommendations of
senior product lines and 00D (forced interaction between product line
managers to 00D).

-Creation of '"pots' will force senior managers to express a first round
bias of where funds will be spent.

-Allow differentiated/focussed investment strategy, i.e. if ''scientific/
industrial' understand the need for higher investment, they can fund
a higher level.

-0On going interaction of marketing/devclopment by pcople who can commit
their groups to implications of the strategic direction.



Strategic Planning Process Page 3

POSSIBLE BOARD

Julius Marcus Ed Kramer
lrwin Jacobs Dick Clayton
John Leng Larry Portner
Bill Long Bob Puffer

POTS

The Product Development Pots are like product lines. They are
management's technique to bring focus to the organization. They
do not have to be consistent, but they should meet clear goals.

| believe the goals to be:

-Encourage market/product strategies

-Allow technical trade-offs

-Bring a system focus

-Provide mechanism for meaningful top management interaction on
strategic level

One alternative is:

.Commercial Systems
(5 .Computational (Industrial/Scientific)
(v -Basic Systems (o1d DEC)
~y .Small Systems/Terminals

(;\ > 5’h,.,w‘). &‘.]\GV\

)

® B iee *“fdmuuf)vl . fzkb > Py, st

| \ | 4‘
- Q ¥ 1
x/ v j W.R. Thompson
LH ' Corporate Planning
d 1/6/76



Establish direction
based on current

CHART |

STRATEGY
DEVELOPMENT/APPROVAL

APPROVAL

- - - —

DIRECTION

—— BOARD OF

commitments of
future possibilities

Develop
strategies
based on
direction

TEAMS

ooD
DEVELOPMENT MGRS.

PL

MARKETING MGRS.
PLANNING MGRS.

&

RED BOOK

\

00D

MARKETING

DIRECTORS

BEIGE BOOK



CHART Il

IMPLEMENTATION

Approve within
established plan or
recommend modifications

PROPOSE 2 PAGE
BUSINESS PLANS

TEAMS

Develop PSG's
Implementation
c.C.
BUDGETS
00D MARKETING

2 Page Business
Plans

Develop Marketing
Plans
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INTEROFFICE MEMORANDUM

TO: Office of Development DATE: January 18, 1977
cc: Marketing Committee ' FROM: Bruce Delagi (for 00D Planning)
Bill Thompson DEPT: Corporate Planning

EXT: 3563
LOC/MAIL STOP: ML-12- 1/F41

Goryy
On
Ay 2, I:;;’//

SUBJ: DEVELOPMENT STEERING PROCESS (PROPOSAL OVERVIEW)

WHAT PROBLEMS DOES THIS PROPOSAL ADDRESS?

ﬁurketing-DeveZopment Communication

Many of the product lines have expressed frustration with the adversary
relationships and the difficulty of meaningful interaction with central
development,

Because of the lack of clear common goals and limitations, communication
and trust have not developed,

Product line personnel often appear to déVelopment personnel to be in-
volved in ill-informed sniping actions rather than constructive dialog..
As a consequence, there is little inclination for development to trust
what is heard from product lines, :

ébmmitment to Plans

The authority to form agreements With development on product.direction
and overall strategy has not been effectively excercised or delegated by a
significant number of our product line managers,

In the absence of clear agreements, development personnel’perceive that massive |
upheaval of their plans can occur every six months., This creates instability

in operating development groups that is detrimental to their motivation and
impacts our ability to develop new products in a timely, efficient manner.

Adaptation versus Extrapolation

While much of the technology can be modeled extrapolatively, we provide an
inadequate forum in our semi-annual review for the discussion of our overall
plan in terms of:

o emphasis on long/short term developments
(presumably related to economic projections and competitive posture)

o changes in our markets
(emphasis on distributed processing, high availability, ...,
reaction to competitors with a different "model of the business"
e. g. IBM, INTEL, HP, DATAPOINT, ...)

o new markets we wish to be in
(investment in commercial applications, intelligent instruments
"~ and terminals,...)



Development Steering Process (Proposal Overview) Page 2

o market acceptance of DEC uniqueness and DEC-induced change
(level of adherance to standards, changes in customer
interfaces, projected regulatory environments,...)

There appears to be little learning taking place in these semi-annual
reevaluations since the same issues are (indirectly) questioned each time
without much addition of information or understanding.

There is little visability of our "technology" oriented programs at the
level at which senior development management can provide interaction and
guidance.

We get locked in to a budget allocation on which 50-100 people have built
their plans before we have established clear agreement on where we are
going overall,

Planning for systems we deliver to customers does not occur. As a consequence,
we may be unable to react to changing customer requirements for systems, In-
vestment tradeoffs between disciplines has been very difficult and is generally
not done,

WHAT ARE THE GOALS OF THIS PROPOSAL?

’ Y b oo Ao ~ P g P T
Jlarrel Lo ge uO?ﬁ'ié/Lt LOMIMUnNi1cuaT Lo

Increased cooperation and understanding between development and marketing groups
on the course we follow in the overall direction of our engineering efforts as
related to our market plans.,

Clear expectations consistent with agreed limitations.

- Timely review of product direction to ensure that as a company we know how a
development fits with our strategic purpose,

Commitrment to Flans

Clear responsibility for the establishment of our direction at each appropriate
level in the organization,

Less upheaval of our development operations since marketing and development
operate from a common understanding of our purpose and a mutual commitment to
plans that are jointly arrived at by development management and authorized,
committing representatives of product line managers.

Ala J:a,,or versus Extrapolation

- Increased learning on the strategic issues that confront us.

More visability on and opportunity for senior corporate management to meaning-
fully participate in the generation of our development strategy.

Better cooperation between sub-system development groups toward the goal of
producing systems complete enough to be more useful to our customers and more
profitable to us than those of our competitors are to them.,
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WHAT DOES THIS PROPOSAL ENTAIL?

1. Establishment of partitions of the engineering budget by product phase
(Technology, Product Development, and Support) so that interactions
may be accomplished most appropriate to each segment at several levels
in the organization:

Technology
- Support of long term corporate direction.
(Proposed by 00D, approved by the Murketing Committee and Gordon Bell.)
~ Tradeoffs between development disciplines.

(Proposed by development managers, reviewed by senior development
management, approved by 00D, )

Product Development

- Market relatable aliocation of resources in support of corporate objectives,

(Proposed by 00D with the help of senior product line managers,
approved by the Marketing Committee and Gordon Bell.)

- Deployment of resources within market relatable allocations.

(Ppopoged by development management with the help of product line
marketzng/plannzng managers, approved by 00D and sentior product
line managers.)

Support

- Resource allocation to accomplish NOR, manufacturing cost, and field
expense goals,

(Allocation proposed by development management, goals reviewed by
MMC or MEE Committee, approved by 00D.)

2. Within the Product Deve10pmeﬁt segment of the engineering budget, allocation
of resources by market relatable "pots'':

Commercial Environments: System components driven principally
by commercial applications - e. g. COBOL, DBMS, TPS, CIS, the VT62,

Setentifie/Industrial Environments: System components driven
principally by scientific/industrial applications - e. g. FORTRAN,
IAS, FPU's, the 11/60.

Base Systems: General purpose system components - e, g. 11/34, STAR,
STARLET, RSX-11 kernal, bus structures, memory.

Terminals and Small Sustems: Thrusts into developing market areas for
DEC with strong emphasis on integrated development to support bounded
function, distributed processing products - e, g. VT100, LA100, LA1l80,
TAXX, TAOO networks and communications protocol support, RX0l, Anniec
Oakley., A drive to counter or adapt to the changing market structure
being developed by INTEL, !iP Instruments Division, DATAPOINT...
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Data SthQWS Storage system components planned together to facilitate
adaptation to market changes being introduced by IBM (and followed by the

"1nd0pendnnts”) .in integrated storage systems - .e, g. RMS-11, disk and tape
drivers, RK@6, TU77, RMP1, BORAM product

""System Teams' of producers and consumers dealing in the products and markets
most relevant to the resource allocation pots (above). System Teams meet

regularly (monthly) to:

Review progress

As implementation problems surface, discuss and recommend alternate
deployments of resources to support market objectives within the established
allocation,

Racommend approval/disapproval of specific two-page business plans (before
Jproduct development spending begins) on specific implementations of overall

plans,

Annual extension of overall plans in line with resource limitations and
market objectives,

- Discussion of market objectives and technical opportunities by System Teams,

- Reports by System Teams on perceived dependencies, commitments, and #ecommended
direction for their areas, g

- Review of System Teams1Reports and synthesis of problems aud cppoTiunitics
for the Marketing Committee and Gordon Bell by OOD and senior product line
managers (the ‘'Development Board of Directors').

- Operations Committee establishment of the resource limit for engineering
for the next two years or more,

- Development of an overall direction and allocation of the OC funds
into the catagories discussed above (as well as a Reserve Fund)
by OOD with the help of the '"Development Board" and the approval of

Marketing:Committee and Gordon Bell.

- System Teams review of the current. strategy, available funding, and per:z
formance and proposal of a recommended product/market plan (1-5 years) to the

Board.

- Development Board review, interaction, modification, and recommendation
to the Marketing Committee and Gordon Bell,

- Marketing Committee and Gordon Bell approval/disapproval of strategy
and final tradeoffs between the '"pots',

/pb
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TO : Bill Thompson DATE:: December 20, 1976
FROM: bruce Delagi
. Corporate Planning
DEPT: (on behalf of the 00D Planning Group)
EXT: 3563 LOC: ML 12-1 F-41
SUBJ : DEVELOPMENT STEERING PROCESS (PROPOSAL})

WHAT PROBLEMS DOLS THIS PROPOSAL ADDRESS?

The inefficiency of senior product line management's interaction with major development
programns is being seen by many of those I talked to as a significant flaw in our
development steering process, The PSG's are too numerous and time censuming to

attract senior management attention and, perhaps as a consequence, the PSG menmter-

ship often seems disconnected from the thinking of those responsible for the activity

of the product lines. We attempt, with indifferent success, to 'batch process'

the setting of all product directions on a seni-annual basis, In doing so, we encourage
polarization of '"Stan's PL" and "Win's PL" product needs, Clear relationships

between strategic and product directions are less visible than desired and I think it
has proven aifficult to pay adequate attention to each of the important issues raised in
this Red Book puss within the Red Book process (e, g.the - 11/70 replacement, migration,
VAX vis-a-vis 11 strategy, high availability multiprocessor systens, PDQ announcement,
Krypton- DK plans, the Mass b;orage spectrum, Scient 1¢1L Commercial operating environment
ﬂycfr1bwtea Procefc1nn Plan:) vell thouvxL through, Jenerall;” understood plans for
each of thess issues ave coming out of sithser tﬁe
strategic 1nt»ra tion we are emplorinz,

jefal |

e oy the internittent

i

In our traditional stvle, we are responding to this need as a company by forming

Blue Ribbon Committees and other special interest groups. The drair on product line
management recsources is becoming burdensome and, if not coordinated, we will

certainly find those resources insufficient to the problem at hand. I have develorped
a propcsal based on the thinking of several of the product line managers, staff neople,

1

and development managers involved. Tlis proposal is comprised of three elements:

~-Systems Councils to focus on integrated systems planning and provide the
ongoing strateglic interaction thatr would allow a less freguent Red Book

process to pay more adequate attention to the corporate obiectives

our developments are intended to satisfy,

-Partitioning of the enginecring budget into Technologr, Systems Develcmmant,

and Suppoit scgnients so that the dpp1opr1utg irteractions may be held «.. each
plece.

~Structuring of the strategic process to be clomyly
marketing reﬂwo%**, concerns, husiness drives, st*-“. hlases
that are established aft the outrset of each veview interval,
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Development Steering Process (Proposal) Page 2

HOW DO SYSTEMS COUNCILS WORK?

1.

They provide a forum for discussion of inter-development group strategic
tradeoffs and for formal review of business plans., They are responsible )
for testing such plans against the currently approved strategy and r§commend1ng
authorization of budgets to 0OD against previously approved (''strategic')
spending levels. The System Councils recommend announcement timing to the
Product Line Managers Committee. They provide a force for clear statements

of product specs, reason for being, and competitive posture early in
development.

(PSG's act as information transfer bodies and can provide very detailed
interactions on product definitions.)

System Councils interact with Development Management on product direction

at the Beige Book level,. As implementation problems surface that impact

product direction, System Councils can suggest corrective action to 00D, If
these implementation problems cause strategic reappraisals, System Councils can
suggest evaluated strategic alternatives to the PLMC and the Marketing Committee.

Planning for product unique dependencies on other component developrents
(e. g. processor wnique memory subsystens, disk drivers,...) will be the reszoreibility
of the dependent council - and the derenceri developrient management,

It is recognized that program approval is an asynchronous process. Semi-annual
batching of business plan approval doesn't provide enough time for useful review
of each prograi, Thus thcese System Councils are to meet on roughly 2 monthly

basis throughout the year and deal with each Business Plan in their purview.

(Current corporate policy states that "Red Boox approval" is cprroval te do
a business plan, not acceptance of a budget.)

The work of System Councils is partitioned so that the most relevant trade-offs
can be made between product disciplines and so that the natural producer-
consumer relationships are given formal visibility.

(See Figurz I)

It is recognized that as a company we sell to our customers at various levels
of integration (e. g. for some product lines we tend to sell the specs of our
processors and disks, in some we configure the system and sell integrated
hardware performance, in others we sell problem solving capacity including
the operating system environment]).

Membership of the System Councils is comprised of svstems development and
product line consumers who are party to their group's product strategy decisions
and long range plans and having the authority to commit their groups on product
questions.

It is eapected that the total size of each cowneil will te 12-14 mermbers (mostly
from the product lines).
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COMPANY CONFIDENTIAL

Digital Interoffice Memo

Subject: Corporate Personnel Candidate

To: Win Hindle Date: 21 JAN.T77
From: Gordon Bell
CC: Dave Brauer Dept: 00D
John Meyer Loc.: ML12-1 Ext.: 2236
Ken Olsen

-

An engineer friend of mine recommends Don Zrebiec of Xerox, Stanford, as
our personnel director. He's near the top of Xerox personnel structure -
although not top guy cause Xerox got a random person from field, etc. to be
the head.

The reasons:

1. He's done personnel for a while; started as a recruiter (at about the
same time Xerox was our current size).

2. He rose rapidly.

3. He's a combination of both an administrator, but with a concern about
people (missing in most personnel people).

4, He was at Bell Labs and has a feeling about high growth/high technology
companies.

Let's try him in an interview! I don't want anymore of the vacuous
discussions ala 0OC, Schein, OC (Jenks), requested 1:1. Let me talk to
someone, This general b.s. is a waste of time. Get off the dime!

He also recommended a personnel person at Rochester: Steve McGrath,

GB:1jp
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System Council- members must provide synthesis of their using group's viewpoints
on product proposals., Each using group has the responsibility of coordinating
its views between the product areas chartered to each council on which it is
‘represented.

Customer Services is represented on the System Councils in order that they may
take timely part in the setting of product service goals for our development
programs,

(See Figure II)

5. System Council chairmen will be rotated on a yearly interval from mermbers of the
Product Line Managers Committee. The chair's responsibility is to assure that
the agenda is relevant to the work of the council and that the discussion is
productive to its goals.

(The alternative of chairing each System Council by the developrent vice-
president responsible for that level of integration builds less ccrriirent
by the product lines to the steering process and is a fall back position if
1t proves impossible to get sufficient porduct line management invelverent
in this process).

6., System Council members, as the key consumers of the developments in their
charter area, receive monthly status reports on the development projects that
are the domain of that Council. It is expected that these reports highlight
any changes in the product specs, reason for being, and competitive posture
that occur after program approval,

7. Staff support to the System Councils will be provided by Corporate Planning
in order to establish a consistent level of interaction. Scheduling of System
Councils will be controlled to facilitate common representation of a consuming
group on all System Councils,

(See Figure III)
8. Minutes of System Councils will be distributed to 00D and the Product Line
Managers Committee. System Council chairmen will report on an as needed basis

to either of those groups.

HOW MIGHT WE PARTITION THE ENGINEERING BUDGET?

1. Parcel the engineering budget by program phase so that those most involved in
each phase focus on the issues appropriate to that partition,

o TECHNOLOGY BUDGET - through product definition

Issues: feasibility, relevancy

o SYSTEMS DEVELOPMENT BUDGET - through product introduction {includes
enhancement projects)

Issues: clear specs, competitive posiiion, reason for being
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DEVELOPMENT STEERING PROCESS (PROPOSAL) Page 5, {
SYSTEM COUNCIL MEMBERSHIP ‘
(EXAMPLE ONLY)
Sforage Systems Small Systems Medium Scale  Operating_Environments
Product Line (incl. Memories) (incl, Terminals) Computer Systems Nets & Communications
OEM X X X - X
LDP X X X X
IPG X X X X
EPG by LDP by LDP X X
LCG X by ESG by ESG X
ESG by LCG X X by LCG
BUS X o X X X
DDP X X X X
TELCO X by DDP X X
Wp by BUS X by G-A X
GRAPHIC ARTS by BUS by WP X by WP
1MICROPROCESSORS by Terminais PL X by OIM by OLCM
TERMINALS X X by OEM X
8 9 9 q0

Development

TP/TS Environments by RT Environments X ‘ X -
RT Environments X : X X o
Networks _— X - .
Terminals X - _ X
VAX X — e e
Unibus Processors X I o -
Sub-Unibus .
Processors by Terminals S . by Terminals
Development Development
Disks o L X X
Tapes o L by Disks by Disks
4 3 3 2
Customer Services X X X . X

TOTAL 13 13 13 13
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DEVELOPMENT STEERING PROCESS (PROPOSAL)
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(FXAMPLE)

SYSTEM CCUNCIL SCHEDULE
Wednesday 10-12 AM
Ken's Conference Room (ML12-1)

System Council

Storage Systems

Small Systems & Terminals

Medium Scale Computer
Systems

Operating Environments,
Networks & Communications

Small Systems & Terminals
Medium Scale Computers
Systems

Storage Systems

Small Systems & Terminals

Medium Scale Computer
Systems

Operating Environments,
Networks & Communications

Storage Systems

Small Systems & Terminals

Operating Environments,
Networks & Communications

TN SR IR X e L e B RN

Topic

Disks

Sub-Unibus
Processors

VAX

TP Environments:
COBOL, DBMS, ...

Terminals

Unibus &
Multi-Processors

Disks & Memories

Sub-Unibus
Processors

VAX

RT Environments
FORTRAN,. ..

Tapes

Terininals

Networks &
Communications

Page 6

Producing Manager
(Systems Team Leader)

(Saviers)

(Teicher)

(Dermer)

(Fauvre)

(Corell)

(Tomasic)

(Saviers & Croxon)

(Teicher)

(Demmer)

(Heffner)

(Peyton)

(Corell)

(Plowman & Bastiani)
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o SUPPORT BUDGET - through product retirement (maintenance Tevel only)
 Issues: Maintenance strategy, inventory control, phase-in/phase-out
Allow graceful mid-course correction

o DISCRETIONARY BUDGET

(Allows a selected few, good new ideas that are not aligned with
the previously agreed-to strategy to be pursued with limited
disruption of our other plans.)

00D would be assisted by providing forums from which they can get thoughtful,
careful analysis and formal recommendations on proposals appropriate to each
partition of the development budget. The System Councils described above

provide that help to both OOD and the product lines for the Systems Development
budget partition,

The Technology Council, a working group of key development managers, will provide
a cross-functional viewpoint on significant problems and opportunities in technology.

-Interacts on technology strategy with 00D, It develops the recommended
budget by functional area but leaves decisions to invest in promising
ideas in the hands of each development manager. It reviews progress on
each functional area's technology plans twice a year on a round robin
basis, Some of the Technology Budget may be reserved by the Council for
apportionment at a later time,

~-Ensures that we are developing responses (and drives when appropriate)
to emerging industry, national and international standards and regulations.

~Example Membership: Jim Bell (Chairman), Grant Saviers, Ed Corell,
Lorrin Gale,Brian Croxon, Vince Bastiani, Len Hughes,
George Plowman, Bob Peyton, Jim Marshall, Pete VanRoekens,
Mike Titlebaum, Phil Tays

-Meeting Frequency: Monthly

-Minutes Distribution: OOD and area (e. g. Europe), functional (e. g.
Manufacturing), and product line planning maragers.,
It is expected that the minutes will include program
goals and that the Council chairman will solicit
review by relevant outside parties (e. g. Customer
Services, Manufacturing, European Marketing,...) as
required,

Marketing Managers Committee is an existing operational group concerned with the
three to four quarter time span relevant to introduction strategy, particulary
inventory control and phase ~in/phase out questions, The maintenance strategy
issues and a review of cach product area's sisnificant business problems and

“opportunities would be most relevantly presented to this committee.



Development Steering Process (Proposal) Page 8

HOW IS ALL THIS TIED TOGETHER BY THE STRATEGIC PROCESS?

- The work of these committees is intended to off-load the current Red Book-Beige Book
process of much of the almost operational content it now carries (e. g. product direction,
budget approval,...) The Strategic Process would be better focused on longer term
perceptions of environmental changes and would overview course corrections.

It would address cross-council functions:

~-Is our perception of the economic forecast best met with a heavier/lighter
emphasis on Technology (4 years), Systems Development (2 years), or Support
(1 year or less)?

-Do our projected markets require a heavier/lighter emphasis on small systems,
on medium scale computer systems, operating environments, or on mass storage
systems?

The Strategic Process would tend to deal more in "spending levels" (authorization to
prepare business plans) than "budgets" (authorization to hire or purchase).

The Strategic Process is kicked off by an OOD proposal that reflects:
~Product line long range plans (forecast implications, corporate
concerns, and business drives) integrating many inputs to the
product lines (including the monthly Council reports),
~Yearly Council reports by the Systems Councils, the Technology Council,
and the Marketing Managers Committee. These rennrts layout the position
of each of these groups on current status, committments, and a recommended
future direction, :
Calibration of status, committments, and direction in quantitative terms
(including historical and projected revenue and expense) is included in
these reports,
00b's "Proposed Guidelines''(above)state OOD's position on the:

~-Technology outlook and a proposal Technology spending level .-

~-System Development status, objectives, and committments (including the
implied expense level) and a trial allocated spending level by system area:

o Commercial Environments

o Scientific - Industrial Environments
o0 Networks and Communications

0 Unibus and Multiprocessor Systems

o Small Systems and Terminals

0 Storage Systems

-Support Strategy and a proposcd development group/product management allecation.
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Development Steering Process (Proposal) : Page 10

THE MARKETING COMMITTLEE PROVIDLS APPROVED GUIDELINES TO 00D

The Marketing Committee Approved Guidelines estzblish the:

-Technology Spending Level and an expressed Marketing Committee
long term development interest for the Corporation,

-Allocated Support Budget.
~-Allocated System Development Spending Levels and the
Strategic biases, concerns, and-ideas that are to be tested

in the current pass of the Strategic Process.

Figure TV shows the flow of the Strategic Process., The partitions of the Engineering
Budget are handled individually after the Approved Guidelines are established. (see below)

SUPPORT BUDGET

The Allocated Support Budget is provided to appropriate development ménagers. No further
attention is paid to the Support Budget at the strategic level but monthly interaction
continues at Marketing Managers Committee on the implementation of the support plan.

TECHNOLOGY BUDGET

The Technology Spending Level and the long term interests for the Corporation expressed by
the Marketing Committee are used by Q0D in developing the Technology Council Gridelines
which are used in turn by the Technology Council in developing a proposed allocated and
unallocated Technology Budget. OOD provides development managers with approved technology
budgets and provides the Technology Council with a reserve fund that they approve additional
projects against throughout the year, '

SYSTEMS DEVELOPMENT BUDGET

The guidance of the Marketing Committee is provided to PIMC and OOD so that they may
position the System Councils and allocate system development spending levels to each
development group. These groups are responsible for proposing the svstem development
strategies pertinent to their area to the relevant System Councils. It is expected that
development groups will integrate their proposals so that the System Councils can most
efficiently deal with the proposed development strategies. (Please see Stan Pearson's
"Systems Teams- A Proposal'), Interaction is concluded at the discretion of the

System Council chairpersons and is documented in Council Reviews and the 00D Strategic
Plans. The Strategic. Plans responds to the original !arkcting Committee guidelines in terms
of the effect of the biases that were applied by the Marketing Committee,“the concerns

expressed by them, and a report on the ideas that the Marketing Committee wished to be
tested.

The Marketing Committee uses the Reviews and Strategic Plans in granting Approved
Allocated Spending Levels to development managers and System Councils together with
communication of their remaining concerns and any additional guidance they wish to provide
these groups for use during the year,

The approved spending levels, remaining concerns, and guidelines are the background
against which business plans and budgets are approved during the year by 00D upon
review and recommendation by the appropriate System Council,



INTEROFFICE MEMORANDUM

TO: List DATE: 21 January 1977
cc: OZD FROM: Stanton Pearson
: ‘ , DEPT: 02D Planning

EXT: 2424

LOC/MAIL STOP: ML12-3/E13Gnryy,, "
pLa

i
JAA}Z.ZTO?
SUBJ: 24 JANUARY 1977 AGENDA 1577

YTIME: 11:00 to 1:00
PLACE: COSMIC ROOM, ML12-3

ATTENDEES: Bauer, Mastendino, Sanjana, Kandra, Delagi, Pearson, (Goldfein will
be out of town)

1. Discussion:
Where are we on the Development Steering Process?

Jan 25 Woods called off--Pearson

Input for Feb. 2 - 4 02D Woods~-~Pearson

Latest thinking on Red Book partitioning--Bauer

Documented DSP Proposal--Delagi .

Thoughts on System Cuts, Charter, Product Fit, Membership--Pearson

2. Discussion:
Spring '77 Planning Goals?

Formal OZD Review and Partitipation

Focus on ‘FY78 quarterly budget

Fine tune FY78 strategy

Establish FY79 spending targets

Start April 1 - - Finish Mid-May

Review with Marketing Committee last week in May

Red and Beige Book addendums only--not a complete update

Output of Spring pass is keyed to the June Board of Directors Meeting
for FY78 budget.



Page Two
Agenda
21 Jdan 77

3. Discussion:

FAT11 !77 Planning Goals

2

Formal 0°D Review and Participation

Key off P/L Long Range Planning exercise in July/August

Start September 1 - - Finish Mid-October
Formal statement of alternatives and impacts at the beginning of
the cycle.

Two issues of Red/Beige Books at the end of September. We put out
draft in Mid-October; we put out the final for review with Marketing
Committee.

The discussions should provide the basis for a presentation to OZD on goals, process,
and calendar for the Spring and Fall 77 planning cycles.

SHP:ssc
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GORDON BELL
DICK CLAYTON
ULF FAGERQUIST
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JOHN MEYER
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Ligital Interoffice Memo

Subject: Planning Architecture Charter

As originzal =zuth
Eruce and vhe

Lzrry Portner Date: O DEC 70
, From: Gordon Bell
C0D Dept: 0OOD
jim Bell Loc.: ML12-1 Ext.: 2236

Stan Pearson
F/U0 12727

or of the Red Book procaess will you work with Stan, Arny,
st of OOD to significantly revamp our planninz process?

be full time on this January 1, clearly he ne<ds to work
(

r
Since Suan wiil
r (ne's got. a drafr),

nis cnarte
of rthe nzugh.y problems connected with this:

how do plans of various groups tie together? Systems? Hardware
Systemns?

How does the product plan tie in with rhe organizational and space plan
Lnat Bcb was chartered witn?

How do we ¥Xeep planning from ccnsuming us? How big is the group
involved here?

How does Jim monitor K and Advanced D across the groups to review (and
give us an independent assessment) whether there is adequate
technology?

Wha*t are groups? Process?

How does Arny gzet information to relevant people for existing programs
(e.2., Yellew Book)?

se help...zet Lo OCD scon for ¥ickoff dinner.



CORﬁ?k LenerB cr 77’“'? ! weore 1 Ag,u‘,'—w
2 vemes Aco. | Beueves (T Stac DEFINES Fapcy
/

WELL  4he Focus of STaw PeaRsons Kew Role

17

RECOGNIZE THE BUDGETING AND PLANNING PROCESS AS TWO PARTS
OF A WHOLE.

EXTEND THE PLANNING FRAMEWORK 8 QUARTERS.,
. ENGAGE IN MINOR DEFLECTIONS NOT MAJOR UPHEAVALS.

ALLoOW AN ORDERLY PROCESS FOR THE 00D COMPONENT GROUPS
To "PLUG INTO".

ALLOW A MIX OF TOP DOWN AND BOTTOM UP IN THE PROCESS.

. KEY STRATEGY DIRECTION FRom 00D

. PLANS AND INTERACTIONS WITH PRODUCT LINES FROM
OPERATING GROUPS

[N,




5l

OPPORTUNITY TO GET OUR ACT TOGETHER

. BEFORE EXPOSURE To DEC woORLD

. FEWER INSTANCES OF UNCOORDINATED PLANS, BUDGETS

. 00D MANAGEMENT SETS THE TONE FOR EFFECTIVE
INTERACTION AMONG THE GROUPS

Use "MARKET REQUIREMENTS"” DOCUMENTS TO Focus ProbucT
LINES ON LONG TERM MARKET GOALS.

. ALLows 00D To BE CREATIVE IN PRoODUCT PLANNING

. ALLows PRODUCT LINES TO INTEGRATE THEIR PLANS

PROVIDES CLEAR INTERFACE WITH PrRoODUCT LINES, MARKETING
COMMITTEE,

00D “STAFF"” ALLOWS PLANNING EXPECTATIONS TO BE COORDINATED,

ADJUSTED.
. PLANS MORE LIKELY TO “FIT" TOGETHER
. ALLOWS US TO FOCUS ON STRATEGY AND PLANS




10.

11.

ATTEMPT TO SUBSTITUTE PLANNING AND DIRECTION AT FRONT END
FOR HASSLE AND DISAPPOINTMENT LATER.

FORCES US TO DOCUMENT OUR PLANS AND STRATEGIES.

THIS IS NOT INTENDED TO REPLACE OTHER “PROCESSES"
UNDERWAY, 1.E., DIsK STRATEGY GRouP, MuLTI-PROCESSOR
Task FoRCE, SMALL SYSTEMS STRATEGY GROUP, ETC.

w AT S T v ST

AT



General

3
S

CHARTER FOR OOD STRATEGIC PLANNING

Establish OOD planning and feedback methods to be consistent
with emerging changes in size, market focus and geographic
distribution of Corporation.

The emphasis will be on developing a PRACTICAL method for
Product Strategy, Implementation and Result Feedback planning.

A.

PRODUCT STRATEGY

. System focus, the integration of Software, CPU
and Peripheral product strategies into system
level plans.

. Major influences are: Market Requirements from
Product Lines; Technology from Software, CPU
and Peripheral Eng.; Strategy guidelines approved
by Marketing Committee.

. Provide a more rational framework in which to
make trade~-off decisions.

PRODUCT IMPLEMENTATION

. Responsibility of Development groups

. Effort here is to provide visible linkage
between Strategy and Implementation.

RESULT FEEDBACK

. Provide a mechanism that will allow timely
visibility to significant deviations to projected
results that would influence future resources and
plans. '

SHP
10/21/76



Specific

Reports to Vice President of Engineering

Coordinate the Central Engineering planning interface
groups in evaluating System Strategies in such areas as:

- Market and technology trends
- Opportunity trade-offs across software, CPU,

and Peripheral areas.

Works with Corporate Planning and Marketing Committee to
ensure consistency with Long Range Plans of the
Corporation and establish OOD strategy guidelines.

Manage the integration of Product Plans produced in the
three (3) engineering groups within Central Engineering.

Coordinate the statement of OOD plans to the Corporation
via the Red/Beige Book.



CHARTER FOR STRATEGIC PLANNING

The Strategic Planning staff will be o direct report to the Vice President
Software Development and Advanced Systems,

e Overview, evaluate and critique the product strategies as they relate to

- market trends

- technology trends

~ technological opportunity

- compefitive activities

~ industry trends

- technological opportunities in the hardware/software tradeoff dimension
~ subsystem development

e Maintain a consistent high~level overview to provide a longer term focus on
product development trends versus alternatives.

e Coordinate development of the Red Book, Beige Book, and all other Product
Planning-Business strategizing within the organization,

e Coordinate the Planning interface with other OOD activities, including the

OOD Planning group, CPU and Peripheral development.

e Working with the Technical Director, integrate the Product Plans and the
Technical Strategies into a coherent whole,

e Coordinate and aid the integration of the Product Plans produced by the three (3)
groups within Software Development.

[
A -—_
Stan Pearson FYI :
—— r

om:
L. Portner



dlilaliftlall INTEROFFICE MEMORANDUM

TO:

SUBJ:

Gordon Bell DATE: January 4, 1977
FROM: Larry Portner P
DEPT: gy,
EXT: I
LOC/MAIL STOP: ’7/&',«;;{/ S,

OBSERVATION

We can't run Engineering like the corner candy store for a billion $+ company;

we should be investing heavily now in building the management structure, processes,
controls, and the like, That will enable us to implement our operational philosophies
in the future. | don't believe that the Marketing Committee model of part time
marketing management (while their real jobs are running businesses or the Sales
department) will work for OOD. | believe it's time for us to discuss a radical
restructuring of OOD, | believe the present system of casually distributed
responsibility is unworkable.

gm



mﬂaﬂan INTEROFFICE MEMORANDUM

TO:

SUBJ:

Bruce Delagi ¢/ DATE: 30 Dec 76 S
cc: 00D Members . Sie e
Bill Thompson FROM: Bill Demmer 1) G;d“ ey
DEPT: Advanced 11 Systems ‘93>

EXT: 4453 LOC: ML3/E35

A Comment on Your System Council Proposal

Separate the Strategy Planning function from the funds allocation
responsibility of OOD or I believe the following will result:

To

1. There will be a complete loss of strategy level
focus and only project level budget hassles will remain.

2. Part time participants from outside the development
organization will not be competent to allocate funds
across the multi-dimensions of advanced technology,
system development, engineering services operations and
development, and product support functions as well as
achieving a resource distribution associated with product
development strategy.

3. Confusion on who will be held accountable for the
results: A committee that dictates plans rather than
approves them, or OOD management who do what they are
told (only slightly overstated).

try to be more constructive, I would suggest the following:

a. I believe your division of the System Councils is the cleanest
such division along the system dimensions I have yet seen
proposed. While you are not far from it, I believe that the funds
allocation path must follow organizational lines to be stable.
Therefore, I would work toward the restructuring of OOD to match
your system groups. In the interim, I would strongly urge that
the OOD members themselves chair these councils and that they

then act as strategy level advisory boards to the manager

clearly identifiable for the results. That is, the System Council
can then be forced to keep its focus at the strategy level and can
assign priorities to its recommendations to aid OOD management

in its task of allocating resources.

b. 00D (synonomous with System Council chairman) would get
agreement with the Marketing Committee on the relative strategy
emphasis to be placed in each domain. This allows OOD to set its
budgetory levels, which I believe is doable amongst four people,
but is not achievable with a cast of "many".

- more -



A Comment on Your System Council Proposal Page 2
Bill Demmer 30 Dec 76

c. I would further suggest that each council chairman

(OOD member) identify what he considers as stable or committed
elements of his world based upon the 'corporate thrust" level
of agreement from the Marketing Committee. We need to find

a way to confine the discussion space to only that which is
realistic to spend energy in.

In summary, we need a process that provides a top down planning
overlay to our bottom up driven implementation heritage. I personally
feel very strongly that this planning process should be kept separate
from funds allocation which must be maintained by the responsible OOD
manager. Your breakdown of the System Council areas is a very good
start to improving our planning process, if we can keep it a strategy
planning function and not an unstable project level budgeting roller
coaster.

Bt

BD:kj

£ nRrAL T CORSORATIO N
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10. Gordon Bell DATE. 12 January 77
FROM: Arny Goldfein QG
DEPT. Engineering
EXT. 6001
LOC/MAIL STOP: 3-2/316
SUBJ:

PROPOSED AGENDA FOR FEBRUARY JUNGLE ON THE
DEVELOPMENT STEERING PROCESS

nﬂﬁaxrlij

INTEROFFICE MEMORANDUM

M'ULL 2 = AN

A
1. What processes are we talking about? DER,
a. Internal OOD planning processes. -~
b. ©0OD/product line planning.
2. What are our goals for these processes and how do we measure
performance against these goals.
3. How do our current processes stack up according to these goals?
a. What dc we like-
b. What don't we like:
4. what prozosals are there to enhance, mediify, or formalize
these processes?
a. Delagi proposal
b. Others
c. How do they rate according to our goal set
d. How do they provide for measurement of performance
of the process.
7 P A
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Eﬂan | INTEROFFICE MEMORANDUM

SHP:76:239
TO: Those Listed DATE: 28 December 1976 ;‘:AtAW R
FROM: Stanton Pearson LRI,
DEPT: Software Product Management 7”7
EXT: 2424

LOC/MAIL STOP: ML12-3/E13

/ R | ("j b

SUBJ: 10 JANUARY WOODS MEETING REMINDER ~—— ”52

44
IR? A
(4

BACKGROUND

On November 22 most of the direct reports to Puffer, Clayton, and Portner (13 people)
held a four-hour Woods Meeting to discuss concerns, objectives, scope, and follow-

ug program for proposing refinements to the Development Steering Process (DSP) to
0¢D. The January 10th is the second in a series of three Woods Meetings for develop-
ment of the DSP proposal. January 25 is tentatively scheduled ai‘the third and

last (if things go as well as expected). My intent is to keep 0D informed during
the development stage and present the proposal for approval in early February.

Minutes from the November 22 meeting are attached for the readers' convenience.

PROCEDURE

" We must start now if the exercise 1is to have a favorable influence on the Spring
*77 Planning Cycle in April/May.

Several areas will need focus and coordination as we refine our Development Steer-
ing Process. An example is the relationship between Red, Yellow, and Brown Books

and the Product Business Plans etc. Proposals will initially be presented to those
listed. When we feel the proposal hangs together we will present it to 02D for ap-
proval. An 02D planning group has been formed and is meeting weekly to coordinate
the overall effort. This group has representatives from CSD/F. Sanjana, Peripherals/
P. Bauer, Software/S. Pearson (acting), Finance/A. Goldfein, Corporate Planning/B.
Delagi, Secretary/M. Kandra, and 02D/S. Pearson.

Minutes of these meeting will be issued to those 1isted and copied.

JANUARY 10 WOODS MEETING

Purpose is to review proposals on refining our Development Steering Process.
Time will be 11:00 to 6:00 with Tunch provided.

Place will be Colonial Inn in Concord.

Agenda will be Proposals presented on:

Future Red/Beige Book Partitioning (Bauer)
Development Steering Process (Delagi/Pearson)
Funds Flow (Goldfein)

System Teams {Teicher, Picott, Tomasic, Mileski)

Attendees will be those listed.

SHP:ssc
Attachments (2)



JANUARY 10 WOODS MEETING--DEVELOPMENT STEERING PROCESS

Proposals should be presented in the context of objectives, recommendations, and
benefits. Presentors should be prepared to discuss alternatives rejected and
rationale.

11:00 to 12:00 Future Red/Beige Book Partitioning (Bauer)

what should it be in the future?

what can we accomplish in Spring '77 pass?

how does it fit in overall DSP and relationship to
Yellow Book, Brown Book, PL Long Range Plan Books,
Product Business Plans, etc.?

who will author various sections?

12:00 to 12:30 Buffet Lunch
12:30 to 1:30 Development Steering Process (Delagi/Pearson)

By January 10 B. Delagi and/or S. Pearson will have dis-
cussed proposals with attendees and those copied. Proposal
addresses current and future environments for planning.
Emphasis is on a more productive, lower hassle process for
achieving plans that balance such factors as:

time spent planning vs. implementing
market pull vs. technology push
committed vs. contingency funds
advanced vs. applied technology funds
etc.

1:30 to 2:30 Method of Funds Flow and Monitoring (Goldfein)

how does it happen now?
problems to be solved?
potential impact of problems?

2:30 to 6:00 System Cuts and Teams (Teicher, Picott, Tomasic, Mileski)

system cuts?

charter for system teams?

membership?

product fit?

how often to meet?

formal minutes?

how do teams interact with each other?

can system teams start by February so they can influence
the Spring '77 planning cycle?

how do we integrate the output of the system teams?
other key questions to be answered?

This is a packed agenda. We will attempt to keep on schedule by listing items
that need further work by our January 25 Woods Meeting.
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INTEROFFICE MEMORANDUM

SHP:76:236
DATE: 9 December 19276
FROM: Stanton Pearson
DEPT: Software Product Management

EXT: 2424
LOC/MAIL STOP: ML12-3/E13

SUBJ: MINUTES OF 22 NOVEMBER 1976 MEETING

On. 22 November a half-day Woods Meeting was held between key develop-
ment and product managers within Central Engineering (13 attendees).
The area under discussion was our Development Steering Process and
was exploratory in nature.

1. We attempted to identify issues, influencing factors, and
questions to be answered by the Development Steering Process.

2. Define the objectives of the Development Steering Process
(see Appendix III)

3. Define scope.
4. Agree on a follow-up program and time frame.

The first couple of hours we kind of wandered around discussing is-
sues of the day (see Appendix I). After that we started to focus in
on some more specific topics. Namely, the partitioning of the Red
and Beige Books for the Spring cycle to get more system focus. Basi-
cally, the group finally came to a tentative agreement for four sys-
tem cuts (see Appendix II); Commercial, Scientific, Small Systems,
and Iron. We also agreed on a system chairman for each one of these
four cuts. The chairman was given the objective (with the help of
others) to examine mission, product fit, interface between the other
groups, etc. These teams have agreed to meet between now and the be-
ginning of January and present their views to the group around the
second week in January.

Delagi, Goldfein and Pearson were asked to present an overall Develop-
ment Steering and Funds Flow Process to the group by the second week
in January.

I believe that it was a very productive meeting and that this forum
should enable us to develop closer working relationships between the
various Central Engineering Groups.

Basically, we agreed to meet again as a group during the second week
of January. The meeting will probably be a full day and consist of:

A. Presentation of Development Steering Process

B. Funds Flow Methodology



RN

Page 7Two
MINUTES
9 DEC 76

C. Red and Beige Book partitioning for more system focus -
Commercial, Scientific, Small Systems, Iron, plus alternatives

D. Agree on follow up progran

Attachments

SHP:sscC

Firm up System Teams and their missions by mid January.

2 : X R .
Get O'D buy in end January and Product Line buy in early
February :

Explain to rest of organization during February

Add System Focus to Spring Red Book in April/May.



APPENDIX I

ISSUES AND CONCERNS

Bill Heffner 1. What means System Management? For example--
How would the multiprocessor flow through
Commercial Systems, Scientific Systems, Large
Systems, Small Systems, etc.

2. 02D Strategy is there; acknowledge it, clearly
define it, and then manage it.

Steve Teicher 1. Let's agree that we have an overhead planning
function, identify the benefits, and use it.

2. More business planning versus project planning,
e.g. manufacturing considerations, support con-
siderations, etc. should be included.

3. Who wants to know what and when in the planning
process needs to be clarified.

4. Frame work for hearing and selecting alternatives
needs to be clarified.

Ed Corell 1. Are we being honest with the Product Lines and
with ourselves with our current level of planning.

2. The future may be more difficult to deal with
if we keep o0ld methods to meet expanding needs.

3. Zero sum budgeting pits one engineering group
against another with non-productive results.

George Plowman 1. What we really need is an identified process
for evaluating and making funding decisions and
then give it time to mature.

2. Once we have an identified process we need con-
tinuity of that process. Last Spring we were
working -hard on an eight quarter rolling budget;
this Fall we are working on an annual process
of FY78 and FY79.

3. We need more strategy.
4, We start implementation before planning and

this often sets higher expectations than can
realized.

oy
i .



Bob Peyton

Bill Picott

Mike Tomasic

Frank Sanjana

Page 2

APPENDIX I

ISSUES AND COHNCERNS

Longer view needed for what funding level
is likely to be available.

Red and Beige Books good for visibility on
Family Strategies.

We budget annually, and we spend quarterly;
we should get the two in sync.

No 02D Strategy Frame Work in which to gen-
erate sub-strategy for product families.

Product Lines never really sign off on Red
and Beige Books; therefore, they are never
committed to them.

Business Plans - we need a process on how
to generate them and measure against them.
We need more system focus, but sub-system
focus and component focus must not be lost
in the process.

Product Lines do not feel theg have a vproper
balance of control over how O0“D spends the
bucks.

More logical and objective methods of fund-
ing projects is needed.

Some of our problems are (maybe) due to some
semantics. For example, objectives, strate-
gies, tactics get used interchangeably and
differently by various people.

Let's agree on the expectation for this par-
ticular meeting (we stopped at this point and
spent some time doing that).

Let's be sure that we get some hard follow up
plans to this meeting so that it is not wasted.



Arny Goldfein

Jack Mileski

Bruce Delagi
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Ed Fauvre

Page 3

APPENDIX T

ISSUES AND CONCERNS

Identify by market segment where our products
really are targeted and where our hedges are
and where we have unnecessary exposure.

We must have a better process to develop a
selected few future alternatives. That means
we must looix furtiner out. ‘

How to get more system focus without losing
current sub-system and component focus is the
issue.

Better quantitative measure of plans so we
know when we get that. Product Management
cannot get data integrity on actual product
performance.

Product Line Managers do not seem to be invol-
ved enough in the Development Steering Process.

Too much tactics, not enough strategic content
in the Red and Beige Books.

More top down directions, at least on areas of
concern are needed from marketing committee.

Need to reevaluate the funding algorithms for
R & D Applied Engineering for Software, CPU,
Peripherals, etc.
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APPENDIX II

RED BOOK PARTITIONING

Current: CPU, Peripherals, Software, Communications, Memory, LSI;
and R & D.

Future: Systenms, Sub-Systems, R & D

System Alternatives (Marketed related by size):
A. Commercial, Scientific, and Iron by size (three teams).

B. Commercial, Scientific, and Iron by size (three teams)
plus a fourth to focus on Small Systems.

C. Time Sharing, Real Time, Transaction Processing, Multi-
function and Iron by size (five teams).

Alternative "B" was chosen as the most likely one at the time and four
chairmen were agreed on to do further evaluation on these cuts--

Commercial, Picott; Scientific, Mileski; Iron, Tomasic; and Small Systems,
Teicher.

We discussed Distributed Processing but did not come up with any an-
swer on how to handle it in the Systems context. I have asked Plow-
man/Corben to address this at our January meeting.



APPENDIX IIT

G ROS S OVERVIEW OF RED BOOK CYCLE !

CURRENT EVALUATE ARKETING
TECHNOLOGY AND PROPCSE COEEETT : ON-GOING
| PLANS 0“D OBJECTIVES RﬁVIEiJ SUB-SYS. TEAM >
AND STRATEGY : INPUTS
CURRENT | _J (NOT APPROVED AT ON-GOING
2 GUIDELINES
0°D THIS TIME) SYS, TEAM
o~ ELANS-. S INPUTS
{ J SNSRI 4
i ‘i 2
LRP's , o°D
GUIDELINES

MAJOR ENG. BEIGE BOOK
SPENDING AREA's UPDATE
PROPOSE “*“5’ g ! APPROVAL
STRATEGIE )
S RED BOOK
UPDATE ‘

OBJECTIVE:

PURPOSE:

METHODOLOGY :

Provide a vehicle between Central Engineering and the Product Lines that docu-
ments the interaction on Directional Strategy (Red Book) and Implementation
Strategy (Beige Book}.

To coordinate and analyze market and technology inputs against existing plans and
translate these into a revised set of strategy alternatives, recommendations, and
rationals for Central Engineering implementation.

An annual effort with a mid-year (Fall) review and position paper to set the plat-
form for the next annual approval cycle (Spring). Plans will be generated by the
implementators. The collective set of plans will be coordinated by a Strategic
Planning agency within 02D.
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TO: GROUP VP COMITTEE: DATE: THU 12 FEB 1981 14:25 EST
FROM: KEN OLSEN
cc: OPERATIONS CO“MITTEE: DEPT: ADMINISTRATION

EXT: 223-2301
LOC/MAIL STOP: ML1Q-2/A50

SUBJECT: URGENT PROBLEM

I think we have a problem which has been going on for a long time,
which I haven't seen clearly, and I think should be solved by the
Group Vice Presidents Committee with the upmost of urgency.

I have long been dismayed as to why so many of our product line
products have been poor, and why it has been so hard to pin down
responsibility for them. I think I now understand the problem, and
1'11 leave it with you and your committee to, with all haste, find the
solution. , . /&\

Low) 2V //m%f(&
Gordon Bell claims no responsibility for the products which he
contracts with the product lines. He says they have to work wi the
"Golden Rule" principle, and the product lines have the/goal. They
try in vain to encourage the product lines to do wise things, but the
product lines usually don't understand, and insist on doing it their
way. Gordon has a list of seven or eight personal, professional or
specialized, smart or almost smart terminals which he thinks were
incompetently done and unnecessary. These include GIGI, Minc, and so
forth. These were defined, ordered and often done by the Product
Lines and he claims he never believed in them and if we had not done
them, we might have had a computer that could take care of all the
needs. I am frustrated by this statement, and feel we have to change
our system for doing things.

The product lines, on the other side, claim they cannot be held )
responsible, because they claim they cannot get Engineering to do what
they want, and when they do, it is always late.

The result, from my point of view, is that I can't hold anyone
responsible, and I think that is the ultimate of poor management.

This has to be changed immediately. (I am always fascinated to see
that with the same product on those days when the product is good,
everybody claims responsibility, and those days when the product looks
amateurish, late, and uncompetitive, no one is responsible.)

A current example of this problem is the 278. The 278 is our 1982 new
professional computer to compete with the first wave of Japanese
personal computers. In many details, the product is very good. 1In
many details, it looks quite amateurish. I've been, for a long time,.
trying to find the loop holes and find out who is responsible, but I'm
apparently just upsetting people, and probably continue to be
frustrated forever, because there is no one to be held responsible.

Please solve this problem in your committee.

KHO/er

T LM A
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SUBJECT: UURGENT FROELEM! RESFONSIKILITY FOR LOW COST SYSTEM
ﬁ-"—‘—-—lt_,
Faor our disussion at GVFC!
' | a/u P/

Inderendent of whether I have he able to helr build better low
end rersonzl comeuting terminzlsy bhistoricslle we have tried and
‘generaells have done roorlu (market shares Profitabilitsiaualits).

PRODUCT HISTORY Gen Mator <
The rroducts arensrs over the rast & vears angd currentlut
" UTB/E (Reuters), UT14(oridinally @/f{r FRF-14)
éé VT30 31y etec, by CSS for weavings mimic diadgramsy tv
/. UT15,6T40y GTAH0» Medatek (1lsb and engineerindg srarhics) g/
VSV11l (Grarhics and Imade) LIOFy rnow C8S ﬂﬁ@r@&;z :

VUT20,21:715171y ete. for Tureset-also Tektronix based %
LAZS/ESRy LA36/TU60, LAL20/TUSE (ATET)s LA44s VUT134 | Lwatprur -
 _=BIT130», FOTES0 (for ADF) - ot datig - f[ﬂmmfc/—

Mincy Mini~Mincy TLC =

- Gigiy Gigi 1.5

UT103 (TP@) — Tennwinels FPipd.. (aanao @ncﬂj ZW»L»)
L T3

L .

WHY IT HAFFENS Pkt Lo
Our structure znd the beajc F/L Ril) of Rishts (which I do not
advocste changing)y created the rroblem. Some of the Torces?
.Customers srecislizer Beused &) . ' '
.Ferceived srecialized market need (caused about 20)
+FPerceived seneral rurroser hicdh volume orrortunite (5
«The comronents are availabler and it’s about the only
iece of hardwuare that a P/l can afford Lo endgineer
s They are furs to start, It is the one product that can

1‘€. o

be built according to the classic model: — 0B anbf;qg
~marketing srecifies and endgineering builds it _ g : c{ /’/
+ The market is rerceived to be sufficiently diffevrent ;$a!ﬁ$¢

that no gr sustem czn be built (Arrle diserroved thist)

+++ hence no common sustem was zble to be defined
«The endineering budd€get was not larde enoush to cover

this evolving rart .. for examrler, the whole WPS

F/L had to be started ur to start the endg, investment

+Poor endineering leadershir to recognize npedr and

FroFose it . ] ?’B re<prano

SOLUTION '

Now that we have recosnized the rroblems let’s solve it.
+Techrologys is changing making engineering cost highers
Froduct costs lowerr and unerofitebity clearer
«He are doing 2 sustem to cover mang of these zreas
+Near termy Endineering is tsking resrponsibilits for 278

+Engineering will orerate *modified Goldern Rule®!?
+Will orerate with Business Plan snd Phase Review
+Will get zn outside assesement of eroduct viabilituy

+Feview the current termimzl and ¥ s :.. there are
lots more lurking losers, Fuyt the $’s in low end PC’s!



Ted Johnson
2/23/81

PRODUCT LINES PRODUCTS
“(Proposed Position)

PHILOSOPHY

As a company, we design and produce the best possible products with
minimal overlap, in order to maximize our developent investment return
across our customer base and markets.

Engineering will be responsible to present an overall plan for all
products they will design and build, including product line products.

Engineering will be responsible for stating how their plan for
corporately-funded products responds and differs from Product Group
requests. Product Groups will have the opportunity to propose changes
to the Operations Committee. If they have a convincing case for
changes, Engineering will be asked to redo their specific plan,
generally within the plans of a specific Engineering Group.

Overall, financial limits or interdependencies of engineering groups'
plans may ultimately force changes to the overall plans of Engineering,
but the goal is to reduce this to a minimum for the sake of stability
(motivation, probability of meeting schedules).

PRODUCT LINE PRODUCTS

When Central Engineering 1is funded by a specific Product Line (or
limited set of PLs) for a product, they have the responsibility to make
their disagreements clear, after each side has thoroughly communicated
about market and product details.

The Operations Committee will listen to the arguments. Once a decision
is made reviewing the tradeoffs, Engineering is bound to fulfill the
schedule and contract. Engineering managers for the products are .
responsible for the schedule and contract. PLs are responsible for the
concept (market positioning), and Engineering is responsible for formal
support of the approved plan.

Product Line products which will be engineered in the Product Lines
themselves are subject to the final review and approval process (April
LRP and regular final reviews). Engineering, with advance notice to
review these products in the context of the corporate product set, wil
have a formal opportunity to critique these products and a functional
responsibility to pass on the quality of the design.

Footnote:

Individual opinions and recommendations on specific product plans, both
marketing and design function, are strongly encouraged. They must, at
a minimum, be sent to the Group VP Committee for visibility and
consideration, care of the VP, Corporate Marketing.
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TO: STAN OLSEMN DATE: FRI 24 APR 1981 12150 EST
FROM: KEN OLSEN
cc! XGORDON BELL DEPT! ADMINISTRATION

EXT: 223-2301
LOC/MAIL STOP: ML10-2/A50

SUBJECT! WORD PRUCESSING PRESENTATION AT OPERATIONS COMMITTEE MTG.

When dYou Frerare 8 Fresentation on Werd Processing for the

Orerations Committeer before wou bring it to the Board of
Directorss wou might discuss how dou will or how wou have made a3

decision 28 to which of piece of eauirment wpu do the standalone

word rrocessing on. It is not obvious whether we should ever
thande from the PDP-8 based sustem» and if wgu prorcse goind to
the ll-based systemr I think it would be worth exrlaining whw wou
ricked the srecific sustem vou do rick.

T walid %%J'AJJEJL.__AWL‘
k01185, 83 by hink Soppat o on progammabdiy .
Koti WLk Pase- Q) o
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TO: KEN OLSEN DATE: SAT 25 APR 1981
FROM! GORDON BELL

cct STAN OLSEN DEPT! ENG STAFF

EXT?: 223-2234
LOC/MAIL STOP: ML12-1/A351

SUBJECT! RE: WORD PROCESSING PRESENTATION AT OFERATIONS COMMITTEE MTG.

Stane
I hore uwou take the orrortunity describe to the board the“} ﬁmﬂai ?thwig

effects of architecture on srogrammingd comPlexity and on .
the asbility to have effective higher level languades. abm£f>an¢&lmdﬂ

!

Meweq & b
It is imrortant for them to understand these effects as
it relstes to the cost of Frodramminds the time and abilite to
rrovide certain featuresr and how these affect our iy
competitiveness. Examrles could be given at the assembler level:s 0 reamth
todether with the investment cost (which is now about 10M in the jﬁw,meauJ
100K instructionss todether with the incremental cost to add U, .
features), I would also recommend that these be presented in gwrd
terms of the overall life cucle model. o Gd Ao

+ Yo —
As 3 second rart as to why the 8 will not be viable "forever' ‘ .
wou might exrlain to them we ok vt
the lond term viablilitwy of comrlete chir level suystems based Ho
on industry standardsy etc. and how Frice and volume have
historically been related.

- Gt Gl o

filsoy wou midht Fresent historical information on how effective
we’ve been in the rast in our ability to be comretitives to sell",{u A4 9 3! [
and to be profitable since the BA in these marketelaces. You Y

might also dive the historical decsion which let to the 11, c o st

including the difficulty that Ken had in convincind Nick to do '

it. Alsor note we were successful in this thenr and that we do ““jcbb“”“

no longer redesidn sustem level 8’s. . N
u-"b\Lf_,L-'Uci Lq

If we are successful in getting our act todether vis a vis

the new computing terminal familwr then wou could very nicelw ‘E

show the learning curve effects on cost and why we would base *‘Cf’

subsecuent sustems on the 16-bit architecture both to dHet

features and cost, The competitive architectures such as Wansg .cg f»ﬂLff

(usind the z80A ... carable of addressind more bits) might show L o

N
at lesst emrirically why there is a dilema. We might also discuss 4T)L0,A4¢J
what arrears to have been 2 unilateral decision be the operations '
committee to continue the 8 effort to the present {%YGWQA;
non-cost-effective 278 and not det a2 cost-effective 14-bit

g#roduct. I think this is a great orPortunity to discuss this g
important issue with the board and to clarify our thinkind, ,bUMMLJL
To mes these are the important issues we should be working \Ejtﬂ*di
with the board on. I‘m sure that Ken dets these issues at Ford RURY: cobid
ed., whether the Thunderbird is necessary diven the Mark IV, ‘@AFMA}ﬁ*
Monaco. surer Mustands etc. The rositionind of these relative to M”L"'
each other are far more imrortant than gettinsg somethinsg that W =& 705
‘fu,h bo—&amﬁ R VRN Py K S’.aw«.br-m 5 OLVQJD' AN N R
(via & v20 ek °F&ﬂ£‘ﬁm/—f . I
— ‘,_,m( ) ¢ Ry comto on Ve T
(ﬂ&&?ﬁiaﬁ PN 7 I IR



will be reazslle dreat and comretitive with the Jaranese znd German
ca3rs,

Personallys the 8 was me first comruter desidgns and if it lives

forevers it will be the first comruter to ever do that. Howevery
if it doesn’ty then 1711 understand too.

I'm dlad wou have this incredible amount of time to discuss

this rolicy stuff. To mey this means we are really in control of
the market stuff and that we are so confident that the 278

is the dreatest thindg every and hence we will be able to redo

it, Mavbe I missed somethingy and I susrect wou reslly don’t
want to bore the board with the tactics of betweern June 21 when
we start shirrindg and the subseauent 3 wears as to Just how

the sustem is doindg to be marketed and rFrrofitable.

B. 0, Evansy from IBM dgave us a3 ritch on the Jaranese ard

one likely rroduct is the 256Kbit ram., Given that the & can only
address 32Kbitsy and the cost of chirs tends to evolve ton

the rackade costy then in order to stretch the 8’s viability

out till this chiFr arrives (say in B4)y we’'d better start working
on the mods to the 8 to accert it. Alsor we’d better fidgure out
houw uwe can det another arrroach Lo rrodramming: cause nNo way

can we ever fill that amount of srodram srace with useful functions
or datas, Alternativelyy we can Just sell what we have like crazy.
You might indicate which arsroach wou think we should zdost,

We have reorle who could helr det wou more dastez on this subJdect
if wou want,. Horefully the above will be useful.
cause I think most of the issues are diven.

Since our office architecture is not based on the 8y I think

we might slso dget the whole software drour involved in this
too. They no doubt have other reasonsy including insbility of
filesy orerating sustems zand landguadges. Horefulle thoudgh we
don’t have to dget them involved because they are driven

and look as if thew will rroduce 3 very dood rroduct on the 11,
To mey we should a2dhere to an adade! If bodiers zre in

motionr thew should remain in motions rarticularly if thew are
dgoind in the right direction.

Franmklgs I think we are doind the right wau!

froduce and sell 8'sy evolve it ss lomg as it is comretitive ...
assuming it will make monew and brindg in the bread

40 like hell to make 2 really dreatr next dgenerztion rroduct...
arrle 111 (with 128K memoru) has the rotentizl to be 3 verw donod
wrsy and Just like Visicalc made the arrle 2y WFS could make the
arrle 3. That’s what I‘'d do if I were running arrle (but mostly

those dguus are a lot smarter than Iy s0 it will st least be that dood.

Let me know if I can helr =rera2re wou for the boszrd.
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Interoffice Memo

: Possible Changes in Engineering Qrganization

To: Operztions Committee

CC: Ed Schein
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Now

R/D

Personnel
Control - Comp.Tools
Planning

GB
LSI/Memory

Comn.

-- X Peripherals

CPU

Software

10

Ins precblems 1'd like to solve:

Date:
From:
Dept:
Loc.:

6 or T--
-

i5 FEB 77

Gordon Bell

GOD

ML12-1 Ext.: 2236

o

R/D + Standards 4+ Tools

Possibility

Admin. (Pers., Plan, Control)
Personnel

'E:: Control g?)

Comp.Tool
Plarning }&5. ) E
’ @ S

LSI/Memory

Peripherals
CrPU

Softiware
VAX (possibly) /
P/L Eng.

1--~ 10

-~ DCG

I-- (C38

1

1

'-- Commercizl
!'-- Sci./Computation

0. Focus on detzails to routinize the planning and control via strong

aaministration.
Standards.

Book!

Tune up the processes by making them DEC Engineering

Establish formzl reporting...akin to Corporation Brown

1. Some formal organization communications, albeit matrixed to DCG, CSS,
10 (OK now), Commercial (OK now), and Scientific/Computztion P/L’'s.

2. Line management with proposals, mezasure and review cf Research and
Advanced Development; Tools; Standards; and New Programs.

GB:1jp

3
=
S
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GEE AR £ sdhu +7ec INTEROFFICE MEMORANDUM
HGAEL Ladild ~ Atn(

70: OPERATIONS COMMITTEE D;’&Ef ;eb"g?ry 4, 1277
cc: Ed Schein FROM: en sen
G
0
/C‘:\ fO‘f)
Co N Py
) Oy N Q0
SUBJ: BERMUDA W00DS . 43,“);.

The items | would like to discuss at the Bermuda Woods are as follows:

.What should the organization look like when we are a $1B and $28B ,
company? Yo re sesmn-h‘lun. of businesses. €ng/HUL. / Mg +b§ t"'-encﬁj
. . T More int/ext . damoinds pracical,
.How are your jobs changing?’ How are you changing to meet new
cha]lenges?l_Are you supporting each other through the changes? —-hbof'J;ffrcj'QJi.,.
Not... am tire et -
.How are wt to maintain integrated and in conjrol with rapid growth?
Mere o / clrav Strvetues ):r rousses 4 Some top dourn dired.

LA review, of plaaned changes in 00D organization.
(s,uv_a. aokmwd'

.A discussion of space alternatives. In NH. ey 3__7‘5‘ Place (COnn./E-I/”e)

Podrce e '
-Whot sheuld the characteristics of my repiacement he? —_—
S———— A TN V... Conwe gt somamme ?

(eg. Nt /fris. [P

A opropose thai any producy tihe not making 24% PLL only be a2llowed to grow
5-10% next vear. HN=2w devefloping product lines, less than two years old,
vould be considered for efceptions.

VWWould you prepare an cutline of your corcept of our organization at S1B and $2B and
why vou heve chosen it by February 14th. | have asxed B8il! to coliect and distribute
to you as advsnce thoughis for ouf discussions.

/a somr moevl V\uwhwﬁw\ °on Markd‘ing.
[é}muﬁu & gn)& GE ngu}
L Somaons hoofo hune undsdandi /

Cm\,@ﬁ,» &MTM/)S- ;
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INTEROFFICE MEMORANDUM

TO: Operations Committee DATE: March 2, 1977
FROM: Ken Clsen
Ce: Bill Thompson DEPT: Administration
00D EXT: 2300

LOC/MAIL STCP:

SUBJ: CHANGES IN ENGINEERING

I wouid like *to staff the Marketing Committee to supervise and ron the
budget of OCD. This means having a Marketing Vice Fresident who, with
a staff, not only supervises all marketlﬁg plans but supervises all
engineering plans. Proposals for projects will come to the Marketing
Committee through this Vice President for approval and will be reviewed
each quarter.

Marketing then will be done by the Marketing Committee and not 0OD.

We should have an Executive Secretary or Administrato
very senior, very strong and can run all the adnln*S'rative activities,

00D should be broken into four, five or six pieces, sach with thelr own
accounting. so that onz group over-runs or under-runs and not the vhole,

[ 4

large 00D,

From now on, Proiect Managers should coordinate beztween scftware and
hardwars so that COD is relieved of this chore.

There will be no mectings of OOD for six months to force ths organization
to delegate prcblems and to accomplish projects by crganization.

All projects will then be run by the Marketing Committee with the Vicge
President of Marketirg and no one person will have arbitrary power to

turn on or turn off projects.

/d



March 2, 1977

Bill:

Ken would like the following three
items put first on Monday's Cperations
Committee agenda, to run from 12 p.m.
to 1 p.m., and would like only the
"01ld" Cperations Committee members to
sit in on them.

1. Proposed Changes in 00D - -Ken Olsen

2. Definition of Marketing VP - A.Knowles

3. Proposal for Administrator
for COD - G. Bell

I thought maybe Ailine could set the
food up in Gordon's office and the
Oper. Comm. could grab their lunch

and meet in the conference room while
the others ate their lunch in Gordon's
office -- just a suggestion.

Thanks,

Peggy

L tnma o arn———————



Cero (.Bell Mar.7,1977
BASIS OF CHANGES IN ENGINEERING

QPPORTUNITY IQ:

Improve interface and trust relationship with Product Lines.

Improve performance against schedule commitments.

Lower frustration among Gordon's Staff.

Improve focus on longer range, fundamental engineering strategy issues.
Improve attention to day-to-day operational and administrative
requirements (e.g. the "SPACE" problem, budget surprises).

Reorientation and restructuring of Engineering:

1.

Full time senior manager for administration and operational issues:
space allocation, budgeting, reporting and financial control, manpower
planning and organizational development, operational control, program
review, project review, schedule review, strategic planning.

Reduce meeting frequency so that operational details must be delegated to

the line organizations and not (usually) worked at the staff level.
Forced decoupling of individuals to minimize interaction problems
Force Gordon's line managers to focus at a higher level

Refocus onto Corporate Engineering Strategy.
Technologies and Advanced Development
Longer term product and program (e.g., RAMP) strategies
Raise long term/short term investment trade-offs for M/C
. Personnel review/management and organizational development

Bsﬂiuiuumgimmﬂm;&m
Puffer - head of planning, control, personnel and engineering
services

Hire Senior Mass Storage direct report

. Move printing terminals, power and packaging to Clayton
e - GORSider-Demmer-as direct-report T o T

. Consider low end/terminals&?irect report ST oo

Refined product planning/strategy setting process.
. Cleaner interface with product lines
. Better marrying of expectations and reality
Community of interest between engineering and product lines
Documented plans with visible control

Quickly implement improved systems for financial reporting and control
Major program review

. Enhanced, simplified planning and funds flow processes
. Clear responsibilities for operational issues

Separate Bell Staff - Focus into two parts:

Operational Issues (the mundane and the practical) )
Delegate to the line except for issues which must be driven or
focused at the highest level (under control of the new manager).

. Engineering Strategy Issues

Providing long term direction for growth and success of DEC's
engineering activities, encompassing: strategy, direction, and
organization.
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F«?{\ COMPANY CONFIDENTTIAL

OPERATIONS COMMITTEE 1
Minutes of March 7, 1877

Attendees: Andy Knowles, Al Bertocchi, Gordon Bell, Win Hindle, Ken Olsen,
Ted Johnson, Pete Kaufmann

Rotating Members: Jack Shields, George Chamberlain, Bill Hanson

Guests: Jack Gilmore, Bob Meese, Joe Meany, John Sims, Dan Infante,

Jack Smith, George Silva

The minutes of the meeting of February 21, 1977 were accepted as written.

— PROPOSED CHANGES TO 00D

Ken is pushing the basic concept that Engineering can not accomplish the
dual role of watching its own budget and planning. This means a major change
in the Marketing Committee to accomplish this.

Gordon reviewed his proposal to change his organization. Ken disagreed.
He wants no meetings— he does not trust them and wants to avoid insignificant
hassles. Bob Puffer is now motivated to take the administrative job.

Ken asked if Gordon would run Puffer's responsibility in Engineering in the
interim. The answer was yes. Dick Clayton's responsibility will also expand.
Dick should be told that terminais might evenitualiy be spiit out. This was nol
expected to be a problem. It was also noted that Dick had added solid management
strengths in last six months.

Ken's concern Is that nothing will change— 00D will Just put up some window
dressing. Pete felt we could go forward. The Operations Committee agreed provided
Gordon does the following: :

Add agreed to staffing of new guys
/ ~Each has a separate budget, i.e. ciear turf
“  =Eventually split mid«range and the low-end
~Give Clayton and Portner the message that they should
manage their own projects and place more emphasis on
the future,
-Personne! will report to Gordon

The Operations Committee approved the proposal based on the above conditions.

———>  VICE PRESIDENT OF MARKETING

"Ken then introduced the next subject, the Vice President of Marketing— not
for decision but for discussion. Ken's goal is for the product }ines and
Engineering to propose, a Marketing Committee staff to do the preparation,
and the Marketing Committee ultimately pass judgment. This means that the
Marketing Committee actively decides on budget swaps, etc. Obviously, the

O AL ERUIPKMENT  CO4En0aaTion



COMPANY CONFIDENTIAL | _ -

OPERATIONS COMMITTEE
March 7, 1977 : Page 2

Marketing Commi{ttee can not do without appropriate support if the work is to
be done properly. He also wants to collect marketing plans~— our marketing
types are very inexperienced, therefore, we need better plans. This could be
done by the vice president of marketing.

Ken is concerned about what the overtap with Corporate Planning might be.
He worries that we limit the organization by titles. We need an organization to
get things done. - It will require many senior people.

Pete thought the issue was to define what you want to plan, then identify
how it should be done.

e Win thought the issue was:
.Central place for short-range marketing plans held and reviewed
.Interaction with product process (1ikes staff part, but uncomfortable
with line)

® Ted felt we did have a process.

@ Al felt Bill had developed a catalyst for planning— what was lacking
was a strong review.

e Kon wants RI1) to continue on as secretary of the Marketing Committee
and keep ithe process honest.

e Ken likes a line manager doing a review of the plans. Ted felt having
Helmuth Coqui on board and working for Bill would solve this.

Ken was in a hurry last week, but with the 00D problem solved he is ﬁow willing
to wait a few weeks.

Gordon wants Andy to concentrate on the low end.

VICE-PRESIDENT''S REVIEW

No vice president's concerns were raised.

ON-LINE SYSTEMS LETTER

Ken reviewed his concerns over the On-Line letter. His basic concern Is
whether we respond to these complaints property. :

Ted discussed his concerns and procedures that attempt to handie these
problems. Win felt the key issue is the effectiveness of the account management
program. He thought it was interesting that account managers were fundamentally
new people.

Jack Shields felt we may need a system for returning c¢alls that do not involve

service outlays. Ted agreed. In addition, he is pushing for a review of large
accounts.
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Vice President, Computer Systems Development (Dick Clayton)

4

e .
........... Planning and Red Book (Frank Sanjana) %ﬂﬂ; s
........... Finance (Larry Rasile) Sy
........... Personnel (Mike Donnelly) '£§>
........... Systems an1n0611ng (Peter van Rockcng)
............... System Mechanical Engineering § Support (Dick Gonza]cq)
csces-ssrss..-.System Performance Evaluation (Ralph Platz, acting)
............... Current Systems Engineering (Dick Testa)
.................. Configuration Engineering (Jim Barclay)
............... Multiple CPU Systems (Malcolm Johnston)
..... eeseeac...8ystem Interconnect Engineering (Howard Fineman)
che s ...PDP-11 Architecture (Ralph Platz)
...... .....UNIBUS 11 Engineering (Jim Marshall)
..... ve-vs.....High End Systems (Bob Magers)
............... Low End Systems (John Sofio)
T e sennan cesnann Englneerlng Technology (Bob Mltchell)

- eee e System/Product Management UNIBUS-11 (Mlke Tom351c)
ceeerenn e Medium-11 Systems, 11/04,05,10,34 (Bob Flynn) C
e s secenaaneen Large-11 Systems, 11/35, 40 45 55 60,70 (Janice Ca1nes)
........... Small Systems (Steve Teicher)
et nsaeasan e Finance (Bob Moss)
............... Current LSI-11 Products (John Clarke)
....... “v.......Interactive Terminals § Systems Group (Len Halio)
....... veas+e..L8TI-11 Product Management (Dezi Dezzani)
........... Advanced-11 Computer Chips (George Beason)
............... Fonz-11 (Mike Titelbaum)
........... PDP-8 Computer Systems (John Clarke) .
........ (:..Opt1on Lists, Design Reviews (Dick Best, Carl Noelcke) :}
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ONFIDENTIATL

INTEROFFHCE MEMORANDUM

0. sordon Bell Y DATE: 10 Junz 1276 .2 > ,
Dick Clayton FRCM: pRob Lander ,ﬁiﬁ;f"f ﬁ{? ;
tarry Portner DEPT: controller's Dept. 'f
Bob Puffer | EXT: 5051 | «?’?
LOC/MATL STOP: PK3/F33 by

SUBJ: Organization of Engineering Department

Being aware that you are currently discussing organization changes, T
want to offer for your consideration, how I view your world and a
possible new structure,

Attached is a propoesed organization chart and on subsequent pages are

some of my thoughts on same. R

If you want more discussion on this, I'll be pleased to meet with you.

/jmb
attachments (2)




THOUGHT:S ON ORGAN I ATION CHART

1. I believe a restructurinhg of responsibilitieos affecting ordon Be:1d
should be considered. He should be dzsignated as being the Chiel
Consulting Engineer and all administrative duties should be placed in

the hands of a new Executive Director of Bngineering Operations. I
suggest that the individual to f£il) that role is available in-house.
That person should be represented on the Operations Committee.

2. The existing three engineering groups should be altered so that all
"product/Project” Managers would be pulled out and structured under
a new Engineering Manager. I believe one of the weakest roles being
performed in the company today is that of the Product Manager. The
job definition is very foggy and some of the current individuals are
torn between trying to be Product Managers, as well as, Engineering
Managers.

3

3. The position of Finance and Administrative Manager is one that should
be filled by Arnie Goldfein. I believe he has the capability to do that
job as I have structured it. If your group organizes in a different way,
then the job for Arnie Goldfein will have to be redefinsad.
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POSSIBLE ENGINEERING ORGANIZATION

“T—Personnel and Education

— Plans, Review, Measures
— Process and Standards
—-Sof tware

—Systems

—8

—11-S

— 11-L
-Nets

—Languages

—— Standards

— Documentation
—Applications
—Software Support
Diagnostics

E‘Fie]d
Mfg./Eng.

——O0ptions

Disks

Tapes . .
Printers + Unit Record 1/0
PS (and Packaging?)

L Systems

—Small

-~ LS
8
—Terminal

L—Mid
11/05
11/40+
L—11/L45-11/85+
——10
L_.]5
Adv. Dev.
-—Adv. Architecture

PL Engineering

Support (draft, models, auto=design, repro)

Kaufmann

—Housings Eng. & Mfg.,
—Memories Eng. & Mfg.
—Cudmore

Testing
Components

Assembly Line Systems Ehg.

]

~Process Eng.

rd
yi// |

| TZ»\,' ceiea Jly })ﬁ,h,, r& Z“T—

AN et L)JL/L.(/) o

(,U‘{.p/"f 'Q'X'(ﬂ(:f" i (Lj'

J Ak

-‘l * Lt ia(vr'ic.a.&-'kfh) J{vk

V‘W\d(‘ 0{\ P/(, Sl’V\A.(j‘V\AA a~‘Tw

3)/.4,‘8' heot  dhace N Q"\Xm.n_t »'7 .



G. Bell
2/7/74

BURNING [SSUES. ENGINEERING RE~ORGANIZATION SHOULD ADDRESS

0.

1.

10.

Interface to markets; interface to manufacturing.

Low end computer products.

Including, terminals as low end product;.

System products versus collection of options that happen at random.
Better integration of hardware software.

Compatibility. Also 11/11; 10/11; nets

Reliability and producibility.

LSi--getting there.

Semiconductor memories phasing and opportJnities for faster.machines.

Product range-funding.

By structuring a particular way, will we build obsolete products
according to organization--thereby missing opportunities.




—y- | - , | . 6. Bell
: : o 2/7/74

PROPOSED PRODUCT GUIDANCE AND STRATEGY COMMITTEES

Networks

8-Systems (Willis/Clarke)

11/05R (Teicher) \
Systems

11-Midi (Delagi)

11/85 (Demmer)

10 (7)

Terminal Coordination (Devlin)

Primary Memory (Lemaire)

Disk and Tapes (Saviers/Peyton)

Unit Recod 1/0 (Corell) o ~ Components

; (options)
Analog/Digital (Peters/Savell/Wallack)

Power, Packaging (Rey/Nevala

Ground Rules

1. Guidance for product planning and product management.

2. Advisory--generally chaired by 1 or more responsible line manager
for product(s). '

3. Consists of Engineer, Mfg. (2x2), Service, Sales, and using Product Line
customers,

L. Manager responsible for profit; 2 wide open 1/2, 1, or 2 day Woods
Meetings; a 3 year plan which is a maximum of 5 1/2 months obsolete;
and a short plan for yearly product review.
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6. Ben"
2/7/74

ORGANIZATIONAL AND TERRITOR!AL ISSUES

l.

Packaging, power supplies, power distribution, shipping containers,

environmental testing, metals engineering, design and mfg. of metals.
Also, individual product group packaging. Strong central group with
dotted line reporting to product, seems the way to go. We still can
gain by more centrality. Less need to bend sheet metal is way to go.

Design automation. Central group (Vrablik) is beginning to function

‘for PC boards, back panels, automatic insertion and data base. Splinters

for Register Transfer simulation (programming), Logic Simulation (Gale),
and Mask Generation (Gale-LS1).

LSI-Mfg.--Lemaire, Cudmore (Zeh-Amann), Teicher, Gale--doing lots on
ad hoc basis, but really moving toward a strategy. Peters charter to
do engineering; Lemaire to get chips and circuits.

Research. None with hardware building. Many groups prototype, almost
all ideas get built. Little fundamental technology.

New products we are unable to identify now. Will this organization

lock us in by structure and funding to miss new opportunities? Eg., scan
graphics, voice response, OCR, desk calculators, computers packaged in
terminals (smart terminals), floppy.

Terminals. Are these merely the form for our future low end computer
packages? How do we sell them anyway? VT5-, VT5-Lab graphics, VT5-

for typesetting, GT4-, (sell only: VTI5, VT14, VvT8), VT20 and VT20
foliow-on, RTO-, RT90, CSS color, LA-. Issues: will new cocrdinating
committee encourage/reduce overlap? How do we move to better products?
Would some centrality allow us to hire a fundamentalist in human factors
engineering, planning, and TV techniques? |s there any way to do it
worse? Ve still only lose $250K/year in miss-products.

Memory. Move to adopt combined Mfg., Engineering, and Testing as per
Bell1-Kaufmann suggestion to Operations Committee memo?

Manufacturing and its Engineering. Assembly line design. How
much centrality? Can these plans be reviewed by engineers who must
interface to them? Component group?

Process Engineering. How can we stimulate development in automation
for:

Modules fabrication and testing
FAET

Péripherals

Power Supplies

Memories

Synchronization with PDP-10, Customers for cabinets, power supplies,
disks, terminals, tapes, software. Must interface to standards for
networks and languages. What is interface to 11/85...would 10-land*
kill it?
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G. Bell
2/7/74

PROGRESS ON TOP-10 BOARD OF DIRECTOR's PROBLEMS (published Aug. 1973)

10.

1.

11-programming--substantial progress on qupatibility.

LSi--no progress, need strategist-implementer.

Floppy--doing. Moving to manufacturing drive.

RP disks--Doing. Maybe shouldn't as it impacts engineering funding.
Networks and multiprocessors--nets 0K. Multiprocessors not OK.

High level languages--commitment to use BLISS; FGCAL in some diagnostics.
Small and lLarge-11's--are segmenting. Havq started 11 development.moving.

8's and 11's--should we support both? Yes, seems to be answer--is
probably right answer.

Consoles, packaging--move to common scheme for low-end. Concern and
staffing is occurring.

Terminal types--progress to adopt VTXY.

Manufacturing-Engineering Committee is helping. Pete is more aggressive
to build engineering expertise.
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~— Central Eng.--Puffer . Terminals-~Stackebrand At 2 12
PLP~1l-~Delagi Typeset/Traditional~-lane . Cent. Eng.=--Cudmora 20159
Smali--Teicher SH4 EZny.-~Mliton 110 {24 Test Equip.Eng.--0°‘Connor 13455 N
Large~-Hughes 615 low Vol. Prod-Reed 221 J11 pack/Environ.--lawrance 3f 1
Systams~~Swanson 211 Business PL~-Jacobs Components=-Amann 48 2
Peliakility--Ancona 515 Eng.~--Ball 11 Metals--St. Amour 25l 2
Bus Optiens-=~Dando 645 Communications PL--Marcus . Mfg.Eng.-~Bcan 18
Disks~--Saviers 22 122 Eng.--11 Comm, Prod,.-Bastiani|é6] B Ind.Design+o--Nevala 61 1
Tapes-~Lawrance 917 large Vol.mig,--Hanson 18] 9
Printing Terminals, Cards, (PR/Canada/Boards)
. & Faper Tape--Corell nz il FNOALES . . Process~Caiolet 121 5
.- Engineering Services~-Tays . : i ) Modules/Test/Special
Auto.Crafe-~Elgin ',‘OEM PL systems~-Smith 1549
Model Shop--Gerelds . POF-B--Clarke - 1ap 7 MEq. /QC=~Cady 4] 8
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Diagnostics~~Horovitz Remote Data 3} 4 Fiald Service--Shields
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Praduction Suprort Computer~nn-a-~board-~C'Loughlin . Techniques, support comm. ,Tel.Co~-Kalagher
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Library {production) LDP, EDU, Medi, Terminals PL . Ind.,TPL,LDP,0EM B~-Dubay
Fesearch,Dev.,Congult.~~Bell 5 LOP, terminals CEM 11, 11/4S5,15~~Karpowski
Soft.Erng. Education LDF Eng.--Budianski & 3 : Testing Design & Mfg. for Depots--Zercski
Graphics-~Halio 4 5 Long ;
CsS~~Holman . ) Mpdi
Maynard . Eng. 1 013 : .
Eng. . 20 (22 {14 .
Low Vol, Pred, 2181 0
LA~~Butler 4155 §moLL
Eurcpe (UK} B{7!5 ¢
furope (Yunich) B4l chicf Eng.-~Best
Australia 212( 4 Plans & Review-~laut .
Jaran 1i0(0 Software Plan & Review-~Teichholtz
Canada - 41212 Power Supplies + Primary .
Memories~-Savell )
PDP-10~-~Leng Power Sup,+ Wiring--Rey “ 4
KZ1l0--wWilkeln SR Ie Memories .
Eng.~-Atterbury ) Core 34
. KA,KI--Fagergulst 513 i HOS . 4 2
Eng.~-£2 Siegmann ’
Advanced Systemg=--Hurley 417 )

"E-engime.u, T~tachniciana, P~programuers
**Wiremen .
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* Figure 3

LD 1Y

P. Laut
2/26/73

Reviscd: 3/14/73

MICTALS
ENGINEERS TECIINTCIANS
. % AS % BS. % MS % NS
COST CE;?ER Y:P. Noﬂ, OR ABOVE | OR I\BOVEE~ OR QDOVE_“EQL OR ABQVE.
392 Memory+PS GB 12 75 67 16 [ 16
359 DEC3ystem 10 Wi 13 92 77 ‘38 5 20
378/387 11/45+11 Wi 19 89 84 58 17 } 29
379 Disks . WH 22 95 91 50 " 14 36
383 Printers 7134 13 100 92 62 7 14
384 MACTape WH 9 88 88 66 7 O
,466-C.S.S. Engr. wH 22 90 86 41 19 58
Sub-Total wir| 98 93 87 Y €9 | 33
357 Logic Prod. AK| 10 60 50 0 8 25
363 IDAC AK 4 100 100 75 ARE o]
330 LD? AX 8 75 75 ¢ 0 7 14
321. 8 Contral - AK 9 77 €6 11 8 13
322 LSI AK 7 100 86 57 4] ¢}
383 pop-14 AK 5 100 80 20 7 14
389 PDp-16 AX 2 100 100 50 2 0
-Sub-Total AK 45 82 51 22 34 15
330 Mech. Eng. PX 3 100 100 0 1 0
331 Elez. Mig. Eng PX 14 856 57 7 4] ¢}
332 lMech. Mfg. Eng PX 7 57 43 0 0 0
339 Prccoss Eng. PK 12 58 58 16 2 0
Sub-Total PX 36 69 58 8 3 0
302 Business Sys. 1} 1 100 100 0 0 0
303 Display SO 1 0 0 o] 2 0
305 Medical SO 2 50 50 50 1 0
305 Typocet | S0 1 100 100 0 2 50’
349 Communications SO 6 83 66 33 7 14
376 Traditional so 2 100 100 0 2 50
Sub-Total SO 13 76 69 23 14 21
"] Grand Total 204 84 72 3¢ 126 25
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" INTERACTIVE OPERATING OBJECTIVES

CENTRAL ENGINEERING FINANCE

MITCH KUR
Rev. November 6, 1979

KEY: Fin. Role

P Primary
S Support/Secondary

Priority
VH Very High
H High
M Medium
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IMPROVE FINANCIAL PLANNING, ANALYSIS, FORECASTING, AND MEASUREMENT CAPABILITIES.

Statement System,
with PM4, oD
ST

PMS FA's
John Fisher

OTHERS TARGET
OBJECTIVES FIN. PRIME INVOLVED MILESTONE PRIOR=- EXPECTED
ROLE RESP, B - D OR CPLTN ITY RESULT
Loz Jaetes DATE
- New Budget Process - | P Ken Bruce Stewart Design cplt VH More stable budget process,
Design and implement. 3 Nisbet &} Si Lyle 03,FY80 less hassle, far better
a revised discrete | .A| Fin. Impl.Q4,FY80 financial planning.
project budgeting L Task for FY81 & ' :
system with a 2-3 year Force future budget
focus and a specific
approval process.
Metrics - Determine p Jim 8]0)>) Impl. by end VH Ability to understand and
metrics needs with 00D; Chiafery : of Q4,FY80 measure accomplishment,
plan to follow. . -~ _ & FMs -|to use in progress, trends, and to
: Kiii”‘ FY81 identify and respond to
' adverse changes.
Reports - Develop P Joe M. Kur Initial pre- VH Consistent contrul feedback
package of meaningful Winn/ L. Portner lim, trial on spending vs. budget for
monthly/quarterly fin. Jim G. Bell report at all Engrg.--Central Engrg.
reports and graphs for Chiafery|B. Stewart end of QlFYBQ Project Rollup, Incurred
Engineering VP's and__ Improve,re- Spending, G&A Spending,
00D, Ty fine, during Manpower, & Capital--vs
L P’fﬁ 02,FY80. Com+t current emph. on Central
L plete by end Projects only.
of Q2,FY80.
Product Mgt. Support - P Bob Si Lyle To come = VH Measurement (Corp.) of
a. Improve Product Fin. Woodford| Sr. Prod. Mgrs. |(Woodford Product Contribution and/
Reporting via a new w/Emil Curt Rawley started 10/ or profitability.
or revised Prod. Fin. Demikat |Dick Becker 22)
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GOAL: I.
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~MPROVE PLANNING, ANALYSIS, FORECASTING, AND MEASUREMENT CAPABILITIES cont. ~a,_
OTHERS TARGET
OBJECTIVES FIN. PRIME INVOLVED MILESTONE PRIOR=- EXPECTED
ROLE RESP. OR CPLTN ITY RESULT
DATE

b. Implement BURP -- )2 Curt Sr. Prod. Mgrs. |["Fixes" by H A technique forecasting
"ROI" Financial Tool Rawley, [Si Lyle end of 02, returns on product invest-
for Product_Invespf Dick Larry Rasile FY80. ments; aids in deciding on
ment analysis, - Becker, Trn'g. pkg. which products to devel.

U PMS FA's by end of and provides input to
Q2,FY80 pricing decisions.

c. Evaluate and rec- P (New Objegctive - not evaluated yet)
ommend a financial ’
impact analysis model/
tool more comprehen-
sive than BURP --
which evaluates in-
duced spending on
other projects/pro-
grams.

d. Define product P |M. Kur, |[John Fisher Initial H Initiate focus by top corp.
measurement input Si Lyle |Win Hindle recom.11/79 mgt. on product cut=-product
to the corp. 3.5 Curt Sr. Prod, Mgrs. {Initial impact on sales/contribution/
measurement report. Rawley, {Shel Aronoff(?) {Imp. re- profitability, more learn-
(Short range, until Dick lated to ing than controlling at this
4a above 1is done.)ow) Becker, Corp. Fin. stage due to less-than-

T4 MR Bob interface. . desirable accuracy. Lyle,Kur,
) AT Woodford to initially review w/Fisher,
i~{}* Hindle,

Engrg. Business Systéms| P Bob Si Lyle, (To come - 'H Plan for instead of react

Architecture - Design Woodford [Bruce Stewart, Woodford to the growth anticipated

a system for Engrg. Mitch Kur, started 10/ in the 80's -~ so that

Business feedback, 00D Members 22) stable systems are in place

control, reports foi . ‘ for planning, measuring,

the 1980's, with PM ey ﬁfL and controlling.

and Opr. Mgr., after ;ng

defining, w/OOD,mgt.km/

reqguirements,

Review the effective- P |Jim Bruce Stewart By 6/30/80 M-H Identification of procedures

ness of the cost gathert Chiafery [Int. Audit requiring correction -~ to

ing/monitoring proceduré¢s - Corp. Acctg. (?) improve accuracy of project
O cneta.



D .11, COMMUNICATE WITH AND EDUCATE LINE MANAGERS ON THEIR "CONTROL" RESPONSIBILITIES AND

-

THE FINANCE ORGANIZATION'S ROLE/RESPONSIBILITIES.

OTHERS TARGET
OBJECTIVES FIN. PRIME INVOLVED - MILESTONE PRIOR- EXPECTED
ROLE | RESP, » el OR CPLTN ITY RESULT

SR DATE

l. Set up a basic model P M. Kur 00D Cplt by H Improved understanding of
and explain the over- ’ Mar., 1980. Finance role and contri-
all Engrg. Finance ‘ bution to Engineering
Program -- overall . function.
structure, how coordi- o
nated, major thrusts, _
interrelationships of |.°
finance activities andj -
projects.

?. Continue (and improve)| P M. Kur J. Meyer At least two| M-H Educate Line Managers re:
Engineering Finance & Staff | (T. Buckley) more sessiong cost center reports, . -
Workshops for Engrg. (Ann Tomyl) in FY80 be- discrete project budget
Line Mgrs, Supv, and Engrg. Mgt. tween Nov. system, capital budget
other key people. - : . 1979 and system, current financial

2E ] P June, 1980. picture for Engrg., finan-

cial projects, etc.
Emphasis on "how to".



AL: TIY.IMPROVE THE SROFESSIONZT STRENGTE OF THE ENGINEERING FINANCE ORGANIZATION (AND THE ~Form,

EVGINEERING LINE ORGANIZATION) . N
OTHERS TARGET
OBJECTIVES FIN, PRIME INVOLVED . MILESTONE PRIOR~- EXPECTED
‘ ROLE RESP, - ST OR CPLTN ITY RESULT
B DATE
. Hire highly competent P | Kur Engrg. Line Mgt.] Ongoing VH Streng fin., org. capable
people. Staff of professional business

partnership with Engrg.

,m\

. Line Managers in budgeting,
controlling, analyzing
investments, and financial
counselling,

. Participate in Central S Guy Jim Chiafery, See Guy :
Engrg. Human Resource Fincke Mitch Kur Fincke/John| 3. 3
Planning Program. .= : Meyer '

A’A/E . Program
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July 1, 1979

\\ ENGINEERING FINANCE / i R ' M.C. KUR

A. Content, Objectives, Responsibilities

. GOALS/PLANS/PROJECTS FOR FY'80 -~ Priorities:

() High

' ‘q 1. Improve the professional strength of the Engineering

Finance organization.

a.

Plan and provide for financial career growth
and promotional opportunities for high performers.

“Kur & Staff (H)

Hire highly competent people. Kur & Staff (H)

Provide for and encourage participation in 4
development programs, both inside and outside
the company. Kur & Staff (H) '

. Improve financial planning, analysis, forecasting,

* a.

and measurement capabilities.

New Budget Process - Design and implement a

. revised discrete project budgeting system which
- has at least a two-year focus and a specific approval
process. (Started in FY'79). Resp.: Ken Nisbet,

plus task force. (H)

Metrics - Develop metrics (including cc, project,
‘manpower, space, capital, etc.) for both development

groups and key service groups. Resp.: dJim Chiafery
(Central), all F/M's {own areas}. (H)

Control FY'80 - The prime objective for FY'80 will
be to insure that Central Engineering stays in

control -- first, that it does not exceed its

expense and capital budget, but with the caveat that
potential problems of budget vs. schedule vs. project
content are identified and exposed in advance by
financial personnel, so that the appropriate total
business tradeoffs may be made by line management

at the "right" level in the corporation. Implicit

is timely and accurate forecasting. Resp.: all. (H), L

Product Management Support - A P/I support F/A is
needed in Large Systems. This financial team will

work with a Process/Systems Specialist to improve
and/cr redesign the Product Financial Statements,
develop product investment metrics, along with an
jncreasing role in investment analysis and development
of corporate new product introduction financial
evaluations. Resp.: Curt Rawley, F/M's, PHMSF/A's. (H)




.‘ . .

e.

Engineering Business Systems Architecture - Replace
Curt Rawley in order to continue this longer range
‘business systems development activity; combine with
Product Financial Statement Systems project. Resp.: -

M. Kur. (H)

Engineering Finance Metrics -~ Analyze collected
data and organize into a cohesive formal package
for ongoing measurement and review. Resp.: M. Kur,

- .Jdim Chiafery. (H)

Yool Development - Provide investment analysis

- for tool development in EIS and Technology group.
‘Resp.: Alan Silver and Mike Jean/Bruce Green.

Improve Reporting Tools for F/A's ~ Engineering
assume responsibility for labor processing and cost
center reporting, improved budgeting and discrete
project reporting. Resp.: Jim Chiafery.

Strategic Planning - Improve/Strengthen the'coupling
between strategic planning and finance. Resp.:
M. Kur, F/M's. -

the "basics" better.

"Simplification” - Design and implementation of
changes in accounting within the Simplification
philosophy will be accomplished in FY'80 and FY'81.
Included will be an analysis of current accounting/
financial practices in each 00D member's organization
and recommendations for improvement. Included will
be reporting by 00D member on both project spending
and "incurred” spending. An initial time-phased
plan has been proposed. Resp.: Jim Chiidfery, plus

- task force. (H)

large Systems Development - Fully integrate.Large
Systems (financially) into Central Engineering. Resp.:
Dick Lesiie. (H)

- [

-Engfneerihg'Accounting]anaﬁce.Prdcedures ~ Document
these in a simple, easy-to-read, manual. Resp.: Jim
Chiafery.

Audit of “Basics" - Provide for ongoing audit of
Travel expenses, employee receivables, overtime,
first class air travel, and other "basic” financial
areas requiring particular discipline within Central
Engineering. Resp.: dJim Chiafery.

1098 System - Refine to minimize inter-plant recon-
ciliations and provide accurate ECO history; resolve
any loose audit issues. Resp.: Ken Nisbet.




*

* £, Decentralized Engineering Accounting -— An ana1y51s
- {and justification, if justified) of the benefits
of decentralization (Eng1neer1ng ledger) - and/or
: - of other alternatives ~- is required before any
(?/ ‘ major decisions and resourcesexpenditures (not
. budgeted in FY'80) are made toward an Engineering

ledger. Continue implementing remote site accounting

and reporting in Colorado, Phoenix, Narlboro and
Hudson. Resp.: Jim Chiafery. .

total cc322 budget increase of 157 over FY'79

' (Z?EE) g. Finance Budget - Accomplish FY'80 goalsuwithin a

4. Educate 11ne managers relative to their contro?"
responsibilities vs. the controller's role -- as described
in the Corporate Controller's Staff Goals.

} /k;¢?3a. Directly participate on 00D. M. Kur (H)

oc- b. Continue Engineering Finance workshops (started in
:ifi’” ' FY'79) for Epgineering Line Managers, Supervisérs,
and other key people. Kur & Staff. :

’A} - ¢. Communicate to all levels of management and keep

#ég / them informed about Engineering Finance Charter

and Engineering Finance organization structure. Kur
& Staff.

Highest FY’80 priority goals, as establishaed with Bill
Thompson and Larry Portner.



M.C. Kur
2/16/79

CENTRAL ENGINEERING FINANCE CHARTER

BASIC CHARTER STATEMENT: The Central Engineering Finance function

1s the financial business partner of Engineering Operating
Managers and Product Managers, and is responsible

to provide financial planning, analysis, audit, and
control for Engineering operating units, for
Engineering programs/projects, and for the support of
product business plans and new product justification;

to assist engineering Management in the financial
evaluation of alternatives;

to provide tools and analysis for assessing tradeoffs
between budget, schedule, and functionality of develop-
ment projects;

to develeop, support, and/or manage related administrative
and financial business sytems and functions;

to insurc integration and coupling between Central
Engineering and corporate financial objectives and
plans; and

to develop the financial team to support Eng1neer1ng
operating units.

MAJOR RESPONSTRILITIES:

A.  FINANCIAL SUPPORT, PLANNING, AND CONTROL - ENGINEERING
OPERATING UNITS

1.

2.

Develop Central Engineering Operating budgets and
capital budgets, including appropriate control reports.

Insure integration between corporate budgets and Central
Engineering budgets.

Coordinate with Central Engineering's strategic planning
~group in the quantitative evaluation of alternative
strategies and in the structured presentation of quantita-
tive data as part of the strategic plan.

Install and maintain systems to control actual expenses
to plan, at project level, at cost center level, and at
higher roll-up levels for both.
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Identify problems in advance, and force resolution
wherever necessary (at 00D and within corporation).

Be a part of the management team at each level, and be
judged on the execution of the team's plan.

Provide financial training for non-financial Engineering
personnel.

Develop measurements and metrics for evaluating Englneer1ng
operat1ons

Develop an improved budget system, to cover a minimum of
two full fiscal years.

FINANCIAL SUPPORT, PLANNING, AND CONTROL - PRODUCT

MANAGEMENT
1. Document the financial section of business plans,
in conjunction with and approval of product manager(s).
2. Develop tools and provide resources to financially
evaluate product and business plan alternatives, and to
Justify specific proposed new products. 5&3
3. Assist Product Manager in providing new product bt
introduction cost evaluations for the corporation.
4, Develop and provide meaningful reports for measur1ng

financial performance by product.

ADMINISTRATIVE SYSTEMS

1.
2.

(48]

. -Obtain (from other corporate sources} or provide

Assist, as required, in space planning activities.

Support Engineering operating managemen