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The Strategy Subcommittee of the Executive Committee is meeting
the first of next week. At that time, I would like to review all
the computer and server products scheduled, planned or in the
 proposal stage. Please assemble a list to include the cost still
' to be incurred for development, tooling, setting up the factory,
 filling the inventories, and other production costs involved with

~each one.

At the same time, I would also like to make two propositions to
the Strategy Subcommittee:

I. MODULAR COMPUTERS

First is the modular approach to building computers
where the common parts are laid out only once in
separate modules which then are assembled to make the
type of computer people desire. Part of the modular
approach is to have only four to six separate boxes with
their assemblies of disks so they do not have to be
designed for each computer.

Designing a computer is then concentrated on optim%zing
the chip, the caches and the memory, and then testing
and characterizing the system.

II. MODULAR SYSTEMS
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Something you said this morning bothered me. When we talked
about one of our senior engineers, you said he has to go because
he picked a technology that turned out to be much too expensive.
I know this attitude prevails in the management today, but it is
a very dangerous attitude. If you play this model through to the
end, it will be very catastrophic.

Years ago, when we discussed things openly, it was commonly
agreed we would encourage people to take responsibility and we
would tolerate mistakes. We said the people who took
responsibility were the people who would become the leaders of
the Company. If they learned from their mistakes, and did not
make mistakes too often, they were given another opportunity.

For the last few years, those who did not take responsibility,
and become particularly adept at criticizing and complaining,
were the ones who got promoted to staff positions where they
could then pass judgment on those who take responsibility.

In time, everyone who takes responsibility makes a mistake, and
if that is their end, the Company will soon become a Company of
complainers and people who do not take responsibility.
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Ken, you clearly misunderstood my comments. The fact that the technology
chosen was too expensive related to my remarks as to some of the reasons that
the program was unsuccessful. The choice of technology has little to do with
the career discussion of the individual involved. My comments in that regard
related to the fact that the individual had lost credibility with his
colleagues and was unlikely to regain their confidence because of his behavior
not his choice of technology.

I agree that it is important to encourage people to take responsibility and
risk and to recognize that sometimes mistakes will be made. I have always
believed in rewarding people based on their performance and meeting their
commitments, and I am not tolerant of constant complainers.

It also troubles me that you feel it necessary to copy such a wide
distribution on our private conversations.

Bob Palmer
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