
SYNERGY AND EFFICIENCY IN THE (mainstream) MS PRODUCT LINE

This memo is intended to provoke constructive debate.

Problems:

As we all know, we have at least the following major problems:
1 ..Declinin~ a, biiity, to differen_tia..t_e~u.r_.B~p~p_~etitLo_[1, and the poSsibility of severe
price pressure.
2. Too many products and in particular too ma         ’ ~_~UCL% This is not only a big
re~{fi"(’~’6F~pment, marketing, o~ization, etc.), but it makes it harder to sell tt~em,
and will cause real customer problems down the road - maintaining all these things, explaining
how to administer them, how they dotdo not interoperate, etc. It also causes high frustration
levels in terms of internal relationships within the company.
3. W~e don’t have credible products to c~ount.e.r_.Notes..aOd No_v.~.~.

5. In many ways Cairo is t e ~ho reducing our p~u-~ and competing with---~otes and
Netware - but NT/C "           _dLb_le_in_side .the com~pany : which leads to people try ta build
"i~n ~ca~u~s_e_s..p~ro_duct prolifera{i0n -_co_mpounding the problem.
6. Our cost structures ~"~d"~ffi~,~n-�~-~-r~ ~ ’~ut-~f iine- we_e~ha~i{~0~ma0.y_p.e,_o,6~ Our
~s__b.u..sjness units and management hierarcby_ar_e_.Gaq~i_r]g_us_to_cluplicate~an(:Lpr~li~er.ate,.

So... this is an admittedly very "simplistic" effort to try to firstly articulate a framework foe what
our product line should be (in say H1’95), but secondly, and more importantly, to try to think
through the really hard part: how to get there - i.e. what should happen to current projectS, and
what should happen wrt organization. I know that are a TON of issues that are not addressed
here, but we have to start thinking this through.

Product FFame~vork:

In H1’95, the company should be selling the "products" diagrammed below. Note:
- it is necessary to read the notes,
- the color shaded groupings could indicate packaging, i.e. our basic product line COULD be
reduced as indicated - of course there other ways to package thimgs,
- the framework is not intended to be exhaustive - there will be other products - but these would
form the "anchor" products.
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"SERVER"

Notes:

1. The Explorer is an OLE extensible shell]browsing tool. It is capable of invoking app.
supplied extensions that allow it to "see" structure Inside a document (e.g. double
clicking on Word doc would s~ow outline view of the document, etc.). One padicular type
of document that it can browse is the "record store" (client and server - see below). As
noted in the sl~ading this Explorer would be available only in the "entranced ¢Ji~nt
package" (requires OEM to pay extra, or customer buys as add-on). Tt~e Explqrer also
has the UI to do document library functions - check in/out etc. This tool also a~s as the
*mail client]bulletin hoard browser".

2. The Server OS provides network wide services such as multi-domain security~
distributed file system, system and network admin, etc. It is requires 16MB syStem and is
scalable to very larger systems.

3. The Server File System is a service of the server OS, and provides a generallpurpose
document container, providing the following capaDilities:
- Replication
- Event notification/Action invocation

Extensible properties
Quedes over propert{es
Per user properties (e.g. read/unreed)
Content Indexing
Store and Forward (including gateways, etc.)
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4. The Server Record Store is a storage subsystem on the server that provides high-
performance, reliable, multi-user record access. It can be replicated, leveraging
replication mechanisms of the Server File Store. It is administered in same ways as the
server OS.

5, The Client OS in its base form requires only a 38614MB, but in its enhanced form
requires 8M8 of memory. It does not provide local security, and is not scalable ~near
term). Applications running on an ent’tanced client can access (remotely) all the functions
of server based services, esp. the Server File System,

6. The Client File System provides a subset of the server file systems functions. It can
handle simple events/actions, it can correctly tag documents as to their class, it allows
browsing by the Explorer "into" local documents (maybe with less performance than for
documents stored on the server). It can "sync" documents with the Server File System.

7. The Client Record Store - is a lighter weight version of the Server record storei with
compatible API. Records in it can be "sync’d" up with a Server record store.

8. The Base Shell. is subset compatible with the Explorer but is not extensible (i.e. cannot
drill down into documents).

9. VBA - this is the toolset needed to customize/program solutions using the other
components as building blocks. It is should have a common forms model that whicl~ is
used within the other components, and it should allow OLE objects as control&

10. "Office" - this is the suite of MS "apps". Each of these apps can:
- expose their structure to the browser, and allow the user to specify what/how to expose
things,
* be externally programmed from VB, and thus be extended in VB,
- raise/respond to events,
- reconcile diffedng documents of their type,
- and obviously conform to OLE compound document spot’s.

11. ~ - this is the tool that allows one to viewleditlpresent textual documents. J.t serves
~s~h~ wnrd~-oroc~ssorLor_esentation/dr~wing ~ackage. ¯

12. _Excel ; this is ~.e_spre_a_d_s_h_e.e&_t.opl,,

13. PIM - this is the tool for viewing ~)doi, l!sts a~d calendars - which are stored in the client
"~’~erver record store. It allows events/actions to be associated witl~ items inlthe
Ija~E,~~as d9 aJl t~he othe-r~_ht~_~._~.o~=~lS).

14. Query Tool - this allows one to quickly generate quedes against the record s~ores, and
produce reports, it also works w~th maybe lower efficiency against items stored in the
server file system, and maybe even lower efficiency against the client file syStem.

Current Projects:

In order to implement the above framework, current projects would have to be redirected as
follows:

Chicago:
For the years 1994 and 1995, Chicago would be the principal client OS.
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Chicago should be delivered in two phases. Phase 1 (mid’94) should provide Qhicago as
currently defin, ed, plus the Base Shell. T isb,~ou!d rne~n_th~t ~m,.,~Lca.~go,,~wo, ul~R,~.hay~ an,
i tr~gr_at_ed mail client. - this is not crucial to either the initial success of C~goi (asa-~P
veh~d successor to Win3.1), nor will it greatly alter the dynamics of the rhail
business in the near term. Phase 2 would be sync’d with the Explorer and Caire .(A.k.a.
~)Jp_Q.tLg&,,,~g~uld include the necessa_~._p~ec~’~"t’5"~ of’~’-¢l[e~La-"~J=o
access Caj.r._o..based-s~esp.. OFS/,D~: An issue is whether Ph_a.se_2_w~
r~luire extensions to the Chicago File System to support the Explorer.

NT/Cairo:
NT would undergo a 1.0a release in H1’94, and then the focus would b.e on_~.~#Jng_tbe
Server OS, and its Server FS - to sery_e_clie~. We would--Cairo as a client
~i~’-pei’iod - fo~Th~-~ cust~--~’~t~o want security/reliability and for RISC
systems. We would c~~ent o erat.ion, wit~ a view to

T =i~"~is also importaP, t to get the server resource requirement down, as our prefen-ed
configuration for a ct:stomers, small and large, in H1’95 will be Chicago ctient~ wit_._~.h Cairo
server. The positioning should be "to get the most Out of your Chicago clients,~,install a
Cairo server". Specifically the Cairo server would provide to Chicago clients: efficient
queries over documents stored in server file system, distributed file service, directory
service, multi-domain security.

We would probably charge same for NT client as for "Enhance~ Chicago Clieat" - and
would thus bundle the Explorer.

Cairo Shell:
This becomes the Explorer. Goal of shipping in Q1’95 with Chicago Phase 2 and Cairo.

Cairo Development Environment:
This is theOLE2 based Forms/Control development environment an~ gets merged into
the VB "TOOL".

Visual Basic:
The "TOOL" - focused around delivering VBA with support for OLE Forms/Controls.
Ships same time as Explorer, and runs on Chicago and Cairo.

Access:
Becomes set of extensions to the Explorer/Tool.

Word:
Continues as main word-processing tool - but given responsibility for produc~tg all "word"
odented components. They do the work necessary to integrated into the Explbrer
environment, to integrated with the "Tool’, respond/raise events, etc. In parti<~utar, they
also do the work to merge textual entities On response to events).,Subsumes~Power£,oinL

Excel:
Ditto for grids/figures.

Powerpoint:
Subsumed into Word.

REN:
Part is subsumed into Explorer, rest becomes the "PIM" (Todo List/Calendar} tool.
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Capone:
Shipped in mid’g4 along with stripped down EMS (,see below). S_~ed as .sep~.ate.e~tit~,
from Chic_ago, Replaced in Q1’95 by the Explorer.

Schedule+:
Replaced by PIM tool.

EMS:
Shipped in Mid’94 as MTAlGat.e_~ay engine onty~.Le. MAP_[’s."st_ore"~AF~lgets_gq_~d .

Q1’95 by the Server File System. The EMS group gets focused on providing the
MTA/Gateway functions for objects in the Server File System. They have to wriite the
conversion utilities to move directory information from Blue to Server File System
(OFS), etc.

RedlFox:
Either become, or are replaced by, the Client Record Store (which has come access and
navigation API w~th the Server Record Store, Server File System, and maybe Client File
System).

Blue:
Lives briefly as part of EMS Phase 1, then dies.

SQL Server:
We get deal with Sybase that allows us to use it as Server Record Store, and enhance it.

’NVorkgroup" Database (the AdamblDavidV project):
Explorer part of it gets subsumed into the Explorer. The replication part of it gets
redefinedto be layered on top of "Cairo" (server OS) replication - i.e. replication can
work if there is Cairo server around.

ORGANIZATION AND PEOPLE:

This is the hard part. The only way that people will give up
~j£~There are other ways to do things, but here is a proposal. It wquld
propose ~s and ~s. It is my belief that this should
require tactically reduced~affing - in~hat-dS~-i~ people will be a major issue.

Development Teams (dev/test/program management):

"Base Client OS"
Brad~.
Current Chicago team, plus headcount to do client side pieces to access the s~erver.

"Explorer" and "Tool"
Roqer Heinen
We form explorer group under Steve Madigan, using significant resource from Cairo.
We unite CDE and VB groups under a strong manager (who?).
Move in the Capone team.

"Client Record Store and Server Pieces"
Jim Altch~
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NT/Cairo (QFS, DS, DFS, etc.). We move the EMS team now, the database engine
pieces (Red, Blue, Fox).

"Office"
Chris Peters(?)
Gets Word, Excel, PowerPoint, REN, Access.

Marketing Teams:

"Platform Marketing Team"
Rich Tonq(??)
This team would market: Client, Server, Ciient Enhancement Layer, Tool.

"Office Marketing Team"
Lewis Levin(??)
This team would market the Office components: Word, Excel, PIM, Query.

The whole thing coufdtshould report to one manager, and would have a small
architecture/program management staff (not to design, but to ensure things were not fa!ling
through cracks).

Other Products/Projects:

Obviously there are other products/projects that would continue: MSDOS, AtWork, C C~mpiler,
Mouse, Consumer, etc. They should continue but should probably not be part of the abOve
organization. ?? It does lead to the "how many companies should MS be" question.

Sacrifice:

Such a large change as outlined here, would come at a large cost:
- we would have to forego competitive actions in the near term in. certain categories (eig.
preset[rations?, database tools?.) in return for a "paradigm sh{ft" product line in H1’95.
- we would have to live without an compelling answer to NetwareJNotes until H1’95.
- a lot of pieces have to come together on the same schedule in H1’95.
- a lot of people would resent being part of the larger group, and not in the own "business unit" -
the inherent hostility by our current organization wilt be very high. How to make this cx~me about
is a crucial issue.
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