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) « Comes v. Microsoft i

Data: 8 May 1990 8:10 est

Via: vax

To: fking,fingari

Subject: Micrascft views on systems support.

This ramble gives you some idea of how others at MS think about their role s
systems vendors,

You will note that Letwin’s argument {reproduced below from commmnts £O & usenet
forum) about VCPI can be paraphrased as:

we will not support VCPI because 1~2-3 neads 1t, and we woulda’t want to break
{oportant applications such as 1-2~3,

Forwarded megsage

via:; mallbox vax, dreed on VAX at Lotus {LDC) #» Hossags Recelved ox
From: BEFRANKSTON "Bob Prankston®

Date: 7-MAY-1980 17:17:33.01

To: LDBVAX::dreed

Subject: ¥YI/GOrden lattwin on Migration

Source~data: 7 May 1990 17:12 est

Vorwarded massage

via: mailbox news, nowsxfer on VAX at Lotus (LOC) ## Messaga Recelved OK
From: UNIXHL: :“pawa®™
Date: 6-MAY-1930 18:18:55.18 .
Recelved: by DniMail (v2.0)r Sun May 6 18:18:05 1990 ED?T
From news Sun May 6 18; 18:03 1590
Received: by lotus.com (4.1/8MX-4.1)
ild AN15348; Sun, € May S0 168: 18:03 EDT
Path: lotusiuvunstimicrosoftigordonl
Prom: microgeftigordonl (Cordon LETWIN}
Newsgroups: coxp.os.cal?
Subject: Re: What Is Microsoft's Migration Strategy'Frzom DOS To 08/27 {LONG)
Summary: the realities of 03 asupport
Message-Id: «544728microsofe,UUCE>
Source-dater 5 May 50 20:00:58 Gar

Reforences: «<294393cup.portal.com> .
Organization: MKicrosoft Corp., Radmond WA .
Lines: 180

Apparently-Yo: newsxfarfBldbvax.lotus.com

I want to thank Mr. Bates for a woll ressoned constructive criticlsm.
Ths 0S/2 folks at Microsoft always appreciate hearing meaningful {or
at leagt, rational :-) ) coomenta and criticisms.

Mr. Estes sddresess ons of the most difficult and non~intuitive aspects of
the software business, ths customer migraticn path.

In article <29439%cup.portal.con>, Will@cup.portal.com (Will E Eates} writes:

> In my last post I made the angument that Microsoft is making it
> unnacessarily difficult to migrate to 0872 by not supporting VCPI.
>

> Gordon letwin says:
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< 05/2 could NEVER have protaction if we supparted VCPI...

I agrees with the premise (il.e., 06/2 cannot have protection with
VCPI} but nor the conclusion (i.e,, this means that 05/2 will
naver be successful} nor the implied conclusicn (Li.e., that
supporting VCPL today under 0S/2 means that you must *always*
support it and hence that 05/2 will always bo unprotected).

wWhat is an ascceptable migration strategy? 1} Support VOPI under
0872 and Windows. 2} Announce to the world that they have three
years to switch to DPMI, and at that vime support for VCPI will be
withdrawn. When you tell people what you aza going to do well
shoad of time, mnd if what you are doing is clearly in their best
intersst, it ls amazing how cooperative thay will be, If, on the
othar hand, what you are doing is forcing something that they do
not parceive to be in thair beat interest down thalr throats then
thay will reasist. Switching from VCPI to DPHI over & pexilod of
timm is clearly ressonable, and vendors would do it (and by the
tima that three ysars had passed sveryone would be using 05/2 and
30 they wonldn’t have much choice if they still wanted to have
thaiur applications work with the operating system everyone was
using) .

what i{s an optimal migration atrategy?

2) Aanncunce to the world that DOS will

no longer be scld as of 2001 (or some cate well in tha future). 3)
sell only O8/2 to OBMa, and aell it at the DOS price level.

rirst, let me say that all of thisx makes 2 lot of nense. This is the way
that I used to look at rhings, thig is the way that we did things when I
worked as a systems programmor at & university computing center. Yhis
makes & lot of ssnse, but unfortunately the markst doesn’t make sense -
at least, until you think it through. .

VYVYYVYVYVVVVYVVVVYYYVYVYYYVYYVVVVYYY

¥Yor atarters, we could say that we’re only going to sell 0§/2 to ORMg,

The problam is, OPMs don’t wview themselves as agents for Microaoft whare
Microsoft is tha center of the world snd they’re our handmaidenss they viaw
themaslves as tha center of the world ~ they*re making and selling computers -
and *we’re* just a vendoy to them, providing the operating system. Their
focus ign’t on & uniform softwaze migration path, thelr focus 1s on
solling machipes. Regardless of the ¢oat of the software,

those making and selling 80863 can‘t use 05/2. Are those quys

just going to voluntarily liquidate their corpanies? And what of ths
286/386 machines that customers want to buy with only 1 meg of memory?
Ingtead, these guys will continue to zhip DOS. The old DOS, if nothing
olsa, If we teorminats their license for that, then they’ll ship acme
third party clone. Even if Mr. Estes had & computer company and he agreed
with the reasons for terminating pos, his coxpetitors are going to still
be shipping it, and he‘ll go out of business unlssa.be ships DOS too.

So the result of this was intendad to force a migration to 0$/2, but

in fact Lt simply fozcesd e migration avay from Microsoft. And as for
buying 08/2, aftar having DOB yanked the OEM is going to be reluctant

to get dapendent upon another Micruscft operating system slse wa go Tlakey
on them sgaini

Yorcing pecple sway from Microsoft has two disadvantages. Pirst, on a
personal basia, it means that I’1l have to go back to my old jcb on ths
fries line at Mcdonnalds. And much worss, from ths user polnt of view, is
that thers will no longer be a coherent standard; this will greatly slow down
the developmeant of PC software of al) kinds.

LOT{S
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{$tandards are obvicusly commercially valuable to the “owner™ of the
standard, but they’Ts also vsluable to the usar. We're much batter off
with a standard OS5 of quality *5" than with & campeting operating systems
of quality "8”, becauss of the critical mass of third parcy software.

I recently got a miczocontroller devslopment kit from a chip maker; it
intarfaced viz 2 R$232 port and it came with a floppy. THe floppy didn’t
evar Bay what operating oystem it wazy for, nor did the seller have to ask -
it was, obviously, for THE coperating systess - P8, .~} 80 our refusing to
sell DOS would be damaging for the users as well as foxr us.

Now, lats look at ths other part of tha proposed strategy:

Support VCPI undexr

0872 and Windows, 2] Announce to the world that they have three
years to switch to DEMI, and at that time support for VCPI will be
withdrawn. Whan you tell people what you ars going to do wall
ahoad of time, and if what you are doing iz clsarly in their best
interest, it is amazing how coopsrative they will be.

¥YVvVVvYyvy

Once again, how do we “withdraw® support for VCPI? You have all these
users vho paid big money for these VCPI apps, thay’rs happy with tham,
and thay’re not going to junk them, These quys can’t buy your new operating
a{atm that drops YCPI support. PYor exampls, I still run DO3S on my
slectronics lab machine at home, I paild §1000 for a video grabbex board
and it’s driving softwares. That software only runs undsy DOS. Im not
going to buy a new board, and the maker lan’t offozxing 08/2 versions.
Likewigs I have a universal PROM burnsr. It’s driving software AL3IC runa
only under DOS. Substitite VCPI for DOS and you have the sanes sifect.
Por soma of my key applications I don‘t wast to shell out $400 each to
upgrade. For a lot of othex gtuff, there *is* no upgrade offered.

Aftor all these years, we can’t even stop supporting FCBs! FCBs ara tha
nastiest of intsrface structurea, thsy prevect the 08 from even being ahle
to enumarate all the open files on the system! Yet programs atill use them,
T myself wouldn’t buy a DPOS that dida’t support them, Ifve naver written

a program that used them, but do my frame grabber programs, or BPROM burner
programs, of othexr third paxty apps use tham? I don’t evan know.

OK, wa've dropped one shoa, Bocause of the VORI sofrwars out there ~ stuff
that’s at bast expensive Lo replace, and often irreplacable, say only

20% of ussrs buy the new non-VCPI operating system. Now, how wmany

I8Ve are golng to write thelx producta to use the features of this new
operating system? Very few, becauss very faw want to do 100% of the work
to produce & product that can be sold oaly to 20% of the machines.

The other shos is that even if we keep releasing new versions, tha
tstandard* will remain frorxen at the VCPX level, Vexy faw pon-bundled
programs will use any new fesatures because they need to remain compatible
with a1l those othsr machinas out therzs.

Will the day finally coms when thexe sre no sors meaningful VCP1 prograsns
out thers? Yes, it will, But it will be 10 years. It's noarly 10 yoars
for FOBs, and I csn assure you that we're not dropping thems. An early
popular version of DBASE uses them and we can’t hose those usera.

This time interval takss sven longsr than the lifetims of a& product because
pecple will CONTINUB to write apps using the old, "ohsolate™ atandard.

Why not? It still works on all of the machinss. *“They’ve* got nothing

to louss. If Microsoft calls them up and talls them not to do it, thay’ll
tell us to go f*ck curselves, it’s THEIR product and THEIR schedule and

we can go jurp in the lake.
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> Swltching from VCPI Lo pPMI over a periocd of

> time is clearly reasonable, and vendors would do it {and by tha
> time that thres years had pasged overycué would be using 03/2 and
> go they wouldn’t have much cholce if they still wanted to have

> theoir applicstions work with the operating systam evaryona was
usingl.

¥

put the problem is, those Appa axe alxeady out in the fiold st time T, and
4t’s the OPRRATING SYSTEM that’'s now incompatible. Say that wo produce &
new DOS that won’t run Totus.123. Insids every pack, we’ll include &
piece of paper that says,
oLotus 123 dossn’t run because they used a faature 4 years ago
that we waxnad them we would drop, And so we did, So it’'s
their fault, not ours.™ -

I'm sure that the product will sall lixe hot cakes. People won't mind giving
up their spresd shaats, thay’1l say, “well, it’'s Lotus’s fault, so that's
OK. Heaven forbid that wa panalize Microsoft hocaule Lotus was short
sighted, I11 juat switch spreadshset packages - time and money — or

maybe just do them by hand., Or maybe becowe & McDonpalds fries cock..."

the fact is, people DON'T do what is in theilr best interost, they do

what yields short texm gain, Thats why poopls eut wnhoalky diests, Thats
why Reagan cas plesse people by hyperexpaiing the natio dabt

to increase spending and lower taxes. That’s why people litter,

that’s why 30 very few paople save for retiremsnt, The whole area is woll
known and has seen 3ON0 study and exporimesntation, in psychology it’s called
wrhe Fallacy of the Commons.”

Sure, sometimes it helps. I met with Lotus’s top technical guys when 0S/2
was being designed. Thay'd say that they wanted to do such-and-so and 14
tell them that I wanted tham to do it “this way" rather than “that way®
pocause it would fit in better with onr future plans, and they’d usually
say, “sure.” They wern smalt guys, they could understand and handle ths
altarnate approach, they folt some profussional syupathy for our needs,

50 they wers very helpful, But what 4f there wagn't & good alternative?
What if "future compatibility” meant that they'd have to glve up or cripple
some function that thay roally liked? Thay probably wonldn’t have done it.

And regardlesg, there are Hundreda of 15Vs out thare who we DIDH'T gst

a chatica to talk too, and who don’t know enough to rscognize txouble
spots on thetr oun, and even 1f we did talk to thes, thara’s lots of them
that would tell us to go got screwad; they’ve already written the pseudo
code for the bad way and 30 long as the thing runs, they’'re going to ship
it, and I should Just go sit on a tack and twirl. I've had this exact
IOSPONSe WARY MAny times in the past 5 yeazs. I wish I could pamna

names.

Wall, this has gone way over langth, so let me quiokly close by saying that
gven though Mr, Estes’ suggeations are rational and seem to make Sspas,

and I in fact thought the same way 10 years sgo, it’s oy axperience ~ long,
bloody, and consistant exparience - tbat it dossn’t work that way. Once
you’ve offersd a fsaturs you can never, asver take it away again. Or at
isast, not for 10 to 15 years,

Goxdon letwin
Hiczosoft b
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