>From nathanm Sun Sep 2 23:40:50 1990

To:  billg bobmu bradsi carls jbal jeremybu joachimk karenh mikemur
paulma peterbra ralfha richardf cussiy steveb

Subject: Competeing with Sun

Date: Sun Sep 02 23:39:11 1990

By now you all should have recieved a memo eatitled "A tale of two
markets - workstations vs PCs".

A point which is raised in there, but perhaps not emphasized enough
is that we are confusing the differencs between Sun's jong term
strategy and their short teran business. There are lots of

statements going around in email and discussions to the cffect that:

“The problem really is Son, and that is more than just RISC.*
*We facc 8 workstation threat, not a RISC threat.”
“We necd 10 compete with Sua”

Although there are some clements of truth in these statements, in
general I think that these gre very wrong snd very confused.

Even if the original antbors of those comments understand completely
(I'm not suggesting otherwisc), thers is & huge trap that we, and

our OEM:s like Compaq can fall into if we are not careful. Sun's
current and near fulure business is NOT the problem, and competeing
with them for this business is a complete red herving.

- We do NOT have to competc with Sua on their turf, or cven
anything close to it.

- We DO have io preveat them -from being effctive st competelng
with us on our turf - (he broad mainstream ofiice computing market.

These are very different. Although a good offense can sometimes be
u\ebmdetmse.mnm'ulwmn just ask the bull in
bullfight.

The confusion usually occurs afler the following chain of reasoning:

1. RISC is important because it have 2X or more performance lead
over x86, SPARC is the RISC chip wo have to worry about because of
its open busincss model for semiconductor companies and the
existence of a cloning model for OEMs complete with system sofiware
~ supplicr (which isa't us),

2. The peoplo pushing SPARC, and the clones, and the system
softwarc, and the whale ball of wax is one company - Sun.

3. Sun sclis a particular way to a particular set of customers
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today, and is doing pretty well. In particular this means direct

sales and selling the whole system - desklop and server. Sun's
success is growing o ineresting levels (175K uaitsfyear at

present), and this momeatum adds credibility to the SPARC batle cry.

4. Ergo, we should figure out how lo attack Sun's present TACTICS,
and compete directly with them. This means sve have to have our
product be competitive with theirs (real o3, networking ...). we
have to make sure that the machines our OEM customers sell arc
competitive today (the 486 business workstation...), and finally

that we have 1o eacoussge OEMs to compete directly with Sun by
adopting the same tactics (direct sales, whole system, maybe sell
UNIX...).

Nouon.hzu\in‘,sinpoinumm-i(wwldbcniuwhavasll
of them. Nevertheless, point 4 does not logically follow from the
om:rpolnu.andmaveqlar‘emenukirr:levutwmem
issue.

mmmnMSthmmmeywiu.lutyu\Mms,
beat the PC industry by just growing from where they arc now. The
wmuappmchm(neymulduisjunmem
minicomputer approach. In many ways they are just repealing what
DEC did - start in science & engincering and branch out into
commercial stufl.

The tactic of using a direct sales force and selling solutions o

the customer is nicg, but it hardly threstens the PC industry. U
ml;hlevmbemnﬁwqm“mmmhammhoda'm
get actworking weil established, but it is NOT ihe real SPARC
threst. In order te do us serious damage and still keep the same
approach, lheymuldhwto;mwﬂwdnoﬁhﬁrnlafmby
100X.

This may sound ridiculous, but when people say “Sun is the problem®,
oc "we need 1o compete with Sun®, or “we must kave all the picces
Sun has” this is in cssence what {s being said - (hat we have (0

worry about the present Sun marketing strategy, salcs force, product
features they offcr cic. and iry to beat this combination.

Nothing could be further from the truth. Yes, we should fook at

this stull as an opportunity 10 do marginally beiter than we are

doing today, but it is NOT the real threat. The threst is that they
can yse their 0 tske away OUR castomers - (e millions who
buy PCs tedny. Stopping (heir presant tactics does NOT keep them
from coming aficr our customers - unicss we starve them to the point
of bankrupicy. I dont mind giving them a little grief, but it

should not be confused with making us any safcr.

The scary thing is not the small number of customers they sell to
sight now, it is the fact that they have » fendamental iechnology
cdge aver us that will grow over time, and which will appeal to our
prescnt cusiomers.  To make matlers worse, they arc organizing
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others (o usc this against us. As long as Sun can pay their rent

they are going to be in & posilion to hurt us. Tty can bide their

time and send expendible proxies in 10 fight with us (such as the

mail order machines, ex; eriments with the retail channel etc.) untit

\he SPARC performance advantagé is overwhelming and some killer apps
get wriften.

When they do come after our customers directly, it won't just be
through a hugely expanded direct sales force - they will be in all

of the important channels used in our market, and they will have an
army of clones with them. Competeing with Sun in their preseat
market is irrelevant to stopping this. We have to harden our market
in preparation and deay Sun any key points of differentiation that
they could us to unseat us.

Nathan
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From tomle Tue Sep 4 08:29:04 1990

To: bradsi

Subject: dos rup for international

Date: Tuc Scp 04 08:27:59 1990

Please talk to Russ about this. Everyonc scems (o be assuming that
magic happens and an International RUP just appears. There is much work
10 be donc and nobody knows when the International Upgrade will be ready.

Thanks,

Tom

} >From russw Tue Scp 4 07:35:38 1990
| To: bradsi markche tomle

1 Subject: dos rup for intcrnational

| Date: Tue Scp 4 07:34:40 1990

]

{

11 am lcaving for the internationa) sales mecting tomarrow and
| am unclear what (0 say about the dos 5 rup for international.

1

| we made a big deal out of it at the national sales meeling since
| we had a specific date cic,

1 .
] can u tell me what you want me 1o say at the is. il you think
| it hits this Giscal ycar that;s grest.

|
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Fron philba Tuc Scp 4 08:33:15 1990

To: bradsi davideol

Subject: Re: Genesis Introduction Plans
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