
.-M:CI~.O SO~’r I~-N~fERO~FIC’E ,MY~M:OR_~NI)UlVf

TO:        Li~

,~ATE: ~ I~,, 1992

SUBJECT: ~rRol~ ~

i vi~i~ four Eumpea~ ~ifi~ between ~y 3M ~ ~y 8~ My p~m ~ W ~ ~y of ~e minor ~pl~

~g~t ~om ~or T~olo~ ~d Tom D~ ~m ~o~ I ~m at ~ 14 ~ ~h ~y

B~d Ver~. I ~ve e~ch~ my ag~n~ ~d ~� ~t~ p~on I ~ ~y of

Rod ~em ~ pl~ .~er och m~on or id~ I ~e ~ m ~cr to d~er ~� ~t ~p~n
into it md let m, ~ (~v~t,). I M~ ~ ~e id~ ~ topic.

PROD~ LOC~ON ~EDBA~

!. S~m ~pm,nt of l~ prMu~ M ~jor lm~ ts ~ fo~ ~jof proud, --

S~ pl~ ~ ~ from ~s. A~O~O: M~p, Br~

2. ~ q~v d I~ pr~u~ m~ ~ =~II~L ~ ~ mjor b~. Two ~
~: low q~ d ~e l~fio~’s md atw bup ~M~ ~ ~ l~on pr~. Window,
~d Word for ~m~ 2.0 ~ ~pl~ of ~ M ad~fio~ ~* pr~ goup =d ~G 5el~d
~e r~iB~ for t~ng ~dr p~u~. Su~ ~e ~g told ~� ~bs ~�

3. S~o~ bug ~ 1~ pr~u~ for ~jor m~ -- Vm~ ~d ~y ~ ~ --
gmt~ ~ ~o=ly ~ bugs m us pr~u~ ~$�~ m Free d~ i bug m Frtach Word for

A~ON~O: ~, ~. To ~ght ~ probl~ for ~gcm=t I ~H get PSS
~ ~-~� PI~ f~ mjor I~ p~u~.

~ or~q~, mm~o~ md ~ mh~ for ~ I~ W¢ shoed ~o a
~m~� r~ to =d~ ~ m~ ~ ~ ~ ~d why. A~ON~O: M~.

s~pp~ ~h ~ 3 md Mv¢ ~ pl~ to do W~ for Wi~do~ m ~ ~boslo~a
a¢~ ~ ~d ~ ~ pr~u~ ~ not ~ p~g t~Is. ~ ~ A~ON~O:

5. ~ ~ Lhc Blu~ ~ l~fion ~c? Up~� 3~7 ~ shoed ~ ~m~ ~pmcn~.
AC~ON~O: ~r~

6. W¢~Mvcnol~W~d~3.10~’~. ~~al~O~d~dU~om~
m~om I ~ ~s ~ a ~ple ~ of c~g~ to ~� p~-~lafion u~li~.
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Europe THp R~port: ~’vXay 3 - 8, 1992
~a7 14, 1992
P~gz I

PRODUCT CONTET~FS/STRAT~GY FEEDRAL’~

~k ~ O~ mp~ ~ o~ t~ ~y ~ ml~on p~.
~id ~ ~ B~IC, Yo~ md C~ A~ON~GA~: Ch~

D~ S~ ~clud~ ~ ~ ~d Lq m ~ow ~ m ~ly

4. Do w~ ~e m up~ ~te~ for LM ~,a~ ~ S~? W~ ~ o~. W~

5. WIH w= ~ ~ a ~~d ~l, ~ =n~ for ~pl, to ~ S~ ~ ~ ~pli~

Do we ~ a 256 ~I~ Su~ VGA ~ver for W~do~ yet? ~ ~H we? ~ ~t why ~ ~, ~sing
a T~ng ~s ~d~ ~d ~ver? &C~ON~O: Bra~

7. Ro~ ~ows a ~o~ ~ Sw~n ~ ~d b~d a ~t of~I ~ for Window. I ~ ~ we shoed.

~v~gam

We do not Mv~ a ~mi~ent ~y of ~ng o~ proud. ~md~ ~d ~l ~ m~m~=t, f~r

OEM ~EDBA~

.¢~ON~O: donr~

3. I a~ ~ ~ ~ ~ht l~o~ O~ ~a~ for ~m

W~ n~ to p~, O~s who ~ ~-~S ~ ~m

5. ~ F~ ~ ~go~g a ~ ~ D~ ~ ~ ~ App~ ~d ~=~ ~d~ ~ ~ up~ for
old= ~ in ~ ~ ~ ~ ~ot m ~o~. I ~ ~ ~n ~n$ ~ut ~. We
~ ~olo~ to ~ it ~pl, for ~e ~r ~ ~ ~
en~m~aL ~ ~om ~ I-2-3, Wo~ =t~ A~ON~S~GA~:

~ ~ ~ ~ ~ m~mt ~ for ~ 93. A~OM~O:
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Europe Trip l~port: Hay ~ - ~, 19~

1. We have a~ c~ear MSU m-at~gy. Are s~e tryi~ u~ licem.~ coumewam, ~etl self pacmi iastruc-.io~, or give
courses? Our �oumes ar~ not ~c~ently ~ d,~-ament~ to /Jceaso them so some robs mak~
ad~tioaal Luv~:me.n~: in the co~ We all w-~t t~ build up thh’d party tr~ izffrastrue~re
believe we should :l~ve.lop some :~mrseware but t~xxt a more ¢omple~ vi~t. ~’Yae ~abs pay for MSU today
azfl f~el competl~i to do ~omet!2ng but am ~ what. ~ s’abs a!so do not ttave a clear leader for
e.ffons in MSU. ACTION/DO:

P$S FEED BA L-’~

i. I wazt an Off-line Plus erealed for E’urop~. It should iz~Itu~ major preduw~s o~y (Windows,
Excel Mult~plan) and s-tart with major l~nguag~. This will h~tp l~ghJ.ight quality problems for business
uait ma.~agement ACTION/DO: Patty.

2. We need a monthly mmmaty of ?SS ~tarus oa key products by sub. I think we may need to be more
responsive in inc:easiag PSS headcount ia flae subs and this would highlight problem a:eas.
ACTION/DO: Pan’y;

3. Some sub PSS manages bdieve we should orb’ support regis’ter-,.d users. "l’his wo~d decre~e demand
and i.ncream regisu’atiom ,ma’ates and OEM tmers could be excluded if the databa_~e was on-line.
ACTION/INVESTIGATE:

MARKETING FEEDBACK

I. Berrs.rdv will join the image Focus Squad. He will genera!2y participate by phone. The meetings
b~ scheduled s~5th him aad for ~."s’t thing ia the momiag. ACTION,DO: Garygi.

I asked e.a~h large sub (UK, France, Cre.,-many) to do a custonu:r sat.ixfa~oa study Ii~ the one done ha the
US. I wazt the s~bs to take ownership and fua~[ but have li.mm ensure cot~isteacy in ,.he ques’doarta~es
aad methodology. A.I! s-abs want to lmow what to do. Competitors should be included.
ACTION/DO: .r’m,,,.

The French sub has a v~, clear thoughff-uI advertising creative and media s"wateD,. It promotes a
coherent message 5"0,’, Microsaft aad uses a disciplined a~pr~ctt to spending ad dolIam
customers. All ~ubs. iaeluding ~e US, could benefit by unde.wtmadiag it and coasidermg.
ACTION/DO: Ga,Tgi,

4. The Fren=h regiswation card is great. I w",at to co=sider their approach in major rna.rkets. They have a
giveaway and really roll tl~ benefits at" regisration. It is also not expensive. I have a copy wkich I
m~ to GarygL ACTIONGh’VESTIGATE:

~. D~ ~ regi~r ~LP u~? H~? Sh~ ~? ACTIO~UDO: G~F~

6. ~ is no significant soft, am ov.Iy.resdler market in the countries I visited. I u~,ink this makes it
substa~tia21y harder to ~ to the ia.v, al]ed base. t-his impa~.s tt~ings like uI~g:mch~, MS-DOS, W[ndow~,
.rumbo, etc. We n~�l to b~ more areaave in this ~ Earol~ has b~a less su=~gul than I might hope
se21Lag the..m products. Also, o~ Wan.fief pricing system makes th~ pmcluets look less arwactiv¢ to
promote at low pric:~s where th~ might sell betl~r. ~ some countries, l~ri~Lag the MS-DOS upg:ra~e
its str~-.t pri~ is eClUiVat~nt to our magic $,19 d.,’ives th&r resale prie~ clou¢ to or below u-a.nger
(Sw~len? Cr~.rmanyT). We ~eed, to make au~ transfer prices don’t get in the ~y. ACTION/DO: .~effsa
axs’ia~d b.v 2~rad,~
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E~rope l"~p Raportu..’v~y 3 - ~, 199~
~sy 14, L~T~

F&A

[. Apparen’dy, we have be,n ~k ord~ ~n ~ for ~w~ca for ~ mon~. No~ ~
l~ to me. ~s shoed n~ ~m AC~O~O:

2. World.de, I w~d ~� to =dc~d ~ ~S ~�~ ~ ~ PSS =d SM~ ~pl~. ~ i~ ~e

ou~? C~ ~ 1~ ~ M a k~ ~m ~ a ~ ~o~. AC~ON~O: .V~

3. I ~t to =d~d ~=~g for r~cr ~ ~ =d r~tes. ~ shoed M ~t~
~� ~ ~� US =d o~er ~s. A~ON~O:

4. ~em ~ much ~n~m in ~� ~ w~ch I s~� ~ut ~ �~lomm~ ~ng to ~u~ ~ment

mt~ W, hold ~ G~ ~m~le for ~o~ ~dffa~om W~ m ~ l~d Io~ from ~em
~ps bu~ not ~o~

We n~ ~ ~ off m ~o~ ~ ~p ~� m~emenu we ~ to ~t, m~ ~d judge
i~ ~e ~b~. I I~M ~ ~m how t~ m~em~t ~em (~, ~nt ~er pn~ P~) ~mom
d~siou ~ ~ ~ p~ ~mge pfi~ promodo~ O~ ~s~o~ bi~ G~s to
*t~ ~ a ~ E~o~ ~s ~ get wo~. ~e~ r~y ~td M a ~y when ~ E~ ~utom
~elm& md ~e ~bs ~id ~, no r~enu~ W, n~ to ~d~ wMt is im~% wMt F~ ~

~ md a~=~g sh~d ~ wo~ on ~. T~get wo~d M ~ 9~
A~ON~O:

We ~m m ~* ~ ~d for ~ ~bs ~ mdom ~. F~ ~ doaea ~t re~fic=
~~g ~ not ~ ~e~ reg ~d ia French pr~u~ m F~ ad~ it m ~g ~teg~s.

g~ r~a but la’s ~ ~. AC~ON~O: Fr~kf~

7. ~r~ were mine e~pI~ of~o~ ~ng mon~ ~t G~s NgNight~ for me. ~e~ of D~
E~o~ ~ on, of~gm ~t’s ~ ~. AC~ON~O: Ionr~

~GE ACCO~S

~ a ~m~y we do n~ My, ~ ~ Imge ~=t appr~ck ~t is o~ m~l of when ~
j~ ~ a~t ~r7 ~t ~o you ~ SE’s for ~d when? ~ do we ~ a~men~

~ ~o~. I n~ m ~ ~u=~ on ~e US app~h m ~ ~ but it ~ ~ h~. ~is

A~ON~O: Ieff~ Io~i on

2. ~e US ~ My, a ~g app~ch for SE’s md 1~ a~=t ~g~. W, n~ ~o lme=g:
ouSide ~e US. AC~ON~O: Ieffr.

3. I ~ ~’s ou~dt ~, US shotd ~5~tg ~=2 ~om= f~ into ~qi~.

4. CA~ is helpMg i~e~y ~ a~ 0~ ~rld~d~ Do we ~ve enou~ CA~ r~7
Shoed we ~ a CA~ ~oup ~ ~o~7 A~ON~GA~:
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SOLUTION PROV[DER FEEDBACK

~/e clearly have no ~r~eral approach to worldag with uhes~ t~opl¢. We nee,5 to fomutate ~uch an
approach as weI~ ~ ~s of ~ge~g ~ ~b-~ps ~e verd~ ~ke~). ~e~ Ne~n o~ ~s.
He shoed ~end a E~o ~k~g ~g~s m~ug to s~e ~s ~ent ~ng ~d get ida. ~y
of~e ~bs ~v¢ id~ on how to work ~ th~ ~a ~. 3~e is the nex~ E’~o ~ke~g ~gees
m~g. A~ON~O: ~oh~L

1. ~em ~ gene~ ~em ~t ~ we Mv¢ ~ ~le, lay~= of ~g~en; proud), we ~ve
not k~t o~ ~g~ent W~�~ s~pt¢ or ~ delegat~ ~ o~ wor~, ~ ~e ge~.g b~uc~c.

~vidual raises and change them ~Sth li~e tin_con. We ~hould change the approval
pr~:ess ~o semor management approves aggregate iaformafion and ~ir~,’~’tor~ and
country ma,nager~ haadle the demil~. ~ this a problem ~n ~e US? ,’~OW?
ACTION/DO: Christth a~d M"dcemur to ma.t~ a propasa! to Beena~at~ and

b) Business planning takes too much t2me a~d has ~oo much focus on s~ de~Is.
n~ to ~ b~ pl~ng lamr (~ ~aer K~ond in,t). ~mpl~ ~ m~a
shorten ~� p~md~ ~ ~d ~Mp~ n~ p~h budgehng ~ d~p
org~fio~ C~g~ ~d~ ~ )’~ to f~ ~e ~d-y~ ~,s more on ~te~
v~ n~ were h~Ip~ for ~ robs. A~ON~O: Iohnco. �0 ~ad a ~oup,
~g~m~ to ch~ge ~~y fo, n~ 2e~. A~o, ~ok ~ other

c) The role of EHQ needs to be clear. Subs work for Bermrdv not for ~-tQ.
should uot taIk about waiting for EHQ decision or Redmond finaace de~,,sio~ on
They should talk about the G/vf’s derision, ~e reg~oaa.1 d2reelor’s decision, ~e,mardv~s
decic~on, my de~ision or B~Ig’s decision. ,Management makes decision. Other
organizatiorts give management important input or guidance but managemeat
thin~. The..~ mane comments apply to the don~-lin~ relationskip tl~ ~uro finance
people have to F&A. It is a great aid and input but dire~,-t-line managemen~ m~’t
take re~pom~il.ity aad make ~Aft, cleat decisions when necessary. We will be slow
moving ~d bureaucratic without this clear chain

d) There a.m operating d~4sio~ and approvals v,~ should consider moving further
down the managemem chain. Budg~e~i CEK approval, tmafferring authorized
headcotmt between deparaxaenra and �.ran~ertSng authoriz~ ex~nse budgetx are
ex,nmples of the~. Some th~ng,~ shouJd onJy require Glvf approval, many should only
requir~ dir~-’tor approval and only a f~w should re~ B~rnar~s approval. I ~ do
not t.h.iak any of th~r~ should rexluixe approval out~idg the direct chain of command but
the Ix.r~n approving it shouJ.d get whatever �oua.~l they ne~l f:r~m I:&A, Legal, :nil.
PSS, e.tc, ACTION/DO: .Bernardv.
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P~e 6

There is good communication flu mo~ wa’y~ betw~a r.b¢ US ga~up, the busme~ uaits a.ud the subs.
t.mematioual Marketflu$, and other tntm-mtional s~ in OK-M, PS$, etc. do a good job
~x~--pt.io~ I have notc~t, l:tow~ver, thcr~ ~ titz.lc regular communications on prioriti¢~ ami mtcgy
the bu..-iac~ u~it ma.uager~ and m, (in my n~w j~) m t2m robs. I w~t to do scvcra~ flxing~ to help this.
l=irSt, ~’OtU’e should attend all fou~ cmnpaigal focus squads and st.un~ the n~:trLugs ~or
dir~:tors and (iM’s ~ appropria~. Second, I want to g~t a set of~ uah lcade~, (’WYs ~t Ica~t) to
visit Europe regtflarly (once a ycarT) a.ud reset with GNfs a.s well as cu.~om=s. Third, I ~ visi~ Europe
t~ v,~eks a year ~ ~ allocate at least ball ~ ~ time to gettiag i,ate,-mal fc,~iback and
communicating su’at~y. Fourth, I will continue tlm focus of the WWC2vIM on stra~ie~ and priorid~.
~:L.’~b, I want fo:dback on whet.her I should do a quarterly videotape on our goa~s and su--~t:~i~. La_vfiy,
would it be usdui to have E~illg, .Xrakemap, Paulma, P~mh and me regularly do some ~ort of on-line
conference for GM’s? Is that tcctm.ically pom’ole? ACTION/DO: .rohncon.

I ~-a.ut there to be a regular way for people in the subs 1o flag is.su,s they need help on from corporate.
got i.~valuabie input on my trip and want to get it regularly. The US g~oup includ~ mouthy ~arms
two, ff¢~� or fou~ a~a_nns) in their monthly report. The alarms can be ~e.¢, marketing, rrznagem’.~t or
bureaucracy help. I want some method for the G’lvfs of subs to regu/~rly ask for help. T’rfis can be
r.tu’ot~gh a monthly ztport, an email alias, or other mcans. I will a~k ~’ohncon to figure out the be~-t
to g~ these from the subs i.u front of the right people at Corporate. ACTION/DO: .roh,~con.
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