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Pralograzh by K. Qypey Iabaioaka

he search for a new president for Apple Computer

came to an end on April 6 when John Sculley, for-

mer president and chief executive officer of Pepsi

Cola Company, took over from Mike Markkula, one

of the vital contributors to the mind-boggling suc-
cess story of Apple Computer.

Markkula had been considering withdrawing from the
hectic day-to-day operation of the company for more
than a year. The entry of IBM into the personal-computer
market, however, made the choice of a qualified leader
for Apple even more significant than it had been before.

Recently, InfoWorld editors Maggie Canon and Paul
Freiberger visited Sculley in his office in Apple's Cuper-
tino, California, facility. Raised in Bermuda, with an edu-
cation that includes architectural studies and an MBA,
with an emphasis on marketing, from the Wharton
School, Sculley offers Apple a seasoned executive who is
used to taking on big competitors.

Perhaps it will come as a surprise to many that he also
has a background as a ham-radio and electronics hobby-
ist and that he understands a good deal about personal-
computer technolo

The discussion with Sculley covered many topics,
ranging from his background to his strategy for running
Apple. The only question Sculley wouldn't address con-
cerned new products. When asked whether Macintosh
would outsell the Apple Ile next year, Sculley quickly
shot back, “I'm not introducing any new products to-

day."
What follows is an edited version of the interview with
John Sculley. See Sculley, page 29
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Sculley

continucd from page 27
The discussion with h-l."'l.ll]l‘_'l.-' cov-
ered many lopics, ranging from his
background to his sirategy for running
Apple. The only guestion Sculley
wouldn't address concerned now
products. When asked whether the
Macintosh would outsell the Apple e
naxt vear, Sculley guickly shot back,
“I'm not introducing any new prod-
wcls today,”
What follows is an edited version of

the interview with John Sculley,
I'W: You were af Pepsi & long fime?

Scullev: About 16 vears, | staried off
driving a truck, working in bottling
plants, pulting signs up out in the
desert of Phoenix, Arizona.

TW; That was in your job description?

Sculley: They had never hired an
MBA, and they didn’t know whal to do
with me. 50 | went out and knocked
around the bottling plants. Then 1
came back to headguarters, and |
ended up in the market-research de-
e

I had a lucky break, too, when cyela-
males were banned. CBS asked the
head of Coca Cola if he would go on
Walter Cronkite's show to do an inter-
vieww. He couldn 't do it because he was
out of the country, 5o, CBS asked the
head of Pepsal, and he couldn’'t do it—it
was going through a reorganization—
50 he asked me Lo do it

I'W: What do vou think vour major con-
tribirtion fo Pepsi was?

Sculley: 1 think it was probably cre-
ative marketing. giving Pepsi the idea

that it really could become the num-
ber 1 soft drnk. It had alwavs assumed
that it was going to be number 2

W i vou have the idea for the “Pepsi
generation " advertising campaign?®

Sculley: The line "Pepsi generation”
had been developed before | got there,
but it had been abandoned. | res-
wrrected it and redesigned the graphic
on Pepsi. If you look at Pepsi in 1970,
the graphic was gold, white and black.

IW: What were vour first impressions

af Apple—eoming from such a differ
ent field?

Sculley: You mean from high fizz 1o
high tech?® Well, it's not a lot different
from a cultural standpoint. When |
joined Pepsi, it was half the size of Ap-
ple today. It was a small, entrepre-
neurial company that was growing
rapdily—and that's what Apple is.

A second thing: Pepsi was never
considered a structured corporation.
It doean't have a lot of lavers of man-
agement. It doesn’t believe a lot in
structure. Apple isn't that way, either.

What Pepsi did believe in was disci-
pline and not structure, and that's pre-
sumably one of the things I'll have the
opportunity 1o bring o Apple

IW: Do vou have any plans for changing
the company?®

Sculley: | don't have a lot of interest in
making many struciural changes. I'm
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more interested in taking something
that is working really well, and as the
company gets bigger, help the organi-
zation grow as far as the business is.

When most companies hire some-
body from the oulside, it's because
they have a problem. Apple doesn't
have a problem. What it has are some
incredible opportunities. My job is to
preserve the values and the quality of
the emvvironment thal we have here, as
the company gets higger, and not let it
gel encumbered with too much
corporate-Amenca structure.

5o, contrary to what people think—
that here's this guy from East Coast,
corporate America— how is he going
1o adjust from a three-piece business
quit o the laid-hack California

See Sculley, page 30
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Business people often find themselves
doing s0 many things that just one of them

1sn't enough.

It happens all the time. Because you
start out in A one-person shop and seon you

need three to handle the job.

If you're in that sort of a predicament,
we at the National Alliance of Business
worild like to offer a suggestion, and a
solution.

Hire some of the needy and
disadvantaged voung people of Amenca
this summer. And let them put their
muscles and minds to work, For you,

Giving them work will not only relieve
some of the pressure on you now, but it will
make it easier for them to become part of

the full-time labor force later on.

Hiring them can also help you in another
very important way. Because a business
that hires economically disadvantaged
vouth during the summer may get as much
as an 85% tax credit on the first 3,000 of
wages vou pay them

Write the National Alliance of Business,
PO, Box 7207, Washington D.C. 20044 for
mare information. And support your local
summer-jobs-for-youth programs.

You'll be doing something for vourself,
You'll be doing something for vour
business.

And you'll be doing something for vour
community and the needy youth of
America, too.

LET’S GET ALL OF AMERICA WORKING AGAIN.

I SERVICE
OF TH‘3 HATION & Iy jl'-' |
THE ADAERTSING COURCE
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Sculley
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environment—guess what, | Hke it |
was sort of a maverick al Pepsi amyway

I'W: What parallels do vou see between
high fizz ard high tech?

Sculley: The beverage industry is
large—324 hillion; it's highly competi-
tive. It's a Pepsi/Coke race.

The personal-compuler indusiry is
in the process of becoming very large,
and it's highly competitive: it s an
Apple/TBM race.

I'W: From what we read, IBM is guickly
catching up

Sculley: | think IBM is doing a great
jot, and 1 think it's good for the indus- |
iry because clearly 1BM has added
credibility to the industry, just with
thoses three initials.

| think that just by being what it is, it
brings standardization to a large par
of the indusiry. | want o be in a busi-
ness where the major competitors are
also the major contributors,

If vou look at the low end of the
home-computer market, which is sort
of games migrating up, 1 don't see any-
body contributing to that part of the l
business except by cutting price.

It's hard to see what people are get-
ting for their investment. Thera
doean’t seem o be much brand lovalty |
there; there doesn't seem to be any |
real product innovation there, !

That's a part of the industry that I'm
glad we're not in. We're trving to lake
high-cost technology and translate it
into low-cost, high-guality, extremely
sy o use products, and we're mak-
ing a big investment in ressarch and
development here. IBM does the same

thing.

Iw: For how long will 1BM's role az a
contributor be more important than
its rile a5 a competitor?

Sculley: | think as long as there's this
terrific growth. there's no problem. In
the personal-computer industry,
where we're still experiencing 50%
growth per year, and it doesn’t look |
like it's going to change for many yvears
to come, [BM can do very well and so
can Apple.

The hwo companies aren t Irying to
kil ome another, They're both irving to
give shape to what the industry is go-
ing to look like

I'W: Is it going to be a number 1 and
number 2 and evervone else below?

Sculley: | would think so, probably
I'W: Do you see a shakeout coming?

Sculley: | don't know when it's going
to happen, but there's no guestion
that it will happen because it has hap-
pened in every other business that 1
can think of.

Eventually, the economies of scale
make [t difficult for people who don't
bring anvthing to the industry other
than taking someone else’s product
and selling it for a lower price or sell-
ing for the same price and giving a lit- I
tle more performance. It's difficult for
them toget a niche in the marketplace |

As long as the industry is Muid, and '
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it has incredible growth, and the tech-
nology is breaking new ground and
contributing 1o that growth, there's
still room for people to come in.

5o, [would guess that while there'll
be a shakeout of people who aren't

haven't even started vel. Theyv've gol (o
bring incredibly good products,
though.

IW: Will vou be heavily involved in mar-

kering amd advertizsing plans?

'People have asked me what we want
to model Apple after, and the answer is nobody.
We want to create a new environment.’

contributing much to the business—
just repackaging or taking a 16-hit M5
D05 product and selling it for
less—there1l still be room for people
whao have really great ideas.

There will probably be some big
competitors in the industry who

Sculley: | would guess, a yvear from
now, you ll begin to see some things
that are different from what we've
done before,

IW: What are vour feelings about price
culting”
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Scullev: The cost of building personal
computers is going down. That will be
reflected in the prices, particularty
when we're in a period of low inflation
in the sconomy.

At the same time, we know that the
performance of personal computers (s
Hoing o be improving over tme. 5o,
there is an overall marketing dvnamic
of prices coming down and perfor
muanoee going up. Bul 1 think that the
real price-value relationship for
branded products is going to come in
giving the consumer better value,
rather than lower prices. on things
that are already availahle now.

The low end of the market has cho-
sen o take things that are already
available and just lower the price. |
think that gets vou in trouble

NO
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Maks sons. Comparg Multiplan to any of
the parfier slectronic worksheets. We've given you some
“prompts” above
Compara learning time. Multiplan's tutonal book brings
woul up o speed. Fast But Muliplan doesnt stop there.
Mulbplan's On-bna Referance Gude grees you instant
nelp i you heve queshions. 11 kndwws where wou are n
Multiplan and offers information related 1o youwr problem
right on the Soresn
Compare aase of usa. All Multiplan prompis are
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Compara wutility. Multiplan lets you link related work-

shesls 50 that informalon 8 transterned betesen tham
sutomatically. For mstanos, you can keep regional sales
forecasts on separate sheets but link tham with your ceerall
company forecast. Then, pest changa the forecast for

gawy region, and the company forecast sheet is updated
subomatically. Somathing you can't do wath first generaton
WDrKshaets.

Compars reports. Mot just the work you can do, but the
walny you can present it. Multiplan's fleable formatiing
options allow you 1o producs preseniation-quality reports.
And its sorting capability lets you sort by either alphs-
batss O numenc order. S0 8 salis mansgper wid normaly
ligts sales regions alphabetically could sori by aminent
sold and comaniently rank by sales performanca, Tha
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Not only does it drive manufac-
turers’ margins down, but it has a lot of
other implications: Who wants to
write software when the software
prices are dreiven down to nothing?
Who wanis o be the retailer when the
retail margins are driven down 1o
nothing? And who wants to make the
peripherals when the peripheral mar-
gins are drven down (o nothing?

It takes away svervbody's incentive
for investment in that segment of the
business. 1 believe in the area of the in-
dustry that Apple is in—the higher
end of the market.

Our focus will be more in erms of
erhancing the value of the product by
making it easier o use, by bundling
more things with the product. as op-
posed to just price culting.

“RAKMING OF CELLE

THE &bl A5

LEEE RS TEBART T
CARLEY [TEY

YES

Multiplanis agreatidea |

for now.

result is a more meaningful and useful presentation of data
avallability. With Multiplan, you're not
lmited 1o a s.mﬂla range of computers. Multiplan is avail
able for Apple™ and for microcomputers that run
MS=-D05, XEMIX® or CP/M-80® operating systems.
Murti:r:an supports bath 40- and BO- colurnng on the
Appla 1,
Compars tha sourca. Microsoft was the workd's first
microoomparter softwars company Today Microsoft
softwara i running in vl over @ milkon nstallathons,

b0 maka Multiplan the sleciromne worksheet for
nove. And years from

BETTER TOOLS FOR MICROCOMPUTERS

MICROSOFT.
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workdwide. Languages. Litiltes. Busness programs. All, e
Compars lﬁmymlﬂnfﬂf-:p:lto store R —— c-ﬂud
; YOuUr compasbor ks
Compare Multiplan's powerful, user-orentod features [y
o Bevy edectronic worksheet on the market. If you'ws Samiar rétr—arteon. o
besn using VisCale, Multiplan's ability to a:re;:dr&g.;t‘m DEPARTMENT NO. T2
your Vi files bats you easily upgracs to : -800- -
And that's just another of the many features designed Jmuﬁm
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W will vou be imaolved in deciding
which products should be developed?

Boulley: Yeah, mosi of the time e
spent al Apple has been spent devel-
oping a product-line strategy for the
GOy,

IW: That would strike people as odd—
that somebody who hasn't been in the
industry befire could come in and de-
velop a product line?

Soulley: | don't sit in my office and do
it. The style of management that 1 en-
jory is a teamwork sivle, where vou get
a small group together, and vou try to
work through a problem.

What we've actually done is to go off
for two days at a lime, from seven in
the morning until midnight,
brainstorming—working through
where our products are going. Where
does this lead? How is this product
compatible with what's behind it?

| How does it fit in with other products?

It's part of the work thal you go
through when vou go from a single-
product company, which is what Ap-
ple has largely been, to a multiproduct
company. Il's how all these 6t to-
gether, hecause the level of complexity
goes up exponeniialby

IW: Wha is the consumer for Apple?

Sculley: | think the people we are go-
ing after are probably under 40—35
and vounger down into the teens. Peo-
ple who are achisvement-oriented,
who like o gel involved with things,
wha like to do things themselves and
who are willing to make the invesi-
ment in terms of time and money o
get into personal computing and re-
ally get excited about it

If these people weren't doing per-
sonal computing, they'd probably be
oul spending their time doing some-
thing else. They'd be learmning how to
hecome great sailors. They'd be leamn-
ing how to climb mountains.

Thevre just high-energy people
whao really like to keep active. The kind
of people that if thev're in business,
you probahly ind in the office on Sat-
urday momings working on projects.

You'd probably find them to be cre-
ative people who are interested in
ideas, and people who really want to
be on the frontier, on the leading edge
of what's going on in the world.

If you leok at the penetration of per-
sonal computers, it's really low. Only
3% of homes have personal computers,
and another 3% of the population use
them in offices, and another 1% uses
them in offices and homes—ithat's a
total of 7% of the population of this
country actually using personal com-
puters in some form or another.

Because the penetration is so low,
you're talking to a small group at this
point. As the products become easier
and easier to use, that target is going to
expand

It won't just be people of 35 and un-
der, and it won't be just these people
who are high-energy, high-work-sthic
kinds of people, but it will start to
reach more casual users,

That's why we think there is still a
lot of growth left in the personal-
computer Industry—because pene-
tration is low and the products are
getting so much easier to use,

See Sculley, page 32
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vniined from preceding page
IW: Is the IBM consumer different from
the ane vour've just described for Ap-

ole®

Sevlley: Yeah, | think so. 1 think 1BM
consumers are rmore braditional. I vou
st them in the office, they probabby
have their |acket on, and they
wiontldn't give an interview withoul a
thres-piece suil on.

Thery are the people who have al-
|'|.'.||I_1- arrived .-"||::|F|1|- CONSUMErs amn
people who are still on the way up
IBM is one of the great treasures of this
country: Appleis one of the great gems
of the future that's sl in the prooess
of being shapedd.

| TEACH YOUR COMPUTER WHO'S BOSS!
ATTEND A dBASE II"OR 1-2-3"CLASS

Taught by

ADAM B. GREEN

Author of the dBASE II” USER'S GUIDE

“Greef's

Advanced
Problem Solving With 1-2-3~
Each day of instruction runs from 9:00 AM to 5:00 PM and costs $175. Extensive

notes and a buffet lunch are included,
, class, and a copy of our impressive client |

F ch introduces dBASE i1
T learn fo think showt their information ina

YORK
Sopt. 19-23

Ell“;:

ist.

on a conceptual level, helping peaple
CONStruchive o

.
Jirm Taylor, Product Manager, Ashion-Tile
dBASE 11" Fundamentals
dBASE 11"

Call or write for a detailed description of each

ORLANDO
February &-10
SAN DIEGO
Dac. 12-16

WASHINGTON, D.C.
Aug. 29-Sept. 3

GBASE II” and 1-2-37 classes are presented by SoftwareBanc Seminars

- MANUFACTURE RS THADEVARK
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I Are vou working with Steve Jobs in
his effoet 1o get Apple computers into
sohools?

Soulley: I'm not too concemead about
whao does what. I'm more concermed
that Apple does a lot of great things,
and Steve is one of the most incredibly
talonted people I've ever met in my
whole life.

If you can pick one reason why |
came to Apple, it was to have the
chance 1o work with Steve because 1
look on him as being someons wiho
can be one of the really important fig-
ures in our country during this cen-
tury. And 1 hive a chance to help him
gronw. Thait in ilselfl is exciting,

I Will yvou be working with Steve
Wirzniak®

Boulbey: 1've never met Steve Woeniak.
I knenw that he s an outstanding engi-
neer; and, i he wants 1o come back
and work on something, that would be
Ereat. | hope e does come back.

IW; The Apple Il created a8 whole indus-
fry Dy virtue of being an open sysiemr,
and hundreds of software designers
developed software and peripherals.
Today it moks as though the [BM PC
has become that kind of machine, Inno-
valhve saftware s coming out for the
BM machine. How can vou compete
with that® How is Apple godrg (o attract
third-party designers for future ma-
chines?

Sculley: That suggests we're having a
problem attracting third-party devel-
opers for fulure machines, We're not.
We have developers working with fu-
ture products right now,

I think if we were not Apple, if we
Ware somenns rving o get into the
computer business, we wouldn't have
any choice butl 1o go with THM's open
architecture—3088 and MS-1305,

In terms of future products, we have
taken a big technology bet that we can
leapirog the 16-bil processor and go
right 1o the 32-bit architecture. That's
what we're doing with the Motorola
62000, which we have in the Lisa and
which will be in future products that
come out of thal technology.

| think vou're going o ses (wo
things one is that there will be o tre-
mendous amount of soffware written
foe Apple 88000 products, and the sec-
ond thing is | think you'll see a lot of
software developers converting Apple
software for IBM and 1BM software for
Applo

We'll eventunlly have the ability o
take 1BM software and bring it inio a
windiny on a Lisa, for example. So the
compatibility issue, | think, will kindof
salve itsall, over time,

I Will the Japanese hove an fopaet
earn e pnarked®

Soulley: Definitely, but | think they
will do what they have demonstrated
in the past that they do well They
make high-quality products, particu-
larly smaller products, and | think
they will be a major fomee in portable
computers. But, there is still some
technology that has (o be solved

FW: Doy vt waent 1o be the first to have a
Jull-display lap compuier?
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Bculley: | don't feel any great urge o,
Will we have one eventually? Sure. It

isn't the highest priority, though.

IW: What trends do vou see in the in-
dusiry?

Sculley: | think you're going 1o see
maore people moving to 32-hitarchitec-
ture for personal computers. 1 think
you're going to see 5 and 10 moegabytes
built into products, as standard, at the
high end.

And you're going to find some kind
of fileserver on a network that will go
1o 40 oo 50 or 100 megalwies,

Al NCC, we saw sgome sophisticaled
Japanese, color, laser printers, and |
think that is one of the things coming,. 1
believe that some of the prople who
have traditionally been in the office
market, such as Xerox or Wang, thai
have had dedicated systems, even

‘A year from now,
you'll begin to see
some things that are
different from what
we've done before.’

though they are introducing personal
computers now—I think they're doing
it not a0 much as a strategic decision
but more as a commodity that fits into
the line, and they don't want to be lefi
ol

Mo one wanis io be accused five
years from now of being marketing

myopic and having overlooked the |

personal compiiler,

But | suspect voure going o sea
some refocusing of encrgy over time,
and some of those manufacturens e
going to return to dedicated systems.

IW: For how long do vou anticipate the
i will Fremain the bregd-and-bulier

product for Apple?

Sculley: | think it's going to be an im-
portant product for guite a few years

to come. It's going to be like the
Volkswagen Beetle was for so many
yvears—sort of a cult product. As long
as we can keep getting great software

on il, and as long as we can keep |

enhancing it, the product will still
have a lot of life ahead of it.

IW: What contribution is the personal
computer making to society?

Sculley: | think the contribution is still
in the process of being shaped. I will
not be looked back upon as a product
that helped people calculate numbers
faster.

It will be: looked upon as a product
that ppened up tremendous new pos-
sibilities for what people could do, in
terms of working with concepis, proj-
acis.

1 think it's the frst connection be-
mween man and machine that really
has romance involved with it or maybe
the first one was when people fell in
love with cars in the 20s and 30s,

IW: Some people believe that a large
company can't be a technology
leader—ithat that's why Apple rather
than AM came out with the Lisa. As Ap-
ple gets bigger, will it be harder 1o re-
muain a technology leader?
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Sculley: | think great companies try o
stand for something and then live up
ta it In the case of IBM, IBM is a great
service organization. That's what it
has built a great company around

It doesn't have the need in its char-
ter to be on the culting edge of high
technology. nor do vou find that inany
of its history. Apple has said that tech-
nology is an important part of its suc-
cess and will be an important part of
its future

The way we ve been successtul is by
having had small teams creating great
products, and we have not been en-
cumberad by a lot of structure, The
risk is that we can become just higger
and bigger, and suddenly, those peo-
ple who enjoy working in little weams,
such as those who created the Lisa
and Apple e, don't want 1o work here
A TIAITRONE,

That's my job and Steve Jobs' job—
to make sure that never happens. One
way 1o do it is 1o come up with organi-
zational concepis that allow us (o he-
come good at getting the functional
infrastruciure in place. Our customers
can then have confidence that we can
back up our products on the one
hand, and that we can manage a com-
plex, multiproduct business on the
other hand, still maintaining the
small-team, entrepreneurial environ-
ment.

People have asked mewhat we want
o mode] Apple after, and the answer
is, nobody. We want to create a new
enviromment, There aren't any good
pxamples,

B POWER
= « PRICE

Introducing the KEY DF220

from lieyﬂlcrn Syslems

A complete §-user (expandable to B-user)
system with dual processor, dual half-hei

8" drives and 20 Mbytes. With it you can

the best of an 5100 computer and run any

mix of 8 and 16 bit programs simultane-

ously. Our use of the highest quality peri-

pherals combined with the power of

CompuPro boards delivers the reliabllity

you need — at the right price.

For established sysltems, peripheral

support, or custom configurations, we

deliver the power you want at a power-

fully affordable price.

Key Micro Sysiems, nc. is an

authorized CompuPro

Systems Cenler
MICRO SYSTEMS INC.
1606 Mooseneck Hill Rd. PO Box 718, Coventry, Rl 02818 & A0L/E2E-7270

B22 Boyiston 3t, Sulte 201, Chestnut HIll. MA 02167 @& §17/738-7308
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taneously on a split
screen

» Program-generated
indexes, footnotes and
table of contents

« Supports all printers
...does true proportional
spacing

= Total user customization

= Available for IBM PC,
MS-DOS and CP/M systems

“Clearly one of the most powerful and versatile word processing programs available”

PC Magazine, January 1983
Software Retailing, March 1983

“You'll wonder how you ever got along without it”

Write or call Mark of the Unicorn, 222 Third Street, Cambridge, MA, 02142, (617) 576-2760
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