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            EMPLOYEE ENGAGEMENT – LESSONS LEARNED FROM A SILICON VALLEY MASTER – TANDEM COMPUTERS By Gaye I. Clemson October 2012 Listed in the First Edition of the Top 100 Great Places to Work in 1984, Tandem Computers under the leadership of Jimmy Treybig, was at the forefront of a new business approach to how a company should be managed and how it should treat its people. Right from the beginning there were several basic principles that were funda- mental to Jimmy’s view of the kind of company he was going to build. Some of it was based on Hewlett Packard’s ‘HP Way’, but to it he added a unique Texan twist. Firstly, people mattered. Secondly, vision and direction setting mattered. Thirdly, having the best technology mattered. Fourthly, having happy customers mattered and lastly driving growth mat- tered. Over the years these basic elements manifested themselves into a simple underlying philosophy namely: ✓ All people were good ✓ People, the workers, the management and the company were all the same ✓ Every single person in the company must understand the essence of the business ✓ Every employee must beneﬁt from the company’s success ✓ Management must create an environment where all of the above can happen. There were no time clocks and no reserved parking. Behind the headquarters building off of the cafeteria was a swimming pool and nearby a volleyball court with locker room and showers. Central to employee communications was a global email system to which everyone had access. The ﬁrm built an internal television network that broad- cast to Tandem sites all over the world and weekly social get-togethers called ‘beer busts’ were held after work every Friday afternoon in every ofﬁce worldwide. Besides the standard sales force incentive programs there were reward and recognition programs for ordinary employees, a six-week sabbatical beneﬁt after four years of service along with periodic gift stock options for everyone when the company achieved its performance goals. The com- pany’s strategic plan was accessible to all employees and widely communicated directly by senior executives and managers with updates every ﬁve-years. The end result was a company whose employee turnover was far lower than the industry average at that time. Tandem’s value system permeated all corners of the company, worldwide and deeply touched the hearts, minds and souls of all employees, no matter where or at what level they worked, through the good and bad times. But these values and management practices weren’t just ‘for show’. They were formalized into a framework called ‘The Tandem Philosophy’ that was practiced and supported programmatically up and down the organization, driving company operations day-to-day. Later called The Focus Series, the philoso- phy was periodically refreshed and enhanced, remaining remarkably intact over the years. It’s been nearly forty years since the initial founding of Tandem Computers’ NonStop, online transaction process- ing system, sixteen years since the company ceased being a standalone entity as a result of a merger with Com- paq and nearly a decade since it’s absorption into Hewlett Packard. Yet here we are in 2012, LEADERSHIP CORPORATE CULTURE TECHNOLOGY VALUES 1 GlobaLinkage Consulting © Copyright 2012 • www.globalinkage.net • [email protected] 
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EmployEE EngagEmEnt – lEssons lEarnEd from a silicon VallEy mastEr – tandEm computErsBy gaye i. clemson october 2012
 Listed in the First Edition of the Top 100 Great Places to Work in 1984, Tandem Computers under the leadership of Jimmy Treybig, was at the forefront of a new business approach to how a company should be managed and how it should treat its people. Right from the beginning there were several basic principles that were funda-mental to Jimmy’s view of the kind of company he was going to build. Some of it was based on Hewlett Packard’s ‘HP Way’, but to it he added a unique Texan twist. Firstly, people mattered. Secondly, vision and direction setting mattered. Thirdly, having the best technology mattered. Fourthly, having happy customers mattered and lastly driving growth mat-tered. Over the years these basic elements manifested themselves into a simple underlying philosophy namely:
 ✓ All people were good
 ✓ People, the workers, the management and the company were all the same
 ✓ Every single person in the company must understand the essence of the business
 ✓ Every employee must benefit from the company’s success
 ✓ Management must create an environment where all of the above can happen.
 There were no time clocks and no reserved parking. Behind the headquarters building off of the cafeteria was a swimming pool and nearby a volleyball court with locker room and showers. Central to employee communications was a global email system to which everyone had access. The firm built an internal television network that broad-cast to Tandem sites all over the world and weekly social get-togethers called ‘beer busts’ were held after work every Friday afternoon in every office worldwide. Besides the standard sales force incentive programs there were reward and recognition programs for ordinary employees, a six-week sabbatical benefit after four years of service along with periodic gift stock options for everyone when the company achieved its performance goals. The com-pany’s strategic plan was accessible to all employees and widely communicated directly by senior executives and managers with updates every five-years. The end result was a company whose employee turnover was far lower than the industry average at that time. Tandem’s value system permeated all corners of the company, worldwide and deeply touched the hearts, minds and souls of all employees, no matter where or at what level they worked, through the good and bad times. But these values and management practices weren’t just ‘for show’. They were formalized into a framework called ‘The Tandem Philosophy’ that was practiced and supported programmatically up and down the organization, driving company operations day-to-day. Later called The Focus Series, the philoso-phy was periodically refreshed and enhanced, remaining remarkably intact over the years.
 It’s been nearly forty years since the initial founding of Tandem Computers’ NonStop, online transaction process-ing system, sixteen years since the company ceased being a standalone entity as a result of a merger with Com-paq and nearly a decade since it’s absorption into Hewlett Packard. Yet here we are in 2012,
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where a vibrant and active 2500+-person strong alumni community still exists on LinkedIn and various others on Yahoo!Groups. Every year across the globe, groups of ‘Tandemites’ get together in local pubs or other venues acknowledging, almost to a person, that working at Tandem was the best place that they had ever worked and a highlight of their professional careers.
 As the U.S. economy emerges from its five-year funk, many firms are realizing that the pool of skilled talent to meet their needs is shrinking, and recruiting is becoming a lot more competitive. This means that attracting and retaining tal-ent and ensuring that employees stay engaged is not just about compensation, or benefits or even the quality and kind of physical workplace. Further, it’s not just about whether or not you can bring your dog to work, or play ping-pong when you need a break or even the availability of free soda in the coffee room and exotic foods in the cafeterias. Today, winning the reemerging ‘War for Talent’,™ involves enabling effective employee engagement by leveraging three different perspectives namely Leadership, Technology and Corporate Culture in ways that transform work and ignite employee imaginations. Believable corporate values are the glue that ties these perspectives together. They must be in alignment and authentically reflected in the reality of day-to-day business execution activities. Based on the in-sights of former employees who were part of the Tandem experiment and my own corporate experiences at Tandem, Bell Canada and more recently at Cisco Systems, the intent of this paper is to share some practical lessons learned about effective employee engagement. It’s turning out that these lessons from Tandem, are just as important today as they were over 20 years ago when Tandem Computers was a Silicon Valley Google and Facebook of its time.
 lEssons lEarnEd aBout lEadErshipSo, what was it that engaged Tandem employees so completely and what can be learned today from those experiences? Let’s start with some lessons about leader-ship. When it comes to Leadership, there were three key imperatives critical to engaging employees that stood out namely:
 ✓ Establishing and communicating clear direction.
 ✓ Integrating performance metrics into everything.
 ✓ Effectively managing talent in a more egalitarian and democratic way.
 clear directionAt Tandem Clear Direction meant not just defining vision and mission statements and S.M.A.R.T.1 goals that outlined where the management team wanted to take the company. This direction was vivid, easy to understand, idealized and memorable that both inspired and energized employees at all levels of the company. It also involved articulating a strategic road map (i.e. a detailed plan) of how the company intended to collectively achieve those goals. This plan was communicated over and over to everyone using a wide variety of communications methodolo-gies, sometimes called the Tandem propaganda machine.
 Information was also provided and cascaded throughout the organization as to ‘why’ going in the direction pro-scribed was important. By understanding and having clear respect for the problems and challenges of the company and with specific functions, individuals and managers were able to make independent decisions that were oriented towards the overall welfare of the company. Clear expectations were set by management as to the importance of personal commitment for collective success to be achieved. It was also clear that when success was achieved, every-one, not just senior management would be rewarded. In this way, relatively quickly every employee adopted and integrated the new vocabulary into their way of thinking. This enabling of a common fate, ‘we’re all in this together’ mentality was critical. In other words, there was a sense of shared responsibility.
 1 i.e. specific measurable and actionable, repeatable and time bound2
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2012 Example: Some argue that clearly communicating a firm’s direction is only possible in small environ-ments where individuals can be directly reached by the management team. To try to disprove this Cisco Systems designed a single slide template called a VSE. (Vision, Strategy, Execution) Every work group, department and cross-functional team was expected to complete one and share it constantly. Though it took years for the concept to work its way through the $50 billion firm, and not all VSE’s were vivid or memorable, the creation process did help teams get some clarity on what their goals were, improved cross-functional understanding and drove some degree of strategic alignment.
 performance metricsSo having a plan was great, but ultimately somebody had to be accountable for execution. This was collectively accomplished through the translation of the strategic road map into specific projects and programs and through the institution of related performance metrics at both the macro and micro levels. The use of performance metrics enabled continuous feedback on how the company, team or group was doing. At the macro level these were met-rics like revenues, profits, stock price, customer satisfaction, employee productivity, to name a few. At the micro level groups or cross-functional teams would establish for themselves performance goals with related metrics that were relevant to their group. Not only did metrics drive strategic alignment but they also strengthened team com-munications resulting in improved group performance, morale and commitment. Employee opinion surveys were conducted twice a year with formal customer satisfaction surveys conducted yearly. Results of these surveys were regularly published internally supported by specific action plans to correct issues.
 There were even intra-team friendly competitions, exemplified by the famous ‘Peterson Cup’. This was a quarterly competition between manufacturing and sales to ascertain whether or not manufacturing could build and deliver within the quarter whatever the sales organization sold. To do so of course, the manufacturing team had to con-stantly invent new approaches for systems integration and testing and the sales organization had to figure out how to close business faster and craft solutions relevant for specific industries.
 tandem Example: After the first 100-share ‘gift option’ was given to all employees, a first for a Silicon Valley company, Business Week reported in 1982 that: “So raptly attentive to corporate performance have employees become that the company has to post the stock price three times a day on work station screens because too many people are monopolizing the telex machines to find out.”
 talent managementCentral to effective talent management at Tandem were three core elements namely the rewards and recognition systems, the training and development processes and most importantly the company’s hiring philosophy. Hiring at Tandem was considered an art, an art in which every manager was formally trained. Potential employees were expected to visit several times and meet a broad cross section of people both higher and lower in the organization chart beyond the hiring manager. Hiring managers were encouraged to postpone making job offers until they were certain that the prospect had mentally decided they want to work at Tandem and all interviewers had to make sure that prospects shared Tandem’s “innates” such as honesty, integrity, a work ethic, and desire for team winning etc. Once on board in addition to formal New Hire Orientation programs that provided insights into the company’s culture, values and management philosophy, ‘welcome kits’ were sent to employees’ homes for all of the family to see and review.
 3GlobaLinkage Consulting
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Also important was the recognition that as the organization grew people needed to be ready to grow with it. Promotion from within where ever possible was the norm. Also was the encouragement of lateral cross-functional transfers enabling employee personal growth and increasing the breadth of talent with multi-functional knowledge. Managers were exhorted to “avoid hiring in one’s own image or somebody who thinks like you” and to not be afraid of “hiring other people better than you and listening to them.” The belief was that this would guarantee an employee base that can contribute to an ever-increasing level of responsibility, productivity, innovation and creativ-ity. As was often stated at the time, “Diversity produces more good ideas than homogeneity and contributes to a better workplace.” Enabling opportunity for ‘on the job’ and ‘in-classroom’ learning and professional development was also critical. Rewards and recognition, both formally and informally were a constant part of the management approach and will be talked about in more detail in the Corporate Culture section.
 tandem Example: One employee was worried that if she joined she’d be laid off in a few months. The hir-ing manager’s answer was to tell her that Tandem was a fast growing company, and joining it would provide an opportunity to advance faster. But if she was not satisfied with this answer, he was willing to set her up with an appointment to see the president and he could answer the question himself directly. As she said: “I was totally impressed, and awed by his response - that the president would take time out of his busy schedule to talk to a little person in the hierarchy, a nobody like me. With that I sold my body and soul to Tandem.”
 lEssons lEarnEd aBout tEchnologyCompanies build technology (both products or services) theoretically for one purpose, which is to meet a perceived customer need, though this is not always the case in Silicon Valley. Many a venture-funded start-up has failed not because the idea wasn’t great, but because they couldn’t generate a consistent revenue stream from paying customers. Customers are generally seen as those who ‘buy’ the organization’s products or services but they can also be defined as the re-cipients of any group or teams output. For example, for field marketing, the sales organization is the team’s ‘customer’ and for human resources the employees are
 the group’s ‘customers’. Whatever way ‘customer’ is defined, the key lessons learned related to the technology that is created for them are:
 ✓ Cultivating an obsession with customer (and partner) satisfaction.
 ✓ Keeping a clear watch out for Not-Invented-Here Syndrome by institutionalizing the constant scanning of the environment both internally and externally from the perspectives of the competition, of the market and of the overall business.
 ✓ Creating an environment that cultivates creativity and innovation.
 obsession with customersWhile high customer and partner satisfaction is a goal that most firms and teams have, the reality is that often there is a love-hate relationship with them. Tandem spent a lot of energy trying to love customers and partners as much as possible (and sometimes went over board). To do so the company used multiple formal feedback mechanisms such as satisfaction surveys, key customer and partner off-sites, relationship account planning, executive customer support sponsor programs and industry oriented application solutions and marketing col-lateral. It was the first to build a Customer Conference Center at corporate headquarters where the
 4GlobaLinkage Consulting
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firm’s leading edge thinkers shared future product and market strategies and ideas. Strong feedback loops made sure that customer success was always on the forefront of everyone’s mind. But for Jimmy in addition to external customers, all of the Tandem employees were his customers as well. He’d go out of his way to find opportunities to share strategy and receive employee input and perspectives on what was working or not working.
 tandem Example: One sales representative in North Carolina told of the time when “Jimmy came to Raleigh and went out to dinner with the seven-person sales and support team. At dinner he looked at one of the customer engineers (CE) and asked: ‘What do we make that’s crap?’ Well the CE almost choked on his food. Jimmy ex-plained that in Cupertino headquarters, they always wanted to tell him how great everything was. He wanted to know what needed fixin’. Later, after a few questions about future direction, Jimmy then spent till almost midnight diagramming future product strategy. Talk about leadership and respect for individuals. We’re seven people in a remote office doing only about $3 million a year. An unforgettable experience for all of us.”
 Environmental 360’sNot-Invented-Here Syndrome happens when creative and innovative people stop paying attention to their competi-tors, to markets and are unable to realistically look at their own business strengths and weaknesses. This usually happens as a result of great success when a sense of invincibility and complacency can set in. It starts to become culturally acceptable to ‘shoot the messengers’ who are trying to share worthy developments from the outside. Over time, this ultimately results in loss of that competitive spark as talented innovators start to leave to find more open and accepting environments that aren’t so resistant to change.
 Though used inconsistently at Tandem, one way to solve this was to institutionalize environmental scanning processes or 360’s. The general idea was to periodically conduct objective evaluations of an organization’s strengths and weaknesses, opportunities and threats, (internally and externally). This included looking deeply at near competi-tors, partners, suppliers or alternate ways to get the same level of service. It meant critically assessing new emerg-ing trends in technology or customer need that could affect the firm’s position in the marketplace or the groups place in the organization. It meant trying to identify unrecognized needs and then feeding this information into the strategic planning process in a meaningful way. This helped ensure that the strategic direction continued to make sense and enabled adjustments as appropriate to the strategy or the road map.
 2007 update: It became apparent that Cisco’s got-to-market plans were increasingly requiring cross-organiza-tional product and service bundling, yet within the services organization, there were still multiple separate services delivery capabilities. Many were the result of previous organizational boundaries and company acquisitions that hadn’t been fully integrated. An initial internal discovery process resulted in clear consensus that there was signifi-cant customer frustration with existing siloed service delivery capabilities, especially from large customers, and an acknowledged need for these capabilities to be integrated. In order to develop an integration strategy, eight cross-functional working teams, aligned by strategic perspective were created. The goals for each group were to iden-tify business capabilities needed, assess and prioritize the gaps between current capabilities and plans and those needed. Then an integration team was created that develop common capabilities and strategies, identified related process, technology and organizational implications, built a synchronized road map and a related investment plan of not just how much would need to be invested but when.
 5GlobaLinkage Consulting
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creativity and innovationAnother important lesson in the technology area was the idea that in order to grow both an organization and people, Tandem needed to foster an environment where creativity was not only demanded but also rewarded. But one of the challenges of an organization full of creative people where innovation was encouraged was that creativ-ity and innovation can sometimes be contradictory notions and are not necessarily natural states for organizations. Someone labeled ‘deviant’ in one organization could be considered a ‘hero’ in another and vice versa. Keeping these types of employees all on the right track, while providing enough freedom to experiment was and is today, a huge management challenge. At Tandem this risk was mitigated when everyone understood where the company was going and their role in that effort.
 tandem Example: The stories from the customer support organization illustrating the ends that creative em-ployees would go to ensure successful installations were legendary and Tandem Computers Unplugged shares lots of them. Like the time there was an Australian airline strike so one systems analyst, without prior management ap-proval, chartered a DC-3 airplane to get from Melbourne to Sydney for a critical customer meeting. It didn’t cost the company anything because he was able to sell the remaining seats to other folks who also needed to get to Sydney. It freaked out his manager though but he didn’t get fired. As his manager said at the time. “Damn it John! We’re a computer company not an airline.”
 In addition there were unwritten rules of behavior to stimulate ‘out-of-box’ thinking. For example one group had a practice that you couldn’t say anything bad about a new idea for five minutes. As a former employee shared, “If I bring up some hair-brained or unusual idea in a meeting, it isn’t fair for others to shoot it down immediately — it needs to first be fleshed-out and discussed for at least a short time, to see if there might indeed be a way that it can be implemented, or to see if it spawns other ideas that COULD be useful in providing insight, solving a problem, expanding a product definition, closing in on a solution or whatever.”
 Also was the acceptance of spending time on problem solving that wasn’t necessarily related to one’s specific day-to-day responsibilities. One employee recalled the time that he and some fellow engineers devised a state-of-the-art portable computer unit, which consisted of a Zentec terminal, a portable phone (which was the size of a large shoebox and weighed about 20 pounds or so) and an acoustical coupler from a fax machine. They strapped on an antenna and somehow managed to get the entire ensemble into a backpack, which could then be worn. The device’s total weight was probably close to 50 pounds and was a precursor to the modern day laptop computer, though not marketable at that time as such.
 6GlobaLinkage Consulting
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lEssons lEarnEd aBout corporatE culturETandem was known in the valley and around the world because of its people-oriented corporate culture based on the values, and practices previously mentioned. But the success of that culture as demonstrated by the kinds of stories shared by former Tandem employees was built on three core pillars:
 ✓ Creating an environment that supported open communications (both structured and unstructured)
 ✓ Decentralizing power by setting expectations of both self and peer management
 ✓ Encouraging all employees to work hard, have fun and give back
 open communicationsNot only did open communication foster positive employee action it reinforced con-stantly the degree to which individual contributions could make a big difference in helping with goal achievement and problem solving. Open communications not only facilitated the free flow of information about Tandem’s business, strategies and employee concerns but also strengthened teamwork as a result of the increased interaction up and down and cross functionally between individuals and groups.
 It came in two forms namely structured and unstructured communications. Structured communications included company publications such as Non-Stop News, Center Magazine and formal programs such as Managers and Town Meetings, Pipeline (a direct link to senior management for questions, complaints, new ideas) and Tandem Television Network teleconferences such as First Friday, a monthly marketing and sales update. Unstructured communications were activities such as the weekly Friday afternoon Beer Busts, email, management by walking around and all of the ‘open door - open manager’ management practices expounded in the ‘Tandem Philosophy’. Comedy sketches, featuring company executives, an integral part of First Friday teleconferences, al-lowed executives to be to be seen as ordinary humans. Though formally an employee recognition program TOPS (Tandem Outstanding Performers) enabled a cross section of outstanding employees to get together and learn about each other’s area of expertise. Town meetings and Pipeline provided opportunities to give and receive direct feedback to management and for management to communicate what was important in a personal way demonstrat-ing their authenticity and sometimes showing some very human vulnerability.
 self and peer managementAnother key corporate culture lesson learned was the impact of self and peer management. Self-management at Tandem meant assuming that more often than not, most employees knew the right thing to do and did it. It required that employees understand both their rights and their obligations then hold themselves accountable for their actions in the workplace. Peer management on the
 7GlobaLinkage Consulting
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other hand meant that everyone was invested in each other’s success and assumed responsibility for each other’s performance. With both of these concepts entrenched, the role of management became less focused on command and control and motivation and more on providing a framework for creativity and problem solving. This doesn’t mean that there didn’t need to be any management-led corrections, but in general the appropriate checks and bal-ances seemed to make the whole thing work. Of course having an environment where open dissent was allowed with no fear of retribution also helped, as did visible performance metrics and the belief in a common-fate culture. Employees also had the freedom to take prudent risks, which again fostered great teamwork, drove accountability and collective responsibility. Now of course when times were good the company could ‘afford’ to have people make mistakes or be misdirected. However, as Jimmy used to say ‘at Tandem employees were empowered to make mistakes - as long they don’t make too many of them.”
 tandem Example: Legendary was the use of the email system to send out a problem request before one left for the day and to arrive back the next day with multiple proposed solutions ready and waiting to be tested. When customers were directly involved, this capability became critical to success. Once there was a timing problem that caused the stock exchange systems to stop. Originally reported in Tokyo, the problem was found, code rewritten, patched, sent, installed and operations restored by the time New York opened a few hours later. No managers orchestrated the problem solving process. Unfortunately today overloaded inboxes make email no where near as responsive as it used to be, but social media, text messaging and unified communications are starting to be fea-sible alternatives, though not always two-way.
 Work hard! have fun! give Back!Finally, last but not least one of the greatest of all lessons learned from the Tandem experience was the joy and importance of working hard, having fun and giving back. Working hard and playing hard were established as key elements of the culture very early on. There were themed parties, ‘No Talent’ contests, baseball tournaments featuring the Swamp Rats, double entendre motivators such as the ‘Get It Up’ stickers to encourage all to work on getting the stock price up, when things dipped in the early 1980s, the First Friday Teleconference comedy sketches and the mysterious pink flamingos that kept showing up in unlikely places around campus. The idea that on a Friday afternoon, anywhere in the world you could find a group of Tandem folks sharing a beer was remarkable. In the early years, for every order there were three parties. First there was one to celebrate when the sales person called with an order. The second was to celebrate when the system shipped and the third was to celebrate when the customer paid. Now of course skinny dipping in the pool, using the satellite network to watch adult movies after hours, wearing roller skates in the office or charging lunch for months on the president’s tab at the local restaurant would be frowned upon, but it sure was fun.
 tandem Example: “The place was so packed with energy, everyone wanted to give 300%, there was no hold-ing back. Very rarely did you see someone not wanting to participate in whatever was going on at the time from staying late or coming in early to doing whatever it took to get the work done. It was fast and it was fun. Everyone made a total commitment to themselves for personal growth, enjoyment and so on. As a group it wasn’t viewed as an organization, it was a family. The weakness of one person or group was offset by the strengths of another person or group. So you never had to worry about something slipping by and peers kept everyone from abusing the system.” Manufacturing Team Leader
 8GlobaLinkage Consulting
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There was also the giving back of both time and money. The sponsoring of local 10K Running Races and support for all sorts of community efforts in every country in the world especially in times of crises were commonplace. As one employee well remembered: “For me I will never forget helping staff the Earthquake Hotline following the Loma Prieta earthquake. I don’t know of any other company that put forth such a sincere effort to assist others and link those that needed help with those who could offer it.”
 ValuEs as thE gluE
 As mentioned at the beginning, central to effective employee engagement at Tandem was a set of values that permeated all aspects of how Tandem was led, the kinds of products, services and solutions it built and its corporate culture. These values were not just content for a poster on the front lobby wall. For much of its history, Tandem daily put these values into practice. There was even a ‘Philosophy’ Department whose mission was to create training programs and drive them through the organi-zation. Of the many values that were part of Tandem’s value system, the three that stood out and had the greatest impact on employee engagement included:
 ✓ Shared Responsibility
 ✓ Trust and
 ✓ Shared Success.
 Shared responsibility and an institutionalized common fate culture had tremendous impact on the level of com-mitment from each employee. It was trust that enabled communications to be open and a two-way dialogue. It was trust that encouraged creativity, innovation, self-management and peer management amongst others. Most Tandem employees trusted that each understood and would make decisions about customers, about people, about technology based on a common understanding of the relationship between what was good for the individual and what was good for the organization. Tandem got a lot of press in those days for its shared success programs such as mandatory six week sabbaticals every four years and employee
 LEADERSHIP
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recognition programs (like Tandem’s Outstanding Performer’s program called TOPS and First Cabin Club which recognized outstanding non-sales sales performance respectively). With every employee a part owner of the com-pany through the granting of stock options for everyone (not just senior management), the solving of the company’s issues became paramount for everyone. Of course when business growth surpassed expectations, all of these pro-grams were easily affordable, but not so easy to do when growth started to slow. In conclusion as noted by one employee who went on to build a career offering leadership consulting, coaching and training:
 “Tandem was a success and had such a positive impact on the people who worked there because it recognized (whether formally or not) the importance of balanced values. Tandem and its early leaders knew that to be effective as an organization, its ‘self’ needed to truly engage with others.”
 Achievers, a software company that sells employee recognition solutions, imagines a world where everyone loves going to work. Where employee’s efforts are recognized and everyone understands how they contribute to the com-pany’s overall success. They imagine a workforce that is full of passion and purpose with everyone is aligned to the same mission and core values. Their Mission: CHANGE THE WAY THE WORLD WORKS. Their values:
 • Focus on Customer Happiness• Care, Share and Be Fair• Live Passionately• Embrace Real Time Communications• Act with a Sense of Ownership• Build a Positive Team Spirit• Learn from Failure and Celebrate Success
 nExt stEpsSo where do we go from here. Nine important lessons learned and three core values that defined the ‘gold standard’ in Silicon Val-ley employee engagement. Nine elements centered on leadership, technology and corporate culture, connected together by a value system based on shared responsibility, trust and shared success. All are just as true today as they were when Tandem Computers experimented with them so many years ago. But what is even more interesting is that these same concepts are also important manage-ment themes for the future. Gary Hamel one of American’s leading gurus in strategy and management talks about it this way.
 ✓ Firms need to create variety i.e. proactively investing in exploring alternatives to the status quo. Organi-zations need to find ways to slow down the tendency to brand things ‘unworkable, ridiculous, or ‘out-of-bounds’ and give new ideas the chance to compete openly for management support.
 ✓ Ordinary employees need safe places to voice their opinions with experimentation beating planning hands down. Managers need to broaden the gene pool and build in diversity of life experience and enable indi-viduals to reinvent themselves by maximizing the opportunity for folks to interact, through cross functional teams and rotation of leadership roles.
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✓ More democratic principles should be deployed so that leadership is more distributed with policies and practices that ensure that dissenters are valued not hounded. Reverse the flow so that power flows up and accountability flows down.
 ✓ Resource allocation processes must be created based on market principles by decentralizing new project evaluation processes and enabling access to multiple sources of experimental capital. Make it easy for inves-tors and new idea generators to find each other.
 ✓ And last but not least firms and teams need to create drama and meaning around the work experience and understand that ‘mission statements matter. People will work hard and change for what they care about.”
 JamEs g. trEyBig – thE fEarlEss lEadEr
 Jimmy was quite the character. He was of average height, stocky in body type and had this shock of fuzzy hair that seemed to just explode from the side of his head. He wore glasses that wouldn’t perch properly on the bridge of his nose and for some reason his shirttails had great difficulty remaining tucked in. One funny story that Tom [Perkins] often shared was of their first experience going to Wall Street to seek investors.
 “Jimmy was straight out of Texas, and I didn’t think that he’d go over very well on Wall Street. So I took him to Brooks Brother and bought him shoes, socks, suit, the works. Alas it didn’t help
 as the first thing that came out of Jimmy’s mouth when meeting the Wall Street bankers was, ‘So how do I look, Tom dressed me!’”
 Jimmy T (as everyone called him) had a serious Texas accent and a Texan country boy “aw shucks” manner and many upon meeting him for the first time would perceive him a country bumpkin out of his element. He was prac-tically on a first name basis with all his employees and loved by all for his compassion, humility, courage and fierceness. But behind this cowboy-like persona was a driven, aggressive and extremely competent businessman. He was a first-class salesman, and charismatic speaker, with this ability to see quickly and easily to the heart of a problem and with a laser focus on solving it.
 As one employee astutely shared, “A few [technology leaders] have stood astride product, company and people. Gates and Jobs come to mind. At heart, these men are not extroverts, although they show off occasionally. But Treybig was and probably still is. He was like a young east Texan coonhound. He would try and tree anything and bay and bay and bay. You had to love him and get excited and run around, even though he had treed the ugliest damn coon you ever saw.”
 tandem Example: One employee brought her parents to a Cupertino beer bust. Jimmy was walking around as he normally did, with a beer bottle in hand greeting everyone. He came over to the table we were sitting at. He introduced himself, I introduced my parents, he sat down and we all started chatting. This went on for about 15 minutes or so. He asked her parents what they did for a living. They replied in kind. Her dad then turned around and asked Jimmy what he did at Tandem. She nearly died and wanted to slide under the table. She had been with Tandem about six months. Jimmy just smiled and said: ‘Well, some people think I run this company, but if you look around you, these folks run the company for real.
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tandEm computErs historyIn 1971, the term Silicon Valley was coined by a trade press editor to mean a culture not just a place and today is home to close to a million people. Up until that point Silicon Valley, inhabitants used seed money mostly to grow grapes, apricots, cherries and prunes. Then in the 70’s the definition of seed money changed, and seed funding was used to launch start up companies in a broad variety of technologies including video games, personal computers, ecommerce, social media, robotics, genetic engineering, networking technology and relational database. In the third quarter of 2012, venture capitalists invested $6.5 billion in 890 companies. With many going public each year, there is a constant flow of employees from larger companies to start-ups and back again. Today Silicon Valley has the highest concentration of high-tech workers of any metropolitan area and is one of the top research and development centers in the world.
 Tandem Computers was founded in 1974 to solve to one of the big business problems at that time, namely computer failure. Though not on the desktop yet, computers had permeated life from ATM and Point-of-Sale networks to stock exchanges and airline reservation systems and real-time manufacturing. Unfortunately every day something would go wrong. Data would get destroyed and customers would get really annoyed. Jimmy Treybig, the company’s visionary and president knew that if he “could figure out a different kind of computer architecture to solve this problem, he could create a big company.”
 After raising $1 million in venture capital with the help of Tom Perkins at Kleiner and Perkins, Treybig recruited Jim Katzman and Michael Green, both brilliant hardware and software designers with roots at Hewlett Packard and John Loustaunou, the finance and business expert who was then a partner with Kleiner and Perkins. In the beginning Katzman and Green each thought that the others part in this endeavor would be difficult and that theirs would be easy. Alas both were wrong as all of it ended up being difficult, but not impossible!!! Of the other ‘founding fathers’ – six were the top hardware and software engineers who’d work with Katzman and Green at HP. All were enthralled at the idea of build-ing a new computer from scratch. Because they had already worked together at HP, there was already a level of trust, and knowledge of each other’s strengths and even each other’s foibles.
 According to the original business plan the intended market for Tandem Computer systems was “the use of multi-processor computers in online transaction oriented applications”. It was called “NonStop” because its multiprocessor arrangement provided nonstop computing such that if one of the processor’s components were to break down, the other processors would observe the failure and absorb the workload of that processor. Where most computers were ugly ‘The Tandem’ with its black clean lines and later the red stripe had an elegant Darth Vaderish or 2001 A Space Odyssey monolith sort of look. Inside you could look at the backplane and see how it worked and from there understand its use. As articulated so well from one of the first systems analysts:
 “What emerged from the hands and minds of the ‘Tandem Ten’ was a way to tie 16 separate minicomputers together by means of a high speed bus. Called the Tandem T16 based on a unique operating system they called Guardian, it was built from the ground up as message-based, peer-coupled, shared-nothing piece of design excellence. Not only was it fault tolerant, it was also geographically independent and linearly scalable (almost) and contained primitives for data integrity and transaction consistency.“
 After 18 months of development, the first system was shipped to Citibank in May of 1976 and the company went pub-lic in 1977. By 1984, with 5,146 employees, the company was listed on the Fortune 500. Over 150 systems were installed worldwide and the business was generating nearly half a million dollars in revenue. Business peaked in the early 1990’s at nearly $2 billion in revenue from 1400 customers in twelve vertical markets. The company employed a little over 10,000 people and operated out of 60+ offices in over 36 countries. When the decline continued, economies of scale forced a sale in 1996 to Compaq in a $3B stock swap and in 2002, as a result of a merger between Compaq and Hewlett Packard, Tandem NonStop computers became and still is today a division of HP.
 12GlobaLinkage Consulting
 © Copyright 2012 • www.globalinkage.net • [email protected]

Page 13
                        

aBout thE authorWith over 30 years management and consulting experience across a broad range of sectors in-cluding networking, computer hardware and enterprise software, telecommunications and financial services, Gaye I. Clemson is a veteran in the high-tech industry. From deep roots in strategic and operational planning, organization performance, change management and communications she leads Globalinkage Consulting, where she coaches, consults, writes and evangelizes on ways to enable employee engagement especially for leading and managing cross-functional teams to high
 performance. Her functional experience involves direct roles in marketing, sales, customer services and support, employ-ee services and international business with extensive virtual relationships with finance, human resources and information technology. Clemson’s high tech corporate experience has included five years at Cisco Systems in strategic planning and business operations, nine years with Tandem Computers in various sales operations and major account marketing roles and four years with Bell Canada in new data services marketing. She is a frequent public speaker as well as an award-winning author whose most recent book is tandem computers unplugged, a people’s history. In her free time is an avid down hill skier, wilderness canoe trip enthusiast, gardener, Bernese Mountain Dog owner and inventor of a classy shelf (http://www.tabletkitchenspace.com) that enables easy access to iPad’s and other tablets in the kitchen.
 aBout thE Booktandem computers unplugged - a people’s history is an oral history narrative extracted from employee social media postings over the last decade, a mountain of press clippings, articles in various Tandem internal publications and the author’s personal story. It provides insight into how from the technology, leadership, corporate culture and values perspectives, the minds, hearts and even souls of employees were ignited, transformed and engaged. Today Tandem’s NonStop high availability solutions are part of the Enterprise Server Division of Hewlett Packard.
 praise for tandem computers unplugged “Lots of histories have been written about Silicon Valley companies. What makes this one about Tandem unique is that it reflects, through the eyes and hearts of the employees who worked there, what they respected about the company. This is valuable insight for CEOs trying to decide what kind of company to build and for employees trying to decide what kind of company to work for.” —Jimmy Treybig, President
 “Gaye does an amazing job capturing not only the historical timeline of events, but the very soul of the company... the success, the fun, and the departure of the unforgettable once-in-a-career experience that was Tandem. You’ll smile from start to finish.” —Jan Seamons, Former Program Manager, Sales and Marketing
 “Gaye has weaved a story that tells of a great experiment in corporate culture. Tandem strived to build not only a unique computer, but a unique work environment based on collaboration of outstanding people. Tandem Computers Unplugged gives an insight in to the successes and failures of that experiment through very personal stories in a delightful read.” —Jim Katzman, Co-Founder
 “It seems ironic that we speak so highly of a corporate culture that is no longer with us. Gaye has captured, not only as a historian but through her own personal experiences at Tandem and through her writing style, the essence of what was a pillar of Silicon Valley. A sense of loss that I have felt over the years, in Tandem’s passing, is now filled with this wonderful tribute.” —Ed Martin, Former Project Manager, Philosophy Program
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