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nism for Gates to be exposed to the [nlemet side of the online service at

3

gumnent. Silverberg sensed that because of Gates's close celationship with *n

Siegelman and Myhriold, the chainman had been hearing a one-nal= son
Nevertheless, for Silverberg, Shumway was hasdly an earthshaking oeca!

sion. He listened to the debate of online versus the Internet with interest: ]

the need for him lo keep moving down the hail he had alieady been blagk
ing. As far as he was concerned, the debate could continue without iy A
The Windows effort conld rot zford to sit en its hands, waiting for an elu: ]
sive consensits lo emerge By then it would be way, way oo late. "

in many ways parallel to the goals of Siegelman’s online efort. Chicago was
firmly in the camp of supporting open Internet protocols for things like
e-mail, security, and dialing up from home. Marvel was building its service
frem the ground Moor up, on its own e-mail and publishing and dial-up pro- 1k

tocols, with the hedge that if usess wanted Internet access, they would be
able to get there from Microsoft's online service. !

The Siamese-twin approach had enormous inefficiencies in develop-
ment atd personnel oveilap. It was the Lind of budget drain inost execu-
tives and big companies would never countenance. Choose one or the
other, they would direct their managers. But Gates saw benefits lo multi
tasking the online strategy. It gave him the chance again to play two hands |
at once, as Microsoflt had with paralle! OS/2 and Windows development.
Competition was important, even if it was intemnal. And Cates watloath to
discourage entrepreneurialism wilhin his ranks. Creative tension was
needed in an organization for it to thrive and move forward. Gates was not
going to stand in the way of a process that would save Microsofl from be-

coming a Wang or an Apple or a Lotus or an 1BM.

Gales also was caught in the bind of the Silverberg-Siegelman personal-
ity conflict. It too was nothing new in Microsoft's competilive, egodriven
culture: “Ifs just another thing you have to manage,” Gates said later. In
this case, he saw henefits to a macro, not micro, managed approach. He had
given Siegelman the green light well before the Net was a facter. And at the
Shumway retreat he had made it obvious that Silverberg was to integrate
the Interne! into Windows. Cates was like the basketball coach having two
paint guards play one-on-one lo see who would get the starling assignment.

After the Shumway retreat, Silverberg met with Phil Banett, 3 lead sys-
terns imanager who had just joined the Windows 95 development effort. Sil-

Underdag

4
- verberg asked him lo look at how Internet capabilities could be woven into

- Chicago. Included on the list were Allard’s initiatives regarding TCPAF,

L time? Would it be belter o license or buy existing technology and improve
“ von it? Silverberg did not want lo rush headlong into a drain on Microsaft
B resources. There were lobs of browsers out there, ofter all, and little dis-
cetnible demand. There was stil] plenty of time, it seemed, for Microsoft lo
make ils play in the browser sweepstakes.

Barrett hired two part-time program managers and by midsummer had a
. college intern on hand to help out with product manzgement. But his pri-
mary focus was on Chicage, not the Tnternet. "Everyone was focused on
getting Chicago out,” he tecalled. “Bill may have said the Internet is very,
very important, but organszationally, 1 den’t think that took right away at
all.” Barrett took on the assignment, but for himn the Internet was not 2 huge
action item. As for the browser, Barrett had heard nothing about integrat-
ing it into Windows at the Shumway retreat, and he fell litde urgency to
pursue the issue.

For Silverberp, however, hrowsing in Windows was a top priority. The
Windows three-year plan he presented after Shumway specifically oullined
“integrated Net browsing in {Windows] Explorer” He was not sure what
form it would take, but browsing needed to be there. On board as well was
John Ludwig. "It was clear from Shumway that we needed to Internet-
enzble our operating systems much, much, much mare, and that a browser
was the most important part of this” Ludwig later recalled, even if all the
t's were not erossed or the i's doted.

Six weeks after the retreat, Sitverberg attended Windows World at Spring
Comdex in Atlanta, with an eye toward finding out what Windows vendors
were doing with the Imemet. Sinofsky was there with a similar goal in
mind. The two hooked up and strolied the floor together. In a tiny booth
tucked away on a side aisle they found gold —or at Jeast some glitter. Book-
Link Techuologics, Inc., 3 small software developer based in Wilmingten,
Massachusells, was showing an early iteration of Internetworks, browsing
technology that integrated tightly with Windows. Silverberg and Sinofsky
had learned of BookLink from Allard, who knew one of the company'’s prin-
cipals, Bill Hawkins, through various Internet conferences. Hawkins, who

X




e et

TN TS TR

How the Webk Way Won

Sitverberg, Jong the Marvel skeptic, the problem was that the
ity for Marvel,
Siegelman had simply blown a kuge npportunity, and now Microsoft was
hack to square one. Silverherg was determined to have browser technology
in Chicago. [t locked like his leam would have to develop or oblain it them-
selves. fohn Ludwig, the networking vetetan who was "blue-skying”
opportunities for Windows far Silverberg, agreed: We had better teassess
where we are in the browser game, he put it to Silverberp. We need to de-
cide whellier we are serious about this stuff, in which case we had better
start moving fasler and more decisively. Or we need to cut bait. Tt was 3
short conversation. As far as the Internet goes, Silverberg said, we're as hard-
core as Microsoft has ever been about anything. 1Uwas mote than a year be-

-

fore Bilt Gates, en December 7, 1995, would say the same thing to the

browser, and by extension the Tnternet, was Yoo low a p

future

wortld at large.

Tall, gentle-maomered, and cerebral, Ludwig brought keen analytical
skills and a calm rationality to the browser project. Ludwig monitoring a
project was Jike a submarine tracking a targel. He preferred working below
the surface, unnoticed, while tirelessty and unflapgingly plotting strategy.
honing in on challenges and charting progress. Silverberg and Ludwig
made a great alliance. Doth hated ego-boosting ot sell-aggrandizing
schemes. Both practiced 1 subtle form of leadership where they enabled
those atound them eilher to make the right choice or to learn from mis-
takes—miscues reither of them might have committed, but which were

necessary as Jessons fearned. Both drew more satislaction from watching
those around them succeed together than from calling aktenticn to their
own conbsibutions. From mid-1994 on Ludwig was 3 critical patt of each
significant strategic decision Mictesoft made on the browser Front. Yet, in-
numerable arlicles and analyses of the browser compelition almost never
identified him.

There was an almost audible shifting of gears going on for the Redmond
gang. Through eady fall of 1994, browser development had more or Tess
meandered along as part of the Chicago effort, but not a huge part. {t was
not so much 1hat the browser was considered unessential or insignificant.
The Shumway retreat, and Gales’s mobilization email immediately fol-
Towing, made it clear that integrating browsing capability into the operaling
systern was a vital goal for the company's Inlemet effort. But it seemed un-
realistic to expect that a hrowser could be cobbled together in time for
Chicago's telease, at the time still scheduled for the upcoming fall of 1994
Tnlegrating an entirely new dimension would mean lobs more coding, de-
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bugging, testing, coding, debugging, testing— the seemingly endless pro-
gramming cycle. If you altered one line of code in a program as complex as
Windaws, Silverberg was wont o point out, you usually stood the chaace
of introducing 2 bug or glitch that would have to be fixed, introducing the
possibilily of yet another bug or ghitch, and so on down the line. Software
development ak its heart was a mind-drubbing, Sisyphian chore of debugs
and fixes. MicrosaRt's abilily to persist 1o the bitter end jn ferreting out as
many bugs as pessible and in addressing user needs helped explain its suc-
cesses where others had run cut of idcas, stearn, or initiative.

The previous spring, Barrelt had been assigned to look into 2 browser,
but with atlention focused on more pressing issues in the Chicago up-
grade, he had not put it on the front burner. Qver the next few motths he
talked lo a few peaple, looked over the field —then consisting of a wild as-
sortment of browsers that did one or two things well but overall were slow,
underfeatured, and immatute —and drew up some preliminary specifica-
tions. But no team got assembled, no product description or business plan
got drawn up, and no code gol uritten. Neither did any alarm get sovnded.
"The BookLink discussions were progressing alang a normal path, after ali.
With most browsers available for lree, there was no real commercial pres-
sure on Microsolt. Once the Interanetwarks code becarme available, the
thinking was, the browser effort would be able to ramp up production
quickly.

When the BookLink deal fell through, everything changed.

As luck would have it, and Microsoft ofters did have luck, 2 coding ma-
niac by the name of Ben Slivka had other ideas. Bearing a striking resem-
blance to Anthony Edwards—Dr. Mark Greene on the TV series ER—
Slivka combined a studious demeanor with alacritous energy, stamina, and
will. Starting the previous summer, Slivka had agitated Ludwig's next.
generation Windows team ta do something like Mosiac for Windows. Al
though it was nat true thal, in order to be part of Microsoft's Internet effort,
w.c:- _mm_ name had to begin with “'S” and feature some combination of v,
', or *” Slivka was a peifect it for the company's aboming browscr
development. A veteran of the OS/Z, DOS 5, and DOS 6 projects, Slivka
had a ton of code under his belt and was known as  jusk-ship-it kind of guy.
He liked impussible challenges, particularly if he could drag his friends into
them as well.

Ludwig, looking for a programmer ta starl prototyping hrowser technot-
ogy for Windows, asked Slivkz onto the team. At that point, the [nternet was
just ane aspect of the bhreprint for Memphis, a5 the leapfrog upprade of
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Windows ~ the one following Chicago—was code-named. The whole idea
of projecting an upgrade ahead was a new twist for the Windows teamn. it
harkened back to Silverberg’s conviction that software development had ta
happen in incremental iterations rather than one shot only. Besides the In-
temnct, on the Memphis team’s plate werte things like wireless commimica-
tions, game machines, PCs in the hame, the evenlual merging of Chicago
with Windows NT Permeating the effost philosophically was the Gates vi-
sion of Informatien At Your Fingedlips, approaching its fousth anmiversary.
How would the Windows of three or four yeats hence continue the 1AYF vi-
sion? Ludwig thought about the question every day.

After joining Ludwig's team in July, Slivka initially was interested in the
notion of indexing all the content on the Internet. It seemed a natural ex-
tension of the JAYF metaphar. In grder for the unthinkable amount of data
on a vast interconnected netwoik to be useful, it woutd have to be indexed
in 3 way that pave meaningful access to users. lronically, by that point, the
summer of 1994, Slivka had not even gotien a home connection on the
Net. He knew next to nothing about the Web, He hadn’t seen the Allard or
Sinofsky memos. He hadn't attended the Shumway retreat. OF all the even-
tual architects of Microsoft’s Internet presence, Slivka was undoubtedly the
last to the starting line. But in terms of producing actual code, Shivka was
first aut of the blocks.

Ludwig loved this about Shivka. Ben is not a patient fellow, Ludwig
would say. When he identified something that needed to be worked on,
Slivka was like a woodpecker, tapping, tapping, tapping till he got to the
meal of ihe matter, "He'll come at you every day with ten things you ought
to be doing,” Ludwig put it. “Some percent you already are doing, he just
didn't know abou! i. Some percentage are just shooting from the hip, he
hasn't reatly thought through. But some percentage are dead on and you
should Jisten ta him. et him have his say, and he tells me how to do my
job, and then 1 throw away the nine things 1 don't wan! to hear about. The
one thing he says that’s accurate, 1 say, That's a good idea, Ul iy to do bet-
ter on that one”

First Slivka tracked down a Microseft technician and browbeat him inlo
providing an Internet tap to Slivka’s office. As of the summer of 1994, get-
ting an Intemnel line at Microsoft stitl was not 2 trivial procedure, whete te-
curity cancerns about the Net still kept it from being widely accessible.
Once he got on the Net and downleaded Mosaic, Slivka spent kvelve hours
straight surfing. He would get on a home page, then click to a Yink, then go
to another URL, then find a dozen more links. {t was revelalion after reve-
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lation. This was as close as Slivka had seen to an actual manifestation of
IAYF in all its original intent.

Alter his tour of the Web, Slivka did not just feel the wosld bad changed,
he set about making surc it had—~at least, his world. He started sending
around e-mail, asking questions, communicating with programming teams.
He asked Silverberg and Ludwig where the company was on the hrowser.
Shouldn't we be developing something for Chicage? From the standpoint
of programming, the browser did not seem to be 2 monumental challenge.
Even il we can't get it in time for the Chicago refease, Slivks told the
Windows team, we ought to have it ready within a few months afterward,
Directed to consubl with Barrett, Slivka became even moere convinced that
Microsoft needed to move more quickly. What he found was pretty
bare bones Barret had “already decided this was nuts. This is going
nowhere, and | don't particularly wank ta be in an enormous company.” To
his mind, Micsosoft did not get the Net and was not likely to soon. 11 was
time to move on. By August “Td already made a decision to leave,” Barrelt
recalled. Knowing he was a shorttimer, Barrett ignored the Internet pro-
ject.

Oblivious to Barrett's disenichantment, Slivka spent little time puzzling
over the situation. Microsoft would get a browser, he decided, if he had to
wiile every Tast line of it himself. Slivka’s first step was to take & compre-
hensive look at Mosaic, break it down feature by feature, figure out how the
stuff worked, artd where Microsoft had the opportunity to improve. What
was ihe competition in the browser space? Wheo were the players? What
were the feature sets? What problems do users encounter with surfing? One
of Slivka’s first assumplions was that bruwsing—at the time still being re-
ferred to as "viewing”—would supersede gopher and Rp. This despite the
fact that at the time, gopher and ftp were hy far more popular ways of nav-
igating the Net than any of the browser technologies. Our focus should be
on the Web, Shivka 10ld Ludwig and Silverberg. That's where our resources
should go.

Like Ludwig himself and Silverberg, Slivka was a systems guy, which
meant he thought in terms of platforms. How could Microsoff use a new
technology lo benefit Windows users? How could the company get thou-
sands of software developers to use Microsoft technology? That was the key
question 1o platform guys. At the time, the Memphis team was well awase of
parallet eforts to incorporate browsing inlo othes Miciosoft products. Pathe
had the Internet Assistant project going for Word. Evslin headed the effort to
make browsing a part of Mictosoft's Exchange e-mail project. No, ne, no,

185




168

3w L SR T

Hon the WWebk ¥as Fanm

the systemns guys were saying. Browsing —vicwing, exploring, whatever— 73

should be a part of Windows. Not thst Pathe or Exslin were misguided
wanting to make biowsing a key part of their end users” experience. But wil.
ing a browser for Word, and anolher one for Exchange, and yet another one
lor Windows would waste resources and create 2 lot of redundant code.

On August 22, in an e-mail ttime-stamped 5:10 p.n, Slivka notified the
Merphis planning teamn that he had gotten started on the user interface de-
sign for what he tenmed Microsoft's “WWW Exploter” —there was that
word again. Stivka had cataloged the entire Mosaic user intecface —at least
as far as http was concerned; fip and gopher mechanics were still awaiting
assesstrient. To a crack systemns programmer like Slivka, Masaic was a col-
tection of picces, as its name implied. There was an him| piece, a user in-
teiface component, a caching clement—caching referring 1o the process

where things like Web pages, or URLs, were slored on the local maching
for ready reference by the browser user or the browser ilself. Caching made
it much easier and faster for the browser to call up previously displayed
URLs. Stivka theught it was done pretty poorly on Mosatc, and it became
one of the WAVW Explorer team’s top pricrities and early triumphs. From
his initial analysis, Slivka concluded that the process of Web browsing was
pretty similar fo network browsing and hard-disk browsing. kt was all ex-
ploring, he though! af the time. Stivka started a list of what changes and im-
provements the Windows team could make to Mosaic, but a key design
question also needed to be addressed: At this paint, ['m nal stre if [ want
to be TOTALLY INTEGRATED INTG THE CHICACO EXPLORER, o
if we want a separate window for the html viewer” The refetence provided
another benchmark in Microsoft's plan to blend Windows with the Web.
Eventually Slivka would have it both ways. The html viewer— browser —
would start off as its own window but gradually, with the release of Internet
Explorer 4.0 in September 1397 2nd Windows 98 the following June, meld
with the Windows Explorer.

Slivka's persistent questioring of the browser effort got back 1o Silver-
berg. He locked into the situakion, found it wanting, and told Barrett he was
not happy with the progress he was making. Silverberg was a patiend man-
ager as long as progress was evident. 11 Tooked 1o him as if Barrett did not
undeistand whal the browser did and what Miciosoft needed fiom the tech-
nalegy. Barrelt was in no frame of mind for second-guessing. By the first
week of October, he told his supervisoss, “I'm quitting and T've got four
weeks of vacation. See you laler” Within days Ludwig was paying Slivka a
visit. How would you like to be in charge ol the browser efloit? Ludwig
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asked. Lt was an entirely thetorical question. Slivka did not even bother to
ask what happened to Barrett. As it tarned out, Barrett ook about a month
off and then jnined Rob Glaser's Internet start-up, Progressive Networks, as
vice president of software development.

It was filting that Slivka found himself on the cusp of Micrasoft's biggesl
paradigm shift since DOS10-Windows. Everything in his upbringing and
career path had pointed teward a day when he would tackle something wer-
thy of his talents. Since childhood, Slivka had been setf-driven 1oward pro-
gramming achievement. One of twin boys born in 1960 in Seattle to a pub-
lic libearian mother and Seattle Symphony percussionist father, Slivka grew
up playing wilh a variety of electromics. His first-generation Russian father,
Wever, pul together a Theremin, a rare electronic musical homn whose
"wooo woog” sound changed tone when one’s hauds passed over its surface.
Meyer also built an oscilloscope and TV set from Heathkit and, in the mid-
16705, put togelher his own electronic music synihesizer. Assisting bim,
voung Ben pot handy with a soldesing iron. It was his mother, Enid, how-
ever, who introduced Skivka Lo programming. Tn the early 19705 she took a
cousse o programiming in BASIC, and Slivka got intrigued by what you
could do with computer code. He was still a litite on the young side to do
much on his own, but 3 seed had been planted. When Hewlelt-Packard
came gut with its programmable pocket calculators, Slivka would go down-
town zfter school, a half-hous bus trip, and program display models for an
hour or two at Seattle’s leading department store, Frederick & Nelson. The
salespeaple, amused at what a kid could do and figuring it might aitract
buyers, were kolerant,

Slivka Tearned £arly on the value of hard work and independent think-
ing. His working mother had the twa boys helping out almost from the time
their younger sister was born. “The peor things never knew what it was like
to sit shill and have someone wait on them,” Enid Slivka recounted. As a re-
sult they tearned to speak their minds when they wanted something, a tait
heartily encouraged by their mother. Enid Slivka had read a book about the
Compton family, which produced two university presidents and Nobel
Prize-winning physicist Arthur Holly Complon, “The way their [Comp-
lon] children were encouraged 1o investigate things for themselves made
quite an impression an me,” she s3id. Ben eventually drew the admiration,
not to say awe, of Microsoft cowoikers for being able 1o repeatedly chal-
lenge 2 boss named Bill Cates, and take the return heat without flinching.

Slivka eventually outgrew the calculators and discovered bigger terrain.
Near Green Lake in north Seattle, a treasure trove called the Retail Com-
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