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GE Information Services is positioning itself
to be the leader in electronic commerce, the
growing movement awayfrom paper to network
communication to facilitate commercial exchange
within and between bUSinesses~

GE INFORMATION SERVICES competes in one
of the toughest, most volatile, and most exciting
markets in the world. Advancing technologies with
increasingly shorter development cycles, changing
regulatory environments, and the increasing move
toward a global marketplace are changing both the
players and the plays.

These same forces are changing companies' expec-
tations of their Information Services providers.
Competitive pressures in their markets mean they
must streamline their operations, provide higher
quality goods and services, and respond quickly to
client demands. The fierce competitive environment
is requiring all companies to form closer relationship
with their vendors, business partners, and clients.
Companies increasingly rely on information technol-
ogy to enable them to do that.

Information technology is at the hean of what is
becoming a world of electronic commerce in which
paper is replaced by network-based communication
in inu'acompany and intercompany business
exchanges. Companies are recognizing that electronic
commerce means more than moving information
more rapidly. They see it as a strategic tool to enable
change in the way they do business-to attain greater
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o
efficiency in their operations, more streamlined deal-
ings with their trading partners, and more effective
communication throughout their entire business
communities.

GE Information Services is ideally positioned to
support this growing need for electronic commerce.
Our long-standing leadership in linking trading com-
munities and strategic business partners, using our
messaging enablers, MNS, and custom applications,
distinguishes GElS from our competitors in this
rapidly growing market. The winners in the new
world of electronic commerce will be providers who
can offer total business solutions on a global scale.

THE GARTNER GROUP HAS accorded GElS the
leadership position in what it calls lnterenterprise
Systems, the electronic exchange of messages and
documents bel1veen business partners, which is a key
part of the larger market of electronic commerce.
Gartner Group ranks GElS high in both product
strength and the scope of our offerings and relation-
ships. But Gartner sees IBM, with its aggressive
alliance and partnering strategy, and Sterling/
Ordernet, with its strong software application skills,
challenging that leadership role. Companies building
portfolios to challenge the leaders include DEC, AT&T,
Fujitsu/ICL, and British Telecom. These companies
have the scale and the financial strength to invest in
building the skills and critical mass they need to gain
market share.

However, GElS has strategic advantage in penetrat-
ing the electronic commerce market. As the leading
provider of EDI and second only to AT&T in messag-
ing, GElS is in a strong position to understand the
market demands of both these components of elec-
tronic commerce services and build on that strength.

Strategic initiatives already under way within GElS
will strengthen our ability to respond to our clients'
growing dependence on electronic commerce and
keep the competition at bay.

To deliver high quality, cost effective application
solutions, GElS has embraced a three platform pro-
cessing architecture, interconnecting our proprietary
and IBM-compatible platforms and integrating UNIX
capability to provide standards-based solutions. This
plan has three primary drivers. GElS must continue
to provide high quality support for current client
applications and services. We need to be able to inter-
face easily with client systems that use several industry
standard operating environments. We ab~ollitely must
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incorporate into our architecture lower cost processing
power that UNIX servers provide. In addition, working
in this standard environment gives GElS the produc-
tivity benefits of sourcing software and using the
advanced development tools available for UNIX.

GElS' THREE-YEAR DEVELOPMENT plan will keep
us solidly ahead of our competitors in the electronic
commerce market. Our strategy is to integrate our EDI,
Business Communications capabilities, and X.400
service in a single messaging service and to extend our
messaging capabilities to include X.500 and X.435.
This integrated messaging capability will be developed
on a UNIX architecture to provide distributed pro-
cessing. This will enable GElS to build solutions that
extend ollr clients' native computing environments by
having GElS' service appear as an icon on the user's
desktop. And it will position GElS to serve smaller
regional markets.

We will continue to strengthen our consulting skills
and support infrastructure to beller address the full
scope of requirements from clients seeking elecu'onic
commerce solutions that enhance productivity.

Our portfolio of industry and cross-industry appli-
cations will build upon our investment in integrated
messaging and the underlying architecture and support.
Incorporating third party applications on a UNIX
platform, using staLC-of-ule-art development tools and
languages, will enable LIS to pro\~demore efficient
solutions that can be easily replicated. This environ-
ment will capitalize on GElS' strength in providing
network-based applications integration and global
support with a speed and flexibility that our competi-
tors cannot match. vVewill place greater emphasis
on making applications easier to use and more self-
supporting so that we can handle growth, particularly
in the number of smaller, less sophisticated companies
that are part of our clients' expanding electronic
commerce communities.

THE NEnVORK PIECE OF OUR strategy reflects
the reality Ulat at the lower end of the value chain,
competitiveness is capital intensive, and winning is
often a question of offering the lowest cost. This
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favors communications carriers, who have the ad\-an-
tage of economies of scale. GElS has concluded Ulat
it makes good busine.ss sense to work closely with these
carriers in selecting our delivery system. Rather than
build the high-performance network component of
solutions that bandwidth hungry applications requirc_
GElS is moving toward outsourcing more of our basic
network needs.

IN OUR EFFORTS TO IDENTIFY the right prmider.
GElS is taking advantage of the scale and leverage of
corporate GE to negotiate superior economies, CO\'er-
age, and quality.The evaluating team is looking at both
toda)"s network needs and the evolving need for frame
relay, ISDN, ATM, and beyond. Quality and cost __ill
remain the touchstones that guide the decision abolll
where to source and where to build our networking
capability.

This strategy of integrated messaging as the foun-
dation for industry and cross-industry business solu-
tions and network-based applications integration
strategically positions GElS to be the leader in the
dramatically growing area of electronic commerce.
The key is flawless execution.

"Realizing our vision demands thinking outside the
box," says Hellene Runtagh. 'We must be absoluteh"
attuned to our customers to ensure that we are deliv-
ering on their expectations-not ours. We must relish
and embrace change-and constantly take a clean
sheet of paper as we look for ways to apply our talents
and creativity to deliver customer responsive produc-
tivitysolutions at reduced cycle times and lower costs.
vVemust maintain a culture that has a strong sense of
urgency, that sets the bar unrealistically high, and
breaks down the barriers that slow us in atu1.iningour
goals."

The initiatives described in this issue ofSPECTRL"\(
are all directed at creating ulis kind of culture. 0



THE
BACKBONE OF
GElS' WINNING
STRATEGY
People from across the business and
around the world are teaming up
to find ways to make GElS' business
processes work better and faster.

INTHE VOLATILE and
fiercely competitive market of
the '90s, companies have to
make change happen fasler.
They have to move with a
speed and agility their com-
petitors cannot match. For
GE Information Sen~ces,this
Illeans hammering at the walls
that separate functions so we
gel the rigl1l tools into the
hands of our systems develop-
ers and the right products
inLO the hands of our sales
[oreo. The GElS stafT is count·
ing on the Backbone to help
break down those walls and
accelerate the nIle of change.

The Backbone is based on
a business practice that has
worked effectively for years.
It's the idea of networking-
cutLing across the artificial
barriers built up between
functions LOmake things hap-
pen fasler.

GE has been working LOward
this boundaJ)'less way of doing
business for several years. It
slarted wilh delayering lhe
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"TifTVVe're very
serious about
empowering
the Bachbone
teams. We've
asked them to
rnahe majar
improvements
in the produc-
tivity and cost
effectiveness of
key /Jusiness

"processes.
J (cllenc Runtagh

"v"c're vcry serious about
empowering the Backbone
teams," says Hellene Runtagh.
''\-''c've asked them to make
m;uor improvements in the
prodUClivity and cost effeClive-
ness of key business processes.
\Ve expect them to do their
homework and test their find-
ings. \·"hen they come to LIS

with solid recommendations,
we're prepared to give them
whm they ask for."

management SU"UCLUrC,

empowering individuals, and
creating cross-functional teams.
Il became pan o/"the GE cul-
lUre through \OVorkOuLS in
which people identify barriers
and see them knocked down
on ~he spot. By embracing
Best Practices, GE abandoned
the "not invented here" syn-
drome and acknowledged
that GE can learn from other
businesses to improve their
own. Process mapping
became a LOolfor spotting the
barriers that get in the way of
auaining the speed of move-
mentthat all businesses
absolUlely must gain.

The Backbone builds on
alllhese initiatives and takes
them a giant step fanher. The
Backbone isn't 'Just another
cross-functional team"
approach. It's a fundamental
change in the way the business
operates. It's giving empower-
ment some real teeth. The
Backbone is charged with
making our business processes
work beuer. Backbone teams
are going lO leIl the GElS slaJT
what that will take and the
stafT\\~1Irespond.

THE BACKBONE IS divided
illlo seven working groups-
each one charged with address-
ing an operational process that
doesn't move fast enough.
They have "elY clear chaners
with 90 da)1benchmarks. The
Backbone knows there is no
time to lose.

In aLU'lckingthe issues, each
Backbone team has organized
iLlelfa lil~e differen~)'. Some of
the teams are using \NorkOulS
to quickly get to the hean of
lhe problem. The EDI leam,
for example, organized a

\VorkOUl session \\;th clien~
who belong to the EDI Csen
Group to getlheir inpUl OIl

three areas the team had
identified as IllcUorissues..

Seventeen c1ienlS and e-
EDI support people from
across functions within GElS
formed three '·VorkOm (~
One team addressed the issoe
of how GElS can more effec-
lively implement. ramp. and
support c1ienlS. Another l~
looked at issues surroundiI:rf
document tracking and repar~
ing. A third team worked 00.

identifying new feature- a.nC
Glpabilities. At the end oftir
two-day \VorkOut, the tea.n:l5
presellled their recomme~
tions to Hellene Runtagh a:X.
a course of action was deler--
mined. Co-champions from
the EDI Users Group and
GElS were assigned to each
action item, and a time ~
for implementation was dete:-
mined. Progress on action
items is being reponed bad 1-

lhe EDI Users Group thro ~:. •.
nlllllber of channels.

'"The client ''''orkOUl \aE-
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dated many of the Backbone
team's findings," says Marilyn
Peifer. "Keeping clients
involved in implementing the
aClion items will ensure that
we remain client focused."

Other teams are using Best
PraClices, both within GE and
at other businesses who use
similar processes. The Sales
Producth~ty team conducted
an internal Best Practices to
identify successful approaches
to sa\~ng eroding business.
These "Success Stories" will be
posted in InfoTalk.

The New ProduCl Develop-
mentteam did an extensive
external Best Practices study
of six technology companies.
The teall1 talked to managers
in marketing and engineering
about their processes in prod-
uct definition, development,
rollout, and support. The}"re
testing some of the best prac-
tices with four GElS develop-
ment teams.

"It's good to take a look
outside to discover creative
wa}'sother companies conduct
business," says Katie Vogelheim.
"It forces you to think oUlSide
the box. Also it helps to break
down internal resistance to
change when you can demon-
strale that a process works for
a respected com pan}'. "

Some teams are forming
subnetworks to help them
tackle the issues. Daniel Shih,
who is on the EDI Backbone
team, for example, formed a
subnetwork in ASPAC to make
sure the EDI needs in that pan
of the world are reflected in
the (cam's thinking.

IN EUROPE, PEOPLE on the
various Backbone teams have
formed a subnetwork. "The
objectives of the teams are
intert\\~ned," says \·Vayne
Morrison, who is on the
Capacily Planning team. "\·Ve
talk frequently to make sure
that our actions are in sync

and that we're not duplicating
effort. "

Because the teams have the
backing of senior management,
~le)' find Ulat people are \\;lling
to give lheir support to the
teams' efforts.

"The organization is going
to know itself bener as a result
of the Backbone," sa),sJack
Fowlkes, a member of the
Capacity Planning team. "VI/e're
empowered to tap into multi-
ple sources without wonying
about organizational structure
or management approval.
Once you break down the
walls, it's tough to try to put
them up again."

Not only are the walls com-
ing down, u1e teams are see-
ing issues from perspectives
they wouldn't ordinarily be
exposed to.

"\·Vorking on the Backbone
is forcing us to look into areas
that appeared to be someone
else's responsibility," says Malt
Mulligan, who is on the Sales
Productivity team. "This is a
broadening experience for all
of us."

The teams, which are all
global in composition, use
conference calls as tl1eir pri-
mary means of team working.
The)' use QUlK-COMM exten-
sively as well.

"The Backbone is breaking
down functional, geographic,
and cultural barriers," says
Kalherine Butler. "People are
really beginning to think glob-
ally, to look at how decisions
affecl people in other parts of
the business and other parts
of the world. When you have a
big issue to deal with and
ambitious goals to meet, you
just have to break through the
b'lI'riers. "

\"'hile the teams are impa-
tientthatthey aren't moving
as quickl), as the), would like,
most have made subsU1.ntial
progress toward reaching their
ambitiolls goals.

TEAM I,CHARGED with
improving capacity planning,
is anacking the issue on three
fronts. They're working
LOwarda worldwide capacity
planning process, based on
the on-line revenue reporting
system, Rev*View. A sales fore-
casting module for Rev*View is
in development.

In the imerim, the leam is
working with the account teams
of GElS' 20 largest clients to
project capacity requirements.
Monthly reviews with sales and
finance focus on application
changes or additions, price
changes, and unique client
activity that could have impact
on usage. To ensure efficiency
in new applications, u1e team
is working with marketing LO
initiate a requirement to build
disciplines, such as operating
cost measurement, into the
specifications for all new prod-
uct development. They are
looking at ways LOimprove effi-
ciency of existing produclS.
The team is also examining
imernaluse LOsee where there
may be excessive use. They
have updaled U1ecatalog name
and address file to be able LO
track usage.

TEA.;vl 2 IS WORKING in tan-
dem with a cross-functional
iviNS team to meet its goal of
improved iviNS infrasu-uclUre
and reduced cycle times. The
team has greatly simplified
the MNS contract, reducing it
from 26 pages to only three.
This global contract enables
people to write local MNS
contracts and LObill clients
locally. The team is making
use of GElS' own global net-
work to provide support LOols
for MNS sales and implemen-
tations. They're developed an
on-line \Vorldwide Network
Order system to replace u1e
manual systems formerly used
LOenler clienl installation
requests. The on-line system
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"'7'1 he
Backbone is
breaking down
functional,
geographic,
and cultural
barriers. People
are really
beginning to
think globall)l,
to look at how
decisions affect
people in other
parts of the
business and
other parts of

"the world.
KLILherinc BliLler

enables sales people to track
the status of MNS orders and
keep clien15 apprised of
progress. The team has also
developed MNS Service Avail-
ability profiles for all the COUIl-
u'ies GElS SUppOrlS.These
profiles, which give detailed
infonnmion on levels of service
available in each country, arc
available in InroTalk.

of on internal bureaucracy.
"Individuals have been U)'·

ing to simplify this process for
years," says Hellene RUlllagh.
"Il LOoka Backbone team with
the right mix of functional
and geographic know-how to
finally make it happen. This
validates thal the Backbone
process works."

TEAM 4 IS TACKLING the
product and services delivery
process. They're looking at
evelY aspect of product!
service delivery from original
concept all the way through
receipt of the first client
invoice. After conducting an
extensive Best Practices study,
haUl externally and with GE
COl-pOl-ale Business Develop-
ment, the team is testing the
Best Practices in the GElS
development environment,
working with four product
developmenllcams-two ll1~or
enhancemcnLs and two new
applications.

in parallel, the team has
identified several structural and
cl.Ill.l1ral areas in which changes
!TIust be made across the busi-

TEAM 3's CHARTER calls for
a 50 percent reciuClioll in new
ciiem set up Lime. The team has
made a m<~orbreakthrough
that 11,11 greatl), improve GElS'
ability LO move quickly in
negotiating global sales oppor·
tunities and closing conLracLS.
The tcam tackled the process
of signing and implementing
global c1ienLSand energized a
global subnetwork LO help
them address il. The current
process, which treaL')global
sales as "exceptions" that
require complex negotiat.ion
simply hasn't caught up with
the changing nature of the
business, which is now largely
global.

""hile the current process
provides an internal sU'ucturc
to address global sales oppor-
tunities, lOday's competitive
market requires a faster, sim-
pler, more client focused
approach. The new process is
aimed at empowering the lead
sales person to Illeet the client's
needs without having to negcr
tiate with each country on
pricing and support.

The team's solution
addresses what needs to change
LO deliver speed and quality to
the client and the GElS team
worldwide. The proposed new
global sales and support
process will greatl), simpliry
conUdct negotiation and elim-
inate the complexity in our
internal revenue distribution.
This will let worldwide sup-
port people focus their efforts
on the client's needs instead 1/-.,.-1"-<1.-<;'<1->
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ness to achieve the team' s pro--
dUClivitygoal. Areas of concern
are the need for beuer cross-
functional budget planning
and prioritizing and issues
surrounding the increased use
of cross- functional, global
teams-such as the need for
training and new measurement
processes. The team has asked
that stafr members work with
them LO address these areas of
fundamental change.

TEAM 5, CHARGED with
improving EDJ implementation
and producti\~t}', is examining
the various areas that affect
the productivity of our ED!
business. The team drove an
effon to create a team of ge<r
graphicall), dispersed ED!
experts to strengthen support
lor the EDJ sales force, work-
ing closely with sales people to
understand their requiremenlS.
As a first step, the ED! Sales
Support and Consulting group
has been moved from market-
ing to the sales organization,
reponing to the Technical
Services Organization. The
group will continue LO work
with sales and the Backbone



team LO refine its charter LO

play an expanded role in the
pre-sales, implementation,
ramp, and ongoing support
or ED! clienl5.

To su-eamline the set-up
process, the team conducted a
cost/benefit stud)1and validated
Lhe reasibiliL)'or EDI BASIC, a
simple, step by step software
package that aut.omates some
basic set-up functions. To
remove the complexity of EOI
usc for small, non-compUler
oriented suppliers, the team
has proposed development of
a simple, easy to install version
or EDI*PC. This projecL also
has strong client cndorsement.
To reduce the nlllnber of calls
to client sen~ces, the team has
proposed using pcriphonics as
an illlerrace LOEDI*EXPRESS,
so u-ading partners could use
their lOuchtone phones to
qucry the status of interchanges.
Such calls account for 15 per-
cent of calls to Client Services.

TEAM 6 IS CHARGEDwiLh
improving the testing and
integration of new products
b)' involving GElS field people
in the test and integration
process. The team's challenge
was more a cultural one than
an implementation change.
Thc team had to convince

field people that participating
in the testing of new hardware
and sofl1Narewas actually of
benefit to them and worth
changing their way of working
to use the test bed rather than
their local network node.

"If we catch the bugs in our
products and services before
we deploy them out to our
clients, everybody benefits," says
Maura Conic)'. "This enables
us to be proactive rather than
reaClive in supporting our
clients. "

The team has launched six
global internaitesls, including
Lhe MARK III hyperchannel,
which was tested by GTE and
Apple SOC groups and by Lhe
EOI development group in
Nashville. The team also facili-
tated a wide range of client
custom application testing
againsLLhe MARK'NET
Switcher Replacement release.
Significant problems were dis-
covered in the test phase. The
new s,,~tcher is now carrying
commercial load with no client
problems rcponed. Major test
initiatives for the remainder
or 1992 include RNN 12.0,
DPS 9000 Phase II, and addi-
tional product testing.

TEA\1 7 IS CHARGEDwiLh
identifying the kind of tools,
training. and support needed
to make a quantum leap in
sales productivity across the
business. The team is examin-
ing productivity gains that can
be made globall)' as well as ini-
tiatives in ditrerent parts of
the Triad. Global initiatives
include Sales and SOC assess-
ments to sU'englhen skills and
identify areas for improvemcnt,

product fairs that expose clients
and prospeclS to a broad spec-
trum of GElS applications, and
lhe Best Practices sludy of ero-
sion halting initiatives, men-
tioned earlier. An Executive
Cont.act program, which
involves GElS S'-'1.fT in m~or
opportunities, is being initiat-
ed LOhelp sales people gain
access to senior executives. In
Asia Pacific a development
program for new hires has
been put in place, and in
Europe, a dedicated team has
been appointed to identif),
large, complex sales opportu-
nities.

BACKBONE TEAMScontinue
to set aggressive goals for
themselves. In meeting those
goals. they will increasingly
involve otller people in the
business, whose expertise can
help speed Lhe process along.

"The producth~ty gains
charged to the Backbone teams
simply must be attained. to says
Hellene Runtagh. 'To remain
competitive in this decade and
beyond, GElS !TIusLdeliver
what our clients want, when
they want it, and at a competi-
tive cost. And in doing so, we
must maintain the highest
levels of quality. That's a
tough agenda, but it's what is
required of all businesses tllat
hope to be competitive in the

""'0"0 .t
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THEF
FASI'E:R
Three accelerated investment
projects have dedicated teams
working to gain speed to market
with new products and services. _

To MAINTAINcompetitive
advantage. GElS has to deliver
the future faster. GE is investing
in our doing just that. At the
time of the 1992 budget review, C

GE gave GElS $5 million ,
beyond our budget request for
1992 to invest in development
projects that will give the busi-
ness clear market advantage.
GElS is using this invesunent
to fund three projects, one
that will give us market advan-
tage in messaging sen.~ces and
avo that will give us new appli-
cations to enter very attractive
markets.

Each of these projects has
dedicated, cross-functional
teams focused on delivering
the product or sClvice. Team
leaders report LO a number of
vice presidents to ensure that
the team is seeing the big
picture. Each project has clear
measurable goals for which
the learns are accountable.

DISTRIBUTED SERVICES/
INTEGRATED MEsSAGING
In the fast paced '90s, quick
and easy access to data critical
to achieving business objectives

10 Company Pro/nielm)' For Use B), GE Em/)/oyees Onl)'

o

o

o

is becoming imperative. Acqui-
sitions, partnerships, and joint
ventures are blurring distinc-
tions between clien ts, vendors,
and business partners. As user
communities grow and their
relationships become more
complex, companies look for
both speed and ease in commu-
nicating. They are recognizing
that they can gain greater effi-
ciency and communicate more
effectively by having their vari-
ous messaging sen'ices har-
nessed into an integrated mes-
saging solution. And they want

o

tl1is integration at tl1e desktop.
To respond to these demands

and gain competitive advan-
mge, GE Information Sen~ces
is devoting part of its accelerat-
ed invesunent to developing a
distributed services/integrated
messaging capability that ",11
make all GElS' messaging ser-
vices accessible through a sin-
gle system interface. The pro-
ject is at once the most capiml
and people intensive of the
three accelerated investment



As user com-
munities grow
and theiT Tela-
tionships
become more
complex, com-
panies loohJOT
both speed and
ease In com-
municating.

projects. because it CIlLaiis a
major change in the way GElS
delivers our messaging services.

During the first phase of
the project, a cross-functional
team, under the leadership of
Donna Valtri, spent an inten-
sive eight-week period study-
ing all dimensions of integrat-
ed messaging: client require-
ments, competitive activit)'.
development issues, and SLIp-

port capabilities. The team
identified all the elements that
\\~ll be required La develop an
integrated messaging capabili-
ty and the mix of expertise
needed to maximize develop-
ment of each functional piece
of the system. Cross-functional
teams comprising a mix of
engineering, marketing, SOC,
and support people will work
in parallel to develop the vari-

OliS pieces of the integrated
messaging solution.

GETS' DISTRlBUTEDsen,ces/
integrated messaging solution
will provide a common way to
route and store messages-
including E-mail, XAOO mes-
sages, and EDJ documents as
well as graphics and photo-
graphs. The team's concept of
"message"goes beyond tradi-
tional print messages to
include voice, image, and \~deo.

The service will support fea-
lUres of BusinessTalk 2000,
such as company specific data
bases and bulletin boards, news
clipping service, and access to
third party data bases. It ",II
allow clients to do things like
look up information in a data
base from wiu1in an EDI appli-
cation or transmit a spread-

sheet as an E-mail message
without having to close one
application and open another.

From GElS' perspective,
consolidating today's disparate
messaging engines (QUIK-
COMM, EDI*EXPRESS, X.400,
OPEN*NET) illlo a single
engine will enable major pro-
ductivity gains in product
development and support.

The DS/IM learn is develop-
ing the integrated messaging
sen~ce on a UNIX processing
platfonn. The se",ce will stric~y
adhere to indusu)' standards,
so it will be easy to integrate
all a client's messaging require-
ments, whether provided by
GElS, by a third party, or by
u1e client. Because the service
will run on a high perfor-
mance network, it can easily
interface with applications

THE
DESIGN
TEAM

'THIS IS A DREAMof an
opportunity for a team to
stan with a clean sheet of
paper and define and deploy
the next generation of our
service/' saysMartyReese. "I'm
proud to be on the team."
As the DS/IM design team

takes up residence in their
new quarters in the Vitro
Building on West Gude Drive,
about a mile from Metro
North, the evidence of team-
ing is everywhere. The day
SPECfRUM visited the team,
Ron Fellows officially had the
day off, but he was at Vitro
anyway, running temporary
IAN connections for the team,
because not having a LAN
was impeding their progress.
Quarters are cramped while

office space is under con-
struction. People are adjust-
ing to working in spaces
smaller than most people in
dle cubicle world of Rockville
are accustomed to.

"'rhe physical proximity
of our offices helps us come
together as a team," says Gary
MacPhee, "That's why we

moved in before construction
was complete."

The team's perspectives
are diverse; so are their per-
sonalities. Ron Fellows is the
project's chief architect (he
also manages the Rockville
Technical Center). Marty
Reese worries about the front
end user interface. Marty
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sil)' comes from their collec-
tive desire to get the design
of DS/IM right and put GElS
out in front of the markel.

"Ithink the team works
together so well because
each member has enormous
respect for the expertise of
the others on the team," says
Donna Valtri. "They don't let
the way people say things get
in the way. And everybody
has a sense of humor. That
helps a lot too." 0

The DS/IJ\I( Dt'sign Team from top
~~. to bottom. Tea,/1l leader Domw Valtri

with (left to right) Ron Fellows and
Gu)' Fisher; Gar)' lvlcPhee and
Mand)' Schu),ler; Richard Liu and
Paula Rodriguez.

team a European perspec-
tive. Donna Valtri, the team
leader, has a diverse market-
ing background that helps
her wear the big hal.

"While we each have a spe-
cific piece of the design as
our primary responsibility,
we have to understc1.ndevery-
body else's perspectives to
get the design right," says
Richard Liu. 'There aren't
any barriers or turf protect-
ing here."

The design team meetings
are at once informa1 and
intense. The informa1ity
comes from their having
spent a good bit of time
together, learning how to
put personalities and modes
of expression aside and con-
centrate on ideas. The inten-

divides his time between
Rockville and Pleasanton,
California, where he manages
the Western Technical Center.
Richard Liu looks out for sys-
tem management and opera-
tions--how the design affects
Technical Operations and
Client Services. The three
marketers in the group--
Guy Fisher, Mandy Schuyler,
and Gary MacPhee bring the
perspectives of GElS three
key enablers: EDl, Business
Communications, and Core
Systems, respectively.

Paula Rodriguez recently
joined the team to watch for
quality issues tlmt could affect
testing and integration,
because as Paula says, "Quality
is built into a product, not
tested in." Mike McGaha is on
board to look after billing,
accounting, and security issues.
"Security features have to be
built into the design of the
service," says Mike. "Sodo the
elements required to catch the
data for billing. You don't
wait until the system is built
to worry about these things."

Kevin Boyne, who has man-
aged European Operations
since July of 1989,joins the
team in September to lead
the Client and Operations
Support·team and to give the
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running on a client's local
area network.

THE INTEGRATEDmessaging
sel1.~cewill provide the foun-
dation for building total cuS-
tomer solutions. Applications
such as financial consolidation,
order entry, and X.SOO direc-
LOryservices can be easily inte-
grated into the service. GElS'
distributed service/integrated
messaging solution will appear
as a nalLiral extension of the
client's native computing envi-
ronment, whatever hardware
or software they may be using.

A design team LOlead the
development effort has been
named and sLaffillg of the
development teams is underway.

The teams will take advan-
tage of emerging software
techniques and object orient-
ed programming tools LOsub-
stantially boost productivity.
They will actively search for
sourcing opportunities for
components of the system. The
effort is a m~or step toward
realizing a key element in GElS'
strategy: being superior in
enabling technologies and
application integration.

GENES2000
In U1e fiercely competitive
'90s, business leaders need to
keep close track of their com-
pany's performance world-
wide. They need immediate
access LOup-tcrdate strategic
information that enables them
to make rapid decisions to
improve quality, serve clients
more responsively, and gain
competitive edge. And they
need this information distilled
into an easily usable formal.
GE Information Services is
responding LOthis need by
offering a high impact infor-
mation management system,
using Comshare's Executive
Information System (EIS) soft-
ware. Commercializing a pri-

vate label version of this
software is the second accel-
erated investment projecl.
Thc system will be market-
ed as GENES2000 (Global
En terprisc Nctwork
Exchange System).

GElS PRODUCTS, especially
EDI and BusincssTalk, and
client cuSLOmapplications
producc substantial amounts
of u',lI1saction data. The
GENES2000 software will
enable GElS to caplUre that
data and organize it into
graphical prcscntations that
show business trends, revenue
breakdowns-whatcver infor-
mation is strategically impor-
tant to a busincss. This infor-
mation, accessiblc at thc desk-
LOp,will enable business lead-
ers LOconstan tly monitor the
state of the business and make
faster and soundcr busincss
decisions.

GElS will offer the system as
a value added cnhanccmem to
applications we presently pro-
vide to c1icnts. Qur c1icnts may
also resell the system to their
c1ienL~.Mitchclmatix, for
example. gives major insur-
ance companies access to a
huge data base of information
on parts and sen~ce costs in
aULOmobile rcpair to enable
Clcljustcrsto quickly estimatc
the cost of repairs. The com-
pany is imcrested in selling the
GENES2000 software to its
insurancc clicms, so it can pro-
vidc them valuable u'ends data
extracted fi'olll the pans and
services data basc rcsident on
Ollr IBM sen·ice.

GElS LEADERSARE presently
using COlllshare's EIS software
to keep their fingers on the
pulse of the busincss. Thc
imernal modcl prescntly has
four modulcs: Rcvenue, Cliem
Impact Index, Thc Morning
Call Report, and EDI Daily
Volume. Data is gathcred fi'om

. C';"\'FS ?OOOteam leader.Debl}//' Georgy, w ~ -

dala bases on ~'IARK III into a
data hub on MARK3000 for
processing. Thc systcm pro-
duces highly graphical displays
of the data. This givcs busincss
leaders an oven~ew of the state
of the business and enables
them to react quickly to client
silUations to ensure that GElS'
high quality and performancc
standards are being mel.

The GENES2000 team will
be geographically dispersed.
Debbie George, the team
leader, will be locatcd in u1e
Detroit olTice, so she can work
closclyon ajoint marketing
strategy with Comshare, which
is located in Ann Arbor.
iVlichigan. She has a small
team in Rockvillc working on
commercializing the software.
As the system is rolled out,
Debbie will add field suppon
people to the team to put
GElS close LOour clients.

To make sure that the soft-
ware works well in the GElS
environmcnt, Debbie put
together a steering cOlllmittee
that cuts across all functions of
the business-Markcting, Sales,
SOC, Information Systcms,
Engineering, and Technical
Operations. Their role is to
identify any problem areas
beforc the application is rolled
out and to give guidancc to
the marketing, lraining, and

F,,111992 13



"0uTfinance
people use the
LEX2000
softwaTe. They
like it. 77u!)'
aTejully
behind us in
OUTmarketing

"eJJOTt.
SIC\'e Waccillcr

support efforts. Similar com-
mittees are being put together
in Europe and ASPAC in
preparation for the roll Ollt of
GENES2000 in these markets.

COlllshare provided the
steering commiuce a three-day
u'aining session LO acquaint
them with the software. A
u'aining class for Sales/SDC
field people is being developed
as well.

At the same time, the
GENES2000 leam is working
on developing industry specif-
ic proLDtypes of the system for
our focus industries, so clients
can see how the system could
be applied in their specific
industry environment.

The team is working toward
a third quaner launch of the
product.

LEX2000 FINANCIAL
CONSOUDATION AND
ANALYSIS SYSTEM
As companies expand their
operations into the global
markel, the Ileed to effectively
u"ack their global revenue and
analyz.e performance in various
counu'ies and regions becomes
critical. GE is no exception.
GE has been using an on-line
financial consolidation and
analysis system since 1983. The
system, called LEX2000, was
originally developed by RCA.
It is now used by corporate GE
and by most of the CE compo-
nents, including GE Information
Sen'ices. Since implementing
the system, Corporate Infonna-
tion Technology (CIT) has
invested in adding features to
make it very robust and flexi-
ble. GE has turned the respon-
sibility to support LEX2000
over to GElS and has given us
the right to commercialize the
system for sale outside of GE.
GElS has selected the commer-
cialization of LEX2000 as one
of its accelerated investment
projects.
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THE LEX2000 S\STEM
collects financial, accounting,
and measuremen t data from
all pans of an organization,
consolidates the data, and
creates financial reports for
analysis. Because LEX2000 was
developed under the direction
of finance people, it presents
data the way finance people
are used to viewing it The
menu driven system is easy to
use and easy to adapt to
changes within the organiza-
tional structure, such as reor-
ganizations or acquisitions.
The system is so easy to use
that finance people can make
changes themselves rather
than relying on Information
Systems people to make them.
They just specify their new
requirements, using menu dri-
ven screens and finance tenni-
no logy.

LEX2000 is 1110rethan a
numbers cruncher. The system
has feaLUres that permit data
to be entered, mapped 1O pre-
determined categories, consol-
idated, and reported in various
formats. For example, an inter-
national company may want
data reported both geographi-
cally and by product line.

The system can handle col-
lection of data from diflerent
accoullling structures and
reponed in different curren-
cies. It can accept data directly
from most standard spread-
sheet programs without rekey-
ing. An administrative module
permits the client to conu'ol
security and access to data. For
example, country managers
may have access only to the
financial data of their counu'ies,
while regional managers may
have access to data on all the
countries within their regions.

The system comes in both a
mainframe and a PC version.
The mainframe version con-
sists of software and data bases
residing on our IBM service.
The PC version, which operates

on most LAl'ls, will use BT2000
to communicate between sites.
A site license for BusinessTalk
will be a standard part of the
PC package. Sen~ces like access
to financial news feeds will be
optional but will be made very
attractive to users.

The LEX2000 team comprises
ten developers in Princeton,
New Jersey, and two support
people in fairfield, all of whom
formerly reported to GE CIT.
The team leader, Pam Druhan,
has a small group in Rockville,
which is preparing LEX2000
for commercialization during
the second half of 1992. Tim
Dowd, CE Accounts, has
already closed a m-uor licens-
ing agreement with GE Capital
for use of LEX2000 throughout
its 23 businesses. Not only is this
a 111,~orsale but GE Capital
prO\~des an excellenl reference
for sales oUlSide CE, because
their clients closely match our
focus industries. Support for
installation al GE Capital will
be prO\~ded by the team in
Princeton.

ArTER THE EXTERNAL launch,
people with financial expertise,
both from the LEX2000 team
and from GElS' finance opera-
tions worldwide will be avail-
able to assist sales people in
closing opportunities and
implementing the sel"\~ce.

"Our finance people use the
software. They like it. They are
fully behind us in our market-
ing effort," says Steve Waechter,
the team's executive sponsor.
"They're looking forward to
talking to their peers about
the benefits of the system. It's
a chance for them to put on a
brand new hat."

The accelerated investment
projeclS share a single objec-
tive: getting the speed and
agility that winning in today's
market requires. 0



GoOD
MORNING,
GElS
Long before cross-functional teams
became recognized as the way to gain speed
and quality, GE Information Services was
gathering a cross-functional team together
every day to answer the Morning Call.

MORJ\iING CALL, one of
the long standing efforts under-
taken by GE Information
Services to be responsive to
c1ienLS,is perhaps GElS' earli-
est example of cross-functional
teamwork. Every morning, key
people frolll Client Quality
Programs, Technical Opera-
tions, Engineering, and SDC
from all parts of the Triad gCl

together lor an illlcraclive
conference call to check the
slate of the business and
address client issues that have
arisen in the past 24 hours.

The agenda for Morning
Call is determined b)1 the Daily
Client Quality Report, a print-
out of da,a collected by the
Morning Call data base on
MARK III during the preced-
ing 24 hOllrs.
The repan begins with an

execlItive slimmary showing
the ClientlmpaCllndex for
the week to dale, the year LO

elate, and IllcUorincidents that
occurred during the reponing
period. This is followed by the
client report card, client inci-

I~V~I)'work (hI)' lI/o/7/ing (I{ 8:30 slimp, lvlike Y . .
Alike are (cOllI/leI' rlockwise) Tom P l' Fl om lee :onvenes MO/7/l1/g Call. HIi·tli
I-Iall, 1'011),I-lose, Pele Swanson M~)( ~~;'1,I Ward, ","ooum Mol/{Jma("~ IHike

, I e atts, Don Ivey, and Milt Higgins.

dents during the pre\~ous 24
hours, and client open issues.

The "report card ,. comains
grades frolll more than 100
clients in the U.S., Europe,
and Asia Pacific. ..•-\nother
dozen clients send more
extensive report cards that
grade GElS' service on every-
thing from reliability to securi-
ty to response time and client
services suppon. Clients lIsing
what Mike Younce, manager

of Client Quality, calls the old
grading system give GElS a
daily or weekly grade of our
overall sen~ce.

"The old grading system
doesn 'L really give us a good
insight imo what elements of
our se,,~ces we're falling down
on-whaL the client's expecta-
tion of our service is," says
Mike. He hopes in time to
move all clients to the new sys-
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Lem, which builds an individu-
alized repon card based on
what thm panicular client con-
siders to be important elements
of our senrice. The clienl
weights each graded category
according to its importance to
quality satisfaction.

ApPLE CO~IPUTER, for
example, grades GElS on host
performance, response lime,
security, and reliabilil)'. Since
they have global users, lhey
give separate grades for U. S,
European, and Pacific opera-
tions on network availability
and client services. GTE has a
differenl set of criteria. GTE

/6 Com/){III)' Pro/)ljelm), For US" BJ GE Employees OIl(Y

grades GElS' cenu'al system
availabililY, i'vlARK*NET avail-
ability and response time, and
system son-ware quality. They
grade the sen~ce desk in Tampa
as well as Client Services in
Rock\;lIe. They even give a
separate grade for otlr suppon
of their merger with CONTEL.

These individualized repon
cards give us a beuer picture
of how well we are serving key
cliems and where aliI' sen~ce
is falling down. Most impor-
tantly, the new reponing sys-
tem builds a sense of partner-
ship by enabling an ongoing
dialogue. \·Vhen Knight-
Ridder was preparing [or its

Momillg Call/)(Il1ici/)(Iuts re/Jreselll
diverse jUllctioNS witl/ill the bl/sille.H.
From 10/) 10 bollom: Mike Y0ll11ee,
/Jicillreti wilh Tom Popdau, kee/Js
Ihe meetiug moving; Mille Wat/s
wilis/Jcrs to /)011 Iv,-')';Mille /-/01/ (lml
"'rooul1I Mohall/adi listen illll'flliy.

live photographic coverage of
Super Bowl XVI, they were
experiencing some network
interrupts thal could seriously
jeopardize their success. In
what became known as count
down to Super Sunday, Rick
Blair, president of PressLink,
Knight Ridder's on line news
sen·ice, gave daily grades on
GElS' elTon to correct the
problem.

By Friday, Blair gave a "e"
(or network performance, but
an "A" for team effort. By
Sunday morning, it was "As"
all around, and Rick Blair was
so pleased wilh the team
effort that he even promised



LOroot for the \·VashingLOn
Redskins LOrecognize the
team efTon out of Rockville.

Sometimes the dialog is less
dramatic but just as satisfying.
Like GTE Hawaii sending
·'many mahalos LOthe Atlanta
team for all their hard work"
or Boise Cascade taking the
trouble to write in, simply LO
say, 'Thanks for a great Frida)'."

IN ADDITION TO the report
card grades and COlllments,
the Morning Call data base
system colleclS client incident
reports filed by client services
desks around the world. Each
incident gives the nature of
the problem, the level of
impact on the client, and the
status of the fix. The repon
concludes with client open
issues, the nature of the prob-
lem, its duration, the execu-
tive responsible, the individual
handling the problem, lind
the status of the resolution.

At 6:00 a.m. Eastern Time
on every working day, the data
base generates a concise Daily
Quality Report. The repon is
sent by QUIK-COMM to GElS
staff and LOpeople all over the
business who have responsibil-
ity to support our clients.

Promptly at 8:30 a.m.
Eastern Time, Morning Call
begins. People from Technical
Operations, Engineering, and
Client Qualit)' Programs
assemble in the Morning Call
room in the Maryland Center
in Rockville. Once the Ohio
Center, Nashville, Amstelvcen,
Applications Operations in
London, and \-Vorldwide
Client Services check in, one
of the most tightl)1 run, action
oriented meetings within
GElS begins.

The Client Repon Cards
are scanned. If a client has
given GElS less than an ·'A,"'
thai client lIsually appears on
the client incident listing. If
not, a champion is assigned to

comact the ciiem LOdetermine
the reason for the low grade.

On LOclient problems.
\-Vithoutmissing a beat, i\'like
Younee walks the team
through each client problem.
The responsible person
reports actions taken and
their results. If the problem
has not been resolved a plan
of action is determined. The
issue is assigned LOthe appro-
priate executive, a champion
is assigned, and the item is
placed under open issues for
the next day's report. If addi-
tional resources are required,
the), are identilied. If olrline
follow-up is required, it is
agreed upon.

Then it is on to open issues.
The status of each issue is
reported, action taken to dale,
and course of action to be
followed.

To more efficiently resolve
diem problems, Client Qualit)'
Programs is using more team-
ing in attacking issues.

"\Vc used to work serially LO
address cenain issues, with one
functional group passing the
problems off to another," says
Mike 'lOllnee. "This just slowed
down the resolution process.
\"'hen a client problem over-
laps several areas, we attack it
as a team and work all the
issues simultaneously. The
resulL is quicker resolution."

\"'hen all open issues have
been addressed, the floor is
opened for other issues. Ohio?
Amstelveen? London?

The meeting usually
acUolirns at 9:00 a.m. sharp.

But that's not the end of
the Qualit), Report. Client
Quality staff uses the data to
do trend analysis and root
cause analysis so GElS can
prevent problems rather than
soh'e them.

To improve the level ofser-
vice worldwide, last year
Client Services introduced
Morning Call in Europe. Run

byJoke Blanker in Amsterdam,
with John Samuels represent-
ing Client Sen~ces in London,
Client Services desks from
across Europe call into
Morning Call to discllss issues
with clients based in their
countries. This means that
when the Morning Call begins
in Rockville, Europe can
report on issues they have
already dealt with and those
that they need support from
Rockville to resolve.

WHILE WORKING LOwardset-
ting lip Morning Call in Asia
Pacific, Colleen Hill calls in LO
either Europe or the U.S. to
address cliem issues in her
part of the world.

Client Quality Programs is
working to get greater field
involvement in the Morning
Call process.

"\-Veencourage all accounl
reps 1.0 let their clients know
that this service is available to
them," says Cerri SLOner.
''This is good for the client
and good for us. For the
client, it sends a clear message
that we carc abOutlhe level of
service we provide and are
actively working to improve it.
For GElS, the more data we
can coliect, the better we can
identify where our problem
areas are and whal we should
be addressing lim." 0

J::ditor's Note: To be added 10 the
direef distribution. address Jor the
Clielll Qllality /le/)or/, selld a
QUIK-COMM 10/lENA. He
rell011is also available in Ihe QK
II calalog. Silll/)ly log all 10 QK
II alld elllerICS/lPT$. The
rep011will soon be available in
InfoTalk as well. Account exec/l.-
tivt!S who wo1i1d like 10 have a
diml ad,"!d 10flU' daily wllorf
card should contact NUke Vow·tee
(iHIK1~) or TOIll PoI}(lrm
(T01VlP) to illitiate lite IJrocess.
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"Ididn't hear that kind of exchange
five years ago."

manager takes a lot of puzzle pieces
that are already formed and tries to
make them fit LOgether,"says Da\~d.
;'Aproject team shapes the pieces,
smooths and sands them at the OULSet
to make sure they'll fit."

PROJECT TEAMS CONTINUE to expand
the mix of their membership. The
vVhite Lightning project team which is
developing X.25 sen~ce for the high-
performance network, for example,
includes Arno Overmeer in Amsteh'een,
who has made significant contributions
in support of the network in Europe.
Arno's understanding and good work-
ing relationships with the PITs and
PONs in Europe will contribute signifi-
cantly to deployment of the X.25 high-
performance network in Europe. The
team talks with Arno once or n\~cea
week to make sure their development
plans are taking into account the spe-
cial needs of European users.

Mike Bradshaw, advisor to the
X.25 projeclleam, feels that this cross-
functional approach to development
efforLSis helping engineering and
operations people get closer to the
c1ienLS.

''When you work on just one piece
of a project, it's hard to see your work
from the client's perspective. You
don't conu'ol the project; you can't
control total quality," says Mike. "On a
project learn, you take ownership. You
want to develop a product that will
make the client smile."

People on all the project teams
agree that working with people frol11
other functions is gh~ng them a
broader perspective.

"Ihear engineering people asking
markeleers, "Nho's the client for this
project?' and I hear marketing people
sa}~ngLOengineers, 'If these aren't
the best specs for this project, what are
the alLernatives?'"says ivIike Bradshaw.

this new capability," says Afshin
Sepehri. 'We had to go through the
growing pains to get it right. Our
experience should make future
UNIX development efforts go more
smoothly."

The team also tapped other exper-
tise they needed for the project.
"The core project team gave some
structure to our effort and the train-
ing they had been through helped
us gel as a team more quickly," says
John Wittenberg. "But that didn't
keep us from adopting other people
into the team when we needed their
expertise. During development,
Norm Harvey'S UNIX group was of
particular value to our efforLS,and
Norm was very generous in lending
us expertise. Once we began com-
mercialization, the Deployment and
Technical Support and UNIX
Techniques organizations were criti-
cal to our success!"

The team took a very disciplined
approach to developing the applica-
tion. They looked at all the features

'~THILE IT'S HARD to precisely mea-
sure the productivity gains derived
from project teams, team members
and managers agree that getting all
the issues on the table at the oULSet
and understanding the requirements
of other functional groups ensures
higher quality development, fewer
bugs during testing, and smoother
deployment and suppOrt.

'","'e'restill learning how to work
together as teams," says Mallra Conley.
"But I think there's no doubt that
when all the functions critical to the
success of a product are involved up
front, there is much greater owner-
ship and far less finger pointing. I
think that as we get beller at leaming,
it will become the natural way LOget
the job done." 0

that an ideal application would have
and then estimated the time
required to build each feature. With
a six-month development cycle dri-
ving the project, they decided which
of the desirable features they could
develop in that time frame and
which would have to wait until a later
release. With the team bringing all
perspectives to the process, they
were able to develop an initial
release that marketing felt they
could market and sales felt they
could sell.

"The cross-functional makeup of
the team ensured that we got the
specs right before we wrote the appli-
cation," saysJohn Wittenberg. "At
the outset, marketing and sales
didn't agree on which application
features to include. There was a lot
of gnawing and jawing, but in the
end we had a product that everybody
accepted."

Sheila Blanch, the team's advisor,
feels that having someone from sales
on the team helped give the team a
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real world perspective. "Itwas the
next best thing to ha\~ng a client sit-
ting right in the room: says Sheila.

In February of 1992, the first com-
mercial client went up on the ser-
vice. By the end of July, twenty-three
clients were using Session Manager
Pius. To support a global roll out of
the product, Mike Bahnsen, Felix
Dupont, and Jon Frey made a world-
wide training tour. Mike gave people
the technical overview, Felix
explained contract administration,
and Jon gave the nuts and bolts of
how to make a successful MNS sale.

With Session Manager Plus suc-
cessfully launched, the development
team is already working on version 1.1,
which will incorporate additional fea-
tures that clients say they want. The
plan is to continue making releases
every six months to keep step with
client demand.

The team is thinking about calling
the next release "Session Manager
Ultra."O


