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THE RACE FOR A

To Our Chinese Readers| s wacimne

The Race for a New Game Machine — Creating the Chips Inside the Xbox 360
& the PlayStation 3 tells the behind—the—scenes story of the making of the
microprocessor chips for the world’ s hottest game consoles. We reveal a pressure—
cooker work environment, top secret work, and cutthroat competition, but our story
is primarily about the people, those brilliant and interesting engineers who live in
the high—tech world of chip design, an environment foreign to most people. This
book shines a bright light on this fascinating work. Our goal was to let people see
through the scientific mumbo—jumbo that scares them away from technology. We
wanted to demystify computer chip design and maybe inspire a few budding
engineers along the way. We also wanted to share some of the leadership lessons
we applied during this trial-by-fire experience.

Although the setting was Austin, Texas, and the events took place between
2001 and 2005, there is a certain timeless, global appeal to this story for people
from many different walks of life. The leadership concepts we introduced, the
managerial battles we fought, and the demands we levied on our teams are not so
different from those found within any large project. As anyone in the workforce
knows, innovation and creativity are the lifeblood of every company. This is the
inspiring story of the amazing multi-cultural, worldwide design team that breathed
life into the Xbox 360 and PlayStation 3 game consoles.

This enduring work—place adventure has already sparked the interest of a
broad range of readers: gamers, techies, business executives, computer geeks, and

avid readers of non—fiction narrative. We hope you too will enjoy our story!

Sincerely,

David Shippy and Mickie Phipps
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LEADERSHIP FOR SUCCESS | Foreworps

When we sat down to write our book, The Race for a New Game Machine, we
knew we had a unique story to tell that would appeal to a broad range of readers.
The combination of a brutal schedule, top—secret assignments, passionate workers,
domineering leaders, and competing clients made for a pressure—cooker work
environment that could have been created in any industry in the United States.
Everyone in the workforce can relate to the story in this book. It’ s about the
people, the team behind the unique, high—profile products we developed the
chips for the Xbox 360 and the PlayStation 3. It’ s not a bunch of high-tech

mumbo—jumbo, but is instead a story about the people who happen to make

microchips.

The founders of the Sony/Toshiba/IBM (STI) Design Center took a melting pot
of the best chip—making talent in the business and revolutionized the home
entertainment industry. They enlisted the smartest IBM chip veterans from Texas,
Germany, New York, North Carolina, and Minnesota, beefed up that team with
young hotshot grads from top universities like Duke and Purdue, and then added
the best PlayStation 2 engineers from Sony and Toshiba. They were hot, and they
pushed the leading edge of technology farther than anybody dared to hope. They
successfully designed the fastest microprocessors in the world, the brains of both
the Microsoft Xbox 360 and the Sony PlayStation 3.

Designing the chips for the Xbox 360 and the PlayStation 3 was a harrowing
experience, filled with hot tempered executives, stressed-out engineers, and
impossible deadlines. But it was also extremely rewarding, and we were fortunate

to be a part of it. When our team exceeded the goals, or when an engineer grew into

the stretch role we’ d assigned to him or her, or when our bosses and they

were legions gave praise for the job we’ d done, we were encouraged. And
when our team delivered the fastest chips in the world on schedule, we finally felt

it had been worth all the pain.



Throughout this project, we got lots of things right, but sometimes the most
significant lessons came from our mistakes. Success is so much sweeter when
achieved through a little blood, lots of sweat and even a few tears. We learned and
applied important life principles that helped us succeed as a team and that help us
still today. We believed our team could meet the project goals and schedule, and in
spite of many setbacks, we never stopped believing in them. And they proved us
right. A can—do attitude is contagious.

In our book, we highlighted the most important leadership strategies that, partly
only in hind-sight, we know made our project successful. The excerpts and

paraphrasing below capture the essence of those lessons.

1. Inspire A Bold Vision

At the heart of every successful technical accomplishment, there first existed
a bold vision that inspired the team. Combine a deep and abiding passion with a
vivid imagination and extraordinary expertise, and you have the makings of a
visionary. We were fortunate to have more than one of those rare individuals on the
Xbox 360 & PlayStation 3 project, and it was their grand dreams of challenge and
glory that enticed our teams to work harder than ever. We were energized by a
future lined with possibilities we had never before imagined.

These prophets inspired our high-performance team to create, to take risks,
and to stay focused on the goal. The rewards that fell into our laps when we got that
vision thing right, and the misfortune that befell us when we got it wrong, taught us
how crucial that first step really is. Building the right plan with achievable
milestones and realistic boundaries is kind of like divining the future. It’ s that
powerful. It’ s the map.

Revise the map as you go along if you must, but realize that it creates work

and the opportunity for confusion. Better to start right even delay the start

until the plan is honed to minimize the effects of change.
2. Build A Team For Success

The first step to building a highly successful team is to recruit top talent and
seed the team with true leaders. The next step is to organize the various disciplines
and leaders to maximize success. The STI team was highly diverse and full of talented
engineers who devoted a big chunk of their lives to creating the chips for the Xbox
360 and PlayStation 3 game consoles. But it was not chance or coincidence that

brought this phenomenal group together. It took a concerted effort of managers and



technical leaders who understood that assembling the team was only the beginning.
We gave constant attention to the mix of skills and personalities, tweaking
assignments, building proficiency, and shuffling people to optimize performance.

It took absolute focus and die-hard persistence.

Team dynamics are tricky, slippery, and full of treachery. All the old adages

one bad apple can spoil the whole basket, oil and water don’t mix, or the chain is

only as strong as its weakest link are so true! Putting a bunch of geniuses
together to work on the same project will not guarantee success unless some level
of agreeableness and acceptance exists between them. Minimize turmoil and
maximize the desire to excel by carefully juxtaposing the right skills and
personalities on your team. People work best around people they like and
respect, and it’ s often easier to create that perfect mix from scratch than to
correct an imbalance in an existing team. Pay at least as much attention to the
team dynamics as you do to the individual skills. Work very hard to make the right
choices up front.
3. Know Your Competition And Do Your Homework

It is competition that drives us to higher levels of excellence and, therefore, to
more opportunity. An accurate assessment of our competition’ s capabilities is

what enables us to refine the boundaries of our bold vision. We must make sure we

shoot high enough.

Sony, Toshiba, IBM, and Microsoft ——

had a different race to run, a different set of rivals to beat. The strengths and

Each player in this saga

accomplishments of the competition, as varied as it was, helped shape our
project goals.

There’ s no substitute for an accurate understanding of the rivals who seek to
sweep your market share into their own bucket. It takes time, knowledge and work
to create a thorough assessment, but in the end, you’ 1l respond faster to changes
in the market. Your product will have those winning characteristics that your
customers want, and you’ 1l be more likely to overachieve than to miss the mark.

The only way to be prepared for the unique challenges of the next generation product

is to do the homework study the past, analyze the market, research the entire
scope of the problem, and learn from the mistakes of your predecessors. Listen to
your team and utilize the knowledge they’ ve gained throughout their own careers.
4. Inspire Innovation

We couldn’ t have reached those lofty chip—design goals without flying there



on the wings of invention. No one had ever done the things we set out to do, and
contrary to popular belief, creative juices don’t just flow from a spigot with an on/
off knob. Inspiration comes from the challenge of solving problems. You have to
coax novel ideas into the light, then carefully dissect and analyze them. It takes a
coach with finesse and expertise, and an inventor with thick skin.

Nothing we have done in the past is sufficient for what we need now to fulfill
the grand vision. Innovation is and always will be the magic bullet that insures our
success.

5. Work Hard, Play Hard

Chip design is exhausting, intense, complicated work, and we couldn’ t survive
it without a way to re~energize. Our playtime reinforced interpersonal relationships,
those priceless intangibles that made us want to come to work every day. Our
celebrations put a spotlight on our accomplishments and helped us recognize real
progress. It made us feel like winners.

Work hard enough to win, play hard enough to stay sane. No one understands
better than co—workers the extraordinary effort it takes to persevere day after day.
6. Enable Risk Taking

The satisfaction that came from winning, the certainty we were on the right

path, and the strength and support we gained from our fellow engineers and

leaders with these things, we believed we were invincible. We could step out
on a limb with a new idea, challenge an outdated technological truism, or commit
to a near impossible schedule. We stood side—by-side and stepped out in faith,
emboldened by the trust of our leaders draped across our shoulders like wings.

Risk-taking forces us to focus on the future, to take that next big step. It
jump-starts the creative process. And while it’ s all relative, remember that
everything’ s a risk. And every risk is an opportunity.
7. Stay Positive, Even In The Swirl of Controversy

Of course, on the heels of invincibility comes the inevitable reality check. We
had a huge plate load of work, very little time to do it, and many eyes watching us.
Staying positive kept our focus on the desired results, even when it was so tempting
to surrender to the nay—-sayers.

Discontent can spread like a disease and destroy a team’ s will to persevere.
Mistakes occur in the natural course of the creative process, and disagreements
arise. The leader’ s job is to take the nuggets revealed through that controversy

and piece them together into a realistic positive outcome.



8. Keep Up The Pace

When time is of the essence, success demands fast decisions. Move on to the
next problem. Trust your instincts. Limit debate on the decision. There’ s a time
and place for extended discussion, efforts to reach consensus, and refinement of the
plan, but a leader has to recognize those critical times in every project when it’s far
more important to keep the team moving. Take control.
9. Be Proactive, Anticipate Problems, Hold Everyone Accountable

There are two kinds of problems in the engineering process: the complex puzzles
that demand innovative solutions and entice the best from an engineer, and the

blunders that drown the engineer’ s creative spirit. The puzzle problems are why

we love engineering we enjoy taxing our brains in pursuit of answers. But the
other problems, those potentially avoidable errors that punch us in the face, are
very 1rritating. For a leader, anticipating those nasty problems before they occur is
an art form. It takes experience, foresight, and a deep understanding of the
team, their skills, and the requirements you’ re trying to meet. Surprises can
crater a project, so be proactive and anticipate the tough problems before they
spiral out of control.

10. Celebrate Success

Take every opportunity to celebrate success. Even when you don’ t feel like
it. Even when youre tired and stressed out. Even when the accomplishment seems
to be more the result of luck than skill. Put thought and energy into your celebrations.
Be creative. Let your team see the sincerity in your praise. Let your words ignite a
new spark of energy and vitality in the team.

Make it a rewarding environment, and your team will respond. Celebrate every
success, no matter how small. Encouragement doesn’ t cost much and it can go a
long way, even though eventually you’ll have to put your money where your mouth
1s. Your budget should always include delivery of tangible benefits for performance.

11. Plan Ahead, Be Persistent, and Be Patient

the three P’ s of survival in the

Planning, persistence, and patience
high—tech world. Think ahead, listen to your team, do your homework, and use that
information to develop the best plan. Show your team you are willing to invest the
time and energy to get it right the first time, and they’ 1l respect you for it. They’
Il follow you. Don” t give up when things get rough. Every job has its challenges,
and every challenge provides an opportunity to rise above it. Take a deep breath,

and keep moving forward.



We wrote this book, in part, because we wanted to draw attention to those
smart, courageous people who work in technology, those men and women who dare
to invent on a schedule. If we can inspire some tough, young students to pursue a
challenging career of engineering just so they can eventually wrap their fingers
around a break—through chip they designed, then we can count ourselves successful.
Perhaps we can also hold the flashlight and point the way for some other leaders of
technical projects, hopefully helping them avoid some bumps along the way. But
even if all we have done is entertain our readers with an interesting story of human

toil in the workplace, we are happy.

Lot 51ty pasaics. Pl



