For Michael Dell and Steve Jobs An Old Rivalry Still Boils 
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Abstract:

Earlier this month, Mr. Jobs, noting that, ''[Michael S. Dell] has been saying some disparaging things about us,'' used a boxy portable Dell computer

as a foil to show off the features of Apple's sleek new iBook. Mr. Jobs vowed that the new laptop would enable his company to recapture the lead

in the school market from Dell.

''There probably is a little bit of envy on both sides,'' Mr. [David Yoffie] said. ''Dell has never been as creative in industrial design or the on the

leading edge as Apple. And Apple has got to be envious of Dell's business model. Market growth has eluded Apple for a decade.''

CAREER RECORD: College drop-out. Co-founded Apple Computer in 1976. A year after introducing the Macintosh in '84, forced out of Apple by

C.E.O. [John Sculley]. Acquired Pixar. Founded Next Computers, which he sold to Apple in 1996, before returning to Apple a year later. (pg. C1)
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They represent the rival styles of the graying personal computer industry, and they don't seem to like each other very much.

In one corner stands the 46-year-old Steven P. Jobs, co-founder and chairman of Apple Computer, the former prodigy who in 1977 introduced the Apple II, the machine that

dominated the first generation of personal computing. In the other corner is Michael S. Dell, 36, founder and chairman of Dell Computer, who as a college student in the

1980's took the anti-Apple machine -- the Intel-Microsoft-based PC -- and began revolutionizing the way desktop computers were sold.

But beyond their longstanding business rivalry, the two men seem to harbor a highly personal grudge, which has only intensified as the personal computer industry has

started showing its age.

A few years ago, Mr. Dell derided Apple by saying that its shareholders would be better served if the company were to close its doors and they put their money in mutual

funds. Mr. Jobs retaliated by drawing a bull's-eye over a picture of Mr. Dell's face, onstage at a Macworld exhibition, and announced that he was coming after him and his

customers.

The trash talk has continued to the present.

Just last month, Mr. Dell, touring the United States and Australia, repeatedly predicted Apple's doom.

Earlier this month, Mr. Jobs, noting that, ''Michael Dell has been saying some disparaging things about us,'' used a boxy portable Dell computer as a foil to show off the

features of Apple's sleek new iBook. Mr. Jobs vowed that the new laptop would enable his company to recapture the lead in the school market from Dell.

Some say all this counterpunching is best explained by the fact that the industrial era that the two men did much to create is ending.

''There's nothing like a downturn in the computer industry to turn sunshine boys into grumpy old men,'' said Richard Shaffer, a veteran industry analyst who is publisher of

the Computer Letter newsletter.

Accustomed to 20 percent or higher growth rates the last several decades, the United States personal computer industry has actually shrunk the last two quarters.

Computer executives are hoping that the downturn is merely cyclical. But many industry analysts predict that the industry will never grow as quickly as it did in the past,

driven first by the spread of the home computer and then the Internet boom. And they say maybe that is what is eating at Mr. Jobs and Mr. Dell.

Through their public relations executives, Mr. Dell and Mr. Jobs declined requests to be interviewed for this article.

Last Thursday, Dell reported a slight decline in its first-quarter earnings from a year earlier and warned that sales would probably be slower in the current quarter. Dell's

earnings were hurt by the price war that recently enabled the company to become the world's largest PC maker according to a ranking compiled by the Gartner Group,

surpassing Compaq Computer and increasing its market share to 13 percent.

In April, Apple reported stronger-than-expected profits for its fiscal second quarter on the strength of brisk sales for its titanium-clad PowerBook G4 notebook computer. But

Mr. Jobs said Apple was wary of the tough economic climate. And the chief financial officer, Fred Anderson, lowered the year's revenue forecast to $5.8 billion or less,

down from $6 billion that had been predicted in January.

Apple, which in the early 1990's was the market-share leader in the United States personal computer industry, is now sixth, according to the International Data Corporation.

But then Apple, with proprietary chips and software that have long put it outside the Intel-Microsoft mainstream embodied by Dell, has always stood separate from the pack

-- just like its founder, Mr. Jobs. It was not by accident that Apple's advertising campaign a few years ago used the slogan ''Think Different.''

Since Mr. Jobs returned from exile in July 1997 to lead Apple, the company has regained its reputation as a quirky outsider and a risk-taking innovator, gambling that it can

survive outside the mainstream. The man and the company are the business antithesis of Mr. Dell and his company, which has become the Chevrolet of desktop

computing: Dell Computer has a reputation for value and reliability but little flair.

Although both men are the stuff of industry legend, they have little in common other than both having inspired callow entrepreneurs ever since they founded their companies

as remarkably young men: Mr. Jobs, at 21, in his parents' garage in Los Altos, Calif., in 1976; Mr. Dell, at 19, from his University of Texas dorm room, in 1984.

But the differences are vast.

''They represent very different generations,'' said David Yoffie, a professor at the Harvard Business School who has closely followed the computer industry.

Mr. Jobs is a child of the 1960's and 70's, who once dated the folk singer Joan Baez and even now speaks fondly of the counterculture.

Mr. Dell who came of age in the Reagan 80's, is the quintessential Republican businessman. A vocal backer of George W. Bush's presidential campaign who contributed

$266,000 to the party and the campaign last year, he has figured prominently in President Bush's technology advisory meetings since the election.

Mr. Jobs was a backer of Bill Clinton, a White House guest who slept in the Lincoln bedroom and returned the favor by letting Mr. Clinton stay in a mansion Mr. Jobs owns

in Woodside, Calif., when Mr. Clinton visited his daughter at Stanford.

People who know both Mr. Dell and Mr. Jobs say they are also very different types of executives.

''Michael has been a pioneer in shaping how people buy,'' said Andrew Heller, a former I.B.M. computer designer who is an investor in Austin, Tex., where Mr. Dell's

company is based. It is Dell Computer that has refined the logistics and inventory-control methods of selling computers by telephone and online, assembling each machine

and shipping it within hours of the customer's order.

''Steve's brilliance has been in determining what people want to buy,'' Mr. Heller said of Mr. Jobs. He thought a moment and added, ''Michael is now a very stable executive,

while Steve has remained mercurial.''

While Mr. Dell has grown into the consummate high-technology manager, marshaling his troops as effectively as they regiment Dell's just-in-time factories, Mr. Jobs has

remained a notorious antimanager. He has often said that he focuses more on leadership than on management. Management, he has argued, tends to be about persuading

people to do things they do not want to do, while leadership is about inspiring people to do things they never thought they could.

Compare that philosophy with the advice Mr. Dell dispensed in his 1999 autobiographical business strategy book ''Direct From Dell,'' in which he wrote, ''Mobilize your

people around a common goal.''

Mr. Yoffie, the business professor, said each executive probably recognized the other's strengths.

''There probably is a little bit of envy on both sides,'' Mr. Yoffie said. ''Dell has never been as creative in industrial design or the on the leading edge as Apple. And Apple has

got to be envious of Dell's business model. Market growth has eluded Apple for a decade.''

And despite standing astride the world's biggest PC maker, it would be only human if Mr. Dell envied the media spotlight that has been trained on Mr. Jobs since he

reclaimed the leadership at Apple four years ago, after having been forced out in a showdown with John Sculley a decade earlier.

''My sense is that deep down Michael is insecure,'' said Charles Wolf, a financial analyst at Needham & Company. ''He's done a wonderful job with logistics but nothing

else. He's jealous that Steve Jobs has the limelight in the industry because he's innovating and Dell has problems.''

But if Mr. Dell must contend with the profit-eroding effects of a price war with Compaq and a multitude of other makers of look-alike Intel-Microsoft PC's, Mr. Jobs faces the

challenge of a magician who is only as good as his last astounding trick.

In January, Apple reported its first money-losing quarter since Mr. Jobs returned to the company. The April financial report was saved by the success of the crowd-pleasing

titanium PowerBook.

Mr. Jobs likes to compare Apple's status to that of a maker of luxury automobiles, saying that his company has a larger share of the personal computer market than

Mercedes and BMW combined have of the car market.

But analysts say that Apple must create consistent sales growth if the company is to retain the support of software developers whose programs are crucial to the

company's success. They note that the January loss was the result of disappointing sales of last year's ambitious Apple rollout, the G4 Cube.

Mr. Dell faces a different set of problems. Despite its hard-won No. 1 status, Dell has no monopoly on the title of low-cost producer, and the company may find itself a

target of Taiwanese manufacturers or at the mercy of consumer whimsy.

Both Dell and Apple are banking on what some analysts say will be a consumer upgrade cycle in 2002 as PC users buy new machines to run Microsoft's latest operating

system software, Windows XP, and Apple's own new OS X operating system.

Where the two companies compete most directly is in the education market, which Dell now dominates but where Apple is trying a comeback.

Mr. Jobs has acknowledged that Apple ''took its eye off the ball'' in the school market, where as recently as 1997 it held a market share of more than 50 percent. But

primarily through low-priced PC's and well-regarded customer support, Dell has made a big push into the education market. Last year, according to International Data,

Dell's share of the United States education market grew 5.4 percent, to 34.3 percent, while Apple's share fell 3.3 percent, slipping to 19 percent.

No wonder Mr. Jobs seemed to have a chip on his shoulder earlier this month when he took the stage to deride Dell's school laptop and compare it unfavorably to Apple's

new iBook. ''Some people have wondered if our commitment to education is as strong as it was,'' Mr. Jobs said. ''I can assure that it is.''
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At the introduction of Apple's iBook computer, Steven Jobs compared it with a bigger Dell Computer notebook computer. (Agence

France-Presse)(pg. C4); (Stephen Kroninger)(pg. C1)
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''PC Pugilists''

To see how the PC industry's most visible combatants match up, check the tale of the tape below.

Michael S. Dell: Founder and chairman Dell Computer

AGE: 36

HOMETOWN: Houston

REACH: Company's product line spans desktop and portable PC's, server computers, and technical support services.

CURRENT RANKING: No. 1 in global and U.S. PC market

CAREER RECORD: Grew up a computer hobbyist. Founded Dell Computer, a PC assembler and distributor, in his dorm room in 1984 on the premise of

cutting out the middleman. Dropped out of college. His was the first big company to embrace the idea of selling PC's via the Web.

Steven P. Jobs Founder and chairman Apple Computer

AGE: 46

HOMETOWN: Los Altos, Calif.

REACH: Company's product line spans desktop and portable PC's, computer operating systems and technical-support services.

CURRENT RANKING: No. 7 in global PC market No. 6 in U.S. PC market

CAREER RECORD: College drop-out. Co-founded Apple Computer in 1976. A year after introducing the Macintosh in '84, forced out of Apple by

C.E.O. John Sculley. Acquired Pixar. Founded Next Computers, which he sold to Apple in 1996, before returning to Apple a year later. (pg. C1)
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''Reversals of Fortune''

Apple Computer was the leading maker of personal computers in the early 1990's, but, by the end of the decade, Dell took over the top position

while Apple slipped of the middle of the pack.

Chart shows share of United States personal computer shipments since 1992.

(Source: International Data Corporation)(pg. C4)

