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Understand the current 
state experience from both 

the above and below the 
line perspectives

Understand 
operational and 
experience gaps

Create and prioritize ways to fill 
those gaps in a future state 
that includes both above and 
below the line perspectives

Project Objectives



Project Overview

Kickoff
Immersion and 

Interviews

• Start Strong immersion and 
interviews with staff and attendees

• SME interviews and current state 
mini-workshops with PMs, EPs, 
and more

• The Microsoft Aspire team 
introduces the project to 
the Fjord Team

Journey Mapping 
Workshop

• Review of Design Themes
• Current state validation
• Future state ideation and 

prioritization



Project Overview

Journey 
Map Finalizations Activation

• The Microsoft Aspire team 
introduces the project to 
the Fjord Team

• Final Presentation and 
recommended next steps

• Prioritization, decision tree, 
and RACI review

• Discuss prioritization and 
next steps

WE ARE HERE



How We Got Here



Journey Mapping 
Workshop Review 

We conducted a full day workshop 
to align on current state and get 
to future state. We began by 
reviewing the Design Themes

Guide 
and Orient

2

Share It!

1

Continue 
to Connect

3

Set up for 
Scale

4

Clarify Roles and 
Responsibilities

5

Synchronize 
Process and 

Data

6



Getting to the Future State 

3. We Created Future 
State Concepts

Finally, each person presented 
their solution and as a group 
we voted on those we thought 
would be most impactful to the 
program

1. We Validated 
the Current State

We worked together to 
review, validate, and 
expand on the current 
state journey

2. We Prioritized 
Pain Points

Each group discussed 
major pain point trends, 
narrowed them down, 
and then voted to 
prioritize what to focus on 

After reviewing Design Themes, we split up into three 
cross-functional groups to review and ideate on the 
journey from the perspective of the end user (Aspire Hire 
and Manager), Program Manager, and Event Producer.



The Concepts you Created

Within 0-6 Months Within 7-12 Months Within 13-24 Months

Aspire’s got rhythm (of the business) (+4) 

All the unique butterflies

R&R offsite (+4)

Who’s on First?

Jump back to a workback (+8)

Be the experience (+7)

Aspire info-graphic (+4)

Comms: Analyze and standardize (+10)

Aspire-space (+7)

Learning circles for Hiring Managers (+2)

So much data, so little time (+3)

Tell-a-Friend Platform 

Aspire Ambassador (+7)

Community manager (+7)

Aspire badgelings

Aspire graduation (+7)

Aspire (One Stop) App (+12)

Input Process



Post-Workshop Synthesis and Validation

From the workshop, we created final, validated current state map 

Documented all your thoughts (see Appendix)

Synthesized all ideas and concepts 

Collected Aspire Hire and Hiring Manager feedback 

Created future state journey map



Future State Journey Map



What is a 
future state 
journey map? 

A story told from the perspective of an 

Aspire hire showing the entire, simplified, 

two-year journey through their eyes, that 

includes how Microsoft teams will enable 

and support the journey. 



How do we use the map?

The intended audience for this map is the Aspire program 
team and operational support teams

The map provides an aligned end-to-end vision of the 
experience that MSFT teams need to support.

The map represents the future state vision at this point, and is 
supported by this companion deck, and the Excel, a living 
document

Mind the time stamp. The map is based on the latest content 
in the Excel companion deck, as of January 20, 2020

Fill out RACI for pain points and recommended actions in 
subsequent work sessions



How to Read the Journey



Future Journey Map





Above the Line

Aspire Hire

Hiring Manager



Below the Line

Program Manager

Event Producer

Collaborators

Above the Line

Aspire Hire

Hiring Manager



Above and Below the Line Concepts

Above the Line

Aspire Hire

Hiring Manager

Below the Line

Program Manager

Event Producer

Collaborators



Phases Above and Below the Line

Pre-Start Welcome 
to Aspire

Start 
Strong

Learn, Connect, 
Grow Year Two 

Moving 
Forward



Elements in each Row

Goals

Moments that Matter

Needs
Current Actions

Touchpoints

Painpoints &
Recommended Actions

Current Actions

Painpoints &
Recommended Actions



Meet Eva



Meet Eva

• Computer science university graduate

• High achiever in school (high grades, math tutor and 
organizer of her school’s runners club)

• New full-time hire at Microsoft

• Moving – new home, new friends, new life

• Finds collaborating, networking, and learning new 
skills to be important for her ongoing success and 
engagement at work

• Loves Microsoft’s purpose driven culture of helping 
people achieve more 



PHASE 01

Pre-Start



Above the Line: 
Eva is Unsure of What Aspire Is





PRE-STARTPRE-START

• Meetups — Opportunities for Ambassadors and upcoming Aspire Hires to 
learn more about each other and the program

Core Audience
Aspire Hire

Ambassador Program
• Welcomes incoming Aspire Hires by connecting them 

with someone that has walked in their shoes. 
• It would allow Aspire Hires to self select and connect 

with Ambassadors, share their own personal stories, 
and help support the transition of new hires from 
university to full time employee.

Pre-Start

Related Ideas



Having incoming Aspire Hires being able to choose 
their own ambassador would be amazing.

–Noah, Aspire Hire

I think those kind of one-on-one sessions or 
interactions, when they can pick their own 
ambassador, are very valuable so yeah this is good. 

– Darren, Hiring Manager





PRE-START

Single Source of Truth
• A formalized process and governance model to tag 

Hiring Managers and Aspire Hires from recruitment to 
program completion. 

• A consolidated customer database that has one owner 
and is visible to stakeholders and team members.

Pre-Start

• Train the Data Providers — Training 
for recruiters and other data providers 
to make sure they input data with 
accuracy

• Metrics Meetings — Regular immersion 
in data and metrics to understand and 
address core problems

• Hackathon — Internal team project to 
accelerate fixing the data problem

• CRM —Tool to capture segmented 
audiences enabling team accessibility, 
accurate tagging, and data analytics Core Audience

Aspire Team

Related Ideas



PHASE 02

Welcome



Above the Line: 
Eva is Confused About Aspire vs. Start Strong





WELCOME

End-to-End Infographic
• Makes it clear what is offered throughout the 2 year 

Aspire experience for both Aspire Hires and Hiring 
Managers

• For each key moment in the program, they can see 
program details, objectives, benefits, testimonials, etc.

Welcome

Core Audience
Aspire Hire + Hiring Manager

• Explainer Videos — Videos that 
explain the various stages of Aspire for 
both Aspire Hires and Hiring Managers

• Quarterly Newsletter — An opt-in 
option to stay up to date with Aspire

• Case Studies — Access Aspire 
case studies to learn more 
about the impact of Aspire

Related Ideas



I love the idea of the map! I like having things 
to reference and that would help me with 
planning in advance.

-Kinsey, Aspire Hire

I think it is a great idea, especially the overview of 
everything offered. 

– Bradley, Aspire Hire





WELCOME

Standardize and Scale 
• A governance model that enables the right people to 

look at Aspire end-to-end
• Standardize and scale wherever it makes sense, e.g, 

communications, processes, venues, swag, etc.
• Evaluate customization requests

Welcome

Core Audience
Aspire Team

Related Ideas

• Customization Accountability —
Create an approval process (e.g. if 
you want to customize, there will be 
an additional cost)

• Flexible Templates — Create 
templates that adhere to 
brand guidelines, yet allow for 
flexibility



PHASE 03

Start 
Strong



Above the Line: 
Eva’s Manager isn’t Helpful





START STRONG

Learning Circles
• A safe space for Hiring Managers to share challenges, 

learn best practices, and collect resources. 
• Managers can form learning circles and formalize 

groups based on topics that they are interested in, 
ranging from employee churn, to performance and 
motivation, and can share best practices and resources 
to self-solve their issues.

Pre-Start

Core Audience
Hiring Manager

• Bring The Manager — An 
opportunity for managers to attend 
an Aspire event with their Aspire Hires

Related Ideas 

• Fast and Simple Feedback — Enable 
managers to provide on-demand 
feedback to the Aspire program



I have people who are Aspire hires and people 
who aren’t reporting to me. A more general 
hiring manager circle would be more useful 
than one specific to Aspire.

-Darren, Hiring Manager

I wish I knew what she was learning there. This 
way I could plan and ask the right questions 
and give the right assignments.

-Evgeniia, Hiring Manager





START STRONG

Who’s on First?
• Empower the right people to make decisions by 

knowing and agreeing ‘who does what and when’ 
• A living, breathing unified workback plan would guide 

this effort that includes mapping all processes, 
stakeholders, roles and responsibilities, dependencies, 
risks and mitigation efforts

Start Strong

Core Audience
Aspire Team

• RACI — Cross team collaboration to 
clarify and assign roles and 
responsibilities

• Skillset Assessment — Ensure 
roles are staffed with people who 
have the right skillsets

Related Ideas



PHASE 04

Learn, 
Connect, 
Grow



Above the Line: 
Eva is Having a Hard Time Building on Her Learnings





LEARN, CONNECT, GROW

Peer-To-Peer Platform
• Leverages existing platforms and the power of 

community
• Allows Aspire Hires to stay connected, share what they 

know, and explore common interests beyond Start Strong

Learn, Connect, Grow

• Self-Managed Group — Enable Aspire 
Hires to create their own groups where 
they can connect, learn, and grow 
together 

• Hackathon — Alumni come up with 
ideas for current or future Aspire 
programs, receive funding, and build 
out and launch programs

• Meetups — Aspire Hires can 
meet friends and colleagues from 
Aspire regularly 

Core Audience
Aspire Hire

Related Ideas



My favorite idea so far! I’m working on something 
similar to this and we’ve found that it really facilitates 
Entrepreneurship and excitement at Microsoft.
-Michael, Aspire Hire

That’s awesome! Allows people to put in as much 
effort as they want.

– Erica, Aspire Hire





LEARN, CONNECT, GROW

Brilliant Basics
• Gather as a team to pause net new work, look at the 

end-to-end Aspire experience
• Invest time and effort in identifying group needs and 

then design and build out solutions to address those 
needs

Learn, Connect, Grow

• Cross Team Offsite —Build 
culture and relationships 
across the team

• End-to-End Map — Continue 
mapping all touchpoints to anchor 
the team and center discussions 

Core Audience
Aspire Team

Related Ideas



PHASE 05 AND 06

Year-Two
Event and 
Moving 
Forward



Above the Line: 
Eva isn’t Feeling Closure





YEAR TWO EVENT

Closing Ceremony
• A ceremonial moment that honors Aspire Hire 

contributions and their commitment to the program, 
while supporting them in a smooth transition from 
participant to alumni. 

• Alumni are introduced to opportunities to volunteer 
and give back to the program.

Year-Two Event

• Digital Graduation Kit — Photos and videos from 
Aspire, congrats letter, alumni stickers, certificate, pins, 
and other swag

• Give Back to Future Aspire Hires —Become an Aspire 
Ambassador or mentor, volunteer as a coach, etc.

• Alumni Communication — Opt-in to 
Newsletter and Teams channel

• Aspire Franchise — Alumni ‘own’
and run Aspire programs 
in their regions

Related Ideas

Core Audience
Aspire Hire



I LOVE this idea. The end to Aspire was extremely 
anticlimactic. I would have loved to recognize the 
moment with my cohorts a little more.
-Noah, Aspire Hire

Love this idea. I think it would be cool to have a 
"magna cum laude" to celebrate those that 
maybe won awards in their time during Aspire.
–Bradley, Aspire Hire



Prioritization and Next Steps



Concept Backlog

Wave 2 Wave 3 Wave 1

Operational Quality at Scale  

Cu
st
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 E
xp
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ie

nc
e



Due Diligence Decision Tree for New Concepts

When evaluating new concepts, use the decision tree below:

Stop and 
validate concept

no

no

no

Wait. Put as lower 
priority in 

backlog while you 
gather resources.

Go for it!

yes

yes

yes

yes

no

no

yes



How to use the Excel



Single Source of Truth RACI
MTM Whose 

Pain? Pain Point Recommended Action R A C I Impact 
Level*

Eva is 
recruited by 
Microsoft

PM Recruiters tag prospective 
Aspire Hires incorrectly

• Train recruiters on tagging correctly by explaining the 
downstream impact and who is eligible for Aspire 

• Take over ownership of customer database from EP

Eva starts at 
Microsoft PM

No way of knowing what 
Aspire Hire is starting and 
when

• Develop systems to tag incoming Aspire Hires and tell managers 
Aspire start info

• Consolidate excel trackers into one Single Source of Truth 
(potentially a CRM))

Eva is 
welcomed 
to Aspire

PM
Manager name unknown 
in the system before 
Aspire Hire joins 

• Automate manager communications on start date
• Consolidate excel trackers into one Single Source of Truth
• Tag that Aspire Hire has been “welcomed” in Single Source of 

Truth

Eva is 
invited to 
Start Strong

Aspire 
Hire

Some aren't invited to 
participate

• Ensure ISM and MSRA are synced and tagged correctly to 
eliminate need for an excel tracker

• Tag that Aspire Hire has been invited in Single Source of Truth

Eva 
Prepares for 
Start Strong

Event 
Producer

Manual tracking of Aspire 
Hire RSVP is time 
consuming

• Align with PMs on policy (is it necessary to track people down to 
follow up?)

• Consolidate excel trackers into one Single Source of Truth
• Explore automating reminders

Eva attends 
her second 
year Aspire 
event

Event 
Producer

Manual tracking of Aspire 
Hire RSVP is time 
consuming

• Ensure ISM and MSRA are synced and tagged correctly to 
eliminate need for an excel tracker

Aspire 
Hire

Some aren't invited to 
participate • Tag that Aspire Hire has been invited in Single Source of Truth

Responsible – Who is completing the task 
Accountable – Who is making decisions and taking actions on the task (manager) 
Consulted – Who will be communicated with regarding decisions and tasks
Informed – Who will be updated on decisions and actions during the project.

*Impact Level:  For each role in RACI, estimate the average time commitment per week for each row.  The total impact level will be an average of the row. 



Resource Impact Level

Resource Impact Assessment

If Known If Uncertain

Use number of hours per week

If you expect Populate these hours

Low 2 per week

Medium 8 per week

High 20 per week

• Once you identify the resource, you’ll need to define the expected impact for the engagement in average hours per week per 
resource.  If you don’t have a clear idea of how many hours per week you’ll need from a resource, you can use the guide on the 
table below based on a “low, medium, high” level of impact criteria.  

• If you create a resource impact for a group of resources, please consider that the time commitment should be estimated per 
resource in average hours per week.

• Make sure you update the impact when project progresses, and you have a better idea.



Microsoft Aspire Experience

Questions?



Microsoft Aspire Experience

Thank You!



Appendix



End-to-End Experience Overview



The Microsoft Aspire Experience Program

+ Microsoft recruits 
Aspires

+ Prepare to work at 
Microsoft

+ Start date at 
Microsoft

2 weeks after start 
date to 1 month 

before Start Strong

Ongoing after 
Start Strong

3 months after 
start date

Up to 2 years 
before start date

After year 
2 event

2 years after 
start date

+ Go to Aspire 
events and talks

+ Talk to advisors
+ Shadow another 

team

+ Volunteer for 
Aspire 
programs

Start Strong

+ Attend Start 
Strong

+ Returns to 
work

+ Attend Year Two 
Event

+ Attend 
completion 
ceremony

Welcome 
to Aspire

+ Welcome to 
Aspire

+ Invited to Start 
Strong

+ Preparation for 
Start Strong

Pre-Start Moving
Forward

Year Two 
Event

Learn, Connect, 
Grow



The Excel File



The Excel File

Instructions

Filename

Date 



Concepts from the workshop



All Ideas from Aspire Hire Group

Ensure Aspire Hires are Aware of all of 
What Aspire Offers

• Infographic/Road Map — Create an infographic or 
roadmap that pulls everything together and 
articulates the full benefit of the Aspire program 
across 2 years and beyond

• Aspire Ambassador — Have Aspire alumni sync up 
with new Aspire Hires to explain program and 
provide support

• Video Training — An on demand video that 
explains what Aspire is (MAP)

• Aspire Quarterly Newsletter — A newsletter 
detailing updates, testimonials, etc. to Aspire Hires 
(APP)

• Reinforce Next Steps — Always provide what 
happens next (e.g. at Start Strong, educated Aspire 
Hires as to what happens next) (APP)

• Aspire Hire Share out — Use Aspire Hires to 
market the program by sharing their own experience 
in it (APP)

• Engagement Lead — Hire a dedicated engagement 
lead to communicate and engage Aspire Hires 

• Online Feedback — Provide a place for Aspire Hires 
to go online in order to provide feedback for the 
program (TAF)

• Personalize Email — Use a tool like PoliteMail to 
personalize emails that go out to Aspire Hires

Creating Valued and Ongoing Aspire Hire 
Experiences

• Stop Creating New Programs — Utilize what we 
have and double down on a comms strategy to sell 
it

• Lunch Brown bags — Encourage Aspire Hire 
connection by providing them opportunities to 
meet one another and have lunch with each other 
(TAF)

• Self-Managed Group — Enable Aspire Hires to 
create their own groups where they can connect, 
learn, and grow together (TAF)

• Monthly/Quarterly Meetups — Provide 
opportunities for Aspire Hires to meetup in their 
cohorts regularly (TAF)

• Newsletters — Send regular newsletters 
highlighting upcoming events (APP)

• Loyalty Program — Encourage Aspire Hires to 
continue to engage via a loyalty program

• Easy Feedback — Create simple, timely and 
frequent feedback mechanisms (APP)

• Monthly Challenges — Aspire Hires create or are 
given monthly challenges to engage in (APP)

• Squad Support — Utilize Squads to take over some 
of the events and/or networking

• Nudges — Use nudges to create missions, 
encourage participation, swag, etc.

Efficient and Meaningful Transitions from 
Cohort to Alumni

• Graduation Ceremony — Provide a local 
graduation ceremony (e.g. symbolic walk on fire)

• Digital Graduation Kit — Include photos and 
videos from their Aspire experience with a congrats 
video with instructions (Grad)

• Start with the End in Mind — Identify the metrics 
and measures to get to graduation

• All Start Aspire Hires — Identify Aspire Hire leaders 
and develop them

• Congrats Letter — Letter from SLT, CVP/HR, with an 
Aspire alumni sticker, participation certificate, pin, 
and other swag

• Email Signature — Include ‘Aspire 2020’ in email 
signature

• Give Back to Future Aspire Hires — Encourage 
graduates to enroll in an ambassador program, 
mentor program, volunteer as coaches, participate 
in welcome calls, etc. 

• Alumni Communication — Create an alumni teams 
channel, newsletter, 



All Ideas from Hiring Manager

Ensure Managers are Aware, Educated and 
Supportive of Aspire Hires

• Accountability — Make managers accountable for 
sending their Aspire Hires to Aspire events

• Hiring Manager Community — Create a 
community where Hiring Managers can connect and 
learn from each other

• Manager Training —Train managers on what 
Aspire is and how to support their Aspire Hires in it 
(e.g. use the 5 w’s video)

• GLD Partnership — Utilize GLD to help deliver 
Hiring Manager trainings

• T&E Centralization — Provide support with budget 
to help managers send their Aspire Hires to events 
(e.g. financial aid, T&E continuum, etc.) 

• Bring Your Manager — Have an opportunity for 
managers to attend an Aspire event with their Aspire 
Hires

• GTM Specific Campaign — Create a distinct GTM 
campaign for hiring managers

• Hiring Manager Specific Infographic — Show 
managers what their roles it and how it relates to 
the Aspire Hire journey

• Success Stories — Provide Aspire Hire and Hiring 
Manager success stories to managers to showcase 
its success



Clarifying the Aspire Hire End-to-End 
Experience

• Stop adding more — Resist the urge to add more 
features, and focus on building what we have first

• Completed journey map — Create a one-pager 
journey map in order to show case the program

• Aspire on Microsoft Homepage — Include an 
Aspire case study on the homepage

• Promotional Swag — Promote Aspire on Microsoft 
marketing materials, and on/around campus and 
provide QR code to learn more (e.g. banners, napkin 
holders, cups, etc.) 

• Aspire Portal — A website that shows the 2 year 
experience that you can click in to, to learn more 
about each moment. Can include testimonials, 
videos, program objectives, etc.

• Aspire app — App that Aspire Hires can use to 
learn about Aspire, register for events, connect with 
other Aspire Hires, etc.

• Utilize Aspire Hires to Promote — Include Aspire 
testimonials, use their language to define Aspire, 
hold one on one meetings with them

• Top Down Promotion — An email from leadership 
(e.g. Satya) promoting Aspire and engagement from 
Aspire Hires, and support from managers

All Ideas from Program Manager Group

Definition of Roles and Responsibilities

• RACI — Collaborate across the teams to create a 
detailed list of roles and responsibilities (e.g. PMs, 
EPs, North Events, and other collaborators)

• Define the Process — Build a consistent and 
durable cadence

• Stuff Roles with Skillset — Make sure all roles have 
people with the right skillset

• Accountability — Hold each other accountable to 
complete their own individual tasks and delegate 
appropriate tasks elsewhere

• Cross Team Bonding — Have regular meals, 
coffees, etc. with each other to build culture, and 
relationships across the teams

• ’Funeral’ for the Old Way — Acknowledge the 
emotion of moving out of start up mode by holding 
a symbolic funeral 

Collecting, Analyzing and Using Accurate 
Data

• Hackathon — Assign an internal hack project to 
accelerate fixing the data problem

• Leverage What Exists — Work with HRMs, HR 
Services, and ICM to validate data and update MSRA

• Metrics Meetings — Regularly wallow in data in 
order to understand engagement and problem solve

• CRM — Use a CRM to improve accessibility, 
accuracy, and segmenting of customer database

• Train the Data Providers — Provide a training for 
recruiters and other data providers to make sure 
they are inputting it with accuracy

• Hire a Data Analyst — To investigate the current 
issues, and to help analyze engagement and 
participation trends

• Stakeholder Involvement — Leverage the right 
stakeholders to understand the breakdowns and 
limitations with GTA

• Simplicity — Simplify the data we are collecting 
which might reduce the need for multiple data setes

Utilizing Aspire Hires to Co-Create

• Aspire Hire Idea Portal — Have a place where 
Aspire Hires can put there ideas, concerns, 
questions, etc.

• Squad Strategy — Clarify how squads can fit into 
the Aspire program

• Lunch and Learn — Provide opportunities to have 
Aspire Hires and PMs learn about each other

• Incubation/VC Model — Allow Aspire Hires to help 
us with the ‘start up’ of Aspire

• Franchising Model — Provide opportunities for 
Aspire Hires to initiate current Aspire programs in 
their regions



All Ideas from Event Producer Group

Reduce or Eliminate Customization per 
Audience

• Knowing When to Customize — Understand the 
why behind customization before engaging in it. 
What are the unique needs of each audience, and 
what do we need to customize?

• Customization Governance — Create an approval 
process (e.g. if you want to customize something, it 
will cost you additional money)

• Standardization — Create customizable templates, 
standards for communications, exceptions, cut-offs, 
branding, etc. Focus on the MVP first

Clarify Roles and Responsibilities to 
Eliminate Duplicative Efforts

• Reviews — Have a regular review cadence across 
each team

• RACI — Involve each person from the beginning to 
develop a clear RACI

• Personify each Role — Use what we know so far to 
begin to create profiles for each role that lays out 
roles and responsibilities. Identify duplicative tasks 
and decide who owns each

Reduce the Management of Multiple 
Sources of Data

• CRM — Utilize a CRM to segment lists accurately
• Consolidation  and Linking — Consolidate current 

state spreadsheets into one single source of truth
• Sync of Recruiting — Regularly work with 

university recruiting to understand their process, 
and train them on the Aspire process

• Clarify Governance — Identify a single customer 
data base list owner and agree on who can create or 
modify that data. Standardize the process 

• Identify the Root Cause — Find where the errors in 
data capturing is occurring

• Agree on Eligibility Criteria — Agree upon a 
process and who approves eligibility and exceptions

Clear and Visible Processes

• Workback Plan — Create a standardized project 
workback pan with clear tasks, timings, 
dependencies, etc. and share it to the wider team

• Experience Map — Map the end to end experience 
that maps to roles and responsibilities to gain clarity 
on the overall experience 

• Hold a Post-Mortem and Continuously Iterate —
Work with EP team and PM team to understand 
what’s working and what could be improved

• Design Programs Together — Understand who 
stakeholders are and what dependencies exist


