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About this Playbook 
This playbook is intended for the business and technical leadership of new and existing 

Microsoft partners that are developing a new or existing cloud development practice. 

Objectives 

The goal of this playbook is to help you understand how 

to recruit, hire, develop and retain talent in your cloud 

practice. The recent and continuing shift to the cloud has 

led to the necessity to adjust the capabilities of your teams 

to support customers with the evolution of technology. 

It is important for your leadership team to be able to 

adapt to the transforming cloud business and technology 

landscape, which involves re-training your current staff or 

hiring new employees. Due to the competitive nature of 

todayõs technology-focused companies, it is becoming 

increasingly more challenging to find and keep talent. 

This playbook outlines some of the common strategies 

other Microsoft partners are taking to ensure that they 

have the skills necessary to support their customers and 

includes helpful suggestions on how to retain and keep 

employees satisfied. 

How this playbook was made 

This playbook is part of a series of guidance written by 

Microsoft in collaboration with successful Microsoft 

partners.  

To validate the guidance provided in these playbooks, we 

worked with MDC Research to conduct a set of surveys 

with 735 global partners. In addition, this playbook 

provides a consolidation of insights gathered from market 

research, partner interviews, and learnings from successful 

companies spanning a range of topics from how their 

organizations recruit, hire, compensate, and retain talent.  
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Using the playbook effectively 

Quickly read through the playbook to familiarize yourself with the layout and content. Each 

section includes an executive summary and key actions for that specific topic. Review these 

summaries first to decide which areas to focus on. Go over the content several times, if 

needed, then share with your team.  

TO GET THE MOST VALUE OUT OF THIS PLAYBOOK: 

R Get your team together and discuss which pieces of the strategy they are responsible for 

R Share the playbook with your sales, marketing, support, technical, and managed services teams 

R Leverage the resources available from Microsoft to help maximize your profitability 

R Share feedback on how we can improve this and other playbooks by emailing 

playbookfeedback@microsoft.com  

  

mailto:playbookfeedback@microsoft.com
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Talent Opportunity 
The demand for skills to develop and deliver a new class 

of solutions has created a shortage of technical skilled 

professionals. The ability to attract, train, and/or develop 

the necessary skills and then retain them are top challenge 

areas. To attract and keep the talent they need, 

transforming partners are revising their recruitment 

efforts, candidate evaluation processes, onboarding, 

training, coaching/mentoring, and their compensation 

structures. 

Partners have shown that transforming their workforce 

with digital capabilities and developing a culture that fuels 

agility and innovation is a requisite to building and 

evolving a digital transformation practice (see the 

Microsoft Digital Transformation Series of eBooks). The 

resources required to deliver modern cloud services are a 

moving target of emerging skills and operational acumen 

and getting there will largely depend on your practice 

focus, current skillsets on your teams, and your  

company culture.  

The pace of change is forcing both partners and their 

customers to quickly evolve their cultures to focus on 

diversity, experimentation, collaboration, agility, and 

learning. And those without such focus and the tools to 

enable the behaviors are finding it hard to attract 

employees with the latest skills and keep them challenged 

and fulfilled. Moreover, they quickly lose their ability to 

effectively engage their current workforce to embrace 

modern technologies and grow their skills.  

In todayõs technical job market, attracting qualified 

candidates for digital transformation projects may entail a 

critical examination of your company culture, reputation 

and recruitment methods. The highly sought-after skills 

needed means your jobs need to stand out and your 

recruitment process should reflect a modern approach, 

using the tools that candidates have come to expect.  A 

good place to start is your company mission and vision, as 

candidates will assess how your leadership defines success, 

its goals, and its commitment to important qualities such 

as agility and innovation.  

https://partner.microsoft.com/en-US/business-opportunities/digital-transformation
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Digital Transformation 
Your company and your customers are adapting to a new digital marketplace, and it changes all aspects of your business, 

both internal and external. With the cloud, youõre able to connect people, data, and processes in new ways and embrace the 

possibilities enabled by modern technologies. Transforming companies are bringing business and IT closer together and 

optimizing processes to create new value for customers. 

Microsoft models these changes in four pillars: 

¶ Engaging Customers  --  giving them new personalized experiences that bolster acquisition and strengthen loyalty 

¶ Empowering Employees --  boosting productivity with flexible workstyles and mobile solutions that enable a data-

driven culture 

¶ Optimizing Operations --  driving efficiencies with a cloud platform that accelerates agility 

¶ Transforming Products --  create new revenue opportunities using intelligent technology to innovate new products 

and processes 

Your customers now value innovation, creativity, and specialization, and expect integrated solutions delivered with speed, 

value, and limited project risk. In todayõs accelerated buying environment, industry awareness, business acumen, and agility 

have replaced technical knowledge and product demonstrations, and have become the new differentiators. 

Three trends are helping shape this profitability opportunity:  

 
Digital Platforms and Ecosystems  

By 2020, 60% of all enterprises will have fully articulated an organization-wide digital platform 

strategy and will be in the process of implementing that strategy as the new IT core for competing in 

the digital economy. 

 
Cloud  

By 2021, spending on cloud services and cloud-enabling hardware, software and services will more 

than double to over $530 billion, leveraging the diversifying cloud environment that is 20% at the 

edge, and over 90% multi-cloud. 

 
Hyper -Agile Applications  

By 2021, enterprise apps will shift toward hyper-agile architectures, with 80% of application 

development on cloud platforms (PaaS) using microservices and cloud functions, and over 95% of 

new microservices deployed in containers.  

Ultimately, the people you hire, develop and retain will define your success. In todayõs job market, you not only have to 

define the right positions, you must be relevant and embrace the new workstyles. Use the in-depth guidance, best practices, 

and examples in this playbook to build your own personnel programs, evolve, and stay relevant in a digitally transformed 

marketplace. This playbook provides comprehensive guidance targeted at the various phases of the hiring and  

onboarding journey.  
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Role Evolution 
Digital transformation is changing how companies are recruiting, training, and developing 

technical skills across their organizations. 

Your workforce and leadership must be synchronized and operating in a customer-centric and empowered way. This often 

requires a cultural shift, which can be accelerated through collaboration and communication technologies that align 

internal and external activities.  

With d igital transformation , your focus shifts from time -and-materials projects to recurring revenue streams. This can be a 

new model of engagement for your employees as a customer-centric, customer-for-life mentality becomes the norm.  This 

means that you and your customersõ technology managers are shifting from becoming requirements-driven technology 

leaders to partners in the business, accountable for KPIs that directly impact the bottom line. Such change starts at the top 

and is succinctly illustrated in this comparison of CIO roles pre-cloud and cloud era found in Designed to Disrupt--Briggs, 

Farhat, Kassner, 2018: 

  

Likewise, as you shift from transaction-based to solution- and outcome-based approaches, your sales and marketing 

activities will refocus on innovation, specialization, and customer impact. This evolution can be characterized through the 

following shifts:  

¶ From transactional to consultative sales, where you are valued more for your innovation, creativity, and ideation 

¶ From well-defined roles based on mature technical standards to specialized roles with deep domain expertise 

¶ From stability to agility with fas t delivery against evolving business outcomes 

Understanding this evolution is critical to building your companyõs relevancy and capturing your share of the digital 

transformation market opportunity. Moreover, these considerations can be key to attracting and retaining the best people.   

And be sure to align  these strategies and priorities shifts with human resources and the hiring process. Engage HR early in 

the process because their role becomes strategic going forward. When your talent needs shift, it shouldnõt be a surprise to 

HR. 

https://azure.microsoft.com/resources/designed-to-disrupt-reimagine-your-apps-and-transform-your-industry/
https://azure.microsoft.com/resources/designed-to-disrupt-reimagine-your-apps-and-transform-your-industry/
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Talent Framework 
The talent framework describes the key phases/recommendations for building successful 

recruiting, hiring, and development programs.  

With a vision of the new services and offerings for your evolving practice, identify your talent needs and other blockers 

that currently prevent that vision.  Then use the talent framework below to address those needs. Your investments may 

include hiring or developing new skills internally, depending on timing considerati ons and expected return on investment. 

To optimize that return, the framework also describes the steps for successful onboarding, development and retention of  

your key talent. 



 

 

  Microsoft 

Partner 

Network 

Recruit, Hire, Onboard, 
and Retain Talent 

aka.ms/practiceplaybooks  

Recruit 
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Executive Summary

 

Competition for talent continues to increase with the 

scarcity of skills in the market to meet customer demand. 

With the speed at which technology is evolving, 

employees are also seeking to work for companies that 

provide great benefits, culture, and career growth 

opportunities. This chapter focuses on the key elements 

around defining a recruiting and hiring plan, and ways to 

attract talent.  

Secondly, we provide guidance for defining  the required 

members of your team and the skills they should bring to 

your practice. These resources are then mapped to the 

various partner practice areas, so you can analyze your 

current gaps. To support your hiring plans we provide 

detailed job descriptions, where to look for resources, and 

the non-technical qualities to look for in a job roleõs 

skillset. 

Lastly, we explore partnership opportunities and 

resourcing options that you can leverage to augment your 

organization. 

  

 

Top 4 things to do 

Youõre crafting your gameplan to 

build your team, make sure you nail 

down these 4 tasks before you move 

to the next section. 

R Recognize how your role definitions have 

evolved 

R Attract candidates with a strong company 

reputation, culture, and leadership 

R Identify capability and skills gaps 

R Decide which skills to hire, train, or leverage 

partner opportunities  
 

Top 5 things to do 

Youõre crafting your gameplan to build 

your team and form partnerships. To 

create your product or market your 

R Hire, train and certify your team 

R Setup Azure for your practice use and 

become the Digital Partner of Record on 

your customerõs Azure Subscriptions. 

R Setup your CRM, project management, 
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Skills Inventory Planning 
With the pace of change brought on by cloud-based digital technology, your business needs 

to be highly attuned to the capabilities, skills, and processes necessary from a people 

perspective to stay relevant and competitive. 

Flexibility and agility become a critical mindset for your business. Just as youõre transitioning customers from static to 

dynamic IT models, youõre also shifting your business ð its culture, leadership, and employees ð to be more agile. And that 

includes your hiring practices. Your HR organization must be in lock step with the business planners to be able shift its focus 

on hiring for emerging skills, and plan training programs to ensure skills growth that aligns with business growth. 

Digital enablement quickly highlights the importance of defining the mission of your company, setting strategic priorities, 

and identifying resources and investments that can create successful outcomes. Youõre redefining what success looks like for 

your customers and your organization, and this carries over into employee recruitment.  

With new skill sets and business processes emerging, your ongoing recruitment and training will evolve. To help guide these 

changes, business managers need to work strategically with HR to leverage data and analytics and continually assess 

employee strengths to identify skills gaps and develop the relevant recruiting and training.  

With skills inventory planning you can more accurately plan for talent requirements, you can more efficiently build strength 

in one technology area, location, or vertical focus, and reduce it in others. For example, you may need to quickly develop 

more domain expertise in a particular vertical, such as healthcare, and hiring talent from that industry and retraining them 

may be the most efficient option. And thatõs why your flexibility and agility are so importantñit increases your options. 
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Attracting Candidates
Creating a digital culture to support your 

transformation efforts means revising your 

candidate profile to include both hard skills 

and soft skills, motivations, and attitudes to 

thrive in an agile, innovative, and diverse 

work setting.  

Traditionally, recruiting and hiring were the purview of 

Human Resources departments, but in todayõs digital 

marketplace, your companyõs reputation and culture, 

embodied by your leadership, are key drivers in attracting 

candidates.  

Establishing strong company values and priorities are 

essential, both internally to your organization, and 

externally to prospective candidates and customers. Your 

culture needs to reflect the focus you place on creativity 

and innovation and the value of helping employees 

develop their capabilities. 

In the Microsoft Hiring and Onboarding Playbook Study, 

professional development, company reputation, and 

flexible work location were reported as the top 

organizational qualities when attracting talent. 

 

Source: Microsoft Hiring and Onboarding Playbook Study, MDC Research, June 2018 

Company Reputation 

Just as your customers are changing how they evaluate 

your services in the digital age, prospective candidates are 

changing what they value in a company. 

Prospects often find you long before you find them , and 

they will research your companyõs reputation. For that 

reason, be overt in your actions and public-facing digital 

content about your attributes such as agility, diversity, 

flexibility, and culture of learning. Itõs important to know 

how your company is perceived and how much of an 

impact perception can have in attracting and recruiting 

candidates.  

As we explore later in discussions of attrition, turnover and 

motivation, current and past employees can share their 

experiences on social media platforms, so it is important 

to monitor your social media presence. Candidates now 

have access to company reviews, interview reviews and 

salary information which means they are more 

knowledgeable and prepared than they have ever been. 

Other factors that can affect your company reputation 

include: 

¶ Negative and positive news articles 

¶ Financial performance 

¶ Leadership and management 

¶ Social media profile /  online reputation  

¶ Design and content of your web site 

¶ Customers and industry with which you work  

¶ Quality of products and support you provide 

¶ Size and breadth of your company 

Not only does company reputation apply to attracting 

talent, but also customers. Having a reputation for being 

the best and getting things done on-time and on-budget, 

results in customer satisfaction and positive referrals. As 

an added benefit, you are perceived as providing more 

value and ultimately be able to charge a premium for your 

services. When building your company reputation, 

consider establishing integrity and trust, being responsive, 

engaging your employees, and encouraging diversity. 
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Company Culture 

Two key drivers of your reputation are its culture and 

people. Your companyõs culture and leadership are 

essential in establishing the values and behavior of your 

employees. It is the human interaction element, including 

beliefs and behaviors, that guide interactions of 

employees and management. You cannot dictate your 

companyõs culture; instead, your culture represents your 

behavior, values, and interactions with others. Senior 

leadership commonly sets the tone, by what they say, and 

how they act. And when evaluating prospective new 

hires, it is important to determine how well they will fit 

your company culture. 

In our partner survey, attitude and organizational fit are 

nearly equal to work history in evaluating a new hireõs 

skillset. 

 

Source: Microsoft Hiring and Onboarding Playbook Study, MDC Research, June 2018 

A healthy company culture seeks to align the values, 

expectations, and goals of the company with those of its 

employees, and set the tone for principles such as 

integrity, dignity, social responsibility, diversity and 

inclusion. 

In Hit Refresh, Microsoft CEO Satya Nadella states, 

òCultural change starts at the top,ó describing Microsoftõs 

cultural shift in recent years where he implores business 

leaders to lead by example and follow  their core 

principles.  

Company culture influences include: 

¶ Sustaining employee enthusiasm 

¶ Driving employee development, growth, and 

increased performance  

¶ Leveraging culture as a recruiting and retention 

tool  

¶ Establishing strong company loyalty 

¶ Extending influence outside of the workplace 

Employees today are very social and share their workplace 

experiences online via social media and through 

conversations with friends. These conversations all drive 

the impression of your company in the marketplace and 

ultimately how many candidates you get for your future 

job openings.  

Company culture ultimately affects many factors that 

prospective employees weigh in their decision to come 

work for you, including dress code, business hours, office 

setup, benefits, turnover, and customer engagement and 

satisfaction.  Ensuring that you have a well-defined 

company culture that you can easily and effectively 

describe to your potential candidates is an important step 

in the hiring profile creation process.   

There are several tools available for establishing, 

maintaining and refining your company reputation: 

¶ News and Blogs:  Potential candidates want to 

know what is going on with your company. 

Having a company news or blog page where they 

can see what your company is doing and 

providing visibility to itõs thought leadership can 

be a very helpful tool in attracting great talent. 

¶ Social: Having a strong, positive, and relevant 

social presence is a must for todayõs digital 

workforce. Twitter, Facebook, LinkedIn, Instagram 

are all places where you should continuously 

maintain a company presence. If you find you 

donõt have time or the internal resources to do 

this, there are many companies, including 

Microsoft, that hire outside firms to manage their 

social media presence for them.  

¶ Sentiment Analysis:  3rd party sites that provide 

sentiment analysis services of social media to 

notify you or your social media manager in real 

time if something negative is being generated. 

Some examples of these sites include Google 

Alerts, Trackur, and SocialMention. 

  

https://www.google.com/alerts
https://www.google.com/alerts
http://www.trackur.com/
http://www.socialmention.com/
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CROSS CULTURE 

Corporations that are global in scale and/or outsource to 

other partners or organizations, find they need to support 

more than one company culture. When multiple 

companies work together to support global customer 

initiatives, project teams tend to be more diverse with 

wide sets of beliefs and values. In interviewing partners, 

we found that most companies do not train for cross 

culture experiences, but the few that did tended to be 

smaller, growing companies that were recently expanding 

their practices to other countries. Conversely, we found 

partners that had offices in culturally diverse areas did not 

have a need for any type of training since the local 

cultures had already integrated well with each other. 

As a best practice, we suggest providing diversity 

awareness training for geographical and cultural issues 

that might arise from cross-cultural work scenarios. 

CULTURE OF COMMUNICATION  

Openness and communication are important factors in 

driving employee retention and the success of your 

culture. Speaking openly and regularly about company 

performance on a yearly, quarterly, or monthly basis, and 

sharing the profitability picture or the staffing 

requirements moving forward drives inclusion across roles 

and levels.  

If gross margin is a top priority of the company, then that 

is an important message to communicate regularly. Speed 

and efficiency are key to profitability and every employee 

is responsible for meeting that goal and driving the right 

behavior. 

An environment of inclusion and trust is especially 

important  in a workplace where much of the work is done 

outside the office ð at home or other distributed locations. 

Managing people too closely ð micromanaging ð can be 

counterproductive to trust. Instead, leverage key 

performance indicators to keep track productivity . 

Establishing, cultivating, and reinforcing a strong 

company culture is critical to attracting candidates and 

retaining employees. Some best practices include: 

¶ Hiring employees who share your company 

values 

¶ Using company culture metrics as part of the 

employee evaluation process  

¶ Proactively supporting cross culture scenarios 

through awareness and training 

¶ Emphasizing your cultural values as part of new 

employee orientation  

¶ Regularly communicating and re-enforcing 

positive values to your employees 

 

 

 

 



 

 

 

 

 

 

 

 

ñ Being located in the Caribbean with 
African, Indian and European influences 
makes employees very accustomed to 
handle culture differences. Most 
employees speak at least 4 languages, a 
benefit of the multicultural environment 
of the Caribbean. 

 
GUY SMITH 
Practice Lead ð Datacentre and Cloud Solutions 

CDW 
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Sourcing Candidates 
LEAD ACQUISITION 

The first step to hiring someone is finding them. Ensure your companyõs online profiles provide candidates with compelling 

reasons to apply; then respond quickly when they identify themselves. Strong professionals are seldom out of work for long.  

To recruit candidates in a competitive market you must have a corporate presence and recruiting process that makes them 

want to work for you. Develop online job descriptions that stand out from traditional templates and ensure the role openings 

are visible to attract qualified candidates.  

In the Microsoft Hiring and Onboarding Playbook Study, the research showed that finding applicants is the greatest 

challenge partners face in hiring new staff for advanced technology roles. Over half of the partners cited hiring and 

onboarding technical cloud service talent as a challenge, with 69% reporting a lack of qualified candidates, and 70% 

indicating attracting new talent, as top challenges.   

 
Source: Microsoft Hiring and Onboarding Playbook Study, MDC Research, June 2018 
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The top challenge areas for partners to find qualified candidates are cyber security, cloud computing and Analytics and Big 

Data. 

 

Source: Global Knowledge: 2017 and 2018 IT Skills and Salary Report  https://www.globalknowledge.com/us -en/content/salary -report/it -skills-and-salary-report/   

 

LEAD FILTERING 

Finding qualified leads is critical to expediting the hiring process. From the Partners interviewed, we found that most 

companies engaged recruiting agencies to assist with lead generation and filtering qualified candidates.  

Recruiting and hiring companies are creating new tools and platform features to integrate artificial intelligence (AI) 

capabilities into the lead acquisition process. Microsoft Partner, Staforyõs, Robot Vera, for example, sells an AI robot trained to 

screen candidates, schedules online video interviews, and answers questions in a process which the company claims can find 

top candidates 10 times faster than a human. 

Utilizing AI algorithms, you can more quickly find potential candidat es that match your selection criteria. A perfect example 

of this is Microsoftõs recent announcement to utilize the Phenom People platform to assist in the candidate acquisition 

process. This is done through: 

¶ Hyper-personalization (job views, previous searches, content clicks, social login) 

¶ Candidate scoring (education, skills, location) 

¶ Smart search (based on LinkedIn profile metrics) 

¶ Integrated career bot 

 

  

https://www.globalknowledge.com/us-en/content/salary-report/it-skills-and-salary-report/
https://ai.robotvera.com/static/newrobot_en/index.html
https://www.phenompeople.com/artificial-intelligence


RECRUIT PAGE 18 

 

 

 

  

 

 

As the technologies have become more 
complex, we have had to get faster at the 
recruitment/hiring process and take 
some risks. The types of candidates we 
need are snapped up so quickly that we 
must be very agile. 

 
HEATHER HISEY 
Human Resource 

ProServeIT Corp 
 

ñ 




























































































































































































