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Preface

The following oral history is the result of a recorded interview with Chris Capossela as
conducted by Mario Juarez on September 12, 2024, at Microsoft Studios in Redmond,
Washington. This interview is part of the Microsoft Alumni Network’s Microsoft Alumni
Voices initiative. The goal of this project is to record the institutional history of Microsoft
through the recollections of its former employees, so that the information may inform
and inspire future generations.

Readers are asked to bear in mind that they are reading a transcript of the spoken word
captured through video rather than written prose. The content reflects the recollections
of the interviewee. The following transcript was edited by the Microsoft Alumni Network,
which holds the copyright to this work.

Interview

Mario Juarez: Let's begin at the beginning. Give me a 30 second introduction of
yourself, your name, when you worked at Microsoft and highlights
of your career.

Chris Capossela: Okay, great. So, my name is Chris Capossela, and | worked at
Microsoft from 1991 to 2024. So, it was a great 32, | think it was 32-
and-a-half years from start to finish and it was fabulous. And |
worked across many, many different professions. Marketing,
engineering, operations, sales, wore a lot of different hats and it
was just a fantastic ride.

Mario Juarez: You grew up at Microsoft?
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Chris Capossela: | did. | joined right out of college. So, it was the first job | had after
graduating from college. And really that lasted 32 years. | never
planned for it to be that long. That wasn't the intention to work at a
single company for three decades, but the place had so much to
offer, so many different experiences. | could wear so many different
hats that you look up and it's like, wow, a lot of time has gone by
and I'm still really enjoying it. So yeah, a little bit unusual, but it
worked out great.

Mario Juarez: Fantastic. We'll talk deeply about all that stuff, but let's start at the
beginning. Where were you born?

Chris Capossela: ~ Yeah, | was born in Boston, Massachusetts. | grew up in an Italian
American neighborhood called the North End in Boston and
surrounded by lots of aunts and uncles and grandparents. And we
lived in an apartment building where we lived on the top floor of
the apartment building. My grandparents lived below us and the
family Italian restaurant was on the ground floor of the apartment
building. So life was basically revolved around the restaurant that
my parents opened when they were 19 and 20 years old and lasted
46 years. So the only job | had other than Microsoft was working at
the family restaurant.

Mario Juarez: So, what are your earliest memories?

Chris Capossela: | think the early memories were just coming back from school and
you just go right into the restaurant and do your homework on a
table there, get an afternoon snack literally from the restaurant and
then you go to work. We worked really, really hard as a family. | did
every job in the restaurant. It was a really good lesson in having a
job where the whole family participates and it was the center of
gravity of our home, of our family. We really did live in a very small
apartment and we spent most of the time in the restaurant and that
was kind of a very unusual, | didn't think it was unusual, but it was a
kind of unusual way to grow up.
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Producer: How many of you were there?

Chris Capossela: So, I'm the youngest of the three boys, and so they were all two
years apart. So, their four-year run of the kids and my mom was the
chef, and my dad was sort of the front of the house guy.

Mario Juarez; What was the name of the restaurant?

Chris Capossela:  Yeah, my dad is Dominic Anthony Capella. And so it was Dom's
Restaurant, and it lasted a long, long time for four and a half
decades. It was good. He very charismatic, great communicator,
great storyteller. | think he sort of spent most of his life learning
new things and so he and my mom set great examples for the three
of us. She was very studious, quiet, an academic sort of powerhouse
and very thoughtful, | would say high bar. She was an English
professor as well as being a chef at the restaurant. And so when she
would review your essay for school, if you had to write something,
the hatchet job she would do on the essay before you turned it in
was very, very sobering. Once you passed her test, by the time you
turned it in, it was a given—it was going to be very well received.
She was tough.

Mario Juarez: Wow. Wow. How did they come to start an Italian restaurant in
Boston?

Chris Capossela:  Yeah, | think they took a trip to New York, and they had really, really
good ltalian food and they felt like Boston didn't have anything like
it and that my dad thought they should. And so they just decided,
Hey, why don't we do it? These New York places do it. Let's make
everything ourselves. No canned products. We'll just do it all from
scratch. And it was sort of a pioneer in the city way back when. And
now Boston, the food scene's amazing, but Dom's was pretty early
on the edge of really good food.

Mario Juarez: Was it aiming to be hot fine dining?
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Chris Capossela: It was a funny place. It was fine dining, but people would come in
before the Celtics game, they'd have the Larry Bird jersey on, shorts,
sneakers. They wanted chicken parmesan or spaghetti and
meatballs and a Budweiser and they'd go off to the game and just
wanted that sort of quick hit. And so my dad was great at building
an environment where people felt very comfortable doing that. And
then people would also come in for a fancy business dinner or a
celebratory date or something fancier that they dress up for. So it
was a little unusual. It was good enough for anybody and not too
good for anybody. A lot like Microsoft.

Mario Juarez: That's so fantastic.
Chris Capossela:  Yeah.
Mario Juarez: And when were you first employed at Dom’s?

Chris Capossela: | was three years old, and | was drying silverware. That was the first
thing we all did was dry the silverware that came out of the
dishwasher. And then you started working different things: busboy,
dishwasher, doing prep work in the kitchen, eventually being a
waiter. You took inventory, you did the bookkeeping. | mean my
parents, | never was a "chef” chef, but you could work on the line,
the easy stuff. Both my brothers were chefs in the restaurant, so
they were very smart about rotating us through all the different
jobs. And if you look at my career at Microsoft, | did a lot of
rotation and | think feeling like that was very normal was because of
the way my parents sort of raised us.

Mario Juarez: I've always said everybody should have a stint in their life where
they do food service

Chris Capossela: ~ Without a doubt.

Mario Juarez: Reflect on that.
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Chris Capossela: ~ Well, when you're a waiter, you have to sort of read people. You
have to understand are these people on their first date and they're
nervous? Your job is to put them at ease and make sure they have a
good time. Are they just wanting to be left alone because they have
an intimate dinner and they want you to sort of disappear? And so
you learn to read people, you learn to communicate the menu and
what's good and what's maybe better to avoid. And it's very
humbling. You're there to serve people, you are a servant. And
that's | think just a great lesson for people. They're long nights,
typically it's a lot of hours, it's a lot of physical work. You're on your
feet for eight or nine hours. And so | think those are all good
lessons to learn. There's a team. You can't do it all yourself. And so
you learn teamwork in a restaurant. | think all those skills are really
valuable and humbling. Things that humble you in general and
make you more valuable in your career because you understand
that it's not all about you and that you actually have to be part of a
team

Mario Juarez: And you're creating an experience. And | think that's great
marketing too—that awareness of understanding experience. That
was something | always heard you champion. Just keep that as a
theme as we go here. Back to you though, what's your favorite dish
at the restaurant?

Chris Capossela: Oh gosh, that's really hard to say. The desserts were pretty
spectacular and so that | always gravitated to the fantastic desserts,
but something simple like a really delicious broccoli and pasta. It
was one of the cheapest things we had on the menu and one of the
most delicious, | thought, one of the most delicious things we had.
So I'll go with broccoli and pasta and then a killer, killer dessert.

Mario Juarez: I'm sitting here really getting hungry right now thinking about it.
What kind of kid were you?
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Chris Capossela: | think | was a serious kid. | had two older brothers who were
casting large shadows, so | tended to be a little quieter and more of
an observer | think would be the short answer.

Mario Juarez: What were the family values that were drilled into you that are just
part of who you are?

Chris Capossela:  Yeah, hard work for sure was an expectation from a really young
age. To achieve anything you're going to have to put in the hours. |
think an understanding that on anything that humans do, the
spectrum of how they do it is incredible. So we were competitive
tennis players and when someone would say, oh, you must be really
good, it's kind of like, well, kind compared to who? Compared to
you, I'm fantastic, but compared to great tennis players, I'm not
even on the radar screen. And so that understanding that whether
you were a chef or a tennis player or piano player or mathematician
or whatever, the hard work to specialize was something that they
were really good at sort of teaching us. Of course, family was
everything. All the meals had to be eaten together. You never
missed family dinner. And so that notion of, hey, if you're in this
crew, we've got your back and we're part of a community. | think
those would be the two that would really resonate with me as a kid.

Mario Juarez: As a teenager, how did you like to spend your time?

Chris Capossela:  So it was academics, it was competitive tennis, and it was Dom's
restaurant. Those were the three things and that was it. It was very
all consuming. During the school year, we worked three or four
nights a week. During the summer we worked six nights a week at
the restaurant. We were playing six, seven hours of tennis a day
during the summer competing, trying to get ranked in New
England. It was intense and very focused. There wasn't room for
much socializing as a kid and there were some sacrifices there, but
it was a great lesson.

Mario Juarez: How far did you go with tennis?
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Chris Capossela: | was ranked, both me and my brother were ranked in New England,
but never top five. You had to be top five in one of the sections in
the United States to get invited to nationals. And then if you played
a bunch of national tournaments, you'd get a national ranking. So
never got to top five in New England. But great, great lessons in
playing the sport.

Mario Juarez: You're still playing?

Chris Capossela: | love pro tennis. | don't play myself. Back issues, blah, blah, blah,
make it not really viable. But | follow the pro tour. It's one of the
things that | really like doing.

Mario Juarez: Who do you think the greatest tennis player of all time?

Chris Capossela: Roger Federer for sure. And there's a long debate over why over
why, but I'll take Roger. It's fun to debate with people. Is it Roger,
Rafa, Novak, Serena, and it's tough men and women. | think it's a
very different sport. | think Roger and Serena are tough, tough to
debate. Steffi, Graff, Martina and Aviva, Serena. Those would be the
big three for me.

Mario Juarez: That's awesome. Awesome. And your mother sounds like a really an
important person in the academics in the kind of, | mean, I've
known a number of restaurant families and | didn't know anybody
that sent a kid to Harvard.

Mario Juarez: What was that about?

Chris Capossela: ~ Two kids. My older brother was the first kid to really go to college in
that next wave of kids and he was the one with parents. Were your
parents children of immigrants? Yes. Yeah. So my grandparents
came from Italy when they were in their teens and then my parents
were born in the U.S. in the Boston area. And so that was kind of
the, | guess that makes a second generation. The interesting is my
dad really wanted us to Americanize, and so | think he would do it
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differently today in the sense that he would've taught us Italian and
how to speak Italian at home, but he wanted us to get rid of the
accent. He didn't want us to have a Boston accent. He wanted us to
be very mainstream. And so getting to a great school was a big deal
and they sacrificed a lot to put us through good high school
education and hopefully get us to college. But he was moving us
away from those signals or signs of not being a mainstream
American. And he would probably do that a little differently,
although obviously we've been really, really lucky in the lives we
had. But | think he would've imbued more of Italian language in our
brains for sure. He didn't make many mistakes, to be honest.

Mario Juarez: How did you end up at Harvard?

Chris Capossela: It was right next door. It was literally two train stops away from
where we lived. Let's see, how did | do it? A, it's a lot harder to get
in today than it was when | was a kid. B, we grew up in a working
class, lower class Italian American neighborhood where we worked
at the restaurant and we played competitive tennis and we did very
well academically in school. So you've got the academics, you've
got the athletics, and then you've got this thing called Dom's
Restaurant, which really | think made my brother and | very much
stand out in the application process and the notion of having a
diverse student body is something that those schools have been
doing forever. And | think those things really kind of resonated as
kids who had very little growing up and had worked their butts off
to do very well academically, athletically, and then the community
of the North End and the restaurant, | think. | believe the restaurant
is what was the tipping point. It was just so unique.

Mario Juarez: Yeah. And tell me about the arrival of this strange thing in the
restaurant called the PC?

Chris Capossela: My dad read an article in the Boston Globe about this company
called Lotus that was a mile across the river from where we lived
and they made this thing called Lotus 1-2-3, which was the
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spreadsheet. And he read this article and it sort of, for whatever
reason, he thought, Hey, this PC thing might be interesting. He
went out, he bought an IBM PC and he went to his youngest son
who was me, | was 12 at the time. And he said, you're going to learn
how to use this and you're going to learn how we're going to use it
in the restaurant. And he put me in a dBase programming class at a
local computer associates store. And so I'd never turned on a PC
before and | walked into the class and whatever, five or six weeks
later, | could write simple things.

And it was a database program kind of like Access, before SQL
Server, way before just a PC version. And he made it my job to
figure out how to apply it to the restaurant. So that reading that
article, it changed my life because who knows why he picked me
instead of the older brother or my oldest brother, but it was my job.
And so | wrote a database reservation program. So when people
called up to make a reservation, we typed it in the computer as
opposed to writing in the book. And then | ended up doing that for
a couple of the restaurants in the neighborhood. They heard about
it and they hired me to do it for them. And then | wrote an
inventory software program using this database product and | just
kept finding ways to apply it and | kind of fell in love with it.

We used spreadsheets to keep track of the sales, and so by the time
my high school offered an AP computer science class. | took AP
Computer Science as a senior in high school and it was five kids in
the class, nobody took the class. And it was just like, wow, there's
this other language out here. Oh, let me learn this language. And
that just ballooned into, | really love these things, which led to
computer science and economics in college. And then all these
college kids were running around talking about their summer
internships at this crazy company in Seattle, Washington. | never
got a chance to do one of those. | was working at Dom'’s, but they
were just raving about this guy named Bill and about the beautiful
mountains of Seattle and this campus out in Redmond, Washington.
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And so when it was time to apply for jobs, obviously Microsoft was
one of the places | wanted to look at, not having any idea whether |
want it or not, but they said such good things. So it was a Boston
Globe article, my dad picking me to use the PC and then all these
kids running around campus saying how Seattle was the greatest
place they ever spent a summer in. And that led to this.

Mario Juarez: How did you apply to Microsoft? Tell me the story of your first
encounters and as many distinctive moments as you can about
coming into the company.

Chris Capossela: So on campus, there was college career services to help you find a
job. You go there and they tell you about all the companies that are
coming to campus to interview and you say, great. I'd like to
interview with Microsoft. A great guy named John Sage came to
Harvard campus to interview a bunch of young people like me, and
| was one of them. And we spent the 45 minutes talking about
Dom's Restaurant, all the things we did at Dom's Restaurant with
technology. He didn't ask me a single question about my computer
science experience in college. He just loved the business aspect of
Dom's. And he's like, you got to come out and interview. And so we
just had a wonderful 45-minute conversation that was back to my
roots in the North End of Boston, and that led to my first plane trip
across the Mississippi to come interview at Microsoft. | wore a suit.
They told me | was dressed the wrong way. I'm like, oh, | didn't
know, sorry. This had to be ‘90, ‘91 somewhere. | hadn't even
graduated yet.

Mario Juarez: And so 1990, do you remember where? Tell me about that.

Chris Capossela: ~ The funny thing is when | came to interview, | stayed at the Red Lion
in Redmond, Washington, and | was a kid who grew up in Boston, a
very urban, very densely populated, great restaurants, great coffee,
and | rented a car and | drove to Redmond. And the SeaTac to
Redmond drive is not like, ‘I got to live here!” You know what |
mean? And then you stay at the Red Lion, you're out kind of in the
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suburbs and you're just kind of like, gosh, | can't see myself living
here. And | went through this interview day and | liked the people,
but the environment | didn't like. For my lunch interview, this
wonderful guy on the seminar team took me to lunch and he said,
we're going to Seattle. And he put me in his car and we drove
across the 520 bridge and it was a beautiful day.

And as soon as we hit the 5 20 bridge and | saw Lake Washington
and we got to Seattle, | was like, ‘Oh! Now this, | get this." And it
was shocking how something that random made me feel like, oh, |
could actually live here. And thank goodness he took me to Seattle
for lunch because | was not excited about what | had seen at that
hotel or just the vibe. It wasn't me. Remember, this is ‘91, '90, so it
was very different than it is today, but | just thank my stars, my dad
read that article. There's just a few incredibly important moments.
And that silly lunch interview was one of them.

Mario Juarez: That is so awesome.

Chris Capossela: The on-campus interview with John, and then that silly lunch
interview.

Mario Juarez: So you get the job and you're on this thing called the Seminar
team. Tell me about your first job: What role were you in? What was
it like?

Chris Capossela: ~ The cool thing was on the main campus. he really cool thing was |

got to drive a U-Haul around the United States of America for a
year and give seminars in sort of tier three cities in the U.S. to 350
people in a hotel ballroom, which | set up. You did a three-and-a-
half hour seminars in the morning and a three-and-a-half-hour
seminar in the afternoon to 700 people across the two of them. And
then you packed up the big screen and the big projector and you
put it in the back of your U-Haul and you drove to the next city and
you did it all over again the next day. And | did that. That was my
first job at Microsoft. And the seminars were on Windows, they
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were on Excel and Word and PowerPoint in this thing called
Microsoft Office, which nobody really knew of at the time. And it
was just a crazy, fun road warrior type job.

Mario Juarez: Were you by yourself?

Chris Capossela:  Yep. You're on your own. You're on your own. Totally solo. You
brought a U-Haul. Yeah, 17-foot. | talked to 60,000 customers in
that one year. | didn't count, but it was hundreds of stops because
you're out every single week and you're hitting anything that just
completely blew up.

One person on the team got the U-Haul stuck in the hotel awning,
just drove it straight in and they had to get it unstuck. | was luckier
than that. | didn't have any big, big disasters. The computer never
died in the middle of a seminar, which we all expected that to
happen. | never had to go rent a computer and load software on
floppy discs or anything like that. | was pretty lucky.

Mario Juarez: That was an interesting first gig. It didn't last long. It was a year? |
can imagine somebody doing that and having it sort of just dead
end. How did you build the career at Microsoft that was so
progressive?

Chris Capossela: ~ Well, the cool thing about that job was you really learned Windows,
Word, Excel, PowerPoint. You really learned the products and you
had a lot of face-to-face interaction with customers. You were the
only Microsoft person they had ever seen, so they would bring you
all their problems before the seminar started. They'd be like, 'Hey,
my computer's doing this. Can you figure it out?” And so other
people at the company kind of realized that, hey, these people on
this team, there are only eight of them. They know this stuff really
well, and it's a great foray to becoming a product manager or a
product marketer. And so we were actually relatively well sought
after by the product teams. And so after | did it for a year, there
were opportunities to go join these teams that really wanted people
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who knew the products really well and had a lot of customer
experience, even though they were still 22. They were really, really
young and early in their career. So | was very lucky that that was
part of that, and it began that process of trying on lots and lots of
different hats at the company, which lasted for 30-plus years.

Mario Juarez: So what were those early back to campus jobs?

Chris Capossela: Oh, yeah. So | was a database product manager at a time when we
were launching a product called Microsoft Access and a product
called Microsoft FoxPro, which we had bought from another
company called Fox Software. Microsoft had no desktop database
in the market, and we decided to have two. And so | got to join the
team that had to figure out how to market two databases that ran
on the PC, and that was sort of my first maybe mainstream job at
Microsoft. The seminar team was a little bit of a random thing, or
not that many people did it, but my first main job was product
marketing for—I was a product manager or an assistant product
manager. | think at the time that was to the product.

Mario Juarez: How was it?

Chris Capossela: It was great. | loved it. | loved being closer to the engineers because
on the Seminar Team, you had no idea who built this stuff. And so
being in marketing, you were sitting right with the team who was
building the software. And | loved having that sense of all these
disciplines working together, writers writing the manuals and the
user assistants and program managers writing the specs, and
engineers writing the code, and marketers figuring out how to price
it and name it and it bring it to market. | loved that multidisciplinary
aspect of the teams, and that led me to becoming a program
manager and wearing a little more of the computer science hat that
I'd had in college. And | did that for a bunch of years, and | started
kind of working around all of those different sort of jobs, if you will.
It was great.
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And | thought I'd never leave that sort of world of here's how we
build a product. And | got a random email from an executive who
had been running the database team for a while, and he had
forwarded a mail from Bill Gates. Bill had announced that his speech
helper was moving on, and Bill wanted to hire a new speech helper,
but not so much a PR person, more of a product person. And he
described what he was looking for, and this database team leader
forwarded it to me and said, this sounds like you should apply for
this job. And | did and went through a crazy process and got a job
as Bill Gates's speech assistant in 1997. And that was a phenomenal
two-and-a-half years of blowing my mind of seeing a much, much
bigger company than just, here's how we build access, here's how
we build Word, here's how we build an individual product. The build
job opened up the blinders to see, oh my gosh, we have these
subsidiaries all over the world and they care about very different
things than the people building product. And that was a
transformative job for sure.

Mario Juarez: How did that challenge you?

Chris Capossela: Well, the actual job was helping Bill with his speeches so he
wouldn't have to spend much time prepping for them, and he could
give them with very, very low prep time. And I'd never done that
before. You know what | mean? The seminar team taught me how
to give a three-and-a-half hour seminar, and that was very helpful,
but I'd never understood how a CEO gives a speech. And so the
actual nuts and bolts of the job was very, very challenging because
we'd have so many speeches going at the same time. He gave
about 350 speeches a year, and there's a lot of balls to keep in the
air for things that are happening a month from now versus, oh,
there's something happening tomorrow. So | think my project
management skills were really challenged, but then you're in the
company of somebody who's running the entire company and you
have to figure out how do you add value? How do you disappear
into the background? I'd never seen a staff job up close, and it's a
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very different thing. And so that was a real growth opportunity for
me, but just interacting with all these different parts of the company
because everyone wanted Bill to give a speech on their business or
for their team.

It was just mind blowing.

Mario Juarez: | can't imagine how mind blowing that must have been, how much
that must have just presented you with challenges and situations
you could have never imagined.

Chris Capossela: ~ Yeah, | mean it was incredibly stimulating, but I'd come home and
I'd be just, it was the first job where | was really exhausted since
Dom’s. it was the first job at Microsoft where | was just like, 'My
God, my brain is just exploding and | can't take it all in.” And so |
was very rich that way. | was very lucky to have that job and be a fly
on the wall for a meeting between Steve Jobs and Bill Gates. We
were giving a speech after they had a 45-minute meeting, and so |
got to be in a little corner and see that happen and that was really,
really rich. | was 26 and very young to be exposed to that sort of
leadership. It was awesome.

Mario Juarez: Well, what did you gain from being close and working in
partnership with Bill Gates?

Chris Capossela: ~ Well, | mean a curiosity rules the day. He's the most curious person |
think you'll ever meet. He was constantly learning. And so watching
him, often he's the smartest person in the room, but he was always
learning and he was always asking more questions than he was
talking. So seeing him up close and how someone who's at the top
of the world, he was just learning new things all the time, constantly
reading, constantly asking questions, building sort of a mental
model of the way this industry works or that industry works. That
curiosity that we talk about. Satya talks today about that as a
growth mindset. Boy, Bill was just the most curious person I'd ever
seen. That was one thing | learned. Another thing | learned is very,
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very down to earth in treating people as we walked through hotels
or went to green rooms, he had no airs about him.

He had no special rider, he didn't need purple M&Ms. There's none
of that stuff. You know what | mean? He just wanted a cheeseburger
for lunch and he just wanted to do work and build software. And so
despite having all of these resources, | was shocked at just how
down to earth he was. And | think that was very powerful to see.
And then of course, philanthropy. | got to see up close and
personal—somebody who came from an environment that | didn't
grow up in and who understood the responsibility of giving back
and of trying to use the resources that they had to make the world
a much better place, not just his own personal life. And | had never
seen that growing up in our neighborhood. Philanthropy wasn't a
thing. You helped your neighbor, but it was because they were part
of your tribe or they were part of the Italian part of Boston, so you
helped them.

But the notion of giving money or volunteering to people, you had
no idea who they were, trying to solve big societal problems. | got
to literally see him reading about those things, thinking about those
things. And that was a huge eye-opener for someone who never
didn't know what philanthropy was, had never written a check to
anybody. You know what | mean? It was a huge shift. So those are
some of the things. And then time management. my God, the most
valuable resource for him is time. And so he was just so methodical
and professional and sophisticated about how he planned his time
for his whole year and his time management processes | got to be
part of. And then | applied them to myself even though | didn't
need them to his extent. And that really helped me with work-life
balance through the more executive part of my life.

So myself and his executive assistant who managed his calendar
would sit down in May and we would build a big spreadsheet where
we went through every hour or half-hour of how we had spent the
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prior year. And we categorized all of that time into six or seven
different buckets. And then we'd sit down with Bill and Steve
Ballmer, who was sort of the right-hand person to Bill at the time.
And we'd go through, here's how you spent 365 days this many
hours and you spent it in these ways. And he would say, oh, | want
two more weeks of time with the field next year, or | want two more
weeks of doing product reviews. Here's what | want to dial up and
dial down. And Steve and Bill would sort of debate how he was
spending his time.

And then once that meeting was over, it was a two-hour meeting,
we had the sort of marching orders for his schedule for the next
year, and then we'd start building. This week he's going to go to
Asia, and this week he's going to go to Europe, and okay, we'll do
this speech here and that speech there, and we put the bones
together of his whole year. So he could tell you come the end of
June, what his next 12 months really looked like and his assistant
and | would sort of put that into action, if that makes sense. And it
was like, wow, every half hour is accounted for. It's like, yep, it is.
And thoughtfully it was cool.

Mario Juarez: Did you adopt that practice?

Chris Capossela: | totally adopted it. Not nearly as complicated, but absolutely. What
are the buckets of time you spend? How much of your time do you
want to spend in each one of those buckets? And every quarter |
would sort of say, oh, too much on this, not enough on that. Let's
change it. And that would determine how | managed my Outlook
calendar.

Mario Juarez: Now you were working with Bill as the speech assistant. But there
was time, probably not too long after you began, that you actually
were a participant on stage. | think anybody that Googles your
name and Bill's is going to find a certain video.
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Chris Capossela: If you search Windows Crash, that's all you need to search in the
world, and you'll find me and Bill on stage. There was a time where
he kind of wanted to have more consistency in his demo people.
And so he turned to me and sort of said, why don't you just do the
bulk of the demos and if it's really specialized, fine, but otherwise
let's just, I'll do the speech, you be the demo person, and we'll get
used to that. And so | did.

And so for a big chunk of that two-and-a-half years, | was sort of
the expected person to come out to demo whatever product. And
about a month before Windows 98 launched, | came out to do a
15-minute demo with Bill at Spring Conex in Chicago in front of
8,000 people, which wasn't even a big audience for us at the time,
but 8,000 is still not nothing.

And | was in like minute six of my wonderful Windows 98 demo
when | plugged in a scanner after extolling the virtues of USB and
what it would bring simplicity and blah, blah, blah. And | plugged it
in and it blue screened and the crowd just went crazy. They
absolutely loved were plotting and cheering because it even
happens to Bill. And they kind of loved that they were there for it
happening to Bill. And Bill was cool as a cucumber, and he said, |
guess this is why we're not shipping Windows 98 yet. And | said,
yeah, we still have a little work to do. And he was so graceful and
gracious, and we just went on with the next demo and the audience
loved it and et cetera, et cetera. But unbeknownst to me, the head
of PR had to decide. She was starting to get all the calls, Hey, what
happened?

And she had to decide whether or not to release the video, and she
thought it was a great moment. She thought it was a very
humanizing moment for Bill. And so she released it. And so later
that night, it was just everywhere. It was on the nightly news, and
David Letterman was making fun of us on Late Night Talk show.
Howard Stern was making fun of me. It turned into quite a moment,
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shall we say. But Bill was totally supportive and incredibly gracious
about it, and we figured out what the bug was. They fixed the bug
before they shipped, and we did lots of that same demo again and
again. Nobody paid any attention when it worked. It only got the
press when it failed. So | think that's the moment you must be
talking about.

Mario Juarez: That is the moment that | was talking about. And it's interesting to
hear all the good things that came out of it, like what you learned.

Chris Capossela: ~ Yeah, | mean obviously failing and not being fired for it was sort of
the first major lesson. And the fact that it wasn't about that went
wrong. The question was, ‘Hey, let's make sure we can duplicate
that problem and let's fix it and let's move on.” We have another
speech we're going to in two hours. I'm on stage again, so let's just
get on with it. And Satya has been a huge supporter of people
making mistakes and learning from them and fixing it and doing
work differently as opposed to let's penalize that person in the
moment. Bill showed that to me years and years ago, and then
Satya showed it to me for 10 years as | worked for him directly.

Mario Juarez: And you applied that very liberally through your career

Chris Capossela: For sure. You have to hold people accountable of course, but there's
some things that you have to give room for people to make
mistakes and learn from them. And | think that's the key. If you're
not learning from it, then okay, it's a different conversation, but you
got to let people try things knowing that they're going to screw up.

Mario Juarez: Just to go down that alley for just a second. What do you regard as
a good mistake and what are the attributes? What differentiates a
mistake that you say good from one that you say, | have to hold
you accountable because you did X?

Chris Capossela: | think you have to look at the impact of the mistake. So for
example, if we launch a product and the website doesn't work on
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that day, that's a huge problem because you just have to have the
infrastructure in place and the expertise place that when people go
to learn about that product and they type in microsoft.com/product
or just whatever, it's got to work. And there have to be so many
points of failure for the website to not work on launch day, that you
have to hold people accountable for something like that. A crash on
stage that's happened to lots and lots of people in their daily life
because the software is not just not great yet. It's not rock solid
software. That's something you're likely going to say, look, it's okay.
The outcome of that was not a disaster. There wasn't an impact to
the stock price. There wasn't lost revenue. And so | do think you
have to look at what the outcome of the mistake was and take that
into account. You also have to look at how many mistakes
happened. Really bad things are typically a whole series of mistakes,
not a single mistake. | think that part is really important. Is it
systemic or is it literally just you made the wrong call and typically
you made the wrong call. You got to just give people room for
those mistakes.

Mario Juarez: Beautiful. Thank you. That's great. You are in this high-profile role
with Bill.

Chris Capossela: He was very high profile. | was very low profile. That was the magic.

Mario Juarez: Right? But it was still pretty damn cool job. And it turns out that

kind of set the stage for your real accomplishments at the company.
Tell me what happened next. Did you do a tour of duty in that and
then what?

Chris Capossela: ~ Yeah. So one of the cool things about that job was that | got to
know so many people at Microsoft because they all wanted time
with Bill to have him give a speech on their behalf. So my network
really exploded because of that job. And when it was two-and-a-
half years in, | got another random email from somebody who
worked in our AMEA headquarters in Paris. He was the chief of staff
to the president of Europe, Middle East, and Africa. The sales
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organization, that region that was responsible for 38 subsidiaries.
And his chief of staff time was coming up. | had gotten to know him
because | worked with him to plan Bill's trips to his region. And he
said, | have to come up with five or six names for my boss to find
my replacement. You're one of the names that | think should be on
the list. Are you interested? And it would mean living in Paris, it
would mean moving very far away from the center of the company
and you'd be in the sales organization.

And Bill was the one who, when | talked to him about the job, said
two staff jobs in a row, don't love that. But living outside of
Redmond and getting to see the life of the field would make you
really, really more valuable. And | think you'd learn a lot. You
wouldn't add value right away, but you would eventually, and then
you'd be better off when you came back. And so he really
encouraged me if that person would hire me. He said, if they'll have
you, you should really go do that job. And | did. And | moved to
Paris with my wife and was the business operations person for the
president of Europe, Middle East and Africa, and a kid who hadn't
really traveled before flying to Seattle and driving to U-Haul, got to
see 38 countries from Israel to Turkey to South Africa to the UK,
Frances, Germany, Italy, Spain, Greece, blah, blah, blah, blah, blah.
My world exploded again. And this time without Bill, it exploded
sort of geographically.

Mario Juarez: What did you gain out of that?

Chris Capossela: ~ Well, of course the field. The truth is in the field, you hear this
phrase a lot at, or at least | heard it a lot. Getting closer to the
customer, getting closer to where salespeople actually have to talk
to customers about our products and seeing how they use the
products, seeing what the problems are that they have,
understanding what the salesforce is faced with every day was very
helpful for someone like me who was very product-centric. And so
just that notion, | use this phrase that | read from an author named
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Brian Stevenson, that proximity powers empathy. Getting more
proximate to your customers makes you better at serving those
customers. Getting more proximate to a community that you're not
part of but you want to learn about makes you more empathetic to
what that community is experiencing. It helps us build better
products. It makes us more effective in so many ways. So, | think
getting out of Redmond, seeing the world, getting closer to
customers is a great, great lesson for people like me who are
product-centric, Redmond-centric.

Mario Juarez: And again, a tour of duty, right?

Chris Capossela: ~ Yep. Two years. And just like the restaurant, trying on different hats
and doing those for a while until you got fluent in them, not
mastered them, but you got good enough that you were more than
competent and then gone to the next thing.

Producer: And what was the next thing?

Chris Capossela: ~ The next thing was going back to Seattle or Redmond, and | got to
run the Microsoft Project team, which was an 80-person team, and |
hadn't managed a soul up until this point. So going from no
management to now you're running a 80-person team that
generates today, project generates probably close to a billion
dollars in revenue a year. At the time, it was like $300 million, which
was a big, big number. It would've been like the top 20 software
companies in the world if it was its own entity. That was an
awesome hidden gem of a job. People left you totally alone. The
CEO did not spend time on Microsoft Project, but you got to spend
all your time on it. And there are millions of people that have
project manager on their business card and they use Microsoft
Project. It's the tool of the trade.

Mario Juarez: It's the biggest product that nobody knows what it is.
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Chris Capossela: It's exactly right. It's incredible. So you could have a conference and
people used it, you would come and they couldn't wait to
understand what you were going to do next with the product. And |
was running a team of testers and engineers and program
managers, and it was my first scale management experience, and |
absolutely loved it. I'd have four years of seeing Bill up close and
personal, how he led, and two years with the president of AMEA.
Jean-Phillippe Courtois was in that role for the last year and seeing
how he led at scale, and now | got to apply those learnings to
leading an 80- or 90-person team. It was one of my favorite,
favorite jobs in the 30, 30 plus years. It was just awesome.

Mario Juarez: And you had to learn everything.

Chris Capossela: | knew nothing about Microsoft Project, that's for darn sure. And
interviewing for that job, | was very blunt. I'm like, you probably
have people who know the ins and outs of this product that would
love this job, and that's not me. So don't hire me if that's what you
need. Hire me if you need someone who understands the company,
understands how the salesforce works, has done marketing at-scale,
and has been a program manager, but I'm not going to be the
expert on the algorithms for critical path scheduling. That ain't me.
And luckily that pitch worked.

Mario Juarez: How long were you there?

Chris Capossela: ~ That was about two years, three years. It was fabulous. | absolutely
loved it. The business really thrived. We had some great
competition, and we shipped great products, and it was the
beginning of the cloud, so we were starting to envision what that
could look like. It was a complete blast. | loved it.

Mario Juarez: Awesome. Why did you leave?

Chris Capossela: | left because Jeff Raikes, who was the head of the division, told me
one day that it was time for our annual one-on-one. As | passed
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him in the hallway and | said, "Great, I'll get on your calendar." He's
like, "No, no, no. Now we're going to have it now." And I'm like,
"Great!" And so went into his office and he told me that on Monday
| would start as the corporate vice president of Office marketing.
And | was just done with Microsoft Project. | was like, what? So in
my career, sometimes | searched for jobs and sometimes someone
just sort of said, now's the time. And in that particular case, Jeff said,
now is the time. I'm like, wait a second. No, no. He's like, on
Monday, it was Thursday. I'm like, "I have a wife and a daughter. |
think | kind of need to—"

He's like, "Oh, absolutely. Go home. Think about it this weekend, on
Monday morning at 9 a.m. | will be announcing that you're in this
job to the team. We're doing an all hands meeting to the marketing
team, and you'll be standing next to me Monday at 9. But you talk
to your family." Absolutely. That was his sales pitch. And | asked
him, "Hey, well maybe do you have a job description and what's the
sheet look like? What is the job?" And he's like, "Hmm, why don't
you write something up and send it to me this weekend and we'll
work on it together?" So | spent all of Saturday running around
trying to figure out what do corporate vice presidents of marketing
do? And | hadn't done marketing in quite some time, and | spent
hours writing this job description with a commitment sheet, or |
guess we would call them priorities now. And | send it to Jeff
Saturday night and he just sits on it. And in Sunday afternoon he
emails me back and he's like, this is a pretty good start. We'll work
on it together. I'll see you tomorrow morning. It was bizarre. It was
a bizarre leadership trick. He played on me.

Mario Juarez: Yeah, of course. Bizarre is one.

Chris Capossela:  Yeah, totally. And Monday morning at 8 a.m. one of the people on
the team had figured out what was happening. It had been quiet
until then. He walked into my office, beautiful guy, Italian guy, and
he gave me a book called Marketing for Dummies, and he said,
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you're going to need this. Good luck. He had figured it out. It was

pretty funny.
Mario Juarez: Well, it turns out the marketing thing was pretty good for you.
Chris Capossela: | had built a lot of skills without really knowing it, without really

realizing what were the essential skills, communication skills at the
restaurant. They started way back then by far and large. Wait, I'm
good at communicating. Right? It was far and away probably the
most important thing that differentiated me—I think—was good
verbal speech messaging, value prop, building stories,
understanding how to talk about our products in ways that were
helpful. Writing speeches for the CEO, talking about the whole
company. It wasn't about a product. A lot of those jobs were
building skills like that. Empathy, interpersonal skills, leadership
skills. I wasn't on a professional development track where someone
was saying, now this is going to teach you this, but if | look back at
all those jobs, every single one of them being an engineering makes
you a better marketer. Understanding how products are built makes
you better at marketing. Being in the salesforce makes you better at
marketing. So | was very lucky that all those things happened and
that Jeff valued them and looked at that sort of corpus of jobs and
didn't see random stuff, which a lot of people would see, but he
saw, oh, this skill, this job got him this experience, this job got him
that experience. | never pitched it. | never said, | have all these
things. | was very lucky that someone was willing to bet on me and
saw things | didn't see.

Mario Juarez: Yeah, they saw things in you.

Chris Capossela: ~ Yeah. | mean, great managers know how to look at someone's
experience and sort of say, oh, | see it, and | didn't see it. My wife
didn't see it. She literally said to me, when are they going to figure
out you're, what'd she say? You're just a waiter in a polyester tuxedo
working at an Italian restaurant. When are they going to figure that
out? I'm like, | don't know, but let's hope it takes a while. They never
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did. Yeah, | guess not. | guess not. | evolved out of the polyester
tuxedo that she met me in.

Mario Juarez: That is fantastic. Give me a little tour of your marketing career of
what you did in marketing through the end of your Microsoft time.

Chris Capossela: Gosh. Well, the Office job was probably the biggest test being the
head of marketing for Office, which included all of Exchange and
SharePoint and things we think about today as Teams. It wasn't just
Word, Excel and PowerPoint. It had grown into just a behemoth.
Today, modern work is a huge percentage of the company's
revenue. This was marketing for those products before they were
quite this big, but still gargantuan and moving to server based and
then moving to the cloud. So | got to do that job through two big
technological revolutions. One being client server and the other
being the cloud and learning, doing business model work was
really, really, really important. Like figuring out the pricing and
licensing of our products, moving away from the tradition to what
the new is, is something that was one of the most important things
| think | got to work on with a lot of great smart people and
marketing and finance work really, really closely on that. Probably
the most highly leveraged work I've ever done is figuring out how
to move away from PC-based monetization to PC and server-based,
to cloud-based, and very quiet. It's not something that you market
in a big way, it's just foundational, but probably the most highly
leveraged work I've ever done. More so than any piece of
advertising or anything like that.

Mario Juarez: Well, it's one of those things that | look at and say that is so non-
obvious as the thing that actually makes the money, and then going
from one of those paradigms to the other is truly alike. Building
new wings on the plane while it's flying.

Chris Capossela:  Yeah, totally.
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Mario Juarez: Because the opportunity to lose revenue, the opportunity to break
the momentum. How do you do that?

Chris Capossela: Well, in my case, Steve Balmer was the CEO for a bunch of this
period of time, and he really cared a tremendous amount about
pricing really. | think he was very clear and he really understood the
power of that. So we got to spend a lot of time with Steve on the
pricing of Office, and he really understood that we had to evolve it.
So we got to be relatively brave because if you have something that
works, it's very hard to kill it. It's very hard to say, we have to
reinvent this, or someone else is going to do it to us. Steve got that,
and so he was the one pushing me and a bunch of other people
like, you have to reinvent the way we do this stuff. And in all
honesty, hours and hours with Steve, with a very small room of
people figuring out, okay, how are we going to reinvent this?

Working with great finance people. Marketing and finance works
really closely together on a lot of this business model work, but it's
a small number of humans, and that was a great lesson for me to
learn too. You don't want hundreds of people voting on this stuff.
So | think | had a lot of help from the CEO, who understood much
better than | did, that we had to be bold, and that was obviously
very helpful to have him pushing us as opposed to me having to
say to the boss or my boss's boss, ‘Hey, we have to get rid of all this
stuff." He was the one telling us, this is dead right?

Mario Juarez: | remember Bill used to say that we have no product that's going to
be here in 18 months, but that was in the paradigm of we're still
going to be selling on PC. When the internet came, especially when
the move to the cloud came, | was working at Windows Server at
the time. You get this license-based model. How do you monetize?

Chris Capossela: Right. One of the cool marketing skills that | got to see up close and
personal was when | was working for Bill as a speech person, the
skill of PR communications and working with the press, that's just
something Microsoft does far better than most companies, and we
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just take it for granted. When you have the leaders that we've had
over the years, you just expect it to be superb, and it's a skill. It's a
craft. And so | learned that on the speech job, but then when | was
in office marketing, | really saw it up close and personal. And so in
addition to the business planning, the monetization stuff, | think
communications is something that | had to kind of learn on the job,
and thankfully | had great, great people to work with, and that has
always been a big positive lever for Microsoft versus other
companies. So that's another piece of marketing, if you will, that |
learned in the Office job.

Mario Juarez: Do you think Microsoft's a good storytelling company?

Chris Capossela: Microsoft does a great job telling great stories. There's always room
for improvement. We have so many products, so many industries
that we work in. It's hard to do it great every single day, but we can
point to so many examples where we've told very compelling
stories and we can point to times where we really have struggled
before we found our footing. And anytime there's a big tech shift,
the storytelling is very rough at the beginning and it gets smoother
and better the more we learn. And | think that's true for Al. | think
that's true for client server. | think that's true for cloud. It takes us a
little while because we don't know what we don't know, but the
good news is we stick with it. We're constantly evolving and getting
better, and | love that notion that progress is the goal, not
perfection.

It's about progress, not perfection. And | think we take ourselves
too seriously. | think we're too much of a perfectionist. | think we
have to get better at just saying, no, no, no. This is not going to be
perfect and we'll just keep at it and we'll keep getting better every
day. And storytelling is the exact same thing. Everyone wants it to
be perfect on launch day, and | do too. But mostly it's not because
you don't really know yet and you have to kind of work on it and it
gets better over time. I'll give you a great example if you want.
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Chris Capossela: | fell in love with the Xbox adaptive controller when | first got to see
it. This is that cool controller that plugs into your Xbox that lets you
plug in buttons and joysticks and switches and makes it a lot easier
for people who don't have great manual dexterity in their hands to
play. And when we first saw it, the advertising team who worked for
me went crazy for it. Like, oh my gosh, we have to talk about this.
And so we decided to do a holiday ad that would celebrate this
work around the holidays, the Christmas holidays, and the ad was
good. It was a B, and we ran it. We put media behind it, and we all
felt like, this is good. The advertising team came back to me about
a month later and said, we got these things wrong with that ad.

We've got a totally different idea and we want it on the Super Bowl.
And we were like six weeks away from the Super Bowl, and you
don't do Super Bowl ads in six weeks. You have to buy the media
way in advance. But they pitched me on the idea. | totally loved it,
and we were able to do all the things that we were able to do, and
we were able to get great spots in the fourth quarter, first pod, a
position in the pod, et cetera, et cetera. And the second story was
just amazing. And so if you go on YouTube and search for that ad,
you see the second one, you don't see the first one. Everyone
forgets the mediocre one, and they just remember the amazing one
that won all the awards. So for me, that's a great example of the
storytelling was fine, but then the storytelling got incredible.

Mario Juarez: It's funny, | used those two videos in a lot of my workshops as an
example of how to shape the shore story, and it was really about
the boy as opposed to the piece of plastic.

Chris Capossela: Exactly.

Mario Juarez: It takes a lot of confidence to tell that kind of story—saying that we
are not the story. We are the enabler. We are the catalyst.

Chris Capossela:  The first story had a script, the second story just turned the camera
on and asked these kids to talk about what this controller meant to
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them and what the boy meant to them, and how the boy was able
then to be fully part of the tribe. And that was powerful.

Mario Juarez: That was powerful. Give you chills. Give you chills. So you made it to
the top. You were the chief marketing officer?

Chris Capossela:  Yes.
Mario Juarez: Damn, congratulations.

Chris Capossela: ~ Thank you. | never planned on being the chief marketing officer. |
didn't join the company and say, 20 years from now, | want that job.
It happened very, very for me, very organically. It wasn't an
ambition that | had, it just sort of developed over time. And these
jobs, I wasn't the list of jobs that leads to the chief marketing officer
job, and | don't think Microsoft even works that way anyway, but a
lot of people feel like you have to figure out all your 10 moves to
get the job. And | wasn't wired that way, and | kind of like that. | still
could get it, but I wasn't aiming for it. It was a really funny thing.
And when Satya became the CEO, he felt like the marketing setup
wasn't right. And he talked to a bunch of people and my name
came up enough times that he, like Jeff just sort of said, 'Hey, | want
you to do this job now. | want you to stop the job you're doing.’

It was a sales job and | want you to come and run marketing. So
again, it wasn't a thing that | did a big, long interview loop for, and
I'd gotten turned down for tons of jobs over my career at Microsoft,
but it was one of those right time, right place, | think, right culture.
The culture he wanted to build was more aligned to the way | go to
work. We went to work every day, and | was very lucky for that to
happen. | don't think it would've happened if it wasn't the right
person at the right time.

Mario Juarez: What are you proud of about your tenure as chief marketing
officer? What do you regard as the best things that you did?
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Chris Capossela: ~ Well, some of the work for sure. We just talked about one of the
great pieces of storytelling we did that was during that tenure.
We've talked a little bit about the communications excellence that
Frank and the team have built, and that was during my tenure and
having the story of Microsoft be very different than the story of
Google and Amazon and sort of big tech. That was something that |
think the team did super well. There's a lot of work | could sort of
point to that. I'm happy we did well, and there's a whole bunch of
mistakes that we made. But | think for me, showing up as a full-
fledged member of the team of Satya's senior leadership team,
making marketing matter, but also working for the success of my
peers is something | feel like | did well.

What does Amy Hood need from the marketing team for her to be
successful? What does Phil Spencer need from the marketing team
for him to be successful? | love that notion that my job is to make
my boss successful. It's to make my peers successful, and it's to
develop the people below me, the people in my team to be the
future leaders of the company. That's a mentality | had early, early
on when | took that job. And | feel like for the most part, | got to
use that as a North Star to drive the way | behaved and the things |
worked on. And | think that's very different than how do | get a
bigger budget or how do | look better than a peer? How do | shine
brighter in Satya's than the person to my left or right? And | credit
him tremendously with building an environment where that was not
the way people behaved. This is actually a team and your job is to
make those people successful and you will be successful as a result
of that. So | think | was, that's it. | think embodying the way he
wanted people to behave was one of the things | am proud of.

Mario Juarez: | want to pick up on what you were just talking about there, and
one of the things that | think is so remarkable about you and your
career is the company that you joined in 1991 was vastly different
from the company that you recently left, so much that they might
as well be two entirely different cultures. And you somehow
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managed to thrive in both of those. | don't know anyone else really
that was so grounded in each of those and was so successful. How
do you count for that?

Chris Capossela: ~ Well, | do think the culture of '91 is wildly different than the culture
of 2024, with the exception of curiosity. | do feel like Bill and Steve
and the people at the top of the company in '91, they were great
learners. | don't know that we treated each other well. | think there
were lots of behaviors that were tolerated because the outcome
was all that mattered. And winning in the marketplace was more
important than people feeling good about everyone's friends. And
you can take that too far of course, but | do think curiosity is a
theme that | saw throughout my whole career at Microsoft, the
behavior and how you treat colleagues and the value of empathy
was very, very low in the early days. And | think the value of
empathy today was really high. So | was a bit of an anomaly early
on.

The company was big enough that | didn't stand out. | didn't stick
out as something that had to be eradicated and get rid of that
empathetic person. And | was able to, | think, make that a bit of a
personal brand that wasn't a negative, but was a little bit odd. And
yet | wasn't, wasn't in big senior positions. | was a very junior
person. And so | think it never got in my way, but it became
something that people thought of when they thought of me. And
then by the time Satya became the big chief, he wanted it to matter
a lot more. And so it became a real asset for me. Until then, it was
more of a, oh, he's a little different. It doesn't matter that he's
different in that way. It's not a negative, but whatever. And then
later in today's culture, it turned into real positive.

Mario Juarez: You had this odd quality of being an extremely nice guy who was
successful.

Chris Capossela: Yeah.
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Mario Juarez; And that was unusual.

Chris Capossela: Yeah, | guess so. That nice guy thing is always nice to hear. It's
wonderful to hear. But | think people would also hopefully say, | had
a high bar for good work, and | would give feedback to people and
maybe | would give feedback with a smile. | often got told, wow,
you give really tough feedback in a way that doesn't make me feel
like garbage, but | know you're not very happy with me right now.
And | think that was a great skill, but | still, you can't just be nice.
You have to actually develop people. And developing people means
being very direct and telling them what they need to work on. And |
don't know exactly. | don't know how that came about, but it was
definitely something | leaned on and relied on again and again and
again.

Mario Juarez: Yeah, and | think that the thing that, one of the things that |
absolutely noticed, and I've heard many, many people say this
about you, was that you were the same person at the end. That you
were at the beginning in terms of how you treat people. You walk
into a room and you actually look at people. You actually care about
them and seem to actually pay attention and ask questions.

Chris Capossela: | guess the bar is very low. It could be that the bar is super low, the
bar is super low, if that's what it takes, saying hi,

Mario Juarez: You still do it so well.
Chris Capossela: ~ Thank you.
Mario Juarez: And it's just like back to the family.

Chris Capossela: | do think restaurant life is different. If you want to run a successful
restaurant, when people come in, you got to say hello. You got to
figure out what they need from you for the next two hours. And so
there's a listening component that comes first. There's a reading
body language that has always been a skill that I've had. | can tell
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when someone's upset in a meeting, even though they've said
nothing. And so afterwards, | go to them and | say, Hey, | could read
you and | know you didn't like what happened. Let's talk about it.
And that goes a long, long way. Believe it or not, being a great
waiter and working in a restaurant teaches you a lot of these skills
that have led to interpersonal skills that stood out at a company
that was terrible at interpersonal. You know what | mean? That's
part of it. We're just bad at it. So having someone who has quite
practiced at it, of course, it doesn't seem like it's particularly
sophisticated, but—

Mario Juarez: You didn't sell yourself out. So many people in the company that
said, | guess everyone's acting like an asshole. Oh, right. So now |
have to do that. So now | have to do that. That's no fun.

Chris Capossela: | don't know that | can tell you why you're wire that way. You're just
drawn that way. It just doesn't feel good to behave like that. | just
didn't have it in me. | guess I'm more of an absorber than | am an
amplifier. | don't really give that. | don't give it to people that way.

Mario Juarez: So you've got a foot in the old past, you drove the big wave, you
helped surf the big wave of—

Chris Capossela: ~ With my U-Haul.

Mario Juarez: You see revolution, you have the U-Haul, Office, and then we kind
of went through the long tough. Then you sort of kicked off—you
were right there as we were catching this Al wave.

Chris Capossela: ~ Well, having a front row seat to the cultural transformation at the
company is probably one of the most blessed things I've had in my
life. Being able to see Satya ride the cloud wave, even if we were
super late in some areas, and reinvent the company's culture over
the last 10 years, has been just an incredible blessing to be part of
that and to see that all happen. And then about four years ago, |
would say he really latched on to Al as the next cloud wave. And he
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started talking about it incessantly with the senior leaders, not with
everyone at the company yet, but talking about it incessantly as,
Hey, we have to reinvent everything around this. We have to
reinvent all our jobs. We're going to have to reinvent every product.
We're going to have to reinvent the way we work with customers.

This is far more transformative than the cloud. And so getting
maybe four years of that, even if it's really come to fruition in the
last two years was awesome too, in realizing, oh, it just keeps
happening. The cloud was just one version of it, and now here
comes another, and 15 years from now, they'll likely be another.

Mario Juarez: But it's so rare that a company is capable of doing that.

Chris Capossela: Usually with a technology reinvention, all the top companies get
wiped out, and it gives birth to the next generation. The graphical
user interface replaced the character mode interface. Microsoft was
nobody in character mode world, but the graphical user interface
allowed Microsoft to become the biggest market cap company in
the world. And the fact that there have been four or five revolutions
since then, and here we are still the largest market cap company in
the world. It's a testament to the people of Microsoft and the
leadership team. It's quite amazing, especially given that we missed
a couple of them, but we sure didn't miss the last couple.

Mario Juarez: Yeah. But nothing is assured. What lessons do you take from your
past experience, your knowledge of the company when it was
scrappy? And | mean, you remember the early ‘90s. It was ridiculous
to think that we were walking away from IBM and felt very

vulnerable.

It wasn't clear at all that company’s success was assured. And if you
look at it today and you look inside the company and you look at
the bet that's being made on Al: nothing's assured. Talk about that
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and about what values from the past apply to the company's ability
to win tomorrow.

Chris Capossela: Well, the perseverance that's part of the Microsoft DNA has served
the company just so incredibly well and being able to line up
behind the CEO when they say, we are all in on the cloud, or we are
all in on Al, and just backing them 1,000% and redoing all your
marketing, redoing all your sales process, redoing the way you
build, the way you engineer the products to embrace what we're all
in for, that, | think, is the secret to our success. It's perseverance and
it's lining up behind big, bold bets that aren't going to pay off right
now, but five years from now, seven years from now, they will reap
incredible benefits and keep you at the top. | do think those two
things, perseverance and lining up, going all in around something
that's five years away, that's the only way you stay on top. It's not a
guarantee that if you do those things, you stay on top. But | think
it's a necessity. It's required to do them, to have a chance to stay on
top, and | think we're pretty good at it.

Mario Juarez: | want to be sure we, we've got a few more minutes here. Talk about
what you think your legacy of the company is. What are you proud
of? What do you feel the best about?

Chris Capossela: | think the fascinating thing about Microsoft is it's bigger and
stronger than any particular leader, and leaders can have huge
impact in the zone of their experience, but a time will come when
they're gone and a time will come where their legacy is forgotten.
Hopefully, the systems that they put in place and the way we launch
products, the way we market products, the way we do digital
campaigns, the way we do comms, | think the future generations
get to build on the shoulders of the people who did all that work
before them, but they don't have to know who those people were.
They just have to say, oh, great, they did this, and now | get to make
it far better. And in that sense, no one really has a legacy, | don't
think at the company that's long-lasting that's attached to their
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name. But what you do get to do is just make the company better

and better and better, and hopefully the future folks don't screw it
up and build on top of the good stuff that's happened. But | think

that's what | think of. I think of stuff that's not really nameable, you
know what | mean? Or ownable by a single person.

Mario Juarez: | love that.

Chris Capossela: Maybe the CEO gets to own some stuff. You know what | mean? |
think the legacy of Bill, the legacy of stuff, without a doubt. it's
more good and more bad than they probably deserve. They get
more credit than they should, and they get more blame than they
should. That's the CEO job

Mario Juarez: Yeah, it's very interesting. It's very interesting. When you look at
your career and you think about definitive times really important
experiences that you had as just a participant in the company, what
was the most meaningful thing?

Chris Capossela: ~ Well, meaningful is a big word. | think for me, the most meaningful
thing is always when somebody that I've worked with achieve some
new height that they didn't think they were going to get to. So the
ascendancy of someone on your team to your job or to a huge job
that they didn't think they could do, those are super, super
meaningful. | love a great product launch. | love a great ad that wins
a bunch of awards. | love a great Wall Street Journal story, | love the
work, but truly the things that | think are more meaningful is seeing
and helping someone be much bigger, better than they ever

thought.
Mario Juarez: Got an example?
Chris Capossela: ~ Well, promotions to major milestones in people's careers always hit

me very hard. Someone reaching that director position that never
thought they'd get there, or getting to the general manager or
corporate vice president when that happens, and you've seen the
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years of work that it took to get there. Those are some of my most
joyful memories of the company as opposed to, Hey, we won that
particular battle. We beat that competitor. Those are good, but
they're not as emotionally striking to me as that. Oh my gosh, look
at what they're doing. And | helped them. | helped them get there. |
love that. That for me is far more important. And | bet teachers
would say the same thing. Do you know what | mean? When you
see people achieving their potential and you know are a small part
of it, damn, that's good. And Microsoft lets you do that. Microsoft
gives you the chance to do that.

Mario Juarez: Yeah, that's just awesome. You've been a lucky guy. How do you
account for your good luck in the world?

Chris Capossela: Oh God. I mean, a lot of it is timing. A lot of it's just pure
synchronicity. | think if | was born in the 1800s, | would've died at
age five. You know what | mean? The skills | have of
communications and deleting email at incredible speed didn't really
translate to the early days of life. No, seriously, | do feel just
incredibly lucky. | don't think | would've been the chief marketing
officer if Satya wasn't the CEO. | don't think | would've gotten that
job running office marketing if Jeff wasn't the leader at that
particular time. There's just a lot of luck of timing that comes into
play, and I've been extraordinarily lucky. Of course, I've worked
hard. Of course, I've learned a lot. Of course, I've had made
probably more good calls than I've made bad calls. But honestly,
both of those things have to come together to have a career like
mine.

Mario Juarez: If some smart kid wandered out of Italian family restaurant, went to
Harvard, and was graduating next spring and wanted to work at
Microsoft, what would you advise them?

Chris Capossela: | definitely advise them to try in as many hats at the company as
they can. | think a lot of people | talk to today feel like they have to
know who they're going to be 20 years from now. And if you can
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learn anything from my story, | did so many random different jobs
and different disciplines, and | was still able to be part of the senior
leadership team. So anybody who tells you they know the path to
the top of a company, at least in high tech, | don't think they do.
They might think they do, but if you're a young person just getting
started, be open to lots of different jobs. If you want to have a 20-
year plan, fantastic. But be willing to rewrite that 20-year plan.
When you get that random email that says, Hey, this job sounds like
you should apply for it. Don't say, that's not in my 20-year plan.
Look at that and say, Hmm, maybe | should rewrite my 20-year plan
starting tomorrow with this job. What would that look like? And |
think that's the key: Don't be too focused on a particular path. Life
is very circuitous and careers are very non-linear.

Mario Juarez: Beautiful. Anything that we didn't talk about?
Chris Capossela: ~ God, | don't think so. I'm exhausted.
Mario Juarez: | can sit here and talk for another three hours with you, but | so

appreciate the time.

Chris Capossela: My pleasure. Nice to talk with you. Nice to see you, Mario. Best of
luck to you.
Mario Juarez: Thanks. You too.
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