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If someone gave me an hour 
to solve a problem. 
I would spend 55 minutes 
defining the problem and 
then five minutes solving it. 
– Albert Einstein
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Geּמing to Grips with 
Jobs to be Done

Joe Leech 
@mrjoe
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I want to buy a drill…
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JTBD is about framing the problem 
not the solution. 

JTBD is both a theory and a toolkit.
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2. Activities
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“...People don’t want a 
quarter-inch drill, they want a 

quarter-inch hole.”  
THEODORE LEVITT, 1960 
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Today we’ll look at JTBD across…

1. Research 2. Business 
Decision Making 3. Designing

Break at 11.30, Lunch at 1pm, Break at 2.30pm. 



Hi, I’m 
@mrjoe but 
you can call 

me Joe
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Iced coffee
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Know your competitors 

Direct 
Competitors

Secondary 
Competitors

In-direct 
Competitors

MoMA vs Met

MoMA vs Tate Modern

MoMA vs Netflix
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Strengths of JTBD Weaknesses of JTBD
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#O – Jobs to be 
Done: An 

introduction

!14
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Where JTBD comes from

Developed independently by Anthony Ulwick , Rick Pedi, Bob Moesta Professor Denise Nitterhouse, 
popularised by Clayton Christensen. 

1. Know Your Customers’ Jobs to Be Done by Clayton M. Christensen et al Sep 2016 : mrjoe.co/jtbdHBR 
2. The Customer-Centered Innovation Map by Bettencourt & Anthony W. Ulwick, May 2008 mrjoe.co/

InnoMapJTBD 

http://mrjoe.co/jtbdHBR
http://mrjoe.co/InnoMapJTBD
http://mrjoe.co/InnoMapJTBD
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Two models! *Sigh*

https://jtbd.info/know-the-two-very-different-interpretations-of-jobs-to-be-done-5a18b748bd89

Jobs-As-Progress: a theory that is 

promoted by Clayton Christensen, Bob 

Moesta, and Alan Klement. Jobs-As-

Progress draws its outcomes from  why  

someone might want to do the activity   

Jobs-As-Activities: an ideology and 

typology promoted by Anthony Ulwick 

and licensees of his patented Outcome 

Driven Innovation Jobs-As-Activities 

draws its outcomes from  how  an activity is 

executed

1 2
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Books & Sources

1. Progress2. Activities 2. Activities 1. Progress1. Progress
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The “lingo” 

https://www.intercom.com/books/jobs-to-be-done

Why do people hire your product?
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Why hire this product?

1. Microsoft Word 

2. Blood sugar monitor 

3. Coke machine 

4. Instagram
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Which product

1. Get a package from A to B with 
confidence, certainty and speed.  

2. Keep everyone up to date on a project 
they’re involved with. 

3. Sepak face to face with a colleague in 
San Francisco.
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Where does JTBD fit in product lifecycle

Realising 
need

Discovering 
the product 

service

Onboarding / 
Getting started

Using the 
Product

Leaving

1. Attraction 2. Activation 3. Retention
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Where do we use JTBD in the design process? : Double Diamond

Define the problem Define the solution

Disc
ov

er 
ins

igh
t

Ex
plo

re 
po

ssi
ble

 so
lut

ion
s

Develop solution

Define area of focus
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What have we learnt so far?
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Our Problem

!25
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“Recent graduates don’t use our app 
and don’t save. Yet they say they 

want to spend less and save more”

High Street Bank
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Go do some digging… 
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According to the latest High Fliers 
report, The Graduate Market in 2016, the 

median starting salary for UK graduates in 
2016 is £30,000. However, graduate-

jobs.com estimates the average starting 
salary for graduates is £19,000 - £22,000.

https://www.graduate-jobs.com/gco/Booklet/graduate-salary-salaries.jsp
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However…

https://www.cosmopolitan.com/uk/worklife/campus/a20693812/average-graduate-salary-uk/
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Open banking is here

Open Banking forces the UK’s nine biggest 
banks – HSBC, Barclays, RBS, Santander, 
Bank of Ireland, Allied Irish Bank, Danske, 
Lloyds and Nationwide – to release their 
data in a secure, standardised form.

Banks hold the authoritative record of 
everything we spend, lend and borrow – 
everything from electricity bills to 
mortgage payments to weekly spend on 
train travel and coffee – but, for the most 
part, they don’t make much use of it.

Open Banking makes it possible to pass 
this rich information to third parties, who 
can use it to create new products. It’s not an 
app or a service in its own right. It’s a way 
of facilitating data sharing.

Who does the sharing? The account holder, 
who must give their explicit approval to 
any exchange. 

https://www.wired.co.uk/article/open-banking-cma-psd2-explained
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#1 – Jobs to be 
Done: Research

!31
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1. Quickly or  
2. Properly
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Research led (slowly and 
properly)
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I want to spend less 
money…
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I want to save money…
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Compare across the table 
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the Job Story

Context: Triggering 
event / situation

Task

Outcome:
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Emotional jobsFunctional jobs Social jobs

When I am in a shop thinking about buying something 

Help me to get to my balance quickly 

So I can check if I can afford these trainers when I’m in the queue for 

the checkout
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Emotional jobsFunctional jobs Social jobs

When I am in a shop thinking about buying something 

Help me to get to my balance quickly 

So I can check if I can afford these trainers when I’m in the queue for 

the checkout

Hold, on, hold on is this right?
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User Stories vs Job Stories

As a shopper 

I want my balance 

so that check if I can afford these 

trainers

When I am in a shop thinking about 

buying something 

Help me to know how much money I 

have quickly 

So I can check if I can afford these 

trainers when I’m in the queue for the 
checkout
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Jobs break down into…

Emotional jobsFunctional jobs Social jobs
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Emotional jobsFunctional jobs Social jobs

When I am checking my balance before I buy something  

Help me to understand how up to date / recent the balance is 

So I can not get my card refused because I don’t have the money



@mrjoe

Emotional jobsFunctional jobs Social jobs

When I am in the pub 

Help me to know if I can afford the next round of drinks 

So I can buy some drinks for my friends, not look like a cheapskate,
and not worry about having enough money for the rent
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Write some job stories.     Mark them as being:

Context: Triggering 
event / situation

Task

Outcome:

F E S
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How was that?
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What questions do we need to ask?
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What further research do we need to 
do? 
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Let’s look at a typical  
product journey

Brown paper and index cards
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Where does JTBD fit in product lifecycle

Realising 
need

Discovering 
the product 

service

Onboarding / 
Getting started

Using the 
Product

Leaving

1. Attraction 2. Activation 3. Retention
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JTBD Timeline

Event Event Buying

Passive 
Looking

Active 
Looking Deciding Consuming Satisfaction

ExperienceFirst 
Thought

• When did you first realise you [needed 
something to solve your problem]? 

• Where were you? 

• Were you with someone? 

• What were you doing, or trying to do when 
this happened?

Finding the first  thought

• Tell me about how you looked for a product to 
solve your problem. 

• What kind of solutions did you try? Or not try? 
Why or why not?

Building the consideration set

• Did you ask anyone else about what they thought about the 
purchase you were about to make? 

• What was the conversation like when you talked about purchasing 
the product with your <spouse/friend/parents>? 

• Before you purchased did you imagine what using the product 
would be like? Where were you when you were thinking this? 

• Did you have any anxiety about the purchase? Why did it make you 
nervous?

Making the choice
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Timeline interview

mrjoe.co/JTBDtLine
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What questions do we need to ask?
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What further research do we need to 
do? 
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What have we learnt so far?
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Strategy! (Quickly)
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Customer Profile Canvas

Jobs

Gains

Pains
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Customer Jobs trigger questions

Jobs

Gains

Pains

1. What is the one thing that your customer couldn’t live without accomplishing?  
What are the stepping stones that could help your customer achieve this key job?  

2. What are the different contexts that your customers might be in? How do their activities and goals 

change depending on these different contexts?  

3. What does your customer need to accomplish that involves interaction with others?  

4. What tasks are your customers trying to perform in their work or personal life? What functional 

problems are your customers trying to solve?  

5. Are there problems that you think customers have that they may not even be aware of? 

6.  What emotional needs are your customers trying to satisfy? What jobs, if completed, would give the 

user a sense of self-satisfaction?  

7. How does your customer want to be perceived by others? What can your customer do to help 

themselves be perceived this way?  

8. How does your customer want to feel? What does your customer need to do to feel this way?  

9. Track your customer’s interaction with a product or service throughout its lifespan. What supporting 

jobs surface throughout this life cycle? Does the user switch roles throughout this process?
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Customer PAINS trigger questions

Jobs

Gains

Pains

1. How do your customers define too costly? Takes a lot of time, costs too much money, or requires substantial efforts?  

2. What makes your customers feel bad? What are their frustrations, annoyances, or things that give them a headache?  

3. How are current value propositions under performing for your customers? Which features are they missing? Are there 

performance issues that annoy them or malfunctions they cite?  

4. What are the main difficulties and challenges your customers encounter? Do they understand how things work, have 

difficulties getting certain things done, or resist particular jobs for specific reasons?  

5. What negative social consequences do your customers encounter or fear? Are they afraid of a loss of face, power, 

trust, or status?  

6. What risks do your customers fear? Are they afraid of financial, social, or technical risks, or are they asking themselves 

what could go wrong?  

7. What’s keeping your customers awake at night? What are their big issues, concerns, and worries?  

8. What common mistakes do your customers make? Are they using a solution the wrong way?  

9. What barriers are keeping your customers from adopting a value proposition? Are there upfront investment costs, a 

steep learning curve, or other obstacles preventing adoption?
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Customer GAINS trigger questions

Jobs

Gains

Pains

1. Which savings would make your customers happy? Which savings in terms of time, money, and effort would they 

value?  

2. What quality levels do they expect, and what would they wish for more or less of?  

3. How do current value propositions delight your customers? Which specific features do they enjoy? What performance 

and quality do they expect?  

4. What would make your customers’ jobs or lives easier? Could there be a flatter learning curve, more services, or lower 

costs of ownership?  

5. What positive social consequences do your customers desire? 
What makes them look good? What increases their power or their status?  

6. What are customers looking for most? Are they searching for good design, guarantees, specific or more features?  

7. What do customers dream about? What do they aspire to achieve, or what would be a big relief to them?  

8. How do your customers measure success and failure? How do they gauge performance or cost?  

9. What would increase your customers’ likelihood of adopting a value proposition? Do they desire lower cost, less 

investment, lower risk, or better quality?  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How was that?
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I want to spend less 
money…
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I want to save money…
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What questions do we need to ask?
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What further research do we need to 
do? 
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What have we learnt so far?
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#2 Prioritising / 
defining and 

innovating using JTBD

!66
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Three ways to organise the jobs:  
1. Epics 

2. Timeline 
3. Opportunity
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Epics
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Epic Job Stories

EPIC / Master

Job

Job
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Timeline
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JTBD Timeline

Event Event Buying

Passive 
Looking

Active 
Looking Deciding Consuming Satisfaction

ExperienceFirst 
Thought

• When did you first realise you [needed 
something to solve your problem]? 

• Where were you? 

• Were you with someone? 

• What were you doing, or trying to do when 
this happened?

Finding the first  thought

• Tell me about how you looked for a product to 
solve your problem. 

• What kind of solutions did you try? Or not try? 
Why or why not?

Building the consideration set

• Did you ask anyone else about what they thought about the 
purchase you were about to make? 

• What was the conversation like when you talked about purchasing 
the product with your <spouse/friend/parents>? 

• Before you purchased did you imagine what using the product 
would be like? Where were you when you were thinking this? 

• Did you have any anxiety about the purchase? Why did it make you 
nervous?

Making the choice



@mrjoe

Laying out the jobs

Event Event Buying

Passive 
Looking

Active 
Looking Deciding Consuming Satisfaction

ExperienceFirst 
Thought

EPIC
Job
Job
Job
Job
Job
Job
Job
Job

EPIC
Job
Job
Job
Job
Job
Job
Job
Job

EPIC
Job
Job
Job
Job
Job
Job
Job
Job

EPIC
Job
Job
Job
Job
Job
Job
Job
Job

EPIC
Job
Job
Job
Job
Job
Job
Job
Job

EPIC
Job
Job
Job
Job
Job
Job
Job
Job

EPIC
Job
Job
Job
Job
Job
Job
Job
Job

EPIC
Job
Job
Job
Job
Job
Job
Job
Job

EPIC
Job
Job
Job
Job
Job
Job
Job
Job

EPIC
Job
Job
Job
Job
Job
Job
Job
Job

EPIC
Job
Job
Job
Job
Job
Job
Job
Job
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Layout the timeline
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Choose a product!
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Opportunity
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How well served are the jobs?

http://innovatorstoolkit.com/content/

technique-1-jobs-be-done

https://jtbd.info/using-jobs-to-
be-done-in-the-nhs-
de895adbb265



@mrjoe

How Satisfied are you with your current solution

Strongly 
Disagree Disagree Undecided Agree Strongly Agree

1 2 3 4 5

https://medium.com/@zbigniewgecis/8-things-to-use-in-jobs-to-be-done-framework-for-product-development-4ae7c6f3c30b

https://jtbd.info/using-jobs-to-be-done-in-the-nhs-de895adbb265
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Prioritising the jobs

Important

Insignificant

Job 
Importance Extreme

Moderate

Pain Severity
Essential

Nice to have

Gain 
Relevance



@mrjoehttps://assets.strategyzer.com/assets/vpd/resources/value-map-canvas.pdf

1. Progress 2. Activities
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PAIN reliever Could your products and services... 

Jobs

Gains

Pains

1. ... produce savings? In terms of time, money, or efforts.  

2. ... make your customers feel better? By killing frustrations, annoyances,  
and other things that give customers a headache.  

3. ... fix under-performing solutions? By introducing new features, better performance, or enhanced quality.  

4. ... put an end to difficulties and challenges your customers encounter? By making things easier or eliminating 

obstacles.  

5. ... wipe out negative social consequences your customers encounter or fear? In terms of loss of face or lost power, 

trust, or status.  

6. ... eliminate risks your customers fear? In terms of financial, social, techni- cal risks, or things that could potentially go 

wrong.  

7. ... help your customers better sleep at night? By addressing significant issues, diminishing concerns, or eliminating 

worries.  

8. ... limit or eradicate common mistakes customers make? By helping them use a solution the right way.  

9. ... eliminate barriers that are keeping your customer from adopting value propositions? Introducing lower or no upfront 

investment costs, a flatter learning curve, or eliminating other obstacles preventing adoption.  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GAIN creators Could your products and services... 

Jobs

Gains

Pains

1. ... create savings that please your customers?  

2. In terms of time, money, and effort. ... produce outcomes your customers expect or that exceed their expectations? By 

offering quality levels, more of something, or less of something.  

3. ... outperform current value propositions and delight your customers? Regarding specific features, performance, or 

quality.  

4. ... make your customers’ work or life easier? Via better usability, accessibility, more services, or lower cost of ownership.  

5. ... create positive social consequences? By making them look good or producing an increase in power or status.  

6. ... do something specific that customers are looking for? In terms of good design, guarantees, or specific or more 

features.  

7. ... fulfill a desire customers dream about? By helping them achieve their aspirations or getting relief from a hardship?  

8. ... produce positive outcomes matching your customers’ success and failure criteria? In terms of better performance or 

lower cost.  

9. … help make adoption easier? Through lower cost, fewer investments, lower risk, better quality, improved performance, 

or better design.



@mrjoe



@mrjoe

Have a go at ideas on the canvas
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Switching to your product
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What questions do we need to ask?
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What further research do we need to 
do? 
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Know your competitors 

Direct 
Competitors

Secondary 
Competitors

In-direct 
Competitors

MoMA vs Met

MoMA vs Tate Modern

MoMA vs Netflix
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Anxiety 
of what could 

happen

Aּמachment 
to what you 

currently have

Push 
of what’s 

happening now 

Pull 
of a new  
solution

New 
solution

Current 
solution

My current bank keeps 
making mistakes

They are offering a £200 
joining bonus

What if they loose my 
money or I miss my 

mortgage repayment

I’ve been with them since 
my student overdraft days
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mint.com

http://mint.com
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Monzo.com
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#3  Design products, 
experiences and features 

around each JTBD

!91
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How to draw an owl
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How to draw an owl
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How Intercom do it

https://blog.intercom.com/using-job-stories-design-features-ui-ux/
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Title Text

https://blog.intercom.com/using-job-stories-design-features-ui-ux/
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Let’s get sketching! 
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Title Text
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Design something. Use the stories
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Present those designs back. 
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JTBD and…

Design Sprints
Agile

QUALITY ASSURANCE
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Bookmarks!

https://pinboard.in/u:mrj0e/t:JTBD/
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joe@mrjoe.uk

Stay in touch 
@mrjoe

hּמps://mrjoe.uk

hּמps://mrjoe.uk/JTBDresources

https://mrjoe.uk/JTBDresources

