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JOBS TO BE DONE:  
FROM DOUBTER TO BELIEVER























THE HISTORY OF JTBD



Jobs-to-be-Done helps you 
understand the real jobs customers 

are using your product for.



The Jobs to be Done framework 
emerged in the early 1990s as a helpful 

way to look at customer motivations 
rather than customer attributes.



“…People don’t want a quarter-inch drill, 
they want a quarter-inch hole.”  

THEODORE LEVITT
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A Story About Milkshakes

https://www.youtube.com/watch?v=VmbSpTJXozk

https://www.youtube.com/watch?v=VmbSpTJXozk




JTBD vs. PERSONAS









Why Did Peter Buy The Snickers?



User Story

As a 35 year old man called Peter, I want to eat something 
tasty when I’m hungry, so that I don’t feel hungry anymore.

AS A

PERSONA

TOO MANY ASSUMPTIONS

IRRELEVANT

HOW DO WE KNOW THIS
IS THE BEST ACTION

TO TAKE? MAYBE THERE’S
A BET TER WAY.. .

I WANT TO SO THAT

ACTION EXPECTED OUTCOME
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Job To Be Done Story

When I’ve only got 2 minutes to stave off hunger between meetings, 
I want to grab something that will be quick, easy to eat and boost 
my blood sugar fast, so I can stave off hunger until dinner time.

WHEN I WANT TO SO I CAN

SITUATION MOTIVATION EXPECTED OUTCOME



Peter was starving!



“Personas are a collection of attributes. 
They don’t explain causality.” 

CLAYTON CHRISTENSEN



“I like to think of Actors instead of Personas. 
Each actor can have different roles”. 

ALAN KLEMENT



GIVE ME AN EXAMPLE



Design a Better Calendar



Understand how it is used





Can we solve it? Are 
the right people 

available?

What’s the problem 
with how people 
currently do it?

Will people switch to 
our solution?

Is it solvable by 
software, by design, 

by development?



MAYBE THE UNDERLYING JOB TO BE DONE IS… 
 

“Help me protect my time” 

“Let me measure how I spend my time” 

“Make sure I never forget important meetings”



Start with the problem = iteration 

Start with the job = innovation



INTERCOM CASE STUDY #1 
THIS IS NOT A MAP





I want to impress 
people at an expo

I want to impress 
people on Twitter

I want to impress 
investors



The customer wasn’t buying what we 
thought we were selling. 

It’s not a map. It’s a show piece.



DESIGN A BETTER MAP 

- Cartographical improvements 
- Geographical accuracy 
- Better country borders 
- Drag to create “regions”

DESIGN A SHOW PIECE MAP 

- Beautiful visual design 
- Hide sensitive data 
- Easy for customers to share









INTERCOM CASE STUDY #2 

Insights, not analytics





#1 FEATURE REQUEST= 
INBOX STATS



JTBD!



Can I see stats on the average 
response time per person on 
the team?

 I need counts of how many 
conversations my team 
replied to last month.



1. How big is our Support workload? (long/short term)? 

When I’m managing the Support team, I want to know if 
our workload is increasing and at what rate, so I can scale 
the support team up or down accordingly. 



2. When are we busiest? 

When I’m managing the Support team, I want to know 
when (time of day, day of week) we receive the highest 
volume of support requests, so I can schedule my 
team to respond during our busiest times. 



3. How good/bad are we at responding to 
customers? 

When I’m managing the Support team, I want to 
know how long our customers are waiting for a 
response on average, so I can set targets to 
improve on. 



4. Who on my team is busiest? 

When I’m managing the Support team, I want to 
know how busy each member of my team is, so I 
can identify who my highest and lowest 
performing team members are.



Intermission: Inbox Insights

Problem statement

Our current product doesn’t surface quantifiable 
information about inbox activity. 

People who manage support teams have no way of 
seeing how many conversations they are having with 
their users, or how busy their team are.  

Our opportunity is to motivate communication by 
showing aggregates and trends over time, showing 
admins an overview of team performance, and 
helping them predict how they might grow.







Basic granularity

How large is my workload?

How busy are my team?



KICK THE TYRES 
WITH REAL DATA















HOW CAN I TRY JTBD?



1. Start with the high level job. 
2. Identify a smaller job or jobs which help 

resolve the higher level job. 
3. Observe how people solve the problem now  
4. Interview people to understand their 

motivations for choosing their current 
solution  

5. Come up with Job Stories, that investigate 
the motivations, causality, and anxieties 

6. Create a solution (usually in the form of a 
feature or UI change) which resolves that 
Job Story. 

SIMPLE 6 STEP GUIDE TO USING JTBD



JTBD Interviews at Intercom 



Why do people hire our 
product? What are customer’s 

motivations behind using our 
product?

How can we make sure 
no one switches away?

Do we need to iterate or 
innovate?



Motivations: Why customers buy your product 

Situations: Why customers switched from a previous product 

Anxieties: Whether or not customers are struggling with your product 

Understanding Purchasing Decisions



The Classic JTBD Interview







Job To Be Done Story

When I’ve only got 2 minutes to stave off hunger between meetings, 
I want to grab something that will be quick, easy to eat and boost 
my blood sugar fast, so I can stave off hunger until dinner time.

WHEN I WANT TO SO I CAN

SITUATION MOTIVATION EXPECTED OUTCOME



TIMELINE FOUR FORCESFIRST THOUGHT

JTBD Interview



“This just isn’t 
cutting it”

FIRST THOUGHT



Interview Challenge #1:  

Extracting the first thought for physical 
products is much easier than for software



“When did you start to look 
for another mattress?”

“Where were you when 
you made this 

decision?”

“Were you with 
anyone at the time?”

“Can you remember what 
the weather was like that 

day?”



Companies buy new software all the time.



The first thought for a 
purchase decision is often 

multidimensional.



“Was it raining on the day you 
signed up for that calendar app?”



Tweak the JTBD interview technique  
for software



Focus on functional 
aspects of a company, not 

just emotional triggers.



“What tool were you 
using before you 

bought <software>?

“Were you also involved 
in buying that?”

“Who made the decision 
to switch to <software>?”

“What was is like working in 
<department> for <company> 

back then?”



It can be hard to talk to the main 
decision maker behind a purchase.

Interview Challenge #2: 



“I wasn’t at the company 
when that happened”



Who you want to talk to

Who you actually 
talk to



“What year did <company> 
move to <tool>?”

“Are they still at the 
company now?”

“Who was it that decided 
to make that move?”

“What role are they in?” 

“Were you there at that point?”



For purchasing 
decisions, the full 

picture is key.



Recap



•Purchasing decisions for software are multidimensional and often complex 

•Use functional aspects of the business, along with emotional triggers 

•Ensure you talk to the main decision maker 

•Ask the right questions early on in an interview to reveal the multiple 

decisions that led to a purchase

JTBD Interviews 
Key Takeaways



JTBD FOR MARKETING







Sian Townsend 
@intercom_uxr

Thanks! 



Check out Intercom’s 
new book on Jobs-
To-Be-Done!

blog.intercom.io/jobs-to-be-done-book



Thanks to contributors to this talk: 

Des Traynor, Paul Adams, Emma Meehan, 
Michelle Fitzpatrick from Intercom 

Job to be Done Illustrations by Frantisek 
Kusovsky, Intercom 


