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Meet
Bob

JTBD
+30 Years

Engineer 
from Detroit

+3500 
Products
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3500 + Products & Services
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Part 1 
JTBD Foundations
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“Questions 
create spaces in 
the brain for 
solutions to fall 
into.”

Clayton Christensen 
Professor @ Harvard 
Business School
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The struggling 
moment is the 
seed for 
all innovation.
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Why Do People Choose New Things?

A
(The Old Way)

B
(The New Way)
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“What people in business 
think they know about the 
customer and the market is 
likely to be more wrong than 
right … the customer rarely 
buys what the business 
thinks it sells them.”

Peter Drucker- 1950
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4 Key Frameworks to use JTBD

1. “Supply-Side” vs “Demand-Side” Thinking

2. Forces Of Progress

3. The JTBD Timeline

4. Social, Emotional and Functional Motivational 

Energy
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Two Perspectives: Supply-Side v. Demand-Side
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Supply-Side: Making Products & Services

“The Market”

“Personas”

“Leads”

Market 
Segmentation

“Prospects”
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Demand-Side – “Why Does Someone 
Buy Something New?”
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Supply-Side v. Demand-Side: Different Language 
& Process
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The struggling 
moment is the 
seed for 
all innovation.
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People Don’t Want to Buy…

…they want 
a quarter-inch 
hole!"

“People don't 
want to buy a 
quarter-inch drill…

The Solution
(WHAT) The Job

(WHY)

Product Language 
– Features & 
Benefits

Job Language – 
Context & 
Outcomes

Theodore Levitt
1960 - Professor 

Harvard Business 
School© The Re-Wired Group 2023
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Progress is Caused: 
JTBD Forces of Progress
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A
(The Old 

Way)

B
(The New 

Way)



What are the set of dominoes that have 
to fall?
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JTBD Timeline: 
The Process of Making Progress
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A
(The Old 

Way)

B
(The New 

Way)



JTBD Timeline: A Set of Consumer Systems
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Types of Motivational Energy
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Unpacking the Layers of Language

More Abstract

More Concrete

Pablum Layer of 
Conversation

(Rigorous, Enjoyable  etc.)

Fantasy Layer of 
Conversation 

(Solutions, Features, etc.)

Causal Layer of 
Conversation

(Who, When, Where, 
Why)

JTBD
Pathways of Progress
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Part 2 
Case Studies

© The Re-Wired Group 2023



Where Have Organizations Used 
JTBD?
• Product (Design & Engineering) – Intercom & AutoBooks;
• GTM (Sales & Marketing) – Intercom & AutoBooks
• Human Resources (Recruiting & Career management) - 

Russell
• Cafeteria (Fixing Breakfast) – Andrew Glaser
• Finance & Info Systems – Reporting
• IT, and Help Desk Support – Struggling moments & New 

features; Basecamp
• Not for Profit – Volunteering
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Where Have Organizations Used 
JTBD?
• Product (Design & Engineering) – Intercom & AutoBooks;
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Meet Intercom

• Started in 2010 
• One size fits all – “A product” that 

can do everything to help a 
software company  with managing 
consumers data (CRM, support 
tickets, customer onboarding, new 
features testing, etc.)

• One price for all its services
• Very little crossover buying

Des Traynor
Founder & VP Strategy
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2012
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Intercom.com
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2014 Q2 2014 Q4
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2015 Results – 500% growth in 18 
months

Acquire
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Keep Going - Became Experts in their JTBD
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2018

2019
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And They are Still Growing . . . 

March 2019 - $1.25 Billion Valuation!
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Where Have Organizations Used 
JTBD?
• Product (Design & Engineering) – Intercom & AutoBooks;
• GTM (Sales & Marketing) – Intercom & AutoBooks
• Human Resources (Recruiting & Career management) -

Russell
• Cafeteria (Fixing Breakfast) – Andrew Glaser
• Finance & Info Systems – Reports
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How does 
JTBD 
Apply to 
Career 
Change?



Why Change Jobs?
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Employees don’t just 
work for companies, 
they “hire” them to 
help them make 
progress in their life.

A
(The Old Way)

B
(The New Way)
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A Wide Variety of Individuals



Lucky? Random or Caused?
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Progress is Caused: 
JTBD Forces of Progress
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A
(The Old 

Way)

B
(The New 

Way)



Think Back To Your Last Job Change

© The Re-Wired Group 2023

What pushed YOU to make a change?



Do These Pushes Apply to You?
When I…

48

ü Don’t respect or trust 
the people I work with

ü Feel like the work I’m 
doing has little or no 
impact on the 
company or world

ü The way I’m managed 
is wearing me down

ü My current company 
is struggling and the 
end feels near

ü End up with a new 
manager and feel like 
I’m starting over

ü Feel disrespected/not 
trusted

ü Realize I’m at a personal 
milestone/life event

ü Reach a milestone in my 
career

ü Realize work is 
dominating my life and 
I’m sacrificing time for 
myself or my family

ü Am challenged beyond 
my ability or logic or 
ethics

ü Am NOT challenged 
and/or bored in my 
current work

ü Can’t see a place for me 
to go or grow in my 
current organization

ü Feel like I’m on my 
own, ignored and not 
supported at work
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Think Back To Your Last Job Change
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What pulled YOU to your next role?



Do These Pulls Apply to You?
So I can…

ü Have more time to 
spend with others in 
order to carry my weight

ü My values and beliefs 
are aligned with the 
company and the people 
I work with

ü My job fits into my 
existing personal life

ü Reset my life and start 
over

ü Gain skills for a future 
job or career

ü Be acknowledged, 
respected and trusted to 
do great work

ü Find an employer who 
values my experience 
and credentials

ü Feel like my job is a step 
forward for me and in 
the eyes of others

ü Have the freedom and 
flexibility to do my best 
work

ü Have time for me

ü Be recognized for my 
work’s impact on others 
and the business

ü Have a supportive boss 
who guides me

ü Be part of a tight-knit 
team I can count on

ü Be challenged, learn 
and grow

ü Find a job I know I can 
do

ü Support my growing 
responsibilities
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The Clusters We Uncovered 
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JTBD 1
When the way I am 

managed is wearing 
me down and I can’t 
see a way to grow in 
this job, help me find 

a supportive 
environment so I can 
be challenged, learn 
and grow on the job.

JTBD 3
When I have 

reached a personal 
milestone and my 
responsibilities are 
growing, help me 
find an employer 

where I can take the 
next step in my 

career.

JTBD 4
When my current 

employer does not 
value my experience 
or credentials, help 

me find an employer 
who will appreciate 

my expertise so that I 
am respected and 

acknowledged.

JTBD 2
When I am 

overwhelmed at 
work, help me find 
an employer who 

values my 
experience so that I 
can regain  freedom 
over how I allocate 

my time.



Disconnect Between Company & 
Employee
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The Job Description
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The Resume 
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It Seems Like A Fit, But...
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Does This Resonate?
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This is a two-sided problem

Employer Side
• Job description that 

represents the progress – 
the what, how and how 
much (Progress for the 
company)
• Unpacked and causal 

language – Do vs IS
• Trade-offs we are willing 

to make

Candidate Side
• A Job that leverages my 

strengths, minimizes 
weaknesses
• Helps me grow and make 

progress in and out of 
work
• Thinks about me as a whole 

person

© The Re-Wired Group 2023



The Old Paradigm
“Companies Hire Employees”

The New Paradigm
“Employees Hire Companies”

Reference Point: The company +  Fill Job Opening Reference Point: The Employee + Their progress

We need to Flip the Lens
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An opportunity for a Two-Sided 
Market

© The Re-Wired Group 2023

Better Designed Job/Position
Descriptions

(What, How and How much)
Deeper Understand of Self & Journey 

Including Desired Progress
(Who, When, Where and Why)

Matching System –
Interviews to assess
Fit and Trade-offs



So…

How Can We Help Our Employees?
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We Built a Prototype – Helping 
Demand 
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Weighting & 
Making 

Tradeoffs

Prototyping
New 

Opportunities

Uncovering 
Dimensions of 

Value

Understanding 
Your Energy 

Drivers & 
Drains

Unpacking 
Your Career 

Timeline



Meet Russell

ü 15 years experience

ü CPG Marketing & 
General Management

ü Husband and father

ü Midwest Native

© The Re-Wired Group 2023



What Did Russell Do?
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• What drains your energy? 
• What work do you dread and 

find yourself putting off?

Ask Yourself…And those Around you
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• What makes you wake up excited 
in the morning?
• When are you in flow?



Think Holistically…It’s Not just About 
the Job
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So…

How Can We Help Our Employees?
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Ask More (And Better!) Questions
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• Happens in the moment, real time
• Demonstrates you are listening
• Conversational
• Unpacking situation and 

outcomes
• Focus on them, not you/the 

company and what you want to 
accomplish



It’s All About Understanding The 
Progress They Want to Make!
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Employees don’t just 
work for companies, 
they “hire” them to 
help them make 
progress in their life.

A
(The Old Way)

B
(The New Way)



Think Pushes and Pulls
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A
(The Old 

Way)

B
(The New 

Way)



It’s not just about asking questions – 
It is about Unpacking

More Abstract

More Concrete

Pablum Layer of 
Conversation

(Rigorous, Enjoyable  etc.)

Fantasy Layer of 
Conversation 

(Solutions, Features, etc.)

Causal Layer of 
Conversation

(Who, When, Where, Why)

I care about work-life 
balance.

I am a long time rock 
climber and try to climb 
two nights per week. It’s 

important to me that I find 
a job that allows me to 

keep this up, as rock 
climbing is an important 
part of how I relax and 
focus. I can work better 

because of it. 

I want time for myself 
to do the things I love 

to do. 
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What Questions Might you ask to 
Understand Employee Progress?
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JTBD 1
When the way I am 

managed is wearing 
me down and I can’t 
see a way to grow in 
this job, help me find 

a supportive 
environment so I can 
be challenged, learn 
and grow on the job.

JTBD 3
When I have 

reached a personal 
milestone and my 
responsibilities are 
growing, help me 
find an employer 

where I can take the 
next step in my 

career.

JTBD 4
When my current 

employer does not 
value my experience 
or credentials, help 

me find an employer 
who will appreciate 

my expertise so that I 
am respected and 

acknowledged.

JTBD 2
When I am 

overwhelmed at 
work, help me find 
an employer who 

values my 
experience so that I 
can regain  freedom 
over how I allocate 

my time.



Then Examine Your Own Company…
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• Which JTBD do you serve well? 
Why?

• Which JTBD might you not serve 
as well?



Use JTBD to Match Features & 
Benefits
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• What about your company’s offerings 
(benefits, structure, style of work, etc.) 
resonate with each JTBD? Why?

• What about your company’s offerings 
DO NOT resonate with each JTBD? 
Why?



Does What You Say Speak to Employee 
Progress?
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• Do your job descriptions speak to the 
progress your prospective employees want 
to make?

• How about your onboarding?



What Do You Really Want From a 
Product Manager?
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How Can You Get Started?
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• Unpack language – ask follow up questions of 
prospective employees, direct reports and 
colleagues. Work to understand what progress they 
seek in their employment. 

• Are your employees making progress? Uncover the 
struggling moments experienced by your employees.

• Explore what trade-offs you – or your company can 
make – in order to help employees achieve progress. 



Part 3
Summary & Q+A
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3 Tips 

For Making Progress 

using JTBD

© The Re-Wired Group 2023



#1 - Find the Struggling Moments – 
Current & Future – Inside & Out
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#2 – Think Progress, Not Products or 
Services
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#3 - Identify the Trade-offs – “Choose 
What to Suck At”

You cannot be good at everything!
Know the things you can (should) be bad 
at, and manage appropriately. 

© The Re-Wired Group 2023



What would 

you consider your

greatest innovation?
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Before JTBD

Ford Taurus 1987
Ford Taurus 1992

After JTBD
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Interested in Learning More?

https://therewiredgroup.com/
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Thank You

Bob Moesta
@bmoesta

bmoesta@rewiredinc.com 
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