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Customer Jobs

Jobs describe the things your customers are
trying to get done in their work or in their life.
A customer job could be the tasks they are trying
to perform and complete, the problems they
are trying to solve, or the needs they are trying
to satisfy. Make sure you take the customer’s
perspective when investigating jobs. What you
think of as important from your perspective might
not be a job customers are actually trying to get
done.”

Distinguish between three main types of
customer jobs to be done and supporting jobs:

Functional jobs

When your customers try to perform or complete
a specific task or solve a specific problem,

for example, mow the lawn, eat healthy as a
consumer, write a report, or help clients as

a professional.

Social jobs

When your customers want to look good or gain
power or status. These jobs describe how custom-
ers want to be perceived by others, for example,
look trendy as a consumer or be perceived as
competent as a professional.

Personal/emotional jobs

When your customers seek a specific emotional
state, such as feeling good or secure, for example,
seeking peace of mind regarding one’s invest-
ments as a consumer or achieving the feeling of
job security at one’s workplace.

Supporting jobs

Customers also perform supporting jobs in the
context of purchasing and consuming value either
as consumers or as professionals. These jobs arise
from three different roles:

« BUYER OF VALUE: jobs related to buying
value, such as comparing offers, deciding which
products to buy, standing in a checkout line,
completing a purchase, or taking delivery of
a product or service.

« COCREATOR OF VALUE: jobs related to
cocreating value with your organization, such
as posting product reviews and feedback or
even participating in the design of a product

or service.

* TRANSFERRER OF VALUE: jobs related to the
end of a value proposition’s life cycle, such as
canceling a subscription, disposing of a product,
transferring it to others, or reselling it.

*The jobs to be done concept was developed independently
by several business thinkers including Anthony Ulwick of the
consulting firm Strategyn, consultants Rick Pedi and Bob
Moesta, and Professor Denise Nitterhouse of DePaul University.
It was popularized by Clay Christensen and his consulting firm
Innosight and Anthony Ulwick’s Strategyn.



@ Download trigger questions to help find customer jobs

Job context

Customer jobs often depend on the specific
context in which they are performed. The context
may impose certain constraints or limitations.
For example, calling somebody on the fly is
different when you are traveling on a train than
when you are driving a car. Likewise, going to the
movies with your kids is different than going with

your partner.

Job importance

It is important to acknowledge +
that not all jobs have the same Important
importance to your customer. Some

matter more in a customer’s work

or life because failing to get them
Insignificant
-

done could have serious ramifi-
cations. Some are insignificant
because the customer cares about other things
more. Sometimes a customer will deem a job

crucial because it occurs frequently or because
it will result in a desired or unwanted outcome.
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Customer Pains

Pains describe anything that annoys your custom-
ers before, during, and after trying to get a job
done or simply prevents them from getting a job
done. Pains also describe risks, that is, potential
bad outcomes, related to getting a job done badly
or not at all.

Seek to identify three types of customer pains and

how severe customers find them:

Undesired outcomes, problems,

and characteristics

Pains are functional (e.g., a solution doesn’t work,
doesn’t work well, or has negative side effects),
social (“I look bad doing this”), emotional (“I feel
bad every time | do this”), or ancillary (“It's annoy-
ing to go to the store for this”). This may also
involve undesired characteristics customers don’t
like (e.g., “Running at the gym is boring,” or “This
design is ugly”).

Obstacles

These are things that prevent customers from
even getting started with a job or that slow them
down (e.g., “I lack the time to get this job done
accurately,” or “I can’t afford any of the existing
solutions”).

Risks (undesired potential outcomes)
What could go wrong and have important neg-
ative consequences (e.g., “I might lose credibility
when using this type of solution,” or “A security
breach would be disastrous for us”).

Pain severity

A customer pain can be extreme or +
moderate, similar to how jobs can Extreme
be important or insignificant to the

customer.

Moderate
-

Tip: Make pains concrete.
To clearly differentiate jobs, pains, and gains,

describe them as concretely as possible. For

example, when a customer says “waiting in line

was a waste of time,” ask after how many minutes

exactly it began to feel like wasted time. That way

you can note “wasting more than x minutes stand-

ing in line” When you understand how exactly

customers measure pain severity, you can design

better pain relievers in your value proposition.




The following list of trigger questions
can help you think of different potential
customer pains:

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

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

* How are current value propositions underper-
forming for your customers? Which features
are they missing? Are there performance issues
that annoy them or malfunctions they cite?

* 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?

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

* What risks do your customers fear? Are they
afraid of financial, social, or technical risks, or are
they asking themselves what could go wrong?

« What's keeping your customers awake at night?
What are their big issues, concerns, and worries?

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

« 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?

® Download trigger questions

<

-
)]

CANVAS / 1.1



<

-
o

CANVAS /1.1

Customer Gains

Gains describe the outcomes and benefits your
customers want. Some gains are required,
expected, or desired by customers, and some
would surprise them. Gains include functional
utility, social gains, positive emotions, and cost
savings.

Seek to identify four types of customer gains in
terms of outcomes and benefits:

Required gains

These are gains without which a solution wouldn’t
work. For example, the most basic expectation
that we have from a smartphone is that we can
make a call with it.

Expected gains

These are relatively basic gains that we expect
from a solution, even if it could work without them.
For example, since Apple launched the iPhone, we
expect phones to be well-designed and look good.

Desired gains

These are gains that go beyond what we expect
from a solution but would love to have if we could.
These are usually gains that customers would
come up with if you asked them. For example, we
desire smartphones to be seamlessly integrated
with our other devices.

Unexpected gains

These are gains that go beyond customer expec-
tations and desires. They wouldn’'t even come

up with them if you asked them. Before Apple
brought touch screens and the App Store to the
mainstream, nobody really thought of them as
part of a phone.

Gain relevance

A customer gain can feel essential +

or nice to have, just like pains can Essential
feel extreme or moderate to them.

Nice to have
-

Tip: Make gains concrete.
As with pains, it's better to describe gains as

concretely as possible to clearly differentiate

jobs, pains, and gains from one another. Ask how

much they'd expect or dream of when a customer

indicates “better performance” as a desired gain.

That way you can note “would love an increased

performance of more than x” When you under-

stand how exactly customers measure gains (i.e.,

outcomes and benefits), you can design better

gain creators in your value proposition.




The following list of trigger questions
can help you think of different potential
customer gains:

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

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

* How do current value propositions delight your
customers? Which specific features do they
enjoy? What performance and quality do they
expect?

* What would make your customers’ jobs or lives
easier? Could there be a flatter learning curve,
more services, or lower costs of ownership?

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

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

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

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

* What would increase your customers’ likelihood
of adopting a value proposition? Do they desire
lower cost, less investment, lower risk, or better
quality?

@ Download trigger questions
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Best Practices for Mapping
Jobs, Pains, and Gains

X Common Mistakes

Mixing several
customer segments
into one profile.

Mixing jobs and
outcomes.

v Best Practices

Make a Value
Proposition Canvas for
every different customer
segment. If you sell to
companies, ask yourself
if you have different
types of customers
within each company
(e.g., users, buyers).

Jobs are the tasks
customers are trying to
perform, the problems
they are trying to solve,
or the needs they are
trying to satisfy, whereas
gains are the concrete
outcomes they want to
achieve—or avoid and
eliminate in the case of
pains.

Focusing on functional
jobs only and forgetting
social and emotional
jobs.

Sometimes social or
emotional jobs are even
more important than the
“visible” functional jobs.
“Looking good in front of
others” might be more
important than finding a
great technical solution
that helps complete the
job effectively.

Listing jobs, pains, and
gains with your value
proposition in mind.

When you map your
customer, you should
proceed like an anthro-
pologist and “forget”
what you are offering.
For example, a business
publisher should not
map jobs, pains, and
gains merely related to
books, because a reader
has the choice between
business books, consul-
tants, YouTube videos, or
even completing an MBA
program or training. Go
beyond the jobs, pains,
and gains you intend

or hope to address with
your value proposition.

Avoid frequently committed mistakes
when profiling a customer, and instead
follow these best practices.

Identifying too few jobs,
pains, and gains.

A good customer profile
is full of sticky notes,
because most customers
have a lot of pains and
expect or desire a lot of
gains. Map out all your
(potential) customers’
important jobs, extreme
pains, and essential
gains.

Being too vague in
descriptions of pains
and gains.

Make pains and gains
tangible and concrete.
Rather than just writing
“salary increase” in
gains, specify how
much of an increase a
customer is seeking.
Rather than writing
“takes too long” in
pains, indicate how long
“too long” actually is.
This will allow you to
understand how exactly
customers measure

success and failure.
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Pains vs. Gains

When you get started with the customer profile,
you might simply put the same ideas in pains and
gains as opposites of each other. For example,

if one of the customers’ jobs to be done is “earn
more money,” you might start by adding “salary
increase” to gains and “salary decrease” to pains.

Here’s a better way to do it:

* Find out precisely how much more money the
customer expects to earn so it feels like a gain
and investigate what decrease would feel like
a pain.

* In the pains, add the barriers that prevent or
make it difficult to get a job done. In our exam-
ple the pain might be “my employer doesn’t
give raises.”

* In the pains, add the risks related to not getting
the job done. In our example the pain could be
“might not be able to afford my child’s future
college tuition”
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Ask “why” several times until you

really understand your customers’

jobs to be done.

Another issue when you get started with the
customer profile is that you might settle with

a superficial understanding of your customer’s
jobs. To avoid this, you need to ask yourself why
a customer wants to perform a certain job to dig
deeper toward the real motivations.

For example, why might a customer want to
learn a foreign language? Maybe because the
“real” customer job to be done is to improve his
CV. Why does he want to improve his CV? Maybe
because he wants to earn more money.

Don'’t settle until you really understand the
underlying jobs to be done that really drive
customers.
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