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Founder of
eye square

1999

Founded one of the first
usability agencies in
Germany

From 2 founders to over
50 employees

i eye sqquarte

USER & BRAND RESEARCH
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Founders of eye square & investors

Deutsche Bank

OSRAM

@ LG



Timeline of my career

MSc Psychology
Humboldt University

=

eye square

Move to the UK
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Various UX roles:

Principal UX Researcher, Head of Insight,
Head of UX, Senior Manager Research &
Insights, Senior UX Researcher...
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Stepstone The right job for everyone
. group ’ M I

The Stepstone Group is one of
the world's leading job platforms.

We have over 20 brands across
more than 30 countries around
the globe.

We create opportunities for job
seekers and companies by
leveraging data and technology.
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Product discovery



Solutions need to solve a
problem for the user

“My team has created a very innovative solution,
but we’re still looking for a problem to go with it.”



Discover ¢, Discover
problem space solution space




Not starting with discovery:

Biggest mistake in product development

Discovery\ Alpha Beta Live

continue? continue? continue?
Understanding Testing Building Continuously
context and options by and refining improving
problems prototyping options

to solve
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PROJECT BEGINS PROJECT TEAM GENERATES IDEAS

Our customer %
ordered a tool!
“’_,-'"
s, '

g
7

AT THE END THE PROJECT INVOLVES UX PERSON

>

Make a specification for
this. And make it usable.

CUSTOMER GETS... SOMETHING

|

MNice saw but | needed a

hammer.

|

N\
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This happens when you skip
discovery:

The wrong product is
developed.

The user researcher was
involved too late, and the tool
doesn’t solve the user’s
problem.



“Most teams are
comfortable asking about
usability, but the hard thing
Is not usability, the hard
thing is evaluating value.”

Marty Cagan, 2022

- Thought leader for product management
- Founder of the Silicon Valley Product Group

(SVPG)

-product-trends-for-2022

User research doesn’t mean to make
things just pretty and usable; it is
about discovering the value for a user.

Value means: solving users’ problems.


https://sprig.com/blog/marty-cagans-6-product-trends-for-2022
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Doing the easiest often :

does not give value

Lucky you
What you're Lﬁ'} ;pi,?;
looking for?

| didn't. ]

But that's the

} easiest place
fo look.

% 5.K. 2013

street lamp!
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Discovering the solution space:
Design sprints are ‘discovery sprints’

“A discovery sprint is a one- Y ot
week time-box of product *
discovery work.” JMapP

Marty Cagan o Target
2016

15



What problem
does the user
have?

~X

Discovery
research

Discover
problem
space

Discovery

JTBD

Desi int
approach esign sprin

How can we solve
this user problem?

Discover
solution

e

-

Prototyping,
concept test

16
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JTBD as discovery framework



The origin of the
JTBD concept

b«&""';i;"'z:.;a aﬁ’*-u,f A
“They don’t want quarter-inch o
(dr'”] bits. "’l'hey S iz People don’t buy products; they ‘hire’
inch holes. them to do jobs, such as solving a

problem or fulfilling a desire.

Theodore Levitt, 1983




Th e C re atO r Of JTB D “Consumers are great at

identifying and articulating
their struggles but have no
idea what the solution looks
like until they see it.”

JOBS
TO BE

“We have to separate the
innovation process from the

ANTHONY W. ULWICK development process.”

Outcome-driven Innovation

Tony Ulwick
approach of JTBD
Pioneer of JTBD
Creator of Outcome-Driven Innovation Identify the outcomes that clients want to achieve,
Founder of Strategyn

and only then focus on the solutions.




Made JTBD popular

“When we buy a product, we
AT eouna ra essentially 'hire' something to
THE get a job done.”

INNOVATOR'S
SOLUTION

CREATING AND
SUSTAINING
SUCCESSFUL

GROWTH

CLAYTON M. CHRISTENSEN
MICHAEL E. RAYNOR

Popularized the concept and gave it the name
‘Jobs-to-be-done’ in his book :

Clayton Christensen
_ ‘The Innovator’s Solution: Creating and
AR ELElens SEieel protteser Sustaining Successful Growth.” (2003)




What is being sold here: Lipstick and nail

polish - or a “new me”?

ARE

MADE

YOU

FOR ‘FIRE AND ICE?’

Try this quiz and seel

What bs the American girl made of? Sugar and spice and
everything nice? Not since the days a-s.ca-..c..n There

a new American beauty . . . she’s loase aed lempitess, sirew i 1
gamin, dynsmic and demure. llmﬁdhv-l‘h  debightfully
baffling. Semetimes a little maddening. Yet they admit she's csily
the most exciting woman in all the workl! She's the 1952
American bessuty, with & foolpros! formula for melting & male!

She's the “Fire and lee™ girl. (Are you?)

Have you ever dancod with your shoes ofl? yuO =0
Did you ever wish on a new moan? ysO w0
Do you blwsh when you ind younself flicting?  ys 0 40 O
When a recipe calls for ene dash of bitters, do

you thisk it's better with fes? yo O =0

Do you secretly hope the next man you meet

will be & paychiatrist? yuO =0
Do you semmctiones foel that other women resent you? yes 0 e O
Have you ever wanted to wear an ankle beacelet?  yer O »e O
Do sables excite you, even om sther women? w0 =0
Do you lave to book wp at @ man? o0 =0
Do you face crowded partios with panic—then

wind up havieg & wohderful time? yo O =0
Dees gypay music make you sad? yaO D
Do you think any man relly understands you?  ya 0 = 0O
Would you stresk your hair with platinem

witheut consulting yeur busband? O =0
If tourist Bights were ranning, would you

take a trip 10 Mans? yaO w0
Do you clase your eyes when you're Lissed? ya D =0

Can you honestly anwwer “yes™ 1o at kst eight of these question?
Then you're mude of “Fire and loe!™ Amd Revion's bk

and passicnate scarfet was made just for you—a daring projection
of your own hidden prosanality! Wear it tonight,

Tt may be the night of your lifetime!

stepstone
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“In the factories we make
cosmetics. In the

drugstores we sell hope.”

Charles Revson, the founder of Revlon

The jobs-to-be-done concept
has been used in advertising for a
very long time.

This ad shows the focus on
‘higher level jobs’ that buying the
lipstick fulfils.

21



What do
customers
really want?

Not drilling a hole, not
assembling furniture...

IKEA’s innovation was to create furniture that
you could order and assemble yourself
without needing to “drill a quarter inch hole”.

But customers don’t even want to assemble
furniture.

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




They want this

In 2017, IKEA bought Task Rabbit - because
people don’t want to “assemble/ build
furniture” either.

...just a nice home TaskRabbit

They want to express their individuality and
feel comfortable in their home.

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




JTBD Hierarchy stepstone

Influencing factors

e Fears, insecurities, barriers that hold
users back to achieve their goals.

e Triggers and pulls that motivate users
to start trying to achieve their goals.

Emotions,
aspirations, visions.

Higher level jobs

Have a nice home

The main goal the user
wants to achieve.

Core jobs

Get new furniture

All the small steps users
need to do to accomplish
their core jobs.

Lower level jobs

Hire Task Rabbit to get it assembled...

24
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How users measure how well a job gets done? group

—> Job metrics

User needs & pain points

That as rarely as possible | get a bad conscience, after indulging myself with food
| ' 1

g
»
*fr,"\
~
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Jobs-to-be-done stepstong

A new lens to look at products: From products to jobs

Nice home

Relaxing

Bonding

26



the
stepstone

JTBD at Stepstone



Driving our JTBD
approach
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Florin Ciontu i g
SVP Product B2C Stepstone —

His vision: Everyone at Stepstone talks about
JTBD when having a coffee chat.
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The Vendbridge jobs-to-be-done study

BRIDGE

Yann Wermuth

& StepStone Partner Vendbridge

Uncover actionable unmet candidate needs to create a
holistic digital growth strategy for StepStone

Executive brief of J be-done project
Zurich, February 2¢

Measure needs. Focus innovation.

Beat Walther

Owner & Managing Director Vendbridge




Qualitative
research

The in-depth interviews
provided the job metrics
(user needs & pain points)

Goal

Validate existing knowledge and
identify gaps.

Outcome

Validated JTBD hierarchies with job
metrics, qual insights of unmet needs &
emotional barriers & drivers.

—> |t is important to have this qual
research before quant, to make sure we
measure the right things in the survey.



JTBD Study

Method
Qualitative in-depth interviews (N = 52)
Quantitative survey (N = 9230)

\ ¢/

Two surveys
Pain points (job metrics) in the Emotions in
jobs-to-be-done the jobs-to-be-done

Two target groups

Job browsers Active job seekers

w i

Job-to-be-done: Job-to-be-done:
To keep an eye on the job To actively look for a new job
market

th
stepstone

group
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Quantitative survey

Measuring fulfilment & importance of job metrics

Fulfilment

10

9

8

4.4

6.0

4 5 6

Importance

7

8

9

10
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Survey about job metrics (pain points
and user needs).

Respondents rated how important
and fulfilled these job metrics were.

33
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JTBD at Stepstone

To lead a purposeful life

To be valued

Higher level Jobs : :
To finance a lifestyle

To progress in career

To improve work-life balance

Core Jobs To work / to improve work situation / to find opportunities

To keep an eye on To actively I+
%Y.Q the job market look for a job ' ‘

Lower level
Jobs

To reflect on current occupation To find job opportunities

To assess market value and skills To research the company

To get & browse opportunities To conduct interview process
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Emotions during job search

Positive emotions decline, negative emotions increase

To find job To assess job To send in the To wait for a - .
.\ - . M ... s - To conduct interview process
opportunities openings application & CV response

\

Accessing job site Looking at Sending in CV Waiting for feedback Before interview Waiting for feedback
op portunities after application after interview

= POsitive emotions ===Negative emotions
35



Feelings during the application process

Optimistic, confident, excited to
demonstrate skills, FOMO

“The interview is “It's easy to adjust
about me.” my application.”

“One step ata

“Time to shine.” s
time.

“A chance to get
noticed.”

the

stepstone

group

Self-doubts, helplessness when getting
no answer, fear of failure

*Will | be happier
afterwards?”

Will it be the right
decision?

*What if they didn’t
want to hear what [ was
saying?”

“You get used to
No's.”

“Will it match my
expectations?”

*Was it the right
preparation?”

*What do I do
when they (don't)
want me?”

“It won't work
anyway.”

36
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Job seeker journey & JTBD stepstone

Mapping top, medium & low priority job metrics shows
where products should focus on

Status quo Orientation Search Apply Interview Hiring

Bkt em rirere cvcnprien Avoner yonsoetl Brewwe sppernnmis Define what o want ] Tudich opwermnsies Auvana joke wprmangs  Cumpare jobe siwn Se e Beveasch he company  Send i agplionien  Wak bt o respense  Dadl wikh ieiecion  Condut bmrview Boliors om mpplication  Nogwnate corerat
ey sescen piacoes b o vy

Shows where to focus on:

Products should address the top priority job
metrics (with high importance and low fulfiiment).

37



. stépstone
Job seeker journey & JTBD group

Mapping all research insights together with the job metrics shows
phases of job search and decision points

38



Job seeker journey & JTBD stepstone

Summary with decision points (based on research and job metrics) shows when users
transition to next phase and when they stay in current phase




Clusters for our target segments,
based on job metrics (JTBD)

Cluster Summary

* The seif doubter
« The career bullder
« The stabllity seeker

Job Browser

Job browsers ’Jf

The self doubter

St doublers have o bow propessity te
ahangs - but thay would profit from
ehangs the sast

The career builder
Caraer builders will changs for bettar
b ~ but they are atraid of fading, Le.
ot getting the job.

The stability seeker
Srabiity seskars Maly not to ohangs
amployers, prater to develop withi the
company.

« The self doubter

« The career bullder

- The uninspired regional
+ The people person

- The confldent

Job Seeker

Active job seekers '-Ii

The self doubter The people person

confidence. 45 they aan about the company outere.

The career builder The confident

the nest chaleags, for wham job changs is sn sxciting
whntirs

The uninspired regional
Univpirad regianals only cars shout
getting work closa ta whars they Bve.

stépst

one

~group

40
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Problem
* Trainings from external experts in the past
had limited impact.

Solution with new approach

Internal trainers and champions for JTBD.
Concept, advice and guidance by our agency
Vendbridge.

Vendbridge as a partner who enables us to apply JTBD
- not only a provider of research.




The training

Per product area

Presentation with Vendbridge JTBD
research insights

- Two tailored workshops

Cross functional participants from product,
UX, analytics, engineering




Workshop |

Pain points

(high /
moderate
opportunity)

Initiatives

Pain points

fullfillment

(count total
by row)

Initiative
(count total by column)




@ STS-230531.M-Data and Ma
¢ B's & app.mural.co/t/testwork
IVIGLLI HITUGUYED Qi pans puvnin

ﬂrl JTBD Workshop 1a - Candidate Data & Mar

VT L S e MOTTES e P B4t S———E G TSITS © o g

2 oUt how well 8 paie point is sddiessed with your initiatives: Count total by row
how well an intiatve satisfies pain points: Count total by columa
you're ready, come back from your break out recms and present 10 everyone

Pain points

fulifillment

(count total
by row)

JTBD workshop |l for Candidate Data & Marketplace - Know Our Users (remote)

Take conerol

ysom @

VIS HHUGUVYED QiU Paiil gy

i [S) s w S
L Add high ate op »
B | L —————————————

———

3 Find out how well & pain point is addressed with your initiatives: Count total by row
4. Find out how well an intistrve satisfies pain points: Count total by column
5. When you're ready, come Back from your beosk out reems and present 10 everyone

Initiative
unt total by column)

O

e = -~ leave | v

Camera Mic Share

This meeting chat & muted. Settings

Meeting chat

STS-230531.f...
uxteams > JTB.

1 min left

0 Patrick Kedziersid 104

At this stage we shouldn't
think too much about if and
what we can do about a
specific pain point but rather
how big the problem is we
want to solve which
determines the size of the
opportunity. The 'how’
would be next step.

a

super interesting, group !!

thanks!

Magdalena Rudria-Zdeb

5 mins left; please akso count
totals per column & per row

‘ Dariusz Burak
brb

back




Workshop Il

Focus initiative

What job step or task Is the customer trying to get done? (Job-to-be-done) What are the reasons why the customer should belleve the promise? (features, data. quotes)

Which of the customer Pain Points In the list occur In this step (do not add or Invent

Pain Points)? And what's the consequence they are not solved? (Drama) What action do you want to trigger from the customer / what new habbit should they pick up?

Customer side Company side
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What job step or task is the customer trying to get done? (Job-to-be-done) What are the reasons why the customer should believe the promise? (features, data,
quotes)
Changing B 5’~°;-_-e";f; cet Provide
""" Q10 Maks JOOS for LN !‘ne ::::1;';e: recrunter
Willing to make Knowina opportunities o P "
3 change Dutin somethmg =7 f not enouah Qb infos for the
néed of LU ‘\'.’hd".ﬁJOD not enoug cerzone zec e
& better creere unknowns
on now really looks
there
o like Never
iAol Stepstone hesin
Navigate decision k:c‘;wé about you
through Wait for Nover look e 3 = and centre
the market THE right back We take Ll it on you
opportunity the ‘Poker
out of the
play
Jene
regretrien Regular
'\ engagement
(=D s f,.ifuse,s Make our
click for me'nci.y coach users
S . s ot  { f rrow
el e support 0 19: DI»TC-"-On sticky
Jesepn o No regrets. e from your EOees
Sl move what and
merTie you no bets AR coach
:.;:’:f::o':i.\ ¢ fob betore you seert where!
i the career Get users
L2 then your provide | am sure | coach is always 10 ﬁp:)ly
CureE comoeYy 2 won't miss available for me
ceovdes 0z ey SpaGPIC KD outon and my
Qeoorunnes 00 1 n M\
acibie t 5 preferences
gy e g opportunities questions
your job

Which of the customer Pain Points in the list occur in this step (do not add or invent

What action do you want to trigger from the customer / what new habbit should they

Pain Points)? And what's the consequence they are not solved? (Drama) pick up?

Customer side Company side .



We trained
120 people
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Prioritisation with JTBD

Interview

Lawrence Hardy

|
I 1 Portfolio Product Director

1
Remember Be less Know how Stepstone
answers nervous it went

Validated by quant:

® 4
O 9.0 :
8 8.0 : .
U) 4 4 oe " cA
E &1 i1 51 \ R
O a4 N ’ 53
— 5.0 : s a8
8 /, 4.3 7o 'f < - - 42
2l 3.0 | 3 13 s ° o ' ¥
20
Product area 4 Team 3 Target audience 2 Journey 1

50



Interview target audience to find out micro JTBD

Interview

|
Validated b ant: Remember Be less Know how
y quant. answers nervous it went Lawrence Hardy

Portfolio Product Director

JTBD Stepstone

Unvalidated by quant: JTBD JTBD

JTBD JTBD

JTBD

O
O
©
Q
7))
=
Q9
Q
O
| -
o

51




Survey target audience

O
O
©
Q
n
=
o
Q
O
| -
o

0%
g
808 Ml |
60 R T - *
i a1 e ekl i L]

TO5% u 'i bk % 3

: %%

% 54 .
a0% 51 51 5, 51f82%1 50

A7 % T . %
. 1w /% ¢ /x e - e
36 SRYEA " D
5§ g 0B B

0% X S 43 % % 42

o % 40 40 "

ar 36 LA o
30% 33 % og 34
o %

20%
10%
0% Interview Before

preparation interview

Lawrence Hardy

Portfolio Product Director
Stepstone

Fs
0 1%
3 o
a4
H Pl
5? o
' %
50 %o 0o
43
% 45 o
o
iy 38
L o
=T
g
aT % i‘f " % oy 15
% 335
2 %
o

During After
interview interview
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Design sprints & iterations

)
O
©
Q
0p)
C
QO
4+
=
O
7p

Understand Sketch, decide
& Map & storyboard

A N
® -

Validate

Prototype .
with users

Design Lawrence Hardy

U . Portfolio Product Director
sprlnt Stepstone

Design sprint + user i i . .
o testing Round 1 O User testing — Round 2 o User testing - Round 3 o Scaling learnings

Iterate
prototype

Test on-site to : Cheaply test in

scale learnings : market

User testing Round 1~ User testing Round 2 - User testing Round 3 - O Proof of concept
Playback Playback Playback P
Full system
Draft us:
facing
POC to
System Proof of d L]
mulatis
oductio
for usel (POC) p r u I n
Prot
Analysis &
Day: Weeks Month Yi
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The Virtual Interviewer stepstone
A solution for job seekers based on JTBD

& Sstepstone e Q

Magazin v My career v My jobs ~ Alex's account v

Interview coach

Overall performance Bosch Lufthansa Azon + Add company 60% would Strongly
Current NPS of 70 _ agree to track all
You have had 1 practice round and answered 2 questions in total. interviews with this tool

(O]

Excelent

Delivery & communication

Poor

Engagement & enthusiasm ® @ Positives Feadback

1
Low High Job-Specific Questions General guestions CV-Specific Questions

Content & relevance ®
! 55 Neutral Feedback

Poor Excelent

Questions about |eadership Work ethic questions Questions about career

See full analysis >

To improve your

Things you do well Fillerwords Your use of "'um" and "and" Pacing communication, try
has decreased over time. speaking faster so your
» Structured answers: Your answers are ub 7% @ 132 . Y . 4
usually well formed. Well done! message will be more
+ Use of Examples: When describing your concise and effective.

past experiences you usually provide clear
examples without being prompted, this is

exactly what interviewers are looking for.
Detailed analysis > Practice again >

What you could improve on

Lawrence Hardy

Portfolio Product Director
Stepstone

54



Key learnings

JTBD are an easy framework to align on the users
and their ‘jobs’ (goals & tasks):

Higher level jobs (bigger, aspirational goals)
Core jobs (necessary to do to reach
aspirational goals)

Lower level jobs (detailed tasks to
accomplish goal)
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Thank you!

Sabrina Duda

Principal UX Researcher

The Stepstone Group

www.linkedin.com/in/sabrinaduda

More info: www.smiling.club /,,3;
hi
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