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Low priority

Opportunity Table stakes

Overserved

Importance
of the job

Satisfaction with how the job gets done today
a property of the tools, processes, etc.

slow to move

can move in a single product cycle

AI is buffeting Jobs To Be Done 
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What do I do when the map I just drew is already 
out of date?
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What we'll cover

1. Dissatisfaction collapses while importance holds

3. Opportunity moves to the exceptions
2. New jobs appear around trust, verification, and defensibility
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The example

Decide: take it?
hours of work

Accept or decline
revenue a stake

Request arrives
incomplete info

The same job, wearing different clothes

Insurance Credit decision Patient intake Hiring screen



6

The commercial insurance numbers

Before

Intake to first accept-or-decline decision – not to a bound policy

After

Standard cases

2-3 hours

about 20 minutes

under 5 minutes

the bottleneck moved – it didn't disappear
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What we'll cover

1.  Dissatisfaction collapses while importance holds

3. Opportunity moves to the exceptions
2. New jobs appear around trust, verification, and defensibility
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What it means

Importance – anchored to the 
outcome

“why the job matters – and what it 
costs to get it wrong.” 

Satisfaction – anchored to the 
means

“how well I can do it with what I 
have today.” 

Importance data ages slowly. But with 
AI, satisfaction data spoils quickly.
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What it looks like in the insurance data

Low priority

Opportunity Table stakes

Overserved

Importance
of the job

Satisfaction with how the job gets done today
has split into two populations

holds steady

Non-adopters AdoptersThe average 
describes nobody
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So what…

• measure adoption alongside satisfaction, never separately

• date your satisfaction data – it spoils

• look for bimodality before you report a mean



11

What we'll cover

1.  Dissatisfaction collapses while importance holds

3. Opportunity moves to the exceptions
2. New jobs appear around trust, verification, and defensibility
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What it means

Low priority

Opportunity Table stakes

Overserved

Importance
of the job

Satisfaction with how the job gets done today
The opportunity didn’t disappear - it moved somewhere you weren’t looking

a job you didn’t measure

the job you did measure
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What it looks like for the underwriter

Explain the decline

High importance. No solution. Nobody is measuring them.

Spot when it’s wrong

Decide when to override Defend it to a regulator

Decide: take it?
now solved, pretty much
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So what…

• new jobs show up as complaints, not as needs
• refresh the job map before you refresh the instrument

• ask what changed, not what's hard
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What we'll cover

1.  Dissatisfaction collapses while importance holds

3. Opportunity moves to the exceptions
2. New jobs appear around trust, verification, and defensibility
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What it means

What’s left for the person
20% of the cases and nearly all of 

the difficulty
cleared by the tool
80% of the cases

routine hard

How hard the case is
What’s left isn’t a smaller version of the old job – it’s a harder one
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What it looks like in the underwriter's day

2023

80% of the volume left. Nothing like 80% of the day.

2026

a mix – the easy ones sat between the hard ones

hard case, hard case, hard case
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So what…

• stop asking about the typical case – it's automated
• stop asking about the typical case – it's automated

• ask why it landed on their desk – the escalated cases are not 
all alike



19

What we covered

1. Dissatisfaction collapses while importance holds

3. Opportunity moves to the exceptions
2. New jobs appear around trust, verification, and defensibilityThree changes, one direction – the opportunity moved 

to where you weren't looking
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The scoring model 

few adopters most adopters

the job becomes table 
stakes

Market adoption of the capability

conceptual

the score follows this

penalty for not having it

advantage for having it

The score follows the falling line. The market follows the rising one.
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What the work actually looks like

Most of the value in AI movement lives in the first two

Listening pass
a handful of 

conversations

~ 2 weeks

is the ground moving? 

Directional read
qual to redraw the job 

map + light quant

~ 4-6 weeks

where’s the new 
opportunity?

Full study
size the market, 

defend the number

months

only if the stakes 
justify it
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The jobs we built around were measured in a world 
AI has already changed.
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Thank you!

Steve Hansen, Partner
steveh@phase-5.com
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