
Your Messaging framework will be the answer to:

What's happening in the market / What's the status quo & what's the problem with that (the Gap)
Why should your customers care? (what’s in for them)
Why now? What’s the cost of inaction?
Why you? What is your POV on the market and how do you set yourself apart from the competition (unique differentiator)?
Why should customers trust you? What social proof can you share and what results do your customers normally see?

Foundational Messaging Elements (Framework)

How to get started?

Step 1: What's happening in the market and what problem/ negative consequences do you see (for your customers)?
Step 2: Who care's about this? Your ideal customer profile (ICP)
Step 3: Competitive Alternatives: What other options do they have to deal with the problem & what are the limitations?
Step 4: Your Product: Your top features and capabilities & unique differentiators: How are you different to the existing 
alternative solutions? (Tip: Make a list of your features and add what value they bring to your ICP)
Step 5: Value Proposition: What's the benefit for your customer? What's the value for the client? 
Step 6: POV/ Sales Story: You connect the different elements to have a powerful story to tell - your sales narrative. 

Market 
Insight/ 
Changes

Competitive 
Alternatives

(Clusters)

What have you observed in the market?
What critical insight do you have? What's changing?

Setting the context.

What are they doing right now and/or what would your customers do, if your solution 
doesn't exist?

What other options do your customers have right now to deal with the problem/situation?
What are the pros and cons of each for the different types of customers?

(acknowledge that there are always multiple options)

Limitations
(The Gap)

What is it that the current alternatives don't offer. What's missing? And why is this 
important/relevant for your targeted customers? Why should they care?

The enabled 
value 

(Why buy/ROI)

Product 
Capabilities

What's the value (in terms of results) your product delivers to the 
customer (because you're closing the gap). Value is putting the 

benefit into the context of your customers' goals.
Fokus on the main 2-3 values you provide to customers.

What can customers do now 
(empowered by your product, that they can't without using your it)?

What new 'abilities' do they have?
Capabilities are 'powered by' features.

(Top) 
Features

What are the main features that enable the new capabilities?
A feature is a specific part of your product (that can do or has something).

Unique 
Differantiators

(Why you)

What unique attributes/things do we have?
(compared to the competitive alternatives/ that the alternatives do 

not have)
The value only you deliver (unlike the alternatives)

by using/ powered by...

(Functional) 
Benefits

What are the results/benefits of this?
Benefits are always an increase or decrease of something good or bad.

Start with #1 order benefit (direct & most believable) to rather indirect and less believable 
benefits (#2, #3 etc. order benefit).

resulting overall in

that results in...

(Social) Proof What evidence can you show that you really bring the value?

How can you proof this?

#1 order benefit

Why now? 
Cost of 
inaction

Highlight what it means if they do not act now. 
(Negative implications of the problem/challenge)

Product 
Category

Your product description in 1-​sentence.
(We are a project management tool, We are a CRM Tool, etc.)

It acts as a shortcut for clients to know what you're doing.

That enables your ICP to...

Alternative sol. #1 Alternative sol. #2 Alternative sol. #3

Limitation of sol. #1 Limitation of sol. #2 Limitation of sol. #3

(High Level) 
Problem

What is the consequence of this? 
What is the main problem (of the 

insight/observation)?

that leads to / proof that...

POV / Sales 
Story

Create different buckets for the 
customers:

If you value X, then those companies 
(bucket) are a good fit.

 BUT if you care about X (our unique POV), 
then we are the best choice.

Who cares about this?
The primary person using your product.

(if needed: additionally add the decision maker)

Company 
Types

Primary Current 
solution

(Status Quo)

Problems & 
negative 

implications

Persona(s)

Context

What type of companies do they work for?

What's the context the problem occurs?
What are they trying to do (aka. usecases)?

How do the currently deal with it?
What is the dominant current solution for this?

What's wrong about the status quo?
What exactly is the problem?

What are the negative implications of this (#2, #3, #4, #5, #6 order problem)
(Go from direct & most believable problem to more indirect & less believable problem)

#1 order problem #2 order problem #3 order problem

Top 3 
objections/ 
concerns Objection #1 Objection #2 Objection #3

How to 
overcome 
concerns

Concern Handling #1 Concern Handling #2 Concern Handling #3

Dream State / 
Desired 

outcome

What would the ideal world look like for them?
What do they 'aim' for?

What's holding them back to take action?

Jobs to be done

mostly related to
Jobs to be done 

& 
Responsibilities

using...

encounter/leading to...

but they
prefer/wish...

Responsibilities

Who's working in/for

trying to do...

War for talents - active sourcing is the new normal in recruiting.
So trying to book meetings with prospects is one of the daily jobs of 

a recruiter.

Explanation (Template) Example (Calendly) Your turn

Who's facing this problem?
Who's affected by this?

...so what other alternative solutions are 
available for them...?

That  can do...

That's why you introduce your product

Based on all of the above, 
you create your...

It takes a lot of email back and fourth to find an 
appropriate time. 

On average 6x emails (avg. 30 minutes)

Recruiter & Talent Acquisition

in fast scaling tech companies 
(with x+ recruiting calls per month)

hiring 10 new positions every quarter and relying on Linkedin and 
email outreaching to recruit the talents.

using email and Linkedin messages to book a first calls with potential candidates. On 
average it takes them 6x emails back and fourth to find appropriate time slots that fits both 

schedules. Once a date is confirmed it get's manually tracked in the ATS and team 
members and candidates receive a calendar invite. 

It's annoying task and time-​consuming. very inefficient. 
Recruiters face this issue around 15x per week.

takes on average 30 
minutes to find a slot

can focus less on getting 
in touch with new 

candidates

less candidates in the 
pipeline

takes longer on average 
to fill the role

Costs of hiring increases#4 order problem#5 order problem#6 order problem Decreased profit

Other scheduling tools Scheduling via Phone
Email + forms asking 

candidates for 
appropriate dates

No ATS integration
No async. work

Not scalable
not modern

still internal coordination 
needed.

No shared calendars.

Smooth recruitment process with full pipeline of candidates with 
scheduled meetings and all relevant data on candidate tracked in 

the ATS software.

Scheduling tool

Share my availability with 
others (candidates)

Schedule group meetings 
with colleagues and 

candidates

Collect candidate data 
and store seamless in 

your ATS.

Shareable calendar link

Find appropriate dates without email 
back and forth

Reduce time spent on booking 
meetings / Connect 5x faster with 

talents

Spend more time on X

Zero/less group coordination needed.

Reduce time to organize group 
meetings

Better recruitment experience for 
intern & candidates

Collect relevant infos about prospect

Less time to store info in ATS (no copy 
paste)

X% less admin work with automated 
scheduling work

100% increase in initial 
screening calls

60% faster time to 
schedule candidate 

interview

75% decrease in time-​to-​
interview

20 million users worldwide use Calendly for scheduling. 
Airtable, Glassdoor & Agile Search trust Calendly for their Recruiting 

(see Case Studies)

Unlike other scheduling tools, Calendly integrates perfectly into your 
HR workflow (with 100+ integrations) and makes your recruiting 

experience next-​level.

Keeping email as your scheduling tool, costs you 
on average 30min per candidate only scheduling. 
Which means less time on actually getting more 

candidates in the pipeline.

Candidates expect a smooth and frictionless 
recruiting process. 

A bad candidate experience leads to less applications 
and dropouts. Which means longer time to hires and 

ultimately risks the success of your business.

But I don't want others to 
see my calendar?

What about data 
security?

We have a lot of different 
meeting types.

One link is not enough

People can only book 
free slots (managed by 
you) but can't see your 

appointments.

All your data is secure. 
100% GDPR compliant 

and ISO certified.

No worries. Calendly 
enables you to create 

different meeting types

- Searching for profiles matching job requirements
- Sending 25+ cold outreach messages a day

- Screening calls with job applicants

- Hiring new team members as fast as possible

Scheduling first interviews with job applicants can be done in 3 different ways.

If you only have a few new hires per year and mainly hire older people, using the phone to schedule the meeting is an 
option for you.

If you have a very limited budget and don't mind going the extra mile to schedule calls via forms and email back and 
fourth, that's also a fair alternative, especially if you don't care a lot about recruiting experience.

But if you want a smooth recruiting experience and have lot's of scheduling, using a scheduling tool is the best option.

And compared to other scheduling tools, we seamless integrate into your ATS - so if this is important for you, Calendly is 
the only logical option for you.

The Market

Your Ideal
Customer

Your 
Product

Acknowledge 
the Pros

Limitation of sol. #1 Limitation of sol. #2 Limitation of sol. #3
Can still book meetings 
without email back and 

forth, but...

Find appropriate time 
slots for a first meeting, 

but...

ask candidates for 
sharing relevant 

information before the 
meeting, but...

but lack...

The 
Competitive 
Alternatives

Your Value 
Proposition

#2 order benefit

#3 order benefit

#1 order benefit

#2 order benefit

#3 order benefit

#1 order benefit

#2 order benefit

#3 order benefit

Your POV &
Sales Story

Pop-​up widget & in-​line website 
embeddable 

Feature 1
(that powers Capability 1)

Feature 2
(that powers Capability 1)

Round Robin

Routing rules

ATS Integration

Forms

Feature 1
(that powers Capability 2)

Feature 2
(that powers Capability 2)

Feature 1
(that powers Capability 3)

Feature 2
(that powers Capability 3)

Keep in mind: Messaging vs. Copy

Messaging:
The main points you want to say to your customers

Copy:
Copy is HOW you communicate it. It's the exact words.

Messaging defines your copy.
Copy can/should change based on the channel, medium, buyer stage etc.

Something is 
changing

that's relevant 
for ICP

and causes a 
problem(s)

with negative 
implications

as they prefer a 
better desired 
state/ outcome

have different 
options to get 

there

but they all have 
limitations

We are the only 
solution that X

so you can do X 
(you can't 

before)

all possible 
because of X

Others like you 
already work 
and trust us

and better act 
now, because 
otherwise...

Now you can combine the different messaging elements and build your 
Sales Story. It's your unique POV.

Market Insight/ Changes Problem(s) Negative Implications Persona Dream State

AlternativesLimitationsUnique DifferentiatorsCapabilities(Features)

which leads to Y

Benefits Social Proof Why Now

ultimately 
makes total 
sense (ROI)

ROI / Value

Active sourcing 
is part of 
recruiting

Recruiting 
specialist

takes a lot of time (6x 
emails & 30 min) to 
schedule meetings

less time on filling the 
pipeline. Leads to long 

time to hire and 
increasing hiring costs

Smooth recruitment process 
with full pipeline of candidates 

with scheduled meetings and all 
relevant data on candidate 

tracked in the ATS software.

Scheduling via Phone or 
email + forms or using 
other scheduling tools

No ATS integration;
Old fashioned & not 

scalable;
still internal 

coordination needed

Only scheduling tool 
that integrates perfectly 
into your HR workflow

Share availability via link;
Schedule group meetings; 

Collect applicant data & save 
automatically in ATS

Shareable link;
Pop-​up Embed;
ATS integration;

Round Robin;
Forms

20 million users worldwide use 
Calendly for scheduling.

Airtable, Glassdoor & Agile 
Search trust Calendly for their 
Recruiting (see Case Studies)

Keeping email as your 
scheduling tool, costs you on 
average 30min per candidate 
only scheduling. Which means 

less time on actually getting 
more candidates in the pipeline.

Market Insight/ Changes Problem(s) Negative Implications Persona Dream State

AlternativesLimitationsUnique DifferentiatorsCapabilities(Features)

X% less time to schedule 
meeting;

Focus more on filling 
pipeline;

Less HR admin work

Benefits Social Proof Why Now

100% increase in initial screening 
calls;

60% faster time to schedule 
candidate interview

75% decrease in time-​to-​
interview

ROI / Value

Candidates expect a smooth and 
frictionless recruiting process.
A bad candidate experience 

leads to less applications and 
dropouts. Which means longer 

time to hires and ultimately risks 
the success of your business.

Create different buckets for the 
customers:

Market Insight/ Changes Problem(s) Negative Implications Persona Dream State

AlternativesLimitationsUnique DifferentiatorsCapabilities(Features)

Benefits Social Proof Why NowROI / ValueAlternative Buckets

Alternative Buckets

Alternative Buckets

If you tackle 
more 

problems, 
duplicate this 

section.

Important Note

If you target multiple segments with different (buyer) personas, you need to duplicate the framework and create multiple ones.
Example: VP of Sales and Head of Customer Success --> Create 2 assets

Social Benefit

Emotional 
Benefit

Resulting Social Benefit

Resulting Emotional Benefit

Be a modern and overperforming recruiting specialist

Reduce the stress of manual scheduling work

Sources & Material

This framework is created by Alexander Estner.
Sources & inspiration from content from April Dunford & Fletch. Please check them out!

1. List all your (unique) features, especially compared to 
the competitive alternatives.

2. Then we pick your top features and connect them with 
the capabilities

Feature 1

Feature 2

Feature 3

Feature 4

Feature 5

Capability 1

Capability 2

Capability 3

It's about competitive alternative CLUSTERS. 
This is not only direct competition. It includes the 

different options to fix the problem.

Step 1: List the different alternatives.
Step 2: Build Clusters

Step 3: Add the limitations for each Cluster

Bonus: You can build Competition Battlecards for each 
single competitor (but it's not part of this messaging 

framework).

I recommend you create your ideal 
customer profile based on this guide or 

simply use my GTM Workbook
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Startup Business Tips 🚀
by Alexander Estner   


