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Customer Discovery Synthesis Template
Turning interviews into a decision the wedge can be held to.
The instrument that converts a set of discovery conversations into a defensible read on the wedge. It separates what was observed from what was inferred, scores each theme by frequency and by severity, and ends in an explicit call: the wedge is confirmed, the wedge needs re-cutting, or the segment is wrong. Its purpose is to make the Validation gate answerable with evidence rather than enthusiasm.
	EDITABLE WORKING COPY
This is the fill-in version of a redacted sample from the Crucible artifact library. The structure is complete and usable. Every italic, shaded cell is a prompt to be replaced with your own content. All illustrative examples are composites and do not describe any actual engagement, company, or transaction.
Companion PDF: the same artifact, typeset for reading and circulation. Both are available at infinityforge.ai/proof#artifacts.



How to use this

Discovery produces conversations. The Validation gate requires a decision. This template is the instrument in between — the thing that converts a pile of notes into a defensible read on whether the wedge holds.
It is built around one distinction that most synthesis skips: the difference between what a buyer did and what a buyer said. Both are recorded. They are never combined into a single finding. A theme supported only by statements is graded differently from a theme supported by observed behavior, and the grading determines what the gate is allowed to conclude.
WHEN TO RUN THIS
1. After twelve to twenty conversations within a single hypothesized segment. Below twelve, frequency counts are noise. Across mixed segments, the counts are meaningless regardless of sample size.
1. Before, not after, any pricing decision or product commitment that the discovery was meant to inform.
1. Again after any material re-cut of the wedge. A re-cut wedge invalidates the previous synthesis; it does not amend it.

	THE RULE
Observed behavior outranks stated intent, always. A buyer who has switched vendors twice in three years tells you more about switching cost than any number of people saying they are open to change. Where the two conflict, the synthesis follows the behavior and records the conflict.


Section 01 · Scope and sample

	Wedge under test
	Buyer, use case, and value proposition as stated at the start of discovery — verbatim, not as revised since

	Hypothesis
	The specific thing discovery was meant to confirm or break

	Period
	First conversation to last

	Conversations
	Total, and how many are in scope for this synthesis

	Synthesized by
	Name, date. Note whether the synthesizer also ran the interviews.


SAMPLE COMPOSITION
	SEGMENT
	COUNT
	ROLE OF PERSON SPOKEN TO
	BUDGET AUTHORITY · SOURCING CHANNEL

	Primary target segment
	—
	Economic buyer / user / influencer
	Yes / no / partial — and how they were reached

	Adjacent segment
	—
	
	

	Out of scope, spoken to anyway
	—
	
	Excluded from counts; kept for the record


SAMPLE BIAS — STATED HONESTLY
Every discovery sample is biased. The question is whether the bias is known.
	Sourcing bias
	Warm intros over-represent people predisposed to be agreeable. State the split: warm / cold / inbound.

	Role bias
	Users are easy to reach and cannot buy. Economic buyers are hard to reach and are the ones that matter. State the ratio.

	Survivor bias
	People who agreed to a call are not a random draw. Note how many declined or did not respond.

	Interviewer bias
	Where the founder ran the interviews, note it. Founders get more encouragement and less truth.


Section 02 · Evidence ledger

One row per conversation. This is the raw layer; the themes in section 3 must be traceable back to rows here.
	ID
	ORGANIZATION TYPE
	ROLE
	OBSERVED BEHAVIOR
	STATED INTENT

	C-01
	Coded, not named
	
	What they have already done, spent, built, or switched. Past tense only.
	What they say they would do. Future tense. Discounted accordingly.

	C-02
	
	
	
	

	C-03
	
	
	
	

	…
	
	
	
	



	ILLUSTRATIVE COMPOSITE — NOT A REAL ENGAGEMENT
C-07 · Regional health system · VP Operations.
Observed: replaced their scheduling vendor eighteen months ago at a stated cost of [REDACTED]; runs a two-person team maintaining spreadsheets to compensate for the replacement’s gaps; has an unspent line item for workflow tooling in the current fiscal year.
Stated: “We would absolutely pilot something like this in Q3.”
The observed column is the finding. They have demonstrated willingness to switch, they are already paying two salaries for the workaround, and the budget exists. The Q3 statement adds nothing that the first three facts did not already establish, and is the part most likely to be wrong.


Section 03 · Themes

A theme requires at least three independent conversations. Two is an anecdote. Score each on frequency and severity separately — they are different variables and averaging them destroys the signal.
	#
	THEME
	FREQ.
	SEVERITY
	SUPPORT
	CONVERSATION IDS · NOTE

	1
	Stated as the buyer would state it, not as the company would like it stated
	n of N
	1–5
	Behavior / Stated / Mixed
	C-01, C-04, C-07…

	2
	
	
	
	
	

	3
	
	
	
	
	

	4
	
	
	
	
	

	5
	
	
	
	
	


SEVERITY SCALE
	SCORE
	MEANING
	TEST

	5 · Acute
	Actively costing money or creating risk now.
	They have already spent money trying to solve it.

	4 · Pressing
	Named in their own priorities for this year.
	It appears in a plan, a budget, or someone’s objectives.

	3 · Recognized
	Acknowledged as a real problem, unowned.
	They agree it is a problem when asked. Nobody is accountable for it.

	2 · Latent
	Visible to the interviewer, not to the buyer.
	You had to explain the problem to them.

	1 · Absent
	Not a problem in their world.
	Polite interest, no follow-up question.


A theme scoring 5 in three conversations is worth more than a theme scoring 2 in fifteen. High frequency and low severity is the signature of a product nobody will pay for.
DISCONFIRMING EVIDENCE
What the conversations said against the hypothesis. If this section is empty, the discovery was not adversarial and the synthesis should say so in section 6.
	FINDING
	FREQ.
	WHAT IT IMPLIES IF IT IS TRUE

	
	n of N
	

	
	
	


Section 04 · Buyer, workflow, and money

WHO ACTUALLY BUYS
	ROLE
	TITLE OBSERVED
	FUNCTION IN THE DECISION
	WHAT CONVINCES THEM · WHAT THEY FEAR

	Economic buyer
	Signs, holds the budget
	
	

	Champion
	Wants it, cannot sign
	
	

	User
	Lives with it daily
	
	

	Blocker
	Security, legal, procurement, clinical
	
	The most commonly under-mapped role. Name them.


THE CURRENT WORKFLOW
What they do today, step by step, including the workarounds. The workaround is the product's real competitor.
	





COST OF THE STATUS QUO
	Quantified cost
	Hours, headcount, error rate, revenue lost — in their units, with the arithmetic they used.

	Who bears it
	If the person who bears the cost is not the person who holds the budget, the sale is structurally harder. Note it here.

	Why it persists
	Something is holding the status quo in place. Naming it is more useful than naming the pain.


PRICING SIGNAL
	SIGNAL TYPE
	COUNT
	DETAIL

	Paid
	—
	Money changed hands. Amount, terms, what was delivered. The only pricing evidence that is not a hypothesis.

	Budget named
	—
	They stated a line item and a figure, unprompted

	Comparable disclosed
	—
	What they pay today for the nearest thing

	Reaction to a number
	—
	A price was put to them and the response recorded. Weak, but not nothing.

	Pricing metric
	—
	Per seat, per site, per transaction, per outcome — what the buyer expects to be charged on, which is often not what the company expects to charge on


Section 05 · The call

One of four outcomes. Tick one. A synthesis that ends in “we learned a lot” has not been completed.
☐   Wedge confirmed. The severity is high, the buyer is identified and reachable, and there is behavioral evidence of willingness to pay. Proceed to the Validation gate with this as the supporting evidence.
☐   Wedge needs re-cutting. The problem is real but the framing, the buyer, or the pricing metric is wrong. State the specific re-cut, and run a further round of discovery against it. Do not carry the old synthesis forward.
☐   Segment is wrong. The problem does not have sufficient severity in this segment. Name the segment worth testing next and the reason to believe it is different.
☐   Insufficient evidence. Sample too small, too biased, or too concentrated in non-buyers to support any of the above. State what would need to be added, and how many more conversations.
BASIS FOR THE CALL
	
Three sentences maximum, each pointing at a numbered theme or a ledger ID. If the call cannot be justified by reference to the evidence above, it is not coming from the evidence above.





WHAT WOULD CHANGE THIS CALL
	
The specific finding, in the next round, that would flip it. Written now, so that the next round can be designed to look for it.




Section 06 · Limitations and next round

1. What this synthesis cannot support. Name the conclusions people will try to draw from it that the evidence does not carry — pricing, market size, and competitive positioning are the usual three.
1. Gaps in the sample. The roles, segments, or geographies not represented, and whether that matters.
1. Next round design. How many conversations, with whom, testing what, and the question that will be asked differently this time.

	ACTION
	OWNER
	BY
	FEEDS WHICH GATE

	
	
	
	Validation
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