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Empathy map template
Map what your buyer sees, hears, fears, and risks, from evidence, not assumption
An empathy map is a one-page picture of a buyer's world. Used well, it stops your messaging describing the customer you assume exists and starts it describing the one your data shows.
This version maps the buying group rather than a single persona. It adds the two criteria that decide most B2B deals: what the buyer fears, and what staying still costs them. Roughly half of lost B2B deals aren't lost to a competitor at all: they end in no decision.



1. Map the buying group first
Average B2B buying groups run to five or more people, and in large enterprise deals can reach three figures. A technical buyer's view of your product and an economic buyer's view are often completely different, so a single map will mislead you. 
List the group, then decide who needs their own map.

	Role in the group
	Who
	What they personally risk if this goes wrong
	Own map?

	Champion
	
	
	Yes/No

	Economic buyer
	
	
	Yes/No

	Technical evaluator
	
	
	Yes/No

	End users
	
	
	Yes/No

	Ratifier or blocker
	
	
	Yes/No



One question to ask in every discovery call: who will this impact other than you? It surfaces the rest of the group faster than any org chart.


2. Where each box's evidence comes from
The point of an empathy map is that it isn't you guessing what the buyer is going through; it's what they've actually told you. Work through this before filling anything in. If a box has no source, leave it blank. An honest gap is more useful to your team than a confident invention.

	Box
	Where the evidence comes from
	Sign you're guessing

	Seeing
	Competitor ads your reps get forwarded, review-site comparison traffic, what peers post publicly.
	The box only contains your own category.

	Hearing
	Analyst commentary, community threads, what champions say their leadership repeats.
	It reads like your own messaging.

	Doing
	Discovery notes, conversation intelligence transcripts, deal records showing who else was evaluated.
	Nothing about their competing priorities.

	Thinking
	Win/loss interviews, and the objections that surface late in the cycle rather than early.
	No personal or career risk appears.

	Pains
	Support tickets, churn reasons, the workarounds customers describe unprompted.
	Every pain maps neatly onto a feature you ship.

	Gains
	Won-deal debriefs and what customers say in their own words in reviews and stories.
	Written as product benefits, not their outcomes.

	Fears
	No-decision deals, stalled renewals, and the questions asked in legal or security review.
	The box is empty, or lists only price.

	Cost of staying
	What the workaround costs in hours, headcount, or risk, in their numbers rather than yours.
	You've quantified it, but they never have.



Two sources teams routinely skip
Your toughest critics, whose feedback tends to be the most specific and least filtered. And your own internal subject matter experts, who have usually heard the same objection fifty times without anyone writing it down.
Put customer connection time into the quarterly roadmap as a scheduled commitment rather than something you fit in around delivery.


3. The empathy map
One map per role in the buying group, not one per market. Copy this section as many times as you need.

Name & role: 			Group position:			Segment:

	Seeing
	Hearing

	What's in their environment? Competitor activity, peer activity, what crosses their desk.

	Who is influencing them? Leadership, analysts, industry noise, their own team.



	Doing
	Thinking

	What are they actively working on, and who else are they evaluating?

	What are they weighing privately? Include how this reflects on them personally.


	Pains
	Gains

	Functional: what costs them time or money. Emotional: what stresses or exposes them.

	What do they get if this goes well, in their words, not your feature names?

	Fears
	Cost of staying

	What could go wrong if they choose you, and whose name is on it? Include switching cost and retraining.
	What does another year of the current setup cost them? This is what you're really competing with.


4. Getting to the emotional layer
The "thinking" and "fears" boxes are where maps go thin, because buyers don't hand this over unprompted. The technique win/loss practitioners use is laddering: keep asking why one level deeper until you reach what it meant for the person rather than the business.

	Level
	Ask
	What you're listening for

	1. The decision
	What did you end up choosing, and what was the deciding factor?
	The stated, rational reason.

	2. The alternative
	What else was on the table, and what made you rule it out?
	Who you're actually compared against.

	3. The consequence
	What would have happened if you'd done nothing at all?
	Whether the cost of staying is real to them.

	4. The personal
	And how did that make you feel about the decision you'd made?
	Career exposure, confidence, relief.



The status quo your buyer is defending is usually one they inherited rather than built, so they don't personally own it. The moment they sign off on changing it, they do. That transfer of ownership is the real barrier in most stalled deals, and it never shows up in a features comparison.


5. Worked example
One completed map. Note that almost nothing in it names a product. That's the test: if your map could be pasted into a competitor's file and still read as accurate, you've mapped the buyer rather than your own pitch.
Name & role: Head of revenue operations	Group position: Champion, not signer	
Segment: Mid-market SaaS

	Seeing
	Hearing

	Two competitors running heavy outbound at her team; her SDRs forward the emails weekly.
A peer at a similar company posting publicly about removing a tool like ours after nine months.

	Her CFO repeating that there are no new line items before Q1 planning.
Consistent commentary that consolidating onto fewer platforms is the lower-risk move.


	Doing
	Thinking

	Running a parallel evaluation with two vendors, plus an internal build-versus-buy case.
Still cleaning up data from a migration that went badly last year.

	Whether to push for budget now or wait for planning and lose two quarters.
That she is the one presenting this to the CFO, and the CFO has said no once already.


	Pains
	Gains

	Functional: monthly reporting takes her team four days to assemble by hand
Emotional: no credible way to show what her function contributed last quarter.
	Numbers she can defend in a board meeting without a week of preparation
Being the person who fixed reporting, not the person who bought more software.

	Fears
	Cost of staying

	The last tool she championed was decommissioned. A second failure is hers by name.
Three months of her team's time on implementation while targets stay the same.
	Roughly 48 analyst days a year on manual reporting, which she has never costed out
A second year without attribution data going into headcount planning.







6. Turn the map into something that ships
A finished map that lives in a folder has cost you an afternoon and changed nothing. Each pattern below points at a specific piece of work.

	If the map shows
	Then the job is

	Fears fuller than gains
	De-risking, not persuading. Proof points, references, a reversible first step, and a named owner on their side of implementation.

	An empty "cost of staying" box
	Quantifying inaction with them, in their numbers. Until doing nothing has a price, you are not in the running.

	A crowded "hearing" box
	Differentiation, not education. They understand the category and are being told your competitors do the same thing.

	Personal exposure in "thinking"
	Giving your champion internal cover: a business case they can present, not a deck about you.

	Pains you can't solve
	A product conversation. Route it to product with the evidence attached rather than working around it.

	Gains in your feature names
	A rewrite using the customer's own phrasing from won-deal debriefs, before this reaches any asset.

	Identical boxes across the group
	Better research. A CFO and an end user do not share fears, so one of those maps was filled in from assumption.



Before you close the file
· Every box cites a source, or is deliberately left blank.
· The buying group has more than one map where the roles genuinely differ.
· At least one item in "fears" is about the person, not the purchase.
· "Cost of staying" is expressed in the customer's numbers.
· Nothing in "gains" uses a product or feature name.
· One person owns each piece of follow-up work identified above.
· A review date is set, since "seeing" and "hearing" go stale fastest.

Review date: 	    Owner: 
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