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introduction

1
Learn How to Integrate CI Into 

Your Strategy 



It’s impossible for product marketers to do their job effectively if they don’t understand 

what’s happening outside the four walls of their business. Of course, they should know their 

own product and company like the back of their hand, but they also need to have a strong 

understanding of their market, their customers, and their competitors. Product marketers are 

responsible for translating their market knowledge into actionable efforts, driving the  

go-to-market strategy, and positively impacting revenue growth. 

So, how can product marketers gain a full understanding of their competitive landscape and 

use that knowledge to integrate competitive intelligence (CI) into everything they do?  

Competitive intelligence can improve each product marketing area of responsibility such as 

market analysis, sales enablement, product launches, positioning, and messaging. 

This guide will take you through best practices for integrating competitive intelligence into 

each piece of your product marketing strategy. You’ll start with the basics of competitive  

intelligence, and then dive into gathering competitive intelligence to understand your  

market. Next, you’ll learn how to leverage competitive intelligence to benefit your  

positioning and messaging. You’ll then look at each stage of a product launch, pre-launch, 

launch, and post-launch, and learn how to use competitive intelligence data to hit your 

launch goal. Finally, you’ll learn how to create strong pieces of sales enablement, leveraging 

competitive intel, to help your team win more deals. Throughout this guide, we’ll show  

real-life examples of product marketers integrating competitive intel into their strategies, and 

provide you with a handy checklist for gathering your own intel. 

Let’s get started. 

39%of people say that Product Marketing is the 

leader in competitive intelligence for their company.

- State of Market Intelligence 2018
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CI: The Basics

2
The Basics of Competitive 

Intelligence 



Competitive Intelligence is the process of gathering and understanding essential information 

about companies within your market to anticipate actions, analyze market trends, and  

leveraging the data to improve upon your business strategies. Competitive intelligence can 

be used to enhance marketing efforts, enable your sales team, and iterate on your products. 

The process of competitive intelligence can be summarized into three steps - track, analyze, 

and act. By gathering and analyzing intel on your competitors, whether they be your direct 

competitors, indirect competitors, or aspirational competitors, you can leverage the data to 

benefit your product marketing strategy. 

Key Areas of Your Competitors’ Digital  

Footprints to Track

News and Events

Team and Personnel 

Product, Pricing, and Packaging

 Discussion Threads & Reviews 

Positioning and Messaging 

Customers and Partners 

  Content and Social Media 

Conversion Tests and Promotions 

Product marketing needs competitive intel to be successful. Without understanding what’s 

happening externally within your market, it’s impossible to be successful internally. Let’s start 

by looking at how to better understand your market and your ideal consumers with the help 

of competitive intelligence data. 

Now that we’ve covered the basics of competitive intelligence, let’s take a look at how to 

use competitive intelligence to get a full understanding of your market. 
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CI and Market 

Research 

3
Use CI To Understand Your 

Market and Personas  



Product marketers are responsible for understanding what to sell, where to sell it, and how 

to sell it. So, they need to understand the needs of the market and the audience to 

successfully position their products, execute product launches, and keep internal teams up 

to date on market trends. So, where can product marketers gather this information? 

Directly From Your Customers 

The key source for understanding your target personas is from your customers themselves. 

At the end of the day, the center of a product marketer’s universe is their customers. Going 

straight to prospects and customers is a great way to understand market needs. Here are 

some effective ways to get insight about your market, from customers. 

Conducting Surveys

Whether it be among prospects or among current customers, conducting surveys can be 

beneficial to your product marketing strategy. You want to get a representative sample of the 

audience so that you can identify market trends. You can ask them at any stage of the 

product lifecycle as a way to find out customer pain points, use cases, feedback, and needs. 

You can then use that information to benefit your product iteration, customer happiness, and 

messaging.  

Hosting Customer and/or Prospect Focus Groups 

This is a great way to hear what current users think about your product. Hosting small group 

discussions can give you an inside look at what customers think about your product and 

how they talk about it with their peers. This is also an excellent way to gauge market 

readiness or interest if you’re considering launching new products. 

1:1 Interviews

Conducting interviews with your customers can give you insight that you wouldn’t get from a 

survey or a group setting. It’s much easier to ask open-ended questions and let them voice 

their opinions when it’s an interview rather than having them outline it in a survey. The intel 

from 1:1 interviews can help you enrich your personas and improve your product marketing 

strategy. 
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Reviews 

Users are extremely honest on review sites. You can explore review sites to discover how 

customers feel about your product, as well as your competitors’ products. You can gain intel 

about product strengths and weaknesses, customer service, and overall customer 

experience. Here are some places to source product reviews. 

Discussion Threads 

Monitoring support threads can give you insight into product and service gaps. Looking at 

help sites, support pages, and even social media support accounts can give you the intel 

you need. When curious prospects or current customers seek information, they turn to the 

internet to hear from those who have first-hand experience with the product, or multiple 

products in the market. Here are some helpful sources. 

Quora and Reddit

Discussion websites such as Quora or Reddit are home to endless threads of market 

questions, concerns, and competitor comparisons. These sites can give you intel on 

competitors as well as give your team the opportunity to engage with potential and existing 

customers. The questions and answers on Quora are so robust, you can see what people 
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are already talking about, or you can pose your own questions and gain specific market 

research. 

Chatbots Hosted on Your Website

Chatbots can help you understand what your current customers and website visitors ask 

your support teams. This can give you insight into problems a customer may be having or 

what users in the market are looking for in your product. Common questions can inform new 

content to be created or FAQs to be added to your help page.

Helpdesk Websites

From your own helpdesk site, as well as your competitors’ help sites, you can see the FAQs 

that consumers often ask support teams. Use the questions from both your site and your 

competitors’ sites to understand pain points, product problems, and common market 

questions. 

Twitter (and Other Social Platforms)

Most companies have a Twitter account, and many have one specifically dedicated to 

support. See what customers are saying and how companies respond to them.  

 

Communicate the Intel 

Once the intel is gathered from these sources, the next step is to effectively communicate 

the intel to key stakeholders. All teams should be equally as knowledgeable as product 

marketing when it comes to what the market wants, where your product should be sold, and 

how to properly penetrate the market. In fact, when it comes to social media, review boards, 

or support threads, you can arm your marketing team with intel and have them enter the 

conversations to give valuable insight. This information should be communicated with sales, 

marketing, and product, and this is an opportunity to share the current state of the market 

with executives.

Let’s dive into how you can integrate competitive intelligence into your positioning and 

messaging. 
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CI and Positioning 

And Messaging

4
Tailor Your Messaging to  

Resonate with Your Market



Nailing your messaging and positioning is one of the toughest tasks a business can face. 

You may go through a big branding exercise to get your messaging as perfect as can be, but 

for some reason it’s just not resonating with your market in the way you expected. Why? Let 

us introduce to you The Cup Holder Conundrum. What is the Cup Holder Conundrum? It’s 

when a company highlights new features and upsells their latest product, but overlooks the 

one thing customers care most about. For example, car manufacturers have commercials 

highlighting all of the latest features, showing how appealing the new car is, but all the buyer 

really cares about in the end is the cup holders. This conundrum can be true in any industry. 

Here are some ways you can use competitive intelligence to make sure you are speaking to 

the top needs of your customers in a unique way. 

Take Stock of The Current Messaging in Your 

Market 

Your potential buyers are likely looking around at the different products available to them. 

With products that are highly similar, messaging may overlap and lose its effectiveness. You 

want to make sure that your messaging stands out from your competitors’ and positions you 

as the best choice. Stay on top of your competitors' positioning and messaging, both on and 

off their website. Pay attention to new website sections added, new design and branding 

launched, and changes to company profiles across third-party sites. Keep an eye out for  

positioning changes anywhere across their websites. Monitoring changes to a company's 

boilerplate is also a great source to pull out intel. 

Research Your Market to Create Messaging 

that Resonates

You want to ensure that your message is resonating with your market. A great way to tailor 

messaging to your market is to use the words of your customers within your messaging. An 

exercise to try, is to pull out key words or phrases that customers use in talking about your 

product or company, build a word cloud, and integrate the user-generated language into 

your new messaging. Nothing is going to resonate more with your target customers than 

their own words. 
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Adjust Messaging Over Time Based on Market 

Shifts 

Whether it’s a competitor's product changing or the needs of your customers shifting, your 

product will likely evolve to keep up with the demands of the market. Although you have 

done careful research to craft strong messaging for your product, as shifts in the market  

happen, your messaging should follow suit. When you change your messaging, make sure 

you continue to listen to your market, create messaging that resonates with them, and keep 

the messaging flexible for unexpected competitive changes.

Now, let’s look at how competitive intelligence is useful for pre-launch, launch, and  

post-launch. 

 

13



CI and Product 

Launches

5
Leverage CI at Every Stage of 

Your Product Launch 



Executing a product launch includes many moving parts. Pre-launch, your team needs to 

have an understanding of your market and be prepared to launch your new product into 

their space. During launch, your sales team needs to be ready to field any and all questions 

about your new product so that they can close more deals. Post-launch, your team needs to 

be ready to debrief, gather valuable intel from your market, and analyze the success. Let’s 

take a look at how competitive intelligence can be incorporated into each stage of your 

product launch. 

Pre-

Launch
Launch

Post-

Launch

Pre-launch

Before launching a product, you want to have a clear understanding of your market. First, 

you want to have your target personas in place so that you know who you are marketing the 

product to. Then, you want to know what the market needs are, and evaluate how you can 

meet them in a new and unique way with your product. 

A highly useful way to test market readiness and gain user feedback is by doing a beta test 

with a healthy mix of current customers and potential customers. That way, you can gauge 

how well your product will do within the market. If your competitors already have a similar 

product, you can compare your user feedback to reviews you find online of your 

competitors. You will be able to see how your product compares to theirs. 

You also want to use the period before a launch to get your entire team on the same page, 

and providing your team with the right tools. For example, the sales team should have sales 

enablement tools ready to go so that they are prepared to answer any and all questions 

when it comes to your product and how it compares to competitors’. 
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Pre-

Launch
Launch

Post-

Launch

Launch

At the time of the product launch, you’ll want to ramp up your press, marketing, events, and 

sales enablement efforts. Analyze what your competitors are doing for their product 

launches and see how you can improve your own efforts. Everything should have been 

prepared pre-launch, but now, you want to ensure that you’re effectively infiltrating the 

market with your new product. Your marketing team should be ready with events, whether 

they be virtual or in person, content, press releases, and collateral. The messaging across all 

marketing efforts for your product launch should be carefully crafted, differentiated from 

your competition, and consistent across all platforms.  

This is where the sales enablement tools come in that your team has prepared. Your sales 

team should be utilizing the sales enablement tools, getting more leads, and scheduling 

more demos. Having tools such as battlecards and sales scripts, will prepare your sales team 

to take on tough competitive questions in unbiased ways. 

16



Pre-

Launch
Launch

Post-

Launch

Post-launch

After a product is launched, there are a number of key actions to take. Most important, 

measure the impact of your new product. How did it perform within the market? What are 

new customers, existing customers, and industry experts saying about your product? Keep a 

pulse on what users are saying on social media, whether it was directed at your account, or 

just mentioned on a social media platform. You’ll also want to take another look at review 

sites and online discussion threads as another source to measure what your market is 

saying. 

Leverage customer success stories and testimonials as extra marketing resources. Creating 

case studies or simply sharing the testimonials on your website can give you an edge 

against your competition. 

If your product goes head-to-head with a competitor, you should look at how your win rates 

against your competitor have changed after a launch. Has your win rate increased? Have 

your competitive losses increased or decreased? Take your sales data and break it down to 

see how competitive intelligence helped your product launch be more successful. 

Finally, what are your competitors saying? Are they doing anything in response to your latest 

product launch? Keep a pulse on your competitors’ actions throughout your entire launch to 

maintain your competitive advantage. 

Throughout a product launch, you want your sales team to be armed with strong sales 

enablement tools. Let’s look at 12 types of sales enablement tools fueled by competitive 

intelligence that will benefit your sales team.

17



CI and Sales 

Enablement 

6
Fuel Your Sales Enablement 

Tools with CI 



Real-time competitive intelligence is critical for effective sales enablement materials. The 

goal of sales enablement resources is to give your sales team a leg up when it comes to 

prospecting, nurturing a lead, or closing a deal. In the end, the hope is that these tools will 

help your sales team succeed in closing more deals and increase your revenue. 

Once competitive intelligence is gathered, product marketing can produce sales  

enablement resources or pieces of collateral to help their sales team win more deals. Here 

are some examples of sales enablement tools that can be created from competitive intel. 

Sales Enablement for External Use 

Sales Presentations

Kick off your sales enablement materials with 

an overview presentation sales can use to  

introduce your company and solution. This is 

likely to be one of the most used pieces of 

sales enablement content you can create, 

since it would be used with every single sales 

opportunity. Beyond the initial overview deck, 

consider other steps in the sales process or 

other detailed questions that can come up,  

especially about your competition, and create presentations that address each common 

situation. 

Case Studies & Customer-Centric Content

Case studies, customer testimonials, and even online reviews are an incredible asset to help 

sales win more deals. Whether written or video, feedback from your customers goes a long 

way in telling the story of how and why your solution is the best. Gathering relevant intel 

from your customers will allow you to create winning case studies and content.

Thought Leadership Content 

Thought leadership content in the form of blog posts, ebooks, videos, and more, are great 

for sales to engage with customers both pre- and post-sale. Content about challenges your 
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prospects face, trends in the industry, and the company’s approach to innovation and solving 

for the customer’s pain, are helpful at every stage of the buying process. First, this content 

helps attract buyers to your company, then it can tee up an open and productive sales  

conversation, it can re-engage prospects who have become unresponsive, and finally, it can 

build loyalty among your customer base. The information needed for this type of content can 

be collected from your customers through surveys, focus groups, and 1:1 interviews.

Product Deep-Dive Content

One pagers on features and benefits, spec sheets, or even product pages on the website 

can help fill the need for deep-dive product content. Particularly if you have a technical  

product or a large product suite or if you are in a commoditized industry, deep-dive product 

content can be a key sales need. Help documentation may support this effort as  

well - whether accessed just by the sales team to address questions or to expose to  

prospects before a sale. Be sure to incorporate competitive comparisons when needed.

Post-Sales Materials

Customers want to know that, after the sale, they will have a positive experience that  

delivers on the sales rep’s promises. It can be helpful, then, to offer visibility into the  

post-sales process in your sales enablement materials. You can detail the onboarding  

process, share worksheets or timelines that customers typically use, or even introduce  

prospects to their future account manager. Post-sales materials can help assure and excite 

prospects while also helping set proper expectations. To ensure that you’re providing  

customers with practical materials, work with your customer success team to discover which 

questions are popular among new customers, particularly those with experience using  

competing solutions. Work those common questions, as well as general market questions, 

into the materials.

Email Templates

Sales email templates allow you to streamline, standardize, and support every step of the 

sales process. Preparing emails that sales executives can customize and send in different 

situations makes their process easier but also ensures that they’re taking advantage of all of 

the other materials you create. If you are crafting the emails, you can incorporate the most 

20



effective messaging as well as relevant content assets. Aside from internal analytics and 

email optimization, track what types of emails your competitors are using throughout the 

sales process and adjust your templates to differentiate your messaging and stand out 

against the competition.

Third-Party Industry Research

Third-party content - industry research but also third-party blog content, news articles, etc. - 

can fill a similar role to your own thought leadership and case studies. Specifically look for 

content that validates your approach, your leadership, or the problem you’re solving in the 

industry. Materials like this are great to leverage in follow up emails to prospects, initial  

prospecting emails to capture attention, or even sales conversations.

Sales Enablement for Internal Use 

Battlecards

Competitor battlecards are one of the more 

popular sales enablement materials businesses 

create today. Competitor battlecards provide an 

overview of a specific competitor’s company, 

products, and services and provide guidelines 

on how to win a deal against that competitor. 

The most effective battlecards are easy to  

consume, up-to-date with the latest competitive 

intelligence, and tailored to the sales process.

Sales Trainings

Not all sales enablement can be delivered in downloadable content. Interactive sales  

trainings can be a great avenue for instilling the knowledge behind each of the other  

content pieces - whether about the product, competitors, customers, or even sales skills 

themselves. An important element to train your sales team on is the competitive landscape. 

Make sure your sales team has a complete understanding of your competitors and your  

market. 
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Sales Scripts

Scripts for the sales team to use on calls are helpful for getting them up to speed, whether 

for new messaging, new products, new audiences, or all of the above. New sales team  

members, in particular, can benefit from sales scripts, since they will not yet have the context 

or experience delivering your specific pitch or sales process. Be sure to incorporate what 

questions to ask - not just what to say - to set up each rep for an interactive conversation. 

When preparing sales scripts, take common competitive questions into consideration, and 

incorporate unbiased answers into the script. That way when a prospect asks a question 

about your product against a competitor’s product, your sales team can give a fully factual  

answer.

Pricing Calculator / Comparisons

Providing a quick reference or deep dive tool around pricing can help your sales team feel 

comfortable addressing pricing conversations when they arise. If your pricing is simple, offer 

a quick reference guide with best practices on how to talk about pricing and which  

packages are best for which types of customers. If your pricing is complicated, consider  

offering an interactive spreadsheet where they can reliably calculate correct pricing for each 

sales situation. It’s also helpful to understand your competitor’s pricing plans so that you can 

keep track of how you compare. That way, if asked, your sales team can provide prospects 

with helpful information about pricing. 

Win / Loss Data

Win / loss analysis can be incredibly helpful at a high level - how the business overall is  

winning and losing deals - but also on an individual level. Sharing back win / loss data, both 

quantitative and qualitative, can help a sales rep get more perspective and awareness about 

areas where they excel and those where they struggle. Quantitative win/loss data can be 

drawn from a CRM system, and qualitative win/loss data can be drawn from prospect  

interviews and surveys. In either case, look for the trends and use those takeaways to inform 

coaching plans.
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Conclusion

7
Successfully Execute Your 

Product Marketing Strategy



Competitive Intelligence is extremely beneficial to integrate into your product marketing 

strategy because it can enhance your key product marketing deliverables. Understanding 

which key insights you should be looking at, how to analyze them, and how to act upon 

them is critical to successfully integrating competitive intelligence into your strategy. You can 

use competitive intelligence to better understand your market, perfect your messaging, 

launch a new product, and create sales enablement materials. 

While it’s not always easy to have a transparent understanding of your market, there is an  

extensive world of competitive intelligence for you to tap into online, whether it be on your 

competitors’ websites, social media profiles, review websites, or discussion forums. All of 

these sources can provide you with a large amount of actionable intelligence to improve 

every product marketing effort. 

Crafting perfect messaging for your product and ensuring that it resonates with the market 

isn’t always an easy feat. Listening to your market’s needs and echoing their language within 

your messaging can take your messaging to the next level. 

Integrating competitive intelligence to each stage of your product launch will help your team 

be prepared to execute on tasks pre-launch, during launch, and post-launch. Using that  

competitive intel to arm your sales team with sales enablement resources can make all the 

difference when it comes to closing a deal with a potential customer. 

Overall, competitive intelligence will enhance your product marketing strategy, give you a 

strong competitive advantage, and allow you to successfully differentiate your product from 

your competitors. 
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Checklist

8
How Does CI Fit Into Your  

Strategy?  A Handy Checklist



Here’s how competitive intelligence fits into 

your market research strategy: 

Collect Data from… 

 Customer Surveys, Focus Groups, and Interviews 

 Online Review Boards and Forums 

 Chatbot Data 

 Helpdesk Sites 

 Social Media 

 

Here’s how competitive intelligence fits into 

your messaging and positioning strategy: 

 Take stock of your current messaging and your competitors’ current messaging 

 Track website changes on your competitors’ websites 

 New pages added 

 Pages removed 

 Changes to existing pages 

 Analyze company profiles on third-party websites 

 Analyze new website designs and overall branding changes 

 Track changes made to the company boilerplate 
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Here’s how competitive intelligence fits into 

your pre-launch strategy: 

 Analyze your market and have your target personas clearly outlined 

 Conduct a market beta test of your new product to gauge market acceptance 

 Compare user feedback to online reviews of competitor products 

 Prepare your sales team with sales enablement tools 

Here’s how competitive intelligence fits into a 

product launch strategy:

 Analyze your competitors’ marketing, PR, and event strategy for product launches

 Revamp and plan your own marketing, PR, and event strategy for your launch 

Create content, press releases, and collateral with strong and differentiated messaging 

Here’s how competitive intelligence fits into 

your post-launch strategy: 

 Measure the impact of your product on the market 

 Analyze what industry experts are saying about your product 

 Analyze what users are saying about your product on review boards and social media 

 Gather customer success stories and testimonials for extra marketing resources 

 Take note of how your competitors are reacting - what are they implementing in response 

to your latest product launch? 
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Here’s how competitive intelligence fits into 

your sales enablement strategy: 

 Train your sales team on the competitive landscape 

 Arm your sales team with battlecards integrated with real-time competitive intel

 Research third-party content, news, articles etc. to incorporate data into prospecting 

emails 

 Use information collected about each competitor to create sales scripts, providing sales 

reps on what to say during competitive conversations 

 Analyze trends in your teams win/loss data to help your sales reps get a fresh perspective 

on areas where they may struggle and where they succeed
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Ready to take your competitive intelligence to the next level?

Crayon Intel Pro tracks 100+ different signals to give you a complete picture of your 

competitors’ digital footprints. Keep tabs on the latest customer reviews,  

key executive departures, pricing tests and offer promotions, and more  

on a single market intelligence platform.

Request a Demo of Crayon Intel

Crayon is a market intelligence platform that provides strategic insights and inspiration for 

marketers. Crayon tracks hundreds of millions of pages across 7 million websites. Browse 

web designs on Crayon Inspire, track company updates on Crayon Intel Free, and monitor 

your competitors’ every move with Crayon Intel Pro. Sign up at www.crayon.co.
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