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True market leaders don’t just react to competition — they predict it. By dissecting rivals’ strengths, 

weaknesses, and strategies, organizations position themselves to innovate faster and capture lasting 

advantage. Without this foresight, companies risk being outpaced in a market where every move 

counts.

In fact, with 55% more companies struggling to grow their market share over the past three years, it’s 

no surprise that organizations are increasingly seeking deeper, more actionable competitor insights. 

As a result, the number of companies turning to market research to understand their competition has 

surged by 57% in the same period.

While over 80% of companies agree that competitive research is essential, many 
still struggle to collect the right data, gather actionable insights, and apply their 
findings effectively. 

In this guide, you’ll learn:

•	 How to use competitive analysis to drive key business goals

•	 The essential components of a comprehensive competitive analysis

•	 The 8 most common mistakes companies make when analyzing competitors

INTRODUCTION
COMPETITIVE ANALYSIS IS THE DIFFERENCE BETWEEN 
LEADING AND LOSING

Of companies say competitive 

research is very valuable 

82%

Source: Hanover Research

+57%
Companies using market 

research to identify key 

competitors in the market 

have increased by 57% in 

the last three years 

+55%
Companies struggling to 

increase market share 

have increased by 55% in 

the last three years
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KEY COMPONENTS OF A COMPETITIVE ANALYSIS 
A strong competitive analysis provides a comprehensive view of your competitors, enabling you to benchmark effectively, uncover your relative strengths and 

weaknesses, and identify strategic opportunities and threats.

Here are the core components to include:

GENERAL COMPANY INFORMATION

Basic details such as company name, geographic 
markets, size, number of employees, and 
headquarters location.

FINANCIAL PERFORMANCE

Insight into the company’s financial health, 
including revenue, profitability, funding history, 
valuation, and key financial trends.

MARKET POSITIONING

How the company presents itself in the market, 
including messaging, unique value propositions, 
and brand positioning strategies.

PRODUCT AND SERVICE OFFERINGS

A breakdown of core products or services, key 
features, and any unique differentiators or 
innovations.

PRICING STRATEGIES

An overview of pricing models, tiers, discounts, 
and historical pricing changes.

INTELLECTUAL PROPERTY

Patents, proprietary technologies, or 
trademarks that provide a competitive edge  
or barrier to entry.

BRAND PERCEPTION

Brand reputation and customer sentiment 
assessed through brand awareness, customer 
reviews, Net Promoter Scores (NPS), and other 
brand strength metrics. 

SALES AND MARKETING STRATEGIES

Tactics and channels used for customer 
acquisition and retention, including digital 
campaigns, sales processes, target audiences, 
and geographic focus.
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HOW TO USE A COMPETITIVE ANALYSIS 
A competitive analysis isn’t just about knowing where you stand — it’s about using that knowledge to make smarter decisions across your business. Here are a 

few practical ways to apply competitive insights:

1. Develop New and Enhanced Products
Identify gaps or weaknesses in both your and your competitors’ 

offerings to prioritize new innovations or improvements that address 

customer needs and differentiate your products.

5. Evaluate New Competitors and Products in Your Market
Assess emerging threats, anticipate market shifts, and adjust your 

strategy to beat competitors to market and gain a significant market 

advantage. 

2. Assess New Markets
Evaluate the competitive landscape of new markets and identify barriers 

to entry, customer expectations, and the strengths and weaknesses of 

existing offerings. 

6. Regularly Benchmark Performance
Compare your strategies and results against top competitors over time 

to gauge how you’re performing and where improvements are needed.

3. Improve Sales Performance
Understand how competitors position their products and approach 

sales to highlight your competitive advantages and optimize any gaps 

or weaknesses that are contributing to lost sales. 

7. Allocate Resources
Analyze which markets, products, or segments warrant more 

investment based on competitor success or failure, helping to prioritize 

what avenues will offer both short- and long-term revenue. 

4. Optimize Marketing Campaigns
Learn which channels, messages, and content competitors are using 

successfully to refine your marketing channels and messaging to 

increase awareness and qualified leads. 

8. Inform Strategic Planning
Ground strategic decisions in data that assess potential opportunities 

against competitive risks.
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Even with the best intentions, many companies make critical 

mistakes when conducting competitive research. Misguided 

data collection, inaccurate analysis, and overlooking crucial 

insights can lead to flawed insights that hinder strategic 

decisions.

The good news? Most of these mistakes are easily avoidable if 

you know what to watch out for. 

TOP MISTAKES IN 
COMPETITIVE RESEARCH

Relying Only  
on Public Data1

Gathering Too  
Much Data 2

Tracking Without 
Analyzing3

Focusing Only on Current  
or Direct Competitors4

Underestimating the  
Impact of Brand5

Overemphasizing  
Price6

Not Sharing  
Competitive Insights7

Relying on Outdated 
Competitive Intel8
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MISTAKE #1: 
RELYING ONLY ON PUBLIC DATA 

LIMITED VISIBILITY CAN LEAVE YOU BLINDSIDED BY COMPETITORS’ TRUE STRATEGIES 

Public data — such as websites, press releases, and news articles—

provides easy and often free access to information, but it only 

tells a fraction of the story. This data is often outdated, selectively 

presented, or incomplete, leading to a distorted view of competitors’ 

performance.

Relying on it can result in critical missteps, such as focusing on a 

competitor’s advanced product features while missing widespread 

customer frustrations with usability or support. It can also overlook 

key developments, like new capabilities being quietly tested in 

the market, leaving you unprepared for emerging threats. Basing 

decisions on flawed or incomplete data puts your strategy and 

competitive edge at serious risk.

WHY THIS IS A PROBLEM SOLUTION: GATHER IN-DEPTH INSIGHTS

A strong strategy starts with a clear understanding of your 

competition and what drives customer decisions. Go beyond 

surface-level data with these steps:

	� Conduct Targeted Customer Interviews: 

Uncover customer motivations and pain points by speaking 

directly with them about their experiences with you and 

your competitors. Learn about product features, pricing 

strategies, and unique selling points.

	� Run Win-Loss Analyses: 

Analyze why customers choose you or your competitors. 

Identify trends in decision-making related to product 

features, pricing, or customer experience.

	� Supplement Public Data with Research: 

Combine insights from customer interviews and win-

loss analyses with publicly available data to create a 

comprehensive, holistic view of your customers.
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MISTAKE #2: 
GATHERING TOO MUCH DATA

DROWNING IN DATA WITHOUT DIRECTION CAN MASK COMPETITIVE THREATS

Organizations often fall into the trap of collecting excessive 

amounts of data without a well-defined strategy for filtering and 

analyzing what’s truly relevant. This data overload creates significant 

challenges, making it difficult to extract actionable insights.

Without a focused approach, decision-makers drown in data, 

defaulting to gut instincts rather than informed choices. Teams 

frequently chase competitor noise, tracking every product update, 

promotion, or press mention as if each signals a major shift. This 

leads to wasted resources, misaligned priorities, and leadership 

attention diverted from genuine strategic threats, ultimately slowing 

the organization’s response when it matters most.

WHY THIS IS A PROBLEM SOLUTION: PRIORITIZE WHAT MATTERS

In a fast-paced, competitive market, success demands more 

than just observing trends or collecting data. It’s about aligning 

intelligence with your strategic goals to drive impactful decisions. 

Focus on the insights that matter most with these steps:

	� Clearly Define Strategic Objectives:  

Start by identifying your company’s key goals, such as market 

share growth, customer retention, or innovation. This 

ensures every insight is purpose-driven.

	� Focus on Relevant KPIs:  

Select and track the KPIs that directly reflect progress 

toward these objectives. Prioritize metrics that provide 

actionable feedback.

	� Regularly Review and Refine Metrics:  

Continuously evaluate your data to ensure it aligns with 

evolving priorities. Adapt as needed to maintain relevance 

and effectiveness.

Get targeted insights to outshine your 
biggest competitors with Hanover’s 
Competitive Analysis Solution 
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MISTAKE #3: 

TRACKING WITHOUT ANALYZING 
OBSERVATION WITHOUT INSIGHT RISKS MISSING COMPETITORS’ KEY MOVES

Many teams diligently track competitor activities — their sales 

figures, pricing adjustments, marketing campaigns, and new 

product releases. This monitoring provides a surface-level view, 

showing what competitors are doing. However, simply observing 

these actions without deeper analysis is a critical oversight. The 

real risk emerges when strategic decisions are made based on these 

uninterpreted signals.

Without understanding the underlying reasons and objectives 

behind a competitor’s moves, organizations are prone to 

misinterpreting their strategy. This can lead to ineffective counter-

strategies, misallocated resources, and a failure to grasp the true 

market dynamics. Relying solely on tracking provides an incomplete 

picture, preventing a comprehensive understanding of the 

competitive landscape and leaving your own strategy vulnerable to 

misdirection.

WHY THIS IS A PROBLEM SOLUTION: INTERPRET COMPETITORS’ ACTIONS

Tracking must go hand in hand with analysis. By interpreting 

competitor actions and their underlying strategies, you can 

shift from inaction or reactive decisions to informed, proactive 

strategies. Understand competitors’ strategies with these steps: 

	� Analyze Strategy Shifts:  

Examine changes in competitor strategy and the outcomes  

of those moves to identify what works, what fails, and why.

	� Spot Behavioral Patterns:  

Look across multiple actions and campaigns to uncover 

trends, emerging tactics, and latent threats.

	� Turn Data into Action:  

Turn research findings into concrete steps that inform your 

competitive strategies. 
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MISTAKE #4: 
FOCUSING ONLY ON CURRENT OR DIRECT COMPETITORS

THE MOST DANGEROUS COMPETITORS CAN BE DISRUPTORS GAINING TRACTION UNDER YOUR RADAR

Emerging and indirect competitors often approach the same 

customer problems from a different angle, offering newer, faster, or 

more affordable solutions. By the time you notice them, they may 

have already captured significant market share. 

This oversight can lead to a reactive rather than proactive business 

strategy, forcing your company to play catch-up. Your product 

development might lag, your marketing messages could become 

outdated, and your overall market position could erode as these 

unnoticed competitors innovate and gain customer loyalty. This 

ultimately results in lost revenue and a diminished competitive edge.

WHY THIS IS A PROBLEM SOLUTION: EVALUATE ALL POTENTIAL THREATS

A strong competitive intelligence program looks beyond direct 

rivals to capture the full market picture. That means watching 

for new entrants, scanning related industries, and anticipating 

disruptive forces that could reshape your space. Monitor all 

potential competitors with these steps:

	� Expand Your Competitive View:  

Identify emerging players addressing similar customer needs 

within your market, and analyze their offerings, business 

models, and early traction to assess potential impact.

	� Monitor Adjacent Industries and Technologies:  

Track advancements and trends in related sectors that could 

impact your industry or create new opportunities.

	� Conduct Annual Landscape Scans: 

At least once a year, scan the broader competitive 

environment, surfacing emerging threats before they 

become critical.
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MISTAKE #5: 
UNDERESTIMATING THE IMPACT OF BRAND

CUSTOMERS DON’T ALWAYS PICK THE BEST PRODUCT — THEY PICK THE BRAND THEY TRUST

Many competitive analyses focus heavily on tangible factors like 

pricing, product features, and promotional tactics. While these are 

important, they don’t capture the full customer decision-making 

journey. Brand equity — trust, familiarity, emotional connection, and 

shared values — can heavily influence buying behavior, loyalty, and 

market share. A well-regarded brand can outperform competitors 

with superior functionality simply because it resonates more with 

customers.

Ignoring brand in competitive analysis means missing crucial 

insights into why customers choose certain products or services. 

This oversight can lead to misinformed strategic decisions, 

underestimating the true competitive landscape, and failing 

to understand the emotional and psychological drivers behind 

customer loyalty.

WHY THIS IS A PROBLEM SOLUTION: STRENGTHEN BRAND PERCEPTION

Measure your brand’s strength against competitors by implementing 

a reliable tracking program. Monitor key metrics to understand how 

your brand resonates with customers and where it stands in the 

competitive landscape. Build a competitive brand with these steps:

	� Track Key Metrics:  

Measure brand awareness, sentiment, NPS, and CSAT to  

gain a clear picture of your brand’s position.

	� Benchmark Against Competitors:  

Compare your brand’s performance to competitors to identify 

gaps and uncover opportunities for improvement.

	� Develop Effective Strategies:  

Use internal data analysis to create strategies that boost 

credibility and foster strong emotional connections with  

your audience.



11© 2025 Hanover Research

CORWP0325

MISTAKE #6: 
OVEREMPHASIZING PRICE

LOWER PRICES WON’T BEAT A COMPETITOR BETTER ALIGNED WITH CUSTOMER NEEDS

Competitive comparisons often start and stop at price, treating 

cost as the ultimate decision factor. But an overemphasis on pricing 

overlooks the deeper drivers of customer choice — like ease of use, 

exceptional support, and continuous innovation. 

Lowering prices may appear to be a quick solution, but it often 

leads to long-term consequences, such as reduced profitability and 

compromised product quality. Focusing solely on price can also foster 

a race-to-the-bottom mentality, where differentiation is lost, and 

companies are forced to cut corners to stay competitive. Ultimately, 

this approach may erode trust and loyalty among customers, making 

it harder to build sustainable success.

WHY THIS IS A PROBLEM SOLUTION: COMMUNICATE VALUE

Showcase your offering’s full value, ensuring customers see the 

long-term benefits beyond just price. By leading with value, you 

establish credibility, deepen trust, and stand out from competitors. 

Strengthen your positioning with these steps:

	� Analyze Your Value Proposition:  

Use research to understand what customers truly value 

about your product. Examine usage patterns, feedback, and 

competitor offerings to define your product’s full value and 

long-term benefits.

	� Validate Messaging:  

Test your value messaging through surveys, A/B testing, 

or customer interviews to see which messages resonate 

most. Update communications based on these insights to 

continually improve clarity and impact.

	� Map Value Across the Customer Journey:  

Identify key touchpoints where customers experience your 

product’s benefits. Use research insights to ensure each 

interaction reinforces your unique advantages and ROI.

Strenghten your pricing approach 
with Hanover’s Common Pricing 
Strategy Mistakes Infographic
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MISTAKE #7: 
NOT SHARING COMPETITIVE INSIGHTS

COMPETITIVE INTELLIGENCE LOSES VALUE WHEN IT’S LOCKED AWAY WITHIN JUST ONE DEPARTMENT

Sales, customer success, product, R&D, and leadership all rely 

on competitive insights to guide strategy, prioritize features, and 

handle objections. However, when this critical information is siloed 

within individual teams, it creates significant challenges that impact 

overall performance. Teams operating in isolation lack a unified 

understanding of the competitive landscape, leading to fragmented 

strategies and misaligned priorities.

This disconnect can result in missed opportunities, slower response 

to market changes, and an inability to effectively address customer 

needs or counter competitor moves. The lack of shared insights 

weakens collaboration and prevents organizations from leveraging 

the full potential of their collective knowledge, ultimately putting 

them at a disadvantage in a highly competitive market.

WHY THIS IS A PROBLEM SOLUTION: SHARE STRATEGIC INSIGHTS

Competitive intelligence is most impactful when it reaches teams 

who act on it. Sales can tailor pitches to win more deals, product can 

prioritize features that outpace rivals, and marketing can position 

messaging to stand out. Sharing not just facts but context helps 

teams respond quickly, stay aligned, and address threats early. Foster 

company-wide alignment and collaboration with these steps:

	� Gather Data for Every Department: 

Tailor competitive monitoring to each team’s priorities so 

insights are always relevant and actionable. 

	� Centralize Competitive Intelligence: 

Create a central library for competitive insights, research, and 

analysis. Equip teams with tools that distill data and surface 

key trends, enabling faster access, clearer context, and smarter 

decisions across the organization.

	� Host Biannual Cross-Functional Briefings:  

Host regular sessions to share, analyze, and validate 

competitive insights across teams, driving alignment and 

enabling strategic action.
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MISTAKE #8: 
RELYING ON OUTDATED COMPETITIVE INTEL

WITHOUT FRESH RESEARCH, COMPANIES MISS CRITICAL SHIFTS IN THE COMPETITIVE LANDSCAPE

In today’s rapidly evolving markets, relying on outdated research 

leaves your company to make decisions based on static information. 

When competitive intelligence and customer insights aren’t 

regularly updated or actively tracked, you risk missing key changes 

— like new competitors, shifts in customer preferences, or product 

innovations — that can significantly impact your market position.

A lack of timely updates creates blind spots that cause your 

messaging, product development, and overall strategy to fall out 

of sync with reality. Ultimately, this can lead to declining win rates, 

frustrated customers, and a widening competitive gap.

WHY THIS IS A PROBLEM

To stay ahead in a fast-moving market, ensure your competitive 

research is always up to date. A consistent cadence allows your 

teams to make timely, informed decisions based on the latest 

insights. Act off relevant, updated insights with these steps:

	� Reevaluate Your Benchmarks:  

Evaluate how your offerings perform on key metrics such as 

performance, usability, pricing, and ROI. Regularly update 

these benchmarks to inform strategic product and pricing 

decisions.

	� Validate Strategic Assumptions:  

Leverage research to confirm that planned actions address 

real market opportunities and client pain points before 

committing resources to initiatives.

	� Monitor Market Trends and Innovations: 

Track industry developments, emerging technologies, and 

regulatory changes that could affect your business and your 

competitors. Leverage research to identify meaningful insights 

and make informed decisions.

SOLUTION: REFRESH YOUR COMPETITIVE INTEL
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