COMPETITIVE
INTELLIGENCE
AS A LIVING

The quarterly battlecard is dead.
The PMM who replaces it wins.

Every major vendor is making Al announcements on a weekly basis.
The PMM still running quarterly battlecard cycles is always operating
on information that is stale.




THE PROBLEM

Your battlecards are outdated before they're published.

Tue

Thu

Competitor announces new Al feature on LinkedIn

G2 review mentions it. Three prospects ask your reps about it.

Competitor's job postings reveal 8 new ML engineers hired

Analyst mentions it in a passing comment on Twitter/X

Your battlecard still says 'limited Al capabilities'




FIGURE 1

The CI Maturity Model: four stages, one direction.

Stage 1

REACTIVE

No system

Cl happens when a rep loses a
deal and asks what happened.
Battlecards don't exist or are 2+
years old.

Freshness: Days to months

Effort: High (manual, crisis-driven)

L

Stage 2

PERIODIC

Quarterly cycle

A dedicated PMM updates
battlecards once a quarter. Good
coverage at point of publication.
Stale within weeks.

Freshness: Weeks to months

Effort: Medium (scheduled, isolated)

L

Stage 3

MONITORED

Alerts + triggers

Automated alerts fire on key
competitor signals. PMM reviews
and updates within days.
Battlecards have freshness dates.

Freshness: Days to a week

Effort: Low (reactive to signals)

Stage 4

LIVING SYSTEM

Always-on agents

Agents continuously monitor
signals, draft updates, and push
changes to reps in context — in
Slack, in the CRM, in the deal.

Freshness: Hours to a day

Effort: Minimal (humans QA outputs)

< TARGET STATE




FIGURE 2

The Living CI Architecture: three layers, continuous flow.

Q SIGNAL LAYER
What gets monitored
I Press releases & blogs I

I Earnings calls & filings I

‘. ANALYSIS LAYER

G2 / TrustRadius reviews I Job postings & hiring

Social & community I Win/loss call transcripts

What agents do with signals

I Pattern detection across sources I

I Draft battlecard update sections I

DISTRIBUTION LAYER

Change-delta vs. last snapshot I Sentiment shift in reviews

Flag high-priority alerts I Link signal to open deals in CRM

Houw intel reaches reps

I Battlecard auto-update (flagged for PMM I
QA)

Slack alert to AEs with active comp deals I BattleCoach in-deal coaching prompt



FIGURE 3

The Battlecard Rebuild: from static document to living asset.

BEFORE: The Quarterly Battlecard AFTER: The Living Battlecard

Format Format

Static Google Doc or PDF. No version control. Structured data record in Notion/Confluence, updated via agent write-back.

Update cycle Update cycle

Quarterly, when PMM finds the time. Often less. Triggered by signal threshold — within 24—48 hours of meaningful change.

Content

Same sections plus: freshness timestamp, change delta, signal source,
confidence level.

moment in time.

Freshness Freshness

No freshness indicator. Rep has no way to know if it's current. 'Last updated 2 days ago based on 3 signals — see changelog.' PMM-verified.

Distribution Distribution

Content
Feature comparisons, talk tracks, objection handling. Written at one
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FIGURE 4

The BattleCoach Flywheel: CI signal becomes sales coaching becomes better CI.
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THREE MOVES

How to move from quarterly battlecard to always-on CI system.

Move 01

our Cl Latency

Pull your last five competitive situations where you
lost or nearly lost a deal. In each case, when did the
competitive shift happen? When did your battlecard
reflect it? When did the rep know? The gap between
those three dates is your Cl latency. Most PMMs
discover it is measured in weeks. That is your
baseline.

Action Item

Run a Cl latency audit this week. Pick three lost
deals from the last quarter. Map the timeline:
signal = battlecard update - rep awareness.
Calculate the average lag.

Move 02

he Signal Layer First

The architecture error most teams make is starting
with the distribution layer — new Slack channels,
new battlecard templates — before the signal layer
exists. Start with a monitored list of your top three
competitors. Set up alerts on job postings, G2
reviews, press releases, and earnings. Run them for
30 days before touching the battlecards. You need
to understand the signal volume before you build
the response system.

Action Item

This week: set up Google Alerts for your top
three competitors plus their key product
names. Add a G2 review monitor. Run for 30
days. Track which signals actually change your
positioning — and which are noise.

Move 03

he Feedback Loop

The most underbuilt part of every Cl system is the
return path: win/loss data feeding back to the signal
layer. Most Cl systems are write-only — intel goes
out to reps, but outcomes never come back to
improve the model. Build a lightweight win/loss
tagging system in your CRM. Even two fields —
'competitive situation Y/N' and 'competitor
mentioned' — create the feedback loop that makes
the whole system smarter over time.

Action Item

Add two fields to your CRM's opportunity close
stage: Competitive Situation (Y/N) and Primary
Competitor Mentioned. Brief your AE team in
under five minutes. Run for one quarter.
Analyze the data before your next battlecard



CHAPTER 6 - TAKEAWAYS

O Q

4 O

The quarterly battlecard is a product of a world that no longer exists. Al announcements happen weekly. Cl latency is now measured in
days, not quarters.

The Cl Maturity Model has four stages. Most PMM organizations sit at Stage 2 (Periodic). Stage 4 (Living System) is an architecture
decision, not a headcount decision.

The Living Cl Architecture has three layers: Signal (what gets monitored), Analysis (what agents do with it), and Distribution (how it
reaches reps in context).

The Living Battlecard gains four new attributes: freshness timestamp, change delta, signal source, and a confidence level. PMMs own
QA. Agents own updates.

The BattleCoach Flywheel closes the loop: signal - battlecard update - rep coaching - deal application - win/loss feedback - back
to signal. Most teams break at the return path.
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