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Introduction

Competition exists whether you acknowledge it or not. Your brand is not operating in
isolation—your customers are actively comparing you to alternatives, whether direct, indirect,
or substitutes. Without understanding the market landscape, you risk positioning yourself
incorrectly, mispricing your offerings, or failing to differentiate in ways that matter.

Many businesses assume:

e “We don't have competitors.”
e “Our brand is unique—no one else does what we do.”

e “We don’t need to analyze competitors; we'll just run our own race.”

But the reality is: you are always competing for attention, trust, and money.

Why Competitor Analysis is Crucial
for Your Brand

A strong competitor analysis helps you:

e Understand what's working in your industry

e Identify gaps and opportunities for differentiation

e Improve your pricing and positioning

e Strengthen your branding and marketing strategies
e Avoid costly mistakes by learning from others

Branding isn't just about logos and colors—it's about how customers perceive you compared to
competitors. If you want your brand to be top of mind, you must know who else is competing

for that same space.
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What This Guide Will Help You Do

By the end of this guide, you will:

e I|dentify your direct, indirect, and substitute competitors
e Analyze competitors' pricing, messaging, branding, and positioning

e Develop a one-page strategy to make your brand stand out

How to Use This Guide

This guide is structured to be practical and actionable. You'll find tables to fill in, step-by-step
frameworks, and space for your own notes. This is not just an exercise—it's a blueprint for

building a competitive edge in your market.

o Let's get started!
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Your Real Competitors
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Section 1: Identifying Your
Real Competitors

Understanding your competition is the first step to standing out. Many businesses assume they
only have direct competitors, but competition comes in different forms.

The Three Types of Competitors

e Direct Competitors - Offer the same product/service to the same audience.
Example: Uber vs. Bolt vs. Local Taxi Companies—All offer ride-hailing services
targeting the same customer base.

e Indirect Competitors — Solve the same problem in a different way.
Example: Uber vs. Public Transport vs. Car Rentals—All provide mobility, but through
different means.

e Substitute Competitors — Compete for the same customer spending, but in a different
category.
Example: Uber vs. Car Dealerships—People debating between taking rides frequently or
buying their own car are making a spending decision that affects Uber's revenue.
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More Examples

e Blue Band Margarine
o Direct competitors: Prestige Margarine, Flora Margarine.
o Indirect competitors: Peanut Butter, Jam, Avocado.
o Substitutes: Eggs, Cereals, Skipping Breakfast.
e Bread Brands
o Direct competitors: Supa Loaf, Festive Bread, Broadways.
o Indirect competitors: Mandazi, Chapati, Cakes.
o Substitutes: Cereal, Fruits, Oats.
e Shoe Brands
o Direct competitors: Nike, Adidas, Puma (all performance shoes).
o Indirect competitors: Bata, Clarks, Local Leather Shoe Brands (still footwear, but
different focus).
o Substitutes: Sandals, Barefoot Running, Custom-Made Shoes.

How to Identify Your Competitors

To pinpoint your competition, ask yourself:

e What would customers use if our product/service didn't exist?
e Where else do they spend the money we want?

e Who solves this problem in a different way?

e Who ranks next to us in search results and industry directories?
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Competitor Identification Table

Fill in the following table with up to 10 competitors per category.

Direct Competitors Indirect Competitors Substitutes

s’ Next Step: Once you've listed your competitors, we'll dive into how to analyze them
effectively in Section 2!
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Analyzing Competitors
Effectively

02



Section 2: Analyzing
Competitors Effectively

Now that you've identified your competitors, it's time to analyze them in-depth. This section will
guide you through key factors that influence competition and how to extract actionable insights

from your research.

Why Competitive Analysis Matters

Many businesses make the mistake of either obsessing over competitors or ignoring them
entirely. Instead, the goal should be strategic awareness—understanding where your brand

stands in relation to others and using that knowledge to refine your strategy.
A good competitor analysis helps you:

e Spot market gaps and opportunities
e Strengthen your brand positioning
e Optimize your pricing and offerings
e Improve your marketing messaging
e Stay ahead of industry trends

M
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Filtering Your Top Competitors for
Deeper Analysis

Now that you have a list of up to 10 competitors per category (Direct, Indirect, Substitute)

from Section 1, it's time to narrow them down.

Why? Not all competitors deserve deep analysis. Focusing on the top 3 competitors per

category allows for efficient research and clearer strategic insights.

How to Pick the Top 3 per Category

Ask these key questions:

e Who are your customers comparing you to the most?

e Which competitors dominate the market in your category?

e Who has the strongest brand presence?

e Who is most actively engaging customers and growing?

e Who are you realistically competing with for visibility and sales?

Once you've identified your Top 3 Direct, Indirect, and Substitute Competitors, move forward

with the deep analysis using the following framework. For the competitors, remember to

choose products, people, companies and brands, not habits or behaviors. &

Direct Competitors

Indirect Competitors

Substitutes

12
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Key Areas to Analyze

To make this process structured, we will focus on five key areas...

1. Competitor Brand Positioning

What to Look For:

e What is their core brand message?

e What tone and style do they use in their content?
e Who is their primary target audience?

e How do they differentiate themselves?

Competitor | Core Message Target Audience Differentiation
Uber Convenience & Urban professionals, Easy app-based
affordability travelers booking, reliable service

Your Takeaway: Identify where your brand fits in the landscape. Are you competing on quality,

affordability, experience, or something else?

13
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2. Product & Service Comparison

What to Look For:

e What features do their products/services offer?

e What is their pricing structure?

e Are they offering bundles or value-added services?
e How do they handle customer support?

Competitor | Core Product/Service Price Range Unique Features

Blueband Margarine Affordable Trusted brand, fortified
with vitamins

Your Takeaway: Determine whether you need to improve your offering, adjust pricing, or

introduce new features.

14
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3. Marketing & Customer Engagement

What to Look For:

e \Where are they most active (social media, email, SEO, paid ads)?

e What kind of messaging do they use?

e How often do they post content?

e What types of campaigns get the most engagement?

Competitor

Marketing Channels

Price Range

Unique Features

Safaricom

Social media, TV ads,
billboards

Video ads, promotions

High

Your Takeaway: Identify gaps in your marketing efforts. Are there platforms you should be

leveraging? What engagement tactics work best in your industry?

15
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4. Customer Reviews & Feedback

What to Look For:

e What are customers praising?

e What are common complaints?

e How do competitors respond to criticism?

e Are there recurring themes in their reviews?

Competitor | Common Praise Common Complaints

Safaricom Social media, TV ads, billboards Video ads, promotions

Your Takeaway: Leverage gaps in customer satisfaction. If customers are complaining about

slow service, can you be the faster alternative?

16
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5. Sales & Distribution Channels

What to Look For:

e Where do they sell their products/services?

e Do they have partnerships with retailers or distributors?
e Do they sell directly to consumers or via third parties?
e Are they expanding to new locations?

Competitor | Sales Channels Key Strengths
KFC Physical stores, delivery apps Strong brand recognition, wide
accessibility

Your Takeaway: Are there distribution channels you should explore? Can you increase
accessibility to your product/service?

17
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Turning Insights Into Strategy

Now that you have competitor insights, it's time to make informed decisions. Ask yourself:

e What areas can you outperform competitors in?
e Where do you need to improve to stay competitive?
e How can you leverage weaknesses in your competitors' strategies?

s’ Next Step: In Section 3, we will map out a one-page competitive strategy to help you

define clear action steps.

18
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Creating Your
Competitive Strategy
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Creating Your Competitive
Strategy

Now that you've gathered insights from your competitor analysis, it's time to turn knowledge
into action. This section will help you build a one-page competitive strategy that sharpens

your brand's positioning and ensures long-term success.

Why a Competitive Strategy Matters

Competitor analysis without execution is just research. A strong competitive strategy ensures
that you:

Define how you differentiate from competitors

Identify areas of opportunity in branding, marketing, and operations

Strengthen your brand'’s presence and availability

Build a sustainable growth plan for your brand

This strategy isn't about copying competitors—it's about understanding them and positioning
yourself effectively.

20
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The One-Page Competitive Strategy
Framework

To simplify this process, we'll use a 3x3 strategy table that covers the most critical aspects of
brand differentiation, positioning, and growth. Each section builds on what you've already
analyzed in Sections 1 & 2.

Breakdown of Each Section

1. Target Audience

Why It Matters: Without a clear audience, your marketing efforts will be unfocused, and your

messaging will lack impact. This ensures you are reaching the right customer.
What to Do: Define your ideal customer profile:

e Demographics (age, gender, income level, etc.)
e Behaviors (buying habits, interests)
e Pain points (what problems do they need solved?)

Example: Tech-savvy professionals aged 25-40 who value sustainability and prefer digital-first

shopping experiences.

2. Brand Identity
Why It Matters: Your visual identity must reinforce your positioning and help you stand out.
What to Do: Define how your logo, colors, typography, and visual system make you unique.

e Does your color palette create strong brand recognition?
e Are your fonts consistent and legible across platforms?
e Does your overall aesthetic communicate trust and quality?

Example: A minimalist black-and-white theme with gold accents for a premium feel.

21
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3. Brand Positioning Statement

Why It Matters: A strong positioning statement makes it clear what you offer, to whom, and
why they should care.

What to Do: Use this formula: For [target audience], [brand name] is the [category] that [key
benefit] because [reason] so that they achieve [impact].

Example: For small business owners, SwiftPay is the payment processing service that ensures
fast, secure transactions because we use real-time fraud detection so that they can operate
worry-free.

4. Customer Experience

Why It Matters: Brands that create great customer experiences build stronger relationships and
repeat business.

What to Do: Identify 3-5 key ways you improve customer experience:

e |s your support team responsive and accessible?
e s your onboarding/user experience seamless?
e Do you have loyalty programs or post-purchase engagement?

Example: Offer live chat support to resolve customer inquiries within minutes.

5. Pricing
Why It Matters: Your pricing should reflect both your value and market expectations.
What to Do: Identify your pricing model:

e Budget (competing on affordability)
e Mid-range (balance of quality & price)
e Premium (competing on exclusivity & experience)

Example: Maintain mid-range pricing but offer a subscription discount to increase repeat
purchases.

22
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6. Competitive Weaknesses to Leverage
Why It Matters: Competitor weaknesses create opportunities for you.
What to Do: List 2-3 gaps in your competitors' strategy that you can capitalize on:

e Poor customer service
e Weak digital presence
e Outdated branding

Example: Differentiate by offering 24/7 customer support, while competitors only offer email
support.

7. Key Marketing Channels
Why It Matters: You need to focus on the right channels to get maximum engagement.
What to Do: List your priority marketing channels and core messaging:

e Social media (Instagram, LinkedlIn, TikTok, etc.)
e Email marketing
e Content marketing (blogs, podcasts, video, etc.)

Example: Leverage TikTok and Instagram to create educational content that showcases our
product benefits.

8. Distribution Channels

Why It Matters: Even the best products fail if customers can’t find them. Making your brand
accessible is key to growth.

What to Do: Identify your primary distribution methods: v E-commerce (Shopify, Amazon, own
website) ¢ Retail (brick-and-mortar stores, pop-ups, partnerships) ¢ Hybrid (selling both
online and offline)

Example: Expand distribution by listing products on major e-commerce marketplaces alongside
physical stores.

23
kenyan graftk



9. Growth Focus for the Next 12 Months
Why It Matters: Without clear growth priorities, you risk making random business decisions.
What to Do: Identify three priority initiatives:E.g

e Expanding market reach
e Launching new products/services
e Improving operational efficiency

Example: Post daily about what we do, on Tiktok, LinkedIn and Facebook.

s’ Next Step: Once this is complete, move into execution mode—your brand now has a clear,
actionable competitive roadmap.

Remember, be strategic but keep it simple!

24
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One-Page Competitive Strategy

Target Audience

Brand Identity

Brand Positioning Statement

Customer Experience

Pricing

Competitors' Weakness

Key Marketing Channel

Key Distribution Channels

Growth focus for 12 months
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Conclusion

Final Thoughts on Competitive
Strategy

A strong competitive strategy isn't just about keeping tabs on competitors—it's about
positioning your brand effectively, maximizing opportunities, and setting clear growth
objectives.

By now, you should have:

e Identified your key competitors (direct, indirect, substitute)
e Analyzed what makes them successful and where they fall short
e Developed a one-page competitive strategy that clarifies your brand’s positioning,

pricing, customer experience, distribution, and growth focus

+ What Comes Next? Your strategy is only as strong as your execution. Implement your
insights, test your assumptions, and stay adaptable—markets shift, customer behaviors evolve,

and new competitors emerge.

Keep refining your strategy regularly. An annual review is enough to do deep analysis of your

competitors.

27
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Need Expert Support?
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Need Expert Support?

If you need help refining your brand'’s strategy, identity, or implementation, we're here to assist.
We offer comprehensive brand strategy, design, and execution services to help you grow with

confidence.

Take action today—your brand’s future depends on it!

~ Get in touch with us:

e Email: hello@kenyangrafik.com

e Website: www.kenyangrafik.com
e LinkedIn: Kenyan Grafik

29
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