The Product Marketer's

Win-Loss Playbook:
Turning Customer

Insights into Competitive
Wins

Summary of research results of the 2025
1st Resource study of Win-Loss best
practices of mid-market and enterprise B2B
marketers, including input from other
current industry studies of win-loss
analysis.
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The Win-Loss Paradox: Why 'Valuable' Programs
Deliver Mediocre Results

Win-loss analysis delivers real results: 63% of companies see increased win rates, with
half achieving at least 10% improvement. Yet most organizations are leaving money on
the table.’

6 3(7 of companies see increased win rates
O with win-loss analysis

Our recent survey on win-loss experiences reveals that despite recognizing win-
loss as valuable, most product marketing leaders rate their programs as only
"'somewhat effective," frustrated by inconsistent data, stretched resources, and
insights that don't translate into action. The culprit? Relying on flawed approaches
like CRM data pulls and internal interviews that customers won't engage with
honestly.

The solution lies in what the best programs do differently.

Top performers combine executive buy-in with
continuous processes and—most critically—
neutral third-party customer interviews that unlock
the candid feedback internal teams can't access.

For product marketers facing increasingly competitive markets, win-loss analysis
isn't just a nice-to-have tool: it's the pathway to measurable impact on revenue,
shorter sales cycles, and reduced churn. The question isn't whether marketers can
afford to invest in comprehensive win-loss analysis — it's whether marketers can
afford not to.

'2025 State of Win-Loss Analysis Report, Fifth Edition, Clozd and the Alliance a
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Why Win-Loss Analysis Drives Sales Success

In win-loss analysis, businesses examine both successful and unsuccessful sales
opportunities to help clarify what drives their results.

Win-loss initiatives have the power to reveal practical insights that sales teams,
product managers, and marketing professionals can use to replicate successful
tactics and address the specific issues that cause deals to fall through.

Successful programs result in an increased win rate and company growthrates..

By purposefully digging into sales data and asking
the right questions, you can discover hidden
trends or verity known assumptions.

Emergency Win-Loss Analysis: Why It Falls Short

Large organizations often run structured, continuous win-loss programs that
provide a strategic edge. Mid-market firms, by contrast, may treat win-loss as an
occasional exercise—too limited or late to guide business decisions.

Win-loss is frequently triggered only by crises, such as:
« Losses of high-probability deals or strategically important accounts
« Executive or board pressure following missed forecasts
« Anew CSO/CMO seeking insight before making changes
« Rising churn, especially concentrated renewals lost to competitors

While urgent situations drive attention, reactive analysis under stress rarely
produces reliable or actionable insights. Win-loss delivers the greatest value when
run continuously; a consistent cadence builds richer data and stronger outcomes

over time. a

LRE2QURCE



Our Research: The Current State of Win-Loss

Programs

To understand the benchmarks of win-loss, 1° Resource launched a survey to
select product marketing leaders. Respondents were primarily from technology/
software (68%) and professional services (14%). Organizations ranged from
startup to enterprise, separated into two groups; above and below $100M in

revenue.

The table below highlights some of the differences we detected between the two

revenue-based segments.

Large Enterprises (>$100M) Large Enterprises (>$100M)

Type of analyses performed

Win, loss, or both?

Churn

Battle Cards

Planned improvements for next
year

Relied more on sales-generated
reports and performed regular
sales/marketing analysis

90% focused on both wins and
losses, with only a few focused
onwins alone

60% felt it was a large concern

90% use, with most updating
quarterly or whenever the
opportunity arises

Applying Al tools for deeper
analysis, implementing process
automation tools, and
implementing regular customer
surveys

Most turned to CRM data pulls,
attempted post-mortem live
interviews, or performed regular
sales/marketing analysis

6"7% focused on wins and
losses, with 25% reporting a
loss-based focus

67% felt it was a large concern

92% use, with most updating
quarterly or whenever the
opportunity arises

Focus more onin-person
interviews, applying Al tools for
deeper analysis, and
implementing regular customer

surveys

FTRESOURC

ESSENTIAL MARKET INTELLIGENCE



As for the greatest win-loss challenges, shown in the figure below, respondents all
agreed that obtaining actionable data and the quality or absence of data from the

sales team were primary inhibitors, with smaller organizations noting staffing as an
Issue.

Challenges for Implementing Win-Loss

® oov+ @ >100M
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What Was Common to All Respondents

« When asked about the effectiveness of their programs, most - regardless of
company size - ranked their programs as only somewhat effective, unsure of
theirimpact

« -Generally, ownership was not recognized as a challenge, and both scalability
and lack of priority were also only minor issues

« ‘Most were “somewhat satisfied” with the depth of insights received from
win-loss analysis, with a few reporting “Not at all Satisfied”

« -82% of product marketers reported good alignment with the sales team, and
the majority rarely or never took the blame for sales losses

. -All organizations reported a healthy amount of market competition, citing
between 3-8 competitors, often with many small newcomers” or would-be
interrupters

« Most (~90%) admitted that the sales team’s use of assets from marketing
was a “work-in-progress” or “spotty,” however, only occasionally were key
opportunities lost due to customer decision makers not understanding the
product-market fit

« -Allrespondents planned some form of program improvement in the next year,
with a top goal to add Al tools for deeper analysis

Overview: What The Survey Revealed

The top takeaway was that while product marketers recognize the importance of
win-loss analysis, most were more circumspect in rating their success with win-
loss, and its ultimate impact on sales and the win rate.

&

LRE2OURCE



The greatest pressures were not related to sales alignment as much as to
increasingly competitive markets.

The key challenges were data-related - quality,
quantity, and consistency — with smaller
organizations also facing stretched resources.

The Ownership and Implementation of Win-Loss
Analysis

For many younger and mid-market companies, win-loss analysis is the equivalent of
a hot potato. Without a solid foundation or a rigorous process for collecting and
analyzing data, few are eager to take on the weight of the program.

Sales teams often lack the time or operational staff required for non-revenue-
generating tasks. Pragmatic Institute cautions that sales shouldn't own it, because
of bias and customer reluctance to give candid feedback to sellers. Instead, PMMs
(or Product Managers) provide the neutrality needed for credibility. Further,
appropriate ownership often tends to follow company structure:

« Inproduct-led orgs, product managers may take the lead.
o Ingo-to-market-driven orgs, PMMs often own it, because they translate
findings into competitive messaging and sales enablement.
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The Case for Win-Loss Analysis Ownership Belonging
to Product Marketing

Product marketers are the natural stewards of customer and market insights.

Because they speak in the Voice of Customer and
work collaboratively among the product, sales, and
customer success teams, product marketers are in
the ideal position to review deal data, oversee
interviews with prospects, and analyze the
effectiveness of sales processes.

When compared to sales account managers and leadership, product marketers are
essentially unbiased:; they are not directly involved in the sales process and have
less emotional attachment to the outcome. Product marketers naturally approach
win-loss analysis strategically, emphasizing how insights can improve positioning,
sales enablement, product messaging, and customer communications.

Studies have also shown that even with marketing leading win-loss analysis,
programs are most successful when performed as a cross-functional exercise.
Product marketing must include and inform sales and customer success, who can
weigh in on the data from their unique perspectives. A well-selected Go-to-Market
(GTM) team is most often anideal approach to win-loss.
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What’s The Best Focus: Wins, Losses, or Both?

Most companies appear to favor a balance between researching wins and losses.
With limited resources, smaller organizations often only focus on learning from
their losses.

That said, it's important to emphasize the benefits of reviewing wins. New
customers are excited about your partnership and are less resistant to a revealing
conversation, and win interviews can:

‘Provide a template for what the company is doing right

Deliver detailed feedback on how every element of the marketing and sales
mix led to success

-Allow for detailed price benchmarking (e.g., “How did our pricing stack up with
other finalists?”) and feedback on the contracting dynamics

-Surface negatives (e.g., “We selected you, despite the following concerns...”)
« -Reveal insights on the customer onboarding experience (a benefit of the lag
from sales close to the time of the interview)

What about Win-Loss for Renewals?

Renewals follow a different pathway than new customer acquisition, so your
program would do well to focus a portion of its activity on the renewal process of
significant accounts. Interviewing these customers can help your customer
success team by:

« Offering an independent view of the customer experience leading up to
renewal

« Revealing the actions of competitors vying for the business

« Providing input as to win-back potential
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When Does Win-Loss Fail?

Win-Loss Approach Why It Can Go Wrong

CRM data pulls (only)

Summary reports
generated by the sales
team

Analysis absent
customer input

Prospect/customer
online surveys

Attempted post-
mortem live interviews
by sales/other staff

Analysis by
sales/marketing,
absent customer input

Prospect/customer
online surveys

Post-mortem live
interviews by
sales/other staff

Measurement of
success

Heavy CRM investment creates unrealistic reporting expectations
Win-loss fields often optional, leaving major gaps (especially wins)
Fields misaligned with sales/marketing goals

Reporting is thin and often inaccurate (“garbage in, garbage out”

Motivation is face-savinginlosses
Blame often shifted to Product Marketing/Management
Results: watered-down stories that don't inform future wins

May deliver insights, but usually oblique to needed changes
May exacerbate rivalries that exist between marketing and sales

Low response rates due to survey fatigue

Limited format vyields shallow insights

Respondents skew to extremes (squeaky wheels or superfans),
leaving the middle unseen

Focus on final decision, not full journey

Done ad hoc, without structure = inconsistent data

Customers reluctant to be candid with company reps (social risk)
Can damage relationships and reduce future opportunities

May deliver insights, but usually oblique to needed changes
May exacerbate rivalries that exist between marketing and sales

Low response rates due to survey fatigue

Limited format yields shallow insights

Respondents skew to extremes (squeaky wheels or superfans),
leaving the middle unseen

Focus on final decision, not full journey

Done ad hoc, without structure = inconsistent data

Customers reluctant to be candid with company reps (social risk)
Can damage relationships and reduce future opportunities

No simple/automated way to tie initiative to win rates
Lack of baseline metrics makes progress hard to prove
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What Do the Best Programs Do Right?

Highly efficient and informed win-loss programs use a combination of data and
approaches, including CRM data pulls, interviews of the sales team,
prospect/customer online surveys, and, most importantly, live customer interviews.

The best programs do the following to garner sufficient participation and candor
from top customers and prospects:

Start with executive and leadership sponsorship to show the programis a high
priority and an active, top-down initiative

Secure buy-in from sales, especially senior-level leadership

Run a continuous program over a project-based one, and make the activities
repeatable rather than one-time exercises

Automate workflows as much as possible to eliminate errors due to manual
processes

Lower internal resistance or sales bias by continually sharing results and
openly explaining how these insights led to product or go-to-market
improvements

Highlight changes in competitive positioning as a result of win-loss learnings
Drive continuous improvement and innovation by keeping teams aligned with
real market feedback

How to Get the Most out of a Loss Interview

The win-loss story can be eye-opening, but it comes with a caveat. The key to
unlocking the power of customer interview-based win-loss is simple but often
ignored: it will only work if the customer interview is done by an empathetic third
party, with deep experience with win-loss interviews.
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Customer interview-based win-loss will only work if
the customer interview is done by an empathetic
third party, with deep experience with win-loss
Interviews.

The would-be customer who, unfortunately, ultimately engaged with a competitor
wants to tell the story; they just want to tellit in a safe space. Whether real or
perceived, the psychological risk of being challenged on their buying decision by
your company’s sales rep or other stakeholder results in an interview that is
either guarded or deceiving - or more likely, the interview is declined and doesn’t
happen at all. This is why external interview assistance can be a game-changer.

Why Use External Research for Interviews?

A well-performed interview holds incredible potential; it's a chance to hear a deeper
story of the customer journey and learn about their corporate decision process. But
this is typically a “one-shot gambit” - either the failed prospect agrees to the
interview or not. When they do agree, all the desired learning takes place on a
single, critical call. There are no second takes. It's a delicate conversation that
requires experience and training.

As we've noted, customers can become more reluctant to provide open and honest
feedback to the sales rep who drove the deal.

While switching interviewers from Sales to
others within your organization may improve
customer comfort, it rarely produces the candid
insights necessary for meaningful change.
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The customer is still speaking to the company they just rejected, which predicts
they will be guarded, at best. Lost prospects are often eager to share their

decision-making process, but only when they trust that the conversation will
remain neutral.

How Third-Party Research Can Uncover Superior Sales
Insights

Probes deeply into many areas that shed light on the entire selling
organization’s touch-points and their relative perceived value

Discovers multiple factors for the win or loss, rather than a single reason
Strengthens perceptions of competitors and their solutions

Delivers more objective and in-depth reporting, including customer
verbalism

Results in greater insights from customers who are made to feel

comfortable and respect that your company takes customer relationships
seriously
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From Interesting to Indispensable

For product marketing leaders struggling to demonstrate measurable impact and to
create actionable insights, win-loss offers something rare—direct, trackable
influence on win rates and revenue that executives actually care about.

The tactics that separate good programs from great
ones, such as embracing an ‘always-on approach,
focusing on continuous improvement, and partnering
with neutral third parties for customer interviews, can
transform your insights from interesting to
indispensable.

Learn about how we can help you elevate your customer insights into
actionable, measurable growth enablers at: Win-Loss Analysis - 1 st
Resource or reach out to us directly for a conversation or free
consultation.

About 1% Resource

1" Resource is a market intelligence firm, providing voice of customer insights to
B2B companies. For over 25 years, mid-market and enterprise companies have
relied on us to support critical decisions aligning Marketing and Sales to meet the
needs of anincreasingly competitive world. With a specialty in Win-Loss analysis,
1" Resource has conducted and analyzed over 2000 customer interviews,
illuminating a path for company leaders to align marketing and sales in more

effective ways. a
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https://1st-resource.com/services/win-loss-analysis/
https://1st-resource.com/services/win-loss-analysis/
https://1st-resource.com/get-in-touch/

