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intelligence, refined by human expertise.
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From traditional research to 
strategic market intelligence

Building on established AI research capabilities, this playbook applies AI 
specifically to market entry scenarios where speed and accuracy determine 
competitive advantage. While the CMA’s Enhancing Market Research with AI 
playbook demonstrates how AI enhances all research functions, market entry 
demands specialized frameworks that often compress traditional 6-month 
assessments into 3-week strategic sprints using predictive AI models to 
forecast market viability before committing significant capital.

What you'll gain immediately: 
• Receive continuous intelligence streams instead of periodic research 

snapshots, 
• Quantify entry risks across all market segments with predictive models, and
• identify expansion opportunities in consumer, business, and institutional 

markets through systematic approaches.

The CMA has developed this playbook to futureproof Canadian marketers, 
providing practical AI roadmaps that transform market entry from reactive 
planning to proactive opportunity capture.

https://thecma.ca/docs/default-source/default-document-library/CMA-AI-Playbook_Navigating-the-Future-of-Market-Research.pdf
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Three competitive advantages

Speed delivers first-mover advantage. Beyond the analysis time reduction 
shown in general AI research applications, market entry requires real-time 
competitive intelligence that identifies opportunities as they emerge, not after 
they're established.

Risk mitigation protects expansion investments. Unlike general research 
applications that improve accuracy, market entry AI quantifies specific risks, 
regulatory changes, competitive retaliation, supply chain disruptions and 
procurement cycle shifts with predictive modeling that assigns market entry 
risk scores to both consumer and business investment scenarios.

Decision intelligence enables expansion strategy. While AI enhances all 
research decisions, market entry demands comprehensive opportunity 
matrices that rank expansion targets by revenue potential, entry costs, and 
success probability within compressed timelines.
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5-stage market entry accelerator 
framework

This approach shifts market entry from lengthy guesswork into a rapid, 
evidence-based expansion strategy. Each stage builds comprehensive 
intelligence while maintaining accelerated timelines that deliver competitive 
advantages.

Framework application
While the five stages remain consistent across market types, the emphasis 
differs by target audience. B2B success typically focuses on ideal customer 
profiles, channel partner strategies, and procurement cycle realities; B2C 
success emphasizes local consumer behaviour, pricing dynamics, and retail 
execution capabilities.

➢ Stage 1 establishes opportunity scanning using AI trend analysis to identify 
white-space markets and emerging market needs across all customer 
segments. 

➢ Stage 2 delivers hyper-localized Intelligence, analyzing geospatial data, 
competitor density, and regional sentiment to pinpoint opportunity zones. 

➢ Stage 3 provides AI-powered market quantification, generating dynamic 
market sizing models that simulate share potential across different strategies.

➢ Stage 4 designs minimum viable pilots, using AI to identify optimal test 
markets and resource allocation for maximum learning with minimal 
investment. 

➢ Stage 5 enables predictive scaling, deploying AI models that forecast 
expansion success across multiple markets simultaneously, ensuring 
systematic growth based on validated intelligence.



Quantify 
opportunity 
before you 
commit 
capital.
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Stages 1-2: From scanning to 
market intelligence

Opportunity scanning revolutionizes how you identify expansion targets. Deploy 
AI trend analysis across Canadian provinces to detect emerging market 
behaviours, unmet needs, and market gaps before competitors recognize them. 
AI processes thousands of market conversations daily from consumer social 
media to industry forums, trade publications, and business networks, identifying 
patterns that traditional research misses entirely

Hyper-localized intelligence moves beyond demographics to model micro-
markets with precision. AI analyzes geospatial data, competitor retail density, 
local search trends, and regional social media sentiment to identify untapped 
opportunity zones within target cities or regions. Quebec's francophone market 
requires specialized analysis of French-language content, which AI processes 
continuously to surface cultural nuances and regional preferences.

For B2B markets, AI analyzes industry publications, trade association 
discussions, regulatory filings, and professional networks to surface business 
opportunity zones and decision-maker preferences within specific sectors or 
geographic regions

This intelligence gathering phase typically completes within 5-7 days, compared 
to traditional methods requiring 6-8 weeks. AI delivers continuously updated 
market intelligence rather than static snapshots, ensuring expansion decisions 
are based on current market conditions rather than outdated research 
findings. In practice, AI can surface a directional read in days but decision-grade 
planning can still take a few weeks, depending on data access and complexity.
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Stage 1: Opportunity scanning 
prompt template

Analyze the [PRODUCT/SERVICE CATEGORY] market opportunities across 
[SPECIFIC CANADIAN REGIONS] by examining:
1. Emerging market behaviours and unmet needs based on industry discussions, 

social media conversations, trade publications, search trends, and both 
consumer reviews and business testimonials from the past 12 months

2. Market gaps where current competitors are underperforming or absent
3. Regional economic indicators and demographic shifts that suggest market 

readiness
4. Seasonal patterns and timing windows for optimal market entry
5. Competitive density analysis and white-space identification

Provide: Opportunity ranking matrix, market readiness scores (1-10), and 
recommended entry timing for top 3 opportunities.“

Example:
Analyze the plant-based food market opportunities across Ontario, Quebec, and 
British Columbia by examining:
1. Consumer discussions about plant-based alternatives on social media, Reddit, 

and food blogs from January 2024-February 2026
2. Geographic areas where major plant-based brands (Beyond Meat, Oatly, etc.) 

have limited presence
3. Income levels, health consciousness trends, and environmental awareness by 

region
4. Seasonal consumption patterns and optimal launch windows
5. Retail penetration gaps in grocery chains and restaurants

Provide: Regional opportunity scores, unmet product categories, and 6-month 
entry timeline recommendations.
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Stage 2: Hyper-localized 
intelligence prompt template

Market participant behaviour analysis prompt
Conduct deep market intelligence analysis for [TARGET MARKET/REGION] focusing 
on:
1. Language patterns and cultural references specific to this region (especially 

Quebec French vs. European French)
2. Local competitor perception analysis based on review sentiment and social media 

discussions
3. Regional purchase triggers and procurement processes, price sensitivity and 

budget approval workflows, and preferred communication channels including 
both consumer media and business publication preferences

4. Local influencers, industry thought leaders, community leaders, trade association 
representatives, and trusted information sources

5. Cultural holidays, events, and seasonal behaviors that affect purchasing decisions
Generate: Detailed market participant personas with regional characteristics, 
messaging recommendations, and cultural sensitivity guidelines.

Competitive landscape mapping prompt
Map the competitive environment in [SPECIFIC CITY/REGION] for [PRODUCT 
CATEGORY] by analyzing:
1. Direct and indirect competitors' social media engagement rates, customer 

feedback patterns, and market positioning
2. Pricing strategies, promotional timing, channel partner programs, and seasonal 

campaigns including trade show participation and industry event presence
3. Customer complaint patterns and service gap identification
4. Recent competitive moves, new product launches, and expansion activities
5. Market share indicators based on online visibility, review volume, and brand 

mention frequency
Provide: Competitive strength matrix, identified weaknesses, and differentiation 
opportunities with specific positioning recommendations.
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Stage 3: Market quantification 
and risk assessment

Market quantification transcends static reports to deliver dynamic market 
sizing that adapts to changing conditions. AI generates comprehensive 
TAM/SAM/SOM models that simulate market share potential across different 
entry price points, channel strategies, and competitive response scenarios. 
These models update continuously as new market data becomes available.

Risk assessment provides unprecedented decision confidence through 
quantified threat analysis. The AI risk module models potential impacts of 
supply chain disruptions, regulatory shifts, and competitive retaliation, 
assigning Market Entry Risk Scores to each scenario. Canadian regulatory 
compliance analysis includes automated scanning of legal requirements, 
provincial consumer protection laws, B2B contract regulations, procurement 
compliance requirements, and industry-specific regulations affecting both 
consumer sales and business transactions. It’s important to consult legal 
counsel for compliance or regulatory matters.

International expansion considerations integrate automatically, incorporating 
tariff and trade agreement data, cultural nuance analysis from product 
reviews, and local compliance document screening. This comprehensive 
approach de-risks global expansion while maintaining rapid assessment 
timelines that traditional methods cannot match.
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Stage 3: Market quantification 
and risk assessment

Market sizing prompt
Calculate comprehensive market size for [PRODUCT/SERVICE] in [TARGET 
REGION] using:
1. Demographics, firmographics and target audience penetration rates
2. Search volume trends and seasonal variations over 24 months
3. Competitor revenue estimates based on online activity, channel networks and 

market presence across B2C/B2B indicators
4. Economic indicators including disposable income and category spending 

patterns
5. Growth trajectory forecasting based on similar markets and expansion 

patterns
Generate: TAM/SAM/SOM calculations, 3-year growth projections, and market 
share capture scenarios at different price points.

Risk assessment prompt
Perform comprehensive risk analysis for entering [TARGET MARKET] with 
[PRODUCT/SERVICE]:
1. Regulatory compliance: PIPEDA, provincial consumer protection, and industry-

specific regulations
2. Economic risk factors: recession probability, inflation impact, currency 

fluctuation (for international)
3. Competitive retaliation probability based on historical responses to new 

market entrants
4. Supply chain vulnerabilities and alternative sourcing requirements
5. Cultural acceptance risks and potential PR challenges
6. Procurement and buyer decision-making timeline shifts
Provide: Risk severity matrix (1-10 scale), mitigation strategies for top 5 risks, and 
overall Market Entry Risk Score.
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Stages 4-5: Smart Pilots to 
Systematic Scaling

Minimum viable pilot design eliminates guesswork from market testing. AI 
analysis identifies the optimal geographic testbed, target market segments 
(consumer and business), and solution configurations that validate market fit 
with minimal investment. Rather than broad pilot programs, AI pinpoints the 
specific testing approach that generates maximum learning while minimizing 
resource commitment.

Predictive scaling transforms successful pilots into systematic expansion 
strategies. AI models analyze pilot performance data to forecast success 
probability across additional markets, enabling confident scaling decisions 
based on evidence rather than assumptions. The system identifies which 
expansion markets offer highest potential, optimal entry timing, and resource 
requirements for sustainable growth.

This systematic approach ensures expansion decisions are consistently data-
driven rather than dependent on individual judgment or market intuition. AI 
provides the analytical foundation that enables rapid, confident scaling across 
multiple Canadian markets simultaneously, delivering sustainable competitive 
advantages through superior market intelligence.
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Stage 4: Minimum viable pilot 
design

Pilot strategy prompt
Design optimal market entry pilot for [PRODUCT/SERVICE] in [TARGET MARKET]:

1. Identify the smallest viable geographic area that represents the broader 
market characteristics

2. Determine minimum target audience size for statistically significant results 
across both consumer and business market segment

3. Recommend optimal test duration and success measurement criteria
4. Calculate minimum viable investment and resource requirements
5. Design rapid feedback collection and performance monitoring systems

Provide: Specific pilot location recommendations, target audience definitions, 
budget requirements, and success benchmarks.

Campaign optimization prompt:
Create data-driven market approach strategy for [TARGET SEGMENT -
Consumer/Business/Institutional] in [PILOT MARKET]:
1. Optimal messaging based on regional language patterns and cultural 

preferences
2. Channel mix recommendations based on local media consumption and 

business information consumption habits
3. Pricing strategy testing framework with regional sensitivity analysis
4. Creative concepts that resonate with local cultural values and preferences
5. Performance prediction models based on similar market campaigns

Generate: Campaign blueprint, creative guidelines, channel allocation, and 
expected performance ranges.
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Stage 5: Predictive scaling

Expansion planning prompt
Based on pilot performance in [PILOT MARKET], identify optimal expansion 
strategy:

1. Rank additional markets by similarity to pilot success factors
2. Calculate resource multiplication requirements for scaling across [X] markets
3. Identify operational challenges and infrastructure needs for expansion
4. Forecast revenue and customer/client acquisition across expansion markets
5. Recommend expansion sequencing and timing for optimal resource utilization

Provide: Market expansion priority matrix, resource scaling plan, and 12-month 
rollout timeline.

Performance forecasting prompt
Predict expansion success probability for [PRODUCT/SERVICE] across [TARGET 
MARKETS LIST]:

1. Apply pilot learning to market similarity analysis
2. Calculate adjusted performance expectations based on regional differences
3. Identify potential optimization opportunities for each new market
4. Forecast customer/client acquisition costs and lifetime value by region and 

market segment type
5. Model scaling efficiencies and improved performance over time

Generate: Market-specific performance forecasts, confidence ranges, and 
optimization recommendations.
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International expansion 
applications

The 5-stage accelerator framework adapts seamlessly for global market entry 
with enhanced complexity management. International markets require 
sophisticated analysis of cultural nuances, regulatory environments, and 
competitive landscapes that AI helps manage systematically across multiple 
countries simultaneously.

Cultural sensitivity analysis uses NLP-driven interpretation of local product 
reviews, business communications, social media conversations, and market 
participant behaviour patterns to identify market-specific preferences and 
potential positioning strategies. AI processes multilingual content from both 
consumer channels and business communications to help surface insights 
about market preferences, business practices, and decision-making protocols 
that human researchers might miss due to language or cultural barriers.

Regulatory intelligence becomes critical for international expansion, with AI 
scanning compliance requirements, trade agreements, and legal frameworks 
across target markets. This systematic approach enables confident 
international expansion decisions while maintaining the rapid timelines that 
create first-mover advantages in global opportunities.
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Implementation plan

Prerequisites: Complete CMA's AI Research Readiness Assessment and 
establish basic AI research capabilities as outlined in "Navigating the Future of 
Market Research."

30-day goal: Deploy AI sentiment analysis for your priority expansion market. 
Complete comprehensive opportunity scanning and deliver an AI-generated 
Market Opportunity Matrix ranking your top 10 potential expansion markets 
by combined scores of revenue potential, entry cost, and predictive risk 
assessment.

60-day milestone: Implement Stages 1-3 of the framework for highest-priority 
market. Complete hyper-localized intelligence gathering, market 
quantification, and risk assessment. Generate detailed expansion 
recommendation with specific entry strategy, investment requirements, and 
success probability forecasting.

90-Day achievement: Launch minimum viable pilot based on AI 
recommendations. Deploy Stage 4 testing approach while simultaneously 
using AI to analyze performance data for rapid optimization. Begin Stage 5 
scaling analysis for additional markets based on pilot learnings and systematic 
expansion planning using validated AI frameworks.
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Recommended reading and 
references

For further learning, these resources provide practical guidance on 
responsible AI adoption, strategy, and implementation.

CMA resources
• CMA Guide on AI for Marketers
• Setting the Stage on Artificial Intelligence: A CMA Primer on AI for Marketers
• CMA Accountability Checklists for AI in Marketing
• CMA Mastery Series: AI Playbooks
• CMA Generative AI Readiness Survey
• Canadian Marketing Code of Ethics and Standards

External references

• Journal of Artificial Intelligence and Technology: Predictive Analytics for 
International Market Entry – A Multi-Country Analysis of Success Factors

• Rival: Market Research Trends and Predictions

https://thecma.ca/docs/default-source/default-document-library/CMA-Guide-on-AI-for-Marketers-2025.pdf
https://thecma.ca/docs/default-source/default-document-library/CMA-Guide-on-AI-for-Marketers-2025.pdf
https://thecma.ca/docs/default-source/default-document-library/CMA-AI-Primer-for-Marketers-2025.pdf
https://thecma.ca/docs/default-source/default-document-library/CMA-AI-Primer-for-Marketers-2025.pdf
https://thecma.ca/docs/default-source/default-document-library/CMA-Accountability-Checklists-for-AI-in-Marketing.pdf
https://thecma.ca/docs/default-source/default-document-library/CMA-Accountability-Checklists-for-AI-in-Marketing.pdf
https://thecma.ca/resources/ai-committee-playbooks
https://thecma.ca/resources/ai-committee-playbooks
https://thecma.ca/topic/research/2026/01/23/the-state-of-ai-in-marketing
https://thecma.ca/topic/research/2026/01/23/the-state-of-ai-in-marketing
https://thecma.ca/resources/code-of-ethics-standards
https://thecma.ca/resources/code-of-ethics-standards
https://www.researchgate.net/publication/395441953_Predictive_Analytics_for_International_Market_Entry_A_Multi-Country_Analysis_of_Success_Factors
https://www.researchgate.net/publication/395441953_Predictive_Analytics_for_International_Market_Entry_A_Multi-Country_Analysis_of_Success_Factors
https://www.researchgate.net/publication/395441953_Predictive_Analytics_for_International_Market_Entry_A_Multi-Country_Analysis_of_Success_Factors
https://www.researchgate.net/publication/395441953_Predictive_Analytics_for_International_Market_Entry_A_Multi-Country_Analysis_of_Success_Factors
https://www.researchgate.net/publication/395441953_Predictive_Analytics_for_International_Market_Entry_A_Multi-Country_Analysis_of_Success_Factors
https://www.researchgate.net/publication/395441953_Predictive_Analytics_for_International_Market_Entry_A_Multi-Country_Analysis_of_Success_Factors
https://www.rivaltech.com/blog/market-research-trends
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The CMA

This playbook is developed with guidance by the CMA AI Committee and is 
part of the CMA's comprehensive AI initiative designed to empower Canadian 
marketers with the knowledge, skills, and ethical frameworks needed to 
implement AI responsibly and effectively. 

The CMA is the voice of marketing in Canada, and our purpose is to champion 
marketing’s powerful impact. We are the catalyst to help Canada’s marketers 
thrive today, while building the marketing mindset and environment of 
tomorrow.

We provide opportunities for our members from coast to coast to develop 
professionally, to contribute to marketing thought leadership, to build strong 
networks, and to strengthen the regulatory climate for business success. Our 
Chartered Marketer (CM) designation signifies that recipients are highly 
qualified and up to date with best practices, as reflected in the Canadian 
Marketing Code of Ethics and Standards. We represent virtually all of Canada’s 
major business sectors, and all marketing disciplines, channels and 
technologies. Our Consumer Centre helps Canadians better understand their 
rights and obligations. For more information, visit thecma.ca.

https://thecma.ca/get-involved/thought-leadership-groups/artificial-intelligence
https://thecma.ca/membership?utm_source=google&utm_medium=cpc&utm_campaign=membership&gclid=Cj0KCQjw1OmoBhDXARIsAAAYGSH9jdd9KYqZvm95DcdXNqWqoLiKdtZbNBDFQ1obPMqP9kWE1zWexf0aAumCEALw_wcB


The future of 
market entry 
is predictive, 
not reactive.
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