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Porter's Five Forces is a simple, effective way to scope out the competitive landscape your business operates in, surfacing what's really driving new entrants, buyer and supplier power, competitive rivalry, and the threat of substitutes. 
Run it as a working session rather than a desk exercise: bring the right people into the room, score each force together, and use the result to decide where to focus.
This worksheet takes you through preparing for that session, scoring each force, comparing the forces across specific segments or markets if you're weighing up more than one, and closing out the analysis so it doesn't just sit in someone's notebook.


1. Prepare before the session
Where possible, bring in a facilitator who knows the business but isn't leading it day to day – an operations manager, a board member, an investor, or an outside consultant all work well. 
Their job is to keep the group honest: a five forces session only pays off if people are willing to have their assumptions challenged. Before the session, the facilitator should arrive with a clear head, a list of probing questions for each force, and this worksheet filled in as far as possible from existing data.

Facilitator
	e.g. Head of ops, board member, or external consultant




Session date
	e.g. 14 October




Who's in the room
	e.g. Founder, sales lead, product lead





2. Score each force
Work through each force in turn. For every force, agree what you're seeing against the checklist, then score the pressure it's putting on your business from 1 (barely a factor) to 5 (a serious constraint on growth or margin). 
Capture the reasoning in the notes column – the score means nothing to the future-you without it.

	Force
	What to look for
	Score (1-5)
	Notes

	Threat of new entrants.
How easily could a new competitor enter the market?
	- Time and cost to enter
- Economies of scale
- Technological protection
- Other barriers to entry
	e.g. 3
	e.g. Low capital barrier, but our data moat slows entrants down.

	Bargaining power of buyers.
How much power do your customers ultimately have?
	- Number of buyers
- Purchase sizes
- Price sensitivity
- Ability to switch
	e.g. 4
	e.g. Few large accounts drive most of our revenue.

	Bargaining power of suppliers.
How much power do your suppliers ultimately have?
	- Number of suppliers
- Unique capacity of suppliers
- Your ability to substitute
	e.g. 2
	e.g. Several viable alternatives if a supplier raises prices.

	Intensity of competitive rivalry.
How many competitors are in the market, and how fast is it growing?
	- Number of competitors
- Difference in quality
- User loyalty
- Switching costs for users
- Growth of the market
	e.g. 5
	e.g. Crowded, fast-growing category with weak differentiation.

	Threat of substitutes.
How likely are users to switch to an alternative?
	- Performance of alternatives
- Cost of change
	e.g. 3
	e.g. Manual processes and spreadsheets are the real alternative.




3. Compare target segments or markets
If you're weighing up more than one target segment, vertical, or geography, don't stop at one overall score. Run the five forces again for each option and total the scores, so a lower total signals a segment with less competitive pressure and a clearer path to win. 


	Segment or market
	Total score (out of 25)
	Strongest force in our favor
	Force working against us
	Verdict

	e.g. Mid-market IT decision makers
	e.g. 13
	e.g. Low threat of substitutes
	e.g. High buyer power
	e.g. Clear path to win

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	
	
	
	
	





4. Run the session
Keep the discussion moving without letting any one force dominate. Document everything raised, even points that feel minor at the time – they’re often the ones you come back to later.

· Have your list of questions and this worksheet in front of you.
· Work through the five forces in order, timeboxing each one.
· Document every point raised, not just the ones that confirm what you already thought.
· Flag any force the group can't agree on or doesn't have data for, and note it for follow-up.
· Agree a score for each force before moving to the next.

5. After the session
A five forces session is only useful if it turns into something the team can act on and revisit.

· Gather all notes, or photos of whiteboards, before anything gets lost.
· Transcribe everything into one central document.
· Share the final report with everyone who attended the session.
· Store it somewhere the wider team can find and reference it later.

Your competitive position isn't fixed the day you run this session. Markets shift, competitors move, and customer preferences change, so treat this as a living document and revisit the scores on a regular cadence rather than filing it away.



Overall verdict
Overall competitive intensity
	e.g. Low/medium/high




Our biggest strategic priority based on this analysis
	e.g. Reduce switching costs to blunt supplier power
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