SWOT Analysis
Piercy (2002) suggests that managers are using the SWOT analysis in a sloppy way and not to its full potential. 

He recommends you follow the following rules when doing a SWOT analysis:

· Focus analysis

· Customer orientation

· Environmental orientation

Focus analysis

When conducting a SWOT analysis, simply focus on a specific issue to avoid bland, meaningless generalisations. The issue can be anything from a product market to a customer segment or a study of a named competitor.

The rule is to focus on a critical issue rather than a global å. The idea is that you can then build your global picture by fitting together your focused analysis. The focus might reveal knowledge gaps or hidden strategic assumptions. 

Customer-orientated SWOT analysis

In evaluating the strengths and weaknesses, you can only include these resources and capabilities that would be recognised and valued by the customer. This is to help you get past ‘Motherhood’ statements such as quality, service, established firm, etc. The aim is to define what you think is seen by the customer and valued by the customer.

The New Rules:

Strengths and 

Weaknesses 

must be recognised 

by customer

Opportunities and 

threats exist in 

the environment, 

not because of us

Forcing executives to confront the difference between what they think is essential to the customer and what customers think is important is a substantial contribution to this technique. 

Environmental Analysis

Piercy advises that the same technique be used to manage opportunities and threats and warns against putting strategies down as opportunities. To avoid this, insist that opportunities and threats exist only in the outside world. Opportunities are independent of our policies and actions. 

The Customer - orientated SWOT translation: 

· Matching strategies: Match strengths to opportunities. Strengths without opportunities have little value, and opportunities without strengths require more thought.

· Conversion strategies – ideally, you want to convert high-ranking threats and weaknesses into opportunities and strengths. 

· Creative strategies: This analytical process generates new ideas for developing the business. Make sure you record creative ideas that do not fit into the box! 

· Iteration—Once you have done all this and identified strategies to tackle your strengths, weaknesses, opportunities, and threats, go back and look at how the new picture you are painting changes the SWOT model. Then, you will be prepared to proceed to the planning stages. 

In organisational strategy, a SWOT (Strengths, Weaknesses, Opportunities, and Threats) analysis is a widely used tool for evaluating an organisation's internal and external environment. Conversion strategies can effectively leverage the insights from a SWOT analysis, enabling organisations to capitalise on their strengths, address weaknesses, seize opportunities, and mitigate threats.

1. Leveraging Strengths:

   a. Offensive Conversion Strategy: Organizations can use their strengths to capitalise on emerging opportunities, as the SWOT analysis highlights. For example, an organisation with a strong research and development (R&D) capability (strength) can leverage this to develop new products or services that address untapped market demands (opportunity) (Barney, 1991).

   b. Diversification Conversion Strategy: Organizations can diversify their product or service offerings by applying their strengths to new markets or industries. This strategy can help organisations reduce their reliance on a single product or service and expand their customer base (Ansoff, 1957).

2. Addressing Weaknesses:

   a. Defensive Conversion Strategy: Organizations can use this strategy to mitigate the impact of their weaknesses by targeting less competitive market segments or focusing on niche markets where their weaknesses are less relevant. For example, an organisation with limited production capacity (weakness) can focus on high-value, low-volume products where their capacity constraints are less problematic (Porter, 1980).

   b. Retrenchment Conversion Strategy: Organizations can use this strategy to streamline their operations, cut costs, and focus on their core competencies to address internal weaknesses. This may involve divesting non-core business units, downsizing, or reorganising the organisation (Hitt et al., 2016).

3. Seizing Opportunities:

   a. Market Development Conversion Strategy: Organizations can use this strategy to expand into new markets or market segments by applying their existing strengths and capabilities. For instance, an organisation with a strong brand reputation (strength) can leverage this to enter new geographic markets or target new customer segments (opportunity) (Ansoff, 1957).

   b. Product Development Conversion Strategy: Organizations can use this strategy to develop new products or services that address emerging market needs or trends. This can involve utilising the organisation's R&D capabilities, technological expertise, or other strengths to create innovative offerings (Kotler & Armstrong, 2018).

4. Mitigating Threats:

   a. Diversification Conversion Strategy: Organizations can use this strategy to reduce their exposure to specific threats by diversifying their product or service portfolio. This can help them spread risk and reduce their dependence on a single market or customer base (Ansoff, 1957).

   b. Defensive Conversion Strategy: Organizations can use this strategy to protect their existing market position by implementing measures to counter the threats identified in the SWOT analysis. This may involve strengthening their competitive position, enhancing product quality, or improving customer service (Porter, 1980).

By applying these conversion strategies to the insights gained from a SWOT analysis, organisations can develop a comprehensive and strategic approach to navigating their internal and external environments, ultimately enhancing their overall competitiveness and performance.
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