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STRATEGIC FRAMEWORKS

future trends. Seek input from thought leaders and mentors whose perceptive
contributions can help you re-vision the present and future.

e Lower left: Attack. Sometimes the situation is clear and compelling. You
know what’s wrong and what you need to do, so take action.

e Lower right: Leverage. The problem is known, but you don’t have a solu-
tion. In this case, leveraging the knowledge and efforts of partners and friends
is suggested to lead more quickly to a solution.

e Upper right: Question. Wacker calls this the fool’s box, referring to me-
dieval fools or jesters. Organizations must actively nurture renegades who ques-
tion and present bold ideas if they are to get beyond the limits of today’s
problems and solutions. In this manner, one remains open to transcendent solu-
tions to tomorrow’s challenges.

Method. The method has three steps:

e Step 1: Form. Establish a futures council within the firm composed of peo-
ple at different levels.

e Step 2: Assign. Charge the futures council with creating a vision of the
future. Include in the vision a list of questions (problems) and answers (solu-
tions) that could have an impact on reaching the company’s future vision.

e Step 3: Follow up. On a continuing basis, test the futures council’s list of
problems and solutions against the matrix, and take appropriate action.

Reference

Wacker, W., Taylor, J., and Means, H. The Visionary Handbook. New York: Harper-
Collins, 2000.
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Dialectical SWOT Analysis:
Strengths, Weaknesses, Opportunities, and Threats

Inspired by the East Lancashire Training and Enterprise Council

Opportunities are like buses. There is always another one coming.
—Richard Branson?!

SWOT is the acronym for strengths, weaknesses, opportunities, and threats. In
a traditional SWOT analysis, these four categories are investigated independently
and fed into the planning process. In dialectical SWOT, we treat Strengths and
Weaknesses as internal factors and Opportunities and Threats as external. Tra-
ditional SWOT analysis generates a powerful and reasonably comprehensive
strategic snapshot. The unique value in this approach comes from juxtaposing
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130 THE POWER OF THE 2 x 2 MATRIX

information from these two categories, as shown in Figure 6.19. Each quadrant
of the matrix represents a unique combination of Internal and External condi-
tions, and each produces a specific recommendation.

The Two Dimensions and Their Extremes. The SWOT matrix explores two key
dimensions: External Environment and Internal Environment:

External Environment. Organizational success depends on sensing and
responding to shifting conditions in the business environment. At the most
basic level, these represent Opportunities and Threats.

Internal Environment. The ability to compete effectively depends on the
resources and knowledge available to the organization. We draw on our
Strengths and guard against possible exposure created by our Weaknesses.

The Four Quadrants. Dialectical SWOT defines four zones of risk and reward,
each demanding a different response. The key to success often lies in being
proactive:

e Upper left: Confront. Threat is matched with organizational strength. Busi-
nesses face these conditions all the time—new competitors, legislative changes,
commoditization of a core offering, and many others. Mobilize to limit and con-
trol the looming danger.

e Lower left: Exploit. Opportunity is matched with strength. This is a busi-
ness’s growing edge, where it can capitalize on areas of strategic advantage.
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The one caution here is to be careful not to ignore other demands. Vital and
scarce corporate resources are too easily drawn to exciting and rewarding
growth-oriented projects, which can deplete the organization’s ability to deal
effectively with more mundane and defensive challenges.

e Lower right: Search. Opportunity is matched with weakness. This quad-
rant represents a conundrum. Opportunities exist that the organization can rec-
ognize but is not equipped to tackle. The gap may be financial, scale, location,
or any of a number of other factors. Creative options are needed. If you don’t
act on the opportunity, perhaps a competitor will, with potentially disastrous
consequences.

e Upper right: Avoid or Prepare. Threat is matched with Weakness. Some
threats are avoidable, and others are not. Confronting competitive Threats with
Weakness is not only dangerous but also resource draining. When possible, it
is best to avoid such situations. Consider the company about to enter a price
war with a much larger and better-financed adversary. Sometimes, however, the
threat cannot be sidestepped and must be addressed, whatever the cost.

Method. Follow these steps to conduct a dialectical SWOT analysis:

e Step 1: Generate lists of strengths, weaknesses, opportunities, and threats.
Be sure the people involved in completing this task have the necessary knowl-
edge and independence to report in an honest (not fearful or protective) way.

e Step 2: Assess the interactive effect of the internal (Strengths and Weak-
nesses) and external (Opportunities and Threats) observations. Place the con-
clusions onto the dialectical SWOT matrix.

Reference

East Lancashire Training and Enterprise Council. [http://www.nvq5.com/].
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Market Tipping
Adapted from Carl Shapiro and Hal Varian

Don’t plan to play the high[er] stakes, winner-take-all battle to become the
standard unless you can be aggressive in timing, in pricing, and in exploiting
relationships with complementary products.

—Carl Shapiro and Hal Varian??

It is not unusual for technology markets to be dominated by a single technol-
ogy standard, and sometimes by a single large firm. The Market Tipping matrix
(Figure 6.20), introduced by Carl Shapiro and Hal R. Varian in Information





