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Abstract
The present study examines a new hybrid method for improving the usability of SWOT ŽStrengths, Weaknesses,
Opportunities and Threats. analysis. A commonly used decision analysis method, the Analytic Hierarchy Process
ŽAHP., and its eigenvalue calculation framework are integrated with SWOT analysis. AHP’s connection to SWOT
yields analytically determined priorities for the factors included in SWOT analysis and makes them commensurable.
The aim in applying the hybrid method is to improve the quantitative information basis of strategic planning
processes. The hybrid method was tested in connection with a Finnish case study on forest certification. In the case
study, the results were presented in an illustrative way by utilizing the quantitative information achieved by the
hybrid method. The results indicated that certification could be a potential strategic alternative in our case study
farm. In addition, the needed pairwise comparisons were found useful, because they force the decision maker to
think over the weights of the factors and to analyze the situation more precisely and in more depth. Q 2000 Elsevier
Science B.V. All rights reserved.
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1. Introduction
Forestry and forest planning are influenced by
changes within internal and external operational
environments. In forest planning, most of the
concern has traditionally been placed on the internal environment assuming the external environment to be stable. Recently, applications and
methods dealing with changes arising from the
external environment have been presented and
applied in forest planning. These methods include, for example, connecting the exogenous
timber-demand factor and lagged price adjustment to a timber management planning model
ŽMykkanen,
1995., participatory planning, which
¨
means responding to the objectives of external
interest groups Že.g. Kangas et al., 1996a;
Pykalainen
et al., 1999., and including stochastic¨¨
ity, arising, for example, from changes in timber
prices and the level of tree growth, with forest
planning by using risk and scenario techniques
Že.g. Pukkala and Kangas, 1996.. However, common strategic planning approaches are fundamentally based on adjusting to changes in the
external environment and there exists a wide
range of planning methods that are well-suited
for analyzing the interactions of both environments simultaneously. These methods are available and can be further developed to be used in
forest planning.
SWOT Žthe acronym standing for Strengths,
Weaknesses, Opportunities and Threats. analysis
is a commonly used tool for analyzing internal
and external environments in order to attain a
systematic approach and support for a decision
situation Že.g. Kotler, 1988; Wheelen and Hunger,
1995.. The internal and external factors most
important to the enterprise’s future are referred
to as strategic factors and they are summarized
within the SWOT analysis. The final goal of
strategic planning process, of which SWOT is an
early stage, is to develop and adopt a strategy
resulting in a good fit between internal and external factors. SWOT can also be used when strategy
alternative emerges suddenly and the decision
context relevant to it has to be analyzed.
If used correctly, SWOT can provide a good
basis for successful strategy formulation. Never-

theless, it could be used more efficiently Že.g.
McDonald, 1993.. When using SWOT, the analysis lacks the possibility of comprehensively appraising the strategic decision-making situation;
merely pinpointing the number of factors in
strength, weakness, opportunity or threat groups
does not pinpoint the most significant group. In
addition, SWOT includes no means of analytically
determining the importance of factors or of assessing the fit between SWOT factors and decision alternatives. The further utilization of SWOT
is, thus, mainly based on the qualitative analysis,
capabilities and expertise of the persons participating in the planning process. As planning
processes are often complicated by numerous criteria and interdependencies, it may be that the
utilization of SWOT is insufficient. In their study,
Hill and Westbrook Ž1997. found that none of the
20 case companies prioritized individual SWOT
factors, one grouped factors further into subcategories, and only three companies used SWOT
analysis as an input for a new mission statement.
In addition, the expression of individual factors
was of a very general nature and brief. Thus, it
can be concluded that the result of SWOT analysis is too often only a superficial and imprecise
listing or an incomplete qualitative examination
of internal and external factors.
Applications for gaining extra value from
SWOT analysis in further strategic planning
processes have been presented. Weihrich Ž1982.
presented the TOWS matrix, which helps to systematically identify relationships between threats,
opportunities, weaknesses and strengths, and offers a structure for generating strategies on the
basis of these relationships. Proctor Ž1992. presented a computer package partly based on
Weihrich’s TOWS matrix. In Proctor’s Ž1992.
package, computer-aided creativity produces
words for decision makers to use in identifying
strengths, weaknesses, opportunities and threats.
In addition, Proctor’s Ž1992. method includes creative generation and systematic evaluation of
strategic alternatives. Flett Ž1989. introduced a
method of initiating and crystallizing conceptual
thinking. His method is a mix of Kipling’s five Ws
ŽWhat, When, Where, Who, Why., McCarthy’s
four Ps plus one additional P ŽProduct, Price,

