
Copyright © 2026 Academic Master. | 1

Strategic Planning and Project Development
Framework

Posted on September 21, 2018

View this essay online:
https://academic-master.com/strategic-planning-and-project-development-framework/

Strategic planning and project development are related but different management activities. Strategy
decides where an organization intends to compete, what value it wants to create, and which
outcomes matter most. Project management converts selected strategic priorities into temporary
initiatives with defined objectives, resources, governance, schedules, risks, and deliverables. Weak
organizations often confuse the two: they launch projects before clarifying strategic purpose, or they
write strategic plans that never become funded and accountable work (Kerzner, H, 2022).

Current project-management guidance reinforces the connection between strategy and value
delivery. PMI’s PMBOK® Guide—Eighth Edition, published in November 2025, retains the principle-
and performance-domain orientation of the Seventh Edition while simplifying it into six core principles
and seven performance domains. It places stronger emphasis on value, accountability, tailoring,
sustainability, AI, procurement, and practical process guidance. A modern framework should therefore
integrate strategic analysis, portfolio selection, project delivery, risk, governance, and learning rather
than treating planning as a linear sequence completed once at the beginning (Project Management
Institute, 2025) (Project Management Institute, 2019).

Strategy Before Projects
Strategic planning begins with organizational purpose. A mission statement explains why the
organization exists and whom it serves. A vision describes the future position the organization is
trying to create. Values define expected principles of conduct and decision-making. These elements
matter only when they influence resource allocation, priorities, and behavior; inspirational wording
without operational consequences has little strategic value.

Long-term objectives translate mission and vision into outcomes. A useful objective identifies what
should change, for whom, by how much, and within what timeframe. Objectives should be ambitious
enough to guide investment but specific enough to support decisions. “Grow internationally” is a
direction. “Generate 20 percent of revenue from two new regional markets within four years while
maintaining target margin and service levels” is closer to an actionable strategic objective.

Environmental and internal analysis then tests whether the aspiration is realistic. SWOT can
summarize strengths, weaknesses, opportunities, and threats, but it should not become a
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brainstorming exercise that produces long lists with no prioritization. Internal strengths and
weaknesses should be supported by evidence such as capabilities, cost position, customer retention,
intellectual property, talent, processes, data, and financial capacity. External opportunities and
threats should reflect market growth, competitors, customer behavior, regulation, technology, supply
conditions, and macroeconomic change.

PESTLE can deepen external analysis by examining political, economic, social, technological, legal,
and environmental factors. Porter’s competitive analysis can examine industry structure and sources
of advantage. Gap analysis then compares current capability with the desired strategic state. The
important question is not merely “what is missing?” but whether the gap should be closed internally,
through partnership, acquisition, outsourcing, process redesign, or a change in strategic ambition.

Research should continue throughout the strategy cycle. Customer evidence, competitor intelligence,
scenario analysis, and financial modeling help leaders avoid treating initial assumptions as facts. The
OpenStax management resource remains a useful foundation for this relationship between planning,
objectives, organizational design, and control:
https://openstax.org/books/principles-management/pages/1-introduction (Bright & Cortes, 2019).

Portfolio Choices
Once strategic objectives are defined, leadership must decide which initiatives deserve funding. This
is a portfolio decision rather than an individual project-management decision. Organizations normally
have more possible projects than available people, money, or executive attention. Selecting every
attractive proposal can create a portfolio that exceeds capacity and causes all projects to perform
poorly.

Projects should therefore be evaluated against common criteria such as strategic alignment, expected
value, risk, regulatory necessity, customer impact, timing, dependencies, resource demand, and
opportunity cost. Financial measures such as net present value, return on investment, or payback
period can inform the decision but should not dominate when projects are mandatory for safety,
compliance, resilience, or capability development.

Key performance indicators should be connected to strategic outcomes rather than selected only
because data are easy to obtain. A strategic goal related to customer retention should not be
measured only through website traffic. A productivity goal should not rely only on output volume if
quality deterioration would offset the benefit. Each major objective should have a small number of
meaningful indicators with clearly defined formulas, data owners, reporting frequency, and thresholds
for action.

Budgets translate strategic choices into resource commitments. A strategic plan without a funding
model is largely aspirational. Portfolio budgeting should identify initial investment, operating cost,
contingency, benefits, cash-flow timing, and resource constraints. Rolling forecasts can be useful
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when assumptions change, while zero-based or activity-based approaches may help challenge
entrenched spending. The purpose is not to select one budget method universally but to maintain
financial visibility as circumstances evolve.

Strategy also requires stopping decisions. Projects that no longer support the strategy, cannot
produce sufficient value, or consume scarce resources needed elsewhere should be reconsidered.
Continuing a weak project simply because money has already been spent creates a sunk-cost
problem. Effective portfolio governance reallocates capital when evidence changes.

Delivery Architecture
After a project is approved, the delivery framework should define scope, governance, stakeholders,
schedule, resources, finance, quality, risk, procurement, and communication. PMI’s current Eighth
Edition organizes project practice around seven performance domains: governance, scope, schedule,
finance, stakeholders, resources, and risk. The guide also restores process guidance in a more flexible
form, allowing teams to tailor predictive, adaptive, or hybrid approaches to context rather than
forcing every project into one life cycle (Project Management Institute, 2025).

Scope should state the outcome and boundaries clearly enough to manage change. A project charter
or equivalent authorization can identify purpose, sponsor, success criteria, major constraints, and
decision authority. Detailed scope can then be developed progressively through requirements, work
packages, product backlogs, or other methods appropriate to the delivery approach.

Scheduling should reflect dependencies and actual resource capacity. A milestone list is not a
complete schedule if it ignores who is available to do the work or how long decisions and procurement
take. Predictive projects may use detailed network schedules and baselines, while adaptive projects
may plan in shorter increments. Hybrid projects can combine fixed regulatory or infrastructure
milestones with iterative development of software or service components.

Resource planning extends beyond headcount. Teams need the correct mix of technical expertise,
leadership, equipment, data, facilities, suppliers, and decision rights. Assigning a person to a project
does not guarantee capacity if that person is simultaneously committed to several other initiatives.
Portfolio and project managers should therefore distinguish nominal allocation from realistic
availability.

Communication planning should identify stakeholders, information needs, channel, frequency, owner,
and escalation route. Senior executives may need decision-focused summaries, while technical teams
need detailed coordination. Communities, customers, regulators, or vendors may require different
forms of engagement. Communication becomes effective when it supports action rather than merely
producing status reports.

The current PMBOK source can be accessed through PMI at
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https://www.pmi.org/pmbok-guide-standards/foundational/pmbok-guide. Porter’s foundational work on
competitive advantage remains relevant for understanding how project choices should support a
defensible strategy rather than simply generate activity:
https://www.hbs.edu/faculty/Pages/item.aspx?num=193 (Porter, 1985).

Risk and Governance
Risk management should begin before detailed execution and continue through the project. A risk is
an uncertain event or condition that can affect objectives positively or negatively. Strategic risks may
include changing customer demand, regulation, technology disruption, financing constraints, or
competitor action. Project risks may include schedule delay, supplier failure, technical uncertainty,
cybersecurity, safety, stakeholder resistance, or cost escalation.

A useful risk register records cause, event, consequence, probability, impact, owner, response,
trigger, and residual exposure. High-impact risks should have realistic response strategies rather than
vague statements such as “monitor closely.” Responses may include avoidance, reduction, transfer,
acceptance, contingency planning, or exploitation of opportunities.

Risk analysis should also consider interdependence. Several moderate risks can combine into a major
failure when they affect the same milestone or resource. Scenario analysis is therefore useful for
complex projects. Economic capital and risk-adjusted return measures may be relevant in financial
institutions, but they are not universal project-risk metrics and should not be presented as the only
ways to measure strategic risk.

Governance establishes who can approve changes, commit money, accept risk, resolve escalation, or
stop the project. Strong governance is not the same as heavy bureaucracy. Decision rights should be
clear enough to prevent delay while maintaining accountability. The project sponsor should own the
business outcome, not merely attend steering meetings.

Change control should evaluate effects on value, schedule, cost, risk, quality, and dependencies.
Some environments require formal approval before changing a baseline; agile teams may manage
change continuously through backlog prioritization. Both approaches can be disciplined when decision
rules are clear.

Performance and Learning
Project performance should be measured against intended value as well as delivery constraints.
Finishing on time and within budget does not prove success if the output is unused or the strategic
benefit never appears. Conversely, a project may exceed its original estimate for defensible reasons if
changing conditions create more value through an adapted solution.
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Performance reviews should combine leading and lagging indicators. Schedule variance, cost, defect
rate, unresolved risk, decision delay, stakeholder engagement, and resource availability can provide
early warning. Benefit realization, customer adoption, revenue, savings, compliance, or service
improvement may emerge later. Ownership for post-project benefits should continue after the
delivery team disbands.

Learning should be embedded throughout the project rather than confined to a final “lessons learned”
meeting. Retrospectives, after-action reviews, risk reviews, and milestone assessments allow teams
to adjust while the work is still active. Lessons should record context and evidence, not generic
statements such as “communicate better.”

Artificial intelligence has become another planning tool, and PMI’s Eighth Edition explicitly expands
attention to AI. AI can help summarize documents, identify schedule patterns, draft risk lists, or
support forecasting, but outputs require human verification. Sensitive project data, contractual
information, intellectual property, and personal information should not be placed into unapproved
systems. AI should accelerate analysis without becoming an unaccountable decision-maker.

A modern strategic planning and project development framework therefore connects five decisions:
what future the organization is trying to create, which initiatives best support that future, how those
initiatives should be delivered, how uncertainty and accountability will be managed, and how
performance will be translated into learning. Strategy without execution remains aspiration, while
projects without strategy create motion without direction. Strong organizations connect both through
disciplined prioritization, governance, measurement, and adaptation.
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