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Presenter: Steve Blais, PMP, PMI-PBA

Steve Blais, PMP, PMI-PBA, is an author, 
consultant, teacher and coach who has over 
53 years’ experience in Information 
Technologies working as a programmer, 
project manager, business analyst, system 
analyst, general manager, and tester.

He is the author of Business Analysis: Best 

Practices for Success (John Wiley, 2011) and co-

author of Business Analysis for Practitioners: a 

Practice Guide (PMI, 2014) and a contributor to 

the Business Analyst Body of Knowledge, V3 (IIBA, 

2015).
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Webinar overview

 This webinar answers the following 

questions:

• What is strategic thinking  and how does it affect me?
• What can strategic thinking do for me personally?
• How can I use strategic thinking in my projects and 

elsewhere?
• What can I do to prepare myself to be more effective as a 

strategic thinker? 
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Strategic Thinking in Context
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What is Strategic Thinking 

 Thinking over time

 What is going to happen tomorrow and how 

can we prepare for it?

• Both good and bad

• How can we cause the good to happen?

• How can we be mitigate or avoid the bad?
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Characteristics of Strategic Thinking
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 Alignment

 Goal-oriented

 Fact-based

 Based on broad (rather than deep) thinking

 Focused (intent focused and long term focused)

 Engaging

 Implementable

Elements of Good Strategic Thinking
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The Big Picture…

Strategic Thinking
Generating Options
What might happen?

Strategic Decision 
Making
Making Choices
What will we do?

Strategic Planning
Identifying the Actions
How will we do it?

Options

Decisions

Plan

Strategic Management
Monitoring & 
Controlling Actions
How will we deliver it?

Actions

Interrelationship
Flow 
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Although originally positioned for the executive 
mind-set, these attributes translate well at any 
level:

1. Systems perspective

2. Intent focused

3. Thinking in time

4. Hypothesis driven

5. Intelligent opportunism

Liedtka, J.M. (1998), 
“Linking Strategic Thinking with Strategic Planning”, 

Strategy and Leadership, 26(4), 30-35. 

Attributes of Strategic Thinking 
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ST Attributes: Systems Perspective

• "A strategic thinker has a mental model of the complete end-

to-end system of value creation, his or her role within it, and 

an understanding of the competencies it contains."

Example: The business analyst who sees:

The whole problem domain in which the user's 

problems exist

and understands the problems do not exist by 

themselves

and defines the environment, the circumstances 

and the conditions which cause the problem
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ST Attributes: Intent Focused

• “The focus that allows individuals within an organization to 

marshal and leverage their energy, to focus attention, to resist 

distraction, and to concentrate for as long as it takes to achieve 

a goal.”

Example:  The business analyst who sees:
The real problem through hundreds of interviews where 
clients inadvertently cloud the picture with personal 
biases
The best solution among the array of options favored by 
the technical team, based upon their respective 
technological “tastes”.
But always considering the long term implications



16

ST Attributes: Thinking in Time

• “Strategy is not driven by future intent alone. It is the gap 

between today’s reality and intent for the future that is critical.”

Example:  The business analyst who sees:

The client decision maker’s ultimate goal is much too 

severe of a change for the people who have to live 

with it.

That a phased approach, coupled with an intensive 

organizational change initiative are critical success 

factors.
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ST Attributes: Hypothesis Driven

• Using the scientific method ensures that both creative and 
critical thinking are incorporated into strategy making. 

Example: The business analyst who has the:
Creativity and persistence to come up with many solution 
ideas instead of just one
the discipline and analytical skills to evaluate and 
eliminate solution ideas that won't work
the courage to accept the failure that may be associated 
with unsuccessful solution ideas
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ST Attributes: Intelligent Opportunism

• "The dilemma involved in using a well-articulated strategy …. 

must always be balanced against the risks of losing sight of 

alternative strategies better suited to a changing 

environment.”

Example: The business analyst who sees:
The potential application of a solution for one part of 
the organization to other similar situations elsewhere 
in the organization
The opportunity for that customized effort to become a 
standard product for a whole new market.
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A Model: Strategic Thinking Success Factors

 Big Picture – use new, wider perspective for 
thinking, planning, doing, evaluating and 
continuous improvement

 Contextual orientation – aware of 
environment,  capabilities (organizational 
and individual)

 Use solution-based thinking:
• Define “need” as a “gap in results” rather than 

insufficient resources, means, or methods
• Differentiate between ends (what) and means 

(how)

 Long-term focused
 Paradigm Shift – move out of your comfort 

zone

Adapted from 
Strategic Planning for Success, 
by Kaufman; pp. 40-56.
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Strategic Thinking in Projects 

 Strategic thinking not only identifies the goal to be achieved, 

it sees through obstacles during tactical execution to keep 

the goal always in focus

Big Picture
Where we are now

Strategic direction Big Picture
Where we want to be

Analyze 

Project

Obstacles, environment

Synthesize 
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Benefits of Strategic Thinking with the team

 Engages your entire team in the creation of the 

strategy

 Builds consensus and commitment to the strategy

 Creates a link between today’s activities and 

strategy

 Maintains a future focus in decision-making

 Makes strategy a day-to-day reality

 Enables your team to define and refine its strategic 

approach on an ongoing basis
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Avoid Zombie Projects 

 A zombie project is one that never ends. It simply consumes 

resources and carries on because no one has the foresight (or 
courage) to kill it off.
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 Using the ‘tip of the iceberg’ approach

 Stopping too soon

 Failing to develop different answers for tomorrow’s 

questions 

 Being satisfied with the status quo

 Losing sight of the overall goal or purpose of the effort

 Relying on opinions and anecdotal information 

 Failing to collaborate with the team and stakeholders 

 Failing to recognize the limitations of the team or the 

organizations

Strategic Thinking Pitfalls
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Examine the status quo – know where you are coming 

from

 Look at the forest, not the trees

 Focus on the future

Get feedback to correct your course

Anticipate challenges. problems and obstacles

Keep an open mind about the future

Make sure all actions and activities align with the 

overall goals and strategies 

Best Practices for Strategic Thinking 
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Thinking Strategically

 When hearing news from your management or the 
client, think “how does this impact the project I am 
on?”

 Envision and promulgate a vision of the successfully 
completed project 
• What does the world look like when the problem is solved?

• How can I present the solution so that it is believable and achievable?

 Ask questions:
• How does my project (or the work I am doing on my project) align with 

the strategies and strategic goals of the company or the client?

• Are we doing the right things?



26

The Strategic Business Analyst
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Strategic 

Thinking 
Understand the overall 

mission and strategic 

goals to be achieved

be aware of the 

conditions, 

environment and 

situation of the 

problem to be solved

visualize the results of 

solving the problem

Provide tactical 

product and 

execution corrections 

to move toward the 

strategic goal

suggest adjustments 

to the project and are 

goal as necessary

emphasize the vision 

to create excitement 

and increase 

motivation
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