
 
  

AI Rewires Strategic Planning 

Idea In Short

Strategic planning built around an annual retreat and a static three-year deck no longer
matches how fast markets move. Artificial Intelligence [AI] is compressing the process into a
continuous cycle:

automated data gathering replaces weeks of manual collection, machine learning
surfaces market signals humans would miss and real-time tracking flags execution
drift before it becomes a crisis

JPMorgan Chase & Co. has applied this to risk management, catching anomalies before they
cascade into losses. Disney, Fox and WarnerMedia have applied it to content strategy,
turning viewing data into programming decisions once left to instinct. The recommendation
for leadership teams is direct:

stop treating planning as a periodic event and start building the data infrastructure,
analytics capability and governance controls that let strategy update itself as
conditions change, while keeping named humans accountable for every
consequential call

Strategic planning has always rested on a simple premise:

gather enough evidence about the business and its environment, then commit to a
course of action before conditions change again
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What has shifted is the pace at which conditions actually change and the volume of
evidence available to any team trying to keep up. Artificial Intelligence [AI] does not replace
the judgment strategic planning requires, but it is reshaping every stage that precedes that
judgment, from how data gets collected to how deviations get caught mid-execution. The
organizations moving fastest on this front are not treating AI as a bolt-on analytics tool. They
are rebuilding the planning process itself around it.

Compressing the Data-Gathering Phase

Every strategic plan begins with an assessment of where the business actually stands, built
from financial reports, market research, customer surveys and internal consultations. For a
multinational company, assembling that picture by hand consumes weeks and much of it is
stale by the time it reaches the planning committee. AI-driven automation changes the
arithmetic. Systems can scrape public web sources and internal data stores continuously,
pulling relevant signals as they appear rather than in a single annual sweep.

Natural language processing adds another layer, enabling automated interviews and
structured surveys that would otherwise require a research team to conduct manually. The
output is a data set that stays current, rather than one frozen at the moment the planning
cycle opened. What once took weeks of coordinated human effort now takes days, freeing
strategists to spend their time interpreting evidence instead of chasing it. That shift alone
changes the rhythm of planning, since teams no longer wait for a data refresh before they
can revisit an assumption.

The practical effect shows up first in how quickly a company can respond to a market
shock. A pricing change from a competitor, a regulatory filing, a shift in consumer sentiment
on social platforms, all of it can reach the planning team within days rather than surfacing
months later in a quarterly report. McKinsey's research on strategy development identifies
this data-gathering function as one of five distinct roles AI now plays across the strategy
cycle, alongside interpreting evidence, acting as a thought partner, running simulations and
communicating results.1

Accelerating Market and Competitive Analysis
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Once the data is in hand, the harder task begins:

turning disparate figures into a coherent read on the competitive landscape

Human planning teams have always struggled with the sheer scale of this work, since
spotting a pattern across years of financial results, consumer behavior and regulatory shifts
requires processing more information than any team can hold in working memory at once.
Machine learning models handle that volume without the fatigue that creeps into manual
analysis over long planning cycles.

The output gives strategists an aggregated view of the market that would otherwise take
months to compile. It surfaces emerging consumer needs, technology shifts, regulatory
changes and competitor moves in a form that supports direct comparison across time
periods. Early-warning signals about softening demand or rising input costs reach decision-
makers while there is still time to adjust course, rather than after the damage shows up in
quarterly results. The same models can flag white space in a market before competitors
notice it, giving a company a genuine first-mover window instead of a reactive scramble.

JPMorgan Chase & Co. offers the clearest illustration of what this looks like when applied to
risk, which functions as a specialized form of market analysis for a financial institution. The
bank trains machine learning models on years of transaction and portfolio data to identify
patterns, irregularities and risk correlations that a human analyst reviewing accounts one at
a time would likely miss. Ryan Schmiedl, the bank's global head of payments trust and
safety, has described how these systems learn the behavioral patterns behind fraudulent
activity, particularly business-email compromise schemes where criminals impersonate
vendors to redirect payments.2 That capability lets the bank monitor portfolio exposure in
real time and intervene before a minor anomaly cascades into an account breach or a loan
default, turning risk management from a periodic review into a continuous input to strategic
decisions about where the bank can safely extend credit or expand a business line.

Generating Options and Running Simulations

The generative phase of planning, where a leadership team weighs strategic alternatives
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and narrows them to a viable set, has traditionally depended entirely on the imagination and
experience sitting in the room. AI changes the character of that exercise without eliminating
the human role in it. Natural language generation tools let strategists brainstorm
collaboratively with a system that can surface adjacent ideas or precedents a team might
not think to raise on its own and the resulting mix of human and machine input tends to
produce a wider set of options than either working alone.

The more consequential shift comes after the ideas are on the table. AI-driven simulation
lets a company model how different strategic choices would actually play out, projecting the
effect of each option on the metrics that matter most before any resources move. This is not
a cosmetic upgrade to a familiar exercise.

A strategy for AI is not enough. Creating strategy with AI matters as much, or even
more

That distinction, drawn from MIT Sloan Management Review's analysis of how leading firms
build strategy around AI-optimized metrics rather than treating AI as a separate initiative,
captures why simulation changes the planning conversation.3 Companies that build
simulation into the ideation phase are evaluating choices against modeled outcomes instead
of relying on a single expert's read of what will work, which narrows the gap between what
a plan promises and what it delivers.

Tracking Execution and Correcting Course

A plan that stops evolving the moment it is approved is already obsolete by the time it
reaches the field and this is where AI has changed strategic planning most visibly.
Traditional execution tracking relies on periodic check-ins, quarterly reviews and status
reports that managers compile from memory and spreadsheets. By the time a deviation from
target surfaces in one of those reviews, weeks or months of underperformance may already
be locked in.

Automated sensors and predictive analytics compress that lag substantially. Deviation from
expected results gets flagged as it happens rather than at the next scheduled review and
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the same systems can trace a shortfall back toward its likely root cause instead of leaving
that diagnostic work entirely to a manager under time pressure. Automated triggers can also
alert managers directly when a metric crosses a threshold, which builds a degree of
responsiveness into execution that a rigid annual plan structurally cannot provide.

Media companies illustrate how far this tracking-and-adjusting loop now extends beyond
financial metrics into strategic positioning itself. Disney, Fox and WarnerMedia have spent
recent years defending market share against streaming disruptors and each has turned to AI
analysis of viewing metadata, including titles, genres, cast and engagement patterns, to
decide what to greenlight and how to position it. That data-backed read on audience
preference feeds directly back into commissioning decisions and marketing teams use the
same sentiment and engagement analysis to refine campaigns and recommendation logic in
near real time rather than waiting for a season to end before adjusting. Harvard Business
Review's coverage of firms sustaining this kind of ongoing transformation points to a
consistent pattern behind it:

continuous technical review of what is and is not working, cross-functional teams
that keep specialists embedded rather than siloed and structured mechanisms for
surfacing disagreement before it hardens into a bad decision.4

Gartner's research on the broader shift underway in analytics reinforces the direction of
travel, projecting that by 2027 three-quarters of new analytics content will be produced
through generative AI systems built to be proactive and continuous rather than reviewed on
a fixed schedule.5

Weighing the Risk and Ethics of Autonomous Planning

None of this progress removes the need for scrutiny and the same capabilities that make AI
valuable in planning also introduce new failure modes. A model trained on historical data can
encode the biases embedded in that history and a system operating at scale can propagate
an error across thousands of decisions before anyone notices the pattern. That risk grows
as companies push AI from an advisory role toward genuine decision-making autonomy,
where algorithms adjust prices, launch marketing campaigns or reallocate supply chain
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resources without a human sign-off on each action.

Governance has to keep pace with that shift rather than trail behind it. Validation protocols,
clear thresholds for when a system can act unilaterally and named accountability for
automated decisions are not optional extras bolted onto an AI program, they are the
conditions that make autonomy defensible in the first place. Research from the World
Economic Forum on AI governance found that fewer than one percent of organizations have
fully operationalized responsible AI practices and argued that governance built into a system
from the outset produces resilience, while governance added after deployment leaves
structural gaps that are far harder to close later.6

The organizations best positioned to benefit from AI-driven planning are the ones treating
governance as part of the planning infrastructure rather than a compliance afterthought.
That means designating owners for each automated decision pathway, building audit trails
that let a human reconstruct why a system acted as it did and setting explicit limits on which
decisions stay reserved for people regardless of how capable the underlying model
becomes. Data quality sits underneath all of it, since a predictive model built on incomplete
or inconsistent inputs will produce confident, wrong answers just as readily as correct ones
and a plan built on those answers carries the error forward without anyone noticing until the
results come in.

What This Means for Planning Teams

The organizations getting the most from AI in strategic planning are not the ones with the
largest technology budgets, they are the ones that redesigned the planning process itself
around continuous data flow rather than layering AI tools onto a calendar that still runs on an
annual cycle. That redesign touches every phase:

data gathering shifts from a periodic sweep to an ongoing feed, market analysis
moves from static reports to live dashboards, ideation pairs human judgment with
machine-generated options and simulation and execution tracking catches drift in
days rather than quarters
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JPMorgan's risk models and the media industry's content-targeting systems both point to
the same underlying lesson, which is that the value comes from embedding AI into the
process rather than running it alongside the process. Companies that build that integration
now, with the governance to match, will be setting strategy on a cycle their slower-moving
competitors cannot match.

1How AI is transforming strategy development
2JPMorgan Chase using ChatGPT-like large language models to detect fraud
3Strategy For and With AI
43 Ways to Drive Continuous AI Transformation
5Gartner Predicts 75% of Analytics Content to Use GenAI for Enhanced Contextual
Intelligence by 2027
6Businesses aren't prioritizing AI governance. Here's why that holds them back

Summary

Strategic planning is shifting from a calendar event to a running process and AI is the
mechanism driving that shift. Automated data gathering, machine-scale market analysis,
generative ideation and real-time execution tracking now touch every stage of how
organizations set and revise direction. JPMorgan's risk models and the media industry's
content-targeting systems show what disciplined AI integration produces:

faster detection of problems, sharper allocation of resources and plans that flex with
the market instead of waiting for the next review cycle

None of this removes the need for human judgment. Autonomous systems still require
named owners, audit trails and ethical guardrails, particularly as algorithms take on
decisions once reserved for executives. Organizations that pair strong data foundations with
clear accountability will move through planning cycles faster than competitors still running
theirs on spreadsheets and annual retreats.

Think Insights  ·  thinkinsights.net -7-

https://www.mckinsey.com/capabilities/strategy-and-corporate-finance/our-insights/how-ai-is-transforming-strategy-development
https://www.americanbanker.com/news/jpmorgan-chase-using-chatgpt-like-large-language-models-to-detect-fraud
https://sloanreview.mit.edu/article/strategy-for-and-with-ai/
https://hbr.org/2025/03/3-ways-to-drive-continuous-ai-transformation
https://www.gartner.com/en/newsroom/press-releases/2025-06-18-gartner-predicts-75-percent-of-analytics-content-to-use-genai-for-enhanced-contextual-intelligence-by-2027
https://www.gartner.com/en/newsroom/press-releases/2025-06-18-gartner-predicts-75-percent-of-analytics-content-to-use-genai-for-enhanced-contextual-intelligence-by-2027
https://www.weforum.org/stories/2026/02/ai-governance-businesses-hold-them-back/
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