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INTEGRATING ENVIRONMENT AL SCANNING INTQ CORPORATE PLANNING

- NEED FOR A TOTAL VIEW —

( Summary}

Mukund Re Dixit

The relevance and futurc of environment al scanning for

| planning has become a controversial issue. The studies of . Fahey, King,

Narayan and Charles Stubbort contend pessimistically that'there is no
sevidence to warrant o conclusinn that environmentai scanning would
become a regular element of Corporate PLanning. Thomas, on the other
hand, argués that systematic omnidirectional scaming far planning is
on the threshold of ‘rapid qrowth and development. It is the conten-
tion of this paper that what is missing in this controversy is the
consideration of the stage of development of the plaming system
prevailing in the various corporatinns studied by them. This
omission has lad to questionable inferences regarding the relevance

and future of environmental scanmninge

It can be hypothesised that the stage of development of the -
scanning system is contingent on that of the planning system. As the
planning system progresses fram irregular and adhoc mode to continue
ous and comprehensive mode, the demand for ¢ prehensive and systematic
environmental information increases. In organizations where the '
planning system is ﬁot fully developed, the scanning system can alsc be
expected to be underdevesloped and adhoc. On the contrary, in organi-
zations where the planning system is fully developed and continucus,
the environmental scanning system would also be fully developed and
continuous. Hence, any judgment on the future of snvironmental scarnning

based on an analysis of data on the practice of snvironmental scanning,

without relating it to thc practice of planning prevalent in the

sample organizations is questionable. Thare is a need for visuwing
the two in tetality. 1In support of this hypothesis, this paper
presents a case study describing the process of evolution of the -
link between formal scanning and plarmning system in a large multfe
product multi-unit corperation in India. It took nearly a decade

I acknowledge with thanks the financial support provided by the
Research & Publications Commitiee for completing this study.




fer this: Company to spell out the objectives of s=2anning, allocate
adeguate resourcos far this activity, identify the scurees of cdatae,
collect, interpret and report the developments in the environment

and finally integrate thsm into the planning axercise. The c=sa
study shows that the link between scanning and plzning becoics
tighter as the planning systenm progresses from irregular mode to
continuous comprehensive mode.: In the initial stage of development
of planning system, the company tends to focus more on internal
analysis =nd setting the plamning system in arder. An adhoc or less
formal use of environmental information is made. Information on the:
environmental development is gathered more for keeping the management
informed and for performance review. A detnsiled analysis, of the
environment for identifying threats and opportunities, gains impor—

tance only when the planning system is fully established.

The paper concludes by urging that pasearcheres studying the
relevance, scopey; and Future ef envirenmental scanning and the
link between environmental scnning and corporate plaming should
take a total view nnd study the state of art of both scarming
and planning before pronouncing their Judgment and meking recommen—

. e
dations. .
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INTEGRATING ENVIRONMENT AL 3CANNING INTO CORPORATE PLANNING

— NEED FOR A TOTAL VIEW —

Mukund R. Dixit

The Cantrover sy

The relevance o future of environmental scanning for
Corporzte Planning s become a controver sial issue. The studies
of Fahey and King', Fahey, Kins and Narayanan?, and Charles
Stubbor £ haye upset the normative stance that environmen tal
scanning should be a key element of Corporate Plaming.  They
contend pessimistically that there is no evidence to warrant a
conclusion that envircnmentsl scanning would become a regular
element of Corporats Plamning. Thomas’s_mrticle® on the other hand
argues that systematic emnidirectional scamning For plamning is on

the threshold of rapid growth and developmait.

Fahey and King b5zse their contention on the dzta collected
from indepth interviews with vice~presidents of planning, managers
of corporate planning, and individuals who possessed specific
responsibility for environmental scanning or analysis in 12 large
corporations belonging to eicht different industrics. The survey
data, "demonstrate that while therfzs a genar al :!wéreness of the
importance of enviro‘nmentql scanning, the su. .cyed corporations have
not yet succeeded in developing sophisticated envirenmental scanning
and integrating it into their stratenic planning process."S The
study, however, doss not look into the reasons for this discrepancy
between the felt nesd and oractice. .Thay state ti‘lat if firms merely
establish scanning activities without integrating the results into
their planning processes, the information would He Qseless to them.
"Indeed in- such cases the Faddish collection of unused enyir onmental
information may be shortlived."€ They concluds that their rasults
show that there is = significant gap between the cormventional assume—
ptions concerning environmental scanning and its implementation in
large corperations, "although the trerd is towards greater sophisti-

cation in scanning not snough demonstroted impact cxists to warrant

050920-1-
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a conclusion that environmentainscnnhing will beceme a reqular
slement of corporate plannings"? Fahey snd King reiterated thair
stand in a subsccucnt article with Narayan: e They collected data
not only from indeocth interviews Lut also from muestionnaires mjiled_
to the members of World Future Society. Their debts showsd that
despite its perceived utility environmental scarmning/forecasting

was net regardod sc important as to necessitate o major deployment
of resources. Thus, this study reinforced the pessimistic futwreo

fer environmeritel scanning.

As o king of rcjoinder Thomas prescntcd a composite picturo
of the environmentai scanning practices of ninc largist corporations
of the worlde He collcctad date from publishod sources. Om the
basis of his analysis he contends, "It is ovident tha® far from being
in a state of noglect or decline, scamning for plénning is alive and
well, at least in the werld's largest corporaticns.” Based on an
analysis of thc scanning practices of the largoest companice in the
corporats world and the promise that a majority of thaose who watch
and wait for = giuitable opportunity to adapt ths approaches of tho
ploneers will follow, he conclude® that there is @veTy reason to
belisve that a systomatic omnidirectional scannine fa planning
is on the throsheld of rapid growth and devrlopments Charles
Stubbort revisited the 12 corporations studied by Fahey and King after
- throe years to find out whazther the sample kad tended towards greater
use cf resources in scanning, adoption UF'mDre éopmal mathod in
scenning, 2nd moro continuous scanning mothods.  His data, collacted
from indepth intéruiems with the planning executives who in seven
out of twslve cnsos werc the same persons interviowosd by King and
Fahey, did not support the premise of Thomas thot a majority of those
who watch and walt for a suitable cpportunity o ~dapt the approaches
of the pioneers followcde Five out of the tuelve cerporations had
not changed their mode of scamning from irregular to continuous.

Movement towards continuous scanning had occured in three others.
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In the ramaining four corporaticns thers wes o movemant in tha
reverse direction from regqular scaming to 1 irregular one.
Charles found that Favourable attitudes of ncademic and business
media, demonstrated sucdess and salection of rigit peopls scannihg
were the factors that favoured a movement towards continuous
scanning while changes in top management , decontrali sed or ganiza—
tions, budget cuts, troublesome information areas, stable business,
surrrise and availability of environmentsl information from
external agencios pushked firms away from continuous scanning.

He noted serious discrepancics betueén, "the study of the twelve
organiZation55 the Thomas study and the rscommendations of S 0me
authorities towards organising an envirommental scamning f_’unc:tion."B
In the light of his finding he was roluctant to encourage top
managers of diversified firms to establish corporate level
snvironmental scanning units. After saunding a note of caution

he raises the fFollowing quecstionss:

"How can we define the information reguiroment for acaming 7

"What alternatives do we have_in crganising the scamning

function?

"How can we bgtter pasition environmen -1 sganning or ganiz -
tionally?"

"How Futuristic or creative should scannimg bo?"

He is of the view that raescarch ought to be underéaken'to detarmine
whether the Thomas or results of the 12 organization study are borne
out in a larger sample of orgenizations. He feols that until the
above questions are better addressed it is unwise for a prudent
academic or manager to mako sweeping recommendations about the

benefits of formal environmental scanning efforts.
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The Missing Factor

What is missing in the above controversy is a discussion of
the stage of development of the planning system itself in the or ga—
nizations studied by the zuthors mentioned above. {ike the environ—
mental scanning system, the stage of development of planning system
can also be classified as being irreqular, regular, and continuous
and the corporations can be expected to follow these stages. It
can be hypothesized that with the transition from one stage of
development of planning system to the other ; the demands on the
scathing for comprehensive and continuous information will increase,
Therefore, the stage of development of the scanning system depends
on that of the planning system. 1In organizations uhere the planning
system is fully developed and continuous, the scaming system will
also be developed and continuous. In such cases scanning will bhe
an integral part of planning. Similarly, if the planning system
is not fully developsed, the scanning system will slso not be fully

developeds In view of this dependence .of the develgpment of the

Scanning system on_that of the planning system, aﬁy Judgment on the

future of environmental gscanning based on an analysis of data onr the

practice of environmental scanning without relating it to the

practice of planning prevalent in kbe sample arganizations is-

guestionzsble. There is a need For'uiewinq the two in totality.

The studies of King and Fahey, King, Fshey and Narayan,
and Charles Stubbort are inadéQUate to pronounce any judgment on
the relevance and future of practice of-environmant;l scanning for
corperate planning because they do not provide information on the
practice of planning in the selecoted organizaticns. . Thomagtg atudly
provides very limited data on the statz of planning in the nine
organizations studied by hims 0Only in the case of I8M and General
Electricy we have information on both the planning and scanning
systamé. Both are of continuous and comprehensive type. The
relation between the tuo is explicitly stated as being ™an integral
part of the planning process" in IBM and '"“the first step in plaming

process"” in General Electrice

l..lS!lll
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A Cass Study

With the above discussion in uiew, we describe below the
process of evolution of the link between formal scanning and
plannlng systems in a large multi-product, multi-unit corporation
in' India. This case study supports the hypothesis that the deve~
lopment of the environmental scanning system is contingent on the
development of the planning system. - Based on this hypothesis,
we argue that one is likely to end up with a misleading infaresnce
on the future of scanning For planning if one doas not study the
stage of development of the planning system amd its Puture along
with that of environmental scannings The study will also answer

some of the guastions razised by Charles Stubbort.

The sources of information far this study are the published
reports of the Company and the personal expérience of the authore
The author was asaociated'with-the design and implementation of
formal planning and scanning systems in this organization for
fiwe years from 1976 to 1981. He had opportunities to interact

with all the senior executives of the Company .«

e

About the Company

With a turnover exceeding Rs3,000 million and manufacturing
‘units spread all over the country, Diversified Manufacturing
Compeny Ltde, (DMC) (2 disquised name) is one of  the largest
manufacturing corporations in India. The Cémpanygqhich was
started in the early fifties to manufactyure qﬁality machine -
tools hes now diversified into production of timing devices,
printing machinery, agriculturel-machinery, lighting coquipments,
and'dairy machinery. With exports constituting nearly 15 per cent
of the turnover, its international operations are managed by

DMC(Internqtlonal) Ltde, a subsidiary of the Company.

01006""
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Early Growth and Lessons of Recession

In 1961, ths Combany doubled its cap-.ity to produce machine
tools by starting onc mere unit gn the same location. In 1962, it
diversified into the pruduction of timing devices. It started
another machine tool unit in a different location in 1963,

While inaugurating this feoctory the chief executive of the Company
_announced an ambitious plan to set up one factory every year and
-Fihance alternate factory from internal resources. The plan was
based on the demand estimate of the Planning Commission of India.
Rs per this plan, machine tool factories were set up in 1964 and
»1965 in wwo different locationse Further implement ation of the
plan was halted by the on-set of recession in the country during
1966-67 to 19668=59. Thé domand- for machine tools declined and the
-Canpany which had been garning profits so far suffered a loss of
Rse6 million. Such an advorse Qnexpected economic performanc e

Porced the Company to review its growth strategy.

~ Reviewing the strategy, the Chairman and Matke ting Dir ector
of the Company bemoaned the absence of commercial intelligence
and statistics at the Company am #®ids "The plan < one factory
every year was conceived in 1963 based on the forecast of demand
for Mthine'toolg estimated by the Plamning Onmission at about
- 8600 millicn per annum and the indigencus preduction target of
Ree300 million by the and of 1965-66. While this may be right
-~ and it is so to 2 large extent, however, breskdoun of the demand
and of the torget of indigenous production of chhine tools in

terms of size was not doneg.V

"What one did nct foresce then was the complex and the

highly diversified pattorn of demand Por machine tools."

..0‘07!...
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MThis could have also given the Company an opportumity to
gauze Eha scanomic health of the country and the state of the
machine tocl markst S0 that setting up of new units cauld have
been suiteably phased, deperding upon the markct and economic

conditions,™

Ths traumatic experience of the Company during the recession
brought inte the sharp focus the need to identify and interpret the
relevant environment nf the Company before taking strataegic

decisions,

Early Attempts in Formal Secanning

In 1970-71, the Company recovered from the shock of recession
and initiated two steps towards developing a data base for environ—
mental scanning. Thz Central Induatrlal Engineering Department of
the Company was entrusted uwith the task of collecting and analysing
statis tical information on the general environment. A Market
Planning and Research Department was set up to develop marketing
plans for the Comoany's prodicts bosed on demand forecasts, and
to conduct market surveys far new prgducts. Three r -rket planning
and reseqrch officers from the business schools were recruited for
this purpose. They dld not have prior industrial expcrlance. However,
nc addition to the staff of the Cemtrpal Industrial £ngineering Depar—
tment was madoe. The Chief Industrial Engineer of the Company wasg

to shoulder the additional burdan.

Creating the Data Base

The Chief Industrizl Engineer of the Company collected limited
macro~-economic data on gross national product, outlays on various
Sectors under the Five Year Plans of tre country, output of major
industries, and the revcnue and expenditure of the Govermment of
India from the publications of Central Statistical Organizabion of

India, Planning Commission of India and Ministry of Finmance.

.t..B.I.O
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The help of an external saency was sought to compile and interpret
data on the performance of the corporate sc -or. The per formance
profiles of different companies were developed for making interfirm
comparisons. Thaz aconomic journals that published data on the
perforsance of the Indian sconomy were identified and subscribed to.

Subscriptions were sent to few international magazines also.

The initial offorts were directed towapds identification and
collection of data. No attempt was made to analyse the datas so
collected and report it form=lly to the top management. Some
nevispaper cuttings or abstracts of important articles were sonk
to thc decision makers ‘'adhocly. ! They served the purposo of

kceping them informed.

The Market Planning Cz2ll on the other hand, was creating =a
data base for gauging the environment ~ffecting future of machine
tools. It was recognised that the demand for machine tools was
derived demand and the prospects af this industry depended
essentially on the investment of the major machine tool user
industrias, namely,'autﬁmobilas, twosthee lor s, railiays, defence,
industrial machinary, machinery parté ard other metal working
industries. The data bank, set up under the supervision of Marketing
Infofmation 0fficer collected data on the performance snd prospects
of these industries. It made an attempt to cwlloet gomprehensive
information on the letters of intent and licences igsued to various
compsnics,; projects launched by the state ~nd central governments

and the progress of these projects.

The senior executives of the Company visited national and
international exhibiticns of m-chine tools, and kept the top
manngement informed of the lotest dasign and technelogical

devrlopments through tour reports.

coseTesca
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Ts disseminate tho infqrmntion so collected, the dats bank
.-started publishing »n in~house fortnightly ~nlled "Marketing
News«" Very limited analysis of the informition was attempted

in it.

Thus the initial attempts =t Formnl scanning were limited
largely to identification of the infcrmatioﬁ réquiremawts and
collecting tha infor=—tion. It wasy howsver, not so comprehensive
and systemntic as advncated by academicians. To know the reasons
for this we nesd to know how the planning system developed in the

Company.

Efforts in Introducing Formal Planning System

Before 1974-75, the Cocmpany had a system of annual budgseting
and preduction planning. UWhile the former was a fin~nci-l exercisa,
the latter an engineering one. Betwoer 1970-71 and 1974-75, the
Company had diversified intc agricultural machinery, printing
machinery, nnd lighting equipment . Thesc diversification moves
were contemplated on the basis of tha feel of tho market rather
than a systematic expleration and eysyyaflon of al-“ernatives. The
main obgectlue of these meves was to'utilise the ocxcess Capmcity
existing in various units of the - Company. ‘“owever , with every
diversification move; the Lempany 's managoment faced guestions like
wuhich wsy the Company was moving, what new strengths were intended
t0 be acguired, what was its contributicn in. ex0101t1ng the
Strengths of the Company and cvercoming its weakness? The answers
to these guestions pninted £o the need fer intrndLming a formal
corporate planning system that emabled the Company to define its

business objectives, geals, and future direction of arowth.

Accordingly, the system was introduced in 1975-76 by
regruiting a Corporcte Planning QOFficor at the Corporate Office
@hd Unit Planning Officers at the manufacturing units. Two of the

gonior officers of the Company were scnt for a tr=ining procgramme

quﬂ.1Dl.--
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abroad and ~ training programme on Corpor=ate Planning was or g=ni sed
to educate the senior executives of the Com  ~ny on the concept and
techniques of Corporete Planning. The Chisf of the Cerporate
Planning Department in the Corporate Office reportad to the Director
of ?inance and Corporste Planning and the heads of the units
planning cells at the mandfacturing unit reported to the General

Manager ef. the respective units.

Having set up the Planning Department, the Company embarked
bn an exerciss in defining the mission, objectives and goals of the
Companye. The goals were fixed at ten per cent growth in sales and
a return on investment of 16.5 per-cent. These goals were based on
the past performance of the Company and performance of other Comp g~
nies. A three ysar plan uas prepared to achieve these goalse The
figures in the plan were financial projections based on past
performance. Very limited environmentzl information was requisi-—
tionad by the Planning Department in preparing this plan. The neuw
product iceas incorporated in the plan were based on armchair
thinking. However, thes plan document  contained a chapter on
macroeconomiq forecasts. The demard ggpjactions'of the Planning
Commission contained in the Fiyve Year ' Plan document, were considered
for affirming whether the targeis set by the Company were within
reach or nots This exsrcise helped’the Company to prepare the
ground for more systemntic exercises. It brought to surface the
problems in generating the requisite internal dats gnd‘implamen—
ting the formal planning system. Even by 1978, not’ail units had formed
a complete unit planning cell. The corporate planners from the
Corporate Office had to Fly down to the manufacturing ﬁnits and stay
there for months to enabls the units to formulate their plan.
Appropriate’ formats had to be designod to link the performance
reporting system with the performance bedgating syétem prevalent
in the Comp=ny. Based on the eéxperience gained, the thres ysar

plan was extended to cover a period of five years.

....11“...
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Stranqthening the Formal Scanning and Reporting System

Having set the base for systematic planning by constituting
Cofporate Planning Depar tment inrﬂ1e Corporate Office and Unit
Planning Cells at the manufacturing units, the Company turned its
efforts towards strengthening the formal srvironment sl scaming
and reporting system. Setting the stage for a systematic scanning
and planning 8xercise, the Chairman wrote, "wé ara living in an
age of exponential growth. The types of fundamental changes which
used to take place over centruries aré now telescoped within decades.
In this econtext, naturally g company like ours should do some
systsmatié long range thinking to idéntiFy the new challenges and
the tasks it would face in the next two er three decades.”

"If there is anything which can he said about future with
certainty, it is that it would be quite different from the pr esent
and that in particular the pattern of demand of tomomrow would be

guite different from the pattern of demand of today."

With this in mind, two staff experts one in 1976 and the
other .in 1977 ware rocouitad at tM&-Corporate Office Fer monitoring,
interpreting and reporting the deuélopment in the économic ahd
technological environment, They reported to the Chief of the
Corporate Planning Cell. '

A team comprising executives from Corbm:ateEElanning, R& D,
and Marketing Planning departments was formed to forecast the machina
tool technology by 2000 A.D. This forecast was to be supported by
an economic forecast by 2000 A.D. External assistance was taken to
induct the appropriate methodology. As the study progressed, the
Delphi exercise concentrated on-the future of metal cutting
technologys Based on the results of this study, a ten ysar

Research and Development Plan was formulated.

01109120010
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In-their attempt to develop a comprehensive “ormal scanning
system, the staff experts identified the indicators of gereral
economic, technological and product related cnvironment that has to be
monitored to spot the opportunitiss and threats and the source of

information on these indicators.

Though the services of the external agency that supplied macro=
economic data on weekly, ‘monthly and annual basis were retained,
efforts were made to collect additional data by increasing the
number of journals subscribed by the Planning Department. It was
recognised by the staff experts that environmen tal scaming was a
multi-level activity that pervaded throughout the Company, and that
its effectiveness weuld increase if those who were better informed
about and came frequently in contact with a given type of environment,
say, marketing or technical, collected and repoarted the information
to those who needed it. These departments were identified, effarts
were also made to integrate the environmen tal scanning effarts being
carried out by tham. Norms for avoiding unnecessary duplication of
efforts and sharing the infor :ation collected at various levels were
evolved.

Strengthening the Marketing Data Bank

The data bank of the Marketing Planning and Research Department

Jas strengthened by the recruitment of » datq analy>t, whose main
job was to analyse the data collected and repart implications of the
levelopments in the snvironment to the Marketingtplanning team.

Jver time, the scope of the data bank expanded from collecting and
storing machine tool information to that related to other products

18 well,

9.0.13....
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Communicating the Enuironmenta;_ﬁéVEIODments

To communicate the developments in t' - enviromment to the
ménagement the Corporate Planning Cell brought out two in~house

Journals, namsely, the Monthly Review of Indian Economy and

Corporate Planner. The Monthly Review recorded events and policy

developments in the Indian ecenomy during the previous month. Its
objective was to draw the attention of the planners to significant
developments in the economy and their impact on the performance of

the Company.

Corporate Planner, a guarterly, reported in detail the

developments in the sconemic and teehnological environment, their
implications for the future of the Cempany, new planning tools and
techniques and the studies published by renouwned futurologists in
its sections on Economic Environment, New Products and Processes,
Management World and Future. Its Feedback Section provided a forum
for an exchange of views, information and opinions among the

planners of the Company located in various units.

With the increase in the flow of information on technological
trends and systematization of the process of collecting and analysing
the same, and need was Felt to refrt this .zparstely. So, in 1980,
the Corporate Plarnning Cell brought out a bi-monthly called,

Science and Technology Review.

Thus the process of collecting and communicating the information

,on environmental developments was systematised.”

Special Studies

Besides the aforement ioned mode of communicating the develop-
ments in the environment, the staff experts undertook special studies
to analyse in depth the implications of selected envirocnmental
developments. For example, after the oil price hike in 1978, a

study was carried out to reviey the developments in the snergy scene

’I..14.'--
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and identify the threats and opportunitics. The study entitled,
“ﬂil_Sheikhs and the Price Shoeck," present:" a historical per spective

of the oil crisis, and the attempts to develop alternative swirces

. of energy. It analysed the likely effects of these on the expansion

plans of the Company's major customers and stated that there was not
an immediate threat of an adverse busiress situation, but the years
1983-84 and 1984-85 were the critical years. It also made a point
that it was imperative for the Company to be associated with
alternative ‘enargy development prograimes. The report was sent to
all the senior exscutives and plamners of the Companys. Such
svent~based special studies came to centre around the launching of
the Five Year Plans cf the Central and State Govermnments and the
announcenents of the Central budget and key economic policies of

the Government of India.

A separate cell was set up in the international subsidiary
of the Company to monitor amd report the development in the global
environment. Similar reports were published by other departments
that monitored the environmental developments. The title, content,
objectives and target audience of these reparts are given in

Annexure I. L e

These reports are primarily descriptive in nature. Very
limited use of statistical toonls and techniques is made in
analysing the data. Discussion is on to develop an econometric

model to explain the casual linkages.

Developments in the Planning System

Changss in the planning system took place along with the
increasing systematization of the environmental scanning and reporting
systems Planning Cells in each of the manufacturing units were fully
constituted in 1978. These cells were advised by the Corporate Office

to initiate studies to evaluate their respective units environment,

IQ.I15..I.
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strengths and weaknesses, and identify.the gap thet needed to be
bridged. Interaction betwsen the planners =% the Corporate Office

and units was facilitated through mutusl comewliation -nd joint

studiesf The Corporate Office published a Corporate Plamning
Guidelines series to explain to the unit planners the concepts,

tools and technigues of Corporate Planning and the role of individual
functions like Finance, Marketing and Production in Corpar ate Planning.
Data formats were developed to Facilitate comsolidation and comparison
across units. The formats required the units to mention the growth

from old and new products separately.

“Linking the Planning and Scanning Systems — The Corporate Plan
1981~82 to 198586 '

The first attempt towards linking the planning and scanning
systems effectively was made when it was decided by the Corporate
Planning Cell in 1980-81 to project the eﬁqironmental develcpmant s
in the next five years from 1981=82 to 1985-86. This study was
sent to the unit planning cells for analysis and appreciation. To
enable them to analyse the implications of the for ecasts, producte
industrf matricés, glving informatdken on which product of the unit
was demanded by which industry and what was ‘e importance of each
industry to the unif in terms of order infloy were developed
Jointly by the corporate and unit planning cells. A chapter on
the analysis of the environment was to be a part of the plan

document to be prepared by the unit.

It attempted tou project the trends in the environment by
studying the past psr?ornﬂnce and pregrammes and projects that could
be taken up during 1981-82 to 1985-86. Use was made of a macro—
econometric model and data contained in the draft Five Year Plan
1978-83, published by the Planning Commission, Government of India.
The scenaric emerging from this exercise was divided into two partse.

The first part presented the Forecast of general macro-ecanomic

.I..16....
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factors such as the aVallablllty of key inputs, prices and costs,
inﬁustrlal relations, public sector performance and industriel treds.
Tuo sactions were devoted to s0Cio~cultural, solitical, and techno-—
logical environment focused on the grouth of electronic technology,
and the inrcads it uas sxpscted to make in the business lines of the
Company. The need for acquiring capabilities in applied electronics

and Systems was ctre sod.

The guidelines for Formulating‘thé Corporate Plan 1981-82 to
1985-86 and the'stuﬁy of the environment were discussed in a confe—
rence of the germeral man=gers of all the units and an approach to
the plan was finalised. 1In the context of this approach, the units
formulated their chjectives, sst up geoals, Porecasted their sales
and costs to check whether the guals could be achieved, identified
new products looking at the opportunities discussed in the‘study
of the environment, if the present products could not achieve the
goals. -The assistance of the  Marketing Planning Department was
taken by them to conduct » survey and cbtain more information on
the likely acceptable price, likely demand,; type of technology and
the existing and potential manufacturers of these products in India
and abroads Only thoss products that enabled the units to achieve
their goals were included in the final plan of the units The unit
2lans were consolidated into a.corporﬁte plan after checking for
the achievement of the corporate goals and introduction of new
usiness lines to bridge the 9aps Thus, in this excrcise the

nvironmental input was well integrated info the *planning process,

Looking Beyond 1985 — A Sraingtorming Session

While formulating the cerporate plan for the period for 1981-82
to 1985-86, it was realised by the management that the products and
projects included in the plan would keep the resources of the Company
- utilised optimally till 1985-85 and fhat thinking on praducts after
1985 should start in 1981 if the Company did not want to be caught

in a vacuum, With this in mind; the Corporate Planning Department

-u..17.l.!
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organized a brainstorming session for generating new product ideass
The session was participated by the young sxccutivas of the Lompany
who were expected toc have a stake into futi-o. A cocument on the
future of the Indian economy by 2000 A.D. wess prepared as a basis for
analysing the future environment and genzrating new ideas. This was
another way of integrating environmental scanning exercise into long

range perspective planning.

A Concluding Comment

Above description of the development of scanning and planning
systems in a largas corporation brings out the fact that a clom
link betwsen scanning and planning systems evolves as the Company
gains experience in bathe The planning system progresses from an
irregular mode to a continuous comprehensive mode. The demand for
systematic and comprehensive infor mation on the developments in the
environment incresses as tha planning system progresses from one
phase to the other. It took nearly a decade for the Company to
spell out the aobjectives of scanning, allocate resourcas for ths
activity, identify the scurces of data, collect, interpret and
report the developments and finally integrate them into_fhe planning
exercisc. It also shows that ccrﬁg}ations take cngsiderable time to
sort out the problems relating to various s-nects of ‘environmen tal
scanning, namély, identificaticn of thz factors and the sourcas of
information to bo scannsd, collection and analysis of data and
communicationy The link between the two gystems becomes tighter

as the Company moves from one staga of plnnningzto the other.

In the initisl stages the Company tends to focus more on
internal analysis and setting the planning system in order. &n adhoc
or less Formal use of tho environment sl information is made. Infor-—
mation on environmental development is gathered more for keaping the
-Mmanagement informed and for performance review, i.ce, to answer
"What went wrong" kind of questions. A detai led analysis of the en~
vironment for identifiying threats =nd oppartunities gains importance

only when the planning system is Fullv establishad. Thorafm o .
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researchers studying the relevarica, seope and fut.-e of envirane
mental scanning and the link betwecn envirr-mant =1 scanning and
corporate planning should take a total view and study the state of
art of both scanning 2nd plannino befors pronouncing their judge—

ment, and making recommendations,
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