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DEVELOPING AN ENVIRONMENTAL SCANNING

AND REPORTING SYSTEM

- A Stﬁdy of Procssses and Influencing fFactors -

* Year long textile strike in Bombay put many dyes and cheamical

companies in a bad shape.

* Rgeent reduction in the excise duties on
snabled their manufacturers to reduce the prics
sales by 98% in four months.

* pApplicatione of electronic technology to
consequant development of calculétors threw the

machine manufacturers out of business,

refrigerators

and increase the

computing and the

mechanical computing

* Launching of an industrial project like Kudremukh Iron Ore

project generated investment opportunities for many construction

companies.,

Such examples illustrate the impact of environmental factors

aon the performance and prospects of companies and point to ths mead

for developing capabilities to identify, moniter, anticipate and

interpret such developments in the anvironment.

Practically every

operation of the company be it production, marketing, purchase or

financing is affected by these changes.



Unce it is recognised that corporations need to scan these
davelopments systematically and initiate required action to avoid
undesirable consequences, then the guestion is: how can a company
acquiré this capability and develop a system for scanning and
repurtihg the developments for corporate planning? What are the

underlying processes and factors influencing this development?

This paper attempts to answer thzse guestions through an indepth
analysis of the process of development of an environmental scanning
and reporting system in a large multi product multi unit company.
1t also discusses the implications of one of the inferences of the
analysis for studies in environmental scanning for corporate planning.
1t is divided into three parts. In the first part we dascribe how
this company develaped a system for scanning and reporting the develop-
mants in the environment ana linked it with corporate planning. In
the sacond part, we analyse the procéss by identifying the key tasks
in developing an gnvironmental scanning and reporting systsm and the
factors that influenced the motivation, speed of development and
scope of scanning and reporting. In the third part we discuss the
implications of one of the inferences for studies on the relevance

end future of environmental scanning for corporate planring.

The sources of information for this study are the published
“reports of the company, articles by the Chairman and Managing
Director of the company and the personal association of the author
with the design and implementation of formal planning end scanning
systems in this organisation. The author had opportunities to

interact with all the senior executives of this company.



Part I

Description

About the Company

With a turnover excesding Rs,3000 million and menufacturing
units apréad all over the country Diversified Manufacturing Company
Ltd. (DMCL) (a disguised name) is one of the largest manufacturing
corporation; in India. The company produces a wide range of
industrial goods and consumer durables in its portfolio of businsss.

Its exports constitutes nearly 15% of the total sales., It has an

independent subsidiary to manage its international operations.

Learning from £farly Growth Experience

Encouraging profit performance in the first decade of its
operation enabled the company to doublc its capacity for producing
industrial gonds‘and diversify into a consumer durable. The company
formulated an embitioua plan of setting one factory a year and
financing alternate factory from internal resources., This plan was‘
based on the demand estimates for industrial goods published by the
Planning Commission of India. Accordingly, factories were set up in
1964 and 1965 in two different locations. Further implementation of
the plan was halted by the onset of recession in the country during
1966=-67 to 19668-69. The demand for industrial goods declined and the
company suffered a logs for the first time in 1967-6B. Such an
adverss unexpected economic performance forced the company to review

its growth strategy.



Rgview of the Sirateoy by Ehief Exzcutive

: —

Reviewing the growth siratagy, the Chairman and Managing Director
af the company bemoaned the aksence of commercial intelligence and
‘statistics at the company and stressed the nsed for taking a dis~
aggregated view of the estimates published by the Flanning Commission.
Areording to him the company should have attempted to bresk down the
total demand estimates into those that were relevant for the products
produced by it. The company should not have conceived its plan of
one factory a year without this exercise. It could have enabled the
company to phase the setting up of new units suitably depending on

thz market and economic conditions.

Farly Attempts in formal Scanning

In 1970-7t the demand for industrial goods picked up and thse
campany recovered from the shock of recession and initiated two
activities towards developing a data base for environmental scanning.
The Central Industrial Engineering Department of the company was
entrusted with the task of collec%ting and analysing statistical
information on the Macro-Fconomiec environment. This department had
designed and imnlemented a Managemaent Information System for
cnlliecting and reporting internal information. A Market Planning
and Research Departmant was set up in 1973-74 to develbp marketing
plans for the company's products, basecd on demand forecasts, and to
conduct market surQeys for new products. Three market planning
and rescarch officers werse recruited in the middle management cadre

from the Institutes of Management for this purpose. They wers



fresh from the Institute and did mot have any working experiance
before joining the company. Two senior executives from the field
ware also inducted into this depaxtment, one of them was made the
Chisf of the department. There was no addition to the staff on the
LCantral Industrial Engineering Departmant. The Chief Industrial
Engineer of the company was asked to shoulder the burden. He was

sent for a short term management development programme in England.

Crgating the Data Base

The €hief Industrial Engiﬁeer of thz company collected limited
macro-cconomic data on Gross National Product, outlays on various
sactors under the Five Year Plans of the country, output of major
industries and the ravenues and expenditure of the Govermment of India,
from the publications of Central Statistical Organisation of India,
Planning Commission of India and Ministry of Finance. The help of an
external agency was sought to compilg and intsrpret data on the‘
pexformance of the corporate sector. The external agency was running
an economic monitoring service. It supplied environmental information
through its weskly, monthly and annuzl publications to the subscribers
. af this service. In addition it also supplied specific information
.un request, The performance profiles of different compéﬁiea producing
similar prodﬁcts were developed for making interfirm comparisons.

The sconomic journals that published data on the performance of- the
Indian Economy wers identified and subscribed to. Subscriptions

were sent to few international magezines also.



The services of consultants wers hired in 1974 to help the
company identify the quantitative relationship hetwszen the economic
and technological developments in the external environment and the

indicators of company's performance.

The market planning cell on the other hand was creating a
data base for gausing the enviraenment affecting the future of
industrial products. It was recognised by them that the demand
for the industrial products produced by the company was a derived
demand and the prospacts of this industry depended on the user
industries like automobiles, two wheelers, railways, defence,
industrial machinery and metal working industries. The deta bank
get up under the supervision of Marketing Information Ufficer
collected data on the performance and prospects of these industriecs.
It made an attempt to collect comprehensive information on the
letters of‘intant and licences issued to various companies, projects
launched by the state and central‘govarnment and the progress of

these projects.

The senior executives of the company visited national and
international exhibitions of industrial products and kept the top
management informed of the latest design and technological develop-

ments through tour reports.

To disseminate the information so collected, the data bank
gtarted publishing inhouse fortnightly called 'Marketing News' in
1975. It attempted a limited analysis of the information collected

by it.



Thus, the initial efforts wers limited lergely to idsntification
of the informstion requirements, and collecting the information.
The analysis of the information was preliminary. The reporting was
informal. GSome newg paper cuttings and sbstracts of the resources
allotated for this activity was meagre. To know the reasons for
this we need to know how the formal planning systam developed in

the company.

Efforts in Introducing Formal Planning System:

Before 1974-75, the company had a systom of annual budgeting
and production planning., While the former was a financial exercise,
the latter am engineering one. Between 1970-71 and 1974-75, the
company diversified into agricultural machinary and onother consumer
durable. These diversification moves were contemplated on the
‘basis of the feel of the markzt rather tham on a systematic explora-
tion and evaluation of alternatives. The main objocctive of these
moves was to utilise tha2 excess capdcity oxisting in various units -
of the company. With every diversification move, a kind of discomfort
.dEVelopEd with the present way bf formulating growth strategies. fhe
company's management faced questions like which way the company was
moving? What new strengths were intended to be acquired? What was
their contribution to exploiting the strengths of the company and.
pvercoming its weaknesses. HAnswers to these questions pointaed to
the nezd for introducing a formal corporate planning system that
gnabled the company to defime its business ob jectives, goals and

future direction of growth. The help of an putside consultant



was taken to determine the skills and knaowledge required. The
‘stress was on analytical and communicaticn skills. They expected
the staff to possess knowledge of the sources of environmsntal

information, tools and technigues of planning and industry practice.

Accordingly, the system was introduced in 1975-76 by recruiting
a Corporate Planning Officer at the corporate office and Unit Planning
Dfficers, all in the middle management cadre, at the manufacturing
units. Two of ths senior officers of the company were sant for a
training programme abroad and a training programme on corporate
planning was organised to educate all the senior exescutives of the
company - on the concepts and techniques of corporates planning and

gnvironmental scanning.

Having set up tha Planning Department, the company emharked on
an exercise in defining its mission, objective and goals. The goals
were fixed at ten per cant growth in sales and a rsturn con investment
of 16.5 per cent. Thassa goeals we;é based on the past performance
of the company and the performance of other companies. A three year
_plan was prepared to achisve these goals. Very limited environmental
information was requisitioned by the Planning Department in preparing
this plan. The now product ideas incorporated in ths plan wers based
on armchair thinking. Howsver, the plan documont contained &
chaptcr on macro-gcanomic forecasts. This three year planning
cxercise halped the company to propare the ground for moxe systematic

exarcises. 1t brought to suxface the problems in gensrating the
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requisite internal data and implementing the formal planning system.
Even by 1978, not all units hnd formed a completaz unit planning cell.
The corporate pianners from the corporate office had to fly down to
the manufacturing unit and stay thers for months to enable the units
to formulste their plan. Appropriate formats had to be designed to

link the plenning, performance budgeting and reporting systom.

Based on this experiencs the three year plan was extended to

cover a periocd of five years.

Strengthening the Formal Scanning and Reporting System

Setting the stage for a systematic scanning énd plenning exerciss,
the Chairman wrote *We are living in an age of cxponential growth.
The types of fundamental changes which used to take place over
centuries arc now tclescoped within decadess. In this context naturally
a company like curs should do some systemstic longrange thinking to
identify the naw challengas ond thg*tasks it would face in the next

two to three decades™. (Annual Report, 1375-74).

Two staff experts, one in 1976 and the other in 1977 were
recruited at the Corporate Office for monitoring interpreting and
reporting the developments in the economic and technological environ-
ment. One of them held a Ph,D. in Economics from 2 well known
Institute. He was a fresher. The other held a Post-Graduate Diploma
in Industrial Engineering, also from a reputed Institute. He haed
five years work experience. Initislly both of them reported to the
Chief Induatrial.Engineer. Later they werz transfsrred to the

Corporate Planning Department.
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Melp of an nutside consultant was taken to select them. The
Chief Industrial Enginzer was associated with him to decide the

skills and the knowleadge possessed by them.

In their attampt to davelop a comprehensive formal scanning
system, the staff experts identified the indicators of general
gconomic, technoclogical and product ralated environment that had
to be scanned to0 spof the opportunities and ithreats and the scurces
of information on these indicators. A study of thecretical litsraturs
on snvironmental scanning and discussions with scnior executives of
the company and the consultant were the principal ways of identifyiﬁg
these factors. The senior executives of the company were required to
narrate their experience in solving problems faced by the company and

the incidants inmvolving interacticon with the anvironment.

Strengthening the Datz Hase

Though the services of an extemnal agency that supplied macro-
sconomic data on weckly, monthly and annual basis were retained,
efforts were made to cellasct additional data by increasing the number
of journals subscribed by the Planning Department. It was recognised
by the ataff experts that environmental scanning was a multilcvel
sctivity that pervaded through out ths company, and that~its sffective-
ness would increase if those who were better infurmed about and
camg frequently in contact with a given type of cnvironment, say,
marketing or technological, collected and reported the information

to thoss who needed it. These departments were identified. Efforts

LG R B RN P
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ware also made to integrate thu envirommental scanning efforts being

carried out by them. Unnecessary duplication of afforts wes avoided.

The data bhank of the Marketing Planning and Rescarch Department
wag strengthened by the recruitment of a datz amalyst, who was
assigned the task of analysing the data collscted and reporting the
implications of the developments in the environment to tho Marksting
Flanning Team. Ths data analyst so recruited was promotsd from ingide,
Ha was earlier working with thz systoms department of ona of the

manufacturing units of the company.

Overtime, the scope of the datz bank was sxpanded to cover data

an other products of the company as well.

Reporting the Environmental Develcopments and their Analysis

Teo report the developments in the gnvironment to the management

the Corporate Planning Cell brought owé twe inenouse journals, namely

the Monthly Review of Indian Economy and Corporste Planngr. The

Monthly Review rocorded avents znd policy developmants in the Indian

econamy during the previous month. Its chbjective was to draw ths
attention of the planmers 4o significant devalopmants in the sconomy

and their impact on the performance of the company.

Corporate Planner, a gquarterly, reported in detail the develop-

ments in the economic and technolegical erwiranment, their implicsticns
for the future of the Company, new planning toole and techniques and
the atudies published by renowned futuroclogists im its suactions on

Economic Envirommant, New Products and Processaes, Management World



12

and Future. Its fosdback Section provided o forum for an exchange
of views, informzticn and opinions among the plonners nf the company

located in various units.

With the imcraase in the flow of information on technological
trends and systematization of. ths process of crllecting and enalysing
the same, a nced was felt to report this separately. Suo, in 1980,
the Corporate Planning Cell brought out a bi-monthly called, Science

and Technology Reviaw.

Special Studiss

Besides the aforementioned mode of communicating the developments
in the environment, the steff exparts undertook special studies to
analyse in depth the implicaticns nf selected environmental develaop-
ments. For examplg, after the oil price hike in 1978, a study was
carried cut to review the developmenis in the energy scene and identify
the threats and opportunitiocs. The\study entitled, "0il Sheikhs and
the Price Shock", presented a historical perspective of the »il crisis,
and the attempts to develop alternative sources of cnergy. 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 business situation, but the years 1983.84 and
1984-85 were the critical years. It also made 2 point that it was
imperative for the Company to hp asscciated with alternative enerxgy

development programmes. The report was sent to all ths ssnioar execu-

tives and planners of the Lompany. Suych event-hased special studies
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came to centre around the launching of the Five Yaor Flamns of the
" Central and State Govermments and the announcements of the Cantral

budget and key economic policies of tha Governmant of India.

A separate cell was set up in the internaticnsl subsidiary nf
the Company to monitor and report the development in the global
environmant. Similar repsrts were published by other departmants
that monitorsd the environmental dovelcopments. The title, content,

objectives and target audisnce of these reports arc given in Annexure I.

These reports are primarily descriptive in nature. Very limited
use of statistical tocols and techniquas is made in analysing the data.
The corporate planning cell has centemplated to dovelop an gconometric
model to sxplain the casual linkages between tha oparations of the

company and the envircnmental factors.

Davelopments in thae Planning System

Changes in tho planning system task place slong with the increasing
systematization of the envirgnmontal scanning and reporting system.
Planning Cells in ecach of the manufacturing units were fully constituted
in 1978. These cells were advised by the Corporate fffice to initiate
studies to svaluate their respective units environmant, strengths and
weaknesses, and identify the gap that nceded to be bridﬁad. Inter-
action betwsen the planners at the Lorporate Office and units was
facilitated through mutual consultation and joint studies. The
Corporate Office published a Corpnrate Planning Guidelines series to

explain to the unit planners tha concaspts, tools and techniques of
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Lorporate Planning and the role of individusl functions likoc Finance,
Merketing 2znd Productinn in Corporate Plenning. Dote formats were
deveoloped to facilitste consolidetisn and cumparison acrass units.
The formats requircd the units o mention the grawth from old and

naw products saparately.

Linking the Planning and Scenning Systems - The Corporate Plan 1981-82

to 1985-86

The firgt =sttermpt towards linking the planning :=nd scanning
systems effactively w2s made when it was decided by the Corporate
Planning Cell in 1980-81 tn project tho savirommantal developments in
the next five years from 1981-82 tu 1985-86. This study was saent to
thz unit planning cells for analyeis and apprecicetion. To enable them :
to analysc the implicatinns 2f thoe forgcasts, product-industry matrices,
giving information on which product of the unit was demanded by which
industry and what was the <importznca of gech industry to the unit in
terms of order inflow were develcpeds jeintly by th2 corperate and unit
planning cells. A chapter or the analysis of the gnvirconment was to

be a part of the plan document to be prepered hy ths unit.

It attempted to project the trends in the cnviranment by studying
the past performance and programmaes and projects that could be taken
up during 1981-82 to 1985-86. Use was mads of = macro-sconometric
model and data contained in the draft Five Year Flan 1978483,
published by the Flanning Commission, Government of India, The

scenario emexrging from this exercise was divided into two parts.
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The first part presentsd the foraeast of general macro-zconomic
factors such as the availability of key igputs, prices and costs,
industrial relations, public sactor performance and intsrnaticnal
trade. The ssctions were davoted te sccic-cultural, pclitical, and
technological environment focussed on the growth of electronic
technology, and the inroads it was expacted to makc in the business
lines of the Company. The nsad for acquiring capabilities in applied

electronics and systems was strassad.

The guidelinss for formulating the Corporate Flan 1981..82 to
1985-86 and the study of the snvironment were discussed iq a2 conference
of the general managazrs of all tha units and an approach to the plan
was finalised. 1In ths contaxt cof this approach, the units formulated
their objectives, set up goals, forecasted their salas and costs to
check whatﬁer the goals could he achievad, identified new praducts
looking at the opportunities discussed in the study of the environmant,
if the prasent products could not achieve the goals, The assistance
of ths Marketing Planning Department was taken by them to conduct a
survey and obtain more information on the likely acceptable prics,
likely demand, type of technology and the existing =nd potential
manufacturers of these products in India and abraad. Only those
products that enabled the units to achiave their goals were included
in the final plan of the unit. The unit plans were cuﬁsolidated
intoc a corporate plan after checking for ths achievement of the
corporate goals and introduction of new businzss lines ta bridge
the gap. Thus, in this excrcise the cnvironmental input was well

integrated imto the planning process.
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Looking Beyond 1985 - 4 Brainstorming Scasion

While formuleting the corporate plan for the perizd for 1541 -82
to 1985-86, it was realiged by the management that the products and
projects included in the plzn would keep the resources of the Company
utilissd optimally till 1585-86 and that thinking on praducts after
1985 should start in 1981 if the Company dis not want to be caught
in a vacuum. With this in mind, the Corporate Planning Department
organissd a breainstorming sessicn for gencrating new product idzas.
The sessicn was participated by the young executives of the company
who were expected to have a stake into futurs., A document on the
future of the Indian gconomy by 2000 A.D, was prepared as a basis
for amalysing the future snvironment and gencrating new ideas, This
was another way »f integrating envirunmental sCanning exercise into

long range perspective planning.

Thus by 1981-82 the company had developed 2 farmal environmental

.

scanning and reporting with the following featurcs.

* Scanning and reporting activities manned by trained spocialists.

* Formal reporting of developments in the environment =nd their
impliecatians for the company's perfarmance and prespects through
periodicals and special studies brought cut by buth the cofporste

planning and cther functional cells in the company .

* Orgamised collection of seloctively identified information

through own effort and an external agency.
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* Intention to develop an econometric model te explain the
casual relationship between the developments in the enviromnment and
the performance of the company.

* Envirommental scanning system linked effectively with fhe

planning system,

Part 11

An Analysis of Processes and Influencing Factors

It can be noted that it took nearby a decade for this company
to develop a comprehensive snvironmental scanning and reporting
system, and integrate it closely with corporate planning. The process
was slow and the time taken was long. This could be attributed to the
cautious and incremental mode of developing the system opted for by
thes company. To start with the resources allocated ware limited.
They were gradually increased as the company accuired familiarity
with the task,

The company did not open all the fronts simultaneously. It
started with scanning priﬁarily for one activity, namely, marketing
planning for industrial products and sxtended it to other products and

company wide planning as it gained experience.

Key Phases

Based on the description, it is possible to conceptualise the
process of developing the scanning and reporting system as consisting
of three key phases, namely, acquisition of skills and knowledgs,
creation of data base for analysis, and development of rsporting

system, This is shown in figure 1.

b
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Identification and Acquisition =f Skills end Knowledge

This could be considered to be an overriding task which would
dete?mine the afficiency end effectiveness of ths exac;tinn af ather
two tasks., What skiils and knowladge to acquirs and how to acquire
are ths questions faced by a company in this ghase. The mcéns for
answering these gquasticng could be:

For identification -

a) Company's own knowledgs

b) Consultant's help

For acquisition -

a) Training of internal pesople
b) Recruitment

. ¢} Outside help

Ws can note from the experience narratod above that the company

opted for a mix of all the options.

Having dacided this, the company chose the midpath approach
of eneuring_a mix of internal people and neswcomers. Internal people
were sent for training outside. An inhouse treining programme was |
also organised. The choice of the new recruits was also balenced.
A gqualified economist supplemanted the skills and knowladge of an
industrial engincer in the Corporate Office. Similarly, £he naw
recruits from the business schools supplemented the expsrience of

tha sxscutives from the field in tha Marksting Planning Department.
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The mid path chosen by the compeny avoided the tsnsicns likely
to be crzatsd by the team of naew recruits only, and also ths absence
of new thinking, likely te result from a team of old exzcutives.

The tensions wers also avoided by placing the old executives

hisrarchically abcve the new recruits.

Creatinon of a Data Basa

Having acquired the skills and knowledge, the next phase is tho
creation of datz base for analysis. The two associanted tasks are
{i) identificaticn of factors to be scanned and sources of data on

thess factore and (2) collection of data.

These tasks could be accomplished through interviews with senior
exscutives, literaturs study and outside hslp. Here also the company
opted for a mix, Starting with an informal exploration the company
identifisd the factors and sources with formzl inhouse sgarch, outside

help and literature. The data wera collected frnm both inside and

outside sources =nd from published and unpublishned sourcos.

The approach adapted by the company can be rzcommended to other
companies as well. The staff did not depend on thsoretical knowledgs
alone. Thay had discussions with senior axscutivos whotg?rratad their
past experisnce ond helped them to identify the snvironmental factors
to be scanned. This approach not only developed an awarencss among
the senior sxecutives of this activity but also contributed to the

use of the information made available to them suhsequantly.



The recognition that envirocnmentzl scanning is 2 eampanywide
activity and a3ll those who came in contsct with the enviromment in
their activities should participate in the scanning and reporting
activity was a significant step in developing the scanning system,
By idsntifying these internal scurcses thz toam not only snsured
effsctive scanning but also avoided dﬁplicatimn of afforts. The
members did not assume an 2ll powerful role and do everyihing

themselves,

The decision regarding the continued use of an external agency
for supplying data on routine and as when roguested basis was like
the make or buy dscision-guided hy the econcmics of the choice. The
choice of the company was in favour of exploiting the start up
synargy providad by this agency and supplementing their affaorts.
Thers by they could spend their enargies on anzalysis and interpreta-

tion of the information.

Development of Reporting System

This task could be the most significant ounme in influencing
the ultimate usc of the informaticn cellected and analysed by the
scanning staff. How do we raport the developments and their impli-
cations? What should ba the frequency of reporting? Who should
receive it and in what form? Thésa arg the questions that woula

arise in this context.

Starting with the circulation of newspaper cuttings for keeping

the managemant informed, ths compeny develepsd 2 ragular system of
collected

information/through weskly, fortnightly, monthly ond guartsrly
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publications, The audience varied from strictly top menagement to

gsenior executives of the company.

These publications were in response tou the need to disscminata
the information systsmatically. The decisicns regarding the form,
contant, frequency and pericdicity of reporting was based on the
timing of availability o% information and the concern faor avoiding
crdwding of information disseminated. Like if 211 were made monthly

publicatiens, they would not have been read by the target audiencs.

hknother factor to be noted in this process is the corcern
for keeping the reading matter in ony publication within readable
limits, like whun more and mors information on scicnca and technologi-
cal developments beceme available a decision was taken to start a
bimonthly called Science and Technolegy Revioew instead of increasing

the reading matter in Corporate FPlanner.

Mg differznt subsystams in the company wsre bringing out their

own publications co-ordinaticn of this activity to avoid overlapping

and disscnance was a paramcunt nced. This wws echieved through
discussion with these sxzscutivas and agreesing on thu content and

periodicity of the publication.

Special studies could be considered to be an effective way of
reporting the implications of significant svents in the environment.

This provided flexibility to the system of reporting.
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These phases were not strictly sequentinl there was a consi-~

derable degrss of cverlapping and mutual feadhack in the process.

Influencing factors

Adverse economic performance of tha company was the principal

factor in drawing ths attention »f the managemsnt to the nesd for
scanning the devclopmints in the enviramment and formulating plans
accardingly. The management was prompt in recognising this and
initiating =fforts towards developing inhousc expertise in this
activity. It =also recognised that it should Lo a coentinuous and
not onz shot activity. This rgalisaticn ensured the gontinued
support of the top managemant which was necessary far nurturing an
activity of this kind which could get side trackad in tha hub bub
~f routine operaticns., Ths speech nf the Chairman laid a sound

foundation for this ectivity.

The choice of options in varionus phases of the davelopment was
determined by the strengths and weaknesses acauired through past
operations. 1%t may bc noted that the company started the activity
in the middle of its career and therefore had already acquired

certain strengths and weaknesses.

Outside consultants played an important role in the initial
phase of development. The activity picked up momentum with the

recruitment of trained specialists in both Corporats Office and

Marksting Planning Department. They broadened the scope of the
activity, developed reporting systcms and helpsd to link it with

the planning system.
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Invelvement of executives glrsady working dim ths company in
both secanning =and reporting of snvironmontsl developments provided

etart up synergy tn tha activity.

The ather factor which could be identified to have influenced

the develnpment and scope of this activity is the stage of dsvelopment

of the planning system itself. The plenning system passed from an

irregular mode tc = comprehensive mode as the compeny gzined experw
ience and finalised the process of planning. In the initizl analysis
the company tended to focus more an internal anaslysis and setting

the planning system in ordsr, The planmning cells had to be constituted
at the various units, tha company executives had to he trained and
faormats bad tc be designed. During this period the company made an
aghoe ar less formal use f the information on environmental develeop-
mentg. Environmental informaticn was gathered more for keeping the
management informed and for performancs roview is to answer what

went wronyg kind of questions. 4 detailed analysis of the enviromment
for identifying opportunities and threats gained iﬁportance only when
the planning systam was fully established, In other words, the demand
for systematic and cemprehensive informaticn on the developments in
the environmant increased as the planning progressed from one phase

to the other.

It may also be noted that the analysis of the environmental
information alss bscame more refined as the planning system was

wall established.
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Thus, ecanomic parformance of the company, strengths and
wegaknesses ncquired from past cparations, continued support of
the managament, trained specialists, involvamant of the company
oxecutives end the stage of developmant of the planning system
could ba considered to be tho key influsncing factors determining
the spead of development and scope of environmental scanning for

corporate planning.

Psrt 111

Implicatinns of the Inferance

The inference, that the stage of develepment of planning is an
influencing factor, has a significant implication fur studies on
cnvironmental scanning for corporste planning, Based on the data
collscted from indapth inmrterviews with vico-presidents of plenning,
managers of corporate planning and individuals who possessed specific
responsibility for environmental scanning or analysis in 12 large
companics belonjing to eight differeft industries, Fabey ana King
{2, 1977) contznd that therc is no evidence to warrant a conclusion
that cnvironmental scanning would beccme a rogular element of
Corpurats Planning. Thay reiterate their stand in 2 subsaquenf
article with Narayanan (3, 1981}. This tims thay collected dats
not only from indspth interviews but also from questionnaires mailed
to the mambers of World Future Society. Thoir data showed that
despite its ﬁaréeiVBd utility, environmental scanning/forescasting
was not regarded so important as to necessitate a major deployment

of resources.
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Aig a kind of rejeinder Thomos {6, 1G8C) presents a composite
picture of eévirmnmental scanning practiczs »f nine largest corpo-
ratioﬂs af the World. BHased on his data, cullected from published
information, he contends that there is every rzason to believe that
systematic and smnidircctional scanning for plonning is on the
threshald of rapid growth and development. Charles Stubbort (4, 1982),
revisfted the 12 corporations studied by Fahey and King after three
years to find cut whathar thz sample of companies had tonded towards
greater use of rezsources in scanning and more continuous scanning
methods. His data based on indepth intervisws with tha planning
exscutives, who in seven out of twelvs cases were the same persons
interviewed by King and Fahey, reinforced their contention. Five out
of the twelve corporastions had not changed thoir mode of scanning
from irregular to continuous. Hovement towards continusus scanning
had occurrod in three cthers. In the remaining four corporatians
there was a movemeant in the raverse directicn from regular scanning
to an irregular one. Acﬁarding tc him, the fﬁctcrs that favoured
regular scanning werse favourable attitudes of nacademic and business
media, demonstrated success and selection of zight people. While
changes in top management, decentralised nrgonisstions, hbudget cuts,
troublesome information areas, stable busincss, surprise and availa=
bility of external information from extsrnal agencies pushed the

firms away from continuous scanning.
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What is missing in thesc studies is a discussicn of the stage
of development of the planning system in thi varicus orgrnisations
studied by the authors. The studies of King and Fahey, King, Fahey
and Narayan, and Charles Stubbort do not provice eny information on
the practice nf planning in tha sample urganisations. Thomas! study
provides very limited datz on ths state of alznning in the organisa-
tions studied by him., Only in the case of I3l and Goneral Electric,
we have infarmnation on both the planning and scanning systoms, Both
are of continuous and comprehensivc type. The relation betwsen the
two is explicitly stated 2s being "an integral part of the planning
process® in IBM and the first step in planning urocess’ in Genersl

Elzctric,

We have noted from the case presentad hexc that the development
of the scanning system is depzndent on that of the planning system.
In view of this Jependence, any judgemcnt on the futyre of spviron-
mentel scanning hased on an analysi& of data on the prectice of
environmental scanning without relating it with the practice of
planning prevalent in the sample'organisatimns is guestinsnable.

Thare is 2 nsed for viewing tha two in totality.

Concluding Comment

In the absence of comparative data on how other companics
acquired capabilities to scan and report the developments in the
environment and developed a system to support it, we refrain from

developing a prescriptivs madel for develaping an environmental
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gcanning and reporting systam, Huwevor, this study has hzlped us
to identify 3 certain set of kay tasks, approachss and influezneing
factors in developing an envirammental scanning and raporting
systam. This knowledge can guide other companies to plan the
devalopment of an environmental scanning and reporting system

and continuous and 1ink it effectively with corporate planning.
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