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Environmental Scan:
Definition




What Is an Environmental Scan?

"Environmental scanning is the acquisition and use of information about events,
trends, and relationships in an organization's external environment, the
knowledge of which would assist management in planning the organization's
future course of action.”

Aguilar (1967); Choo & Auster (1993)

Core Components

e Acquisition of information
e Focus on external environment
e Purpose: support planning and decision-making



Why Do Organizations Scan?

Avoid Surprises Gain Competitive Advantage

Stay ahead of unexpected changes in the environment Use information to outperform peers

g N ( N
Identify Threats & Opportunities Improve Planning
Recognize risks and potential advantages early Sup.pf)rt both long-term strategy and short-term
decisions
\ Y \_ )

Source: Sutton (1988)



The Scanning Process

Environmental scanning entails:

Seeking Gathering Interpreting Using Information

Sources & Methods

Data sources include: administrative data, internal reports, clinical guidelines, journals, and key informants.
Methods include: interviews, observation, surveys, and internet searches.
Approach can be passive (viewing) or active (searching).



How Is It Different
from a Literature Review:




Literature Review vs. Environmental Scan

[ Literature Review J Environmental Scan

‘ Published, peer-reviewed articles only ‘ Includes unpublished & grey literature
‘ Structured database searches ‘ Publicly available information

‘ Focus on academic evidence ‘ Interviews & focus groups allowed
‘ No primary data collection ‘ Broader scope of sources & methods

Key Advantage: Environmental scans capture real-world context that published literature may miss.



Literature Review vs. Environmental Scan

"It could range from a casual conversation at
the lunch table or a chance observation of an
angry customer, to a formal market research
programme or a scenario planning exercise"

Key Advantage: Flexibility



Environmental Scanning
in the Healthcare Sector
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Environmental Scanning & Healthcare

Healthcare is commonly characterised as a complex, dynamic, and turbulent environment — making
environmental scanning particularly relevant for informing decision-making and strategic planning.

Key Applications in Healthcare

« Informing policy decisions and program development

o |dentifying gaps in services and unmet needs

« Supporting strategic planning in rapidly changing contexts

» Tool to examine both internal (organizational) and external (system-level) factors



Types of Environmental Scan

Charlton et al.,2019
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Choo's Four Scanning Modes

Two dimensions influence scanning:

(1) Perceived analysability of the environment -Can we analyze what is happening in the environment?’
(2) Degree of intrusion (passive vs. active) - Do we intrude actively into the environment to collect information?

UNDIRECTED VIEWING ENACTING

Depending on the organization's beliefs about
environmental analyzability and the extent
that it intrudes into the environment to
understand it, four modes of scanning may be
differentiated:

Unenalyzable

CONDITIONED VIEWING ‘ SEARCHING

Assumptions about Environment

Analyzable

Passive Active
Organizational Intrusiveness

Source: Choo (in Charlton et al., 2019)



Choo's Four Scanning Modes

Two dimensions influence scanning:

(1) Perceived analysability of the environment -Can we analyze what is happening in the environment?’
(2) Degree of intrusion (passive vs. active) - Do we intrude actively into the environment to collect information?

[PASSIVE] Undirected Viewing

Informal, no specific information need. Wide net, no fixed
agenda.

[ACTIVE] Enacting

Testing the environment — actively intruding to provoke
responses.

[PASSIVE] Conditioned Viewing

Routine monitoring of specific issues of concern.

\
[ACTIVE] Searching
Formal, objective data collection (e.g., surveys) to inform
decisions.
J

Source: Choo (in Charlton et al., 2019)



UNDIRECTED VIEWING ENACTING

Unanalyzable

Information : Information , :
Needs General areas of interest Needs specific areas of exploration
Information " " Information " T

Seeking Informal Seeking Testing
Information " iy Information " - "

Lise Noticing Use Experimenting

CONDITIONED VIEWING SEARCHING

Assumptions about Environment

Anglyzable

Information " Information :
Needs sensitized areas of concerns Needs Detailed search goals
Information "Routinized" Information "Farmal"
seeking seeking
Information "“Watching" Information "Discovering"
Use Use

Passive Active

Organizational Intrusiveness

Source: Choo (2001))



Wilburn et al. (2016) — Public Health Framework

A pioneering methodological framework created specifically for public health — combining passive methods
(media scans) with active methods (provider surveys, interviews) to inform strategic decision-making.

. J
Stage 1: Development Stage 2: Implementation Stage 3: Evaluation Stage 4: Dissemination

Step 1: Leadership & Capacity Step 4: Information to Collect Step 6: Analyse & Synthesise Step 7: Disseminate Results
Step 2: Focal Area & Purpose Step 5: Identify & Engage Results to Stakeholders
Step 3: Timeline & Goals Stakeholders

Used to illustrate ES in a HPV vaccination project in Kentucky — a federally funded public health example.

Source: Wilburn et al. (2016)



Other Frameworks

Longest (2012)

Specialized framework for public hospitals. Proposes an approach to analyse the public policy environment
specific to the hospital context.

SWOT Analysis

Evaluates Strengths, Weaknesses, Opportunities, and Threats. Commonly used in organizational planning but
less structured for systematic scanning.

PEST / PESTLE Analysis

Examines Political, Economic, Social, Technological (Legal, Environmental) factors. Useful for mapping macro-
environment forces.

Source: Charlton et al., 2019



Gaps & Challenges
in the Field

Charlton et al.,2019




Key Gaps in the Literature

No Consensus on Definition
Despite wide adoption in healthcare, there is no agreed working definition within health services delivery
contexts.

Lack of Methodological Guidance

Guidance on the design and implementation of ES is lacking in the published literature.

Unanswered Questions

Which healthcare issues are most commonly addressed? Which environments are examined? Which frameworks
are used?



Scoping Review Results

Charlton et al.,2021
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Purposes & Settings

S YAL

Examined current state of
programs, services, or policies

YAV

Studies involved
multiple settings

Most common single setting: Primary Care (13%)

58%

ldentified community needs
and service gaps

22%

Provided a definition
of the ES




Data Collection & Scanning Methods

Most Common Methods Used

Literature Reviews 71%

Semi-structured Interviews 46%

Surveys 35%

Scanning Approach

53% of studies combined passive approaches (viewing existing documents, policies) with active approaches
(seeking new information through interviews).

Primary methodological approach one of multiple methodological approaches used within a study.



Conceptual Frameworks & Gaps

Of 96 studies reviewed:

« 18% were conducted by CADTH researchers using organization-specific processes

« Only 5 studies (6%) were guided by a specific ES model or framework

o Of those: 2 used Choo's model, 1 used Choo + ASAE, 1 used Wilburn et al., 1 used a school-based model
« Several used conceptual models not specific to ES but used to guide analysis

There is no standard definition or consistent terminology for ES in healthcare. The vast
majority of studies use ES without a framework.




The Jones (2022) Framework




Jones (2022) — Overview

Jones (2022) proposes a 6-step guide designed to provide practical structure and avoid "rabbit holes" .
It balances internal and external environment analysis while emphasizing stakeholder engagement.

- J

Reactive vs. Proactive Approach

é )

Reactive Proactive

A new program is being implemented and you want to
ensure its success

A challenge has arisen that needs to be addressed

Scanning is more frequent when an organization faces higher uncertainty — e.g., new directions or start-up phases.

The 6 Steps at a Glance

1. Topics & Purpose 2. Research Questions 3. Activities & Sources 4. Keywords 5. Catalogue Info 6. Present Findings



Steps 1 & 2 — Focus and Questions

Identify Topics of Interest & Purpose

Anchor the process, focus time and resources, and avoid rabbit holes.

Having a clear scope keeps the scan focused — while remaining flexible enough to allow new questions to
emerge.

Purpose should define: What do you want to learn? Why does this information matter?

Identify the Research Question(s)

Narrow the scope further by defining 1-3 specific research questions.

Questions should be answerable through scanning activities and should directly map to the purpose defined in
Step 1.



Step 3 — Activities & Where to Look

Identify What Activities You Will Complete & Where to Look

Internal Environment External Environment

e Grey literature searches (Google, government

e Review organizational documents (strategy, sites)
policies, communications) e Interviews or surveys with external organizations
e Interview members of staff e Review of other organizations' documents and
reports
4 )
Engaging Interest Holders
Involving interest holders can be key to success.
Only ask for information you cannot find on your own. Have a clear set of questions prepared.
Be aware of who you are interviewing and engage respectfully.
\_ J




Steps 4 & 5 — Keywords & Cataloguing

Create Keywords & Search Terms

Cast a wide net first — identify all key terms related to your topics. Break topics into clear concepts and
keywords.

Boolean searching: Use AND, OR, NOT to build search strings.

Intersectional lens: Include terms like 'Indigenous’, 'LGBTQ2S+', 'Newcomers', 'Seniors' to ensure equity in your
search.

Catalogue Information Systematically

Use a structured table to record findings.

Raw information becomes usable data.



Step 5 — Cataloguing

Article 1

Article 2

Geographical Region

Organization

Program Name
Year Initiated

Program Audience

Treatment Options Used

| Modality Used e.g., individual
| or group sessions

Examples of effectiveness

Gaps or Limitations

Other




Step 6 — Present & Disseminate Findings

Present the Information in a Way That Is Useful for Your Organization

Reflect on your topics of interest and make sure your findings answer the research questions.
Choose a format that serves your audience:

Summary Report Infographic Presentation

Dissemination is Essential

Make sure your work is shared with ALL relevant interest holders.
Dissemination closes the loop and ensures findings are actionable.




Why Jones?
Rationale for Framework Choice




Why Jones (2022)?

Structured Process Avoids Rabbit Holes

Provides clear, step-by-step guidance — filling the

methodological gap identified by the scoping review. Explicitly designed to keep the scan focused.

@ )
Practical & Accessible Specific How-To Steps
More implementation-focused than theoretical models
(Choo) and more user-friendly than purely analytical tools HOW to scan
(SWOT/PEST).

\_ J




Applying Jones to
Our Research Project




Step 1 — Purpose & TOPICS

Purpose

To support the development of a research proposal by identifying and describing existing diabetes
management services in the Greater Toronto Area (GTA).

\_

Topics of Interest

« Active diabetes management and education centres in the GTA
o Identifying gaps in care and underserved populations
« Service modalities and treatment options available



Step 2 — Research Questions

We developed 3 guiding research questions:

What programs are currently implemented in the GTA for diabetes management?

How do these programs operate, and who is the audience they are reaching?

Are there any gaps in care or target populations that are currently underserved by these services?



Step 3 — Activities & Sources

To establish preliminary results, searches were performed using Google Search. The search strategy may be
expanded to include additional platforms.

Possible Platforms for Expansion

e« Government and public health databases (e.g., Ontario Ministry of Health)
e Community Health Centre directories

o Hospital network websites (e.g. Sinai Health)

o Non-profit organization registries

o Grey literature repositories



Step 4 — Keywords & Search Terms

"Diabetes management programs services and education clinics 1n the
General Search Phrase Greater Toronto Area (GTA) including hospital networks, community
health centres and non-profit organizations"

"dlabetes management services" AND ("Greater Toronto Area" OR

Boolean Search String "Toronto" OR "GTA")

Intersectional Lens ("black community" OR "African" OR "seniors" OR "black older adults")




Step 5 — Systematic Cataloguing

Information was systematically catalogued into a structured table with the following columns:

Geographical Region Population(s) of Focus & Audience Specific Support & Modality Links / Sources

[Data] [Data] [Data] [Data] [Data]




Step 6 — Presenting & Disseminating Findings

Our findings will be presented through:

Poster

In progress

Slide Presentation

In progress

Summary Report

Planned




Conclusion




Key Takeaways

Environmental scanning is a flexible, practical research tool for gathering information from internal and external

environments to support decision-making.

The Jones framework provides a clear, step-by-step process that avoids scope creep and emphasizes stakeholder

engagement.

We applying Jones to map diabetes management services in the GTA — supporting the development of a new research.
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