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What Is This Tool?
Before you change a process, consider who or what it impacts. This is a simple scan for thinking through everyone and everything connected to a process before you try to improve it: the people who submit their request to it, the people who do the work to complete the request, the IT systems that are involved, and the people who depend on what the completed request produces. Use it to answer one question: If I change this, who or what else is affected, and how?
When to Use This Tool
1. Before you start any process improvement effort, big or small.
1. While you're defining the opportunity to improve a process.
1. Before presenting a process improvement opportunity to leadership to gain approval.
1. Anytime you don’t fully know all of the people, processes and systems that may be affected by a process improvement opportunity you are considering pursuing.
1. After you've drafted a change, and before you roll it out.
Best Practices
1. Think and look past your own desk. Work processes almost always touch people, systems and other processes that are not always visible to you.
1. Consider what is needed to enable someone to submit the request that begins the process as well as what happens to the final product that is the result of the request after the end of the process.
1. Consider internal and external customers. A customer isn't only the public. It can be another unit, another employee, or the next step in the process.
1. Check for a governing policy or laws that may impact a change. If an official policy already dictates part of the process, changes may not be permitted. You will need to work with the policy owner to understand what changes to the policy, if any, may be permitted.
1. Know the IT systems your change effects, and their owners, before proposing it, to avoid breakages, delays, and rework.
1. Write down consequences, not just names. Knowing who's involved only helps if you also note how a change affects them.
1. Revisit the scan after you make a change. New stakeholders can surface once the process changes.
Step-by-Step for Scanning the Environment
1. Name the process.  Write one sentence that describes what process you're looking at.
1. Work through each row of the scan.  Answer the question for each one.
1. Name real people or jobs, not just departments.  For example, “Accounting” is too general. Be more specific. “The Accounting worker who handles travel refunds” tells you more about who is affected and may need to be consulted when changing a process.
1. Fill in the two consequence rows last.  Once you know who is involved, think about what changes for the people upstream and downstream if your improvement is implemented.
1. Share the finished environmental scan.  Show it to your supervisor, sponsor, or team to gather feedback before you request final approval for sponsorship.
Related Resources 
	Resource
	How It Can Help
	Location on CalHR OD Website

	Identifying Opportunities/Gaining Approval for Process Improvement
	Helps you identify the specific stakeholders that will be impacted by the process improvement opportunity you are pursuing. 
	Define Phase

	Process Documentation Guide and Template 
	Helps you identify the process’ purpose, starting and ending point, IT systems and the people involved in the process.
	Define Phase

	Process Mapping Guide and Template
	Helps you determine the trigger and the final output the process is designed to create as well as provides a visual picture of how each step affects the others.
	Define Phase


You Don't Need to Start with a Blank Page
The Blank template gives you a ready-made structure with all the key sections you'll need. You can use it as your foundation and simply fill in the details of your process. An example is also included to show what a completed version looks like and to provide guidance.


Pre-Process Improvement Environmental Scan Example
Process: Employee Travel Expense Claim (TEC) Submission 
	Stakeholder Group
	Ask Yourself
	Example Answer

	Starting Trigger
	What triggers the start of this process? Triggers can include receiving a report or request, or a standing policy specifying that a defined condition initiates the process.
	The employee returning from travel; the department's travel policy team; the original travel authorization.

	Inputs
	What information, forms, or approvals do I need access to before I act?
	Itemized receipts; the completed TEC (Travel Expense Claim) form; supporting documents uploaded to SharePoint.

	Process (Who does the work)
	Who performs each step, start to finish?
	Employee gathers receipts, uploads documents, and completes the TEC form; supervisor reviews and approves it.

	Outputs
	What does this process produce?
	An approved TEC form; a completed reimbursement package sent to Accounting.

	Downstream (Recipient) 
	Who or what else receives or relies on what this process produces?
	The person or role in Accounting responsible for processing the reimbursement; the employee who receives payment.

	Other Impacts 
	Who or what is affected but doesn't directly touch the process?
	The department's budget office; the supervisor's workload during high-travel periods.

	Policy or Law
	Is there an official policy, regulation, or law that already governs this process?
	DTP-101 (Department Travel Approval and Reimbursement Policy); statewide travel reimbursement rules.

	IT Systems
	What systems does this process depend on, and who owns them?
	SharePoint Travel folder for document storage; FI$Cal for payment processing.

	Upstream Consequences
	If I change this process, what may change earlier in the chain?
	The policy team may need to update DTP-101 or the TEC form itself; the pre-travel approval step may need to be adjusted.

	Downstream Consequences
	If I change this process, who or what may be impacted later and how?
	Accounting processing timeline; how quickly the employee is reimbursed.





Pre-Process Improvement Environmental Scan Template
PROCESS: ___________________________
	Stakeholder Group
	Ask Yourself
	Your Answer

	Starting Trigger
	What triggers the start of this process? Triggers can include receiving a report or request, or a standing policy specifying that a defined condition initiates the process.
	

	Inputs
	What information, forms, or approvals do I need access to before I act?
	

	Process (Who does the work)
	Who performs each step, start to finish?
	

	Outputs
	What does this process produce?
	

	Downstream (Recipient) 
	Who or what receives or relies on what this process produces?
	

	Other Impacts
	Who or what else is affected but doesn't directly touch the process?
	

	Policy or Law
	Is there an official policy, regulation, or law that already governs this process?
	

	IT Systems
	What systems does this process depend on, and who owns them?
	

	Upstream Consequences
	If I change this process, what may change earlier in the chain?
	

	Downstream Consequences
	If I change this process, who or what may be impacted later and how?
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