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PREFACE

The reception that this book has received in
all three of its previous editions has been very
gratifying. With this fourth edition, I have once
again had the opportunity to approach anew
the original vision that I had for the book. I saw
it as unifying the best elements of two schools
of thought about production/operations man-
agement (POM): one anchored in the applica-
tion of various techniques to POM problems;
the other anchored in the dilemmas and deci-
sion making of the operating manager. With
this fourth edition, I am closer to that original
vision.

The fourth edition has undergone several sig-
nificant alterations. A recounting of them is
instructive:

1. Reorganization. Several of the chapters in
the previous editions were rather long. This
edition has divided the material —especially
that of the traditional core aspects of POM:
production planning, scheduling, inventory
management, production control, queuing,
forecasting, project management, and so
on—into more easily digestible bites. This
is particularly evident in the chapter titles
and section headings of Segment II, Improv-
ing Existing Operations.

2. More Focus on Some Traditional Topics.
With this reorganization there has been addi-

4.

. Updated Plant and Service Tours.

tional space and care taken in the handling
of a variety of traditional topics: more text,
more diagrams, and more end-of-chapter
problems.

. Separate Chapter on JIT. The material on

Just-in-Time manufacturing has been aug-
mented substantially and has been grouped
together in a single chapter to highlight its
distinctive and increasingly important fea-
tures.

Revamped Chapters on Quality and Tech-
nology. Although every chapter has under-
gone at least some alteration, the most
significant revisions to existing chapters
have occurred in Chapter 8, Making
Quality Happen, and in Chapter 11, Deal-
ing with Technological Change. Both of
these areas of study have been subject to
much more intensive investigation in re-
cent years, and the revamped chapters on
them reflect this heightened interest and
importance.

All
of the plant and service tours have been
brought up-to-date as of the summer and
fall of 1988. There are new tours of the
Burger King in Noblesville, Indiana, and of
Ogle-Tucker Buick in Indianapolis.

. More End-of-Chapter Questions and Prob-

Iems. This edition sports a substantial set
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of new questions and problems at the end
of most of the chapters. They can serve to
solidify student understanding.
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INTRODUCTION

Operations — For many people, mentioning the
word brings on a rush of disagreeable feel-
ings and sensations. Details. Pressure. Long
hours. Inhospitable working conditions. Dull
colleagues. For these people, a company’s oper-
ating managers—usually typed as engineers
who could not hack it in the “more creative”
design aspects of the business —lead very unro-
mantic careers. Moreover, operations is viewed
as a dead-end job with no future in the upper
layers of management.

This description is an exaggeration, of
course, but it conveys some of the impressions
that people hold about operations. This book
is a crusade against that kind of stereotype
of the operations manager. In fact, operations
offers an exciting and dynamic management
challenge that is as absorbing and rewarding as
any marketing or finance can offer. After all,
for the typical company, most of its assets and
people are devoted to the production function.
Moreover, a badly run operation can be a stag-
gering drain on corporate profits and morale, as
a number of even large corporations can attest;
conversely, a well-run operation can be a com-
petitive weapon every bit as potent as any in
the corporate arsenal.

For many senior managers, the path to the
top snaked through operations —even for those

whose climb has been in so-called “market-
ing companies.” Many others would admit
that a tour of duty in operations was an impor-
tant part of their general management educa-
tion and background. The point is that opera-
tions is and rightly should be a key concern
for most companies and one that all students
of business who aspire to general management
responsibilities ought to know about.

The importance of operations has been high-
lighted in recent years. Numerous articles have
appeared in business periodicals stressing the
need for young managers, especially those
fresh from business schools, to seek out careers
in operations jobs. The success of the Japanese
has reinforced this view in many people’s eyes,
since the prowess of the Japanese is widely rec-
ognized to be in manufacturing.

What makes for an outstanding operating
manager is an elusive concept that no doubt
will be debated for years to come. One recent
thoughtful analysis, however, was made by
Wickham Skinner and Earl Sasser.” Citing a
study of a number of managers thrust into
some very different situations, they suggest

“ Wickham Skinner and W. Earl Sasser, “Managers with
Impact: Versatile and Inconsistent,” Harvard Business
Review 55, no. 6 (November—December 1977): 140—48.



2. INTRODUCTION

that the managers who are real achievers
demonstrate four distinct characteristics:

. They employ analytical tools with discipline
and consistency and are careful to keep infor-
mation and data flowing.

. They truly motivate their subordinates and
know what satisfies their own superiors.

« They manage themselves—their time, their
temper, their clout, their thinking.

« They focus on one task of prime importance
at a time.

In this book, we cannot hope to teach you,
the reader, how to manage yourself or all
the subtleties in the interpersonal interactions
that abound in business organizations. We can,
however, open the doors to some useful ways
of looking at operations, of identifying and
analyzing their problems, and of judging what
merits chief concern and attention as well as to
possible means of solving problems. Instilling
this awareness is the goal of this book.

THE PHILOSOPHY AND ORGANIZATION
OF THE BoOK

In this book, operations management is
approached from the bottom up. I am con-
vinced that a sound grounding in the nitty-
gritty of existing operations is a prerequisite
to a fuller understanding of what it means
to alter a production system or to design a
new one. Therefore, in Segment I we describe
in detail nine manufacturing and service pro-
cesses that differ from one another in impor-
tant ways and represent the entire spectrum
of process choice. Each process is analyzed in
turn, and then all of them are compared and
contrasted against one another, so as to high-
light the particular features that define a pro-
duction process. In the remainder of the book

we build on the foundation provided by these
processes.

In Segment II we consider some of the typ-
ical problems of ongoing operations and how
these operations can be improved over the
short run. The areas of management concern
addressed in Segment II include breaking pro-
duction bottlenecks; managing the workforce;
planning, scheduling, and controlling produc-
tion over the near term (say 6 to 18 months);
managing materials (purchasing, inventories,
and logistics); making quality happen, and im-
plementing just-in-time manufacturing prin-
ciples.

In Segment Il we take operations one step
further, by considering more drastic changes to
the production process —capacity change, tech-
nological change —all of which require advance
planning and, usually, a year or more to imple-
ment.

In Segment IV we then tie together Segments
I, II, and III by focusing on the broad issue of
operations strategy and organization. It is only
here that the design of a production system —
its facilities, technology, policies, and organi-
zation —is discussed in full. It is here too that
the use of operations as a competitive weapon
can be appreciated most keenly.

It has been my experience that nothing
serves better to stimulate interest in a prob-
lem or topic than seeing it come to life in
a real-world situation. With this in mind,
Segments II through IV are liberally sprin-
kled with production and operations situa-
tions demanding management decisions and
derived from the travails of managers in a
host of industries; these situations supple-
ment and reinforce the process descriptions
in Segment I. In fact, several of them revisit
the companies described in Segment I to
provide a more detailed picture of selected
aspects of their operations. All of these situ-
ations are like small case studies that make
very specialized points about operations. They



serve as a touchstone for both the reader’s
understanding of the nature and impor-
tance of a particular concept and the ensu-
ing discussion of possible resolutions of the
problems and opportunities exposed by each
situation. Thus much of the format of this
book consists of a particular situation followed
by discussion of that situation and its more
general implications.

INTRODUCTION 3

For the situations that initiate the discus-
sion of operations concepts, we draw on both
manufacturing and nonmanufacturing com-
pany experience. At regular intervals through-
out the book the similarities and differences
between manufacturing and nonmanufactur-
ing industry operations are highlighted.

With this as a prologue, let us begin our
exploration of various production processes.



