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Preface

Operations strategy is a major source of competitive advantage in for-profit businesses and the route to achieving social welfare in not-for-profit enterprises. No matter what sector, it can have a huge impact – not just in the short term, but also on an enduring basis. Just look at those companies that have transformed their prospects through the way they manage their operations resources strategically: Amazon, Apple, Dyson, IKEA, Intel, Rolls Royce, Samsung, Singapore Airlines, Tesco, ARM, Toyota, Wipro, Zara and many more, all have developed their strategic operations capabilities to the point where they represent a formidable asset. (And all are among the many examples to be found in this book.) These firms have found that it is the way they manage their operations, and their resources in general, that sets them apart from, and above, their competitors.

The dilemma is that when we talk about ‘operations’, we must include the majority of the firm’s resources, because contributing to creating the firm’s services and products is such an all-consuming task. And when something is all around us, like operations resources are, it can be difficult to see them in their entirety. This is the paradox of operations strategy. It lies at the heart of how organisations manage their strategic intent in practice and is vitally important for long-term success. Yet, it is also so all-embracing that it becomes easy to underestimate the significance of the subject.

But, ‘operations’ should not be confused with ‘operational’. An organisation’s operations resources and processes have both an operational, and more importantly for this book, a strategic role to play. If you doubt the importance of the subject, the following are just some of the decisions with which operations strategy is concerned.


	
•How should the organisation satisfy the requirements of its customers?

	
•How should each function within the organisation satisfy the requirements of its internal customers?

	
•What intrinsic capabilities should the organisation try and develop as the foundation for its long-term success?

	
•How specialised should the organisation’s activities become?

	
•Should the organisation sacrifice some of its objectives in order to excel at others?

	
•How big should the organisation be?

	
•Where should the organisation locate its resources?

	
•When should it expand or contract, and by how much?

	
•What should it do itself and what should it contract out to other businesses?

	
•How should it develop relationships with other organisations?

	
•What type of technology should it invest in?

	
•How should it organise the way it develops new products and services?

	
•How should it bind together its resources into an organisational structure?

	
•How should the organisation’s resources and processes be improved and developed over time?

	
•What guiding principles should shape the way any organisation formulates its operations strategies?



All these questions are not merely important for any enterprise – they are fundamental. No organisation, whether large or small, for-profit or not-for-profit, in the services or manufacturing sector, international or local, can ignore such questions. Operations strategy is central, ubiquitous and vital to any organisation’s sustained success.

New to this edition

The success of the previous five editions was helped by the many suggestions we received from fellow teachers and students of operations strategy. They have been kind enough to provide further feedback that has informed the changes we have made for the sixth edition. These changes include the following:


	
•A new chapter on corporate social responsibility in operations strategy (this replaces the previous Chapter 3, ‘Substitutes for strategy’)

	
•A general updating and replacement of the ‘boxed’ examples within the text. Currently, there are 60 of these; while the total remains approximately the same, around 20 per cent are new.

	
•There are now 19 integrative cases at the end of the book, one more than in the previous edition. However, the short and long case studies from the previous edition have been retained. These cases can still be used to form the basis of a whole course in operations strategy.

	
•This edition uses a new overall framework that gives a clearer indication of the positioning of each chapter in the subject.

	
•Each chapter has a closer alignment between the ‘Key questions’ at the beginning of each chapter and the key headings throughout the chapter.

	
•Among the new topics covered include the following:

	
•The merging of products and services

	
•The nature of operations strategy decision-making, including ‘decision-making under uncertainty’ and ‘strategy mapping’

	
•The dimensions of corporate social responsibility

	
•The idea of ‘ethical globalisation’

	
•The idea of the ‘social licence to operate’

	
•The increasing importance of process technologies

	
•Drivers of the adoption of new technologies

	
•Classifying technologies by their primary capabilities







The aim of this book

The aim of this book is to provide a treatment of operations strategy that is clear, well-structured and interesting. It seeks to apply some of the ideas of operations strategy to a variety of businesses and organisations. The text provides a logical path through the key activities and decisions of operations strategy, as well as covering the broad principles that underpin the subject and the way in which operations strategies are put together in practice.

More specifically, the text aims to be:


	
•Balanced in its treatment of the subject. In addition to taking the orthodox ‘market-led’ approach to operations strategy, the book also provides an alternative but complementary ‘resource-based’ perspective.

	
•Conceptual in the way it treats the decisions, activities and processes that together form an organisation’s operations strategy. Although some examples are quantified, the overall treatment in the book is managerial and practical.

	
•Comprehensive in its coverage of the more important ideas and issues, which are relevant to most types of business. In any book covering such a broad area as operations strategy, one cannot cover everything. However, we believe that the more important issues are all addressed.

	
•Grounded in the various bodies of knowledge that underpin operations strategy. Theory is included in most chapters, which introduces concepts and principles, often from other academic disciplines, and which illuminates the particular operations strategy issue being discussed.

	
•International in the examples it uses to describe practical operations strategy issues.



Who should use this book?

This book is intended to provide a broad introduction to operations strategy for all students who wish to understand the strategic importance and scope of the operations function. For example:


	
•MBA students, who should find that it both links and integrates their experience and study of operations management with their core studies in business strategy.

	
•Higher-level undergraduates studying business or technical subjects, although we assume a prior knowledge of the basics of operations management.

	
•Postgraduate students on other specialised master’s degrees, who should find that it provides them with a well-grounded approach to the subject.

	
•Executives, who will also be able to relate the practical and pragmatic structure of the book to the more conceptual and theoretical issues discussed within the structure.



Distinctive features

Clear structure

The book employs coherent models of the subject that run through each part of the text and explain how the chapters fit into the overall subject. Key questions set the scene at the beginning of each chapter and provide a structure for the summary at the end of each chapter.


Illustration-based

The study of operations, even at a strategic level, is essentially a practical subject and cannot be taught in a purely theoretical manner. Because of this we have used both abstracted examples and ‘boxed’ examples, which explain some issues faced by real operations.

Theory

Operations strategy is a practical subject that is driven by theoretical ideas. Most chapters contain one or more theories that explain the underpinning ideas that have contributed to our understanding of the issues being discussed.

Case studies

The book includes a number of case studies suitable for class discussion. The cases are long enough to provide depth and serve as illustrations, which can be used to supplement class sessions.

Selected further reading

Every chapter ends with a list of further reading, which takes the topic covered in the chapter further or treats some important related issues.

Chapters

Chapter 1 defines operations strategy in terms of the reconciliation between market requirements and operations resources.

Chapter 2 looks at three interrelated issues that affect reconciliation – how operations change over time, how operations deal with trade-offs and how trade-offs can be used to understand ‘targeted’, or focused, operations.

Chapter 3 establishes the importance of corporate social responsibility (CSR) as a key element in operations strategy. It includes consideration of the environmental, social, economic, stakeholder and voluntariness dimensions of CSR.

Chapter 4 examines those decisions that shape the overall capacity of the operations resources, particularly the level of capacity and where the capacity should be located and deals with the dynamics of the capacity decision by examining how capacity is changed over time.

Chapter 5 looks at supply networks – in particular, the nature of the relationships that develop between the various operations in a network, the advantages of taking a total network perspective and how networks behave in a dynamic sense.

Chapter 6 characterises the various types of process technology that are at the heart of many operations; it looks at the effects of some newer types of technology on operations capabilities and proposes some ideas that help operations to choose between different technologies and implement them once chosen.

Chapter 7 examines the way operations resources can be developed and improved within the organisation, especially how capabilities can be directed, developed and deployed in a cycle of improvement.

Chapter 8 applies some of the issues covered in the previous chapters to the activities associated with product and service development and organisation.

Chapter 9 is concerned with ‘how’ to reconcile market requirements with operations resources over the long term. In particular, it looks at the first two of the four stages of the process of operations strategy, namely formulation and implementation.

Chapter 10 looks at the final two stages of the four stages of the process of operations strategy, namely monitoring and control.
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