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  Preface 

  Why is operations and process management essential? 

 Because it is about getting things done. Because without effective operations and processes 
there can be no long-term success for any organisation. Because it is at the heart of what all 
organisations do; they create value through their productive resources. Because it is the essen-
tial link that connects broad long-term strategy and day-to-day ongoing activities. This is why 
operations and process management has been changing. It has always been exciting, and it has 
always been challenging, but now it has acquired a much more prominent profile. The current 
edition reflects this in a number of ways. 

  It stresses the importance of operations and process management 

 Of course, it has always been important, but increasingly managers in all types of enterprise 
are accepting that operations management can make or break their businesses. Effective opera-
tions management can keep costs down, enhance the potential to improve revenue, promote 
an appropriate allocation of capital resources and, most important, develop the capabilities that 
provide future competitive advantage.  

  It stresses the real strategic impact of operations and process management 

 Operations are not always operational. The operations function also has a vital strategic dimen-
sion, and operations management is now expected to play a part in shaping strategic direction, 
not just responding to it.  

  It stresses that operations and process management matters to all sectors of the 
economy 

 At one time operations management was seen as being most relevant to manufacturing and 
a few types of mass service businesses. Now the lessons are seen applying to all types of 
enterprise; all types of service and manufacturing, large or small organisations, public or private, 
for-profit or not-for-profit.  

  It stresses that operations and process management is of interest to all managers 

 Perhaps most importantly, because operations management is accepted as being founded on 
the idea of managing process, and because managers in all functions of the business are now 
accepting that they spend much of their time managing processes, it is clear that to some extent, 
all managers are operations managers. The principles and practice of operations management 
are relevant to every manager.  

  It extends the scope of operations and process management 

 The obvious unit of analysis of operations management is the operations function itself – the 
collection of resources and processes that produce products and services. But, if managers from 
other functions are to be included, operations management must also address itself to process 
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management at a more generic level. Also, no operation can consider itself in isolation from its 
customers, suppliers, collaborators and competitors. It must see itself as part of the extended 
supply network. Operations management increasingly needs to work at all three levels of 
analysis – the individual process, the operation itself and the supply network. 

 All this has implications for the way operations management is studied, especially at post- 
experience and postgraduate levels, and the way operations management is practised. It has 
also very much shaped the way this book has been structured. In addition to covering all 
the important topics that make the subject so powerful, it places particular emphasis on the 
following: 

   ●    Principles  – that is, the core ideas that describe how operations behave, how they can be 
managed and how they can be improved. These are not immutable laws or prescriptions that 
dictate how operations  should  be managed, nor are they descriptions that simply explain or 
categorise issues. But they are indications of important underlying ideas.  

  ●    Diagnosis  – an approach that questions and explores the fundamental drivers of operations 
performance. Aims to uncover or ‘diagnose’ the underlying trade-offs that operations need to 
overcome and the implications and consequences of the courses of action that could be taken.  

  ●    Practice  – anyone with managerial experience, or who is approaching careers choices, under-
stands the importance of developing practical knowledge and skills that can be applied in prac-
tice. This requires an approach, as well as frameworks and techniques, which can be adapted to 
take account of the complexity and ambiguity of operations, yet give guidance to identifying 
and implementing potential solutions.     

  Who should use this book? 

 This book is intended to provide an introduction to operations and process management for 
everyone who wishes to understand the nature, principles and practice of the subject. It is 
aimed primarily at those who have some management experience (although no prior academic 
knowledge of the area is assumed), or who are about to embark on a career in management. 
For example: 

   ●    MBA students  should find that its practical discussions of operations management activities 
enhance their own experience.  

  ●    Postgraduate students  on other specialist masters degrees should find that it provides them 
with a well-grounded and, at times, critical approach to the subject.  

  ●    Executives  should find its diagnostic structure helpful to provide an understandable route through 
the subject.    

  What makes this book distinctive? 

  It has a clear structure 

 The book is structured on a model of operations management that distinguishes between activities 
that contribute to the direction, design, delivery and development of operations and processes.  

  It uses diagnostic logic chains 

 Every chapter follows a series of questions that forms a ‘diagnostic logic’ for the topic. These 
are the questions that anyone can ask to reveal the underlying state of their, or any other, 
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operations. The questions provide an aid to diagnosing where and how an operation can be 
improved.  

  It is illustrations-based 

 Operations management is a practical subject and cannot be taught satisfactorily in a purely 
theoretical manner. Because of this, each chapter starts with two real-life examples of how the 
topic is treated in practice and provides additional examples in relation to specific issues within 
each chapter.  

  It identifies key operations principles 

 Whenever a core idea of operations and process management is described in the text, a brief 
‘operations principle’ summary is included in the margin. This helps to distil those essential 
points of the topic.  

  It includes critical commentaries 

 Not everyone agrees about what is the best approach to the various topics and issues within 
the subject. This is why we have, at the end of each chapter, included a ‘critical commentary’. 
These are alternative views to the one being expressed in the main flow of the text. They do 
not necessarily represent our view, but they are worth debating.  

  Each chapter includes summary checklists 

 Each chapter is summarised in the form of a list of checklist questions. These cover the essential 
questions that anyone should ask if they wish to understand the way their own or any other 
operation works. More importantly, they can also act as prompts for operations and process 
improvement.  

  Each chapter finishes with a case study 

 Every chapter includes a case study, relating real or realistic situations that require analysis, deci-
sion, or both. The cases have sufficient content to serve as the basis of case sessions in class, 
but are short enough to serve as illustrations for the less formal reader.  

  Each chapter includes an ‘applying the principles’ section 

 Selected problems, short exercises and activities are included at the end of each chapter. These 
provide an opportunity to test out your understanding of the principles covered in the chapter.  

 Each chapter includes a ‘taking it further’ section 

 A short annotated list of further reading and useful websites is provided which takes the topics 
in the chapter further, or treats some important related issues. 

  Suggested ‘model answers’ are available for all the ‘applying the principles’ 
exercises 

 Answers to the first two questions are available on the companion website for students. Answers 
to all the questions are available to bone fide tutors and lecturers.  
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  Instructor’s manual and PowerPoint slides 

 Visit  www.pearsoned.co.uk/slack  to find valuable online resources. A dedicated updated 
web-based instructor’s manual is available to lecturers adopting this textbook. It includes  teaching 
notes for all chapters, guided solutions for all case studies in the book, guided solutions for 
active cases and ideas for teaching them. A set of PowerPoint slides featuring figures and 
illustrations from the main text is also available.    

http://www.pearsoned.co.uk/slack
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 Operations and processes       

  Introduction 

 Operations management is about how organisations produce goods and services. Every product you 
use and every service you experience comes to you courtesy of the operations managers who organ-
ised its production. Though not always called operations mangers, they are the people who design, run 
and improve the processes that produce services and products for their customers, so effectively they 
are operations managers. But operations  and process  management is even wider than this. Managers 
in other functions, such as marketing, sales and finance, also manage processes. They supply inter-
nal ‘customers’ with services such as marketing plans, sales forecasts, budgets, and so on. In fact, all 
parts of organisations are made up of processes. That is why operations and process management is 
of direct relevance to all managers, irrespective of what type of organisation they work for, or which 
function they work in. And that is what this book is about – the tasks, issues and decisions that are 
necessary to manage processes effectively, both within the operations function, and in other parts of 
the business where effective process management is equally important. This is an introductory chapter, 
so we will examine some of the basic principles of operations and process management. The model 
developed to explain the subject is shown in  Figure   1.1   .       
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  Each chapter has a short executive summary structured around the number of diagnos-

tic questions used in the chapter. These diagnostic questions represent the basic line of 

enquiry that can reveal the nature and relevance of the topic covered in each chapter.  

  Does the organisation understand the potential of operations and process 
management? 

 The operations function is the part of the organisation that produces products or 
services. Every organisation has an operations function because every organisation 
produces some mixture of products and services. It is a central and important  activity 
for  any  organisation. ‘Operations’ is not always called by that name, but whatever 
its name, it is always concerned with managing the core purpose of the business – 
 producing some mix of products and services. Processes also produce products and 
services, but on a smaller scale. They are the component parts of operations. But other 
functions also have processes that need managing. In fact,  every  part of  any  business 
is concerned with managing processes. All managers have something to learn from 
studying operations and process management, because the subject encompasses the 
management of all types of operation, no matter in what sector or industry, and all 
processes, no matter in which function.  

  Does the business take a process perspective? 

 A ‘process perspective’ means understanding businesses in terms of all their individual 
processes. It is only one way of modelling organisations, but it is a particularly use-
ful one. Operations and process management uses the process perspective to analyse 
businesses at three levels: the operations function of the business; the higher and 
strategic level of the supply network; and at a lower operational level of individual 
processes. Within the business, processes are only what they are defined as being. 
The boundaries of each process can be drawn as thought appropriate. Sometimes this 
involves radically reshaping the way processes are organised; for example, to form 
end-to-end processes that fulfil customer needs.  

  EXECUTIVE SUMMARY 

 
        

Does the organisation understand the potential of operations
and process management?

Does the organisation take a process perspective?

Does operations and process management have a strategic impact?

Are processes managed to reflect their operating circumstances?

Are operations and process decision-making appropriate?
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  Does operations and process management have a strategic impact? 

 Operations and process management can make or break a business. Well-managed 
operations and processes can contribute to the strategic impact of the business in four 
ways: cost, revenue, investment and capabilities. Because the operations function has 
responsibility for much of a business’s cost base, its first imperative is to keep costs 
under control. Additionally, it should look to enhance the business’s ability to gener-
ate revenue through the way it provides service and quality. Furthermore, all failures 
are ultimately process failures; well-designed processes have less chance of failing 
and more chance of recovering quickly from failure. Because operations are often 
the source of much investment, it should aim to get the best possible return on that 
investment. Finally, the operations function should lay down the capabilities that will 
form the long-term basis for future competitiveness.  

  Should all processes be managed in the same way? 

 Not necessarily. Processes differ, particularly in what are known as the four Vs: vol-
ume, variety, variation and visibility. High-volume processes can exploit economies 
of scale and be systematised. High-variety processes require enough inbuilt flexibility 
to cope with the wide variety of activities expected of them. High-variation processes 
must be able to change their output levels to cope with highly variable and/or unpre-
dictable levels of demand. High-visibility processes add value, while the customer is 
‘present’ in some way and therefore must be able to manage customers’ perceptions 
of their activities. Generally, high volume together with low variety, variation and vis-
ibility facilitate low-cost processes, while low volume together with high levels of vari-
ety, variation and visibility all increase process costs. Yet in spite of these differences, 
operations managers use a common set of decisions and activities to manage them. 
These activities can be clustered under four groupings: directing the overall strategy 
of the operation; designing the operation’s products, services and processes; planning 
and controlling process delivery; and developing process performance.  

  Are operations and process decision-making appropriate? 

 The range of operations decisions are wide-ranging and cover four broad areas that 
we categorise as follows: ‘ directing  the overall strategy of the operation’; ‘ designing  
the operation’s processes’; ‘planning and control process  delivery ’; and ‘ develop-

ing  process performance’. However, there are always overlaps and interrelationships 
between the categories. Yet, no matter what type of decision, operations managers 
use models (many of which are included in this book) to help them make decisions. 
Some models are quantitative, some are qualitative but, in practice, a blend of qualita-
tive and quantitative approaches is often the most useful approach. Remember that 
all models are simplifications of a far more complex reality. This is one reason for the 
interest in ‘behavioural operations management’, which attempts to incorporate real 
(usually non-rational) behaviour into operations decision-making.    
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     DIAGNOSTIC QUESTION 

 Does the organisation understand the potential of 
operations and process management?  

 Operations and process management is the activity of managing the resources and processes 
that produce products and services, for internal and external customers. It is a central and 
important activity for  any  organisation. The core body of knowledge for the subject comes 
from ‘operations management’, which examines how the ‘operations function’ of an organisa-
tion produces products and services for external customers. Some organisations may call an 
operations manager by some other name, for example, a ‘fleet manager’ in a logistics company, 
an ‘administrative manager’ in a hospital, or a ‘store manager’ in a supermarket. Note that 
we sometimes use the shorter terms ‘the operation’ or ‘operations’, interchangeably with the 
‘operations function’. Note also that we use ‘the organisation’, ‘the business, or ‘the enterprise’ 
to describe any kind of human entity with a collective purpose. 

  All enterprises have ‘operations’ 

 All organisations have ‘operations’, because all organisations produce products, services, or 
some mixture of both. If you think that you do not have an operations function, you are 
wrong. If you think that your operations function is not important, you are also wrong. In 
most enterprises the operations function represents the bulk of its assets and the majority of its 
people; it is the means by which they serve their customers and provides an economic and/or 
social return for their stakeholders. An effective operations function has the potential to survive 

in a turbulent environment and the ability to maintain a steady improve-
ment in its performance. By contrast, a poorly managed operations function, 
especially if it fails to provide an adequate service to its customers or fails to 
provide the efficiency to work within its cost constraints, will always prevent 
an organisation from achieving its objectives, whether social or economic.     

  But not all operations are the same 

 Look at the six businesses illustrated in  Figure   1.2   . There are two financial service companies, 
two manufacturing companies and two hotels. All of them have  operations functions  that 
produce the things that their customers are willing to pay for. Hotels produce accommodation 
services; financial services invest, store, move, or sell us money and investment opportunities; 
and manufacturing businesses physically change the shape and the nature of materials to 
produce products. These businesses are from different sectors (banking, hospitality and manu-
facturing), but it is not that they operate in different sectors of the economy that makes these 
businesses different from each other. There are often bigger differences  within  economic sectors 
than  between  them. The main difference between how their operations activities need to be 

managed is more closely related to the market position that they occupy. 
For example, all three operations in the left-hand column provide value-
for-money products and services and compete largely on cost. The three in 
the right-hand column provide more ‘up-market’ products and services that 
are more expensive to produce and compete on some combination of high 
specification and customisation. The implication of this is important. It means 

 OPERATIONS PRINCIPLE 

 All organisations have ‘operations’ 
that produce some mix of products 
and services. 

 OPERATIONS PRINCIPLE 

 The economic sector of an operation
is less important in determining 
how it should be managed than its 
intrinsic characteristics. 
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that the surface appearance of a business and its economic sector are less important to the 
way its operations are managed than the intrinsic characteristics of what it is trying to achieve, 
including the volume of its output, the variety of products and services it produces and, above 
all, how it is trying to compete in its market.                   

  Figure   1.3    illustrates how the scope of this subject has expanded over time. Originally, operations 
management was almost exclusively associated with the manufacturing sector – and usually called 
‘production’ or ‘manufacturing’ management. Starting in the 1970s and 1980s, the term  operations 

management  reflected two trends. First, and most importantly, its use implied that many of the ideas, 
approaches and techniques traditionally used in the manufacturing sector could be equally applicable 
in the (much larger) service sector. The second use of the term expanded the scope of ‘production’ 
in manufacturing companies to include ‘non-core’, but important, production-related processes such 
as purchasing, physical distribution, after sales service, product development, and so on.   

  Operations  and process  management 

 More recently, use of the term  operations and process management  (or sometimes just process 
management) denotes the shift in the scope of the subject to include the whole organisation. 
Within any business, the production of products and services is not confined to the operations 

   Figure 1.2         All types of business have ‘operations’ because all businesses produce some mix of products and services. 
The differences in the operations within a category of business are often greater than the differences between 
business sectors  
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function. Every part of any business achieves their objectives by organising their resources 
such as people, information systems, buildings, and equipment into individual ‘processes’. A 
‘process’ is an arrangement of resources and activities that transform inputs into outputs that 
satisfy (internal or external) customer needs. For example, the marketing function ‘produces’ 
marketing plans and sales forecasts, the accounting function ‘produces’ budgets, the human 
resources function ‘produces’ development and recruitment plans, and so on. In fact,  every  part 
of  any  business is concerned with managing processes. 

 The difference between  operations  and  processes  is one of scale, and there-
fore complexity. Both transform inputs into outputs (we shall look at this idea 
later), but processes are the smaller version. They are the component parts – the 
building blocks – of an operation. So, ‘operations and process management’, is 
the term we use to encompass the management of all types of operation, no 
matter in what sector or industry, and all processes, no matter in which func-
tion of the business. The general truth is that processes are everywhere, and all 
managers have something to learn from studying operations and process man-

agement. This is very much how we treat the subject in this book and why it is called ‘Operations 
and  Process  Management’. It includes an examination of the operations function in both manu-
facturing and service sectors, as well as the management of processes in non-operations functions.    

 At the beginning of each chapter, we present two examples of individual businesses, or types 
of business, that illustrate the topic examined in the chapter. Here we look at two businesses, 
one service company, and one manufacturing company, which have succeeded in large part 
because of their effective use of operations and process management principles. 

  EXAMPLE     Lego®  1   

 Of all businesses, the toy business is one of the world’s trickiest. It is difficult to forecast, unfailingly 
subject to fickle kids’ latest fads and subject to constant technological innovation. Yet, in recent 

  Figure 1.3         Operations management has expanded from treating only the core production processes in 
manufacturing organisations to include service organisations, non-core operations processes and processes in other 
functions such as marketing, finance and HRM   
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 OPERATIONS PRINCIPLE 

 All operations are composed of 
processes. A process is an 
arrangement of resources and 
activities that transform inputs into 
outputs that satisfy (internal or 
external) customer needs. 
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years, The LEGO Group, a privately held, family-owned company with headquarters in Billund, 
Denmark, has survived in the business, becoming one of the most reputable companies in the 
world, according to the Reputation Institute, and one of the leading manufacturers of play materials. 
It is a success founded on a deceptively simple idea. One Lego brick is unremarkable, but put one 
or two together and possibilities start to emerge. With another few bricks, the number of things 
you can create rises exponentially. There are more than 915 million possible ways of arranging six 
standard four-by-two bricks; and, however many bricks you assemble, irrespective of what colour 
or set they are from, your pieces will always fit together perfectly. All of the basic Lego elements use 
the same method to stick together. They have studs on top and tubes on the inside. The bricks studs 
are slightly bigger than the space between the tubes and the walls. Pressing the bricks together pro-
duces an ‘interference fit’ that provides a temporary joint without the use of an additional fastener. 
However, this principle does depend on very high levels of precision and quality in the manufacture 
of the elements, which explains the company’s motto, ‘Only the best is good enough’. 

 Lego bricks are manufactured at the Group’s factories in Denmark, Hungary, The Czech 
Republic and Mexico, with the location of new factories built in Nyiregyhaza in Hungary and 
Jiaxing in China chosen to be near their key markets. Products made in these factories serve 
a global market. The aim, according to Bali Padda, Executive Vice President and Chief Opera-
tions Officer of The LEGO Group, is to ‘build a stable manufacturing base around the world, 
ultimately making sure that LEGO products are available to children and their parents when and 
where they want them’. The company’s operations processes are central to maintaining its repu-
tation for quality and its ability to produce millions of elements profitably and sustainably. These 
processes start at the main warehouse, which contains the silos that hold raw plastic granulates. 
A complex arrangement of tubes links the silos to the moulding machines. The moulding stage 

is particularly important because of the need to make every Lego 
piece to a demanding level of precision, with tolerances as small 
as 10 micrometres. At each machine, the plastic is heated and 
pumped into the mould through a main channel, which divides 
into a number of narrower channels, each corresponding to a sin-
gle brick and, when the plastic has solidified (after only a couple 
of seconds) the machines release the bricks into containers. A sen-
sor detects when a container is full and a robot trolley automati-
cally picks up boxes and leaves empty ones. The robots transport 
the boxes to conveyors, which move them into the storage area 
where robotic cranes stack them until needed. The automation 
means that few people are required for the process. 

 From there, some pieces go to the ‘decoration’ stage where they are individually painted. 
Decoration is the most expensive part of the Lego process. Other pieces go straight to packing, 
where the Lego sets take their final form. In the packaging process, the pieces go into a machine 
that separates them individually, counts them using optical sensors and places them in their box. 
The automatic movement system knows exactly how much a box should weigh at any stage 
and high-precision scales monitor the weight of the box as the packing process continues. Any 
deviation, even of a few micrograms, sets off an alarm. At the end of the process, the boxes 
are sealed shut, automatically weighed to ensure no components are missing, checked by a 
worker trained to look for errors (e.g. plastic bags sticking out of the box), packed six to a case 
by a robot and finally sent off for distribution. 

 Quality assurance staff perform frequent inspections and tests on the various Lego elements, 
such as drop, torque, tension, compression, bite and impact tests to make sure the toys are robust 
and safe. Only about eighteen of every million Lego elements produced (0.00002 per cent) fail to 
pass the tests. In addition, throughout the process, the company tries to achieve high levels of envi-
ronmental sustainability. Plastic is extensively recycled in the factory. All scrap such as, for example, 
the plastic that fills the channels that take the hot plastic into moulds and faulty pieces that escape 
from automated handling, are ground up, and taken back into the production process. Similarly, 
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the transparent plastic used to clean the channels when the production colour is changed in a 
moulding machine is also ground up and sold to companies that produce other plastic products.  

  EXAMPLE     Torchbox: award-winning web designers  2   

 We may take it for granted, yet browsing websites, as part of your studies, your job, or your leisure, 
is an activity that we all do; probably every day, probably many times each day. It’s important. All 
organisations need to have a web presence if they want to sell products and services, interact with 

their customers, or promote their cause. Not surprisingly, there is a 
whole industry devoted to designing websites so that they have the 
right type of impact. In fact, taken over the years, web development 
has been one of the fastest growing industries in the world. But it’s 
also a tough industry. Not every web design company thrives, or 
even survives beyond a couple of years. To succeed, web designers 
need technology skills, design capabilities, business awareness and 
operational professionalism. One that has succeeded is Torchbox, 
an independently owned web design and development company 
based in Oxfordshire. Founded in 2000, it now employs 60 people, 
providing ‘high-quality, cost-effective, and ethical solutions for cli-
ents who come primarily, but not exclusively, from the charity, non-
governmental organisations and public sectors’. 

  Co-founder and Technical Director Tom Dyson has been responsible for the technical direction 

of all major developments. ‘There are a number of advantages about being a relatively small opera-

tion’, he said. ‘We can be hugely flexible and agile, in what is still a dynamic market. But at the 

same time we have the resources and skills to provide a creative and professional service. Any senior 

manager in a firm of our size cannot afford to be too specialised. All of us here have their own spe-

cific responsibilities; however, every one of us shares the overall responsibility for the firm’s general 

development. We can also be clear and focused on what type of work we want to do. Our ethos 

is important to us. We set out to work with clients who share our commitment to environmental 

sustainability and responsible, ethical business practice; we take our work, and that of our clients, 

seriously. If you’re an arms dealer, you can safely assume that we’re not going to be interested.’  
 Nevertheless, straightforward operational effectiveness is also essential to Torchbox’s busi-

ness. “ We know how to make sure that our projects run not only on time and to budget ” said 
Olly Willans, also a co-founder and the firms Creative Director,  ‘but we also like to think that we 

provide an enjoyable and stimulating experience – both for our customers’ development teams 

and for our staff too. High standards of product and service are important to us: our clients 

want accessibility, usability, performance and security embedded in their web designs and, of 

course, they want things delivered on-time and on-budget. We are in a creative industry that 

depends on fast-moving technologies, but that doesn’t mean that we can’t also be efficient. 

We back everything we do with a robust feature-driven development process using a kanban 

project management methodology which helps us manage our obligations to our clients.’  
 The ‘kanban’ approach used by the Torchbox web development teams originated from car 

manufacturers like Toyota (this is fully explained in  Chapter   11   ).  ‘Using sound operations manage-

ment techniques helps us constantly to deliver value to our clients ’, said Tom Dyson , ‘we like to 

think that our measured and controlled approach to handling and controlling work helps ensure 

that every hour we work produces an hour’s worth of value for our clients and for us.’    

  What do they have in common? 

 These two operations are very different. One is one of the best-known toy manufacturing compa-
nies in the world, the other is a small (but successful) company working in an industry that did not 
exist when Lego was founded. Yet the operations of both companies share the same basic objective 
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– managing the processes that produce their products and services in a manner that satisfies their 
customers, while making enough profit to thrive in the long term. Most of the managers in each 
company, irrespective of their formal title, will be concerned also with managing the processes that 
contribute to the success of their respective businesses. Of course, there are differences between 
each company’s operations and processes, such as the scale at which they operate, the type of 
products and services they provide, the resources they use, and so on. But the managers in each 
company will be making the same  type  of decisions, even if  what  they actually decide is different. 
The fact that both companies are successful because of their innovative and effective operations 
and processes also implies further commonality. First, it means that they both understand the 
importance of taking a ‘process perspective’ in understanding their supply networks, running their 
operations, and managing all their individual processes. Without this, they could not have sustained 
their strategic impact in the face of stiff market competition. Second, both businesses will expect 
their operations to contribute to their overall competitive strategy. Third, in achieving a strategic 
impact, they both will have come to understand the importance of managing  all  their individual 
processes throughout the business so that they too can all contribute to the businesses, success. 

  DIAGNOSTIC QUESTION 

 Does the business take a process perspective?  

 Central to making operations and process management a significant contributor to a busi-
ness’s success is the idea of a ‘process perspective’. If a business takes a process perspective, 
it understands that all parts of the business can be seen as processes, and that all processes 
can be managed using operations management principles. Yet, although important, a process 
perspective is not the only way of describing businesses, or any type of organisation. One could 
represent an organisation as a conventional ‘organisational structure’ that shows the report-
ing relationships between various departments or groups of resources. However, even a little 
experience in any organisation shows that rarely, if ever, does this fully represent the way the 
organisation actually works. Alternatively, one could describe an organisation through the way 
it makes decisions: how it balances conflicting criteria, weighs up risks, decides on actions and 
learns from its mistakes. Or, one could describe an organisation by explaining its culture – its 
shared values, ideology, pattern of thinking and day-to-day rituals, or its power relationships – 
how it is governed, seeks consensus (or at least reconciliation), and so on. Or, and this is the 
significant point, one can represent the organisation as a collection of processes, interconnect-
ing and (hopefully) all contributing to fulfilling its strategic aims. This is the perspective that 
we emphasise throughout this book. As we define it here, the process perspective analyses 
businesses as a collection of interrelated processes. Some of these processes will be within the 
operations function, and will contribute directly to the production of its products and services. 
Other processes will be in the other functions of the business, but will still need managing using 
similar principles to those within the operations function. 

 None of these various perspectives on organisations gives a total picture. Each perspective 
adds something to our ability to understand, and therefore more effectively manage a busi-
ness. Nor are these perspectives mutually exclusive. A process perspective does not preclude 
understanding the influence of power relationships on how processes work, and so on. We use 
the process perspective here, not because it is the  only  useful and informative way of under-
standing businesses, but because it is the perspective that directly links the way we manage 
resources in a business with its strategic impact. Without effective process management, the 




