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  Introduction 
 Operations Management – How to achieve Excellence?
Pundit Jawaharlal Nehru wrote in his autobiography “Steel plants and irrigation dams will be the modern temples of India”. He said this as he saw India with its vast resources of raw materials and cheap labour, has a potential to be a leader in steel manufacturing. Alas this prophecy has not become a reality (even after 50 years of industrial development and growth strategy) and India is still dependent on imports for special quality steels.

“China blunts India’s edge in hand tools market.”

“Power failures cost 2000 crores loss to industry.”

“China now homes in on IT, Pharma cos.”
“ China is challenging the world with its economic, financial and technology”

“ China is the factory of the world”

“Covid 19 has brought new challenges and require new strategies to survive and sustain”
The above messages sum up the predicament of industry in general and manufacturing in particular.

The Indian consumer is experiencing choice for the first time and is exercising it fully. Automotive, two-wheelers, personal care products, appliances, TV entertainment and clothing-areas where there is a choice are becoming competitive. The Internet along with the e-governance initiatives by various states is having an impact on both urban and rural consumer. 

Excellence in operations maanagement is a prerequisite in today’s competitive world. 

How do we achieve excellence in operations management ?

Before we answer the question let us dwell on the eventful 90s that transformed the Indian manufacturing from one of buyers market to sellers market. There is a general decline in the competitiveness of Indian manufacturing, which is still in the process of learning the   ropes of surviving/competing in a deregulated and globalised scenario. This 

It is partly due to the capacity/quality mismatch.,lack of initiative and partly due to the policy regime. 

While the weak signals represent a threat, the basic direction is clear. 
These are,

· The market place is in the process of separating out winners and losers as seen by investors.

· Consumers are in charge.

· New consumers and markets are emerging.

· Appetite for new products and services for the masses cannot be met without recourse to appropriate/high technology solutions. 

To give an example, can we manufacture a one-rupee ice cream (nutritious) and deliver

it (with out loss of  hygiene) with appropriate technology to meet the latent(huge) demand in rural areas.

Action plan for achieving cost and quality competitiveness need to be initiated at the management level, at the operating level as well as by the government. These are discussed below. 

Managing differently: Commitment to productivity improvement. Top management needs to strategise and provide autonomy to operating level managers. A long-term   strategy for reasonable growth and competitiveness rather than short term burst of explosive growth is to be pursued. Emphasise on customer satisfaction rather than corrective measures through fire fighting. Proactive initiatives like Benchmarking, Re-engineering of existing processes quick response linkages to retailers and rapid prototyping are required to meet the challenges and changing times.

It is said that the only thing that is permanent is change. By constantly changing the way we conduct business and changing the attitude of the stakeholder’s one can 

achieve excellence. Excellence in manufacturing evolves world class manufacturing system. Moreover, today it is beyond world class manufacturing i.e. lean manufacturing and lean thinking. 

This Encompasses world-class manufacturing and beyond.  Manufacturing is based on five lean principles i.e.

· Identify value from the point of view of the customer: Specify value from the customer’s viewpoint. Analyse the existing manufacturing process.   Identify and eliminate non-value added processes.   

·     Identity the value stream: :Sequence of process all the way from raw material to  final customer or from product concept to product launch i.e. the entire supply chain

· Develop alternative processes that are effective, efficient, and environmentally friendly.

· Makes value flow: Make value flow. If possible, use one piece flow and keep it moving.. Reduce obstacles on the way. Aim is to never delay value-adding steps. This involves JIT, 5S.TPM and TQ.

· Pull according to customer demand: Having set the framework for flow, make only as needed. Pull as per customer demand. Pull reduces time and waste. Do not over produce.

· Achieve perfection: Having gone through all above steps, perfection seems possible. It means exactly what the customer wants, when and what price.

These transformations cannot take place without a reexamination of the management approaches that were adequate in the older contained regime.

1. Operational excellence: Quality levels, logistics, costs, scale, working capital management and capital efficiency should be optimised..

2. Performance orientation: Meritocracy, clear measurements, stretch targets will facilitate a high performance culture.
3. Innovation: Industry has not invested enough in innovation. Figure below shows as to how innovative Technology/R&D can be used to meet market demand..
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4. Commitment to speed: Due to the rapid change in technologies and markets, speed of reaction is critical. 

5. Commitment to talent: Indian scientists and engineers have received recognition around the world and especially in USA. We need to ask the question “ Why not here?”

Managing differently calls for a major change in the way managers perceive their role as managers i.e. from managing to leading and from administration to entrepreneurship.   

Real benchmark is “zero” waste and not what the competitors are doing. Focussed factory production systems and production systems and production outsourcing for discrete environment and quick change over techniques along with constraint based planning will benefit process environment. In a focussed factory production system, equipment and manpower are grouped to create virtually self-contained businesses each with a specific product line or customer focus. Such a system enables smooth flow of information, resource availability and lower manufacturing cycle time. Supply chain management  (SCM) offers reduction in cost across various functions, better planning for purchase and production and much more efficient use of capital.  SCM recognized that distinct functions like purchases, inventory management, distribution and production planning work best when integrated.

An agile enterprise will help us to achieve excellence in manufacturing and beyond. New technology systems like ERP, CRM, BPO and Knowledge management will enable the delivery of future needs of the customers by innovative ways.  

Lastly, one of the necessary and essential elements is the mind set and commitment to the excellence.
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