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PREFACE

Achieving a competitive advantage in any business depends upon
effective and continuing collaboration between departments and
employees.

The modern operations manager must be well trained and must
continually develop technical, conceptual and interpersonal skills.
This thesis provides some information, techniques and innovations
that will equip operations managers in the service industry to develop
these skills, and as a result make better operating decisions.

Chapter One, covers the blanning of the thesis. Chapter Two
examines the development of operations management as a discipline
and is an in-depth literature study carried out on the topic. The tasks,
skills, techniques and responsibilities according to the literature, have
been examined. Chapter Three deals with the collection and analysis
of data and examines the results of questionnques from industry and
technikon academic staff. Chapter four is a d;’scussion of the results
as found in industry and technikon acader“nic staff. Chapter five
evaluates the B — Tech: Production Management programme offered
at technikons, and it's applicability to the service industry. Chapter six,
draws conclusion and makes recommendations, based on the

findings in previous chapters.
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CHAPTER ONE

INTRODUCTION

1.1 WHAT IS OPERATIONS MANAGEMENT?

Harris (1989:4) defines Operations Management as “the management
of a system which provides goods and services to or for a customer,

and involves the design, planning and control of the system"

Management in itself refers fo a brocess of activities that are carried
out to ensure that an organisation can achieve defined objectives by
using their human, financial, physical and information resources in an
orderly manner (Cronje, Neuland & van Reenen, 1994:280).

The term 'system" indicates an approach used to ensure the optimal
utilisation of the resources (Harris, 1989:4).

However, the word "operations" is mainly used to describe the
production or manufacture of physical goods. This functional area is
referred to as production management. Opinion leaders such as
Vollman (1973) have shown an interest in other systems; for example,
hospitals, supermarkets and office procedures. They have used the
term “operations management’ to cover all systems involving men,
information, money, equipment used to accomplish some set
objectives (Harris, 1989:3).



1.2 STATEMENT OF THE PROBLEM

The term "operations management" ‘acknowledges two branches,
namely production and services. Unfortunately, most books and
training programmes have not yet addressed the needs of the service
branch.

Production management students are currently trained to possess the
tools and techniques of manufacturing orientated production
managers. However, because of the lack of emphasis on service
aspects they are not versatile enough to adapt their knowledge to
service related situations.

1.2.1 Hypothesis

B Tech Production Management does not meet the needs of students
preparing to enter the service industry as Operations Managers

1.3 RESEARCH OBJECTIVES

The objective of the following research is to enable technikons to train
operations managers for the service industry who can identify and
solve problems that are "within his/her control. By so doing the
service operation can become more efficient and effective. The
objectives of this research are therefore:

1. To assess the needs, tasks, techniques and responsibilities of
an Operations Manager: Services. ’



2. To evaluate the existing B Tech: Production Management
according to the assessed needs.

14 LITERATURE STUDY

For the past fifteen years the National Diploma: Production
Management has been offered at various Technikons in South Africa.
The training provided concentrated on introducing the world of
manufacturing to the student. There has been only one update, in
1992.

In the post-industrial era the focus on both production and
consumption in the world economy has shifted towards services
(Fitzsimmons & Sullivan, 1982:3). In 1988 the output of these
industries in the United Kingdom increased twice as fast as in the rest
of the world. In Cape Town, after being selected Businessman of the
Year, Dr. Anton Rupert commented, that the same trend is evident in
South Africa. “More people are employed in the service sector than in
the manufacturing sector” (Cronje, et al, 1994:280).

The term production management became too narrow and in the
early 19703; the term "operations management’ was coined to
embrace activities linked to production, such as design and
distribution. The term "production operations” was used in 1971 to
indicate the shift away from strictly manufacturing (Harris, 1989:3).

In the most recent literature, both the manufacturing process and the
service industries are covered in the same volume. The result is that



the majority of examples still come from production, which does not
enhance understanding of the service sector. Training still

concentrates on manufacturing processes.
1.5. IMPORTANCE OF THE STUDY

In the United States of America, service organisations employ 70% of
the workforce (Harris, 1989:3). In South Africa, for the past 33-years,
the number of people employed in services has been higher than in
manufacturing (National Productivity Institute: 1995:5-8). Services are
thus an important employer industry. However, in spite of this training
in South Africa is still focused on manufacturing processes. To
remain relevant to the demand of industry the current training offered
by the Technikon Witwatersrand and other technikons in B Tech:
Production Management must be refined. It must ensure that students
become versatile enough to meet the future demands placed on them
by both manufacturing and service industries.

1.6 RESEARCH DESIGN

1.6.1 Population

For the purpose of this research, two populations were surveyed. The
first consists of the total academic population in the field of
Operations Management at South African Technikons. The second
population is defined as persons with the designation 'Operations
Manager' or who carries out the tasks of an Operations Manager in
the major banking groups namely ABSA, Standard Bank of South



Africa and First National Bank. These banking institutions were
approached and agreed to supply the names of personnel members,
which may be used as a sampling frame.

1.6.2 Sample

Since the academic population is small, no sample was drawn and all
academic staff in Operations Management was surveyed. A
haphazard sample was drawn from the banking population.

1.6.3 Research Methodology-

The research was conducted in two phases, namely a qualitative
study in which the range of variables of operations management was
determined. A questionnaire was developed for the quantitative study
from this information.

1.6.4 Qualitative Study

Interviews were conducted with operations managers and senior
personnel in banking institutions where there was a query. The
purpose of these interviews was to explore the range of constructs
that comprises operations management in a service management

environment.

e
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1.6.5 Quantitative Study

Criterié were developed of the characteristics and skills of an
Operations Manager: Services, from the literature and the qualitative
study. These characteristics were incorporated in a quantitative
quéstionnaire, which was completed by technikon academic staff, and
the sample drawn from the banking sector. '

1.7 DATA ANALYSIS

A statistical package "NSD STAT” on PC, (Purchased from CSD),
was used to analyze the data.

1.8 LAYOUT OF RESEARCH

The research project has been devided into Six Chapters. Chapter 1
is an introduction into the field of Operations Management. Chapter 2
covers the development of Operations Management as a discipline.
Chapter 3 is the collection and analysis of data followed by Chapter 4,
discussions of findings of questionnaires. Chapter 5 is an evaluation
of the National Diploma Production Management and the B — Tech
Production Management according to the needs of the service
industry. Conclusions and recommendations based on the findings
are covered in Chapter 6.



CHAPTER TWO

THE DEVELOPMENT OF OPERATIONS
MANAGEMENT AS A DISCIPLINE -

21 INTRODUCTION

Wilson (1995:65). Maintains that “Operations management as a
discipline has a wide range of interésts, but our knowledge of this
discipline is limited to recent .developments. World War |l is a
watershed for the profession with little knowledge about, or
understanding of, anything that occurred before. This lack of an
historical dimension is a major failing for any discipline. This is
particularly so for operations managers whose common and recurrent
problems often entail reinventing wheels. Without a historical
perspective, a shallow understanding of current issues and topics,
and their further development, is inevitable”.

The perspective described in this chapter is a perspective as found in
the literature. It provides a framework for viewing the development of
operations management. A better understanding of the constraints,
objectives, and assumptions that influenced past managers in
creating production systems, policies, and practices can provide
valuable insights. The historical perspective summarized in Figure 2.1
is adopted from the work of Wilson (1995). The figure provides a
useful frameWork for describing broad developments and influences.



Figure 2.1 Differentiation of production systems over time

(Wilson, 1995:62)
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FIGURE 1: Differentiation of production systems over
time

Figure 2.1 is in the form.of an hourglass and show the interests of
operations managers over time. On the horizontal axis current
production systems that concern the profession are shown. On the
vertical axis a time line is displayed which add a historical dimension.



Specialised techniques (such as MRP, OPT, JIT, CPM, and TQM) for
managing assembly lines and projects were not needed or created
until a specific 'production system was recognised. In Figure 2.1 it is
shown when each process became differentiated from each other
(Wilson, 1995:62).

Figure 2.1 represents associated managerial developments by linking
specific production and inventory control techniques to production
systems that use them. Distinct categories of processes are
recognised: In example projects, batch production, assembly and
production lines and processing plants. These distinctions reflect the
development of the profession (Wilson, 1995:62).

21 A HISTORICAL OVERVIEW

2.21 The Mill

A study of the hourglass, reveal that the mill was the first machine
ever used. “A mill is a machine that applies power to perform various
types of work: grinding, crushing, stamping, and pressing”. (Mankin,
1996:1). The term mill also refers to the building that houses such a
machine. For many centuries, waterwheels and windmills performed
most mechanical work, and so the word mill became a synonym for
any workplace where machinery was used. The term milling is now
used to describe a large number of processes performed by machine
tools (Mankin, 1996:1).



2.2.2 Process Plants

The mill was the forerunner of the modern process plants. The
modern processing plant is typically a large, capital-intensive facility
producing generic products in high volume. Formally few people are
required to monitor or control operations and the emphasis is on
planning and maintenance to allow continuous operation (Wilson,
1995:64).

These modern features can be traced to developments early in the
industrial revolution. The prototypical processing plant is the spinning
mill, which played a significant role early in the industrial revolution'.,
However, the Romans used water mills with vertical mounted, geared
wheels as early as the first century BC (Braudel, 1974:260). Although
mechanization alone would not distinguish process technology from
earlier developments, it facilitated operations and at the same time
created management problems on a scale not previously experienced
(Wilson, 1995:64). |

One characteristic of spinning mills was their need for large numbers
of unskilled machine minders. This contrasts with modern processing
plants, and is akin to the labour requirements of assembly lines.
Oliver Evans provided the distinctly modern feature of processing
plants: automatic operation. In 1783 he developed a fully
mechanized, water-powered flourmill. While the control systems were
crude, this was a singular development, since the mill could be
operated entirely without staff (Gies,1996:1). In the last twenty years
of the eighteen-century developments, that would change the

10



character of mills and mill technology became prominent. The
essentials of a modern processing plant can be seen in Evan's
developments. The earlier spinning mills exploited the power provided
and increased mechanization and they concentrated on productive
activity and people. Mechanization was then augmented by
automation, with Evan's mills conforming to the modern definition of a
processing' plant. Figure 2.1 shows this by the processing branch
splitting off around 1800, though it had an identity far earlier (Wilson,
1995.64).

2.2.3 The Assembly Line

The concept of a continuous production process was the essential
feature of the system of conveyor belts and chutes installed in 1784
by Oliver Evans in his Delaware flourmill. The assembly line is a
system of manufacturing in which each worker performs a specialized
operation on an unfinished product as it is moved by conveyor past
his or her station. The system is designed to achieve an uninterrupted
production process by organizing and integrating the various
operations that are involved. Although some aspects of the method
were used in Europe, the assembly-line technique as such is primarily
an American development. The technique gradually came to be used
in other major industries (Williamson, 1996:1).

The second major U.S. contribution to the evolution of the assembly
line was the utilization of interchangeable parts for use in such varied
products as pistols, clocks, and agricultural machinery. By the
beginning of the 20th century, the separate features of the assembly

11



line process (the conveyor and the use of interchangeable parts) were
well-established in U.S. industry (Williamson, 1996:1).

2.2.4 Interchangeability

Eli Whitney is acknowledged as the father of interchangeability.
Whitney is famous for his .invention of the cotton gin. When he agreed
to produce muskets in 1798, Whitney suffered numerous setbacks as
an arms maker. He lacked a factory, employees, equipment,
materials, money, security and access to credit, In addition he had no
experience in making guns or interchangeable parts. (Green, 1996:1).

His contract specified delivery over two years, but it took him eleven
years to fulfill it. A later contract was refused due to his poor delivery
record and quality. Only the War of 1812 stimulated another federal
contract. The government's armories and several private contractors
were all developing interchangeable parts and mechanized facilities
(Hounshell, 1984:23).

Eli Whitney demonstrated that machine tools, manned by workers
~ who did not have the highly specialized skills of gunsmiths, could
produce standardized parts to exact specifications, and that any part
could be used as a component of any musket. The firearms factory he
built, was one of the first to use mass production methods (Green,
1996:1).

Hounshell, D, shows that standardization was a goal pursued
throughout the nineteenth century but was not achieved as easily as

12



is assumed in introductory texts in operations management (Wilson,
1995:62).

At the peak of the industrial revolution the words “factory organisation,
specialised machines, precision manufacture, interchangeable parts,
carefully coordinated work sequences, material flows and new
techniques” were for the ﬁrst time documented in a report released by
the American Systems of Manufacturers in 1854 (Wilson, 1995:63).

British manufacturers feared these concepts and attempted to
challenge them. Many local manufacturers in Britain were skeptical of
the foreign system's viability. The concepts did not spread widely or
quickly in Britain, or in Europe generally. This state of affairs
pertained universally in European manufacturing until after World War
If (Wilson, 1995:63).

- Rosenburg (1969: 23) states that even in the mid-nineteenth century
the importance of competitive manufacturing; i.e., being world class,
was appreciated.

2.2.5 Mass Production

Williamson (1996:1) defines mass production as “a manufacturing
technique used to produce large quantities of commodities at a low
cost per unit’. To achieVe this objective, a production system requires
an uninterrupted flow of materials through various manufacturing
processes; highly specialized tools and equipment, and a labour force

13



trained in the use, maintenance, and repair of such tools and
equipment (Williamson 1996:1).

Once the industrial revolution was underway and the factory system
had been established, as the major mode of manufacturing, the
perfection of mass production techniques was inevitable. Mass
- production can therefore be seen as the culminating technology in the
process of industrialization, made even more efficient today by the
arrival of automation (Wild, 1975:12).

It fell to Henry Ford to demonstrate how these features could be
combined to yield the full potential of mass production. Initially, thel
company’s assembly process was similar to that of other
interchangeable parts manufacturers: it was organised around a
series of stations where teams of workers constructed each individual
car out of components manufactured and assembled at other stations
in the plant (Williamson, 1996:1).

Early in 1913, Ford began using a power-driven conveyor system that
carried subassemblies to manufacture magnetos at a correct height
and speed past workers, each of which performed a specialized
assembly task at a fixed workstation. It had taken one man 18
minutes to assemble a magneto; with the assembly line, the time was
cut to 5 minutes (Williamson, 1996:1).

By the end of 1914, Ford had extended this system to the assembly

of the entire automobile. He achieved spectacular savings in the

14



amount of time and labour that had previously been required to
transport materials within the plant.

His development of a complete assembly-line process was a major
technological breakthrough. It was soon adopted by the
manufacturers of an increasing number of products that required
accurate and precise assembly. Ford's assembly line became the
foundation of modern mass production (Wilson, 1995:63).

Henry Ford's implementation of the assembly line is one of the best-
documented industrial developments. This is ironic since the Ford
system, so criticised by JIT proponents, bears little resemblance to its
initial incarnation in the Model T Production System (MTPS) (Wilson,
1995:63). '

Ford had a great impact on automotive design and manufacturing. He
had an integrated systems approach founded on a market strategy,
which was allied to a focused manufacturing system. The system
emphasised quality, efficient production, and an avoidance of waste.
It operated within a paterhalistic framework intended to make the best
use of a generally low grade, but highly varied, work force. Similarities
between the JIT approach and Ford's MTPS are striking. Henry Ford
was a proponent of JIT ideas (Wilson, 1995:64).

The original Ford production system in its years of development,
anticipated and resolved many of the concerns that Ohno addressed
with his Toyota Production System (Ohno, 1988:15). The essential
difference between the two follows from Ford's strictly and purposely
limited product line. The MTPS was not a piecemeal effort, it was a

15



well designed and highly effective manufacturing system
(Wilson,1995: 66).

The critical point of departure came in the mid - 1930s when Ford
abandoned its single product strategy. This reduced the effectiveness
of its manufacturing system without management appreciating that
compensatory measures 'were either necessary or possible. Ford's
mimicking of processing plants was successful so long as it produced
a generic product, but it was maladapted to making varied products.
The key element, the Model T in Ford's Model T production system,
changed while the rest remained.static. Critics focus on failings of the
postwar Ford System (PWFS), and highlight how JIT methods resolve
these problems. In Table 2.1 similarities and differences between
PWFS and JIT are presented (Wilson, 1995:62-65).

Table 2.1. Contrasting problem areas in Postwar Ford Systems
(PWFS) with Just in Time (JIT)

Problems Postwar Ford System Justin Time

(PWFS) (JIT)

Quality Large batches Small batches
Throughput critical Throughput critical
Inspector responsible for Employees take responsibility
errors for quality
Employees take little interest Employees take interest in
In quality Jobs
Single product Muttiple products
Rigid standards ) Tolerances allowed
Poorly educated work force Highly educated work force
Designed systems to limit Designed systems to eliminate
operator errors. operator errors
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Facility layout and Recognized that internal Have suppliers deliver directly

Movement movement was a significant to assembly lines.
Factor in productivity AFROX in South Africa
Improvement resulted in TOYOTA in Japan
eliminating unnecessary 1997

movement of men, material
and tooling. Achieved this in

1920.

Work Force Peoplé were reduced to Look for well-educated,
mindless machine minders technically sophisticated,
with no initiative, and little highly motivated, and loyal
interest in the product or people.-
process. '

Systems failed to recognized
or respond'to labour changes
Management failed to adapt to
a changing work force.

Batch Production Relied on large batches. This Small quantities
increased work in- progress Variety of products
inventories, which reduced Economic order quantity
incentives to-improve Adopt a continuous flow
efficiency and quality. philosophy

Emphasis was on processing
efficiency and maximising
throughput.

Adopt a continuous flow

philosophy

2.2.6 The Development Of Project Management

Many of the essential concepts of operations management must have
been familiar to the ancient Egyptians, Chinese, Romans, and Incas.
They could not have built such gigantic works as the pyramids, the
Great Wall, the aqueducts, or the magnificent public works and
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temples of South America without using organizational principles
similar to those used in any modem industrial enterprise. Their
construction was typically spread over a period of decades, even
centuries. In spite of their scale and complexity, project length and
cost do not appear to have been managed in a modern sense. A shift
| from religious and political projects to industrial and commercial ones
would heighten awareneés of costs and emphasize time (Wilson,
1995:65). |

Daniel Defoe's in his Essay Upon Projects (1887:32) thought projects
were sporadically undertaken in the 1640’s which became popular a
few years later: "But about the year 1680 began the art and mystery
of projecting to creep into the world”. His definition of a project "The
building of Babel was a right project; for indeed the true definition of a
project, according to the modern [circa 1693] acceptation, is, as said
before, a vast undertaking, too big to be managed, and therefore
likely enough to come to nothing." (Defoe, 1887:30). This is a
description that is too often valid even after 300 years. He also
applied the term project to various other commercial endeavors, much
as it still is today (Wilson, 1995:64).

The modern definition was not dominant and seems to have become
significant only recently. Until this century, the term "project” implied
highly speculative or shady dealings. Although the special character
of projects was known, there do not appear to have been any
specialized techniques for handling them until the development of the
Gantt chart during World War 1 (Rathe, 1961:54). The network
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methods developed in the 1950s further differentiated project
management as a subdiscipline (Wilson, 1995:65).

Figure 2.1 represents these developments by showing projects with a

distinct identity in the mid1600s and only branching off as distinct
types of activity with Gantt in 1917. Simply recognizing a particular
type of management problem such as projects does not imply that
they can be dealt with effectively. Ford's assembly line rebresents a
different situation. The need to balance the line was immediately
apparent and was vigorously addressed (Wilson 1995:65).

2.2.7 Economics Of The Production Process

The first formal discussion of the economics of the production
process, however, appeared only in 1776 in Adam Smith's classic
work, Wealth of Nations. Smith noted the advantages of the division
of labour and specialization as a basis for an efficient production
system. This concept contrasted sharply with the model of the artisan
of the Middle Ages who performed every task required in the
manufacturing of a product (Starr, 1996:1).

Another early contributor to the field of operations management was
Charles Babbage (Elwood, 1994:13), who published On the Economy
of Machinery and Manufacturers in 1832. Babbage agreed with Smith
that the division of labour would lead to higher productivity. He
suggested that the skill levels required for each job should be used to
determine the appropriate wage payment and that this practice would
result in lower total costs. He discussed the general concepts of Time
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and Motion study and advocated the use of scientific methods in the
analysis of business problems (Starr, 1996:1).

Smith, Babbage, and others provided the basic concepts of industrial
management, but it was Frederick W. Taylor whom must be given
credit for their popularization (Elwood, 1994:10). Taylor promoted the
idea of scientific managément. He maintained that observation,
measurement, classification, and the principles derived from these
empirical studies should be applied to all managerial problems. He
also maintained that the methods by which work was accomplished
should be determined by management through the same kind of
investigation, and that workers should be "scientifically selected,‘
trained, and developed”. Several fields of management evolved from
his philosophy, including tme and motion study, personnel
management, industrial relations, and the managerial functions of
planning and control (Starr, 1996:1).

The concept of the division of labour was carried to its logical extreme
in 1913 by a technological innovation, the use of a moving Assembly
line to manufacture Ford automobiles. Although Henry Ford's
innovation has greatly improved productivity, critics argue that the
assembly line dehumanizes employees by treating them as parts of a
large machine (Starr, 1996:1).

More recently, efforts have been made to enrich factory work by

making it more varied, more complex, and more challenging for
workers. The objective is to identify jobs that can be done efficiently
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by employees yet at the same time provide sufficient challenge and
satisfaction to encourage high morale (Starr, 1996:1).

2.2.8 The Development Of Mathematical Models

Virtually every aspect of production management has been affected
by the use of mathemaﬁcal analysis. A mathematical modeling
approach known as linear programming has been applied to the
problem of scheduling and resource allocation in many production
systems. F.W Harris was the first td apply mathematical models to
inventory controls (Elwood, 1994:12).

Theories that were developed to explain the statistical behavior of
waiting lines (queuing theofy) were applied first to problems in the
telephone industry. They were later applied to the design of
production lines,‘toll booths, bank service areas, and post offices
(Moore, 1996:1).

Shortly after World War Il the current rapid development of concepts,
theories and techniques in production management began. The need
to deploy resources where needed called for research and new
mathematical and computational techniques. They created an
awareness of how to apply old techniques to war problems. These
problems were parallel problems that occurred in production systems.
The new approaches developed carried over to industry. The modern
era of management science and operations research began (Elwood,
1994:12-13).
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2.2.9. From Production Management to Operations
Management

Up to 1965 the field concemed with the creation of goods and
services was thought of in terms of manufacturing management
(Elwood: 1994, 3). It is evident from the previous discussion that the
focus was totally on the physical output of production. |

The service sector and the manufacturing sector do have many
overlaps. “The distinction between manufacturing and service
companies is...hazy. Is IBM selling goods or services? Is Volvo a
services company, in so far as a good deal of its product is leased
out?” (Norman, 1984:32).

Past conditions focused resources and attention on manufacturing
systems. Health care, education and financial services grew into huge
Systems and attracted attention when their cost began to increase
rapidly. Expenditure for services has increased at a somewhat faster
rate than that of manufactured goods (Eiwood, 1994:6).

Other kinds of non-manufacturing systems that were once regarded
as simple and insignificant have become worthy of study. The
supermarket has replaced the corner grocery store. Problems of
forecasting, supply, inventory, layout and material handling can make
the difference between profit and loss (Elwood, 1994: 7).

Banks have broadened their range of services and have developed
branch banking. In addition, banks have become one of the most

important users of computers. They have large-scale office operations
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that involve important problems of workflow and information
processing. The net result is that service and non-manufacturing
systems have taken their place with manufacturing as significant
production systems (Elwood, 1994:7).

Society demands that the service sector become efficient at
converting its input resources to needed services, whilst maintaining
certain quality levels (Elwood, 1994.7).

Every organization has processes that must be designed and
managed effectively. Technology, be it manual or computerised, is
used in each process. An organisation whether it is a service
organisation or manufacturing organisation is concermed with quality,
productivity and customer satisfaction. Choices must be made about
capacity, location, layout of facilities and dealing with scheduling or
outside services (Krajeweski &-Ritzman,1996:19)).

Service organizations cannot inventory their outputs, but they do
inventory their inputs for their products. Banks for example maintain
an adequate supply of money. Many operations in a service
organization have little customer contact, such as the ‘back room’
operations of a bank. As organisations sought to improve quality they
came to realize that everyone in an organisation has customers,
internal and external (Krajewski & Ritzman, 1996:6).

The term ‘production operations” was used in 1971 for the first time to
move away from the strictly manufacturing problems and to include
the service industry (Harris, 1989:3).



Everett (1995:34) makes a statement that most people will be
employed in the service industry in future. He takes the position that
operations management concepts, skills, and techniques are
transferable across industry/services sectors. He also said, however
that this view is not widely shared.

There are many definitions of operations management. Here are but a
few.

“Operations management is the process of managing production in
organisations” (Certo, 1992:555). .

“Operations management is the collection of planning and control
activities that managers use to produce goods and services”
(Bovee,Dovel, Thill & Wood, 1993:638).

“Operations management may be defined as the management of the
direct resources required to produce the goods and services provided
by an organisation” (Chase & Aquilano, 1991:7).

“Operations management is the field of management that specialize
in the physical production of goods or services and uses quantitative
techniques for solving manufacturing problems”(Daft, 1995:562).

The definition choosen for the purpose of this research is the one
given by Krajewski and Ritzman, which summarises the function of
operations management. “Operations management is the direction
and control of the processes that transform inputs into finished goods
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and services. This function is essential to systems producing goods
and services in both profit and non profit organizations” (Krajewski &
Ritzman, 1996:3).

2.3  SIMILARITIES AND DIFFERENCES BETWEEN
MANUFACTURING AND SERVICES

According to Krajewski and Ritzman (1996:5) the differences between
manufacturing and services fall into eight characteristics as shown in
Table 2.2

Table 2.2 Continuum of Characteristics of manufacturing and
service organisations ‘

More like a manufacturing More like a service organization
organisation

Physical durable output Intangible, perishable output

Low customer contact ) High customer contact

Long response time Short response time

Regional, national or international | Local markets

markets

Large facilities Small facilities

Capital intensive ' Labour intensive

Quality easily measured Quality not easily measured

Chase and Aquilano (1991:98) further distinguishe one service
system from another in terms of its production function by it is the
extent of customer contact in the creation of the service. “Customer
contact refers to the physical presence of the customer in the system,
and creation of service refers to the work process that is involved in
providing the service itself’
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“Why is it sb important to know how much customer contact is
required to provide a service? “Because it has an effect on every
decision that operations managers must make” (Chase and Aquilano,
1991:99).

Chase and Aquilano (1991:94) also recognise this factor as
significant, by stating that the task of the operations manager differs
depending on the type of customer contact.

Ketcher, A.J. (1992:3) mentioned in his dissertation, “ The approach
of the operations function in a service environment is quite different
from that in a manufacturing or production environment. In servicev
firms, operations consist of two quite different spheres of activity”.

“One sphere is the service encounter or cycle of encounters between
the customer and the organization... The other sphere encompasses
those activities that take place behind the scenes and constitute the
‘back office’ support system”... These latter activities are analogous
to the production processes of the factory — working on things rather
on people. The existence of these two spheres of activity and, more
important, the emphasis on the customer encounter as the core
output function in most service organisations, are what differentiate
services from manufacturing”.

He goes on to say that in the past the focus of operations

management has been on the “back office support system” rather
than in the front line. “It is becoming increasingly evident that
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traditional production line thinking cannot help service companies”
(Ketcher, 1992:4).

Jonathan Day (1990:44) sees things differently “Operations banking
businesses typically require superb factory management skills. The
problems that their managers confront, the people they require and
the fundamental economics of these businesses are far closer to
those of a machine factory than of a retail bank. The most successful
competitors we interviewed measure and managed their operations
businesses using industrial rather than “banking methods”.

* Banks are in the service game and as such information is becomingA
a vital tool for frontline staff. Banks have traditionally developed
powerful transaction processing infrastructures but because of this,
focus has not been very successful at harnessing the power of the
mainframe computers to provide meaningful management information
for frontiine staff. One of the reasons for this is the traditional focus of
the operations function, which is efficiency and maximum throughput
for minimum cost “ (Ketcher, 1992:28).

2.4 TRENDS IN OPERATIONS MANAGEMENT

In recent times there has been renewed interest in the field of
operations management. The first reason is that businesses focus on
optimizing business practices, by eliminating waste. The second
reason is that to be competitive there is no altenative but to have the
best possible product or service quality (Adendorff & de Wit, 1997:3).
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Krawjewski and Ritzman (1996:7) identified seven trends which had
the greatest impact on operations management: “the growth of the
service sector. productivity changes; continuous improvement; global

competitiveness: quality; time and technological changes.”

2.4.1 International Employment Trends In The
~Service Industry

Between 1955 and 1993 the number of U.S. jobs in service-producing
" industries rose from 60 to 79 percent of total non-farming jobs. Goods
producing and manufacturing industries account for the remaining 21
percent of jobs in the United States. Similar increases in the
percentage of the work force in service jobs are taking place in other
industrial countries. The share of the work force in service jobs is well
above 60 percent in Britain, Canada, France, and Japan (Krajeweski
& Ritzman, 1996:8). )

According to Henkoff the expectation is that by the year 2005 all net
" job creation in the USA will come from the service industries.
(Adendorg & de Wit, 1997:319).

24.2 Employment Trends In South Africa

Figures obtained from Productivity Statistics (1995) indicated that in
South Africa service industries accounted for almost 61 percent of the
gross national product in South Africa in 1994 (Adendorff & de Wit,
1997:319).
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Statistics released by the National Productivity Institute (NP1) (1997:13-
14) for the period 1994 -1996 is represented in Table 2.3.

According to the NPI definitions the goods producing sector includes
mining, agriculture, manufacturing, construction and electricity.

The service sector includes finance, commerce, transport and
communications.

Table 23 South Africa: Standardised Employment Series for
major SIC divisions 1994-1996

SECTOR | 1994 1995 - | 1996 TOTAL %
Goods 3420700 | 3398 300 | 3346700 | 10165 700 | 43,929
producing

Services 4281 700 | 4325000 | 4368 800 | 12975 500 | 56,071

TOTAL 7702400 | 7723300 { 7715500 | 23141 200 | 100

Non - government community services, government services and
domestic services are not included in the service definition but have
been included in the totals above (Productivity Statistics, 1997:71).

Finance makes up 11.18% of the total service industry and government
services make up 34.32% of the total service industry.

Manufacturing makes up 42.41% of the goods producing sector.
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On the 18™ March 1998 Mr. Jan de Jager of the NPI said that one
must not forget that South Africa is still a developing country. As such,
rely heavily on manufacturing to see to the needs of the people. He
also said, that as people’s basic needs are looked after the services
sector will grow rapidly.

The manufacturing industry is following a path of decline, which is of a
great concemn for the South Africa. There are many reasons for this. It
is not simply a case of blaming on the previous political dispensation.
Like South Africa’s American, British, Australian. and Canadian
cbunterparts, much of the blame must rest squarely on the shoulders of
those people who have beén fhe captains of the manufacturing’
industry. The heroes of the day were not the people who were
pioneering new and innovative ways to manufacture products with
higher quality standards and lower cost. It was those people who were
able, on a year to year basis, to reduce head count and to avoid
spending any capital. A breed of managers was developed whose sole
purpose in life was to squeeze the last ounce out of the manufacturing
stone (Marcus, 1998:16-17).

25 OPERATIONS MANAGEMENT AS AN OPEN SYSTEM
251 Open Systems

Most writers agree on the fact that operations management must be
viewed as an open system. Weihrich and Koontz (1993:633) give an
overview of operation management as an open system.

A system can be defined as a set of interdependent components that
constitute a whole. An organisation as a system comprises three basic
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elements: inputs, transformation and outputs. The organisation obtains
inputs from its environment in the form of resources or production
factors. Within the organisation these inputs are transformed by means
of manufacturing and management processes into outputs, in the form
of products and services (Smit & de J Cronje, 1992:25).

A system is open if —

o |tis dependent on the environment in which it operates
» The environment is dependent on the system

e There is specific interaction between the system and the
environment (Smit & de J Cronje, 1992:25).

The operations management systems found in all businesses have
certain common characteristics irrespective of the nature of their goods
or the services that they provide (Adendorff & de Wit, 1997:4).

Interaction occurs between the operations management system and
the market through the service provided. The market accepts or rejects
these services. The business must determine the degree of
acceptance of its services and must use this information to continually
improve its operations management system (Adendorff & de
Wit,1997:6).

Operations management must be viewed as a system. Figure 2.2
ilustrates the operations management function. The inputs include
needs of customers, information, technology, management, labour,
fixed assets and variable assets that are relevant to the transformation
process.
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Managers and workers use the information and physical factors to
produce outputs. Other physical elements such as materials and
supplies are consumed in the process of producing outputs. The
transformation process incorporates planning, operating and controlling
the system. The tools and techniques listed in Figure 2.2 are available
to facilitate the transformation process. A major need to improve the
system is illustrated in Figure 2.2. Qutputs consist of products and
services. Outputs may even be in the format of information, such as is
provided by a consulting organisation. Figure 2.2 also illustrates that
operations are influenced by external féctors such as safety regulations
or fair labour practices. Operations management is a sub - system of a
total management system. |
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Figure 2.2 Operations Management as an open system.
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2.6 LINE VERSUS FUNCTIONAL MANAGEMENT
28.1 Line Management

lvancevich and Matteson (1997:58).have the following to say about
managers: “These managers coordinate the work of others who are
themselves not managers...whatever the case first line managers are
responsible for the basic work of the organisation according to plans
provided by their supervisors’ '

Line management refers to those ménagers who are responsible for
- the day-to-day supervision and control of staff. Line managers are
responsible for setting day-to-day priorities and for guiding and
directing staff towards the attainment of set activities, goals, objectives
and strategies (Smit & Cronje, 1992:199).

2.6.2 Functional Management

Functional management refers to that management structure which is
remote from the day-to-day activities but which supports line personnel
through the provision of procedures, systems, work tools and guidance
to enable them to accomplish their activities, goals and strategies
“(Betts,1993:41).

The topic of operations management refers to the day-to-day
management of the technical core. It is that field of management that
specializes in the production of goods and services and uses special
tools for solving manufacturing problems (Daft 1995: 562). Daft makes
it very clear, though, that manufacturing includes services as well.



2.6.3 Operations Management as A Functional Area

In order for an organisation to be effective and efficient, it must be well
organised. To accomplish this, organisations are designed according to
the demands of the current situation (Daft, 1998:232). Different
functions are created to provide for the needs of the organisation.

In a functional structure, activities are grouped together by common
function. All engineers are grouped together or all programmers are
grouped together. Functional and divisional grouping are the two most
common approaches to structural 'design. The matrix structure is often
the answer when organisations find that neither the functional,
divisional nor ahy other structure will work. The matrix structure
optimises functional and divisional structuring (Déft, 1998:225).

The operations function deals with the choice of process by which the
goods are manufactured or the service is provided. It also provides the
necessary infrastructure to supply or provide the required products or
services. It is important to realise that operations strategy should be
aimed at establishing a competitive advantage. It should not be seen
as merely implementing some form of improvement programme such
as total quality management (Adendorff & de Wit, 1997:2).

Figure 2.3 Krajewski and Ritzman (1996:17) illustrates how the
operations function intersects with other traditional functional areas.

35



Figure 2.3 Interfunctional connections with other traditional functional

areas
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De Wit and Hamersma (1992:2). identified four factors that relate
specifically to ihe operations function: Quality ( measured in terms of
product performance). Cost effectiveness (measured in terms of low
product cost). Reliability (measured in terms of due delivery of orders).
FIeXibility (reacting quickly to changes in output).

Harris (1989:14), who concentrates more on services, sees the factors
as cost, quality, time and quantity for the operations function. They do
not differ from de Wit and Hamersma as mentioned above, for both of
them view reliability and time as the same concept.

Krajewski and Ritzman (1996:12) include technological change as an
another important factor in operations management. Technology
affects the design of new products and services as well as the
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production processes themselves. Many new opportunities arise from
advances in computer techhology. The internet (part of the
telecommunications ‘information highway”) has emerged as a vital tool,
linking firms internally and customers externally. Introducing new -
technology involves risks, and employee attitudes towards it depends
on how the change is managed.

2.7. THE OBJECTIVES OF THE OPERATIONS MANAGEMENT
FUNCTION

Adendorff and de Wit (1997:6) clearly outlines the objectives that the
operations management function should deal with. These are:

¢ Product or services characteristics.

o Characteristics of the manufacturing process.

o Quality of the product or service prbduced.

o Efficiency, through:
good employee relations and control of labour cost;
control over raw material

cost of running and control over production facilities.
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¢ Customer service through:

producing the correct quantities to meet demand and timely delivery
of orders.

 Adaptability to ensure future survival

In an article obtained from Standard Bank South Africa (Operations
Support Division, 1993:2) the contributions of the Operations
Management function to the profitability of a region are clearly listed as:
productivity, systems and procedurés, security, loss management,
cash centres, quality and service, budgetary control and support advice
and guidance. Under support advice and guidance they see
cooperation with the Human Resource function in respect of
recruitment, selection, and placement, training and performance
management as key points. The provision of tools and techniques,
measurement of standards and the provision of functional support are
clearly listed as part of the operations function. The-term functional
management is differentiated from line management to explain how it
should be understood if a strategy of customer services and delivery is

to be followed.
28 THE STRATEGIC ROLE OF OPERATIONS
MANAGEMENT

To understand the tasks and responsibilities of the operations manager
it is important to look at the role of strategic planning.

Strategic planning is “the procéss that involves the review of market
conditions; customer needs; competitive strengths and weaknesses...
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legal and economic conditions; technological developments; and the
availability of resources that lead to the specific opportunities or threats
facing the organisation” (lvancevich & Matteson, 1996:64).

A business strategy is formulated and implemented which will
determine the nature of the goods or services produced or provided by
the organization. The operations strategy is derived from the business
strategy (Adendorff & de Wit, 1997:2). Operations strategy is defined
as a vision for the operations fuhction, which determines the general
direction for decision- making. The results of an effective operation
strategy introduces two factors, how the tasks of the operations
management are identified énd ;organised, and how the business
competitive base is determined (Heiser & Render, 1992:34).

“More and more companies are recognising the importance of service
quality as a strategic through which a competitive advantage can be
gained” (Ketcher, 1992:13).

Basic strategic decisions are based on market and competitive

opportunities, and should be a guide in establishing operations policy.

(Adam & Everett, 1992:30).

29 SKILLS, TASKS, RESPONSIBILITIES AND TECHNIQUES
OF AN OPERATIONS MANAGER

29.1 Skills

Ivancevich and Matteson (1997:58)state that “Regardless of the level
of management, managers must possess and seek to further develop
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their skills. A skill is an ability or proficiency in performing a particular
task. Skills are leamed and developed”

Ivancevich and Mattesdn (1997:59) identified seven types of skills that
a manager must possess to perform as a manager. |

o Technical skills

- Analytical skills

¢ Decision-making skills

o Computer skills

¢ Human relation skills

o Communication skills

e Conceptual skills

Dilworth (1992:15) names two major categories of management skills
that an operations manager must possess to accomplish the objectives
of an operations manger. He does not sub - divide it as well as
Ivancevich and Mattesson but all the components are there.

a. Technical competence. Managers make decisions about the tasks
that other people are to perform. They need a basic understanding of
the technology with which the production system works, and they need
adequate knowledge of the work they are to manage. Technical
competence can be obtained through training and experiénce or
~ through the use of staff specialists and consultants.

b. Behavioral competence. Group activities exists because people find
that they can achieve more, both in work accomplished and in rewards
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achieved, by working as a group rather than by working as individuals.
Humans generally are gregarious animals and fulfill some of their
needs through social interaction. Management must therefor consider
the social as well as the physical aspects of work and workers. Since
managers work through others, their work necessarily involves a great
deal of interpersonal contact. A good manager should have
behavioural competence — the ability to work through other people.

A workshop held by the Standard Bank of South Africa (28/03/96)
underlines the importance of the above statement, “;rhe function exits
within an environment of matrix management, and success depends
on the incumbent’s ability to féste} team work an a spirit of partnership
with all parties” |

29.2 Tasks

The familiar management functions: planning, organising, controlling
and leadership are taken to view the tasks of the Operations Manager
(Adendorff & de Wit, 1997:6).

Adam and Ebert (1992:25-28) explains the different tasks that an
Operations Manager must perform under the standard management
functions. These viewpoints are supported by Adendorff and De Wit
(1997:6).

e Planning - The operations manager selects the objectives for the
operations subsystem of the organization and the policies,
programmes, and procedures for achieving the objectives. This
stage includes efforts directed toward product planning, facilities
design, and the use of the conversion process.
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¢ Organising - The operations manager establishes an intentional
structure of roles within the operations sub-system. He or she
determines and enumerates the activities required to achieve the
operations sub-system's goals and assigns authority and
responsibility for carrying them out.

J Controllihg - To ensure that the plans for the operations sub-
system are accomplished, the operations manager must also
exercise control. Outputs must be measured to see if they conform
to what has been planned. If they do, adjustments aren't needed.
If the information feedback indicates substantial differences
between planned and actual outputs, then inputs or parts of the
conversion process must be adjusted.

Adam and Ebert (1992: 27-28) conducted interviews with operations
managers. They have tried to identify in which of the standard
management functions operations managers experience most of their
problems. The findings of that researched are presented in Table 2.4.
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Table 2.4 Standard management functions where Operations
Managers experience most problems

PHASE MAJOR PROBLEM

Planning ' Production planning -
Production scheduling
Forecasting
Budgeting

Organising Labour/industrial relations
Process design
Job design

Controlling Cost

Production

Quality

Inventory »

For further clarity, definitions for the traditional management functions
are given:

-

* Planning includes all those activities that result in developing a
course of action. These activities guide future decision-making

¢ Organising involves all the activities that result in some structure of
task and authority

e Commanding is concemed with directing the activities of

subordinates

¢ Coordinating includes those activities that bind all individual efforts
and direct them toward a common objective.
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o Controlling activities are those that assure that the actual
performance in the organisation take place in accordance with
planned performance’(Adam & Everett, 1992:8)

According to Cronje, et al (1994:278) the tasks of the. operations
manager can be divided into long, medium- and short-term tasks. The
long-term tasks are also known as the forward planning phase. The
medium-term tasks are also known as the tasks of the action-planning
phase. The short-term tasks are also referred to as control actions. As
the emphasis shifts from long term towards short-term tasks the
involvement of the operation manager increases.

Diworth (1992:18) classifies the decisions and activities of an
operation manager in detail using the management functions as a
starting point. These decisions and activities are listed in Table 2.5

Table 2.5 Decisions and Activities of Managers in Operations (Grouped
according to familiar management functions)

Planning

Establish the mix of goods and services to be provided
Plan the locations of facilities

Plan the capacities of plants and work centres

Decide what production methods to use for each item
Plan acquisitions of equipment

Amrange facilities and equipment

Decide on the number of shifts and work hours

Set the master schedule of what products to make when
Establish improvement projects or other projects
Organise changes in new processes or procedures

Organising

Centralise or decentralise operations

Organise by functions, products, or hybrid arrangement
Establish work centre assignments

Assign responsibility’ for every activity

Arange supplier and subcontractor networks




Table 2.5 (Continued...)

Establish maintenance policies
Controlling

Encourage pride in performing as expected
Compare costs to budgets .
Compare actual labour hours to standard
Inspect quality levels

Compare work progress to schedule
Compare inventory level to targets

Directing

Establish provisions of union contracts
Establish personnel policies

Establish employment contracts

Issue job assignments and instructions
Issue routings and move tickets

Issue dispatch lists

Motivating

Challenge through leadership examples, specific objectives, and expectations
Encourage through praise, recognition, and other intangibles

Motivate through tangible reward system

Motivate through enriched jobs and challenging assignments

Coordinating

Coordinate through use of common forecasts and master schedules

Coordinate through common, standardised databases

Observe actual performance and recommend needed performance

Report, inform, and communicate

Coordinate purchases, deliveries, design changes, maintenance activities, tooling
Respond to customer inquiries about status of orders

Training and Developing Personnel

Show a better way

Encourage employees to seek a better way
Give more advanced job assignments
Support employees in training programs

All the decisions and activities as listed in table 2.5 were used in the
construction of the questionnaire that was sent out to industry.
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A workshop held by Standard Bank of South Africa (28/03/1996)
highlighted the following tasks of an operations manager: To foster
team work, to provide a secure, cost effective and résponsive service
delivery infrastructure, to watch over productivity, to ensure that the
right people are employed in the right jobs, to check compliance with
proCedures, to influence sustainable long term profit growth and to
enable line focus on service.

2.9.3 Responsibilities

Adam and Ebert (1992:7) define responsibilty as “the duty to

command”

Jensen recognised that operations managers in bank branches had the
talent and energy to turn their operations successfully around but that
their sense of power was missing (lvancevich & Matteson,1996:389).

Chase and Aquilano (1991:11) allocates the responsibility to ensure
good operating procedures for tellers, que clearing procedures,
collections and transaction in branches to operations managers.

“Operations is a staff function which has a pivotal role to play in
ensuring that line management is empowered to accept the new order
and is equipped and supported in every way to execute its role
completely” (SBSA,1996: 1).

2.9.4 Techniques

It seems that operations management relies heavily on the creation
and utilisation of optimising techniques. Optimising techniques is any



model, method, technique and or piece of equipment which can assist
the operations manager with the decision making process (Churr &
Gouws, 1980:27).

Referring to the definitions of operations managément (2:30) one will
notice that most of the definitions take note of the utilisation of
techniques that exits to aid the operation manager in his or her task. It
has also already been discussed that some authors do not believe
that both services and manufacturing operations managers can use
the same techniques. ' .

Referring to Figure 2.2 Operétior;s management as an open system,
a list of techniques is provided that the operations manager can use.
Churr and Gouws (1980: 27-30) provide a list of techniques that are
shown in Table 2.6. In paragraph 2.9.5, a description is provided for
most of the techniques. These techniques, as found in the literature,
were incorporated into the questionnaires that were sent out to
industry.

Harris (1989:62) maintains that many management techniques have
been badly applied over the years. This has caused many people to
blame the techniques themselves rather than the manner of their
application. Harris did not mention any technique specifically but
referred to the techniques in general.

Adam and Ebert (1992:34) state that “Modern management needs to

transfer manufacturing concept, techniques, and skills to the service
sector. With an understanding of operations management, managers
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of service operations might well be able to bring about needed

improvements in quality,

organisations”

effectiveness and efficiency in their

Table 2.6 Techniques used by Operations Managers — (Churr &Gouws

1980)
Number | Description
1 Work Study
2 Break — even analysis
3 Networks ( PERT and CPM)
4 Decision trees
5 Queuing theory
6 Linear programming
7 Forecasting
8 - Regression analysis
9 Quantitative methods
10 Simulation
11 Inventory control
12 Statistical Process Control
13 Job design
14 Performance appraisal systems
16 Incentive schemes
16 Make or buy
17 Productivity indexes
18 Budgeting
19 Financial analysis and control
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Harris is the only author who, with practical examples indicates which
of the techniques can successfully be used in services. “ All these
techniques are popularly known as “Management Services
techniques” (Harris, 1989:62). -

2.9.5 Description of techniques used

A short description of the various techniques and what they aim to
teach follows:

a. Forecasting: Decisions as to what will happen in the future
need to be made by managers. Investments in new products
are made without really knowing what the profits will be.
Managers trying to reduce the uncertainty and make better
estimates as to what will happen in the future.

b. Decision theory. Success or failure in life depends on the
decisions that one makes. One decision may make the
difference between a successful career and an unsuccessful
one. Decision theory is an analytical and systematic approach
to studying decision making. Mathematical models are useful
in helping managers to make the best possible decision. A
good decision is based on logic. It considers all available data
and possible alternatives, and applies quantitative data.

C. Statistical Quality Control. For almost every product or service

there is more than one organisation trying to make a sale.
Price is an important factor, but quality is often the major
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factor. Poor quality can be very expensive. One of the major
roles of an organisation is to ensure that the organisation
provides quality products at the right pIaCe, at the right time,
and at the right price. The major dimensions of quality and the
evolution of quality as a major management issue need to be
understood. The most important statistical methodology for
quality management is statistical process control. Operations
managers must ensure that statistical tools are used and

processes that result in products or services are controlled.

Inventory control as a technique covers aspects related to
inventory. Inventory is any stored resource that is used to
satisfy a current or a future need. All organisations have some
type of inventory planning. A bank has methods to control its
inventory of cash. A planning and control system is therefor
required. Studying how organisations control their inventories
is equivalent to studying how they achieve their objectives by
supplying goods and services to their customers.

Linear Programming. Many management decisions are
geared towards making the best use of an organisation’s
resources. Linear programming is a widely used mathematical
technique designed to help managers in planning and decision
making relative to resource allocation. Computers are normally
used to solve real life problems.

Transportation models. The distribution of goods from one
point to a number of other points. Transportation models can
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be used when a firm is trying to locate a new facility, branch, or
warehouse.

Assignment models. This refers to the most efficient
assignment of people to projects, salespeople/to customers,
contracts to bidders and so on. The objectives of assignment
models are to minimise costs or total time taken to perform the
task at hand.

Project management.  Most projects that organisations
~undertake are large and complex. If it is a difficuit problem, thef
risk of failure is high. Project Management makes use of two
techniques: PERT (Programme Evaluation and Review
Technique) and CPM (Critical Path Method) to help managers
plan, schedule, monitor and control large and complex
problems.

Capacity Planning. An operations manager needs to know the
amount of work the unit can cope with. In manufacturing, it is
easier to see the link between output and resources. In the
service sector, many services are customer driven and there is
a tendency for more frequent peaks. In some clerical work the
increase and decrease in demand is less obviously noticed.
There is also a cost element involved. Where work is being
"done in any capacity there is a need for the operations
manager to have a clear idea of the time scale of operations so
that suitable strategies can be adopted to cope with demand
change. This brings up the work content of a product that has
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to be measured of a product to assist the manager in the
planning process.

Work Study. This technique consists of two sections. Method
Study and Work measurement with the aim of improving
productivity, eliminating ineffective time and controlling cost.

Method study records both the physical and the information
systems. Charts and diagrams are used. to illustrate the
present system or proposed system. The most important part
~of any problem solving or decision-making activity is that of
identifying what choices of action are available. Critical
examination is applied to present and/ or proposed systems.
Method study is a systematic approach. It takes into
consideration all resources. it provides a systematic way of
developing better methods.

Work measurement provides management with a means of
measuring the time taken to perform task. The correct work
measurement technique must be used. Method Study and
Work Measurement are the major techniques in which a
Management Services Practitioner specialises in. Method
study could be taught to all employees but Work Measurement
should only be conducted by a professional Management
Services Practitioner.

Layout and handling. Layouts have great potential in
enhancing productivity within service facilities. Operations
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managers need to know the principles that apply in developing
an optimum layout within their current or new facilities.

L Simulation. To simulate reality in practical situations. Through
role play a suitable solution is found.

m. Job design. To design a job to suit the individual so that the job
synchronises with other jobs in the organisation.

210 CONCLUSION

This literature survey in opératibns management, which examines
earlier historical development of operations research, reveals that the
focus is almost entirely on current issues. Research articles take an
even more narrow view. Operations management is a modemn
profession but it is hampered by a horison limited by World War II.
The limited focus on postwar developments and current issues gives
no insight into the prewar foundations and longer-term forces that
have shaped them.

Few books and articles cover operations management in detail;
others provided only a page or two. Two publications were found
which cover South African issues. One does not even include a
chapter on the origin of operations management. From this the
assertion that the profession is ignorant of its beginnings is
undeniable.
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Most books and articles on operations management mentioned its
history, and this reveals a wide interest in the subject. However, the
negligible content on operations management in a high proportion of
these textbooks shows that the authors do not know enough about or
do not have much to say about the history of operations
management. The examples used were superficial and repetitious.
Adam Smith appears repeatedly but with little discussion of his work
or its impact. Others like Eli Whitney and Frederick Taylor are also
only superficially covered. In these publications, the reader receives
only a bare description of facts without any information on how and
why these developments are influential. If more were known about the
history of operations management these same, superficial examples
would not keep reappearing.

Research ignores the prewar past. Articles only frequently and then
casually assert that production has always needed to be managed.
Dilworth is one of the few authors who devoted a large part of his two
works to the history and development of operations management. In
his own words, he was trying to keep in mind the several major forces
that are helping to reshape the field of operations management.
Harris published a book in 1989 covering only services, but gives no
reference to the development of operations management.

Prentis and Everette see the origins of operations management
dating back to the pyramids but moves swiftly through the 1700 and
1800’s in one sentence. Smith and Taylor are mentioned briefly and
Monks describe operations management as the foundation for all
management disciplines.



Wilson (1995: 62) has the following to say about this: “These beliefs
are unsubstantiated: they provide no evidence of historical study, nor
do they show systematic thinking about the development of
operations management. They do not identify precursors of
operations management ideas, thinkers, activities, or systems.
Operations management may have always existed, but this is no
basis for believing that any‘ theory or consistent practice was
identified.”

Production systems and thinking did not just happen; they took
generations to develop. .These developments deserve more

discussion and analysis than they have received from the profession.

(Wilson, 1995:63) believes that even operations researchers should
examine the origins of their discipline in work undertaken in World
War Il and that it is an anomaly that operations management
professionals have not more actively investigated their own
discipline's origins and development.

The fundamental point is that historical developments need
specialised analysis to appreciate their significance for the profession.
There is no evidence that this is being done, or that historical
information is widely known in the profession: ignorance prevails

The role of the operations manager is spelled out in manufacturing
where it is seen as a function, mainly the production function. Iif one
looks at the definitions of line versus functional management and
reexamined the defintions one would notice that the service industry
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see operations management more as a service function than a line
finction.

Figure 2.2 explained operations management as an open system. In
the transformation procesé three of the traditional -management
functions, namely Planning, Organising and Controlling were listed as
well as the tools and techniques available to assist the operations
manager in the transformation process. Operations management as a
functional unit was discussed. The objectives .of an operations
management function and the strategic role it should fulfill were
supported by various authors.

There seems to be consensus between various authors regarding the
skills, tasks, and responsibilities of the operations manager. Table 2.5
which summarises the decisions and activities of an opefations
manager as found in the literature has been used in the construction
of the questionnaires that were sent out to industry.

As far as the techniques are concerned, all the authors have one
thing in common; a statement that says, “the techniques of
manufacturing can be applied to the service industry as well”. Which
of the techniques are applied and how they are applied in services
are addressed in only one of the many books available on the topic. A
short description of each one of the techniques was given in the
chapter. In constructing the questionnaire, all techniques found in the
literature were listed and respondents were asked to tick the ones
they are currently using.
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CHAPTER THREE
COLLECTION AND ANALYSIS OF DATA

3.1 RESEARCH PARTICIPANTS

For the purpose of the research, two populations were surveyed. The
first population was defined as persons witﬁ the designation
“Operations Manager” at three major banking groups. Arﬁalgamated
Banks of South Africa (the .Norih West Province), Standard Bank of
South Africa and First National Bank. The second consists of the total
academic population in the field of Production Management at South
African Technikons.

The second population, namely the academic staff at South Africa
technikons who offer the course in Production Management, were
contacted and questionnaires were forwarded to them.

3.2 THE SURVEY AND DATA COLLECTION

As a descriptive technique, a survey was used. The survey describes
the given state of affairs with the use of interviews and

questionnaires.
Operations Managers at the various banks accepted the -

questionnaires and distributed them to the relevant employees to fill

out.
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As far as the various technikons are concerned, a personal visit,
where possible, was made to technikons offering the programme.
The questionnaires were handed ‘personally to the heads of
departments. The questionnaires were completed by all academic
staff who are involved in the training of production management
students. '

3.3 RESEARCH METHODOLOGY

The research was conducted in two phases. The literature study carried
out in Chapter two covers the origin and development of operations
management as a discipline. Chapter two also explains the nature of
operations management, the strategic role of the operations function,
the skills, tasks and responsibilities of the operations manager as
revealed in the literature.

A survey was conducted. From the information gathered in the
literature study a questionnaire was developed. The questionnaires
were sent out to the selected individuals. The analysis of the
questionnaires and the interpretation of the answers are covered in this
chapter. Telephonic interviews were conducted if certain answers were

unclear.
34 SAMPLE
-Use was made of haphazard sampling for the banking industry.

Haphazard sampling is a non-probability sampling technique whereby
the sample of participants selected was based on convenience.
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As far as the technikons are concerned they were selected using the
same haphazard sampling technique. Only technikons who were
visited and whose pérsonnel_ were wiling to complete the
questionnaires were used.

The followihg technikons are thus included in the study:
e Technikon SA

e Natal

 Pretoria

e ML Sultan

o Witwatersrand

Technikon Vaal Triangle is not included in the study, due to their lack of
experience and knowledge in the field of production management at the
time of the research. Technikons Port Elizabeth and Peninsula were
not approached to participate in the study, due to a lack of
communication between the researcher and the two technikons.

3.5 INSTRUCTIONS TO PARTICIPANTS
A cover letter was drawn up with specific instructions to all research
participants. (Annexure A). This cover letter explained the purpose of

the study and the task expected from them.

3.6 INSTITUTIONAL APPROVAL
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The three major bank groups were approached, the questionnaire
(Annexure B) was discussed and approval was given for the
questionnaires to be distributed.

The same approach was followed with the relevant faculties at the
various technikons. '

3.7 DATA ANALYSIS
3.7.1 Number of questionnaires returned

Sixty-two questionnaires were sent out to the various banks. First
National Bank‘retumed five completed questionnaires. ABSA (NWP)
retumed twenty-one and the Standard bank of South Africa retumed
ten. Hence 58% of the total questionnaires send out to the banking
“industry were received back. A summary of the results can be seen in
Table 3.1.

Table 3.1. Summary of questionnaires returned - banking

industry

BANK Number of Number of % questionnaires

questionnaires sent questionnaires retumed

out - retumed completed
ABSA 37 21 56.57
SBSA 10 10 100
FNB 15 5 33.33
TOTAL 62 35 58
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Figure 3.1 shows the reSults using the actual number of questionnaires
sent out. The 100% retum figure from SBSA can be misleading
because thé questionnaires were given to the regions operations
managers and not to the operations managers in branches as is the
case with ABSA (NWP). FNB gave their questionnaires to various
employees bearing the title operations manager. No specific control
were exercise in house to ensure the retum of the questionnaires. Mény

questionnaires were misplaced.

Figure 3.1 Comparison between banks - percentage
questionnaires returned

ABSA SBSA FNB

3.7.2. Questionnaires retumned by the technikon academic
population

As table 3.2 illustrates a total of eleven questionnaires were sent out to
the selected technikons. All eleven questionnaires were returned
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completed. Three technikons were not included in the study but as has
been discussed the technikons were haphazardly selected based on
convenience.

Figure 3.2 illustrates the retum of the questionnaires. The academic
population is small and the fact that the questionnaires were given to
them and personal contact was established ensured this good
response.

Table 3.2. Summary of questionnaires - academic staff of technikons

Technikon Number of Number of % of

questionnaires questionnaires questionnaires
send out received back returmned

Natal 1 1 100

ML Sultan 4 4 100

Pretoria 3 ) 3 100

Southem Africa | 2 2 100

Wits 1 1 100

TOTAL 11 11 100
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Figure 3.2. Percentage questionnaires returned -

technikons
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3.7.3 Questionnaire Construction (ANNEXURE B)

When constructing the questionnaire it was important to keep the

research question in mind namely:

Does the current B-Tech (this would include the National Diploma) in
Production - Management meet the needs of students who are
preparing to enter the service industry as Operations Managers?
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The questionnaire was constructed by using closed questions that
required respondents to choose from either a limited number of
predetermined responses or just one response.

The questions were at all times ‘kept single barreled. Respondents, for
example, could not choose a value between three and four. Ambiguous
questions were identified and eliminated before the questionnaires were
distributed.

The questionnaire is divided into six sections.

A BACKGROUND INFORMATION

B: CURRENT PROFILE OF THE OPERATIONS MANAGER

C: DECISIONS AND ACTIVITIES OF THE OPERATIONS
MANAGER

D:  TECHNIQUES USED IN OPERATIONS MANAGEMENT

E: CHARACTERISTICS OF AN OPERATIONS MANAGER

F: FURTHER CONTACT

Section A covered background information regarding the company, the
type of service provided and the number of branches or sales outlets.

Section B covered questions on the current profile of the operations
manager. Specific questions regarding age, sex, qualifications and

years of involvement in the field of operations management were asked.

Section C of the questionnaire dealt with decisions and activities of an
operations manager. The construction of section C relied on what the
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theory and the current curriculum suggest an operation manager is or
should be concemed with. The questions in section C were grouped
according to familiar management functions (Chapter 2, Table 2.5.).
The respondents were asked to tick the activities most appropriate to
their current situation. Provision was made for the respondent to list

any other techniques or skills not covered.

Section D covered the techniques with which an operations manager
should be equipped to carry out his or her tasks as suggested by the
literature. These techniques were discussed and explained in Chapter
2. The respondents were asked to select the ones most appropriate to

their current situation.
Section E covered questions applicable to the characteristics of an
operations manager. Weights between one to five were allocated to

each statement. The weights were anchored at the ends. The
characteristics found in Dilworth and some were added on ad hoc basis.

Section F thanked respondents for their participation and asked if the
researcher might make further contact with them, if necessary.

3.8 ANALYSIS OF QUESTIONNAIRES - BANKING INDUSTRY

Percentages computed are based on the questionnaires retumed and
not on the total number of questionnaires sent out.

The banking industry's response is first analysed and discussed.
Thereafter the various technikons views are analysed and discussed. A
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comparison will then be made between the response from the banking
industry and the response from the technikon’s academic staff.

Analysis of the questionnaires is presented in the same order as the
questions in the questionnaires. The aim with each section is explained
and analysis of each question is then presented.

3.8.1 Section A - Background information - banking industry.

Part A covered background information regarding the company,
whether it is a subsidiary of another company or not, specific services
provided by the branch and the number of branches currently operated
in South Africa.

The overall aim of this section is to determine in which type of
environment the operations managers in the banking industry are
employed. The percentage of respondents who answered Section A,
question i-iii are shown in Figure 3.3.
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Figure 3.3. Percentage of respondents answering Section A
Qi-iii

Qi Qii Qiii

"Questions
3.8.1.1 Analysis of questions - Section A.
Q i) What are the main products/services covered by your

organisatior/ business activities?

Figure 3.4 shows the classification of services provided as reported by
the respondents. A total of 77.77% responded that the major product,
and services of their branches was concemed with finance, services,
general banking, administration, maintenance and client services. The
provision of meals to management was reported by 2.77% as their main
activity.
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Question Ai was not answered by 19.46% of the respondents. After a
few telephonic interviews it became clear that the respondents thought

it was not necessary to be specific, seeing that the questionnaires were

Figure 3.4. Type of environment operations managers are
employed in :
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sent to the banking industry.
Q i) Is your organisation a subsidiary of another organisation?

The aim of this question is to determine whether operation managers
are employed in a subsidiary organisation or at a major organisation. As
illustrated in Figure 3.5 when asked if their organisation is a subsidiary
of another organisation 38.88% of the respondents reported yes. Of the
respondents 19.44% reported no and 47.22% did not respond.
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Figure 3.5. Response to Section A Qii

% 25

Yes No No reply

The difference in the “yes and no” resulted from the fact that employees
in the ABSA group who worked for other group banks before
amalgamation still do not see themselves as part of ABSA, but rather
they still see ABSA as their parent company. This fact became clear
when the questionnaires were further analysed.

Q iii) How many sales outiets/ branches does your company
currently operate in South Africa?

The aim of this question was to determine the number of operations
managers employed per number of sales outlets or branches. The
difference in answers provided made it impossible to determine this.
Table 3.3 shows the difference in the number of branches reported by
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the respondents. Averages were calculated, the range indicated and
the standard deviation per group was also calculated.

Table 3.3. Difference in number of branches reported.

SAMPLE

INSTITUTION X RANGE
STANDARD DEVIATION
First National Bank 5674 10-1600 647,324
Amalgamated Banks 817,43 .
of South Africa 600-30 000 6369,07
Standard Bank of 269,75
South Africa | 25-900 310,131

At first glance, it seems that the respondents did not know how many
branches their organisation cumrently operates in South Africa and that
they made guesses. After tel"ephonic interviews to clear the deviation
from the mean, it was confirmed that some operations managers
interpreted this question to relate to their specific region and some to
the total. This is true for all three banks. From this it can be concluded
that the question was too open and should have been more specific in
order to guide the respondents towards what the researcher was
looking for. V
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3.8.2 Section B - Current Profile of an Operations Manager —
Banking Industry

These data was collected to shed some light on the current profile of
the operations manager. Aspects such as sex, age, years of experience
in the field of operations management and qualifications obtained, if
any. The s{atistics are bésed on the number of questionnaires returned.

According to the information shown in Figure 3.6 there seems to be
equal employment opportunity for males and females as operations
managers in the banking industry.

Figure 3.6. Percentage of males versus females employed -
all banks

Male Female

Gender
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Figure 3.7. Gender employed per banking group
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Analysis of Figure 3.7 indicates that 80% of FNB operations managers
are males and 20% are females. SBSA has only appointed males in
the position of operations manager. ABSA has 80.95% females
appointed in the position of operations manager, and 19.05% of
operations managers are held by males.

72



Figure 3.8. Age distribution of the operations manager - all
banks
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Figure 3.8. shows that of the respondents 5.55% are between the age
of 21 to 30 years, 44.445 are between 31 and 40 years of age and 33%
is between 41 and 50 years of age. Only 5.55% is older than 51 years.
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Figure 3.9. shows the average age of female operations manager at
FNB. It is shown that 20% of the respondents from FNB are females
and falls within the age group 3140 years.

Figure 3.9. Average age - females - FNB

Age - years
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Figure 3.10 shows that there is a normal distribution skewed to the right
amongst females in the ABSA (NWP) region. Statistics show that
36.84% of females employed fall within the age group 31-40 years and
that 27.77% fall within the age group 41-50 years. It has been
calculated that 5.55% of females are between 21-30 years and that
555% are older than 50 years. Three female respondents from the
ABSA (NWP) group didvnot reveal their age and were excluded from
the graph.

Figure 3.10. Average age - females- ABSA (NWP)
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Figures 3.11- 3.13 show the age distribution of males in the various
banks. SBSA, who only have males appointed in this position have
younger males employed compared to FNB and ABSA (NWP).

Figure 3.11. Average age - males - SBSA
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~ Age - Years
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Figure 3.11 shows that 50% of the operations managers employed at
SBSA are in the age group 21 30 years, 30% are between 31-40 years
and 10% between 41-50 years of age. Only 10% of the respondents did
not respond to this question.

If one compares Figure 3.11 with figure 3.12 and 3.13 it can be seen
that the average age of the operations managers in FNB and ABSA is
31 years and older for the other two groups. The other two groups sent
their questionnaires mainly to branch managers whereas SBSA send
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theirs to regional managers. Results might have differ if branch
managers from SBSA have been included in the study.

Figure 3.12. Average age - males - FNB
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Figure 3.13. Avéarge age - males - ABSA
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For the purpose of this research, it was important to determine how
many operations managers were appointed or promoted to the position
of an operations manger. It was also important to determine the number

of year’s experience they have.

As figure 3.14 shows 47.22% of the operations managers, have
experience of five years and less in the field of operations management.

Figure 3.14. Years of experience in the field of operations
management - all banks
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Figure 3.14 also shows that 20% of the operations managers have
between six and ten year's experience in the field of operations
management. Hence, 67.22% of the operations managers therefore

have less than ten years experience.

78



Figure 3.15 shows that 40% of FNB operations managers have more
than five years experience and 40% have more than eleven years
experience. Only 20% of FNB respondents have more than sixteen

years of experience but less than twenty years experience.

Figure 3.15 FNB: Years of experience in the field of
operations management
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Figure 3.16 illustrates the years of experience at ABSA bank. Of the
respondents from ABSA 70% of the operations managers have less
than five years experience. The rest of the respondents have more
than 5 years but less than 30 years experience in the field of
operations management.

Figure 3.16 ABSA (NWP): Yeafs of experience in the
field of opgrations management
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Figure 3.17 Years of experience in the field of
operations management - SBSA
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In Figure 3.17 above illustrates that 44% of the operations managers
employed at SBSA have between six years experience and 10 years
experience in the field of operations management. Of the operations
managers who responded to the question 20% have less than 5 years
experience. The rest of the field has more than eleven years of
experience but less than 30 years experience in the field of
operations management.
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Figure 3.18 shows that 54.28% of operations managers were promoted
to the operations management position, 40% of the respondents were

appointed, 2.85% indicated that they are not operations manager by
choice and 2.85% made no comment.

Figure 3.18. How position of operations manager was
attained - all banks
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If one studies 3.18 it is clear that intemal promotion seems to be the
main route to operations manager in the banking industry.
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Figure 3.19 shows that 38.09% of operations managers in ABSA
(NWP) are operations managers by appointment, 57.14% were
promoted into the position and 4.76% indicated that it is not their choice.
It also shows that ABSA favours internal promotion to operations

manager.

Figure 3.19 How position of operations manager was
attained - ABSA(NWP)
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Figure 3.20 shows that all operations managers who responded to this
question were promoted into the position of operations manager.

Figure 3.20 Position obtained of an operation manager - FNB
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Figure 3.21 above shows SBSA. Of their operations managers
66.66% were appointed into the position of operations manager and
22.22% were promoted internally. Of the respondents 11.02% made

no comment.
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3.8.3 Current Qualifications Of Operations Managers

Of the respondents 85.58% have matric, 2.85% have grade 9 and
11.57% have a tertiary qualification. Of the respondents 14% felt that
a tertiary qualification was not required to do the job. The results per
banking group are summarised in Table 3.4. |

Table 3.4. Qualifications per banking group

Banks Std 8 | Matric | Tertiary % tertiary % currently
% % | Qualification | qualification | studying -
% no required | further
FNB 20 40 40 0 0
ABSA 0 100 0 19 4.76
(NWP)
SBSA |0 |77.77 |22.22 11.11 1111

None of the respondents indicated that they have obtained any other
qualification in example through in - house training courses. It can be
concluded therefor that the banking industry feels that banking
expeﬁence is the only prerequisite for the position of operations

manager.

3.9 CONCLUSION OF SECTION AANDB

¢ The average age of an operations manager, in general is between
31-40 years. The average experience for 47.22% of them is
between 0-5 years in the field of operations management.
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SBSA prefers to appoint males in the post of an operation manager.
Their average age is 21-30 years and their average experience is
between 6-10 years. Of the operations managers 44% have
operations management experience of between 6-10 years
experience and 66.6% obtained their post by appointment, rather
than internal promotion.

ABSA (NWP) appoints females in the post of operations manager.
They have 5 or less years experience in the field. The average age
of the operations managers is between 31-40 years and 57.14%
attained their post by internal promotion.

FNB employs 80% males and 20% females. The age range of both
genders in 31-50 years. Of these 40% have between 0-5 years
experience and 40% have between 11-15 years experience in the
field of operations managément. All the respondents were internally
promoted to their posts.

3.10 SECTION C - DECISIONS AND ACTIVITIES OF AN

OPERATIONS MANAGER

This part of the questionnaire was constructed using Table 2.5 in
Chapter two as a basis. The activities were grouped according to the
familiar management functions as explained in Chapter two.
Respondents were asked to tick the appropriate control box most
applicable under the function to their current situation.

Percentages are based on the number of questionnaires filled out.
The basis for calculations for this section onwards is 35 and not 36 as
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in the previous statistics due to the fact that one of the respondents
did not return this part of the questionnaire.

This section was devided up into seven categories namely:

Plannihg, Organising, Controlling, Directing, Motivating, Coordinating
and Devélopment and ‘Training of personnel. A list of activities
associated with each of these categories was provided. A summary of
the findings follows in the form of tables and graphs. A summary per
ban'king group is not given but is available on request.

3.10.1 Planning

Table 3.5 provides a list of the activities that were listed under
planning. The percentages are ranked from the highest to the least.

Table 3.5 Activities listed — Planning - all banks

Number | Activity %

1 Arrange facilities and equipment 77.14
2 Organise changes in processes and procedures 71.43
3 Plan acquisition of equipment 68.57
4 Decide on the number of shifts and man hours 65.71
5 Establish improvements of projects 62.68
6 Plan the capacity of work centres 60.00
7 Plan the location of facilities 48.57
8 Set the master schedule 4571 |
9 Decide what methods and procedures to use for each project | 34.29
10 Establish the mix of products and services to be provided 3143
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The activities are also represented Figure 3.22. As can be seen
77.14% indicated that the arangement of facilities and equipment
makes up a large percentage of their overall activities. It was
indicated by 71.43% of the respondents that the organisation of
procedures and processes takes second priority. Only 34.29%
indicated that they are involved in decisions about what procedures
and methods to use. Further statistics showed that 68.57 % indicated
that they are involved in the acquisition of equipment, and 60% are
involved in the capacity planning of the centres. The establishment of
the mix of services and products was indicated by 31.43% as part of
what they are currently doing.

Figure 3.22 Decisions and activities of the operations
manager - Planning - all banks
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3.10.2 Organising

The term Organising refers to the task of the operations manager to
intentionally structure roles within the operations sub - systems.
Authority and responsibility must be assigned to achieve organisational
goals. Table 3.6 provides a list of the activities with the corresponding
percentages. The statistics indicated that 77.14% of operations
managers reported that they have to assign responsibilities for every
work centre, whilst work centre assignments are 6nly established by
42.85%. This leaves a question mark as to who plans the assignments.
None of the banking groupé could be singled out in terms of planning
and or assignment of work centre work.

Table 3.6 Decisions and activities of an operations manager —
Organising - all banks

Number | Activities ' %

1 Assign responsibility for every work centre 77.14
2 Organise services by functions, products 60

3 Establish maintenance policies 48.57
4 Centralising or decentralising operations 42.86
5 Establish work centre assignments 42.85
3.103 Controlling

The controlling function ensures that the plans of the operations
subsystems are accomplished. The operations manager must
exercise contral, and outputs must be measured to see if they
conform to what has been planned. The list of activities provided to
the respondents is summarised in Table 3.7.
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Table 3.7 Decisions and activities of operations manager -

Controlling - all banks

Number Activities %
1 Compare cost to budget 91.43
2 Inspect quality level of service 82.86
3 Compare actual labour hours to standards 80
4 Encourage pride in performing as expected 77.14
5 Compare inventory levels to targets 60
6 Compare work progress to schedule 28

The comparison of cost to budget was indicated by 91.43% of the

respondents as one of their current activities. Results showed that

80% indicated that quality levels and the comparison of labour hours

worked to standard is a common activity. The comparison of work

progress to schedule is only 28% and it might be expected that this

would be higher. Figure 3.23 represents the resulits obtained for the

function controlling.

Figure 3.23 Decisions and activities of operations
manager - Controlling - all banks

1 2 3 4 5 6
Activities

90




3.10.4 Directing

Table 3.8 Decisions and activities of the operations .manager -
Directing — all banks

Number Activities %

1 _ | Issue job assignments and instructions 97.14
2 Establish employment contracts 40
3 Establish personnel policies 34.29

Table 3.8 lists three activities associated with directing. The issuing of
job assignment and instructions were indicated by 97.14% of
respondents as one of the activities they spend time on. As indicated
the establishment of employment contracts and personnel policies is
indicated by 40% of the respondents; and 34.29% indicated that the
establishing of personnel policies is part of their job.

3.10.5 Motivating

Table 3.9 lists four activities that are associated with motivation.
Three of the activities have been indicated by 60% or more as being
part of their current job. These activities are; encourage through
praisé and recognition, challenge sub — ordinates through leadership
examples and to motivate through enriched jobs and challenging

assignments.

91




Table 3.9 Decisions and activities of operations managers -
Motivating — all banks

Number | Activities | %
1 Encourage through praise, recognition 77.14
2 Challenge through leadership examples 74.28
3 -] Motivate through enriched jobs and challenging assignments 60
4 Motivating through tangible reward system 48.57

The results can be seen in Figure 2.24. Results indicate that 48.57%
of the respondents are 'currently motivating staff through tangible
reward systems. Again, no spéciﬂc banking group stood out in this
analysis.

Figure 3.24 Decisions and activities of operations
managers - Motivating

Activities
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3.10.6 Co-ordinating

Table 3.10 provides a key with the percentages for the managerial

function co-ordinating. To report inform and to communicate has been
indicated by 80% as part of their job and 74.29% indicated that the
observation of actual performance versus planned performance is

part of their job.

Table 3.10 Decisions and activities of operations managers —

Co-ordinating - all banks

NUMBER | ACTIVITIES

%

1 Report inform and communicate 80

2 Observed actual performance and recommended needed 74.29
performance

3 Co-ordinate purchases, deliveries, design changes and 62.85
maintenance activities

4 Respond to customer inquiries about status of orders 51.43

5 Co-ordinating through use of common forecast and master 45.71
schedules

6 Co-ordinating through common, standardised data basis 45.71

Figure 3.25 is a graphical representation of the activities as indicated

by the respondents.

Figure 3.25 Decisions and activities of operations
manager - Co-ordinating
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- 3.10.7

Training and developing personnel.

As shown in Table 3.11 supporting employees in training programmes

has been indicated by 91.43% of the respondents as one of their

responsibilities. Encouraging employees to seek better ways of doing

work has been indicated by 77.14% as one of their responsibilities.

Assigning more advanced job' assignments has been indicated by

48.57% as a responsibility.

Table 3.11 Decisions and activities of operations manager —

Training and developing personnel — all banks

NUMBER ACTIVITIES %

1 Support employees in training programmes 91.43
2 Encourage employees to seek a better way 77.14
3 Show sub-ordinates a better way 62.86
4 Give more advanced job assignments 48.57
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Figure 3.26 Decisions and activities of operations manager - Training
and developing personnel

Activities

Figure 3.26 summarises the findings of the respondents for training
and developing of personnel.

3.1 SECTION D - TECHNIQUES USED IN OPERATIONS
MANAGEMENT

The list of techniques presented in Table 3.12 is, according to the
literature, the most applicable in the field of operations management.
(Refer to figure 2.2).

Respondents were asked to indicate which of the techniques they

use in their current environment. Table 3.12 provides a summary
of the findings.
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Table 3.12 A summary of techniques used in operations
Management — all banks

NUMBER ACTIVITIES %

1 Statistical Quality Control : 75

2 Work Measurement 72.22
3 Job Design 61.11
4 Work Study 55.55
5 Method Study 41.66
6 Layout Facilities : 41.66
7 Project Management 38.88
8 Incentive Schemes 36.11
9 Forecasting Demand 36.11
10 Waiting Lines 30.55
11 Capacity Demands 30.55
12 Facility Location ' 27.77
13 Decision Theory- - 25

14 Transportation Models 16

15 Linear Programming 8.33

There is little discrepancy between the three banking groups as to
which of the techniques are currently used most.

Results indicated that 75% agreed that Statistical and Quality control
as a technique is used on a regular basis. Of the respondents
72.22% indicated thaf work measurement is currently used and
61.11% need to design jobs as part of their daily work. Work-Study as
a technique was indicated by 55.55% of respondents as a technique
that they currently use. Method Study was indicated by 41.66%.

3.12 SECTION E — CHARACTERISTICS OF AN OPERATIONS
MANAGER

The aim of this section was to determine the characteristics of an
operations manager. It can be assumed from the age analysis of an
operations manager (Figure 3.8), that they would be able to recognise
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the characteristics that have assisted them in pursuing the career of
an operations manager.

Twelve characteristics were listed, a scale of 1 to 5 was provided. If a
participant selected a weight of one he or she would totally disagree
with the characteristic. If a respondent selected a weight of two the
characteriétic is considered a plus point but not a must. A weight of
three or four was allocated if the respondent felt in most cases that
the characteristic is a requirement. A weight of five was allocated
when a participant strongly agreed with the characteristic. All weights
are anchored at the end.

Table 3.13 pfovides a list of the characteristics. The characteristics
were listed in order of support as indicated by the respondents.
Percentages are based on the actual number of questionnaires
returned. No specific order of importance was indicated by the

literature.

Table 3.13 Characteristic of an operations manager — all banks

NUMBER | CHARACTERISTICS %
1 Be able to apply sound judgement in detemmining the 85
seriousness of problems

2 Be a strong communicator , 79
3 Have sound management skills 74
4 Have strong people skills 74
5 Be able to negotiate on all levels 71
6 Be a firm decision maker 65
7 Be able to delegate effectively 62
'8 Be able to handie authority 59
9 Be an innovative person 59
10 Have a sound knowledge of organisations and methods 56
11 | Have experience in the type of service offered 50
12 Be able to adapt to change 50
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Results, other than those in Table 3.13 are provided in the
discussions. The percentages not shown in the table were calculated
based on the weight one to four. Detail results are available in
request. A discussion of Table 3.13 follows.

3.121 Be able to apply sound judgement in determining
the seriousness of problems.

Results indicate that 85% of the respondents consider this to be the
most important factor. Figure 3.27 shows clearly that this is
considered the most important characteristic.

3.12.2 Be a strong communicator

Of the respondents 79% strongly agree that being a strong
communicator helps in making a success of the task on hand.

3.12.3 Have sound management skills

Results indicate that 74% strongly agree that sound management
skills are important to the success of the job.

3.12.4 Have strong people skills
Results indicate that 74% strongly agree that to have strong people
skills is an important characteristic of an operations manager, Only

20.59% felt it is a must and 5.41% considered this characteristic as a
plus point only.
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3.12.5 Be able to negotiate on all levels

Results indicate that 71% strongly agree that that an operations
manager should be able to negotiate at all levels.

3.12.6 Be a firm decision maker

Of the respondents 65% strongly agree that an operations manager
must be a firm decision-maker, yet 85% indicated that the ability to
apply sound judgement in determihing the serious of problems was
an important characteristic to them. Of the respondents, 17.35% did
not respond to this question. |

3.12.7 Be able to delegate effectively

Results indicate that 62%- strongly agree with this characteristic,
65.29% felt that it is necessary and only 2.71% totally disagreed.

3.12.8 Be able to handle authority
The ability to handle authority was indicated by 59% of the

respondents that they strongly agree and 38.23% feel that it is a must
to be able to handle authority.
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3.12.9 Be an innovative person

Of the respondents 59% strongly agreed and 38.23% felt it is
necessary to be an innovative person. Of the respondents 2.76%
respondents did not answer this question.

3.12.10 Have a sound knowledge of Organisation & Methods
Results indicate that 56% strongly agree that a sound knowledge of
organisation and methods is an important characteristic. Only 41.17%
felt in most cases it is necessary and 2.95% totally disagree.

3.12.11 Have experience in the type of service offered

Table 3.13 shows that 50% of the respondents strongly agree that
experience in the type of service is required.

3.12.12 Be able to adapt to change

Results indicated that 50% of the respondents strongly agreed that an
operations manager should be able to adapt to change.
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3.13 CONCLUSION FOR SECTIONE -
CHARACTERISTICS OF AN OPERATIONS MANAGER

Figure 3.27 summarises the characteristics in order of importance as
listed by the various operations managers. The activities are in the
~ same order as Table 3.13.

Figure 3.27 Characteristics of an operations
manager - all banks

1 2 3 45 6 7 8 9 1011 12
Activities

The activities were already discussed. Other calculations not shown
in tabular form or in the above graph indicate the following results. Of
the respondents 66% strongly agree that all the characteristics are
necessary. 31.51% felt strongly that they are required by allocating a
weight of four and 0.74% allocated a weight of two indicating that the
characteristic can be a plus. Only 1.74% strongly disagree with the
characteristics listed.
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Figure 3.27 graphically portrays the results obtained from the banking
industry. The lowest score obtained for a characteristic is the ability to
adapt to change and to have expefience in the field at 50%. All other
characteristics were rated higher. The highest was 85% for the ability
to apply sound judgement to the seriousness of problems.

3.14 ANALYSIS OF QUESTIONNAIRES - TECHNIKON
ACADEMIC STAFF

A total of eleven questionnaires from the various technikons was
analysed. '

3.14.1 Profile of lecturing staff at various technikons
Of the technikon respondents 91% are males and 9% are females.

The results are shown in Figure 3.28. All respondents have a
manufacturing background.

Figure3.28 Profile of academic staff - Technikons
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Figure 3.29 shows that 45.45% of academic staff are between the
ages of 3140 years. It was pointed out earlier on in this chapter that
31-40 years is the average age of an operations manager in the
banking industry.

Figure 3.29 Profile of an operations manager: Average
age of technikon staff '

21-30 31-40 41-50 . 50
Average age

Results indicaied that 36.36% of academic staff at technikons have
between 11-15 years of experience, which corresponds well with that

of industry in general.
Tasks and responsibilities of operations managers as seen by

academic staff will be discussed in detail in Chapter 4. It is in Chapter
4 that comparisons are drawn between industry and academic staff.
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CHAPTER 4

DISCUSSION OF FINDINGS OF
QUESTIONNAIRES

4.1. TASK AND RESPONSIBILITIES AS FOUND IN THE
BANKING INDUSTRY.

If the familiar management functions are disregarded and activities
are simply listed in order of importance as indicated by the banking
industry, the results are presented in Table 4.1.

The results indicate that 97% of the respondents consider the issuing
of job assignments and instructions as a major part of their normal
activities.

Comparing cost to budget and supporting employees in training
programmes has been indicated by 91.43% as the second activity.

It is interesting to note that out of the top ranked six activities, four are
controlling activities.

Activities 8 -14 are between 71.14% and 77.43%. These activities
include arranging facilities and equipment and encouraging personnel
in training. A telephonic interview confirmed that this means in-house
technical training and does not refer to other training, such as
presentation or industrial relation courses.
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Table 4.1

as found in the banking industry.

Task and responsibilities of an operation manager

NO | ACTIVITIES %

1 Issue job assignments and instructions 97.14
2 Compare costs to budget 91.43
3 Support employees in training programmes 91.43
4 Inspect quality level of service 82.86
5 Compare actual labour hours to standard 80

6 Compare work progress to schedule * 80

7 Report inform and communicate 80

8 Arrange facilities and equipment 77.14
9 Assign responsibility for every activity 77.14
10 | Encourage through praise and recognition 77.14
11 | Encourage employees to seek a better way 77.14
12 | Challenge through leadership examples 74.29
13 | Observe actual performance and recommend needed performance 74.29
14 | Organise changes in processes and procedures 7143
15 | Plan acquisition of equipment 68.57
16 | Decide on number of shifts and man-hours 65.71
17 | Establish improvement projects 62.86
18 | Co-ordinate purchases, deliveries, design changes and 62.86

maintenance activities

19 | Show subordinates a better way 62.86
20 | Plan capacity of work centres 60

21 | Organise services by function, products 60

22 | Compare inventory levels to targets 60

23 | Motivate through enriched jobs and challenging assignments 60

24 | Plan the location of facilities 48.57
25 | Establish maintenance policies 48.57
26 | Encourage pride in performing as expected 48.57
27 | Motivating through tangible reward system 48.57
28 | Give more advanced job assignments 48.57
29 | Set master schedule as to what services provided and when 45.71
30 | Co-ordinate through use of common forecast & master schedule 45.71
31 | Co-ordinate through common, standardised data basis 45.71
32 | Centralising or decentralising operations 42.86
33 | Establish work centre assignments 42.86
34 | Establish employment contracts 40

35 | Decide what procedure and method to use for each product 34.29
36 | Establish personnel policies 34.29
37 | Establish mix of products and services 31.49
38 | Respond to customer inquiries about status of orders / services. 22.86
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Included in this group of activities are challenge through leadership
example, the observation of actual performance and recommended
needed performance. To seek a better way to perform a task and the
organisation of changes in processes and procedures.

Activities 15-23 vary between 60% - 68.57%. These activities include
mainly activities from the planning and organising functions.

The activities listed in this group are: activity 24 - 34 which varies
between 40% and 48.57%. Plahning the location of facilities,
establishment of maintenance policies, encourage performance,
motivating through tangible reward systems, to give more advance
job assignments and the co-ordination of the master schedule,
centralising and decentralising of activities and the establishment of
employment contracts.

Activities 35-38 vary between 22.85% and 34.28% and include
deciding which procedure and method to use, the establishment of
personnel policies, the mix of products and services to use and
response to customer inquiries.

4.2. DECISIONS AND ACTIVITIES OF OPERATIONS
MANAGERS — A COMPARISON BETWEEN BANKING
INDUSTRY AND ACADEMIC STAFF

In analysing the results, it is apparent that lecturing staff with their
pure manufacturing backgrounds differs in their opinion of what
constitutes an operations manager’s tasks and responsibilities. Table
4.2 illustrates this difference.
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Table 4.2

comparison between banking industry and

academic staff

Decisions and activities of operations managers - a

No. | ACTIVITIES INDUS | TECH.
1 Establish the mix of products and services to be provided 3143 | 81.82
2 Plan the location of facilities 48.57 | 36.36
3 Plan the capacity of work centres 60 81.82
4 Decide what procedures and methods to use for each | 34.29 | 54.55
product
5 Plan acquisition of equipment 68.57 | 27.27
6 Arrange facilities and equipment 77.14 | 63.64
7 Decide on the number of shifts and man hours 65.71 54.55
8 Set the master schedule on what services to provide 45,71 36.36
9 Establish improvement projects 62.86 | 72.73
10 | Organise changes in processes and procedures 71.43 | 63.64
11 _| Centralising or decentralising operation 4286 | 36.36
12_ | Organise services by functions, products 60 100
13 | Establish work centre assignments 4286 | 36.36
14 | Assign responsibility for ever activity 77.14 | 63.64
15 | Establish maintenance policies 48.57 | 54.55
16 | Encourage pride in performing as expected 48.57 | 90.91
17 _{ Compare cost to budget 91.43 | 54.55
18 | Compare actual labour hours to standards 80 45.45
19 | Inspect quality level of service 82.86 | 63.64
20 | Compare work progress to schedule 80 90.91
21 | Compare inventory levels to targets 60 45.45
22 | Establish personnel policies 34.29 9.09
23 | Establish employment contracts 40 9.09
24 | Issue job assignments and instructions 97.14 | 81.82
25 | Challenge through leadership examples 74.28 54.55
26 | Encourage through praise, recognition 7714 | 4545
27 | Motivating through tangible reward system 48.57 | 36.36
28 | Motivate through enriched jobs and challenging assign. 60 63.64
29 | Coordinating through use of common forecast and master | 45.71 54.55
schedules
30 | Coordinating through common, standardised data bases 45.71 | 36.36
31 | Observed actual performance and recommended needed | 74.29 | 54.55
performance
32 | Report inforn and communicate 80 45.45
33 | Coordinate purchases, deliveries, design changes and | 62.86 | 18.18
maintenance activities
34 | Respond to customer inquiries about status of orders 22.86 | 27.27
35 | Show subordinates a better way 62.86 36.36
36 | Encourage employees to seek a better way 77.14 | 54.55
37 | Give more advanced job assignment 48.57 | 27.27
38 | Support employees in training programs 91.43 | 45.45
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The resuits in Table 4.2 are in the same order as the questionnaire
and are notranked. These findings will now be discussed in general.

Activity 24, the issuing of job assignments and instructions was
97.14% for the banking industry. Activity 12, the organisation of
services by functions and products was the highest for academic staff
with a 100%. Activity 34, the response to customer enquiries is the
lowest for the banking industry. Activity 22 and 23, the establishment
of personnel policies and contracts are the lowest for academic staff
with 9.09%.

In determining whether there is a relationship between academic staff
and the banking industry as far as the decisions and activities of an
operations manager is concemed a correlation and the degree of the
strength of this relationship was calculated.

Pearson’s product-moment correlation coefficient R, which is the most
common correlation coefficient (Howell, DC. 1989), was used to test
the relationship. The technique was not used to predict but rather to
indicate the relationship of opinions between academic staff and the
banking industry.

The correlation coefficient has been calculated but must be
interpreted cautiously so as not to attribute a meaning that does not

exist.

For the data in Table 4.2 a correlation coefficient of r = 0.3966 has
been calculated. It must be remembered that this is simply a point
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on é scale between — 1.00 and +1.00 and the closer it is to either of
those limits, the stronger is the relationship between the two
variables. The fact that in this study “r’ is closer to O does not mean
that no relationship exists.

The correlation coefficient of r = 0.3966 is not high and does indicate
a difference in opinions between academic staff and the banking
industry but also that in some areas there is agreement.

If one further analyses Table 4.2 it is clear that 97.14% of the banking
industry respondents indicate- the issuing of job assignments and
instructions as their major task. 81.81% of academic staff indicate
that the issuing of job assignments and instructions is an important
task that and operations managers should do.

The next tasks listed by the banking industry as being important to
their jobs is to compare cost to budget and to support employees in
training programmes. In both cases 91.428% of the respondents from
the banking industry supported these tasks.ResuIts also show that
54.54% of academic staff respondents indicate that this should be

part of an operations manager’s task.
45.45% of academic staff respondents indicated that to support

employees in training programmes should be part of an operations

managers responsibility.
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Quality level of services is indicated by 82.85% of industry
~respondents as part of their task whereas only 63.63% of academic
staff indicate that it should be part of their tasks.

The planning of the capacity of work centres is rated very highly by
81.81% of academic staff whereas only 60% of the banking industry
indicate that they should involved in planning.

The decision as to the number of man-hours and shifts to be worked
also indicates a difference in opinion. 68.57% of the banking industry
respondents indicate this as part of their tasks but only 27.27% of
academic staff think that it should be part of their tasks.

Encouraging pride in performancé is indicated by 48.57% of the
banking industry respondents as part of their responsibility whereas
90.90% of academic staff though it is important.

The comparison of comparing labour cost with actual cost versus
standard is considered by 80% of banking industry members as
important and only 45.45% of academic staff indicate this as
important.

The establishment of employment contracts and personnel policies
was indicated by only 9.09% of academic staff as part of their tasks.
34 - 40% of banking industry respondents indicated that this is part of
their tasks.
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Encourage employees to seek a better way is indicated by 77.14% of
banking industry members as important whereas only 54.54% of
academic staff think that it should be part of the operations manager
task. |

The observation of actual performance and to recommend needed
performance is considered by 74.28% of the banking industry
respondents as part of their tasks whereas 54.54% of lecturing staff
mark this activity as a needed task.

To report inform and communicate with employees was fifth on the list
of tasks together with activities 18 and 20. Eighty percent of the
banking industry respondent’s feel that it is their responsibility. Only
45.45% of academic staff saw this as part of an operations manager
responsibility.

Activity 33, the co-ordination of purchases, deliveries and the design
of changes and maintenance activities is indicated by 62.85% of
banking industry respondents as an important part of what they are
doing. Only 18.18% of academic staff indicate that it should be part of
their task.

The establishment of the mix of products and services to be offéred is

rated the highest 81.81% by academic staff but only 31.42% of the
banking industry indicate that it is part of their tasks.
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4.3 TECHNIQUES USED BY OPERATIONS MANAGERS —- A
COMPARISON BETWEEN BANKING INDUSTRY AND
ACADEMIC STAFF

Fifteen techniques are listed in Table 4.3. The techniques are listed in
rank order-as seen by academic staff.

A correlation coefficient “r’ was calculated to determine if there is a
relationship between what the banking industry indicates and what
academic staff indicate.

‘The results, which is considered as low are as follows: R = 0.13307.
The closer r = zero the lower the relationship is between the two. One
can concluded from this that there is a difference in what academic
staff thinks the industry is using versus what they are using.

Table 4.3 shows the fifteen activities. The activities are rank from
highest to lowest as preferred by the banking industry. Academic staff
preferences are not rank but listed next to the banking industry.

Of the banking industry respondents 75% express the need for
statistical and quality control as the most important technique that
would help them with their daily tasks and 100% of academic staff
indicated that, that is the technique that could assist an operations
manager the most.
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Table 4.3 Techniques used in operations management as
seen by academic staff versus banking industry

NUMBER | ACTIVITIES INDUSTRY TECHNIKONS

5 Statistical and Quality Control 75 100
11 Work Measurement 72.22 63.64
9 Job Design 61.11 45.45
8 - | Work Study 55.56 17273
7 Layout Facilities 41.67 90.91
10 Method Study ’ 41.67 81.82
4 Project management 38.89 81.82
‘Forecasting demand 36.11 72.73
12 incentive Schemes - 36.11 9.09
Capacity demand 30.56 81.82
Waiting lines 30.56 4545
Facility Location 27.78 36.36
13 Decision Theory 25 45.45
14 Transportation Models 16.67 81.82
15 Linear Programming 8.33 81.82

A study of Table 4.3 reveals that layout facilities has been rated by
90.90% of academic staff as the second most useful technique that
should be used whereas only 46.17% of the banking industry
respondents indicated that they are currently using it.

Work measurement is rated by 72.72% as the second most used
technique by the banking industry and Work-Study was indicated by
55.56% as needed to perform their tasks. Job design is indicated by
61.11% as the third technique that would help them with their tasks.
Capacity Demand, Project Management, Method Study,
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Transportation and Linear Programming are indicated by 81.81% of
academic staff as important techniques.

The banking industry indicates that 36.11% of them are currently
using incentive schemes, whereas only 9.09% of academic staff
indicate this as necessary. '

The biggest difference is Linear Programming as a technique.
-81.81% of academic staff indicate it as needed but only 8.33% of the
banking industry respondents indicate that they are currently using it.

4.4 CHARACTERISTICS OF AN OPERATIONS MANAGER - A
COMPARISON BETWEEN THE BANKING INDUSTRY
AND ACADEMIC STAFF

Twelve characteristics were listed with a weight of one to five. The
weights were anchored at the end. Table 4.4 summarises the
outcome. The results are rank in order of highest to lowest for
academic staff. The banking industry preference is shown in the next
column but are not ranked in order.

Results showed that 90.90% of academic staff respondents and 79%

of banking industry respondents strongly agree that an operations
mahager should be a strong communicator.
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Table 4.4  Characteristics of an operations manager - a
comparison between academic staff and the

banking industry
NUMBER | CHARACTERISTICS ' | % strongly agree
TECH INDUS.

1 Be a strong communicator 80.90 79

10 Be an innovative person 90.90 59

2 Have sound management skills 81.81 74

3 Have experience in the type of service | 81.81 50
offered

4 Have a sound knowledge of organisations | 72.72 56
and methods

9 Be a firm decision maker 72.72 65

6 Be able to apply sound judgement in{ 72.72 85
determining the seriousness of problems

11 Have strong people skills- 72.27 74

5 Be able to adopt to change 54.54 50

8 Be able to handle authority 45.45 59

7 Be able to delegate effectively 27.27 62

12 Be able to negotiate on all levels 2.54 71

To be an innovative person is supported by 90.90% of academic staff
versus 59% of banking industry respondents.

Only 50% of industry respondents strongly agreed that experience in
the field is required versus 81.81% of academic staff.

Results indicated that 54.54% of academic staff and 50% of the
banking industry respondents strongly agreed that it is a must to

adopt to change.

Of the academic staff 72.72%, strongly agree that an operations
manager should be able to apply sbund judgement to the urgency
and seriousness of problems. This strongly corresponds to what is
been indicated by the banking industry at 72.72%.
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The handling of authority was strongly agreed by 45.45% of academic
staff and 59% of banking industry respondents.

Results showed that 72.72% of academic staff strongly agree that an
Operations manager should be a firm decision-maker. Only 65% of
the banking industry members strongly agreed with this.

Strong people skills were supported by 72.72% of academic staff and
74% of industry members strongly agreed with this.

The ability to negotiate is strongly agreed upon by only 2.45% of the
academic staff, but 74% of the banking industry members strongly
agreed that this is an important characteristic.

Results that are not shown in Table 4.4 but which were calculated
show that overail 57% of academic staff strongly agree with all listed
characteristics. 41.54% feel the characteristics can make a difference
and 1.4% strongly disagree with all of the listed characteristics.
66.01% of the banking industry respondents strongly agree with all

the characteristics.
4.5 CONCLUSION
There are differences of opinions between academic staff and the

banking industry regarding the tasks and responsibilities of an

operations manager.

116



The controlling function is indicated by more than 70% of the
operations managers in the banking industry as part of their tasks and
responsibilities. Controlling indicates the shortterm day to day
running of the organisation and is a line function. It has been
mentioned that the banking industry sees operations management
more as a staff function, yet feedback by the banking industry
indicates that they are performing more controlling activities. |

According to the data available academic staff place more emphasis
on the pianning function than the Controlling function as part of the
operations manager’s tasks and responsibilities.

Results also indicate that more than 70% of academic staff agree
upon 18% of all activities listed and that 57% of these activities are
planning activities. Yet only 14% of the activities are controlling
activities, 29% of activities are motivating and directing activities.

It has been found that 38% of the activities agree agreed upon by
more than 70% of the respondents from the banking industry as being
part of their daily tasks and responsibilities. Furthermore 36% of these
activities are controlling activities, 21% are training and development
activifies and 14% are motivational. The other activities fall under
organising and directing

Contradictory information is also given by the banking industry.
68.85% indicate that they must show subordinates a better way but
they also indicate by 65.72% that they do not decide the method
subordinates should be using.
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The issue of job assignments and instructions is indicated by 97.14%
of the banking industry respondents as what they are currently doing,
but 57.143% indicate that they are not responsible for establishing
work centre assignments.

Respondents from the banking industry seem to agree on what they
are doing currently. Academic staff has different opinions as to what
they think the operations manager tasks and responsibilities are.

When it comes to the techniques available it seems that the banking
industry member’s needs correspond to the tasks and responsibilities
they are currently involved in. Few of the banking respondents have
any tertiary or any other formal qualifications, which could explain why
they do not use some of the techniques listed.

An average of 65.33% of academic staff strongly agree with the
characteristics of an operations manager and 66.01% of banking
industry respondents strongly agree with the characteristic provided.
No additional characteristics are listed by any of the respondents so
there seems to be room for further research as to what characteristics
an operations manager should possess to be successful in his or her
career.

The banking industry expects operations managers to plan, organise
and control, but without providing the necessary additional training.
Operations managers have only their experience in the banking
industry to call on and they must develop these important skills
without guidance.
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CHAPTER FIVE

AN EVALUATION OF THE NATIONAL DIPLOMA

AND THE B- TECH PRODUCTION |
MANAGEMENT ACCORDING TO THE NEEDS OF
o THE SERVICE INDUSTRY |

5.1 CURRENT CURRICULUM OF THE NATIONAL DIPLOMA
PRODUCTION MANAGEMENT (SEE ANNEXURE C & D)

Technikons around South Africa offer a qualification in productibn
management. Twenty-seven subjects are offered in the National
Diploma Production Management, of which twelve are compulsory.
Production Management |, Il and Il are compulsory as are Production
Management Techniques I, ll and Ill. The other compulsory subjects
for all technikons are: Operational Research or Applied statistics and
Organisational Effectiveness | and Ii. (See Table 5.1)

The other four subjects are determined by the various technikons.
These will depending on the nature of the industry they are serving.

Each subject is allocated a credit of 0.250. A National certificate is
awarded if a student obtains one (1) formal credit. A Higher National
certificate is awarded if a student obtains two (2) formal credits. A
National Diploma is awarded if a student obtains three (3) formal
credits.
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Table 5.1 lists the subjects offered at technikons to students who

would like to study the field of Production Management. A short

description of the contents for each subjects follows.

Table 5.1. Variety of subjects offered at technikons

SUBJECTS COMPULSORY
Costing and Estimating No

Financial Principles in Production 1 No

Management Principles and Practice No

Organisational Effectiveness 1, Il and [l ' Tand I
Production Management |, It and lli All
Manufacturing Technology | No

The Personnel Function No

Work Place Dynamics | No

End User Computing | No

Motor Vehicle Engineering | No

Textile Technology | No

Food Technology |, Il and Iif No

Tyre Technology I, land Il No

Labour Law No

Microbiology | No

Production Management Techniques |, Il and lll All
Operational Research |1l No

Costing and_Estimating: all aspects of the costing process and

looks at aspects such as cost accounting, budgetary control, types of

budgets, standard costing, variance analysis and capital expenditure.

Financial Principles in Production I: Covers the elements of cost,

methods of costing systems, the financial aspects of the purchasing
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and stores procedure, basic concepts of cash flows, elements of
overhead cost, financial aspects of budgeting and control and basic
concepts of financing projects.

Technikons can decide between Costing -and Estimating and
Financial Principles in Production |.

Management Principles and Practice |1 The evolution of

management is studied. The practice of management and the
manager’'s role is also covered. Small business- undertakings are
explained, to provide an understanding of the external environment
and the establishment of undertakings. Also included are producing a
product or service, the marketing of a product or service and profit
planning and control.

Organisational Effectiveness I: Also known as Work-study this

subject covers an introduction to motivational theories, productivity,
and method study. The recording of the flow of information, people
and products within an organisation and one work measurement
technique (stop watch study) for a person engaged on manual work
only. The human factor in the work environment and computer
appliéations.

Production Management I: Introduction to the world of production.

Also covered are product / service design, the application of
forecasting techniques, the planning of facilities and layouts along
with capacity management and aggregate planning.
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Manufacturing Technology I: In this subject safety and safety
legislation, manufacturing techniques and processes, the evaluation
of material, parts and processes and the management thereof are
studied.

The Personnel Function: Studies industrial psychology, the

individual and groups, the staffing function, the development and
training of personnel, the nature of work, management and motivation
of employees. Human relations and the relationship between

management services and line management are also covered.

Work Place Dynamics | The production environment and the

behaviour of humans in productiori. Group behaviour and the
communication skills required in a production environment are
discussed. Performance and reward systems and the application and
implementation of a production personnel administration procedure
also form part of this subject. This subject is production specific.

End User Computing I: In this subject student receive hands on

training and they are taught basic word processing skills.

Motof Vehicle Engineering I: Is a subject covering the basics of

motor vehicle engineering. Engine systems are studied. It is specific
motor vehicles manufacture.

Textile Technoloqy I: General aspects of textile manufacturing are

covered. Yarn production, methods of manufacturing, weaving and
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knitting and the construction of elementary weaves is covered in this
subject.

Food Technology I: The source, composition and properties of

various food products are examined. The general principles and
application of cooling, dehydration, biological preservation and other
factors are studied.

Labour Law: Different legislation (with amendments) is studied, such
as Labour Relations Act , the 4Wage Act, Manpower training,
Machinery and Occupational Safety Act and the Workmen
- Compensation Act.

Microbiology I: Micro organisms are studied in this subject

Applied Statistics I: Descriptive statistics, the presentation of

numerical statistics, calculation of probabilities and sampling are
covered in this subject.

Organisational Effectiveness ll: Is a study of various work

measurement techniques available for measuring the work content of
any given task. Productivity calculations are dealt with in more depth
and the use of standards for the purpose of labour control systems
and incentive schemes are covered. Form design is also covered in
this subject. All of the above are aimed at improving organisational
effectiveness.
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Production Management ll: Covers Management and Business

functions the management of inventory and the master production
schedule. Other topics covered are material requirement planning and
Jjust in time systems, the scheduling of operations and quality

management.

Production Management Techniques ll: Formulation of decision

problems and the solving thereof using mathematical models. project
management and the calculation thereof, complex waiting lines,
decision analysis, learning curve theory and the use of the computer
to assist with the above are covered in this subject.

Organisational Effectiveness Il The humah factor in the work

environment, the functioning of groups and individuals in an
organisation, motivational theories, job design and the designing of
organisational  structures - to ensure optimal organisational
effectiveness are some of the topics covered in this subject. Also
covered are Total Quality Management and Productivity Accountancy.

Production Management lll: Project management, the application of
quality management and maintenance.

Production Management Techniques [lll: Simulation models,

maintenance techniques, quality techniques, dynamic programming,
sensitivity analysis and linear programming are the topics covered in

this subject.
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Operational Research lll: Descriptive  techniques,  Probabilities,

sample selection, hypothesis testing, regression analysis and
~ decision theory.

Footwear Technology | and il and Tyre Technology |, Il and Iil syliabi
were not available :

5.1.1 Analysis of subject content

From a read through the content of the subjects offered currently in
the National Diploma Production Management it is very clear, that the

emphasis is on manufacturing and not on services.

Subjects such as Costing and Estimating could be replaced with
Financial Principles in Production 1, which is a less detailed version of
costing aspects and which concentrates more on manufacturing
production.

Many of the subjects do address management issues; for example,
human relations and motivational theories. Work measurement, the
‘improvement of methods and procedures and decision-making tools
are ihcluded in the current curriculum.

It is the combination of subjects and the emphasis placed within a

syllabus that is offered by a technikon that determines the nature of
the production diploma.
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Students who are currently enrolled for this qualification have strong
manufacturing backgrounds or wish to pursue a career in
manufacturing within a specific industry.

Once a student has been awarded a national diploma in Production
Management‘ he or she is not yet a qualified production manager /
operations manager. However he or she is equipped with skills and
knowledge of the environment they are about to enter. They have
enhanced decision-making abilities. Therefor they can progress much
more quickly through the system; They do not have to rely on
experience, which often comes with trial and error.

5.2. AN EVALUATION OF THE B-TECH PRODUCTION
MANAGEMENT '

5.2.1. Current curriculum of the B-Tech Production
Management (SEE ANNEXURE E)

Currently five subjects are offered in this programme. All subjects are

compulsory.

Research Methodoloqy is a subject that prepares the student to
enter the field of research in the field of production. Research at
technikons is still a new concept and there many possibilities open for

researchers.

Introduction _to Marketing Management | covers marketing as a

function and its relationship with production. The market, the product
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and different distribution structures are studied. Pricing policies and
systems, promotional activities, the planning and evaluation of

marketing strategies are all part of this subject.

Production Management IV looks at various approaches which are

available in the field of production. Strategic management is covered
and there is a section on service operations management. Packaging
logistics are also covered, as is Total Productivity Maintenance. |

Production Management Techniques IV deals with topics such as

non-linear programming, simulation, advanced linear programming,
goal programming and new technologies.

It is expected of the student to work independently from the lecturers
at this level. The lecturers serve more as facilitators on this level.

Financial Planning and Control lll: Elements of costs in production,

fixed and variable costs, marginal and break even analysis are
covered. The concept of contribution and profitability of marginal
products is explained. The planning and control of plant and
equipment expenditure, sources of funds for financing equipment are
studied. Long term investments, budget and budgetary control and
lastly the relationship between the production manager and the cost
accountant are discussed. Software applications are part of this

subject.
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5.3 NEEDS OF THE BANKING INDUSTRY

The needs of the banking industry can be summarised as
communication skills, people and management skills. Table 4.1 and
Table 4.2 clearly show what operations managers are occupied with.

Emphasis for the banking industry must be placed on statistical
process control, cost analysis, improvement of work methods, the
measurement of work, total quality management, and the |
management of the human factor in the working environment.
Decision making tools and skills must form a large important part of

the curriculum.
5.4 CONCLUSION

Curriculum subjects are varied and address many topics. Many of the
issues and needs identified are addressed by one or more of the
available subjects to serve the banking industry’s needs without a
doubt.

- Technikons focus almost exclusively on the needs of the
manufacturing in