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Comprehension
1. “Reflecting Corporate Strategy in Manufacturing Decisions.”

This theory proposes that Operations Management Decisions need to fit the overall Corporate Strategy. Further, it proposes that the tradeoff theory exists. The tradeoff theory states that management can only focus on 1 priority at a time (Efficiency, Dependability, Quality, and Flexibility). 

2. “Leading Improvements in Manufacturing Performance.”

The sand cone model states that a company must build in this order: quality (the base), dependability, speed, and cost efficiency. The key here is that the sand cone model suggests that as companies are building and modeling quality improvements, companies can also be improving other variables. 

3. “A definition of theory: research guidelines for different theory-building research methods in operations management.”

In order to maximize operations efficiency (cost) companies need to start at and emphasize quality (conformance and design). This model is unique because it “goes against the grain,” in that, it is a common belief that quality costs money. However, this model suggests that emphasizing quality allows companies to save money in the future. 

4. “Link manufacturing process and product life cycle.”
This theory proposes points to a process life cycle that can help a company choose among its various manufacturing and marketing options. In effect, this theory puts variables (process life stage & product life stages)  and criteria (flexibility, dependability, cost, quality) into a matrix and lets the matrix decide what management decisions (operations) and dominant competitive modes (marketing) an organization should focus on. 

5. “Generic Manufacturing Strategies: A conceptual Synthesis.”
This model places process structure complexity, product line complexity, and organizational scope in a three dimensional matrix. The authors use the previous theory as a base, and then add their third dimension, organizational scope. The organizational scope is weighed by a low or high organizational scope. 

6. “An Empirical Analysis of the Product-Process Matrix.”

This theory attempts to validate theory #4. Sampling manufacturing companies in this article is appropriate because it aligns with the environment proposed by theory #4. The authors study shows that the choice of process by large agrees with the emphasis placed on product customization. 

7. “A Theory of Production Competence.”

This article was both conceptual and empirical. It first build on the conceptual framework proposed in theory #4, and explores and adds competence and measurements of competence in its model (linking strategy and production process competence). The conclusion of the authors: production competence is linked and there is a relationship between production competence and business performance. 
8. “Production Competence and Business Strategy: Do They Affect Business Performance.”
This article builds on the conceptual theory and empirical evidence presented in theory #7. It expands the variables and the testing method. The conclusion of this article is that superior production competence produces the best performance results more for a pure strategy of differentiation as compared to a mixed strategy (differentiation and cost leader). 

9. “What is Strategy?”
“What is Strategy” suggests that strategic fit = competitive advantage. In order to accomplish this strategic fit, the article suggests: 

A. Strategy must fit Activities. 

B. Activities reinforce other activities

C. Optimization of effort (efficiency).
10. “The Focused Factory.”
“The Focused Factory” focuses on the concept that strategic fit = competitive advantage. To accomplish this, the authors suggest that Operating Tasks are decided by Operating Decisions and if these can fit into Corporate Strategy, companies will have a competitive advantage. This, in turn, leads to increases performance. 

11. “A Taxonomy of Manufacturing Strategies.”
“Taxonomy of Manufacturing Strategies” tries to describe fit in regards to competitive capabilities and programs. Its relationships and conclusions are that if Business Strategy exists, then Competitive Capabilities can be address, and finally, programs to support these capabilities can be created. 

12. “A Taxonomy of Manufacturing Strategies Revisited.”

“A Taxonomy of Manufacturing Strategies Revisited” takes the previous study and expands it to not only North America, but South America, Western Europe, and Asia. The results partially support the previous theory. The differences primarily found were in the dimensions of market scope and differentiation. 

13. “Linking Control Systems to Business Unit Strategy.”

This theory explores the idea that a good fit of strategy, time span, and objective/subjective compensation approach increases business effectiveness. The conclusion is that a good fit resulted in higher business effectiveness because:

A. A fit compensation program increases job satisfaction and job involvement. 

B. Increased job satisfaction and job involvement will increase business effectiveness. 

14. “Strategic Consensus in Operation Strategy”
Strategic Consensus measures the level of agreement within the organization regarding the relative importance of competitive priorities to the organizations goals. The conclusive evidence shows that high levels of agreement are common, but there are important and systematic differences regarding fundamental issues including competitive priorities and infrastructure. 

15. “Strategic Consensus and Manufacturing Performance.”

This model attempts to test, using a path analysis, the idea that strategic consensus leads to and can be traced to manufacturing performance. The conclusion was that strategic consensus cannot be directly linked to manufacturing performance. However, intermediate variables can link them together.

16. “A Path Analytic Model of a Theory of Quality Management Underlying the Deming Management Method: Preliminary Empirical Findings.”
This model tests, using a path analysis, Deming’s 14 points, and the proposal that everyone should focus on customer satisfaction. The prediction is that there is a causal relationship between the Deming’s 14 points. The conclusion is that the path holds true except that learning doesn’t directly effect process management, and continuous improvement does not effect customer satisfaction.
17. “Linking Quality Management to Manufacturing Strategy: An Empirical Investigation of Customer Focus Practices.”

This empirical study goes and asks the question, “Are customer focus quality management practices contingent on a plant’s manufacturing strategy context?” 

Note that the original empirical evidence was thrown out due to the inability to match companies’ practices to their plants. Therefore, the conclusion is that practice is dependent on the degree of service differentiation and degree of product customization. 
18. “Trade-Offs? What Trade-Offs? Competence and Competitiveness in Manufacturing Strategy.”
This theory attempts to explore the concept of a competitive dimensions life-cycle. It does this by suggesting that the product-process matrix is losing its validity with changes in the market over the years. It concludes that one should build a set of competences in line with the demanding competitive requirements and adapt those to always changing market demands. 

19. “Revisiting Alternative Theoretical Paradigms in Manufacturing Strategy.”
This study examines the trade-off theory in relation to the process-product matrix. The conclusion is that trade-off’s exist between cost and quality, cost and customization, and cost and delivery. Therefore, tradeoffs in capabilities, in regards to the initial choice of a process, must be made over time. 
Synthesis
The overall context of Readings and Operations, and the purpose of this paper is to explore the following question:

What is the best way to convert Inputs to Outputs? 
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“Reflecting Corporate Strategy in Manufacturing Decisions” is a FIT theory that states that Operation Managers Decisions need to FIT Corporate Strategy Decisions. Therefore, Corporate Strategy decides on one strategy (cost leader or differentiator) and then one priority to focus on: Efficiency, Dependability, Quality, or Flexibility. 
In order to see a maximization of performance, Operation Managers Decisions need to focus on the same priority (criteria). 
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For example, say ABC Company’s executives create a corporate strategy during strategic planning that they will be a Cost Leader and will focus on Efficiency. During a similar meeting, Operation Managers decide that they will focus on Dependability. According to “Reflecting Corporate Strategy in Manufacturing Decisions” this company cannot be running at maximum efficiency. 
“Reflecting Corporate Strategy in Manufacturing Decisions” also proposed the idea that companies can only focus on one priority, otherwise there will be a trade-off. This contrasts “Lasting Improvements in Manufacturing Performance” which believes that companies can focus on any of the priorities. But, will only succeed if they put them in the following order: Quality, Dependability, Flexibility (speed), Efficiency (cost). 
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Notice that the picture is very similar to the trade-off theory picture. However, the Sand Cone Model theory is different in two significant ways: 

1. It disregards that trade-offs exist. 

2. It does not believe in FIT, it believes in Dependency. Once Quality, then dependability, then flexibility, etc.
The product-process matrix proposed by Hayes and Wheelwright is a very basic matrix where the following relationship exists: If product, then process, then criteria. Further, better performance is proposed if companies are able to land on a point on the matrix (match). The following shows where the theory lies within our already existing framework. Please note that this theory is really just a blown up version of the “process” section of the operations heading. 
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Building on the product-process matrix is Kotha and Orne. They propose a third dimension: Organizational Scope. Kotha and Orne define Organizational Scope as a combination of geographic manufacturing scope, geographic market focus, vertical integration, customer-market scope, and scale. Kotha and Orne classify Organizational Scope as either High or Low. This new addition, being multi-dimensional, allows for the matrix to have more matches. Hayes and Wheelwright have 4 “matches” (see above), while Kotha and Orne have 8 possible matches. 
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Although there are 8 possible matches, only 4 of them were considered matches that could increase performance. 
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“An empirical analysis of the product-process matrix” attempts to validate Hayes and Wheelwright’s conceptual product-process matrix. The study concludes that manufacturing firm’s choice of production process agrees with the emphasis placed on the product’s customization. Further, the study concludes that different process choices supports different competitive priorities or criteria. Lastly, the study also found that manufacturing firms’ performance suffers when there is a mismatch (a placement not on the matrix).
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 “The theory of production competence,” connects process to strategic planning by way of production competence. Production competence is defined as, “Are companies good at the right things that fit a company’s strategy?” The process definition stays constant with previous process classifications suggested. 

The suggested relationship starts at Process and then poses the question “What is the businesses strategy?” Depending on the businesses strategy, Production Competence is ranked and strengths and weaknesses are determined. If the company is strong in their production competence, the better they will perform
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“Production competence and Business Strategy: Do they affect business performance,” took the previous article and expanded its definition of production competence, and retested the results on the North American furniture industry. Its results were interesting in that it found out that there was higher performance for strength in production competence for Differentiators than for Cost Leaders. The chart below shows the same picture as above, except it focuses on Differentiators. 
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“What is strategy” is an article defining strategy and trying to figure out what is FIT. The author came up with three sets of orders to FIT strategy to decisions: 
1. Strategy & Activities (I.E. Process)
2. Activities must reinforce other activities (I.E. How Process is done: job shop). 
3. Optimization of effort (efficiency)

This theory also proposes that FIT = Competitive Advantage. 
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“The Focused Factory” also proposes that FIT = Competitive Advantage. Further, it suggests that trade-offs are inevitable. This theory builds upon the first article of the semester, and the previous article. The criteria or tasks are expanded along with the operating decisions. Results of this theory conclude that if FIT exists, better performance can be expected. 
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“The Taxonomy of Manufacturing Strategies,” attempts to describe FIT. It states that first a company must decide on a Business Strategy, then, it can decide on Competitive Capabilities which will influence the Decisions or Programs. This is much like the previous models building on the first article. Except, it proposes a new variable: “competitive capabilities.”
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“A Taxonomy of Manufacturing Strategies revisited,” expands the previous model by testing multiple countries. This study partially supports the previous model, while other parts are rejected. In particular, the idea of an Innovator was changed to a Designer. 
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“Linking Control Systems to Business Unit Strategy,” is a different type of article than we’ve talked about it the past. It agrees and follows the same overall proposition that FIT will lead to better performance. But, this article only deals with the accounting decisions instead of operating decisions. The article suggests that if a company’s compensation program fits the SBU, the SBU will have higher business effectiveness. The authors’ results could only find one FIT: 

1. A build SBU with a Long Run Strategy and a subjective compensation approach.
In this case, it is assumed that because of FIT, the company would see an increase in job satisfaction and job involvement. Therefore, this would result in higher business effectiveness. 
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“Strategic Consensus in Operation Strategy,” proposes that high performance can be achieved if Operation Managers and Operator have their Competitive Priorities in alignment. This article primarily focuses within the Operating Decisions heading. It suggests that they “agree” on using things like worker empowerment, uses of small teams, and quality leadership (Infrastructure decisions). Other agreements must be made on design, manufacturing, and administration (structural decisions). 
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“Strategic Consensus and Manufacturing Performance,” attempts to map out the question, “Does Strategic Consensus directly effect Manufacturing Performance?” 
The article suggests and hypothesizes that it does. However, the empirical evidence rejects the hypothesis. Given this rejection, other paths are mapped out to see what indirect path connects SC to MP. As the empirical evidence states, the connector between SC and MP is Manufacturing Task Consensus (MTC). 

The following chart describes the other paths and relationships:
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“Path Analysis of Deming’s 14 points” attempts to take Deming’s 14 points and put them in a path to map out what affects Customer Satisfaction. This article takes a very counter-intuitive approach by stating that if a company can achieve customer satisfaction, good things will follow. The following chart shows the proposed path and the actual path after path analysis. 
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“Linking Quality Management to Manufacturing Strategy: An Empirical Investigation of Customer Focus Practices,” poses the question, “Are customer focus quality management practices contingent on a plant’s manufacturing strategy context?” In this case, “practices” refer to: Customer Relationships, Involvement in Design, Collection of Information, Dissemination of information. Strategy context is defined as Cost Leadership, Broad Differentiator, and Narrow Differentiator. 

After careful review, the author reformatted his hypothesis from “practice is dependant on strategy,” to “practice is dependant on degree of service differentiation and degree of product customization.”

Below is the path which helps businesses decide on what to focus on under their a priori practices:
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“Trade-Offs? What Trade-Offs? Competence and Competitiveness in Manufacturing Strategy,” attempts to make sense of integrating cost, quality, and time. The model suggests that the first competing priority to focus on is quality, followed by time, and lastly cost. However, it doesn’t stop there. It further suggests that the model is ever changing. And, steps after the initial three should be predicted by the industries competitive market. It also puts forth the idea that by building this model, there are no tradeoffs because the company is continually building. The following relationships exist:
1. If competing on price, then focus on cost. 

2. If competing on product, then focus on quality. 

3. If competing on place, then focus on time (dependability, flexibility, and innovation). 
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This model bases its success on the company being able to be good at everything. By being good at everything and continually building, it is assumed that there are no tradeoffs. As the company becomes better at quality, time, and cost, the inner box grows. The growth continues until it fills the outer box. When this occurs, technology is the only way to expand the outer box further. 

“Revisiting Alternative Theoretical Paradigms in Manufacturing Strategy,” proposes that there are tradeoffs between cost and customization, and cost dependability/quality. But, tradeoffs only exist within some priorities, and before the choice of process is made. 

Its relationships suggest that if process, then competitive priority. Also, this model bases priority on industry dynamics and strategy. 
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This theory also validates “A Taxonomy of Manufacturing Strategies revisited,” the cluster theory. The results found that three clusters existed in the data analyzed. 

Conclusion

So, what is the best way to convert Inputs to Outputs? 
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Is there one solution? 
No. 
There are many solutions such as FIT theories, or Dependency theories. Much of these theories take the wheel and add on it, while others attempt to reinvent it. Some models empirical data validated theories, while others empirical data was skewed and non-comprehensive. Therefore, because the conversion process is dependant on many variables, operations managers must make educated decisions on which conversion process theory to apply. 
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