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1.0 Introduction 
Firstly, this report will discuss what it is an operations manager, and who can be thought of as one without having the specific title (Slack, Brandon-Jones and Johnston,1995), and discover what Nigel slack view is on operations managers, and how IKEA approach operations management. After discussing the role of an operations manager the next part of the report will focus on Nigel slacks five performance objectives, and why they are important to succeed, but also remember that even though each objective is important there are often trade-offs between them (da Silveira, 1997). After discussing the objectives, it is important to understand the internal and external effects they can have this is shown in image 2 (Slideshare.net, 2018).
Being a one of the biggest supermarkets in the United Kingdom Tesco are a company that aim to put the customer at the center of the operation as discovered in Tesco plc (2018). The report will discuss the three values Tesco adhere to be successful in today’s marketplace. The next section will look towards technology and how the Club card changed how consumers where rewarded for their loyalty, but as Evans and Mason (2015) discovers it’s a relationship which is beneficial for both parties. 
The company also understand that they need to be dependable not only to the consumer, but employees as will be discovered through training schemes as discussed by Pollitt (2010).
Finally, as shown in Tesco’s corporate social responsibility report they take their role very seriously as seen in Tescoplc.com (2018). This report will discuss what their goals are at present, and for the future.  


2.0 Operations management (OM)
                                                  A good way to understand how operations management works could be done by relating it towards everyday task one may encounter, such as making breakfast. A small proportion of society has the benefit of sourcing their own ingredients such as eggs and bacon, but the majority need to purchase them from supermarkets. By the time the ingredients get to the shelf it is possible that many organisation would have handled the products, with each having an operations manager, who job it is to organize the production and delivery of good, and services.
 In the case of a university that might well be the head of school, who has a responsibility to ensure that the resources are available to deliver the service, which is an operations function. After the correct resources has been assigned to the task for completion of the function, which would be the service of the lecture. In the case of a university it could be said that the lectures are operation managers, because as Slack, Brandon-Jones and Johnston (1995) explains that any employees within a company who has a responsibility of manning the operations function can be thought of as an operations manager, even more Nigel slack a well accredited expert on operations management was quoted saying;
“everybody manages process, therefore in that sense everybody is an operations manager” (YouTube, 2018)
3.0 IKEA’s operations management
 Slack, Brandon-Jones and Johnston (1995) explains that when it comes to furniture retailer IKEA takes it OM very seriously as it is a vital factor to it success. IKEA pin pointed two important factors when it comes to OM, and if understood can lead to success;
3.1 the first factor is to understand the customer, which might sound simple, but it could be said it the most important factor. In today’s society the consumer will be looking for a number of criteria when purchasing, which will include how the store is designed to give a smooth flow of customers this is called process design. Slack, Brandon-Jones and Johnston (1995) explains that This could include the amount of room in ails to enjoy the experience of shopping, or being able to locate an item the relevant section in the store, both of those factors could have a negative impact on the customer. The factors listed are important, but there are many more factors that are important to customers. 
3.2 The second factor which is important to IKEA is how they produce and deliver their products. It is very important to the company that when the customer comes to make a purchase that they can deliver on that, to make sure of this the OM is charged with managing the supply chain which will ensure product will be delivered on time, in the right amount, and undamaged. 
The supply chain management will work together with inventory management system to ensure good are on the shelfs (Slack, Brandon-Jones and Johnston, 1995). The examples given are to understand how IKEA view OM and how it is vital to their operation. 
If the company OM managers failed to carry out the proper analysis problems would start to present themselves from stock outs, and selling poor quality products to the customer, which can have a detrimental impact on the organisation, and more importantly the profitability of the company. 

4.0 Slacks Five performance objectives 
                                                          According to da Silveira (1997), and Slack, Brandon-Jones and Johnston (1995) the five performance objective are essential for an organisation to be competitive in the marketplace. It is vitally important that all of the objectives satisfy the stakeholders of the company. The stakeholders of the company can be external or internal, for example an internal stakeholder could be an operations employee. When it comes to external stakeholders that could be a customer of the company, or a supplier of goods or services. Slack, Brandon-Jones and Johnston (1995) describe the five performance objectives as;
4.1 Quality- this objective is dependent on the company, for example if a supermarket was seeking quality they would ensure that all good are to a suitable standard to satisfy the customer. 
4.2 Speed- in today’s society all consumers expect a speedy service, when requesting a product or service, by doing so will this increases the availability of the service, and satisfy the customer greatly. 
4.3 Dependability- when a customer asked for goods, or a service it is very important that it can be delivered, and if the customer has a good experience it will depend on the same level of service in the future, and the company may earn the loyalty of the customer. 

4.4 Flexibility- within a company it is important to be flexible, so that as many customers as possible have their requirements meet. Being able to give a customer special treatment can be appreciated, and set one company apart from another. 
4.5 Cost- cost within a company is important. Good or services need to be delivered as cost efficient as possible to the customer.
5.0 Tradeoffs between objectives 
Even though the performance objective is very important for the organisation they are often trade-offs between them.
5.1 Flexibility vs speed 
                                          OM could well decide to use the strategy of modular production. This consists of producing partly finished good in preparation for an order, by doing this will lead to a faster delivery of the good, and less disruption in the manufacturing, on contrast this could well lead to those basic products not matching the incoming orders, then another will have to be produce matching the customer’s needs. It should also be remembered that certain product could have a time period for use, and if not used it might have to be disposed adding to production costs (da Silveira, 1997).   
5.2 Cost vs speed
                                 This tradeoff is often seen in mass production, where the system is designed to achieve high productivity through large batch size, but it should be remembered that this often leads to a lower cycle time. It all comes down to the company’s strategy and their relationship between their work in progress levels and queuing times (da Silveira, 1997).          
The tradeoffs mentioned are only an example there are many more a company will examine.    


6.0 Performance objectives theories 
(image 1)
[image: ]
                                                                                                                 (da Silveira,1997)
As shown above in image 1, over the years there have been many sources which have adopted the same objectives, but there are some exceptions. Edmonson and Wheelright did not think speed was important enough to a OM to be an objective, instead innovativeness was included. It could be said that if a company was being innovative in all of its process then speed would be outcome. The exclusion of speed could have some justification.




7.0 Internal and external effects of performance objectives
(image 2)                                                                                                         [image: ]
                                                                                                     (Slideshare.net, 2018)   
Image 2 shows how all of the objectives discussed each effect one another, but it is obvious that the most important objective is cost. As the image shows all of the internal factors are focusing on how efficient the system can be, and if they all perform as shown above the company will be competitive in the market. With the company working efficiently internally the external effects can lead to a competitive advantage, especially if the company passes on any savings made to the customer. 

8.0 Tesco core Purpose-Serving shoppers a little better every day
 Many companies today operate to satisfy their shareholder values, or through a significant return on investment, but not Tesco. Tesco purpose is to create as much value for the customer as possible so that it will keep hold of the customer’s loyalty for life.
 Tesco process sixty-six customers’ orders per minute, that is why serving the customer is of upmost importance for them, from the customer in their stores, and even their employees, they aim to place them at the center of the business (Tesco plc, 2018).  
9.0 Tesco’s values 
                                  As discussed Tesco purpose is to serve customers a little better every day, this is done by with their values which were put in to practice over a decade ago, and every employee understands the importance of the values, the values being universal can easily employed in other markets such as Europe, and Asia. Tesco have three main values which as discussed in Tesco plc (2018);
9.1 No one tries harder for customers
                                                                        Tesco’s understand that they need to listen, and understand their customers to try and improve their experience. Listening to customers has never been easier than it is today, with technology such as social media, and data gathered through the club card loyalty scheme, then more importantly act on them and be innovative.



9.2 We treat people how they want to be treated
                                                                                             Tesco take their responsibility for the wellbeing of their employees very seriously, and they emphasis that it is essential to the success of the company. They believe that employees should be recognised and rewarded for good practices, and be able to be a success within the company. Tesco fully support the development of it staff. They believe that by trying their hardest for the employee, the employee will in turn do the same for the customer. 

9.3 Every little help makes a big difference
                                                                             This value captures how all the small changes can ultimately make a big difference, not only to issues in its store, but in the communities surrounding the stores and the wider society.
 Issues such as where they source ingredients, and if they are sustainable or not, they believe it is important to be completely transparent in order to gain trust. 

By looking at Tesco’s it is easy to see where they have adopted slack performance objectives. For example, quality not only with goods, but with the service it delivers for its customers, and the continuous improvement of its employees, they also aim to have the customer’s loyalty by having good dependability in regards to the sourcing of it goods, and always keeping products on the shelfs.       


10.0 Tesco’s Club Card
                                               without doubt Tesco position as the biggest supermarket in the United Kingdom can be credited to the Club Card, which gave customer a money off coupon based on the amounts they spent in store as a reward for their loyalty. The scheme first began on the 13th of February 1995 and ever since it has provided them with a competitive advantage. The data gathered has helped them understand the customers buying habits, and even determine where good are place in store to help save the customer time(Secure.tesco.com, 2018). Tesco’s chairman at the time was quoted saying;
“I have learnt more about my customers in the first three months, than I have in the previous thirty years” 
(Secure.tesco.com, 2018) believes with Tesco’s now having the data from its customers they were able to show their flexibility by sending each club card holder offers on items, which are specifically aimed around them, and if they notice that the customer has stopped buying certain good they can send money off voucher to encourage future sales. Nonetheless customers spending the vouchers in store was not the only option. Tesco wanted their customer to have fun that is why they also offered the possibility for customer to redeem vouchers at theme parks or restaurants all adding to the quality of service for the customer, and the external effect of the five performance objectives (Evans and Mason, 2015). 





11.0 Employees continuous improvement          
                                                                         Tesco’s is a company that’s prides its self-off the way it treats it employees, and offers them every opportunity to progress within the company.

 It is not unusual for a store worker to achieve their desired jobs as discussed by Pollitt (2010) in 2009 they invested in future managers of its stores, which cost them over three million pounds, which could have a negative effect of the cost objective, on the other hand it would increase service quality, and employee’s dependability.
 At the time it was the biggest investment in a senior team in the sector within the UK, this can be done through a Tesco scheme called the options program, which offer employees who show potential to progress onto bigger or different jobs. In fact, Tesco has been recognised as the first retailer to offer fully accredited qualification in house which were accredited by Qualifications and Curriculum Authority (Jaggi, 2004).
 It could be said that by following through on their values of the treatment of employees, and offering training programs for individual progression offers many advantages within the performance objectives. For example, when it comes to flexibility those who have progressed still have the skills to complete the task they did before the training programs, so if they were to be needed it would not be a problem. With the employee being trained within also helps with the time needed to train them, because they would already have an understanding of the company which could benefit the speed and cost objectives.

12.0 Tesco’s and sustainability 
 “Sustainable development is development that meets the needs of the present without compromising the ability of future generations to meet their own needs”

this famous quote was written by Brundtland (1987) who understood how important it was to become sustainable, but what are Tesco’s doing to help the environment? all of Tesco’s strategy towards the such matters can be found in their corporate social responsibility report. In that report they recommitted to the UN global compact. Which in essence is the same objectives as the Brundtland report to secure future generations. The program also promotes important issues such as human rights. They are also a part of the UN sustainable development, and have committed to achieving goal 12.3 of reducing and food waste in half by 2030 (Sustainabledevelopment.un.org, 2018). Dave Lewis the Group Chief Executive went onto say that; 
“The UNGC aligns closely with our values and we are very proud to continue to commit to the ten principles covering human rights, labour, environment and anti-corruption” 
in regards to human rights Tesco is part of the Ethical Trading Initiative (ETI), and they also encourage their supplies to also comply, and improve standards throughout the supply chain. 
Tesco has found that it is not always easy to ensure that the correct practices are followed in their lower tier supply chain, where Tesco suppliers source their goods. As leading sport wear company Nike discovered society was becoming aware of poor management of the supply chain, and the consumer will no longer allow it as Nike discovered in the 90s when consumers boycotted the brand, which made them rethink their strategy, and listen to the need of the customer (the Guardian, 2018). In the case of Nike, they failed to understand the implications of the external effect of their performance objectives, the consumer has trust in the company to make the correct choices in regards to quality and dependability. As discovered in Tescoplc.com (2018) Tesco’s takes all of their responsibilities very seriously that is why they produce a corporate social responsibility report which outlines their visions for the future, which include becoming more renewable and helping communities close to the stores by offering any surplus food to local charities to help families through difficult situations. It could be said that Tesco has chosen to help others gaining their loyalty and trust in the company, at the cost of losing out on selling the products for a profit.    
13.0 Conclusion                  
                       As discovered in the report the title of operations manager can be used in day to day life. Nigel slack explained that everybody manages process, therefore everybody is an operations manager (YouTube, 2018). When it comes to IKEA they believe that their operations management success can be credited to two important factors as Slack, Brandon-Jones and Johnston (1995) explains that understanding the customer is vital, so that all process are smooth, and aimed around the customer, issues such as store layout, and amount of stock in store can all have an effect on the customer. The second factor is the manner they produce and deliver products, this factor can make sure that IKEA are a dependable company. If the company did not adhere to the factors Slack, Brandon-Jones and Johnston (1995) suggest it could impact their profitability.
da Silveira (1997) explains that it is very important for a company to be competitive in the marketplace, and applying the five performance objectives, will help do so, but as discovered there are obstacles in the way in the form of trade-off between objectives, such as flexibility vs speed. Where companies risk making partly produced good to increase speed, but the orders already produced might not be to the customer’s specification. It is important to find a level that suits both objectives. 
As discovered Tesco are a company that put the customer first as shown in their values. Each value is based around people, and what they can do to increase the company’s dependability with customers, but also employees. one of their values states that no one tries harder for customers, which is done by listening to any concerns and suggestions. With technology today its easier with social media and data gathering techniques, such techniques Tesco’s have used include the club card which gives them the opportunity to understand consumers buying habits (Secure.tesco.com, 2018), and also giving the customer benefits such as money off coupons, and theme park tickets.

Tesco also invest in the continuous improvement of its staff, as Jaggi (2004) explained Tesco offers employee the opportunity to progress within the company, and they are now empowering their employees with qualification. By doing this Tesco increases their quality of service given. 

As discovered in Tescoplc.com (2018) the company corporate social responsibility report is working with organisation such as the United Nations to help reduce their impact as a company on the environment. As discovered a company that did not take their responsibility seriously was Nike, which led to a boycott of the brand by consumers, that is why Tesco takes the approach of being fully transparent with its customers.       
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These typologies are usually similar. The few differences among them reflect often
different views on the importance and hierarchy of these objectives. The terminology
referring to these objectives also varies, the same happening with their general

denomination. Table 1-3 summarises some typologies with their specific terminology.

Hayes and Wheelright (1984)
“Performance Criteria’

Quality

Flexibiliy

Dependability

Hill (1985)
“Performance Objectives”

Quality

Range of
Products

Delivery
Reliability

Delivery
Speed

Ferdows et al. (1986)
*Manufacturing Capabilites”

Quality

Fiexibility

Delivery

Swamidass and Newell (1987)
‘Manuf. Strategic Dimensions'

Qualiy

Fiexibiiy

Dependability

Edmonson and Wheelright (1989)
“Performance Dimensions”

Product
Performance.

Flexibiiy

Dependabiliy

Tnnovativeness

Platts and Gregory (1990)
“Performance Criteria”

Qualiy

Flexbity

Delivery
Reliability

Delivery
Speed

Froduct
Features

Slack (1991)
“Performance Objectives'

Quality

Flexibiliy

Dependability

Specd

“Competitive Priorities’

Quality

Flexibiliy

Dependabiliy

Time

Garvin (1993)
“Strategic Priorities’

Quality

Fexibility

Delivery

Table 1-3: A review of typologies of manufacturing strategy objectives.

The most common dimensions along these typologies are cost, quality, flexibility and
dependability. Speed is cither considered a single category (Slack, 1991; Hill, 1985; De
‘Toni, Filipini and Forza, 1992) or a sub-category of dependability or quality (Garvin, 1993;
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