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 Preface  

 Organizations grow and thrive based on their response to a com-
petitive environment within a particular market. The success of an 
organization in how it responds to market demand is largely depen-
dent on how the organization is structured and managed. Today’s 
world of Internet-based e-commerce allows for a broader and poten-
tially worldwide market base requiring faster response in managerial 
decision processing. The knowledge, skill, and experience within man-
agement will dictate the speed and quality of managerial decision pro-
cessing and the competitive advantage it will afford the organization.  

 It’s the knowledge and skill managers have that establish how 
managerial processes are developed and implemented, and what 
effect these processes will have in the overall operation. Much like 
people who use tools to perform their work, their success is largely 
dependent on knowing what tools to use, when to use them, and how 
to use them to accomplish a desired goal. Managers can also have 
tools that will help develop processes to manage their department 
more effectively and efficiently.  

 Project managers have used several specific tools designed to 
manage various components of a project to ensure that the project 
is completed by the appropriate staff, on budget, on schedule, and 
delivering a quality product or service. Project management tools 
used for developing processes to manage resources and other levels 
of management, communications, budget and schedule, supply chain, 
process improvement, facilities, and waste as well as risk management 
can also be applied to operations management, having proved to be 
very effective in maximizing efficiency, productivity, and problem 
resolution. This gives managers more power and confidence not only 
in managing and  completing their responsibilities, but also in offering 
efficient ways to improve the culture of management and how the 
organization conducts business.  
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 PREFACE xiii

 Organizations are continually looking to improve competitive 
advantage, typically through product improvement and production 
efficiency, but this book offers the manager tools to make improve-
ments not related to product, but that can result in similar improve-
ments in the organization’s competitive advantage. These tools can 
be implemented in small businesses to very large corporations with 
locations all over the world, as well as organizations such as gov-
ernment, educational, and nonprofits. These tools can be used by 
operations managers as well as executive management and lower or 
mid-level managers because they are effective in all areas of manage-
rial responsibility.  

 Managers can now have their own tools that will change how 
they approach managerial responsibilities. When managers imple-
ment these tools and witness their usefulness firsthand, this will result 
in stronger and more confident management resources, creating an 
advanced and technical managerial base of assets within the organi-
zation. It will be these highly effective managers who will create a 
culture of managerial decision processes, and based on these tools 
can help organizations turn the tides of competitive advantage to their 
favor. Managers can now make a bigger difference than ever in being 
effective by having the right tools and knowing when  and how to use 
them.    
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 Introduction  

  Realities of Managing  

 Organizations can be made up of anything from small two- or 
three-person operations to very large corporations having several 
divisions broken up into departments with thousands of employees 
managed by several layers of management, all sharing similar char-
acteristics. These characteristics can include processes performed 
for a specific objective, operating and overhead expenses, schedules, 
capital equipment management, and human resource management. 
These are just a few characteristics that are typical in an organization, 
but they represent areas that will need to be managed and will likely 
see problems at some point.  

 When organizations are first established, the founders and execu-
tive staff will largely be responsible for establishing policies and pro-
cedures that set the stage for how the organization will be run and the 
direction it will go. Managers will then be hired to oversee procedures 
being completed and policies being followed within the organization.  

 This is much like a captain steering a ship. The captain will under-
stand a course that was laid out and will have the skills, tools, and 
experience to maneuver the vessel to reach its destination. If the 
manager is seen as the captain over the department or division, the 
manager must understand the course, which would be the processes 
that are carried out to accomplish a desired goal, and then the man-
ager must have the knowledge, skills, and tools to effectively steer the 
department toward the desired objective. This not only requires the 
department to be pointed in the right  direction, but also requires the 
manager to know how to make adjustments to steer the department 
and keep it on track.  
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 INTRODUCTION xv

 The question is, Does the manager have the knowledge and tools 
needed to make  necessary adjustments to keep the department on its 
course ?   

  Project Management Tools for Operations 
Management  

 Much like operations managers, project managers have several 
areas to monitor and control in steering a project in the right direc-
tion. Projects have several of the same characteristics as a department 
within a functional organization. They have work packages or tasks 
that are performed one time and that must be completed to accom-
plish the project objective. Departments have work packages called 
processes that they perform on an ongoing basis, such as human 
resource management or resource and material scheduling, and that 
must be completed to accomplish the objective that the department 
was designed for. Project managers are typically under pressure  to 
create a well-organized, highly efficient, streamlined flow of pro-
cesses that will define a particular project. Managers will also have 
processes being carried out within a department designed to produce 
a desired output. It is this connection between how project manag-
ers approach managing these processes and how operation manag-
ers approach them that reveals project management tools that can be 
used in operations management.  

 Project managers, in most cases, approach a project looking 
at every aspect of work that needs to be done, as well as all of the 
resources required to accomplish the objective. This is an eyes-wide-
open approach, looking at every aspect of the project as seen for the 
first time. Because operations managers see their processes every day, 
they can overlook areas that appear normal but in reality are causing 
problems. Managers who step back to view their department as if 
seeing it for the first time might discover some obvious improvements 
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xvi THE OPERATIONS MANAGER’S TOOLBOX

that can be made. This book will give managers  tools and perspectives 
that can be used to unveil hidden problems and areas that can be 
improved that may not be readily visible to the manager.  

 In some cases, just looking at things with a different perspective 
can in itself be a powerful tool. This can reveal areas over which the 
manager does not have much control and which therefore warrant 
investigation into setting up monitoring systems to gather information 
about how much and what types of controls might need to be imple-
mented. This is why project managers will see things that operations 
managers might miss, simply because they are not used to looking 
for them. This book is designed to have the operations manager view 
the department as seen from a project manager’s perspective and  
show where project management tools and techniques can be used to 
improve areas within the operation.   

  Is This for Me?  

 At this point the manager might be asking, “Is this really for me?” 
and “Is it necessary?” and “Will it make a difference?” The answer is 
a question: If the managers are truly the ones making adjustments to 
stay on course within their department, do they have the skills, knowl-
edge, and tools to make effective adjustments in controlling resource 
management, budget control, process improvement, communication, 
training, risk management, and departmental organization? These are 
just some of the areas that will be covered in this book where project 
management tools and techniques have proven over and over to be 
very effective  in operations management.  

 These tools and techniques do not require high levels of educa-
tion, years of experience, or mathematical expertise—just that they 
are understood, implemented, and refined, given the manager’s level 
of responsibility. For those who have been in management for sev-
eral years, some of these techniques might seem familiar, but viewing 
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 INTRODUCTION xvii

them from a different perspective allows the tool to be sharpened and 
used in a better way. There might be some ideas that will generate 
some intrigue into how they can be used, or new items that might 
prove to be surprisingly effective.  

 Some managers might have been promoted to their position com-
ing up through the ranks, and might be struggling with certain areas 
of how to manage or might not be familiar with areas of operation 
and could use more efficient tools to better control areas within the 
department. This can also be an opportunity to view the department 
from a different perspective and implement tools and techniques that 
can be very effective in changing how the department is monitored 
and controlled.  

 New managers or students of management can start their careers 
with a very cutting-edge and tactical approach in their management 
style that will prove to make them much more successful in not only 
managing but controlling a department. This perspective allows the 
manager to see other areas of the department more from a process 
standpoint and implement tools and techniques to effectively manage 
areas that other managers might be struggling with.  

 Senior and executive-level management can use these tools 
and techniques in training middle and lower-level management to 
improve their knowledge and skills in managing their responsibilities. 
It is frustrating to watch managers who report to you struggle in their 
approach to manage and control their department. The tools shown 
in this book will help managers see their department from a different 
perspective, allowing them to design monitoring systems and use con-
trol techniques to make adjustments that will streamline the opera-
tion. Improvements in overhead, processes, resource allocation, risk 
mitigation and elimination, communication, and waste management 
are some of the typical improvements  that can be made using these 
tools.  

 Managers at all levels want to be successful and want to know that 
they are doing everything they can to manage all aspects within their 
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xviii THE OPERATIONS MANAGER’S TOOLBOX

responsibility. Having these tools and techniques in the manager’s 
toolbox sets the manager apart as one who not only reports the out-
come of what their department is doing, but can actually control and 
manage by making calculated adjustments that keep the department 
streamlined, cost-effective, and on course in completing its objective.     
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 1

   1 
 The Power of Completion  

     How Do You Gain Power from 
Completion?  

 Power in an organization can be defined in several ways, but this 
chapter focuses on the area of task and project completion and the 
types of power that can be accomplished through completion. Under-
standing power should not have us confined to the area of referent 
or authoritative power, but should challenge us to expand our critical 
thinking to explore where power can be found throughout a man-
ager’s leadership. Within management, there are areas over which 
managers have power or feel that they have more control, which can 
come across as power, and other areas that seem to be a power  drain. 
Power can also be found in some of the most insignificant areas of 
leadership and might simply be overlooked or not even considered 
at all. The point is not in the mastery of control or gaining power; 
real power in management is accomplishment and completion. There 
is power great and small within leadership, and studying the area of 
completion will reveal tools that can be used to gain power in manage-
ment and better develop your leadership skills.   
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  Believing in the Task or Project  

 As a manager, you should recognize that your success in leader-
ship with regard to managing tasks depends largely on two things: 
whether you believe in what you are doing and whether those who 
report to you believe in what you are doing. You have to be convinced 
that what you are undertaking is necessary if you want to be convinc-
ing to those who report to you. If you are not sold on the  idea  of the 
task, it will show in how you organize and manage the task. If you are 
excited about doing something, it will show in your organization  or 
development of that task or project. You will be motivated to outline 
the steps that will be most efficient in completing the task because 
you recognize the value and really  want  it to be completed. You will 
put energy and time into planning and will choose the best resources 
to accomplish the task. You will schedule meetings to go over all the 
details to make sure everyone understands what is needed. Your level 
of detail and organization clearly shows everyone how much you 
believe in what you are doing. This carries over in not only displaying 
traits of your leadership  but also communicating the importance of 
this task within the organization.  

 Those on the team will see that you believe in the task, and if it is 
important to you, it will be important to them. They will derive their 
loyalty to the project based on what they see in your leadership. They 
generally look to you as an example, so you need to ask yourself some 
important questions concerning your mind-set in overseeing a task or 
project:  

    1.   Do you believe it is doable?   

   2.   Do you believe that the human resources are competent enough 
to complete it?   

   3.   Do you believe that the organization really needs this done and 
will benefit from it?    
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  Power Tool 
 Power comes through a belief system that what you are doing 

means something—that you believe in it and support it. You 

will gain much more power in completing things  if you believe 

in what you are setting out to accomplish,  which will also  drive 

those who report to you to believe in the task  or project as well, 

giving you power to complete the task or project.    

  Proper Assessment of a Task or Project  

 The assessment starts the minute you are aware that something 
needs to be accomplished. The best project team in the company will 
not be able to complete a task if information about the task or project 
is missing or incorrect. To develop an accurate task or project plan, 
two areas need to be well defined and clearly understood:  

    1.   The scope—    Boundaries as to  only  what  needs  to be accom-
plished.   

   2.   The goal or deliverable—    What is the product, service, or 
desired output the task or project is assigned to produce.    

 In some cases the goal might be defined, but not understanding 
the boundaries or scope allows for tasks to expand or migrate beyond 
what was originally intended, making it harder or making it take lon-
ger to complete. Without a clearly defined scope, resources can get 
misdirected or distracted, leading them down a path that is unneces-
sary, wasting time and effort.  

  Power Tool 
 The power tool here involves helping the team  stay focused  on 

 only  what is required to ensure that they are efficient in com-

pleting their task.   
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 Part of why completion might be difficult is that unrealistic goals 
might be set. If an overly optimistic completion time was set in a man-
agement meeting, a task can fail if that time frame is not attainable. If 
all the components of a task or project were not originally accounted 
for, an unrealistic time frame might have been set. In understanding 
the time requirements of task items, the manager must know how 
that information was obtained. Were the time frames simply your best 
guess or did you seek expert advice in getting accurate time assess-
ments? One of the biggest problems with  managing a task or project 
is holding to the schedule. If the schedule was built with inaccurate 
time information, holding to the schedule will be difficult, and you 
will feel you have no power in completing the task or project.  

  Power Tool 
  Accurate time frames and schedule information  are necessary 

for developing the overall completion time that will be reported.  

 Having realistic time information will help match times during 

the execution of the task or project, ensuring that resources 

are more likely to stay on schedule. This is another way you 

build power in completing tasks.   

 Another area to consider is the skill set of the team. If the skill set 
of the team is inadequate to address the scope of the task, the task has 
a much higher probability of failure. Acquiring the appropriate skill 
sets within the team can have a very big impact on the success of the 
task. Some resources might overstate their abilities just to get on the 
team for notoriety. Other resources might be assigned to task teams 
by their manager even though they lack in their skill sets, but they 
might be the only resources available.  

  Power Tool 
 The ability of the manager to select or hire  staff with appropri-

ate skill sets  is another way to build power in completing things 

in the organization.   
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 Another part of proper assessment involves gathering information 
needed about the task or project. The power in completion actually 
goes back to the beginning, to having a clear scope of the goal and 
accurate cost and schedule data. Reporting on the status of a task 
might be accurate as to what is happening at that time but might 
appear over budget or behind schedule with reference to your origi-
nal data set at the start of the task. If you had more accurate infor-
mation at the beginning, reporting on the task will appear better if 
you are actually staying on course.  So be careful about who is at fault 
here—if the team is doing their job, the numbers are only off because 
of inaccurate baseline data that you set at the beginning.   

  Managing a Task or Project  

 There is nothing more disappointing than being called into a 
meeting about a “new project” only to find that very little has been 
planned. The other disappointment is watching how disorganized the 
leader is, which will usually send a message to everyone about how 
the rest of the project is going to play out. This can also reveal that 
the manager does not believe in the task and has not invested time in 
planning it. Some managers pass this off as “I put the outline together 
and you guys run with it,” which is just another way to communicate  
that you don’t really support the task and you want the team to put it 
together and manage it.  

  Power Tool 
 Managers who believe in something will invest time in it and 

will  lead  it.   

 Organization is critical because the team is more likely to support 
the task or project if there appears to be time invested in organizing 
the task. Teams need leadership, direction, and organization; without 
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these fundamental components there is no power in completion or, in 
most cases, any completion at all. Organizations that are not efficient 
can usually trace this back to a lack of leadership in their manage-
ment that directly affects the bottom line. Most of what the working 
staff understands about the professionalism of the organization comes 
from their perception of management.  

 This can also trickle down to how staff members view the orga-
nization of task assignments and projects within the department. Do 
not underestimate the perception of a team because most teams can 
get a sense of buy-in and organization from the leader very quickly in 
the first meeting.  

  Power Tool 
  Being organized is good for both the manager and the team.  

Good organization involves  having specifics identified,  such 

as detailed tasks, names of people assigned to certain tasks 

and why, time frames and scopes of individual task items for 

those doing the tasks, and maybe even some potential risks.   

 Good organization is a sign that thought and time have been spent 
and care was taken to assess the details. The team will see this and 
realize how much this project means to the manager, which will drive 
the importance directly home to them. This is power in completing 
tasks or projects in your department. There has to be a driving force 
that steers the team, keeps them focused, assigns tasks, and holds 
them accountable to get things done. Teams that are left to develop 
the tasks on their own tend to struggle with arguments and run into 
delays, and  team members become disinterested in the task because 
it doesn’t appear to be important to anyone. These are the projects 
that fail. This doesn’t mean that the manager always has to lead a 
team for them to be successful, but it means that there should be a 
designated leader and the entire team should know who is leading the 
team.   
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  Accountability in Completing a Task or 
Project  

 Managing accountability requires two primary elements:  

    1.   Having a clear understanding of what needs to be done   

   2.   Being expected to produce the assigned task within a given 
time frame    

 Accountability applies to managers overseeing an assigned objec-
tive and the staff assigned the actual task items to be completed. The 
focus here is on having team players take ownership of task items 
and having the overseeing manager be held accountable for the task’s 
completion. As just a reminder, managers are responsible for getting 
processes completed in their department and hiring staff to carry out 
the tasks. Team members need to be held to a quality standard in 
producing their task. It is one thing to complete an assignment, but 
the accountability needs to ensure completeness  in both scope and 
quality of what is being produced.  

 Managers have a tendency to overcommit in meetings or to say 
that they will complete projects or task items when they don’t really 
have the data to support what their team can actually do. This can be 
dangerous for the team because they had no input on the commit-
ment but are now held accountable for that commitment. This can 
also be bad for the manager because it will be difficult to keep the 
team focused on the scope of the project and on schedule. Do not sell 
your team short by inaccurately committing, but rather find the cor-
rect information and  then update the other managers on what you are 
committing to. This will increase your credibility with not only your 
peers but also your team.  

  Power Tool 
 Another tool in the power of completion and accountability is 

having  accurate data.  Try not to guess!   
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 After the project is underway, the flow of information is criti-
cal. How often does the management team meet to get the status on 
tasks or projects? Meeting too often does not allow enough time for 
task items to complete, but not meeting frequently enough takes the 
accountability away from the managers in reporting accurately. Status 
meeting must be scheduled frequently enough to capture the right 
amount of data to be reported yet be efficient in management’s time 
and mitigating of problems. Not knowing about problems as quickly 
as possible can have a detrimental effect on the task or project.   

  Take the Blinders Off  

 Managers are in a place of responsibility that requires thought 
and decision processing and when put to the test will reveal how well 
their decision process actually works. One of the process inhibitors 
that managers might encounter is working with paradigms. Managers 
might sometimes start down a path with a great idea of how they want 
to complete something, which is usually good but can have its draw-
backs. Managers might operate in a rut, using the same old ways day 
in and day out, but not be pleased with the overall outcome of their 
department. Managers need to constantly look  for improvements, 
and surprisingly they might find ideas in their department staff or 
management meetings. One of the power tools within an organization 
is team meetings, which, when conducted well, can produce several 
ideas and narrow them down to the best course of action. When a 
manager goes through the decision process, he should take a similar 
approach and evaluate other options because there might be more 
than one way to get something done.  

  Power Tool 
  Think out of the box  and consider other alternatives.   
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 Sticking to an original plan can be good, but consider being open-
minded and looking into other ways to accomplish a task.  

  Power Tool 
 There might be others in the organization who have done 

something similar in the past whom you can consult to find out 

about  “lessons learned”  and mistakes that were made that you 

can avoid.   

 In some cases, brainstorming sessions with your team can reveal 
slightly different approaches that might be more efficient.  

  Power Tool 
 Brainstorming can touch on some team skills such as listening 

versus hearing and  information gathering meetings  that can 

reveal other ways to accomplish things.   

 These types of activities can be great for both discovering new 
things about your project and building a great team.  

 For the manager, this can be an eye-opening experience, reveal-
ing how many different alternatives there can be to accomplishing a 
task or project. This type of process approach can be a very effective 
decision-processing tool for the manager, as well as an opportunity 
to learn more about your team members and how the team interacts. 
This can also be used as an instructional tool for team building.  

  Power Tool 
 It is important for a manager to  keep an open mind  in how she 

approaches decision processing and to consider other areas 

for information that can help develop the best course of action.   

 Always keep this question in mind: “What is the fastest and most 
cost-effective way to complete a task or project correctly?”   
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  Time Is of the Essence  

 Time is a vital resource within any organization. Many studies have 
been published that can quantify how much time companies waste 
each year and how much that can cost, not only in money but also 
in inefficient use of resources. One area that can be difficult to man-
age is human resource efficiency. It is a common fact that resources 
are not created equal and people will have both strengths and weak-
nesses. The manager hires human resources based largely on a skill 
set that shows strengths that can be used to perform required job 
functions. As these resources are in place  to perform their required 
duty, they are sometimes called on to participate in other things such 
as additional tasks, projects, or team meetings. This can have one of 
two effects on a resource:  

    1.   Opportunity—    The resource is capable of performing the nor-
mal task and enjoys the opportunity to participate in other as-
signments, further developing the resource and improving his 
job satisfaction.  “They enjoy it.”    

   2.   Punishment—    The resource wants only to perform his required 
duty and feels that he should not have to be involved in other 
tasks or projects. This resource might or might not be capable 
of performing extra tasks and will see this as an increased stress-
ful work environment.  “They hate it.”     

 In most cases a manager will present these opportunities by ask-
ing for volunteers, to get those most likely to embrace the opportunity 
and not see it as drudgery. The warning here is to not forget that this 
resource not only is performing her regular duty, but is taking on extra 
work and will need to have guidance in modifying her work schedule 
to include additional tasks. This is where problems can start and man-
agers can either gain power or lose it.  
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 Managers might come out of a meeting with an action item list and 
start throwing resources on new tasks just to get things started. Man-
agers engaged in these new tasks or projects can get overly focused 
on completing those tasks and forget that these resources have their 
regular job to perform. Managers still have an operation to run and 
need to schedule these resources according to what the operation can 
afford. When these resources are off of their normal job, the organiza-
tion suffers as a result. This is offset by what the resource is contribut-
ing on the special task that  will benefit the organization. So as a net 
result the resource’s time and completion of assignments is in balance 
relative to the bigger picture in the organization.  

  Power Tool 
 You have to  maintain a balance  of normal departmental duty 

work and special project work to make the most efficient use of 

resource time and benefit to the organization.   

 If too much time is spent on the special tasks, morale might 
decline because people get their satisfaction from performing their 
normal job.  

 There is a threshold that people will have in the balance of their 
normal job versus time spent on a special task that yields a certain job 
satisfaction. With some, too much time on the task takes them away 
from their normal job and they cross over the threshold and begin to 
resent the task for taking them away from their job, resulting in lower 
job satisfaction. On the other hand, there are people who thrive on 
the special task assignments and want to get away from their normal 
job to get the satisfaction they desire. They want to  be on several tasks 
and avoid their normal job as much as possible. This might or might 
not be good for the organization or the resource. This topic is covered 
in  Chapter   5   , “Managing Your Resources.”   
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  Organizing a Task or Project  

 In talking with people in management, some of the most difficult 
things to accomplish are surprisingly not the big projects, but in many 
cases the smaller tasks. When you come out of management meet-
ings, the larger projects usually have lots of resources, energy, focus, 
and managerial visibility associated with them. Larger projects typi-
cally are split into smaller subtasks that have individual work assign-
ments associated with them. With so much focus on the large tasks, 
it is actually easier to get momentum going and for completion to be 
realized (lots of power). With the smaller tasks or projects there is  less 
discussion about them in the initial meetings, few people are assigned 
to the project, and there is almost no focus or energy associated with 
them. They are not subdivided into smaller components, and getting 
traction and momentum going is difficult, leaving completion far from 
easy if it’s even realized at all (no power).  

  Power Tool 
 When you have a task or project assignment, it is best to  break 

it up into smaller subtasks  that will allow for better definition of 

what is required and better management of each part.   

 One of the problems with initially structuring a project relates 
to going into enough detail on the tasks to cover  all  the items that 
will need to be completed. If this data is not accurate, the manager 
is starting off with incomplete information about the project that can 
result in inaccurate schedule or cost information. There are several 
benefits to breaking down tasks or projects into smaller parts:  

    •   Creates an outline form of the task or product to better view all 
work required.   

   •   Breaks up the project into major components or steps.   

   •   Makes it easier to define each step and breaks steps into smaller 
work packages.   
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   •   Reduces the chance of forgetting required steps.   
   •   Makes it easier to communicate the work to the project team.   

   •   Creates a better resource scheduling tool.   

   •   Enables the project to run more efficiently.   

   •   Allows the manager to have better problem and risk management.   

   •   Enables the manager to more accurately report the status.    

 When projects are broken up into smaller components, resources 
are likely to view their part as a smaller, easier task to complete than 
if they see their part listed as a single large item taking a long time to 
complete. Part of the power in this tool stems from  the perception 
the resource has of his work.  This can be a perception of his regular 
duty or of an additional task he volunteered for. In many cases the 
title of Manager or Director can be daunting due to the responsibility 
involved, but in reality it is just a bunch of smaller  jobs that make up 
that title. How a resource views what he is required to do can play a 
big role in his perception of a workload. Breaking up projects or tasks 
into smaller parts allows the resource to see that it might be much 
easier to complete a large item than originally thought. This can be 
equally beneficial for the manager. This is also how project managers 
view a project and how they communicate the tasks, as just small parts 
that each resource needs to focus on.  

 Managers are more successful when they have a sense of organi-
zation and control over tasks being worked on in their department. 
Managers should look for ways to make their department run more 
efficiently and should have more details on what resources are doing, 
allowing the manager more information to consider alternatives. When 
managers have the ability to actually manage and control the work per-
formed in their department, they feel better about their job. People 
working on a project or working in that department can see that the 
manager is organized, has a sense of vision and direction as to the 
work  being performed, and knows what the end goal is leading up to. 
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This also promotes accountability within the department or team as 
resources can see more details about what is required and when.  

  Power Tool 
 The power of completion is in  organization  that allows  more 

control over the work being performed.  This is seen not just in 

reporting on tasks, but also in actually feeling as though you 

have control over your resources, task detail, and scheduling 

options as a result of better task organization.   

 One tool used in project management that the operations man-
ager can use to better organize a department is a work breakdown 
structure, or WBS, as shown in  Table   1.1   .   

 This structure can be built using Microsoft Excel or Microsoft 
Project. The work breakdown structure is used to subdivide work into 
smaller tasks. You can continue to break down these subtasks as far as 
you need to go until you get to what’s called the work package. This 
helps the manager organize tasks in sequence and reveals which sub-
tasks need to be completed before others can start, which is called the 
predecessor. Predecessors help the manager understand the flow of 
work and sequence of tasks. This also helps the manager understand, 
from an accountability standpoint, who will need to complete  their 
work before other work can start.  

 The manager can also use this work breakdown structure to assign 
resources to tasks, smaller subtasks, and work packages. The manager 
can use these resource assignments for those overseeing a task or the 
people actually doing the task. Other things can be assigned in the 
work breakdown structure, such as costs for resources and materials, 
start and stop times that define the timeframe in which a task will 
need to be completed, and quality checkpoints. This tool can be used 
for projects or general organization of a department that has several 
components of work that need to be scheduled in  sequence.  
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 Table 1.1   Work Breakdown Structure Illustrated in Microsoft Excel  
 Task   WBS Code   Project Tasks   Durations   Predecessor   Resources  

 1   1    Project Name     33 Days Total   

 2   1.1    First Subtask     14 Days Subtotal   

 3    1.1.1    Lower Divided Subtask or Work Package    2 Days   Name  

 4    1.1.2    Lower Divided Subtask or Work Package    7 Days   Name  

 5     1.1.2.1     Lowest-Level Work Package     4 Days   3   Name  

 6     1.1.2.2     Lowest-Level Work Package    5   Name  

 7    1.1.3    Lower Divided Subtask or Work Package    5 Days   6   Name  

 8   1.2    Second Subtask     8 Days Subtotal   

 9    1.2.1    Lower Divided Subtask or Work Package    5 Days   7   Name  

 10    1.2.2    Lower Divided Subtask or Work Package    3 Days   9   Name  

 11   1.3    Third Subtask     11 Days Subtotal   

 12    1.3.1    Lower Divided Subtask or Work Package    7 Days   10   Name  

 13    1.3.2    Lower Divided Subtask or Work Package    4 Days   12   Name  
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 The work breakdown structure can help the manager not only 
see information relative to tasks and resources, but also better orga-
nize and plan for resources that will be used later on the project. The 
manager might also want to use a WBS to help capture all the tasks 
that need to be done on a large project. When large projects are first 
organized, it can be difficult to understand everything that needs to 
be completed because there might be a large amount of work to be 
done or it might span a long duration of time. Starting off with main  
subdivided parts of the project can act as an information repository 
that can be further organized to define the work that needs to be com-
pleted. In most cases further refinement is in allocation of resources.  

 One area of concern in operations management is resource man-
agement. Resources can be in the form of facilities, capital equip-
ment, cash or lines of credit, IT and communications systems, and 
human resources. In the work breakdown structure, the manager can 
assign not only human resources to tasks, but also other resources 
that might be required to complete a project. This is critical for effi-
ciency within the organization because most companies do not have 
an unlimited supply of resources and an organized scheduling struc-
ture. Some resources needed by a manager might be critical, such as 
a line of credit, expensive equipment,  corporate aircraft, or resources 
used by an outside company or contractor. These types of resources 
require special care and in some cases require contracts to be written 
that will define the scope of what is needed by the resource. Financial 
resources can be small and easily managed within the department 
or they can be very large, requiring a line of credit or a significant 
amount of the company’s financial resources. This is when the man-
ager could use a work breakdown structure to help other managers 
like financial managers understand when critical pieces of finances 
need to be used on a  project.  

 One thing midlevel managers might not be aware of is the 
amount of cash flow required by a company. Cash flow is typically 
used for such things as salaries, materials, equipment, and running 
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the operation, but when a special task or project is underway, extra 
financial resources might be required to complete critical things on a 
project or areas of the operation. Using a WBS works well with coor-
dinating tasks on a project or cost-sensitive areas of the operation with 
the financial department to not only plan cash flow but also coordi-
nate with all the departments in the organization. This  is done differ-
ently at various levels of management and responsibility.  

 If the manager has responsibility over a single department, over-
seeing special projects within that department might be more sim-
plified. In this case, the manager is generally more focused on the 
people and details of tasks being done. Another level might be the 
operations manager in charge of several departments or facilities. 
This level of management requires a more organizational approach 
and tools like a work breakdown structure to help with identification 
and the sequence of processes or defining of special projects. It will 
be important to coordinate resources used on normal departmental 
activities and those on special projects. This type of  tool brings organi-
zation, definition, logistics, resources, and accountability all together 
and makes them all visible in one single tool and increases your power 
as a manager in completing tasks.   

  Should a Task Become an Official Project?  

 Much of what will be discussed involves the organization of a 
department and/or special projects. Because most departments have 
normal day-to-day tasks they carry out, one critical management step 
is in determining when a normal task performed in the department 
should be treated like a project. Project tasks will appear to have a 
start and stop and be unique from the other things in the department. 
They can be special things like process or documentation develop-
ment, facilities or organizational things, or training to help improve 
the department or staff. If something is a repetitive task, it is generally 
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not  a project. If something will be done once or is set apart from the 
normal tasks in the department, it might be a project. In some cases 
a unique task “project” will be big enough to have a project manager 
(which might be you). These are tasks big enough to be broken up 
into resource teams and be organized in big project-type steps. In any 
case, the manager needs to assess tasks and processes in the depart-
ment to determine whether they are normal operations tasks or proj-
ects. This is a critical step in completing tasks as the manager needs to  
determine projects versus normal everyday processes.   

  Operations Manager or Project 
Manager—Who Are You?  

 The status meeting is the test of the operations manager to see 
whether she can really manage a task or project. In most cases the 
manager is good at managing the department, but when special tasks 
are assigned, how does the manager perform then? One of the first 
setbacks that you as a manager will have to deal with is not being 
able to complete a task and coming back to the next status meeting 
to report that you need more time. This might be acceptable once, 
but the next time this happens the team will start to lose  confidence 
in your leadership ability. Another problem with this is that the more 
you get used to pushing dates out, the easier it will be to keep push-
ing them out, and you then are no longer in a task completion mode 
but a task maintenance mode (reactive). This task has then become 
a regularly scheduled event; the team has realized that you no longer 
believe in the task and it has fallen in importance.  

 Executive management is looking at not only the ability of manag-
ers to accomplish their normal responsibilities, but also how success-
ful they are at running special tasks and projects and getting them 
done! This is primarily the ability to  complete  special tasks or proj-
ects. When scheduled completion dates are accurately assessed and 
hit on a project, the manager knows that the team did a good job 
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when completing the task. This doesn’t mean that the manager can 
just push out the dates to ensure that they will always be met, because 
then these tasks would drag on too long. Managers have to  be diligent 
in sticking to the schedule and managing teams to get things done. In 
some cases it might be wise to get more accurate information about 
completion dates instead of committing to a schedule knowing that 
it’s not realistic.  

 This can be the first step in understanding how to gain power in 
completion. Try to improve your process of being better organized as 
a manager, taking a few extra steps in understanding what you are get-
ting yourself and your team into. Most mistakes made can usually be 
tracked back to  poor assessment  of time, resources, or cost or scope of 
the task, and this results in tasks either not getting completed or tak-
ing too long to complete. This is when the operations manager is not 
thinking like a project manager and is focusing too much attention on 
the department’s normal  work and not enough time on special tasks 
that need a detailed mind like that of a project manager. The opera-
tions manager can do this; they just need to know when and have 
some basic tools to help organize the project. Completing these spe-
cial projects on time and efficiently saves the organization time and 
money, increasing power in both the manager and the organization. 
The other way to view this is in the organization of normal everyday 
processes and how much control or power the manager has in accom-
plishing those tasks.   

  Managing Processes Versus Reporting 
on Progress  

 Most managers are in a position to oversee tasks or processes being 
completed, but managers are not always sure how to fix something if 
a task goes wrong or is not being completed the way it is supposed 
to be done. As processes are being completed, problems or setbacks 
will come up that can cause delays in the schedule. In most cases the 
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manager reports delays or problems in something like a manager’s 
meeting or status meeting. What the manager is really communicat-
ing is their “observation” of the problem and not the steps showing 
how they are “managing” the fix.  

 One key part of effective managing is the manipulation of 
resources to improve processes or a project budget and/or schedule. 
There are two fundamental approaches in overseeing processes or 
projects:  reporting  and  managing.  In reporting, the manager is  observ-
ing  the team progress and reporting the status. In managing, there is 
the  manipulation  of things within the project that allows the manager 
to bring a project back on schedule or budget. This is accomplished 
first by outlining all the tasks that need to be completed and setting 
a baseline of project cost and schedule. As a project progresses, you 
can compare real-time data to the  baseline to monitor any deviations 
and look for ways to shift resources to get costs or the schedule back 
in line. Depending on how you have your task or project set up, there 
are some tools that can help bring things back on schedule, several of 
which are covered in later chapters.  

 When a process is being completed, resources need to know what 
to do if something goes wrong. The manager can add more resources 
to improve the schedule, or in other cases the manager can purchase 
or lease something that will help fix the problem. In any case, the 
manager needs to have some idea as to how to fix a problem, and this 
goes into the area of risk assessment, management, and being able to 
actually identify potential problems before they happen.  

  Power Tool 
  Assessing areas of risk  is not hard; it just requires some time 

spent asking questions of key individuals about what can go 

wrong so that you can plan for the problems.  

 Planning for problems is a great way to “manage” a process 

or project because you feel you have more control when you 

have tried to account for details such as potential risks.    
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  Power Tools for the Manager  

 Here’s how to get back on track:  

    1.   Doing tasks simultaneously—    If there are several tasks in a 
row, each having to be completed before the next can start, 
then reevaluate the sequence to see whether that is necessary. 
There might be a couple of tasks that can be run together or in 
parallel, allowing you to get you back on schedule.   

   2.   Sequencing of task starts and stops—    In the initial layout 
of a project, you have certain tasks that have to be completed 
before the next task can start. Reevaluate whether that is true 
because there might be other tasks that can start before all the 
requirements of the previous task have been completed. This 
will allow you to get a jump on the schedule.   

   3.   Adding more resources from other tasks—    You might have 
to get more resources for a given task or process that is taking 
too long to complete. Remember, resources can be anything 
the organization has, whether human, equipment, comput-
ers, or lines of credit. Temporarily adding a few more human 
resources on a task can bring it back on schedule and help the 
overall completion date. Every day you slip adds to the end 
date!   

   4.   Evaluating the scope or requirement of the task—    What 
did you set out to accomplish and did you bite off more than 
you could chew? Sometimes taking another look at what you 
are doing can help bring focus back to the team. Teams also 
have a tendency to get distracted and drift off topic, putting 
them behind. Keep the team focused on the task at hand.   

   5.   Determining whether you have the right skill sets on 
this project or task—    Evaluate who is on your team or in the 
department and whether they really have the skills to complete 
the tasks and processes on schedule and on budget. It is great to 
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have lesser-skilled resources on a task to give them the experi-
ence they need in order to improve. There is a schedule and a 
budget that also have to be met, however, and if those resources 
will likely struggle to hit those targets, you might have to get 
them a little help or consider another, more skilled resource.    

 The manager might be overseeing several tasks and processes and 
might need to act as a program or project manager. This requires some 
other skills or knowledge that managers might not have. Depending 
on how high up the managers are and how many departments they 
oversee, they might view their departments like projects within a pro-
gram to help organize them. How do you view your organization—as 
a department with a bunch of resources doing stuff? Or do you view it 
as a bunch of smaller groups or cells like small project groups?  

 One rule in organizing operations is to break things down into 
smaller components. This allows you to visualize and see the separate 
parts of your organizations more clearly. This is why a CEO doesn’t 
manage all the departments in the organization, because they would 
just see one mass of resources. When an organization is broken down 
into smaller departments, the CEO can see separate functional parts 
of the company being managed independently.  

 The operations manager needs to view his department or orga-
nization the same way, as smaller groups or components, to better 
monitor and control his department. This is also taken down another 
level to completing tasks, processes, or projects as you break them 
down into smaller pieces to better understand the goal of the task and 
help organize the resources working on the task. Depending on how 
big the process or project is, you might have to break down each piece 
further into smaller subtasks.  

 Organization starts with the “view” or perception managers have 
of what they are managing. One of the successful tools project manag-
ers have is the visibility of the project, and breaking the project down 
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gives better clarity of the details. Viewing the department in smaller 
pieces helps give clarity and detail to what is being done, allowing 
the manager to actually “manage” tasks, costs, and schedules so that 
completion is realized. This also allows the manager to take on spe-
cial projects as well and see them to completion, giving the manager 
power in what they are trying to accomplish. The perception  will be of 
organization, visibility, and knowing that they are more in  control  than 
simply watching. Managers need to know that they have the ability to 
make changes if needed, and using key tools will give the manager 
confidence to  “manage.”     

     Power Tool Summary  

    •   Power comes through a belief system that what you are doing 
means something—that you believe in it and support it. You 
will gain much more power completing things  if you believe in 
what you are setting out to accomplish,  which will also  drive 
those who report to you to believe in the task  or project as well, 
giving you power to complete the task or project.   

   •   The power tool here involves helping the team  stay focused  on 
 only  what is required to ensure that they are efficient in com-
pleting their task.   

   •   Accurate time frames and schedule information are necessary 
for developing the overall completion time that will be reported. 
Having realistic time information will help match times during 
the execution of the task or project, ensuring that resources are 
more likely to stay on schedule. This is another way you build 
power in completing tasks.   

   •   The ability of the manager to select  staff with appropriate skill 
sets  is another way to build power in completing things in the 
organization.   
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   •   Managers who believe in something will invest time in it and 
will  lead  it.   

   •    Being organized is good for both the manager and the team.  
Good organization involves  having specifics identified,  such as 
detailed tasks, names of people assigned to certain tasks and 
why, time frames and scopes of individual task items for those 
doing the tasks, and maybe even some potential risks.   

   •   Another tool in the power of completion and in accountability 
is having  accurate data.  Try not to guess!   

   •    Think out of the box  and consider other alternatives.   

   •   There might be others in the organization who have done some-
thing similar in the past whom you can consult to find out  “les-
sons learned”  and mistakes that were made that you can avoid.   

   •   Brainstorming can touch on some team skills such as listening 
versus hearing and  information gathering meetings  that can 
reveal other ways to accomplish things.   

   •   It is important for a manager to  keep an open mind  in how she 
approaches decision processing and to consider other areas for 
information that can help develop the best course of action.   

   •   You have to  maintain a balance  of normal departmental duty 
work and special project work to make the most efficient use of 
resource time and benefit to the organization.   

   •   When you have a task or project assignment, it is best to  break 
it up into smaller subtasks  that will allow for better definition of 
what is required and better management of each part.   

   •   The power of completion is in  organization  that allows  more 
control over work being performed.  This is seen not just in 
reporting on tasks, but also in actually feeling as though you 
have control over your resources, task detail, and scheduling 
options as a result of better task organization.   
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   •    Assessing areas of risk  is not hard; it just requires some time 
spent asking questions of key individuals about what can go 
wrong so that you can plan for the problems.

  Planning for problems is a great way to “manage” a process or 
project because you feel you have more control when you have 
tried to account for details such as potential risks.       
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   sustainable change,   84 - 85 ,  235 - 236   
   swapping space,   100    

  T 
   task resentment,   91 - 92   
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