PRODUCT PLANNING AND DESIGN

Products and Processes

Product planning and product design are important for operations management. Product planning
is concerned with the introduction of new products, modifications of the existing products and phasing
out the old products. Its primary aim is to ensure a steady flow of products that the customers want.

In practice, product design and the process to make it are inter-twined. The features of the product
depend on the process used to make it. An assembly line meal is much different from a customised
meal prepared by a mother. There are many services where it is not possible to separate the product
and process — a courier company and the process used to deliver couriered articles.

It is nonetheless important to know the focus of an organisation — it could be a product focus
or process focus. Product focus organisations see themselves primarily as making a product, whereas
process focus organisation see themselves primarily as using a process.

A bottling plant of beverages company has a process focus. A plant that makes bottled apple
juice has a product focus. Elite restaurants have a process focus — they cook meals. Pizza outlets have
a product focus — they sell pizzas. A telecom company has a product focus, whereas a communication
company has a process focus.

The distinction has significant influence on operations. A process focus organisation finds it easier

to adjust production if the demand declines. An organisation having stable sales and demand is better
organised around the product.

Product Life Cycle (PLC)

.Customer demand keeps on changing and that is the main difficulty in product planning. Customers
require the woollens in the winter and light clothes in the summer. There was a demand for cordless
phones, but these days cell phones have overtaken them. Customers show different consumption patterns
= may be due to fashion changes or the new environment. That results in demand fluctuations. Some
changes in demand can be explained logically — the demand for pain balms and cough syrups in cold
Season. A demand pattern can be understood through the product life cycle (PLC) which traces the

0v§rall demand pattern from a product’s introduction to its phasing out. There are five stages in a
typical product life cycle as shown in Fig. 2.1.

(1) Introduction: Here a new product appears on the market. As people have to try it before

ado(;j)ting it for constant use, its demand is low. Blue discs are an example of the newly introduced
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reening is done by check-list method, rating methqg
undertake a detailed business analysis of the ideas
h flow (discounted) analysis, Bayesiay

and organizational objectives of the company. Sc
of different kinds. Once the screening is over, we '
Mostly this is financial analysis consisting of break-even analysis, cas
Decision Theory and Risk Analysis.

Product development is the next stage at which the product idea takes a concrete shape, with
all the attributes which the consumers desire it to possess. First, of course, on a small-s;ale, a prototype
is developed. This is preceded by careful engineering aspects like development of drawings and designs
or laboratory compounds. The prototype is so developed till it comes close to consumer preferences,
Product development thus includes both process development and design and testing. Later it is test
marketed and commercialised.

New Idea Mortality Curve

As you have learnt, each product idea has to cross several hurdles before commercialisation. At
any stage, we have to abandon following the further stages of new product development. It is a ‘go’
-'no go’ type of decision at each stage. The product idea mortality curve is a graphical representation
of this simple principle. We start with a number of ideas. Initial screening itself reduces them by almost
half or even less than that. Business analysis leaves us with some 3-4 ideas to be worked out further
into a prototype. Further development reduces them till finally only a single product is left.
~ You will appreciate that there is a time lag between the start of development process and the
' al launch of the product. The time lag depends upon the type of industry and the product,

‘ n 1 to 8 years. If the time lag is excessive, competitors may in the meantime launch

B may become irrelevant when it finally sees the light of the day. Even
lures. The time therefore should be optimal under given conditions.

us %gms of money and other resources. So when the product is
to bear this developmental cost. Many organizations work
tions and may be at different stages of development. Thus
ned, another set of ideas might have reached prototype
reached the commercialisation stage. This is a sign of
;elo‘pment is @ continuous process. The students may
e 10 absorb even the cost of their less fortunate brothers

\er i’al introduction of the product throughout ifs
owth, maturity, and decline. Modifications and
Bmducts lengthen the product life cycle, and
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e extreme point is that of a major technologica
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