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Foreword

Supply chains are inherently complex, extended, and dynamic. Because of these
factors found in every supply chain, leadership is required to guide the people who
make up the supply chain organizations through the problems created by global,
complex, dynamic supply chains. The military theorist Katl von Clausewitz wrote
about the fog and friction of war. In supply chains there is the same fog and fric-
tion caused by the inherent nature of today’s supply chains and the necessity of
meeting the needs of a constantly changing customer. Leadership in the supply
chain industry requires supply chain leaders. In this book we look at the individual
leaders needed to make supply chain companies leaders in their fields. In doing so,
we introduce a new problem facing leaders in all areas of business, not just supply
chains. This problem is motivational dysfunction. The cause of motivational dys-
function is lack of leadership. The results of motivational dysfunction can be seen
in products and offices throughout the world — employees surfing the Web, chat-
ting over the Internet, not producing at the required levels of performance, talking
on the phone about personal business, and basically costing companies millions of
dollars a year in lost productivity. I recently visited an organization that had placed
more than twenty television channels on its intranet and made them available to
every employee. How many do you think were wasting the day watching television
over the intranet versus doing what they were being paid for?

The cure for motivational dysfunction is leadership. We are all in the people busi-
ness and when dealing with people, leadership is required. Management is for assets
such as inventory and capital. People need leadership; and with proper leadership as
discussed in this book, motivational dysfunction can be cured in every organization.

Leadership is not taught. It is modeled.
—Dr. Emily Taylor,
Former Dean of Women at the University of Kansas

How do you model leadership? Why should you model leadership? This book
discusses the how; the why is because without leadership, employees will develop

xiii
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motivational dysfunction. What is motivational dysfunction? You see it everyday
in retail operations and in businesses around the world. I have been asked, “If it is
so common, why have I not heard of this before?” You have seen it, you have maybe
even experienced it, and you have certainly seen the effects of this dysfunction in
numerous operations.

Working with large and small companies, I have discovered that some compa-
nies’ employees suffer from a previously undiagnosed dysfunction. Motivational
dysfunction is that lack of motivation that employees seem to have due to a lack
of motivation or excitement for their jobs. Reports put the loss to companies in
the United States alone at over $3 billion per year from employees wasting time at
work — gossiping, surfing the Internet, taking long breaks, and other such activities
that do not add value to the company or the customer. Motivational dysfunction
is a corporate and individual disease caused by a lack of leadership and direction in
an organization. I have watched previously highly motivated employees succumb
to motivational dysfunction with a change in leadership team of an organization.
A classic example of this is the morale of the employees of The Home Depot when
Bernie Marcus and Arthur Blanks retired and handed the reins to Bob Nardelli.
As a soldier I saw this phenomenon happen to units when they had the ceremo-
nial change of command. As a consultant I have seen this dysfunction appear in
companies when a good leader is promoted or retired and a new “leader” takes over
the reins. I have even seen motivational dysfunction appear in classrooms when
students encounter a new professor/teacher who is not concerned with whether or
not the students learn anything from the class.

Psychologists and psychiatrists have diagnosed many dysfunctions; and the
Sprint Corporation, in a television advertisement debuting on Super Bowl Sunday,
even discovered connectile dysfunction. 1 do not pretend to be a psychologist or
psychiatrist. In fact, in addition to an introductory undergraduate course in psy-
chology, the closest I came to being a psychologist was dating a psychology major
for a couple of years. Motivational dysfunction does not require a trained medical
specialist to cure it; what it does require is a world-class leader to provide the moti-
vation and direction necessary to prevent or cure motivational dysfunction (MD).
Here are a couple of good examples of personnel with MD:

1. Overheard in a large office building: “The Internet is down; what do I do
now?”

2. Overheard in the halls of a FORTUNE 500 company: “She is having a ter-
rible day with customers; I sure am glad that I am too busy to help her.”

MD is a drain on public and private companies as well as governmental organi-
zations. A report on Yahoo.com from Reuters in July 2007 based on a series of sur-
veys showed that up to 34 percent of workers across companies admitted to wasting
time surfing the Internet. Sixty percent of the respondents to the survey admitted
to wasting almost two hours a day. In excess of 11 percent of the respondents listed
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the lack of challenging (motivating) work as the excuse for wasting time on the
clock. This is a symptom of MD.

MD is not a medical condition that requires treatments or medicines. This dysfunc-
tion is a direct result of leadership and management within an organization. The cost
to a company can be extremely high. The cure can be relatively inexpensive. The cure
for MD is usually found in the foundations of leadership for the organization. That is
where the root of the dysfunction is found. All too often, leadership and management
are used interchangeably. The two concepts and terms are not the same. We look at
this in greater detail while establishing the foundations of this study of leadership.
Curing MD will set the conditions for success and excellence in your operations.

How do you set the conditions for success in your operations? As a soldier, I
studied the history of my profession, the theorists and theories of warfare, and how
to develop strategy and plans. I also studied the history of logistics, logistics theory
and applications, and the importance of logistics in ensuring military operational
success. These studies enabled me to be able to set the conditions for success in
logistics and distribution operations from simple distribution to managing the dis-
tribution systems for Operation Iraqi Freedom.

As a leader and a coach, I studied the theories of management and the theories
of leadership and how to effectively lead people from a wide variety of backgrounds
in various operations throughout the world. The study of leadership principles and
practices revealed how world-class and low-class leaders acted and reacted in cer-
tain situations. These studies did not teach me how to be a leader or coach but
did show me how leaders and coaches respond to different situations. Observing
leaders at all levels of organizations enabled me to develop the attributes of world-
class leadership that form the “house of leadership.” These studies and observations
enabled me to set the conditions for success in operations.

Many of the FORTUNE® Best 100 Places to Work incorporate hours of train-
ing their personnel in the aspects of their professions. Why do they invest so much
time and money in training? The investment of time and money in training enables
the companies to set the conditions for success in their operations.

In warfare, it is important to set the conditions for success early in the planning
and execution phases to ensure operational success. In any business, it is just as impor-
tant to set the conditions for success. Regardless of the business that you think you are
in, you are in the people business. Therefore, to set the conditions for success in any
business endeavor, you have to set the foundation of leadership to ensure success.

In 500 BC, Sun Tzu wrote in 7he Art of War that “leaders are the safeguard of
the Nation. When this support is in place, the nation will be strong. When this
support is not in place, the nation will certainly not be strong.” Substitute your
company name for the nation and this translates to: “Leaders are the safeguard of
the Company. When leadership support is in place, the company will be strong.
When the leadership support is weak or not in place, the company will be weak.”

In twenty-first century supply chains, if leadership is weak, the company will
not be a leader and may find itself out of business. As more and more companies
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move toward using third-party logistics (3PL) providers' those companies are
acknowledging that supply chain management is not one of their core competen-
cies. It takes a strong leader to make the decision to contract out functions that have
traditionally been in-house. Contracting out supply chain functions is not a new
trend. The U.S. Army has used contractors to support the Army since the earliest
days of the Army. General Washington used contractors to support his Continental
Army and this trend has continued through present times.

Leadership skills are necessary when dealing with 3PL providers. And this is
not a new problem. Alexander the Great covered the European, African, and Asian
continents with purchased manpower as 3PL providers for his Macedonian Army.
In the United States, centuries later, General Andrew Jackson learned the same
lessons during the War of 1812. A look at his military achievements by the U.S.
Army’s Center for Military History reveals that:

His force of will was decisive because the obstacles working against
him were legion; he faced an elusive and adroit enemy; his soldiers were
on the verge of mutiny; his supply system did not work...2

From the outset, the supply contractors had experienced difficul-
ties in meeting the terms of their contract. ... Jackson was forced to
change contractors repeatedly. Each one, in turn, failed to get supplies
to the army. ... General Jackson firmly believed that, unless an effec-
tive supply system could be established, “a pretext will be given for
sedition, mutiny, and desertion, as has heretofore arisen, and which has
destroyed the best of armies in the world....”

Leadership by General Jackson was the key to solving these contractor problems
and keeping his soldiers’ morale high at the same time.

More than a few business leaders, starting with Peter Drucker in the early 1980s
and more recently Thomas Friedman in his acclaimed book, 7he World Is Flat, have
insinuated that the supply chain is where future competitions will be. Friedman
states that “The 21st century will be defined by global competition and excess sup-
ply.” Dr. Eli Goldratt proclaimed at an APICS International Symposium presen-
tation a few years ago that “future competitions will be among supply chains.”
Competitions require leadership for companies to be successful.

Former Speaker of the House Tip O’Neill was famous for the statement that
“all politics are local.” All supply chains are local from the customer’s perspec-
tive. As the world flattens and supply chains lengthen and become more complex,
leadership of the supply chain personnel will continue to become more important
to win the competition between supply chains. Leading the people in your supply
chain will determine if your supply chain is one of global competition or one of
excess supply. The choice really is yours.

With competition being between supply chains in the twenty-first century, we
do not have the luxury of keeping a contractor that is not performing. Leaders
need to understand what General Jackson understood almost two hundred years
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ago — without effective supply chain operations, companies will not be successful
and the desertion that General Jackson was concerned about will be the desertion
of customers to companies with effective supply chains.

This book looks at the attributes of effective leaders using the LEADERSHIP®
acronym to establish the framework for developing leadership skills in yourself and
your subordinates. We develop the framework using each letter of LEADERSHIP®
as the title of the chapters. Each chapter looks at the critical attributes by defining
the attributes and using examples of good and bad leadership from the military
and commercial industry. The study of operations management uses the House of
Quality to describe how quality is designed into and built into a product; this book
looks at the attributes of leadership to form the House of Leadership. The House of
Leadership using these attributes looks like that in Figure F.1.

This book provides a guide to building this house in yourself and your employ-
ees. The foundation of the house is people. Regardless of the business that you think
you are in, you are in the people business — this is why people form the foundation
of the House of Leadership and not because too many individuals want to walk
over people to get to the top. The foundation of leadership is people; without people
to motivate, inspire, and provide direction to, there is no need for leadership.

The critical attributes provide a framework to focus your leadership develop-
ment programs and enable you to set the conditions for success in any operation.
The atcributes within the House of Leadership will also provide you with a frame-
work for benchmarking your own professional leadership style and personal profes-
sional development program.
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Recent articles in the APICS Magazine and in the Council of Supply Chain
Management Professionals (CSCMP) Journal insinuate that there may be some real
confusion as to what a supply chain leader really is. The APICS cover article* would
have one believe that only senior executives are leaders, and the CSCMP article
on its Web site would lead one to believe the same thing. It is important that we
do not define leadership as only a senior executive trait or only in the boardroom
realm. Other recent articles and presentations would have one believe that a supply
chain leader is a company that is the leader in the industry. This may be true to
some extent; however, to become a world-class company or leader in your industry,
you must have world-class leaders and should be able to grow those leaders in your
organization by modeling the correct attributes and actions for your future leaders
to emulate.

Leadership is, or at least should be, at all levels in an organization. There is
the defined formal leadership and the informal leadership in organizations that
work together to create excellence in an organization. In an article entitled “Leaders

Make Values Visible,”> Marshall Goldsmith states that:

No business or strategy is good enough to succeed without strong
leadership. ... Companies that do the best job of living up to their val-
ues recognize that the real cause of success — or failure — is always the

people...

Although this book is entitled Modeling and Benchmarking Supply Chain
Leadership, the focus of the book is not about leading supply chains — it is about
leading the people who make up the supply chain organizations. Do not make the
classic mistake of thinking that you lead the supply chain organization — you
lead the people who make up the organization and you lead the people who lead
people in your organization.

What are you modeling for your subordinates? Are you modeling ego and self-
promotion? A true leader does not seck the limelight for him/herself. He/she does seek
to put his/her subordinates in the limelight. One major organization had a leader who
became accustomed to being in the limelight as a result of a job as the chief spokes-
person for the company. When he was promoted to a new position, he continued
to seek the limelight rather than seeking to focus the spotlight on his subordinates.
Leadership is not about your own personal ego. Seek to focus the spotlight on your
subordinates and seek to promote your subordinates. In the long run, promoting your
subordinates will prove to be the legacy that you leave behind on your company.

In describing Dwight D. Eisenhower in his book, Eisenhower on Leadership,
Alan Axelrod states, “His task was not to lead men into battle but to lead those who
led men into battle.” This is equivalent to the premise that a leader does not lead an
organization but instead leads the people who make up that organization. A sup-
ply chain leader does not lead the supply chain of a company; he or she leads the
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people who make up that supply chain. The people are the product, the movement
of goods and services is a by-product of the leadership of the supply chain.

The cure for motivational dysfunction in your supply chain is world-class lead-
ership. Modeling Supply Chain Leadership will provide the framework to lead the
people in your supply chain to achieve new levels of excellence by helping you set
the conditions for supply chain victory. Use these principles as a guide to help you
“dare to inspire the people at all levels of your organization to reach new levels of
personal and professional excellence every day!”

In twenty-first century supply chains, if the majority of the sessions at all the
major supply chain professional organizations’ conferences are an indicator, there is
way too much emphasis on the technical skills, the automation of supply chain func-
tions, and the information systems aspects of supply chain management. Modeling
Supply Chain Leadership focuses on the people aspects of our profession. Without
the right, trained, and competent people, our supply chains will fail. And when
people are involved, the critical aspect is leadership. Your supply chain employees
and supply chain partners are looking to you for an example and leadership. Give
it to them!

Notes
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Will in the Creek War, 1813—1814, Combat Studies Institute, Fort Leavenworth, KS,
p. 22.
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Preface

Setting the conditions for success — what does that mean? In military operations
it is important to lay the groundwork, develop the plans, develop the operational
requirements, and prepare for any shifts in operational plans. Failure to do so will
result in failed operations, loss of confidence in leaders, and the potential loss of
lives. In leader development, it is just as critical to set the conditions for success in
an operation. Sun Tzu wrote that leaders are the stewards of the country. He went
on to say that when the leader is strong, the country is strong; and when the leader
is weak, the country is weak. Substituting company for country, the new transla-
tion of Sun Tzu’s 7he Art of War would state that leaders are the stewards of the
company; and when the leader is strong, the company is strong. To develop strong
leaders, the conditions must be set for success by having a strong leader develop-
ment program.

The House of Leadership and the critical success indicators of world-class lead-
ership set the conditions for success for your operations. It is vital to remember that
leaders do not lead organizations, companies, or even departments; leaders lead the
people who make up these organizations, companies, and departments.

A recent leading operations management and supply chain magazine had a lead
article that promised to discuss supply chain leadership. The article had some good
points but left the reader with the impression that only senior-level personnel are
supply chain leaders. This article also insinuated that supply chain leadership is a
career path toward advancement in an organization. Leadership is about motivating
people, giving the employees a sense of purpose, and successfully meeting the objec-
tives and missions of the company. It is not about career advancement. Progression
and advancement are collateral benefits but not the purpose of leadership.

In a presentation in eatly 2002 for the World Supply Chain Summit, the Supply
Chain Leadership Institute proposed that supply chain leadership was the next step
in the evolution of supply chains as we continue to evolve from pure logistics func-
tions to supply chain management, to supply chain synthesis, and now to supply
chain leadership. Today there are graduate- and undergraduate-level programs that
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focus on supply chain leadership. This book assists individuals and companies in
developing supply chain leaders and helps those companies model and benchmark
leadership throughout their organizations. And by developing supply chain leaders
who effectively lead the employees who make up the supply chain, these supply
chain leaders will become enablers in creating companies that are leaders in their
supply chains.



