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This guide is for readers who want to navigate the book by topic rather than 
by chapter title. The chapter titles are written as principles, and that choice 
is deliberate, but principles do not always announce the operational subjects 
underneath them. Each entry below expands the chapter into a short synopsis 
and a list of the speciWc topics it treats.

Fe still recommend reading the book from beginning to end. The chapters 
were written to stand alone, but they were ordered to build on one another, 
and the cumulative e ect is greater than any single story. Aor the practitioner 
who walks in with a speciWc problem in hand, however, this guide is the fastest 
way to Wnd the chapters that speak to it.

D

anSvigmhKyhd2lIfh2Ph gm3DP-hinghaIfi2qgm

Case Study: The Golden Cuvettes

O new Rirector of ’perations inherits a manufacturing line that the 
outgoing plant manager calls unsolvable. -ather than accept the inherited 
workaround of building a yearLs worth of safety stock, he challenges the unX
derlying premise, redeWnes the problem, and discovers that the true cost of the 
existing approach was being absorbed by the customer all along.

D
4gYhi2vDlfhl23gmgLyhcustomer service vs. customer success, total cost of 

ownership, policy constraints, root cause vs. symptom management, inherited 
assumptions, crossXfunctional alignment

D
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Case Study: The Reckoning at Right-Result

Two divisions face the same %?* costXcut mandate. ’ne stays silent and 
produces a fast, safe plan in under an hour. The other pushes back, reframes 
the problem, and proposes a riskier path, or is itq The chapter contrasts the two 
outcomes and explains why agreement without dialogue is the most expensive 
form of compliance.

N
4gYhi2vDlfhl23gmgLyhleadership culture, pushXback and dissent, planning 

discipline, target setting, topXdown vs. bottomXup planning, cost of silence

HHH

anSvigmhxyhdI,,h7Dfl,2fImgh25h1g,g3SPihWP52mqSiD2PhWfh1gO
8IDmgL

Case Study: But You Didn’t Ask About Equipment

O production supervisor answers every Muestion he is asked, accurately and 
without hesitation. Ny midday, the plant managerLs recordXbreaking forecast 
has collapsed. The story examines what happens when answering the Muestion 
asked replaces a culture of full disclosure.

N
4gYhi2vDlfhl23gmgLyhinformation sharing, daily huddles and standXups, 

escalation discipline, eMuipment readiness, proactive communication, status 
update integrity
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Case Study: The Landmine in the Data

O capacity ramp under impossible deadline pressure leads a planning 
team to enter assumptions into (aterial -eMuirements )lanning S(-)z that 
the underlying processes cannot support. The system dutifully replies with 
promised dates, the conseMuences move downstream, and the company is 
forced to confront what it owes the system that runs its business.

N
4gYhi2vDlfhl23gmgLyh(-) integrity, planning data, capacity assumptions, 

leadXtime accuracy, rampXup planning, master data discipline, Enterprise -eX
source )lanning SE-)z truth, truth audit

HHH

anSvigmhVyhTDin2Iih Ivv,Yhd2mglSfihrllImSlY0h7gqSPLh
d2mglSfihrllImSlYhWfhWmmg,g3SPi

Case Study: A Number We Can All Believe In

The :ales and ’perations )lanning meetings at a diagnostics company 
have devolved into rituali&ed blame, with sales in2ating forecasts and planners 
adding hidden bu ers. O new Y) breaks the cycle by reversing the conventional 
wisdom3 she Wxes supply credibility Wrst, then asks for an honest demand 
number that everyone can stand behind.

N
4gYhi2vDlfhl23gmgLyh:J’), 1ntegrated Nusiness )lanning S1N)z, demand 

forecast accuracy, supply forecast accuracy, plan credibility, sandbagging and 
hidden bu ers, salesXandXoperations partnership, one set of numbers
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Case Study: The 90-Day Data Cure for Customer Retention

Oureon Riagnostics is given an ultimatum by its largest customer3 Wx 
chronic delivery failures or lose the contract. The leadership team blames everyX
thing from suppliers to the E-) system before discovering that the foundation 
underneath all of those systems is data they no longer trust.

N
4gYhi2vDlfhl23gmgLyhdata accuracy, master data governance, E-) data 

integrity, change control, sourceXofXtruth ownership, customer retention, deX
livery performance, data ownership

HHH

anSvigmhwyhTDfL2qha2qgfh?P,Yh5m2qh I@gmDP-

Case Study: When Shortcuts Cost Everything

O clinical chemistry analy&er launches on schedule, but the Weld failure 
rate climbs to C“* within four months. The plant manager and his team have 
six months to rework every unit in the Weld. This chapter is a study in how 
organi&ations confuse surviving a launch with executing one.

N
4gYhi2vDlfhl23gmgLyhnew product launch, validation discipline, suppliX

er MualiWcation, Weld reliability, recall management, design transfer, schedule 
pressure vs. Muality, organi&ational learning, leadership accountability
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Case Study: From Firing Squad to Dance Floor

O breakthrough product is in serious Weld trouble, and the war room has 
turned into a circular Wring sMuad. O new leader rebuilds the room as a collabX
orative problemXsolving environment, where the test of operational excellence 
is not who is right, but how Muickly the team can converge on the truth.

N
4gYhi2vDlfhl23gmgLyhcrisis management, warXroom dynamics, crossXfuncX

tional collaboration, blame culture, meeting discipline, Weld Muality issues, 
problemXsolving cadence, leadership behavior

HHH

anSvigmhDyhEfghd2mqS,h Yfigqf

Case Study: The Favor That Turned into a Fiasco

O hallway conversation between two colleagues becomes a Muick favor outX
side the formal system. The favor cascades into inventory misposting, schedX
uling failures, Wnancial impact, and lost customer trust. Aormal systems exist 
because the alternative is invisible, untraceable failure.

N
4gYhi2vDlfhl23gmgLyhformal systems, informal workarounds, change conX

trol, discipline executing E-) transactions, governance, pushXback authority, 
guardrails, crossXfunctional process



anSvigmhKFyh7g3g,2vhinghGgSqhGnm2I-nhingh6ImfIDih25h
6Imv2fg

Case Study: The Palace, the Pressure Cooker, and the Ten-Year Deal

O toxicology business in slow decline is housed in a corporate palace that 
has begun to dictate its own culture. O new executive abandons standard 
teamXbuilding remedies in favor of a nonXnegotiable consolidation project, 
builds a team of rivals, and bets that purpose will do what o Xsites cannot.

N
4gYhi2vDlfhl23gmgLyhteam development, purposeXdriven leadership, culX

ture change during (ergers and OcMuisitions S(JOz, facility consolidation, 
culture change, regulatory remediation

HHH

anSvigmhKKyhH2h1SPL2qh92lS,h?viDqS

Case Study: The Perfect Pallet in an Imperfect Supply Chain

Three 1YR companies merge, and the plan is to consolidate everything into 
the most automated of the three distribution centers. The Outomated :torage 
and -etrieval :ystem SO:-:z is a marvel, but it was designed for the pallet 
speciWcation and product portfolio of one company, and a supply chain that 
no longer exists.

N
4gYhi2vDlfhl23gmgLyhsupply chain integration, postXmerger integration, 

distribution center automation, O:-:, pallet standardi&ation, thirdXparty loX
gistics, local vs. global system, change at scale
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Case Study: The Shadow Factory

On operations leader discovers that his ”apanese country organi&ation has 
been Muietly rebuilding every instrument his plant ships before it reaches a 
customer. The chapter examines why passing a speciWcation is not the same as 
being on target, and why variability hides comfortably behind green checklists.

N
4gYhi2vDlfhl23gmgLyhprocess variability, speciWcation limits vs. target valX

ue, hidden rework, headMuarters and countryXorgani&ation dynamics, Muality 
metrics, statistical process control

HHH

anSvigmhKxyh7T;r G70hT;r G7W0hGT;r G7W0h
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Case Study: The Broken Chair

O broken chair has been sitting in a conference room for months with 
a )ostXit note declaring it unWt. Fhen a senior operator skips his thermal 
protection suit during a hot transfer, the conseMuences are devastating. O study 
in operational drift, brokenXwindows discipline, and a culture of making your 
bed.

N
4gYhi2vDlfhl23gmgLyh:tandard ’perating )rocedure S:’)z compliance, 

safety discipline, operational drift, brokenXwindows theory, supplier audit 
Wndings, endXofXmonth pressure, daily discipline, capacity validation



anSvigmhK’yh7DflDv,DPghamgSigfhGmIfi

Case Study: The Price of Playing Favorites

Ot a 4lass O site, the annual talent calibration is supposed to produce one 
ranked list that the whole leadership team will defend. O production manager 
makes a private promise to a hero supervisor in the hallway, and the whisper 
threatens to unwind years of cultural investment in collective decisionXmaking.

N
4gYhi2vDlfhl23gmgLyhleadership discipline, talent calibration, hero culture, 

integrated business planning culture, decide as one and deliver as one, trust as 
competitive advantage, hidden cost of WreWghting, performance management

HHH

anSvigmhKVyhE@gliD3gPgffhdDmfi0hGngPhEJlDgPlY

Case Study: Static on the Line

O new molecular diagnostics platform is hemorrhaging money. 5ields are 
crashing, and the 4A’ is demanding cost reductions. The Rirector of ’pX
erations decides to be deliberately ineEcient in the short term in order to be 
e ective and eEcient in the long term.

N
4gYhi2vDlfhl23gmgLyhe ectiveness vs. eEciency, scaleXup, automation chalX

lenges, manual operations, cost variance vs. customer commitment, hierarchy 
of operations, expediting culture
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Case Study: Tank Trouble

O single ambiguous instruction sends a hundredXthousandXdollar batch of 
cardiac reagent into the wrong tank. The chapter follows the investigation into 
how the words people used every day on the 2oor had drifted into casual synX
onyms, and how a small discipline of language prevents a long list of operational 
risks.

N
4gYhi2vDlfhl23gmgLyhterminology precision, language discipline, shift 

hando s, operator instructions, batch records, asset and tank naming, formuX
lation errors, crossXshift communication

HHH

anSvigmhKwyh1g,Yh2Ph Yfigqf0hH2ihKgm2gf

Case Study: From Heroics to Habits

Every operation has a person who is called when things go sideways. Ot 
a conjugate manufacturing plant, that person has become a single point of 
failure, and the path forward reMuires replacing his heroics with systems that 
anyone trained on them can run.

N
4gYhi2vDlfhl23gmgLyhhero culture, systems vs. individuals, succession risk, 

knowledge capture, standard work, training and onboarding, scalability, single 
points of failure



anSvigmhKAyhWih72gfPBiha2IPihSfhL72PgBhW5hH2ih1gl2mLgLhDPh
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Case Study: 120 on the Floor, Zero Room for Error
D
O pallet of Wnished product sits on the 2oor. )hysically, it exists. 1n the eyes 

of the business, it does not, and it cannot be shipped, invoiced, or counted. The 
chapter examines what FdoneG really means when physical reality and system 
reality have to agree.

N
4gYhi2vDlfhl23gmgLyhE-) transactional discipline, deWnition of done, 

monthXend pressure, lastXmile transactions, (akeXtoX1nstall, Weld service handX
o , target vs. actual integrity, Wnancial closing

HHH

anSvigmhKDyhrvv,YhUDPDqIqhEffgPiDS,h vglDMlSiD2Pfh2mh
rllgviSPlghamDigmDS

Case Study: Forty-Three Promises

O contract manufacturer has spent Wve years tightening speciWcations every 
time a customer raised a concern. AortyXthree documented concessions later, 
the scrap rate is %H*, and the only path forward is to renegotiate commitments 
that should never have been made in the Wrst place.

N
4gYhi2vDlfhl23gmgLyhspeciWcation setting, acceptance criteria, contract 

manufacturing, customer pressure, scrap and yield, process capability, suppliX
erXcustomer dialogue, capital investment tradeXo s
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Case Study: The Double-Secret Software

O laparoscopic procedure goes catastrophically wrong, and a newly hired 
4’’ discovers that the medical device at the center of the crisis contains an 
unvalidated software capability that engineering knew about and that should 
never have shipped. O horror story about institutional degradation ensues.

N
4gYhi2vDlfhl23gmgLyhregulatedXindustry obligations, design controls, 

change control, software validation, Aood and Rrug Odministration SAROz 
inspection response, ethics and accountability, executive decisionXmaking, 
postX1)’ S1nitial )ublic ’ eringz governance, design history Wle integrity
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