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Practical operations leadership, written from the warehouse floor — not a desk.



Sample chapter

People first: the manager’s starting point

A warehouse is a system of people before it is a system of pallets, locations,
equipment, and numbers.

A manager’s first job is to create the conditions in which people can perform safely and
consistently. The best process on paper will fail if the team does not understand it, trust it, or
believe the manager will support it.

The warehouse manager is a people manager

A warehouse manager—Ilike any operations manager—is a people manager and a leader
first, and a technical expert second. The job title says warehouse, but the work is people.

No system picks, packs, ships, or solves problems by itself. The racking does not care. The
warehouse management system does not motivate. The forklift does not coach. Every result
the operation produces—safety, accuracy, productivity, and service—comes from what
people do, especially when the manager is not watching.

A manager who understands equipment, systems, and processes but cannot build a team,
earn trust, coach performance, and hold standards will fail even with the best layout and
software. A manager who understands people can succeed even with an imperfect operation
because the team will help fix it.

Leadership is what makes the standards real. Procedures on paper mean nothing until a
leader teaches them, models them, follows up on them, and holds everyone—including
themselves—to them.

There is no path in front of a leader — find it

Nobody hands a leader a map. There is no path in front of a leader—the leader finds the
path, and the team follows. That is the job.

When running the operation, the manager always needs to be ahead of the team: ahead in
thinking, ahead in planning, and ahead in seeing what is coming. That is how the team stays
prepared instead of surprised.

The team should never walk into something the manager did not see coming. If peak season
surprises the manager, it crushes the team. If a new customer, a new process, or a problem



is on the horizon, the manager studies it first, plans for it first, and briefs the team before it
arrives.

Find the path through practical work

Walk the floor and watch. See how the work really moves, where pressure is building, and
which workarounds are becoming normal.

Talk to customers and carriers. Listen for changes in demand, service, timing, and
expectations before they reach the dock.

Watch the numbers. Use volume, accuracy, productivity, cost, downtime, and service trends
to see what is changing.

Test small. Try a new idea on a limited scale before committing the whole team to it, then
adjust from what the test proves.

The path is found by observing, asking, trying, and adjusting—not by waiting for head office
to send directions.

Face the unknown first

Being ahead does not mean having all the answers. It means facing the unknown first so the
team does not have to. When the path is not clear, say so honestly. The team will follow an
honest leader into uncertainty, but they will not follow a bluff.

Know where you need to be: the office or the floor

Your office is not your workplace—the floor is. The office is a tool you visit with a purpose,
not a place you live. A warehouse manager who lives in the office is managing reports, not
people.

Be on the floor when the operation needs leadership

Be on the floor at the start of every shift, during peaks and rushes, when problems hit, when
new people are training, when you need to see how the work really flows, and any time the
team needs to see you. Visibility is leadership. The team takes its cue from where the
manager spends time.

Use the office with a purpose

Be in the office for planning and scheduling, reports and administration, emails that cannot
wait, and confidential conversations—one-to-ones, corrective action, and anything private.



Some work needs a door and a desk.
Batch the paperwork, then get back out

Do not drift back and forth all day. Set focused office blocks, get the paperwork done, then
get back out. Every hour in the office is an hour the floor runs without its leader.

Be visible when things go right

If the team only sees you when something is wrong, you are doing it wrong. Be on the floor
when things go right too. Catch people doing good work, ask how the shift is going, and be
part of the normal day—not just the bad moments.

Stand with the team when it is hard

During a crisis or a peak, be on the floor with your sleeves up. Never try to manage a rush
from behind a desk. The team will remember who stood with them when it was hard.

Use one simple test

At any moment, ask yourself, “Does the operation need me on the floor right now, or does
this paperwork truly need me?” The default answer is the floor. Paperwork waits; people and
freight do not.

Communication is the leader's main tool

— End of sample —
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