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xiii

P R E F A C E

I have been consulting, teaching, and researching in supply chain strategy for 30+ 
years. I have traveled in more than 72 countries, worked in countless industries, 
and faced what seems to be the full gauntlet of supply chain issues. Over the 
last three years the Lord led me through a series of very intense projects with 
a common focus: inventory. From mining, to food, to aerospace, to retail, to 
electronics, to computing, to consumer packaged goods, to bottling, in North 
America, South America, Europe, and Asia, nearly every project had inventory 
optimization at the heart of it. In addition, many of the projects resulted in highly 
profitable increases in inventory levels. In one amazing sequence of projects 
the very distribution center we helped Hallmark close as a part of its inventory 
reduction was acquired by Coca-Cola Consolidated as part of our inventory 
expansion with that company.

I am not normally led through those types of themed experiences unless 
the Lord has a strong lesson for me and my clients in it. I asked Him what 
His message was for this time. He seemed to be saying, “Inventory strategy.” I 
asked Him, Lord, why inventory strategy? He seemed to be saying, “Because 
people are so consumed with reducing inventory in the face of circumstances 
where more is required that they are becoming overwhelmed. My Ways are 
not those of lack and lean but of abundance and blessing. What some call 
waste, I call margin: the margin needed to balance life at work, life with 
family, and life with Me. What some call waste, I call an opportunity to 
generously give to others.”

He also does not seem to be too happy with the inventory shell games 
that go on and the idolatry of companies known for their inventory prowess 
that have hidden their inventory in their suppliers’ warehouses. 
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xiv Preface

In the middle of this year I hit an unusual lull between projects. To fill 
the time I began to write a playbook on inventory management requested 
by one of our clients. At the Lord’s prompting, the playbook slowly started 
to take the form of a real book. That’s what you are reading: an inventory 
playbook demonstrating that less is not always more and more is not always 
less and advising you to run the numbers to figure it out. 

I have watched highly effective professionals struggle in deciding how 
much inventory to carry. They are beat up, thrown under the bus, and some-
times let go if they have too much inventory, have too little inventory, or can’t 
figure out where to locate it. The struggle often comes because inventory is a 
business matter, a financial matter, a service matter, and an operational mat-
ter. Inventory levels also are related to the performance of manufacturing, 
procurement, transportation, and sales. Sometimes inventory is an asset, 
and sometimes a liability. All these things are true. The inability to ratio-
nalize and optimize inventory across those interdependent and fluctuating 
concerns is normally the root of the conflicts and strife. Inventory Strategy 
and our RightStock™ model are attempts to unify and rationalize those often 
conflicting views and perspectives.

After I taught this approach in a recent seminar in Tokyo I had an 
unusual question from a lady in the audience. She asked, “Dr. Frazelle, if we 
figure this out, what will we do with our time?” I could tell the Lord wanted 
to speak directly to her and many in the audience. He gave me a vision of the 
late and sleepless nights she was enduring under the stress and how much 
her family needed her and missed her. I responded, “Ma’am, inventory is not 
a hill worth dying on. When you apply this approach, you can spend time 
with your family and God and take some time to rest.” She and my translator 
started to cry. Even I started to tear up. There is a way through these issues 
that does not require the 7 × 24 × 365 strain under which so many supply 
chain professionals work. This book is my best attempt to show a less stress-
ful and more peaceful way through the myriad and mazelike issues inherent 
in inventory and supply chain strategy. 
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Preface xv

Over the last 20+ years the RightStock approach to inventory strategy 
has been applied in nearly every industry in nearly every part of the world. I 
have taught it to thousands of professionals in many different languages. So 
far it has been responsible for more than $1 billion in profit improvements 
and a lot more personal and professional peace. The approach uses data, 
analytics, and a proven methodology to maximize the financial, service, and 
operational performance of inventory. In sharing it here I will use the best 
mix of examples, analogies, and analytics that I can put together to present 
the RightStock principles, methodology, and tools. 

Thank you for taking the time and energy to read Inventory Strategy. 
I would appreciate any and all constructive feedback. 

I can be reached via e-mail at EdFrazelle@LRIConsulting.com.
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