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In the contemporary landscape of global commerce, the transition from top-line revenue growth to bottom-line
profitability remains one of the most significant challenges for executive leadership. The concept of a Viable Vision

, a term popularized by Dr. Eliyahu M. Goldratt, the architect of the Theory of Constraints (TOC), represents a
strategic commitment to transforming a company’s net profit to be equal to its current total sales within a period of
four years. This ambitious objective is not achieved through incremental improvements or cost-cutting measures
alone but through a fundamental paradigm shift in how operations, sales, and financial metrics are integrated.

The Core Philosophy of Viable Vision and TOC

The foundation of a Viable Vision lies in the recognition that every system, regardless of its complexity, is governed
by a very small number of constraints. In the traditional "Cost World," managers focus on optimizing every
department, machine, and worker to reduce costs. However, in the "Throughput World," the focus shifts exclusively
to the constraint—the one element that limits the system from achieving more of its goal. By focusing resources on
the constraint, an organization can achieve exponential growth without a corresponding increase in operating
expenses.

The Goal of the Firm

According to the Theory of Constraints, the goal of any for-profit business is to make more money now and in the
future. To measure progress toward this goal, TOC introduces three fundamental metrics that bypass the
complexities of traditional GAAP accounting:

e Throughput (T): The rate at which the system generates money through sales. It is calculated as Sales minus
Truly Variable Costs (usually raw materials and commissions).

« Inventory (1): All the money that the system has invested in purchasing things which it intends to sell. This
includes equipment, buildings, and raw materials.

e Operating Expense (OE): All the money the system spends in order to turn inventory into throughput. This
includes labor, utilities, and administrative costs.

The strategic objective of the Viable Vision is to increase Throughput while simultaneously reducing Inventory

and Operating Expense. However, TOC recognizes that while OE has a floor (you cannot cut costs to zero),
Throughput has no theoretical ceiling. Therefore, the Viable Vision focuses heavily on market-facing strategies to
drive T.

Technical Framework: The Five Focusing Steps

To implement a Viable Vision, an organization must follow the Five Focusing Stepsof TOC. This procedural rigor
ensures that the transformation is grounded in logical execution rather than speculative expansion.

1. Identify the System's Constraint: Determine the weakest link in the chain. Is it a machine? A specific skill set?
Or is it the market demand?

2. Decide How to Exploit the Constraint: Ensure the constraint is not wasting time on activities it shouldn't be
doing. Every minute lost at the constraint is a minute lost for the entire system.



3. Subordinate Everything Else: Align all non-constraints to the pace of the constraint. This often requires
managers to allow non-constraints to stay idle, which contradicts traditional "100% efficiency" mentalities.
4. Elevate the Constraint: If, after steps 2 and 3, the constraint still limits the system, invest in more capacity

(e.g., buy another machine or hire more staff).
5. Prevent Inertia: Once a constraint is broken, go back to step 1. Do not let old policies become the new

constraint.

Operational Mechanics: Drum-Buffer-Rope (DBR)

To support the Viable Vision, the internal production or service delivery system must be stabilized. This is achieved
through the Drum-Buffer-Rope methodology, a synchronization tool for flow management.

Component Breakdown of DBR



Element Technical Function Operational Impact

The Drum The schedule of the constraint. Sets the beat for the entire plant/
organization.

The Buffer Time protection placed in front of the Protects the throughput from daily
constraint. fluctuations (murphy's law).

The Rope A communication mechanism that Prevents work-in-process (WIP) from
releases work into the system. bloating and choking the flow.

By implementing DBR, companies typically see a 50% reduction in lead times and a 90% improvement in due-date
performance, creating the operational stability necessary to offer a "Mafia Offer" to the market.

The Mafia Offer: Driving Market Throughput

A central pillar of the Viable Vision is the Mafia Offer(also known as an Unrefusable Offer). This is a strategic
value proposition so strong that the customer cannot refuse it, and the competition cannot easily match it because
it would require them to change their internal operating rules.

Characteristics of a Mafia Offer

* Addresses a Significant Pain Point: It solves a problem the customer has that they might not even realize is
solvable (e.g., lead time, reliability, or inventory risk).

e Leverages Internal Excellence: It is built upon the operational stability gained through DBR or Critical Chain
Project Management.

» Performance-Based Guarantees: It often includes penalties for the provider if they fail to deliver, proving the
company's confidence in its system.

For example, if a company has used TOC to reduce lead times to 3 days while the industry average is 3 weeks,
they can offer a "guaranteed 4-day delivery or the product is free." This captures market share rapidly without
engaging in a price war, directly increasing Throughput (T).

Financial Transformation: Mathematical Modeling

The Viable Vision aims for a specific financial trajectory. Let us examine the mathematical shift required using a
hypothetical mid-sized manufacturing firm.

Initial State (Year 0)

« Total Sales: $100 Million
e Truly Variable Costs (TVC): $50 Million
» Operating Expense (OE): $40 Million
* Net Profit (NP): $10 Million

Target State (Year 4)

The goal is to make Net Profit equal to Year 0 Sales ($100 Million). To reach this, the company must scale
Throughput significantly while keeping OE growth minimal.

Calculation of Required Throughput

If Net Profit (NP) = T - OE, then to have an NP of $100M with an estimated OE increase of 50% (to $60M) to
support growth:



T - $60M = $100M Required T = $160M

Since T = Sales - TVC, and assuming the same margin ratio (50%), the required Total Sales would be:

Sales = $160M / 0.5 = $320M

Thus, a Viable Vision requires a 3.2x increase in sales. While this sounds daunting, the TOC approach provides the
specific logistical and market tools to capture this growth by exploiting the incompetence of the competition’s supply
chain practices.

Comparison: Traditional vs. Viable Vision Strategy



Metric/Feature Traditional Management (Cost Viable Vision (Throughput World)

World)

Primary Goal Cost Reduction & Local Efficiency Global Throughput & Flow

Inventory An asset on the balance sheet A liability that hides system problems

Decision Making Based on product cost and margins Based on impact on the Constraint
and T

Market Strategy Price competition and discounting Reliability and Value-Added
Guarantees

Labor Variable cost; minimize through layoffs Part of OE; utilize to protect the
constraint

Critical Chain Project Management (CCPM)

For companies in the project, construction, or R&D sectors, the Viable Vision is enabled by Critical Chain Project
Management. CCPM addresses the psychological and structural flaws in traditional project management, such as
Student Syndrome (starting work at the last possible moment) and Parkinson's Law(work expanding to fill the
time available).

Technical Execution of CCPM

1. Remove Safety Margins from Individual Tasks: Reduce task estimates by 50%.

2. Aggregate Safety into Buffers: Place a "Project Buffer" at the end and "Feeding Buffers" where non-critical
paths join the critical chain.

3. Manage by Buffer Consumption: Instead of tracking milestones, track the rate of buffer consumption relative
to project completion.

This methodology allows firms to complete projects 25-50% faster, enabling them to take on more projects with the
same resources, directly boosting Throughput and profit.

Practical Implementation: A 24-Month Roadmap

Executing a Viable Vision requires a phased approach to ensure that the organization does not over-commit before
its internal processes are robust.

Phase 1: Operational Stabilization (Months 1-6)
e Implement DBR or CCPM depending on the business type.
« ldentify and exploit the internal physical constraint.
¢ Reduce WIP and clear backlogs to improve reliability.
Phase 2: Developing the Mafia Offer (Months 7-12)

¢ Analyze the market's "unmet needs."
e Structure a commercial offer that leverages the new operational reliability.
 Train the sales force to sell value, not just product features.

Phase 3: Scaling Throughput (Months 13-18)

e Launch the Mafia Offer to a limited market segment.



¢ Monitor the constraint closely; prepare to "Elevate" it as demand rises.
* Refine the subordination of support departments (HR, Finance, IT).

Phase 4: Full Market Dominance (Months 19-24)

¢ Roll out the offer globally or across all product lines.
« Institutionalize the TOC mindset to prevent the return of "Cost World" policies.
¢ Prepare for the next leap in capacity.

Troubleshooting Common Obstacles

Even with a clear roadmap, the journey to a Viable Vision faces significant friction. Senior leadership must be
prepared for the following failure modes:

The Policy Constraint

Often, the biggest obstacle is not a machine or a market, but an old rule. For example, "we must keep everyone
busy at all times" is a policy constraint that creates excessive WIP and destroys flow. To solve this, use the
Evaporating Cloud (Conflict Resolution Diagram)to identify the underlying assumptions of the policy and break
them.

The Measurement Gap

If managers are still measured on "variances" or "departmental budgets," they will behave in ways that hurt the
global goal. Switching to Throughput Accountingmetrics is essential. Managers must be judged on their
contribution to the system's T and their ability to keep the Buffer green.

The Sales-Operations Silo

A Viable Vision fails if Sales sells what Operations cannot deliver, or if Operations builds what Sales cannot sell.
Frequent synchronization meetings (the "Tactical Drum") are necessary to ensure the market offer remains aligned
with current capacity levels.

Conclusion: The Strategic Imperative

The transformation of total sales into net profits is not a matter of luck or sheer effort; it is a matter of focus. By
moving away from the fragmented, localized optimization of traditional management and embracing the holistic,
constraint-focused logic of the Viable Vision, organizations can unlock hidden capacity and value. This process
demands a rigorous adherence to the physics of flow and a courageous willingness to challenge long-standing
business dogmas.

Ultimately, a Viable Vision provides more than just financial success. It creates an "Ever-Flourishing Company"—an
organization that provides security and satisfaction to its employees, unprecedented value to its customers, and
superior returns to its stakeholders. The journey requires a technical mastery of TOC principles, but the result is a
competitive advantage that is virtually impossible for traditional competitors to replicate.
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