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The Goal: A Process of 
Ongoing Improvement

8 • Productivity refers to every effort made to bring the

company closer to its goal;

• A company's goal is ultimately to make money;

This book is indicated for leaders who need or intend to deal with business management.

A Meta : Um processo de melhoria continua
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Author: Eliyahu M. Goldratt, Jeff Cox
408 pages
Link for purchase: https://amzn.to/3aRFeM4

“The Goal” was originally published in 1984 and continues
to be reprinted to this day, given the timeliness of the
approach.
Over the years, it has been adopted for study in many
business administration courses and is much sought after
by market professionals. The work counts more than 2
million copies sold, with translation to almost 30
languages.
Written in novel form, the characters and plots serve as
the backdrop for the presentation of Theory of
Constraints (TOC), an important reference in
management and continuous improvement programs.
By the way, Eliyahu Goldratt is the chief creator and
publisher of TOC.

Main ideias of the bookScore
8 Aplicability
9  Inspiration
8  Innovation
8  Impact on results
8  Structure

For whom is this book suitable?

• To achieve its goal, that is, to make money, the company must balance earnings, inventory

and operating cost;

• These three measures also represent a new way of understanding company accounting;

• To balance the three essential measures, processes need to be understood and tailored;

• In turn, the adequacy of processes requires the manager a logical reasoning exercise that

begins with the diagnosis of the necessary changes;

• A good starting point for diagnosis is the identification of bottlenecks, ie constraints that

prevent the company from achieving satisfactory levels of effectiveness in its processes;

• This sequence of steps that brings the company closer to its goal can be a process of

continuous improvement.
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Demystifying Productivity Notions and Goals

In its opening pages, the book exposes the following
problem: The manager responsible for one of the
factories of a large corporation is charged for the poor
results of its unit, which is compromising the business as
a whole.
Pressured by the need to present positive results in three
months, the manager goes in search of solutions. In the
chance encounter with an old college colleague and now
a physicist, the trail begins that will lead the manager to
solve his problem.
Shortly after reporting the problems of the factory he
runs, the manager is asked about his notions of
productivity and goals.
Surprisingly, leaving out more elaborate definitions, the
physicist/consultant presents a straightforward way of
understanding these concepts.
Productivity, for example, is defined as anything that
helps a company approach its goal. That is, if an action
brings the company closer to its goal, it is productive;
otherwise no.

Goal setting is even more straightforward: A company's goal is ultimately to make money. That
simple.
Of course, this will then need to be broken down into increased net income or return on
investment or cash flow.
Either way, this kind of understanding helps managers gain a clearer view of their reality.

Three reference measures for the pursuit of the company's goal

Continuing to be surprised by the concepts adopted by his unexpected colleague consultant,
our leading manager is introduced to a new view of the company.
Thinking about how to achieve the company's goal, we can identify the flow of money in three
different measures:

• The gain, which corresponds to the money actually generated by the sales of what the
company produces;

• Inventory, which refers to all the investment the company makes in its ability to produce;
mainly includes raw materials, machinery, and facilities;

• The operating cost, which comprises the expenses required to turn inventory into earnings.

Note that this classification of measures offers an interesting insight into the accounting and
the internal constitution of a company.

The balance between measures

The company's goal is achieved by balancing the three measures.

A company's goal is 
ultimately to make 
money. That simple.

Overview of the book
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An interesting example cited in the book, which expresses this statement well, is the use of
robots at certain stages of the production process.
Because there was no adjustment in the processes, the simple introduction of robots did not
bring the gains that the company expected. Why?
The activities to which the robots were assigned did not represent process bottlenecks. As a
result, robots produced a lot, but that didn't speed up the process as a whole. Bottlenecks
located elsewhere made the high production of the robots unhelpful.
Thus, the introduction of robots represented only an increase in inventory, without the
corresponding generation of gains.

The Importance of Bottlenecks (or Constraints)

Without making an explicit nominal citation, the authors present the basis of the Theory of
Constraints.
The processes in a company form a sequence of events dependent on each other. For an
event to happen, previous events must have been successful.
Because of this dependence, more restrictive events tend to set the pace of the process as a
whole, constituting bottlenecks.
These bottlenecks can be of different natures, such as:

• Physical: Inefficient equipment, poor quality materials, inadequate physical space, lack of
qualified personnel, etc .;

• Policy: Usually linked to regulations and laws for the conduct of procedures;
• Cultural: Common sense paradigms within the company (“It has always been done that

way, why change?”);
• Marketing: The level of demand may determine the need for an adjustment of a

company's internal processes.

In other words, the processes in a company are like a chain and bottlenecks are its weakest
links, which end up compromising the capacity of the whole.
More generally, the bottleneck (or constraint) represents any form of limitation that prevents
the company from achieving effective gains.

A method to reach the goal

The example of robots illustrates the need to study changes carefully before deploying them.
In order for a manager to be certain of the necessary changes, he must have as his basic tool
logical reasoning and be able to satisfactorily answer the following questions:

• “What needs to be changed?”
• “What is the new desired scenario?”
• “How will this change take place?”

The first question can be efficiently answered by identifying process bottlenecks.
The following questions should be answered in such a way as to lead to an increase in the
flow rate of the bottleneck or even a breach of the restriction imposed by it. This is always
based on the balance between earnings, inventory and operating expenses.
Returning to the example of robots, a study of this rigor would have shown that there was no
bottleneck in the tasks for which they had been requested.
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Method repetition and continuous
improvement

The method, which begins with identifying a bottleneck
and ends in achieving goals, can become a continuous
improvement program. It just has to be executed as a
sequence of cycles.

Once the change introduced has widened or broken
limitations, the bottleneck that originated it no longer
exists. Thus, the next step may be to identify another
bottleneck by restarting the cycle.

It is also possible that each new change will be the
source of future new bottlenecks and so the company
will adjust.

The method, which 
begins with identifying a 
bottleneck and ends in 

achieving goals, can 
become a continuous 

improvement program. It 
just has to be executed 
as a sequence of cycles.

What other authors say about it? 

In "Effective Manager," Peter F. Drucker clarifies that executives can be brilliant, imaginative,
and informed, yet still inefficient. Effective executives are systematic. They work hard in the
right areas and their results define them. They are knowledge workers who help the
company meet its goals.

In "The Lean Startup," Eric Ries says you can't trade quality for time. If you are having quality
issues now, the resulting defects will delay you in the future.

Engaging on the subject of continuous improvement, author Verne Harnish in Scaling Up
gives some tips for pursuing continuous improvement, such as:

• Employee feedback should be constantly collected to identify obstacles and opportunities
for improvement;

• The pace of communication must be well established, making the flow of information
within the organization fast and accurate.

http://www.pocketbook4you.com/
http://www.pocketbook4you.com/


www.pocketbook4you.com 5 de 5

Okay, but how can I apply this in my life?

The first and most obvious of the practical applications for the book concerns the
improvement of a company's internal processes.

However, we can also understand the book's content as a method for general problem
solving and, from this point of view, draw some practical lessons for everyday life.

Perhaps the most remarkable lesson in the book is identifying bottlenecks as the preferred
focus for effective problem-solving. It is a great exercise for everyday issues.

Think, respond and act: What is the bottleneck that keeps you from achieving your goals?

• Would it be the absence of fluent English? Or an MBA?
• A dialogue not resumed with a loved one perhaps?
• Time not invested in a personal project?
• Neglected health care?
• If others, which ones?

Some other important lessons from the book can be incorporated, such as:

• Know well the goals to be achieved;
• Rely on mentor guidance;
• Establish a method for problem-solving.

If you liked this book, visit our complete collection with hundreds
of Pocketbooks of the greatest successes in the areas of
management, marketing and sales, leadership, strategy, personal
development and entrepreneurship!
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