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Flywheel

Grow 
Revenues per 
Fixed Costs

Lower Prices on 
More Offerings

Increase 
Customer 

Visits

Expand the 
Store, Extend 
Distribution

Attract 
Third-Party 

Sellers

Amazon.com
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Generate 
Economies 
of Scale

Offer 
Lower-Cost 

Mutual Funds

Grow 
Assets under 
Management

Build 
Strong Client 

Loyalty

Deliver Superior 
Long-Term 
Returns for 

Clients
Flywheel
Vanguard
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Reinvest Profits 
into R&D

Harvest 
Profits Even as 

Prices Fall
Drive Down 
Unit Costs

Price High 
before Competition 

Catches Up

Design New 
Chips That 

Customers Crave

Flywheel
Intel
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Get Elite 
Athletes to 
Use Them

Build Brand 
Power

Inspire Weekend 
Warriors

Invent Great 
Products

Attract 
Mainstream 
Customers

Set High Prices 
and Channel 

Profits into R&D

Flywheel
Giro

Attract 
Unconventional 

Talent

Ignite 
Passionate
Reactions

Unleash
Transcendent

Creativity

Enhance Local 
and Global 
Reputation

Forge 
Immersive 
Four-Day 
Experience

Amplify
Community
Support

Flywheel
Ojai Music Festival

Select 
Teachers 

Infused with 
Passion

Achieve 
Learning, Each 
and Every Kid

Build Collaborative 
Improvement

Teams

Replenish the 
Passionate-Teacher 

Pipeline

Assess Student 
Progress, Early 

and Often

Enhance 
Reputation as a 
Great Place to 

Teach

Flywheel
Ware Elementary School
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Fuel the 
Resource Engine

Attract 
Patients from 

around 
the World

Invest in the Best 
Facilities, 
Research, 
and People

Cultivate a 
Collaborative 

Patient-Centered 
Culture

Work across 
Specialties for 
Best Health 
Outcomes

Get the Right 
Medical 

Professionals

Flywheel

Cleveland
Clinic
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COMPANY
FIRST ARENA 

OF FLYWHEEL SUCCESS
NEXT BIG EXTENSION 

OF THE FLYWHEEL 

3M

Amazon
 

Amgen
 

Apple
 

Boeing

IBM

Intel

Johnson & 
Johnson

Kroger

Marriott

Merck

Microsoft
 

Nordstrom

Nucor

Progressive
 

Southwest 
Airlines

Stryker

Walt Disney

Abrasives (e.g., sandpaper)

Internet-enabled retail for 
consumers

Therapeutics for low-blood-cell 
conditions

Personal computers
 

Military aircraft

Accounting tabulating machines

Memory chips

Medical and surgical products
 

Small-scale grocery stores

Restaurants 

Chemicals

Computer languages
 

Shoe stores

Steel joists

Non-standard (high-risk) car 
insurance

Low-cost intrastate airline 
(Texas only)

Hospital beds

Animated films

Adhesives (e.g., Scotch Tape)

Cloud-enabled web services for 
enterprises

Therapeutics for inflammation 
and cancer

Smart handhelds 
(iPod, iPhone, iPad)

Commercial jetliners

Computers

Microprocessors

Consumer health-care products
 

Large-scale superstores

Hotels

Pharmaceuticals

Operating systems and 
applications

Department stores

Manufactured steel

Standard car insurance
 

Low-cost interstate airline 
(coast to coast)

Surgical products

Theme parks

FLYWHEEL EXTENSIONS FROM CORPORATE HISTORY
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FIVE STAGES OF DECLINE

STAGE 3
Denial of Risk

and Peril

STAGE 4
Grasping for 

Salvation

STAGE 5
Capitulation to 

Irrelevance or Death

STAGE 2
Undisciplined 

Pursuit of More

STAGE 1
Hubris Born 
of Success

THE GOOD-TO-GREAT MATCHED-PAIR RESEARCH METHOD

Good
-to-

Grea
t Case

s

Comparison Cases

Good, not Great

Inflection Point

Matched-Pair Selection

Good, not Great

What principles explain the 
difference?


