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IN THIS PAPER

This paper opens the Values and Purpose series in Furtherance's reference library. It asks what
makes companies last — the core ideology, discipline and resource stewardship behind durability.
The question it answers: why do some organisations endure and adapt across generations while
others fade?

Collins and Porras locate endurance in a preserved core ideology; Collins in a culture of discipline;
Bower in the resource-allocation process through which strategy is actually made. A caveat
addresses the methodological limits of “success study” research.

Collins & Porras  Built to Last, 1994

Visionary companies · core ideology

CORE THESIS

Enduring, visionary companies preserve a core ideology — core values plus a core purpose — while
relentlessly stimulating progress in everything else. They rely on durable institutions (“clock
building”) rather than a charismatic leader or a single great product (“time telling”).

FRAMEWORK

Idea Meaning

Core ideology Enduring core values + reason for being, held fixed

Preserve the core / stimulate
progress

Change everything but the core

BHAGs Big, Hairy, Audacious Goals that galvanise

Genius of the AND Refuse the “tyranny of the OR” — hold both

METHODOLOGY

A matched-pair study comparing “visionary” companies with good but less enduring rivals.

SIGNIFICANCE AND CRITIQUE

Made core ideology and “preserve/stimulate” part of the strategic vocabulary. The critique,
expanded below: the method is vulnerable to the halo effect and survivorship, and several of its
exemplar companies later stumbled.

Jim Collins  Good to Great, 2001

Sustained greatness · the culture of discipline

CORE THESIS

Sustained greatness comes from a culture of discipline — disciplined people, thought and action —
not from a single strategy. Great companies confront the brutal facts, focus where they can be best,
and build unstoppable momentum through the flywheel.
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FRAMEWORK

Concept What it holds

The flywheel Consistent pushes compound into momentum

Confront the brutal facts Face reality while keeping faith (the Stockdale paradox)

The 20 Mile March Steady, self-imposed progress in good times and bad

Five stages of decline Hubris, overreach, denial, grasping, capitulation

METHODOLOGY

Matched-pair empirical company studies, extended across several books.

SIGNIFICANCE AND CRITIQUE

Produced durable operating concepts — the flywheel, brutal facts, the discipline of focus. The
critique matches Built to Last: halo and hindsight bias, and exemplars that later faltered.

Joseph Bower  Managing the Resource Allocation Process, 1970–

Strategy process · Harvard Business School

CORE THESIS

Strategy — and endurance — is the cumulative result of the resource-allocation process: countless
decisions made deep in the organisation, structured by the context leaders set. Companies persist
or fail to adapt according to how deliberately they manage where resources actually flow.

FRAMEWORK

Layer of the process Role

Definition Operating managers define and cost the projects

Impetus Middle managers champion what moves forward

Context Senior leaders shape the structure and signals that steer the choices

The implication is sobering: a chief executive shapes strategy less by decree than by setting the
context in which thousands of allocation decisions are made — and stewarding capital and the
wider system responsibly is part of enduring.

METHODOLOGY

Field-based research inside firms on how investment decisions actually get made.

SIGNIFICANCE AND CRITIQUE

The definitive account of how strategy is really made — bottom-up and cumulative — and why
incumbents struggle to redirect resources. The critique: it is process-focused and less prescriptive
about the content of a winning strategy.
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A NOTE ON EVIDENCE

A caution on the evidence: “what makes great companies great” studies (Built to Last, Good to
Great) are vulnerable to the halo effect — inferring causes from outcomes — and to survivorship
bias, and several celebrated exemplars subsequently declined. Treat their concepts as useful
hypotheses and vocabulary, not as proven formulas for endurance.

Synthesis
Contribution Source of endurance Key idea Critique

Collins & Porras Preserved core ideology Preserve core / stimulate
progress

Halo; survivorship

Collins Culture of discipline Flywheel; brutal facts Halo; hindsight

Bower Resource-allocation
process

Strategy as allocation Process-focused

FOR THE OPERATOR

Enduring companies preserve a core ideology while driving progress (Collins & Porras), sustain
greatness through disciplined people, thought and action (Collins), and endure through the
disciplined resource-allocation process that turns intent into strategy (Bower). For the operator:
durability comes from a preserved core, a culture of discipline and deliberate control of where
resources truly flow — held with healthy scepticism about survivorship-biased success studies. The
next paper turns from endurance to purpose in the modern firm.


