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An Overview of Kodak’s Business Case


The Eastman Kodak Company, popularly known as Kodak, is an American company headquartered in Rochester New York, and incorporated in New Jersey, that is known for its trademarked analogue photography products. Founded in 1888, the company has continually grown and diversified, enabling it to provide printing systems, packaging, software, inkjet systems, and graphic communication services to local and foreign customers. At the close of the 2019 financial year, the company earned a $1.242 billion in revenue, which denotes the scope of the global business. However, it is worth noting that Kodak has faced severe financial problems, which made it to file for bankruptcy in 2012 (Anthony, 2016). A short time later, the company announced that it was intending to stop making digital cameras, digital picture frames, and pocket video cameras, and could now focus on the emerging corporate digital imaging market. The local and foreign markets had significantly dwindled following the invention of new devices, such as smartphones that bring a package that includes a camera and memory, which meant that a growing number of global customers no longer needed the traditional products the company is known for. 

In 1975, Kodak commanded about 85% of the film sales and 85% of camera sales. In 1975, the company patented the first handheld camera that was in the next few years a cash cow for the company. In the 1970s through 1980s, the company enjoyed optimal business performance, as the industry did not pose competitive rivalry. Also, the company had developed technologies that enabled it to compete with new entrants, such as the Japanese Fujifilm. However, the entry of players, such as Fujifilm changed the approach taken by the business. The new players were quickly gaining markets, which made Kodak to drop its handheld camera business for fear it was likely to threaten its dominance in the photographic film business (Anthony, 2016). This was followed by a shift to digital technology starting in the 1990s with the aim of meeting the changing needs and market dynamics. The company attempted strategic alliances with companies, such as Apple and Microsoft that were expected to help it achieve a digital transition without necessarily losing its core local and foreign markets. 
The company did not realize that the digital age brought onboard new players in the early 2000s. They quickly became important commodities for every household, which attracted new established players, such as Sony. By the end of 2001, Kodak was ranked second in the US sales of digital cameras after Sony. Also, the entry of the Asian competitors posed a challenge for the organization, which forced it to adopt a whole new strategy that entailed shifting from in-house manufacturing to total adoption of digital technologies, which led to the elimination of about 27,000 jobs (Anthony, 2016). However, the rise and dominance of established players, such as HP and Sony meant that the company was fast losing leverage. The players designed and sold superior products that cost cheaper, meaning it was challenging for the company to compete. Its inkjet printers, packaging, and photograph printers that were supposed to lead its new digital business line failed to achieve the desired goal, mainly due to pricing, stiff competition, and devices, such as computers that made consumers show a declining interest in such products. 
By August 2012, Kodak did not have a core business unit, especially the emergence and dominance of the computers. The new digital industry was being shaped by core players, such as HP, Apple, Samsung, and Microsoft that understood what the customers want. Kodak was now forced to focus on litigation to obtain revenues, such as the patent licensing litigation it settled for $838 million with LG. Such an approach cannot be sustainable, explaining why it filed for bankruptcy in 2012. The section has highlighted the various issues that have resulted in the decline of the company that once ruled the film and photography industries. However, to turn around its fortunes, the company could focus on leadership, marketing, and finance strategies that will help it foster new markets in the broader technology markets. 
Improving Business Performance

Before embarking on how the Company can turn around its fortunes, it is vital to consider the three factors that led to the business failure. First, the company failed to reinvest itself. It was blinded by its success, and did not consider venturing into new areas in a bid to reaffirm its market in the digital age. Also, lack of organizational agility made it become complacent. It did not show the capability to promote innovation and suppress competition. The third factor was the mismanagement of investment where it entered the digital camera market, and tried to match the performance of the traditional film rather than embrace the simplicity of the digital cameras (Anthony, 2016). These three factors led to the demise of the company less than two decades later. 
Marketing

Marketing is a functional area that could help the organization to reinvent itself as a market leader. The marketing division needs to take the following steps. First, it needs to undertake comprehensive market studies with the aim of gaining a deeper understanding of the markets. Today, a business must have an informed understanding of customers’ needs, especially the technology industry that is rapidly changing (Armstrong & Armstrong, 2019). Due to the resource constraints being faced by the company, it can embark on online surveys to gather information that will provide important insights about the standards expected by the local and foreign customers. 
The information acquired will be shared with other functions, such as the operations to help it understand the kind and design of products that the customers expect. The marketing function should not work independently but collaboratively with other functions to create an environment where information is widely shared. It is an important strategy that helps establish a production line and a supply chain that adequately meet the customer needs and wants (Armstrong & Armstrong, 2019). It means that the marketing function should lead from the front, and set a precedent that is about sharing market, customer, and performance information, which ought to inform how performance is undertaken in the organization.
Additionally, the function needs to needs to establish a strategy that will help bring markets closer. Kodak failed to reinvent itself because it did not focus on approaches that could have helped it to make the customers loyal despite the existence of new products. This function needs to adopt two approaches to realize the goal. First, it needs to establish a customer relationship management system that manages the customer affairs, making them feel valued and appreciated. Also, the function needs to emphasize the exploitation of the social media platforms to reach out to a global audience. This entails the use of the platforms to engage and inform the targeted customers. The platforms are deemed core tools that a business can use to engage customers, especially because millions of people are spending on average three hours every day browsing the platforms (Voorveld et al., 2018). It is a cheap and effective tool that Kodak should exploit and promote its brand. 
Finance
As noted, the company failed to manage its investments in a manner that could have enabled it to reinvent its technologies. It invested billions in the digital camera instead of embracing the simplicity of the digital camera. This function should serve as the engine that informs the financial decisions that are made at all levels. The leaders in this department needs to understand markets and operations to ensure that the financial resources are invented in ventures that bring optimal value to the business. 
First, the function should analyze investments, and project the expected returns, which should inform the amount of capital that is put in such ventures. Kodak does not a good history of investment decisions; thus, it should hire a new team that understands the technology industries, both local and foreign. This team will be informed about the desired performance goals, the current financial capital and sources, and the scope of operations. This information will make the new team understand how investment and financial decisions can be made in manner that will promote performance in the coming several years. The team will be assigned individual tasks and roles that should be met within a particular period of time. Goal setting is critical, as it will make the function work closely with other functions in the pursuit of the overall performance goals. 
Leadership

Leadership is critical in the realization of the desired performance goals (Kreitner & Kinicki, 2012). The organization needs a new and visionary leadership that understands the broader organizational goals and objectives. A restructuring is needed to ensure that a new diverse team is created. The team should include individuals that understand the trajectory of the technology industry to ensure that they can make decisions that not only meet the short-term business goals, but also the long-term ones. 

The organization should not hire internally. It needs to recruit a whole new leadership that brings new ideas and skills to the organization. It is vital to hire individuals that are experienced in the technology industry. A recruiting panel or team should be assigned this role, and made to understand the kind of leaders the business is looking for. The new leadership should then be accorded with the resources they need. Also, they should be accorded autonomy, which will enhance their decision-making processes. This will establish a leadership team that understands and pursue the reinvention of Kodak, as a market leader, both locally and internationally. 
The Timeline
The organization can implement the strategies chronologically as follows. 
i. January – March 2021: Hire a new visionary leadership team that understands the broader goals of the organization. A recruiting panel will advertise the positions and recruit the most qualified candidates. 
ii. March-April: 2021: Restructure the organization’s leadership and functional teams to assign roles to the most suited individuals and teams. Also, establish cross-functional teams that understand the new short-term and long-term goals.
iii. April-June 2021: Carry out market research and studies by the existing marketing teams. Within this period, the team will study and document insightful information that will be shared with other functions and teams. 
iv. July- August 2021: Analyze investments and make the right decisions about ventures that the company needs to focus on. The decisions should be based on market data and projected economic performance as well as the financial resources. 
v. September-December 2021: Invest in new ventures that will help the business reinvest itself. Also, it will need to invest in new systems, such as the customer relationship management system that will help the company bring customer close. 

The three functions, leadership, finance, and marketing need to focus on strategies that will help better position the company in the markets. The goal is to create internal efficiency where the internal parties understand the market needs, local and foreign. Also, the goal is to ensure the customers are brought close to the organization to make them feel valued and appreciated. Further, the three functions will ensure that the organization makes feasible investments decisions that do not put the organization at risk of losses and bankruptcy. In general, the organization will establish a new culture and approach to performance that ensure that customers’ needs and market dynamics are adequately understood. In so doing, the company will reinvent itself and suppress competition that is posed by industry rivals. However, it is vital to note that it will need to focus on the creation of innovative designs that are cost effective. Cost-leadership is a core strategy that will help it to attract and penetrate new markets. 
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