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Abstract 

This paper studies Kodak invented the first pioneers of digital camera development in the world in 1975 but it failed to capitalise on its invention and digital technology but the digital camera is delayed with competitors around 5 years.  In addition, Kodak apply bankruptcy protection in 2012.  

Kodak tried to re-organize their organisation without facing its creditors.  However, Kodak replied that it is just the normal organisation activities with their customers and their marketing needs.  Kodak has recently re-engineered from film cameras market to digital printers and technology to revamp their business and try to stem its losses.  The 131 year olds film company has struggled in the market with competitors.
Kodak made all its money from selling film, then it worry about the digital camera came along and no-one’s buying film.  It’s not like they didn’t see it coming.  Kodak hesitated because they didn’t want to eviscerate their business.  (Rupert Goodwins 2012).
We will study the macro environment change per last 30 years and apply 3-H framework to suggest Kodak management team into a digital photography company to revamp their company and make it stronger.  I think Kodak don't need facing the bankruptcy protection in 2012.
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Literature review 

Introduction
Kodak’s full name is called Eastman Kodak which was founded by George Eastman and Henry A. Strong on 4th September, 1888.  Kodak produced the photography, films production and camera at this first stage.  Nowadays, Kodak is an technology company in America that produces camera-related products as well.  For example, Kodak provide packaging services, digital printing machine, photo printer, graphic professional services and commercial printing services in worldwide.  The core business is focused on business channel such as printing system, enterprise inkjet systems, micro 3D printing technology, related software and films.

For Kodak major competitor, it is Fujifilm from Japan.  Fujifilm used the lower cost with standard quality strategy into the America market.  Fujifilm also applied the LEAN concept to reduce the cost by waste reduced, efficiency increased and throughput rate increased.  During the cost down, Fujifilm can make more profit to win their market and increase the market share.  Therefore, Fujifilm entered America market by lower priced strategy.  However, the management team from Kodak think that America consumers should desert its bands.  America should used America brand and support America product.  In 1984, Kodak become the official film in Los Angeles Olympics game.  At the same time, Fujifilm also won the sponsorship rights.  That means Fujifilm won the entry ticket in America market but Kodak still didn’t believe it is the threaten.  Fujifilm opened film production plant in America and very aggressive to increase its market share by lower cost and standard quality strategy.  Within 10 years, Fujifilm had 17% in camera film marketing share in 1997.  In addition, Fujifilm also go into the high-valued market and business market such as Velvia and Provia of the specialty transparency films.  The major competed and target is also Kodak’s professional product.  It is Kodachrome.  Fujifilm also developed the lower cost and machine “E-6 processing” to product this transparency films.  That why Fujifilm can won the marketing share in high-valued market.  In this case, we can understand Kodak culture and management team is traditional America style and thinking.  We can deeply study of this Kodak culture.
In May, 1995, Kodak use Commerce Law (section 301) argued Fujifilm of the unfair practices.  In addition, America commerce council also complaint to World trade organization of this unfair practices with Japan.  In January, 1998, WTO is rejected the request from Kodak about the unfair practice complaint in film market.  In this case, Kodak didn’t face the actual problem and find another method to solve their market share issue and survive their company.  We can see the Japan company will continue improve to upgrade itself and find out the root cause to deeply to solve.  Therefore, Japan management styles is good in past 20 years.  By 3-H framework, strategic management can be the strategy method to let company to continue improve.
In financial result, Kodak’s revenues dropped over 10% from USD 15.97 billion to 14.36 billion between 1996 and 1997.  The net profit margin is dropped over 95% from USD 14.36 billion to 5 million for the same period.  The America market share is declined 5% from 80.1% to 74.7% for the same period.  It is the horrible alarm to Kodak management team but it can’t wake up them to improve.  That why Kodak need to apply bankruptcy protection in 2012.  
Kodak digital development
Kodak is the first inventor of the digital camera in 1975 but it failed in digital market because Kodak is worry about the digital camera killed the photographic film business but they don’t  think digital camera can increase their overall camera market share.  Although Kodak develop the digital camera, it face another critical problem.  It is the storage issue.  

In 1968, Robert H. Dennard invented the increasing memory density at the cost of volatility.  The RAM was born.  In 1971,  Federico Faggin invented the first commercially microprocessor, called Intel 4004.  The maximum RAM size is 640 bytes by 740kHz.  At the same time, the floppy disk is made by IBM.  It is the first memory separately.  In 1977, The Apple 2 is occurred but the RAM size is 64kB with MOS6502.  Therefore, Kodak didn't easily to keep continue to develop the digital camera technology.
In the 1990s, Kodak planned a long journey to entry the digital technology.  George. M. C. Fisher (CEO of the Kodak) worked with Microsoft, Apple and other new consumer merchandisers.    In 1994, Kodak is the OEM of the digital camera and support to Apple.  Therefore, Kodak start go into the digital camera by Apple brand name.  This decision can protected the Kodak name, Kodak film market and can try to entry the digital camera market.  In 1996, DC-20 is the early digital camera of Kodak.  It is made by Chinon from Japan and under Kodak group.  It was entry level digital camera.  However, the internal memory is very small, just 1M.  It can store 16 standard sizes  photo (64kB) or high resolution size photo (128kB).
Overall, Kodak started to entry the digital camera market but Kodak management could not imagine the traditional photography film business rigid switched to digital technology in the world with short period.  The major competitor of digital camera is Sony.  Therefore, Fujifilm and Sony encroached the market of Kodak camera and film.  In 2001, The September 11 attacks affect to the financial shocks in world market.  Kodak is also affected by finance shocks and the film sales is still dropped.  However, the management team wanted to shift the market to digital to keep their marketing share in worldwide.  In the digital market, Kodak was the No.2 in the America market.  The No.1 was the Sony because the lower pricing, higher function and better outlook.  That why Japan product can be won the marketing share in the world, not only the digital camera.  Although Kodak is the No.2 in the digital camera, it need to compensate USD60 each camera sold to the employee of film division to protect their incomes and benefit.  In the film business, Kodak have higher profit margin if the sale fell 18% in 2005.  This 2 reasons let Kodak management could not high moving to shift the business to digital camera market in America.  The lower cost competitors was build up in the short period such as Sony, Panasonic, Canon, Nikon, Samsung, RICOH, etc.  Therefore, Kodak could not want to keep in this digital market to give up the high profit margin of film business if the market is fall.  Kodak has 27% marketing share in 1999, dropped to 15% in 2003, dropped to 9.6% in 2007 and dropped to 7% in 2010 behind Asia brands such as Canon, Sony, Nikon and Samsung.  In addition, Sony also build up the 1st cellphones with digital camera to dramatics increased to win the cellphones market and digital camera market.  Kodak did not want to develop the digital cameras market with low profit margins but more companies entered this markets in the 2000s.
In 2012, Kodak stopped the digital cameras production included the video cameras and digitals picture frames.  They focused on the commercial digitals market such as digital press printing machine, 3D model printing machine, computer-to-plate machine and digital imaging market.  The production line of digital camera are sold to JK Imaging Limited which under the Kodak brand to keep to develop the digital camera.  Kodak apply the bankruptcy protection same year.  In 2013, the America court approved Kodak to emerge from bankruptcy in mid-2013.  Kodak need to sell their asset to settle their liabilities and loan.  The patents are the costly asset for Kodak.  Therefore, Kodak sold many patents to a group of companies such as Adobe Systems, Amazon, Apple, Facebook, Google, HTC, Microsoft and Samsung.  Kodak could get back around USD525 millions to settle their liabilities and loan.  Finally, Kodak could success overcome the risk of bankruptcy but Kodak was very different to run their business because their major asset is sold. 

Fujifilm and Kodak also faced the film market decreased.  However, they selected different methods and strategy.  Fujifilm create different product line.  For camera market, it kept to develop the digital camera market.  They understood it is the future trend.  For film market, it also understood that digital camera replace film camera market.  Therefore, we started to develop the cosmetic product because collagen is the main content of the film.  Fuji controlled how to make and control this chemical for product developed.  In addition, Fuji also apply the LEAN concept to reduce the cost and time and make their product is quality more stable.  Actually Fuji could revamp their business and keep to on-going development.
By the way, Kodak is totally different.  The management team did not to kill the film market in higher profit margin so they just slow selected into digital market.  In addition, sales of digital camera need to pay to support the employee of film division.  We accepted use to product the OEM digital camera used other brand name.  That why lower profit margin in digital market.  Secondly, we did not solve the memory storage issue because it was the obstacle of the digital camera development.  Then Kodak used the policy method to solve their market share decreased.  However, WTO is failed Kodak requested.  They did not face and improve their internal organisation problem.  The management still dreamed America must supported America product.
Organisation strategy
Kodak won in the film market because it applied the razor and blades model of selling related partner product with camera and film.  Razor-and-blades model use a pricing strategy that involves selling a durable product.  It is developed from Gillette because the razor could drive the consumer to keep continue to buy the blades.  The razor could be lower profit margin or even no profit margin but the blades could be higher or stable profit margin.  In Kodak case, Kodak sell the lower profit margin in film camera but the higher profit margin in the film.   In 1976, Kodak won the camera market was 85% and film market was 90% so they can got higher profit margin in their product and especially in film market.  That why Kodak did not want to kill the film product by digital market.

However, Kodak would shift and develop digital market.  During Kodak applied the razor and blades business model, they should develop the partner product which was digital camera and inkjet printer and photo paper.  Antonio Pérez (CEO of Kodak) shun down the film factories and spent hundreds of millions US dollars to develop the high profit margin printer replace the film sales.  Kodak’s strategy was failed in razor and blades model because HP won the printer market by lower profit margin in printer and higher profit margin in ink in that Kodak was higher profit margin in printer and lower profit margin was ink.  Therefore, HP was No.1 of consumable market in printer and Kodak shifted their printer market to industries market because the ink cost is lower.

In 2011, inkjet printer should be replaced because the consumer used the softcopy on computers, tablets and smartphones by computer storage memory had rapid developed in this area.  In 2013, HP won home printers, high-speed commercial digital printer with related software should be new business trend to earn USD 2 billion in revenue with for 25% of sales amount.  However, Kodak named home printers was exit from consumer inkjet market by declining in the market. 
Marco environment change
Digitalisation

Overall past 30 years, it was rapid development stage of computer.  Digitalisation was not only on the camera industry.  This technology also could apply on press printing machine.  Kodak failed in digital camera market but they focused on commercial printing equipment such as computer to plate, digital press machine, digital press plotter and related equipment.  We could say digitalisation let traditional printing industry had industry revolution.  It is digitalisation.

Digitals printing was published on 1993.  It could be bring the green idea and action in this industry.
Traditional conventional printing processes was included lithography offset printing, gravure printing and flexography printing.  It was not the only processes because the print buyers’ need can’t enough satisfy.  Digital printing could replace the commercial and publication printing  because it was able to rival offset quality.  Traditional conventional printing technologies has standardisation.  The international standards for conventional technologies was the ISO12647 series which could be specify the standard in colour tolerances, process tolerances and printing process tolerances. 

The Printing industry had a real need for digital printing standards because the digital printing could save the set-up time, set-up materials (paper and ink), colour calibrating, without zinc plate and without powder.  In addition, it also prints both face at one time.  It could be say “zero set-up time and materials, zero human harmful and zero drying.  It was similar as computer printer or colour copier as operation.  It was very powerful fro printing industry.   As a result, digital printers were very similar as conventional standards for their digital production.  It was address the industry’s need.

In the best  digital printing machine, the success printer is the HP Indigo 10000.  The printed size was 29 inch format and built-in duplex mechanism, the press made it possible, for the first time, to digitally print any size application, including pocket folders, six-page brochures, posters, and large lay-flat books.  In productivity,  printing full size 29 inch sheets per hour (4/0) or 4600 sheets per hour using Enhanced Productivity Mode (EPM), the press was printed over 2 million sheets monthly but the traditional offset printing speed can achieve 8 million sheets monthly.  In the new development, it was the Landa nano digital press printing machine.  It applied nano technology for ink spray on the printing sheet.  The dot gain should be small so the printing quality is higher than HP Indigo and traditional printing machine.  Printed size is B1 (28”x40”).  In print capability, the digitals printing speed was not achieve the offset printing speed but the digitals printing hadn’t set-up time and it can print different idea for each sheet.  Therefore, it was strong to print the different coding, sequence number and full set of book.  No need to extra labour for matting.  It was cost and pollution saving.
Although digital printing machine, computer to press is also the part of green printing.  Computer-to-plate (CTP) was an imaging technology used in modern printing processes.  In this technology, an image created in a Desktop Publishing (DTP) application is output directly to a printing plate.  This compares with the older technology, computer-to-film (CTF), where the computer file is output onto a photographic film.  This film is then used to make a printing plate, in a similar manner to a contact proof in darkroom photography.  Kodak applied the digital camera and digital imaging technology more focused on the computer to plate because the commercial printing equipment had higher profit margin.
Personalisation
Personalisation could be the customize product.  The batch size could be small or just one piece.  Therefore, personalisation need digital printing press machine.  During the internet development, online shop could provide one-stop service for creative gift design to create own personalized product.  Personalisation should be depend on standardisation product.  Therefore, we should prepare the user-friendly builder to design your  customizable product which your own personal photos, your messages and hand draft for your gifts.  It can be special occasion such be anniversary, Christmas, Easter and New year.  If you were looking for special gifts for your great celebration events such as birthday gifts, Valentine’s gifts, graduation gifts, wedding gifts or new baby gifts.  On-line personalization service was the best solution in the world because on-line shop could provide door to door service for customised and original product.  When you received  personalizing gifts from your friends, relatives, families or colleagues with special meaning and message which should be presented as a keepsake for a lifetime.   
However, the customized products also need the new and creative idea to keep on-going the business in development.  Therefore, the company should create some new and amazing idea for our new products.  For new products is developed, we should need to test the market, funding and share the risk management.  The Kick-starter was the method and place for feedback testing and fundraising to test the new products or ideas.

Kick-starter
1. Kick-starter was one of the way to fund creative projects
Kick-starter was the funding projects although your creative project was mega project or small product.  The major function was that it is the platform to show your creative products or ideas to the world.  You can show in home for everything such as films, games, and music to art, design, and technology. Since Kick-starter launched in 2009, 8.8 million people have pledged more than $1.8 billion, funding 86,000 creative projects. 

2. Each project is independently created
Kick-starter is a platform and a resource of the creative project.  Kick-starter did not involved the product and project development.  All of people can pull your designed product in Kick-starter but need to fulfill the rules.  The project owner must pay your responsible to your funding target and make sure your product can be launched.
3. Together, creators and backers make projects happen.
Kick-starter project could meet our project owner request budget to develop their project and product.  It was powerful effective platform in creative and amazing project.  This budget could let the project made it happen.  
4. Creators keep 100% ownership of their work.

Kick-starter backers supported projects to make the project to life, not only to make the financial profit.  Actually, project creators should provided the benefit and rewards for thanks to their backers and supporters.  Project owner can make a book or film to thanks their backers and supporter to give a copy of the finished work . 

5. Creative works were funded this way for centuries.

Kick-starter is the funded works in similar ways.  It did not just with help from large patrons, but by soliciting money from smaller patrons, often called subscribers. In return for their support, these subscribers might had received an early copy of the work.  Kick-starter is an extension of this model, turbocharged by the web. 

Digitalisation and personalisation is the real partner in razor and blades model because the personalisation product had higher profit margin and digitalisation machine can printed in small quantity or just only 1 pieces order.  In addition, the macro environment was changed because small batch with shorted lead-time is the trend today.  Therefore, Kodak management team had wrong direction to develop their success razor and blades model.  Kick-starter could solve the project budget funding in public for new project development.  It is the trend now.
Trouble in Ecosystem
The ecosystem was the software tool change the digital camera file or photo change to printer photo software.  It could change the traditional film user idea because the film should exposure to photo should be by roll.  The normal standard size of film was 24 photos or 36 photos in market.  For photo ecosystem, the digital photo came from separated file so we could print in single photo. They why the market of film and photo is deeply change in the market.
Kodak prepared the unique ecosystem for file which was powerful and use-friendly on that time.  This software was 2 formats one was included with camera purchased or used in photography photo for photo explored or printed. Another one was for retailer because this soft could help to make higher profit margin for photography.  The software was strong in stores in multi-times, preview function and photo comparison function under the consumer pick-up to print or exposed film for printing.  The concept and function was perfect because it could keep to make the profit by razor and blades model.  Firstly, the retailer was installed this ecosystem but they did not use Kodak photo paper and chemicals.  This consumer product was the higher profit in this area.  It was the consequences to keep the profit like made the gold egg.  Secondly, the management from Kodak did not fully the digital market so Kodak can't keep to make the profit in this new market.
For the ecosystem of Smartphone, the success is iPhone by Apple was 2007 but the first phone with camera function is Sony and good function applied was iPhone.  The best of iPhone was the downloading and sharing tools.  The ecosystem system was quickly, user-friendly and valued created by iPhone.  Although Kodak started to development this technology firstly, they has yet to recovered and developed in the technology because Kodak filed chapter 11 bankruptcy in 2012.
Problem in technology transition
The critical area of technology transition was the analog format transfer to digital format because the technology and support was the big different.  For digital process, it was the standardisation format in “1” or “0” to form the numerical series for data.  It was transition by general semi-conductor technology for digital film market.  It formed the curve and film.  Therefore, this file and format could be easily to modify in the software to achieve the user requested such as Photoshop and A.I.  It was very powerful for photo and imaging improvement.  For analog, it was just the image, not the numerical series for data.  It could not transfer the data format and without meaning.  Therefore, it was very different to transfer from analog to digital.  During the film manufacturing could use the explored technology on the photo, the modification technology could be manual in dark room.  Therefore, the corrected development direction should develop the digitalisation but Kodak did not want to kill their high profit margin market.  Actually, it was different with the computer development.  It was the one reason of Kodak filed chapter 11 bankruptcy in 2012.
Research gap
Per my review, we could conclude the following problem.  The first one was the management team did not want to pay effort on new technology development by affect their traditional income.  However, they understood digitisation was the trend but they select to slow down the development cycle.  The second one was fail in their market strategy “razor and blades model”.  The concept of model is right but the combination between razor and blades should be better.  During their traditional product was the film production, they could have out of the box idea and thinking to find the best combination.  The best combination with digital should be personalisation, not the photo or else.  The third one was the management felt the market share was decreasing but they did not want to improve theirself.  They focused on policy or rules to protect the market share.  If they deeply improve internal problem, Kodak may not need to apply bankruptcy protection.  The fourth one was the management did not want to share their actual information and problem facing to public market.  They did not face the problem and find out the root cause to solve the problem.  Finally, they have not the perfect future planning for macro environment change such as marketing research, internal workflow review and accept other ideas.  Therefore, Kodak was not well-prepare the risk management.  By this literature review, we found this five major management problems and need to settle for Kodak.
3-H framework approach in Kodak case
Per my study, I prefer 3-H framework was the helpful tool to solve the Kodak problem.  3-H framework should be included 3 parts: Heart, Head and Hand.  The 3-H framework is a good  methodology for managing organisational issues in overview planning such as opportunity and feasibility study, organization future planning, new strategy launching and project direction changing.  It is because the 3-H framework could fully cover and study in different angles from heat to hand and top to down.  That means all “H” dimension have to be efficiently in management.  The following is the H factors:

Heart (H1) is the feeling direction.  It should be the top level of this framework.  It should be the leadership, management with future, and manifested to engagement.  We should identify the needs and wants what is the future status and target.  It included:

· Motivation

· Leadership

· Organisation culture

· Heat-to-heat communication
Heart (H2) is the thinking direction.  It should be the middle level of this framework.  We have follow the direction of Heart stage to prepare the action in this think stage.  It should be manifested to planning, manifested to controlling. manifested to organising, manifested to competence, etc.  Based on this idea, to prepare the Plan-Do-Check-Act (PDCA) loop. We should identify what is need to do.  It included:

· Strategic management theories 
· Macro and industry analysis
· Resource-based view and sustainability of competitive advantage
· Competitive strategy and global strategy
· Value chain and total value chain system
Heart (H3) is the doing direction.  It should be the bottom level of this framework.  The major function should be follow the action and to execute abilities to compliance. 
It is the 3-H framework in practice with future perspective.  For Kodak, we can identify the organisation needs and which framework level to improve this organization.






3-H framework to solve research gap for Kodak digitalisation 
Heart (H1) approach

According the 1st problem of Kodak, we should start from the organisation and management thinking change firstly.  This management team is the brain of the Kodak. We should provide the positive aspects of change in the Kodak management.  This changing need to prove the leader vision corrected and let they understand the corrected vision which make the organisation growth, success and greater.  Therefore, the leader should deeply understand the digital development is the right direction and also the future trend.  Digitalisation development is not only to change the management team mindset.  In addition, we also need to develop or find the technical support to develop and prepare the well plan to the shareholder to support this company strategy.

Therefore, we should use Heart approach by 3-H framework.  

The first one is the leadership.
We should revamp the mindset of the management team of the Kodak.  Leadership must be the firstly one to change because the management team do not accept to change the digital idea and not well planning to shift to digital plan.  The management team understand the digital development is the future trend but they don’t want to kill the film market liken the golden egg.  Therefore, the management team need to begin and open their end in mind.  We should define the predict outcome, effort and side effect when the digitalisation going.  We should be based on the target to develop how to achieve, don’t just think the benefit of the goal.  We understand the management team also be success in the film market and development but different target should use different approach and method to achieve.  It is the leadership mindset of the organisation.  If Kodak do that, Kodak could be easily to analysis the higher vision to prepare their goal.  In addition, proactive is also the critical thing for leadership.
The second one is the Motivation.
Motivation is the process to let the employee to self-achieve the goal by organization.  Motivation have continuous and discontinuous factor.  The most and useful motivation method is rely on money or benefit.  Actually, it is the very efficiency to attract the people increase their output or achieve easily.  However, it is discontinuous factor because we can’t provide the ‘money’ for long times to increase their efficiency and the workforce increasing is also the limitation.  In Kodak, we can provide the win-win motivation to let the self-achieve to meet organisation goal.  For example, the digital division need to pay benefit to the film division to protect their income.  Therefore, we can rely on self-improvement by LEAN method.  Let the employee to provide the smart idea to improve the productivity in film division.  If the film division can reduce their waste and cost, the employee can get more incomes and reduce the finance supply from digital division.  It could let the digital division have more money to keep in development.  If do that, the management team should keep on-going the self-motivation strategy to improve the internal problem by smart idea and more cash flow for new technology development.  We could keep to develop the self-motivation by these 3 directions:

1. Benefit and money can attract the employee pay more effort in their work organisation but it is discontinues methodology .

2. The structure of the organisation are strong relationship with their supervisor.  Therefore, some rewards also need to provide to their supervisor and their team together.  It could let all hierarchy to self-drive the motivation.

3. The potential employee are given assigned higher tasks to perform because they will pay more effort and attention to achieve the company target and goal.  If the final perform can over target, the employer and employee should not get hard feeling on this case.  They should review by themselves and prepare next task.
The third one is the organisation change.
‘CHANGE we can believe in’ is the slogan by Barack Obama’s team in 2008 America presidential election.  Organisation change is the necessary in all of organisation and their top management.   The change can provide the vision to leader and make them and their organisations success and growth because it should be change in transformation.  For development the digitalization, the change is the necessary because we should create the platform for it and drive the stakeholder towards action and target.  It is the leadership to drive the technology development to drive a business success.
In the literature review, Kodak and Fujifilm could be the failure and success case in digitalization because Fujifilm apply the transformation on internal workflow by LEAN, technology trend support and product line.  Fujifilm know the digitalization are the world trend so they pay more effort on the digitalization development.  In addition, film manufacturing should be absorbed by digital market.  Therefore, we start to develop the cosmetic production line to transform the film manufacturing to cosmetic production because Fuji have well learning and experience about the collagen technology.  However, Kodak don’t take any quick action into digital market and just produce the digital camera by other brands name for OEM product.

Therefore, we suggest Kodak should use the joint venture with other strategy partner to develop the digital camera.  Kodak could find the company storage company to work together to solve the digital camera storage issue.  Joint venture can use the technology from their partner to save the development money and time.  In addition, it is more easily to get success.  The percentage of the new joint venture company could be depend on the value.  If Kodak accept to take this action, they must be the major owner and shareholder to contact this company to let Kodak make higher effort.  
This new joint venture don’t need to under the Kodak group.  So, this new digital company don’t need to pay the money to film division of each digital camera sold.  They can keep the money to invent other related product.  The new company also need to pay the patent fee to Kodak because Kodak is the first digital camera inventor.  This money can support Kodak development as well.
The last one is the heart-to-heart communication.

The traditional communication is the one-way.  In organisation, normal is the one-way and top to down which the upper level request the lower level to take the action.  In Kodak case, it still use the traditional communication so the top management may not to get real feedback or actual situation of each case.  Therefore, we should established the heart-to-heart communication which is build on the trust, friends and interactions.  Kodak need prepare some sharing event with employee to get more feedback from middle layer and front layer between they usually face the end consumer to understand their needs.  If yes, Kodak should speed up their digital development and understand the problem of Ecosystem which could be improved.  In addition, gemba from LEAN concept can let the management go to the shopfloor to get the frontline feedback and have heart-to-heart communication.  The company image also can be more friendly and recognizable.  
Head (H2) approach
For Head approach, it is the mindset of the organisation.  This layer should be the mind of the strategy and organisation planning (3/5/10 years).  This layer is the middle level is the executive and manager who are well planning, strong in organising and better controller in the organisation.  Although they are the mindset of the organisation, they should follow the Heart (H1) level and top management’s direction.  In addition,  we should execute the instruction and actions from Heart (H1) and Head (H2) and Head (H2) and Hand (H3).
In this level, we should use the strategic management.  Kodak also could apply this strategic for improvement.
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Firstly, we should analyse the current performance in Kodak.  We can focus by company mission, company goals, strategies and company advantage.  In Kodak case, we found that Kodak use the razor and blades model for production development and pricing.  The film and camera was the success in this model but digital camera and Ecosystem/printer was not success in this model.  Therefore, Kodak was fail in marketing strategy of digital market.  In addition, Kodak had not good macro environment change study so the management team did not shift into the digital market.  They did not prospect in the future.   During Kodak did not want to kill the film market, they shift into the digital market is slowly and digital camera is named other brand.  Next, Kodak did not prepare the NPD team or company to keep on-going develop the digital camera when they face the storage issue.  There are the current status of Kodak.
After understood the current stage, we have different angles to review and improve in the organisation.  For environment analysis, we could use the STEEP macro environment analysis.  STEEP analysis should study on social, technological, economic, ecological and political.  If Kodak used, the management team of Kodak could change their strategy in macro environment change.  In Social area, Kodak is the no.1 camera and film solder.  In technology, Kodak is the first inventor of the digital camera.  In ecological, Kodak develop the green printing technology such as Computer-to-plan and Ecosystem.  In political, they had a lot of patents.  Therefore, the digitalisation must be on-going to develop.  For example, Fujifilm could start to develop the cosmetic product and market and HP could start to develop the printer market and digital press printer market.  Both are success in development of digital.  If Kodak could accept my suggested plan, the digital market must be big different at this moment.
For industry & market analysis, we suggest to us the LEAN six sigma concept because LEAN is the powerful tool to reduce the waste, improve the lead-time and study the value steam mapping to find out the best and shorten lead time for production.  In six sigma tool, it could improve the production quality to achieve lower defective sample and improve the Cpk performance.  The quality could be improved and more stable.  Therefore, Kodak could use the LEAN Six Sigma strategy to improve the industry performance.  It run LEAN Six Sigma, Kodak production performance should be better than Fujifilm. 
For Company analysis, we could use 3-H framework to study and improve in organisation.
After these analysis, we should prepare SWOT analysis to find the strategy gap.  Based on our review of different topic of Kodak case,  the SWOT as below:
	S (Strength):

· Over 100 years for film and camera product experiences

· First inventor in digital camera
· Strong in chemical team
	W (Weakness):

·  Without future planning

·  No risk management

	O (Opportunities):

· Develop the Ecosystem for digital market

· Develop the film printer for digital market

· Lower cost in film printer ink
	T (Threats):

· Fujifilm enter into America market 

· American film market is dropping
· Without joint venture with storage vendor to develop digital camera


After SWOT, we could plan the strategic options and implementation. We find out the best options to take the action for implement.  In addition, we should prepare the looping and go back to current status after 3 to 6 months. 
For marketing strategy, Kodak could apply CRIQES. This strategy is consider customer responsiveness, innovation, quality, efficiency & speed.  This could be fully coverage to study and analysis the marketing.  If applied, Kodak don’t keep the printer is higher cost but the printer ink is lower cost because it could be accepted in commercial market.  In consumer market, lower machine cost could be more attractive the consumer to buy the printer firstly. The ink should keep continue to buy.  The higher profit margin is in the ink consumer.  Kodak could prepare NPD team for innovation development.  Kodak could apply LEAN Six Sigma for quality, efficiency and speed.  If Kodak do that ,Kodak could win the higher market share right now. 

In finally, it is prospecting for the future to predict environment change.  We could prepare  3/5/10 years plan.
Hand (H3) approach
For Hand approach, it is the frontline layer such as operator, technicians and workers in the organisation.  We should execute the instruction and actions from Heart (H1) and Head (H2).  Therefore, we should be the interactions with Heart and Head because the frontline just execute the action is not enough.  We also need let them know what is the purpose or organisation direction and future trend of the organisation development.  If they understand the main reason or idea of the actions or execution, they should be better performing of their end result.  As the result is good, it could help to support the organisation can early to get the achievement as their target.    It is the reason of the interactions with Heart and Head is important.  If we prepared well in Hand stage.  We should prepare the standard operation procedure for their action.  It is called SOP.
SOP
Standardization work is an agreed work procedures which is the best methodology, sequence and quality for organisation.  It prepare the best practice to reduce the wastes, error proofing, reduce the maintaining for employees to meet customer demand.  Standard operating process (SOP) is included the standard time, proceed step and quality requirement.  If we designed SOP, that mean this workflow or station could be followed and easily to achieve our requested.  If the employee could higher than the SOP, they means the organisation could achieve their expected goal easily or get the best result.  If the employee can get the benefit by this outstanding achievement, It could be win-win situation.   After the SOP setting, we also need to prepare the training to make sure the frontline staff can meet the SOP standard.  Training is the teaching and developing for the staff to meet the standard of the designed propose.   We should set the specific goals when the learner can meeting the requirement.  The frontline staff could select their own requested training as professional development.
Kaizen team

Kaizen is the Sino-Japanese wording.  The meaning is the improvement and change to better.  Now, this wording always connect with Lean and Toyota production system (TPS) because it has spread out in the world for business and productivity environment application.  In LEAN concept, Kaizen team will be formed in shop-floor layer for continue improvement.  They apply Gemba walk which is the go and see method to find out the improvement area to solve quick-win daily and Value stream mapping (VSM) which is the tools for find out the improvement gap between future and current.  It is similar the strategy management in Head’s (H2) framework.  It find out the opportunity improvement area between future stage and now stage and continue to improve by looping.  In normal practice, organisation set the rule to let the team can be rewarded by outstanding improvement.  If the organisation have many Kaizen teams but different with organisation goal, it may affect the organisation to go the same direction to improve.  Therefore, Kaizen team should under the strategy management from Head (H2) framework and interaction with Heart (H1) and Head (H2) frequency.  Kodak should be formed the Kaizen team in the production level.  It could drive the Kodak production could be higher efficiency, lower cost, higher quality.  It could help the US file market share of Kodak will not suddenly drop and let them lost the money.  Fuji is the good example by Lean application to improve internal workflow and production.
Technology protection
Technology protection is very important because it does not need to be made in public and secure the protection without disclosing.  In technology protect, we usually apply the patent to protect.  Patent is the exclusive rights under the government laws and protection to inventor.  However, the patent is also limited time in exchange for public disclosure of an invention.  Patent system is the system of inventor protection for limited time.  The innovation and patent is protected by law and government.  In 2018, Kodak has 76806 granted patents and 45404 patent applications distributed into 49077 patent families.  In addition, Kodak is the No.4 of the no. of patents ranking.  In bankruptcy protection, Kodak could get back USD 525 millions for patent sold.  Therefore, technology protection is very important. 

Conclusion
We study the 3-H framework review for Kodak case.  The critical point is that Kodak need to use the corrected tools and need to change by different situation, macro environment change and management direction change.  Each tool and model is also good but application can be different.  I think that 3-H framework is the powerful strategy to study and improve the management problem and well apply in organisation.
In literature review, we can understand the problem of the Kodak why they don't keep forward the digitalisation development.  It have the technology development limitation and management problem.  3-H framework can overcome this problem because this framework can study from heart to hand and top level to down level.  When we face the problem, we can select the different tools to solve the problem to keep the organisation in corrected direction on-going.  In addition, we found that Kodak is not well to face the problem and find the suitable tools and method in organisation.
Kodak is only single case but it also the reflection from the America company.  America always use the protection rights and law to protect their product but it is not the worldwide environment development and worldwide trade right now.  During the trade war between China and US, the China organisation need to escape from China and expending their operation outside from China to prevent the tariffs increase.
Green technology and high-tech technology are the trend for company development.  When the organisation can develop and own this technology, the organisation should need to keep development.  It is the trend.  I understand the finance support is also the critical issue for technology development.  Therefore, Kickstarter is one of the finance method to support this development.  I think it is better finance situation rather than in 1975.  
In conclusion, I deeply appreciate I can learn this powerful strategy in my doctorial degree program.  I think I should keep to use this powerful strategy for my working organisation.  It can help the organisation to solve many critical problem.  In addition, it can enrich my management skills by 3-H framework.  It is very powerful and systematic.  Every critical decision can using this framework. 
I hope Kodak, UWTSE and HKMA can more success in future.
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