Critical Thinking: The Nature of Change (105 points)
In this module, we learned that everything is in a state of constant change. This is a challenge of strategic management, as the industry environment is driven by technology, consumer needs, politics, economic conditions, and many other influences. Consider these influences as you analyze the following cases.
Eastman Kodak’s (Kodak) Quest for a Digital Future (R. M. Grant, Contemporary Strategy Analysis: Text and Cases, 10th ed., Wiley, 2019) PAGE 475 IN THE TEXT IN THE ATTACHMENT
To support the case analysis read Chapter 8 and the assigned reading. In addition, view the following video:
Company Man. (2018, June 13). The decline of Kodak…What happened? [Video file]. Retrieved from https://youtu.be/eVrmFgvEnAA
Remember that a case study is a puzzle to be solved, so before reading and answering the specific case questions, develop your proposed solution by following these five steps:
1. Read the case study to identify the key issues and underlying issues. These issues are the principles and concepts of the course area which apply to the situation described in the case study.
2. Record the facts from the case study which are relevant to the principles and concepts of the course area issues. The case may have extraneous information not relevant to the current course area. Your ability to differentiate between relevant and irrelevant information is an important aspect of case analysis, as it will inform the focus of your answers.
3. Describe in some detail the actions that would address or correct the situation.
4. Consider how you would support your solution with examples from experience or current real-life examples or cases from textbooks.
5. Complete this initial analysis and then read the discussion questions. Typically, you will already have the answers to the questions but with a broader consideration. At this point, you can add the details and/or analytical tools required to solve the case.
Case Study Questions:
1. What were the challenges of technological change for Kodak given “disruptive” digital technologies?
2. What were Kodak’s competencies? Was the idea to ‘brand’ the company an imaging company versus a chemical company a mistake?
3. Evaluate Kodak’s approaches to managing strategic change including organizational ambidexterity, scenarios, crisis management, capability development, dynamic capabilities, and knowledge management.
4. Was Kodak’s failure inevitable? What could Kodak have done differently?

Instructions
scroll down for the case study. 
PLEASE READ THEN address all the previous point CARFULLY
4 pages fully loaded
APA 7th style edition
Subheading 
Focus in the topic
When quote try to paraphrase
Take reference from the book
Argument and counterargument
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Leadership

Leadership is important at Gore, but the basic principle is that of natural eadership:
“If you call a mecting and people show up—you'ee a leader™ Teams can appoint
team leaders they can also replace ther team leaders. As 3 resul, every team leader's
accountabily i t the team. “Somcone who s accustomed to snapping their fingers
and having people respond will be frustraed” says John MeMilan, a Gore associte
“Lsnap my fingers and nobedy will do anything. My job i 10 acquir Followership, artc
ulate 2 goul and get there . and hope the restof the people think that makes sense

GO Tern Kelly compares the conventionsl approach to leadership with Gore's
“disrbuned leadership model”.

“The modelof th single powerfulleader who operatesthrough commmand and control
s auractve in s simplicity . In realiy i 5 impractcl o expect the ingle leader (o
bave all the answers, and Hisory has shown that relying upon igd conrol mecha.
nisms will nct prevent catasrophic outcomes. (s fr beir o ey upon a broad bise
of ndividusl and lsders who share  common set of vl and fee personal own-
ership for the overall succes of the organization. And 25 organizations grow in size
and complexiy, it becormes even moro crilcal o disrbute the leadership load ... The
capacity of the organizaton increases when it disibules the leadership load 6 com-
petent eaders on the ground who can make the best knowledge-based decisons”

She argues that talented newscomers @ the workforce adapt much mre casily 1o the
distributed leadership than to trditional modcs of mansgement. Young people recog.
ize that they have choices, ae not wedded o 3 single organiztion, and will mave o
where they perceive the best opportunities As @ resul, companies that persevere wih
radional management medels will i it difficult 10 tain the best alent. A the same.
time, warns Kely, making the shif 0 a distributed leadership model is a challenge (o
t0p management I requires a fndamenial change in the values, aiudes, and reward.
Systems that are decply embedded in most organizations:

11 il requice 2 shift within the organization from valuing 2 key few o valuing the
unique consibutions of many. Indivduls wil nced (0 fee they have 2 voice and can
e heard.Leaders will nced o recognize that thei primary rle s to empower ohers
versus build their own powe. They willno longer stand behind s tie with assumed
‘authoriy o el people what 10 do.

Leaders'focus willhif 1o creating the right environment and nsilling the right values
that can enable capable leaders o emerge. They willrecognize hat they are only
eaders if they have willing followes, and that this necds 10 be caraed every day.
Ultimately, ther contiaions will be udgd by the peopie they lead.

Most rewards systems depend upon Higher lvel management 10 assess the offec-
iveness ofthe leader, This view can be somewhat imited snd bissed by he fact the
managers were ofien the ones who put the leader in the ol inthe firt place. Those
who know ther leaders best ao typicaly the individual tey lead. I you want indi-
viduals 10 have 3 voice in the organization, hey must slso have a voie in slecing
‘and evalusting thei lesders.
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In our company, we have found it very uscfl 10 adopt 3 peer ranking sysiem, All
associates gt he opportuniy o rank members of thei eam, inclucing her eaders.
They sre ssked to create  contrbution s in rank order based on who they believe
s making the grestest contibution to the success of the enterrise. This spprosch
serves a5 an excellent form of “checks and balances” when it comes 0 wh & trly
recognised for ther contbutions 2s well as or overallladership*

The success of Gore's unusual management systm i s capacily for nnovation iecween
1976 and 2017, Gore received 1425 US patents; in cach year between 2012 and 2018 it
was awarded between 70 and 105 patcnts. Fven mor emarkable has been i abilty (o
‘extend its cxisin technological breakthroughs o  wide varkty of new applications.
Cental o Gore's abily 10 innovate i i willingness o allow individuals the frecdom
1o pursue their own projecs: cach associate is allowed a halfday cach week of ‘dabble
time.” New product ideas typically orginate with customers or individual employees
and are then developed by a sclfdircctd team. Gore’s lxi guiar sisings began when
Several amatcur guitarists in the rescarch depariment began experimenting with dfer
ent coatings fo guiar strings,then sent samples (0 musicians (0 ry.

“The source of Gore's innovations i not so mch s brllant technologists and cngi-
ncers a2 management sysiem that aract op tlent and provides an environment that
inspies creativity and collaboration. Gary Hamel closes his discussion of Gore with the
folowing challenge:

il Gore was 40 something chemicalengincer when he 15k the foundations for his
innovation democrcy 1 dort know about you, bul 2 midle-aged polyewafluoro-
ethylenc-loving chemist 't my menial image of 3 wikd-yed management innovaior.
et thik sbout how radicl Gore' vision most have secmed back in 1958, Fify years
late, posimdern managemen hipsters throw around terms ike complex adapive
‘systems and sl organizing teams. Well, they'e only 2 half conury behind the curve.
S0 ask yourself, am 1 creaming big encugh yet? Would my management innovation
agends make il Gore prowc?
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Case 22 W. L. Gore &
Associates:

Rethinking
Management

1.2 man could low withthe sream, grow with the way of naure, hed accomplish
more and he'd be happier doing i han bucking the low of the waier.

Malcolim Gladwell Gauthor of The Tipping Point and Outiers) described his visit o
WL Gore & Associates (Gore) as follows:

When 1 visied 3 Gore associte named Biob Hen at one of the company's plais
in Delawae, I ried, unsuccessfuly to get him 1 tell me what bis postion wss.
I susperted, from the fact that he had been recommended to me, that he wss one of
e t0p exceutives. But his office wasnLany bigger than anyone clscs. His card just.
cslld him 3 “asociste” He didnt seem to have @ secretary, one that | could see:
anyway.He wasnt dressed any diflerndy from anyon cse, and when | keptasking
the queston again and again, all b finally sek, with a big grin, was, T s medder”

The absence of job tiles and the lack of the normal symbols of hierarchy are not
the only things that sre different sbout Gore. Since s founding in 195, Gore has

that, 25 2 $3.2 billon company with 9500 employees C‘associates”)in 25 countries of
the work, s organizatonal stucture and management systems continue 10 defy the
principles under which corporations of simila size and complexity are managed.

‘The Founding of Gore

Wilbert L (Bill) Gore left DuPon in 1955 afier 17 years as a rescarch scientist AU
‘DuPont, Gore had been working on 2 new synthetic materal called polytetrafluoro-
thylene: (PTFE), which it had branded “Teflon” Gore was convinced that DuPonts
commitment 10 supplying large industrial markets with basic chemicl products had

T case was prepare by Hobert M. Gran. 02019 Robert M. Grant.
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caused i 1o overlook new applications for PTFE. When Bill Gore and his wile, Vieve,
formen theie own business in 1958, they were keen, not only 10 explore these novel
applications, but sl o create the cncrgy and passion that he had expericnced when
‘working in small research teams st DuPont on those occasions when they were given
the frecdom t0 pursuc innovation.

‘Working out of their home in Newark, Delavare, and with the help of their
son, Bob, the Gores' first. product was Teflon-insulated cable. However,thei break
through was Bob Gore's discovery of the potential of Teflon to be siretched and.
laced with microscopic holes. The resulting fabric shed water droplets but was also.
breathable. Gore-Tex received a US patent in 1976. Not only did it have 2 wide
range of application for outdoor clothing, the fact that Gore-Tex was chemiclly
inert and resistant o infection made it an excellent materialfor medical spplications.
such as anificial arteries and intravenous bags. The potential 1o vary the size of
the microscopic holes in Gore-Tex also made # ideal for 3 wide range of Sltration
applications.

Since then, continious innovation has resulid in a growing aray of consumer prod-
ucts (such as guitar strings, dental floss, footwear components, and vacuum cleanes
bags), industral products (such as ful cell componens, clectronic compones, ire
safety abrics, and rope fbers), and medical products (such as implantable medical
devices, phammaceutical bing products, and scalants).

Origins of the Gore Management Philosophy

FundingUniverse com deseribes the development of Bil Gore's management. idcas.
as ollows:

From their basement ofice the Gores expanded into s separst production facly in
their hometown of Newsrk, Delawre. Sles were brisk ser ntal procc introcic-
ons. By 1965, ust seven yearsafe the business had staried, Gore & Assocates was
cmploying abeast 200 peopl. 1t ws sbout tha ime hat Gore began (0 develop and
implement the unique management sysiem and phicsophy for which his company.
‘would become recognized. Gore noticed that 2 bis company had growen, eficincy
nd productvity had striec 0 decline. He needed & new management srucure, but
e fesred tha the popular pyramid mansgemen siructure that was in vogue at the
ime suppressed the creativity and inaovation that he valued so grealy. Insead of
‘adopting the pyramid stucture, Gore decded 10 creat bis own sysem.

‘During World War I, while on & tas force st Do, Gore had learned of noher
type of organizationsl sucture called the fatice sstem, which was developed o
enbance the ingenuity and overall performance of 2 group working toward 2 goal
1t emphasized communicaion snd cooperation rather than hierarchy of suthorit.
Unde the system that Gore developed, any person ws allowed to make 3 decision
s long as it ws fr, encouraged others, and made 4 commitment o the company.
‘Consulation was required only for decisions that could potentally cause serous
damage 10 he enerprise. Furhermore, now associates joined the company on the
Ssme effective authorky lvelss sl the ther workers, inclcing 5l and Vive, There
‘were o tdes or bosses, with only & few exceptions, sl commands were rplsced by
personal commitmens.

New employecs sarted outworking inan areabest sl 1 thei alenis, under the
dance of a sponsor. A the employee progresed there came more responsibly,
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and workers were paid according 1o their individusl contibution. “Team members
know who is producing” Bil explained in 2 Fobruary 1986 ssue of the Phoenic
Business Journal. “They won'. put up with poos performance. There s tremendous
e pressure. You promoe yourself by gaining knowledge and working hard, every
day. Ther is o competion, except with yourself” The effect of the sysiem was (o
encourage workes o be creative, take risks, and perform at thei highest level

Bill Gore's ideas abou management were influcnced by Douglas McGregor's The
Human Side of Enterprise, published when Gore wis saring up his own company.
In it, MeGregor identiis two models of management: the conventional model of
management, rootcd in Taylors scienific management, and Webers principles of
burcaucracy, which MeGregor termed “Theory X AL is core is the assumption that
work is unpleasani, that employees are motivated oply by money, and that manage-
ments principal role s (o prevent shirking. “Theory Y was McGregor' altermative
theory rooted in the work of the human relations school of management, which
‘assumes that individuals are self motivated, anxious o solve problems, and capable of
working harmoniously on joint tasks.

Bill Gore's dominant concern was the limils 10 organizational size. He believed that
the need for inerpersonal trust would resul in organizations declining i cffctive.
ess once they reached about 200 members. Hence, in 1967, rather than expand their
Delavare facily, Bill and Vicve decided 1o build 4 second manufacturing faclty in
Flagstaf, Arizons. From then on, Gore buik 3 new faclity cach time an exising unit
reached 200 associas.

‘According to Malcolm Gladwell, Gore's insistence upon small organizational unts
s an appliction of a principle developed by anthropologist Robin Dunbar. According
0 Dunbas,social groups ar limied by individuals’ capaciy 1o manage complex social
reltionships. Amang primates,the size of the typica socil group for  species is cor-
related with the size of the neocortex of that species brin. For humans, Dunbar esti-
s that 148 is the maximum number of individuals that a person can comfortably
have social relatons with. Across  range of diffeent socicties, Dunbar found that 150
was the typical maximum size o trbes, elgious groups, and army unils

“The Gore organization does include clements of hicrarchy. For cxample, as 3 corpo-
ration, it islegally requieed 10 have 2 board o discctors—his is chaired by Bob Gor.
Thereis also a CEO, Terr Kelly. The company is onganized into four divisions (abrics,
medical, industrial, and lectronic product), cach with 2 recognized ‘leader” Within
these divisions there are specific business unt, cach based upon 2 group of products.
There are also specialized, company-wide functions such a5 human resources and
information technology.

‘What s lacking i codifid sctof ranks and positons. Gore associates are expected.
10 adapt thei roles 1o match thei skils and aptindes. The basic organizational unis
are smal, s managing teams.

‘Relationships wihin tesms and between teams are based upon the concept of 3
lasice rather than a conventional hicrarchy. The idea of 2 latice is that every orga-
nizational member s connected 1o cvery other organizational member within the
paticular facilty. In the latice, communication is pecr 1o pec, not superior o sub-
ordinate. For ill Gore,this was 2 more natural way to organize. He observed that in
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a new sponsor f desired. Typically, cach associate works on two or three different

project cams.

Annual reviews are pecr based. Information i collcted from at least 20 other asso-
ciates. Fach associate s then ranked against cvery other associate within the uni in
terms of overall contribution. This ranking determines compensation.

“The company's belefs, management prnciples, and work cullure are aniculated on

s website (Exhibit 1).
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