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THE DANGER OF GU

T-BASED DECISIONS:

WHY FINANCIAL DATA SHOULD DRIVE STRATEGY

The Fatal Flaw of “"Gut Feel”

Running a business on instinct might work when you're small
and nimble. But as you grow, relying on gut feelings becomes
increasingly dangerous. More moving parts mean tighter
margins and higher stakes—and without clear financial visibility,
you're essentially flying blind.

This blindness leads to predictable failures:
e Missing critical warning signs before they devastate your
cash flow
e QOver- or under-investing in areas that determine your
survival
* Making emotional decisions disconnected from actual
business performance

The most cautionary tale of gut-based decision making?

Eastman Kodak.

The Kodak Catastrophe:
When Instinct Kills Giants
In 2000, Eastman Kodak commanded over $30 billion in
revenues with $1.4 billion in net profit. They controlled over
90% of U.S. film sales—a market dominance that seemed
unshakeable. Yet their leadership made a gut-based decision
that would destroy the company: they chose to ignore the
digital revolution.
The data was there. Digital photography was emerging,
consumer behavior was shifting, and technology costs were
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plummeting. But Kodak's executives trusted their instincts
over the numbers. They believed their film business was too
profitable to abandon, that consumers would always prefer
traditional photography.

By 2004, Kodak’s market share had collapsed to just 21%,

and they were losing approximately $60 on every digital camera

sold. In 2012—just twelve years after their peak—they filed for
Chapter 11 bankruptcy.

The phrase “Kodak moment” once meant capturing life's
precious memories. Today, it symbolizes what happens when

you ignore data in favor of gut feelings.

What Kodak Teaches Us About
Data-Driven Leadership
Kodak’s downfall wasn't due to lack of resources or market

position—it was their refusal to let financial data guide their
strategy. The numbers clearly showed:

e Declining film sales and rising digital adoption rates

e Shrinking profit margins in their core business

e Massive losses in their digital camera division

e Cash flow pressures from competing in markets they

didn’t understand

Had Kodak's leadership embraced data-driven decision
making, they might have pivoted successfully. Instead, they

clung to outdated assumptions until it was too late.

The Power of Leading with Data

When you, as a business owner, base decisions on
current, accurate financial data, you transform from
reactive to proactive. Data provides three critical
capabilities that gut feelings cannot:
Clarity: See exactly what's working and what's failing—
no guesswork, no wishful thinking.
Agility: Adjust quickly as market conditions change,
before problems become crises.
Foresight: Identify patterns and trends before they
impact your bottom line, giving you time to respond

strategically.



Consider this real example: A business owner was ready to
slash marketing spending after seeing declining sales. Their gut
said to cut costs immediately. But the data told a different story—
leads were converting, just on a 60-day delay. By trusting the
data instead of panic, they increased their marketing investment
and saw substantial returns two months later.

This is the opposite of the Kodak approach. Instead of ignoring
uncomfortable data, this owner let the numbers guide them to

success.

The Metrics That Prevent Kodak Moments
You don't need a finance degree to avoid Kodak's fate. Focus
on these three critical indicators:

Cash Flow: Profit matters, but cash keeps you alive. Can

you meet obligations today, next week, next month?

Kodak was profitable until suddenly they weren't liquid.

Gross Margin: How efficiently are you converting revenue

to profit after direct costs? Declining margins often signal

market shifts—exactly what Kodak ignored.

Net Income Trends: Are you becoming more profitable

or just working harder? Kodak worked harder in a dying

market instead of finding profitable new ones.

These metrics tell the story of your business health and trajec-
tory. More importantly, they help you avoid the tunnel vision that
destroyed Kodak.

From Guesswork to Strategic Advantage

With solid financial data, you gain capabilities that gut-based
competitors lack:

Forecasting: Build realistic projections instead of hoping things
work out. Kodak hoped film would remain dominant; data-driven
companies prepare for multiple scenarios.

Intentional Budgeting: Allocate resources based on evidence,
not habit. Every dollar works toward measurable goals.
Confident Decision-Making: Make hiring, pricing, and
investment choices without second-guessing. You have the data
to back your moves.

The transformation isn't just about better reports—it's about
making decisions with the clarity that Kodak's leadership never

achieved.

How a Fractional CFO Prevents Your
Kodak Moment
Most business owners didnt start companies to manage
spreadsheets. That's where a fractional CFO becomes invaluable.
| don't just prepare reports—I interpret them, connect them to
your strategy, and help you make informed decisions about your

company’s direction.
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As your fractional CFO, | help you:

e Build forward-looking financial models that anticipate
change

* Review performance against industry benchmarks and
emerging trends

e Identify where your business is losing profit or efficiency

¢ Create accountability systems for timely, data-driven
decisions

Because it's part-time, you get executive-level financial
guidance without full-time costs—giving you the strategic insight
that might have saved Kodak.

Your Choice: Data or Disaster

Instinct got you started, but if you're growing or want to grow,
gut feelings aren‘t enough. You need financial visibility,
systematic analysis, and the discipline to let data guide your
decisions.

Here's the sobering reality: if a $30 billion giant like Kodak can
be destroyed by ignoring financial data, imagine how quickly
gut-based decisions can devastate a small business. You don't
have Kodak’s resources, market position, or time to recover from
major strategic mistakes. When a small business makes the wrong
call about cash flow, pricing, or market direction, there’s often no
second chance.

But here's your advantage: unlike Kodak’s entrenched
bureaucracy, you can pivot quickly when the data demands it.

You can make decisive changes without layers of corporate
approval. Your size, combined with data-driven decision making,
becomes your competitive edge against larger, slower

competitors who might still be operating on outdated assumptions.

The question isn’t whether you can afford to embrace
financial data—it's whether you can afford not to. Kodak’s
leadership learned this lesson too late. You still have time to learn
it early.

If you're ready to move from guesswork to strategic clarity, 1'd
welcome a confidential conversation about transforming your

financial information into competitive advantage.

Is your small or mid-sized business ready for financial clarity,
stronger cash flow, and confident growth? Jeff Solomon and
CFO On The Go deliver exactly that. With more than 25 years
of experience, Jeff streamlines your financial systems, improves
profitability, and guides you from reactive firefighting to proactive
strategic planning. Jeff offers flexible part-time CFO services in 5,
10, or 15-hour monthly models, giving you expert financial
leadership without the burden of a full-time hire. Let’s schedule a

call to discuss how CFO On The Go can transform your business.



