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The brand is the most important asset of the company, together with its clients and the human
capital with the knowledge. Brands are created from a series of elements which are both intrinsic
and extrinsic to the product, and the majority of them are the subject of the design activity, whether
it be the design of a product, graphic and communicative design or design of the environment. The
creation of strong branding with high consumer impact can only be achieved through the coherence
and coordination of all the messages which are emitted. That means appropriate management of all

the design activities in the company.

Brands or products?

The product, or service is the origin of all company
activity. All business organisations are centred on the
product: on how the concept of the product is defined and
designed, how it is produced, and how its existence and
its advantages are communicated. Companies manufac-
ture and sell products but consumers do not buy prod-
ucts - they buy brands which they feel by intuition will be
able to satisfy their needs.

The distinction between product and brand is nothing
new. Many authors have highlighted the role of the brand,
even to the point where they state that it is not products
which make a successful company but brands'. One of the
differences between products and brands is the set of

values which may be added in order to achieve an image
which goes beyond the identity of the product in isola-
tion and sometimes is not even related to the product
itself. When, in recent demonstrations against the United
States’ war against Irag, Coca Cola was publicly poured
away in the street, this was not a stance against the
product but what it represented. At that moment, Coca
Cola did not represent a brand of soft drinks but became
a symbol of the USA.

Although a successful brand will always be based on

a good product or service and their functional values,
there are other values perceived by the consumer which
give the product a value superior to its functions. There
are psychological values underlying the functional

"KING, S. (1973) Developing New Brands. Pitman Publishing. London.
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values which constitute precisely the added value of the
product and, therefore, the value of the brand. The brand
would thus represent a set of different meanings for the
consumer, of which some may be permanent and others
may adapt to certain specific circumstances regarding
the consumer environment. Taking Coca Cola again as
an example - a company which has managed its branding
for many years and it is therefore no coincidence that it
the most highly valued brand in the world? one can see
that the brand has taken on a wide range of meanings: it
represents the American lifestyle, it is the soft drink par
excellence, it is the original formula, it is associated with
sports, itis “the joy of living”, it is “life's sparkle” and
ultimately it represents globalisation. It is a product for
everyone. This capacity to maintain a variety of meanings
through time while adapting the brand to new consumer
trends is the essence of brand management.

The aim of managing a brand is to increase its value.
Brand management consists of the development and
maintenance of sets of attributes and values which are
coherent, appropriate, distinctive, easy to protect and
attractive to consumers.®

One possible source of value is differentiation. The dif-
ferentiation of products is what provides their com-
petitive advantage*. Products may be differentiated by
highlighting their intrinsic values®, which relate to the
physical product; or to their extrinsic values referring

to other physical values such as packaging; or to non-
physical values, such as the brand name or price. Intrin-
sic values are those which are modified as a result of a
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physical change in the product. For example, a change

in the yeast composition of a beer would result in a new,
distinct flavour. The modification of extrinsic values does
not alter the physical product but the perception of it that
the consumer might have. So a change in the packet or
container could be perceived as an improvement of the
product even though its physical characteristics remain
the same.

Intrinsic values are identified rationally and fall within
cognitive territory. Extrinsic values, on the other hand,
touch on emotional, sentimental territory. The use of
communication is therefore very effective in increasing
extrinsic values.

If both sets of values need to go together and be coher-
ent, there are advantages to stimulating extrinsic values.
One of these is that they are more difficult to copy. It is
easier to imitate the flavour of a product than the shape
of its packaging, or its brand name, to give two examples
of extrinsic elements. Another advantage is that consum-
ers are more involved. The greater the involvement of
consumers with a brand the greater is their loyalty to it,
and it is normally possible to create emotional links with
the product, which are developed through the creation
and development of extrinsic values.

Both intrinsic and extrinsic values need to be commu-
nicated. Consumers attribute certain values to brands
thanks, fundamentally, to the communication of intrinsic
and extrinsic values. In addition to advertising, effi-
cient vehicles of communication are the product itself,

ZINTERBRAND publishes an annual ranking of the most highly valued brands. In 2002 the value attributed to Coca Cola was close to

forty billion dollars.

3 MURPHY, J.M. [1992) “What is branding?” Dins: MURPHY, J.M. (ed.) Branding a key marketing tool. Mac Millan Academic and

professional LTD. London.

“ PORTER, M.(1985) Competitive Advantage. [Creating and sustaining superior performance). The Free Press, New York.
5 RIEZEBOS, H.J. (1994) Brand-added value. Eburon Publishers. Delft.
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packaging and corporate identity. These three aspects
are the subject matter of industrial design: product
design, packaging design and graphic design. It is clear
from this that design is involved directly in improving the
efficiency and effectiveness of communicating all of the
values of the product, both intrinsic and extrinsic.

Instruments used for brand management

The brand, the value of the brand, can be managed using
a great range of instruments which affect its intrinsic and
extrinsic factors. Some of these instruments are related
to the design strategy, others with the marketing strategy
and others still with the general strategy of the company.

The instruments used in brand management which are
related to a greater or lesser extent with design activity
and the designers are the following:

—A distinctive name: the brand name

—A symbol, logo and their applications (on paper
and packaging, transport, uniforms, etc.), corpo-
rate identity design.

—The product design.

—The design of the product packaging.

—Legal protection.

—Communication.

—Buildings

—Interiors, offices, own points of sale etc.

—Stands, temporary structures

—Events, demonstrations, sponsorship, etc.

There are other elements which influence brand values
and are a consequence of the marketing strategy: price,
distribution, merchandising, etc. Although design is not
as directly involved in these factors as it is in the previ-
ous points, it may be involved indirectly, for example,
designing products to adapt them for distribution,
designing appropriate merchandising elements etc.

Of course, the brand image and its value for consum-

ers will always be related to the general strategy of the
company, which will also orientate the marketing strat-
egy. The company values, mission and vision, and their
basic strategies should translate into signs of identity for
the company, reflected at the same time in the brands
according to their structure and architecture. Even finan-
cial, production and human resources strategies have an
impact on public opinion and consequently an impact on
the brands. In fact, brand management affects the whole
company and carries with it decisions at the highest level
of the organisation.

In order to achieve strong branding the messages sent
out by the company need to be homogeneous and inter-
related. Consistency is the key. Linking all elements
involved in the creation of a brand image and developing
a harmonious set of signals pointing in the same direc-
tion are two of the necessary conditions for the efficient
communication of brand values. The harmony of the
brand is a result of the joint efforts of numerous indi-
viduals from different disciplines working on a common
visual expression of the brand. |t should be noted that
all the instruments for creating and managing brands
are designed by different professionals, who often come
from outside the company. Design management is cru-
cial to the management of brands.

Design management and designers

The special characteristics of designers, situated
between marketing and the engineering of the product,
between marketing and communication, between the
user and the producer, between the emitter and receiver
of messages, make them essential figures for the opti-
misation of the product development process and the
creation of strong brands.

In a technologically complicated world, where market
demands are often not explicit and simple, there is a
need for extremely flexible and creative organisation.
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The interdisciplinary or rather the multidisciplinary
nature that design represents may very well serve for
the leadership of creative working groups, who are

able to solve more complex problems. Charles Eames,
an excellent designer, when asked about the limits of
design, used to reply with another question: What are
the limits of your problem? There are no defined limits to
the problems posed by our complex industrial world and
in the same way there should not be any barriers to the
authority and functions of those who have to solve them.®

Considering that design may provide the link between the
different functions involved in the process of brand cre-
ation, in order to produce real synergies somebody needs
to orchestrate that process. This could be the function of
the design manager. The key area in the management of the
design process is the creation of an appropriate relation-
ship between design and other areas of the organisation.

One main aspect of design management has to be the
formalisation of a process often wrongly believed to be
something informal and unstructured because of its cre-
ative nature. The design process has to be programmed
in order to allow it to interact with other areas of the
company.

The design manager’ has to make his or her activity
presentin all the functions of the company, from strate-
gic planning to the departments of marketing, produc-
tion, engineering and R&D.

One definition of design management could be the fol-
lowing: design management consists of the introduction
of design as a formal programme of activity within the
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organisation, demonstrating the importance of design in
the long term corporate objectives and coordinating and
incorporating design resources at all levels of company
activity in order to meet those objectives.

In this sense the design manager has a double role.
Firstly, this is to take the importance of design to the
highest levels of the company, that is, to treat design as
a first class strategic tool not only for the development
of the product and brands but also to communicate a
certain company identity. Secondly, it is the day-to-day
management of a complex department, made up of peo-
ple from both within and outside the organisation, which
has constant contact with other departments.

This definition of design management implies that it
encompasses all the visual elements of the company;
that is, management of the formalisation of products,
communication, visible spaces in the company and even
some aspects of its staffing.

The design manager has to know not only the fundamen-
tals of all management tasks, such as human resources
management and knowledge of administration and
control, but also those related to his or her own specific
task, that of design, and all related functions such as
marketing, communication, production, engineering and
R&D. And not only that, but in their role to transmit the
importance of design in the corporate strategy, they need
to have the ability and the appropriate position in the
company organisation to be able to influence the deci-
sion-making process. In small and medium-sized enter-
prises, design management should be in the hands of the
senior company director.

¢ BLAICH, R.,(1993) Product design and corporate strategy: managing the connection for competitive advantage. McGraw-Hill Inc. USA.
7 Here the design manager refers to the person responsible for the design function in the organisation. Obviously this title does not

necessarily have to exist n the company’s organisational structure.
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Design management functions can be summarised as
follows:®

1. To contribute to the achievement of corporate
objectives

2. To participate in the identification of consumer
needs

3. Management of design resources

4. Management of the design process

5. Creation of an information network and the
generation of ideas

1. Contribution to the achievement of corporate
objectives

The company may or may not have a design-based strat-
egy. Either way it is important that to have a director of
design, a design manager. There are companies that have
made design one of the central parts of their strategies.
Many of the large companies such as Camper and Roca,
and medium-sized companies like Santa & Cole, Punt
Mobles and Mobles 114, and even retail companies such
as Vincon, are examples of those who have based their
development and competitiveness on design, regardless
of their size or the sector in which they operate. Where
design forms part of the company mission, its raison
d'étre, the notion of the need for design and its com-
pulsory integration at all levels of the company already
forms part of the thinking of the senior management, and
the job of the design manager, if there is one, in contrib-
uting to the corporate objectives does not involve much
more than the compulsory coordination of all levels of the
company to fix the parameters of the corporate identity.
In cases where design does not form a fundamental part
of company policy, the design manager has an additional

task: to convince all levels of the company management
that design has a place.

Independently of whether or not there is a formally des-
ignated design director, it should be stressed that the
functions of design management should exist within the
company. In all companies design happens, whether con-
sciously or not, with or without the formal authority of a
designer. But all industrial companies have a product to
sell and every organisation its sign of identity which, in
one moment or another of its existence, were designed
by someone and form the basis of its brands. That is why
it was noted that the primary task of the design manager
is to analyse the point to which design is making a con-
tribution to the achievement of corporate objectives and,
more specifically, to the definition of a corporate image.

It would be positive in that sense for the organisation
to begin a process of design management using audits
or diagnosis’ of the company’s design policies. The said
audit should include the highest levels of management,
since many of the company’s decisions in the areas of
design and corporate identity are taken at senior man-
agement or director level.

Although carrying out many of the decisions depends
on other departments (development, technical, produc-
tion and marketing offices), in general in the majority of
companies design policies are established outside the
departmental structure. This is something which dis-
perses many of the responsibilities in the design field,
and sometimes decisions are left to be taken on the
basis of purely personal criteria such as the tastes and
opinions of the company directors - something which is

8 Blaich, R. op.cit.

Y MONTANA, J., MOLL, I. (2003), Guies de gesti6 de la innovacié. Desenvolupament de producte: la gestié del disseny. Generalitat de

Catalunya. CIDEM. Barcelona.
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almost certainly not the case for these companies’ poli-
cies on debt or taxation matters, for example, in which
they tend to have more expertise.

2. Participating in the identification of consumer needs
In addition to contributing to the company objectives,
designers are particularly important in identifying con-
sumer needs. One, now classic, definition of marketing
is the identification, anticipation and satisfaction of con-
sumer needs. However, a large proportion of the staff,
say the marketing department of a company or involved
in the marketing department, are normally involved in
sales work where the most important thing is to sell
what has already been designed, rather than design what
will be needed for sale in the future.

In most companies the responsibility for the identifica-
tion of needs and the creation of new products depends
on either the marketing or technical departments. The
production departments are more concerned with how
and at what cost objects can be produced, than in the
objects themselves. It is therefore necessary to rely

on the active participation of the designers, especially
in terms of anticipating future needs, since they are
far more immersed in the relationship of objects with
potential users.

3. Managing design resources

This function may be divided into several tasks. The
first would obviously be to select designers to form an
internal team, if necessary. Another related task would
be to establish and maintain relations with freelance
designers. Possibly a combination of the two would be
preferable.

This means being fairly active in the design world, and
being present at activities which are carried out from
time to time such as congresses, meetings and award
ceremonies. It is certainly not a waste of time to attend
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the National Design Awards ceremony, or Design Night,
The International Design Meetings at Alicante or to follow
the activities of Design Spring or the Year of Design. Being
present at these events means getting to know current
designers who could possible work with the company.

Membership of a design association enables one to find
out about the design resources available in an area
since in Spain design organisations normally operate

in the Local Autonomous Government areas. However,
there are some design associations which operate on

a larger scale, such as the Association of Professional
Designers (ADP), the Industrial Design Group of the Pro-
motion of the Decorative Arts (ADI-FAD) and the Graphic
Design Group of the Promotion of the Decorative Arts
(ADG-FAD]. Also, reading different specialist publica-
tions (On, Experimenta, etc.) gives a good idea of what is
happening in the design world and allows an evaluation
of existing resources.

Contact with centres for the promotion of design, such as
the BCD Foundation in Barcelona, DDI in Madrid, CADI in
Saragossa and DZ in Bilbao, may provide valuable infor-
mation about current design resources, while contacts
with good design schools provide possible resources for
the future - something which a good manager should
always be aware of.

This activity should be extended through the continual
training of the members of the design team, whether
through attendance at courses, seminars or confer-
ences, the circulation of magazines and books, or
through the creation of files which enable the continual
updating of current resources.

Finally, constant adaptation to new design technology
is one of the main functions of directors, in order to

strengthen their resources. Training of designers and
the use of CAD tools, the teaching of the latest design
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theories, the appearance of new materials, informa-

tion about changes in consumer habits and the most
advanced marketing and positioning techniques, the best
communication via Internet, the best work methods such
as concurrent engineering, TQM and benchmarking all
form part of the long path the directors needs to follow in
order to get the best from their design teams.

In summary, then, the responsibility for design lies with
the design director and that is why they need to ensure
that the resources for their department, either internal
or external, are the best. They should therefore be aware
of the ideal freelance designers for the task at hand as
well as the main advances and trends for the continual
training of their in-house teams. They should also try

to achieve a perfect balance between the two. This task
relates to the fourth function of the design manager.

4. Managing the design process

The design process for a product varies from company
to company and also depends on the type of product, but
there are three main points to consider™:

A. Define the product strategy.

B. Plan the design process appropriately.

C. Ensure the participation of the same by different
departments.

The pressure to generate new products or improve exist-
ing ones comes mainly from the external environment:
the forces that act as impulses for the design and devel-
opment of products come form outside the organisation.
Competition, changes in consumer habits, cultural and
demographic changes, technological innovations and
inventions, the lifecycles of the products themselves

and even governmental regulations are the main fac-
tors which incite the majority of companies to introduce
changes in their products.

This makes it necessary to define within the organisation
the strategy that should be followed for product develop-
ment - a strategy that will obviously affect design and
one that the director should not only be aware of but also
participate in actively.

To simplify greatly, there are two great strategic alter-
natives for the development of new products: generate
change, that is, be the first, or be attentive and react in
time when changes occur, at the cost of being second.
The first type we shall call proactive strategies and the
second reactive strategies. If the proactive strategies
tend to produce greater benefits because of their com-
petitive advantage implying leadership, it is also true that
they present greater risks and are only possible under
certain circumstances, or in certain sectors or organisa-
tions. Reactive strategies may be incredibly profitable

if they occur in time and are able to offer the consumer
perceivable and appreciable differences.

In general terms, reactive strategies are appropriate for
fragmented sectors, with few entry barriers, reduced
and highly segmented markets, for products which need
little protection and may be copied and improved easily
and when organisations have little power in the distribu-
tion chain or over their suppliers.

It hardly needs to be said that design has an important
role to play in the definition and carrying out of new
product strategies, both proactive and reactive and that
in a certain sense they may even be more influential in

0 MONTANA, J., MOLL, 1.,(2001) Disefo: rentabilidad social y rentabilidad econdmica. Ministerio de Ciencia y Tecnologia y Fundacién

BCD. Madrid-Barcelona.

164



Design Management in the Creation of Brands

the latter as the advantages of the product do not lie in
the novelty of its concept but in improvements to its use,
function, form and aesthetic - areas which are more in
the realm of industrial design than R&D.

The success of a product which appears in a mature mar-
ket and follows an existing concept that has been previ-
ously developed by someone else should be based on the
real and perceived benefits that only design can give it.

In order to reduce the risk and, up to a point the cost, of
developing new products, a well-ordered process is nec-
essary in addition to a well-defined strategy. The result
of various investigations along with experience have led
to processes which have been successfully carried out.
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The process should consist of four distinct parts: the
generation of ideas and selection, design (from the defi-
nition of the product concept to the definition of the mar-
keting pan], product and market testing and the launch.

The design manager should follow through all the
phases, even where some of these are carried out by the
marketing department. Coordination and communication
between the different departments is the key to success,
as well as the consideration that the process of design
and product development is never a sequential process,
but a cyclical one. It is reiterative, involving continual
revision, forward and backward steps with permanent
feedback.

11. Development diagram of the design project for a new product.

Idaas RESEARCH Initial studias

Selection af ideas Campetition
Ueer study

Concept EXPLORATION Visual concapts

Concept testing
Fositianing 3

"Wall drawings”

Prezantation drawings

Market launch

Viability analysis DEVELOPMENT Fre-projact
Dacign briefing Technical drawing
Design monitaring - Validation models
Product testing REALISATION Execution documents
Frotatypas
0 Seriac
Artwark

New design project development diagram: marketing activities and visual outputs. Adapted from J.
Montana, Marketing de nous productes, Editorial Hispano Europea, 1990; and B. Borja de Mozota,
Design&Management, Les Editions d’organisation, Paris, 1990.

165



DESIGN AND ECONOMICS

The necessary flexibility for the design to be success-
fulis achieved through the creation and direction of
multidisciplinary teams. This is the major function of
the design manager: to be able to interrelate with dif-
ferent people over whom he or she does not have formal
authority in order to achieve the best possible product.

5. The creation and development of an information
network

If information is necessary to any management post, it is
absolutely essential for design directors to have a con-
tinual source of ideas. They should therefore be capable
of creating a network which will provide them with infor-
mation on contrasting trends which will provide them
with a constant incubator of ideas.

Design managers should maintain contact with the
designers in their area, other areas and other countries.
But they should also have contacts with specialists in
other areas of the company and be up-to-date with the
latest techniques. In a word, a good design director
should be curious and should satisfy his or her perma-
nent curiosity using a number of sources. A good design
manager should have the same characteristics as a
technological gatekeeper: be open to the outside and
take on any messages which may relate to their long or
short term objectives and to communicate, transmitting
the ideas they receive from their teams and those who
surround them.

Itis important to keep up to date with publications, con-
ferences, events, awards, new products, new trends and
new styles, etc. But there is no single source for these
things because the information ranges from cultural and
social changes to new technology and the emergence of
the new designers. It more a state of mind, an almost
innate predisposition in the sense given by Picasso when
responding to how he looked for inspiration: “l do not
look, I find".

Reasons to justify design management

Why do we need to talk of design management? Is design
management different from the management of any
other activity? In order to respond to these questions it is
important to remember the different kinds of design that
exist within a company and that they are normally car-
ried out by different professionals: product design, com-
munication design and environmental design.

The product is the centre of company activity, it is its
raison d’'étre and although on occasions it is forgotten,
it should be central in the mind of the company direc-
tor. Businessmen and women should dedicate more
resources to what needs to be done (the product] than
how to do it (production].

Product design involves conception and planning, defin-
ing the concept of the product, that is, the meaning that
it will have for the consumer, and defining its qualities,
form, functions, use and construction.

Itis in the design process that its value is created - that
conscious or subconscious relation that the consumer
has with the physical or psychological functions of a
product and the real or perceived cost that it involves.

The competitiveness of the product is also defined at that
time, since the consumer will decide between two prod-
ucts the one that brings the greatest perceived value,
that is, more for less. Presenting this two-pronged
image to the consumer in relation to other products can
be worth a great deal.

Product design puts marketing in touch with production
in the same way as it puts the real world of functions |
touch with the perceived world. It means that a product
is useful for that which it was conceived and at the same
time it it is meaningful to the user, in the same way that
it has a price, a real cost, but it supposes an apparent
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cost for the consumer which is reflected in aspects such
as the reliability of the purchase or the implied guar-
antee that the product inspires. This bridge between
production and marketing is important as the functions
of both departments tend to be centred in opposite poles
of the world of the image. Achieving coordination and
synthesis between them is one of the roles of product
design. This coordinating role, which does not mean
being either above or below the functions of production
or marketing, in itself justifies a specific form of design
management.

In terms of design profitability, we can give numeri-

cal examples'. Greater design resources considerably
increase the probability of the product’s success, and
therefore the forecast profits are greater. At the same
time, a greater input of resources in the design phase
avoids errors and changes in the production and launch
phases, which means lower costs in those phases where
a comparatively lower investment is required. It should
be remembered that between seventy and eighty per
cent of investment in a new product is made in the pre-
paratory stage of the production phase and in the launch
and that a figure of around just five and ten per cent is
allocated to design.

Another aspect which justifies design management is
the difference between industrial design and the engi-
neering of the product. These functions are often con-
fused, since it is true that sometimes they do not have
clearly defined limits, even though they represent dif-
ferent working processes. Almost all products includ-
ing electric motors and turbines and of course machine
tools, require the intervention of an industrial designer
as well as an engineer.
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Also, the management of all design within the company,
not just the product design, can also bring immediate
returns. A better public image has advantages for con-
tracting staff, for relations with clients and suppliers and
for share values. But a better company image also trans-
mits the image of better quality products and services,
enabling higher prices to be charged. Apart from the
immediate benefits of applying design to the creation of
brands, the leverage which a favourable company image
can give to a brand is significant.

There are other reasons to justify greater attention to
design management in more specific ways. Consider

the case of design communication, for example. Graphic
design is not just a means of support for the product. It is
true that some packaging activities, and even the strictly
communicative field of advertising and sales promotion,
revolve exclusively around the product. But there are
others such as corporate identity which go further and
serve to create an image of the organisation which will
undoubtedly support the product, but will also reach a
more extensive public than just the real or potential mar-
ket of the company.

The company as a social agent is of interest to the whole
society in which it is immersed. As a productive element
it is of interest to its workers and its shareholders, and at
the same time its suppliers and financial entities. If there
is a part of design communication linked more directly
with the product, which is a clearly a responsibility depen-
dent on the marketing department, there is another more
general one, which consists of transmitting an image and
creating public opinion, which depends directly on central
management. The management of communication design
also requires some specific management methods.

2 MONTANA, J. (1989) Disefio y marketing de nuevos productos. La gestién del disefio en la empresa industrial. Tesis doctoral

Universitat Politecnica de Catalunya. Barcelona.
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However, the company also sends out some messages
which are not just transmitted by graphic communica-
tion. The company buildings create a certain state of
mind for its employees and transmit an image to the
clients and suppliers. The stands in a trade fair give

a certain idea of the company to clients and distribu-
tors and the points of sale influence the consumers and
buyers directly, not to mention the service companies,
where the place in which they offer their services forms
an inseparable part of their true product. All this forms
part of the design of the environment and it is clear
that it also requires separate management as it falls
between the production of services, marketing and the
general policies of the company.

If, because of the specific nature of the disciplines
themselves, product design, communication design and
design of the environment require a different kind of
management, this is even more justified when the work-
ing methodology and even, in the majority of cases, the
professionals themselves are also different.

Another reason to justify design management is the
repercussion of this image on the company. The company
image is created as a result of numerous factors. These
factors are defined simultaneously through product
design, graphic design and design of the environment.
Where there is no coherence among these factors there
is no image creation. If the messages communicated
through the product, the graphic symbols and the physi-
cal environment of the company are different the result-
ing image will be diffused, will certainly not transmit

the necessary values to support the product, and strong
brands will not be created. This leads to only one conclu-
sion: design in companies needs to be managed.

Although apparently so logical, this does not occur
in the majority of companies. Those responsible for
product design, for communication design and for the

design of the environment do not have any relation
with one another and therefore any coherence is purely
coincidental.

But there is also a lack of coherence within each of these
areas. Design projects tend to be developed sporadi-
cally, contracting one designer one day and another on
another day, and that is assuming that the design task is
assigned to a professional, which is not always the case.
The simple idea that all expressions of design should be
coordinated does not exist in most companies.

Bearing in mind that each of the processes requires
people with different training and experience, who prob-
ably come from different cultural backgrounds and
occupy posts at different levels of the organisation, one
can appreciate how difficult it is to reach a natural kind

of coherence. In fact nothing which happens naturally in
the company necessarily has to converge at the point of a
predetermined objective. It is the management and direc-
tion of people and resources which leads to such ends.

Most of the time, the different managers, production
engineers and those responsible for technical depart-
ments or R&D, the product managers, marketing,
public relations and advertising teams responsible for
the different forms of communications, and whoever is
responsible for the design of the environment are not
coordinated. And if at any stage they are, it will probably
be as opponents in order to defend their budgets and
their ideas.

The idea that product, communication and environment
form part of a corporate strategy and should therefore
be coherent in everything which involves design, nec-
essary for the creation and transmission of a uniform,
undistorted and therefore efficient corporate image,
does not exist among company directors and does not
occupy a relevant place in the management of the com-
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pany. It does not even exist in the marketing departments
where, as a pure consequence of the definition of mar-
keting itself, should consider the product as a service to
the consumer and not the other way round.

That is the case for two reasons: the first is a poor one -
a pure lack of knowledge. It simply has not been thought
of. And the second is worse because it is thought that
design cannot be managed. In that sense it is enough to
observe the companies which have made design a strate-
gic resource. One can see that, in addition to the quality
of the products and services it offers, there is coordina-
tion between all of the elements that are open to design
such as the products themselves, the offices, the points
of sale, the buildings, their systems of communication,
letters, leaflets, printed material, advertising, webs,
packaging etc.

What is achieved by the coordination of these elements?
Several things are achieved at the same time. The first

is that all the messages that are transmitted, each one
of these elements that have been designed by different
people with different objectives and training, are similar
messages in terms of communication. They transmit the
same idea of what the company is and what it wants to be
because they have been managed in that direction. They
create a coherent and therefore a more efficient image of
the personality of the company and its brands.

Secondly, the coherence of the design of these com-
panies distinguishes them from their competitors.
Well-communicated aspects of identity enable a clearer
perception of the competitive advantages offered by the
different brands and the company itself.

Jordi Montana

Finally, coherence in the design of all the elements
transmits a harmonious image which portrays atten-
tion, quality, and enables the products to be perceived as
being better than other similar ones.

In fact, coordination and management of all areas of

the company which involve design has the immediate
result of a certain synergy, so that the image of the
whole improves the individual images of the products or
services on offer. This leads to increased added value,
which means that the design is profitable, not only in
respect of the product design but also in terms of the
design of all other elements of the company for the cre-
ation of strong brands.

Principles of design management

The idea that “good design is good business” has been
adopted by many companies. However, good design can-
not be bought by the pound. Achieving good design is a
question of company management. Good design implies
good management.

In order to achieve the necessary coherence in all

areas of design a management structure is necessary.

A designer™ with broad experience in company pro-
grammes establishes what are known as the seven com-
mandments of deign management:

First, there should be a director responsible for design
on the company’s board of directors, who will act to
defend design issues and report any kind of incoherence.

Second, the rest of the board should be convinced of the
importance of the design unit and should offer its con-
tinual support.

13 OLLINS, W. (1990) Corporate identity: making business strategy visible trough design. Harvard Business School. Boston.
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Third, in the second level of the company there should be
a person with responsibility for operational design man-
agement who is involved in the different units.

Fourth, there should be a series of working teams to
carry out the design tasks in the different areas: product,
communication, environment etc. These teams do not
have to be made up entirely of company staff, but may be
teams of freelancers.

Fifth, there should exist some kind of manual which sets
out the most important design aspects in the company.

Sixth, there should be a continuing programme of objec-
tives, responsibilities and deadlines which can be con-
trolled and modified as necessary.

Seventh, there should be a commitment to making finan-
cial resources available to design.

To sum up, the design policy of the company is precisely
that, and should be established by the appropriate bodies
when deciding the overall policies of the company, that
is, at the highest level, the board of directors and senior
management. Design policy should come from above
otherwise it will not be effective.

The design manager should hold a position in the
organisation which allows him or her to apply the
established policies. Design is involved in many depart-
ments in which its function is clearly defined from
engineering, R&D, production and marketing to oth-
ers where its role is less clear. Certainly many of the
decisions which affect the company’s design policy are
taken in different places: the purchasing department

will decide on key elements of furniture, public rela-
tions will contract a stand in a trade fair, the personnel
department will buy uniforms or decide not to use the
old ones, nobody will be responsible for the message
transmitted by those staff who staff the telephones, the
maintenance department will replace the waste paper
bins in the corridors and the director general will con-
tract an architect to build new offices without remem-
bering that this forms part of the image and therefore
the design of the company. The coordination of all of
these aspects is no easy task.

The principles of design management!* may be contained
within the following points:

1 Seeking perfection through design is not a demo-
cratic process, although it is a process which
involves the whole company.

2 Integrating good design in everything which makes
up the company is a balance between image and
identity and involves the participation of the whole
company.

3 The art of design management consists of creat-
ing positive interaction between image and iden-
tity, and pursuing the ideal level of quality through
design, as a means of making what we have clos-
est more like what we want it to be. And once this
objective has been achieved, looking for a higher
ideal in search of excellence.

“BERNSEN, J. (1987) Design Management. Danish Design Center. Copenhaguen.
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