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By Ralph Caplan

Design as strategy:

an assessment for businesses

e Half-truths about design

Design is a mysterious art that is
not business oriented

Désign is cosmetic, and therefore
superficial

Design is costly

Good design is a matter of taste
Design is essential for consumer
products, but has no role to play
in capital goods

Design is a solitary act

Design is specialized

Design has to do with objects

Many seemingly good
reasons for resisting design

as a business tool are only balf-truths, the author
contends. But be explains
why some of the giants of
industry rely on design.

Design is very different from Mark
Twain’s characterization of the weath-
er: almost everyone does something
about design—if only by default—but
almost no one, except designers, talks
or thinks about it. This is unfortunate,
because the design process impinges
powerfully upon the central concerns
of industry.

At a time when we urgently need to
improve productivity, when quality in
manufacturing threatens to become a
nostalgic concept, when consumer sat-
isfaction is complexly intertwined with
consumer rights, when product liabil-
ity considerations apply to virtually ev-
erything we make and sell, it is
unprofitable to ignore a major strategic
resource for addressing these issues.
The design process is just such a re-
source, but it is perceived that way to-
day by only a handful of companies.

Writing about the Japanese style of
management, Professor William Ouchi
identified several American corpora-
tions that have successfully adapted
key features of the Japanese model. “In
a recent series of interviews with man-
agers from a range of fields,” Ouchi
wrote, “‘the same companies were
named again and again. Among them
were General Motors, IBM, Hewlett-
Packard, Procter & Gamble, Cummins
Engine and Eastman Kodak.”

It may not be entirely coincidental
that each of those companies is also
marked by a certain sustained attitude
toward design. General Motors gave
Detroit its chief architectural event of
the '50s—the formidable Technical
Center. Designed by Eero Saarinen,
the center represented a serious com-
mitment to a design approach deeper

than styling, although that commitment
has not always been reflected in indi-
vidual cars. IBM, at about the same
time, was beginning to develop an in-
tegrated program of product design,
architecture, and graphics that has
gained international attention.

Cummins Engine, also known for
advanced product design and for the
quality of its corporate architecture, is
admired the world over because its
president, Irwin Miller, has made the
small town of Columbus, Ind., a show-
case of modern architecture. Hewlett-
Packard, one of the many California
companies that began life in a one-car
garage, hired its first product designer
in 1951, when few firms making spe-
cialized electronics equipment used
industrial designers or even knew
about them. Eastman Kodak was anoth-
er pioneer in professionalizing prod-
uct design, having undertaken a major
program to redesign its cameras and
establish an inhouse design depart-
ment in the "20s.

The point is not that these compa-
nies, or others like them, are repre-
sented by uniformly good design. It is
rather that their top management has
recognized some aspects of the design
process as intrinsic to doing business
intelligently and understood that de-
sign is a strategic instrument, as well
as a marketing tool. Good designers
take this aspect of their profession for
granted, but management usually sees
the purpose of design very differently.
The disparity between these views mil-
itates against the effective use of de-
signers and design in business.
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Design as strategy

Half truths and whole problems

The real value of design—in manufac-
turing a product, creating an annual
report, or producing capital equip-
ment—has been obscured by a num-
ber of half truths; because these are by
definition half true, they are not easily
disproven or changed. Here are some
of these half truths, along with some
suggestions for making them whole
and for effectively applying design so-
lutions to business problems.

Design is a mysterious art that is

not business oriented

In a feature article on industrial de-
signer Raymond Loewy, The New York
Times alluded reverentially to “the
household objects that the hand of
Loewy touched and changed.”
Touched and changed! That’s what we
all want some someone to do with our
products (and our lives). Unfortunate-
ly, neither industry nor life works that
way.

The design process itself is neither
mystery nor magic. The failure to rec-
ognize this is often expressed in man-
agement’s unproductive tendency to
use the designer as an exotic menial—
menial because his services are re-
quired for low-level objectives, to be
considered only after the real business
decisions are made, and exotic be-
cause no one really understands what

he does.

The identification of product design
as magic stems from the '30s, when in-
dustrial designers were credited with
making Depression-stalled merchan-
dise move again. Certainly they helped.
And for that matter, there is a certain
mystery to any creative activity, espe-
cially one that combines art-related tal-
ent with technical innovation.

But design is a solid discipline. To
look to it for miracles or cosmetic en-
hancement 1s to obscure its day-to-day
contributions to helping business solve
problems. For, whatever else it is, de-
sign in the service of industry is a
problem-solving activity.

Design is cosmetic, and therefore

superficial

True, the end product of design often
is surface treatment. As with any strate-
gic measure, however, the most suc-
cessful results are not always visual.

In any case, appearance matters, and
why shouldn’t it? We live and work in
a world that we look at, so it might as
well look good. Most man-object rela-
tionships begin with appearance. Since
objects cannot speak for themselves,
they should look like what they are
and what they do. But the problems of
making them look this way are essen-
tial, not superficial, and their solutions
can be crucial in the marketplace.

A tractor not only has to be efficient,

Because most corporations use large
amounts of paper, corporate graphics
can represent significant investment.
As simple a change as a reduction.in
quantity of different sizes can dramati-
cally cut the cost of paper, shipping,
handling and storage. Here a corpora-
tion’s communication format has been
redesigned to standardized elements,
resulting in economy, simplified use
and aesthetical impact.

safe, manageable, and sturdy. To com-
pete successfully, it has to look effi-
cient, safe, manageable, and sturdy.
Moreover, its looking that way en-
hances the likelihood of its being well-
used and maintained. This implies an
ongoing relationship with end users—
a relationship that may be one of de-
sign’s chief contributions to corporate
planning.

Design is costly

True, designers can be expensive. So
can the design process generally. But
design can, and in most cases should,
pay for itself—either directly, by mak-
ing manufacturing simpler and less ex-
pensive in terms of materials or
techniques or both, or indirectly, by
increasing productivity and sales.

A well-designed office or factory
building makes a company welcome in
the world outside, while providing a
productive and pleasant work environ-
ment inside. The outside is for many
companies an element of public pro-
jection. A properly programmed inside
is, quite simply, a better place to do
good work. If a better place to do
good work doesn’t contribute to long-
run cost savings, what would?

A simplified product can lower ma-
terial and production costs immediate-
ly and at the same time enhance
appearance. Jay Doblin reports in One
Hundred Great Product Designs that
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the first Toastmaster pop-up electric
toasters were of welded construction,
which required hand polishing. The
product was redesigned in 1938 to
achieve savings by eliminating expen-
sive production techniques and using
sides that were drawn, rather than
welded, to permit machine polishing.
The drawing operation, though, caused
visual defects in the form of waves. To
disguise these, the designer used a
graphic device that was itself wavy. In-
terestingly the device took on a curi-
ous life of its own and was, as Doblin
points out, “copied as often as the
Toastmaster itself.”

In Talk About Design, the English
designer and design manager James
Pilditch cites dramatic but not unusual
design-related economies in a machine
tool, a bottle closure, a toy carton, a
corporate identity program, and a
flashlight.

The designers of the machine tool
simplified the controls and replaced
expensive castings with sheet metal
fabrication. In the case of the closure
for liquor bottles, an ultrasonic weld
requiring complicated tooling and dif-
ficult assembly was eliminated to pro-
vide an improved closure at a cost
reduction of 45%—a savings of mil-
lions of dollars in overall production.

The toy package was redesigned to
reduce the amount of cardboard by
one-third, a step that has reduced costs
by hundreds of thousands of dollars.

*

BETWEEN

THE WARS

Mobil

Changing the packing process further
reduced space and time needed in
manufacturing. Some of the money
saved was invested in graphic treat-
ment to improve point-of-sale appeal.

By introducing standardized forms
and stationery and eliminating duplica-
tion, designers of the corporate identi-
ty program strengthened its clarity—
and eliminated 100 costly and time-
consuming forms.

In the case of the flashlight, Ever-
ready, the manufacturer, wanted the
product “styled” to increase sales. But
styling, it became clear, would not ad-
dress the problem. The designers dis-
covered that the polished surface of
the existing flashlight made any imper-
fection highly visible, causing a high
reject rate by quality control. In addi-
tion, the wall thickness of the mold
used in production varied so that
some parts of the plastic took longer
to cool than others. Working with
Everready engineers, the designers
gave the product a textured surface
and redesigned it for equal wall thick-
ness throughout. As a result, produc-
tion was simplified and accelerated,
and the flashlight was easier to grip.

In each of the examples given
here—and there are dozens more—
the product described was simulta-
neously made less expensive to pro-
duce and easier to sell. Production
savings are not limited to product de-
sign, however. Through their knowl-

The Mobil gas pump, designed by Eliot
Noyes, was part of a program to up-
grade the functional and visual quali-
ty of the company’s service stations,
making them more attractive to motor-
ists and more efficient for employees.

A corporation’s design consciousness
should extend beyond the product it
sells. Mobil’s sponsorship of quality tele-
vision programs is enbanced by an ad-
vertising program including posters
like this one designed by Chermayeff &
Geismar Associates.

edge of, and experience with, color
and photo reproduction and printing
techniques, graphic designers can cut
costs in paper, printing, shipping, han-
dling and storage.

But really substantial savings tend to
come less from clever cost-cutting
measures used on particular products
than from planning and coordinating
large programs. “Piggybacking,” for ex-
ample, is a process that involves print-
ing several jobs on the same sheet,
saving both paper and press time. This
requires a centrally organized method
for bringing together projects of more
than one department or division. A de-
signer’s ingenuity is no substitute for a
corporate philosophy that says corpo-
rate budgets are as important as de-
partmental budgets.

To be continued

The author, former /.D. editor Ralph Caplan, is a
New York City writer and communications de-
sign consultant. This article is reprinted from
Outlook, a quarterly magazine published by
Booz, Allen & Hamilton, an international man-
agement and technology consulting firm in New
York. Copyright © 1981. A version of the article
will appear in Caplan’s forthcoming book about
industrial design, Making Things Right, to be
published by St. Martin’s Press.
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TR HRrS AlZA o2 FAshs 29 tzgle] Fof F o]
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ok ik AR B RS LBl 7o) T3l

0 0| = (etude) : Bff - ¥y 5o WHAsh AfES SI% F0914 =
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00|21 -2 A (ergonomics) : Affje] Uof A3 Aol Fo|E zta
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A3 ek o] Alxol| B3EiA|ut olFE ubake] Tirfife}l M) Hif
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2o Aol 7|7} e gl

Ol20:UA HERE S0 73 0IEi (£) & HelstHl %R (B)SIRIACH
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opH Aol Al 1 -3 144 wi7}x] Bk 25 258 st}
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o] LML oA Tk A =2F,9 2§ R F
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B - BElE - il 5 o) 2REe] Aok o] AR ul$- BiAfelelA
o9 FEk M2 TS wudH §H AlFEkL 52119l
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XA - Bl A= 251 R fBR, 53] A da 3Edhe sl
o}, Z3 #fie] & o= AAE T ok

00| AR SRE 2 (L'Esprit Nouveau) : kit FAR #% Zads
oA ot EMfiEAEE) S shtE FF - U8 - Kl - T 5 WS ¥
ol 24 2 23 JAE ANl A7) sledch ol Fe)
2 o ZHE, ARS, 7k Sl pifli SR 7L FAl] Hied, |
2ol & FHoZ 3 B Hak Mol 2me] w8 0, (28 K S 2
filglch A 2571 2 3R T2 Jehl7] A2k 2 m2a)4] (Le
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e abie Hok
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0|02 & (aerosol) : A HHAERES WH 7} Fof 9lov FERS
FeHitsle] MBS odu 87)oAM BRS sk Ad EREEGHEEE (ot
BH) S 5% ZE 47)8 23} 29 olol2d At 1943F %
FsFs G o) A BBESled (U.S. Pat 2,231, 023) WIHEHSMIARE AMS-
slodr) 1 SRR T) FIRS 80%7F 30v]|2E v]ule|t) olojE2d&
‘Ao 2RE S WIS ool 24 () - Wi (A3 Rk ) - kK

dzjel - =4 HEMRS 22
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e 0f|0]22 YWHE (aerosol valve) : ool 2& Aol A% E 24
FrEEHRRE (RGBS, A3 Wi == A% 5 27] SlIs) el m
SRS BHE T J=S s ook
WBo| FR2 = fEke] < == 1MRe] FEEE, AR ks
SR B 8T o= (R IAER R, NAWS oS sl
2 F A #ErE 2 Sol Aok

e 0f|0{2& WE FHEAM (machine, aerosol valve inserting) : ©l
o2& A 919 it F-5-E.(dip tube)o) ofo]E& WIBE  AxFh=
.

0 0|0{ 2% ME5IM (aerosol propellents) : it == Mgz HAz
A LA WES HhE = JES F23 WHE vEsb] 98 W
T ES ol Wathat 2o) #EEle] . dlei2E HEE
de] ol 7S MURILARK - HLEL - B{LASKolct BE o)Ak}
AL (NO,), AR (CO,) T K 55 3 M2 ARt
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2} Z2e o] Bl Phiksly) $ls) PRl RES ojv|shs HIEclch
el AR 739olle RS AlFoES 588 T= kS

F SH43) v ekw ArlelA HO7H Fieiie BmA7= feh
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1) = B C2 TSk . A Y felE B
ffislo] IS Al gl frelde] 5302 A o) 9o B
s Al Qo g vyl talels A 4= gl o] BREES] 4
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0 00| ExBE (A-stage) : o™ F5-o] #{biHRiES] KAEfEHoE
W] ol| fNie] Hrholl A A=l 7Y sl she o
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kol ERES AR A Slsle] #ibbwt - Bt sl
BATEM - IO - WERS]) i 52 AKY T IS BEFEE T
Ao vhE 7)1, Hildwt - MEabRt - B EE - B o) o8 %)
53 glch v]Fei|A ABC7F g€ 71 1919%d0]c)

® ASA (American Standard Association) : 7|5 22 ot il
Bl o3 ok FoRicstelch o] Yol ¢l2®l (weston)]  Forik
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e AlA (American Institute of Architects) : v|52] Z5E% [
7}2)o]] % (chapter) 7} )k
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oo} BUEED-S [BhEsl] f1sle] HEhmes 2 W3 AgRice 5
HosyS kel Sjololol] fliAI=: i ZHdS> FEFS A
sl ffiglell A= 5 A Ao} 2o] | AY #lrEe] Uk
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le) o] Mg 19503 Zegie} ~¢jxo] 5919 ¥ tizloliiEe] F
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o}, gele] 255 & o] B RS A 7ERch AGI9] 3
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1 o)Ake] AfigHl {LAMre 7 cldale] AR qhee]zl Feki,
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33k arEe} KEAES] B AREL PS50l AolER oAy
SHEERY = AU o) 742 SyAmg == 8o Abeloll A Siin
Tolut & -4 #fi Foll ARSE, of S AE2920)e] NS o
chalal L o 3 GRS 460 gk ikbitte] I We wWelel
L - B PRl A] BMLalA] o BES Bfet ok

00| ZA| Z2IAE! (epoxy plastic) : o}ql- 4z E . o5 . ZEAAL.
AR == AUt (LA 22 o2 ol ol EAlol=y 213 K
fliol] o3le] whEolAl Feliw,

00| 2|2 E (apricot) : & °]5. AH, F o3 ¥ KiGE

o 0f|I| 14l (Epigonen) : Z2jo]|2 jiiag 5 elulebe] #gollr] FH2
F Ao Fit-9] ofo]Eo] 10d F ohx]e] YU4S Z9hch=d] o] o}
©]5-& Epigonoi (F712h 2}aL slsich o] StollA] #FI=]o] 88y o] &
F Kis <vsh, A% fefold 2 Al RS B glo] =
3L 1 7 gl wix|= g L3k

022 (ecru) ( & o] 5. ¥ NS @ 3|4 ZPgrolz ehrpd W
o] @A 9 Holehs Mikoll A LR . wlo]=] (beige) Blare &
o},

eAATZQE A2 (seam, export) : o]-2vl. #hEiNlr] 2= #ikk
A]9) (burlap seam)°]e} ghch o] 7Pzl & M2 3] ol HiEs
= Al #EEe] 3 Ak AR 7Rl A go] Eele S Hilkslt
7] $15kd ARS-Hc).

o HEFA|A (entasis) : FelA 7]52] F2F F wl(B)9] F2-& 7
2531 sl 7)5e) MiEAS FegiA & SHoz AMas Hifjelch
Bl 2ol Zwje] Hgol A o] 2olm 2] Jele] dltgolA
= 298 & 5k

o2l §AiR (plate, L) : ol didt A3HA-E MiMAI717] $1slked Fele} 3
TR (K - BEK - 1) o) RAWS AA AHE A= R

o A2{|H|0|M (elavation) : VifilE F= 54y BEOEREA
%S 23 BES AF #9-0| Mol BashA Sk @54y o9
o] o] 7}z #dtshel A x o] o] AHE-H 3 Qr)

o A= 5|REMERER (test, ElImendorf tear): Fou} kel 5l
ol N 41 HS WBIR= HECE2A o] iREES B3l ol it
o] 44mme] 712 - A28 7tz HojAl of Hdl2 g A3} ouiR)
(energy) & AnlEXX REE] FH o3 169 s 3 HiE
o8 FRE o2 Hfis gmo g FR¥c)l o] MREER 3 A
KSM 7016, JISP 8116, ASTM P, 192261Tel #ig=le] lck

e 23 $51R (tinplate, type “L”) : JtHiol 7=t JESEM(S, As, P
%) o] AA AfE] e PRCE ME Huc Kol g Kol
ks Eo Efito] =2 Aol JER&S Kol it 2dgke)
i 7Pk

o E A (emboss) : tio](die) - 222 - 147 2] Mol o] %
HAIA 221 B - ik -2 Fifiol {FAIA HARIER= 7

oAl (embossing) : #ifioll {FREAIA A2 Kk - 22 - tARl HS
7k} e}

e 2|2 Al# (machine, embossing) : t}o] (die) Y} 2-22i2] Mefel <
& Tl (R EEelY SAHE A T B

e 22 Al O}0l3 (embossing marks) : 92 7} =27|¢} e)o] MEH
402 Fit7l M2 AA FEA BEHEES ARl o7
Wik o] TR Bl o)sle SHBle] <3S wbech HEel SlelA
Bife F2 Folck

o A #E (paper, embossed) : 772 2gl 124l (embossing)el] 2]
a4 #ifio] (PR Folck

e olXl (etching) : AAA el o3l g7 IlRs $3Lo
2 2BiR tAllshe TS 23l Mgk $lo A% dalE
7}e]7)7]1 % el

o it} (inverted bottom : US| B.5 Mhgs= Zlvhs w2
E3=o] Foal 8] upeh

o;E&#7 (bituminous coating) : oR~TE - Flo|ujol ]| A E (i
¥ G 3 A 5o MRE ARMEA Bk ARS-sich

% (ream) : o] il A AFEE= RUES] B BATZA Mt = A
42 oot MERE AR 2719 RS AR A Ak
2 g AREE M7 &7 (box wrap) ¥} 2hd 4K zelx 7]E}
B Ahge) Fole flbtEA ] 27171 247 %3673l Fo] 500%
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o2 =oj glom o] TA: FAHE Mo MRS V1o FHu 9l
ot = 3092-co] FTE e 30949 Hifto] Urhs 13 (247
x36”—500%) & ow]dct

o7 E{ o= #Ei (carton, reverse tuck end) @ #&E BRI}
AL o FT) dolo sidshe e A= R 59 T3 48 %
A & FT-

& (tuck) €

I

5

it}
o
e
=

17 & (glueflap) oiIX| =K

o3| 0|2 (mitre) : 7 7H°] #1AkS) LEv2)7} B == A7) Slo]
AT 9 1 A45E 2585 412 B RAIR AL 2 o
Ake] mAjE] o]F So] 1 o7} Eck 7 - FR|(EH) - 12 - kS S
= a2 - 228 okl - Fl=F 59| Lol & (planting) S
L=1

o JEM (ductility) | &Mo] HoAA] ¥ Mol Hf= HE + e

T d3hed|, #iie] MMHRER S Uv o224 Iiaigoe| glo] 7k
I ZAA ol F e HE = 9 ¥ F UE HES 7RI

e = LAH | (continuous thread) : 2] A&t $74¢ A7 A%
S oujeh, -Tu £34 vahe) 71l Rk 53 Eiech

e 2= A|O|EH (sheeting, continuous) : Zo]7} Agk=lo] Qx| o
2} Rl ok —wdHl Aukshe HEoE wtex /iy - Fol-
Felagg) A%

o ¥R : Alzle] EERAET} Rl 1S Wi}

o ¥ EH A 2% (container, flexible) : F#ttbtR F3#)7] 4% #
2 e Aol AmEAM 55 A9 $3S 4 o8 FHO =85
W] X FA] OB (£0F) TGS WMAITIAY TR e A
Beol} AEs. o] Mo BE Fol - Zekry HE - BN FHo o]59
KA F5717} 0.01081%] vkl AR 9HE a7} A<k

o E U2 (capsule, soft) : 143l 9 74 A=A 42
T v BEEEC A 2] Y2 KUEER T A EENoR
A 9)x Sekaee] Rkt Ao holch o] #HY 2ol
waael piRe] kEd 5 qlck =717 2v)d (R0 29 A XA 1
274298 F2AY KA - HIRRWE = $E 2o nhsoizich

O SRRR | MRl $HAES Yol THE TS fififielela jich

o#t{L2 (softening point)’: #Hfe] fffia x| odx ZekiEfte
Rofo] Wiyx]7] A28 . :

o F (dyestuff) { @HZA Boll = 7. d8& #T I Yav)
sletH o2 zhgslo] Ash= ZQld], BelH o8 RAshs R (coat-
ting) 3 TEEc} geby d8s 1 29 S8k 2AF 2 2A)
w2 G| uhiel webx AgA FEET ok FHEE A o
R (direct dyestuff) ; Jut W8S 5. M4 (mordant dye-
stuff) ; BRHE AHE-se 58 - A1 EAT} 4 BEQ. A 9=
(acid dyestuff) ; AHA & (BitEid) 22 SE8AS 259, 974 o
E(basic dyestuff) ;Hyffloll 213 F&4 - ghdel] <9j3le] Ewe &
=Y. BFEGH (vat dyestuff) ; SEICHRIER 717 A3R)AA wWake
Wi 7 KAA# (indigozol) 5°] otk #ifb44¥ (sulphur dyestuff);
3} vl Fojx EE59). FamlE %9 (pigment dyestuff) ; G4
F R REMIEe] EE uhE
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