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Profit by Design

Eight business views
of the role of design
in marketing and
corporate policy
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Introduction

Sonja Bata

The National Design Council is an adyi-
sory body to the federal government,
reporting through the Minister of
Industry, Trade, and Commerce. Its
primary responsibility is to recommend
Policies and programs with the object
of advancing design activity and capa-
bility in Canada. In pursuit of this objec-
tive the council often acts as a catalyst
in bringing together various interests in
our economy and society which should
be involved in the formulation, develop-
ment, and implementation of policies
and programs affecting design. This is
done ina variety of ways: by holding
Seminars, conferences, and work-
shops, by organizing co-operative
efforts with industry, business, profes-
sional, and other groups, and by
Supporting the work of governmental
and non-governmental bodies in the
implementation of design activity.

In studying the impediments to
design innovation in Canada the
council found that a large part of the
high failure rate of New products was
due either to an inadequate assess.
ment of market needs or a lack of
marketing know-how,

The council therefore decided to
Sponsor the seminar, ‘Profit by Design,’
to focus attent

ion on the relationship of
design and marketing and how a

esofa company.

The counci| considers good design
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When we in the National pemgn Sforte
Council speak about design we r ]
the total design process. So freq'léea
one comes across the mistaken Iesthe'
that design deals purely with the -

tic shape of things. Good destggéds 0
bring satisfaction to the user, n -

be much more than the styling 0 <
product. The designer is con_cef;"

with the complete relationship 0
shapes, materials, processes, r
functions, environment, and Soc-ndivid’
conditions. In the past when the | =l
ual himself, or the craftsman, cred with
design he had a close relatlons‘g'liﬁe
the end product, he understoo the
materials he worked with, he kne':(ets-
needs of his customers and ma:ogy.
Today the complexity of techno S iong:
the mass market, fast communic

and the competitive market have o
changed this relationship. To Crestem-
good design, be it a product, a S):he

or a corporate identity program, aplein
designer needs to be knowIedQT1e
many fields. He needs to know t cise
actual needs of the market, the szﬁon
function of the product, the pr_od:!_on.
process, the channels of distributi

and so on. In many cases today ;
because of the rising awareness 0
pollution problems he must also B
concern himself with what happens

the product after the consumer ha D
used it. Obviously he will not be ab i
find the answers to all these proble

by himself. Therefore he must be a 2
member of a team—if at all posmblam
member of the top management tea



Why is good design so important?

First, most of you are in business to
make profit. Profitability is the measur-
ing stick of your success. Design and
design innovation can be one of the
most powerful tools to increase your
profits. If a product is new, if itis
different in some significant way from
other products, if it gives better service,
if it is more convenient to use, if it is
easier to maintain, it will be less price-
sensitive in a highly competitive market.
Increased volume, possibly higher
margins, should result in better profita-
bility.

For Canada design innovation is
particularly important. We live in a
country with a higher wage level, and
trade based on cost advantage is diffi-
cult to maintain in the domestic or the
export market. Canada will never be
able to compete with countries like
Taiwan or South Korea as far as labor
cost is concerned. The only way we
can be competitive on the world market
is by product differentiation or by an
innovative design approach to the
production, marketing, or packaging
process.

Besides higher profitability, design is
important for other reasons. Many
successful firms spend a lot of time and
money on designing their total visual
image. Such an image reflects a
healthy total design policy in the
company. Through this policy, linked
with effective design management, they
have succeeded in conferring on their
corporation a universal visual image in
the eyes of their public, their custom-
ers, their shareholders, and their
employees. This image includes the

design of their products, the packag-
ing, the buildings they operate in, their
corporate identity program, their adver-
tising. It reflects what the company
stands for, it gives it an identity and
creates an acceptance of the company
and its products.

Our seminar concentrated on the
subject 'Profit by Design'—design in
business. But the impact of good
design goes much further than that.
Design applies to everything made by
man, from the simplest, smallest, every-
day item to complex urban planning. In
fact our whole man-made environment
reflects the design input of our times.
To many of us this input has not been
well managed and needs to be
improved. Growth has been so rapid,
particularly in urban areas, that not
enough thought has been given to
design solutions. The result is often
ugliness, visual and noise pollution,
traffic jams, and so on. There is no
doubt that we could enhance our envi-
ronment through good design, through
the creative actions of our planners,
scientists, and political and industrial
leaders.

Design can directly help your busi-
ness to profitability. And through your
action it can also help directly and indi-
rectly to improve our quality of life.
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The managerial dilemma—

designing for markets
or marketing design

Simon Majaro

I am not a designer but | have worked
for many companies involved in design
over the years and | have made most of
them generate fewer designs rather
than more. | believe there is a substan-
tial amount of waste in many compa-
nies due to unsatisfactory design. Now
my mission in life is to try to improve the
communication between marketing and
design, between marketing and
finance, between marketing and
production. | think we've entered into a
phase of our economies where these
interfaces are essential for success.

Statistics generated a few years
ago—and |'ve recently conducted a
similar study in Europe and I'm sorry to
say things have not improved much—
show that forty percent of all products
introduced are discontinued soon after
launch; seventy percent lose money
after one year: fifty-six percent lose
money after two years: thirty percent
lose money after four years, Many
Products never earn an adequate
return on investment. The question is,
what is success?

Whatis a successful product? You
have a product. You launch it, and
POSsibly it makes profit for a year or two
orthree. Is that 2 successful product?

What is successful marketing? What,
in fact, is COrporate success? s jt prof-
its? Is it growth? Isit return on invest-

s
| believe that in 1974 success MeaTs_
meeting the expectations of the,fders
holders. | use the word stakeho dory
rather than shareholders. Whafa
stakeholders? Shareholders, 0 Hares
course—we have to satisfy the s
holders because’if we don't the;usi'
withdraw their money from our BUSE
ness and that can bring "oublekers--we
company. Other investors, ban el
have to look after their interests.
are stakeholders in the bqsme::-
Employees—are we ignoring tiderﬁ in
employees? They are stakeho the Brit
our business. The unions—YGS-d | can
ish disease is infecting you, an "\ more
assure you it will infect you eve :
in the future. Why? Because‘mangfy ihe
organizations have failed to ide siness:
unions as stakeholders in the bu .
Governments—many corl'lpaﬂ'essures
Britain have overlooked the presa usk
that governments can place on < now:
ness, and are in some difficultie ompa-
The community at large—a few © oy 10
nies are beginning to spend mon have
rectify some of the pollution meﬁ;kes'
perpetrated in the rivers, in the e
and in the sea. Suppliers—yes, t =
also are stakeholders. Those of Y|ier5
who have looked after your suppP al
over the years have good and loy .,
suppliers, those of you who haveﬂnali%
are in some difficulties now. ANdd
the starting point, customers an a0
consumers. We look after customﬁ_t
we look after consumers. If we d'?{
are not going to achieve the pro G
Wwhich is the tool through which Wi is
going to satisfy all the others. This
What marketing is all about. oy
Design is part of marketing. EV
designer is a manager, and every

; who
manager is a designer. A designer
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“In 1974 success means

meeting the expectations

of the stakeholders ”

THE MARKETING PROCESS
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does not understand the marketing
process is bound to fail, just as a
marketing manager who does not
understand the design process is
unlikely to succeed, Let us look at the
marketing process in its simplest form.
The needs of the consumer are the
starting point, the satisfaction of those
needs is the end of the process, and we
have to control the process and meet
the consumer's needs by developing
the right marketing mix. Since we often
start with a wrong concept of what the
needs are, and thus satisfy the wrong
needs, we also have to have a continu-
ous feedback process.

The marketing mix has two kinds of
ingredients, external and internal, The
external ones—the environment, the
competition, the legal system, institu-

Marketing mix and
environmental
factors in context
of the marketing
process,

NOILLIIWOD

tions—are largely out of your control.
But the marketing man and the
designer must make Sure they know all
about them,

qu the internal ingredients. The first
one is the product and the design, The
product consists of packaging, brand-
Ing, literature, instructions, guarantees.
If you have a product with a five-year
guarantee, itis g totally different prod-
uct from a product that has only a one-
year guarantee. And SO on.

Next is the price. To satisfy the

Consumer, the price and the product
have to be in harmony,

Next, promotion. Product, price, and
promotion must be in a state of =
harmony. If the product is wrong ¥’
cannot rectify it by clever advertlslf:gb-y
You can never improve the produc
improving the promotion.

gellinggis the fourth ingredient Wee
have to determine. If we've done mis
first three right, the salesman's joP
relatively easy. e

Finally, distribution. The place \A;he"
| can get the product must be righ s
must provide me with the satisfact!
seek. ]

In some companies the ingred'e”tti:“y
may be slightly different. But 6359”8_
they cover most cases. These ingr i
dients must be in a state of balance:
any one is out of phase the whole o8
marketing mix is wrong, in which ¢
the marketing task has not been ;
fulfilled and the designer will be 1etf0f
sitting there helplessly in the mids
this complicated, subtle activity- he

To summarize my perception of t
marketing process, there are the o
outside ingredients—the environrfﬂede‘sl
where the consumer lives, his altt!riu
his behavior, his culture, his religio™
and, let's not forget, his purcha?mg
power; if he hasn't got purchasing
power it will be difficult to satisfy NS
needs. Then competition, legal
systems, and institutions. Within thlﬁw
outside uncontrollable environment
have to identify and anticipate the !
needs of society or more specifical {is
our segment or target group and 52 %
those needs through a process Whi®
is within our jurisdiction. If we have aen
good grasp of the external environ™
we can determine the inside process
Quite easily and effectively.



“Generally peak profitability

is reached a long time
before peak sales ”

PROFITABILITY AND DESIGN LIFE CYCLE

Malurity | Saturation | Decline

=] SALES
PROFITABILITY

Too often a designer forgets that a
prqduct has a life cycle. It can be
divided into five stages, an introduction
s_rage, growth stage, maturity, satura-
_tlon. and decline. The life of a product
IS very difficult to determine in advance
although we're becoming much more
clever at it.

We know, however, that generally
peak profitability is reached a long time
before peak sales. So don't Jull
yourselves into thinking that just
beca.use you have a product that is
continuing to grow, it is still a profitable
Product. You may have a catastrophe
on your hands without realizing it.

What does the life cycle mean to us?
It means that we have to try to maximize
Or optimize profits while the product is
still growing. But that depends on how
much money we have spent on the
product. A product like the hula-hoop
cost I_itﬂe to introduce, little to produce,
and little to maintain, so it doesn’t really
Matter if the life of the product is six
Weeks or eight weeks. On the other
hand a new car might involve a fifty

The profit curve
is shorter than the
sales curve, and
peaks earlier.

TIME

million pound investment, and the
question has to be asked, ‘Am | likely to
recover my fifty million pounds during
the life of the product?' The fact that
the product is profitable in Year One
and Year Two is quite irrelevant if in
year Three it is not profitable. You must
try to estimate the cost the company

Introduction

DIRECT
COSTS

|
1_

INVESTMENT

incurs before Year Zero, the year when
the product is launched. Before we
launch such a product we spend a lot
of money on marketing, engineering,
development, and manufacturing. We
have got to build an inventory to make
sure that we can satisfy the distribution
needs. By Year One [ see below | we
have reached the summit of our expen-
diture and it's only at that point that we
start recovering our investment. We
recover our investment as a result of
the difference between sales and costs,
and we finally reach a point where our
investment has been recovered. It's
only from that point onward that a
company can ask itself, ‘Have we made
a profit on the product?’ Those of you
who manage companies with a high
design content should demand this
type of analysis from the designing and
marketing managers jointly. The
danger is that if you have not recovered
your investment by the time you've
reached the saturation point you never
will. Those of you who are in this
quandary would have been better off to
take the money and put it in mortgages.

The product life
cycle in relation
to the recovery of
investment.

| INVESTMENT
| RECOVERY



“We have to try to maximize or

optimize profits while

the product is still growing ”

Here is another tip for designers and
managers. For every company there is
a certain relation between the market it
serves and the product it supplies. Say
| make margarine and market it through
the supermarket to the housewife. If |
take the same margarine and repack it
slightly to sell to hotel groups and
catering establishments | have devel-
oped a new market for the same prod-
uct, This is known as market develop-
ment. If | decide to introduce orange
squash to satisfy the same market, the
housewife who buys at the supermar-
ket, I've introduced another product.
This is known as product development.
Finally, if | introduce a new product for
a new market this is diversification. IBM
sells computers to the business world.
When they introduce a typewriter or
photocopying machine to the same
market, the businessman, that's prod-
uct development. If IBM decided to take
their product, the computer. and modify
it to meet the needs of the housewife,
that would be market development. But
if IBM decided to introduce margarine
through the supermarket, that would be
diversification.

Now this is not only a matter of termi.
nology, it's a matter of strategy. A
company ought to ask itself, ‘Where are
we strong and where are we weak? Are
we strong in our marketing capability or
are we strong in technology?' I they
are strong in marketing ability they
should pursue market development. |f
they are strong in technology they
should pursue product development. A
company should not diversify unless it
sees so many threats on the horizon
that they feel diversification is the only
way to escape from the trap they are in,
Remember, diversification is a new
product and a new market, and the like-
lihood is that no manager inside the
company knows anything about the
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DOMESTIC MARKETS AND EXPORTS STRATEGY

DOMESTIC MARKET

SATURATION

COUNTRY &

COUNTRY A

TIME

GROWTH

The product IS
introduced 8"
different times
different export
markelts.

COUNTRY C

okl b

NOT YET KNOWN

LIFE CYCLES IN INTERNATIONAL MARKETS

NOW

FUTURE

New market and the new product,
therefore the risk IS enormous. The
message for designers, marketing
pepple. and chief executives and strat-
egists is: Go the way that your
strengths lead You and avoid the
weaknesses: and look a
very, very carefully,

| would like to spend a few minutes
on the question of international market-
ing. This, | would stress, means trying
to satisfy the needs of world markets.

t diversification

The time betwee"
introduction
in various ma" er.
is getting sh°

The company that makes produﬁtsc'i':jes
Canada and as an afterthought d‘;_
to export them is not doing intfzrne"mg
tional marketing, all it's doing i$
abroad. International marketing Iswgrld
identifying those segments of ﬂ"E; 2
market that we are going to sqnsl‘l
designing the product accqrd_lﬂg y
Originally, a company built its 5
fortunes on the domestic market asi 1
when the product started to 100K ae-
had reached saturation point som



“If you don’t know why

you are promoting, you won’t know
if you have achieved your objectives ”

INPUT

body would say, ‘Well, let's go abroad.'
And so we go abroad. In Country A the
Product is growing very nicely while in
Ihg home market it is now past the satu-
ration peak. In Country B the product is
atthe very beginning, just being intro-
duced. In Country C the product is
totally unknown.

What that meant in the past was that
there was a gap between the most
_advanced market, which in most
Instances would have been the domes-
tic market, and the country that had
?nly become aware of the product at a
ater stage. This gap provided the big
ODpor‘lunity for exports.

Now, unfortunately, this gap has
narrowed, partly as a result of the
Communication revolution we're going
through, partly as a result of extensive
world travel. Today a product that is
launched in Canada will, | guarantee

LATIONS F——P

The four activity
stages in the

g
1 CONTROL

I

you, become fairly well known through-
out the world within a matter of six
months. And in time the gap will
become almost zero.

As a summary | would like to look at
the managerial process and translate
that into what the marketing man has to
do. We have to collect information, as
‘input’. With that we can determine our
objectives, and only then can we oper-
ate. Finally we have to control the
process. This is the function of budge-
tary control procedures: once you have
control, that's the input for the next
cycle. The control asks, ‘Have we
achieved our objective?’ and 'Have we
operated effectively?’

What comprises marketing input?
Market research, marketing research,
product evaluation, environmental
studies, motivation research—just to
give an idea of various methodologies
that can be used. Market research is
measuring the size of the market, who
is in the market, how much money have

marketing process.

they got. Marketing research asks,
‘How are we going to reach that
market?' Each ingredient of the mix can
be researched.

Marketing, design, price, distribution,
promotion, selling—each one of these
needs a set of objectives, otherwise it
will not be possible to measure effecti-
veness. If you don't know why you are
promoting you won't know if you have
achieved your objectives. If you don't
know why you distribute you won't
know how to test or control your
process.

Under the heading operations fall
design management, sales force
management, advertising and sales
promotion, sales administration,
warehousing, despatch, and after-sales
service.

And finally control. This includes
distribution cost analysis, sales control
(‘Have we achieved the volume per
salesman?’), store audit, and measur-
ing advertising and promotion effecti-
veness.

A marketing profile analysis is a
useful tool for any design manager to
fill out together with the marketing
people, in fact | refuse to operate
without it. It is a matrix in which the five
internal elements of the marketing mix
are checked against the four external
elements. Use it to establish all the
external elements—environment,
competition, institution, and legal
system—that affect the design. If |
design something for Japan | know that
white has to be used with great care
because though it is the colour of



“The needs of the consumer are the
starting point, the satisfaction of those
needs is the end of the process ”

Design Price

Distribution

Estimating the
effect of each

Promotion

Selling

ENVIRONMENT

Economic development
Culture
Consumer habits

Consumer attitudes

environment factor
on each marketing
ingredient.

COMPETITION

INSTITUTIONS

LEGAL SYSTEM

happiness in western countries, in the
Far East it is often associated with
mourning. That goes into the profile
analysis. How do people use the prod-
uct? What do they use it for? That has
to come through the investigation.
What design have my competitors got
and how successful have they been?
That needs thorough research. Every
square in the matrix is a subject for
research. Design and institutions, for
instance: are there any institutions
which determine the quality of my
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design, for instance the standards insti-
tute? What about the legal system? In
some countries cigarette manufac-
turers have to display a warning that
the product could be harmful to one's
health, in others they do not. Price and
environment: what is an acceptable
price, what is a price that will satisfy my
consumer? Promotion and the institu-
tion: you advertise on television in
Canada, but if you go to South Africa
you discover there is no television and
therefore you have to use a different
institution for promoting your product,
perhaps the potent Radio Lourengo
Marques, which is located in Mozambi-

que. If you don't know of such institu-
tions you may be unable to promote the
product you have designed.

Here is a simple methodology for
designers and managers alike, an
algorithm or flowchart. It helps to spell
out marketing problems through
yes/no questions. The chart asks first,
‘Is the design idea compatible with
company and marketing objectives?’
and proceeds through various objec-
tives: profit, sales volume, sales growth,
and company image. In each case if the
answer is No, we drop the idea. If Yes,
we go on to the next question. Then, ‘Is
the design idea compatible with
company resources?’ What resources
are we talking about? Capital, know-
how, facilities. Are they obtainable?
Only if we can answer Yes to all
questions do we proceed with the
design.

I would like to finish with an example
of how design and marketing can work
together. A London-based firm of
designers, Michael Peters and
Partners, were approached by a
company called Winsor & Newton to
look at the market and design a new ink
bottle to increase sales and market
share.

A very thorough, though not very
expensive, marketing research study
was done and it revealed a number of
problems. First was anonymity of
brand: instead of the fairly familiar



“A design award should be given only
to companies whose designs
prove successful in the marketplace ”

The new

Winsor & Newton
bottle and package
(right) contrast
with the old design.
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“Design is part of marketing.

Every designer is a manager,
and every manager is a designer ”

Is the design idea
compatible with
company and
marketing objectives?

N s the design idea
| compatible with
| company resources?

Sl mt o e T e

| PROCEED
WITH DESIGN
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DROP
DESIGN IDEA
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Simplified decision
model used to
assess the
viability of a

new design.

Winsor & Newton the brand name was
W&N which meant nothing to anybody.
Another problem, a threat, was increas-
ing competition from abroad. Another
problem: bad value for money
compared with a competitive product.
Finally, there was no point of sale
value. What were their solutions? First
they redesigned the bottle, creating a
shape which is much easier to handle
and less likely to overturn. Secondly
they included the words Winsor &
Newton and where possible gave each
color a distinctive and easily recallable
name such as ‘canary yellow' and
‘apple green.’ If you have used Winsor
& Newton ink you will know how much
more attractive and functional the new
design is. The result was a sixty percent
increase in sales. To me this is what
design success means. If | had my way
| would make the design councils of all
countries change their attitudes. | think
a design award should be given only to
companies whose designs prove
successful in the marketplace.



Four Case Studies
1 X-ray equipment
2 Furniture for the home
3 Electronic switching machine
4 Corporate identity program




John W. Eckart is manager of
engineering at Picker X-Ray
Manufacturing Limited, where he
heads a staff of 60 carrying out
research, design, and development,
He joined the company in 1969.
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X-ray Equipment

John W. Eckart

Picker X-ray Manufacturing Limited is
one of ten divisions of the Picker
Corporation. We have the rather
unusual distinction of having complete
autonomy within our designated prod-
uct lines and we are totally responsible
for the design and development of
products to suit our market needs and
to meet competition. We manufacture
medical diagnostic machines for the
radiologist, and a number of our
machines lead the world, in some
cases with a three or four year lead on
our competition.

At Picker design means creative
activity leading to the development of
new products. This activity requires
interaction between the industrial
designer and the engineer. You have to
have this mix. In our earlier practice of
design the prototype was designed by
engineers and mechanical people. It
was often an extremely reliable and
correctly functioning machine, but
usually it grew like Topsy, with many
afterthoughts. It took the industrial
designer to translate that into an esthe-
tically functional, marketable product.

By far the most difficult and hazard-
ous portion of the process of designing
new products is identifying precisely
what the market needs. When you have
done this it is relatively easy for any
well-managed engineering department
to develop the product. At Picker we do
not have any magic formula for this
process of product identification, but
rather we rely on ideas from our own
engineers, the corporate marketing
group, the corporate product manage-
ment group, and the customer himself,
with whom we consult as often as
possible. We send our project engi-
neers to all major conventions, we put
them into hospitals working with the
equipment, we send them out into the
field as often as we can. When radiolo-
gists or customers visit the plant our
engineers meet with them to bounce

ideas and concepts back and forth.

The corporate product management
group is supposed to identify the need
for new products. However in our expe-
rience these people are not necessarily
innovative types, and it has been the
designers and engineers who have
originated some of our most successful
products. We have sometimes
proceeded initially without corporate
approval and on occasion in the face of
initial opposition.

Once the concept has been
generated we set up a project engineer
who with his team will be responsible
from the very beginning of the design
process right on through production
and even beyond that. They follow the
early units into the hospital, into the
customer environment, check the
mstallation, and see for themselves the
reaction of the customer. Depending
on the product we encourage the proj-
ect engineer to conduct as much
market research, along with the
corporate marketing group, as will
enable him to understand the market's
needs.

To sum it up, at Picker we normally
work through three major phases.

One: we try to make absolutely sure
the project engineer really understands
the market needs and what he has to
produce before embarking on the
costly venture that is engineering.

Two: we try to develop and prove the
design as far as possible by model
making. It is not expensive to make
full-size models in cardboard and
wood. You do not need an expensive
engineering team to do it, you need a
good model maker or carpenter.

Three: we identify the need, expose
our solution to the customer, to our
corporate marketing people, to the
sales people, and when we believe
we've got something we can go out and
sell and make a profit with, only then do
we engineer it, not before.



‘Our product management group had
identified the need for a new line of
X-ray tables in modular form. About
eighteen months ago the project engi-
neer produced a small two-dimen-
sional cardboard model which illus-
trated how he could put together a
series of different product configu-
rations by using common modules or

elements. ...

‘Within a month we had developed the
concept further and made a quarter-
scale wooden model to better demon-
strate the concept. At about this point
we brought our industrial designer into
the project. He began to rebuild the
model, this time to develop the esthe-
tics, the ergonomics, the human inter-
faces, and so forth. When we were
satisfied with the results we proceeded
from the conceptual phase to hard
engineering.’
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‘As a result of hard discussions and
inputs from the product management
and marketing groups and certain
selected customers who were shown
these models we were able to firm UP
specifications and freeze the design:
Then we proceeded with the engi-
neering, built our first hard prototyP®:
and after in-house tests installed the
unit in the local hospital to verify
customer acceptance under clinica
conditions. Since that time we havé
shown the unit at the Canadian Assoc
ation of Radiologists’ convention in
Vancouver, which was its first
exposure to the market. The field trial
and the first showing at a convention
revealed the need for minor modifi-
cations, which were made during th€
preparation of the production
drawings.’
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R.A. Warren is president of Simmons
Limited of Montreal. A University

of Western Ontario graduate, he was
an RCAF pilot in World War Il and
spent several years with the Bank of
Montreal before joining Simmons,

Furniture for the home

Russell A. Warren

We've been known mainly as a
mattress company, but in 1966 we
thought we would try and change our
image by diversifying and offering all
categories of furniture in the home
furnishing business.

At that time fashions were starting to
change, people were starting to dress
differently, and after they started to
dress differently they couldn't come
home to the same traditional surround-
ings. We realized if we could get some-
thing in the contemporary field that
would meet the aspirations and hopes
of the consumers we'd probably have
something good going. The result was
the Century 2 collection.

While this experiment in design was
quite expensive in dollars and manage-
ment time, it did result in a line of
exceptional furniture that is selling well
today, with about sixty percent of the
sales volume in the American market
and the balance in Canada. But there
have been a number of other important
benefits to our company. Century 2 has
taken us in a lot of new directions. It
gave Simmons an image | don't think
we could have obtained by any other
method.

With Century 2 we managed to come
in a bit ahead of the change in the
market. You can't do that by copying.

Bloomingdale's in New York is one of
our largest customers, it's the largest
single line of home furniture they sell in
their contemporary group. We seem to

be about two years ahead of our market
as far as the style consciousness of the
consumer is concerned. They said to
me originally they thought this line
might have a seven-year life—well, the
way it's going | don't think the seven
years has started yet.

We believe new product design has
not only been important to the sales
volume of the new product itself, but in
the influence it has had on our other
products, our people, our customers,
and the awakening desires of the
consumer.
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‘The Century 2 collection which we
introduced in January 1970 was
completely different from anything that
had been supplied in home furnishings
and totally Canadian in concept,
design, and production. ... The
company doubled its sales volumes in
the nine years 1961 to 1969 but after
Century 2 we doubled again in the next

four. And our mattress business, which
was sixty percent of our business when
we started, is still sixty percent of our
business. So it isn’t just the new item
that does something for a company,
it's a combination of the excitement it
creates throughout your whole organi-
zation, through your retailers, and
through to the consumer.’




‘Our Early Canadiana collection of
furniture uses solid pine, tongue and
groove construction, wood pegs,
chamfered edges, woven seagrass
seats, antique nails, hinges, and door
pulls, and a hand-rubbed finish. We
decided to ally ourselves with the
Wellington County Museum in Elora to
reproduce pieces of early Ontario

furniture of the 1830 period as catalo-
gued by them, for which we would pay
a royalty. We also wanted to reproduce
furniture of French Canada of the same

period and the authority for this was Mr.

Jean Palardy who wrote the book Early
Furniture of French Canada. We
employed him on a royalty basis as our
designer for the French Canadian
collection, the Seigneurie line.’
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Dr. Donald A,
Telstar and A
U.S. before

Chisholm worked on the
pollo Projects in the
eturning to Canada

in 1969 to take Charge of R&D for

Northern Electric He is president
of Bell-Northern Research now.
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SP-1 TOPS

Electronic Switching Machine

Donald A. Chisholm

We designed this machine in an
attempt to solve g major human factor
problem that we have encountered.
The problem is the traditional toll oper-
ator’s office. The girls you talk to when
youtry to get a long-distance call
through are lined up in rows and
there's a supervisor who walks up and
down carrying something reminiscent
of a whip. (Actually it's her plug-in
earphone.) The girl sits there, she
stares straight ahead at a black board,
and she plugs plugs. The older
machines in service today are primarily
mechanical: electro-mechanical relays
take the dial Pulses you send in and
convert them to some form of action.
What we have done is introduce a
family of electronic switching machines
in which the intelligence is in a
computer, though itis still g mechanical
matrix that actually makes the call. The
SP-1 TOPS Switching machine is one
member of this family of machines, the
one that handles to|| calls. | will
describe not the Computer or the
software but the part where the opera-
tor sits. The Operator needs, first,
access to the computer, second,
access to the Customer, third, the infor-
Mmation she requires to help the
Customer, angd fourth, controls that will
let her meet that customer's needs.

We are selling this machine in the
United States—by the way reversing the
Situation that held up to the mid-'50s
rted all this king of

that operator Position in which they

way from the black board

lined up, factory-

looking. It could be
controlling 5 ste

el rolling mil.

We look at the problem, start \:':Lhn_ 2
basics, and work up from'funcby e
function is pretty well dgfmed Bl
requirements of the natlongl n sniahe
but the next step is the equipmmeet that
(or he for that matter) uses to ot
function. We decide that we 2 i
computer-controlled rnachm|i|<e e
going to input via computer- e gir
nals, a cathode-ray tube to gl ve the
information and a keyboardhtgsgto Have
computer information. She e
a chair and a work surface lOequire
those parts of the work _that 'rles
either writing or accessing fi th.er
We always research what (s)tpal ideas
people are doing: if you can na;elY in
it's usually cheaper. Unfc;rture i
this field there are 'ew‘mat;at's
stealing. One of the things m supplier
happening is that nearly eveking e
of equipment is quietly breamore
terminal into two pieces, Drr\ode ay
usually into three—the cat lactronics
tube, quite often a box of ed -
hidden under the table, an e think
keyboard. But they never s€ ol have
about who's using it. On sor:;k 10 568
to practically break your n:ers. i spite
the face of the tube. On ot FyoL mig ;
of the fact that they look as 1to el rid 0
be able to adjust the scree'ne Sctually
glare and reflections, they ;r;hines for
completely fixed. Good masigned for,
the type of work they're de’s Soing tob
but not for somebody who
using them all day long.
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to give the operator the feeling that this
is her work station and that somebody's
thinking about her, while at the same
time meeting all the efficiency require-
ments, calls per hour, and so on.

In effect what we've come up with is
something that's really more than just a
toll operator position. The same thing
can be applied essentially to any termi-
nal at which people are going to spend
a long time.

I'd like to have gone on to the work
community and the job, butone of the
requirements if we are to do innovation
like this in Canada is to sell to at least
one other major market—in our case,
the U.S. We have competitors there
who have a perfectly good piece of
technology; we have a slight cost
advantage, but we'd like a real margin.
So while I'd have liked to try to meet the
requirement of the job itself, since we
wanted to sell to literally several dozen
different customers, each of whom has
a union problem, that was beyond us at
this point. | think we could still get back
to it, though.

By taking what is traditionally an
engineering product and adding to it
some human factors, we can take a
product that is very prosaic in many
ways and give ourselves @ competitive
edge in a market that has traditionally
been purely hardware oriented. We
have now penetrated the U.S. market,
the first of these has been sold to
Juneau, Alaska. We found that we
could anticipate problems the customer
is going to have and in effect extend
the life of the product. Clearly anybody
who continues to try to build the

uninspired type of terminal is going to
have union problems in another three
or four years, in fact they're starting in
some parts of North America Nnow.
Another thing: traditionally these
devices are sold to the engineers of
telephone companies, they're sold on
cost of ownership, which involves
economic analysis, and there are diffi-
cult communications problems. By
introducing quite different concepts we
have found a way of communicating
with the rest of the people in the tele-
phone companies, who aré usually
quite important in the selling of equip-
ment. We've been able to communicate
with them in a way we've never been
able to talk to them about pure techno-
logy. The whole basis of this game of
marketing and selling is promotion. By
enclosing puré technology in what is
basically a wrapping of design that
solves real problems we've found a
very good way 10 get somebody listen-

ing.
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The two illustrations below show the final

of fo
ur use space economically, TOPS unit—not only functional but a
friendly, personal environment for the operator.

€ no more room than the old office.

The ty
O illustr
ing usters ations below show how units

in fact tak




A. Rolph Huband, a University of
Manitoba graduate in commerce and
law, ran Hudson's Bay Company's
corporate identity program in 1964-
1966 and is its public relations
manager as well as its Secretary.
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Corporate identity
program

A. Rolph Huband

Let me give you my definitions of two
overworked and misunderstood
terms—corporate image and corporate
identity.

Corporate image is the broader of
the two, being the sum of all the impres-
sions made on the public by a
company. These include impressions
made by the layout of its advertising,
the cleanliness of its buildings, the feel
or smell of its products, the prices of its
products, the friendliness or surliness
of its sales people, the noise of its
trucks. Many of these elements are not
totally controlled by the company itself.

Corporate identity | define more
narrowly as the system by which a
company identifies itself to the public;
in other words, the design of its
corporate name and the way it is used.

The corporate identity system, which
is one element of the corporate image
that can be totally controlled by a
company, has an important effect on
the total corporate image. Companies
that pay attention to their corporate
identity systems quickly realize the
importance of design not only in
corporate identification but also in all
the other elements that go to make up
a total corporate image. In other words
a corporate identity program estab-
lishes a favorable climate for the intro-
duction of good design into a broad
spectrum of corporate activity.

Based on our experience at The Bay,
my advice would be to have a close
critical examination of your present
corporate identification system, to
determine whether it is presenting a
corporate look which is clear, forceful,
unigue, and appropriate. If it is, the
odds are that the design function is
playing a key role in your entire
corporate communications program, If
it's not, | recommend it as the place to
start.

‘Hudson's Bay Company went through
the trauma of a full-scale corporate
identity program almost ten years ago.
Here are some of the results. The
letters HBC are very well known in the
Canadian North, where they are taken
to mean ‘Here Before Christ.” Our
problem in 1964 was that our corporate
identifiers looked as if we had been
there before Christ.’
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i Tudsons Bay Company
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‘Having designed this package we had
the problem of implementing it—in

print advertising, on wrapping mate-
rial, on shopping bags, on our exterior
signs, our vehicles, and on all our
various forms and stationery. All this
occurred in 1965. The program permit-
ted us to do other things more easily and
encouraged greater emphasis ondesign
throughout the range of our activities.’
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Theodore Levitt is protessor of
business administration at Harvard
Business School and the author of
nearly 100 articles and five

books, including the best-selling
Innovation in Marketing.
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The marketing approach

to business success

Theodore Levitt

Do you know who poor Mr. Chester
Woolworth was, God rest his tormented
soul? Chester Woolworth was president
of the Animal Trap Corporation of
America of Lititz, Pa., the company that
made a larger variety of traps for
animals than any other company in the
world,

Every time Mr, Woolworth went to the
country club to have lunch someone
would come up and say, 'Hello,
Chester. How's business?’

And Chester would say, ‘It could be
better '

And as surely as the sun rises each
morning somebody would say. ‘Well,
Chester, make a better mousetrap and
the world will beat a path to your door,'

Finally, he decided to do just that,

He was a marketing-inspired
Manager, and so he hired designers
and market reésearchers and people
with great academic credentialg who

kinds of prizes, telling them,
better mousetrap so | can

for a nickel. Now you might say, Tth:;z
a hundred percent increase,’ buti gl
beautiful: it had beautifully sculpt; e
lines, it was safe, the mouse loved It,
and it was humane. o
Chester Woolworth stayed awar fro
the country club. He got the_fact'.‘;gple.
started, he got sales promot:onlgd o
got the advertising agency star :ioh 45
the jobbers who handle dlstrlbu_(Jr
the hardware stores and the maj <
retailers started. Then he sat ?22
eagerly rubbing his hands for )
awaited results to take to the co Lo
club. He waited and he waited agxcept
waited, and nothing happened.
that he lost money. .
Finally, furious, he asked, V‘:haf
happened? Whoever gave tha S
advice—'build a better mousetra s
the world will beat a path to your S aion
The answer, it turned out, was
aldo Emerson. :
W'V\?ell,' said Mr. Woolworth, rﬁ;rﬁy
great transcendentalist he ce 5
was a lousy marketing coqsulfﬁt slell’? i
What happened? Why didn t_ Ie v
was better, it was more smracn\::| fhe
a nicer margin for the trade, an pened
price was reasonable. What hap
was very interesting. ofe
aCc:;mteyv.ﬂ.rith me to the home, orugteth
where the real people are. Ge?jay 1
comes home at the end of the ot
instead of the usual cheerful thic.
from his lovely wife, she's S%a:orge.
Sputters: ‘George, George, v S
there’'s a mouse, a mouse in VY
She's very excited, very torturietéd s
animated. George gets her (:‘l; Ve
finally after supper he goes St
hardware department in the Oe Ha
discount store and brings hommouse-
new, contemporary, beautiful
trap. : et
; 'pMary.' he says, ‘look at mls'-?:.at's
somebody’'s made a mousetrap
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Something people buy ”

What is the condition that has to be
fulfilled for people to buy? What they
buy is not just functionality, as we
know. You take two packages of after-
bath dusting powder, put oné ina
beautifully designed paisley box and
the other in a sardine tin, put them on
the shelf with the same brand name on
them, the paisley box priced at two
dollars, the sardine can ata dollar fifty,
and underneath it says, ‘These two are
certified to be the same by the Ralph
Nader Institute of International Stan-
dards,' and which one is Mary geing to
buy? Two bucks, it must be worth more.

OK, we'll make it two bucks for the
sardine can and a dollar and a half for
the paisley. Which one will she buy?
she'll still buy the paisiey.

What's the product? The productis a
communication between what's in
there and what's in your mind, with all
kinds of complex associations.

We all make some decisions on the
basis of externals. It's a way we
minimize risk. It's a way we maximize
our sense of achievement, our sense of
worth. A product is not just what's
made in the factory, it's something
people buy, and what they buy and
what they see is a transaction between
them and it. Where does this lead us?
We're saying the product is @ transac-
tion. It has a lot to do with functionality,
to be sure. We had great functionality
in the mousetrap, but it didn't work. We
had identical functionality in the
dusting powder but differences in the
packaging. People aré funny. They
follow the Harvard Law of Animal
Behavior, according to which, under
perfectly controlled laboratory condi-
tions organisms will do as they damn
well please.

What's the pro
symbol of contempor
The week that General Electri

duct? Take IBM, the
ary technology-
c opened

its appliance park in Louisville,
Kentucky, which was the first factory
that was controlled by a computer
(Univac), IBM executives in Armonk,
New York, had a big report in front of
them which asked the question whether
IBM should get into the computer busi-
ness. That's how far behind IBM was,
and how the biblical injunction has
come to pass, 'The Jast shall be first
and the first shall be last.’

How did they get to be first when
they were sO |ate? Do they make a
better product? The Univac salesmen,
bright, cheerful, the wave of the future,
used to go in to see the treasurer of a
big oil company and they'd pointtoa
huge room full of people adding and
subtracting, making out the payroll,
keeping personnel records—the white
collar proletarlat—-and they'd say, ‘Mr.
Treasurer, you see that? We've going to
get rid of all that. No more mistakes, N0
more personnel problems, no more
masses of people to manage. The
computer will do it. Fast. Accurate.
Reliable. That's what it will do. The

future is here.’
The treasurer would say,

very interesting.’
What was the salesman offering? He
was offering liberation. But what did the
treasurer hear? He heard the salesman
calling him obsolete. He heard himself
being called old and behind the times.
When the boss called the treasurer
and said, 'Harry, |'ve been reading
Fortune magazine about computers,
what do you think?' Harry replied,
\We've been studying it very carefully,
we've got a task force operating, and
just as soon as we're sure all the bugs
are out you can be sure that this
company will be among the first to have

it.'
And what was 'soon’ to him? Some
time after retirement. It had taken him

‘Yes, yes,
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“Can we ruin something

in the field that we create in

the factory? Obviously ”

all those years of mastery of present
tasks to reach hig present job. He
wanted to go out in a blaze of glory, not
to be shot down in flames. He'd heard
the problems People were having with
computers, and he was not going to |et

' some apple-cheeked young technocrat
stampede him into oblivion,

The IBM salesman offered a different
product, not obsolescence but an
Opportunity for a man to learn some-
thing. He didn't talk about getting rid of
People; he offered training Services,
reassurance, Programs. Not that
Univac didn't offer them too, but it
talked aboyt heroic Possibilities which
frightened the Poor treasurer.

What's the product? Is it stjl| 5 trans-
action? Can we ruin something in the

ance, then the salesman alsg

Communicates Something through how
he presents it.

Or take g differen
Take McDonald's h
America's contriby
arts. What is it that

tkind of situation,
amburgers—

tion to the Culinary
works there? | talked
about a product being something that'g
a transaction that people experience,
more than the design itself. McDonald's
success is the industrialization of the
service business. They've designed the
store not as a store but as a factory,
And like all good factories there is no
option given to the counter man, He
can't make chopped steak, he can't
make chopped liver, he can't put a
square pickle on because they don't
give him square pickles, he can't shape
the patty the way he wants to because
he only gets it one way. He's got to
make the french fried potatoes in a
certain way because they won't work
any other way. That place is a factory:
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the factory in the field. The place is
designed in such away it's always
Clean, it's always fresh, and the clerks
are never harrassed. What's the prod-
uct? The product is consistency, clean-
liness, reliability, friendliness, and
speed. A lot of that Corporation's
success comes from automating a
factory out there that gives speed ang
reliability at 5 modest price.

What is a credit card but the substity-
tion of a capital-intensive device for a
labor-intensive Procedure? It used to
be that when YOu wanted to buy some-
thing you had to tell people, ‘I'm
honest, | have a job, I have a
mortgage,’ every time you had to go
through a credit check, or you had a
charge account at Simpson Sears and
they checked on the charge account,

There was a lot of Personality destryc-
tion involved, i

€re are a |ot pof things that can be
~¢aboutin connection with the

‘What did | buy anyway? Term? Wh:; S
term?' He doesn't remember Whatuage.
bought and he can't read the |agg
If they just wrote him a letter an ot
thanked him for the policy, half a Ydoing
later, and said, 'Your insurance .'?
fine, it's building up, remember it sant.
term,’ and explained what term rr:em'EI
...What's the product? He doesne s
he has a product at the end of tI; y
no benefit any more. He drops i 'ated
Design can be easily contam;:(hy i
by all kinds of things and that ﬁnd 4
very important to have some Ki e
sense of what the world is at::ogt;ple
Minneapolis some years ago p il
looked at the charts of per-caprlng.
consumption. They were prunlgiss o
People were baking] c:?kes e
Why? Calories. Why else? L
Tzey went East to an ‘authonr::‘j;'p_
told them, ‘The reason ﬂqur c:od0 At
tion is declining has nothing “s)s
people's weight consciousne se. it
nothing to do with heart dlseoagéssert?
stop to think. What is a cake? i
Cake is not a dessert. A cakedmg grad-
bration. An anniversary,_\?redlso a‘
uation, promotion—and it's @ W
reward. The woman fge!s warhe
loving toward her family, so Shas
decides to bake a cak_e, Shﬁe b
and figure out the recipe, 5 s o
around, and finally puts itin v ahe
350 degrees for 25 minutes, e
puts it in 250 degrees for 35 i
She's full of anxiety. F'rnallytiihe e
they clean the table, get ou i
plates, extra forks. She goesohs A
kitchen and brings it out.'Oghe s
aahs, Father's got to cm_Jt rt'Aﬂer i
there full of apprehension. hranhe
there was a little crack in it U\;e onders
covered up with icing, andgimmegrate
if the thing is now going to s
at the first slicing. She's en e
relieved when it comes out W

to find

per
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great,’ what's she going to say? 'Yeah,
| got it from a factory in Minneapolis'?
It's not her's. Give her a chance to do
something, to contribute something.’

‘What should we do?'

‘Look, take the eggs out. Let her add
the egg. What is more feminine? And
just to be sure, let her add the milk,
too.'

They did all this and then advertised:
‘Just add milk and eggs.’ And that's

when it finally took off.
What's the product? The product is a

cluster of value satisfactions. Engi-
neering is important at the factory but
only so far as it responds to the
customer's needs and problems, anda
lot of it can be researched. But a [ot of
it you already know. You just need to
think about those interactions. And
that's where marketing comes in. The
difference between marketing and
selling is very obvious. Selling tries to
get rid of what you have. Marketing
tries to have what you can get rid of.
And that's not casuistry. Selling is inter-
nally oriented: ‘What can we do to get
rid of things, how can we get rid of what
we've got?' Marketing is externally
oriented: ‘What should we make that
we can get rid of?'

So when we say design we mean the

whole package of customer-satisfying
benefits, and it raises the question very
often as to who the consu mer is, who
the customer is. In 1961 the building
controls and components group at
Honeywell did something very
dramatic. They make heating and air
conditioning thermostats, and they do a
major part of their business in replace-
ment controls, which weré sold to
heating and air conditioning distrib-
utors who then supplied plumbers and
other installation repair specialists. At
that time Honeywell's product line
consisted of nearly eighteen thousand

separate catalogue parts and pieces.
The company had four thousand
distributors, but the distributors
couldn't afford to carry that big an
inventory—and if they didn't have your
parts, distributors wou |d sell somebody
else's. So Honeywell had one hundred
warehouses around the country. Ifa
plumber came in and wanted a particu-
lar part and the distributor didn't have
it. he would sell it to the plumber
anyway and then run over to the
warehouse for it. So the eompany,
Honeywell, was maintaining the inven-
tory for the distributor in a hundred
places at tremendous carrying costs,
and the distributor was carrying very
low inventory. In 1961 Honeywell made
a daring move. They announced what
they called a trade-line policy. They
decided to close up all one hundred
warehouses; all parts would have to be
stocked by the distributors. The original
equipment, however, they had first
redesigned into three hu ndred stan-
dard parts, interchangeable not only
between the various items in their ther-
mostatic control line but with their
competitors' parts. They knew that their
distributors were carrying competitors’
products anyhow, that's the nature of
that business. Each new package was
carefully labelled, not only what the
part was but the competitors’ part it
would replace or would fit. The people
at head office had absolute fits: 'You're
going to mention competitors’ parts on
our package?' By closing its
warehouses Honeywell obviously
shifted the inventory carrying costs to
its distributors, but instead of putting
new burdens on them, the new product
line with its interchangeability actually
enabled the distributors to carry
substantially lower inventories. Not all
distributors were persuaded that this
would work, and a lot of them dropped
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“How do we get customers

and how do we keep them? We don’t
sell products, we buy customers ”

the line, but in g very short time Honey-
well's replacement market share almost
doubled, its original equipment share
rose by nearly fifty percent, and
whereas it had four thousand distrib-
utors before it now had nine hundred,
and those nine hundred carried almost
all of its distributor product line. The
inventory carrying cost for Honeywell
Wwas cut to zero, sales for the distributor
were vastly increased, the amount of
inventory space they needed was
substantially lessened.

What was done there was that the
Product was designed to solve the
problems not of the consumer out there
but of the customer in the trade, to help
him with his business problems: reduce
inventory, speed his delivery, give him a
greater range of ways a given set of
Products could be used. So that's
another example of how, if you think in
terms of the tota! mix, some extraor-
dinary things can happen,

The purpose of a business is not to
make money; that's trivia|, You wouldn't
say the purpose of life is to eat, Eating
is a requisite of life, ang making money
is a requisite of business. If you don't
make money you're dead and gone, §g
what is the purpose of 3 business? The
operational, functional definition js: to
get a customer and to keep a Customer,
Then you've got to ask, ‘What gets
them and what keeps them?', which
forces you to thint_c of a business asa
process of satisfying thg People out
there. It forces you to think, whether
you are a designer or a mgrke!ing'

rson, of what the decision-making
pe t there is. How do we get
process ou keep th

how do we Keep them?
customers and 2 What are they
How do lhey behalve. s Il'ke? What are
like? What are their live h tview
e roblems? In tha
their business p buy custom-
we don't sell products, we offer
them with what we
ers. We buy
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them. We try to organize the strategy
and the structure of the organization
and the way in which the organization
operates for that specific task of getting
and keeping customers. And that
emphasizes the profound difference
between marketing and selling that |
have spoken of, Selling tries to get rid
of what you have, marketing tries to
have what You can get rid of, to get
People to want to do business with you,
We can go after different segments.
We can go after the Volkswagen
market, we can go after the Rolls
Royce market: knowing what you want
to do becomes critical when there are
different ways. |f you don't know where
you're going, any road will take you
there. And the marketing view demands
an active recognition that in a world
where so much is alike—computers are
alike in many respects, wheat's alike,
flour's alike, table Cloths are alike,
microphones are alike,

10N after Iuncl; Mr.
n |ntarasting and impor-
N. In desigp, he said, we

talk about process and function. Th:er:s
are design decisions which are prohat
decisions, where we're d’SCIdlng ;”we,re
we are trying to accomplish, whaiom_
trying to project, what kind of cui‘»f

ers we want to talk to, what kind 0 e
functionality we want to build in, Wing
kind of costs, what kind of pgcka?retén
what kind of storage, what kind ic:age
help we want to put into the pac a0
These are questions which h_a\'e

into the design dec#sion-makmge P
process. And lots of people ha:uldn'i
thing to contribute and they sh pral

all contribute the same thing. EV 9
body has different functions. Tl‘:; ol
what the process is about—to g - some
that into the cauldron and stir it Ions
sort of creative, reasonably_f resr?at
fashion, with the presumption t ire
we're going to get and keep ?“ks e

at some acceptable level of ris "ded n
execution of what has been detctlo imit
the design process, if you_\wﬂf’:t Fas

it to that, is a design functlop.' S tacl
nothing to do with procgss. itgcredits-
nological thing, like debits and tion I8
That's function. | think the dfst;rr:e

a profound one. The only way pri?
distinction can really operate In \° .
ferment of creative, responsible overy-
ness is to create a sense amC:';% we're
body in the organization of w' e
trying to do; create a sense 0 various
external, think about peop_le athink
different levels of dismbumnéesignef»
through what's going on. As o

don’t simply ask, ‘What's a nges the
design?’ Ask instead, '_What o Bring
consumer want?' Get mvolve_sﬁes
yourself into it, think what ST:abOU‘
people, so that when you ta that are
design you talk about thmgskeep

likely, ultimately, to get and
customers.



Wilson Southam worked in newspapers
and television and taught at

Ottawa’s Carleton University

before becoming president of Cox
Systems, a company specializing in
design for dental health services.

Reconciling ‘freedom’ and ‘authority’
in design project management

Wilson Southam

Design is a process. For me the idea
that somebody is a ‘designer’ should be
laid to rest.

There was a time when the craftsman
who knew his materials and his custom-
ers would tentatively experiment with,
say, changing the angle on the front
wheels of a wagon and this sort of
mutation met the needs of the commu-
nity very well.

Later on we moved to another phase,
having discovered that the business of
modelling a variey of options in hard
materials was endlessly time-consum-
ing—if you have ten products or
components and ten possible changes
you've got ten thousand million (10'°)
options to examine—and it was realized
that you could perhaps see the thing
whole in outline and flip through a
bunch of alternatives a great deal faster
than the craftsman could.

That phase was dominated by
drawing. Out of it came the mystique of
the designer—the architect or industrial
designer who understood this mysteri-
ous process. Many of us are still suffer-
ing from the idea that designers are
long-haired people who are difficult,
who can’t explain what it is they think
they are going to try to do, and who are
given to over-running the budget and
the time schedule. And | think it's for
this reason that many of us approach
the suggestion of the Design Council
that there's a new miracle in industrial
design with a good deal of skepticism.

| would like to take you through a
couple of specific models we use
ourselves and show how we try to
identify areas of need before the
consumer does because the lead time
is now such that if you wait for your
customers to tell you what they need,
somebody who's a lot sharper than you
will probably be there already.

We try to get through the three very
different—and difficult—phases of the
design process by adjusting our life
style to each of them.

There is the first stage, which J.
Christopher Jones has called diver-
gence, This is where you might search
the available literature, to find out what
other people are doing. It's the stage
where you might stretch your imagina-
tion by using techniques like brain-
storming or synectics. You might try to
establish theoretical boundaries or
limits to the problem and then work
back in. You're exploring the size of the
field, taking as fast and effective a look
around as you can to find out what
might cancel out what you are doing.
You are trying to reduce the cost of not
noticing a harmful side-effect or some
insuperable problem in what you are
about to do.

The next stage is to try to get a defini-
tion or a shape to the problem that you
are going to be working on. You're still
not drawing it in detail, you're talking
about properties that might be in the
solution. Jones calls this the transfor-
mation stage. When the consumer and
other users see it will they perceive it as
having a fresh utility, an honest but
fresh esthetic? Will they be able to live
with it? Will it augment the best side of
their character? | accept the concept
that to design is to initiate changes in
man-made things. We look at some
future change in human behavior or
human satisfaction and we work back
from that need, exploring all the options
widely in the first stage and then in the
second stage considering properties
we might want in the solution.

The third stage, which has a totally
different life style, is a hard-nosed,
ruthless, logical, driving stage where
you create the new product or service.
Jones calls this convergence.
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- . . long-haired People who can’t

explain what it is they

think they are going to try to do

In Cox Systems there are only about
fifteen of us involved in the design
process. If you have g common set of
goals that you have really all partici-
pated in making and you're infused
every day with some sense of mission
and if you are absolutely clear that you
are serving those goals and not author-
ity figures in other people, you can get
on with what matters, you can decen.-
tralize a whole lot, and the stress levels
will go down and the output will proba-
bly go up.

Apart from the ability to mode| things
abstractly in time ahead, it seems to me
that the design team will have to be a
multi-disciplina team within your orga-
nization, sp that marketing doesn't
have to stand aside and watch fifty, a
hundred, or two hundred thousand
dollars get Spent without being able to
say ‘Hey, that won't work because,
There has to be afinance input, or
general management input, and g
marketing input and a production input
and a sales inpyt. staying in touch.
channeling the expertise of the group,
at appropriate points asking for the
exposure of ideas to wider groups so
that we do not follow fi

alse trails that we
could have been steered off by a simple

observation or piece of knowledge from
inside our group. And if you want to
remedy the elitist tendencies of the
designer, a great wayto do it is to pyt
the design people and engineers on the
marketing team, as we do. They go out
and install the product. They cope with
the reality that what YOu are making hag
no value unless the customer can
perceive it, and they learn something
about the communication problerp.
That means less design time, but it
means a lot less arrogance when they
get into the design process, a lot more
real understanding based on personal
experience.
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Four Goals of the Cox Systems Group

To develop the finest health services
delivery systems company in the world

To develop our group to support L, rk
Personal satisfaction ‘living’ and ‘growing’ at wo

To increase autonomy and leverage

by using resources wisely

To contribute to long term public

interest in a ‘good’ way

_—#

It was Charles Eames who suggested
that the designer does not need to
Compromise but he must recognize
constraints, |f your firm's doing five
million dollars a year and it's in a partic-
ular technology it may not be able to
orious solution in a new
1 Or not for a few years. So
list the Constraints, note the boundary
conditions of the problem,

Here is a Summary of our foyr main
goals. They help us ask ourselves
daily what we are doing with the
moment.

To develop the finest health-services

delivery systems Company in the world.
!f You hand that abstractly t

e
a question are greatly reducec‘i;(;:’o
number of times you wouldlha {5 drive
push or create distance tryll'(ljg Sad
that team somewhere are redu 2

To develop our group to SUI:‘F:’
personal satisfaction, living :r
growing at work. Not only yfotrust‘ B
designer needs a climate 0 iy do their
climate in which people rea ynder-
best to be appreciative emdtﬁer o
standing. We all came togeI ing inter-
reason. Why destroy it by play
ersonal games?

: To Incrgase autonomy 8“Of course
by using resources wisely. Cwee
you get to that one, but | thm_ust 5
got to stop writing our gqalstlc1 have 1o
terms of profit. We're going rgins an
go back to saying that the maturn o
cash-flows we require, the reare going
investment we'd like to have.ne hell of
to be a by-product of doing 05 who are
a job for all the human bea"gctivity. .
going to be involved in our ofitis @
we recognize that making a pthe job
necessary condition of dol_ﬂ_‘.?ti has to 10
but the essence of our activity

d leverag®



“What you are making has

no value unless the

customer can perceive it ”

with the human interests involved with
what we are doing in business. It has to
do with values. It has to do with
mission.

To contribute to the long-term public
interest in a good way—and in a chang-
ing world that generates long check-
lists of things you really can’t morally
do to other people even if they’'re
prepared to pay you for it.

Design is not any longer just mutat-
ing—although there is an aspect of that.
Design is no longer a mystical thing
that is the property of elites who can
draw.

Despite the fact that we can't get
money from the PAIT and IDAP
programs at all until we can tell them
exactly what the product is, design
does not start by naming a product. It
starts by understanding a set of vari-
able factors in a future situation, identi-
fying something that is both moral and
likely to be wanted by human beings,
and then working back to whatever mix
of software, hardware, paper, human
services, and so on will cause that to
come into being. And all that is part of
the design process. Taking our case,
we say, look, there’'s someone out
there, he’'s called a dentist, he’s going
to be the client, and he's part of a
health service delivery system that’s in
a mess. He's burdened by change, he
can't even read the literature any more,
the attitudes of his staff are changing,
he's interrupted over half the time he’s
consciously trying to work, he has the
highest death and suicide rate of any
protessional, and fifty-five percent of
dentists report they are doing more
than they'd like to to try to meet the
§hortage of dentists. What we like to do
IS meet him: the right dentist in the right
place at the right cost. But how are we
going to get in touch with that man?

Area Team Approach to Marketing

An area team reviews changing needs of dentist at each step of the trip.

Dentist

Designed series of

Dentist

interfaces each step

EComplex Roles

EChange Hinvite
Hinterruption BQuestion
BStress EConfirm
mOverloaded HHelp
HHealth EFollow up.

Flitering: the careful
process by which you
attempt to avoid 'selling’
anyone on the systems
approach if there is reason
to believe the result will be
less than deep satisfaction.

Tracking: Keeping and
using relevant data on
dentist and dealers,
dentistry and Cox status.

Staff/Dealer
Patlents/Public
Family/Friends
mSatisfaction
WHappiness
BHealth
EEnergy

Marketing: All those inter-
face activities designed to
produce lasting satisfaction
of customer needs; whether
consciously or uncon-
sciously felt.

That's a design problem—a marketing
and design problem. We try to be sure
that that dentist has some sort of
perception of us. If he does, he's going
to have a whole lot of little interfaces
with our reputation—maybe a piece of
paper, maybe a meeting where one of
our team is using design graphics,
maybe a radical-space open-plan
dental office. Marketing is all those
interface activities designed to produce
lasting satisfaction of customer needs
whether consciously or unconsciously
felt. And | don’t think a self-centred
marketing approach that’s centred on
profitability is going to lead you to that.
| think you start with some very
carefully considered people-oriented
attitudes and then see how you can
arrange matters so that it gives you that
twenty percent return on investment
after expenses.

If we can get a group of people with
the appropriate abilities together and if
we can think calmly enough and learn
how to communicate without turning
each other off, we may in fact be able
to model a future in which there is some
pressing need on the part of a group of
clients or consumers that we already
know are well able to pay properly for
this sort of work.

If all that was happening mystically in
my head there could be no group activ-
ity. In the design-by-drawing stage, you
didn’t know what was in the designer’s
head, you waited for the output.
Nowadays as well as modelling there
are a number of methodologies—
Critical Path, PERT, and so on—to see
if you're looking at time and resource
frameworks from a common viewpoint.
Unless you want to be pinning down
that designer all the time, he has to be
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Goals Defined As Priority Action Centres

The Patient

Population
Field

HC = Health Communication
HS = Health Screening

able to perceive this shape too. Ang
that means you and he are going to do
some giving and taking to geta
common shape. This creates a direct,
logical approach to spinning off prod-
uct definitions and properties, accom-
plishing the work to be performed,
finishing the design.

Now for historical reasons, some of
which have led to a system that isn't all
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Reception Chairside

Dental Societies, Academies
and Study Clubs

4———\

<

Licenaing

Treatment Health
Assistant Lab b

DT = Dental Treatment

Technician Technician HL = Health Learning

that good, there are People licensed to
be dentjs +they are expensive, there
aren't enough of them, ang now we
have delegation to Para-dentg| People.
Ng awareness of the

ull health instead of ‘|||
ck.' There's 5 growing

t health Services are the
Zens. There's the entry of

Conviction thg
right of a|| citi

nies,
e de of

overnment, insurance compant
gnd unions on the prepaymi;’"::;
the field. You can go through e
different areas and make ahat There's
longer list of change than t tion on the
a general treatment orienta Butwe'ré
part of a professional gfou':nt of
saying the dental el1§|"if€”"""i_'t must be 2
tomorrow not only will be b



The design team’s aim was to create
an environment for the ‘reclining
patient’ form of dental surgery that
would permit use of auxiliary teams
in support of the dentist, so that
many more patients could receive
treatment and care at a constant or
reduced cost. The resulting modular
elements will fit any office.

centre of health communications. They
will not assume that we know the
benefits of endodontics and health
learning and other things. They will sit
down with us, as every businessman
knows you must do where you don't
have a monopoly, and they will
Communicate with us so that we can
Perceive what it is they have to offer.
We say there will be more screening in
the dental offices of tomorrow, and we
also say health learning has got to
grow. There's still a lot we need to

know, but what I'm saying is that the
whole activity of modelling this hypo-
thetically is design.

The essence of design, as | see it, is
self-disciplined utilization, charac-
terized by acceptance of constraints
and toughness on the part of the
design teams, developed through
common perceptions of how the activ-
ity will benefit the users, the people
who work making the products, the
people throughout the system. We are
tired of the idea that we are just
economic machines. We're not stupid,

we know we must be economical in the
use of resources. We are looking for as
much meaning and dignity in our activi-
ties as possible. If you can get a shared
perception of that then trust can rise
and a lot of the friction and game-
playing that has characterized the
relationship between design elites and
the rest of the human beings in enter-
prises in the past becomes somewhat
easier to handle.
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Highlights of the Conference

‘Design is part of marketing. Every
designer is a manager, and every
manager is a designer,’ says Simon
Majaro. 'A designer who does not
understand the marketing process is
bound to fail, . '

‘To design is to initiate changes in
man-made things," says Wilson
Southam. ‘We look at some future
change in human behavior or human
satisfaction and we work back from that
need.’'

‘Design decisions,' Says Theodore
Levitt, ‘are process decisions where
we're deciding what we are trying to
accomplish, what we're trying to proj-
ect, what kind of customers we want to
talk to, what kind of functionality we
want to build in, what kind of costs,
what kind of packaging, what kind of
storage, what kind of retaj| help we
want to put into the package. These are
questions which have to gointo the
design decision-making process. '

These comments are long way from
the view that ‘design’ means g more
than wrapping a pretty Package roung
what is coming off the end of the
assembly line. The designer i_s now
central to management's main
functions; the people in these pages,
from their various standpoints, explain

hy.
i Vi’here does design start?

‘The needs of the consumer are the
starting point, Majaro says; ‘the satis-

- the end of the
faction of those needs |§
ss.' To Southam, it starts by
pRas i f variable factors
understanding a set_o va‘ : o
in a future situation, identifying som
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thing that is both moral and likely to be
wanted by human beings, and then
working back to Whatever . . . will cause
that to come into being."

Levitt argues that ‘a product is not
Something you make in a factory, it is
Something People buy. If they don't
buy, it's not g Product.’ The same idea
is conveyed by Southam: ‘What you are
making has no value unless the
Customer can Perceive it

Itis not only the customer who has to
benefit, Majaro says, /| believe that . . .

defines as the financiers, the employ-
ees, the government anqd community,
and the Suppliers, as wel| as the
Customers. ‘The ess
Southam says, includes the Perception
of ‘how the activity will benefit the

the managerial process: it too startsh
with research and proceeds lthlfgn
the setting of objectives to operatio
and control. Levitt distinguishes -
between the design process, whlc:d
deciding what is to be produced, an o
the design function: ‘The executio b
what has been decided in thg de:sﬂéllt_S
Process . . . is a design functlon.f.]-ev
atechnological thing." In two of t’be
case studies the speakers‘ descri
preliminary explorations, Ine:ratureh
searches, the use of small or roug
cardboard models, then full-size |
models in wood and other mgterla :;s.ts
and inside and outside functlt:'ﬂ‘a't‘“ﬂIIY
before the construction of the firs s
engineered (usually hand-made) P
types. :
ya\enumber of speakers eml?hag'ezstmi
importance of being first. ‘With 7
2 [aline of furniture] we manage in
€ome in a bit ahead of the changE!.‘mu
the market,” Russell Warren say&;
can't do that by copying.’ He say i
retailers told him the furniture "L'gn
have a seven-year life. John Ef; T
describes his company's line iy
equipment as having ‘in some ¢ g
three or four year lead on our co s
tion.” Southam says his compan!;he
'to identify areas of need bt-:forec| Hie
consumer does because the lea =
is now such that if you wait for yoeed.
customers to tell you what theyn?an you
somebody who's a lot sharpef. Sl
will probably be there already.’ | Hing 2
Chisholm describes how in d?s::,.gfoun
new telephone switchboard, Wms g
that we could anticipate probleme C0,
customer is going to have anc'i e
extend the life of the product. tatyp-
Majaro analyses the life cycle ?hrough
cal product, from introduction
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decling. Maturity, and saturation to
o us? hat does the life cycle mean
MaXimize gfzstt_hqt we have to try to

OGUCrLit;s Still‘;;r;\:ii:r-oms while the
that s deef_bi Speakers make the point

"’lunicmgn of a product g
gﬂm Ry aast? Something about the
I,mgfarn,' Fi ell. ‘A Corporate identity
‘Shes g ¢, Olph Huband notes, ‘estab
ducy y Vorable climate for th.e int e
SPectry, J°0d design into a broadro-
t or {99 Corporate activity
ahe‘ es;?"age is. . . the sum of all
gac(,m 5 I‘;’\}S made on the public by
. ve §i m~0n arrf.'n says: '[Century 2]
me COUlg pg S animage | don't think
i el_hod, 5 Ve obtained by any other
theslgn as- 4 € believe new product
8 Sajgg "Oll?;znés;t?]ee” important to
Utin the fnflue: nelw product
c

Cusmmzrsprodlucts, our ;?;o:)?es. :;flcrl i

Ckan e
Who 'S only o
: escri ne of the s
t;kgn desig:fs how his com;F)): ra::: ?1?5
eneq ivor a‘:rs and engineers out of
the . 1S€rS] inzgrS: We put [our project
fhe: Uipmens ‘:ospnals working with
| ‘We's i
ifr? llow : S Often a5 \?vr;dc;h: - OTUI i
- : o

thO;:,he cu;{:i};:mts into the ho:;ffral
i Staljas: Fenvironm :
3:1?; re Ctig::zr;' and see for ?;;hfsl?\?:s
Engf‘ . Pyt thhe Customer.' Southam
Thatn:ers on thee,:esljgﬂ people and
= e arketin
inzahns A r,‘zll‘;ss design timgetet?:t] it

aseq o ptef:‘SOre real understand-

Onal experience.'
ce.

Majaro implies the same thing with his
comment: 'l think a design award
should be given only to companies
whose designs prove successful in the
market place.’

There is near-consensus on the final
purpose of designers and the rest of
management. ‘I don’t thinka. ..
marketing approach that's centred on
profitability is going to lead you to
[lasting satisfaction of customer
needs],’ says Southam. ‘| think you
start with some very carefully consid-
ered people-oriented attitudes and then
see how you can arrange matters sO
that it gives you that twenty percent
return on investment after expenses.’
Majaro describes the redesign of &
product to make it ‘more attractive
functional’ and adds, ‘The rest" 5
sixty percent increase in sales.
this is what design success mear:s.
And Levitt: ‘The purpose of a busin
is not to make money: that's trivial. ...
[But] if you don't make money you're
dead and gone. SO what is the purpose
of business? The operational,
functional definition is: to get a
customer and keep a customer. ...
Think of a business as a process of
satisfying the people out there.’

This is what design sUCCessS means.
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