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l. Introduction
There has been a huge paradigm shift in
the field of design in accordance with
the arrival of the digital economy. The
role of design has significantly changed
from mere product styling in the twen-
tieth century into a core business strate-
gy in the twenty-first century. Leading
business periodicals, including
Business Week, have issued special edi-
tions on how companies are trying to
find their own survival strategy by
implementing design and design think-
ing. This trend appears universal,
regardless of the industry, which can
range from manufacturing to service
sectors, including banking and finance.

An increasing number of CEOs show
strong interest in design management as
a strategic médium for facilitating a
design-centered business mind, boosting
continuous innovation, and sharpening
corporate competitiveness. In world-
class companies, such as IBM, Sony,
Apple, Samsung, and others, design-
conscious leaders have devoted them-

selves to creating a design-supported
corporate culture and to initiating
design management. For example,
Thomas J. Watson, Jr., former CEO of
IBM, stated that "good design is good
business" at the Wharton School of the
University of Pennsylvania back in
1974. Since then, he has enjoyed the
reputation as the successful CEO who
led the most explosive company growth
to date. Recently, Steve Jobs, CEO of
Apple, suggested that "design is the fun-
damental soul of a manmade creation"
and emphasized the importance of
design (Peters, 2003). Now Apple has
taken and maintains the lead in the
MP3 market with the innovative iPod
series. Even in the financial industry,
Raymond P. David, president and CEO
of Umpqua Holdings Corporation,
describing the connection between cul-
ture and design, said, "Our greatest
asset is our culture, but without the
design, it wouldn't work." With his
motto as guide, Umpqua banks have
been widely seen as elegant, boutique-
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like designed stores (Umpqua-speak for "branch-
es") with superior services, and the company has
shown a substantial and continuous growth.
(Freeze, 2005).

Despite the increasing attention across indus-
tries, academic research into the role of CEOs in
executing design management has remained
uncharted territory. The aims of this research are
twofold:

1. To understand the importance of the CEO's
attention to design management in facili-
tating design as a corporate strategic asset

2. To identify the actual role of the CEO in
successful design management exercises

The paper starts with a brief discussion of the
nature and role of the CEO, along with two
questions related to the research aims. In con-
junction with the first research aim, intensive
content analysis of the CEO's attention to design
management is undertaken. The CEOs in ques-
tion are those who lead companies that are
included in the list of the world's top 100
brands, and that win internationally renowned
design awards. Related to the second research
aim, three case studies of Korean companies are
undertaken to identify the CEOs' actual contri-
butions to design management processes.

2. The nature of the CEO, and research
questions
A CEO is the highest-ranking corporate officer,
administrator, corporate administrator, execu-
tive, or executive officer in charge of the overall
management of a corporation, company, organi-
zation, or agency (Wikipedia, 2007). The
Occupational Outlook Handbook (Bureau of
Labor Statistics, 2006) explains that a CEO's
general work is to establish a corporation's goals
and policies in collaboration with other top
executives, who are all overseen by a board of
directors. The handbook describes the personal
skills required to qualify as a CEO: an analytical
mind, communication skills, leadership, self-
confidence, motivation, decisiveness, flexibility,
sound business judgment, and determination.

A CEO plays the roles of manager and leader
of his or her corporation. Mintzberg (1973) pro-
vides a list of 10 roles that are common to the
work of all managers, from president to fore-

man. He divides the list into three
groups-znterpersona/, informational, and deci-
sional roles. The interpersonal roles include fig-
urehead, leader, and liaison; the informational
roles include monitor, disseminator, and
spokesman; the decisional roles include entrepre-
neur, disturbance handler, resource allocator, and
negotiator. Focused on effective leadership,
Nanus (1992) offers the four roles of leader-
ship—direction setter, change agent, spokesperson,
and coach. As a direction setter, the leader selects
and articulates the target in the future external
environment toward which the organization
should direct its energies. As a change agent, the
leader is responsible for catalyzing changes in
the internal environment to make the vision
achievable in the future. As a spokesperson, the
leader is the chief advocate and negotiator for
the organization and its vision with outside con-
stituencies. As a coach, the leader is a team
builder who empowers individuals in the organ-
ization and passionately "lives the vision," there-
by serving as a mentor and example for those
whose efforts are necessary to make the vision
become reality

Typical guidelines for a CEO's roles in the
UK, for instance, include running the compa-
ny's business; taking responsibility for opera-
tions and financial performance; providing clear
leadership; preparing and implementing strate-
gies, plans, and objectives; submitting and
implementing acquisition or investment pro-
posals; developing organizational structures and
succession planning; communicating with
investors and the chairman; and submitting
proposals regarding nonexecutive fees to the
board (Jenkins, 2005). On the other hand,
Wibowo and Kleiner (2005) mention CEO
duties that are defined as setting strategy and
vision, building culture, building good team-
work, and allocating capital.

McNamara (1997) divides a CEO's general
responsibilities or roles into five areas: leader,
visionary or information bearer, decision-maker,
manager, and board developer. In greater detail,
as a leader a CEO advises the board; promotes
organization and stakeholder change related to
organization mission; and supports motivation
of employees in organizational products, pro-
grams, and operations. As a visionary or infor-
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mation bearer, a CEO ensures that staff and
board have sufficient and up-to-date informa-
tion; looks to the future for change opportuni-
ties; and interfaces between board and employ-
ees and between organization and community.
As a decision-maker, a CEO formulates policies
and planning recommendations to the board,
and decides or guides courses of action in opera-
tions by staff. As a manager, a CEO oversees
operations of the organization; implements
plans; and manages the human resources of the
organization, as well as financial and physical
resources. As a board developer, a CEO assists in
the selection and evaluation of board members,
makes recommendations and supports the
board during orientation and self-evaluation,
and supports the board's evaluation of the chief
executive. Based on these five scholars, the CEO's
typical roles are analyzed in Table 1.

Focusing on executing design management
and in their role as visionary or information
bearer, CEOs in leading companies have appreci-
ated and advocated the power of design and
designers. For example, Mike Volkema, CEO and
president of Herman Miller, has said, "Design is
treated as a problem-solving and discovery
process. We overtly acknowledge design. It is val-
ued and does not exist in isolation (Beckwith,
2000)." Moreover, CEOs of small, high-growth
firms are deeply involved in design decisions in
their role as decision-makers (Dickson, Schneier,
Lawrence and Hytray, 1995).

Therefore, it can be claimed that roles for the
CEO may vary from patron of the design func-
tion in a company to a design decision-maker,
depending on the CEO's capabilities, attitudes,
corporate situation, and so forth. Two research
questions arise:

Table 1. Typical Roles of CEOs

Mintzberg (1973)

Figurehead

Leader

Liaison

Monitor

Disseminator

Spokesperson

Entrepreneur

Disturbance handler

Resource allocator

Negotiator

Nanus(1992)

Direction setter

Coach

Coach

Spokesperson

Change agent

Spokesperson

Jenkins (2005)

Running the company's
business/Providing clear
leadership

Communicating to investors
and the chairman

Having responsibility for
operations and financial
performance

Preparing and implementing
strategies, plans, and
objectives/Submitting and
implementing acquisition or
investment proposals

Developing organization
structures and succession
planning

Submitting proposals
regarding nonexecutive fees
to the board

Wibowo and Kleiner (2005) McNanwa (1997)

Setting strategy and vision

Building good teamwork

Building culture

Allocating capital

Leader

Leader

Manager

Visionary or
information bearer

Visionary or
information bearer

Manager

Decision-maker

Board developer
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1. How does the CEO's attention to design
and design management affect brand val-
ues and well-designed products in the
world's leading companies—those selected
to be among the 100 top brands by
BusinessWeek, as well as chosen to be recip-
ients of the International Design Excellence
Awards in 2006?

2. What are the CEO's actual roles in the
implementation of design management,
depending on his or her various conditions
in terms of company size, design team
positioning, and number of designers, in
Korea, this paper's eventual focus?

3. Content analysis of the CEO's attention to
design management ______

3.1. Overview
Content analysis is the quantitative and/or
qualitative analysis of a text document, and its
primary purpose is to identify patterns in the
text (Trochim, 2001). Content analyses are typ-
ically performed based on human communica-
tion, including books, newspapers, films, televi-
sion, art, music, videotapes of human interac-
tions, and transcripts of conversations (Leedy
and Ormrod, 2001). Through content analysis,
the themes or major ideas in the analyzed doc-
uments are identified clearly and described
quantitatively.

In this study, content analysis of the chair-
man's and/or CEO's letters in the annual reports
of the world's leading companies have been
undertaken in order to recognize their attention
to design or to issues related to design, including
innovation and branding. It focuses on CEOs
who get a great brand value and/or win various
design awards.

Annual reports, which may include the chair-
man's and/or CEO's letters, mission statement,
corporate governance statement, and financial
statements, are a good resource for investors to
use to learn about the corporate financial posi-
tion and future direction of a company. For that
reason, content analyses of annual reports can
be useful in understanding corporate strategies
and can serve as a primary or complementary
source of information (Bowman, 1984). In par-
ticular, the chairman's or CEO's letter in the
annual report is a status report for shareholders

and is also an opportunity to impress financial
analysts, suppliers, customers, competitors, and
employees. It captures the highlights of the pre-
vious year, while summarizing the firm's plans
and aspirations for the future (Jarvenpaa and
Ives, 1990). If the CEO emphasizes that design
plays a significant role in corporate strategy, the
CEO's letter may reflect that. For instance, Bob
Ulrish, chairman and CEO of Target, a large
retailer in the United States, mentioned in his
letter to the shareholders in Target's 2005 annual
report: "For more than a decade, we have been
focused on growing by design—leveraging our
design capabilities to deliver affordable, stylish
merchandise for our guests, while building new
stores at a measured and profitable pace—and
this approach has produced outstanding results"
(Target, 2006).

3.2. Research Process
For our content analysis, we sampled companies
from the 100 top brands of 2006 chosen by
BusinessWeek and also given 2006 International
Design Excellence Awards by IDSA. (See Table 2
on next page.) The first list shows the CEO's con-
cerns regarding design in the companies with
powerful brands; the second list can help explain
the relationship between good design output and
the CEO's attention to it.

The annual reports of the selected companies
were downloaded from the Internet. Both the
CEO's letter (or an interview with the CEO) and
the chairman's letter were chosen as the resources
to be used in the content analysis. If a company
did not release a public annual report, the CEO's
greetings or company introductions on the com-
pany website served as surrogate measures. In the
first list, companies with two or more brands on
the list were counted once and ranked higher. In
the second list, the companies with two or more
awards were counted as highly awarded compa-
nies. Companies from either list that had no
resources were excluded. Thus, the first list con-
tains 86 companies and the second list contains
64 companies for content analysis.

In order to capture the CEO's concerns and
perspectives on design, design, as well as words
related to design—brand, identity, innovation,
creativity, product, package, technology, digital,
website, consumer, experience, premium, and
quality—were selected. Similar words were also
considered—design including redesign, designer,
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and artist; identity including corporate identity
(CI) and brand identity (BI); innovation includ-
ing innovative; creativity including creative; tech-
nology including technique; digital including digi-
talization; website including web, Internet, and
online; consumer including customer, client, and
user; experience including service experience; pre-
mium including prestigious.

3.3. Results of Analysis
Eighty-six companies in the list of the 100 top
brands 2006 were analyzed and the results are

shown in Figure 2 (a) on next page. The list illus-
trates CEO concerns about design in the compa-
nies with powerful brands. Most CEOs thought
the development of new products and expansion
of the customer base were the keys to enhancing
corporate growth. Therefore, more than half the
CEOs mentioned design as a strategic tool for
corporate growth, or designers as valuable
human resources. By comparison, among the 29
companies that ranked first to thirtieth and the
57 companies that ranked thirty-first to hun-
dredth, it is obvious that the first group's CEOs
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pay more attention to design, brand, and most
of the selected keywords, especially creativity,
experience, and premium. Based on the correla-
tion analysis between design and relevant design
terms, we found that CEOs who were concerned
about design in their letters, tended to mention
creativity, digital, and premium.

The 64 companies from the list of the 2006
International Design Excellence Awards are ana-
lyzed and the results are shown in Figure 2(b).
The list illustrates the relationship between good
design output and the CEO's attention to design.
There is a tendency for CEOs from companies
that won gold medals to have a stronger concern
about design, brand, and premium. It is also the
case that CEOs concerned about design have a
tendency to name innovation, creativity, and dig-
ital in their correlation analysis between design
and relevant design terms.

Thirteen "companies were included in both
lists: GE, Intel, Nokia, HP, Samsung, Sony,
Siemens, Philips, Motorola, Kodak, Matsushita,
Johnson & Johnson, and LG. The CEOs of those
13 companies (represented in black bars in
Figure 3 on next page) are more attentive than
other CEOs (represented in light and dark grey

bars) to most of the keywords except experience
and premium.

Most of CEOs concerned about design,
counted brand, innovation, and consumer, as
well. In detail, the CEOs mention in their letters
that design is a strategic resource and innova-
tion-driven factor, and they have stimulated
their employees, stakeholders, investors, and cus-
tomers to understand the importance of design
and design management. For example, Intel's
president and CEO, Paul S. Otellini, states, "We
design our platforms and processors for core
market segments where we believe large growth
opportunities continue to exist: mobile, digital
enterprise, digital home, and healthcare."
Moreover, the CEOs emphasize the investments
in design and acknowledge successes from them.
For example, Gerard Kleisterlee, president of
Philips, mentions in his letter, "We made fewer
than seven strategically aligned acquisitions and
continued to invest heavily in innovation,
design, and the Philips brand." Satoru Iwata,
president of Nintendo, says, "Nintendo will con-
tinue to leverage our exceptional strength, which
is derived from the combination of our world-
class hardware design and our unrivalled inter-



nal software development teams, to accelerate
market expansion by creating software for an
ever-expanding audience, and intuitive hardware
like the Nintendo DS and the upgraded
Nintendo DS Lite."

It is clear that CEOs are increasingly repre-
senting their awareness related to improving the
design and brand value of their company.

3.4. Discussion
Based on findings of the contents analysis, the
role of the CEO in executing design manage-
ment can be divided into two conceptual role
models: initiator and supporter, as shown in
Figure 4. First, the role of initiator equates to
leader and visionary or information bearer in
McNamara's analysis (1997). Many CEOs act as
initiator of design management. They have rec-
ognized the importance of design as a strategic
resource and set a strategy and vision for design
management. CEOs of leading companies
included in the selected lists have appreciated
and advocated the power of design and design-
ers. Second, the role of supporter is a decision-
maker, manager, and board developer. As a sup-
porter, the CEO provides the environment for
the design team, respects their ideas, and is occa-
sionally involved in major design decisions.

In the following chapter, case studies of three
Korean companies are undertaken in order to
embody the two roles of the CEO—that is, as
initiator and as supporter—in various situations
related to company size and to design team posi-
tioning and size.

4. Case studies of CEOs' contributions to
design management__

4.1. Overview of Case Studies
In order to identify the roles of CEOs in design
management, three case studies of Korean com-
panies are undertaken. A case study is the pre-
ferred research strategy when how or why ques-
tions are posed, when the researcher has little
control over events, and when the focus is on a
contemporary phenomenon within a real-life
context (Yin, 2003). There is no single method
to conduct a case study, and a combination of
methods, such as interviewing and direct obser-
vation, can be used (Trochim, 2001). In this
research, the case studies were conducted using
literature reviews and in-depth interviews with
employees (including design managers) of the
company in question. The literature reviews
focus on each company's execution of design
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management and on the CEO's awareness of
design. The in-depth interviews with designers
focus on the overall situation of each company's
design organization and concentrate on the
processes of design projects, as well as on the
CEO's participation in these projects.

Based on the size of the design organization
and on industry sectors, three companies were
selected: Samsung Electronics, ReignCom, and
HyundaiCard Co., Ltd. Samsung Electronics,
which ranks twentieth in BusinessWeek's 100 top
brands 2006, is a manufacturer of various prod-
ucts. The current case study focuses on the
newly launched HD LCD TV, called the -
Bordeaux. ReignCom is a relatively new Korean
electronics and entertainment company; iRiver
is a representative brand of MP3 player manu-
factured by the company. iRiver was selected as
the most prestigious brand in MP3 players for
four consecutive years from 2004 to 2007 by the
Korea-Brand Power Index of KMAC (2007).
iRiver's U 10 and its successor Clix are the focus
of this case. HyundaiCard Co., Ltd. is one of
Korea's largest credit card companies. As a GE
Partner, HyundaiCard issues credit cards that
use alphabetical letters as their signature and is
famous for unique card designs and unusual
advertisements. In this research, new Corporate
Identity, the first alphabet card M, and the pres-
tige card The Black are our subjects.

4. 2. Samsung Electronics
Samsung Electronics is one of the largest com-
panies in the world. BusinessWeek (McGregor,
2006) ranked Samsung Electronics as twelfth in
a list of the top 100 most innovative companies
in a special report published April 24, 2006.
BrandFinance (2007) ranked the company the
number one global brand in electronics in
January 2007. One reason for upgrading
Samsung's corporate value is the collaborative
efforts of senior management to cultivate design
management. In 1996, Kun-Hee Lee, chairman
of the Samsung Group, initiated the company's
first year of design revolution to enhance
Samsung's design power. He also held a strategic
design conference in Milan, in 2005, to lead the
second design revolution to improve the emo-
tional quality of Samsung products. Meanwhile,
Jong-Yong Yun, vice chairman and CEO of
Samsung Electronics and the head of the corpo-
rate design committee, contributed to and main-
tained a creative working environment for
designers in the corporate design center. Yun
insists that Samsung will maintain its position as
a world-class corporation by focusing on design,
R&D, and marketing; he also claims, "Today's
increasingly style-conscious consumers demand
products that combine modern design with
optimum performance and functionality" (Korea
IT Times, 2007).

The Bordeaux LCD TV,
launched in 2006, illustrates the
president's direct support of
design. As a result of intensive
efforts to develop a highly inno-
vative product concept, the
design team made a design
mockup that had the visual
characteristics of a wine glass.
When the design team leader
presented the new design mock-
up with its two-piece, slim body
and high gloss finish, Geesung
Choi, president of the Digital
Media Business, exclaimed, "It
looks like a wine glass!" The
designer specified a thickness of
83 mm (ordinary TVs are more
than 130 mm thick) for the
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LCD TV, but engineers ignored the designer's
original concept in the name of saving money.
The thickness of the first engineering model was
120 m/m, mainly because they used the old
printed circuit board. Choi was disappointed
and said, "The design mock-up looks like it was
done by Milanese designers, but the engineering
model looks like it was done by Chinese engi-
neers." Then he persuaded the engineers to
develop a slim TV exactly as the designer speci-
fied. After this reprimand, a project team com-
prising mechanical engineers, circuit engineers,
marketers, designers, and others made the LCD
TV model even slimmer than the designer's
mockup. The thickness of the second model was
79.6 mm. Choi remarked, "If the designers don't
have support from the engineers, they can't real-
ize their vision." Choi's role in this project was
very different from that of his predecessors and
colleagues, who emphasized the price or tech-
nology competitiveness over design.

Owing to Bordeaux LCD TV's unique design
and high quality, Samsung has taken the lead in
the overall TV market since the first quarter of
2006. Samsung sold 3.6 million 2006 Bordeaux
LCD TVs and 1.6 million 2007 Bordeaux LCD
TVs worldwide by August 2007. In addition, the
Bordeaux LCD TV has won many design
awards, including the 2007 iF and the red dot
awards.

4.3. ReignCom
ReignCom is a typical small to medium-size
manufacturing company; it was established in
1999. Although it has advanced technology in
the high-tech areas of encoding and decoding
sound, the design quality standard of its prod-
ucts was not distinctive, mainly because there

was no design function in-house. Deok-Joon
Yang, then-CEO of ReignCom, decided to com-
mission Inno Design, a design consulting firm
working in both Korea and the United States, to
develop a new model. The decision was highly
rewarding, as the new model became famous as
a prism-shaped, flash-memory MP3 player.
These players became extremely popular in
2002. According to Yang, "We tried to fit our
technology to the design ideas from consultant
designers mainly because we didn't know how to
collaborate with industrial designers." For a
while, ReignCom was a leader in the MP3 player
market with highly innovative products jointly
developed by in-house engineers and outside
design consultants—mainly Inno Design.
However, indiscreet development of similarly
designed products and huge amounts of invest-
ment in shops and service centers resulted in
financial losses for the company. In 2006, Yang
decided not to commission Inno Design any
longer in order to reinforce his in-house design
function. He had two reasons: 1) to get rid of
Inno Design's somewhat characterless and
stereotyped style; 2) to create a distinctly inno-
vative style for the company and to establish a
corporate product identity going forward.

Currently, ReignCom has a corporate design
function of 10 designers. Four belong to the
concept planning team, led by Mun-Gyu Choi,
vice president and top manager for product
planning, developing new products, controlling
design concepts. Yang has consistently supported
the design team even though the company had
heavy financial losses, and he has asked the engi-
neers to do their best to actualize the designers'
original ideas.

40
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ReignCom has tried to incorporate a high
concept into its products; it aims to design its
products to be easy-to-use, innovative, well-dis-
tinguished, and qualified. U10 and Clix are the
result of this new approach. Ul0's concept can
be summed up as "simple is best" and "easy to
use." The concept planning team, in collabora-
tion with other teams, developed a new, intuitive
interface, as well as a slim but easy-to-grip
shape. Meanwhile, the price of U10 was far high-
er than competitors' products with similar fea-
tures and specifications because of the long
R&D period and insufficient supplies of new
components, such as 260 thousand color-QVGA
TFT LCDs. For that reason, a new model, Clix,
which evolved from the U10, was designed to be
slimmer and more sophisticated but cheaper.

Both products, designed and developed in-
house, have received favorable attention from
the media and have won design awards around
the world. U10 was selected as best MP3P of
2006 by CNET, and Clix received a CNET
Editor's Choice Award APR 2007. In addition,
ReignCom has begun to make a huge profit
again since the fourth quarter of 2006 (Table 4).

4.4. HyundaiCard Co., Ltd.
The origin of HyundaiCard dates back to 1967,
when the Diners Card was launched in Korea.
The Diners suffered huge financial losses and

merged into a Hyundai Motors subsidiary in
2001. After changing its name to HyundaiCard
Co., Ltd., the company needed to overcome the
difficulties of attracting new customers and to
escape from a heavy deficit among the big credit
card companies—Samsung, KB, and BC, among
others. Hyundai incurred big financial losses.

Ted Chung, who became CEO of
HyundaiCard in 2003, thought that innovation
and differentiation were significant factors in
surviving in the competitive market. The com-
pany motto, First in the Market, echoed in his
mind. Chung regarded design as the core ele-
ment in increasing corporate competitiveness,
and he has been a driving force in the develop-
ment of a new corporate identity (CI) and inno-
vative card design since his inauguration. A
Dutch company, Total Identity, was commis-
sioned to develop the new CI, which was
designed with a new corporate English and
Korean typography, "youandi," originally trig-
gered by the shape and ratio of a card plate. He
also commissioned experts to develop a series of
highly imaginative and unique advertisements
that incorporate art and humor.

HyundaiCard launched various alphabet
credit card services, including the M card and
The Black, which provide the customer with dis-
tinctive services. M refers to multiple and pro-
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vides multiple services, as well as accumulating 2
percent of individual credit sales toward a bonus
scheme. There are various choices in the M card
plate designs, from a mini card, a transparent
card, and a free-form card to a currency-styled,
multi-layered, and color-coordinated card to
meet each customer's preference. Currently, M
card holders number around 5 million and it
has become the largest single card brand in
Korea. The Black card, designed by Karim
Rashid, offers the highest premium card services;
but the total number of cardholders is only
9,999. The card plate, hand-crafted with gold
film, costs 50,000 won ($55 US) compared to
1,000 won ($1.1 US) for a regular card.

Since 2006, HyundaiCard has recognized the
need for in-house designers, when it formed its
design section with eight designers in the brand
planning team, which is part of the brand man-
agement department in the marketing division.
The design team is responsible for controlling
the corporate identity, designing card plates, and
for other corporate design functions. Although
the design section belongs to the brand planning
team, it plays a central role in corporate design
activities and always participates in core meet-
ings. The design section currently plans to
increase the number of designers and to elevate
its organizational hierarchy to a design team.

As CEO, Chung participates in the total
design process, from gathering new ideas to
making final decisions using his good sense
about design and customer desires. For example,

he made recommendations on the location and
size of the logo on the card plate, which sits in a
card slot in a purse. As a result, users can see the
logo and alphabet brand clearly when they open
their purses. He completely supports innovative
ideas from designers, design consultants, and
advertising agents. Young-Sik Oh, head of the
Seoul Office of Total Identity, has said, "The
insight and support of CEO Chung plays the
most important role in design innovation at
HyundaiCard."

Many Koreans recognize HyundaiCard as a
successful company with attractive designs,
advertisements, and specialized services. Chung
emphasizes that HyundaiCard is a luxury jewel
case in which the scientific elements are invisi-
ble, meaning that HyundaiCard's business has
developed not by intuition or aesthetics, but by
elaborate scientific analysis.

4. 5. Discussion
In these brief case studies of three Korean com-
panies, the CEOs' role in initiating corporate
design management and in supporting the
design function are clearly identified. As
initiator, they recognize design as a competitive
strategic resource for winning in the market and
publicize the importance of design to their staffs
and customers. As supporter, they encourage
their designers to create new and unique prod-
ucts and services and give priority to the design-
er's vision in the decision-making process for
new products and designs. Supporters encourage
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designers to participate in all important meet-
ings during the process of developing new prod-
ucts, not just in the end process of surface
styling.

However, the role of CEO as supporter may
change with the size of the design organization.
In the case of a large-scale design center, such as
Samsung, the CEO's role varies depending on
the layers of senior management. The chairman,
Kun-Hee Lee, usually supplies overall strategic
direction, while the vice chairman provides both
material and emotional support to the design
organization. The president, however, is in
charge of the final design decision. He is also
defender of the design, making sure it is not
altered by engineers or marketers during the
development process. Our CEOs, however, do
not dominate the design decision-making
process, but choose to stay "at arms length." Such
collaborative efforts grant them the title of "rea-
sonable supporter."

On the other hand, CEOs of small and medi-
um-size companies with small design teams,
such as ReignCom and HyundaiCard, actively
participate in the design process and supply the
design team with strong incentives to propel
new concept development. The CEO often offers
good ideas to the design team, but never neglects
the designers' own ideas. This role can be called
that of a "positive co-thinker."

5. Conclusion
Based on the findings of literature reviews and
content analysis, a conceptual model of the roles
played by CEOs in executing design manage-
ment has now been developed—the roles are

that of initiator and supporter. As initiator,
many CEOs of leading companies with strong
brand values and well-designed products show-
case the importance of design in their annual
report letters. We found that these CEOs
increasingly regard design as a strategic resource,
an innovation-driven factor, and an element of
differentiation, and they tend to emphasize the
importance of innovation and the consumer.

In three case studies, we found that CEOs
play the initiator role actively. However, the role
of the CEO as a supporter may change depend-
ing on the size of the design organization. They
may be "reasonable supporters" for a large
design center, and "positive co-thinkers" for a
small design team. Although, the involvement of
CEOs in the design process is critical, their
involvement should not interfere with the
designers' creativity. The primary duty of the
CEO should be to encourage designers to make
their own decisions without interference from
other business functions, such as engineering,
marketing, and so on, and especially, for such
issues as cost-saving and feasibility studies.

In conclusion, it is apparent that CEOs who
are willing to be a design-conscious leaders have
to learn how to play the roles of both initiator
and supporter in design management situations.
They have to initiate a suitable corporate culture
to execute design management, as well as sup-
port designers in maintaining working environ-
ments that encourage increased competitiveness
via design in order to cope with the ever-chang-
ing business environment. 1;
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