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This study addresses the incorporation of design in business management in the ceramic wall
and floor tile industry. The model integrating design in co mpany organization charts will be studied, as
well as the infrastructure and human resources involved. in order to characterize its situation, studying
means of optimization.

i . . FUNCTIONS AND RO LE OF DESIGN IN T HE COMPANY.

At presen t, enterprise in the ceramic sector not only faces the challenge of having to respond quickl y
to the needs of a continually changing society that is undergoing economic, technological. political,
sociological and legal transformations. but also to anticipating market demands (Fig. I . a.).

• IM M EDIATE ENVIRONMENT

• GENERAL ENVIRONME NT

1.a.- Company environmen ts

325



.QUAUCQV94 CASTELL6N (SPAIN)

Wall and floor tile industries must translate these needs into new ceramic products. To do so, the
company makes use of design, as well as other resources.

Design is to be understood as an analytica l, interdisciplinary, technica l and creative process,
whose objective is: determining the charac teristics of a product, whether this be an industrial ceramic
product, a graphic system or an architectural infrastructure (Fig. l .b.).

1.b.- Alea s in which des ign acts in the company

a=
Product ~ I

DESIGN Comm unication ~ COM PANY
____.. Archrtecture and s u rroundlngs -~

Design relates aspects such as user, market, materials, uses, trends, communication, image,
technology, qual ity, costs etc., which are brought together in product creation, production and marketing
stages. Design must therefore be considered a dynamizing factor in the compan y.

Good design can add use and value to a product, decreasing costs and providing clear,
effective product communication. This can, furthermore, entail sales of other company products. Thus,
design decisively contributes to meeting company objectives, as well as consolidating its image, and
therefore raising profits (Fig. l .c.).

1.c.- Contributions of design to the company

., Lower costs
Increased performance ICOM PANY

IDESIGN Increased added value ~INCR EASED
Clear, effective communication of product quality PROFITS

Sales of other company products
Comoany image

The industries in the ceramic sector are currently striving not just to improve their products, but also
their image as innovative enterprises with regard to their competitors. In this sense, design also constitutes
an innovative factor, as it can contribute new materials, new techniques and new formal solutions to
products that enter the marketplace.

Design is ju st one of several activit ies companies undertake to attain their objectives, but it has a
marked impact on the outcome of the whole industrial and commercial strategy. Thus, design should not
be understood as a merely aesthetic, formal contribution to creating ceramic products, but as an element
of strategic significance for the company, a fundamental factor in competitiveness, product quality and
stability in the market, and requires being managed as such.

There is no single model, or sole solution in design management. The level of integration of design
in tile manufacturing enterprise depends on company size, organ izational, financia l and technological
capability, on previous involvement in design, on general company strategy and policy and its position in
the market.

The following analyzes the incorporation of design in the ceram ic industry. Data were used
stemming from a study on design organization and management in the sector. The information was
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obtained by personal or telephone inter views to companies in the province of Caste llOn, in July 1993.

2. DESIGN MANAGEMENT IN THE CASTELLON CERAMIC SECTOR.

2.1. STUDY CHARACTERISTICS.

First of all, a teleph one survey was held in which companies were asked if they had a design
department and the following response was found:

- Ce ramic wall and floor tile manufacturers: 26 out of 159.

- Producers of frit s, glazes and colours: 13 out of 16.

- Third-fire and design consultancy companies: 26.

Three types of questionnaires were subsequently dra wn up: one for ceramic wall and floor
tile manu facturers and producers of frits, glazes and co lours, with design departments. another for third­
fire firm s and design consultancy organizations. and the third kind of questionn aire went to ceramic wall
and floor tile manufacturers and producers of frits, glazes and colours. without a design department. A total
of99 inte rviews were held : 37 personal interviews at co mpanies with design departments ( 17ceramic wall
and floor tile manufacturers, II producers of frits, glazes and colours, and 9 third-fire and design
consultancy companies), and 62 telephone interviews took place with companies that had no design
department (Fig. 2. 1.).

Fig . 2.1.· OVERVIEW OF COMPANIES
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It was attempted to infer from this study what role industrial design plays in the Castellon ceramic
sector, how it is managed, what its human and material resources are, what the usual work procedure is
and what need s or deficiencies might be detected. which on being met or remedied. could allow optimizing
the result .
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2.2. CHARACTERISTICS OF THE COMPANIES IN THE SECTOR.

CASTELLON (SPAIN)

The high degree of fragmentation in the sector hinders obtaining a view of a company model
that may be generalized. Small and medium-sized enterprises prevail among ceramic wall and floor tile
manufacturers.The followingdata weresupplied by the Spanish Associatio nof CeramicTile Manufacturers,
ASC ER:

- Average turnover is assessed at round 1,000 million pesetas yearly.

- The average labour force consists of about 75 workers.

- The average export figure lies at about 50% of the turnover.

On comparing these figures with data from the study of tile manufacturin g firms with des ign
departments, significant variations become apparent (Fig. 2.2.a.)

2.2.a.- Company characteristics

II"J~I~lfllllrtIJI:I!iillllll![!~~~~~~~~tdll
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I LABOUR FORCE I I 75 Workers III
11 EXPORTS E! 50% iii

S l/ ~ 01 COMPAN I ~S

Will. [)f PAHrM~ N T

Over Pta 2,000 Mill ion I
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- Average turnover exceeds 2,000 million pesetas yearly (exce pt in those companies with a design

department, but with highly specia lized production).

- The average labour force exceeds 75 workers (54% of these companies have ove r 200 workers) .

- The average export figure lies at over 50% of the turnover.

One of the most salient characteristics of this sector is its great geographic concentration in the
surroundings of Castell6n, where 85% of the cera mic tile industry is found. This ci rcumstance has fostered
the growth of subsidiary companies, to which those offering design services also belong.

The ceramic industrial sector can basically be broken down into two groups of companies:

I. Ceramic wall and floor tile manufacturers.

2. Companies involved in complementary activities:

- Producers of frits, glazes and cera mic colours.

- Machinery manufacturers.

- Third-fire companies and firms making trim units.

- Design organizations and other service companies: printin g screens, reproduction, CAD.

Since 1980, the ceramic sector has been involved in extensive technological upgrading, with
a view to improving product quality and innovative capability, and ultimately make its products
competit ive in the national and international marketplace.
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Th is striving to improve production organization also includes paying growing attention to
introducing and foste ring a design policy in company management . The follow ing data will help to set out
the present situation.

There is no single organization model in ceramic tile co mpany organ ization chans. Ge nerally.
at the head stands the manager or managin g di rector. Then follow the head s of administration . production.
sales. marketi ng. and R&D (if the last two departments are actually found) (Fig. 2.2.b.).

2.2 .b.- O rganization chart

GEN ERALMANAGEMENT
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In companies with a design departm ent. its head usually depends on management. followed at some
dis tance by the head of marketing or sa les director. and then the head of Research and Develop ment .

In companies with no design department. although there is a person in charge internally that
manages design. this person does not have any specific training and is head of another de part ment.

As far as sa les management is concerned. the companies have developed a system organized
according to tradi tional model s: headls of the dome stic market. headl s of fore ign market s.

Most firms claim to have information on the sector. but none wished to or could spec ify the amount
or quality of the information involved . Most stated they used information stemming from their sales
network: sales peopl e. customers and distributors.

All the companies. except one. considered it to be a good moment for international expansion . It
should be remembered that current export figures lie at or over 50'k . The most frequen tly mentioned
reasons are:

- Devaluat ion of the peseta .

- Need to open foreign markets as a result of the fall of the dome stic market.

- Increase in quality and competitiveness of company product s.

- Tec hnological improvement.

- Improvement in the transport network.

- Improvement and innovation in the field of industrial design .

As far as market segments are concerned. this docs not appear to be a policy followed by the
companies. It is rather attempted to get a market share by diversifying the offer. as will become clear below
when dealing with the launch ing of new products. However. there is a strong trend towards serving mid ­
and upmarket segments:

- 70% of the companies target the upma rket segment with 50% of their product ion . with the other

50% aimed at the mid-market segment.
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- 30% of the companies target the mid-market segment with 90% of their product ion. with the

remainin g 10% aimed at the upmarket segment.

The consulted co mpanies were asked to rate a series offactors influencing national and intern ational
competitive ness . The result s were as follows (Fig. 2.2.c.):

2.2.c - Fact ors impacting competitiveness

COM PANIES WI TH
OEPARTM ENT

jl ~ESIGN ' I
!2-PRICE I

' j 3.• QUALITY I

Companies with a design department:

I. Design

2. Price

3. Quality

- Companies without a design department:

I. Price

2. Quality

3. Service quality

COM PANIES WITHOUT
DEPARTME NT
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That is. large companies . with a turnover of more than 2.000 million pesetas. with more professional
management. with an organized design department, consider design to be the determin ing factor in their
production.

However. for medium-sized companies ( 1000 million peseta turnover). design is not a determ ining
factor in competitiveness.They lack a design department and believe the funda menta l variables to be price
and qual ity.

2.3. DESIGN MANAGEMENT.

Contrary to what might be expected from the above information. most companies . whatever group
they belong to. consider that a sustained design policy can be highly profitable for the company. even
though it is not managed as an imponant asset.

The situation of industrial design in enterprise is undergoing the consequences of its recent
incorporation into company organization. This involves not fully using its strategic potentia l. Although all
the companies felt ceramic design was very imponant for product ion. and even vital in some cases. most
are substantially removed from the proposed definiti on laid down at the outset. The question was
formulated in an open manner and generally. the answers did not go beyond the productfs decorative.
forma l aspect : surface treatme nt. pattern . decoration. aesthetic form. way of differentiating products. of
adap ting fashion trends to ceramic wall and floor tiles, plurid isciplinary activity. etc. From these responses
it may be inferred that if the role industrial design should play in defining products is obviated. it can hardly
be managed by the company as a successful strategy.
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Design acts in the sector in the foll ow ing arcas :

- Product design .

- Communicati on design . Th at is. the usual graphic med ia .

Surrou ndings and architectural design . That is. the building or group of buildi ng s III which

company act ivity takes place (fac tory. exposi tion s. stands. sales out lets).

2.3.\.- MODELS.

Th ere are two mode ls of de sign integrat ion in cornpanie.... : (Fig. 2.3.1.)

2.3.1 DESIGN INTEGRA TlON M ODELS IN ENTtRPRISE IN n-s CERAM IC SECTOR

2.3.1.a- M IXED M ODEL

2.3.1.b- EXTERNAL MODEL
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I, Mixed model : prod ucers that hav-e their o wn team mak e usc o f thi s model by subcontracting
specific services (third-fire decorations. preparation of screens. ph otolithos. settings using CAD). This
model is a lso follo wed by most producers of frits. g lazes and co lours. and third-tire firm s.

Communication design and arc hitectural and surround ings des ign se rvices are mo stly subco ntracted .

The mos t common communication media are :

- advertising

- light graphics

- promotional arti cles

- gra phics- bearing prod ucts

- veh icle s

- SIgns

A ll the compan ies. with one exception. believe investing in pro moti on is profitable . The greates t
outlay fo r the companies is invo lved in atte nding fair s. whic h is co mmon practi ce in this sec tor. thi s mainly
bei ng at CEVISA MA . fo llowed by CERS A IE and at so me cons ide rable d ista nce : ITS E. CO NST RU~IAT .
BA U. SK. SIBEX. IBEX. etc. To do so. companies appl y for support from the administration in the form
of fund ing and joint promotional ac tivities.
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It may thus be inferred that the ceramic tile industry has at its disposal a highly efficient resource
that can collaborate in attaining its objectives and consolidate its image as an innovative enterprise. This
means that companies must define the role of design in dai ly managem ent, as well as develop ing. as
far as possibl e, a specific design stra tegy.

To successfully carry out design management. companies need to have available tangible and
intangible assets that enable them to: (Fig.3.1)

PLANNING ,
l ORGANIZING ,

OIRECTlNG I
CONTROLLING ,

•

- PLA N the general strategy of their actions in design, concrete polic ies and programmes ofactions.

- O RGA NIZE resources

- DIRECT projects

- CONT RO L results

In the iplanningi stage, the company must define the objec tives to be attained, and the ways and
means to do so. With a view to keeping the planning of actions in design from beco ming risky. often sterile
and therefore unprofitable. the company must make use of all available resources to gatber tbe fullest
and most objective possible information.

Moreover. the company must organize human and material resources to cre a te a formal design
organiza tion inside the company hierarchy whose leaders assume responsibi lity forthe d ifferent design
tasks; dete rmining what its functions are. who they resort under, how they relate to other departments. etc.
If the head of design management lacks the necessary authority. an efficient system cann ot be assured. It
is important there should be a direct. personal relationship between general management and design.

Directing a design project means inform ing. motivating. coordinat ing design functions and those
that do not relate to it such as: marketing, product ion, purely technical aspects. etc.. in order to obtain an
efficient process.

Finally, it is vital to verify results and confi rm if the project approved by the different members is
co mpatible with the compan yfs production system. if product quality, the term involved in carry ing out
the project. costs. etc.. correspond to initial assessments. The company must therefore CONT RO L the
outcome and assure its coherence with the objectives set in all the project stages: design. production and
marketing.

It is therefore of the greatest importance that the company . with or without a design department.
should have a person in charge of design who must (Fig.3.2.):

3 .2.- CHARACTERISTICS OF THE HEAD OF DESIGN

,......-- - - - -- - - - - - - - - - - _.
Mixed training qualifications

Availability of sufficient information
Wor1<ing in coordinated fashion with other departments

Being a communication link
Participating in decision-making
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- pan icipate in decision-makin g.

- work in a coordinated manner with other departments and act as a co mmunication lin k.

- have a mixed training background. halfway technica l. halfway creative.

- have enough inform ation to be able to implement the whole des ign process in its different stages :

Design. Produ ction. and Market ing.

Th is process involves the areas in which design acts as men tioned abo ve. and not ju st that ofcreating
new prod ucts. Howe ver . this is probabl y the area of most concern in da ily manufacture; frequently. the new
product fai lure rate is high. too many product lines are launched onto the market, most of which do not even
al low the investment involved in product ion and adven ising to be paid back .

To avoid useless risks and costs. the design process must be managed step by step.
There fore. after concreting all the aspects rela tive to design integration and management in the co mpany,
the work plan to be followed. and afte r es tablishing co ntacts bet ween designer-compa ny, whether
integrated in the co mpany or not, implementat ion of the design process itself starts, comprising the
following stage s (Fig. 3.3.):

Fig . 3 .3.- The design process Is 8 craatrve process that aims to SOLVE
a previousty se t PROBLEM

CONTACTS
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MARKETING

1.- The first is the ac tua l DESIG N stage or concep tual stage , involving a series of steps :

Defin ition/i dentification of the factors giving rise to the need for a new prod uct: the finn provides
the necessary informa tion allow ing the problem to be resolved to be defined . indica ting the bound s and
constraints the product must comply with.
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Generation of ideas : the design team works out the first design alternatives and proposals.

Selection of proposals: the design team togethe r with all the other co mpany areas involved. assess
all the give n alternatives and analyze the possibilities of both the company (financial, tech nological
resources etc .) and the market (segment. competition. consumer habits. etc.), in order to selec t the most
suitable proposal. which will allow a com mercially success ful product to be developed .

Feasibility study of the product to be developed: terms and production costs. launching cos ts, sales
forecas ts and product life cycle . price. profitability. etc.

2.- The second is the P RODUCTION stage or development stage:

Product defin ition:designers provide the necessary documentation and material - sketc hes. desi gns.
etc . - which determine the aesthe tic. formal. functional and technical characteristics of the prod uct.

Pre-p roduction: appropriate tests are run in the laboratory on colour. surface finish. etc. to obtain
the prototype that can lead to the first pre-series.

Checking: product testing is performed to check if the results obtained coincide with the sought
aesthetic. technica l. quality characteristics etc . If this is so. industrial production is started and the product
can be launched.

3.- Third is the MARKETING stage or launching of the product. Highly differing aspects are
involved. such as sales. distribution. communication. and product image issues. This is a very important
stage as far as product promotion is concerned . so that the three areas in which design acts conve rge here:
product. communication. architecture -surroundin gs.

It was stated at the outset that there is no single way of integrating design in company organization
charts. but that each company must adopt the integration model that best suits its organization, needs
and capabilities. Besides the mixed and the external model. adopted by the companies in this study. an
internally organized model can also be adopted. where all the companyis design activity takes place .
However the interna l team. whichever model is involved. can equally be a part of other depart ments
(marketing. production. R&D), or function as a department with its own organization. Whatever model
is chosen, the important thing is for it to be efficie ntly integrated. effec tively contributing to co mpany
objec tives . (Figs. 3.4.a., 3.4.b. and 3.4.c .).

3.4.- MODELS OF DESIGN INTEGRATION IN COMPANIES

3.4.a .- EXTERNAL CONTRACTING

COMPANY ~ .... INTERNAL PERSON RESPONSIBLE , - -..., DESIGNORGANIZATION

The cera mic tile industry is made up of worke rs whose professional training and qualifications are
steadily improving. and has training and retraining resources that allow raising these quali fications.
Similarly. in industryfs striving to improve infrastructures, design depa rtments have been well-equipped
and are being continuous ly upgraded. This. together with the fact that the companies consider a design
policy to be highly profitable. allows the concl usion to be drawn that industrial design has extremely good
prospects in the ceramic sector of optimizing its management and thus contributing to growth in the sector.
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MODELS OF DESIGN INTEGRATION IN COM PANIES

3Ab.- MIXED ORGANIZATION

1- Mixed mod el with design dep t. depe nding on other dept.
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2- M ixed mod el with independent design department
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COMMERCIAL DEPT.PRODUCTION J

MODELS OF DESIGN INTEGRATION IN COMPANI ES

3.4 c - INTERNAL ORGANIZAnON

1- Des ign department depends on other department
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