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Abstract. While the market orientation of 
companies has been thoroughly analysed, a re-
view of the marketing literature indicates that 
there is significantly less research on Design 
Orientation, and especially on their relationship. 
This paper analyzes the variables of Design and 
Market Orientation on the basis of existing mo-
dels and develops the measurement instrument 
for future research. The study also investigates 
the impact of managerial approach on the explo-
itation of design resources in the company. Two 
hypotheses are developed: the first on the DO-
MO relationship, acknowledging the multiple 
dimensions of Design Orientation and the se-
cond on the difference in managerial approach 
between more and less design-oriented compa-
nies. The first, qualitative stage of the research 
served to re-examine the research constructs and 
variables, while an Internet survey was used in 
the second, quantitative stage, among mana-
gers and CEOs from Croatian companies. The 
design dimensions in our final model represen-
ted intermediaries between Market Orientation, 
managerial approach, and market outcomes. 
Results confirm that managers in non-design 
oriented companies differ from those in design-
oriented companies by perceived design value. 
Managers’ and  CEOs’ awareness of design, its 
value and potentials, are of great importance for 
design implementation and Design Orientation 

of a company as a whole, especially in SMEs. 
Managerial approach, according to results, has 
a direct effect on Design Orientation, but it also 
influences Market Orientation, both directly and 
indirectly, as well as business success. Findings 
of this study can have implications for scholars, 
as well as for managers in practice, especially 
in emerging economies, which lack research in 
Design Orientation. Future research should be 
expanded to other countries in the region.

Key words: design management, design ori-
entation, market orientation, emerging markets, 
managerial approach

1. INTRODUCTION
In marketing literature Market 

Orientation (MO) is a well researched con-
cept. Most of the results show a positive 
effect of MO on a company’s performance 
(Narver and Slater, 1990; Jaworski et al., 
1993; Kohli et al., 1993; Snoj et al., 2007; 
Bodlaj 2010). Nowadays, it is important to 
satisfy customers, creating added value be-
yond functional benefits in terms of emo-
tional and social benefits (Pisnik et al., 
2016). Considering this fact, companies 
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should not only be market oriented, but 
they also have to be design oriented, while 
focusing on the customers (Gummesson, 
1991; Moll et al., 2007; Coley et al., 2010; 
Venkatesh et al., 2012; Rocco, Selinšek, 
2019). 

Design is still commonly percieved as 
a means of beautification of products, in 
order to attract more customers and sell at 
a higher price. According to Best (2006), 
design  not only has a substantial function 
in defining our environment and generat-
ing new products, but also in defining ser-
vices and processes as a response to various 
market conditions and opportunities. The 
valuation of design and its function in the 
process of innovation, whether in terms of 
characteristics of products, or in terms of 
the process of production, has still been ne-
glected by most managers (Verizer and B. 
de Mozota, 2005; B. de Mozota, 2009). 

Nevertheless, some marketing schol-
ars (e.g. Gummesson, 1991; Jaworski 
and Kohli, 1993; Coley et al., 2010),  and 
also design scholars (Moll et al., 2007; 
Venkatesh et al., 2012) emphasize the im-
portance of design in product and service 
innovation, as well as at the strategic level 
of the organization.

There is evidence that companies, which 
manage design, in order to use their re-
sources better, also achieve better business 
results than those which do not. The empha-
sis, therefore, is not on investing in design 
by chance, but on a controlled design man-
agement process that delivers good results 
(Chiva and Allegre, 2009). The main diffi-
culty in implementing design and achieving 
collaboration in innovation projects is the 
education of managers. That is why man-
agers from non-design oriented companies 
are not familiar with design benefits, or in-
terested in design. As shown by previous 
research, design has to be incorporated into 

all units of an organization in order to be 
successful,  (Borja de Mozota, 2003a; Best, 
2010). 

Slater and Narver (2000) believe that 
MO is positively related to business profit-
ability. According to their research MO, as a 
constituent of business culture, seems to be 
a more important factor than entrepreneurial 
orientation. Grinstein (2008) believes that, if 
guided by a system of beliefs, market orien-
tation can be implemented successfully, and 
is related positively to a number of strategic 
orientations. Existing empirical research, 
adopting both responsive MO, which deals 
with the stated needs of customers, and pro-
active MO, which focuses on their latent 
needs, is still very limited. It focuses on  on 
success of new-to-the market products  (e.g. 
Narver et al., 2004; Atuahene-Gima, 1995) 
or on results of businesses (e.g. Voola and 
O’Cass, 2010), and is conducted mostly 
in non-European countries (Bodlaj, 2010; 
Rocco, Selinšek, 2019). 

In Croatia, one can find an exten-
sive history of MO research from differ-
ent aspects:  MO and employee involve-
ment in companies (Martin, Martin and 
Grbac, 1998); MO and supplier relation-
ships (Martin, Grbac, 2003), the export 
MO of Croatian SMEs (Miočević, Crnjak-
Karanović, 2012), MO and innovation 
research using the case study method 
(Božić, Ozretić-Došen, 2015); MO in the 
non-profit sector, such as higher educa-
tion (Pavičić, Alfirević, Mihanović, 2008; 
Barilović, Leko Šimić, Štimac, 2014), or 
MO of internationally active and non-active 
institutions in the Arts and Culture (Gluić, 
Mihanović, 2016).

We have a pretty comparable situa-
tion with Design Orientation (DO). Design 
Orientation uses design as a transformative 
process in all of the company, and is seen as 
an organizational model  (Venkatesh et al., 
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2012). The confirmative relation between 
design investment and businesses perfor-
mance has been shown in different stud-
ies. A document “The Economic Effects of 
Design”, published by the Danish Design 
Center (DDC, 2004), as a result of a re-
search on the national level, confirmed the 
correlation between the use of design and 
the economic performance of companies. 
A series of researches on the topic was un-
dertaken by the British Design Council 
- The Design Council National Survey 
published in 2004 (DC 2004, Cox, 2005), 
The Value of Design Factfinder (DC 2012) 
and the Design Council study “The Design 
Economy 2018. The State of Design in the 
UK” (DC, 2018). The main results show 
that fast-growing companies are almost 
six times more presumably to implement 
design as an integral part of the company. 
Also, on average, companies in the UK 
with investments in design  generate signifi-
cantly better long-term profit than those that 
do not. Studies about the effect of design on 
such things as consumer satisfaction, new 
product or service development, and in-
novation or business performance exist as 
well. 

The way design is managed as well as 
integrated within other departments is as 
important as the value of investing in de-
sign resources. Whether or not the two 
functions, design and marketing, should 
be integrated is an ongoing discussion, and 
opinions remain divided despite the litera-
ture surrounding the marketing-design rela-
tionship (Rocco, Pisnik, 2016a). Results of 
our previous study (Rocco, Selinšek, 2019) 
show the positive relationship between 
Design Orientation and Market Orientation. 
Furthermore, results also confirm that cus-
tomer orientation and strategic marketing 
are positevely related to Design Orientation. 
In this paper we are going a step deeper and 
raise two more research questions, focused 

on Design Orientation: first, do all dimen-
sions of Design Orientation, which is a 
multidimensional concept, relate to Market 
Orientation and second, what is the differ-
ence between managers who have high 
awareness of the importance of design and 
those with lower awareness of it. Therefore, 
the novelty of the present paper is the re-
search on managerial approach toward 
design orientation. Investigating complex 
relations between Design Orientation and 
Market Orientation in Croatian enterprises, 
and especially the influence of managers on 
their design orientation, have been the main 
purposes of this paper, because these rela-
tionships have not yet been analysed.

2. THEORETICAL 
BACKGROUND

2.1. Innovation by design
Through design history – from the era 

of the industrial revolution and the begin-
ning of mass production – the focus of de-
sign has shifted from the object, i.e. pro-
ducing the physical products, to the process 
– the human-centered way of production, or 
applying the design methodology in solving 
problems: From the initial ideas to the com-
plex strategic decisions (Borja de Mozota, 
2003a). By using design, we not only cre-
ate products and services, but also complex 
systems, with a special focus on the user 
experience. Leading companies create value 
using design to transform their businesses, 
shifting the focus of their innovation from 
engineering to designing. Design think-
ing is the basis of an efficient development 
strategy that brings about positive organi-
zational change, and is a priority for an in-
creasing number of CEOs. In this study, we 
understand design as a planned activity in 
order to create an object, a product, a pro-
cess or a system.
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A number of scholars point out the 
contribution of design and its methods to 
innovation. Many researchers have em-
phasized design, its creative methods and 
way of thinking as a means to increase a 
company’s innovation capacity (Ulrich 
& Eppinger, 2000; Veryzer and Borja de 
Mozota, 2005; Beverland & Farrell, 2007). 
Design is undersood to have a clear focus 
on users and customers, as well as on ap-
plying a creative way of thinking in finding 
new solutions (Kelley, 2000; von Stamm, 
2003).

Also, research in managing design effi-
ciently indicates that design improves inno-
vation, whether it is technological or non-
technological (Borja de Mozota, 2003b; 
Von Stamm, 2003 in Rocco, Selinšek, 
2019). Design  obtains significance as a 
driver for innovation, resulting in new busi-
ness models: design strategy, managing de-
sign and applied design thinking (Quartz 
and Co, 2011). Design connects creativity 
with innovation, and forms ideas in a way 
that they become an attractive offer for con-
sumers (Cox, 2005). The three-dimensional 
taxonomy of design as an element of in-
novation (Norman, 2004) provides a suit-
able structure for categorizing the essence 
of design since it successfully apprehends 
the classification elements of other schol-
ars (Dreyfuss 1967; Kotler and Rath 1984; 
Ulrich and Eppinger 2003; Stuart and Tax, 
2004): Visceral design appeals to the sens-
es, Behavioral design is about usability 
and performance, while Reflective design 
deals with the transmission of the message 
and the cultural meaning of the product or 
service. 

We should mention the Action Plan 
for Design-Driven Innovation (EC, 2013), 
developed as a result of the Europe 2020 
Growth Strategy, which recognizes design 
potentials in the innovation process. There 

were also some other design-designated 
initiatives, yet most of them are concen-
trated in regions with strong creative indus-
tries and economies. As part of  the Design 
EntrepreneurSHIP project, a qualitative re-
search was conducted aiming to improve 
the competitiveness of SMEs from the re-
gion of South Baltic which were recognized 
as being less competitive. The use of design 
is rarely implemented beyond the tactical 
level in SMEs of the region. The research 
problem was a rather neglected focus on in-
novation development in SMEs and the em-
phases on the importance of integrating de-
sign from tactical to strategy level (Gerlitz, 
2016). If we look at the situation in Croatia, 
improvements in innovation performance 
largely depend on innovation activities in 
SMEs, since they dominate the country’s 
business structure (Božić and Mohnen, 
2016).

2.2. Managing design
The concept of design management is 

complex and subject to various interpreta-
tions relating to managing design in the 
company, but also to the application of 
creative design methods in management 
generally. The basic task of design manage-
ment is to detect the creative forces inside 
the company, and to use them as a strategic 
advantage. 

The first definition of design manage-
ment, according to Acklin and Fust (2014), 
was coined by Michael Farr (1965, 38) as 
„the function of defining a design problem, 
finding the most suitable designer, and mak-
ing it possible for him to solve it on time 
and within a budget”. Meanwhile, design 
management has been accepted as a tool 
that companies can use to incorporate de-
sign into their business processes, starting 
from the strategic, to the operational level. 
This evolution has fully integrated design 
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into the “agenda” of management that is 
responsible for improving customer experi-
ences (Cooper & Press, 1995). Design and 
its management have, more recently, been 
recognized as a driving force of organi-
zational change (Junginger, 2008, 2009). 
„Design Management includes the ongoing 
processes, business decisions, and strate-
gies that enable them to innovate  and cre-
ate effectively-designed products, services, 
communications, environments and brands 
that enhance our quality of life and provide 
organizational success“. At a deeper level, 
Design Management is seeking to con-
nect design with innovation, technology, 
management and consumer needs, in order 
to ensure and strenghten competitiveness 
through different variables - economic, so-
cial, cultural and environmental. The scope 
of design management, which plays a key 
role in differentiating and initiating posi-
tive organizational change, ranges from the 
operational management of corporate de-
sign functions and resources, to strategic 
design planning throughout the organiza-
tion. Implementing design management in 
business management requires the use of 
design methodology in the decision making 
process1.

An exploration undertaken in 2009 
presents an analysis of design manage-
ment implemented by European com-
panies, which applied the DM Staircase 
model from Kootstra (2009). This method 
should enable European companies to ac-
complish their capabilities of managing 
design, allowing them to increase its ef-
fective use and improve their competi-
tiveness and business success. Following 
the investigation, the DM competences of 
European businesses were ranked into four 
categories, ranging from undeveloped (no 
DM) to fully mature (DM as culture), in 
which design was managed strategically. 
1  https://www.dmi.org/page/What_is_Design_Manag

Five factors, which influence the success-
ful design implementation, further define 
these four levels of DM.  Multiple choice 
questions explained each of these fac-
tors. Subsequently, a large scale study was 
carried out amongst 605 European busi-
nesses to test the DM Staircase model. As 
a conclusion of the EU businesses’ research 
results, introduced in Kootstra`s “The 
Incorporation of Design Management in 
Today`s Business Practices” report (2009), 
Design Management performance can be 
measured from different perspectives, both 
financial and nonfinancial – the financial 
measures are the company turnover, the 
product development and implementation 
costs and financial success in the market, 
while the nonfinancial measures are cus-
tomer satisfaction through added value and 
loyalty, creativity of products and services, 
and innovation.

Four DM methods, introduced by 
Acklin and Fust (2014), differ in terms of 
their strategic contribution to the company 
and its orientation: a simple use, integral, 
dynamic, and entrepreneurial. The fourth, 
entrepreneurial mode, explores the relations 
between entrepreneurship, design and its 
management. Managing design can take a 
more active position in companies when it 
comes to entrepreneurial topics - as a driver 
of creativity and innovation, but also in ex-
ploiting the new opportunities. 

3. THE HYPOTHESIS 
DEVELOPMENT 
BACKGROUND
After studying the existing literature, 

an initial model of relations between DO 
and MO was created, based on previous 
models (see Figure 1). The concept of this 
model has previously been presented at the 
ESD International Conference in Barcelona 
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(Rocco, Pisnik, 2016a). This paper ex-
amines the relationships between differ-
ent dimensions of Design Orientation and 
Market Orientation, as well as managerial 

perception of design in more or less design 
oriented companies, which is only a part of 
the broader reserach. 

Figure 1. The initial conceptual model
Source: Authors

Design is a complex and multidimen-
sional construct. Bayazit (2004) claims that 
design is a holistic term which investigates 
and integrates diverse forms of knowldge. 
It includes functional and technological 
systems, as well as empathy with human 
needs, the expression of esthetics, usable 
forms and solutions. We accept the defini-
tion provided by various scholars and re-
searchers that Design Orientation supports 
a strategic management technique ground-
ed on the selection of design resources as 
an instrument of competitiveness (Gorb 
1990; Borja de Mozota, 2003b, 2009; Best 
2006; Moll et al., 2007; Von Stamm, 2008; 

Brown, 2008; Kootstra 2009; Venkatesh et 
al. 2012; Rae 2013; European Commission 
2013; Design Council 2015, 2018; 
Buchanan 2015, DMI 2015; Rau 2017). 
Therefore, we propose the first hypothesis:

H1. All dimensions of Design 
Orientation (DO) are related to Market 
Orientation (MO).

Recently, a huge interest has been 
shown in the creative capabilities, pos-
sessed by designers from fields and dis-
ciplines outside the traditional realm of 
design, which is highlighted by the discus-
sion around the concept of design thinking. 
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Interest has been growing steadily since the 
introduction of the concept to the general 
public by Tim Brown in 2008, and short-
ly after by Roger Martin, with numerous 
books and accounts of utilization of Design 
thinking in different contexts. (Ekman et al, 
eds, 2017, 86). The tools and philosophies 
behind creative way of thinking are per-
ceived as a useful methodology in the pro-
cess of management, from the strategic to 
the operational level. The design thinking 
method combines convergent and divergent 
thinking, as well as the intuitive, rational, 
and analytical ones. Design thinking is a 
business model which uses design methods 
to resolve general problems (Brown, 2008; 
Johansson et al., 2008; Stevens et al., 2008; 
Martin, 2009; Borja de Mozota, 2011; 
Quartz + Co, 2011).

Managers interested in design thinking 
as an innovative decision-making method 
should see design as source of knowl-
edge and a valuable potential, and should 
also integrate design theories into the or-
ganizational theories (Borja de Mozota & 
Peinado, 2013). Managers have a key role 
in design implementation and the level of 
its integration in various company units. 
Therefore, we propose the second hypoth-
esis of this paper: 

H2. Managers in non-design oriented 
companies differ from managers in design-
oriented companies by perceived design 
values. 

4. RESEARCH METHODOLOGY 
The research was conducted by using 

qualitative and quantitative methods. A pre-
liminary list of measurement variables was 
selected initially from relevant previous 
research, dealing with MO and DO. The 
first, qualitative stage of the research was 

conducted during 2016. A sample of typi-
cal representatives for qualitative research 
- 5 managers and 5 designers, was based on 
the researchers’ judgment. The focus was 
on the topic of Design Orientation, and it 
served as the basis for improving the  ques-
tions about DO for the final questionnaire, 
used in the quantitative stage. 

The quantitative stage of the research 
was conducted through an online survey, 
among managers and CEOs from differ-
ent Croatian industries. In order to avoid 
micro-enterprises,  questionnaire had to be 
completed  by the companies that employ 
at least 3 people. The measurement instru-
ment consisted of measurement scales for 
assessing the levels of Market Orientation, 
Design Orientation, managerial approach 
and business success. Most of the state-
ments in the questionnaire used the Likert 
scale (ranging from 1 to 5). For measuring 
Market Orientation, 19 items were adopted 
from Lafferty and Hult (2001) and Narver 
et al. (2004). The Design Orientation scale 
was adopted from Borja de Mozota (2003b) 
and was measured by 13 items. For de-
sign implementation, a three item scale 
was adopted from the Design Management 
Institute (DMI, 2015). For measuring the 
managerial approach, five items were used 
from the Centre for Design Innovation 
Ireland (2007), and additional six criteria 
for the use of creative methods in the pro-
cess of decision-making were evaluated 
on the scale. For the measurement of com-
pany performance, ten items were used. 
Respondents had to evaluate the overall 
performance of their business in the last 3 
years on the scale from 1 - lowest score to 
5 - highest score. Additional nine perfor-
mance criteria were evaluated (performance 
rate against competition, growth and profit-
ability dimensions, demand for products/
services). The final section of the question-
naire included additional questions with 



Journal of Contemporary Management Issues

200

general data about the respondents and their 
companies. Clarity of the questions as well 
as the measuring system were tested with 
a pool of academics, namely eight experts 
from the fields of marketing and market 
research, and one from the design field, 
preceding the execution of the qualitative 
research.

4.1. Results of the preliminary 
research 

A selection of five designers, as well 
as five selected top managers were inter-
viewed to gain a better insight into where 
their opinions differ. Concerning the sample 
of five managers, four of them were man-
aging different departments, while one was 
also a CEO. Their companies were from 
different industries; three of them were 
SMEs and two were large ones. Concerning 
the sample of selected designers, one was a 
freelance-designer, three were from small 
design studios, and one was a creative di-
rector of a large advertising agency. Most 
of them were experienced. They covered 
different design fields, from visual com-
munication, to interior design. Most of the 
designers stated that marketing managers or 
CEOs were persons in charge of design in 
their company.

According to the main topics prepared 
for the interviews, respondents from both 
goups, managers, as well as designers, were 
first asked to determine the meaning of de-
sign in their own words. They also needed 
to select design elements, according to their 
importance for successful business results. 
The topic of Market Orientation was also 
included in the interview, as well as the 
evaluation of the design environment in 
Croatia. Both groups of respondents empha-
sized elements of Design Orientation con-
cern for the consumers, and the use of crea-
tivity in offering added value of products as 

important. However, while managers most-
ly perceive design implementation as an op-
portunity to make more profit, designers un-
derline the significance of applying design 
at different levels of a company. Problems 
in communication between managers and 
designers were also one of the topics, and, 
while managers mentioned mostly a dissim-
ilar perspective on design tasks and priori-
ties, as well as unprofessionalism, designers 
were facing disagreement with managers on 
the issues of imprecise design briefs, short 
deadlines and lack of knowledge about the 
design processes.

Although managers specified that they 
use design widely throughout their compa-
ny, from visual identity to strategy develop-
ment, designers estimated that most of their 
clients apply design only in certain areas 
such as visual communication, promotional 
activities or development of brands and new 
products. Both groups of respondents agree 
on assessing the state of design in Croatia 
as mediocre, emphasizing the unfriendly 
environment for design implementation and 
ignorance of strategic design management 
at the national level (Rocco, Pisnik, 2016b).

While the previous study (Rocco, 
Selinšek 2019) focused on the market ori-
entation perspective, in this article we look 
deeper into the DO-MO relationship con-
cerning the multiple dimensions of Design 
Orientation. The focus of this paper is also 
to examine different attitudes of managers 
and their influence on the exploitation of 
design resources. 

5. FINAL RESULTS AND 
HYPOTHESIS TESTING 
An e-mail database was compiled for 

various profiles of managers in Croatian 
companies from reliable sources of 
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Croatian State Institutions (Ministry of 
Entrepreneurship and Crafts, the Croatian 
Chamber of Economy, and the Croatian 
Agency for Development of SMEs). The fi-
nal list consisted of more than 2,000 e-mail 
contacts. A motivating introductory email 
message was sent to these contacts together 
with an explanation of the research, and a 
link to an electronic questionnaire.  

A definition of design, according to the 
British Design Council, was added in the 
questionnaire, as advised by several experts 
from the pretesting phase:

In this research, we look at design very 
broadly, as a thoughtful creative approach 
to solving problems that results in innova-
tive solutions, and can be applied to prod-
ucts, services, internal communications, 
work processes and environments, as well 
as external communication and, ultimately, 
to a company’s strategy.

The online questionnaire had thirty 
questions, twenty-one of which concerned 
the main topics: MO, DO, managerial style, 
coordination between different functions, 
company results and Croatian design legi-
sation. The Likert value scale (from 1 to 5 
points) was used in most of them. General 
questions about the examinees and their 
companies were at the end. Scales were 
previously verified by using a pretesting 
Exploratory Factor Analysis (EFA) for con-
struct validity, and results confirmed that 
the proposed scales for measuring DO and 
MO were reliable.

5.1. Description of the sample
The survey was conducted in 2017.  

From the original mailing-list, almost 400 
emails were undelivered, and the new mes-
sage with a link was sent in mid-September 
to those who did not respond. 233 clicks 
were generated from the total number of 

sent emails (clickthrough rate: 13,04%). 
It should be noted that many respondents 
started answering the questionnaire, but 
gave up before completing it. There was a 
total of 143 complete questionnaires, which 
gave a 61 percent response. Of these, 112 
respondents were eligible for the research – 
from companies with more than 3 persons 
employed, which represents the return rate 
of 78% (Rocco, Selinšek, 2019). 

The strucuture of companies from the 
research sample was as follows: 40% in 
the product industries, 33% in the service 
industries and 27% in the combined in-
dustries. The 112 respondents came from 
companies of different sizes, namely 27 be-
tween 3 and 10 employees, 38 between 11 
and 50, 17 between 51 and 100, 7 between 
101 and 200 and 23 with over 201 employ-
ees. If we apply the SMEs definition of the 
European Commission (EC, 2003), the ratio 
of approx. 80% of SMEs and 20% of large 
companies is present in our sample, which 
is acceptable concerning the structure of the 
Croatian entrepreneurs.

The structure of the respondents was 
as follows: 42%  women and 58%  men. 
Concerning the position in the company,  
60,7%  were  managers and 39% CEOs. 
Regarding age,  42,9% of respondents were 
between 40 and 49 years of age, while, at 
the second position, 22,3 % were between 
30 and 39, as well as between 50 and 59. 
Concerning the education, most of the re-
spondents were graduates (47,3%), fol-
lowed by Masters of Science (15.2%) and 
those with the undergraduate degree were in 
the third place. 

5.2. Testing the hypothesis H1 
With regard to the verification of reli-

ability and validity in our study, the follow-
ing methods were used: Exploratory Factor 
Analysis, reliability analysis, convergent 
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and discriminant validity. The purpose of 
these tests was to evaluate the dimensional-
ity of the measurement scales. EFA of vari-
ables for MO and DO on the final sample 
(N=112) was the first step. 

The K-M-O measure and Bartlett’s test 
were appropriate (0,89; p<0,001). EFA re-
sults identified a two-factor solution for 
Market Orientation, which explains 30,9% 
of total variance, and a three-factor solu-
tion for Design Orientation, which, explains 
32,7% of total variance.

The importance of design from the 
managers’ perspective was shown in the 

question about the role design plays in their 
company. More than 80% of managers rat-
ed design as important, namely 21% think 
that design plays an important role, 27% 
stated that design is extremely important, 
while 30% estimate design even as a stra-
tegic tool. However, for 18.8 % it plays a 
limited role, while for only 1% of manag-
ers, design has no importance. 

In order to verify the hypothesis of the 
relations among three dimensions of Design 
and Market Orientation, PLS SEM analysis 
was conducted with the initial model of in-
fluences (see Fig.2) .

Figure 2. The initial PLS SEM model of a relationship between DO and MO
Source: Authors
Note: DO = Design Orientation: D1 = design as a competitive market advantage, D2 = the role of design in 
communication and management, D3 = design implementation, MO = Market Orientation: CO = Customer 
Orientation, SM = Strategic Marketing

Two factors construct Market 
Orientation and, according to their com-
mon attributes, they are named as Strategic 
Marketing (α=0.831), with five indica-
tors and Customer Orientation (α=0.946), 
with fourteen indicators. Furthermore, the 
Design Orientation construct is composed 
of three factors: ‘Design as a competitive 
advantage’ (α=0.780) with three indicators, 

the ‘Role of design in communication and 
management’ (α=0.933) with 13 indicators, 
and the ‘Level of design implementation’ 
(α=0.811) with three indicators. Cronbach’s 
alphas are appropriate (above 0.7).

The Design Orientation factors explain 
11% of the variance of Market Orientation, 
with the highest path coefficient 0.302 for 
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the factor ‘Role of design in communica-
tion and management’, while the other two 
factors have very weak (‘Design implemen-
tation’) or even negative (‘Design as a com-
petitive advantage’) coefficient. The results 
reflect the realistic situation on the Croatian 
market in a certain way, where design is 
still not recognized as a strategic tool for 
achieving competitiveness. 

The SRMR in the equation model is 
0,045, which is acceptable (e.g. Yong & 
Pearce, 2013; Henseler et al., 2015) and the 
model describes the data and relationships 
between variables and factors well.The val-
ues of the HTMT ratio for the determina-
tion of discriminant validity are presented 
in Table 1. 

Table 1. HTMT values

Design 
implementation
(D1)

Design as a 
competitive market 
advantage (D2)

The role of design 
in communication 
and management
(D3)

Market 
Orientation
(MO)

Design implementation
Design as a competitive 
market advantage

0.219

The role of design in 
communication and 
management

0.112 0.070

Market Orientation 0.174 0.140 0.303
Source: Research results

HTMT values do not exceed 0.9 for 
all the factors of Design and Market 
Orientation, which confirms the fact that 
there are sufficient differences in constructs 
to be acceptable as separate entities i.e. 
separate factors.  Hypothesis H1, which 
refers to the relationship of all dimen-
sions of Design Orientation with Market 
Orientation, is supported by the results of 
the analysis. However, the influence of dif-
ferent Design Orientation factors on Market 
Orientation varies. 

5.3. Testing the hypothesis H2 
The mean values for groups of more DO 

and less DO companies were calculated for 
all three factors of Design Orientation: the 
competitive advantage of the design factor, 
the role of design factor and the level of de-
sign implementation factor, and then tested, 
according to each variable of managerial 
approach. 

The variables of managerial approach 
were tested according to the two groups 
with Levene’s Test and t-test. Results show 
that Design as a competitive advantage 
factor was related to discussion and com-
parison with competition, understanding 
employee contribution, and the importance 
of design and innovation. Companies with 
a higher competitive factor of design score 
have, on average, statistically significantly 
more results on the above-mentioned man-
agement approach issues.

The role of design factor was associ-
ated with all the variables/questions, relat-
ed to the company’s managerial approach. 
Companies with a more prominent role of 
design also have statistically significantly 
higher results on all questions about mana-
gerial approach and skills.

The level of design implementation 
factor was linked to certain variables of 
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managerial approach, such as comparison 
with competitors, understanding of employ-
ees´ contribution, and importance of design. 
It should be noted that even the variables/
questions for which statistical significance 

is not at the level of p <0.05 are statistically 
significant at the level of 10% (p <0.10). 
The managerial approach was also tested 
against perceived design value.

Table 2. Percieved design value by managers

Variables of design
Design 
Orientation
DO  total

N Mean 
value

Std. 
Deviation t Df Sig.

Design creates a 
competitive advantage.

Less DO 55 3,91 ,646
-8,562 95

,000
More DO 57 4,81 ,441

Design contributes 
significantly to benefits 
perceived by consumers.

Less DO 55 3,69 ,879
-6,743 91

,000

More DO 57 4,63 ,555

Design changes the 
spirit of the firm, 
which becomes more 
innovative.

Less DO 55 3,53 ,979

-5,559 94

,000

More DO 57 4,40 ,651

Design allows a 
company to sell at a 
higher price.

Less DO 55 3,58 ,875
-9,289 76

,000

More DO 57 4,79 ,411

Design improves 
coordination between 
marketing and R&D 
functions.

Less DO 55 2,78 ,854
-7,049 110

,000

More DO 57 3,89 ,817

Design is a know-how 
that transforms the 
processes.

Less DO 55 3,04 ,860
-6,759 110

,000

More DO 57 4,09 ,786

Design gives access to a 
wide variety of markets.

Less DO 55 3,55 ,899
-5,801 110

,000
More DO 57 4,40 ,651

Design improves 
coordination between 
production and 
marketing.

Less DO 55 3,16 ,996

-3,744 110

,000

More DO 57 3,84 ,922

Design develops 
project management of 
innovation.

Less DO 55 3,16 ,918
-5,364 110

,000

More DO 57 4,11 ,939

Design creates new 
niche markets.

Less DO 55 3,40 ,894
-7,431 94

,000
More DO 57 4,47 ,601

Design improves 
the circulation of 
information.

Less DO 55 2,93 1,052
-6,180 98

,000

More DO 57 4,00 ,756
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Design improves our 
internal and external 
communication.

Less DO 55 3,20 ,951
-7,199 98

,000

More DO 57 4,33 ,690

Design improves our 
services and working 
processes.

Less DO 55 3,22 ,917
-7,493 110

,000

More DO 57 4,35 ,668

Design involves our 
customers in a co-
creation process.

Less DO 55 2,84 ,996
-5,753 110

,000

More DO 57 3,93 1,015

Design provides 
sustainable development 
and benefits to the 
community.

Less DO 55 2,85 ,826
-6,587 110

,000

More DO 57 3,91 ,872

Design improves our 
long-term goals / return-
on-investment.

Less DO 55 3,05 ,731
-9,160 110

,000

More DO 57 4,30 ,706

Source: Research results

Table 2 shows all the variables of per-
ceived design value, for more and less DO 
companies, as seen from the managers´ per-
spective. T- tests for independent samples 
show that in all design elements Sig. value 
was 0.000 or p <0.01 – which means that 
there is a statistically significant difference. 
Managers in companies which are more de-
sign oriented gave statistically significantly 
higher values to all elements of design from 
question P_9 and their contribution to busi-
ness success. The highest mean value by 
managers in more design-oriented compa-
nies was given for the statement that Design 
creates competitive advantage (4.81), and 
that Design allows a company to sell at a 
higher price (4.79), while Design contributes 

significantly to benefits perceived by con-
sumers (4.63) is in the third place.

According to the results, it can be con-
cluded that managers in more design-ori-
ented companies have better perception of 
design and its contribution to business, and, 
therefore, hypothesis H2 has been confirmed.

5.4. The final PLS structural equation 
model 

The PLS SEM model was constructed 
at the end of the analysis to check the first 
initial conceptual research model, as well as 
to confirm direct and indirect influences be-
tween different constructs with their factors 
(see Figure 3). 
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Figure 3. The final PLS SEM model with indicators of influence

Source: Research results

Note: 
MARKET ORIENTATION (MO) factors: SM - Strategic Marketing; CO - Customer Orientation 
DESIGN ORIENTATION (DO) factors: D1 - design as a competitive advantage; D2 - role of design;  
D3 - level of design (implementation) 
MANAP - Managerial Approach
BUSUCC - Business Success; FinSucc - Financial Success; MarSucc - Market Success

As far as the indicators are concerned, 
there are three groups of indicators. 

The proportion of variance of the latent 
variables, explained by the model, is indi-
cated by the values in circles. These num-
bers show how much the variance of the 
latent variable is explained by other latent 
variables. Saturation coefficients of mani-
fest variables – results show that DO is 
least saturated, i.e. determined, by variables 
of design as a competitive advantage and 
highly saturated by the other two dimen-
sions of DO (the role of design and design 

levels). MO is highly saturated by customer 
orientation, while the strategic factor is less 
saturated by it. Business success is almost 
evenly saturated by the financial and mar-
ket dimension of success. Path coefficients 
depend on the influence indicated by the 
arrows, as set in the model. The diagram 
shows that the influence of managerial ap-
proach is somewhat higher on DO (0.502) 
than on MO (0.419). The impact of DO on 
MO is significant (0.346) but lower than the 
previous two. Finally, there is a significant 
impact of MO on the company’s success 
(see Table 3).

Table 3. The final PLS SEM model - direct and indirect impact between constructs

Impact Direct 
impact Sig. Indirect impact Sig. Total Impact Sig.

MANAP-DO* 0,502 p<0,01 - - 0,502 p<0,01
MANAP-MO 0,419 p<0,01 0,174 p<0,05 0,593 p<0,01
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DO-MO 0,346 p<0,01 - - 0,346 p<0,01
DO-BSUC -0,001 n.s. 0,198 p<0,05 0,197 p<0,05

MO-BSUC 0,572 p<0,01 - - 0,572 p<0,01

MANAP-BSUC - - 0,338 p<0,01 0,338 p<0,01
Source: Research results

Note:  MANAP - Managerial Approach / DO - Design Orientation / MO - Market Orientation / 
BUSUCC - Business Success

Table 3 shows the values of direct and 
indirect impact of constructs. Managerial 
approach has a direct and significant influ-
ence on Design Orientation, as well as on 
Market Orientation, but it also influences 
Market Orientation and business results in-
directly. Design Orientation has a direct and 
significant impact on Market Orientation, 
and it influences business results in the 
market indirectly, but significantly. Market 
Orientation has a direct and significant ef-
fect on business success. 

6. CONCLUSION 
The novelty of this paper is its focus 

on the DO-MO relationship, concern-
ing the multiple dimensions of Design 
Orientation. Another contribution is the 
research on managerial approach toward 
Design Orientation. We examined the atti-
tudes of managers and their influence on the 
exploitation of design resources. We made a 
comparison between managers’ valuation of 
design in more DO companies with those in 
less DO companies. We found out that there 
are significant differences in their percep-
tion of design: the results confirm that man-
agers in more design-oriented companies 
gave higher values to all elements of de-
sign, as well as to design`s contribution to 
the success in the market, which indicates 
the strong influence of management on the 
choice of a company’s design strategy. 

The significant impact of managerial 
approach and its direct impact on business 

success confirm the previous researche, in-
cluding those conducted in Croatia over the 
last 15 years, especially the ones focusing 
on the non-profits. 

The study extends the existing knowl-
edge of both direct and indirect influences 
of Design Orientation dimensions in rela-
tion to the Market Orientation. These re-
sults confirm that design resources are an 
important prerequisite for market success 
and are complementary to previous research 
(Borja de Mozota, 2003b; Design Council 
2012; Moll et al., 2007; Kootstra, 2009; 
Venkatesh et al., 2012). 

The novelty of our model is that design 
variables are introduced as intermediaries 
between Market Orientation, managerial 
approach and market performance, while 
previous studies have linked the Design 
Orientation of firms directly to financial 
success. 

According to our results, the posi-
tive relationship of Design and Market 
Orientation is supported, noting that the 
intensity of influence of different Design 
Orientation dimensions varies. 

Based on the final PLS model, which 
shows the impact of both major con-
structs and the interaction of their vari-
ables, managers could improve their man-
agement strategy. Design Orientation is 
linked strongly to the managerial approach, 
while its effect on Market Orientation 
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and business results is observed indirect-
ly, through the orientation to customers. 
Further education of future managers in 
design disciplines and efficient design man-
agement could help to overcome the prob-
lem of understanding the design contribu-
tion to the company. 

These findings are especially impor-
tant for Croatia, where the structure of the 
economy shows that SMEs make up the 
majority of its economy. Therefore, manag-
ers in this segment should approach design 
as a resource strategically, in order to in-
crease the competitiveness of their products 
and services. However, the problem is very 
complex in practice because of specific con-
texts - different industries, organizational 
structures, environments, and social as-
pects of design. All these influences should 
be taken into account before results can be 
generalized.

7. LIMITATIONS AND 
RECOMMENDATIONS FOR 
FURTHER RESEARCH
We should take into account some re-

search limitations, while interpreting the 
results. The first limitation refers to the 
size of the sample – it was hard to moti-
vate managers to complete a rather complex 
survey. Even though the pretesting was run 
before the final quantitative research, the 
proportion of respondents who dropped 
out, while completing the questionnaire was 
high. As a result, the final sample was not 
satisfactory. The main reason why a large 
number of respondents - managers and 
CEOs who lacked free time - did not com-
plete the questionnaire is that it was quite 
long and the subject was complex, so it 
required a lot of time. A rather small sam-
ple could affect the reliability of the results 
adversely, so general conclusions should be 

drawn with caution. Also, although the da-
tabases were provided by reliable sources of 
several Croatian Institutions (Ministries and 
State Agencies), the sampling method was 
not based on probability theory, and could 
not provide a representative sample across 
all industries. Another limitation refers 
to the reliability of the responses. Our re-
spondents were mostly executive managers 
or CEOs, who could be subjective in evalu-
ating their own work and their company 
results. Therefore, responses may be over-
rated. Future research should, in addition to 
subjective measures of constructs, contain 
more objective data of external variables, 
such as valuing different industries, or im-
pacts from the environment, to ensure a full 
insight into the complex bonds and different 
influences.
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RAZLIKA MENADŽERSKOG PRISTUPA U 
PODUZEĆIMA VIŠE ILI MANJE ORIJENTIRANIMA 

PREMA DIZAJNU

Sažetak. Dok je marketinška orijentacija po-
duzeća detaljno analizirana, pregled marketinš-
ke literature pokazuje da postoji značajno manje 
istraživanja orijentacije prema dizajnu, a poseb-
no nedostaje literature o njihovom međusobnom 
odnosu. U ovom se radu analiziraju varijable 
orijentacije prema dizajnu i marketingu, teme-
ljem postojećih istraživanja te se razvija mjerni 
instrument za buduća istraživanja. Također se 
istražuje djelovanje menadžerskog pristupa na 
korištenje dizajnerskih resursa poduzeća. U radu 
se iznose dvije hipoteze: prva se odnosi na 
odnos između dizajnerske i marketinške 
orijentacije, pri čemu se uzimaju u obzir 
različite dimenzije orijentacije prema dizajnu, 
dok se druga hipoteza odnosi na razlike u 
menadžerskom pristupu, u poduzećima s većom, 
ili manjom orijentacijom prema dizajnu. U 
prvoj, kvalitativnoj fazi istraživanja, evaluirali 
su se istraživački konstrukti i varijable, dok se u 
drugoj, kvantitativnoj fazi istraživanja, koristila 
internetska anketa menadžera i predsjednika/ica 
uprava hrvatskih poduzeća. U našem završnom 
modelu, dimenzije dizajna predstavljaju 
posredničke varijable između marketinške 
orijentacije,  menadžerskog   pristupa  i  tržišnih

rezultata. Empirijski rezultati potvrđuju da se 
menadžeri, u poduzećima koja nisu orijentirana 
prema dizajnu, razlikuju od onih u poduzećima 
orijentiranim prema dizajnu, s obzirom na 
percipiranu vrijednost dizajna. Svijest 
menadžera i predsjednika/ica uprava o dizajnu, 
njegovoj vrijednosti i potencijalu od velikog su 
značaja za implementaciju dizajna te 
orijentaciju poduzeća kao cjeline prema 
dizajnu, a što posebno dolazi do izražaja u 
malim i srednjim poduzećima. Prema dobivenim 
rezultatima, menadžerski pristup direktno utječe 
na orijentaciju prema dizajnu, ali i na 
marketinšku orijentaciju te, kako direktno, tako 
i indirektno, utječe i na ostvarene poslovne 
rezultate. Rezultati ovog istraživanja mogu 
imati implikacije za istraživače, ali i za 
menadžere u poslovnoj praksi, posebno u novim 
tržišnim gospodarstvima, u kojima orijentacija 
prema dizajnu nije dovoljno istražena. Buduća 
bi se istraživanja ove problematike trebala 
provesti i u drugim zemljama u regiji.

Ključne riječi: upravljanje dizajnom, orijen-
tacija prema dizajnu, marketinška orijentacija, 
nova tržišna gospodarstva, menadžerski pristup




