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M.a7+ AA 9 "WHE(Research Design & Methodology)
3.1, 97 w73 £ 53

sS4 A9 3748 gxd @3(Digital Transformation), ¢1&A% 718+ 7]
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= !
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3.3. A A Ztst A" HA4 2 FE WY

2 AF+= 9] FX2E Python 7IRF AlEH ol <53 W= A1Zs) Qo 22 Fdsth B
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C-Test(Closed-loop Test)E =9J383ith o] HAELE W2k Alxdo] FTHHoz Agsiux A4gs
EE gol drhd A&e FsheAE ARHom Grrsts WAtk ofd whel, B Ay o
Yl 7bA BHES 97} 7)FEo s Aokt

W 24 $5 veu $EE Ba Al drh} A4F 2AHAEAE ehye, A28 29l
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3.5. Azl 71vt A& Al
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%
Az Al e

543 (Oscillation):

i
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SLEX=IPAEE

B

o5 Al

2 ojd

o
Zh), EI(#74 +#), RD

A
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5

EaS e

]

1l

i

712 SP(E A

L
L

717
= 3ol ofw @

1=7F? SER-M 74 249 PID Ao &

A 74

o
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A% 7)ol KPL 7luke] AAZ A2k A9 9 AsE A 24 4

= = a
o] BRATE A B HolMe A widE 24 A dHAS FET 5 d=F A8

B o)A A9k SER-M+PID 53 A A28l 7]Ee] A2 degf AF o]2o] A IAS F
Hetaal ks ek, of Al&Ele AEfe] A A, dF Thedd, vEY WSS BF AE F
HA e A xR 71EsH, Python 7wk AlEolAE Tl A wIAtE AN Ay E A
25 AASE = gloh AR, e uAd Aol ofyet AARtoR Sgeta 2AHE T
A dAYFeRlE wiS FASe, olf Fd A9 AEE AW Ve Aagos dad
- A

3.7. PID Ao WAYUEZ SER-M 7% &

2 AgeE A= A3 A28 S Ao g’ (Plant), A4 (Sensor), PID Alo]7](Controller)2= 174
Aol Azl 4 84T RAEth Ao e A= A S AAE, AAE A S T
(KPD<E, Alol7l&= AaAte] AgxAZ2A vAYUSES AAs. ol 7€ 34 As Ao o889 4
A& A A AAll A& AtelE, B g A8 A3 18 S AHErronE FAoRE AT =
A s AbEStaL ol & thAl Ad wkedale H S| 2 A|AES et

HlE Aol(P): @A Aol wlelste] F7HAQ A W g f =

A AAD: A€ AA A& wrdste] A4 24E s
mE Al(D): eake] WMEkEs 7o m AAA te&S A

o] SER-M9] T4 Q49 7|54 o=z gealA u-2Hr).

FA(S): P 7% 538

AAE): 1 715 53

A4 ([R): D 7% &9

HAUZM): A8 &3

ole} Z& FxA AP 2T uF9 SER-M o2& FE4 FaolA FAge o, ek

Aol dE Frg 4T ¢ Je v sasta,
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3.8. =W AFH 75 AH% 7=

e def Ao ALFH g sde dol, BRE fdstAl AdAsa A UEE AE5H
oz At WAUFOR olsfsolol Ak 53], B} Hgge] naHE eEdd 39
AN B T AR nEPRT ek Aswe fade] B Fasi

£ A7 Akgk SER-M+PID §3 e olejd A s gy 7)5S A 7HA Al

a2 FzHeA
HlE Alo(P): 1A whe T AW Sw wg

42 AW 3714 P A A%H 77

Aere wed] 54 AA] 24® Ad Aol ollel, £Be WMFEo] FANoR Age B

o =70 g =
g Fxolnz Alz®l A o] WEHolth Astrom & Hagglund(2006)E B3 A28l 870
Al = Aol AlxElo] gy B dAS 7155t dual ST o] o] Ao Ak

o
= Hg Jbeshd, ® e SER-M+PID 2R 83 HsAS FeldoeR 5t Minami
M T4 @22 PID Alo] 949 tSAA Ak Ao mazow g
E3l AT olel mEm, SP(RA WA, EI&A F3), RO ¥

=
SR AR A NAE ARE FIAt A dde] PPt SEE AGHon AAFa 3
s

AR S T3 477 oA g

R AelE B@ vid W sy gt
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IV =9 WA AL

( C-Test7|¥ISER-M ¥4I Ak A\ 7k8} wel AT )

A A B4 BiAe] FAo] Fulsl 87 HolA Ao Az a4 UPE
g 5ol

= z=

% N4 AAGe] =i gl o] wel, W A" AFo] ofyEt Azt mEl FH

whgahs A Azdler Ageld dask vk oleh g A dY TxE FEHoR Ay

A8, E A= AE(Fi, integration) /MYEE o2 4R AYsta ow, C-Test 7|t
[e)

4.1.2. A= Tolujmas) H d T&

st 48 Mde =YL Forrester(1961)9] fIndustrial Dynamicss & &3] 243}% %t
Forrester= 4k} 229 A, A3, +8, B2 & A &850 wef d4% ¥4z AAsa, ~
E(Stock)¥} Z25-Flow) MES =8 x
(Stock)®] FAZE FA3et7] st I Jidez &8y, oy 259 W Ao +H47 =
= g2 Al Y BEdE Aledth AlAE tollejs Bde i A6 SER-M FEA g
A[E) ¥gts AR g1, AR 5F, WAUSMM AP T A 7o g AlEgolA

& 5 Q=S AAsE 8 g Fes

ol
rir
n)

],
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4.1.3. Ao] o]&7 AF Y UHE= £

3+ PID(Proportional-Integral-Derivative) #|¢] o]&2 HAeFe] A3 AN LAs= 1y
HAAE AN R 2AsE ¥ Bod 314 fAYSTS ATet. 53] [E(ntegral) AL
A QA5 Hrdsle], ek A 14 S50l ofvel 4714 wagd Ao A4S 7HsstA $r.

o] &7
Yokoyama(2015)& PID A|o] o2& =&

)

AE el Aeste] A Ak oat Axh F4 A4A 5
o FARE AL 7ERE RdEsglon, & A5 W e} HA F2(S-P, E-L R-D )¢k 1
We] Abent. o= SER-M o] 7k 74 2hdl digsE A WEdE FAgeta, g A
o M= E A stehs b ol# A AP Fefdith

4.1.4. FE7297MHA2HTDABO)H g5 3= ¥4 =A

Kaplan & Anderson(2004)¢] TDABC(Time-Driven Activity-Based Costing)® Z} % Z2A
2o 285 AE FA5ta, 2 TGS o R Y A9} fVFE AlRksd ol B A9

A 27 g% 4% FA(Aggregated Execution Volume)S AF&3lE= d 9o} o] =4 . A7 A

HYAS ATHY AT FA A AN T wad Qe Fatel o, A% AR F

AH g2 wdels AR s1Fo|, o C-Test 71N A% 7154 EAw 4490 A4 7Y
AbEA QR e Aol ARghe JYE AP GERYS PR AolE ARHoR nmsts o
FeeA BT

Arisha & Young(2005)+& 5% AlEdolA wdoa Az Ak FEF 5o 328 Azt
e} malgsla, o5 FAS Fi vaw & ]
Ao A e gho]l ol UAA 77+ Hgto] 4 ATES FHetE o A TS stu, o= Ao AA

A8 g3 A%slsls o A gsil

2 AT Akt ABdel A A Az mde ofed T2E Agdtel, /19 1 A
Fq FAL Ao FAH £ $US v Fh
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olgel M3 ATe} AL ]y

e} 2
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o] 27
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Mde o284 WA

B
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HAEd, 989
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o] 7'

o]t} (Bishop, 2006).
FA

=

=}

F A Y (Kotler & Keller, 2003), 112} olg 7}
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L

L
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3} ¢ae

]
]

A 4
e A%
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)

el

o

4.2.2. 73A} 31 A9t BY AFae &
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=
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]

1l

4.2.3. A

PID Ao o]
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[

N o]

L
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]_

29 D(Derivative) &< HIZ o]

o

AAro 2 BA

KR
=
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‘ao

=

a
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"
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&
%

7

1&

2k
=}

7
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o
Q8-

2F
=

Z
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o7 Aot Yokoyama, 2015). o|¢} & g% 7]¥
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ki3

Ao}
33} Pol

8]
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P
T
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SER-M  # &t} (Subject-Environment—

I

]

A
=

]

&
!

KR
y

15

L
L

4.2.4. SER-M JF 849 =3 7% £49 A7

o

oAt SER-MeollA A2k A (Subject)= ¥4 W 3HEnvironment)oll AA]7F

=
=
Resource-Mechanism)¢] 2z}

(Closed-Loop System)®

]_

~

o
P

E9°] Balanced Scorecard

=
=

dl, o

1

}32 9 tH(Kaplan & Norton, 1996).
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=
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=
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JeF o

XA %
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o]%
3]

-—4‘—
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(e}
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o 1

e}

a3 F4-73
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Aol FxEHE HollA, B A9 PID 7]HE Al & o]
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71&9]

& 739 45 AkelZ(Cycle)
=

[e]
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w|

3} 2o,

4.2.6. A= N4z 2d 47

4.3.1. HH2&:

=

3 Al

4.3. HHaE3 SSIF 719 284¥ 45 7]
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]

o] WAl

371 9
o}

)
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L
L
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& AHe EEFsh A 2k @)zt A
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£ OF 74 HYS AH AFHoRE Y=

# SER-M #HolA ®w M(Mechanism)9] =3 WE3} R(Resource)?] FH]A Alg-o]
t}. 53] E(Environment)9}e] AAIZF FE 7]50] EF3le], W3t Hgrts &
5 Azk Ay F2E2 ek,

4.3.2. SSTE: AE 7|vk-F S THY XY T2AX FF

SSTFE 439 T AolFWOR BEE GAS, vt ge S4o Frdn. BF 9%
A% S Y(Plan-Do-GoaD & Bal, 97 A2 BARE B2 443 FxsE Ao EAH

derd Aegst &4 AvE 9T BF SolA Azpel AAHoZ Agum, =29 WAL
A8 ergyel wgHt

SER-M %2 &A% uw, S(Subject)®] W3 Fx @ E(Environment)ol] ™at A% o)<,
R(Resource)?] A&7 &8 MMechanism)e &2 HkEo] {78 oz E3w AA ot} o] T
]
A

A g A 3H(Digital Transformation, DX) At Ager 17|54 A A8 F+x=2 Hrrech

< T~
V\ /\”“7?= S—

NESSSS

EE2>(ex)7| A FE MR EAHHIF (D57 SSLF(LEX)

4.3.3. o]24 A 2 &A 9



AE 7ol Ay FHA gt MAYES dxsh T3 9 (Dynamic Capability)®} F-3gkc), whehbA
2 2T A9 A A g et £y g8o] ofd, 23 UF wAYUFY A Fxe
g5 kAo whel SA4sj ok S Alekslm, SER-M 7wk A A AlxEl MdAe FeAS st
= A5 AR 7

HAYFol& 4o FA7F wistel= Ao tlgste] AdS AfAI7IaL o] HAS A=
= WAl $4gS doy:= 4] deoth (254, 2014) E]X]Eé EWryxHol Ao wE HZ=Y2~
24 A fAYF (o]gul, o], AR, p.b) WAUFS feedback systemoZ A3 H 24

D.
(S), FA[E), 2ARY HAS Gt Wzl dgow 117‘45}3 71ehs A

4.4. C-Test 7|¥t SER-M YFFALHF AF 2|43} 2do 7127 A+

2 Afo A A|etslE C-Test 7IHF SER-M gk Alzbsl mdle 2k Ao syoa JFF349
¥ (Task Execution Capability)S X3}-A1Ztalsto 24 2o Aek4 wdAy AihdS dss=

MEE ol24 &5 AR

oL FHAF A WA FFH 4P Fa

%
)
=
(@]
i

CEE 3>& A% A9 H4o] AR Cycle( =M 2 2I)S e HAHOE A

Folrbe T2US ol o) MAH: theat gol AelAh,

e = I(FEZ) - y(&EA H3h

XHRLE 2, = 0| HWRHS=P.E=LR=D)

e
m E= mBEX a5
i L AT
S N
HHEL(EHEE) e
NV \/ VAR v
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<EX3 > AMYdlel B4 Cycle feedback System
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3 FH7F 0%ehs A2 |7 Fdo] duEHATE v D)
e(#Aa}) = [(BF A, Setting Point) — y(*d ¥, Output)
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47 B Alolo] WA A HxE GAs] 8 s7EeE 7Y #d Fd
(workload) = 23 < t €t} SERe| 80%¢¥ 745, W42 0.0807% w5 2
A&stal b A Ao mee] 7leshe Holth wbd, SERe] 30%<l A S-, WA el 0.81152 =A
F7tet™, ol Ao ErEAR A =y vagd
IR g

o ®M3l HH = 0.2663
2| #A BHH =e.8115

SER Be% (

SERC| 52 80% T w Mt gat

—— 3} (SER BO%)
-—- =EX|

o 2 4 6 8 10

—— d3t (SER 50%)
——- BuEX

b 2 4 o 8 l‘ﬂ
SERO| 52 30% HF Y ml B 4o}

It (SER 30%)

a4
=l
-——- SEX|

Alzt

<IEH6 > SER-M o2 7|je] T4 =8 =9 A|z4stel 28k

- 29 -



Sa grgol B 80%

i3

1 9l

A3

=3
=

A3s
1000%& = 80.7"¢] 2}

=
-

A kel Al WA = 0.08072] 97|

17

© SER 80%(blue):
24 0.08070°] 2

e n
=

9. 1000% 71+2o. 2= 80.7%

- o
.

HAA WA = 0.26639 9nl=

s}l

317

%
o

© SER 50%(green):

50%%4 0.2663°] 2}

266.3% %=+ "1000%&= 266.3"0] 2t

p
L

. 1000% 71+o.2

o]
T

p
L

BEAskel A

© SER 30%(red):

24

S

]

[e}

o=
T

13
=

x4

1000%& =2 811.5"|gx

811.5% &= "

=
L

1000% 71Eo.2

o)
=

= ol

0.8115¢] 2

AT A ko] xpo]E SER-MOZ 7Y

I

N

7

gl

T

5

22

M

oF .
. on

NF =

=
=

)

=
=]

A, e, A, HAY

S CESC
3 @k,

A7}5}

2]

olef e AlEH ol B SER-M e thele] o]

=
e}

7

=
=

13} 3

2

o~
T

3]

) el

Al
=

]

ol
Jo

1
xr
H
&

o

)]

H71 el 719 Wi 1] 5= (SER9]

3

au

(e}
e

o &

3

Bl

S

gl

A=

X
L

R

jans
Np

oy
Np
¥

V.= (ZB8)H AAHA

AT FH AR

5.1.

e, olel uheh

S

A B4 w2 g

~n
of

ole % W

A=

X
Ak A28 AA2A SER-M #ejtieda PID Alo] o] &<

.

o)
b

277} oA 1L

1ohe

3
F

F)iko.m A ekeojof

2~ El
—

of B4 HgH A

jariy
o

"

oh

B
%

™
=}

WE

o

1o

2<El O
=

el

S E& +3d9 SER-M+PID

1t} Python 7]¥F AlE# o)A

g d

o] af

el

a e A

n

~K

Y gLt

N
N
=

"o
T

=
=

pud

)

Z]
&

- 30 -



5.2. &7 AN

T4 9u|E Ady. 53] SER-MQ]| ¥ +
PID Ao} o]&¢] H]d|(Proportional), % ¥(Integral), W]

3)
5]

Aol M

§—l_

FeHow ARsen Agso A7

e

KN
=

H
o

=
=

1, &4, A, MAYST—

Z

i

(Derivative) Ao 7/Rd3} 7%

A

w_ﬂo
B

dr

_~
o

B

=y

o

vzl

5.3. AF 3 AAA

t SER-M+ PID

5
p

oA, & Aol A Ak

ATt AAZE KPI 7]

o
gyl
o
o

X

A 7194

ek =22 KPI Hl

1 7V

o

7l

err.E_'
=

1

o
Pjo

R

el

o
—_

1o},

S

ol b

3}
s}

Python 7|9t tiAl =9} AAlE AlEdold RES &5 txd E9, KPI A58}

o

3

B

AT

o)
T

ks

wl
=

pad

g

5.4. 479

71w, Al 71 wlelH

7

[0

D

il

X

BN
R

+

%

=

ofp

il

3.

S

)
=

SER-M+PID =g 7jjo]

- 31 -



Pl

A= A

BN 7% A

=
Njn

(it
L

l

2~ Bl A

Far A of

S

SRR

155

&

e I L A
o

1

o
pal

o

L

o] 7}

5.5. A48 7]¥k SER-M+PID A28 AegA AALA

4% ¥4 A5 25

3

g

uth s ol

[e)
FaE

B

3le] A2 Ay

)

=

2~ El
—w

233 SER-M+PID A
%1:]

sl

19
A=

(entanglement) 7H

HZ2474, 9

A

[e]

A

3

o

g o ok

JAbs AbaLsh A3

o
[}

SEREEE

L

Fu

yad

3 wWgo] A, SER-M+PID A]2Elo]

HakE oSS

o] 2]

71| 838t

#9

2

&

]_

A2 AD: A
X

mE Aoy (D):

%

Web3 Altjol] tlFE DAO A|&® 7|4 Fx9

HA 2 S,

A A4

o

o
N

are

W o

A}

ko] A 2H-Ale] Al

- 32 -

5.6. A% A



P} obd g 7}

S
W

*

veel

=
el
T

wr

X2

X

o
1o
el
R

<

i

X3

SER-M+PID %

SERS

;_AO
B

0

T
olo

punt

N
_Z‘.%

JJo

2 Jademd, gAY

R

o)
__o_l
wr

x4

op

Tor

o} wekA SER-M+ PID+ &

§—l_

A A

]
2<

e

- 33 -



A1EH

1.Cho, D. S., & Moon, H. C. (2023). Strategic management in the era of Al Seoul: Pakyoungsa.
(Original work published in Korean)

2.Cho, D. S., & Kim, B. Y. (2023). Business case research methodology. Seoul: Pakyoungsa.
(Original work published in Korean)

3.Lee, W. B., Lee, S. W., & Jeong, J. S. (2014). A study on business model innovation
mechanism under digital transformation. Korean Academic Society of Business Administration
Conference Proceedings, 2014(8), 1-19. (Original work published in Korean)

International References

4.Barney, J. B. (1991). Firm resources and sustained competitive advantage. Journal of
Management, 17(1), 99-120.

5.Brynjolfsson, E., & McAfee, A. (2014). The second machine age: Work, progress, and
prosperity in a time of brilliant technologies. New York: W. W. Norton & Company.

6.Mintzberg, H. (1994). The rise and fall of strategic planning. New York: Free Press.

7. Mintzberg, H. (2005). Strategic thinking revisited. Harvard Business Review (Korean edition),
July, Strategic Thinking Professionals.

8. Porter, M. E. (1987). What is strategy?. The Economist, March Issue.

9. Teece, D. J. (2007). Explicating dynamic capabilities: The nature and microfoundations of
(sustainable) enterprise performance. Strategic Management Journal, 28(13), 1319-1350.

10.Ziegler, J. G., & Nichols, N. B. (1942). Optimum settings for automatic controllers.
Transactions of the ASME, 64, 759-768.

11.Astrom, K. J., & Hagglund, T. (2006). Advanced PID control. ISA — The Instrumentation,
Systems, and Automation Society; Research Triangle Park, NC.

12.Eisenhardt, K. M., & Martin, J. A. (2000). Dynamic capabilities: What are they?. Strategic
Management Journal, 21(10-11), 1105-1121.

13.Minami, Y. (2020). Simulation—-based application of PID control theory in strategic management
frameworks. International Journal of Strategic Management & Decision Making, 5(2), 45-63.

14.Bishop, C. M. (2006). Pattern recognition and machine learning. Springer.

15. Kotler, P., & Keller, K. L. (2003). Marketing management (12th ed.). Prentice Hall.

16.Yokoyama, T. (2015). Application of PID control theory to project management. Journal of the
Institute of Systems, Control and Information Engineers, 28(2), 49-56.

17 Kaplan, R. S., & Norton, D. P. (1996). The balanced scorecard: Translating strategy into
action. Harvard Business School Press.

18.Arisha, A., & Young, P. (2005). Integrative simulation modeling for strategic supply chain
management. Simulation Modelling Practice and Theory, 13(3), 307-331.

19.Arora, S., Hazan, E., & Kale, S. (2012). The multiplicative weights update method: A
meta-algorithm and applications. Theory of Computing, 8(1), 121-164.

- 34 -



Abstract

PID Simulation Model for Dynamic Strategy Execution Systems Based
on the SER-M Framework

Dong Sung Cho
Yun Jin Jung Kyung Sung Kim
Hwy Chang Moon

This study seeks to strengthen the synergy between technology and management by aligning
technical competencies with strategic managerial insights, thereby enhancing the effectiveness
of organizational execution. By introducing a complementary and integrative framework, the
research offers a novel paradigm and methodological approach designed to reinforce the
strategic execution capabilities of organizations. To this end, this paper proposes an integrated
strategic framework based on the Ser—-M paradigm-comprising Subject, Environment, Resource,
and Mechanism—as a dynamic, adaptive model tailored to the complexities of rapidly evolving
business environments. By embedding the fundamental principles of Proportional-Integral—
Derivative (PID) control theory from process automation, this study quantitatively models the
dynamic feedback interactions among the Ser—-M components and theoretically validates the
framework’s capacity for real-time strategic responsiveness and adaptive decision—making.
The strategic system developed in this study was validated through system-level simulations,
which confirmed its applicability to real-time business decision—making processes driven by
complex, multidimensional data analysis. Furthermore, Python-based visualization and analytics
tools were integrated to improve the interpretability and operationalizability of strategic
scenarios, thereby demonstrating the system’s utility as an adaptive decision—-support
mechanism under volatile and uncertain environmental conditions. Ultimately, this research
introduces a novel paradigm for strategic management grounded in the convergence of
engineering methodologies and managerial practices, offering both academic and practical
contributions through the development and implementation of a real-time, adaptive strategic
decision—making framework.

Keywords: Ser—-M paradigm, dynamic strategy, adaptive management, PID control theory,

strategic modeling
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Abstract

This study provides an in—-depth analysis of the strategic framework employed by
LUCASMETA, a Korean technology startup established in 2023, to compete against Canva,
the global design platform leader valued at $40 billion (Thomson, S., 2024). Despite
Canva's market dominance, it exhibits structural limitations ill-suited for the era of
generative Al (1) path dependency on its vast repository of millions of template images,
leading to risks of design homogenization and duplication (Arthur, W. B., 1989); (2)
complex user workflows requiring significant manual intervention; and (3) high
trial-and-error rates resulting in inconsistent design quality.

This paper critically examines LUCASMETA's 'Nyx-One' solution, designed to exploit these
vulnerabilities from a disruptive innovation perspective. The core differentiation strategies
of Nyx-One are: (1) A proprietary 'Design Al Agent' technology that interprets users'

* CEO of LUCASMETA. Co., Ltd.
#x Chief Professor, aSSIST University
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contextual needs in real-time to generate novel, personalized 'future designs,' which
fundamentally devalues Canva's core competitive asset of 'past designs.' (2) An innovative
efficiency model that automates the entire design generation process, collapsing multi—-step
workflows into a single step and thereby reducing design time and costs by over 90%. (3)
A flexible dual business model that combines a primary Al Agent SaaS offering with
customized dedicated deployments for enterprises with stringent security and
customization requirements.

Applying the SER-M (Subject-Environment-Resource-Mechanism) model as its primary
analytical framework (Cho, D. S., 2024), this research theoretically frames the asymmetric
"David vs. Goliath" competitive strategy. It presents a sophisticated theoretical model and
an empirical case for how an Al-native firm can subvert the value of a market
incumbent's established assets to forge a new competitive advantage.

Keywords: LUCASMETA, Canva, Generative Al, Design Al Agent, Disruptive Innovation,
SER-M Strategy, B2B Business Model, SaaS, Google Cloud Marketplace

1. Introduction

1.1. Research Background and Objectives

The acceleration of digital transformation and the universalization of online business
environments have propelled explosive growth in the design platform market. The remote
work paradigm that became entrenched following the COVID-19 pandemic exponentially
amplified demand for design tools embedded with collaborative capabilities. Within this
macroeconomic environmental shift, Canva consolidated its monopolistic position in the
global design platform market by securing over 200 million monthly active users,
weaponizing intuitive user experience and an extensive template library (Thomson, S.,
2024).

However, Canva's success model fundamentally depends on vast libraries of 'design assets
created in the past' (templates and assets). The emergence of generative Al technology is
transforming the design paradigm from 'search and select' among existing assets to
'generate' instantaneously aligned with user requirements (Filieri, R., McLeay, F., & Pak,
J., 2021). This paradigm transformation raises critical questions about whether Canva's
greatest strength—its massive template library—might devolve into 'legacy' assets that
constrain rather than enable innovation (Christensen, C. M., 1997). Template-based models
reveal evident limitations in satisfying the complex, segmented requirements of B2B
customers in financial services, public institutions, and large enterprises that demand
security, regulatory compliance, and sophisticated brand consistency (Clark, S., 2024).

Identifying these market fissures and opportunities, LUCASMETA, a Korean startup
established in May 2023, developed Al-native Image AX (Al Experience) solutions
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specialized for B2B customers (NextUnicorn, 2024). LUCASMETA's core competency
resides in 'Design Al Agent' technology that comprehends users' abstract requirements
and instantaneously generates 'future designs' that never existed before (LUCASMETA
Official, 2024). This embodies potential to fundamentally disrupt Canva's template-based

model.

Therefore, this research aims to present strategic frameworks examining how LUCASMETA
can secure differentiated competitive advantages and achieve sustainable growth within
asymmetric competitive dynamics against Canva, the global market giant. Specifically, by
applying the SER-M framework and disruptive innovation theory to analyze Canva's
structural vulnerabilities and explore approaches maximizing LUCASMETA's core
competencies, this study seeks to provide theoretical and practical roadmaps enabling

Korean technology startups to establish competitiveness in global markets.

The research addresses three fundamental questions that extend beyond simple competitive
analysis to encompass broader implications for startup strategy in Al-driven markets:

First, how can resource-constrained startups effectively compete against incumbents
possessing overwhelming scale advantages, established customer bases, and extensive
asset libraries? This question examines whether traditional underdog strategies remain
viable in Al-transformed markets or require fundamental reconceptualization (Han, J. K.,
Kim, N., & Kim, H., 2001).

Second, how does generative Al technology alter competitive dynamics in platform markets
characterized by strong network effects and economies of scale? This investigation
explores whether Al's paradigm-transforming potential enables late entrants to neutralize
incumbents' accumulated advantages through architectural innovation rather than
incremental improvement (Gawer, A., & Cusumano, M. A., 2014; Parker, G. G., Van
Alstyne, M. W., & Choudary, S. P., 2016).

Third, what strategic frameworks enable simultaneous pursuit of rapid market penetration
and deep customer relationship development—objectives typically considered mutually
exclusive due to resource constraints? This analysis examines dual business model
architectures combining marketplace—-mediated distribution with enterprise—customized

deployments as mechanisms transcending traditional strategic tradeoffs.

By systematically addressing these questions through rigorous analysis of LUCASMETA's
competitive strategy against Canva, this study contributes to theoretical development in
startup competitive strategy, disruptive innovation dynamics, and platform market
competition while providing actionable insights for practitioners navigating similar

competitive challenges in technology-—intensive industries.
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2. Company Overview and Competitive Landscape

The design platform industry presents a compelling case of asymmetric competition

between an established incumbent and an Al-native challenger, each representing

fundamentally different strategic paradigms and technological architectures. <Table 1>

synthesizes the comparative dimensions across which LUCASMETA and Canva diverge,

revealing the structural dynamics that define contemporary competition in the generative

Al era.
<Tablel>
Attribute LUCASMETA Canva
Foundation May 2023, South Korea 2013, Sydney, Australia
. Al-native design automation Democratizing design through
Founding . . o .
L. leveraging generative Al simplified, accessible tools for
Motivation

paradigm shift

non-professionals

Core Technology

Proprietary Design Al Agent
with autonomous generation

capabilities

Template-based drag—-and-drop
platform with extensive asset

library

Primary Market
Focus

B2B enterprise (financial service,

reflected industries)

B2C mass market with enterprise

expansion

Business Model

Dual architecture: Cloud
Marketplace SaaS +
Enterprise dedicated

deployment

Freemium B2C model with tiered
subscriptions (Free, Pro,

Enterprise)

Scale (2024)

startup, 4 members

200M MAU, 3,500+ employees,
$40B valuation

Strategic

Positioning

Disruptive niche entry targeting

incumbent vulnerabilities

Market dominance through sustaining

innovation and feature breadth

2.1. Canva: Market Dominance and Structural Constraints

Canva emerged in Sydney, Australia in 2013, founded by Melanie Perkins, Cliff Obrecht,

and Cameron Adams. The platform's genesis derived from Perkins's firsthand observation

of the pedagogical challenges inherent in teaching professional design software to
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university students. This founding insight crystallized into a strategic vision centered on
democratizing graphic design through radical accessibility simplification. The platform's
competitive architecture rests on three foundational pillars: an intuitive drag—and-drop
interface that minimizes learning curves, an extensive template library encompassing
millions of design resources, and real-time collaborative functionality enabling distributed

team coordination.

Canva's developmental trajectory demonstrates sustained execution of a freemium B2C
growth strategy. Following its 2013 launch, the company rapidly expanded its
technological capabilities and market reach. By 2014, mobile application deployment and
the introduction of Canva for Work subscription services established recurring revenue
foundations. The platform achieved four million cumulative users by 2015 while extending
into presentation design functionalities. Strategic asset acquisitions of Pexels and Pixabay
in 2019 substantially expanded content repositories, while 2018 marked the company's

entry into unicorn status with a valuation exceeding $1 billion.

The COVID-19 pandemic period catalyzed exponential growth as remote collaboration
demand surged globally. Capitalizing on this environmental transformation, Canva launched
enterprise—focused solutions in 2020 and achieved a $40 billion valuation by 2021.
Subsequent years witnessed continuous feature expansion including video editing
capabilities in 2021, Text-to-Image Al integration in 2022, and Magic Studio generative Al
functionalities in 2023 (Canva, 2023). By 2024, the platform had amassed 200 million
monthly active users supported by a workforce exceeding 3,500 employees, consolidating

its position as the dominant global design platform (Thomson, S., 2024).

However, this impressive scale masks critical structural vulnerabilities constraining strategic
flexibility. The extensive workforce generates substantial fixed cost burdens and
organizational inertia impeding rapid strategic pivoting. This labor—intensive operational
model creates resistance to disruptive technological adoption requiring fundamental
business model transformation. More fundamentally, Canva's core strategic asset—its
massive template library—paradoxically constitutes its primary vulnerability in the
generative Al era. The template—based service architecture that enabled initial success
now constrains the company's ability to embrace paradigm-transforming generative
technologies without cannibalizing existing assets and disrupting established user
workflows. This dynamic exemplifies the classic "Innovator's Dilemma" (Christensen, C.
M., 1997) wherein successful incumbents struggle to adapt to disruptive technological

paradigms that render accumulated advantages partially obsolete.

The template-based model's inherent limitations become particularly evident in B2B
enterprise contexts requiring capabilities beyond consumer-centric functionalities.

Enterprise clients demand brand-specific designs reflecting unique visual identities, which
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standardized templates cannot adequately address. B2B customers in regulated industries
require data isolation and compliance capabilities that Canva's B2C-optimized
infrastructure struggles to accommodate (Clark, S., 2024). Large organizations need
seamless integration with existing enterprise systems and approval workflows, extending
beyond Canva's collaboration features designed primarily for consumer contexts. These
structural constraints create strategic openings for Al-native competitors unconstrained by

legacy assets and organizational inertia.

3. Theoretical Background and Industry Trends

3.1. SER-M Model Application to Competitive Strategy
3.1.1. Theoretical Foundation of SER-M Framework

The SER-M (Subject-Environment-Resource-Mechanism) model serves as a theoretical
framework for analyzing corporate performance and competitiveness, comprising four
elements: Subject, Environment, Resource, and Mechanism. This model provides a
comprehensive approach, viewing organizational performance as determined by the
complex interactions among these four elements (Cho, D. S., 2024). The Subject refers to
decision—making entities that establish and execute corporate vision, mission, and strategic
objectives, including top management leadership, organizational culture, and
entrepreneurship. The Environment encompasses the external context in which companies
operate, including industry structure, competitive intensity, market trends, regulatory
environment, and technological changes, directly influencing corporate strategy formulation
and execution. Resources consist of tangible and intangible assets possessed by
companies, including human, financial, technological, knowledge, and network resources,
forming the foundation of core competencies and competitive advantages (Youndt, M. A.,
Snell, S. A., Dean, J. W., Jr., & Lepak, D. P., 1996). The Mechanism refers to the
methods and processes by which subjects adapt to environments and utilize resources to
achieve objectives, including organizational structure, business processes, decision—-making

systems, and incentive systems.

The mechanism component encompasses three critical functions. Learning refers to the
process of acquiring and improving knowledge, skills, and attitudes through experience or
training, representing a core mechanism where individuals or organizations accept new
information and integrate it with existing knowledge systems to drive behavioral change.
Adjustment and coordination involve balancing various elements and facilitating smooth
interactions to achieve objectives, including modifying behaviors or strategies in response
to internal conflicts or external environmental changes at the individual level, and

enhancing overall efficiency and effectiveness through cooperation and integration among
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components at organizational or system levels. Balance refers to maintaining optimal
states among opposing or competing elements, representing not simply a midpoint but a
process of finding optimal points that dynamically change according to situations and

contexts.

The SER-M framework emphasizes that alignment and dynamic interaction among subject,
environment, resources, and mechanisms constitute the core of effective competitive
strategy formulation. This framework proves particularly valuable for analyzing asymmetric
competition scenarios wherein resource-constrained late entrants compete against
dominant market incumbents. For LUCASMETA, competing against the $40 billion market
leader Canva represents precisely such asymmetric competitive dynamics where strategic
alignment across SER-M dimensions becomes essential for survival and growth (Han, J.
K., Kim, N., & Kim, H., 2001).

3.1.2. Environmental Analysis: Paradigm Shift and Structural Opportunities

LUCASMETA's strategic foundation begins with precise recognition of the macroeconomic
environmental transformation represented by the design paradigm shift precipitated by
generative Al technology emergence. This environmental change simultaneously constitutes
opportunity and threat, potentially transforming Canva's greatest strength—its massive
template library—into legacy assets that constrain rather than enable innovation
(Christensen, C. M., 1997).

The environmental analysis reveals critical structural vulnerabilities in Canva's positioning.
Canva's optimization for B2C markets creates inherent weaknesses in B2B segments,
particularly financial services and public sector organizations requiring stringent security
protocols, regulatory compliance, and sophisticated customization capabilities (Clark, S.,
2024). Traditional template-based architectures fundamentally cannot address these
specialized requirements without substantial re—engineering that would disrupt established

business models and user experiences.

LUCASMETA identifies this B2B market segment—characterized by high security
requirements, customization demands, and substantial contract values—as the primary
strategic opportunity. This market positioning reflects classic niche market entry strategy
wherein late entrants avoid direct confrontation in incumbents' strongest segments, instead
establishing footholds in underserved market areas where incumbent structural constraints

create competitive openings (Moore, G. A., 2014).
3.1.3. Resource Concentration: Building Inimitable Core Competencies

Operating under severe resource constraints relative to Canva's massive scale,
LUCASMETA adopts rigorous focus and concentration principles, channeling all R&D

capabilities toward constructing core competencies impossible for competitors to replicate
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rapidly. The focal resource constitutes LUCASMETA's proprietary Design Al Agent
technology—a dynamic generation capability fundamentally differentiated from Canva's
static asset libraries.

This strategic resource concentration reflects deliberate trade—offs. Rather than dispersing
limited resources across feature parity pursuits, LUCASMETA invests exclusively in
developing technological capabilities that render incumbent advantages partially obsolete.
The Design Al Agent technology represents not incremental improvement but architectural
innovation—a fundamental reconceptualization of design creation processes from asset

selection to autonomous generation (Gawer, A., & Cusumano, M. A., 2014).

This resource strategy embodies the principle that competitive advantage for
resource—constrained entrants derives not from matching incumbents' breadth but from
achieving depth in carefully selected domains where architectural innovation enables
asymmetric advantages. By concentrating on Al-native design generation rather than
template library expansion, LUCASMETA constructs defensible competitive moats in

domains where Canva's accumulated assets provide limited protection.
3.1.4. Differentiated Mechanisms: Dual Business Model Architecture

LUCASMETA's operational mechanisms fundamentally differentiate from Canva's
standardized SaaS model through sophisticated dual business model architecture

addressing complementary market segments.

The primary mechanism, Al Agent SaaS via Cloud Marketplace, leverages Google Cloud
Marketplace as the principal distribution channel for rapid global market penetration and
scalability achievement. Marketplace-mediated distribution provides transformative
advantages for resource-constrained startups: immediate access to established enterprise
customer bases without proportional customer acquisition cost escalation, credibility
enhancement through platform provider validation, operational efficiency through integrated
infrastructure, and co-marketing leverage amplifying market visibility (Marston, S., Li, Z.,
Bandyopadhyay, S., Zhang, J., & Ghalsasi, A., 2011). This mechanism enables simultaneous
B2C market expansion and mid-market B2B customer acquisition through efficient,

scalable distribution.

The secondary mechanism, Enterprise—Customized Dedicated Deployment, targets top-tier
enterprise customers in regulated industries requiring maximum security assurance and
customization depth. Private cloud deployment configurations completely isolate customer
data within organizational boundaries, satisfying stringent governance requirements
precluding public SaaS adoption. This mechanism enables deep market penetration in
premium segments, generating high-value contracts with substantial customer lifetime
value (ETNews, 2025).
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This dual mechanism architecture achieves strategic objectives typically considered
mutually exclusive: avoiding direct competition with market leaders while effectively
penetrating profitable niche segments. The flexible deployment framework accommodates
diverse customer requirements from cost-sensitive small businesses to security-intensive
large enterprises, creating sustainable competitive positioning resistant to single—channel
disruption (Chesbrough, H. W., 2011).

3.1.5. Subject Consciousness: Clear Vision Beyond Imitation

LUCASMETA's leadership maintains clear vision transcending mere design democratization
toward creativity automation (theBell, 2025). This vision extends beyond positioning as a
Canva alternative, instead aspiring to fundamentally transform design industry productivity
paradigms through generative Al. This coherent leadership perspective manifests in
consistent strategic decisions prioritizing paradigm transformation over incremental
improvement, technology differentiation over feature parity, and B2B specialization over

B2C mass market pursuit.

LUCASMETA's SER-M-based strategy against Canva constitutes a sophisticated framework
integrating environmental opportunity identification in B2B market specialization where
incumbent weaknesses create openings, resource concentration on Design Al Agent core
technology enabling asymmetric advantages, dual business model mechanisms balancing
rapid scaling with deep customer relationships, and clear leadership vision driving
consistent strategic execution. This integrated framework exemplifies how
resource—constrained late entrants can secure competitive advantages against dominant
incumbents through strategic alignment across subject, environment, resources, and

mechanisms.
3.2. Al-Driven Design Solutions in B2B Markets: Emerging Trends and Requirements

Recent advances in Al technology, particularly generative Al capabilities, are precipitating
fundamental transformations in design platform markets by enabling design automation and
hyper-personalized content generation. B2B markets exhibit complex, differentiated
requirements distinct from B2C contexts, driving surging demand for Al-native design
solutions satisfying specialized enterprise needs (Filieri, R., McLeay, F., & Pak, J., 2021).
The emergence of generative Al agents is redefining critical factors B2B customers

prioritize in design solution evaluation along multiple dimensions.
3.2.1. Simultaneous Achievement of Brand Consistency and Originality

Enterprise customers prioritize maintaining consistent brand imagery across all marketing
channels as fundamental business requirements. Traditional template—based solutions
facilitate consistency maintenance but suffer from critical limitations. Widespread template

usage across user bases generates output homogenization, diminishing differentiation
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potential and brand distinctiveness.

Conversely, Design Al Agents trained on enterprise brand guidelines—encompassing color
palettes, typography specifications, logo usage protocols, and image tone standards—
maintain perfect brand consistency while generating unlimited original designs never
previously existing. This capability resolves the inherent tension between consistency
requirements and originality demands, delivering innovative value propositions addressing
previously conflicting objectives (Filieri, R., McLeay, F., & Pak, J., 2021).

The strategic significance extends beyond aesthetic considerations to competitive
positioning. Enterprises increasingly recognize that brand differentiation in crowded
markets requires not merely consistent execution of established templates but continuous
generation of fresh creative expressions maintaining brand identity while avoiding creative
stagnation. Al agents enable this dynamic balance impossible through static template

libraries.
3.2.2. Enhanced Data Security and Regulatory Compliance

Financial institutions, public sector organizations, and healthcare enterprises operate under
extreme sensitivity regarding internal data and intellectual asset protection, functioning
within stringent regulatory environments. Standard multi—tenant SaaS platforms struggle to
satisfy these requirements, creating fundamental barriers to enterprise adoption in
regulated industries (Clark, S., 2024).

LUCASMETA's Nyx—One addresses these constraints through dedicated cloud deployment
options that eliminate external data exposure risks entirely. This security architecture
fundamentally differs from public SaaS models by ensuring complete data isolation within
organizational boundaries, satisfying regulatory compliance requirements while establishing

decisive competitive advantages in security—sensitive B2B segments (ETNews, 2025).

The competitive significance transcends technical specifications. In regulated industries,
security compliance constitutes absolute procurement requirements rather than optional
preferences. Solutions failing to meet stringent security and compliance standards face
categorical exclusion from consideration regardless of functional superiority in other
dimensions. LUCASMETA's security-by—-design architecture therefore represents not
incremental advantage but fundamental market access enablement in premium enterprise

segments.
3.2.3. Revolutionary Efficiency and Productivity Gains

B2B enterprises urgently require solutions reducing design workflow time and costs while
maintaining or enhancing output quality. Template-based workflows still demand multiple

stages: conceptualization, template searching, element modification, and internal review
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iterations. These multi-stage processes inherently constrain productivity regardless of
template quality or variety.

Design Al Agents compress entire multi-stage workflows into single-step interactions
through requirement specification. Users articulate desired outcomes through natural
language descriptions, with Al agents autonomously executing comprehensive design
processes from concept interpretation through final output generation. This architectural
transformation delivers potential time and cost reductions exceeding 90% compared to
traditional workflows (Filieri, R., McLeay, F., & Pak, J., 2021).

This efficiency revolution transcends incremental improvement, fundamentally altering the
speed and scale at which enterprises conduct marketing and communication activities.
Organizations can generate diverse creative variations for A/B testing, produce localized
content for multiple markets, and rapidly iterate design concepts—activities previously
constrained by time and resource limitations. This productivity transformation constitutes
quantifiable value propositions directly addressing corporate buyers' operational
performance priorities.

3.2.4. Hyper-Customization and Workflow Integration

Each enterprise maintains unique business objectives, organizational structures, and internal
workflows. Consequently, B2B design solutions must accommodate sophisticated
customization aligned with individual enterprise characteristics and requirements. Design Al
Agents fine—tuned on enterprise-specific data generate proprietary design styles and

outputs exclusively serving particular organizations.

This hyper-customization capability extends beyond aesthetic preferences to workflow
integration. Al agents can incorporate approval processes, brand governance protocols,
and content management system interfaces specific to enterprise environments. Such deep
integration transforms design tools from standalone applications to embedded components
within broader enterprise technology ecosystems (Parker, G. G., Van Alstyne, M. W., &
Choudary, S. P., 2016).

Considering B2B market specialization requirements, future competitive advantage in B2B
design platform markets will derive not from template library provision but from
generative Al technology enabling simultaneous design automation, sophisticated
customization, and comprehensive security assurance. Solutions failing to address these
integrated requirements face increasing competitive disadvantage as enterprise buyers

recognize Al-native architectures' transformative value propositions.
3.3. The Innovator's Dilemma in the Generative Al Era

Clayton Christensen's (1997) disruptive innovation theory explains innovations emerging
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with novel attributes mainstream customers initially do not demand, eventually eroding
established markets. Market leaders like Canva concentrate on sustaining innovations
improving dimensions mainstream customers value, particularly B2C users' preferences for
template variety and usage convenience. However, LUCASMETA's Al agents offer
fundamentally different value propositions: complete autonomous generation and

sophisticated personalization.

Initially targeting niche markets comprising B2B customers prioritizing security and
originality, this technology possesses potential to eventually satisfy mainstream market
requirements as capabilities advance, ultimately displacing template-based models. Canva's
difficulty abandoning successful business models and massive template assets to embrace
Al-native architectures exemplifies classic Innovator's Dilemma dynamics (Christensen, C.
M., 1997).

The dilemma intensifies because rational resource allocation principles dictate listening to
existing customers and improving existing products—precisely the strategies that leave
incumbents vulnerable to disruptive innovations addressing initially marginal customer
segments. Canva's B2C customer base may not immediately demand Al-native generation
capabilities, potentially causing Canva to underinvest in technologies that will eventually
transform the entire market. This strategic blindness represents not management failure
but rational response to existing customer feedback—the essence of the Innovator's
Dilemma (Christensen, C. M., 1997).

3.4. Cloud Marketplaces as Strategic Go-to—Market Channels

Cloud marketplaces, including Google Cloud Marketplace and AWS Marketplace, have
emerged as strategic go—to—market channels transcending simple sales platforms in B2B
SaaS markets. Canalys (2023) projects the global cloud marketplace market size will reach
$85 billion by 2028, signaling a fundamental transformation in enterprise software

procurement and deployment patterns.

Generative Al solution demand growth particularly accelerates marketplace activity. Google
Cloud Marketplace Al-related product transactions demonstrate annual growth exceeding
500% (Google, 2025). This trend provides unprecedented opportunities for Al-native
startups like LUCASMETA to access global enterprise customers without proportional

marketing expenditure escalation.

Cloud marketplaces deliver multiple strategic advantages: credibility enhancement through
platform provider validation reducing buyer perception risk, simplified procurement through
integrated billing and approval workflows, co—marketing leverage amplifying visibility, and
network effects as enterprises increasingly centralize software procurement through
preferred cloud platforms (Parker, G. G., Van Alstyne, M. W., & Choudary, S. P., 2016).
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For resource—constrained startups, marketplace—-mediated distribution represents an
optimal global penetration strategy, converting platform providers' investments in customer

relationships and infrastructure into accessible growth channels.

4. Corporate Histories
4.1. LUCASMETA

Despite its brief history, LUCASMETA has achieved notable accomplishments and
demonstrated a trajectory of accelerated growth. Beginning in May 2023, shortly after its
inception, the company entered into a formal incubation agreement with the Seoul Creative
Economy Innovation Center and was subsequently awarded KRW 100 million in funding
from the Korea Technology Finance Corporation. In August 2023, the firm secured an
additional KRW 100 million through the Youth Startup Fund administered by the Korea
Small and Medium Business Promotion Agency and received an Encouragement Award at
the Korea Tourism Organization's Generative Al Hackathon, providing early validation of

its technological promise.

During the period from October to November 2023, the company was selected for both the
KB Starters program, operated by KB Financial Group, and the BNK Storage B initiative
by BNK Financial Group. These selections underscored its growing recognition and
potential for collaboration within the financial technology sector. In February 2024,
LUCASMETA further solidified its foundation for R&D and talent acquisition by signing a
Capstone Design Agreement with Keimyung University as part of an industry-academia

collaboration.

In March 2024, the company advanced to the finals of the Global Google Gamer Challenge
Hackathon, followed in April 2024 by being awarded KRW 120 million through the Initial
Startup Package program, a governmental grant administered by the Ministry of SMEs and
Startups, and being selected for residency at the Busan Global Fintech Lab. In May 2024,
it reached the finals of the Global Google Vertex Al Hackathon, once again affirming its
competitive standing on the global technology stage. Between June and August 2024, the
company achieved multiple milestones, including advancing to the Top 10 of the Busan
Startup Competition, signing an industry—-academia cooperation agreement with Pukyong

National University, and being selected for the prestigious Al Seed program.

A significant landmark was achieved in September 2024, when the company was selected
for the Google for Startups program. Subsequently, between November and December
2024, it advanced to the Top 10 of the Triple-S Alliance Startup Competition, was

selected for the Hanwha Life DreamPlus 63 Startup Bridge program, and received

- 48 -



designation as an Innovative Financial Service Provider by BNK Financial Group.

In March 2025, the company became the first domestic partner in South Korea to be
selected for Google Cloud's Build Partner Program (Google, 2025). This selection officially
recognizes LUCASMETA's technical solutions as integrable with Google's global

ecosystem, marking a definitive turning point in its global expansion trajectory.

These achievements collectively demonstrate that LUCASMETA has rapidly gained
significant recognition for its technological capabilities and business viability from a wide
range of major domestic and international institutions. The successive partnerships with
leading domestic financial groups and its deep collaboration with Google have established
a robust foundation of credibility and technical superiority in the B2B market. Building
upon this foundation, LUCASMETA is slated to officially launch its core solution,
Nyx-One, on the global Google Cloud Marketplace in 2025. This launch represents a

pivotal milestone in the company's strategic roadmap for global market penetration.
4.2. Canva

Canva was founded in Sydney, Australia, in 2013 by Melanie Perkins, Cliff Obrecht, and
Cameron Adams. The impetus for its creation originated from co-founder Melanie
Perkins's experience as a university-level graphic design instructor. Perkins observed the
significant difficulties students encountered when learning professional design programs,
which led her to recognize the need for a highly accessible and user—friendly design

platform.

4.2.1. Evolution of Canva’s Business Model and Technological Capabilities

Canva was launched in Sydney in 2013 as a free drag—and-drop design tool, aiming to
democratize access to graphic design for non-professional users. The following year, the
company expanded its reach by introducing a mobile application and launching its first
subscription—based service, Canva for Work, thereby establishing a recurring revenue

model.

By 2015, Canva had achieved a cumulative user base of four million and introduced
presentation design functionalities, marking its initial move toward multi-format design
solutions. In 2017, the company further diversified its offerings with the launch of Canva

Print, enabling users to create physical printed materials directly from the platform.

In 2018, Canva’s valuation surpassed USD 1 billion, positioning it within the global cohort
of “unicorn” startups. The subsequent year witnessed strategic acquisitions of Pexels and
Pixabay, significantly expanding Canva’s repository of free stock images and strengthening

its content ecosystem.
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The COVID-19 pandemic in 2020 accelerated remote work adoption worldwide, which in
turn fueled a surge in Canva's user base. Capitalizing on this momentum, the company
launched Canva for Enterprise to target organizational and collaborative design needs. By
2021, Canva reached a valuation of USD 40 billion, extended its capabilities into video

editing, and introduced a content planning tool to support end-to—end creative workflows.

In 2022, Canva enhanced its real-time collaboration features and introduced the
Text-to-Image AI tool, signaling its entry into the generative Al domain. The year 2023
marked a major milestone, as the platform surpassed 200 million monthly active users and
expanded its Al-driven Magic Studio (CANVA, 2023) functionalities. Most recently, in
2024, Canva advanced its design automation technologies and strengthened
enterprise-focused solutions (CANVA, 2024) (YUGATECH, 2024), further consolidating its
position as a global leader in Al-powered design innovation.

4.2.2. Factors of Success

Canva's rapid growth and market success can be attributed to several key factors:

1. User—Centric Design: The platform was engineered with a highly intuitive interface and a
drag-and-drop functionality, making it accessible to non-professional users without a
background in design.

2. Freemium Business Model: Core features are provided free of charge, which facilitated
widespread adoption, while a subscription model offers access to advanced functionalities
and premium resources.

3. Extensive Library of Templates and Resources: Canva provides tens of thousands of
design templates for various purposes, supplemented by a vast collection of fonts, images,
and graphic elements.

4. Strategic Market Timing: The platform's expansion coincided with the explosive growth of
social media marketing and a corresponding surge in demand for digital content.

5. Global Accessibility: By supporting over 100 languages and operating in more than 190
countries, Canva has established itself as a truly global platform.

6. Collaborative Features: The integration of real-time collaboration tools has enabled Canva
to expand its market presence into team-based projects and enterprise-level solutions.

7. Continuous Innovation: Through consistent feature updates and the adoption of new
technologies, including Artificial Intelligence (AI), Canva has continuously enhanced the

value of its service.

4.2.3. Current Market Position and Challenges

Presently, Canva holds a dominant position in the design platform market, with a

corporate valuation of approximately $40 billion (Thomsom, S., 2024) and over 200 million
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monthly active users. However, the company faces several strategic challenges, including
competition from traditional design software corporations like Adobe, the need to satisfy
the specialized requirements of the B2B market, and the imperative to respond swiftly to

innovations in Al technology.

+ 4.2.3.1. Decreased Agility Due to Corporate Scale: As Canva has transitioned from a
startup to a large enterprise with over 3,500 employees, its decision—making processes
have become more complex, leading to a reduction in organizational agility. In the rapidly
evolving Al technology landscape, such structural rigidity can act as a significant

impediment to embracing innovative change.

« 4,2.3.2. The Dilemma of Al Technology Integration: Canva's success was built upon a
template—based business model. However, the rapid advancement of generative Al is
exerting considerable pressure on this established model. Although the company has
begun integrating Al features such as "Magic Studio” (Canvas, 2023) since 2023, a
cautious approach is required for any fundamental alteration of its core service
architecture. This situation is a classic example of what Clayton Christensen termed the
"Innovator's Dilemma," wherein a successful incumbent firm faces difficulties in

reconfiguring its business model to adapt to disruptive technologies.

e 4.2.3.3. Limitations in Addressing the B2B Market (Clark, S., 2024) : Canva's growth has
been predominantly driven by its success in the B2C market. While it has ventured into
the B2B sector with "Canva for Enterprise,” (Canva, 2024) it still faces limitations in
meeting the specific needs of corporate clients, particularly those in sectors such as
finance, public administration, and large corporations. The challenges in the B2B market
are evident in the following areas: Security and Regulatory Compliance, Limited
Customization, and Lack of Exclusive Content Libraries.

+ 4.2.3.4. Competition with New Al-Native Startups: The advancement of generative Al has
facilitated the entry of specialized, Al-native design startups, such as LUCASMETA.
These companies have designed their business models around Al from their inception,
giving them the potential to fundamentally disrupt the existing design paradigm. While
Canva benefits from a large user base and strong brand recognition, it faces the risk of

being technologically surpassed by these new entrants who lead in terms of innovation.

5. Analysis of the Competitive Landscape: LUCASMETA vs. Canva

5.1. The "David and Goliath" Framework

The competitive relationship between LUCASMETA and Canva exemplifies a classic "David
and Goliath" scenario (Han, J. K., Kim, N., & Kim, H., 2001). LUCASMETA, a nascent
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startup established in 2023 (NextUnicorn, 2024), is positioned to compete against Canva, a
formidable incumbent founded in 2013 with a market capitalization of $40 billion
(Thomsom, S., 2024) that has long dominated the market. To succeed within this
asymmetric competitive landscape, it is imperative for LUCASMETA to adopt a strategy
that involves precisely identifying Canva's vulnerabilities and strategically concentrating its

limited resources on penetrating specific niche markets (Moore, G. A., 2014).
5.2. Competitive Analysis Through the SER-M Model

A systematic analysis of the dynamic competitive landscape between Canva and
LUCASMETA can be conducted using the Subject-Environment-Resource-Mechanism
(SER-M) model (Cho, D. S., 2024). This framework clearly elucidates the fundamental

differences in their asymmetric competitive strategies and market positioning.

In terms of Subject characteristics, Canva operates as a large-scale global design platform
that dominates the market, with its success rooted in the business—to-consumer (B2C)
sector. It is currently attempting to extrapolate its successful formula into the B2B market
(Canva, 2024). In contrast, LUCASMETA, as an Al-native technology startup, is driven by
a distinct vision: to shift the source of design inspiration from the 'past' to the 'future'
(theBell, 2025). The subject's ultimate objective is not confined to specific B2B verticals
but is to establish a new standard for design generation for the entire spectrum of
professional users, including the mass market, who seek alternatives to legacy

template—based creation.

The most critical shift in the Environmental context is the paradigm transition precipitated
by generative Al. This is more than mere 'automation'; it signifies a fundamental shift
from 'retrospective design,' which repurposes past creations, to 'prospective design,' which
predicts and reflects future trends (Filieri, R., McLeay, F., & Pak, J., 2021). This
technological discontinuity erodes the value of Canva's primary asset—its vast library of
templates (Arthur, W. B., 1989)—while maximizing the value of the ability to deliver
customized, trend-aware designs in real-time. This environmental change provides a
market entry opportunity for LUCASMETA, while for Canva, it presents a structural threat
that deepens the 'Innovator's Dilemma' (Christensen, C. M., 1997).

From a Resource perspective, the two companies possess qualitatively different competitive
assets. Canva relies on immense 'static assets': a user base of over 200 million and a
library of approximately 2 million design templates (Thomsom, S., 2024). While this
provides an economy of scale, it is inherently a collection of historical data. In stark
contrast, LUCASMETA’s core resource is (1) a 'dynamic learning capability' embodied in
its proprietary 'Design Al Agent' technology, which is continuously trained on emergent
visual trends, industry-specific datasets, and predictive models to deliver future—facing,

customized design options to users, rather than repurposed historical ones (LUCASMETA
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Official, 2024). This is further bolstered by (2) the technological credibility and global
ecosystem access secured as a Google Cloud 'Build' Partner (Google, 2025), and (3) the
institutional trust conferred by its 'Innovative Financial Service' designation in the
domestic market (ETNews, 2025).

Finally, the operational Mechanisms of these two entities reveal fundamentally different
go—to—market strategies. Canva operates on a mechanism of 'economy of scale,’
leveraging a standardized, template—-driven SaaS model to target the mass market. In
contrast, LUCASMETA's Nyx-One employs a sophisticated dual business model. (1) Its
SaaS model, delivered via the Google Cloud Marketplace, provides a scalable solution to
address the broader professional market, including mass—-market segments, serving to
widen its user base. (2) Concurrently, its customized enterprise deployment model caters
to the needs of top-tier corporate clients for whom security and hyper-personalization are
non-negotiable, ensuring deep market penetration and high profitability (ETNews, 2025).
This dual mechanism affords LUCASMETA the strategic flexibility to simultaneously
pursue broad market expansion and high-margin specialization (Chesbrough, H. W., 2011),
effectively targeting the full spectrum of the market that Canva's monolithic mechanism

cannot comprehensively serve.
5.3. Comparative Analysis of Canva and LUCASMETA

The competitive positioning of Canva and LUCASMETA reveals a fundamental divergence in
strategic focus, technological architecture, and market orientation. This strategic
bifurcation reflects the disparate customer bases and industry demands that shape each
firm’s product development and service offerings. A systematic comparison across key
operational and strategic dimensions illuminates the asymmetric nature of their
competition.

The most critical contrast is rooted in the core value proposition and the underlying assets
that enable it. Canva’s value proposition is predicated on providing accessibility to a vast
repository of past design assets, coupled with intuitive editing tools. Its core competitive
strength resides in its extensive library of approximately two million templates and
graphical elements—a formidable collection of static assets. In stark opposition, Nyx—One
by LUCASMETA operates on a fundamentally different premise. Its value proposition is
the ability to instantly generate novel, customized designs that are future—facing. The
asset enabling this is not a library but the Design Al Agent itself, a dynamic generation
engine (LUCASMETA Official, 2024). This distinction effectively shifts the competitive
paradigm from the scale of a possessed library to the sophistication of a generative
capability.

This foundational difference in technology directly translates into disparate user

experiences and efficiency outcomes. Canva’'s platform is structured around a sequential,
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multi-step workflow that requires users to select a template and then engage in
significant manual editing. This process is heavily reliant on the user’s manual labor and
can introduce considerable inefficiencies, particularly within corporate environments
governed by strict brand guidelines. Nyx—-One precipitates a paradigm shift by collapsing
this process into a single-step interaction: the user inputs contextual requirements, and
the Al agent generates a near—-complete output that requires only minimal refinement. This
Al-driven automation compresses the entire design lifecycle, offering a revolutionary
efficiency gain that reduces associated work time and costs by over 90 percent for
enterprise users (Filieri, R., McLeay, F., & Pak, J., 2021).

The business models and primary target markets of the two firms are also clearly distinct.
Canva employs a standardized Software as a Service model, centered on freemium and
subscription tiers, which has proven highly effective in capturing the
business-to-consumer and general small-to-medium business markets (Thomsom, S.,
2024). LUCASMETA, conversely, utilizes a sophisticated dual business model. This
bifurcated strategy combines a scalable Al Agent SaaS offering, designed for broad market
access through channels like the Google Cloud Marketplace, with a bespoke enterprise
solution. This latter component is tailored for deep penetration into specialized
business—-to—business verticals, including finance, public institutions, and large corporations
with complex needs (Clark, S., 2024).

Finally, this strategic divergence is crystallized in their approaches to security, compliance,
and customization. Canva operates with standard cloud security protocols appropriate for a
mass—market audience. LUCASMETA, however, directly addresses the stringent security
and compliance mandates of regulated industries by offering dedicated, single-tenant
deployments (ETNews, 2025). This capability to support private cloud installations is a
critical differentiator for clients where data sovereignty is a non-negotiable requirement.
This is intrinsically linked to customization; whereas Canva offers modification within the
confines of predefined templates, LUCASMETA provides hyper—personalization by
fine—tuning the Al agent itself for each enterprise client (LUCASMETA Official, 2024),
enabling the generation of outputs that are unique to that organization’s visual identity.

The above comparison can be summarized into the following table:

<Table2>
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Attribute Canva LUCASMETA (Nyx—One)

L . Ability to instantly generate
. Accessibility to past design . )
Core Value Proposition . customized designs for the
assets and easy editing fut
uture

Vast template and asset library, . .
L Design Al Agent (Dynamic
Core Technology/Assets approx. 2 million templates

) Generation Capability)
(Static Assets)

. Input Requirements — Al
. Template Selection — Manual ) o
User Experience . . Auto-Generation — Minimal
Editing (Multi-step Workflow) . .

Edits (Single-step Workflow)

SaaS
Business Model (Freemium/Subscription-based

)

Dual Model (Al Agent SaaS +

Enterprise)

Specialized B2B market
B2C and general Small and . . . .
. . . . including finance, public
Primary Target Market Medium-sized Businesses

institutions, and large
(SMB)

corporations

. Meets security requirements for
. . Standard cloud security . ) .
Security & Regulation financial/public sectors,
protocols .
supports dedicated deployment

Bffici Heavily reliant on user's manual |Over 90% reduction in work
iciency .
work time and costs

6. Strategic Framework and Competitive Advantage Analysis

6.1. Theoretical Foundation: Underdog Strategy and Disruptive Innovation
6.1.1. Identifying and Exploiting Incumbent Vulnerabilities

LUCASMETA's competitive strategy against market—-dominant Canva is grounded in the
convergence of two complementary theoretical frameworks: the "underdog strategy"
paradigm (Han, J. K., Kim, N., & Kim, H., 2001) and disruptive innovation theory
(Christensen, C. M., 1997). This dual-framework approach enables a resource-constrained
late entrant to systematically identify and exploit structural vulnerabilities embedded
within the incumbent's apparent competitive advantages.

Following the strategic asymmetry principle, LUCASMETA conducts systematic analysis of
Canva's inherent weaknesses that paradoxically emerge from its core strengths, targeting

these vulnerabilities through focused competitive attacks across three critical dimensions:
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Template-Based Model Path Dependency: Canva's reliance on approximately 2,000,000
design templates and 4,500,000 proprietary images, while appearing as a formidable asset,
creates fundamental constraints in content diversity and originality. This extensive library
paradoxically generates widespread duplication across user outputs, diminishing
differentiation potential. The template-centric architecture embeds path dependency
(Arthur, W. B., 1989) that constrains Canva's strategic flexibility to migrate toward
generative Al paradigms without cannibalizing its existing asset base and disrupting
established user workflows.User Experience Cognitive Overload: Despite positioning itself
as an "easy-to-use" platform democratizing design capabilities, Canva requires substantial
user learning curves and extensive direct editing involvement. Users must navigate
complex workflows encompassing idea conceptualization, asset exploration, template
selection, element editing, and iterative refinement—a multi-stage process contradicting its
simplicity value proposition. This cognitive burden particularly disadvantages

time—constrained corporate users requiring rapid, high—quality output generation.

Operational Cost Structure Rigidity: Canva's extensive global workforce exceeding 4,000
employees across eight international campuses as of 2023, including its Australian
headquarters, generates substantial fixed personnel costs that pressure operational
margins and constrain profitability sustainability (Youndt, M. A., Snell, S. A., Dean, J. W.,
Jr., & Lepak, D. P., 1996). This labor-intensive operational model creates organizational
inertia and limits strategic agility in responding to disruptive technological shifts,
particularly Al-driven automation that threatens to obsolete human-centric design support
structures.

6.1.2. Strategic Resource Concentration: Focus and Leverage

Recognizing its inherent startup resource constraints, LUCASMETA employs deliberate
resource concentration strategies to maximize operational efficiency and competitive

impact through four interconnected mechanisms:

B2B Niche Market Specialization: Rather than pursuing expansive B2C market coverage
requiring massive customer acquisition expenditures, LUCASMETA concentrates resources
on specialized B2B segments—financial institutions, public organizations, and large
corporations—characterized by high security requirements, customization demands, and
substantial contract values (Moore, G. A., 2014). This focused approach enables deeper
customer relationship development and solution refinement while avoiding direct
resource-intensive competition in Canva's dominant B2C territory.

Core AI Technology Investment Concentration: LUCASMETA channels limited R&D
resources into developing proprietary Al-powered design automation capabilities that

fundamentally differentiate its value proposition rather than dispersing investments across
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feature parity pursuits. This technology-centric strategy creates sustainable competitive
moats through specialized technical competencies difficult for incumbents to rapidly

replicate without disrupting existing business models.

Strategic Partnership Leverage: Ultilizing collaborative arrangements with Google Cloud
Platform, LUCASMETA overcomes internal resource limitations by accessing external
infrastructure and market channels. Google Cloud Marketplace integration delivers global

distribution reach without proportional marketing expenditure escalation (Google, 2025).

Al-Driven Operational Efficiency: Implementing natural language-based design generation
systems, LUCASMETA delivers enterprise—grade services without extensive human
resource expansion, minimizing personnel costs while enabling rapid market
responsiveness and continuous innovation velocity. This operational model architecture
fundamentally inverts Canva's labor-intensive cost structure, creating scalability

advantages as customer volume increases.

6.2. Nyx-One: Core Competitive Advantages Through Paradigm Transformation

Nyx-One represents LUCASMETA's strategic weapon for differentiated value creation,
fundamentally challenging Canva's competitive positioning through disruptive architectural

innovation rather than incremental feature enhancement.

6.2.1. Paradigm Shift: From Design Tools to Design Al Agents

Nyx-One's most fundamental competitive advantage resides in its paradigm-transforming
approach through 'Design Al Agent' technology. This innovation fundamentally
reconceptualizes the design creation process from tool-mediated human execution to

Al-autonomous generation with human oversight.

Traditional design platforms, including Canva, position themselves as sophisticated tools
that enhance human capabilities but ultimately require extensive human cognitive input and
manual execution across multiple workflow stages: conceptualization, asset exploration,
draft creation, element editing, and iterative refinement. This multi-stage architecture

inherently constrains productivity regardless of tool sophistication.

Nyx-One collapses this entire multi-stage workflow into a single-step interaction:
requirements specification. Users articulate desired design outcomes through natural
language descriptions, with Al agents autonomously executing the complete design process
—from concept interpretation through asset selection, layout composition, visual element

integration, and final output generation. This architectural transformation delivers
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revolutionary efficiency improvements, reducing total design time and labor costs by over
90% compared to traditional workflows (Filieri, R., McLeay, F., & Pak, J., 2021).

This dramatic efficiency revolution provides corporate customers with clear, measurable
return on investment (ROI) that transcends subjective quality assessments. For enterprise
buyers evaluating platform investments, quantifiable time—-to—-market acceleration and cost
reduction metrics constitute compelling value propositions that directly impact operational

performance and competitive positioning.
6.2.2. Dual Go-to—Market Strategy for Global Market Penetration

Nyx-One has architected a sophisticated, bifurcated go-to—market (GTM) strategy
engineered to concurrently facilitate accelerated global market entry and the cultivation of
deep, high-value client engagements. This multi-pronged approach systematically
addresses distinct market segments and strategic objectives, balancing broad-spectrum

accessibility with deep-seated enterprise integration.

Strategy 1: AI Agent as a Service via the Google Cloud Marketplace Ecosystem

The initial pillar of this strategy involves the distribution of Nyx-One as a
Software—-as—a-Service (SaaS) solution, slated for launch within the 2025 calendar year on
the Google Cloud Marketplace. The strategic selection of this platform is predicated on its
emergence as a pivotal distribution channel and innovation ecosystem for enterprise—-grade
Al solutions (Gawer, A., & Cusumano, M. A., 2014). This channel strategy confers several
significant strategic advantages. First, it provides unmediated access to Google's
expansive global enterprise clientele, mitigating the typically commensurate escalation in
customer acquisition costs (CAC) associated with international expansion by leveraging the
network effects inherent in the platform model (Parker, G. G., Van Alstyne, M. W., &
Choudary, S. P., 2016). Second, it capitalizes on the established brand equity and rigorous
security validations of Google, which serves to diminish perceived risk among prospective
adopters (Parker, G. G., Van Alstyne, M. W., & Choudary, S. P., 2016). Third, the
leveraging of the marketplace's pre—existing billing and deployment infrastructures
obviates significant operational overheads. For nascent firms operating under resource
constraints, such a marketplace—-mediated distribution model represents an optimized
strategy for achieving global market penetration, effectively converting the platform
provider's substantial investments into accessible growth channels through a form of open

services innovation (Chesbrough, H. W., 2011).
Strategy 2: Customized Enterprise Deployments for High—Assurance Segments

In parallel, the second pillar of the GTM strategy is focused on the provision of private

cloud deployment options tailored for premier enterprise clients. This approach specifically
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targets sectors characterized by stringent regulatory and security requirements, such as
financial services, the public sector, and healthcare. These bespoke deployment models
are architected to completely isolate client data within the organizational perimeter,
thereby adhering to rigorous regulatory compliance mandates and internal security
governance protocols that often preclude the adoption of public cloud architectures
(Marston, S., Li, Z., Bandyopadhyay, S., Zhang, J., & Ghalsasi, A., 2011). This strategic
focus on customized, private deployments facilitates a depth of security assurance and
functional tailoring that is frequently unattainable within a standardized, multi—tenant SaaS
model.

Strategic Synthesis: Balancing Scale and Depth

The integration of these two distinct strategic pillars creates a synergistic architecture that
pursues complementary objectives. The SaaS distribution model is designed for broad
market coverage and the rapid acquisition of a diverse customer base, while the
customized enterprise deployments are intended to cultivate profound client relationships
and secure high-value, long—term contracts. This dual approach strategically addresses
the challenge of moving from a niche of early adopters to a mainstream market, a critical
transition for disruptive technologies (Moore, G. A., 2014). This methodology underpins a
sustainable growth trajectory by effectuating a strategic equilibrium between the
volume—driven scale of the SaaS model and the revenue depth characteristic of enterprise
engagements. Consequently, this diversification engenders a resilient revenue architecture,
mitigating risks associated with single-channel dependency.

6.2.3. Strategic Partnerships

LUCASMETA's strategic partnership with Google confers a dual strategic advantage: it
provides privileged access to Google's state-of-the—art Al technologies while
simultaneously creating a direct conduit for global market penetration via the Google
Cloud Marketplace. This alliance is instrumental in establishing the operational frameworks
and relational competencies necessary for future collaborations with diverse content
providers, thereby creating scalable content sourcing capabilities as a sustainable strategic
asset.

6.2.4. B2B-Specialized Security Infrastructure

Nyx-One processes exclusively image data without handling personal information, enabling
logical network separation architectures. The platform maintains Cloud Security Assurance
Program (CSAP) Grade 'Low' certification qualifying for public sector deployment—a
critical differentiator for security-sensitive B2B clients including financial institutions and

government agencies where security compliance constitutes absolute procurement

_59_



requirements rather than optional preferences (Clark, S., 2024).

This security-by—-design architecture addresses fundamental B2B customer requirements
that Canva's B2C-optimized infrastructure cannot easily accommodate without substantial
architectural re—engineering, creating defensible competitive positioning in premium
enterprise segments.

6.3. Target Market Segmentation and Value Propositions

Nyx-One's primary target markets reflect deliberate strategic focus on segments where
competitive advantages translate into maximum customer value and sustainable competitive
positioning:

6.3.1. Financial Institutions

Financial institutions prioritizing security, regulatory compliance, and brand consistency find
Nyx-One's logical network separation capabilities, regulatory sandbox designation, and
customized deployment options comprehensively address stringent requirements. Banks,
insurance companies, and securities firms can utilize Nyx—-One for promotional materials,
customer communications, and internal reporting while maintaining complete data
sovereignty and compliance integrity (ETNews, 2025).

6.3.2. Public Organizations

With CSAP Grade 'Low' certification enabling public sector deployment, Nyx-One addresses
design needs across government departments, local governments, and public enterprises.
These organizations particularly value consistent brand image maintenance, cost efficiency,

and domestic solution preference aligning with public procurement priorities.

6.3.3. Large and Medium Enterprises

Corporations prioritizing brand consistency across multiple departments, regions, and
communication channels represent Nyx-One's core customer segment. The platform
delivers effective solutions for companies requiring simultaneous standardization and
customization—maintaining cohesive brand identity while enabling localized content
adaptation.
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6.3.4. Design Agencies and Marketing Companies

Organizations handling extensive design workloads can dramatically enhance operational
efficiency and client service capabilities through Nyx—-One's Al automation. These entities
leverage the platform to rapidly produce client—customized designs at scale, strengthening

competitive positions through superior delivery speed and cost efficiency.

7. Conclusions, Limitations, and Implications

7.1. Research Conclusions

This study employs the SER-M analytical framework (Cho, D. S., 2024) integrated with
disruptive innovation theory (Christensen, C. M., 1997) to examine strategic pathways
through which LUCASMETA, a resource-constrained Korean technology startup, can
establish sustainable competitive advantages against Canva, the dominant global design
platform valued at $40 billion (Thomsom, S., 2024). The analysis reveals four critical

strategic dimensions that collectively constitute a comprehensive competitive framework:

First, LUCASMETA simultaneously addresses both B2C and B2B markets through a
sophisticated dual business model strategy. While achieving stable B2C market expansion
through Google Cloud Marketplace, the company secures specialized enterprise—-customized
B2B segments—specifically financial institutions and public organizations requiring
independent server/system infrastructure, stringent security protocols, and extensive
customization capabilities (Clark, S., 2024). This dual market approach enables efficient
resource utilization while creating complementary market coverage that maximizes growth
potential (Chesbrough, H. W., 2011).

Second, while Canva remains structurally dependent on 'past design assets' accumulated
through extensive template libraries (Arthur, W. B., 1989), LUCASMETA fundamentally
redefines competitive dynamics through 'Design Al Agent' technology that generates
'future designs' instantaneously based on user requirements. This paradigm transformation
from tool-mediated design to Al-autonomous generation represents disruptive innovation
that renders incumbent assets partially obsolete (Christensen, C. M., 1997), creating
asymmetric competitive advantages difficult for incumbents to counter without cannibalizing

existing business models.

Third, Al-powered design automation technology delivers extreme user experience
simplification while reducing design workflow time and costs by over 90% (Filieri, R.,

McLeay, F., & Pak, J., 2021), providing corporate customers with clear, quantifiable value
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propositions that transcend subjective quality assessments. This efficiency revolution
directly addresses corporate buyers' primary procurement criteria: operational performance

improvement and cost optimization.

Fourth, the sophisticated dual business model combining global marketplace SaaS
distribution with customized enterprise deployments enables simultaneous achievement of
rapid market penetration and deep customer relationship development (Parker, G. G., Van
Alstyne, M. W., & Choudary, S. P., 2016). This flexible architecture accommodates diverse
customer requirements while creating sustainable competitive positioning resistant to

single-strategy disruption.

In conclusion, LUCASMETA possesses clear strategic potential to secure differentiated
competitive advantages against market—-dominant Canva through systematic "underdog
strategy" implementation (Han, J. K., Kim, N., & Kim, H., 2001). The B2B-specialized
Nyx—-One platform serves as the critical enabling mechanism for this strategic approach,
embodying technological differentiation, operational efficiency, and customer value creation

in an integrated competitive weapon.
7.2. Research Limitations

This study acknowledges several important limitations that circumscribe interpretation

scope and generalizability:

» Insufficient Empirical Data: Given Nyx-One’s in 2025 launch on Google Cloud
Marketplace, this analysis remains predominantly theoretical and prospective, focusing on
strategic frameworks and potential competitiveness rather than validated market
performance data. The proposed strategies' effectiveness requires empirical verification
through subsequent longitudinal studies examining actual market responses, customer

adoption patterns, and competitive dynamics evolution.

¢ Limited Market Scope: This research concentrated primarily on bilateral competitive
analysis between LUCASMETA and Canva, insufficiently addressing comprehensive
competitive landscape analysis including other major competitors such as Adobe Creative
Cloud, Figma, and Sketch. This analytical constraint prevents complete reflection of

complex multi-player competitive dynamics characterizing the design platform market.

» Limitation of Researcher Objectivity: As the Chief Executive Officer of LUCASMETA
serving as primary author, this study confronts inherent objectivity limitations common to
participatory action research. The researcher's organizational role and strategic
involvement potentially introduces interpretive bias in competitive assessment, strategy
formulation, and performance evaluation. While transparency regarding researcher
positionality mitigates this limitation, readers should interpret findings recognizing this

methodological constraint inherent to qualitative case study research conducted by
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organizational insiders.

« Absence of Technical Verification: Claims regarding Design Al Agent technology
performance and 90%+ cost reduction effects lack objective benchmark verification
through controlled comparative studies or independent technical audits. Future research
should incorporate rigorous technical performance validation through systematic
benchmarking methodologies providing quantifiable evidence supporting claimed

advantages.

* Geographic Scope Restrictions: This research focuses primarily on Korean market context
with limited examination of global market competitive strategies, particularly detailed
analysis of major market characteristics and localization requirements across North

America, Europe, and Asia—-Pacific regions.

7.3. Research Implications
7.3.1. Theoretical Implications

This study makes several significant theoretical contributions to competitive strategy

literature:

* Extension of Startup Competitive Strategy Theory in Al Era: This research presents a
comprehensive theoretical framework examining how technology startups can neutralize
incumbents' core assets through disruptive technological paradigms in the Al era. The
analysis demonstrates that competitive advantage increasingly derives not from
incremental feature superiority but from fundamental architectural innovation that renders
existing assets partially obsolete. This finding extends traditional underdog strategy theory
beyond resource-focused competition to paradigm-transforming innovation strategies (Han,
J. K., Kim, N., & Kim, H., 2001).

+ Competitive Strategy Model Development for Digital Platform Markets: The study
articulates strategic frameworks for late market entrants to overcome network effects and
economies of scale advantages characterizing digital platform markets (Parker, G. G., Van
Alstyne, M. W., & Choudary, S. P., 2016). The dual business model combining
marketplace—-mediated distribution with customized enterprise deployment offers theoretical
insights into how resource-constrained entrants can simultaneously achieve market
penetration velocity and customer relationship depth—typically considered mutually

exclusive strategic objectives.

¢ Cloud Marketplace as Strategic Channel Theory: This research identifies and analyzes
cloud marketplaces as transformative distribution channels fundamentally altering
competitive dynamics in enterprise software markets. By conceptualizing marketplaces as

strategic leverage mechanisms rather than mere sales channels, the study contributes to
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emerging literature examining how platform ecosystems reshape competitive strategy

options for startups and incumbents alike (Gawer, A., & Cusumano, M. A., 2014).

7.3.2. Practical Implications

* Practical Guidelines for Technology Startup Management: This research provides concrete
strategic frameworks for technology startups competing against dominant incumbents in
rapidly evolving markets. The systematic analysis of vulnerability identification, resource
concentration, and asymmetric competition offers actionable guidance for entrepreneurs
navigating similar competitive challenges across diverse industries (Han, J. K., Kim, N., &
Kim, H., 2001).

¢ Investment Evaluation Criteria for Venture Capital: The study emphasizes evaluation
dimensions beyond traditional metrics of technology capability or addressable market size.
For investors assessing startup potential, the analysis highlights importance of evaluating:
(1) paradigm-transforming business model innovation capacity; (2) strategic channel access
and partnership leverage; (3) operational model scalability relative to incumbents; (4)
ability to render incumbent assets partially obsolete (Christensen, C. M., 1997). These
evaluation criteria provide sophisticated frameworks for assessing long—-term competitive

sustainability beyond superficial competitive analysis.

* Platform Selection Framework for Corporate Customers: By systematically analyzing
factors B2B customers should prioritize when selecting design platforms, the study
provides decision frameworks emphasizing security architecture, customization depth,
operational efficiency gains, and total cost of ownership beyond simple feature comparison
checklists. This analytical framework supports more sophisticated procurement

decision-making aligned with strategic organizational objectives (Clark, S., 2024).

7.3.3. Policy Implications

* National Startup Development Policy Evolution: This study suggests that for domestic
startups to succeed in global competition, government support policies must evolve beyond
traditional R&D funding toward comprehensive strategic competitiveness enhancement
encompassing: (1) global cloud marketplace partnership facilitation; (2) localization and
internationalization support; (3) strategic marketing and customer acquisition assistance;
(4) regulatory framework optimization enabling innovative business models. This holistic
support approach addresses the full spectrum of barriers constraining startup global

competitiveness.

» Digital Ecosystem Development Policy Directions: The research demonstrates policy
support necessity in data utilization frameworks, Al technology development infrastructure,

and security standard harmonization enabling domestic digital platform companies to
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achieve global competitiveness. Particular emphasis on inter—enterprise partnership
activation and regulatory modernization facilitating B2B market competitive advantage

creation provides specific policy action recommendations.

7.3.4. Social Implications

* Contribution to Design Democratization: Al-based design automation technology enables
users lacking professional design expertise to generate high—quality design outputs,
creating social value through enhanced design accessibility and expanded creative activity
participation (Filieri, R., McLeay, F., & Pak, J., 2021). This democratization potentially
reduces creative capability gaps between organizations of varying resource levels,

promoting more equitable competitive environments.

« Strengthening SME Marketing Capabilities: Cost-effective, efficiency—-focused design
platforms enable small and medium enterprises to establish marketing materials and brand
identities comparable to large corporations, contributing to reduced market competitiveness
disparities and creating fairer competitive ecosystems. This capability enhancement
particularly benefits resource—constrained organizations disproportionately disadvantaged

by traditional design production cost structures.

» Sustainable Digital Ecosystem Development: Domestic startup success in global
competition reduces dependency on overseas platforms and contributes to enhanced
domestic digital ecosystem independence, sustainability, and value capture. This strategic
autonomy dimension carries implications beyond individual company success to national

digital infrastructure resilience and economic sovereignty.

7.3.5. Implications for Future Research Directions

¢ Necessity for Longitudinal Empirical Studies: Addressing this study's primary limitation
requires comprehensive longitudinal research tracking Nyx-One's market performance
following its 2025 launch. Future research should employ rigorous quantitative
methodologies examining customer adoption patterns, usage metrics, retention rates,
competitive response dynamics, and strategic adaptation evolution. Such empirical studies

would validate or refine theoretical predictions articulated in this research.

* Expansion of Comparative Case Studies: To verify the generalizability of strategic models
presented in this research, comparative studies examining similar competitive scenarios
across different industries and geographic contexts are essential. Cross—-industry analysis
would illuminate which strategic principles constitute universal competitive logic versus
context—specific applications, enhancing theoretical framework robustness and practical

applicability.
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Technology Innovation and Competitive Strategy Relationship Research: Given rapid Al
technology evolution fundamentally reshaping design platform market structures, in—-depth
research examining relationships between technological innovation trajectories and
competitive strategy effectiveness over time constitutes critical future research directions.
Such research should investigate how continuous technological advancement cycles affect
sustainable competitive advantage, incumbent response patterns, and market structure
evolution (Christensen, C. M., 1997).

Global Market Entry Strategy Research: Building upon domestic market strategies
analyzed in this study, research examining specific international market entry strategies,
localization requirements, regional competitive dynamics, and cross—cultural adaptation
mechanisms would provide valuable insights for startups pursuing global expansion

following domestic market establishment (Moore, G. A., 2014).
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. 59 o]&} 183 | 33.4
30t o]s} 152 27.7

104 930 120 6~10d 152 27.7

A7 ' =477k 11~154 93 17.0
50Th 126 23.0

6041 o14 10 -3 16~20d 69 12.6

° : 20 o]t 51 9.3

7 548 | 100.0 7l 548 | 100.0

1009 1] wt 293 53.4 50% wak 279 | 50.9

1009 ~200% 1] 7F 88 16.1 50~100% W]t 148 27.0

e Adate

2009} ~5009] =] 1t 99 18.1 100~2009 w]wt 74 135
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= = ==
T f;%gll ‘j%o—)': Cronbach's Alpha A4~
5% ESGH A 8 8 0.947
A%7ks HHA 8 7 0.943
AT 4 4 0.913
AR 5 1 0.902
7 25 23
TG By B4
TREAN B RS 3517 ol do Eeld @ oliEA(Confirmatory Factor Analysis: CFA)S
Alaatglon o A= <GE 5>l f.oFF o] gl
CE 5> AAH L%y s}
A g ;S“mate ; S. E C. R .
#7444 2 [ 1.000 | 0.794
#8749 1 0.968 | 0.785 | 0.047 20.654 000"
#7444 4 | 1174 | 0866 | 0.050 23.657 000"
TEY #7444 3 | 0980 | 0.763 | 0.049 19.911 000"
ESG 43 | AgA# 3 | 1216 | 0892 0.049 24.689 000"
Mg 2 | 1115 | 0.854 [ 0.048 23.201 000"
APE4A 1 | 1132 | 0.867 | 0.048 23.713 000"
Mg 4 | 1.042 [ 0.809 [ 0.048 21.518
A%7bs 6 | 1.000 | 0.859
A&7l 4 | 0.942 | 0.808 |  0.039 24.005 000"
2o A%7bs 5 | 1.026 | 0.863 | 0.038 26.969 000"
04 A%7bs 7 | 0922 | 0.805 | 0.039 23.844 000"
A&7k 1 | 1.062 | 0.864 | 0.039 27.023 000"
A%7bs 3 | 0.980 | 0.806 | 0.041 23.891 000"
A&7k 2 | 1.042 | 0.871 | 0.038 27.466 000"
J&q%E 4 | 1.000 | 0.840
Aapas q&P¥ 3 | 0999 | 0.872 | 0.040 25.168 000"
e Ggy® 1 | 0938 | 0.843 | 0.039 23.900 | 000"
Setgs 2 | 0932 [ 0.850 | 0.038 24.211 000"
wATE 2 [ 1.000 | 0.830
A 2R 3 [ 1.071 | 0.853 | 0.045 23.928 000"
wATE 4 [ 1.023 | 0.870 | 0.042 24.615 000"
TAWE 1 | 1.005 | 0794 | 0.047 21.521 000"

1. fixed parameter n=548

model fit: x?>=1106.714, p=0.000, df=224, x%df=4.941

RMSEA= 0.085, TLI=0.911, CFI=0.921

** p< 0.001
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3) Abstract

The Impact of Supply Chain ESG Policies on Sustainable Leadership,
Role Behavior, and Customer Satisfaction:
Based on the SER-M Model

You Sung Baek, Dong Sung Cho

This study empirically verifies the impact of the supply chain ESG policies of a major
corporation, which is a primary contractor, on the sustainable leadership of managers of its
subcontractors, the role behaviors of its members, and customer satisfaction, based on the
SER-M model (Cho, 2018). Specifically, the analysis utilized survey data from 548 employees
of manufacturing SMEs located in Gyeonggi Province, which are subcontractors of large
corporations. The results of the analysis showed that, first, supply chain ESG policies had a
positive effect on sustainable leadership (B=0.671, p<0.001). Second, sustainable leadership also
had a positive effect on role behaviors and customer satisfaction. Third, the role behaviors of
members of subcontractors had a positive effect on customer satisfaction (8=0.342, p<0.001).
Fourth, reviewing the empirical analysis findings from this study based on the SER-M model
confirmed the structural relationships and context among the research model's factors, including
environment, subject, resources, and performance. The empirical findings from this study offer
various policy implications for SMEs.

Keywords: Supply chain ESG policy, sustainable leadership, role behavior, customer satisfaction,

SER-M model,
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e

AT 5 QA sk oyt olElg Ve =Y AE i 4o A
. &3gs 7Nk Au]x~ FA(Digital  Servitization) Z@=2  #
(robo-advisors), #¥ (chatbots), 7H¢ WA (virtual assistants) 52 F3 Z&HFF A2kdlel oA}
AR Y& 7HsetA g

T2 A g SHAAE Al Wt 48, nAy deleE Asta vy
togx 7]E EEZYQ o] IFAEZ wdtl Aol AY(NLP)eF #AA A
utje] 5 HAE dolgd A" Al AElE At q
H
i=]

analysis)S T2 FA A4 = walo]
TR AA sk, VAEEHEE Ve daEgE A TEZHS A VP A A
o] AAEe} £55 Eol= gAY EE 9 (out-of-sample) AIE WAL TS A&H 7tk A}

718kx], et do]E(alternative data)E &3t F/V\EL 7t S AlE= N F87139 98 =%
o BF Uy ¥HE =S UM stol, aeAI=E Adte] A WAYUSS I 1%
3tele oz g AdtiDarko B. Vukovic et al. 2025)

%3] SEwA SA FeAAs FAAA Aol MA: v
= 3

= Hrsta F%9 7] Eox AdEa Yt £3] Al Fgo] F§94, AuARS
AN FAAC vAE dgFS AAHeR sy A, FAVTES FEEE Al 8§ 998 #
gdalsy BFstarxl k. OECD(2021), T8989 3(FSB)(2024), BIS FSI(2024, 2025)% Al
T8 A& worg Ul 7HAE A dT

Al FEAZNA o AAE vlelE o HAY JRE Shgote] At 7HA] 9|, 2laa a9,

NG AUE RAGORN FAAL 455 % JusE Fsadl drh ABA BA W FAR
ge vAsel MAFH BAZ H5T 5+ AE PelY N =B HH5 wdo] 4guv o
B Wshe FEAgNAY Auu g A §E SRR Faste WAUZOR Fgat

T WA, g3 B8 2 7AF4 99 [Risk Management and Regulatory Compliance)

2 Fulnk Ao Ay dHolHE AAte R RUEHS, 71E 4f
Alxgnn G4 52 JUER ol AFE st oy 7|&e 4l
ﬁi]/\i 7}, X}:LH]EL A (AML), W% Al(Inter Control), Alel¥ =3 #Ag Fo=z FAsa
At FE7ITe] AIE HEE w A9 Jled, AUAdES FRE o] Aoy, qiA =S Al
ANd s ZHdAaE FEFoR Ve TR SEA, A=A AEde] AU AAYEe 7w

o] wojof Ft},

A HA, v F§ D s MHl2 9 9 (Consumer Finance and Personalization)

TEAaHRF T4 A= AV A S o]ﬁﬂ sk RISt Aujzo] WM E GFatar glvh vdolH
A Ao AU, AHsiH, 99X FR, txd EEEH v A dlelElE Fisle] 179
AT U2E dSsta /e 258 3Es @ﬁlé}u ol E]‘jr ole} Ze Al 7wk 1A AlEshe
w8 XE84E st V&Y dEH AE T4 72 ]*1 1A dlolE] 7|yke] BEEY AMH| A T
X2 F8AYE JAEsta Qi

v WA, Moy 2 28 §83 o9 (Operational and Back-office Automation)
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Al9l HdolE7F F87139 AT v& Fxd nAs Qo] Qo] 9 Asdtel TEAx F
Hats A Az AAET 535 AFdoiH 2 (NLP), 94214 (Computer Vision), RPA (Robotic
Process Automation) 7]&¢] ZA3ste] WHEAQd JFE Aedgdozi vE a4 2/ HAis)

Al @At o) o)y ed afseE 871 WEY 4F E5S doly 4y ‘AT

g AAAE R ARshs dea Aske) ojn)zt glrh,

e Hg oY F8 g 89 A FARIA

A4, | AVddelHE MAgH A
5 A2 A saan Ass

oL s ne Learning and Big Data in Finance
A dnag P28 75 & and e e

OECD(2021) Artificial Intelligence, Machi

*.

g8~ B Sl Al =91 Al H . . . . .
oA Ad x|, 2 B ZAd.me An e FSB(2024) The Financial Stability Implic
SAEA, ol | A AEA A4 Fust o

=2a Ands 5| A )

4
ich
i
i
=
2 ol

2
&
-1

Ho &

ing Al in the Financial Sector &

ations of Al; BIS FSI(2024-2025) Regulat

gy &4,
4%
718k A 2=

)
lo

Bef o]y A

e IS

® &7 3§
5 )9l Al
s

AT 2 F§ E8A 3 | ne Learning and Big Data in Finance

offt o M
offt
oft

2 |~ e K

E8) /H3tE F8A418 | OECD(2021) Artificial Intelligence, Machi

wAe  Aa | o

@ wovl~ g | dAdeely zEE, | L) . BIS-FSI Intelligent financial system: how
o s . | EE7IHe THAANE . A .
o a3 oo a2~ HAY | 7Y 13e] ZhAARZ (Value Al is transforming finance

Lot
off

%2]: OECD, FSB, BIS-FSI BaAE ulgoz Az} 74

SER-M =¥ 7|§e] A=t AJas 54, &4, Addelehs Al 7k #dor fejs] 245k
FAFole] AE o], o5 &40 FHA FeHEe T MAUSTE rHEE 24 Btk
T4 2014). AEA A dye Fr AR 2AYES FAEE FAVEAE, A st
AZA 24e Fxsbe SA7IEA, O g ARbE dxste Ad7ay 5 o a4
2HE 7ol A& gk vy AA VIl ke ok @ aavto R AWErEtes, ME HE
S50 oW At AdsAgstTtel os) AAs= A7k ¥rh SER-MEE2 o]t Ao
oAl A (Subject), #7(Environment), #t9(Resources)ol#h= Al 849} o]E59 Jaz§ e
2l #AYF(Mechanism), 7L 232 =E%= g3 (Performance)E shte] AA <rell A 2238t
TAl4e] S A e udt e AT EEA 2014 FAS, 28 2022)

o SollA FAS)= 7197 AFx & AL FAlol He deAelr, @B A T,



B =, rAAE, 71 s 5 oY 23S deb, AR 9A, AN, 71, dvolE, WES
A T 719el Bsta FAlsks 7d, FEe AdS oud AAUSEME ole e FA -8 -At

Aol Astel Aol £ AL, o|F o HHP)Z oot A FF A4 AelolA Ay
welE BRHEEFA, TR 2022). A Bal, AUEE FA-BG- Aol Fenput 47
eh AFE(output) Alel® QAT ME BFowA J)gle] Ake AAsn AYshs »v%ow 7}
a4k of® 4¥e FAEAS BAsE G4 Aol of shgeld J1de FASAE FA,

4, AQEo] ojws] 23E T s mijel os) #5-Hr),

SER-M Edo A wWAYUZ A dal= %3 (Combination), < (Permutation), AZHTime)e] &=
A F& TR AYEAc(zsA, B3 2022). 22 Az EXE A7) 98 oW 24 F
A, B4, A Ad g & AR = ey @ 4Eo] ofHl AL 5207 ZHE

o
2 AYPHE=AE qnjg. ol FA, 874, 2ol
FAsE A Alael @5 9= (Logic of Thought
= AHoR, V1Y AA 97t olE 849 /7]
A8 WAYZAN =ERS FoIHERFA 2014, A-HH,
o

and Principles of Behavior)ol] 419 %73
= 3}
SAS 7H 719 E ol AT 4

49 At AFS B YYHE

=

%57 2023) oleld #HA SER-ML U
A7} WA ol g, MAUEE oW A SaatTll tE ekl Aojel RETHAA

=, 2574 2022)

olelg wgold SER-M Bdle FA, #7, A9 wdel we J1del Wg P47 A wAY

AA, ZFxy dAUSFS FAS)] v Fogde] AxA 4TS WA Ad¥ A4S ANFA T
o] 7= f¥e2, 34 X (S-E-RF AY Fx (S-R-E) F 74 AF 82 v #
A FEFS-E-RE FA vl AFA uAd Feo)H wats B MR A, AE, Ve 84
T8 AaHoer FHta, 1 owoﬂ 2H1S olol] Bt wjx]-Zggc) vk 2k FEY(S-R-E)&
FAZE WF-ol A 1Y, 7], dolH 5 AR AY9S AAor FHG & old A9 T
& 95 Ao W&t Al 7135 ANHsE A2E 7

A, A4 AAUZS Folzl Aol #4¢ WP FAG AFHoZ WIS FEIE §
goz, /& AUL AAZ B3¢ U 87 FAR-S-E)% Foia 87 solA 49 Fas
= oA HAE-S-RoR FRAT. 87 AAAR-S-BE oln F48 493 dRe Bdm A
o AEH 4Be B FE TR 14 A8, UE 932 5 9% 842 SEH0E wsAud. 4
A4 HAFE-S-RE Fold BPL ol FAL AY LEZelo AT, 24 4F AR, U4
A8 5 AW F2E TR Jug

AR, Agq MAUZE o AA Aoke AHon S8 AY 8L 2FHow Bga
S

o, 374 ZqS(E R-S)eb 29 A§R-E-S)9] F 714 AF FPo= vwrh &4 Aed
(E-R-S)& Foixl 24 215 AN sP7IHths 2 QoA B Aels #f4-3eshs
24e 70 ‘01‘3%, A AEBR-E-S) 7€ A4S AAZ 8749 wsks deEHoz 83}
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= 7ol A e A dEe weh SEReS A3 -A=947F olw A
2 HAFH, T4 248 BAsHets Aol WAYUSE AAE S A3
[e}

®2. =< 71 AAYSE 73

HAUSE 2 | AR 73 Al W&
@7 F= ; 15 71 2ol uralo o HAS MIZHoT NZ3F
. (S-E-R) A7b A3 WA Fojd won Are AL AFHoT Fx3
1= ¥l A= - - —
CLES | 201 29 e AT 24 Wil Az 49 35E
_ BN | 12 A9g Foln 2aom 747 B4 43402 209
A 2 A
Fosp) | 71E #4& Fox znow FAL Adg A0 H4%
A4 A% | )= g oz = % 9o rTHom i W B
(E-R-S) 71E AA S Ve FAVE V€ AE TR By g 28
A a s ; : : — -
LIS | e e oz FAt 2802 848 BEIE 49 43
=4, 2574(2014)
m. a7 W9

FYPZEH I EEA (05 AYZE)E 2016 AHE Al 7|9k AHa ABEGS R, AlY 5§
3t FANE D Auas 4 AdRde da ‘T ZE(Qraft) B AP F

‘FEQuant)’ 9] FAHE, 587 AIE HE3 Auwg F2 £F4S wEATE 7Y 2

Gar QJoh(uf g o] Zi=w] 2024.09).

AR A diEe AEogn AAE A 5 e 9E dags = A

zhots] Addon, Algo] 93] o|FAH AAEE ZRAAE Al V|ER sk AL HFEE 4

ey
)

C

o

=3
L)

-

AYPZEE FY 7Y HEE FL2EFAAHANYSE) AVl 283t AE B AAAFHA=(ETR)E

Agsln FRE AZY FES Wkt thE AF o7 QRFT(Qraft AI-Enhanced U.S. Large Cap

ETF), AMOM, NVQ, LQAI 5 478 ©]4¢] Al ETFS &3},

E3] 20220 £A9 3 Fo| oj11= AdE ATEWZ TFO0TRE 19 46009 dy TR A=

C ¥4 frAety 7legds AAX R QAgukgith(2Mn] = 2022.02.13.) °]F w&3 T3 &
=

A Hele Ayeta R&D # AA AHES Sdie] =™ Al 72 EF4 AR

24 Py

2. &
wATE Al 7lse] 58 HlEYRe Fxeh 49 vzUFol oW WAew F3E o] gl M
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B Yo7t A& A A4

Ho BIA 7%

%4 A =R S AdEH oz gAFTH Yin(2008)9
= 94 S ke
o

= o 1
87 % AEAEE AR WY SN BT
F3(EB), AAR), AAUZOE] F52

<4
W

4N oo ) lo

AES), FAHE), AR, AAUFTMS EAsta &Ll uet WAYSFS A e

3. AETAY 1Y 4y

¥ ATE AgmEe] SER-M 249 WAUEY FuH WsE B4 3
tath P9 ARt AT A By BRI AN SEnR, Adund, 719

2
o
ol
N
do
2
o
o2
o
o2
oX

%
>
il

& 748 A
o Y AR dJelx ‘AR ZEHAFEAL PPk BFX IEA AR, A2 V)AL A R
Aw T& EFsth. ARA AAARE 98 Al ETF (QRFT, AMOM, HDIV §)¢] &5 A
& 38 Aot 7199 #lE ARARE F8ste] AFAY dAUSE A3E AFEsin Fd
Atsas SER-M BEds 7ipke 2 & Wig 4 B A 24 s Aldsslth AAYSM) SR s
FAS), FAE), ALR) 3t Foag AT Fdol FH8te], 7o) 27|FH dAA ojud

Ak vAYS F3S Agsta set=A 85

=

ot #AY, 27 AJx=®" 2t FHH ATz
& FolA WEH oY (transformational
TAYe F79 24 F3E W3 7= I
o1 2]

leadership)< 2t 7F vl A A&} AAE HIS =
30 = = st @4 Y4 fde® FH7tE (Yoo

Qe Aiste Ader Wl

Min 2024).

o ar

-1 O
3} (Hossain S.et al.2025), &% # T4 (shared/distributed leadership) A&-Alo] EAkw
14 g4 dao] ALY ke T, ot ol 53t (Jinlong Zhu et al. 2018)

AT T oo, By A Wl of® el euAe
AL 71 Fgul=U2s A AAsa AGREAE A T o BH EUg AFdd
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= 7 A AA AL dZlE FEH AFZ2A G Uess dEE FAsksih 2019
d o]F FEZFAAYL QRFT(Qraft Al-Enhanced U.S. Large Cap ETF), AMOM(Qraft
Al-Enhanced U.S. Large Cap Momentum ETF)E ¢330z AAA7IH EAXHOT 8317 A
Z43kQlth. ol AHWEZETE v ETF Algelgts 4 298] Al &89 AFE LFoA HAF:
v 59, AFgA sge.

20221 o] % 3 H, = ol AAE Ale} = o= A@LLM)e gt
= A= =8 *J?j Aubell AIZF W=y 2 Qe gl A a4z d9Hs e dada gl
th A AlE "92E old, 89, AHo|gH, RuA A T ZHE, uE, WMoy [ T
< vAY S5 AR §A A= A= =7 okl dAAQL dlolE] oxAA QIEEE <l
A8k7] Al ergleh. AHIToHNVIDA 2025)9] bl uxel] maw, S22 587138 49119 98%
7F 202549 Al 1z FA45 Foid Agelsta gwatgien AV 58] A A4y Fn
Farow g Fal dFS HAFEH

rl?l
rlo
R
S
o
&
oy
O,
o
olN
0
N
it

Al

FAC AlZEo mhe XE gjaa e, doly Awds, ARrEsdXAD, arA BE 8 felo]
b 8 gtAl oAl i Als o ol ARA Yol ofuet A=A Wl v, 3hEe
olgelal AlE Ao s FAsojol shs Ve R 1A FI glrh ol g &7 wshs Al ARl
Ae N A A sEE del o8 S8 EREel geoR d8sts Al d=Ze, EUF
AeAz 4s 4Fd AL a7 =AU

ANZES o &7 st sk Al A ERE, AU FEor s dFs A

Atk FESAAH L 4GS Al ETF 3 QRFPE EY2g Hal 53¢ ¥ 5718 58 §

AR AE el Al%}ﬂr aZel A=E guagint. 202890 E LG Al 9 TEo A

SAA Yz st AV B4 dF,LEZY S 1A A AAS F3EE o] AT ETFE AR
ATh 2025WolE DLEQP 29} =& ofrlo} o Al 7|Hb xpAk#e] ZAF 743 AllNeural
Fin. ADE &A%t

al
P
3 AldS 2dS 7uko® slE LG QRAFT Al-Powered U.S. Large Cap Core ETF(LQADE
a8
o

ob&e AALZEE FEE A 3l BNP sejnl, S 29 A5AIA EHEE(Solactive) s 2]
HEUPS Faf 71dFAA g Al A 54 AJads Aedess s ETF 284 Hel
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AT Bl AALEE O ol Bd Al B8 £8A6] WFEA %5 o 48 A4UL
WA G A, A, 12 el o] olF x4, ATHTOEA A F94e FPe T

w
2
e
e
)

Age Fge] A dAsti AATIE Fusy] g8 BeAE A4, B4, A1&H SN o
gtk FEAY T e TR wFe] 2 Aol HelH, dnYFE, Axes 2L 7% A9
e /19 2 43 ARE AYsts 980 A8ar AU/ MBARBVC B, FAG e
3 fAbe 87 ol M E ldvieh AEAel A9 Ty BEPAel nek §7149 Yk deba
PO (PAN A LE ) EF 2012), oW P FF Hoke] Al B8 AlE 489 + Ak

E Aol E Y ZE Al 7]E AL A Ahog BAsE, 2o A £35S Fls)
71 f8 A 10deldleln HY 10~50% &, 73 Fx § 5~20M 5o 22H Al 9H= 7Y
¢l Axyon AI(2016, olZgop$t EquBot(2017, WFH)S HAwaz A4t Axyon
AlLEquBot,2025).0]%= E9% Aladdins WE SAFH] @ HluEts fARE 4% A AFY
2aS 71zl Vs 5318 7149 vlavh Y ZE Y 5A4E BAske o Agfeithe dd
71%3 Aolth(BlacRock,2025). o]&3 &S AAZ APZEV FHe & A4 7], dHolg =AY

TEE U 7P SHA A,

1=}
RLN
=
=

o

P

AgzES] AY TrE AFAN AE $8A7} Y F4 243 ARG & AR 2,
= x 3] #

[e]
o] 5470l

7l AY FHelAd FAYPEZEE Y EazlFH(Q-DNN), AsstE g3 g2 AaH
(AlphaFactory), Al Edlold £F4% ddo & dxdS A s sivh ded 76k Al Ed

old &R Tkt 37t e HEE AN T4l FEIHA, ElelWd THoR 2Ase
WA R, APdel AAE THAC Aso vivishs Ve ZEas vivist ApdstEn o] Ve #
G71¢el Al =233 A7 455 Agshs v 285, A A Ay Edolrete] nlaeA
o 5bp~13bp7HAl 2 FAES V1S5S Ve Aol Al &84 AAHI A& AAETHE
An = 2022.02.13).

3.2 Al ETF €34 AF A5 A¢

ARZEE =52 NEe 8§ ds AA FFAFHE(ETR A AEFoz2n 7|e ALdE Al
Al AR gtk 20199 59 209 olF M= FEFUA WL 4EE QRFT(Qraft Al-Enhanced
U.S. Large Cap ETF), AMOM(Qraft Al-Enhanced U.S. Large Cap Momentum ETF)& AHZE
o Hejd 7k " ¥, 2uy 2dS &835te] S&P 500 HFFE A, AN e FRE F
shar gtk 2023delE LG AIAT93 35 Adg Al oS RE2E& 7|We= 3= LQAIQraft
Al-Enhanced Large Cap Core ETF)E 4&3sle] A7l B4, dF FEZZQ FA7A] AAAHES

- 98 -



—

sle Fo] A ETFE AR o3 ETFELS Al 2do] w3k o ol v R %] &x
TALETAL AA <t A g AFwer FAHATE HollA AYZES Ve Ado] a8
A=A A" Adyo] At AL oudith. EquBotd AIEQ(Amplify Al Powered Equity ETF)
A IBM Watson 718F A7} e 2dutjol- A FAR 5 1370 doje] ¥ olHE 48 T5&
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Abstract
Al-Based Financial Business Strategy Innovation:

The Case of Qraft Technologies

Mi Jung Kang

This study investigates how artificial intelligence (AI) is integrated into the structure of the
financial industry and into strategic decision—-making mechanisms, and how this integration shapes
firms’ dynamic evolution and sustainable competitive advantage. Using the SER-M framework as
the primary analytical lens, the study conducts a longitudinal case analysis of Qraft Technologies,
a fintech firm that has embedded Al across the entire asset management value chain and
established an Al-based financial business model.

The analysis shows that Qraft Technologies’ strategic mechanisms evolve through three distinct
SER-M  permutations. In the initial resource-creation (S-R-E) stage, transformational,
entrepreneurial, and digital leadership drove the proactive development of core technological
resources—including a deep learning investment engine, data infrastructure, and Al trading systems
—while exchange-traded funds (ETFs) were strategically chosen as an institutional channel for
validating and diffusing Al-based strategies. In the subsequent environment-innovation (R-S-E)
stage, accumulated technological and performance resources were leveraged to list Al-driven ETFs
on the New York Stock Exchange and to build global partnerships, thereby elevating Al-based
asset management to a new investment paradigm recognized by both markets and regulators and
building significant trust capital. In the current resource-adaptation (R-E-S) stage, large-scale
funding, large language models (LLMs), generative Al, and strengthened data governance
capabilities enable proactive adaptation to regulatory, technological, and customer shifts, and
support the transition toward an ecosystem-oriented business model that integrates Al ETF
management, B2B Al solutions, and LLM-based wealth management platforms.

These findings indicate that the success of Al-based financial businesses depends not only on
the superiority of individual technologies, but more fundamentally on the design and staged
transition of SER-M mechanisms that align leadership, resources, and environment. The study
conceptualizes leadership as a strategic architect of mechanisms rather than a mere individual
attribute, shows how Al-related resources can be extended from internal capabilities to external
platforms and infrastructure, and identifies a stepwise growth path in which legitimacy is first
secured in the most stringent market and regulatory environments and then leveraged for platform
and ecosystem expansion. Moreover, by illustrating the potential of LLM- and generative Al-based
personalized wealth management services for elderly and digitally vulnerable clients, the study
offers implications for the design of responsible, inclusive Al-driven financial services and related
public policy.

Keywords: Al-based financial business strategy, Al-based asset management, SER-M mechanism
analysis, Qraft Technologies
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