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in this paper o have tried Lo ¢ive a nicture of the factors (it
are involved in deciding on the prciuct dovelopmant policy and
pwocedura at Asko.

Zt i3 very cacy and uadzarn to claim that product development i
marketing-oricnted, Lut in Aslko it is all determined by the tecl-
nical possibilities in thc factory halls. Ve never come to tho
factory end sey: "The consumer wants a golde. egg, produce a ¢o’u a
egg", no, we ask thcm: "Do wa have the [faci. ...s ©o lay golden
eggs". If they say no, thea ve tell the consuies that it is no
good to buy a ¢olden cug. W2 mist got him to buy an egg that we
can produce. I would gy that the proauzt developnent is design-
oriented. O roursc Lhnre ore many neanings to the word design.
The basic mcaring is of coursz technical one that you design sci2-
thing. But “n Finlaia ool e oo mmavaws wowiibl s thie word decan
involves sometiuing moce,., It has almost a mystic value. It is
somathing conn¢cted with tre¢ arts and the sculpture. I£ you say
design to a Firn ha means that, besides engincering, you take the
esthetics into consideration whether it is a pizce of glass, fu.-
niture, ccramics.

Design has alec becorz an advertising word., I would say chat ueo! i
as mentioned here must be taken in its marketing anéd advertising
context more then in itn te-h.ice) speuns.

Our product dJdeveloprant i 8lso materials orientcc in the sensce
that our main raw matexial is Finnish birch, Everycthing done at
Asko comes from the fact that we have hirch in Finland. Even il
you see metal, fibce gluss and nlastics, these aro but experinmont.
outside the cwverviry rircad-and=hutter activity which is working

birch, working birch ~nd werking birch. Even vnainting and uvphol-




stering it alwaeys welanel Lo naren.  Lat O cher oother hend §oweuld

cay tha% our product develonacnt o, naterials-oriented in tne sconse
that we accept tnat there are act Fotoyials coming., We arvce aliost
cager to experiment with the new paterials but we are not So eaqer
to involve thew in the Fioal o wction facilitios here until we
%xnow for sure that thesc waterials are toO stay in furniture produc-
tion, and s0 we have cemained wood-oriented even with the advaent

of plasties and other materials.

I would stress that product development at Asko comprises all four
Factors mentioned here working hand~-in-hand:. marketing, design,
materials and production. Representatives of all these phases of
the company’s workings axe included in the body that we call the
"product developnent committee”, and that is the heart of the mat-
ter. The product development coinittee is a halrf-voluntary com-
mittee that meets regularly once a week and comprises also repre-
sentatives of productior and of narketing including retailing and
exporting personnel. The manager of our woodworking factory is
also chairman at these 'mectings. !¢ 1s respousible for the contin-
ued existence of this product develop.ent comsitctec. He is also

the man who answers for the resulce.

The work has been divided irto iwo ¢roups. (ac s involved with
home furniture, and one is involved witihh concract Javuiture. There
axe, of course, people whose wois comprises both, «.d then they
attend boch meetings. DBut there arc certain peop.c /a0 are not,
in their daily rouline, interesced in hore furniture or vice versa,
and so they attend only their specitic lacetings. The manager ana
secretary of the home farniture part ol che desicr developrient com-
mitteo has no other job to do. lie is like an everyday manager of
the howe furniture developmnent routine, whereas e chairwan over=

sees tue workings of the cornitiec.

Financially, the marketing director 1is responsible. He provides
¢he roney f{or this operation even if he 1is cnly one of the wembers

thereof. Ilie is not the chairwan rner docs ne run it,

This orqunization is not like anything to be [wund in text books
{or ovganizing product develcvment. it is somrtiing that has growm

erith Asko in accordance with tne growt: of the cowpany, in accord-
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of people employed at Asko. 3o it is nothing that we have forced
into Asko believing that it is the way that product development:
hust be done. This is somethii.g that we have ~vorked at through
years of experiments; and we will always say that this is not
something that has to be for ever. It can change next Year, when

or in the store building. The main reason has been that the oper=-
ation has been flexible and that we have had, like the Americans
say, "feelers out all the time" with different kinds of people ine~
volved in the meeting including, for eéxample, somebody who knows
about the American market, somebody who knows' about the Finnish
market etc., and finally that these people have, in Co~-operation,
developed new products. It is not one man who accomplished this,
it is always the team. In fact, it is cbout 120 % team work.

But then again there is one side to it which I have stressed, and
that is design, and in particular, the almost artistic meaning of
this word to the Finn. Thig committee does not by themselves dc-
sign, they only look at drawings and pPrototypes that otner people
have made. we use free~lance designers extensively. There are
almost no staff designers at Asko to wﬁbm the committee would o
and say: “Sir, because you are getting your daily bread ard butter
froin Asko, do this for us." No, it is kept on a very liberal, a
very democratic Lasis where the designer can Bay, "Go to hell," if
he does not feel like listening to the pPeople from Asko., It is
very important because in this way we get designs that the markete
ing or production Pecple could never dream of. The marketing and
Production people are specialists in their work but they are not
na&hasurily specialists in design. Not, anyway, in future trerAds,
There the designer is the man (or woman) to do the design, and
therefore we use as much as posasible the assistance of free lanco
designers,

Somet.imes of Course we say Lo them: "Our marketing (or our sales)
People would iike to have a chair this big and of this formation
Costing only ro much, " and the designer tries to solve the problom,
But the designer also feels free to drecm up anythir.g he feels that
People would buy, and he can come to the committee and say: "Gentle-




men, would you like to look at thesec drawings?" and the committce

does.

I would say that most of the dec:rms that we ha-e in our collection
and that have become internationally well-known, well-advertised,
well-photoyraphed and well-publicized are designs that we never

asked the designer to do - but he came to us and said he felt thot §
this would fit well into oux collection. |

There is a very important thing which I think has kept Asko going.
Zven though I say here that product analysis is on the basis of
computerized past performance less future axpectations, there is
very much, over and above all this artistic freedom, also something
that comes from the computerized data that we get from our day-to-
day operation. On one hand we tell the desiyners: "Dream up some-
thing for us" on the other, we know what he may not dream up from
the data we have from the evaryday operation. lere is the diffi-
cult job of a design committee, because one hand is free and one

is tied down, and balance and results must be obtained.

It is so casy, with all the computevized data we have, to say:
"Gentlemen, we have the figures, thrre you can sea how it is going
to go, so do this." And that must ncver be done, The marketing
paople and tlie technical people ..ay, alongst th.uwselves, look at
the fijures and say that 2 + 2 = 4, but if the designer says that

2 + 2= 5, you agree. This attitude is very difficult to explain
and is not found in text books. It is not seemingly very business-
iike, bui it is a very Finnish attitude and that is what keeps

Finnish export industries growing.

Market research is mainly concerned with the attitudes of the
consumers towards furnishings, not their tentative mecans. We do
market research, and it is important for the workings of the design
committce that we have this data. 3ut, we stili try to ack the
people if they are going to have a Ledroom nexc year, and what they
ara going to buy for it, and if they like <o have a bed that is two
motres by two metres or two netres by two and a half. and we get @
mixed up answer because pocrie do not understand questions like
that. But we have found out that gyencral ati.tudos towards fur-
nishings are something that can L analyzed, cuch as how the people
feel, and if they would rather Luy & caer than new furniture, or
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rather take their vacations in the Canary Islands than buy furni-
ture. This helps us to ind out what makes Lhe turniture attract-

ive to the consuner.

Then we cume to the word design again, because design is not the
power-house design that function is bLeautiful, At AskO design

is some extra attitude to the furniture that attracts paople to it.
Technical design must often solve problems created by aesthetic
design despite the many difficulties that this may present. As a
general rule the aesthetics are the prime consideration, or perhaps
not the aesthetics but the form given by the designer and accepted
by the development committee. They are the ruler in a case when
the technical planning people say: "Well, we cannot do this." It
is this distinction that allows us to say that we are more market-
ing and design oriented than production oriented. Of course you
have to be all these things to be successful,

The designers are paid by a royalty a certain percentage of the
factory turnover for the things they have designed. And that is
the sole method of payment. There is no down payment or any extra
allowances or anything. 7The designer shares the risk. There are
designers who come to us and say: "If you give me 5000 FMK I will
have the freedom to do something great for you." But we do not
want to take that risk. And sc¢ far we have been successful. We
know that in Europe, especially in Italy and France, it is the
custum that the designer must be paid sonething before he even
starts talking to you. A rcyalty is even paid aiter that. Ve have
nRot got into that system and we feel that it is good that there is
nothing pressing the designer. we feel that if we give the design-
er 5000 FMK or 10 000 FMK then he feels that he has got to produce
something, and all these people when they feel that they have to

do something they do less well than if they feel free to do it.
That is again the design philosphy, not in asko, but I think in

Finland in general.









