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The Deutscher Werkbund association was born in Munich, Germany, in 1907 with the
scope of promoting a new culture of ‘industrial labour’ in which the costs of
production, craftsmanship, methods and production time of each product would be
carefully studied, in order to produce goods of the highest possible quality, given the
materials available and the economic constrictions present. Its main focus, then, was
on a standardisation of products, production and quality. The purpose of this article
is to demonstrate that the Werkbund anticipated modern day standards of quality, as
specified in the ISO family and the SA 8000, and that it was the first real
theorisation of the concept of quality management. A comparison is made between
the Deutscher Werkbund principles of quality, as formulated in 1907, and the quality
management standards of the ISO and the social accountability standards of the SA
8000 series as formulated in the last two decades of the twentieth century. The many
important similarities that emerge from this comparison show that the Deutscher
Werkbund was an important historical and cultural antecedent to the ISO 9000 and
SA 8000 series.
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Introduction

The quality of goods (i.e. the complex of intrinsic and extrinsic characteristics that deter-
mine their commercial value) has traditionally been the object of the commodity sciences.
Technically speaking, quality refers to those characteristics that make a product suitable
for a certain use.

Over the years a number of definitions of quality have been developed, each reflecting
the particular context in which it was formulated. According to some authors the term
‘quality’ has been introduced into so many different contexts that it has become a sort
of weltanchauung (Reever & Bednar, 1994).

Quality, for example, has been defined as a product’s conformity to design specifica-
tions and the absence of defects. Another definition focuses on whether the product or the
service satisfies the desires and the needs of consumers. Yet another approach focuses on
the consumer’s overall evaluation of the product or service. A consideration of these
varying concepts of quality shows that there has been a trend away from the idea of
quality as something objective and intrinsic to the product, and towards an idea of
quality as more subjective and dependent on external factors.

Traditionally the concept of quality was used most extensively in the consumer
product sector where references to quality were made exclusively in relation to products
offered on the market and to the congruence between their use value and their exchange
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value. Successively, the concept was extended to include the quality of every phase of the
production cycle, and then extended even further to include the entire product life cycle,
from the raw‘material to the finished product, to the consumer and, finally, to disposal
(Juran, 1995). .

The concept of quality has also been extended further to refer to the quality of services,
a highly varied sector (Zeithamal, Parasuraman, & Berry, 1990; Lash, 1989).

There is the idea of quality as a value, as the conformity of a thing to its design spe-
cifications, the absence of defects, an almost absolute value; but quality based on value is a
relativistic vision of quality. N

Does quality mean that a thing is fit for the use for which it has been produced? If we
accept such a definition the relationship between the thing and its prototype is weakened.

Must the quality of a product or a service be designed to satisfy the desires and the
needs of consumers? If so, who induces those consumer desires and needs?

Is quality the consumer’s overall evaluation of a product or a service? But consu-
mers define quality as the difference between their expectations and what they actu-
ally experience in a product after they have purchased it or in a service after they
have received it.

There has been a move, then, from a technical, internal and objective conception of
quality towards a regulated, subjective and external conception. Contemporary researchers
on quality may or may not be aware of it, but these concepts of quality that are being
expressed today, were expressed in Kantian philosophy. Kant, in fact, held quality to be
one of the four fundamental categories of the intetlect; it is, thus, not inherent in the
object, but rather, one of the categories that permit the subject to think of the object as
a part of experience' (Kant, 1781).

The last two decades of the twentieth century witnessed the birth of the concept of
‘total quality’ in which all sectors of a business become involved and in which quality
comes to define the strategic objective that the business will follow, through quality
controls on each level of the production process (design, raw materials, production,
distribution, etc.). Satisfaction of consumer needs, costs and efficiency are also the
objects of quality management studies. The ISO series 9000 and Vision 2000 have
provided the rules for this new approach. Thus, ‘Total Quality Management’ has
come into being, and it is now the whole business that is involved. Moreover,
quality is a consideration that has also come to pervade relations with components
that are external to the business itself, such as suppliers, financial backers, services,
and so on.

It should be noted here that a truly complete implementation of the culture of total
quality management goes beyond the confines of the business enterprise to the entire
life system of a nation. SA 8000 and environmental quality are examples of how the
culture of quality has been extended into non-business-related or social spheres. In fact,
the standards of social accountability in the SA 8000 series evidence the growing aware-
ness of and sensitivity to problems that concern the quality of life of individuals in a
nation,

In its tendency to extend into numerous aspects of social organisation, the late twen-
tieth century total quality management approach recalls the philosophy of the Deutscher
Werkbund. In fact, if quality management means completely organising and totally invol-
ving everyone in a business enterprise, and in the macroeconomic context in which that
enterprise operates, then the very first theorisation of this approach can be said to have
been made a century ago by the Deutscher Werkbund in an assembly held in Munich
on 5 and 6 October 1907.
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The purpose of this article is to-demonstrate that the Werkbund anticipated modern day
standards of quality, as specified in the ISO family and the SA 8000, and that it was the first
real theorisation of the concept of quality management: In fact, this research explores the
principles enunciated by the Werkbund in its attempt to unite product quality with the
quality of the productive system in an industrial age. It then compares the Werkbund prin-
ciples with ISO 9001:2008 (ISO 9001, 2008) and SA 8000 to demonstrate the similarities
between the Werkbund philosophy and the ISO standards formulated in the later part of the
twentieth century. The similarities that emerge from this comparison show that the
Deutscher Werkbund principles were important historical and cultural antecedents to
the ISO 9000 and SA 8000 series. In many ways the Werkbund principles anticipated
our modern day holistic approach to quality.

Quality management as a discipline
Quality management and strategic management approach

The birth and the evolution of quality management as a discipline are indubitably related
to the profound changes that occurred in the ways of doing business: the shift from the
phase of mass production to the phase of marketing and then to the phase of global
competition.

Much of the credit on quality systems may be attributed to a relatively small number of
individuals. These include such innovators as W. Shewart who invented and promulgated
the use of the control chart. He also developed the Shewart Cycle Learning and Improve-
ment Cycle, combining both creative management thinking with statistical analysis (She-
whart, 1931). W.E. Deming, who brought statistical controls to post-World-War II Japan
and others, gave the management guidelines in the famous 14 Points, originally presented
in Qut of the crisis. Deming authored several books and 171 papers. His books, Out of the
crisis (1986) and The new economics (1994), have been translated into several languages
(Deming, 1986, 2000).

I. Juran was another proponent of statistical quality control methodology in the USA;
as early as in 1928, Juran had written a pamphlet entitled ‘Statistical Methods Applied to
Manufacturing Problems’. By the end of the war, he was a well-known and highly
regarded statistician and industrial engineering theorist.

His classic book, Quality control handbook, first released in 1951, is still the standard
reference work for quality managers (Juran, 1951, 1954, 1957). The stages of quality in
twentieth century have been taken into consideration in a wide report made by Juran on
the 48th Annual Quality Congress, Las Vegas, Nevada, in 1994 (Juran, 1994).

P. Crosby early on sensed, wrote about and lectured on the effects of good quality on
business costs; his books Quality is free and Quality without tears are easy to read. He
popularised the idea of the ‘cost of poor quality’, that is, figuring out how much it
really costs to do things badly (Crosby, 1967, 1979, 1984).

The Japanese K. Ishikawa further expanded the concepts of quality management and
quality assurance methods out of the factory and into all aspects in management of a
business (Ishikawa, 1985, 1994).

A. Feigenbaum is the originator of total quality control. The first edition of his book
was completed whilst he was still a doctoral student at MIT (Feigenbaum, 1951). His
important contribution of total quality management is well described by L.P. Huggins
(1998).

As has already been noted, up to the 1950s, references to the quality of a product
simply meant its conformity to product specifications which were measured in terms of
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the percentage of defects in the finished products. This initial phase of ‘quality as confor-
mity” was then followed by a shift in focus onto reliability; in other words, quality was
measured by the product’s actual utility for the purpose for which it had been produced.
In both of these phases, the point of reference was the quality of the product itself. It
was only in the 1970s and 1980s that the concept of quality was extended to include cus-
tomer and stakeholder satisfaction (Kanji, 1990).

As regards the organisation of work in the factories, the Taylorism of the nineteenth
century had left its mark and up until the 1960s little attention had been paid to the
effects that work environment and production machinery had on the health of the
workers: it was up to the workers to adapt themselves to the methods of the organisation,
and not the other way around. Under this type of organisational approach, quality was
merely the product’s conformity to its prototype.

The emergence of innovative technology and organizational methods that reduced, or
even eliminated, the subordination of the individual to the work environment opened the
way for the extension of the concept of quality to the field of work organization.

As a result, emphasis was shifted away from production and towards the market, away
from a bureaucratic approach towards a more functional and dynamic approach, away from
a local vision to a global one. Essentially, an entirely innovative strategic approach devel-
oped in which the emphasis was on quality competition, continuous improvement and total
quality management (Kanji, Kristensen, & Dahlgaard, 1992). The concept of quality culture
and its relation to total quality management is introduced by Hildebrandt, Kristensen, Kanji,
and Dahlgaard (1991), Kanji and Yui (1997) and Stewart and Waddell (2008).

At the same time, as this strategic approach to quality management was being increas-
ingly applied in more and more sectors of business, in the ISO series there was also a move
away from mere ‘recommendations’ towards the formulation of actual regulations, com-
pliance with which was to be ascertained by auditing and certification.? In ISO 8402
quality is defined as ‘all of the properties and characteristics of a product or a service
that give it the capacity to satisfy both implicit and explicit needs’ (ISO 8402, 1987).
The ISO 9000 series asks businesses to first document the systems for quality management
that they have implemented and then to verify, through an audit conducted by an indepen-
dent third party, the compliance of their systems with the requirements set out in the ISO
series. The fact that an independent certification body attests to compliance with the stan-
dards is a guarantee for clients and other stakeholders.

The need for a guarantee of quality may come either from consumer demand or from
legislative regulation. Oftentimes quality certification is used to enhance a company’s
image or in order to meet requirements for bidding on contracts or to receive access to
a particular kind of supply.

The differences between the strategic approach and the prescriptive approach of ISO
9000 are clear:

* In the strategic approach to TQM, what matters most is how well the system works,
whether it is able to guarantee the satisfaction of customers and of all of the other
interested parties (workers, financial backers, partners, etc.).

« In the prescriptive approach (at least up until ISO 9001:1994) the most significant
aspect is the certification by an independent certifying body.

In order to reconcile the differences between the strategic and the prescriptive approaches
to quality management, in 2000 the ISO published the ISO 9001: Vision 2000 (ISO 9001,
2000) which can be said 1o blend the two approaches together in the logic of total quality
management.
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The strategic approach to TQM is clearly the inspiration for ISO 9004:2000 (ISO 9004,
2000), which provides guidance to businesses on how they can continually improve their
quality management systems by focusing on customer satisfaction, product quality, satis-
faction of interested parties and organisation performance. As one author has observed, it
manages to unify the objectives of product quality with quality of the system (Conti, 2000).

As has already been mentioned in the introduction, in order to put the process of total
quality management into operation a radical change in human attitudes and behaviour
will be necessary (Juhl, Kristensen, Kanji, & Batley, 2000; Chen, Coccari, Paetsch, &
Paulraj, 2000). Total;quality is not compatible with a rigid organisation or with a division
of tasks that prevents people from sharing their views or getting an overall picture of pro-
blems. Clearly, management has a fundamental role and responsibility in transforming
the internal logic of a business to make it more receptive to total quality management. More-
over, it must be kept in mind that it is not possible to build a system of total quality if each
individual, and the community as a whole, has not adopted quality as-a shared value. A com-
mitment to total quality must make room for the spirit of individual initiative. The gap
between [management] [planning for] [theory] and the [worker] [actually doing work]
{practice] must be closed so that conditions can be created in which each individual feels
a sense of satisfaction in his or her job. Satisfaction in a job well done is one of the most
important principles that ISO 9000 series shares with its cultural predecessor, the Deutscher
Werkbund.

International standards organisation

Modern definitions and spheres of application of ‘quality’ are, of course, very closely
linked to the development of nationally and internationally recognised standards as formu-
lated by the International Organization for Standards in its ISO series. In fact, ISO 9000-
registered companies exhibit higher levels of quality leadership, strategic quality planning,
quality assurance, human resource development, customer orientation and quality results
(Subba Rao, Ragu-Nathan, & Solis, 1997).

A brief historical overview of the International Organization of Standards will provide
a helpful background for the present discussion of quality. In October 1946, delegates from
25 countries met at the Institute of Civil Engineers in London and created a new inter-
national organisation to ‘facilitate the international coordination and unification of indus-
trial standards’. The new organisation, ISO, officially began operations on 23 February
19472 In the course of the 1950s and 1960s, an increasing number of new ISO member
bodies came from the developing world and in the organisation’s first Annual Review,
published in 1972, it was reported that ‘an explosive growth in international trade’ had
led to an increase in the demand for international standards. The increased demand for
standards was coming not only from multinational corporations but also from government
regulatory authorities. Most of the standards developed in this period were product
specific, but in the late 1970s and early 1980s the ISO began to take an interest in the
quality management of organisational practices.

The ISO technical committee (TC) 176, Quality management and quality assurance,
was established in 1979. The first standard issued by ISO/TC 176 was ISO 8402 (in
1986), which standardised quality management terminology. It was followed in 1987 by
ISO 9001, ISO 9002 and ISO 9003, which provided the requirements for quality manage-
ment systems operated by organisations with varying scopes of activity, from those includ-
ing an R&D function, to those uniquely carrying out service and maintenance. These
standards were completed by ISO 9004, providing guidance on quality management
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systems. Many thousands of books have been published on ISO 9000, but one of the best
references is Hoyle’s Handbook in which the fundamental principles of the ISO 9000
family are explained. This book covers the crucial background including the importance
and implications of quality system management (Hoyle, 2009).

Social Accountability International {(SAI) is a non-governmental, international, multi-
stakeholder organisation that was formed in 1997 for the purpose of improving workplaces
and communities by developing and implementing socially responsible standards. Like the
International Organization of Standards the SAI has developed procedures for accrediting
certification organisations who carry out audits on participating businesses and certify
their compliance with international workplace standards. SAI also developed procedures
for accrediting certification organisations based on existing systems for certifying compli-
ance to international standards ISO 9000, ISO 14000. The best book on ISO 14000 is the
one written by Goetsch and Davis (2000). SAI works with businesses, governments and
consumers to improve the social performance of businesses around the world. The work
of the organisation has not only improved workplace conditions for people around the
world but also provided consumers with a way to be informed about the workplace
quality of the companies whose products they purchase. Since the last two decades of
the twentieth century consumers have become increasingly interested in knowing about
workplace quality of the goods they purchase, and guarantees of a company’s compliance
with workplace standards have become an important criterion in the consumer’s decision
whether or not to purchase a certain product.

The Deutscher Werkbund

The Deutscher Werkbund was born from an initiative of the architect Herman Muthesius,
the statesman Friedrich Newman and the entrepreneur Karl Schmidt. Their idea was to
promote a new culture of ‘industrial labour” in which the costs of production, craftsman-
ship, methods and time required for production were all carefully studied for each project,
in an attempt to produce a quality product with the materials available and under the econ-
omic constrictions present on production. Traditional artisan craftsmanship was to be used
in the industrial production context, thus making the artisanal products available to the
public at large, in contrast with the pre-industrial period in which these products where
destined exclusively to the wealthy classes. The general objective was to integrate indus-
trial mass production with traditional aspects of craft production that emphasised individ-
ual responsibility and the value of professional craftsmanship.

I.J. Scharvogel, director of a ceramics factory, presided over the 1907 assembly and
Theodor Fischer, a professor of architecture, was the first president of the Werkbund.
Members of the association included architects, artisans, professors, designers, advertising
professionals, publishers, education experts, politicians and industrialists from a broad
range of industries, such as ceramics, cutlery and house goods, electrical products, furni-
ture, foundries, printing and the Hellerau workshop,* among others.

The birth of the Werkbund philosophy and the importance of quality products in
international trade

In his address to the first Werkbund assembly in 1907, Fritz Schumacher, a professor of
interior design at the Technische Hochschule in Dresden, and himself co-founder of the
Werkbund, flamboyantly proclaimed that ‘quality rises out of the indescribable inner
force’ and that consequently ‘aesthetic energy transforms itself into the highest economic
value’ (Schumacher, 1982). He proposed that the quality of German goods be improved
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as quickly as possible in order to strengthen Germany’s competitive position in international
markets and also to allow businesses that put the Werkbund’s doctrines into practice to
increase their profits. His fellow co-founder, architect Herman Muthesius, believed that
the good taste of the Germans was the good taste to which all industrial societies aspired.
If Germans could establish the hegemony of their ‘good taste’, they would move quickly
from Kunst und Kultur to Weltmarkt (Muthesius, 1907). He was convinced that the
French ‘used typical historical styles and represented no progress’; the English ‘made no
impression’; the Austrians ‘showed only cheap fantasy pieces’; the Belgians ‘offered
nothing of meaning’. and the Italians exhibited things ‘of little value’ (Muthesius, 1906)
It is interesting to note that in France in the 1600s, Colbert had already perceived the impor-
tance, from a macroeconomic perspective, of the good quality of products placed in com-
merce on the international market. In a report to Louis XIV in 1664 he asserted that: ‘if
our factories, through careful workmanship, guarantee the quality of our products, it will
be in the foreigners’ interest to get their supplies from us, and money will flow into the
kingdom’ (Prencipe, 1992).

Yet another Werkbund approach to improving the quality of work was to strengthen the
perception of its nobility so that the worker would derive a greater satisfaction from doing
it (Naumann, 1908).

Fritz Schumacher asserted that industrial production was the sector in which the Werk-
bund programme should be applied and that the Werkbund itself had to bring project plan-
ners, and those who actually put the plans into action, closer together. Craftsmen and
industrial production staff also had to be brought closer together, and the widening gap
between these various groups that was brought about by the system of industrial pro-
duction had to be closed.

The idea that mass production should have product quality (particularly, quality
product design) as one of its objectives was new. Other objectives of the Werkbund,
such as working with quality materials, working in factories where the quality of pro-
duction was an important consideration and producing goods that reached a high standard
of refinement, were all ideas that had been launched by the British Arts and Crafts move-
ment of the nineteenth century. In Arts and Crafts Movement: A Study of Its Sources, ldeas
and Influence on Design Theory, Gillian Naylor gives an interesting overview of the
British movement (Naylor, 1971).

The Werkbund wanted to improve the ‘quality of German goods’ so that they would be
competitive ‘on the international market’, a crucial factor, given the then current condition
of the German economy (Heuss, 1951). It was thén widely believed that England’s econ-
omic and political domination had one explanation: the synergy between ‘artists’ and
‘industry’. For this reason it was thought that priority must be given to the production
of quality German goods that would compete well with foreign goods, thereby stimulating
an increase in exportation.

The key word here is ‘quality’. It served an important double purpose in this historical
context: it became a rallying cry in the German bourgeois, nationalist-industrialist cause
and it translated the aristocratic sense of purpose into a principle of a visual culture (Jar-
zombek, 1994).

Characteristics of the Werkbund

As already has been noted, the Werkbund took its inspiration from the Arts and Crafts
movement founded by William Morris (1834—1896) as an initiative aimed at reforming
the applied arts. It was in a sense a reaction of the intellectuals to the uncontrolled
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growth of industrialisation in the late nineteenth century, a desire to protest against the
‘ugliness’ of the industrial product and the dehumanising conditions in British factories.

Perhaps John Ruskin (1819-1900) was the first person in modern times to pose the
question: what is quality? In his view, all of the production of his period was of the
worst quality.

The Industrial Revolution, which began in England in the latter half of the nineteenth
century, had marked a transition to serial production of goods. Craftsmanship, which
placed responsibility for the creation and production of goods in the hands of one
person, had lost its importance. Moreover, the first industrial products were made for
mass consumption and were of poor quality, both technically and aesthetically. Goods
were sometimes ‘copied’ from a traditional model, but this was done in a mechanical
way that was completely lacking in the ‘spirit’ that characterised the work done by the
craftsmen.

Members of the Arts and Craft movement desired ‘the quality in the product and in the
person who produces it’, in opposition to the commercialism, that forces man to use poorly
made goods that were absolutely absurd and useless.

The Werkbund espoused these principles, but from the outset it was more than a
German version of the Arts and Crafts movement (Padsener, 1980a). The new culture envi-
sioned by the German association could not have been born outside of the industrial pro-
duction context. The Werkbund had participated in the passage from a competitive
capitalism to an economy of monopolies in the name of patriotism. It had the sort of
social responsibility that was strongly felt by the middle classes in that period (Pdsener,
1980b).

Clearly, among the groups that were active in the pre-World War I period, the Werk-
bund was the one that had best understood the laws that regulate a modern system of pro-
duction and that had tried to develop forms that would work with mass production. The
most substantial difference between the Werkbund and the other reformist groups con-
sisted in the fact that while it accepted the industrial production process based on standard
models, it made efforts to ensure that even in the industrial production system the ‘nobility
of work’ that had characterised the craft system would continue to exist.

The Werkbund comprised individuals with ‘different and opposing opinions’ and they
‘had no well-defined doctrine’ except that, as ‘good Germans, they were advanced and
progressive’, supporting ‘quality” and the ‘well-being of the worker’ (Psener, 1980a).

Allgemeine Elektrizitits-Gesellschaft (AEG) was one of the first businesses to respond
positively to the cultural work of Werkbund by producing innovative electrical appliances,
fans, lamps, motors, etc., which were highly functional but had also been designed with an
eye to the aesthetics (Petsch, 1980).

Critics of the concept of quality

From the outset the association had detractors, both among the most conservative indus-
trialists and among the intellectuals. For example, the Austrian architect Adolf Loos
(1870-1933) maintained that style is born spontaneously when production adapts itself
to new styles of living. In his view, form follows naturally from function. He therefore dis-
approved of the way the Werkbund used the word ‘quality’ since he believed that poor
quality goods had the virtue of disappearing from the market rapidly and that objects of
daily use could be ‘of quality’ simply because they fulfilled their function and represented
the best available technology. Other considerations, according to Loos, were irrelevant
(Loos, 1908).
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Another critic of the Werkbund was the economist and sociologist Werner Sombart .

(1863-1941). He nurtured no belief in authentic cultural reform since he was convinced
that 99% of consumers had neither the capacity nor the means necessary to acquire quality
goods. In addition, he believed that many things need only be practical, and that it is there-
fore not worth producing things with criteria of quality. In any case, he did support the
Werkbund’s attempts to improve the general level of knowledge about quality, and to
oppose the tendency of producers to prefer lower costs to quality materials (Campbell,
1978).

Consumer education and the teaching activities of the Werkbund

Mindful of the then current attitudes to the quality of goods, beginning in 1921 the Werk-
bund got involved in consumer education through the publication of a year book and many
other initiatives involving published materials. Since store keepers appeared to have such a
great influence on their customers’ choices, the association organised training courses in
the various sectors of retail business, with the aim of transforming the store keeper into an
expert judge of quality and style. These courses were well attended and were considered
very successful. The publication in 1915 of a volume entitled Deutsches Warenbuch was
the successful realisation of an idea that had been born in 1908. Edited by a group of
experts, the book was a listing of quality products for domestic use that were on sale in
selected stores, and it was meant to educate consumer tastes. Moreover, the book aimed
at showing manufacturers what consumers wanted and at demonstrating to consumers
that it was possible to make choices. There was also an attempt to give official recognition
to a course of study in the evaluation of goods, the ‘Warenkunde’ (Heuss, 1951).

As part of its educational efforts the Werkbund tried to convince governments of the
need to support an ideal of quality and to exert their influence on industry in this
regard. Industrialists were guaranteed that the production of quality goods would mean
an increase in sales and a decrease in the costs of production, brought about by increased
productivity. Increased production, it was claimed, would be the result of improved
relations between management and labour — workers in a factory producing quality
goods would be proud of what they were doing and, as a result, they would be motivated
to increase their productivity. Businesses interested in quality products would have the
chance to grow, while those who refuse to adopt quality as a standard will exit the
market. Many large businesses (ship builders, hotels, department stores, etc.) ascribed
to the association’s ideas. Furniture producers were particularly interested. As we
would say nowadays: quality means profit, while lack of quality is an expense. In light
of all of its efforts to teach people about quality, the Werkbund can be considered the orig-
inal innovator in encouraging the diffusion of a culture of quality.

The standardisation of products and production

In 1914 the Werkbund organised an important international exhibition in Cologne that
brought together a wide variety of quality products. The official catalogue for the exhibi-
tion, Deutsche Werkbund Ausstellung Kéln 1914, was published by Rudolf Mosse. The
association took up an official position in favour of serial production as the best method
for mass production because, in the long term, it would be most advantageous from
both the industrial and the commercial points of view. The standardisation of products
and production, which is nowadays so widely accepted that it seems to be the obvious
choice, allows for the reduction of the costs of production; the standardisation of




234 M. Giaccic et al. =~

components of a product makes it possible to assemble, disassemble and substitute com-
ponents with ease, creating an obvious advantage for production and transportation, and
for consumers. Moreover, standardisation prevents the creation of obstacles in the pro-
ducticn process that is carried out following certain aesthetic criteria: a door knob, a
lamp, etc., can be excellent from an aesthetic point of view even though it has been pro-
duced in series (Heuss, 1951). .

The outbreak of the war in 1914 brought the exhibition in Cologne to an abrupt end.
The need for war supplies strengthened the tendency to standardisation and mechanical
production. In fact, to further that objective, in 1917 a commission known as Norme-
nausschuss der Deutschen was formed to define production standards. In establishing
these standards the commission, with which Werkbund members collaborated extensively,
was greatly influenced by the American standards that were being developed at the time,
particularly those regarding the construction sector (Campbell, 1978).

The Werkbund reached the height of its influence during the Weimar Republic, and
between 1919 and 1930 it was one of the most important German cultural institutions,
With the advent of Nazism it was incorporated into the structure of the National Socialist
state. At the end of World War II it was once again able to engage in its activities freely,
and began to do so after a congress held in August 1947. The activities and objectives of
the association were re-proposed through publications, exhibits, congresses, etc.

To date, the most exhaustive history that has been written on the activities of the Werk-
bund between 1907 and 1930 is most certainly the one by Joan Campbell (1978), while the
more specifically economic and cultural aspects of the association have been the focus of a
work by Jarzombek (1994} in which the Werkbund is shown to have been a powerful agent
of cultural definition and innovation.

The Werkbund programme

The Werkbund programme, proclaimed in 1907, anticipating all of the later movements
for a culture of quality, can be summed up in the following 11 points, the first five of
which were announced by Helmuth Woll-Halle in 1912. Points 6—11, instead, are prin-
ciples of the Werkbund that have been developed over the course of the association’s
existence.

(1) The creation of factories of quality where the work place was qualitatively accep-
table. This regarded the building, the production, the management and the method of using
the labour force. All of the buildings had to planned and executed with quality production
in mind: quality had to be a criterion in selecting manufacturing buildings, spaces inside of
the factories, machinery, warehouses and internal transportation. Management had to con- °
sider not only the commercial aspects of production but also the artistic aspects: workers
had to be given the opportunity to fulfil their potential through the use of their own skills
and they could not be made mere slaves to machines. Their work had to be carried out in
conditions that allowed for their personal satisfaction in completing it.

A workplace that satisfied the criteria of quality could foster quality production. The
satisfaction associated with working in a small craftwork operation had to be carried
over to the mass production operations typical of large businesses. By implementing the
kind of work done by traditional craftsmen in large modern production operations it
would be possible to obtain large scale production while maintaining high quality.

{2) The organisation of work and the quality of the work place were to be defined by
production charters or charters of quality. It should be noted here that charters of this type
were already in use in the ceramics, linoleum and furniture industries, to name a few.
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(3) It would be the Werkbund that would propound quality. The Werkbund was to carry
out its activities by communicating with those in charge of production and distribution
through publications, conferences, debates, etc. Instruction aimed at favouring quality pro-
ducts and quality production had to be developed in the various sectors of the educational
system: secondary schools, universities and other institutes of learning.

(4) Consumer education about quality products had to be carried by the educational
system. German shoppers had to be educated about the characteristics of products so
that consumers themselves would be participating in the organisation of quality. This
meant that not only the Werkbund had to perform social and ethical education for consu-
mers, but it also had to deal with their education in aesthetic matters.

(5) Another objective of the Werkbund was to push for better legislation on production.
Production policy must consider the consumer product in general. This could not be
accomplished if each single product had to be inspected, one by one. Inspection should
instead be carried out on random samples of goods, a practice that was already in use
in the food industries in many large German cities.

(6) A control board should be set up to test materials, not in a merely technical way, as
this was already being done, but rather to test goods to determine their fitness for the use
for which they had been produced, particularly the most commonly used goods.

(7) The Werkbund’s initial struggle against an inefficient industrial production system
must also be seen as an effort to reform the management hierarchy in the project phase.
The need for ‘concurrent engineering’> had already been perceived in this historical period.

(8) An improvement in the relations between the manufacturer and the consumer; the
earliest initiatives at what today is called ‘customer satisfaction’ were undertaken by the
Werkbund (Burckhardt, 1980).

(9) The worker’s job had to be connected with the demand for quality, i.e. the worker is
happy when he can create a good product with good quality material that is fit for the use
for which it will be used. A worker can take pride in the quality of his work that continues
to exist in the quality product (Heuss, 1951).

(10) Ethical considerations regarding production and quality are considered by Heuss
in the conclusion of the monographic study on the subject (Heuss, 1951). He observes that
quality is synonymous with honesty or, in other words, producing quality goods in accord-
ance with the criteria of quality means producing them in an ethical way.

(11) The quality of the environment was added to the Werkbund programme in 1959.
Having overcome the early twentieth century threat to quality that seemed to be an inherent
part in mass production, the association, with its usual foresightedness, began to talk about
the threat environmental pollution presented to the quality of life. The programme of Die
grofle Landeszerstérung, a congress held in October 1959, began with these words:

For fifty years the Werkbund has been concerned with beauty, form and dignity in an effort to
promote the nobility of industrial work; it has taken an interest in the quality of consumer pro-
ducts in order to make the consumers who uses them himself more noble [...] and it will con-
tinue to work on these aspects [...] but in these fifty years our world has changed profoundly
and everything that once seemed so obvious and natural is no longer so; clean air, clear, limpid
water, a clean environment [...] Is it not true, then, that our efforts to protect the quotidian
contingencies of life may risk appearing secondary, insignificant or even superfluous?
(Schwippert, 1975)

The Werkbund principles and the ISO 9001:2008 and SA 8000

In order to demonstrate the modernity of the ideas of the Werkbund with greater clarity,
Table 1 has been prepared. In the table the principles of the Werkbund appear on the
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Table 1. Comparison of the Werkbund principles of quality and the quality regulations of the ISO
9001:2008 and SA 8000.

Werkbund (1907) ISO regulations (9001:2008)

(1) All structures must be designed for and 1SO 9001:2008 ~ Chapter 6
adapted to quality production (building, Par. 6.3 Infrastructure
manufacturing building, spaces inside of ~ The organisation shall determine, provide and

the factories, machinery, management and maintain the infrastructure needed to achieve
the method of using labour force in work conformity to product requirement.
place) Infrastructure includes, as applicable:
(a) building, workspace and associated
utilities

(b) process equipment (both hardware and
software) and
(c} supporting services (such as transport,
communication or information systems)
(2) A work place that is qualitatively ISO 9001:2008 — Chapter 6
satisfying can favour quality production Par. 6.4 Work environment (including physical
environment and other factors, such as noise,
temperature, humidity, lighting or weather).
The organisation shall determine and manage the
work environment needed to achieve conformity
to product requirements

(3) Quality chart. ISO 9001:2008 — Chapter 6

After an initial phase in which it was used, as  Par. 4.2.1 General
Wolff-Halle (1912) had anticipated it The quality management system includes:
would be, the quality chart was followed by (a) documents, including records,
a charter of controls on statistics, invented determined by the organisation to be
in 1924 by Walter A. Shewart (in the Bell necessary to ensure the effective
laboratories of Western Electric); this planning, operation and control of its
charter is useful in ‘determining whether processes

the variations observed in the percentage of 1SO 9001:2008 - Chapter 8

defective products is or is not a significant  Par. 8.1 General

indication of product satisfaction The organisation shall plan and implement the

(Shewhart, 1998) monitoring, measurement, analysis and
improvement processes needed

(a) to demonstrate conformity to product
requirements

(b) to ensure conformity of the quality
management system and

(c) to continually improve the effectiveness
of the quality management system

(4) Training of personnel aimed at favouring  1SO 9001:2008 — Chapter 6
quality production and quality products ~ Par. 6.2 Human resources

6.2.1 General

Personnel performing work affecting conformity to
product requirements shall be competent on the
basis of appropriate education, training, skills,
and experience

6.2.2 Competence, training and awareness

The organisation shall:

(a) determine the necessary compelence for
personnel performing work affecting
conformity to product requirements

(b) where applicable, provide training or
take other actions to achieve the
necessary competence

(Continued)
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Table 1. Continued.
Werkbund (1907) ISO regulations (9001:2008)

(c) evaluate the effectiveness of the actions
taken

(d) ensure that its personnel are aware of the
relevance and importance of their
activities and how they contribute to the
achievement of the quality objectives and

(e) maintain appropriate records of
education, training, skills and experience
(see 4.2.4)

(5) The consumer himself must be made a ISO 9001:2008 — Introduction
participant in the organisation of quality Par. 0.2 Process approach

[...] customers play a significant role in defining
requirements as input. Monitoring of customer
satisfaction requires the evaluation of
information relating to customer perception [.. .]

ISO 9001:2008 — Chapter 1

Par. 1.1 General

This international standard specifies requirements
for a quality management system where an
organisation:

(a) needs to demonstrate its ability to
consistently provide product that meets
customer and applicable statutory and
regulatory requirements, and

(b) aims to enhance customer satisfaction
through the effective application of the
system '

5.2 Customer focus

Top management shall ensure that customer
requirements are determined and are met with the
aim of enhancing customer satisfaction (see 7.2.3

and 8.2.1)
(6) Improvement of the legislation on ISO rules function as catalysts to push national and
production intra-national legislatures to act with regard to

the quality and production safety of products
Regulations were rapidly ratified by European
nations. These rules can encourage other
legislative activity (and/or regulations) aimed at
protecting stakeholders in various contexts
(consumer, labour, finance, savings, investments,

etc.) :
(7) The need to institute organisations that are ISO/IEC 17025 is the main standard used by testing
responsible for testing materials and calibration laboratories
(8) The importance of management hierarchy I1SO 9001:2008 — Chapter 5
in the project phase Par.5.4.1 Quality objectives

Top management shall ensure that quality
objectives, including those needed to meet
requirements for product (see 7.1 a), are
established at relevant functions and levels
within the organisation. The quality objectives
shall be measurable and consistent with the
quality policy

Par. 5.4.2 Quality management system planning

Top management shall ensure that:

(Continued)
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Table 1. Continued.

Werkbund (1907)

1SO regulations (9001:2008)

(9) The need for communication between the
producer and consumer in order that there
be a real opportunity for customer feedback
(nowadays this would be considered as an
aspect of ‘customer satisfaction’)

(10) Production has to satisfy ethical
requirements (it must be honest)

(a) the planning of the quality management
system is carried out in order to meet the
requirements given in 4.1, as well as the
quality objectives

(b) the integrity of the quality management
system is maintained when changes to
the quality management system are
planned and implemented

Par. 5.5.1 Responsibility and authority

Top management shall ensure that responsibilities
and authorities are defined and communicated
within the organisation

Par. 7.1 Planning of product realisation

The organisation shall plan and develop the
processes needed for product realisation

Planning of preduct realisation shall be consistent
with the requirements of the other processes of
the quality management system (see 4.1 general
requirement)

ISO 9001:2008 — Chapter 7

Par. 7.2.3 Customer communication

The organisation shall determine and implement
effective arrangements for communicating with
customers in relation to:

(a) product information

(b} enquiries, contracts or order handling,
including amendments, and

(c) customer feedback, including customer
complaints

1SO 9001:2008 - Chapter 8

Par. 8.2.1 Customer satisfaction

... the organization shall monitor information
relating to customer perception as to whether the
organization has met customer requirements

Note: Monitoring customer perception can include
obtaining input from sources such as customer
satisfaction surveys, customer data on delivered
product quality, user opinion surveys, fost
business analysis, compliments, warranty claims
and dealer reports

The demand for quality products that are not only
respectful of the environment but that have also
been produced in accordance with ethical
standards (i.e. in situations that do not involve
exploitation or unsafe working conditions in any
phase of production) has resulted in the so-called
social certification becoming an important factor
in business management, which, in tum, has led
to an increasing interest in the SA 8000
international standard

SA 8000 certification

This is the ethical standard for the workplace that
guarantees fair working conditions and prohibits

(Continued)
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Table 1. Continued.
Werkbund (1907) ISO regulations (9001:2008)

every form of exploitation in every phase of
production, from workers to suppliers
In 2004 the ISO decided to develop international
standards that would be guidelines for social
responsibility. These guidelines were published
in 2010 as ISO 26000 and they are voluntary
standards for which no auditing or certification is
carried out
(11) Production must respect the environment  The rules concerned with improving respect for the
environment in the manufacturing of products
and the delivery of services are contained in the
ISO 14000 series. These rules were conceived as:
e A practical guide to the creation or
improvement of an environmental policy
e Tools that can be used by those who work
within an organisation as well as by those
who work outside of it as a means to
evaluate specific aspects of the
| i organisation’s management of
environmental concerns
| ¢ Consistent and credible means with which
to report information on the environmental
impact of products
Finally, the growing interest in the eco-friendliness
of organisations in the industrial and non-
industrial sectors has been expressed in the new
standard ISO 9004:2009 (ISO 9004, 2009)

left and the quality management regulations of ISO 9001:2008 and SA 8000 appear on the
\ right so that a comparison of the two systems is facilitated.

Conclusions

As can be clearly seen from Table 1, each of the 11 points that are present in the Werkbund
principles coincides in all of its substantial aspects with the regulations of the ISO family
and the SA 8000. It is particularly interesting to note that the earliest principles formulated
by the Werkbund — those announced in 1907 at the founding of the association and which
appear in Table 1 as points 1-6 — are concerned with exactly the same issues that motiv-
ated the formulation of the ISO 9001:2008 Chapters 1 and 6 over half a century later. The
Werkbund group, then, had already anticipated the importance of infrastructure, work
environment, quality management organisation, holistic approaches to human resources
and customer satisfaction, and recognition of the need to work for legislation that supports
quality management. Moreover, the Werkbund’s concern with ethics (point 10) anticipates
not only the standards developed by the SAI but also the ISO 26000:2010 (1SO 26000,
2010) guidelines on social responsibility which companies may voluntarily implement
but which are not at the moment certifiable standards. Point 11, the Werkbund’s principle
of respect for the natural environment, also anticipates the modern day concern as
expressed in ISO 14000 series which, among other things, focuses on the environmental
impact created by products as an important factor in total quality management.

I
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From its founding at the beginning of the last century, the Werkbund has, in the course
of its varied and sundry activities, raised questions-and offered responses on many funda-
mental issues regarding the relation between quality and production, as well as questions
relating to human dignity, the worker’s role in the nascent industrial society, the role of the
quality product in an era of mechanisation and automation, as well as the impact that pro-
duction has on the environment. For these reasons, the principles embodied in the
Deutscher Werkbund programme can be considered the first theorisation of total quality
management.

Notesv

1. Philosophical conceptualisations of quality can be traced as far back as Aristotle who gave a defi-
nition of quality that is exemplary for its exhaustiveness. This definition was then adopted by the
Scholasticism movement. Included among the Aristotelian qualities are: properties, faculties,
affections and geometric forms (exterior). The Aristotelian order of categories locates quality
in second place, after substance and before quantity.

2. An indication of this change is to be seen in the ¢limination of the word ‘quality’ in ISO
9001:2008 and its substitution with the word ‘conformity’.

3. Information regarding the founding and early work of the organisation is taken from the official
website http://www.iso.orgf/iso/about/the_iso_story.htm.

4. In 1909 Dresden furniture manufacturer Karl Schmidt chose the countryside around the town of
Hellerau as the new location for his ‘Dresden Handicrafts Workshops'. He wanted to create a
‘garden city’ as the setting for his business and a community of workers to escape from the
inhuman living and working conditions in the city. See htip://www.hellerau.orgfenglish/
helleraw/history/the-garden-city/.

5. Concurrent engineering is an organisational and managerial approach to production in which all
of the tasks related to a product’s life cycle are considered together so that user requirements
impact directly on product specifications and the product planning develops alongside of the
acteal manufacturing process (Nevins, 1989).
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