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Voice of the Customer Input Process:

ωPurpose

~ Revealunrecognized customer needs - what we ŘƻƴΩǘknow.

~ Validateour perceptions and plans - what we do know. 

ωDesired Strengths

~ Systematic vs. anecdotal ςturns over most of the rocks.

~ Fact-based vs. opinion-based prioritization of needs.

ωPotential Weaknesses

~ Can create inappropriate customer expectations.

~ Risks compromising intellectual property ςtip our hand.

~ Can keep us from being more inventive than our customers.
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QFD Resources

ω We will be using a QFD format based on QFD Designer, available from 

IDEACore(www.ideacore.com).  You can download a free demo 

version of their product from their web site.  The download contains a 

good users manual.

ω Another good reference is: Quality Function Deployment,

by Lou Cohen.

ω Also, here is a link to an on-line QWFD tutorial by Dr. Robert Hunt. This 

includes some templates you might find useful.

http://www.gsm.mq.edu.au/wps/wcm/connect/internet/Root/research/re
searchclusters/cmit/tutorials/

http://www.ideacore.com/
http://www.gsm.mq.edu.au/wps/wcm/connect/internet/Root/research/researchclusters/cmit/tutorials/
http://www.gsm.mq.edu.au/wps/wcm/connect/internet/Root/research/researchclusters/cmit/tutorials/
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Quality Function Deployment

ω Quality Function Deployment (QFD) is a

common general method invented in Japan

in the late sixties initially to support the ship

building product design process.

ω QFD has been adapted and expanded to apply to

any planning processthat requires:

~  identification and prioritization (whys)

~  of possible responses (hows)

~  to a given set of objectives (whats).

ω Other formal, systematic V-O-C processes exist.  We use QFD to 

demonstrate one way to obtain customer inputs.
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HKT Ą QFD

Origin of the term Quality Function Deployment:

ω Hinshitsu Ą quality; qualities; features; attributes

ω Kino Ą function; mechanization

ω Tenkai Ą deployment; diffusion; development; evolution

{ƻΣ ǎƻƳŜƘƻǿΣ ǿŜ ŜƴŘŜŘ ǳǇ ŎŀƭƭƛƴƎ ǘƘƛǎ άvǳŀƭƛǘȅ CǳƴŎǘƛƻƴ 5ŜǇƭƻȅƳŜƴǘέΣ

.ǳǘ ƛǘ Ƨǳǎǘ ŀǎ ǿŜƭƭ ŎƻǳƭŘ ƘŀǾŜ ōŜŜƴ ά!ǘǘǊƛōǳǘŜǎ aŜŎƘŀƴƛȊŀǘƛƻƴ 9ǾƻƭǳǘƛƻƴέΦ
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What specificproblems are solved by QFD?

ω Poor understanding of customer needs-
~ Solve the wrong problems, miss the big problems.

ω Failure to strategically prioritize efforts -
~ No time and money left to solve the most important problems.

ω Willingness to take on unmanageable risks-
Ϥ 5ƻƴΩǘ ƪƴƻǿ ǿƘŀǘ ǿŜ ŀǊŜ ŎƻƳƳƛǘǘƛƴƎ ǘƻΦ

ω Overreliance on formal specifications-
Ϥ {ǇŜŎ ƻŦǘŜƴ ƳƛǎǎŜǎ άŎƻƴǘŜȄǘǳŀƭ ŎǳŜǎέΣ

e.g., why are we building this in the first place?

ω Fixing the wrong problems -
~ Often times forced to ship product before all bugs are eliminated,

so did we fix enough of the most important bugs?
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NOTE!

ω QFD takes significant time and effort to do correctly.

ω It is explicitly (visibly) time-consuming ςmeetings, reviews, delays.

.¦¢Χ

ω Every issue resolved by QFD before-the-fact..

ω Must be resolved after the fact anyway!

Pay me now, or pay me later - with interest.
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Purpose of QFD

1. Find out what your ŎǳǎǘƻƳŜǊΩǎspecific needs are (WHATs),

2. Determine the things you need to work on
(HOWs),

3. Determine priorities of what you should work on (WHYS).
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ω The following is an example of QFD applied to the
άtŜǊŦŜŎǘ aƻǳǎŜǘǊŀǇέΣ ŦǊƻƳ vC5 5ŜǎƛƎƴŜǊΦ

Example QFD
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: str. pos.

: med. pos.

: wk. pos.

+ : med. neg.

# : str. neg.

The Whole 

Nine Yards

Please remain calm, 

itôs not that bad!

Whys
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QFD Diagram is sometimes call ǘƘŜ άIƻǳǎŜ ƻŦ vǳŀƭƛǘȅέ ōŜŎŀǳǎŜ ƻŦ ǘƘŜ ǎƘŀǇŜΦ

But people use the ǘŜǊƳ άIƻǳǎŜ of vǳŀƭƛǘȅέ ŦƻǊ other diagrams, too.
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Building a QFD Matrix

LǘΩǎ ƴƻǘ ŀǎ ōŀŘ ŀǎ ƛǘ ƭƻƻƪǎΗ

ωYou can build it one section at a time.

ςPhase 1: Whats

ςPhase 2: Hows

ςPhase 3: Whys

[ŜǘΩǎ ƭƻƻƪ ŀǘ ǘƘŜ ǎǘŜǇǎ ƛƴ ōǳƛƭŘƛƴƎ ǘƘŜ ƳŀǘǊƛȄΧ
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QFD Phase 1: Whats

Phase 1: Whats

Phase 2: Hows

Phase 3: Whys
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1. Gather WHATs -

These are the desired

effects you are trying

to bring about.

Not problems or solutions!

Phase 1
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Phase 1

2. Quantify Importances of WHATs

Rated by customer, not by you.
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3. Identify WHAT-WHAT

Correlations -

How do the WHATs

affect each other?

Phase 1

: str. pos.

: med. pos.

: wk. pos.

+ : med. neg.

# : str. neg.
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Many negative correlations tells 

customer that product will be 

expensive and will take a 

long time to develop.

Phase 1

: str. pos.

: med. pos.

: wk. pos.

+ : med. neg.

# : str. neg.

A trap that kills quickly is

not easy to set, so this is a 

strong negative correlation.
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Phase 1

: str. pos.

: med. pos.

: wk. pos.

+ : med. neg.

# : str. neg.

Controls customer 

expectations!

Customer may choose to

re-prioritize items 

with strong negative 

interactions.
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Sneak 

Preview

: str. pos.

: med. pos.

: wk. pos.

+ : med. neg.

# : str. neg.

Negative correlations are 

prime targets for 

ñideationò processes.

ñHow can we make a 

trap that kills quickly 

andis easy to set?ò
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Logical groupingƻŦ ²I!¢ǎΧ

Eliminates Mice Luring Effective Luring
Good Camouflage

Effectiveness Reliable

Small

Kills Quickly
ŜǘŎΧ

Easy to Use Easy to Bait

Easy to Set

Easy to Empty
ŜǘŎΧ

Safety Safe to Set

Safe from Kids
ŜǘŎΧ

Controls Government EPA
ŜǘŎΧ



Voice of the Customer 22

Phase 1
4. Gather Competitor Ratings

Your customerôsassessment of

your offering vs. your competitors.

Customer Need
Customer 

Importance

Your      

Offering

Competitor 

Offering

Attracts mice 3 High High

Operates relaibly 5 Medium Low

Kills quickly 2 Low Medium

Easy to bait 3 Low Low

Easy to set 4 Medium High

Easy to dispose 5 High Medium
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Phase 1

5. Determine Required

Improvement -

Which really needs

improvement?

.

Customer Need
Customer 

Importance

Your      

Offering

Competitor 

Offering

RELATIVE 

Customer 

Importance

Attracts mice 3 High High ?

Operates relaibly 5 Medium Low ?

Kills quickly 2 Low Medium ?

Easy to bait 3 Low Low ?

Easy to set 4 Medium High ?

Easy to dispose 5 High Medium ?
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What will your
strategy be?

If customer importance = high
And your product = high

And competitor product = high
Then relative importance = ???

If customer importance = high
And your product = high

And competitor product = low
Then relative importance = ???

If customer importance = high
ΧŜǘŎΧ

Customer Need
Customer 

Importance

Your      

Offering

Competitor 

Offering

RELATIVE 

Customer 

Importance

Attracts mice 3 High High ?

Operates relaibly 5 Medium Low ?

Kills quickly 2 Low Medium ?

Easy to bait 3 Low Low ?

Easy to set 4 Medium High ?

Easy to dispose 5 High Medium ?
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However you do the comparison, the goal of customer assessment is:

5ƻƴΩǘ ǿŀǎǘŜ ǊŜǎƻǳǊŎŜǎ ƛƳǇǊƻǾƛƴƎ ǘƘƛƴƎǎ ǘƘŀǘ ǘƘŜ ŎǳǎǘƻƳŜǊ ŘƻŜǎƴΩǘ ǾŀƭǳŜ
ŀƴŘ ǘƘŜǊŜŦƻǊŜ ǿƻƴΩǘ Ǉŀȅ ŦƻǊΗ

You have existing product
You have no existing 

product

Your competitor has 

existing product

Your existing product vs. 

their existing product

Their existing product vs. 

ideal product

Your competitor has 

no existing product

Your existing product vs. 

ideal product
NA

tƻǎǎƛōƭŜ ŎƻƳǇŀǊƛǎƻƴ ǎǘǊŀǘŜƎƛŜǎΧ
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This approach can be applied for development of:

Å New products,

Å New services,

Å New technologies Ą
Comparison with existing/competing technologies.
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Thus EndsPhase 1 - Whats Phase 1
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ω WHATs tend to show up in similar formsfor different 

customers/applications/products,

ω Thus, there will always be some basic commonalityto the list of 

WHATs.

ω ¸ƻǳ ǇǊƻōŀōƭȅ ŘƻƴΩǘ ƴŜŜŘ ǘƻ ǎǘŀǊǘ ŦǊƻƳ ǎŎǊŀǘŎƘ ŜǾŜǊȅ ǘƛƳŜ ƻƴŎŜ ȅƻǳΩǾŜ 

done a few of these,

ω You can probably build a common libraryof generic WHATs,

ω Identifying WHATs in this structured environment gets much easier 

with experience!

Hints on Identifying WHATs
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ω You still need to interview the customers to get WHATs,

ω Just in case a new need is emerging.

ω Further, this is a great way to build good customer relations,

ω Even if you already know all the answers,

ω {ƛƴŎŜ άsympathetic listeningέ ƛǎ ŀ ǇƻǿŜǊŦǳƭ ǘƻƻƭΦ

Nevertheless!
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Voice-Of-The-Customer ςPart2

How to Interview a Customer

© 2009 ~ Mark Polczynski
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The Customer Interview Process

The process of interviewing customers is the most important element of the 
overall Voice-of-the-Customer element of strategic technology planning.

A poor interview process:

ω Generates bad input, making the rest of your efforts a waste of time,

ω Can raise false expectationsin your customer,

ω Can drive customers away from you.

Conversely, a good interview process:

ω Sets the correct direction for all other processes,

ω Pro-actively clarifiesexpectations,

ω Can bindȅƻǳ ŎƭƻǎŜƭȅ ǘƻƎŜǘƘŜǊ ǿƛǘƘ ȅƻǳǊ ŎǳǎǘƻƳŜǊ όάǇŀǊǘƴŜǊέύΦ

Psychological 
impact

Psychological 
impact
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Why we need a process:

ω It is especially important for technologiststo develop strong customer 
interview skills:

ω Technology is an important potential source of solutions,

ω And since technologists will be the ones often solving the problems,
it is best for them to learn the problems directly from customers,

ω Plus they can discover newƴŜŜŘǎ ǘƘŀǘ ƻǘƘŜǊǎ ŘƻƴΩǘ ǎŜŜΣ

ω .ǳǘ ƛƴ ƎŜƴŜǊŀƭΣ ǘŜŎƘƴƻƭƻƎƛǎǘǎ Ƴŀȅ ƭŀŎƪ ǘƘŜ άpeople skillsέ ƴŜŜŘŜŘ ǘƻ ŎƻƴŘǳŎǘ 
good interviews.

ω They can easily create false expectationsfor customers.

ω Establishing a systematic processfor interviewing customers can help!
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wŜǘǳǊƴ ǘƻ ǘƘŜ άtŜǊŦŜŎǘ aƻǳǎŜǘǊŀǇέ ŜȄŀƳǇƭŜΧ

ω You are a brand new engineer just hired by Acme Trap Company.

ω Your company makes all kinds of animal traps.

ω Your very first assignment is to design the next generation product line for 
your company.

ω Your first task is to interview customers to determine WHAT features your 
new trap family will have.

ω {ƻΣ ƭŜǘΩǎ ƎŜǘ ǎǘŀǊǘŜŘΗ
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Based on the customer interviews, your job is to fill in these boxes:
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Acme Market Segmentation

You will focus on small animal
(rat and mouse) kill traps for use in
warehouseswhere grain is stored,
like in the movie...

Acme Trap Co. Large Animal Small Animal

Kill Traps Fur hunters Households, 

food industry

Live traps Zoos, 

naturalists
Grain 

warehouses
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Our focus area:

Small animal kill traps for grain warehouses

{ƻ ƴƻǿ ǿŜΩǊŜ ǊŜŀŘȅ ǘƻ Řƻ ǘƘŜ ŎǳǎǘƻƳŜǊ 
ƛƴǘŜǊǾƛŜǿΧ
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Customer interviews can be done in four steps:

3 1 2 4
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Customer Interview Process ςStep 1.1

GeneralCustomer Needs -

For the field of use and application (market segment) being focused on, 
determine customer needs.  Use the following guideline questions 
(add/change/delete as appropriate):

ω Why? Why is this this product/service needed?

ω What? What specifically will it be usedfor?

ω Who? Who does/will/could use it?

ω When? Whendoes/will it be used?

ω Where? Wherewill it be used?

ω How? Howwill it be used? Make a
checklist!
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Customer Interview Process ςStep 1.2

SpecificCustomer Needs -

Determine what specific attributesthat the product must have. 

Typical areas of needs are:

ω PerformanceςWhat exactly does the customer need it do?

ω Quality/ReliabilityςHow well must it do it?

ω ά¦ǎŜǊ LƴǘŜǊŦŀŎŜέςHow will the user interact with it?

ω CostςHow sensitive to cost is it?

ω RegulationςIs its use or design regulated in any way?

!ǎ ȅƻǳ ƻōǘŀƛƴ ƛƴǇǳǘΣ ǳǎŜ ǘƘŜ ά5 Whysέ ŀǇǇǊƻŀŎƘ ǘƻ ŘǊƛƭƭ Řƻǿƴ ƛƴǘƻ ƴŜŜŘǎΦ

Make a
checklist!
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The 5 Whys Approach

ω You ask a customer a question.

ω They give you an answer.

ω ¸ƻǳ ŀǎƪΥ άWhyŘƻ ȅƻǳ ƴŜŜŘ ǘƘŀǘΚέ

ω They give you an answer.

ω ¸ƻǳ ŀǎƪΥ άWhyŘƻ ȅƻǳ ƴŜŜŘ ǘƘŀǘΚέ

ω They give you an answer.

ω ¸ƻǳ ŀǎƪ άWhyŘƻ ȅƻǳ ƴŜŜŘ ǘƘŀǘέ ŦƛǾŜ ǘƛƳŜǎΦ

ω This gets you to the root cause.
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5-²Ƙȅǎ ƛǎ ŀ ƎŜƴŜǊŀƭ Ǌƻƻǘ ŎŀǳǎŜ ǇǊƻōƭŜƳ ǎƻƭǾƛƴƎ ǘƻƻƭΧ
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Like Pareto 80-20 rule, seems to describe how things worké


