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Introduction

Driving Customer Focus throughout
Product Development

Exploring with your Customer to
Develop Empathy

Q&A
Extract Key Images of the Customer
Q&A

Translate Customer Voices into
Requirements

Q&A & Wrap-Up

©2004 Product Development Consulting, Inc.



- www.pdcinc.com | LTI ~ ©2004 Product Development Consulting, Inc.



AS VP OF MARKETING,
I AM PROUD TO INTRO-
DUCE THE MELW) VERSION
OF OUR PRODUCT.
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THIS IS A TESTAMENT
TO WHAT CAN HAPPEN
WHEN YOU LISTEMN TO
CUSTOMERS.
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LJE ASKED CUSTOMERS
WHAT THEY WANTED
THE NEW VERSION

SIX MONTHS AGO 1
GAVE THAT RALJ DATA
TO YOU ENGINEERS.
TODAY LIE SEE THE
RESULT.
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Approximately 80% of all new
products fail within six

- months or fall significantly

short of their profit forecast
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46% of development
resources are spent on

projects which commercially

fall or never make it to
market
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What Are Companies Doing with Customer Data?

1999 2001
Marketing 18% 52%
Customer Service 16% . 48%
Sales 16% 34%
Process 2% 22%
Improvement
Fraud Detection 10% . 14%
Product 4% 10%
Development
Don’t Use Data 2% 0%
Don’t Know - 0% - 18%

Data: Forrester Research Survey of 50 of the
100 Largest US Companies
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Is This a Surprise?

* Most companies address product definition by validating
features with their customers

e This approach assumes that you have the right features
* You never get out of the box

©2004 Product Development Consulting, Inc.
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EXplore with

Develop
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Today’s focus In a Structured Voice of Customer
Process such as Market-Driven Product Definition
(MDPD?®) is the Processing of Customer Data

Prepare
For Customer
Visits

www.pdcinc.com

Process
Customer
Visit Data

" Analyze

Customer Generate
Requirements Solutions
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BUt1111

» To obtain quality results from the customer data
~ You need to collect robust data

www.pdcinc.com ©2004 Product Development Consulting, Inc.
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Level of Detall in a Structured Process
Digest

Stage 2:

Process Customer
Visit Data

Explore

Stage 1:

Prepare for

Customer Visits

1. Plan the

Project

. Develop
Interview
Guides

. Interview
Training

. Gather the
Voice of the
Customer

Key:

www.pdcinc.com

5. Develop
Image
Diagram

6. Translate
Voices into
Requirements

7. Requirements
Diagram

8. Develop
Metrics

Stage 3.

Analyze Customer

Existing

Results of

Stage 4:

Generate
Solutions

These are the key
stages of the
process

These activities These activities
are done mostly are done outside
in workshops of workshops

©2004 Product Development Consulting, Inc.
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Ask Open Ended Questions

“What” questions focus on happenings or motive
~ Example: “What problem would that solve?”

“How” questions focus on the way things happen
~ Example: “How does that impact the way you to...?”

“Why” questions search for reasons
~ “Why is it that...?”
“Could” questions are open-ended
~ Example: “Could you give an example of...?”

Other types of questions:

~ “Are” and “do” are often the clue to a closed-ended
guestion - more desirable to say: “can you think of a
case when?”

~ A long pause can be a question in itself

“What else?” will elicit more responses than “Is
there anything else?”

©2004 Product Development Consulting, Inc. 14



The Old Mine Principle

(solutions) ¥ You ! Active
m Listening
Expressed il - |
Data
| Skills
Depth of
Fertile Probing
Data

Probing

(needs)
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i Customer VVoices to

:)

Jden't]'fy mage oi the

Customer's World
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Gather “Images” from Customer Visits

e The key to capturing the voice of the customer
~ Helps the team discover unstated requirements

 Allows the team to reach consensus regarding the
customers’ environment

e Creates a single document that tells a story and can
be shared

e Pinpoints the customer pain that drives their
buying decisions
~ ‘| struggled to install the system for an hour and had to
call customer support. What a waste of my time!”

~ “| am kept turning the button to try to start it and the darn
thing broke off. Boy, did | look stupid!”

www.pdcinc.com ©2004 Product Development Consulting, Inc.
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Image Selection Criteria

Verbal, impressionistic characterization of the
customer’s environment

~ What life is like for them
~ What motivates them

Fits the theme “What scenes or images come to
mind when you visualize ?”

~ Current scenes of the customer’s environment
~ Not future projections

Rich, vivid, specific - NOT broad
Current (not future)

Diversity (we want a broad cross-section of
environmental descriptions)

m ©2004 Product Development Consulting, Inc. 19



Group the Images

e Purpose
~ Creates team consensus of the customer attitudes and of the
environment in which the product must function

~ Structures images

 Benefits
~ Provides a foundation for developing requirements
~ Allows those new to a project to grasp the customer’s “world”

~ Team can share images with management
MY SYSTEM’'S PERFORMANCE EXCEEDS MY WILDEST DREAMS!

a4 5

I ENJOY MY SYSTEM EVEN WHEN I USE MY SURROUND SOUND SYSTEM MY SYSTEM HAS OPENED MY EARS TO

/ I'M NOT FOCUSED ON IT \ / FOR NON-VIDEO SOURCES \ / EXPERIENCES THAT I'VE BEEN MISSING \
WE LEAVE IT ON THE DISNEY CHANNEL THIS IS THE BEST THING THAT EVER “l LOVED INDIANA JONES... | GOT
FOR THE PARROTS HAPPENED TO ME. NOW I'M LISTENING FOOLED INTO ANSWERING THE DOOR.”
TO CLASSICAL MUSIC
FRIENDS SITTING AROUND IN KITCHEN 11PM, AND I'M REPLAYING AN
WHILE WIFE PREPARES MEAL, AND USER CHOOSING AN AUDIO ONLY AUDIO/VIDEO PASSAGE TO LEARN
ENTERTAINMENT FLOWS IN FROM MODE TO DRIVE ALL SPEAKERS WHICH MODES AND SETTINGS |
OPEN, ADJACENT FAMILY ROOM \ / \ PREFER /

e - J
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Image Diagram: Golf Bag Example

What scenes or images come to mind when you

Images

X MY BAG IS A PAIN IN THE BUTT

visualize your customer and their environ

“IT STARTED TO RAIN AND MY BAG FILLED
UP WITH WATER. CAN YOU IMAGINE
HAVING TO DUMP EVERYTHING OUT TO
DRAIN THE WATER?“ | LOST A BALL IN
THE WATER AND RAN BACK TO MY BAG
TO GET MY BALL RETRIEVER. | LOOKED
EVERYWHERE AND COULDN'T FIND THE
DAM THING. WOULD YOU BELIEVE IT HAD
FALLEN ALL THE WAY DOWN AND WAS
IMPOSSIBLE TO GET OUT!

/ “I WAS WALKING THE COURSE AND
GOING DOWN A HILL TO GET TO THE
NEXT HOLE WHEN MY BAG & CART
TOOK OFF AND ROLLED ALL THE WAY
DOWN AND EVERYTHING FELL OUT.
WHAT A MESS!”

MY BAG GETS IN MY WAY \

“WE WERE LEAVING THE AIRPORT
WITH OUR LUGGAGE AND OUR GOLF
BAGS AND MY HUSBAND’S BAG KEPT

FALLING OFF THE CART AND SOMEONE
TRIPPED ON IT.”

“I DRIVE A MIATA AND HAVE TO PUT
THE TOP DOWN IN ORDER TO CARRY
MY WIFE AND MY GOLF BAGS. IT
1STARTED TO RAIN AND WE HAD TO PUT
THE CLUBS IN THE CAR AND GET OUT
OURSELVES. BOY DID WE LOOK
STUPID STANDING ON THE SIDE OF

www.pdcinc.com

K THE ROAD NEXT TO OUR CAR.” /

©2004 Product Development Consulting, Inc.
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Benefits of Language Analysis Process

 Deals with diversity
~ QOrganizes diverse ideas and information
~ Develops team consensus and teamwork
~ A diverse group can come to a common conclusion
~ Everyone is equal
e Avoids confrontation
~ . Defuses wasted emotion

~ Extreme ideas are treated appropriately in a non-
confrontational manner

~ Facts are stratified and averaged without confrontation
* Facilitates prioritization

~ Open exchange of information

~ A discussion, not a debate

~ The stratification is done from the bottom up, helping the
team break free of preconceived structures and outlines

www.pdcinc.com ©2004 Product Development Consulting, Inc.
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Summary

 Brings consensus of the vision to the team

e Helps the team deeply understand the drivers in
the environment of its customers

e The image diagram:
~ Focuses on a smaller set of the most vivid aspects of
the customer environment by using the results of the
filtering process
~ Provides new insight into needs by discovering
Interrelations and hierarchies

www.pdcinc.com ©2004 Product Development Consulting, Inc.
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Translate Customer Voices into Requirements

 Clearly state and document the customer needs
iImplicit in the verbal and observational data from
the interview | | |

~ Derive subliminal values from the voices of the customer

e Customer requirements are the most critical output
of the voice of the customer process

~ The basis for sellable solutions
~ Provide new, deep insights
~ Do not constrain customer solutions

www.pdcinc.com ©2004 Product Development Consulting, Inc.

26



Requirements Translations: Definitions
e Voices

Raw transcripts from customer interviews
that may include images, requirements, or
other statements

e Customer requirement

A statement of what functionality a product
Or service possesses

 Functionality

The purpose for which a feature exists

www.pdcinc.com ©2004 Product Development Consulting, Inc.
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Extracting Customer Values

/- Subject + Verb + Modifier

ldentify Subject ldentify Modifier

Who or what performs What is scalable or variable
this functionality? about the functionality?

\4

ldentify Verb

Identify missing functionality by
answering the question, “What
functionality is desired but
missing for the customer?”

28
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Requirements Translations: Overview
y Iltems to Requirement

V | I t K
‘ o

We (end user) need 12 lines
minimum because we're
going to increase staff

I'd like to see that the
customer is getting to the
person that is going to help
them the most and the
qguickest

www.pdcinc.com

Voice of the
customer

Key Items

Place requirements
on Post-its™ and code
on bottom corner to
enable tracing back to
transcript

Customer
Requirements

* Verb
e Subject
o Modifier

©2004 Product Development Consulting, Inc.
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Translation Template

Customer Voice Translation Sheet

Customer Transcript

Voice of the
customer

Images

Key Items

Customer Requirements

www.pdcinc.com

“I'd like to see that the customer
is getting to the person that is
going to help them the most and
the quickest.”

“| want an answer
now! You hear that so
many times, | got
transferred six times.”

“There are just too
many people
frustrated by a non-
human answering the|
telephone. When they
finally get to a real
person they yell and
scream at me out of
frustration”

©2004 Product Development Consulting, Inc.

To satisfy customers;
operational efficiency;
speed;

most knowledgeable
agent

Customer obtains help quickly.

Customer obtains help with minimum
number of interventions.

Customer can reach a human with minimal
steps

30



Requirements Examples

e Manager can provide reports in a maximum number of
standard business applications (e.g., Excel, Lotus)
formats

e Call center operator can input data with a minimum
number of errors

e Customers can maximally combine technologies from
different manufacturers

* Agents can fulfill calls while minimizing caller’s time on
the phone

www.pdcinc.com ©2004 Product Development Consulting, Inc. 31



Develop Customer Requirement

Identify Verb

ldentify Subject

ldentify Modifier

Write Customer
Need Statement

www.pdcinc.com

Identify missing functionality by
answering the question, “What
functionality is desired but missing for the
customer?” This functionality must be a
verp!

Who or what performs this functionality?

What Is measurable or variable about the
functionality?

Articulate statement in full sentence form:

Subject + Verb + Modifier

©2004 Product Development Consulting, Inc. 32



Translation Guidelines

* No statement of means
~ Avoid solutions - state the requirement or functionality

 Avoid abstract language

~ Avoid words like “good, easily, comfortably, reliably,
accurately” which mean different things to different

people
~ Must be actionable
 Use multi-valued language
~ Describe what is scaleable about the functionality
~ Use language that implies a range of functionality

www.pdcinc.com ©2004 Product Development Consulting, Inc.
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Gain Insight into Customer Needs

* Purpose

~ Develop insight into the relationship between the
customer requirements

~ Generate the key benefit messages
~ Create the overall design objectives
~ Establish the team’s ranking of the needs

 Benefit to selecting a method to structure needs
~ Provides the key requirements for the product

~ Allows those new to a project to grasp the customer’s
requirements

~ Team can share requirements with extended team and
management

www.pdcinc.com ©2004 Product Development Consulting, Inc.
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A Requirements Language Analysis Diagram

e |s:

~ An abstraction of translations, combining the images of
the image LA with the customer statements to arrive at
development objectives

~ Stated in terms that are meaningful to the company
(“language of the company”)

~ Checked against the image diagram to ensure
comprehensive coverage of the customer’s current
experiences

~ Arrived at from team consensus

* |s NOT:
~ A detailed requirements document

~ Statement of needs in technical or solution terms
(“language of the engineer”)

www.pdcinc.com ©2004 Product Development Consulting, Inc. 35



WHAT ARE THE KEY CUSTOMER REQUIREMENTS FOR A
UNISEX GOLF BAG FOR THE MASS MARKET?

GOLFERS WANT THEIR BAG TO HELP THEM BE MORE
SUCOESSENLANDIEESS:SIRES SED-ATGOLEE

GOLFERS WANT TO FOCUS = GOLFERS WANT TO EMULATE

©

GOLFERS CAN HOLD A
MAXIMUM AMOUNT OF
STUFF IN THEIR BAG

®

GOLFERS CAN HOLD
MAXIMUM # OF CLUBS
(NO MORE THAN 14)

S —&

www.pdcinc.com

GOLFERS WANT THEIR BAG AS AN ASSET

GOLFERS WANT A BAG
THAT DOESN'T GET IN
THEIR WAY

= top vote getter
= second vote getter
third vote getter

©2004 Product Development Consulting, Inc.

50
—’ GOLFERS HAVE TO

CARRY THEIR BAG THE
LEAST AMOUNT OF TIME

@ GOLFERS WANT

THEIR BAG TO STAY IN
POSITION THEY PUT IT
UNDER A MAXIMUM
NUMBER OF
CONDITIONS

2
@ GOLFERS HAVE

BAG THAT WEIGHS A

MINIMAL AMOUNT /

GOLFERS WANT TO PLAY

GOLFERS CAN SELECT THE
APPROPRIATE CLUBIN A
MAXIMUM # OF CONDITIONS

25
PY~ GOLFERS CAN DETERMINE
HOW CLOSE TO THE PIN THE
BALL IS MOST ACCURATELY

i

26

GOLFERS CAN \

MAXIMALLY REST
WHILE WAITING

ON PLAYING GOLF PROFESSIONAL GOLFERS sorrers |
i 3N /2 ~\| [~ coLrers LFE /|
GOLFERS GOLFERS Soldists () ol GOLFERS KE‘Q’QT"T TSA ACCESS
CAN FIND CAN WANT TO GOLFERS | CAN WANT TO LOOK SPAC1 | pockers 4
WHATEVER (1 easiy ) A KNOW WHERE cankeep [[| PROTECT PRO- \ o UICKLY
THEIR CLUB | CLUBS MAXIMUM # Q
THEY WANT CARRY THE SCORE IN FESSIONAL REGARD-
IN THEIR BAG BAG BELONGS A L SREERS e
ST MAXIMUM |NGOLFERS 13 HOW THE
GOLFERS (Y corrers ||| #OF k1 CAN CEAG TO HAVE DA
CAN EIND CAN CARRY GOLFERS CAN WEATHER ||:{ PROTECT ST STORED
THEIR BAG WITH FIND SPECIFIC CON- ) CLUBS BURABINTY
STORED MINIMUM CLUB AS DITIONS UNDER A g
ITEMS STRESS QUICKLY AS H{MAXIMUM# B 1)
QUICKLY POSSIBLE | OF CONDI- £ || GOLFERS WANT
9\\\\\\\\\ @* | TIONS TO LOOK AS
GOLFERS GOLFERS @— (1 ________________________ MUCH LIKE
CAN FIND CAN CARRY GOLFERS CAN [~ GOLFERS PROFESSIONAL
CORRECT BAG WITH RETURN CLUBS | WANT DRY GOLFERS AS
GOLF CLUB MINIMAL TO BAG GRIPS AS POSSIBLE \
HEAD COVER EFFORT QUICKLY OFTEN AS
QUICKLY POSSIBLE 15
N T
(@ corens Souers IS
GOLFERS : -
CAN FIND hhﬁmi,_c TL:,J\ABESS OLFERS THAT INCURS BELTERGOLE
NEW BALL CAN KEEP MINIMAL
N QuickLy YD e SN N CLUBS DAMAGE ( GOLFERS WANT TO
\\\\\\\\\\ J CLEAN REGARDLESS @ IMPROVE THEIR GAME %
| UNDERA | || OF HANDLING
 maximum # | 23) GOLFERS CAN REDUCE
GOLFERS CAN STORE 1 oF conpr. ] N——"1|l] STROKES UNDER A MAXIMUM #
ANYTHING THEY NEED TIONS OF WEATHER CONDITIONS
/| For coLF In THEIR BAG |
ok kG4

36



“I BELIEVE IT’S TIME WE STOPPED RELYING SO HEAVILY ON INSTINCT.”




www.pdcinc.com

Q & A and Wrap-Up

~

~ ©2004 Product Development Consulting, Inc.
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Summary

e Understand your customers
~ What makes them tick
~ What motivates them
~ What drives them crazy

e Extract what functionality the market is missing
~ Not just what the people tell you
~ Measurable and scalable
~ In customer language with direction to development

www.pdcinc.com ©2004 Product Development Consulting, Inc.
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