
Target Specifications

Quality Function Deployment



Target specifications provides answers to the following:

• How could be the relatively subjective customer needs be 
translated into precise targets for remaining development 
efforts? (ex need- light weight, Specification- 60 grams)

• How could team and its senior management agree on what 
would constitute success or failure of the resulting product 
design?

• How could the team develop confidence that its intended 
product  would garner substantial share of the market?

• How could the team resolve inevitable trade-offs among 
product characteristics like cost and weight?



The Target Specification Process

• Prepare the list of metrics, using the need-
metrics, if necessary

• Collect competitive benchmarking information

• Set ideal and marginally acceptable target 
values of each metric

• Reflect on the result and the process



Concept Development Process



• A specification consists of a metric and a 
value. (Ex. Average time to assemble is a 
metric, while less than 75 seconds is a value)

• The most useful metrics are those that reflect 
as directly as possible the degree to which the 
product satisfies the customer need



The Product Specification Process

•  Set Target Specifications 

- Based on customer needs and benchmarks 
- Develop metrics for each need 

- Set ideal and acceptable values 

•  Refine Specifications 

- Based on selected concept and feasibility testing 
- Technical modelling 

- Trade-offs are critical 

•  Reflect on the Results and the Process 

- Critical for on going improvement 



Example: 
Mountain Bike Suspension Fork 



Step 1-Start with the Customer Needs



Step 1- Establish Metrics and Units

• A good way to generate the list of metrics is to 
contemplate each need in turn and to 
consider what precise, measurable 
characteristics of the product will reflect the 
degree to which the product satisfies that 
need



Step 1-Establish Metrics and Units



Step 1- Link Metrics to Needs



Step 2-Benchmark on Customer Needs

• Chinese warrior Sun Tzu “know your enemy to 
know yourself, in a hundred battle you will 
never peril”

• Target specification is the language used by 
the team to position new products 
(perceptual mapping). Information on 
competitive product is essential as no team 
can expect to succeed without this type of 
information



Step 2-Benchmark on Customer Needs-the Xerox way

• Form a list of design issues

• Form a list of competitive or related products. Pick one that is 
most crucial for design team to fully understand

• The designer team should gather information on the product 
and related products, the functions they perform, the target 
market segments

• Tear down multiple products in class

• Benchmark by functions

• Establish best in class competitors by function

• Plot industry trend



Benchmark on Customer Needs



Benchmark on Metrics



Step 3-Assign Marginal and Ideal Values



Refining the Specifications

• Specifications, which originally are targets 
expressed as broad range of values are now 
refined and made more precise



Refining the Specifications- A Four 
Steps Process

• Develop a technical model of the product

• Develop a cost model of the product

• Refine the specifications making trade off, 
where necessary

• Reflect on result and process



Concept Development Process



Specification Trade-offs



Set Final Specifications



Quality Function Deployment      
(House of Quality)
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