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Companies often wonder how they can § --l Tabe coper-
atiom hetweemn siles, ms |rL|'II-|l_.. englnee) x s o apera-
thans ta befter understand cistomer ||.. s and better
define proxiuct requirements. This issue cocurs hundreds
oreven thoasands of fime each vear and may invalve a
large mumber of people. The proce s5 18 ex pensive, hal no
when compared 1o the cost ol deing it wrong. € a posi
tise aete, 6 s nol difficul to de it well, pros vided 4 dhot
list of values and practices are undersiood and ageesd
I

Foar 'hr-|'-.|..| 15 vears, the managermer
ing companies have shown the maost suc-
cessinl definition-specification processes
separate the mles of sles and marketing. Prawiders
Sales, which manages customer relation
shipe and coordinates comnmunications
with cusgtomers, can be a preal mein s ul
identifying customer reguirenients ‘~||-.-
; it bie the ol authosl
o Wl s the product pipeline. Mar
keting has this respansibilite, with plenty
oof impat From Sales. Management science
shivas that everyome with a stake should be

braught imto the mix

ractioes of legd
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Near and long-term horizons
While Mark st product manaps

el ) Feceives I il I'||I||'| I"\-:l'.'-._ it shoulad
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duct competitor research I.'||I|l.e:-|.'||| &, Ml |.rL|'I1ngh.|: (AT
requirement horizons: 8 near-term horizon for produacts
ahoit 1o erer the pipeline, and & lang-term horizon for
platlerm and product-generation planning. Events for the
near-tenn harteon are product specifico whak goes inlo the
product{s) that willbe past of the project. These pocur o

ey product-definilion effart. Events far the long-tenin
haeizen are usually dnmsl of semianmual bo cxecwied
-\.|||.||I|'||'. Jimiad, |"f||:\j|:||i'\1||i|:||__l twees dlbsilinct thime
harterms enables cross-Rnctienal thinkisg ansd she appli-
catinn of nanagerme it BCieriee,

‘Marketing should assemble a team 1o
gather near-term product requirements.
The team shuld consist of marketing per
ol (A0, engineering (0%, and op
erations [20%). Mote thal =ales is nol in
cloded i this step, These ane o
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Eneecdly 10 articulate what |I||| ITieE 45 peaat
neerts, & sale EOETROm &0l Id be imvolved
with sElTing wp Ihese migakings nat, 1t at
tending. they shamld act as a lfaison or an
abserver anly.

A Leam enade ap of an equal nombser
of marketing and enginecring person
nel shoald gather long-tenm custamer e
Operations s not as ceitbeal
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for gathering long-term requirements. As always, el rmants
Sales, or Account Management, bias o primary or o LOAg-TEmm 1 1 _ : : i
lenst equal hand in managing customer visits, Agen- | rEquiemenrs | R I B (™ T

i fior discussion ghonibd be agrood upon in advaice
el safiegusrds put inoplace 10 limit any disoussion of

Heen Wi one to theee e product-deselapmpent time fames ar
st comEanies, ean-user horanrs shouls be ot east frurveans

pear-term needs. The team should consist of high-  and beyord
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*Ticers should participate, Only strategy

managers, brand managers, portiolio Sy Each produc recsives 3 fogused delinition
IEnagers, amil seniar i.lrl.ulluul piul.ntrs i : effort at the heginnineg of e proec
shipuld make up the aearketing veam ! ana“ze neodad” theghaur e yogr,

ht first Annual ar semiannus messtrgs with
E'rtitrfl: ” “.l";"_.&t_. “r““uhl hed Lorar-tem each [key custormer These msstnos s e

4 t ot o % T LR L USRI laadked” daring the yern 1o beleres nlengl work

am artice in California Manogement He- | S S T e et
wiew claiming that 71% of evervthing s - Dol el

that goes wrong in product development

caunt b anbribvuted 1o a fibure o idemtily reguirements Even
il e peduice that iguare by half, it rensadie a coimpelling sta-
tistic, Unbess a compainy gets product reguineinsents right,

Techniques for gathering requirements
Filbesit years ago, there were no “best practices” for
cither e o lapg-teem regaitements gathering. Today,

there are 4 host of near-term rechniguoes

up front, all else will be bosed on flawed assampisons,

There are two categnries of Aaws The miast costly 1s
error of omission. In statistics, this is referred 1o as “Type
Cine Error” " Type Two Ermor” is the implementation of
wrong or incemplele requiremends. To aveid these, o cross-
funclivaal Btening group must bear ol that & said during
requirernenls gatlsering.

Before 1990, decizions abear which new prodisc ideas
tor pairsaie nvalved o single-step process i which esti-
mates af requirements bisbble ap from kower functianal
|1‘11.'II'.|I'H|:"|'IM. A maore senior commibstes would then meet
amd moke a gn-'nn-gn- decisian. Since then, a fnrmalized
yestep process has evolved. Companies now captare
“light bulh” or new-product deas in the initzl hald-step
Then comes funding a delinition activity (the st fwll
st aned reviewing resalts [the second aml st step), This
farmalinnd process ensures & focus oo requinsne s
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Definition team makeup for product definitlon, requirements
- gathering, and specification writing.
Time horizon | Marketing | Engineering | Operations Sales The hest knmwen af These is the Voo of
BN e !:,upl-r.:lly the Custamer” (VOC) technigque In best
. i At 48 i COCETinaiTs industry practice, the product-divelop-
Mg menl core team [ delinition team] con-

LOAc0Sm = 5, Aty May coOnGEe ducts H.I:II.'l.-\JIJn...I.II:II.'I'IIh. requireisents,
BLTR RS H i Bepandent eeng A effective oear-termy YO stady
provides detalled documentaiion of cus-

tommer redqubrements as articelated by the customer, syni-
thissia af custamer reqquitements o Id-:ntlnl the "rn.l:'c|||.n:
featares, a comminn langaape and set of values far the de.
vedopment team going forward, primary inpat lor select
ing appropriate design specifications for tee new product,
aned w springboard for product iinnovation.

O the longg-tera side, there's the kog-stanling, effec-
tive (bur parely waed) “Lead User Analysis” developed by
MITS Eric von Hippel In the 19805, 1t femain the mast
poorly understood of requirements-related practices, ¥t
thise companies that use it find it a p-;ll.w-rﬁll bl

Lead User Analysis directs campanies to seek out
arganizations or individoals with an immediate need
for 2 mew product months or even years belore the rest
af Lhe marketplace. The company works with lead users
bor moclify existing products or creale new ones. And
the lead waers benefit significantly. The company then
determimes how the thiming of the bulk of the naarke



dilFers fraem that of bead wsers
Another aspect of the produce-
definiabon process B epecialized wrain-
Ing fiar those irvedved with | ralct
defindtion in the area of intellectal
progqerty ([P prodection. Seeking to
imrlr-.--\.:-. CUsStDMmers, & Minesrs can
ke tar oo lortheoming abeut their
kninwledge, especially in meelings
wilh long-term horizons. What nol
Lor sy cauns e s bnaportant s whal 1o
say. This becoimes itose critical 4 the
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Inner voices

Besides formal teams, a company
can glean information rom any lane
tion that has customer conlac or is
pact ol the development and com
eercialization of a product. Marker-
ing ahaiald vap inberral depistinents
tsich as E ngine |i||'\- F |_||‘| HETVIE,
vl Sales |- nglneer| '% for feedhack
‘Warranty, Repair, and Costomer Ser
vice know a prosbuct’® strengths and
weaknesses. And Marketing and En
pineering should listen o “the sreet”
Lo avoid undesirabde atiribaes.,

Fuintions with litile direct cus-
teiser conlact shoild also be asked
Purchas-
ing. Test Englnecring, Productionn
Tesst, Cpuality, and others are experts
in performanice envelpes and con
straints. The whale Desigr- bor- kan
ulacture & Assembiy body ol kreowl
edpge — now called Design tor "X

r DR — arose because regiine

ments were boiog specificd by per-
soenel {n furey

While 'my fiocus Tt €F) ‘marked-
pull” requirements gathering, “tech
push” is becoming increéasingly im
portant. Build 1t and they will come
Lead User Analysis helps build condi
dence around tech pushes,

Self-inflicted injuries
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during development, 15 a real pitfall
Engineering, Sales and sametimes
Marketing tend to averspecly. Uver
specilying returns little to the top
line shile intlating costs which, in
. recluces the bottens line. II|-
bt ey b0 avoidd “creeping ddegance”
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reuirements process. When every
{0 ARrees upon redquirements, i
i= casicr Lo pealsl the wemptation o
WETEHY ifv

b5 mearket i i Philip Eotler
said, “Proqer planning prevents poar
pertormance.” Companies should
recall the Five Ps during the fuzxy

Preml-end activities ol market-puall
product definition, By diminaliing a
succeasion of physical bailds, comga-
nies with EArOng frea - ndd processes
can reduce Ll L e |‘i|".|'||-|'\'|'|'||"' Nl FX-
penses by 200 to 5%, All it takes is the
patience 1o gather reguirements and
the wisdhim te incorparate them, MD
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SMALLEY SPRINGS EXTEND BEARING LIFE

B Reduce vibration, nodse and
heat buildug

B Compensate for dimensional

wariafion within assemblies
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B Stock slzes 16 mm 1o 580 mm
matching pepular bearing slxes

B Spacials from 2007 o 2307 with
Heo-Tooling-Charges ™
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