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Understanding the components of a Critical to Quality (CTQ) Tree is essential for
organizations aiming to deliver products and services that meet customer expectations. A
CTQ Tree helps translate customer needs into specific, measurable requirements that
guide process improvement initiatives. When asked to order the components of a CTQ
Tree—specifically whether they follow the sequence of "Requirement - Driver - Customer
Need" or some other arrangement—it is important to comprehend the fundamental
structure and logic behind these components. This article explores the correct sequence
and rationale behind the components of a CTQ Tree, focusing on why the sequence
"Requirement - Driver - Customer Need" is correct and how it facilitates effective quality
management.

Understanding the Components of a CTQ Tree

Before delving into the sequence, it is vital to understand what each component
represents within a CTQ Tree:

Customer Need

- The fundamental desire or expectation of the customer.

- Represents what the customer values in a product or service.

- Often expressed in broad, qualitative terms, such as "durability,
delivery."

ease of use," or "timely

Requirement

- A specific, measurable feature or attribute that fulfills a customer need.

- Translates the broader customer-related expectation into concrete specifications.

- For example, if the customer need is "durability," the requirement might be "product
withstands 1000 hours of use without failure."

Driver

- The process, design, or operational factor that influences or determines the requirement.



- Acts as the bridge between the requirement and the process or design decisions.
- For instance, material quality, manufacturing process, or design parameters can be
drivers affecting the requirement.

The Logical Sequence of Components in a CTQ
Tree

The typical structure of a CTQ Tree follows a logical flow that aligns customer
expectations with measurable process parameters:

1. Customer Need

- Starts with understanding what the customer values.
- Focuses on the voice of the customer (VOC).

2. Requirement

- Converts the customer need into specific, measurable requirements.
- Ensures that what is being measured directly reflects customer priorities.

3. Driver
- Identifies the operational or process factors that influence the requirement.

- These drivers are the levers that can be controlled or optimized to meet the requirement.

This sequence—Customer Need — Requirement — Driver—supports a structured approach
to quality improvement, ensuring that efforts are aligned with customer expectations.

Why Is "Requirement - Driver - Customer Need"
the Correct Sequence?

The question of whether the sequence is "Requirement - Driver - Customer Need" or
"Customer Need - Requirement - Driver" hinges on understanding the purpose of each
component and the logical flow of translating customer expectations into process
improvements.



1. Customer Need as the Starting Point

- The primary focus is understanding what the customer truly values.
- Customer needs are often broad and qualitative, serving as the foundation for defining
requirements.

2. Requirements as the Bridge

- Requirements serve as measurable specifications derived from customer needs.
- They are the actionable elements that can be controlled or designed into the process.

3. Drivers as Influencers

- Drivers are the factors that influence whether requirements are met.
- Managing drivers allows organizations to control and improve requirements, thereby
satisfying customer needs.

Therefore, the most logical and effective sequence for constructing a CTQ Tree is:
Customer Need — Requirement — Driver

This sequence ensures that improvements are customer-centric, measurable, and
controllable.

Practical Examples Illustrating the Sequence

To better understand why "Requirement - Driver - Customer Need" is not the correct
order, consider the following examples:

Example 1: Customer Need for Fast Delivery

- Customer Need: "Product delivered quickly."

- Correct Sequence:

1. Define Requirement: "Deliver within 2 days."

2. Identify Drivers: Shipping method, inventory management, order processing speed.

- This ensures that the focus is on meeting the customer’s expectation through specific,
measurable requirements and controlling the influencing drivers.

Example 2: Customer Need for Product Durability

- Customer Need: "Product should last at least 5 years."
- Correct Sequence:
1. Requirement: "Product withstands 10,000 hours of use."



2. Driver: Material quality, manufacturing process, design specifications.
- By controlling these drivers, the organization can meet the durability requirement,
satisfying the customer need.

Implications for Quality Improvement and Six
Sigma Projects

In the context of Six Sigma and other quality improvement methodologies, the correct
ordering of components is critical for:

- Defining clear project goals: Starting from customer needs ensures that projects address
what truly matters to customers.

- Developing measurable metrics: Requirements provide quantifiable targets aligned with
customer expectations.

- Identifying controllable factors: Drivers are the variables that project teams can
influence through process changes.

Adhering to the sequence "Customer Need — Requirement — Driver" ensures that
improvement efforts are focused, effective, and aligned with customer satisfaction.

Summary: The Correct Sequence Is "Requirement
- Driver - Customer Need"

Based on the logical flow and practical application, the correct order of components in a
CTQ Tree is:

Requirement — Driver — Customer Need

This sequence emphasizes that:

- Requirements are derived from customer needs.

- Drivers influence the ability to meet those requirements.

- Managing drivers allows organizations to fulfill customer needs effectively.

By understanding and applying this sequence, organizations can develop robust CTQ

Trees that serve as effective tools for quality management, process improvement, and
customer satisfaction.



Conclusion

In summary, while the question presents two options—A. Requirement - Driver - Customer
Need and B.—the correct sequence is "Requirement - Driver - Customer Need"—the most
accurate and logical order is:

Customer Need — Requirement — Driver

This sequence aligns with the principles of quality function deployment and process
improvement methodologies, ensuring that customer expectations are translated into
actionable, measurable, and controllable elements. Recognizing and applying this
structure enables organizations to focus their efforts on what truly matters to their
customers, ultimately leading to higher satisfaction, better quality products, and improved
operational efficiency.

Frequently Asked Questions

What is the correct order of components in a CTQ Tree
among the options: Requirement, Driver, Customer
Need?

The correct order is B: Customer Need, Driver, Requirement.

Why is it important to organize a CTQ Tree starting with
Customer Needs?

Starting with Customer Needs ensures the focus on what customers truly value, guiding
the development of drivers and requirements that meet those needs.

In a CTQ Tree, what role do Drivers play between
Customer Needs and Requirements?

Drivers translate Customer Needs into specific, measurable factors that influence the
Requirements, serving as a bridge between what customers want and how it is achieved.

How does understanding the order of components in a
CTQ Tree improve process improvement efforts?

Recognizing the order helps in systematically addressing customer priorities first, then
identifying drivers, and finally defining requirements, leading to more targeted and
effective improvements.



Can the components in a CTQ Tree be rearranged
without affecting its effectiveness?

No, the traditional and most effective structure follows Customer Need > Driver >
Requirement, as it logically links customer priorities to operational specifics.

What is the primary benefit of correctly ordering
components in a CTQ Tree?

It ensures clarity in translating customer expectations into measurable requirements,
facilitating better quality management and process design.

In the context of a CTQ Tree, what does the term
'Requirement’ refer to?

Requirement refers to specific, measurable criteria that a process or product must meet to
satisfy the customer need.

Additional Resources
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Understanding the Components of a CTQ Tree: Requirement, Driver, and Customer Need

In today’s competitive landscape, organizations striving for excellence often rely on
structured tools to translate customer expectations into measurable performance metrics.
Among these tools, the Critical-to-Quality (CTQ) Tree stands out as a fundamental
methodology within Six Sigma and Lean Six Sigma frameworks. At its core, the CTQ Tree
helps organizations identify, analyze, and prioritize what truly matters to customers,
ensuring that process improvements align directly with customer expectations.

A key element in constructing an effective CTQ Tree involves understanding the hierarchy
and relationships among its components. This article explores the question: Order The
Following Components Of A CTQ Tree: Select One: A. Requirement - Driver - Customer
Need. We will dissect each component, examine their roles and relationships, and analyze
why the sequence matters—if indeed the sequence is critical—and how this understanding
guides organizations in process improvement initiatives.

What is a CTQ Tree?

Before delving into the components and their order, it’s essential to clarify what a CTQ
Tree entails. A CTQ Tree is a visual tool that breaks down high-level customer
requirements into specific, measurable performance characteristics. The process involves:



- Customer Needs/Voices: The expressed or implied expectations of the customer.

- Critical-to-Quality Attributes (CTQs): The measurable aspects of a product or service that
directly impact customer satisfaction.

- Drivers and Requirements: The underlying factors and specifications that influence CTQ
attributes.

The objective of the CTQ Tree is to ensure that process improvements target what truly
matters to the customer, thereby maximizing value and minimizing waste.

The Components of a CTQ Tree

The typical components involved in constructing a CTQ Tree include the following:

1. Customer Need (or Voice of the Customer)

This is the foundational element—the explicit or implicit requirement expressed by the
customer. Customer Needs are broad statements reflecting desires or expectations, such
as "the product should be durable" or "the delivery should be prompt."

2. Requirement

Requirements are specific, actionable statements derived from Customer Needs. They
define what the organization must do to meet customer expectations. For example, if the
customer Need is "durability," a Requirement might be "product withstands 1000 hours of
use without failure."

3. Driver

Drivers are the factors, processes, or variables that influence whether Requirements are
met. They are the root causes or levers that can be controlled or improved to achieve

desired Requirements. For example, a driver influencing durability could be the quality of
raw materials or manufacturing process controls.

The Logical Sequence: Is the Order Requirement - Driver - Customer Need?

The core question posed is whether the correct sequence of the CTQ Tree components is:
Requirement — Driver — Customer Need

or

Customer Need — Requirement — Driver

This ordering impacts how organizations analyze and translate customer expectations into
operational strategies.



Analyzing the Sequence: Requirement - Driver - Customer Need

Let’s examine the sequence Requirement — Driver — Customer Need in detail.
Conceptual Framework

- Requirements are derived from the Customer Needs. They are more specific and
measurable expressions of customer expectations.

- Drivers are the operational factors or process variables that influence whether
Requirements are achieved.

In this perspective, the process begins with understanding what the customer needs at a
high level, then defining Requirements that can be measured and controlled, and finally
identifying Drivers that influence those Requirements.

Practical Example

Suppose a customer Need is "fast shipping." The Requirements could be "delivery within 2
days for 95% of orders." The Drivers influencing this Requirement might include:

- Transportation method
- Warehouse processing time
- Inventory levels

In this case, the sequence is:

Customer Need (fast shipping) — Requirement (delivery within 2 days for 95%) — Driver
(transportation method, processing time, inventory management)

Advantages of this sequence:

- It aligns with how organizations typically translate customer expectations into
operational parameters.

- It emphasizes that Requirements are the bridge between customer Needs and process
variables.

- It supports systematic problem-solving by focusing on controlling Drivers to meet
Requirements.

Analyzing the Alternative: Customer Need - Requirement - Driver
Now, consider the sequence Customer Need — Requirement — Driver.
Conceptual Framework

- The Customer Need is the starting point.

- Requirements are developed directly from the Need.

- Drivers are then identified as the factors affecting these Requirements.

This approach is intuitive and customer-centric, ensuring that every step is rooted in the



voice of the customer.

Practical Example

Using the same example:

- Customer Need: "fast shipping"

- Requirement: "delivery within 2 days for 95% of orders"

- Drivers: transportation schedule, warehouse staffing, packaging speed

Advantages of this sequence:

- It places the customer at the center of the analysis, ensuring that Requirements are
directly linked to Needs.

- It facilitates traceability from customer expectations through to operational variables.

- It supports a structured approach to capturing customer insights and translating them
into measurable metrics.

Which Sequence is Correct for a CTQ Tree?

Understanding the order of components depends on the purpose of the analysis:

- If the goal is to understand how customer Needs translate into measurable Requirements
and process factors, then the sequence Customer Need — Requirement — Driver is logical
and aligned with standard practice.

- If the focus is on controlling process variables to meet specific Requirements that are
derived from customer Needs, the sequence Requirement — Driver — Customer Need
emphasizes the operational control aspect.

In most Six Sigma and quality management contexts, the recommended sequence is:

Customer Need — Requirement — Driver

This sequence ensures a clear traceability from customer expectations to process
variables, facilitating effective measurement, analysis, and improvement.

Practical Implications for Building a CTQ Tree

Step-by-step approach:

1. Identify Customer Needs (Voice of the Customer)

2. Translate Needs into Requirements (specific, measurable)

3. Determine Drivers (process variables influencing Requirements)

4. Prioritize Drivers for improvement projects

Tips for effective construction:



- Use customer language when capturing Needs.

- Be specific when defining Requirements to facilitate measurement.

- Ensure Drivers are controllable and influence Requirements directly.
- Maintain traceability throughout the hierarchy.

Common pitfalls to avoid:

- Skipping the Requirements stage and jumping directly to Drivers.
- Confusing customer Needs with Requirements—ensure clear differentiation.
- Failing to validate that Drivers truly influence Requirements.

The Importance of Sequence in Quality Improvement

The sequence of components within a CTQ Tree is not merely academic; it has practical
consequences:

- Effective Communication: Clear linkage from customer Needs to operational Drivers
improves cross-functional understanding.

- Measurement and Control: Correct sequencing ensures that the right metrics are
developed and controlled.

- Root Cause Analysis: Proper hierarchy facilitates identifying the root causes of quality
issues.

- Alignment: Ensures all improvement efforts are aligned with customer expectations.

Conclusion

In the context of building a CTQ Tree, the most logical and widely accepted sequence of
components is:

Customer Need — Requirement — Driver

This order reflects a customer-centric approach, emphasizing understanding what the
customer values, translating that into measurable requirements, and then identifying the
process variables that influence those requirements. It facilitates clear traceability,
effective measurement, and targeted improvement efforts.

While the alternative sequence—Requirement — Driver — Customer Need—can be useful
in operational control scenarios, the standard practice in quality management and process
improvement emphasizes starting from customer Needs. This approach ensures that all
efforts are aligned with delivering real customer value and that process improvements are
strategically targeted.

In summary, for organizations aiming to systematically improve quality and customer
satisfaction, understanding and applying the correct order of CTQ Tree components is
fundamental. The sequence Customer Need — Requirement — Driver provides a
structured, logical framework for translating voice of the customer into actionable
operational strategies, ultimately driving sustainable business excellence.
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This comprehensive review underscores the importance of component order in a CTQ
Tree, advocating for a logical, customer-focused sequence to optimize quality
improvement initiatives.
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