
Quality and Safety Series

Voice of the Customer
Critical to Quality
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• Define the term voice of the 
customer (VOC).

• Identify the components of a 
critical to quality (CTQ) tree. 

• Discuss the uses and benefits 
of a CTQ tree.



What Is VOC?

• Term used to capture and 
describe customer expectations.

• Discover customer opinions 
from sources, such as: 
– Interviews
– Focus groups
– Surveys
– Patient and family advisory committees
– Hospital Consumer Assessment of Health 

Providers and Systems (HCAHPS®) data
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Who Are Your Customers?

• Internal and external customers
– Use stakeholder mapping to identify customers

4 Martin B, Hanington B. Universal methods of design. Rockport Publishing. 2017. ISBN: 978-1-63159-374-1



CTQ Tree

• The CTQ tree was developed 
as a Six Sigma tool.

• It can be used for the 
define phase of the DMAIC1

process, or the plan phase 
of the PDSA2 process.

• A CTQ tree translates 
customer requirements into metrics.

• Metrics provide a means to measure the quality of 
services based on the VOC.

• CTQ tree components move from general to very specific.
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1. DMAIC = define, measure, analyze, improve, control 
2. PDSA = plan, do, study, act

Six Sigma Daily. (2021). A critical to quality (CTQ) tree helps business meet customers needs. Retrieved from https://www.sixsigmadaily.com/critical-to-
quality-ctq-tree-definition-example/#:~:text=A%20Critical%20to%20Quality%20Tree,most%20drives%20quality%20for%20customers.

https://www.sixsigmadaily.com/critical-to-quality-ctq-tree-definition-example/#:%7E:text=A%20Critical%20to%20Quality%20Tree,most%20drives%20quality%20for%20customers


Components of the CTQ Tree

• Critical need
– VOC
– Customer’s expectation
– General

• Quality driver
– Factor to meet 

customer’s expectation 
or need

• Performance requirement
– Metric to measure 

the quality driver
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CTQ Tree: Example 1
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CTQ Tree: Example 2
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HSAG CTQ Tree Worksheet

9 Template available at: www.hsag.com/hqic-quality-series 



Why Use a CTQ Tree?

• To assist in 
developing a data 
collection plan.

• To identify key 
metrics.

• To ensure you are 
meeting the needs 
of your customers.
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“If you can’t measure it, 
you can’t change it.” 

– Peter Drucker



Key Take-Aways

• It’s important to identify 
your customers.
– Internal and external

• The VOC assists in identifying 
what is important to your 
customers.

• The CTQ tree assists in 
translating the VOC into 
metrics.

• Key components of the 
CTQ tree are: 
– Critical need
– Quality driver
– Performance requirement

• A CTQ tree is useful in 
creating a data 
management plan.
– DMAIC: define
– PDSA: plan
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Thank you!

Questions: hospitalquality@hsag.com 
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This material was prepared by Health Services Advisory Group (HSAG), a Hospital Quality Improvement Contractor (HQIC) under contract with the Centers for Medicare & Medicaid Services 
(CMS), an agency of the U.S. Department of Health and Human Services (HHS). Views expressed in this document do not necessarily reflect the official views or policy of CMS or HHS, and any 
reference to a specific product or entity herein does not constitute endorsement of that product or entity by CMS or HHS. Publication No. XS-HQIC-QI-06292021-01
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