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o	Vision without action is dreaming.  Action without vision is activity.  Vision with activity changes the world.



o	Quality training should be targeted to those times and those people who will gain from it.



o	One company put in their E-Mail what the customer said about the product.  That way everyone could understand what impact they might have on the final product.



o	If you are going for 100% defect free, it changes how you think about things.



o	Our problem is we don't know what to predict;  we could predict the automobile, but we didn't predict the parking lot.  



o	Better begin taking a risk; you don't get to second base by having your foot on first.



o	When you are Benchmarking it would be good to get biosheet and a picture of the person you are going to be dealing with.  These are relationships that you are developing.  You had better thoroughly understand your system so you can compare it with their system. 



o 	Be prepared with what information you can offer.  If your company allows you to compare what you do or your statistics then be prepared to give that.  Don't come back to them and say "I'll find out about that". Don't allow there to be too much informality.  Be totally prepared.



o	Understand that your customer waits at the next process.



o	One of TI's biggest successes was the production of the smart bomb.  They did this in a cycle of twenty-eight days during the Falkland Islands war.  TI said there was a film sent back by the British describing how the bomb was used.  It was fired five miles away from its target.  The Falkan officials were holed-up in a building and refused to surrender.  The British said there was a building to the left of the officials, described the building, and stated that if they did not surrender in five minutes the building will be gone.  After six minutes they fired the missile and the building blew up.  The Falkan officials still did not surrender.  Next the British military described the building to the right of them and said it will be gone within five minutes.  They sent the missile loaded with the smart bomb in and blew it up.  Immediately they saw a white flag waving from the center building.  Laura Lanquire is the benchmarker of benchmarkers at TI.  While I was speaking with her, there was some Benchmarking exchange between herself and the benchmarker of Kodak.  TI had a strength in EDI and the Kodak benchmarker had strength in understanding supplier quality improvement processes.



o	The cost of a Benchmarking study is in the neighborhood of twenty to sixty thousand dollars depending upon how you count the individual's time.



o	Warehauser formed a Benchmarking study.  They first had to define where they were in a critical process and where they wanted to be.  To find out where you want to be, one has to find out what is important to the company.  It is best to define quantitative data for Benchmarking, however, for the most part they were only able to define qualitative data.  Going through this review process they were also able to capture their "low hanging fruit" or improvements they should have already implemented.  They were prepared to share data on three levels depending on how stiff their Benchmarking requirements were.  "A" was to compare their data, "B" was to share a summary of the data from other Benchmarking companies and "C" share all the data.  They sent three people to the company to gather the data as well as filter out the bias.  Their people stayed over night and in the evening would summarize their findings, review for accuracy and obtain approval to release.  Warehauser's questionnaire was sent out ahead of time.  It had seventy questions on it and was sent to six companies.  It took sixty-five man days to complete, six months elapsed time, and cost forty thousand dollars.  One of the tough things to overcome was the internal bias.  They tried their questionnaire out on their own company and were amazed that within their own organization they would answer the same question five different ways.  If you like centralization over decentralization you tend to look at things that way.  They found that culture is a larger issue than how the process is done.  They said that you need "soak time" to unlearn your own biases, to really hear what is going on in the other company.  



o	If you train everyone without using what you trained, it is wasted.



o	We have islands of excellence, we have oceans of opportunity. 
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o	Customers consider basic performance as a given.  It is the unspoken need that we must find out.  



o	Reverse engineering is starting from the customer expectation and working backward.



o	Entitlement is fixing old habits which you have inside your own company.  Enablers are things you see in another company that you want in your company.



o	Hoshin Planning is used by Hewlett Packard and is depicted by a Samurai warrior who holds his sword in front of his enemy and predicts his every move before it is made.  "If you are thoroughly conversant with strategy, you will recognize the enemy's intentions and have many opportunities to win".



o	Hoshin is a methodology for strategic direction setting that is dynamic and alive and operationalized in everything that you do.  



o	It took three years for Hewlett Packard to learn Hoshin planning.  Their objectives were to have a ten times improvement in quality and cut their delivery time in half.  They set up strategically how this was to be operationalized in their planning strategies.



o	How many signatures do you need before something is authorized?  You need relational trust for improvement.



o	Change takes place around here as fast as you can grow a tree.



o	Set your new profile for employees to have a quality attitude and hire according to this profile.  The Ritz-Carlton certifies their employees based on their best employees.  This is the profile they use to maintain the best.  Training and retraining is continuous.   Before going to work everyday, they have roll call and remind the people of their purpose for being at the Ritz.  



o	Sun Health gave a presentation on their emergency room.  Benchmarking.  They pulled twelve hospitals together, found this was very cumbersome to work with, and spent about a quarter million dollars in this research effort.  One thing they did was require everyone to flow chart their operation.  A questionnaire was developed to define the characteristics of their best operation.  An interesting thing they found was that the lowest waiting time to get in the room was not the lowest in getting the patient out of the ER.  



o	Good source to review for Benchmarking is Greg Watson's workbook for Benchmarking from Productivity Press.























































Duke Rohe  rev. 7/21/92 















































	HOW TOs OF BENCHMARKING

Prepared by: Duke Rohe, Management Consulting, St. Luke’s Episcopal Hospital, Texas Medical Center

�PRIVATE ��

�seq Text_Box  \* Arabic�
2
�



o	Benchmarking Competitiveness Definitions



	1.	Reverse Engineering - This is a comparison of the product characteristics, functionality, and performance with similar products from competitors.



	2.	Competitive Benchmarking - A measurement of organizational performance against competing organizations.



	3.	Process Benchmarking - This is a measurement of discrete process performance and functionality against organizations that are excellent in those processes. 



	4.	Strategic Benchmarking - This is a systematic business process for evaluating alternatives, implementing strategies, and improving performance by understanding and adapting successful strategies from external partners who participate in an on-going strategic alliance.



o	Purposes for Competing



	1.	Want our quality beyond competitors.

	2.	Want technology before competitors.

	3.	Want our cost below competitors.



o	Beginning Steps in finding out what to benchmark



	1.	Strategic analysis:  want does it take to win in my business?



	2.	Competitive analysis:  what level of resources will competitors devote to my business and what are competitors functional strengths and weaknesses?



	3.	Customer analysis:  what factors drive the customer's purchase decisions? 



	4.	Benchmark analysis:  what level of performance do the best in class competitors achieve in my business and what level do I have to surpass?



	BENCHMARKING AS A COMPETITIVE SCIENCE





o	Strategic Planning Definitions



	1.	Vision is the achievable dream of what we want to do and where we want to go.



	2.	Critical Success Factors are the things that we must do right if we want to achieve our vision.



	3.	Objectives are the set of results to be achieved that will deploy our vision into reality.



	4.	Goals are the numerical target value or observed performance that indicates that an objective has been obtained.



	5.	Strategy is the plans and means to achieve the goal for a

 		particular objective.



o	Warning: "Unless benchmarking is tied to the formal planning process, it is situational".......Michael Desgardins, Zerox Corp. of Canada.



o	Focusing on Your Customers



	1.	Make customer focus everyone's business, both internal and external.



	2.	Be obsessive about customer expectations.  This includes need to know and need to share information.



	3.	Design systems to maximize the customer experience.



	4.	Invest in customer satisfaction systems that loop back into the organization.



	5.	Manage your customer contacts.





o	What is Hosin Kanri?  



	1.	It is a step by step implementation and review process for managed change.



	2.	It is a methodology for strategic direction setting.



	3.	It is a system approach to management of change in critical business processes.



	4.	It is a two level planning structure; strategic change issues and business process fundamentals.



	Leading users of Hosin:  Hewlett Packard, Florida Power and Light, Proctor and Gamble, Intel, Zerox.



	Understanding the environmental situation:  strategic change management must begin with an assessment of the current status.  What is right about it and what is wrong.



	Management needs to gain an understanding of the needs of their customers.



	Management's customers include external customers, Board of Directors, government agencies, and employees.



 	Environmental analysis provides a status of what is.



o	What enables a change?



	Daily control change includes fundamental business processes, Kaizen, or continuous improvement, non-strategic change, and fire fighting.



	The next level of change is Hosin items which includes dealing with critical business issues, breakthrough objectives in thinking, strategic change in direction setting.  When this is out of control you have business crisis.	
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o	Purpose of benchmarking is to install key "best practices" processes from other organizations in order to make you more competitive and customer focused.



o	What to benchmark

	

	1.	First step is to take a hard look at your existing processes and from a customer standpoint identify which are considered the "critical success factors".  These are those practices that if not done well will ultimately send your customers to a neighboring facility.  Identifying these practices may require focus groups or interactive surveys with both internal and external customers to make certain that you do not overlay your perceptions over the true factors as measured by the customers.



	2.	Define key practices.  Once the key practices which hinge your success are identified step out each process into their fundamental activity elements.  As you step out these processes it is good to look for improvements that have been overlooked over the years and make adjustments as you review the process.  This will include eliminating non-value added items, questioning the purpose of the activity, asking why five times, etc.  of this activity need to include the time of the element, the timing of the element, the culture behind decision making in these processes, and the communication network once you have specifically understood the process as it works in your organization.



	3.	Find out who's best in class.  This is developed by first developing a survey or list of questions which would draw out the key elements which would define the method in your organization.  One good way to make sure your survey tool is accurate is have five people complete it within the organization and see if they understood the questions in a consistent manner.  Once the survey tool is refined then identify which organizations whether it healthcare or outside of healthcare, can be paralleled and could possibly have best practices.  Example:  Billing may look to American Express for their process, Purchasing may look to Randall's Supermarket for just in time delivery.  Before sending out the survey you must determine what you are willing to share from your organization.  Would it be:  summary of what your process is, summary of the findings from your survey with other organizations, etc.  Know exactly what your organization is willing to surrender in the benchmarking process so that you know those negotiating matters upfront.  







	4.	Code of Conduct:  Before going on a benchmarking tour the following should be fully understood:



		1.  	The amount of exchange that you are willing to provide, sufficient preparation will not consume any more time than is necessary from the benchmarking organization.  You don't want to have an attitude of "I'm here, show me your process", you should have purposeful questions in order to draw out the distinctions between your system and their system.



		2.	Completion of the study and surrender of the results as far as the findings themselves.  This is delivering the exchange promise.



		3.	Understanding and action.  In order for the benchmarking effort to be resourceful, then it must be applied and to make change happen in your own organization.



		Don't go on wild trips, without this focus and level of preparation you'll find yourself touring facilities and being overwhelmed by how well different systems work.  Unless you find out what the scaffolding is behind it that makes the process work, you can't adapt or adopt it in your own organization.  Your whole purpose is not to go there and be amazed at how well it works, it is to distinguish between how their system works versus your system. 



		It is always good to take two or three people on a benchmarking trip in order to remove bias.  If you go in looking for decentralization then what you will find is the need for decentralization.  A recommended method for gaining reassurance that what you read into their process was accurate is to leave the organization and in the evening write up the processes as you understand them.  Take this back to the benchmarked organization for their review and validation.  This also shows your intent to only show other organizations what they have approved. 



		Once you have identified the best practices, it is necessary to come back to your organization and compare practices and look for enablers.  Enablers are those things that will bring your processes or systems to equal or better those of the ones who are the best in class.  



o	Adapting and Adopting - Placing these enablers into your vision and planning process is the toughest part.  The benchmarking process, just coming up with best practices, can cost between $20,000 and $60,000.  This will all be wasted if you don't put that knowledge to use.



	What parts of your culture or way of doing things can be adapted in order to match the results of the best in class and what practices do you need to completely change in order to adopt the style that was seen in the benchmarked organization?  Once these plans are developed then implementation of the new process is to be put in place.  These are then monitored to prove that you are matching for even bettering those that are best in class.  
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The principle objective of the planning step is to understand and measure processes for critical success factors from the customer's perspective.  



o	Who is the customer of the process?  You must be able to identify specifically your customers in order evaluate their need.  It is also important to determine how the suppliers of your process influence the ultimate performance of your process.



o	A first step in analyzing your customer's expectations is to evaluate your process output.  You can begin your understanding of the different segments of your company's external customers' expectations by developing a profile of their attributes.  



O	Definition of a critical success factor:



	1.	Should be easy to read and well understood from one end of the organization to the other.



	2.	Should be universal so that its meaning or practices to achieve the end may be different from area to area, however, its meaning is still the same and remains of significant importance to each department in the organization.  Its also integrated into the total process and each department understands its revellence to their business.   	





	A good tool used to perform this analysis is quality functional deployment which has been applied extensively in the automotive industry. 



Profiling the process



o	Many benchmarkers consider self-learning and process profiling the first step in their study.  This step in the planning stage of benchmarking is similar to doing your homework which involves self-study of the purposed benchmarking process and an examination of the factors that influence the process performance. 



o	Three process performance goals are:   first yield, value to cost ratio, and cycle time.



	First yield is the measure of effectiveness for a process in performing its transaction for the first time without defects.



	Value to cost ratio is the measure of process economy in terms of its ability to produce higher value of output for lower levels of process cost.



	Cycle time reflects "time is money" attitude or of "just in time" manufacturing.



o	Benchmarking is a way to go back stage and watch another company's performance from the wings, for all the stage tricks and hurried realignments are visible.  If the performance you choose to watch is world class you will learn a lot about the art of management from the inside angle.  



Searching for world class processes.  



o	The search phase of the benchmarking project is often the most difficult for a novice benchmarker.  A primary objective of this benchmarking step is to translate the model and data requirements of your company's processes into a survey of industry wide best practices in performance measurements.  Take advantage of established strategic business alliances with companies that have a vested interest in your performance; suppliers, customers, trade associations, and industry standards associations.  



o	To determine which companies should be visited, you will want to compare the information you gathered from your secondary sources and your own processes to decide which companies exceed your company's performance in the chosen process.  Consider the following questions:  do you have sufficient information to indicate that a performance difference exists?  How recent and reliable is your information about this company?  Are the similarities in the business practices sufficient?  Would any difference in the business of the purposed partner invalidate the comparison?  And finally, is the company likely to share the details of their business with you?



Selecting best in class companies to visit.



o  	The first step in the process is to write a letter to the quality director or manager of the area you want to visit.  In your request, be sure to focus the benchmarking study on a narrow topic and identify particular sites or locations you wish to visit.  You may also want to include a preliminary set of questions to help your perspective partner evaluate your study.  Follow up this letter with a phone call to discuss your request in more detail and to determine the level of interest in this study.  Note:  it is particularly important to send your letter to the most appropriate manager at your target benchmark partner.











Observing best practices

 

o	Doing your homework is the first step toward a productive site visit.  It is immediately evident to your partner company and it shows respect for their time to make the visit as productive as possible.

	

o	It is very important that you effectively plan your teams investigation before the visit.  This could include:



	1.	Developing a site visit strategy and questionnaire.



	2.	Preparing a data collection plan.



	3.	Agreeing with your partner on the ethics and protocol of the visit.



	4.	Planning the logistics of the visit.



o	Other things to discuss include:  



	1.	The degree of formality of the business.



	2. 	The degree of participation in their decision making processes.



	3.	Style of communication in their organization.





o	How you conduct the questioning is important:



	1.	Do you want to conduct your questioning in small teams or a large meeting?



	2.	Do you want to have one leading negotiator or a more democratic approach?



	3.	Who is responsible for monitoring the time?



	4.	Who will serve as stenographer or scribe?



	5.	Who will insure that all questions are adequately covered?



	6.	Do you want to visit particular areas in the company or spend all your time meeting?



	7.	Would you like to have particular people at the partner company answer specific questions?



	8.	What evidence or supporting documents about their process would you like to see?



	9.	Who will serve as team leader and be responsible for negotiating site visit issues.



Developing a questionnaire



o	Questions presented fall into five major categories:



	1.	Problem definition

	

	2.	Process measurement



	3.	Process problems

	

	4.	Process improvements



	5.	Process enablers



o	Your partner company enjoys talking with you about their successful process.  



o	Concentrate your questions to be open ended and not lead to just "yes" "no" answers.  Where there is no specific data, try to get them to obtain sensitive information using a scale of importance.



o	Before you disclose the questionnaire to your partner company test it in a real world situation within your own company.  Ask yourself the following question:  



	1.	Does the questionnaire help guide your team to the knowledge that it seeks?



	2.  	Are your questions understandable?  Do they use common terms to make a single clear request?



	3.	Is it possible to answer the question in a reasonable time?



	4.	Is there any reason why the partner would not want to answer the question?



	5.	Does the sequence of the questions lead to the most open discussion?



Data collection during site visit



o	Since you will generate a lot of information about your target company it is important to organize it from the very beginning.  You should group data into the process steps and understand which factors exert casual effect on the process performance and which are process enablers.  



o	Use check sheets, job aids, and specific forms to help insure completeness of collecting data.







Duke Rohe 11/03/92

































































	BENCHMARKING WORKBOOK

	BY

	GREG WATSON

	

	BENCHMARKING IN GENERAL





o	Benchmarking is a process for measuring your company's method, process, procedure, product, and service performance against those companies that consistently distinguish themselves in the same category of performance.



o	Understanding your own organization and process and the reason for your benchmarking study is an essential foundation for everthing else.



o	Do your homework.  Too many companies fall prey to the concept of that benchmarking means visiting companies and asking questions.  Before you get to the site visit stage, however, there is some serious research to be done.



o	Site visit.  Consider what you need to develop in an informatio sharing relationship with the benchmarking partner.  This may include an effective questionaaire, how to shape questions appropratiately, and how to deliver them at the site.



o	Effective benchmarking requires the careful building of an environment of trust, cooperation, and learning between organizations. 



o	What do you do when you get home from the site visit?  The information you gathered must be used to have an effect.  



o	Adapt the superior practices you discovered into your own organization.



o	Look at benchmarking itself as a process within the company so that it can become an intrical element of an orgnaization's strategy and culture.



o	To succeed benchmarking must become a company wide process.



o	Last but not least, the input of people who will implement the improvement and live it must be included during the entire process.  



















	UNDERSTANDING BENCHMARKING



o	Benchmarking is the process of understanding what is important to your organization's success, understanding your own processes, finding and learning from others who do these practices better than you do, and adapting that learning to improve your own operformance.



o	Benchmarking sounds immentently logical and is quite appealing, but many barriers exist to doing it well.



o	We as Americans have a lot of physological baggage to discard before we can successfully learn from others.  Perhaps the greatest is the fear of being seen as copying.  Benchmarking is far more than copying, it requires a deep self-accessment, and the ability to translate practices that work in another context into a process appropriate to your own organization.  It is the essence of creativaty.  



o	One of the fears of being seen as a copy cat is losing the competitive advantage of sharing information.  But the relm of proprietery information is quite small.



o	New benchmarkers are always astonished (and humbled) by other practictioners willingness to share.  



o	Another barrier is arragonence, "We are the best, why benchmark?"

	The classic response to this is from Demming, "how do you know, especially if you never compare your processes to other?"



o	Every organization has a few things it must do well in order to compete and thrive - it's core competencies.  These are key processes that contribute most stongly to customer satisfaction and quality assurance in both the short and long term.  



o	Benchmarking is fragile.  If it is not tied to strategy, it can be vunerable to failure.  



o	Another barrier to benchmarking is impatience.  Action always has more appeal than planning.  Do something, anything, as a result, benchmarking often consists of industrial tourism.



o	The final and worse benchmarking mistake is not doing it at all.



o	Dr. W. Edwards Demming observed, "I think people here expect miracles.  American management thinks that it can just copy Japan.  But they don't know what to copy."  By linking benchmarking with strategic planning, organizations can focus their change-management ability on other areas that will provide the highest payoff in terms of quality, productivity and customer satisfaction.  



o	Statement from the teaching of the art of samurai warfare, "If you are thoroughly conversent with strategy you will recognize the enemies intentions and thus have any opportunities to win."  The military model has been adapted to business as the art of commercial warfare.  Musashi encouraged his followers to become the enemy.  This means that you think yourself into the enemies position.  























































































	ABOUT PROCESS BENCHMARKING



o	Companies that are not strategically focused tend to look at tomorrow's business much as they see today's.  In the table below you can see the three types of benchmarking defined: strategic performance and process benchmarking.



o	The general process model for benchmarking includes:



	1.	Plan - understand and measure critical success factors.  



	2.	Search - research appropriate companies for process comparison.



	3.	Observe - monitor process performance and analyze performance gaps. 

	

	4.	Analyze - determine the root cause of the performance gap.



	5.	Adapt - select the best practices and modify for company environment.



	6.	Improve - enhance and integrate business process improvements.



Getting ready for change - "Just as water retains no constant shape, so in warfare there are no constant conditions"........Sun Tzu



o	The objective of a process benchmarking study is to improve a particular process.  During the initial phase of benchmarking, the team uses the principals of data driven decision making, "management by fact", to establish the need for change.



o	Benchmarking is a commitment to continuous evaluation of business process performance.  



o	A benchmark performance does not remain the standard for long.



Core Competencies



o	Core competence is defined as a capability that meets three tests:



	1.	It has wide application in the company's business.



	2.	It should make a significant contribution to perceived customer benefits.



	3.	It should be difficult for a competitor to imitate.







Key Business Processes



o	Key business processes represent core functional efforts and are usually characterized by transactions that directly or indirectly influence the customer's perception of the company.  By evaluating the strengths of relationships among the business processes and their influence on each business system, you can determine the processes that have the most company wide influence.



o	Those processes that are candidates for key business processes should be the critical few that have the most influence across the entire business system.  For instance, IBM has identified only sixteen despite the size of its business which are key business processes.



o	Once you have identified the key business processes, you can look at the core competencies that are found within these processes.



Critical Success Factors



o	Critical success factors are the limited number of areas in which results if they are satisfactory will insure success competitive performance for the organization.  These are the few key areas where things must go right for the business to flourish.



o	Although core competencies and key business processes help you understand your particular business environment and focus the benchmarking efforts, the critical success factors are used for the measure of comparison in a benchmarking study.



o	To conduct a benchmarking study is to perform a research project.



o	For good research to occur you must have the following:



	1.	The purpose of the research should be clearly defined.



	2.	The method must be repeatable.



	3.	It should be planned to provide objective results.



	4.	It should report any flaws in the research process and estimate the effect on the results.



	5.	It should identify the significance of the results and the method used should be appropriate. 



	6.	Conclusion should be justified by the data.



	7.	Greater confidence in a study occurs if the researcher is known and has a reputation for integrity.



	BENCH MARKING CHECKLIST



	



























































































	Introduction To 

	How to Make The Most of Your Site Visits

	And

	How to Incorporate Benchmarking in 

	Your Planning Process



In order to optimize services to our patients, hospital departments are encouraged to research and identify those practices, equipment, and systems that increase value to our patients, physicians, and community.  How do we get past the glitter of the initial presentation and identify the crucial elements that make the best practice run?  The following are overview has been extracted from the book The Benchmarking Workbook, by Gregory Watson, and by a benchmarking conference held by the American Productivity Center.  Included are methods and tools with which to not only optimize your site visit but also identify those critical elements that place you beyond your competition.  The information is presented in bullet form to concisely communicate the how-to's of performing a benchmarking study and site visit.



This brief paper is only an summary of benchmarking. To more fully understand benchmarking the following books excellent resources:



The Benchmarking Workbook

Adapting Best Practices for Performance Improvement

Gregory H. Watson

Productivity Press, Cambridge Mass.



Benchmarking: A Practioner's Guide For Becoming and Staying The Best Of The Best

Gerald J. Balm







To view the Benchmarking Workbook or get a copy of the benchmarking conference notes, contact Duke Rohe, Management Engineer, at ext. 2061.

























































	

	HOW TO MAKE THE MOST OUT OF

	YOUR SITE VISITS

	AND

	HOW TO INCORPORATE BENCHMARKING

	IN YOUR PLANNING PROCESS

	





Definition - Benchmarking is a process for measuring your company's method, process, procedure, product, and service performance against those companies that consistently distinguish themselves in the same category of performance.  It is a process of understanding what is important to your organization's success, understanding your own processes, finding and learning from others who do these practices better than you do, and adapting that learning to improve your own performance.  



Steps in Benchmarking



	o	Identify the critical success factors which are those practices that if not done well will ultimately send your customers to a neighboring facility.  The success of your organization hinges on doing this well.  



	o	Develop specific measures to be used as benchmarking success factors.  Average patient waiting time in the emergency room for the physician and patient is a good example of such a measurement.  



	o	Identify the key practices or processes which support the critical success factor.  Step out each process into their fundamental activity elements.  While doing this activity, one should include the time of completing the element, the timing of the element, and the communication network required to make this process successful.



	o	Search for the best in class for your processes.  Take advantage 		of established strategic business alliances with those companies that have a vested interest in your success; your suppliers, customers, trade associations, etc.  Try looking outside healthcare to find best in class.  Example:  look at the Ritz-Carlton for environmental stay experience; look at American Express for billing, etc.  



	o	Prepare request for benchmarking.  Write a letter to the quality director or manager of the area that you want to visit.  In your request be sure to focus the benchmarking study on a narrow topic and identify the particular sites or locations you wish to visit.  Include a preliminary set of questions to help your perspective partner in evaluating the type of study you want to conduct.  Follow up this letter with a phone call to discuss your request in more detail and to determine the level of interest in this study.  It is particularly important to send the letter to the most appropriate manager of your target benchmark partner.  



	o	Be willing to provide the amount of exchange.  You should have purposeful questions in order to draw out the distinctions between your system and their system.   You should define what results you are willing to surrender as a trade for their participation.



	o	Prepare for site visit.  This shows respect for the benchmarking partner's time.  Homework should include:  site visit strategy and questionnaire, a data collection plan, an agreement on your benchmarking ethics and protocol, any planning logistics of the visit, the formality of sharing, the degree of participation in decision making processes, the style of communication in their organization, what size of teams should conduct questions, who is responsible for monitoring time, who will act as scribe, who will insure questions are adequately covered, targeted questions for targeted people, supporting documents about their processes, and who will serve as team leader in this process.



		In your questionnaire questions should fall into five categories:  problem definition, process measurement, process problems, process improvement, and process enablers.  Your questions should lend themselves to open ended answers, not yes/no answers.  Where specific data is not available, try to obtain information on a scale of importance.  Have the final questionnaire completed by different people in your own organization to see how understandable it is.  



	o	Make the site visit.  It is best to take two to three people on a site to eliminate personal bias.  Some benchmarkers burn the midnight oil to develop their summary of the benchmarking visit, which then can be given to the benchmarking partner before leaving for validation and approval purposes.  



	o	Compare best practices performance with your own organization's.  Determine the performance gaps and those things that either enable the benchmarking partner to excel or that keep you from achieving their level of performance.  



	o	Modify your own practices in order to achieve all or a portion of the performance at the visit site.  Be sure to make good on all promise for sharing the information gained, survey results, etc.  If you found ways to enhance their practice before to forward these recommendations on to the benchmarking partner.









	o	Adapt and adopt.  Placing those enablers that provide exceeding performance in your benchmarking partner into your vision and planning process is the toughest part.  The benchmarking process can cost between $20,000 and $60,000.  This will be wasted if you don't put this knowledge into use.  Ask yourself what parts of your culture or ways of doing things can be adapted to match the results of the best in class.  What practices do you need to completely change in order to adopt the style that was seen in the benchmarked organization?    





	o	Remember that benchmarking is a relationship between two organizations.  Making the site visit effective, appropriately sharing information, coming equipped with all forms, measurements, etc., will make this event as fruitful as possible.   Attach such forms as:



		1.	The process benchmarking model.

		2.	The critical success factor worksheet.

		3.	Benchmarking study checklist.

		4.	Benchmarking questionnaire.

		5.	Benchmarking action plan.

    



	o	Make sure you always measure the impact on your processes and critical success factors to see if you have achieved that of the organizations that are best in class.	   
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