Finger-Walkin’ Phone Benchmarking 

Duke Rohe, Performance Improvement

Preliminary

1. What is it you are trying to discover

2. Remember this is relationship-building as much as it is fact-  finding

3. Be ultra considerate of their time, prepare solution finding-questions that directly hit the mark to your discovery

Prepare

Understand your own process

· Step by step (flow) Know well your weaknesses

· Infrastructure (IT support, IT systems, facilities) 

· Culturally (Do you change on a dime or stop on a dollar)

Establish what you are willing to return in kind for the favor

Maybe nothing, your good looks (just checking your attention here) 

Best to ask if you can return the favor.  Answer is usually no, however it is the consideration that counts Possibilities:

· inclusion on your findings 

· something you have that might help them

· performance/financial metrics (get clearance first)

Define discover questions

· Prioritize on importance.  Hefty ones on top

· Go for open-ended questions

· Create backstage probing questions (how did they get there, landmines along the way, what worked well, what stunk) 

· Continually ask – does the question get me the answer/data I’m hunting

· Test the questions on co-workers for making sense, interpretation 
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?
Pre Call 

· Collect your phone candidates. Use professional associations, organizational contacts, or any other entry point.  Pretend you are CNN and you will not stop until you get your scoop

· Get a mindset  that they want to brag about their success

· Try to go for the ones with proven track records

· ID yourself, Start with “I wonder if you can help me”, describe what you are trying to benchmark, find who might be the appropriate person to get clearance and have the right knowledge

· Best if a separate time were set aside for the phone conversation so you could send your set of questions, for both of you to be prepared

· Inquire if there is a time constraint.  (shoot for 30 minutes)  

· Try to get them to get the content experts there with them for the phone consult

· If NOW is their best time – go for it

The Call

· Best if you have 2 to 3 sets of ears around the phone

· To validate what was heard

· To help prepare – probe real-time during the session

· To take notes, to time box session so you don’t spend too long on one question

· To soften your own personal bias.  The framework from where you come from determines what you hear

· Introduce yourselves, titles, what you do (remember: the more relational, the more sharing) 

· Go in sequence to get the most pertinent questions asked early on

· Get context questions rolling up front: Size, number of tests, # of staff….

· Dig until you get the gold, the driver, the success factor. Don’t forget multi-dimensional aspects: culture, receptiveness for improvement, interdepartmental support.

· The expedition to their success is as important as the process being benchmarked.  How did they get there, what were the hiccups, what do we need to watch out for

· Ask for copies of forms, samples that might be shared.  Ask of any restrictions of sharing these with others  

· Assure them confidentiality will be respected where requested

· Ask if and who you can all back if there are further clarifications needed

· Offer to send them a copy of what you heard for validation and their use (they seldom get to hear about their accomplishments from another’s point of view)

Post Call

· Debrief immediately after meeting: Discoveries, aha’s, missing pieces, where more probing is needed

· Do a Hot Wash-up on the mechanics of the session: What went well, what didn’t, what can translate into a better session next time

· Refine your questions for the next phone session.

· Write-up what was the discovery.  Include the infrastructure, scaffolding, success factors behind their success

· Write up your take-aways from the discussion

Post Card

· Send a thank you, anything you have they may gain from, and any material you committed to during the session.  A card signed by Larry, Curly and Moe is nice (still checking).  If you have a digital camera, send a picture

· Offer an open channel for any research they may want to do 
Change/bench/finger







