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 Welcome and introductions

 Overview of the BEO concept

 Deep dive into BEO tools

o Stage gate

o Benchmarking

 Baldrige and its tie to business excellence

 Case studies:

o American College of Healthcare Executives

o Organization X

 BEO Implementation Guidance

 Questions & Answers



 



DO 

NOT





Strategic and operating planning processes

Stage-gate process

 Idea vault sub-process

BEO role





 Establishing a continuous improvement mindset

 Identifying opportunities

 Large-scale improvement methodology

 Quick fix/win methodology

 Technology tools

 BEO role



 Establishing a quality mindset 

 Tools to track, report, and act upon quality data

 Quality management skill acquisition

 BEO role



 



 Recognized need for new products, programs, and services to 

ensure long-term vitality

 Overwhelmed with ideas from multiple sources – too many to 

act upon

 Haphazard process to select ideas for development and 

launch

 Unexpected/unpleasant surprises relative to resource 

requirements associated with some launches 

 Recognized waste of time and money on launches that 

ultimately flopped 

 Need to create a sustainable revenue flow 



 Stage Gate®, popularized by Robert Cooper in Winning at New 

Products, published in 1986

 70-85% of leading U.S. companies now use this methodology to 

drive new products to market

 Process components 

 Stage 1: Scoping

 Stage 2: Build Business Case

 Stage 3: Development

 Stage 4: Testing and Validation

 Stage 5: Launch





 Description

 Provide a structured approach for accumulating and categorizing new product, program, and service 

ideas – as identified from multiple sources

 Process 

 All ideas directed to the Business Excellence Office (BEO)

 BEO logs and tags ideas in the Idea Vault

 Monthly consideration by the Officers Group (OG) using screening criteria

 Key Decision

 Whether or not to proceed with charter development

 Ideas going forward assigned a Project Manager and team

 Ideas not going forward are killed (stored in Crypt) or deferred for reconsideration

 Communications

 Executive Committee notified of OG action if the idea comes from a member (may override OG 

decision on charter development)

 On annual basis full board receives report detailing the entire Idea Vault and Crypt and actions taken



 Description:

 A quick, inexpensive assessment of the technical merits of the project and its market 

prospects

 Process 

 Project Manager and team develop charter document

 May include limited market/member research

 Project Manager presents charter to the OG

 OG assesses charter based on screening criteria

 Key Decision

 Whether or not to proceed with business case development

 If yes, project manager and team assigned/reassigned (typically members 

added), with OG guidance

 If no, charter logged in Crypt/may be reconsidered at later time 

 Communications

 Executive Committee notified of OG action if the idea comes from a member (may 

override OG decision on business case development



 Description:

 Critical homework stage – the one that makes or breaks the project

 Process 

 Project Manager and team develops and presents business case document to the OG

 OG assesses business case based on screening criteria

 If applicable, Project Manager and OG member present business case to the board

 Key Decisions

 Whether or not OG approves business case for presentation to the board

 Whether or not board subsequently approves the business case (AKA board proposal)

 If yes, proceed to next stage

 If no, business case logged in Crypt/may be reconsidered at later time 

 Communications

 Executive Committee notified of OG action if the idea comes from a member (may 

override OG decision on whether or not to move forward with board consideration)



 Description

 Plans are translated into concrete deliverables

 Actual design and development of the new PPS occurs

 Process 

 Project Manager leads the project team in finalizing the mapped out PPS 

development plan covering staffing, production, marketing launch, ongoing 

administration, etc.

 Project Manager develops and presents development plan to OG with 

recommendation whether or not to move forward with testing and validation

 OG assesses development plan based on screening criteria

 Key Decision

 Whether or not to proceed with testing and validation. Same options apply as 

previous stages

 Communications

 Executive Committee and board notified of development progress via milestone 

update document twice annually



 Description

 Provide validation of the entire project, the PPS itself, the production process, 

customer acceptance, and PPS economics

 Process 

 Marketing executes test plans outlined in Stage 3 to gather data on pricing sensitivity 

and customer acceptance

 Budget and financial analyst finalizes cost analysis as well as pricing strategy, in 

conjunction with marketing

 Project Manager prepares and presents summary report to OG with recommendation 

whether or not to move forward with launch

 OG assesses summary report

 Key Decision

 Whether or not to proceed with PPS launch. Same options apply as previous stages

 Communications

 Board notified of testing and validation progress via milestone update document 

twice annually



 Description

 Full commercialization of the PPS

 Includes subsequent evaluation of success

 Process 

 Project Manager monitors execution in comparison to project plan – tracking 

variances in scope, time, cost, and quality – reporting regularly to the sponsoring 

officer

 Evaluation criteria are developed based on success criteria

 Project Manager and OG undertake periodic evaluations – typically 6 months and 1 

year post launch

 Key Decision

 Whether or not to make PPS launch adjustments

 Communications

 Board notified of launch progress via milestone update document twice annually



 Performance management system 

 Stage gate® milestones incorporated as metrics for individual performance planning 

and assessment for staff officers and directors

 Further reinforcement by performance competencies assessing teamwork orientation

 Reward and recognition program

 Organization-wide employee incentive plan

 Team Synergy awards

 Above and Beyond the Call of Duty (ABCD) individual awards



• Have you utilized stage gate or a comparable 

process to vet and prioritize implementation of new 

products, programs, and services?

• Your experiences:
 Successes?

 Challenges?



 



 To answer “where do we stand?”

 To accelerate the process of organizational change

 Leading to both breakthrough and continuous 
improvements in products, services, and processes

 Resulting in total customer satisfaction and 
competitive advantage

 By adapting business process improvements and best 
practices of organizations who are recognized for 
excellence in execution



 Develops realistic stretch goals and strategic targets

 Establishes realistic, actionable objectives for 
implementation

 Provides a sense of urgency for improvement

 Encourages striving for excellence, breakthrough 
thinking, and innovation

 Creates a better understanding of competitors and the 
dynamics of the industry

 Emphasizes sensitivity to changing customer needs



Sun Tzu (The Art of War, 500 B.C.)

“If you know your enemy and know yourself, you need 

not fear the result of a hundred battles”

Japanese Saying (Source and Date Unknown)

“Dantotsu; striving for the best of the best”

Southwest Airlines - A very unconventional 

benchmarking partner!



1. The process of continuously comparing and 
measuring an organization against other organizations 
to gain information that will help staff take action to 
improve performance

2. A systematic and continuous measurement process 

3. Focuses on business imperatives:

 Customer satisfaction

 Key business processes

 Problem areas

 Critical issues of management

 Organizational performance

4. Is based upon a model of full cooperation among non-

competing businesses and limited cooperation among 

competitors



 A measured “best-in-class” 

achievement.  This performance level 

is recognized as the standard of 

excellence for that business process.

 A reference or measurement standard 

for comparison

Best in 
Class



 Internal Benchmarking:  A comparison of internal 
operations

 Competitive Benchmarking:  Specific competitor-to-
competitor comparisons for the product, service, or 
function of interest

 Functional Benchmarking:  Comparisons to similar 
functions within the same broad industry or to industry 
leaders

 Generic Benchmarking: Comparison of business 
processes that cross functional areas and are not 
dependent on a specific industry.



Key business processes

Areas of customer 
dissatisfaction

Applications with rapidly 
changing technology

Areas of employee 
dissatisfaction

Processes where overhead 
exceeds value 



A recent study initiated by Ernst & Young and the 
American Quality Foundation reports: “…an 
organization should have a good understanding of 
the core business processes that form its 
infrastructure for benchmarking to be effective.”

Organizations should have a solid understanding of 
their areas of weakness, and seek out partners 
who will provide specific and realistic role models.



 Organizational Support

 Executive champion

 Steering committee

 Benchmarking team 

members

 Internal Support

 Standard benchmarking 

process/procedures

 Training

 Data repository

 External Support

 Professional organizations

 Organizational alliances

 American Productivity & 

Quality Center 

 Consultants

 Research library



Step 1: Determine what to benchmark

Step 2: Understand your current process

Step 3: Select your benchmarking partner(s)

Step 4: Understand your benchmarking partner(s)’ process

Step 5: Identify improvement opportunities

Step 6: Implement results

Step 7: Track performance



 Is there anyone here you represents an 

organization that has placed an organization-wide 

priority on benchmarking? Success stories to 

share?

 What business excellence issues would you like to 

benchmark with other organizations?



 



 Purpose - to help your organization, no matter its size, sector or 
industry, answer three questions:

 Is your organization doing as well as it could?

 How do you know?

 What and how should your organization change?

 System perspective:

 Core values and concepts

 Processes

 Results

 Linkages

 Improvement

 Foundation:

 Reflects the leading edge of validated leadership and performance practice

 Non-prescriptive, adaptable and flexible

 Learn best practices from world class organizations



“I see the Baldrige process as a powerful set of mechanisms for disciplined 

people engaged in disciplined thought and taking disciplined action to create 

great organizations that produce exceptional results.”
Jim Collins, author of Good to Great: Why Some Companies Make the Leap… and Others Don’t

I honestly, in my heart, believe that because we participated in the Baldrige 

Program and because it gave us that consistent feedback, there are people 

alive today who wouldn’t have been had we not been so committed to the 

Baldrige process.
Rulon Stacy, former President/CEO, Baldrige Award recipient Poudre Valley Health System



“If the rate of change on the 

outside exceeds the rate of 

change on the inside, the end is 

near.”

Jack Welch

Former Chairman and CEO

General Electric Corp.



Systems Perspective

Visionary Leadership

Customer-Focused Excellence

Valuing People

Organizational Learning & Agility

Focus on Success

Managing for Innovation

Management by Fact

Societal Responsibility

Ethics & Transparency

Delivering Value & Results

• Functional Perspective

• Directive Leadership 

• Service Recovery/Complaint Handling

• Minimize Turnover

• Strong Policies & Procedures 

• Focus on Next Quarter’s Results

• Improve Incrementally

• Management by Intuition 

• Compliance with Regulation

• Fiscal and Legal Oversight 

• Focus on $ “bottom-line” Exclusively 

Good Organization

(Some Organizations)

Great Organization

(Baldrige Core Values)

“Good is the enemy of Great” Jim Collins

Performance Excellence (PE) Is Our Approach To Improving



Systems Perspective

Visionary Leadership

Customer-Focused Excellence

Valuing People

Organizational Learning & 

Agility

Focus on Success 

Managing for Innovation

Management by Fact

Societal Responsibility

Ethics and Transparency

Delivering Value & Results

“Good is the enemy of Great” Jim Collins

Baldrige Core 

Values DEFINE 

WHAT GREAT 

LOOKS LIKE



 





Horizon 1 - Articulate 

systems and challenge our 

assumptions about our 

capabilities, strengths, and 

weaknesses  

Horizon 2 - Understand 

what we are really good at, 

lock down best practices 

and identify the 

opportunities that will help 

us become great

Horizon 3 - Align efforts, 

learn more and change 

faster while preserving the 

core of what makes us 

great

Horizon 4 - Be more 

competitive, agile and 

sustainable in a changing 

environment

Customer Address gaps in listening 

and responding to 

customer inputs

Aggregate, analyze and 

review customer inputs

Respond rapidly and 

effectively to changing 

customer needs

Produce and deliver what 

our customers want before 

they know they want it

Fact-based 

decisions

Select key performance 

indicators (KPIs)

Conduct meaningful 

analysis and review of 

KPIs 

Identify relevant 

comparisons and 

benchmarks for KPIs

Ensure all workforce 

segments understand and 

use KPIs in their daily 

work

Workforce Develop awareness of 

existing workforce culture 

(incl. chapter volunteers)

Determine desired 

workforce culture and 

remove obstacles to 

getting there

Make meaningful changes 

to evolve to desired culture

Reinforce and build on 

culture

Process Identify systems and 

processes at every level

Improve systems and 

processes at every level

Support strategy and build 

capacity through system 

and process improvement

Innovate discontinuous/ 

breakthrough change to 

ensure enterprise success

Aim of  our 

journey

Be obsessed with delivering the best service possible and the greatest value imaginable 

to our customers and other stakeholders

Be obsessed with delivering the best service possible and the greatest value 

imaginable 

to our customers and other stakeholders



Develop, 
submit and 

debrief 
application

•Validate 
priorities for 
Q1, Q2 & Q3

•Execute PE 
Priorities

Prepare for, 
host and 

debrief site 
visit

•Identify 
priorities for 
Q3, Q4 & Q1

•Execute PE 
priorities

Analyze 
feedback 

report

•Modify 
priorities for 
Q1, Q2 & Q3 
Execute PE 
priorities



1. Leadership

2. Communication

3. Governance

4. Legal Compliance & Ethics

5. Support to Key Communities

6. Sustainability 

7. Strategic Planning

8. Performance Projection

9. VOC Listening & Response 

10. Customer & Market Knowledge

11. Customer Relationship

12. Customer Inquiry & Complaint

13. Performance Measure Selection

14. Comparative Data Selection & Use

15. Data Analysis & Use

16. Organizational Knowledge

17. Data & Information Quality

18. Data & Information Security

19. Data & Information Availability

20. Workforce Capability & Capacity

21. Workforce Recruitment & Retention

22. Workforce Environment System

23. Workforce Benefits Management

24. Workforce Engagement, Assessment & 
Enrichment

25. Workforce Performance Management

26. Workforce & Leadership Development

27. Product & Process Design, Management 
& Improvement (DMI)

28. PDCA Pyramid

29. Innovation

30. Performance Excellence



 How leaders at all levels guide & sustain the 

organization, communicate & encourage high 

performance.  

 How we create the culture that focuses on 

customers, while motivating the workforce to meet 

goals.  

 How we role model the values to accomplish the 

mission & achieve the vision.



 Defines both leadership 
and management actions

 Standardizes our approach

 Enables organizational 
improvement

 Deployed:

 All leaders trained

 Embedded KRA for all 
managers

 Quarterly manager 
review and learning



 DEVELOPMENT

 How strategic objectives are determined & identified to 

respond to (external) strategic challenges 

 How we assess the shifts in key factors which define the 

strategy

 How we ensure the long-term sustainability of ACHE 

 DEPLOYMENT

 How the strategic objectives are deployed 

 to short & longer term action plans 

 while considering changes in products & services, technology, staffing 

& competitors.







 Evolved approach to strategic planning to incorporate more 

Change the Business strategy (2014)

 Simplified concept to clarify cycle & developed cascade 

diagram (2015)

 Developing action plans & related DPOs much earlier 

(2015)







 Conduct work and perform responsibilities with a 

focus on improvement.

 Select the most meaningful measures for the 2-3 

“key” processes in order to meet or exceed external 

and internal customer requirements.

 Apply the principles of Plan-Do-Check-Act to make 

fact-based improvements to processes.





Tension and anxiety in balancing Run the 

Business vs. Change the Business

Performance measure selection, comparison 

and projection

Harmonizing operational rhythm to improve 

organizational integration

Making performance excellence “normal” 

and not “another thing to do”



How Good We Feel We Are

1
2

3

4

5

6

7

8

9
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X - Start

How Much 

We Really 

Know About  

World-Class 

Business 

Management



X - Start

How Good We Feel We Are
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Path to Excellence
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World-Class 
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Management



X - Start

How Good We Feel We Are

1
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Danger Area #1 - We’re Starting to learn… 

This is tough!

- Our Self-Opinion is Crashing 

- Let’s Try to Discredit  the Source

How Much 

We Really 

Know About  

World-Class 

Business 

Management



X - Start

How Good We Feel We Are

1
2

3

4

5

6

7

8

9

10

1 2

3

4 5 6 7 8 9 10

Danger Area #2 - We’re Working Hard

- We’re Investing & Learning Fast

- Our Self-Opinion Isn’t Improving

How Much 

We Really 

Know About  

World-Class 

Business 

Management



How Good We Feel We Are

1
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Baldrige
Winners

How Much 

We Really 

Know About  

World-Class 

Business 

Management

Danger Area #3

- We Stop After We Win.



 We are:

 questioning the status quo more often.

 More focused on fact-based improvement

 Increasing organizational transparency and alignment 

 Building a culture of improvement

 Eliminating “tribal knowledge”

 Taking a disciplined approach to enterprise maturity

 86% of staff agree “I have a good understanding of how to 
improve my own processes using PDCA”

 65% of staff agree “I believe the Baldrige framework and criteria 
are helping move ACHE in the right direction.” (23% neither 
agree nor disagree)



 



• Too many ideas for 

initiatives 

• Perception of broken 

processes

• Recognized need for 

project management 

discipline





Focus & key implementation 

milestones

1. Project management

2. Lean/Six Sigma

3. Idea vault and stage 

gate for idea “triage”

4. Aligned performance 

management and 

employee 

reward/recognition 

programs



Challenges & Responses

Board 

frustration of 

“bureaucratic” 

process

Staff 

skepticism 

regarding 

methodology 

Too little 

time to 

implement 

changes

Perceived 

power of BEO 

leader



BENEFITS!

• Product/service 

Catalog

o Common style guide

o Fewer reviewers/, 

more accountability

o Paper to electronic 

documentation

o Reduction in cycle 

time

• Course Operations 

(Lean/Six Sigma)

o Fewer handoffs 

between Course 

Operations and 

Finance

o Consolidation of data 

bases

o Fewer data entry 

errors

o Reduction in cycle 

time

• Beyond the projects…..

o Mindset of continuous 

improvement

o Culture of staff 

empowerment

o Impact on staff 

satisfaction, 

recruitment, and 

retention



 



Takes the lead role 
in instilling a 

business excellence 
culture through the 

application of 
quality 

management 
strategies, 

techniques, and 
tools.



Example Responsibilities:
o Partners with CEO in strategic and operating plan 

development and implementation monitoring.

o Oversees idea vault and administration of the stage-gate 
process to vet  and implement PPS ideas

o Provides training and support in deploying quality 
management techniques and tools (e.g. project 
management, Lean, Six Sigma) to achieve improved 
performance.

o Identifies and prioritizes processes for formal 
improvement initiatives – convening performance 
improvement teams to identify and implement 
recommended process changes.

o Facilitates identification, prioritization, and mitigation of 
business risks.  

o Undertakes various benchmarking and other special 
project assignments.



Assure organizational culture/values are in line with business excellence

Start slow and strive for an early “win”

Assure CEO is a strong promoter/champion

Encourage interdepartmental cooperation

Motivate success with performance management and compensation



A culture of continuous improvement 
embraced by all 

Understanding of the criticality of quality 
in everything undertaken by the 
organization. 

Focus on interdepartmental 
collaboration and teamwork.

Belief that each member of the staff is 
an essential resource in pursuing 
organizational excellence 

Appreciation for the foundations of 
project management, communication, 
and documentation.



 Making the process too 

bureaucratic 

 Involving the Board too 

much “in the weeds”

 Giving too much power to 

the BEO leader



 Full service BEOs only possible 

at mid to large size 

organizations

 Opportunities at smaller 

organizations:

o BEO team as opposed to full-

time staff

o Focus on two or three 

projects/initiatives per year

o Borrow/steal from peer 

organizations



 



 Detailed process Steps

 Benchmarking Code of Conduct



Organizational assessment:

 Strategic/Operating plan review - critical success 

factors and performance metrics

 Customer survey - what is currently performed well 

and what needs to be improved

 Employee survey - similar questions posed to those 

delivering the services

 Interviews and focus groups - to clarify data and 

survey input

High-Level Process maps

Critical success factor rankings

Prioritization matrices



 What is most critical to our success?

 What areas are causing the most trouble?

 What are the major deliverables of this area (i.e., its 

reason for existence)?

 What products are provided to customers?

 What factors are responsible for customer satisfaction?

 What problems have been identified in the operation?

 Where competitive pressures are being felt?

 What performance measurements are being tackled?

 What are the major cost components?



 Detailed process maps

 Activity analysis

 Interviews/focus groups



 Visually depicts very specific interactions, process 

steps, and outputs from processes.

 Identifies potential bottlenecks, unnecessary 

activities, tasks that can be automated, and other 

improvement opportunities.

 Requires input from all those involved in the 

process



Receive call
from shareholder

Place form
for

Distribution

Pick up
forms

Distribute to
proper

working area

Review
request

Review
request against

account

Input
changes

Send to
filming

Send to Night
Processing

Mailed to
Shareholder

Review
request

Dictate
letter

Send to
typist

Back to
Correspondent

Mial Letter
to

Shareholder

Send to
Filming

Negotiable?
(ok to process)

Verify?

Verify?

CorrespondenceMaintenanceDistribution
Shareholder

Services

no

yes

no

yes

no

Record
request



 Identifies total time and effort spent performing each activity within your 
organization

 Identifies who performs each activity

 Identifies average amount of time spent performing each activity

Act. No. Title # 

Performing

FTE Average Time/Employee # of 

Units

Total Cost

102 Market Research 10 .18 2% 1 $12,753.69

109 Budget Reporting 24 .76 3% 2 $58,062.59

123 Compensation Program 

Administration

4 .12 3% 1 $10,173.89



 Partner profile 
development

 Secondary research

 Screening criteria



 Enables selection of partners across the operational and business 
variables that affect implementation of best practices

 May not always result in all partners being in the same industry

Criteria Organization X

Size (operating budget) $20,000,000

Number of employees 100

Number of constituents served 30,000

Type of community Suburban

Total acres of parks 1,000

Organizational culture Entrepreneurial



 Identifies potential partners

Helps develop an initial understanding of 
potential partners

Specific process steps:

 Determine what information you’re looking for

 Develop a key word list to uncover information

 Synthesize and analyze findings



 Partner survey

 Telephone interviews

 Site visits



 Utilize to gather performance data on specific metrics from a 
number of potential partners

 Utilize to further screen partners for potential site visits

 Prerequisites for an effective survey process:

 Include a precise definition of the process you’re studying

 Utilize clear terminology and a glossary of terms

 Limit the number of questions

 Assure that the survey is easy to complete and utilizes the right 
type of questions

 Make sure to offer copies of survey results to all participants



 Include both interviews and observation of processes

 Interview tips:

 Organize and define questions in advance

 Ask both open-ended and closed-ended questions

 Test the interview questions with colleagues

 Prepare an instrument for note taking

 Orient each interviewee as to the purpose and agenda

Topic:

Customer Satisfaction

Question

In your opinion, why has customer 

satisfaction with your process increased over 

the last three years?

Answer:

Additional 

Probes:



Process observation:
 Walk the process from start to finish

 Ask those involved in the process for 
clarification of what is occurring, rather 
than relying on just the organization’s 
liaison

 Diagram/flowchart the process

 Look for hand offs between people and 
departments

 Look for differences between your 
operation and theirs



 Normalize data

 Identify performance gaps

 Pinpoint improvement opportunities



 Just because an organization appears on paper to be more efficient or 
effective does not mean that it has a better mousetrap

 Perceived performance differences may have nothing to do with process 
design or other controllable factors.  High performers may be benefiting from:

 Economies of scale

 Availability of well-qualified staff

 Newer facilities and/or equipment (less breakdowns)

 Such factors need to be considered in comparing across organizations and 
identifying true best-in-class performers



 Consider utilizing root cause analysis:
 Each performance gap is broken down into its component causes

 The causes are evaluated as problems themselves to ensure that the root cause has 
been identified

 Typically involves at least a 5-layer investigation

 By understanding the root causes of performance gaps, you can assess how to best 
implement superior practices

Example:  Poor Safety Rates:

Why? Not always in compliance with regulations

Why?     Slow to identify regulatory issues

Why? No environmental information system

Why?      Operate in a reaction mode

Why? No environmental management strategy



 Select a low-risk pilot project

 Create an implementation 
roadmap

 Organize improvement teams

 Utilize the Critical Path method

 Utilize contingency planning



 Importance of demonstrating initial success in building 
momentum for future benchmarking

 There will always be lessons to be learned and mistakes 
made in an initial benchmarking project

 Use these learning opportunities to proceed to more 
complex and higher-risk benchmarking initiatives.



STEPS ACTIONS OUTCOMES

Step 1:  

Identify process improvement 

team members

Review criteria for selecting team 

members

Define team roles

A process action team ready to 

take results of the study to make 

process improvements

Step 2:

Define the team’s mission

Leadership team defines 

improvement objectives

Understanding of purpose and 

criteria

Step 3:

Conduct a kickoff meeting

Develop mission, schedule, and 

goals

Communication link to Leadership 

team

Team clarity

Step 4:

Identify process owner

Identify individual who has 

authority to make changes to the 

process

Process owner “buy-in” to 

improvement and improvement 

process

Step 5:

Follow improvement process 

roadmap

Develop implementation process 

methodology

Team will have structured 

approach to process improvement

Step 6:

Develop a work plan

Plan major events and expected 

outcomes

Team will develop and implement 

an improvement plan to change 

the process.



Develop performance tracking mechanisms

 Comparisons to the organization’s previous performance

 Comparisons to benchmark organizations and best-in-class

Regularly communicate performance to all key 

constituencies

Keep track of benchmark organizations’ progress

 Identify new benchmarking opportunities



 Developed by the International Benchmarking Clearinghouse (IBC), a service of the 

American Productivity & Quality Center (Houston, TX)

 Selected sections of the Code include the following:

Principle of Legality:

1.1 If there is any potential question on the legality of an activity, do not do it.

1.2 Avoid discussions or actions that could lead to or imply an interest in restraint of trade, 

market and/or customer allocation schemes, price fixing, dealing arrangements, bid 

rigging, or bribery.  Do not discuss costs with competitors if costs are an element of 

pricing.

1.3 Refrain from the acquisition of trade secrets from any means that could be interpreted 

as improper, including the breach or inducement of a breach of any duty to maintain 

secrecy.  Do not disclose or use any trade secret that  may have been obtained through 

improper means or that was disclosed by another in violation of a duty to maintain its 

secrecy or limit its use.

1.4 Do not, as a consultant or client, extend one benchmarking study’s findings to another 

company without first obtaining the permission of the parties to the first study.



Principle of Exchange:

2.1 Be willing to provide to your benchmarking partner the same type 

and level of information that you request from your benchmarking 

partner.

2.2 Communicate fully and early in the relationship to clarify 

expectations, avoid misunderstanding, and establish mutual 

interest in the benchmarking exchange.

2.3 Be honest and complete.



Principle of Confidentiality:

3.1 Treat benchmarking interchange as confidential to the individuals 

and organizations involved.  Information must not be 

communicated outside the partnering organizations without the 

prior consent of the benchmarking partner who shared the 

information.

3.2 An organization’s participation in a study is confidential and 

should not be communicated externally without their prior 

permission.



Principle of Use:

4.1 Use information obtained through benchmarking only for purposes 
of formulating improvement of operations or processes within the 
organizations participating in the benchmarking study.

4.2 The use or communication of a benchmarking partner’s name with 
the data obtained or practices observed requires the prior 
permission of that partner.



Principle of First Party Contact:

5.1 Initiate benchmarking contacts, whenever possible, through a 

benchmarking contact designated by the partner organization.

5.2 Respect the culture of partner organizations and work within 

mutually agreed procedures.

5.3 Obtain mutual agreements with the designated benchmarking 

contact on any hand-off of communication or responsibility to 

other parties.



Principle of Third Party Contact:

6.1 Obtain an individual’s permission before providing his 
or her name in response to a contact request.

6.2 Avoid communicating a contact’s name in an open 
forum without the contact’s prior permission



Principle of Preparation:

7.1 Demonstrate commitment to the efficiency and effectiveness of 

benchmarking by being prepared prior to making an initial 

benchmarking contact.

7.2 Make the most of your benchmarking partner’s time by being fully 

prepared for each exchange.

7.3 Help your benchmarking partners prepare by providing them with 

a questionnaire and agenda prior to benchmarking visits.



Principle of Completion:

8.1 Follow through with each commitment made to your 
benchmarking partner in a timely manner.

8.2 Complete each benchmarking study to the satisfaction 
of all benchmarking partners as mutually agreed.



Principle of Understanding and Action:

9.1 Understand how your benchmarking partner would like 
to be treated.

9.2 Treat your benchmarking partner in the way that you 
would  want to be treated if you were in their position.

9.3 Understand how your benchmarking partner would like 
to have the information he or she provides handled and 
used, and handle and use it in that manner.



 Customer expectations not factored into benchmark studies

 Not planning and budgeting time and resources required

 Process owners not participating in the benchmarking process

 Not following a systematic process

 Selection of study topics that have limited value or low management interest

 Unrealistic expectations of results and timeframes

 Not overcoming resistance to change for implementing action:

 Leadership syndrome:  can’t learn from others

 Not-invented-here syndrome

 “We’re different” excuse

 “No resources” excuse
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