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ABSTRACT

Most of

when it comes to cost and qualty People
quality of imported goods This paper suggests that benchimarking

nigher

the domestic industries in Nigeria lag behind their foreign competiters

turn to the low price and.ofteh

could be used to match and even exceed the compettion Baged an the
expenence of companies in the industnialized world that have ‘su€cgssfully
used benchmarking to overcome adversity and have emerged SioWger, the

paper s

suggests that the same success could be achieved by oyr domestic

industries The description of the benchmarking process athe c:mec ines ana
framework for its application and some of the implementalion preblems are

discussed
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1.0 INTRODUCTION

it should be no secret ta anyone in the business
community that for any busmess to survive. it myst
ve able to achieve and maintain competitive edgen
our rapidly changing environment and the globalised
market This challenge has forced ¢business
managers (o seek ways to become competitive
Many business organisations have feen ‘able to
maxe remarkable advances in seryCe, ‘groduct and
process improvements 1o attain cemnpetitive edge by
bracing Total Quatity (TQJ.€Oncepts These
*ems have been used by fnamy companies to
come agversity and hawé emerged stronger
srrent iterature provideS @mpte decumentation of

successes many eff/which can best be
escibped  as  j8welltionary  (George  and
einerskirch 1994, Beckford, 1998, Hauser et al
1988 and Oakiand-993 and Esftathiades et al,
2008) However “the literature s sparse on the
apphication 0f the)TQ concepts in Nigeria This may
be one of the Teasons why maost of our domestic
industries are lagging behind their competition when
it comes to cost and qualty The competitive
imbalance should not be allowed to continue if our
domestic industries are o survive (igwe, 1988).

e
€

Managers of our local industries should constantly
seek out and enlist proven activities, ideas and
methods that offer improvement potental and
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grharce competitive advaniage both at the loca!
aMd global market Benchmarking offers one such
method: Experience in the developed world has
shown that size and type of business do not
preclude the successful use of benchmarking to
improve  quality, productivity and customer
satisfaction Among companies in the USA alone
that have successfully used- benchmarking to
averhaul their business to maltch and at times to be
ahead of competition are, Alcoa Seitz Corporation
Amentech, Moetorola and Xerox (George and
Weimerskirch, 1994) Concerning -the swize of
business, Alcoa and Ameritech have about 85 000
employees each while Seitz Corporation has only
200 Alcoa and Seiz are manufacturing while
Amernitech 1s a service industry

it is important for managers of our local industnes
to tearn about benchmarking and recognise that they
can also achieve success n their business For
managers interested i achieving and mamntaning
competitive edge through benchmarking efforts, the
question becomes what steps or guidelines should
be foliowed to benefit from its technique Appropriate
guidetines would help forge successful application
regardiess of type, size of busmess or the technwcal
nature of the problem.

This paper provides a description of
benchmarking Drawing upon the experences of
companies that have successfully used # the



guidelines and framework for its application are
provided Implementation problems and potential
frustrations are also highlighted.

2.0 CONCEPTS OF BENCHMARKING

The concept of benchmarking is based on the
ancient Japanese quotation “if you know your enemy
and know yourself, you need not fear the result of a
hundred batties’ (Oakland. 1993). This quotation
implies companies that want to match or exceed
their competition must first know where they stand

relative to it Benchmarking 1s a process of
comparnson between the performance
charactenistics of separate, often competing

organisations intended to enable each participant to
improve its performance in the market place It s a
continucus process of measuring services, products
and processes against those of industry leaders or
the toughest competitors (Beckford, 1898, George
and Weinerskirch. 1994; Ribeiro, 2006, Denkena,
200% and Mohajeri et al, 2009) It involves the
identification and implementation of best practices to
achieve superior customer results and business
performance (Esftathiades et al, 2008, Mohajeri et
ai. 2009 and Khan et al, 2010).

The essential characteristics of benchmarkin rt

customer orientation, team approach and INUoUS
en in

improvement. - Most of the action

benchmarking are the resuit of a ne ied by
customer {internal or external) satisfastion or a
problem with customer sahsfag@lt gets people

thinking together and in the ections by the
involvement of employees rocess.

narking reported the

Companies that use
following benefits ( Qr- nd Weinerskirch, 18994

and Beckford, 1998

s Hhelps to clearer understanding of
compehb%

« give \?‘ r understanding of customers
requl s. it is considered that this
u anding of customers will lead to reduced

{o] ints and higher level of customer
satistaction.

« improves understanding of latent business
threats and competitive positioning.

= reveals the strengths and weaknesses of
significant operations, activities and
technologies

* discovers process improvements which assist in
reducing the costs associated with rework,
rectification. scrap and other quality probiems
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« enables nnovations (either of process or
product) to spread more rapidly through an
industry or across industries where appropriate
For instance, in supply or distribution logistics
where many problems are similar regardiess of
industry

« enables the avoidance of the errors and

mistakes already made by others thus
preventing further reinventxg&ﬂhe wheel
apart from the

According to Beckford :
afore mentioned berefitembenghmarking addresses

wo major imitations edge which so often
affect business pe e The experience and
knowiedge whic people have of a process or
proguct. 1s g @m a particular environment
Uniess they a& he opportunity of advanced
training or m form of collaboration, they are
largely ¢ from developments which couid

se
IMProvg process. Thus they become contented
w:lr"l‘_ way things are because they know of

noth ferent or better. Second. benchmarking

vercome the — Not Invented Here (NiHj

rome NIH is a typical responseé by many

anisations and employees to proposed changes

to improve performance. it is often accompanied by

remarks such as “that may work alright for xyz but #t

just wouldn't apply here because we are unigue, our
cirrcumstances are different, or some other excuses

The truth 1s that NiH 1s a defensive ploy intended
to inhibit the disruption and effort that is often
associated with a change programme |f the
employees who will be affected by a change are
involved in its design through the benchmarking
programime, then they will be much less likely to
resist the change and more likely to develop unique
aspects which will ‘make it work here’

3.0 THE BENCHMARKING PROCESS

The number of steps tends to vary from company
to company Xerox's process. probably the most
copied process In the USA, has ten steps Alcoa
developed its six-step process after studying the
Xerox's process for many months. Seitz presented
its process as a flowchart consisting of fourleen
steps while Ameritech's benchmarking process has
four phases and eight steps (George and
Weinerskirch, 1984 Regardless of the number of
steps, the common features of the benchmarking
(formal and informal) process are (Ogkiand, 1993,
George and Weinerskirch, 1894, Beckford 1998
Hauser and Clausing, 1988, Ribeiro, 2006,
Esftathiades et al, 2008 and Mohajer: et al. 2009}
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Establishment of what, from customers
perspective, makes the difference between our
product or service and that of our competitors
{(Table 1) Customers may be internal or
external

Setting standards according to the best practice
found In other words regarding best practices
as ‘benchmark for the  orgamzations
performance  To set standards. it is quite
commoen to perform competitors’ analysis on

Table 1: Customers Evaluation of Competitive Car Door;
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technical data Comparison with the competition,
of course helps to identify opportunities for
improvement (see table 1)

Determination of the means by which the
benchmark ™ organisation  achieves  those
standards

Utilizing the capabilties of the employees to
meet and if possible, exceedSthe standards

observed

" Customer s Requirement o ~Customer. tion R
Worst \ Best [
1 | 2 N 4 5 |
2. E L oS TN S PSS = TN T T
Easy to close from outside i 2] V} & o i
» - - = - - —_— ,’_ -— + L, e — —_— e |
Stays gpen on a hili | s ‘a
; | ; O
i S : T sl Tol ’ SIS o - | DR N
Doesn't leak in rain ?N : E o o
No road noise Ry roas ot 1 = + s ] )
\ | Z A i
a Cur Competitor A r. - Competitor B's car door
Source: Adapted from chs»rxr‘dc ausing 1988
ormal benchmarking g \es reflect three  Step 6 Dewvelop action plans and impiement
namely, gethn to benchmark, changes
E‘x g the site .@\%g the benchmarking
to collect dat sing what you learn fo  Step 1: Decide what characteristics to

firking may skip the first
covers a range of activities
iy about simuiar processes or
-ations, talking to competitors or

shows an
compare your performance with that of others

The benchmarking process may be illustrated with
the six steps presented below

what characteristics to benchmark
nternai processes and psrfgrmar‘ce
Determineenchmarking partne

Data gathering

Data analysis

en asking customers and suppler to

19

benchmark

Characteristics to be benchmarked shoulid be first,
those, which are of genumne, concern to the
customer {quality benchmarks) Quality benchmarks
might inciude aspects such as refiabiiity, accuracy,
levels of in-process rework or rectification, after-
sales response and so on Second, factors which
affect profitability {profitability benchmark) and which
may enable more effective competition through
reductions in prices Profitability benchmarks molude
reductions in  rework. inventery levels spac
utiization so on Other areas for benchmarking
include those where the company knows that it is
experiencing a problem either in relation to its
customers or 10 its competitors issues might include
staff tramning and development recruitment

=70}

ang



turnover raw malerials and other
(Beckford, 1998)

input costs

The characteristics thal require benchmarking
may be identified through customers {internal and
external). sales people, and employees who
recognise a problem Customers could be invoived
in the identification process through phone calis.
focus group. iepth qualitative interviews and
other means istomer contacts Alcoas critena
for deciding either a lopic is relevant and vaiid as a
benchmarking subject were reported by George and
Weinerskirch (19941 Somie of the critenia are

« 15 the topic important to our customers?

e s the topic consistent with our mussion, values
and mitestones?

« does the topic reflect an important business
need?

+ s the topic significant i terms of costs or key
non financial indicators”?

o s the topie i an area where additional
information could influence plans and action?

Step 2: Define
Performance

internal Processes a

The benchmarking team must under nd\w

company s process first They cannot as elligent
questicns or coliect meaningful inform, hout 3
clear understanding of the existing \grogess they

wish to improve They may begin
make sure the perceived propfe exist. Next the
team may use Ishkawa ram to identify the
reasons for the outcome ar\do Pareto analysis to

determine the primary Mpities The team then
crizates a flowchart to 3 (he process under study

bramnstorming to

inclyde he press, trade and ndustry associations.

nduy expert consullants or academics Looking
overseas the varnous trade  commissions,
embassies and state departments should be able to
provide useful leads

Some key issues that needed to be addressed
when selecting benchmarking partners based on the
practce of Amentech (George and Weinerskirch,
1994} are

A
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. what is the company's profitability?
. what is the company’s market share?
. do the companies have some knowledge of

each other? For instance s there a
customer-supplier relationship aiready?

. 5 the experience of the proposed pariner
directly relevant to cur neeg?
«  are they as good heir reputaton

suggests? We shouid e tRet it is possitle
for a company's re n to outiast the

quality of its pri d services. Equally,
some companjes \With established bad'
reputation h3ve made substantial

performance
. 15 the &
particula

3

ge of information with this
er permissible?

With th eMd‘ the team may brainstorm untd
arge number of potential companies
set of critena and senes of questions are

ow down the list The criteria include

companies . that have received quslity and
business awards

top rated firms in industry surveys

success stories published in pericdicals
companies with excellent financial results
Feedback from internal and externa!
experts, customers. suppliers and business
pariners

-,
&)

”.
CEDE

.,
#y

5,
e

The questions often asked are

< for what quality process or resutt 1s the company
known? :

< what evidence exists to confirm the partner is an
industry leader in the area of interest

< what s the level of customer satisfaction?

Once o has a dozen or so qualfied prospects,
Amentech uses a comparnson matnx {o narrow the
list down further {o six to eight partners (Table 2)
Some of the matrices can be compieted with
information already collected The rest comes from
phone interviews

Step 4: Data gathering

The data gathering goes beyond the basics of
ensuning that any statistical methods are rigorousiy
appiied and the results meaningfui, to the real issue
of how to physically oblain the benchmarking
partners data. The first and most rapidly available
source are in the public domamn, for examgie
company annual reports. press articles lrade




associations journals and libraries, academic studies
{where these have been published) and from various
bodies and consultancies (Beckford, 1998)

Table 2: Ameritech's Dpenchmarking partner
comparison matrx
Griena - I Coy | Coy | Coy | Coy
7 ) - A _SEB: 1 C o
| 1 Quaity oniented o CEELE R

2 Successful
| service reputation
. 3 Service oriented
. 4 Excelient cycle time

5.1 _(ebab‘ml

6 25% m",n"uewer‘
, sales growth B

7 25"/’ mpre we’ners( yr-to- yr i
| _profitabiiity . e
"B More than 20000 | |
i employees i i

product | i

IS e o

'A!nyv

Source: George and Weinerskirch, 1894

While normally direct competitors will only
exchange data through a third party, such as trade
associations, some may be amenable to diect
contacts (through stte visit. phones, fax messages

tc) If the company approaching them is able to
offer comparable assistance to them on another
issue, proposed benchmarks will be wiling 4o
participate. What s vital at this stage is that the data
necessary to enable benchmarking to be carried out
is identified night at the outset. Nothing is weorse thah
having to return to the partner for more infGrmation:
nothing 1s more unhelpful thad designing
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improvements based on incompiete or inaccurate
information  (Beckford, 1998 George and
Weinerskirch. 1994 and Ribeirg, 2008}

For companies wiliing to participate. you should
agree on the time frame and the length of the site
visit, an agenda, and questions you will ask. Some
of the kinds of question a team might ask to learn
more about a process include (George and
Weinerskirch, 1994) / 2

does the company have awwell defined,
documented process?

- how is the process ‘eommunicated to the
process customers and users?

- how are the users\kept up to date on the
process changes?

- what s the management system of the
process?

- what aspects of the preccess are considered
to be world-class?

Step 5: Data Analysis

At this point teams analyse the data collected and
Quantify performance gaps. They explore the
imphiCations of these gaps, identify which pieces of
information might help improve performance and
determine how to use the findings. The
benchmarking team aiso fills out comparison charts
to clarify the differences on key points {(Tabie 3).

Table 3: Sample of information Comparison Chart Used by Seitz Corporation

| Question: When ;ssulng an‘oerder, h
Seltz

| Full order amount,

| Company A

i Results
WIP is high No WiIP
Large @pace, for matenal | No space needed
storagen

Source: George and Weinerskirch, 1994

Step 6: Develop Action Plans and Implement
Changes

Set new performance level objectives and
standards based on the mprovement scope
dentfied Develop action plans to achieve goals
implement specific actions and inlegrate them into
the business processes The lowest level of

1 day work is issued | 1
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w much work is denvered 1o the depanment v
| Company B | Company C |
week work s ! 2 days work «s,‘é

| issued

i 1ssued

1
?

. Low amount of WiP | Very low WIP i

| Small  area for | Very small area for ;

| material storage  material storage

i H
!

i - 5. S PO

management with an overview of the whole process
affected appropniately supported needs to take
drect responsibility for implementing the changes
Additional resources must be provided to support
the changes if required For example overtime
working may be necessary to create a window
enabling the absorption of disruption associated with
particular changes (Beckford, 1998)



Finally. a performance measuring and monioring
programme must be implemented to make progress
visible and {0 continue to improve them Amentech
apphies the following steps to implement the
changes neaded to close the gaps (George and
Weinerskirch, 1994y

- sziect implementation alternatives
- assign resources and create a scheduls
establish goals
develop @ manitoring pian
gain appropriate approval to alter the current
practices
- implement the plan
communicate the benchmarking findings
FOR

4.0 GUIDELINES INTRODUCING

BENCHMARKING

Managers wishing to introduce benchmarking in
their company need to follow some acticn guides in
order to achieve the desired success. Such
quidelines may inciude;

- managemeant commitment

- employee training and awareness
. form problem solving teams

- select the benchmarking project

- support with needed resources

- regutar review of progress.

Management Commitment

Management commitment and leadership need o
come first in benchmarking for these reasons First,
management is the one_tozcommt time allocate
respurces, femove roddblecks and reward the
efforts. Second, it requires staff to be traned and
guided in the progess-io ensure that maximum
benefit is obtained Fmally, it requires allocation of
part of the relavaot employees' time to enable it to
be camed oub (Béckford - 1988} According to
George and “Weinerskirch {1894}, benchmarking
teams thal proceed without this support expose
themsélves-ifo second-guessing about how they
spendiiheir time, a lack of funds to complete the
study. insurmountable objections by other managers
and depariments affected by the study and littie o
no action on their recommendation When senor
management endorses the study, these obstructions
are removed

Employee Training and Awareness
Before
praogrammae,

embarking on &

employees need

benchmarking
ic. know what

22
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penchmarking is and beheve in its benefits They
must feel empowered to invest the time such a
programme takes and act on their findings. Team
members should receive a basic training on
benchmarking concepts. This iraining need not be
an elaborate one, but rather should be designed to
ansure a basic working knowledge of its concepts.

Relevant areas of training may Iinclude - effective
teaming, problem-solving, benchfnarking steps, site
wisit and so on. Presentatiof$sen other companies’
success stones may gepeemployees interested and
excited about the pgssibilitles for improvement
{Mclagan and Nel, #9861\George and Weinerskirch
1654 and Cobb et ah1998)

The pitfall dfassuming a level of knowledge that
does not exist forthe employees should be avoided
Determine,_the training needs by finding out what
skills the employees now have and wha! skills they
will needwio have 1o achieve success in the
berfehmarxing effort

Forrd Problem - Solving Team

The specific disciplines required to help solve a
problem should be defined but team members
should not be dmited to the primary problem areas
{Meeter and Smith, 1994, Cobb et al, 1398). Usually,
as the study proceeds, they will recognise the need
for knowledge or information from areas that might
not have been obvious when the study began. At
such times the value of the diverse discipline of
team members will be realised.

Depending on the techmical nature and complexity
of the study, many teams may be formed Some
teams may be working simuitaneously, while some
may be formed when the other has finished its work
For instance process improvement team may be
created based on the recommendations and
problems wentified by process analysis team. An
employee may be in more than one team depending
on the situation

The team may have - a leader whose
responsidifity 15 10 lead. The process guide, who
maintans the rules, such as no evaluation dunng
brainstorming and ensures the involvement of
evaryone in the discussions The secretary records
ng and distributes meeting minutes, while
the tme keeper keeps meetings within time limils
and makes sure the team Is progressing as planned
{George and Weinerskirch, 18%4).




Select Benchmarking Project

The first benchmarking effort shouid not address
the company's toughest preblems The first project
should be simple but not trivial and should present a
real opportunity for improvement In the initial stage
the scope of the study has fo be established and
should be communricated and agreed upon by
management. The oroject should be with broad
appeal that may arouse interest from several
sections or departments of the company

Support with Needed Resources

A dedicated workplace that can be used without
nterruptions should be provided for the team. The
usual office supphies such as files, desks, chart
board and so on with access 10 company's phones,
fax machines, vehicles and other faciities that will
faciitate a successful study should be given,

Al the start of the siudy 11 s very important that
management communicate ther purpose and goals
to a!l team membears and other employees Thesd
employees are a vauable resource
management should recognise and carry along
because team members will need certain databnd
more importantly, access to the employeeg and their
time {Cobb et al, 1898)

other

Regular Review of Progress

Progress milestone should be estabiished when
the project begins. For instag€e anunformal progress
report should be required and given to managers
working outside the igam. say fortnightly. After
reviewing the problem &nd the progress made
manager may offer adwice.or make suggestions that
may help the team &/ sharpen the focus of s
benchmarking €fforis)and gain better results {Cobb
el ai 1998

5.0 IMPLEMENTATION PROBLEMS

Managers considering the use of benchmarking
should not expect all benchmarking efforts to
proceed smoothly Like every leam effort, a ceran
amount of frustration and team storming will be 2
natural part of the earily stage of the study as the
team learns to understand each other, bond and
cooperate The ability to work together successiully
appears to be wrproved when prospective leam
members are counseled as lo exaclly what s
expected of them and what reward they can expect
from successful completion of the study
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Problems may also arnise, if team members do not
understand the purpose of the study The team may
return from the site visit with complains that they are
underpaid: the benchmark company has better
equipment and so on. This may derail the study. At
fimes team members are not prepated to actually
compare gaps As a resuit they gather information
that are not relevant to the study) Teams must be
counseled so that they do nel b&come tourists
during the site visit Anothérproblem that hinders
the benchmarking effont fream'\progressing smoothly,
especially the first benchmarking effort is that due to
poor nole taxing JTHis wnay lead to designing
improvements basedyon incomplete or inaccurate
information. Every member of the team should have
the same copy\of sthe questionnaire. When the
question 1s asked, ‘everyone should wnte down the
answer théyhear

Somelimes teamns have difficulty in understanding
the/ cata» collected, because the benchmark
company uses different set of metrics. The problem
% _fetting apples to apples comparison. This may
nacessitate repeated calls to try to understand the
datz. Develcping a gocd relationship with the
benchmarking partner would make this on going
exchange of information possible,

6.0 CONCLUSIONS AND RECOMMENDATIONS

This paper suggests that benchmarking could be
used by our local industries to match and even be
anead of theirr competition. A description of the
benchmarking process was provided. The guidelines
and framewcrk for its application and the potential
implementation problems were discussed.
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