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Foreword

This document (EN 15221-7:2012) has been prepared by Technical Committee CEN/TC 348 “Facility
Management”, the secretariat of which is held by NEN.

This European Standard shall be given the status of a national standard, either by publication of an identical
text or by endorsement, at the latest by April 2013, and conflicting national standards shall be withdrawn at the
latest by April 2013.

Attention is drawn to the possibility that some of the elements of this document may be the subject of patent
rights. CEN [and/or CENELEC] shall not be held responsible for identifying any or all such patent rights.

The present standard is divided into the following parts:

— Part 1: Terms and definitions;

— Part 2: Guidance on how to prepare Facility Management agreements;

— Part 3: Guidance on quality in Facility Management,

— Part 4: Taxonomy, Classification and Structures in Facility Management,

— Part 5: Guidance on Facility Management processes;

— Part 6: Area and Space Measurement in Facility Management;

— Part 7: Guidelines for Performance Benchmarking (the present document).

According to the CEN/CENELEC Internal Regulations, the national standards organisations of the following
countries are bound to implement this European Standard: Austria, Belgium, Bulgaria, Croatia, Cyprus, Czech
Republic, Denmark, Estonia, Finland, Former Yugoslav Republic of Macedonia, France, Germany, Greece,

Hungary, Iceland, Ireland, Italy, Latvia, Lithuania, Luxembourg, Malta, Netherlands, Norway, Poland, Portugal,
Romania, Slovakia, Slovenia, Spain, Sweden, Switzerland, Turkey and the United Kingdom.
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Introduction

Effective delivery of Facility Management support is a critical component in the working of most organisations.
It impacts on the organisations’ own ability to deliver consistent products and services, supports the core
business and can be a component in achieving competitive advantage. However, effectiveness and efficiency
in Facility Management have been notoriously difficult to assess because there have been no common
methodology and no standard data collection methods. This standard on Performance Benchmarking, along
with others in the EN 15221 series, is a major step forward in addressing those gaps.

Benchmarking is part of a process which aims to establish the scope for, and benefits of, potential
improvements in an organisation through systematic comparison of its performance with that of one or more
other organisations. It is a tool in common use across industries worldwide, but has often been misused and
misunderstood within Facility Management.

Benchmarking is often associated with the term ’best practice’. Comparison with the best company or process
within an industry is one of the most intelligent ways to improve one’s own performance. Best practice can
refer to adequate outcomes at the lowest cost, but this is not always the case. It can also refer to the best
possible outcome, or the speediest process, or the one with the least environmental impact. What is common
to all these is that no judgement on where one’s organisation stands can be made without a valid comparison.
Before starting an FM Benchmarking operation, it is highly recommended to clearly position it regarding to the
four main aspects presented just below and then use the content of this standard to prepare and perform the
benchmarking operation.

This standard takes as a starting point the idea that Benchmarking can take very different forms depending on
four aspects:

a) The perspective of the initiator performing the benchmarking process:

1) customer or consumer of FM services;
2) internal or provider of FM services;

b) The objectives of the benchmarking process set by the initiator. These objectives are usually linked.
They might include the following broad categories of objectives, which are set out in more detail in the
standard:

1) find new ideas;

2) get data to prepare a main decision or to resolve disputes;

3) to reduce costs while maintaining a similar service level received or provided,;

4) improve the service level received or provided while maintaining similar costs;

5) improve the use of resources;
c) The point in time at which the organisation is considering performing an FM benchmarking operation;
d) The benchmarking sample used for comparison, mostly:

1) Similar sector of primary activities, where comparisons are easier;

2) Other sectors of primary activities where the interest is mainly to find possible improvements.
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Financial comparisons can be an appropriate basis for a benchmarking process as quantitative data are often
more easy to reach and more easy to relate to than qualitative data. Historically most benchmarking in Facility
Management has focused on this kind of “hard” data. However, what one can learn from quantitative data may
be limited. This standard therefore tries to establish Performance Benchmarking as a data comparison
method to support development and learning processes through some types of qualitative knowledge sharing.

This standard seeks to simplify a notoriously complex process. Until now, benchmarking projects have often
been confused, over-ambitious, and lacking in effective data analysis. By establishing a coherent and
comprehensive process for benchmarking, along with useable and logical comparators, and by clarifying the
many pitfalls in the comparison process, this standard provides practising facility managers with a range of
key indicators to identify areas in which there might be a need to improve the performance of their own team,
their supply chain, or the entire organisation in which they work. It is this coherent approach within the
EN 15221 series which supports the basis of the Benchmarking standard.

It is hoped that this platform will, in a short time, lead to a demand for more commonality in reporting of a

range of comparators — financial, quality, and so on — which will make the work of facility managers more
easy, and more easily understood by the organisation for which they work.
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1 Scope

This European Standard gives guidelines for performance benchmarking and contains clear terms and
definitions as well as methods for benchmarking facility management products and services as well as facility
management organisations and operations.

This European Standard establishes a common basis for benchmarking facility management costs, floor areas
and environmental impacts as well as service quality, satisfaction and productivity.

This European Standard is applicable to Facility Management as defined in EN 15221-1 and detailed in
EN 15221-4.

2 Normative references

The following documents, in whole or in part, are normatively referenced in this document and are
indispensable for its application. For dated references, only the edition cited applies. For undated references,
the latest edition of the referenced document (including any amendments) applies.

EN 15221-1:2006, Facility Management — Part 1: Terms and definitions

EN 15221-4:2011, Facility Management — Part 4: Taxonomy, Classification and Structures in Facility
Management

EN 15221-6:2011, Facility Management — Part 6: Area and Space Measurement in Facility Management

3 Terms, definitions and abbreviations
3.1 Terms and definitions

For the purposes of this document, the terms and definitions given in EN 15221-1:2006, EN 15221-4:2011
and EN 15221-6:2011 and the following apply.

3141

benchmarking

process of comparing strategies, processes, performances and/or other entities against practices of the same
nature, under the same circumstances and with similar measures

Note 1 to entry: Typically the purpose of benchmarking is to improve strategies, processes, performances and/or other
entities, but may also be used for different purposes such as accountability.

Note 2 to entry: Measures can be quantitative or qualitative; comparators can be internal, competitors or cross-sector;
domain can be local, national or international; frequency can be one-off, periodic or continuous.

Note 3 to entry: It should be recognised that it might also be beneficial to compare entities to practices of a different
nature, under different circumstances and/or with dissimilar measures.

Note 4 to entry:  This definition differs from EN 15221-1:2006.

3.1.2
entity
concrete or abstract thing that exists, did exist, or might exist, including associations among these things

3.1.3

benchmark
reference point or metric against which a strategy, process, performance and/or other entity can be measured
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314
reference point
measure of extremes, central tendency or dispersion

3.1.5
measure of extremes
measure that provides an indication of the extreme score in a data set

Note 1 to entry: Typical measures of extremes are: minimum — the smallest number of the sample, and maximum —
the largest number of the sample.

3.1.6
measure of central tendency
measure that provides an indication of the typical score in a data set

Note 1 to entry: Typical measures of central tendency are: mean — the average of all scores in the sample (calculated
from scores), median — the score that lies in the middle of the sample (calculated from ranks), and mode — the most
frequently occurring score (calculated from frequencies).

3.1.7
measure of dispersion
measure that provides an indication of the typical bandwidths in a data set

Note 1 to entry: A typical measure of dispersion is: quartiles — any of the three values which divide the sorted data set
into four equal parts, so that each part represents one fourth of the sampled population: first quartile (or lower quartile)
cuts off lowest 25 % of data (25th percentile), second quartile (or median) cuts data in half (50th percentile), and third
quartile (or upper quartile) cuts off highest 25 % of data (75th percentile).

3.1.8
outlier
extreme score in a data set, having a disproportionate influence on determining reference points

3.1.9

unit of measurement

definite magnitude of a physical quantity, defined and adopted by convention and/or by law, that is used as a
standard for measurement of the same physical quantity

Note 1 to entry: Typical units of measurement within facility management are workstation, FTE and NFA.

3.1.10

workstation

physical station - including a desk and a chair - that is specifically designed or suitable for work-related
activities, such as reading, writing, telephoning and PC work, which meets legal requirements and that is
adequate for permanent use

3.1.11

FTE

Full Time Equivalent that can be determined by dividing the total number of hours worked by the number of
regular working hours in a working week (e.g. working 32 hours when a regular working week consists of 40
hours equals 0,8 FTE)

3.1.12
NFA
Net Floor Area as defined in EN 15221-6
3.2 Abbreviations
FTE Full Time Equivalent
NFA Net Floor Area
Documents
8 Document Sharing Hub

Full document details: BS EN 15221-7:2012


http://www.avadocuments.com/doc/bs-en-15221-7-2012
http://www.avadocuments.com/doc/bs-en-15221-7-2012

BS EN 15221-7:2012
EN 15221-7:2012 (E)

BREEAM Building Research Establishment Environmental Assessment Method

4 Benchmarking types
4.1 General

There are multiple aspects which affect the scope of a benchmarking exercise and impact on the selection of
data. Figure 1 shows a categorisation of the major aspects classified into five main types. The purpose of this
classification is to assist facility managers in understanding the different character of each element and
therefore to provide a guide to selecting the most appropriate type and methodology for the benchmarking
exercise when planning the process set out later in this standard.

Content Measure Comparator Domain Frequency
- Strategy - Quantitative - Internal - Local - One-off

- Process ) él.J'a.\Ii.t'a.\tive - Competitor - National - Periodic

- Performance T - Cross-sector - International - Continuous

Figure 1 — Classification of benchmarking types

Depending on the purpose of a benchmarking exercise, the scope (i.e. content, measure, comparator, domain
and frequency) will differ. A non-exhaustive list of purposes and their typical scope is provided in Table 1.

Table 1 — Typical benchmarking purposes

content measure comparator] domain | frequency
quantitative / qualitative
2
8 1= (_; [ > 6 ©
S s 36 % 5% g 2
> o 2 E o5 2| £ 9 = = o 89
5 o EQ S ¢ 8 8|s @ 2 T T|E 5 2
2 8 s5le 8 £ 25 3|5 2 9|s 6 £E|9 & £
T 8 t|ls @ > 2 £ 3|8 E 8|8 = s|0 © ©
purpose % a 8|&£ &6 & § 5| 8 5|2 & £|/6 & 8
Identification of improvement options vV v Vv v v v v VIV VvV V|V vV VIV VvV V
Resource-allocation decisions v v v v v v v |V
Prioritisation of problem areas v V|V v v v v V|V v v
Verification legal compliance v v v v v v v v v
Identification of best practices v v v v v v vV v v v V|V
Budget review and planning v v v v v v v v v v v
Alignment with corporate objectives v v v v v v Vv vV VIV Vv
Improvementof process effectiveness v v v v v vV V|V Vv v v v v
Assessment of property performance Viv v v v v VIV VvV V|V VvV VIV VvV V
- Assessment of cost effectiveness V|V v v VI v Vv VIV v V
- Evaluation of floor space usage v v v v v v v v
- Appraisal of environmental impacts 4 4 v v v v v v
- Assessment of service quality shortfalls v v v v VIV vV Vv vV Vv
- Evaluation of end-user satisfaction 4 4 v v v v v v
- Appraisal of individual productivity v vViv v v v v v
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4.2 Benchmarking content

421 General

The content of benchmarking may be: strategic, process, or performance.

4.2.2 Strategic benchmarking

Strategic benchmarking involves the assessment of strategic rather than operational matters. Typically
focussing on the effectiveness of resource usage in the light of corporate objectives, strategic benchmarking
can be used to establish a baseline for organisational review and to inform strategic decision-making.
Strategic benchmarking may be used for:

— alignment with corporate objectives;

— resource allocation decisions;

— budget review and planning.

4.2.3 Process benchmarking

Process benchmarking pertains to discrete work processes and/or operating systems. Typically focussing on
establishing ways of improving processes within a delivery system, process benchmarking can be used to
improve service delivery, reduce corporate risk, streamline processes and systems, etc.

Process benchmarking may be used for:

— Improvement of process effectiveness;

— verification of legal compliance;

— prioritisation of problem areas.

4.2.4 Performance benchmarking

Performance benchmarking concerns quantitative or qualitative inputs (such as costs, square metreage and
energy usage) and outputs (such as service quality, end-user satisfaction and productivity); or a combination
of inputs and outputs which are understood to be correlated.

Performance benchmarking may be used for:

a) assessment of property performance;

b) assessment of cost effectiveness;

c) evaluation of floor space usage;

d) appraisal of environmental impacts;

e) assessment of service quality shortfalls;

f)  evaluation of end-user satisfaction;

g) appraisal of individual productivity.
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4.3 Benchmarking measure

4.3.1 General

The measure of benchmarking may be: quantitative, qualitative, or a combination of both.

4.3.2 Quantitative benchmarking

Quantitative benchmarking concerns entities that can be distinguished as tangible. Data is measured
objectively and typically captured by common processes through routine systems (such as data collection
templates and management information systems).

Quantitative benchmarking may be used for:

— assessment of financial expenditure (such as operating costs or capital costs);

— assessment of floor space usage (such as space per FTE or linear metres storage);

— assessment of environmental impacts (such as energy consumption or waste production).

4.3.3 Qualitative benchmarking

Qualitative benchmarking concerns entities that can be distinguished as intangible. Data is described
subjectively and typically captured by specific processes through routine systems (such as focus groups and
employee surveys).

Qualitative benchmarking may be used for:

— assessment of service quality (such as reliability or responsiveness);

— assessment of satisfaction (such as end-user of customer satisfaction);

— assessment of productivity (such as repeat business or employee retention).

NOTE For benchmarking purposes qualitative data is best captured or transformed into quantitative scores (1 = very
poor / strongly disagree / very unimportant, 2 = poor / disagree / unimportant, 3 = fair / neutral / average, 4 = good / agree /
important, 5 = very good / strongly agree / very important).

4.3.4 Combination benchmarking

Combination benchmarking concerns two or more entities that can be distinguished as tangible and/or
intangible. Subsequently, interrelations and/or trade-offs between two or more entities can be assessed.

Combination benchmarking may be used for:

— assessment of satisfaction in relation to space usage;

— assessment of service quality in relation to financial expenditure;
— assessment of productivity in relation to environmental impacts.
4.4 Benchmarking comparator

441 General

The comparator of benchmarking may be: internal, competitor, or cross-sector.
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4.4.2 Internal benchmarking

Internal benchmarking pertains to comparison against internal practices and is typically used to evaluate
performance between business units within an organisation.

Internal benchmarking may be used for:

— identification of best practices (internal);

— assessment of (re)location decisions;

— assessment of supplier performance.

4.4.3 Competitor benchmarking (sector benchmarking)

Competitor benchmarking pertains to comparison against competitor practices and is typically used to
evaluate performance against peers within a market sector.

Competitor benchmarking may be used for:
— identification of competitive advantages;
— assessment of financial expenditure;

— assessment of service quality.

NOTE Competitor benchmarking also pertains to comparison against non-competitor practices within market sectors
such as government organisations, non-profit organisations and philanthropies.

4.44 Cross-sector benchmarking

Cross-sector benchmarking pertains to comparison against industry practices and is typically used to evaluate
performance against organisations from other market sectors.

Cross-sector benchmarking may be used for:

— identification of best practices (external);

— assessment of environmental impacts;

— assessment of productivity.

4.5 Benchmarking domain

451 General

The domain of benchmarking may be: local, national, or international.

4.5.2 Local benchmarking

Local benchmarking involves comparison at a local level and may be used for:
— assessment of local performance variations;

— verification of cost rates.
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4.5.3 National benchmarking

National benchmarking involves comparison at a national level and may be used for:
— assessment of regional performance variations;

— verification of labour rates.

4.5.4 International benchmarking

International benchmarking involves comparison at an international level and may be used for:
— assessment of national performance variations;

— verification of productivity rates.

4.6 Benchmarking frequency

4.6.1 General

The frequency of benchmarking may be: one-off, periodical, or continuous.

4.6.2 One-off benchmarking

One-off benchmarking pertains to exploring a status at one moment in time and is typically a response to a
threat or an opportunity.

One-off benchmarking may be used for:

— identification of best practice examples;
— identification of improvement options.
4.6.3 Periodic benchmarking

Periodic benchmarking pertains to verifying a status at set intervals and is typically a routine process, often
undertaken annually to assess improvement against previous performance.

Periodic benchmarking may be used for:

— evaluation of performance against others;
— evaluation against previous performance.
4.6.4 Continuous benchmarking

Continuous benchmarking is based on continuous measurement of data and is typically used to assess trends
and developments.

Continuous benchmarking may be used for:
— monitoring energy performance;

— assessment of causes and effects.
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5 Benchmarking outputs

5.1 General

Because of the complexity of Facility Management and the vast range of activities covered by the discipline, it
is impossible to set out all the possible comparisons which can be made. What follows therefore is considered
to be an indicative list of some of the key ratio comparators which facility managers might wish to assess in
understanding how effective their organisation’s service are.

The six types of ratio set out are those against which facility managers and the supply chain can be
measured. As there is no absolute baseline figure against which performance can be assessed (no “absolute
zero degrees Kelvin”), the standard process assumes that these ratios are compared with appropriate peer
buildings, organisations or operations; and that they be maintained and reported over time to allow an
understanding of how the benchmarked organisation is progressing.

5.2 Financial benchmarks

5.21 General

In line with EN 15221-4, this subclause provides an overview of key financial benchmarks that may be used in
Facility Management. For more details, see Annex C — Collecting financial data.

5.2.2 Primary financial ratios

— Facility Management Costs per FTE (currency per annum)

— Facility Management Costs per workstation (currency per annum)
— Facility Management Costs per square metre NFA (currency per annum)
5.2.3 Secondary financial ratios

— Space & Infrastructure Costs per FTE (or workstation or m°N FA)
— People & Organisation Costs per FTE (or workstation or m*°NFA)
5.2.4 Tertiary financial ratios

— Space Costs per FTE (or workstation or m*NFA)

— Outdoors Costs per FTE (or workstation or mzNFA)

— Cleaning Costs per FTE (or workstation or m2NFA)

— Workplace Costs per FTE (or workstation or m2NFA)

— Primary activities specific Costs per FTE (or workstation or mzNFA)
— HSSE Costs per FTE (or workstation or mzNFA)

— Hospitality Costs per FTE (or workstation or m2NFA)

— ICT Costs per FTE (or workstation or m2NFA)

— Logistics Costs per FTE (or workstation or mzNFA)

— Business support Costs per FTE (or workstation or m2NFA)
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— Organisation specific Costs per FTE (or workstation or m°NFA)

NOTE For benchmarking purposes it is recommended to exclude ‘Primary activities specific Costs’ and ‘Organisation
specific Costs’ from both primary and secondary financial ratios as these costs may skew benchmarks.

5.3 Spatial benchmarks
5.3.1 General

In line with EN 15221-6, this subclause provides an overview of key spatial benchmarks that may be used in
Facility Management. For more details see Annex D, Collecting spatial data.

5.3.2 Primary spatial ratios

— Net Floor Area per FTE (m°NFA)

— Net Floor Area per person (mzNFA)

— Net Floor Area per workstation (mzN FA)
5.3.3 Secondary spatial ratios

— Net Floor Area / Total Level Area (%)
— Internal Area / Total Level Area (%)

— Gross Floor Area / Total Level Area (%)
5.4 Environmental benchmarks

5.41 General

In line with IPD Environment Code, this subclause provides an overview of key environmental benchmarks
that may be used in Facility Management. For more details see Annex E, Collecting environmental data.

5.4.2 Primary environmental ratios

— Total CO, emissions (tonnes per annum)

— CO,emissions per FTE (tonnes per annum)

— CO,emissions per m*NFA (tonnes per annum)
5.4.3 Primary energy ratios

— Total energy consumption (kWh per annum)

— Energy consumption per FTE (kWh per annum)
— Energy consumption per m°NFA (kWh per annum)
5.4.4 Primary water ratios

— Total water usage (m® per annum)

—  Water usage per FTE (m® per annum)
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— Water usage per m2 NFA (m3 per annum)
5.4.5 Primary waste ratios

— Total waste production (tonnes per annum)

— Waste production per FTE (tonnes per annum)
— Waste production per m*NFA (tonnes per annum)
5.4.6 Other environmental scores

— Space and Environment

— Outdoors and Environment

— Workplace and Environment

— Utilities and Environment

— Health & Safety and Environment

— Mobility and Environment

— Procurement and Environment

5.5 Service quality benchmarks

5.5.1 General

In line with EN 15221-3, this subclause provides an overview of key service quality benchmarks that may be
used in Facility Management. For more details see Annex F, Collecting service quality data.

5.5.2 Primary service quality scores
— Quality of Facility Management

5.5.3 Secondary service quality scores
— Quality of Cleaning

— Quality of Workplace

— Quality of Security

— Quality Reception and Contact Centre
— Quality of Catering and Vending

— Quality of Document Management
5.6 Satisfaction benchmarks

5.6.1 General

In line with EN 15221-4, this subclause provides an overview of key satisfaction benchmarks that may be
used in Facility Management. For more details see Annex G, Collecting satisfaction data.
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5.6.2 Primary satisfaction scores
— Satisfaction with Facility Management
5.6.3 Secondary satisfaction scores
— Satisfaction with Space

— Satisfaction with Outdoors

— Satisfaction with Cleaning

— Satisfaction with Workplace

— Satisfaction with HSSE

— Satisfaction with Hospitality

— Satisfaction with ICT

— Satisfaction with Logistics

5.7 Productivity benchmarks

5.7.1 General

This subclause provides an overview of key productivity benchmarks that may be used in Facility
Management.

5.7.2 Primary productivity scores

— Core operating hours of facility (facility management related)
— Timeliness of service provision (facility management related)
— Uptime facility (business continuity related)

— Recovery time (businesscontinuity related)

— Staff turnover (human resources related)

— Absenteeism (human resources related)
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6 Benchmarking process

6.1 General

A typical benchmarking exercise can be split into three phases: the preparing phase, the comparing phase,

and the improving phase.

PREPARING

COMPARING

IMPROVING
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1 | Set objectives
(purpose and scope)
2 | Define methodology
(indicators and benchmarks)
3 | Select partners
(peers and code of conduct)
4 | Collect data
(collect and validate)
5 | Analyse data
(determine and normalize)
6 | Determine gaps
(compare and explain)
7 | Report findings
(communicate and discuss)
8 | Develop action plan
(tasks and milestones)
9 | Implement plan
(change and monitor)
10 | Process review

(review and recalibrate)

A

continuous improvement

Figure 2 — Benchmarking process
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6.2 Preparing phase
6.2.1 General

During the preparing phase, objectives should be set, a methodology should be defined and partners should
be selected.

6.2.2 Set objectives (purpose and scope)

Typically, the objective of a benchmarking exercise is to identify, understand and adapt outstanding strategies,
processes and/or performances, in short: improvement.

When starting a benchmarking exercise, it is important to clearly define its purpose, e.g. identification of
improvement options, resource-allocation decisions, prioritisation of problem areas, verification of legal
compliance, identification of best practice, budget review and planning, alignment with corporate objectives,
verification of process effectiveness, assessment of property performance. Simple exercises might have one
single objective, whereas more advanced exercises might have multiple objectives. The objectives of a
benchmarking exercise could be expanded over time, e.g. to include improving asset value, measuring
contributions to environmental commitment obligations, etc.

Similarly, it is important to clarify the scope of the benchmarking exercise, e.g. what measures, which
comparators, what domain and which frequency. Simple exercises may compare one measure, internally and
as a one-off; more advanced exercises may compare multiple measures, both internally and externally and be
periodic or even continuous. The scope of a benchmarking exercise could be expanded to include e.g. more
property types and numbers, national and/or global portfolios, both owner and occupier performance, more
environmental performance topics for analysis, etc.

6.2.3 Define methodology (indicators and benchmarks)

Typically, the methodology of a benchmarking exercise entails comparing carefully selected indicators against
wider benchmarks.

Depending on the objective of the benchmarking exercise, it is important to define clear indicators, e.g. costs
per FTE, space per workstation (input oriented), CO, emissions per m?, productivity scores (output oriented),
service quality scores, satisfaction scores (impact oriented). Simple exercises may focus on one single
indicator, whereas more advanced exercises may focus on multiple indicators.

Also, it is important to define relevant benchmarks, e.g. minimums or maximums (measures of extremes),
means or medians (measures of central tendency), upper quartiles or lower quartiles (measures of
dispersion). Simple exercises may focus on one single benchmark, whereas more advanced exercises may
focus on multiple benchmarks.

6.2.4 Select partners (peers and code of conduct)

Typically, comparisons in a benchmarking exercise are made against practices of the same nature, under the
same circumstances and with similar measures.

Following the objective and the methodology, it is important to select partners that can be used as a
comparator and that benefit from the benchmarking exercise as well. Ideally a win-win situation is created in
which participation is attractive for all. Simple exercises may have an internal focus and use one comparator
only; more advanced exercises may have a more external focus and use a wide variety or comparators.

Subsequently, it is important to establish a code of conduct. Such a code not only advances the
professionalism and effectiveness of a benchmarking exercise, but also helps protect all partners involved. A
comprehensive code of conduct includes principles concerning preparation, contact, exchange, confidentiality,
use, legality, completion, and understanding. Adherence to such a code will contribute to efficient, effective
and ethical benchmarking.
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NOTE The European Benchmarking Code of Conduct by the European Foundation for Quality Management provides
a comprehensive starting point for partners.

Once objectives are set, methodology has been defined and partners have been selected, the comparing
phase may begin.

6.3 Comparing phase
6.3.1 General

During the comparing phase, data should be collected and analysed as well as the gaps determined and the
findings reported.

6.3.2 Collect data (collect and validate)
Typically, data not only needs to be collected, but validated as well.

In line with the indicators defined, data should be provided by the partners selected (data might be readily
available or might need to be collected). First, the data availability should be assessed and data sources
identified. Depending on the indicators defined, data might come from systems or meters (quantitative data),
individuals or focus groups (qualitative data), etc. Furthermore, appropriate data collection method should be
selected (e.g. measurement templates; individual questionnaires; focus group discussions). Finally, data
should be collected in a consistent way and within appropriate timeframes to ensure meaningful analysis.

Once data has been collected, it should be validated. Firstly, individual templates and/or questionnaires
should be validated for completion — incomplete fields should be verified with the respective partner. Also,
sense checks should be applied to see whether individual scores add up correctly to their sum (e.g. annual
operating expenditure plus annualised capital expenditure minus annual revenue income equals total annual
costs; net room area plus partition wall area equals net floor area; non-renewable energy and renewable
energy equals total energy). Secondly, templates should be validated collectively concerning indicators -
outliers should be verified with the respective partner. Finally, selected ratios should be validated collectively -
again outliers should be verified with the respective partner.

6.3.3 Analyse data (determine and normalise)
Typically, data not only needs to be analysed, but normalised as well.

In line with the methodology, both individual indicators and collective benchmarks need to be determined.
Typically, a variety of benchmarks are determined per indicator, e.g. minimum, lower quartile, mean (or
median), upper quartile and maximum. Subsequently, indicators from one or more partners can be measured
against the benchmark(s). Alternatively, partners can be mapped in order of relative position to each other.

Depending on the data collected, one might decide to weigh and/or normalise data. For example, when a
group of benchmarking partners is proportionally not representative to general industry composition or sector
make-up, one might want to use national statistics to help weigh the data accordingly. At an international level,
such issues are further complicated due to differences in e.g. exchange rates, taxation and VAT and
accounting rules as well as rules and regulations, average labour costs, carbon emission factors.

6.3.4 Determine gaps (compare and explain)
Typically, gaps not only need to be determined, but explained as well.

In line with the purpose of the benchmarking exercise, gaps between individual indicators and collective
benchmarks need to be identified. The further an individual indicator lies away from the predefined collective
benchmark (e.g. lower quartile, mean, upper quartile), the greater the gap. For example, if the goal is to have
an indicator positioned in the upper quartile, but it is actually closer to the mean (or median), one can speak of
a gap. If gaps are negative, one can speak of an ‘undershoot’. If gaps are positive, one can speak of an
‘overshoot’.
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