Stage 1 – Terms of Reference (plan the project)
OBJECTIVES

 After reading these notes, you will know how to plan and develop a Terms of Reference for a benchmarking project.  
CONTENTS

1.1. Determine area of focus for benchmarking project

1.2. Develop project brief
1.3. Form project team

1.4. Train project team

1.5. Understand benchmarking code of conduct

1.6. Prepare Terms of Reference (TOR)
1.7. Develop documentation system 
1.8. Review project progress and TOR
1.9. Obtain approval to start the next stage of TRADE
1.1 Determine area of focus for benchmarking project
The first step in the benchmarking process is to select the area of focus for the benchmarking project.  

The area of focus is likely to be decided by senior management and/or the person that initiated the project. 

The area of focus is typically selected for one or more of the following reasons:

· it is of major strategic importance

· there is pressure from customers or other stakeholders to improve performance in this area 

· there is evidence that performance can be significantly improved

· improving performance will result in significant benefits

There are a number of methods which can help when selecting an area of focus for a benchmarking project such as:

· Brainstorming 
· Process mapping
· Strategic documents

· Customer surveys 

· Employee surveys 

· Quality and process audits 

-
Self-assessment of key issues 
-
Business excellence self-assessments 
The output from this step in the benchmarking process is that the area of focus for the benchmarking project will have been selected.   
1.2 Develop project brief 
The purpose of this step in the benchmarking process is to develop an initial project brief for the project. 
It is necessary for the person that has initiated the project and/or senior managers who need to approve it, agree on the general size and scope of the project. The brief may contain some or all of the following:
· Name of Project Sponsor (usually this is one person and often the initiator of the project)
· Size of project team (No. of people)

· Members of the project team (Names)

· Aim of the project 

· Scope of the project (clear description of the area of focus for the project and what is included and excluded from the project)
The resource required for benchmarking projects can vary dependent upon the scope of the project. Projects may take from 1 week to more than 12 months. Some projects may be undertaken by only one person whilst others will require a team. If site visits to benchmarking partners are planned usually the project will take 3 to 6 months to identify and acquire best practices. If the expected time to identify best practices is greater than 8 months the project should be reviewed to see if it can be broken down into smaller sized projects. The time to deploy best practices will vary dependent on what needs to be deployed and the level of resource required.  

The agreed project brief should be communicated to the project team to develop a more detailed Terms of Reference (TOR) for the project.   
The output from this step in the benchmarking process is a completed project brief.  

1.3 Form project team
The purpose of this step in the benchmarking process is to form the project team.
The project team needs to include people that are capable of undertaking four roles – Team Leader, Benchmarking Facilitator, Administrator and Team Member(s). All project teams should contain at least one person who has expertise and experience in undertaking benchmarking projects and has been trained in TRADE. The only time a team may not require the need for a Benchmarking Facilitator is if several team members already have experience in using TRADE. 

Other team members should have a good understanding of the process/topic that is being investigated. Usually these are process owners or internal customers or internal suppliers of the process. In some cases, it is worthwhile inviting external parties such as customers and suppliers to join the team.
More information on the roles of team member are described in step 1.6.4. 
The output from this step in the benchmarking process is that the team members for the benchmarking project have been selected.  

1.4 Train project team

The purpose of this step in the benchmarking process is to ensure that all project team members have at least a basic understanding of benchmarking and know how to undertake a benchmarking project. Ideally all team members will have been trained in benchmarking. Usually, such training can be delivered in one to two days. 

As a minimum all team members, whether they have been trained or not, should be given an introductory benchmarking session of at least one hour to explain the benchmarking process and how the project will be undertaken.  

This session should include as a minimum: 

· Introduction to benchmarking

· Overview of TRADE Best Practice Benchmarking

· Familiarity with the TRADE Spreadsheets

· Benchmarking Code of Conduct

· Roles of project team members
The output from this step in the benchmarking process is that all team members have at least a basic understanding of benchmarking and how to undertake a benchmarking project. 

1.5 Understand benchmarking code of conduct 

The purpose of this step in the benchmarking process is to ensure that all team members understand how to conduct a benchmarking project in a professional, ethical, and legally acceptable manner.  
The TRADE Best Practice Benchmarking Code of Conduct (RESOURCE 1) builds on previous work undertaken by several organisations and adds further clarity to bring the Code of Conduct up to date. The first Benchmarking Code of Conduct was developed by the American Productivity Quality Centre’s International Benchmarking Clearing House and Strategic Planning Institute Council in 1993. It is now usually referred to as APQC’s Benchmarking Code of Conduct. The second is the European Benchmarking Code of Conduct, developed in 1996, whereby the original wording was modified to consider the rules of European Union competition law. The European Benchmarking Code of Conduct was developed by the European Foundation for Quality Management and a small group of sponsoring organisations.  A third version with further modifications was developed by the UK Benchmarking Institute in 2006/7. 
It is very important that all team members read, understand, and follow the code of conduct. To ensure that the code of conduct is clearly understood it should be presented at all Benchmarking Training sessions and issued to all project team members at the start of every benchmarking project. At the first team meeting the code of conduct should be discussed and a Benchmarking Project Agreement form (RESOURCE 2) signed to indicate that all members of the team have read and understood it. It is advisable that the Benchmarking Project Agreement Form includes other guidelines that will assist in the smooth running of the project such as outlining how team meetings should be run or stating that project members will “actively participate in the Benchmarking Project as defined in the project Terms of Reference” to ensure that the project members fully understand their role in their project and sign up to the commitment required. 
The output from this step in the benchmarking process is that all team members understand how to conduct a benchmarking project in a professional, ethical, and legally responsible manner.  

1.6 Prepare Terms of Reference (TOR)
The purpose of this step in the benchmarking process is to plan the project and develop the TOR. The TOR builds on the initial project brief and defines in greater detail the purpose of the project, its scope, and how the benchmarking project will be managed. 
The TOR is usually prepared by the project team. The size and complexity of the project will impact on the level of detail of the TOR. However, even for small projects the project team should complete all sections of the TOR. 

The majority of the TOR is usually developed over one or two meetings and subsequently refined as the project progresses with each revision being signed off by the Project Sponsor.  It therefore becomes a living document that constantly changes as new knowledge and/or requirements are placed on the project. In particular, the Review stage of TRADE can be important in providing information that will assist in the refinement of the TOR. 

The TOR is used to gain management commitment at the start of the project and maintain it throughout the entire project. The TOR and associated tasks to complete should be reviewed after each TRADE step is completed and always reviewed prior to gaining the Project Sponsors’ approval to proceed to the next TRADE stage. A template for a TOR is provided in RESOURCE 3 and an example of a completed TOR is shown in RESOURCE 4.  
The TRADE Spreadsheet is an Excel Spreadsheet that has been designed to assist in the management of TRADE projects. It is recommended that the TOR within the TRADE Spreadsheet is completed and used as the mechanism for planning and managing the whole project. 

At the very first meeting of the project team some ground rules of good meeting practice should be set such as arriving on time and having an Agenda and Minutes for each meeting. These ground rules should be included in the Benchmarking Project Agreement Form, RESOURCE 2. Guidelines on how to prepare for project meetings, the role of the Benchmarking Facilitator in preparing for meetings, and examples of an Agenda and Minutes are shown in RESOURCES 5, 6, 7 and 8. It is recommended that action items from meetings are recorded in the TRADE Spreadsheet (refer to section 1.6.15) and referred to in the minutes of meetings. If actions are recorded in the TRADE spreadsheet there may be no need to produce a separate Minutes. 
The output from this step in the benchmarking process is a TOR form that is ready to be presented to the Project Sponsor for approval. The contents of a TOR are described in more detail below.

1.6.1 Organisation/department 

The name of the organisation or department undertaking the project. 

1.6.2 Project name

The project name refers to the title of the project. This should indicate the purpose of the project and be easy to remember.
1.6.3 Last date revised
The last date the project was revised should be shown in a prominent position so that it is to see whether the TOR is the latest version. In addition, this information should be recorded in the Document Revision History. 
1.6.4 Project Sponsor and Team Members
Project Sponsor
The Project Sponsor is the person that provides the resources (in terms of people, equipment, or financial resources) to complete the project. The Project Sponsor may be the initiator of projects or approve projects that have been put forward by other employees. In some cases, the Project Sponsor may also be a Team Leader if this person is a member of the senior management team.   

The Project Sponsor’s main role is to check that the project is on track and that the expected project benefits will provide a good return on investment. Dependent on the Project Sponsor’s position within the organisation he/she may be able to provide the resources directly or may need to obtain the commitment of other managers. 

The Project Sponsor is usually a senior manager. In instances of complex projects and/or where resources come from many departments or organisations the Project Sponsor may not be an individual but a group of people. In this case the Project Sponsor may be called a Project Sponsor/Steering Group (PSG) or Benchmarking Steering Group (BSG).

Members of a PSG/BSG are usually:

a) Senior managers/directors that provide significant resources to the project and who will have their departments or organisations significantly affected by the project

b) Managers/employees that are specialists in benchmarking and oversee all benchmarking projects in the organisation.  
A key requirement of the Project Sponsor is to sign the TOR (and subsequent versions of it). By doing so the Project Sponsor is agreeing to commit resources to the project at least until the next stage. The names of the members of the PSG/BSG, where it is used, should be stated.

Team Members

The project team needs to include people that are capable of undertaking four roles: Team Leader, Benchmarking Facilitator, Administrator, and Team Member(s). 
A team of four to six people is recommended as this size of team is easy to manage and will enable good progress to be made with the workload shared. With a small team other people can still be involved at appropriate times such as obtaining their input on the project’s TOR or views on the current challenges faced. For projects with a wide scope it may be best to divide the project into smaller projects that address different parts of the issue rather than attempting to address everything. For projects that only require one person it would be necessary for this person to assume all the various project roles. 

A description of the main roles is shown below with further information provided in RESOURCE 9. 

a) Team Leader is the person that takes responsibility for the day-to-day management of the project. The Leader is ultimately responsible for ensuring the TOR is created, followed and a successful outcome is reached. The Leader should regularly update the Project Sponsor on project progress and inform the Project Sponsor if there are any problems or delays to the project.  
b) Benchmarking Facilitator has expertise and experience in leading and managing benchmarking projects. The Benchmarking Facilitator should ensure that the TRADE methodology is followed and appropriate planning goes into all meetings to increase the likelihood of project success (refer to RESOURCE 6 on the Benchmarking Facilitator’s role in preparing for Team Meetings). The Benchmarking Facilitator should provide training and advice on benchmarking when necessary and assist those who are new to benchmarking.  Usually, the Benchmarking Facilitator is responsible for updating the TRADE Spreadsheet although this role could be allocated to the Administrator. 
Team dynamics and skill sets vary from project to project and therefore the tasks and workload of the Team Leader, Benchmarking Facilitator, Administrator and Team members will also vary. The role that a Benchmarking Facilitator plays within a project is critical to the project’s success. The Benchmarking Facilitator must be ready to play a more active leadership role within the team if the Team Leader needs assistance in managing team meetings or be ready to step back if the Team Leader or other Team Members are becoming more hands-on and showing competence in following the TRADE methodology.
c) Administrator is responsible for recording and filing the information gained throughout the project (whether electronic or hard copy) and organises project team attendance at meetings. The Administrator supports the Team Leader and Benchmarking Facilitator in completing administrative tasks as required.

d) Team Members should have some technical knowledge of the process. Team members should consist of process owners and internal customers and suppliers to the process. For processes that are externally interfacing then external customers and suppliers may be invited to join the team. All team members should have completed some benchmarking training and, most importantly, have the time available to contribute to the project.
1.6.5 Document revision history

The TOR is likely to change as the project progresses. It is important to maintain records of each version as this will help to ensure that team members and the sponsor are always viewing the latest version. 
1.6.6 Project Sponsor approval 

The Project Sponsor must sign each new version of the TOR to show that he/she agrees with the changes. By following this discipline will ensure that the Project Sponsor remains fully informed and supportive of the project. 
1.6.7 Project aim

The benchmarking project should be targeted to address a challenge and/or opportunity that will deliver most benefit to the organisation. These challenges and/or opportunities may be identified through a variety of methods such as strategy meetings, improvement teams, an audit or business excellence self-assessment, or through feedback obtained by an employee or customer survey.  

The initial project aim is usually defined by the Project Sponsor and/or senior management. In some cases, the aim may require clarification to ensure that it is clearly understood and defined.
The project aim may relate to improving the performance of a 

· process 

· activity/task

· business improvement tool 

· equipment 

· strategy

· behaviour 

The project aim can be broad or specific. If the project aim is broad and does not describe clearly measurable and time-based targets, then greater attention needs to be taken in defining the project objectives to ensure that they follow the SMART criteria (see section 1.6.10 for information on SMART).

Ideally the aim should be written in this format “To identify and implement best practices in X to improve performance from Y to Z” 
Often the 1st version of the aim cannot be written in this format as current performance or desired performance might not be known without further research. 
Examples of process-related aims:

To identify and implement best practices in supplier relationships to improve the quality of supplies by 3% and delivery on time by 2%. 

To improve our customer complaint management process to a world-class standard.
To identify and implement recruitment best practices to reduce our recruitment time for executive positions from 5 months to 4 months.  
Examples of activity/task related aims:

To identify and implement best practices in Leadership. 

To identify and implement best practices in running a security service operation for a hospital. 
Examples of business improvement tool related aims:

To identify and implement best practices in project management to increase the % of projects completed on time from 60% to 75%. 
To identify and implement best practices in the application of the Balanced Scorecard

To identify and implement best practices in Performance Appraisal Systems

Examples of equipment related aims:

To identify and implement best practices in the operation of a convection oven for baking biscuits to reduce the % of rejected biscuits from 5% to 4%. 
Examples of strategy related aim

To become a leader in e-commerce within our industry sector

Examples of a behaviour aim

To develop a winning team culture

To improve time-management of our senior leaders

1.6.8 Scope 

The project scope should define what is to be included in the project. It is also important to describe what is outside of the scope of the project to ensure that the project team and Project Sponsor have the same understanding. 
For instance, if the project aim is “to increase employee satisfaction rates from 85 to 90%” the scope may clarify this by explaining that the project is only focussing on employee satisfaction levels of full-time workers and excludes part-time and contract staff.  
Of particular importance is to clarify the endpoint of the project. 
Examples of project endpoints:
· to identify benchmark and best practices and provide a report to senior managers who then decide on whether to implement the findings 
· to implement the findings from the benchmarking study and review the impact of the changes made. 
Ideally all projects should include implementation and reviewing the impact otherwise the purpose of undertaking the study becomes questionable. 
Also, any constraints in terms of timeline or level of resources should be noted. 
1.6.9 Background 
The background as to why the project was initiated should be provided. For example, was it initiated due to strategic reasons, process problems or competitive issues? Knowing the background helps the project team to understand the importance of the project and ensures that the project aim and overall TOR is fit for purpose. The Project Sponsor should be able to describe the background to the project.
1.6.10 Project objectives

Objectives should be aligned with the project aim and be SMART. SMART objectives are Specific, Measurable, Agreed upon, Realistic, and Time-based (refer to RESOURCE 10 for more information on SMART objectives). 
Ideally objectives will be clear and measurable and state the current performance level and the level to which it needs to be improved. However, in some cases current performance may not be known and so it is important at the Review stage of TRADE to identify current performance levels. 
It is recommended that a combination of milestone and outcome objectives are used. Milestone objectives for each stage of TRADE will help the Team Leader and Project Sponsor to keep the team focussed and on-track. For example, objectives could be written as follows:
· Objective 1 – To obtain sign off on the first draft of the Terms of Reference by 1 March 2022 (Terms of Reference Stage)
· Objective 2 – To review our current Service Delivery processes and systems by 1 April 2022 (Review Stage)
· Objective 3 – To identify best practices in Service Delivery by 1 July 2022 (Acquire Stage)
· Objective 4 – To obtain sign off of the implementation plan by 1 August 2022 (Deploy Stage)
· Objective 5 – To implement the plan by 1 November 2022 (Deploy Stage)
· Objective 6 – To implement Quick Wins throughout the project (Deploy Stage)
· Objective 7 - To evaluate the outcomes of the project and improve:
· Average Service Delivery Cycle Time from 156 minutes (1 April 2022) to 120 minutes (by 1 December 2022) (Evaluate Stage)
An objective related to Quick Wins should be added to encourage the project team to consider if any ideas or best practices identified at any stage of the project should be fast-tracked for implementation.   

1.6.11 Expected benefits

There are two types of benefits: non-financial and financial benefits. First of all estimate the non-financial benefits such as time saved, improved communication, and reduced number of customer complaints. From the list of non-financial benefits, it is then possible to consider how these non-financial benefits will affect financial results. For instance, time saved by a salesperson on administrative duties could result in more time spent on direct selling with an increase in sales expected of 1% resulting in increased revenue of $20,000 per annum. 

Often it is difficult to immediately translate a non-financial benefit into a financial benefit. Therefore the 1st version of the TOR may give a rough estimate of the financial benefits. At the Review Stage of TRADE the project team should undertake some investigative work to more accurately estimate the benefits.  

The other consideration for expected benefits, especially for government organisations, is to include benefits that are accrued by project stakeholders. For instance, the Police Force may have an aim to reduce traffic accidents by 5%. If this was achieved the financial benefits for the Police may be relatively small (for example, less call outs to traffic accidents and less prosecutions of drivers for bad driving) but if the cost to all stakeholders is included the financial benefit could be huge (for example, less accidents means reduced health care costs for injuries, reduced time off work for those involved in the accident, reduced costs for repairing or replacing the cars involved in the accident, and reduced costs for new road infrastructure which may have been damaged as a result of the accident and so on).  

If financial benefits cannot be specified for a project it raises major concerns as to the importance of the project. The Project Sponsor is expected to closely examine the estimated financial benefits to determine whether the project should proceed. 
1.6.12 Expected costs 
The expected costs for undertaking the project should be determined. Costs can be classified as follows:

· Labour (calculated from man-hours and pay rates)

· Expenses (for travel and consumables) 

· Capital expenditure (potentially required for new plant or equipment if large-scale process re-engineering is required).

Costs should be divided into costs for undertaking the project (excluding implementation costs) and costs for implementation. In most cases the costs for implementation will not be known until the best practices have been identified during the Acquire stage of TRADE. 
1.6.13 Project stakeholders 

Benchmarking projects often require major changes to processes, systems, and behaviour of personnel. It is therefore essential to identify the stakeholders that will be impacted by the project so that they can be consulted and involved. Without their involvement projects are much more likely to fail.  
The stakeholders may include Project Sponsor, senior management, process owners, employees, internal customers, internal suppliers, external customers, external supplier, the local community, and benchmarking partners.  It is recommended that a Stakeholder Analysis (SA) Worksheet is completed. 
1.6.14 Communication plan

A communication plan should be developed (refer to the Communication Plan (ComP) Worksheet). This plan should describe the proposed level of communication with each stakeholder group. Communication should not just be one way from the project team to the stakeholders but two-way to listen to the ideas and opinions of the stakeholders. Two-way engagement with stakeholders is essential for change management purposes – this is how to grow the stakeholders’ ownership of the project.
For communicating the progress of the project to the Project Sponsor and team members the TRADE Spreadsheet and copies of documents such as Agenda and Minutes of Meetings (see RESOURCES 7 and 8) should be sufficient. For involving other stakeholders methods such as focus groups, presentations and reports should be considered.
1.6.15 Task management 

Tasks within the project need to be managed according to an agreed process. 
Project related steps and tasks should be recorded and assigned to a member of the project team for action. These should be recorded in the TRADE Task-Worksheets in the TRADE Spreadsheet (a simplified version is provided as a TRADE Tasks Form – see RESOURCE 11).  
There is a Task Worksheet for each of the five stages of TRADE:

· Terms of Reference (plan the project)
· Review (review current state)
· Acquire (acquire best practices)
· Deploy (communicate & implement best practices)
· Evaluate (evaluate the benchmarking process & outcomes)
The Task Worksheets provide the mechanism by which the whole project can be planned and managed. The Task Worksheets list all the TRADE stages and steps so that it is easy for project teams to consider the specific tasks that need to be undertaken, by whom and the resource required.  
One person, usually the Benchmarking Facilitator (but sometimes the Administrator), is assigned to updating the Task Worksheets and recording when a task is complete. The Task Worksheets should begin to be completed as soon as the Project Team is appointed to ensure that the TRADE methodology is being followed and no steps are being missed out which could be to the detriment of the project. There is an additional Project Monitoring Check-List, Worksheet – Monitor, that can be used to monitor progress. 
The Team Leader is responsible for ensuring that tasks are allocated appropriately, completed satisfactorily and on time. Reviewing and updating the TRADE Spreadsheet will serve as a valuable record of how the project was undertaken and the findings obtained (findings from each TRADE step can be recorded in the last column of the Task Worksheets and/or in the Project Findings Form (Worksheet – Findings). The TRADE Spreadsheet can serve as an effective communication tool when shared with Team Members, Project Sponsors and other stakeholders. 
Defining the benchmarking tasks will assist the Project Team in determining the correct resource levels and time-line (step 1.6.20) required for the project. Dependent on the project the majority of the tasks may not be able to be determined until after the completion of the Review stage of the project. The tasks should continually be reviewed (after each step) and updated throughout the project. 

1.6.16 Change management

A change is defined as any alteration which affects the project TOR as currently approved. 
Changes within the project need to be managed according to an agreed process. The following approach is generally employed:
“All changes to the project that require changes to the TOR need to be approved by the Project Sponsor prior to implementation by the Team Leader. Stakeholder groups will also be informed as appropriate”. 
In addition, on a project-by-project basis the Project Sponsor may also wish to sign off on major changes to the TRADE Task Worksheets.

1.6.17 Risk management

All projects have some degree of risk. Risks are associated with any barrier that prevents the project team from completing the project objectives within the constraints as defined in the TOR. Typical barriers may include;

· Inability to find people with appropriate skills or expertise

· Lack of access to technical know-how 

· Strategic issues or potential changes in the business environment that may impact the benchmarking project

All key risks to achieving the project’s aim should be brainstormed and defined.  In addition, the project team should continually assess the risks associated with completing each step of TRADE. 

It is recommended that risks are identified and assessed in terms of their Likelihood (L) and Consequence (C). A rating scale of Low (1 point), Medium (2 points) and High (3 points) should be used for Likelihood and Minor (1 point), Moderate (2 points) and Major (3 points) for Consequence.  The two factors (L) and (C) can then be multiplied together to calculate the risk as shown in the Table below. 

	Risk Identification Describe the key risks that could delay or reduce the impact of the project
	Likelihood (L) High=3 Med=2 Low=1
	Consequence (C) Major =3 Moderate =2 Minor=1
	Risk (LxC)
	Risk Management For any risk that scores 3 or above describe how the team will manage or mitigate the risk
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For each risk that has a rating of 3 or more, the team should brainstorm possible countermeasures and then select those that will bring down the risk rating. Where the team is unable to bring the risk rating down a task should be added to the task list that requires the Team Leader to resolve it with the Project Sponsor. The Team Leader will typically assign a member of the project team to be accountable for each countermeasure that is chosen to reduce the risk.  

Where any major change is made to the project the team should conduct a reassessment of the risk rating and countermeasures. In this way the implications of the change on the deliverables are known before the Project Sponsor is required to signoff the changes.

It is recommended that Benchmarking Facilitators become familiar with the systematic frameworks and approaches for managing risks within organisations, projects and programmes so that project risk can be managed appropriately. 
1.6.18 Training requirements

In some cases, members of the project team will need to be trained on specific processes or on benchmarking itself. Any training requirements should be noted here.

Examples of training required may include

· Benchmarking

· TRADE process
· Project roles and responsibilities
· Analytical skills
· Research skills
· Project management

· Communication
At the start of every project, it is recommended that a brief training session of one hour is held to explain what is benchmarking, TRADE methodology, and expectations with regard to project roles and responsibilities. 
1.6.19 Benchmarking Project Agreement Form
All members of the project team are required to work as a team and perform the duties assigned to them to the best of their abilities. To provide the foundation for effective teamwork it is advised that a Benchmarking Project Agreement Form is created and agreed to by the team. This should state the ground rules for the project team and state the importance of working in accordance with the TRADE Benchmarking Code of Conduct (RESOURCE 1). An example of a Benchmarking Project Agreement Form, for signing by all team members, is shown in RESOURCE 2. 
1.6.20 TRADE timeline
The TRADE benchmarking methodology consists of five stages;
1. Terms of reference (plan the project)
2. Research (research current state)
3. Acquire (acquire best practices)
4. Deploy (communicate & implement best practices)
5. Evaluate (evaluate the benchmarking process & outcomes)
Estimated time-lines for completing each stage of the methodology should be recorded in the TOR. Consideration should be given to time constraints set by the Project Sponsor and the time to undertake benchmarking tasks.  Completing the TRADE Task Worksheets will assist in completing the timelines. Even if the methodology and tasks to be undertaken may not be apparent when first completing the TOR it is still advisable to provide broad indications of the time to complete each stage. The methodology and tasks should be clearer after the Research stage of TRADE. 
If changes to the proposed dates for completing the project are required these changes should be recorded on the TOR and approved by the Project Sponsor with the Document Revision History section updated.
1.6.21 Actual benefits

The actual benefits section is completed during the TRADE Evaluate stage. The actual benefits should be quantified in terms non-financial and financial benefits. Measures may include money saved, time saved, % increase in productivity, % decrease in costs, and /or % increase in employee or customer satisfaction.
The actual benefits can be assessed against the expected benefits and actual costs to determine the success of the project. 
1.6.22 Actual costs 
The actual costs section is completed during the TRADE Evaluate stage. The actual costs can be classified as follows:

· Labour (calculated from man-hours and pay rates)

· Expenses (travel and consumables) 

· Capital expenditure (potentially required for new plant or equipment if large-scale process re-engineering is required).

When detailing the costs they should be divided into costs for undertaking the benchmarking project (excluding implementation) and costs for implementation. 

1.7 Develop documentation system 

The purpose of this step in the benchmarking process is to create a documentation / filing system for the benchmarking project. 

For all benchmarking projects a system for recording and filing information (whether electronic or hard copy) should be created. Ideally the organisation will already have developed a centralised method for collecting and storing benchmarking information which this project should use. 
The TRADE Spreadsheet serves as a ready-made documentation system. New worksheets, tables and templates can be added and stored in the spreadsheet. Normally one spreadsheet is used per project. The TRADE spreadsheet should not only be used for planning the project and tracking progress but also for capturing ideas and recording what has been found out to-date.  
For instance, an Improvement Ideas and Best Practices Form (Worksheet - II&BP) is useful for recording ideas or potential best practices even if they are suggested at the first meeting of the project team prior to the start of formal benchmarking. Brainstorming and reviewing the current situation often leads to many ideas. A Project Findings Form (Worksheet - Findings) is useful for recording what has been found out or learnt when conducting each stage of TRADE. This information can be shared with project stakeholders to inform them of progress and maintain their interest and engagement. It will also help to ensure that nothing has been forgotten when writing the final benchmarking report and 

Information that should be filed and stored includes the following:

· Terms of Reference (all versions)

· Agenda and Minutes of meetings 

· Benchmarking Code of Conduct

· Signed Benchmarking Agreements

· Literature research information

· Company reports and documentation relevant to the project

· Process Flow Charts

· Analysis Tables/information

· Project findings/learning

· Improvement ideas/best practices that are collected throughout the project

· Partner related documentation

· Site visit notes and reports

· Presentation slides

· Benchmarking report

The project file should be prepared so that it is easy to read and understand by anyone who may want to access the files. For example, other benchmarking teams or senior managers may want to learn from the project’s findings. 

If project files are made accessible to all employees, then issues of confidentiality need to be addressed. For example, have benchmarking partners allowed their information to be viewed by anyone outside of the project team? In such situations permission must be gained from the benchmarking partners and all employees must sign a Benchmarking Project Agreement form (RESOURCE 2), before accessing the files.  

The output from this step of the benchmarking process is a documentation / filing system for the benchmarking project. 
1.8 Review project progress and TOR
The purpose of this step in the benchmarking process is to review project progress and make any adjustments to the TOR as necessary before signing by the Project Sponsor. It is also an opportunity to make sure the key findings/learning from this stage of TRADE have been captured (Worksheet - Findings) and any issues that should be brought to the attention of the Project Sponsor have been identified. 
The review should be led by the Team Leader unless the organisation has a dedicated benchmarking team that supports benchmarking projects – in this case they may assign one of their team to undertake the review. 

This review only needs to be a short process, for instance, a 15-minute meeting. 
Examples of questions that could be asked are:
· Was the benchmarking training or mentoring support satisfactory in order to be able to undertake this stage?

· Does everyone understand their role? 

· Does everyone have enough time to spend on the project?

· Are there any issues that should be brought to the attention of the Project Sponsor? 

· Is everyone happy with the TOR?
An example of a questionnaire that could be issued to all project team members at the end of each TRADE stage is shown in RESOURCE 12.  

The output from this step in the benchmarking process is agreement on project progress and the TOR with any issues addressed (or ready to be brought to the attention of the Project Sponsor).
1.9 Obtain approval to start the next stage of TRADE
The purpose of this step in the benchmarking process is to gain approval to start the next stage of TRADE, the Review stage.
The TOR should be presented to the Project Sponsor and once approval is gained it should be indicated in the Document Revision History. 
The output from this step in the benchmarking process is that approval is given to start the next stage of TRADE. 


