Stage 4 – Deploy (communicate & implement best practices)
OBJECTIVES 
 After reading these notes, you will know how to communicate the findings from benchmarking, develop an action plan and implement the actions. 
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4.1 Communicate findings
The purpose of this step in the benchmarking process is to communicate the findings of the project to the project’s stakeholders. The stakeholders may include the Project Sponsor, Project Steering Group or Benchmarking Steering Group, senior management, process owners /employees, customers, suppliers, and benchmarking partners. 
Effective communication is critical especially where total commitment from senior management is required for the successful implementation of actions stemming from the project. The typical methods used to communicate findings are benchmarking reports and formal presentations. These are discussed below. 
4.1.1 Benchmarking Report 

An interim benchmarking report should be written to describe the project and its findings to date. Note that this is not a final benchmarking report. A final benchmarking report should be written in the Evaluate stage of TRADE to report on the whole project including the outcomes of the project.  

The length and detail of the interim benchmarking report will depend on the scope of the project and its importance.  In general, the more important or costly the project the more detail will be needed to support the recommendations and justify the financial expenditure involved. Reports that are longer than five pages should contain an Executive Summary (no longer than two pages in length) to summarise the whole project and its key findings.  
Some project teams may prefer to write a short report (of two to five pages) and refer the reader to further documentation in the TRADE spreadsheet or a benchmarking project file. In this case the TRADE spreadsheet must be prepared so that it is easy to read and understand by not only the project team but also by others that were not intimately involved in the project. In such situations the confidentiality of information provided by the benchmarking partners needs to be taken into consideration.  

The purpose of writing an interim benchmarking report is to:
-
synthesise and clarify the project team’s thoughts and findings. The process of writing the report is extremely valuable in terms of capturing and agreeing on the key findings from the project.
- 
communicate the findings. The report not only helps to communicate the findings to the project team members and Project Sponsor but can also be used to communicate the findings to other stakeholders. 
- 
provide a record of the project. It is very important to keep a record of the project that not only includes the findings but how the project was conducted so that knowledge gained from the project is retained. In the future, the report could be used for training purposes or for reference to review the impact of the project or identify problems that have occurred. 
Dependent on the project the interim benchmarking report may or may not contain a detailed proposed action plan encompassing how best practices are to be implemented. However, as a minimum, a simple action plan should be included which can then be discussed with the Project Sponsor. Actions plans will help the benchmarking team and Project Sponsor to decide which recommendations to pursue based on their cost, time-line and expected benefits.
RESOURCE 27 provides an example of the contents of a Benchmarking Report (Short Version). This report could also serve as an Executive Summary for a larger report.    

RESOURCE 28 provides an example of the contents of a Benchmarking Report (Long Version). 

An alternative is to use the TRADE Benchmarking Report Form as a template for your Benchmarking Report. This form can be downloaded at https://www.bpir.com/trade-benchmarking/trade-certification/ and will need to be used if your team is pursuing TRADE Certification at Proficiency and Mastery levels. 
4.1.2 Presentation(s)
To communicate the findings from a project it is recommended that one or more presentations are delivered. These presentations will give the benchmarking team an opportunity to share and discuss the findings from the project with the Project Sponsor and senior management as appropriate. 
Dependent on the purpose of the presentation, and the audience, the content is likely to differ. Presentations may be given to the different stakeholders of the project which may include:
· Project Sponsor

· Senior Management 

· Process owners /employees

· Customers

· Suppliers 

· Benchmarking Partners

In some cases, it might be beneficial to invite one or more benchmarking partners to present their “best practices” to the senior management team as this can be a very powerful and persuasive way of communicating the need to change.   

The output from this step in the benchmarking process is that the findings of the project have been communicated to the project stakeholders. 

4.2 Develop action plan
The purpose of this step in the benchmarking process is to develop an action plan which will outline the next steps of the project. 

The action plan should:

· Describe in detail how the findings/best practices can be implemented

· Describe further research that may be required before an implementation plan can be developed
The Deploy Worksheet of the TRADE Spreadsheet or the Master Plan for Best Practices and Action Plan Form can be used for action planning. The Master Plan should be used to summarise the key best practices or activities being implemented, the expected benefits and resources required – each one could be considered as a stand-alone project. The Action Plan Form should then be used to describe the detailed steps required to implement a best practice/ project. 
When developing the action plan the project team should consider involving other employees, especially for complex or large projects. In particular, process owners should be involved so that they can champion the changes and assist with obtaining the necessary resources. For some projects it will be crucial to gain the cooperation of suppliers and other partners for a complete improvement effort.  
It may be decided to form one or more new project teams to develop and implement the action plan (although some continuity must be maintained with the original project team). These teams would then take responsibility for implementation if the action plans were approved.
The project team should identify potential areas of resistance and consider how resistance to change can be addressed. Typically, resistance to change comes from fear of losing jobs, status, control, resources, and familiarity with the status quo. The early involvement of stakeholders is usually the best approach to address resistance to change. For large projects it is advisable to pilot the new practices before full roll-out across the organisation.    

The output from this step in the benchmarking process is an action plan that has been developed which outlines the next steps of the project. 

4.3 Obtain approval for action plan

The purpose of this step in the benchmarking process is to obtain action plan approval from the Project Sponsor. Often at this stage it is necessary for the Project Sponsor to involve other senior managers and stakeholders for their input and approval.  This process may involve further presentation(s). 

In some cases, step 4.3 is combined with step 4.1 which shares the benchmarking project’s findings. In this case, step 4.2 will need to be completed before step 4.1.  

Methods of communicating the action plan for approval include:

· Presentations 

· Action Plan Report 
To assist in obtaining approval for an action plan a cost / benefit projection should be undertaken that clearly describes the resources required to implement the action(s) and the likely benefits. The expected benefits should be shown in both non-financial and financial terms (with descriptions of how the benefits will be measured).  
The output from this step in the benchmarking process is the approval by the Project Sponsor of the action plan.  

4.4 Implement actions

The purpose of this step in the benchmarking process is to implement the actions as described in the action plan.
Progress in implementing actions should be monitored through the TRADE Spreadsheet and tracking progress against the Master Plan for Best Practices and Action Plan Form.  Alternatively, one of the many standard project management tools/software could be used. 
It is essential that implementation is closely monitored to ensure that  

a) the action plan is correctly followed

b) any potential issues, problems or opportunities for further improvement are identified and addressed 
The output from this step in the benchmarking process is that the actions have been implemented.
4.5 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 to be able to undertake this stage?

· Was the Deploy stage completed to your satisfaction? 

· Are there any issues that should be brought to the attention of the project sponsor? 

· Is everyone happy with the TOR or do changes need to be made based on the learning from this stage?

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).
4.6  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 Evaluate 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 has been given to start the final stage of TRADE. 

