0GE -0 Wy

B %

A

&
1% K BT MR A

*
m




Lol

THE SUNDAY TIMES
FETHASE

How to Beat Your Competitors
T Rl 2 E

e G- HE E
e BHEK OF




BHEERRSE (C1P)¥IE

R A e OB BEAT R TR IR RRHL
2001.9
ISBN 7 - 80664 - 242 -0

T.#... T.o... Of... I.&HK-HK
IV.F634.2

B ER A EHE C 1P BIE# T (2001) 5 045070 5

FiEmEEERE il HERTIEE
® RLERHER

KF BB K
(K&EHERE43S)
(HEZR 130061  H1iE 8569938)

K F TR ED 45 24 ) i i
PSR BR R E A
HEBELH
830x 1230 ZX 32FE 7.75EH1% 170 FF
2001 FOAS 1AE 2001 &£ 9 B 1 eI
E1%:1-8000 i =E#:18.00 T



to the reader

As an enlightened manager, the easy part is understanding the
theory of benchmarking. Putting what you have learnt to practical
use is the difficult bit. Paradoxically, it is often harder to intro-
duce such concepts as benchmarking into a small or medium - .size
company than a big corporation simply because resources tend to
be more stretched in smaller organisations. No one has time to
learn a new way of working - the company is too busy establish-
ing itself or maintaining its position in a competitive marketplace .
So, to make a step change, the corporate learning process needs
an internal ‘ champion’ if 2 new way of doing things is going to be
adopted. You are that champion.

Once you have absorbed the main principles, you need to con-
sider who, how and when. Clearly, you need top - level com-
mitment as many of the changes you will introduce will require
considerable internal adjustment and a diversion of precious human
and financial resources. You will need to keep the process alive
by initiating the formation of various working groups, the instiga-
tion of research projects and the establishment of reporting proce-
dures. You will need to be sensitive to corporate inertia and be
constantly enthusiastic whenever benchmarking is discussed. If
not, the initiativemay well die, along with the future prosperity
of your organisation.
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10 % to the reader

That is a heavy burden to carry. But you cannot become a
champion without the necessary stamina to help you carry that
burden. If you think you have got the stamina and the enthusiasm
to beat the competition on a regular basis and make your organisa-

tion the Best In Class, read on.
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introduction

beating the best through
benchmarking

A business that stands still is a business that is going backwards.
Continual improvements in communication, technology and mar-
keting mean that simply in order to survive, every business has to
improve itself; or otherwise it will cease to function.

In recent years there have been many attempts to encourage or-
ganisations to be self - critical. Deming, Crosby, Conway and
Ishikawa were the pioneers of quality systems checks which to-
gether came to be known as TQM (total quality management) .
Rank Xerox is credited with being the first company to under-
take, in the early 1980s, a complete review of its quality systems,
which resulted in a new type of business management. It was
based on process improvement and comparisons with other organ-
isations to discover ‘best practice’ .David Kearns, the then chief
executive officer (CEO) of Rank Xerox, commented, ‘Com-
petitive benchmarking tells us where we have to go.’ But what
exactly is benchmarking?

The word ‘ benchmarking ’ has had some confising press.
There seem to be severalinterpretations ranging from pemickety ,
sclentific calibration to vague comparisons of corporate achievement .
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14 #  introduction

Those who are moved to produce a definition usually include a
reference to a process or quality standard. But most people inter-
pret benchmarking as a financial comparison of competitive busi-
ness performance. Benchmarking is all of these things and none of
them, when taken in isolation. In essence, benchmarking is ex-
amining the critical activities of your business and comparing your
performance in those critical areas with the performance of other
businesses or within your own business.

But the information is not collected for idle amusement. The
purpose of benchmarking is to establish points of measurement
from which you can improve your corporate performance by
changing the way you do things. It could be argued that most if
not all companies do this to a greater or lesser extent. It is true
that there are few businesses that do not compare their ratios and
financial historical figures with those of their direct competitors.
But on closer examination, . the comparisons are usually too
broad: sales, profits, number of outlets, market share, for exam-
ple. Even worse, the comparisons are not contemporaneous. The
Annual Report of every business is always at least four months out
of date. In addition, looking at figures over the 12 months of a
financial year do not reveal much about how the business achieved
what it did. We can only make educated guesses. At best we can
only detect growth or decline. What you really need to have to
improve the performance of your business is some knowledge of
the key processes that makes one business so much better than its
competitors .

One place to start could be your own organisation. There may
be parts of your business that everyone admires because of their ef-
ficiency, the way they talk to internal customers or their general
‘can - do’ attitude. Benchmarking encourages organisations to
borrow and adapt the best way of doing the same or similar tasks
to everyone’ s satisfaction. But it does not only apply to huge cor-
porations with dozens of subsidiaries. Even a small company can
benefit. Does the way the marketing director communicates with
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16 &+ introduction

the salesforce offer any ideas about how the production director
should talk to his work teams? Could the warehouse team benefit
from watching how the accounts department organises itself?
Could the directors learn anything from the mailroom?

The next source is your competitors. What does the market
leader do internally and extcrnally that enables them to produce
better quality at a lower price? Why do they always seem to be a-
head of the game in new product development and marketing
ideas? Why do they always seem to attract the best people? A few
days analysing what makes them the best on the inside would do
wonders for your own sales figures.
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