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Presentation Notes
Role at U/ practitioner

Familiar term -- Have all done it 

Objective: Clarity and provide a framework for your benchmarking efforts




Are these examples of benchmarking?

A colleague at University of Wisconsin Madison has inquired 
about our VP Research structure, which includes research and 
graduate studies. UWM is looking at new models and would like 
to talk to someone at U.Va. in VPR to learn more. UWM has 
already talked with Penn State.

A survey of all University departments asking about each unit’s 
record retention and destruction practices.

U.Va.’s Board of Visitors reviews the University’s performance 
on a set of predefined measures on an annual basis and compares 
against the performance of 4 public institutions and 4 private 
institutions.
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Presenter
Presentation Notes
At is benchmarking – such a familiar term.  Use it as a noun, a verb – what does it look like, what is it 

3 true scenarios – yes, no, maybe – why choose that answer
Read to self – formulate your response – brief discussion

Out of context but all have the spirit of benchmarking – none represent complete benchmarking  



“Benchmarking” has different meanings.
Comparative/Scorecard:  How do we measure up?

“A standard or reference by which others can be measured or 
judged”
Webster’s Dictionary

Process/Best Practices: Benchmarking for 
Improvement 

“Benchmarking means finding out who is the best in an area, 
studying how they work, and adopting the best practices that 
are suitable to your own organization.”
Dew, J. & Nearing, M (2004), Continuous Quality Improvement in Higher Education

Two approaches can/should complement one 
another.
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Presentation Notes
Benchmarking has different meanings.

Scorecard.  The interest is to see how performance compares to others.  Examples: SAT, GPA, Grad Rates; Tuition rates; State Approp .
The danger with this sole approach – not really sure what it means and doesn’t usually lead to informed action.

The score simply indicates whether you are better or worse than others and typically if score similarly or better than others then that is the end of inquiry.  Doesn’t necessarily mean performance is good/effective.  It could be that all are lousy.

Process – looking at high effective performers and understanding the underlying process – what has lead to outcome.  Is there anything we can learn - small incremental change or revolutionary – complete replacement.

Scorecard approach may be a good starting point to identify a best practice for further study but as a stand alone can give false sense of performance.  

 



Scorecard Example
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“Turning Surveys Into Reforms”, Inside Higher Ed Article, 10/26/09
[The largest challenge facing NSSE is finding ways to be sure “that campuses 

actually use the results not just administer the survey.”]  S. Ikenberry, former 
president of ACE
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Student Affairs will focus on enhancing existing and pursuing new initiatives in the following areas that shape the student experience at UVa, which are measured in part through NSSE:
Climate (i.e., overall sense of community and inclusiveness of environment; exposure to multiple perspectives);
Engagement (i.e., outside classroom experiences that support classroom learning, encourage involvement in university life);
Behavior (i.e., principles that relate to accountability and responsibility essential to community goals);
Residential living (i.e., learning tied to academic and community promoted through residential communities); and
Health and wellness (i.e., measures that support students’ physical, mental and emotional well-being).
� 
Examples of initiatives and metrics for each of the above include:
Maximizing and improving existing space (e.g., Newcomb Hall) currently available to support student programs.
analysis of space use; satisfaction assessment related to access, quality of amenities
Enhancing the quality of advising, with particular focus on African-American students, in the areas of pre-commerce and pre-med.
number of African-American students matriculating in graduate school; in the Commerce School; increase in GPA
Strengthening the overall experience of students living in residential colleges.
satisfaction assessment focused on quality of residential experience
Strengthening the means by which the University helps new students (first-years and transfers) transition during their first year to University life through increased collaboration among Orientation, Residence Life, Career Services, and schools.
data on transfer program residential program objectives; post-orientation assessments
 
Overall, the time frame for each target is three to five years to realize “best in class” status as connected to current student affairs divisional planning.  
 
Plan for Improvement
Connect current Student Affairs divisional planning and assessment (critical functions goals, metrics, and time line) to University’s 10-year plan, Commission on the Future of the University, and the Quality Enhancement Plan (SACS) to ensure coordination across initiatives.  This will be realized through the use of the Student Affairs Planning Group (meets once a month) to synthesize work across all areas, as well as through discussions with Institutional Assessment and Studies (IAS), especially as it relates to verifying the validity and reliability of metrics and coordinating between assessment conducted by Student Affairs versus that managed centrally by IAS.  Each of the target initiatives will be included in the critical functions planning document (report revised annually). Information garnered through metrics will be used to modify, add, or eliminate initiatives.

QEP – Enhancing Student –Faculty Engagement 
�



Basic Benchmarking Methodology
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ACT 

Action Plan Implementation and Measure 

ANALYZE

Data Collection Gap Analysis  

PLAN 

Decide What to Benchmark; 
Examine Own Processes  Identify Who to Benchmark

Presenter
Presentation Notes
Various models with different number of steps (5 step model; 7 step model) but very similar  

Seems simple - Plan – analyze – act

If don’t execute in full – you really haven’t benchmarked. The whole point of this type of benchmarking is change – maybe small or large-scale; tinkering or complete redesign

Talk about Benchmarking as a single tool but the reality is that it is the compilation of several research tools


Talk through each step in greater detail and highlight where the effort often breaks down.



PLAN
1. What to benchmark 

Identify critical processes
Collect internal data for comparison – how measure  
performance; Understand strengths and weaknesses of 
current process

2. Who to benchmark
Internal Units - comparison within an institution
Other Colleges and Universities – comparison 
across institutions
Functional Comparisons - across diverse settings -
higher education, corporate, industry, etc.
Best in Class–compare with exceptional performers
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Plan  
What to benchmark – where are there problems, existing opportunities for improvement; Core functions; 
Narrow focus

Need to understand current processes BEFORE – in order to be able to compare; steps in a process; outcome measures of performance; some sense of where improvements might be made.

Use of teams

Who – A unique group should be considered for each and every benchmarking effort.   Don’t have a default group – scorecard benchmarking this is common – SCHEV has a peer group for UVA;  AAU institutions 

Internal
Process of renewal of service/membership – IMRec Sports, Parking, Library 

Other Colleges ex – similar functions (default to most often)
Process Simplification – identified a set of institutions that have formal process improvement units (Penn State; Madison-Wisconsin; U Washington)

Functional ex:
State relations – lobbying – compared universities, hospital association, private lobbyists
Dining services - 
Best in class ex –
State relations - The best-in-class universities American Association of State Colleges and Universities.
Professional associations consortia, professional contacts, article citations, award winners to assist with identification.



ANALYZE
3. Collect data
• Collect comparative data – qualitative/quantitative
• Calls, surveys, site visits, interviews, review of websites 
• Systematic collection

4. Analyze data
• Gap between performance - Are others better? Why are they 

better ?
• New strategies/practices for adoption -What practices could we 

adapt and adopt?

ACT
5. Implement improvements

• Action plan for change 
• Implement changes
• Measure results for effectiveness 
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Collect
Consistent with data collection – standard set of questions, set of data, 
Can go further but need consistent core to draw comparisons 
How collect

Capture outcome data – performance AND process.  Make a connection between process and product.  My bias - One with out the other is of little value.  Not enough to know if who is performing better.  Need to understand why?

Analyze
Perf gap
Even if already top performer – could any of the practices/processes further enhance performance

Recognize the importance of tailoring the practice to fit institution – Not a on-size fits all approach.  Cost-benefit; culture, most dramatic results – weigh the options

Identifying what could be adapted/adopted 

Act
Plan for execution; actionable steps; who responsible; timeline 

Follow-up periodically; yielding an improvement







Examples
Benchmarking at U.Va.

Records Management
Interactions with Prospective Undergraduates
Embedded in unit operations

Other Unique Institutional Approaches
Missouri State University - Identified a set of 11 Benchmark Institutions. 
Purposes: 1) to provide a group that can be used as benchmarks when 
comparing public performance measures; 2) to identify and analyze "best 
practices" that would make Missouri State more effective and/or efficient; and 
3) to analyze salary levels as one component toward identifying salary goals for 
Missouri State University. 
http://www.missouristate.edu/President/benchmark.htm

Carleton University, http://www.carleton.ca/qualityinitiatives/index.html
The Office of Quality Initiatives reports into the Office of Institutional 
Research and Planning. Establishes Benchmarking Teams to identify and 
understand the best practices in work processes, in order to improve our ability 
to deliver services at Carleton University.
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Benchmarking Considerations 
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Benchmarking 
Effort

Formality

Scope

(Number 
and 

Process)

Time

Resources

Type of 
data

Presenter
Presentation Notes
The last thing I want to do is dissuade you from benchmarking because it is too complex or time consuming.  

May look differently depending on what you are benchmarking.  Not a one-size fits all approach. 
Several variables – may be interrelated – Many Variations

The 5 steps should still apply 

Formality

Scope – huge – organize and administer “alumni relations” or something with a much narrower scope, like “alumni club activities”
Function level vs process level  

Time/resources – how collect data – surveys, phone interviews, on-site interviews and observations

Type of data – advocate of both, complement one another and help you understand the data

Number of comparisons – several 




Resources 
(in addition to content specific professional associations) 

NCCI – National Consortium for Continuous Improvement in Higher 
Education
www.ncci-cu.org/

Catalyst for h.ed. institutions to work collaboratively across institutions to 
employ effective methods for advancing academic and administrative 
excellence

Higher Education Consortia  www.highereducationconsortia.com/
To deliver information that supports and helps to facilitate cooperative 

endeavors in h.ed.

NACUBO – National Association of College and University Business 
Officers, http://www.nacubo.org/ (Examples: Student Financial 
Services, Endowment)
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Don’t limit to content specific 

Will likely have to supplement but these may be a good starting point 


http://www.ncci-cu.org/
http://www.highereducationconsortia.com/
http://www.nacubo.org/


Academic Quality Improvement Program, 
http://www.aqip.org/

Innovation Exchange – searchable database of innovative practices

The Advisory Board, http://www.advisoryboardcompany.com/

The Advisory Board is a best practice research firm serving a 
membership of more than 2,500 of the nation's leading hospitals 
and academic medical centers, colleges and universities. Our 
staff of 950 conducts extensive research and produces 55 major 
best practice studies and more than 10,000 customized research 
reports for our members each year.
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Benchmarking is…
Intentional
Deliberate
Planned 
Action-oriented 
Results in change - adapt and adopt for improvement
Ongoing and continuous 

Benchmarking Tips
Commit adequate time and resources to plan and execute
Involve the right people 
Select good benchmarking partners
Don’t limit to organizations that you consider to be superior or those that appear to 
be most similar.
Collect relevant data
Keep an open mind
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Concluding Thoughts 

Presenter
Presentation Notes
Greater appreciation for benchmarking.  Mirrors a mini research effort – define what you are studying; what do you want to know; data collection and analysis; ACTION – CHANGE
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