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This document is primarily intended for SIMBIO benchmarking studies, authorized by 
the Software Benchmarking Organization (SBO). It is based on the SCAMPIsm Method 
Definition Document [SEI 2006] and intended for internal use only. As such, permission 
to reproduce this document and to prepare derivative works from this document for 
internal use is granted, provided the copyright and "No Warranty" statements are 
included with all reproductions and derivative works: 
 
 
 
 
 
 
 

Copyright 2006 Carnegie Mellon University. 
 

NO WARRANTY  
THIS CARNEGIE MELLON UNIVERSITY AND SOFTWARE ENGINEERING 
INSTITUTE MATERIAL IS FURNISHED ON AN "AS-IS" BASIS. CARNEGIE 
MELLON UNIVERSITY MAKES NO WARRANTIES OF ANY KIND, EITHER 
EXPRESSED OR IMPLIED, AS TO ANY MATTER INCLUDING, BUT NOT 
LIMITED TO, WARRANTY OF FITNESS FOR PURPOSE OR 
MERCHANTABILITY, EXCLUSIVITY, OR RESULTS OBTAINED FROM USE OF 
THE MATERIAL. CARNEGIE MELLON UNIVERSITY DOES NOT MAKE ANY 
WARRANTY OF ANY KIND WITH RESPECT TO FREEDOM FROM PATENT, 
TRADEMARK, OR COPYRIGHT INFRINGEMENT.  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
sm SCAMPI is a service mark of Carnegie Mellon University.   
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1 Introduction 
 

The Standard Investigation Method for Benchmarking IT Organizations (SIMBIO) is 
designed to provide benchmark ratings for a set of selected Key Performance Indicators 
(KPIs). As a primary reference, the best practice KPI set as defined by the Software 
Benchmarking Organization (SBO) is used [SBO 2009]. 
 
SIMBIO enables a sponsor to: 

- gain insight into an organization’s capability by identifying the strengths and 
weaknesses of its current performance; 

- relate these strengths and weaknesses to the benchmarked KPI set;  
- prioritize improvement plans; 
- focus on improvements (correct weaknesses that generate risks) that are most 

beneficial to the organization given its current performance level; 
- compare performance against industry values (average, best-in-class). 
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2 Standard Overview 
 
 

2.1 Structure 

 
SIMBIO, as a benchmarking method, relies on an aggregation of information that is 
collected via defined types of objective evidence. The objective evidence feeds an 
“information-processing engine” whose parts are made up of a series of data 
transformations. The study team collects, reviews and analyses data (metrics), which are 
transformed into information (KPI values), and then into preliminary findings. These 
findings are validated by the organizational unit before they become final findings.  
 
SIMBIO consists of three phases. Each phase is described in detail below.  
 

2.2 Phase 1: Plan and Prepare for Benchmarking  

 
The sponsor’s objectives for performing SIMBIO are determined in Phase 1. All other 
planning, preparation, execution, and reporting of results proceed from this initial 
activity according to the phase and processes outlined. Because of the significant 
investment and logistical planning involved, considerable iteration and refinement of 
planning activities should be expected in Phase 1. With each subsequent phase, the 
amount of iteration will decrease as data are collected, analyzed, refined, and translated 
into findings of significance relative to the model.  
 
A team of experienced and trained personnel performs a SIMBIO over a period of time 
negotiated by the sponsor and the benchmarking team leader. The scope of the 
organization to be benchmarked, as well as the scope of the KPI set, must be defined 
and agreed to. The scope of the organization and KPI set provides the basis on which to 
estimate personnel time commitments, logistical costs (e.g., travel), and overall costs to 
the benchmarked organization and to the sponsoring organization.  
 
During the benchmarking, the benchmarking team verifies and validates the objective 
evidence provided by the benchmarked organization to identify strengths and 
weaknesses relative to the KPI set. Objective evidence consists of recorded data used as 
indicators for KPIs. Before the Conduct Benchmarking phase begins, members of the 
benchmarked organization typically collect and organize documented objective 
evidence. The information-processing “engine” of the benchmarking is thus fueled by 
the objective evidence already available, saving the benchmarking team the time and 
effort of a discovery process.   



 Benchmarking IT Organizations (SIMBIO) 
 

 

© 2009, Software Benchmarking Organization. All rights reserved. Page 6 

 
While it is not absolutely required for performance of a SIMBIO benchmarking, this 
advance preparation by the benchmarked organization is key to the most efficient 
execution of the method. Analysis of preliminary documented objective evidence 
provided by the benchmarked organization plays an important role in setting the stage 
for benchmarking execution. If substantial data are missing at this point, subsequent 
benchmarking activities can be delayed or even cancelled if the judgment is made that 
continuing benchmarking activities will not be sufficient to make up for the deficiency.  
 
The collection of documented objective evidence by the benchmarked organization in 
advance of the benchmarking not only improves benchmarking team efficiency, but also 
offers several other benefits to the organization:  

- improved accuracy in benchmarking results delivered by external benchmarking 
teams; 

- residual benchmarking assets that can be reused on subsequent benchmarks, 
minimizing the effort necessary for preparation. 

  

2.3 Phase 2: Conduct Study 

 
In Phase 2, the benchmarking team focuses on collecting data from the benchmarked 
organization to judge the extent to which the model is implemented. Integral to this 
approach is the concept of coverage, which implies (a) the collection of sufficient data 
for each best practice KPI selected by the sponsor, and (b) obtaining a representative 
sample of ongoing processes (spanning the lifecycle phases consistent with the model 
scope of the benchmarking). For a benchmarking methodology, this means collecting 
data and information on all the KPIs being benchmarked within the organizational unit. 
The data-collection plan developed in Phase 1 undergoes continuous iteration and 
refinement until sufficient coverage is achieved.  
 
Upon determining that sufficient coverage of the KPI set has been obtained, 
benchmarking findings and ratings may be generated.  

2.4 Phase 3: Report Results  

 
In Phase 3, the benchmarking team provides the findings and ratings to the 
organization. These artifacts become part of the benchmarking record, which becomes 
protected data in accordance with the Benchmarking Disclosure Statement. The level of 
protection and the plan for the disposition of benchmarking materials and data is 
determined in Phase 1 in collaboration with the sponsor. A completed benchmarking 
data package, which includes a subset of the contents of the benchmarking record, is 
forwarded to the SBO Steward. The Steward adds it to a confidential database for 
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summarization into overall community maturity and capability level profiles, which are 
made available to the community on a semiannual basis. 
 

2.5 Process Definition Elements 

 
For each phase, a number of processes is identified, each of them defined by 
information contained in the elements shown 
 

Element Description 

Purpose A brief summary of what is accomplished by 
enacting the process 

Entry Criteria Conditions that must be met before enacting the 
process 

Inputs Artifacts or information needed to enact the 
process 

Activities The set of actions which, in combination, make up 
the process 

Outputs Artifacts and assets that result from enacting the 
process 

Outcome Any change in important conditions or artifacts that 
results from enacting the process 

Exit Criteria Conditions to be met before the process can be 
considered complete 

Key Points A summary of the most notable events associated 
with the process 

Tools and Techniques Work aids commonly used in enacting the process 

Metrics  Useful measures that support the process 
enactment, or future enactments 

Verification and Validation Techniques to verify and/or validate the enactment 
of the process 

Records Information to be retained for future use 

Tailoring A brief discussion of key tailoring options (not an 
exhaustive list) 

Interfaces with Other Processes  A discussion of how the process interacts with 
other processes in the method 

Summary of Activities  A narrative summary of the set of activities 

Table 2-1: Process Definition Elements. 
 
Complete and unambiguous descriptions of the method processes are provided in the 
remainder of this document. In combination with the available training materials and 
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work aids, this information provides a firm basis for standardization (within reasonable 
limits) of benchmarking studies. 
 

2.6 Standard Tailoring 

 
The sponsor’s objectives largely influence tailoring decisions. The reference KPI set, the 
size of the organizational unit, the number and size of sampled projects, the size of the 
study team, greatly influence things such as preparation time, time on site, and 
monetary costs, and so are also major factors when choosing tailoring options. All 
tailoring decisions must be documented in the study plan.  
 
Tailoring should not exceed the acceptable limits allowed by the study method. The 
benchmarking team leader is responsible for ensuring that the requirements of the 
method are satisfied. Tailoring the method too severely could result in the failure to 
satisfy method requirements, the inability to obtain sufficient data for generation of 
benchmarking ratings, or the failure to meet the criteria necessary for recognition as. 
 

2.7 Time Frame and Personnel Requirements 

 
A requirement of the SIMBIO method is that the Conduct Benchmarking phase must be 
completed within 30 days. Afterwards, the follow-on activities implicit with a full cycle 
of benchmarking to re-benchmarking would include time for creating an action plan and 
6 to 12 months for implementation, with a re-benchmarking occurring in the latter 6 
months of that period. (The time estimates given here refer to calendar duration rather 
than person-months of effort.) Personnel needed to participate in activities or perform 
tasks in a SIMBIO benchmarking study include the sponsor, the benchmarking team 
leader, the Organizational Unit Coordinator (OUC), selected participants, and 
benchmarking team members. Their time commitments will vary a great deal depending 
on the specific parameters of the benchmarking study (e.g., organizational scope) and 
their role.  
 
Typically, benchmarking participants can expect to spend one to three hours each to 
provide objective evidence to the team and attend validation sessions, plus one to three 
hours each for presentations. On the other extreme, the OUC may spend as much as 
three weeks of full time effort helping the team and the organization to prepare for and 
conduct the benchmarking study.  
 
Experienced benchmarking team leaders will provide effort estimates corresponding to 
the set of tailoring options they prefer to use in conducting a SIMBIO benchmarking 
study. 
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3 Phase 1: Plan and Prepare for Benchmarking 
 

3.1 Analyze Requirements 

 

Process Definition  

Purpose Understand the business needs of the organization 
for which the benchmarking study is being 
requested. The benchmarking team leader will 
collect information and help the benchmarking 
sponsor match benchmarking objectives with their 
business objectives. 

Entry Criteria - An benchmarking sponsor has decided that 
a SIMBIO benchmarking study should be 
performed.  

- People who can provide statements of 
requirements for the benchmarking study 
are available. 

Inputs - sponsor  
- initial requirements and constraints  
- KPI-related legacy information 

Activities 1.1.1  Determine Benchmarking Objectives 
1.1.2  Determine Benchmarking Constraints  
1.1.3  Determine Benchmarking Scope  
1.1.4  Determine Outputs  
1.1.5  Obtain Commitment to Benchmarking Input 

Outputs The benchmarking input 

Outcome The decision to proceed with the benchmarking 
study based on a shared understanding of the 
benchmarking objectives, constraints, outputs, and 
scope. 

Exit Criteria - Initial contact between the benchmarking 
sponsor and the benchmarking team leader 
has occurred. 

- The benchmarking team leader has been 
given access to members of the sponsoring 
organization.  

- The benchmarking input has been approved 
by the benchmarking sponsor and placed 
under change management. 

Key Points At this early stage in the process, gathering 
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information that supports good planning is most 
important. Often, the benchmarking team leader 
must educate members of the sponsor’s 
organization in the purpose and role of 
benchmarking study. 

Tools and Techniques Collaborative consultation between the 
benchmarking team leader and the benchmarking 
sponsor is important in this activity. The 
benchmarking team leader may be able to simply 
interview the sponsor to get the needed 
information and reach agreements. In some 
settings, a series of meetings with different 
stakeholders may be needed to elicit and build 
consensus on the business needs that can be met 
through a SIMBIO benchmarking study.  

Metrics  A number of metrics support the benchmarking 
team leader’s monitoring of this work:  

- calendar time between initial contact and 
finalization of requirements  

- effort expended to gather and analyze 
requirements  

- number of meetings with representatives of 
the sponsoring and/or benchmarked 
organization 

Verification and Validation The exit criterion for this activity is the formal 
approval of the benchmarking input and its 
placement under change management.  
Review of the documented agreements resulting 
from the work of this set of activities will serve to 
validate the requirements, which feed into 
benchmarking study planning. 

Records The benchmarking input 

Tailoring The experience of the sponsor with benchmarking 
studies will drive tailoring choices for this process:  

- A relatively inexperienced benchmarking 
sponsor will need a great deal of 
information and collaborative consultation 
to provide meaningful and complete 
requirements for the benchmarking study.  

- Sponsors may have overly aggressive 
requirements. 

Interfaces with Other Processes  This process is a foundation for the success or 
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failure of the entire benchmarking study; it is at this 
point in the benchmarking study that the most 
leverage exists for avoiding problems and issues 
downstream. Gathering and understanding the 
requirements for the conduct of a SIMBIO 
benchmarking study is vital to making appropriate 
decisions and providing value to the sponsor. Many 
examples of problems encountered during 
benchmarking studies can be traced to 
shortcomings in the conduct of this process. The 
extent to which the activities described here are 
distinct from the activities described in the next 
process, Develop Benchmarking Plan, will depend 
on the strategy and preferences of both the 
benchmarking team leader and the benchmarking 
sponsor. 

Summary of Activities  The objectives that motivate the conduct of a 
benchmarking study must be well understood so 
that appropriate participants, tailoring decisions, 
and benchmarking outputs can be selected. The 
constraints that shape the benchmarking 
enactment, in light of the objectives, may limit 
achievement of the desired result if they are not 
adequately understood and negotiated. A clear 
agreement regarding benchmarking outputs and 
their intended usage will help maintain the 
sponsorship needed for conducting the 
benchmarking study and acting on the results. 
Establishing agreement on these objectives, 
constraints, outputs, and intended usage forms the 
basis for a commitment to the plan for conducting 
the benchmarking study 

Table 3-1: Process Definition “Analyze Requirements”. 
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3.2 Develop Benchmarking Plan 

 

Process Definition  

Purpose Document the results of benchmarking planning 
including the requirements, agreements, estimates, 
risks, method tailoring, and practical considerations  
(e.g., schedules, logistics, and contextual 
information about the organization) associated 
with the benchmarking study. Obtain and record 
the sponsor’s approval of the benchmarking plan. 

Entry Criteria The benchmarking sponsor and benchmarking 
team leader have agreed to proceed with 
benchmarking planning based on a common 
understanding of the key parameters that drive the 
planning process. 

Inputs Documented agreements, reflected in the 
benchmarking input, that support a common 
understanding of benchmarking objectives and key 
benchmarking-planning parameters 

Activities 1.2.1  Tailor Method  
1.2.2  Identify Needed Resources  
1.2.3  Determine Cost and Schedule  
1.2.4  Plan and Manage Logistics  
1.2.5  Document and Manage Risks  
1.2.6  Obtain Commitment to Benchmarking Plan 

Outputs - approved benchmarking plan  
- strategy for managing logistics  
- strategy for preparing the organization(s)  
- schedule  
- interview plan  
- team assignments 

Outcome The sponsor and benchmarking team leader agree 
on technical and non-technical details for the 
planned benchmarking study. The plan is refined in 
conjunction with performing the other Planning 
and Preparation phase activities. This agreement is 
documented and reviewed by affected 
stakeholders as appropriate. 

Exit Criteria The final benchmarking plan is reviewed and 
approved. 

Key Points Skilled benchmarking team leaders will effectively 
develop and use outputs from the other Planning 
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and Preparation phase activities to achieve clarity 
of the shared vision necessary to make the 
tradeoffs and decisions resulting in a final plan. This 
activity is an important opportunity for the 
benchmarking team leader to demonstrate process 
discipline. Experienced benchmarking team leaders 
will leverage data, templates, and assets 
(developed through their own experience) to 
improve the completeness and effectiveness of the 
benchmarking plan, recognizing the return on 
investment that will be obtained through smooth 
and efficient benchmarking studies. 

Tools and Techniques Tools include a benchmarking plan template, 
samples, and embedded procedural guidance in 
planning templates. Estimation worksheets and 
methods for assessing the impact of benchmarking 
constraints are also quite useful. 

Metrics  - calendar time spanned by the activity  
- effort consumed in carrying out the 

activities of this process  
- level and frequency of changes to the 

benchmarking plan 

Verification and Validation - comparison of actual effort for this activity 
with historical data accumulated by the 
benchmarking team leader 

- review of the benchmarking plan by 
affected stakeholders  

- sponsor’s approval of the plan 

Records - estimation worksheets (if used)   
- benchmarking plan (see activity 1.2.6, 

Obtain Commitment to Benchmarking Plan, 
for a detailed list of plan contents) 

Tailoring - In some applications, planning templates 
and procedures in routine use within the 
organization can be adapted to the needs of 
the benchmarking study. This approach aids 
communication as well as local ownership 
of the process.  

- A structured planning workshop may be of 
benefit for organizations with limited 
benchmarking experience. Such a workshop 
is a valuable opportunity to discover risks as 



 Benchmarking IT Organizations (SIMBIO) 
 

 

© 2009, Software Benchmarking Organization. All rights reserved. Page 14 

well as mitigation strategies. 

Interfaces with Other Processes  The benchmarking plan will guide and define the 
execution of the benchmarking study such that it is 
in concert with the business needs and constraints. 
An initial plan can be generated immediately 
following consultation with the sponsor. Further 
refinement is done as detailed planning occurs and 
new information comes to light in executing 
benchmarking planning and preparation.  
A final benchmarking plan must be completed prior 
to the completion of process 1.5, Prepare for 
Benchmarking Conduct. Typically, resources, 
method tailoring, model-related decisions, and a 
planned list of outputs are finalized early on, while 
cost, schedule, and logistics are finalized later in 
the Plan and Prepare for Benchmarking phase.  
The benchmarking input is a necessary input to the 
benchmarking-planning process.  
While it may not be necessary to formally separate 
the requirements analysis activities from the 
activities described in this section, prior 
understanding of the benchmarking requirements 
is a necessary input to this process. The plan for the 
benchmarking study provides an important vehicle 
for: 

- documenting agreements and assumptions  
- establishing and maintaining sponsorship  
- tracking and reporting the performance of 

the benchmarking process  
- reinforcing commitments at key points in 

the benchmarking process  
The distinction between the benchmarking input 
and benchmarking plan is intended to separate the 
key benchmarking requirements and strategic 
objectives, which require high sponsor visibility and 
change control approval, from the tactical planning 
details necessary to implement and satisfy these 
objectives. While sponsor visibility into the 
benchmarking plan is necessary, revisions are 
typically low-level implementation details and do 
not ordinarily require sponsor re-approval. In 
practical use, the benchmarking input is often 
packaged as a component of the benchmarking 
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plan, and a single sponsor signature can serve as 
approval for both.   

Summary of Activities  This process is composed of six activities 
summarized here and described below. The scope 
of the benchmarking study is defined in terms of (a) 
the portion of the benchmarking KPI set that will be 
investigated and (b) the bounds of the 
organizational unit for which the results can be 
considered valid (e.g., a project, a product line, an 
operating division, a business unit, or an entire 
global enterprise). Method-tailoring choices are 
made to most effectively achieve benchmarking 
objectives within defined constraints of time, 
effort, and cost. The resources required to carry 
out the benchmarking study are identified. The cost 
and schedule are negotiated and recorded. The 
details of logistics, particularly for the Conduct 
Benchmarking phase, are documented.  
Risks and risk-mitigation plans are identified and 
documented. Completion of these activities results 
in a well-defined, achievable benchmarking plan. 

Table 3-2: Process Definition “Develop Benchmarking Plan”. 
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3.3 Select and Prepare Team 

 

Process Definition  

Purpose Ensure that an experienced, trained, and 
appropriately qualified team is available and 
prepared to execute the benchmarking study. 

Entry Criteria - Benchmarking requirements have been 
documented (at least in draft form).   

- Benchmarking constraints are understood 
and documented (at least in draft form).  

- The benchmarking plan is defined (at least 
in draft form). 

Inputs - benchmarking requirements and constraints 
(in draft or final form)  

- benchmarking plan (in draft form)   
- team training materials 

Activities 1.3.1  Identify Benchmarking Team Leader  
1.3.2  Select Team Members  
1.3.3  Prepare Team 

Outputs - training records  
- benchmarking team member assignments 

and qualifications 
- a prepared benchmarking team that has 

completed  
- benchmarking method training  
- benchmarking KPI set training  
- team-building activities  
- team orientation regarding benchmarking 

Outcome The successful completion of this process results in 
an experienced, trained, and oriented team ready 
to execute the benchmarking study. The 
benchmarking team members have acquired the 
necessary knowledge to play their roles, or their 
previous knowledge is confirmed to be satisfactory. 
The benchmarking team leader has provided 
opportunities to practice the skills needed for each 
person to play his/her role, or has confirmed that 
these skills have already been demonstrated in the 
past. The team members have been introduced to 
one another, and have begun to plan how they will 
work together. 

Exit Criteria - The prepared team is committed to the 
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benchmarking study.  
- Training has been provided and its results 

recorded.  
- Remediation of knowledge/skill shortfalls 

has been completed (if needed). 

Key Points Whether the benchmarking team leader trains an 
intact team or forms a team from a corps of 
experienced team members, the responsibility to 
ensure that the team is ready to succeed rests with 
the benchmarking team leader. 

Tools and Techniques Training course material is available from the SBO 
Steward for training teams. This training should be 
tailored or supplemented by the benchmarking 
team leader based on the benchmarking context or 
degree of team member experience. Case studies 
and exercises are recommended to reinforce the 
situations team members are likely to encounter 
during the benchmarking study.   
Other ways of accomplishing this activity may draw 
on one or more of the following:  

- providing supplementary training to 
previously experienced team members so 
that the operational details of the approach 
used will be familiar  

- training a cadre of team members and 
keeping their knowledge and skills up-to-
date as part of an overall program of 
benchmarks 

Metrics  - summary of team member qualifications  
- effort and calendar time expended to 

accomplish training  
- trainee ratings of instructional materials 

and approach (if applicable)   
- achievement of milestones for remedial 

activities (if applicable) 

Verification and Validation - sponsor and benchmarking team leader 
approval of team membership and 
preparation  

- results of exams used to demonstrate 
training effectiveness (if used)  

- feedback from team members on their 
readiness to perform their role(s) 
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Records - team member contact information  
- training records (if applicable)  
- feedback provided by trainees (if applicable)  
- team qualification summary (recorded in 

benchmarking plan) 

Tailoring - Case study materials provide a variety of 
options for expanding the team training 
course to add emphasis where more is 
desired.  

- Experienced benchmarking team leaders 
have had success conducting role-plays and 
simulated benchmarking activities without 
case studies as well.  

- When assembling a team of already-trained 
members, it is important to conduct team-
building activities to ensure team cohesion. 
Many team building exercises are available 
for this purpose  

- Team size, skills, and composition are 
tailoring options in the method. 

Interfaces with Other Processes  This process includes selecting and preparing the 
benchmarking team. It may occur after obtaining 
sponsor commitment to the benchmarking input. 
The benchmarking plan should be available, at least 
in draft form, as a necessary input (see activity 
1.2.6, Obtain Commitment to Benchmarking Plan 
for contents). Selected benchmarking team 
members may provide input into further definition 
of the benchmarking planning. Benchmarking team 
training may provide an initial means to obtain a 
preliminary understanding of the benchmarked 
organization’s operations and processes. Useful 
information regarding the organizational 
characteristics may consist of the application 
domain, the organizational structure, the 
measurement structure, and approaches for KPI 
implementation.   

Summary of Activities  The benchmarking team is a cohesive unit of 
trained and capable professionals, each of whom 
must meet stringent qualifications. A benchmarking 
team leader is selected to plan and manage the 
performance of the benchmarking study, delegate 
benchmarking tasks to team members, and ensure 
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adherence to SIMBIO requirements. Benchmarking 
team members are selected based on defined 
criteria for experience, knowledge, and skills to 
ensure an efficient team capable of satisfying the 
benchmarking objectives. Training is provided to 
ensure proficiency in the benchmarking KPI set and 
benchmarking method. 

Table 3-3: Process Definition “Select and Prepare Team”. 
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3.4 Obtain and Inventory Initial Objective Evidence 

 

Process Definition  

Purpose Obtain information that facilitates site-specific 
preparation and an understanding of the 
implementation of KPIs across the organizational 
unit. Identify potential issues, gaps, or risks to aid in 
refining the plan. Strengthen the benchmarking 
team members’ understanding of the 
organization’s operations and processes. Note: A 
discovery-based benchmarking study is a tailoring 
option of SIMBIO. If this option is chosen, there 
may be limited objective evidence to inventory at 
this stage of the benchmarking study. 

Entry Criteria - benchmarking input received  
- sponsor authorization to proceed  
- availability of practice implementation data 

for organizational unit 

Inputs - (KPI) measurement plan for organizational 
unit  

- identified participants   

Activities 1.4.1  Obtain Initial Objective Evidence  
1.4.2  Inventory Objective Evidence 

Outputs - data inventory results (e.g., data availability 
summaries) 

- identification of additional information 
needed 

- initial set of objective evidence 

Outcome - Initial objective evidence has been 
collected, organized, and recorded.  

- Potentially important areas of needed 
information have been noted.  

- The team has a deeper understanding of 
the organizational unit’s operations and 
measurement processes.  

- The team is ready to make detailed plans 
for data collection. 

Exit Criteria - All objective evidence captured during this 
activity has been recorded for later use.  

- High-priority areas for additional data 
collection have been identified.  

- The level of sufficiency of the  inventory of 
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objective evidence to support the 
benchmarking study is determined. 

Key Points Gather high-leverage objective evidence. The 
amount of initial objective evidence provided by 
the organization will determine the proportion of 
evidence that must be discovered (versus verified) 
during the benchmarking study.  
Maximizing time spent in verification (versus 
discovery) is a key performance objective for the 
benchmarking study. 

Tools and Techniques - Automated support, including data  
reduction tools, may be available to make 
the data inventory activity more efficient.  

- Breaking into mini-teams to inventory data 
related to specific KPIs is a way to help 
ensure completeness of the data. 

Metrics  - the number of KPIs for which complete 
objective evidence is available  

- the calendar time and effort expended for 
this activity compared to the planned values 

Verification and Validation - Where the team includes members of the 
benchmarked organization, these members 
should be used to help understand the 
initial objective evidence provided to 
prevent misinterpretation of terms or 
special conditions.  

- Inconsistencies and contradictions among 
the items provided in initial objective 
evidence should be identified and recorded 
for resolution. 

Records - Lists of information needed should be 
maintained and used as input to the later 
data collection activities.  

- Calendar time and effort expended in this 
activity should be recorded and compared 
to the plan. These data will be part of the 
benchmarking record. 

Tailoring A variety of methods can be used to collect initial 
data, including  

- a site information package prepared by 
representatives of the organization  

- a presentation on the measurement 
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program and its accomplishments  
- specialized or general questionnaires 

focused on measurements  
Note: In a discovery mode-based benchmarking 
study, the above items might not be reviewed until 
after the start of the Conduct Benchmarking phase. 
The use of additional means of data collection is 
dependent on the results of the inventory of 
available data and the results of process 1.5, 
Prepare for Benchmarking Conduct. 

Interfaces with Other Processes  This process plays a critical role in the planning and 
preparation processes. The information generated 
in this process provides the most important 
opportunity to reset expectations and plans with 
the benchmarking sponsor, if initial assumptions 
about the availability of objective evidence turn out 
to be in error. It will also provide the basis of data 
collection planning. 

Summary of Activities  The benchmarking team leader works with 
representatives of the organization to obtain an 
initial data set that provides input for an inventory 
of the objective evidence pertaining to the 
implementation level and value of each KPI among 
the selected sample projects and support groups 
within the benchmarking scope. This initial data set 
may be first reviewed by the benchmarking team 
leader for a high-level assessment of adequacy and 
completeness.  
The benchmarking team leader or benchmarking 
team then performs a more detailed inventory to 
use as input for planning the data collection and 
verification activities that will occur when they 
begin the Conduct Benchmarking phase.  
Finally, a record is created that reflects a detailed 
accounting of any missing objective evidence. This 
record is used as primary input for the generation 
of the data collection plan. 

Table 3-4: Process Definition “Obtain and Inventory Objective Evidence”. 
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3.5 Prepare for Benchmarking Conduct 

 

Process Definition  

Purpose Ensure readiness to conduct the benchmarking 
study, including confirmation of the availability of 
objective evidence, benchmarking team 
commitment, logistics arrangements, risk status 
and associated mitigation plans. Plan and 
document data collection strategies. 

Entry Criteria - Sponsor commitment to proceed with the 
benchmarking study has been documented.   

- Benchmarking objectives and constraints 
have been documented.  

- Initial objective evidence has been received 
and an inventory has been completed.  

- Benchmarking logistics and risks have been 
documented.   

- The benchmarking team is trained. 

Inputs - benchmarking plan  
- overview of KPIs measured by the 

organizational unit (direct, indirect) and 
overview of used data repositories 

- initial objective evidence inventory  
- data collection status 

Activities 1.5.1  Perform Readiness Review  
1.5.2  Prepare Data Collection Plan  
1.5.3  Re-plan Data Collection (if necessary) 

Outputs - initial data collection plan  
- updates to the data collection plan as 

required 

Outcome - updated plans  
- team member awareness of data status and 

needs 

Exit Criteria - The team is ready to conduct the 
benchmarking study.  

- Logistical arrangements are confirmed.  
- All preparations for data collection by the 

team have been made and the data 
collection plan has been documented. 

Key Points Performance of at least one readiness review 
resulting in the benchmarking team leader’s and 
sponsor’s joint decision to continue the 
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benchmarking study as planned, re-plan the 
benchmarking study, or cancel the benchmarking 
study is paramount to the successful conduct of the 
benchmarking study. The data collected are the 
most important input the team receives. Careful 
planning, disciplined tracking against the plan, and 
effective corrective actions are cornerstones to 
success in this process.   

Tools and Techniques The use of a spreadsheet to record and track the 
data collection plan is a common technique. A 
matrix showing the benchmarking reference set 
(KPIs), or questions to be asked, arrayed on the 
vertical axis and the sources of information arrayed 
on the horizontal axis provides a simple planning 
and tracking tool. A number of vendor-provided 
data management tools are available as well. 

Metrics  - estimated and tracked calendar time and 
effort for this activity  

- planned and actual number of data sources 
per practice  

- planned and tracked number of scripted 
questions used per interview   

- planned and tracked number of scripted 
questions used per PA  

- percentage of planned coverage achieved 
per data collection event or PA  

- number of changes to the benchmarking 
plan relative to the benchmarking team, 
logistics, and risks 

Verification and Validation The data collection plan should be summarized and 
reviewed with the team to ensure that 
benchmarking requirements will be successfully 
implemented if the plan is carried forward. 
Experienced benchmarking team leaders will use 
historical data to assess the feasibility of (and risks 
associated with) the data collection plan. 

Records Planned and actual coverage of KPIs across the set 
of data collection activities should be recorded. 
These data support future estimates and corrective 
actions during data collection activities. 

Tailoring Replanning is performed when the status of the 
benchmarking study indicates the need to do so.  
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Additional planning and  coordination steps may be 
necessary in usage modes in which data collection 
activities will occur at geographically distributed 
sites or across organizational units from different 
corporations (e.g., in a supplier selection usage 
mode).  
SIMBIO allows great flexibility in formulating 
strategies to accomplish the necessary data 
collection. The relative emphasis of different data 
sources, as well as data types, can be tuned to 
support benchmarking objectives relating to buy-in 
as well as coverage and rigor for important areas. 

Interfaces with Other Processes  The data collection plan is an essential element of 
the benchmarking plan. The activities described 
here rely on the results of an inventory of the initial 
objective evidence to derive a plan and set of 
strategies for accomplishing the data collection 
needed to meet the objectives of the 
benchmarking study. The data collection plan 
developed through these activities is reviewed and 
revised on a continual basis throughout the 
benchmarking study. Dynamically managing the 
inventory of data on hand, the list of data needed, 
and the available data collection opportunities are 
processes critical to the success of the 
benchmarking study. 

Summary of Activities  The activities in this process serve to (a) ensure 
readiness to conduct the benchmarking study, (b) 
establish the initial planning baseline for the 
acquisition of objective evidence, and (c) update 
the plan to account for information acquired and 
unexpected developments. Since SIMBIO is a data-
intensive method, the conduct of these activities in 
accordance with the descriptions provided is 
essential to the successful use of the benchmarking 
method. 

Table 3-5: Process Definition “Prepare for Benchmarking Conduct”. 
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4 Phase 2: Conduct Study 
 

4.1 Prepare Participants 

 

Process Definition  

Purpose Ensure that benchmarking participants are 
appropriately informed of the benchmarking 
process, purpose, and objectives and are available 
to participate in the benchmarking process. 

Entry Criteria - Data collection has been planned.  
- The sponsor has approved the 

benchmarking plan.  
- The benchmarking team is trained and is 

familiar with the benchmarking plan. 

Inputs - benchmarking plan 

Activities 2.1.1  Conduct Participant Briefing 

Outputs - prepared benchmarking participants 

Outcome At the end of this process, benchmarking 
participants are prepared to provide relevant 
information to the benchmarking team and have 
confirmed their participation. 

Exit Criteria A participant briefing has been conducted and 
benchmarking participants are prepared to 
participate 

Key Points Inform members of the organization who 
participate in the benchmarking study of their 
roles, and expectations of the sponsor and 
benchmarking team.   

Tools and Techniques - presentation tools  
- video teleconferencing facilities 

Metrics  - planned and actual number of participants 
briefed 

Verification and Validation - feedback from benchmarking participants 
on their readiness to perform their role(s)   

Records - participants briefed compared to the plan 

Tailoring A variety of methods can be used to prepare 
participants, including: 

- video conference or teleconference  
- a face-to-face presentation by the 
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benchmarking team leader or designee  
- multiple presentations to different 

audiences (e.g., sponsor, interviewees, and 
process groups)   

- multiple presentations at different times 
(e.g., during preparation activities and again 
prior to the start of interviews) 

Interfaces with Other Processes  This process includes informing benchmarking 
participants of the benchmarking process, its 
purpose and objectives, and their roles in the 
benchmarking study. At a minimum, this 
communication is addressed in a single opening 
briefing at the start of the Conduct Benchmarking 
phase. Alternatively, it might be addressed initially 
during the Plan and Prepare Phase, but with a 
short, additional opening briefing to all 
participants—again at the start of the Conduct 
Benchmarking phase—to introduce the team and 
reiterate the benchmarking goals. In any event, it 
must occur prior to the conduct of any interviews.   

Summary of Activities  The activities in this process serve to prepare 
participants for the benchmarking study. 
Participants are prepared prior to their 
participation to ensure they are aware of their 
roles in the benchmarking study, confirm their 
availability, and prepare for their participation.   

Table 4-1: Process Definition “Prepare Participants”. 
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4.2 Examine Objective Evidence 

 

Process Definition  

Purpose Examine information about the KPIs implemented 
in the organization and relate the resultant data to 
the benchmarking KPI set. Perform the activity in 
accordance with the data collection plan. Take 
corrective actions and revise the data collection 
plan as needed. 

Entry Criteria - Data collection has been planned.  
- The sponsor has approved the 

benchmarking plan.  
- The benchmarking team is trained and is 

familiar with the benchmarking plan.  
- Participants have been informed about the 

benchmarking process and their roles in it. 

Inputs - Benchmarking data  
o initial objective evidence  
o documents  
o documented KPI implementation 

gaps, if any  
o feedback on preliminary findings (if 

that point in the timeline has been 
reached)  

- Data collection plan  
o benchmarking schedule  
o interview schedule  
o document list  
o new interview questions 

Activities 2.2.1 Examine Objective Evidence from Documents  
2.2.2  Examine Objective Evidence from Interviews 

Outputs - updated benchmarking data   
- updated data collection plan 

Outcome After the final iteration of this process, the team 
has sufficient data to create benchmarking findings 
and to make judgments about the implementation 
of KPIs. 

Exit Criteria The coverage of the benchmarking KPI set and the 
organizational scope has been achieved, and the 
team is ready to produce the benchmarking 
outputs. 

Key Points The efficient collection of objective evidence 
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results from carefully creating and executing the 
data collection plan. Effective contingency planning 
and the use of work aids to monitor progress are 
key points to consider. The team must be able to 
focus on examining the most relevant information 
available, rather than be distracted by a mission to 
find new evidence. 

Tools and Techniques Wall charts and other visual aids are often used to 
display the results of data collection activities. 
Electronic tools are prevalent among experienced 
benchmarking team leaders and can be effective 
for continually monitoring and updating the 
inventory of objective evidence. 

Metrics  Tracking the actual coverage obtained, as 
compared to the planned coverage, in each data 
collection activity facilitates timely corrective 
actions where they are needed. The most critical 
resource during a benchmarking study is time. 
Using a timekeeper during data collection and 
verification activities provides feedback on team 
performance. Recording the actual duration of 
planned events helps the team in taking actions to 
recover from unexpected events. 

Verification and Validation The benchmarking method provides detailed 
verification and validation procedures for objective 
evidence. They are described in process 2.4, Verify 
Objective Evidence, and 2.5, Validate Preliminary 
Findings. 

Records Work aids used to record and track the progress of 
data collection activities are retained for 
traceability and provide an important input to a 
final report describing the benchmarking study, if 
the sponsor has requested a final report. The 
duration and effort required for specific data 
collection events can be recorded to provide useful 
historical data for planning subsequent 
benchmarks. 

Tailoring The method is flexible in terms of the use of 
customized data collection instruments, 
presentations, document reviews, and interviews. 
Specialized forms of these data collection methods 
can be constructed to meet the objectives of the 
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benchmarking. Standardized presentations can be 
employed to provide the team with an “inbrief” at 
the start of the benchmarking study. The method 
also provides flexibility in choosing the number, 
duration, style, and make-up of interview sessions 
within specified boundaries. 

Interfaces with Other Processes  The activities that provide the team with the data 
needed to produce reliable benchmarking outputs 
are perhaps the most visible part of the 
benchmarking process from the perspective of the 
benchmarked organization. For this reason, SIMBIO 
places a heavy emphasis on methodically planning 
and tracking the data collected during a 
benchmarking study. The initial objective evidence 
collected early in the process allows team members 
to analyze the state of information available at the 
earliest stages of the benchmarking study and 
narrow their search for new information. This early 
work serves to facilitate an efficient use of time.  
An explicit understanding of what information is 
needed and how that information will be used 
therefore drives the activities associated with this 
process. 

Summary of Activities  The members of the team continually manage the 
data collected previously and target new data 
collection activities to fill known information needs.  
Instruments can be used early in the benchmarking 
process and often provide leads to be pursued 
through other data collection activities in addition 
to affirmations of implemented KPIs. Presentations 
are sometimes used to provide a flexible forum 
where members of the organization can explain 
important information about the KPIs implemented 
in the organization.  
Data repositories provide the most explicit and 
lasting representation of KPI implementation in the 
organization, and the team uses them to 
understand how KPIs are implemented. Finally, 
interviews are used as the most dynamic data 
collection technique, allowing for branching among 
related topics and the explanation of contextual 
information that affects the implementation of 
KPIs.  
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The benchmarking activities conducted for each of 
these data collection sources are similar:  

- Determine if the information obtained is 
acceptable as objective evidence.  

- Relate the objective evidence to 
corresponding KPIs.  

- Relate the objective evidence to the 
appropriate part of the benchmarked 
organizational unit (i.e., the sample project 
or support group). 

Table 4-2: Process Definition “Examine Objective Evidence”. 
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4.3 Document Objective Evidence 

 

Process Definition  

Purpose Create lasting records of the information gathered 
by identifying and then consolidating notes, 
transforming the data into records that document 
KPI implementation levels, KPI values as well as 
strengths and weaknesses. 

Entry Criteria Planning activities for the benchmarking study are 
complete, including the selection and preparation 
of the benchmarking team. At least one data 
collection activity has been conducted, and 
benchmarking-relevant data are available to 
record. 

Inputs - benchmarking data  
- notes taken during data collection activities 

(if applicable)  
- annotated worksheets or other work aids 

containing data (if applicable)  
- strengths and weaknesses documented 

from previous activities  
- data collection plan 

Activities 2.3.1. Take/Review/Tag Notes  
2.3.2. Record Presence/Absence of Objective 
           Evidence  
2.3.3. Document KPI Implementation Levels and 
           Values  
2.3.4. Review and Update the Data Collection Plan 

Outputs - updated benchmarking data 
o tagged notes 
o noted KPI implementation gaps (if 

any)  
o revised data collection plan (if 

applicable) 
o annotated worksheets  

- requests for additional data (documents or 
repositories) 

Outcome Individual team members understand the data 
collected thus far, and have information to guide 
any needed subsequent data collection. 

Exit Criteria All data from the most recent data collection 
session has been captured as a new baseline of KPI 
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implementation evidence or strength and 
weakness statements. The data-gathering plans 
have been updated to reflect additional 
information needed and topics that can be 
removed from active investigation. 

Key Points This process has traditionally been the most 
difficult one to manage during a benchmarking 
study. Members of the team will tend to vary a 
great deal in their productivity and style of work. 
The benchmarking team leader must be attentive 
to the progress of each team member and take 
effective corrective actions to ensure team 
progress. 

Tools and Techniques Because of the challenging nature of this activity, 
benchmarking team leaders tend to have strong 
preferences for using tools and techniques they 
have found to be successful. Only a high-level list of 
tools and techniques is provided here:  

- Work aids like wall charts, spreadsheet 
programs, and automated database tools 
are frequently used to help track the status 
of data collection.  

- Using mini-teams, where pairs (or triplets) 
of team members are assigned specific KPIs 
or specific projects, is a common practice.  

- Time management is a critical skill for this 
activity. Explicitly reviewing the effort 
spent, in real  time, is a useful way to focus 
the team.  

- A variety of techniques for structuring team 
notebooks and formats for recording notes 
has been used.  

- Team norms regarding techniques for 
managing debates and divergent views are 
important, and should be made explicit well 
in advance 

Metrics  As mentioned above, tracking the effort expended 
during this activity (in real time) is a valuable 
technique to manage the team’s time. The ability 
to quickly learn the rate at which each team 
member works is a skill that experienced 
benchmarking team leaders develop using effort 
and duration metrics. 
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Verification and Validation The method rules for recording traceability and 
validating data provide verification and validation 
of the benchmarking data. Monitoring progress and 
the consensus decision-making process, conducted 
by the benchmarking team leader, also serves as 
important verification and validation activity. 

Records All benchmarking data are recorded with full 
traceability to information sources as well as the 
model components to which they pertain. The full 
detail in this traceability contains sensitive 
information that should not be provided to people 
outside of the benchmarking team. The attribution 
of data to individuals must never be divulged even 
when detailed data are provided to the 
organization for use in measurements. 

Tailoring The use of a specialized benchmarking data 
management tool is common tailoring applied to 
this activity. 

Interfaces with Other Processes  The mechanics associated with the recording and 
transcription of objective evidence are described in 
this section. There are many links between these 
mechanics and the data collection process, as well 
as the data verification and validation process. The 
data-recording process must support these other 
processes, and the tools used during a 
benchmarking study must accommodate these 
linkages. Typically, an integrated database tool is 
used to manage all benchmarking data that results 
from the analysis of notes taken during data 
collection. 

Summary of Activities  The most basic representation of benchmarking 
data is found in the notes taken by individual team 
members. These notes are reviewed and are 
typically “tagged” or otherwise processed before 
their content is transformed into other lasting 
representations. The presence, absence, and/or 
appropriateness of objective evidence is then 
judged and recorded based on the data collected. 
The scheme by which this set of records is 
produced is an important implementation choice 
made by the benchmarking team leader, and must 
be well understood by the team. Gaps in the 
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implemented KPIs are also recorded in a consistent 
manner that ensures traceability.  
Finally, the data collection plan is reviewed in light 
of the changes in the set of data available to the 
team and the remaining data needed to support 
reliable rating judgments. 

Table 4-3: Process Definition “Document Objective Evidence”. 
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4.4 Verify Objective Evidence 

 

Process Definition  

Purpose The team characterizes the extent to which the 
each KPI within the benchmarking study scope is 
implemented. Then, the corresponding value of 
each implemented KPI is determined. Exemplary 
implementations of KPIs may be highlighted as 
strengths to be included in benchmarking outputs. 

Entry Criteria Objective evidence has been collected about the 
implementation of KPIs in the organization. Gaps in 
the implementation of KPIs have been identified, 
and the team is ready to characterize the extent to 
which KPIs (or acceptable alternatives to those 
KPIs) have been implemented, and the associated 
KPI values. 

Inputs - benchmarking plan, including schedule and 
participants for verification activities  

- data on KPI implementation, KPI values and 
strength/weakness statements  

- data collection plan specifying any 
additional information needed 

Activities 2.4.1  Verify Objective Evidence  
2.4.2  Characterize Implementation of KPIs 

Outputs - updated benchmarking data  
o strength/weakness statements  
o annotated worksheets  

- updated benchmarking artifacts  
o preliminary findings  
o revised data collection plan  
o requests for additional data  

- practice characterizations  
o instantiation level  
o organizational unit level 

Outcome The team’s confidence in the material that will 
form the basis for benchmarking outputs is 
increased. Any critical deficiencies in the data on 
hand have been identified and actions to resolve 
these issues have been initiated. 

Exit Criteria The team has recorded data on the implementation 
levels and values of KPIs in the organization. 

Key Points The data used to formulate benchmarking outputs 
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must be verified to ensure that the results of 
aggregating individual detailed data items will lead 
to appropriate benchmarking outputs. 

Tools and Techniques Facilitation techniques to guide the team through 
difficult decisions are important during this activity 
(as they are during the rating activity as well). 
Techniques to enhance the credibility of the 
preliminary findings are also important. 

Metrics  Planned versus actual effort expended for this 
process (as with all activities) will assist in 
monitoring progress as well as planning subsequent 
benchmarks. 

Verification and Validation The benchmarking team leader must ensure active 
participation in verification activities as a way of 
confirming that the verification process is working 
as intended. Reactions to the validation activity 
(activity 2.5.1, Validate Preliminary Findings) will 
provide feedback to help validate that this activity 
was successful. 

Records Characterizations of KPI implementation levels, KPI 
values and strength/weakness statements will be 
recorded for subsequent use by the team. 

Tailoring The relative emphasis of mini-team-based 
verification and verification carried out by the team 
as a whole can be adjusted to meet the skills and 
preferences of the team at hand. 

Interfaces with Other Processes  During the conduct of a benchmarking study, the 
team gathers and analyzes a great deal of detailed 
information. Processes described earlier in this 
document clarify how data are gathered and 
examined. The process described here is focused 
on understanding the information revealed by the 
data. The processes described after this one are 
focused on making reliable and valid valuation 
judgments based on the verified data. 

Summary of Activities  The initial objective evidence provided by the 
organization is used to understand to which level 
KPIs are implemented. Members of the 
benchmarking team then seek information to 
confirm that the intended KPIs are indeed 
implemented and what their values are. This first 
verification activity (2.4.1, Verify Objective 
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Evidence) may reveal gaps in the actual 
implementation that are not apparent in the initial 
objective evidence provided by the organization.  
The next verification activity (2.4.2, Characterize 
Implementation of KPIs) then characterizes to 
which extent KPIs have been implemented and 
what their reported values are. This activity may 
also reveal gaps in the implementation(s) that will 
later bear on the values assigned by the team.  
Standard characterizations to capture the extent of 
KPI implementation, first at the instantiation level 
and then at the organizational unit level, are 
recorded by the team with descriptions of gaps in 
implementation. 

Table 4-4: Process Definition “Verify Objective Evidence”. 
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4.5 Validate Preliminary Findings 

 

Process Definition  

Purpose Validate preliminary findings, including gaps in KPI 
implementation with members of the 
organizational unit. Exemplary implementations of 
KPIs may be highlighted as strengths to be included 
in benchmarking outputs. 

Entry Criteria Gaps in the implementation of KPIs have been 
identified, and the team has characterized the 
extent to which KPIs (or acceptable alternatives to 
those KPIs) have been implemented, as well as 
their values. 
Preliminary findings at the level of the 
organizational unit have been crafted and verified 
for validation. 

Inputs - benchmarking plan, including a schedule 
and participants for data validation 
activities  

- data on KPI implementation, and 
strength/weakness statements  

- verified objective evidence  
- characterizations of KPI implementation 

Activities 2.5.1  Validate Preliminary Findings 

Outputs - validated benchmarking findings 

Outcome The team’s confidence in the material that will 
form the basis for benchmarking outputs is 
increased, and the process of transferring 
ownership of these results has been started. Any 
critical deficiencies in the data on hand have been 
identified and actions to resolve these issues have 
been initiated. 

Exit Criteria Preliminary findings have been validated with 
members of the organization who provided 
benchmarking data. 

Key Points This activity has one purpose: ensuring the validity 
of the benchmarking data and associated outputs. 
Managing the interaction with people outside of 
the team is a vitally important process to ensure 
that the results will be accurate 

Tools and Techniques Techniques to enhance the credibility of the 
preliminary findings are important. Using a flip 
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chart or note taker during the presentation of 
preliminary findings is often effective for instilling 
confidence among audience members. 

Metrics  Planned versus actual effort expended for this 
process (as with all activities) will assist in 
monitoring progress as well as planning subsequent 
benchmarks. Gauging the level of acceptance for 
preliminary findings can be facilitated by 
computing the percentage of findings adjusted 
based on feedback, then comparing this value with 
past experience. 

Verification and Validation The attendees of preliminary findings presentations 
are likely to express agreement and/or discuss 
issues with the data being validated. The 
benchmarking team leader must ensure active 
participation in these activities as a way of 
confirming that the verification and validation 
process is working as intended. The actions taken 
following the benchmarking study will provide 
feedback to help validate that this activity was 
successful. 

Records Characterizations of KPI implementation, 
strength/weakness statements, and changes made 
based on feedback will be recorded for subsequent 
use by the team. 

Tailoring Validating data is required, but a variety of choices 
for orchestrating this process are available. The 
most common approach is the preliminary findings 
presentation. The use of an instrument or a more 
targeted focus-group approach to validate 
preliminary findings is permitted. 

Interfaces with Other Processes  During the conduct of a benchmarking study, the 
team gathers and analyzes a great deal of detailed 
information. Processes described earlier in this 
document clarify how data are gathered and 
examined. The process described here is focused 
on ensuring the data reflects actual conditions in 
the organization.  
The processes described after this one are focused 
making reliable and valid rating judgments based 
on the validated data. 

Summary of Activities  When team members have achieved their planned 
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coverage of data collection, the preliminary 
findings are validated with the members of the 
organization. This final activity prior to rating allows 
team members to build confidence that their 
investigation has been thorough, and the members 
of the organization are provided with an 
opportunity to correct any perceived errors in the 
benchmarking data. 

Table 4-5: Process Definition “Validate Preliminary Findings”. 
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4.6 Generate Benchmarking Results 

 

Process Definition  

Purpose Determine final KPI values throughout the 
organizational scope of the benchmarking study. 
The extent of KPI implementation as well as their 
implemented values is judged based on validated 
data (e.g., direct, indirect, and affirmation objective 
evidence) collected from the entire representative 
sample of the organizational unit.  

Entry Criteria The set of validated preliminary findings, 
statements of KPI implementation gaps, and/or 
tabulations of validated objective evidence of KPI 
implementation on which they are based are 
available. Team members are confident that they 
have obtained all the pertinent data they must 
have to determine KPI values. The data obtained 
completely covers the KPIs within the defined 
benchmarking scope and the entire representative 
sample selected for the organizational unit. 

Inputs benchmarking data  
- validated preliminary findings  
- tabulations of objective evidence of KPI 

implementation and their values 
- annotated worksheets, checklists, working 

notes 

Activities 2.6.1  Derive Findings  
2.6.2a  Determine KPI Implementation Levels and 
             Values  
2.6.2b  Determine Industry Average Values 
2.6.3a  Determine Industry Best-in-Class Values  
2.6.4  Document Benchmarking Results 

Outputs - final findings  
- recorded value decisions 

Outcome A formal value decision for each benchmarking KPI 
that was planned to be valued, and for which the 
team obtained complete or sufficient data 

Exit Criteria KPI values for the entire set per the plan have been 
made and recorded. 

Key Points Success in this activity is driven by team members’ 
ability to limit their focus to the data that support 
the judgments, and to avoid issues that threaten 
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their ability to be objective. This activity can create 
a great deal of stress for team members under 
pressure to help their organization “do well.” The 
benchmarking team leader must skillfully facilitate 
this activity when external pressures exist. 

Tools and Techniques There is a significant amount of data to review in 
making each round of judgments. Automated 
support tools facilitate the team’s decision-making 
process by presenting necessary data in a concise, 
well-organized manner. When controversial issues 
are encountered, the benchmarking team leader 
must actively facilitate to ensure that the team 
remains focused on the pertinent issues. Strategic 
rest breaks, and sequencing and pacing critical 
discussions, are often keys to success. 

Metrics  - planned versus actual effort for each 
valuated KPI 

Verification and Validation The benchmarking team leader verifies that the 
valuation process was performed in accordance 
with the method rules and the valuation baseline 
selected and documented in the benchmarking 
plan. Work aids used to record the team judgments 
help ensure traceability to the basis for the 
valuation judgments. 

Records A worksheet or other work aid may be used to 
make a record of the valuation decisions. A process 
area profile is often an effective means of recording 
and communicating these results. 

Tailoring The method provides tailoring options for rating 
additional model components. The minimum 
requirement is to rate the specific and generic 
goals associated with each PA in the scope of the 
benchmarking study. In addition, the sponsor may 
request that maturity level and/or capability level 
ratings be performed and reported. Through 
negotiation between the benchmarking team 
leader and the benchmarking sponsor, a decision to 
value individual KPIs can also be made. 

Interfaces with Other Processes  The rating judgments made by the benchmarking 
team members are dependent on the quality of the 
data available to them, as well as their ability to 
reliably judge the implementation and 
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institutionalization of KPIs in the organization. All 
the processes previously described contribute to 
the team’s ability to effectively execute this 
process. The Analyze Requirements process 
establishes the valuation baseline, the 
organizational unit to which valuations will apply, 
and the purpose for which the valuations will be 
used. The Develop Benchmarking Plan process, in 
conjunction with the Obtain and Inventory Initial 
Objective Evidence and Prepare for Benchmarking 
Conduct processes, determines the sample of the 
organizational unit for which data will be collected 
and from which the valuations will be determined. 
The Select and Prepare Team process ensures that 
the team has sufficient knowledge and skills to 
interpret the data and arrive at sound valuation 
judgments. The Examine Objective Evidence and 
Document Objective Evidence processes provide 
the basic information that is needed to support 
judgments in a form that facilitates making the 
judgments. The Verify Objective Evidence process 
characterizes the extent to which the 
organizational unit implements KPIs (or acceptable 
alternatives). The Validate Preliminary Findings 
process validates findings describing any 
weaknesses associated with the KPI 
implementations. Upon the successful execution of 
these processes, the team is ready to determine 
final values for each KPI. 

Summary of Activities  The required and fundamental valuation activity 
involves making team judgments about each KPI 
defined in the study scope.  

Table 4-6: Process Definition “Generate Benchmarking Results”. 
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5 Phase 3: Report Results 
 
 

5.1 Deliver Benchmarking Results 

 

Process Definition  

Purpose Provide credible benchmarking results that can be 
used to guide actions.  
Represent the strengths and weaknesses of the 
KPIs in use at the time.  

Entry Criteria - Objective evidence has been verified 
(through the team process). 

- Preliminary findings have been validated.  
- KPI values have been determined.  
- Final findings have been created and 

reviewed by the team. 

Inputs - benchmarking data 
o final findings  
o KPI values  

- benchmarking artifacts  
o benchmarking input  
o benchmarking plan 

Activities 3.1.1  Deliver Final Findings  
3.1.2  Conduct Executive Session(s)  
3.1.3  Plan for Next Steps 

Outputs - documented final findings  
- final report (if requested)  
- recommendations report (if requested) 

Outcome - The sponsor and the benchmarked 
organizational unit are provided with the 
results of the benchmarking study.   

- A valid and reliable characterization of the 
current state of the KPIs in use across the 
organizational unit is documented. 

Exit Criteria - Benchmarking results are delivered to the 
benchmarking sponsor and organizational 
unit.  

- An executive session is conducted, if 
appropriate. 

Key Points The benchmarking results are intended to support 
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decision making, and should be delivered in a way 
that promotes appropriate actions. Whether the 
benchmarking study was conducted for internal 
process improvement, supplier selection, or project 
monitoring purposes, the delivery of results should 
facilitate the actions that will be driven by the 
information. 

Tools and Techniques Experienced benchmarking team leaders frequently 
use electronic (database) tools that support the 
transformation of raw benchmarking data into 
benchmarking results.  
These tools may be useful in real time as 
benchmarking results are presented. Strategies for 
presenting and packaging the results should 
leverage presentation and documentation 
techniques that best suit the audience. 

Metrics  It is highly recommended that the attendance at 
the final briefing (if one is held) be recorded. 
Significant absenteeism of key stakeholders is likely 
to be an indication of risk for future success in 
addressing the benchmarking findings.   

Verification and Validation The required elements of benchmarking results are 
specified in the activity description found here, and 
a checklist can support verification that these 
elements are present. Validation of this activity can 
only occur after the benchmarking study is 
complete. 

Records - final findings  
- final report (if requested)  
- recommendations report (if requested) 

Tailoring If the method is being used as part of a supplier 
selection process, there may be acquisition 
regulations or limitations that constrain the 
mechanisms used to deliver benchmarking results 
to the benchmarked organization.  
In some internal process improvement usages of 
the method, the executive session may be tailored 
out. The benchmarking sponsor should make this 
decision, with the full involvement of the 
benchmarking team leader. 

Interfaces with Other Processes  Upon completion of the Generate Benchmarking 
Results process, the ratings and findings generated 
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are used to prepare and deliver the final 
benchmarking results to the benchmarking sponsor 
and organizational unit. The benchmarking results 
become part of the benchmarking record, which is 
discussed in process “Package and Archive 
Benchmarking Assets”. 

Summary of Activities  The final findings contain the validated strengths, 
weaknesses, and KPI values (as defined by the 
benchmarking plan), reflecting the organizational 
performance within the benchmarking scope. 
Other benchmarking outputs, as requested by the 
benchmarking sponsor and documented in the 
benchmarking plan, are generated and provided. 
Optionally, a separate executive session may also 
be held to clarify and discuss the benchmarking 
results from a senior management perspective that 
facilitates decision making. Plans are established 
for acting on the benchmarking results. 

Table 5-1: Process Definition “Deliver Benchmarking Results”. 
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5.2 Package and Archive Benchmarking Assets  

 

Process Definition  

Purpose Preserve important data and records from the 
benchmarking study, and dispose of sensitive 
materials in an appropriate manner. 

Entry Criteria - The benchmarking study has been 
conducted.  

- Results have been delivered to the sponsor.  
- All appropriate data have been  collected 

and retained during the benchmarking 
study. 

Inputs - benchmarking data  
o benchmarking input  
o benchmarking plan  
o final findings  
o objective evidence  

- Benchmarking team artifacts  
o Notes 
o documented KPI implementation 

gaps  
o preliminary findings  
o document library 

Activities 3.2.1  Collect Lessons Learned  
3.2.2  Generate Benchmarking Record  
3.2.3  Provide Benchmarking Feedback to SBO 
           Steward  
3.2.4  Archive and/or Dispose of Key Artifacts 

Outputs - benchmarking data package   
- benchmarking record  
- completed forms and checklists  
- sanitized data (as appropriate and agreed 

upon during planning)  
- lessons learned (benchmarking team, 

organization) 

Outcome Data and artifacts are appropriately archived or 
destroyed. The team has captured lessons and data 
to help improve the benchmarking process.  
Requirements for providing benchmarking artifacts 
to stakeholders and the SBO Steward are met. 

Exit Criteria - Benchmarking assets are baselined and 
archived.  
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- Required reports are delivered to the 
appropriate stakeholders.  

- Artifacts containing sensitive information 
are disposed of in an appropriate manner. 

Key Points Protect the confidentiality of sensitive data while 
distributing and archiving benchmarking assets. 
Bundle related information together whenever 
appropriate. 

Tools and Techniques The use of electronic (database) tools for managing 
benchmarking data often provides assistance in 
ensuring the integrity of baselines, as well as 
repackaging information for archival purposes. 
Electronic tools allow the benchmarking team 
leader to remove traceability information so that 
data can be provided to the appropriate people 
while preserving the anonymity of the data 
sources.  
Electronic tools also support the submission of 
benchmarking data to the SBO Steward. This use of 
electronic tools reduces the administrative burden 
and facilitates the analysis of benchmarking 
method performance data. These tools also provide 
feedback on the consolidated analysis results to the 
benchmarking community. 

Metrics  While archiving and reporting the metrics 
associated with the conduct of the benchmarking 
study is an important element of this activity, the 
metrics associated with the conduct of this activity 
itself are limited. The effort and calendar time 
consumed are collected and compared to the plan. 
Some benchmarking team leaders will choose to 
maintain personal metrics associated with the 
artifacts described in this activity. 

Verification and Validation Benchmarking data collected throughout the 
benchmarking study is aggregated and summarized 
into a permanent record documenting the 
benchmarking conduct and results. This collection 
of data is referred to as the benchmarking record 
and is delivered to the benchmarking sponsor for 
retention. 
Benchmarking data required by the SBO Steward is 
collected and reported. This data includes a subset 
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of the contents of the benchmarking record, as well 
other data used by the SBO Steward to aggregate 
and analyze benchmarking performance data for 
reporting to the community and monitoring the 
quality of performed benchmarking studies. 
Validation is provided by the SBO Steward upon 
receipt of the benchmarking data package.   

Records - benchmarking record   
- benchmarking data package   
- lessons learned 

Tailoring The usage mode and constraints of the 
benchmarking study, as well as the sensitivity of 
the data and planned use of benchmarking results, 
may greatly affect the degree to which 
benchmarking data is retained, sanitized, or 
discarded. 

Interfaces with Other Processes  As the final process in the benchmarking study, this 
process is about collecting, packaging, and 
archiving those results and artifacts produced by 
previous processes that become part of the 
benchmarking record. Most notably, this collection 
of information includes the benchmarking input, 
benchmarking plan, and benchmarking results. 
Additionally, sensitive or proprietary data produced 
by other benchmarking processes must be returned 
to the organizational unit or destroyed. 

Summary of Activities  This process performs the data collection, data 
management, and reporting activities necessary to 
close out the benchmarking study. Data collected 
throughout the benchmarking study is consolidated 
and baselined, becoming a permanent part of the 
benchmarking record. 

Table 5-2: Process Definition “Package and Archive Benchmarking Results”. 
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Glossary 
 
benchmarking An examination of one or more KPIs by a trained team of 

professionals using a benchmarking reference set as the basis for 
determining, as a minimum, strengths and weaknesses, but 
normally also KPI implementation levels and KPI values. 

benchmarking 
findings   

The results of an appraisal that identify the most important 
issues, problems, or opportunities for process improvement 
within the benchmarking scope. Benchmarking findings are 
inferences drawn from corroborated objective evidence.  

benchmarking 
input   

The collection of benchmarking information required before data 
collection can commence. 

benchmarking 
record 

An orderly, documented collection of information that is 
pertinent to the benchmarking study and adds to the 
understanding and verification of the benchmarking findings and 
valuations generated. 

benchmarking 
reference set 

The KPI set for which a benchmarking team determines 
implemented levels and associated values. 

benchmarking 
sponsor 

The individual, internal or external to the organization being 
benchmarked, who requires the benchmarking study to be 
performed, and provides financial or other resources to carry it 
out. 

benchmarking 
tailoring 

Selection of options within the benchmarking method for use in a 
specific instance. The intent of tailoring is to assist an organization 
in aligning application of the method with its business needs and 
objectives. 

benchmarking 
team leader 

The accredited person who leads the activities of a benchmarking 
and has satisfied the qualification criteria for experience, 
knowledge, and skills defined by the benchmarking method. 

benchmarking 
technical expert 

The person who leads the activities of retrieving data from data 
repositories such as project plan(ning)s, configuration 
management systems, etc.  

consolidation The activity of collecting and summarizing the information 
provided into a manageable set of data to (a) determine the 
extent to which the data are corroborated and cover the areas 
being investigated, (b) determine the data’s sufficiency for making 
judgments, and (c) revise the data-gathering plan as necessary to 
achieve this sufficiency. 

corroboration The activity of considering multiple pieces of objective evidence in 
support of establishing a judgment regarding an individual KPI. 

direct artifact   The tangible outputs resulting directly from implementation of a 
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KPI.  
discovery-based  
benchmark study 

A benchmark study in which limited objective evidence is 
provided by the benchmarked organization prior to the 
benchmarking study, and the benchmarking team must probe and 
uncover a majority of the objective evidence necessary to obtain 
sufficient coverage of KPIs.  
Discovery-based benchmarking studies involve substantially 
greater benchmarking team effort than verification-based 
benchmarking studies, in which much of the objective evidence is 
provided by the benchmarked organization. (See “verification-
based benchmark study” for contrast.) 

indirect artifact An artefact that is a consequence of having implemented a KPI, 
but which does not provide the KPI value itself.  

objective evidence Data used as indicators of the implementation of KPIs. Sources of 
objective evidence can include project plans, configuration 
management systems, and other data repositories.  

organizational 
scope 

The collection of projects and support functions that provides 
instantiations of KPI used within, and representative of, an 
organizational unit. 

organizational unit That part of an organization that is the subject of a benchmarking 
study. An organizational unit is typically part of a larger 
organization, although in a small organization, the organizational 
unit may be the whole organization. 

SBO Steward   The Software Benchmarking Organization (SBO) is the Steward of 
the SBO portfolio. The SBO Steward supports and facilitates the 
maintenance and evolution of the SBO portfolio. 

strength Exemplary or noteworthy implementation of a KPI. 
verification-based 
benchmark study 

A benchmark study in which the focus of the benchmarking team 
is on verifying the set of objective evidence provided by the 
benchmarked organization in advance of the benchmarking, in 
order to reduce the amount of probing and discovery of objective 
evidence during the benchmarking on-site period. (See 
“discovery-based benchmark study” for contrast.) 

weakness The ineffective, or lack of, implementation of one or more KPIs. 
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