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1. INTRODUCTION 
 

Hugh Rees (DG TREN) presented his views on the possible role of benchmarking in the 
implementation of the White Paper on European transport policy for 2010: time to decide. Rees 
characterised EU transport policy as a “one –size-fits-all’ approach: the White Paper identifies 
common goals at the European level and illustrates an agreement on the problems and the need to 
address them. Better planning and new technology are the keys for the future of European transport 
beyond 2010. 

Benchmarking has been and is being used in policy implementation. For example, for the 
implementation of the internal energy market, benchmarking is one of the tools used by the European 
Commission. However, it is difficult to identify the causal links between market liberalisation and 
benefits to end - users. Generally, measuring the impact of policy is in itself difficult. Benchmarking 
can help, but only to certain extent. It is, however, necessary to demonstrate to Lithuanian citizens that 
transport can be controlled and improved. A tool like benchmarking can help here. 

Benchmarking is certainly an interesting tool to help find answers to some of these questions, 
but to benchmark transport policies, it is essential to know exactly what we want to benchmark and 
therefore to define the meaning of term “transport policy”. For instance, it is interesting to look at how 
a policy is expressed, ant then to compare the “declared” policy with the “factual” policy. It is also 
necessary to consider whether we need to benchmark policy only, or policy and programmes. Not 
having a policy on a specific topic is also a policy. Furthermore, political pressures mean that policies 
can be adopted simply to win votes. 

Benchmarking is not just about cost efficiency. It can be used to improve a wide variety of 
business. Benchmarking helps organisations to clarify the “what’s” of their activities – vision, goals, 
strategy and core processes. Comparison with other organisations is the basis for reaching 
organisational excellence. The monitoring and measurement of improvements gained through 
benchmarking also feeds back to the starting point where vision, goals and strategy are determined. 

Lithuanian transport policy objectives to which the benchmarking initiatives will contribute 
include: 

* Achieving a sustainable transport system; 
* Improving public transport planning; 
* Encouraging integrated transport and environmental planning; 
* Meeting Kyoto targets on CO2 emissions reduction; 
* Improving quality of life; 
* Improving the quality of transport services. 

 
2. DEFINITION OF BENCHMARKING 
 

Benchmarking is a powerful vehicle for quality improvement and a paradigm for effectively 
managing the transformation of public – sector organizations into public-sector organizations quality. 
Benchmarking is often seen as simply number crunching, and many are therefore sceptical of the 
concept, especially in connection with government policies. At firm level, the objective is normally to 
increase profits by increasing the productivity of specific processes within firm. Benchmarking is 
useful in this respect. At government level, things are more complicated. A government often aims at 
increasing productivity and growth by creating a dynamic business environment. Most benchmarking 
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reports at country level consequently become a comparison of business environments across countries 
and very little attention is given to specific policies. In Europe, the application of performance 
management has been widespread in the private sector, and is growing importance in the public sector. 
Performance management includes a wide spectrum of different methods how to evaluate efficiency 
and effectiveness of public administration. Those methods cover issues ranking from the delegation of 
power and competencies; accountability for achieved results, benchmarking to service quality 
standards and several quality management systems. The performance evaluation has been introduced 
recently as a new tool improving the general performance and quality of public administration. 

Benchmarking has established its position as a tool to improve organisations performance and 
competitiveness in business life. Recently, it has also extended its scope from large firms to small 
businesses and public as well as semi-public sectors (Ball, 2000) [3]. Its definitions and classifications 
vary between scholars according to the time and criteria they focus on. Benchmarking refers basically 
to the process of evaluating and applying best practices that provides possibilities to improve the 
quality. Benchmarking is first and foremost a tool for improvement, achieved through comparison 
with other organisations recognised as the best within the area. The central essence of benchmarking is 
the learning how to improve activities, processes and management. 

There are many similar definitions of benchmarking, most of which fit nearly in two groups – 
those that include implementation of the findings and those that do not. Jane Foot’s [12] definition is 
widely cited in literature, yet it’s a definition that does not incorporate the implementation of the 
identified best practices. On reflection, I realized many of the benchmarking case studies I had read 
were focused on the identification of the benchmarks and the measurement and comparison process, 
while very few followed through to the process of adapting best practice to improve a process. 

Foot (1998) [12] defines benchmarking as the process of comparing yourself with others-
measuring your service’s processes and performance and systematically comparing them to the 
performance of others in order to seek practice. It enables the identification of areas where 
improvement is possible, how it might be achieved and what benefit it might deliver. Other definitions 
include the implementation of best practice to improve beyond benchmark performance such as that 
used Partnership Sourcing (1997). 

Benefits of transport organisations benchmarking. Those who have participated in 
benchmarking projects have identified a significant number of benefits for both the transport 
organisations and transport organisations staff. These include: 

* More efficient and effective processes. 
* Improved performance and customer service. 
* Increased competitiveness. 
* Increased competitiveness. 
* Increased utilization of resources. 
* Improved levels of management support. 
* Better and faster decision-making. 
* More efficient and effective marketing. 
* Accelerated change and facilitated change management. 
* Improved professional relationships. 
* Support for strategic goals of the transport organisations, which in turn support the goals of 

the organizations. 
* Proof of transport organisations value to the organization. 

 
3. TYPES OF BENCHMARKING 
 

Benchmarking identifies the following seven main types to benchmarking: 
1. Strategic benchmarking. Used where organisations seek improve their overall performance 

by focusing in on specific strategies or processes. The key driver is the enhancement of the 
organisation strategic direction and goals and benchmarking will be carried out within the context of 
the development of core business strategies. Benchmarking is usually undertaken against known 
exemplars for example, transport organisations that have won quality awards or some other 
distinction. Strategic Benchmarking is used where organizations seek to improve their overall 
performance by examining the long-term strategies and general approaches that have enabled high-
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performers to succeed. It involves considering high-level aspects such as core competencies, 
developing new products and services; changing the balance of activities; and improving capabilities 
for dealing with changes in the background environment. The changes resulting from this type of 
benchmarking may be difficult to implement and the benefits are likely to take a long time to 
materialize. The key driver is the enhancement of the organizations strategic direction and goals and 
benchmarking will carry out within the context of the developments of core transport business 
strategies. Benchmarking is usually undertaken known exemplars for example, organizations that have 
won quality awards (for example ISO 9000) or some other distinction. In transport sector, 
benchmarking could be undertaken against transport companies. 

2. Performance benchmarking. A process whereby organisations use performance measures to 
compare themselves against similar organisations. Performance benchmarking is used where 
organizations consider their positions in relation to performance characteristics of key products and 
services. Benchmarking partners are drawn from the same sector. However, in the commercial world, 
it is common for companies to undertake this type of benchmarking through trade associations or third 
parties to protect confidentiality. A process whereby organizations use performance measures to 
compare themselves against similar organizations. For example, in transport sector where 
organizations compare themselves with other in terms of market share, retention rates, research 
performance and costs, number of vehicles and so on. Benchmarking using this approach can also be 
undertaken within an organization by comparing the performance of individual business units.  

3. Process benchmarking. This approach focuses on specific processes or operations. Process 
Benchmarking is used when the focus is on improving specific critical processes and operations. 
Benchmarking partners are sought from best practice organizations that perform similar work or 
deliver similar services. Process benchmarking invariably involves producing process maps to 
facilitate comparison and analysis. This type of benchmarking can result in benefits in the short term.  

4. Generic benchmarking. Generic benchmarking involves partnerships of organisations drawn 
from different sectors that wish to improve some specific activity or process. 

5. External benchmarking. These types of benchmarking can enable the comparison of the 
organisations functions and key processes against good practice organisations. The key driver can be 
the search for improvement or breakthrough opportunities in transport business process. External 
Benchmarking involves seeking outside organizations that are known to be best in class. External 
benchmarking provides opportunities of learning from those who are at the leading edge, although it 
must be remembered that not every best practice solution can be transferred to others. In addition, this 
type of benchmarking may take up more time and resource to ensure the comparability of data and 
information, the credibility of the findings and the development of sound recommendations. External 
learning is also often slower because of the “not invented here” syndrome. External benchmarking 
seeks to compare a firm with organizations with the same or very similar characteristics. The 
benchmarking partner may be a direct competitor or a firm operating in other market segments. The 
main characteristic of external benchmarking is high degree of comparability between the 
organizations or products being benchmarked. 

6. Internal good practice benchmarking. This is achieved by the establishing of good practice 
organisation – wide through the comparisons of internal activities or operations. The key driver is the 
sharing of good practice in cross – cutting activities, for example, by carrying out process 
improvement. This can be done in the context of transport business planning which can prioritise 
specific process improvement projects and can enable results to be compared across transport business 
units to identify internal „best –in-class“ exemplars. Internal Benchmarking involves seeking partners 
from within the same organization, for example, from business units located in different areas. The 
main advantages of internal benchmarking are that the access to sensitive data and information is 
easier, standardized data is often readily available; and, usually less time and resources are needed. 
There may be fewer barriers to implementation as practices may be relatively easy to transfer across 
the same organization. However, real innovation may be lacking and best in class performance is more 
likely to be found through external benchmarking. Internal benchmarking take place between units or 
sub-units of the same organization; it may be used as an instrument of explicit internal competition, 
but was not necessarily designed as such. This is a comparison among similar operations within one’s 
own organization. This is achieved by the establishing of good practice organization-wide through the 
comparison of internal activities or operations. The key driver is the sharing of good practice in cross- 
cutting activities, for example, by carrying out process improvement. This can be done in the context 
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of business planning which can prioritize specific process improvement projects and can enable results 
to be compared across business units to identify internal best – in – class exemplars. 

7. International benchmarking. Benchmarking can be undertaken internationally as well as 
nationally. International Benchmarking is used where partners are sought from other countries because 
best practitioners are located elsewhere in the world and/or there are too few benchmarking partners 
within the same country to produce valid results. Globalisation and advances in information 
technology are increasing opportunities for international projects. However, these can take more time 
and resources to set up and implement and the results may need careful analysis due to national 
differences. There are already important developments in international benchmarking. Some areas of 
government have initiated or are preparing their own benchmarking efforts and various public utilities 
in Europe have been benchmarked.  

The objectives of international benchmarking are similar to other benchmarking projects. 
However, since international benchmarking involves higher costs and more complexities than other 
benchmarking projects, it can only be justified by benefits that cannot be achieved through other forms 
of benchmarking. International benchmarking has a number of benefits that cannot be achieved 
through other forms of benchmarking. Generally the interest in international benchmarking reflects 
growing globalization and international interdependency. The development of the public sector in on 
country depends to an increasing extent on developments in other countries. 

International benchmarking is particularly useful for Lithuanian transport sector: 
• When an organization is providing a unique service and there are no organizations within the 

country that it can be benchmarked against. 
• In macro benchmarking of whole service delivery systems across countries. 
• To assess the general level of performance of the public sector.  
• Benchmarking across countries may reveal more differences in performance than if the 

comparison is only done within a country. 
• To try to find innovative and alternative ways of providing a service or responding to a 

problem. Usually more diverse methods will be found if organizations are compared across a 
number of countries. 

• International benchmarking involves more complexities than benchmarking within countries. 
The differences between the countries mean that information that needs to be used in 
benchmarking is often not directly comparable. These comparability problems are both 
technical and more fundamental. The technical problems should be solvable but the more 
fundamental comparability problems are more difficult to tackle.  

Comparability issues include: 
* Cost information: methods for accounting costs may vary substantially between countries. Some 
countries report costs on cash basis while other report full accrual costs, including costs of capital. 
Another problem is that the costs of internal service in the public sector may in some cases be 
allocated to provider rather than the receiver. Funding practices may also be different, making it 
difficult to get information about the total costs of a given activity. 
• Different prices: prices between countries are variable. Cost information may therefore not be 

the best indicator of the relative performance of a given service. 
• Differing social systems and differing social roles of the same delivery systems: the systems 

for providing services are different between countries, services may for example be provided 
at different levels of government, involvement of private and voluntary organizations may 
differ and the same or similar services can be provided by different services systems. 

• Different needs, conditions and expectations: the need for a given service may vary between 
countries. Comparisons of quantity have to reflect those different needs.  

• Conditions may be different. It is more expensive to provide service in rural areas than in 
cities. The rural areas may on the other side have fewer social problems than large cities. The 
expectations of customers may vary between countries and this may affect results in relation to 
many service quality services. 

When selecting which type of benchmarking to use, the following aspects are considered: 
objectives to be achieved and aspects to be reviewed; time and resources available; level of experience 
in benchmarking; and the likely sources of good practice.  
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There are circumstances in which the different types of benchmarking are likely to be more 
suitable than other types. Organizations starting out with benchmarking often for internal 
benchmarking first build up experience of the benchmarking process before attempting external or 
functional benchmarking. Organizations also progress through the various types of benchmarking, for 
example, using Performance Benchmarking to highlight gaps in overall performance before deploying 
Process Benchmarking to bring about improvements in key process that will, in turn, impact on overall 
performance. The commonsense approach to benchmarking draws appropriately from a mix of all 
these approaches and organizational learning is best done when it is carried out within a spirit or 
partnership and collaboration that enable both parties to learn from each other. 
 
4. BENCHMARKING PROCESS OF TRANSPORT ORGANISATIONS 
 

There are many variations of the benchmarking process, but all contain the same basic steps: 
planning, analysis, integration, and action. It is important to understand and implement all these steps 
in order to carry out a successful exercise.  

1. Planning. Planning is an important starting point for benchmarking. This phase is aimed at 
identifying the purpose, drivers and desired outputs of the benchmarking process:  

* Identify subject to be benchmarked and determine the objectives of the benchmarking exercise 
(a problem often facing people is to scope the benchmark at the planning stage). 

* Identify potential partners: What is the “benchmark” against which you are going to compare 
yourself? 

* Seek approval, commitment and support of senior managers (when senior management is 
involved, it is easier to motivate other levels of staff). 

* Produce a work plan to determine the time schedule, tasks, and team. It is advisable to 
establish an agreement on the procedures to be followed by adopting. 

* Determine the data collection method and agree on definitions of indicators and performance 
measures to be used. 

* Collect data. 
2. Analysis. This stage identifies the performance gap between the organisation and the 

organisation, norms or standards which it is compared. From the analysis comes the understanding of 
the performance gap, the causes of the performance gap, and action required to close the performance 
gap. 

Thus, benchmarking is not just a comparative performance assessment exercise but it also 
incorporates diagnostic analysis; that is, finding out about the causes of identified levels of 
performance. Once the causes are understood then solutions can be identified and action taken to apply 
the solutions. It is at this stage that the desired performance targets are formulated. The final target 
values established during the integration stage when the feasibility of achieving these values are 
discussed and agreed with key personnel within the organisation. Benchmarking helps: 

* Analyse data collected. 
* Identify the gaps in performance between your organisation and those of other 

organisations benchmarked, and examine the reasons for these gaps by using gap analysis techniques. 
* Forecast future performance. On the basis of the data collected, it is useful to estimate your 

future performance, if you continue as you are, and to compare this against the performance of the 
benchmarked organisations whose performance is likely to keep on improving. The projected and 
widening gap over time emphasises the need for benchmarking to bring about improvement.  

3. Integration. The action plan developed from the analysis phase must be integrated into the 
operational processes and procedures of the organisation, in order to bring about the desired change. It 
is crucial that the strategic planning team have the power within the organisation to bring about 
change.  

4. Action. Once acceptance of the new processes and procedures has been gained they can be 
put into place to bring about desired change. Monitoring and evaluation of the process is required at 
this stage to ensure that desired targets are being achieved and that corrective action, where necessary, 
is taken in time.  

* Develop action plans. 
* Implement plans and monitor results of implementation. 
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* Re-assess the benchmark: does it need to be changed? 
* Repeat steps 1–4. 
The basic principles of benchmarking are the same when applied in any topic or sector, and 

there is no obvious reason why transport policy requires a different methodological approach. 
However, transport is a complex sector, especially in the context of sustainable transport that requires 
several factors to be taken into account (environmental, social and economic). This complexity may 
require a less quantitative approach that involves a quantitative assessment of policy and performance 
in addition to quantitative measures. 

Comparing policies (i.e. the policy measures proposed) is not in itself a valuable process. One 
should either benchmark the impact of certain policy measures or instruments (relating these to 
objectives and outcomes) or the process that leads to certain results in the area to which the policy 
applies. This can be done by making high – level objectives (e.g. air quality) operational by breaking 
them down into more concrete goals (e.g. CO2 reduction, vehicle exhaust improvement, etc.) that can 
form a basis for comparison. 
 
CONCLUSIONS 
 

Benchmarking allows transport organizations to identify area for improvement, can lead to 
significant improvements in performance, and increase the involvement and commitment of 
stakeholders. It also allows policy makers and operators to take a more integrated approach to issues 
that incorporate economic, social and environmental criteria. Alongside the direct benefits of 
benchmarking, it also helps to build valuable networks and partnerships. In order to achieve the full 
potential of benchmarking as a practical management tool, some conditions for successful 
benchmarking must be fulfilled. When setting up the exercise, clear definition of the objectives, and 
agreement of a set of working rules that define responsibilities, approach, language used, targets, and 
definitions, should be ensured. Access to the necessary skills to apply the benchmarking methodology 
is very important. Strong pilot leadership is another key success factor. Any gaps in performance 
between organizations should be well understood and analysed, followed by the development of action 
plans aimed at implementing measures to bridge the gap. Generally, benchmarking does not yield 
results overnights – at first, the necessary trust and understanding of the approach needs time to grow, 
after which more and more benefits can be expected. Benchmarking is not simply about performance 
measures. At it most effective it becomes a core business strategy. A process orientation is required in 
the organization to ensure benchmarking is effective. Benchmarking is all about measuring our 
performance in particular area against that of a similar area in another transport organization. 
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