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In 1975, fi ve forward-thinking CIOs sat down to lunch in New York to discuss a common problem. 
Th eir challenges were growing far more complex, and the available sources of information were 
either sponsored by vendors or were vendors themselves. Th is group had a vision; they could foster 
peer to peer learning in a strictly vendor-free environment.
Th ere were only a handful of IT vendors and products in the 70’s. Over the years, the number of IT 
solutions soared—three solutions for every problem and ten vendors for every solution. Vendor-
sponsored networks and research companies proliferated and fi lled the IT landscape.  But Th e IMF 
stayed true to its roots, and today operates much as it did in 1975—strictly vendor free!
Our goal is to be the best source of experiential data in IT for a select group of members.
Th e IMF off ers to its members:
● Use of IMF Forums for Leadership Development for their entire IT Organization, as well as for 

the HR functions that support IT. Forums are kept small and interactive, and include dozens 
of meetings and web conferences that enable direct peer-to-peer interaction on topics of broad 
interest. 

● IMF Connect forms ad hoc focus groups to answer specifi c questions. Our members tap the 
experience of their peers to get answers to challenges that they are facing within their own 
organizations. Th e IMF facilitates and project manages these discussions and produces fi nal 
summaries for our busy members. 

● IMF Reports provide a rich archive of real-world experience that participants can draw upon 
as they address their issues and challenges. Over 900 reports covering the full spectrum of IT 
issues and challenges are available online.

● IMF Benchmark Forum allows unlimited, on-demand access to benchmark data to be used for 
comparative business analysis.

We are here to serve you. Our best members use us as an extension of their staff  to achieve their goals. 
For over thirty years, the one constant remains: We have no motive other than our members’ success.  
Please enjoy this report and please let us know what we can do to help you succeed in your career. 

Very truly yours,

Ted Williams

© 2006 Th e Information Management Forum, LLC
Th is report is intended for the use of members of the Information Management Forum. 
Reproduction and distribution of this material within IMF member organizations is encouraged. All other rights reserved.

The Information Management Forum
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Th e Benchmarking Forum is a service available to IMF members to get an overview 
benchmark quickly and effi  ciently.  Th is session illustrates the type of information that can be 
gleaned from a Benchmark Forum study, with particular focus on eff ective ways of presenting 
Benchmark data.  
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About the Benchmark 
Forum

Th e Benchmark Forum was 
initiated to give access to an 
entry-level benchmarking pro-
cess (Figure 1). A full bench-
marking process can be fairly 
expensive and time-consuming. 
A full benchmark gets down to 
the nitty-gritty if you are gather-
ing several thousand data points. 
It can take six to ten weeks to 
gather that data and many weeks 
to analyze it. It would probably be 
a full six-month project to look at 
your whole IT operation at that 
level and would also likely cost in 
excess of six fi gures.

Introduction
Th e Benchmark Forum is a thin-

layer look at the whole IT opera-
tion (Figure 2). It is relatively 
quick, inexpensive and provides 
a fair insight for the amount of 
eff ort. It may not be 80/20, but it 
is a 60/40 return on your invest-
ment. You get substantial benefi t 
for substantially less eff ort.

In the Benchmark Forum struc-
ture, we present a set of general 
overview metrics about the com-
pany. One is application devel-
opment and maintenance. We 
capture some information on the 
resources in there, although we do 
not get into productivity calcula-
tions about application develop-
ment, because that is a deep-dive 
exercise. Another metric includes 
desktop, helpdesk, voice and data 
network and servers. For each of 
those infrastructure products 
we can calculate unit cost and 
productivity measures for those 
areas and provide you with com-
parative data. Th en we have a 
management and administration 
layer over top of it.

Since this process does not 
generate thousands of data 
points, we need to focus on the 
insight rather than quantity. We 
cannot generate 400 bar charts 
out of this limited amount of 
data, so we try to gather the 
most insight. At the end we do 

Illustration of 
a Benchmark Report

Figure 3 (page 4) describes 
some of what this process might 
produce, using mocked-up data. 
Th is will evolve into more of 
what a full benchmark might 
produce for you. 

Figure 2

Introduction

• The Benchmark Forum collects (potentially) data on all IT towers. 
• Sufficient data is collected to allow a high level overview of an 

organization’s IT environment, without requiring major data collection 
efforts.

• If all towers are collected and all questions answered, a total of 250 data 
points are available, from which a potential of about 75 “Result metrics” can 
be calculated.

• A full benchmark could collect between 300 and 1000 data points per tower 
(potentially 3500 data points for all towers).

Figure 1

About the Benchmark Forum

The Benchmark Forum program was initiated to give IMF members a medium 
to share quality benchmark data without engaging expensive consultants.  The 
program aims to provide participants with valid and up-to-date information to 
benchmark their IT operations against the strongest benchmarking database in 
the industry.

The Benchmark Forum fits with IMF’s mission to be the best source for 
experiential information in IT.
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get a fair amount of insight out 
of  a limited amount of data.

In all benchmark processes we 
try to organize around the con-
cepts of showing you what, so 
what and do what. What is the 
diff erence between you and the 
reference group? So What does 

Delivering Eff ective 
Benchmark Presentations

Delivering an eff ective bench-
mark presentation includes show-
ing you the underlying data, a 
visual representation of the com-
parison between your data and 
the reference group values, and 
conclusions on any delta that 
might be there (Figure 4). Th at is 
the what, but as soon as you see 
that, you will want to know what 
it means and how it relates to you. 
You will want to know how to 
interpret it and the reasons behind 
it. Th ere are always yes buts… yes, 
but we are diff erent. You will want 
to know how this relates to the 
real world; you will want to know 
if these diff erences are good or 
bad. Sometimes a diff erence is not 
always valid, but a high number 
compared to the reference group 
may be good or bad. You will want 
to know the impact of making a 
change. Th is is the So What. It tries 
to quantify the delta, so we can say: 
Your productivity is 14 and theirs 
is 22. Th at is a relatively big diff er-
ence, but put it in perspective. How 
much money is represented by that 
delta in productivity? Again, that is 
the So What.  Th en you can make 
decisions about whether you want 
to act on the information. 

If there is a meaningful diff er-
ence or gap, usually an organiza-
tion wants to take some action 
(Figure 5). You will want to think 
about and discuss the alternatives 
and what actions should be taken. 
How would a change in cost infl u-
ence quality (or vice versa)? In 
many processes in IT, when an 
issue pops up and you hit it, it just 
aggravates another issue on the 
other side. Hopefully, some of the 
modeling tools shown here will 
help in understanding that. 

Once you have benchmarked 

that mean if there is a diff erence? 
Do What is what can be done 
about the diff erence. Th e presen-
tation of the data naturally fol-
lows that progression.

Figure 4

Delivering Effective Benchmark Presentations

Frequently benchmark results are presented by showing:
Underlying data of importance
Visual representations of relationship between the company and the 
reference group
Conclusions about performance based on relationship to the reference 
group

This the “What”

To make a presentation more effective, these questions should be addressed:
How does the data relate to the client?
What are possible reasons for the differences between the reference 
group?
How does this relate to the real world (based on expertise)? 
Are these differences beneficial or detrimental?
What would the impact be of making a change?

This is the “So What”

Figure 3

Illustration of a Benchmark Report
• For illustration purposes, we’ve combined situations from several studies, 

and constructed certain situations for illustration purposes.  None of the data 
in this illustration is real.

• Since we’re not collecting huge amounts of data, we focus on providing 
meaningful interpretation of the data:

“insight rather than quantity”

• The information presented is organized around the concepts of showing the 
client

“What” what’s the difference between the client and the reference group
“So what” what does that difference mean 
“Do what” what can be done about the difference
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and collected this data, you are 
naturally set up to measure your 
progress. All you must do is 
refresh the data to fi gure out if you 
have made things better or worse. 
Th at is the Do What process.

Now, I want you to play the role 
of the CIO of ACME, which makes 
the best widgets west of the Mis-
sissippi. You are the CIO, and the 
benchmarker is standing in front 
of you saying: We are going to start 
off  looking at your spend and that 
of the reference group. 

Total IT Spend
Every benchmarked presenta-

tion in the world starts out with 
this slide (Figure 6). When you 
look at it, what do you conclude? 
Th is slide does not really give you 
any information, but everyone 
does it to try and show some per-
spective. It does not really do that, 
so next we choose one of the areas 
and look at spend by category.

Spending by Category
Let’s look at UNIX servers 

(Figure 7, page 6). We drill down 
and show the UNIX server area’s 
cost at ACME versus the refer-
ence group, both numerically 
and graphically. Th e table is at the 
top right, and the chart is at the 
bottom left .

You can conclude there is a bit 
of diff erence in hardware, but not 
much diff erence in soft ware. How-
ever, there is a big diff erence in 
personnel. If I present this to you 
as the CIO, then your next ques-
tion would be: Why? You cannot 
do anything with that informa-
tion, right? It shows what the dif-
ference was, but that is all.

FTE Detail
Let’s take that personnel piece 

and break it down into compo-

nents (Figure 8, page 6). Th ere 
is not much diff erence in man-
agement and administration, 
but there is a bit of diff erence in 
direct operations and operations 
support, and a large diff erence 
in technical support and project 
resources. We are zeroing in—

most of the personnel diff erences 
are in these two areas: technical 
support and project resources. 
You still cannot do much with 
this information. You need more. 
Th at is the cycle of a benchmark. 
All this preamble does is increase 
the desire to know more.

Figure 6

Total IT Spend
ACME

Network
11%

AD
40%Servers

21%

Desktop + 
HelpDesk

16% M&A 
12%

M&A 
AD
Servers
Network
Desktop + HelpDesk

Reference Group
M&A 
8%

Desktop + 
HelpDesk

36%

AD
22%

Servers
28%Network

6%

Proportionally,
ACME spends more 
on Application 
Development

Figure 5

Delivering Effective Benchmark Presentations

If the analysis shows a meaningful difference, then the 
client (usually) considers taking action to close the gap 
(either reduce cost or improve service delivery)

What actions could be taken?
How would a change in cost influence quality (or vice versa)?
How to track results of a change.

This is the “Do What”
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At this point you are looking at 
absolutes only. Your fi rst question 
might be: Do they have the same 
number of servers that I do? Are 
they the same as me?

like you have fewer servers—they 
outperform you by a factor of 2:1. 
Th at is mostly because you have 
a lot of extra people in those two 
categories of project resources and 
technical support. 

Productivity: Another View
Th e next question you may want 

to ask yourself is: Are all serv-
ers equal? Do my servers look like 
his servers because you can have 
little servers or great big servers? 
If the diff erences in demograph-
ics are not signifi cant then, that 
is not a valid conclusion. One of 
the simplest measures to deter-
mine if your servers are diff er-
ent than the reference group is to 
do the calculation based on the 
number of processors on average 
in each server (Figure 10). When 
we do that, we fi nd that about half 
the productivity of the reference 
group is measured on a per server 
basis. You have better productivity 
measured on a per processor basis. 
Th at is confl icting information, 
but it is not at all unusual. We have 
two indicators pointing in diff er-
ent directions. We still have not 
determined whether this is good 
or bad, but we are zeroing in on 
understanding the diff erences. 

Confi guration
Figure 11 (page 8) shows some 

background information. ACME 
has 650 servers; the reference 
group has 802. ACME has 4.8 pro-
cessors per server; the reference 
group has 1.9. Clearly, ACME 
installs diff erently-sized serv-
ers, an environmental diff erence 
to deal with. It tells us that if you 
believe the workload is related to 
the size of the processor, then you 
are tending toward using the pro-
ductivity measure of processors per 
FTE rather than servers per FTE. 

Productivity
Figure 9 begins to give you some 

answers because it is a productiv-
ity measure or a relevant measure. 
On a relative basis, ACME has half 
the productivity of the reference 
group. You are not off  the hook by 
having a lot more servers. It looks 

Figure 8

FTE Detail
Server Support FTEs ACME Ref Group
Management & Admin 3.1 2.4
Direct Operations 14.2 11
Operations Support 10.1 9.9
Technical Support 29.1 13.2
Project Resources 21.1 9.2

77.6 45.7

Unix Server Support FTEs
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Figure 7

Spending by Category

UNIX Servers - Cost Breakdown & Comparison
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Annual Cost ACME Ref Group
Hardware $ $5,134,350 $4,347,642
Software $ $310,239 $298,321
Personnel $ $4,539,600 $2,673,450
Other $ $55,023 $62,102
Premises $ $351,000 $433,080

$10,390,212 $7,814,595

ACME Spends 
significantly more 
on personnel.
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Th is is not just a physical thing—
there are some other environmen-
tal characteristics. Th e bottom two 
measures in Figure 11 (page 8) 
are easy things to measure. How 
many versions of the operating 
system do you support? ACME 
supports 11; the reference group 
supports on average 5.5 versions. 
Th e next measure is the number 
of hardware vendors. ACME has 
5, and the reference group has 
2.4. To have 5 hardware vendors, 
each having a couple of fl avors of 
UNIX, the workload is substan-
tial. Th e reference group, being 
best in class, has a relatively small 
number of hardware vendors at 
2.4, and 5.5 versions of the operat-
ing system. So they have a lower 
workload requirement than you 
do.

At the Benchmark Forum level 
that is the extent of the picture 
that we gather because our con-
clusions are from that informa-
tion. So what?

So What?
On the surface, you could con-

clude that because of the diff erence 
between the productivity level of 8 
and 17 servers per FTE that you 
could save almost $2 million per 
year (Figure 12, page 8). However, 
I would be a somewhat reluctant 
to make that conclusion without 
understanding the environment a 
bit better. Th is is not the analyti-
cal benchmark process, but a very 
necessary part of a process to do 
a benchmark is to understand the 
environment. You can only do that 
by talking with the people. What 
is going on here? What are you 
doing? 

It does not take long with a phone 
call to ask why productivity is poor. 
So you call the UNIX server deliv-
ery product owner, and he says: I 

told them not to do the benchmark. 
I told them we were in the middle of 
a server consolidation project. Th at 
is not the time to do a benchmark. 
You will always be in the middle 
of something, so it will never be 
a good time to do a benchmark. 
You will always have this situa-

tion in one area or another during 
a benchmark because the area is 
undergoing change. He says: We 
are doing the server consolidation. 
We have added a bunch of project 
resources to do this. Th e objective 
is to rationalize the vendors and 
operating system versions. Th at is 

Figure 10

Productivity: Another View
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Figure 9

Productivity

Server Support Productivity

8.4

17.5

-

2.0

4.0

6.0

8.0

10.0

12.0

14.0

16.0

18.0

20.0

ACME Ref Group

S
er

ve
rs

 p
er

 F
TE

Servers per FTE

The Reference 
Group’s server 
support
productivity is 
more than double 
ACME’s.



8 IMF Benchmarking Forum Readout

part of the project. When we are 
done, the budget resources will go 
down because we can free up the 
technical support team. All of this 
makes sense to us now. So what do 
we do?

Do What?
Th e correct conclusion is this 

case is to do nothing diff erent for 
now (Figure 13). You are in the 
middle of a project, so fi nish the 
consolidation project and re-mea-
sure following the server con-
solidation. Th e re-measurement 

provides a framework with which 
to evaluate the success of the proj-
ect. You have some productivity 
targets that you can test yourself 
against. You have the original 
study in terms of cost benefi t anal-
ysis for this project, and now you 
have some comparative data to do 
it. While the benchmark does not 
say: Make this change and you will 
save $2 million, it does give you 
the comfort or common frame-
work to understand where you 
are going. Th at is not an unusual 
outcome of looking at a particular 
area in a benchmark.

Illustration 2: Help Desk
Th e second illustration is a help 

desk environment (Figure 14). 
ACME has about 1,500 end users 
and the reference group has about 
1,400. Total spending on the help 
desk is $827k versus $500k in the 
reference group. Th e cost per call 
at ACME was calculated as $21 
versus $28 at the reference group. 
Th at is the “what.”

You could conclude that ACME 
is 18 percent more effi  cient on 
a cost per call basis. Th ey have a 
lower cost per call. So what? While 
ACME’s absolute costs are $327 
higher, because you are also more 
effi  cient, you are really $190,000 
ahead of the reference group. On 
a surface level, with this informa-
tion that is about all you could say. 
You would probably like to see 
inside this a bit deeper.

The Background
Figure 15 (page 10) provides 

some background. Once you have 
the call volume data, you can see 
that ACME gets two calls per end 
user per month, while the refer-
ence group gets only one per user 
per month. ACME is very effi  -
cient at handling a much higher Figure 12

So What?

One could conclude: 
“If ACME had the productivity of the reference group, 
nearly $1.9 million per year could be saved!”

However, In discussions with Acme managers, the 
following picture emerged:

The benchmark took place during a major server consolidation 
project.  Project resources were significantly increased to handle 
this.
Significant rationalization of vendors and operating system 
versions is part of the consolidation project.
Acme expects workloads to drop significantly at the 
end of this project. 

Figure 11

Configuration
Configuration ACME Ref Group
Number of Servers 650 802
Number of Processors 4.8 1.91
tpmC per Server 35423 18321
Servers per FTE 8.4              17.5
Processors per FTE 40.2 33.5
Number of HW vendors 5 2.4

ACME's Configuration Measures shown as % of Ref Grp
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ACME’s
environment is 
significantly more 
diverse than that of 
the reference 
group.
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volume, but in terms of saving 
money, the option is to drive the 
call volume down. We do not 
know at this point whether this 
is good for bad. If those calls are 
unnecessary calls, you are spend-
ing money unnecessarily. 

Th ere are several other cost fac-
tors, which for this illustration 
are held constant. On a cost per 
end user per month, we are look-
ing at a diff erence between $46 at 
ACME and $30 at the reference 
group to provide help desk service 
for each user. Th at is because each 

Figure 14

Illustration 2: Help Desk
What:

ACME Ref Grp
End Users:  1,500 1,400
Total HD $ $827K $500K
Cost per Call $21.21 $27.79

One could conclude that ACME has a Help Desk which is 18% more 
efficient on a cost per call basis.

So What: While ACME’s absolute costs are $327K higher, ACME’s
unit costs are 18% lower (resulting in a $190,000 lower cost compared to 
the reference group)

Figure 13

Do What?

The correct conclusions are:
Do Nothing Different for now,
Complete the consolidation project,
Re-measure following server consolidation.

While the 

benchmark does 

not say: Make this 

change and you 

will save $2 million, 

it does give you 

the comfort 

or common 

framework to 

understand 

where you are 

going. 
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user called the help desk twice as 
oft en. 

Do What?
What do you do about this 

(Figure 16)?  I chose two areas 
that will not have any fuzziness 
about them. Before we draw any 

conclusions we need to under-
stand the culture. You want 
to be careful of help desk cost 
metrics. If you focus on cost 
per call, the cheapest call is one 
that does not come to the help 
desk. It is a call that stays in the 
department. On average it costs 

the organization two and a half 
times as much to answer a ques-
tion within the department as 
it does to call the help desk. It 
costs IT nothing. An easy way 
to shed $827,000 is to close the 
help desk and handle it within 
the department. However, it 
costs more for them to do that 
than to call the help desk. You 
must be careful.

The other variable might be 
the kinds of calls this help desk 
handles, compared to the refer-
ence group. If it is just IT prob-
lems, that is one thing. If they 
also handle employee benefits 
change applications, then you 
need to understand that.

It may be that the end users just 
do not have the right tools or the 
right training, and they cannot 
answer these questions them-
selves. Th en they may be calling 
the help desk with questions that 
could be avoided. By building a 
self-help application, you could 
reduce your cost.

You cannot answer this at this 
point without understanding the 
category of tracking. You have to 
implement call category track-
ing to see the profi le of calls that 
are coming to the help desk. Th at 
is not a level that we get involved 
with in the Benchmarking 
Forum, but it is a level you need 
to get to before you can draw 
an effective conclusion. You 
need to know whether you need 
training at the help desk or with 
the end users, or self-help tech-
niques or Web applications. Are 
those ways to save the organiza-
tion money?

Displaying Large 
Volumes of Data

It is challenging to present large 
volumes of data back to the client Figure 16

Do What?
Possible reasons for high cost:

Culture of client org is such that using the help desk often is encouraged—
its more expensive to not call the help desk! 
Help desk at the client organization handles additional service functionality 
compared to the reference group—eg. Employee benefits menu changes.
Client organization end users are relying on the help desk too often 
because of culture of helplessness or lack of training

Actionable recommendations:
Implement call category tracking—it is vital to understand the mix of calls 
being received—do nothing until this is available.  If this analysis shows 
more that 1.1 call per end user for direct IT related problems, then ACME 
may want to invest in training or self-help tools if they wish to reduce the 
cost for their HD.  Simple self-help web tools can often reduce a large 
volume of calls.
If the analysis shows that the additional call volume is due 
entirely to the benefits application then, a separate 
cost-benefit analysis should be undertaken to determine 
the feasibility of developing a self help application.

Figure 15

The Background
Help Desk ACME Ref Group
End Users 1,500           1,400
Total HD Cost $827,000 $500,000
Calls/End User/Month 2.2              1.1
Cost/End User/Month $45.94 $29.76
Cost per Call $21.21 $27.79
Calls per Month 3250 1500
FTEs 8 4
Fixed Costs $90,000 $90,000
Variable Costs $9,500 $9,500
Call Duration 10 10
Wrap-up Time 3.5 3.5
Training $ $1,500 $1,500Unit Cost Comparison
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(Figure 17). We can do large num-
bers of charts, but that is diffi  cult 
to assimilate. We can try to pack 
all of the information into one 
chart, but that is hard to interpret. 
Th at is the problem with visualiza-
tion techniques. I will show you 
some of the poor man’s versions 
of that—things you can do with 
a few Excel keystrokes that make 
this look better without resorting 
to a full information visualization 
soft ware tool.

Example One
We oft en get involved in analyz-

ing things like budget actual data. 
One of the things we benchmark 
is fi nancial management pro-
cesses. How well does the budget 

Figure 18

Example One
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Figure 17

Displaying Large Volumes of Data
• Particularly challenging for a consultant is the 

presentation of large volumes of data.  There are a 
variety of techniques to assist in this—some simple, 
some more sophisticated.

• In general, large numbers of charts are hard to 
assimilate, while complex charts are hard to interpret.
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process work? Figure 18 (page 
11) is a budget actual for a list 
of IT products and the vari-
ance tables. It takes literally five 
mouse clicks in an Excel chart 
to generate this metric, which 
is much easier to look at. All we 
need to do is sort and put some 
graphics around it like a rect-
angular box that says: I want to 
look at everything outside of the 
plus or minus 20 percent vari-
ance range, so I know I have to 
look at those top six products 
and those bottom five. This is a 
fair amount of information with 
no sophistication whatsoever. 

Figure 18 (page 11) is a fi nan-
cial overview of the pricing 
process. It shows a subjective Figure 20

Large Data Illustration
Cost per KM vs Distance
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These circuits should be investigated.

Figure 19

Example Two: Circuit Data
Monthly 
Charge Circuit Type Distance $/KM

$134 T1 1,657    $0
$310 T1 7           $44
$310 T1 7           $44
$314 T1 4           $76
$335 T1 295       $1
$366 T1 7           $52
$366 T1 7           $52
$366 T1 7           $52
$366 T1 7           $52
$435 T1 5           $84
$453 T1 20         $23
$453 T1 50         $9
$481 T1 21         $23
$481 T1 21         $23
$539 T1 5           $104
$581 T1 157       $4
$599 T1 135       $4
$600 T1 135       $4
$600 T1 172       $3
$628 T1 9           $71
$628 T1 9           $71
$640 T1 600       $1
$640 T1 600       $1
$640 T1 600       $1
$640 T1 600       $1
$662 T1 360       $2
$662 T1 45         $15
$674 T1 303       $2
$696 T1 7           $98
$706 T1 770       $1
$706 T1 770       $1
$718 T1 157       $5
$726 T1 158       $5
$745 T1 7,771    $0
$750 T1 501       $1
$750 T1 501       $1
$750 T1 501       $1
$750 T1 501       $1
$750 T1 501       $1
$750 T1 501       $1
$765 T1 501       $2
$765 T1 501       $2
$765 T1 501       $2
$803 T1 171       $5
$815 T1 1,261    $1
$815 T1 1,261    $1
$825 T1 648       $1
$825 T1 648       $1
$835 T1 2,197    $0
$840 T1 2,398    $0
$848 T1 16         $53
$848 T1 16         $53
$848 T1 16         $53
$848 T1 16         $53
$850 T1 25         $34
$850 T1 25         $34
$855 T1 20         $43
$876 T1 732       $1
$876 T1 732       $1
$876 T1 732       $1
$880 T1 53         $17
$891 T1 100       $9
$891 T1 100       $9
$893 T1 770       $1
$893 T1 770       $1
$894 T1 330       $3
$894 T1 22         $40
$896 T1 770       $1
$899 T1 317       $3

$913 T1 157       $6
$930 T1 29         $32
$930 T1 331       $3
$931 T1 1,505    $1
$931 T1 1,760    $1
$931 T1 1,906    $0
$931 T1 2,139    $0
$931 T1 4,447    $0
$934 T1 302       $3
$944 T1 158       $6
$944 T1 770       $1
$944 T1 770       $1
$944 T1 1,261    $1
$944 T1 1,261    $1
$945 T1 1,184    $1
$945 T1 1,657    $1
$945 T1 7,977    $0
$947 T1 180       $5
$947 T1 180       $5
$955 T1 135       $7
$955 T1 343       $3
$962 T1 837       $1
$962 T1 837       $1
$962 T1 837       $1
$971 T1 376       $3
$980 T1 180       $5

$1,002 T1 49         $21
$1,002 T1 49         $21
$1,002 T1 637       $2
$1,003 T1 16         $62
$1,003 T1 637       $2
$1,015 T1 954       $1
$1,015 T1 954       $1
$1,015 T1 954       $1
$1,015 T1 954       $1
$1,015 T1 954       $1
$1,015 T1 954       $1

$1,029 T1 295       $3
$1,029 T1 295       $3
$1,029 T1 295       $3
$1,029 T1 295       $3
$1,029 T1 295       $3
$1,029 T1 295       $3
$1,029 T1 295       $3
$1,040 T1 41         $25
$1,040 T1 41         $25
$1,040 T1 41         $25
$1,065 T1 1,178    $1
$1,065 T1 1,178    $1
$1,083 T1 25         $44
$1,084 T1 49         $22
$1,119 T1 1,142    $1
$1,120 T1 1,142    $1
$1,126 T1 1,261    $1

$1,170 T1 1,403    $1
$1,171 T1 1,144    $1
$1,185 T1 1,505    $1
$1,186 T1 1,505    $1
$1,186 T1 1,505    $1
$1,189 T1 1,070    $1
$1,199 T1 1,134    $1
$1,202 T1 386       $3
$1,202 T1 3,671    $0
$1,202 T1 3,697    $0
$1,207 T1 49         $24
$1,211 T1 3,918    $0
$1,227 T1 1,134    $1
$1,234 T1 954       $1

$1,234 T1 1,142    $1
$1,234 T1 1,142    $1

$1,242 T1 1,365    $1
$1,274 T1 1,261    $1
$1,274 T1 1,261    $1
$1,274 T1 1,261    $1
$1,280 T1 41         $31
$1,297 T1 1,166    $1
$1,300 T1 1,166    $1
$1,320 T1 1,982    $1
$1,342 T1 46         $29
$1,350 T1 1,657    $1
$1,359 T1 1,815    $1
$1,366 T1 1,621    $1
$1,370 T1 3,682    $0
$1,378 T1 1,145    $1
$1,386 T1 317       $4
$1,386 T1 321       $4
$1,387 T1 1,716    $1
$1,391 T1 1,365    $1
$1,403 T1 361       $4

$1,405 T1 361       $4
$1,405 T1 361       $4
$1,405 T1 361       $4
$1,409 T1 1,716    $1
$1,417 T1 3,592    $0
$1,420 T1 3,907    $0
$1,435 T1 1,505    $1
$1,437 T1 2,148    $1
$1,457 T1 1,621    $1
$1,464 T1 1,142    $1
$1,464 T1 1,142    $1
$1,464 T1 1,142    $1
$1,465 T1 1,353    $1
$1,465 T1 1,353    $1
$1,465 T1 1,353    $1
$1,469 T1 1,815    $1
$1,469 T1 1,815    $1
$1,472 T1 1,199    $1

$1,472 T1 1,199    $1
$1,474 T1 1,142    $1
$1,483 T1 46         $32
$1,483 T1 46         $32
$1,490 T1 1,493    $1
$1,504 T1 2,215    $1
$1,509 T1 1,446    $1
$1,539 T1 2,282    $1
$1,539 T1 2,282    $1

$1,609 T1 3,910    $0
$1,618 T1 1,616    $1
$1,619 T1 1,616    $1
$1,654 T1 2,609    $1
$1,662 T1 2,291    $1

$1,671 T1 1,365    $1
$1,671 T1 1,365    $1
$1,671 T1 1,365    $1
$1,702 T1 1,194    $1
$1,702 T1 1,194    $1

$1,741 T1 1,493    $1
$1,745 T1 2,609    $1
$1,761 T1 1,760    $1
$1,804 T1 2,616    $1
$1,825 T1 1,187    $2
$1,830 T1 2,422    $1
$1,830 T1 2,422    $1
$1,830 T1 2,422    $1
$1,832 T1 954       $2
$1,871 T1 562       $3

$1,871 T1 562       $3
$1,871 T1 562       $3
$1,894 T1 3,732    $1
$1,906 T1 1,771    $1

$1,906 T1 1,771    $1
$1,906 T1 1,771    $1
$1,906 T1 1,771    $1
$1,928 T1 1,187    $2
$1,960 T1 3,592    $1
$1,960 T1 3,592    $1
$2,026 T1 1,815    $1
$2,026 T1 1,815    $1
$2,026 T1 1,815    $1
$2,026 T1 1,815    $1
$2,026 T1 1,815    $1
$2,065 T1 2,619    $1
$2,065 T1 2,619    $1
$2,093 T1 1,403    $1
$2,100 T1 16         $130
$2,122 T1 2,783    $1
$2,122 T1 2,783    $1
$2,343 T1 3,922    $1
$2,357 T1 2,783    $1
$2,364 T1 3,714    $1
$2,409 T1 3,714    $1
$2,409 T1 3,714    $1
$2,455 T1 3,861    $1
$2,491 T1 3,951    $1
$2,528 T1 4,116    $1
$2,537 T1 3,951    $1
$2,543 T1 2,279    $1
$2,570 T1 2,279    $1
$2,683 T1 3,714    $1
$2,825 T1 3,714    $1
$2,893 T1 3,951    $1
$3,401 T1 4,124    $1
$8,968 T1 1,123    $8
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measure on how well that prod-
uct is defi ned and how accurate 
this organization is in predicting 
volume. If you are going to do 
product pricing, you need to get 
your expenses right. You need to 
forecast your expenses and fore-
cast your volumes. If you set the 
rate, then you have to live and 
die by that rate. If the volumes 
do not achieve, then you do not 
recover enough money or you 
overcharge. From a pricing per-
spective those are the three main 
variables: the extent of your 
accuracy, the volume predic-
tion accuracy, and actual costs. 
Th en there are some service level 
objectives such as how well you 
do in setting levels and adhering 
to them.

Example Two: Circuit Data
Sometimes you get a large 

volume of data. With things like 
circuit data the circuits will run 
into the hundreds (Figure 19). 
One way to manage this is to put 
the data into a scattergram and 
fi gure out what it is telling you. 

Large Data Illustration
If you have really large vol-

umes of data, then a scattergram 
would be too complex (Figure 
20). In this case for the volumes 
we are looking at, a scattergram 
gives you everything you need to 
know about this.

Two Related Dimensions
Two-dimensional views are 

easy to do and sometimes give 
you a fair bit of insight into 
data: whether it is all clustered 
together or more distributed 
than it appears to be  (Figure 
21). Th ere are easy ways to chart 
this information in order to gain 
some insight.

Modeling Tools
Modeling tools present a third 

option (Figure 22). You have 
some benchmarking information 
around an IT process. What that 
gives you is a bunch of measures, 
performance, cost components, 
and volumes. Th ey can all change. 

It is diffi  cult in most situations to 
get your mind around the relation-
ships between evolving change 
and what that does to cost. With 
an accurate fi xed variable cost 
model, it will be hard to predict 
how changes can aff ect your cost.

Figure 22

Modeling Tools

• Many situations within the management of IT processes 
are relatively complex, involving the interaction between 
several variables—picture a “whack-a-mole game”

• Most situations can be modeled to allow interactive 
“what-if” analysis

Figure 21

Two Related Dimensions
Combined Budget Process Accuracy
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I would like to go back and 
illustrate the help desk situation 
discussed earlier. We present 
this benchmark to the help desk 
manager, and he says: Help me 
understand what I should be doing. 
Help me understand my opera-
tion. Th ere are techniques like this 
that are straightforward modeling 
tools (Figure 23). For most IT pro-
cesses we build a model. We have 
the advantage of seeing observa-
tions from 10, 20 or 50 companies. 
Given those observations we can 
use regression techniques to show 
the relationship between this and 
that. We can build equations that 
say when volume goes up that has 
this eff ect on productivity, this 
on cost, and so on. We can build 
those underlying equations based 
on the observation data that we 
have available. Th en it is a simple 
matter to put it in this form and 
say: Let’s reconstruct the ACME 
situation. ACME’s call volume is 
at 3250, so I adjust the call volume 
control. We set the salaries to the 
right geographic category. We 

have the fi xed and variable costs 
on the lower left . If you recall, 
call duration was 10 minutes. He 
didn’t have 11 agents—he only 
had eight. If he had 11 agents, 
then the average agent utilization 
is 48 percent. Th e average time to 
answer the phone is pretty good 
at 23 seconds. Th e abandonment 
rate is pretty low, so we can start 
taking agents away. As we take 
agents away the cost changes. We 
get down to eight agents with 66 
percent utilization of the agent 
and 27 seconds to answer the 
phone. We generate an abandon-
ment rate that is still in the three 
percent range, which is accept-
able. Getting the three dials on 
the top right into the green zones 
represents a stable situation a help 
desk manager would be comfort-
able with. Now we have cost com-
ponents of $827,000. It is a pretty 
good fi t. Th is model is actually 
evaluating the equations, which 
generates the same end result as 
the real work situation.

Th is tool lets the manager play 
the ultimate what if games. What if 
we put a new application out that 
generated a lot more calls? What 
happens if our call volume went 
to 5,000? We do not have enough 
agents. We just cannot do that, so 
how many agents will we have to 
add in order to get performance 
back into the reasonable range? 
I could live with 35 seconds. We 
would then need at least 11.5 
agents. To have really world-class 
performance, we would need 12 or 
12.5 agents.  What would happen 
if we are back at our 3200, but 
our call duration went up? With 
an application change it takes an 
agent a lot longer to resolve the 
problem, and the average call goes 
up to 14 minutes. We are back 
with our eight agents again. Oops, 
we get six percent of them in the 
rate and 78 seconds to answer the 
phone, which is unacceptable. We 
would have to run at about 10.5 
agents to handle that situation. 
What if we could change our fi xed 
hardware costs? We could change 
diff erent hardware and tools and 
get the cost down, but what would 
that do? You can play all the test 
scenarios.

We have observations of per-
sonnel costs around the world. 
What would happen if this help 
desk moved to the Singapore 
subsidiary? We would drop from 
$18 to $11, using Singapore 
salary numbers. We may have to 
add some communication cost 
increases, etc.

Th ese techniques complete the 
cycle in my mind from bench-
marking. Benchmarking at the 
start poses many questions. It 
increases the demand for more 
information because it teases you 
with comparatives—you need 
to know more and more detail. 

Figure 23

Modeling Tools
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One of the things you need to be 
cautious of is that when you start 
you will end up with a longer 
process than you think, because 
you will want to dive deeper into 
it to get all of the information. 
Th ink of the Benchmark Forum 
as an interesting overview, but it 
will not decrease the demand for 
additional information. As you get 
more information, you get more 
of the context. If we do inter-
views with people to understand 
the context, we can show you that 
appropriately. Th e next thing you 
may wish to ask is: What if I did 
this? What if I did that? Th at is 
where these types of tools come 
into play.

Question: In terms of what 
the Benchmark Forum is pro-
viding, are you going to be 
building starter models of this 
type that people can look at if 
they are unsure of how to look 
at their environment yet? Give 
me a way to look at it, and I 
know these things can help me, 
right? Th en I can play with my 
culture and look at these things 
and say: I do not even know 
if this is the right way to look 
at it, but at least it gives me a 
framework to go through.
Burkett: Th at is exactly a great 
use of this bridge because the 
Benchmarking Forum gath-
ers a small amount of data. 
You want to draw detailed 
conclusions but you have a 
small amount of data. As an 
alternative to spending the 6-8 
weeks getting the total amount 
of data, you can jump over and 
look at the hypothetical situ-
ation. Maybe with the model 
you can get an understanding 
of everything without having 
to go through that deep dive.

Question: So along with this, 
for the dives, we would get a 
description of what that is and 
maybe an idea of how that 
information was derived so 
that I might be able to say: I 
understand the time to answer. 
Th at is one that I can plug in 
right away. Of the 12 or 15 
inputs shown in Figure 23, I 
might have two that I really 
need to go aft er, or perhaps I 
need to do this diff erently than 
is modeled here.
Burkett: If you do not have 
specifi c details, you can say: 
Let’s assume I am no diff erent 
than the comparative group. 
On average, the second dial 
on the top right of Figure 23 is 
percent of agents on available 
times. You may not measure 
that or know that exactly, so 
until you can get it you can use 
the reference group value of 18 
percent. If you come up with 
better data then you will fi nd 
your specifi c points.
Question: Have you already 
done some of these that are 
available now?
Burkett: I have built dash-
boards like these for four or 
fi ve of the more common IT 
processes. There were also 
two ways to do it. Th ere is the 
email level, which allows you 
to understand the cost com-
ponents of delivering an email 
service. Th ere are techniques 
to use that are nothing more 
than using a tool to interact 
with detail level data. Some-
times it is hard to make your 
way through a bunch of detail 
data, but this one lets you look 
at the high level on one side 
and the detail explosion on 
the other. Th ere are drill-down 
techniques as well. Th ey do not 

really do the modeling, but 
they let you explore the data. 
I have them for email, help 
desk and some mainframe pro-
cesses. We have models built 
with underlying equations that 
I am reasonably comfortable 
are close to reality. It fi ts the 
observed information that I 
currently have available.
Question: As a group, is there 
a way that people will provide 
input back and add to the 
details of that model? 
Burkett: Every observation 
that goes back into our data-
base lets me rebuild the equa-
tions with more accuracy. Th e 
more data we have the better 
the progression process is. If 
you do it with two, it is not a 
very good fi t. If you do it with 
22 observations that are rea-
sonably consistent, it is a better 
fi t. If you have 22 observations 
that are all over the map, then 
you are missing some variable 
clue.
Ted Williams, The IMF: We 
provide data fi rst. So we vali-
date the data fi rst, and then we 
give it out. 
Burkett: Th is started from me 
standing in front of groups 
presenting benchmarking data 
and watching people leap to 
conclusions that I was not 
comfortable with, and taking 
courses of action that I was not 
sure were the right things to do. 
Th ey were making decisions 
without the full understanding 
of the relationships. Th is kind 
of tool gets you closer. 
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