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What you will learn:

 • Where to use high-level measures of business performance, process-specific measures, and capability measures

 • Why capability measures are best for improving and sustaining Operational Excellence

 • Details of the World Class diagnostic and benchmarking service

 • How to address common weaknesses and threats to programmes to improve Operational Excellence

 • How RBS Insurance used benchmarking to improve Operational Excellence

To order this report, or for further information, please go to www.corven.com or telephone +44 (0)20 3326 2946.



Scope of the report
This research was undertaken to understand current best practices in the use of measurement and benchmarking in driving operational 
excellence programmes.

By ‘operational excellence’ we mean ‘everybody knows how to deliver consistently the products and services desired by the customer:

 • On time 

 • On specification 

 • At the minimum cost

compared with others within our own and across other industries’.

We did find that some organisations considered operational excellence to mean that they had started on the journey rather than that 
they had reached a stage at which they compared well with other organisations.  We maintain that only reaching a level of comparable 
competence represents operational excellence. 

The challenges
We found that measurement and benchmarking address two main challenges facing organisations seeking to become operationally 
excellent.

The first challenge is that although world class operations are expected by customers and business leaders, the desire of leaders is not 
always backed by an allocation of resources to operational improvement initiatives.  Our research revealed that measures and benchmarks 
can be used to convince leaders that improvement is needed, that investment is being directed to the areas that will deliver the best 
return, and that gains can be quantified.  That is, leaders of Operational Excellence initiatives can show executives that they can manage 
investments wisely.

The second challenge is to set the level at which measures are taken and benchmarked to ensure that they meet the needs of each 
organisation.  We investigated three levels of measures and benchmarks – high-level, process-specific, and capability: 

 • high-level measures of business performance can show the need for performance improvement, but do not provide clear 
indications of what needs to be changed.  They are useful for building the business case and setting the ambition for an 
improvement programme

 • process-specific measures are useful once the key processes have been identified. We suggest that firms focus on 
improving processes that differentiate it in the market, and/or those that are expensive to operate relative to their strategic 
value.  The drawbacks with process-specific comparisons are that ‘apples to apples’ comparison can be hard to justify and 
they tend to lead to the narrow redesign of specific processes

 • capability measures and benchmarks are less common, but potentially most useful.  They address an organisation’s 
underlying capability to create and sustain excellent operations. An improved capability can be applied to all processes 
across an organisation.

Benchmarking models
As there was least awareness of capability measures, we researched the available schemes more deeply.  The model that was best 
known was the EFQM model, however it was considered to be resource heavy.  Organisations had difficulty justifying its continued use.  
An alternative that produces comparable results for drastically less effort is World Class.  As a result of this research, Corven Networks is 
working with the originators of World Class to deliver a diagnostic and benchmarking service that draws on Corven Networks expertise and 
experience to design pragmatic improvement plans to address opportunities revealed by the benchmark.

World Class assesses an organisation on four dimensions.
1. Operational excellence: superior business performance that time and time again delivers the products and services desired 

by the customer on time, on specification, and at the minimum cost 

2. Strategic fit: a clear vision, a clearly articulated purpose and business strategy well communicated by effective leadership, 
and an excellent fit to the resources and culture required to deliver. 

3. Capability to adapt: the capability and appetite for continuous improvement, innovation in business process change and 
responsiveness in renewing offerings to the market. 

4. Unique voice: the unique organisational identifiers which differentiate it from its competitors. 

SWOT analysis
During our research, we also performed a SWOT analysis of the factors that influence an organisations operational excellence.  The SWOT 
analysis revealed three weaknesses and/or threats that have not been addressed in previous Corven Networks publications.  We drew on 
the expertise and experience of colleagues in Corven Consulting to suggest approaches to these weaknesses and threats as described 
below.
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 •  Economic downturn.  In an economic downturn many organisations look to reducing spend and headcount to see them 
through to better times ahead.  However, such cost cutting initiatives can drive performance into a downward spiral, de-
motivating staff and impacting customer service and quality.  It has been proven time and time again that such actions 
can quickly sour an organisations relationship with its staff and customers at a time when they are needed most, limiting 
opportunities to move into positive growth when the upturn does come.  Instead organisations while remaining prudent 
should be looking at opportunities to improve their performance, maximising untapped potential and taking steps towards 
becoming operationally excellent.  Driving effective operations, maximising process efficiencies, reducing costs, identifying 
greater value and maximising revenues are all characteristics of operationally excellent organisations

 •  Leadership capability. Leaders need to focus on i) implementing appropriate tools, techniques, and capabilities at the front 
line, and importantly ii) developing new capabilities at both a leadership team and middle-management level.  This second 
focus area is vital to sustain operational excellence.  A good development programme will ensure that the leadership 
team promote actively a mutually agreed vision and strategy, demonstrates visible commitment, provides resources, and 
undertakes appropriate performance coaching.  At the same time a programme for middle managers will ensure that they 
lead and coach the operational improvements, set priorities, set standards, reinforce the approach, and are seen to deliver 
and live the vision and values

 •  Regulation.  Regulation features as both an opportunity and a threat.  The fear is that regulation will take away an 
organisation’s ability to gain competitive advantage by doing things differently.  We see regulation as an opportunity. If it has 
been put in place, it should be viewed as an opportunity to tighten and streamline operational processes and its cultural 
mindset – increasing its operational excellence.  If it is not in place, there is an opportunity to position your organisation 
ahead of the game, defining how you are going to de-risk your business and either setting the regulatory standard or 
avoiding its creation.

We conclude the research report with a case study of RBS Insurance’s programme to drive its operations to world class standards.
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Contents include:

1. Measurement is key to improving Operational Excellence
 World Class operations are expected by partners and customers. The desire for Operational   
 Excellence may not be matched by an allocation of resources

 Purpose and structure of this report

2. Measures of Operational Excellence
 High-level measures of business performance

 SWOT analysis

 Measures of specific processes

 Measures of capability to be operationally excellent

3. The ‘World Class’ approach to benchmarking Operational  
 Excellence capability
 How the World Class approach was derived

 World Class measures:

 •  The World Class Diamond Model ©

 •  The Importance Performance matrix

 •  Comparing company-specific measures

 •  Benchmarking individual companies against the reference group

 •  Positioning individual companies on their World Class journey

 Using World Class to drive improvement

4. Addressing common weaknesses and threats to Operational  
 Excellence
 Improving operational excellence in an economic downturn

 Leadership Capability

 Regulation

5. Case study – RBS Insurance
 
To order this report, or for further information, please go to www.corven.com or telephone +44 (0)20 3326 2946.
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World Class measures:

•	 The	World	Class	Diamond	Model	©

•	 The	Importance	Performance	matrix

•	 Comparing	company-specific	measures

•	 Benchmarking	individual	companies	against	the	reference	group

•	 Positioning	individual	companies	on	their	World	Class	journey

Using World Class to drive improvement

4. Addressing common weaknesses and threats to 

Operational Excellence

Improving operational excellence in an economic downturn

Leadership Capability

Regulation

5. Case study – RBS Insurance

To order the report, or for further information, please go to 

www.corven.com or telephone +44 (0)20 3326 2945.
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—The Corven Group
Corven is an integrated group of businesses all focussed on creating value from strategic change.  We work with the largest 
companies on their most important management issues, delivering long-term results and building sustainable capability. 

We operate through the following divisions:

Corven Consulting: a global management consulting firm with offices in the UK and North America

Corven Networks: an exclusive network of leaders committed to fostering innovation, growth, leadership and 
operational excellence

Corven Ventures: a UK-based activist principal finance investor

Working as a single firm, we integrate these capabilities to deliver greater value to our clients and investments. This 
allows us to offer innovative and tailored solutions that we believe in.


