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INTRODUCTION: V
The New Expectation

In Consulting

Consulting has always been buillt on expertise.

SUt today, expertise alone Is no longer enough.

Clients are asking more sophisticated questions: > How do we compare to our
peers?

These aren’t questions that can be answered

with experience alone. > What does best-in-class

lke”?
They require evidence. actually look like:

This Is why benchmarking is becoming a > How do we know this

foundational capability in modern consulting recommendation will work?
—not as a replacement for expertise, but as a

way to strengthen it.
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The Hidden Gap in Many
Consulting Engagements

—ven strong consulting teams often run Into the same challenges:

Proposals that feel directional Resistance to

—but not quantified recommendations

Opportunities are identified, but not Clients question whether suggested
always backed by clear data. changes are truly necessary or proven.

Stakeholder misalignment Difficulty demonstrating

Impact

during diagnostics

Different leaders have different views of

performance—and no shared baseline. clear external context.

These challenges don’t stem from lack of capability—they stem from
lack of contextual data.
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What Benchmarking
Actually Changes
Benchmarking introduces an external perspective

that reframes the entire engagement.

Where are we today? What does “good” look like? How big Is the opportunity?

Not just internally— Grounded in real Quantified and

but relative to peers performan@, defensible
Not assumptions

This shifts consulting conversations from:
“We believe there’s an @ ““Organizations at the top of the market
opportunity to improve...” perform 30-40% better in this area.”

That difference is what drives action.

Data-Driven Benchmarking Elevates Consulting 4




Where Benchmarking
Creates the Most Value /I"
3 4

1 2

EARLY-STAGE CONVERSATIONS DIAGNOSTICS AND BASELINE RECOMMENDATIONS AND MEASURING PROGRESS AND

AND PROPOSALS DEVELOPMENT CHANGE ENABLEMENT DEMONSTRATING IMPACT

This is where benchmarking is often During discovery, one of the biggest Even the best recommendations can fail After implementation, benchmarking
underutilized—and where it can have challenges is alignment. without buy-in. continues to play a role.

the greatest impact.
Different stakeholders often have

Strong proposals do more than describe different interpretations of performance.
work—they create urgency and
confidence.

BENCHMARKING STRENGTHENS IT ALLOWS CONSULTANTS AND

BENCHMARKING HELPS BY: :
BENCHMARKING INTRODUCES RECOMMENDATIONS BY: CLIENTS TO:

e Quantifying the size of the e A shared, objective reference point e Providing external validation e Track progress relative to peers
opportunity
e Clarity around what “good” looks e Reducing perceived risk e Validate improvements against real
e Providing external validation early like benchmarks
e Making outcomes more tangible
o Differentiating your approach from e A way to prioritize issues based on e Communicate impact more
competitors Impact effectively

RESULTS

This reduces internal debate and This framing moves recommendations This is especially important for

That level of specificity builds
accelerates decision-making. from opinion to evidence. reinforcing long-term value.

iImmediate credibility.
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Why the Source of
Benchmarking Matters

Not all benchmarking data Is created eqgual.

The usefulness of benchmarking depends on: This is why many consulting teams rely on

established sources like APQC, which provide:
l l Data quality

l l Consistency of definitions

Standardized frameworks

(such as the Process Classification Framework)

Large, validated datasets
l l Sample size and diversity

Cross-industry comparibility

<] (& (&

l l Methodology and validation

Without these, benchmarking can create more Using trusted sources helps ensure that insights
confusion than clarity. are credible—and defensible in front of clients.
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Making Benchmarking a
Repeatable Capability

High-performing consulting firms don’t use
benchmarking occasionally—they operationalize it.

This means:

TRAINING TEAMS TO USING CONSISTENT

INTERPRET AND APPLY SOURCES ACROSS
DATA ENGAGEMENTS

EMBEDDING IT INTO INCORPORATING IT INTO
PROPOSAL DIAGNOSTIC

DEVELOPMENT FRAMEWORKS

The result is a more scalable, consistent, and differentiated consulting approach.
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A Practical Mindset Shift

One of the most important shifts Is
not technical—it's cultural.

BENCHMARKING WORKS BEST WHEN IT IS USED TO:.

~ - Enhance expertise, not
replace It

Gulde conversations, not
dominate them

E/| Support decisions, not make

Q them automatically

The goal isn’t to overwhelm clients with
data—it’s to provide clarity.
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-INAL THOUGHT

From Perspective to Proof

At Its best, consulting helps organizations make better decisions.

M Context [z Credibility [z Confidence
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Bringing Benchmarking Into
Your Consulting Approach

—Oor consulting teams looking to make benchmarking a more
consistent part of their work, the next step Is access to reliable,
structured data that can be used across engagements.

Many firms incorporate APQC’s benchmarking —— .
resources into their methodology—using the data to
strengthen proposals, support recommendations,

and provide additional context for client decisions.

If you’re exploring how to make your consulting
approach more data-driven and repeatable:

Contact chill@apqgc.org with questions
about how benchmarking insights from

APQC can support your proposals,
diagnhostics, and client engagements.
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