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BENCHMARKING-UL - INSTRUMENT EFICIENT iN
STABILIREA OBIECTIVELOR DE CRESTERE
A CALITATII iN INVATAMANT

Laurentiu TIBREA, drd., INCE

Optimizarea  permanenta a  proceselor  pentru
Imbunadtatirea calitatii produselor, cu costuri financiare
rezonabile, reprezinta o tintd constantd pentru managementul
oricarei organizatii care doreste sa fie bine plasata in topul
preferintelor clientilor. Nu fac exceptie de la aceste cerinte
nici unitdtile de invatamant, de orice nivel. Chiar daca
invatamantul preuniversitar romdnesc nu beneficiazd, incd,
de o larga autonomie, ceea ce ar permite aplicarea mai
multor instrumente manageriale specifice unui mediu
concurential, exista destule procese interne in care se poate
interveni pentru imbundatdtirea rezultatelor. Un astfel de
instrument, foarte util in management, este aplicarea
benchmarking-ului, proces care ajuta la identificarea §i
valorificarea bunelor practici ale unor unitati scolare aflate
intr-o situatie mai buna decdt cea care isi propune aplicarea
acestui proces.

Cuvinte cheie: benchmarking, cercetare, performantd,
calitate, proces de invatamant.

Introducere. in conditiile actuale, de crizd economici
prelungitd, mediul economic-social romanesc este din ce in
ce mai marcat de competitia supravietuirii si, in consecinta,
a ofertelor de produse si servicii de calitate cat mai bund, cu
costuri rezonabile. In acest context, educatia, stimulatd de
demersurile de reforma la nivel european si, mai ales,
national si local, pana la nivel de unitate de invatdmant, tinde
s ocupe un loc important Intre prioritatile nationale.

in acelasi timp, educatia, sector care a obtinut in ultimii
ani finantare europeana si nationald pentru diverse programe
de infrastructura si resurse umane, trebuie sa dovedeasca
seriozitate si responsabilitate 1n utilizarea acestor fonduri prin
cresterea calitatii, performantei si a contributiei la dezvoltarea
economica.

in ultimii ani, invatimantul preuniversitar din Romania se
afla intr-un proces de schimbari care presupun masuri de
descentralizare ce conduc la cresterea autonomiei unitatilor
de invatdmant. Trecerea la o autonomie mai mare presupune
schimbari majore, mai ales la nivelul managementului,
schimbari ce vor influenta calitatea serviciilor in educatie.
Metodele si instrumentele de management care se pot aplica
in noile conditii sunt influentate de caracterul tot mai puternic
al concurentei. Aceste metode si instrumente au inceput in
prezent sa fie folosite in mod extins in invatamantul
universitar, nivel la care autonomia a fost implementata inca
din anii 90. Unul dintre cele mai puternice instrumente de
masurare a performantei este benchmarking-ul. Aplicatiile de
benchmarking privind asigurarea calitatii, efectuate n ultimii
ani de catre diferite universititi europene s$i romanesti,
fundamentate pe deschiderea si transparenta colaborarii intre
tarile membre ale UE, au condus la imbunatatiri evidente ale
performantelor si calitdtii interne ale universitatilor
participante Unitatile de invatamant preuniversitar trebuie sa
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Permanent optimization of processes for improving the
quality of products, with reasonable financial costs, is a
constant target for the management of any organization
that wants to be well placed in the top of customer
preferences. Don’t make exception from these requirements
any education units, of all levels. Even if the Romanian
preuniversity education system doesn’t benefit, yet, from a
wide-ranging autonomy, which would allow the application
of several specific managerial tools to a competitive
environment, there are enought internal processes in which
it can be interfered to improve the results. One such tool,
very useful in management, is the application of the
benchmarking, a process that helps to identify and use the
good practices of some education units that are in a better
situation than the one who proposes application of this
process..
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Introduction. Under present circumstances of
prolonged economic crisis, Romanian social-economic
environment is increasingly marked by the competition of
survival and, consequently, by the offerts of quality
products and best possible services, with reasonable cost. In
this context, education, stimulated by the reform steps at
European level, and, in particular, national and local level,
up to the educational unit, tends to occupy an important
place among national priorities.

At the same time, the education sector, which has
obtained in the past few years, European and national
funding for various programs of infrastructure and human
resources, shall be required to show seriousness and
responsibility in the use of these funds by improving the
quality, performance and contribution to the economic
development.

In recent years, Romanian pre-university education
system is in a process of changes which involve
decentralization measures that lead to increased autonomy
of education units. Transition to a greater autonomy
involves major changes, especially at management level,
changes that will affect the quality of services in education.
Management methods and tools that can be applied in the
new conditions are strongly influenced by the character
even stronger of competition. These methods and tools have
begun to be widely used in university education, level at
which the autonomy has been implemented since the 90’s.
One of the most powerful tools to measure the performance
is benchmarking. Benchmarking applications on quality
assurance, carried out in recent years by various European
and Romanian universities, based on openness and
transparency collaboration between member countries of
the EU, have led to improvements records in the
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fie pregatite acum sa faca primii pasi spre utilizarea unor
instrumente ale managementului performantei.

Continutul de baza. Benchmarking-ul este un instrument
care ajuta la identificarea celor mai potrivite obiective si cai
de atingere. Este o metodd de determinare a cailor si
mijloacelor prin care putem ajunge ca si cei mai buni din
domeniul de activitate a unitatii care initiazd procesul de
comparare.

Organizatiile care nu doresc sa-si Imbunatateasca
permanent indicatorii i performantele, cele care existd in
voia sortii sau asteaptad mereu ajutoare din exteriorul lor (de
exemplu, multi dintre marii colosi industriali cu capital de
stat), sunt expuse esecului si, inevitabil, falimentului. Cele
mai multe organizatii, fie ca sunt din sfera productiei de
bunuri sau a serviciilor (cu capital de stat sau privat), isi
propun sa fie din ce in ce mai cele mai bune in domeniul lor
pentru a se mentine sau a deveni competitive. Acelasi
lucru se petrece si cu unitdtile de invatamant public sau
privat. Dacd  pentru  unititile private falimentul
sau restrangerea activittii nu este nimic neobignuit, In
ultimii ani §i unitatile Invatdmantului de stat sunt expuse
acelorasi amenintari, pe fondul crizei economice prelungite, a
scdderii natalitdtii, a procentului scazut de absolventi
de liceu care promoveaza examenul de bacalaureat etc. Statul
romén este constrans sd utilizeze din ce in ce mai multe
metode care si optimizeze raportul intre cheltuieli si
rezultatele acestora.

Managerii unitatilor de invatimant devin tot mai
constienti de pericolul scaderii performantelor sau chiar a
desfiintarii unitatilor conduse de ei si cautd instrumente si
metode care sd atraga clientii. Desigur, exista multe unitati
care au traditie in a obtine performante si dorinta de
imbunatatire permanentd a calitatii nu vine din teama de a iesi
din piatd ci din vointa de a-si respecta blazonul. Unul dintre
cele mai eficiente instrumente care pot ajuta un manager sa-si
adapteze permanent obiectivele si strategiile, pentru
imbunatatirea  calitatii si a  performantelor, este
benchmarking-ul.

Acest articol nu are ca obiectiv o tratare a notiunii de
benchmarcking, tratare care este bine conturatd in foarte
multe lucrdri de specialitate, pornind de la diversele definitii
si continudnd cu tipologia, etapele de aplicare etc. Acest
demers este un exemplu de aplicare a benchmarking-ului de
tip concurential sau, asa cum se mai numeste el,
benchmarking extern. Acest model poate fi util, prin
exemplele de procese comparate, mai ales unitatilor de
invatamant preuniversitar, putand fi extins si Imbunatatit spre
aplicare si in invatamantul universitar, respectand procesele si
obiectivele specifice.

In analiza comparativa, abordata aici in mod succint, am
considerat, in mod ipotetic, doud unitati scolare de acelasi tip
si cu acelasi fel de finantare.

Analiza comparativa propusd pleacd de la urmatoarele
premise:

- scoala roméaneasca trebuie sia faca un salt semnificativ
in domeniul calitatii, pentru a fi competitivd si a oferi
societatii si educabililor, in mod egal, sanse de dezvoltare si
afirmare;

- depistarea proceselor si subproceselor in care o unitate
trebuie sa-si Imbunatateasca, cu prioritate, performantele;

performance and internal quality of the participanting
universities.

Pre-university education units must be prepared now to
make the first steps toward the use of tools of performance
management.

The basic content. Benchmarking is a tool that helps in
the identification of the most appropriate objectives and ways
of achieve. It is a method for the determination of ways and
methods by which we can get there as well as the best in the
field of activity of the unit which initiates the process of
comparison.

Organizations that do not wish to improve, permanently,
its standing and performance indicators, the ones that are
there in the will of fate or always wait help from outside (for
example, many of the great industrial giants state-owned), are
exposed to failure and, inevitably, to bankruptcy. Most
organizations, whether there are those from the sphere of
goods production or services (state-owned or private), aim to
be the best in their field in order to maintain themselves or to
become competitive. Same thing happens with public or
private educational units. Whether for private units
bankruptcy or restriction of activity there is nothing unusual,
in recent years state education units are exposed to the same
threats, amid the prolonged economic crisis, decreasing birth
rates, lower percentage of high school graduates who
promote the Baccalaureate exam, etc. The Romanian state is
forced to use increasingly more methods to optimize the ratio
between costs and results.

The managers of education units are becoming
more aware of the danger of decreasing performance
or even dissolution of units led by them and search for tools
and methods to attract customers. Of course, there are many
units that have tradition in obtaining performance and desire
of continuous improvement of quality doesn’t come from
fear of getting out of the market but also from the will to
comply with crest. One of the most efficient tools that can
help a manager to permanently adapt objectives and
strategies to improve quality and performance, is
benchmarking.

This article is not intended to be a treatment of the
concept of benchmarcking, treatment which is well outlined
in many specialty papers, starting from the various
definitions and continuing with the typology, implementation
steps, etc. This approach is an example for the application of
benchmarking of competitive type or, as it is also called,
externally benchmarking. This model can be useful, through
the examples of processes compared, especially to pre-
university education units, and it can be extended and
improved for implemention in university education, also,
respecting specific processes and objectives.

In comparative analysis, aborded here succinctly, |
considered, hypothetical, two school units of same type and
with the same kind of funding.

The benchmarking proposed is based on the following
preconditions:

- romanian school should make a significant leap in the
field of quality, in order to be competitive and to provide to
society and educable, evenly, opportunities for development
and promotion;

- detecting processes and subprocesses at which a
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- identificarea punctelor tari care se traduc in oportunitati
de urcare in topul preferintelor clientilor;

- fundamentarea si ierarhizarea costurilor resurselor
financiare, materiale §i umane destinate ameliorarii
proceselor si rezultatelor aplicarii acestora.

La finalul unui ciclu de aplicare a benchmarking-ului, se
asteaptd urmatoarele beneficii:

- aplicarea In cadrul Scolii A a bunelor practici constatate
in Scoala B;

- conturarea unor obiective ambitioase, dar posibil de
atins;

- corelarea obiectivelor cu asteptdrile clientilor (elevii si
parintii acestora);

- gasirea  punctelor tari si a celor slabe;
- indeplinirea intr-un ritm accelerat a obiectivelor, evitand
unele riscuri;

- Increderea in luarea unor masuri practicate cu succes de
partenerul de benchmarking;

- Imbunatatirea relatiilor si a schimburilor profesionale in
randul cadrelor didactice dar si la nivelul managementului
unitatii;

- rezistentd diminuata la schimbari, din partea angajatilor.

Pentru aplicarea  benchmarking-ului  referitor la
performantele celor doud unitati scolare, se au in vedere
urmatoarele:

- alegerea concurentului (de comun acord cu acesta) care
are rezultate, cel putin partial, mai bune in domeniu;

- stabilirea proceselor si subproceselor de nivel 1, nivel 2
sau de nivel 3 (Cel mai adesea, comparatiile se fac initial
pana la nivelul 1, urmand ca, dupa constatarea unor diferente
semnificative s se adanceasca nivelul de comparare);

- conturarea ierarhiei proceselor (ip) si subproceselor (is)
prin comparatii incrucisate intre propunerile unitdtilor
competitoare dar si ale altor actori interesati (suma
punctajelor atribuite fiind aceeasi, 1000, atat pentru procese
cat si in cadrul fiecarui proces);

- stabilirea indicilor ierarhiei analitice pe baza formulei

i ip-is
4" 1000 '

- atribuirea semnificatiilor punctajelor din tabela de
maturitate (scorecard) astfel: 1 — nivel foarte slab; 2 — nivel
slab; 3 — nivel mediu; 4 — nivel bun; 5 — nivel foarte bun
(pentru rafinarea diferentelor se pot folosi 7 niveluri);

- calculul punctajului (scorului) ponderat se face cu

formula s, =i,-s, unde s este indicele de maturitate

(valoarea scorecard).
Dupa culegerea datelor, se intocmeste urmatorul tabel:

educational unit must
performances;

- identifying strengths which is translated in climbing
opportunities in the top customer preferences;

- fundamentation and prioritizing the costs of financial,
human and material resources, intended to improve the
processes and the results of their application.

At the end of a cycle for the application of
benchmarking, the following benefits are expected:

- implementation in School A of good practices
identified in School B;

- shaping ambitious goals, but possible to be attained,;

- correlation of objectives with customer expectations
(students and their parents);

- finding strengths and weaknesses;

- accomplish the objectives in accelerated;

- pace, avoiding some of the risks;

- confidence in taking measures practiced succesfully
by the partner of benchmarking;

- improving relationships and profesional exchanges
among teachers, as well as at the management level;

- diminished resistance to change from the employees.

For the implementation of benchmarking with regard to
the performances of the two units, shall be taken into
account the following:

- the competitor's choice (in agreement with it) which
has results, at least in part, the best in the field;

- the establishment of processes and subprocesses of
level 1, level 2 or level 3 (most often, comparisons shall be
made initially up to level 1, although, after the discovery of
significant differences to widen the level of comparison);

- outline hierarchy process (ip) and subprocesses (is)
through cross-comparisons between competing units
proposals but also of other actors concerned (the sum of
scores assigned to be the same, 1000, for processes as well
as within each process);

- the establishment of the analytical hierarchy indices
Ip s |
1000 '

- assigning meanings to the scores of maturity scores
table (scorecard) as follows: 1 — very low; 2 — low; 3 —
medium; 4 — good; 5 — very good (for refining the
differences can be used 7 levels);

- the calculation of weighted score is given by

Sp =ia S, where s is the maturity index (scorecard value).

improve, as a priority, its

on the basis of formula i, =

After collecting data, the following table shall be
drawn up:

Tabelul 1/ Table 1

Benchmarking: Scoala A - Scoala B / Benchmarking: School A — School B

Scorecard SP
P IP SP IS 1A Sc A ScB
1 12 |3 |4 5 @ b)
Al 200 18 b a 54 36
A 90 A2 200 18 b a 90 72
A3 500 45 b a 225 180
A4 100 9 b a 45 36
Total / Total 1000 90 414 324
B 70 B1 300 21 b a 84 63
B2 700 49 a b 196 245
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Total / Total 1000 70 280 308
C1 | 800 112 ab 448 448
c 140 C2 | 200 28 ab 112 112
Total / Total 1000 | 140 560 560
DI | 170 78.2 ab | 391 301
D2 | 150 69 ab | 345 345
5 450 D3 | 90 414 ab 165.6 165.6
D4 | 370 170.2 a b 680.8 851
D5 | 110 506 ab | 253 253
D6 | 110 50.6 ab 202.4 2024
Total / Total 1000 | 460 2037.8 2208
EL_ | 210 39.9 ab | 1995 1995
c - E2 | 530 100.7 a b 402.8 503.5
E3 | 100 19 ab | 95 95
E4 | 160 304 ab 1216 1216
Total / Total 1000 | 190 818.9 919.6
- i F1_ | 660 198 ab | 99 99
F2 | 340 10.2 ab | 51 51
Total / Total 1000 | 30 150 150
o % GL | 500 10 ab | 50 50
G2 | 500 10 b 2 40 20
Total / Total 1000 | 20 90 70
Total general / 1000 1000 4350.7 45396
Overall total

Sursa /Source: Elaborat de autor, dupd [3] / Created by author, according to [3].

P - Procese / Processes; IP - Importanta proceselor / The importance of processes; SP — Subprocese / Sub — processes; IS - lerarhizare
subprocese / Sub - processes hierarchy; IA - Ierarhizare analitici / Analytical hierarchy; SP - Scor ponderat / Weighted score

A - Resurse materiale / Material Resources; Al - Spatiul din unitate / Space of unit; A2 - Intretinerea constructiei scolare si a terenurilor /
Maintenance of school buildings and domains; A3 - Dotarea cu echipamente si mijloace de invatare / Providing equipment and learning resources; A4 -
Avizul de functionare / Notice of use

B - Resurse financiare / Financial Resources; B1 - Finantarea de baza / Basic funding; B2 - Venituri extrabugetare / Extra-budgetary income

C - Resurse umane / Human Resources; C1 - Personal didactic / Teaching staff; C2 - Personal didactic auxiliar si nedidactic / Auxiliary and non-
teaching staff

D - Procesul de invatimant / Education Process; D1 - Mediul de invatare / Environment of learning; D2 - Prestatia pedagogica / Pedagogical
performance; D3 - Evaluarea curentd / Current evaluation; D4 - Rezultate (finalitdti ale procesului) / Results (outcomes of the process); D5 - Calitatea
pregatirii in timpul scolarizarii / Quality of preparation during schooling; D6 - Activitatea educativa / Educational activity

E - Management si dezvoltare institutionalid / Management and Institutional Development; E1 - Management strategic / Strategic Management;
E2 - Managementul calititii / Quality Management; E3 - Climatul specific unitatii / Unit-specific climate; E4 - Colaborarea cu alte unitati de invatdmant /
Cooperation with other schools

F - Relatia cu parintii / The relationship with Parents; F1 - Implicarea parintilor in activitatea din scoala / The involvement of parents in school
activities; F2 - Asistenta acordata parintilor / Assistance to parents

G - Relatia cu comunitatea / Relationship with the Community; G1 - Colaborarea cu autoritatile locale / Collaboration with local authorities; G2 -
Colaborarea cu agentii economici / Collaboration with economic agents

2500 1

2000 +

1500 1

O Scoala A / School A
1000 A E Scoala B /School B

500 11

A B C D E F G

Fig. 1. Reprezentarea proceselor supuse benchmarking-ului /
Fig. 1. Processes representation chosen for benchmarking
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4500 -
4000-////
3500 {
3000 1
2500 +
2000 A
1500 -
1000 -
500 1

O Scoala A/School A
B Scoala B/ School B

Total general / Owerall total

Fig. 2. Imaginea generali a rezultatului benchmarking-ului /
Fig. 2. The overall image of benchmarking results

Pe baza sintezei datelor prelucrate si prezentate in tabel se
pot realiza diagrame care sunt foarte sugestive in privinta
proceselor sau subproceselor unde trebuie intervenit pentru a
recupera decalajele constatate. Aceste diagrame pot fi facute
la nivelul fiecarui proces, pot cuprinde toate procesele sau
rezultanta generald a compararii, fiind necesare obtinerii unei
imagini mai usor de realizat In legatura cu situatia propriei
unitdti scolare.

in continuare sunt exemplificate cdteva observatii ce se
pot desprinde din aplicarea analizei comparative dintre Scoala
A si Scoala B:

- resursele materiale ale Scolii A sunt mai bune decét ale
Scolii B, care e mai veche si are un mobilier si dotdri mai
uzate;

- resursele financiare ale Scolii B sunt mai bune, existand
preocupdri pentru atragerea de finantari extrabugetare prin
realizarea de proiecte si obtinerea unor sponsorizari;

- incadrarile cu resurse umane sunt asemandtoare, din
punctul de vedere al ocupérii posturilor;

- Scoala B are rezultate mai bune in privinta procesului
de invatamant, traditia scolii obligdnd si motivand cadrele
didactice sa mentind o exigenta sporitd in privinta propriei
activitati;

- echipa manageriala a Scolii A are o experientd
mai redusa, cea de la Scoala B fiind constituita din cadre cu
studii specifice si avand o experientd mai Indelungata
in conducere;

- relatia cu parintii are cote aproximativ egale, la ambele
unitati fiind foarte buna;

- la relatia cu comunitatea locald se constatd o usoard
superioritate a Scolii A, in ciuda experientei manageriale mai
scazute, administratorii agentilor economici de succes din
localitate avand copiii la aceasta unitate ultracentrala.

Cu siguranta ca o analizd temeinica §i amanuntitd este
urmatd de obiectivele desprinse din aceasta si strategiile
corespunzatoare pentru atingerea acestora. Pe tot parcursul
derularii actiunilor au loc evaluari si se pot face corectii, daca
este cazul.

On the basis of the synthesis of data processed and
presented in Table 1 diagrams can be made and they are very
suggestive for processes or subprocesses where to intervened
in order to recover the gap findings recorded. These diagrams
can be made at the level of each process, may include all
processes or a general comparison of the result, being required
to obtain an image more easily achieved in connection with the
situation of their own school.

Below are illustrated some additional observations
which may detach from the application of comparative
analysis between School A and School B:

- material resources of School A are better than the
ones of School B, which is older and has a worn-out
furniture and more worn facilities;

- financial resources of School B are better, because
there are concerns for attracting extrabudgetary fundings
through the implementation of projects and obtaining
sponsorships;

- enclosures with human resources are the same, from
the point of view of employment of posts;

- School B has better results in respect of teaching
process, school tradition forcing and motivating teachers to
maintain a high requirement increased in relation with their
own activities;

- School’s A managerial team has less experience, the
one of School B consists of people with specific studies
and having a long experience in management;

- the relationship with parents has approximately equal
shares, in both units being very good,;

- in the relationship with local community School A
has a slight superiority, despite lower managerial
experience, some managers of big companies from town
having their kids at this modern unit.

Certainly, a thorough and in-depth analysis is followed
by objectives which have become detached from this and
by the appropriate strategies to achieve them. During the
entire course of action takes place assessments and, if
necessary, corrections can be made.
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Concluzii. Benchmarking-ul este un instrument care se
aplica, in general, cu o anumita ciclicitate. Dupa un ciclu
complet, care presupune si aplicarea unei strategii de
remediere a problemelor constatate, se declangseaza o noud
analiza cu acelasi competitor sau cu un altul — care e mai bine
situat intre timp pe piatd, pentru a constata progresul realizat,
dar si eventualele neimpliniri sau procese la care concurentii
sunt mai bine situati.

Tabelul de sinteza a datelor culese in cadrul procesului
de benchmarking oferda o imagine de ansamblu asupra
proceselor alese spre comparare. Este bine s fie insotit de
diagrame, stiut fiind faptul ca ceea ce se vede are un
impact mai mare, pentru cd informatia este mai usor de
prelucrat si retinut.

Chiar daca benchmarking-ul ne arati unde existd deficit,
este bine sd nu uitdim si ce trebuie sd mentinem pentru a
consolida pozitiile castigate.

Conclusions. Benchmarking is a tool which is applied,
generally, with a particular cyclicity. After a complete
cycle, which involves the implementation of a strategy that
will fix founded problems, it triggers a new analysis with
the same or with another competitor - which is better
located in the meantime on the market, in order to assess
the progress made, but also any shortcoming or processes in
which competitors are better located.

The summary table of data collected in benchmarking
process gives an overview of processes chosen to compare.
It is a good idea to be accompanied by diagrams, being
well-known the fact that what is seen has a greater impact,
because the information is more easily processed and
retained.

Although benchmarking shows us where there is a
deficit, it is a good idea to not forget what you must
maintain in order to consolidate your gained position.
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