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Companies today are under extreme 
pressure to make decisions and execute 
quickly. Deloitte believes it is critical that 
you are able to base your decisions on 
current, relevant, and objective informa-
tion — rather than anecdotal experience or 
internal corporate instinct alone. Bench-
marking has proven to be a valuable tool 
for finding out what your competitors 
or other peer companies are spending, 
where they are making investments, and 
where they are getting the biggest returns. 
Beyond investment amounts and catego-
ries, operational datasets from another 
organization can also help you discover 
domain-specific improvements for your 
own organization. For example, manufac-
turing clients often ask us how companies 
are taking advantage of the data from the 
physical sensors that are on the equipment 
that the companies have sold or rented out 
with a commitment to service the equip-
ment. What is the benchmark?
 
Between very high level corporate strategic 
spend and the nitty gritty of the inferences 
that can be drawn from combing physical 
sensor data, there are countless examples 
of benchmarking-worthy datasets in every 
domain. What are the drivers of new prod-
uct creation time and how much does each 
driver contribute? How long does inventory 
remain in each step of the warehousing 
process? How many days do companies 
allow customers to pay invoices? How often 
are they giving discounts?
 
Simply put, benchmarking can help identify 
opportunities to improve your enterprise 
by comparing your performance against 
that of others. While typical survey designs 
use a qualitative approach for participating 
companies to share best practices and 
policies, the type of benchmarking studies 
discussed here focus on analyzing recent 
historical quantitative data to help drive 
better decision-making.  

When companies restrict benchmarking to 
one direction, they are primarily restricted 
to data collected by third parties. The third 
parties would have collected without knowl-
edge of the deeper purpose for which the 
querying company (i.e., data buyer) would 
ultimately be studying the data. We at 
Deloitte are indeed experts at recommend-
ing, availing and analyzing such third-party 
data for you. However, we have successfully 
helped clients unlock deeper, even more 
actionable insights from undertaking mutu-
al benchmarking cooperatively. 

In mutual benchmarking, a company can 
invite similar organizations to share data 
to develop deeper benchmarking metrics 
than they could through public information. 
In a market like the US, it is possible for a 
company to find competitors that serve the 
exact same market segment with compara-
ble market shares while operating through 
similar corporate structures. However, to 
benefit from cooperative benchmarking, 
it is not necessary to target benchmarking 
invitees so narrowly. In fact, in the case of 
most types of data, a conglomerate can 
derive more benefit from benchmarking 
with a peer, for example, a similarly sized 
company with a similar supply chain foot-
print than it can benefit from benchmarking 
with the various companies which happen 
to sell some subset of products or ser-
vices in common. As a further illustration, 
where there is a local aspect to corporate 
citizenship incentives and thus the related 

datasets, a country like Finland may be un-
likely to be home to multiple global elevator 
OEMs. When it comes to rock-crushing 
equipment, there are multiple producers 
in Finland, but only one that has a similar 
global scale as the elevator OEM. While 
both of these large companies get much 
of their revenue from outside Finland, they 
may still have some incentive to source 
their input metal from Finland-based metal 
processors. Thus, for benchmarking the re-
lated datasets in this case, the rock-crusher 
producer is a better peer company for 
elevator OEM than competing elevator 
OEMs from the US, Japan and Germany 
would be. And the Finland-based elevator 
OEM is a better peer company for the large 
Finland-based producer of rock-crushers 
than the other very small producers of 
rock-crushers in Finland.

What is cooperative benchmarking between companies and 
their peer companies or competitors?

Benchmarking has proven to be a valuable 
tool for finding out what your competitors 
or other peer companies are spending, 
where they are making investments, and 
where they are getting the biggest returns.
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Using intelligence gathered from bench-
marking, organizations can achieve capital 
efficiency, cost reductions, operational 
improvement, and better decision making. 
Tangibly, benchmarking gives you a way to:

 y Identify opportunities to reduce expendi-
ture and increase value

 y Gain insight into relative strengths and 
weaknesses when compared to other 
organizations

 y Address organizational complacency and 
perception that current performance is 
acceptable

 y Provide a view of both qualitative and 
quantitative measures of capital expen-
diture and operational effectiveness that 
can change the way organizations view 
their performance

 y Support existing business imperatives or 
course-correct them

 y Vet candidates for potential joint ven-

tures and mergers of equals (benchmark-
ing ahead of acquisitions is also possible 
and highly useful, but requires finesse as 
discussed in our other post)

How can Deloitte help you lead a coopera-
tive benchmarking study with competitors 
or peer companies?

We at Deloitte provide our clients with val-
ue through both local excellence and global 
reach. In the illustration above with the ele-
vator OEM, we could help the elevator OEM 
both with arranging benchmarking cooper-
ation with peer companies in Finland as in 
the example as well as with the competitors 
in the US, Japan and Germany for more in-
dustry-specific datasets. Moreover, we have 
business and data experts experienced in 
extracting actionable insights in each of the 
benefit cases described above as well as 
numerous others.

A cooperative benchmarking study can 
help a company and its participating peers 
to understand their relative performance 
across selected capital outlay, operational 
and cost factors, and to identify actionable 
improvement opportunities. However, 
the cooperative benchmarking study can 
also raise questions about confidential-
ity and fairness due to the collaboration 
with competitors or fellow customers of 
the same suppliers and vendors. When 
conducting the cooperative benchmarking 
study, companies are required to comply 
with applicable domestic and international 
antitrust legislation and regulations. 

In addition to helping arrange and conduct 
cooperative benchmarking studies, Deloitte 
has extensive experience in helping com-
panies comply with the necessary antitrust 
requirements. We are able to advise you on 
what can and cannot be shared. Generally, 
to be antitrust compliant, the following 
discussion topics should be avoided:

 y Specific rate information for materials 
and/or services even without using 
names

 y Performance level of suppliers or service 
providers by name

 y Specific compensation rate information 
for employees or contractors

 y Any information that provides com-
petitors with confidential or sensitive 
information regarding your commercial 
relationships 

By being antitrust compliant, companies 
ensure that they uphold the antitrust 
principles of: 

 y Preventing bullying: Ensuring companies 
cannot force suppliers to accept the 
same price that another company is pay-
ing (e.g., under different circumstances)

 y Avoiding collusion: Ensures that com-
panies do not work together to lower 
supplier prices

Why is cooperative benchmarking useful?

Deloitte’s antitrust advisor role in 
cooperative benchmarking studies
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 y Protecting suppliers: Protect the confi-
dentiality of commercial relationships, 
strategy and intellectual property (trade 
secrets) of suppliers

By engaging Deloitte, you can trust that 
all participants in the benchmarking study 
will meet the antitrust compliance require-
ments for all data flowing through Deloitte 
per our data escrow process. Data escrow 
is the act of storing your data with a neutral 
third party to ensure sensitive information 
is not unintentionally shared with a com-
petitor company. 

Deloitte will ensure all your data and data 
of participating companies will be held in 
escrow. The data input files will never be 
shared by Deloitte. We will never reveal 
specific project or supplier/vendor/service 
provider information that might be of a 
sensitive nature. Deloitte not only keeps 
the data in escrow, but also acts as a buffer 
between participants to help the partic-
ipants avoid having unguided sensitive 
supplier discussions. Companies are always 
welcome to seek advice from Deloitte if 
concerns regarding any specific data point 
arises.

Deloitte places a strong emphasis on en-
suring protection of each company’s data 
during the entire data-sharing process. 
Deloitte will go above and beyond the an-
titrust compliance requirements to ensure 
that each company also feels comfortable 
with the information being shared. 

During the benchmarking study, Deloitte 
will serve as the information and data 
aggregator and perform analysis. Deloitte 

will work with each participating company 
individually to explain the benchmarking 
study, information gathering process, and 
confidentiality constraints. Deloitte will also 
work with each participating company to 
normalize differences in conventions (e.g., 
in cost allocation encoding) to ensure an 
“apples to apples” comparison. 

As Deloitte takes each company through 
the journey of understanding the analysis, 

for example, of their own expenditures, 
study participants have the opportunity to 
provide feedback to explain common or 
non-typical trends. Before the findings are 
shared with the other study participants, 
each participant has the opportunity to 
review the analysis of their respective 
data and restrict permission to share any 
sensitive insights even if such insights 
would not trigger antitrust concerns. The 
mutually agreed-upon analysis will be 

How does Deloitte go beyond advising on antitrust compliance 
in serving as the data escrow agent for you and your 
competitors/ peers?

Benchmarking 
kick-off

Review anti-trust 
compliance with 

participants

Normalize and 
analyze dara

Incorporate feedback  
and request permission  

to share

Meeting anti-trust compliance Beyond the anti-trust compliance

Present final report

Obtain data input from 
participants

Receive feedback during 
individual data analysis 

review session

Document permission 
received

Deloitte’s Data Escrow Process
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presented to all companies; a company 
must agree to share its own profile in order 
to receive profiles of the other participants.
for example, of their own expenditures, 
study participants have the opportunity to 
provide feedback to explain common or 
non-typical trends. Before the findings are 
shared with the other study participants, 
each participant has the opportunity to 
review the analysis of their respective data 
and restrict permission to share any sen-
sitive insights even if such insights would 
not trigger antitrust concerns. The mutually 
agreed-upon analysis will be presented to 
all companies; a company must agree to 
share its own profile in order to receive 
profiles of the other participants. By engag-
ing Deloitte, you are able to build greater 
trust among all participating companies as 
each company will be more confident in 
their data and information being protected. 
Companies may be more willing to share 
their data with Deloitte and contribute 
more in-depth commentary. They may also 
offer up additional insights not initially in 

the study scope with the (almost always 
fulfilled) expectation that Deloitte will obtain 
the same from the other participants. As a 
result, your entire study will have a much 
more insightful outcome than if you had 
obtained an antitrust-compliance-only 
advisor.

Through this process, you will not only 
be increasing the collaboration between 
yourself and participating companies, but 
also the collaboration within the industry or 
across industries. Companies can take the 
valuable best practices and lessons learned 
from the study to review other areas of im-
provement. This may lead to other analysis 
such as capital expenditure, operational 
expenditure, profitability analysis, and op-
timization. Deloitte will be able to provide 
enterprise improvement expertise in these 
areas and also help companies identify oth-
er opportunities to collaborate with peers 
and competitors.

Companies can take the valuable best 
practices and lessons learned from 
the study to review other areas of 
improvement.
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