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Peter Dane 

• civil engineer 

• 25 year in the water industry (utilities) 

• manager international benchmarking at Vewin, Association 

of Dutch Water Companies 

• programme manager European Benchmarking Co-

operation (EBC) 

• management team member of IWA’s Specialist Group on 

Benchmarking & Performance Assessment 

Personal introduction 
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Agenda 

• What is benchmarking? 

• Benchmarking around the globe & in Europe  

• EBC’s benchmarking programme 

• The Information Pyramid 
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What is benchmarking? 

IWA’s Task Group on Benchmarking: 

• “benchmarking is  a tool for performance improvement 

through systematic search and adaptation of leading 

practices” 

  

• 2 consecutive steps: 

 performance assessment 

 performance improvement 
UTILITY

FUNCTION

PROCESS

TASK

LEVEL
OF

DETAIL

Performance 
ASSESSMENT

Performance 
IMPROVEMENT

BENCHMARKING
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What is benchmarking? (2) 

 

• not a single action! 

 management tool for 

 continuous improvement 

 preferably embedded in  

 yearly business planning cycle 
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Benchmarking around the globe 

Major initiatives 



13 & 14 December 2012 Benchmarking European water services -  7   -  

Benchmarking in Europe 

• 2006 Eureau-survey identified some 20 regional/national 

initiatives 

• single action projects ánd regular programmes 

(A, D, DK (1997), FIN, H, N, NL (1997), P, S, UK) 

• organisers: 

 associations 

 consultants 

 regulators 

• very different, few interconnections 
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Benchmarking in Europe (2) 

• water industry can benefit from: 

− extending number of initiatives 

− standardisation 

− connecting initiatives (internationally) 

•  EBC (2007), RO (2012) 
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About EBC 

European Benchmarking Co-operation (EBC) 

• initiative of national water associations and several 

utilities from DK, FIN, NL, N, S (2005) 

• mission: to facilitate water utilities in the continuous 

process of improving performance and transparency 

 by offering a web based, international benchmarking 

programme for water services and 

 providing a platform to learn from best practices in 

management and operations from peer utilities 
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About EBC (2) 

Characteristics 

• not-for-profit utility improvement programme - by the water 

industry, for the water industry 

• covers water & wastewater 

• extensive data validation and reporting 

• governed by Dutch & Scandinavian water associations 

• focus on European water utilities, but open to all interested 

utilities 

• partners with national associations/regional partners 

• fully supported by   



13 & 14 December 2012 Benchmarking European water services -  11   -  

EBC’s benchmarking programme 

Performance assessment – areas to analyse 

 

 

• context information 

• key performance areas 

 water quality 

 reliability 

 service quality 

 sustainability 

 finance & efficiency 

 

Context information
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EBC’s benchmarking programme (2) 

Performance assessment – different participation levels 

 

 

• 3-level model 

 to choose at: 

 basic 

 standard 

 advanced 

 

 

context information

reliability

sustainability

finance & efficiency

context information

sustainability

finance & efficiency

context information

water quality

reliability

service quality

sustainability

finance & efficiency

context information

water quality

reliability

service quality

sustainability

finance & efficiency

context information

sustainability

finance & efficiency

context information

service quality

finance & efficiency

Drinking water Wastewater

Advanced level

Standard level

Basic level
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EBC’s benchmarking programme (3) 

Performance assessment – applying IWA’s PI system 

Variables 

data element from the system. Can be 

considered as a ‘Building block” for 

creating performance indicators 

IWA PI-

manuals 

Performance indicators 

measure the performance of an 

undertaking. A PI consists of a value 

(resulting from a formula) in specific units 

Context information 

provides information on the inherent 

characteristics of an undertaking. May 

account for differences between systems 

Example 

E-010 

Registered 

customers 

 
 Example 

Ph-012  

Number of customer 

meters  / number of 

registered customers 

(E-006+E-009)/E-010 

 

Example 

CI-014 

Supply area (km2) 
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EBC’s benchmarking programme (4) 

  Project preparation 

• defining objectives, composing team, preparing 

documents, methodology, tools, planning… 

• recruiting participants (invitations, registration) 

• orientation & training (kick-off) 
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EBC’s benchmarking programme (5) 

  Data collection, analysis & validation 

• good data quality: essential for confidence in results! 

• how to arrange this? 

 clear definitions 

 confidence grading 

 extensive data analysis & 

validation 

 results workshop  
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EBC’s benchmarking programme (6) 

Draft reporting 

• to check data/results 

• to identify performance gaps 
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EBC’s benchmarking programme (7) 

Benchmarking workshop 

• essential part of the benchmarking exercise 

• from assessment stage to improvement stage 

• discussing (draft) results (data check, understanding PI’s) 

• special topics (exchanging knowledge) 

• exchanging best practices (presentations by peer utilities) 

• networking 
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EBC’s benchmarking programme (8) 

November 2012: IB2011-workshop in Hamburg, Germany  

• 85 delegates 

• site visit to Hamburg Wasser WWTP 
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Final reporting 

• confidential, individual utility information  

 

 

 

EBC’s benchmarking programme (9) 
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EBC’s benchmarking programme (10) 

Public reporting 

• to show (anonymous) key results  

of benchmarking exercise 

• for stakeholder communication & 

encouraging utilities to participate 
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– 94 different utilities participated since 2007 

– 2012: 50 utilities from 19 countries + 13 from Romania 

 

EBC’s benchmarking programme (11) 
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The Information Pyramid 

stakeholders & information needs

level of detail
national authorities, statistical agencies - national 

monitoring & policy making

utility management, supervisory boards, shareholders - 

utility governance & -efficiency

global institutions (Worldbank, UN, IWA) - global 

monitoring & policy making

international institutions (EU, EUROSTAT, EUREAU) - 

international monitoring & policy making

regulators - compliance with national regulations

process managers - process management information & -

efficiency

utility staff - technical & administrative process controll

type & amount of information

benchmarking 

arena

international 
statistics, policy 

reports

water meters, sensors, financial accounts, ...

SCADA, laboratory system, financial 
system,...

management reports, 
performance indicators

national statistics,
policy reports

global statistics, policy 
reports


