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BACK TO BUSINESS
Recovery Resources for Manufacturers in Northwestern Pennsylvania

by Susan Hileman, NWIRC Strategic Business Advisor

     s businesses begin to reopen, the question comes to mind, 
“How did we do?” When COVID arrived, some companies were 
quickly shut down as non-essential. Others were shut down 
until waivers came through. Others didn’t seem to be affected 
at all…which is not to say employees weren’t impacted.  Here’s 
what we do know:
     •Most companies had no contingency or emergency plan 
in place pre-pandemic. As work begins to return to the ‘new 
normal’, decisions you’ve made to-date should serve as  
lessons. Talk to your staff about what steps were taken and 
what you would do differently. Do you need a emergency  
response team? Discuss and document the choices your  
company made. You may (or may not) be forced to respond 
similarly in the not-too-distant future.  
     •Safety policies for banning visitors, ensuring PPE is  
available, workers who become sick, maintaining social  
distancing, and disinfecting equipment may be current  
solutions that remain long-term. Restricting travel has become 
an issue so learning different ways of selling, sharing your brand 
and digitally communicating are more important than ever. 
     •Remote working capabilities were expanded for front-office 
staff, but often companies had to invest in technology to make 
it happen. While barriers might have included lack of technical 
broadband in rural areas, for smaller manufacturers it often was 
more a lack of financial resources or fears of disrupting cash 
flow. Flexible work arrangements have provided HR  
departments the realization that many staff can work off-site 
quite effectively if they have the right tools.
     •More cross training of employees across product lines or  
departments is needed, as is having standardized work or  
standard operating procedures. While some employees were 
reluctant to come back for safety reasons, others were hesitant 
because of unemployment incentives which meant making 
more money staying home. All the more reason to evaluate 
whether your workplace is an environment that people want 
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WHY CASH IS KING
by Bob Value, Steel Valley Authority

  t is quite possible to be a fast 
growing, profitable company and still 
end up insolvent, although it is rare to 
find a company that is well-managed 
with an eye towards cash-flow and  
working capital to wind up in that  
position. 
     It has been a long-standing mantra 
that private firms should be managed for 
cash, but more and more savvy public 
firms (and investor) are benchmarking 
using “Free Cash Flow” as a metric.   
Simply put, this is cash flow from  
operations found on the cash flow  
statement in your financials minus 
capital expenditures. Looking only at an 
income statement can mask operating 
deficiencies and other issues. If a  
company has cash left over after making 
needed investments then it is probably 
sound, if free cash flow is negative, then 
the business is not generating sufficient 
cash to be sustainable. 
     At no other time in my 35 years of 
turnaround advisory has the need to 
manage and control cash been more 

critical to most manufacturing small 
and medium-sized enterprises (SMEs). 
In early June, Strategic Early Warning 
Network (SEWN), in collaboration with 
the Manufacturing Alliances of Bucks 
and Montgomery Counties, did a  
statewide survey to gain a snapshot 
with 173 respondents from veteran 
business leaders. When asked how their  
operating cash position looked  
projecting to the end of June, 51%  
stated it was either tentative or they  
did not have enough. 
     I’m often surprised how many 
companies have to guess at what their 
break-even is. For those who know 
from a profitability standpoint what 
sales level they need, it is imperative 
now to take it a step further and know 
what your cash breakeven is. 
     In this crisis, similar to that of 2008, 
many companies saw an immediate 
drop in revenue. If you rely on a Line of 
Credit (LOC), it is important to  
understand the terms of that loan.  
Many LOCs have a cap, say $1M, but 

that is merely a maximum. Often the 
amount available is set from a ‘bor-
rowing base’, typically your accounts 
receivable and inventory. The lender 
sets an advance rate as a percentage of 
eligible assets and then defines what is 
eligible.  As sales dry up so do Accounts 
Receivable and likewise as others fight 
to conserve cash they may age to the 
point where they are no longer eligible 
collateral to borrow against and that full 
$1M may not be available. 
     Finally, a 13-week rolling cash-flow 
forecast is an important tool for  
managing cash if a company is below or 
near its cash breakeven point or is  
experiencing working capital issues.
     There is a lesson to be learned from 
those who lived through the hard times 
of the 1930’s and kept cash stashed in 
their mattresses. They understood that 
cash is king in the best of times, but 
especially in the worst of times.

Recovery

Tap into CRP
hile all businesses in northwestern Pennsylvania have been navigating the same storm 

over the past several months, they are definitely not in the same boat. Each business has 
a different set of circumstances and needs in order to reacclimate and become stronger 
amidst the pandemic. The COVID-19 Recovery Program (CRP) is a coordinated and  
collaborative initiative by a regional network of partners to assist companies in the coming months and further down-the-road. 
Organizations at the core of the program include Northwest Industrial Resource Center (NWIRC), Dept of Labor & Industry’s Rapid 
Response (RR), Steel Valley Authority (SVA), and the Gannon University/Clarion University Small Business Development Center’s 
(SBDCs). The no-cost program includes an initial business assessment and financial analysis, followed quickly by a thoughtful  
tactical action plan and debrief to provide a business the custom support they need. All work is completed via virtual meetings 
(for a total of a 6-hour time investment) with a company’s management team. This initial assessment and planning work is  
completed with funding authorized by the CARES Act via the National Institute of Standards and Technology Manufacturing  
Extension Partnership (NIST MEP). Additional funding phases may also become available to support the project implementation 
needs recommended in tactical action plan. It’s as easy as 1, 2, 3, 4, 5 - starting with an initial assessment.

BACK TO BUSINESS
Recovery Resources for Manufacturers in Northwestern Pennsylvania

I

Continued on Page 3

2

W



BACK TO BUSINESS
Recovery Resources for Manufacturers in Northwestern Pennsylvania

For help evaluating and improving on 
these best practices, contact your local 
Small Business Development Center. 

Clarion University SBDC 
 814-393-2060 | sbdc@clarion.edu 
Gannon University SBDC  
814-871-7232 | gannonsbdc@gannon.edu

       A BUSINESS ASSESSMENT is  
completed by one of the regional  
organizations, such as NWIRC; SBDC; 
Steel Valley Authority; or another 
economic development partner, will 
answer three foundational questions:

• What does the business need to 
reopen or rebuild?

• At what point does the business 
regain strength and stabilize?

• How can the business sustain and 
grow? 

        Depending on the status of your  
business, a high-level or in-depth 
CASH FLOW ANALYSIS is conducted 
by the appropriate organization, such
as NWIRC, SBDC, or Steel Valley  
Authority. 

       Information collected will be used  
to develop a TACTICAL ACTION PLAN 
for the company with  
recommendations for various direct 
services, agencies, partners and  
consultants best positioned to assist. 
       
       A 30-minute BRIEFING with your 
company’s management team to  
review recommendations and 
determine immediate next steps, and 
develop a 3, 6, or 12-month plan.

       If your company moves forward 
with IMPLEMENTION, referrals are 
made to the partner who can best  
assist and also scout available  
funding to offset project cost. Examples 
of these projects may include:
• customer diversification
• market research
• sales planning
• automation
• process improvements
• training

For additional information or to get 
started, please contact Susan Hileman, 
Program Coordinator at 814-572-2077 
or shileman@nwirc.org.

Top 7 Factors to Promote Website  
Organic Growth

Did You Know?

Rapid Response is There In Time of Crisis
he Pennsylvania Department of  

Labor & Industry aims to lessen the  
impact on individuals as a result of a 
business’s economic hardships. L&I’s 
Rapid Response team works with a 
company on their internal crisis  
management plan to help ensure  
business continuity in the event of a 
natural disaster, financial hardship, or 
closure. This team can assist with  
economic transitions at any time, it 
does not need to be event-driven. 

Their team of experts provide  
workers with information about services 
in a centralized and convenient location  
before a layoff or closure occurs,  
including service information on  
unemployment compensation, health 
and pension benefits, job search  
activities, education, training, Trade 
Adjustment Assistance (TAA), and more. 

Rapid Response helps businesses: 
• Maintain or increase  

productivity during transition 
periods

• Assistance to avoid lay-offs
• Management assistance with  

Human Resource needs

For more information: 

Northwest, Bev Rapp
berapp@pa.gov | 717-503-7901

North Central, Tom Werstler
twerstler@pa.gov | 717-877-3688
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        hen a potential customer hears 
about your company, typically the first 
thing they do is check out your web-
site. Your website is your calling card, 
the first impression a prospect  has 
about the services or products your 
company offers. The  
effectiveness of having a good  
website cannot be underestimated.  
The top factors for appeal, that also  
help promote your website’s organic 
growth are:  

1. Google Ranking

2. Search Engine Optimization factors

3. Quality of the website content

4. Frequency of website updates

5. Links to and from your website

6. Social Media links

7. Brand vs content consistency 

3
Watch a 4-minute video about the COVID-19 Recovery Program at:

 www.nwirc.org/crp
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 What Manufacturers in the Region are Saying
Penn State University facilitated a survey this past May to gather feedback from regional businesses about the impact of COVID-19. 
Of the responses, 133 were manufacturers and here’s what they said is their greatest concern. Are you feeling the same impact?
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to work in. (If you don’t know, ask and—then listen—to your 
employees.)
     •Re-evaluate supply chains. Even if you didn’t have  
problems getting supplies this time, take time to look at your
options. What if your suppliers have gone out of business? 
Will you be able to get materials easily? Are there  
additional transportation costs? Is your inventory over  
stock-piled and could it be obsolete by the time demand  
rises? Are you conserving cash by paying your suppliers late? 
All of these supply chain issues should be discussed with 
operations to determine the most effective options and 
responses. 

     As we move through July and into August, we’re not  
post-pandemic—in fact, we’re a long way from it  
according to some industry experts. From now until the end of the 
year, revenues across all industries are expected to drop in response 
to the global recession as well as the upcoming elections, so  
caution is the word to the wise. COVID has changed the way we 
work and live showing the need for flexibility in decisions. In a 
world where social risks are becoming more common issues in 
business, the ability to quickly adapt is really the most critical factor 
to moving forward. The best time to consider your options for a 
successful recovery is now.
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