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A Path, Not Luck, to Your Business Pot o’ Gold

by Bob Zaruta, President/CEO, NWIRC

| knew a person that anytime someone
wished him good luck his response was,
“luck is when skill and opportunity meet”.
| knew this full-blooded Irishman very
well and he believed that luck played a
role in life. But
he also believed
it was wiser to
count on skills,
seeking potential
opportunities,
thinking them
through, and

acting. Most
Bob Zaruta entrepreneurs
President/CEOQ, NWIRC and business

owners,

regardless of if starting up, scaling their
business, or sustaining profitable growth,
create many of their own opportunities,
and some of their own challenges. They're
often taking on significant risks, sometimes
well informed and prepared and
sometimes not. Seemingly always keeping
their eye on the prize, the pot of gold at the
end of the rainbow.

While the storied rainbow myth is very
familiar, what might not be so well known
is that at the end of the rainbow in the
myth is a tricky leprechaun who is there to
protect the pot of gold. That means more
unknowns, surprises, potential obstacles,
and even dangers that can cause setbacks,
create discouragement, and even prevent
ever getting to the pot of gold. | can’t

help but think of the ever-popular movie
The Wizard of Oz. At the end of Dorothy’s
rainbow was the land of Oz and her pot

of gold was transportation back home.
There was the jolly fellow dressed in green
guarding the entrance door to Emerald
City and the tricky Wizard himself behind
the curtain adding more challenges and
changing the rules. Dorothy and her team
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had a lot to face and overcome along the

way. Like many entrepreneurs and business 1

owners do, the famous foursome and Toto
demonstrated perseverance and resiliency.
But they also had the yellow brick road and
although there were a couple of forks and
disruptions in the path, the road itself was
a critical factor for success.

Like the yellow brick road, the Business
Model Canvas (BMC) is a helpful way for
an organization to establish a solid path
forward, assess changing conditions,
stimulate innovation, explore new or
better ways to deliver value, reduce risk,
and make money. A visual way for a
team to create a shared understanding,
test ideas, and make decisions with
increased probability of success. In
other words, less reliant on luck and
more reliant on skills and opportunity
coming together at the most optimum
time. The BMC describes the rational of
how an organization creates, delivers,
and captures value, and the logic of how
the business intends to make money.

It examines four main areas of the
business: Customer, Offer, Infrastructure,
and Financial through 9 essential
components.

My first experience with the BMC was a

2 1/2-day training course provided by
Strategyzer on Treasure Island — no, | am
not embellishing the story - Treasure
Island is a mile long artificial island in the
San Francisco Bay. My first opportunity
to apply my new learning was a start-up
business with a couple entrepreneurs
that had a propriety product design with
patents pending for strength building
equipment. We began with the most
important component - the value
proposition — to determine the true value
of the offering. Not the features and
benefits, but the problems or gains the
offering addressed or provided. Through
facilitated discussions, we continued
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through the other 8 components of
the BMC. The start-up team identified
home enthusiasts, fitness centers,
hotels, and sports programs as
customer segments. The next focus
was to identify appropriate channels
for each segment. More specifically,
we determined what type of person
would be most inclined to seek the
benefits of their value proposition,
how they are best reached, followed
by the type of relationship each
customer segment preferred. Next,
we determined the key activities to
serve each customer segment, the
key resources required to perform
those activities, and what partners
could help provide those resources.
In addition to facilitating the BMC,
as an Industrial Resource Center we
were able to increase our value as

a partner by identifying potential
manufacturers. The team completed
the BMC with a focus on evaluating
potential revenue streams and
examining various cost structures to
determine how best to make money.

I have found the BMC an effective tool
for our own organization. As a not-
for-profit, NWIRC's pot of gold is not
making money but rather driving
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impact to those we serve. When we were evaluating a new
service to do just that, we turned to the BMC. Last month |
facilitated BMC workshops with three of the five high school
student-run manufacturing enterprises we have helped to
launch, with the other two taking place this spring. Wow,
high school students learning the BMC, applying it to their
enterprise, and creating a visual tool that will be used to
grow the business and help future students as they join.
That is in our pot of gold.

Doing Business with DoD

by Melissa Becker, Government Contracting Specialist
Apex Accelerator, Northwest Commission

Pursuing contracts with the Department of Defense (DoD) is
not for everyone; it requires patience, persistence and an
in-depth understanding of federal acquisition rules. It
typically takes at least 18 months of planning before a
government contractor wins their first contract. Plan

to invest significant time and resources in becoming
procurement-ready, identifying potential opportunities,
marketing to potential clients, developing proposals,
implementing your first DoD contract and complying with
DoD rules.

While it's not easy, there are local, regional, and national
resources and tools that can help you pursue your first DoD
contract.

Getting Started

APEX Accelerators (formerly Procurement Technical
Assistance Centers, PTACs) are funded in part by the

DoD and are tasked with assisting companies of all sizes

to navigate the government market which includes
anything from registrations, certifications, market research,
solicitation reviews, proper bid submission and compliance
guidance. APEX Accelerators serving northern PA are

the Northwest Commission APEX Accelerator (www.
northwestpa.org) and APEX Accelerator at the North
Central Pennsylvania Regional Planning and Development
Commission (www.ncentral.com).

Know & Understand the Rules

When it comes to following the rules, the Federal
Acquisition Regulation (FAR) and the Defense Federal
Acquisition Regulation Supplement (DFARS) govern DoD
acquisitions. DoD contractors and subcontractors need to
follow these rules in order to pursue contract opportunities.
These regulations are complex and are part of every
solicitation and the resulting contract.

Cybersecurity Regulations
A particularly vital contracting compliance requirement, in
place for a few years and is currently now seeing significant
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changes, is the cybersecurity regulation. There are specific
policies that must be followed and a new certification
program is on the horizon. DoD has made CMMC 2.0 a top
priority and contractors will start seeing the requirement
show up in contracts as soon as later this year.

Side Note: DoD Compliance & Opportunity Forums are
scheduled on March 21 (Erie) and March 22 (Kersey). The
program will feature lunchtime keynote speaker Kelley Kiernan,
Chief Technology Officer/Blue Cyber Director, Department

of Navy SBIR/STTR) and also panelists of Prime Contractors
sharing their perspectives on cybersecurity logistics. See all

the details and register at www.nwirc.org/cmmc.

Will CMMC Take Effect in
March 2023?

by Scott Dawson, President and Co-Founder
Core Business Solutions, Inc

If you contract with the Department of Defense (DoD),
you've probably experienced some confusion over

the last few years. In 2019, the DoD announced its

new cybersecurity requirements for contractors-the
Cybersecurity Maturity Model Certification (CMMC). Since
then, the rollout has faced revisions and delays, leaving
many contractors unsure of the future. But now the DoD has
announced a publication date for the final version of CMMC:
March 2023.The DoD has also outlined a new schedule for
the rollout of requirements to contractors.

Refresher: What is CMMC 2.0?

America’s adversaries know it’s easier to exfiltrate
information from defense contractors than from the
DoD itself. The DoD has strict cyber protections in place

for its own systems. But
often, its contractors and
subcontractors have fewer
defenses. Bad actors can
hack contractors to steal
valuable information-such
as Controlled Unclassified
Information (CUl)-and in some cases piece together
entire designs or plans. To prevent such attacks, the DoD
introduced stricter cybersecurity requirements for all
contractors. CMMC will require many contractors to prove
their cybersecurity compliance with an official third-party
assessment certification. All DoD contractors will need to
certify to some version of the model.

CMMC Rollout
According to DoD, the final rule for CMMC 2.0 should be

Continued on Page 3
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Continued from Page 2
published in March 2023, presuming the government’s
rule-making process goes as planned. At that point, a
60-day comment period will ensue. Later in 2023, if things stay
on schedule, formal CMMC certification requirements will
officially begin appearing in defense contracts. This will mean
that a full CMMC certification will become mandatory in order
to be awarded a contract that includes this requirement. It will
take three years for CMMC to reach all defense contracts, with
a target date of October 1, 2025 for the complete rollout. As a
DoD contractor, your first step is to determine what type of
information you are handling and which level of CMMC you
must meet to keep your contracts.
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Jones Performance Products

Video Work Instruction for
OnBoarding and Continuous
Improvement

Jones Performance Products (JPP), located in West Middlesex
PA, is a world-class manufacturer of custom-engineered and
custom-made aftermarket truck hoods and truck components.
JPP hoods and components are
available for most semi and large
truck manufacturers, including
Volvo, Peterbilt, Kenworth, Mack,
Ford, International, and
numerous others. Now in its
third generation, the company
has cemented itself as a leader
in aftermarket truck hoods and
components and is dedicated

to growing within their specific
market and continuing to be the
industry standard.

(L-R) Jay Witosky, Continuum
Creative Media and Josh Calvert,
Jones Performance Products
(JPP).

As with most manufacturers in Western Pennsylvania, the lack
of skilled workforce has affected JPP’s ability to hire needed
personnel. With JPP’s expected growth, the lack of tenured
personnel to‘show, tell, and do’is creating a gap in the required
production goal. The capturing of tribal knowledge to keep
production running and decrease downtime is vital to bridge
the production gap. Downtime means money is not being
made, productivity is affected, and on-time deliveries suffer.
The trainers are newer themselves and now they are trusted to
train the new employees without the knowledge or skill set to
be an effective trainer. The need to have information on hand
that is the same across the board is needed to ensure all em-
ployees are getting consistent and quality training.

As JPP looks towards the future to ensure continued success
and growth, they view employee training as both an area of
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need and improvement and are looking to extend the reach
and usability of training videos. While many companies offer
training at the point of hire and periodic intervals, JPP wanted
to have these tools available for initial training and future
reference tools. If an employee must fill a role in a different
department for a day, these videos can be used to quickly get
them up to speed. If a seasoned employee runs into a problem,
these videos can be used as a troubleshooting resource. Having
training videos which serve multiple purposes ensures that this
investment is going to increase not only company profitability,
but will greatly increase employee efficiency, satisfaction, and
retention.

Based on previous similar projects with manufacturing
companies, NWIRC made the connection for producing a series
of work instruction videos using one of the qualified regional
videography companies, Continuum Creative Media of
Titusville PA. Each video featured the following components:
1) step-by-step, beginning to end, process workflow with
supporting video at each step; 2) subtitles to allow a viewer to
retain information in a noisy environment, pause the video for
taking notes, connects better with literary learners, easily find
specific sections of the video and; 3) closing FAQ and trouble-
shooting section - in the event of any issues, an employee
can quickly reference this section of the video to correct

any of the most found issues or hang-ups.

The video project was completed for a total of 20 minutes of
training for various processes. The end long-term goal for this
training video library is to produce a more knowledgeable and
happier workforce that will ultimately reduce employee
turn-over and increases profitability and work efficiencies.
Company leadership noted, “The videos gave us a new
appreciation for processes in the shop — we think they will be
a great asset for training new hires when they start. Initially
the plan was to utilize the videos to streamline our hiring and
training processes. In reviewing the videos, we found that we
could also use them to correct errors and improve processes for
current employees already on the job.”
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» YOUR STRATEGIC BUSINESS ADVISORS

If you have questions, or would like to speak with the team at NWIRC about services, please contact
one of our Strategic Business Advisors (SBA) covering 13 counties of northwest and north central PA:

Tom Weible Lisa Dach Andrew Idzik
814.590.5202 724.931.0728 814.217.6068
1 COLLEGE PLACE HERMITAGE, PA 8425 PEACH STREET
Building Swift 256 Idach@nwirc.org ERIE, PA 16509
DuBOIS, PA 15801 aidzik@nwirc.org

tweible@nwirc.org
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» UPCOMING EVENTS

Communicating with Creating a Culture of Lean for the Office Operational Excellence
Diverse Generations Accountability Mar 22: St Marys Workshop

Mar 21 & 28: Zoom Mar 21: Erie Lean principles focus on Mar 23: Erie

Effective communication Learn the language of reductions in waste due to A highly interactive

will help resolve (or even avoid)  accountability (it should be overproduction and waiting. workshop to learn the

conflict, increase job satisfaction, positive, not negative!) and how  You don't need to be on the conditions for creating a

build a culture of trust, improve  to set expectations SM.ART.ER.  shop floor to benefit from high-performing

productivity, and increase Participants will receive the book, improving productivity in organization, including
employee engagement. Learn Winning with Accountability, by whatever your role. This training  roles of leadership and customer
how your co-workers’ Henry J. Evans for additional will help participants understand  focus, establishing and
communication styles are shaped learning and application. how to apply lean principles and  measuring performance metrics,
by their generation and tools to office and administrative  creating a stable and capable
personality - and how to processes. delivery system, and converting
communicate with them improved operational

more effectively. performance into growing sales.

For more information or to register for training, visit www.nwirc.org




