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The Power of Self-Assessments
by Bob Zaruta, President/CEO, NWIRC

Just coming off watching some of the

NFL draft, | can’t help but remember the
countless hours | spent as a high school
football coach watching video tapes of
practices and games. Assessing, assessing,
and assessing.
What's working,
what’s not, and
what needs to
be improved for
greater success.
Not only at the
team level but
at the individual
level. | remember
asking a player
as we watched
his performance on tape to self-assess
and to answer questions like...What do
you see? What is your role? What do you
think would have produced better results?
Surely, | could have told the player my
observations and
thoughts rather than
ask. But | wanted my
players to be involved
in their individual
improvement and
success and that

of the team. | don't
remember what
football coach used
similar words to
those credited to

Ben Franklin, but

| bought-in to the
saying, “Tell them they’ll forget, show them
they’ll remember, involve them and they’ll
understand.”

Bob Zaruta
President/CEO, NWIRC

Conducting assessments, more than just
periodically, is critical to improving and
growing. It doesn’t matter if the focus is
to better yourself, a process, a team, or
company, assessments are essential to
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achieving greater success. Assessments
come in different sizes, forms, shapes, and
delivery styles from informal self-reflection
and online company self-assessments

to formal assessments like ISO 9000

gap analysis and NIST 800 171 CMMC
cybersecurity compliance assessments to
name a couple.

At NWIRC, conducting assessments
are a significant part of our services
and value proposition. We use various
assessment tools and approaches
depending on the situation and how
best to help our clients. We recognize
many manufacturers want flexibility
and convenience when it comes to
assessing and improving. For instance,
we offer a company self-assessment tool
focused on continuous improvement,
an area that seems more critical than
ever before, if that’s even possible.
Often, an organization’s continuous
improvement activities are focused on
meeting or exceeding
1 customer expectations
- for quality and on-
- time delivery and to
improve a company’s
competitiveness to
| maintain or secure
new work. But how
an organization
approaches continuous
improvement and
~ what steps are taken
- canalso play a pivotal
~ rolein attracting and
retaining new employees - the number
one challenge by far for manufacturers
today. We know from studies, and actual
experience, of the direct correlation
between employee empowerment
and the level they're able to engage in
improvements to job satisfaction and
contentment with their employer. A
happy employee is much more likely
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to tell others, “What a great place to
work” and help recruitment efforts.

NWIRC'’s Continuous Improvement
Company Self-Assessment is 10
questions and takes less than

10 minutes to complete and self-score.
The assessment looks at things from
both an employee and management
perspective and touches on culture,
change, and capabilities. | encourage
you to take a look and recommend for
the best results that you have others
complete the assessment individually
and then meet as group to compare,
discuss, and prioritize any areas that
need to be addressed. And, keep a
look out for some new self-assessment
tools that NWIRC will be introducing
in the weeks ahead.

To download the assessment,
use the QR Code or visit:
nwirc.org/lean-together
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Three Totally Insane Things to
Know About ISO 9001

by Kevin Shabaar Smith, MBA SPHR HCS
President, Leaderstone and The Kevin Shabaar Smith Co

If there’s one thing | know after delivering performance and
quality management consulting for over a decade now, is
that most people would rather take a hockey puck to the
midsection than to tackle what it takes to create a world-
class quality management system (QMS).

#1 The Grammar Makes the Mindset....Really.

Let's take a look at the term “Quality Management”, and
how you've likely come to accept it in your organization.
Now, don’t get me wrong, I'm not really a grammar guy. But
dropping a bit of grammar perspective here can change
everything for you.

Many people look at this term Quality Management and
think it means“how you manage quality”. But this is really
an outdated way to look at things....like calling-a-couch-a-
davenport outdated. Instead of looking at it this way, look
at the word “quality” as an adjective...not a noun.

In other words Quality Management is not how you manage
quality, but a management system “of high quality”...yes a
(high) quality management system.

ISO 9001 is a management system....dare | say....a business
management system.

But don't take my word for it. Take a look inside the short,
but admittedly boring, book of requirements. You will soon
notice that only about 10 -15% of the requirements have
anything to do with the actual part itself. No, most of the
standard is about planning, providing resources, making
improvements, defining metrics, process control, and a
number of other good business practices.

Once we change this perspective, we can see exactly why
“dumping” the entire system on the Quality Manager never
works out like it should! It takes a village to manage a
business!

Soif it's really about managing a business, why do people
get so down on this little book of requirements? Well that
brings me to the second thing you should know.

#2 The Little Book of Baggage.

ISO 9001 has a history...it has baggage. And I'm talking
about bad-previous-relationship type baggage! People
have heard about the document management nightmares,
they have fallen victim to half-baked implementations, and

in many cases, just don't like things with acronyms!

But | would argue that it is all mental...and it doesn’t take Dr.
Phil to understand exactly why.
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But again, don't take my word for it. If you were to ask
someone in your organization, “do you think it's a good idea
to make sure your measuring equipment remains accurate?’,
99% of the people you ask would say “yeah, of course”, and
the other 1% will probably just stare at you because they
think it's a trick question.

But if you tell those same people you're going to implement
a system for equipment calibration “because ISO requires
it".... You will get all sorts of eye-rolls, convulsions, head-
shakes, and even an occasional five-year-old-toddler stomp!
Why? Mindset.

People don't like being told what to do by an “anonymous,
bureaucratic outside entity”, even when it’s in the best
interest of the company!

So instead of doing it because ISO requires it, leaders would
be much better off just doing it because it makes sense....
and communicating it in the same framework. Ditch the
“because ISO said so” crutch, and things will go much
smoother!

#3 Shooting Yourself in the Foot.

Way too often, nonconformances found in a quality
management system have very little to do with ISO
9001 requirements. Rather, they come as a result of the
organization themselves painting themselves into the
proverbial corner.

See, “back in the day”, the idea was to over-document
everything to avoid getting a nonconformance on an audit.
It was almost as though the penalty for a nonconformance
was 5-10 years in the state penitentiary, or worse yet...
having to fix the nonconformance!

The truth is that QMS documentation is a lot like a good
steak. It's great, but it can be overdone. If you say you're
going put a smiley face in the bottom right-hand corner
of every document, then that’s on you. But remember, ISO
9001 doesn't tell you HOW you have to do anything. They
say “what”, and you decide “how”. The takeaway...keep it
simple and add carefully as you go along!

Side Note: Kevin Smith is the
instructor for the upcoming
ISO 9001 Internal Auditor
training on May 25. This
blended-learning course
offers a different twist, with
only one day out

of your facility. You will
complete the ‘Requirements’ class online prior to attending
the in-person internal auditing session on May 25 in Erie.

1ISO

9001
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3 C’s of Employee Development

by Lisa Pustelak, NWIRC
Strategic Planning & Culture Development Specialist

With a desperate need for workforce by many companies and
industries, is your company known as a “go to” for employment
in your community? If not, why? How do your current
employees talk about working there? Would they recommend
it to friends and family?

Since you cannot function
without your workforce,
doesn’t it make sense to
focus on developing them

as much as we do processes
and procedures? Here are

3 areas that are a great place <
| 3 [COACHING

to start.

Culture - the culture of your

shop determines who stays,

who goes, and who is willing

to give you a shot. Does your team look forward to coming to
work or do they dread walking in the door every day? Creating
a culture where people want to come to work takes time but
there are things you can do immediately to start to turn things
around.

First and foremost, show your team you appreciate them.
Recognize when they do a good job individually and publicly.
According to Psychology Today, regular verbal recognition is a
greater motivator than financial compensation to most
employees. A little appreciation will take you a long way!

Communication - is the number one challenge facing

most companies. It's simple, but not always easy. How is
information disseminated? How do you ensure those who
need information get it? When the team knows the company’
goals, information they need to do the job, and they can talk
to anyone in the company, it instills confidence, allows healthy
conversations, and drives productivity. Only you can decide
what information you are willing to share, although the more
the better. Putting up message boards (electronic or manual)
is an easy way to get information out to the workforce quickly.
While no one wants more meetings, no meetings aren't the
answer either. Some meetings are necessary when they have a
structure and purpose. Consider short start of shift meetings to
discuss anything pertinent to the team. Regular management
meetings are recommended but again they need to have an
agenda and structure around how the information from those
meetings is communicated to the front line.

Coaching - the definition of coaching according to Google
(where else do we go these days?) is ... one person guiding
another through a process, leading to performance
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enhancement. The applications can vary... support to achieve
a specific project, helping an individual to do better what they
already do well, or developing a skill they do not yet possess.

Coaching is a huge part of employee development; however,
coaching is NOT telling people what to do or what they have
done wrong. As mentioned in the definition, the application
can vary but it should ALWAYS include more questions than
instruction. The power of coaching is helping the person being
coached to find their own answers, to become less reliant on
being told what to do, and to gain the confidence to take
ownership of their own development.

As Henry Ford said, “the only thing worse than training your
employees and having them leave, is not training them and
having them stay.” With a focus on creating a culture people
want to be a part of, communicating effectively and providing
coaching to help employees learn and grow, you will be taking
great steps towards developing employees that want to stay
and be productive - long-term.

Next Cohort Starting July 2023!
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Build a culture of continuous imrpovement

8 GRS8T Tours Continue

An opportunity to connect with your manufacturing peers
from across the region! The next tours are scheduled at:

Finish Thompson (Erie) - May 11

See all the details and register at:
www.nwirc.org/GR8Ttours

GRCT =3

MANUFACTURING

Northwest PA Next Generation Partnership
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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
814.590.5202

1 COLLEGE PLACE
Building Swift 256

DuBOIS, PA 15801
tweible@nwirc.org
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8425 Peach Street
Erie, PA 16509

MEP
National
Network™

pennsylvania
DEPARTMENT OF COMMUNITY
& ECONOMIC DEVELOPMENT

» UPCOMING EVENTS

Blueprint Reading

and GD&T

May 9: Erie

Strengthen blueprint and
schematic reading skills of shop
personnel, operators, engineers,
and managers. The course is
designed to help those using
blueprints and/or schematics to
make decisions and help solve
problems as well as prepare
participants to be able to
effectively read and interpret
technical drawings.

Operational Excellence
Workshop

May 11: Warren

A highly interactive workshop to
learn the conditions for creating
a high-performing organization,
including roles of leadership and
customer focus, establishing and
measuring performance metrics,
creating a stable and capable
delivery system, and converting
improved operational
performance into growing sales.

Lisa Dach
724.931.0728

HERMITAGE, PA
Idach@nwirc.org

ERIE, PA 16509

Andrew Idzik
814.217.6068

8425 PEACH STREET

aidzik@nwirc.org

PDCA Problem Solving

May 18: Bradford

(Previously scheduled in Erie)

Learn the PDCA process and how
it's used to define and analyze
problems, develop a plan to fix,
implement the solution, and
conduct proper follow-up. Also
review 5W2H process for
problem investigation, use of
cause-and-effect diagrams,
5-Why techniques and how

to determine root cause and
develop permanent counter-
measures that address the root
cause.
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ISO 9001 Internal Auditor
Blended-Learning

May 25: Erie

This ISO internal auditor training
has a new twist-as a
blended-learning course

with only one day out of

your facility. You will

complete the ‘Requirements’
class online prior to attending
the in-person internal auditing
session in Erie on May 25.

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




