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G. RINGGER CONSULTING, INC.

Celebrating 40+ years in the 
Aerospace/Aviation Industry!

Providing Engineering, Manufacturing, Quality System, 
Business Development and Airworthiness

Services to the aviation industry

office 954-655-6509
GeorgeRingger@gmail.com
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SERVICES PROVIDED TO THE AVIATION 
COMMUNITY
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Business Services

• Crisis Mitigation
• Expert Testimony
• Corporate training
• Root Cause Analysis
• Corrective Action
• Internal audits
• Supplier audits
• FOD Awareness

Engineering

• FAA-DER
• Structural

Design
• Analysis
• Repair & 

Alteration 
• FAA-PMAs 
• Interior Mods
• Flammability 

Test Plans

Quality Systems

• FAA- AC0056
• ISO 9001
• AS9100
• AS9110
• AS9120
• ASA-100

• FAA-PMA
• FAA-TSOA
• FAR-145
• FAA-STCs

Airworthiness

• FAA-DAR Mfg.
• FAA-DAR Maint.
• FAA Airworthiness 

Approvals
• FAA Part 

Conformity
• FAA installation 

Conformity

Business Consulting Services
G. Ringger Consulting, Inc.
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Business Development

• Better Decision Making
• How to Gain a Competitive 

Edge
• Aviation Human Factors
• Making the numbers in a 

tough economy
• Management Tools for 

Decision Makers
• Risk Management
• SMART2 Goal Setting
• Supplier Performance
• Supply-Chain Auditing
• SWOT Analysis for success

Quality Systems

• AC 0056
• AS9120 /AS9110/AS9100
• ASA-100 / CASE 1A & 3A
• ISO 9001
• FAA - Repair Station
• FAA-PMA
• Corrective Action
• FOD Awareness & 

Prevention
• Internal Auditing
• Preventive Action
• Process vs Procedure 

Audits
• Receiving Inspection
• Root Cause Analysis
• QA Manager Training 

Airworthiness

• FAA-PMA Systems - SAE 
Approved

• Accident Related Aircraft 
Parts

• FAA SUPs
• Counterfeit Parts
• Documentation & 

Acceptable Traceability
• FAA-CFRs
• Human Factors for Repair 

Stations – FAA IA Approved
• OEM versus PAH parts
• Safety Management 

Systems (SMS) - FAA IA 
Approved

• User-Centric Design

Remote Corporate Training
G. Ringger Consulting, Inc.
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Need help? Got Questions?
Call me!
954-655-6509
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The difference between 
Goals and KPIs

G. Ringger Consulting, Inc.
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So, what is a goal?

ISO9000, 3.7.1, objective
result to be achieved
• Note 1 to entry: An objective can be strategic, tactical, or operational.

• Note 2 to entry: Objectives can relate to different disciplines (such as financial, 
health and safety, and environmental objectives) and can apply at different levels 
(such as strategic, organization (3.2.1)-wide, project (3.4.2), product (3.7.6) and 
process (3.4.1).

• Note 3 to entry: An objective can be expressed in other ways, e.g. as an intended 
outcome, a purpose, an operational criterion, as a quality objective (3.7.2) or by 
the use of other words with similar meaning (e.g. aim, goal, or target).
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So, what is a Key Performance Indicator (KPI)?

AS9101F definition, 3.2:

Measures associated with goals or targets showing how well an organization 
is achieving its objectives or critical success factors for a particular project. 
KPIs are used to objectively define a quantifiable and measurable indication 
of the organization's progress towards achieving its goals. 

• NOTE: KPIs relating to an organization’s financial performance are not in 
the scope of the 9101 standard; however, economic measures (e.g., sales 
quotas, scrap value reduction) can be considered acceptable measures for 
process improvement. 
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So, what is a Metric

A metric is simply something you measure:

• Attendance  - counts  - # stock pulls  - # of shipments

KPIs measure rates or ratios and are linked to a performance objective (goal):
• Attendance per week
• counts  per hour 
• # stock pulls per shift
• # of shipments per day
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The difference between Goals and KPIs

Goals and KPIs are sometimes used interchangeably to describe the same 
thing; 

• Namely, what you need to measure and report to see whether or not you are 
reaching  your desirable outcome of your actions.

• Goals: The desired final outcome.
• KPIs: Key metrics indicating whether your performance is good enough to 

achieve your goals.

Note: ISO9000, 3.7.8, defines “performance” as a measurable result.

Let´s look at the use of goals and KPIs for a typical company…
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Example:
The company want to increase sales from $1MM to $1.24MM this year.

To achieve this, top management wants to acquire 12 new customers 
this year to account for the desired sales growth:

• How many goals are there? ___2__ 
1. Increase sales by $240K, and
2. Add 12 new customers  

• How many KPIs are there? ___0___
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Example:  The company want to increase sales from 
$1MM to $1.24MM this year.
Increase sales by $240K, &  add 12 new customers  

So, after the 1st Quarter (Jan-Mar):
• What is the expected number of new customers, so far? Not defined
• What is the expected increase in sales? Not defined
A few questions:
• What is the relationship between a new customer and the sales they contribute?  Unknown
• When is a customer counted as a customer? 

• When they issue an RFQ or when they actually place a PO? Unknown
• When they place a PO or when they pay? Unknown

• Is it reasonable to think all new customers will generate an equal share of sales volume? No
• Is it reasonable to think all sales booked in Q1 are invoiced in Q1? No

So, what can help?...
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So, what can help?..... KPIs

Relevant Key performance indicators (KPIs) are used to measure 
(metrics) an ongoing activity with the purpose of maximizing the 
likelihood of achieving the goal for that activity.
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Goals are not KPIs
This company wants to add $124K in sales, so they assumed their goal was 
their KPI – but it’s not!
• Goals are typically laggers – they lag behind real-time activity.
• This company will never know if they will ever meet their goal - - - until 

it’s too late!
KPIs should be established to:
(1) transform financial goals into operational goals, and then 
(2) define KPIs for the company processes that measure and track process 

performance in meeting their specific process objectives.

These KPIs should measure each process and should be linked to the 
corporate goal but not be the corporate goal.
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Example: Goals are not KPIs
For example, for the sales process they might want to measure:
• The # of new customers/month;
• % of prospective customers contacted who submitted RFQs;
• % of RFQs that resulted in Sales (quote/Sales Ratio);
• Average Sales/customer ratio

Again, these KPIs measure the sales process and should be linked to the 
corporate goal but not be the corporate goal.
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Some examples of KPIs for sales processes

• Customer retention
• Cost per order
• Cost per customer
• Mix of products
• Number of sales leads
• Prospects-to customer ratio
• How many proposals get signed off

• Performance of different marketing 
activities (e. g. advertising, online 
marketing, conferences, F2F)

• Sales turnover for new customers
• Profit per customer vs sales per 

customer
• $$$ per sale
• Average sales per customer per 

year

Copyright 2020 G. Ringger Consulting, Inc.



Some examples of KPIs for operations processes

• Time spent from order to 
delivery

• Error rate
• Stock on shelf (min/max levels)
• Customers coming back with 

problems
• Number of complaints related to 

operations

• Customer feedback related to 
operations

• How many reworks
• Average time to pick & Pull an 

order
• Lost time due to work-flow 

stoppage
• OSHA-reportable incidents per 

year.
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Brainstorm - Goals

What QMS Goals are required by the ISO9001 or AQMS 
Standard and not by the company (you!)?

On time delivery (OTD)
Product/service conformity
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These are system-level goals, not process goals



Remember, these goals are required by the 
Standard and not the company

Product/service conformity stated:
AS9100: 6 times
AS9110: 6 times
AS9120: 6 times
ASA-100: 1 times

On time delivery:
AS9100: 5 times
AS9110: 5 times
AS9120: 5 times
ASA-100: 0 times
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QMS Goals are required by the Standard and not the 
company
• AS91XX: Clause 5.1.2, Customer Focus

d. product and service conformity and on-time delivery performance are 
measured and appropriate action is taken if planned results are not, or will not 
be, achieved.

• AS91XX: Clause  8.1 Operational Planning and Control
c. determining the resources needed to achieve conformity to the product and 
service requirements and to meet on-time delivery of products and services;

• AS91XX: Clause 8.4.1.1 The organization shall:
c. periodically review external provider performance including process, product 
and service conformity, and on-time delivery performance;
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QMS Goals that are required by the Standard and not
the company

• AS91XX 9.1.2 Customer Satisfaction
• Information to be monitored and used for the evaluation of customer satisfaction shall 

include, but is not limited to, product and service conformity, on-time delivery performance, 
customer complaints, and corrective action requests. The organization shall develop and 
implement plans for customer satisfaction improvement that address deficiencies identified 
by these evaluations, and assess the effectiveness of the results.

• AS91XX 9.3.2 Management Review Inputs ,
8. on-time delivery performance

• AS9110: Clause  8.2.2d. operational risks (e.g., ability and capacity to deliver on time) have been 
identified.

• ASA-100: Clause 1. Quality System and Quality Manual

A. The distributor shall have an established quality system adequate to assure a quality product 
that complies with customer specification.
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Typical Company Processes

Design (2)
KPIs

Sales (1)
KPIs

Production
(Mfg.)
KPIs

Inventory Control
KPIsCustomer 

requirements

Products and 
services

Purchasing
KPIs

External Providers

Products/ service 
conformity

OTD

Customer Satisfaction
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These are system-
level goals imposed 
by the Standard
, not company 
internal process KPIs.



How is a Process Measured?

ActivityInput Output

Resources are not 
wasted Desired Results

Are achieved

Efficient
No Waste

Effective
Desired Results Achieved

KPIs
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With What (materials/equipment/facilities)
•Telephone / fax / e-mail / copier /office space
•Approved Supplier List

With Who 
(competency/skills/training)
•Trained purchasers
•VP (For>$5K approval)

How 
(methods/procedures/techniques)
•Purchasing Procedure
•Training Procedure
•Purchase Order forms

1. Purchasing

Inputs (cust. requirements;
Standards; Regulatory requirements)
•Inventory Planning; Sales flow-down from cust. RFQ 
or PO; Market analysis; inventory min/max data
•ISO, Par 8.2, 8.4; 

Desired Outputs (product 
conformity/OTD)
•Part conforms to P.O.
•Part arrives on-time 

Performance against Objectives
Supplier performance:
% Received date vs promised date/by monthly goal
% I/B rejects by monthly goal
OTD purchasing to next  internal process
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With What (materials/equipment/facilities)
•Telephone/fax/e-mail/copier/warehouse 
space/scanners/forklift/unpackaging station/good lighting/inspection 
station/ESDS mat/caps&plugs/preservation materials

With Who 
(competency/skills/training)
•Trained receivers & I/B Inspectors

How (methods/procedures/techniques)
•I/B Checklist against PO requirements
•Visual inspection
•Purchasing Procedure
•Control of nonconforming product procedure
•Forklift Work Instruction
•Packaging Work Instruction
•ESDS Work Instruction
•Training Procedure

2. Receiving

Inputs (PO requirements;
Standards; Regulatory requirements)
•PO/SO
•ISO, Par 8.2.4;  8.3 
•OSHA 

Desired Outputs (product 
conformity/OTD)
•Correctly accept or reject the 
part
•Receive in a timely manner 

Performance against Objectives
% accepted correctly by monthly activity
% rejected correctly by monthly activity
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With What (materials/equipment/facilities)
•Telephone/fax/e-mail/copier / warehouse space/scanners  
/forklift/preservation station/good lighting/caps&plugs/preservation 
materials/boxes/ foaming station / barcode reader/printer

With Who 
(competency/skills/training)
•Trained inventory personnel

How (methods/procedures/techniques)
•Inventory Procedure 
•Pick-ticket Form 
• barcode label
•Control of nonconforming product procedure 
•Forklift Work Instruction
•Packaging Work Instruction
•ESDS Work Instruction
•Training Procedure

3. Inventory Control

Inputs (PO requirements;
Standards; Regulatory requirements)
•Stocking Sheet
•ISO, Par 8.1; 8.5.1 
•OSHA 

Desired Outputs (product 
conformity/OTD)
•Place part in correct Bin 
location
•ID part with correct barcode 
label
•Inventory in a timely manner 

Performance against Objectives
% line items placed in correct Bin location

100% lines inventoried within each 24-hour shift-change
checked quarterly during inventory cycle-audit

% rejected correctly by monthly activity
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With What (materials/equipment/facilities)
•Telephone / fax / e-mail / copier /office space
•Assigned Sales Account List

With Who 
(competency/skills/training)
•Trained Sales staff
•VP (For>$5K commitment)

How 
(methods/procedures/techniques)
•Sales Order forms
•Sales Procedure
•Training Procedure

4. Sales

Inputs (customer requirements;
Standards; Regulatory requirements)
•Customer RFQ or PO; Market analysis; inventory 
min/max push-lists
•ISO, Par  8.1.2; 8.2

Desired Outputs (product 
conformity/OTD)
•Part conforms to customer P.O.
•Part ships on-time 

Performance against Objectives
Supplier performance:

%  quote-to-conversion ratio
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With What (materials/equipment/facilities)
•Telephone/fax/e-mail/copier / warehouse space/forklift/preservation 
station/good lighting/caps&plugs/preservation materials/boxes/ foaming 
station / barcode reader/printer

With Who 
(competency/skills/training)
•Trained inventory personnel

How (methods/procedures/techniques)
•Inventory Procedure
•Pick-ticket Form
• Barcode label
•Control of nonconforming product procedure 
•Forklift Work Instruction
•Packaging Work Instruction
•ESDS Work Instruction
•Training Procedure 

5. Parts Picking

Inputs (PO requirements)
Standards; Regulatory requirements):
Pick Ticket
ISO, Par 8.1; 8.5.1, 8.5.3, 8.5.5,
OSHA 

Desired Outputs (product 
conformity/OTD)
•PICK part FROM correct Bin 
location
•ID part with correct barcode 
label
•Deliver to O/B in a timely 
manner 

Performance against Objectives

% line items picked from correct Bin location

% lines picked correctly within 1 hour from Pick-Ticket printout time 
stamp
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With What (materials/equipment/facilities):
Telephone/fax/e-mail/copier/warehouse 
space/scanners/forklift/unpackaging station/good lighting/inspection 
station/ESDS mat/caps&plugs/preservation materials

With Who 
(competency/skills/training)
Trained shippers & O/B Inspectors

How (methods/procedures/techniques)
O/B Checklist against customer requirements
Visual inspection
O/B Inspection Procedure
Nonconforming product SOP
Forklift Work Instruction
Packaging Work Instruction
ESDS Work Instruction
Training Procedure

6. Shipping / O/B Inspection

Inputs (SO requirements;
Standards; Regulatory requirements):
Customer PO/SO
ISO, Par 8.2.3; 8.2.4 
OSHA 

Desired Outputs (product 
conformity/OTD):
Correctly accept or reject the 
part
Inspect & ship in a timely 
manner 

Performance against Objectives

% accepted correctly by monthly activity goal

% rejected correctly by monthly activity goal
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Your KPIs should measure and drive your Processes

Design (2)
KPIs

Sales (1)
KPIs

Production
(Mfg.)
KPIs

Inventory Control
KPIsCustomer 

requirements

Products and 
services

Purchasing
KPIs

External Providers

Products/ service 
conformity

OTD

Customer Satisfaction
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Knowledge Check
(for ISO9001 and AS91XX)

(1) Who defines KPIs for an organization’s processes?
Answer: The organization.

(2) When are the organization’s processes first assessed by your registrar (CB)  as being appropriate?
Answer: During the Stage-1 audit, Ref: ISO 4.4.1 (c).

(3) Does the CB-auditor assess the organization’s KPIs as being appropriate for their processes? If 
yes, when?

Answer: Yes. During the Stage-1 (compliance with ISO 4.4.1 (c) and evidence of readiness for the 
Stage-2. If they are not, this should be listed as an “Area of Concern” in the Stage-1 Audit Report.

(4) If the organization’s KPIs are not shown to be appropriate and effective, should an NCR be 
raised?

Answer: Yes. Ref: Clause 4.4.1 (c).
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AS91XX, 4.4.1 Quality Management System and Its 
Processes

The organization shall determine the processes needed for the quality 
management system and their application throughout the organization, and shall:

a. determine the inputs required and the outputs expected from these processes;
b. determine the sequence and interaction of these processes;
c. determine and apply the criteria and methods (including monitoring, 
measurements and related performance indicators) needed to ensure the effective 
operation and control of these processes;
d.  through h….
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In Summary…. You control your business success!
Goals and KPIs, when used properly can give you the visibility you need.

Design (2)
KPIs

Sales (1)
KPIs

Production
(Mfg.)
KPIs

Inventory Control
KPIsCustomer 

requirements

Products and 
services

Purchasing
KPIs

External Providers

Products/ service 
conformity

OTD

Customer Satisfaction
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Thanks for attending!
and remember…

“To stop learning…. is to stop living.”
George J. Ringger

G. Ringger Consulting, Inc.
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QUESTIONS
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Need help? Got Questions?
Call me!
954-655-6509
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George.Ringger@gmail.com
www.gringger.com
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