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A Lesson from Toyota
by Rick Baker

Toyota is arguably the best, most efficient
manufacturing company on the planet. Isn’t it funny
that 40 years ago we made fun of their products’?
And to think back then that they posed any serious
competitive threat to our domestic manufacturers was
almost laughable. In a way the Japanese autos only
made our domestic cars look better.

Fast forward 40 years and a lot has changed. By
making steady improvements each and every year, by
sticking to a very simple strategy of low cost and high
quality Toyota has become the most successful car
manufacturer in the world. They deserve our admira-
tion and respect, but at the same time it might be
prudent to look at what they are doing and see if we
can’t steal some of their great ideas and apply them to
our own business.

The Toyota Production System (TPS) has been
chronicled in countless books. There are many as-
pects to the TPS and the unique culture of quality that
Toyota has fostered amongst its employees. However
one part of the system that can easily be transferred to
almost any business is the concept of “Kaizen.”
Kaizen is a Japanese word that loosely translated into
English means continuous improvement. The literal
translation means to take apart and reassemble in a
better form. Toyota then encourages all of its employ-
ees to make small, incremental improvements to all
aspects of their business. In other words no process is
ever finished, because as soon  as a product or process

is in place, they
are once again
looking at how
to improve it.
Let’s take this
concept and see
how it might be
applied to an
automotive
shop, and more
specifically to
technician
productivity.
Let’s take a
typical shop
with 3 techs
doing roughly
$750,000/year,

with a labor rate of $75/hour. If you figure a 50-50
mix of parts and labor, that means that your techs are

Productivity Additional Cumulative
Labor  $$$
$$$

Starting Point 86.8%

Year 1 92.2% $23,129 $23,129

Year 2 97.8% $47,685 $70,814

Year 3 103.8% $73,755 $144,569

generating roughly $375,0OO/year in labor, which
translates into 5.000 billable hours. Based on a typical
40 hour work week, holidays and vacations, your
techs are working at an 86.8% productivity rate.

Now 86.8% productivity isn’t bad, but there arc
a whole bunch of shops that do a lot better than that,
so improving from there should be a realistic starting
point. So what if we took a page out of Toyota ‘s
book, and put a three year plan in place, with our
objective to improve our technician productivity by
one half of one percent (.005%) every month. A small
incremental improvement, right? Anyone could add 1/
2%  productivity. The trick is to do it month in and
month out. Here’s the financial impact on that hypo-
thetical business:

So hopefully the thought of generating an
additional $144,569 over a three year period is pretty
exciting. And that’s the genius of the Toyota system.
They were not out there looking to hit home runs they
were just out there hitting singles every day An
incredibly simple strategy that can be applied to so
many aspects for your shop. The trick of course is that
we have to tap into the brain power and creativity of
all of our employees. They arc the ones that can tell
you how to save time, make things more efficient and
cut costs.

The whole concept of Kaizen is not some
passing management fad. It’s’s been around for the
last 30 years. In fact some progressive companies
actually have full time employees that do nothing but
manage the Kaizen process. It’s all about becoming
more efficient, less wasteful, and ultimately more
profitable. It worked for Toyota and it can work for
you.

Rick Baker is with Advance Software LLC, a com-
pany dedicated to providing shop owners with
profitable shop management solutions. He can be
reached at 860-655-7109 or by email at:
rbaker@advance-soft.com
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THE TRUTH ABOUT HEAT AND RETREADING
By Scott C. Perschbacher

Field Service Representative, BANDAG, Inc.

When TRIB asked me if I would be interested in writing an article about heat and retreading I jumped at the
chance. There are so many different stories about this subject, I felt that it was time to give my own and set the record
straight.

I’ve been involved in retreading for about 12 years, which is only a short period of time compared to some, but
in that, time I’ve also gained a lot of facts on the effects of heat on retreading. I got my start with a very well known
and respected commercial tire dealer in Denver, Colorado, where I worked as a commercial salesman as well as
running a store. I now work for one of the largest tread rubber manufacturers.

First I feel that we must define the type of heat that affects tires. There are many issues on heat and tire failure.
Heat caused, from brakes, heat from improper speed and inflation etc. The issue on the effects of heat on retreading
that I want to discuss is the use of retreads in extremely hot weather conditions.

When I first started in the tire business my knowledge of tires was very limited to the basics. I knew that if I
was to be successful in this game I must learn everything related to the tire industry. Because this is such a complex
and always changing business, every day is a learning experience. I remember talking to customers, about using
retreads and how this would lower their cost per mile.

Most of the time the sale was there but on occasion I met with resistance. The problem they claimed was that,
“we run through the desert or in extremely hot weather conditions and the retread just won’t stay on:” This used to
really bother me. Here I am selling retreads for a living and they are only good in cold weather conditions. This just
did not make sense to me so I decided to research the problem further. For many years I would ask the fleets and
owner-operators what problems they had experienced with retreading concerning hot weather. The answers that I got
ranged from no problems at all to daily problems. I asked the ones that were having all of the success what was their
secret. They would reply, “It’s simple - checking air pressure and good tire maintenance.”

With that I then went back to those that were having all of the problems and studied their tire programs. I was
amazed to see the results: fewer then 10% had a good program. And even the ones that did were not checking air
pressure regularly.

But, those that did check air pressure regularly were money ahead and had very little tire failure. One of those
fleets that really sticks in my mind is located In Riverton, WI. This fleet has one of the best tire programs I’ve ever
seen. They run 100 tractor-trailer pup units hauling soda ash 24 hours per day. They run multi - axle set-ups hauling
extremely heavy loads at high speeds and in extreme weather conditions, which includes 4 months of heat. This fleet
also uses retreads at every position except the steer. Their secret is simple - a good tire man and a good tire program,
which is followed to perfection.

The positive effect that proper air pressure has on tires is endless.
When a radial truck tire has been inflated to its proper air pressure according to the weight it is carrying, the

operating temperature should be around 150 degrees. Let’s assume that 100 psi the fleet standard. The rule of thumb
is that for every loss in air pressure of 2 psi the tire temperature will increase 5 degrees. In this fleet 85% of its tires
have proper inflation, which sounds pretty good.

The lowest tire in the fleet is 86 psi. That means that the operating temperature of that tire is somewhere around
185 degrees, which is well above what the tire is normally designed to run. Combine this with extremely hot weather
and you get down time. Notice I’m talking about a generic tire, not a retread, not a new tire.

Retreading a casing is a way to give a tire new life in order to reduce operating costs and promote recycling. A
retreaded tire is only as good as the retread manufacturing and tire maintenance it receives throughout its entire life.
If tires with low air pressure are left to run they will generate more heat and therefore have a greater chance for down
time.

I believe that extremely hot temperatures make tire maintenance programs even more critical. To me the myths
about running retreads in extreme heat with no success are excuses to downplay poor tire maintenance.

The facts all lead to a simple solution: go back to the basics with good solid tire maintenance!
The above article was originally written in the late 1990’s, but the message is timeless, which is why we are

repeating it now. For more information about retreading and tire repairing, including a CD and DVD, please contact
the Tire Retread & Repair Information Bureau toll free from anywhere In North America at 888-473-8732, or by
email to: info@retread.org.
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Entries Being Accepted for Tire
Review Top Shop Award Contest

AKRON - Entries are now being accepted for the 2007 Tire Re-
view Top Shop Award presented by Hennessy Industries, a new program
that seeks to honor the “best of the best” independent tire dealers in the
U.S. and Canada.

One winner will be named the 2007 Top Shop and receive a Coats
tire changer, a cash prize, and a trip for two to Las Vegas for the 2007
SEMA Show. Three finalists will receive Coats tire/wheel balancers and
cash prizes.

The contest is now open, and entries \will be accepted until July
15, according to the magazine. Entry forms and information are available
online at Tire Review’s Web site (www.tirerview.com) or in each issue of
the publication from February through July.

“The Top Shop Awards arc not a popularity contest or focused of
which dealer is biggest,” said Jim Smith, editor of Tire Review. “We are
trying to find independent tire dealers - small or large- who epitomize those attributes and values we
stress with every issue of Tire Review: a true professional who is exemplary in customer service and
retention, in training and education, in merchandising and promotion, in professional standards and
conduct, in appearance, in solid business management, in community involvement and in growth and
achievement.”

When Tire Review presented us with the Top Shop Award concept, we knew right away it was
something we wanted to support,” said Kevin Keefe, director of marketing for Hennessy Industries.
“Our primary focus at Ammco/Coats is to provide products and solutions that help independent tire
dealers deliver an outstanding service experience to their customers, and grow their businesses in the
process. The Top Shop Award will recognize just a few of the many outstanding dealers we encounter
each and every day in our travels, and we’re proud to be a part of its debut.

“What struck us about the Top Shop Award is that it’s about a lot more than selling tires,” Keefe
said. “It emphasizes several key drivers of    success for just about any business: customer service/
retention, community involvement, training and education and overcoming everyday obstacles. If s an
award Ammco/Coats believes will bring much deserved recognition to a few of the many successful
business people in our industry.”

Dealers can nominate their business, or others can nominate tire dealer businesses. The entry
process is simple: Those making the nomination need to provide basic information about the dealer-
ship being nominated and write a short (300-word maximum) essay explaining why that dealership
should be considered.

From there, all entrants will be reviewed and a group of semi-finalists selected. Those semi-
finalists will be asked to provide additional information for judging. A panel of judges, including
industry professionals and a member of the Tire Review staff: will select the four finalists and, ulti-
mately, the 2007 Top Shop Award winner.

The Top Shop Award winner will receive a Coasts APX90 tire changer, a $ I ,500 cash prize,
airfare and hotel for two (3 nights/2 days) to the 2007 SEMA Show, a feature story on their business in
the October issue of Tire Review, and a specially designed trophy to display in their store.

The three finalists will each receive a Coats 1250 tire/wheel balancer, a $500 cash prize, a
feature story on their dealership in that same October issue, and a specially designed plaque.
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