Making Sustainability Real:

How a Process-Centered |
Environment Supports

HEREVER YOU GO, IT SEEMS like

evervone is talking about ‘greenhouse

gases,” “carbon footprints,” and being

‘eco-friendly” In the collision repar

industry, vou'll hear “lean” and “green’

discussed at every gathering. And in
this tough economic climate, vou'll also hear a lot ot conver-
sation about “just getting by

All of these terms link together as part of an all-encom-
passing concept that's gathering momentum in today’s world:
sustainability.

Sustainability reaches far bevond the collision repair
industry, as businesses of all kinds are realizing the necessity of
taking care of the world we live in and finding ways to do
business that is sustainable — that is, ways to continue doing
business successtully while living on our planet.

The collision repair industry is being challenged from all
directions to find new and sustainable ways to do business.
Environmental regulatory agencies are taking a hard look at
everything from volatile organic compounds (VOC) emissions
to waste disposal; a dechine in the number of collisions means
less work, while insurance companies seem to favor declaring
vehicles a total loss rather than covering repairs. Tough economic
conditions make 1t critical for shops to watch every cent.

How can a colliston repair shop survive and thrive? The
key is to find ways to work smarter. AkzoNobel's Process
Centered Environment offers one way to improve vour busi-
ness 1 sustainable manner.

Defining sustainability
Sustainability means that all systems, whether manmade or
natural, need to be balanced and regenerative in order to

survive. All types of svstems are included: cconomic,
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environmental, societal, and personal. The challenge of sus-
tainability 1s to create a world where out planet thrives and
where we can Hourish as a society.

In the business world, sustainability 1s a wav to define and
improve processes, leading to greater efficiency. higher produc-

tvity, better use of assets — whether employees or physical

space — and conservation of natural resources. All while

controlling costs and generating a reasonable profit.

Collision repair shops are finding that it makes a lot of

sense to embrace the idea of sustainability, Regulations are

increasing; energy and material costs are growing. Public

awareness of “green” ideals 15 also growing, and consumers
are looking tor environmentally friendly companies to do
business with.

Many environmentally triendly initatves also help reduce
operating costs and maximize etticiency and productvity.
Implementing “lean™ principles that focus on using resources
wisely, ehminating waste, and streamhning processes are a good
way to help make ends meet.

What is a Process-Centered Environment?
AkzoNobel's PCE combines a number of proven business

concepts and apphes them directly to the way that business

1s done 1 the collision repair mdustry. This new way of

working leads to sustainable businesses that have the tools to
survive, even thrive, in an environment that's challenging and
always changing.

Embarking on a journev to become a Process-Centered
Environment can be a real culture change for some orgamiza-
tions — it's a very different approach from the wav things
have always been done in the body shop business,

[n the old davs, working at many body shops was like a

Jugglhing act. Cars nght be brought m for repair,and then they

would sit on the shop Hoor while
waiting for parts to come n before the
basic repairs could be started. Then, if
preppers worked faster than painters,
cars might hne up outside the paint
booth for days waiting their turn,

That's where creating a work envi-
ronment that's based on repeated
processes can hclp iIllpl‘U\'L‘ L‘lTlL‘iL‘IIC};
“PCE means trimming the wasted steps
out of the process, creating a system of
predictable outcomes,” said Brad Zara,
owner of Zara's Collision Center in
Springtield, [linois.

*“Over the years, we worked to make
our technicians more ethicient following
the traditional, standard approach to
growing a colliston repair business,
But we found that our techs’ efficiency
could acrually hurt our business by
resulting in overproduction in one arca
and then creating a jam in another area.”

In a Process-Centered Environment,
every step in your business process is
evaluated and scheduled. Your shop will
work more ethciently, saving tme,
maxinuzing the value of vour resources,
and realizing improved productivity and
protitability — and that’s what sustain-

ability is all about.
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Brad Zara, owner of Zara's Collision Center,
reviews the schedule with a group of employees.

7 Ways a Process-Centered Environment Supports Sustainability

LET'SATAKE A CLOSER LOOK at seven
ways that creating a Process-Centered
Environment helps support sustaina-
bility i vour shop:

1. Conserves natural resources
Finding greener and more etficient
ways to work helps conserve natural
resources. Whether vou're using less
electricity by streamlining processes on
the shop floor and 1n the spray booth,
converting to a paperless scheduling
system, or switching to waterborne
paints, your shop can help conserve
natural resources in many different ways.

Many collision repair shops have
immplemented extensive recycling pro-
grams, finding constructive uses from
paper to steel. Park Place BodyWerks
in Dallas, Texas, imvolved the enure
shop in finding ways to go green. The
shop has recycled more than 130,000
pounds of metal in the last two years and
35 tons of cardboard. paper, and plastic.

“We're looking for ways to reduce,
reuse, and recycele,” says Eric McKenzie,
director of body shop operations. **Park
Place has a responsibility to be a good
corporate citizen, and we realize that
even the smallest actions add up to have
a big impact.”

Switching to waterborne paints is
another important way that collision
repair shops can help conserve natural
resources and protect the environment.

AkzoNobel's Autowave teatures low
VOC emissions, so it has less of a nega-
tive effect on air quahty than traditional
solvent-based paints. With practically no
odor, it's sater for employees and the
environment.

Maost OEMs are using waterborne
pamnts today, and’ collision
repair shops across North
America are also discov-
ering its many advantages.

It offers excellent color

match, casy application. simple clean-up,
and mimimal waste. Autowave works
seamlessly into a Process-Centered
Environment because 1t's such an
efhicient product.
2. Reduces costs

It I]]iikl."i SCTISET Upcriltillg }"(“1]' l“l.\inl_'\\
more cthiciently helps reduce costs
in many arcas, from materials costs to
clectricity, facility requirements, even
employee overhead.

One way to help reduce costs is
o move p"lpk‘l'—hi]‘ik‘d l}l‘L‘Ul]]]ti“g .lnd
scheduling systems online. You'll reduce
the costs associated with paper, printing,
dehvery and distribution, as well as
storage costs.

A related concept sweeping the busi-
ness world these dayvs is “Use Less” When
the economy began its recent downturn,
companies and individuals alike tound
the best way to save money and reduce
costs was simply to use less, whether elec-
tricity. fuel, materials, or paper.

There's no denying that using less
has a real and mimmediate benefit to
the company that decides to conserve:
payback can be seen right away through
areduction in expenses.

The real benehit, however, 15 In
paying it forward: by turning oft the
lights, less fossil fuel is required to

generate clectricity; by using less paper,
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tewer trees need to be taken down, tewer emissions are released
by the paper null, and less energy 1s used to transport goods.
[t's a winning combination for the environment and vour

shop’s bottom line,

3. Improves efficiency
In today’s cconomic environment, one of the best ways to
survive s by working more efticiently and being “lean.”
Duphcating work and inefticient processes can be
expensive and use resources inefficiently.

The 38 concept is an important building block
of process-centered environments, and 1t's a good
starting point for companies who want to embark on
a lean journey. 58 1s a system of steps and procedures that
can be used to arrange work arcas in an ethicient manner to

optimize performance, comfort, satety, and cleanliness,

At Kelowna Pertformance Colhision in Kelowna, Briosh
Columbia, the shop adapted the use of a repair planner to
make sure the parts for a repair are on site betore work begins
on the car, mstead of having to stop and start throughout
the process.

“You'd be amazed at how fast you can fix a car when vou

have 100 percent of the parts.” said Peter Facinek, owner.

“Creating a Process-Centered Environment has completely
changed the way we fix cars.”

By improving etticiency through 58, a collision repair shop
can reduce cycle nmes and improve working conditions.

4. Builds employee loyalty and

improves recruitment
Emplovees benefit from implementing a Process-Centered
Environment as well, because they are given the tools to
do their jobs more etficientdy. It's also helpful to mvolve
emplovees in the process so that they feel a sense ot ownership
in a new way of working — that actually works better tor
evervone involved.

Facinek of Kelowna Performance Collision savs that his
staff has been instrumental in the success of 1ts transition to a
Process-Centered Environment. “As an owner, -
vou can’t be the driving torce: vou need

help from vour staft.”

When the shop first set out on its
lean journey, he sent a few key
team members to observe a lean
operation in practice. Ever since
then, changes thev made
processes have been mspired
and embraced by the team.

“We spent $600 on plane fare,”
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Facinek said. Tt was the best S600 T ever spent.”
A cleaner working environment can also help pay off when
it comes to recruiting and retaining vour best employees,

as well. And by defining responsibilities at every step of the

repair process, emplovees know exactly what's expected of

them and understand how to be successtul.

5. Increases customer loyalty

Reducing vour environmental tootpring, especially when you
involve suppliers and customers, can help increase customer
satistaction. These days, companies in everv industry — from
Coca-Cola and Apple to Exxon and Smart USA — are
developing green strategies and offering products that
are environmentally friendly. Many are also involving their
supply chain, like Hershey's. The chocolate company 1s
working to promote environmentally sustainable cocoa-
:H"l'{)\\'illi_: L'{\Inllllll]i[l(_'\.

At the community level, customers appreciate businesses
that are taking a lead in improving the environment and
working toward sustainability. Studies show that individuals
want to do business with companies that are domg their part
to take care of the environmment, and consumers are looking
to businesses to lead the way i tinding sustainable solutions.

Taking steps to become an environmentally friendly colli-
sion repair shop helps set vou apart from the compettion, as
Michael Grant at Collex Collision Experts in Shrewsbury,
New Jersey found. “Going green is important to everyone,
and we're committed to doing our part. Customers appreciate
local businesses who are good neighbors.”

Another welcome side effect of a Process-Centered
Environment:it's easier to meet a promised delivery date when
vou know exactly how long every step will take and how the

repair will How through the shop. Delivering a

pertect repair, on time, every time, is an

unbeatable way to improve customer

satistaction and build loyaley.

6. Enables compliance
with regulations

I'he collision repair industry

regulatory agencies at the
local. state and national levels.

Low VOC requirements and

hazardous wastes are two areas that are
closely scrutinized.

The best practices of a Process-
Centered Environment mean that vour
shop 1s compliant or nearly comphant,
simply because of the way you work.
Switching to the Autowave water-based
system helps to significantly reduce
enussions and hazardous waste.

John Arnold, owner of Arnold’s
Body Shop Davenport, Towa, says
that his shop was able to reduce solid
waste and atmospheric emissions by
using technologically advanced paints.
Because of these reductons, Arnold’s
applied tor and received exemption to
the U.S. EPA NESHAP law 40 CFR
Part 63. “The processes that we have
developed for using paint and ¢leaning
up our matertals are so cfficient that
we've been able to meet and exceed
comphance regulations.”

7. Supports economic growth

One of the most important tenets of

sustainability s the idea that a business
must be profitable m order to survive.
Many collision repair shops have tound
that I)L‘L‘('Jlllillg a1 Process-Centered
Environment 15 a smart strategy for
thriving as a business.

Elmer's Auto Body 1in West Coll-
mgwood, New Jersey, has seen a drop
in business over the past few years. Don
Cox, one of the owners, says that the
shop has become more profitable
on smaller sales, thanks in part to
AkzoNobel's PCE program.

Blueprinung, or creating  repair
plans, has helped, by reducing supple-
ments and mproving workHow. The
company operates a 32,000 square foot
shop in West Collingwood and a 7,500
square foot shop in Sewell, averag-
myg as many as 250 vehicles per month
between the two. Cox says the company
has also moved material closer to the
techs to save time and made an effort to

keep the work areas clean and organized.

Dan Cox of Elmer’s Auto Body

Cycle tme has been cut in half and
profitability has improved.

“We've taken out a lot of waste, and
it's changed the whole shop. We're one
team,” said Cox. After making the switch
to waterborne, Elmer’s has been able to
reduce cvele tme by painting most vehi-
cles one ome. “We've been able to

mcrease our sales through production,”

2] and Toyota link to create
’roduction System for Collision (TPS-C)

KZONOBEL CAR REFINISHES AMERICAS AND TOYOTA MOTOR SALES, USA are collaborating

to enhance the current world class service levels enjoyed by Toyota and Lexus customers. The two companies

will combine experience and resources surrounding process improvement methods for collision repair
operations. The newly created program will be known as Tovota Production System tor Collision (TPS-C).

The endeavor weaves the Process Centered Environment™ methodology and the experiences of Toyorta's

Production Svstem into a cohesive design. The program was recently introduced to Toyota Collision Center

falls under the protection of

personnel. Led by AkzoNobel, fitteen pilot locations will go through a series of classes and onsite process improve-
ment activites beginning in November, 2010, At full implementation, the TPS-C imtative will deliver training
and consulting services to all Toyota and Lexus Certtied Collision Centers to ensure umform practices.

“les ditficult to pickup any pubhication today without seeing an article as to how Lean, Six Sigma or Theory of
Constramnts 1s being employed m collision repair,” noted-Roger Foss, National Field Support Manager, for Toyota
Mator Sales USA. “Each of these concepts has their merits; but they are just that, concepts. The TPS-C program is
unique mn that we have transformed concepts into real world actions and tools resulting in a clearly detined method-
ology specitically for collision repair. We have decided that as a long-standing business partner, AkzoNobel had the

resources to help us implement our shared vision of process improvement.”
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ARD WORK,AN AGGRESSIVE SALES STRATEGY ANID A BUSINESS MODEL
that eliminates roadblocks have allowed 31 Collision Centers, a five-shop
operation 1 Pennsvlvania, to boast a nearly 10 percent increase n sales from

2008 to 2009, and double net profits over the same period.
3D operates 40,000 square feet among its five locations, and has nearly 60
employees. The company has traditionally set very ambitious sales goals, and although

business has been oft, the company has sall experienced growth over the past two

vears, going from $9 nullion m sales 11 2008 to just over $10 nullion i 2009.
According to general manager Tom Bemiller, the company began actively General Manager Tom Bemiller
searching for ways to shave costs more than a vear ago. " We wanted to create a cost-conscious culture across the
company.” says Bemiller. “That goes from the top down, if we're making capital purchases or just encouraging the

technicians to be conscious of the material they are using.”

31> has embraced a process-centered business model that helps to ehminate roadblocks within the business.
The 3D staff blueprints each job and takes a team approach to vehicle repair that has allowed them to reduce cycle
times by more than 30 percent. The company also uses scheduling software that has helped 31 schedule work based
on actual capacity rather than estimates.

“We're outperforming the market in terms of throughput and efficiency, and that has brought in new
business,” Bemiller says.

The team approach to repair has been infused at all levels of the company, from technicians to managers. *“We are
all pmd on a team basis, so we are all working together,” Benmller says. *Location leaders, or shop managers, operate as
a team and are paid based on company profits. Everyone is focused on global company goals with an understanding of
how their role contributes to the bigger picture.”

31 is able to shift vehicles from one shop to another in order to facihtate the workload and keep cycle aimes low.
The company has also improved “touch tame™ with cach vehicle from an average of under two hours per day per
vehicle, to just over three hours per day. *“We want that to be up to five hours per day.”

The company 1s also actively engaged in finding new customers and accounts, and was able to torge a relation-
ship with a major rental car company this year that provides them four vehicles per day at just one location. The
company also continues to mvest in training for both management and techmicians, including AkzoNobel's technical
education programs.

“At the end of the day, everyone here just works really hard,” Bemiller says. *We all make a commitment to do our
part,and we hold each other accountable for results.”

Brian Albright, News Correspondent

Cox says.“We turn the vehicle over
quicker, so there's nota big backlog.”

Cox says that by rimming opera-
tional costs, they've been able to
withstand the drop in sales, and he
believes they are in a better position
to benefit now that business is picking
up again.

Summing it all up
Sustainability, by definition, is an on-
coing process; shops like to sav that
PCE 1s a journey. A process-centered
environment complements your shop’s
commitment to sustainability, by helping
to continuously improve processes and
preparing vour shop to rise to the chal-
lenges that lie right around the corner.

Once Brad Zara began the journey,
he realized that transforming to a PCE

could be a way to increase business with

msurance and car owner customers.

To nsurers, the increasing fluidity of

process and continuity reduce costs and
build consistency in product quality.
To customers, Zara's pursuit of sustain-
abihty, reducing waste and lessening
the shop’s carbon footprint could
mcrease their lovaley.

“You can tind a lot ot theories out
there on how businesses can make
improvements,” Zara said. “However,
finding something unique to the industry
that you are in — that 1s a true discovery.
PCE is not a destination, it's a journey,
and everyday 1s a new discovery.”

“Everything we're doing is about
giving our customers more value. But
the world is changing, and we have to
ensure that we provide that value mn a

profitable manner.”

ZARAS

COLLISION CENTER

Brad Zara of Zara's Collision Center

To learn more about creating a sustain-
able business environment i your shop,

please contactus at [-800-2SIKKENS.

Managing and reducing your carbon footprint

WHETHER YOUR COLLISION REPAIR BUSINESS IS LARGE OR SMALL, you can find ways to reduce
your carbon footprint. As you can see from the chart below, it's a process of continuous improvement.

Where are we now?

Where do we need to be?

L'()I]Slll]]p[' )11, waste,

Baseline footprint: Energy costs, water

/OC emissi

Set business goals: R educe costs associated

with electricity and water usage, lower

VOC emissions, generate less waste, etc.

What actions will make the most  Identify big hitters, quick wi

difference for the least effort?

What are we going to do?

How are we doing?

and improvement options

Create an action plan: Recycle paper and

other materials, lower electricity usage, switch

to waterborne paints, install solar panels

Sowrce: Goodall, Chris. The Green Guide for Business.

R e-measure and evaluate next steps
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