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Another Look at Cycle Time SEPT 2021 by John Halstead 

Cycle time is a critical measure of how long a vehicle is in a shop’s possession. While this is important to the vehicle 

owner who wants to get their vehicle back as quickly as possible, it is also important to insurers who must keep claim 

files and loss reserves open, manage the time of adjusters, and pay for rental cars. One more day of rental is millions of 

dollars to insurers. However, Cycle Time is equally important to collision centers as it has a direct link to shop capacity, 

customer satisfaction, and the ability of both writers and technicians to perform their roles effectively. 

 

Cycle Times are increasing due to the escalating complexity of repairs, the need for additional pre- and post- scans 

and calibrations, additional work for ADAS, new three and four-stage finishes, additional cleaning and procedures 

brought on by the covid pandemic, and other factors. 

 

Getting a handle on and working to improve cycle time as never been more important! 

While cycle time is often measured RO by RO, this is difficult 

to gauge or benchmark because each repair is different in 

both size and complexity. Obviously, larger repairs should 

take longer than smaller repairs. What has been needed is a 

measurement for any repair regardless of size. 

 

Years ago, we coined the term “Throughput” that has 

recently morphed into “Touch Time” as a calculation of Total 

Labor Hours per Day the Vehicle is in the Shop’s 

Possession (or cycle time day). Touch time is easier to 

benchmark than “cycle time” as it is independent of the size 

of the repair. 

 
 

For an individual vehicle, it can be measured as: 
 

 

 

 

 

 

The vehicle in the above illustration involved a total of 35.3 labor hours and took 12 days to repair. Therefore, its “touch 

time was 2.9 hours per day. 

 

You can also aggregate all repairs in a given month by accumulating their data (labor hours and cycle time days) to 

create a composite “Touch Time” figure for the shop for that month. 

Total Labor Hours 35.3

Cycle Time Days 12 2.9=
Touch 

Time
= =
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Impact on Shop Capacity 

One factor that is lost on many collision center managers is the impact that cycle time has a production capacity. By 

definition, the more vehicles a shop has in its possession, with a given number of technicians producing labor hours, the 

longer aggregate and individual cycle times will be. 

 

In fact, a shop can easily calculate it’s aggregate “Touch Time” with two basic numbers: 

 

 

 

 

 

 
 

In the above example, this shop has 12 technicians producing an average of 12 labor hours per day each (144 total); and 

the shop has 61 vehicles in its possession at that point in time, or an average for the month. This means that “on average’ 

techs are producing 2.36 labor hours for each vehicle in the shop’s possession. If this shop has, say, 30 work stalls (2.5 

per tech), most of the vehicles in possession are waiting for something, not actually being repaired. The key to improving 

cycle time, touch time, and shop capacity is to “keep hands on the vehicles” by reducing unproductive delays. 

 

A Tip to Consider 

Improving Cycle Time requires concerted and continuous effort to systematically remove the barriers to “getting vehicles 

out the door”. They include: 

 

• Sort vehicles by size and complexity and triaging them; getting smaller, easier jobs out of WIP quickly by using 

dedicated “small repair” techs, techniques, and work areas 

• Plan every repair to assure reactive supplements are minimized 

• Proactively manage the parts process to avoid errors and delays 

• Identify, mix, and match color and perform parts edging “offline” 

• Adopt new tools and techniques to perform correct and proper repairs quickly 

• Utilize production teams to leverage skills and to keep “hands on the vehicle” at all times 

Avg Daily Labor Hours 144

# Vehicles in possession (WIP) 61

Touch 

Time
= = = 2.36
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