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;0 many times, the ruts are so deep you do not even

"have to steer. But, | am brave and have decided to go

down it one more time and take a few of you with me.

The subject is: Invoicing by Weight.

here — I've said it. I can
hear the gasp from some of
you all the way up here at
my cabin in Pine, Idaho,
where this article is being written.

The subject has been debated,
argued, cussed, booed, and had
rocks thrown at it. Some swear by it;
some say that since using it, they
have finally started to make money.
Some have abused it; those who do
not understand it have called some
who use it crooks.

A person who had a great influ-
ence on my life, Donnie Cruse, once
told me that if the water in the harbor
goes up, all the ships go up. If we
could get the rates up in the industry,
then everyone would benefit, espe-
cially the public through improved
traffic flow.

If rates went up within the indus-
try, we could afford to spend more
time on training, pay higher wages,
and improve our quality of life. Don-
nie always felt that for the risks we
take, most of us are underpaid.

What makes me qualified to talk
about pricing? I have asked this of
myself often. Who am I to say what
success is, or if you are charging too
much or not enough? Everyone puts
value on success several ways. One is
money. How much do you need to
have in the bank to become an
industry expert on how to become
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rich? Is that number $50,000,
$200,000, or over a million dollars?
Some would say money has nothing
at all to do with being successful or
being rich.

Some Thoughts

Years ago, my towing company
was hosting a training class. While we
were outside doing recoveries, I had
to keep pulling trucks out of the class
to run calls. I kept apologizing to the
instructor about delaying the class,
but the calls kept coming in and I
could not afford to turn one down.
During one of the breaks, the instruc-
tor came up and said, “Chuck, you
need more trucks and should look at
updating your older ones.” I told him
that I could not afford to purchase
any more trucks. He looked at me
and said “Let me get this straight, you
are so busy you cannot keep up. You
leave your family alone every night to
run calls, and you lay your life on the
line out on the freeway every day. You
offer a convenience to local law
enforcement and remain at their
beck and call even if they don't pay
you. And you are telling me that you
cannot afford to update your fleet?” I
said “That’s right.” He looked at me
for a minute, then said, “Maybe you
should go to work for UPS. They will
give you a nice truck to drive, a nice

by Charles “Chuck” Ceccarelli
uniform, and pay you $16 per hour.”
Boy Did I Feel Insulted!

How dare this guy talk to me like
that? That night while laying in bed
waiting for the next call, I thought
about what he had said and realized
he was right. After the class was over,
I went to the bank, where the banker
asked to see my P&L, balance sheet,
and wanted to know if we were using
GAP accounting. Are we operating on
a cash or accrual basis? “Hubh,
uh...well um...ah...can I have my
bookkeeper call you?” was my
response. The light bulbs started
going off in my head about how little
I knew about being in business. Sure,
I was good at driving and operating a
tow truck, but I knew little about run-
ning a business and making money.

Billing Per Hour

Shortly after, my journey to learn
more about being a good business-
man began. I started to realize that
charging a per-hour fee on recoveries
was penalizing my company. If I
bought a bigger, newer piece of
equipment that could do a given job
faster, it cost my company. When you
charge by the hour, the faster you get
the job done, the less you can bill.
Everything changed when I was
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introduced to Invoicing by Weight.
Suddenly, it all fell into place, and we
started getting paid based on our per-
formance. The price was preset so the
more efficient we became, the more
we earned.

An Example

Let’s say that a company gets a

" heavy-duty call and they bill out $150

per hour for a heavy-duty wrecker
with an operator. I don’t believe any-
body would say that $150 is too much
per hour to charge. The company
goes out on the job and it takes 10
hours to complete, the invoice would

be $1,500. (This is the value of the
job). OK. Now let’s say another com-
pany does the same job in five hours.
That company should receive the
same $1,500 or $300 an hour. Going
even further, another company has
the latest in equipment, the best
training and was able to do the job in
one hour. Shouldn’t that company be
able to charge $1,500? All of the com-
panies charged the same for the job,
the only difference was the time
spent.

The problem is that most unin-
formed people would think a com-
pany that charged $1,500 for one
hour or $1,500 for three hours was

way out of line with their invoicing.
They far exceeded the area’s $150 per
hour rate standard. With Invoicing by
Weight all the comparisons are gone.
It is only a service that was per-
formed. A given amount of weight
was moved for $1,500. It would not
matter how many pieces of equip-
ment were used, or how much time
spent. The outcome is the same.
Most law enforcement bids are
written with the amount per hour
that we could charge. This way of
thinking needs to change! By doing
this, there is no incentive to improve
response times, purchase newer
equipment, or invest in training.

2006 FORD F450

6.0L V8 Diesel, 16,000 GVW, 5 Spd. Auto Trans., XLT Pkg.,

6 Disc CD, Factory Moulded Cab Steps

Hot Shift PTO, Chevron 8 Ton Self
Loading Wrecker, 24" Jumbo
Tool Box, Wired
Remote Control.
Deal# 14557
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2006 21' STEEL CARRIER

2005 JerrDan C5500, 6600 Duramax Diesel, 300 HP,
Auto, Trans., 26,000 GVWR, A/C, Rear Stabilizer

Bar, Elec. Traction Control, Aluminum
Removable Rails, 80001b. Winch,
Cable Shift PT0, 3000 Ib
IRL Wheelift , Emer-
e gency Light Package.,
chclg Winch Cable Roller

Tow Hooks, P/L, PAW, Tilt,
Cruise., PKG. 1
Deal #168975
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Chevrolet C6500, 25,500 GYW,
3126 CAT Engine, 210 HP, Allison
Auto. Trans., Air Conditioning,
Dual Tanks, Traction Control,
Power Windows, Power

Door Locks, Tilt Wheel,

Cruise Control, Power Mirrors,
Emergency Light Pkg., Tool

Box, Winch Cable Roller Guide,
Safety Chains, Light Bar, DOT Kit.
Deal#168973

Lease 1 049/ m0 Buys 60 995

2007 FOUR CAR CARRIER

2007 International 4400 DT570, 310HP,Fuller 10 Speed Manual
with Overdrive & Air Shift, 33,000GYWR, Air Brake ABS,
Air Compressor, Exhaust Brake, A/C,
Block Heater, 28' Aluminum Carrier with
Releasable L-Arms, Raised Enclosed Sides,
8,000 Lb. Worm Gear Winch, 65" Aluminum
Tool Box. Deal#1873




When billing per hour, the more
equipment we bring to the scene and
the longer we take, the more we get
paid. Shouldn' it be the other way
around? Wouldn't everyone benefit if
we accomplished the same jobs with
fewer pieces of equipment and in less
time? Traffic and secondary accidents
are getting worse every year, yet
nobody will reward us for getting the
job done faster.

Setting Fees

Should we be paid more when we
are working in a snowstorm, working
at night, or on a holiday? Of course.
Rarely does billing per hour allow any
extra for these situations.

Let’s say a 5,000-pound vehicle
rolled over in your parking lot. What
value would you assign to rolling it
back on its wheels?

I am going to say $100 to roll it
back on its wheels. If I charge per
hour, the longer I take, the more I
would make, so there is no incentive
to work fast. But suppose we use a
per-pound price of say 2 cents per
pound. No matter if this recovery
takes one hour or 10 minutes, we get
an Upright fee of 2 cents per pound.
Multiply that by 5,000 pounds and
the fee for that job is $100. Sounds fair
to me. Our established Upright fee
will be 2 cents per pound. The impor-
tant thing to remember is the value of
the job — not the time spent.

It's the same as if you had a vehi-

we are working in

working at night,

cle that needed a water pump
installed, two qualified shops each
bid $200, one could do it in a day and
the other in two days. Who are you
going to pick?

“Should we be

paid more when

Added Fees
a snowstorm, Let’s go a little further. Should we
charge more if the outside tempera-
ture is below 0 degrees or above 100
degrees? We will call this Inclement
Weather Charge, and most would
agree, we should get a little extra to
work in bad weather. For this article I
Cont. to page 28

or on a holiday?

Of course?”

SAVE MONEY NOW

“We Insure The Best Towers In The Industry”

LOOK TO THE LEADER!

“.’N‘s BARLOW COMp

Call Now
For A Quote!

CA License #0D25393

800-9317-1152

Or Visit Our Website 24 Hours A Day:
www.travisharlow.com
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What's It Worth

I have recently sold my towing company to start In The Ditch Towing
Products: www.intheditch.com. In that business, the faster we can produce
an item without giving up quality, the more profit we make. I feel that in the
towing industry we could do the same. Along with my passion for recovery,
I own and operate an airplane recovery company:
www.airplanerecovery.com. We handle many airplane recoveries and trans-
portations around the United States. Every month we receive a phone call
from someone asking how much to charge to recover an airplane. The first
question I ask is what's the value of the vehicle? Then: Do they have enough
insurance, and who is responsible for secondary damage? What is the value
of lifting the nose gear of a $20-million aircraft if you were responsible for
secondary damage? What if the owner of the airplane said they will hold you
and your company liable for any damage done to their airplane? Should the
fee be different if they had a legal document that released you from liability?

I always asked myself when working a truck wreck what is the value of
the unit and load? I think you should price the job according to the risk
involved. If a tractor-trailer with cargo is worth $200,000 and it is leaning and
ready to fall over, should we charge $150 per hour for a two-hour job? Or
should we, due to the risk involved, use Invoicing By Weight?

How about motor homes? Many of us are towing motor homes for an
hourly fee with no additional fee for the replacement value of the motor
home. You really should ask yourself: Could I tow a $500,000 motor home? If
you answer “yes,” then also ask yourself — Should I? How much is it worth
to go down the road with a half million dollars of cargo hanging off the back
of your truck? I know of several companies that have stopped towing motor
homes altogether because they felt the liability is not worth the risk. Others
have set their towing rates based on the length and replacement value of the
motor home. The question no one has ever answered is how much is a fair
amount to charge?

There has to be a limit.

— Charles “Chuck” Ceccarelli

CONDOR.

Motorcycle support and transport solutions

g E,

Rollback Model
CL1000
$345+ S&H

®)

fimocouzon ..

= - Self locking

- Easy loading and unloading

- Supports all bikes securely upright

- Break down fo fit in Tool Box

- Load and secure any bike in 5 min
- One person loading and unloading
Models for rollbacks and wheellift:
Patented #:

WL6000-2 Adaptor is
adjustable to fit all
wheellifts

Wheellift Model

i WL6000-2
a0 $425 + S&H
6,935,619

N X

For more on our full line of moto, i

transport and support deyices gall or visit our web =
to order: 1-800-4671-1344 or www.condor-lift.com

Number 167 on Reader Card

28 « September 2006

Cont. from page 25

will say it is worth an extra $25. If you
won't give me an extra 25 bucks to be
out in the bitter cold then I am stay-
ing home. If we divide $25 by 5,000
pounds we come up with $0.005 or 5
cents per pound. So our established
fee for Inclement Weather will be 5
cents per pound.

I also believe we should get paid
more if we have to perform this
recovery during nights/weekends or
during a holiday. Let’s say $25 more
or 5 cents per pound, this will be our
Nights/Weekend/Holiday Charge.

Should we get more to do the
above recovery if it was not in a park-
inglot but in a traffic zone, where the
traffic is going by at a speed of
between 35 and 55 mph? Should we
get even more if the traffic goes by at
a speed of 55 mph and above? It
seems to me we should get paid
more because the odds of getting
injured increase from the parking lot
to the freeway. I will say for this arti-
cle 35 to 55 mph traffic zone should
pay an extra 1 cent per pound. With a
5,000-pound vehicle, we would take
5,000 pounds x 1 cent per pound,
meaning we get an additional $50 to
do this rollover in a 35 to 55 mph
speed zone. We will call this our
Speed Zone Charge. You can decide
how much more for a 55 mph and
above speed zone.

There are many different charges
you may consider, such as a Mini-
mum Response Fee, an Off Load
Cargo Fee, or a Hazardous Fee. [ am
not telling you what to charge, or that
billing per hour is wrong, just that
this is another option.

Plan To Succeed

It does not appear that towing
rates are increasing with inflation. 1
recently spoke at a towing conven-
tion and I asked the group, “If
Microsoft owned your company,
would they continue to operate at
your current rates?” An overwhelm-
ing majority said “No!”

I was once told that the definition
of insanity is doing the same thing
over and over expecting different
results. For those of you making a
good income, stay with it. For those




who feel you are not getting enough, Calculatmg Additional Fees

ask for more. When someone asks
you to review another tow company’s
invoice to see if they were over- If we get called to a rollover, we would ask
charged, think Shaut thic as o ourselves, is it inclement weather? Is it
response: “TI was not there, so I don't nlghttlme? What is the Speed zone? Our
feel I can comment.” Or, “I am not invoice may look like this based on a 5,000-

sure of their cost of doing business.” pound vehicle.

Set a goal to increase your profits A benefit of invoicing by weight is that you
over the next six months. Make some are rewarded for completing the job quicker. If
money and spend it on loved ones. the rollover occurred during a weekday on a
Let’s try to keep the water going up in city street, and the weather was nice, the only
the harbor. {¥w charge would be the Upright fee of 2 cents per

pound, so the invoice would be $100.
Charles “Chuck” Ceccarelli has In the case of a truck wreck, calculate 80,000 pounds at 4 cents per pound

been in the towing business since | to give you an invoice of $3,200.
1990. He operates light-, medium-,
and heavy-duty tow trucks as well as

Air Cushions and is a leading author- Upright Fee 2 cents per lb.
ity on airplane recovery. He was the Inclement Weather Fee 5 cents per lb.
president of the Idaho Towing and Nights, Weekends, Holidays Fee 5 cents per lb.
Recovery Professionals for five years Speed Zone Fee 1 cent per Ib.
and was also on the State of Idaho Total Price per pound 4 cents per lb.
T1.M. committee. In 1999 Chuck was Total Weight Recovered x 5,000 pounds
voted WreckMaster of the year. Total Bill is 5,000 Ibs x 4 cents per Ib. $200

The Ne 6000 Series INew[3000]5eries

IT’S ALL ABOUT HAVING
THE RIGHT TOOLS,
AND THE POWER TO DO MORE!

Count on DANCO’s complete line of towing equipment to get the job done.
Take a tour at www.dancoproducts.com or call 800-453-2626

.

All new 3000 series developed, tested and proven to be the fastest...
most powerful on-board DC Air Compressors available today. Enviromen-
tally Friendly Non-polluting, low noise, no fumes or engine maintenance!

ho iic'ompr‘essor% .
1556 ManNceo ouT 50,
A - Hour
‘ SERVICE

Towing and Hauling Solutions

and we stand behind it!
HiPerformance DC Air Systams

1

Call Toll Free 888-966-2747
www. oasismfg.corm
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