2017 MCRA

Montana Collison Repair Association

MCRAMT.COM

Log on, check it out and add it to your favorites!! You can
find a resource tool loaded with legislation information,
collision advice, OEM 1 Stop, education, upcoming events
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Three Shop Operators on
Keys to Profitability

After all, the tiniest of issues can hinder a repai©ne small oversight can derail an
entire day of workflow, put the shop at a standstill, and, ultimately, kill profitability.

So, |l etds state this simply: Profit
your expenses, and your business will truly make money. Yes, there are a lot of vari
moving pieces thrown into that equation. Controlling those factors comes down to sc
ple (thereds that wouidl digrmg nhasif osu.ndBRd
overcomplicate things. Get out of your own way. Find the simplest approach, refine i
allow your business to thrive.

Profit from Leadership

The Operator:Michael Walters, collision director, West Herr Collision Center

The Approach:Systematic leadership

The Net esuItR:t a oél- that works autonomously throughout four locations to |
uc@aeélg\hs per gﬂﬁe profi

Independent collision repair facilities have a distinct advantage over dealerships and
MSOs, Walters says, and it comes down to autodpffiagilities have a unique, agile ap-
proach to operations in that they can quickly adapt to changes, obstacles and issues

That flexibility can get lost in a corporate culture, or when trying to push change acrc
ple platforms at multiple locations.

0Thatds why wedre dealer body shops, |
competition in our markets that are cl
comparable [to them] and take anythingq
That 6s a tall order with four i arcathérj t i

setting a surefire system of full organizational leadership that starts with himself and
way down to his facility managers and their teams.

Again, the concept is simple: If you have the right people in the right places, all with

mi ndset, vision, focus and processes,
benefit the organization, Walters says.
Walters has been at West Herr Coll i si

tematic leadership approach that allows that kind ofiahtanesyes each facility manag
er operating their shop similar to-pdrighming independent.

Her ed s h d.tart dt thewfop. k s :

Walters has to set the tone for his faclitiesl |, no, 0setting the
in this case.

As the head of the companyds four coll
the shopsd overall operational PhI|OS(
{htos created by setting those standar
em.

Start by developing a mission statement, a clear company visinm godlofg the

e busihess antl an actipn plah @rdjoy/ they can be achieved.



2. Give Manager3rue Responsibilityand Direction. _ _
Walters has regular and consistent'.communication with each of his four body shop managers, but he alscetiag one
in which the five of them all get together in person.

ar 0]

0The | ast ye rrso, Ww
meetings and go over Vv

Woz

edbve really been f ocusontlyg h:
everything. o
He has three goals and focus areas for each meeting:

Goal 1: Expense Control . _
Wal ters doesndét want to skimp on necessary spesd
focused on unnecessary waste of resources. Expense control needs to be top of mind with his team.

The simplest way to do this is by focusing on KPIs and setting Sﬁecific benchmarks. Overall, each shagnhee

grossproiitand i f numbers arendt there, Walters works
cur.

olt all adds up, 6 he says. oLook at | abor, pls&ok
[ percent] off, then where can we find that 5 per
Often, this leads to the analysis and deconstruction of processes and systemgyriowsipgratioinseto produce

those desired results.
In the end, if you control expepiseg, will be there if your team performs, Walters says.

Goal 2: Friendly Competition . - _ _
By holding these meetings and analyzing numbers with his managers, Walters has created a dynamic of frie
tween the four shops.

?We want the four stores to compete with one ano
er . o

Competition not only pushes performance, but it also helps each manager both teach and learn from one an
developed a unique solution, that improvement can be passed along to the other three. Competition is hedltt
does not have to turn ugly if all parties have the same, unified goals and vision.

Goal 3: Autonomous Leadership _ _ _ =
Walters sets the overall %oals and vision for each shop, but each manager is responsible for working gggh his
cific action items required to achieve those marks.

Each manager also sets the specific budget for his facility (a number determined according, to the overaly$rc
out). This includes training for technici anmgalén d
to maintain the quality of repairs required.

OEach manager has their own ability to mawewanudla:t
techs to be fully traned AR Pl at i num across every tech. e We w,
We have 23 car |lines in oudemrdcecmil eatsihndmpal sohove.0rW

From the budget, seFarate goals are defined and acted upon by the managers and their teams. The maeage
mi cro goals of that facility, and for outlining
interactions with his staff.

3. Have Managers Pass ResponsibilityToeir Teams. _ _ - o

Each manager holds specific meetings with both techniciafscanstdfbat his respective facility. Someiinidetiagger
goalsetting projeétsoccur on a monthly basis; others, such as KPI reporting and process evaluation, happeoron a fl
even daily basis depending on the need and department.

Because managers act as their own independent operators of that facility, they are responsible for brprgaud thie vis
the company to the shop level, articulating projects, s¥stems and goals to the team. They monitor morardeenfs; Kl
like technician efficiency, cycle time, touch time, etc. Those numbers, Walters says, play into the biggitypicture of

By taking this approach, you delegate responsibility throughout the team, Walters says. Instead of it béargoagnewn
sure profitability, i1tdos a team effort. TheeablevalrAad,
when you add it up, the result is an autonomous team making decisions for the bettermgraund thaldiompaomey.



Profit from Planning

The Operator:Jim Smiciklas-aeaner, Express Collision Center . ) )
The Approach:Cr eat i ng_ an operational oblueprintdé to overc
The Result:Smi ci kl asd shop tops 20 percent net profit an

Take a peek at your numbers. Look through the data, add it all up, and answer a simple question: How isnygur bus

0Some people really dondt know, even wownhdrof Express Gallisnb ¢
Center in Las Vegas. 0lt doesndét matter i f itos an
[ operational aspects] affect i1it. They fly by the s

Express Collision Center tops 20 percent in net profit each year, and tescahgthvely in nearly every measuferden
after 46 years in the industry, which included a spell as a management trainer for BMW dealerships, Srailnltagcay
a simple problesolution mentality.

You need to dictate your own profit, Smiciklas say:
Problem 1: Understanding Profit Solu-

tion: Everything starts, Smiciklas says, with finding yourdxes reid@k down to the number of vehicles and timmohthe
in which itds hit. To truly understand how you mak:¢

Smiciklas says to plot it out on paper. Set up a business plan that identifieeyenroirs baadkprofit pointsfatiaw
based on the goals you want to achieve. Smiciklas looks for a 20 percent net (and gets it), which meaisséssngetts
achieve that. Focus on:

Proper Staff Setup. Smiciklas and his wif e, halllesomeof
the estimating work,é he says. 0l run the off i ocnehitea
unnecessarily.

Wor k Mi x and Marketing. Determine the type of ctust
Smiciklas does not do DRP work, and never has. It means he puts an added emphasis on marketing to attyaotihis
he feels pays off from gaining in margin®&#Pneork). He looks to online outlets to set his business apart; thétyshap ¢
all fivestar reviews from Yelp and receives roughly 18 percent of its total workload through that site.

Set Proper Revenue Expectations. Smici kl asd t eprojecto
$1.5 million in sales for 2017. Without understanding a realistic revenue goal for the business, all otheotplanning w

Problem 2: Growth Does Not Equate to Profits So-
l uti on: Letds rephrase that quickly: Growth gdyoueeedto
control expenses in the business, Smiciklas says.

Smiciklas does this in a number of ways (we already went over the staffing roles of the front office) abng e lalsorloc
costs in terms of time and efficiency, ratherecsshrpn
One particular focus area can be your front ciogthemte
call each customer a certain amount of times on a certain amount of days during the repair, have them cfadheuith
preferred method of communication and their preferred frequency.

oWhy would we waste their time and ours?6 he asks.
Al so, Smiciklas suggests using technology t o tctewnicc uf
S

management system to monitor your number s, st acofiinue
to find additional tools that will help you cut costs.



Profit from Consistency

The Operator:Bill Cochran, owner, Cochran Coach Works
The Approach:Build a consistent téaand retain it
The Net ResultA consistent focus on teaiding and employee retention that leads to a 20 percent net profit

Bi |l | Cochrandéds military career has played a dPerypGar, c
which by all accounts is a true-Owinleidt 8ruy i th@w s .6 eaflyh e
days, and his revenue quickly tripled.

Then therebds Cochrands approach to opfestfectsi ng hi s $:

OA | ot of people in this town | ike wus

i ng us bercomu s ¢
plaints. No comebacks. We do it the righawayl we dve done it this

way foe. @C

Profit, he says, starts with people; it starts with your team, and your ability as a leader to recruit arlg ety rizdenbel
of Cocphpereas0s 1 2am has been with the company f orrcento
net profit each year.

Maintaining that staff, he says, is his job as an owner, and is simpler than mideyhedigdhbtitime three keyctatdiem-
pl oyee retention, and how each plays a critical r ol

Three Keys to Employee Retention

1. Treat Your Team RightCochran says this should go without saying, but too often still needs to be repeated as a
your team the same way you would want to be treated if in their positions. This includes transparency witle Bidses
and review of work. Put in the time. Give praise when deserved. Give assistance when needed. More than, ahgthir
appreciation. A team that feels appreciated will perform at a higher level.

2. Teach; DMmdtak@esr raget moments to teach, not corre
they messed up, 6 Cochran says. O0OThat doesndt he&gp t
that mindset leads to better attitudes, more collaboration and teamwork, and in the end, increased production.

3. OpenDoor Policy. Cochran works to have all members of his team feel open in botlostaffeantbetiegs to hash out
issues they may have. Problems that linger tend to turn larger and larger. Get ahead of issues, and helpeteam mel

their own d

*This article is brought to you by Travis Bean and Bryce E

¥y

Prepare for the Future
Bottom Iine: o0lf you dondt understand how t o rcdigoadirectorv e
for the foutlocation dealbased West Herr Collision Centers in New York.

estment, but it ods thecdars aselgédt-

OYou need to manage your inv
t he way manufactures want th

ting repair

Walters takes a holegiproach to it, wanting each facility and each team to be equipped to handle the vdliclesitiyey repdhir.
cle mix, look at your customer mix, and ensure you can repair everything to safe and proper standardswet-saysedin ¢ffe; en
cient team will pay back that investment very quickly.
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SCRS Members and Industry Professionals,

| hope this email finds all of you well.

We are pleased to shaneetiest edition of the SCH
newslettewith you. This issue focuses on some c
important information, news and updates about 1
happening within the collision repair industry.

In this issue:

Page-Message from SCRS Executive Director

Page April Repairer Roundtable Overview

Page 15CRS Annual Election Details

Page 14SCRS Premieres New Video Resources

Page 16-CAR Weldrhrough Primer Guidelines on RTS
Page 18CIC To Revisit Proposed Definition

Page 20SCRS Videos from OEM Summit at SEMA Show
Page 24Repairer Driven News Headlines

Page 2&uide to Complete Repair Planning

and we look forward to hearing your thoughts after you read through this issue.
Asalou read thI‘OUﬂh this publication, please know that we sincerely thank you for
and participation. _

that you may have, please feel free to contact me directly at 302.423.3537 or aat
Aaron Schulenbur _ o _ o

Executive Director | Society of Collision Repair Specialists (SCRS)
PO Box 346 Smyrna DE 19977

WWW.SCI'S.com

For all SCRS newsletters, you can go to :

http://scrs.com/index.php?id=newsletters

As aIwaYs, the newsletter is available directly under the Newsletters tab on the SCR

thereis anythin(% you would like to communicate to SCRS, or|(an
0



2017 MCRA Spring Conference
Bozeman MT

Membership Meeting along with
Breakfast

an
Lunch in the beautiful Atrium
out!! 108 people attended

years Spring Conference

Give a HUGE shout out to our loyal and
generous sponsors!!

Denny Menholt, Enterprise Car Rental, NCS

Tom Letellier at the Department of Labor and Industry (left)
talking about apprenticeship and grants

EEMMEE&MM&E&EM&E
Doug Rice,NCS SUPERSTAR

Thank you for all of your
years of amazing service
and friendship!

E HAPPY RETIREMENT !l E
B R EE R R R R e eeEEEEEEY




