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PREFACE

This book is for people who wish to work in an automotive facility as a ser-
vice consultant. The authors recognize that the position of service consultant
must be examined from different perspectives and in reference to a variety of
relationships. The title “service consultant” is used in this book to recognize
the numerous tasks that are much broader in scope than those assigned to a
person occupying a position of customer service.

First of all, the authors recognize that the tasks and procedures assigned to
a service consultant will vary dependent on whether he or she works for an in-
dependent automotive service facility, a dealer representing an automotive
manufacturer, a franchise, or a private or public fleet. Secondly, the authors
have used the word “service” to represent a facility that either provides for the
maintenance of automobiles and/or for their repair. Therefore, a service con-
sultant may work in a facility that offers both or either of the services to auto-
mobile owners.

Second, the book attempts to cover the numerous tasks that may be per-
formed by a service consultant. Admittedly, some service consultants are re-
quired to perform a wide range of tasks while others are given a limited number
of tasks. The effort to present as many tasks as possible is intended to prepare
the student for a variety of service consultant positions plus provide the ability
to move from one type of service facility to another or from an entry-level po-
sition to one that affords greater responsibility.

Thirdly, the book addresses the need for the service consultant to use com-
puters to manage customer files. From personal experience, the authors know
the importance of using a computer to run a service facility. Because computer
software programs are quite different from each other, the actual computer en-
tries and commands must be learned from the software manufacturer. This
book, however, thoroughly covers the application of the computer in the tasks
to be performed by the service consultant.

Finally, throughout the book, the importance of the customer is stressed.
In some cases, automobile owners come to a facility with a clear-cut knowledge
of what has to be done to their automobile. In other cases, the owners depend
on the service consultant to assist them. From the authors’ experiences, de-
pendence on the service consultant for advice is the growing trend. Thus, the
book’s approach to customer relations is that the service consultant should of-
fer customers professional assistance.

Book Overview
Chapters 1 through 3 focus on the different types of service facilities, the

tasks and duties of the service consultant, and the personnel involved in the
processing of work in a service facility. Chapters 4 through 8 move to the cus-
tomer process from the initial contact to the presentation of the invoice. Chap-
ters 9 through 12 fill in the details of the actions and procedures described in

vii
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previous chapters. Chapters 13 and 14 focus on how the general operations
and the work environment in an automotive facility can affect a service con-
sultant’s job and the attitudes of other employees.

The chapter content is aligned with tasks identified by Automotive Service
Excellence (ASE) for the Automotive Service Consultant. Each chapter begins
with a list of learning objectives, many of which directly reference an ASE task,
and ends with a set of exercises related to the learning objectives. In addition,
at the end of each section, suggested activities offer students some insights into
the operations of different service facilities.

From the Authors
The content in this book is largely based on our experiences as owners/op-

erators of an automotive service facility; our studies of automotive technology,
business, and vocational education; and our work as teachers/trainers and con-
sultants. Starting an automotive service facility in an empty building with two
old lifts and a compressor, we gained invaluable insights into the trials and
tribulations associated with creating a business from the ground up.

As owners/operators, we did everything, working as service consultant,
cashier, manager, technician, and even custodian.

Most of what we talk about in this book we have done. We try to present as
honest a picture as we can and hope it will benefit those of you who will enter
the automobile industry. If you like being around cars and people, you will en-
joy the job of a service consultant.

viii PREFACE
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CHAPTER 1

TYPES OF AUTOMOTIVE
SERVICE FACILITIES

OBJECTIVES

Upon reading this chapter, you should be able to:

• Describe the different types of automobile service facilities.

• Diagram an organizational structure for the different types of
automobile service facilities.

• Explain the importance of the guidelines that service facility operations
must follow in different states.

• Identify the major financial measures that have a direct impact on the
profit or loss of a service facility.

3
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4 THE SERVICE CONSULTANT

Introduction

A clear understanding of the terms used in a book is critical. For that
reason, this chapter begins by defining two important terms used
throughout the book. First, the term service means the maintenance,
repairs, and diagnosis of an automobile. Second, an automobile service
facility is a for-profit business that services automobiles.

The purpose of this chapter is to point out several important initial
distinctions that service consultants should make among different auto
service facilities. First, not all automobile service facilities are the same.
While the job of the service consultant is similar at most service facilities,
there are important differences. Being aware of these differences is critical
for service consultants.

Second, automobile service facilities have different organizational
structures. An organizational structure represents the managerial chain
of command. An organizational diagram presents the relationships
among the positions in an automobile service facility. A position that is
higher in the diagram is responsible for the supervision and evaluation of
the position beneath it. Knowing to whom the service consultant reports
is critical.

In addition, service consultants must be knowledgeable about the state
laws and directives that regulate the operation of their service facility, the
people who work in the facility, and the automobiles serviced. This chapter
provides a discussion of the regulations found in many states.

Finally, this book is not a management text and does not expect the ser-
vice consultant to be an accountant. Therefore, it does not present an in-
depth discussion of the financial operations of a service facility. However,
the service consultant must have an awareness of the bottom line, meaning
the generation of a profit for the facility. Regardless of the effectiveness of
the person serving as consultant, a service facility cannot stay in business if
it does not make a profit. This chapter presents an introduction to basic
financial measures that are important to the service consultant.

Types of Automotive Facilities by System or Product

An automobile service facility sells the labor of a trained automotive
technician to one customer at a time. The objective of an automobile ser-
vice facility is to solve a customer’s automotive problems. To achieve this
objective the service facility may have to perform a diagnosis to identify
the problem, repair or replace a part, and/or perform maintenance to keep
the automobile in top condition.

In most automobile service facilities, the service consultant is the per-
son who works directly with the customer and technicians to arrange for
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CHAPTER 1 TYPES OF AUTOMOTIVE SERVICE FACILITIES 5

the diagnosis, repair, or maintenance of the automobile. As a result, ser-
vice consultants must have the ability to communicate with other people
and have a thorough knowledge of the types of repairs and maintenance
offered by their service facility.

Because the automobile is the most complex machine a person owns,
some service facilities specialize in certain services. One of the mistakes a
service consultant in a specialty service facility can make is to accept work
that is not done by his or her service facility technicians.

Automobile Systems
One way to classify the types of automobile service facilities is by the

automobile system or systems that the facility’s technicians service. Eight
different automobile systems are listed by the National Institute for Auto-
motive Service Excellence (ASE):

• Engine Repair (A1)
• Automatic Transmission/Transaxle (A2)
• Manual Drive Train and Axles (A3)
• Suspension and Steering (A4)
• Brakes (A5)
• Electrical/Electronic Systems (A6)
• Heating and Air Conditioning (A7)
• Engine Performance (A8)

Naturally, when a facility services one of these automobile systems, it
must employ automobile technicians with the expertise needed to diag-
nose, repair, and maintain the system on the various makes and models
of automobiles owned by customers.

One service facility may work on all or most of the systems listed
above. As shown in the picture in Figure 1-1, such a facility must have the

FIGURE 1-1 An automobile service facility that works on multiple systems.
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space to house the different equipment, inventory, and tools needed to
work on multiple systems as well as the equipment and space needed by
the service consultants. In the service facility that works on multiple sys-
tems, the service consultants must be thoroughly familiar with all of the
systems. In addition, they must be knowledgeable about the parts used to
make the repairs, the specific expertise of each of the technicians, and the
means to maintain accurate records of customers, services, and parts.

Some automobile service facilities repair and maintain one system,
such as transmissions or brakes. Such a service facility may be referred to
as a system-specific service facility. As shown in the picture in Figure 
1-2, the facility, equipment, and tools used by a muffler and brake 
specialty shop are limited to muffler and brake diagnosis, repairs, and
maintenance.

Naturally, a facility that limits its work to one or two systems must
have technicians and service consultants who are thoroughly familiar
with the specific system or systems being serviced. They must understand
the system’s repair procedures, the parts needed to make the repairs, and
the related maintenance procedures.

Product-Specific Service Facilities
Another type of service facility diagnoses, repairs, and maintains a

particular make and model of automobile. This service facility is referred
to as a product-specific service facility. For example, a facility might spe-
cialize in the diagnosis, repair, and maintenance of Volkswagens (see 
Figure 1-3).

The most common product-specific service facility is an automobile
dealership that sells new automobiles. Although it specializes in the models
it sells, its service facility may provide similar repairs and maintenance for

6 THE SERVICE CONSULTANT

FIGURE 1-2 A system-specific service facility.
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CHAPTER 1 TYPES OF AUTOMOTIVE SERVICE FACILITIES 7

other makes of automobiles. At a dealership, the service consultant must be
thoroughly informed about the different models sold as well as the abilities
(and sometimes preferences) of the technicians who perform the work.

Facility Ownership

Automobile service facilities differ in ownership. For example, one per-
son, several people, or a corporation may own a service facility. A 
proprietorship means that one person owns a service facility, while a part-
nership means two or more people are the owners. If an owner or the own-
ers wish, they may incorporate the service facility. A corporation may be
owned by one or more persons.

A person’s ownership in a corporation depends on the amount of
money the person invests. People invest in a corporation by purchasing
shares of stock and so are called the stockholders. Their percentage of cor-
porate ownership depends on the number of stock shares they purchase.
Because a corporation becomes a legal entity, service facilities are incor-
porated for legal and financial benefits.

In all of the types of ownerships (proprietorship, partnership, and cor-
poration), the money invested by the owners or stockholders is used to
prepare the service facility to conduct business; for example, the purchase
of land, buildings, tools, equipment, inventory, and furniture.

In a new service facility, invested money is usually needed to run the
business for a short period until it can earn a profit. The profit earned by

FIGURE 1-3 A product-specific service facility.
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8 THE SERVICE CONSULTANT

the service facility goes to the owners or stockholders, and the amount of
the profit an investor receives depends on the amount the person
invested.

In addition, the service facility may be classified as a:

• privately owned service facility
• franchise
• chain
• dealership
• fleet service department

Obviously, the method of ownership influences the job activities of
the service consultant and the number and type of people employed by
the service facility. In addition, the type of ownership may influence the
management structure of the facility. For example, who owns the facility
and what role does the owner play in its day-to-day operations?

Privately Owned Service Facility
A privately owned facility may provide services to all automobile sys-

tems or limit its services to one system or product. The owners may
change the systems to be repaired, services offered, or products sold at
their own discretion.

Figure 1-4 presents an organizational structure for a private propri-
etorship owned by Mr. Williams. As shown in this diagram, Mr. Williams
is in the top box and serves as the general manager and service manager
of the service facility. The service consultant (Kevin), the lead technician
(Rich), and the parts specialist (Bob) report directly to the owner-
general/service manager.

Owner
and

General
Manager

and
Service

Manager
(Mr. Steven

Williams)

Parts
Specialist

(Bob)

Service
Consultant

(Kevin)

Lead/Head
Technician

(Rich)

FIGURE 1-4 An organizational structure for a proprietorship or partnership.
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CHAPTER 1 TYPES OF AUTOMOTIVE SERVICE FACILITIES 9

In other words, Mr. Williams is responsible for the hiring, direct
supervision, and evaluation of the work of the service consultant, the
technician, and the parts specialist. The service consultant and lead tech-
nician work directly with each other on a daily basis but neither is subor-
dinate to the other. Likewise, the service consultant and lead technician
interact directly with the parts specialist on a daily basis. In other words,
the diagram represents a chain of command and not a diagram for com-
munications or working relationships.

If more technicians are employed they would be under the supervi-
sion of the lead technician, and if people were hired in the parts depart-
ment they would report to the parts specialist. Each would supervise and
assign work to his or her subordinates, but decisions to hire or terminate
them would be made by the owner unless the owner delegates this
authority to the service consultant, lead technician, or parts specialist.

Corporate Owned Facilities
Assume that Mr. Williams decided to change his business from a pro-

prietorship to a corporation and sell stock in his business to investors. Fig-
ure 1-5 presents a diagram for a corporate owned service facility. Note that
the name in the top box is “stockholders” as opposed to an owner or own-
ers. Williams now reports to the stockholders and also serves as the gen-
eral manager.

In Figure 1-5, Mr. Williams is the immediate supervisor of the four
managers. As the general manager, Mr. Williams relies on the service man-

General Manager
(Mr. Steven

Williams)

Stockholders

Business
Manager
(Jessica)

Parts
Manager

(Bob)

Service
Manager

(Pat)

Manager of
Human

Resources
(Rachel)

Service
Consultant

(Kevin)

Lead/Head
Technician

(Rich)

FIGURE 1-5 An organizational structure for a corporation.
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10 THE SERVICE CONSULTANT

ager (Pat), business manager (Jessica), manager of human resources
(Rachel), and parts manager (Bob) to assist him with the operations of the
business. This assistance includes working with the day-to-day operations
of the service facility, overseeing contracts with and deliveries to parts
stores, recruiting new employees, working with the local bank on the
checking account and loans, ensuring availability of telephone service,
approving computer software purchases, and many other activities.

The four managers work as a team under the general manager. Also,
Figure 1-5 shows that the service manager supervises the service consul-
tant and the lead technician. Because the diagram in Figure 1-5 exhibits
the managerial chain of command and not the interactions between
employees, the lead technician or service consultant orders parts through
the parts manager, and service orders are exchanged between the service
consultant and lead technician. Vendor invoices are received by the busi-
ness manager, who works with the parts manager to verify the delivery of
parts. The manager of human resources and business manager work
together on the payroll.

In Figure 1-5 the service manager has direct supervision of the service
consultant and the lead technician. This implies that Mr. Williams has
given the service manager the authority to hire, supervise, and evaluate
the performances of the service consultant and lead technician. Further,
the service manager works directly with the human resources manager to
recruit new employees and with the business manager to get them on the
payroll. The service manager reports his actions to the general manager or
presents a recommendation to the general manager for approval.
Whether or not the service manager takes action and reports or makes a
recommendation for approval is up to the general manager. At the same
time, if there are personnel in the parts and other departments, the
assumption from the diagram in Figure 1-5 is that, while the managers are
responsible for the day-to-day operations, the general manager is person-
ally involved in the hiring, supervision, and evaluation of employees.

Franchise Ownerships
Because the startup and operation of a service facility can be expen-

sive and complicated, some people who wish to own a service facility may
choose to purchase a franchise. A franchise permits an owner to use a
nationally recognized name and receive some assistance, such as training,
advertising, and consulting, for startup operations.

People wishing to start a franchise usually have to submit a business
plan when applying to purchase the rights to open the service facility.
They must also have the money to purchase the franchise, buy the neces-
sary equipment and supplies, and obtain the building space to house the
operation. The national franchise corporation that owns the name of the
franchise (such as Midas Muffler, AAMCO, or Tune and Lube, among
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CHAPTER 1 TYPES OF AUTOMOTIVE SERVICE FACILITIES 11

others) has to approve the request presented by the people making appli-
cation as well as all local arrangements, such as the location and building.

In return for the purchase of a franchise, the national franchise cor-
poration typically requires a percentage of the gross sales received by the
local service facilities. In addition, it usually has the right to conduct peri-
odic inspections of the franchise’s operations and records and may close a
local service facility as warranted under the contract.

In most cases, the national franchise corporation requires that the
local owner and service consultant attend its training programs and learn
to use its forms to record all local services and receipts. The training of ser-
vice consultants may require that they read written scripts when talking
to customers on the phone or communicating with a customer in person.

An organizational diagram of a franchise is shown in Figure 1-6. Note
that in this diagram the national franchise corporation is in a supervisory
position similar to the stockholders in Figure 1-5. As in Figure 1-5, Mr.
Steven Williams is the local owner, general manager, and service manager,
with Kevin working as the service consultant and Rich as the lead techni-
cian. In a larger franchise, the corporation may prefer that a person other
than the owner serve as the service manager and may choose to hire multi-
ple managers such as those shown in Figure 1-5 (a business manager, several
technicians, a parts manager or specialist, and a human resources manager).

Local Franchise
Owner, General
Manager, and

Service Manager
(Steven Williams)

National
Franchise

Corporation

Service
Consultant

(Kevin)

Lead
Technician

(Rich)

FIGURE 1-6 The organizational structure of a franchise service facility.
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12 THE SERVICE CONSULTANT

Chain Ownerships
A service facility that is one of several facilities owned by a corpora-

tion is called a chain service facility (such as Sears, Roebuck & Co, Wal-
Mart, Pep Boys, and many others). The chain service facilities sell the
same services and use the same procedures regardless of location.

Each service facility has a service manager, at least one service consul-
tant, and several technicians. As shown in Figure 1-7, a service manager
usually reports to the store manager, who in turn reports to a manager in
a national corporate office. The owners of the corporation’s chain of ser-
vice facilities are the corporate stockholders, who provide the money
needed to buy the tools, equipment, and building that houses the local
service facility.

Automobile Dealership
An automobile dealership sells new and used automobiles as well as

the parts needed to repair and maintain them. The dealership service
department is considered a specialty service facility because its primary
objective is to diagnose, repair, and maintain the automobiles sold by the

National
Corporate

Management

Corporate
Stockholders

Service
Consultant

Technicians

Local
Store

Manager

Service
Manager

FIGURE 1-7 The organizational structure of a chain owned service facility.
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dealership. Actually, a dealership is really a franchise of an automobile
manufacturer since the manufacturer approves the dealership, can close it
if warranted, and makes money from the selling of the automobiles and
replacement parts (called a product franchise).

Figure 1-8 shows a diagram with the owners/stockholders at the top.
One or more people may own a dealership; however, it is usually incor-
porated. Under the owners/ stockholders is a general manager, president,
or vice president who is responsible for a variety of departments or divi-
sions in the dealership.

In Figure 1-8, three departments are shown, although a dealership
typically contains more departments and managers such as a business
manager, a manager for the maintenance of the buildings and grounds,
and so on. With respect to the service facility, a service manager is shown
as the person in charge of the service operations. Reporting to the service
manager are the service consultants and the lead technician.

It is important to note again that Figure 1-8 is an example that shows
how an organizational structure may appear at an automobile dealership.
The service consultants, service managers, and technicians may be in dif-
ferent positions in a dealership diagram, but the point is that the individ-
uals occupying these positions must know to whom they report. The
employees must know who is assigned to supervise and evaluate their 
performance.

CHAPTER 1 TYPES OF AUTOMOTIVE SERVICE FACILITIES 13

General Manager
of the Dealership

Owner/Owners
Stockholders

Service
Manager

Parts
Manager

Sales
Manager

Service
Consultants

Lead
Technician

Sales
Personnel

Technical
Employees

FIGURE 1-8 The organizational structure for an automobile dealership.
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Fleet Service Departments
Companies with fleets of automobiles often have a fleet service

department. The fleet service facility employs automobile technicians
who diagnose, repair, and maintain its fleet of automobiles. Unlike the
other service facilities, the fleet service department does not service cus-
tomer vehicles but rather the vehicles owned by the company. Even
though there are no customers in the traditional sense, a service manager
is usually employed and expected to keep the vehicles in the fleet in top
condition and the cost of servicing the fleet within an assigned budget.

State Guidelines for Service Facility Operations

Some states require that automobile service facilities obtain a state
issued license to sell services to customers. Service consultants must be
thoroughly informed about these legal requirements. For example, Cali-
fornia’s Bureau of Automotive Repair must issue a license to an automo-
bile service facility before it can sell automobile repairs to customers. In
addition, in some states, a technician may have to obtain an automobile
technician’s license before he or she can provide automobile services to a
customer. An example of this regulation is New York’s Automotive Tech-
nician License.

In other states a service facility and its technicians may need a license
before either can perform certain types of work. For example, in Pennsyl-
vania, automobiles must be inspected every year to make sure they meet
state safety regulations. Pennsylvania also requires that automobile tech-
nicians obtain a state issued inspection license before they can inspect
automobiles. To obtain this license, technicians must take a safety inspec-
tion course and pass a written as well as a hands-on test before they can
inspect automobiles.

In addition, Pennsylvania requires that automobile service facilities
obtain a state issued license to sell Pennsylvania state safety inspections to
customers. To become licensed, the service facility must show the state
that it meets its requirements. These requirements include the ownership
of required tools/equipment, minimum space, minimum insurance cov-
erage to protect the customer’s car, and a signed agreement to maintain
records in accordance with state guidelines. Upon approval the service
facility must display a state inspection sign with the station number on it
(see Figure 1-9).

Similar to Pennsylvania’s state safety inspection, the Environmental
Protection Agency (EPA) requires regular automobile emissions inspec-
tions in some states. While state emission programs vary from state to
state, they can be generalized as centralized or decentralized emission
inspection programs.

14 THE SERVICE CONSULTANT
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Centralized emission inspection programs require customers to drive
their vehicle to a state-operated emission testing station to be inspected,
as shown in Figure 1-10. If the automobile fails its emissions test, it can-
not be repaired at the state-operated emission station but at an automo-
bile service facility. State regulations may also require that the technician
and/or the automobile service facility be licensed to perform the repair or
re-inspection.
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FIGURE 1-9 A service facility with a Pennsylvania state inspection sign.

FIGURE 1-10 A centralized emission testing facility.
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In some states the emission inspection program is decentralized (see
Figure 1-11). This means an automobile service facility performs the emis-
sion inspection and the repairs an automobile needs to pass the inspec-
tion. Often, decentralized emission programs require that both the
automobile technician and the automobile service facility have a license
and own state-approved emission testing equipment.

When a state law requires that an automobile technician or automo-
bile service facility have a license, it is typically issued by the state in
which the facility does business. However, there are other federal EPA
requirements to consider when working with, for example, automobile
air-conditioning equipment. More specifically, automobile technicians
must hold an EPA-approved license to reclaim, recycle, and recharge auto-
mobile air-conditioning systems. This certification license is required
under the Clean Air Act Section 609 (see Figure 1-12). To obtain the fed-
erally mandated certification license to service automobile air condition-
ing, an automobile technician must obtain training and pass an
EPA-approved test. This training can be obtained from companies that
offer approved training courses.

At the same time, under the EPA’s Clean Air Act Section 609 regula-
tions, the automobile service facility does not need to be licensed. How-
ever, the automobile repair service facility must register with the EPA to
assure them that it owns the required air-conditioning equipment that
meets the standards set by the Society of Automotive Engineers (SAE).

16 THE SERVICE CONSULTANT

FIGURE 1-11 A decentralized state emission inspection station.
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ASE Certification
In some states, a license is not required for either automobile techni-

cians or automobile service facilities. To show a level of competence many
service facilities, regardless of whether they need a license, choose to par-
ticipate in the voluntary certification of their employees (see Figure 1-13).
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FIGURE 1-12 A training manual to obtain a Section 609 license to use the
approved air conditioning recycling equipment shown.

FIGURE 1-13 An ASE certification hanging on display at a service facility.
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The most popular voluntary certification for automobile technicians 
as well as service consultants is offered by the National Institute for
Automotive Service Excellence (ASE).

The ASE requires technicians to document at least two years of work
experience plus pass an exam to be certified within an automobile system.
Specifically, there are eight ASE exams for each subsystem of the auto-
mobile, as follows: Engine Repair, Automatic Transmission/Transaxle,
Manual Drive Train and Axles, Suspension and Steering, Brakes, Electri-
cal/Electronic Systems, Heating and Air Conditioning, and Engine Perfor-
mance. When technicians pass all eight exams, they are considered ASE
master automobile technicians.

In addition to the ASE’s examination for technicians, there are exams
for specialty areas such as parts, engine machinist, compressed natural gas
technician, and advanced engine performance certification, along with
certifications in collision repair, heavy truck technician, and service
consultant.

Another form of voluntary certification is provided by organizations
such as AAA and A/C Delco. These organizations endorse automobile ser-
vice facilities that meet certain standards.

Profit or Loss: The Bottom Line

After customers are served, they are charged money for the service.
The money collected from a customer (not including any sales tax col-
lected) is the gross sale amount. The total of customer gross sales is the
gross sales for the automobile service facility.

As shown in Figure 1-14, the money collected from the customer
(gross sale amount) pays the salaries of the automobile technicians and
the cost of parts. The remaining balance is called gross profit. The gross
profit is then used to pay the salaries of the other personnel, including the
salaries of the managers and service consultant and the overhead
expenses. Overhead expenses include rent, heat, light, telephone, uni-
forms, insurance, and the other expenses incurred when running a service
facility. The balance left over after the expenses are deducted from the
gross profit is called the net profit (see Figure 1-14).

The owner must pay the taxes of the service facility from the net
profit. The balance is the profit after taxes and is the amount the owner
may claim for a return on the investment of money and time spent work-
ing in the service facility. When the expenses cannot be paid by the gross
profit, the negative balance is called the net loss. The money needed to
cover a loss must come from the owner. If losses persist then the service
facility will be bankrupt and must close.

18 THE SERVICE CONSULTANT
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Summary

Understanding the different types of automobile service facilities is
important to service consultants. These differences may be recognized by
the systems or products they service, such as a transmission system or a
particular model of automobile.

Another difference among service facilities is their ownership. Service
consultants must know who owns the facility and who is in charge of the
operation. Is the facility a proprietorship, partnership, or corporation?
Further, is it privately owned, a franchise, a chain, a dealership, or a fleet
operation? In each case, the ownership and organizational diagram show-
ing the chain of command has some special characteristics to be recog-
nized by the service consultant.

Service consultants must also be knowledgeable about the state and
federal licenses needed by a service facility. The legal requirements differ
from state to state but must be met before some automotive services can
be provided. In addition, employees should hold professional certifica-
tions, such as those of the ASE, because more and more customers look for
a display that shows the personnel in the service facility are certified.

Finally, service consultants must be sensitive to the financial opera-
tions of their facility. In order to keep their facility healthy, service con-
sultants must know the financial measures that go into the calculation of
a profit or loss. As explained in this chapter, a service facility cannot
remain in business unless a profit is earned.

CHAPTER 1 TYPES OF AUTOMOTIVE SERVICE FACILITIES 19

GROSS LABOR and PARTS SALES
• <LESS> Cost of the technician’s labor
• <LESS> Cost of parts to service the customer’s automobile 
EQUALS: GROSS PROFIT
• <LESS> Overhead expenses (examples)
  Managers’ salaries
  Service consultants’ wages
  Rent (includes real estate taxes)
  Heat
  Electric
  Insurance and benefits
  Other expenses
EQUALS: NET PROFIT or LOSS
• <LESS> Taxes on the service facility
EQUALS: OWNER’S INCOME

FIGURE 1-14 The relationship between gross sales and profit.
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Review Questions

Multiple Choice
1. An automotive repair business makes its money mainly by:

A. selling parts to the customer
B. selling the labor of a trained automotive technician to the 

customer
C. selling the support staff’s services to the customer
D. selling the professional image of the repair facility to the customer

2. Whose job is it to work directly with the customer and technicians to
arrange for diagnosis, repair, and service?
A. The technician’s
B. The manager’s
C. The service consultant’s
D. The owner’s

3. To “service” means to perform _________ on an automobile.
A. maintenance
B. repairs
C. a diagnosis
D. all of the above

4. According to the textbook, a profit business that services automobiles
is called an:
A. automotive shop
B. automobile service facility
C. automobile business
D. automobile garage

5. An automobile service facility that repairs and maintains one system
such as transmissions or brakes is called a/an:
A. system-specific service facility
B. product-specific service facility
C. automobile dealership
D. automobile garage

6. Which structure has stockholders?
A. A corporation
B. A proprietorship
C. A partnership
D. An automobile service facility

7. A _________ permits an owner to use a nationally recognized name
and receive some assistance, such as training, advertising, and con-
sulting, for startup operations.
A. partnership
B. proprietorship
C. franchise
D. corporation

20 THE SERVICE CONSULTANT
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8. A service facility that is one of several facilities owned by a corpora-
tion is called a:
A. chain service facility
B. specialty service facility
C. franchise
D. fleet service department

9. This text classifies a dealership service department as a type of:
A. chain service facility
B. specialty service facility
C. franchise
D. fleet service department

10. The ___________________ does not service customer vehicles but
rather the vehicles owned by the company.
A. chain service facility
B. specialty service facility
C. franchise
D. fleet service department

Application Problems
1. Given the following information, calculate the parts sales of the

service facility.

MONTHLY INCOME REPORT

GROSS SALES
Labor $75,000
Parts ____?___

Total Gross Sales $140,000

2. Given the following information, calculate the total gross sales, total
cost of labor, and gross profit.

MONTHLY INCOME REPORT

GROSS SALES
Labor $50,000
Parts 40,000________

Total Gross Sales $________

COST OF LABOR AND PARTS
Technician Labor $25,000
Parts 15,000________

Total Cost of Labor and Parts $________________
GROSS PROFIT $________

CHAPTER 1 TYPES OF AUTOMOTIVE SERVICE FACILITIES 21
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3. Given the following information, calculate the net profit and the
owner’s income if the business taxes are 12.5%.

EXAMPLE OF FORM USED TO REPORT MONTHLY INCOME

GROSS SALES
Labor $60,000
Parts 60,000________

Total Gross Sales $120,000

COST OF LABOR AND PARTS

Technician Labor $32,000
Parts 40,000________

Total Cost of Labor and Parts 72,000________
GROSS PROFIT $48,000

EXPENSES

Management Salaries $11,600
Service Consultants 8,600
Rent 7,200
Heat (oil) 1,400
Electric 800
Insurance and Benefits 3,000
Other Expenses 3,400

Total Expenses 36,000________
NET PROFIT $

Business Taxes $ ______________
OWNER INCOME $

Short Answer Questions
1. Describe the different types of automobile service facilities.
2. Diagram an organizational structure for the different types of auto-

mobile service facilities.
3. Explain the importance of the guidelines that service facility opera-

tions must follow in different states.
4. Identify the major financial measures that have a direct impact on the

profit or loss of a service facility.
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CHAPTER 2

THE ROLE OF THE
SERVICE CONSULTANT

OBJECTIVES

Upon reading this chapter, you should be able to:

• Identify the major tasks of a service consultant.

• List the duties of a service consultant.

• Explain how the duties and tasks may be assigned in the different types
of service facilities.

• Explain why the presentation of a professional image is important (Task
A.1.14).

23
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Introduction

On a typical day a customer will enter an automobile service facility
and determine within the first minute whether its professionalism and
hospitality are acceptable. In turn, this impression will have an influence
whether the customer thinks he or she will receive the service needed to
solve his or her automobile concern.

To look professional, a service facility should be organized, clean, and
proficient. This helps customers feel more comfortable and confident that
the personnel at the service facility can solve their automotive problems.
In addition, its employees (service consultant, technicians, and other sup-
port staff) must be interested and articulate when discussing problems
and repairs with customers. When customers have a positive impression
of the people working at a service facility, they are more likely to accept
the service consultant’s recommendations and have their automobile re-
paired there. Customers who are satisfied with a service facility’s perfor-
mance are more likely to become regular customers.

In order to produce satisfied customers, automobile service facilities
must not only employ trained, experienced, and, in some states, licensed
automotive technicians, they also need to have one or more profession-
ally trained service consultants. The training ensures that the service con-
sultants are positive, confident, and friendly and are able to put their
customers at ease.

However, interacting with customers is only one part of a service con-
sultant’s job. The service consultant must perform a variety of other tasks
to keep the work moving at the shop. This is important because a service
facility must have enough customers flowing in and out to make a profit.
This part of the service consultant’s job can be complicated and therefore
requires training and practice to become proficient. This proficiency can-
not be gained overnight. To become proficient service consultants must
first have a clear understanding of the tasks to be performed each day.
They also must have knowledge of the different automobile systems ser-
viced at their facility.

The purpose of this chapter is to provide an overview of the major
tasks and duties of a service consultant and how they might differ among
the various types of service facilities. In addition, because customer rela-
tions are often the key to the success of service consultants, this chapter
gives special attention to their image (see Figure 2-1).
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Major Tasks of Service Consultants

Job tasks are major work assignments given to employees and should
appear in a job description. Each task has assigned duties, which describe
the job requirements in detail the job requirements that an employee per-
forms. Some jobs are quite complex, so a job task may have to be broken
down into duties with related sub-duties. In this chapter the breakdown
of the tasks is limited to duties and procedures.

ASE incorporates the tasks and duties of service consultants into the
major skills and knowledge expectations of the position. These skills and
knowledge areas are as follows:

• Communication skills
••  Customer relations
••  Internal relations

• Product knowledge
••  Engine systems
••  Drivetrain systems
••  Chassis systems
••  Body systems
••  Service/maintenance intervals
••  Warranties, service contracts, service bulletins, and campaigns/recalls
••  Vehicle identification

• Sales skills
• Shop operations

FIGURE 2-1 A service consultant at a customer station.
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The tasks and duties discussed in this chapter focus on the operation
of the shop. Communication and sales skills that are needed to accom-
plish the tasks and duties are discussed in the other chapters in this book.

Job Tasks of a Service Consultant

The owner or manager of the service facility ultimately determines
the job tasks of the service consultant. Most of these tasks are common for
all service consultants, although some owners may prefer to perform
some of them, such as opening the business in the morning. Differences,
of course, are usually found in the duties to be performed under a task and
the related procedures as shown in the examples that follow.

First, the job description must list the tasks to be performed by the
service consultant. The service consultant performs the duties to accom-
plish each task on a daily or weekly basis. An example of a job description
for a service consultant is shown in Figure 2-2. This description was used

26 THE SERVICE CONSULTANT

POSITION DESCRIPTION

Service Consultant

�1. Opens shop at 7:30 a.m.
�2. Greets customers, answers phone calls, provides information, makes appointments,
 calls customers for approval of work on vehicles, calls customers when jobs are completed,
 and places follow-up calls aftrer repairs are made.
�3. Prepares customer invoices, reviews parts and labor charges with customers, and 
 receives payment from customers (cash, check, or credit card).
�4. Makes arrangements for customer shuttle or comfort if waiting at the service facility.
�5. Prepares estimates, repair orders (RO), and computerized invoices (IN) and maintains
 the appointment book and customer status sheet.
�6. Communicates with the technician to ensure service work is completed in a timely fashion.
�7. Communicates with technician, as needed, to prepare estimates.
�8. Assists, as needed, to help order parts, receive parts orders, and check parts invoices to
 ensure the charges are accurate.
�9. Maintains inventory of office supplies, including supplies for computers, photocopier, fax,
 credit card machine, printers, forms, reports, and other materials, as needed.
10. Makes daily deposit to the bank and prepares daily report for management.
11. Closes the building at the end of the day and checks customer cars in the parking lot.
12. Other duties as assigned by management.

FIGURE 2-2 A job description for a service consultant.
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CHAPTER 2 THE ROLE OF THE SERVICE CONSULTANT 27

in the repair facility owned by the authors, which is referred to as Renrag
Auto Repair in this book.

At Renrag each employee was given a copy of his or her job descrip-
tion when hired. The tasks were reviewed with them before they started
their job. When the employees’ performances were evaluated, their per-
formance on each job task was reviewed with them. If their job
changed, then the job description was also revised and their pay was ad-
justed accordingly.

Note that Task 12, “Other duties as assigned by management,” covers
miscellaneous assignments that do not require enough time to make up a
separate task. A good rule of thumb is that when a miscellaneous task
takes more than 5 percent of an employee’s workweek, it should become
a separate task with assigned duties accompanied by a formal evaluation
of the employee’s performance of the task.

Finally, because Renrag employed an estimator/parts specialist, Task 8
required the service consultant to assist him. This task would not be in the
job description if the service consultant calculated the estimates and or-
dered the parts.

Task Duties of a Service Consultant

Duties assigned to tasks are the details needed for service consultants
to meet the expectations of a job.

This list of duties is helpful when training new employees and for
evaluating their performance.

For example, at Renrag Auto Repair, the first task (see Figure 2-2) was
to open the shop at 7:30 a.m. The duties for the first task are shown in Fig-
ure 2-3. These duties were listed according to rooms and bays with a list of
specific functions to be performed. This detail provided for the opening of
the facility and generated a checklist that was used by the service consul-
tant or whoever opened the business.

Likewise, duties were outlined for the closing of the facility (see Figure
2-4). Of course, the owners could check the facility after it was closed to
evaluate the service consultant’s performances. If lights were left on or a
thermostat was not set correctly, the owners could make a note and dis-
cuss it with the service consultant.

As shown in Figure 2-3 and Figure 2-4, the last duty for the opening
and closing of the facility required the service consultant to work on the
customer automobile inventory sheet (see Figure 2-5) to record the cus-
tomers’ automobiles that were left in the building and on the property. If
the service consultant did not open the facility, the person who opened it,
such as an owner, a manager, or a technician, used the customer automo-
bile inventory sheet to check the automobiles left overnight or over the
weekend. The customer automobile inventory sheet is important because
losing track of a customer’s vehicle is terribly embarrassing!
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OPENING RENRAG AUTO REPAIR

FRONT OFFICE & WAITING ROOM
 1. Enter front side door, turn on lights, and turn off security system.
 2. Turn “CLOSED/OPEN” sign around to show “open.”
 3. Turn on lighted “OPEN” sign.
 4. Unlock front door.
 5. Turn on computer and printer.
 6. Turn on TV security monitor.
 7. Switch answering machine to position “A.”
 8. Turn on photocopy machine.
 9. Turn on radio.
 10. IF WINTER turn thermostat up to 72°.
 11. Enter alignment bay.
ALIGNMENT BAY
 1. Turn on lights.
 2. IF WINTER turn thermostat up to 65°.
 3. Turn on light in bathroom.
 4. Go to inside bay.
INSIDE BAY
 1. Turn on bay lights and lights to storeroom.
 2. Enter compressor room.
COMPRESSOR ROOM
 1. Turn on compressor.
 2. Enter back bay.
BACK BAY
 1. Turn on back bay lights.
 2. IN SUMMER open bay door on the left (not facing Arch Street)
 3. IN WINTER turn thermostat up to 65°.
 4. Enter lube bay.
LUBE BAY
 1. Turn on bay lights.
 2. IN SUMMER open back bay door.
 3. IN WINTER turn thermostat up to 70°.
 4. Check for key drop envelopes.
 5. Enter front office area.
 INTERIOR OFFICE
 1. Turn on lights.
 2. Uncover computers.
 3. Turn on computers and printers.
FRONT OFFICE
 1. Listen to phone messages, check parking lot, and proceed to write up repair orders.
PARKING LOT—CUSTOMER VEHICLE INVENTORY
 1. Use the customer automobile inventory sheet to check all customer cars left 
  overnight in the building or in the lot.
 2. Check customer automobiles left overnight for damages and missing parts not noted
  on the customer automobile inventory sheet.

FIGURE 2-3 Task 1 duties: Opening the shop at 7:30 a.m.
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CLOSING RENRAG AUTO REPAIR

IF WINTER OR FRIDAY NIGHT—put all company automobiles, including the customer
shuttle, in the back bay.

BACK BAY
 1. IF WINTER turn thermostat down to 55° (if it is to go below freezing) or OFF if it is to
  stay above freezing.
 2. Close bay doors (make sure motor turns off by looking at spindle in ceiling).
 3. Make sure all droplights are off.
 4. Check exit door (back wall) and make sure BAR is across the door.
 5. Check water faucet (with hose) and make sure it is OFF.
 6. Turn off bathroom light.
 7. Turn off bay lights by compressor room.
 8. Enter compressor room and turn off compressor.
 9. Turn off compressor room light.

SIDE LUBE BAY
 1. Go to lube bay and close and lock two bay doors.
 2. Turn off tire balancing machine.
 3. Make sure all droplights are off.
 4. IF WINTER turn thermostat down to 55° if waste oil heater is on.
 5. Turn off light to lube bay and upstairs light.
 6. Go to internal bay lift and turn lights off.
 7. Go to bay with alignment machine.

ALIGNMENT BAY
 1. Close bay doors.
 2. Make sure side exit door is closed.
 3. Make sure all droplights are off.
 4. Turn off alignment machine.
 5. IF WINTER turn thermostat down to 55° (if it is to go below freezing) or OFF if it is to
  stay above freezing.
 6. Turn off light in bathroom—leave door open.
 7. Turn off bay lights.
 8. Go into front office and enter interior office.

INTERIOR OFFICE
 1. Turn off all computers and printers.
 2. Cover computers with protective covers.
 3. Make sure inspection sticker box is locked.
 4. Turn of lights.

FIGURE 2-4 Task 11 duties: Closing the building.
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CLOSING RENRAG AUTO REPAIR

OUTSIDE OFFICE & WAITING ROOM
 1. Turn off all computers, printer, and TV security monitor.
 2. Switch answering machine to position “B.”
 3. Turn off photocopy machine (leave fax ON).
 4. Turn off radio and TV.
 5. Turn off lighted OPEN sign.
 6. Turn “CLOSED/OPEN” sign around to show “closed.”
 7. Make sure coffee pot is OFF.
 8. IF WINTER turn thermostat down to 55° (if it is to go below freezing) or OFF if it
  is to stay above freezing.
 9. IF SUMMER turn AC off.
 10. Arrange furniture and magazines, put cups, etc. in trash.
 11. Lock front door.
 12. Set alarm, turn off lights, leave and lock door.

PARKING LOT—CUSTOMER VEHICLE INVENTORY
 1. Check all vehicles in lot and make sure they are locked.
 2. Record all customer automobiles left overnight and placed in the building and left in 
  parking lot on the customer automobile inventory sheet.
 3. Note any damages or missing parts on inventory sheet.
 4. Enter date and time the inventory was taken.

FIGURE 2-4 Task 11 duties: Closing the building. [continued]

RENRAG AUTO REPAIR

Customer Automobile Inventory Sheet

   Customer Automobile
 Date & Year Make Model License RO
 Time  (note location and condition)  Number Number

FIGURE 2-5 Customer Automobile Inventory Sheet.
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Use of Duties to Set Procedures
At Renrag Auto Repair the duties for certain employee tasks overlapped.

Therefore the tasks were combined to create a set of procedures employees
could follow. For example, the procedures to process repair orders for cus-
tomer repairs included interaction between the service consultant, parts
specialist, and technician for Tasks 2 through 8, shown in Figure 2-6.

Note: Service Consult (SC), Estimator/Parts Specialist (ES), and Technicians
1. Service Consultant (SC)
 a. Greets customer—obtains information on customer name, phone number, address
  (if necessary), vehicle repair to be performed (complaint), time of pick-up, and enters
  this information on the computer repair order (RO).
 b. Enters job into computer by customer name and computer assigns a number to the
  repair order (RO).
 c. RO is printed and customer signs copy.
 d. RO is entered on the SC’s status sheet (see Figure 2-7).
 e. RO is placed on technician’s wall—if the work is a maintenance service or a state 
  inspection, the SC includes the appropriate form on the clipboard with RO.
2. Technician
 a. Performs the diagnosis, repair, or maintenance.
 b. If a diagnosis, the technician writes the repair to be made (cure), the parts needed, and
  the reason (cause) for the repair on the back of the RO.
 c. The RO is returned to the SC.
3. SC
 a. Reviews the diagnosis (if repair is made or service completed, go to step 9.
 b. Makes the notation on the SC status sheet.
 c. Forwards RO to the Estimator/Parts Specialist (ES).
4. Estimator/Parts Specialist (ES)
 a. Prepares parts estimate and records BOTH the cost of the part and the price to
  charge the customer on an estimate form.
 b. Prepares the labor estimate of hours and cost of each repair to be made on the vehicle
  on the estimate form.
 c. Reviews the estimate with the technician.
 d. Returns RO with the estimate to the SC.
5. SC
 a. Updates the SC status sheet to indicate estimate has been completed.
 b. Calls customer with estimated cost of the repair for approval.
 c. If the customer does not approve the repair, go to step 9.
 d. If the customer gives verbal approval for the repair, the SC:
  i. enters the approval on the SC status sheet.
  ii. informs the technician.
  iii. returns the RO to the Estimator to order the parts.
6. ES
 a. Places the order for the parts.
 b. Informs SC that parts have been ordered in order for the SC to make entry on the SC
  status sheet.
 c. Receives the parts and:
  i. checks the part and the delivery receipt or vendor invoice to ensure the part is 
   correct item and the cost on the invoice and the cost on the estimate form are the 
   same.
 d. Enters the part number, name of part, and cost on the front of the RO.
 e. Makes photocopy of delivery receipt and places the copy with the RO.
 f. Delivers part to technician.
 g. After all parts for a job have been received,
  i. writes the labor to be charged on the front of the RO.
  ii. gives the RO, job estimate form, and copies of the delivery receipt or vendor invoice to SC.

FIGURE 2-6 Processing repair orders.
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Renrag Auto Repair

Customer Status Sheet

Fill in information or check when completed
(write in N/A in box if not applicable)

(enter date and time of pick-up)

RO
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7. SC
 a. Updates SC status sheet.
 b. Checks that the information on the RO and the job estimate for parts and labor are the
  same (if not, then the differences need to be resolved).
 c. Forwards RO to technician.
 d. Enters the parts and labor information on the computer RO.
8. Technician
 a. Makes repairs.
 b. Test drives the vehicle and documents on RO.
 c. Returns RO to SC.
9. SC
 a. Updates SC status sheet indicating job is complete.
 b. Completes computer RO (includes tech comments and recommendations if appropriate).
 c. Prints invoice for customer to pay (IN).
 d. Staples RO, copy of delivery receipts or vendor invoices and estimate sheet to the
  hardcopy of the IN, and places IN in the upper tray.
 e. Informs customer that job is complete and indicates on the status sheet that the call
  was made and the time.
 f. When customer arrives, reviews IN with customer, receives payment, indicates method
  of payment on IN, gives customer the keys to the vehicle, files IN in lower tray, and
  records pick-up & time on SC status sheet.

FIGURE 2-6 Processing repair orders. [continued]

FIGURE 2-7 A service consultant’s status sheet for customers.

In the process presented in Figure 2-6, a key form used by the service
consultant was the customer status sheet (see Figure 2-7). This form is ex-
tremely useful when tracking the automobiles being processed through a
facility, especially on busy days when there is a large number of automo-
biles being checked in and picked up. As each step in the process is com-
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RENRAG AUTO REPAIR, INC
Receipts for the Day

Date: _______________________

Cash: Checks: Credit Cards

IN# Payment IN# Payment IN# Payment

Total Receipts $ __________________   

Total Cash $ __________________

Total Checks $ __________________  

Total Cr. Cards $ __________________

Total Receipts $ __________________

Bank Deposit $ ___________   

Payment for work done on credit:
Name IN# PMT

Work completed today on credit:
Customer  Amount
Name IN# Owed
 

NO. of ROs _____________________  

NO. of LOFs _____________________

pleted, the service consultant should record the time in the box provided.
When a customer calls about the status of a repair on his or her automobile,
the person answering the phone can quickly give an update by looking at
the status sheet to see where the automobile is in the process. If an auto-
mobile has been at one step for an unusually long time, the status sheet can
be examined to determine where a potential problem is occurring.

In addition to the status sheet and inventory forms, other forms were
also used by the service consultant at Renrag Auto Repair. For example,
Task 10 (Figure 2-2) required the use of a special form to establish an ac-
counting control. Specifically, Task 10 required the service consultant to
make the bank deposit and prepare a report for the owners. The form in
Figure 2-8 was used to perform this task and related duties. The informa-

FIGURE 2-8 Task 10: Making daily deposits and preparing daily reports for owners.
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tion recorded daily on this form was used to provide a picture of the daily,
weekly, and monthly operations. For example, the information recorded
on the number of LOFs per day was graphed, giving a picture of the daily,
weekly, and monthly volume of oil changes sold by the business. This in-
formation was used to change prices and offer specials on the least busy
days of the week.

Duties at Different Types of Service Facilities

Different types of service facilities have different tasks, which are im-
portant, and possibly use different forms to record processes and daily ac-
tivities. For example, specialty service facilities such as those that perform
a transmission service do not have to employ service consultants with ex-
tensive product knowledge in other systems, for example, chassis systems.
Likewise, service consultants in fleet service departments may not have to
have the extensive communication skills needed for customer relations or
sales. In both cases, the forms used are different from those of indepen-
dent facilities that service all systems on all makes and models.

Because franchise and chain service facilities have predetermined pro-
cedures with forms and possibly written scripts for service consultants to
follow, the duties for certain tasks may differ from those of independently
owned facilities. For example, to ensure that service consultants at fran-
chise service facilities understand their duties, they often attend training
prior to being hired.

Dealership service departments may also require extensive training
for service consultants. The manager, an outside consultant, or the auto-
mobile manufacturer may conduct this training. The focus of the training
depends on who conducts it. For example, automobile manufacturer
training typically focuses on warranty administration, while many out-
side consultants focus on sales skills and communications (see Figure 2-9).
Service managers who conduct internal training sessions often focus on
shop operation, communication among employees, and procedures.

Finally, the larger corporate and multi-manufacturer auto dealership
repair facilities may have specialists who can relieve the service consul-
tant of some of the tasks typically performed at smaller facilities. In the
job description shown in Figure 2-6, the service consultant was relieved of
some tasks and duties by the parts specialist. This was not the case when
Renrag was a new facility and had fewer customers. Also, at a dealership a
cashier usually receives customer payments instead of the service consul-
tant. The duties assigned to a service consultant must therefore reflect the
tasks needed to ensure an effective and efficient daily operation. If a ser-
vice facility grows or adds products, the job descriptions must be changed.

34 THE SERVICE CONSULTANT
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Professional Image

An automobile service facility must present a professional image, and
the service consultant must be able to convince customers that the service
facility can and wants to help them. The service consultant and other sup-
port staff must recognize the customers’ presence by smiling and cheer-
fully saying “Hello” even when the automobile service facility is very
busy. If customers are recognized and made to feel comfortable, they are
more likely to be patient and wait until they can be helped.

Furthermore, when the service consultant is trained to follow a se-
quence of steps and project an attitude that conveys interest in solving
the customers’ problems, they will be more at ease, begin to feel “at
home,” and be more receptive to the suggestions and recommendations
of the service consultant and technicians.

Customers also notice the personal appearance of the service consul-
tant and other employees as well as the appearance of the facility. Ap-
pearances often give customers a feeling about the care a facility will give
to their automobile. To convey this attitude, a service consultant should
be clean and neatly dressed. While some odors associated with an auto-
mobile, such as oil and gas, cannot be avoided, employees must be sensi-
tive to the odors related to their personal hygiene (some experienced
service consultants keep a bottle of mouthwash, deodorant, and after-
shave lotion at their station). Many service consultants and other em-
ployees often wear a uniform or shirt with a name or nametag. Likewise,
the furnishing and cleanliness of the customer reception area should be
constantly monitored (see Figure 2-10). If a facility does not care about
the appearance of its employees or business, it implies that the care of a
customer’s automobile is also not important!

CHAPTER 2 THE ROLE OF THE SERVICE CONSULTANT 35

FIGURE 2-9 A service consultant with a customer.
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Therefore, a professional image and the right attitude are a funda-
mental key to the success of a service facility. The service consultant must
remember that the service facility is in business to serve the customer.
This includes every employee in the service facility, not just the service
consultant. Everyone must take the time and be willing to resolve the cus-
tomers’ automotive problems.

Summary

Today’s busy automobile service facilities present a challenge for ser-
vice consultants. As shown in the chapter, the various activities require
them to manage multiple tasks at the same time. For example, daily ac-
tivities such as answering the phone, talking with technicians, answering the
phone, writing estimates, answering the phone, providing updates to cus-
tomers, answering the phone, finalizing invoices, answering the phone, and
interacting with customers who have just arrived are all taking place in
the same time frame. Of course, the point is that the phone can be a great
interruption, but it also is the connection to customers. This means that
the service consultant must be able to be able to multitask. For some peo-
ple this may be a serious problem!

36 THE SERVICE CONSULTANT

FIGURE 2-10 A neat and clean waiting area.
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The complex job of a service consultant must be designed to fit the fa-
cility. This can only occur if the job description is carefully prepared and
clear and the service consultant is given sufficient details through related
duties. Next, the job descriptions of the service consultant and other em-
ployees must fit into the process and procedures of the facility. When this
exists, the service consultant can be organized, can think ahead, be able
to serve customers, and be able to assist the technicians when necessary.

Finally, the service consultants’ conduct must be professional and be
very accurate in what they sell to customers. They must never promise to
do more than required or possible, which is called an “over promise.” In
addition, service consultants must be sure that repair estimates are accu-
rate and a profit is earned on each repair. Without a profit on each job and
a steady stream of new and repeat customers, service facilities cannot re-
main in business and solvent.

Review Questions

Multiple Choice
1. A service facility must have enough customers flowing in and out to

make a:
A. sale
B. business
C. technician satisfied
D. profit

2. What organization incorporates the tasks and duties of service con-
sultants into a list of the major skills and knowledge expected of the
position?
A. The Automobile Manufacturers Association 
B. The Service Facility Association
C. The Automotive Service Excellence
D. The American Automobile Association

3. Who ultimately determines the job tasks of the service consultant?
A. The service consultant
B. ASE
C. The owner or manager
D. The technician

4. What form is extremely useful when tracking the automobiles being
processed through a facility, especially on busy days when there is a
large number of automobiles being checked in and picked up?
A. Status sheet
B. Customer Automobile Inventory Sheet
C. Opening RENRAG Auto Repair Sheet
D. Job description for a service consultant

CHAPTER 2 THE ROLE OF THE SERVICE CONSULTANT 37
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5. Customer service can be enhanced by:
A. a clean and organized facility
B. the willingness of all employees to help customers
C. eliminating the smell of gas and oil from the shop area
D. A and B

6. Which of these can have the greatest impact on a customer’s decision
to do business with you?
A. Extended business hours
B. The service consultant’s appearance
C. The level of trust they feel
D. Discount pricing

Application Problems

38 THE SERVICE CONSULTANT
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100

101

102

103

104

Jones

Thomas

Grant

Meyers

Sloan

88
Tempo

02
F150

87
Lancer

04
Camry

04
Camry

X X X

X

X X X X X

X X X X X X

X X X X X X X X

1. Which automobile is waiting for parts to arrive?
2. Which automobile is waiting to be repaired with parts that have just

arrived?
3. Which automobile has not yet been examined by a technician?
4. Which automobile has been fixed and the customer called?
5. Which automobile is waiting for customer approval?

Short Answer Questions
1. Identify the major tasks of a service consultant.
2. List the duties of a service consultant.
3. Explain how the duties and tasks may be assigned in the different

types of service facilities.
4. Explain why the presentation of a professional image is important

(Task A.1.14).
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CHAPTER 3

THE TEAM APPROACH

OBJECTIVES

Upon reading this chapter, you should be able to:

• Explain why and how a team approach can offer superior customer
service.

• Present optional team formations and team member assignments in
different types of service facility operations.

• Identify the major responsibilities of the team leader.

39
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Introduction

In the 1950s automobiles had very basic mechanical systems when com-
pared with today’s systems, which are mostly computer controlled. For ex-
ample, air conditioning was not popular then and the only electronic system
was the AM radio. Systems such as antilock brakes were not even considered
possible. In addition, the makes and models of automobiles were essentially
limited to the big three (Ford, GM, and Chrysler) with only a few other
makes and models that were mostly American but did not last, such as
Packard, Hudson, and Studebaker. The operations of the various automobile
systems were similar and repair manuals were rarely needed. What is now
known as an automobile service facility was referred to as a repair garage, and
service was generally quite different when compared with today’s facility.

One of these repair garages in the “good old days” was owned and run
by John. His was an independent repair shop and did not pump gas like
many repair garages. John did not talk much and worked alone, except
when he could convince his sons to help him. People took their cars to
John because of his mechanical ability. He had what was known as a
“good ear,” meaning he could tune an engine by listening to it run. He
was considered honest because he did not put used parts on the cars he re-
paired and then charge for new parts. His repair charges were not cheap
but he was considered reasonable.

John liked his one-man shop, which meant he was the service con-
sultant, parts specialist, technician, bookkeeper, receptionist, janitor, and
groundskeeper, unless he could get one of the boys to mow the grass.
When customers wanted John to repair their car, it was expected that they
would go into the shop, find John, and wait patiently until he wanted to
pay attention. The customers typically had to explain the problem to
John while he continued to work on something else. After John agreed to
fix the car, the customers would leave it out front and then return, possi-
bly several times, to see if it was done. Calling John did not work very well
because he often did not hear the phone when he was working on a car.
Eventually, customers would discover that their car was out front again,
which meant the repair was finished. John only liked to fix one to five
cars a day so he could do bookkeeping at night.

Obviously John’s Garage could not survive in today’s market without
some of the modern service facility improvements. For example, aside
from greater business expenses, such as heat, light, uniforms, advertising,
insurance, and benefits, there are technical advances that require expen-
sive equipment. In addition, customer service has changed. Customers
expect personal service and professional treatment when they take their
automobile to a service facility. This, of course, can be taken as a compli-
ment because the image of the repair garage in John’s day has shifted to a
service facility with trained professionals. Customers expect to be treated
differently by professionals who are trained to perform a specific job as
compared to John’s day.
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The tool investment experiences of professionals at a service facility
have changed also. John’s tools were a basic set of hand tools, a droplight,
a jack, and a creeper. This meant that John’s personal investment was not
very large. In addition, he had few business expenses outside of his parts
bill. Therefore, servicing a large number of customers was not necessary
so two service bays were more than enough. To make a profit, John usu-
ally worked six days a week and all invoices were paid by cash or check
(credit cards were not in use yet), which made business a lot easier. Today,
the investment in setting up and running a service facility is very differ-
ent. The costs for tools, equipment, and technicians with high levels of
expertise have increased dramatically. A fully equipped facility needs mul-
tiple bays and a convenient, sometimes expensive, location to conduct
the business required to make a profit. Furthermore, there is also the ex-
pectation of personal and professional service.

More specifically, in order to earn the money needed to meet the costs
of an automobile service facility and remain competitive with respect to
the amount charged to customers, a facility must process a set number of
customers over a “five-day workweek” to break even. To serve the neces-
sary number of customers per day to make a profit and provide the per-
sonal service expected by customers, a facility may need to employ people
to perform different jobs, such as a service consultant, a parts specialist, a
driver for a customer shuttle, and others. However, just having these dif-
ferent types of employees on the payroll is not enough. They must know
their job and be able to perform it effectively. To be efficient, employees
must also work together as a team. Certain people can be the best at per-
forming a job, but their inability to work with others could mean they are
not useful to the business.

The purpose of this chapter is to discuss the composition and use of
teams at service facilities and how these teams may differ from one facil-
ity to another. Additionally, the chapter explains the importance of lead-
ership. Teams will not function effectively unless someone is willing and
able to provide the leadership necessary to get them to work together
every day.

Purpose of the Team Approach

Like John’s Garage, the use of teams at service facilities has changed in
recent years. More specifically, a service facility where the technicians
worked together as a team is no longer adequate for the larger, more com-
plex facilities. To attract the more desirable customers, greater efficiency
with expanded services and faster delivery are required. This calls for an
approach whereby everyone in the facility is on a team and works to-
gether. When customers enter a facility, the services they receive should
proceed through a seamless system, beginning with an introduction by
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the service consultant and ending when they are handed the keys to their
automobile.

Basically, customers must be able to enter a facility with minimal ef-
fort and confusion and have their problems solved in a timely manner.
Although their primary objective is to have the problem with their auto-
mobile solved, there are a number of other desired services to be recog-
nized, such as:

• transportation to home or a job while their automobile is at the facility
• a comfortable and pleasant place to wait while their automobile is in

the shop
• a phone to call someone to let him or her know where they are or to

leave a message requesting transportation
• assistance in obtaining credit for the payment of a large repair
• quick, and sometimes confidential, service when paying a bill
• follow-up appointments for service and repairs
• information about the different quality or grades of parts available,

such as tires
• restroom facilities and drinking water
• a referral to a specialty business if necessary
• updates on the progress of their service

Obviously, one person cannot provide all of these services to the 
customers.

Two Primary Missions of a Team

The members of a team cannot just do their job; they must relate it to
the team’s primary missions. The first is to work together to ensure their
customers are treated as important people and are satisfied with the ser-
vice and treatment they receive. Satisfaction in this case is seen as a re-
sponsibility of all of the members on the team.

In addition to customer satisfaction with effective treatment, the effi-
ciency of the facility is the second mission. This is important because it is
related to production. Greater efficiency leads to greater production. Effi-
ciency is also related to customer satisfaction. Efficient service is one of
the important expectations of customers.

In order to meet the costs generated by a modern service facility, it
must earn the money needed to pay its bills. If not enough money is
earned, the efficiency of the operations may be the reason. Too often
owners and service facility managers think that having more service bays
will generate more money. This may not be correct and may actually drive
up the costs and lower the average number of billable hours per bay per
day. One method to calculate billable hours per day per bay is to take the
total number of dollars earned by the service facility for labor divided by

42 THE SERVICE CONSULTANT
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the service facility’s labor rate per hour charged to customers divided by
the number of bays. For example, $4,000 of labor charges per day ÷ $80
per hour ÷ 10 bays = 5 hours per bay per day.

As a result, the objective for production is to maximize the number of
hours of service generated in each service bay. For example, if the bays in a
facility are generating an average of four to five billable hours of service per
day, and the facility is not profitable, it will have to increase the number of
billable hours to perhaps six or seven hours per day to stay in business. To
do this, the facility will have to either increase the number of customers
served per day or the number of hours charged to each customer.

To increase productivity by either method may require employees to
work together more efficiently, not necessarily “harder.” One method to
improve efficiency is to implement the team approach in order for 
employees to work together effectively. If a team already exists, it does not
mean that its members are working together efficiently or effectively. So if
production is not adequate, it is possible that the members do not under-
stand the purpose of the team, or they may need more direct leadership.

At some service facilities, an efficient and hardworking team may al-
ready exist but may need to be expanded. For example, when the service
consultant is too busy answering the phone or collecting money from
customers, jobs may not be moving through the system fast enough. In
such a case, additional personnel may be needed to permit the service
consultant to focus on getting more customers’ automobiles into and
through the system.

The Team Process

The team approach was used by Renrag Auto Repair to process the re-
pair orders described in Chapter 2 and in Figure 2-6. In order to discuss
this team approach, the process is shown again in Figure 3-1. The differ-
ence between the two figures is the words that are in bold print. In Figure
3-1 the actions taken with the repair order (RO) are in bold print. This is
to point out how important the RO is to the process. Team members must
learn to “keep their eyes on the ball,” which, in this case, is the RO.

The team at Renrag had three members: the service consultant, the es-
timator/parts specialist, and the technician. Each team member had to be
knowledgeable about the entire process and know when the ball, which
was the RO, had to be passed to the next member on the team. The hand-
off had to occur promptly after the team member completed all of the as-
signed duties.

As shown in Figure 3-1, as soon as the service consultant completed
an RO, it was placed on a peg for the technician. The service consultant
could not delay because the entire process would be held up and work
would back up. Likewise in step 4 the parts specialist had to return the RO
with the estimate to the service consultant. Again, this had to be given to
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Note: Service Consult (SC), Estimator/Parts Specialist (ES), and Technicians
1. Service Consultant (SC)
 a. Greets customer—obtains information on customer name, phone number, address
  (if necessary), vehicle repair to be performed (complaint), time of pickup, and enters
  this information on the computer repair order (RO).
 b. Enters job into computer by customer name and computer assigns a number to the
  repair order (RO).
 c. RO is printed and customer signs copy.
 d. RO is entered on the SC’s status sheet (see Figure 2-7).
 e. RO is placed on technician’s wall—if the work is a maintenance service or a state 
  inspection, the SC includes the appropriate form on the clipboard with RO.
2. Technician
 a. Performs the diagnosis, repair, or maintenance.
 b. If a diagnosis, the technician writes the repair to be made (cure), the parts needed, and
  the reason (cause) for the repair on the back of the RO.
 c. The RO is returned to the SC.
3. SC
 a. Reviews the diagnosis (if repair is made or service completed, go to step 9).
 b. Makes the notation on the SC status sheet.
 c. Forwards RO to the Estimator/Parts Specialist (ES).
4. Estimator/Parts Specialist (ES)
 a. Prepares parts estimate and records BOTH the cost of the part and the price to
  charge the customer on an estimate form.
 b. Prepares the labor estimate of hours and cost of each repair to be made on the vehicle 
  on the estimate form.
 c. Reviews the estimate with the technician.
 d. Returns RO with the estimate to the SC.
5. SC
 a. Updates the SC status sheet to indicate estimate has been completed.
 b. Calls customer with estimated cost of the repair for approval.
 c. If the customer does not approve the repair, go to step 9.
 d. If the customer gives verbal approval for the repair, the SC:
  i. enters the approval on the SC status sheet.
  ii. informs the technician.
  iii. returns the RO to the Estimator to order the parts.
6. ES
 a. Places the order for the parts.
 b. Informs SC that parts have been ordered in order for the SC to make entry on the SC
  status sheet.
 c. Receives the parts and:
  i. checks the part and the delivery receipt or vendor invoice to ensure the part is correct
   item and the cost on the invoice and the cost on the estimate form are the same.
 d. Enters the part number, name of part, and cost on the front of the RO.
 e. Makes photocopy of delivery receipt and places the copy with the RO.
 f. Delivers part to technician.
 g. After all parts for a job have been received,
  i. writes the labor to be charged on the front of the RO.
  ii. gives the RO, job estimate form, and copies of delivery receipt or vendor
   invoice to SC. 

FIGURE 3-1 Processing repair orders.
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7. SC
 a. Updates SC status sheet.
 b. Checks that the information on the RO and the job estimate for parts and labor are the
  same (if not, then the differences need to be resolved).
 c. Forwards RO to technician.
 d. Enters the parts and labor information on the computer RO.
8. Technician
 a. Makes repairs.
 b. Test drives the vehicle and documents on RO.
 c. Returns RO to SC.
9. SC
 a. Updates SC status sheet indicating job is complete.
 b. Completes computer RO (includes tech comments and recommendations if appropriate).
 c. Prints invoice for customer to pay (IN).
 d. Staples RO, copy of delivery receipts or vendor invoices and estimate sheet to the 
  hardcopy of the IN, and places IN in the upper tray.
 e. Informs customer that job is complete and indicates on the status sheet that the call
  was made and the time.
 f. When customer arrives, reviews IN with customer, receives payment, indicates method
  of payment on IN, gives customer the keys to the vehicle, files IN in lower tray, and
  records pickup & time on SC status sheet.

 
FIGURE 3-1 Processing repair orders. [continued]

the service consultant promptly so that the customer could approve the
job. If the customer was waiting in the facility’s waiting room, steps 2, 3,
and 4 had to be given priority and all team members had to be informed
of the priority by the service consultant.

In the process shown in Figure 3-1, the service consultant is the pivot
and is expected to monitor the processing of the RO. However, all mem-
bers are expected to “keep their eyes on the ROs” in order to keep the
work moving efficiently through the facility. In the process the service
consultant plays a major role at the beginning (step 1, initial customer
contact), middle (step 5, customer approval to perform the work), and
end of the process (step 9, receives payment from the customer for the re-
pair). Consequently, because of their duties and position on the team, ser-
vice consultants may be considered the team leader by default.

A Seamless System
The handoff process should be a seamless system, meaning it should

not be disrupted by having to move to another process and then return at
some point to be continued. In Figure 3-1 the only external delay is if
there is a need to obtain repair parts. A flowchart for the system is shown
in Figure 3-2. In the flowchart, each block corresponds to the process
shown in Figure 3-1.
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7. RO to
technician
for repair

SC
prints
RO

5d. RO
to ES
order
parts

6. RO to SC
to review
and record

8&9. RO to ES—
prepares invoice
(charge or no
charge) and 
returns key to
customer

     5d.
Customer
approves
work

1. RO from
SC to
technician
for
diagnosis

2. RO
to SC
for
review

3. RO to
ES for
estimate

4. RO to SC for
review & then
customer contact

    5c.
Customer
does not
approve
work

FIGURE 3-2 A flowchart for the system to process an RO.
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Modifying the Team and System
At Renrag, if the owners had continued to run the business and the

volume of customers had continued to increase, the number of members
on a team would have had to be expanded or a second team created. The
other support personnel that may have been added to the team would
have been:

• a cashier to receive payments and make the evening deposits. The pay-
ment in step 9 would be given to a person in the business office (not
the service consultant).

• a receptionist to answer the phone and make contact with the cus-
tomers in steps 5 and 9.

• a parts runner to take parts to technicians and go for parts and supplies
when needed. Step 6 would include this employee in the process.

• a customer shuttle driver
• an employee to clean customers’ cars after a repair. A step would have

to be added between steps 8 and 9.

Flow Diagrams on Working Relationships of Team Members

A flow diagram is often helpful for team members so that they can
“see” how they are to work with each other. A diagram illustrating the
working relationships at Renrag Auto Repair is shown in Figure 3-3. As
this diagram exhibits, the owners (or a service manager) were responsible

Owner or
Service Manager

Service Consultant Parts Specialist

Technicians

FIGURE 3-3 A three-member team.
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for the team performance and all of the members on the team interacted
with each other. The process shown in Figure 3-1 represents this working
arrangement.

To ensure that the process was working, the owners at Renrag met
with the team on a weekly basis either before the shop opened or at the
end of the day. In addition, on days when either a large number of cus-
tomers had appointments or a large repair job was taking several days to
complete, the owners assisted the service consultant, parts/estimator spe-
cialist, or technicians.

Adding Team Members to a Diagram
From experience, the owners of Renrag knew that if their six-bay

garage was not processing twenty to twenty-five customer vehicles a day,
if the appointment book was filled for more than two days, if the bays
were not generating at least 6 billable hours per day, (every team member
was working at maximum capacity) a bottleneck existed somewhere. If in-
vestigations found that more technicians were not needed, then the sus-
picion was that the service consultant and parts specialist needed some
assistance to increase the flow of customers into, through, and out of the
facility. In this case, the owners (or a service manager) should provide the
initial assistance to determine whether or not assistance opens up the bot-
tleneck. If the assistance is successful, then a support staff person may be
justified.

When support staff is added to a team, they must be prepared to per-
form their job and must understand the team concept. This seemingly
minor point cannot be stressed enough. When a part-time or full-time
staff member is hired, he or she may not be able to support a team as ex-
pected initially, and it may take time before any noticeable change occurs
in productivity.

For example, assume that a cashier is added to the team in Figure 3-3
and a technician is assigned to be the lead technician to help assign work
to other technicians. If this is the case, a new diagram (see Figure 3-4)
needs to be created to show their working relationships. Notice in Figure
3-4 that the service consultant and parts specialist have a working rela-
tionship on a daily basis with the cashier and lead technician.

The Role of a Lead Technician
In Figure 3-4, all work flows through the lead technician, who as-

signs jobs to the other technicians. When a service facility has a lead tech-
nician, the team leader responsibilities are shared between the service
consultant and lead technician. The service consultant is technically a
part of management and, in that capacity, works with the service manager
on issues related to the team’s customer relations, warranties, the process-
ing of repair orders, general operations, sales, volume of work processed,
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and so on. At the same time, the lead technician assists with coordination
of the work within the shop, handing out work to each technician on his
or her team, shop operations, quality control, monitoring the condition
and use of shop equipment, and so on.

The lead technician is expected to work as a technician in addition to
handing out work to other technicians. This is important because jobs
must be handed out both to the technician who can do the job and in a
manner that is fair to all technicians. Because of the problems caused by
the way jobs are assigned, some facilities have the technicians elect the
lead technician. As a result, the lead technician may not be the service fa-
cility’s best technician but someone the technicians respect and trust to
assign the work fairly.

The assignment of jobs by the lead technician is critical when the
technicians are paid by the job in a system called flat rate. The flat-rate
system gives a technician a certain amount of time to do a job. For in-
stance, a job may be assigned a flat rate time of 1.5 hours. If the techni-
cian completes the job in 1.2 hours, he or she is still paid for 1.5 hours of
work. The technicians’ pay at the end of the week is based on the total
amount of time they are given to complete the jobs assigned (not the time
it actually takes to complete the jobs) multiplied by their pay rate. 

For example, if a technician earned 50 flat-rate hours for the week,
possibly taking 38.8 hours to complete all of the jobs, and their pay rate

Owner or
Service Manager

Service Consultant Cashier

Lead Technician

Technicians

Parts Specialist

FIGURE 3-4 A four-member team.
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is $10 per flat-rate hour, then the pay would be $500. Therefore, for tech-
nicians who are paid by flat rate, how work assigned is important. If a job
takes longer than the time allowed under the flat rate, then the technician
will lose time and, ultimately, money. Of course, on occasion, technicians
expect to lose time on some jobs. However, when technicians are con-
stantly assigned work that loses money, they will have a morale problem
and may even quit their job. Consequently, assigning work fairly to tech-
nicians capable of doing the work is critical to the effective and efficient
performance of a team.

Creation of Multiple Teams
When the volume of customers at a facility increases to a level in

which the bays are consistently producing an above average number of
billable (flat-rate) hours per day, it may need to create an additional team.
After the additional team is set up, the facility should begin to process
more customers per day and increase its total number of billable hours. At
the same time, the facility should also show a decrease in the average
number of billable hours per bay to the desired average number of hours.
This expansion depends on several factors, such as space for more bays
and equipment, money to buy the equipment, and availability of techni-
cians and staff to hire.

Figure 3-5 shows a diagram of the working relationship for two teams.
In this diagram the support staff, such as the cashier, works for the service
manager, the parts specialist works with both teams, and the technicians
have been split to work with one of two lead technicians. If the volume
increases to the point where the parts specialist cannot handle the work,
a second specialist may be employed to work with each team.

In some cases, the demand for specific services may increase, indicat-
ing a need to modify a team’s composition. As a result, other options may
be considered. For example, at Renrag there was a growing demand for
the maintenance of automobiles, specifically quick oil changes, tire rota-
tions, antifreeze fluid changes, and air-conditioning inspections and
maintenance, among others. Because of the demand, one option would
have been to create a specialty team specializing in automobile mainte-
nance while the other team continued to do the diagnosis and repair of
automobiles. This arrangement and working relationships would have
been similar to the ones shown in Figure 3-5.

Naturally, the addition of a specialty team requires the process to be
carefully changed because, in some cases, a customer’s automobile will
be serviced by both teams. For example, one team may change the oil
on the automobile while the other may make brake or engine repairs.
The arrangement whereby personnel, technicians, and service bays are
equipped for the jobs they perform promises to be very efficient. In
other words, within the general service facility would be a specialty ser-
vice facility.
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Teams at Different Types of Facilities

In reality, a small independent service facility’s team is comprised of a
service manager, who also serves as the service consultant. In many cases,
the service consultant also orders parts and prepares the estimates. If the
owner or service manager/consultant has a technical background, he or
she may also serve as a technician on occasion. However when in the
technician role, this person should only “pick up the slack” to help the
busy technicians. Otherwise the service manager/consultant should over-
see and hand out work to the technicians. The relationship structure of
the service facility would therefore resemble the diagram shown in Figure
3-3. It is also not uncommon for a part-time or full-time staff assistant to
be hired at these facilities to answer the phone, call for parts, receive de-
liveries, file documents, and so on.

At larger service facilities, more “support staff” are often needed. The
diagrams for these working relationships would resemble the one shown
in Figure 3-4. Naturally, as more technicians are hired, more service con-
sultants and parts specialists are needed. A good rule to follow is that, typ-
ically, one service consultant can handle between four and six
technicians. Important details, such as returning a customer’s call, are
likely to be missed beyond this number. When additional service consul-
tants are hired, the diagram for the working relationships would resemble
Figure 3-5.
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Service Manager

Service Consultant
Team 1 Cashier

Lead Technician

Technicians

Parts Specialist

Service Consultant
Team 2

Lead Technician

Technicians

FIGURE 3-5 Two teams in one facility.
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To make a larger dealership service department more manageable, the
service facility may be divided into smaller work units called lateral sup-
port teams. This means a service manager oversees several teams made up
of a service consultant, a lead technician, and three to five technicians.
The structure is similar to that of the larger service facility, except it uses
one of the technicians as a team leader. The working relationship diagram
would resemble Figure 3-4.

At some dealerships the teams are referred to as a group. The techni-
cal difference between a team and a group system is how the technicians
are paid, not the structure itself. The team system typically averages the
technicians flat rate hours and the pay for each technician is based on the
team’s average. Some feel this produces better cooperation while others
point out that highly efficient technicians are penalized. The group sys-
tem typically pays each technician the flat rate hours earned regardless of
the other technicians’ performance.

When a lead technician is not used in a team arrangement and the
service consultant is too busy to assign work to the technicians, a “dis-
patcher” may be added to the diagram. This person is typically responsi-
ble for assigning work to the technicians and reports directly to the
service consultant. This arrangement is more common at some chain
store-owned service facilities, franchises, and smaller dealerships where
there are not enough technicians to form separate teams but there are too
many for the service consultant to oversee.

Finally, at some automobile dealership service departments and many
chain store-owned service facilities, it is not uncommon to have more for-
mal working relationships between the technical teams and the nontech-
nical support staff team. The nontechnical support staff may include
service consultants, parts specialists, an assistant to the service manager, a
cashier, a warranty clerk, bookkeepers, custodians, automobile detail and
lot personnel, and a facility maintenance crew. A formal working relation-
ship between the nontechnical support staff and the technical personnel
in the service facility may resemble the diagram shown in Figure 3-6. As
shown in this diagram, although the technical and nontechnical people
may communicate informally with each other (the dashed line), their for-
mal work communications flow through the service manager.
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Service Manager

Technical
Teams

Nontechnical
Support Staff

FIGURE 3-6 A formal working relationship.
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Leadership Expectations

There are numerous leadership strategies for team leaders to consider.
Service consultants should spend some time studying the different lead-
ership styles.

In general, a team leader at a service facility has a number of major re-
sponsibilities. Several of these are:

• the facility’s profit status
• the quality of the service being provided
• customer satisfaction
• team efficiency
• employee morale
• the reputation of the service facility

There are many other leadership responsibilities, but the point is that
the monitoring and managing of these responsibilities is the function of
the team leader. It is not a job that can be learned overnight.

In addition to these responsibilities, the leader has numerous other
duties. For example, the team leader is required to set a good example
with respect to personal appearance and conduct. Further, leaders cannot
expect subordinates to behave in a manner that they do not personally
practice. This includes the maintenance of composure, use of language,
interactions with other people, being on time, taking one’s job seriously,
honesty, respect for others, and so on.

Another responsibility of the team leader is the cross training of team
members. People should learn each other’s jobs. Of course, this cannot be
done for a job that requires a lot of education and training, but employ-
ees should be able to perform other job duties at the facility and cover for
each other when someone is absent. For example, in a small independent
facility, the service consultant should know how to order parts and pre-
pare an estimate. If a staff member, such as the cashier, is not available,
the service consultant, parts specialist, and lead technician should know
how to receive a payment from a customer. In this case a set of detailed di-
rections may be needed for the use of the credit card machine.

Another duty for the team leader is team building. There are many
recommendations made by experts on team building and the team leader
should become familiar with them. The purpose of team building is to
have the team members know each other well enough (even if they don’t
like each other) to work together like a well-oiled machine, meaning with
little or no friction.

In addition, proper and clear communication among team members
is critical. A team leader should be focused on the ability of team members
to communicate. Nothing can cause problems quicker than if people do
not understand each other. Communication may include written and ver-
bal exchanges. Handwriting is important when ROs are exchanged. For
example, when a part is ordered for an automobile, the year and model of
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the automobile and the description of the part must be written clearly on
the RO. If handwritten messages are not clear, the process may be dra-
matically delayed. Furthermore, some jobs may require knowledge of a
foreign language because some customers and employees may not speak
English. For example, in some states such as Florida, the ability to speak
Spanish has become a job requirement at some service facilities.

Team leaders must always be concerned with weaknesses in the
process and in team members. This requires them to be observant and to
mentally review the activities at the end of the day after the facility closes.
When weaknesses are noted, team leaders must correct them immedi-
ately. This should be done in a manner that corrects the problem and does
not make it worse or create another.

Finally, a more successful leadership strategy is for the leader to treat
team members in a respectful manner. Maintaining personal dignity and
respecting the dignity of others have been found to be more successful
than a top-down, rigid, and controlling style of leadership, especially if
people are expected to work as a team with the members supporting each
other and the leader.

The Use of Flat-Rate Objectives

When a facility uses flat-rate objectives, the team leader, who may be
the service consultant or lead technician, must monitor them. A flat-rate
objective is the number of flat-rate hours a technician hopes to earn by
the end of the week. For example, at the end of the beginning of each
quarter each technician meets with management to decide how many
flat-rate hours he or she hopes to earn each week. The amount is based on
the technician’s past performance with input from the lead technician
about the type of work the technician is capable of performing. In other
words, a paper declaration is not enough since the flat-rate objective must
be discussed and be based on a performance review.

Measurement of how close each technician is to his or her objective is
provided to the team leader each morning by the service manager or con-
sultant in a daily objective report. The report contains each technician’s
name as well as the flat-rate objective and the actual amount of time he or
she had the previous day (see Figure 3-7). Figure 3-7 shows that technician
1 did not reach his or her target while technicians 2 and 3 either reached
or exceeded their target. This flat-rate report should be used as a reference
when the lead technician assigns work, assuming that the leader is at-
tempting to help each technician reach his or her objective.

The lead technician examines the flat-rate objectives relative to the
morning report of the flat-rate hours earned to determine what kind of
work to give each technician. If the technician is running behind in the
number of hours earned, for example, because of loss of time on a difficult
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job, the lead technician may give the technician some easier work so he
or she can make up for the time lost. When a technician is ahead of the
flat-rate objective, he or she may be assigned work that is more difficult as
long as the technician has the ability to do the job.

Summary

As the automobile evolves and contains more and more complex sys-
tems, the automobile service facility must hire personnel who can work
on them. Employees with the expertise needed to work on these complex
systems must work on them and not on other jobs that can be performed
by a lower skilled/lower paid employee.

In addition, as customers pay more and more of their personal in-
come to purchase these sophisticated automobiles, they expect efficient
and professional service for their maintenance and repair. An automobile
service facility must meet customer expectations to stay in business. If it
does not, cannot, or will not, another facility will.

Today’s automobile service facilities have had to change to meet the
expectations and demands made on them. One of the methods to suc-
cessfully meet the ever-changing expectations and demands has been to
hire people with the variety of knowledge and skills needed to take care of
customers, to work on the different automobile systems, to take care of
the facility, and to manage the business operations. Next these employees
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Technician  Day 1 Day 2 Day 3 Day 4 Day 5 TOTAL

 1 Daily flat-rate total 9.1 3.8 11 13 10.1 47

  Daily flat-rate target 10 10 10 10 10 50

  Ahead or behind –0.9 –6.2 1 3 0.1 –3

 2 Daily flat-rate total 8 8 8 8 8 40

  Daily flat-rate target 8 8 8 8 8 40

  Ahead or behind 0 0 0 0 0 0

 3 Daily flat-rate total 10 10.3 9.4 9.8 9.9 49.4

  Daily flat-rate target 9.5 9.5 9.5 9.5 9.5 47.5

  Ahead or behind 0.5 0.8 –0.1 0.3 0.4 1.9

FIGURE 3-7 A daily labor report for flat-rate objectives.
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must work together, or, as some people say, “they must be on the same
page.” To accomplish this, the employees are considered to be a team, re-
gardless of whether there are two people or twenty people.

Two major missions for the service facility teams are to satisfy the cus-
tomers and work together efficiently. If these missions are ignored, the
service facility will not stay in business. In addition, to meet the expecta-
tions of customers and to be efficient, the number of team members and
their relationships must fit the operations of the facility. Team arrange-
ments depend on the size and type of the facility. For example, larger fa-
cilities require more team members with different working relationships
than a smaller facility. Also an independent service facility has a different
set of relationships than a facility in a retail store, which employs a store
manager.

Understanding the differences in teams is important to the service
consultant. In many cases, the service consultant is the sole team leader,
while at other service facilities the leader responsibilities are shared with
a lead technician. In addition, while the size and type of facility and the
team arrangement require some of the same leadership responsibilities,
there are differences to be recognized. For example, in some facilities the
technicians are paid an hourly rate, at others the facility uses the flat-rate
method, and some have daily flat-rate objectives that must be monitored.

Therefore, the team approach with a team leader should provide a ser-
vice facility with a self-motivated group of professionals who work to-
gether for the benefit of the facility. If the facility is successful, the team
members will be successful. Both can then share in the security and ben-
efits of success.

Review Questions

Multiple Choice
1. ___________ must be able to enter a facility with minimal effort and

confusion.
A. Customers
B. Technicians
C. Service consultants
D. Managers

2. According to the textbook, the team’s mission is to:
A. work together to ensure customers are treated as important people

and then satisfy them with the service and treatment desired
B. work together to ensure the efficiency of the facility
C. both A and B
D. neither A nor B
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3. A typical team has:
A. a service consultant, technicians, and a manager
B. a service consultant, a manager, and a parts specialist
C. a service consultant, technicians, and a parts specialist
D. a manager, a customer, and a parts specialist

4. At a service facility with a lead technician, the work is assigned to
technicians by:
A. the service consultant
B. the lead technician
C. the manager
D. the customer

5. When technicians are paid by the job, it is called:
A. the flat-rate system
B. the hourly pay system
C. the labor guide system
D. the technician system

6. Technician A says that a flat-rate objective is the number of flat-rate
hours a technician hopes to earn by the end of the week. Technician
B says that he sets his own flat-rate objective and management does
not have any input.
Who is correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

Application Problems
Service Consultant Math Exercises: Calculate the following diagno-

sis charges based on a labor rate of $80 per hour.
A. Diagnose engine misfire (1.0 hour)
B. Road test and confirm noise (0.3 hour)
C. Diagnose a no-start, no-crank concern (0.6 hour)
D. Check computer codes and perform simple circuit checks (1.3

hours)
E. Perform simple electrical circuit checks (0.5 hour)

Calculate the ahead or behind totals for F through K
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Technician  Day 1 Day 2 Day 3 Day 4 Day 5 TOTAL

 1 Daily flat-rate total 9 8 11 7 10 45

  Daily flat-rate target 10 10 10 10 10 50

  Ahead or behind F G H I J K
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Short Answer Questions
1. Explain why and how a team approach can offer superior customer

service.
2. Present optional team formations and team member assignments in

different types of service facility operations.
3. Identify the major responsibilities of the team leader.
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CHAPTER 4

CHECKING VEHICLE AND
CUSTOMER RECORDS

OBJECTIVES

Upon reading this chapter, you should be able to:

• Explain why an automobile service history is important (Task A.1.9).

• Define repeat repairs/comebacks (Task D.6).

• Describe how an automobile repair history is recorded and stored (Tasks
A.1.2, A.1.4, and A.1.10).

• Explain the importance of first-time, warranty, repeat repair, fleet, and
regular customers at a service facility (Task A.1.13).

59
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Introduction

A person’s history of treatment, whether it is with a family physician
or an automobile service facility, is very important to him or her. As a re-
sult, people expect professionals, such as a medical doctor, to maintain
records of all of their illnesses and examinations as well as the treatment
and the results of the treatment.

Likewise when people are regular customers at an automobile service
facility, they expect the service consultant to have records of past services
performed on their vehicle. This is expected even if the service consultant
is a new employee at the facility and has never met the customers. There-
fore, maintaining a history of services performed on customer automo-
biles and informing them about it is important to a service facility that
wishes to present a professional image.

In addition, knowing the history of automobiles serviced at a facility
is important to track its earnings and losses. For example, at Renrag Auto
Repair a customer called and reported that her automobile’s cooling sys-
tem was overheating. She was quite distressed because she had brought
her automobile into the shop for the same problem four weeks earlier. The
service consultant pulled her name and vehicle up on the computer, ver-
ified that the vehicle had been in for a cooling system repair, and asked
her to bring her vehicle in right away.

Upon checking the customer’s record in the computer, the service
consultant learned that the water pump had been leaking and was re-
placed. Next the service consultant examined the comments on the in-
voice and the original comments on the technician’s worksheet (also
called the repair order or hardcopy). One recommendation recorded on
the invoice by the consultant was to replace the thermostat. This was rec-
ommended because of the technician’s experience that this part had a
high failure rate and when stuck closed would cause overheating. In ad-
dition, the cost to replace the thermostat when the water pump was re-
placed was low compared to replacing it later. The written comments on
the invoice indicated that the customer was advised of the recommenda-
tion but declined to have the thermostat replaced even though it might
prevent a future breakdown.

When the customer brought her automobile into the service facility,
the technician diagnosed the cooling system and found that the water
pump was working properly. Further diagnosis found that the thermostat
was broken and stuck closed. When the technician’s diagnosis was pre-
sented to the customer, she was upset. The consultant then showed her the
comments on the invoice at the time the water pump was replaced. She re-
called the conversation and her response and knew that she had made the
wrong decision. Although she was not happy to pay for the repair because
it would have cost her less money a few weeks earlier, she left with a posi-
tive attitude about the service facility, the competence of the technician
who worked on her car, and the detailed records kept on her car.
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There are several points to be recognized in the preceding example. To
start, the service consultant had two records to check: the invoice stored
in the computer database and the technician’s hardcopy notes in the fa-
cility’s filing cabinet. Without this history, Renrag would have had a cus-
tomer relations problem and possibly would have had to pay for all or a
percentage of the repair charges.

Regular and First-Time Customers

Service consultants work with different types of customers each day.
The most important are the regular customers and people who may be-
come regular customers. Regular customers have all of the work per-
formed on their automobile in the same facility. They represent a steady
income. This means that over time, they spend a considerable amount of
money at a facility, and, as a result, influence its sales volume and profit.

Regular customers, however, are hard to recruit. Often a new service
facility has to spend a lot of money for several years to establish a positive
reputation in order to build a strong regular customer base. If regular cus-
tomers are not treated properly, however, a service facility can lose them
in a short period of time. Service consultants must also realize that regu-
lar customers occasionally “shop around” for better service and lower
prices, especially if they think the service facility is not taking care of
them. So service consultants must not take customers for granted or they
will likely lose them to the competition.

Therefore, one of the major jobs of service consultants is to recruit
and retain regular customers. This requires greeting regular customers in
a personal manner and identifying potential regular customers when they
enter the facility.

For example, assume that a regular customer, Mrs. McCord, likes to
have the tires rotated on her automobile every other oil change. When
Mrs. McCord arrives for an oil change, the service consultant should
check her automobile’s service history and determine if it should have the
tires rotated. The service consultant should inform Mrs. McCord when
her tires were last rotated and then ask if she wishes to have this rotation
service. This shows Mrs. McCord that a record is being maintained on her
automobile by the service facility and of the service consultant’s interest
in her preferences. She will most likely be pleased with the special treat-
ment. The identification and recommendation of maintenance needs can
help to retain a regular customer and make a new customer a regular one
(Task A.1.10).

The First-Time Customer
When new customers are identified by the service consultant, the ob-

jective is to convince them that the service facility can help them take
care of their automobile. One approach to demonstrating this willingness
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to provide assistance is for the service consultant to place a flag on the re-
pair order to let the technician know that this is the customer’s first visit
to the facility.

During the customer’s first visit to a facility, the technician should
conduct a detailed inspection of the general condition of the automobile
to identify anything that is wrong with it. This inspection is similar to
that conducted on all automobiles being serviced, except that it is more
thorough. At Renrag Auto Repair, the technicians filled out a form used
for a general inspection of all automobiles (see Figure 4-1) and a more 
detailed form for new customers (see Figure 4-2).

When new customers are advised of the inspection and of anything
found that needs attention, the service consultant should be able to offer
them a complementary service such as an oil change or tire rotation. This
offer shows that the service facility is interested in them and wants to
demonstrate to the customer that they can help them maintain their auto-
mobile. Then the service consultant should record the information col-
lected on the automobile to create the historical database on the
automobile. New customers, as well as the regular customers, should be
given a copy of the inspection form.

Automobile History

An automobile service history is a record of the diagnosis, repairs, and
maintenance performed on a customer’s automobile by the service facil-
ity. The records presenting the history are the estimates, repair orders, and
invoices that are usually recorded in a computer database. Just as impor-
tant, though, are the notes of the technician and service consultant on
any hardcopies that should be kept on file. The old rule to remember is
that the three most important duties of a manager are to: (1) document, 
(2) document, and (3) document.

The sets of estimates, repair orders, and invoices as well as the written
documents on customers’ automobiles are kept in the shop management
system. The shop management system consists of the procedures, docu-
ments, files, and computer used to prepare, store, and retrieve customer
information. Service consultants must have a thorough knowledge of the
shop management system used by their facility. For example, service con-
sultants must be able to file and retrieve hardcopies with handwritten
notes and customer approvals, which should be stored in alphabetical or-
der in the facility’s filing cabinets. In addition, they must work with the
computer program that stores the estimates, repair orders, and invoices.
Furthermore, they must know how to back up the records in the com-
puter database on an alternative storage device, such as a disk or tape, at
the close of each business day. If the computer “crashes” and the facility
loses all of the information on the hard drive, the work and cost required
to re-create the database is extensive!!
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Customer Name _____________________________________________

Date_______________________________________________________

Vehicle Year ____________ Make ____________ Model _____________

Mileage ________________________ Engine______________________

State Inspection Sticker Date ________________

General Exterior Inspection_____________________________________

__________________________________________________________

 1. Exterior/Interior Lights______________________________________

 2. Windshield Wipers/Blades/Washers ___________________________

 3. Belts:          OK           Cracked/Worn __________________________

 4. Antifreeze:

 Acid Strip Test for pH: OK Recommend Flush

 Temperature Strip Test: ___________ degrees

 Color: OK Recommend Flush

 5. Radiator Hoses: OK Soft/Cut _________________

 6. Battery: Date of Purchase ________________________

 7. Transmission Fluid: OK Topped Off Burned Odor

 8. Air Filter: OK Recommend Change

 9. Fluid Levels: OK Low

 10. Exhaust: OK Leaks Noted

 11. Struts/Shocks/Springs: OK Leaks/Damages

 12. Tires: Pressures at ______________ lb

   LF: OK Feathered Worn to Wear Strips
   RF: OK Feathered Worn to Wear Strips
   LR: OK Feathered Worn to Wear Strips
   RR: OK Feathered Worn to Wear Strips

 13. CV Boots: OK Worn or Torn

 14. Steering Boots: OK Worn or Torn

 15. Oil/Transmission/Power Steering/Brake Fluid Leaks:

  None Noted Leaks Noted at _______________________

 16. Rear Differential: OK Leaks Noted

 17. Oil: # of Quarts ____________

Recommendations: ___________________________________________

__________________________________________________________

__________________________________________________________

FIGURE 4-1 A general maintenance inspection form.
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Customer Name _______________________________ Date__________

Vehicle Year ____________ Make ____________ Model _____________

Mileage __________ Engine ___________ PA Inspection Date ________

General exterior inspection (checkmark = OK; N = not OK):
______ 1. Lights & lenses ______ 2. Turn signals
______ 3. Brake lights ______ 4. Headlights (hi/low)
______ 5. Body (general) ______ 6. Glass
______ 7. Wipers ______ 8. Ext. mirrors
______ 9. Bumpers ______ 10. Doors
______ 11. Gas cap ______ 12. Hood
______ 13. Trunk ______ 14. Shocks/struts
______ 15. Hubcaps/wheels

Under the hood (checkmark = OK; N = not OK):
______ 1. WW washer ______ 2. Belts
______ 3. Hoses ______ 4. Antifreeze Acid Strip Test for pH
______ 5. Antifreeze Temperature Strip Test ____________ degrees
______ 6. Antifreeze color ______ 7. Antifreeze level
______ 8. Air filter ______ 9. Hood latch
______ 10. Master cyl. ______ 11. Transmission fluid
______ 12. Firewall holes

Electrical (checkmark = OK; N = not OK):
______ 1. Battery terminals ______ 2. Battery hold down
______ 3. Starter draw test ______ 4. Battery load test
______ 5. Charging system test ______ 6. Ignition system
______ 7. Computer code check

Underside (checkmark = OK; N = not OK):
______ 1. Shocks/struts ______ 2. Springs
______ 3. Ball joints ______ 4. Steering
______ 5. Boots-CV/steering ______ 6. Floor/frame
______ 7. Powertrain mounts ______ 8. Fuel system
______ 9. Exhaust 
______ 10. Tires: RF ____ , LF ____ , RR ____ , LR ____
______ 11. Brakes: RF ____ , LF ____ , RR ____ , LR ____
______ 12. Rotors/drums RF ____ , LF ____ , RR ____ , LR ____
______ 13. Cylinders & calipers ______ 14. Hoses & lines
______ 15. Oil leaks—powertrain ______ 16. Coolant leaks
______ 17. Oil leaks—power steering

FIGURE 4-2 A special maintenance inspection form.
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Inside (checkmark = OK; N = not OK):
______ 1. Steering ______ 2. Horn
______ 3. Mirror ______ 4. Brake pedal
______ 5. Emergency brake ______ 6. Seats
______ 7. Safety belts ______ 8. Accelerator
______ 9. Hood latch ______ 10. High beam indicator
______ 11. Turn signal indicator ______ 12. Inside lights
______ 13. Power acc. check ______ 14. Heater check
______ 15. A/C check

Recommendations: ___________________________________________

__________________________________________________________

__________________________________________________________

FIGURE 4-2 A special maintenance inspection form. [continued]

Computerized Automobile Records
Customer service histories are often stored in a computer database. In

some cases, these records are referred to as service records or service files.
To create a record, the service consultant has to enter each customer’s in-
formation into the computer database. These entries consist of the cus-
tomer’s name, address, phone number, and automobile information.
Often this information must be entered into the database before an esti-
mate or repair order can be generated so that work can be performed on a
customer’s automobile.

Creating a Customer File

The service consultant begins a file for each customer in the database
when the customer initially contacts the service facility. This often occurs
when a customer calls to make an appointment. Therefore, the computer
and phone have to be located at the service consultant’s workstation (see
Figure 4-3).

The creation of a customer’s file is usually completed when he or she
arrives and has been properly greeted by the service consultant (Task
A.1.6). At this time any information not obtained in the phone conversa-
tion is entered into the computer database file. When the customer’s in-
formation has been entered into the database, many computer programs
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FIGURE 4-3 A service consultant’s workstation with a phone and a computer.

will permit the service consultant to schedule an appointment, produce
an estimate, generate a repair order, and print a final invoice.

After the customer’s information has been entered in the database,
the service consultant can very quickly retrieve the automobile history. To
retrieve this information, the service consultant may simply type in one
of the following:

• the customer’s last name and automobile
• the vehicle identification number
• the vehicle’s license plate number

Upon calling up a customer’s automobile record to the computer
screen, the service consultant may review its service history. The service
consultant must be cautioned, however, to be sure that the automobile is
the correct one. For example, at Renrag, a customer purchased a new au-
tomobile that was the same make, model, and color as the old one, and
another man and his wife had the same year, make, and model of auto-
mobile. In these cases, when the service was recorded and the mileage of
the automobile was entered into the computer, the service consultant be-
came aware of a problem.

Some computer programs allow for a search on all automobiles in the
database that are of a specific year, make, and model. A list of all of these
automobiles is then shown on the computer screen along with the own-
ers’ names. A service consultant may then be able to identify a customer’s
last name in order to open the correct file. This is handy if the service con-
sultant has obtained information on an automobile but has misplaced or
cannot recall the name of the owner.
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In addition, a list of automobiles by model may be particularly useful
when buying supplies for inventory. For example, some oil filters only fit
certain automobile engines. If the facility’s database shows that no cus-
tomers have an automobile with a specific type of engine, it does not have
to order any of the filters for that engine for the shop inventory. Of
course, inventory orders of filters for engines in more popular models can
be based on the number of automobiles in the database.

Preparing Estimates, Repair Orders, and Invoices

To comprehend how the computer database is used to create a docu-
ment for the service consultant and technicians, an overview of the process
is shown in Figure 4-4. The process begins when the customer enters the
service facility and the service consultant must create a database file.

A customer enters the service facility.

A database file for the customer is created.

An estimate is prepared for the customer.

The customer approves the estimate charges.

A repair order is generated.

The customer signs the repair order.

Repair order services are performed by a technician.

The invoice is printed.

The customer pays the bill and signs the final invoice.

FIGURE 4-4 The creation and use of historical customer data.
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After the necessary information is entered into the computer data-
base, an estimate for the cost of a repair or maintenance is prepared, as
discussed in the previous chapters and shown in Figure 4-4. Most state
consumer protection laws require the estimate to include the parts and la-
bor costs plus any additional fees, such as towing and tax. Most computer
programs can make the necessary calculations for the cost of the parts, la-
bor, additional supplies, other charges, and taxes. The computer then
prints the estimate for the customer’s review. Typically, an estimate by a
service facility is valid for 90 days, although it may be more or less de-
pending on the parts needed and state law.

After a customer approves of the work to be performed on his or her au-
tomobile, as shown in Figure 4-4, the service consultant prepares a repair or-
der. The computer prints the repair order that lists all of the work to be
performed, the parts to be used, any other charges for the service, the tax to
be paid, and the total cost. The printed repair order must be signed by the
customer, and the service consultant should indicate what has and has not
been approved and the date and the time of the approval, and then also sign
the order. If the customer is not at the facility and the estimate is approved
over the phone, the service consultant must write the name of the person
(typically the owner of the automobile) approving the service on the repair
order, what was approved and not approved, and the date and the time of
the approval, and then sign it. In both cases, the approved repair order be-
comes a binding contract between the customer and the service facility.

After the work is completed, a third document is prepared by the
computer. This document is an invoice (see Figure 4-4) that lists all of the
work performed, the parts used, any other charges for the service, the tax
to be paid, and the total amount to be paid by the customer. Depending
on state law, the final invoice may need to be equal to or less than the es-
timate. If the invoice amount is going to be more than the amount ap-
proved on the work order, the customer must have agreed to the
additional charges in writing or in a phone conversation that is docu-
mented by the service consultant.

A good customer relations practice is for the final invoice for a repair
to be less than what the customer expects to pay. Experienced service con-
sultants know that when the final invoice charge is more than what a cus-
tomer expects to pay, he or she is likely to become upset and dissatisfied
with the services performed regardless of the quality of the work.

Dealerships and Warranties

Automobile manufacturers and dealers prefer to have the people who
buy new cars from them to continue to purchase their new automobiles
there, so customer satisfaction with the repairs and services is extremely im-
portant. Therefore, dealership service departments perform a large number
of manufacturer warranty repairs and free maintenance work, such as oil
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changes, for customers who buy new automobiles from them. To ensure that
their customers are satisfied, the automobile manufacturers survey their new
car customers about the services they receive. If the survey results are not
positive, the sale of new automobiles can be affected. The consequences of
negative results of a survey at a dealership service department can range
from the restructuring and retraining of personnel in the service department
to disciplinary actions, such as the termination of an employee.

Another reason special attention must be given to warranty cus-
tomers is because state laws, which are referred to as lemon laws and dis-
cussed further in Chapter 5, set limits on the services needed by a buyer.
Specifically, these laws set a maximum number of visits a person who pur-
chases a new automobile has to make to the dealership service depart-
ment for the same repair service and/or the number of days a customer’s
automobile can be out of service before the dealer or manufacturer must
buy it back. The service consultant must help the dealer and automobile
manufacturer avoid any costly and troublesome buybacks of new auto-
mobiles by closely monitoring the number of visits for the same repair
and the number of days a customer’s automobile is out of service.

Comebacks

Repeat repairs are called comebacks or second attempts, meaning a
customer had a repair performed at the service facility and must return be-
cause the same repair must be made again on the automobile. The reason
for the return is typically unknown, and just as warranty repair customers
are extremely important to a service consultant, so too are repeat repair cus-
tomers. When a customer returns an automobile because the repair is
thought to be unsatisfactory, the service consultant must express an inter-
est in examining and correcting the problem. The customer should be ad-
vised that after a thorough diagnosis by a technician, a plan of action will
be prepared. The service consultant should never propose that a charge for
the repair will or will not be made until the automobile is examined.

The key to handling comebacks is for the service consultant to collect
the information about past services conducted on the automobile. When
the past records of an automobile are retrieved, the consultant must identify
when the service was performed and the number of miles that the automo-
bile has been driven since the service was performed. Date and mileage are
important because they usually determine whether the customer will be
charged for the repair. Next, the service consultant must review the notes
and comments about the repair from the hardcopies in the file.

There is no standard number of miles traveled or days that have lapsed
after the repair was made to determine whether a customer will be charged
for a repeat repair. Often the determining factor is the service facility’s policy,
an automobile manufacturer warranty policy (discussed further in Chap-
ter 5), a state consumer protection law, or the parts warranty. Service
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consultants must be aware that the attorney general in their state must en-
force the consumer protection laws assuring customers that they are pro-
tected from unfair treatment when their automobile is serviced.

Therefore, the consumer protection laws have guidelines that set forth
the conditions related to automobile repairs. To understand the law and the
position of the Office of the Attorney General, service consultants must ob-
tain a copy of the consumer protection laws from it or from its Web site.
Upon reading the consumer protection laws, service consultants should
work with their managers and facility owners to ensure that their service fa-
cility’s policies, procedures, advertising, and promotional campaigns do not
violate the law. For example, if a service facility states that a customer will
receive a “money back guarantee if not satisfied,” then the state consumer
law will likely define what that means. In Pennsylvania, when the cus-
tomers are not satisfied their money must be returned within five days.

Parts Warranty
When a comeback is caused by a defective part, many parts suppliers

have a warranty that covers the cost of the new part. In some cases, this
warranty may cover the labor cost to replace the part. The parts warranty
should state how long and under what conditions a repair will be made
free of charge. Therefore, service consultants must know the terms of all
of the warranties issued by their service facility.

For example, assume a parts supplier offers a one-year warranty on all
parts and labor on remanufactured alternators. This means that neither
the service facility nor the customer should have to pay anything if the al-
ternator needs to be replaced within the warranty time period. However,
in some cases a warranty may cover only a percentage of the costs after
the car has been driven a specified number of miles or days. In this case,
if the service facility has to charge the customer for the amount not cov-
ered by the warranty, then he or she must be advised of the difference. If
not, the service facility must pay the difference.

Working with Fleets

Fleet customers own a few to several dozen automobiles that need reg-
ular service. A business, such as a construction company, or a government
agency, such as a police department, may own a fleet of automobiles ser-
viced by one facility. The fleet is similar to repeat customers because it
provides a considerable percentage of the sales made by a service facility.
When providing fleet maintenance services, it is common to have pre-
arranged agreements about when the work is to be performed. For in-
stance, in many cases certain maintenance tasks are to be automatically
performed when an automobile is at or beyond a certain mileage. If the fa-
cility also repairs the fleet automobiles, the usual expectation is that their
vehicles will receive priority service.
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Unlike other customer automobiles, fleet automobiles that need work are
either dropped off by a fleet employee, who may or may not be the regular
driver of the automobile, or picked up by an employee of the service facility.
As a result, when the maintenance or repair of a fleet automobile is needed,
the service consultant may not have the opportunity to talk to the driver of
the automobile to obtain information about the problem or the performance
of the vehicle. Rather, this information may come from the fleet manager or
through some other means, such as a note left in the automobile.

Although fleet customers may be desired by a service facility, care
must be taken because many fleets require service discounts and special
treatment such as “on-demand” and evening service, and often take 30
days to pay their invoices. For larger service facilities that have extended
hours and extra technician flat-rate hours to sell, this may not be a prob-
lem. However, for smaller service facilities, fleets can cause cash flow prob-
lems and operational headaches.

At Renrag Auto Repair, for example, one of the fleet service customers
that had over fifteen vehicles received a discount on all services and often
had to have work conducted in the evening or on weekends. The sched-
ule for their maintenance is shown in Figure 4-5. To meet this service
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● At 5,000 miles
  ◆ A Maintenance (LOF, safety check, brake check, tire rotation)
● At 15,000 miles
  ◆ B Maintenance (Air filter, fuel filter plus A)
● At 30,000 miles
  ◆ C Maintenance (PCV, plugs plus A & B)
● At 60,000 miles
  ◆ D Maintenance (Timing belt plus A, B, & C)

MAINTENANCE ROTATION
 A 5,000
 A 10,000
 B + A 15,000
 A 20,000
 A 25,000
 C + B + A 30,000
 A 35,000
 A 40,000
 B + A 45,000
 A 55,000
 A 60,000
 D + C + B + A 60,000

 REPEAT

FIGURE 4-5 A fleet maintenance schedule.
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schedule, employees had to be paid overtime, assuming they would be
available to work, and additional part-time employees had to be hired to
shuttle the vehicles to and from the location where the fleet was parked.
As a result, even though the fleet provided a lot of business for the facil-
ity, the discount demands, overtime pay, and additional costs became too
expensive and a loss on the service was incurred.

In addition, when fleet customers have to have 30 days or more
credit, problems can be created depending on the size of the facility and
the fleet, and the amount of money the facility must spend before getting
paid. For example, most employees are paid weekly and other charges,
such as the parts bills, are paid at the end of the month, although some
parts must be paid when they are delivered. This means the facility must
be able to finance the maintenance and repair of the fleet vehicles. This
may cause a cash flow problem because the facility may have to wait up
to 60 days to receive a payment from the fleet for a service. For example,
if the fleet has a service at the beginning of the month, the invoice will
not be sent until the end of the month (30 days) and then the fleet may
take another 30 days to pay. As a result, when making a contract with fleet
managers, service consultants should consult with the facility owner or
manager before an agreement is reached.

Summary

The ability of a service consultant to check a vehicle and customer ser-
vice record depends on the records maintained by the service facility. In
turn, the usefulness of the historical documents depends on the facility’s
shop management system. There is a wide range of systems available.
Some are quite basic and limited while others are complex and elaborate.
The selection of a system is typically dictated by the facility’s size, such as
the volume of business and availability of personnel to use the system’s
program.

Regardless of the size of a facility or the features of the shop manage-
ment system, the service consultant must be able to use it. Therefore, ser-
vice consultants must be aware of the different types of programs that are
available for service facility systems. Further, they must also keep up-to-
date as new programs come on the market or as existing programs are
modified. A problem may arise when a facility’s shop management system
is out of date and no longer competitive. Likewise service consultants
must stay up-to-date or they will not be competitive. Worse yet, service
consultants who cannot or will not learn to use the latest technology will
eventually be replaced with those who can or will use it.
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Review Questions

Multiple Choice
1. Service consultant A says that when writing up a second attempt

(comeback)/ warranty ticket, it is necessary to review previous repair
orders. Service consultant B says that when writing up a second at-
tempt (comeback)/warranty ticket it is necessary to ask the customer
to state the symptoms he or she is experiencing.
Who is correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

2. A vehicle in the shop for an oil change shows approximately 59,000
miles on the odometer. What should the service consultant do?
A. Suggest an appointment for a 60,000-mile maintenance service.
B. Offer the customer a discount to perform the 60,000-mile service

today.
C. Advise that the 60,000-mile service is covered by the manufac-

turer’s warranty.
D. Provide a ballpark estimate for a 60,000-mile maintenance service.

3. Each of these represents an example of customer information that
might be included on a repair order EXCEPT:
A. an e-mail address
B. a preferred payment method
C. a cell phone number
D. the service consultant’s name

4. The technician notes on the repair order that the fuel filter appears to
be the original one on a vehicle with almost 60,000 miles on it. The
item calls for replacement at 30,000 miles. Which of these should the
service consultant do?
A. Estimate a maintenance tune-up including the fuel filter.
B. Ask the customer when and if it was replaced.
C. Tell the customer that it has not been replaced in 60,000 miles.
D. Leave the item for the 60,000-mile service.

5. A customer calls and states that his or her vehicle has a problem that
has had several repair attempts. Which of the following should the
service consultant do?
A. Determine if the dealership/shop has ever worked on the vehicle.
B. Offer to take the vehicle in immediately.
C. Ask the customer to provide previous work orders.
D. Explain that sometimes a problem can take several attempts to

resolve.

CHAPTER 4 CHECKING VEHICLE AND CUSTOMER RECORDS 73

GAR_CH04_059-074  10/5/04  9:00 AM  Page 73



Short Answer Questions
1. Explain why automobile service history is important to both the ser-

vice facility and the customer.
2. What are repeat repairs/comebacks? (Task D.6).
3. How is an automobile repair history recorded and stored?
4. How are first-time, warranty, repeat repair, fleet, and regular cus-

tomers different?
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CHAPTER 5

WORKING WITH
WARRANTIES, SERVICE
CONTRACTS, SERVICE

BULLETINS, AND
CAMPAIGNS/RECALLS

OBJECTIVES

Upon reading this chapter, you should be able to:

• Locate and use reference information for warranties, maintenance
contracts, and campaign recalls (Task B.6.2).

• Define warranty policies and procedures/parameters (Task B.6.1).

• Verify the applicability of warranties, maintenance contracts, technical
service bulletins, and campaigns/recalls (Task B.6.4).

• Explain warranty, maintenance contract, technical service bulletin, and
campaign/recall procedures to customers (Task B.6.3).

75
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Introduction

Not all customers at an automobile service facility personally pay for
their maintenance or repair; sometimes, payment is covered by a war-
ranty, a maintenance contract, or a recall/campaign repair order. When
working with these customers, service consultants are required to know
(1) what each type of contract represents; (2) why manufacturers use
them; and (3) how to work with them.

Although warranties, maintenance contracts, and recall/ campaign
repair orders may not make up a large volume of the work conducted at
an independent auto service facility, dealership service departments do a
considerable amount of this type of work for automobile manufacturers.
In both facilities, therefore, the service consultant must know how to take
care of the customers’ contracts or they could lose regular customers and
the reputation of the facility could be harmed.

Specifically, service consultants must be knowledgeable about the var-
ious types of contracts because payments depend on whether the auto-
mobile is properly serviced according to the guidelines stated in the
agreement. Therefore, the purpose of this chapter is to define, describe the
purpose of, and explain the procedures related to the use of warranties,
maintenance contracts, and recall/campaign repair orders.

Definitions and References for Warranties, Maintenance
Contracts, and Campaigns/Recalls

A warranty contract functions much like an insurance policy. A claim
is made to a warranty company that will pay for the vehicle repair if the
terms outlined within the warranty contract are met. In simple terms, cus-
tomers buy a warranty contract because they are betting that a covered
component may break before the warranty coverage period expires, and the
warranty company is betting that the covered component will not break.

A maintenance contract (also referred to as a service contract) is often
bought by (or in some cases given to) a customer when an automobile is
purchased. The contract pays for maintenance services the automobile
needs for a specified coverage period. This is like prepaying for the main-
tenances an automobile will need in the future. When used regularly at the
mileage intervals specified in the contract, customers often save money
and are assured that their automobiles stay in top running condition.

Finally, recall/campaign repairs are often the result of a National
Highway Traffic Safety Administration (NHTSA) or an Insurance In-
stitute for Highway Safety (IIHS) investigation that found a problem
with a certain year, make, and model of an automobile. The manufacturer
is required under penalty of law to repair the problem for the consumer
free of charge.
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Eligibility

To determine whether an automobile is eligible for warranty or main-
tenance contract work, the service consultant should ask customers if
they own one. If they do, the service consultant should ask for it.

In some cases, a phone number for contract assistance is available,
particularly if the contract was purchased from a source other than a new
automobile dealership. When the contract is purchased from a new auto-
mobile dealership, it is common for its service consultant to be able to ac-
cess the information from the automobile manufacturer’s database. This
is because most new automobile dealerships have a computer that is
linked to the manufacturer. Unfortunately, a service consultant at an in-
dependent service facility may not have access to this same information;
in this case the customer has to contact the dealership or manufacturer’s
hotline for specific details about the contract.

Recall and campaign information for a specific automobile can be ob-
tained through the manufacturer’s database by dealership service consul-
tants and technicians. Automobile owners can sometimes obtain
information about their automobile by calling the manufacturer’s cus-
tomer hotline. In some cases, owners who are in the manufacturer’s data-
base will be notified by mail about a recall on their automobile. Service
consultants at independent service facilities can often obtain recall infor-
mation from a:

• computerized database (Mitchell-On-Demand and Snap-on’s Shop Key
system, among others).

• publication (Automotive News or the Automotive Service Excellence
publication Tech News).

• Web site (the NHTSA at http://www.NHTSA.dot.gov or the Insurance
Institute Web site at http://www.highwaysafety.org).

In addition to recalls and campaigns, automobile manufacturers re-
lease repairs for other concerns. Instructions about how to repair these
concerns are described in a manufacturer’s publication called a technical
service bulletin (TSB). Manufacturers release TSBs regularly for dealer-
ship service department technicians. Many computer data systems pur-
chased by independent service facilities can provide TSB information to
technicians at independent service facilities as well.

Warranty Policies and Procedures

There are four types of automobile warranties that service facilities
and the service consultant should recognize and administer. The
categories are:
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• new automobile warranty contract
• bumper-to-bumper warranties
• extended warranty contracts
• emission warranties

New Automobile Warranty Contracts
A new automobile manufacturer warranty contract typically ap-

plies to new automobiles sold to the consumer. The warranty provides for
the repair of the automobile “free of charge” (in some cases there is a de-
ductible discussed later) provided the automobile is within a predeter-
mined time frame and under a predetermined mileage. This time period
is called the warranty coverage period. The warranty coverage period
may be 12 months from the time of purchase, but it can be as long as sev-
eral years and 100,000 miles (typically with certain conditions) for some
manufacturers.

Customers with automobiles covered by a manufacturer’s warranty
must take their vehicles to a service facility that is authorized by the man-
ufacturer. This is typically the dealership service department where they
purchased their automobile. This does not mean, however, that they must
use the same dealership where they bought their automobile.

The predetermined mileage set forth in a new car warranty, for exam-
ple, may be 12,000 miles or higher depending on the manufacturer and
the state’s laws. Sometimes a customer buys a “factory authorized” pre-
owned automobile from a new automobile dealer and the balance of the
predetermined mileage may be passed on to the new owner.

When a customer’s automobile is covered by a new automobile war-
ranty, the diagnostic charges, repair charges, and parts are provided free of
charge. This is assuming the automobile is within the warranty coverage
period and the repair is not a result of customer abuse or an accident. For
example, one customer drove his automobile at high speed through a
flooded street and got water into the engine through the air intake. The
connecting rods inside the engine were bent because they could not com-
press the water. The owner’s misuse of his automobile caused the damage.
Therefore, the manufacturer did not cover the cost of the repairs, even
though the automobile was within the warranty coverage period and the
warranty covered the automobile’s powertrain.

For a warranty to be valid, the automobile must be under both the
mileage and the time interval limits. For example, if an automobile owner
with a 12-month, 12,000-mile warranty has a covered repair but the au-
tomobile has over 12,000 miles on it or he or she has owned it for more
than 12 months, the warranty will not pay for the repair. However, in
practice if an automobile is just slightly outside the warranty coverage pe-
riod limits, many manufacturers often cover some, if not all, of the repair
because they know that each customer represents many thousands of dol-
lars in repeat business.
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GAR_CH05_075-088  10/5/04  9:00 AM  Page 78



CHAPTER 5 WORKING WITH WARRANTIES, SERVICE CONTRACTS, SERVICE BULLETINS, AND CAMPAIGNS/RECALLS 79

Therefore, when a situation dictates, manufacturer warranties often
have procedures a service consultant can follow to request a warranty cov-
erage period waiver for “special circumstances.” In some cases the manu-
facturer’s procedure may require the customer to pay for the repair. Then
the claim will either be given to a manufacturer’s representative when he
or she visits the dealership or be sent to the manufacturer’s warranty au-
dit department for review. If approved, the customer is reimbursed for the
payment of the repair.

Bumper-to-Bumper Warranty
When a manufacturer’s warranty covers all of the systems and parts

on the automobile, it is referred to as a “bumper-to-bumper warranty.”
This means all of the automobile components are covered for a specific
period, such as the first 12 months or 12,000 miles. In recent years some
manufacturers have sold automobiles with limited bumper-to-bumper
warranties that exclude certain components after a specified mileage or
time interval has passed. Therefore, some contracts may cover only 
selected systems and parts for an additional period, such as the last 12
months or 12,000 miles in a 24-month or 24,000-mile contract.

To be more competitive in the market and to sell more automobiles,
some new automobile manufacturers provide very long warranty cover-
age periods on selected parts. For example, a manufacturer may offer a
powertrain warranty that covers engine and transmission parts for 7 years
or 70,000 miles. Note that the powertrain warranty is included in the first
12 months and/or 12,000 miles of the bumper-to-bumper warranty.

In some states, the law may set the minimum number of months and
miles a manufacturer must provide a warranty on all new automobiles,
for example 12 months or 12,000 miles. Therefore, a 7-year or 70,000-
mile powertrain warranty that covers certain engine and drivetrain (trans-
mission, differential, and axle) failures, is like receiving an added 6 years
or 58,000 miles past the initial warranty period. If, during this extended
warranty period, repairs to the powertrain are needed, the warranty will
pay for all, if not most, of the cost. However, if repairs to the brake system
are needed in the extended time period, the warranty will not cover any
of the costs.

Extended Warranty
In some cases, customers may elect to extend their warranty coverage

beyond what is provided by the manufacturer (for new automobiles) or
dealer (for pre-owned automobiles with a “used car” warranty). To do this,
a customer buys what is known as an extended warranty. When pur-
chased, the extended warranty provides coverage for certain systems and
parts for a period that begins at the time the customer purchases the 
automobile.
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For example, assume that Colin Williamson bought a 36-month or
36,000-mile extended warranty at the time he bought his 2-year-old pre-
owned Jaguar with 26,100 miles on it from the Jaguar dealer. As a result,
his Jaguar would be covered under the extended warranty for the next 36
months and up to 62,100 miles. The price Mr. Williamson would pay for
the extended warranty is determined by the length of the coverage period
and the system components covered. The longer the coverage period and
the more components/ systems covered, the higher the price.

To help control warranty costs, the extended warranty contract will
often stipulate where service can be performed. For example, when an ex-
tended warranty is purchased from a new automobile dealer, the contract
will often require that the warranty repairs be performed by an authorized
service facility. In this case, the authorized service facility would be lim-
ited to new automobile dealership service departments for the make of
automobile the customer owns.

In addition to service facility limitations, extended warranties often
have a deductible that the customer must pay toward the warranty repair.
The deductible could be as little as $25 but typically is between $50 and
$100. Therefore, if Edgar Farmer bought an extended warranty with a $75
deductible and his automobile needed to have a $500 repair performed
that was covered by the warranty, he would pay $75 and the warranty
company would pay $425.

A contract may also stipulate that the customer pay for noncovered
service items, such as maintenance, certain repairs, and possibly the cost
of the diagnosis. For example, assume that Pat McCormick owns an auto-
mobile with an extended warranty with a $25 deductible. Pat’s engine was
within the extended warranty coverage period when it developed a
strange noise upon acceleration. The diagnosis of the problem cost $150
and was not covered by the warranty, while the repair cost of $600 was
covered. In this case, Pat’s extended warranty would cover the repair but
not the diagnosis, and the deductible of $25 would be applied to the re-
pair and not the $150 diagnosis. Pat would therefore owe the service fa-
cility $175 for the diagnosis and the deductible. The warranty company
would then pay the service facility $575 for the repair.

The warranty contract does not cover the cost of a repair if customer
neglect is the cause of the problem. For example, if the technician found
that Pat’s engine noise problem was due to engine sludge caused by infre-
quent oil changes, Pat would need maintenance records to show that he
changed the oil within the time frame recommended by the manufac-
turer of the automobile. If he does not show that he maintained the au-
tomobile as recommended by the automobile manufacturer, the warranty
company may refuse to pay the repair.

In addition, warranty companies will not pay for a repair if compo-
nents not covered by the warranty contract are defective. For example, if
Pat’s warranty contract states that it does not cover idler pulley bearings
that are bolted to the engine and the technician finds that the idler pul-
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ley bearing is the cause of the noise, Pat would have to pay for the entire
repair.

Furthermore, warranties will not pay for repairs if the problem is
caused by system modification. For example, if Pat changed the engine’s
stock camshaft to a high-performance camshaft and it is determined to be
the cause of the engine noise, then Pat’s warranty may not cover the cost
of the repair.

Warranty contracts change slightly when customers buy an extended
warranty from a used automobile dealer or from a company on the Inter-
net. Although the warranty coverage period and deductible function like
the extended warranties sold by new automobile dealers, the warranty of-
ten allows the customer to have the repairs done at a service facility he or
she selects. At the same time, however, the warranty may set a maximum
amount of money it will pay for a system’s repair or a maximum labor rate
it will pay per hour. When this occurs the customer must pay for any
charges that are beyond the contract’s maximum limits. For example, if
Pat’s repair was based on 10 hours at $60 per hour ($600) and the war-
ranty company’s maximum labor rate was $50 per hour ($500), Pat would
have to pay the $100 difference plus any deductible.

Emission Warranty
Another type of warranty is the emission warranty mandated by the

federal government. Emission warranties require new automobile manu-
facturers to repair problems associated with an automobile’s emissions
components for a stated period of time.

In practice, emission components are covered under the bumper-to-
bumper warranty for the coverage period. After the bumper-to-bumper
warranty expires, the key emission components, such as the catalytic con-
verter and powertrain control module, are covered for a time period di-
rected by federal law, such as 10 years and 100,000 miles. Customers can
obtain emission warranty service when they go to a new automobile deal-
ership service department for the make of the automobile they own.
Emission warranty repair is provided free of charge to the customer when
the automobile is within the warranty coverage period and the broken
components meet the coverage requirements.

Verification of Warranty, Maintenance Contract,
Technical Service Bulletin, and Campaign/Recalls

When a customer’s automobile is covered by a warranty, the follow-
ing information becomes important for the service consultant to verify
before service is provided.
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• Is today’s date within the warranty’s specified time frame limits?
• Is the automobile’s current mileage less than the warranty’s maximum

mileage qualifier?
• Does the contract’s VIN match the number on the automobile being 

repaired?
• Is the name on the contract the same as the customer’s name?
• Is the system to be repaired covered by the warranty?
• If so, was abuse, modification by the customer, or neglect by the cus-

tomer the cause of the failure?
• Does the contract specify a deductible that the customer must pay?
• Are diagnostic charges covered by the warranty?

If this information is verified to pertain to the warranty, the service
consultant can allow the service facility to perform the repairs under the
warranty guidelines.

When a customer’s automobile is covered by a maintenance service
contract, the following information becomes important for the service
consultant to verify.

• Is today’s date within the contract’s specified time frame limits?
• If so, has the amount of time that has passed since the last mainte-

nance been long enough?
• Is the automobile’s current mileage less than the contract’s maximum

mileage qualifier?
• If so, has the number of miles since the last maintenance been long

enough?
• Does the contract’s VIN match the number on the automobile being

serviced?
• Is the name on the contract the same as the customer’s name?
• Is the service to be performed covered by the contract?
• If so, are the parts and fluids needed to service the automobile also cov-

ered by the contract?
• Is there an amount of money the customer must pay for the services

performed? (This is typically referred to as a copayment rather than a
deductible.)

If this information is verified to pertain to the maintenance contract,
the service consultant can allow the service facility to perform the main-
tenance required.

When a customer’s automobile has a problem and the service consul-
tant or technician finds that the automobile may be repaired as specified
by a manufacturer’s TSB, the service consultant must verify the following
information.

• Do the make, model, and year of the customer’s automobile match the
TSB specifications?

• Does the automobile’s design (engine size, transmission type, brake sys-
tem, and other technical information) match the TSB specification?

• Does the TSB “cure” match the customer’s complaint?
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If this information is confirmed to match that of the TSB, then the
TSB procedures may help to repair the customer’s vehicle. In some cases,
a warranty may cover the repair cost associated with the TSB.

For campaigns/recalls, the service consultant must verify the following
information to determine whether the automobile qualifies for a repair:

• Does the customer have a recall notice?
• If not, does the manufacturer’s database indicate that the VIN is in-

volved in the recall/campaign?
• Does the vehicle’s year, make, model, and design characteristics (en-

gine, transmission, etc.) match the campaign/recall requirements?
• Does the dealership parts department have the parts to perform the re-

call/campaign?

Warranty Contracts

Service consultants must disclose warranty information to customers
very carefully. They must never assume a warranty contract will cover the
cost of the repair. Therefore, service consultants must always prepare cus-
tomers for this possibility and explain the terms of the contract to them.
Service consultants must also never assume that customers have read or
understood anything in the warranty contract.

For example, a contract may have a deductible that the customer
must pay before the warranty company begins to pay for the repair. Some
contracts may even specify a maximum amount of money or maximum
labor rate that the warranty company will pay for a certain type of repair.
The customer must be told about the terms of the contract and any
charges the customer is responsible for, or a dispute with the service facil-
ity could occur.

To minimize the chances of a dispute between the service facility and
the warranty company or the customer, or both, the service consultant
must help the customer understand the warranty contract. The service
consultant must also work effectively with warranty company representa-
tives and follow its required procedures. To fully understand the warranty
contract terms so each can be explained to the customer, the service con-
sultant should start by carefully reading the entire warranty contract be-
fore the repair process starts.

After a repair has been determined to be covered, some warranty com-
panies will outline specific procedures that the customer or service facility
must follow. A service consultant’s failure to follow the procedures or to
have the customer agree to the repairs and the terms of the contract could
mean that neither the service facility nor the customer will receive pay-
ment for the repairs.

When the exact procedure that is to be followed is not known or out-
lined in the contract, the warranty company must be called so the details
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of the transaction can be clarified. For example, a warranty company may
require a warranty adjuster to visit the service facility to examine the au-
tomobile and approve the repair work before any work begins. Other war-
ranty companies may require telephone authorization prior to a repair.
When a warranty company requires authorization, a claim number must
be obtained from it before work can begin. This number must be recorded
on the repair order and final invoice. Again, if the service facility fails to
follow proper procedures, the warranty company will not pay the claim.

Payment in Credits

In terms of payment, non-manufacturer warranty companies, which
often allow any service facility to perform the repairs, typically issue a
check 30 days after the repair is completed. Because of this delay and con-
tract terms, such as deductibles and maximum payment provisions (max-
imum labor rate allowances for a given repair), service facilities may
require customers to pay all non-manufacturer warranty contract repairs
in full before releasing the vehicle. This allows the warranty company to
reimburse the customer directly for the amount owed under the terms of
the contract. Therefore, the service facility does not have to wait for pay-
ment and avoids not being paid in full for repairs because of deductibles
or maximum payment provisions.

The payment of automobile repairs made under a manufacturer’s war-
ranty and extended warranty contracts is handled differently than a non-
manufacturer warranty contract. First, the manufacturer’s dealers are
typically the only type of service facility permitted to perform the repairs
and process the claims. This is because the manufacturer trains dealership
employees how to complete the warranty claim paperwork and process it
with the proper codes to identify the automobile, the repair operation,
the dealer, and the technician. A service consultant who fails to follow all
of a manufacturer’s warranty claim procedures will have the warranty
claim returned “unpaid.”

Manufacturer warranty repair claims are often paid in “credits,” not
with cash or a check, by the manufacturer to the dealer. This is because
under the franchise agreement, the dealership must buy parts from the
manufacturer (except in some rare circumstances) and install them on the
automobiles it services. Therefore, the dealership buys many of the parts,
among other items such as tools, from the manufacturer. Then when a
manufacturer owes the dealership service department for warranty ser-
vices, the credits may be awarded and not money. This means the service
department will not receive a check at the end of the warranty repair
process, but rather manufacturer credits that can be exchanged for parts
that are ultimately sold to customers.
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The Lemon Law

The failure to repair a problem to the satisfaction of the customer can
result in the customer filing for protection under the lemon law. Each
state has a lemon law that requires vehicle manufacturers to “buy back”
customer automobiles when they are not repaired properly within a time
frame set in the state’s lemon law. In most states, the law sets a maximum
number of days that the automobile may be out of service (for example,
25 days), a maximum number of repair attempts (such as three) within a
given time frame (typically 1 year), and a maximum number of miles
(typically less than 12,000 miles) to qualify for lemon law action. Lemon
laws are enforced when a customer reports the problem to the State At-
torney General’s Office and files the necessary paperwork to start the ju-
dicial process. This process may begin with a meeting between the
customer and a manufacturer’s representative in an effort to resolve 
the complaint. In other cases a mediator may be brought in to work with
the parties, or an arbitrator may be hired to hear the facts of the case.

Because lemon law actions put the manufacturer, and in some cases
the dealer, at risk, the service consultant must first ensure that the cus-
tomer’s complaint is accurately recorded. One manufacturer recommends
that the words “customer claim” be used to begin every warranty-related
repair complaint. In other words, instead of writing “The vehicle’s brakes
do not stop the car,” the service consultant should write, “The customer
claims the vehicle’s brakes do not stop the car.” Although the difference
seems trivial, the first version implies that the service facility verified the
problem and will make the repair. The second version implies that the
customer has presented a possible problem that must be examined and
verified by a trained technician. This is an important difference, because
under most states’ lemon laws a service facility is not responsible for re-
pairing a problem until it is verified or duplicated by a technician.

In some instances, the defect cannot be found in the automobile’s sys-
tem and the problem cannot be replicated by the customer or technician.
Also, the manufacturer’s technical assistance hotline may not report any
defect specific to that automobile system. When this occurs, the cus-
tomer’s claim cannot be considered a failure under many states’ lemon
laws. In such a case, service consultants must carefully and accurately doc-
ument all activities according to the provisions of their state’s lemon law.

Service consultants at a dealership must also carefully monitor the
number of times and days that a customer’s automobile has been out of
service. This may easily be overlooked if the customer’s automobile has
been in for the same repair over an extended period of time and the cus-
tomer is given another automobile to use temporarily.

For example, assume that a service consultant at a dealership takes a
warranty claim on an automobile purchased by Mr. Ronald Taylor within
the past 12 months and it had been driven less than 12,000 miles. Mr.
Taylor’s automobile had been in for repair several times over the past 7
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months to the point where the number of days it has been out of service
was nearing the maximum number of days permitted by the lemon law.
Upon diagnosis the technician decided to replace several parts and Mr.
Taylor was given another car to use temporarily. Instead of ordering the
parts needed to repair the automobile overnight, the service consultant
decided to include them in the regular weekly order. This caused the au-
tomobile to be out of service for the entire week, exceeding the maximum
number of days under the state’s lemon law statutes. The manufacturer
must now “buy back” the vehicle from Mr. Taylor.

If a dealership is at fault for the “buyback,” a court can legally require
it to pay the manufacturer for the cost of the automobile. In Mr. Taylor’s
case, the dealership would have to abide by the court order since the ser-
vice consultant failed to follow the manufacturer’s policy to order the
parts overnight to avoid lemon law problems. As a consequence, service
consultants must keep their state’s lemon laws in mind or a serious finan-
cial loss to their dealership could occur.

Summary

Working with warranties, maintenance contracts, TSBs, and cam-
paigns/recalls requires service consultants to work with a number of dif-
ferent legal directives related to the maintenance and repair of
automobiles. In addition, these agreements between automobile manu-
facturers and dealerships are made more complicated by state lemon laws.
Thus, in addition to keeping up-to-date on the different types of mainte-
nance and repair contracts, service consultants must know their state’s
lemon law.

There are some basic rules to follow when working with the different
maintenance and repair agreements. Unfortunately, it is impossible to
present a set of rules and procedures that will cover the different types of
contracts, because there are too many variations and differences in the
laws of each state. Therefore, the recommendation is that service consul-
tants work with their facility managers and owners to integrate the pro-
cedures commonly required by maintenance and repair contracts, as well
as their state regulations, into their policy manual procedures. This will
enable the service consultants and other employees to comply with the
provisions of the commonly used contracts and help avoid problems as-
sociated with state laws.
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Review Questions

Multiple Choice
1. Which of these is NOT needed to determine applicability of a vehi-

cle’s service contract?
A. Current mileage
B. Vehicle identification number
C. In-service date (the date when the vehicle’s service contract began)
D. Production date (the date when the vehicle was built)

2. A customer will receive a letter or notification from the manufacturer
for which of these actions?
A. A technical service bulletin release
B. A vehicle campaign
C. The end of the vehicle warranty period
D. A vehicle recall

3. Which of the following DOES NOT describe a purpose of a technical
service bulletin used by a technician?
A. A TSB is a document mailed to customers to let them know about a

problem with their vehicle.
B. A TSB outlines how to install a redesigned version of a component.
C. A TSB may revise a shop manual procedure or provide additional

details the technician needs.
D. A TSB may provide a repair procedure for a pattern of failures found

in a vehicle or group of vehicles.
4. There are four types of automobile warranties that service facilities

and their service consultants should be able to recognize and admin-
ister. Which of the following is NOT one of them?
A. A new automobile warranty contract
B. Bumper-to-bumper warranties
C. Collision repair warranties
D. Emission warranties

5. Service consultant A says a new automobile manufacturer warranty
contract is almost always used by owners who buy the automobile
secondhand (used). Service consultant B says the warranty coverage
period pertains to a predetermined time frame and a predetermined
mileage as provided in the warranty contract.
Who is correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B
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Short Answer Questions
1. What are different ways a service consultant can locate reference in-

formation about a customer’s warranty, maintenance contract, and
campaign or recall?

2. What is the difference between a warranty policy and a warranty pro-
cedure?

3. What are the differences among warranties, maintenance contracts,
technical service bulletins, and campaigns/recalls?

4. How can a service consultant explain the differences among warranty,
maintenance contract, technical service bulletin, and campaign/recall
procedures to a customer?
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PART I

CLINICAL PRACTICUM
EXERCISE

After reading Chapters 1 through 3, visit an automotive repair
business in your area known to be a leader in customer service. Once
you arrive, explain that you are learning about the automotive ser-
vice industry and ask if they would be willing to talk to you. Answer
the following questions based either on your observations or short
discussions with some of the key employees. 

1. What do customers see when they first arrive, and, in your opin-
ion, is it professional?

2. How were the employees dressed, and, in your opinion, was it
professional? 

3. What was the service consultant’s opinion about his or her cus-
tomers?

4. How did the service consultant address you when you first
arrived? 

5. How did the service consultant talk to customers both on the
phone and in person? 

6. List what makes the automotive service facility you visited a
leader in customer service. 

89
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Small Group Breakout Exercises

You plan to open a service facility with your group members.
Decide what type of work you plan to sell to customers and list
major equipment you will need. Then choose a state in which you
want to open your business, and use the Internet to determine what
licenses you will need to conduct business. Also discuss what orga-
nizations you might belong to and what licenses/certifications (vol-
untary and mandated) you want your technicians to hold. 

Explore the World Wide Web

You are the owner of a service facility. Search for automotive-
related service organizations that your garage could join. Also find
organizations that your technicians can join and Web sites they
might use to obtain technical information. Use the Web to find out
about a particular state’s lemon law. Also search the Web for details
about manufacturer warranties and automobile recalls/campaigns.
Finally, use the Web to find warranty companies that sell warranty
contracts to used car buyers and report what you find (cost, cover-
age, and restrictions).
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PART II

COMMUNICATIONS:
CUSTOMER RELATIONS

Chapter 6 Telephone Communications

Chapter 7 Personal Communications: From the Greeting to the
Presentation of the Invoice

Chapter 8 Working Out Service Details with Customers

Chapter 9 Closing a Sale
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CHAPTER 6

TELEPHONE
COMMUNICATIONS

OBJECTIVES

Upon reading this chapter, you should be able to:

• Demonstrate the fundamentals of proper telephone skills (Task A.1.1).

• Demonstrate how to obtain and document vehicle information and con-
firm its accuracy over the telephone (Task A.1.2).

• Demonstrate how to identify and document customer concerns and re-
quests via a telephone conversation (Task A.1.3).

• Outline the steps followed in a computerized invoice system to open a
repair order before the customer comes to the shop (Task A.1.5).

93
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Introduction

For many customers the first contact with a service facility is by
phone (see Figure 6-1). When service consultants receive a customer’s call,
they must be aware that the reason for the call is to have his or her auto-
mobile repaired or to have maintenance work performed on it. In both
cases, the customer is probably not in a pleasant mood and may be anx-
ious, tense, and even angry. This is because for most people a trip to the
service facility means they must spend money and, in their mind, will not
receive anything in return such as a new coat, an entertaining experience,
or a meal. As a result, the initial phone call from a customer can be the
most difficult part of a service consultant’s job. At the same time, it is one
of the most important. How the service consultant handles this phone
call is critical to the business. If the call is handled successfully, it will pro-
vide the work needed by the technicians and a sale needed for the busi-
ness to be profitable.

When a customer calls, a warm welcome is difficult to convey, espe-
cially if the customer has never met the service consultant or has not been
to the facility. Visual cues to show that a service consultant understands a
customer’s frustration and sympathizes with him or her are not possible
over the phone. Of course, the service consultant must also handle other
types of phone conversations effectively, such as informing customers of
maintenance services, telling them the results of a diagnosis, obtaining ap-
proval for a repair order, and informing them of the charges on an invoice.

FIGURE 6-1 A service consultant on the phone with a customer.

GAR_CH06_091-102  10/5/04  8:59 AM  Page 94



CHAPTER 6 TELEPHONE COMMUNICATIONS 95

Describing the different types of phone conversations with customers
is not possible. Therefore, the purpose of this chapter is to review some
basic telephone techniques. Specifically, the chapter focuses on the col-
lection of information required to meet the customer’s needs. This chap-
ter, however, does not review the practices recommended for a telephone
receptionist, although some of these would be applicable to a service con-
sultant’s job.

Basic Telephone Techniques

All service consultants should practice several basic telephone courte-
sies. First, the customer making the phone call should receive the service
consultant’s full attention. In other words, the service consultant should
not attempt to do two or three other tasks while listening to a customer on
the phone. Remember that with the sensitivity of the phone devices today,
customers can hear background noises such as another conversation or
comments by another person, the clicking of computer keys, the printing
of a document, and so on. If customers have to repeat themselves because
of lack of attention to their conversation, they will likely be offended.

The service consultant must attempt to put telephone customers at
ease. Using a warm and cheerful voice with a professional tone is often
well received by a caller. In addition, the service consultant should be up-
beat with a pace that is not too slow or too fast. Remember, the reason
customers typically call an automobile service facility is because they
have a problem. Furthermore, they are often worried about the amount of
money they must spend. In most cases, the repair of an automobile is not
an option, so service consultants must be serious and professional.

Often customers call when the shop opens in the morning. Service
consultants should not put a customer on hold unless they are talking to
another customer. The customer who is at the facility and talking to the
service consultant should be the primary focus, while the person on the
phone is secondary. To learn how to put callers on hold without offend-
ing them takes practice.

Service consultants should not use technical jargon commonly used
by technicians. They should use terms that a person without a technical
background can understand. For example, a technician may talk about us-
ing a four-gas analyzer to measure carbon monoxide tailpipe emissions
for the purpose of adjusting the carburetor. To explain this to a customer,
the person could be told that the engine’s fuel-to-air mixture is being ad-
justed with the use of exhaust measuring equipment.

When addressing customers, a service consultant should refer to them
as Dr., Mr., Mrs., or Ms. When customers wish to be addressed otherwise,
such as by their first name, they will request it. Of course, this would not
apply to a close friend; however, when addressing a friend while other
customers are present, the service consultant should be respectful.
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Phone Scripts and Responses
A successful phone welcome and proper conversation require prac-

tice. New service consultants at some facilities should follow a script
when answering the phone. At Renrag Auto Repair, the script and a list of
responses to common questions or problems were helpful to new service
consultants. The responses proved to be helpful when service consultants
became flustered and were grasping for a proper reply to either a question
or a problem.

An example of a script response when answering the phone is as 
follows:

“Thank you for calling (name of the business).”
“This is the service consultant (state your first and last name).”
“How may we help you?”

First, the service consultant states the name of the facility. This tells
customers that they dialed the correct phone number, assuming they are
calling the facility. Second, the first and last name of the service consultant
is given. When only the first name is given, the caller could become con-
fused if another person at the facility has the same first name. Finally, the
consultant says “we” instead of “I” when asking how the customer may be
helped. The use of “I” could cause a caller to think that the service consul-
tant works alone and not in a facility with more than one employee.

Some phone welcome scripts are longer and may contain a “special
offer” message. For example, instead of saying, “How may I help you?”
the service consultant may say, “Are you calling to schedule our oil
change and free inspection special?” A common practice at some busi-
nesses is the use of a recorded message to answer the phone before a per-
son picks up the receiver. The recorded message usually states the name of
the business, any specials being offered, and then connects to the person
or department being called. However, care should be taken because too
much information can overwhelm or irritate a customer with a problem.

When a service facility has an advertised special on a maintenance
service, such as an antifreeze flush or a tire sale, a copy of the advertise-
ment must be near the service consultant’s telephone. Important infor-
mation about the sale should be highlighted, such as the date the sale
ends, the cost, and any limitations or special considerations.

Obtaining Automobile Information to Start a Repair Order

Most initial calls require service consultants to make an appointment
for maintenance or a diagnosis. This is when the service consultant
should start to create a record of the customer in the database. As dis-
cussed in the previous chapters, the service consultant must first enter the
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customer’s name, address, and phone number. Next, most computerized
invoice systems require that the service consultant enter the automobile
information before an appointment can be scheduled. The initial infor-
mation required by many computerized systems includes at a minimum:

• The customer’s first and last name (have the customer spell his or her
name to ensure accuracy)

• The customer’s address and phone number(s)
• The automobile’s make, model, and year
• The services requested

Many computerized invoice systems prompt the service consultant
for any additional vehicle information required, such as the VIN and
mileage.

Because many customers do not have access to some of the informa-
tion needed (such as the VIN), many systems allow the service consultant
to bypass these entries until a later time. When a bypass is not permitted
by the computer program, a series of “1’s” may be entered until the infor-
mation is available. In rushed or fast moving conversations, a bypass may
be a good practice since it permits the service consultant to focus on the
reason for the customer’s call, such as an appointment for maintenance or
repair of the automobile. The service consultant can obtain any remain-
ing information after the customer arrives.

Confirmation of Customer Information
After the customer and automobile information are obtained on the

telephone, the service consultant should read it back to the customer. A
good practice is to again confirm the information after the customer ar-
rives at the facility. Just as important, however, is the confirmation of the
reason for the appointment.

One system we worked with requires a complete VIN and mileage be-
fore any further information can be entered. In this case, the service con-
sultant (not the customer) must go to the automobile to write down the
information. Once an accurate customer record in the database has been
created, customer requests can be entered. Naturally, once the database is
completed it can be quickly accessed each time the customer comes to the
service facility, needs to change a scheduled appointment, or wants to
schedule additional appointments (assuming the computerized system
has computerized scheduling).

Phone Shoppers
In some cases, a person will call for a repair estimate, repair rates, or

other price-related information. Caution, however, is required when re-
sponding to these requests. Service consultants must be aware that their
competitors may be doing some “comparison shopping.” The purpose of
these calls is to determine what a facility charges, such as maintenance
service rates, labor rates, and so on. The competitor can then set its rates
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and charges below those of your service facility in order to get its cus-
tomers. The safest practice is to never give cost or estimate information
over the phone. Only the cost of advertised and maintenance package
specials should be quoted on the phone.

Other callers attempt to get a “diagnosis of their problem” over the
phone, often as an attempt to fix their own automobile or to compare an
estimate received from another facility. Never, never try to diagnose a cus-
tomer’s automobile over the phone or provide an estimated cost for a repair
without seeing and diagnosing the automobile first. The problems that oc-
cur from such assistance, no matter how well it is intended, are too numer-
ous to mention and also can be harmful to the reputation of the facility and
the service consultant.

Identification of Customer Concerns

As mentioned previously, the service consultant must attempt to
identify the service desired by customers when they call. A telephone call
received for maintenance work may seem to be a rather simple request to
handle; however, service consultants must not assume that all customers
know all of the maintenance work that should be performed on their au-
tomobile. This is not to suggest that service consultants attempt to push
customers into having work done on their automobile. Rather they
should educate their customers that regular maintenance will ensure that
their automobiles are in top condition, it can maximize the automobile’s
useful life, and it will often help the automobile’s resale value.

For example, at Renrag Auto Repair, after a number of regular cus-
tomers were entered into the computer database, the service consultants
began to advise them of the maintenance checks and work that should be
conducted on their automobiles at periodic time and mileage intervals.
For instance, most automobile owners know that the oil should be
changed in their automobile but forget about the need to change the an-
tifreeze. Using the manufacturers’ recommendations for the automobile
was extremely helpful and kept on hand to show customers. In most
cases, the customers were not aware of the manufacturers’ recommenda-
tions and appreciated the information.

When customers followed the manufacturer’s recommended mainte-
nance program, the results of the checks and the work performed were en-
tered into the computer database for the automobile. When the customer
called for maintenance work, the record for the automobile was retrieved
and the service consultant reviewed it with the customer and discussed
any future recommended maintenance work to be performed. Naturally,
the recommendations would again be reviewed after arrival.
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With respect to repairs, a service consultant will receive a phone call
from a person who is having a problem and needs to have his or her au-
tomobile diagnosed and repaired. This requires the service consultant to
obtain information without committing the facility to any contractual
promises. In this case, the service consultant must ask questions to deter-
mine the seriousness of the problem. Most importantly, the service con-
sultant may have to cautiously advise the customer about driving the
automobile to the facility. The service consultant must also be truthful
about whether the automobile will be at the facility for an extended pe-
riod of time and how long the customer may have to wait for the diagno-
sis and repair. In some cases, the repair may not take long, but obtaining
the parts may take considerable time.

Obtaining detailed information about a problem over the phone from
someone who is not knowledgeable about automobiles is difficult. The
worst scenario in such a conversation is to permit it to progress to such a
state that the customer becomes frustrated from trying to describe the
symptoms. This is why some scripted responses can be helpful. For exam-
ple, several scripted questions for customers with problems could be “Can
you tell me when the problem occurs, such as in the morning, after the
car is first started, or after it is moving?” “Can you describe the sound,
such as a grinding or bumping sound?” In some cases, a service consul-
tant can put the customer on hold to talk to a knowledgeable technician.

For example, in one case a customer was hearing a strange noise com-
ing from the front of a particular make and model of automobile. The cus-
tomer did not think it was a problem but was concerned about the noise.
When a technician was asked about the noise, he explained that the auto-
mobile should be brought into the facility immediately for a diagnosis. The
technician’s reason was that he had recently made an expensive repair on
the same make and model that was making the same noise but whose
owner did not bring the automobile to the facility until it broke. The tech-
nician was correct and the customer was spared an expensive repair.

Telephone Approval to Open a Repair Order

A telephone approval for a repair is always a concern. Will the cus-
tomer remember the amount of the repair? Is the person on the phone re-
ally the owner of the automobile? If a person other than the owner
approved the repair, will the owner honor the approval? If not, what is
the position taken by the state law about contracts?

First, all customers must be given an estimate for the cost of a repair.
In some cases a diagnosis may be needed and a fee for it may be charged.
The customer must also always approve the diagnosis fee either in person
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or over the phone. For example, if an automobile is dropped off by a cus-
tomer the night before and has a problem more serious than first as-
sumed, a diagnosis may be required.

Some diagnostic work takes considerable time and even materials to
perform. In some cases, parts may need to be removed and the repair may
be limited to putting on a new part. As a result, some service facilities may
not charge for the diagnosis (removing the part) because it is included in
the charge to make the repair. When a customer does not approve because
he can put the part on himself, the person is only charged the diagnosis fee.

When a diagnosis fee or repair order cannot be signed by the cus-
tomer and the approval has to be taken over the phone, the service con-
sultant should make clear and detailed notes on the repair order as
follows:

• date
• time
• name of person authorizing the repair
• work approved
• total amount of the repair the owner agreed to pay
• signature of the service consultant

When receiving approval for the work to be conducted (whether by
phone or with the customer present), the service consultant should read
all of the items (parts, labor, supplies, taxes, and total amount) on the re-
pair order for which a charge is to be made. As each is read to the cus-
tomer, the service consultant should make a checkmark. When the item
is approved, the consultant should indicate it by placing an “OK” after
the amount to be charged for the item. If an item is not approved, a line
should be drawn through the item and the amount to be charged.

Summary

Working with the telephone is often an uncomfortable task for new
service consultants. While experience is the only answer to becoming
more skillful in the use of the phones, service consultants must be me-
thodical. They must also be accurate when taking information on new
customers and their automobiles, confirming the information taken
from a customer, identifying and documenting customer requests for
maintenance or repair work, scheduling appointments, and opening a
repair order.

One of the most irritating phone conversations for a service consul-
tant to experience occurs when a customer must be advised that an esti-
mate cannot be provided without a technician’s diagnosis. This
sometimes occurs because of articles written by consumer advocates that
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automobile owners should call several automobile service facilities for an
estimate of a repair and then to select the cheapest one. Because not all
automobile repairs are the same even if they are for the same year and
model, the best recommendation is for the service consultant to attempt
to explain the reasons for a diagnosis as well as any state and federal con-
sumer protection laws.

As discussed earlier, an estimate may be prepared after a diagnosis. An
approval for a repair order must then be obtained. Although the service
consultant might feel comfortable taking an approval for a repair over the
telephone, the service consultant should request customers to come to
the facility to discuss the repair and to sign the repair order. When a repair
will cost a considerable amount of work and money (such as the replace-
ment of an engine), the service consultant should review the work and
parts needed in person and request a deposit (such as 50 to 60% of the re-
pair charge). The service consultant might bring this up to the customer
by stating that, “To get the job started, the facility requires a deposit of
$_________. I will need your signed approval on the repair order along
with the payment.”

Finally, with the increased use of e-mail and fax, automobile service
facilities should use these methods of communication to get approval for
repair orders. With respect to e-mail transmissions, the computer software
should permit an estimate to be attached to an e-mail message. The cus-
tomer may then receive the attached estimate, review and approve the es-
timate or select items on the estimate, and send the estimate back as an
attachment to an e-mail message stating the wishes of the owner. The 
e-mail would be printed and placed in the customer’s file. The e-mail ad-
dress would serve as the approval when used with a signature statement.

Review Questions

Multiple Choice
1. A customer enters the service area while the service consultant is on

the telephone with another customer. Which of these should the ser-
vice consultant do?
A. Finish the conversation with the telephone customer first.
B. Place the telephone customer on hold to take care of the walk-in

customer.
C. Acknowledge the walk-in customer with a wave and finish with the

telephone customer.
D. Ask the telephone customer if he or she will call back.
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2. A customer recites a list of symptoms to the service consultant. What
should the service consultant do next?
A. Try to write down everything the customer says exactly the way the

customer says it.
B. Try to give an estimate of the repair cost over the phone.
C. Try to offer suggestions about what the problem might be (over-

the-phone diagnosis).
D. Ask “open-ended” questions to try to narrow down the customer’s

problems and establish a priority of what he or she needs so the ser-
vice facility can be of greater assistance.

3. When a service consultant is recording customer information into the
database, what is one of the first things to be entered?
A. The complete VIN
B. The customer’s name
C. The “prime” item (reason why the customer is coming to the ser-

vice facility)
D. The vehicle’s license number

4. What are some concerns about an approval for a repair taken over the
telephone?
A. Will the customer remember the amount of the repair so that when

it comes time to pay he or she remembers the cost?
B. Is the person on the phone really the owner of the automobile?
C. If a person other than the owner approved the repair, will the

owner honor the approval?
D. There are no concerns with over-the-phone approvals.

5. If a repair order cannot be signed by the customer and the approval
has to be taken over the phone, which of the following does not need
to appear as detailed notes on the repair order?
A. Date and time
B. Name of the person authorizing the repair
C. Work the person approved and the amount
D. How the customer plans to pay the bill

Short Answer Questions
1. List the fundamentals of proper telephone skills.
2. How can a service consultant obtain and document vehicle informa-

tion and confirm its accuracy over the telephone?
3. How can a service consultant identify and document customer con-

cerns and requests via a telephone conversation?
4. What steps must a service consultant follow to start (and open) a

computerized repair order before the customer comes to the shop?
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CHAPTER 7

PERSONAL
COMMUNICATIONS:

FROM THE GREETING TO
THE PRESENTATION OF

THE INVOICE

OBJECTIVES

Upon reading this chapter, you should be able to:

• Demonstrate appropriate greeting skills (Task A.1.6).

• Describe how to obtain and document customer contact information
(Task A.1.4).

• Demonstrate how to obtain and document pertinent automobile
information and confirm its accuracy (Task A.1.2).

• Identify and document customer concerns and requests (Task A.1.3).
•• Address the customer’s concerns (Task C.3).

• Explain why repair authorization is important (Task A.1.12).

• Demonstrate how to open a repair order and confirm accuracy for both
computerized and paper repair orders (Task A.1.5).
•• Use available shop management systems, computerized and manual

(Task D.2).
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Introduction

One of the important qualifications for a service consultant is a gen-
uine desire to help people. The demonstration of this desire begins with a
warm welcome to the customers at a service facility. However, to be effec-
tive, the warm welcome must be appropriate.

For example, it was Jerry’s first day on the job as a service consultant.
Jerry was excited and wanted to show the customers his interest in help-
ing them. Unfortunately, he was too enthusiastic when the first customer
of the day came to the facility. When the customer drove up, Jerry rushed
out to greet her. In his excitement, Jerry walked over to the car as the lady
was getting out and in a loud voice blurted, “I am the service consultant.
What is wrong with your car?” The customer, who was startled and ap-
peared to want to climb back into her car, looked at Jerry and asked,
“Where is West Third Street?” Jerry was disappointed but cheerfully di-
rected her toward the right part of town. In this situation, the service con-
sultant was too enthusiastic and he caused a potential customer to feel
uncomfortable.

Good intentions, therefore, are not enough for a service consultant to
do a good job. How customers are greeted, what is said, how it is said, and
how the service consultant acts are important to setting up an effective
working relationship with them.

In contrast, Tom was a service consultant and was not interested in
the idea of helping people. As a result, when customers entered the ser-
vice facility through the customer’s entrance, they had to wait and some-
times even search for Tom. Just the sight of a customer caused Tom to get
on the phone, start to file papers, or just leave the service desk to go to the
bathroom or shop area. Tom was not concerned that the service facility
technicians counted on him to get the work they needed to earn a living.

When customers happened to find Tom, he never greeted them or
even said, “Hello.” Rather, in a a gruff voice he would ask them, “Why is
your car here? What’s wrong with it?” The customer would describe his or
her concern to Tom, who looked at the customer with a blank face. At any
opportunity Tom might leave a customer in the middle of a sentence if he
could find an excuse.

The descriptions of the two service consultants point out extremes in
performances. Jerry was too eager and disorganized so he missed oppor-
tunities to develop an effective working relationship with the customers.
Tom really did not want to greet or even help customers so he could not
transition from a greeting to a working relationship with them. Jerry
could be taught how to effectively greet customers and to work with
them. Tom, unfortunately, does not have the important qualification for
a service consultant, which is a genuine desire to help people.

The purpose of this chapter is to discuss the skill and practical knowl-
edge needed to move from a friendly greeting of customers to establishing
a professional working relationship. This positive relationship should per-
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mit service consultants to have an acceptable business conversation with
customers. For example, it should set the stage for the service consultant
to obtain personal customer information for the computer database, ask
about the problems with their automobile, explain the need to conduct a
thorough diagnosis for an accurate estimate, get an approval for a repair,
collect the payment of an invoice, and have the opportunity to provide
them with additional services.

Greeting New Customers

Greeting a new customer begins with a disciplined, yet warm, wel-
come as soon as a customer enters the service facility. Although service
consultants typically greet customers, all employees should be taught
how to welcome and interact with customers. The warm welcome to be
used by service consultants is fairly simple but requires practice to perfect.

A warm welcome should begin with a smile and an extension of the
arm to shake the customer’s hand. The handshake should be a firm grip
that is not too tight or too loose (see Figure 7-1). The arm should then be
moved shallowly up and down two or three times before releasing the
grip on the customer’s hand to signify it is over.

New service consultants should practice shaking hands with another
person by extending the arm and at the same time saying,

“Welcome to (the name of the automotive repair business).” “I am the
service consultant and my name is _______.”

FIGURE 7-1 The handshake is important to welcome a business transaction.        
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“Your name is ________?”
After the customer states his or her name, then the service consultant

must remember it. Next, the service consultant should repeat the name
and say:

“Mr./Mrs./Miss/Ms. (customer’s name), how may we help you?”
When welcoming someone to the facility, the service consultant

should maintain good (but not piercing) eye contact. The customer’s re-
sponse will indicate how the service consultant may be of assistance. In
most cases, the customer will either request maintenance work or discuss
the need for a repair to his or her automobile. This, in turn, will lead the
service consultant to create a record for the customer in the computer
database.

Greeting Repeat Customers
When a repeat customer enters a facility, the service consultant

should offer the same warm welcome to him or her. This includes a hand-
shake and greeting such as

“Welcome back to (name of the automobile facility).”
“I am (name) the service consultant.”
When a facility has a large number of regular customers, the service

consultant is not likely to remember all of their names. The greeting may
then require an apology for not knowing a person’s name. For example,
the service consultant should say: “I am sorry but I do not remember your
last name.”

Documentation and Confirmation
of Customer Contact Information

As discussed in Chapter 6, when a customer is new to the facility, the
service consultant must obtain his or her name, address, and phone num-
ber(s) to enter into the computer database. If the customer gave this in-
formation over the phone, the service consultant should confirm that it is
accurate after the customer arrives at the facility. When a repeat customer
comes to the facility, the service consultant should ensure that the infor-
mation in the database has not changed since the customer’s last visit.

Documentation and Confirmation
of Automobile Information

After the service consultant enters or confirms the customer contact
information in the database, information on the customer’s automobile is
either obtained or confirmed. Most computerized management informa-
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tion systems require at least the make, model, year, vehicle identifica-
tion number (VIN), and mileage. In some cases, the computer program
will permit additional information, such as the month the state inspec-
tion is due and the engine size, among other technical data.

To obtain this information for the database, the service consultant
must walk to the automobile and get the information needed. For exam-
ple, the VIN must come from either the VIN plate under the windshield,
the tag on the driver’s door, or the state’s vehicle registration card. One of
the most important pieces of information collected by the service consul-
tant is the automobile’s mileage for the database. This information must
be accurate and must appear on the repair order as well as on the invoice
so the guidelines of the state consumer protection laws, as well as war-
ranty contract requirements, are met.

Even though the customer’s automobile is entered into the database,
the service consultant must review the information to ensure it is correct.
For example, when a customer trades in an older automobile or purchases
a new automobile, the old one must be deleted and the new one entered.

Documentation of Customer Concerns and Requests

After the database has been created and the accuracy of the informa-
tion confirmed, the service consultant must focus on the reason for the
customer’s visit. When a visit follows a telephone conversation, the ser-
vice consultant must review the information collected when the cus-
tomer scheduled the appointment. When a customer comes to the facility
and has not telephoned first, the service consultant must obtain and
record the service request at that time.

Whether the service request is taken over the phone or in person, the
first step is to classify the customer’s request into one of three categories:
maintenance, repair, or diagnosis. It is common for a customer to need
two of these services, such as a diagnosis and repair or a repair and main-
tenance. The major benefit of the classification of the work to be per-
formed is that it allows the communication between the service
consultant and the customer to be more precise, and in some cases helps
to schedule the work for the technicians on duty.

Maintenance Requests
Many computerized management systems permit the service facility

to store different pre-priced maintenance jobs. For example, an oil change
with filter may be stored in the computer for pre-priced maintenance sales
at $23.95 Assume that Mr. Hudson comes into the facility and requests an
oil change. The service consultant should ask if wishes to have the $23.95
special that includes the oil and filter. If Mr. Hudson agrees to purchase
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the special, the service consultant prints out a repair order for the pre-
priced oil change. Mr. Hudson then signs the repair order to indicate his
approval of the contract. After the oil and filter have been changed, Mr.
Hudson pays the invoice for $23.95 plus the sales tax.

Therefore, pre-priced maintenance jobs stored in the computer save
considerable time. The consultant, however, must be careful and must de-
scribe the contents of all pre-priced sales. For example, Mr. Hudson might
tell the service consultant that he wishes to purchase the pre-priced spe-
cial but then indicates that he prefers a specific brand of oil. Because the
pre-priced special is probably based on the purchase of a large quantity of
oil to reduce its cost, Mr. Hudson’s request may not be possible. Mr. Hud-
son must be told about the brand, weight, and quality of the oil used in
the special so that he understands and feels comfortable about using it in
his automobile. The point is that the information on all products and
their guarantees, especially those sold in pre-priced specials, must be
available to the service consultant. It is also appropriate to explain to the
customer that the product, in this case the oil, was purchased at a reduced
price and the savings are passed on to the customers.

Repair Concerns
Some repairs, such as brake lining replacement, may not require diag-

nosis. They are also stored in the computer as pre-priced jobs. These re-
pairs may not be presented as “specials,” but they should be described as
“package offers,” meaning that the brand or quality of brakes to be in-
stalled on the car is predetermined.

As in the above maintenance special, service consultants save a lot of
time entering the job into the computer because they do not have to look
up the cost of the parts, calculate the markup, and then calculate the to-
tal cost for an estimate. Service consultants, however, must have the in-
formation on the parts to be sold, such as the brand and product
warranties. As in the sale of the oil in a previous example, the service con-
sultant should explain to customers that the brakes are purchased at a re-
duced cost by the facility so that savings can be passed on to them.

Diagnosis and Repair
Regardless of the repair to be made, even the pre-priced package re-

pairs, a technician should examine the automobile before an estimate is
prepared for the customer. The reason is the automobile may need unique
parts or the problem to repair may be more complex than first thought.
To assist the technician in the examination of the automobile, the service
consultant must be careful to confirm the symptoms with the customer
and verify that the problem is accurately stated on the repair order.

If there is a charge for the diagnosis, service consultants must disclose
it to the customers so they can approve it on a repair order. As explained
in Chapter 6, a diagnosis charge may be necessary because a customer
may decide to have the work done elsewhere or at a later date. This charge
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protects the service facility from taking a loss on the time spent making
the diagnosis.

In addition, diagnostic charges may be necessary because an estimate
cannot be prepared without testing and/or extensively disassembling the
automobile. For example, a diagnosis may include the time needed to
look up the repair or diagnostic information, the test of the automobile’s
systems, and the need to take apart (or remove) potentially defective com-
ponents to test them. As a result, some diagnostic charges may be added
to the repair charges while others may be included in the repair cost.
These options depend on the repair, the nature of the work, and the pol-
icy of the service facility.

When a problem must be diagnosed before a repair can be made,
there are some questions that the service consultant must ask over the
telephone. Some suggested questions can be found in Chapter 6. When
the customer is at the facility, additional questions (presented below)
should be asked. Again, these questions should be written on a piece of
paper and kept at the service consultant’s workstation for quick reference
and to ensure that the questions are properly stated.

The more information that is obtained about a problem, the less time
the technician needs to spend on a diagnosis. As a result, the service con-
sultant must tell a customer:

“To help our technician diagnose your problem in as short a period of
time as possible and at the lowest cost to you, I would like to ask you for
some additional information about your problem with the automobile.”

The first question to ask is:

“Is the automobile currently having this problem?”
If the answer is yes, it will help the technician to know that the prob-

lem can be duplicated. The next question should be:
“How long has your automobile been experiencing this problem?”
Knowing whether or not the problem has just started or has been oc-

curring for a long period of time helps the technician with several tasks,
such as looking for worn or broken parts.

If the answer to the first question is no, then the service consultant
must ask the next series of questions:

“How long ago did this problem first occur?”
“How long ago did the problem last occur?”
“Does the problem occur frequently, such as every time you drive your

automobile, or infrequently?”
If the problem is infrequent, then the consultant should ask:
“How long would you estimate is the length of time between these oc-

currences?”
“When was the last time the problem occurred?”
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Additional questions the service consultant might ask then are:

“Does the problem occur when the engine is hot or cold?”
“What was the weather like the day of the occurrence?”
“Does the engine turn over and not start?”
“How much fuel was in the gas tank when the problem occurred?”
“How do you get your vehicle (started or fixed or stopped) when the

problem occurs?”

Naturally, the customer’s answers to these questions dictate the next
questions to ask. After the questions have been asked, the service consul-
tant should restate the problem and summarize the customer’s responses.

For example, Dr. Marks said his Aerostar stalled every morning when
it was cold. After further questioning, the service consultant found that
Dr. and Mrs. Marks could only keep it running if they pushed down on
the accelerator pedal. The service consultant then should rephrase the in-
formation and state, “So that I have this correct, Dr. Marks, when your en-
gine is cold, it stalls and will not continue to run unless you push down
on the gas pedal? Is that correct?” After Dr. Marks agrees the statement is
accurate, the service consultant should record the customer’s answer into
the computer.

Sometimes, after a comprehensive diagnosis, a problem may require
more diagnostic time than originally agreed in the repair order. For this
reason customers must be advised that the cost of a diagnosis is based on
an estimated time and that this estimate is a “minimum charge.” If more
time is required, the customer must be called and told what the techni-
cian found, what needs to be checked further, and the possible repairs
that may be required to fix the problem. The service consultant must then
inform the customer that additional diagnostic time is needed and what
the charge is.

Verbal Authorization
When verbal authorization for additional diagnostic time or repair is

required and the authorization is given over the phone, most state laws
have specific guidelines for the service consultant to follow. Because ser-
vice facilities must comply with their state and local laws, they should re-
fer to these laws and prepare a statement to be printed on their repair
orders. For example, when taking a verbal authorization over the phone,
many states require service consultants to write the date, time, person’s
name who gave the authorization, and what was said on the repair order.

Writing an Estimate

The service consultant should prepare an estimate for all maintenance,
repair, and diagnostic work and review the charges with the customer 
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before a repair order is prepared. Before the service consultant presents the
customer with the estimate for a repair, a slight margin should be added to
the price of parts and labor. This will ensure that costs will cover the
charges and, hopefully, allow the invoice to be less than the estimate.

For example, a $150 estimate may be multiplied by 1.10 to 1.15 (such
as 1.10 � $150.00 and 1.15 � $150.00) to get a revised estimated amount
($165.00 to $172.50) for the customer. The additional amount ($15.00 to
$22.50) will hopefully cover any unexpected expense (such as an increase
in the cost of a part for a particular model of automobile), miscalculations
(such as a slight mistake in the labor hours for the job), and complications
encountered during the repair process (such as the time to remove rusted
bolts or broken parts) and even the states sales tax if applicable. Of course,
if problems do not occur, the invoice would be reduced from the $165 to
$172.50 estimate to $150 plus the states sales tax (if the sales tax is 6%, the
total bill would be $150 � 1.06 = $159). When the bill is less than ex-
pected, the customer would then be pleased!

The service consultant should remember that the information on a re-
pair order will be read by the technician and, in some cases, a warranty
auditor (if the repair is to be paid by a warranty claim). Therefore, when a
customer’s claim has not been confirmed by a diagnosis, vehicle manu-
facturers suggest that customer claims be written before a description of the
customer’s problem. For example, “The customer claims the engine will
crank but won’t start until the car sits overnight.”

An estimate for diagnostic charges is difficult because customers want
to know how much it will cost to fix, and not diagnose, a problem. In
some cases, a repair labor guide may have a diagnostic charge for certain
systems; for example, to check the starting system is reported in some la-
bor guides as a one-half hour job. This means the fee charged to the cus-
tomer will be equal to half of the hourly labor rate (if the hourly rate was
$80 per hour, the fee to check the starting system would be $40 or half of
the hourly rate). Diagnostic charges for other concerns, such as drivabil-
ity problems, emission failures, or electrical problems, do not have a set
fee because the verification and diagnosis of the problem can take any-
where from a few minutes to several hours. Therefore, to ensure that the
technician has enough time to diagnose most concerns, a minimum fee
of one and a half (1.5) hours of labor may be a standard charge. In this
case the charge would be $120 ($80 per hour � 1.5 hours = $120).

Presenting the Estimate

When presenting an estimate for approval, the service consultant
must disclose all costs, including the diagnostic fee, to the customer. To
ensure that the customer understands the charges, a script followed by
the service manager might begin as follows: “(Customer’s name), in order
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to repair your automobile, we must begin with a diagnosis to identify the
exact problem. Our minimum diagnostic fee is $_____. After the techni-
cian performs the necessary tests and analyzes the results, I will call you
with the findings of our diagnosis as well as an estimate for the repair. Is
that agreeable with you?” In some cases, the customer will want to know
what tests will be performed. As a result, the service consultant must ei-
ther know the diagnostic procedures or a technician should be present to
explain them.

When a customer wants routine maintenance performed, such as an
oil change, many state consumer protection laws require repair orders to
present the cost of both labor and parts on the repair order for the cus-
tomer’s approval signature.

When the parts and labor for a repair cannot be determined, an esti-
mate cannot be prepared nor can any information be placed on the repair
order for labor/parts cost. If this is the case, service consultants should fol-
low the directives of their state law. In most of these laws customers are re-
quired to sign a repair order waiver, meaning the customer agrees to have
a repair done without an estimate of the charges. In some states, the law
sets the exact wording to be used in the waiver but generally allows one
or more of the following options:

• The customer can choose to allow repairs to proceed up to a certain
dollar amount (the dollar amount is filled in prior to signing the
waiver).

• Diagnosis and/or disassembly are to be performed for a certain dollar
amount (or up to a certain dollar amount), but repairs cannot proceed
until the customer is notified of the repair cost. Under some state laws,
if the customer does not want the repair performed, reassembly of the
automobile to the condition it was in prior to disassembly is required
(in some cases without additional charge to the customer).

• The customer agrees to pay all diagnostic and repair charges without
any preset amount.

Repair Authorization

Repair orders are viewed as binding contracts between a customer and
a service facility (see Figure 7-2). Therefore, a customer must sign a repair
order with an estimated amount for the service or a waiver if exact charges
cannot be determined.

Since a repair order is a contract, it signifies that a service facility has
offered to make a repair for a stated amount of money. The customer’s sig-
nature signifies that the service facility has been given the legal autho-
rization to make a repair using the stated parts and labor and that the
customer will pay the amount shown on the repair order.
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If a customer refuses or cannot pay for a repair, many states allow the
service facility to hold the vehicle until payment is received. The action
taken by a service facility is referred to as a mechanic’s lien. The execu-
tion of such a lien assumes that the service facility performed the work
and corrected the problem, that the repair order was signed by the cus-
tomer, and that all applicable consumer protection laws were followed.

In addition, the offer and acceptance of a signed repair order means
that the guidelines of the state’s consumer protection laws will be hon-
ored. For example, the services performed by the service facility must
meet professional standards of workmanship. If standards are not met
and/or the customer is dissatisfied, then consumer protection laws permit
a customer to recover the money paid for a repair.

Presenting Computerized and Manual Repair Orders
Even though most shops use a computerized management informa-

tion system, some service facilities use handwritten “paper” estimates and
repair orders. Paper estimates are usually written on “estimate-only”
forms with the company name at the top. These forms typically have sec-
tions for the service consultant to fill in the necessary information. 

When the service consultant is ready to create a repair order, a nu-
merically sequenced form with three or four “carbon copies” is used. The
repair order form often follows the same format as the one used for the es-
timate. When the service consultant fills in the information on the top
form, it is copied to the carbon forms underneath it.

When the service consultant prepares a paper repair order, the cus-
tomer’s name, address, phone number, the repair request(s), parts, labor
charges, and tax are written in the spaces provided. Once completed, the
repair order is signed by the customer.
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FIGURE 7-2 A repair order.
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The bottom copy of a set of repair order forms (called the technician’s
hardcopy) is removed and given to the technician. The technician’s copy
is a thicker “cardboard” copy of the repair order. A time clock punches the
time on the technician’s form when the job is started and completed.
When finished the technician should write all technical comments, such
as any observations of related concerns, on the back of the hardcopy next
to the time clock punches.

The technician’s hardcopy is given to the service consultant, who
should copy the technician’s comments onto the top copy of the repair
order. These comments also show on all of the carbon copies underneath
the top copy. The top copy, which should show all of the charges for parts
and labor, sales taxes, and the total amount owed, becomes the invoice to
be paid by the customer.

When the customer pays the invoice, the service consultant or cashier
writes “paid” on the top copy, date of payment, method of payment,
check number if payment was made by check, and then signs his or her
name to signify the transaction was completed. The top copy is then
given to the customer, the second copy is used for accounting purposes,
the third copy should be used to check off the parts on vendor invoices,
and the technician’s copy is placed in the customer’s file. If a fourth copy
is made, it is filed in a numerically sequenced repair order file.

The same basic process for creating estimates, repair orders, invoices,
and related copies is followed in a computerized management informa-
tion system. Of course, the process of copying the information from one
document to the other and filing the information is far less labor inten-
sive because the computerized database stores the information for access
of different types of information in different formats.

Summary

One of the growing practices at many top service facilities is for ser-
vice consultants to contact their customers after a repair to check to make
sure their automobile is performing well and if the service they received
was satisfactory. These follow-up calls must be made in a timely manner
to maintain a positive relationship with customers.

Finally, new information technology allows service facilities numer-
ous opportunities to save time and offer advantages to their customers,
such as several pre-priced maintenance specials stored in the computer
database. For example, one suggested use of new information technology
is for a service facility to loan a customer a pager or obtain the customer’s
cell phone number while his or her car is being serviced. When the pager
or cell phone rings, the customer calls the service facility as soon as possi-
ble. This enables the service consultant to talk to customers about a diag-
nosis, discuss a problem encountered in a repair or maintenance service,
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or to tell them their automobile can be picked up. This works well for ser-
vice facilities near a shopping mall complex where customers can go
shopping or eat at a restaurant while their automobile is being serviced.

Another practice of more progressive service facilities is to record the
e-mail addresses of their customers in their database. This enables them to
keep in touch via e-mail messages. Web pages also offer service facilities
another excellent means to communicate with the public. In both cases,
an automobile service facility can inform people about new maintenance
specials, changes in technology, and manufacturer recalls, and remind
them to have their automobile inspected or the antifreeze checked.

Still another use of new technology is for service facilities to use a
compact disk (CD) or a video that presents illustrations of the different
automobile systems and shows technicians making a repair or conducting
maintenance work. These programs and videos, which are often used in
vocational education programs, can inform a customer about a repair
problem. This, in turn, can assist the service consultant to communicate
clearly with a customer. For example, a section of a video on the brake sys-
tem can be useful when explaining to a customer what a master cylinder
does. Such a demonstration would assist the service consultant in meet-
ing the expectations of ASE Task A.1.16, in which the customer is to have
an understanding of the work to be performed on his or her automobile.

Review Questions

Multiple Choice
1. A customer has just given approval for repair of his or her vehicle. Ser-

vice consultant A says that the technician should be provided with
the approved work order. Service consultant B says documentation of
the customer’s approval should be on the work order. Who is right?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

2. A service consultant has just completed compiling and writing up a
customer’s concerns. Which of these should she do next?
A. Dispatch the work order to the technician.
B. Arrange for a ride home for the customer.
C. Offer an estimate for the repairs needed.
D. Confirm the accuracy of the information with the customer.
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3. Service consultant A says that when greeting customers service con-
sultants should offer their name and a handshake. Service consultant
B says that when greeting customers service consultants should make
eye contact and smile when welcoming them. Who is right?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

4. A customer calls with a shopping list of problems with his vehicle.
How does the service consultant put this information in a format that
will help the technician find the customer’s problem?
A. Write down everything the customer says in the order he or she

says it.
B. Ask open-ended questions regarding each item to determine the

problem.
C. Ask the customer to boil the problem down to a specific system on

the car.
D. Verify that each item on the repair order is a symptom or a main-

tenance request.
5. Service consultant A says that a computerized management system is

needed for the service facility to save time. Service consultant B says
the use of pre-priced maintenance jobs is needed to save time. Who is
correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

6. A potential customer calls very concerned about an estimate received
from another shop. Which of these should the service consultant do?
A. Suggest that the other shop is probably too high and to make an

appointment.
B. Look the job up and offer an estimate.
C. Offer a discount if the customer brings the vehicle into your shop.
D. Show empathy for the customer and offer an appointment for a

second opinion.

Short Answer Questions
1. What is meant by appropriate greeting skills?
2. How should a service consultant obtain and document customer con-

tact information?
3. How can pertinent automobile information be obtained and how can

its accuracy be confirmed?
4. How should customer concerns and requests be documented?
5. How should customer concerns be addressed?
6. Why is repair authorization important?
7. How should a repair order be opened and its accuracy confirmed?
8. What is the difference between computerized and manual shop man-

agement systems?
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CHAPTER 8

WORKING OUT SERVICE
DETAILS WITH
CUSTOMERS

OBJECTIVES

Upon reading this chapter, you should be able to:

• Explain why and how alternative transportation is provided (Task A.1.7).

• Communicate completion performances to the customer (Task A.1.11).
•• Identify labor operations (Task D.3).
•• Provide and explain estimates (Task C.1).

• Identify and recommend service and maintenance needs (Task A.1.10).
•• Describe the elements of a maintenance procedure.
•• Identify related maintenance procedure items.
•• Locate and interpret maintenance schedule information.
•• Communicate the value of performing related and additional services

(Task C.4).

117
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Introduction

When working with customers, service consultants must take care of
numerous details from the time of the greeting to the presentation of the
invoice. They must also be ready to take care of unexpected problems and
complications when automobiles are serviced. Further, service consul-
tants must be ready to answer questions and offer advice about repairs
and maintenance using a preventive maintenance schedule.

The purpose of this chapter is to discuss the details on how service
consultants must be ready to take care of customers when their automo-
bile is serviced. To explain these responsibilities, the chapter is divided
into three sections. The first concerns the need to serve as a host to cus-
tomers while their automobile is at the service facility. The second regards
the cost and time required to make repairs and respond to customers
whose estimates are not accurate. Finally, the third examines regular and
preventive maintenance.

Serving as a Host to Customers

The service consultant is the “host” when customers are waiting at
the service facility. Customers are inconvenienced when their automobile
is being serviced. Therefore, after a service transaction, the customers’
comfort and, possibly, the need for alternative transportation must be 
addressed.

To determine the customers’ transportation needs, service consultants
must ask whether the customers plan to wait at the automotive service fa-
cility, have a ride to their next destination, or prefer to have alternative
transportation. Alternative transportation means that the service facility
has a courtesy shuttle to take customers to their next destination, or that
loaner cars or rental cars are available. Loaner cars are typically given to
customers for a short period of time and are free of charge while their au-
tomobile is being serviced. Rental cars, in contrast, cost the customer
money, but in some cases, a warranty company absorbs the cost.

If customers plan to stay at the service facility while service is per-
formed, service consultants should make sure they are comfortable.
Specifically, service consultants should make sure their customers have
newspapers and magazines to read, know how to operate the television,
and have fresh coffee to drink. In addition, service facilities should have
books, toys, and activities to occupy the customers’ children. Helping cus-
tomers pass the time comfortably while waiting for their automobile is
important but service consultants must not let this interfere with the per-
formance of their job. For example, at a service facility in New Jersey cus-
tomers can use a set of its golf clubs to play virtual golf at no charge while
waiting for their automobile.
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Effects on Cost and Time of Repair Completion

Customers generally have two major concerns when they enter a ser-
vice facility to have their automobile repaired. The first is the cost and the
second is when their automobile will be ready. Accurate estimates are im-
portant because customers do not like to be “surprised” when an invoice
shows costs that are more than expected.

As noted in the last chapter, the cost estimate should be slightly
higher than anticipated. The estimate, which includes labor, parts, and
taxes, may be compromised because of errors in calculation, unantici-
pated problems when making the repair, and the cost of parts.

Service consultants must try to inform customers when their auto-
mobile will be finished. In most cases, the service consultants can esti-
mate the amount of time a repair will take by looking it up in a labor time
book (see Figure 8-1) or a computer database. To locate this information,
they must be sure to have the correct year, make, and model of the
automobile as well as other characteristics, such as engine size and trans-
mission type. Unfortunately, the availability of parts and repair complica-
tions (a part is rusted and cannot be removed quickly) can extend the
time it takes to make a repair. When this occurs, the customers must be
notified immediately because they do not like to be “surprised” when told
that their automobile is not ready when promised.

FIGURE 8-1 A labor time book.
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Influence of Parts Orders on Cost
An estimate presents the prices for parts and labor to a customer. The

estimate assumes that the information received on the cost of the parts to
a facility is accurate.

To arrive at a price to charge a customer, the service consultant begins
with the cost the service facility must pay for the part. The part is then
resold to the customer at a price that is marked up by a prespecified
amount or percentage over the cost. Markups are needed to cover the ex-
penses that a facility incurs to obtain or pick up parts. This also may in-
clude the need to prepay for parts and store them in the inventory, the
time the parts specialist takes to look up the parts and order them from a
supplier, and the time managers or owners spend to make arrangements
with parts suppliers. In addition, the markups must cover the work asso-
ciated with core returns or the proper disposal of old parts in accordance
with local, state, and federal laws.

The part number and price to be charged to the customer are shown
on the estimate as well as on the repair order once the customer autho-
rizes the work (see Figure 8-2). Therefore, the amount of the markup must
be carefully calculated. To relieve the service consultants from calculating
parts markups, many computer programs calculate them when a part or
the cost of a part is entered. The price charged to the customer is then
added to the estimate.

Information about the amount a service facility pays for a part is ob-
tained from the parts supplier, the computer database for items in inven-
tory, a parts price book, or a computer link when the service facility is
linked to a parts supplier. Of course, the critical task is for service consul-
tants to be sure that the information needed to order parts is correct. This
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FIGURE 8-2 A parts manager checking parts against a repair order.
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may seem to be an easy task but a part for the same year and make of au-
tomobile may be different for the various models, engine size, and so on.
If an incorrect part is identified, a difference in the cost of the part to the
service facility is very likely.

Influence of the Availability of Parts
The next piece of information that is critical to the service consultant

is whether the part is “in stock” (called parts availability) or if it must be
ordered. Customers must be told when the part is not immediately avail-
able because they may need to return the automobile at a later date for
the repair.

Therefore, the availability of the parts must be confirmed before cus-
tomers are told when they can pick up their automobile. The availability
of a part is also needed to ensure it arrives prior to the start of the repair.
For example, if a technician has removed an old part from an automobile
and does not have the new part, a service bay is tied up and time is lost on
the repair. This costs the service facility and even the technician money,
and the customer will not have the automobile when expected. This
means the owner, manager, technician, and customer will be unhappy!!

Keeping the Customer Informed
After a comprehensive estimate of the cost and the time it will take to

complete the repair have been calculated, the service consultant must in-
form the customer. The service consultant should begin by explaining the
charges to the customer by stating, for example, “According to our data-
base, this repair will take ___ hours and the parts, labor, and tax will be
less than $_____. Assuming the parts are available and the work in our
shop stays on schedule, your automobile should be available by ____.”

Again, the service consultant must remember that the estimate and
repair order charges should be slightly inflated so the final invoice will be
less than expected. Also service consultants must not “over promise” the
time when the automobile will be available. The automobile repair should
be completed and ready to be driven off the service facility’s parking lot
when promised. Therefore, a customer should never have to wait until it
is taken out of the technician’s bay, test driven, and cleaned up.

As noted previously, and restated here as a review, some service facili-
ties have a policy that service consultants must add the parts and labor to-
gether and then multiply the total by 1.10 to 1.15 to obtain the total cost
including sales tax. The amount to be charged to the customer should
then be less than the estimate. If any minor problems or mistakes occur,
such as data entry errors, incorrect parts prices, or unexpected problems
in the repair process, the cost cushion should cover them. If the cushion
is not enough, the customer must be called immediately to explain the
problem.
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When the Estimated Cushions Fail
Unfortunately, despite the service consultant’s best efforts, a final in-

voice may exceed the estimate or the automobile will not be ready when
promised. The reasons for this are often due to various factors, such as the
use of ever-more-complex automobile systems. The key to handling these
unexpected problems and complications is to keep the customer 
informed.

For example, a single defective part may have several different re-
placement choices, each with a different price and availability. In addi-
tion, a complex system may cause technicians to overlook related
components that are defective or are on the brink of being defective when
the diagnosis is conducted. These situations result in errors, which, in
spite of the best efforts of the service consultant and technicians, will ex-
ceed the estimate, and the time needed to make a repair will be longer
than expected.

How these differences are handled depends on service facility policy.
When a technician runs into a problem, the service consultant must be
made aware of the situation immediately. Then various options should be
considered to rectify the problem. For example, the technician and the
service consultant need to work together and redo the estimate. Hope-
fully, they will be able to come up with options that can be presented to
the customer. Then the customer must be called to explain the situation
and the possible options available.

Automobile Maintenance

The AAA estimates that the majority of automobile owners ignore the
maintenance recommendations made by manufacturers. The United
States federal government knows this all too well, so it empowered the
EPA under the Clean Air Act to oversee the implementation of emission
inspections and maintenance (I/M) programs. These programs require the
emission inspection of automobiles in highly and densely populated ar-
eas and require repair if the automobiles do not pass inspection. The in-
spection regulations vary from state to state and even from area to area
within some states.

Owners neglect the maintenance of their automobile for different rea-
sons. For example, they may not want to spend the money, or they may
be unaware of the maintenance needed to keep their automobile in sound
operating condition, or they may not believe maintenance is really nec-
essary. Service consultants must advise their customers of the mainte-
nance services recommended for their automobiles and explain how each
benefits them.

When advising customers, service consultants must explain that the
maintenance and repairs needed for older and higher mileage automo-
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biles are different from newer automobiles. The sale of maintenance pack-
ages at certain mileage intervals, for example, 15,000 miles, works best for
relatively new automobiles such as those that are less than 4 years old and
under 70,000 miles. These packages are often based on the manufacturer’s
recommended maintenance schedule, which is designed to keep the cus-
tomer’s automobile in top mechanical condition. Naturally the sale of a
maintenance package assumes the customer with a newer vehicle wants
to keep it in top condition and wants the manufacturer maintenance ser-
vices done at the suggested mileage intervals.

To obtain the maintenance schedule for the customer’s automobile,
the service consultant can look in the owner’s manual, an aftermarket la-
bor time publication, or a computer database that lists the manufacturer’s
recommended maintenances by mileage. Once the labor time is known
for each of the maintenance items, the service consultant can calculate
the cost of the maintenances. The service consultant should not forget to
add the cost of parts, fluids, and supplies.

To speed up the process, many service facilities use pre-priced mainte-
nance menus. As shown in the example in Figure 8-3, such menus may list
the different maintenances found in the manufacturer’s manual down on
one side with the mileage intervals across the top. The center of the chart
shows the total price for each service with the total cost of the combined
service for every mileage interval. Figure 8-3 is a miniature example of a ser-
vice menu. When a customer decides to order one of the services, the 
service consultant will identify the service and enter it on the estimate.

To suggest these services to the customer, a service consultant may
consider the following approach after addressing the customer’s automo-
bile repair needs:

“Now that we have addressed your repair needs, your automobile has
____ miles. (Note: the current mileage was already verified and entered
into the database at this point.) The manufacturer of your automobile

FIGURE 8-3 A maintenance schedule.

  MILEAGE

��SERVICE 3,500 7,000 10,500 15,000

Oil Change $15 $15 $15 $15
Lubrication  $�4  $�4
Tire Rotation  $�9  $�9
Alignment    $30

 $15 $28 $15 $58
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recommends the following services at ____ miles.” Next the service 
consultant should show the customer the maintenance menu, the com-
puter database printout of the services, or the page from the manufac-
turer’s/owner’s manual. Then, the service consultant might offer the
following to the customer, “If our technician could have the recom-
mended services completed before you pick up your automobile, would
you like for us to complete them for you?“ If the customer agrees to have
the maintenance done, it should be entered on the repair order.

The method described above works well for newer automobiles whose
owners want to ensure that every maintenance procedure is done at the
interval recommended by the manufacturer. However, service consultants
may find that customers with older or high mileage automobiles are not
interested in the same menu. This is mainly because these customers are
more concerned with “keeping their automobile going” with the repair
and maintenance of systems that prohibit function of what they consider
“critical components.” Therefore, these customers may be more receptive
to maintenance specials packages.

Maintenance Specials
Typically, maintenance specials are for the more common mainte-

nance services, such as an oil change. In states that require an annual
state safety inspection, the inspection service can be a time when cus-
tomers also receive seasonal services. A seasonal maintenance service in-
cludes such services as an antifreeze flush in fall or spring. When a
seasonal maintenance is combined with other services, such as an inspec-
tion, a discount is often offered and is referred to as a maintenance spe-
cial. This is often popular and has a broad customer appeal.

To suggest maintenance specials to customers, service consultants
should remember that part of their job is to provide advice. The sugges-
tion about maintenance is intended to help customers keep their auto-
mobile in top condition. One approach to make a customer aware of
maintenance specials is to have the service consultant state: “Now that we
have addressed your concerns, we have a special that gives you. . . (pro-
vide an appropriate service recommendation such as). . . an oil change
and antifreeze flush for $________. If our technician could have this ser-
vice finished before you are ready to pick up your automobile, would you
like to have that done?” If the customer agrees to have the service done
record the sale on the repair order.

Service consultants should not be discouraged when customers refuse
to have a recommended maintenance performed. Some customers may
want to think about it until the diagnosis or inspection is completed and
they know more about the cost of repairs. This is not a cause to worry be-
cause there will be a second opportunity to promote the suggested main-
tenance again when the service consultant calls the customer with the
results of the technician’s findings.
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Finally, a method used to promote maintenance specials is to keep
regular customers informed about the services their automobile needs
when they schedule an appointment or arrive at the service facility. The
information needed to provide this type of customized assistance comes
from the computer database. Most computerized databases contain a
wealth of information, such as past estimates given after a previous repair
was completed, past maintenance services performed, and, naturally, the
vehicle’s age as well as past mileages. This information can be used to fo-
cus attention on critical repairs or maintenances that the customers’ au-
tomobile needs. For example, if the database shows that there has been
10,000 miles driven since the customer’s last tire rotation, the service con-
sultant should suggest a tire inspection and rotation while the automobile
is in the shop.

Preventive Maintenance
Preventive maintenance usually involves the inspection and replace-

ment of parts before they break. This is an important service not often con-
sidered by automobile owners. One of the reasons these services are not
considered is that many owners do not know what needs to be changed on
their automobile.

For example, assume an automobile engine has 75,000 miles and the
automobile manufacturer recommends a timing belt replacement at
60,000 miles. The service consultant should examine the customer’s file
in the database, and if the belt has not been replaced in the past it should
be brought to the customer’s attention. The service consultant should ad-
vise the customer that the belt should be changed and explain why.

Other items to check in a customer’s file in the database include the
most recent brake pad thickness readings at the last service relative to the
current mileage of the automobile. If the lining was thin and the auto-
mobile was driven a lot of miles since the last check, it should be in-
spected again. In addition, the facility should keep track of when each
customer’s state safety and emission inspection is due as well as when the
engine had its last oil change, the spark plugs replaced, the radiator hoses
and fan belt changed, and the fuel filter replaced. Because computer pro-
grams can identify customer automobiles based on past estimates and ser-
vices, some facilities send out reminder notices. These notices should
remind the customer of any maintenance services needed and the specials
that are being offered.

Related Services
When customers request repairs, service consultants should always

consider any maintenance services that should be performed at the same
time. For example, when a water pump that is driven by the timing belt is
replaced, it may make sense to replace the timing belt. This will help to
avoid a breakdown after the old belt is re-tensioned to the new water
pump. The opposite may also hold true because old water pumps with
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loose bearings may seize soon after a new timing belt is installed and re-
tensioned. Needless to say, old water pump bearings that seize will ruin a
new belt. Therefore, the service consultant must help the customer un-
derstand the relationship between the system parts and should ask the
technician to pay special attention to the condition of related parts.

Likewise, when a repair is performed, such as the replacement of a
head gasket, it makes sense to change the oil, drain and replace all of the
antifreeze, and maybe even replace the spark plugs at the same time.
These services will reduce the likelihood of a costly comeback from oil
contaminated with small particles of dirt and small amounts of antifreeze
that have drained into the oil. These services also benefit the customer be-
cause he or she saves money if the work is done when the head gasket is
replaced. This is because the antifreeze is drained from the engine and the
spark plugs are readily accessible when the head gasket is removed. There-
fore, the labor cost is minimal because most of the charge is for replace-
ment parts (spark plugs and oil filter) and fluids (antifreeze and oil).

Summary

The cost and time needed to make a repair are difficult for service con-
sultants to estimate. Nevertheless, customers expect accurate estimates for
costs and time before they approve the service. To ensure that the work re-
mains on target, service consultants must constantly monitor the status
of the maintenance or repair of the automobiles. This requires them to be
aware of the availability of parts and their delivery time, the time being
spent on a repair, the workload of the technicians, and the problems that
technicians encounter. Service consultants must be even more aware of
the progress of a repair or maintenance for older automobiles. Because of
age and rusty parts, the services for these automobiles have the potential
of taking longer than normally expected.

Estimates of cost and how long an automobile will be at the service fa-
cility are as much an art as they are a science. Labor times, parts availabil-
ity, the workload of the technicians, the age of the vehicle, the
complexity of the system being serviced, and the experience of the tech-
nician with both the service procedure and the automobile’s design are all
factors to be considered. While a cushion for additional time and cost can
help, there is no exact formula to use to know how much to add to an es-
timate for many automobiles. Rather, a service consultant’s experience,
luck, and ability to comprehend all of these factors all have to go into the
estimate.
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Review Questions

Multiple Choice
1. Service consultant A says that telling the customer when the vehicle

will be ready at the time he or she drops it off creates expectations.
Service consultant B says that accurate completion times can only be
determined after vehicle inspection/diagnosis. Who is correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

2. When a vehicle is found to need maintenance work that was not
requested by the customer, a service consultant should recommend it
because:
A. it provides additional income for the service facility.
B. it is the responsibility of the service facility to advise the customer

of his or her vehicle needs.
C. the customer must have this work done to maintain the vehicle’s

warranty.
D. it keeps the vehicle in good working order.

3. A service consultant needs to find alternative transportation for a cus-
tomer who is under 21 years old. Policy dictates that rental/loaner
cars cannot be given to anyone under age 21. What do you do?
A. Offer a reduced rate rental car.
B. Lend the boss’s vehicle.
C. Offer directions to the nearest bus stop.
D. Offer to provide a ride.

4. Service consultant A says that providing an estimate is required by law
in most states. Service consultant B says that explaining the details of
an estimate helps to add value to the services the customer is buying
from the shop. Who is correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

5. Service consultant A suggests that offering a customer a ride home or
to work represents alternative transportation. Service consultant B
says that driving the customer to the bus stop is providing alternative
transportation. Who is correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B
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Short Answer Questions
1. Explain why and how alternative transportation is provided.
2. How are completion performances communicated to the customer?
3. How are labor operations identified?
4. How should estimates be presented and explained?
5. How can a service consultant identify recommended service and

maintenance needs?
6. What are the elements of a maintenance procedure?
7. How can you identify related maintenance procedure items?
8. How can maintenance schedule information be located?
9. How is the value of performing related and additional services com-

municated to the customer?

128 THE SERVICE CONSULTANT
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CHAPTER 9

CLOSING A SALE

OBJECTIVES

Upon reading this chapter, you should be able to:

• Explain how to promote the procedures, benefits, and capabilities of the
service facility (Task A.1.8).

•• Close the sale (Task C.7).

•• Explain product/service features and benefits (Task C.5).

•• Overcome objections (Task C.6).

• Identify and prioritize vehicle needs (Task C.2).

• Explain how to present customers with the work to be performed and
related charges, and review the methods of payment (Task A.1.16).

129
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Introduction

One of the responsibilities of service consultants is to promote service
facility sales. To accomplish this, service consultants must prescribe ap-
propriate services that help customers solve their problems. More com-
monly, service consultants suggest services that help keep customers’
automobiles in top condition, such as the maintenance specials discussed
in Chapter 8.

When promoting sales, however, service consultants must avoid
overselling the customers. In other words, they should not try to sell cus-
tomers any services their automobile does not need. When suspected of
doing this, they can lose the confidence of their customers and may even
break the law.

To avoid the temptation to oversell, service consultants must put
their customers first and be committed to offering recommendations that
will enable their automobiles to run longer and better. To assist them, ser-
vice consultants should refer to the recommendations made by the engi-
neers who manufactured the automobile, the expert advice of the service
facility technicians, and management’s seasonal specials aimed at assist-
ing customers at discounted prices.

The purpose of this chapter is to describe some of the procedures and
techniques service consultants should follow when selling services to cus-
tomers. First, to make a sale, service consultants must understand the
products and services sold by their facilities and how they benefit cus-
tomers. Next, service consultants must be able to explain clearly the ben-
efits of the service to customers in relation to the needs of their
automobile and how the work will be performed. Finally, in order for a 
facility to be a “full-service facility,” service consultants must be able to of-
fer and explain the different methods customers can use to pay their bill.

Closing a Sale

The previous chapters discuss the activities of the service consultant,
from the greeting of customers to the presentation of the invoice plus the
reasons why complications occur during this process. At any time during
this process, however, customers may walk away and service consultants
lose the sale. The service consultants must be mindful that one of their
functions is to get customers to accept their recommendations and ap-
prove an estimate for maintenance or repair. This is called closing a sale.

To get the signature that closes a sale, service consultants must be gen-
uine in their desire to help their customers. If not, they may be seen as in-
sincere “snake oil” salesmen, meaning people who sell something that is
worthless. One way to communicate sincerely is to show a willingness to
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assume the customers’ problems and to help them make their automo-
biles run longer and better.

Therefore, service consultants must think of customers as clients or
friends and recognize that their automobiles are important personal pos-
sessions, often viewed by them with pride. For example, for one reason or
another, such as body style or gasoline efficiency, customers typically
hand pick their automobiles when they purchase them. Service consul-
tants must take care to never put down their selection of an automobile
because to do so implies the customers made a wrong decision.

In addition, when treating customers as clients or friends, service con-
sultants must explain the work to be performed on their automobile in a
patient, calm, and logically prioritized manner. Then they must explain
how the facility is equipped to perform the work and why the technicians
are capable of making the repairs and maintenance needed on their auto-
mobile. This, of course, is easier said than done when a service facility is
busy, but the techniques must still be practiced.

Telephone Customers
To get to the point of being able to close a sale with customers who

call for information, the caller must be enticed to come in for service. For
example, as mentioned previously, many customers seek assistance over
the phone before coming to the service facility; they also try to shop for
the best prices for a repair by phone. In these cases, service consultants
must try to convince them to bring their automobile into the service fa-
cility for a proper review and possible diagnosis. This is often difficult be-
cause the difference between obtaining the customer’s business and
losing it depends on whether the service consultant is able to project an
image of caring about the customer’s problem. Thus, this step is impor-
tant and difficult.

To convince customers who call on the phone that the service facility
can and wants to help them solve their problems and relieve them of their
worries about their automobile, service consultants must carefully focus
on their choice of words and tone of voice. For instance, service consul-
tants should take a positive position when letting customers know that the
service facility can definitely solve their problem (assuming that is true) if
they bring their automobile into the facility. With this statement and a
proper tone of voice, service consultants should convey their desire and
willingness to help customers and instill confidence that what they say is
honest and true. For example, statements that imply doubt, such as “I
think we can take care of your problem,” or any negative thoughts, such as
“Well, if we cannot fix your car, you can trade it in for another one,”
should never be used. The main idea is to tell customers they are impor-
tant, their problems are important, and the service facility wants to help.

When customers who call a facility agree to bring their automobile in,
service consultants may either arrange for a tow truck to pick up the au-
tomobile or provide directions to the facility. As explained in Chapter 8,
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when customers arrive at the facility, the service consultant must greet
them properly, prepare the estimate, and then close the sale.

Selling Repairs: Prioritizing Automobile Problems

One recommended approach to working with customers to sell the re-
pairs needed on their automobile is to use a method that prioritizes prob-
lems from the most dangerous to the least problematic. This method
explains the work to be done, and the service consultant can promote the
ability of the service facility to do the work. In addition, this method pre-
sents the opportunity for the service consultant to overcome any cus-
tomer objections before they are stated.

One way to prioritize repairs is for a technician to examine the auto-
mobile (see Figure 9-1) and then provide a list of repairs for the service
consultant to review. The technician should prioritize the list of repairs ei-
ther by placing the most important first or by assigning each one a num-
ber, with the lower numbers representing a higher priority (see Figure
9-2). For example, a safety problem, such as an axle that is ready to fall off,
will have a higher priority number (say a number 1) than a piece of trim
that is loose (say a priority number of 10). In between these numbers,
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FIGURE 9-1 Technicians making a repair.
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other items of varying importance would be shown, such as tire wear at
the edges (say a number 4) and small oil leaks at the valve cover (say a
number 8).

Another approach to this method is for the service facility to use 
repair categories. A copy of these categories should be shown to cus-
tomers and posted on a bulletin board at the workstation of the service
consultant. The categories are as follows:

1. Imminent Danger—Safety repairs that will cause harm if not taken care
of immediately. An example would be steering components that are
very loose and ready to break.

2. Hazardous Danger—Safety repairs that could cause harm if not re-
paired soon. An example would be a tire with cords showing.

3. Imminent Malfunction—Non-safety concerns that will soon cause a
breakdown if not repaired. An example would be a starter motor that
has excessive draw and cranks the engine slowly when cold.

4. Potential Malfunction—Non-safety concerns that may lead to a break-
down if not repaired. An example would be a starter motor that has
higher than normal current draw.

5. Nonessential malfunction—Non-safety concerns that will cause a sys-
tem to not operate but will not lead to a breakdown. An example
would be an air-conditioning system that has a leak.

FIGURE 9-2 Levels of repairs.
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6. Nonessential Concern—Non-safety concerns that may cause a system
not to operate as intended but will probably not lead to a malfunc-
tion. An example would be a slight oil leak at an engine valve cover.

7. Noteworthy items—Non-safety concerns that a technician notices but
really are not important to the function of any system. An example
would be a cracked trim piece that covers a component for decorative
purposes only.

After an automobile is examined, the technician will determine the
priority level the repair represents. Then the service consultant must re-
port the repair and its level to the customer. This procedure ensures that
the service consultant does not exaggerate or understate the seriousness
of a problem, and it ensures that the customer understands the relative
importance of the repair. When done properly, value is added to the cus-
tomer’s service visit because the examination of the automobile covered
seven levels of possible problems and they were reported to the customer.

Of course, some technicians do not have either the ability or the
willingness to examine a vehicle for potential problems. For example, a
technician may not think the problem is important to point out because
it is not something that he or she would fix on his or her own car. An-
other common reason may be that the technician does not want to do
the repair because it is not the type of work he or she likes to perform.
When a technician has this attitude or lacks the ability to identify po-
tential problems, he or she should be given work that does not require
the inspection of automobiles. Rather, after a competent and conscien-
tious technician checks an automobile, the work may be passed on to a
less capable technician.

Maintenance Sales: The Feature-Benefit Method

Convincing customers to purchase maintenance services is often dif-
ficult. As a result, the sale of maintenance services depends on the service
consultant’s ability to convince customers that these services will help
them. One technique is for the service consultant to focus on what the
recommended maintenance will provide to the customer (feature) and
how the maintenance will be an advantage to the operation of the cus-
tomer’s automobile (benefit). This technique is referred to as feature-
benefit selling.

The feature-benefit selling technique relies on the service consultant’s
knowledge of the maintenance schedules recommended by automobile
manufacturers and the seasonal maintenance specials offered by the facil-
ity. Then when discussing any services needed by a customer, the service
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consultant attempts to sell these features, meaning what the manufac-
turer recommends, the seasonal specials offered by the service facility,
plus any recommendations made by the technicians conducting a diag-
nosis or inspection. To accomplish this, the service consultant must care-
fully describe to the customer how a maintenance service will benefit him
or her. Common benefits may be extending the life of the automobile,
safety, improved operation of the vehicle, and reduced operating costs.

An example of feature-benefit selling is a recommendation for a
battery service because of corrosion. The feature, of course, is that the
battery terminals and cables will be cleaned. To make the service rele-
vant to the customer, the service consultant also explains the benefits of
the recommended service. In this case, the customer should be told how
the battery service helps extend the life of the battery and reduces the
possibility that the battery may fail to start the engine. As a result, the
battery service (feature) can prevent an inconvenient and possibly
costly breakdown (benefit).

Feature-benefit selling is a common technique because it does not enter
into the technical details about how an automobile works but states simply
and briefly the work to be done (feature). For instance, too often, a service
consultant tries to impress a customer about how technically difficult or
complicated a maintenance or repair job is and the customer loses interest.
The service consultant then may lose the sale because the customer be-
comes overwhelmed by the details. Therefore, this selling approach helps
simplify what the customer wants to know; specifically, how the service can
help the customer and why it should be purchased (benefit).

If the benefit is understood and appreciated, customers will most
likely purchase the recommended maintenance. These sales are the back-
bone of a service facility because they help to maintain stable sales in-
come. In other words, a service facility can hire the best and fastest
technicians, but the service consultant must make maintenance sales to
keep the technicians working.

Of course, in order for service consultants to use the feature-benefit
selling technique effectively, they must have something to sell. This re-
quires a list of manufacturer recommendations for automobiles, seasonal
special offers by the owners/managers, and recommendations from the
technician about the automobile’s condition. Therefore, when examining
automobiles for repairs, technicians must also check them for possible re-
pairs and maintenance work. This does not mean that technicians should
remove any parts to identify needed services but should simply examine
each customer’s automobile and point out items that need repair. The in-
spection forms used by Renrag Auto and shown in Chapter 4 can be used
for these reports. To help customers understand the inspection process it
sometimes helps for the service facility to have a waiting room that over-
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looks the service bays. This allows customers to watch how technicians
are going about their examination (see Figure 9-3). 

Four Opportunities to Sell

Closing a sale often takes persistence. However, knowing when there
is an opportunity to make a sale comes before persistence. There are four
opportunities for a service consultant to make a sale to a customer.

The first opportunity to sell occurs when a person calls the service fa-
cility and talks to the service consultant. The customer’s name should be
entered into the database and an appointment should be made. During
the conversation, the service consultant can suggest maintenance spe-
cials, but the important objective is to get the person and the automobile
into the facility.

The second opportunity to sell is during the initial service write-up.
This opportunity allows service consultants to make customers aware of
specials and to suggest maintenance services specific to their automobile.
A benefit presented to the customers should include the opportunity to
“keep your vehicle in top mechanical condition.”

FIGURE 9-3 A waiting area overlooking service bays.
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Another service to be offered during the initial write-up is to inspect
the various vehicle systems. The benefit is to “provide you with informa-
tion about your automobile so you can include any problems we might
find into your financial decision.” For example, assume Mr. Hoffman is
having his vehicle diagnosed for a serious engine problem. He may want
to have information about other vehicle systems, such as the brakes or air
conditioning. At the very least, this information can help him make a fi-
nancial decision about the overall condition of his automobile to deter-
mine if the engine is worth repairing. In addition, if he decides to have
the engine repaired and the technician finds that the air conditioning
does not work, Mr. Hoffman may want it fixed at the same time that the
engine is being repaired.

The third opportunity to sell is when service consultants call cus-
tomers for authorization to perform a repair or to inform them of when a
repair or service will be completed. At this time, service consultants may
ask the customer to reconsider previously suggested services or repairs
that were declined during the first and second sales opportunities. This
also gives the service consultants the opportunity to point out any other
items the technician may have found in need of repair or replacement
while working on the automobile, such as replacing a windshield wiper,
replacing a bad tire, and so on.

The fourth opportunity to sell is when customers pick up their auto-
mobiles. Service consultants should present the keys to the automobile to
the customers and then walk them to it, preferably near the service en-
trance. This is called an active delivery. During active delivery, service
consultants have a final opportunity to “connect” with the customer and
discuss any issues of importance.

In the first part of active delivery, service consultants should convey
to the customers positive points about their automobile. This is suggested
because during the sales process, customers have been told of all the
things that are wrong with their automobile. This can have an unpleasant
effect on customers about the condition of their automobile and the wis-
dom of the payment they have just made for repairs. In some cases, they
may even feel like they are “driving junk.” No one who has just paid a ser-
vice facility for repairs should think he or she is leaving with junk. So ser-
vice consultants should mention some of the positive features of the
customers’ automobile. For example, the service consultant may point
out the automobile’s interior, gas economy, paint job, stereo system, the
attractiveness of the model of automobile, and so on. In addition, the ser-
vice consultant should note how much better the automobile will per-
form now that the repair has been made and how the customer will not
have to worry about another repair for quite a while.

In the second part of active delivery, service consultants should try to
sell to the customer, one last time, any needed services that were previously
declined. This can be accomplished by asking customers if they would like
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to schedule a future appointment to perform a previously suggested repair
or to schedule the next regular maintenance, such as an oil change. In some
cases, showing customers any worn or bad parts that need to be replaced in
the future can make a future sale that was declined. To make this sales op-
portunity work, customers must be shown (not told) about their vehicle’s
problem(s). Even if customers again decline the repair after seeing the part,
they should be impressed (again) that the service consultant is interested in
helping them with their automobile problems.

While many service consultants are not opposed to active delivery,
they often feel they barely have enough time to take care of their other
customers who need help. Therefore, at some service facilities customers
will see a cashier to pick up their automobiles. If this is the policy of the
automotive service facility, then service consultants should at least call
their customers after the automobile is finished. Then they should engage
customers in a discussion described in the active delivery conversation,
such as pointing out the positive points of their automobile, and then try
to schedule additional repairs or maintenance. This is not to say that time
is still not at a premium for service consultants, but it can cost the service
facility sales and reduced customer satisfaction if the active delivery con-
versation is not attempted.

Impact of the Environment on Sales

Service facilities operate in open business environments. This means
there are forces outside of their control that affect their sales potential.
Service consultants, managers, and owners should always attempt to take
advantage of the positive environmental features and counteract their
negative influences. Two of the business environments important to sales
are the tactical and the operational environments.

The tactical environment refers to the support arrangements needed
to conduct business. For example, an automotive service facility needs to
have auto parts to conduct business. The availability of one or more auto
parts vendors, or suppliers, can influence the service facility’s ability to
make a sale. A sale is more likely if parts are immediately available than if
they will not be delivered for a week. A negative influence from the tacti-
cal environment must be counteracted by internal strategies, for example,
how the facility can get the part sooner.

At the same time, a facility with a supplier next door can use that to
its advantage by telling customers how soon it can get the parts needed to
make repairs. Also a service consultant at a facility with several parts sup-
pliers available to it can tell customers how he or she will “shop around”
three parts suppliers to get the best price.

The operational environment concerns factors related to conducting
day-to-day business activities. These factors may be the local demograph-
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ics, economics, and sociocultural features of a community. Obviously, a
business must appeal to the people in its community and recognize their
interests, preferences, economic status, and so on.

For example, people who live in a community with a very high aver-
age income may own or lease new automobiles that have comprehensive
warranty contracts. Sales for repairs may be limited in such a community.
On the other hand, used cars that are not under a new car warranty may
be found in a town or city with residents with lower incomes. In this case,
repair work may be in greater demand. Likewise, if a town factory closes
and a large number of people lose their jobs, the economic environment
will change and sales problems must be expected.

Service facilities should always consider ways to take advantage of or
have an influence on their operating environment. One example is to
open a new service facility in or near a populated area with easy access to
and from a heavily traveled road. Another is to ensure that the facility’s
building is large enough to handle the number of automobiles needed to
generate the sales needed for a profit. This would include room enough
for vehicles in the process of having long-term work done on them as well
as those needing short-term maintenance work. At the same time, the
property (not just the building) must be clean, attractive, and landscaped
(see Figure 9-4) and the interior should be clean and appealing to 

CHAPTER 9 CLOSING A SALE 139

FIGURE 9-4 An attractive service building.
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customers (not to the owner or workers). Old parts, parts that are being re-
turned to a vendor, and parts that are delivered to a facility should never
be lying around where customers can see them. Customers must always
feel comfortable and never uneasy when they are at a service facility.

Of course, some features, such as location (see Figure 9-5), may not be
able to be changed but some, such as cleanliness, can easily be improved.
Another option that influences sales is the facility’s operating image. This
could be improved, for instance, by increasing advertising, offering shut-
tle services, promoting maintenance specials and discounts, or adding
new services (such as a car wash or quick lube station).

Selling and Methods of Payment

Closing a sale often depends on the method of payment that a cus-
tomer can use. Service facilities must provide customers with as many al-
ternative methods as possible to pay their bills. Then service consultants
must understand the financial options that customers can use to pay for
their service. When customers need some other means to pay for a repair
that will cost a lot of money, a sale may be closed because the service con-
sultant can make the arrangements for them to finance the charges.

Therefore, when service consultants are trying to close a sale, they
should be able to offer several methods of payment that a customer can
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FIGURE 9-5 A service facility in an undesirable location.
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use. These methods may range from short-term credit provided through
the facility (such as credit provided to fleet vehicles) to long-term loan
arrangements through a bank. At Renrag Auto Repair, many of the larger
repair jobs, such as an engine replacement or overhaul, were sold because
customers were able to use one of these methods to finance the repair (see
Figure 9-6).

One of the most popular methods used to pay for automobile services
is by credit card. Although this option costs the service facility money
when it processes a charge and pays for an extra phone line, it is necessary
for a business to be successful. Service consultants must be able to use the
credit card machines plus close out at the end of the day.

For customers who do not use credit cards, service facilities must be
able to accept personal checks. However, because a customer’s check can
“bounce,” meaning the person does not have enough money in the
checking account to cover the payment of the check, a facility may use a
check cashing service. For a fee, this service guarantees the facility will re-
ceive payment when a check bounces. Service consultants must be sure
that all checks are properly written for endorsement and deposit.

In addition, service facilities should have financial arrangements
available for customers making a large purchase (such as a set of tires) or
needing an expensive repair. In these cases, through arrangements with a
finance institution, the service consultant could offer customers a 30-day
same-as-cash option or low monthly payments. These approvals typically
take one half hour or less to approve so that customers can have the work
started on their automobiles right away.

Large financial loans, for example, for the replacement of an engine
and transmission costing more than $3,000, can be offered by a service fa-
cility through a bank. The loan application is usually made at the service 
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FIGURE 9-6 A service consultant explains payment methods to a customer.
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facility and then faxed or taken to the bank for approval. The bank checks
the customer’s credit and, in most cases, the approval is obtained before the
end of the working day. When the loan is approved, the bank will send a
check to the service facility to be endorsed by the customer and the service
facility manager or owner. The technicians can then begin the long-term re-
pair and parts can be ordered. To make this type of financial arrangement
appeal to customers, it must be convenient and must have reasonable fi-
nance charges. Needless to say, the service consultant must carefully ex-
plain the process, loan agreement, and benefits to the customer.

Summary

While the service consultant’s actions and attitudes are important to
closing the sale, the volume of sales also relies on the technicians, owner,
and manager. In fact, in some cases, a sale may result from this team ef-
fort. More specifically:

• The owner’s visibility at a service facility can have a positive influence
on customer confidence and, therefore, sales volume. Basically, the psy-
chology of this logic is that although the automobile represents a large
investment for the customer, the service facility is an even larger one for
the owner. Because protecting his or her investment is important, the
owner must be concerned enough about the customer’s satisfaction to
protect it. In addition, some customers prefer to speak to an owner just
to be assured that he or she knows what is going on in the facility.

• Managers usually have the experience and awareness of the facility’s
“bigger picture.” As a result, when managers oversee daily operations,
they can offer different perspectives to a service consultant about a sell-
ing problem, give insights on the advertised maintenance specials, and
step into difficult conversations to support the service consultant such
as explaining a warranty or the financing details for a major repair.
Over time, this influence supports sales and either increases or main-
tains the sales volume.

• The technicians, who first must be able and willing to properly diag-
nose and examine the customers’ automobiles. Second, they must be
able to communicate what they see to the service consultant in a way
that the service consultant can pass the information on to the cus-
tomer. If this information is not clear, technicians must be able to fur-
ther explain the problem to the service consultant or, in some cases,
directly to the customer. When technicians play a supporting role, the
repairs that are hard to sell are often sold.

• The service consultants’ attitude toward customers, their willingness to
help them solve their repair problems, their skill in assisting them to
make financial decisions, and their ability to build trust with them are
critical to the sales volume. At the same time, however, they must be
able to work with the members of the team. For example, they should
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point out to customers how the owner is always “around,” call in the
manager to assist when customers need another perspective or a sec-
ond opinion, and bring in a technician to confirm what the customer
was told by the service consultant. The image being projected by the
service facility is enhanced when customers know that several people
are looking after their best interests.

An attitude of “going the extra mile” helps to build customer confi-
dence and trust in service facility personnel. The personal connections
and total concentration on the customers’ best interests will, in many
cases, build trust, credibility, and tomorrow’s sales.

Review Questions

Multiple Choice
1. After inspecting a vehicle the technician recommends the following:

replacement of a damaged driver-side seat belt, cooling system flush,
replacement of brake pads that only have 1/32 inch remaining, and
an oil change that is 1,500 miles overdue. Which of these represents
the best way to prioritize this list to the customer?
A. Brake pads, oil change, seat belt, cooling system service
B. Seat belt, oil change, brake pads, cooling system service
C. Seat belt, brake pads, oil change, cooling system service
D. Oil change, cooling system service, brake pads, seat belt

2. If a customer objects to the cost of a necessary repair, which of these
is the best response that the service consultant can give?
A. Offer the customer a discount on the repair.
B. Reschedule for a later time.
C. Explain the reasons for the cost and benefits of the repair.
D. Remove it from the repair order immediately.

3. Service consultant A says that providing a ballpark estimate is a useful
tool to close a sale. Service consultant B says that being friendly and
asking for an appointment will close a sale. Who is correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

4. A 30,000-mile maintenance procedure is being performed. Which of
these is a benefit of performing the service?
A. The cooling system gets flushed.
B. The transmission fluid gets changed.
C. The maintenance will help the vehicle to continue to deliver

dependable service.
D. The completed checklist is given to the customer.
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5. Service consultant A says that an example of a feature of an oil change
is the weight and brand of oil used. Service consultant B says that an
example of a benefit of an oil change is longer engine life. Who is 
correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

6. An upset customer comes in when the service department is very
busy. Which of these is the best way to handle the situation?
A. Listen to the upset customer explain the whole problem.
B. Ask the customer to come back later.
C. Tell the customer he or she is wrong.
D. Offer the customer a discount.

7. A customer has come to pick up his or her vehicle when the service
department is very busy. Which of these is the best way to handle the
situation?
A. Direct the customer to the cashier to cash him or her out.
B. Advise the customer that you are very busy.
C. Review the work performed and the invoice with the customer.
D. Ask the customer to come back when it is quieter.

8. When customers pick up their vehicle, Service consultant A says that
it is important to take the time to explain the work performed in as
much detail as the customer requires. Service consultant B says that if
customers ask questions, it indicates they do not trust the shop/deal-
ership. Who is correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

Short Answer Questions
1. List the ways in which a service consultant can promote the proce-

dures, benefits, and capabilities of the service facility and its employ-
ees.

2. What does “close the sale” mean?
3. Provide examples of service features and benefits.
4. Provide examples using features and benefits to sell “top-of-the-line”

parts service.
5. List ways to overcome customer objections.
6. Explain how to identify and prioritize a customer’s vehicle needs.
7. Explain how to present customers with the work to be performed and

related charges.
8. Explain how different methods of payment can help close the sale.
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PART II

CLINICAL PRACTICUM
EXERCISE

Visit a service facility and observe the service consultant both on
the telephone and interacting with customers in person. How is the
service consultant’s presentation similar to or different from the in-
formation presented in Part 2 of the textbook?

Small Group Breakout Exercises

Your group owns and manages a chain of service facilities.

A. List what your group expects from a service consultant, and de-
scribe how you plan to make your customers feel at home so you
can take care of their needs.

B. Create a service script, then practice it within your group. After
it is perfected, demonstrate it to your classmates with a non-
group-member classmate serving as the customer. If an in-class
demonstration is not possible, record the interaction on audio or
video. Listen to the interaction and compare it to your script. 
Repeat this process until you have an error-free recording or
videotape.

145
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Explore the World Wide Web

You are the owner of a service facility in a state of your choice.
Search the Web for any information about consumer protection or
consumer disclosure statements. (Hint: Look on your state’s attorney
general’s Web site under consumer protection laws). Then summa-
rize your findings and relate them to the automobile service indus-
try and the service consultant’s job.
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PART III

INTERNAL
COMMUNICATION,

RELATIONS, AND
SUPERVISION

Chapter 10 Writing for the Technician

Chapter 11 Workflow

Chapter 12 Customer Relations: Sales, Follow-Ups, and
Promotions
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CHAPTER 10

WRITING FOR THE
TECHNICIAN

OBJECTIVES

Upon reading this chapter, you should be able to:

• Demonstrate how to effectively communicate customer service concerns
and requests to the technician (Task A.2.1).

• Demonstrate how to assist service facility personnel with vehicle
identification information.
•• Locate and utilize the vehicle identification number (VIN)

(Task B.7.1).
•• Locate the production date (Task B.7.2).
•• Locate and utilize component identification data (Task B.7.3).
•• Identify body styles (Task B.7.4).
•• Locate paint and trim codes (Task B.7.5).

149
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Introduction

After a customer approves a service by signing the repair order, a copy
of the repair order is given to the technician. This copy may be called the
technician’s worksheet, repair order hardcopy, or hardcopy. The popular
term used for this copy, however, is hardcopy. This is because before com-
puterized repair orders were popular, the last copy in a set of preprinted re-
pair forms was made of light cardboard and was for the technician.

Today some computer forms print the technician’s hardcopy on regu-
lar paper, while many shops choose to use the heartier cardboard. This is
because it holds up in a shop environment, and the heartier material
keeps it from getting bent and smudged from being around liquids and
lubricants in the shop. The term hardcopy is used in this chapter to rep-
resent the technician’s copy of the work order. To further protect the tech-
nician’s copy, it should be placed on a clipboard. In many facilities, the
clipboard is placed on a wall peg for the technician.

The front of the hardcopy is an exact duplicate of the repair order and
must have all of the automobile and customer information needed by the
technician. The purpose of this chapter is to cover the information that
the service consultant must place on the technician’s hardcopy. This in-
cludes the information that the service consultant wrote down about the
customer’s concern in terms that the technician can use to service the au-
tomobile. It also is to include information on the automobile.

Ensuring that all of the required information is entered on the repair
order in the space where it is to be entered is important to the efficiency
of the shop. Technicians cannot use their time to hunt for the informa-
tion on the form, to interpret what is written, or to look for information
on the automobile. This is because the technician is paid by the hour and
there is an hourly charge for the use of the repair bay. Lost bay time costs
the service facility. In addition, if the technician is paid on a flat-rate 
basis (explained in Chapter 3), this lost time costs the technician money
and the service facility loses money. Service consultants must have their
technicians in a position where they can immediately begin to work on a
customer’s automobile as soon as they receive the hardcopy.

Recording Customer Information: What and When

In some cases, the computer program provides the service consultant
with space for a limited number of characters, such as 100. Therefore,
what a customer has to say may have to be boiled down to 100 alphabet-
ical letters, periods, and spaces. This limitation is preferred because it is in-
efficient for technicians to have to take the time to read a long report. To
keep the description of the problem to the point, service consultants
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should focus on what the problem is and when it occurs. The service con-
sultant’s choice of words to state what and when is important because of
the limited space provided.

For example, assume that Mr. Berger has a problem that needs to be
diagnosed. The concern has not been verified and, therefore, the first
words to record are: “Customer claims,” which contains fifteen charac-
ters. The next part of the sentence needs to tell the technician what hap-
pens to Mr. Berger’s automobile. In this case, assume that Mr. Berger states
that his automobile will not properly shift from second to third gear.

The service consultant must ask Mr. Berger more questions to deter-
mine when the problem occurs. As the service consultant asks more ques-
tions, Mr. Berger explains that the automobile’s engine speeds up before it
goes into the higher gear. To put Mr. Berger’s entire explanation of the
problem into writing may exceed the number of characters the system
will permit, plus the service consultant must select terminology used by
technicians to describe the sensations felt by the customer. Specifically,
the service consultant may use the word “slips” to describe what happens
when the automobile’s transmission shifts gears. To describe approxi-
mately when the problem occurs, the service consultant writes down
when the problem occurs such as, “when the car shifts from 2nd gear.” As
a result, the description that is written on the repair order for the techni-
cian states: “Customer claims the transmission slips when the car shifts
from 2nd gear.” The statement is under 100 characters and conveys to the
technician what the problem is and when it occurs.

The beginning of the sentence states “Customer claims” to indicate
that the problem must be verified. As explained in Chapter 5, the verifi-
cation of a problem is very important because under many warranty con-
tracts, as well as state lemon law statutes, a problem does not exist until a
technician verifies it.

Duplicating the Problem
After receiving the hardcopy, a technician makes some preliminary

checks on Mr. Berger’s automobile, such as checking the transmission
fluid level and condition. Next he tries to duplicate the problem by taking
the automobile for a drive but the problem does not reappear. Mr. Berger’s
automobile does not seem to have a problem when shifting from second
to third gear. As a result, the technician must write down on the hardcopy
that the problem was checked and could not be duplicated. The hardcopy
is then returned to the service consultant, who presents the information
to the customer.

When a problem cannot be confirmed, a number of actions may be
taken. For example, the service consultant and the technician may take the
automobile for a drive to see if the problem reoccurs. An option may be to
ask Mr. Berger to drive the automobile with the technician riding as a pas-
senger or vice versa. Another alternative that is often used when a problem
is intermittent or occurs after the automobile has sat overnight is for the
service consultant or technician to take the automobile for a drive after the
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lunch break or to take it home overnight. The objective in all cases is to du-
plicate the problem to obtain an accurate diagnosis.

Selecting Appropriate Terminology
Some service consultants may lack the technical knowledge or have

trouble choosing the right words to describe a relatively detailed customer
concern. In these cases, the service consultant should have access to a
publication such as Delmar’s Automotive Dictionary by South and Dwig-
gins (Thomson Delmar Learning, Clifton Park, NY, 1997). For service 
consultants at new automobile dealership service departments, the 
automobile manufacturer typically recommends terminology to use to 
describe certain concerns in the narrative, such as the transmission fails to
engage upon acceleration, or service operation codes may be used.

Vehicle Identification Information

Service consultants must become very familiar with the location and
formats of the VINs. The information contained in these numbers and let-
ters is critical to the service consultant and technicians. For this reason,
these numbers are to be included on all repair orders, which are copied on
the hardcopies and invoices. The vehicle identification information is im-
portant to obtain correct parts; identify service procedures and specifica-
tions; and to obtain correct information about recalls, campaigns, and
TSB information.

Other information to be recorded in the data file for the automobile
and, therefore, on the work order is information on the automobile’s op-
tional equipment. Specifically, this information is needed so accurate es-
timates can be generated for customers. For example, when replacing an
engine, the air-conditioning equipment adds time and cost to a repair. If
the service consultant does not include this information in the estimate,
the service facility, and possibly the technician, will lose time and money
on a repair. Another example regards repairs performed under a warranty
contract. These contracts require that the invoices include appropriate
technical information, such as the automobile’s transmission model, be-
fore payment is made.

Vehicle Identification Number
The VIN is a seventeen-digit number, and a special number is assigned

to each automobile. The service consultant can locate the VIN at a num-
ber of different places. Once it is located, it should be recorded in the cus-
tomer’s file in the computer database.

The likeliest place to obtain the complete seventeen-digit VIN is from
the automobile owner’s registration card. The safest place to get the num-
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ber, however, is to copy it from the place where it is located on the vehi-
cle, which is expected in some warranty contracts. The VIN is most com-
monly found under the windshield near the driver’s area but may also be
located on the driver’s door jamb.

Once the VIN is located, the service consultant must carefully copy
the number down on a piece of paper. When copying the VIN, service
consultants must be sure to write down each letter and number accu-
rately. Failure to record all seventeen digits accurately will cause several
problems, such as ordering wrong parts, rejection of warranty claims, in-
accurate repair times, and even state law violations. One suggestion is that
after the VIN is copied on a piece of paper, the service consultant should
count the numbers to be sure there are seventeen.

What the VIN Digits Represent
An example of an automobile’s VIN (1G2FS32P8RE100000) is shown in

Figure 10-1. Note that this is a number used by General Motors. Manufac-
turers may use different letters and numbers in a category. For example, the
digits shown in Figure 10-1 create the following eleven categories: origin
(where the car was manufactured), manufacturer, make, vehicle line, body,
restraint, engine, check digit, year, plant code, and sequence number.

1G2FS32P8RE100000

ORIGIN
1
2

USA
CANADA

MANUFACTURER

G
GENERAL 
 MOTORS

MAKE
CHEVROLET

PONTIAC
1
2

VEHICLE LINE
FIREBIRDF/S
GRAND AMN/E

BODY
1 2 DR COUPE
3 CONVERTIBLE

SEQUENCE NO.
LAST 6 DIGITS

PLANT CODE
E PONTIAC EAST

YEAR
P 1993
Q 1994

CHECK DIGIT
9 TH DIGIT

ENGINE

P
L

5.7L
3.8L

V8
V8

MFI
MFI

LT1
L27

DISP.FUEL SYS.RPOENGINECODE

RESTRAINT
  MANUAL BELTS WITH
DRV / PASS INFLATABLE
       RESTRAINTS

FIGURE 10-1 A vehicle identification number (VIN).
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Figure 10-1 shows that the automobile was made in the USA (1) by
General Motors (G). The vehicle make is a Pontiac (2) and the line or
model is a Firebird (FS). The body style of the Firebird is a convertible (3)
that has manual belts with air bags on the driver and passenger sides (2).
The engine in this Firebird is a V8, 5.7 liter (P). The check digit for diag-
nosis is the 9th digit (8). The vehicle was manufactured in 1994 (R) at the
Pontiac plant on the East Coast (E).

Again, caution is required when interpreting what a digit represents.
For instance, the number for the body style in Figure 10-1 is a 3, which in-
dicates a convertible. This number may not represent a convertible for
other manufacturers because the numbers used to describe a particular
body style may be different for different manufacturers. The numbers
may be different even within a manufacturer. Also, the number used to
describe a particular body style may change from year to year and may be
different in a manufacturer’s car lines and truck lines. Consequently, the
meaning of each letter or number must be found in a shop manual or
database.

Date of Production and Model Year
The production date of a vehicle is most commonly needed to order

certain parts. For example, there may be two brake pad part numbers for
the same automobile. The production date of the automobile is needed to
decide which part number to use. The month and year an automobile was
built can be found on the jamb of the driver’s door. In addition, at new
automobile dealership service departments, the production date along
with a multitude of other important information can be obtained by 
entering the entire VIN into the manufacturer’s database.

When ordering some parts, only the vehicle model year may be
needed. At one time, automobiles made after September were assigned to
the next model year. In other words, if a vehicle was made in November
of 1995, it was considered a 1996 model. This is not the case anymore be-
cause the model year for an automobile changes when the manufacturer
determines the “time is right.” The timing for the change of model year is
dictated by a number of factors that are associated with the manufactur-
ing of the automobile. As a result, a manufacturer may decide that a new
model year may begin at any point in the year, such as June.

To obtain the correct model year for an automobile, service consul-
tants may look it up on the automobile owner’s registration card, the 10th
digit of the VIN, or under the hood of the automobile on the emission de-
cal. When the emission decal is read, it will state that the automobile
“meets the Environmental Protection Agency emission standards” for
“model year,” unless the hood has been replaced or the sticker is missing.
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Parts Identification
Often service consultants and parts specialists need more specific

component identification information to order a part. The reason is be-
cause even with the model year of the automobile, production date, and
complete VIN, there may still be too many different parts from which to
make a selection. Again, the dilemma the service consultant or parts spe-
cialist faces is that a mistake in a part order will cause delays, and cus-
tomer expectations will not be met. In addition, the price for an incorrect
part may cause a problem in the estimated repair cost.

Admittedly, in some cases, the quickest way to obtain the part infor-
mation is from the old part itself. If a number cannot be found, an option
is to remove the part and take it to the parts supplier for comparison to a
new part or a picture in a parts book. If these methods fail, another option
is to obtain the part number from a source that is specific to a manufac-
turer. For example, Ford Motor Company uses what it calls a calibration
code to identify emissions parts. Ford puts the calibration code (see Figure
10-2) on a sticker located on the driver’s side door jambs (late-model 
vehicles only). The calibration code then can be used to order the emis-
sions parts for Ford Motor Company vehicles.

General Motors, in contrast, uses production option codes to describe
the specific characteristics of each automobile produced (see Figure 10-3).
The list of codes can be found in a production code manual, such as B72,
which describes a type of molding used on 1996 to 1997 General Motors
vehicles. In total, there are approximately 50 to 100 production codes for

FIGURE 10-2 A Ford calibration code sticker.
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every General Motors automobile. The codes describe every characteristic
of the automobile, from its mechanical parts to the trim and paint. The
codes are so detailed and the list so complete on each vehicle that it is dif-
ficult to find two General Motors vehicles that have all of the same codes.
Location of the GM Production Option tag varies from model to model.
The most common areas to find the General Motors tags are the glove box
or spare tire cover. 

In addition, most manufacturers place the trim and paint codes on
the driver’s door jamb along with the VIN, the Gross Vehicle Weight Rat-
ing (the maximum weight of the vehicle after it is fully loaded with peo-
ple and cargo), and other important information such as wheel base, tire
size, and inflation pressures. Once the tag is located, the information or
code needed to identify paint, for example, can be given to a parts sup-
plier so the correct color can be obtained.

Summary

Working with customers to obtain correct information is one of the
most important production tasks that a service consultant performs. The
accuracy of the information and how clearly it is communicated to techni-
cians and parts specialists is critical to a facility’s efficiency. Becoming skill-
ful in obtaining needed information is part of the service consultant’s job.

FIGURE 10-3 A General Motors option code sticker.
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In addition, service consultants must provide accurate information to
all team members and be willing to work with technicians as partners in
the repair process. The smooth processing of information and building ef-
fective working relationships among all employees is important to the
quality and quantity of work performed by a facility.

In the communication process, service consultants must be able to 
locate information on automobiles as quickly as possible. They must
know where to find the same information in at least two places. This is
helpful if the information is missing at one location or if there is doubt as
to the accuracy of the information.

Finally, a facility’s workflow, which is covered in Chapter 11, is totally
dependent on the accuracy and the speed at which the information is col-
lected by the service consultant. If the information obtained by a service
consultant is not correct or it is not on the hardcopy, workflow will be de-
layed and the time needed to complete a job will be extended.

Review Questions

Multiple Choice
1. A customer calls with a shopping list of problems with his or her vehi-

cle. How does the service consultant put this information in a format
that will help the technician find the customer’s problem?
A. Write down everything the customer says in the order he or she

says it.
B. Ask open-ended questions regarding each item to determine the

problem.
C. Ask the customer to boil the problem down to a specific system on

the car.
D. Verify that each item on the repair order is a symptom or a main-

tenance request.
2. Which of these is a common location for the production date?

A. On the valve cover
B. Inside the driver door pillar
C. On a sticker on the radiator support
D. Inside the gas door

3. Service consultant A says that before computerized repair orders were
popular, the last copy in a set of pre-printed repair forms was made of
light cardboard and was for the technician. Service consultant B says
the word “hardcopy” often is used to describe the technician’s copy of
the work order. Who is correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B
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4. Service consultant A says that when replacing an engine, the air-con-
ditioning equipment will NEVER add more time or cost to a repair.
Consultant B says when information such as air conditioning is not
considered in an estimate, the service facility, and possibly the tech-
nician, will lose time and money on a repair. Who is correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

Short Answer Questions
1. Explain how a service consultant can effectively communicate cus-

tomer service concerns and requests to the technician.
2. List ways a service consultant can assist service facility personnel with

vehicle identification information.
3. Go to a vehicle, then locate and record the following:

A. the VIN
B. the production date
C. various component identification data
D. the trim package (GT, LS, etc.)
E. the paint and interior colors
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CHAPTER 11

WORKFLOW

OBJECTIVES

Upon reading this chapter, you should be able to:

• Explain the relationship between company policy, operational
procedures, and operation manuals.

• Define workflow.

• Present a plan to manage customer appointments. (D.5)

• Describe techniques to use to manage workflow. (D.1)

• Explain why monitoring workflow is important. (A.2.5)

• Prepare a progress chart for monitoring repair orders.

• Describe the reasons behind active delivery and the use of a formatted
system.

159
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160 THE SERVICE CONSULTANT

Introduction

Workflow is the processing of work from the initial contact with the
customers to the return of their automobile. The ultimate objective for an
automobile service facility is for all work to flow smoothly through the fa-
cility. To accomplish this, service consultants must: 1) control the volume
of work taken into the facility each day, 2) monitor and facilitate the flow
of work through the facility, and 3) have the customer’s paper work and
automobile prepared for pickup as soon as work is completed.

For service consultants to control and facilitate the flow of work, they
must have a firm understanding of the facility’s process and procedures.
To discuss these processes and procedures, the chapter begins by describ-
ing the creation of policy and how it is used to write operational proce-
dures and regulations. Next, the chapter explains how and why
operational procedures and regulations become the guide for the genera-
tion of operation manuals that are to be used by employees to process
work through a facility.

The chapter then builds upon the service consultant’s duties pre-
sented in the earlier chapters to discuss the workflow process, such as the
procedures service consultants follow to make appointments and prepare
work orders. In order to meet the objective to have all work flow smoothly
through the facility, the service consultant’s duties must be linked to-
gether into a seamless operation. The seamless operation is then at the
heart of the operations manual, which is like a rule book.

In fact, some franchise service facilities have carefully developed op-
eration manuals to the point where they require each independently
owned franchise to use them. The benefit is the assurance that their cus-
tomers are provided with exactly the same services or products each time
they come into one of the facilities, regardless of the location. Because of
the success of some franchises, their operational procedures have set the
standard for their industry. For example, Ray Kroc founded McDonald’s
and worked hard to make sure customers knew and got what they ex-
pected at each McDonald’s franchise around the world. Their procedures
made McDonald’s a leader in the fast food industry. As a result, the con-
cepts of exact procedures that make up a system were copied by other in-
dustries and businesses. The procedures that make up a system begin with
the company’s policies.
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CHAPTER 11 WORKFLOW 161

Company Policy

The owner, owners, or a corporate board of directors set company
policies. These policies indicate how the owners want to conduct busi-
ness, although some of them come from a law or legal regulations, such
as the consumer protection laws and state safety inspection regulations. A
policy statement may explain why the owners want the policy to be fol-
lowed, but this is not necessary, because owners and boards are not re-
quired to justify their directives to employees.

Policies should also describe the authority and responsibilities of the
managers and service consultants. These descriptions should be in reference
to the positions of the managers and service consultants in the organiza-
tional structure, which was discussed in Chapter 1. As a consequence, when
service consultants begin a new job, they should carefully review their re-
sponsibilities, which are usually shown in a job description. In fact, the ser-
vice consultant should review the job descriptions of all employees with
whom they work. These descriptions are typically approved by the owner(s)
or board and are critical to the workflow process.

As shown in Figure 11-2, company policies lead to the operational pro-
cedures and regulations of the service facility. The operational procedures

Company
Policy

Operational
Procedures

and
Regulations

Operations
Manual

FIGURE 11-2 The connection between policy and operations manual.
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and regulations, which usually are written by the owner(s) or managers in
charge of operations, are the basis for the operation manuals (the rule
books) to be followed by all employees. The operations manuals direct how
the work is to be processed by each work area. Therefore, to ensure that the
owner(s) or board expectations as well as the law will be met, there is a di-
rect link between the operation manuals and company policies. As shown
in Figure 11-2, there may be one manual for the entire facility with sections
for each work area or a separate manual for each work area in the facility,
such as the parts department. This chapter will assume that there is a man-
ual for each work area.

An example of a policy that goes into an operation manual is as 
follows.

1. A company policy states that: All parts put on a customer’s automobile
must be purchased through the facility.

2. Operational procedures and regulations may then direct that: All parts
needed for customer automobiles must be ordered by the parts specialist.

3. The operation manual may then direct that:
i. All parts will be ordered by the parts specialist within one half hour of the

order being placed by a technician.
ii. Employees understand the full sense of the policy that: Customers

may not bring their own parts to the service facility for installation.

Some directives in an operation manual for a work area will overlap
with other work areas. In the example above, the operation manuals for
the service consultant, the technicians, and the parts department special-
ist would all state that: “Customers may not bring their own parts to the
service facility for installation.”

Beginning the Workflow Process:
Scheduling Customer Appointments

The workflow process begins with the scheduling of customers for
work. If there are too many appointments, some customers may not have
their work completed by the end of the day. If there are too few appoint-
ments, some technicians may not earn their expected wages for the day
and service facility sales will be lower. To further complicate the process,
if a service facility has some technicians who perform maintenance work
and some who perform repairs, the service consultant must actually
schedule work for two operations. Therefore, even though the customers
should always be encouraged to make an appointment, service consul-
tants must estimate the time needed for each service so the customers’
needs are met.

To illustrate how this works, first, when scheduling an appointment,
the service consultant might say, “I can schedule you to come in at either

162 THE SERVICE CONSULTANT
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CHAPTER 11 WORKFLOW 163

8:15 or 9:45 on Friday. Will either of those times work for you?” Experi-
enced service consultants know that, if possible, a customer should be
given two times to choose from because it encourages them to make a de-
cision and it gives them a choice. Service consultants also know to sched-
ule customer appointments at least 10 to 15 minutes apart, or in some
cases farther apart when more in-depth problems must be discussed. Oth-
erwise, customers will be impatiently lined up at the service consultant’s
workstation.

Service consultants should never tell customers to “just stop in when
the shop opens at 8 a.m.” or, worse yet, tell them, “first come first served”.
While some service facilities, such as the fast lube industry and many tire
retailers, can operate without appointments, service facilities that offer a
range of services must have greater control. If the service consultant does
not have some control over when customers come to the shop, they are
prone to bunch up at one time and become impatient because they must
wait in line.

Making Appointments
To schedule customers for appointments, a computer or an appoint-

ment book is used to keep a daily customer log. The advantage of a com-
puterized appointment schedule is the ability to look at the customer’s
history in the database. As a result, when an appointment is being sched-
uled, suggestions for any additional services needed for the automobile
can be made. Also a computerized appointment schedule can be updated
from one day to the next and appointments can easily be changed.

When an appointment book is used, each sheet in the appointment
book represents a new day, and there should be enough sheets in the book
to cover the current as well as the next month. Also, since an appointment
book requires the service consultant to write down the information, a pen-
cil should be used so that changes can be erased. Pencils must be sharp and
the handwriting must neat so that others can read the entries. If a consul-
tant’s handwriting is not easily read, then all entries must be printed.

Estimating Repair Hours Available for Sale
Whether a computerized system or appointment book is used, the ser-

vice consultant must record the estimated number of labor hours needed
to perform the service for each repair order. For example, assume that
Renrag Auto Repair had 3 repair technicians with approximately 20 fla-
trate repair hours of capacity to sell each day. The total estimated hours
on the repair orders, therefore, should not exceed 20 hours.

The number of flatrate hours of capacity for a facility is based on the
past performances of the technicians plus a few hours for diagnosis work
and unexpected emergency visits. As a result, the capacity, or average
number of hours a service facility may produce a day, is important for a
service consultant to know in order to schedule the correct amount of
work each day. For example, if Monday had a carryover of 4 hours of
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164 THE SERVICE CONSULTANT

unfinished work to Tuesday, the capacity at Renrag Automobile Repair for
Tuesday would no longer be 20 hours but 16 hours. Of course, the
amount of time the service consultant should budget will vary with the
type of work done at the service facility as well as the time of the year. For
example, when the weather gets very cold or very hot, more time may
need to be budgeted for unexpected repairs.

After any carry-over work, diagnostic work, and unexpected repairs
are considered, a service consultant may have 12 out of 20 hours left over
for appointments. In addition, a prudent service consultant will not want
to schedule appointments that will take up all 12 hours because some of
the appointments will require more work than recorded in the appoint-
ment book. To illustrate this point, let us say an average of 1 hour of ex-
tra time is needed for every customer who schedules an appointment.
Assume David Paterno calls in to have his oil changed and tires rotated. In
this case, the service consultant knows the labor time associated with this
maintenance will take 1/2 hour. This means the service consultant should
budget 1/2 hour for the service and 1 hour for any additional work David’s
automobile will need. As a consequence, after David’s appointment is
made, there are 10.5 hours available for more appointments. If each cus-
tomer was similar to David, the service consultant could schedule a total
of 8 appointments until the daily work capacity is filled (see Figure 11-3)

While the example in Figure 11-3 is easy to follow, the process is not
quite as simple as it seems because additional time may be needed for an
automobile. For example, an older automobile is likely to require more
time than an automobile that is new. In such a case, the automobile’s his-
tory will help the service consultant to assess the condition of the auto-
mobile and allow additional time. In addition, the history can help the

SUMMARY OF RENRAG AUTOMOBILE REPAIR’S
TUESDAY’S SCHEDULE

Total capacity of labor hours at Renrag: 20 flat-rate hours

Holdover work from Monday 4 hours
Customer unexpected emergencies 4 hours
8 scheduled customers (1/2 hour each) 4 hours
Additional work (8 scheduled customers @ 1 hr. each) 8 hours _______
TOTAL flat-rate hours budgeted for services: 20 hours

Unbudgeted hours leftover = 0 hours

FIGURE 11-3 Calculation of daily work capacity.
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service consultant identify additional repairs the automobile might need.
For example, if the consultant saw in the computer database that the au-
tomobile had low brake lining readings on front and rear brakes during
the last visit, the automobile will likely need new brakes. This can add an-
other 2 to 3 hours of additional work to the schedule for this one auto-
mobile. Also, if the customer is new, then time should be allotted for an
inspection (as described in Chapter 4) as soon as the automobile enters
the shop.

The Daily Customer Log
The above example given for Renrag Auto Repair demonstrates that a

service consultant cannot fill up every available hour of the entire work-
day with appointments. Otherwise there will not be any time left for work
left over from the day before, diagnostic work, unexpected customers
with immediate concerns and requests, and recommendations of the
technician for work found during the service of scheduled customers.
Keeping an accurate daily customer log is an important tool for the ser-
vice consultant.

The minimum information needed in a daily customer log or ap-
pointment book is determined by the nature of the work done by the ser-
vice facility. In general, however, the daily log should show the date, time
of appointment, customer’s name, phone number, vehicle, description of
the work needed, and time of pickup (see Figure 11-4). Then the service
consultant should estimate how long the service will take and add it to
the time taken by the previous appointment (the last column shown in
Figure 11-4). In other words, as shown in Figure 11.4, Paterno’s work will
take 1.5 hours and the estimated amount of time for Ricardo’s work is 3.0
hours. So the total time scheduled for the day is 4.5 hours.

Date: _____________________

    Year &   Est.
  Customer Phone Make of  Pick Work
 Time Name Number Vehicle Services Up Hours

 8:30 Paterno 237-3333 2002 Oil change Noon 1.5
    Pontiac Tire rotation

 8:45 Ricardo 655-4441 2001 Brakes 3:00 4.5
    Buick

FIGURE 11-4 A daily customer log.
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166 THE SERVICE CONSULTANT

Finally, once the appointment book is filled, appointments for the fol-
lowing workdays should be scheduled. In this case, a service consultant
might tell a customer, “I am sorry, but our schedule for today is filled; can
I make an appointment for you for tomorrow at 8:30 or 8:45a.m.?” If the
customer indicates that the next day is not possible, the service consul-
tant should suggest two later dates and times from which the customer
might choose. In other words, care must be taken to not “over schedule”
the facility and create unnecessary pressure and dissatisfied customers
whose delivery expectations will not be met. At the same time, to “under
schedule” work for the facility will result in lost profit. Therefore, sched-
uling work in advance should be encouraged whenever possible.

Workflow: Service Consultant’s Paperwork

When a customer’s automobile is ready to receive a service, the service
consultant must start the paperwork introduced in Chapter 4 and then
discussed in the following chapters. An operation manual needs to direct
what paperwork is to be filled out and how it is to be conducted for each
step of the flow process shown in Figure 11-5. For example, the operation
manual would direct in step number one how the customers are to be en-
tered into the database.

The operation manual would also direct when a diagnosis is to be per-
formed and when the hardcopies of a repair order are to be distributed to
the technician. As shown in Figure 11-5, a request for a diagnosis (if
needed) is sent to the technician before an estimate is prepared for the
customer. The operation manual would indicate who should receive the
request from the service consultant.

Workflow: The Technicians

While an operation manual for technicians may include specific pro-
cedures about how to perform certain repetitive jobs, such as diagnostic
procedures for no-start, no-crank problems or maintenance services such
as oil changes, it must also state how work is to be processed after it is re-
ceived from the service consultant. An example of a flowchart showing
how a repair order is to be processed is shown in Figure 11-6.
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1. Database File
is created for
the customer

2. Estimate is
prepared for the
customer

3. Repair order is
updated AFTER
an estimate is
approved by the
customer

4. Customer
signs repair
order/hardcopy
given to the
technician

5. Repair order
service is complete
and invoice is created

6. Customer pays
bill and signs invoice

Initial repair order
for diagnosis
to the technician

To technician
for service

FIGURE 11-5 The flow of paperwork at a service facility.
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168 THE SERVICE CONSULTANT

In the flowchart in Figure 11-6 there are several important features to
be noted since they would not be the same at all service facilities.

1. There is a shop leader who receives the repair order from the service
consultant.

2. The shop leader assigns the work.
3. The technician leader places the order for parts with the parts

specialist.
4. When the parts are received, they are delivered directly to the

technician.
5. When the work is completed, the technician returns the repair order

to the shop leader (who, in turn, assigns another job).
6. The shop leader returns the completed work order to the service 

consultant.

By following a flow diagram as shown in Figure 11-6, a written set of
procedures for an operation manual could easily be prepared. For exam-
ple, the operation manual would start with the service consultant gener-
ating a repair order, which goes to the shop leader, who assigns the work
to technicians. The operation manual should also describe how techni-
cians obtain automobiles for repair, check them over, write down their
comments about the repairs, return repair orders to the shop leader, and
pull automobiles out of the shop; where to park them; and how to get 
another repair order.

Repair order
from service
consultant

Repair order to
parts specialist
(if needed)

Technician 
makes repair

Parts received
from parts 
specialist

Technician returns
completed repair
order to shop leader

Repair order
assigned to
technician
by shop leader

Repair order
to service
consultant

FIGURE 11-6 The flow of work for processing a repair order.
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Monitoring Repairs

The operation manual should require the service consultant and/or
the shop leader to keep a log on the status of all repair orders. Only by
keeping track of the progress of repair orders can service consultants mon-
itor their facility’s workflow.

To effectively keep track of the many repair orders in a given day, the
service consultant should use a progress chart. Progress charts can either be
a part of a computer program matrix or be hand recorded on a form in a
notebook or on a clipboard. The purpose of a progress chart is for the ser-
vice consultant to be able to follow the progress of multiple work orders at
the same time. As a repair order is transferred from one employee to the
next, the status of the order is recorded on the progress chart, which may
also be called a repair order tracking sheet. An example of a progress
chart (called a repair order tracking sheet) is shown in Figure 11-7.

To use the repair order tracking sheet shown in Figure 11-7, a service
consultant must create the repair order. The service consultant will then
record the customer’s name, the automobile make and/or model (vehicle
type column), the repair order number assigned to the job, the comple-
tion time promised, and the description of the work on the sheet. This in-
formation is necessary because it is common for the service consultant to
think of the job and refer to it in terms of the customer’s name. However,
technicians will often think of the job and refer to it in terms of the make
and model of the automobile. Furthermore, parts specialists will often
think of the job in terms of the types of parts ordered for the repair or
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Repair Order Tracking Sheet

  Repair   Parts      Vehicle
Customer Vehicle Order Time Work Clerk Customer Parts Work Invoice Customer Picked
Name Type Number Promised Description Estimate Approval Arrived Finished Prepared Notified Up

FIGURE 11-7 A progress chart on repair orders.
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even a repair order number that must be recorded on parts delivery re-
ceipts. The use of different information to describe the same job can cause
miscommunication, and the repair order tracking sheet can act like a
score card to connect the different references to a job.

As per the workflow sequences described earlier in this chapter, the re-
pair order would be given to the shop leader to assign to a technician.
Once the technician checked the automobile and recorded his findings
on the repair order, it would be returned to the service consultant, who
would record the time the repair order was received and forwarded to the
parts specialist for the estimate on the repair order tracking sheet.

Next, the parts specialist would give the service consultant the parts
and labor estimate. The service consultant, after meeting with the techni-
cian, would call the customer. Each time the service consultant tries to
call the customer, the time of the call should be entered on the repair or-
der. After the service consultant gets approval for the job, the time of the
approval should be entered in the customer approval column. The service
consultant must also note on the repair order the time of the approval,
the person who gave the approval, the phone number called, what was
said, and what was approved (depending on state law, other information
may also be required).

Next, the service consultant returns the repair order to the shop
leader to order the parts. The parts specialist must notify the service con-
sultant when the parts arrive in order to record the time in the “parts ar-
rived” column. The parts specialist then returns the repair order to the
shop leader, who reassigns it to a technician (typically the same techni-
cian will receive the job), and the parts are delivered to the technician.
Once the job is assigned to a technician, the service consultant should be
notified so the time can be recorded in the “work being finished” column.
After the work on the automobile is completed, the repair order should be
returned to the service consultant so an invoice can be created. As a fur-
ther note, the procedure should require the technician to use a time clock
to punch on the repair order when work is started and finished. After an
invoice is completed, the time should be written in the “invoice-
completed” column along with the time when the customer was notified
the automobile was finished. Finally, the time “active delivery” occurred
is written in the “vehicle picked up” column.

The time recordings on the tracking sheet are important to the moni-
toring of repairs by the service consultant. For example, this information is
helpful when estimates are needed on the amount of time until a cus-
tomer’s automobile is ready for pickup, if an emergency repair can be taken
into the facility, and if there might be time for a diagnosis. In addition, if
the service consultant suspects a problem exists with a repair because it has
taken longer than the estimated time or if the parts have not arrived as ex-
pected, the customer can be called and advised of a possible delay.
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By monitoring the tracking sheet, service consultants can be aware of
changes that might cause a job to be carried over to the next day or that
an additional job can be accepted. For example, assume that at the begin-
ning of the day, the service consultant has scheduled all of the daily work
possible. However, at noon the service consultant finds that two jobs
scheduled for the day are still waiting for parts to arrive. When a customer
stops in for a maintenance service, the service consultant may be able to
bring in the job that day as opposed to scheduling it for another day be-
cause of the parts delay.

Note that the times should be recorded on the repair order when cus-
tomers are called for approvals. For example, assume the tracking sheet
indicates a job begun at 8:30 a.m. did not get an approval from the cus-
tomer until 11:30. In the case of a complaint about the delay in making a
repair, the service consultant may examine the repair order to determine
when the customer was first called. If calls were made to the customer at
9, 9:30 and 10:15 a.m., then obtaining approval was a problem and a new
strategy may be needed to reach customers. If the first phone call to the
customer was at 11 a.m., however, then the customer was not contacted
as directed in the operation manual.

The shop leader as well as the parts specialists may also use a tracking
sheet. They may modify the sheet to meet the particular needs of their
work area, such as distributing work to technicians and tracking the order,
receipt, and distribution of parts. In all cases, the operation manual
should direct the procedures for each work area.

Active Delivery

The end of the workflow process occurs when customers are presented
with an invoice and the keys to their car. This delivery is an important
function that is often overlooked by service facilities. The service consul-
tant must remember that for most customers, the automobile is the sec-
ond most expensive item they own (a home is the most expensive item)
and they depend on it to take care of themselves and their family.

Pre and Post-Inspection of Customer Automobiles
Of course, before a service consultant makes an active delivery, the

customer’s automobile must be checked. This requires service consultants
to have the pre-inspection form (shown in Chapter 4) on which the tech-
nician notes the general condition of the automobile, including damages
and missing or broken parts. Consultants should then inspect the auto-
mobiles and compare them to the pre-inspection report before delivery to
the customer. Next, consultants should ensure that all repairs and services
were performed, the vehicle was cleaned, no tools or old parts were left in
it, and it was detailed (assuming this is a customer policy). 
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Therefore, the care and cleanliness of the customer’s automobile
should be monitored throughout the service process. This requires the use
of fender covers, seat covers, floor mats, and steering wheel covers. Need-
less to say, upon delivery of the automobile to the customer, the automo-
bile should be at least as clean as when it arrived.

Shop rags and old parts should not be left in the automobile (or un-
der the hood) and all protective covers should be removed for the cus-
tomer’s convenience. A customer is not impressed when the paper floor
mats are left in the car because there is no place to put them. Customers
are even less impressed when there are oil stains on the carpet and not on
the paper floor mat. In addition, the automobile should not have any
grease stains on anything that a technician touched, such as white wall
tires or door handles.

The Delivery
The primary goal behind an active delivery is not so much an action

(such as washing of the automobile) but an attitude taken by the service
consultant. The service consultant should take the time to add a personal
touch to the delivery process.

Active delivery can include driving the automobile to customers or es-
corting them to their automobiles, which should be in front of the facil-
ity’s entrance. The service consultant should express appreciation for
their business, provide them with the opportunity to check over their au-
tomobiles, and allow them to state concerns or requests they may have.
This then permits the service consultant to correct any misconceptions or
problems the customer may have as well as to point to the positive points
about the customer’s automobile. Then the service consultant should ask
if the customer would like to schedule any additional work.

Summary

When operation manuals present the workflow procedures to be fol-
lowed by each work area, the expectation is that all employees will per-
form each of their job tasks correctly. This is important because: 1) each
job task is a piece in the workflow process, 2) all of the job tasks must fit
together in order to create a process, and 3) in order for the tasks to work
together to create a smooth workflow, the employees must work with
each other as a team. When this occurs, work can be conducted both ef-
fectively (the job gets done correctly) and efficiently (little waste occurs,
so a profit is earned).
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The preparation of the operations manual is admittedly time con-
suming to create; however, automobile service facilities that clearly state
their operational procedures and regulations in a manual (or rule book) to
employees are more likely to be successful. One reason is because cus-
tomers know they can count on the service to be received every time they
come to the facility. Some refer to the dependence on a manual as a 
“formatted system” because it promotes consistency throughout the au-
tomobile service facility. The recognition of consistency, in turn, gives
customers confidence that if they were properly served previously, they
will be properly served again.

Review Questions

Multiple Choice
1. A customer has just given approval for repair of a vehicle. Consultant

A says the technician should be provided with the approved work or-
der. Consultant B says documentation of the customer’s approval
should be on the work order. Who is correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

2. During quiet times when customer and phone demands are low, a ser-
vice consultant should:
A. Examine the progress of customers’ car repairs and try to anticipate

any problems that might occur.
B. Get a head start by examining what aspect of their job can be done

before the next wave of customers arrives.
C. Take a break and either sit in the manager’s office or visit the tech-

nicians.
D. A or B is correct.

3. A customer approved the diagnosis of a problem but has denied ap-
proval for repair of their vehicle. Service consultant A says the techni-
cian should not perform the repair. Service consultant B says
documentation of the customer’s denial to have the repair performed
should be written down on the work order. Who is right?
A. A only
B. B only
C. Both A and B
D. Neither A nor B
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4. The workflow process begins with the scheduling of customers for
work. Service consultant A says if there are too many appointments,
some customers may not have their work completed by the end of the
day. Service consultant B says if there are too few appointments, some
technicians may not earn their expected wages for the day. Who is
correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

5. When booking an oil change appointment for a good customer, the
consultant finds that his highly paid drivability technician is the only
one with openings on that day the customer wants. Which of these is
the best solution to this problem?
A. Book the job for the drivability technician.
B. Add it to the lube tech’s schedule and tell the customer you will

work them in.
C. Offer the closest time that does not conflict.
D. Move the appointment of a new customer.

Short Answer Questions
1. Explain the relationship between company policy, operational proce-

dures, and operation manuals.
2. What is workflow and why is it important to the service consultant?
3. How would a plan to manage customer appointments be different at

a small shop versus a large shop?
4. List techniques a service consultant could use to manage workflow.
5. Why does a consultant need to monitor workflow?
6. How is a progress chart used to monitor repair orders?
7. What are the benefits of active delivery?
8. How can a formatted system at a service facility help the productivity

of the facility?
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CHAPTER 12

CUSTOMER RELATIONS:
SALES, FOLLOW-UPS,
AND PROMOTIONS

OBJECTIVES

Upon reading this chapter, you should be able to:

• Demonstrate how to greet customers and respond to angry customers
(A.1.6).

• Explain the importance of identifying and prioritizing customer concerns
(A.1.3, C.2).

• Give examples of how to promote the procedures, benefits, and
capabilities of the service facility (A.1.8).

• Identify methods to communicate the value of performing related and
additional services (C.4).

• Describe methods used for customer follow-ups (A.1.5).

175
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Introduction

The previous chapters cover in detail the processes and procedures to
be followed when working with customers. The purpose of this chapter is
to focus on customer relations. Specifically, this chapter discusses basic
sales techniques and follow-ups, methods used to promote sales, and han-
dling angry customers.

Selling Services

As explained in previous chapters, service consultants have several
opportunities to promote sales when they come in contact with cus-
tomers. These include the initial contact on the telephone, when the cus-
tomer comes into the shop, after the technician’s initial inspections and
diagnosis, when the automobile is serviced and problems are noticed by
the technician, and during active delivery. During these contacts, the job
of the service consultant is to sell what the service facility offers. In time,
service consultants develop their own style of selling; however, there are
several basic principles to be recognized.

The first principle is to always offer customers a pleasant and friendly
greeting. When a person calls on the phone, the caller must be treated
with courtesy and the conversation should be given proper attention. The
service consultant must speak clearly and distinctly.

To ensure that phone conversations are handled properly, the phone
should not be located where there is a lot of background noise. This can
cause communication problems for both the caller and the service con-
sultant. If cordless phones are used, the service consultant should not at-
tempt to carry on conversations in the shop area where technicians are
working on automobiles.

When customers enter the facility, service consultants must offer an
appropriate greeting as follows:

• “Welcome to Renrag Auto Repair.”
• “My name is __________, and your name is?” (if possible, extend the

right hand to offer a firm and friendly handshake while waiting for the
customer’s name)

• “How may I help you?”

After a proper welcome, customers will state what they need, which
could include the repair of a problem, maintenance, or just general infor-
mation. When customers state their concerns, service consultants must
be good listeners and give them their full attention. Service consultants
must listen carefully to the customers’ problems, what the customers
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think, and what has been done (or what the customers think has been
done) to their automobiles. Service consultants must ask “when,” how of-
ten,” and “where” questions. Most importantly, sales cannot be made if
service consultants are not aware of what the customers need, and, more
importantly, wish to buy!

Selling and Angry Customers
A critical sales technique for service consultants to develop is how to

handle angry customers (a more in-depth discussion about dealing with
angry customers is included later in the chapter). First, the service consul-
tant must always treat the customer, including angry ones, with courtesy.
Second, service consultants must keep in mind that the objective is to
close and complete a sale. This interaction should be handled like a busi-
ness meeting! Third, the service consultant must realize that when a cus-
tomer is angry, it is typically about the inconvenience and unknown costs
(anticipating the worst) associated with a repair. It is not personal.

Service consultants must realize that customers rely on their automo-
biles to meet their personal needs. When their automobile cannot be
used, even for a brief period of time, customers and their families will ex-
perience transportation problems and will not be able to take care of their
daily obligations as easily. This may cause feelings of helplessness, agita-
tion, and frustration that cause some people to be angry. Because these
encounters are not common, service consultants must learn to interact in
a disciplined and positive business manner.

Customer Personalities and Sales
After service consultants learn what a customer’s problems and con-

cerns are with respect to their automobile, they should prioritize the work
as discussed in Chapter 9. In addition, they should focus on the features
of the service and benefits received as also discussed in Chapter 9. Service
consultants must provide customers with accurate, detailed explanations
of the service to be purchased and answer all questions. The focus should
be on the capabilities of the facility to take care of the customer’s needs.

When discussing a service with a customer, service consultants
should attempt to adapt their discussion to the customer’s personality. For
example, if a person seems to be anxious, cynical, and/or distrustful, the
consultant should allow plenty of opportunity for the person to ask ques-
tions, give thoughtful answers, and permit the customer to have more
time than usual to make a decision (in other words, the customer should
not be pressured to give an answer). If a customer is not interested, is in a
hurry, and/or seems bored with the description of the service, the service
consultant should provide explanations that are more limited. If a person
is irritated and/or upset about the problem, the service consultant should
use the business approach that revolves around the features of the prod-
uct, benefits of the service, and repair priorities.
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Overselling and Up-selling
There is often confusion about when up-selling becomes overselling.

Overselling means a customer is sold a service that is not needed. For ex-
ample, a manufacturer’s manual may recommend a maintenance service
and part replacement at 50,000 miles. If a new part is not needed and the
automobile has traveled 25,000 miles since the last service, the customer
has been oversold.

Up-selling is when a customer needs a maintenance or repair service
and has an option on the quality of the parts or the amount of labor put
into a repair. For example, assume that a customer has to have new
brakes. The choice is between less expensive, lower-quality brake pads
and more expensive, higher-quality pads. The customer would obviously
save money by buying the cheaper pads; however, the person would have
to pay to have them replaced sooner. The cheaper pads may also have dif-
ferent warranty coverage. If the higher-quality pads are purchased, the
customer would save money in the future and may have better warranty
coverage, and the facility would make more profit on the sale of the bet-
ter set of pads. In the long run, the customer will be more satisfied with
the repair. Hence, the service consultant should try to up-sell the cus-
tomer on the purchase of the higher-quality brake pads.

Up-selling also occurs when a customer’s automobile is having a
maintenance or repair service and the technician sees a maintenance or
repair that should (not must) be performed. For example, assume that an
automobile is having an oil change and the technician sees that the wind-
shield wipers are so worn that they will not pass a safety inspection. If the
service consultant sells new wipers, it would be an up-sell. If the wipers
are not worn out, however, it would be an oversell. Oversells are how fa-
cilities get a bad reputation, eventually losing customers, and they may
break a state’s consumer protection law!

Customer Disagreements with Sales Proposals

If customers do not agree with a recommended repair or set of repairs,
the service consultant should ask for his or her recommendation. In some
cases, the customer may want to purchase more than what the service
consultant is trying to sell! If the service consultant does not agree with a
customer’s suggested repair because it will not solve the problem and the
person continues to insist, the service consultant should suggest that the
person seek another opinion.

In one situation, a customer wanted organic brake pads when his car
required semimetallic pads. This was a problem because organic pads do
not last as long or bring the automobile to a stop as well as the semi-
metallic pads. The service consultant refused the customer’s request. The
customer then offered to buy the pads and bring them to the facility for
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installation. The service consultant again refused and the customer left.
This proved to be a good decision because after the customer had the pads
installed, he rear-ended another automobile when his did not stop as
quickly as it did before the replacement.

Refusing to make an improper repair at the request of a customer
might result in a lost sale, but it is preferable to risking a comeback, a
breakdown on the road, an accident, or a lawsuit. Any of these results
would cost a facility more money than it would make on the repair.

Promoting the Facility

Service consultants must constantly promote the facility and the per-
sonnel who work there. They must have a positive attitude (we can fix
your car) and must be the company cheerleader (we are the best). In other
words, they must always be selling the facility and the technicians’ ability
to fix automobiles. They must tell customers about the good reputation of
the facility, customer compliments, how their technicians go to extra
lengths to solve complicated problems, the quality of the parts put on
customer automobiles, and the benefits of allowing the facility to keep
customer automobiles in top shape. Service consultants must also pro-
mote the capabilities of the facility, the expertise of the technicians, and
the use of expensive equipment to maintain and repair automobiles.

In addition, if the technicians and service consultant are ASE Certi-
fied, the display must be placed on the front window, on a building sign,
in newsletters and specials, on professional name cards, on uniforms, and
in all advertisements. At the same time, the names and positions of the
employees who are ASE certified must be prominently displayed where
the service consultant greets the customers. At Renrag Auto Repair, the
ASE displays impressed customers, many of whom commented or asked
questions about ASE.

Another display that attracts attention is a bulletin board. This board
should have copies of all specials, advertisements, and newsletters. Fur-
thermore, it provides a place to post thank-you cards, publicity, photos,
items of information, and results from customer surveys. When cus-
tomers are waiting for their automobiles, most take the time to look at
this board; the service consultant should encourage those who do not.

Sales Follow-Ups

The service consultant’s job is not over after the customer’s automo-
bile has been serviced and the bill has been paid. Rather, another phase of

GAR_CH12_175-194  10/5/04  9:26 AM  Page 179



180 THE SERVICE CONSULTANT

the job has just begun. This is the “follow-up” part of the job and is
closely related to the promotion of sales. Service consultants must be con-
cerned about the customer’s satisfaction if they wish to sell them services
in the future.

The primary objective of the follow-up, however, is to identify as soon
as possible those customers who are NOT satisfied with their service or
treatment. If a customer is unhappy about a service, the likelihood of
making a future sale to that customer is not good. It is therefore impor-
tant to find out why the customer is dissatisfied and to correct the prob-
lem if possible, and then to avoid creating the same problem in the future.
Furthermore, if a dissatisfied customer tells other people about the bad ex-
perience, serious damage to the reputation of the facility is likely to occur.

When service consultants realize that a customer is not satisfied, they
must collect as much information as possible about the complaint. They
must check if other customers have the same complaint and then investi-
gate the matter. If there are any weaknesses, errors being made, or em-
ployees not doing their job properly, then corrective action must be taken
as soon as possible. After actions are taken to correct a problem, the ser-
vice consultant should call the customer, or customers, who made the
complaint to inform them of the corrections, express appreciation for
their interest in assisting the facility, and invite them to return for service
(possibly with a discount).

First Follow-Up
Customer follow-ups begin with the “thank you” during the active

delivery of the customer’s automobile. At this time, the service consultant
might say:

• “Thank you for allowing us to work on your automobile. If there is any-
thing that was not satisfactory about your experience or service, would
you please let me know?“

• (Pause to permit the customer to respond.)
• Then continue with, “If you would be willing to permit us to service

your vehicle in the future, please call me.”
• (Then hand the customer a business card and possibly a self-addressed,

prepaid postage customer satisfaction survey card, described next.)

Second Follow-Up
After a week or so, a follow-up “thank you” is recommended. This

form of appreciation may be: (1) sending a thank-you card to the cus-
tomer; (2) mailing the customer a satisfaction survey form with a thank
you card; or (3)making a personal phone call to ask about the automo-
bile’s performance. In addition, regular reminders should be sent to cus-
tomers inviting them to schedule an appointment for a future service,
especially seasonal specials.
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Several companies sell attractive thank-you and service reminder
cards to send to customers. At Renrag Auto Repair, because these cards
were quite popular, they were changed from season to season. Most im-
portantly, however, many customers expressed their appreciation for the
attention when they returned to the facility.

The Personal Touch
Another follow-up involves personal recognitions. These personal

touches help build an ongoing relationship with customers so that they feel
quite comfortable when they come to the facility. They also help to make
conversation, but they require service consultants to remember customers.

One suggestion is for service consultants to keep a notebook on their
customers. The notebook contains the name of the customer with notes
about conversations, names of children, special interests, and so on. For
example, when customers return to a facility, a service consultant may
mention how much he or she enjoyed a story told at the last visit, ask
them about their children by name, or wish them luck in a bowling tour-
nament or fishing trip.

Sales Promotions

The primary objectives of sales promotions are to keep regular cus-
tomers and attract new ones. Different types of sales promotions are dis-
cussed in the next sections. Some will be more successful for a facility
than others. In addition, two important points to be recognized when
promoting sales are (1) a method may not show any results until it has
been used several times and (2) each promotion must be designed to fit
the facility; for example, a specialty shop has a different type of customer
than a general repair facility.

Newsletters
Newsletters are sent to customers. They can contain articles of inter-

est (Figure 12-1) and useful information about automobiles, as well as re-
minders and specials the service facility is offering to customers. The
purpose of newsletters is to develop a relationship with customers so they
will return to the facility for service.

Newsletters are a benefit because some customers may forget where
they had their automobile serviced last. Newsletters, therefore, can serve
as nice reminders. Studies have shown that it is less expensive to get a pre-
vious customer to return to a service facility than to attract a new one. As
noted earlier in the book, regular customers keep a facility in business.
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Service Reminders
In addition to newsletters, facilities should send out service reminders

to inform customers of maintenance services due on their automobile
(see Figure 12-2). The creation of a reminder is a fairly simple task that can
be done using computer systems that have a database with up-to-date cus-
tomer addresses and service information. Some of these systems can au-
tomatically print monthly reminders for customers whose safety
inspection is due. In some cases, a discount might accompany the re-
minder to further entice the customer to return for a service.

Before sending out service reminders, service consultants should re-
view their content as well as the names of the people to whom they will
be sent. For example, a customer whose check bounced (meaning the ac-
count did not have enough money in it to pay the bill) should not be sent
a reminder with a discount. Also when reviewing the names, the service
consultant can handwrite personal notes on some of them.

How Did Mandatory
State Vehicle Inspection Start?

by Dr. Ronald A. Garner

While automatic transmissions and air conditioning were introduced
because of consumer demand, some new systems were introduced as
a result of government regulations. The primary reason for government
regulations was to ensure public health and safety. One of the first
government concerns was the high number of vehicle accidents during
the 1940s. In 1944, one study conducted in Cincinnati (population 
500,000) found that there were 5,201 accidents and 151 were caused
by faulty automobile equipment such as lights, brakes, or steering. At 
the same time in the State of California, 2,703 people were killed in
automobile accidents, which was more than those killed at Pearl Harbor
(Automotive Digest, 1945). These findings caused some state 
governments to begin to require periodic automobile inspections. For
example, in Pennsylvania, mechanics must complete a training program
and then pass a written and hands-on exam before the state issues a 
license to perform safety inspections.

FIGURE 12-1 A newsletter article of interest.
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FIGURE 12-2 An example of a service reminder.

Customer Specials
Customer specials are sent to regular as well as potential customers.

Specials should be attractive, have a catchy heading, and serve a particular
purpose. For example, a special may be offered because of a change in
weather (see Figure 12-3) or because of a large inventory purchased at a re-
duced price, such as a large, bulk delivery of oil. A special may be offered on
a particular day of the week, week of the month, or month of the year when
business is slow. Another special may promote a new product line or service.

SERVICE
REMINDER

…that will ring your bell

Dear Valued Customer, 

Our records show that your car is due for its annual Pennsylvania state
safety and emission inspection in the upcoming month. We 
understand how much you depend on your car and how difficult it is to fit 
service into your busy schedule. But if you call us now, we will help to make this
state mandated inspection service as convenient as possible. So, call 555-5555
NOW to make an appointment:

Schedule before the 10th of the month
and as a special “thank you”

we will take $6 off any other regularly priced service
(oil change, coolant flush, alignment)*

*If performed at the same time. Applies only to regularly priced “menu” services,
not valid with any other specials or discounts. 

If you have a friend or relative who also needs this service, tell them to call
us and we will gladly extend the special “thank you” discount to them, as a cour-
tesy to you. Again, thank you for being such a good customer and we hope to
see you soon. 

THANK YOU
Put in the owner’s, manager’s, service writer’s, or technician’s name
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Hot Summer
Special

Dear Valued Customer,

Because (insert Business Name) values good customers like you, we wish to say “thank you”
by giving you a Summer Special. Summer weather will soon be upon us and we want to help
you and your car stay cool. As a result, we are offering you this special. CALL (555-5555)
NOW to make an appointment before (MONTH 1, 200X) and we will perform our:

HOT SUMMER SPECIAL
● Check ALL of your A/C system’s parts
● Check A/C system for leaks
● Check refrigerant level and add up to one pound
● Perform a # point summer inspection of your car
● Inspect your car’s cooling system
● Give you advice about problems your car may have

Normally $ ________ NOW $ ____ for R-134 systems
Normally $ ________ NOW $ ____ for R-12 systems

Most Cars and Light Trucks
Referigerant dye extra if required

If you know someone who also needs this special, tell them to call us at (555-5555 by
Month 1, 200X) and we will let them have this summer special at this price as a courtesy
to you. Again, thank you for being such a good customer and we hope to see you soon.

THANK YOU,
(Put in the owner’s, manager’s, service consultant’s or technician’s name)

FIGURE 12-3 An announcement of a special.
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Because specials usually have a low profit margin, they should be pro-
moted in the most inexpensive way possible. One method is to print the
information on colorful paper to create flyers that are handed out, placed
on windshields, sent through bulk third-class mail, placed in high traffic
areas, enclosed in newspapers, and so on. The objective is to gain high vis-
ibility at the cheapest price.

Another method to advertise specials is to place them on large adver-
tising signs in front of the facility. These signs may be purchased at de-
partment and parts supply stores and are not expensive. They can be
lighted and be maintained by employees of the facility. The special an-
nouncements, of course, must be short and to the point; for example, “Oil
Change, Lube & Filter—$19.95.”

A more recent means to promote specials is through e-mail. Many
businesses ask customers for their e-mail addresses to send them specials
and reminders. This is the cheapest means to promote specials and main-
tain contact with customers. The facility can use its computer system to
prepare and send out the announcements.

Public Advertising in Newspapers, Radio, Television, 
and Solicitations

As many service consultants soon learn, advertising sales representa-
tives are regular visitors at a service facility. They want to sell advertise-
ments in newspapers, radio stations, television, restaurant paper
placemats, church bulletins, public school and college sports programs,
high school yearbooks, special charitable events, car racing, billboards in
stadiums, and so on. Advertising is an absolute necessity for a business;
however, it is expensive, complicated, and may not be effective unless
done properly.

Because of the many types of public advertising methods, a facility
should consider employing an advertising consulting firm. First, it can
put a balanced advertising plan together. A good consulting firm also has
or can obtain the number of people and their demographics (e.g., age,
gender, etc.) that an advertising source reaches. Second, an advertising
firm can screen all advertising sales requests made to a service facility. This
removes the service consultant and managers from having to deal with
advertising representatives during business hours. It also keeps them from
choosing one business over another and possibly losing a customer. In
these cases, the representatives are simply referred to the advertising firm.
And third, the consultants can prepare and review all public advertise-
ments to ensure proper content and appearance. For example, the size of
a newspaper ad and the words, pictures, diagrams, and placement in the
paper are critical to the success of the promotion.

Without an advertising consultant, an automobile service facility
must make all of the decisions about where, when, and how to advertise.
Public advertising must be seen by potential customers and fit the needs
of the facility. For example, an independent repair facility may be more
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interested in advertising to people who own older, as opposed to new, au-
tomobiles that are under warranty. In addition, there is no need to adver-
tise if a facility is operating at 85–100+ percent of capacity for a particular
service or product.

When public advertising is being considered to attract new cus-
tomers, then the design of the type, mix, and amount of advertising must
be carefully prepared. Each type has its advantages and disadvantages. If
service consultants are responsible for public advertising, they must care-
fully study the types of advertising available to the facility and then pre-
pare an advertising campaign.

Customer Survey

Customer feedback is an important assessment tool often used to de-
termine if customers are pleased with the services they received and the
work performed on their automobile. As noted previously, some feedback
should be gained during the active delivery process; however, many facil-
ities use a formal customer survey. For example, some service facilities:

• mail the survey, which is on a prepaid postage card, to the customer.
(This method is preferred by many automobile manufacturers.)

• leave the survey in the customer’s car to be mailed back to the service
facility or other location. (This method is commonly used by organiza-
tions representing the facility, such as AAA.)

• call the customer on the phone to ask survey questions. (This is often
used by larger dealerships or companies that perform market research.)

• give the survey form to the customer to fill out and place in a locked
box before leaving the facility. (This is often used by independent ser-
vice facilities and dealership service departments.)

Survey designs and the method used to obtain useful information
may be complicated; however, most have a number of common features.
In general, the questions in a survey look at three basic questions: (1)
whether the repair bill was more or less than what was expected; (2)
whether the automobile was finished on time; and (3) whether the ser-
vices met expectations.

The survey questions usually ask customers to rate the facility on a
scale of 1 to 5 (1 being the least satisfied and 5 the most satisfied). The sur-
vey may also ask a series of yes and no questions in order to look for a pat-
tern of responses. For example, if the responses on a scale (positive) did
not agree with the yes/no answers (not positive), a problem is likely to ex-
ist and the customer deserves some attention such as a follow-up call to
extract more information.
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Analysis of Survey Information
After the surveys are collected, a customer service index score can be

calculated. This index consists of the average score for each question, the
average of all of the questions, the range of answers for each question, the
number of choices for each number in the scale, and the number of yes
and no answers. The index is then compared to previous surveys for the
facility and to those of other service facilities.

In some cases, advanced statistics are used by a market research com-
pany to identify patterns. For example, automobile manufacturers can
compare their dealer’s scores with each other and with competitors’ ser-
vice departments. In some cases, questions and their answers may reflect
on a specific employee or group of employees. In some instances, this
score is so important that service consultants may ask customers who do
not give them an excellent rating what they can do to meet their expec-
tations and industry standards for excellence. Therefore, larger companies
(such as automobile manufacturers) track customer surveys over a period
of time to determine if any changes in perceptions of a facility occur and
how they compare to those of the facility’s competitors.

To get accurate information, some companies collect multiple surveys
from the same customers to determine if a change in marketing emphasis
or service procedures is warranted. For example, a company may survey
customers shortly after visiting the service facility for the first time, then
again several weeks or months later. The purpose is to see if the customers’
perceptions have changed after they had more time to think about their
responses.

While customer satisfaction ratings are an important assessment tool
for a service facility, it is not necessarily the magic bullet for success. There
are many variables that go into customer service to produce superior sat-
isfaction ratings as well as higher profits. The idea that “doing anything
the customer wants” or offering gimmicks typically erodes profits that
must be paid through higher labor rates and markups on parts. In these
cases, a service facility may find that it cannot compete in the market-
place. Therefore, caution is necessary when a person believes there are no
limits on how far a company should go to improve customer satisfaction.

Dealing with Angry Customers

Some customers express their anger at the time they pick up their au-
tomobile, whereas others pick up their car and drive it home and then un-
leash their anger the next day. Their anger is typically because they
believe the service facility did not meet their expectation. More 
specifically, the customer may believe that the automobile was not 
serviced properly, that the invoice was too high, that the service facility
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forgot a request that was important to him or her, or that the automobile
was not returned in the same condition as when it was left at the facility.

First, the service consultant must determine if what the customer be-
lieves is true. When a customer is rightfully angry, the service consultant
should immediately apologize. The service consultant should follow up
with explanations (but not excuses) and/or immediate action to deter-
mine why the problem occurred and what can be done to correct it. One
action may be to bring the automobile back to the service facility to ex-
amine why the service did not meet the customer’s expectation. The
problem may be as serious as a part that was not installed correctly and
has to be reinstalled, or it may be as simple as a grease spot that must be
removed.

The service consultant should consider the following steps to get
through an inherently bad situation when a customer is clearly angry:

1. Welcome and greet the customer in the same manner as a person who
is not showing signs of anger.

2. Allow the customer to vent his or her frustrations; therefore, do not
make an attempt to interrupt.

3. Do not take anything the customer says personally. Remember, the
problem is frustrating the customer, not you.

4. As the customer begins to exit the stage wherein his or her frustra-
tions have been vented, examine the situation and assess the real
problem in a professional business manner (do not get sidelined into
unrelated issues).
A. If a customer becomes abusive, the service consultant must stop

the interaction and ask the customer to refrain from using abusive
language.

B. If a customer refuses or does not seem to be able to exit the frustra-
tion phase so the issues at hand can be addressed, the customer
must be asked to leave.

C. If a customer does not leave, possibly because of being under the
influence of drugs or alcohol, local law enforcement should be
called to handle the situation before it escalates out of control.

5. Focus statements and the conversation on the real problem.
A. Start this process by summarizing why the customer is angry.
B. Ask the customer to agree with your assessment of the problem so

that he or she knows you understand.
6. If the problem was in some way caused by the service facility, offer an

apology immediately. For example, if a stranded customer needed a
tow truck and it arrived late because the service consultant forgot to
call the towing company after the customer called, an apology is 
necessary.

188 THE SERVICE CONSULTANT

GAR_CH12_175-194  10/5/04  9:26 AM  Page 188



7. Understand company policies and how far a service consultant can go
to help the customer.
A. Watch what is said and how it is said. Do not make statements that

are outside the authority of the service consultant’s position.
8. Provide a solution or several options to rectify the problem within the

authority of the service consultant’s position.
A. Most service facilities give service consultants a variety of tools to

help in a situation. At some facilities, service consultants can offer
a “free or almost free” warranty repair under certain circumstances
and/or a policy check, which has “make believe” money in it, for
credit toward a future purchase (see Figure 12-4). For example, a
repair may be just beyond the mileage requirement called for in a
warranty, yet circumstances indicate the warranty should be hon-
ored, so a policy check may be given to the customer. A policy
check would not be given or a warranty service would not be hon-
ored, however, if a customer caused the damage, such as filling a
gasoline tank with diesel fuel.

B. Ask the customer to suggest a solution or choose an option 
suggested.

If a customer does not accept any of the solutions or suggestions of-
fered to correct the problem or requires financial compensation for the
trouble and anguish caused, then the problem must go to the next level
of authority. When management has to be involved, service consultants
must document everything that occurred, and the conversation with the
customer must be reconstructed as accurately as possible. This documen-
tation will be critical if the complaint should escalate to the point that le-
gal actions will be taken by either the service facility or the customer.

In some cases, a complaint may not be the fault of the service facility
and would not require an apology. This sometimes occurs because cus-
tomers refuse the services recommended. For example, a customer at Ren-
rag Auto Repair had an antifreeze leak that was coming from a loose bypass
hose at the front of her engine. The hose was relatively new and the clamp
simply needed to be tightened to fix the problem. However, upon closer
inspection, it was found that her heater hoses were very old (original by all
appearances) and worn in some spots. The technician recommended re-
placing the hoses but the customer refused the suggestion. She did not feel
that it would be a problem even though her car was over 10 years old and
had over 120,000 miles on it. A couple of weeks later, her heater hoses blew
apart on the freeway. The customer continued to drive her automobile un-
til the engine seized. The angry customer demanded a new engine from
Renrag Auto. After a lengthy discussion with her and her attorney, which
required an extensive review of the notes on her invoice and all conversa-
tions, she agreed that the service facility was not in the wrong. Although
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unfortunate, the problem occurred because she did not take the recom-
mendation of the service consultant at the time of her service.

When an invoice charge is greater than expected (possibly justified)
and disputed, service consultants may be able to use a policy check with
the “make believe” money in it. This permits a service consultant to ad-
just the amount of the invoice by writing out a policy check (see Figure
12-4) for the amount of the disagreement. The amount on the policy
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Policy Check
Renrag Auto Repair

(Address)
555-555-5555

No: __________________

Pay to the

order of ____________________________________________

$ ___________________________________________ Dollars

Good only for credit toward a repair performed at Renrag Auto Repair.
Void without proper validation and authorized signature. (No cash value)
 

Authorized Signature — RAR

Reason _________________________________________________________________

__________________________________________________________________________

R/O number ___________________ Date ______________

Date: _________________

__________________________________________________________________________

FIGURE 12-4 A voucher for a policy check.
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check is either deducted from the invoice in dispute or the customer pre-
sents it for payment toward a future service.

In some cases, a policy check may not be effective. For example, a cus-
tomer needed an oil change and a wash because she was going to a funeral
the next morning. The service facility made the oil change and found a re-
call that needed to be done. The recall did not pose an immediate threat
and could have been scheduled at a future date. The service consultant
forgot, or disregarded, the customer’s request and told the technician to
perform the recall. The service facility finished the oil change and the re-
call by closing but ran out of time to wash the automobile. The customer
was angry because her car was still dirty. Neither a policy check, nor a free
oil change, nor a review of the services performed would make this up to
the customer. Therefore, an apology was all that could be offered. The ser-
vice consultant had to recognize that listening to the requests of the cus-
tomer is the most important part of the sale.

Summary

Sales depend on having customers. Creating a good, solid customer
base is one of the largest costs to a new business. Attracting customers
costs a lot of money in advertising and promotions. Also, while a facility
is waiting for customers to come in for service, the employees do not have
work. Income is not being generated and other expenses, such as wages
and electricity, are being incurred. As a result, many new business owners
purchase an existing business with regular customers as opposed to start-
ing a new business from scratch.

The point is that (as has been stressed throughout the book) the
recording of customers into a database is critical to a facility’s future sales.
Furthermore, the maintenance of the customer database must be given
the attention it deserves. For example, the addresses, phone numbers, and
e-mail addresses must be up to date. When a newsletter, announcement,
or e-mail is returned due to a change in address, the customer must be re-
moved from the database. People who are not good customers (don’t pay
their bill) must also be removed from the database. Printing and sending
out mail is expensive and time consuming. Retaining poor customers
damages the work environment (see Chapter 14), and the ability to stay
in business.

Given a service consultant has many tasks to perform and makes
promises to customers and employees throughout the day, organization is
key. To forget a promise or call a customer at a time told at the least will
cause disappointment and at the most anger. To help avoid this, service
consultants should keep a small notebook where they can write down what
they need to do and promises made. As each is done, the service consultant
should cross it off his list. At the beginning of each day, a new list should be
started so promises outside of the normal routine are remembered.
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Review Questions

Multiple Choice
1. Which of the following is considered an up-sell?

A. Higher-quality brake pads that will last longer
B. Replacing all fuses in a fuse box with ones that are not blown
C. Removing air from the tires and replacing it with new air
D. Installing a new battery because the old one is bad

2. Two service consultants are discussing customer follow-up. Service
consultant A says that their purpose is to identify customers who are
NOT satisfied with their service or treatment. Service consultant B
says it is important to find out why the customer is dissatisfied, cor-
rect the problem if possible, and then avoid the same problem in the
future. Who is correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

3. The primary objective(s) of sales promotions is/are to:
A. attract new customers
B. keep regular customers
C. Both A and B
D. Neither A nor B

4. Which of the following is NOT a method to obtain customer feed-
back?
A. Mail the survey to the customer.
B. Leave the survey in the customer’s automobile (hung on the mir-

ror) to be filled out and sent in later.
C. Hand the customer the survey when he or she pays the bill.
D. Have the technician call the customer.

5. When discussing a service with a customer, Service consultant A says
that the discussion should be adapted to fit the customer’s personal-
ity. Service consultant B says that the customer should always be pres-
sured to give an answer. Who is correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

Short Answer Questions
1. Explain how to greet customers and respond to those who are angry.
2. Explain why a consultant must identify and prioritize customer 

concerns.
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3. Give examples of how to promote the procedures, benefits, and capa-
bilities of the service facility.

4. Identify methods to communicate the value of performing related
and additional services.

5. Describe the different methods used for customer follow-ups.
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PART III

CLINICAL PRACTICUM
EXERCISE

Visit a service facility and observe the service consultant. How
does he or she manage time and the pressures of his or her job? How
is the promotion of sales performed and how is it similar to or 
different from the information you learned in Part III?

Written Communication Exercise

Using a computer develop a one-page customer mail-out that
promotes your service facility. Use the information below to build a
special to offer your customers. Add some graphics to make it
appealing to your customers.

Information to include in your special: “You are a good customer
and we want to say thank you by offering you this special. This win-
ter will be cold and we want to make sure you and your car stay
warm by checking your car’s cooling system and heater. CALL XXX-
XXXX to make an appointment and we will: 

• Check ALL of your hoses and cooling system’s parts 
• Check the cooling system for leaks
• Check antifreeze level and condition
• PLUS perform a 10-point winter inspection of your car
• Provide “advice about your car”
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Small Group Breakout Exercises

List what you must personally accomplish over the next three
days on a piece of paper. Consider the following in your “to-do” list.

• Where must you be? 
• What must you study and read? 
• What projects must you work on and how much of it must be

done (what goal must you reach)?
• What errands must you complete? 

After listing the information, use a new piece of paper and orga-
nize the activities listed from the most important (must get done) to
the least important. Discuss in your group why you organized each
activity as you did. 

As you complete each activity over the next three days, cross it
off. After three days, meet back in your group to discuss what you
completed on your list and how you would reprioritize the past
three days relative to what you got done.
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PART IV

COMMUNICATION:
CUSTOMER DELIVERY AND

FOLLOW-UP

Chapter 13 Other Duties: General Operations Assignments

Chapter 14 A Positive Work Environment
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CHAPTER 13

OTHER DUTIES:
GENERAL OPERATIONS

ASSIGNMENTS

OBJECTIVES

Upon reading this chapter, you should be able to:

• Outline the procedures for making arrangements for a sublet sale (D.4).

• Describe the various “other duties” a service consultant may have to
perform.

• Explain the purpose of a petty cash account.

• Explain the reason for liability insurance and workmen’s compensation.

• Describe the security systems that can be implemented at a facility.
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Introduction

Up to this chapter, the text has pointed out the primary responsibili-
ties and expectations for service consultants. Those who have worked as a
service consultant, however, can testify that there are a number of “other
duties” assigned to them. Some of these duties are formal job assign-
ments, while others are assumed because of the physical location of the
service consultant or his or her relationship to other employees. In other
words, because service consultants are located where they will meet peo-
ple as they come through the door, they get most of the questions, re-
quests, problems, and, sometimes, even deliveries. At times, they can refer
the person to someone else, but they often must take care of the person’s
concern.

In addition, other employees, such as the technicians and parts spe-
cialists, often go to the service consultant when they have a need or prob-
lem-—sometimes for a problem as simple as a new lightbulb to replace
one that has burned out. The reason is because the service consultant can
easily be contacted and knows where “things” are kept. Thus, it is natural
for employees to go to the service consultant to take care of general prob-
lems. For this reason, the service consultant may be referred to as the “go
to” person.

In many cases these “other duties” make the “go to” service consul-
tant indispensable. Employees and customers know that top-notch ser-
vice consultants get things done, and this can make them important.
Unfortunately, it is impossible to list all of the tasks or duties that service
consultants may perform. In addition, these “other duties” vary from one
facility to another. For example, although the actual tasks may be the
same, the ones performed by a service consultant at a small independent
repair facility are likely to be different than those performed by a service
consultant at a large dealership or a franchise. The purpose of this chap-
ter is to introduce the various general business-related duties that may be
assigned to service consultants at different types of service facilities.

Business Contracts

One set of “other duties” assigned to service consultants and de-
scribed next is the result of contracts between the service facility and
other businesses. Service consultants rarely have the authority to enter
into any business contracts on behalf of the facility; in fact, for their own
personal protection, they should not enter into any business contracts for
a facility unless given a direct order to do so by management or the own-
ers, preferably in writing.
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Even though service consultants do not make contracts with other
businesses, they must know their contents. This is because they must
legally work within their agreements. They must know what the contracts
state they must do, what the other businesses will do, how it must be
done, and when.

Sublet Sales
The first agreements with other businesses to be discussed are arrange-

ments for sublet sales. This is because service facilities are often quite de-
pendent on the maintenance of good relations with a business to whom
they sublet sales as well as with a business that sends them sublet sales.

There are many types of sublet sales arrangements. A facility may
make arrangements through a written contract or a gentleman’s agree-
ment to do business with each other as long as everyone is satisfied. For
example, assume that a service facility does not have a tow truck. Rather
than buying one and being called out at all hours of the night, the fa-
cility makes an agreement to have a towing service take care of all of its
customers who need assistance. When it receives a call from a customer
who needs to have an automobile towed to the shop, the service con-
sultant calls the towing service. The tow truck driver picks up the auto-
mobile and delivers it to the service facility. The service facility will
charge the customer for towing the automobile and then pay the tow-
ing service business the fee. In many, if not all, sublet sales, the service
facility that makes the arrangement for the service adds a fee to the
charge. For instance, if the towing service charges $35 for towing the au-
tomobile, the service facility may add $35 to the fee and charge the cus-
tomer $70 on the invoice.

Under a “gentleman’s agreement,” if one of the two businesses is dis-
satisfied with the arrangement, they simply end it. For example, assume a
towing service decided to double its charges to the service facility. The ser-
vice facility could simply make arrangements with another towing ser-
vice. If the two businesses had a legal contract to do business with each
other, the charges for towing would be in the contract and could not be
increased until the contract expired.

Sublet sales arrangements may be made for a variety of services, such
as muffler repair, radiator repair, sound systems, alignments, tires, body
repairs, computer diagnostics, and others. Often customers are not aware
that a repair was made as a sublet sale unless a warranty agreement was a
part of the sale. In most of these cases, however, the warranty is provided
to the service facility that arranged the sublet sale. So if a warranty is pro-
vided, customers do not go to the business to which the sublet sale was
given (and made the repair) but rather to the service facility where they
took their automobile. The service facility would then go to the business
that made the repair to have the warranted work done.
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Maintenance Contracts and Repairs
Maintenance of the building and equipment is an ongoing challenge

that cannot be avoided. For example, maintenance contracts for the service
of some equipment, such as the update of the alignment rack, must be done
at a time when it will not disrupt business. The service consultant, of
course, is probably the only person aware of the time when this service can
be performed. When a piece of shop equipment breaks down, such as the
air compressor, the service consultant must be directly involved because it
can cause delays and appointments may have to be cancelled.

When equipment and facility maintenance and repair service person-
nel come to a facility, they often go to the service consultant for instruc-
tions. The service consultant must try to ensure that the maintenance and
repair work is done as quickly as possible and does not disturb manage-
ment and shop employees. When the work has been completed, the ser-
vice consultant must often verify that the job was completed. When the
service consultant is the contact person, he or she must understand the
maintenance agreements and contracts. Examples of contracts/agree-
ments at a facility include the communications systems, garbage collec-
tion, recycling of waste materials, security system, TV cable for the
reception area, magazines, heating and air conditioning, computers, shop
equipment, and lawn and landscaping care.

Uniforms and Cleaning of Uniforms
Uniforms for technicians and service consultants may be purchased or

rented by the facility from another business. When they are rented (and in
some cases purchased), they are picked up and cleaned once a week. The
arrangements are usually clear-cut and may go through the service consul-
tant. As a result, when problems occur, the service consultant may become
involved; for example, if a technician does not have the right pair of pants
delivered, the service consultant is often the one who has to “keep an eye
out” for the delivery truck. Likewise, if the cleaner is short a pair of pants,
the delivery person must go to the consultant to ask the technician where
the pants are located. Therefore, the service consultant usually has to be
aware of the agreements made for the ordering and cleaning of uniforms.

The presentation of the employees to the public at a service facility is
important. At some service facilities, the service consultants are provided
with a uniform or shirt with the name of the facility, the name of the em-
ployee, and, sometimes, the employee’s job title. While this may not seem
important, helping customers recognize an employee’s position can avoid
confusion. For the service consultant, being supplied with uniforms and
laundry services can be a financial advantage, especially because they will
likely get oil or grease on them from handling parts.

Suppliers of Parts and Goods for Resale
Service facilities must make arrangements with other businesses

from which they purchase parts and a variety of goods, such as oil and
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tires, to sell to customers. These arrangements are usually made by the
managers, owners, or business representatives of the company and typ-
ically require an approval for credit purchases. In return, the suppliers
typically sell their goods to a service facility at wholesale, as opposed to
retail, prices.

The suppliers of parts and goods to a facility are referred to as ven-
dors. When a state levies a sales tax, the tax is not charged for parts and
goods to be resold by another business. Rather, the sales tax is collected
when the service facility charges the customers for the parts and services
sold to them.

A service consultant must understand the business relationship and
policies the facility has with different vendors. For example, consultants
must know the return policy of the vendor and how old parts removed
during service, called cores, should be returned to the vendor. In addi-
tion, since the inventory of parts kept at the facility (such as oil filters)
may be important for production, the service consultant must know
about the resupplying arrangements made with each vendor. While a
parts specialist may order the parts, in some cases, the inventory is re-
stocked automatically. If the restocking of the parts is not done by the
time the service consultant makes a sale, problems will occur. With re-
spect to parts and supplies at a franchise service facility, service consul-
tants must be thoroughly informed of the arrangements set up for the
purchase of parts and goods by the franchise corporation.

Service consultants must also learn how to obtain parts from new au-
tomobile dealerships. This is because the auto parts stores often do not
have all of the parts required to fix newer automobiles. As a result, a ser-
vice facility must have arrangements with the different automobile man-
ufacturer dealerships for new automobile parts. It is not always common
for dealerships to deliver parts so the service facility must be able to pick
them up. For example, if a new automobile is being repaired, the service
consultant must order the part (that is hopefully in stock at the dealer-
ship), and then make arrangements to pick it up. This sometimes affects
the estimated time needed for a repair.

Petty Cash

Another responsibility that may involve service consultants is the
petty cash fund. Although service consultants do not usually manage the
petty cash fund, they have to know how it works and when to use it. Petty
cash is kept on hand to pay for items that must be purchased from a ven-
dor that does not have a credit arrangement with the service facility. For
example, a service facility may need to purchase a fluorescent light from
the hardware store. The employee making the purchase can obtain the
cash needed from petty cash, make the purchase, and return the receipt to
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petty cash. Another option is for the employee to pay for the light and
then submit the receipt for reimbursement.

Petty cash accounts are not to be used for major purchases because the
amount of cash placed in the account is usually $50 or less. The money
should be kept in a locked drawer or special locked box and only one em-
ployee and a manager or owner should have access to it. The drawer or
box should be replenished periodically, such as at the end of each month,
or when the cash available gets below a set amount, such as $10. When re-
plenished, the amount of cash left in the drawer or box, plus the total 
receipts, must equal the amount placed in the account, such as $50.

Petty cash can be a nuisance but is invaluable when a small purchase
is needed or a delivery must be paid for in cash. For instance, when a de-
livery is made to the service consultant and the person making the deliv-
ery needs to be paid for postage or a fee before the package can be left at
the facility, cash is needed. Without a petty cash account, the service con-
sultant will either have to personally pay for the delivery or not accept it.
Either option is not desirable.

Liability Insurance and Workers’ Compensation

Although liability insurance and workers’ compensation are not a re-
sponsibility assigned to service consultants, they must understand what
they are and how they work. Liability insurance covers the customers’
automobiles while at the facility (called “garage keepers insurance”), a
customer who may be accidentally hurt while at the facility, and other
possible damages caused by accidents or negligence.

If a customer or his or her automobile is harmed while at the facility,
service consultants must be aware of the procedures the insurance com-
pany expects to be followed. In addition, some customers ask about the
coverage of their automobile when they leave it at a service facility. Service
consultants must be able to explain the coverage, assuming the facility has
a policy. For example, in one case, a technician was test-driving a customer’s
new automobile and accidentally ran into a dump truck. The roof of the ve-
hicle was torn off and the car was considered demolished. The insurance
company paid for the replacement of the customer’s vehicle.

With respect to other accidents or negligence, damages may occur to
a vehicle that does not belong to a customer, or a person may be hurt
crossing the property of the facility. For example, a technician got into a
customer’s automobile and, forgetting the brakes were not working, drove
it into a 9-foot wire fence. The impact knocked a fence post into an auto-
mobile sitting on the other side. The insurance company paid for the
damage to the fence and both cars.

Workman’s compensation is an insurance policy that covers the costs
of injuries received by the employees of the facility while performing their
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jobs. This cost may include the pay lost by the employees due to the in-
juries. For example, an employee injured his eye while making a brake re-
pair. The insurance company paid the emergency room medical bill. The
company paid the employee for the half day of lost wages due to the in-
jury. In this case, the employee was injured because he did not have safety
glasses on while making the repair. After the accident report was filed, the
insurance company instructed the owners to require all employees to wear
safety glasses when making repairs. In addition, safety slogans were pro-
vided by the insurance company, which also required that they be posted
throughout the facility. After several weeks passed, the insurance company
representative checked to see if their requests were enforced.

Of course, if a business has an insurance claim, it is often due to neg-
ligence. When a claim is filed with an insurance company, it is investi-
gated. When an accident occurs and someone or some property is injured,
the insurance premiums may be adjusted. Safety slogans and hazardous
warning signs, such as “Customers may not enter the shop area,” should
be posted. Failure to post the signs and heed insurance company direc-
tives can be costly to a facility.

Utilities

Water and electricity are essential to an automotive service facility.
Usually a service consultant does not have any need to be involved with
these services until a problem arises. In this case, it is important to know
where the water shutoff valves and electric circuit breakers are located.
When a utility service is disrupted or any building repairs are made, the
people sent to make a repair must be shown where the control valves 
and panels are located. Again, because the service consultant is usually
the first person people meet inside a facility, he or she is usually asked 
for assistance.

Banking

When service consultants receive payments from customers, they
should know how to make deposits to the bank account. There should be
two rules regarding the handling of cash at a service facility. First, there
should be a limit as to the amount of cash kept in the register. Once the
amount (say $1,000) is exceeded, a certain amount (say $200) should be
deposited to leave an acceptable balance. In the case of a large company,
the money may be placed in a vault. Second, at the end of the business
day, only the amount of cash needed for opening the next day (say $200)
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should be left in the register overnight. This usually requires a night de-
posit into a bank’s drop box.

To follow these two rules, service consultants must fill out bank ac-
count deposit forms and a daily earnings report, and then make deposits
to the facility’s account. If a manager or cashier is employed by a facility,
he or she usually handles the reports and deposits. However, because cross
training is key so that employees can cover for each other, the service con-
sultant is often the backup for the cashier.

Advertising and Promotions

When advertising and promotions are prepared, service consultants
are often asked for input. For example, do they think customers will buy
a combination of specials at a certain price? In addition, when an adver-
tisement or a promotion is being prepared, they may also be asked for
their opinion on the presentation of the information, such as the layout
and the words being used. A service consultant may even be asked to
check the original before it goes to print. Finally, after the advertisement
or promotion is released, phone calls from customers asking about infor-
mation in the announcement will be directed to the service consultant.

Since service consultants answer inquiries about the services offered
by a facility, their opinion and observations are logically sought out. So to
make these promotions successful, service consultants should always
make notes about what customers want, like, and dislike. Furthermore, to
successfully answer a customer’s questions about a particular advertise-
ment, they should always have a copy of the ad handy.

General Supplies

Service consultants must keep an inventory of office and other sup-
plies on hand and may be required to order them from a supply store. For
example, they must be sure to have extra appointment books on hand, es-
timate-repair forms for the computer printer, printer cartridges for the
computer, pens (sometimes with chains so they do not “walk away”), pa-
per, credit card tapes (when they collect money from customers), phone
message pads, tags to put on automobiles waiting to be serviced, key tags,
and so on. In addition, at some smaller independent and franchise facili-
ties, the service consultant may be expected to monitor the first aid kit as
well as supplies needed in the restrooms.

In some cases, service consultants are responsible for maintaining the
customer waiting area. This may include making coffee and even, in some
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cases, having pastries on hand in the morning. When the coffee detail is
assigned to the service consultants, they must make sure the proper sup-
plies are on hand and that the room is neat and clean.

In other words, one of the first things service consultants must do af-
ter being hired is to determine what supplies they must monitor and how
they order them. Next, they must check the inventory to see how much
is available. Finally, they must bring their inventory supply up to an ap-
propriate level. They must monitor supplies as they are used. Running out
of some supplies can be terribly disruptive.

Security

Most automotive repair shops have some form of a security system. At
Renrag Auto Repair, which was located in a small city, there were two se-
curity systems. One was on the doors and windows and was monitored by
a private security firm. The other one was a set of video monitors at the
service consultant’s work area connected to cameras in the service bays.
The service consultants had to know how to turn on and off the door
alarms and the TV system on and off when opening and closing the facil-
ity. They, as well as the other employees, also were expected to keep an
eye on the monitors to identify when nonauthorized people were in a ser-
vice bay.

Security is important to a service facility for several reasons. One is
that they have money, expensive tools, equipment, and supplies to pro-
tect. Protection is needed when the facility is locked up at night and dur-
ing the day when it is open. Automotive facilities are particularly
vulnerable to theft because the large doors to the service bays are often
open. In addition, a number of emergency exits must be located through-
out the building. On hot days these emergency doors may be opened for
ventilation. At some facilities, a plastic yellow chain is placed across open
doors to keep unauthorized visitors out of restricted areas.

Another reason for a good security system is to reduce insurance costs.
For example, customers are not permitted in service bays. Insurance com-
panies usually require signs stating that customers are not permitted in
the work areas to be placed on all bay doors. In addition, to protect the in-
sured equipment and tools, they like to have alarms placed on the doors
and windows. Furthermore, they are quite pleased when the bays are be-
ing protected through the use of a TV security system. In some cases, a
good security system can reduce insurance premiums.

TV monitors for the service bays generate customer interest. At Ren-
rag Auto Repair, the TV security monitors were located at the service con-
sultant’s workstation. Because the service bays could not be seen from the
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waiting area or service consultant’s station, many customers appreciated
the opportunity to watch the technicians working on their automobiles.
They could watch their automobile being brought into the service bay, see
how the work was proceeding, and know when the repair was completed.
They were assured that the repairs and maintenance work being con-
ducted were, in fact, taking place.

Customers under Contract

Some service facilities have contracts to service the automobiles of
other businesses. These contracts vary in terms of the different services
the facility provides to the business. In any case, the type of services di-
rectly impacts the other duties assigned to the service consultant.

One of the services that an automobile facility may agree to provide
to another business may be to pick up, service, and deliver the company
vehicles. As a result, the service consultant may have to call the business
to schedule the maintenance appointments. In some cases, the mainte-
nance services may be provided in the evening or on a weekend. This re-
quires the service consultant to make arrangements for drivers and
technicians to work late or on the weekend.

Contracted services can also require service consultants to make sublet
sales arrangements with another business. For example, if a service agree-
ment includes emergency repairs, the service consultant may have to call a
towing company to pick up a vehicle. In other words, service contracts with
other businesses can add another dimension to a service consultant’s posi-
tion. Service consultants must know what services are to be provided and
then have a plan to provide them. Most importantly, service facilities and
consultants must not promise something they cannot deliver.

Summary

The “other duties” assigned to a service consultant vary from one type
of service facility to another. This cannot be stressed enough because
these duties can make a huge difference in a service consultant’s job.
Some service consultants are the “go to” person. They are at the hub, and
daily operations revolve around them. Others are limited to taking care of
customers, such as at a large dealership with four or five service consul-
tants. In these cases, other employees take care of many of the other du-
ties while the service consultant works with a lead technician and
interacts with the same three or four technicians.
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The point in recognizing these other duties is that some people like
being the go to person who is at the hub, and others do not. When ap-
plying for a service consultant’s position, this difference must be carefully
considered. A person may not like a service consultant’s job, not because
of the primary responsibilities of the position but because of the other du-
ties. A person who is not satisfied with his or her job will not be success-
ful. In addition, people cannot take a position and then try to make it fit
the way they want to do the job. Employees who try to manipulate a job
into what they want will fail.

Rather, because service-consulting positions vary among large and
small independent repair facilities, franchises, specialty shops, and deal-
erships, there is a variety of service-consulting positions. Recognizing
these differences and then pursuing a position at a facility most appropri-
ate to one’s personal preferences is the correct approach and an opportu-
nity not often given to many people. When there is a match between the
type of job desired and the job obtained, the probability of success in-
creases considerably. In addition, the likelihood of creating a positive
work environment, which is discussed in Chapter 14, is possible.

Review Questions

Multiple Choice
1. In most general repair shops, which of these is LEAST likely to be a

sublet repair?
A. Windshield replacement
B. Spark plug replacement
C. Automatic transmission overhaul
D. Drive shaft balancing

2. A vehicle is being serviced for the first time at the facility and has had
numerous repairs at both dealer and independent shops. Service con-
sultant A suggests telling the customer that the shop’s technicians are
much more competent than those at the other shops the customer
has used in the past. Service consultant B asks the customer to bring
in the repair records to help the shop get an idea of the vehicle’s his-
tory. Who is right?
A. A only
B. B only
C. Both A and B
D. Neither A nor B
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3. Service consultant A says that adding a description of the work per-
formed adds value to the repair. Service consultant B says that the VIN
may be used to find part applications, especially when ordering from
a dealership parts department. Who is correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

4. Service consultant A says that, like for automobiles, maintenance
schedules for shop equipment are printed in the owner’s manual. Ser-
vice consultant B says that, like for automobiles, maintenance sched-
ules should be selected based on the use of the equipment. Who is
correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

5. Which of the following is true?
A. Service consultants must know the return policy of the vendor and

how old parts removed during service (called cores) are to be
returned to the vendor.

B. Service consultants must know how to obtain parts from new auto-
mobile dealerships. This is because the auto parts stores often do
not have all of the parts required to fix newer automobiles.

C. Petty cash is kept on hand to pay for items that must be purchased
from a vendor that does not have a credit arrangement with the
service facility.

D. All of the above

Short Answer Questions
1. What are the different methods to arrange for a sublet sale?
2. Describe the various other duties a service consultant may have to

perform.
3. What is petty cash used to purchase?
4. Under what circumstances will a service facility use liability insurance

and workman’s compensation?
5. What are the purposes of security systems at a service facility?
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CHAPTER 14

A POSITIVE WORK
ENVIRONMENT

OBJECTIVES

Upon reading this chapter, you should be able to:

• Explain how a positive work environment is related to productivity.

• Outline steps to set completion expectations (A.2.4).

• Define effectiveness and efficiency.

• Explain how effectiveness and efficiency are related to productivity.

• Explain why customer expectations, effectiveness, and efficiency are
critical to a business (A.2.8).

• Describe the basic requirements needed to establish and maintain a
positive work environment.

211
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Introduction

A positive work environment depends on the effectiveness and effi-
ciency of an automotive service facility. The work environment is one of
the reasons why people keep working for an employer or leave. The envi-
ronment can also have an impact on the physical and mental health of
employees. In other words, a negative work environment is not produc-
tive, is a major reason for high turnover, and can be stressful to the point
of being harmful to health of the employees and owners.

One of the responsibilities of a service consultant is to create and
maintain a positive environment with the objective of generating quality
work and high productivity. The purpose of this chapter is to discuss the
connection among work environment, performance, and productivity
and how the service consultant can influence them.

Productivity, Effectiveness, and Efficiency

When a skilled and experienced technician works on an automobile
and all goes well, he or she may do the work faster than estimated by the
labor guide. This causes productivity to go up! When a job does not go
well and problems arise, or when a less skilled and experienced technician
works on a job, it may take longer than the labor guide allows. When this
happens productivity declines! When a job is done in less time than esti-
mated, the profit for a business increases. A job that takes longer than es-
timated reduces profits, possibly to a point where a loss occurs.

Whether a service facility is productive depends on the effective 
and efficient performances of the service consultant, parts specialist, and
technicians.

• Effectiveness requires the estimates, ordering of parts, communication
among team members, and the work to be done correctly. Errors reduce
productivity, cause customers to be unhappy, and cost the business
money!

• Efficiency regards whether or not resources of the facility (including
labor) are used properly and to their best advantage. For example, too
much time spent on processing repair orders, ordering and receiving
parts, and completing a job reduces productivity, which reduces the in-
come of the business.

If a job is done effectively (correctly) but is taking too long because it
is not done efficiently, it will cost the business more money to do the job
than it should. If a job is done quickly and efficiently but not effectively
because it has to be done again, the business loses money. Therefore, jobs
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have to be done both effectively and efficiently. For a service facility to
make a profit, more jobs must go “right” (effectively and efficiently) than
go wrong.

Influences of Effectiveness and Efficiency on the Work
Environment

Consequently, when a facility is not effective and efficient because
jobs do not go right, productivity declines. When productivity declines,
profits turn into losses. The work environment will likely become nega-
tive or even hostile. Eventually, the environment and losses threaten the
future existence of the facility.

Therefore, the first requirement for a positive environment is for a fa-
cility to become more effective and efficient. If productivity and profits
improve, worker security improves and morale typically improves as well.
To promote effectiveness and efficiency, service consultants must monitor
the activities and operations that can influence them. Throughout this
book, different methods to monitor various activities and operations and
to measure productivity have been discussed, for example, the use of
tracking sheets, keeping an eye on flat-rate earnings, collecting customer
surveys, keeping a record of comebacks, reducing comebacks, active de-
livery, and so on.

Improving Effectiveness
When a service consultant has a concern about the quality of work

produced by the employees, the solution is for everyone to do their job
correctly. Of course, in the case of educated and skilled employees, their
effectiveness depends on their knowledge and ability to do their job, es-
pecially the technicians. This, in turn, means the facility must hire good
people. Because the recruitment and selection of quality personnel is an-
other topic for another book, the assumption here is that the facility has
hired employees who can do their job correctly. Therefore, the challenge
is to verify that all work is being done effectively.

The most obvious evidence of an ineffective performance is when a
customer’s automobile has not been properly serviced or has been dam-
aged at the facility and has come back for service. Comebacks represent
the most serious problem caused by ineffective performances. There may
be a number of reasons for a comeback, and the service consultant must
thoroughly review the possibilities. For example, an employee may not
have done a job correctly. On the other hand, as discussed in the previous
chapters, the comeback may be due to the failure of a part placed on the
car. A parts warranty should cover the costs. However, a comeback may be
due to the customer refusing to have recommended work done at the
time of a repair, such as the case discussed earlier of the woman who did
not have the thermostat replaced at the time her cooling system was re-
paired. In the first case, the comeback would be due to poor workmanship
but in the latter two cases, it would not.
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Another effectiveness problem occurs when a facility does not iden-
tify or gain permission from a customer to perform all of the services
needed on an automobile. To have an automobile leave a facility with a
problem that was not found represents an ineffective performance on the
part of the technician. To have a customer leave a facility with an auto-
mobile with a problem that was found, reported, and not called to the
customer’s attention represents an ineffective performance on the part of
the service consultant.

From the customers’ standpoint, the examination of their automobile
is important because the inspection adds value to their visit. Actually,
many customers seek out and have their maintenance work done at ser-
vice facilities where a technician inspects their automobile, as opposed to
a facility where the maintenance work is conducted by a worker who does
not have a technical background. Because this inspection does not cost
the customer anything, it is referred to as a value-added service. There-
fore, when customers have their maintenance work done at a service fa-
cility, a technician, using a check sheet presented in Chapter 4, should
conduct the value-added inspection. Customers, of course, hope that
nothing wrong will be found with their automobile but, if there is a prob-
lem, they typically welcome the interest shown in keeping their automo-
bile in proper working condition.

Value-added inspections require an effective technician to examine
each automobile carefully. Technicians who do not have the ability to ex-
amine automobiles carefully and assist the service consultant in generat-
ing additional sales must be trained to do so. Technicians who only want
to perform the work listed on the repair order and do not examine the au-
tomobile should be used as parts installers.

When service consultants recognize the technicians they can rely on
to properly conduct the inspections to identify potential problems that
need repair, they should select them to form a team. The technicians and
service consultant should set procedures so that the service consultant is
immediately informed of any problems discovered along with the recom-
mendation of the technicians. The service consultant must then inform
the customer as soon as possible about the problem, refer to the repair cat-
egories presented in Chapter 9 to describe the severity of the problem,
and then use the feature-benefit method of selling, also presented in
Chapter 9. If the customer approves the repair, the parts must be ordered
immediately so the repair can be made.

Improving Efficiency
Efficiency refers to the economical use of resources, especially human

resources. The use of employee time is a primary concern for service con-
sultants, especially for the technicians. The improper use of technicians is
economically damaging and, therefore, is evidence of inefficiency. For ex-
ample, assume the service consultant must ask someone to pick up a part
at a local dealership. Assume the service consultant could send either a
highly skilled technician or a lower skilled and lower paid maintenance
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technician. Although the skilled technician can check out the part before
bringing it back to the facility, the maintenance technician should always
be sent. If a skilled technician is sent and a customer comes in for a diag-
nosis and repair, a sale could be lost. If the sale is not lost, the customer
will have to wait until the skilled technician returns. This is an inefficient
use of a resource, which is the technician’s time. A general rule is that
skilled technicians should never be given work maintenance technicians
can perform. Of course, if a facility has only maintenance work, the
skilled technicians should be used to get the work out the door.

Efficiency can be monitored more easily than effectiveness. First of
all, the average labor sales and average parts sales per automobile for a set
period of time (such as a week or a month) should be calculated. This av-
erage is determined by dividing the gross labor (or parts) sales for the
given period of time by the number of automobiles serviced. For example,
if the gross labor sales for the week were $1200 and twenty automobiles
were serviced, the average labor sale per vehicle was $60 ($1200/20 vehi-
cles = $60 per vehicle). This calculation can also be made for each techni-
cian. In addition, a facility may separate its maintenance sales from its
repair sales and then make the average sale calculations.

The same calculations can be made for the sale of flat-rate hours to
avoid using dollars as a measure. In these cases, the gross labor sale per au-
tomobile would be converted to labor (flat rate) hours by dividing the av-
erage gross sales per automobile by the labor rate. For example, if the
labor rate is $37.50 per hour, the number of flat-rate hours sold per auto-
mobile is 1.6 hours ($60/$37.50 = 1.6 flat-rate hours sold per automobile).
The labor rate sales per technician can also be calculated.

With respect to parts, assume that for the twenty automobiles, the
gross parts sales were $600. This means that an average of $30 in parts was
sold per automobile. Adding the average labor and parts sales, the weekly
total sales per automobile would be $90 ($60 in labor plus $30 in parts).

The question is whether the total sales can meet expenses. In these re-
views, the hourly rates of the technicians can also be compared to the la-
bor sales. If the sales do not cover expenses, the facility must increase sales
and production, be more efficient, or both. For example, if an increase in
sales is needed, the number needed is used as a target for improvement. A
danger, however, is that a technician or team may be tempted to oversell.

Employee Input for Improvement

Employee feedback and suggestions for the improvement of effi-
ciency and effectiveness should be encouraged since each employee’s fi-
nancial future rides on keeping his or her job. Each person, therefore, has
a vested interest in making the business more effective and efficient.
Some companies believe that employee feedback is so important that
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they formally survey employees on a regular basis. In some of these cases,
groups of employees are brought together to identify ways the business
can be improved.

The purpose of employee surveys and group meetings is to identify
current, emerging, and potential future problems that can affect the facil-
ity’s immediate as well as its long-term survival. For example, when a
problem is identified, employee participation to help solve the problem
can be beneficial. In addition, the employees often become more sensitive
to any activities that can hinder the effective and efficient operations of
the business. Not only might they advise management of the problems
they see but they can often come up with solutions to fix them.

Customer Expectations

A positive work environment is also dependent on meeting the ex-
pectations of customers. As stressed in the previous chapters, when cus-
tomers are satisfied, they will return for additional service and will
recommend the facility to their friends. Their satisfaction is important be-
cause facilities depend on repeat customers, as well as a steady stream of
new customers, to maintain profitability. One of the best sources of new
customers is the referrals of current customers.

Identifying Completion Expectations of Customers
Unfortunately, the personal expectations of customers are hard to

generalize about because of their different needs and backgrounds. As a
result, service consultants must attempt to predict customer expectations
while they are determining what has to be done to the automobile. This,
obviously, is difficult since many customers do not know how automo-
biles work or what expectations are reasonable and are skeptical about 
service facility recommendations. Furthermore, the expectations of cus-
tomers who see their automobiles as simply a means of transportation
will likely differ from those who have a personal attachment to them.

Service consultants, therefore, must interview the customers to gain
an idea of their knowledge and perceptions and to clarify their expecta-
tions. Then they must assure them that their expectations will be met or
inform them that they are not realistic. At the same time, service consul-
tants must instill confidence in customers that the service recommended
will solve their problems and that they will be properly and promptly 
performed.

After working with the customer, the service consultant gives the
work order to the technician as described in the earlier chapters. At the
same time, however, the service consultant should communicate the in-
formation gathered about the customer to the service team. In some
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cases, this additional bit of information can be important to the team’s at-
tainment of its common goal, which is to meet customer expectations.
For example, one customer at Renrag Auto Repair had his oil changed reg-
ularly. Because of his extensive travels, he had his wife call on the after-
noon he would come in. He always arrived at 4:30 and wanted a specific
type and brand of oil, which was not kept on inventory. As a result, a case
of this oil was stored in the supply room specifically for this customer.
When he came in, extra effort was always put forth to have his car ser-
viced at the time of his arrival. While the oil sales alone might not justify
the extra effort, the repairs on his automobile and his referrals did.

Encouraging Efforts to Exceed Expectations
Long-term success cannot be achieved by a slick program, gimmick,

or expensive improvements. It ultimately comes down to the effective-
ness and efficiency of the technicians, service consultant, manager, and
owner as well as their attitude about meeting customer expectations. This
positive attitude can translate into a positive environment, which is often
what really counts when it comes to customer satisfaction. No one likes
going into a business where the personnel are negative or unfriendly, no
matter how well they do their job.

Positive attitudes, a positive work environment, effectiveness, and ef-
ficiency cannot be bought. In other words, money will not buy better em-
ployee attitudes or even better performances. Rather, when employees
prove they can do the job and that they care about meeting or exceeding
customer expectations, reward bonuses for improved performance can be
considered. A company policy to grant bonuses, however, is a complex
topic that is a managerial prerogative.

Therefore, because bonuses are a company policy, service consultants
must use other methods to encourage employees to meet goals and con-
duct work that meets or exceeds customer expectations. When expecta-
tions are met or exceeded, they must be recognized via a compliment to
the employee or a letter to the manager and/or owner. At the same time,
when expectations are not met, they too must be informally and/or for-
mally recognized. This relatively simple practice can have an effect on the
work environment. Too often employees do not care because they do not
believe that other people do.

The Follow-Through
After a repair or maintenance has been completed, service consultants

must follow through and ensure all services were provided, recommenda-
tions for additional services were reported to the customers, and the cor-
rect procedures for preparing the automobile for delivery were conducted,
such as ensuring the vehicle is clean and free of shop materials. To assist
the service consultant and technician in preparing the automobile for this
active delivery, a “checkoff” sheet should be attached to every repair order
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(see Chapter 9). These sheets, when properly designed and used, should
guarantee that customer expectations have been met.

At the time of delivery, the service consultant must also translate any
of the technician’s comments on the repair order into words the customer
can understand. As suggested above, this should be done to support the
environment by instilling customer confidence that the recommended
service solved his or her problem and was properly performed. For exam-
ple, a technician who worked on an automobile that did not idle correctly
wrote:

“Followed service manual steps and checked the base idle and timing. Ad-
justed base timing to 10 degrees BTDC. Desludged throttle body and set
base idle to 600 rpm. Pulled computer codes and all passed. Checked TP
voltage and found it was at 2 volts. Tried to adjust TP sensor but still out
of range. Replaced TPS and was able to reset TP voltage to within 1/10 volt
of manufacturer’s 1 volt specification. Performed idle learning strategy
procedure, road tested car, and verified idle was normal.”

This detailed comment is possibly more than some technicians would
write; however, it illustrates how a very detailed comment cannot be pre-
sented to a customer on an invoice. It is too long and far too technical for
the customer to understand. Rather, this comment could be explained to
the customer as follows:

“Technician verified concern. Parts related to the computer controlled
idle were inspected, adjusted, and tested. A defective throttle position
sensor was replaced and idle was verified to operate properly.”

This translation of the technician’s comment will help the customer to
understand what was done to fix the problem. Another possibility is to
show the customer the old parts and to offer to give them to the customer
if there is no core charge or if it is not leaking fluids. At Renrag Auto Repair,
when old parts were offered, most customers did not take them home.

If a customer chooses to have more specific information on a repair,
then the technician’s comments should be shown to him or her. In some
cases the technician may be asked to explain the repair to the customer.
At Renrag Auto Repair, customers were quite impressed when the techni-
cian who actually performed the repair explained the cause and cure in
person. This personal touch also showed customers that a team of em-
ployees was looking after their best interests.

What to Say to Avoid Problems
Meeting customer expectations does not mean that service consultants

should comply with every request. There are times when a customer request
must be denied; however, the denial must be justified. To arrive at a “yes” or
“no” answer, there are five questions service consultants should ask them-
selves. These questions are demonstrated in the following example.
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Fred brings in a new chemical additive that, according to the chemi-
cal manufacturer, will do great things for his transmission. He requests
that the technician pour this mystery liquid into his automatic transmis-
sion when the technician services it. Before agreeing to the customer’s re-
quest, the service consultant should ask these five basic questions.

Will pouring the mystery liquid into the transmission:

Help the customer? Yes. It is nice to be agreeable. Pouring in the liquid
might help the customer because he will not have to pour it in himself.

Promote sales? No. The business did not sell him the liquid and the act of
pouring it in does not mean the business will generate any additional
sales. After all, do people go to a restaurant with their own raw hamburger
and ask the restaurant to cook it? Probably not, and even if they did, the
restaurant probably would not cook it because it has no idea whether the
meat is good quality and was handled properly. Therefore, it just makes
good sense for the restaurant to use its own meat for the hamburger. The
restaurant managers will know that the beef will taste good and will not
make customers sick. In the same way, the service facility spends a great
deal of time to secure high quality parts and products for its customers at
a reasonable price.

Protect the company from risk? No. It is unknown what this liquid is and
whether it can be used in the transmission. The service facility could be at
risk for pouring in the mystery liquid without a written waiver from the
customer stating that if it damages the transmission, the business is not
responsible. Of course, even with the waiver, the court may view the busi-
ness as the “automotive experts.” In other words, if the liquid caused any
damage, the service facility experts should have known better. Thus, the
business may still be liable.

Ensure health and safety? No. If there is an accident and the technician
spills the liquid on his skin or gets it in his or her eyes, no one will know
how to help. Also, if the technician accidentally spills the liquid on the
automobile’s paint, damage could result. The liquid could even be explo-
sive if handled incorrectly or could damage the transmission’s internal
parts once inside. Therefore, whether the liquid is safe for the company’s
technician to handle or use inside the transmission is unknown.

Make a fair and honest profit? No. The business will not profit from pouring
the liquid into the transmission.

A “no” response to any one of these five questions indicates that the
request should be denied. Since there are so many “no” responses in the
example, it would be best to use the one that is the most logical to defend.
In this case, declining the request based on “promoting sales” or “making
a fair and honest profit” is not relevant to the interests of the customer. In
fact, the customer may be offended that his or her “favor” is rejected. “En-
suring health and safety” is a stronger response, but using the “protect the
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company from risk” answer is the likeliest to defend. The service consul-
tant could deny the request because it is against company policy to pour
products into the transmission that are not recommended by the auto-
mobile manufacturer.

Summary

Productivity and a positive work environment are essential to the sur-
vival of an automotive service facility. As the chapter points out, produc-
tivity is dependent on effective and efficient service and customer
satisfaction. At the same time, a positive work environment is needed to
keep effective and efficient employees who are willing to take on hard and
demanding automotive service work.

When a facility is operated properly, it will be profitable and employ-
ees will be well paid. When it is not operated properly, the organizational
structure (see Chapter 1) breaks down, the work environment is not posi-
tive, profitability is limited or nonexistent, and the life of the business is
limited.

One of the key people, if not the most important person, who makes
a service facility productive is the service consultant. Too often this per-
son is thought of as a clerk or salesperson. As the text demonstrates, this
is not the case nor should be the case. There are many dimensions to the
service consultant’s job. They must not only perform all of the tasks cov-
ered in this book, but they must also concern themselves with meeting
sales targets, keeping customers satisfied, and motivating their team.

In addition, the service consultant must be a leader. Although the orga-
nizational diagrams may not place this person in a position with leadership
authority, it typically comes with the job. A service consultant must get
pleasure from being busy, enjoy working with the public, like being around
automobiles, and be willing to accept leadership responsibilities.

Review Questions

Multiple Choice
1. A technician turns in a repair order that recommends replacement of

the CV boot with no further description. Which of these should the
service consultant do next?
A. Estimate replacement of the complete axle.
B. Verify parts availability.
C. Determine the reason for the repair.
D. Check the vehicle repair history.
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2. When a customer is picking up his or her vehicle, Service consultant
A says that it is important to take the time to explain the work per-
formed in as much detail as the customer requires. Service consultant
B says that if the customer asks questions it indicates that he or she
does not trust the shop/dealership. Who is correct?
A. A only
B. B only
C. Both A and B
D. Neither A nor B

3. A customer calls for a service consultant who is already working with
a customer. Which of these should the service consultant do?
A. Take the customer’s name and number and promise to call back.
B. Attempt to help the customer.
C. Place the customer on hold until the service consultant becomes

available.
D. Transfer the call to the owner/service manager.

4. A service consultant has prepared an estimate from a technician’s di-
agnosis. Before providing the customer with the estimate, which of
these should the service consultant perform first?
A. Agree on a completion time with the technician.
B. Verify availability of necessary parts.
C. Perform a thorough test drive.
D. Identify additional maintenance needs.

5. A fellow service consultant is upset with one of the shop’s techni-
cians. Which of these should the service consultant do?
A. Encourage the other service consultant to talk with the technician.
B. Offer to work with that technician until the situation blows over.
C. Speak to the technician.
D. Alert the service manager immediately.

6. A customer has come to pick up his or her vehicle when the service
department is very busy. Which of these is the best way to handle the
situation?
A. Direct the customer to the cashier to cash out.
B. Advise the customer that you are very busy.
C. Review the work performed and the invoice with the customer.
D. Ask the customer to come back when it is quieter.

Short Answer Questions
1. How can a service consultant create a positive work environment, and

how will this help productivity?
2. What are completion expectations?
3. Define effectiveness and efficiency.
4. How are effectiveness and efficiency related to productivity?
5. How are customer expectations related to effectiveness and effi-

ciency?
6. What are the basic requirements a service facility needs to establish

and maintain a positive work environment?
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PART IV

CLINICAL PRACTICUM
EXERCISE

After reading the information in Chapters 13 and 14, visit a service
facility and interview a service consultant or manager. Ask what
“documents” he or she uses to run the business. Specifically think in
terms of the following categories:

• PRODUCTIVITY DOCUMENTS: Technician time tickets and
individual and team targets for improvement such as “average
labor sale per vehicle.”

• WORKFLOW DOCUMENTS: Repair orders and service depart-
ment customer tracking sheets.

• FINAL WORK INSPECTION: Process inspection reports such as
technician checkoff sheets, technician comments on the repair
order, government agency records, or CSI ratings.

• SUPPLIER DOCUMENTATION: Parts supplier delivery receipts
and subcontractor invoices.

• FEEDBACK DOCUMENTATION: Customer and employee feed-
back and how it changes the facility’s customer service proce-
dures. NOTE: When possible, ask to see examples of customer
satisfaction surveys and ask how they are distributed.

• OTHER DOCUMENTATION: Customer repair order files and
facility security checkoff sheets.
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224 THE SERVICE CONSULTANT

Small Group Breakout Exercises

Activity 1: Discuss customer satisfaction in small groups. Plan cus-
tomer satisfaction improvements that will cost little, if any, money
for a facility to implement. Share your ideas with the class.

Activity 2: Examine some of your school’s shop equipment and, us-
ing the owner’s manual when available, determine the maintenance
requirements of the equipment. In a small group make a list of all of
the equipment examined and what type is is as well as when main-
tenance must be completed.

Activity 3: Make a list of all of the special tools in your school’s lab.
Examine or create a method to mark, box, tag, or hang the tools
(when possible, cross-reference the special tool number to manufac-
turer shop manual information) so it can be found more efficiently.
Then evaluate the method to determine whether it would be practi-
cal to use in a service facility. If so, what procedures must be imple-
mented to ensure the system will work?
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APPENDIX

ASE C1 Task List: Service Consultant

A. COMMUNICATIONS
A.1. CUSTOMER RELATIONS

A.1.1 Demonstrate proper telephone skills.
A.1.2 Obtain and document pertinent vehicle information and

confirm accuracy.
A.1.3 Identify customer concern/request.
A.1.4 Obtain and document customer contact information.
A.1.5 Open repair order and confirm accuracy.
A.1.6 Demonstrate appropriate greeting skills.
A.1.7 Arrange for alternate transportation.
A.1.8 Promote procedures, benefits, and capabilities of service 

facility.
A.1.9 Check vehicle service history.
A.1.10 Identify and recommend service and maintenance needs.
A.1.11 Communicate completion expectations.
A.1.12 Obtain repair authorization.
A.1.13 Identify customer types (first time, warranty, repeat repair,

fleet, etc.).
A.1.14 Present professional image.
A.1.15 Perform customer follow-up.
A.1.16 Explain and confirm understanding of work performed, and

charges; review methods of payment.
A.2. INTERNAL RELATIONS

A.2.1 Effectively communicate customer service concern/request.
A.2.2 Understand the technician’s diagnosis and service recom-

mendation.
A.2.3 Verify availability of required repair parts.
A.2.4 Establish completion expectations.
A.2.5 Monitor repair progress.
A.2.6 Interpret and clarify repair procedures.
A.2.7 Document information about services performed or recom-

mended.
A.2.8 Maintain shop production and efficiency.
A.2.9 Maintain open lines of communication within the organi-

zation.
B. PRODUCT KNOWLEDGE

SECTIONS B.1 THROUGH B.4 HAVE THE SAME THREE TASKS:
TASK 1) Identify major components and location
TASK 2) Identify component function
TASK 3) Identify related systems
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B.1. ENGINE SYSTEMS — Tasks 1, 2, and 3 (includes mechanical, cool-
ing, fuel, ignition, exhaust, emissions control, and starting/
charging).

B.2. DRIVETRAIN SYSTEMS — Tasks 1, 2, and 3 (includes manual trans-
mission/transaxles, automatic transmission/transaxles, and drive-
train components).

B.3. CHASSIS SYSTEMS — Tasks 1, 2, and 3 (includes brakes, suspension,
and steering).

B.4. BODY SYSTEMS — Tasks 1, 2, and 3 (includes heating and air condi-
tioning, electrical, restraint, and accessories).

B.5. SERVICES/MAINTENANCE INTERVALS
B.5.1 Understand the elements of a maintenance procedure.
B.5.2 Identify related maintenance procedure items.
B.5.3 Locate and interpret maintenance schedule information.

B.6. WARRANTY, SERVICE CONTRACTS, SERVICE BULLETINS, and
CAMPAIGNS/RECALLS
B.6.1 Demonstrate knowledge of warranty policies and proce-

dures/parameters.
B.6.2 Locate and use reference information for warranties, service

contracts, and campaigns/recalls.
B.6.3 Explain warranty, service contract, technical service bul-

letin, and campaign/recall procedures to customers.
B.6.4 Verify the applicability of warranty, service contract, techni-

cal service bulletin, and campaigns/recalls.
B.7. VEHICLE IDENTIFICATION

B.7.1 Locate and utilize vehicle identification number (VIN).
B.7.2 Locate the production date.
B.7.3 Locate and utilize component identification data.
B.7.4 Identify body styles.
B.7.5 Locate paint and trim codes.

C. SALES SKILLS
C.1. Provide and explain estimates.
C.2. Identify and prioritize vehicle needs.
C.3. Address customer concerns.
C.4. Communicate the value of performing related and additional 

services.
C.5. Explain product/service features and benefits.
C.6. Overcome objections.
C.7. Close the sale.

D. SHOP OPERATIONS
D.1. Manage workflow.
D.2. Use available shop management systems (computerized and manual).
D.3. Identify labor operations.
D.4. Demonstrate knowledge of sublet procedures.
D.5. Maintain customer appointment log.
D.6. Address repeat repairs/comebacks.
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GLOSSARY

Active delivery—when a service consultant personally delivers an automobile
to a customer to discuss matters of importance, to check the condition of the
automobile, and to determine customer satisfaction.

Automobile service facility—a for-profit business that performs the mainte-
nance, repair, and diagnosis of automobiles.

Bumper-to-bumper warranty—a contract that covers all of the components
in an automobile (see warranty contract).

Campaign repairs—see recall/campaign repairs.

Chain service facility—an automobile service facility that is one of several fa-
cilities owned by a corporation, such as Pep Boys and Sears, Roebuck, & Co.

Closing a sale—when a customer gives an approval for a service by signing a
repair order.

Comebacks—occur when a customer had a repair made to an automobile and
must return to have the same repair made again.

Company policies—statements that indicate how the owners want to conduct
business and legal regulations that direct the way business and services must be
conducted.

Cores—a used part that has been replaced and must be returned to the supplier
for a reduction in the cost of the new part.

Corporation—a business owned by one or more people who invest in the busi-
ness by purchasing shares of stock.

Cross training—when workers are taught how to perform one or more jobs in
a business.

Customer automobile inventory sheet—a form used to record customer au-
tomobiles located in the building and on the property of the facility.

Customer status sheet—a form used to record customers’ automobiles being
serviced and the status of these services, from the creation of the repair order to
the payment of the invoice.
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Daily customer log—a calendar with pages to enter daily appointments, vital
information on each customer, services to be performed, and the estimated
time needed for each service.

Effectiveness—when work is done correctly and quality outcomes are
achieved.

Efficiency—when resources are used properly and output is maximized. 

Emission warranty—a federal requirement that new automobile manufactur-
ers must guarantee the repair of their automobile emission components for a
stated period of time. 

Extended warranty—purchased by owners of new and used automobiles to
provide warranty coverage (sometimes with a deductible) for identified com-
ponents in an automobile for a given period of time or number of miles that
the automobile is driven from the date of purchase.

Feature-benefit selling—a sales approach that explains the service to be pro-
vided (feature) and its advantage (benefit).

Flat-rate objective—the number of flat-rate hours a technician hopes to earn
in a week.

Flat-rate or Flat-rate pay system—Technicians who are allotted (and paid
for)and paid for a specified amount of time to perform a job are considered flat-
rate technicians and are paid on the flat-rate pay system.

Fleet service facility—a service facility that limits its services to vehicles
owned by a company or government body.

Flow diagram—a drawing that illustrates the processing of work or an activity
through a business or an organization. 

Formatted system—when an operations manual is followed to encourage con-
sistency in performances of an automotive repair facility. 

Franchise—a business granted the use of a nationally recognized name in re-
turn for a fee and a percentage of sales.

Garage keepers insurance—liability insurance that covers damages to cus-
tomers’ automobiles while at a facility.

Gross profit—the balance left over from gross sales after subtracting technician
salaries and the cost of the parts used to repair customer automobiles. 

Gross sales—the total amount of money received from customer sales.
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Invoice—final bill (see vendor invoice).

Job description—a list or description of the job tasks to be performed by
a person in a position.

Job duties—details of job tasks.

Job tasks—major work assignments conducted by a person in a specific
job.

Lead technician—a technician who assists with the coordination of the
work in a shop, in assigning jobs to other technicians, in quality control,
in monitoring the condition and use of equipment, and with other su-
pervisory duties assigned by management.

Lemon law—a law that requires automobile manufacturers, and, in some
states, the automobile dealers, to buy back an automobile when it is not
properly repaired.

Maintenance contract—awarded to or purchased by a customer at the
time an automobile is purchased and pays for specified maintenance ser-
vices for a set period of time from the date of purchase or for a set num-
ber of miles an automobile is driven.

Markup—the difference between the amount a facility pays for a part and
the amount it is sold to a customer.

Mechanic’s lien—state laws that permit a service facility to hold a cus-
tomer’s automobile until payment for a service is received. 

Net loss—a negative balance after expenses and business taxes are de-
ducted from the gross profit. 

Net profit—a positive balance after expenses and business taxes are de-
ducted from the gross profit.

New automobile manufacturer warranty—a contract awarded to the
owners of an automobile that provide for its repair at no charge for a pre-
determined length of time since its initial purchase or for a predetermined
number of miles the automobile is driven.

Open-business environment—forces outside the control of a service fa-
cility that affect its sales potential. 

Operational environment—features or forces that have an influence on
the daily business activities of a service facility.
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Operational procedures and regulations—rules based on company policy.

Operations manual—directs the way work is to be conducted and
processed in each work area. 

Organizational structure—represents the managerial chain of command
and the relationships among its positions.

Overselling—when customers are sold a service that their automobile
does not need.

Partnership—a business owned by two or more people.

Petty cash fund—a fund that makes cash available for the purchase of
items below a specified amount of money.

Policy check—a check given to customers for the purchase of goods or
services from the service facility. 

Pre-priced maintenance menu—a chart presenting different mainte-
nances suggested by a manufacturer and the charges for each.

Product-specific service facility—a service facility that diagnoses, re-
pairs, and performs maintenance on specific makes and models of auto-
mobiles, such as a facility that services only Volkswagens.

Proprietorship—a business owned by one person.

Recall/campaign repairs—when a manufacturer requests the owners of
a specific year, make, and model of an automobile to take it to a service fa-
cility for repair at no charge to them. 

Repair categories—a list used to indicate the relative importance of a sug-
gested repair.

Repair order tracking sheet—a form used to monitor the status of each
repair order.

Seamless system—a process that is not disrupted when work is passed
from one person or one station to another.

Service—the maintenance, repair, and diagnosis of an automobile.

Shop management system—the procedures, documents, files, and com-
puter used to prepare, store, and retrieve customer information, repair or-
ders, automobiles serviced, flat rate hours, parts markups, parts inventory,
and vendor information.
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Specialty service facility—services specific makes and models of new
and/or used automobiles, such as those sold by a dealership.

Specialty team—a team whose repairs, maintenance, or diagnostic work
assignments are limited, such as a team that performs only maintenance
work.

Stockholders—people who invest in a corporation by purchasing shares
of stock in the business.

Sublet sales—when a facility sends a customer’s automobile to another
facility for service, has the automobile returned when completed, pays
the other facility for the service, and charges the customer for the service
conducted by the other facility. 

System-specific service facility—a service facility that repairs and main-
tains one automobile system, such as transmissions or brakes.

Tactical environment—factors that influence the provision and supply
of resources needed to conduct business activities.

Technical service bulletin (TSB)—an announcements put out by auto-
mobile manufacturers to dealerships and subscribers of computer repair
information systems to announce automobile operational concerns and
how to repair them.

Technician’s hardcopy—a thicker, cardboard-like copy of a repair order
given to the technician.

Up-selling—when a customer selects higher-quality parts and/or labor as
opposed to less expensive parts and/or labor.

Value-added service—a service received by a customer at no extra cost.

Vehicle identification number (VIN)—a seventeen-digit number as-
signed to an automobile when manufactured.

Vendor invoice—a bill from another business for parts, equipment, or
services purchased.

Vendors—a company that sells parts, goods, and services to a facility.

Warranty contract—if a part does not work properly or breaks within a
set period of time, a new part, and possibly the cost of the labor to replace
it, will be provided at no charge to the customer. 
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Workflow—the processing of work from the initial contact with cus-
tomers to the return of their automobile. 

Workers’ compensation—an insurance policy that covers injuries re-
ceived by employees while at work.
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A
Active delivery, 137–138

actual delivery, 172
care and cleanliness of vehicle, 172
follow-up call, 138, 179–181
future appointment, 138
needed services, 137
positive points, 137
pre- and post-inspection of vehicles, 171
workflow process, 171–172 

Advertising, 185–186, 206
balanced advertising plan, 185
methods of, 185

Alternative transportation, 118, 131
Answering customer questions, 99
Appointment, customer, 65, 66

appointment book recorded, 163, 164
computerized record, 163
as part of workflow process, 162
time required for, 164

ASE certification, 17–18
ASE. See National Institute for Automotive

Service Excellence.
Automobile dealership, 12–13

chain of command, 13
definition, 12–13
flowchart, 13

Automobile service facility, 4
general requirements, 6
guidelines for, 14–16
history of services performed, 60
objective of, 4
purpose of, 4
service consultant requirements, 6
tracking earnings and losses, 60

Automobile service facility, types of:
chain, 12
corporate owned, 9
dealership, 12–13. See also product-specific.
fleet service, 14
franchise, 10
privately owned, 8
product-specific, 6–7

Automobile service history, 62
customer approval, 62
computer database, 62
general maintenance inspection form, 63,

135
invoices, 62
repair orders, 62
special maintenance inspection form, 64,

135
Automotive service, historical discussion of,

40–41

B
Balance, 18
Banking, 205–206
Billable hours, 42, 50

calculation of, 42–43
Bonuses, 217
Bumper-to-bumper warranty, 79
Business contracts, 200–201

goods, resale of, 202–203
maintenance contracts

for building, 202
for equipment, 202

parts, supply of, 202–203
uniforms, 202

sublet sales, 201
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C
Calibration code, 154
Cashier, 47
Categorizing repairs, 132–134
Chain facility, 12

chain of command, 12
definition, 12
flowchart, 12
procedures, 34

Check cashing service, 141
Clean Air Act Section 609, 16, 122
Clinical practicum exercises:

Part I, 89–90
Part II, 145–146
Part III, 195–196
Part IV, 223–224

Closing a sale, 130–142
explaining the needed repair, 131
feature-benefit selling, 134–135
opportunities to sell, 136–138
over the telephone, 131
payment methods, 140–142
selling repairs, 132–134
willingness to help, 130–131

Comebacks, 69, 213
Communication skills, 25, 53
Company policy, 160–162

link with operations manual, 162
Comparison shopping, 97–98
Computer database, 62, 65, 67–70

for cost of parts and labor, 119
for warranties and contracts, 77

Computerized automobile records, 65
Computerized appointment schedule, 163
Computer program, 62

choosing, 62, 65–70
Conduct, 53
Consumer protection laws, 68, 69

and company policies, 161
mechanic’s lien, 113
record keeping, 70
repair order waiver, 112
routine maintenance, 112

Confirmation of automobile information,
106–107

Confirmation of customer information, 106
Cores, 203
Corporate owned facility, 9

cashier, 34
chain of command, 9
definition, 9
flowchart, 9
specialists, 34

Corporation, 7
flowchart, 9

Courtesy shuttle, 118, 140
Credit card payment, 141
Cross training, 53
Customer amenities

alternative transportation, 118
child care, 118
comfort, 118

Customer appointments. See appointments.
Customer automobile inventory sheet, 27

example of, 30
Customer base, 61
Customer claim

documentation of, 85
lemon law requirements, 86
warranty-related, 85

Customer concerns
anger and disagreements, 177, 178,

187–191
causes of, 187–191
how to handle 188–191

cost, 119, 177
inconvenience, 177
time frame, 119

Customer contact
concerns and requests, 107–108
confirmation of automobile information,

106–107
confirmation of customer information,

106
diagnostics charges, 108–110
disclosure of costs, 108–109
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maintenance requests, 107–108
repair authorization, 111–112
verbal authorization, 110

Customer data, historical, 67
Customer expectations, 216

exceeding expectations, 217
Customer file, 65

recording problem and occurrence, 150–151
Customer neglect, warranty contract, 80
Customer personalities, 177
Customer problems

avoiding, 218
examples of, 219–220
recording, 150–151

Customer questions, 97–99
Customer records, 60, 176–191
Customer relations, 68
Customer satisfaction, 24, 42, 68

ratings, 187
surveys, 69, 186–187

Customer service, 42
Customer shuttle driver, 47
Customer specials, 183

example of, 184
Customer status sheet, 32–33
Customers under contract, 208

delivery service, 208
pick up service, 208
repair service, 208
towing service, 208

Customer survey, 186–187
analyzing information, 187

customer service index score, 187
dealer score, 187

basic questions on, 186
mail, 186
phone, 186

D
Daily accounting report, 33–34

example of, 33
Daily customer log, 165

information requires, 165

Daily work capacity
calculation of, 164

Date of production, location of, 154
Dealership service department

formal working relationship, 52
group system, 52
lateral support team, 52
obtaining parts from, 203
training, 34
warranty repairs, 68–69, 78

Dealing with angry customers, 187–191
Diagnostic charges, 108–109
Dispatcher, 52
Duplicating a problem, 151–152
Duties, 26–27

sample lists of, 28–33

E
Economic environment, 139
Effectiveness, 212

influences of, 213
Effectiveness of team, 212–214
Efficiency, 212

influences of, 213
Eligibility for warranty/contract work, 77
Emission warranty, 81
Employee, expectations of, 216

exceeding expectations, 217
bonuses, 217
compliments, 217

Employee input, 215–216
feedback, 215
group meetings, 216
suggestions, 215
surveys, 216

Employee to clean customer cars, 47
Employee evaluation, 27
Environmental Protection Agency (EPA), 14,

122
EPA. See Environmental Protection Agency.
Estimate, 66

for diagnostic charges, 111
example of, 111
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Estimate (continued)
preparing, 67, 111–112
repair hours, 163
unexpected service problems, 122
waiver of, 112

Estimating repair hours, 163
Estimate-only forms, 113
Extended warranty, 79–81

deductible, 80
limitations, 80
stipulations, 80

F
Facility ownership. See ownership Fleet

service department, 14
definition, 14

Feature-benefit method, 134–135
maintenance schedules, 134
seasonal specials, 134
inspection forms, 135

Filing system, 62
Financial options. See payment methods.
Financial stability, 42
First-time customers, 61

complementary service, 62
detailed inspection of vehicle, 62
historical database, 62
inspection form, 62

Flat rate, 49
example of calculations, 49–50
facility cost, 150
hours, 163
technician wage, 150

Flat rate objectives
based on performance review, 54
daily labor report for, 55
definition, 54

Flat rate report, 54
Fleet customers, 70

automatic maintenance, 70
financial issues with, 72
overtime, 71
priority service, 70

service discounts, 71, 182
special treatment, 71

Fleet maintenance schedule, 71
Follow-through

active delivery, 217
checkoff sheet, 217
procedures for, 217–218
technician’s comments, 218

Formal working relationship, 52
Formatted system, 173
Franchise ownership, 10

chain of command, 11–12
corporate owner, rights of, 11
definition of, 10
flowchart, 11
local owner, requirements of, 11
obtaining parts from, 203
procedures, 34
use of operations manual, 160

Full-service facility, 130

G
Garage keepers insurance, 204
General maintenance inspection form, 63
General manager, 9–10
General supplies, 206–207

coffee, 206
first aid, 206
office, 206
restroom, 206

Glossary, 227–232
Gross profit, 18
Gross sale, 18
Gross vehicle weight rating, 156

H
Hardcopy, 114, 150

backup, 62

I
Ineffective performance, 213–214
Inefficient performance, 214–215
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Inspection,
emissions, 122
forms, 62–65, 135, 171
value-added, 214
vehicle, 62, 171

In stock. See parts availability.
Insurance Institute for Highway Safety (IIHS), 76
Internal communication, 148–157
Invoice, 66

preparing, 67

J
Job description, 26
Job tasks, 26–27

L
Labor hours, 163
Labor time book, 119
Lead technician, role of, 48, 49, 50

responsibilities of, 54
Leadership responsibilities, 53–54
Lemon law, 85–86

buy back requirement, 85
judicial process, 85
state law, 85–86

Liability insurance, 204
Loan application, 141
Loaner car, 118
Long-term loan, 141

M
Maintenance

Clean Air Act, 122
emission inspection, 122
of newer vehicles, 124
of older vehicles, 124
packages, 123
pre-priced maintenance menus, 123
preventive, 125
for regular customers, 125
related services, 125V126
specials, 124–125

inspection, 124, 135

oil change, 124
seasonal, 124, 134, 135

Maintenance contract, 76
verification of, 81–82

Maintenance contracts
for building, 202
for facility equipment, 202

Maintenance sales, 134–135, 136–138
feature-benefit selling, 134

Maintenance schedule, 123, 134
Manufacturer recommended maintenance,

98–99
packages, 123
specials, 124, 140

Markup, 120
calculation of, 120, 121

Mechanic’s lien, 113
Model year, location of, 154
Monitoring repairs, 169–171
Monthly payments, 141
Multiple teams, 50–51

specialty team, 50
support staff, 50
working relationship, 50, 51

Multitasking, 36

N
National Highway Traffic Safety

Administration (NHTSA), 76
National Institute for Automotive Service

Excellence (ASE), 5, 17–18
automobile systems and classification

numbers 
automatic transmission/transaxle (A2), 5
brakes (A5), 5
electrical/electronic (A6), 5
engine performance (A8), 5
engine repair (A1), 5
heating and air conditioning (A7), 5
manual drive train and axles (A3), 5
suspension and steering (A4), 5

certification requirements, 17–18
specialty areas, 18
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Negative balance, 18
Net loss, 18
Net profit, 18
New automobile manufacturer warranty,

78–79
state laws and, 79

Newsletters, 181
example of, 182

Noncovered service items, 80

O
Office supplies

ordering, 206
restocking, 207

Operational environment, 138–139
Operational procedures and regulations,

160, 161
Operations manual, 160–162, 166, 168

link with company policy, 162
Open business environments, 138–139
Optional equipment, 152
Organizational structure, 4
Overhead expenses, 18
Overscheduling, 166
Overtime, 71
Ownership, types of

proprietorship, 7
partnership, 7
corporation, 7

P
Package offers, 108–109
Paper repair order, 113

distribution of, 114
technician’s hardcopy, 114

Partnership, 7
flowchart, 8

Parts
availability, 120, 121
cost, 119, 120
identification by manufacturer, 154, 155
markup, 120
ordering by manufacturer, 154
unexpected problems, 122

Parts contract
credit purchase, 203
purchase of, 202–203
for resale, 203
restocking, 203
resupplying arrangements, 203

Parts runner, 47
Parts warranty, 69, 70
Payment contracts, types of

warranty, 76
maintenance, 76
recall/campaign repair order, 76

Payment methods
check cashing service, 141
credit card, 141
long-term loan, 141
monthly payments, 141
personal check, 141
short-term credit, 141
30-day same-as-cash, 141

Performance review, 54
Personal appearance, 53
Personal check, 141
Personal communications, 103–115

addressing customer concerns, 107–110
confirming automobile information, 106
confirming contact information, 106
delivering completed vehicle, 172
greeting customers, 105–106
greeting repeat customers, 106
presenting the estimate, 111–112
presenting the repair authorization,

112–113
Personal dignity, 54
Patty cash fund, 203–204
Phone scripts, 96
Phone shoppers, 97–98, 131
Policy, 160–162
Policy check, 187

example of, 190
Positive work environment, 212–220
Post-inspection form, 171
Predetermined mileage, 78
Pre-inspection form, 171
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Prepaying maintenance, 76
Pre-priced maintenance, 107–108
Pre-priced package, 108
Privately owned facility, 8

chain of command, 8
definition, 8
flowchart, 8–9

Procedures, 31–33
workflow procedures, 168
follow-through, 217–218

Processing repair order, 31–32
Product franchise, 13
Productivity of team, 43

based on increased efficiency, 43. 212–215
based on expansion, 43

Product knowledge, 25
Production date, 154
Production option codes, 155–156
Product-specific facility, 6–7
Professional image, 35–36
Profit/Loss, 18

table showing relationships of, 19
Progress chart, 169
Promotions, 206
Proprietorship, 7

flowchart, 8

R
Recall and campaign information, 77
Recall/campaign repair order, 76

verification of coverage, 83
Receptionist, 47
Refusal to pay, 113
Regular customers, 61

identifying, 61
recruiting, 61
retaining, 61

Regulations, state, 4
Rental car, 118
Repair categories, 132–134

priority levels
hazardous danger (2), 133
imminent danger (1), 133
imminent malfunction (3), 133

nonessential concern (6), 134
nonessential malfunction (5), 133
noteworthy items (7), 134
potential malfunction (4), 133

Repair orders, 31–32. 43, 44, 121
binding contracts, 112–113
computer generated, 66
customer approval of, 68
distribution of copies, 114
explanation of form, 43–45
flag for first visit, 62
flowchart, 168
maintenance, 124–125
preparing, 67
progress chart, 169
technician’s hardcopy, 114, 150
by telephone, 96–100
what and when, 150–151

Repair order tracking sheet, 169

S
SAE. See Society of Automotive Engineers.
Sales follow-ups, 179–181

basis for, 179
corrective action, 180
examples of, 179
first follow-up, 180
objectives of, 180
personal recognitions, 181
second follow-up, 180–181

Sales promotions, 181–186
advertising, 186–186
customer specials, 183–185
newsletters, 181
service reminders, 182

Sales skills, 25
Second attempt, 69
Security systems, 207–208

alarms, 207
doors and windows, 207
service bays, 207
video monitors, 207

Selling maintenance, 136–138
Selling services, 176–177
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Service, 4
Service consultant

advertising, 185–186
assessment of service required, 164, 176–177
creating positive work environment,

212–220
definition of, 4–5
delivering completed vehicle, 172
duties, 25
employee job descriptions, 161
greeting customers, 104–106, 176
handling payment contracts, 76
keeping customer informed, 119–121,

123–126. 133–134
job description, 26
job tasks, 25–26
meeting customer expectations, 216–217
overselling, 130, 178
problem solving, 130–132, 151–152
recording the problem, 150–151

example of, 151
role of, 24–36
selling services, 176–191
sincerity, 131
task list, 225–226
telephone skills, 94–101, 131
up-selling, 178
using appropriate terminology, 152
verifying telephone information 107 

Service department training, 34
Service reminders, 182

example of, 183
Shop management system, 62
Shop operations, 25
Short-term credit, 141
Shuttle service, 47, 118, 140
Small independent service facility team, 51
Society of Automotive Engineers (SAE), 16
Special circumstances, warranty, 79
Special maintenance inspection form, 64–65,

135
Specialty service facilities

duties, 34

State guidelines
and company policy, 161
emissions requirements, 14, 125

centralized program, 15
decentralized program, 16

legal requirements, examples of, 14
on customer approval, 68
on estimate, 68
on final invoices, 68
on overselling, 130
on repair orders, 68
state issued license, 16
on verbal authorizations, 110–111
on warranties, 69

Status sheet, 32–33
example of, 32

Stockholders, 7
Sublet sales, 201

gentleman’s agreement, 201
warranty agreement, 201
written contract, 201

T
Team approach

mission, 42
customer satisfaction, 42
efficiency, 42

purpose of, 41–42
Support staff, 47, 50
Tactical environment, 138
Task list, 225–226
Team leader, 53–54
Team members

flow diagrams, 47, 49, 51
Team process:

division of labor, 43
team leader, 45
team members, 43, 45

Team system, 45
adding members, 48
flowchart, 46
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four-member, 47
support personnel, 47

cashier, 47
customer shuttle driver, 47, 140
employee to clean cars, 47
parts runner, 47
receptionist, 47

three-member, 49
two or more teams at facility, 51

Technical service bureau (TBS), 77
verification of repair coverage, 82–83

Technician
certification requirement, 16
problem solving, 151–152
using appropriate terminology, 152

Telephone customers, 131
Telephone skills, 94–101
Telephone techniques

answering customer questions, 97–99, 177
clear, simple language, 95
confirming information, 97
courtesy, 95
educating customers, 98
focusing on the customer, 95
identifying customer concerns, 98
location, 176
obtaining information, 96–97
practice, 95
using scripts, 96

30-day same-as-cash, 141
Time interval limits, 78
TSB. See Technical service bureau.

U
Uniform contract, 202

cleaning of, 202
delivery of, 202

Up-selling, 178
Used car warranty, 79–80
Utilities, 205

disruption of, 205
electric circuit breakers, 205
shutoff valves, 205

V
Value-added service, 214
Vehicle identification number (VIN), 66, 107

explanation of, 152–153
location of, 152–153
parts of, 153

body, 153
check digit, 153
engine, 153
make, 153
manufacturer, 153
origin, 153
plant code, 153
restraint, 153
sequence number, 153
vehicle line, 153
year, 153, 154

variables by manufacturer, 154
Vehicle records, 60
Vendor invoices, 10
Vendors, of goods and parts, 203
Verification of warranty, 81–82
VIN. See vehicle identification number.
Voluntary certification

AAA, 18
A/C Delco, 18
ASE, 18
SAE, 16

W
Warranty contracts

comprehensive, 139
customer neglect, 80, 122
deductibles, 83
disclosure to customer, 83
Internet purchase of, 81
noncoverage conditions, 80–81
payment contract, 76
payment in credits, 84

conditions, 84
maximum payment provisions, 84
reimbursement, 84

procedures, 83
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Warranty contracts (continued)
required information, 152
state laws regarding, 69
terms, 83
verification of, 81–82

Warranty coverage period, 78, 79
Warranty policies, types of:

Bumper-to-bumper warranty, 79
Emission warranty, 81
Extended warranty, 80
New automobile warranty contracts, 78

Workers’ compensation, 204–205
conditions for payment of, 205

Workflow process, 160–172
scheduling customer appointments,

162
service consultant paperwork, 166

flowchart, 167
repair order flowchart, 168
sequence of work, 170–171

active delivery, 170, 171
customer approval, 170, 171
ordering parts, 170
time recordings, 170
tracking sheet, 171

technician involvement, 166–167
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