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SECTION I

INTRGDUCTION

The efficient utilization of manpower is ons of the
primary concerns of the management of automobile dealser-
ships in controlling expenses and increasing. profits,
The purpose of this paper is (1) to present an analysis
of manpower efficiency, in general, in automotive deal-
erships within the limits of General Motors Corporation,
and (2) to sxamine and appraise manpower efficiency in
one small touwn dealarship.l

Because salary and wages represent about one-half
of the total expense in a dealership,2 it is important
that dealers take the time and effort needsed to increass
the productivity of their employees, 1In other words,
manpower efficiency must be improved., Three ways of
aiding the attainment of this improvement are through
an analysis of (1) job functions, (2) managements' span

of control and (3) personnel policies and procedures.

lTha data used in this report was obtained from
records and accounts (1964-1971) of Charlie Cox Olds-
Pontiac Company, Albertville, Alabama,

2Expense Manéqement for Profits, Business Management
Department, Oldsmobile Division, General fotors, Confer-
ence 3, 1968, p. 2.




SECTION II

JOB FUNCTIONS

In measuring the efficiency of productive employees,
consideration must be given to the number of labor-hours
sold as opposed to the gross profit on units sold. This
provides management a yardstick with which to evaluate
the efficiency of employees. However, for employees engaged
in mpn-productive tasks, evaluation is often difficult,
Therefore, measurement of the value received per dollar
of expense for compensation is not easily computed.

It is for this reason that an analysis of job functions
is the primary step in evaluating the job performance of
non-productive employees to find ways of improving their
working efficiency, Often, this means making an occasional,
detailed analysis of the functions of every non-productive
Job in the dealership., This information then exists as a
basis for making changes that will improve the work effic-
iency of any employees whose time or abilities are not being
used to the best possible advantage.

The effectiveness of non-productive employess, such
as service writers and parts countermen who have part-time
selling fungtions, is partly measurable in the terms of
the sales volume each one writes. Howaver, this data
should not be used as criteria for measuring their efficiency

in the performance of other functions of their jobs., The



same application holds true for Sales Managers. Their
performance as managers can not be properly measured by the
number of cars they personally sell, At first glance, it
might appsear that the dealership is comprised of "all chiefs
and no indians“.3 However, this is not normally the cass,.
The size of any dealership dictates the number of personnel
that are placed in positions requiring decision making
powers, To ssalect individuals to fill thesa vital positions
requires careful analysis of each aspect of an employee's
service and the requiremsnts of the position to be filled,
Therefore, each function assigned as a part of an employee's
job should be individually appraised for the results attained,
taking into consideration: (1) the amount of time used to
discharge the function, (2) the pay incentives offered,
(3) the ability of the individual, (4) the individual's
industriousness, (5) the individual's relations with customsrs,
and (6) the individual's compatability with other employees,%
In the event an appraisal indicates that some function
of an employee's work is not up to standard, the dealer
should counssl with the employee to determine the cause
of his inadequacy. Only after insuring that the employes's
current efforts are not an improvement over his previous

lavel of production should a definite change be made. Thse

3IYIartin H. Bury, The.Autumgbile Dealer, Philadslphia:
Philpenn Publishing Company, 1958, p. 126.

4
Op. cit., Note 2, p., 7.



dealer is responsible for action such as this only after
careful study and evaluation of the case, Hasty decisions
in these instances only tend to cause friction and unrest
among the other employses,

One solution to the problem may be that another employese
could perform this function better, Perhaps the current
employee needs additional training in order to become pro-
ficient in his current position. No improvewment will begin,
howaver, until the dealer takes action to make a well
thought~out change.

The jobs that require the most frequent analysis are
jobs that are difficult to keep filled. These positions
are usually the more physically demanding type. However,
jobs with newly assigned fungtions are also observed with
morae frequent regularity,

The layout of a form for making an analysis of job
functions can bhe any simple worksheet that fits the dealer's
needs, To insure that the worksheet is effective, most
dealers include several of the following ideas as common
ob jectives for the worksheet. Worksheets are periodically
prapared for every non—productive job on the payroll. This
worksheet should be filled in by the dealer, preferably in
counsel with each department head, but not delegated for
their preparation., The ensuing rasults will be more

comprehenaive of overall departmental needs, as wsll as



interdepartmental needs, if all appraisals are completed
before any major changes are decided upon. Finally, somse
time should be taken for careful study and comparison
before any decisions are reached. This will insure that
the effect of proposed changes will all be improvements.
These items are not all that should be included in the
worksheet, but they do reflect the type approach that
should be taken by a clealer.5

dince the major functions of department heads are
usually supervisory, the analysis forms of their jobs
should be carefully studied to find out if thare may be
an overlap or duplication of responsibility. For the same
reason, a dealer should also prepare an analysis form of
his own functions and responsibilities.6

Job functions can be controlled only by periodic
review and revision by management. Clearly, if the neces-
sary rattention is devoted to the determination of needed
positions, the essential core of a dealership is assured.
From time to time, business conditions dictate the addition
or deletion from the normal composition. If management has
maintained a current listing of job functions, this change

is easily recognized and acted upon. However, in many

5gp. cit., Note 3, pp. 127-134.

6533 [llustration No, 1 in appendix for representative
analysis forms often used in the evaluation of employess
in the :avtomobile industry.



casea, the need for change is not obssrved until it is

too late. Since the success of most businesses is measured
in dollars and cents, the failure to change when a change
is necessary results in loss of sales to the dealer.

Usually this loss occurs in the service department,
Conssquently, a customer will be caused discomfort or delay,
thereby creating an unfavorable attituds toward the

dealer. This type of incident if allowed to go unchecked
may eventually "snowball" into a flurry of complaints

which reflects on the dealer's service department,



SECTION III

MANAGEMENTS' SPAN OF CONTROL

Since the cost of supervision makes up a large portion
of the total payroll cost, the second step of svaluation
to improve manpower efficisncy is to look carefully at
each supervisor's span of control,

A manager to whom too many people report, or who is
responsible for directly supervising too many employees,
can not adequately promote efficiency in their work nor
can he operate with maximum effectiveness in his own work,

The capacity of management to increase the productive
efficiency of others diminishes quickly when it is spread
too thinly.7

The use of an organization chart will assist in quickly
analyzing each manager's span of control, A simple sketch
will often do although many of these charts get to be
quite imposing in their splendor,

The practical use of such a chart is not limited to
largsr dealsrships, It is equally useful in smaller ones
when certain questions arise~~that is, questions such as
the feasibility of adding a body shop manager or an assistant
service manager. The obvious guestion to be answered is
whether or not sfficiency would be increased by these nsuw

additions,

7Lea £E. Preston, lanaginog the Independent Businsss, Neuw

Jersey: Prentice~Hall, Incorporated, 1962, p. 26.




Consideration of managements' span of control should
include recogniticn of certain circumstances that can
materially affect manpower efficiency. Some factors that
affect efficiency are (1) employees working out of view of
their superviscr, such as at removed locations, on differant
floor levels, stcetera; (2) employees not werking the same
hours as their supervisors; (3) employees whose time must he
split between two or more departments; (4) employess whose
time is only partly non-productive-~the productive portions
being recorded as a cost of sales for their labor sold on
repair orders; and (5) addition or delation of employees
that are classified as part-time or temporary.

There is not a set form for organizational charts,
Depending on the particular franchise, the charts are modified
tp cpver thje particdalar sitUatipn.B However, in all charts
there are basic similarities, These are the "key" positions
in any franchise. Managements' span of control always
depends on the personnel filling thesse positions and the
attitude with which they approach their jobs, It is with this
idea in mind that the dealer formulates his policies and
procedurss with regard to personnel.

Control by management is imperative in any business. In

the automotive industry, control is imperative due to the high

BSee Charts Dne and Two for representative organizational
structures., Selected company more closely follows Chart
Number One,



cost of the merchandise involved., Controls are inclusive
of, but not limited to, sales policy, service poliecy, and
customer relations. Internal policies must be simple,
factual, and honest, All areas must report their salses,
losses, problems, and excesses immediatsly to the salss
manager, In small dealerships, the dealsr may have to
supervize these areas. In recent years, the factory has
become one of the dealers best customers.g Thersefore,

to prevent problems with the factory, all time entriss,

replacements, and services must be accurate,

%p. cit., Note 3, p. 70.

et i
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SECTION IV
PERSONNEL POLICIES AND PROCEDURES

The key to efficient manpower utilization appears to lis
in the area of personnel policies and procedures. In dis-
cussing this topic, the subject matter is presented as two
separate areas: (1) procedures used in the selection of
personnel and (2) personnel policies in use after employment.,

The particular procedurses used by a dealership in
selection of personnel will vary from franchise to franchise.
However, several topics are nermally included in almost every
dealership's procedures, Representative of these topics
ars (1) recruiting, (2) use of ths application form, (3) scrsening
of prospective employees, (4} a check of all references, and.
(5) employes selection on an individual basis,l0

Recruiting entails selection of the type personnsl that
would be of maximum benefit to the franchise. Top people
are in constant demand by other industries as well as by
units of government. In view of this, a dealership needs
to emphasize to these personnel the differences that are
considered to be "plus" factors for the autowmotive industry.
Not only is recruiting involved in pursuing top personnel,
but also it is concerned with the area in which the recruit-

ment takes place. Today's highway systems make it possible

J. Seton Gray, Common Ssnse In Businsss, New York:
McGraw-Hill Book Company, 1956, p. B89.
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to commute grpater distances, and many people are willing to
do so in order to work at a better job.

The procedure governing the use of recruiting is the
application form and its continual requirement for up~dating.
Every dealership, regardless of size, should use an application
form that will provide an adequate record of pre-employment
history for sach smployse. The previous five years of an
. applicant's employment time should be accounted for:i.on the
form, Also, supplementary data on family and financial oblig=-
ations provide useful information to the reviewer. An
accopted method of insuring that entries on the application
forms are correct is that of reading back to each applicant
the details entered and requesting data for any omissions
on the form, Retention of these application forms by the
dealer provides him with a readily availabls source of
reference in the event of personnsl increases or replacement.

After receiving the application form, the process of
screening each applicant now controls the personnel procedures,
fgain, the process of screening depends on the type of personnel
that a franchise desires to smploy. Cost bsecomes one of the
dominant factors at this point in the personnel selaction.ll
The higher payroll cost for people of proven ability is
actually a great sconomy in the long run. The alternative

method of employing personnel that are net really compstant

will result in reduced qross profits and ineffective expensse dollars.

1
l QE]_. Cit.’ NDtB 7, po 168.
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However, employment of personnel that are merely less
experienced is often guite advisable, Selection of this
type person is not often difficult. Usually the less
experienced applicant possesses discernable abilities and
energies that allow him to learn guickly and work efficiently.
It is not unusual to find that employing the right peréon
for the right position is a slow process, A conscisentious
employer will quite often wait until the fully qualified
employee can be found. 0One of the generally accepted comments
from dealers is that an employse who lacks compstence or
industriousness tends to retard the current efficiency of
other employees.12
Employing a person without making a check of all his

references can be a financially unwise move, Acceptability

for fidelity bonding alone is not an adequate substitute

'for contacting an applicant's refsrences for prsvious

employers, previous and current creditors and others who

will attest to his character. In addition, selection of

an unemployed applicant should be made only after careful

gvaluation of the reasons why he left former employers.
Following the investigation of a prospective employse,

the actual selaction must occur. It is at this time that

managemsnt must decide which applicant is to be employed.

Selection is not.limited to. new applicants alone, .There are

12
Ibid., p. 166,
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several reasons why a careful review of present employsss
should be undsrtaken. First, selection internally promotses
improvement of an individual by broadening the experience
and viewpoints held, thus increasing the versatility of

the employes. Second, promotion from within tends to
motivate employees to improve their work and to minimize
absentesism, Third, employees represent known quantities,
qualities, and deqrees of compatability in their work;

while new employees may represent risks of time, money, and
lost. business, Finally, the compensation expesnse to promote
a present employee is usually less than to attract his equal
from another employer. Management now has several options
open to it, One option is to select an individual currently
working for the franchise, A second option is to select the
most fully qualified individual available from the applicants.
Finally, management has the option to select neither of the
above options and merely wait for a better set of options
before committing the available position.

From the above, it is readily seen that the procedurss
involved in the selection of personnel are complex but do
tend to follow some sort of order, Aftser selécting and
employing a person, the franchise must then formulate some
sort of working policies under which to guide and svaluate

the employee,
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Personnel policies, similar to personnel procedurss, have
sgvoral common topics included in almost every dealsrship. A few
of the more generally accepted policies are: (1) Challenge,

(2) Opportunity, (3) Training, (4) Grievances, (5) Compensation,
(6) Incentive Compensation, (7) Fringe Benefits, and (8) Absen-
teeism.l3 The above topics cover a wide range of subject
material and will be covered in the order listed. Ultimately,
the objective is to obtain a working environment that is
harmonious, sincere, and stable,

It is the direct responsibility of each and every supervisor
within a dealership to provide a continuous challenge to sach
employse within his section., This can be accomplished sasily
if the selection of personnel is made in the manner
described above, Personnel with energy and ambition belisve
they can work almost anywhere and provide for their basic
income needs, but they seek to work where the job provokes
their sustained interest.

Factors that create job challenges are additional training,
incentive compensation, delegation of significant authority
and responsibility, participation in forecasting and planning
activities, and opportunity for aduancement.14 The possibility
of advancement is a major factor in creating job challengs.
Dealers who do not believe in fostering the desire for

advancement among their employees will sventually lose their

13
Op. cit., Note 10, p.44.

14
Ibid., p. 45.
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more ambitious employees to their competitors. Thersefore,
the more competent personnel will tend to shy away from

that particular franchise., The feeling among the esmployocoes
that a possibility for advancement does exist will provide

the sustaining force necessary to maintain job challenge.
Dealesrs who provide omployees with adequate challenge and
opportunity find that the cost of the project is far smaller
than the multiple costs that may arisse from an increased rate
of personnel turnover.

A palicy that foliows guite closely behind job challenge
is training, Training is the most valid as wsell as the
most economical and fastost means of improving the ability

- of employees to generate greater sales and profit in their
jobs.15 The correct application of training is not only
an aid to fostering competition and challenge, but it also
builds confidence in the employee that the opportunity for
advancement is mere than just words of assdrance.

During the course of employment, employeses sametimes
find it necessary to talk with the dealsr. The familiar
statement that "the door is always open" is not good
enough unless the employees feel confident enocugh of the
dealer to use the door. By keeping adequately informed,

a dealer is assuring himself of good employse relations,

15
.D_[;].' Cito’ Note 3, pu 880
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Usually, it is advisable to allow department heads to handle
minor grievances. The knowledgeable dealer, however, will
know the gsneral concensus of fesling within the franchiss.
If he keeps abreast of the grisvances within the franchiss
and works with the supervisors to decrsass them, he is able
to minimize the miner complaints that tend to impair working
efficiency.

Compensation has hbeen refsrred to by many dealsrs as
ths. one personnel policy that is always subject to changs,
especially when the result is unfavorable to the dsaler.

s previously stated, the franchise is in competition with
all other industriss for its manpowsr. Therefore, the
dealer must pay the going-rate for qualified labor, Sub-
standard pay rates will attract people who are unqualified,
lack satisfactory references, or who are transients.
Conversely, premium pay rates will often attract personnel
who think that thay ars the only ones who can do ths job.
It must be remembsered that pay rates alone do not attract
long-term employeses. Job challenges and advancemsnt oppor-
tunities also come inte focus at this tims.

Another form of compensation is jncentive compsnsation.,
Although productive increases are obtainable through the use
of incentives, it is advisable to temper the program in relation
to the objectives of the dealer. For example, basing a

manager's incentivs solely on greater sales and gross profits
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is not adequate if expenses incurred rise morse rapidly than

sales., The logical alternative is to base incentive on the

profit remaining in his department after deducting direct
16

expense,

The next commonly used personnel policy is ons called
fringe benefits, When management considers changes to these
benefits, it is recognized that the expense will recur from
that date forward, In view of this, each change is reviewed
thoroughly. An example of fringe benefits could possibly be
a method by which a dealership contributes to employee
retirement programs, Sowe dealerships make direct contributions
while others prefsr the profit-sharing program. Profit sharing
is often preferred dus to the direct relation of the expensse
to the level of profit.

Last, but certainly not least, is the topic of ahsenteeism,
If management has followed the recommendations of the job
functions section as listed previously, then all jobs in the
franchise are necessary. The presence of absaentesism represents
loss of profit and increased expense. Although some amount
of absenteeism is expscted, the dsaler must have some form to
indicate the amount of time for which esach individual is
responsible., This boils down to nothing more than a means

of controlling the area of absenteeism,

16
Op. cit., Note 2, p, 21,
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In the preceding pages, many procedures and policies
were discussed very briefly, When these factors are ubilized
by the dealer and monitored by his supervisors on a daily
basis, the result becomes a good public image for ths
franchise. This is the ultimate goal of all the planning
for job functions and managements' span of control, Success
in the above areas will usually result in a successful

and prosperous dealsership.
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SECTION V
MANPOWER EFFICIENCY IN COX OLDS—-PONTIAC COMPANY

From 1964 through 1971, total manpower in Cox Olds-Pontiac
has varied from a low of ten employees in 1964 to a maximum of
twenty-four employess in 1970. Volume of sales in units increased
from 465 units sold, both new and used, in 1964, to a maximuim
of 1220 units sold, both new and'used, in 1971.17 The amount
of manpower necessary to sell, sgrvice, and maintain the auto-
mobiles sold has always posed a large problem., The addition or
deletion of manpower was uncertain at all times during the first
twu'years. It was during this period that the current personnel
policies, job descriptions, and control measures were instituted,

Cox Olds—Pontiac Company smploys several of the industry
guidelines in the analysis of job functions within: the.franehisse.
However, due to the size of the company, many of the suggested
methods arse not applicable, The franchise is operated as an
individual proprietorship, is non-unionized, and is located in
a rural area., The owner has divided the franchise into three
management areas for job classification: (1) Sales, (2) Servics,
and (3) Parts, FEach division is staffed by a section manager,
Administrative support is centrally located and staffed
by tuwo secretary~receptionists and ons bookkeeper. A full
time tax accountant is held on retainer for cost accounting

and tax reporting purposes, The sales department is staffed

17
Op. cit,, Note 1.
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by a sales managsr, full time salesmen, and numerous part

time salesmen, Obviously, the number of salesmen employed

at any particular time depsnds on current market conditions.
The service department is basically divided into two sections,
service and repairs. A service manager, a full complement

of factory trained mechanics and support personnel are
employed., The repair section is headed by a Body Shop
manager, two repairmen and ane assistant. The parts department
is supervised by a Parts Manager. Under this section are

one full time parts assistant and one part-time assistant.

The owner of this company,maintains a file on sach of his
employess., All entries in this file are mads by the ownsr

and are always made know to the employee., Not only does:

the file contain a history of the employee but also a detailed
break—out of the job function that he must perForm.lBL As a
matter of tradition, the job function list is reviewed for
currentness and applicability to the present method of

service and sales on an annual basis, It is at this time

that changes to be made ars decided., In a small dealership,
the primary concern is the amount of time taken to dischargse
the fungtion, Faster mechanics are usually placed in stalls
where the maximum number of units afe processed daily.

This snables management to capitalize on the abilities of the

individual, To maximize output, the incentive program is usead.

18n2ta fFiled on this break-out shest is maintained on the

Same form as shown in Illustration Number Onse.
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Reference is made to the section on managements' span of
control for the details of the incentive program. The

job functions most critical to the small dealership arse

the sales managsr and the service managar.l9 The Sales
flanager is not only responsible for the conduct of the sales

staff, but is also chargsd with the current ordering of all

the stock cars for the desalership. Therefore, it is imperative

that his knowledge of what the public wants and is willing
to..buy is current. At any time, there may be from 30 to 80
cars in stock., This represonts from $120,000 to $320,000
in cash tied up at one time. The turn over of stock cars
must be rapid, To insure this turnover, the product must
be attractive and well equipped; but not too expensivs.

One means of svaluating the efficiency of a sales manager
is to compute his turn over of stock cars from the prime
model run months of August through Fﬂay.2D In 1964, for

the ten prime months, a total of 142 stock cars were ordered
and subsequently sold., This is an average turn over rate
of 14,2 units per month or less than 1/2 unit per day.

In 1971, a total of 482 stock cars were ordered. For the
prime months, this is a turn over rate of 48.2 units per

month or approximately 1 1/2 units per day. Although thisu

19
Alfred P, Sloan, Jr., lly Years With General flotors,
New York: Doubleddy and Company, 1964, p. 393,

20
Ibid.,, p. 402,
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formula does have deficiencies, it sefues an important
function. The owner can evaluate at any given time whether

or not his business is increasing or decreasing in the area

of new car sales. JSince these sales ars stock car aales,

it also indicates the competency of the sales manager to order
products that the public wants.

In contrast, the service manager must control expenses
as much as any other facet of his job, That is not to say that
he does not devotse time and energy to making a profit; but
his major task is to route, control, and minimize the amount
of repetitive maintsnance performed on fleet and customer
automobiles., Factory damags claims, warranty work, and
normal maintenance work are all facets of his job, Thsrefors,
he must be able to plan ahead and stay within reasonable
proximity of a set scheduls,

The span of control in the dealership being examined is
broken down into six areas. The dealer is responsible for
supervising all the departmental managers. The total number
of managers in the franchise is five., The sales manager is
responsible for supervising four full and part-~time salesman
and one support type esmployse, The service manager is
directly responsible for five mechanics and one assistant
mechanic, The Hody shop manager supervises two repairmen and

one assistant repairman, The parts manager supervises
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onoe parts man and one assistant, Finally, the tax accountant
supervises the two secretary receptionists and the bookkeeper.

The incentive program is used extensively by the company.,
Salesmen employed full time are paid a pre—determined salary
plus 10% of the gross profit for each sale. flechanics are
paid on the flat rate established by Genperal Notors plus
50-60% of the gross profit made on the sale of parts and used
in individual repairs. The parts manager is paid a sat
salary plus one per cent of total salss. The body repair
manager is paid a flat rate plus a percentagse of the gross
profits on repairs.,

Additions or deletions to the franchise are controlled
by the dealer himself., Usually, thecaffected departmental
supervisor is called in to express his views regarding
the proposed change.

Usually unseen in the course of these events is the fact
that the factory claims and other authorized repair services
for the factory provide jobs for sesveral of the franchise
employees. New car preparation and processing of paperwork
to substantiate the factory claims comprise approximately
thirty percent of the service manager's time., In 1970, total
cost to receive, inspect, and prepare to deliver a new car
was approximately thirty dollars., To prevent new car servicing

from interfering with normal service to customers, a policy
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was instituted that disallowsd any presparation work until

the mechanic's workshest was cleared for the day. This did
two things: for management. First, it regulated the workload

of the mechanics for a given period of time., Customers were
assured of prompt pttention to théir automobiles, Second,

it allowed the service manager to plan the preparition service
for a specific number of new cars eech day., Customers and
employees alike seemed to welcome this policy.

The work shift is on a single shift hasis and no
employee works out of sight of his immediate supervisor for
any appreciable period of time. However, employees often
are required to stay beyond normal hours to complete a task
started earlier in the day. This type of effort is not
considered to be overtime by the company due to the provisions
of the incentive plan, To qualify for overtime, an smployee
must be classified in a non-sales position or doing work
in a pon-sales task, An example of the type work under
discussion is the annwal inventory of parts. At this time,
the mechanics and all other personnel are called upon to
provide counting assistance. Several employees are required
to split their time in two or mors departments, The body
repairmen become assistant mechanics in periods of slack
workloads in their area, Conversely, mechanics and assistant
mechanics lend assistance to thess repairmen in accomplishing

their heavy repair tasks and repainting jobs. This not only
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croates cross training for the employees, but it creates

a sense of responsibility and pride within sach department.
Small town dealerships are notorious for the addition

and deletion of part time help. The positions involved

usually are not ecritical, but very frustrating to fill or

keep filled., Examples of this situation at Cox 0Olds-Pontiac

Company are clean-up personnel, drivers, lubricatdaon

and minor service mechanics, and parts-assistants, For

the past thres years, the company has been cooperating with

the local high school's co-operative program and has employed

one or two of the students as. office and parts assistants,

This has helped fill a couple of the high turn-over

positions with at least more ambitious personnel.
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SECTION VI

APPRATSAL

It is the opinion of the writer that the company selected

for analysis is successful and progressive., To pinpoint
the areas that have aided in the success of this company

is not difficult, In the arsa of job functions, managsment
has instituted and maintained an active job classification
system, The policy of maintaining worksheets on the indiv=
iduals occupying positions within  the company is sound,
Howsver, it does contain some doubtful points., The idea

of entering data on the worksheets is intended to be
constructive; however, in the event an entry is made that
reflects poorly on a specific individual, the result
achieved could gossibly be completely out of line with the
desired result, That is, instead of creating a desire to
achieve, the sntry causses a feeling of despondency and lack
of concern by the individual, Perhaps the thought would

ba that futurse sffort would be useless due to the unfédvorable

entry already on his record, It is therefors highly adviseable

that some methbd of removal be installed ito prevent
this type of problem,

The workshoets available at Cax Ulds-~Pontiac Company
currently indicate the need for expansion of the service and

body repair arsas. Within the last twelve months, service
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demands have risen to the point that mechanics currently
employed are working an average of 48 hburs per week. The
addition of two full time mechanits would allsviate this
problem and provide faster service to the customer. Tha

body repair area is without a doubt the weakest link in

the chain. Customer demands have increased 225 per cent over
the 1970 level, However, the limitation in this area is
space., Current facilities and surrounding axeas are
inadequate. Management is currently seeking to relocate

the body repaitr area in a sepafate facility. This is not

the best solution to the problem, but it will serve the
pucpose for which it is currently needed. The cause of the
increase in the body repair area i$-a marksd increasse in
insurance repairs, This can be traced directly to negotiations
betwsen the body repair manager and the local insurancs
adjusters. As a courtesy, the body repair manager makes
repair estimates for the locel insurance adjusters, This
serves a double purnose when the repairs are ready to be
awarded, In most instances, Cox Ulds~Pontiac Company is

one of the three bids that are considered whsen repair bids
are evaluated by the insurance company., Total revenue from
the body repair area has more than doubled its 1970 psak.
Obviously, managements' span of control is vested in the
several department managers. Ffrom the above, it is concludsd
that the body repair arsa is not only thriving, but is also

causing considerabls sxpense due to the expansion reguired.
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The service department is continuing to grow although its
growth is limited due to the lack of qualified mechanics.
Unlike the dther areas, the parts department is directly
dependent upon the servise and body repair departments for
its growth, Therefore, annual sales are not a true measure
of the success of the area. The availahility of repair
parts does reflect the efficiency of the department. In
1970, the prescribed level of inventory at Cox Ulds-Pontiac
Company increased from a minimum of 4,700 line items in
stock to 5,600 line items in stock., Total sales of the
department showed that the total dollar value of the inventory
was turning over once sach four manths., This jis a vaery
good indicator:iof a strong and fluid level of inventory.
Management has access to these figures once each month.

It is by these facts and figures that the relative position
of the firm is determined. The correlation between job
functions and the span of control in this company is quite
evident, Due to the small size of the franchise, the ownsr
can take advantage of each month's figures., Data collected
by the different departments is compared against pravious
montHs data and the differences are noted Some variation
is allowed for such items as seasonal changes, etcotera.
The main point to be observed hers is that management is
continually awars of the profit and loss statement of the

company. Therefore, corrective action is gquickly available
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in the sevent of an adverse month in sales, service, or
repairs. This provides the company with a high degree
of mobility,

The owner and supsrvisors of this company have made
giant strides in adapting the applicable indusfry guidelines
to their franchise. The correct application of such
factors as training, incentives and job challenge-—with
the resultant high morale, ssprit de corps, and pride in
work of the aemployess——has made Cox Olds—Pontiac a leader
in both sales and ssrvice among automobile dealers in

the Albertville, Alabama araa,
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1 - Job Title: Dept.:

ILLUSTRATION NUMBER ONE

JOB FUNCTIONS APPRAISAL

Supervises (Job Titles):

‘Reports to (Title):

Date

3 1 L

2 - Job Created: Why? When? Mo.
3 = Time Split: What Depts.=(%)?
4 - Present Employe: Name

Pay Rate__  Previous Experilence for this Job?

- Yr.

Partly Productive (%)? '
Date Started This Job: Mo,

Yr.

Function Performed

Descriptions of Job Functions ,
C MOLY

WKLY

orLy

HOURS USED

Changes put into effect and starting dates:

@Annual Report of Oldsmobile Sales Division, 1968, p. 28, |



TL6T-$3961

‘Auedwio) >e1IUOI -SPIO X0 SI[IBYD) JO SPIODSI WOIF S[qRIIRA® BIRP WI0JJ Ioyjne aYj £q perrduwon

HOLINYI
% ¥ardcd
FAIH0d IOT AVD SOINVHOIW
q3sn ¥ ¥IATIQ AQ0€ e ¥OLVYEdO X€d |
MOMIL STEvd » INTVE ¥ JITHSVD
o P IC M)
- ONIRECM - .
KYAIIING0D JOHS A0 SOINVHOIH INTITDHOOL [
d01IA93S 7 dVo a3Isn NTHSTTY

m,H_qu.HU TYNOILVZINVD IO TTdWVS .

N_m._<mo_l

INO YFINAN LYVHD




J3ATIT ™
MOMIL ST

NTMEIIRN0S [™]
SI¥vd

‘1eok zod sIieD PUBSNOY] OM] IDAO JO SI[BS 1)
sdiysxoTesp sjussesdss ejeg “"UOISIALJ SoTeS °iqowsplo 4q poijddns ejep oIy royjne Y3 Aq peridur

TIOWNWH SIEW

SHATE0d
¢ toan asm™}
qiTd0d %
T a0 znven ™
1 | dorINve e
C [ ]
YIHILYISIA WAI¥0d 3
- T | . aecy 1 WAIHSYD
¥IMOL dSNI "DA0Y L ISV
= 1 WOLVI3d0 X9d
INVHOSH SOINVHOTH Z | s;ET1I0 ONIdTTII00E
T | ¥EI0d P P ans Inous ¢ |-ozawoomy [ £ SYAITTDI00
) SOINVHOEA
2 SYFINIVY s oy 7 NTIW TEOT € A OVI-139 g
FIIYNYH
¢ (somwmoml ) LI o [somvemomd] [ o | sEsinim D140
| aqos ANTT FOTANTIS
i £ z rA
ATIVVH NIHSTIVES SISITvioads NIET
JOHS Aa0d WI % °5°N MOl MAN TV M
_ AIOVNYH [ ‘
JOIAJEIS " LSSV TITID
AYOINIANT
§ITEM | 0
SKIVID
SYATI0d TITINYH
AEVLIIIIS b z 107 *3°N *ISSY
3 :
YEOVNYH STTVS 1
YIOVNVH IDIANIS I CACNAIESA LR E9H MOMEL MAN A I AV

TITWVH TVEIND

d31vaia

e LAVHD NOILVZINVOYO HTdNWVS -
OMT YFIWIAN LIVHD

e




34

BIBLIOGRAPHY

Black Book. Atlanta: National Auto Research, 1971,

Bury, Martin H., The Automobile Dealer, Philadelphia:
Philpenn Publishing Company, 1958,

Cox, Charlis M., Records and Accounts of Cox Olds-Pontiac Company.
Albertville, Alabama, 1964-1971,

Expense lanagement For Profit, Detroit: Business Managemant
Department, Oldsmobile Division, Genseral Motors Corporation, i.
1968,

Gray, J. Seton, Common Sense In Business. New York:
flcGraw—-Hill Book Company, Incorporated, 1956,

Littleton, A, C., and Yamey, B. S., Studies In the History af
" Accountingé Illineis: Richard I. Irwin, Incorporated, 1956,

McFeeley, Wilbur M,, On Being The Boss., New York:
Association Press, 1959, :

Preston, Lee E., s&d., Managing the Independent Business, New
Jersey: Prentice-Hall, Incorporated, 1962.

Roger, Donald I., Financial Facts Of Life, New York:
Henry Holt and Company, 1959,

Sloan, Alfred P., Jr., Ny Years With General Motors, New York:
Doubleday and Company, Incorporated, 15B4.




	Manpower Efficiency in Automobile Franchises
	tmp.1631134661.pdf.MH9dh

