
Leveraging your DMS to 
enable a stronger team
A workbook for auto dealers



R arely is technology considered a team member, 
even though the technology you use is the 

motherboard that regulates your processes and 
efficiencies. Technology is there to help you 
assess where your dealership stands and report 
whether the KPIs you set for the team are met.

It’s time to discover what’s holding you back from 
using technology to enable a stronger team in your 
dealership. The dashboard is a tool we strongly 
encourage you to review and drill into daily. Dashboards 
give you a quick glance of where you’re currently at in 
real-time and help identify where you need to improve 
and which department needs to pull more weight.

We’ve created this workbook to guide you through 
areas of the dealership that are meeting and 
surpassing expectations and diagnose areas that 
awhat you discovered about your dealership and 
create an action plan to optimize your technology 
and enable a stronger team.

When you think of teamwork within the dealership, I’m 
sure you usually think of your employees and coworkers.
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Who’s on your team?
Like any sports team, it’s important to figure out your 
roster — your assembled group of hardworking individuals. 
Along with these team members are their roles, strengths 
and weakness. This exercise will help you to identify your 
dealership’s roster and any missing contributors.

PART 1:



Sales
Can 

train
others

Comment

General Sales Manager ☐
New Vehicle Sales Manager ☐
Used Vehicle Sales Manager ☐
Assistant Sales Manager ☐
Sales Consultant ☐
Internet Sales Manager ☐
Finance & Insurance Sales Manager ☐
Special Finance Manager ☐
Lot Attendant ☐

Service
Can 

train 
others

Comment

Fixed Operations Manager ☐ 

Service Manager ☐
Service Advisor ☐
Shop Foreman ☐
Technician ☐ A ☐ B ☐ C ☐
Technician ☐ A ☐ B ☐ C ☐
Technician ☐ A ☐ B ☐ C ☐
Warranty Administrator ☐
Lube Tech ☐
Detailer ☐
Porter ☐
Shuttle Driver ☐
Body Shop Manager ☐
Estimator ☐
Collision Repair Technician ☐
Paint Refinishing Technician ☐
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Parts
Can 

train
others

Comment

Parts Manager ☐
Inventory Control Clerk ☐
Parts Counter Sales ☐
Parts Driver ☐

Accounting
Can 

train 
others

Comment

Comptroller ☐ 

Office Manager ☐
Accounting Clerk ☐
Payroll Clerk ☐
Title Clerk ☐
Cashier/Receptionist ☐
Human Resources Director ☐
Customer Relations Manager ☐
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Tech integration list
Your team consists of the roster you just mapped out in the 
previous exercise. Now let’s take a look at the technology 
your dealership has implemented. Going through this 
activity will assist in identifying the missing technology 
you’re not using to help accomplish specific goals.

PART 2:



Checklist Missing
Priority
(1, 2, 3)

☐ Networks and Bandwidth ☐
☐ CRM / Showroom Control / Service CRM ☐
☐ Used Car Valuation, Web Inventory and Control ☐
☐ Vehicle History Reports and VIN Number ☐
☐ Checks ☐
☐ Credit Bureau Access ☐
☐ E-contracting ☐
☐ Key Systems ☐
☐ Payroll ☐
☐ F&I Menus & Facilitations ☐
☐ Desking ☐
☐ Electronic Repair Orders & Dispatching ☐
☐ Body Shop Repair Estimating ☐
☐ Phone Systems (VOIP & other) ☐
☐ Managerial Report Generators and Custom ☐
☐ Impact Printers & PCs ☐
☐ Utilization Training ☐
☐ Archiving & Archival Scanning ☐
☐ Interfaces with Finance Sources ☐
☐ Service Marketing, CSI & Reminder Calling ☐
☐ Parts Cataloging ☐
☐ Database Cleansing & Maintenance ☐
☐ Paperless & Laser- Based F&I / MV Forms/Document ☐
☐ Signature Capture & Virtual Contracts ☐
☐ Optimization ☐
☐ Phone Call Tracking ☐
☐ Mobile Access & Texting ☐
☐ Interfaces with Mobile Devices ☐
☐ Other: ☐
☐ Other: ☐
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The anatomy of your dealership

Part & service

(DISPATCH Vendor/Module)

(MOBILE Vendor/Module)

(MPI Vendor/Module)

(SPG Vendor/Module)

Now that you know what integrations your dealership uses, it’s time to figure 
out what technology solutions your team is leveraging to maximize productivity 
and profits in their respective departments. You should not only think about 
what you’re paying for in each department, but if that department is using that 
technology to its fullest potential.

        Put a check next to each module that’s integrated with your DMS

(BARCODE SCANNING Vendor/Module)

(MISC Vendor/Module)

(MISC Vendor/Module)



Accounting

(FINANCIAL STATEMENT Vendor/Module)

(PAYROLL Vendor/Module)

(CASH RECEIPTS Vendor/Module)

(MISC Vendor/Module)

(MISC Vendor/Module)

Sales and F&I

(CRM Vendor/Module)

(MENUS Vendor/Module)

(DESKING Vendor/Module)

(INVENTORY MGMT Vendor/Module)

(LEAD MGMT Vendor/Module)

(MISC Vendor/Module)

(MISC Vendor/Module)
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Know where you stand
Answer the following statements honestly and by 
gauging how much you agree or disagree with each. 
By doing this, you’ll be able to measure how well each 
department uses all of its technology to reach KPIs 
and enable a stronger team dynamic.

PART 3:



Sales and F&I

We effectively use our CRM.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

We review customers experience regularly.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

We have a high turnover in our sales department.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

A D.O.C. or financial statement is reviewed daily.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

Sales people are setting up our F&I department properly.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts
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We review our per vehicle retail daily.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

F&I uses a menu for products.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

Our department works as a team.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

We have good communication with other departments.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

We have a high number of chargebacks.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

Department score: _________________
Add up the total points you scored on each question.
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Accounting

We review our financial statement more than once a month.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

Our DMS bill is reviewed monthly.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

Department managers use everything we pay for.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

Employees use all of the technology we pay for.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

We work as a team in our department.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts
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Our team is cross-trained well.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

I check in with employees to see if they  
are happy/satisfied with their role daily.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

I feel supported by other departments.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

I review a D.O.C. or dashboard daily.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

We use a reporting tool rather than an Excel spreadsheet.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

Department score: _________________
Add up the total points you scored on each question.
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Service

Service advisors run sales analysis reports daily.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

A D.O.C. or dashboard is reviewed daily.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

Our service advisors are properly trained.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

Our effective labor rate is where it should be.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

The oldest open repair order is less than 10 days.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts
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We menu sell in the service department.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

The majority of our service technicians are paid a flat rate.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

Our service department functions as a team.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

The service department interacts well with other 
dealership departments within the dealership.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

We are utilizing all of the features within the DMS.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

Department score: _________________
Add up the total points you scored on each question.
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Parts

We have obsolescence under control.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

We’re using parts scanning.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

We have a lot of special order parts outstanding.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

Our parts inventory values match accounting.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

A D.O.C. or dashboard is reviewed daily.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts
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Our parts department is fully trained.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

Our parts department functions as a team.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

Our parts department interacts well with  
other departments within the dealership.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

We are utilizing all of the features within the DMS.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

We know what our fastest and slowest moving parts are.
Strongly Disagree	 1 pt
Disagree		  2 pts
Not Sure		  3 pts
Agree			   4 pts
Strongly Agree		 5 pts

Department score: _________________
Add up the total points you scored on each question.
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It’s time to figure out what it is that’s holding your dealership back from achieving 
its goals. Walk around the dealership and observe the workflow and processes you 
have in place. Are there tasks that could be accomplished more efficiently? This is an 
opportunity to be receptive to the opinions of your employees. Bring the team together 
and brainstorm some measurable short-term and long-term goals that can be met 
within a 30-day, 60-day or 90-day action plan. Reconvene at the end of this timeframe 
to evaluate what worked and what didn’t within your strategy.

Needs Improvement  (0 - 17)

You know what to measure in the dealership but maybe you’re not going about it the 
right way. You know where you stand, but need to figure out an action plan to reach 
your benchmark KPIs. There’s something small that needs to be tweaked and as soon 
as you figure out what that blemish might be caused by, you will surely improve.

Doing Alright  (18 - 33)

Keep doing what you’re doing! You know what to measure in the dealership, and your 
team is using its technology to the fullest. If a goal is not met, you know why and can 
adjust accordingly next time. Your team is supportive of one another and is motivated 
not by what they do, but why they do it.

You’ve Got This  (34 - 50)

Sales and F&I recommendations
	• Profit per copy at least $600
	• Long-term profit potential
	• Duration of inventory (new & used) < 3 months
	• F&I increase their per copy by $100
	• New vehicles sold to used vehicles sold

Service recommendations
	• Hours per RO ~ 2.5
	• Gross profit at least 6%
	• Unapplied labor no more than 10%
	• Customer retention
	• First service appointment kept

Accounting recommendations
	• Contracts in transit (CIT) – nothing over 10 days
	• Accounts payable – less than 40 days
	• Accounts receivable – nothing over 60 days
	• Employee retention
	• Fixed expenses % total gross profit

Parts recommendations
	• Gross profit increased by 5%
	• Piece movement (shelf life) < 9 months
	• Parts per labor
	• Fastest and slowest moving parts
	• Sales to inventory ratio

It’s time to assess your departments
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(888) 993-1237  |  DealerSocket.com /automate

© DealerSocket

Auto/Mate by DealerSocket is a leading dealership 

management system provider. Our innovative software 

delivers the functionality, flexibility and value dealers 

need to maximize profits, optimize processes and 

enhance the customer experience while saving 

thousands on their monthly DMS bill. 

The addition of Auto/Mate to DealerSocket’s suite of 

products creates a new choice for dealers seeking a 

connected platform that’s driven by innovation and 

backed by award-winning customer service. Together, 

we serve more than 9,000 dealerships and 300,000 

users. For more information, visit www.automate.com 

or follow us on Facebook, Twitter or LinkedIn.

Started as a DMS. 
Still a DMS.

http://dealersocket.com

