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Valerie	R.	Ziebron														 	
	
Valerie	Ziebron’s	background	is	steeped	in	the	service	and	parts	industry.		Starting	
in	the	automotive	industry,	Ziebron	expanded	to	technology,	retail,	real	estate,	
motorsports,	and	marine.			
	
Ziebron’s	clients	have	included:		Chrysler,	General	Motors,	Shelby	American,	
Yamaha,	Eastman	Kodak,	IPIX,	Ruritan,	AmTech,	Regulator,	Pursuit,	and	many	
others.			
	
She	has	delivered	more	than	10,000	presentations	domestically	and	
internationally	and	has	worked	with	over	3,000	dealerships	big	and	small,	
specializing	in	family	run	organizations.			
	
Ziebron	believes	in	creating	a	comfortable	and	engaging	learning	environment	
that	focuses	on	real	world	solutions.		Valerie	has	been	presenting	for	over	two	
decades	with	her	mantra	of:	Educate,	Motivate,	and	Entertain.			
	
	
Special	Thanks	to	the	many	dealership	personnel	who	have	participated	in	my	
workshops	through	the	years.		You	have	provided	insight,	relevance	and	countless	
best	practices.		Your	thoughts	and	ideas	energize	our	programs	and	continue	to	
raise	the	bar	in	profitable,	proactive	service	excellence.			

	
	



								The	Profitable,	Proactive	Parts	Department	
	
If	we	could	magically	tell	you	how	much	money	your	parts	
department	lost	last	year,	what	would	that	number	look	like?	
____________________________________________________
____________________________________________________
____________________________________________________	
	
What	are	your	biggest	strengths	and	weaknesses	in	parts?	
____________________________________________________
____________________________________________________
____________________________________________________
____________________________________________________	
	
Do	you	struggle	with	any	of	the	following	Parts	Profit	Leaks?	
	
_____		Unsecured	parts	area	or	too	many	people	with	access	
____________________________________________________
____________________________________________________	
	
_____		Parts	are	not	being	billed	at	all	or	not	being	billed	
properly	
____________________________________________________
____________________________________________________	
	
_____		Lost	sales	due	to	parts	not	available	
____________________________________________________
____________________________________________________	



_____		No	‘We-Owe’	used	in	sales	so	parts	are	being	used	that	
are	not	getting	billed	to	the	sales	deal	
____________________________________________________
____________________________________________________	
	
_____		Not	taking	advantage	of	manufacturer	discounts	
____________________________________________________
____________________________________________________	
	
_____		Shipping	and	special	freight	costs	eaten	internally	
____________________________________________________
____________________________________________________	
	
_____		Staff	that	is	untrained	or	inefficient	
____________________________________________________
____________________________________________________	
	
_____		Not	processing	warranty	parts	properly	
____________________________________________________
____________________________________________________	
	
_____		No	regular	bin	checks	or	inventory	
____________________________________________________
____________________________________________________	
	
_____		Parts	mispriced	or	not	sold	at	replacement	cost	
____________________________________________________
____________________________________________________	
	



_____		Obsolescent	inventory	
____________________________________________________
____________________________________________________	
	
_____		Not	understanding	or	using	DMS	or	mfg.	sites		
____________________________________________________
____________________________________________________	
	
_____		Improper	parts	check-in	process	–	or	no	process	
____________________________________________________
____________________________________________________	
	
_____	Reactively	pulling	parts	
____________________________________________________
____________________________________________________	
	
_____		Giving	away	parts	
____________________________________________________
____________________________________________________	
	
_____		Other:	
__________________________________________________	
	
_____		Other:		
__________________________________________________	
	
_____		Other:	
__________________________________________________	
	



How	do	you	respond	to	the	leaks	of	profitability	in	parts?		What	
are	you	currently	doing?	
____________________________________________________
____________________________________________________	
	
What	could	help	make	your	efforts	more	productive?	
____________________________________________________
____________________________________________________
____________________________________________________	
	
• Focus	on	the	solution	
• Involve	the	team	

	
	
	
	
	
	
Profitability	Leak	Scenarios:	
	
#1	Inefficient	Staff	Issues:	
__________________________________________________________
__________________________________________________________
__________________________________________________________	
	
#1	Inefficient	Staff	Solutions:	
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________	
	



	
#2	Not	Getting	Paid	for	Parts	Issues:	
__________________________________________________________
__________________________________________________________
__________________________________________________________	
	
#2	Not	Getting	Paid	for	Parts	Solutions:	
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________	
	
	
	
	
	
	
	
#3	Obsolescent	Inventory	Issues:	
__________________________________________________________
__________________________________________________________
__________________________________________________________	
	
#3	Obsolescent	Inventory	Solutions:	
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________	
	
	
	
	
	



#4	Communication	Issues:	
__________________________________________________________
__________________________________________________________
__________________________________________________________	
	
#4	Communication	Solutions:	
__________________________________________________________
__________________________________________________________
__________________________________________________________	
	
	
#5	Aftermarket	Issues:	
__________________________________________________________
__________________________________________________________
__________________________________________________________	
	
#5	Communicating	OEM	Advantages:	
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________	
	
What	do	I	most	want	to	work	on	when	I	get	back	to	the	parts	
department?	
__________________________________________________________
__________________________________________________________	
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________	
	



 
Parts/Accessory Department 

Stock Maintenance, Organization, & Department 
Cleaning 

 
Daily 

1. Run Vacuum and clean up. 
2. Walk the accessory sales floor in the morning and restock merchandise to look fresh. 
3. Pre-pull parts for service jobs. 
4. Refresh restrooms and fill the supplies. 
5. Organize and refill supplies for cahier station. 
6. Clean mirror in dressing rooms and clear out left over debris and clothes. 
7. Clean counter by parts and accessory counter. 
8. Clean mirrors in apparel and parts area. 
9. Call customers about special orders. 
10. Perform bin checks. 

Weekly 
1. Wipe dust off of shelving surfaces. 
2. Clean dust off the bottoms of display racks. 
3. Change fast-moving merchandise displays (by Friday for Saturday). 
4. Sort merchandising tools in back room (waterfalls, slat wall hooks, hangers, etc.). 
5. Spot-check random inventory. 
6. Run Sales reports share with staff to check weekly, monthly goals (for department 

manager). 
7. Re-order fast moving products. 
8. Follow up on customer special order status. 
9. Run and read manufacturer updates and service bulletins. 
10. Meet other department managers to discuss issues and upcoming events/promotions. 

Monthly 
1. Change focal displays, and counter displays. 
2. Prepare for monthly sales and promotions. 
3. Freshen stock displays (always look full not over done). 
4. Set sales goals for each sales person (for manager). 
5. Allow time for training on product knowledge. 

Quarterly 
1. Change accessory sales floor to an all-new layout (new perspective for customers). 
2. Change all displays. 

Yearly 
1. Plan calendar for next year’s promotional events and sales. 
2. Purchase products on terms with advantageous pricing. 
3. Plan training for next year. 
4. Perform a full inventory and update the computer. 

	



Parts	Advisor/	Manager 
	
The	parts	advisor	is	a	detail-oriented	individual	that	is	responsible	for	
getting	the	right	parts	billed	properly	for	both	internal	and	external	
customers	for	increased	customer	satisfaction,	profitability	and	FFV.		
The	job	may	include:	

• Maintain	proper	parts	inventory		
• Order	needed	parts	proactively	
• Identify	the	right	parts	to	fix	the	RV	properly	
• Ensure	we	have	all	needed	parts	prior	to	tear	down	
• Document	all	parts	properly	on	the	work	orders	for	billing		
• Do	bin	checks/cycle	counts	and	inventory	-	update	in	the	

computer	
• Review	estimates	to	ensure	the	correct	parts	are	ordered	and	

that	pricing	is	accurate	
• Communicate	delays	and	progress	with	internal	and	external	

customers	
• Return	phone	calls,	e-mails,	and	texts	promptly	
• Provide	options	for	special	handling	
• Ensure	that	ordering	discounts	and	specials	are	being	used	
• Track	lost	sales	and	back-orders	
• Use	computer,	DMS	and	necessary	manufacturer	sites	
• Use	current	accessory	catalog	
• Access	performance	bulletins	regularly	
• Retrieve	and	document	all	warranty	parts	
• Organize	the	parts	department	so	parts	are	easily	identifiable	

and	accessible	including	a	spot	for	warranty,	special	orders,	
and	promised	parts	

• Pre-pull	parts	proactively	for	tomorrow’s	jobs		
• Meet	with	service	advisor/manager/shop	foreman	to	review	

daily	schedule	
• Unload	shipments	properly	
• Resolve	problems	with	professionalism		



• Replenish	parts	inventory	proactively	
• Keep	obsolete	inventory	to	a	minimum	
• Keep	parts	as	secure	as	possible	
• Communicate	with	upper	management	regularly	
• Fill	out	proper	paperwork	and	communicate	with	sales	if	a	part	

is	‘borrowed’	off	a	new	unit	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	



Your	Part	in	Parts	Profitability																		by	Valerie	Ziebron	
__________________________________________________________	
	
	 The	parts	department	is	a	critical	cog	in	the	wheel	of	dealership	
profitability.		A	well	run,	organized	parts	department	will	have	a	positive	impact	
on	both	sales	and	service	and	will	greatly	influence	customer	satisfaction.		Here	
are	some	of	the	key	elements	top	parts	workers	utilize	to	develop	a	reputation	of	
dependability.	

1) Customer	Satisfaction	–	The	skilled	parts	worker	has	the	desire	and	the	
ability	to	gain	trust	with	many	types	of	customers.		Parts	customers	
come	in	the	form	of	technicians,	sales	professionals,	service	advisors	
and	RV	owners.		Each	customer	has	unique	needs	and	varying	levels	of	
parts	understanding.		Develop	your	talent	for	gaining	rapport	by	asking	
good	questions,	speaking	in	language	that	your	customer	understands,	
thanking	the	customer	and	always	making	each	customer	feel	valued.	

2) Communication	Skills	–	Similarly,	enough	cannot	be	said	about	the	
importance	of	strong	communication	skills	with	both	your	fellow	parts	
workers	and	customers.		Many	people	are	relying	on	you	for	timely	
updates	on	the	status	of	their	parts.		Pay	attention	to	your	body	
language	when	you	are	communicating.		Oftentimes	parts	workers	are	
seen	as	uncaring	because	the	job	requires	you	to	look	in	the	back,	on	
the	computer,	in	a	book	–	anywhere	but	at	the	person	you	are	
communicating	with!		Make	it	a	point	to	periodically	check	in	and	make	
eye	contact	with	the	person	you	are	speaking	with	and	be	sure	to	let	
them	know	what	you	are	doing	on	their	behalf	if	you	must	leave	the	
counter.	

3) Placing	Orders	–	One	of	the	most	important	tasks	is	proper	and	timely	
order	placing.		It	is	critical	to	develop	a	fool-proof	system	that	allows	
everyone	to	distinguish	the	difference	between	parts	that	need	to	be	
ordered	and	parts	lists	that	simply	need	to	be	looked	up	for	pricing	and	
availability.		Set	guidelines	for	your	parts	department	to	ensure	that	you	
are	taking	advantage	of	program	discounts	when	possible	while	still	
getting	the	parts	in	a	satisfactory	time	frame.		Establishing	re-order	
points	makes	your	job	easier	and	improves	the	accuracy	of	your	orders	
over	time.		

4) Proper	Billing	–	One	of	the	biggest	areas	that	shops	lose	money	is	in	not	
charging	properly	for	parts	used	on	jobs.		Make	your	parts	inventory	as	



secure	as	possible.		Ideally,	no	part	should	ever	cross	the	counter	
without	the	proper	line	on	the	proper	work	order	being	billed	out.		
Another	way	to	keep	losses	in	check	is	by	having	a	quality	control	step	
prior	to	billing	that	looks	for	any	missing	parts.		Not	every	shop	has	the	
advantage	of	a	locked	parts	inventory	but	checkpoints	can	always	be	
used	to	limit	loss.	

5) Inventory	–	Keeping	track	of	the	parts	inventory	and	making	sure	that	it	
is	accurate	in	the	computer	is	a	huge	job	if	you	leave	it	to	once	a	year.		
Parts	professionals	know	it’s	best	to	tackle	a	little	bit	every	day	by	doing	
bin	checks	every	time	you	have	the	opportunity.		There	are	many	ways	
of	fine-tuning	your	inventory	to	ensure	that	you	have	the	right	parts	on	
hand	including	tracking	lost	sales,	staying	ahead	of	season	changes	and	
liquidating	obsolescent	parts.		The	dealerships	with	the	best	parts	
inventory	take	an	approach	of	constant	improvement.	

6) Preparation	–	Each	parts	worker	works	roughly	the	same	amount	of	
hours	but	the	ones	who	are	prepared	get	so	much	more	done.		Prepare	
yourself	with	knowledge	on	the	latest	service	bulletins,	prepare	your	
workspace	to	maximize	productivity,	prepare	your	parts	orders	so	it	is	
easy	to	tell	when	all	parts	are	ready	for	scheduled	work.		The	
opportunities	to	do	a	better	job	through	preparation	abound	in	most	
every	aspect	of	your	day	if	you	look	for	them.		

	
	
	

 
 
 
 
 
 
 
 



Management Coaching Sheet 
____________________________________ 
 
Twenty-Second Challenge: 
“There are times when ________________.  I need 
you to ________________________.  Thank You.” 
	
The	Twenty-Second	Challenge	can	be	used	to	help	break	bad	habits	or	to	address	
poor	behavior	quickly	and	without	drama.		

 
The Two-Minute Challenge: 

1) State what you’ve observed. 
2) Wait for a response. 
3) Remind them of the goal. 
4) Ask for a solution. 
5) Agree together. 

	
	
The	Two-Minute	Challenge	can	be	used	to	coach	team	members	who	are	
breaking	known	rules.		The	key	is	to	stick	to	the	steps	without	inserting	any	
drama.		Keep	to	the	facts	of	their	behavior	and	only	their	behavior	will	be	in	
question.		If	they	use	excuses	or	blame	others,	do	not	take	the	bait	–	stick	with	
the	five	steps	and	what	their	role	is	improving.		If	you	have	to	have	the	same	two-
minute	challenge	multiple	times	with	the	same	team	member,	step	five	should	
include	implementing	your	progressive	discipline	policy.		
	
“Poor	performers	love	grey	areas.		Clearly	define	what’s	expected	and	
accountability	is	a	cinch.		Fail	to	do	so	and	it’s	impossible.”			
-	Dave	Anderson	


