Management of Automotwe Servme

The Story of an Effort. to

AHE automotive industry, one of our largest,
Taml- pérhaps our most spectacular- industry,
is the fruit of many centuries of effort to per-
Several cen-
beginning to

fect self-propelled highway. -vehicles.
turies  before Christ. the Athenians,
realize the value of mechanical.development, con-
structed vehicles operated by a mechanism whose
motive power “vas supplied- by slaves.
teenth century A.D. an Ttalian developed a wind-’
propellcd highway yehicle.

During the pc1101 1820-40 velicles propelled by
$team.were manufactured with fair success in Eng-
land, but 'met’ with very considerable opposition
on the part of farmers, stock breeders and others
interested directly .or indirectly in horse-drawn ve-

hicles. As .a result of this. .opposition, legisl ative/

' obstacles were set up w hich-very serxouslv hampered

further development.

In 1896 a department store of valdence R. I
réquested an engineering firm “to ‘build for ‘them
what is said to have been the first motor truck in
the Umited States. A number of other concerns took
similar actioni shortly thercafter. This equipment

- was purchased, however, niore for its advertising value
_than for its utility in highway transportation.

With the exception of furnishingian occasional
set of shoes and a bag of oats.for old Dobbin, there
was no real service problem, comparable to that
which exists at the present time in the automotive
industry, until the development of the internal com-
bustion engine. Motor vehicles are expensive, qitick
\\"earing machines, and their servicing, of necessity,
constitutes a very important consideration. .

While thls discussion of service will be confined

-more partxcularly to the field of commergjal motor

veliicles, the fundamentals and management prob—
lems to be dealt with apply, W1th but few exceptioits,
to the servicing of all types;of motor.vehicles. It

1Paper presented at a meeting of the New York  Metro-

_politan Section of the Taylor,Society, January ‘21, 1926.
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‘of all registrations in.the world.

In the fif- ¢

limiting ‘definition. Y
* the term, in its application to the marketing of
. manufactured products, without special reference to

“after he has bought the goods.

y

"Develop Standardlzanon

and Control-in a Jobbing Industry o :

is therefore appropriate at this time to present cer-
tain gsalient statistics bearing upon the size -and
scope of automotive service in gcnual .
Over 20,000,000 motor vehicles are 1”; tered in
the United. States, comprising roughly 83 per ‘cent
The tjcmendou_s
task of servicing these 20,000,000 inotor vehicles is
divided between @bout 37,000 service stations main-
tained by car dealers and '31,000 independent ser-
\'ice‘s'tations, a total of 68,000 repair shops in this
country alone, the average number of vchiclqs per
shop exceeding 280. - Over 350,000 repair shop. em:
ployees comprise the mechanical force needed to
Thus the servicing of

service these motor vehicles.
automobiles and commercial vehicles is in itself an
industry of no mean, proportions.

The word “service,” a much misuged term by the
way, has so wide a variety of a})pligatioxl as to ne-
for the purpose of this discqssion, a
In an analysis of servicy; using

cessitate,

the automotive industry, Ralph Starr.Butler wrote:

mean a continuing interest in the customer
It may mean helpfulness
preceding theé .sale, with the purpose of fitting the product
definitely to the customer’s needs.” It thay mean offering to
the customer assistance and information on matters only in-
directly connected ivith the scller’s goods.

Service may

This. defipition of service will suffice for present

purposes. The obvious aim of automotive' service

“maintained by manufacturers or dealcrsns that of

facilitating and promoting the sale of the product.

The nature of the automotive industry, its com-
parative newness and its phenomenally rapid ex’
pansion have necessitated the development of a tech-
nique of service different in many respects and more
highly specialized than setviceé formerly accorded
to ‘mechanical products. Automotive service is, in

fact, an infant industry.,

&

. interest in the automotive in|

~ completely, it must resulf in
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The application of scientifi
tion and to engineering have

methods to produc—

mented upon, as has the necessity for such scienti-
‘fic approach to the generdl prpblemiof distribution.
It is to be hoped that .the]fs\di’s'cussion will at least

serve to indicate that service,

an important element

in distribution, is taking | @ step in the right direc-

tion.
While I realizé that ma\iny o

certain factors to be touﬁ:he(
analogy in other industrigs.

Status of’ Service in tHe

Service is organized with t
hancing the value of the
by prolonging the profitabld
Service is aimed towdrd the
good will. The old principle
the buyer beware,” has d‘o p
industry. ! Well orgamze‘d se

lyou have no personal

upon will find their
)

leld of Distribution

he end in view of en-
custorper“s investment
life of the product.
levelgpment of added
of caveat emptor, “let
dce in the automotive

is an absolutely mdlsperfsablg adjunct to a sound

marketing program It is a
in the customer’s mvestlg:&tmn

While in' the earlier «days
was looked upon as merely a

very important factor
of what to buy!

f the! industry service
necessary evil,” pro-

gressive manufacturers afe fast approaching a more

complete realization of its faf

reachifig possibilities.

than negative. . It classifies

‘qervice as a business

The modern conception T%f sefvice' is positive. rather

force, akin to sales and to advertlsmg, rather than

as a necessary evil to b¢ gr

The service organization
manufacturer must cope with
On the one hand, if ithis

operation and maintengnce

dgingly tolerated.
of a, motor vehicle
he horns; of a-dilemma.

0 'jus‘tify’k its existence
enhancing the value of
' the prodp?:t to the owner by assisting him to reduce
costs; to a minimum;

this meang that servite charges to the owner must

hand, if the industry

be reasonable. On the pthe
is to be properly itablﬁnd,
must be self-supporting.

|
Specific Funjtions
b

the seryice function

By proper -organization
sservice can attain both objectwes

of ‘Service

The old idea of service has .been and.in some
places still is merely trat (Ef maintaining at con-
)

venient locations repair
the convenience of owners.:
constitutes the necessarny bas

shops
]

and parts stocks for
While of ¢ourse this
is of autemotive field

been irequently com~

dustry, I believe that

Tvice lin this industry .

‘service, it by no means represents all that can be

done by one service organization in facilitating the
sale of the product.

The specific functions of service may be classxﬁed -

asi

t. The manufacture and - distributi’ou,of parts;: -

2. Mechanical repair work; -

3. Direct cooperation with the Sales Depart-
ment ; . .
. 4. Direct cooperatior{ with owners and prospects;

5. Cooperation with the manufacturing organi-
zation with the object of improvement of product,
and of assistance in the important problem of suiting
the product to customers’ requirements. :

Tlese functions relate more particularly to the
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service organizations of factory branches or deal-
ers, independent garages not bemg particularly con- -

cerned as a rule with direct cooperation with sales,
customers, or factory. .

Organization of Service

The organization of service to execute these fum—'
tions properly must, of course, be divided into two
phases, namely, home officé and field.. The home
office service organization of the progressive manu-
facturer must in addition to its regular line duties

" of supply, of coordination, and of executive control,

include a wéll developed staff division for the study

and improvement of various elements of the busi-

ness, a number of which I shallkshortly enumerate.
Intelligent staff work has -already ‘accomplistred
much by, way of elimihation of old causes of "cus-
tomer complaint. In the search for the “one best
way” with respect to tool equipmert, methods, ad-
ministrative routines, and minor policies, a good
staff organization is indispengable.

The field service organization'must, of course,
be closely coordinated not only with the home office
organization but also with the sales department.
The exercise by the home office of a functional type
of control over the field organization units has
proved beneficial wlien not carried to an excess,—
such control facilitating the installation of improved
methods and serving to insure a lngher degree of
uniformity.

In this connection it is obvious that the manu-'

facturer who distributes his product through branch

office organizations, or branch offices plus distribu-’

is better. enabled" to achieve the
umform q(u llty of- tervue to the

tors and dealers,
highest and most




