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“I am too busy to do the Controlling 
the Front Workshop”  -  By Mike Lee

There are 3 ways to increase the bottom line in a shop. 
1.  Increase your prices. 
2.  Cut your expenses. 

3.  Increase the volume of work being done by the shop. 

One of the fastest ways to make money, when a shop tends 
to be very busy, is to organize the front of the operation 
so it can handle more work effectively.
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“It also became real 
obvious to him the value 
of doing before and after 

inspections”

“This workshop also 
identified some issues we 

didn’t know we had”
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BOOM AND BUST!
Without organization and training, one of the things that 
can happen to a really busy shop is the Boom or Bust 
phenomenon. 

This is especially true with clients who have entered a 
period where the shop is really busy. Just like a racecar, 
a shop will peak out at a certain level of efficiency. When 
they go beyond that level of work that they can handle 
effectively, a lot of negative things start to happen. 

The Service Writer starts to become overwhelmed. He 
starts to make little mistakes and then sometimes bigger 
mistakes due to the lack of control and organization. When 
this happens, the shop starts to become less efficient. 

He then starts to spread his overwhelm to the production 
people. Technicians start making silly and costly 
mistakes. Things are forgotten. The small mistakes 
creates comebacks and this adds to the confusion and the 
overwhelm and spreads back to the already overwhelmed 
Service Writer.

 HOW TO LOSE CUSTOMERS
When a Service Writer gets into overwhelm and things 
start to get chaotic, most Service Writers will begin to 
stop the flow of business. They begin to not push to get 
customers into the shop as soon as possible. They start 
pushing work away. They tell the customer that they are 
super busy and can’t handle it for a couple of days or next 
week or occasionally for a week or two. 

When this happens, they don’t realize that they are killing 
their future and losing good customers. The difference 
between being super busy and slow is not that much on 
a per day basis. It only takes about 2 or 3 more cars a day 
to make a shop super busy. So it doesn’t take much of 
pushing work into the future to start to slow a shop down. 

The other missing piece on this is when you put a good 
customer off for 3 or 4 days or a week. Occasionally 
they will decide to take it somewhere else to get it 
fixed because your shop is too busy. Sometimes those 
customers will like the new shop better and you have lost 
a good customer and you don’t even know it. 

Normally, within about 2 to 3 weeks, things have slowed 
down. The shop doesn’t realize that it is partly responsible 
for creating this problem. They are not aware of what is 
happening, so they continue to let things slide until the 

shop is dead slow. At that point, the owner is screaming 
for more business. 

So the shop starts another cycle of boom or bust. 

TOO BUSY or TOO SLOW! 
At Management Success! we have watched this happen 
repeatedly to our clients. One of our Service Advisors 
will call a shop about doing the Controlling The Front 
Workshop and the owner of the shop will say, “Man, we 
are swamped and can’t do it now. Call me in a month.” 

The Service Advisor will call again in about a month and 
the owner of the shop will say, “It has quieted down and 
I want to think about it. Call me in another month.” The 
Service Advisor calls in another month and the owner 
says that they have no business and they want our help 
with marketing, because they need customers. 

ORGANIZING THE FRONT OFFICE 
IMPROVES THE BOTTOM LINE

The owner of the shop doesn’t realize that one of the 
fastest ways to improve the bottom line is by organizing 
the front part of the operation. When the owner and the 
Service Writer are trained on the basics of controlling the 
front operation, it means big numbers on the bottom line. 

Example: Shop A: The owner and the Service Writer 
are not trained and the shop tends to max out at about 
$10,000 a week in volume. After doing the Controlling 
the Front Workshop, Shop A can easily handle $15,000 
week and seem slow. Also, Shop A will not tend to have 
this constant pattern of boom or bust. 

TIME TO CHANGE!
So are you tired of this boom or bust pattern? Are you 
tired of chasing the business? Are you tired of going 
through periods of craziness followed by periods of 
boredom? If you get into a condition where the shop is so 
busy that you can’t handle it, that shop needs to have both 
the owner and the Service Writer do the Controlling the 
Front Workshop. But it is only money, yours!

Wishing You Much Success!

- Mike Lee, President, Management Success!



Shop Owner Interview

Jason Stretch - Importech
General Repair - Conway, NH

“I was very glad that I attended the Controlling the Front 
Workshop with my Service Writer, doing the class with 
him really opened his eyes to the ideal scene in regard 
to the operations in the front of the shop and the flow 
to the back.

“He was a new Service Writer and with doing this Class 
I was able to seamlessly integrate him into the workflow 
of the shop.   His demand on the techs went up and 
his dispatching of work was very much improved.  He 
now knows how to properly pre-order parts and is a lot 
better at scheduling customers.

“It also became real obvious to him the value of doing 

before and after inspections. We also modified the 
inspection sheet to better communicate to the techs any 
issues that were found during the inspection.

“He personally really enjoyed the class, his confidence 
in his job went way up, his attitude even got better and 
his efficiency was much more improved.  His average 
ticket went from $240 to $320 from what he learned 
taking this workshop.

“The techs also like the improved, streamlined and 
efficient communication from the front to the back, there 
is now much less back and forth on issues.  Everything 
is clearly in writing, now there is much more time for 
the techs to focus on fixing cars and the Service Writer 
to focus on customers and selling.

“For me as the owner, I am able to spend less time in 
the front and more time in my office focusing on the 
future and bigger picture issues.

“I highly recommend this class for all Owners and 
Service Writers, it really works out and handles any and 
all issues with the routing of work in the shop.”

“His average ticket went from 
$240 to $320 from what he 

learned taking this workshop.”

Is your Shop Flow 100% in place?
Is your Shop Efficiency where you want it to be?
Does your Service Writer / Estimator know what you know about Shop Flow?
Is there down-time with Techs and Service Writers/Estimators discussing jobs?

The Controlling the Front Workshop is for YOU!
Call Us Before We Call You and Save $150*! 

Mention this ad and take advantage of the limited “Newsletter Special”.

Call Your Service Advisor Today at (818) 500-9631
* Limited Time. Not valid with any other discount or offer.
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Are you doing Inspections on EVERY car?
Are you doing Quality Control checks on EVERY car?
Does work flow smoothly from the Front of the Shop to the Back?
Does your Service Writer / Estimator know how to order parts properly?

The Controlling the Front Workshop is for YOU!
Call Us Before We Call You and Save $150*! 

Mention this ad and take advantage of the limited “Newsletter Special”.

Call Your Service Advisor Today at (818) 500-9631
* Limited Time. Not valid with any other discount or offer.

CONTROLLING THE FRONT WORKSHOP

Shop Interview

Ron Poidomani Jr. 
Vice President

Town Line Body Shop
Monroe, CT

“I attended the Controlling the Front Workshop with 
one of my Estimators and sent the rest of my employees 
to the Efficiency Workshop at the same time.

“We came back from this workshop and set out making 
quite a few changes in the shop.  One of the first things 
we did, and most important, is we started using the 
Action Request forms.  This put everything going 
from the front to the back in writing, which eliminated 
confusion and ‘chatting time’ when sending work 
between the front and back.  Not to mention the details 
that were lost when doing it verbally.

“When the Estimator that I took to the class is in the 
front I really notice an improvement in how the shop 
runs.  The efficiency is up 50%!  Our Shop Flow is much 

improved and on it’s way to 100%.  The communication 
is much better throughout the shop.

“Another big gain was in the quality control, this is 
now done on each and every job, no fail.  Having an 
employee understand why the boss wants things done a 
certain way really helps in getting things done, and one 
of the things he realized was the cost and effort it takes 
to run the shop, he appreciates this much more now.

“This workshop also identified some issues we didn’t 
know we had, it really greases in between all of the 
working parts of the shop and shows you where you 
need more of it.

“I recommend that all body and collision shop owners/
managers and their Estimators take this class, it was 
amazing to me the improvements you can make to a 
shop that is already running well (so we thought), and 
make it run even better.”

“The efficiency is up 50%!  Our 
Shop Flow is much improved 
and on it’s way to 100%.  The 
communication is much better 

throughout the shop.”


