Below is a list of steps recommended to get existing accounting information cleaned up and compatible with your existing management system. In addition all steps or instructions have been prioritized in sequence. 

1. Establish an accurate chart of accounts in your accounting system according to the attached sample chart of accounts. Please keep in mind you should have a separate account code for all labor rates that vary by + or – ten percent (10 %). Also there may be variations of your sublet operations that you perform in house or additional services your facility offers such as PDR, Towing, Bed liners, Detailing, etc. This chart of accounts will be specific to your organization. Lastly, remember for each income account code there MUST be an opposite under COGS.

2. Set up classifications in your accounting system for future monitoring of GP by class.

3. Set up new chart of accounts\Account Codes in your management system to correspond with the Accounting System’s chart of accounts. 

4. Document and build a SOP (Standard Operating Procedure)\Cheat Sheet so that all admin personnel will know how to ensure that when an estimate is transferred or input into the management system that it is done properly and allotted to the correct account code. 

Examples are as follows:

Cover Car Labor

Paint Labor

Cover Car Materials

Paint Materials

Flex Additive


Paint Materials

Finish Sand and Buff
Labor
Paint Labor


Seam Sealer


Stock Parts

A sample cheat sheet will be provided to be customized for your organization. Remember Junk IN – Junk OUT. 

5. Take your entire list of Vendors from your accounting system and export to an Excel spreadsheet, then take and list out on the left side of the column of the vendor what account code this would be posted to in the Management System. If it could be applied to multiple account codes put VR for Verify. You will then type to the right side of the vendor what the multiple categories could possibly be. For example your paint jobber may sell you Equipment, Shop Supplies and Paint Materials, Keystone may sell you Paint, Aftermarket Parts and Reconditioned Parts, etc. 

6. Take this same excel spreadsheet of your vendor list and in the right column if it is not something that gets charged out in your management system, document in the Right Column what Accounting System account code this would fall under. For example Electric Bill would be under xxxxxx for utilities on your Profit and Loss.  A SAMPLE WILL BE PROVIDED.
7. The above Steps 4 – 6 are to ensure proper entry of all invoices, bills, estimates, etc. 

8. Develop and institute an Auditing form so that someone can audit at random Repair Orders that have been closed for accuracy and compliancy.

9. Identify and Document what reports should be run out of your management system – Daily, Weekly, Monthly and Yearly. 

** Keep in mind, due to the variety of management system, these reports may be called something else **

Recommendations are as follows:

Daily

· Receipts Journal 

· Receipts Journal with Credits

Weekly

· Parts Credit Report

· Profit Journal Report

Monthly

· Receivables Journal

· Parts Credit Report

· Pre Payment  Report

· Accounting WIP Report

· Source Report

· RO Reconciliation Report

· Fleet Account Billing Statements

· Labor tasks un assigned and\or Un Paid

Yearly

· Detailed Sales Journal for entire year

· Summary Sales Journal for entire year

· Detailed Sales Tax Report for entire year

· Summary Sales Tax Report for entire year

· Source Report for entire year

· Receipts Journal for entire year

· Receipts Journal for entire year

THE ABOVE LIST IS A MINIMUM OF THE REPORTS THAT MUST BE RUN, DEPENDING ON YOUR ORGANIZATION AND MANAGEMENT SYSTEMS, YOU MAY CONSIDER RUNNING ADDITIONAL REPORTS, BUT THE ABOVE ARE THE BARE BASICS.

10. Identify and Document how the above report information should be input into your accounting system.

11. Implement Batch Entry of your management system data into your Accounting system and move away from the import\export of data for simplicity and accuracy. ONCE YOU HAVE CLEAN NUMBERS BY DOING BATCH ENTRY, YOU CAN THEN HAVE CONFIDENCE AND MOVE FORWARD UTILIZING THE EXPORT FUNCTION after ninety days or six months of clean numbers.
12. Start to track your accounting WIP (Work in Process) thru management system and document this on your Balance Sheet. This should be backed out of your COGS on your profit and loss by each individual category and then zeroed out each month on your balance sheet.  This is an asset.
13. Start to track your Pre Payments on your balance sheet as a liability and gain a thorough understanding of Sales less Receipts plus Pre Pays equals Receivables.

14. Track ALL sales, i.e. PDR, spray on clear shields, and tow bills, etc thru a ticket in your management system.

15. Develop a SOP for how to bill out or Close files in your management system 

16. Make it mandatory that all files\Repair Orders will be closed out in management system when the vehicle is released and NEVER, EVER reopen once closed and tagged in active. This is crucial to accurate accounting.

17. Begin to receive all payments in your management system.
18. Institute policy and procedures for tracking all Receivables thru your management system and move away from Manual tracking.

19. Institute Policy and procedures for billing all accounts thru Management System Fleet Account Statements.

20. Institute Policy and procedures for tracking all parts returns and receiving of credits thru your management system.

21. Institute Policy and procedures for documenting all supplement or Receivables follow up notes and calls thru your management system.

22. Clean up all old files to ensure all old credits, payments, etc are cleaned up and closed out properly.

23. Once all the above has been done, we will go back and adjust and properly input data for Profit and Losses since the start of the year so that they match what is in your management system.

24. Document and properly train all admin and accounting personnel as to what their job duties are in regards to accounting functions. 

25. The goal is that you receive current and accurate Profit and Loss statements by the 20th of the following month.  All P\L’s should be run MTD versus YTD with percentage of sales and\or expenses next to them. A sample can be provided. 
Once the above is completed we can then gain accurate and “PURE” financials to then determine where your company is 

a) Making the proper profits per each profit center.

b) Not making the proper (or enough) Profit per each profit center.

c) Not making any profit per each profit center.

Once the above is accomplished it can be determined what reports, KPI’s (Key Performance Indicators) should be monitored and tracked daily, weekly, monthly, quarterly and implement the utilization of the PACE Report.
26. Review with your accountant in person how you are going to generate PL’s and discuss with them Depreciation and Amortization. 

27. Determine and Review your breakeven point per month based on accurate financials.
28. Then build a budget and a  spreadsheet for financial forecasting and budgeting to base hiring decisions, purchase decisions and marketing decisions to determine and project WHAT IF scenarios. 

29. Again, once we have accurate financials we can begin to review the way the front office\parts is structured and discuss ways to improve efficiency in the handling of claims thru the front office, and how can we improve and maximize the administrative portion of the Repair Process for better Thru-Put\Cycle Time.

30. Then work on 100 % disassembly\teardown and 100 % parts discovery processes to become more efficient.

31. Institute Estimating Best Practices to ensure complete, accurate and Profitable estimates.

32. Develop a marketing plan to get more cars to the door for the fine tuned machine that your facility will become. 

While the above is just a brief summary, and may appear a bit overwhelming, please note that it is NOT impossible to achieve and accomplish these goals, as long as you and your team members are committed. I can assure you it can be accomplished. Once you have reviewed this summary, should you decide you are interested in pursuing, we can discuss how best to accomplish the above tasks taking into consideration the following?

· Who should be assigned each task to complete?

· What assistance will they need?

· How best to accomplish that task.

· What should the time frame be for completion?

