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KPI: Sales Per RO

Value of this KPI:
• Gauges selling performance

• Indicates size of average repair

• Identifies mix of job sizes

National Average

$2750.00

Poor Performance Indicators:
• High proportion of small jobs

• Need for improved damage writing

• Increase negotiation skills



KPI: Sales Per RO
Improvement tips

1. Upsell Unrelated Damage!

2. Effectively utilize Procedure Pages!
• Audit all insurance estimates

• Write proactive supplements

• Negotiate

3. Maximize labor type opportunities!
• Body

• Mechanical

• Structural

• Frame

4. Track average RO monthly!



KPI: Repair Labor Sales

Objective:  Reach 30% body/frame/structural/mechanical labor

Calculation
Body/Frame/Structural/Mechanical Labor ÷ Estimate Sub Total = %

Value of this KPI:
• Measures how well you are selling labor

• Improves productivity

• Identifies missed opportunities

Poor Performance Indicators:
• All labor categorized as “Body”

• Labor rate reductions

• Labor hour adjustments



KPI: Repair Labor Sales
Improvement tips

1. Maximize labor type opportunities!
• Body

• Mechanical

• Structural

• Frame

2. Validate “incl” labor!

3. Increase knowledge of P-Pages!



KPI: Paint Labor Sales

Objective: Reach 20 % paint labor $

Calculation
Paint Labor $ ÷ Estimate Sub Total = %

Value of this KPI:
• Measures how well you are selling paint labor

• Improves productivity

• Identifies missed opportunities 

Poor Performance Indicators:
• Inaccurate color verification

• Paint labor caps by insurer

• Basecoat reduction paint times



KPI: Paint Labor Sales
Improvement tips

1. Identify multi-stage processes!
• Base/clear

• Three Stage

• Four Stage

2. Include associated paint times!
• Inner structures

• Validate overlaps

3. Determine blend times!
• Reduce blend within panel



KPI: Paint Hours Per RO

Value of this KPI:
• Measures selling of paint labor hours by estimators

• Ensures you are keeping up with increased paint complexity

• Improves paint shop productivity

Poor Performance Indicators:
• Missed non-included items

• Basecoat reduction paint times

• Paint labor identified as body



KPI: Paint Hours Per RO
Improvement tips

1. Understand P-Pages!

2. Keep abreast of changing color trends!

3. Include painters in blueprinting process!

4. Identify/Itemize clear coat times!

5. Negotiate insurer paint time adjustments!



KPI: Total Labor Sales

Objective:  Reach 45 - 55% in total labor sales

Calculation
Body/Frame/Structural/Mechanical Labor + Paint Labor ÷ Estimate Sub Total = %

Value of this KPI:
• Measures selling of total labor hours by estimators

• Identifies repair vs replace concerns

• Validates accuracy of estimates

Poor Performance Indicators:
• Missed R&I operations

• Paint caps

• Labor adjustments



KPI: Parts to Labor Sales

Value of this KPI:
• Prime measurement of parts sales

• Validates parts to labor ratio

• Improves $ per tech hour

Objective: Maintain 85 – 95% parts to labor ratio

Poor Performance Indicators:
• High cycle time

• Low technician productivity

• Labor adjustments



KPI: Parts to Labor Sales
Improvement tips

1. Consider skill level of replacement vs repair!

2. Verify most economical repair!

3. Ensure seam sealer/adhesives are classified as parts!

4. Replace moldings vs R&I!



KPI: Paint Material Sales

Objective:  Reach 10% in paint material sales

Calculation
Paint Materials ÷ Estimate Sub Total = %

Value of this KPI:
• Effectiveness of estimators

• Identifies paint caps

• Insures profitability

Poor Performance Indicators:
• Misclassification of flex additive

• Missed opportunities – stone guard

• Paint sales shifts - borrowing



KPI: Paint Material Sales
Improvement tips

1. Eliminate paint caps!

2. Verify clearcoat calculations!

3. Negotiate insurer paint reductions!



Food for Thought

I reviewed estimates for a customer and after reviewing five 
estimates we came up with an average increase of $85.60 per 

estimate.

What do you think the value of that $85.60 is over the course of a 
year?


