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A Focus on PBE Distributor Core Competencies 

and Value-added Benefits for our Customers 

Conducting a Paint Department Audit 

Two of our three “Core Competencies” are to help our customers Maximize Paint Department Output and 

Improve P&M Profitability. These are the inevitable outcome of “doing the right things correctly every time”. 

In prior Collision Solutions and Production Tips we have described many “best practices” required to 

achieving these goals. We identified and organized paint department process steps into three distinct 

categories: 

First Things First – “Is the House in Order?” 

 Housekeeping 

 Preventative Maintenance 

 Color Tools Up to Date 

 Staffing / Skill Specialization 

 Scheduling 

Three Offline Processes – Before the vehicle arrives in the Paint Department 

 Repair Planning Process 

 Color Mixing & Matching Process 

 Parts Edging Process 

Five Online Processes – Efficient Flow through the Paint Department w/o bottlenecks 

 Paint Department Staging 

 Prep Work 

 Booth Staging 

 Paint 

 Cool Down – Demask 
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The RDA paint department audit process systematically reviews each of the above three steps to identify 

compliance with known best practices and produces a straightforward scorecard that clearly shows areas of 

excellence as well as areas with opportunities for improvement. 

Download the RDA Paint Department Audit Tool 

The intention is that a Distributor Representative will collect key data in advance, and then walk through the 

Paint Shop using a paper copy as a checklist marking each question with a Y=Yes; S=Sometimes; or N=No 

or, G=Good; F=Fair; P=Poor depending on the circumstance. There are areas to add explanatory notes as 

needed. Finally, at the end, there is room to document any additional issues or concerns and to list follow up 

actions by both the Shop and the Distributor. 

Upon completion, the information collected can be transferred to the Excel spreadsheet and printed. The 

answer boxes will turn Green, Yellow, or Red indicating whether the response was favorable, mixed, or 

unfavorable as shown in the following example: 

 Any area in Red is an opportunity for improvement. Yellow areas indicate inconsistent compliance. Additional 

comments or recommendations can be written in the “Notes” section.  

https://www.dropbox.com/s/u5re17lo6faigyl/PD%20Process%20Audit.xlsx?dl=0C:/Users/Georgia/Documents/1%20RDA
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Conducting the Audit: 

1. Discuss the purpose and objective of the audit with management and techs: i.e. “Fact finding to determine 

opportunities to improve performance and increase output.” 

2. Collect Data: Average monthly paint hours and closed RO’s from the shop; Paint Cost @ Refinish from 

distributor records. 

3. Enter data on the form and benchmark P&M Usage (Paint Cost per Paint Hour @ refinish) and Output 

(Vehicles per Day per Booth and/or Booth Cycle Time). 

4. Walk through the three process steps (First Things First, Three Offline Processes, and Five Online 

Processes) completing the form and making notes as you go. 

5. Enter the information you gathered into the Excel spreadsheet on your computer, draw conclusions, and 

enter any follow up actions needed by either the shop or you. Print it out. 

6. Review the report with management and techs noting both positive areas (Green), substandard areas 

(Red), and inconsistent areas (Yellow). Discuss any recommended action items and obtain agreement on 

requested shop actions. Commit to fulfilling any needed distributor actions. 

7. Follow up, as appropriate, based on the findings; typically within 30 days or as determined. 

8. Track critical Paint Department KPI’s (Paint Only Cost per Paint Hour @ refinish and Booth Cycle Time or 

Vehicles per day per booth) to measure improvement. 

9. Repeat the process annually, or more often as needed. 

 

Helping your customer streamline their refinish processes by focusing on First Things First and 

Three Offline Processes will enable the Five Online Processes to run smoothly, increasing output and 

profitability and also increase compensation for flat rate techs.  


