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It seems that the parts business is as much of Chandler Nelsen as is 
his DNA, and that passion shows in the type of parts business he 

operates for Miami’s Brickell Motors. The parts business, he stresses, is all 
about numbers, which if monitored and managed properly, means profit.

D ealer Fixed Operationsealer Fixed Operations COVER STORY

Chandler Nelsen
Parts Manager, Brickell Motors
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           ell us about brickell Motors.
Brickell Motors is a metro dealership in downtown Miami. 

The company name is taken from the well-known Brickell 
area of Miami, an expensive row of shops and businesses. We 
opened in 2001 as a Pontiac store and then completed a total 
remodeling for the Honda, Buick and GMC brands we now 
represent. 

We retail over 2,000 new and 1,100 used vehicles a year and 
operate a 16-bay service department for Honda and 10-bays for 
our GM brands. We have separate showrooms for our import 
and domestic lines, but one parts department for all. I manage a 
staff of five, working the in-house, retail, wholesale counters. 

As part of the remodeling, we designed customer traffic flow 
so anyone needing the cashier has to walk through our parts 
and accessories displays. Dealerships often locate the cashier 
so there’s little chance the customer will pass through sales or 
parts where marketing might grab their attention and give you 
a chance to sell them something else. 

This store was also one of the first to add a café in its show-
room and to display accessories catalogs via big screen monitors 
and otherwise market and cross sell to customers. We have 
been very successful with this cashier location. I would say we 
have more than doubled our retail parts business by doing so 
as compared to placing it in a more traditional location within 
the dealership.

What goals have you set for the management of your depart-
ment?

Naturally, I want to grow the percentage of gross contrib-
uted to total fixed absorption. I’m not yet to where I want this 
department to be in that regard, but we work on it constantly. 

Most of our work and revenue comes from the service depart-
ment; it’s a captive audience. Our growth though is going 
to come from increasing our wholesale and retail businesses. 
Wholesale represents about 20% to 25% of the parts business, 
but I am planning to grow it another 15% to 20%, by servicing 
the wholesale and collision repair parts needs of other dealers 
and independents in my area. We have an 8,000 sq. ft., double-
floored, binned parts warehouse on the premises to service this 
market. 

Much of this business is walk-up, but I recently hired driv-
ers to service our growing efforts. Wholesale has tremendous 
opportunity. For instance, when I originally took over the parts 
department at a previous dealer in 1991, the operation averaged 
about $50,000 a month in wholesale sales. Using telemarketing 
strategies I grew it to more than $300,000 a month. 

Growing the retail business will be easier than you may 
think; the Internet is here to stay and the audience you have to 
reach out to is infinite. With the Honda e-store and our own 
parts web site I will increase retail business. Exciting, inviting 
and engaging our web site for customers, not only to purchase 
items, but to enjoy just visiting our site is my goal.

What gets you excited about this business?
The notion of taking care of someone who needs something 

and that you are able to satisfy. A customer or technician comes 
to the counter and we satisfy that need by getting for them the 
right part the first time. Service offers the same satisfaction, to 
an extent, but in parts you sell the right part and they’re gone. 

In service, you work on the car and maybe you fix it, but 
maybe you don’t…the conclusion isn’t as finite as in the parts 
department. In parts, look up the part in the catalog, punch the 
number in the DMS, get a bin location and there’s the part – 
and back to the counter you go with it. It sounds repetitious, 
but it isn’t. I like it because success in parts demands a lot of 
accuracy. 

And that’s what the parts department is, numbers. Sure, a real 
good parts guy can repeat years of parts numbers by memory 
and I can too, but that’s not what running a parts department is 
about. It’s about percentages, and sales, and dollars. This is the 
one department in the dealership that has the capital. Of all the 
departments in the dealership, the parts department is the only 
one with an asset in the bin, bought and paid for. 

So, unless I sell it and sell it profitably, it’s a frozen asset, 
which is why inventory control is so important. 

The quickest way to obsolescence is to not watch inventory 
carefully. Different parts managers have different ideas about 
this, but take for instance, phase-out numbers. I manage them 
very closely and tightly. If the manufacturer says the dealership 
should have three hits a year on a particular part, many parts 
managers will keep enough of that item in stock to fulfill that 
hit rate. That is unacceptable here. I don’t want a part on the 
shelf that only sells three times a year. That’s my dealer’s money 
tied up there. I want a part on the shelf that is selling two times 
every two months. An OEM challenged me once, remarking, 
“You’re flipping the inventory too many times a year” and my 
response was, “And?” 

I also watch special order parts carefully. As we receive our 
daily parts deliveries, I use parts-scan software to scan in the 
part number. Then shipping/receiving alerts the advisor and 
the salesperson that the special order part has arrived. It is to 
their advantage that that customer comes back in to receive and 
purchase that part. As most of these parts are for warranty work, 
we get the customers back in. Having daily stock orders also 
makes having a wholesale side of the business more practical, 
as it reduces the required warehousing capacity, and next-day 
delivery also improves retail sales as well.

Let’s change gears; how did you start in this business?
I started sweeping floors in an auto parts store and was assis-

tant store manager at 19. Through that business I had met some 
Miami people who operated one of the warehouses we used. 
They invited me down for a social event. 

I started working as the parts wholesale salesperson for a 
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the Internet is here to stay and the audience you have to reach out 
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I will increase retail business,” says Chandler Nelsen.

DFO 14   December 2009     DFO-magazine.com

considering the costs, from insurance 
and drivers’ costs to licenses and fuel, 
etc., and your margins, which are not 
great to begin with, get even tighter. 
However, on the positive side, if man-
aged correctly, it can help the dealership 
with parts obsolescence or eliminate 
returns by moving the product out 
wholesale.

To grow wholesale the business has to 
be worked. If you wait for the phone to 
ring it’s only going to ring occasionally. 
Instead, reach out to wholesale custom-
ers -- not once -- but often. Put your 
name in the minds of whom you want 
to do business with and when they 
think about doing business they will 
think of you. 

I track what my wholesale custom-
ers are doing and which salesperson is 
selling to them on a daily basis. I know 
whose buying and who has stopped 
buying. When I see a drop in a body or 
repair shop business, we call them.

As to expense control as a means to 
improved grosses, I look at freight. I 
handle all parts ordering myself and 
tightly control what is ordered and how 
it is shipped, to ensure the lowest but 
most expedient cost shipping, and also 
to match invoices to manufacturers’ 
receipts. 

I’ve been criticized for doing this 
chore myself and not delegating it to 

Miami Chevrolet dealership. Then in 
the early ‘90s I went to work for a 
Honda dealer in Miami that was man-
aged by my current dealer principal. 

In 2001 Mr. Mario Murgado, along 
with Mr. Alex Andreus and Mr. Rick 
Barazza started Brickell Motors. They 
are very active in the day-to-day opera-
tions and are in the store every day. 

I started as the parts manager in 
2001. Five years later, in 2006, I had 
the opportunity to become fixed opera-
tions director. But earlier this year, the 
owners wanted to take fixed operations 
in a different direction. 

They decided, and I agreed, for me 
to take over the parts department where 
my strengths are. Parts and wholesale 
is my passion and background. Parts is 
what I enjoy. Having a dealer principal 
such as Mr. Murgado, who truly knows 
as much about fixed operations as any 
fixed manager, is a big support for me. 

What objectives are on your to-do 
list?

Increase gross revenue and con-
trol expenses are always on my list. 
Increasing my fixed coverage is not 
going to be easy to do, but I’ll do that 
by increasing wholesale and service cus-
tomer pay business. 

Wholesale is really not a profitable 
business to be in for a lot of dealerships, 

someone else, but I think it’s too impor-
tant a task for me not to do personally. 
I check the freight receipts and then 
look into the DMS to see who ordered 
it, and what we charged the customer 
for the freight. Did we actually charge 
for the freight? Nothing can be ordered 
overnight without my approval. So, I 
manage this process to be sure that A) 
we’re not paying more freight expense 
than necessary, B) that we’re not pay-
ing for overnight shipments that aren’t 
charged to the customer, and C) so 
we don’t end up on the hook for parts 
that for whatever reason aren’t used or 
picked up.

And freight is an expense that has a 
big impact and one my department can 
control. I am paid on gross profit less 
controllable expenses. There are only so 
many expenses in the list of accounts 
that I can control. 

For instance, I haven’t any real con-
trol over the department’s share of the 
overall advertising and data processing 
expenses, but I do control expenses like 
freight and shop supplies. My service 
advisors disagreed with me because I 
did not remove shop supplies from the 
customer bill. Service advisors might 
say, “Hey, I quoted the customer $110, 
but I forgot about the $6 shop supply 
charge.” Well, I tell them, you lower 
what you quoted the customer from 
$110 to $104 and make up your $6, 
and then give me my six bucks. They 
didn’t like it, but they get paid off of 
the gross they write on the ticket, so if 
they make a mistake, why should my 
department or the dealer be penalized 
for their error?

Have you adjusted your parts inven-
tory to reflect the older vehicles you’re 
servicing?

Certainly in the last three years there 
has been a considerable change in the 
age of vehicles owned by many of our 
customers. Dealerships have to be very 
competitive in every service they offer 
to get this business or it goes elsewhere. 
If we treat these owners right, we can 
make profit from the great service we 
render them. 

I stock only OEM parts for these 
customers’ vehicles and put only those 
parts on their vehicles. For a customer 



brining in a 15-year-old car needing a 
part that’s not readily available from the 
OEM we’ll certainly source that part 
after-market or through a recycler to get 
that customer on the road again fast. 

How to you measure success in 
parts?

I’m actually enjoying working with 
Microsoft office software. I have cre-
ated my own daily reports and use 
several DMS reports to make one Excel 
sheet that will give me a clear one page 
shot of my department’s performance. 
Too often I had to run several reports 
through the DMS to get to the answer 
my own reports tell me at a glance; 
my Excel reports are quicker and more 
detailed. 

Every morning I print these spread-
sheets that tells me my daily average 
per counter man, what my daily aver-
age is for a department total, what I’m 
tracking for the month, and compared 
to my objective, if I’m off or under in 
each category—wholesale, retail, and 
the counter. I’m a firm believer that if 
you don’t build a map to go somewhere, 
you’re just going to go in circles. Every 
morning, my counter people know 
what their averages are by category, 
what they’ve done month to date, what 
their tracking, and if they keep going 
forward with their current their daily 
averages right now, where they’ll be at 
the end of the month. 
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I have found that if you surprise a 
employee with their paycheck rather 
than give them the ability to know 
exactly what their paycheck will be, 
they will spend hours and possibly days 
figuring out what they got paid and 
that’s lost time they could be selling.

How is a counter man able to do 
increase his gross? Aren’t they pretty 
much at the whim of the service 
load?

Oh, no. If a technician comes up to 
that counter and says, “I need a water 
pump” there’s something I learned years 
ago called cross selling. “OK you need 
that water pump,” I suggest, “but you’re 
going to need coolant and hoses and 
gaskets because you’re replacing the 
water pump.” The idea is simple, and 
a drive through McDonald’s is illustra-
tive: It seems no matter what you order, 
they always ask if you’d like an “an apple 
pie with that.”

Put this simple up-sell practice to 
work in your parts department. Use 
your reports and numbers, along with 
this cross sell technique, to help count-
erman understand how to increase their 
own compensation. I had a counter man 
who wanted a raise years ago. I pulled 
my Excel spreadsheet and I walked him 
through it, saying, “You’re at $76 a hour 
in gross profit and if you want a raise 
all you have to do is increase gross by 
$24 a hour. You’re working 10 hours a 

day – that means you need to sell just 
$240 more in gross profit an day – that’s 
one or two more parts sold maybe that 
coolant for the water pump or a can 
of brake fluid when you sell a guy new 
brake pads.” The point is, the additional 
sale is small but can add up to big gross 
profit differences.

Let’s wind this up. What are your 
goals, growth wise?

Dollars are what you get when you 
improve your sales but percentages are 
what you go for. That way, if the dol-
lar falls down, at least you’re making 
money on what you’re selling. I have 
certain plateaus, certain benchmarks, 
we’ll say, in each one of the categories—
wholesale, retail, and back counter. 

On my Excel spreadsheet, every day, 
it tells me what the guys are doing. I 
can tell you that yesterday counterman 
A did 38% in retail and he’s tracking for 
the month at 42% of retail, but yester-
day he dropped; so I run a quick report 
through my DMS Report Generator 
and find out what he sold or what he 
“gave away,” as I call it, and where he 
went wrong. It’s all about monitoring, 
it’s all about controls. 

I sit with my counterman and review 
these reports, line by line. “This is 
what you’ve done month-to-date. This 
is what you’re tracking…I make sure 
they understand what tracking means, 
it means based on how many days are 
gone in the month and how many days 
yet to go, there’s a percentage. You take 
your total month-to-date totals, divided 
by that percentage and you’re going to 
get a tracking amount number. 

The goal, the objective, is set there. 
In order to hit that objective, this is the 
business you’ve got to do every day. If 
you need to do $10,000 in retail this 
month and you’re only tracking $9,000, 
in order to do the $10,000 you have 
to do $700 a day, not the $500 a day 
in gross currently being tracked. Now 
we’ve got to pick up those numbers in 
order to get where you need to be. The 
task then is to make that happen.

Thanks Chandler.

cnelsen@DFO-magazine.com

“Brickell Motors retails over 2,000 new and 1,100 used vehicles a 
year and operates a 16-bay service department for Honda and 10-bay 

for our GM brands,” says Parts Manager Chandler Nelsen.




