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ABSTRACT

The automotive sector is a large player in the Peruvian 
economy; however, it has been affected in recent years 
by the political situation, changes in the tax code and 
high competitiveness in the sector, which has mainly 
affected commercial results. In this situation, the need 
to develop a management tool that helps lead teams 
in this sector and that is applied to the Peruvian reality 
becomes important. This study focused on the spare 
parts warehouse team belonging to the after-sales 
management of a car dealership in Lima. Likewise, 
the study shows the implementation of Commitment-
based Management as a management and direction 
tool to improve the gross margin obtained by the sub-
management in charge, by verifying its effectiveness in 
the results of the period analyzed.

Keywords: Management; commitments; warehouse; 
spare parts; automotive.

INTRODUCTION

The automotive sector in Peru is mainly comprised of the sale of 
vehicles, box vans, fuel, supplies, and the offer of automotive ser-
vices. Negri (2019) states that the automotive sector generates 
12% of the national GDP by producing more than S/ 15 000 000 
000, which is equivalent to 14% of tax revenues in Peru. In this 
regard, INEI (2020) informs that retail trade grew 3.14% boost-
ed by the sale of fuels and lubricants for automotive vehicles. It 
also mentions that the motor trade grew 4.62% due to increased 
sales of light-duty and heavy-duty vehicles, which resulted in an 
increased demand of auto parts, accessories, wheels, and other 
items. However, preventive and corrective maintenance services 
showed a decline in the same period.

The Asociación Automotriz del Perú (2019) points out that the 
fleet of motor vehicles in Peru, according to the general man-
ager Ellioth Tarazona, has a motorization rate of 10.7 —where-
as in Chile, Argentina, and Mexico there are between 3 and 3.3 
people per vehicle—, with an average age of 13.6 years per 
vehicle, which results in higher fuel consumption, pollution, cost 
overruns, and other issues. In addition, there has been a drop 
in vehicle importation since 2014 due to the increase of the Se-
lective Consumption Tax (Impuesto Selectivo al Consumo - ISC) 
for vehicles. It must be noted that the tax on the acquisition of 
vehicles was increased between 20% to 40% according to the 
Decreto Supremo N.° 095‑2018‑EF (2018); later, the ISC was 
modified again through the Decreto Supremo N.° 181‑2019‑EF 
(2019), in which the tax was reduced for vehicles with certain 
engine displacements and was raised for the purchase and sale 
of second-hand vehicles.

One of the areas of the automotive sector that generates a high 
percentage of revenues is spare parts, as spare parts are neces-
sary to maintain the value of the goods. The Asociación Automo-
triz del Perú (2020) states that importation of supplies dropped 
2.6% during 2018 and 2019, which, together with the rise in pric-
es and the high competitiveness, had a detrimental effect on the 
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sector as it faces customers seeking better prices, 
thus directly affecting profitability. Accordingly, there 
is a potential decrease in the automotive sector as 
well as difficulties due to tax and competition issues, 
so it is necessary to develop a management tool 
that supports the interdisciplinary teams in this sec-
tor and that is adapted to the situation in Peru.

The spare parts area is comprised by the sales, 
purchasing and warehouse sub-areas; the latter are 
responsible for receiving the merchandise, storage, 
delivery, coding and attending to workshop orders. 
Therefore, this work was focused on the warehouse 
area as the teams of warehousemen, made up of 
assistants and managers, are responsible for iden-
tifying the supplies and spare parts required by the 
workshop for the repair or maintenance of the vehi-
cles to be worked on, without neglecting their own 
warehouse tasks, so they need a simple manage-
ment system that manages to boost their activities 
and does not reduce the time focused on their core 
business.

This study makes use of the Commitment-based 
Management tool, which helps boost team produc-
tivity. This tool has been developed and adapted to 
the Peruvian reality of small car dealerships and 
seeks to support, initially, the spare parts ware-
house area due to its particular casuistry as it re-
quires a warehouse equipment management tool 
that allows channeling its daily activities in order to 
fulfill the objectives of the after-sales management. 
Likewise, the most influential factor in the short term 
is the gross margin of the area, as Peruvian car 
dealerships mainly focus on sales; for this reason, 
it was chosen to be the central axis of the project 
results in this study.

It should be noted that this management tool has 
been adapted to the reality of small car dealerships 
in the city of Lima, based on the experiences ob-
tained in the implementation of Commitment-based 
Management in Divemotor, the group representing 
Mercedes Benz in Peru. This tool is focused on 
after-sales management, so it is of a novel nature 
that does not exclude other existing methodologies. 
Likewise, this methodology can be extended to 
other after-sales areas of car dealerships, such as 
workshop, spare parts planning, spare parts sales, 
among others, which gives room for future research 
about its implementation in commercial areas and 
in other companies belonging to the automotive 
sector.

According to Gestión (2015), the Deloitte report 
Tendencias Globales de Capital Humano 2015: 
Liderando en el nuevo mundo del trabajo shows 

that 87% of human resources and business lead-
ers worldwide consider the lack of engagement as 
the main concern of companies. The biggest gap in 
Peru would be “culture and engagement”.

On the other hand, Repsol (2013) is an oil and gas 
sector company focused on 3 key regions: North 
America, Latin America, and Southeast Asia. The 
company seeks to train its personnel and provide 
them with opportunities for development through 
performance review, where they analyze their po-
tential and work on their areas of improvement. It 
also has two management tools for employee rec-
ognition: Commitment-based Management, where 
they seek cohesion between objectives for opera-
tional personnel, and Results-based Management, 
for administrative personnel.

In this regard, Ramos and Albitres (2010) point out 
that the Peru is still in its infancy regarding the im-
plementation of Results-based Management, main-
ly in efficiency and quality of public spending. They 
also identify deficiencies in training, planning, pro-
gramming, and management capacity to the detri-
ment of qualitative and quantitative objectives.

Divemotor (2017), official distributor in Peru of 
Mercedes-Benz, Jeep, Dodge, Ram, and Freight-
liner, is comprised of the companies Diveimport 
and Divecenter. In 2016, the company implement-
ed Commitment-based Management (CbM) as 
a tool to direct the efforts of the commercial and 
logistics areas towards improving the profitability of 
the company within a period of recession in min-
ing and construction investments. This resulted in 
a 42% increase in market penetration in the pro-
spective client segment, which increased the aver-
age monthly sales based on client development. It 
also implemented a coding center, which reduced 
waiting times for quotations for the workshop chan-
nel, increasing workshop availability and, therefore, 
the average daily workshop service. In addition, it 
increased the “service level” indicator of the ware-
house because of the faster service of workshop or-
ders and reduced in manufacturing reworks.

In summary, these results had a direct impact on the 
profitability increase of the company due to the raise 
in the average sales per workshop or per counter, 
originated by a higher average monthly sales per 
customer and a greater number of sales per day as 
a result of the reduction in service times. It should 
be noted that profitability depends on factors such 
as overhead costs and expenses; gross margin, on 
the other hand, is the factor affected by direct sales.
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The framework outlined above concludes with the 
statement of the main problem: Is the implementa-
tion of Commitment-based Management in the spare 
parts warehouse area necessary to improve the gross 
margin in a car dealership?

The objective of this research is to determine the 
improvement of the gross margin in the spare parts 
warehouse area of a car dealership after the imple-
mentation of Commitment-based management.

HYPOTHESIS

In response to the main problem, the hypothesis pro-
posed is “The implementation of Commitment-based 
Management in the spare parts warehouse area im-
proves the results of the gross margin in the spare 
parts sub-management in a car dealership”.

•	 Dependent variable:
Y1: Gross margin of the spare parts 
sub-management with respect to total sales

•	 Independent variable:
X1: Compliance level of Commitment-based 
Management in the spare parts warehouse 
area

According to Real Academia Española (2020), 
“commitment” is defined as an obligation undertak-
en, a word given, a difficulty, a promise. However, 
Sull (2003) —an expert in strategy and execution, 
professor of strategy and entrepreneurship at Har-
vard and London Business School and one of the 
10 new management gurus— points out that a com-
mitment is an action taken in the present that binds 
an organization to a future course of action. In other 
words, not all management decisions are commit-
ments, since such decisions become a commitment 
if it constrains future alternatives a company in a 
way that would be difficult to reverse. He also ar-
gues that, in the medium term, commitments facil-
itate the resolution of problems within operations 
and organizations, and that they provide employees 
with a sense of focus, as well as helping to prioritize 
and coordinate actions.

On the other hand, Dougherty (2012) —a senior lec-
turer in technological innovation, entrepreneurship, 
and strategic management at MIT with experience 
in stabilizing and recapitalizing companies— argues 
that for a leader to achieve emotional engagement 
with their team, it is necessary to engage with them 
as well, unsolicited and without an expectation of 
reciprocity. He also states that commitments cannot 
be forced or faked, because this leads to mistakes 

and rejection, so cohesion is sought with the peo-
ple with whom one works. On the other hand, he 
points out that commitments generate inflexibility if 
they are proposed for long periods, so if there are 
changes in time, the company may be trapped in 
outdated objectives to the detriment of adaptability, 
operability, and competitiveness.

Commitment-based Management (CbM)

Dann (2009) argues that, according to Donald Sull, 
hierarchies are systems where orders go down and 
information goes up, so they are not appropriate 
for jobs where cooperation between multiple teams 
with different functions is sought. Traditionally, this 
casuistry was managed through processes, stand-
ardizations and decision making derived from the 
Total Quality Management (TQM) approach, which 
resulted in a high level of process standardization, 
but led to a lower level of innovation. In response, 
Sull developed the concept of Commitment-based 
Management, where he schematizes an organi-
zation as a network of overlapping commitments 
that motivate workers to work in the right way. One 
advantage of this concept is that it can be used in 
non-standard situations, such as emerging strate-
gies, innovation, crisis, chaos, etc.; it also encom-
passes the entire supply chain. In this regard, it 
identifies five characteristics, which are shown in 
Table 1.

In addition, Sull and Spinosa (2005) state that this 
approach does not exclude others but should be 
treated as a complement to achieve better results, 
such as guiding personnel to achieve objectives 
and optimizing production processes.

Goldsmith (2008) points out that leaders must in-
spire respect and trust in order to increase commit-
ment in a company, so that employees feel linked 
to the results of the organization. This technique 
includes open and effective communication, trans-
parency, truth, equality, coaching, empowerment, 
and recognition of achievements. Table 2 outlines 
the recommendations for top management support.

Generation variables

Stein and Pin (2009) argue that there is currently 
an integration between the different generations 
that coexist in the same workspace. This boosts 
the need to understand the expectations, values, 
needs and motivations of the latest generation in-
corporated. The management of this situation could 
lead companies to their eventual development or 
stagnation.
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Millennials opt for companies that offer a balance 
between their personal life and work, where they 
have access to information, empowerment, fluid 
communication with department leaders, challeng-
es and opportunities for learning and development. 
In return, they will offer a high level of preparation, 
creativity, initiative, among other characteristics 
that will help to achieve the results desired by the 
companies.

Motivation and Leadership

Newstrom (2011) argues that motivation at work is 
comprised of internal and external forces that direct 
an employee to choose a course of action and act 
in certain ways and that, from an ideal point of view, 
these behaviors will be directed to the achievement 
of an organizational goal.

Accordingly, the personality and needs of the em-
ployees are the main axes that managers must 
evaluate to ensure their employees are motivated. 
Figure 1 shows the main sources of motivation ac-
cording to Newstrom:

On the other hand, Viato (2014) refers that leader-
ship consists of a method intended to guiar, acom-
pañar y entrenar a una persona o un grupo con el 
propósito de alcanzar metas o desarrollar habili-
dades específicas [guide, accompany and train a 
person or a group of people with the purpose of 

achieving goals or developing specific skills] (para. 
2). In this process, the leader intervenes as a 
coach for his follower to improve the performance 
of their functions by focusing on the achievement 
of objectives.

METHODOLOGY

This study is quantitative based on an experimental 
design. The type is applied, and the level is explan-
atory and descriptive.

The study population is made up of 63 car dealer-
ships that operate in Lima and are engaged in the 
sale of light-duty vehicles, after-sales services, and 
the commercialization of spare parts. The company 
Limautos Automotriz del Perú S.A.C. was defined 
as the sample, which is non-probabilistic, as it is 
a company that meets the required characteristics 
and it was feasible to carry out the research at its 
facilities.

The stages developed are as follows:

Implementation of Commitment-based
Management

•	 Identify deficiencies in the area and group 
them into improvement axes or factors 
according to common criteria.

Table 1. Commitment Characteristics.
Commitment Characteristics

Public Active Voluntary Explicit Motivating

Source: Dann (2009).

Table 2. Three Points to Generate a Culture of Commitment.

Three points to generate 
a culture of commitment

Prepare atmosphere for dialogue on the points to be addressed.

Express through figures the benefits of keeping staff motivated and engaged.

Obtain allies and be collaborative with them.

Source: Goldsmith (2008).

 

Financial 
compensation

Recognition within 
the company

Responsibility for 
work

Social recognition

Figure 1. Motivation Source.
Source: Newstrom (2011).
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•	 Train warehouse personnel and their 
managers in Commitment-based 
Management.

•	 Define the frequency and time intervals to be 
used for commitment monitoring meetings.

•	 Design the CbM rating chart for the 
quantification of factor compliance. This table 
rates with zero or one each factor fulfilled for 
each branch analyzed.

•	 Start the commitment meetings according 
to the parameters set, in which, on a weekly 
basis, an applicant establishes different 
commitments and proposes a date of 
compliance and a responsible for execution. 
The week after each meeting, compliance 
will be reviewed and record will be kept of 
whether the request has been complied with, 
a new date has been agreed on or the request 
has not been fulfilled.

Evaluation of Results

•	 Generate a month-end summary of the 
implementation effects on the performance 
of the warehouse personnel with respect to 
the factors identified at the beginning of the 
project.

•	 Evaluate the aforementioned factors in each 
branch and record them in the CbM rating 
chart to quantify factor compliance.

•	 Calculate the monthly rating of the area 
considering the average obtained from the 
factors from each branch.

•	 Design a summary chart with the monthly 
compliance of the area.

•	 Create a chart containing the monthly gross 
margin of the area.

•	 Perform a correlation assessment between 
the Commitment-based Management and 
the gross margin performance of the area 
during the project execution.

•	 Based on the results obtained, continue with 
the Commitment-based Management and 
make the identifiable adjustments.

To obtain the results of the dependent variable, 
the monthly report to the board of directors was re-
viewed, where the results of sales, gross margin by 
area, inventory, warehouse satisfaction, profitabili-
ty, among others, are detailed. The results of the 
independent variable were obtained from the sum-
mary chart of the monthly fulfillment with the Com-
mitment-based Management. Finally, based on the 

project results in the term coordinated with manage-
ment, the degree of correlation between the inde-
pendent variable and the dependent variable was 
determined, from which it can be affirmed that the 
Commitment-based Management project improved 
the productivity of the warehouse personnel, which 
was reflected in the increase of the gross margin of 
the spare parts sub‑management, resulting in the 
validation of the hypothesis proposed.

RESULTS

Implementation of Commitment-Based
Management

Limautos Automotriz del Perú S.A.C. is a company 
established in 2011 that sells spare parts for the KIA, 
Mitsubishi, FUSO, Peugeot, MG, and Chery brands. 
It has ten branches in Lima, six of which offer spare 
parts service in workshops and four of which have 
counter sales points. Its vision is Ser líder de la in-
dustria, manteniendo la capacidad de diferenciación 
en el mercado e impactando responsable y social-
mente en el entorno [Be the industry leader, main-
taining the capacity for differentiation in the market 
and have a responsible and social impact on the 
environment] (Limautos Automotriz del Perú S.A.C., 
n.d.). This company has never had a process and 
quality area, so the mapping of internal processes is 
managed by each management, which means that 
the spare parts sub-management, which includes 
the spare parts warehouse area, does not have a 
plan or methodology to manage its results and fo-
cuses on solving daily problems, overshadowing 
planning and equipment management.

Based on the deficiencies identified in the afore-
mentioned company, the implementation of CbM 
was proposed as a management tool for the ware-
houses of the spare parts sub‑management in or-
der to improve its gross margin. The following three 
axes of the project were identified and their man-
agement was planned to increase the gross margin 
of the spare parts sub-management:

•	 The warehouse area does not generate sales 
directly; however, it codes the spare parts 
required by workshops and attends the spare 
parts requested by counter and workshop, 
which would be typified as indirect sales.

•	 The warehouse area manages the stock of 
spare parts that may generate expenses for 
inventory adjustments and expenses due to 
obsolescence.

•	 The warehouse area processes invoices 
for purchased spare parts, which, if entered 
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incorrectly, can generate accounting 
expenses and inventory errors.

In order to introduce the Commitment-based Man-
agement (CbM) implementation project to the ware-
house team, a training day was held for the spare 
parts sub-management personnel on December 27, 
2018. In this training, it was explained what commit-
ments are, their status (“Fulfilled”, “Pending”, “Not 
Fulfilled” and “Renegotiated”), their implications, 
the ease of making requests to management and 
vice versa, so that they commit to actions that facil-
itate day-to-day functions, the priority of teamwork, 
among other topics. In addition, three group-dynam-
ic games were applied: Win-win, Spaghetti Tower, 
and Square Jump, which helped the sub-manage-
ment personnel to get to know each other better 
and develop bonds of friendship. Finally, the day 
ended with a soccer tournament.

Based on the Commitment-based Management 
implemented at Divemotor in 2016, meetings of 20 
to 25 minutes were scheduled on Mondays at 8:00 
a.m. to review commitments and their fulfillment. It 
should be noted that punctuality was the first com-
mitment to be developed among workers. Figure 2 
shows the actions to be carried out during the com-
mitment meetings.

The methodology selected requires a CbM rating 
chart to quantify compliance with the factors, so the 
same scheme used at Divemotor was used. Howev-
er, due to the warehouse characteristics and its lack 
of time availability as a consequence of the backlog 

generated as a result of the interval between the 
opening of the workshop at 7:00 a.m. and the open-
ing of the warehouse at 8:00 a.m., the processes 
were simplified in order to have the meetings at 
7:00 a.m. and 8:00 a.m., respectively, and Table 
3 was designed for the warehouseman, the ware-
house analyst and the spare parts manager.

The above table shows a result per branch, which 
is subdivided into four factors: warehouse order, or-
ders served on time, invoices entered on time and 
correct coding of parts. The criteria used for the 
monthly evaluation are detailed below:

a.	 Warehouse order: The warehouses must be in 
order, with the items coded and located on the 
corresponding shelves according to the system. 
All items delivered must be invoiced in the ERP 
system or identified for prompt invoicing. Com-
pliance with this factor results in a reduction in 
expenses for inventory adjustment.

b.	 Orders complete on time: Pickings for coun-
ter and shop customers must be handled in a 
timely manner with no errors in quantities or 
coding. Compliance with this factor reduces 
the expenses for inventory adjustments and the 
delay in attending to workshop customers, thus 
increasing their availability, which results in a 
greater flow of customers.

c.	 Invoices entered on time: There is a deadline 
of 24 hours to receive invoices and an addition-
al 24 hours to send them to the main branch. 
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Compliance with this factor reduces administra-
tive task times and offers a greater possibility of 
detecting nonconforming items within 24 hours 
for filing claims.

d.	 Correct coding of spare parts: The workshops 
request daily coding, which must be done in the 
shortest possible time according to difficulty, 
stock availability, replacement codes and price 
requests to the importer. Compliance with this 
factor reduces obsolescence costs and results 
in a lower number of reprocesses.

Table 3 was planned to be filled out in a monthly 
meeting between the warehouse analyst and the 
spare parts coordinator. They were given a value 
for each criterion of one (1) if it was met or zero (0) 
if the warehouse performance was not as required.

The project started in full the first week of March 
2019. Each Monday meeting was led by the ware-
house analyst, who proposed the commitments per 
each branch in order to improve their operational 
issues, and storekeepers were empowered so they 
could also engage the analyst and the assistant 
manager in actions that would help the area per-
form better. The commitments proposed throughout 
the project are detailed in Tables 4, 5, 6, 6, 7, 8, 
and 9.

EVALUATION OF RESULTS

Based on the commitments managed weekly, the 
following results were obtained at warehouse man-
agement level:

March:	 The personnel had a positive change 
in their arrival schedule due to the commit-
ment promoted by the sub-management. 

Deficiencies in oil inventories were corrected, 
problems due to lack of training were iden-
tified in catalogs, and support was provided 
to branches that had a high operational load 
due to the entry of damaged vehicles. Oper-
ational problems were identified in Surquillo3 
due to the lack of experience of the assigned 
personnel, for which Surquillo2 initially pro-
vided support. Regarding invoice entry, two 
branches finished out of working hours; 
therefore, it was considered as “not fulfilled” 
in the commitment chart.

April:	 Training was provided on tracking 
charts to reduce expenses due to obsoles-
cence, additional catalogs were obtained to 
increase productivity in workshop coding, 
and inventories of high turnover items were 
taken to reduce incidences of stock shortag-
es and surpluses. In this month most of the 
invoices were entered within working hours, 
which was acknowledged by different man-
agers. There were still errors in coding at 
branches with new personnel.

May:	 The delivery of merchandise for the 
counter was expedited and there was great-
er availability in the warehouse, training was 
provided for catalog updates, the stock level 
of some spare parts groups was increased, 
and the recurrence of lubricant inventories 
was increased in order to identify causes of 
oil shortages. With respect to the tracking 
charts, there was a setback in compliance 
due to problems with the coding of claims 
and observations in the warehouse order 
due to the arrival of replacement parts for 
1.5 months of stock.

Table 3. CbM Rating Chart.
2019

January February March April May June July August
1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4

Surquillo1
Surquillo2
Surquillo3
Villarán
Los Olivos
Huachipa
% CbM
1 = Warehouse order / 2 = Orders served on time / 3 = Invoices entered on time / 4 = Correct coding of spare parts

Source: Prepared by the author.
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Table 4. Commitment Chart. March-2019.
CbM - Limautos Spareparts

N° Date Commitment Requested 
by Responsible Dead-

line Compliance Renegociation Status

1 03/04/19 Arrive to work on time Assistant 
manager Warehouse 03/11/19 Renegotiated 18/03/19 Fulfilled

2 03/04/19 Conduct oil on date inventory Analyst Warehouse 03/11/19 Renegotiated 18/03/19 Fulfilled

3 03/11/19 Request training on the Chinese 
spare parts catalog

Warehouse 
SQ3 Analyst 03/18/19 Fulfilled

4 03/11/19 Send support staff to order shelves Warehouse 
LO Analyst 03/18/19 Fulfilled

5 03/11/19 Enable support for large quotes in 
cases of car crash

Warehouse 
SQ1 Analyst 03/18/19 Renegotiated 25/03/19 Fulfilled

6 03/18/19 Send warehouse photos on Satur-
days for evaluation Analyst Warehouse 03/25/19 Fulfilled

7 03/25/19 Coordinate on time arrival of route 
driver

Warehouse 
LO Analyst 04/01/19 Fulfilled

8 03/25/19 Process invoice entries before the 
closing date Analyst Warehouse 04/01/19 Fulfilled

Source: Prepared by the author.

Table 5. Commitment Chart. April-2019.
CbM - Limautos Spareparts

N° Date Commitment Requested 
by Responsible Dead-

line Compliance Renegociation Status

1 04/01/19 Report invoiced spare parts pending 
pickup Analyst Warehouse 04/08/19 Fulfilled

2 04/01/19 Conduct training in backorder 
tracking

Warehouse 
SQ2 Analyst 04/08/19 Fulfilled

3 04/08/19 Enable an additional Kia catalog Warehouse 
Villarán Analyst 04/15/19 Not fulfilled

4 04/08/19 Enable an additional Peugeot 
catalog

Warehouse 
LO Analyst 04/15/19 Fulfilled

5 04/15/19 Conduct cycle counting of type A 
items for the workshop Analyst Warehouse 04/22/19 Renegotiated 29/04/19 Fulfilled

6 04/15/19 Prioritize spare parts returns on time Assistant 
manager

Warehouse 
SQ2 04/22/19 Fulfilled

7 04/22/19 Send list of damaged covers to 
auction

Assistant 
manager Analyst 04/29/19 Renegotiated 06/05/19 Fulfilled

8 04/22/19 Coordinate arrival date for May 
replenishment

Warehouse 
SQ2 Analyst 04/29/19 Fulfilled

9 04/29/19 Process invoice entries before the 
closing date Analyst  Warehouse 05/06/19 Fulfilled

Source: Prepared by the author.

Table 6. Commitment Chart. May-2019.
CbM - Limautos Spareparts

N° Date Commitment Requested 
by Responsible Dead-

line Compliance Renegociation Status

1 05/06/19
Inventory goods 

CUP > 2000 PEN
Analyst Warehouse 05/13/19 Renegotiated 20/05/19 Fulfilled

2 05/06/19 Support in delivery of goods to 
insurance company

Assistant 
manager Warehouse 05/13/19 Fulfilled

3 05/06/19 Request training in Peugeot catalog Warehouse 
SQ1 Analyst 05/13/19 Fulfilled

4 05/13/19 Change of delivery transportation 
schedule

Warehouse 
Huachipa Analyst 05/13/19 Fulfilled

5 05/13/19 Evaluate job rotation on Saturdays Warehouse 
Villarán Analyst 05/20/19 Renegotiated 27/05/19 Not

fulfilled

6 05/13/19 Increase stock of brake pads and 
discs

Warehouse 
SQ3 Analyst 05/20/19 Fulfilled

7 05/20/19 Schedule shipment of non-rotating 
goods to Huachipa

Warehouse 
LO Analyst 05/20/19 Fulfilled

8 05/20/19 Train personnel for replacement 
during vacation

Warehouse 
Huachipa Analyst 05/20/19 Fulfilled
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Table 6. Continuation...
CbM - Limautos Spareparts

N° Date Commitment Requested 
by Responsible Dead-

line Compliance Renegociation Status

9 05/20/19 Enable administrative personnel for 
support at the reception desk

Warehouse 
SQ2 Analyst 05/27/19 Renegotiated 03/06/19 Fulfilled

10 05/27/19 Inventory lubricants and make 
stocktaking between branches

Assistant 
manager Warehouse 06/03/19 Fulfilled

11 05/27/19 Process invoice entries before the 
closing date Analyst Warehouse 06/03/19 Fulfilled

Source: Prepared by the author.

Table 7. Commitment Chart. June-2019.
CbM - Limautos Spareparts

N° Date Commitment Requested 
by Responsible Dead-

line Compliance Renegociation Status

1 06/03/19 Request the assignment of cleaning 
personnel for the warehouse

Warehouse 
SQ3 Analyst 06/10/19 Fulfilled

2 06/03/19 Review outstanding advances with 
accounting

Assistant 
manager Analyst 06/10/19 Fulfilled

3 06/03/19 Initiate Saturday rotating inventories 
on time Analyst Warehouse 06/10/19 Fulfilled

4 06/10/19 Perform evaluation of objectives on 
the web platform

Assistant 
manager Warehouse 06/10/19 Fulfilled

5 06/10/19 Increase budget for food in rotating 
inventories Analyst Assistant 

manager 06/17/19 Renegotiated 24/06/19 Fulfilled

6 06/17/19 Request faster quotations from the 
importer

Warehouse 
SQ1 Analyst 06/17/19 Fulfilled

7 06/17/19 Increase stock of brake tablets and 
filters for MIT and FUSO

Warehouse 
LO Analyst 06/17/19 Fulfilled

8 06/24/19 Review with Pacífico Seguros the 
returns of products 

Assistant 
manager Warehouse 06/24/19 Fulfilled

9 06/24/19 Coordinate visit with audit prior to 
factory visit

Assistant 
manager Analyst 06/24/19 Fulfilled

10 06/24/19 Process invoice entries before the 
closing date Analyst Warehouse 06/24/19 Fulfilled

Source: Prepared by the author.

Table 8. Commitment Chart. July-2019.
CbM - Limautos Spareparts

N° Date Commitment Requested 
by Responsible Dead-

line Compliance Renegociation Status

1 07/01/19 Contact workshops to service sepa-
rate spare parts

Assistant 
manager Warehouse 07/08/19 Fulfilled

2 07/01/19 Send support for the return of erro-
neous spare parts

Assistant 
manager Analyst 07/08/19 Fulfilled

3 07/01/19 Enable Chery and MG spare parts 
catalogs

Warehouse 
SQ3 Analyst 07/08/19 Fulfilled

4 07/08/19 Purchase material for packaging – 
service to insurance company

Warehouse 
SQ2 Analyst 07/08/19 Fulfilled

5 07/08/19 Send status of destruction of war-
ranty spare parts Analyst Warehouse 07/15/19 Fulfilled

6 07/08/19 Reduce delay in local purchases Warehouse 
SQ2 Analyst 07/15/19 Renegotiated 22/07/19 Fulfilled

7 07/15/19 Prepare inventory of spare parts to 
be picked up (work order) Analyst Warehouse 07/15/19 Fulfilled

8 07/15/19 Reduce delay in MG and Chery 
quotations

Warehouse 
SQ3 Analyst 07/15/19 Renegotiated 22/07/19 Fulfilled

9 07/22/19 Review spare parts separated by 
the system

Warehouse 
Villarán Analyst 07/22/19 Fulfilled

10 07/29/19 Report claims generated by errone-
ous branch lines

Warehouse 
LO - SQ1 Analyst 07/22/19 Fulfilled

11 07/29/19 Process invoice entries before the 
closing Analyst Warehouse 08/06/19 Fulfilled

Source: Prepared by the author.
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June:	 The personnel had another change 
related to the punctuality of Saturday inven-
tories, which caused them to be completed 
on schedule; also, outstanding advances 
pending of invoicing were identified in or-
der to reduce obsolescence and requests 
were made to the importer to reduce waiting 
times (between 1 and 3 days) for quotations 
of imports. On the other hand, new parame-
ters were negotiated for filter replacements 
due to the high variability in the last month. 
In general, the best results in the Commit-
ment-based Management were obtained as 
there was a reduction of incidents.

July:	 In order to reduce obsolescence, 
pending tasks were tracked in the workshop. 
From another point of view, new catalogs for 
Chinese spare parts were made available 
and planning for the destruction of warranty 
spare parts was started. The importer was 
asked again to reduce the response time for 
quotations of imported Chinese spare parts, 
and steps were taken to return to the facto-
ry from the branches with coding errors due 
to the responsibility of the importer. In addi-
tion, there were difficulties in Surquillo3 due 
to the departure of assigned personnel on 
vacation and there were errors in the coding 
of low turnover electrical items.

August:	Three catalogs with errors were 
updated and the personnel retrained in the 
Huachipa plant. Prior to the factory visit, 
each warehouse was inspected and order 
and cleanliness issues were corrected. As 
part of the annual objectives, training was 
provided in Excel and SPIGA+ to expedite 
internal warehouse processes. Coordinated 
with the purchasing department to expedite 
quotes for local items. By this time, several 
locations had already achieved 100% com-
pliance with the CbM, so the analyst was 
asked to prioritize the two locations that still 
have problems.

In general, the team achieved punctuality, on-time 
compliance of rotating inventories and invoice entry. 
In addition, priority was given to training and cata-
log updates, and support was provided to the dif-
ferent branches in overloaded workdays and when 
replacement personnel were needed for vacations. 
Finally, the closing of invoice receipts on time was 
completed, actions that were acknowledged by the 
Administration Management.

It should be noted that during January and February, 
the scheme was proposed without actually involving 
Commitment-based Management, which was con-
sidered to be fully initiated as of March 2019.

As explained above, each branch was evaluated in 
a monthly meeting between the warehouse analyst 

Table 9. Commitment Chart. August-2019.
CbM - Limautos Spareparts

N° Date Commitment Requested 
by Responsible Dead-

line Compliance Renegociation Status

1 08/05/19 Update MG, Mitsubishi and Chery 
catalogs

Warehouse 
LO Analyst 08/12/19 Fulfilled

2 08/05/19 Enable MIT and FUSO catalogs Warehouse 
Huachipa Analyst 08/12/19 Fulfilled

3 08/12/19 Inventory spare parts display 
counter Analyst Warehouse 08/19/19 Fulfilled

4 08/12/19 Manage cleanliness and order of 
accessories area

Assistant 
manager Analyst 08/19/19 Fulfilled

5 08/12/19 Excel training for the warehouse 
personnel

Assistant 
manager Analyst 08/19/19 Renegotiated 26/08/19 Fulfilled

6 08/19/19 Train new personnel in ERP Warehouse 
SQ3 Analyst 08/19/19 Fulfilled

7 08/19/19 Reduce tire and battery service 
time

Warehouse 
SQ2 Analyst 08/19/19 Fulfilled

8 08/19/19 Prepare for KIA factory visit Assistant 
manager Warehouse 08/19/19 Fulfilled

9 08/26/19 Correct KIA factory visit remarks Analyst Warehouse 09/02/19 Fulfilled

10 08/26/19 Process invoice entries before the 
closing Analyst Toos Ware-

house 09/02/19 Fulfilled

Source: Prepared by the author.
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and the spare parts coordinator, which generated 
the results shown in Table 10.

Growth was observed in the Commitment-based 
Management compliance indicator, which started 
with 63% when the project was not fully implement-
ed and had a value of 88% by August: a result of the 
cohesion in the warehouse team.

Contrast de hypotheses: CbM vs. Gross Margin

Based on Table 8, Table 11 was developed as a 
summary, where the percentage of CbM compli-
ance during the project was identified:

On the other hand, Table 12 shows the gross mar-
gin percentage of the spare parts area from March 
to August 2019.

It should be noted that since the performance of the 
workshop channel was under the leadership of the 
workshop assistant manager, it was decided to use 
only the value of the counter channel. Also, based 
on the details of the hypothesis, Table 13 was gen-
erated, in which the values for the variables were 
identified.

Finally, Table 14 was generated, where the correla-
tion coefficient was determined using Excel 2019, 
Data tab, Analysis section, Data Analysis tool, Re-
gression option.

When reviewing the statistical results, it is observed 
that the correlation coefficient is 0.52, which indi-
cates that there is a positive correlation between 
the dependent and independent variables, so the 

Table 10. CbM Rating Chart Results.
2019

January February March April May June July August
1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4

Surquillo1 0 1 1 0 0 1 1 0 0 1 1 1 1 1 0 1 1 1 1 0 1 1 1 0 1 1 1 1 1 1 1 1

Surquillo2 1 0 1 1 0 1 1 0 1 1 1 1 1 1 1 1 0 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1

Surquillo3 0 1 0 0 1 0 1 0 1 0 0 0 0 1 1 1 0 1 1 0 1 0 1 1 0 1 1 0 1 0 1 0

Villarán 1 1 0 1 1 1 0 1 1 1 0 1 1 1 1 0 1 1 1 0 1 1 1 0 1 1 1 0 1 0 1 1

Los Olivos 1 1 1 0 0 1 1 0 1 1 1 0 1 1 1 0 1 1 1 1 1 1 1 1 1 1 1 0 1 1 1 1

Huachipa 1 1 0 1 1 1 0 1 1 1 1 0 1 1 1 1 1 1 0 1 1 1 1 1 1 1 1 1 1 1 1 1

% GpC 63% 58% 71% 83% 75% 88% 83% 88%
1 = Warehouse order / 2 = Orders serviced on time / 3 = Invoices entered on time / 4 = Correct spare parts coding

Source: Prepared by the author.

Table 11. Summary of the CbM Compliance Chart.
Month CbM
MAR 71%

APR 83%

MAY 75%

JUN 75%

JUL 83%

AUG 88%

Source: Prepared by the author.

Table 12. Monthly Result of Gross Margin.
Gross Margin MAR APR MAY JUN JUL AUG YTD

General 33% 30% 28% 27% 32% 30% 30%
Canal Mostrador 25% 27% 19% 25% 23% 29% 23%
Canal Taller 37% 32% 31% 30% 36% 33% 33%

Source: Prepared by the author.
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hypothesis stated is considered valid. However, 
when analyzing the coefficient of determination 
R2, a value of 0.275 is observed, which means that 
the model slightly explains the variability of the re-
sponse data as a function of its mean, so the data 
may be far from the regression graph.

Also, it is detailed in the analysis provided by Excel 
2019, where the regression equation is as follows:

Y = 0.025 + 0.28 X

This equation indicates that there is a positive slope, 
which reinforces the affirmation of the positive cor-
relation between the variable “compliance level of 
Commitment-based Management in the spare parts 
warehouse area” and the variable “gross margin of 
the spare parts sub-management with respect to to-
tal sales”.

DISCUSSION

With respect to the previous point, it is confirmed that 
the higher the compliance with Commitment-based 
Management, the higher the gross margin of the 
spare parts management, according to the success 
cases previously presented in the implementation of 
Commitment-based Management in the companies 
Repsol and Divemotor. Divemotor, which belongs to 
the same business sector, managed to increase the 
average monthly workshop and counter sales while 
increasing its gross margin; just like the company 
analyzed in this study.

On the other hand, when reviewing the CbM com-
pliance chart, there is an increase in compliance 
with CbM since March, the date on which the CbM 
training for the area in question was validated. In 
addition, there is a drop in compliance during some 
months, which suggests the presence of internal 
factors that generated a delay in the project during 
some months.

Likewise, after the analysis, a pattern for the devel-
opment of CbM among collaborators and managers 
was observed, which leaves room to evaluate the 
application of this tool in other organizations with 
a position structure similar to the one proposed in 
this study and with operational personnel with high 
school or technical studies, for which the following 
steps are recommended:

1.	 Identify the critical factors that require monitoring.

2.	 Request authorization from the corresponding 
management, supporting the necessity of the 
project for an improvement in gross margin.

3.	 Start the initial CbM training meeting to develop 
bonds among collaborators. Also, prioritize the 
win-win mentality as the initial axis of the com-
mitments.

4.	 Generate a commitment chart with the indica-
tors of the identified factors.

5.	 Appoint personnel for monitoring and elaborate 
a meeting schedule.

Table 13. Identification of Dependent and Independent Variables.
Month Y: Gross Margin X: CbM

MAR 25% 71%
APR 27% 83%
MAY 19% 75%
JUN 25% 75%
JUL 23% 83%
AUG 29% 88%

Source: Prepared by the author.

Table 14. Regression Statistics.
Regression Statistics

Coefficient of multiple correlation 0.52467218

Coefficient of determination R^2 0.2752809

Adjusted R^2 0.09410112

Standard error 0.03278719

Observations 6

Source: Prepared by the author.
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6.	 Initiate meetings according to the proposed 
methodology. In the meetings, the majority of 
the team should participate in order to increase 
the confidence of the personnel. Commitments 
must be achievable and must be developed 
with responsibility on both sides.

7.	 After the first six months of the project, carry 
out the first evaluation of the gross margin to 
recognize the results and make the necessary 
adjustments to provide continuity to the project.

Additionally, it is proposed to start in an End-to-End 
area to reduce the presence of external factors that 
may complicate the fulfillment of commitments. 
Likewise, it is proposed to extrapolate this tool to 
other companies that have a structure focused on 
sales and do not have a process and quality area, 
such as lubrication stations, mechanical workshops, 
spare parts distributors, accessory dealers, among 
other companies in the automotive industry.

CONCLUSIONS AND RECOMMENDATIONS

This study concludes that there is a positive corre-
lation between the level of compliance with Com-
mitment-based Management and the gross margin 
of the spare parts sub-management focused on 
the counter, which is supported by the growth of 
the margin during the execution of the proposed 
project.

Commitment-based Management serves as a tool 
to facilitate teamwork, to align efforts in search of 
common objectives, to provide empowerment to 
operating personnel and to collaborate with the de-
velopment of the new generations that are entering 
into the labor market and have different motivations 
and goals.

It is recommended that the model presented is ap-
plied over a longer period of time to obtain more 
information and numerical data that will allow a 
complete analysis of the variability of the data with 
respect to the regression indicated. Likewise, the 
methodology presented should be applied to the 
workshop sub-management to obtain a complete 
picture of the influence of Commitment-based Man-
agement in the spare parts sub‑management of the 
company in study.
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