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 The automobile trade is subject to a strong concentration process, where the 

profit margins are low whereas the requirements by the manufacturer, market 

and customers are high. To survive, extreme cost discipline and a healthy fi-

nancing structure are required. Factoring in combination with a powerful opera-

tive and strategic controlling are decisive factors. Lean processes and optimal 

use of personnel costs have led to a positive result. Dealer surveys with a quali-

fied questionnaire on the use of controlling in the company and the organiza-

tional structure served as a basis. In addition, the dealer management report for 

Volkswagen Germany was used to compare the individual personal assessment 

of the company with the results of the nationwide dealers depending on their 

size. The earnings situation of the dealers is very tense, especially in new car 

sales, due to low margins and a strong margin reduction in competition. Factor-

ing can be used to relax the financial situation and avoid liquidity bottlenecks. 
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Introduction 

There are no instruments available in the motor vehicle trade which reflect ex-

ternal and internal factors of purchase influence in advance. 

Future developments which are to be analyzed by means of strategic sales control-

ling in order to be able to initiate timely adjustment measures have not yet been realized 

in the motor vehicle trade (Diez, Brachat, 2001). On the one hand, this is due to the em-

ployees' lack of know-how, on the other hand to information deficits on the part of cus-

tomers and environmental influences. 
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There are no IT solutions in use in the automotive trade which collect infor-

mation in a structured way, aggregate it and thus point out trends and approaches to 

solutions.  

Increasing competitive pressure, rising cost pressure, increasing assortment 

width are factors, which must be mastered. Here a powerful trade controlling and 

trade marketing is necessary, on the one hand in the operational interpretation, on the 

other hand in the strategic thrust (Becker, 2001). 

Companies operate in heterogeneous markets, products are becoming more and 

more interchangeable and customers demand problem solutions beyond the product, 

consulting in the application of technology. Selling hardware (products) is no longer 

enough. There is an increasing demand for software and orgware. 

Companies are getting bigger and bigger and mergers of the past few years are 

proof of that. The pressure to delegate responsibility, to decentralize (divisional or-

ganization, profit center) is increasing (Lehmann, 1998). 

Characteristics of a relentless competition are not only the "takeovers" of the last 

years. Competitors immediately exploit weaknesses of their competitors. Maintaining 

customer loyalty requires new techniques in external communication. 

Corporate policy decisions such as location issues, investments or advertising 

statements are influenced by public opinion. 

For controlling instrumentation, this pressure on the increasing need for coordi-

nation means that the operational success factors must be identified and depending on 

the problem and question, linked to the decision-making process. This "chaining" of 

different decision criteria is usually critical. Quick action is required. Today "it is not 

simply the big that eats the small, but the fast that eats the slow". 

"Leading market positions are won by the fact that the enterprise binds its cus-

tomers by product innovations and product improvements, product quality and cus-

tomer services to itself and wins new customers. If this is not the case, so much ad-

vertising, sales promotion and salesmanship will not be successful in the long run." 

Factoring can be seen as an innovative tool for improving liquidity and rating 

while simultaneously increasing the equity ratio. 

Factoring enables stabilization of customer and supplier relationship, through the 

positive influence a faster growth can be financed. 

The legal construct of factoring must be chosen in such a way that other assign-

ments of receivables do not conflict (Mevissen, 2005). 
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1. Introduction to sales controlling, factoring and its problems 

With increasing product similarity, competitive pressure in the automotive trade 

is also increasing. High costs for market processing and advance services increase 

distribution costs (Dudenhöffer, 1998). 

Since the automobile trade is increasingly orientated towards individualized cus-

tomer wishes, exogenous factors (e.g. changing customer wishes, economic situation, 

purchasing behavior, market awareness etc.) play a greater role on the one hand, and 

on the other the necessary reaction times to changes in the environment are even 

shorter in comparison to production companies. 

The task of sales controlling is therefore to correctly assess both current and ex-

pected future developments and thereby enable the company management to initiate 

appropriate adjustment measures in good time. 

The following table briefly describes the necessity of trade controlling and the 

possible measures for marketing based on Becker (Becker, 2001): 

Increasing competitive pressure 

- increasing turnover and company concentration 

- expansion of sales area with simultaneous increase in cost pressure 

- increasing product range 

Location as an influencing factor 

- The result of individual stores/sites is directly dependent upon: 

competition at the location 

distance to the customer 

regional purchasing power 

competitive price level 

assortment or offer structure 

- The width and depth of the assortment have a direct influence on the pro-

cessing information quantity as well as on the specific design of the controlling sys-

tem; 

- Depending on the location, information about specific customer structures is 

provided in order to support the design of the offer. 

To be able to orientate as precisely as possible to the target group. 

The meaning and purpose of controlling, or in other words: The following 

graphic (Fig. 1) will additionally explain why controlling is required: 
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Fig. 1. Sense and Purpose of Controlling (own presentation) 

 

The points set out in the graph are to be defined in the following paragraph: 

1. Companies are operating in heterogeneous markets, products are being more 

and more interchangeable, customers demand more than the product itself problem 

solving, consulting in the application of technology. Hardware (products) is no longer 

sufficient. Increasingly, not only software but orgware is required. 

Sense and Purpose of Controlling 

pressure on the necessity 

increasing need for coordination 

 within the company 

heterogeneous  

Markets 1 

growing  

company size 2 

growing socio-political 

decisions – influences 4 

relentless 
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implementation speed 

corporate  
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interpretation 
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service 

management style suitable for controlling  

controlling function of the manager 
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2. Companies are getting bigger and bigger, witnessed by mergers in the sector 

of recent years.  

The pressure on the delegation of responsibility for decentralization (divisional 

organization, profit and loss management) profit center) is increasing. 

3. Characteristics of a ruthless competition are not only the "takeovers" of recent 

years. Competitors are quick to exploit the weaknesses of their rivals’ customer loyal-

ty. Maintaining customer loyalty calls for new techniques in external communication. 

4. Corporate policy decisions such as location issues, investments, etc., or adver-

tising messages are influenced by public opinion. 

For controlling instrumentation, this pressure on the increasing need for coordi-

nation implies that the operational success factors must be identified and, depending 

on the problem in question, linked to the decision-making process. This "concatena-

tion" of different decision criteria is usually critical. Therefore, a quick need for ac-

tion is called for.  

Today "it is not simply the big that eats the small, but the fast that eats the slow". 

This means that being big in terms of personnel strength, financial strength and 

sales is not enough. The ability to adapt to new market conditions is crucial, which is 

why the speed of adaptation is a relevant, if not the decisive factor for the future. 

Large units are cumbersome in decision-making and implementation.  

The automobile trade has to recognize and grasp these changes quickly and on-

going adjustments, also of a legal nature, need to be taken into account immediately. 

The new Block Exemption Regulation (BER) came into force in mid-1995. 

Some manufacturers' networks (Diez, Hentschel, 1996) are drastically overstaffed and 

will have to be thinned out accordingly in the coming years. It is up to the manufac-

turers themselves to decide which concepts are to be applied; new performance-based 

margin systems can be the first step. 

This means that only a car dealership with the right operative and strategic deci-

sions and targeted information could be able to master the future. These changes 

make a meaningful controlling system necessary. 

Factoring as a credit substitute from the point of view of improving liquidity and 

optimizing the equity ratio as a strategic success factor, says Stocker (2009). As a 

result, an improved rating and a lean balance sheet structure can be achieved. From 

this it can be deduced that sales, controlling and factoring are closely related, since 

both elements require fundamental considerations with regard to customer structure, 

payment behavior and previous behavior towards customers. 

Functionally, factoring is examined as:  

A. Financing function 
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B. Service function 

C. Credit insurance function 

Use in the company as real and fake factoring 

What recommendations are there for retailers of different sizes with regard to 

sales controlling and factoring and what opportunities are there for smaller retailers, 

what can large chain companies realize and implement with regard to strategic orien-

tation, following solution approaches. 

A quote from Kotler / Bliemel (Kotler, Bliemel, 1992) clearly expresses this 

once again: 

"Leading market positions are won by the fact that the enterprise binds its cus-

tomers by product innovations and product improvements, product quality and cus-

tomer services to itself and wins new customers. If this is lacking, so much advertis-

ing, sales promotion and salesmanship will not bring success in the long run." 

2. Factoring as an innovation tool for the automotive trade 

Automobile dealerships were surveyed extensively and the information com-

pared with the central dealer management report Volkswagen Germany. Correspond-

ing conclusions were drawn from this and used for the factoring thesis. "Factoring 

refers to the continuous sale of short-term money claims against third-party debtors to 

a factoring company (factor) (Werner, Kobabe, 2007: 219ff). Depending on their na-

ture, various functions and services can be integrated.  

The basic features of factoring have their origins in the historical antiquity of 

pre-Christian times. Even Romans and Babylonians, in the course of their networks 

and trading activities, apparently bought and sold receivables from deliveries and 

services and were able to conduct business nationwide and expand their businesses. In 

the aftermath of numerous inventions and ingenious knowledge, factoring was also 

forgotten for several centuries, until finally in the Middle Ages, trade with all its fac-

ets began to flourish again and expand. Well-known families such as Fugger and 

Welser built up an exemplary, unbelievable network of international trade routes and 

bases.  

It has been proven that this expansion was only possible through a well main-

tained personal relationship network and through the reliable use of various financing 

instruments - including factoring. Even business in then vast and dangerous regions, 

such as America, could only be transacted via a factor used locally to manage the 

trading houses. The main task of the factor at that time was to take delivery of the 

delivered goods, to enter them in the books and to store them. Another subsequent 

task was to find buyers, deliver the goods and process the payment. The factoring 
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business offered fertile, virgin soil for commercial agents at that time (Singh 2010: 

2ff). 

In 1890, the introduction of the McKinley customs tariff brought about a radical 

change. These political changes, as well as further development of the means of 

communication and transport, replaced the factoring business in its original form, but 

promoted the development and introduction of financing factoring coupled with bad 

debt protection as a demand-oriented evolution of factoring (Singh 2010: 4ff).  

However, factoring was rediscovered and further optimized with countless vari-

ants and possibilities in the 20th century, being spread via the USA worldwide, and is 

now becoming increasingly well known internationally and at the same time gaining 

importance in the financing strategy of companies (Weidenkaff 2009: 2ff).  

3. Empirical analysis of the economic key figures under the influence  

of factoring at VW dealerships 

Overall, it can be evaluated that the contribution margin in the overall result of 

Volkswagen dealers has developed positively and increased significantly. This was 

due to a significant improvement in contribution margin III in the parts service and 

used car sales segments, while contribution margins III in the customer service and 

new car sales segments deteriorated. Direct operating costs were significantly reduced 

in all cost centers whereas personnel costs were only reduced in the sale of new vehi-

cles.  

Interestingly, personnel costs were increased in the after-sales service area de-

spite declining profits. This resulted in the negative development of contribution mar-

gins II and III. It is possible that the costs for wage increases could not be recouped 

from the customer's profits or that it might be necessary to consider adjusting staff 

utilization. The direct operating costs could be significantly reduced in all areas. 
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Fig. 2. Analysis of percentage change in cost centers from 2007 - 2011 

 

Even though gross profit declined, cost reductions nevertheless resulted in a pos-

itive development of contribution margin III. 
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Fig. 3. Gross profit and contribution margin III 

 

On the basis of this evaluation it is clearly visible that profit alone is not a deci-

sive factor for success. Thus, it is quite possible that a significant increase in gross 

profit can be recorded, which, however, due to various cost factors does not reach the 

contribution margin III as a positive result. 

Basically, there are several effective approaches that can lead to an improvement 

in the result. In the following, three selected possibilities are discussed which can be 

achieved via use of factoring. The use of factoring can significantly improve key fig-

ures such as leverage and the liquidity of the company. Accordingly, improvement of 

operating ratios is also possible by reducing total assets, increasing liquidity and thus 

improving ratings (Perridon, Steiner, Rathgeber, 2009). 

Interest rate reduction and possible savings potential in accounting and dunning 

leads to a reduction in the direct costs incurred. 

Loss of receivables can be minimized, thereby reducing the need for value ad-

justments, thus reducing the balance sheet total and increasing the equity ratio. 
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4. Conclusion Sales Controlling - Factoring 

In summary, we can define: From a functional point of view, controlling is a 

subsystem of management that forms planning and control as well as information 

supply for them and coordinates them for the groups, thus supporting the adaptation 

and coordination of the overall system. Controlling thus supports management: it 

enables managers to adapt the overall system to environmental changes in a result-

oriented manner and to perform the coordination tasks with regard to the operative 

system. The main problems of controlling work lie at the system interfaces. The con-

troller is therefore also referred to as an "interface specialist" (Oetinger v. 2000). 

This requires an efficient system of environmental scanning, i.e. a permanent 

analysis of developments in the corporate environment. The central task of marketing 

controlling is to gradually integrate indications of potential success into detailed mar-

ket-related operational planning according to a long-term schedule. Overall, market-

ing controlling has a coordinating function by ensuring that strategic success potential 

planning is implemented in operative marketing planning and control. 

The following aspects are important when structuring the overall controlling or-

ganization (Link, 2000). In this regard, the following points must be answered: 

Centralization - decentralization: 

To what extent and according to which task characteristics are the controlling 

tasks distributed in the overall organization, the company must decide. 

Functionalization: 

What position and competencies does the controller have in the management 

structure, which forms of delegation are used and which forms of delegation are possi-

ble for controlling tasks, this decision makes the company leader for his organization. 

Participation: 

To what extent can employees participate in the decision-making process in hi-

erarchically higher positions, which will organize to find decisions in my company? 

Standardization: 

To what extent can controller activities be generalized in advance, so that lean 

processes and procedures exist? 

Work decomposition: 

What possibilities and forms of job decomposition are there for controlling tasks 

decide the company. 
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Introduction or reorganization: 

How can introduction or reorganization projects in ‘Controlling’ be structured 

organizationally for fast decisions and fast implementation. 

Each phase must build on the previous phase. In its main orientation, ‘Control-

ling’ must fulfil the advisory and coordinating function. The responsibility lies in the 

timely and professional advice of decision-makers and in the coordination of the deci-

sion-making and control process. In the case of system-building tasks, ‘Controlling’ 

has the authority to issue instructions, since otherwise the system cannot be set up and 

extended in the sense of ‘Controlling’. The controller's position in the enterprise hier-

archy determines whether the controller can effectively implement the ideas of ‘Con-

trolling’. The organization of sales controlling is subject to various forces that affect 

the system; it shows how the various subsystems, their functions and relationships 

exist; it points to the changes over time of the various system relationships.  

A controller should have the capability and be trained for: 

"Do today what others think about tomorrow". 

Companies are confronted with an increasingly rapid change in their traditional 

markets. This also increases the need to abandon familiar strategies and structures. 

The portfolio business segment must be subjected to a critical review by the manage-

ment at ever shorter intervals. Only the constant and consistent questioning of one's 

own activities and objectives, including the traditional and proven core businesses, 

enables the systematic exploitation of market opportunities and success potentials. 

There is likely to be agreement that strategic management also requires method-

ological and information-related support with regard to the performance of its tasks, 

as does operational planning and control. However, the focus of this support is not on 

the success target, which is already manifested in expenditure and earnings, but on 

success potentials, which can only be described as opportunities and risks that cannot 

always be quantified. 

Strategic and operative thinking must form a unit. In reality, the two ques-

tions: 

"Are we doing the right things?"  (= strategic thinking) and 

"Are we doing things right?" (= operative thinking) 

are inextricably linked. Reality does us no pleasure in dividing the issues strate-

gically and operationally according to points of view. 

When it comes to strategic issues, the question of operational feasibility always res-

onates. Conversely, operative questions only become meaningful in the light of a strategy. 
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This results in the demands: Planning, control and monitoring must be designed 

and operated as an integrated overall system, i.e. the networking of strategic and op-

erative planning as well as of objective and formal goal-oriented planning is indispen-

sable. 

Strategic controlling and strategic sales controlling mean the performance of 

controlling tasks to support the strategic management of the company. Strategic con-

trolling is the coordination of strategic planning and control with the strategic supply 

of information. In concrete terms, this means in particular the performance of plan-

ning management tasks in relation to strategic planning.  

"Strategic controlling is the implementer; the stirrup from strategic planning to 

strategic management. 

One of the most significant results of empirical research is that the conditions for 

the long-term performance of an enterprise are independent of the industry, the inten-

sity of technical progress, the development of demand, the behavior of institutions 

and the size or nationality of the enterprise. Strategic business management is the 

method of leadership that integrates and harmonizes the various components of lead-

ership according to an overall strategic concept, and that develops them in line with 

constantly changing circumstances. Even if the modalities, the focus and the intensity 

of the strategic management change from case to case, the bases of the long-term 

performance of the enterprise seem to be the same. 

In other words, the company's success is based on methods and behaviors that 

can be generalized; it is important to develop all the components of management - 

division, corporate policy and culture, strategies, priorities in functional areas and 

regional units, organization, planning and motivation system, controlling - systemati-

cally and simultaneously, and not to privilege individual elements - products, core 

competencies, customer service or research and development. The companies that 

seem to be most successful in the long term are those that master all the components 

of management, integrate them into a coherent whole and train them according to the 

needs of the stakeholders and the development of the competitive situation.  

Strategic corporate management and operational controlling can be described as 

a set of attitudes, decision-making and action tools with which managers and employ-

ees can achieve competitive advantages in harmony with the environment in a turbu-

lent environment and sustainably increase the value of the company. 

The mastery of these behaviors and methods, but above all the ability and will-

ingness of managers and employees to learn faster and better than their competitors, 

are helpful in a competitive environment to initiate major maneuvers in good time so 

that the strategic business units are not distanced from their competitors. 
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4.1. Sales controlling and factoring - effects on the future 

In the near future, there will be an increased wave of concentration within the 

motor vehicle trade, with dealers joining forces, cooperating or merging (Roth, 2005).  

This new problem also gives rise to different starting points for the individual 

chain operations in terms of accounting, controlling and the effects on sales of new 

vehicles. 

New strategic approaches and new data processing systems have to be imple-

mented in order to be able to optimally serve the markets and sales areas in the long 

term. These systems can no longer be afforded by small companies, but only by large 

ones. Possibilities for this would be a merger to form consulting companies for small 

companies, which could concentrate the know-how and use it according to their spec-

ifications. This means that several small enterprises would have to join forces to man-

age a consulting company for sales controlling, controlling in general and accounting 

in order to be able to survive in the market in the long term (Schneider, 1998). In or-

der to achieve this structuring for both small and large companies, data, computer-

supported copies of sales and key figures and control indicators are necessary. Sales 

controlling is basically interested in short, condensed, easy-to-understand, quickly 

readable summaries. The most important element of the key figure is its inherent in-

formation character. Key figures can help sales management, in particular because of 

their ability to present complex facts that are difficult to grasp in a concise and coher-

ent manner. An information team for strategic sales controlling must therefore ensure 

that only meaningful, condensed and thus management and sales-relevant information 

is made available to sales management (Fig. 4). Key figure systems are particularly 

suitable for this purpose as they can provide the leading authorities in marketing and 

sales with a quick and comprehensive overview of the respective sales, customer, 

competitive and market situations. It must not be overlooked, however, that the math-

ematical formalization of key figures often has a static character and can therefore 

only inadequately reflect the dynamics of ongoing sales processes (Fig. 5). 
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Fig. 4. Decision support information pyramid 

(Source: Strat. sales controlling, Becker, p. 205) 

 

 

Fig. 5. Signal reception via key figures 

(Source: Strat. sales controlling, Becker, p. 205) 
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For medium-sized companies, factoring serves as a sensible supplement to clas-

sic financing instruments. Each enterprise must examine however in the apron wheth-

er the appropriate criteria can be fulfilled for the employment of the instrument Fac-

toring. 

With Factoring, a possible inclination of the enterprise cannot be compensated, 

but saves advantages for solid economic enterprises. 

Before factoring is introduced in the company, a legal construct must be chosen 

that avoids and excludes any possible collisions with other assignments of receiva-

bles. From an economic point of view, too, the financial system must take into ac-

count that costs can be adjusted. Under the aforementioned conditions, factoring can 

unfold its full economic advantages in terms of improving liquidity, increasing the 

equity ratio and, as a result, an improved rating to optimize credit conditions. In addi-

tion, customers and supplier relationships can be stabilized and positively influenced 

in order to finance faster growth. 

Factoring is not a fad, but an established financing instrument that is a sensible 

complement to traditional instruments. The factoring market has not yet fully unfold-

ed its potential and will become more attractive as an alternative source of credit 

through further providers on the market. Thus, the instrument has a positive influence 

on the rating of the company (passive-active exchange in the balance sheet). Total 

financing must always be individually structured in order to meet the needs of the 

company in the best possible way. Thinking in scenarios from the outset and structur-

ing the financing accordingly is required by the company director. Flexibility and 

stability must therefore not be disregarded according to the motto Identify risk diver-

sification and parallel alternatives  "Don't put all your eggs in one basket." 
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Fig. 6. Changes through factoring (own presentation) 

 

Companies must shape the future from a combination of operational and strate-

gic controlling. New financial methods such as factoring can be helpful, the speed of 

reaction and implementation will determine the future success of the company. 
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