Carnation

Turbocharging India’s Automobile
Service Market
Quick facts

“Most solutions we looked at had either
a dealer management system or an ERP
system. SAP was the only company that
offered solutions for both these areas,
and therefore SAP for Automotive fit the
bill completely for us.”
Mohit Agarwal, Head of IT, Carnation Auto India
Pvt. Ltd.

Company
•	Name: Carnation Auto India Pvt. Ltd.
•	Location: Noidai, Delhi NCR, India
•	Industry: Automotive
• Products and services: Car service and
repairs, used-car sales, accessories, and
car care
•	Employees: 2,200
• Web site: www.carnation.in
•	Implementation partner: Tata Consultancy
Services
Challenges and Opportunities
•	Become India’s first – and largest –
independent multibrand provider
of automotive solutions
•	Build new auto service business model
based on innovative customer service and
value-added product offerings
•	Roll out service hubs in key cities and regions
•	Build strong relationships with partners and
suppliers
Objectives
•	Gain accurate, real-time view of information
across the company
•	Leverage data and technology to improve
processes, boost profits, and establish high
levels of customer intimacy
•	Reduce inventory
SAP® Solutions and Services
•	SAP for Automotive solution portfolio
•	SAP® ERP application
•	SAP Dealer Business Management
application

SAP Customer Success Story
Automotive

Implementation Highlights
• First implementation of SAP Dealer Business
Management in India
•	Initial phase of project completed in just
4 months
•	Support from business leaders to drive
acceptance and training
Why SAP
•	Integration of dealer management and
enterprise resource planning (ERP)
applications
•	Completeness of solution portfolio
• Ability of software to support multibrand,
multifacility auto service
Benefits
•	Decrease in time needed to roll out new
auto service centers
• 15% to 20% reduction in inventory levels
•	Improvement in oversight and control
of outsourced processes
•	Better understanding of customer history
and preferences
Third-Party Integration
•	Database: Oracle
•	Hardware: HP Blade system (Intel-based)
with SAN storage
•	Operating system: Red Hat Enterprise Linux

With India’s economy expanding at a rapid pace, demand for automobiles has increased dramatically. To capitalize on this growth, entrepreneur Jagdish Khattar launched a company to take advantage of the
opportunities in India’s automotive after-sales market. Having been a
managing director of a major auto manufacturer, Khattar sensed that
there was some dissatisfaction with the service offered by dealers
and neighborhood garages.
Khattar’s solution: Carnation Auto India
Pvt. Ltd. (Carnation) – a branded, nationwide network of customer-oriented service
centers offering high-quality maintenance,
repairs, and parts for all makes and models. To help roll out this network – and to
leverage the data needed to provide outstanding customer service – Carnation
deployed the SAP for Automotive solution portfolio.

An Ambitious Plan
Since starting commercial operations in
February 2009, Carnation has expanded quickly. As India’s first multibrand car
dealer network, the company already
serves 16 cities via 25 service centers
called auto solution hubs. But Carnation’s
business model goes far beyond supplying tune-ups, oil changes, and brake jobs.
“From the very beginning we have been
committed to providing end-to-end automotive services,” says Mohit Agarwal,
head of IT for Carnation. “We want to offer
all services to all customers.” In addition to
repairs, maintenance, and parts, Carnation
also provides body shop services, accessories, premium care packages, used
and new car sales, and other offerings
that help build and maintain long-term
customer relationships.

Avoiding the Potholes
To meet its aggressive growth targets
while refining its comprehensive but flexible business model, Carnation needed
business software that would allow the
company to overcome some tough challenges. “From a business perspective, we
wanted our IT to help us create a differentiator in the market and keep us a step
ahead of the dealers,” says Agarwal. In
addition, since India’s dynamic auto market
is growing rapidly and changing constantly,
the software would have to allow Carnation
to adapt and refocus its business model
at a moment’s notice. The company also
wanted an integrated software portfolio
that could connect enterprise resource
planning (ERP), financial, and human
resource solutions to customer-facing and
dealer-related applications. “We need
real-time views of information across the
company so we can anticipate customer
needs, spot trends, and set new benchmarks in customer service,” says Agarwal.
Finally, the software would need to be
highly extensible – allowing maximum
visibility, control, and collaboration with
Carnation’s many business partners. “As
a start-up company, we tend to outsource
noncore processes,” says Agarwal, “and
we need business solutions that help us

talk with suppliers, partners, financial
institutions, and even OEMs.”

Revving up the Software Engine
After a thorough evaluation of competitive products, Carnation selected the
SAP for Automotive solution portfolio.
Agarwal and his team were impressed
with the features and functionality of
the individual applications, but the key
driver behind the selection was the tight
integration between the ERP applications and the dealer management software. “Most solutions we looked at had
either a dealer management system or
an ERP system,” says Agarwal. “SAP
was the only company that offered solutions for both these areas, and therefore
SAP for Automotive fit the bill completely
for us.”
The first phase of Carnation’s planned
deployment – which included launching
financial, supply chain, and dealer management solutions – took four months. With
help from systems integrator Tata Consultancy Services and the support of key
executives, Agarwal’s team treated the
deployment as a business project rather
than an IT initiative. “Our key strategy
was to involve key users from day one,”

“SAP software helps us know the customer inside and out. With one glance,
we can see what business a customer has done with us and what the feedback
has been. From that, we can make an informed judgment about how to pitch
our services to meet the next need.”

Mohit Agarwal, Head of IT, Carnation Auto India Pvt. Ltd.

says Agarwal. “They saw the advantages,
the convenience, and the integration, and
they became the sellers for us when we
went out into the field to train the people
in our auto solution hubs.”

Shifting the Software into High Gear
As Carnation moves swiftly to build name
recognition and brand equity, SAP® solutions are helping the company achieve
many of its business goals. A primary
benefit has been the reduction in the time
needed to launch and establish new service centers. The company is currently
able to roll out a new facility every 15 days

Multiresource scheduling and management is particularly important to Carnation,
since the company places high priority
on setting new benchmarks in customer
service and developing new product offerings. One example is Carnation’s Workshop on Wheels service. This innovative
offering promises the ultimate in customer convenience, with a fleet of vans
equipped to perform vehicle service at
the customer’s doorstep. Carnation is also
in the process of deploying the scheduling and workshop loading functionality of
SAP for Automotive to help optimize the
efficiency and quality of this increasingly
popular offering.

Putting Employees in the Driver’s
Seat

Carnation also uses the information captured and presented by SAP solutions to
make changes in its business plan. Business and IT leaders use the software to
get current, actionable information to the
company’s customer advisors, unit heads,
financial executives, and other leaders.
“We are using a new business model,”
says Agarwal, “and at the end of each
day, we need to know what part is being
consumed the most, what kind of multibrand traffic we’re seeing, what marketing campaigns are working, and which
shop is seeing the most traffic. SAP for
Automotive gives us this information, and
that helps us fix problems and build on
successes.”

While operational benefits have made
a significant impact on Carnation’s bottom line, Agarwal is particularly pleased
at how SAP solutions are enabling role
redefinition for key employees – helping
them move away from transaction- or
process-focused activities and toward
business leadership. Since many car owners are loyal to local dealers and garages,
and perhaps reluctant to turn their vehicles
over to a relative newcomer, Carnation
relies on outstanding customer service
to create a competitive edge. Thus, the
company wants its people to focus on the
big picture rather than on rows, columns,
tables, and transactions. “SAP software

In addition to empowering business leaders and employees, Carnation also relies
on SAP software to manage interactions
with its many partners. The company uses
a leading outsourcing firm to handle backend processes including customer relationship management (CRM), supply chain,
finance, and human resources, but is able
to maintain a high level of visibility and
control over outsourced processes. “As
a start-up, we use SAP solutions to make
decisions about outsourcing noncore
activities,” says Agarwal. “This helps us
to scale our operations and allows our
core team to focus on the most important
business goals.”

“As a start-up, we use SAP solutions to make decisions about outsourcing noncore
activities. This helps us to scale our operations and allows our core team to focus
on the most important business goals.”
Mohit Agarwal, Head of IT, Carnation Auto India Pvt. Ltd.

– a considerable improvement over the
time needed prior to the SAP implementation. Reduction of inventory – one of
Carnation’s biggest costs – has been
another significant benefit; with better
visibility and monitoring of parts, equipment, and other resources, the company
has achieved a 15% to 20% reduction
in inventory.
A key driver behind Carnation’s enhanced
operational efficiency is the SAP Dealer
Business Management application, a part
of the SAP for Automotive solution portfolio. Carnation was the first Indian company to deploy this application, which
integrates readily with SAP financial and
supply chain applications and helps optimize multiresource scheduling.

gives our service center leaders the information they need to become profit center
heads, rather than just everyday facility
managers,” says Agarwal, “and our customer advisors now have much more
detail in front of them when they speak
with a customer. That results in better
customer satisfaction, increased share
of wallet, and improved loyalty.”

www.sap.com /contactsap

Looking down the Highway
In operation for barely a year, Carnation
has already gained more than 150,000
unique customers and serviced more than
150,000 cars while continuing to enjoy
substantial monthly growth rates. To maintain this hectic pace while expanding its
service portfolio, the company plans to
implement additional SAP solutions as
part of the second phase of its overall IT
project. Currently, Carnation is deploying
multiresource scheduling and advanced
service parts planning applications that will
support improved productivity and inventory management across the extended
enterprise. A little further down the road,

the company intends to enhance its
dealer management solution to support
preowned car sales and exchanges.
These capabilities should enhance the
operational visibility and customer intimacy that Carnation relies on to maintain
an edge in India’s competitive automotive
service market. “SAP software helps us
know the customer inside and out,” says
Agarwal. “With one glance, we can see
what business a customer has done with
us and what the feedback has been. From
that, we can make an informed judgment
about how to pitch our services to meet
the next need.”
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