
Winterization as a 

Profit Center
Preview Edition — Service Department Playbook. Key frameworks for turning the 

repair-to-winterization pivot into your highest-margin department of the year.

PREVIEW

This is a preview of the MRAA member resource “Winterization as a Profit 

Center: Service Department Playbook.” It introduces the core frameworks 

and gives you enough to start building a menu and a booking funnel this 

month. The complete playbook — including the full line-item menu, the 

menu build and pricing worksheets, the early-bird pricing ladder, the 

capacity math and planning worksheet, the service writer phone script and 

full communication cadence, the storage pricing and agreement checklists, 

compensation design, the weekly and season-end measurement tables, 

the warm-market adaptation, the thirty-day launch plan, and the season 

checklist — is available exclusively to MRAA member dealers.
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Why Winterization Deserves to Be Run as a Business
In most northern dealerships, winterization is treated as a seasonal chore — an unavoidable stack of work that arrives in 

September or October, jams the shop for eight weeks or more, and then ends. Run that way, it produces revenue but very 

little profit, because the pricing was never designed; the schedule was never built, and half the work arrived in a two-week 

panic that forced overtime and pushed customers away.

The three things that make it a profit center

• Predictable labor content. A winterization package on a known engine configuration is a known time. That makes it 

work in your shop that you can schedule with real confidence, and predictability is what lets you fill bays to capacity.

• Attached revenue. The boat is on your property, drained, opened up, and inspected by a technician. Storage, shrink 

wrap, spring commissioning, deferred repairs found during the inspection, accessory sales, and next season’s service 

all attach to that single visit.

• Cash timing. Deposits and prepaid packages collected in September and October on land in the exact window when 

sales-side cash inflow drops and floorplan curtailments come due.

The absorption connection

Service absorption = (Service gross profit + Parts gross profit) ÷ Total dealership fixed expenses.

Winterization season is likely the single largest opportunity in the calendar year to move this number.

What the full playbook covers

Seven working sections, in the order you should execute them: build the menu, build the funnel, plan the capacity, hold the 

price, attach the storage, prepare the team, and measure the result. A thirty-day launch plan and a season checklist close the 

document. If you are reading this in September and have not started, work Sections 1 through 3 this week — the menu, the 

funnel, and the capacity plan are the three that cannot be done late.

Warm-market dealerships should read Section 8, which adapts the same economics to a market where boats never come 

out of the water.

Section 1: Build the Package Menu
Menu pricing is what separates a profitable winterization season from a busy one. With a menu, the customer chooses a tier 

rather than negotiating a price, and your technicians perform a standardized job within a standardized time.

Tier the menu, do not flatten it

Build three tiers. The structure matters more than the names, and the mechanism is well understood: a single price invites 

a yes-or-no decision, while three prices invite a which-one decision. Most customers select the middle tier, so design the 

middle tier as the one you most want to sell.

The absorption connection

Service absorption = (Service gross profit + Parts gross profit) ÷ Total dealership fixed expenses.

Winterization season is likely the single largest opportunity in the calendar year to move this number.

Tier What it is for Design principle

Essential The protective minimum. Engine and 

systems safely through the winter, 

nothing more.

Price it to be a real, honest option — not 

a decoy. It must be a job you are willing to 

perform profitably, because some customers 

will choose it.

Complete (the target 

tier)

Protection plus the maintenance 

the boat needs anyway, bundled at 

a better combined price than the 

same items purchased separately.

This is the tier the menu is built to sell. Load 

it with the high-margin, low-labor items and 

make the value gap over Essential obvious at a 

glance.

Total Care Complete, plus storage, spring 

commissioning, and a season-long 

relationship prepaid in the fall.

Sells the whole year, not the visit. Highest 

revenue per customer and the strongest lock 

on next spring’s schedule.
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Setting the price

Three factors should guide pricing, in order of importance: cost, capacity, and market. Cost sets the floor and ensures 

every job is profitable. Capacity determines your pricing posture, and if you’re booked solid every year, it’s a sign that prices 

should increase rather than hours. Market sets the ceiling, which is often higher than dealers assume because customers are 

buying confidence that their boat will start in the spring, not simply shopping for the lowest winterization price.

Set your posted labor rate for winterization work at your standard rate.

The complete member resource includes:

• �e full line-item menu to build your tiers from — engine and drive, vessel systems, and 
haul, wrap, and store — including the trailer service most dealerships give away by not 
mentioning it

• �e menu build worksheet: labor hours, labor cost, parts cost, package price, gross prof-
it, and gross margin for each con�guration you service

• �e package pricing formulas, including why loaded labor cost changes the answer and 
how to con�rm each tier’s incremental price exceeds its incremental cost

• �e multi-point inspection standard — the highest-value ten minutes in the package, 
and the least consistently captured — plus the 48-hour �ndings process

• �e full attachment and upsell list to build into every conversation
[QR CODE PLACEHOLDER]

The complete member resource includes:

• The full line-item menu to build your tiers from — engine and drive, 

vessel systems, and haul, wrap, and store — including the trailer service 

most dealerships give away by not mentioning it

• The menu build worksheet: labor hours, labor cost, parts cost, package 

price, gross profit, and gross margin for each configuration you service

• The package pricing formulas, including why loaded labor cost changes 

the answer and how to confirm each tier’s incremental price exceeds its 

incremental cost

• The multi-point inspection standard — the highest-value ten minutes 

in the package, and the least consistently captured — plus the 48-hour 

findings process

• The full attachment and upsell list to build into every conversation
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Section 2: The Booking Funnel
The difference between a dealership that fills its bays in October through a consistent, smooth process that contributes to 

dealership profitability and one that scrambles, creating chaos that leads to poor customer experiences, team stress and lost 

profits is almost never technician skill. It is that one of them was proactive, following a proven process starting in late July or 

August and the other waited for the phone to ring.

Treat winterization like a sales campaign, because that is what it is. It has a target list, an offer, a deadline, a channel plan, and 

a close.

The seven stages

1. Build the list. Every customer who bought a boat from you, every customer in your service database, every storage 

customer, every boat you winterized in any prior season. Do not restrict this to buyers — service-only customers are 

frequently your highest-value winterization customers and your best future boat prospects.

2. Make the early-bird offer. A dated, expiring incentive to book before the rush. This is the mechanism that pulls 

demand out of the panic weeks and into a schedule you control.

3. Open online scheduling. The customer picks a date without a phone call. This alone typically lifts booking volume, 

because a meaningful share of your customers will not call during business hours but will book at nine o’clock at 

night.

4. Take a deposit. The deposit is what converts an intention into an appointment and cash into your fall.

5. Confirm and remind. Confirmation at booking, reminder a week out, reminder the day before, with clear drop-off 

instructions.

6. Intake and inspect. Structured intake, documented condition, multi-point inspection, findings presented within 48 

hours with prices.

7. Close the loop and rebook. Completion notice, storage confirmation, and the spring commissioning appointment 

booked before the customer leaves the conversation.

Why the deposit matters more than the discount

A deposit does four things at once. It sharply reduces no-shows, which are the most expensive event in 

a fully booked shop because the bay hour cannot be recovered. It brings cash in during the months you 

need it. It gives the customer a psychological commitment to the date. And it gives your service writer 

a natural reason to make a confirming phone call, which is where attachments get sold.

A modest deposit applied to the final invoice is enough. The amount is not the point; the commitment 

is.

The complete member resource includes:

• �e early-bird pricing ladder — �ve booking windows with incentive, deposit, and target 
units for each, set against your own freeze-up timing

• �e nine online scheduling requirements, from capacity limits that prevent an oversold 
calendar to bookings that �ow into the DMS without re-entry

• �e ten-touch communication cadence from late August through completion, with the 
audience, channel, and message for each

• �e service writer phone script for the October call block — the highest-conversion touch 
in the campaign and the one most o�en skipped

• What the customer actually needs to hear, framed around consequence and convenience 
rather than a list of procedures

[QR CODE PLACEHOLDER]

Why the deposit matters more than the discount

A deposit does four things at once. It sharply reduces no-shows, which are the most expensive event in a 

fully booked shop because the bay hour cannot be recovered. It brings cash in during the months you need 

it. It gives the customer a psychological commitment to the date. And it gives your service writer a natural 

reason to make a confirming phone call, which is where attachments get sold.

A modest deposit applied to the final invoice is enough. The amount is not the point; the commitment is.

The complete member resource includes:

• The early-bird pricing ladder — five booking windows with incentive, 

deposit, and target units for each, set against your own freeze-up timing

• The nine online scheduling requirements, from capacity limits that 

prevent an oversold calendar to bookings that flow into the DMS without 

re-entry

• The ten-touch communication cadence from late August through com-

pletion, with the audience, channel, and message for each

• The service writer phone script for the October call block — the high-

est-conversion touch in the campaign and the one most often skipped

• What the customer actually needs to hear, framed around consequence 

and convenience rather than a list of procedures
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Section 3: Capacity and Throughput
Menu and funnel generate demand. Capacity determines whether that demand becomes profit or becomes overtime, 

comebacks, and angry customers. Do this math before you publish the schedule, because the outcome of this section is the 

number of slots your online scheduler is allowed to sell.

Weekly winterization capacity

Available technician hours per week = technicians assigned × hours per technician per week

Productive hours per week = available technician hours × technician efficiency

Units per week = productive hours ÷ average labor hours per winterization package

Season capacity = units per week × weeks available before freeze-up

Two cautions. Use your actual measured efficiency, not 100% — travel, staging, boat moves, and 

parts-counter time are real. And subtract the hours already committed to warranty work and in-pro-

cess repairs.

The complete member resource includes:

• �e capacity planning worksheet, ending in the capacity gap between eligible units and 
the season capacity you can actually deliver

• What to do when the capacity gap is negative, in order of preference — starting with the 
response dealerships resist longest

• Six throughput rules for scheduling the season, from batching by con�guration to protect-
ing a bay for comebacks

• �e bottleneck table: six constraints, the symptom each produces, and the �x to make 
before the season starts

• �e parts pre-stocking checklist
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Weekly winterization capacity

Available technician hours per week = technicians assigned × hours per technician per week

Productive hours per week = available technician hours × technician efficiency

Units per week = productive hours ÷ average labor hours per winterization package

Season capacity = units per week × weeks available before freeze-up

Two cautions. Use your actual measured efficiency, not 100% — travel, staging, boat moves, and parts-counter time 

are real. And subtract the hours already committed to warranty work and in-process repairs.

The complete member resource includes:

• The capacity planning worksheet, ending in the capacity gap between 

eligible units and the season capacity you can actually deliver

• What to do when the capacity gap is negative, in order of preference — 

starting with the response dealerships resist longest

• Six throughput rules for scheduling the season, from batching by configu-

ration to protecting a bay for comebacks

• The bottleneck table: six constraints, the symptom each produces, and 

the fix to make before the season starts

• The parts pre-stocking checklist
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What Else Is in the Member Playbook
Sections 4 through 8, the launch plan, and the season checklist are member-only. They cover the half of the season that 

determines whether the demand you just created turns into margin.

The complete member resource includes:

• Section 4: Pricing Discipline — the three rules, why a �xed-operations discount is more 
consequential than one on the sales �oor, and how to handle the price objection without 
teaching the customer that your �rst number was in�ated

• Section 5: Storage, the Attached Revenue Stream — seven storage products with pric-
ing basis, the storage pricing worksheet, the ten-point storage agreement checklist, and 
intake condition documentation

• Section 6: �e Team Behind the Season — the service writer as salesperson, compensa-
tion built on the behaviors that create margin, and the eleven-point pre-season prepara-
tion checklist

• Section 7: Measure the Season — eight leading indicators tracked weekly from Septem-
ber, fourteen lagging indicators for season end, and the one number to watch in real 
time

• Section 8: Warm-Market Adaptation — what replaces winterization in Florida, the Gulf 
Coast, the Southwest, and southern California, what transfers directly, and the one thing 
that does not

• �e �irty-Day Launch Plan and the full Winterization Season Checklist
[QR CODE PLACEHOLDER]
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The complete member resource includes:

• Section 4: Pricing Discipline — the three rules, why a fixed-operations 

discount is more consequential than one on the sales floor, and how to 

handle the price objection without teaching the customer that your first 

number was inflated

• Section 5: Storage, the Attached Revenue Stream — seven storage 

products with pricing basis, the storage pricing worksheet, the ten-point 

storage agreement checklist, and intake condition documentation

• Section 6: The Team Behind the Season — the service writer as sales-

person, compensation built on the behaviors that create margin, and the 

eleven-point pre-season preparation checklist

• Section 7: Measure the Season — eight leading indicators tracked weekly 

from September, fourteen lagging indicators for season end, and the one 

number to watch in real time

• Section 8: Warm-Market Adaptation — what replaces winterization in 

Florida, the Gulf Coast, the Southwest, and southern California, what 

transfers directly, and the one thing that does not

• The Thirty-Day Launch Plan and the full Winterization Season Checklist
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Gain access to all of MRAA’s resources, year-round \training,  

benchmarking data, and expert support.
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