Transportation Company Case Study

How a Midwest Motor Coach and Limousine Company Grew Net
Profit by 156.5%

By Lisa Richards and Heather Joyner

Business Profile

Industry: Transportation

Sub-Industry: Motor coach and limousine services

Region: Midwest

P1 Starting Revenue: $11,749,092

P1 Ending Revenue: $13,962,708

Number of Owners: 1

Starting Employee Count: 140

Ending Employee Count: 150

Purpose of Engagement: Reduce owner dependency across key business functions and
increase net income through accurate pricing, structured accountability, and financial visibility in
a transportation operation.

ROl Summary

Total Increase in Annual Revenue:
o $2.21M
e 18.8%

ROI Multiple:
e 51

Increase in Gross Profit:

e $1.05M
o 20.6%

Increase in Net Profit:

e $1.04M — $2.65M
o +156.5%
e Net profit margin from 9% — 19%

1. About the Business



The client is a Midwest-based motor coach and limousine operator running a fleet of
approximately 70 vehicles, including coaches, buses, and limousines. The company serves a
broad market: major collegiate and professional sports organizations, corporate clients, tour
buses, wedding transportation, and airport transfers.

At the start of the engagement, the company employed 140 people and generated $11.75
million in annual revenue. That growth had come organically, built on institutional relationships
and regional reputation. But the business had scaled its headcount and revenue without scaling
the infrastructure to manage either. The gap between what the company had become and how it
was being run had become a structural drag on profitability and leadership effectiveness.

2. Initial Challenges

Despite steady revenue and an established client base, the business was leaving significant
margin on the table. Net profit margin stood at just 9%, the product of pricing gaps,
organizational dysfunction, and an owner whose time was consumed by problems that should
have been managed below him.

The owner held 1:1 meetings with all 140 employees directly. Managers were working bus
drivers first and leaders second, with no defined roles, no reporting structure, and no authority to
enforce expectations. Employee complaints and rumors traveled directly to the owner,
bypassing the management layer entirely. His first meaningful win in the engagement came
simply from redirecting those conversations back to the manager responsible for them.

A recurring pattern compounded the structural gaps: leadership could often articulate what
needed to change and discussed it regularly, but those ideas were rarely converted into action.
This gap between intention and execution allowed existing challenges to compound rather than
resolve.

Structurally, the business lacked the controls needed to operate at its size:

e No accountability framework, no documented org chat, no management operating
system
Managers in dual roles as working drivers with no clear authority or responsibility
No formal reporting structure — all issues escalated directly to the owner
Pricing built to a gross margin percentage rather than a target net income, without labor
burden or overhead absorption factored in

e Accounts payable managed as a split, as-needed responsibility rather than a dedicated
role, leading to inconsistent recordkeeping and control gaps

e Payroll process errors recurring across pay periods due to the complexity of the pay
structure

e No structured financial review process; invoices entered late, limiting visibility into cost
per vehicle per mile

e Managers tracked operational metrics informally, but no framework existed to report,
share, or act on the data



e One anchor client representing approximately 21% of revenue had a planned market exit
within 24 months, with no replacement strategy in place

3. Operational Results

Sales Volume

total revenue with a
planned market exit
within 24 months. No
replacement strategy
existed.

of five new corporate
clients

Action Item Baseline Condition Cogent Action Result
Implemented

Pricing Model Pricing built to a gross | Built an Estimating Gross profit grew
margin percentage; and Cost Pricing $1.05 millions
labor burden and Model with full labor (20.6%); net profit
overhead not burden and overhead | margin more than
incorporated into absorption integrated | doubled, from 9% to
estimates into the Pricing Matrix | 19%

Revenue One anchor client Developed a Business | Plan initiated at

Concentration represented Development Plan engagement close

Risk approximately 21% of | targeting a minimum

Leadership and Structure
The company employed 140 people with no functional management layer between the owner
and the floor. Managers held working driver responsibilities alongside supervisory roles, creating
a structure where accountability was aspirational rather than operational. Building a genuine
leadership tier was the prerequisite for every other improvement in this engagement.

Action Item

Baseline Condition

Cogent Action
Implemented

Result

Accountability
Framework

No org chart, no
reporting structure, no
accountability
framework. The owner
held 1:1 meetings with
all 140 employees.
Employee complaints
and rumors bypassed
management entirely.

Built a function-based
org chat with defined
reporting lines.
Established a General
Manager (P&L
accountability),
Operations Manager,
and Office Manager.
Redirected all

The owner was
removed from
day-to-day employee
management.
Complaints and
rumors were
redirected to the
managers responsible
for them.




employee
communication
through the
management
structure.

Role Definition

Managers held dual
roles as working bus
drivers. No
documented roles and
responsibilities existed
at any level.
Operational decisions
of all sizes escalated
to the owner.

Documented Roles
and Responsibilities at
each level, separating
management from
driver functions.
Established a
Management
Operating System
(MOS) with defined
meeting cadence and
reporting protocols.

Managers owned their
departments. The
owner’s attention
shifted from internal
firefighting to business
growth and strategic
direction.

Office Manager
Mandate

No dedicated owner of
accounts receivable
follow-up; delinquent
receivables and
write-offs were not
actively managed.

Installed an Office
Manager with full
administrative
authority, including a
defined KPI for
collecting delinquent
accounts receivable.

Delinquent A/R
collection became a
tracked, accountable
function, minimizing
write-offs.

Financial Manag

ement

Action Item

Baseline Condition

Cogent Action
Implemented

Result

Accounts Payable
Control

A/P managed as a
split, as-needed
responsibility with no
dedicated owner,
resulting in
recordkeeping errors.
One vendor invoice
sat unresolved on the
books for over a year,
resulting in a $35,000
duplicate payment.

Identified the
duplicate payment
and corrected it. Set
the foundation for
hiring a dedicated
internal bookkeeper
to bring consistency
to the books.

Duplicate payment
gap corrected; path
established to
eliminate recurring
“pilot error” type
issues in accounts
payable.




Payroll Accuracy

Recurring payroll
errors of varying
amounts, driven by
the complexity of the
pay structure.

Created a standard
operating procedure
and reporting process
for payroll, with
accountability
assigned to the
HR/Payroll role.

Payroll errors
minimized;
HR/Payroll function
held accountable
through a defined
reporting process.

Cash
Management and
Financial Review

No structured
financial review
process; invoices
entered late, limiting
visibility into cost per
vehicle per mile.

Implemented Cash
Management System
(BMT). Instituted
regular financial
review meetings with
the executive team.

Cash position grew
$1.06 million, from
$3.46M to $4.52M.
Financial data
became current and
reliable.

Return to Owner

Return to owner of
10%

Pricing correction,
accountability
structure, and
financial visibility
implemented across
the engagement

Return to owner
doubled, from 10% to
20%

Owner Quality of Life

Dimension

Baseline Condition

Post-Implementation Outcome

Time

The owner worked approximately
30 hours per week, but his time
was consumed by 1:1 meetings
with all 140 employees, employee
complaints, and rumors that
bypassed the management
structure entirely. Hours were not
the problem — allocation was.

The management team owns their
areas and their direct reports.
Hours remained the same, but the
owner’s attention shifted to
business growth, the company’s
reputation in the industry, and his
own health.

6. Client Reflection / Testimonial (Optional)
“Working with Cogent changed the way | run my business. | used to feel like | was
drowning in daily chaos. Now | have a leadership team, a plan, and control over my

numbers.”
— Owner
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