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MARKETING

     

ANALYZE COST OF LABOR

CURRENT PRACTICES:
- Inbound Service BDC for scheduling and setting expectations.
-Outbound efforts:

 Retention lists 7-12 mos
 My Rewards Spend Utilization
 Reinforcing mailers, coupons, and action items

-CSSR/Epsilon Mailers:
 Holiday
 My Rewards & Coupon seasonal

-Digital Marketing (customer portal with customized follow up ; Facebook)

GOALS FOR IMPROVEMENT:
-CSI above region
-Retention Tier 2 consistently achieved
-Priority vehicle targeting 

PLANS TO ACHIEVE OUR GOALS:
-Enhancing service BDC to efficiently incorporate all information to maximize programs and priority vehicle outreach or proper scheduling 
mix.
-Communicate with Parts and Service to maximize appointment

PLANS TO EVALUATE OUR CHANGES:
-Meetings with Service, Parts, and BDC for clearer communication with one another, brainstorming needs for each and how to work together.
-Current project for 2024 is Retention:

 The focus on tier 2 will help achieve PASE and if worked correctly will also up the CP by way of cross referencing the customer that 
should be targeted.

-Retention list sorted to PV (year 2016-2021 w 60k-120k miles)
-Match to recall
-1St Service
-MyRewards Balance, private offers, existing service contract



                                                                                                                                      

CHANGES IN EXPENSE STRUCTURE

CURRENT PRACTICES:
-Techs are paid by flat rate, which we have no plans to change
right now. 

GOALS FOR IMPROVEMENT:
-Getting techs off guarantee pay because it causes 
complacency. This will significantly decrease Adj. cost of labor

-Training the younger techs more effectively

-Create more urgency on service drive

PLANS TO ACHIEVE OUR GOALS:
-Implement a process with our Service BDC to target and cold
call customers in our data base that own a 2016-2021 model 
vehicle with 60k-120k miles to help bring in the right work 
flow.
-We just finished a labor rate study and received an increase 
from the factory of $20 an hour for warranty.
-We just changed our Grid rates (went from $172 to $175).
PLANS TO EVALUATE OUR CHANGES:
-We have a new platform, Armtus, which is a live data 
dashboard to monitor several KPI’s including one-line RO’s, 
discounting parts/labor, tech sales & efficiency, etc. We will 
track data daily & make adjustments as needed.

CURRENT PRACTICES:
- We are not selling all available hours. Our expenses are in line for the 
most part. We monitor expenses closely, but there is always room to 
improve.

GOALS FOR IMPROVEMENT:



                                                                                                                                          

PRODUCTIVITY
                                                                                                                      

CURRENT PRACTICES:
- We are not selling all available hours. Our expenses are in line for the 
most part. We monitor expenses closely, but there is always room to 
improve.

GOALS FOR IMPROVEMENT:

CURRENT PRACTICES:
-Our service manager is very involved & does frequent walk 
arounds in the shop to monitor the techs and make sure they are 
staying on task, however we’re still falling short of NADA’s Guide.

GOALS FOR IMPROVEMENT:
-Need to utilize the DMS for techs to communicate with the 



                                                                                                                        

FACILITY

CURRENT PRACTICES:
-Our service manager is very involved & does frequent walk 
arounds in the shop to monitor the techs and make sure they are 
staying on task, however we’re still falling short of NADA’s Guide.

GOALS FOR IMPROVEMENT:
-Need to utilize the DMS for techs to communicate with the 

CURRENT PRACTICES:
-Our current facility utilization is not meeting the NADA guide of 75%. Our 
current service hours do not match our sales hours and our service 
department is closed on Saturdays. Our shop could benefit from hiring 
another 2 to 3 experienced techs.

GOALS FOR IMPROVEMENT:



            
REPAIR ORDER ANALYSIS

CURRENT PRACTICES:
-Our current facility utilization is not meeting the NADA guide of 75%. Our 
current service hours do not match our sales hours and our service 
department is closed on Saturdays. Our shop could benefit from hiring 
another 2 to 3 experienced techs.

GOALS FOR IMPROVEMENT:



SWOT ANALYSIS

CURRENT PRACTICES:
-Our current practices are not working. Techs are not 
properly inspecting cars and we have too many one- 
line RO’s.

GOALS FOR IMPROVEMENT: 

-Increase the percent of maintenance work we are 
doing on vehicles that come through the shop.

-Properly inspecting each vehicle.

-Make sure we are presenting and recommending 
additional maintenance/repairs to all customers.

PLANS TO ACHIEVE OUR GOALS:
-Monitoring percent of one-line RO’s at the end of each
day and discussing these with the advisors.

-Service BDC targeting the 2016-2021 model vehicles 
from our database to get them scheduled to come in 
for maintenance. 

-Reviewing customers vehicle history.

PLANS TO EVALUATE OUR CHANGES:
-Weekly meetings to review numbers and track 
improvement. 



STRENGTHS

-Customer pay numbers are continuously higher because of our 
customer loyalty and retention.

-We have a lot of 10 year+ employees in our service dept.

-Service manager has been here 21 years and started out as a 
lube tech and worked his way up. He is very onboard with holding
true to our core values and upholding our standards.

-We are the #1 corvette dealer in the entire south region, 
therefore we have very experienced techs to work on these high 
line cars and customers that refuse to have their Vettes serviced 
anywhere except our dealership. Very loyal repeat customers.

-Our surrounding areas are rapidly growing, therefore driving 
more traffic to our dealership, which gives us a chance to capture 
more repeat business.

-We take pride in taking care of our people on all aspects of the 
business. From training them, to growing them, and promoting 
from within. This increases the morale of our team.

-State of the art facility. We have the best and latest equipment 
for our techs.

WEAKNESSES

-Service and Sales hours do not mirror one another, and our service
department is closed on Saturdays.

-Struggling with CSI for the start of 2024, which is typically not an 
issue for us.

-Mechanical shop needs proper staffing (need more experienced 
techs).

-Need a customer display board in service drive.

-No AC in the shop (technicians complain).

-Tech proficiency is low (work in process).

-No MPVI videos.

-Guarantees

OPPORTUNITIES

-Cold calls to previous customers who have not had service in a 
72-month range.

-Currently working with the local technical community college 
with the automotive program.

-Frequent market studies to keep up with competition around our
area.

-Bonus opportunities for the techs when they upsell work beyond
what it came in for.

-Target all new and preowned sales customers, no matter what 
the make or model is.

-We expanded our accessory display on the showroom to stock in 
more accessories and upsell customers.

-Updated pricing grid and 6-month RO analysis for the 
manufacturer to hold true labor rates.

-Extend hours of operation will drive more business for our 
service department.

THREATS

-Lots of mom and pops repair shops in the area.

-Several senior techs that are soon to be out of the business and 
younger techs are not ready to fill their shoes.

-Vehicle maintenance intervals are extended on the newer vehicle 
models.

-Hard to find qualified technicians.

-EV vehicles becoming more popular.

-Manufacturer labor time decreases.

-Vehicle sales market is normalizing, and the current state of the 
economy is making it harder to upsell consumers.

-Age of our facility

-Delay of parts due to manufacturer strikes

OBJECTIVES

-Improve tech proficiency which will help 
increase labor sales.

-Increase ELR

-Improve CSI scores

-Increase hours per R.O.

-Improve stall utilization

-Monitor one line repair orders 

-Increase number of appts per day

-Make sure we are getting the right mix of
work in the shop.

STRATEGIES

-Advisors presentation of MPVI

-Continuous tech/advisor training

-Monitor the discounting daily

-Weekly shop meetings (address CSI, ELR, 
proficiency)

-Right jobs go to the right techs

-Better advisor communication (specific 
documentation of customers complaints)

-Make sure processes are implemented 
and followed.

TACTICS

-Mailers, coupons, specials advertised on 
social platforms, etc.

-Weekly teams call with all fixed-ops 
managers

-CSI scores tied to service manager and 
advisors pay plans

-Communications between service 
manager and parts manager regarding 
FTFR & parts inventory issues/concerns

-Work with service BDC to target 
customers outside of 72 month data base 

-Have enough loaner vehicles to 
accommodate customers

-Weekly meetings with the GM and 
service manager to review KPI’s and track 
progress.



                                                                                                                                                                                                                                                                    

ACTION PLAN
Task                                                                                   By Whom                                                                    Completion Date  

Implement new processes in the   BDC Mgr.        March 1, 2024
service BDC to create more appts.

Extend hours of operation                                   GM/Service Mgr.         June 1, 2024

Fixed Ops Meetings   Parts/Service Mgr.                 Weekly

CSI follow-up calls Service Mgr.                 Weekly

Create Tech Bonus Program             Service Mgr.                      May 1, 2024

Advertise specials & coupons BDC Mgr./GM          Quarterly
via mailers

Implement training for Advisors Service Mgr.                     April 1, 2024
  



Track FTFR & lost sales Parts Mgr.           Daily

Monitor tech hrs & proficiency ASM’s/Service Mgr.           Daily

CSI Bonus Program  GM           April 1, 2024

SYNOPSIS
It is evident that we have several areas to improve within our service department. The largest area for 
opportunity and improvement being our hours of operation. With plans to extend our service department’s hours
on weekdays, as well as opening our service department on Saturdays, we will be able to accommodate our 
customers better and make it more convenient for them. This change should immediately drive more customers 
to our service department, which will increase our labor sales and overall profitability in this department. 

Regular training and role playing with the advisors will play a key factor in their interactions with our customers. 
Keeping them focused on the basic values and beliefs of our company, which focuses entirely on putting our 
customers first and serving them at the highest level with honesty and integrity, will be key to our success.

Eliminating advisor discounting access, setting monthly goals, and creating pay plans that will bonus advisors for 
hitting those goals, will hold them to a higher standard. With the additional 2 to 3 techs that we plan to hire, as 
well as the extended service hours, we should see a rapid improvement with facility utilization. Ensuring that the 
right jobs go to the right techs, and managers being present in the shop, our tech proficiency will increase 



dramatically. Due to our recent increases in warranty labor rate and our updated grid matrix, there will be a 
significant increase in gross profit for the service department. 

Our vision and mission at Ross Downing will remain at the forefront of everything we do which will propel us to 
succeed and conquer in 2024.


