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 June 22, 2017 

Fixed Operations - Service 
Following is a comprehensive review and the current state of the service department at Silver Creek 
Ford, located in Hailey Idaho. Although the size of the market in the Wood River Valley is smaller than 
most of my classmates, our team is focused on best in class procedures. This focus yields healthy 
returns for shareholders and a pleasurable experience for our customers.


I am pleased to present 13 areas that depict the most important aspects of the service department. The 
time period used in this analysis is January 1, 2017 through May 31, 2017. 
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VEHICLE PURCHASE ONGOING SERVICE

Purchase Thank You
Thank you communication sent 14 days after 
vehicle delivery.

LOYAL CUSTOMERS LOST CUSTOMERS

Intro to Service 
Communication sent 60 days after vehicle 
delivery to introduce customers to the service 
department.

Declined Service†

Communication to customers 7 days after the RO 
close date if declined work is identified on the RO 
(Ford funds brake/tire/battery only).

Service Thank You Messaging
After service thank you message sent to customers 1 day 
after the RO close date. Communication integrates the OAR 
post accrual earned balance when available.

Private Offer Communication (Service)
Ongoing - Based on event date and data being received. 
(A minimum of 50% of eligible customers must be 
communicated to via any channel.)

Primary Market Area (PMA)
Monthly communication to customers who purchased their 
vehicle outside of the PMA in which they reside and have 
no paid service history at any dealer in 12 months.

Service Reminders for Lost Customer†

Reminder to customers who have missed their 3rd & 4th 
consecutive service sent 14 days prior to service due date.

Defector Campaigns*

Quarterly communication to customers who have 5+ 
missed maintenance intervals, and whose vehicle is 4-10 
years old. National/regional event offers and Special
Rebate Offers are integrated where applicable.

REPURCHASE CONSIDERATION

Private Offer Communication (Sales)
Ongoing - Based on event date and data being received. 
(A minimum of 50% of eligible customers must be 
communicated to via any channel.)

In-Market Sales (Incorporates 
National/Regional Events)
Monthly sales communication to customers that are most 
likely to purchase.

Ford Credit In Equity
In Equity messaging sent the 2nd month of each quarter. 
List will be supplied by Ford Credit.  
(100% direct mail required.)

Ford Credit In Equity Follow-Up 
Follow-up communication sent 14 days after the initial Ford 
Credit In Equity message when no purchase has occurred.

In Equity Messaging (Non-Ford Credit)
In Equity messaging sent 1st month of each quarter. List 
contains customers with the following criteria: $500-
$7,500 positive equity on their vehicle based on KBB/
Finance data (excellent, good, fair) & top market ranks.

IN EQUITY
Service Appt. Reminder
Appointment reminder delivered 48-72 
hours prior to appointment day. Service Reminders  

for 1st Year Service†

Reminder sent 14 days prior to service due date 
during the 1st year of vehicle service needs.

Service Reminders for 1st Year 
Out of Warranty†

Reminder sent 14 days prior to service due 
date to customers who are within their first 
year out of manufacturer’s warranty.

Service Reminders  
for Loyal Customers*† 
Reminder sent 14 days prior to service due 
date to customers outside of their first year of 
vehicle service and have < 2 consecutive missed 
maintenance intervals.

†Minimum model year and mileage 
radius requirements apply.

Timing shown for each 
communication is approximate.www.consumerconnection.dealerconnection.com

ConsumerConnection is a flexible solution that enables dealers to communicate 
to consumers across sales and service via multiple channels using a single tool.

Past Due Maintenance Loyal 1
Communication sent 14 days after 1st missed 
maintenance (in each loyal cycle).

Past Due Maintenance Loyal 2
Communication sent 14 days after 2nd 
consecutive missed maintenance (in each 
loyal cycle).

*To receive Ford Funding support, dealers must use the recommended multi-channel approach 
(direct mail/email) to all eligible Service Reminders for Loyal Customers AND must communicate  
to a minimum of 50% of the Defector audience via any channel.

KEY

ESSENTIAL COMMUNICATIONS

QUICK LANE® 

Text message is only a Channel 
available for Pro Dealers.

PHONE EMAILMAIL PRE-RECORDED 
CALL

CHANNELSAll communications will be branded 
as Ford, Lincoln or Quick Lane®  
(as applicable).

Owner Advantage Rewards® (OAR) 
are included in sales and service 
communications. Member #, rewards 
balance, and expiration dates are 
included where applicable.

Indicates 
Recommended 
Channels

Other Channels
Available are noted.

FORD
FUNDED*

NON-FORD
FUNDED

Revised 12/2015

OWNER ADVANTAGE REWARDS® FORD/LINCOLN PROTECT 
EXTENDED SERVICE PLANS ACCESSORIES

Owner Advantage Rewards Member Retention
Email communication sent monthly to members identified as a low 
probability of visiting the dealership within the next 120 days with a service 
balance of $3 or more and/or one or more oil change balances.

Owner Advantage Rewards Service Activation
Communication sent monthly to OAR members who enrolled during a 
service visit in the last 3-4 months who have not revisited the dealership.

Owner Advantage Rewards Quarterly Statements
Statement sent on the 15th of the 1st month of each quarter to members 
with at least $5 service reward, $100 or more sales reward and/or 1 or 
more oil change credits. (Email required for 100% of members with a valid 
email, for participating OAR dealers.)

Special Owner Advantage Rewards  Offers
Ongoing - Based on special offer event date and data being received.

Owner Advantage Rewards Expiring Balance
Up to three communications sent monthly to members who have at least 
$5 or more service rewards balance and/or 1 or more oil change credits 
that will be expiring within 3 months, 2 months and again at 1 month (if 
they still have not redeemed their rewards).

Owner Advantage Rewards Member Redemption
Communication sent monthly to OAR members who have visited at least 
twice since enrollment and have at least $20 or more service rewards 
and/or one or more oil change balance(s).

Ford/Lincoln Protect Extended 
Service Plans (Renewal)
Communication targeting customers who have 
previously purchased a plan that is nearing expiration.
Selection criteria: 
•  120-150 days prior to current plan expiration  

(if did not already renew) or less than 4,000 miles 
from plan.

•  60-90 days prior to current plan expiration  
(if did not already renew) or less than 4,000 miles 
from plan.

OTHER

Accessories Post- 
Purchase Communication
Communication to customers 45 days 
post-purchase advising them of available 
accessories for their new vehicle. 

Accessories Off-Lease  
Communication
Communication sent to customers three 
months prior to current lease expiration 
that provides accessory information for 
their next purchase/lease. 

Birthday  
Happy birthday message sent to customers the 
month of their birthday.

State Inspections
Communication to remind customers they may be 
due for their state inspection. Applicable to only 
certain states. Timing is based on state regulations 
(annual or bi-annual) and is scheduled to be in 
home 5 weeks prior to due date.

Vehicle Anniversary
Happy anniversary message sent to customers 
14 days prior to delivery date of their vehicle 
during 1st and 2nd years of ownership.

eNewsletter (Pro Dealers Only)
Monthly eNewsletter to engage customers with 
relevant content across automotive, personal, and 
lifestyle articles. Recipes, quotes, and quick tips 
are also included.

2 of 2

†Minimum model year and mileage 
radius requirements apply.

Timing shown for each 
communication is approximate.

Recommended Cadence and Channels

www.consumerconnection.dealerconnection.com

ConsumerConnection is a flexible solution that enables dealers to communicate 
to consumers across sales and service via multiple channels using a single tool.

KEY

*To receive Ford Funding support, dealers must use the recommended multi-channel approach 
(direct mail/email) to all eligible Service Reminders for Loyal Customers AND must communicate  
to a minimum of 50% of the Defector audience via any channel.

ESSENTIAL COMMUNICATIONS

QUICK LANE® 

Text message is only a Channel 
available for Pro Dealers.

PHONE EMAILMAIL PRE-RECORDED 
CALL

CHANNELSAll communications will be branded 
as Ford, Lincoln or Quick Lane®  
(as applicable).

Owner Advantage Rewards® (OAR) 
are included in sales and service 
communications. Member #, rewards 
balance, and expiration dates are 
included where applicable.

Indicates 
Recommended 
Channels

Other Channels
Available are noted.

FORD
FUNDED*

NON-FORD
FUNDED

Revised 12/2015

Ford/Lincoln Protect Extended 
Service Plans (After Purchase and 
before warranty expires)
Communication targeting customers  
who have not purchased a plan.
Selection criteria:
• 60-89 days after vehicle purchase; 
• 29-30 months AND <34,000 miles from 

warranty start. 
•  33-34 months AND <34,000 miles from 

warranty start OR 30,000-34,000 miles and <35 
months after vehicle purchase.
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Marketing 






Competitive Maintenance Pricing Summary

Competitor Lube, Oil, 
& Filter

Rotate 
Front/Rear 

Tires

Balance 
Front/Rear 

Tires

Align Front 
End

Service  
A/C

Replace 
Front Disc 

Pads

Chrysler - Pocatello $70.00 $20.00 $49.95 $129.95 N/A $225.00

Les Schwab - Hailey $65.00 $20.00 $110.00 $85.99 N/A $160.00

Nelsons $60.00 $15.00 $55.00 N/A N/A $250.00

Tune Up Express $70.00 $20.00 $50.00 N/A N/A $225.00

Hailey Auto Clinic $55.00 $27.60 N/A N/A N/A $300.00

Silver Creek Ford $68.00 $17.99 $49.95 $79.95 N/A $235.00
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Facility 






�8

Guide: 
70%



�

Productivity 
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Guide: 
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Production Method 

We operate a conventional shop. 

1. The service manager is responsible for the department and everyone reports to her.

2. Service advisors are paid on total labor/parts sales, effective labor rate, hours per repair order, CSI, 

and number of flushes sold.

3. We do not have a dispatcher.

4. Techs operate in their own areas independent of one another.

5. Each tech has a minimum of two bays.

6. A majority of our techs are paid flat rate. Lube techs are paid hourly.

7. Productivity is low as techs often work at a level which satisfies only their personal needs.

8. Facility utilization is low because of the bays to tech ratio.

9. Communication is a problem because individual tech needs come before organizational needs. 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Cost of Labor 
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Guide: 
70%

If we are not at 70% gross margin on labor sales it is because two things…  
1. Paying techs too much (Cost of Sale),  
2. Advisors discounting labor (sale price is too low). 
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Pay Plans 

Service Writers 
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Technicians
Employee Compensation Type Amount

Kevan Romans Flat Rate $35.00

Rick Broadhead Flat Rate $29.50

Teagan Foster Flat Rate $29.50

Jarret Wetzel Hourly $14.00

Service Manager
Compensation Type Amount Interval Requirements

Salary $3000 Monthly

Bonus $500 Monthly CSI score must be above group average.

Bonus 4% of Net Monthly $0 - $40K. FS page 5, line 62… parts and 
service net.

Bonus 5% of Net Monthly Over $40K. FS page 5, line 62… parts and 
service net.
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Performance 

Objectives 

Improve Sales

Solve Problems

Cost Control


Dashboard 

Sales

Gross

Gross Retention %

Expenses

Expense %

Selling Gross

CP House per RO

Effective Labor Rate

Tech Proficiency	 


Communication 

Weekly 1 x 1’s with each service advisor and tech.

Weekly service department meetings.

Employee empowerment to work directly with customers. 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Training 
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Special Tools 
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RO Analysis 
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Qualitative SWOT 
Strengths 

1. Skilled team.

2. Not a lot we can’t do.

3. Room to stretch out and get things done.

4. High quality of work.

5. Management that cares to ask for input.

6. Working with a great crew that helps each other to get things done so the customer leaves happy 

and returns for future repairs.


Weaknesses 

1. Service writers taking unnecessary tech time.

2. Lack of communication and clarity of customers wants.

3. Too many chiefs, not enough Indians.

4. Word of mouth and reputation of CDJR.

5. 2 weeks out on oil changes.

6. High labor rate compared to other shops.


Opportunities 

1. More publicity to community for donations and events.

2. To have great working hours so we can have a life other than work.

3. To have a great job.

4. To learn new things.


Threats 

1. Lower labor rate at competing shops.

2. Publicity of other shops.

3. Consolidation of CDJR.


Objectives 

1. Improve net income margins.

2. Improve tech proficiency.

3. Increase number of hours sold each day.
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4. Increase total absorption.

5. Increase facility utilization.

6. Decrease wait time to LOF vehicles.


Strategies 

1. Install camera so receptionist can provide a better experience.

2. Have all denied work reviewed by the service manager.

3. Implement a weekly service meeting.

4. Implement daily service advisor recap texts.


Tactics 

1. Set up weekly 1x1’s with service manager.

2. Review inspection sheets and RO’s on a daily basis.

3. Incentives techs that upset and have a low one item RO percentage.

4. Clean special tools room.

5. Advertise new service hours.

6. Meet with three restaurant owners and set up coupons for customer that wait.

7. Inform St. Luke’s or pick up and delivery service.


Action Plan
Task By Whom Completion Date

Meet with techs and discuss up-selling to reduce our 
one item RO percentage from 36% to 15%. Debbie and Brandon July 15, 2017

Clean and organize special tools room. Move less 
used tools upstairs into storage. Implement check in/
out process on special tools to create accountability.

Debbie August 1, 2017

Implement weekly fixed ops meetings. Debbie and Brandon July 1, 2017

Increase combined competitive and maintenance 
FRH’s from 33% to 55% of total labor sales. Debbie September 30, 2017

Increase fixed ops % of net income from 3.99% to 
10%. In order to calculate how many labor sales we 
need to yield a 10% net income take total expenses / 
(current labor gross profit % minus 10). We need to 
increase labor sales to $60K per month.

Debbie and Brandon September 30, 2017

Increase service hours to match sales. M - F 7am to 
6pm. Sat 8am to 2pm. Closed Sunday. Debbie and Brandon

July 15, 2017 
(should coincide with 
CDJR consolidation)
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Synopsis 

In order to achieve a higher net income margin we will focus on two things, increase gross profits and 
decrease expenses. We will increase the amount of hours sold each day while at the same time 
decrease the number of one line repair orders. We will extend our service hours. Service advisors will do 
a walk around on every customer’s vehicle.


We will be more convenient for our customers by extending service hours and offering more pick up and 
delivery services.


Trust will be establish between service advisors and techs giving confidence to the team when hours are 
sold, we will fulfill our promise.


We have a wonderful opportunity to do more with what we have. We embrace the opportunity.


Increase tech proficiency as a group from 75% to 
100%. Debbie September 30, 2017

Implement service advisor daily recap texts to include: 
ELR, Hours, and Proficiency. Debbie and Brandon July 1, 2017

Review every inspection sheet and RO on a daily 
basis. Debbie and Brandon July 1, 2017

Set up a relationship with three restaurants in town 
and give out redemption coupons to customers who 
have to wait. Have restaurants bill the dealership 
directly once redeemed.

Debbie July 15, 2017

When a customer denies work, they will be introduced 
to the service manager. Debbie July 15, 2017

Approach St. Luke’s in Hailey and Ketchum and let 
them know we will pick up and deliver vehicles for 
service.

Debbie July 31, 2017

Task By Whom Completion Date
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Tab C 
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