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Strengths
1. We are busy!  With the introduction of the “Open Service Drive” no appointment necessary policy in the service drive, we have doubled our service 

gross profit and repair order count in 8 months.
2. Most of our service support staff is experienced, seasoned and well versed in the Subaru Product.
3. We have 25 technicians including 5 Subaru Master Technicians.
4. Our service department is running very efficiently.  For example, for the pay period ending 5/15/2019, even with 3 new technicians we were 150% 

proficient. 

5. Assistant Service Managers and Technicians are happy with their pay checks.
6. The service department is very profitable.  The net profit year to date for March 2019 is over $350,000.

Weaknesses
1. Our greatest strength is also our greatest weakness, the amount of service business we have has exceeded our capacity.  We are not able to 

complete the work in a timely manner.  We are averaging 150 carryovers a day eating up valuable parking spaces.  
2. We are not retaining our customers because we can’t complete the service work quick enough.

 
3. We are located in downtown Portland with a limited amount of parking space for service customers.
4. The Assistant Service Managers are continually writing up new business throughout the day and do not have enough time to up-sell or follow up 

with work in process customers.  On average they are writing over 20 repair orders a day. 
5.  The service department facility is full.  Every stall is in use with only one stall per technician.  We are close to 100% of our facility potential.

Above based on March 2019 Financial Statement Data.



Opportunities
1. Based on the number of age and number of vehicles in service in our we will see a 44% increase in Service Capacity in the next 5 years.

We now have 19,426 Subaru Vins in our Area of Responsibility.

2. We have over 10,500 vehicles in our area that require completion of the Air Bag recall replacement.

3. With the large volume of repair orders being written we have a huge potential for additional income with additional service sales.  We are now 
averaging $176.18 in sales per customer pay RO.  Increasing that by just $25 per RO would increase the gross profit by $45,000.

4. Currently we have a waiting list of 75 customers (most are in a loaner car) in need of the Valve Spring Recall.  The job pays 7 warranty hours and 
our recall team can complete the job in 4 hours.

5. We have 6,455 vehicles in our Area of Responsibility needing the Brake Switch Recall.

Threats
1. The technicians are beginning to get burnt out.  They are coming in early, working late and volunteering to work on days off.
2. The stores CSI scores are below the Region average and Subaru will begin to penalize us if they do not improve soon.

 



3. Customers are threating to defect and never return because of the time it is taking for service and our poor communication with them during the 
service process. 

4. Independent shops are opening up around us intending to steal business from us.
5. We are and have the potential of loosing employees and customers due to ever increasing shortage of parking around the dealership.

Objectives
1. Increase Service CSI scores.
2. Decrease carry overs.
3. Decrease the amount of time it is taking to diagnose and/or begin work on a customer’s car.
4. Increase the average labor sale on customer pay ROs by $25.

Strategies
1. Use the existing Chevrolet facility (awaiting remodel for new Subaru Service facility) for additional service bays.
2. Hire 10 additional technicians.
3. Hire 5 additional ASMs. 

Tactics
1. Increasing the number of technicians will decrease the wait time to get to and finish work.
2. Increase the number of ASMs to allow them to have time for adequate follow up and up sales. (Goal of 12 ROs written per day per ASM).
3. Rearrange the service drive to allow for a better flow of cars and customers.
4. Modify the ASM’s pay plan to encourage additional products sold in the service drive.
5. Involve the entire service staff in plans to increase CSI.
June CSI Incentive for the Service Call Center Plan: 

Service Drive Plan:



Action Plan
Task Role Completion Date

1. Add 9 new ASM workstations to Service Drive Asst Service Manager 6/9/2019
(Desks and equipment have been ordered) IT Department 

2. Hire 5 additional ASMs Service Manager 6/15/2019
(5 hired awaiting workstations to put them at)

3. Add 10 bays in the old Chevrolet building Service Manager/IT 6/30/2019
4. Hire 10 new technicians Service Manager 6/30/2019

(5 hired and set up in old Chevrolet building)
5. Widen Service Drive Contractor 7/31/219

(Getting Bids Now)

Synopsis

Our Service Department is busy.  The growth of the Subaru market in our area has outpaced our facility potential.  Now is the time to play 
catch up. 

Increasing the number of technicians will decrease the time it takes to complete service jobs. This will decrease the number of carry over work we have 
and decrease the number of parking spaces required for service work.

Increasing the number of Assistant Service Managers will increase the amount of time they have to sell and allow adequate time for follow up.

Increasing the number of technician work bays by using the future service facility while being remolded, will allow us space for additional technicians.

Increased CSI scores will be the result of improving our work load capacity and allowing ASMs more time for selling service and follow up.

  


