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Service week assignment

Your homework assignment is to evaluate your service department. A 
detailed analysis is required of the following areas, to include what you 
are currently doing, plans for improvement, how you plan to achieve the 
goals, and evaluate if the changes that are made are beneficial to the 
store. Some of you may not have the authority to make any changes as to 
the outcome of the recommendations, but you are still required to make 
the evaluations and recommendations that you would perform if this was 
your department.

 a. Facility: What changes will you make to increase your Utilization (4th 

Homework Calculation)?: In order to capitalize on increasing our facility 

utilization Centereachhyundai must make several changes. These changes consist 

of restricting techs from using more than one bay, hiring more techs to fill said 

bays, and removing vehicles that are not being worked on from active bays. In 

doing so, all of our bays would be utilized. Ultimately with all bays being used, and 

more techs are turning wrenches, facility utilization will increase.

b. Productivity: How will you increase your Tech Proficiency? (3rd 

Homework Calculation): There are several ways we are able to increase tech 

proficiency. To begin, we should change the attitude the store has on the back end 

of the dealership. Treat service how you treat sales. Hold Saturday morning 

meetings and show service employees what it feels like to have some team pride. 

On top of this we can separate the shop into teams. These teams will force each of 

the techs to push each other to hit their goal. Whichever team produces the higher 

efficiency number will be given a bonus at the end of the month. Finally, base 

individual bonuses off of proficiency rather than tech hours clocked. 



c. Production Method: Will you make any changes to you service 

department? : I will absolutely try my best to. Unfortunately, I am not in the 

position in my career right now where I can make a ton of changes, but I absolutely 

have some influence and am working diligently to implement some of these 

changes. I would love to implement the sales style management to service, the tech

teams, and the proficiency bonus. 

d. Analyze Cost of Labor: How do you pay the techs; will you make 

changes? What are the plans for setting objectives, tracking, 

communication? (1st Homework Calculation) : We pay our techs based on their

hours clocked. Their bonus kicks in after they hit 120% efficiency. In order to do 

this, they need to produce over 8 hours per day. Moving forwards we will be 

calculating bonuses based on tech proficiency which will be calculated by dividing 

their hours clocked vs total shop hours available to them. Using this tactic, we will 

be able to monitor each individuals techs proficiency and hold them accountable for

their independent actions. We will also assign teams to the shop and split them 

50/50 so they compete for higher scores in order to secure a bigger bonus at the 

end of each month.

e. Changes in Expense Structure: Are you selling all of the available hours,

are your expenses in line? (2nd Homework Calculations) : No, we are not 

selling all of the clock hours that are available. Our of our 1220 hours available per 

month we are selling roughly 1090. We must begin working on all makes all models,

and ensuring our techs are pushing for multi line RO’s. And for the most part all of 

our expenses are accounted for and in line



f. Pay Plans: Are any adjustments needed in your staff’s pay plans and 

why?: We were over paying a service advisor and a service manager. Their pay was

too high for their job duties. We listed out their responsibilities and took into 

account their loyalty/ performance and made adjustments accordingly. 

g. Level of current training: Are you within the minimum training standard

for your manufacturer?: Yes, I am certified in sales and working on current up to 

date certification for the service advising position.

h. Special tools: What do you currently have for the techs? Is it neat and 

organized, or an unorganized mess?: we currently have a few special tools. We 

have a Tred spec machine, and alignment lift, fuel pressure gauge, and a brake 

lade. All of these tools are well organized and utilized. 



i. 100 Repair Order Analysis: We need the summery page with your 

evaluation of the summary (recap)  : 









j. Perform a complete Qualitative SWOT Analysis with an Action Plan: Copy
the Strengths, Weaknesses, Opportunities, and Threats sheet and hand it 
to EVERY service employee. Ask for their input. Collect the sheets, 
tabulate the data and then set Objectives, Strategies, and Tactics. Now it 
is time to create the Action Plan. Give us a synopsis of your homework 
assignment, with the potential impact that could be achieved when the 
plan is implemented in your location.  

: SWOT ANALYSIS

STRENGTHS) 

- The dealership has a very good work environment, and majority of people 

really enjoy working there

- Management is always willing and ready to help/ assist employees with 

questions or concerns.



- All employees feel as though they are supplied with the proper equipment to 

succeed 

- Each department works well with one another, frustration between 

techs/advisors/parts is mild

- The higher level techs in the shop are always willing to help out lower level 

techs and answer questions if necessary.

- There is a lot of potential/ room for growth for our service department. We 

have 22 bays within the service department and 16 techs. This leaves an 

estimate of 200-300k in gross profit on the table every year.

- There is a lot of experience within the service department and the parts 

department. 

WEAKNESSES) 

- The higher level techs within the service department do not have the best 

attitudes, they are constantly getting worked up over simple mistakes.

- Although there is much room for growth, the dealership is not being fully 

utilized

- The customer base is decent and could be a lot stronger

- Our customer retention percentage needs some work

- Many customers come in simply for PPM

- The service team although hard working, is not very motivated to push 

themselves to the next level. We tried to establish a sales mentality within 

the service department to instil some drive and competition, yet not many of 

the employees seem to be too fond of it

OPPORTUNITIES)



- The town we are in is up and coming, there are many shopping centers 

opening up and it seems to be a flourishing neighborhood

- Hyundai as a brand has just released a 3-year free maintenance program that

we believe will be very fruitful for the dealership. This will give us the chance 

to really get to know our customers and build long lasting relationships. Not 

only will this help the service department but it will also give the service 

department the ability to persuade customers to re-lease with Hyundai when 

the vehicles lease comes to end

- Room for growth of the service department

- Better explain to our customers the benefit of using a dealership/ certified 

factory trained technicians 

- Increase of market size due to all the commerce moving to Centereach

THREATS)

- Other Hyundai dealerships within a decently close proximity

- The only things that separate us from the competition is the quality of the 

service we provide, meaning everything we do must revolve around the 

customer experience

- This can be difficult to achieve, and even more difficult to maintain.

- The coronavirus has been effecting our brand, and their capability to produce

vehicles in specific areas of the world

OBJECTIVES)

- Increase gross profit

- Increase multi line RO’s

- Secure a 60% / 40% customer pay warranty internal rate



- Grow tech proficiency to 120%

- Achieve 100% facility utilization

- Increase customer retention

STRATEGIES) 

- Change the techs bonus program to be based on tech proficiency rather than 

hours clocked

- Separate service department into teams, that way we can create a friendly 

competition to achieve the higher tech proficiency levels and to promote 

team work between higher ranking and lower class techs

- Promote techs to recommend more items per RO

- Display a competitive pricing board to eradicate the stigma that dealer’s 

prices are always significantly higher

- Ensure our service advisors are fully explaining the benefit behind using 

factory parts and techs

- Release more coupons and incentives for customers to return for whatever 

they may need

- Service all makes all models

TACTICS) 

- Ensure all service managers are on board and communicating with GM daily 

on progress

- Get techs to understand the difference in their pay if they do achieve our 

objectives and show them how much more they can make per year if they 

can reach their goals

- Change managers pay plan to be based on proficiency as well



- Hold Saturday morning meetings with sales AND service

- Continue to push the sales mentality upon the service department

ACTION PLAN

- Explain ideas and next steps upon arrival back from NADA (1/2/20)

- Begin planning for competitive pricing board (1/2/20)

- Begin holding Saturday morning service meetings (1/2/20)

- Have competitive pricing board finished by (1/30/20)

- Finish adjusting pay plans by (2/30/20)

- Follow up with Saturday morning meetings on weekly basis (continuous)

SYNOPSIS)

: It is clear that there is much room for improvement within the service department.

Based off of what I have learned from NADA and what I have seen working in 

service I can personally say we would not meet NADA standards. Our dealership 

must begin to watch, and treat the service department the same way we treat our 

sales department. Each individual employee must be held accountable for their 

performance and the managers must feel as though they are KEY members of our 

team.

In order to do this we must first change the attitude within the service 

department, and continue to supervise it until it is completely established. We will 

be creating teams within the service department and restructuring pay plans based 

on the performance of said teams. The teams will receive bigger bonuses if they 

achieve higher proficiency levels. On top of that we will also adjust the managers 

pay plans to be based on the shops overall proficiency. 



There will be weekly management meetings with all departments, and weekly

tech/ sales meetings every Saturday. These meetings will be designed so that 

everyone can follow their performance and ensure each month they are making 

improvements from the previous. We aspire to create a customer friendly/ market 

competitive service department that will increase our customer retention levels as 

well as satisfaction. If we are able to accomplish all we seek to accomplish the store

will increase gross profit, increase customer retention, increase multi line RO’s, the 

employees will be making more money, and the store will ultimately be functioning 

at a significantly higher level.

﷒


