
ATD Fixed Operations 2 Service 

Final Homework 
Qualitative Analysis-Strengths 

1. Service technicians are very well versed in repairing the units we service. They
understand the common failures/issues.

2. Office staff is customer focused from being in the Lease/Rental field. We strive for
customer satisfaction on all repairs.

3. Repair order documentation is on point. Rarely have issues explaining
repairs/justifying costs. RO is a product of the Dealership.

4. Large customer base, from 1 owner trucks to 20+ fleets.
5. Highly respected fully trained dealership in area.
6. Consistently focus on maximizing labor GP%. Average 125%+ Efficiency over past 5

years.
7. Very large shop capacity can fit 17 trucks into shop. Can maximize with more

technicians.

Qualitative Analysis- Weaknesses 
1. Low technician level causes our cyclic rate to be longer than it should. We struggle at times

turning customer repairs due to staff capacity.
2. Some lower end techs struggle at proper diagnostics so the Foreman and Lead Tech must

spend time assisting.
3. Foreman assisting with working on trucks but not clocked onto the repair order; salary

being paid but not being recovered as billed hours on repair orders.
4. Current shop hours are 7-5pm. We really need to get back to 7-9pm to properly load shop

work.
5. Parts department tends to take excessive amount of time to procure parts or estimates.

Multiple times, the incorrect parts are ordered by no fault of the technician.

Qualitative Analysis- Opportunities 

1. Hire 4 more technicians to properly service customer base. We have been holding back
since Covid. We have hired an internal recruiter and are working with headhunters as well.

2. Outside sales/service person to grow business further. Continue increasing our marketing
presence in area.

3. Work to get our service specials in front of customers. We struggle to consistently push our
menu pricing.

4. Continue increasing our marketing presence in area. Work to get our service specials in
front of customers. We struggle to consistently push our menu pricing.
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5. On Site customer warranty checks for “Fleets”. This can continue to grow our customer base 
and provide a service that very few dealerships provide.  
 

Qualitative Analysis-Threats 

1. Independent shops selling very low labor rates to gain our customers. 
2. Technician Shortage, industry shortage will continue to grow.  
3. OEM pushback on OLH. Reduces our GP% for warranty labor. Cannot control this 

due to rep.  
4. Pop up logistic companies that have purchased poorly maintained vehicles and then 

bring to our shops for repairs. These customers have low C.O.H. and tend not to 
continue repairs after diagnostics are performed due to cost of repairs.  

 

Objectives 

1. Create and utilize a parts ordering system to properly track parts orders.  
2. Develop a commission system for technicians based on proficiency.  
3. Reduce the life cycle time of repair orders.  
4. Grow gross % on repair orders by having all locations utilize menu pricing 

spreadsheets on all possible vehicles.  
5. Daily OOS meeting at 9am to include SM, SA, FM, DA and PM. Go over daily workflow 

and effectively update customers daily.  
6. Take shop hours from 7-5pm to 7-9pm to properly service customer base.  

Strategies 

1. Utilize 3rd party website Utilisphere for technician parts ordering system.  Use 
process designer and create custom ordering/tracking.  

2. Create spreadsheet to track time available per month vs time billed. Create a tiered 
commission program that allows technicians to increase monthly take home that 
stresses greater productivity.  

3. Enact Action Plan created to reduce cyclic rate of repair orders.  
4. During daily OOS meeting, review open vehicle repairs and target customers that 

can benefit from previously created menu pricing spreadsheet. Educate customers 
on importance of OEM maintenance intervals.  

5. Also during daily OOS meeting, review parts on order, incoming work, current work 
in process.  

6. Move 2nd shift start time from 8:30am to 1:30pm to effectively service customers 
and complete more repairs daily. Request parts specialist to stay until 6pm to assist 
2nd shift technicians.  

 



Tactics 

1. Director of Service creates online parts system.  
2. Director of Service provides monthly reporting of proficiency to payroll. 
3. SA, DA, and FM are tasked with following Action Plan provided.  
4. Stress to customers the importance of OEM maintenance intervals, utilize past 

warranty denials examples due to failed maintenance.  
5. Meeting should only be 20 minutes max, review open WIP and incoming work. 

Target customers as previously stated.  
6. Provide shift differential hourly payroll increase of $1.50 per hour for any 

technicians working on second shift.  

Synopsis  

Over the years, we have had some turnover for the parts specialist position. This has 
proven to be a struggle as we have had to source new employees, provide training, and 
create new working relationships. We have seen a decrease in proper parts ordering, 
stocking of fast-moving parts, as well as extended times to receive a parts estimate for 
retail customers. In lieu of this, we will create an online process for parts ordering. This 
process is started by the technician and has fillable areas for RO Number, Vehicle VIN, 
proper line where the part is to be charged out, and what parts are needed. Once the 
technician completes the online form, it is put into a queue that all members of the service 
team can see, it time stamps it and then forwards a separate email to the parts specialist. 
Once the parts specialist completes the task, it is then sent to the SA for approval. This 
system will be most beneficial for all working on the task.   

Although our efficiency numbers are over 113% collectively in the shop, our 
proficiency numbers are lower. We have seen extended road tests that could be done by a 
runner, time spent assisting other technicians while not properly tracking time, and finally, 
every technician wants to get paid more of a wage. Creating a commission program based 
on proficiency, this puts the technician in control of their paycheck.  We will create a 3-
tiered system with 3 levels of monthly commission from $150-$300 per month increase. If 
a technician consecutively hits the goal for 3 months consecutively, the commission payout 
will double. Once explained to the technician, we believe this will be the incentive needed 
to help gain in many areas.  

The shop is currently at a cyclic rate of 11.9 days. This can be reduced as far too 
often, we let a live repair order sit for multiple days waiting for customer approval instead 
of pushing customer for decision. See Action Plan on following pages.  

We have created a menu pricing spreadsheet for the entire service staff that 
provides quick pricing numbers, as well as vehicle intervals. The idea is to speed up the 
time of estimates to customers as well as increase our GP% as many of the OEM 
maintenance services can be performed concurrently with other tasks.  Our team struggles 
to push these services daily. We will work towards selecting target customers during our 



OOS meeting and then educate the customer as to why OEM maintenance is important. As a 
dealer, we have seen countless times engine, transmission, or differential failures denied 
warranty as the routine services were not performed at prescribed intervals.  

We will have a daily OOS at 9am with the SM, SA, DA and FM. We will review the 
open WIP, incoming appointments and stacking jobs up for technicians to have more on 
their daily schedule than what can be performed in an 8-hour day. This way any overflow 
can be immediately worked on the following morning. Having a daily OOS meeting allows 
the technicians to come into work every morning and go directly to work on repairs 
instead of waiting for the office staff to set up each technician. We will also review open 
parts orders and estimates. Following the meeting, the DA will provide daily updates to 
customers to keep the communication line open and current.  

At the start of the pandemic, we were forced to reduce our work force by 4 
technicians. Now that we are emerging from it, it has proven extremely difficult to fill those 
positions. As such, this has forced the dealership to reduce working time from 7am-9pm to 
7am-5pm. This has drastically reduced the ability for the dealership to properly service 
customers. We have seen increases in repair times, substitute vehicles for Lease customers, 
as well as an increase in breakdown services due to the inability to properly maintain our 
assets.  We are now in the position where we must move 2 technicians to the second shift 
start time of 1:30pm. Even though the staff numbers are not ideal, we must do this to meet 
all our goals. To incentivize the two technicians that will be moved to the second shift, we 
will provide a shift differential hourly rate of $1.50 over their base wage. Lengthening the 
work day will also allow us to service more retail customers during their downtime as most 
are completed their workday around 4pm daily.  

Our mission statement is “Committed to Excellence,” and we will strive to meet this 
in all aspects of our dealership.  
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S M T

What is your goal? What do you want to achieve? From what metric? To what metric? By what date?
Example: “I will decrease my 5K run time from 30 minutes to 21 minutes by June 15, 2020.”

R

How does this goal align with or support your dealer’s vision? 
What are the BENEFITS of achieving your goal? What are the CONSEQUENCES if you don’t?
Why is this goal important to you? 

RM TS ASpecific Measurable Achievable Relevant Time bound

SERVICE OPERATIONS ASSIGNMENT – ACTION PLAN



FIXED OPERATIONS 2 – SERVICE
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What specific actions or steps will you take to accomplish your goal?  What will you do differently or 
improve? 
For each, be sure to include necessary resources, who is accountable, the measurable result, and dates.  

A TS M

SPECIFIC ACTION/
STEP

NECESSARY 
RESOURCE(S)

ACCOUNTABLE 
PERSON(S) EXPECTED RESULT

START, END, & 
CHECK POINT 

DATES
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Potential Obstacles? Potential Solutions?

BOTTOM LINE! What is the financial impact (expressed in dollars) of achieving your goal?

R

How will you track your progress? Where will you find the information? How often will you check in? 

A TS M

A A

S M T

CONGRATULATIONS! You’ve accomplished your goal! You added or adjusted policies, procedures, and 
behaviors. Now what? How will you ensure you and your staff do not fall back into the previous habits 
that produced poor results? Be specific.

S A

SERVICE OPERATIONS HOMEWORK – ACTION PLAN










	Final Project
	Action Plan-NC

	How does this goal align with or support your dealers vision: We will reduce our overall cycle time for the NC store from 11.9 days to 5.9 days or better by October 1, 2021
	2020 National Automobile Dealers Association All Rights Reserved: Benefits:
1. Money in the bank faster-Dealer Principals happier. 
2. More work can potentially be brought in by reducing repair time. 
3. KPI goals are met easier-commission program: more dollars in team member's pockets.
4. This will teach our team to work more efficient on EVERY repair order, not just high dollar tickets. We tend to    lag on high dollar tickets with not pushing customers for a decision. Leaving the ticket sit for multiple days. 
5. Reduce the E.O.M. push to settle tickets. 
6. Better control of appointments.
7. Customer service increases by returning assets back in service faster. Word of mouth spreads of speed of dealership. 
8. Dealership overhead expense payment terms can be reduced.
9. Keeps technicians moving throughout the day, reducing indirect labor expense. 
---9a. Forces the tech to create a sense of urgency, instead of just asking them to do so. 


Consequences:
1. We potentially loose monthly GP%.
2. Location cannot maximize on available tech hours.
3. Shop loading potential is reduced.
4. Reduction in overall potential Gross/Net.
5. Inverse of all benefits. 

	SPECIFIC ACTION STEPRow1: Layout meeting with team.
	NECESSARY RESOURCESRow1: Action plan, KPI results over past year. 
	ACCOUNTABLE PERSONSRow1: Ryan
	EXPECTED RESULTRow1: N/A
	START END  CHECK POINT DATESRow1: 8/2/2021
	SPECIFIC ACTION STEPRow2: Morning WIP review
	NECESSARY RESOURCESRow2: Rimss/DMS WIP report
	ACCOUNTABLE PERSONSRow2: Allison
	EXPECTED RESULTRow2: Actively monitor aging tickets. Identify potential issue tickets.
	START END  CHECK POINT DATESRow2: 8/2/2021-Daily
	SPECIFIC ACTION STEPRow3: Target aging ticket issues
	NECESSARY RESOURCESRow3: Rimss/DMS WIP Report, RO notes
	ACCOUNTABLE PERSONSRow3: Kelsey
	EXPECTED RESULTRow3: Contact customers who are sitting on approvals
	START END  CHECK POINT DATESRow3: on-going daily
	SPECIFIC ACTION STEPRow4: Parts management
	NECESSARY RESOURCESRow4: Rimss/DMS, Open Parts Order Request
	ACCOUNTABLE PERSONSRow4: Allison
	EXPECTED RESULTRow4: Daily follow up on open parts orders to manage timely delivery.
	START END  CHECK POINT DATESRow4: on-going daily
	SPECIFIC ACTION STEPRow5: First to Last time punch
	NECESSARY RESOURCESRow5: Rimss/DMS
	ACCOUNTABLE PERSONSRow5: Allison/Kelsey
	EXPECTED RESULTRow5: Goal is same day for C repairs, 48 hours for M repairs, 96 hours for R repairs
	START END  CHECK POINT DATESRow5: on-going daily
	SPECIFIC ACTION STEPRow6: Ticket settlement from last time punch.
	NECESSARY RESOURCESRow6: Rimss/DMS
	ACCOUNTABLE PERSONSRow6: Allison/Kelsey
	EXPECTED RESULTRow6: Settle tickets within 48 hours of last time punch. 
	START END  CHECK POINT DATESRow6: on-going daily
	SPECIFIC ACTION STEPRow7: Settlement Quantity
	NECESSARY RESOURCESRow7: Rimss/DMS
	ACCOUNTABLE PERSONSRow7: Allison/Kelsey
	EXPECTED RESULTRow7: Need to settle a minimum of 8 tickets daily to stay ahead of WIP. 
	START END  CHECK POINT DATESRow7: daily
	SPECIFIC ACTION STEPRow8: Weekly Reporting
	NECESSARY RESOURCESRow8: Rimss/DMS KPI Report
	ACCOUNTABLE PERSONSRow8: Ryan
	EXPECTED RESULTRow8: Provide weekly reports of KPI numbers
	START END  CHECK POINT DATESRow8: Weekly
	A: 1. Consistently monitor Commission KPI throughout the target months weekly-This will include entering data every week from previous week in KPI section of Commission program. 
2. Continue monitoring open tickets in the test location WIP. -Daily
3. Push from management side to process tickets as described in goal. -Daily
4. Train SA, FM, DA on how to push customers for decisions with constant f/u.
5. Quantify the number of tickets needed to stay ahead, hold team accountable. 
	A_2: 1. Pop up Logistic companies with low C.O.H. 
2. Large ticket items over $3k.
3. Parts on B/O with no avail date.
4. Parts lagging on fast estimates. 
5. Parts not ordering when requested.

	A_3: 1. Have customer's pay for diag and close out initial ticket when waiting for decision/cash flow.
2. Request deposit, utilize deposit to hold customer accountable for decision. Money up front makes people make faster decisions. 
3. Source aftermarket.
4. Keep on parts team
5. Continue utilizing Workspace- RJF will add process server for ordered check box.


	R: We have a potential gain of $60,000 to $80,000 per month by implementing the above procedure. Total annual gain $720,000 to $960,000.
	S: We need to continue to stay on top of the daily goals. We will continue to send out weekly reports based off of aged tickets as well as daily settlement reports to make sure our target goals are still being achieved.


