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    The following is the Service analysis for 

Warrensburg Ford Class N388. 

FEBRUARY 24

Warrensburg Ford

Authored by: Shawn Jeffrey

Service 
Analysis N388



SWAT Analysis
Action Plan

TASK                                                                                              BY WHOM        START DATE

Raise door rate                                                                           GM/service mgr        2/21/22

Create bonus program for Shop Forman                              GM/service mgr        2/1/22

Create bonus program to move .3 Hours per RO               GM/service mgr        2/1/22

Increase tech pay                                                                       GM/service mgr       2/1/22

Work with company to raise warranty rate                        GM/Service mgr        2/21/22

Pay plan for vehicle health reports                                        GM/Service mgr       3/1/22

Install a video service for tech and advisors                        GM/Service mgr       2/21/22   

Posting of non-dealer competitive pricing board               GM/Service mgr       2/1/22

Synopsis  

After N388 we were able to see things that can benefit our service department a 

great deal.  First, we found we were under priced and determined a rate increase was

needed immediately.  So, we have made our competitive board and have it posted in 

rotation on our TVs in the service drive.  We are also in the process of working on a 

bill board and social media campaign to market our findings.  We have a contract 

with Armatus and are expecting a warranty uplift of $60,000 parts only.  They are 

performing our labor study now.  These items we expect will improve our fixed 

absorption.  
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A.  Changes that we will make to increase Utilization Hire one more tech that 

complements our vision and work environment.  Our Utilization is currently at 

41.89%

B. Productivity Tech Proficiency: Train Advisors, consistently present maint items.  

Install CDK Tru Video Platform to increase repair close rates and communication 

with clients.
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C.  Production Method:  Compensate our Shop Forman and Master Tech for overall 

shop performance.  Implemented $.60 for every labor hour sold in shop.  This in 

now in place to increase overall production in our service dept.

D. Analyze Cost of Labor:  WE did and have decided to increase door rate as well as 

increase tech hourly wage.  With stairstep incentives being added for hours 

flagged and training accomplished.  

E. Changes in Expense Structure:  We have high 1-line RO’s We have implemented a

bonus program for advisors to increase .3 hour per RO of $500 per advisor.  So 

far, they have increase .2 this month!  

F. Pay Plans:  We did need to make some adjustments in pay plans.  We have an 

advisor in training that needs to be moved to our advisor pay plan.  We also 

made changes in our Shop Forman pay plan to incentivize the wanted outcome.

G. Level of current training:  We are within the current minimum training standards 

for our manufacture.  But we are also volatile, a loss of one tech and we are not 

meeting our standards.  So, we have changed our pay plan for our techs to 

properly incentivize training and certifications.  So far we have set new records 

for training and certifications and the techs are challenging each other to get 

more done.

H. Special Tools:  One are we are solid in!  No issues.
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I. 100 Repair Order Analysis:

J. I started with the Action Plan do to the fact that we had already started several 

things at the beginning of the month.  Below is copies of our Year goals broke 

down.  And the competitive pricing board we did.
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