
Service Department Analysis

Lexus of Hingham – George Sarkis - #28

A – Advertising 



 C – Facility Utilization 

D – Productivity 

Defiantly an area of opportunity here….

E. Production method – We have 2 team leaders. We’re not that productive 
because our C techs don’t hold their ground. 

F – Analyze cost of labor



G – Changes in Expense Structure - No change here, we are profitable! 



Pay plan above 



I – Detail Performance Programs. Above /\/\/\/\/\/\/\

J – Level of current training. Our advisors go to quarterly training from Lexus and
service director goes to a performance group twice a year. 

M – SWOT

Service Department Analysis

Lexus of Hingham – George Sarkis - #28

Strengths 

1. State of the art facility

2. Valets always on the ball in the drive

3. Trained Lexus certified technicians 

4. Strong advisors who consistently make sure there’s work for techs 

5. All brand new equipment and tools for techs

6. Family atmosphere 

Weakness 

1. Lack of employees (receptionists, valets) 

2. Too much gossip at times 

3. Staying on process 100% of the time 

4. Scheduling appoints via telephone. Way too busy at times. 

5. Outsourced BDC leads to not scheduling apts correctly 

6. More technicians 

7. Need 1 more scan tool 

Opportunities

1. Maximize amount of service apt per day 



2. Scheduling of service apts 

3. More work on following up on declined services 

4. Performance review with staff once per month 

5. Upsell incentives for techs to create more hours

6. Opp to grow 

7. More one on one time with advisor 

Threats 

1. Controlling the loaners to stay efficient 

2. Not picking up phone and returning calls 

3. Over promising 

4. Tardiness of employees

5. Communication between sales and services 

6. Lack of passion resulting in losing good clients 

7. Not enough loaners as were growing very fast 

Objectives 

1. Improve communication between sales and service to maintain good CSI

2. Purchase 1 to 2 more scan tools to make sure techs work quicker 

3. Make sure reviews are done on a monthly basis with advisor and tech to 
assure they know were watching and paying attention to their performance 

4. Daily 1 on 1 with advisor (10 min max)

5. Make sure service director is making all declined service calls the next day 

6. Loaners vehicles to be cleaned and gassed at all times before going with the 
guest 

Strategies



1. Make sure express service bays are being used at all time. When no CP work 
being done, express is to be used for internal and PDI

2. Make sure we have a quick meeting with whole staff when they get in (5 Min 
max)

3. Go over decline services following day with advisor before SM calls guest 
again

4. Consistently going over process with all employees of service to maintain 
profitability, customer retention and CSI

5. 1 on 1 to make sure everyone knows where they stand at all times. Good, bad
and ugly

    Tactics

1. SM to authorize loaners and to who they go to

2. SM to come up with bonus plan monthly for advisors and tech (GM to 
approve) 

3. SM to make sure 1on1 is being done daily 

4. SM to make decision on how much to discount and the %between service and
parts 

5. SM to pump up staff EVERYDAY! 

TASK – BY WHOM – COMPLETION DATE

1. Monthly Bonuses – SM – Every Month 

2. Buy more scan tools – GM – March 1, 2018 

3. Change Pay Plan for advisors, full commission to sell more – GM/SM – March 
1, 2018 

4. Extended Service Horus – GM/Owner – March 1, 2018 

5. Make sure express bays are used at all possible work time – SM – March 
1,2018 



Synopsis 

At the end of the day we do so many things right but were not perfect by any 
means, and the goal is to be as close to perfect as possible. Were well over guide in 
all the right areas when It comes down to holding gross, CSI is #9 in the country 
and turnover is at a minimal. However, it’s great to get feedback from everyone to 
really make this operation perfect. Area of opportunity is making sure we stick to 
process 100% of the time, show up to work on time and work your whole shift, 
answer the phone when it rings and communicate all the time because the only one
that loses in the end is us when that guest never comes back! 

People need to be appreciated when they do well because good people are hard to 
find! Come to work to work and everything else will always take care of itself.


