
Service Department Analysis for Apple Subaru York, PA.

By: Brian Noll N403-22

Current Practices:

1. Hours of Operation are 7:30am to 6:00pm Monday thru Friday. And 7:30am to 2:00pm 

on Saturdays. Closed Sundays. 

2. Main shop and Express Lanes are performing MPI’s 100% of the time.

3. We currently have three Service Advisors. One is dedicated to all Internal RO’s as well as 

regular traffic. The other two work on everyday traffic. 

4. Our shop operates with 9 Flat Rate Techs and 2 Express Techs. 

5. We utilize a Service BDC. 

6.  Our daily goal is 50 RO’s per day. 

7. Advertise daily specials on our website. 

8. Complimentary car wash with every service.

9. Hand out Trade up Flyers to qualified Trade up Customers. 

10. Introduce customers to service advisors and set first oil change appointment. 

Goals for Improvement:

1. Improve our trade up process to make sure service is on board with flyer handouts. 

2. Increase our tech count from 11 to 14 by March 2023 providing business dictates 

needing 14 techs.

3. Improve communication between service BDC and advisors.

4. Consider longer hours for Saturday. 

5. Offer evening hours to techs for internal work. 

Plans to Achieve our Goals:

1. Speak with service manager to get him on board with the process of attaching a trade 

up offer with every R/O.

2. We are currently running ads for techs. As well as having job fairs. 

3. Schedule a meeting with our service manager and BDC supervisors to go over our 

service schedule process and how we can improve this area.

4. Have a meeting with our techs to see who would like the opportunity to earn more 

income.

 Plans to evaluate our process

1. I personally feel the best way to evaluate our process is through communication 

throughout all departments. 



2. Hold weekly meetings with service advisors to insure all of our processes are being 

enforced.

3. Review service numbers daily.

Marketing:

1. Continue to advertise on our website offering discount coupons.

2. Send out email blasts to current and non-current customers.

3. Advertise on our website that we service non-brand cars and trucks.

Facility Potential and Utilization

 



Productivity

Our productivity could be much better. Tech proficiency is low due to the lack of billed hours.

Increasing our R/O count will increase will effect billed hours thus increasing our tech 

proficiency.



Cost of Labor

Service Department Sales and Gross Labor Only

Our service department does a great job with regard to Gross as a percentage of Sales.

Warranty percentage is slightly under where we need to be. But good numbers all around. 

Expense Structure



Continued Expense Structure

My service department does a pretty good job generating net profit month over month.

Where we fall short is hours billed. With a few more techs and more hours billed I feel this will offset 

some expense costs and increase net. 



100 R/O Analysis

 



SWOT ANALYSIS

Strengths:

1. Awesome People

2. MPI’s being performed 100% of the time

3. High Fix it right the first time percentage



4. Sense of pride from our employees

5. Awesome team foreman

Weaknesses:

1. Morale can be low at times

2. Lack  of  proper  training  for  service  BDC

agents

3. Internal  used  car  recommendations  not

being approved

4. Too much wasted time

5.Hours billed

6. Communication

Opportunities:
   

1.  Dedicated express lane 

2.  Customer relationships

3.  Service advisors setting their own 

appointments

4.  More hours billed

5.  U/C Internal gross



6.  Less one line R/O’s

   Threats:

1. Morale

2.  Not enough work to go around at times

3.  Inner department communications

   Action Plan:

Tas

k

Role/ Employee Completio

n Date

Lessen 1 

line R/O’s

Service 

MGR/Advisors

2/1/23

Add three 

Tech’s

Corp/Service MGR. 3/1/23



Add 

available 

hours for 

internal 

work

Service 

MGR/Service 

Director

1/1/23

Hours 

Billed

Service 

MGR/Advisors/MPI’

s

2/1/23

    

Synopsis:

What I have noticed going through this Service

Department  Evaluation  is  that  without  good

hardworking  honest  people,  things  could  be

much  harder.  Our  service  department  is

profitable every month. But we are leaving too

much meat on the bone. We have a lot of work

to do relating to tech proficiency. This can be

accomplished by selling more hours. We need



to  decrease  wasted  time.  The  relationship

between  our  service  manager,  advisors  and

tech’s could use some improvement. 

 Overall,  I  feel  we have a great base to work

with. If we can tweak a few things and stay on

the processes that we put into place,  we can

for sure effect  change in a big way.  Not only

bottom  line  increases  but  overall  employee

confidence.


