
SERVICE ANALYSIS



Our current Marketing practices focus heavily on digital platforms, with a small mix of traditional
media such as broadcast and OTT. However, some of our most effective practices come in the form of:



We have also discovered that our social media
campaigns (Single Image and/or Video-based)

perform at a higher-than-average level.
(Over 50% of our paid search ads are related to Service & Parts)



Our SEO & SEM strategies for Service are based on driving
appointments via Time Highway. We currently average about

30% of our Service Appointments from our website.

All Other Appointments
70.4%

Website Appointments
29.6%

Roughly,
68 Web Appts/Day
out of 230-260 Total.



We currently display our Service
Coupons via Social Media, Internal
Email Campaigns, and through a
dedicated Service Specials page on
our website.

If you are a returning
customer scheduling your
appointment on our website
via phone or computer, our
site will recognize your
service history by your phone
number, email, or VIN
number.

Email Campaign

Service Special on Site



GOALS FOR IMPROVEMENT:

30% - 40% of Service Appts. scheduled through website

Increase traffic to the Service pages on our website by 5%

10% Increase to our Service Page



Increase the frequency of email
campaigns directed toward our
current Service customers

Utilize conquest email campaigns
and social media campaigns to drive
in Service business of all makes and
models

PLANS TO ACHIEVE OUR GOALS:

PLANS TO EVALUATE OUR CHANGES:
Meet with the Marketing team after 60 days to evaluate performance and adjust
marketing spend accordingly.



ANALYZING COST OF LABOR:
We pay Mainline Technicians
by flat rate/hour, and Express
Maintenance Technicians by
clock/hour.

We find our current process
to be effective and efficient
in achieving our Fixed
Operations Goals month in,
month out.



Based on our current tech proficiency of 91.88%,
we have opportunities to sell more of our
available hours. If we can increase efficiency to
120%, we can generate an additional 3,000 hours
at $103.50/hr, which would equate to $310,500 of
departmental gross.

Our expense structure is currently a challenge to
our department profitability. We plan on working
with our Controller to perform a detailed analysis
and look for savings opportunities.

If we can lower our expenses, the additional gross
from maximizing tech proficiency will positively
impact profitability.

CHANGES IN EXPENSE STRUCTURE:



Based on our current tech proficiency of 91.88%,
we have opportunities to sell more of our
available hours. To work towards our goal of
120% efficiency, we will add two parts runners
to our team, so that technicians can fully utilize
their time.

With our latest addition of our Used Car shop,
we currently have 85 bays with 75 technicians.

PRODUCTIVITY



We will work with our HR Department and
local high school automotive programs to
bring in talent. Once fully staffed, we will
reevaluate our facility utilization to ensure
our percentage has increased.

In order to increase
facility utilization, we
will need to hire 10
additional technicians.



After completing the 100 RO analysis, we found that the
majority of our business comes from Maintenance and
Repair.

An area we found we can improve on would be
educating our service customers on why it is more
beneficial to complete all services with our dealership
vs. independent shops. With educating customers on
why it is more beneficial (i.e. OEM parts, trust certified
technicians, warranty work), this will help drive more
competitive services to our Service Department.

Based on the NADA Guide ratio of 2.2:2.5 labor hours
per RO, we are performing well at 3.56 hours per RO.

100 Repair Order Analysis:



STRATEGIES:
• Weekly check-in meetings with HR
• Offer a signing bonus
• Create Marketing campaigns that drive Service
business to our dealership with the message of "we
service all makes and models"
• Improve communications between the Controller
and Fixed Operations Director regarding expenses

Objectives
Strategies

Tactics
OBJECTIVES:
• Hire additional technicians
• Increase tech proficiency
• Increase the number of competitive services RO's
• Better expense control

TACTICS:
• Hire 2 parts runners
• Have a presence at job fairs and high school
automotive programs.
• Gather data and research options (including
budget) for additional marketing opportunities
• Detailed report tracking weekly departmental
expenses



To be completed by Parts Director
Complete by May 1st

To be completed by Fixed Operations Director, Service Manager and HR Director.
Complete by April 1st

To be completed by Marketing team.
Complete by April 1st

To be completed by Controller, Fixed Operations Director, Service Manager and GM
Complete by April 1st

Hire 2 parts runners

Create a calendar with job fairs and tech program events to attend.

Create a marketing plan to geofence customers that drive other makes and models to generate
more Service business

Schedule weekly check-ins to discuss areas of improvement and opportunity in regard to
departmental expense control.

ACTION PLAN:



Based on our current tech proficiency of 91.88%, we have opportunities to sell more of our
available hours. If we can increase efficiency to 120%, we can generate an additional 3,000
hours at $103.50 which would equate to $310,500 departmental gross

13,781 hours billed/75 technicians = 183 FRH/tech at ELR $103.50 = $190,018 additional
labor gross

Increase net profit from -2.61% to 5%. This increase would result in a net profit of $51,035
which is a $79,441 swing from our current, -$28,406.

SYNOPSIS:



Potential Monthly Impact:

$500,518 additional gross 

$25,025 additional net profit!!


