
NADA Fixed Ops 2(Post class homework)

Brad Zielinski-Class 332-17

Gurley Leep GM Giant

All Calculations are based on March 2018 Financial
Statement

a.  Advertising:  Our service advertising strategy centers around direct 
mail, email blasts, and web banners.  Occasionally we will run direct 
mail for sales and include service coupons as well.  Below is an 
example of an email blast coupon we sent out recently.

The internet advertising is as follows:



Seasonally we advertise via direct mail for A/C services, winterization, pot hole 
specials etc.   We also market our customers based on how long it has been since 
their last visit(12 months or greater etc….)  Based on how long it has been will 
determine what coupon/special we send them.  One of our key elements currently is
our service retention.  We also want to continue to search out new customers from 
other makes and models and also competitive franchises.

b.  Marketing:  We are currently working with our Fixed Operations director to 
refocus our efforts in regards to getting signage for servicing other makes 
and models.  We are located on a main road near the local hospital and we 
are focusing on these customers specifically .  We are discussing a banner as 
well as direct contact with the hospital for service.  We already provide 
discounting on auto purchases however I would like to set up a drop off and 
delivery service for these customers as well.  Currently most of our marketing
is focused towards the customers that have not been in our facility in the last 
12 months.  We also are looking at direct mail and email blasts to market 
ourselves to competitive customers.  We have the three colored tires in our 
service lane for increased tire sales.





We also have tire racks in the service lane with pricing for Good, Better, Best 
levels of tires.
I also have attached the NADA non-dealer survey that was completed in 
February to show our maintenance pricing.  Our pricing appears higher 
however after discussing with our fixed operations director he feels as if our 
overall service experience will allow for us to keep the pricing where it is.  We
also have 7 stores locally and he wants us to stay consistent with the groups 
pricing strategy.



c.  Facility:



Currently our facility has 12 bays in which 10 have lifts.  Based on the fact 
that we are utilizing only 51.37% of our facility we have tons of room to grow.

d.  Productivity:  Our Tech proficiency for March was 77.06 which leaves room for
improvement based on the guide of 120%.  We have had some improvements
over the last few months since I have taken over so we are moving in the 
right direction.  The total hours billed is insufficient at 1479.65 and a big 
opportunity is in customer pay hours per ro.  We recently have started using 
Xtime, which will help based on their program.  We also are taking a serious 
look at who we are dispatching the mix of work to.  If we have a tech on 
payroll we need to be utilizing them to the best of their abilities.  We had way
too much unapplied time in March.



e.  Production Method:  Currently we are using a conventional method with flat 
rate hours for our technicians.  The only twist to this is we partner a veteran 
tech with a more inexperienced tech by putting them side by side in stalls of 
in the event of any questions they are right there to assist.  There is no 
additional pay or split pay based on helping.  Our service advisors are 
expected to work together as a team however they are paid based on the 
hours they produce individually.  They do however get paid on franchise CSI 
so it is important to work together to keep customers happy.

f. Analyze cost of labor:



The cost of labor for March was 29.39%, this is too much as the guide for 
gross profit retention is 72%, thus leaving 28% for cost.  So we were slightly 
over but very close.

g.  Changes in expense structure:  

Our expenses were too high in March.  Guide tells us that we need to be at 
45-50% personnel expense and we were at 52.07% which is the difference 
between being in line at 80% total.  Had we been at 45% we would have 
been fine.  One of the concerns here is we increased our number of advisors 
to 4 in March which increased our personnel expense.  We did not see the lift 
we needed in labor sales that would be necessary to cover the expense of the
fourth advisor.  So we need to improve labor sales and gross to accomplish 
this.  If not we must say goodbye to an advisor.

h.  Pay plans:  Attached are the pay plans for the service manager(Alan Royce) 
and our service advisor pay plans, all advisors are paid the same so I used 
one for Kevin Chlebowski.  There is a Presidents club that the advisors can 
qualify for.  Presidents club begins at $75,000 in labor sales.  The bonus is 
$250 for achieving this.  If they hit $90,000 in sales they qualify for elite 
status which pays a $750 bonus.
Our technicians are paid anywhere from $12.00-$28.00, presidents club(Tea 
withZ) qualifiers start at 50 hrs per week for the entire month.  These 
qualifiers get $100, if they average 55 hours they get $150.  All presidents 
club qualifiers both advisors and Tea with Z(techs) have a luncheon 
celebrating their performances at which point we have multiple giveaways as 
well.  Sporting events or concert tickets and additional money.









i.  Detail performance programs:  Every day there is a shift meeting with all 
advisors and technicians to go over all key metrics from the previous 
day/month to date.  In these meetings the service manager reviews RO 
count/hrs per RO, CSI, any potential concerns with scheduling or workflow.  
They communicate as to what each day looks like, who will be doing what 
when possible.  They review the current trends with the month, how are we 
tracking, what do we need to make up in order to stay on pace.  Potential 
pitfalls when it come to difficult situations/customers.  Overall communication
is key when working with so many moving parts to service department.

j. Level of current training:  All of our employees in our service department are 
to be 100% trained each quarter as this is required for us to collect our 
Essential Brand Elements money.    

k. Special tools:  Special tools are kept in the back of the service department in 
a separate closet.  They are organized by size and type.











l.  100 RO analysis
On our analysis the effective labor rate was $114.03 which is very good in my
opinion.  Our mix of competitive and maintenance vs repairs is not in line, 
NADA recommends that 60% come from competitive and maintenance and 
40% from repairs.  On these 100 RO’s our repair was 77.07% vs 22.93% for 
competitive and maintenance.    On the analysis we find that both 
competitive and maintenance are less than our ELR, this has been typical of 
all of the reports I have ran.  We had a better than average March so I feel 
these numbers are a little higher than what they typically are in regards to 
ELR.  Our hours per RO are 2.25 which is above guide so that is a win as well. 
My biggest concern on the analysis is the one item RO percentage is 69%.  
Guide is 10-15%, we have recently began a transition to Xtime which should 
help reduce the number of 1 item RO’s based on the Menu presentation.  We 
also had 65% of the vehicles on this analysis that were 2013 or older which 
also helps the repair percentage as these vehicles are typically out of 
warranty and need more repairs.



m. S.W.O.T analysis



Strengths:
-Veteran service manager of 30 years
-10 technicians have a combined 174 years of experience
-Established franchises that have been the backbone of our 
organization for 40 years
-Increased new vehicle sales over the last 5 years will continue to 
increase customer base.
-Parts manager has been with our company for 17 years
-We have 4 advisors one has been with our company since 1987, 
one since 1990, the other two are new and have been doing it for 1 
year each

Weaknesses:

-CSI is horrible.  So much of what I am implementing is in relation to 
customer experience and service.  We must treat our customers as if 
they are not “work” to us.  We must manage our own attitudes to keep 
the experience at a world class level.  With all of the experience we 
have in this department it should not be a concern.  We become bored 
with our job and that cannot happen.  We must provide for our 
customers to increase our retention and CSI scores.  Since I have been 
here it has been moving in the right direction both retention and CSI.  

We must get to the top and stay there.

-Communication must be improved.  One of the number one downfalls 
of a service department is communication.  We must get more involved
with updating our customers both up front and during their visit.  We 
need to under promise and over deliver.  Too many times we find 
ourselves doing the opposite and it takes down both CSI, customer 
experience, and retention.  If we tell someone it is going to be an hour 
and we disappear for 2 hours and do not update them they will never 
come back.  We must get better at this.

-Service department hours do not mirror sales

-Need non-dealer pricing board in service drive, as well as “why” to 
service with Gurley Leep board

-Need to limit one line RO’s…..65% on analysis

Opportunities:



-Market us repairing all makes and models

-CSI….improving the customer experience will improve our CSI levels, 
which in turn will increase retention.  

-Develop better communication both with the sales department to 
make the service department run smoother, and with our current 
customers in the service drive thus increasing customer experience.

-Continuous training on Xtime to maximize customer experience as 
well as providing a better menu selling process to increase hours per 
RO

Threats:

-One of the largest threats we have is the independent shops such as 
Belle Tire, Zolman Tire etc….They offer more convenient hours and 
Sunday hours at this point which in itself will take customers out of our 
hands.

-With some of the new implemented practices we need immediate 
results.  If they do not come they will consider some of the things we 
are changing as wasted time and energy.  Many of the veteran 
employees are not forward thinking and they feel as if what they have 
always done is good enough in todays world.  Not the case.

-GM products providing maintenance to some of the vehicles, 
customers feel as if they are “covered”.

-Concerns with new factories being built in our area taking away 
quality technicians

Objectives:

-Continuous improvement to be above GM retention levels

-Increase customer pay RO’s monthly

-Continuous improvement on CSI to get us over both Zone and 
National averages

-Reduce number of 1 line RO’s to guide of 15%



Strategies:

-Increase advisor training with the new Xtime tool to provide a better 
customer experience thus increasing hours per RO and decreasing one 
line RO’s

-Service BDC to work with the Xtime scheduling system to generate 
more incoming appointments at the customers convenience not 
necessarily the advisors

-More marketing campaigns geared towards competitive customers

-Increased training for the service drive “presentation” as well as 
phone training for advisors

Tactics:

-Implement a “why service here” board for service, this shows 
customers why they should spend their hard earned money with our 
dealership

-Have weekly meeting with service manager going over daily shift 
meeting info, also tracking where we are at in regards to monthly goals

-follow up with advisors individually to track performance(let them 
know I am paying attention)weekly

-Improved scheduling and menu selling due to the implementation of 
Xtime

-Update customer waiting area with better technology(larger tv, better 
connectivity)already in the process of…..

-with Xtime, Ipads are implemented to do better walk arounds with 
customer prior to writing up vehicle

Action Plan:

-Improve service department CSI above zone and national average by 
6/1/2018.  GM and service manager are in charge of this task

-weekly meeting with advisors to go over all numbers for the prior 
week, also to discuss the trends and progress of the month.  This will 



be implemented the first week of May 2018.  It will be performed by 
the GM and service manager

-Implement a new first service process using Xtime.  Training is week of
May 14th, implementation of new process to follow week of May 21st.  
This will be a task for the general manager and sales managers

-reduce unapplied time from $8000 to 6000 by May 1, from $6000 to 
$4500 by 7/1.  This task is to be taken on by the Service Manager.

Synopsis:

The most important part of a franchised dealership is its service 
department.  The old saying, sales gets the first deal and service gets 
all of the rest is very true.  In a world where a customers lifetime value 
is $517,000 we must have a service department that is providing the 
best customer experience possible.  This will not only improve a store 
that has struggling CSI, it also will improve all of the other financial 
aspects as well.  Gross will increase as will hours per RO.  When you 
sell more service parts sales and profits increase as well.  We have 
recently changed to Xtime scheduling and systems to help improve 
both our number of RO’s but also the gross and hours attached to 
these RO’s.  With a great process in regards to a customer friendly 
greeting and an improved walk around we will setting the stage for the 
customer experience designed to increase all numbers.  Once the 
customer has the experience we just mentioned they will be more 
open to spending more money with people they like and trust thus 
allowing our tenured technicians the ability to provide the proper 
recommendations to our customers.  We are focusing a lot of energy 
on improving our retention as well.  I firmly believe that the main 
component of retention is proper customer service.  I know that is the 
number one thing I have been speaking on however, I am very 
passionate about this topic.  Treating people the right way is the way to
improve everything within any department.  Successfully implementing
the Xtime process is imperative to the success of this department.  
They will provide the tool, we will provide the customer satisfaction, 
and then the service department numbers take care of themselves.  
There are other items we will be doing as well.  The service manager 
will be having daily shift meetings with both technicians and advisors 
to keep them up to speed as to the progress of our month.  Weekly I 
will meet with the advisors to also follow their progress and let them 



know that I am following their numbers as well.  Another component of 
the action plan is to reduce the unapplied time here at the dealership.  
Recently we took two technicians off of their guarantees.  This should 
show in our April statement.  We also want to continue to grow our 
customer pay RO’s by attacking the competitive segment which 
includes all makes and models.  We are communicating with GM as to 
what type of signage we can use and stay compliant with EBE 
standards.  With all of the ideas we are currently working on 
implementing and the solid action plan attached I feel as if we can take
the service department to the next level both in customer experience 
and store profitability.


