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	Strengths
1. Individually Owned
2. Very Busy
3. Certified Techs
4. Treat Customers Like Family
5. We have ability to draw from neighboring counties
6. Hiring local knowledgeable Personnel
7. Dependable business	
8. Customer Retention
9. Great ASE certified techs
10. Strong Service Manager
	How to Bolster Strengths
· Continue train techs
· Continue treating customers like family
· Advertise more in surrounding counties


	Opportunities
1. Upscale MPI
2. Opportunity for Employees
3. Vehicle needs of agricultural and industrial areas coming to area
4. More advertisement digitally
5. Better communication between staff
6. Upsales
7. Meet new car buyers to establish relationship
8. Increase labor rate
9. Control the workflow
10. No Quick Lube
11. Larger Tech repairs need quality control from Manager
	How to Improve
· Establish a more thorough process for customer using electronic MPI through service such as Service1 or through Reynolds & Reynolds
· Start weekly service meetings
· Train service advisors
· Establish a consistent Sales to Service handoff

	Weaknesses
1. Poor Communication from sales to service
2. Parts Not in Stock
3. Misdiagnosis or Comebacks
4. Sales too Demanding
5. Poor Training
6. Laziness
7. Shop needs to be cleaner
8. Location near highway
9. Personnel Benefits
10. Not enough committed employees
11. No thorough inspections and upsales
12. Not up to date with technology
13. Takes too long to get parts from parts department
14. We are reactive rather than proactive in selling
15. Appt booked out too far
	How to Improve
· Sales staff must go through sales management when issues arise
· Conduct bi-weekly fill rate analysis to ensure fill rate gets above 80%


	Threats
1. Hot in Shop
2. Location
3. Parking
4. Tight spaces causing perception of unorganization and confusion
5. Population decrease
6. Overpricing work
7. More independant shops opening
8. Repairs takes too long
	How to Improve
· Possibly install Big Ass Fans
· Parking will improve once new Nissan facility opens across town.





Objectives
· Improve tech proficiency
· Reduce expenses
· Improve gross profit as a percent of sales
· Improve on our facility potential







Strategies
· Monitor tech hours and add pain and gain to their pay structures. Bonuses for being 120% proficient or more and written up/disallowed from earning a bonus for a month for failing to get a minimum proficiency level.
· Watch every cent, focus on waste and unnecessary expenses, review how expenses are allocated to the service department.
· Eliminate service advisors ability to discount. Every declined job has to have a manager T/O, and only at this juncture can service manager discount.
· Become order makers, not order takers.  Bonuses for upsells, placing increases importance on MPVIs. Have more parts available in parts department.


Tactics
· Bonus structure for techs
· Same vision, instilled at service meeting every week
· Adjust service manager’s pay plan
· Extend service hours


Tasks
· Monitor weekly hours by tech on a whiteboard to promote tech proficiency- Service Manager, December 2017
· Monitor upsells weekly by tech on another whiteboard to promote MPVIs and gross- Service Manager, December 2017
· Track parts fill rate and adjust inventory to promote tech proficiency- Parts Manager, November 2017
· Adjust Service manager’s pay plan to focus on expenses- Me, April, 2018
· Give out bonuses for hours and upsells at the weekly service meeting- Service manager, December 2017
· Train service advisors as salespeople, sales trainer, November 2017
· Adjust hours of operation to be consistent with sales hours, Me, April 2018

Synopsis

It is evident that our lack of focus on upsells, our lack of tracking and managing tech hours, our low parts fill rate, our high expenses, our short hours of operation, and our lack of training our service staff in the art of sales has impacted our department profitability greatly.

Later hours will increase our business, and it only makes sense to be open in service for at least as long as the sales department is open.

By being order makers, instead of order takers, i.e. upselling jobs, our gross profit should increase per R.O.  So will us being more efficient and increasing our proficiency. Bonuses for this will help techs and advisors focus on this.

Adjusting our service manager’s pay plan to focus on expenses and productivity should promote serving our customer base in the most efficient and profitable manner possible.  Training our service advisors should have the same effect.

Cannot wait for our profitable future.
