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Strengths:


1. Strong management Support in the Service department  
2. Techs work together to repair Vehicles efficiently  
3. Growing Community with high customer retention  
4. Low comeback rates on repairs  
5. Good opportunity for techs to be promoted so younger techs have opportunities  
6. All tools needed to complete work management listens to techs on needs  
7. Niche Market Of RV business and future plans to build a heavy truck Center on the Premises to increase growth and handle demand  
8. Dealership is Known for Customer service in the community 5 time President award winner. 
9. Huge Quick lane supported with offsite quick lane being built to better handle customer demand. 







Weaknesses:

1. Current main shop is at capacity need to expand  
2. Not enough Diesel techs to handle current work need to focus on hiring 2 more diesel techs based on workflow. 
3. Oil Distribution system needs to be upgraded current one is insufficient  
4. Some lifts and equipment needs to be updated and replaced (plans are in place to do this in 2018) 
5. Lack of Effective appointment policy managers need to hold advisors accountable  
6. Need to Use the parts service pricing guide current way of pricing parts is outdated leaving money on the table  
7. Poor advisor handling of phone calls not listening to customer and setting appointments needs improvement  
8. Get cars diagnosed quicker and have less no problem found 
9. Need More Techs for current work load in shop 






Opportunities:

1. Service Drive Training to improve the advisors phone skills and ability to handle customers 
2. More Focused Service Advertising with specials use social media to drive service business and communicate with customers  
3. Increase Parts inventory to decrease time techs wait on emergency orders from parts depot  
4. Better Commination’s between techs and advisors 
5. Expand parking for service to create more room for RV business 
6. Better MPI Process we are currently not at 100% this will create more upsell on the Drive! 
7. Better display for customers Needs to be updated  










Threats:

1. Techs taking short cuts not doing proper diagnostics creating be backs and upset customers  
2. Lack of Training up front with advisors costing dealership business  
3. Area saturated with independent shops and ford dealers creating lower margins and constant tech raises  
4. Not having parts on hand and having to many SOP parts  on order 
5. Warranty dollars dropping and warranty audit issues costing chargeback 
6. Shops in area are open more hours to service Customers 













Objectives:
1. Improve training Process and accountability with advisors 
2. Increase MPI Percentage to 90% or better 
3. Implement Phone skill training on the Service Drive to increase customer pay 
4. Track lost sales in the parts department 
5. Improve shop capacity and tech efficiency  
6. Improve customer pay gross on labor and parts sales  
7. Utilize SPG in the Parts department to increase Gross percentage  
8. Create a Dare to compare board for customers to see on the service drive and Website.













Tactics: 

1. Open the Shop more Hours current hours are 7am to 7pm Mon thru Friday and 7am to 4pm quick lane and half-staff main shop would like to change hours to 7am to 7pm full service Monday thru Saturday. 
2. Create Dare to Compare board By End of January 2018 on website and service drive 
3. Create a technician Bonus plan that motivates them to upsell and create more customer pay gross 
4. Have Service manager change tech pay Example if A tech does oil change then he would be paid les per hour ( use variable rate based on skill set) 
5. Change the way we currently dispatch the jobs to techs Currently we have one dispatcher and she also does Warranty I believe she is overwhelmed with doing both 
6. Have weekly fixed meeting to review Performance VS Forecast and open ROS and Receivables in Parts, Service and Body Shop. 







Legacy Ford N327 #20 
Action Plan
1.  Create Effective Phone Training for service Advisors On the Drive   
Assigned to Service Manager   Completion Date   Jan 2018  
2. Parts Manager To be Trained On SPG Reynolds Parts Pricing   
Assigned To Parts Manager   Completion date   Jan 2018  
3. Install Dare to Compare Board to show our Competitive pricing and Value proposition To Be completed By GM/Service Manager   Jan 2018  
4. Extend our current Hours of Operation on Saturdays from 7 am to 4pm / 7am to 7pm With full service staff   GM/ Service Manager     Feb 2018  
5. Complete Offsite Quick lane Construction with 10 bays including 2 commercial quick service bays   GM/Owner / Service Manager   Jan 2018 
6. Create A Competition Board for Tech hours Produced and have weekly bonuses paid out in Tech Meeting to promote upsell    GM/ Service Manager   Jan 2018 
7. Track Lost Sales On a daily basis and Have Weekly Meeting with Parts manager To review    GM / Parts Manager     Jan 2018 
8. Redo The Dispatching of work to become more Efficient in the shop we currently have issue with back log of work and need to fix asap by hiring more techs and possible foreman   GM/Service Manager    Feb 2018 

Summary Remarks
Having evaluated the service department by secret shopping both by phone and in person that we need to increase training of the service advisors to become much better at handling customers on the phone and doing better on the drive. I have implemented a intense phone training course that each Advisor must pass or they will be responsible for the cost.  Also I have to have training doing a active delivery on the drive and better handling of customer expectations and follow up .  I also noticed that the techs do not complete the MPI sheet 100% of the time or there is no follow-up when the item is marked yellow or red and the service is turned down. I will work with Service manager by having a weekly meeting to review MPI sheets and turned down Follow up to increase service retention and gross. 
I also will increase service hours on Saturdays from 4 pm close to 7 pm this will be a normal workday and increase hours and gross in the shop instead of just a make up and quick lube day. I have also paid for the Parts Manager to be trained on the SPG pricing tool in order to increase our parts gross as a percentage of sales. There was also a issue with discounting on the drive which as of Dec 2017 we have taken away all access fro advisors and parts counter employees to discount on the drive without a manager override. I am working with parts and service to create a more efficient service and parts department with increased customer retention.
Looking forward to the challenges ahead!!!
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