N330 Service 
Service Homework   Scott Johnson
Advertising:

· Monthly digital communication targeting current and future customers

· Contents focusing on:

*Service specials *** $19.99 LOF***$49.99 Transmission flushes***$29.99 Tune up

· Emails sent to customers after purchase to help maintain a high rate of retention.

· Quarterly mailers to maintain contact with customers offering Sirius radio free for 3 months with oil changes.

· Fun and educational! Community involvement to bring attention to importance of vehicle maintenance

· Business Direct Calling

· Representatives responsible for handling service call traffic

· Information Technology

· Digital websites, showrooms, FAQs, Self-help and Troubleshooting

Marketing – Non-dealer survey
· Dave Smith Nissan is competitive with both large and small service shops

· We take pride in offering:

· $19.99 oil changes. 

· Courtesy Transportation

· Roadside assistance

· We remain competitive in many areas including: service rates, tune-ups, diagnostics, and convenience offerings

Facility Utilization

· Our facility utilization has increased a bit in the more recent months. This increase can be credited to the introduction of more knowledgeable service technicians, quality of training , and better equipment used to complete service work
	FACILITY POTENTIAL

	Number of Bays
	11
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	FACILITY UTILIZATION

	Total Labor Sales
	$148,551 
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Technician Productivity

· Our technicians are highly productive. Our success is the separation of the brands and used shops. We streamline the work to the technician trained for the brand. We have multiple quality checks in place and ensure the work is 100% complete before releasing the vehicle. 
· Production method

· Our goal is to have all RO’s written up and assigned within 10 minutes of the customer coming into the store. Once the work is complete, the vehicle goes to the quality inspection to ensure the work is up to our service standards then released and RO closed out

Cost of Labor

· In the month of January our overall labor gross as a percentage of sales was 75.51%

· Internal work, with a GP percentage of 61.75%, while making up 72% of our sales was the biggest factor in bringing our overall down

	Service Department Sales And Gross (Labor Only) 

	
	
	
	
	
	

	
	Category
	Sales
	Gross
	Gross as % of Sales
	%Sales Contribution

	
	Customer Car
	$40,805 
	$30,813 
	75.51%
	0%

	
	Customer Truck
	
	
	0%
	0%

	
	Customer Other
	
	
	0%
	0%

	
	Warranty
	$16,893 
	$13,356 
	79.06%
	0%

	
	Warranty Other
	
	
	0%
	0%

	
	Internal
	$90,853 
	$56,102 
	61.75%
	0%

	
	NVI / Road Ready
	
	
	0%
	0%

	
	Adj. Cost Of Labor
	
	
	0%
	0%

	
	Total
	$148,551 
	$100,271 
	67.50%
	0.00%


Changes in expense structure

	
	Department
	Profit
	Centering
	

	
	
	
	
	

	
	Expense Category
	Dollar Amount
	
	

	
	Department Gross
	$100,271 
	% of Gross
	Profile

	
	Variable Expense
	$20,907 
	13.61%
	

	
	Selling Expense
	
	0.00%
	

	
	Personnel Expense
	$60,207 
	39.20%
	

	
	Semi-Fixed Expense
	$37,593 
	24.47%
	

	
	Fixed Expense
	$32,522 
	21.17%
	

	
	Unallocated Expense
	
	0.00%
	

	
	Dealer's Salary
	$2,369 
	1.54%
	

	
	Total Expenses
	$153,598 
	0.00%
	

	
	Net Profit
	$(53,327)
	0.00%
	


                                      PAY PLAN

Apprentice Technician: Starting wage $ hourly Working with Senior Tech's developing skills

Performing Factory training to achieve a level II

Time frame to achieve level 2 training typically 12months

Level II Technician: Starting wage $ w/sliding scale production increase Achieving ASE Certification after 2 years professional employment

Performing factory training to achieve Level III

Level III Technician: Starting wage $ w/sliding scale production increase Performing Factory training to achieve Master/World class Technician

Maintaining ASE Certification to achieve ASE Master Technician

Master/World Class Technician: Starting wage $ w/sliding scale production increase.

Maintain Factory required training

Maintain ASE Certification to maintain Master Tech Status

Sliding Scale Production Increase

45 hrs average per week $1.00 an hour flat rate increase 50 hrs average per week $2.00 an hour flat rate increase 55 hrs average per week $3.00 an hour flat rate increase 60 hrs average per week $4.00 an hour flat rate increase 65 hrs average per week $5.00 an  hour flat rate increase
Advisors Plan
Base + ( Gross x 10% = Com) + CSI + Spiff

RO#
SPIFF$
OPCODE
SPIFF C/P ONLY:

OPCODE

SALE





$5.00

ATF
             $159.95





$7.00

ATFF
             $289.95





$3.00

2WA
             $59.95


                                  

$5.00

4WA
             $79.95





$5.00

Fl
             $89.95





$5.00

OS
             $120.00





$5.00

BF
             $119.95





$7.00

FIT
             $149.95





$5.00

PSF
             $89.95





$5.00

CF
             $119.95





$5.00

FTBK
             $189.95





$5.00

RTBK
             $189.95




$30,000

 Gross Profit
$250.00



$40,000

 Gross Profit
$500.00




$50,000

 Gross Profit
$750.00



$60,000

 Gross Profit
$1000.00
Detail Performance Program
· Detail Performance Program is an area of the service department that requires some serious work. As managers we are aware of the numbers, but we do a bad job of communicating the numbers, especially in regards to benchmarks to the staff.

· Management does get a daily RAP report that details:

· CP sales, hours per RO, EFL, alignments, and warranty

· Daily tech hours & CSI

· There is an opportunity to set and quantify goals for all service employees, we just need to do it

· We do bonus techs on hours produced, so it would be beneficial to keep them up to date on where they stand

Training – Tech

· As a store we are very focused on training

· All pay are fixed on training and experience.

· Once a Tech has finished his online training. We send our Techs to training in Kent, WA.

· Our most experienced techs are Team leaders and they help train our mid level and new techs.

· We believe training techs is the most important thing. We can not make money if they don't know how to repair the vehicle!

Training – Advisors

· All 4 of our advisors have online Nissan training they have completed.

· Nissan requires that all training is done with Advisors and Managers to hit Quarterly pay out numbers

· Nissan has their own trainers that they send out for a variety of different training.
· This is 2 day intensive course that focuses on sales.
Special Tools

· Our special tools are kept in the part department in designated spaces. They are signed out and back in for each use. This ensures that we always know where the tools are.
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100 R.O. analysis

· Looking at the repair order analysis a few things jump out at me: 37% repair, a comparatively low repair ELR, and a low FRH/RO. 43% one item RO’s is way to high.  The 55% repair work orders can probably be attributed to the fact that 70% of the vehicles in the sample are 2013 or older. Our ELR for repair work is lower than it should be based on NADA guide. This is a result of having to compete with non-dealer lots for certain repair jobs.  . 
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S.W.O.T analysis

Strengths
· Skilled technicians

· Strong customer base

· Involved service manager

· Good relationship with manufacture

· Training programs
· All departments communicate very well

Weaknesses
· CSI has been inconsistant
· Lack of communication
· Techs don’t know what to expect in a day

· Too many people giving direction

· Not understanding the other departments

Opportunities

· Acquired Infiniti franchise
· DMS could be utilized better
· Team building

· Young technicians

· Spokane valley is growing rapidly.
Threats

· 3 Nissan dealers within 15 miles
· Initial quality

· Interdepartmental conflict

· Lack of team spirit

· Disorganization

· Tech feeling overwhelmed
· Lost Sales
Objectives
· Work on Tech proficiency

· Improve attitude of the entire staff

· Improve on number of RO’s daily
· Meet with employees one on one
· Focus more on Lost sales
· Ease pressure on Techs
Stategies
· Post competitive pricing board

· Insure that lube area works to maximum efficiencies

· Use any and all opportunities to us OBSO parts

· Ensure that techs are working together for best customer service

· Focus on work area appearance and cleanliness 

· Ensure that there is a right mix of work to so that tech efficiency is maintained 
Tactics
· Meet with service manager weekly and make sure that expectations are being met.  If not figure out why and if they are being met ensure that they will 
· Increase advertising budget 5%.  Can increase or decrease if necessary
· Evaluate pay plans for Techs, Advisors, and manager
· Set up a tier base bonus system for all service employees including the manager
· Set up daily team meetings to keep service employees up to date with changes and to motivate all team members.
·  Increase the use of social media for advertising  

· Increase the use of social media for advertising  

Action Plan
Task



By Whom



Completion Date
Adjust Pay plan for Manager         GM                                                                  April 15, 2018
Create bonus Plan for Techs,           Service Manager                                         April 15, 2018

Advisers, and writers 

Weekly service team meetings      Service manager                                         March 15, 2018

Weekly meeting with Parts Mgr.   Service manager                                        March 15, 2018

Service Mgr. And GM  

Improve express lube                      Service Manager                                         April 1, 2018

Efficiency
Start social media advertising       GM/Service Manager                                  April 15, 2018
 Addition to service building           GM                                                                 Aug. 1,  2018
Improvements to wash bay              Service manager                                        Aug. 1, 2018

Ad competitive pricing board           Service manager                                        March 15, 2018

Weekly ads for various                      GM/Service Manager                                 April 1, 2018

Services specials 
Solid training plan for Techs            Service Manager                                         April 1, 2018
and Advisors 
Extend shop hours                             Service Manager                                        July 1, 2018
Synopsis


After analyzing the service department at the store, I now have a better grasp on areas that need improvement and areas that need less focus. I am happy with the overall operation. That said we do have some areas for improvement, and some issues that need correcting.


I do believe that are training plan has been one of our successes.  We do need to put more focus on our apprentice program and training.  I believe this would help with the retention of our mechanics. We need to place a heavy focus on developing our current service staff. This includes: advisors, manager, technicians, apprentices, and the service BDC staff


Over the past 2 years our sales have increased by 100%.  I do not feel our service group has made the proper adjustment to accommodate this increase.  I also believe we are not retaining our customers well enough.  This has got to be one of the Service manager’s points of focus.   We did load up on service staff to enable us to embrace the stores growth, and as a result some of our employment expenses are out of line.

       I am confident that we have the team in place to meet the growth.  I believe that we need to make some major changes in a couple areas but feel we do have the right staff moving ahead to    improve our net profit in the service department.    
