FIXED OPERATIONS HOMEWORK 2
A) WE ONLY DO MANUFACTORERS ADVERTISING
UTILIZE SERVICE SPECIALS ON OUR WEBSITE

B)  WE ARE PRICED COMPETIVE ON MOST MAINTENANCE ITEMS
OUR OWNER RETENTION IS GOOD
WE NEED TO BETTER MARKET THE SERVICES WE PROVIDE IE: SERVICE LOANERS/PICKUP
FACTORY TRAINED TECHS ETC


C) WE ARE AT 53% FACILITY 
WE NEED TO INCREASE OUR EFFECTIVE LABOR RATE
IT’S DIFFICULT BECAUESE WE DO A VERY HIGH % OF OIL CHANGE

D) WE ARE 68% TECH PROFIECIENT
WE NEED TO IMPROVE SCHEDULING WITH THE ADVISORS
WE DO NOT SCHEDULE MUCH WORK AFTER 4PM LEAVING DOWNTIME

E) WE ARE CONVENTIONAL
OUR EXPERIENCED TECHS HELP LOWER TECHS
WE USED TO BE TEAM

F) OUR COST OF LABOR IS 25% AS A PERCENTAGE OF SALES
G) OUR TOTAL IS SERVICE EXPENSE IS 161627
CUT SUPPORT STAFF 
A LOT OF ADDED SUPPORT WITH NEW BUILDING
H) WE LIKE THE SERVICE MANAGER PAYPLAN
THE TECH PAYPLAN SHOULD BE A % OF LABOR INSTEAD OF FLAT RATE
WE ARE $98 PER HOUR NOW.  ANY INCREASES DOWN THE ROAD THE TECHS WOULD PARTICIPATE.
I) GOAL OF 200 HOURS PER MONTH PER TECH
HOURS TRACKED IN SERVICE MANAGER OFFICE
ADVISORS BONUS ON SHOP EFFICEINCY
J) TECHS ATTEND FACTORY TRAINING CLASSES
PAY INCREASE WITH ADDITIONAL ASE COMPLETED
K) SPECIAL TOOL ROOM NEAT AND ORGANIZED.
WE KEEP TRACK OF SPECIAL TOOLS


	


STRENGTHS:
GOOD TEAMWORK
EFFECTIVE COMMUNICATION
COURTEOUS STAFF
EXPERIENCED STAFF
GOOD CUSTOMER SERVICE
LOYAL CUSTOMER BASE
TRUST DEALER
NICE FACILITY

WEAKNESSES:
ALLOW CUSTOMERS TO BARGAIN TOO OFTEN
UNEVEN WORK BETWEEN BUILDINGS
SOME INEXPERIENCED TECHS
POOR COMMUICATION BETWEEN ADVISORS AND TECHS
COMEBACKS
POOR LEADERSHIP
LABOR RATE TO PAY RATE TOO LOW FROM TECHS PERCEPTION
PTO ISSUES
HARD FOR TECHS TO ADVANCE
HEALTH INSURANCE TOO HIGH
TECHS PERCEIVE ADVISOR PAY TOO HIGH
RO’S INCORRECT
[bookmark: _GoBack]TECHS NOT LISTENED TO
OVERBOOKING WORK

OPPORTUNITIES:
CUSTOMER RETENTION
BETTER TRAINING FOR ADVISORS
ENCOURAGE GOOD ONLINE REVIEW
ROOM FOR GROWTH WITH MORE TECHS
UPSELLING
RECOGNITION

THREATS
LOSING GOOD MECHANICS
BAD ONLINE REVIEWS
ECONOMY
SERVICE MANAGER
LESS EXPENSIVE OPTIONS IN TOWN (INDEPENDENTS)

OBJECTIVES
BETTER TRAINED ADVISORS
NEW SERVICE MANAGER
BETTER COMMUNICATION 
IMPROVE PROCESS OF UPSELLING
STREAMLINE SERVICE SCHEDULING BETWEEN BUILDINGS
HIRE MORE QUALITY TECHS
IMPROVE ALL PROCESSES

STRATEGIES
DEVISE BETTER SCHEDULING SYSTEM
MORE TRAINING FOR ADVISORS
ROUTE CALLS TO CORRECT BUILDING
REVIEW COMEBACK PROCESS

TACTICS
RECOGNISE GOOD TECH FEEDBACK
POST TOP HOURS PERFORMERS IN BREAKROOM MONTHLY
ADVISORS OFFER ALL NEEDED WORK TO EVERY CUSTOMER
OFFER WINDSHEILD WIPERS TO MORE CUSTOMERS
RECRUIT FROM LAKELAND COLLEGE TECH PROGRAM
ENCOURGAGE ONLINE REVIEWS FROM HAPPY CUSTOMERS

ACTION PLAN
TASK						BY WHOM	COMPLETION DATE
HIRE NEW SERVICE MANAGER			OWNER		12/31/2017
CORRECT DAILY SCHEDULING			SER MANAGER	10/01/2017
DISPLAY TECH TOP HOURS			SER MANAGER	10/01/2017
RECOGNIZE TECH CUSTOMER SERVICE		SER MANAGER	10/01/2017
WEEKLY PARTS/SERVICE MANAGER MEETING	SER/PARTS MGR WEEKLY
TECH PAYPLAN AS % VS FLAT RATE		OWNER		01/01/2018
COMEBACKS GO BACK TO INTITIAL TECH	SER MANAGER	09/01/2017
FIND ADVISOR TRAINING COMPANY		SER MANAGER	09/01/2018

SYNOPSIS

OVERALL, WE HAVE AN ESTABLISHED SERVICE DEPARTMENT WITH A GREAT REPEPTATION IN THE COMMUNITY.  WE HAVE HIGH CUSTOMER RETENTION AND GOOD CSI SCORES.  WE HAVE A GOOD STAFF WITH A LOT OF EXPERIENCE.

OUR TOP PRIORITY GOING FORWARD IS REPLACING OUR CURRENT SERVICE MANAGER.  HE IS LEAVING WITHIN THE NEXT FEW MONTHS AND WE NEED A GREAT REPLACEMENT.  WE NEED A PERSON THAT CAN LEAD WELL AND FACILITATE GOOD RELATIONS BETWEEN THE TECHS AND ADVISORS.  ALSO, INPROVING OUR COMMUNICATION, PROCESSES AND COMEBACKS.
SEVERAL OF THE TECHS COMPLAINED ABOUT A LACK OF RECOGNITION AND POOR COMMUNICATION. WE FEEL IT CAN BE FIXED WITH THE RIGHT SERVICE MANAGER.  WE WOULD LIKE TO POST THE HOURS OF THE TOP PRODUCERS.  WE ALSO NEED TO FIND A GOOD ADVISOR TRAINING COMPANY FOR ONGOING TRAINING.  THE ADVISORS ARE NOT UPSELLING ENOUGH. 	
WE ARE LOOKING FORWARD TO IMPLEMENTING THESE CHANGES AND SEEING OUR SERVICE DEPARTMENT GROW.




























