


Eight Steps to Make Your Fixed Ops
Department More Profitable

Dealerships are facing unprecedented pressures on profitability. While the focus often gravitates
toward vehicle sales, the real, consistent opportunity for profit lies in the fixed operations (fixed ops)
department. However, several factors are converging to challenge even the most seasoned operators.

Market Shifts and Economic Pressures

With the evolving realities in new and used vehicles, dealerships are grappling with thinner margins on sales. As the
industry, adapts the spotlight is increasingly turning to fixed ops as a critical profit driver. Yet, even here, the path to
profitability is fraught with obstacles:

+ Rising Operational Costs: Labor costs continue to climb for all fixed ops employees, driven by both the scarcity
of skilled technicians and inflationary pressures. At the same time, supplier costs have surged, further squeezing
margins.

« Technological Disruption: The rapid evolution of automotive technology, from electric vehicles to advanced driver-
assistance systems (ADAS), is increasing the complexity and cost of service. Dealerships must invest in ongoing
technician training and state-of-the-art diagnostic tools to keep pace, all while trying to improve profitability.

«  Customer Expectations: Today’s consumers are more informed and demanding than ever. They expect a seamless,
transparent service experience, from booking appointments online to receiving updates via their mobile devices.
Failing to meet these expectations can lead to lost business and damaged customer loyalty.

The Imperative for Strategic Action

Maintaining and growing profitability in fixed ops requires a strategic, data-driven approach. It's no longer enough to
rely on traditional methods. To stay competitive and ensure long-term success, dealerships must embrace innovative
solutions that optimize efficiency, enhance the customer experience, and drive revenue growth.

The checklist below provides actionable insights tailored to the unique challenges facing today'’s fixed ops departments.
Each step outlined ahead offers practical strategies designed to maximize profitability while addressing the specific pain
points that hinder performance. From optimizing service scheduling to leveraging cutting-edge data analytics, these steps
are your blueprint for turning fixed ops into a powerhouse of sustained profitability.

As you explore these strategies, consider them not just as operational improvements, but as opportunities to transform
your fixed ops department into a cornerstone of your dealership’s financial health. By implementing these approaches,
you can ensure that your fixed ops operations not only meet the demands of today but are also poised to capitalize on the
opportunities of tomorrow.

| Optimize Your Service Scheduling

Maximizing the use of service bays without overwhelming your team is crucial for profitability. Poor
scheduling can lead to lost revenue due to idle time or rushed work that might require costly rework.
Additionally, when repairs and services take longer than expected, customer satisfaction surveys often reflect
negatively on the experience. These low survey scores can directly impact the performance ratings of service
advisors and technicians, ultimately affecting team morale, income, and the dealership’s reputation.
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Optimize Your Service Scheduling (cont.)

Maximizing the use of service bays without overwhelming your team is crucial for profitability. Poor
scheduling can lead to lost revenue due to idle time or rushed work that might require costly rework.
Additionally, when repairs and services take longer than expected, customer satisfaction surveys often reflect
negatively on the experience. These low survey scores can directly impact the performance ratings of service
advisors and technicians, ultimately affecting team morale, income, and the dealership’s reputation.

Actionable Tips

+ Implement Al-Powered Scheduling: Use advanced Al tools that predict optimal scheduling based on
historical data, technician availability, and customer demand. Al-driven platforms can analyze patterns
and suggest the most efficient service schedules.

+ Dynamic Rescheduling: Invest in systems that allow real-time adjustments. If a customer cancels at the
last minute, the system can automatically slot in the next waiting appointment or alert a customer who
requested an earlier time.

« Customer-Centric Booking: Integrate online booking tools with predictive analytics to offer time slots
that are convenient for the customer and beneficial for your operation. Consider sending personalized
reminders via SMS or apps, which can reduce no-shows and fill gaps in the schedule.

Reduce Parts Inventory Costs

Effective inventory management is a critical lever for maintaining healthy cash flow and ensuring service
efficiency within your fixed ops department. When inventory is not managed properly, overstocking can tie

up valuable capital in parts that may sit unused for extended periods, limiting your ability to invest in other
areas of the business. On the other hand, stockouts can disrupt service operations by causing delays in
repairs, which not only frustrates customers but also risks driving them to competitors. These delays can lead
to extended vehicle downtime and negatively impact customer satisfaction scores, further damaging your
dealership’s reputation and profitability.

Actionable Tips

+ Leverage Predictive Inventory Management: Use predictive analytics tools like PartsEdge that integrate
with your service history to predict the exact parts you'll need based on upcoming scheduled services and
historical trends. This minimizes overstock and ensures parts are available when needed.

* Sell More Parts Online: Build a thriving online parts store by utilizing vendors like RevolutionParts to
provide your customers with an impressive and simple shopping experience.

+  Supplier Consignment Programs: Partner with suppliers who offer consignment programs, where
they own the inventory until it's used. This reduces your holding costs and frees up capital for other
investments.

+ Use RFID Technology: Implement RFID (Radio Frequency ldentification) to track parts in real-time,
ensuring accurate stock levels and quick identification of misplaced items. This technology can help in
reducing shrinkage and optimizing reordering processes.

*  Proactive Customer Communication: Stay ahead of potential frustrations by being transparent with
customers about backorders and potential delays. When a customer arrives for service, provide them
with an upfront, honest assessment of parts availability and expected timelines. For instance, if a
part is on backorder, inform the customer immediately and offer them alternative solutions, such as
scheduling a follow-up appointment once the part is available or exploring substitute parts. Additionally,
consider sending pre-service notifications if you anticipate any delays, which can help manage customer
expectations and maintain trust.
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Enhance Service Personnel Training

Your technicians are the backbone of your fixed ops department, and their skill level is crucial to delivering
high-quality service efficiently. Your team’s proficiency directly affects the speed and quality of repairs and
the overall profitability of your service operations. Well-trained technicians can perform complex repairs more
quickly and accurately, reducing rework and increasing customer satisfaction.

Actionable Tips

+  Virtual Reality (VR) Training: Invest in VR training modules that simulate complex repairs. This
technology allows technicians to practice without the risk of damaging real vehicles. Brands like VR Tech
Academy offer immersive training experiences that help techs get up to speed on new vehicle models and
systems.

* Cross-Training Programs: Develop a cross-training curriculum that enables technicians to work on a
wider range of vehicles and systems. This not only makes your workforce more flexible but also reduces
downtime as techs can be shifted between tasks more easily.

+ Mentorship Programs: Pair experienced technicians with less seasoned staff in a structured mentorship
program. This approach not only transfers knowledge but also fosters a culture of continuous
improvement and team cohesion.

»  Other Service Personnel: Augment Service Advisor and other team member training with vendors like
RockED, who can provide online training in areas such as EV and tires.

WarrCloud Integration for Warranty Reimbursement Management

Warranty claims are a significant and increasing part of fixed ops revenue, yet they can also be a source of
frustration due to their complex and time-consuming nature. Mismanaged warranty processes--from errors on
paper forms or unstandardized digital documentation; improper tracking of claims; and delays in the approval
process-can result in incomplete or inaccurate warranty claims. This often leads to rejections or delays in
reimbursement, lost revenue, and increased administrative costs.

Actionable Tips

+ Automate Warranty Claims Processing: Integrating WarrCloud’s automated claims processing system
can streamline the entire warranty reimbursement process, reducing the manual workload on your team.
WarrCloud's platform has been shown to reduce processing costs by up to 50%, freeing up your staff to
focus on more profitable tasks.

+ Maximize Warranty Reimbursement: WarrCloud’s system ensures that every warranty claim is processed
correctly, maximizing the reimbursement potential. This can lead to a significant increase in revenue, with
some dealerships reporting an uplift of 15.1% in warranty claim payments after implementing WarrCloud.

*  Reduce Administrative Burden: By automating the tedious aspects of warranty management, WarrCloud
helps reduce administrative costs and errors, which can otherwise eat into your profitability. This also
enhances compliance and audit readiness, providing peace of mind.
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Optimize Your Service Scheduling (cont.)

Effective upselling can significantly boost revenue without the need for additional customer acquisition. Done
right, it adds value for the customer and increases profitability for your dealership.

Actionable Tips

Al-Driven Recommendations: Use Al tools that analyze a customer’s vehicle history and current condition
to suggest relevant upsells. For example, a system like SmartService Al can notify advisors of potential
upsells such as tire replacements or extended warranties based on predictive wear and tear algorithms.

Interactive Service Tablets: Equip your service advisors with tablets that display the customer’s service
history, vehicle data, and potential upsell opportunities in real time. Customers are more likely to approve
additional services when they can see the data-backed recommendations firsthand.

Service Videos: Customers are much more likely to purchase an upsell recommendation if it is
accompanied by a short video showing and explaining the problem. Vendors like TruVideo provide great
tools that enable video delivery.

Streamline Administrative Processes

Efficient administrative processes reduce overhead, improve service speed, and enhance the overall customer
experience. Reducing the time spent on manual tasks can free up resources for more critical activities.

Actionable Tips

Robotic Process Automation (RPA): Implement RPA to automate repetitive tasks such as invoicing,
data entry, and warranty processing. Software like AutoRPA for invoicing and WarrCloud for warranty
processing can handle these tasks quickly and accurately, reducing errors and freeing up your team to
focus on higher-value work.

Cloud-Based Document Management: Transition to a cloud-based document management system like
DocuOps that integrates with your existing CRM and service management tools. This allows instant
access to documents and service records from anywhere, speeding up approval processes and reducing
bottlenecks.

Customer Self-Service Portals: Develop an online portal where customers can view invoices, approve
work orders, and make payments. This not only speeds up the billing process but also empowers
customers by giving them greater transparency and control over their service experience.
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Enhance Service Personnel Training

It goes without saying that retaining customers is more cost-effective than acquiring new ones. Loyal
customers not only return more frequently but also tend to spend more per visit, driven by their trust in your
dealership’s reliability and quality of service. They are more likely to purchase additional services or upgrades,
and their positive experiences can translate into valuable word-of-mouth referrals. This not only enhances
your reputation but also helps to build a strong, dependable customer base that sustains and grows your
revenue over time. Investing in customer retention strategies, therefore, not only reduces the costs associated
with new customer acquisition but also maximizes long-term profitability and business growth.

Actionable Tips

* Personalized Service Reminders: Send personalized reminders for upcoming services based on each
customer’s vehicle history and driving habits. Tools like Xtime’s Invite or CustomerLink can automate this
process, ensuring timely reminders that resonate with each customer.

+  Subscription-Based Service Plans: Offer subscription plans where customers pay a monthly fee for
regular maintenance services. This not only guarantees repeat visits but also smooths out cash flow by
providing a steady income stream.

* Exclusive Loyalty Programs: Design a tiered loyalty program that rewards customers with perks like
priority booking, complimentary services, or discounts as they reach certain spending thresholds. This
incentivizes continued patronage and higher spending.

Improve the Customer Experience

Warranty claims are a significant and increasing part of fixed ops revenue, yet they can also be a source of
frustration due to their complex and time-consuming nature. Mismanaged warranty processes--from errors on
paper forms or unstandardized digital documentation; improper tracking of claims; and delays in the approval
process--can result in incomplete or inaccurate warranty claims. This often leads to rejections or delays in
reimbursement, lost revenue, and increased administrative costs.

Actionable Tips

+  Al-Powered Communication: Use Al chatbots for 24/7 customer support, appointment scheduling, and
status updates, freeing up staff and enhancing satisfaction.

+ Augmented Reality Vehicle Inspections: Leverage AR to provide interactive vehicle inspections, helping
customers understand needed repairs and increasing approval rates.

* Smart Waiting Areas: Upgrade waiting areas with Wi-Fi, charging stations, and real-time service updates
to improve the customer experience.

+ On-Demand Concierge Service: Offer mobile services for minor repairs and routine maintenance, or
vehicle pick-ups and delivery, providing convenience and personalization.

« Lifestyle Services: Partner with local businesses to offer exclusive discounts or bookings for restaurants,
gyms, and entertainment during the service wait.

+ Virtual Vehicle Tours: Use AR for interactive tours of vehicle models, showcasing upgrades and features
for potential buyers.
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Claim Your FREE, No-Obligation
30-Minute Consultation to Boost
Your Fixed Ops Profitability

Thank you for taking the time to explore these strategies. We hope you've found the insights valuable
and can use them to elevate your fixed ops department to new heights.

If you're serious about transforming your fixed ops into a more efficient profit center, we have great
news. For a limited time, we're offering a free, no-obligation 30-minute consultation to learn how
WarrCloud can help cut costs by boosting profitability.

During this session, we'll dive into your current operations, discuss your goals, and explore how you
can achieve them using our proven strategy. You'll gain valuable insights, including:

How to increase profitability in a surprisingly short time

What common pitfalls to avoid in your warranty processing

How to implement cutting-edge technologies for maximum efficiency
There’s no obligation to proceed with our services after the session. This is simply an opportunity to
receive expert advice and see how we can help you cut costs and increase profitability to drive your
fixed ops department to success.

To claim your free consultation or learn more about this exclusive offer, click the link below.

CCIaim Your Free Session Here)
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https://warrcloud.com/get-an-analysis/
https://warrcloud.com/get-an-analysis/

