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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN
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What is your goal? What do you want to achieve? From what metric? To what metric? By what date?
Example: “I will decrease my 5K run time from 30 minutes to 21 minutes by June 15, 2020.”

o000

I will increase my technician proficiency from 53.7% to 100% by June 15th, 2025.

How does this goal align with or support your dealer’s vision?
What are the BENEFITS of achieving your goal? What are the CONSEQUENCES if you don’t?
Why is this goal important to you?

R

Our dealer's vision, "taking care of our people, so they can take care of business", is being supported by this
goal because keeping our technicians proficient is mutually beneficial for the technicians and the dealership.

Benefits to achieving this goal include:

- Achieving top tech performance/less idle time

- Increase in morale and employee satisfaction/retention

- Increase in depatment gross profit

- Increase in Customer satisfaction and retention/decreased wait times
- Better labor mix

- Decresed expenses/less comebacks

- Increased servicing capacity

Consequences to not achieving this goal include:

- Decreased customer satisfaction/longer wait times

- Decreased employee satisfaction and retention/decrease in morale
- Increase in cost/ increase in idle time

- Increase in comebacks/increase in liability risks

- Decreased servicing capacity

This goal is important to me because with the current proficiency, we are not taking care of those who take care

of business. If our tech time could be stolen as tangeably as our parts, we would be calling the cops for all of
the stolen inventory - we are majorly idle, which is time wour techs cannot get back.
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FIXED OPERATIONS 2 — SERVICE

What specific actions or steps will you take to accomplish your goal? What will you do differently or

improve?

For each, be sure to include necessary resources, who is accountable, the measurable result, and dates.

0000

figure out why they
are what they are
(including pay plans)

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEﬂ(—rEgINT
Evaluate current Pay plans, time (in  |GM/Service manager|Figure out the Start - 4/1/24
proficiency levels -  |the shop), Reynolds starting point End - 5/1/24

Develop a training
plan that will help
reach proficiency

Training plan doc,
time, budget - for
sub-goals like

GM/Service
manager/ office
manager + qualified

Figure out the best
way to increase
proficiency

Start - 5/1/24
End - 8/1/24

and goals clearly to
the whole team

attention, shared
goals doc, Reynolds
data

same page

goal - set specific certifications, subject matter
sub-goals milestone expert trainer
nraficiencv rates etc
Define expectations |Technicians Service manager Get everyone on the |Start - 8/1/24

End - 8/1/24
(Will repeat as
needed)

Provide training/
resources on tech
proficiency, the
importance of it, and

the impact it can
have

Training materials
and qualified
instructor, budget.
technicians time

(inventory), tools/
enilinment far teches

GM/Service Manager

Increase (and
eventually maintain)
technician
proficiency

Start - 10/1/24
+ongoing

Track progress to
see proficiency
trends, and provide
feedback based on
results

Feedback system
(1-on-1s or reviews),
Reynolds -
efficiency reports

Service manager

Track progress

Start - 10/1/24
+ongoing

Give recognition to
highly proficient
technicians

Budget to recognize
techs, time to
recognize techs,
techs to recognize

GM/Service
manager/ Office
manger

Maintain high
morale, and
employee and
customer

satisfaction and
retentinn

Start - 10/1/24
+quarterly

Encourage learning
opportunities - to
keep techs
up-to-date on the

newest industry
standards

Training resources,
time for techs to
take advantages of
opportunities,

budget for techs to
narticinate

Service manager

Maintain inclining/
hightened proficiency

Start - 10/1/24
+ongoing, as
needed and/or
available

Evaluate and adjust
as needed - to drive
continuous
improvement

Techs on the job,
tools/ equipment
needed for techs to
perform, all previous
docs

GM/Service manager

Continuous
improvement

Start - 1/1/25
Monthly, ongoing
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SERVICE OPERATIONS HOMEWORK — ACTION PLAN
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How will you track your progress? Where will you find the information? How often will you check in?

Progress can be tracked using a mix of Reynolds & Reynolds data and technician labor calculations. From
Reynolds, we can pull billed hours, available hours, and actual hours. Plugging this data into the labor
calculations can help track the technician productivity, efficiency, and proficiency for each technician. Inaddition
to this, we can also look at the pay plans and payroll data to see how changes in pay structure effect the
proficiency rates.

Potential Obstacles? Potential Solutions?
- Hesitancy/pushback from employees about - Show them the difference (or lack thereof) that
how their pay can be impacted negatively a change in pay structure could have on them,
and how in the long-term, it will be a positive for
- Industry advancements/shifts in consumer their department and themselves as techicians

demand

- With the automotive industry always coming
out wtih the latest and greatest, it can be hard to
keep up with everything. Technicians might not
understand the more complex technological
advancements. However, with the proper
training and resources, they should be able to
thrive.

BOTTOM LINE! What is the financial impact (expressed in dollars) of achieving your goal?

0000

Increasing the technican proficiency to 100% would increase net profit by $136,367.17, on average, per month.

CONGRATULATIONS! You’ve accomplished your goal! You added or adjusted policies, procedures, and
behaviors. Now what? How will you ensure you and your staff do not fall back into the previous habits
that produced poor results? Be specific.

To maintain 100% minimum proficiency, the following would be done:

- Recognize and reward the highly proficient technicians, to keep morale high

- Create a supportive culture in the department that prioritizes and values learning

- Monitor and evaluate KPI's and other data, to make sure that technicians are meeting expectations

- Keen up with the industrv. to understand our combetition. but to also keen ubp with anv reaulatorv chanaoes or
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	How does this goal align with or support your dealers vision: I will increase my technician proficiency from 53.7% to 100% by June 15th, 2025. 
	2020 National Automobile Dealers Association All Rights Reserved: Our dealer's vision, "taking care of our people, so they can take care of business", is being supported by this goal because keeping our technicians proficient is mutually beneficial for the technicians and the dealership. 



Benefits to achieving this goal include:

- Achieving top tech performance/less idle time

- Increase in morale and employee satisfaction/retention

- Increase in depatment gross profit

- Increase in Customer satisfaction and retention/decreased wait times

- Better labor mix

- Decresed expenses/less comebacks

- Increased servicing capacity

Consequences to not achieving this goal include:

- Decreased customer satisfaction/longer wait times

- Decreased employee satisfaction and retention/decrease in morale

- Increase in cost/ increase in idle time

- Increase in comebacks/increase in liability risks

- Decreased servicing capacity



This goal is important to me because with the current proficiency, we are not taking care of those who take care of business. If our tech time could be stolen as tangeably as our parts, we would be calling the cops for all of the stolen inventory - we are majorly idle, which is time wour techs cannot get back. 
	SPECIFIC ACTION STEPRow1: Evaluate current proficiency levels - figure out why they are what they are (including pay plans)


	NECESSARY RESOURCESRow1: Pay plans, time (in the shop), Reynolds
	ACCOUNTABLE PERSONSRow1: GM/Service manager
	EXPECTED RESULTRow1: Figure out the starting point
	START END  CHECK POINT DATESRow1: Start - 4/1/24

End - 5/1/24
	SPECIFIC ACTION STEPRow2: Develop a training plan that will help reach proficiency goal - set specific sub-goals
	NECESSARY RESOURCESRow2: Training plan doc, time, budget - for sub-goals like certifications, milestone proficiency rates, etc.
	ACCOUNTABLE PERSONSRow2: GM/Service manager/ office manager + qualified subject matter expert trainer
	EXPECTED RESULTRow2: Figure out the best way to increase proficiency 
	START END  CHECK POINT DATESRow2: Start - 5/1/24

End - 8/1/24
	SPECIFIC ACTION STEPRow3: Define expectations and goals clearly to the whole team
	NECESSARY RESOURCESRow3: Technicians attention, shared goals doc, Reynolds data
	ACCOUNTABLE PERSONSRow3: Service manager
	EXPECTED RESULTRow3: Get everyone on the same page
	START END  CHECK POINT DATESRow3: Start - 8/1/24

End - 8/1/24

(Will repeat as needed)
	SPECIFIC ACTION STEPRow4: Provide training/ resources on tech proficiency, the importance of it, and the impact it can have 
	NECESSARY RESOURCESRow4: Training materials and qualified instructor, budget. technicians time (inventory), tools/ equipment for techs
	ACCOUNTABLE PERSONSRow4: GM/Service Manager
	EXPECTED RESULTRow4: Increase (and eventually maintain) technician proficiency
	START END  CHECK POINT DATESRow4: Start - 10/1/24 +ongoing
	SPECIFIC ACTION STEPRow5: Track progress to see proficiency trends, and provide feedback based on results
	NECESSARY RESOURCESRow5: Feedback system (1-on-1s or reviews), Reynolds - efficiency reports
	ACCOUNTABLE PERSONSRow5: Service manager
	EXPECTED RESULTRow5: Track progress
	START END  CHECK POINT DATESRow5: Start - 10/1/24 +ongoing
	SPECIFIC ACTION STEPRow6: Give recognition to highly proficient technicians
	NECESSARY RESOURCESRow6: Budget to recognize techs, time to recognize techs, techs to recognize
	ACCOUNTABLE PERSONSRow6: GM/Service manager/ Office manger
	EXPECTED RESULTRow6: Maintain high morale, and employee and customer satisfaction and retention
	START END  CHECK POINT DATESRow6: Start - 10/1/24 +quarterly
	SPECIFIC ACTION STEPRow7: Encourage learning opportunities - to keep techs up-to-date on the newest industry standards
	NECESSARY RESOURCESRow7: Training resources, time for techs to take advantages of opportunities, budget for techs to participate
	ACCOUNTABLE PERSONSRow7: Service manager
	EXPECTED RESULTRow7: Maintain inclining/ hightened proficiency
	START END  CHECK POINT DATESRow7: Start - 10/1/24 +ongoing, as needed and/or available
	SPECIFIC ACTION STEPRow8: Evaluate and adjust as needed - to drive continuous improvement
	NECESSARY RESOURCESRow8: Techs on the job, tools/ equipment needed for techs to perform, all previous docs
	ACCOUNTABLE PERSONSRow8: GM/Service manager
	EXPECTED RESULTRow8: Continuous improvement
	START END  CHECK POINT DATESRow8: Start - 1/1/25 Monthly, ongoing
	A: Progress can be tracked using a mix of Reynolds & Reynolds data and technician labor calculations. From Reynolds, we can pull billed hours, available hours, and actual hours. Plugging this data into the labor calculations can help track the technician productivity, efficiency, and proficiency for each technician. Inaddition to this, we can also look at the pay plans and payroll data to see how changes in pay structure effect the proficiency rates. 
	A_2: - Hesitancy/pushback from employees about how their pay can be impacted negatively



- Industry advancements/shifts in consumer demand
	A_3: - Show them the difference (or lack thereof) that a change in pay structure could have on them, and how in the long-term, it will be a positive for their department and themselves as techicians



- With the automotive industry always coming out wtih the latest and greatest, it can be hard to keep up with everything. Technicians might not understand the more complex technological advancements. However, with the proper training and resources, they should be able to thrive.
	R: Increasing the technican proficiency to 100% would increase net profit by $136,367.17, on average, per month. 
	S: To maintain 100% minimum proficiency, the following would be done:

- Recognize and reward the highly proficient technicians, to keep morale high

- Create a supportive culture in the department that prioritizes and values learning

- Monitor and evaluate KPI's and other data, to make sure that technicians are meeting expectations

- Keep up with the industry, to understand our competition, but to also keep up with any regulatory changes or opportunities


