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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle 0 Relevant ° Time bound

!

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

| want to increase my service departments express hrs per RO by April 30, 2024. | want to implement a pay
plan for the advisors that motivates them to help increase this number. | am looking at monitoring this number
and making it a 3 month rolling average and keep it a steady increase once we reach our goals.

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

This goal aligns with my dealers vision because we all are aware that we could do better in this category. | need
to reiterate the importance of upselling customers in the service drive and also making sure my express techs
are sending in photos of the additional services recommended. The benefit of achieving this goal is creating
more profit for our service and parts department and also my service advisors will be rewarded for reaching our
goals. If we can increase this number it will help overall for labor hrs sold as well as parts sold. The
consequences of not reaching this goal will be less money made in our service/parts deparement and not
reaching the goals can reduce bonuses paid out to our department. This goal is important to me because i know
we can improve this number and easily create additional revenue for our department which will help offset
expenses.
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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

plan for the advisors

implementing a pay
plan for parts
department as well

increase in hrs per
RO in express.

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE ’ '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEé:;\(TEgINT
Implementing a pay | hossibly service advisors To have a steady | want to implement

this in pay plans
starting April 1,2024

reviewing all service
history and properly
upselling

| will check this
number weekly and
let advisors/parts
know where we
stand.

Weekly spiffs to add
to the motivation.

Taking photos for
ASR recommended

technicians

| expect more
photos to be send it
and prove the
effects of what a
photo can do.

| will constantly
monitor our xtime
and stay on techs
about doing this.

| want to increase or
CSE scores

Reviewing all Repair
orders and multi
points with customer

service advisors

| expect for our CSE
scores to improve in
follow up calls and
reviewing MPI with
customer.

| have already
reiterated the
importance of this to
the service advisors.
Print daily reports.
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NADA c.n

SERVICE OPERATIONS HOMEWORK — ACTION PLAN

!

How will you track your progress? Where will you find the information? How often will you check in?

0000

I will use our DMS system to keep track of the numbers we want to reach.

Potential Obstacles? Potential Solutions?
Getting everybody motivated Adding it to the pay plan for motivation
Takes more time at write up to gather all When advisors see the results they will realize
infomation the extra time spent is worth it.
Technicians trying to sell too much Sale customer everything they need and

nothing that they dont.

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

0000

If i can simply increase our express hrs per RO by .2 it would create an additional $24,000 in labor sales for one
month or $288,000 over a 12 month period.

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.

Making sure we have regular review meetings and keep a steady track of where we stand. | think this is the
managers job to constantly reiterate the importance of the goals you have set in place and also rewarding the
ones that help you reach your goal.
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	How does this goal align with or support your dealers vision: I want to increase my service departments express hrs per RO by April 30, 2024. I want to implement a pay plan for the advisors that motivates them to help increase this number. I am looking at monitoring this number and making it a 3 month rolling average and keep it a steady increase once we reach our goals.
	2020 National Automobile Dealers Association All Rights Reserved: This goal aligns with my dealers vision because we all are aware that we could do better in this category. I need to reiterate the importance of upselling customers in the service drive and also making sure my express techs are sending in photos of the additional services recommended. The benefit of achieving this goal is creating more profit for our service and parts department and also my service advisors will be rewarded for reaching our goals. If we can increase this number it will help overall for labor hrs sold as well as parts sold. The consequences of not reaching this goal will be less money made in our service/parts deparement and not reaching the goals can reduce bonuses paid out to our department. This goal is important to me because i know we can improve this number and easily create additional revenue for our department which will help offset expenses. 
	SPECIFIC ACTION STEPRow1: Implementing a pay plan for the advisors
	NECESSARY RESOURCESRow1: possibly implementing a pay plan for parts department as well
	ACCOUNTABLE PERSONSRow1: service advisors

	EXPECTED RESULTRow1: To have a steady increase in hrs per RO in express. 

	START END  CHECK POINT DATESRow1: I want to implement this in pay plans starting April 1,2024
.
	SPECIFIC ACTION STEPRow2: possibly implementing a pay plan for parts department as well

	NECESSARY RESOURCESRow2: reviewing all service history and properly upselling

	ACCOUNTABLE PERSONSRow2: parts department 
	EXPECTED RESULTRow2: Decide on an obtainable number to reach and make it a 3 month to date rolling average. 

	START END  CHECK POINT DATESRow2: I will check this number weekly and let advisors/parts know where we stand. 

	SPECIFIC ACTION STEPRow3: Weekly spiffs to add to the motivation.

	NECESSARY RESOURCESRow3: Taking photos for ASR recommended
 
	ACCOUNTABLE PERSONSRow3: technicians 

	EXPECTED RESULTRow3: I expect more photos to be send it and prove the effects of what a photo can do. 
	START END  CHECK POINT DATESRow3: I will constantly monitor our xtime and stay on techs about doing this. 

	SPECIFIC ACTION STEPRow4: I want to increase or CSE scores 
	NECESSARY RESOURCESRow4: Reviewing all Repair orders and multi points with customer 
	ACCOUNTABLE PERSONSRow4: service advisors
	EXPECTED RESULTRow4: I expect for our CSE scores to improve in follow up calls and reviewing MPI with customer. 
	START END  CHECK POINT DATESRow4: I have already reiterated the importance of this to the service advisors. 

Print daily reports. 
	SPECIFIC ACTION STEPRow5: 
	NECESSARY RESOURCESRow5: 
	ACCOUNTABLE PERSONSRow5: 
	EXPECTED RESULTRow5: 
	START END  CHECK POINT DATESRow5: 
	SPECIFIC ACTION STEPRow6: 
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	ACCOUNTABLE PERSONSRow6: 
	EXPECTED RESULTRow6: 
	START END  CHECK POINT DATESRow6: 
	SPECIFIC ACTION STEPRow7: 
	NECESSARY RESOURCESRow7: 
	ACCOUNTABLE PERSONSRow7: 
	EXPECTED RESULTRow7: 
	START END  CHECK POINT DATESRow7: 
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: I will use our DMS system to keep track of the numbers we want to reach. 
	A_2: Getting everybody motivated

Takes more time at write up to gather all infomation

Technicians trying to sell too much


	A_3: Adding it to the pay plan for motivation

When advisors see the results they will realize the extra time spent is worth it. 

Sale customer everything they need and nothing that they dont. 
	R: If i can simply increase our express hrs per RO by .2 it would create an additional $24,000 in labor sales for one month or $288,000 over a 12 month period. 
	S: Making sure we have regular review meetings and keep a steady track of where we stand. I think this is the managers job to constantly reiterate the importance of the goals you have set in place and also rewarding the ones that help you reach your goal. 


