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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle o 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

My goal is to increase the service department sales and gross by 25%, and | think this can be possible by July
1st 2024.

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 vision is to increase profitability, efficience and proficiency, while lowering dealer expenses, all of
this by keeping a high customer satisfaction standard. Achieving my goal will generate immediatly results in the
profitability column, by increasing customer labor, parts sold and monitoring our warranty booking. Not
acheiving my goal would have a dirrect impact on our absorption rate and reaching it would be a turning point
for me, it will stear our dealer a new dirrectly, that is to be profitable for the years to come.

Also, being part of this dealership since 1996 and advanced from tech to service manager means a lot to me.

Making sure that we succeed as a group, advance forward, be profitable and improve our CSI to best in class is
must for me.
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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

techniciens to
generate these
reports. Ipads

shop forman

and labor sales.
This will increase

preventive repairs,
hetter CSI

START, END, &

SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '

STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| CHECK POINT

DATES
Increasing customer [having the correct Technicians an immediate 10% |Start;19-03-2024
pay estimate by warranty estimate Advisors increase End : 07.01-2024
10%. going from 1.4 [made. techs propely Check dalily to start,
to 1.5. completing the then weekly.
estimate.

Completing MPI with |supplying the technicians this will generate Start;19-03-2024
pictures and video |required tool to advisors more parts sales End : 07.01-2024

Check dalily to start,
then weekly.

and procedures are
being followed.

revise warranty complete daily audit |warranty a dirrectimpact on | Start;19-03-2024

dispatcher operation |on warranty claims, [administrator our bookind for End : 07.01-2024
to insure proper technician warranty Check dalily to start,
booking, better advisors reimbursement. then weekly.
stories service manager

Work order audits DMS system service manager Assure that policies |[Start;19-03-2024

End : 07.01-2024
Check dalily to start,
then weekly.
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SERVICE OPERATIONS HOMEWORK — ACTION PLAN

!

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

0000

Tracking my project will be done via parts sale, effective labor rates, hour sold and gross profit per RO. This
informations is available in several reports in our DMS system. | believe this should be checked on a daily basis
to start to confirm that process is in place. then on a weekly bases to be able to make correction before month
end.

Potential Obstacles? Potential Solutions?
Lack of cummunication. continuous education and follow up with tech
Lack of advisor follow up. and advisors.
work orders not closed. 100% MPI completion rate with pictures and
wrong technician estimate. videos.

low part department stock.
wrong technician assigned to the repair

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

0000

| am expecting a 178000.00% in labor sales not counting the parts sales increase.

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.

Ensuring that our policies and procedures are followed is a must. | believe, that to strart, conducting daily work
order audits would be required. | have learned that for people to learn a new habit and keep it takes between 14
and 28 times of repetition. Completing these audits will allow me to analyse training needs, weak points and
achievements for my advisor team and with this, | would be able to adjust if required to achieve my goal and

eventuallv exceed it.
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	How does this goal align with or support your dealers vision: My goal is to increase the service department sales and gross by 25%, and I think this can be possible by July 1st 2024.
	2020 National Automobile Dealers Association All Rights Reserved: Our dealer vision is to increase profitability, efficience and proficiency, while lowering dealer expenses, all of this by keeping a high customer satisfaction standard. Achieving my goal will generate immediatly results in the profitability column, by increasing customer labor, parts sold and monitoring our warranty booking. Not acheiving my goal would have a dirrect impact on our absorption rate and reaching it would be a turning point  for me, it will stear our dealer a new dirrectly, that is to be profitable for the years to come.

Also, being part of this dealership since 1996 and advanced from tech to service manager means a lot to me. Making sure that we succeed as a group, advance forward, be profitable and improve our CSI to best in class is must for me.
	SPECIFIC ACTION STEPRow1: Increasing customer pay estimate by 10%. going from 1.4 to 1.5.
	NECESSARY RESOURCESRow1: having the correct warranty estimate made. techs propely completing the estimate.
	ACCOUNTABLE PERSONSRow1: Technicians

Advisors
	EXPECTED RESULTRow1: an immediate 10% increase
	START END  CHECK POINT DATESRow1: Start;19-03-2024

End : 07.01-2024

Check daily to start, then weekly.


	SPECIFIC ACTION STEPRow2: Completing MPI with pictures and video
	NECESSARY RESOURCESRow2: supplying the required tool to techniciens to generate these reports. Ipads
	ACCOUNTABLE PERSONSRow2: technicians

advisors

shop forman


	EXPECTED RESULTRow2: this will generate more parts sales and labor sales. This will increase preventive repairs, better CSI.
	START END  CHECK POINT DATESRow2: Start;19-03-2024

End : 07.01-2024

Check daily to start, then weekly.


	SPECIFIC ACTION STEPRow3: revise warranty dispatcher operation
	NECESSARY RESOURCESRow3: complete daily audit on warranty claims, to insure proper booking, better stories
	ACCOUNTABLE PERSONSRow3: warranty administrator

technician

advisors

service manager
	EXPECTED RESULTRow3: a dirrect impact on our bookind for warranty reimbursement.
	START END  CHECK POINT DATESRow3: Start;19-03-2024

End : 07.01-2024

Check daily to start, then weekly.


	SPECIFIC ACTION STEPRow4: Work order audits
	NECESSARY RESOURCESRow4: DMS system
	ACCOUNTABLE PERSONSRow4: service manager
	EXPECTED RESULTRow4: Assure that policies and procedures are being followed.
	START END  CHECK POINT DATESRow4: Start;19-03-2024

End : 07.01-2024

Check daily to start, then weekly.


	SPECIFIC ACTION STEPRow5: 
	NECESSARY RESOURCESRow5: 
	ACCOUNTABLE PERSONSRow5: 
	EXPECTED RESULTRow5: 
	START END  CHECK POINT DATESRow5: 
	SPECIFIC ACTION STEPRow6: 
	NECESSARY RESOURCESRow6: 
	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: Tracking my project will be done via parts sale, effective labor rates, hour sold and gross profit per RO. This informations is available in several reports in our DMS system. I believe this should be checked on a daily basis to start to confirm that process is in place. then on a weekly bases to be able to make correction before month end. 
	A_2: Lack of cummunication.

Lack of advisor follow up.

work orders not closed. 

wrong technician estimate.

low part department stock.

wrong technician assigned to the repair
	A_3: continuous education and follow up with tech and advisors. 

100% MPI completion rate with pictures and videos. 
	R: I am expecting a 178000.00$ in labor sales not counting the parts sales increase.
	S: Ensuring that our policies and procedures are followed is a must. I believe, that to strart, conducting daily work order audits would be required. I have learned that for people to learn a new habit and keep it takes between 14 and 28 times of repetition. Completing these audits will allow me to analyse training needs, weak points and achievements for my advisor team and with this, I would be able to adjust if required to achieve my goal and eventually exceed it.


