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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

My goal is to hit 76% GP Rate or higher for CP Labor from where we are currently sitting at 74.2% according to
our DMS Report. | would like to hit this goal by end of summer 2024, so end of September ‘24, if not sooner.

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 the Dealer's vision who wants 1,400 hours or more per month and wants to hold a higher
ELR per month to have higher Gross Profit for labor. They feel more hours flagged equals more profit and they
don't want to increase the door rate this year, but instead focus on ELR. If | accomplish my goal, we should also
have a higher ELR and 1,400 Hours or more. Benefits of accomplishing my goal is overall more profit for the
store which can lead to more money to play with for shop equipment, employee pay, and happy owners.
Consequence of not achieving this goal is basically less money kept to the dealer and it takes more money to
get the things we want for our department, or raises for employees, and less money kept means unhappy
owners/GM and we all don't want that. This goal is important to me because | want to have a financially healthy
Service Department. | want to make sure that us showing up to work every day is generating more than just
what it takes to pay the bills. | want to have the most profitiable Service Department in our autogroup.
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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

to establish every
hour sold must be
sold at our door rate

orders.

resulting in better
GP%.

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON() | EXPECTED RESULT]  CHETE POINT
Meet with Advisors |Advisors who follow |Service Advisors. ELR goes up, 04/1/24

Check Point Weekly

dispatching for type
of work to certain
techs.

tracking what types
of work are going to
what tech

depending techs
nav

Service Advisors

down and aligns
more with Average
Pay of Techs. GP%
goes up.

for any repair. 09/30/24
Inclhiides mandatarv
Monitored work Myself as manager [Service Manager Average Cost goes (04/01/24

Check Point Daily

09/30/24

Keeping all techs
and lube techs at
the productivity
established rate of

Advisors scheduling
work at all times of
the day of days we
are open and selling

Service Manager
Service Advisors
Techs/Lube Techs

Constant workflow
with no breaks in the
lineup of cars
needing work =

04/01/24

Check Point Daily

Plan for all parts
employees based
on overall shop

from Dealer to
establish new bonus
plan. Parts

GM?

incentive to keep
parts flowing into the
shop for repairs

87.5% or more daily. |the work required. techs always 09/30/24
Techs staving in workina and flanainag
Installing Bonus Money allocated All Parts Employees |Parts now has more [04/01/24

End of every month.

hours. Employees making which means more  [09/30/24 or longer.
clire nroner narts renairs comnleted
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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?

I will track progress by checking our advisor performance report daily to see all sides of the GP and GP % and
the tech performance report to check labor cost totals and tech hours. This will be found on our DMS. | actually
already run these reports daily. | will compare month over month starting 4/1/24 until my end goal date of
09/30/24. | will also check financial statements for every month in that time frame to check overall totals for
personel expense and overall GP. But my main focus will be that GP % number for labor which | can see
updated daily on the advisor performance report.

Potential Obstacles? Potential Solutions?
Obstacles that | can see is push back from Bring in more repair work to keep the higher
higher paid techs not getting as much as the paid techs busy and feeding them gravy type
gravy work and sticking them with more repair work still, just not as much and keep them
or diag. Also stated in my thread discussion, | flagging large repair jobs to keep their pay the
can see some customers complaining about same but holding higher GP %.
paying $160 per concern they have. Also
getting owners or GM to start new bonus plans Presenting the Parts Bonus plan on a
such as for the parts department may be a professional spread sheet to the GM and
challenge. showing monthly results to GM to show ROI.

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

0000

The bottom line would vary depending on month and overall sales by higher GP % means more money to the
dealer.

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.

This goal will continue to be monthly even after hitting it. | will keep the bonus plan for the Parts Department,
Continue my analysis of all reports needed to accomplish this goal, and continue to monitor how work is

dispatched. This goal of higher gross profit percentage is something | don't want to fall off of. It needs to be a
permanent fixture in my department.
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	How does this goal align with or support your dealers vision: My goal is to hit 76% GP Rate or higher for CP Labor from where we are currently sitting at 74.2% according to our DMS Report. I would like to hit this goal by end of summer 2024, so end of September '24, if not sooner. 
	2020 National Automobile Dealers Association All Rights Reserved: This goal aligns with the Dealer's vision who wants 1,400 hours or more per month and wants to hold a higher ELR per month to have higher Gross Profit for labor. They feel more hours flagged equals more profit and they don't want to increase the door rate this year, but instead focus on ELR. If I accomplish my goal, we should also have a higher ELR and 1,400 Hours or more. Benefits of accomplishing my goal is overall more profit for the store which can lead to more money to play with for shop equipment, employee pay, and happy owners. Consequence of not achieving this goal is basically less money kept to the dealer and it takes more money to get the things we want for our department, or raises for employees, and less money kept means unhappy owners/GM and we all don't want that. This goal is important to me because I want to have a financially healthy Service Department. I want to make sure that us showing up to work every day is generating more than just what it takes to pay the bills. I want to have the most profitiable Service Department in our autogroup. 


	SPECIFIC ACTION STEPRow1: Meet with Advisors to establish every hour sold must be sold at our door rate for any repair. Includes mandatory one hour diag flagged for every concern.
	NECESSARY RESOURCESRow1: Advisors who follow orders. 
	ACCOUNTABLE PERSONSRow1: Service Advisors. 
	EXPECTED RESULTRow1: ELR goes up, resulting in better GP%. 
	START END  CHECK POINT DATESRow1: 04/1/24



Check Point Weekly



09/30/24
	SPECIFIC ACTION STEPRow2: Monitored work dispatching for type of work to certain techs. 
	NECESSARY RESOURCESRow2: Myself as manager tracking what types of work are going to what tech depending techs pay.
	ACCOUNTABLE PERSONSRow2: Service Manager

Service Advisors
	EXPECTED RESULTRow2: Average Cost goes down and aligns more with Average Pay of Techs. GP% goes up.
	START END  CHECK POINT DATESRow2: 04/01/24



Check Point Daily



09/30/24
	SPECIFIC ACTION STEPRow3: Keeping all techs and lube techs at the productivity established rate of 87.5% or more daily.
	NECESSARY RESOURCESRow3: Advisors scheduling work at all times of the day of days we are open and selling the work required. Techs staying in their bays working at all times they are not on break or test drives. Always having a car with work needed in their bay. AKA flooding the shop with work. 
	ACCOUNTABLE PERSONSRow3: Service Manager

Service Advisors

Techs/Lube Techs
	EXPECTED RESULTRow3: Constant workflow with no breaks in the lineup of cars needing work = techs always working and flagging hours = more GP which should lead to higher GP %.
	START END  CHECK POINT DATESRow3: 04/01/24



Check Point Daily



09/30/24
	SPECIFIC ACTION STEPRow4: Installing Bonus Plan for all parts employees based on overall shop hours. 
	NECESSARY RESOURCESRow4: Money allocated from Dealer to establish new bonus plan. Parts Employees making sure proper parts are stocked and delivered to techs to keep work flowing in shop. This will also help with the last step listed of 87.5% productivity. 
	ACCOUNTABLE PERSONSRow4: All Parts Employees

GM? 


	EXPECTED RESULTRow4: Parts now has more incentive to keep parts flowing into the shop for repairs which means more repairs completed per month which leads to more GP and if done right, higher GP %. 
	START END  CHECK POINT DATESRow4: 04/01/24



End of every month.



09/30/24 or longer.
	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: I will track progress by checking our advisor performance report daily to see all sides of the GP and GP % and the tech performance report to check labor cost totals and tech hours. This will be found on our DMS. I actually already run these reports daily. I will compare month over month starting 4/1/24 until my end goal date of 09/30/24. I will also check financial statements for every month in that time frame to check overall totals for personel expense and overall GP. But my main focus will be that GP % number for labor which I can see updated daily on the advisor performance report. 
	A_2: Obstacles that I can see is push back from higher paid techs not getting as much as the gravy work and sticking them with more repair or diag. Also stated in my thread discussion, I can see some customers complaining about paying $160 per concern they have. Also getting owners or GM to start new bonus plans such as for the parts department may be a challenge. 
	A_3: Bring in more repair work to keep the higher paid techs busy and feeding them gravy type work still, just not as much and keep them flagging large repair jobs to keep their pay the same but holding higher GP %. 



Presenting the Parts Bonus plan on a professional spread sheet to the GM and showing monthly results to GM to show ROI.
	R: The bottom line would vary depending on month and overall sales by higher GP % means more money to the dealer. 
	S: This goal will continue to be monthly even after hitting it. I will keep the bonus plan for the Parts Department, Continue my analysis of all reports needed to accomplish this goal, and continue to monitor how work is dispatched. This goal of higher gross profit percentage is something I don't want to fall off of. It needs to be a permanent fixture in my department. 


