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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

Build an action plan for an area of opportunity for your store from anything from the first four sessions.

| want to increase our monthly facility potential from $260,510.58 to >$300,000 by September 30th 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

This goal aligns with my dealers vision.

The benefits of achieving this goal will be an increase in store profitability, and as a side effect reduction in
unapplied time.

The consequences of not increasing our facility potential would be lead to a continued decline in gross profit. As
technician wages increase and we see more older EV's with less maintenance opportunities, failure to maximize
the facilities potential is not sustainable.

This goal is important to me because our future market share will be governed by how well we grow our service
business. We plan to build a larger store. With a larger mortgage, there is a demand for consistent and
profitable service department that can support the build cost.
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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

increase in retained
GP.

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| CHECK POINT
DATES
Open shop for
internal work on
Sunday. ex.
pre-owned recon.
General Manager/ no more April 1st
Service Manager discounting.

check point dates -
weekly report, ro
audit

Utilize alignment
bay for more
services when
alignments not sold

1x
technician/apprentice

service manager

sell more hours in
shop by using a bay
that isn't being
maximized.

minimize tech
downtime

April 1st

monthly review of
hours sold by bay
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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 track progress by calculating our facility potential monthly. | will be able to pull this information from CDK
and review discount reports/r.o's at random daily. Some tasks will have weekly check-ins, others bi-weekly, and
1 monthly overlal review. All will be top of mind during the business day.

Potential Obstacles? Potential Solutions?
Technician buyin spiff/performance related programs with an
economic headwinds incentive for advisors/technicians/staff to buy-in

to the new culture.

Communicating a clear vision with staff on
where we plan to go, and the measurable KPI's

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

0000

Potential upside is $39,489.42 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.

Long term these items will be implemented into pay plans as KPI's. We will have monthly meetings reviewing
the action plans, progress, and award those making a big impact.

An efficiency % bonus for technicians would help reinforce the behaviour of working to fit more work into the
day.
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	How does this goal align with or support your dealers vision: Build an action plan for an area of opportunity for your store from anything from the first four sessions.



I want to increase our monthly facility potential from $260,510.58 to >$300,000 by September 30th 2024.
	2020 National Automobile Dealers Association All Rights Reserved: This goal aligns with my dealers vision.

The benefits of achieving this goal will be an increase in store profitability, and as a side effect reduction in unapplied time.



The consequences of not increasing our facility potential would be lead to a continued decline in gross profit. As technician wages increase and we see more older EV's with less maintenance opportunities, failure to maximize the facilities potential is not sustainable.



This goal is important to me because our future market share will be governed by how well we grow our service business. We plan to build a larger store. With a larger mortgage, there is a demand for consistent and profitable service department that can support the build cost. 
	SPECIFIC ACTION STEPRow1: Open shop for internal work on Sunday. ex. pre-owned recon. 
	NECESSARY RESOURCESRow1: 1 parts advisor, 1 service advisor, 2 x technician minimum
	ACCOUNTABLE PERSONSRow1: Assistant Service Manager 
	EXPECTED RESULTRow1: More hours put into the week. Faster turn rate of pre-owned should lead to more overall internal work per month
	START END  CHECK POINT DATESRow1: April 1st 2024

End (tbd - continue if successful)

check point dates (biweekly)
	SPECIFIC ACTION STEPRow2: Switch technicians to 4 x 10 hr schedule
	NECESSARY RESOURCESRow2: buyin from technicians, 1 more parts advisor
	ACCOUNTABLE PERSONSRow2: Service Manager
	EXPECTED RESULTRow2: better tech efficiency (on same job same day)

sell more hours in a day (1.5 more is 16% incr. in hours/day)


	START END  CHECK POINT DATESRow2: Soft launch April 1st, Hard launch May 1st



End - tbd (only ends if business declines)



check point dates - monthly meeting


	SPECIFIC ACTION STEPRow3: increase ELR to door rate or above


	NECESSARY RESOURCESRow3: accounting, service advisors and managers
	ACCOUNTABLE PERSONSRow3: General Manager/ Service Manager


	EXPECTED RESULTRow3: no more discounting. increase in retained GP.
	START END  CHECK POINT DATESRow3: April 1st



check point dates - weekly report, ro audit
	SPECIFIC ACTION STEPRow4: Utilize alignment bay for more services when alignments not sold


	NECESSARY RESOURCESRow4: 1 x technician/apprentice


	ACCOUNTABLE PERSONSRow4: service manager
	EXPECTED RESULTRow4: sell more hours in shop by using a bay that isn't being maximized. minimize tech downtime
	START END  CHECK POINT DATESRow4: April 1st



monthly review of hours sold by bay
	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 calculating our facility potential monthly. I will be able to pull this information from CDK and review discount reports/r.o's at random daily. Some tasks will have weekly check-ins, others bi-weekly, and 1 monthly overlal review. All will be top of mind during the business day.
	A_2: Technician buyin

economic headwinds
	A_3: spiff/performance related programs with an incentive for advisors/technicians/staff to buy-in to the new culture.



Communicating a clear vision with staff on where we plan to go, and the measurable KPI's 
	R: Potential upside is $39,489.42 per month.
	S: Long term these items will be implemented into pay plans as KPI's. We will have monthly meetings reviewing the action plans, progress, and award those making a big impact. 

An efficiency % bonus for technicians would help reinforce the behaviour of working to fit more work into the day.


