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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific m Measurahle o Relevant o 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

I will increase my Effective Labor Rate from 116 to 140 by June 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

Currently my service dept has not been profitable. By increasing our Effective Labor Rate it will help move the
needle to becoming a profitable source for the dealership.

Benefits:

A healthier bottom line for the store

Dept employees would see more gross for their paychecks
Technicians clocking more efficient hours

Consequences:

A service department that is not operating at profitable level
Turnover on the writers desk

Technicians not turning enough hours could also result in turnover
Unhappy Dealer Principle

This goal is important to help build a quality team in the entire dept with better profitablilty and a culture that will
ultimatley help us keep quality employees while attracting new talent.
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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

walkarounds for all
vehicles in shop

recording devices
TrueVideo software

service writer
technician

videos will produce
higher RO dollars

START, END, &

SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '

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

DATES

remove any payplan General Manager force techs to push  |4/1 start
guarantees for Service Manager themselves to make |weekly check on
technicians that dont quality hours hours produced
make hours
enforce video tablets and service manager customers shown 4/1 start

spot check daily
should continue as
part of work plan

Check and enforce
discount policy

check market pricing
to make sure we are
charging correct

service writer
service manager

less discounts will
produce higher RO$.
dont offer discounts

4/1 start
weekly meetings
with managers and

technicians on

different experience

service writer

employees on

amounts when not needed. writers
password/manager
nrotect discolints
have proper employees at service manager lesser paid 4/1 start

check employee

correct jobs levels and different [dispatch certain jobs will production each
pay rates shop foreman increase dept week
income
training for manufacturer service manager produce a higher 4/1
technicians supported training shop foreman quality tech with less |ongoing training
in store tech training comebacks and off site classes
better/more efficient |offered
work
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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

We will track our progress by using our DMS summary, financial statements, advisor performance reports,
technicians hours. We hold weekly meetings with dept heads and will monitor progress.

Potential Obstacles? Potential Solutions?

manufacturer recalls train lower paid technicians to do recall work

and not tie up producers with them
technician support

Techs will see the light when advisors can sell
building capacity better jobs by using video.

New store with more bays starts construction in
summer

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

0000

a potential impact of $30,000 more gross per month with room to grow

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.

We have committed to changing the stores culture and have a team of new writers starting on 4/1. We will
make this a part of the processes and procedures from day 1. We will have meetings daily/weekly/and monthly

with clearly defined and obtainable goals / objectives. Everyone will start on the same page and accountability
will be clear and maintained.
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Benefits: 

A healthier bottom line for the store

Dept employees would see more gross for their paychecks

Technicians clocking more efficient hours



Consequences:

A service department that is not operating at profitable level

Turnover on the writers desk

Technicians not turning enough hours could also result in turnover

Unhappy Dealer Principle



This goal is important to help build a quality team in the entire dept with better profitablilty and a culture that will ultimatley help us keep quality employees while attracting new talent.
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Techs will see the light when advisors can sell better jobs by using video. 
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