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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.”
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My goal is to improve fixed coverage. Upon analysis | feel profiency will be a focus point in improving my fixed
coverage. Improving my dealership shop proficiency involves enhance the efficiency of service technicians,
quality control, and customer satisfaction within the service department. My current service absorption is 37.9%
with a NADA guide of 60%. My goal is to reach 60% fixed absorption by October 1st of 2024. This will result in a
22.1% increse in my fix coverage. Many factors will go into making this happen and will be a team effort.

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

Unhappy customers are likely to take their business to competitors, leading to a decline in the customer
base.Most dealership focus on CSI and maintaining manufacture standards and with Stellantis eraning bonus
tier money. Improving service fixed coverage directly supports these aspects by ensuring the service
department operates efficiently, meets customer expectations, and contributes to the dealership's profitability.

Financial Stability and Profitability with Increased Revenue: Higher fixed coverage will mean more consistent
revenue from service operations, which helps stabilize the dealership's financial health. With the reduction
waste and operational costs, leading to better profit margins.

Efficient processes minimize vehicle downtime, increasing the number of vehicles serviced and better use of
technicians & facilities will improveoverall productivity. This will also create a better work environment, reducing
stress and increasing job satisfaction. | feel ongoing training and development opportunities keep staff
motivated as well.

We will have a competitive advantage. Fixed right the first time, lower repair times and customer satisfaction will
create long-term customers, providing a stable customer base.

Lower fixed coverage results in less ability to purchase new equipment and support staff properly. Inefficiencies
and poor service quality make it harder to compete with more efficient and customer-focused dealerships.
Unhappy customers are likely to take their business to competitors, leading to a decline in the customer base.
We will remain more dependent on fixed operations which in a economic down turn could result in lower
profitability and even worse closing of business.
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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

SPECIFIC ACTION/
STEP

NECESSARY
RESOURCE(S)

ACCOUNTABLE
PERSON(S)

EXPECTED RESULT

START, END, &
CHECK POINT
DATES

Performance Metrics

Dealership Financial

Kevin-Operations

Result is to see

July-1-2023 with

hands on training
offered

more enjoyabloe to
preform job.

Fixed Coverage KPI |Statement along Manager increase technician |check points every
Labor Sales, Tech  [with Dynatron Dominic-Service prof week. this to remain
Performance, reporting. Manager after we hit goal
Effective Labor Rate Tony-General
Mananer
Technical Training Stellantis training Kevin Well trained staff will | Technicians traning
website gnlong with | Dominic make it easier and  [is now places as a

priority with pay per
flag hour for every

hour completed.
12/21/24 ta he

tool in a better

Jacky to assit in

looking for tool.

Operating Process |l written out Dominic- Lead A service proces July-15-2024
proccess for service |Kevin -Second and jod description |Daily reminders to
staff each position. | Tony-Support to out line the make a habit.
Using Dynatron expectation.
coach for assistance

Dispatching Xtime will be used to |Dominic Technicians give the |July-1-2024
assist Dominic with right job with less Weekly Audit with
dispatching. down time on what |Kevin and Tony.

to do next. Higher
production.

Special Tool Purchased a Dominic Easier to find tools  |July-22-2023

Organization container to Scotty to move and |with less down time. [Will conduct random
organize and place |organize Less headache audits with who

completed the audit

location. moving Happier Tech sign off.
Management Xtime Everyone will be Better vehicle July-1-2024 launch
Software Dynatron accountable for inspections with and daily
| pads for Techs utilization report sharing for accountability
Reports daily accountability
Feedback Weekly service Everyone will be Tony will open June-28-2024
meetings with all able to share meeting with weekly
staff. Friday lunch improvement ideas. |results followed by
open meeting. open discissions.
Regular Audits Xtime Kevin Accountabilty of all | June-27-2024 with
Dynatron Dominic our actions with weekly meeting.
DMS Tony ideas how to
Financial Statement improve,
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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

We will track pur progress with DMS reports on operations including flag vs clock time to measure tech effiency
and productivity. Hours per RO with a goal of 2.0 and current 1.5. One line RO to be reduced from 40% to 20%
as a goal. We will use Dynatron and Xtime reports as well to look at these numbers. Improvement on all will
result in improved fixed coverage.

Potential Obstacles? Potential Solutions?
Support. Proper support along the way. Set Continual reminders we are getting better and
backs on progress result in staff not feeling the end result will come.
possible.
Holding each other accountable, not being "to Reminding each other the importance od
busy"” to build the neccessary habits. staying on target and we must measure to make
it happen.

Not seeing progress and giving up.
Celebrate the victories and make the set backs
into a positive.

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

0000

Our service team feels we can generate a additional $20,000.00 labor gross the first month and by October
have a additional $40,000.00 per month labor gross sales.

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.

Continued follow up and reports review. Once we are in the habit it will be easier. Paul Tew the owner has
commited to set in on random meetings and asking randomly.
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	How does this goal align with or support your dealers vision: My goal is to improve fixed coverage. Upon analysis I feel profiency will be a focus point in improving my fixed coverage. Improving my dealership shop proficiency involves enhance the efficiency of service technicians, quality control, and customer satisfaction within the service department. My current service absorption is 37.9% with a NADA guide of 60%. My goal is to reach 60% fixed absorption by October 1st of 2024. This will result in a 22.1% increse in my fix coverage. Many factors will go into making this happen and will be a team effort.
	2020 National Automobile Dealers Association All Rights Reserved: Unhappy customers are likely to take their business to competitors, leading to a decline in the customer base.Most dealership focus on CSI and maintaining manufacture standards and with Stellantis eraning bonus tier money. Improving service fixed coverage directly supports these aspects by ensuring the service department operates efficiently, meets customer expectations, and contributes to the dealership's profitability.



 Financial Stability and Profitability with Increased Revenue: Higher fixed coverage will mean more consistent revenue from service operations, which helps stabilize the dealership's financial health. With the reduction waste and operational costs, leading to better profit margins.

Efficient processes minimize vehicle downtime, increasing the number of vehicles serviced and better use of technicians & facilities will improveoverall productivity. This will also create a better work environment, reducing stress and increasing job satisfaction. I feel ongoing training and development opportunities keep staff motivated as well.



We will have a competitive advantage. Fixed right the first time, lower repair times and customer satisfaction will create long-term customers, providing a stable customer base.



Lower fixed coverage results in less ability to purchase new equipment and support staff properly. Inefficiencies and poor service quality make it harder to compete with more efficient and customer-focused dealerships. Unhappy customers are likely to take their business to competitors, leading to a decline in the customer base.

We will remain more dependent on fixed operations which in a economic down turn could result in lower profitability and even worse closing of business. 
	SPECIFIC ACTION STEPRow1: Performance Metrics

Fixed Coverage KPI

Labor Sales, Tech Performance, Effective Labor Rate
	NECESSARY RESOURCESRow1: Dealership Financial Statement along with Dynatron reporting.
	ACCOUNTABLE PERSONSRow1: Kevin-Operations Manager

Dominic-Service Manager

Tony-General Manager
	EXPECTED RESULTRow1: Result is to see increase technician prof
	START END  CHECK POINT DATESRow1: July-1-2023 with check points every week. this to remain after we hit goal 
	SPECIFIC ACTION STEPRow2: Technical Training
	NECESSARY RESOURCESRow2: Stellantis training website qnlong with hands on training offered
	ACCOUNTABLE PERSONSRow2: Kevin

Dominic
	EXPECTED RESULTRow2: Well trained staff will make it easier and more enjoyabloe to preform job.
	START END  CHECK POINT DATESRow2: Technicians traning is now places as a priority with pay per flag hour for every hour completed. 12/31/24 to be complete


	SPECIFIC ACTION STEPRow3: Operating Process
	NECESSARY RESOURCESRow3: I written out proccess for service staff each position. Using Dynatron coach for assistance
	ACCOUNTABLE PERSONSRow3: Dominic- Lead

Kevin -Second

Tony-Support
	EXPECTED RESULTRow3: A service proces and jod description to out line the expectation.
	START END  CHECK POINT DATESRow3: July-15-2024

Daily reminders to make a habit.
	SPECIFIC ACTION STEPRow4: Dispatching
	NECESSARY RESOURCESRow4: Xtime will be used to assist Dominic with dispatching.
	ACCOUNTABLE PERSONSRow4: Dominic
	EXPECTED RESULTRow4: Technicians give the right job with less down time on what to do next. Higher production.
	START END  CHECK POINT DATESRow4: July-1-2024

Weekly Audit with Kevin and Tony.
	SPECIFIC ACTION STEPRow5: Special Tool 

Organization
	NECESSARY RESOURCESRow5: Purchased a container to organize and place tool in a better location.
	ACCOUNTABLE PERSONSRow5: Dominic

Scotty to move and organize

Jacky to assit in moving
	EXPECTED RESULTRow5: Easier to find tools with less down time. Less headache looking for tool. Happier Tech
	START END  CHECK POINT DATESRow5: July-22-2023

Will conduct random audits with who completed the audit sign off.
	SPECIFIC ACTION STEPRow6: Management

Software
	NECESSARY RESOURCESRow6: Xtime

Dynatron

I pads for Techs

Reports daily
	ACCOUNTABLE PERSONSRow6: Everyone will be accountable for utilization
	EXPECTED RESULTRow6: Better vehicle inspections with report sharing for accountability
	START END  CHECK POINT DATESRow6: July-1-2024 launch and daily accountability
	SPECIFIC ACTION STEPRow7: Feedback
	NECESSARY RESOURCESRow7: Weekly service meetings with all staff.  Friday lunch open meeting.
	ACCOUNTABLE PERSONSRow7: Everyone will be able to share improvement ideas.
	EXPECTED RESULTRow7: Tony will open meeting with weekly results followed by open discissions.
	START END  CHECK POINT DATESRow7: June-28-2024
	SPECIFIC ACTION STEPRow8: Regular Audits
	NECESSARY RESOURCESRow8: Xtime

Dynatron

DMS

Financial Statement
	ACCOUNTABLE PERSONSRow8: Kevin

Dominic

Tony


	EXPECTED RESULTRow8: Accountabilty of all our actions with ideas how to improve,
	START END  CHECK POINT DATESRow8: June-27-2024 with weekly meeting.
	A: We will track pur progress with DMS reports on operations including flag vs clock time to measure tech effiency and productivity. Hours per RO with a goal of 2.0 and current 1.5. One line RO to be reduced from 40% to 20% as a goal. We will use Dynatron and Xtime reports as well to look at these numbers. Improvement on all will result in improved fixed coverage.
	A_2: Support. Proper support along the way. Set backs on progress result in staff not feeling possible. 



Holding each other accountable, not being "to busy" to build the neccessary habits.





Not seeing progress and giving up.
	A_3: Continual reminders we are getting better and the end result will come.





Reminding each other the importance od staying on target and we must measure to make it happen.





Celebrate the victories and make the set backs into a positive.
	R: Our service team feels we can generate a additional $20,000.00 labor gross the first month and by October have a additional $40,000.00 per month labor gross sales.
	S: Continued follow up and reports review. Once we are in the habit it will be easier. Paul Tew the owner has commited to set in on random meetings and asking randomly.


