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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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| would like to get from 36% proficiency to 60% proficiency in 6 months (by February 2025).

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 vision has always been to be profitable in service. We have always had a negative month in the back with
sales high grosses carrying us through. This cannot continue.

Benefits of Achieving 60% proficiency:

1. Each tech will be of more value

2. The 16 techs we have can make this happen therefore if we did hire more techs to fill all 21 stalls it would just
make us more money.

Consequences for not hitting 60% proficiency:

1. We will continue to lose money monthly even though we have a good ELR and are over 76% gross profit at
the moment.

2. Techs will never be used to their full potential

3. Techs will justify their complacency by never being held accountable for higher proficiency rates which could
cause the tail to start waging the dog.

4. Customers will not be helped in the best possible way as their vehicle are in the shop longer.

This goal is important as we should be losing money monthly and accepting it as if it is the norm. By dissecting
the various performance KPI's we can actually set goals and manage techs time and hours sold by the advisors
in a more knowledgeable fashion - with the whole team being in the know of what they are responsible for each
day, week, and month for the KPI's they affect.
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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.
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training

General Manager

the shop in order to
accomplish 2000
hours sold monthly

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEé;:TEgINT
Sell more hours Consistent advisor | Service Manager more hours sold to | Sept start

November check pt
January check pt

Techs being more
proficient

being coached and
shown why this
number is important.

Service Manager
General Manager

Techs taking more
pride in their jobs
because they are
part of the solution
not the problem

same

Techs being more
efficient

The new law will
naturally help this but
techs need to be
cognizant of this
regardless of law

Service Manager
General Manager

pairing this with
proficiency we
should start to be in
the positive.

same
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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?
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Regular meetings with the service manager on a weekly basis going over the reports to plug in the numbers on
the financial calculations excel workbook provided to us.

Potential Obstacles? Potential Solutions?
Time. Not getting on a consistent schedule to Set up a series of times that work for both
go over this stuff will make it spotty and thus it parties in advance so less likely to miss the
will not ever be top of mind. meeting.

BOTTOM LINE! What is the financial impact (expressed in dollars) of achieving your goal?
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We would be in line to hit our 20% net.

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.

Consistent tech meetings not just every 6 months.
Consistent advisor meetings and training.
Consistent meeting with service manager and myself. Managers need pumped up too.
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Benefits of Achieving 60% proficiency:
1. Each tech will be of more value
2. The 16 techs we have can make this happen therefore if we did hire more techs to fill all 21 stalls it would just make us more money.


Consequences for not hitting 60% proficiency:
1. We will continue to lose money monthly even though we have a good ELR and are over 76% gross profit at the moment.
2. Techs will never be used to their full potential
3. Techs will justify their complacency by never being held accountable for higher proficiency rates which could cause the tail to start waging the dog.
4. Customers will not be helped in the best possible way as their vehicle are in the shop longer.


This goal is important as we should be losing money monthly and accepting it as if it is the norm.  By dissecting the various performance KPI's we can actually set goals and manage techs time and hours sold by the advisors in a more knowledgeable fashion - with the whole team being in the know of what they are responsible for each day, week, and month for the KPI's they affect.
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