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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle o Relevant 0 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

| want to increase my technician proficiency from 48.7% to 70% by October 1, 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

Increased proficiency increases customer satisfaction by completing service work and returning vehicles to
customers in a shorter timeframe. More importantly, increased proficiency leads to increased service labor
sales while utilizing the current staff with the current working hours.

Failing to increase proficiency would mean revenue is lost every working hour of every day. Time can never be
recovered. Also, failing to increase the proficiency metric means customer vehicles are staying in my shop
longer and this also leads to increased rental car expenses.

This metric is important to me because moving it upwards lifts a lot of things: CSlI, labor sales, parts sales,
technician flat rate hours, advisor commissions, and reduced rental expenses, among other things.
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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

Shorten the time it
takes to secure work
authorizations from
customers.

Service advisors

CDK Service tracks
the elapsed time
waiting for approvals
and advisors' times
will be watched.

Weekly performance
reports through
September.

Shorten the time it
takes to complete
accurate parts
estimates.

Parts advisors

CDK Service tracks
the elapsed time a
technician's parts
requests take to
fulfill by parts adv's.

Weekly performance
reports through
September.

Increase technician
speed.

Shop foreman and
technicians

Foreman will set a
time expectation
when dispatching
each R/O and techs
must beat it.

Daily measurement
of hours produced
compared to hours
worked.
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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

The Service Manager will run a daily spreadsheet of each technician's hours produced per day and for the pay
period running. This report will also rank advisors and will be posted daily so they know we are watching and
also to spur competition. CDK Service reporting will show the speed of parts processing and the time it takes a
service advisor to obtain approvals.

Potential Obstacles? Potential Solutions?

Customers at the luxury level are often slow to
respond to requests for approvals by email or
voice mail.

Advisors must agree with customers on a
preferred method of communication and stress
the importance of responding promptly.

Parts advisors may make mistakes if they feel

The parts advisors must be accurate and
rushed.

thorough and should achieve greater efficiency

Some technicians may not like to have their by eliminating down time instead of rushing.

roductivity exposed to scrutiny. .
P y exp y Technicians must understand why poor

performance should not be hidden and that a
little competition can be a good thing.

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

0000

If we can just move the proficiency number from 48.7% to 71%, we can realize an extra $10,000 in profit value.

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 plan to implement a weekly meeting between service manager, techs, and advisors to specifically discuss
how we are trending in regards to technician proficiency
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Failing to increase proficiency would mean revenue is lost every working hour of every day.  Time can never be recovered.  Also, failing to increase the proficiency metric means customer vehicles are staying in my shop longer and this also leads to increased rental car expenses.

This metric is important to me because moving it upwards lifts a lot of things: CSI, labor sales, parts sales, technician flat rate hours, advisor commissions, and reduced rental expenses, among other things.
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Parts advisors may make mistakes if they feel rushed.



Some technicians may not like to have their productivity exposed to scrutiny.
	A_3: Advisors must agree with customers on a preferred method of communication and stress the importance of responding promptly.
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