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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

We want to increase our service department facility utilization from currenly 18% to a minimum of 50% by
December 31, 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 the dealership's overall objective to improve service revenue and customer satisfaction,
ensuring that the service department operates efficiently and more effectively.

Benefits to increasing our facility utilization are:

1. Increased service department revenue.

2. Increased fixed absorption coverage.

3. Customer satisfaction improvement by offering extended operating hours.
4. Increased parts sales revenue.

5. Increased employee morale, by increasing compensation.
Consequences if we don't change:

1. Continued poor department revenue.

2. Continued poor fixed absorption coverage.

3. Mediocre customer satisfaction.

4. Continued "average" parts sales revenue.

5. Lackluster employee morale.
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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

utilization.

financial statement

General Manager

determine
scheduling
inefficiencies,staffing
issues, etc.

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEgl_{(TEgINT
Analyize current DMS reporting, Service Manager & |ldentify bottlenecks, [Immediately.

ongoing, weekly
meeting.

Optimize Scheduling

DMS sceduling
software. Employee
input.

Appointment
coordiator. Service
Manager, Service
Writers,

be aware of
available time able
to be sold,

Immediately.
ongoing, weekly
meeting.

Extend Service
Hours

Team meeting and
discussion

Service Manager,
General Manager

Increased utilization
by offering extended
hours to
accomodate more

First of September
2024. ongoing,
weekly meeting.

Leverage social
media to get the

customers.
Enhance Marketing |Target promotions |Service Manager, Increased First of September
efforts by current customer |General Manager appointments and 2024. ongoing,
base in DMS, utilization. weekly meeting.

performance metrics

and reduces down

time.set goals and
track nrodiictivitv

woard ot
Improve customer [Steamline check-in | Service writers, reduce wait times, Immediately,ongoing
experience process, service manager keep customers ,weekly meeting
communicate informed during
effectively service to build trust
and encourage
renaeat hiisiness
Employee training cross train Service manager train staff to do immediately,ongoing
and efficency employees, more General manager multiple roles, , weekly meeting
emphasis on increase flexability

insights on customer

concers and
aemnlovee efficencv

Utilitze available utilize CRM software |All service use tools to track job |September 1 2024,
technology to track status, department status, available weekly meetings
inventory of personnel hours and efficency
available hours, and in real time. use
efficency. Use CRM to follow up
videns for all with clistomers after
obtain feedback send and review All service Gather feedback September 1st,
from customers & surveys. department from customers and 2024,
empolyees. personnel employees to get Weekly meeting
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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?

Monitor progress and adjust. Set KPI's, define key performance indiacators to measure utilization, customer
satisfaction and appointment conversion rates. Using CRM and DMS reports to track progress.

Regular reviews, conduct weekly service department meeting to assess progress and adjust strategies and
metrics as necessary.

Potential Obstacles? Potential Solutions?
First and foremost, employee "buy in" and Bottom line: New and ongoing training for all
normal employee complacency. service and parts personnel.
Keeping technicians focused on the goal of Weekly meeting for the departments.

increased facility utilization and efficency.

By focusing on the KPI's we will all learn the
Parts department cooperation. bottom line impact on the department and
overall revenue.

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

0000

At the current class calculated $ 56,166 (18.4% facility utilization) , when we achieve 50% utilization by year
end we will be at $ 152,584.

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.

With the implementation of tracking KPI's and ongoing training, we will hold weekly department meeting to
ensure the focus and continued improvement of the entire parts and service team. Once the team experiences
the increase in utilization and increased revenue, they will all see an increase in their compensation.
EVERYONE WINS !
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	How does this goal align with or support your dealers vision:  We want to increase our service department facility utilization from currenly 18% to a minimum of 50% by December 31, 2024,
	2020 National Automobile Dealers Association All Rights Reserved: This goal aligns with the dealership's overall objective to improve service revenue and customer satisfaction, ensuring that the service department operates efficiently and more effectively.



Benefits to increasing our facility utilization are:



1. Increased service department revenue.



2. Increased fixed absorption coverage.



3. Customer satisfaction improvement by offering extended operating hours.



4. Increased parts sales revenue.



5. Increased employee morale, by increasing compensation.



 Consequences if we don't change:



1. Continued poor department revenue.



2. Continued poor fixed absorption coverage.



3. Mediocre customer satisfaction.



4. Continued "average" parts sales revenue.



5. Lackluster employee morale.



Failure is NOT an option! Must execute the plan.



The goal is important to us for multiple reasons, first and formost I think the mediocre perfomance ultimately lets the team down. We are all better than the numbers we are currently producing. We could all use a "raise" by increasing our bottom line numbers and just focusing on the best way to do our jobs.
	SPECIFIC ACTION STEPRow1: Analyize current utilization.
	NECESSARY RESOURCESRow1: DMS reporting, financial statement
	ACCOUNTABLE PERSONSRow1: Service Manager & 

General Manager
	EXPECTED RESULTRow1: Identify bottlenecks, determine scheduling inefficiencies,staffing issues, etc.
	START END  CHECK POINT DATESRow1: Immediately.

ongoing, weekly meeting.
	SPECIFIC ACTION STEPRow2: Optimize Scheduling
	NECESSARY RESOURCESRow2: DMS sceduling software. Employee input.
	ACCOUNTABLE PERSONSRow2: Appointment coordiator. Service Manager, Service Writers, 
	EXPECTED RESULTRow2: be aware of available time able to be sold, 
	START END  CHECK POINT DATESRow2: Immediately.

ongoing, weekly meeting.
	SPECIFIC ACTION STEPRow3: Extend Service Hours
	NECESSARY RESOURCESRow3: Team meeting and discussion
	ACCOUNTABLE PERSONSRow3: Service Manager, 

General Manager
	EXPECTED RESULTRow3: Increased utilization by offering extended hours to accomodate more customers.
	START END  CHECK POINT DATESRow3: First of September 2024. ongoing, weekly meeting.
	SPECIFIC ACTION STEPRow4:  Enhance Marketing efforts
	NECESSARY RESOURCESRow4: Target promotions by current customer base in DMS, Leverage social media to get the word out.
	ACCOUNTABLE PERSONSRow4: Service Manager, General Manager
	EXPECTED RESULTRow4: Increased appointments and utilization.
	START END  CHECK POINT DATESRow4: First of September 2024. ongoing, weekly meeting.
	SPECIFIC ACTION STEPRow5:  Improve customer experience
	NECESSARY RESOURCESRow5: Steamline check-in process, communicate effectively
	ACCOUNTABLE PERSONSRow5: Service writers, service manager
	EXPECTED RESULTRow5: reduce wait times, keep customers informed during service to build trust and encourage repaeat business
	START END  CHECK POINT DATESRow5: Immediately,ongoing,weekly meeting
	SPECIFIC ACTION STEPRow6: Employee training and efficency
	NECESSARY RESOURCESRow6: cross train employees, more emphasis on performance metrics
	ACCOUNTABLE PERSONSRow6: Service manager

General manager
	EXPECTED RESULTRow6: train staff to do multiple roles, increase flexability and reduces down time.set goals and track productivity
	START END  CHECK POINT DATESRow6: immediately,ongoing , weekly meeting
	SPECIFIC ACTION STEPRow7: Utilitze available technology
	NECESSARY RESOURCESRow7: utilize CRM software to track status, inventory of available hours, and efficency. Use videos for all customers to show their cars in progress and what is needed.
	ACCOUNTABLE PERSONSRow7: All service department personnel
	EXPECTED RESULTRow7: use tools to track job status, available hours and efficency in real time. use CRM to follow up  with customers after service and encourage future visits
	START END  CHECK POINT DATESRow7: September 1 2024, weekly meetings
	SPECIFIC ACTION STEPRow8: obtain feedback from customers & empolyees.
	NECESSARY RESOURCESRow8: send and review surveys. 
	ACCOUNTABLE PERSONSRow8: All service department personnel
	EXPECTED RESULTRow8: Gather feedback from customers and employees to get insights on customer concers and employee efficency
	START END  CHECK POINT DATESRow8: September 1st, 2024,

Weekly meeting
	A: Monitor progress and adjust. Set KPI's, define key performance indiacators to measure utilization, customer satisfaction and appointment conversion rates. Using CRM and DMS reports to track progress. 



Regular reviews, conduct weekly service department meeting to assess progress and adjust strategies and metrics as necessary.
	A_2: First and foremost, employee "buy in" and normal employee complacency.



Keeping technicians focused on the goal of increased facility utilization and efficency. 



Parts department cooperation.
	A_3: Bottom line: New and ongoing training for all service and parts personnel. 



Weekly meeting for the departments. 



By focusing on the KPI's we will all learn the bottom line impact on the department and overall revenue.
	R: At the current class calculated $ 56,166 (18.4% facility utilization) , when we achieve 50% utilization by year end we will be at $ 152,584. 
	S: With the implementation of tracking KPI's and ongoing training, we will hold weekly department meeting to ensure the focus and continued improvement of the entire parts and service team. Once the team experiences the increase in utilization and increased revenue, they will all see an increase in their compensation. 

EVERYONE WINS !


