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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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We will increase our tech proficiency from 53.6% to 73.6% by December 31st 2024. Our longer-term goal is to
achieve 100% proficiency by December 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

Alignment with the Dealer's Vision
This goal aligns with the dealer's vision of delivering superior customer service. By improving our techs'

proficiency, we will provide faster, better service. We will also be able to service more customers, reducing wait
times for appointments.

Benefits of Achieving This Goal:

-Increased Employee Satisfaction: As techs become more proficient, they will be able to get more hours and
earn more money. Improved proficiency may also allow time for training lower-level techs, helping them
advance in their careers and move toward their personal goals.

-Increased Customer Satisfaction: Quicker, more efficient service will lead to happier customers.

-Increased Gross Profit: The more proficient we are, the more cars we can service, which will increase our
gross profit. By reaching 73.6% proficiency, our profit value per tech will increase from $13,582 to $18,643.
Achieving 100% proficiency will further increase the profit value to $25,330.

Consequences if the Goal is Not Achieved:
-We will continue to miss out on achievable gross profit.
-Decreased Customer Satisfaction: Slower service and longer wait times could lead to dissatisfied customers.

-Unhappy Employees: Without improved proficiency, employees may become frustrated by inefficiency and lack
of growth opportunities.

Why This Goal is Important to Me:
- Achieving this goal demonstrates our commitment to continuous improvement and excellence.

- We want our customers to feel taken care of and valued. With more proficient techs, we can deliver better
service.

-Increasing profits benefits everyone at the dealership, regardless of their position.
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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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SPECIFIC ACTION/
STEP

NECESSARY
RESOURCE(S)

ACCOUNTABLE
PERSON(S)

EXPECTED RESULT

START, END, &
CHECK POINT
DATES

Look at our current
dispatching system
and find ways to
make improvements.

Our DMS system.
people who dispatch
work: The foreman
and our appt
coordinator

Service manager.
Foreman.
Appointment
coordinator.
Techs.

If we are dispatching
jobs effectively, then
the techs should be
able to produce
more paid hours.

Start on Sept
1st.Check on Oct 1st
& Nov 1st.

Make necessary
changes on Dec

Parts Runner: We
currently have a
parts runner who
brings parts to our
offsite heavy line

A designated parts
runner, possibly with
a cart or something
similar, to make
bringing parts to

Part manager.
Service manager.
Parts runner.
Foreman.

The techs will spend
more time in the
stalls and less time
at the parts counter,
thereby getting more

Start Sept 1st.

check Oct 1st. &

Nov 1st.

Make nessary
changes on Dec 31st

Start having techs
do videos for
customers.

Provide equipment
for the techs to use
for taking videos, or
offer a stipend for
them to use their

Service manager.
techs.
advisors.

If the videos are
done consistently
and well, we should
be able to sell more
hours per RO, which

Start training Sept
1st.

Start requiring tech
to do videos by set
16th.

Focus on decreasing
one-line ROs. Set a
goal for all service
advisors to have
less than 30%

Training and
incentives to write
less one line ROs

Service Manager
Advisors.

The fewer one-line
ROs written, the
more proficient our
techs can be.
Getting more hours

Start on Sept
1st.Check on Oct
1st. Pay a bonus to
those who meet the
goal. For those who

Build our mentorship
program to train new
techs and help them
reach a higher level

of skill more quickly.

Identify the more
experienced techs
who want to be
mentors and who
make good mentors.

Service Manager.
Techs.
Apprentices.

With more techs
trained on how to
perform a wider
variety of jobs, we
can increase our

Place 3 lube techs in
apprenticeships with
more skilled techs
by Sept 16th. Have
regular check-ins

Give all techs a
survey simply asking
what they need to
perform their jobs
better and more

The survey.
Someone to
distribute them

Service Manager.
Techs.
Foreman.

There might be
simple ideas that
many techs have to
improve proficiency,
but we haven't

Pass out survey on
Sept 1st.

Review them on
sept 6th.

implement any ideas
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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?

We will track our progress monthly by calculating our tech proficiency percentage. We will do this by taking
Total Hours Billed / Hours Available to sell = Tech Proficiency.

Potential Obstacles? Potential Solutions?
Techs and Advisors being reluctant to change Make the incentives for these changes clear:
current habits. better proficiency equals more money in

everyone’s pockets.
Techs having difficultly creating videos that add

value to customer experiences. (a difference of Make the techs feel valued and important.
spoken languages will be a huddle for some
techs and customers.) The video is not an 'extra thing' they have to do,

but a tool we are providing to help them sell
more hours. They are more knowledgeable
about the vehicles they are working on than the
advisors.

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

0000

By reaching 73.6% proficiency, our profit value per tech will increase from $13,582 to $18,643. Achieving 100%
proficiency will further increase the profit value to $25,330.

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 will continue tracking proficiency monthly. If proficiency starts to decrease, we can quickly make
adjustments and identify areas for improvement.

We will keep low one-line RO incentives in place; if advisors reach 10% and maintain it, they will continue to
receive their bonus.

PRGN [P PRI PRSI SU [ IS PP I SRR SPRUR Y PRS- - PR, ol M-PRG-] | ) PR POy

©2021 National Automobile Dealers Association. Al Rights Reserved. 3

| VPSRN PPN PN PO SR PRS-y



	How does this goal align with or support your dealers vision: We will increase our tech proficiency from 53.6% to 73.6% by December 31st 2024. Our longer-term goal is to achieve 100% proficiency by December 2025.
	2020 National Automobile Dealers Association All Rights Reserved: Alignment with the Dealer's Vision

This goal aligns with the dealer's vision of delivering superior customer service. By improving our techs' proficiency, we will provide faster, better service. We will also be able to service more customers, reducing wait times for appointments.



Benefits of Achieving This Goal:

-Increased Employee Satisfaction: As techs become more proficient, they will be able to get more hours and earn more money. Improved proficiency may also allow time for training lower-level techs, helping them advance in their careers and move toward their personal goals.

-Increased Customer Satisfaction: Quicker, more efficient service will lead to happier customers.

-Increased Gross Profit: The more proficient we are, the more cars we can service, which will increase our gross profit. By reaching 73.6% proficiency, our profit value per tech will increase from $13,582 to $18,643. Achieving 100% proficiency will further increase the profit value to $25,330.



Consequences if the Goal is Not Achieved:

-We will continue to miss out on achievable gross profit.

-Decreased Customer Satisfaction: Slower service and longer wait times could lead to dissatisfied customers.

-Unhappy Employees: Without improved proficiency, employees may become frustrated by inefficiency and lack of growth opportunities.



Why This Goal is Important to Me:

- Achieving this goal demonstrates our commitment to continuous improvement and excellence.

- We want our customers to feel taken care of and valued. With more proficient techs, we can deliver better service.

-Increasing profits benefits everyone at the dealership, regardless of their position.


	SPECIFIC ACTION STEPRow1: Look at our current dispatching system and find ways to make improvements.
	NECESSARY RESOURCESRow1: Our DMS system.
people who dispatch work: The foreman and our appt coordinator 
	ACCOUNTABLE PERSONSRow1: Service manager.

Foreman.

Appointment coordinator.

Techs. 
	EXPECTED RESULTRow1: If we are dispatching jobs effectively, then the techs should be able to produce more paid hours.
	START END  CHECK POINT DATESRow1: Start on Sept 1st.Check on Oct 1st & Nov 1st.
Make necessary changes on Dec 31st.
	SPECIFIC ACTION STEPRow2: Parts Runner: We currently have a parts runner who brings parts to our offsite heavy line techs. We should also have a parts runner in the onsite shop where most of the work is being done.
	NECESSARY RESOURCESRow2: A designated parts runner, possibly with a cart or something similar, to make bringing parts to techs quicker and more efficient.
	ACCOUNTABLE PERSONSRow2: Part manager.

Service manager.

Parts runner.

Foreman.
	EXPECTED RESULTRow2: The techs will spend more time in the stalls and less time at the parts counter, thereby getting more work done
	START END  CHECK POINT DATESRow2: Start Sept 1st. 

check Oct 1st. & Nov 1st.  

Make nessary changes on Dec 31st
	SPECIFIC ACTION STEPRow3: Start having techs do videos for customers.
	NECESSARY RESOURCESRow3: Provide equipment for the techs to use for taking videos, or offer a stipend for them to use their own devices. Provide training on how to make good videos
	ACCOUNTABLE PERSONSRow3: Service manager.
techs.
advisors.
	EXPECTED RESULTRow3: If the videos are done consistently and well, we should be able to sell more hours per RO, which should, in turn, increase proficiency.
	START END  CHECK POINT DATESRow3: Start training Sept 1st.
Start requiring tech to do videos by set 16th.
check on nov 1st. 
by nov. 31 all techs should be constistantly make videos.
	SPECIFIC ACTION STEPRow4: Focus on decreasing one-line ROs. Set a goal for all service advisors to have less than 30% one-line ROs. We currently average 68% one-line ROs!
	NECESSARY RESOURCESRow4: Training and incentives to write less one line ROs
	ACCOUNTABLE PERSONSRow4: Service Manager
Advisors.
	EXPECTED RESULTRow4: The fewer one-line ROs written, the more proficient our techs can be. Getting more hours on one vehicle saves time.
	START END  CHECK POINT DATESRow4: Start on Sept 1st.Check on Oct 1st. Pay a bonus to those who meet the goal. For those who meet the goal, adjust the target to 20% with an increased bonus.
	SPECIFIC ACTION STEPRow5: Build our mentorship program to train new techs and help them reach a higher level of skill more quickly.
	NECESSARY RESOURCESRow5: Identify the more experienced techs who want to be mentors and who make good mentors. Work with the service manager to develop a clear roadmap of what mentorship should look like. We currently have 36 techs and only two apprenticeships.
	ACCOUNTABLE PERSONSRow5: Service Manager. 
Techs.
Apprentices.
	EXPECTED RESULTRow5: With more techs trained on how to perform a wider variety of jobs, we can increase our proficiency
	START END  CHECK POINT DATESRow5: Place 3 lube techs in apprenticeships with more skilled techs by Sept 16th. Have regular check-ins with the mentor and mentee every 2 weeks.
	SPECIFIC ACTION STEPRow6: Give all techs a survey simply asking what they need to perform their jobs better and more efficiently.
	NECESSARY RESOURCESRow6: The survey. Someone to distribute them
	ACCOUNTABLE PERSONSRow6: Service Manager.
Techs.
Foreman.
	EXPECTED RESULTRow6: There might be simple ideas that many techs have to improve proficiency, but we haven’t asked, so we don’t know.
	START END  CHECK POINT DATESRow6: Pass out survey on Sept 1st.
Review them on sept 6th.
implement any ideas that seem reasonable. 
	SPECIFIC ACTION STEPRow7: 
	NECESSARY RESOURCESRow7: 
	ACCOUNTABLE PERSONSRow7: 
	EXPECTED RESULTRow7: 
	START END  CHECK POINT DATESRow7: 
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: We will track our progress monthly by calculating our tech proficiency percentage.  We will do this by taking Total Hours Billed / Hours Available to sell = Tech Proficiency. 
	A_2: Techs and Advisors being reluctant to change current habits. 

Techs having difficultly creating videos that add value to customer experiences. (a difference of spoken languages will be a huddle for some techs and customers.)


	A_3: Make the incentives for these changes clear: better proficiency equals more money in everyone’s pockets. 

Make the techs feel valued and important. 

The video is not an 'extra thing' they have to do, but a tool we are providing to help them sell more hours. They are more knowledgeable about the vehicles they are working on than the advisors. 
	R: By reaching 73.6% proficiency, our profit value per tech will increase from $13,582 to $18,643. Achieving 100% proficiency will further increase the profit value to $25,330.
	S: We will continue tracking proficiency monthly. If proficiency starts to decrease, we can quickly make adjustments and identify areas for improvement. 
We will keep low one-line RO incentives in place; if advisors reach 10% and maintain it, they will continue to receive their bonus. 
Keep asking techs for their opinions and what they need to better perform their jobs. This will help us move forward as a team and make them feel respected and heard. 
Maintain and continue to grow the mentorship program.


