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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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Greg Buchholz 434-774-5944
N456 Boyd Chevrolet GMC, Emporia, VA

I will set the goal for my managers to increase overall tech proficiancy from 73.8% to 100% by March 1, 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

The dealer vision is to have a profitatble, efficiently run fixed ops department. This metric is the first of many
steps to achieving that.

The benefits of achieving this goal are:

increased labor sales

lower unnapplied time

higher fixed coverage

better utilization of current staffing as opposed to adding more staff

increased service Dept. GP%

Increased parts sales

Increased income opportunities for managers, advisors, parts counter people, techs and myself

The consequences if | don't:

The service department will continue to run on “cruise control"
Adjustments will have to made in current management
Adjustments to staffing may be required

Why is this goal important:

| have coached and guided, given detailed KPI's and simplified the KPI's, given direct instruction and given
broad visions and hired additional management in an effort to change the direction of this service department.
Through all my efforts, nothing has changed or made a difference.

Through this class, | have gone from frustrated with the failure to grow to excited about the potential.

| am ready to make something happen. | have never settled for failure so | will succeed here too.

I want all my employees to be included in and benefit from this journey so it will be up to them if they choose to
perform and be on board or go another direction.

©2021 National Automobile Dealers Association. All Rights Reserved. 1



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

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| CHECK POINT
DATES
Dispatch properly evalaution of each P & S Director Higher GP by lower |[12/1/24
techs skillsets and Service Manager skill/pay techs doing |3/1/25
cost per hour. lower skill work Weekly check
Tech Training, Observing Main P & S Director Increase Tech 12/1/24
Specifically, QL Techs, MOC Service Manager Proficiency starting [3/1/25
training, MPI training with QL techs, Weekly check
Lower Unapplied
Time
Advisor Training Manager experience |Service Manager Properly present 12/1/24
and presense in ASR's Increasing 3/1/25
lane, Hrs/RO, fewer 1 line |Weekly check
Me holding training RO's soTech flags
sessions, OE training more per vehicle
Parts Manager presense [P & S Director Tech time at counter |12/1/24
training/Policies OE training decreased, parts 3/1/25
Policy enforcement delivered, Lost sales |Weekly check
posted for better inv,
management, fill rate
Enforce Xtime Manager P & S Director thorough MPI's 12/1/24
expectations: enforcement Service Manager More ASR's 3/1/25
MPI rate, ASR rate, [advisor training reccomended and Weekly check
Closing rate tech training sold
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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

I will check progress weekly through reports in Xtime and DMS and in house Manager daily reports for
improvements in Proficiency and all KPI's listed above associated with increased proficiency. | will track Xtime
reports weekly for imporvments in MPI, ASR and Closing rates as well as daily RO audits.

| will observe on site at least 2 days per week and meet with managers for updates and progress reports

Potential Obstacles? Potential Solutions?
Managers may not step up to the challenge. Coach managers, express the importance of
They may continue historical response of "We hitting this expectation. Give direct instruction
understand the goal" yet do nothing proactive to on what | want done but ultimately hold them
achieve it. accountable for the performance..
Manager(s) could apporoach or present change | need leaders that inspire, encourage
in negative way, discouraging other employees employees. If they disourage, | don't need them.
I may find that an employee is not the right fit to Not everyone is cut out for every job. That is
step up to the challenge or does not posess the fine. We could possibly find a position that is a
skills or mindset needed. better fit or agree to part ways.

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

0000

Based on Sept figures, Increase from $116,636 labor sales to $158,013 = a gain of $41,377 in labor sales
This would also translate to a $31,000 increase in parts sales
This would mean a $42,364 monthly increase in P & L gross.

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.

After hitting this goal, this may not have to be weekly but possibly biweekly reports and may not require 2 vists a
week but will still require regular visits. There will still be daily reports filled out by management and monitored
by me. | will still meet with managers weekly in person or through web meeting to discuss progress and
continued growth.
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	How does this goal align with or support your dealers vision: Greg Buchholz 434-774-5944

N456 Boyd Chevrolet GMC, Emporia, VA



I will set the goal for my managers to increase overall tech proficiancy from 73.8% to 100% by March 1, 2025
	2020 National Automobile Dealers Association All Rights Reserved: The dealer vision is to have a profitatble, efficiently run fixed ops department. This metric is the first of many steps to achieving that.



The benefits of achieving this goal are: 

increased labor sales

lower unnapplied time

higher fixed coverage

better utilization of current staffing as opposed to adding more staff

increased service Dept. GP%

Increased parts sales

Increased income opportunities for managers, advisors, parts counter people, techs and myself 



The consequences if I don't:

The service department will continue to run on "cruise control"

Adjustments will have to made in current management

Adjustments to staffing may be required



Why is this goal important:

I have coached and guided, given detailed KPI's and simplified the KPI's, given direct instruction and given broad visions and hired additional management in an effort to change the direction of this service department. Through all my efforts, nothing has changed or made a difference. 

Through this class, I have gone from frustrated with the failure to grow to excited about the potential.

I am ready to make something happen. I have never settled for failure so I will succeed here too.

I want all my employees to be included in and benefit from this journey so it will be up to them if they choose to  perform and be on board or go another direction. 








	SPECIFIC ACTION STEPRow1: Dispatch properly
	NECESSARY RESOURCESRow1: evalaution of each techs skillsets and cost per hour.
	ACCOUNTABLE PERSONSRow1: P & S Director

Service Manager
	EXPECTED RESULTRow1: Higher GP by lower skill/pay techs doing lower skill work
	START END  CHECK POINT DATESRow1: 12/1/24

3/1/25

Weekly check 
	SPECIFIC ACTION STEPRow2: Tech Training, Specifically, QL
	NECESSARY RESOURCESRow2: Observing Main Techs, MOC training, MPI training
	ACCOUNTABLE PERSONSRow2: P & S Director

Service Manager
	EXPECTED RESULTRow2: Increase Tech Proficiency starting with QL techs,

Lower Unapplied Time
	START END  CHECK POINT DATESRow2: 12/1/24

3/1/25

Weekly check
	SPECIFIC ACTION STEPRow3: Advisor Training
	NECESSARY RESOURCESRow3: Manager experience and presense in lane,

Me holding training sessions, OE training


	ACCOUNTABLE PERSONSRow3: Service Manager
	EXPECTED RESULTRow3: Properly present ASR's Increasing Hrs/RO, fewer 1 line RO's soTech flags more per vehicle
	START END  CHECK POINT DATESRow3: 12/1/24

3/1/25

Weekly check
	SPECIFIC ACTION STEPRow4: Parts training/Policies
	NECESSARY RESOURCESRow4: Manager presense 

OE training

Policy enforcement
	ACCOUNTABLE PERSONSRow4: P & S Director
	EXPECTED RESULTRow4: Tech time at counter decreased, parts delivered, Lost sales posted for better inv, management, fill rate
	START END  CHECK POINT DATESRow4: 12/1/24

3/1/25

Weekly check
	SPECIFIC ACTION STEPRow5: Enforce Xtime expectations:

MPI rate, ASR rate, Closing rate
	NECESSARY RESOURCESRow5: Manager enforcement

advisor training

tech training
	ACCOUNTABLE PERSONSRow5: P & S Director

Service Manager
	EXPECTED RESULTRow5: thorough MPI's

More ASR's reccomended and sold
	START END  CHECK POINT DATESRow5: 12/1/24

3/1/25

Weekly check
	SPECIFIC ACTION STEPRow6: 
	NECESSARY RESOURCESRow6: 
	ACCOUNTABLE PERSONSRow6: 
	EXPECTED RESULTRow6: 
	START END  CHECK POINT DATESRow6: 
	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: I will check progress weekly through reports in Xtime and DMS and in house Manager daily reports for improvements in Proficiency and all KPI's listed above associated with increased proficiency. I will track Xtime reports weekly for imporvments in MPI, ASR and Closing rates as well as daily RO audits.

I will observe on site at least 2 days per week and meet with managers for updates and progress reports
	A_2: Managers may not step up to the challenge. They may continue historical response of "We understand the goal" yet do nothing proactive to achieve it. 



Manager(s) could apporoach or present change in negative way, discouraging other employees



I may find that an employee is not the right fit to step up to the challenge or does not posess the skills or mindset needed.
	A_3: Coach managers, express the importance of hitting this expectation. Give direct instruction on what I want done but ultimately hold them accountable for the performance..



I need leaders that inspire, encourage employees. If they disourage, I don't need them. 



Not everyone is cut out for every job. That is fine. We could possibly find a position that is a better fit or agree to part ways. 
	R: Based on Sept figures, Increase from $116,636 labor sales to $158,013 = a gain of $41,377 in labor sales

This would also translate to a $31,000 increase in parts sales

This would mean a $42,364 monthly increase in P & L gross.


	S: After hitting this goal, this may not have to be weekly but possibly biweekly reports and may not require 2 vists a week but will still require regular visits. There will still be daily reports filled out by management and monitored by me. I will still meet with managers weekly in person or through web meeting to discuss progress and continued growth. 


