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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle 0 Relevant ° Time bound
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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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| will increase our technician proficiency from 60.25% to 90% by then end of 1st quarter in 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?
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This goal aligns with our dealer's vision because we will be more efficient and able to help more customers when
they come into our service department.

Benefits:

The benefits of achieving this goal are faster turn in the shop. We will be able to get more vehicles in and out.
In doing so we will increase billable hours.

When billable hours increase that is more money for the department.

The satisfaction of our techs will increase when they see how much more money they can make when they
become more proficient.

Customer satisfaction will increase because we will get more cars in the shop quicker. Allowing the scheduling
of sooner appointment dates/times.

Consequences:

If our proficiency isn't improved or focused on, we will continue in our ways of underperformance.

If we aren't improving, then we are regressing.

This will lead to unhappy complacent techs.

Our customers will become more frustrated when they try to schedule appointments because we will be
scheduling weeks out instead of a couple days.

Total absorption will not improve if we can become more proficient in the shop and generate more sales/gross.

This goal is important to me to increase our proficiency because it will increase tech and customer satisfaction. |

know that it will make scheduling easier for dispatch/advisors. We will bill more hours per month and generate
more revenue in the shop, this is essential for total absorption, it will help our store become more profitable.
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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

Info meeting to set
the goal

Current data, goal to
achieve and path to
get there

Myself, service
manager, techs,
advisors

Complete
understanding of the
goal and buy in from
employees

December 2nd

Monitor data from
month of December
as we calculate billed
hours vs available

Correct data from
service inventory
analysis

Myself, service
manager

Be able to show
techs how they have
improved

Middle of December

Mid month report

Data from billable
hours

Myself, Service
manager, techs

Techs to understand
what they did to
improve to achieve
more hours

Middle of December

Meeting to cover
months results

Monthly billable
hours sold data

Myself, Service
manager, techs

See improvement
something greater
than 60.25%

Jan 1

Continue to coach
and monitor progress

Correct data

Myself and Service
manager

Each month see an
increase of 7-10%

March 31 end of
quarter 1 we should

continue to get better
as a team

for growth and
improvement past
what we just
accomplished

90% proficiency,
continuing to
improve

and repeat process proficiency be at 90%
through next 3 proficiency
months until quarter

end

Set a new goal and | Past data with a plan | Myself No regressing to our [ FOREVER!!
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SERVICE OPERATIONS HOMEWORK — ACTION PLAN
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How will you track your progress? Where will you find the information? How often will you check in?
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| will track my progress by looking at each technician individually to see weekly how many hours they are getting
billed. | will get this information from my service manager. It will be easy to see if they are staying focused on
the goal and making progress because their hours will increase and so will their individual proficiency
percentage. | will check in the service manager weekly until we see solid progress, then twice per month.

Potential Obstacles? Potential Solutions?
Uncommon issues with vehicles that take more Once an issue is resolved see if it is something
time in the day to diagnose that can be easily fixed by a lesser level tech so
our master techs can turn more hours on bigger
Techs going on vacation or on sick leave will jobs.

impact hours billed
Have a plan for work when techs are gone so it
Issues receiving parts for repairs doesn't get forgotten about

Poor dispatching Source aftermarket parts if it is possible

Train dispatcher on how to give work to different
level techs. Don't want A tech doing basic
maintenance

BOTTOM LINE! What is the financial impact (expressed in dollars) of achieving your goal?
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The financial impact will be more sales revenue for the department. More sales to cover current expenses
means more profit. Our techs will realize how much more money they can be making for themselves. They will
become motivated and continue to push our goal in the right direction.

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.

I will ensure our staff maintain a higher proficiency by monitoring their work and ensuring they hit their set
objective every month. This will now be the new standard of 90% proficiency, we expect this to be hit each
month. If it can be done once it can be repeated. Monitoring their results and then calculating efficiency we could
pay bonuses off of efficiency to ensure we continue this success and not fall back in old patterns.
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Benefits:
The benefits of achieving this goal are faster turn in the shop. We will be able to get more vehicles in and out.
In doing so we will increase billable hours.
When billable hours increase that is more money for the department.
The satisfaction of our techs will increase when they see how much more money they can make when they become more proficient.
Customer satisfaction will increase because we will get more cars in the shop quicker. Allowing the scheduling of sooner appointment dates/times.

Consequences:
If our proficiency isn't improved or focused on, we will continue in our ways of underperformance.
If we aren't improving, then we are regressing.
This will lead to unhappy complacent techs.
Our customers will become more frustrated when they try to schedule appointments because we will be scheduling weeks out instead of a couple days.
Total absorption will not improve if we can become more proficient in the shop and generate more sales/gross.

This goal is important to me to increase our proficiency because it will increase tech and customer satisfaction. I know that it will make scheduling easier for dispatch/advisors. We will bill more hours per month and generate more revenue in the shop, this is essential for total absorption, it will help our store become more profitable.
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