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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

9 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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S: Increase facility utilization in the service department from 47.65% to 75% by improving scheduling efficiency,
technician productivity, and customer retention. The goal will be achieved by increasing the number of
appointments, improving bay turnover, and maximizing operational hours by extending service hours until
11pm. M: Baseline: 47.65% facility utilization. Target: 75% facility utilization.

Metrics: Measure technician efficiency and ensure at least 85% efficiency per tech. Track and increase the
number of appointments confirmed and shown. Monitor the daily throughput of vehicles in the service drive.

A: Hire and train a late shift. Expand services, late shift will focus on internal recon and express work.

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 supports the dealership's vision of becoming a trusted service hub in the region while improving
customer satisfaction and operational excellence. There are no other Audi dealerships within a 5 hours drive.

What are the benefits of achieving this goal? Increased profitability from higher labor and parts sales. Enhanced
reputation as the go-to service provider in the region, attracting repeat business and referrals. Better technician
retention due to consistent workflow and morale boost from higher productivity.

What are the consequences if | don't achieve this goal? Continued unprofitability and potential inability to
reinvest in dealership growth. Increased operational inefficiencies and staff turnover due to inconsistent
workloads. Poor CSI scores due to customer's having to wait longer for their vehicle appointments.

Why is this goal important to me?

Achieving this goal is critical to turning the dealership into a profitable operation, ensuring long-term
sustainability and fulfilling the dealerships potential as the primary service provider in the region.

Time-Bound: Duration within 6 months to achieve goal.
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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

Hire additional
techs, 1 service
advisor, and 1 parts
counter

Need more staff for
late shift, more tool
boxes, storage for
extra tool boxes

HR/Service Director

Expanded service
drive hours will allow
an increase of
appointments during
the day

Month 1

Have a SOP for 2
shifts, and improve
efficiency for work
load throughout day.

Increase
appointments
throughout day to
utilize all 9 bays

Advsiors, BDC
agents, Service
Director, Foreman

This should increase
our facility utilization
by 55%

Month 2/3

Increase volume by
taking in more work,
non brand as well

Marketing
department
promoting we take
all work regardless
of brand

Service Director,
BDC, Marketing
department, Advisors

Hit 65% utilization

Month 4/5

Maintain a high
volume of RO's and
keep improviing tech
efficiency

Foreman making
sure all techs are
efficient

Foreman, Service
Director

Hit 75% utilization

Month 6
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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?
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I will look at the total number of RO's processe daily. Weekly analyze repair order counts and trends
Metrics will be technician efficiency, hours billed vs hours available. Aim for 85% or higher per tech
Technician productivity, actual hours worked vs available hours.

Service by Turnover: number of jobs completed per bay per day.

Appontment metrics: appointment confirmations vs no shows. Look at walk in appointments

DMS will give me the information and can provide all these reports

Technician Time Tracking can be compared to our ADP clock in

Potential Obstacles? Potential Solutions?
Technician shortage, many techs may not like Solution: Hire additional tecnicians although will
the shift change. take time.
Service Advisor overload Offer competitive wages

Hire an extra Advisor, total of 4

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

0000

Current hours 308.76 hours.week (47.65% utilization)Target hours 486 hours/week (75% utilization)
Increase in hours: 177.24 hours/week. Addiitional weekly revenue 177.24x207.25hr =$35,735.69 week Annual
rev increase $3,820,506 year

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.

S: Establish clear expectations for staff roles and responsibilities. Weekly meetings with advisors to review
performance and discuess challenges and short term goals

A: Utilizie software tools to track progress toward key metrics like tech efficiency, and RO completed.
Assign foreman to be responsible for monitoring performance daily of his techs
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	How does this goal align with or support your dealers vision: S: Increase facility utilization in the service department from 47.65% to 75% by improving scheduling efficiency, technician productivity, and customer retention. The goal will be achieved by increasing the number of appointments, improving bay turnover, and maximizing operational hours by extending service hours until 11pm. M: Baseline: 47.65% facility utilization. Target: 75% facility utilization.

Metrics: Measure technician efficiency and ensure at least 85% efficiency per tech. Track and increase the number of appointments confirmed and shown. Monitor the daily throughput of vehicles in the service drive.

A: Hire and train a late shift. Expand services, late shift will focus on  internal recon and express work. 
	2020 National Automobile Dealers Association All Rights Reserved: This goal supports the dealership's vision of becoming a trusted service hub in the region while improving customer satisfaction and operational excellence. There are no other Audi dealerships within a 5 hours drive.



What are the benefits of achieving this goal? Increased profitability from higher labor and parts sales. Enhanced reputation as the go-to service provider in the region, attracting repeat business and referrals. Better technician retention due to consistent workflow and morale boost from higher productivity.



What are the consequences if I don't achieve this goal? Continued unprofitability and potential inability to reinvest in dealership growth. Increased operational inefficiencies and staff turnover due to inconsistent workloads. Poor CSI scores due to customer's having to wait longer for their vehicle appointments.



Why is this goal important to me?

Achieving this goal is critical to turning the dealership into a profitable operation, ensuring long-term sustainability and fulfilling the dealerships potential as the primary service provider in the region.



Time-Bound: Duration within 6 months to achieve goal.
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