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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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| will increase my Technician Proficiency from 74.55% in June to 100% by October 31st 2020.

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 aligns with our dealers vision because we want to increase our service department business and with that
we will increase our service department net profit because right now we are not running it like we should and by
making even this one change we will increase our overall net profit significantly. The major benefit of achiving
this goal is that our net profit is going to increase significantly. Another benefit of acheiving this goal is that are
technician retention will increase and we will possibly even be able to attract new techs because they will all be
making more money and word will get around that there is plenty of business to be had at our dealership. Will
also increase our sales so our technicians are going to be making more money so this will of course help the
morale of this department better. The biggest consequence would be that we will never grow to our full potential
and our net profit will never increase to its full potential. Also we run the chance of losing technicians because
we are not selling enough hours and this directly affects their paychecks. Another consequence if we do not get
our proficiency up would be that we are not scheduling correctly and having customers wait longer than they
want to get their vehicle serviced and this could affect our CSI and possibly even lose customers so we need to
correct this problem before we lose customers for life.
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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

START, END, &

SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '

STEP RESOURCE(S) PERSON() | XPECTED RESULT]  CHETE POINT
Meet with advisors | Excel Spreadsheet |Rob and Brad Make sure they July 31st
and managers and | that shows know how to
explain why calculations calculate and what
proficiency is so affects proficiency
important

Calculate and review
all technicians
proficiency for the
month of July.

Excel Spreadsheet

DMS Labor/Profit
Analysis and Time
Clock report

Rob, Brad, Wade

Get a starting spot
and figure our which
technicians we need
to improve on

July 7th 2020

Review technicians
proficiency with
them weekly so they
know where they are
at

Excel Spreadsheet

DMS Labor/Profit
Analysis and Time
Clock report

Rob, Brad, Wade

Track it weekly so
they understand
where they are and
help motivate when
they are lacking

This will be done
weekly so they can
make adjustments
before month end

Meet with wade and
discuss whole shop

Excel Spreadsheet

Rob, Brad

Discuss with wade
what we need to

Weekly

proficiency DMS Labor/Profit improve on and how
Analysis and Time we can get the
Clock report results we need.
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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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We will track our progress by posting a white board in the breakroom and personally meeting with them weekly
so we can keep it at the top of our minds. If we are not getting the results we want we will go to reviewing the
technicians proficiency daily and then seeing what we can do to improve it whether its help with MPls, better
dispatching, more training for our techs, better scheduling, training for our advisors to help sell more hours per
RO.

Potential Obstacles? Potential Solutions?

Our proficiency is not increasing We need to look at our process. Make sure the
MPIs are getting done and that we are trying to
sell everything that we can.

Technicians thinking they can pick and choose We need to make sure that our advisors are

which jobs they want. dispatching the work how they should be that
means to the right job to the right tech no matter
what.

Technicians morale decreasing when they are Work with them and teach them how they can

not increasing their proficiency be better. Shadowing them to make sure their

processs isnt broken or full that they are not full
of distractions in the day.

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

0000

Based on june numbers if we would have increased our proficiency to 100% we would have generated an
additional $33,939 net profit. Its hard to project the impact for the following three months but since our sales and
expenses always track about the same we can expect to this kind of additional net profit each month.

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 are going to continue to track this weekly because we need to know when we need to motivate certain techs
and this way we can be proactive instead of reactive. The board will always be updated and also posted in the
breakroom so they will always see it.
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