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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle o Relevant 0 Time bound

!

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.”

o000

Increase our tech proficiency from just over 85.73% to 100% by the end of 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

If the techs hit their production goals in alignment with being at 100% proficiency, we would achieve a positive
net income in our service department. It would align with our overall Vision and would mean that each team
member is achieving what they had agreed to previously.

If we achieve this goal, we will see a significant impact to the overall net profit in our service department. At a
minimum, the store would no longer lose money in our service department and most months, would generate a

profit.

If we don't achieve this, we will continue to operate at a loss and rely on just the variable side to cover the
profitability of the store.

Ultimately, my job is to ensure a return on our investment and that we operate a thriving business that
generates profit.
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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(S) EXPECTED RESULT CHECK POINT
DATES
Review and Tech hours and Service Manager Establish baseline Start August with
calculate current production General Manager and areas of baseline from
tech proficiency opportunity July/YTD
Review daily

Daily proficiency
percentage review
with technicians

Daily hour report
provided by
accounting

Service Manager

Look for areas of
opportunity and
where we fall short
daily. If we fall short,
what needs to be

Review daily with
techs

Review work mix
with techs and
advisors and what
techs excel at

RO Review and
Production for July

Service Manager
General Manager

Find out where techs
really struggle and
ensure that we are
no longer
dispatching work

Review by close of
business August 5th

©2020 National Automobile Dealers Association. All Rights Reserved.




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?

This will be tracked daily. We can establish baselines from their previous production and their goals for the year.
The information is provided by accounting daily in the form of hours produced the previous day and for the
week. We will require converting this to a percentage and focusing on it rather than just the daily hours. We will
check in daily and look for who is lagging behind or where we can run up the score.

Potential Obstacles? Potential Solutions?
Convincing techs to focus on proficiency rather Review both hours and proficiency percentage
than always their total hours to tie the two together and show them how they

can positively effect both.

Advisors may be hesitant to move work around

thinking it will slow down progress in the shop. Work with advisors to get buy-in and show them
what it is we want to accomplish. They will
benefit from proficiency increases as well.

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

0000

This should generate another $1,500 per tech per month. With currently 17 productive techs, this would be an
additional $25,500 in profit at the end of the 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 will require to continue making this a daily focus and ensuring that everyone continues to buy-in. This will
also mean a monthly review of production and with even the slightest change, an action plan to review and
adjust as needed.
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If we achieve this goal, we will see a significant impact to the overall net profit in our service department. At a minimum, the store would no longer lose money in our service department and most months, would generate a profit.

If we don't achieve this, we will continue to operate at a loss and rely on just the variable side to cover the profitability of the store.

Ultimately, my job is to ensure a return on our investment and that we operate a thriving business that generates profit.
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