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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle o Relevant ° 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 total shop efficiency by 20%; from by the end of November 2020 bringing us from 90.48% to
110.48% and by 120% by end of December 2020.0

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 will provide several solutions, outside of the immediate and obvious goal of increasing the technicians
efficiency. At face value, the technicians will all increase their total hours produced by 1.6 hours, per technician,
per day. Over the course of one month this will add 416 hours per month, and 4,992 hours per year. This will
all be done without any of the technicians needing to spend any additional time working in the shop. This will
also allow us to touch and handle more customer vehicles in the course of a day, allowing our schedule to be
more accommodating and shortening the distance to our next available appointment. If we do not achieve this
goal, we will not be able to grow our capacity and will need to add technicians to accomodate the amount of
potential work that is able to come through the door. We also run the risk of not being available enough to
handle our customers in a timely manner, thereby running the risk of the customer(s) seeking alternative service
facilities to do business with.
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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

We will be switching
to CDK drive with
tech workbench and
electronic time
punches.

All techs need their
own computer and
logins.

Service Manager

Tech times will be
more accurate, and
less time will be
spent dealing with
time cards

October 6th is our
"Go-Live" date with
CDK. End date is
November 30, 2020.

We are signing up
with the full xtime
suite.

All techs need their
own computer and
logins.

Service Manager

The entire process,
from scheduling, to
redelivery will be
exponentially
quicker.

Mid to late October
is when we should
be fully live with the
xtime suite. End
date is 11/30/20

With Xtime we will
be writing customers
up using a tablet in
the drive.

All advisors will need
tablets to utilize
during write up.

Service Manager

The write up process
will be locked down,
all steps performed,
and upselling will
increase at write up.

Mid to late October
is when we should
be fully live with the
xtime suite. End
date is 11/30/20

With Xtime, the
techs will perform an
MPI that will look up
the parts pricing and
labor times for us.

All techs need their
own computer and
logins.

Service Manager

The techs no longer
need to wait at the
parts counter or at
the advisors desk.
More time in the bay

Mid to late October
is when we should
be fully live with the
xtime suite. End
date is 11/30/20

With Xtime,
customers will have
the ability to approve
or deny work on
their phone.

Advisors need to
ensure proper email
and cell numbers
during write up.

Service Manager

Customers will be
able to approve work
quicker, increasing
the chances of
added upsells.

Mid to late October
is when we should
be fully live with the
xtime suite. End
date is 11/30/20

With Xtime, once the
work is approved,
the lines will add and
the parts will bill out
automatically

All labor ops will
need to be set up to
correlate with the
potential jobs sold.

Service Manager

Techs will not need
to wait to see if work
is approved, nor will
they need to stand in
line for parts.

Mid to late October
is when we should
be fully live with the
xtime suite. End
date is 11/30/20
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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?

We will track the progress daily using the provided reporting from the vendors. All employees will be tracked
daily and their stats will be posted on a dry erase scoreboard for all team members to see. Anything less than
100% utilization will not be accepted or tolerated.

Potential Obstacles? Potential Solutions?
In the beginning there will be a learning curve. There is mandatory training that all users of
A lot of new technology all at once may be CDK and Xtime will need to take prior to it going
overwhelming for some team members. live. We will have trainers from CDK working

with the team for a week during the first week
we are live and the same will take place when
Xtime launches a week or two later.

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

0000

We expect a minimum increase of $459,448 in labor sales over the course of 12 months. This will equate to
$339,992 in labor gross alone. At a 1:1 ratio of parts to labor sales, this will add an additional $183,779 in parts
gross. So, in total we expect to see an increase in parts and labor gross of $523,771 over the course of 12

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.

The adherence of following the process, which is to use the new tools put in place, is 100% mandatory to
remain employed. We will continue to track and scoreboard and hold members of the team accountable for
their piece of the process. There is no other way!
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