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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle 0 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

Hire a new service manager for Germain Cadillac by October 1st 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

Currently Mercedes and Cadillac share a service manager that floats back and fourth between the stores.
Cadillac is at a point that we need to increase appointments per day and hire additional techs. This will require a
hands on service manager with 100% focus on Cadillac. The new manager will also be responsible for 6
appointments per day of his own. 2 advisors 12 each and his 6 make the goal of 30. Having our own service
manager will not only improve appointments but will help strengthen the team all together. Jack Williams
(‘advisor ) in still extremely fresh and needs daily direction to improve. Having the manager hands on with a
small team basically means he can see and hear almost every interaction with customers. Consequences if we
stay the same will result in 15-20 appointments per day. constant feedback on how hard it is to find techs and
most importantly no personal growth for the current advisors and staff. This goal is very important to me
because | know we are capable of so much more with just a few good hires ( techs) and some personal
attention to the team we already have in place. This is spot on with the dealers mission statement. To attract,
retain and develop exceptional people.
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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

cadillac

indeed, monster ,

starting in October

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| CHECK POINT
DATES
Hire/ find a new HR, Referrals, Kenny Quinn To hire a new in process
service manager for |company transfer, Scott Morrison service manager update daily

between Scott and |

per day

Training for advisors
and BDC/ Cashiers
operators

Scott Morrison

Monday - Friday

germain site 2020
Increase New service New manager 30 Appointments on | Track daily
Appointments to 30 [ manager Kenny Quinn the schedule daily Start date Oct 1st

2020
update weekly in
fixed opp meeting

Service advisor
training for the
current staff

Germain Academy
Sally W on-line
training

Dave Anderson
on-line training

New service
Manager
Scott Morrison

complete 2 on-line
modules per week
and attend bi
monthly / quarterly in
class room trainings

October 1st start
date.

weekly email update
from Scott

Hire a lube oil filter
tech plus another flat
rate tech

Employee referrals
Germain Corp
Tech Schools
Indeed , monster,
job fairs etc etc

Jason Jordan
Scott Morrison
New Manager

Hire 2 techs by the
end of October 2020
LOF tech by the
15th of October
2020

started 9-15-2020
weekly check in's in
the service /parts
meeting.
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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?

Hiring a new service manager will be tracked by interviews. Daily check in on candidates.
Appointment tracking will be tracked daily in CDK and looked at a week in advance.
Advisor training is tracked by Scott Morrison. Germain Academy is tracked by on-line enroliment.

Hiring two additional techs will be tracked by interviews and discussed weekly

Potential Obstacles? Potential Solutions?
All good techs have jobs ! Start a raffle with the tool truck guy
Finding a good service manager will be Use Germain to promote someone from within
impossible. the organization.
Advisors don't have time to train / you can't take 15 minutes before there shift 15 minutes after.
them out of the store. The new service manager will sit in there seat

while the attend training at Germain Academy.
We can't handle 30 appointments a day

Show everyone with proper dispatching and

adding a LOF tech 30 is easily accomplished.

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

0000

$30,000 in additional service gross averaging current staff at 15k per tech. | know the LOF tech won't be able to
achieve this but with parts and additional recs | don't think 30k is out of the question.

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.

Well first thing is first and that's having a full time Cadillac service manager. I'm happy to say that we had and
applicant from Germain Honda apply for the job and we just sent him his pay plan and are moving forward.
Staying on top of appointments is crucial to make this all work out, allowing someone to scale appointments
back because it's busy will not be tolerated whatsoever. With on I|ne service booking we completely control the
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	How does this goal align with or support your dealers vision: Hire a new service manager for Germain Cadillac by October 1st 2020
	2020 National Automobile Dealers Association All Rights Reserved: Currently Mercedes and Cadillac share a service manager that floats back and fourth between the stores. Cadillac is at a point that we need to increase appointments per day and hire additional techs. This will require a hands on service manager with 100% focus on Cadillac. The new manager will also be responsible for 6 appointments per day of his own. 2 advisors 12 each and his 6 make the goal of 30. Having our own service manager will not only improve appointments but will help strengthen the team all together. Jack Williams ( advisor ) in still extremely fresh and needs daily direction to improve. Having the manager hands on with a small team basically means he can see and hear almost every interaction with customers. Consequences if we stay the same will result in 15-20 appointments per day. constant feedback on how hard it is to find techs and most importantly no personal growth for the current advisors and staff. This goal is very important to me because I know we are capable of so much more with just a few good hires ( techs) and some personal attention to the team we already have in place. This is spot on with the dealers mission statement. To attract, retain and develop exceptional people.
	SPECIFIC ACTION STEPRow1: Hire/ find a new service manager for cadillac
	NECESSARY RESOURCESRow1: HR, Referrals, company transfer, indeed, monster , germain site
	ACCOUNTABLE PERSONSRow1: Kenny Quinn
Scott Morrison
	EXPECTED RESULTRow1: To hire a new service manager starting in October 2020
	START END  CHECK POINT DATESRow1: in process
update daily between Scott and I
	SPECIFIC ACTION STEPRow2: Increase Appointments to 30 per day 
	NECESSARY RESOURCESRow2: New service manager
Training for advisors and BDC/ Cashiers operators
	ACCOUNTABLE PERSONSRow2: New manager
Kenny Quinn
Scott Morrison 
	EXPECTED RESULTRow2: 30 Appointments on the schedule daily Monday - Friday 
	START END  CHECK POINT DATESRow2: Track daily
Start date Oct 1st 2020
update weekly in fixed opp meeting
	SPECIFIC ACTION STEPRow3: Service advisor training for the current staff
	NECESSARY RESOURCESRow3: Germain Academy 
Sally W on-line training
Dave Anderson on-line training
	ACCOUNTABLE PERSONSRow3: New service Manager 
Scott Morrison 
	EXPECTED RESULTRow3: complete 2 on-line modules per week and attend bi monthly / quarterly in class room trainings
	START END  CHECK POINT DATESRow3: October 1st start date.
weekly email update from Scott 
	SPECIFIC ACTION STEPRow4: Hire a lube oil filter tech plus another flat rate tech
	NECESSARY RESOURCESRow4: Employee referrals
Germain Corp
Tech Schools
Indeed , monster, job fairs etc etc

	ACCOUNTABLE PERSONSRow4: Jason Jordan 
Scott Morrison 
New Manager
	EXPECTED RESULTRow4: Hire 2 techs by the end of October 2020 LOF tech by the 15th of October 2020
	START END  CHECK POINT DATESRow4: started 9-15-2020
weekly check in's in the service /parts  meeting. 
	SPECIFIC ACTION STEPRow5: 
	NECESSARY RESOURCESRow5: 
	ACCOUNTABLE PERSONSRow5: 
	EXPECTED RESULTRow5: 
	START END  CHECK POINT DATESRow5: 
	SPECIFIC ACTION STEPRow6: 
	NECESSARY RESOURCESRow6: 
	ACCOUNTABLE PERSONSRow6: 
	EXPECTED RESULTRow6: 
	START END  CHECK POINT DATESRow6: 
	SPECIFIC ACTION STEPRow7: 
	NECESSARY RESOURCESRow7: 
	ACCOUNTABLE PERSONSRow7: 
	EXPECTED RESULTRow7: 
	START END  CHECK POINT DATESRow7: 
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: Hiring a new service manager will be tracked by interviews. Daily check in on candidates. 
 
Appointment tracking will be tracked daily in CDK and looked at a week in advance. 

Advisor training is tracked by Scott Morrison. Germain Academy is tracked by on-line enrollment. 

Hiring two additional techs will be tracked by interviews and discussed weekly 
	A_2: All good techs have jobs ! 

Finding a good service manager will be impossible.

Advisors don't have time to train / you can't take them out of the store. 

We can't handle 30 appointments a day 


	A_3: Start a raffle with the tool truck guy

Use Germain to promote someone from within the organization. 

15 minutes before there shift 15 minutes after. The new service manager will sit in there seat while the attend training at Germain Academy. 

Show everyone with proper dispatching and adding a LOF tech 30 is easily accomplished. 

	R: $30,000 in additional service gross averaging current staff at 15k per tech. I know the LOF tech won't be able to achieve this but with parts and additional recs I don't think 30k is out of the question. 
	S: Well first thing is first and that's having a full time Cadillac service manager. I'm happy to say that we had and applicant from Germain Honda apply for the job and we just sent him his pay plan and are moving forward. Staying on top of appointments is crucial to make this all work out, allowing someone to scale appointments back because it's busy will not be tolerated whatsoever. With on line service booking we completely control the schedule and will keep it open until 30 are on the books. Constantly run an add for techs , you never know who might be moving into the area. 


