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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

I will increase my technician proficiency from 72.74% to 80% by February 2021

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

Accomplishing this goal will lead to the service department generating more labour hours, which generates
more labour sales which leads to more gross. More gross to the department and dealership ultimately rewards
every single member in my department, including myself.

If | don't achieve this goal, my sales will continue to be at 72.74% or less proficiency which does not look good
on my end and the service department as well. Year after year, we are always expected to grow and do better
and this does not accomplish that.

Our dealer group has a heavy service bias. The owner himself worked in the service department at the very
bottom and worked himself all the way up to an owner of 7 dealerships. This has always resulted in the service
department being monitored and emphasis on the fact that service is the key to dealership success. Improving
my technician proficiency is a huge win and will help myself and my department look valuable and appealing to
the owners.
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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

spiffs for labour

showing structure of

Controller to show

+sales which gives

START, END, &

SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON() | XPECTED RESULT]  CHETE POINT

Offer apprentices Bonus sheet Apprentices+ Increased hours Already started, |

will be checking this

upsells/sales payouts available the labour times sold |me higher daily and updating
proficiency this
Offer technicians Bonus sheet Technicians Increased Planning on starting
monthly proficiency |showing structure of |+controller proficiency and this beginning of
bonus. payouts. Payroll higher sales November, check
timesheet showing bonus payouts and |monthly
hours clocked motivation

Book lots of
appointments

Promotions,
discounts towards
clients

increase my booking
capacity

BDC Manager

more appointments
gives me more
hours and sales

Starting October 19 i
have advised my
bdc to never say no
I will check this
weekly

Get friendly with my
used car manager

Coffee, donuts and
help with used car
reconditioning, try to
avoid him
wholesaling cars

Used car Manager
and myself

If | offer him help on
vehicles that he has
less room on, | will
get the sale and he
wont wholesale them

Implement this
week, | will reduce
hours/charges on
vehicles that he
needs help with

Send out
coupons/emails to
customers who
declined service

CDK, i will need a
list showing declined
customer history

cdk, and marketing
program to send out
flash email sales

Will bring in missed
oppotunities and
potentially new ones
as well

already
implemented this
week, | will be doing
this monthly

Increase my service
department hours

BDC letting clients
know that we are
open longer

Service staff

More hours open
will give me more
hours sold

Already
implemented and it
has been going well.

Train my advisors in
selling more work

Myself and available
training
courses/programs

Service Advisors

Selling more upfront
hours will generate
more sales and
reduce
communication times

Starting in
November | will be
spending more time
with advisors and

enrolling them in
colirses
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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?

0000

| will be tracking my progress monthly. | will be using NADA's excel sheet to calculate the information. I will find

this information from my financial statement.

Potential Obstacles?

Motivating my older seniored technicians to
produce more hours. They are close to retiring
and are content with making 6 hours a day from
their 8 hour shift.

My apprentices might end up outperforming the
technicians and steal gravy work from them.
This will result in angry technicians.

Potential Solutions?

I will combat this by offering up the monthly
proficiency bonus idea to my technicians. This
will ensure more hours are sold and produced

I will monitor the daily appointments and ensure
my flat rate technicians are fed first before the
apprentices take work in. | will also book lots of
appointments daily.

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

0000

For the month of August, if my technicians were at 80% proficiency, | would have made 100 more hours. 100
hours at my effective labour rate would give me $10790 in labour sales potentiall. Annually thats over $120000.

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.

I will show my team the results it made and the results they acheived by accomplishing this. | will keep my spiff
and bonus plans in effect to motivate my technicians and apprentices in gaining proficiency. | will always ensure
to check my proficiency levels daily to ensure | am not falling off track.
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If I don't achieve this goal, my sales will continue to be at 72.74% or less proficiency which does not look good on my end and the service department as well. Year after year, we are always expected to grow and do better and this does not accomplish that. 



Our dealer group has a heavy service bias. The owner himself worked in the service department at the very bottom and worked himself all the way up to an owner of 7 dealerships. This has always resulted in the service department being monitored and emphasis on the fact that service is the key to dealership success. Improving my technician proficiency is a huge win and will help myself and my department look valuable and appealing to the owners. 
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I will monitor the daily appointments and ensure my flat rate technicians are fed first before the apprentices take work in. I will also book lots of appointments daily.
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