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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

9 Specific @ Measurahle 0 Relevant ° Time bound
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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.”

o000

My long term goal is to increase proficiency by 3% per technician per month. Currently, each technician has 11
hours per day. We have 39 bays at the Danville location. Of those 39 bays there are 10 techs (including
helpers) that occupy at least 3-4 bays each. The ramaining bays are used for Lube Tech, Inspection, and hold
shop equipment. According to NADA each technician should produce 40 hrs per week per bay. For those techs
that have 3 bays | would expect a 3% increase per month per bay. For expample, the technicians that are
logging on an average of 32 hours a week per bay they would be expected to increase their productivity by an
estimated 9.6 hours per bay per week to be able to increase an overall 3% for the quarter. Starting 3rd quarter
of 2021. My short term goal is to increase proficiency by 1% starting Nov 1, 2020. This would require an

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 would continue to increase the assumed productivity, measured efficiency and proficiency which
would increase the overall gross profit of the dealership's vision.

The benefits of achieving this qoal is to raise the profit margin percentages of the services department by
increasing billable hours per bay per technician and reduce the lack of unmanaged and non-billable hours that
are not being assessed presently.

The consequence of not increasing the overall percentage of billable hours per technician,will over time, result
in not only a loss of revenue, but it is a continuous vicious cycle that flows back to the service department
which in turn will effect customer satisfaction and result in loss of customer retention.

This goal is important to me because each departments responsibility to the dealership is to continue to cut
cost, increase productivity, retain good customer relations, and remain effecient in order to keep the profit and
loss margins under control.
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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

goal and give
examples as to why

this is important to
avarvone

and give examples
and cost differences

according to my set
anals

Technicians, Parts,

year, followed by a
2-3% incarese by
end of 2021.

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHESI:(TEgINT
Educate the Techs [Take their currently |Managers, Service |An overall 1% Nov1l 2020
on the expected work productivity Advisions, increase by end of [Dec 31, 2021

Weekly, Monthly
and Quarterly
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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?

0000

| will track my progress through reports. | will check weekly, monthly and yearly.

Potential Obstacles? Potential Solutions?
Technician will push back with excuses Showing the technicians the numbers to back
Not being able to get parts for cars up their pushback. Or perhaps have them
Business decreasing due to economy shadow a technician at a dealership this

technique is working.
Valet customers cars

Create a bonus program for technicians that are
meeting the quota. Also, develop a dealership
wide Above and Beyond program to identify
those employees that go the extra mile.

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

0000

In reality, the effective labor rate per hour is $137.81 X 40 hours would increase each bay, for an average of 5
technicians that hit their goal of 1%, $5,5112.40 per week. Which is an estimated $50,000 a week increase.

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.

Management would have to continue with any added bonuses or incinitives that were promised to employees to
achieve the goal. Excellent communication between the service manager and the technicians and the abiltity to
generate a good working culture and appreciation for hard work ethic. Make sure that the employees are

educated on what is expected of them and show them the final outcome of how it will improve their lives as well

as the aood of the dealershin and those around them. Keep them abreast of their numbers weeklv and if thev
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	How does this goal align with or support your dealers vision: My long term goal is to increase proficiency by 3% per technician per month. Currently, each technician has 11 hours per day. We have 39 bays at the Danville location. Of those 39 bays there are 10 techs (including helpers) that occupy at least 3-4 bays each. The ramaining bays are used for Lube Tech, Inspection, and hold shop equipment. According to NADA each technician should produce 40 hrs per week per bay. For those techs that have 3 bays I would expect a 3% increase per month per bay. For expample, the technicians that are logging on an average of 32 hours a week per bay they would be expected to increase their productivity by an estimated 9.6 hours per bay per week to be able to increase an overall 3% for the quarter. Starting 3rd quarter of 2021. My short term goal is to increase proficiency by 1% starting Nov 1, 2020. This would require an estimated 3.2 hours per technician per bay per week. Then continue move towards the long term goal in 3rd quarter of next year. 
	2020 National Automobile Dealers Association All Rights Reserved: This goal would continue to increase the assumed productivity, measured efficiency and proficiency which would increase the overall gross profit of the dealership's vision. 

The benefits of achieving this qoal is to raise the profit margin percentages of the services department by increasing billable hours per bay per technician and reduce the lack of unmanaged and non-billable hours that are not being assessed presently. 

The consequence of not increasing the overall percentage of billable hours per technician,will over time, result in not only  a loss of revenue, but it is a continuous vicious cycle that flows back to the service department which in turn will effect customer satisfaction and result in loss of customer retention. 

This goal is important to me because each departments responsibility to the dealership is to continue to cut cost, increase productivity, retain good customer relations, and remain effecient in order to keep the profit and loss margins under control. 
	SPECIFIC ACTION STEPRow1: Educate the Techs on the expected goal and give examples as to why this is important to everyone
	NECESSARY RESOURCESRow1: Take their currently work productivity and give examples and cost differences according to my set goals.
	ACCOUNTABLE PERSONSRow1: Managers, Service Advisions, Technicians, Parts, 
	EXPECTED RESULTRow1: An overall 1% increase by end of year, followed by a 2-3% incarese by end of 2021.
	START END  CHECK POINT DATESRow1: Nov1 2020

Dec 31, 2021



Weekly, Monthly and Quarterly
	SPECIFIC ACTION STEPRow2: 
	NECESSARY RESOURCESRow2: 
	ACCOUNTABLE PERSONSRow2: 
	EXPECTED RESULTRow2: 
	START END  CHECK POINT DATESRow2: 
	SPECIFIC ACTION STEPRow3: 
	NECESSARY RESOURCESRow3: 
	ACCOUNTABLE PERSONSRow3: 
	EXPECTED RESULTRow3: 
	START END  CHECK POINT DATESRow3: 
	SPECIFIC ACTION STEPRow4: 
	NECESSARY RESOURCESRow4: 
	ACCOUNTABLE PERSONSRow4: 
	EXPECTED RESULTRow4: 
	START END  CHECK POINT DATESRow4: 
	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: I will track my progress through reports. I will check weekly, monthly and yearly. 
	A_2: Technician will push back with excuses

Not being able to get parts for cars

Business decreasing due to economy


	A_3: Showing the technicians the numbers to back up their pushback. Or perhaps have them shadow a technician at a dealership this technique is working. 



Valet customers cars



Create a bonus program for technicians that are meeting the quota. Also, develop a dealership wide Above and Beyond program to identify those employees that go the extra mile. 
	R: In reality, the effective labor rate per hour is $137.81 X 40 hours would increase each bay, for an average of 5 technicians that hit their goal of 1%, $5,5112.40 per week. Which is an estimated $50,000 a week increase.  
	S: Management would have to continue with any added bonuses or incinitives that were promised to employees to achieve the goal. Excellent communication between the service manager and the technicians and the abiltity to generate a good working culture and appreciation for hard work ethic. Make sure that the employees are educated on what is expected of them and show them the final outcome of how it will improve their lives as well as the good of the dealership and those around them. Keep them abreast of their numbers weekly and if they are not meeting their expected goal, find out why and how to help them on tract. Keep a record of the reason each technician is either hitting the goal or not. This will give the management an overall picture of obstacels that could be prevented or find a solution to help the technicians achieve the long term goal. 


