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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific m Measurable 0 Relevant o 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

| will increase gross profit margin from 62% to 70% by June 1, 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?

Benefits-Increase GP. Lower cost of sales. Increase net profit. Increase fixed ops absorbtion. Improve tech
proficiency.

Consequences-No growth. Stagnate. Lower sales. lower net profit. Increase cost of sale. Lower fixed ops
absorbtion. Wasted tech proficiency.
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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

Fix labor operations.
Correct labor
operations to where
gross margin is
74%. Fix labor time

Correct in DMS.
Perform labor
surveys.

Service manager
and service advisors

Increase sales and
maintain or lower
cost. Will increase
GP.

Start 10/1/2020
Check 11/15/2020,
12/31/2020,
3/1/2021, 5/1/2021.
End 6/1/2021

Introduce Labor Grid

DMS.

Service advisors and
service manager.

Increase labor sales.
Lower costs.

Start 10/1/2020
Check 11/15/2020,
12/31/2020,
3/1/2021, 5/1/2021.
End 6/1/2021

MPI every vehicle.
Ensure advisors
explain to guest
vehicle will have MPI
and that they go

WiI-advisor. Run
labor op usage
report.

Advisors and techs.
Dispatcher.

Increase repair
upselling. Sales
increase. Tech

hours increase.

Start 10/1/2020
Check 11/15/2020,
12/31/2020,
3/1/2021, 5/1/2021.
End 6/1/2021

Competitions with
prizes. Focus on
highest gross
services.

DMS.

Techs and Advisors.

Increase sales and
gross profit faster.

Start 10/1/2020
Check 11/15/2020,
12/31/2020,
3/1/2021, 5/1/2021.
End 6/1/2021

Set goals for techs
and advisor. techs
goals will be
proficiency. Advisors
will have sales

DMS reports.
Performance
reports.

Tech and advisors.

Increase monthly
sales.

Start 10/1/2020
Check 11/15/2020,
12/31/2020,
3/1/2021, 5/1/2021.
End 6/1/2021
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NADA oo

SERVICE OPERATIONS HOMEWORK — ACTION PLAN

ll

How will you track your progress? Where will you find the information? How often will you check in?

Everyday run DMS performance reports and log in excel. Create excel sheet that tracks all labor sales. Set
goals and forecast. Every five days set expectations and compare to actual results.

Potential Obstacles? Potential Solutions?

Technicians and advisors not meeting goals. Explain the positives and the benefits for them
individually. Verifiy correct personal.

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

0000

Roughly a $1,000,000 per year.

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.

Tracked daily performance reports. Review with advisors and techs. Start new goals and help keep each
accoutable with consequences if not meet.
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