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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

| would like to get my Journeyman proficiency up to 100% by January 31, 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

Our vision is to be profitable while creating and maintaining ‘Customers for Life' as well as 'Employees for Life.'
By pushing our Journeyman to attain a minimum of 100% proficiency, we can attain all 3 of the important pieces
of our vision.

The benefits to achieving this goal are profitability,customer satisfaction and employee satisfaction.

The consequences if we don't achieve this goal are loss of income, for the both the store and our employees,
and lost customers if we cannot be competitive with our rates and turnaround time on jobs.

This goal is important to me for many reasons. The first being that our service department is continually losing
money every month and | believe this will help in a great way. | also believe that our store has great potential,
that we are just tapping the surface of what we can do. Ford has approved us to move the Interstate, however if
| cannot get my Service department to be profitable, | cannot justify that move.
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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

adjustments per
customer needs

scheduler, what
days and times are
customers asking
for, check with

according to our
customers needs,
not what our techs
want

distribute work proper training and | shop foreman increase in beginning December
properly planning to our shop | service manager proficiency 1, check in weekly,
foreman monthly, end date of
January 31
schedule synoposis of current | service manager proper schedule beginning december

1, adjustments made
as necessary, final
by January 31

identify proper skill
level of each tech-
use to create
schedule
accordingly in step

shop foreman, dms

shop foreman
service manager

schedule skill levels
properly so we
always have
journeyman,
semi-skilled, qgl, etc

beginning december
1, check in weekly at
service meetings,
final by January 31

train/hire where
needed to fill in the

gaps

shop foreman
dms
service manager

service manager

proper workflow
distribution across
the entire shop

begin december 1,
check in weekly,
training/hiring in
action by January 1,
checking in
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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?

Daily, Weekly, Monthly - Tech Analysis by Date Report

Potential Obstacles? Potential Solutions?
comebacks communication
internal work training
diag time for prob jobs proper scheduling of customers for parts arrival
parts delays - covid internal recon tech - 1 guy who handles all of

this, almost separate from the shop
Can mobile fill in this work when they are slow,
with winter coming?

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

0000

The financial impact on a monthly basis should almost double what we are currently doing, if you consider our
journeyman are operating at less than 50% proficient, | would expect to see at the minimum our break even of
$220k in labor sales on a monthly basis. Once the rest of the techs are operating at over 100% proficiency

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.

Proficiency has to be tied to the pay plan of the technicians, and possibly the shop foreman and service
manager bonuses. The only way for proficiency to remain a common goal is for their pay to keep them aware of
these numbers, every single day.
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