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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

o Specific m Measurahle o Relevant o Time bound

ll

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

We will increase our gross sales monthly avg in 2021 10% over our 2020 avg of $46428 by Dec 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

After meeting with our dealer, this is one of our goals for 2021.

Benefits would be a better effective labor rate, more money for advisors and techs, and a better fixed absorption
rate. Better bottom line!!!!

Consequences will be a better trained staff, more accountability from our advisors, and a better process for our
customers on their service visits.

This goal is important to us because better gross humbers will increase our ELR and fixed absorption
percentage.
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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

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| CHECK POINT
DATES
Review of next days |Maintenance history | Advisors Less one line RO's. |Begins Dec. 21st.
appt's the afternoon | of vehicle Service Manager Better process for Daily 10 min
before. customers. meeting every
Better prepared. afternoon.

IPADs for service
write-up and walk
around.

IPAD training and
IPADS.

Advisors
Service Manager

Less one line RO's.
Better process for
customers.

Better experience for
customer greeting

Will begin in January
when new scheduler
is installed and
IPADs arrive.

Menu pricing

Non-dealer survey
performed.

Service Manager.
Fixed Ops Manager

Customer
awareness that
dealer is not always
higher.

Finalizing Menu,
hope to have it by
Feb. 2021.

Daily review of

Previous days

Service Manager

Less discounts and

Started this process

dispatching
training/review

cashier/scheduler.

Fixed Ops Manager

will lead to more
time for the techs
not to rush through
an appt., better

previous days RO's. | Repair Order. discounted labor and | Dec. 11th, check
removal of shop every morning.
supplies.

Scheduling and Hiring a Service Manager. Better scheduling Taking applications,

hope to have
someone in place
and trained by
February.
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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

| already track labor sales on a daily basis, will add gross sales to my tracking. | find this information on my
DMS. | check this daily because | like to know what I'm tracking for the month.

Potential Obstacles? Potential Solutions?
*Buy in from advisors. *Proper training for advisors and express techs.
*Getting older techs to perform proper MPI's. *Showing advisors the potential income that we
*Discounts/coupons from our advertising and are leaving on the table now, and how it is
advisors. affecting their paycheck.
*Better MPI's from express techs. *Spiffs for technicians.

*Reviewing discounts on a daily basis.

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

0000

A 10% increase in gross labor sales would increase my yearly total by $55704, which should raise both my
effective labor rate and fixed absorption % closer to where we would like them.

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.

As with any change in policy and procedures, falling back into previous habits done the road are always an
issue. Doing daily tracking and having afternoon meetings with advisors should keep me and the advisors from
falling into old habits. Discussing our improved numbers with the techs and advisors year over year will show
everyone the new processes are working.
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Benefits would be a better effective labor rate, more money for advisors and techs, and a better fixed absorption rate.   Better bottom line!!!!
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This goal is important to us because better gross numbers will increase our ELR and fixed absorption percentage.
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