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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle o Relevant 0 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.”
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My goal is to increase labor sales and increase tech proficiency to 100% from our current 73.85%. | want to

accomplish this by utilizing current personnel to make, verify and track service appointments and by following up
when they do not show up.

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 aligns directly with the ownership partners vision of service profitability. We currently track hours on a
weekly and monthly basis but would like to drill it down to a daily tracking of shop hours filled versus shop hours
available. We will also distribute the work load more evenly to be able to have a better workload distribution with
having the right tech doing the right job whenever possible. Managers should have brief morning meeting with
advisors and techs to review daily job load and to pitch the "6 minute rule" to those struggling as it occurs with
both the techs and advisors each morning before the day starts.
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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.
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SPECIFIC ACTION/
STEP

NECESSARY
RESOURCE(S)

ACCOUNTABLE
PERSON(S)

EXPECTED RESULT

START, END, &
CHECK POINT
DATES

Confirming all
Service
appointments

Phone/Email/Text

Appointment
Coordinator
Service Advisors
Service Manager

100% confirmation
of scheduled
appointments

Start immediately
and check daily

Daily tracking of
Appointment made
and appointment
showed ratio

DMS

X Time

ProActiv Dealer
Dashboard/Reports

Appointment
Coordinator
Advisor

Service Manager

100% booked
appointments shown
Contact appointment
no shows

Track missed
opportunities daily

Daily Report of
Appointment shown
and hours sold.

Excel spreadsheet
DMS

Service Manager

100% of hours
booked and
appointments shown
with Service/Repair
work breakdown

Daily report emailed
to General Manager
for review

List Tech Hours
Turned in the Shop
with lowest
performer on top of
list

Excel Spreadsheet
DMS

All Technicians
Advisors

Fight to not top the
list of
underperformance

Updated daily by
Service Manager

Monitor Line items
sold on RO

DMS

Service Manager

Increased level of
awareness

Daily, weekly and
monthly tracking

Checked daily and
reported to GM what
tech and advisor
was responsible to
look for trends

Increase Tech
Proficiency to 100%

Excel Spredsheet
DMS

Tech
Advisor
Service Manager

To hit 100%
proficiency mark but
have a reason for
not hitting target

Track daily, weekly
and monthly
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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?
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Daily, weekly and monthly reporting of shop hours sold and tech proficiency to the GM.
Techs shop hours posted daily in the shop so all can see and make it competitive to avoid being on top of list.
Daily, weekly and monthly reporting of appointments made and shown to Service Manager and GM.

Potential Obstacles?

Change will be a major obstacle because it is
human nature to resist change without
guestioning why.

Maintaining a discipline to keep it in place
regardless of the extra effort that will be made to
accomplish it.

Employee buy-in

Potential Solutions?

Results are a good method for employee buy-in.

Show Tech just how this change can and will
effect them personally with more income.

Parts sales will increase and make that
department more profitable.

Advisors will have the ability to sell more work
and dealership will become more profitable

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

0000

Just moving the Tech Proficiency to 100% from 73.85% will increase labor profit $50,000.00 per month and

annualized income of $660.000.00

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.

All reporting on all of the new metrics will include the GM and Dealer Principal. This increase in performance
and income increase awareness will make sure that upper management will not want to go without having this

valuable information moving forward.
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