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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN
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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.”
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Our goal is to increase our overall tech proficiency from 40.97% to 100%. We want better work distribution, time
management, training for least effective techs, and motivate highly skilled technicians. Through monitoring the
flat rate hours divided by our available hours we can achieve 100%. If we make significant progress every
month this year our goal should be achieved by December 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 dealer's vision is to earn the trust of our customers, making us their first choice. Our goal will help achieve
our vision by providing excellent and efficient customer service. With a fully trained and motivated staff the
results will follow. There are many benefits to achieving our goal. This will increase customer service with
efficient service visits. It will also help increase sales and retain and increase gross profit by accomplishing more
in a shorter amount of time. Another benefit would be to maximize GM factory incentive dollars from PASE
(parts and service excellence). We would also get internal vehicles to the front line quicker. We are currently on
average 3 days to get a pre-owned vehicle through service. This will also increase team member moral by
hitting their goals, making more money, and better customer service scores. The consequences of not achieving
our goal can be devastating. We could lose the confidence of the community and sales could significantly drop.
We could also end up losing some highly skilled technicians through bad moral. Losses could pile up. This goal
is very important to me because this is one area at our dealership that has been our biggest opportunity for
many years. | personally will be overseeing the progress and changes to achieve our goal moving forward this
year. It is imperative we succeed for health of the entire dealership.
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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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START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHECK POINT
DATES
Communicate our Dealership reports | GM, Service For the entire Starting 1/22/2021
goal. manager service staff to be on | and continuing with
the same page regular
communication
meetings.
Service advisor HR department GM, Service To effectively handle | We started already
staffing manager _the business coming | and will staffing

levels at weekly
manager meetings

hours

Accountability HR give training to [ All managers to be more focused |1/18/2021
managers to and productive
properly hold team
members
accountable.
Technician training | Factory training Service maanger improve the overall |1/18/2021
materials. State and shop foreman skill of every
inspection materials technician
Service writer Dealership CRM, Service mananger Effective customer |1/18/2021
training factory programs, check-in. Menu
Service workbench, selling. up-selling
Global connect, and
DMS.
Compensation HR assistance GM and Service Provide an incentive |1/22/2021
manager based pay scale
Parts Fill rate Parts runner, Phase [ Parts manager efficiency 1/18/2021
in process
No cell phones a Locker Service manager increase billable 1/18/2021
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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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We will track our progress by monitoring each technicians proficiency rate. We will run our DMS report that
calculates flat rate hours divided by hours available. We run a bonus report every 2 weeks for the technicians

and will calculate their efficiency rate then.

Potential Obstacles?

Staffing 2 more service advisors will be an
challenge.

Scheduling the proper hours for each day. (We
under schedule now)

Technician buy-in to goal.

Stocking correct parts inventory.

Potential Solutions?

Hire inexperienced personnel and train them.
Slowly increase the work load till we are fully
scheduled and can handle it.
Accountability be fair but firm.

Monitor First time fill rate.

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

0000

Botton line is we need to increase our labor sales to $419,001 and retain 74% for $310,060

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.

Hold everyone accountable for policies and procedures. We will need to continue to communicate through the
regular meetings. Monitor training needs. Review proficiency reports every pay period.
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