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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific m Measurahle o Relevant o 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

Incresase labor sales by 55% from $193,000 to $300,000 per month and increase gross profit percentage from
63% to 74% by February 28th 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

The bottom line is that by not making this our number one priority we will not cover our current monthly
expenses. We are not currently utilizing our facility or support staff to their full potential. If we do not change
anything more than likely we would need to reduce expenses, however this will not solve our problem nor is it
the route | would prefer to take. Our staff is well trained and capable, they just need direction. | feel it's important
to recognize this and show each person their value in getting the Service Department back to it's full potential.
By serving our customers it can only benefit us in both gross pofit potential in service and sales.
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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

Ensure that parts is
stocking fast moving
parts and tracking fill
rates, weekly review
of sold parts

Utilizing all tracking
resources and RIM
to ensure we have
what our techs need
on the shelf

Parts Manager,
Service Manager

Faster repair times,
higher tech
proficiency, less
down time, less
carry over

Now, we should
check weekly until
the end of Feb. and
then review monthly

Ensure that all
service writers are
presenting MPI's
100% of the time

Oversight by the
Service Manager,
new process to print
2x copies and attach
one to RO

Service Advisors,
Service Manager

Higher customer
satisfaction,
increased gross and
hours per RO. More
return customers

Now, we should
check weekly until
the end of Feb. and
then review monthly

Reduce 1 line RO
percentage, institute
weekly repair order
review with Service
Advisors

Time, putting aside
time each week to
make this a priority
and coach our
advisors

Service Advisors,
Service Manager

Increased gross
profit, increased
hours per RO

Now, we should
check weekly until
the end of Feb. and
then review monthly

Utilize all support
staff to keeps Techs
working

Porters and Service
Writers to be aware
of the cost of having
a tech do non-paid
work

Dispatcher, Service
Manager

Faster repair times,
higher tech
proficiency

Now, we really
should not have an
end date. It should
become a daily
priority

Track Tech
proficiency and
outline a goal how
all Techs can
acheive over 100%

Track flag times
daily, act early with
Techs lagging
behind, make the

goal known in the
shaon

Dispatcher, Service
Manager, Office
Manager

Less guarantee,
less expense, faster
repairs

Now, we really
should not have an
end date. It should
become a daily
priority

Increase oil change
flat labor charge
from $23 to $25-$27
to match current
competitor rates

Ensure that all
Service Advisors are
aware of change to
avoid discounting

Service Manager

Increased gross
profit and effective
labor rate

ASAP, January
2021, Review every
6 months

Increase shop
supply charge
percentage and
minimum/maximum
charges

Ensure that all
Service Advisors
and make sure that
they are quoting
with repair estimates
to avoid discolints

Service Manager

Increased gross
profit per RO

2021, Review every
12 months

Review any
exceptions daily to
track discounts and
pricing discrepencies

Daily exceptions
report in CDK under
service performance

Service Manager

Less discounts,
more dynamic
pricing

Now, we really
should not have an
end date. It should
become a daily
priority
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NADA c.n

SERVICE OPERATIONS HOMEWORK — ACTION PLAN

!

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

0000

Overall progress will be measured by an increase in sales and gross profit. | can use the Service Excel
Spreadsheet, institute a monthly Repair Order review, reviewing guarantee with the Office and the appropriate
reports in CDK (First Time Fill Rate Report, Service Advisor Recap Report, Tech Analysis Report, Service
Advisor Performance Report) to track measurable results from each action. Weekly check in's will be necessary
for the first month and a half, after that monthly to ensure that all processes are continued to be followed.

Potential Obstacles? Potential Solutions?
- Service writers and Techs being unaware of - Track Tech Proficiency and Service Writer 1
what goals we are looking for them to achieve lines RO percentage in a visible spot in the
- Time management, making sure that all staff Service Department to make everyone aware of
are utilizing all resources and time available to where they are at and create competition
ensure that all work is done efficiently - Making sure that all staff are aware of what
- Excessive amount of techs on leave right now resources they have and working as a team to

get the daily work done, making sure Service
Advisors are utilizing existing text services to
keep them off the phone as much as possible,
guiding the service manager to carve out time in
each day to address issues

- Hiring a lower skilled tech to reduce average
tech pay and fill in gaps where necessary

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

0000

Increasing labor sales by 55% by February 2021 would result in an increase of $100,000 in sales. By increasing
our gross profit percentage to 74% we would increase our gross profit on that $300,000 from $189,000 to

$222,000.

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.

Once our initial goal is met we would need to continue to grow to get us to the point where we are profitable as
a department. By continuing to push the goals that brought us to this point to the forefront of service and
keeping measurable tracking devices (white boards, etc.) in full view of everyone in service; we can keep
reinforcing what we expect out of each employee. We would also need to ensure that our Service Manager and

Dispatcher are continuina to coach all emblovees to work toward maintainina these aoals.
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	How does this goal align with or support your dealers vision: Incresase labor sales by 55% from $193,000 to $300,000 per month and increase gross profit percentage from 63% to 74% by February 28th 2021.
	2020 National Automobile Dealers Association All Rights Reserved: The bottom line is that by not making this our number one priority we will not cover our current monthly expenses. We are not currently utilizing our facility or support staff to their full potential. If we do not change anything more than likely we would need to reduce expenses, however this will not solve our problem nor is it the route I would prefer to take. Our staff is well trained and capable, they just need direction. I feel it's important to recognize this and show each person their value in getting the Service Department back to it's full potential. By serving our customers it can only benefit us in both gross pofit potential in service and sales. 
	SPECIFIC ACTION STEPRow1: Ensure that parts is stocking fast moving parts and tracking fill rates, weekly review of sold parts
	NECESSARY RESOURCESRow1: Utilizing all tracking resources and RIM to ensure we have what our techs need on the shelf
	ACCOUNTABLE PERSONSRow1: Parts Manager, Service Manager
	EXPECTED RESULTRow1: Faster repair times, higher tech proficiency, less down time, less carry over
	START END  CHECK POINT DATESRow1: Now, we should check weekly until the end of Feb. and then review monthly
	SPECIFIC ACTION STEPRow2: Ensure that all service writers are presenting MPI's 100% of the time
	NECESSARY RESOURCESRow2: Oversight by the Service Manager, new process to print 2x copies and attach one to RO
	ACCOUNTABLE PERSONSRow2: Service Advisors, Service Manager
	EXPECTED RESULTRow2: Higher customer satisfaction, increased gross and hours per RO. More return customers
	START END  CHECK POINT DATESRow2: Now, we should check weekly until the end of Feb. and then review monthly
	SPECIFIC ACTION STEPRow3: Reduce 1 line RO percentage, institute weekly repair order review with Service Advisors
	NECESSARY RESOURCESRow3: Time, putting aside time each week to make this a priority and coach our advisors
	ACCOUNTABLE PERSONSRow3: Service Advisors, Service Manager
	EXPECTED RESULTRow3: Increased gross profit, increased hours per RO
	START END  CHECK POINT DATESRow3: Now, we should check weekly until the end of Feb. and then review monthly
	SPECIFIC ACTION STEPRow4: Utilize all support staff to keeps Techs working
	NECESSARY RESOURCESRow4: Porters and Service Writers to be aware of the cost of having a tech do non-paid work
	ACCOUNTABLE PERSONSRow4: Dispatcher, Service Manager
	EXPECTED RESULTRow4: Faster repair times, higher tech proficiency
	START END  CHECK POINT DATESRow4: Now, we really should not have an end date. It should become a daily priority
	SPECIFIC ACTION STEPRow5: Track Tech proficiency and outline a goal how all Techs can acheive over 100%
	NECESSARY RESOURCESRow5: Track flag times daily, act early with Techs lagging behind, make the goal known in the shop
	ACCOUNTABLE PERSONSRow5: Dispatcher, Service Manager, Office Manager
	EXPECTED RESULTRow5: Less guarantee, less expense, faster repairs
	START END  CHECK POINT DATESRow5: Now, we really should not have an end date. It should become a daily  priority
	SPECIFIC ACTION STEPRow6: Increase oil change flat labor charge from $23 to $25-$27 to match current competitor rates
	NECESSARY RESOURCESRow6: Ensure that all Service Advisors are aware of change to avoid discounting
	ACCOUNTABLE PERSONSRow6: Service Manager
	EXPECTED RESULTRow6: Increased gross profit and effective labor rate
	START END  CHECK POINT DATESRow6: ASAP, January 2021, Review every 6 months
	SPECIFIC ACTION STEPRow7: Increase shop supply charge percentage and minimum/maximum charges
	NECESSARY RESOURCESRow7: Ensure that all Service Advisors and make sure that they are quoting with repair estimates to avoid discounts
	ACCOUNTABLE PERSONSRow7: Service Manager
	EXPECTED RESULTRow7: Increased gross profit per RO
	START END  CHECK POINT DATESRow7: 2021, Review every 12 months
	SPECIFIC ACTION STEPRow8: Review any exceptions daily to track discounts and pricing discrepencies
	NECESSARY RESOURCESRow8: Daily exceptions report in CDK under service performance
	ACCOUNTABLE PERSONSRow8: Service Manager
	EXPECTED RESULTRow8: Less discounts, more dynamic pricing
	START END  CHECK POINT DATESRow8: Now, we really should not have an end date. It should become a daily priority
	A: Overall progress will be measured by an increase in sales and gross profit. I can use the Service Excel Spreadsheet, institute a monthly Repair Order review, reviewing guarantee with the Office and the appropriate reports in CDK (First Time Fill Rate Report, Service Advisor Recap Report, Tech Analysis Report, Service Advisor Performance Report) to track measurable results from each action. Weekly check in's will be necessary for the first month and a half, after that monthly to ensure that all processes are continued to be followed.
	A_2: - Service writers and Techs being unaware of what goals we are looking for them to achieve

- Time management, making sure that all staff are utilizing all resources and time available to ensure that all work is done efficiently

- Excessive amount of techs on leave right now
	A_3: - Track Tech Proficiency and Service Writer 1 lines RO percentage in a visible spot in the Service Department to make everyone aware of where they are at and create competition

- Making sure that all staff are aware of what resources they have and working as a team to get the daily work done, making sure Service Advisors are utilizing existing text services to keep them off the phone as much as possible, guiding the service manager to carve out time in each day to address issues 

- Hiring a lower skilled tech to reduce average tech pay and fill in gaps where necessary
	R: Increasing labor sales by 55% by February 2021 would result in an increase of $100,000 in sales. By increasing our gross profit percentage to 74% we would increase our gross profit on that $300,000 from $189,000 to $222,000. 
	S: Once our initial goal is met we would need to continue to grow to get us to the point where we are profitable as a department. By continuing to push the goals that brought us to this point to the forefront of service and keeping measurable tracking devices (white boards, etc.) in full view of everyone in service; we can keep reinforcing what we expect out of each employee. We would also need to ensure that our Service Manager and Dispatcher are continuing to coach all employees to work toward maintaining these goals.


