ATD ACADEMY

o

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

| will decrease my average parts back counter wait time from 30 to 3 minutes by March, 30th, 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

As our shop grows, it is of utmost importance to be able to quickly get parts to technicians without them leaving
the job to line up at the back counter. If we don't, the productivity loss caused by the idle time will begin to have
a negative effect on our profitability. Technicians need to sell labor and not wait in line. Our customers will also
appreciate the faster turn around times and lower wait times to get a truck in the shop. By developing a system
that allows technicians to stay on the job and get parts delivered by the parts department, their 'backcounter
time' is decreased to the time it takes them to place the order on their laptops.
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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
Formalize Goal Time Service and parts Outline the plan and | 1/20/2021
managers and VPs, [get by in on goal
IT, GMs. from all involved
departments.
Develop Time, potentially IT & Software Develop DMS to be |2/20/2021
licensing fees able to place parts
order with staff
virtually without
leaving the bay.
Demonstration Time Service and parts IT to demonstrate 2/28/2021
managers and VPs, |[new DMS features
IT, GMs. to the group. Get
buy in to set launch
date.
Train Time Parts staff and Train staff on new 2/7/2021
technicians features.
Launch Time Parts staff and Launch new features | Start date: 2/8
technicians to small group of Four new techs
staff. Start by adding | every day until:
a select group every | End date: 2/21
few days.
Hire Time, Personnel Parts Manager Add warehouse 2/8
expense runners as
necessary to be able
to serve the virtual
parts orders.
Evaluate new Time Service and parts Observe and Through March
process managers and VPs, [evaluate new
IT, GMs. process to identify
issues and
improvements.
Continuous Time IT & Software Implement updates | Through March
Improvement and improvements
as necessary.
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ATD ACADEMY

o

SERVICE OPERATIONS HOMEWORK — ACTION PLAN

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

0000

Weekly meetings to discuss progress is important. Accountable personnel to come prepared and speak on
progress and deadlines. Shared documentation for everyone to review and add to.

Potential Obstacles?

Attitudes in the departments might be
pessimistic about significant changes to their
traditional work processes.

Bugs and problems with the software and new
processes can lead to significant disruptions.

Warehouse and shop architecture does not
contribute well to efficient parts runs from the
warehouse to the bays.

Potential Solutions?

Motivate with optimism and authority about
important changes and improvements that will
be necessary to serve customers in the market.

Test with a small enough group before launch to
make sure the software and processes are
sound.

Consider capital investment into doors and
pathways to create efficient ways to serve all
bays.

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

0000

Cutting 30 minutes of back counter time out of 50 technicians every day and selling their labor instead would
translate to $127,500 of additional labor dollars sold per month.

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.

Physically close the back counter down, so there is no going back.
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