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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle 0 Relevant ° 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

- Regain Trust & Loyalty; we will schedule cust. first service appointment at the time of purchase to insure them
coming back. Currently at 48.77% retention on New would like to be at 74% in 6mths. (Owner Clincs) Starting
02/22

- 1 will increase Tech Proficiency from 38.93 to 60% by 06/1

- Install camera for receptionist to see the service advisors, this will provide faster and accurate transfers calls.

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

Benefits:

> |nvite loyal customers and New customers to come back to the dealer for their 1st oil change and also
provide a safety inspection.

> Increase cust. retention and regain cust. trust. Giving us a chance to service their veh. and also opportunity
to upsell in the service drive.

> Capitalize on "GM My-Rewards", once the customer is here, we can check how many actual $$ the customer
has to redeem, either for Parts or Service.

> Techs will be turning wrenches as soon as they come in, allowin us to receive more vehicles on the service
drive.

Consequences:

> By NOT scheduling cust. 1st appointment, we can loose them to other dealers or NON- GM dealer. And also
allowing another GM dealer to market them.

> Customers might not stop at the service drive because they were never given a tour when they first bought
their vehicle. Customers don't stop because they don't know where to go.

> Thousand of $$ unclaimed waiting to be redeemed on "MyRewards"

> Customers get irritated when they can't get a hold of service, so we can loose them to other dealers. (camera)

Important:

> We have a New Service Director, making to proper adjustments in serveral areas of the service dept.
> We have Increased Master Techs. and continue to send C techs for training.
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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

mirroring, Sales
Dept.

Increase
productivity, fewer
lost sales to other
NON-GM business

START, END, &

SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '

STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEg:TEgINT
Phone Call Training |30 Min of Training Service Manager Fluent transition of  [03/1 - 03/31
(Advisors & Cashier) |and Role Playing in the calls coming in.

the morning. (Tues

Installation of & Thurs)
Camera
Service Hours Service Manager More revenue, 04/01

Train Service
Advisors to up-sell

-Outside training
-Training one on
ones

-Go over there daily

Serivice Manager

-Increase Hours on
RO's

-Increase Cust. Pay
-Dispatch work

03/01 - 03/31

taping the
customers vehicles
needs.

Service Advisor

increase more RO's
Increase Tech Hrs.
Sell more Lines

productivity accordingly to right
tech
Trades or Bought Set Identifiers on Preown Manager Faster turn cycle 03/01 - 05-30
pre-own vehicles Winddshield (Date /
3 days to hit the Time / Miles/ Retalil More opportunity to
front line. or W/s) Gross more in
Front / F-I
Mechanic Video Camera or Phone Service Manager / Increase gross and [03/15 - 04 -15
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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

> Will revisit the sales process, taking customer to the service dept and parts before going into finance. (daily)

> Visit with preown manger every Monday and Thurday to see what we have in service.

Potential Obstacles? Potential Solutions?

Push back on extending hours in service. > Show Techs how to make more money

Limit gatherings to have New car owner clinics. > Have 2 owner clinics a month, one in the

begging and the second mid month.

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

0000

-Tech Proficiency - 60%, need to increase 846 hrs mth, equivalent to 35hrs a day. 846hrs x 100.14 ELR= 84,718

-Cust. Retention to 74%; we sell an avg 75 new mthly. 55 Cust. will come back for service and also giving the
opportunity to trade them out. Front and Back avg. $3,400 PVR

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.

We will give ourselves a short term goal, visting the above areas every beginning of the month for the first 3
months. Once we agree where the direction we are going, we can revisit every quarter.
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	How does this goal align with or support your dealers vision: - Regain Trust & Loyalty; we will schedule cust. first service appointment at the time of purchase to insure them coming back.  Currently at 48.77% retention on New would like to be at 74% in 6mths. (Owner Clincs)    Starting 02/22



- I will increase Tech Proficiency from 38.93 to 60% by 06/1





- Install camera for receptionist to see the service advisors, this will provide faster and accurate transfers calls. 
	2020 National Automobile Dealers Association All Rights Reserved: Benefits: 

 > Invite loyal customers and New customers to come back to the dealer for their 1st oil change and also provide a safety inspection. 

> Increase cust. retention and regain cust. trust.  Giving us a chance to service their veh. and also opportunity to upsell in the service drive.

> Capitalize on "GM My-Rewards",  once the customer is here, we can check how many actual $$ the customer has to redeem, either for Parts or Service. 

> Techs will be turning wrenches as soon as they come in, allowin us to receive more vehicles on the service drive. 



Consequences:

> By NOT scheduling cust. 1st appointment, we can loose them to other dealers or NON- GM dealer.  And also allowing another GM dealer to market them.

> Customers might not stop at the service drive because they were never given a tour when they first bought their vehicle.  Customers don't stop because they don't know where to go. 

> Thousand of $$ unclaimed waiting to be redeemed on "MyRewards"

> Customers get irritated when they can't get a hold of service, so we can loose them to other dealers. (camera)



Important:

> We have a New Service Director, making to proper adjustments in serveral areas of the service dept.

> We have Increased Master Techs.  and continue to send C techs for training. 

 
	SPECIFIC ACTION STEPRow1: Phone Call Training

(Advisors & Cashier)



Installation of Camera
	NECESSARY RESOURCESRow1: 30 Min of Training and Role Playing in the morning. (Tues & Thurs)
	ACCOUNTABLE PERSONSRow1: Service Manager
	EXPECTED RESULTRow1: Fluent transition of the calls coming in. 
	START END  CHECK POINT DATESRow1: 03/1 - 03/31
	SPECIFIC ACTION STEPRow2: Service Hours mirroring, Sales Dept.
	NECESSARY RESOURCESRow2: 
	ACCOUNTABLE PERSONSRow2: Service Manager
	EXPECTED RESULTRow2: More revenue, Increase productivity, fewer lost sales to other NON-GM business
	START END  CHECK POINT DATESRow2: 04/01
	SPECIFIC ACTION STEPRow3: Train Service Advisors to up-sell 
	NECESSARY RESOURCESRow3: -Outside training

-Training one on ones

-Go over there daily productivity
	ACCOUNTABLE PERSONSRow3: Serivice Manager
	EXPECTED RESULTRow3: -Increase Hours on RO's

-Increase Cust. Pay

-Dispatch work accordingly to right tech.
	START END  CHECK POINT DATESRow3: 03/01 - 03/31
	SPECIFIC ACTION STEPRow4: Trades or Bought pre-own vehicles

3 days to hit the front line. 
	NECESSARY RESOURCESRow4: Set Identifiers on Winddshield (Date / Time / Miles/ Retail or W/s)
	ACCOUNTABLE PERSONSRow4: Preown Manager
	EXPECTED RESULTRow4: Faster turn cycle



More opportunity to Gross more in Front / F-I
	START END  CHECK POINT DATESRow4: 03/01 - 05-30
	SPECIFIC ACTION STEPRow5: Mechanic Video taping the customers vehicles needs. 
	NECESSARY RESOURCESRow5: Camera or Phone
	ACCOUNTABLE PERSONSRow5: Service Manager / Service Advisor
	EXPECTED RESULTRow5: Increase gross and increase more RO's

Increase Tech Hrs.

Sell more Lines
	START END  CHECK POINT DATESRow5: 03/15 - 04 -15
	SPECIFIC ACTION STEPRow6: 
	NECESSARY RESOURCESRow6: 
	ACCOUNTABLE PERSONSRow6: 
	EXPECTED RESULTRow6: 
	START END  CHECK POINT DATESRow6: 
	SPECIFIC ACTION STEPRow7: 
	NECESSARY RESOURCESRow7: 
	ACCOUNTABLE PERSONSRow7: 
	EXPECTED RESULTRow7: 
	START END  CHECK POINT DATESRow7: 
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: > Will revisit the sales process, taking customer to the service dept and parts before going into finance. (daily)



> Visit with preown manger every Monday and Thurday to see what we have in service. 








	A_2: Push back on extending hours in service. 



Limit gatherings to have New car owner clinics.
	A_3: > Show Techs how to make more money



> Have 2 owner clinics a month, one in the begging and the second mid month. 




	R: -Tech Proficiency - 60%, need to increase 846 hrs mth, equivalent to 35hrs a day. 846hrs x 100.14 ELR= 84,718

-Cust. Retention to 74%; we sell an avg 75 new mthly. 55 Cust. will come back for service and also giving the opportunity to trade them out.  Front and Back avg. $3,400 PVR 


	S: We will give ourselves a short term goal, visting the above areas every beginning of the month for the first 3 months.  Once we agree where the direction we are going, we can revisit every quarter. 


