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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle o 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

I will increase my Tech proficiency from 74.95% to 85% by August 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

This goal is a easily measured metric which will support our vision of profitibility and customer service. If my
techs are proficient it means we are fixing customers vehicles quicker and doing more work on them.

The benefits are higher profitibility, happier customers, and happier employees.
The consequences are we will lose customers to dealers who will fix their vehicles quicker. We will leave money

on the table. Our turnover will be higher.

This is important to me because it reflects how our overall process is working. From our inspection to our
presentation to the customer to how we fill our parts tickets. | was dissapointed to see this was our proficiency
after hearing from our writers how busy they are. | think my employees aren't aware that they are selling
themselves short and providing a less than 100% service to our customers.
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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

same tech doing all
work on RO's.
Waste of A techs
time,

dispatch

Lube Techs so A
techs dont waste
time on it

START, END, &

SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '

STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEﬂ(TEgINT
Meet with Service Excell from class Me Get input on dates  |2/22/2021
Manager and Parts |and proposal for plan and details of plan
Manager to create and how to best
team implement
Change Dispatching |Written policy for Jeremy (Shop Shift More 2/22/2021-3/22/2021
Practices. Currently [foreman on howto |foreman) competitive work to  |Check RO's Weekly

Meet with parts
manager and review
top 100 parts
numbers and
stocking policy

Top 100 Part's #s
DMS stocking report
RIM report

Danny (part's
manager)

We will have many
parts we can stock
more of to reduce
emergency
purchases.

2/28/2021-8/28/2021
Check in bi weekly
on first time fill and
emergency
purchaes number

Have service

Calculate shops

James (service

We will have an

2/28/2021-8/28/2021

and close back parts
counter

techs parts and or a
parts runner

time and less time to
finish jobs. Dont
have to start and
stop

manager review hours available. manager) awareness of what |Check bi weekly on
available hours for  |Calculate hours we have avaiable to [reports and check in
sales with writer's scheduled each day. sell rather than the  |with writer's. Check
daily auto response of we |same day
are full annnintments
Open shop new schedule for James Large fleet jobs will [2/28/2021-8/28-2021
saturdays for fleet diesle and heavy get done quicker Check with previous
work only. Baby duty mechanics and free up stalls for |step to see available
step for full opening the week for hours created.
appointments
Create Parts rack organized rack for Danny reduced chit chat 3/15/2021 -8/28/202

1
Create plan and
check in daily
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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

I will check my progress by calculating my tech proficiency monthly. further I will check my emergency
purchases numbers, same day appointment numbers, and RO's on a weekly basis.

Potential Obstacles? Potential Solutions?
1. employee push back 1. Show them the potential for more gross and
2. lack of follow through its impact on their pay. With the opening
3. Resistance to outside desicion maker saturdays we may have to hire another tech to

make hours work out

2. check in weekly and show the results to
employees. If I can show success the follow
through will come.

3. give service manager all credit for success
and take the blame for any failures. At the end
of the day its about gross not glory

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

0000

A 10% increase would increase my technician value by $1853 dollars a month. Assuming their is enough work
(we turn away work so there is) that would increase monthly sales by $29648 which would in turn increase
gross by $22680 at our current gross profit %. Thats $272,168 a year!

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.

I would do a weekly staff meeting where we check in. Need to do constant training. Reward them for continued
success with proficiency bonuses and or other performance bases incentives. Make sure to stop everything and
re teach when process isnt followed. at the end of the day we need to reward good behavior and have a leader
who sets the example daily.
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