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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.”
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I will go from a 46% one item repair order to the NADA guide of 10-15% by May 31st, 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

My vision has always been to be an operator of a dealership in my own backyard and that dream has been
fulfilled. However, in order to keep the dream alive, it has to be profitable. In order for my store to withstand
downward trends in sales or "tough months," my service department has got to raise its gross profit. A key
factor in doing this is by lowering my one item repair orders. The benefits in doing so are huge. More gross
profit, happier techs, motivated and happy service writers, higher service absorption, (currently at 40%) better
employee morale and an owner that not always stressed out of his mind! Neglecting this could result in service
absorption trending downward. The ripple effect would have the sales department carrying an even greater
load and the possibility of not being able to stay afloat. We are only writing 350-500 customer Ro's per month,
but at 40% of 400...that equals 160 people getting one thing done. If we could achieve a 10% efficiency, that
would equate into approximately $33,000 of gross profit per month or $396,000 more per year. 400 x 10% = 40
people instead of 160. 160 - 40 = 120 x $275.00 gross per RO. Actually, the 1 item RO's average $80.00 in
gross. We average $280.00 gross per RO. S0..$200.00 per RO x 120 = $24,000 of gross profit per month and
$288,000 of gross profit per year. What a great start!
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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

Run a weekly report
tracking one item
RO's.

The repair order
analysis input sheet

Service manager
and myself
(GM/Dealer)

10% reduction per
month in 1 item RO's

Start 03/01-05/31
end

check dates: Every
Monday starting 03/8

One on one role
playing with the
service writers

Our new district
manager and online
training

Service manager
and myself

immediate
awareness

03/01-05/31 and
beyond
Checking weekly

Implement a bonus
program to
incentivize effective
writing

payroll/statement
$200-$500 per pay
period

Service manager,
myself and Bus.
manager

10% reduction per
month until we are
at NADA guide

03/01-05/31

public
acknowledgement/sa
les board(like sales)

internal

Service manager,
myself

awareness,
competition and a
10% reduction per
month

03/01/05/31 and
weekly or daily
updates
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NADA c.n

SERVICE OPERATIONS HOMEWORK — ACTION PLAN
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How will you track your progress? Where will you find the information? How often will you check in?

We will track our progress through our weekly Monday meetings. The service manager will generate a weekly
report that highlights 1 item RO's. The information will be generated through the repair order analysis input
sheet.

Potential Obstacles? Potential Solutions?
Obstacles could be customers that are used to Training, counseling, better listening by the
not being pushed or sold, service writers that writers and a team that is on board with our
are not used to pushing and techs that aren't Action Plan

used to flagging NADA Guide hours

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

0000

AS | stated above...We are only writing 350-500 customer Ro's per month, but at 40% of 400...that equals 160
people getting one thing done. If we could achieve a 10% efficiency, that would equate into approximately
$33,000 of gross profit per month or $396,000 more per year. 400 x 10% = 40 people instead of 160. 160 - 40
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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.

Constant tracking of one item RO performance, monitoring an updated report or sales board and constant
reassurance of the benefits nad rewards of doing so. | will check the progress weekly through reports and
meetings with my service manager. I'm a very "hands on" owner and | vow to stay involved in this plan to
ensure its success...which in turn should help guarantee my stores success as well as my success.
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