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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle 0 Relevant ° Time bound
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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

We want to maximize our potential in our service department by increasing our customer labor sales, technician
hours and To see an increase in our Effective labor rate from $89.59 $99 by 12/1/2021.

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?
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This would support our dealer's vision to show that our Service Department is operating more efficiently and get
everyone on the same page as to what is expected of them.

The benefits of achieving this goal would be to increase the efficiency of the technicians meaning more hours
for them, more money for them and more sales for the Department. It would also motivate the advisers seeing
them be more effective gives them the opportunity for more sales and money as well. It would mean better
communication for them and the techs.

Consequences would be staying complacent. Losing out on potential earnings. Downtime for technicians. Lack
of communication/motivation.

This goal is important to me because | see the potential for us to do a lot better. By tightening up a few things
we do, getting techs and rest of staff on board will benefit us all in the long run. It will also increase company
morale and technician retention. Could also get rid of the dead weight that is dragging us down because maybe
a slower tech can't keep up.
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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

Meet with Service
Advisor and go over
current numbers
and set measurable
goals.

Current ELR, Hours
billed and labor
sales.

Service Manager

Set goal for target
and action plan to
get there

4/5/2021 then weekly

Advisor training Outside source for  [Service Manager Train advisors on 5/3/2021
sales/phone training |and Dealer how to also become
for advisors sales people.
Utilization of Parts Manager and |Parts Manager/Parts |Eliminate time 4/5/2021
Technicians time in  [Parts Counter runner and Service |wasters (waiting for
Parts Department People meeting Manager parts, supplies and
authorization) with a
parts runner
Weekly meetings DMS Performance |Service Manager Get a better handle |4/5/2021
with Service Report and Dealer of where we are at
Manager to go over each week and
RO's and Sales where we need to
focus
Sales intro to Business cards for  [Advisors and Sales |Intro on delivery with |4/5/2021
service department |advisors tour of service
department and
hand card for
referrals
Train Techs to sell  |Video App program |Service Manager Tech taking video of |4/5/2021
with videos multi point
inspection to show
customer what is
needed
Extend Service Dealer and Service [Dealer Service Start opening on 5/5/2021
Hours Operation Manager Manager Saturdays in the
Service Department
Non Dealer Chart Parts & Service Improve our 4/5/2021
competitive pricing Manager customer
board sales/competitive
sales

©2021 National Automobile Dealers Association. All Rights Reserved.




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?

We can track our progress with weekly with the Advisor Performance Report in our DMS. We need to look at
our sales, gross and ELR.

Potential Obstacles? Potential Solutions?

Push back from Technicians that are Terminate those that are holding you back and

complacent. promote from within.

Techs not wanting to do videos. Reach out to local schools to train young techs

Hours of operation. to come on board and grow with us.

Lacking quality technicians. Increase our hours later a few days a week, or
open Saturday for better convenience for our
customers.

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

0000

Increase in Gross Profit $37,577 per year and increased hours if operating at potential to 6,156 per 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.

With continued communication and weekly meetings we shoud be able to stay the course. Changing the pay
plan for advisers to more of a performance pay will also motivate them. | think when staff sees it reflected in
their paychecks that will be continued motivation to keep going. Communication and on going training is key.
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The benefits of achieving this goal would be to increase the efficiency of the technicians meaning more hours for them, more money for them and more sales for the Department. It would also motivate the advisers seeing them be more effective gives them the opportunity for more sales and money as well. It would mean better communication for them and the techs.



Consequences would be staying complacent. Losing out on potential earnings. Downtime for technicians. Lack of communication/motivation.



This goal is important to me because I see the potential for us to do a lot better. By tightening up a few things we do, getting techs and rest of staff on board will benefit us all in the long run. It will also increase company morale and technician retention. Could also get rid of the dead weight that is dragging us down because maybe a slower tech can't keep up.
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	A_3: Terminate those that are holding you back and promote from within.

Reach out to local schools to train young techs to come on board and grow with us.

Increase our hours later a few days a week, or open Saturday for better convenience for our customers.


	R: Increase in Gross Profit $37,577 per year and increased hours if operating at potential to 6,156 per year.
	S: With continued communication and weekly meetings we shoud be able to stay the course. Changing the pay plan for advisers to more of a performance pay will also motivate them. I think when staff sees it reflected in their paychecks that will be continued motivation to keep going. Communication and on going training is key.


