NADA c.n

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

my goal is to increase my shop proficiency from a current 77.17% to 100% by the end of April 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 dealer is all about not repeating history from 2008. During the financial crash we struggled to make ends
meet until about mid 2010 or 2011. my goal of increasing shop proficiency will do a couple of different thing |
think. By increasing proficiency to 100% my total shop hours will increas and in turn move up gross. Higher
gross and more proficient technicians will increase ELR and also bring higher fixed absorpsion. With a plan to
keep fixed absorpsion in place if and economic down turn occurs we will have proactive plan in place rather
thand react to to situation and try to overcome the problem on the fly. If we keep proficiency high the benefits
are endless really, if technicians are more proficient the shop produces more, more production bring higher
wages to technicians and to advisors. If everybody is making money morale is higher in the service department
as a whole. If we cannot achieve this goal to consequences and the econemy slow or inflation get too high we
will have to make drastic changes in our operation to keep the bussiness open this may include down staffing
and nobody wants to let good people go. This is important to me because my dealer is family owned and has
been in bussiness in this community for 82 years. | have worker for the Knudtsen family for nearly 21 of those
years. | want to help them succeed for another 82 years so | will do my best for this company until | retire to
keep this bussiness in place for myself and the owners.
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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

increase customer
pay mechanical
repairs to 60% of my
bussiness

communication
between techs and
advisors

myself, techs and
advisors

higher dollars per
RO, increased
proficiency increase
from 77.17% to
100%

4/1-4/30 checking
weekly

mpvi penetration
from 80% to 100%

technician training

myself

high mpvi
penetration more
opertunity for the
service dept. as a
whole.

4/1-4/30 checking
daily

increase total tech
hours produced
from ave of 120%
proficiency to 125%

right job in front of
the right technician

myself and my
dispatcher

keep shop flow
going less speed
bumps less
mistakes to slow
proficiency

4/1-4/30 run hours
reprot daily and
weekly and update
progress to tech and
advisors

pre sell
maintenance work
on the drive work
prewrites day before
appointment

presenting menu at
write up.

advisors, myself

help increase
proficiency to 100%
by keep vehicle in
front of one

technican not
netting same vehicle

4/1-4/30 checking
dialy for menu
presentation
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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 track proficiency by running hours reports from mu DMS daily and weekly. | will performed proficiency
calculations weekly and update my technicians on what each of their individual goals are and how close they

are to hitting the proficiency goal. The numbers will be updated and posted every monday morning before our
shop meeting

Potential Obstacles? Potential Solutions?
technician pushback and advisor not presenting technician training to increace proficiency
menu items at time of write up. number all around. create clear process in the
drive to present menu item to customers at time
of write up.

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

0000

taking technician value from $11,358 per tech per month to $15,559 per tech per month multipied by my total
number of technicians of 20 to increase gross by $84,000.16 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.

better communication between management and staff. create a process that has to be followed by advisors
and technicians. set expectation for total hours produced by shop and individual tech performance goals. keep
the right car in front of the right technician. create process for presenting menu items to service customer at

time of write up. meeting three times a week with technicians to update work load tech capasity and discuss
oroficiencv aoals.
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