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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific m Measurahle o Relevant o 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

| would like to increase our Service Department gross retention from 64.5% (based on the February Financial
Statement) to 70% by the end of the year, December 31, 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 perfectly aligns with our dealer vision as by doing so will increase profitability and provide higher
guality service to our customers while enhancing a great work place for our technicians. The benfits of
achieving this goal would be countless. The service department will become more profitable which will take
pressure off other departments. The dealership as a whole should also become more profitable which benefits
everyone. Also, by utilizing the proposed methods discussed herein, technicians should be able to make more
money while providing quality and convenient service to 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

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| CHECK POINT
DATES
Bonus Program for  [We will need to Service Department [Increased 6/1/2021 - Start
Technicians show that a bonus Manager proficiency and 12/31/2021 - End
program will be morale from 8/15/2021 and
worth the extra technicians 10/15/21 - Chkpoints
expense
Hire a Parts Funds to pay Service and Parts Increased 6/1/2021 - Start
Runner / Increase Managers proficiency from 12/31/2021 - End
cooperation technicians 8/15/2021 and
between 10/15/21 - Chkpoints
departments

Training for Service
Advisors

Training facilitators

Service Manager

More accurate job
dispersement that

6/1/2021 - Start
12/31/2021 - End

Dealer and
Non-Dealer Surveys

maximizes 8/15/2021 and
profitability and 10/15/21 - Chkpoints
proficiency
Update Pricing Surveys and time to |Service Manager Maximizing 6/1/2021 - Start
Matrix based on adjust profitability 12/31/2021 - End

8/15/2021 and
10/15/21 - Chkpoints
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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

Overall, | will track progress on a monthly basis by performing the basic gross retention calculation of gross
profit divided by sales. | am able to gather this information from the Financial Statement. More specifically, | will
track specific actions above by calculating monthly technicians proficiency and reviewing monthly sales.

Potential Obstacles?

- Proving to ownership that a bonus program
will incentivize technicians to an extent whereby
it will be worth the added expense

- Getting the Service Advisors to accept and
implement what they learn in the training.

- Adjusting pricing to the optimal level

- Having the Parts and Service Departments
buy in and commit to increased cooperation

Potential Solutions?

- Show the opportunity we are currently missing
with our technicians proficiency and develop a
pro forma or projections showing how increased
proficiency by the technicians will create greater
profitability

- Even after training is complete, making sure
managers hold advisors accountable for what
they should be doing.

- Monitor changes in sales after pricing is
adjusted and make changes accordingly

- Show them how increased cooperation can
benefit both Departments and their employees.

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

0000

Taking all other factors into consideration, | think to achieve this goal, one could moderately estimate that the
Service Department should see an increase in sales and gross of $10,000-$15,000 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.

Hopefully, the results will speak for themselves and | will be able to show all the employess how the changes
have helped the Department for the good. The technicians should see an increase in pay based on their
increased proficiency. Furthermore, the Parts Department should also see an increase in business and
profitability. We cannot fall back into bad habits, so | will make it the managers' responsibility to do timely
follow-uns that all chanaes are still beina adhered to and followed throuah.
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