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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

o 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

Increase Tech Proficiency from 80.99 to 100%.
Goal accomplishment date: 7/31/21

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

We are a fairly small VW store, so we need to make every hour count. | have always paid attention to efficiency,
not proficiency.
At 100% Proficiency, that increases my techninican value from $15988, to $21715 for a total of $62997 in

increased tech value (or $238865 total). This helps with absoption, appropriate staffing, Customer Satisfaction,
parts gross, etc.

This is a goal we must hit in order to be at the profit levels we should be. We are in a major Metropolitan
market, where everything is expensive. It is vital that all of our departments oprate at or above standard.
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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
Meet with Parts and | Need to create tech |Paul, Eric, Cody Clear plan on how to |5/18/21
Service Director proficiency reports achieve our goal.
by tech, and as a
whole team
Determine choke Look at current Prof. |[Paul, Eric, Cody Determine what we [5/20/21
points: Staff, morale, |#'s by tech, FRFT need to give
equipment, process, |report, walk throug immediate attention
advisor estimates, shop, determine if to
skill set tools are sufficient
Meet with Advisors; [Managers and staff |Paul, Eric Good idea of how 5/24/21
review process we are giving
estimates
Determine changes Paul, Eric Implement 6/1/21
needing to be made improvements,
process, etc.
Monitor Prof. weekly [Prof. reports Paul, Eric 100%! 6/1/21-
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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?

We will have a weekly Proficiency report sent to Myself, Paul, Cody, and Eric.

Potential Obstacles? Potential Solutions?
-Push back- Efficiency vs Proficiency -Let the numbers speak for themselves! Show
-Parts counter personnel not wanting to run each tech the difference, and how it will impact
parts their paycheck.
-Skill set -I have a new parts Manager starting, and he
-Advisors giving proper estimates comes from a location that is 108% proficient.
-storage lots (time to retrieve vehicle for repair) he will break down walls, and get everyone

working together.

-We will have skilled techs mentor/train lower
level (less-skilled) techs.

-Training for advisors. Get authorization from
customertospend $ .

-have a dedicated valet retrieve vehicles from

nff citn lnte

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

0000

Achieving this goal will ad $62k/month in gross, and $755k annually, which in turn affects the bottom line, and
absorption.
This also is at our current monthly RO count (average). | assume, we will increase that number as well.

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.

This is a no-brainer, and will be our source of measurement with our techs. | do not foresee us falling back to
focusing on efficiency...especially after we are benefiting from the results.
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