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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

Our facility utilization is extremely unimpressive at 37.17%. I'd like to increase this initially to 60% by 12/31/21
and ultimately to 100% by 12/31/22.

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

By achieving this goal, we will generate substantially more income to the bottom line of the dealership from the
fixed operation side in addition to the variable side as we can get more pre-owned cars through recon and new
cars through PDI quicker.

Our appointment wait time will reduce providing a better customer experience and increasing customer loyalty.

This will ultimately benefit everyone involved.

The potential consequences are staffing with overnight hours, increased overhead and logistics with the types of
vehicles we work on and what all is entailed in the work.
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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

crew of technicians
to work through the
night.

technicians, a
process, and staffing
to ensure everything
happens.

myself.

increases to 60%
and then 100%.

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| CHECK POINT
DATES
Add an overnight Additional Service Director and | Facility utilization Start by 7/1/21.

Checkpoint for first
step at 12/31/21
then completion
12/31/22.

Dedicating space.

Understand which
cars can be worked
on at night. This will
likely just be PDI
and used recon.

Service Managers

Opening of bays for
use overnight.

Immediate.
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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?

I will use a similar excel template to the one used in NADA training with data from the financial statement to
track facility utilization. 1 will track this monthly.

Potential Obstacles? Potential Solutions?
Finding technicians to work overnight. Focus on people who WANT to work an
Finding supervision for the overnight crew. overnight shift.
Many of our cars can't be easily moved in and Focus on using service bays with brands that
out of bays which causes a hurdle here. don't require so many logistics to work on the
cars and only do PDIs and used car recon at
night.

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

0000

Bringing the facility to 100% utilization with net an increase of about $1.6 million, monthly.

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 will almost become a new, separate business with staffing, hours, etc. The people hired for this will be
specific to this team so they won't have an option to do it any other way.
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