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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

I would like to increase our facility utilization from 43.66% to 50% by 09/30/21.

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

The dealer's vision is to increase revenue and gross profit in our service department. We are currently
scheduling too conservatively, creating low labor sales and poor morale for the technicians.

The benefits to increasing our facility utilization are: we will bill more and achieve higher GP; the technicians will
be happier because they are earning more money.

The consequences to not increasing our facility utilization are no growth in billable hours, revenue, and GP. The
techs remain unhappy and may look for other employment (it is always the best ones that go).

The goal is important because we need to continue to grow and push forward or others will push past us.
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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

appointments closer
together. Fill all
open spots. Do not

push a customer out
in time

work their scheduled
hours.

hours

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHE&(TEgINT
Schedule All techs available to |Service Director Increase in billable  [Check and report

billable hours, # of
ROs, and facility
utilization at each
month end.

Review appointment
schedule daily to
determine if there
are time gaps

Service scheduling
app

Service
Director/Advisors

Decrease in time
gaps

Report every week
on the hours
scheduled and any
time gaps, along
with explanation
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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

The RO count, billable hours, time gaps will be tracked in a spreadsheet.

The RO count and billable hours will be obtained from the DMS system.

The time gaps will be obtained from the appointment scheduling app in the DMS.

The results will be reported every two weeks, with facility utilization reported after each month end.

Potential Obstacles? Potential Solutions?
The service advisors and service directors need Train and teach them the advantages and
to gain a new mindset that scheduling more successes of scheduling more appointments.
appointments is feasible and will be successful. Provide small success rewards for achieving

specific incremental levels.

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

0000

Increased GP of $13,435/month or $161,220 annual

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.

Monthly reporting on RO count, billable hours, and facility utilization will be tracked and published monthly. It will
be measured against the goal. The goal will be re-evaluated and changed as positive progress is made.
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