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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

We will increase our used car reconditing time from 8 days down to 3 days by July 1st, 2020

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 need to speed this process up because used cars are depricating assets and the faster they get through
recon the faster we can sell them.

The benefits of this are high profit margins on internal work for both parts and service. This is the gravy work for

a service department. We will also have lower customer complaints after the vehicle is sold with a better recon
process.

Consequences if we do not speed this up will be discounted rates for slow recon. So lower profit margins. Used
car department suffers from a slower turn.

This is something that we have to get better at so we stay competitive in our market and the auto industry.
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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

Dedicate 1 tech to
UCls

2 stalls, 1 tech

Service Manager

Get cars looked at
faster

Start May 1st, and
have one person
decidcated to it by
month end

Park UClI's in the
same location so
techs don't have to
hunt for cars

service advisors,
sales people
lot porters

Used car manager
Service Manager

less time spent
searching

May 1st, used car
manager will check
in monthly to ensure
process is being
followed

overnight parts
instead of waiting on
2 hour parts runs

service manager
parts manager
driver

Fixed department

get more cars

looked at without
tying up a lift for 2
hours and waiting
reduce down time

start May 1st,
Service manager
and parts manager
will talk daily to

organize UCls
coming in
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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

We will track our progress through Vauto and when the pictures are taken for the vehicles. We will also use a
UCI google sheet to keep track of these metrics.

Our used car manager, parts manager and service manager will get together every tuesday & thursday morning
to discuss the week and where we stand on each vehicle waiting in service.

Potential Obstacles? Potential Solutions?
Push back from other techs not getting any payplan incentives to get cars through faster
gravy work
Service will receive $125 an hour for UCls
service advisors not sticking to the process 6 through in the first 3 days, $115 from 4-6 days
months from now and $85 for anyting 7+ days old
used car manager not wanting to walk the back Used car manager will be put on a strick turn

lot to hold service accountable

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

0000

By getting UCI's through in 3 days, we will increase service/parts gross, sell more used vehicles, and have the
opportunity to trade/finance, and caputure a doc fee. The amount of extra gross added could be tremendous.

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.

These managers will attend a monthly meeting with the GM to ensure we are staying on course with this action
plan.
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The benefits of this are high profit margins on internal work for both parts and service. This is the gravy work for a service department. We will also have lower customer complaints after the vehicle is sold with a better recon process.



Consequences if we do not speed this up will be discounted rates for slow recon. So lower profit margins. Used car department suffers from a slower turn. 



This is something that we have to get better at so we stay competitive in our market and the auto industry.   
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Our used car manager, parts manager and service manager will get together every tuesday & thursday morning to discuss the week and where we stand on each vehicle waiting in service. 
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service advisors not sticking to the process 6 months from now
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Service will receive $125 an hour for UCIs through in the first 3 days, $115 from 4-6 days and $85 for anyting 7+ days old



Used car manager will be put on a strick turn
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