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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN
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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

| will increase my overall technician proficiency from 69.2 % to 80% by July 31'st of 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

The goal of increasing technician proficiency from 69.2% to 80% aligns with our dealer's vision of increasing
profitability across all fixed operations departments.

Increased profitability is a direct benefit of achieving our goal. Increasing technician proficiency also inherently
means that our technicians are flagging more hours therefor raising their own personal compensation which in
turn will raise morale.

The increase in proficiency also means we would be able to help more new customers and help our existing
customers more expeditiously. By getting work through the service department quicker we should see a raise in
SSiI scores. In turn, getting more work through the shop gives us an opportunity to help additional customers
and continue to grow our customer base.

The dealership would have more time to complete warranty work as well. Currently we are turning these
customers away and we are limiting our opportunities to capture new customers and take advantage of the
population growth we are experiencing in our direct vicinity.

The consequences would be a stagnant service department that is not taking the additional steps necessary to
grow. By not becoming more efficient and increasing our service department's capacity to perform additional
service work we will fail to capture new customers and put ourselves at the risk of losing existing customers.

We also run the risk of losing the skilled technicians we currently have by not offering them the potential to
make more money for themselves and their families.
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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.

00

coolers in our 3 non
climate controlled
shops.

Service Manager

the air conditioned
parts department
between jobs.

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| CHECK POINT
DATES
Install 3 Big Ass Money. Buy in from | Myself Technicians will Start immediately.
Fans Swamp General manager. General Manager spend less time in End - ongoing

(never ending)
6/28/21 - in store
consultation w/ rep.

Replace aging light
fixtures in the shop.

Money. Buy in from
General Manager.

Myself
General Manager
Service Manager

Technicians will be
able to perform

tasks easier due to
enhanced lighting.

Start immediately.
End - ongoing
(never ending)
7/5/21 in store
consultation w/ rep.

Communicate
current proficiency

Technicians. Buy in
from General

Myself
General Manager

The expectation will
be laid out and

Start - 7/1/21
End - 7/31/21

Phone and service

Service Advisors

scheduling service

level of 69.2% and |Manager and Service Manager technicians now Weekly progress
expectation of Service Manager. Technicians have a target to aim [ measurement.
80.0% to for. We will increase

Hire support New personnel. New hire The customer 7/1/21 - Place
personnel for Buy in from General | Myself support employment ad.
incoming calls and | Manager and General Manager representative will 7/14/21 - Finalize
appt. scheduling. Service Manager. Service Manager assist us in hiring.

Daily progress check

Organize special
tools with a "chip"
system so they can
be easily found.

Locking area of
parts department.
Assistance from
existing parts
personnel on

Myself

General Manager
Service Manager
Parts Manager
Parts Advisors

Time searching for
special tools will
decrease allowing
technicians to flag
more hours.

7/1/21 - Establish
special tools
procedure.

End - ongoing
Check dates are

Parts personnel will
deliver parts to
technicians in their
bays.

Training parts dept.
employees.

Buy in from parts,
service and general
managers.

Myself

General Manager
Service Manager
Parts Manager
Parts Personnel

Technicians will not
have to spend as
much time waiting
on parts during their
jobs or in between

7/1/21 - Establish
new procedure with
parts personnel.
End - ongoing
Check in weekly.

Boost wifi signal
throughout the
shops for
diagnostics and
flashes.

IT Department.
Robust Internet
connection.

New computers that
can utilize enhanced

Myself
General Manager
IT Department.

Technicians will be
able to diagnose and
flash vehicles
quicker.

7/1/21- Consult with
IT on requirements.
End - ongoing
Check weekly on
progress.
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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?

We will track our progress by measuring how many total hours are being billed on a weekly basis. We will find
this information in our DMS and myself, General Manager and Service Manager will review it every Monday
morning. We are choosing Monday so we can account for the week and weekend's business vs. the previous
week and weekend.

Potential Obstacles? Potential Solutions?
Existing culture. Tie technicians compensation to their
Buy in from key decision makers that can enact proficiency levels.
change. Establish dispatch policies based on type of
Veteran technicians continuing to cherry pick work.
jobs. Explain to parts staff how their pay will benefit
Parts willingness to run parts to technician from delivering parts to technicians.
stalls. Hire recruiting services to staff new positions.
Parts willingness to administer new special tools Tie parts personnel compensation to the special
check in and check out process. tool checkout program.

Finding qualified personnel for new customer
service position.
Expense of improvements.

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

0000

By increasing our technician proficiency from 69.8% to 80% based on April 2021's financial statement we would
sell an additional 556 hours each month. At our current effective labor rate that would be an increase in sales
dollars of $56,626.51. At our current customer pay gross profit % 71.28% that is an additional $40,363.37 gross

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.

We will conduct weekly management meetings and biweekly staff meetings and review the proficiency of each
individual technician. We will offer ongoing training to continue to improve our technician proficiency over time to
our end goal of 125%. New efforts such as mobile mechanics will be evaluated and we will continue to move
forward. 80% is not the end goal. It is the starting point.
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	How does this goal align with or support your dealers vision: I will increase my overall technician proficiency from 69.2 % to 80% by July 31'st of 2021. 
	2020 National Automobile Dealers Association All Rights Reserved: The goal of increasing technician proficiency from 69.2% to 80% aligns with our dealer's vision of increasing profitability across all fixed operations departments. 

Increased profitability is a direct benefit of achieving our goal. Increasing technician proficiency also inherently means that our technicians are flagging more hours therefor raising their own personal compensation which in turn will raise morale. 

The increase in proficiency also means we would be able to help more new customers and help our existing customers more expeditiously. By getting work through the service department quicker we should see a raise in SSI scores. In turn, getting more work through the shop gives us an opportunity to help additional customers and continue to grow our customer base. 

The dealership would have more time to complete warranty work as well. Currently we are turning these customers away and we are limiting our opportunities to capture new customers and take advantage of the population growth we are experiencing in our direct vicinity. 

The consequences would be a stagnant service department that is not taking the additional steps necessary to grow. By not becoming more efficient and increasing our service department's capacity to perform additional service work we will fail to capture new customers and put ourselves at the risk of losing existing customers. 

We also run the risk of losing the skilled technicians we currently have by not offering them the potential to make more money for themselves and their families. 
	SPECIFIC ACTION STEPRow1: Install 3 Big Ass Fans Swamp coolers in our 3 non climate controlled shops. 
	NECESSARY RESOURCESRow1: Money. Buy in from General manager. 
	ACCOUNTABLE PERSONSRow1: Myself
General Manager
Service Manager
	EXPECTED RESULTRow1: Technicians will spend less time in the air conditioned parts department between jobs. 
	START END  CHECK POINT DATESRow1: Start immediately. 
End - ongoing (never ending) 
6/28/21 - in store consultation w/ rep. 
7/26 install finalized.
	SPECIFIC ACTION STEPRow2: Replace aging light fixtures in the shop. 
	NECESSARY RESOURCESRow2: Money. Buy in from General Manager. 
	ACCOUNTABLE PERSONSRow2: Myself
General Manager
Service Manager
	EXPECTED RESULTRow2: Technicians will be able to perform tasks easier due to enhanced lighting. 
	START END  CHECK POINT DATESRow2: Start immediately. 
End - ongoing (never ending) 
7/5/21 in store consultation w/ rep. 7/26 install finalized. 
	SPECIFIC ACTION STEPRow3: Communicate current proficiency level of 69.2% and expectation of 80.0% to technicians. 
	NECESSARY RESOURCESRow3: Technicians. Buy in from General Manager and Service Manager. 
	ACCOUNTABLE PERSONSRow3: Myself
General Manager
Service Manager
Technicians
	EXPECTED RESULTRow3: The expectation will be laid out and technicians now have a target to aim for. We will increase proficiency to 80.0% by 7/31/21.
	START END  CHECK POINT DATESRow3: Start - 7/1/21
End - 7/31/21 
Weekly progress measurement. 
	SPECIFIC ACTION STEPRow4: Hire support personnel for incoming calls and appt. scheduling. 
	NECESSARY RESOURCESRow4: New personnel. 
Buy in from General Manager and Service Manager. Phone and service training. 
	ACCOUNTABLE PERSONSRow4: New hire
Myself
General Manager
Service Manager
Service Advisors
	EXPECTED RESULTRow4: The customer support representative will assist us in scheduling service appointments more effectively and enhance communication with customers. 
	START END  CHECK POINT DATESRow4: 7/1/21 - Place employment ad. 
7/14/21 - Finalize hiring. 
Daily progress check on hiring new employee and scheduled interviews.
	SPECIFIC ACTION STEPRow5: Organize special tools with a "chip" system so they can be easily found.
	NECESSARY RESOURCESRow5: Locking area of parts department. 
Assistance from existing parts personnel on checking in and out of special tools. 
Technician adherence to new policy.
	ACCOUNTABLE PERSONSRow5: Myself
General Manager
Service Manager
Parts Manager
Parts Advisors
Technicians
	EXPECTED RESULTRow5: Time searching for special tools will decrease allowing technicians to flag more hours. 
	START END  CHECK POINT DATESRow5: 7/1/21 - Establish special tools procedure. 
End - ongoing
Check dates are weekly that the process is being followed. 
	SPECIFIC ACTION STEPRow6: Parts personnel will deliver parts to technicians in their bays. 
	NECESSARY RESOURCESRow6: Training parts dept. employees. 
Buy in from parts, service and general managers. 
Additional printer that prints ROs in parts department. 
	ACCOUNTABLE PERSONSRow6: Myself
General Manager
Service Manager
Parts Manager
Parts Personnel
	EXPECTED RESULTRow6: Technicians will not have to spend as much time waiting on parts during their jobs or in between jobs.
	START END  CHECK POINT DATESRow6: 7/1/21 - Establish new procedure with parts personnel. 
End - ongoing 
Check in weekly. 

	SPECIFIC ACTION STEPRow7: Boost wifi signal throughout the shops for diagnostics and flashes.
	NECESSARY RESOURCESRow7: IT Department. 
Robust Internet connection. 
New computers that can utilize enhanced connection.
	ACCOUNTABLE PERSONSRow7: Myself
General Manager
IT Department.
	EXPECTED RESULTRow7: Technicians will be able to diagnose and flash vehicles quicker. 
	START END  CHECK POINT DATESRow7: 7/1/21- Consult with IT on requirements.
End - ongoing
Check weekly on progress. 
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: We will track our progress by measuring how many total hours are being billed on a weekly basis. We will find this information in our DMS and myself, General Manager and Service Manager will review it every Monday morning. We are choosing Monday so we can account for the week and weekend's business vs. the previous week and weekend. 
	A_2: Existing culture. 
Buy in from key decision makers that can enact change. 
Veteran technicians continuing to cherry pick jobs. 
Parts willingness to run parts to technician stalls.
Parts willingness to administer new special tools check in and check out process.
Finding qualified personnel for new customer service position. 
Expense of improvements. 
	A_3: Tie technicians compensation to their proficiency levels. 
Establish dispatch policies based on type of work. 
Explain to parts staff how their pay will benefit from delivering parts to technicians. 
Hire recruiting services to staff new positions. 
Tie parts personnel compensation to the special tool checkout program. 

	R: By increasing our technician proficiency from 69.8% to 80% based on April 2021's financial statement we would sell an additional 556 hours each month. At our current effective labor rate that would be an increase in sales dollars of $56,626.51. At our current customer pay gross profit % 71.28% that is an additional $40,363.37 gross profit each month or $484,360 annualized.

	S: We will conduct weekly management meetings and biweekly staff meetings and review the proficiency of each individual technician. We will offer ongoing training to continue to improve our technician proficiency over time to our end goal of 125%. New efforts such as mobile mechanics will be evaluated and we will continue to move forward. 80% is not the end goal. It is the starting point.  


