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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle o Relevant ° 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 will bring my technician proficiency from to 65.22% to 100% by December 31, 2021. My goal is to get our
technicians more productive.

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

Higher tech proficiency generates higher profits, and technicians are happier and more productive. Benefits of
achieving this goal are: higher gross profit, more hours produced per RO, more productive techs, the ability to
handle more work flow, higher labor sales, healthier bottom line. Consequences of not achieving my goal are
less productive technicians, less hours per RO produced, lower labor sales, less profitable service department.
This goal is important to me because it is a huge area of opportunity, and if we can bring our proficiency up to
100% we will have a much more profitable & productive service department. My service manager has been
telling me for the past 2-3 years that we need more technicians. | just learned in class the other night than we
don't need anymore techs, but instead we need our current techs to be better and more efficient. Our
unproductive tech rate was 3.3 and we only have 8 techs.
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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

Dispatch more
efficiently-
scheduling the work
to the approproiate
tech.

DMS-CDK- Global
Connect

Service Advisors
with help from
service managet,
shop foreman

Jobs get to proper
techs faster= 100%
proficiency

Start date=October
1, checked every
week for progress.

Improve parts
processes- deliver
parts to techs.

Parts back counter
person, CDK, Global
connect, In stock
parts, local

dealership (if part is
not in stock)

Parts back counter
person, but the
service manager is
the ultimate

accountable person.

Tech gets parts
quicker= 100
proficiency

Start date= October
1, check process
daily/weekly for
progress.

Provide the right
equipment-

Getting new
equipment,

Service Manager &
General Manager

cutting edge
technology and
proper equipment
should yield 100%
proficiency

Start assessing
current equipment
October 1, purchase
new equipment by

November 1, check
nroaress monthlyv

Organize the
workspace-Less
time spent on

Organization system
for tool room, tool
room cleaned

Service Manager
Advisors

The work space is
clean and organized
& techs can find

Start organizing tool
room October 1,
then provide

Centers/classes
Global Connect
training

set up training for
techs/advisors
General Manager

advisors are better
trained which in turn
will increase
proficiency to 100%.

looking for tools, weekly. what they need cleanings every
more time getting which will yield week thereafter, this
inh done 10004 nroficiencv will he checked
Provide Training Training Service manager to | The techs & Starting Oct 1 all

techs will be
required to do
training, their
progress will be
checked manthlv
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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?

0000

I will be tracking progress based on the proficiency calculation (hours billed divided by hours avilable to sell.)

Potential Obstacles? Potential Solutions?
This will be a complex process and many Training the techs that didn't know as much as
obstacles may arrise. We may find that some of we thought they did could help them improve
our techs don't have some of the knowledge we and become more proficient. A shop foreman
thought they did, and they may need further may be a good solution to helping techs learn
training than what was identified originally. We and answering their questions. They would also
might even have to replace a few techs if they be a good canidate to assess the workload and
are uncapable of getting better. It may be very make sure the proper techs are getting the
expensive to replace some of our older correct workload. We don't want A technicians
equipment, which could tie up cash flow. doing oil changes.

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

0000

Proficiency is currently at 65.22%. If we can become 100% proficient than we would take our labor sales from
105,008 to 161,005. This would add an additional 55,997 in labor sales, and $19,475 in gross profit based on
the 34.78% we are missing out on due to being 65.22% proficient.

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.

All staff will be held accountable for staying current on required training, Techs will be held accountable for
being at work on time & ready to work at their scheduled start time. Their breaks and end times will be
monitored as well for optimal proficiency. All tools will be kept up to date & the workplace will be organized. The
service manager will be paid a bonus on maintaing the tech proficiency in the service department. We will

monitor navroll weeklv so we can look at the nroblem as it occurs not at the end of the month.
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	How does this goal align with or support your dealers vision: I will bring my technician proficiency from to 65.22% to 100% by December 31, 2021. My goal is to get our technicians more productive. 
	2020 National Automobile Dealers Association All Rights Reserved: Higher tech proficiency generates higher profits, and technicians are happier and more productive. Benefits of achieving this goal are: higher gross profit, more hours produced per RO, more productive techs, the ability to handle more work flow, higher labor sales, healthier bottom line. Consequences of not achieving my goal are less productive technicians, less hours per RO produced, lower labor sales, less profitable service department. This goal is important to me because it is a huge area of opportunity, and if we can bring our proficiency up to 100% we will have a much more profitable & productive service department. My service manager has been telling me for the past 2-3 years that we need more technicians. I just learned in class the other night than we don't need anymore techs, but instead we need our current techs to be better and more efficient. Our unproductive tech rate was 3.3 and we only have 8 techs. 
	SPECIFIC ACTION STEPRow1: Dispatch more efficiently- scheduling the work to the approproiate tech. 
	NECESSARY RESOURCESRow1: DMS-CDK- Global Connect 
	ACCOUNTABLE PERSONSRow1: Service Advisors with help from service manager, shop foreman 
	EXPECTED RESULTRow1: Jobs get to proper techs faster= 100% proficiency 
	START END  CHECK POINT DATESRow1: Start date=October 1, checked every week for progress. 
	SPECIFIC ACTION STEPRow2: Improve parts processes- deliver parts to techs. 
	NECESSARY RESOURCESRow2: Parts back counter person, CDK, Global connect, In stock parts, local dealership (if part is not in stock). 
	ACCOUNTABLE PERSONSRow2: Parts back counter person, but the service manager is the ultimate accountable person.
	EXPECTED RESULTRow2: Tech gets parts quicker= 100 proficiency 
	START END  CHECK POINT DATESRow2: Start date= October 1, check process daily/weekly for progress.
	SPECIFIC ACTION STEPRow3: Provide the right equipment- 
	NECESSARY RESOURCESRow3: Getting new equipment, 
	ACCOUNTABLE PERSONSRow3: Service Manager & General Manager
	EXPECTED RESULTRow3: cutting edge technology and proper equipment should yield 100% proficiency 
	START END  CHECK POINT DATESRow3: Start assessing current equipment October 1, purchase new equipment by November 1, check progress monthly.
	SPECIFIC ACTION STEPRow4: Organize the workspace-Less time spent on looking for tools,

more time getting job done
	NECESSARY RESOURCESRow4: Organization system for tool room, tool room cleaned weekly. 
	ACCOUNTABLE PERSONSRow4: Service Manager

Advisors 
	EXPECTED RESULTRow4: The work space is clean and organized & techs can find what they need which will yield 100% proficiency. 
	START END  CHECK POINT DATESRow4: Start organizing tool room October 1, then provide cleanings every week thereafter, this will be checked weekly.
	SPECIFIC ACTION STEPRow5: Provide Training
	NECESSARY RESOURCESRow5: Training Centers/classes

Global Connect training
	ACCOUNTABLE PERSONSRow5: Service manager to set up training for techs/advisors

General Manager
	EXPECTED RESULTRow5:  The techs & advisors are better trained which in turn will increase proficiency to 100%. 
	START END  CHECK POINT DATESRow5: Starting Oct 1 all techs will be required to do training, their progress will be checked monthly.
	SPECIFIC ACTION STEPRow6: 
	NECESSARY RESOURCESRow6: 
	ACCOUNTABLE PERSONSRow6: 
	EXPECTED RESULTRow6: 
	START END  CHECK POINT DATESRow6: 
	SPECIFIC ACTION STEPRow7: 
	NECESSARY RESOURCESRow7: 
	ACCOUNTABLE PERSONSRow7: 
	EXPECTED RESULTRow7: 
	START END  CHECK POINT DATESRow7: 
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: I will be tracking progress based on the proficiency calculation (hours billed divided by hours avilable to sell.) 
	A_2: This will be a complex process and many obstacles may arrise. We may find that some of our techs don't have some of the knowledge we thought they did, and they may need further training than what was identified originally. We might even have to replace a few techs if they are uncapable of getting better. It may be very expensive to replace some of our older equipment, which could tie up cash flow. 
	A_3: Training the techs that didn't know as much as we thought they did could help them improve and become more proficient. A shop foreman may be a good solution to helping techs learn and answering their questions. They would also be a good canidate to assess the workload and make sure the proper techs are getting the correct workload. We don't want A technicians doing oil changes. 
	R: Proficiency is currently at 65.22%. If we can become 100% proficient than we would take our labor sales from 105,008 to 161,005. This would add an additional 55,997 in labor sales, and $19,475 in gross profit based on the 34.78% we are missing out on due to being 65.22% proficient. 
	S: All staff will be held accountable for staying current on required training, Techs will be held accountable for being at work on time & ready to work at their scheduled start time. Their breaks and end times will be monitored as well for optimal proficiency. All tools will be kept up to date & the workplace will be organized. The service manager will be paid a bonus on maintaing the tech proficiency in the service department. We will monitor payroll weekly so we can look at the problem as it occurs not at the end of the month. 


