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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

| want to decrease our WIP from 9.8 days to 5.0 days by January 31, 2022

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

Our dealership's vision is to treat people R.I.G.H.T. By working on this goal, we will not only be able to sell cars
to customers who need them, but will be able to generate more money for our employees to improve the quality
of their lives.

The benefits of achieving this goal include a faster turn rate, more pay for our employees in each department, a
greater capacity to make money as a dealership, and more space in our parking lot and shop. The
consequences if we don't achieve this goal include a decreased potential to make money, angry customers who
aren't able to buy the car they want because it's in service or not listed on our website, and a filled up parking lot
which takes space away from the new, used, and service cars.

This goal is important to me because | saw how frustrating it can be to every area of the dealership to have a
high WIP. When | see a problem that everyone hates, | want to fix it. In this case, | believe solving this problem
will not only increase profits, but can also ease tension between departments in the dealership.

This goal was inspired by ideas that we leraned in class of increasing tech proficiency and increasing our
Internal sales and gross.
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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

Develop a weekly
reporting plan to
track cars in the WIP
process. (3)

Technicians input
and company
software

Me, IT department,
dealership
managers.

More knowledge on
potential bottlenecks
in our WIP system.

Starting today and
checking up on the
process at least
weekly.

Identify how many
people we need (or
don't need) to hire to
improve the process.

(4)

People who know
the process

Baun (HR manager
for the store) and
Ray (service
manager)

Knowledge about
the problem of not
enough people vs.
tech efficiency

Start today and
follow up in a week
after we have
enough time to
follow the process

Organize our
parking lot to easily
find our WIP cars (2)

Car keys, WIP
reports, and parking
spots

Me, Lot Techs,
Recon Techs

Better efficiency
finding cars for
techs, detailers, and

Have a solid parking
plan in place by the
end of October

parts to make sure
we have access to
parts during night
shifts (7)

schedules and
access to the parts
department

vehicles and less
frustration for techs.

photographers. 2021. Check up
every 4 months.
Organize technician Technician Baun (HR Manager) [Higher tech After talking to
shifts to get schedules and Ray (Service efficiency and more |techs, have a solid
maximum efficiency Manager) overall time to fix plan in place by the
of the shop (5) WIP cars middle of November.
Coordinate with Employee (Rod) Parts Manager |Faster turn times for |Have a specific

solution by the end
of October and iron
out the process by
the end of November

Identify more

sources to hire
technicians (if
necessary) (6)

Technician sources
(such as schools,
other dealers, etc...)

Me, Baun (HR
Manager)

Higher potential to
service cars and
less stress on
technicians in the
shop.

Start today to
identify sources and
have a recruitment
plan in place by
December 2021.

Formally write out
our WIP process (1)

Employees involved
in the process

Managers involved
in the WIP process

Better identification
of problems and
solutions in the
process

Write out the
process in one of
our weekly meetings
(GM's discression)
in October.

Work with the
Accounting Office to
ensure timeliness (8)

Financial
Statements and
vehicle titles

Tom (Accoutning
Controller)

Shorter time needed
to get vehicles ready
to sell

Meet with Tom this
week (when he is
free) to go over
accounting
processes for WIP.
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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?

I will track my progress by doing the things listed above. In addition to this, | will track the progress weekly via
the system we will create. By checking in weekly on our reconditioning numbers | believe that we can hit our
goal by the end of January 2022.

Potential Obstacles? Potential Solutions?
- Having a system that doesn't work - Work with local and corporate IT teams and
dealership managers to hit and track all
- No buy in from dealership employees important points
- Resistance to change - Possibly tie WIP performance to bonus pay for

those involved with the process

- Lack of coordination between employees and

departments - Explain the benefits associated with
improvement of this process

- Have weekly meetings with department heads
and technicians in the process.

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

0000

In the month of July we grossed $91,455 for internal work. If we cut our WIP time in half we could theoretically
double our internal work to $182,910. Including all of the service, parts, and sales grosses | could see about +
$100,000 per month.

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.

Two things that we could do to ensure the staff doesn't fall back into previous habits are continued follow-up in
weekly meetings and posting the process in a place everyone can see it. Our dealer principle mandates that we
have weekly meetings with our department heads, and having our GM bring it up every meeting would help.
Also, by posting it where everyone can see it, employees will have an easier time keeping the process in mind.
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