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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

9 Specific @ Measurahle 0 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

Hire 2 service advisors and 5 technicians by January 1st 2022

We are currently a week and a half of on appointments. We are taking in approximately 70 appointments a day
currently using 5 advisors and 19 techs in the main shop. Another advisor and 5 techs are located at another
location at our recon center, internal is down from lack of inventory.

Retention of current productive employees.

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 the store is to return to pre COVID gross profits and grow to our potential. | would like to move from
70 appointments a day to 85 appointments a day. Before COVID we had 9 advisors 2 of them being highly
inefficient doing 85 to 90 appointments a day. Goal is to go from 5 to 7 service advisors before January 1st
2022. The goal would be to hire 5 techs before January 1st 2022. Each advisor in the store represents $163791
in gross each month. 2 advisors x $134309 = $268618 in potential gross which is what we are missing currently.
5 techs at 90% proficiency would at approximately $119700 in total gross each month.

By not obtaining productive personnel it means a short fall of potentially $286618 not to mention the drop in
advisor productivity which is hurting our GP% each month we are short by at least 2% of GP%. My goal is to hit
$890000 gross by obtaining to correct level of advisors and techs needed.

The other main point is to staff accordantly to be able to meet the customers needs which at a week and a half
out on appointments we are not meeting those demands.

Retention of currently productive employees start with quarterly reviews which include performance as well a

pay. Number one big reason employees leave a dealership is lack of attention in regards to compensation
reviews regularly, not keeping up with the local markets and keeping up with the employees performances.
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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

Hire 2 service
advisors.

Advertise jobs in
social media
(INDEED) posts
adds on websites
searching other

Service manager.

To add
approximately $280k
in gross profit.

Starts now, goal by
Jan 1st. Ultimately
this never ends.

Hire 5 technicians

Advertise jobs in
social media
(INDEED) posts
adds on websites
searching other

Service manager.

To add
approximately
$119700 of gross
each month by the 5
techs.

Starts now, goal by
Jan 1st. Ultimately
this never ends.

Quarterly reviews
which include
compensation
according to the
employees

Using NADA as a
resource for advisor
and tech
compensations for
the market. Also

Service manager,
assistant manager,
show foremans.
Ultimately service
manager is

Better
communication
between
management and
employees. Better

Starts now, happens
quarterly. Service
advisors are
reviewed monthly.
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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?

Easy to track how many employees are on staff.

Axcessa is the tool we use for looking at the numbers involved GP. Easy to use reports, easy to track goals.
Market conditions reported by NADA.

Using national employment statistics supplied by our recruiting department.

Using market labor rate surveys to trans market conditions.

Potential Obstacles? Potential Solutions?

Further COVID shut downs. Solutions in documented in homework above.
Lack of qualified applicants.

Lack of quality applicants, we have found many

references to indicate possible bad hires.

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

0000

Looking to see an uptake of $280000k in service gross profit additional each month and $3360000 annually.
Looking to add a minimum of 900 per month with 5 techs.

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.

The dealership will strive to always work forward to our potential. We are in the process of building a state or
the art dealership due to be completed in the fall of 2023 so there is no finish line. If the world pandemic would
not have hit we would have been in continuous growth.
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	How does this goal align with or support your dealers vision: Hire 2 service advisors and 5 technicians by January 1st 2022
We are currently a week and a half of on appointments. We are taking in approximately 70 appointments a day currently using 5 advisors and 19 techs in the main shop. Another advisor and 5 techs are located at another location at our recon center, internal is down from lack of inventory. 

Retention of current productive employees. 


 

	2020 National Automobile Dealers Association All Rights Reserved: The goal of the store is to return to pre COVID gross profits and grow to our potential. I would like to move from 70 appointments a day to 85 appointments a day. Before COVID we had 9 advisors 2 of them being highly inefficient doing 85 to 90 appointments a day. Goal is to go from 5 to 7 service advisors before January 1st 2022. The goal would be to hire 5 techs before January 1st 2022. Each advisor in the store represents $163791 in gross each month. 2 advisors x $134309 = $268618 in potential gross which is what we are missing currently. 5 techs at 90% proficiency would at approximately $119700 in total gross each month. 

By not obtaining productive personnel it means a short fall of potentially $286618 not to mention the drop in advisor productivity which is hurting our GP% each month we are short by at least 2% of GP%. My goal is to hit $890000 gross by obtaining to correct level of advisors and techs needed.

The other main point is to staff accordantly to be able to meet the customers needs which at a week and a half out on appointments we are not meeting those demands.  

Retention of currently productive employees start with quarterly reviews which include performance as well a pay. Number one big reason employees leave a dealership is lack of attention in regards to compensation reviews regularly, not keeping up with the local markets and keeping up with the employees performances.  

	SPECIFIC ACTION STEPRow1: Hire 2 service advisors. 
	NECESSARY RESOURCESRow1: Advertise jobs in social media (INDEED) posts adds on websites searching other websites using Holman nation recruiting department.  Also posting substantial hire bonuses.
	ACCOUNTABLE PERSONSRow1: Service manager. 
	EXPECTED RESULTRow1: To add approximately $280k in gross profit.  
	START END  CHECK POINT DATESRow1: Starts now, goal by Jan 1st. Ultimately this never ends. 
	SPECIFIC ACTION STEPRow2: Hire 5 technicians 
	NECESSARY RESOURCESRow2: Advertise jobs in social media (INDEED) posts adds on websites searching other websites using Holman nation recruiting department.  Also posting substantial hire bonuses. Also offering substantial internal referral bonuses to any referring employee   
	ACCOUNTABLE PERSONSRow2: Service manager.
	EXPECTED RESULTRow2: To add approximately $119700 of gross each month by the 5 techs. 
	START END  CHECK POINT DATESRow2: Starts now, goal by Jan 1st. Ultimately this never ends.
	SPECIFIC ACTION STEPRow3: Quarterly reviews which include compensation according to the employees contribution/performance and market conditions. Monthly reviews with service advisor performance.
	NECESSARY RESOURCESRow3: Using NADA as a resource for advisor and tech compensations for the market. Also keeping up with local customer pay labor rates which I do at least 3 times a year. 
	ACCOUNTABLE PERSONSRow3: Service manager, assistant manager, show foremans. Ultimately service manager is responsible. 
	EXPECTED RESULTRow3: Better communication between management and employees. Better understanding on expectations needed for each employee.  
	START END  CHECK POINT DATESRow3: Starts now, happens quarterly. Service advisors are reviewed monthly. 
	SPECIFIC ACTION STEPRow4: 
	NECESSARY RESOURCESRow4: 
	ACCOUNTABLE PERSONSRow4: 
	EXPECTED RESULTRow4: 
	START END  CHECK POINT DATESRow4: 
	SPECIFIC ACTION STEPRow5: 
	NECESSARY RESOURCESRow5: 
	ACCOUNTABLE PERSONSRow5: 
	EXPECTED RESULTRow5: 
	START END  CHECK POINT DATESRow5: 
	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: Easy to track how many employees are on staff. 
Axcessa is the tool we use for looking at the numbers involved GP. Easy to use reports, easy to track goals.
Market conditions reported by NADA. 
Using national employment statistics supplied by our recruiting department. 
Using market labor rate surveys to trans market conditions. 

	A_2: Further COVID shut downs.
Lack of qualified applicants. 
Lack of quality applicants, we have found many  references to indicate possible bad hires. 
 
	A_3: Solutions in documented in homework above. 
	R: Looking to see an uptake of $280000k in service gross profit additional each month and $3360000 annually. 
Looking to add a minimum of 900 per month with 5 techs.
	S: The dealership will strive to always work forward to our potential.  We are in the process of building a state or the art dealership due to be completed in the fall of 2023 so there is no finish line. If the world pandemic would not have hit we would have been in continuous growth.  


