NADA oo

SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific m Measurable o Relevant o Time bound

ll

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 increse our technician proficiency from 63.64% to 100% by the end of the 3rd quarter of 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?

This goal, | believe, is vital to our service department. Right now, running at 63%, we are losing a lot of
opportunity and cash. The benefits would be that we would no longer be running a net negative department.
Increasing our sales and hours turned will help offset expenses and get us in the black.
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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

Training for SA and
Quick lane

Sales Training from
OEMand Third Party

Service Manager

Increased hours per
RO. A more
balanced split of
Comp/Main to Repair

02/01/2022-09/30/20
22

Checking in
monthly.

Determine a Parts
ordering process.

We need the team
to all be on board
with this.

Servie advisors.
Parts Manager

Service advisors
need to consilt with
techs and order
correct parts. Tech

no longer orders
narts wastina time

02/01/2022-09/30/20
22

Checking in weekly
with Parts Manager.

Make our two Parts
Counter people
parts runners.

Need Ok from GM
to tie in a small
bonus for
counterpeople
based on Tech
Profos

Parts Manager

Parts being ran to
techs eliminating our
biggest time waste
of techs meeting at
parts counter

TBD: Based on
Convo with GM

Checking in weekly
with Parts Manager.

Have cars parked in
bays the night
before/early morning
before techs arrive

SA or Service
Manager needs to
take the last hour of
the day or first hour
of the day to

csomnlete thig

Service Manager

Vehicles are parked
in bays and instantly
ready to be worked
on. No searching for
car/keys

02/01/2022-09/30/20

Weekly check in.

Mandatory SA walk
around/inspection

Multipoint inspection
Documents

Service Advisors
and Managers

Increased
inspections should
result in more hours
sold on

reccomended
maintenace

02/01/2022-09/30/20
22

Daily check in with
Service advisors.
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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 need the Service CDK report once a month to run calculate our ELR on customer pay, internal and
warranty. | will also need a monthly financial statement to calculate hours billed based on Labor Sales/ELR.
Checking in with these calculations once a month.

Potential Obstacles? Potential Solutions?

Selling enough hours. Training especially for QL and SA. Asking for
the sale and increasing Hours per RO. We also
just implemented a service scheduler to fill our
appoinment schedule. So getting more people
through the door and selling more.

Getting the team to buy in. Show the team the added benefits of increased
proficiency. Increases in pay and hours turned.

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

0000

If we increase our tech prficiancy to 100% our labor sales would have gone from 107k to 160K in the study
month. With our current Gross profit percentage we need 130k in sales to break even. We can more than break
even with the increase of our proficiency.

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.

Hopefully the staff reconizes what the shop can produce and how it benfits them finacially. If everything is
running smoothly then | believe a quartly check in with the Service Manager and Parts Manager would help
keep policies in place and maybe even develop better policies based on what they see.
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	How does this goal align with or support your dealers vision: I want to increse our technician proficiency from 63.64% to 100% by the end of the 3rd quarter of 2022. 
	2020 National Automobile Dealers Association All Rights Reserved: This goal, I believe, is vital to our service department. Right now, running at 63%, we are losing a lot of opportunity and cash. The benefits would be that we would no longer be running a net negative department. Increasing our sales and hours turned will help offset expenses and get us in the black. 
	SPECIFIC ACTION STEPRow1: Training for SA and Quick lane
	NECESSARY RESOURCESRow1: Sales Training from OEMand Third Party
	ACCOUNTABLE PERSONSRow1: Service Manager
	EXPECTED RESULTRow1: Increased hours per RO. A more balanced split of Comp/Main to Repair
	START END  CHECK POINT DATESRow1: 02/01/2022-09/30/2022



Checking in monthly. 
	SPECIFIC ACTION STEPRow2: Determine a Parts ordering process. 
	NECESSARY RESOURCESRow2: We need the team to all be on board with this. 
	ACCOUNTABLE PERSONSRow2: Servie advisors.

Parts Manager
	EXPECTED RESULTRow2: Service advisors need to consilt with techs and order correct parts. Tech no longer orders parts wasting time
	START END  CHECK POINT DATESRow2: 02/01/2022-09/30/2022



Checking in weekly with Parts Manager.
	SPECIFIC ACTION STEPRow3: Make our two Parts Counter people parts runners. 
	NECESSARY RESOURCESRow3: Need Ok from GM to tie in a small bonus for counterpeople based on Tech Prof%
	ACCOUNTABLE PERSONSRow3: Parts Manager
	EXPECTED RESULTRow3: Parts being ran to techs eliminating our biggest time waste of techs meeting at parts counter
	START END  CHECK POINT DATESRow3: TBD: Based on Convo with GM



Checking in weekly with Parts Manager. 
	SPECIFIC ACTION STEPRow4: Have cars parked in bays the night before/early morning before techs arrive
	NECESSARY RESOURCESRow4: SA or Service Manager needs to take the last hour of the day or first hour of the day to somplete this
	ACCOUNTABLE PERSONSRow4: Service Manager
	EXPECTED RESULTRow4: Vehicles are parked in bays and instantly ready to be worked on. No searching for car/keys
	START END  CHECK POINT DATESRow4: 02/01/2022-09/30/20



Weekly check in. 
	SPECIFIC ACTION STEPRow5: Mandatory SA walk around/inspection
	NECESSARY RESOURCESRow5: Multipoint inspection Documents
	ACCOUNTABLE PERSONSRow5: Service Advisors and Managers
	EXPECTED RESULTRow5: Increased inspections should result in more hours sold on reccomended maintenace. 
	START END  CHECK POINT DATESRow5: 02/01/2022-09/30/2022



Daily check in with Service advisors. 
	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 need the Service CDK report once a month to run calculate our ELR on customer pay, internal and warranty.  I will also need a monthly financial statement to calculate hours billed based on Labor Sales/ELR. Checking in with these calculations once a month. 
	A_2: Selling enough hours. 











Getting the team to buy in. 








	A_3: Training especially for QL and SA. Asking for the sale and increasing Hours per RO. We also just implemented a service scheduler to fill our appoinment schedule. So getting more people through the door and selling more. 



Show the team the added benefits of increased proficiency. Increases in pay and hours turned. 
	R: If we increase our tech prficiancy to 100% our labor sales would have gone from 107k to 160K in the study month. With our current Gross profit percentage we need 130k in sales to break even. We can more than break even with the increase of our proficiency.
	S: Hopefully the staff reconizes what the shop can produce and how it benfits them finacially. If everything is running smoothly then I believe a quartly check in with the Service Manager and Parts Manager would help keep policies in place and maybe even develop better policies based on what they see. 


