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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

o Specific m Measurahle 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 increase tech proficiency by 35% by June 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

The benefits of achieving this goal is an increase in labor sales, which increases parts sales. With both of the
increases resulting in a greater gross profit. As well as happier employees making more money.

The consequences of not achieving the goal will be less happy employees that may seek work elsewhere. Need
to find different ways of either increasing gross or decreasing costs which could result in layoffs.

The goal is important to me because this plan is a win/win for all by the more the dealership can make, the
more the techs can make.
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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

reporting (currently
oil change hours not
reporting accurately)

Office Manager

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEﬂ(TEgINT
make sure all sold Daily RO's Service Manager increase in listed start immediately,
labor hours are and Accounting sold labor hours check daily

better multi point
inspections in
service drive for
planting seeds of
upselling work

training for advisors

advisors and service
manager

more detailed multi
point inspections by
showing instead of
just telling

start immediately,
check daily that
inspection listed on
each RO

techs using video to
send to customer for

smart phone/camera
training

techs
advisors

further detail of what
vehicle needs by

start 2-16-22.
check videos sent

bed

outside of bay
chasing parts or
finding car

recommended work |software systemto |[service manager seeing instead being |weekly for
effectively use told. creating more  |improvements
technology legitimacy to what is
stated
use of parts runner |shopping cart/flat parts counter less time for techs start 2-1-22.

check daily the
runner is being
utilized

implement software
system for techs to

new CDK software
that has digital

service manager
parts manager

more immediate
guotes to customers

start 3-1-22.
check weekly

diagnose and see checklist which is advisors which decreases
parts available synced with parts techs dead time
quicker inventory, pricing
and lahar
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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?

0000

Progress will be tracked by weekly reports to see if there is an increase in overall proficiency. Taking the
average of all techs now and comparing it against average each week moving forward.

Potential Obstacles?

-Shags in new software

-older advisors/techs being resistant to changes
-keeping parts counter accountable for running
parts and not small talking techs

-staying on top of reporting of hours sold for oil
changes being documented appropriotely

Potential Solutions?

-extensive training for advisors on walk arounds
-ongoing training for techs on video inspections
-training on new software

-offering incentive bonuses to parts counter for
aiding in keeping techs busy

-offering proficiency bonus to techs based on
improvements

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

0000

By increasing tech proficiency by 35% (50.94% to 85.94%) would result in increasing profit value by $6232

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.

In order to ensure the policies and procedures continue, the bonuses will remain in place for everyone to
conitnue trying to improve. The service manager will continue audits as well as continuous training to keep the

info fresh and not obselete.
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	How does this goal align with or support your dealers vision: I want to increase tech proficiency by 35% by June 2022.
	2020 National Automobile Dealers Association All Rights Reserved: The benefits of achieving this goal is an increase in labor sales, which increases parts sales. With both of the increases resulting in a greater gross profit. As well as happier employees making more money. 



The consequences of not achieving the goal will be less happy employees that may seek work elsewhere. Need to find different ways of either increasing gross or decreasing costs which could result in layoffs.



The goal is important to me because this plan is a win/win for all by the more the dealership can make, the more the techs can make. 
	SPECIFIC ACTION STEPRow1: make sure all sold labor hours are reporting (currently oil change hours not reporting accurately)_
	NECESSARY RESOURCESRow1: Daily RO's


	ACCOUNTABLE PERSONSRow1: Service Manager and Accounting Office Manager
	EXPECTED RESULTRow1: increase in listed sold labor hours
	START END  CHECK POINT DATESRow1: start immediately, check daily
	SPECIFIC ACTION STEPRow2: better multi point inspections in service drive for planting seeds of upselling work
	NECESSARY RESOURCESRow2: training for advisors
	ACCOUNTABLE PERSONSRow2: advisors and service manager
	EXPECTED RESULTRow2: more detailed multi point inspections by showing instead of just telling
	START END  CHECK POINT DATESRow2: start immediately, check daily that inspection listed on each RO
	SPECIFIC ACTION STEPRow3: techs using video to send to customer for recommended work
	NECESSARY RESOURCESRow3: smart phone/camera

training

software system to effectively use technology


	ACCOUNTABLE PERSONSRow3: techs

advisors

service manager
	EXPECTED RESULTRow3: further detail of what vehicle needs by seeing instead being told. creating more legitimacy to what is stated
	START END  CHECK POINT DATESRow3: start 2-16-22.

check videos sent weekly for improvements


	SPECIFIC ACTION STEPRow4: use of parts runner


	NECESSARY RESOURCESRow4: shopping cart/flat bed
	ACCOUNTABLE PERSONSRow4: parts counter
	EXPECTED RESULTRow4: less time for techs outside of bay chasing parts or finding car
	START END  CHECK POINT DATESRow4: start 2-1-22.

check daily the runner is being utilized
	SPECIFIC ACTION STEPRow5: implement software system for techs to diagnose and see parts available quicker
	NECESSARY RESOURCESRow5: new CDK software that has digital checklist which is synced with parts inventory, pricing and labor
	ACCOUNTABLE PERSONSRow5: service manager

parts manager

advisors

techs
	EXPECTED RESULTRow5: more immediate quotes to customers which decreases dead time
	START END  CHECK POINT DATESRow5: start 3-1-22.

check weekly 
	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: Progress will be tracked by weekly reports to see if there is an increase in overall proficiency. Taking the average of all techs now and comparing it against average each week moving forward. 
	A_2: -Snags in new software

-older advisors/techs being resistant to changes

-keeping parts counter accountable for running parts and not small talking techs

-staying on top of reporting of hours sold for oil changes being documented appropriotely 


	A_3: -extensive training for advisors on walk arounds

-ongoing training for techs on video inspections

-training on new software

-offering incentive bonuses to parts counter for aiding in keeping techs busy

-offering proficiency bonus to techs based on improvements
	R: By increasing tech proficiency by 35% (50.94% to 85.94%) would result in increasing profit value by $6232
	S: In order to ensure the policies and procedures continue, the bonuses will remain in place for everyone to conitnue trying to improve. The service manager will continue audits as well as continuous training to keep the info fresh and not obselete. 


