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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.”
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| want to increase tech proficiency from 75% to 88% and facility utilization from 36% to 42% by the end of 2022.
Right now we are only billing 633 hours of the available 836. If we increase that to 740 hours billed, this goal will
be accomplished. We don't utilize our flat stalls to work on other jobs while waiting for parts or customer
approvals. (Our techs are paid an hourly rate, not flat rate) They are too often standing around waiting for
someone to tell them what to do next.

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?
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The main benefit of achieving this goal is to increase profit. We are in a small town of farmers and factories.
Hard work has been taught throughout the generations of customers that we have coming here. It doesn't make
a very good impression if two of our four techs are standing at the service counter waiting around. Our
customers should see everyone busy so they feel like they're getting their money's worth for our service. The
technicians will feel like they have accomplished more during their day. If we don't start making a change, the
proficiency rate will continue to go down as people get more and more comfortable not staying busy. This is
important to me because | feel like we could and should be doing a much more thorough job of taking care of
people's vehicles. There are several small non-dealer shops around us, and right now, | don't think we stand out
from them when focusing on our service department.
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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.
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SPECIFIC ACTION/
STEP

NECESSARY
RESOURCE(S)

ACCOUNTABLE
PERSON(S)

EXPECTED RESULT

START, END, &
CHECK POINT
DATES

Plan out the day's
schedule before
techs get here,
including jobs to fill
empty time

Use a spreadsheet
to make a schedule
for techs to read and
see what they have
going on for the day.

Service Manager

Better work flow,
and less standing
around

Have resources
ready to implement
3/1/22, monitor daily
for 2 weeks, then
audit weekly

Look at service
history when making
appointments to see
what maintanance is
recommended

Resource for
owners manuals
(GM Global)

Service Manager
Service Advisor

Increased hours sold
Increased sales

Train on resources
by 3/1/22, review
RO's daily for the
first month

Do multi-point
inspections with

Training for techs

Service Manager
Service Advisor

Increase in labor
and parts sales

Train all involved by
3/1/22, implement

services and parts

resources, GM
training videos

offer bonuses on
reaching goals.

every visit 3/1/22, perform
random audits per
tech weekly
Track each tech's RO tech data and Megan (HR Increased Have starting point
individual profiency |graphing resources |[manager and encouragement and |ready end of Feb,
level to encourage  |(Excel or Google office/service morale with the calculate monthly
growth Sheets) assistant) techs, offer bonuses
for improvement
Train on upselling NADA training Tara Increase in sales, Start training 3/1/22,

Check progress
3/15/22, Complete
by 3/31/22
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SERVICE OPERATIONS HOMEWORK — ACTION PLAN
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How will you track your progress? Where will you find the information? How often will you check in?

I will utilize the spreadsheets from NADA to track our progress month after month using our financial statement
and RO analysis. | should see not only an increase in gross profit, but an increase in tech proficiency on the
Actual Service Analysis calculation and an increase in facility utilization.

Potential Obstacles? Potential Solutions?

1. Convincing the employees to get on board 1. We should have a meeting explaining the
current profiency and utilization rates and the

2. Spending the extra time on multi-pt insp benefits improvement.

when we already only charge $10 for labor on

an oil change 2. Ask other dealers how they manage to fit
multi-point inspections into a small amount of

3. Breaking out of the comfort zone to upsell time

4. Getting the customers used to the new 3. Train on sales procedures

processes

4. Explain to customers the importance of
preventive maintenance on their vehicles

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

0000

With our current labor rate, which we increased at the start of January, increasing hours billed by 107 hours will
increase customer pay labor sales by about $10,900.

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.

Once this goal is achieved by the end of the year, my sister and | will spot check that processes are continually
followed. We will review the actual numbers using the spreadsheets on a quarterly basis rather than monthly to

verify.
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2. Spending the extra time on multi-pt insp when we already only charge $10 for labor on an oil change



3. Breaking out of the comfort zone to upsell



4. Getting the customers used to the new processes
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2. Ask other dealers how they manage to fit multi-point inspections into a small amount of time



3. Train on sales procedures



4. Explain to customers the importance of preventive maintenance on their vehicles
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