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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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Our goal is to increase our service department technician proficiency from 64.64% to 90% by the June 1, 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

This goal aligns well with our dealership vision of continuous improvement and growth. We focus on being
industry best in every category and taking time to focus on keep our inventory accurate will help us accomplish
that.

There are many benefits to achieving our goal.

-Customer experience will be enhanced as we are able to get more customers in the shop daily with increased
capacity.

-Increased technician compensation as they turn more hours.

-Increased service department labor sales and gross.

-Increased parts sales and gross due to more service repairs being completed.

-Increased net profit for both the service and parts departments.

-Faster throughput for the used vehicle department. Average turn for used vehicles is 10 plus days and this will
bring that down to under 5 days.

-Increased fixed overhead covergae for the dealership.

-Increased service appointments.

Some of the consequences for not achieving this goal could be.

-Extended wait times for service appointments.

-Low fixed overhead coverage.

-Underperformance and possible technician turnover.

-Frustration from the used car department in time to complete vehicle inspections.
-Missed sales and gross for the parts department.

This goal is important to achieve growth, increase sales and gross along with net profit and to continue become
stronger in fixed overhead coverage.
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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

is responsible to
achieve these goals.

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEﬂ(TEgINT
Meeting with 2021 FO GM Discuss new goals, [Start: 3/23/2022
Service Manager Woorkbook Service Manager plans and Check: Weekly
and GM. spreadhseet Parts Manager expectations on who |4/4, 4/11, 4/18, 4/25,

5/2, 5/9, 5/16, 5/23,
5/30

Schedule Meeting
(Determine max # of
daily appts or hours
to sell)

Appointment
schedule
Service Advisor

Appt log

Service Manager
Service Advisors

standards for daily
appointments or
hours to sell.

Review previous
week and current

Weekly Technician |Technician Time GM Meet to discuss Weekly
Hours Review Logs Service Manager hours produced by
technician. Any tech
under the 90%
proficiency mark will
have a meetinn
Weekly Technician [Digital or Large Service Manager Allows peer Weekly
Proficiency Tracker [printout of all accountability and
(A log that will be technicians sorted for every tech to
put up in the tech by top proficiency to know how they
lounge and updated |bottom by MTD. stand for MTD
weekh) nroficiencv #'s
Eliminate or reduce [Technician hours GM Explain that in order [Weekly
multiple hoist per turned reports for Service Manager to keep 2 hoist a
tech to 1 hoist per any techs that have tech must be 90%
technician. multiple hoist. proficient for both
hoist. If not, set a
date tno he there
New Technicians FO spreadsheet GM Determine # to hire. |Biweekly
Determine how Tech hours log Service Manager Determine skill set.
many more techs Recruiter Set pay scales and
need to be added to rates.
get to the 90%
nraoficiencv
Weekly Service Total hours report GM Meet to set new Weekly
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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?
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We will track our progress in different ways from reports to logs and as much that can be digital. Most of the
goals will be tracked weekly, or biweekly and a few of them will be MTD.

We will find most of the information in our DMS CDK through the different reports available. Some of the
information will come from the FO2 workbook, nada class material and additional resources like the technician

payroll report.

We will check in weekly on most of these areas that we will be tracking.

Potential Obstacles?

-Technician objecting to increase production.

-Technician becoming upset with losing a hoist.

-Service advisors being concerned with
overloading the shop.

-Concern about keeping additional technicians
busy.

-Concern that techncians view adding new
techs as a threat.

Potential Solutions?

-Share the reasons it makes sense and how
they can make additonal income.

-Help them see the value of every hour and
every hoist.

-Let them know that it is the responsibility of the
service manager to help get the work completed.
-We have the work. Our current appointments
are being scheduled too far out. We are losing
business when we ask customers to wait a
week to come in.

-When we have the work, and technicians are
hitting their 90% proficiency #'s, that will
eliminate these concerns.

BOTTOM LINE! What is the financial impact (expressed in dollars) of achieving your goal?
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Currently we billed 1,784 technician hours and total labor sales were $164,792. When we get to 90%
proficiency, we would increase the technician hours to 2,484 and increase total labor sales to $229,447. This is
a monthly increase of $64,655 not including the additional parts sales and gross that would come with this

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.

Celebrate! Celebrate getting to 90% and set a new goal of getting to 100%. Get feedback and insights from the
team on what it will take to get to 100%. We will continue to have the weekly meetings and monitor the results
of every technician, service advisor and the entire service team. It will be clear to everyone what it takes to
execute and perform at Zeigler Ford Lincoln Elkhart. PRIDE!
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There are many benefits to achieving our goal.

-Customer experience will be enhanced as we are able to get more customers in the shop daily with increased capacity.

-Increased technician compensation as they turn more hours.

-Increased service department labor sales and gross.

-Increased parts sales and gross due to more service repairs being completed.

-Increased net profit for both the service and parts departments.

-Faster throughput for the used vehicle department. Average turn for used vehicles is 10 plus days and this will bring that down to under 5 days.

-Increased fixed overhead covergae for the dealership.

-Increased service appointments.



Some of the consequences for not achieving this goal could be.

-Extended wait times for service appointments.

-Low fixed overhead coverage.

-Underperformance and possible technician turnover.

-Frustration from the used car department in time to complete vehicle inspections.

-Missed sales and gross for the parts department.



This goal is important to achieve growth, increase sales and gross along with net profit and to continue become stronger in fixed overhead coverage.  
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