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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle o 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

My goal to is improve our Tech Proficiency from 97.93% to 112% by October 1st, 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

Our Dealership Service & Parts Departments Vision is to "Create A Lifetime Customer By Making It Easy To Do
Business With Us". Increasing Tech Proficiency is in alignment with our vision by making sure customers
vehicles are coming into the Service Department and returning to the customer fix right the first time in a timely
manner. If we fail to improve our Tech Proficiency our shop ultimately will be in a very tough short term position
and even greater long term risk for the entire dealership with loss customers.

This is important to me be because over the last seven years | have watched our Service Department go
through many struggles without any ability to have an impact. Last month | took over as General Manager so

the changes we create will directly and indirectly impact my entire team. My desire is to help my team shine like
| know they are capable of.
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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

Scheduling In Our
BDC By Having The
Assistant Service
Manager Training

Types Of Jobs
Takes Precedence.
Quick Reference
Material And Get

Assistant Service
Manager & BDC
Lead.

Balance Of
Maintenance to
Warranty Repair.

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| CHECK POINT
DATES
Improve The Training of What Service Manager, Improve A Better Starts Jun 6, 2022

Review Every Friday
6/10/22, 6/17/22,
6/24/22,7/1/22,
718122, 7/15/22,

Clean Up Our Parts

Organize Our Parts

Parts Manager &

Identify What Parts

Starting 6/1/2022.

Department. Department & Do Fixed Ops Director |We Have And Dont | Ending 6/30/22
Inventory. Also Improving Time | Review - 6/10/2022,
For Techs To Get 6/20/2022,
Parts. 6/27/2022
Improve Changing Two General Manager & |Redirect One & Starting Date:
Relationships Individuals Use Of | Service Manager Release The Other [06/1/2022
Between Tech & Their Time From To Create Havoc In | End Date:
Management Creating Drama To Another Shop. 06/17/2022
Regarding Respect. [Working On Constant
Improve Our Train More Than 1 Dispatcher, Service |Have Multiple Starting Date:

Time Clocks

Turn On All Features
And Training Staff

By Being Able To
Properly Tracking
And Improve.

Dispatching Process | Person To Handle Manager, Shop People Trained To | 6/13/2022
Dispatching. Foreman Handle Dispatching |[Ending Date:
& How To Maximize |7/11/2022
The Shop So There
Install Electronic CDK Trainers To General Manager Improve Techs Time | Starting Date:

8/2/2022

Ending Date:
8/5/2022
Contracted Time

Analyze Our RIM
Usage And Adjust

| Will Need To

Complete Class On
RIM To Understand
The Current Usage.

Service Manager

Improve Our Parts
Inventory To Haver
The Parts The
Techs Need Instead
Of Relying On VORs

RIM Training For
Myself Start
6/6/2022.

Meeting With Parts
Manager 6/17/2022
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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?

During My Daily Reports | Can Observe The Overall Progression Of The Tech Proficiency. On Friday Morning, |
Will Dive Into The Numbers And Review With My Fixed Ops Director, Service Manager, Assistant Service
Manager, and Parts Manager. We Can Review The Adjustments We Made From Week Prior And Discuss
Adjustments For The Week Ahead.

Potential Obstacles? Potential Solutions?
My Obstacles Are Going To Be Solutions For My Obstacles Are Easy At Initial
- Previously Poor Employee Training Look But Get More Complex As You Apply.
- Numerous Inexperienced Personnel - Parts Need Significant Training
- Pride Against Change - Educating/Training New Personnel
- Disorganization - Slow Change With Team Buy In Instead of
- Negativity Within Team Dictating Change
- Inaccurate Tracking - Find Team Member With In Parts Who Has
- Factory Parts Distribution Network The Natural Skill Of Order To Be Tasked With
- Parts Receiving Process Lead
- Efficiency Of RIM Usage - Teams Meeting And Changing Up Some Of

The Negative Personnel To Reduce Negativity.
- Adjust Current Systems & Processes For

Drannr Tranlinn

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

0000

Currently Our Service Department Is Not Creating A Net Profit. With These Changes We Will Go From A
Negative Monthly Net Profit To A Minimum of $34,957 Net Profit.

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.

Achieving This Will Be A Team Accomplishment So We Will Have A Team Lunch And Create The Focus For
Our Next Goal That Builds On This One. So For Us To Move On We Must Maintain The Success Of Our
Current Accomplishment.
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	How does this goal align with or support your dealers vision: My goal to is improve our Tech Proficiency from 97.93% to 112% by October 1st, 2022.
	2020 National Automobile Dealers Association All Rights Reserved: Our Dealership Service & Parts Departments Vision is to "Create A Lifetime Customer By Making It Easy To Do Business With Us". Increasing Tech Proficiency is in alignment with our vision by making sure customers vehicles are coming into the Service Department and returning to the customer fix right the first time in a timely manner. If we fail to improve our Tech Proficiency our shop ultimately will be in a very tough short term position and even greater long term risk for the entire dealership with loss customers.

This is important to me be because over the last seven years I have watched our Service Department go through many struggles without any ability to have an impact. Last month I took over as General Manager so the changes we create will directly and indirectly impact my entire team. My desire is to help my team shine like I know they are capable of.
	SPECIFIC ACTION STEPRow1: Improve The Scheduling In Our BDC By Having The Assistant Service Manager Training The BDC Throughout The Day To Improve Scheduling.
	NECESSARY RESOURCESRow1: Training of What Types Of Jobs Takes Precedence. Quick Reference Material And Get Everyone Proficient With JLR CRM tool.
	ACCOUNTABLE PERSONSRow1: Service Manager, Assistant Service Manager & BDC Lead.
	EXPECTED RESULTRow1: Improve A Better Balance Of Maintenance to Warranty Repair.
	START END  CHECK POINT DATESRow1: Starts Jun 6, 2022
Review Every Friday
6/10/22, 6/17/22, 6/24/22,7/1/22, 7/8/22, 7/15/22, 7/22/22, 7/29/22, 8/5/22, 8/12/22, 8/19/22, 8/26/22, 9/2/22, 9/9/22, 9/16/22, 9/23/22, 9/30/22.
Ending October 1, 2022.
	SPECIFIC ACTION STEPRow2: Clean Up Our Parts Department.
	NECESSARY RESOURCESRow2: Organize Our Parts Department & Do Inventory.
	ACCOUNTABLE PERSONSRow2: Parts Manager & Fixed Ops Director
	EXPECTED RESULTRow2: Identify What Parts We Have And Dont Also Improving Time For Techs To Get Parts.
	START END  CHECK POINT DATESRow2: Starting 6/1/2022.
Ending 6/30/22
Review - 6/10/2022,
6/20/2022, 6/27/2022
	SPECIFIC ACTION STEPRow3: Improve Relationships Between Tech & Management Regarding Respect.
	NECESSARY RESOURCESRow3: Changing Two Individuals Use Of Their Time From Creating Drama To Working On Vehicles.
	ACCOUNTABLE PERSONSRow3: General Manager & Service Manager
	EXPECTED RESULTRow3: Redirect One & Release The Other To Create Havoc In Another Shop.
	START END  CHECK POINT DATESRow3: Starting Date: 06/1/2022
End Date: 06/17/2022
Constant Maintenance of one tech with Bi-Weekly Reviews for the next 90 days.
	SPECIFIC ACTION STEPRow4: Improve Our Dispatching Process
	NECESSARY RESOURCESRow4: Train More Than 1 Person To Handle Dispatching. 
	ACCOUNTABLE PERSONSRow4: Dispatcher, Service Manager, Shop Foreman
	EXPECTED RESULTRow4: Have Multiple People Trained To Handle Dispatching & How To Maximize The Shop So There Can Be A Joint Front With Work Given Out.
	START END  CHECK POINT DATESRow4: Starting Date: 6/13/2022
Ending Date: 7/11/2022

	SPECIFIC ACTION STEPRow5: Install Electronic Time Clocks
	NECESSARY RESOURCESRow5: CDK Trainers To Turn On All Features And Training Staff
	ACCOUNTABLE PERSONSRow5: General Manager
	EXPECTED RESULTRow5: Improve Techs Time By Being Able To Properly Tracking And Improve.
	START END  CHECK POINT DATESRow5: Starting Date: 8/2/2022
Ending Date: 8/5/2022
Contracted Time With CDK.
	SPECIFIC ACTION STEPRow6: Analyze Our RIM Usage And Adjust
	NECESSARY RESOURCESRow6: I Will Need To Complete Class On RIM To Understand The Current Usage.
	ACCOUNTABLE PERSONSRow6: Service Manager
	EXPECTED RESULTRow6: Improve Our Parts Inventory To Haver The Parts The Techs Need Instead Of Relying On VORs  (Overnights) Which We Are At 63% Of All Ordered Parts.
	START END  CHECK POINT DATESRow6: RIM Training For Myself Start 6/6/2022.
Meeting With Parts Manager 6/17/2022 To Review RIM. Biweekly Meeting Till Oct 1, 2022.
	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: During My Daily Reports I Can Observe The Overall Progression Of The Tech Proficiency. On Friday Morning, I Will Dive Into The Numbers And Review With My Fixed Ops Director, Service Manager, Assistant Service Manager, and Parts Manager. We Can Review The Adjustments We Made From Week Prior And Discuss Adjustments For The Week Ahead.
	A_2: My Obstacles Are Going To Be 
- Previously Poor Employee Training
- Numerous Inexperienced Personnel
- Pride Against Change
- Disorganization
- Negativity Within Team
- Inaccurate Tracking
- Factory Parts Distribution Network
- Parts Receiving Process
- Efficiency Of RIM Usage

	A_3: Solutions For My Obstacles Are Easy At Initial Look But Get More Complex As You Apply.
- Parts Need Significant Training
- Educating/Training New Personnel
- Slow Change With Team Buy In Instead of Dictating Change
- Find Team Member With In Parts Who Has The Natural Skill Of Order To Be Tasked With Lead
- Teams Meeting And Changing Up Some Of The Negative Personnel To Reduce Negativity.
- Adjust Current Systems & Processes For Proper Tracking
- Carry A Larger Parts Inventory To Prevent From Being So Reliant On Manufacturer Parts Distribution Center.
- Having RIM Order More In Advance It Is Less Hedging For The Parts Manager To Do.


	R: Currently Our Service Department Is Not Creating A Net Profit. With These Changes We Will Go From A Negative Monthly Net Profit To A Minimum of $34,957 Net Profit.
	S: Achieving This Will Be A Team Accomplishment So We Will Have A Team Lunch And Create The Focus For Our Next Goal That Builds On This One. So For Us To Move On We Must Maintain The Success Of Our Current Accomplishment.


