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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

9 Specific @ Measurahle 0 Relevant ° Time bound
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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.”

o000

We will increase our shop loading from an average of 25 appointments a day to 40 or more by August 31 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

We have had a failing BDC for some time resulting in shop loading and tempo being way off. Our goal is 400
appointments per month to be generated from outgoing marketing initiatives. Our website leads are not being
actioned at this point causing frustration for our customers. We have lost 6 long term home grown technicians in
the last year causing training issues and potential reduction of our warranty reimbursement rate from General
Motors. Our shop can easily produce 4,000 hours per month, we are currently struggling to reach 3,000. this
has also had an effect on the overall ELR, the work mix has changed dramatically. This clearly has had a huge
effect on the gross profit generated. This reduction in hours represents $128,350 in labor gross, 29,109 in parts
gross and all related shop supply and sublet charges monthly.

We are reinventing the Customer Care Center and changing the relationship with the service department to
ensure there is never a gap in customer touch points like this again. losing this income will not reoccur.

We have been searching for a manager to run this department the last month and have given an employment
offer to a person we feel will lead a team that will challenge the techs to keep up, hope they can step up. We
have hired three techs that do not have dealership experience of any kind and started a mentor training program
to help the apprentices feel there contributions mater and their progress is important to us.

Conservatively we feel we will pick up 160,000 in GP monthly and gain back our customer satisfaction and

retention. Our dealer group consists of five roof tops, We are building a support system that will not allow this
dysfunction to occur at any of our other stores.
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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

care manager to
lead the team.

to locate the staff
required.

General Manager

and put in place.

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| CHECK POINT
DATES
Hire a Customer A HR hiring structure | Doug Airey the staff will be hired August 1 2022

Train the new staff
on the specifics of
the store and GM's
marketing stratigies.

Training material
and process from
our Calgary store.

The Calgary area
manager for Wolfe
automotive and the
Rep from GM and
Myself.

Training will be
underway and
outgoing calls will
begin.

August 15 2022

Direct and ongoing
training from the
service reception

Process to ensure
the training is being
done and progress

The customer care
center manager,
service manager

We will be booking
15 additional
appointments a day

August 30 2022

recruited to allow for
additional work to be
completed daily

required.

added to the team

team and shop is being made. and general

administration. manager

Additional A HR hiring structure | The service Two additional Sept 1 2022
technicians will be | to locate the staff manager technicians will be

Closely monitor
shop distribution
strategy to ensure
thech are being
treated failly.

Technician meetings

The shop foreman
and service
manager.

Some discontent
with the dispatch
priority.

Sept 15 2022

Potentially a staff Technician meetings | The shop foreman Training or Sept 15 2022
member change and service replacement of the
based on tech manager. dispatcher
meetings
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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

Hours sold will be monitored every pay period. the first goal will be to increase hours sold per month by 250 for
the next 3 months. Our DMS system has a great analysis for service performance we will be posting the

numbers in the shop weekly to build momentum.

Potential Obstacles?

Staff, Customer care rep, Techs, Dispatcher if
required.

Not being able to get the work done each day.
Lack of back parts counter staff.
Setting the customers expectation correctly by

the phone staff and the service advisors, we
may not get every job done each day.

Potential Solutions?

We have a very strong HR system, we are
getting several good resumes.

Several of the techs will step up and help if
asked properly. They all have lost income and
want to earn it back.

We will need an additional counter person.

Training support staff to control the conversation
with the customer.

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

0000

We will be generating an additional $160.000 per month between labor, parts, sublets and shop supplies

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.

We will implement a continuous growth strategy. Meetings between shop foreman and the lowest producing
techs monthly to look for ways to improve their production will be scheduled. The service manager and the
customer care manager will meet once a week to look for new ways to increase sales with outgoing marketing

initiatives.
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