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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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| would like to increase our facility utilization. Service was the number one reason i took this course. | wanted a
better understanding of what i should expect from service at its full potential. For the past 3-4 years we have
seem to max out at 150K in gross profit and have yet to surpase this. Doing the calculations and understanding
the why's now i intend to fix this and get closer to its full potential of $332,274. Currently i am at 26.88%
utilization and would love to see that changed.

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

Over all my vision is to see each bay run at its full potential and become a profitable space not be used as the
techs sees fit and ran as an individual business. My service manager needs to view each bach as a profit center
and utilize it that way.

The benefits utilizing each bay to its full potential would increase our net profit in the service department.
Currently we are netting 4300 a month. | expect this net profit to increase to $273,346 with the expesense
staying relatively close or the same.

Consequences of not achiving this would be a change in management of the service department. Yes we only
have 6 techs at the current time but we are not utilizing what we have to its potential.

This goal is very important to me because its hidden profit that no one has paid attention to and tried to correct.
Not with this class i have a better understanding of how to coach the service manager and what to pay attention
to to achieve this goal.
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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

effective labor rates
and tech efficiency

efficiency

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE ; s
STEP RESOURCE(S) | ~ PERSON(s) |FXPECTEDRESULT)  CHECE FOINT
meeting with the NADA guide lines Service manager reach the nada 8-1-2022
service manager for avg elr and giudes
and correcting the  |nationwide tech 02-1-2023

Hire 4 more techs 1
being a quick lube
tech

My self (gm) &
service manager

maintain the 8+
techs needed for my
facility size

asap, (have hired
one tech since)
02-01-2023

average ro sales per
advisor and set a
sales needed goal
per advisor to break
ever per day and

daily service advisor
sales

Svc Manager

to get each advisor
to reach the goal of
111.50 ELR

08-01-2022

increase tech
proficiency from
86% to min. 100%

daily work evaluation
and tech punched
hours for the week

SVC manager

To get every tech to
100% proficiency

8-1-2022
2-01-2023

Establish teams to
reduce traffic jams in
the shop, assign two
advisors to a team
and an A tech for

my self and svc
manager

put policies and
procedures in place
to help achieve over
all goal of the shop.
less

8-1-2022
8-1-2022

Adjust parts mark up
for internal. currently
at 29%

financial statement

parts manager & svc
manager

get the nada guide
of 41% mark up on
our number one
customer

8-1-2022
8-1-2022

implement a carry
over sheet process.
currently not in place

advisors and svc
manager daily
production

svc mng & advisors

to get a better
system in place to
coordinate future
appointments and
manage the

8-1-2022
12-1-2022
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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?

Every Monday i will check each advisors effective labor rate and have meetings with those running low. Over alll
goal per advisor will be 111.50. They will be spiffed at such number,

Techs will get a monthly bonus at 110% proficiency alleviating the manager from having to push said techs to it
they will be compensated to push harder and faster.

Potential Obstacles? Potential Solutions?
Possible excuses and resistance from the older Coaching and showing them why these
service advisors that may not want to accept the numbers are important. | believe most of them
changes would want to fix these erros if they new why.

Alos bonus them on hitting weekyl ELR goals

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

0000

| expect to pick up an additional 270,000 in profit from these changes

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.

Weekly mandatory goal meetings and tracking where they stand. Putting goal achievement bonuns to ensure
they are aiming for the same end result will help keeping old dogs to reverting back to their old ways.

©2021 National Automobile Dealers Association. All Rights Reserved. 3



	How does this goal align with or support your dealers vision: I would like to increase our facility utilization. Service was the number one reason i took this course. I wanted a better understanding of what i should expect from service at its full potential. For the past 3-4 years we have seem to max out at 150K in gross profit and have yet to surpase this. Doing the calculations and understanding the why's now i intend to fix this and get closer to its full potential of $332,274. Currently i am at 26.88% utilization and would love to see that changed.
	2020 National Automobile Dealers Association All Rights Reserved: Over all my vision is to see each bay run at its full potential and become a profitable space not be used as the techs sees fit and ran as an individual business. My service manager needs to view each bach as a profit center and utilize it that way.

The benefits utilizing each bay to its full potential would increase our net profit in the service department. Currently we are netting 4300 a month. I expect this net profit to increase to $273,346 with the expesense staying relatively close or the same.

Consequences of not achiving this would be a change in management of the service department. Yes we only have 6 techs at the current time but we are not utilizing what we have to its potential.

This goal is very important to me because its hidden profit that no one has paid attention to and tried to correct. Not with this class i have a better understanding of how to coach the service manager and what to pay attention to to achieve this goal.
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