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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e 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.”
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All goals seemed to come out to more gross profit assuming we didn't touch expenses or change staffing levels.
Current RO time is 2.5 hours an increase to 2.8 hours per RO by end of Q1 2023 is the goal.

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

Making money while providing an exemplary customer experience is the vision for the dealership. We are well
regarded in the area for service with a very large customer base. If presented properly these 0.3 hours should
not change the way we are viewed and it will not change the vision of the store. Benefits are simple, more
department gross, technicians will perform a more detailed inspection to better inform the customer on the state
of their vehicle, service advisors will then provide a better experience to the customer when detailing any repairs
or maintenances needed on the vehicle and the benefits of doing the work now.

If nothing is done then we don't grow as professionals at our job and we just accept the status quo. Not giving
quality information to a client and something goes wrong would result in a higher repair cost vs a maintenance
item, therefore damaging a reputation of providing an exemplary customer experience.

This goal provides the opportunity to improve our attention to detail from the service advisor to the technician as
well as having an informed client on the complex nature of a newer vehicle.
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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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START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| CHECK POINT
DATES
explanation of goal |none required service advisor understand the goal |Nov. 15 2022,

weekly check points

explanation of goal

none required

technicians,
apprentices

understand the goal

Nov. 15 2022,
weekly check points

review maintenance
guides

none required,
factory training to be
completed

service advisors,
technicians,
apprentices

fill in any gaps from
outdated training

Nov. 15-20. once
training is complete
no further action
needed on this.

Multi Point
inspection sheets
evaluated

printing company or
factory provided
materials needed

Service Manager,
Parts Manager, GM

updated and current
factory guide

Nov. 15-18. once
information is

verified no further
action is needed.

Technicians and
apprentices use new
multi point sheets

new multi point
pages are readily
available

Technicians and
apprentices

better condition
report of vehicle

Nov. 18 and forever.
in the moment
checks

Service advisors to
sell the additional
hours

new multi point
pages for customers
to see

Service Manager

a higher hours per
RO count.

Nov. 18 and forever.
Daily recap of
previous days work

Service MGR to
provide input to
advisors on how to
sell additional hours

possible training for
advisors on the
phone, handling
objections.

Service Manager

ability to sell any
additional work with
confidence

Nov. 18 and forever.
Daily/weekly/month
recap on how the
program is working.
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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?
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| would be added to the email with statistics from the Service Manager to the advisors and technicians. Multi
point forms will be attached to the work order and can be checked for missing information. Any technician or
advisor without a change

Potential Obstacles? Potential Solutions?
technician/apprentice training not done challenge for a 100% training completion
laziness to not complete the inspection form in group outing for goal of 2.8 hours
detalil training program for overcoming objections-
customer objections outside source or from sales leaders.
pay plan vs time needed pay plan adjustment (if needed)

BOTTOM LINE! What is the financial impact (expressed in dollars) of achieving your goal?
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$18647 is the potential increase.

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 have to create the habit where all involved see a benefit. From technicians and advisors to service manager
to general manager need to see where a small change will create a large benefit. All involved will see an
increase in pay. Measured in increments of 0.10 where it's achievable in small pieces eventually adding up to
0.3.
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