NADA oo

SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

o Specific m Measurable o Relevant o Time bound

ll

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

I will increase my technician proficiency from 68.3% to 125% (NADA guide) by June 30, 2023.

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?

Benefits:

- more motivated technicians

- maximize technician performance
- satisfied technicians

- ability to hit performance goals

- more gross

- less time to complete jobs

- more efficient and more effective

Consequences:

- unmotivated technicians

- low performance

- lower morale in the service department

- less gross

- missmanaged time spent

- not as efficient and effective as we can be
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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

SPECIFIC ACTION/
STEP

NECESSARY
RESOURCE(S)

ACCOUNTABLE
PERSON(S)

EXPECTED RESULT

START, END, &
CHECK POINT
DATES

Package repetetive
items

have common job
items package
together

parts department to
box or shrink wrap
the items

service to give RO #
with common parts

save time while
getting parts for the
technicians

Start packaging
items now, have
packaged items by
March 31, and
monitor monthly

RO fill rate reports

Parts manager to
run the reports
through DMS

Parts manager

Parts manager will
be able to monitor
and see how good
our RO fill rate is

and try to make
necessarv

Run at the end of
each month to see
how we are doing
and if there needs to
be adjustments

Common part
request system

Technicians to
record if the parts
are available

Service tech to
record RO#, part #
and description
Parts manager and

Service manager to
review

Changing what parts
we keep on hand in
order to be more
proficient

Start tracking now,
and go over what is
on the list at the end
of each month

Monitor proficiency

Service manager to
calculate proficiency
on a regular basis
(hours

produced/hours
availahle)

Service manager
Service technicians

Can track daily,
weekly or monthly in
order to make
adjustments to hit
125%

Track weekly, and
monthly and if
needed can check in
and see daily

Culture change

Managers to
implement a more
positve workplace
through proficiency

All parties involved
in order to change
culture

Create a better
culture that is more
motivated and
positive

Immediately start
and monitor weekly

More rigid rules for
technicians

setting rules and
regulations within
the service
department

Service manager
and technicians

employees to be
ready to work when
they are supposed
to and work

efficently and
effactivelv

immediately start
and monitor weekly

Incentives for
technicians

Incentivize techs
through positve
inforcement or
rewards

service manager
and technicians

more efficient and
effective service
technicians and
higher morale in
service

start immediately
and monitor monthly
for rewards and use
positive
reinforcement on a
reaiilar hasis

Incentives for parts

incentivize parts
through positive
reinforcement or
rewards

parts manager and
parts people

more efficient and
effect parts
department and
higher morale.
Change

comnensation to

start immediately
and monitor monthly
for rewards and use
positive
reinforcement on a

reqiilar hagig
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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?

Service manager can calculate proficiency on a daily, weekly or monthly basis and can track each individual
technician or the whole department. | would probably say track individual proficiency on a weekly basis to start
and then once everything is implemented and the department has hit NADA guide then it can be tracked by the
whole department weekly and individually tracked on a monthly basis.

Potential Obstacles? Potential Solutions?
- techs stuck in their ways - incentive and monitor techs on a regular basis
- parts unwilling to change and enforce rules and implement consequences
- service manager does not want to do the if they do not change
calculations due to time - incentive and monitor the parts department on
- techs are lacking training to be more proficient a regular basis and implement consequences
- parts dont bundle properly - show the benefits of tracking and doing the

calculations

- ensure all techs are properly trained for the job
they are doing to ensure proficiency

- proper communication between service and
parts to ensure proper bundling and better
interactions between the 2 departments

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

0000

increase technician value. Profit value currently is $12, 641 and if we were to be at 100% proficency we would
be at $18,511 and at 120% we would be at $22,213.

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.

Service manager will have to continue doing the weekly profiency calculations for the department and monthly
for each individual technicians. The service manager will have to encourage and reward the good work of the

individual technicians and for the department as a whole. Keep technicians responsible for themselves and for
the department and if our proficiency goes down then investigate and make adjustments to increase the

oroficiencv once aaain.
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	How does this goal align with or support your dealers vision: I will increase my technician proficiency from 68.3% to 125% (NADA guide) by June 30, 2023.
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- more motivated technicians

- maximize technician performance

- satisfied technicians

- ability to hit performance goals

- more gross

- less time to complete jobs

- more efficient and more effective



Consequences:

- unmotivated technicians

- low performance

- lower morale in the service department

- less gross

- missmanaged time spent

- not as efficient and effective as we can be


	SPECIFIC ACTION STEPRow1: Package repetetive items
	NECESSARY RESOURCESRow1: have common job items package together
	ACCOUNTABLE PERSONSRow1: parts department to box or shrink wrap the items

service to give RO # with common parts
	EXPECTED RESULTRow1: save time while getting parts for the technicians
	START END  CHECK POINT DATESRow1: Start packaging items now, have packaged items by March 31, and monitor monthly
	SPECIFIC ACTION STEPRow2: RO fill rate reports
	NECESSARY RESOURCESRow2: Parts manager to run the reports through DMS
	ACCOUNTABLE PERSONSRow2: Parts manager
	EXPECTED RESULTRow2: Parts manager will be able to monitor and see how good our RO fill rate is and try to make necessary adjustments
	START END  CHECK POINT DATESRow2: Run at the end of each month to see how we are doing and if there needs to be adjustments
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	ACCOUNTABLE PERSONSRow3: Service tech to record RO#, part # and description

Parts manager and Service manager to review
	EXPECTED RESULTRow3: Changing what parts we keep on hand in order to be more proficient
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	NECESSARY RESOURCESRow4: Service manager to calculate proficiency on a regular basis (hours produced/hours available)
	ACCOUNTABLE PERSONSRow4: Service manager

Service technicians
	EXPECTED RESULTRow4: Can track daily, weekly or monthly in order to make adjustments to hit 125%
	START END  CHECK POINT DATESRow4: Track weekly, and monthly and if needed can check in and see daily
	SPECIFIC ACTION STEPRow5: Culture change
	NECESSARY RESOURCESRow5: Managers to implement a more positve workplace through proficiency
	ACCOUNTABLE PERSONSRow5: All parties involved in order to change culture
	EXPECTED RESULTRow5: Create a better culture that is more motivated and positive 
	START END  CHECK POINT DATESRow5: Immediately start and monitor weekly
	SPECIFIC ACTION STEPRow6: More rigid rules for technicians
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	EXPECTED RESULTRow6: employees to be ready to work when they are supposed to and work efficently and effectively
	START END  CHECK POINT DATESRow6: immediately start and monitor weekly
	SPECIFIC ACTION STEPRow7: Incentives for technicians
	NECESSARY RESOURCESRow7: Incentivize techs through positve inforcement or rewards
	ACCOUNTABLE PERSONSRow7: service manager and technicians
	EXPECTED RESULTRow7: more efficient and effective service technicians and higher morale in service
	START END  CHECK POINT DATESRow7: start immediately and monitor monthly for rewards and use positive reinforcement on a regular basis
	SPECIFIC ACTION STEPRow8: Incentives for parts
	NECESSARY RESOURCESRow8: incentivize parts through positive reinforcement or rewards
	ACCOUNTABLE PERSONSRow8: parts manager and parts people
	EXPECTED RESULTRow8: more efficient and effect parts department and higher morale.  Change compensation to hours produced in shop
	START END  CHECK POINT DATESRow8: start immediately and monitor monthly for rewards and use positive reinforcement on a regular basis
	A: Service manager can calculate proficiency on a daily, weekly or monthly basis and can track each individual technician or the whole department.  I would probably say track individual proficiency on a weekly basis to start and then once everything is implemented and the department has hit NADA guide then it can be tracked by the whole department weekly and individually tracked on a monthly basis.
	A_2: - techs stuck in their ways

- parts unwilling to change

- service manager does not want to do the calculations due to time 

- techs are lacking training to be more proficient

- parts dont bundle properly


	A_3: - incentive and monitor techs on a regular basis and enforce rules and implement consequences if they do not change

- incentive and monitor the parts department on a regular basis and implement consequences

- show the benefits of tracking and doing the calculations

- ensure all techs are properly trained for the job they are doing to ensure proficiency

- proper communication between service and parts to ensure proper bundling and better interactions between the 2 departments
	R: increase technician value.  Profit value currently is $12, 641 and if we were to be at 100% proficency we would be at $18,511 and at 120% we would be at $22,213.
	S: Service manager will have to continue doing the weekly profiency calculations for the department and monthly for each individual technicians.  The service manager will have to encourage and reward the good work of the individual technicians and for the department as a whole.  Keep technicians responsible for themselves and for the department and if our proficiency goes down then investigate and make adjustments to increase the proficiency once again.


