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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

Increase $20,000 GP of service department by May 31st.

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

At this moment, our customer pay is only 29.85%. We want to double the amount of appointments to bring
customer ROs to 120-150. This will make sure 2 advisors + warranty administrator are dealing with 4
technicians at a front to back ratio 1:1.5.

Based on 22 working days, per advisor will be seeing 7-8 customers each day. This will allow enough time for
upsell.

By doing this, our facility utilization will increase to 68%. It is still under the 75%, but will be a big step up. GP
will increase by near $20,000.

This will also help with fixed absorption percentage to 53%. Again it is below 60%, but big step up from not even
40%.

Consequences if we dont will be big: our shop is significantly under-performing. Everybody's job will be on the
line if we dont bring it up to somewhat normal level. It is important because | will have to explain to the owner
with such a poor performance if we dont.
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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

coordinator

operation training

right now

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHECK POINT
DATES
Training of Phone skills Appointment Book double the Start: today
appointment trainings/ dealership | coordinators appointment as of End: ongoing

Check point: every
morning

Advisor Training

Up-sell training

Advisors

Increase of ELR to
be 76% of GP %

Start: today
End: ongoing

Check point: every
Friday afternoon

Service Manager to
monitor technicians
performance

Monitor closely on
proficiency

Service manager

to get to 100% of
proficiency soon.

Start: today
End: ongoing

Check point: every 3
days

Use different techs
for different jobs

Working with x-time
and CDK to code
each technicians
with different jobs to
perform

Technicians

Use high paying
techs on high tech
rate jobs, and use
low paying techs on
LOF or easy ones.

Start: today
End: ongoing

Check point: every 2
weeks
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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?

Will be tracking CDK appointments for each day, and ask appointment coordinators directly.

| can find the info on CDK and X time.

Will be checking everyday. If not booked as planned, will be asking for reasons (bigger job to finish, training
days, etc)

Potential Obstacles? Potential Solutions?
Technicians might have been too comfortable Change of tech pay plan with bonus structure at
with low productivity from before and straight current straight time setup,
time. There might be push-back on the extra
work. or change to flat rate system with 6.5 hr

guarantee and big bonus if over-achieve.
It may also cause lower job quality with the
increase of work load.

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

0000

Increase of $20,000!

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 and | will be monitoring closely with per day appointment booking as well as technician's
proficiency.

We will be implementing the new performance based pay plan to motivate technicians to ensure they are a big
part of the change, and they will also be pressuring the front with extra work.
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