NADA c.n

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

I will increase the tech proficiency average from 75 % to 80 % for the service department by Jun 30th.

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

This goal aligns with our vision of having a successful service department for the dealership.

The Benefit of achieving this goal is:

- Increase revenue.

- Increase Gross Profit.

- Increase productivity in the Service Department.

- Decrease the unapplied labor time.

- Having a more effective service department.

- Increase the number of billed hours for the service department.

The consequences of not Achieving this goal:

- Running the same way without any improvement or change for the service department.

- Missed opportunity to achieve more gross profit for the service department and the dealership.
- Having significant amount of unapplied labor time.

- Having unsatisfied paid technicians.

This goal is important for me to prove that we have room for improvement in the service department.
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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

The right job for the
right tech.

Trained Technicians.

Service Advisor.

Increase flat hours
per job.

Start on May 1,
check on weekly
basis the progress
until Jun 30th.

Create an
advertising
campaign to bring
new customers to
our service dept.

Efective marketing
agency.

Marketing Director.

Increase the traffic
for the Service
Department with
new customers.

Start the campaign
on May 1st until
June 15th, check
ROl report on a
weekly basis.

Have a second

technician re-check
each work to make
sure we don't pass
any warranty work.

Trained Technicians.

Master Technican

Increase our
warranty labor work.

Start on May 1st,
review with the
technician on
weekly basis untill
Jun 30th.

Run a recall repair
center camping for
our service
department.

Efective marketing
agency.

Marketing Director.

Increase our billed
hours doing the
recall repairs.

Start a recall
campaign on May
1st until June 30th,
track the progress
on weekly basis.

Offer a mobile basic
service with free
multipoint inspection
report.

Moible unit, trained
technician, special
tools.

Service manager

Increase our billed
hours, increase
labor work.

Start on May 1st,
check on weekly
basis the progress,
end date Jun 30th.

Decrease the
discounts of hours
on the repair orders.

Better traning to the
service advisors

Service Manager

Increase the billed
hours.

Start May 1st, check
on weekly basis ,
end date Jun 30th.

Receive any walk-in
customer without an
appointment, don't

reject any customer.

Better traning to the
service advisors,
incentives for walk
in customers.

Service Manager

Increase the billed
hours.

Start May 1st, check
on weekly basis ,
end date Jun 30th.

Offer free pick up
and dropp off

Account with lyft or
uber to pick up and

Service Manager

Increase work in
service, opportunity

Start May 1st, check
on weekly basis the

services. drop off the porters. to bill more hours. progress, end date
Jun 30th.
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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?

I'll check on each friday morning our tech proficiency average to track our progress, I'll use our Internal Lithia
KPI report.

Potential Obstacles? Potential Solutions?
- Overcome the habit of giving discounts for - Having good communication with the Advisors
internal repair orders. and Technicians with an explanation about our
- Customer complaining about the charges goal and how beneficial could be for each one
without giving them a discount. of them including the service department.

- Overcome the habit of the service advisors
adjusting the hours on the Repair Orders.

- Overcome the habit of services advisor
rejecting walk in customers when is close to the
closing time.

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

0000

The financial impact for achieving this goal would be $27,347.58 per month, generating more revenue.

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.

I'll run a report monthly, making sure that we achieve a minimum proficiency average of 80% and not lower than
that. Create a new average proficiency report with a breakdown by service advisors and technician to check the
metrics and have an individual conversation with those who are not in line with our target. The adjusted policies

should be the new habit of work, I’ Il hold accountable the Service Manager to keep our target.
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	How does this goal align with or support your dealers vision: I will increase the tech proficiency average from 75 % to 80 % for the service department by  Jun 30th.
	2020 National Automobile Dealers Association All Rights Reserved: This goal aligns with our vision of having a successful service department for the dealership.



The Benefit of achieving this goal is: 

- Increase revenue. 

- Increase Gross Profit. 

- Increase productivity in the Service Department. 

- Decrease the unapplied labor time. 

- Having a more effective service department. 

- Increase the number of billed hours for the service department. 





The consequences of not Achieving this goal: 

- Running the same way without any improvement or change for the service department. 

- Missed opportunity to achieve more gross profit for the service department and the dealership. 

- Having significant amount of unapplied labor time.

- Having unsatisfied paid technicians. 





This goal is important for me to prove that we have room for improvement in the service department.
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	A: I'll check on each friday morning our tech proficiency average to track our progress, I'll use our Internal Lithia KPI report.
	A_2: - Overcome the habit of giving discounts for internal repair orders. 

- Customer complaining about the charges without giving them a discount. 

- Overcome the habit of the service advisors adjusting the hours on the Repair Orders. 

- Overcome the habit of services advisor rejecting walk in customers  when is close to the closing time.




	A_3: - Having good communication with the Advisors and Technicians with an explanation about our goal and how beneficial could be for each one of them including the service department.
	R: The financial impact for achieving this goal would be $27,347.58 per month, generating more revenue.
	S: I'll run a report monthly, making sure that we achieve a minimum proficiency average of 80% and not lower than that. Create a new average proficiency report with a breakdown by service advisors and technician to check the metrics and have an individual conversation with those who are not in line with our target. The adjusted policies should be the new habit of work, I’ll hold accountable the Service Manager to keep our target.


