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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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Mike Bossmann Green Subaru N418

My first goal would be to decrease our percent of one line R.O.s from the 64% that they are currently to under
45% in 60 days. Increase our Hours per R.O.

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 of overall dealership vision which is taking care of our customer’s needs every time they
visit with us. “It’s not about cars it’s about people” is one of our vision statements. We need to get our Advisors
to start looking at customer’s as a way to build a lasting relationship rather than a job on a R.O. ticket.

With the proper compassion and empathy for every customer the amount of service work we perform will
become greater. We will stop performing just the work they came in for and offer preventative maintenance
plans to will help build trust and a lasting relationship. We want to be the shop customers think of when they
need work done and that they feel confident will get the services that actually need done the right way the first
time.

The benefit to decreasing our percentage of One Line Item R.O.s means more hours billed for our Techs. This in
turn increases our overall Labor Sales Dollars/Parts Dollars and overall morale for our service personnel.
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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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SPECIFIC ACTION/
STEP

NECESSARY
RESOURCE(S)

ACCOUNTABLE
PERSON(S)

EXPECTED RESULT

START, END, &
CHECK POINT
DATES

Team meeting with all
service/parts
personnel

Meeting Room and
R.O. Analysis
Reports

Service Mgr/GM

Discuss where we
rank currently and
what our expected
goal is within next 60
days

Last Monday of the
previous month so
that we can begin
tracking day 1 of next
month.

Sales Training with

3rd Party Trainer

Service Mgr/GM/

Meet with an

First week with

MPI Tool

(Already use this for
Sales Staff up front)

videos to help build
value for Advisors.
Establish trust from
customers.

Service Advisors (perhaps from Nada) |Advisors unbiased trainer who |quarterly refresher
can show best courses
practices. Help implemented. Stay
overcome objections. |consistent with
Implement a video  [SnapCell Video App |Techs Get Techs to do MPI |Roll out app on

Monday. Check
progress end of 1st
week. Following
Monday set goal.

Service Walks from
Sales Staff, Service
Staff Intro’s

Business Cards,
Photo’s/Bio’s at
Advisors stations

Used Car Sales Mgr

To get out in front of
any misconceptions
that we cannot
service all makes/
models

Start Inmediately

Create Competitive
Service brochures
and signage to
display throughout
dealership

Complete Non Dealer
Survey from
Independent
Competition

Service Mgr/Parts
Mgr

Dismiss the
misconceptions
customers have that
our maintenance
services are more $$

Discuss layout and
design 1st week and
have material made
within the 1st 30 days
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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?

We will track this by using the information in our DMS as well as cross referencing this with the Repair Order
Summary Report provided in this class. | now have the fundamental tools and templates to easily plug in our
data. We will need to track this daily and hold a weekly meeting with all service/parts personnel so that they will

feel a part of the story and not feel as if they are just being told the story. It will need to be a collective effort from
all parties involved.

Potential Obstacles? Potential Solutions?
Negative Mindsets from Techs/Advisors Listen to everyone involved and make them feel
Personnel not wanting to adapt to change they are important. Their voice and opinion
Service Mgr holding himself and staff matters.
accountable Show the financial benefits for everyone involved
Holding regularly scheduled meetings after the Convey to them we are not asking them to work
initial phase in of new ideas longer hours we are simply asking they work

smarter hours with more quality jobs
Show appreciation for progress being made

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

0000

If we decrease our amount of One Line R.O.s we will increase our Effective Labor Rates and utilize all of our
available hours to sell. If we increase our ELR $4 from $89.39(currently) to $93.76 and utilized all of hours we
would have generated $17,005 is labor sales alone. Looking at our Facility Potential we left $57,229 on the table.

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.

Reg. meetings. In the meetings we will use the SnapCell data to show % of videos being made&who is using
tool. Will look at R.O. Anal per Advisor and have one on one weekly sessions w/ each to see what areas they
struggle in & tackle that as a team. Training for Advisors will be ongoing quarterly. Come up with an incentive
paid out quarterly to Techs/Advisors from additional $$ generated if dept goal is met.

©2021 National Automobile Dealers Association. All Rights Reserved.



	How does this goal align with or support your dealers vision: Mike Bossmann Green Subaru N418


My first goal would be to decrease our percent of one line R.O.s from the 64% that they are currently to under 45% in 60 days. Increase our Hours per R.O.
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