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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle 0 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.”
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The goal is to increase the productivity space in our service facility. We aim to achieve a more efficient and
productive workspace by improving facility utilization and increasing and moving from 51.47% that we currently
at to 80%. We will do this by measuring our current total productive space and working towards a 29.53%
increase in this metric. The target to reach this goal is by November 15, 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?

R

This goal aligns with the dealership's vision of delivering efficient and superior service to customers. By
increasing productive space and maximizing our facility potential, we aim to enhance our service capacity,
enabling more simultaneous work and faster job completion.

Achieving this goal will not only boost customer satisfaction by reducing wait times but will also significantly
enhance our revenue potential. By fully utilizing our bays, we can increase the volume of work done, thereby
generating more income. If we do not achieve this goal, we risk continuing underutilization of our facilities,
leading to potential revenue losses, inefficiencies, and customer dissatisfaction.

The importance of this goal cannot be overstated. Maximizing facility potential directly influences the proficiency

and efficiency of our technicians. An efficient, well-organized workspace is crucial in optimizing productivity and
providing superior service, making this goal fundamental to our dealership's success.
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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

Absorption

GM

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| CHECK POINT
DATES
Improve Facility CDK, Excel Sheet Service director / 11/15/2023 Plan developed by
Potential: Develop a Shop forman June 1st, and
facility changes
reorganization plan implemented by
November 15, 2023.
Hire Low-Wage indeed, ziprecruiter, |Service director / 07/15/2023 Strategy developed
Staff for needtechs.com, Shop forman / HR by June 1, hires
Maintenance Work |autojobs.com, completed by July
jobcorps.gov, 15, 2023.
findwrench.com
Dispatching the right |CDK, training Service director / 06/30/2023 Task reallocation by
job to the right Shop forman June 1, goal
technicians achievement by
June 30, 2023.
Utilize Technology [CDK, Part ordering |Service director / 06/30/2023 Software
for Part Ordering technologies Shop forman implemented and
technicians trained
by June 30, 2023.
Set and Track CDK, Reversrisk, Service director / 10/15/2023 Targets set and
Advisor Sales Excel Sheet Shop forman incentives
Objectives implemented by
June 1, goal
achievement by
Qctoher 15 2023
Improve Hours per |CDK, Reversrisk Management team [11/15/2023 Changes
Repair Order for process implemented and
development, staff trained by
training resources November 15, 2023.
Improve Fixed DMS Service Manager, 11/15/2023 Strategy

implementation
immediate, goal
achievement by
November 15, 2023.
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NADA c.n

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?

To track progress for all goals, we will utilize the capabilities of our Dealership Management System (DMS) and
ReverseRisk software. The DMS will provide us with real-time data on key performance indicators such as
productive space utilization, technician job assignments, parts ordering times, repair times, and the fixed
absorption rate. The ReverseRisk platform will enable us to track financial metrics, such as revenues and costs,
and calculate the fixed absorption rate. It will also help us monitor sales objectives and advisor performance,
providing insight into upsell amounts and trends. For most goals, we will check in on a monthly basis. This
frequency provides a balance between allowing enough time for changes to take effect and ensuring timely
adjustments if progress is not as expected. However, during the initial stages of implementing new strategies or
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Potential Obstacles? Potential Solutions?

Resistance to Change: Staff may resist new 1- Implementing change management

procedures or technology. strategies and regular staff communication.
2- Prioritizing key investments and explore

Budget Constraints: Financial limitations may cost-effective alternatives.

hinder procurement of new solutions or software. 3- Enhance recruitment strategies and

Hiring Challenges: Difficulty in finding suitable considering offering competitive benefits.

low-wage staff could impact other goals. 4- Providing comprehensive training and

Training and Integration: Staff may take longer support for staff.

than expected to learn new systems or 5- Have a dedicated IT support team to

procedures. troubleshoot and resolve issues promptly.

Technical Issues: New software systems could
face unforeseen technical problems.

BOTTOM LINE! What is the financial impact (expressed in dollars) of achieving your goal?
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Achieving our goals could have a significant financial impact on our dealership. By improving facility utilization,
we could generate an extra $188,500 annually. The savings from hiring low-wage staff could amount to around
$52,000 per year. Having our master technicians focus on bigger jobs could add approximately $210,000 per

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.

Maintaining improvements involves regular performance reviews, training, and feedback to keep everyone on
track. Incentive programs can motivate staff to adhere to new behaviors, while upper management modeling
these behaviors can solidify their permanence. Open communication about the benefits of these changes and
promoting a culture of continuous improvement will also help prevent a return to old habits. keep track the KPI's
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	How does this goal align with or support your dealers vision: The goal is to increase the productivity space in our service facility. We aim to achieve a more efficient and productive workspace by improving facility utilization and increasing and moving from 51.47% that we currently at to 80%. We will do this by measuring our current total productive space and working towards a 29.53% increase in this metric. The target to reach this goal is by November 15, 2023.
	2020 National Automobile Dealers Association All Rights Reserved: This goal aligns with the dealership's vision of delivering efficient and superior service to customers. By increasing productive space and maximizing our facility potential, we aim to enhance our service capacity, enabling more simultaneous work and faster job completion.



Achieving this goal will not only boost customer satisfaction by reducing wait times but will also significantly enhance our revenue potential. By fully utilizing our bays, we can increase the volume of work done, thereby generating more income. If we do not achieve this goal, we risk continuing underutilization of our facilities, leading to potential revenue losses, inefficiencies, and customer dissatisfaction.



The importance of this goal cannot be overstated. Maximizing facility potential directly influences the proficiency and efficiency of our technicians. An efficient, well-organized workspace is crucial in optimizing productivity and providing superior service, making this goal fundamental to our dealership's success.
	SPECIFIC ACTION STEPRow1: Improve Facility Potential: Develop a facility reorganization plan
	NECESSARY RESOURCESRow1: CDK, Excel Sheet
	ACCOUNTABLE PERSONSRow1: Service director / Shop forman
	EXPECTED RESULTRow1: 11/15/2023
	START END  CHECK POINT DATESRow1: Plan developed by June 1st, and changes implemented by November 15, 2023.
	SPECIFIC ACTION STEPRow2: Hire Low-Wage Staff for Maintenance Work
	NECESSARY RESOURCESRow2: indeed, ziprecruiter, needtechs.com, autojobs.com, jobcorps.gov, findwrench.com
	ACCOUNTABLE PERSONSRow2: Service director / Shop forman / HR
	EXPECTED RESULTRow2: 07/15/2023
	START END  CHECK POINT DATESRow2: Strategy developed by June 1, hires completed by July 15, 2023.
	SPECIFIC ACTION STEPRow3: Dispatching the right job to the right technicians
	NECESSARY RESOURCESRow3: CDK, training 
	ACCOUNTABLE PERSONSRow3: Service director / Shop forman
	EXPECTED RESULTRow3: 06/30/2023
	START END  CHECK POINT DATESRow3: Task reallocation by June 1, goal achievement by June 30, 2023.
	SPECIFIC ACTION STEPRow4: Utilize Technology for Part Ordering
	NECESSARY RESOURCESRow4: CDK, Part ordering technologies 
	ACCOUNTABLE PERSONSRow4: Service director / Shop forman
	EXPECTED RESULTRow4: 06/30/2023
	START END  CHECK POINT DATESRow4: Software implemented and technicians trained by June 30, 2023.
	SPECIFIC ACTION STEPRow5: Set and Track Advisor Sales Objectives
	NECESSARY RESOURCESRow5: CDK, Reversrisk, Excel Sheet
	ACCOUNTABLE PERSONSRow5: Service director / Shop forman
	EXPECTED RESULTRow5: 10/15/2023
	START END  CHECK POINT DATESRow5: Targets set and incentives implemented by June 1, goal achievement by October 15, 2023.
	SPECIFIC ACTION STEPRow6: Improve Hours per Repair Order
	NECESSARY RESOURCESRow6: CDK, Reversrisk
	ACCOUNTABLE PERSONSRow6: Management team for process development, training resources
	EXPECTED RESULTRow6: 11/15/2023
	START END  CHECK POINT DATESRow6:  Changes implemented and staff trained by November 15, 2023.
	SPECIFIC ACTION STEPRow7: Improve Fixed Absorption
	NECESSARY RESOURCESRow7: DMS
	ACCOUNTABLE PERSONSRow7: Service Manager,  GM
	EXPECTED RESULTRow7: 11/15/2023
	START END  CHECK POINT DATESRow7: Strategy implementation immediate, goal achievement by November 15, 2023.
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: To track progress for all goals, we will utilize the capabilities of our Dealership Management System (DMS) and ReverseRisk software. The DMS will provide us with real-time data on key performance indicators such as productive space utilization, technician job assignments, parts ordering times, repair times, and the fixed absorption rate. The ReverseRisk platform will enable us to track financial metrics, such as revenues and costs, and calculate the fixed absorption rate. It will also help us monitor sales objectives and advisor performance, providing insight into upsell amounts and trends. For most goals, we will check in on a monthly basis. This frequency provides a balance between allowing enough time for changes to take effect and ensuring timely adjustments if progress is not as expected. However, during the initial stages of implementing new strategies or systems, such as the new job dispatching or parts ordering software, we may check in more frequently, perhaps weekly, to ensure smooth adoption and resolve any issues promptly.
	A_2: Resistance to Change: Staff may resist new procedures or technology.



Budget Constraints: Financial limitations may hinder procurement of new solutions or software.

Hiring Challenges: Difficulty in finding suitable low-wage staff could impact other goals.

Training and Integration: Staff may take longer than expected to learn new systems or procedures.



Technical Issues: New software systems could face unforeseen technical problems.
	A_3: 1-  Implementing change management strategies and regular staff communication.

2- Prioritizing key investments and explore cost-effective alternatives.

3- Enhance recruitment strategies and considering offering competitive benefits.

4- Providing comprehensive training and support for staff.

5- Have a dedicated IT support team to troubleshoot and resolve issues promptly.
	R: Achieving our goals could have a significant financial impact on our dealership. By improving facility utilization, we could generate an extra $188,500 annually. The savings from hiring low-wage staff could amount to around $52,000 per year. Having our master technicians focus on bigger jobs could add approximately $210,000 per year. Implementing efficient job dispatching and part ordering could potentially enhance our annual revenue by $200,000. Increasing the average upsell per repair order could yield an additional $36,500 annually, and a reduction in average repair times could result in an extra $300,000 annually. Altogether, these changes could result in an annual financial uplift of over $987,000, significantly boosting our dealership's profitability.
	S: Maintaining improvements involves regular performance reviews, training, and feedback to keep everyone on track. Incentive programs can motivate staff to adhere to new behaviors, while upper management modeling these behaviors can solidify their permanence. Open communication about the benefits of these changes and promoting a culture of continuous improvement will also help prevent a return to old habits. keep track the KPI's


