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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN
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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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Increase tech proficiency in the main shop from 92.54% to 100% by the end of the third quarter (September
30th, 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

Increasing technician supports my dealer's vision in several aspects:

1. Increased Customer Satisfaction: When tech's are more proficient, they are capable of diagnosing and
repairing customer's vehicle's more quickly and accurately. This leads to shorter wait times and fewer
comebacks.

2. Increased Profit: Operating at 100% proficiency will increase monthly gross profit by $49,733 at our current
net to gross profit of 74% this will net the dealership an additional $36,382 per month and $441,984 annually.

3. Improved Safety: More proficient technicians are less likely to make a mistake that could cause injuries to
themselves or other techs.

4. Retention: Increasing proficiency will help the dealership retain more techs and higher certified techs.

Consequences: Failure to achieve a higher level of proficiency could lead to lower profit and losing some great
technicians.

*CALCULATIONS**

31 Tech's in Main Shop

10 Hours per tech, working 20 days = 6,200 hours available to sell
Actual Hours billed per March statement = 5,746.73

Current Proficiency = 92.54

Effective Labor Rate = 109.63

Labor Sales Potential at 100% = $679,706
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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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START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y ’
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHECK POINT
DATES
Create individualized | Current Pay Rate Steve W Individualized bonus | Plans should be
bonus structures for | Average 90 day plan with 2 levels of |prepared and signed
each tech based on | proficiency efficiency increase | by 5/31/23
proficiency. Target Proficiency that align with the
goals of the store.
Increase X-Time Add 4 workstations | Steve W Technicians will Computers have
utilization (techs)for |to shop and 4 Efrain A complete a digital been ordered and
MPI to 80% laptops. Jonathan F MPI at a minimum of | will be installed by
80% of our CP 5/31/23 Current
clients. Utilization is 85%
Increase X-Time On going training Steve W Service Advisors will | In progress as of
utilization (advisors) |and weekly review Richard Y send quote via 5/15 current
for micro site quote [ meetings with RJ RJ X-Time text/email for utilization is 32%
to 80% (x-time rep) customers to
approve work.
Shop loading and Schedule customers | Richard Y Better scheduling to | In progress will need
scheduling. based on the RJ X-Time allow for an increase |to be checked daily.
technicians schedule | BDC in repair vs
to maximize full maintenance ratio.
availability.
Training and Train and mentor Steve W 10% increase in In progress, weekly
Mentorship less skilled techs so | Efrain A proficiency for the check points, on
they can become Thomas K identified techs and | going.
more proficient. Cosme M increased retention.
Create career guide.
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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?

1. New bonus: Plans will be put in place and proficiency bonus's will be discussed with each associate on a one
on one basis. They will be provided with their proficiency % weekly.

2. X-Time utilization: for the technicians will be tracked for the department and individuals via the x-time
dashboard. Daily/Weekly/Monthly

3. X-Time utilization: for the advisors will be tracked for the department and individuals via the x-time
performance report " Quote/Microsite Utilization" Daily/Weekly/Monthly

Potential Obstacles? Potential Solutions?
1. Some technicians made need additional 1.It is important that management clearly
explanation of what proficiency is and how it explains proficiency and how a higher
relates to their bonus. proficiency percentage can benefit the

technician and the store.

2. Some technicians may be set in their ways

and resist digital MPI's. 2. Management must explain the "Why" and
how it benefits the technician and the store.

3. Some advisors may be "old school" and resist

digital quotes via text. 3.Management must explain the "Why" and how
it benefits the Advisors and the store.

4. Shop loading and scheduling based on

available technicians will increase dollars per 4. Must be monitored very closely to ensure that
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BOTTOM LINE! What is the financial impact (expressed in dollars) of achieving your goal?
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Gross Increase at 100% Proficiency = $49,733 per month, $596,796 Annually
At current GP% of 74% = $36,802 per month, $441,629 Annually

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.

We will continue to inspect and monitor all metrics and adjust for an additional 10% increase goal and reaching
110% proficiency.
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	How does this goal align with or support your dealers vision: Increase tech proficiency in the main shop from 92.54% to 100% by the end of the third quarter (September 30th, 2023)
	2020 National Automobile Dealers Association All Rights Reserved: Increasing technician supports my dealer's vision in several aspects:

1. Increased Customer Satisfaction: When tech's are more proficient, they are capable of diagnosing and repairing customer's vehicle's more quickly and accurately. This leads to shorter wait times and fewer comebacks.

2. Increased Profit: Operating at 100% proficiency will increase monthly gross profit by $49,733 at our current net to gross profit of 74% this will net the dealership an additional $36,382 per month and $441,984 annually.
 
3. Improved Safety: More proficient technicians are less likely to make a mistake that could cause injuries to themselves or other techs. 

4. Retention: Increasing proficiency will help the dealership retain more techs and higher certified techs.

Consequences: Failure to achieve a higher level of proficiency could lead to lower profit and losing some great technicians.

**CALCULATIONS**

31 Tech's in Main Shop
10 Hours per tech, working 20 days = 6,200 hours available to sell
Actual Hours billed per March statement = 5,746.73
Current Proficiency = 92.54
Effective Labor Rate = 109.63
Labor Sales Potential at 100% = $679,706
March Labor Sales = $629,933
Gross Increase at 100% Proficiency = $49,733 per month
Current net to gross percentage = 74%
	SPECIFIC ACTION STEPRow1: Create individualized bonus structures for each tech based on proficiency.
	NECESSARY RESOURCESRow1: Current Pay Rate
Average 90 day proficiency
Target Proficiency
	ACCOUNTABLE PERSONSRow1: Steve W
	EXPECTED RESULTRow1: Individualized bonus plan with 2 levels of efficiency increase that align with the goals of the store.
	START END  CHECK POINT DATESRow1: Plans should be prepared and signed by 5/31/23
	SPECIFIC ACTION STEPRow2: Increase X-Time utilization (techs)for MPI to 80%
	NECESSARY RESOURCESRow2: Add 4 workstations to shop and 4 laptops.
	ACCOUNTABLE PERSONSRow2: Steve W
Efrain A
Jonathan F
	EXPECTED RESULTRow2: Technicians will complete a digital MPI at a minimum of 80% of our CP clients.
	START END  CHECK POINT DATESRow2: Computers have been ordered and will be installed by 5/31/23 Current Utilization is 85%
	SPECIFIC ACTION STEPRow3: Increase X-Time utilization (advisors) for micro site quote to 80%
	NECESSARY RESOURCESRow3: On going training and weekly review meetings with RJ (x-time rep)
	ACCOUNTABLE PERSONSRow3: Steve W
Richard Y
RJ X-Time
	EXPECTED RESULTRow3: Service Advisors will send quote via text/email for customers to approve work.
	START END  CHECK POINT DATESRow3: In progress as of 5/15 current utilization is 32%
	SPECIFIC ACTION STEPRow4: Shop loading and scheduling.
	NECESSARY RESOURCESRow4: Schedule customers based on the technicians schedule  to maximize full availability. 
	ACCOUNTABLE PERSONSRow4: Richard Y
RJ X-Time
BDC
	EXPECTED RESULTRow4: Better scheduling to allow for an increase in repair vs maintenance ratio.
	START END  CHECK POINT DATESRow4: In progress will need to be checked daily. 
	SPECIFIC ACTION STEPRow5: Training and Mentorship
	NECESSARY RESOURCESRow5: Train and mentor less skilled techs so they can become more proficient. Create career guide.
	ACCOUNTABLE PERSONSRow5: Steve W
Efrain A
Thomas K
Cosme M
	EXPECTED RESULTRow5: 10% increase in proficiency for the identified techs and increased retention.
	START END  CHECK POINT DATESRow5: In progress, weekly check points, on going.
	SPECIFIC ACTION STEPRow6: 
	NECESSARY RESOURCESRow6: 
	ACCOUNTABLE PERSONSRow6: 
	EXPECTED RESULTRow6: 
	START END  CHECK POINT DATESRow6: 
	SPECIFIC ACTION STEPRow7: 
	NECESSARY RESOURCESRow7: 
	ACCOUNTABLE PERSONSRow7: 
	EXPECTED RESULTRow7: 
	START END  CHECK POINT DATESRow7: 
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: 1. New bonus: Plans will be put in place and proficiency bonus's will be discussed with each associate on a one on one basis. They will be provided with their proficiency % weekly.

2. X-Time utilization: for the technicians will be tracked for the department and individuals via the x-time dashboard. Daily/Weekly/Monthly

3. X-Time utilization: for the advisors will be tracked for the department and individuals via the x-time performance report " Quote/Microsite Utilization" Daily/Weekly/Monthly

4. Shop loading and scheduling: will be monitored daily inside of X-Time. The Dashboard and Workbook tabs provide a summary and capacity for the service department.

5. Training and Mentoring: Meet with the Mentors and Mentees on a weekly basis to track progress and to make adjustments to training plans as needed.

	A_2: 1. Some technicians made need additional explanation of what proficiency is and how it relates to their bonus. 

2. Some technicians may be set in their ways and resist digital MPI's.

3. Some advisors may be "old school" and resist digital quotes via text.

4. Shop loading and scheduling based on available technicians will increase dollars per RO but total RO count may go down. Certain dealer incentives and awards could be at risk.

5. Selecting the mentors and mentees can be a delicate process as not all skilled techs make great teachers.
	A_3: 1.It is important that management clearly explains proficiency and how a higher proficiency percentage can benefit the technician and the store.

2. Management must explain the "Why" and how it benefits the technician and the store.

3.Management must explain the "Why" and how it benefits the Advisors and the store.

4. Must be monitored very closely to ensure that we not only increase dollars per RO but also hit and earn all incentives and awards.

5.
	R: Gross Increase at 100% Proficiency = $49,733 per month, $596,796 Annually
At current GP% of 74%  = $36,802 per month, $441,629 Annually
	S: We will continue to inspect and monitor all metrics and adjust for an additional 10% increase goal and reaching 110% proficiency.


