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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle o 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.”

o000

| want to increase our tech proficiency from 70.23% in March of 2023 to 100% for the month of October 2023
and continue improving after.

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

Goal alignment with the dealer vision:
Increasing tech proficiency aligns with our vision of serving customers more with more thorough and
exceptional experiences and empowering our employees to be more capable and successful.

Benefits:

Enhanced customer service and satisfaction.

Improved operational efficiency and greater sales and profit.
Competitive advantage in the industry.

Increased employee productivity and morale.

Consequences:

Potential loss of customers to more tech-savvy competitors.

Decreased efficiency and higher operational costs.

Missed opportunities for growth and innovation.

Employee frustration and disengagement.

Importance:

The goal is essential as it enables us to deliver outstanding service, stay ahead in a more competitive world,
and foster a culture of innovation, leading to customer loyalty, sustainable growth, and overall 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

is limited creating
hoittlenecks

searching, faster
tonls

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEgl_{(TEgINT
Replace worn out About $12,000 and |Service manager Happier more Start May 14th 2023
tools and our time. and myself. effieicent and have all
equipment. technicians. Save equipment by June
Purchase equip that time waiting, 14th 2023.

Buy and have new
rapid open/close
shop door installed.

$40k and our time
along with 2-3 days
downtime for that
door.

Service manager,
myself and facility
support staff.

Happier more
effieicent
technicians.

1st bid started May
16 2023, planned to
have installed by
July 15th 2023.

Weekly short
meeting with techs,
service mgr,
advisors to address
roadblocks & why

anvone helow 1009%

20-30 minutes a
week to meet and
30 minutes to prep.

Service manager

Continue to find
what is most needed
to improve effiency
find techs hours

Start May 24th and
continue each
Wednesday morning.

Clear out 12-14
parking spaces
close to shop that
currently have less

important vehicles
or storane

A couple hours for
two porters and a

forklift to move the
storage container

away.

Facilties support
staff and service
manager

Cut amount of steps
for techs during the
day to find vehicles
and park them.

Start May 17 2023
and complete May
22nd 2023.

Hire additional parts
person to support
back counter in
getting parts to
techs and save back
colinter time

$4,000 a month in
labor cost and time
to find right person.

Parts manager.

Parts should at least
triple thier month
spent on this person
in increased parts

gross profit. Service
tech nrof increases

Start hiring ad May
19th 2023. Have
person trained and
supporting by June
9th 2023.

Improve parts first
time fill rate, track
lost sales, emerg
orders, meet weekly
to imrpove top 150

mavina narts

1-2 hours a week for
my parts manager
and back counter
team along with
myself.

Parts manager and
myself.

Increased parts
sales, improved tech
prof with not having
to pull vehicles off
lifts as often.

Start May 19th,
meet and continue
improving until we
have BOC first time

fill and low emerg
orders
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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?

0000

I will refer to the previous page and continue using a checklist of items and times on the calendar. | will
calculate proficiency from our statement each month. | will meet weekly with my service and parts managers
separately and together to make sure we are trending towards 100%. My service manager has a monthly tech
time report | view also.

Potential Obstacles? Potential Solutions?
We havea struggling back counterperson who Present an attractive pay plan all techs view as
has been given a warning to improve accuracy fair and motivating that allows them toearn more
and attitude as he is hurting tech mroale and while at the same time they see us leading and
proficiency. Obstacle could be getting him on investing in our shared future and workplace.
track to be successful or alternatively it could be
a challenge to replace him in current Sending back counter person to training or
environment. finding a better reaplcement. We do have an

internal person capable, but he loves wholesale.
Other obstacle is service mgr has given 7 techs
large guarantees instead of helping them be
mroe efficient & solving concerns with parts
manager other past two years. We have been
improving this but still longterm morale issue.

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

0000

Service would make about $220,000 more monthly in net profit. | expect parts would make $105k more in
monthly net profit.

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.

Continue meeting weekly or at least every other week towards 110% goal for the following 4 months or
February. Winter can be difficult with weather and holidays along with losing good habits.
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	How does this goal align with or support your dealers vision: I want to increase our tech proficiency from 70.23% in March of 2023 to 100% for the month of October 2023 and continue improving after.
	2020 National Automobile Dealers Association All Rights Reserved: Goal alignment with the dealer vision:

Increasing tech proficiency aligns with our vision of serving customers more with more thorough and exceptional experiences and empowering our employees to be more capable and successful.



Benefits:



Enhanced customer service and satisfaction.

Improved operational efficiency and greater sales and profit.

Competitive advantage in the industry.

Increased employee productivity and morale.



Consequences:



Potential loss of customers to more tech-savvy competitors.

Decreased efficiency and higher operational costs.

Missed opportunities for growth and innovation.

Employee frustration and disengagement.

Importance:

The goal is essential as it enables us to deliver outstanding service, stay ahead in a more competitive world, and foster a culture of innovation, leading to customer loyalty, sustainable growth, and overall success.
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