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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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I will increase our dealerhips technician proficiency from 52.5% to 100% by July 31,2023

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

Aligning the goal of improving automotive technician profiency with the dealer's vision is essential for several
reasons. By enhancing technician efficiency, the dealership can provide faster and more streamlined service,
which aligns with the vision of delivering exceptional customer satisfaction and a positive dealership experience.
Improved efficiency also supports the dealer's goal of maximizing productivity and profitability.

Achieving the goal of improving technician proficiency brings several benefits. Firstly, it allows the dealership to
service more vehicles within the same timeframe, increasing overall capacity and revenue potential. Secondly,
faster turnaround times and efficient service contribute to higher customer satisfaction and loyalty. Satisfied
customers are more likely to return for future service needs and recommend the dealership to others. Thirdly,
increased efficiency reduces costs associated with wasted time, rework, and extended labor hours, leading to
improved profitability for the dealership.

On the other hand, the consequences of not achieving the goal can be detrimental. Inefficient workflows and
low technician efficiency can result in longer repair times, dissatisfied customers, and negative reviews. This
can lead to a loss of business, damage to the dealership's reputation, and decreased profitability. Moreover,
inefficiencies may also strain the resources and morale of the service department team.

This goal is important because it directly impacts the dealership's competitiveness and success. By striving for
improved technician efficiency, you enhance the overall customer experience, increase revenue potential, and
maintain a strong reputation in the market. Additionally, efficient processes contribute to a positive work
environment, job satisfaction for the technicians, and overall operational effectiveness. Ultimately, improving
technician efficiency supports the long-term sustainability and growth of the dealership.

©2021 National Automobile Dealers Association. All Rights Reserved. 1



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

Current Proficiency
and Analyze areas
that could be

broken down by
individual technician
with showing

clear understanding
of our current status
for each tech and

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEgl_{(TEgINT
Assess/Measure DMS Reports Service Manager This will give us a 5/22 - 5/27

Checkpoint - 5/24

causing low individual efficiency help to identify
efficiencv data iealieg cantrihiitinn
Develop a Training |Training materials Service Manager Identify knowledge [5/29 - 6/10
Plan and resources and a |and Shop Foreman [gaps and lay out a
budget for training clearly defined Checkpoint 6/5
expenses training objectives
and desired
alfcomes
Implement Training |Training materials Service Manager Implement the 6/12 - 7/1
Program and resources. and Shop Foreman |training plan
Possibly training developed in Step 2. |Checkpoint 6/21
instructors.
Streamline Collaboration tools  |Service Manager Review and 713 -7/15
Workflows and for process optimize existing
Processes improvement workflows and Checkpoint 7/10
discussions processes to
eliminate
hattlenecks and
Enhance Time for team Service Managaer Enhanced 7117 - 7129
Communication and |meetings and collaboration and
Collaboration discussions teamwork for Checkpoint 7/24
efficient
problem-solving.
Monitor and Track Performance Service Manager Regular monitoring  [7/31 - 8/12
Progress tracking systems or of progress and
spreadsheets identification of Checkpoint 8/7
trends or areas for
improvement.
Provide Ongoing Budget for Service Manager Continuous Ongoing
Support and supporting tech and Shop Foreman |improvement in
Development development technician skills and
initiatives and knowledge.
training Increased job
catisfaction and
Evaluate and Adjust [Evaluation and Service Manager Achievement of 8/14 - 8/31
Strategies monitoring of Key and GM 100% Proficiency
Performance Metrics eith effective Checkpoint 8/23
adjustments made
to address any
challennes nr
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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?

0000

To track progress in increasing technician proficiency, establish key performance indicators (KPIs) and
implement a tracking system to collect and analyze data regularly. Conduct scheduled check-ins to review
progress, discuss findings, and make informed decisions based on the data. Utilize reports and engage with
service advisors to monitor and guide progress effectively towards the goal of achieving 100% technician
efficiency.

Potential Obstacles? Potential Solutions?
-Tech and Advisor Resistance to Change To overcome potential obstacles in increasing
-Lack of Resources technician efficiency, implement comprehensive
-Inadequate Training and Skill Levels training programs to address skill gaps,
-Communication Issues streamline workflows and processes to improve
-Equipment and Tools productivity, and foster effective communication
-Employee Turnover and collaboration among team members.

Regular monitoring of progress and providing
ongoing support and development opportunities
will also help overcome obstacles and drive
towards the goal of achieving higher technician
efficiency. By implementing these solutions, you
can optimize technician performance and
overcome challenges that may hinder progress

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

0000

If we were to increase our technician proficiency from 52.5% to 100%, based on our current financial data, this
would result in an increase of $7,341 per month or $88,092 annualized.

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.

To ensure the sustainability of the achieved improvements, establish a culture of accountability by clearly
communicating expectations and regularly reviewing performance. Provide ongoing training and development
opportunities to keep staff engaged and motivated, reinforcing the newly implemented policies, procedures, and
behaviors. Foster open communication and collaboration, regularly monitor performance, and continuously

refine processes to maintain hioh standards and nrevent a fallback into nrevious habits.
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	How does this goal align with or support your dealers vision: I will increase our dealerhips technician proficiency from 52.5% to 100% by July 31,2023
	2020 National Automobile Dealers Association All Rights Reserved: Aligning the goal of improving automotive technician profiency with the dealer's vision is essential for several reasons. By enhancing technician efficiency, the dealership can provide faster and more streamlined service, which aligns with the vision of delivering exceptional customer satisfaction and a positive dealership experience. Improved efficiency also supports the dealer's goal of maximizing productivity and profitability.



Achieving the goal of improving technician proficiency brings several benefits. Firstly, it allows the dealership to service more vehicles within the same timeframe, increasing overall capacity and revenue potential. Secondly, faster turnaround times and efficient service contribute to higher customer satisfaction and loyalty. Satisfied customers are more likely to return for future service needs and recommend the dealership to others. Thirdly, increased efficiency reduces costs associated with wasted time, rework, and extended labor hours, leading to improved profitability for the dealership.



On the other hand, the consequences of not achieving the goal can be detrimental. Inefficient workflows and low technician efficiency can result in longer repair times, dissatisfied customers, and negative reviews. This can lead to a loss of business, damage to the dealership's reputation, and decreased profitability. Moreover, inefficiencies may also strain the resources and morale of the service department team.



This goal is important because it directly impacts the dealership's competitiveness and success. By striving for improved technician efficiency, you enhance the overall customer experience, increase revenue potential, and maintain a strong reputation in the market. Additionally, efficient processes contribute to a positive work environment, job satisfaction for the technicians, and overall operational effectiveness. Ultimately, improving technician efficiency supports the long-term sustainability and growth of the dealership.
	SPECIFIC ACTION STEPRow1: Assess/Measure Current Proficiency and Analyze areas that could be causing low efficiency
	NECESSARY RESOURCESRow1: DMS Reports broken down by individual technician with showing individual efficiency data
	ACCOUNTABLE PERSONSRow1: Service Manager
	EXPECTED RESULTRow1: This will give us a clear understanding of our current status for each tech and help to identify issues contributing to our low proficiency.
	START END  CHECK POINT DATESRow1: 5/22 - 5/27



Checkpoint - 5/24
	SPECIFIC ACTION STEPRow2: Develop a Training Plan
	NECESSARY RESOURCESRow2: Training materials and resources and a budget for training expenses
	ACCOUNTABLE PERSONSRow2: Service Manager and Shop Foreman
	EXPECTED RESULTRow2: Identify knowledge gaps and lay out a clearly defined training objectives and desired outcomes.
	START END  CHECK POINT DATESRow2: 5/29 - 6/10



Checkpoint 6/5
	SPECIFIC ACTION STEPRow3: Implement Training Program
	NECESSARY RESOURCESRow3: Training materials and resources. Possibly training instructors.
	ACCOUNTABLE PERSONSRow3: Service Manager and Shop Foreman
	EXPECTED RESULTRow3: Implement the training plan developed in Step 2.
	START END  CHECK POINT DATESRow3: 6/12 - 7/1



Checkpoint 6/21
	SPECIFIC ACTION STEPRow4: Streamline Workflows and Processes
	NECESSARY RESOURCESRow4: Collaboration tools for process improvement discussions
	ACCOUNTABLE PERSONSRow4: Service Manager
	EXPECTED RESULTRow4: Review and optimize existing workflows and processes to eliminate bottlenecks and collaborate with technicians and service advisors to implement the changes.
	START END  CHECK POINT DATESRow4: 7/3 - 7/15



Checkpoint 7/10
	SPECIFIC ACTION STEPRow5: Enhance Communication and Collaboration
	NECESSARY RESOURCESRow5: Time for team meetings and discussions
	ACCOUNTABLE PERSONSRow5: Service Managaer
	EXPECTED RESULTRow5: Enhanced collaboration and teamwork for efficient problem-solving.
	START END  CHECK POINT DATESRow5: 7/17 - 7/29



Checkpoint 7/24
	SPECIFIC ACTION STEPRow6: Monitor and Track Progress
	NECESSARY RESOURCESRow6: Performance tracking systems or spreadsheets
	ACCOUNTABLE PERSONSRow6: Service Manager
	EXPECTED RESULTRow6: Regular monitoring of progress and identification of trends or areas for improvement.
	START END  CHECK POINT DATESRow6: 7/31 - 8/12



Checkpoint 8/7
	SPECIFIC ACTION STEPRow7: Provide Ongoing Support and Development
	NECESSARY RESOURCESRow7: Budget for supporting tech development initiatives and training
	ACCOUNTABLE PERSONSRow7: Service Manager and Shop Foreman
	EXPECTED RESULTRow7: Continuous improvement in technician skills and knowledge.

Increased job satisfaction and engagement among technicians.
	START END  CHECK POINT DATESRow7: Ongoing
	SPECIFIC ACTION STEPRow8: Evaluate and Adjust Strategies
	NECESSARY RESOURCESRow8: Evaluation and monitoring of Key Performance Metrics
	ACCOUNTABLE PERSONSRow8: Service Manager and GM
	EXPECTED RESULTRow8: Achievement of 100% Proficiency eith effective adjustments made to address any challenges or obstacles.
	START END  CHECK POINT DATESRow8: 8/14 - 8/31



Checkpoint 8/23
	A: To track progress in increasing technician proficiency, establish key performance indicators (KPIs) and implement a tracking system to collect and analyze data regularly. Conduct scheduled check-ins to review progress, discuss findings, and make informed decisions based on the data. Utilize reports and engage with service advisors to monitor and guide progress effectively towards the goal of achieving 100% technician efficiency.
	A_2: -Tech and Advisor Resistance to Change

-Lack of Resources

-Inadequate Training and Skill Levels

-Communication Issues

-Equipment and Tools

-Employee Turnover
	A_3: To overcome potential obstacles in increasing technician efficiency, implement comprehensive training programs to address skill gaps, streamline workflows and processes to improve productivity, and foster effective communication and collaboration among team members. Regular monitoring of progress and providing ongoing support and development opportunities will also help overcome obstacles and drive towards the goal of achieving higher technician efficiency. By implementing these solutions, you can optimize technician performance and overcome challenges that may hinder progress
	R: If we were to increase our technician proficiency from 52.5% to 100%, based on our current financial data, this would result in an increase of $7,341 per month or $88,092 annualized.
	S: To ensure the sustainability of the achieved improvements, establish a culture of accountability by clearly communicating expectations and regularly reviewing performance. Provide ongoing training and development opportunities to keep staff engaged and motivated, reinforcing the newly implemented policies, procedures, and behaviors. Foster open communication and collaboration, regularly monitor performance, and continuously refine processes to maintain high standards and prevent a fallback into previous habits.


