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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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| will decrease the percentage of one item R.O.'s from 73.08% to 65% by March 31st, 2024.

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

Our vision in the service department is to increase fixed absorption to better support the store as a whole.
Decreasing the percentage or one item RO’s means sales and labor hours sold per RO will increase, in turn
increasing revenue and gross profit.

Additionally, decreasing one item RO’s will increase customer satisfaction when in long term the customer has a
more reliable car as spending money on maintenance produces signaficant return on investment compared to
paying for repairs at a later date.

Other benefits include happier technicians and service writers as thier paychecks will reflect the increase in sales
and labor accordingly.

Decreasing one item RO'’s is very important as this is an easy opportunity to produce more revenue and gross
profit. In my eye’s, this is low hanging fruit that needs to be capitalized on. Decreasing one item RO’s is a win-
win-win opportunity for technicians, service writers, and the customer.

Consequences include the complete opposite of everything mentioned above otherwise we there are no cost
bearing factors by not acheiving this goal, just money left on the table.
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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

how to encourage
customers to
purchase service
recommendations

2-3 service writers at
a time. Single topics

at each main meeting
with all svc personnel

assistant service
manager.

increased product
knowledge and
offerings.

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHECK POINT
DATES
Ensure proper Providing additional |Service manager and [Consumer Start 9/4
marketing/advertising |printed materials and |assistant service awareness of Check 9/15
is available to present|displays in the manager. Marketing |potential Complete by 9/30
to the customer. service department |consultant or onsite [maintenance items
areas. marketing personnel. they might need.

Train service writers |Weekly training with [Service manager and |Service writer Start 9/4

Training is ongoing till
later date

Check points happen
weeKly.

look for items to

boards, NADA

assistant service

communication from

Evaluate one line RO [DMS reports, RO Service manager and |Closely managing the|Start 9/4
percentages analysis excel spread|assistant manager |[criteria for Check points happen
sheet improvements weekly
No end date, ongoing
process
Train mechanics to  [Nissan bulletin Service manager, Increased Start 9/4

check points happen

upsell resources, expertise |manager, lead mechanics to service |via weekly meetings
from lead mechanics |mechcanics/forman |writers with sales No end date, ongoing
opportunities. process.
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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?

I will check one line RO percentages weekly and monthly by checking the DMS reports and RO analysis
spreadsheet. | will be looking for trends either increasing or decreasing, determine which service writers are
performing well in this area and which ones are not. Provide additional training as needed.

Potential Obstacles? Potential Solutions?
Push back from technicians and service writers Providing additional compensation for hitting
not wanting to buy in on the new process. incremental milestone percentages. Also could
Potential for being “too salesly” for someone not reward with free lunches, time off, new tools, etc.

in sales, need to overcome this mindset.

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

0000

Reducing one item RO’s by 8% increases RO’s sales by 8% at an average $164.50 average ELR, increases
revenue by $37,858 on an average of 25 RO’s.

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.

Start with the service manager/assistant manager routinely tracking the one line RO’s percentage weekly and
monthly to ensure we are hitting our target of 65%. Additionally, it needs to be a topic of discussion with all
technicians and service writers in each meeting so they are aware this is not “the cool-aid” flavor of the month.
Followed by consistent training so technicians and service writers can continue to learn and grow.
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Decreasing one item RO’s is very important as this is an easy opportunity to produce more revenue and gross profit. In my eye’s, this is low hanging fruit that needs to be capitalized on. Decreasing one item RO’s is a win-win-win opportunity for technicians, service writers, and the customer. 

Consequences include the complete opposite of everything mentioned above otherwise we there are no cost bearing factors by not acheiving this goal, just money left on the table. 
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