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Here's a detailed, practical guide on how the Service Team at a Toyota dealership can
improve their time management, broken down into actionable sections.

¢ Streamline Processes and Standardise Workflows

Create clear, step-by-step service workflows

Establish standardised procedures for every service type. This ensures that every technician and service
advisor knows exactly what to do and in what order, minimising delays caused by uncertainty or rework.

Implement checklists

Use detailed checklists for both service advisors and technicians. This helps avoid missed steps, reduces back-

and-forth clarifications, and improves consistency.

® Enhance Communication and Scheduling

Improve appointment booking

Use online scheduling tools that allow customers to book specific services, select drop-off times, and even
describe issues in advance. This reduces last-minute surprises and allows better workload planning.

Set realistic time estimates

Train advisors to give customers realistic, data-driven estimates based on historical data rather than
optimistic guesses. This reduces unexpected delays and helps manage customer expectations.
Pre-schedule parts and resources

When possible, pre-order parts for scheduled repairs to avoid waiting times. Assign bays and technicians in

advance so work starts as soon as the vehicle arrives.

Leverage Technology and Tools

Use a dealership management system (DMS)

A robust DMS can help track vehicle status, technician availability, parts inventory, and service history in real

time. This allows advisors to better prioritise and reassign tasks dynamically.
Adopt time-tracking software
Encourage technicians to log their time spent on each job. This data helps identify bottlenecks and

inefficiencies, and provides a basis for further training or process adjustments.

2 Focus on Team Training and Cross-Skilling

Train on time awareness

Educate the team on the importance of time management, including the financial impact of delays on
customer satisfaction and revenue.

Cross-train staff

Cross-skilling technicians allows for greater flexibility during busy periods. A technician trained in multiple

areas can help clear backlogs without needing to wait for a specialist.
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Implement a clear priority system

Assign priority levels to work orders (e.g., quick maintenance vs. complex diagnostics). Ensure that urgent or
quick-turnaround jobs are addressed first when possible, which can reduce backlog and improve throughput.
Monitor daily workload balance

Regularly review daily schedules and redistribute tasks to avoid overloading certain technicians or bays.

% Improve Customer Drop-Off and Pick-Up Efficiency

Offer express service lanes

Designate a bay or team for quick services like oil changes and tire rotations. This improves throughput and
prevents these smaller jobs from clogging the main workflow.

Pre-service walkarounds

During vehicle drop-off, do a quick walkaround with the customer to capture all concerns at once. This

reduces follow-up calls and unexpected scope expansions later in the day.

Measure and Continuously Improve

Track key metrics

Measure cycle time (total time a car is in the shop), technician efficiency (hours billed vs. hours worked), and
rework rates. Use these metrics in weekly or monthly reviews to identify areas for improvement.

Solicit team feedback

Ask technicians and advisors for ideas on reducing time waste. They often know small process tweaks that

can have big impacts.
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