NADA oo

SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

o Specific @ Measurable o Relevant o 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.”
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Goals
1. Reduce our "one time" ROs from 73% to 50% by Jan 31st.
2. Bring our ELR within 10% of our door rate by May 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?

Benefits.

Both objectives will increase the profitability of the organization. With the looming credit bubble, it will also
hedge against lean times.

Raising profitability with existing resources. This is a good way to increase profits without having to aquire
additional resources.

Consequenses:

Losing money! Not implementing these changes will cost the company.
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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
Give SWs more A list of profitable SWs Reduction in single [Start Dec 1st
menu items at their |menu items for the [SM line ROs by 23% by |Check Points at
disposal to offerto  |SW to suggest at Jan 31st each payroll.
the customer time of service End and reevaluate
new goal Jan 31st
Have technicians An MDI check sheet |Techs Reduction in single |Start Dec 1st
perform MDIs on all SWs line ROs by 23% by |Check Points at
vehicles. SM Jan 31st each payroll.

End and reevaluate
new goal Jan 31st

Better control over
which techs are
assigned job types.

Dispatching SW

Service Writer

move ELR from 96
to 123.3 by May 31st

Start now,

Check Points at
each payroll.

End and reevaluate
new goal May 31st

Cost profit anlys on
comp/maint items
and adjust pricing
and which items to
sell more frequently.

Non additional. Time
to conduct anaylsis

Service Manager

move ELR from 96
to 123.3 by May 31st

Start Dec 1st
Check Points at
each payroll.

End and reevaluate
new goal May 31st
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NADA c.n
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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?
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I will track based off of each RO at payroll time. | will see which techs have higher 1 line ROs and work with
them to get their upsales up. | will see how work is being distributed and adjust as needed. | will look at what is
being upsold and if it is profitable upsales or just unprofitable "busy work".

Potential Obstacles?

We must be careful not to over sell. We dont
want to create customer fatigue and drive them
somewhere else because we are always trying
to sell them. The most common complaint we
here about other places is they are tired of $200
oil changes.

Technician buy-in or moral. Techs do not like
change so if we change too much too fast they
could hate it or leave.

Potential Solutions?

We have to be good are reading the customer
and situation. A good service writer can tell by
the customer if they need to sell something or
not, or if the customer may be experiencing "
repair/maintenance" fatigue.

We have to be careful how we implement the
new process and show them how the new
process benefits them.

BOTTOM LINE! What is the financial impact (expressed in dollars) of achieving your goal?
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123.3 new ELR * 1310 hours = 161523 vs 125760 at old ERL. 22% profit gain

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 have a standard that has to be met each month. This could be tied to compensation if needed to ensure

compliance.
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	How does this goal align with or support your dealers vision: Goals

1. Reduce our "one time" ROs from 73% to 50% by Jan 31st.

2. Bring our ELR within 10% of our door rate by May 2024.
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Benefits.



Both objectives will increase the profitability of the organization. With the looming credit bubble, it will also hedge against lean times.



Raising profitability with existing resources. This is a good way to increase profits without having to aquire additional resources. 





Consequenses:



Losing money!  Not implementing these changes will cost the company. 
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