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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.”

(s Vi T

| will increase our customer retention on the first 5k oil change from 70% to 88% by Febuary 28,2023.

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

This is goal aligns with our vision because giving the customer a world class experience in every department in
our store is what we strive for on an everyday basis. We have worked very hard to to becoming one of the
biggest stores in the country by being different from your traditional stores. We believe retaining our customers
88% of the time will help us continue to grow in service and retain our customers for their every need.

The benefits of having our customers do their first oil change with us allows them to continue their one person
one price experience with their vehicle. This will continue to keep our customer coming back here at our store
and spending their money. Creating the "Key Flipper" experience when the customer comes in for an oil change.
The better experience they get initially on their first oil change, the better the percentage of them returning to our
store for their 10k.

The consequences of not achieving our goal are losing customers in our PMA. If we do not maintain an 88%
retention it will make it very difficult to continue to grow in both sales and service departments. If customer create
a relationship with another dealership the chances of them purchasing their next vehicle from there increases
and we continue to lose them for good.

This goal is important to me because we are about to expand our service department by doubling our bay count.
We are going to need every customer that we sell vehicles to come back and service their vehicles with us. Also,
we have grown in the last three years in Sales and Service department and when the market starts to change
losing customer that we have gained is not an option. We want our customer to continue their relationships with
our store for many years.

This goal is important to me because we are about to expand our service department by doubling our bay count.
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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

sales men meet and
greet an advisor

fitting this process in
our steps

accountable to
following our steps

START, END, &

SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '

STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEgl_{(TEgINT
Explaining the Attending all the Managers of the Getting an 11/15/203,
beneifts to our sales |Team meetings for [team awareness of the 11/30/2023,
staff the next couple sales staff 12/10/2023

weeks

Having a step in our [Reviewing our 12 Sales Managers / Holding our 11/15/2023,
sales process where |step process and Team leaders salesmen 11/30/2023, at the

end of each week

Explaining to service
advisors the benefits
of a great 5k service

daily meetings with
the advisor teams

Service Manager

Having a process on
making the 5k oil
service something
special for our
customers

11/30/2023,
12/30/2023, every
week

What are the
necessary steps on
creating a great 5k
service

Proper appointment
settings and meet
and greet with
customers

Service Manager

Having a culture on
the importance of
this and maintaining
our clinetel

11/30/2023,12/30/20
23 every week

Having an
automated email
template

Getting with our
advertising company
and making a
service video for all

of our sold
clistomers

General Sales
Manager / Service
Manager

After every sold car
gets delviered in our
system the email
goes out

11/30/2023, forever,
12/15/2023

Tracking the
customer first 5k oil
changes

Tracking through
our DMS on
customers making
their first 5k oil
change

BDC Manager /
Service Manager

Seeing a higher
percentage of
customer coming in
for their first oil
change

11/30/2023, forever,
every three months
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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

We will track our progress from running report every three months through our CRM. Inside our CRM we have
the ability to track all of the 5k service done throughout a three-month time period. Once we have this data, we
can compare the % of vehicles we serviced that purchased the vehicle from us. After the first initial run on the
third month, | would like our service manager to run this report for the next 6 months to really get a more
accurate data of this report. Our average for most customer to be at their first 5k is an average of 90-120 days.

Potential Obstacles?

Having our sales consultant really understand
the important of this and having them commit to
doing this 100% of the time

Having our service advisors really taking the time
with each induvial customer on their first 5k to
start the relationship with the customer

Having the right BDC on answering the phones
and setting appointments on these first 5k and
communicating to the advisors upon arrival
Having our Service Manager holding his team
accountable for getting this done

Potential Solutions?

Having a service introduction to every vehicle we
sell could continue our path on becoming top 10
stores in the nation in sales and service

Building relationships between service advisors
and customers that can last a lifetime

Figuring out new ways to schedule a 5k where
the customer can be excited to service their
vehicle like they where when they purchased it
Service Manager will have much success in his
career

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

0000

The financial impact of having an 88% retention of all of our customers can increase our bottom line by 800k

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.

Running our CRM report at the end of each month and really tracking on keeping the percentage around 88%.
Having a weekly meeting with our advisors and sales team on any issues that have been arising on affecting the
production of this happening. Also doing monthly mystery shops on our sales team and advisors. Using different
ways to continue to check these process and making sure they are happening.

©2021 National Automobile Dealers Association. All Rights Reserved.



	How does this goal align with or support your dealers vision: I will increase our customer retention on the first 5k oil change from 70% to 88% by Febuary 28,2023.
	2020 National Automobile Dealers Association All Rights Reserved: This is goal aligns with our vision because giving the customer a world class experience in every department in our store is what we strive for on an everyday basis. We have worked very hard to to becoming one of the biggest stores in the country by being different from your traditional stores. We believe retaining our customers 88% of the time will help us continue to grow in service and retain our customers for their every need.
 
The benefits of having our customers do their first oil change with us allows them to continue their one person one price experience with their vehicle. This will continue to keep our customer coming back here at our store and spending their money. Creating the "Key Flipper" experience when the customer comes in for an oil change. The better experience they get initially on their first oil change, the better the percentage of them returning to our store for their 10k.
 
The consequences of not achieving our goal are losing customers in our PMA. If we do not maintain an 88% retention it will make it very difficult to continue to grow in both sales and service departments. If customer create a relationship with another dealership the chances of them purchasing their next vehicle from there increases and we continue to lose them for good. 
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	EXPECTED RESULTRow1: Getting an awareness of the sales staff
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	SPECIFIC ACTION STEPRow2: Having a step in our sales process where sales men meet and greet an advisor
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	SPECIFIC ACTION STEPRow6: Tracking the customer first 5k oil changes 
	NECESSARY RESOURCESRow6: Tracking through our DMS on customers making their first 5k oil change
	ACCOUNTABLE PERSONSRow6: BDC Manager / Service Manager
	EXPECTED RESULTRow6: Seeing a higher percentage of customer coming in for their first oil change
	START END  CHECK POINT DATESRow6: 11/30/2023, forever, every three months 
	SPECIFIC ACTION STEPRow7: 
	NECESSARY RESOURCESRow7: 
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	A: We will track our progress from running report every three months through our CRM. Inside our CRM we have the ability to track all of the 5k service done throughout a three-month time period. Once we have this data, we can compare the % of vehicles we serviced that purchased the vehicle from us. After the first initial run on the third month, I would like our service manager to run this report for the next 6 months to really get a more accurate data of this report. Our average for most customer to be at their first 5k is an average of 90-120 days.

	A_2: Having our sales consultant really understand the important of this and having them commit to doing this 100% of the time
Having our service advisors really taking the time with each induvial customer on their first 5k to start the relationship with the customer
Having the right BDC on answering the phones and setting appointments on these first 5k and communicating to the advisors upon arrival
Having our Service Manager holding his team accountable for getting this done

	A_3: Having a service introduction to every vehicle we sell could continue our path on becoming top 10 stores in the nation in sales and service
Building relationships between service advisors and customers that can last a lifetime
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