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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

9 Specific m Measurahle 0 Relevant ° 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.”

o000

| will increase our Internal Technician proficiency from 123.55% to 135% while adding a 4th dedicated Used Car
Technician by December 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

Growth in Used Car and building our market share during a time when many dealers are very hesitant to double
down on used cars is paramount to the growth potential of Honda Cars of Rockwall. To achieve this growth we
have opted to focus very heavily on value autos (< 2018 and > 80,000 miles) to help insulate our inventory from
depreciation and to provide a value proposition to our customers to be able to offer reasonable payments in the
face of rising interest rates.

Achieving this proficiency increase while adding the additional technician would provide a 40% increase in
overall UC technician output which will allow us to maintain an optimal 5 days to Frontline reconditioning metric
while being able to process the medium/heavy line work necessary to recondition some of these older units.
Speed is essential here as merchandising these cars faster and more effectively will generate more
opportunities to sell these units on a quicker turn which allows me to sustain higher inventory levels effectively.

If | am not able to maintain the Technician proficiency specifically within the Internal department than they will
see a substantial decrease in hours and overall pay as we cross the threshold to adding a 4th technician. This
can decreased morale, decreased efficiency, lower quality of overall work performed, and even loss of
personnel if not managed effectively.

Managing this transition effectively will boost our reconditioning capacity to a level that will sustain us through as
much as a 25% year over year increase in Used Cars which would be substantial given that it would be the 3rd
straight year seeing large Year over Year increases in Used Car volume. Continuing to grow this volume area
not only directly benefits variable operations and gross profit but represents a substantial growth in Internal
gross profit as well.
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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

SPECIFIC ACTION/
STEP

NECESSARY
RESOURCE(S)

ACCOUNTABLE
PERSON(S)

EXPECTED RESULT

START, END, &
CHECK POINT
DATES

Hire the right person
to add to an already
cohesive and
effective UC
technican team

Possible utlilization
of Indeed and local
recruiter

Stephen Slaton -
Parts/Internal
Manager

Hire if good,
qualified Used Car
Technician

Start 11/1/23 -
expect personnel to
be hired and active
by 12/1/23

Manage Daily Tech
Workload through

Rapid Recon and
UC Technician

Stephen Slaton

Daily gameplan
aiming at 4

Conducted daily
starting 12/1/23

issues

daily gameplan and | Proficiency completed repairs
Rapid Recon Worksheet and 4 inspections
per technician
Asset Meetings RAP Report John Frazier & Review individual Conducted weekly
Weekly on Mondays | Technician Stephen Slaton UC Technician starting 12/1/23
@ 1:00 PM Proficiency proficiencies weekly
Spreadsheet to identify trends and

Used Car Meeting
Weekly on
Thursdays @ 11:00
AM

VAuto, CDK, Rapid
Recon

John Frazier
Stephen Slaton
Glen Allen (GSM)
Gary Durham (UCM)
All UC Technicians

Review time to
frontline, problem
units, and
acquisition strategy
for the week

Conducted weekly
starting 12/1/23
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NADA c.n

SERVICE OPERATIONS HOMEWORK — ACTION PLAN

!

How will you track your progress? Where will you find the information? How often will you check in?

We will utilize the individual technician and overall technician proficiencies as calculated in the Service Inventory
TAB B first calculation of the NADA template from class. | will modify this to show both overall and individual
technician proficiencies simultaneously.

This will be calculated weekly in our Asset Meetings

Potential Obstacles? Potential Solutions?

Getting the new technician up to speed with our Buddy system with senior tech to familiarize

reconditioning process through Rapid Recon. with Rapid Recon system.

Uneven flow of acquisition units into the Weekly meetings with UC leadership to review

reconditioning queue. acquisition strategy and to plan ahead for spikes
and lapses in incoming units.

Effective dispatching and distribution of work Daily Technician Gameplan sheet given to

between an additional UC Technician. technicians daily to ensure adequate
dispatching

Ensuring there is consistently enough work to

support the addition of a 4th technician Spinkle in PDI's as needed to fill any gaps in

dedicated to Used Car reconditioning available work for UC Techs

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

0000

a 135% Proficiency with the additional technician added would be an increase of 317 additional billed hours at
$122.19 ELR represents 44,722 additional internal labor sales per month

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.

Once the metric has been established and is being tracked during asset meetings weekly it will be highlighted
for performance or underperformance. If metric is not being met we have the ability to pivot and establish a
gameplan to correct this as soon as possible.
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