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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle 0 Relevant ° Time bound

!

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

Increase CP Labor Hours per RO by .3. Currentis 1.1 increase to 1.4. By May 31st, 2024 (ongoing).

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

Align dealer's vision to have higher service absorption.
Benefits of achieving goal: Improved measureables. Considering even an increase in selling expense, and
slight decrease of PtoL Ratio this is a win! Plus more parts purchase makes the manufacturer happy :).

Measurable From To Increase

Labor Gross FROM $563,221.00 TO $666,331.00 INCREASE $103,110.00 monthly
Parts Sales FROM $515,101.00 TO $594,148.00 INCREASE $ 79,047.00 monthly

Parts Gross FROM $249,823.98 TO $288,161.78 INCREASE $ 38,337.80 monthly

Net Profit FROM $ 55,699.00 TO $131,698.00 INCREASE $ 75,999.00 monthly

Absorption FROM 50.84% TO 58.05% INCREASE 7.21%
Tech Proficiency

FROM 92.48% TO 108.82% INCREASE 16.34%
Facility Utilization

FROM 41.81% TO 49.20% INCREASE 7.39%
Owner Base Potential

FROM 42.30% TO 64.25% INCREASE 21.95%

Consequences: Importance of improvement, as a Fixed Operations Director primary responsibility is profitability
which includes Net Profit and Absorption. Always improving the spread is vital.
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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

Determine current
HPRO
measurement by
ASM.

ROAMS/CDK/Excel

Service Manager

Determine baseline

March 29th, 2024

One on one held
with each ASM
showing base
mesurement and

goal improvement
and henefit in their

ROAMS/CDK/Excel/
Time

Service Manager

Goal setting

April 2nd, 2024

Review repair
orders that are
under minimum 1.4
and review
corresponding MPI's
with ASM_Duirina

DealerFX/Time

Service Manager

Improvememnt

April 12th, 2024

Provide traing of "
How to Sell" during
one on ones and
morning huddle.
Practice roll play

Feature and Benefit
sheets/ You Tube
how to sell.....

Service Manager

Improvement

April 19th, 2025

Review
measurements
during ASM weekly
one on one.

ROAMS/CDK/Excel/
Time

Service Manager

Imrprovement

April 26th, 2024

Celebrate successes

Base line
measurements
comparted to EOM

Service Manager

Celebration and
improved increase
NET Profit and
Absorption

May 2nd, 2024

Now Repeat all
above steps

ongoing
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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?

Tracking progress thru and excell spreadsheet by ASM utilizing information thru CDK and ROAMS. ASM will
be able to check daily reporting and one on ones will be weekly.

Potential Obstacles? Potential Solutions?

Lack of training. Continued effort to train and develop thoose
that deserve to stay on the team to reach our
goal.

Honeymoon

With any change there is an immediate impact
usualy to the good. After they are comfortable if
may revert to the previous way, | call this
immediate impact "honeymoon". With
structured reporting and one one's the ASM will
understand the new goal and perform.

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

0000

Net profit average month increase $75,999 x 12 months $911,988.00 yearly!

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.

Like | have stated above repeat of goals and contiued one on ones communicating and holding accountable.
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	How does this goal align with or support your dealers vision: Increase CP Labor Hours per RO by .3.  Current is 1.1 increase to 1.4.  By May 31st, 2024 (ongoing).
	2020 National Automobile Dealers Association All Rights Reserved: Align dealer's vision to have higher service absorption.

Benefits of achieving goal:  Improved measureables.  Considering even an increase in selling expense, and slight decrease of PtoL Ratio this is a win!  Plus more parts purchase makes the manufacturer happy :).





Measurable From To Increase

Labor Gross   FROM $563,221.00    TO $666,331.00  INCREASE $103,110.00 monthly



Parts Sales    FROM $515,101.00    TO $594,148.00  INCREASE $ 79,047.00 monthly

 

Parts Gross   FROM $249,823.98     TO $288,161.78  INCREASE $ 38,337.80 monthly

 

Net Profit       FROM $ 55,699.00      TO $131,698.00  INCREASE $ 75,999.00 monthly

 

Absorption     FROM 50.84%             TO 58.05%         INCREASE  7.21%



Tech Proficiency 

                      FROM 92.48%             TO 108.82%       INCREASE 16.34%

Facility Utilization

                      FROM 41.81%             TO 49.20%         INCREASE  7.39%

Owner Base Potential 

                      FROM 42.30%             TO 64.25%         INCREASE 21.95%



Consequences: Importance of improvement, as a Fixed Operations Director primary responsibility is profitability which includes Net Profit and Absorption.  Always improving the spread is vital.
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Honeymoon
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With any change there is an immediate impact usualy to the good.  After they are comfortable if may revert to the previous way, I call this immediate impact "honeymoon".  With structured reporting and one one's the ASM will understand the new goal and perform.
	R: Net profit average month increase $75,999 x 12 months $911,988.00 yearly!
	S:  Like I have stated above repeat of goals and contiued one on ones communicating and holding accountable. 


