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ACTION PLAN 1

o Relevant 0 Time bound

What is your goal? What do you want to achieve? From what metric? To what metric? By what date?

| want to increase the service department used car check out gross profit. The service
department in the past has not been able to complete all the work that is recommended to
keep gross profit higher for sales in the front. | would like to take the profit up for each used
car RO from $100 to $300 before October 31,2024

BOTTOM LINE: Benefits of Achieving Your Goal

Increase Gross Profit on Used Cars:

This can be achieved by optimizing the
repair and reconditioning process of used
cars before they are put up for sale. Ensure
that all necessary repairs are done
efficiently and cost-effectively.

Increase Parts Sales. Improving the quality
of repairs and ensuring that all parts used
are genuine and durable, you can increase
customer trust and subsequently increase
sales in new, used and parts department.
Performing comprehensive inspections will
reduce the amount of combacks cauing
lost profit in sales and service.

Consequences of Not Achieving Your Goal

If the action plan isn't followed, it often
means that tasks aren't completed as
efficiently or effectively as they should be.
This can lead to lost opportunities for profit,
such as missed sales or service
appointments that could have generated
revenue. Customers returning for additional
services that could have been addressed
initially may feel frustrated and lose trust in
the dealership. Giving away free work due
to incomplete services or errors can
negatively impact the hours per repair
order metric.

We have started this action plan 06/10/2024

When will you start?

How will you gauge your progress? When? Using which metrics?

To ensure smooth progress of the action plan, | will maintain regular communication with the
GM and used car manager. Together, we will track each used car by scheduling service
appointments with specific dates. This structured approach will enable us to monitor each
vehicle's status closely, ensuring they are promptly serviced and ready for sale within a

72-hour timeframe.
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What specific actions will you take to achieve your goal? Who can help you?

Setting fixed prices for service based on vehicle category (budget cars, used cars, CPO
vehicles) simplifies the process and reduces wait times. This also ensures that necessary
service work is promptly authorized without delays, which can improve efficiency. We have
decided to do budget cars at $1000 used vehcile 5 years 60k miles and under at $1500 and
CPO vehciles at $2000. Anything exceeding these budgets must be approved by GM or Used
car manager. By delegating the authority to approve service work to the Service Department,
our Used Car Manager can concentrate on sales activities. This division of responsibilities
enhances productivity and specialization within our team. By incorporating service costs into
each vehicle's price, we are increasing transparency and potentially boosting gross profit
margins. This approach also provides a compelling selling point to customers, demonstrating
thorough inspection and maintenance. Allowing the Service Department to proceed with
necessary repairs without strict budget constraints can increase hours per repair order (RO)
for mechanics. This change may reduce unapplied time, optimizing payroll efficiency and
potentially increasing overall shop revenue. Faster turnover of tires and parts due to
increased service work can reduce inventory costs and prevent excess stock sitting on
shelves, thereby improving cash flow and operational efficiency in the Parts Department.
Implementing a 1-hour check-out after 30 days for vehicles still in inventory ensures that they
remain in top condition. This proactive measure can prevent issues post-sale, enhancing
customer satisfaction and reducing potential returns or service-related issues. This action
plan should optimize both the operational efficency and profitability of our used car
department and profitablity of used car sales and service department. There will be no more
interanl discounts moving forward. We have collectivly work together to make this action plan

stay on course.

Potential Challenges?

We anticipating some significant
challenges with the action plan regarding
used car inventory and servicing. Being
this is our busy time of year we are going
to have a hard time getting used vehciles in
on the scheduled dates. Vehicles might not
have gone through proper inspection or
maintenance at a dealership, leading to
potential issues and customer
dissatisfaction.When customers encounter
problems due to incomplete checks or
maintenance, it can indeed erode trust in
the dealership. Time management will be
kev to overcomina notential challenaes.

Potential Solutions?

Here's a structured potential solution based
on the information:Increase sales for the
service department for each vehicle.
Identified opportunity to increase profit from
internal sales. Review pricing strategies to
maximize profitability without compromising
customer satisfaction. Maintain a high
standard of customer service to retain and
attract more clients. Establish regular
feedback loops to assess progress and
identify areas for further improvement. By
following this structered approach we can

further enhance proft and efficency of the
service denartment
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