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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle o 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

We like to increase customer pay gross profit from 64.65% to 72% by December 31, 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?

R

We want to achieve the NADA standard of 76% for the total service gross profit percentage by April 30, 2025.

The benefit of achieving our goal will open door for us to improve other parts of our service business like hours
per RO, customer pay & ELR, reducing one-item ROs and overall technician proficiency.

The consequences of not achieving our goals include maintaining the status quo, being slow to adopt new
changes, and limiting our growth plan.

We need to measure our progress and results within our service operation. Personally, | have been coming up
with various excuses for why we are where we are currently, such as our location, customer base, and lack of
buy-in from team members. However, accountability has to start with me. | need to apply what | am learning
right now to elevate our service department to the next level from this point forward.
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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

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| CHECK POINT
DATES
Phone call process |Phone call map/tree | Service mgr, office | Less call drop while |October 1, 2024
to set up an Phone script mgr, receptionist waiting Oct 31, 2024

appointment for
service

Advisors
appointment setting
and follow ups

Phone script and
written process

service mgr and
advisors

Better preparation
with incoming calls

November 1, 2024
Nov 30, 2024

Limit discount by
service advisor

Training and
explanation why

service mgr and
advisors

Some frustration
early but it will get
better as the time
progress

September 25, 2024
Oct 1, 2024

Review the stats
with mgr and
advisors(weekly)

Time. Need to set a
side time to do this

service mgr and
advisors,
Myself

May come up with
excuses why we
can't get together

September 20, 2024
Oct 21, 2024

Training the mgr and
advisors

Vendors and NADA

service mgr and
advisors,
Myself

They may feel that
they don't need
additional training
and don't have time

October 31, 2024
May 31, 2024
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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?

I will have a weekly get together with service manager and the service manager with advisors.
The service manager will bring the matrix to go over with me and advisors.

Potential Obstacles? Potential Solutions?
Team members not buying-in. Spend enough time to explain the benefits
Service team doesn't welcome training. Training is one of the important part of our jobs.
Advisors uncomfortable not giving discount to Everyone customers feel that they are treated
their long term customers. well.
Not ready to take their accountability Accountability goes both ways.

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

0000

It will increase $8600 monthly number for the CP labor sale.

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.

No exception for a monthly reviews with service mgr and advisors. Celebrate the achievement with memorable
event. It doesn't have to be flashy but thoughtful. Show them how much progress they made and making.
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The consequences of not achieving our goals include maintaining the status quo, being slow to adopt new changes, and limiting our growth plan.

We need to measure our progress and results within our service operation. Personally, I have been coming up with various excuses for why we are where we are currently, such as our location, customer base, and lack of buy-in from team members. However, accountability has to start with me. I need to apply what I am learning right now to elevate our service department to the next level from this point forward.
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