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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

| will decrease our Used Car turn from 10 days to 5 days by July 31, 2020.

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

Used Cars are typically the heartbeat of any lot. They are not only a profit center for the sales department but also the Fixed
Departments as well. The continual flow of vehicles provides opportunity for both to be successful. In order to increase
sales, you must increase the volume of Used Cars you have in stock which also means you need a dedicated team in place
to funnel these cars in and out quickly. To often at our location this seems to be the downfall. Vehicles are purchased,
communicated with the Fixed Team when and how often they will be arriving in order to adjust schedules to handle the wave.

Benefits to both departments is Gross and Profit. The faster the Service Team gets the cars, UCIs them, gets work approved
and completes repairs the more opportunity they have to take on more work for the shop. Mechanics win, shop wins and the
store wins.

Consequences are painful. Currently right now with a 9.4 day turn the trust between departments is not there. Used Car
manager is leery or purchasing in bulk and shop has fear that we are not providing enough work driving moral down.

It is important to drive the Used Car Recon Turn down to allow for both departments to take steps forward and sputter out.

We need to change/enhance some processes and pay plans to spark this movement into a higher gear. If we are not
changing we are not growing.
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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, &

train understudy /
teammate

Support from Service
Manager.

Service Manager
Service Director
General Manager

communication with
Techs and Used Car
Manager allowing for
quicker approvals on
work.

SPECIFIC ACTION/ NECESSARY ACCOUNTABLE
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEg:TEgINT
FULL SHIFT DISPATCF| Current Dispatch to Dispatch Constant June 1st, 15th, 30th

July 1st Kickoff

July 31st Fully Engaged

Dedicated Used Car
Dream Team - Techs

Service Manager and
Director to recruit team
members

Service Manager
Service Director
General Manager

Full Focus on Used
Cars allowing them to
complete more
efficiently.

June 1st, 15th, 30th

July 1st Fully Engaged

Sales help with Trades

Process in place for
when deal is completed
the salesperson parks
car is service number
spot and drops keys
into lockbox at

Salesperson

Sales Manager
Finance Manager

Used Car Manager
General Sales Manager

Dispatch has plan, tech
knows where car is and
what inspection needs
to be completed.

June 1st, 15th, 30th

July 1st Fully Engaged

Approval Text Alerts

Current Computer
System

Dispatch
Used Car Manager
General Manager

Quicker turn a round for
approvals needed to
complete work

June 1st, 15th, 30th

July 1st Fully Engaged

Pay Plan
Enhancement / Penalty

Meeting with team to go
over details.

Techs

Service Manager
Service Director
General Manager

Higher focus on the
actual turn time with
results. Will ruffle
feathers however
needed to move
forward.

Working towards July
start date. Working on
details with Service
Director, VP of Fixed
Operations and CEO.
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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

Everyday tracked and checked. Daily meetings with Service Team to discuss any abnormalities or obstacles. Currently our
store has a tool called DealerFenix to track such things. It is called a Recon Complete Report. Tracks UCI, Service Days,
Detail Days, Parts Days, Bodyshop and Pictures.

Potential Obstacles? Potential Solutions?
Buy in from the Service Team with Pay Adjustments, Working closely with all the players. Staying engaged
adjusted schedules and lack of volume to energize with Used Car Manager to ensure we are getting every
team with change. used car we can via trade, auction or street buy.

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

0000

Huge. Hard to put an exact dollar figure on it as every car is different. For February average recon was $1,300 per car.
Increased turn, to higher volume will equal more for everyone involved. Keep Service fed to pay bills allows Sales to be the
fluff.

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.
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