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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

!

e Specific m Measurahle o Relevant o 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 will grow our customer repair work percentage from 39.5% to 41.5% in the next 90 days or by October 1,
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

Customer pay work is the foundation of a solid service department and represents how well we really do in our
service department with maintaining a great customer relationship. The benefits are long term relationships with
customer through service repairs even beyond the warranty period. The ELR for customer pay (hon-quick
service) is higher than warranty and thus the dealership grosses more. The main consequence is having too
much of our work tied to warranty is that when quality improves or recalls diminish we have lost the customer
pay side of the business by not maintaining the relationship and our business will decline.
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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

Service Truck

truck, Marketing of
Program,
Scheduling software

Robert Morgan
Joshua Flchter

pay fleet business
and retail business

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| CHECK POINT
DATES
Phone Training for | Develop a standard | Johnny Tisdale Increase in Start July 1
Advisors and BDC | two choice response | Robert Morgan Customer Pay Weekly (Each
to scheduling work Appointments and Monday) going
RO counts forward
Reduce stall space | Staffing for two man | Roger Calderon Continue to meet July 15th
for Quick Service teams Robert Morgan Quick Service
and implement more demand using less
two man teams stalls
Increase main line Hire additional Roger Calderon More availability for | July 15th
work with new stalls |technicians to Scott Wilson scheduling customer
from QS produce main line Robert Morgan pay work
customer pay work
Launch Mobile Completed mobile Roger Calderon Increase in customer | July 1

Weekly performance
reviews

Increase customer
pay upsell lines on
R.O.'s

RO Analysis to show
our performance and
software tracking by
advisor in this
category

Johnny Tisdale
Robert Morgan

Reduction in one
line tickets

July 15
Weekly performance
reviews by Advisors

Video presentations
to customers from
technicians

Training and buy in
from technicians to
use Covideo
software

Roger Calderon
Scott Wilson
Robert Morgan

Increase in multi line
tickets, customer
pay work.

July 15
August 1 check in on
progress
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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 track performance by using total sales for Customer Pay, Warranty and Internal work. This data is
easily available daily through ReverseRisk which pulls from DMS. We will pull a MTD report each MOnday to
track performance.

Potential Obstacles? Potential Solutions?

Phone Training - changing habits Consistent training on how we expect a call to
be handled and then doing weekly mystery
shops by Managers and Advisors shopping their
teammates.

Hiring technicians to fill new stall space Placing employment advertisement. We have
the work that many dealerships don't just not the
space so we should be able to hire techs.

Setting up mobile service accounts Service Manager cold calling Fleet Customers
and offering new service opportunity.

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

0000

This will results in $10,000 more a month in Customer Pay work and with our gross percentage of 77.4% for
non-quick service customer pay work that means $7,740 more gross.

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.

The biggest failing point is scheduling of customer pay work. This will be done through much better phone
training and we will need to continually check through reviewing calls and mystery shopping.
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	How does this goal align with or support your dealers vision: We will grow our customer repair work percentage from 39.5% to 41.5% in the next 90 days or by October 1, 2020.
	2020 National Automobile Dealers Association All Rights Reserved: Customer pay work is the foundation of a solid service department and represents how well we really do in our service department with maintaining a great customer relationship.  The benefits are long term relationships with customer through service repairs even beyond the warranty period.  The ELR for customer pay (non-quick service) is higher than warranty and thus the dealership grosses more.  The main consequence is having too much of our work tied to warranty is that when quality improves or recalls diminish we have lost the customer pay side of the business by not maintaining the relationship and our business will decline.
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	START END  CHECK POINT DATESRow1: Start July 1
Weekly (Each Monday) going forward
	SPECIFIC ACTION STEPRow2: Reduce stall space for Quick Service and implement more two man teams
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	ACCOUNTABLE PERSONSRow2: Roger Calderon
Robert Morgan
	EXPECTED RESULTRow2: Continue to meet Quick Service demand using less stalls
	START END  CHECK POINT DATESRow2: July 15th


	SPECIFIC ACTION STEPRow3: Increase main line work with new stalls from QS
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Robert Morgan
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	SPECIFIC ACTION STEPRow4: Launch Mobile Service Truck
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	ACCOUNTABLE PERSONSRow4: Roger Calderon
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Joshua FIchter
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	START END  CHECK POINT DATESRow4: July 1
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	SPECIFIC ACTION STEPRow5: Increase customer pay upsell lines on R.O.'s
	NECESSARY RESOURCESRow5: RO Analysis to show our performance and software tracking by advisor in this category
	ACCOUNTABLE PERSONSRow5: Johnny Tisdale
Robert Morgan
	EXPECTED RESULTRow5: Reduction in one line tickets
	START END  CHECK POINT DATESRow5: July 15
Weekly performance reviews by Advisors
	SPECIFIC ACTION STEPRow6: Video presentations to customers from technicians
	NECESSARY RESOURCESRow6: Training and buy in from technicians to use Covideo software
	ACCOUNTABLE PERSONSRow6: Roger Calderon
Scott Wilson
Robert Morgan
	EXPECTED RESULTRow6: Increase in multi line tickets, customer pay work.
	START END  CHECK POINT DATESRow6: July 15
August 1 check in on progress

	SPECIFIC ACTION STEPRow7: 
	NECESSARY RESOURCESRow7: 
	ACCOUNTABLE PERSONSRow7: 
	EXPECTED RESULTRow7: 
	START END  CHECK POINT DATESRow7: 
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: We will track performance by using total sales for Customer Pay, Warranty and Internal work.  This data is easily available daily through ReverseRisk which pulls from DMS.  We will pull a MTD report each MOnday to track performance.
	A_2: Phone Training - changing habits




Hiring technicians to fill new stall space



Setting up mobile service accounts
	A_3: Consistent training on how we expect a call to be handled and then doing weekly mystery shops by Managers and Advisors shopping their teammates.

Placing employment advertisement.  We have the work that many dealerships don't just not the space so we should be able to hire techs.

Service Manager cold calling Fleet Customers and offering new service opportunity.
	R: This will results in $10,000 more a month in Customer Pay work and with our gross percentage of 77.4% for non-quick service customer pay work that means $7,740 more gross.
	S: The biggest failing point is scheduling of customer pay work.  This will be done through much better phone training and we will need to continually check through reviewing calls and mystery shopping.  


