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Nam Dat

Dealership: H.J. Pfaff Audi

e Specific @ Measurable o Relevant a Time-bound

What is your current situation and challenge you will address?

After we closed down for Covid 19 we opened back up with limited staff. We brought fewer
people who could do multiple jobs. We didn't want to bring back everyone because the
business had slowed down and didn't justify it. We found out that these people weren't
necessarily great at these different tasks which meant more strain on the managers. We are
almost at 100% NCD and UCD in sales but haven't brought back everyone yet. It's a fresh
start to see if we can do the same job with fewer employees and we don't know if the
business will sustain or if there will be a drop in sales. Everyone is very busy doing multiple
duties, an the byproduct of that is some things are being missed. One of the items being
missed is our traffic log - we don't know how many people are coming into our showroom.

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.”

I want to know how many people actually come into our dealership for sales. We have a
sign-in sheet for Covid contact tracing which could double as a tracking system for sales
visits. We will add the following columns:

Reason for Visit:

1. Sales

2. Service

3. Parts

—~1 . T . [ [ -1 a

e How does this goal align with or support your dealer’s vision?
e What are the BENEFITS of achieving your goal? What are the CONSEQUENCES if you don’t?
e Why is this goal important to you?

As a dealership we want to be thorough and effective. We measure everything and that is
how you can see where the deficiencies are and how to address them.

Benefits: We will know our closing ratios, we will know if we need to increase marketing, if
marketing efforts are working, which sales people are stronger/weaker and how to help them
get better.

Consequences: We are throwing darts in the dark. We don't really know which sales person
is doing a good/bad job. We don't know if, as a dealership, we are doing a good job at
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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.

START, END, &

SPECIFIC ACTION/ NECESSARY ACCOUNTABLE
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHECKPOINT
DATES
Receptionist to New sign-in Christina and 100% sign in and | July 13th onward.
make sure sheets with Chantelle will tally total sales
EVERYONE updated make sure traffic every day
signs in. columns, 2 admin | everyone signs
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How will you track your progress? What specific metric(s) will you track? At what intervals will you
check on the progress?

The receptionist will tally the traffic logs everyday and give to Shannon (Sales Manager) who
will tally the numbers every week. Shannon and | will check individual closing ratios and
come up with action plans for those individuals not performing. | will also report the findings
to Drew (GM) so that we can focus on marketing efforts to make sure we get the proper
amount of traffic into the showroom.

Potential Obstacles? Potential Solutions?
There are 2 entrances currently. Have both Christina and Chantelle at the
Receptionists get busy doing other tasks. front reception so that if one has to leave

there will always be someone there.

Make sure Christina and Chantelle know
the importance of having an accurate
'sign-in’ sheet.

If one is busy they need to let they other
know so that they can make sure to capture
everyone on the list.

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

With better tracking we can spend more of our time coaching reps that need it.

We can better spend marketing dollars based on how much traffic we need for our budgets.
If we are currently closing at 25%, we can focus our energy on the reps that need help which
can get us closer to a 45% closing ratio.

If we realize we aren't getting enough traffic we can focus our marketing dollars to get more
traffic.

We can potentially get another 5-10 deals a month which would be $1,200 GP/unit, $600

F&I/unit, plus hitting terms of trade bonus $500/unit.
$2,300/unit X 7 units = $16,100 extra income/month.

©2020 National Automobile Dealers Association. All Rights Reserved. 3



NADA ACADEMY VARIABLE OPERATIONS 2

—
HOMEWORK — ACTION PLAN

Once you’ve accomplished your goal, 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.

This is actually pretty easy because as long as there is Covid we have a reason to have
everyone sign-in (contact tracing). So for 1-2 years not only will the receptionist know that it
must be done but we will also have an easier time getting clients to do it. After Covid has
come and gone. We will just alter the sign-in sheet so we capture sales traffic only.

Describe any planning or implementation meetings conducted as part of development of your plan.

I will meet with Shannon (other Sales Manager) and she will be in charge of gathering
everyones closing ratios.

| will also meet with Shannon, Christina and Chantelle to make sure we all understand the
importance of having accurate data from the sign-in sheet.

Sponsor Signature:
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	Name: Anthony Attanasio
	Date: July 12, 2020
	Dealership: H.J. Pfaff Audi
	What is your current situation and challenge you will address: After we closed down for Covid 19 we opened back up with limited staff.  We brought fewer people who could do multiple jobs.  We didn't want to bring back everyone because the business had slowed down and didn't justify it.  We found out that these people weren't necessarily great at these different tasks which meant more strain on the managers.  We are almost at 100% NCD and UCD in sales but haven't brought back everyone yet.  It's a fresh start to see if we can do the same job with fewer employees and we don't know if the business will sustain or if there will be a drop in sales.  Everyone is very busy doing multiple duties, an the byproduct of that is some things are being missed.  One of the items being missed is our traffic log - we don't know how many people are coming into our showroom.
	Example I will decrease my 5K run time from 30 minutes to 21 minutes by June 15: I want to know how many people actually come into our dealership for sales.  We have a sign-in sheet for Covid contact tracing which could double as a tracking system for sales visits.  We will add the following columns: 
Reason for Visit: 
1. Sales 
2. Service 
3. Parts 
The new Sheets will be in place by July 13th.
	Why is this goal important to you: As a dealership we want to be thorough and effective.  We measure everything and that is how you can see where the deficiencies are and how to address them.

Benefits: We will know our closing ratios, we will know if we need to increase marketing, if marketing efforts are working, which sales people are stronger/weaker and how to help them get better.

Consequences: We are throwing darts in the dark.  We don't really know which sales person is doing a good/bad job.  We don't know if, as a dealership, we are doing a good job at closing clients.
	SPECIFIC ACTION STEPRow1: Receptionist to make sure EVERYONE signs in. 
	NECESSARY RESOURCESRow1: New sign-in sheets with updated columns, 2 admin persons at the front desk
	ACCOUNTABLE PERSONSRow1: Christina and Chantelle will make sure everyone signs in.
	EXPECTED RESULTRow1: 100% sign in and tally total sales traffic every day
	START END  CHECKPOINT DATESRow1: July 13th onward.
	SPECIFIC ACTION STEPRow2: 
	NECESSARY RESOURCESRow2: 
	ACCOUNTABLE PERSONSRow2: 
	EXPECTED RESULTRow2: 
	START END  CHECKPOINT DATESRow2: 
	SPECIFIC ACTION STEPRow3: 
	NECESSARY RESOURCESRow3: 
	ACCOUNTABLE PERSONSRow3: 
	EXPECTED RESULTRow3: 
	START END  CHECKPOINT DATESRow3: 
	SPECIFIC ACTION STEPRow4: 
	NECESSARY RESOURCESRow4: 
	ACCOUNTABLE PERSONSRow4: 
	EXPECTED RESULTRow4: 
	START END  CHECKPOINT DATESRow4: 
	SPECIFIC ACTION STEPRow5: 
	NECESSARY RESOURCESRow5: 
	ACCOUNTABLE PERSONSRow5: 
	EXPECTED RESULTRow5: 
	START END  CHECKPOINT DATESRow5: 
	SPECIFIC ACTION STEPRow6: 
	NECESSARY RESOURCESRow6: 
	ACCOUNTABLE PERSONSRow6: 
	EXPECTED RESULTRow6: 
	START END  CHECKPOINT DATESRow6: 
	SPECIFIC ACTION STEPRow7: 
	NECESSARY RESOURCESRow7: 
	ACCOUNTABLE PERSONSRow7: 
	EXPECTED RESULTRow7: 
	START END  CHECKPOINT DATESRow7: 
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECKPOINT DATESRow8: 
	check on the progress: The receptionist will tally the traffic logs everyday and give to Shannon (Sales Manager) who will tally the numbers every week.  Shannon and I will check individual closing ratios and come up with action plans for those individuals not performing.  I will also report the findings to Drew (GM) so that we can focus on marketing efforts to make sure we get the proper amount of traffic into the showroom.
	Potential Obstacles: There are 2 entrances currently.
Receptionists get busy doing other tasks.

	Potential Solutions: Have both Christina and Chantelle at the front reception so that if one has to leave there will always be someone there.
Make sure Christina and Chantelle know the importance of having an accurate 'sign-in' sheet.
If one is busy they need to let they other know so that they can make sure to capture everyone on the list.
	BOTTOM LINE What is the financial impact expressed in dollars of achieving your goal: With better tracking we can spend more of our time coaching reps that need it.
We can better spend marketing dollars based on how much traffic we need for our budgets.
If we are currently closing at 25%, we can focus our energy on the reps that need help which can get us closer to a 45% closing ratio. 

If we realize we aren't getting enough traffic we can focus our marketing dollars to get more traffic.  

We can potentially get another 5-10 deals a month which would be $1,200 GP/unit, $600 F&I/unit, plus hitting terms of trade bonus $500/unit.
$2,300/unit X 7 units = $16,100 extra income/month.
	poor results Be specific: This is actually pretty easy because as long as there is Covid we have a reason to have everyone sign-in (contact tracing). So for 1-2 years not only will the receptionist know that it must be done but we will also have an easier time getting clients to do it.  After Covid has come and gone.  We will just alter the sign-in sheet so we capture sales traffic only.
	Describe any planning or implementation meetings conducted as part of development of your plan: I will meet with Shannon (other Sales Manager) and she will be in charge of gathering everyones closing ratios.

I will also meet with Shannon, Christina and Chantelle to make sure we all understand the importance of having accurate data from the sign-in sheet.




