NADA oo

SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

o Specific m Measurable o Relevant o Time bound

ll

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

Take internal labor rate from 95 to door rate of 160. This will go into effect Jan 1st 2021

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?

Our Internal rate has been behind door rate for many years. This has just been done this way per the dealers
directive. This is obviously and easy task to complete but the benefits will tremendously help the Gross % of
sales in internal and overall retentnion dollars in service department. This is important to me to create the
baseline of consistent overall service department sales/Gross metric.
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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

change

department/Technici
ans/accounting.

dollars internal

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT | CHECK POINT
DATES
Make the necessary | Service Servie manager increase in Labor start 1/1/2021

Have a kick off
meeting with Service
and technicians.

Staff

Service manager

Overall increase in
morale and job
performance

Same as above

Meeting with Used
car management

Used managers

Used car managers

Explain the benefits
that will come along
with this change to
used cars

Same as above
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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?

Progress tracking wil be done daily from Daily operating control.

Potential Obstacles? Potential Solutions?
Used car management pushback due to OVerall better quality unit turned over to used
increase in price. cars.
keeping mechanics on task and not getting "fat" Can open up more dorrs for a and B techs to
Need to make sure 72 hour is kept on track work on the used cars for quicker turns.
including sublet- Obsolve some expense to used cars in the

event of comebacks- Wil have guidelines of
limited warranties included in this door rate.

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

0000

We average about 300 internal tickets monthly. with a internal rate of 160 and we charge 1.5 per ESP- Total
increase in labor dollars shouldbe about double what we are currently doing. On an average month this will
increase to $72,000 in labor

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.

We will monitor this daily, with a monthly follow up ,meeting to ensure all departments are firing on all cylinders.
We will keep an eye on Gross profit per used vehicle to identify if there is any significant change by increasing
labor rate.
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