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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN
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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.”
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Our Service department will bring our ratio of proper service walkarounds to an ultimate goal of 80% during appointment
check-ins by the end of the year, 12/31/2020; with a midway point ratio from now of 35% improvement of service customers
receiving proper walkarounds by the end of November, 11/30/2020.

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

Our's dealer's vision is to ensure outstanding customer service and employee morale. In alignment with that vision, ensuring
customers receive the proper walkarounds that their vehicle's deserve as the professionals that we are would equal better
customer service, because their needs would be enlightened if not previously noticed, and their reception of immediate
information would lead to more informed decision making in turn bringing us more sales for service, which would increase the
morale of the entire shop (in theory) as each department experiences a gross profit increase.

Benefits include:

-Better customer service, Easier Sales

-Happier Customers

-More upsells in the drive, leading to more parts and labor sales and gross profit
-More educated customers

-Safer Customers

-Eliminate customers claiming damage to their vehicles done by us.

Consequences of in-action include:

-A continuation of mediocrity in the drive with upsells

-lost opportunity to other shops

-lost sales to customers that choose to service or shop elsewhere due to mistakes or missed items

-Decrease in company reputation locally

-LOST OPPORTUNITY THAT IS EXPONENTIAL AND UNMEASURABLE HOW IMPACTFUL MISSING THIS MISS IS.

This goal is important to me, though I'm not in the drive on a daily basis or in charge of the advisors and service department,
because | have heard the benefits over and over that proper walkaround brings to the service departments that do
incorporate walkarounds in their check in process and how much extra work that that can bring for the department, and how

easy it is to point out problems that are in plain view and ask for the sale. It is also important for me to develop the habit of
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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

SPECIFIC ACTION/
STEP

NECESSARY
RESOURCE(S)

ACCOUNTABLE
PERSON(S)

EXPECTED RESULT

START, END, &
CHECK POINT
DATES

Meeting with Owner,
Lowell, and | to develop
a game plan

Time during work

Lowell, Chuck, Charley

Put together a decisive
plan of action on what
research we will do to
find the right program
and tablets we will need

Meeting to be held by
Oct. 31st

Researching the
products available to
dealers, asking fellow
NADA members what
they use, identify the
proper process for

Computers for NADA
class and research,
contacts in the industry

Lowell, Chuck, Charley

Find the correct
program and tablet/tool
for our advisors to use
to make easy and
intuitive walkarounds
that can be emailed a

First week of November
acquisition, to end of
first week of November
identification and plan in
place.

Introduce the new
process and train them
on coaching their
customers to start using
the drive

The service
departments time and
members

Lowell

Introduce and line out
the process to roll out a
change and new
process for the advisors
to get their customers to
start using the drive

Mid November

Introduce the new
technology to the
advisors and make sure
they know how to use it
to it's full capacity.

technology in the form
of laptop hybrids/ or
tablets

Chuck, Lowell, and |

The advisors are
competent on the
equipment and using it

Mid November

Proficiency in
incorporating the use of
menu presentation with
the new tech so that the
customer can see the
benefit and price with

technology in the form
of laptop hybrids/ or
tablets

Lowell, Service advisors

Customers will be able
to see with their own
eyes the suite of
products their vehicle
needs and qualifies for
by miles and vin, see

Mid November to late
November

Incorporate and hold
the advisors to holding
themselves accountable
to introducing
customers to the Ford
Credit card for service

Process change and
accountability tracking

Lowell and service
advisors

Sell more Ford Credit
cards, so that
customers will do more
work with us, charge it
to their card, earn
rewards and benefits of

November 1st latest
date for incorporation

Train the service
advisors on pulling
necessary services per
mile by vin, and
educating customers on
the 5 heavy services

Sharing of the 5 heavy
service driving
behaviors shared in
class with the advisors,
oasis pulls on the
computer, and the

Lowell and service
advisors

An educated customer
base that sees the
value in spending more
money to keep their
vehicles running at their
peak levels, and more

This can be shared and
worked on immediately
as the tools are already
available but no
process is in place to
mandate that the

Identify a way to pack
single lines on R.O.'s
with transparent, nut
multiple parts and
services

Dealertrack and
information input rules

Lowell and service
advisors

Begin to pack more
parts into single lines on
R.O.s, naturally selling
more parts, but also
allowing for room on the
Repair order to highlight]

This is something we
can work on while we
research how we are
going to move more
digital and move toward

a digital walkaround.
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SERVICE OPERATIONS HOMEWORK — ACTION PLAN
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How will you track your progress? Where will you find the information? How often will you check in?

0000

Progress can be tracked by R.O., with the techs writing on each R.O. when they were able to complete them. Service advisor
job reports can be run by Lowell every day and audited for walkarounds done. The process can be checked by usage of the
technology we decide to go with and the applicable reports that will be brought with that. Cameras can be audited, calls can
be listened to, to make sure the advisors have bought in and are advising the customers to use the drive, and the information
will be found in a multitude of places.

Progress will be tracked in dealertrack for parts and service sales, and progress can be tracked by auditing R.O.'s. Check in
will be done daily, weekly, and monthly.

Potential Obstacles? Potential Solutions?
a. Customers will not listen to our advisors and drive a. Train the advisors to let every made appointment
into the drive. know that their responsibility, if able to, is to drive into
b. Advisor Attitude and will the service drive and honk the horn.
c. ldentifying the proper tools to achieve an excellent, b. Advisors will be responsible for the walkarounds
thorough, clear and intuitive method of capturing the they can control or it will directly come out of their
walkaround and necessary items that can also help paycheck.
start the repair order. c. Research and investment into the tools that will

allow for all of the obstacles in item c to be met for
easy information sharing from customer to tech.

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

0000

The financial impact at this time is immeasurable. If it leads to 75% utilization of the shop, the Dollar goal potential is $100k+
overall gross from the fixed operations departments.

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.

There will need to be daily, weekly, and monthly check in points and by in from many members of the team, but it is all
attainable. we achieve our goal?... We'll have a MUCH happier team. Lowell will have alleviated stress, the service advisors
will be extremely happy with their check increases, as will the parts department, and most importantly it will keep our techs
busy, and their pockets full. It will raise the level of the entire ship... and most importantly it will eliminate the mess of paper

and miscommunications between internal and external business, and move us forward with technological changes that we
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	How does this goal align with or support your dealers vision: Our Service department will bring our ratio of proper service walkarounds to an ultimate goal of 80% during appointment check-ins by the end of the year, 12/31/2020; with a midway point ratio from now of 35% improvement of service customers receiving proper walkarounds by the end of November, 11/30/2020. 
	2020 National Automobile Dealers Association All Rights Reserved: Our's dealer's vision is to ensure outstanding customer service and employee morale. In alignment with that vision, ensuring customers receive the proper walkarounds that their vehicle's deserve as the professionals that we are would equal better customer service, because their needs would be enlightened if not previously noticed, and their reception of immediate information would lead to more informed decision making in turn bringing us more sales for service, which would increase the morale of the entire shop (in theory) as each department experiences a gross profit increase.  

Benefits include:
-Better customer service, Easier Sales 
-Happier Customers
-More upsells in the drive, leading to more parts and labor sales and gross profit
-More educated customers
-Safer Customers
-Eliminate customers claiming damage to their vehicles done by us. 

Consequences of in-action include:
-A continuation of mediocrity in the drive with upsells
-lost opportunity to other shops
-lost sales to customers that choose to service or shop elsewhere due to mistakes or missed items
-Decrease in company reputation locally
-LOST OPPORTUNITY THAT IS EXPONENTIAL AND UNMEASURABLE HOW IMPACTFUL MISSING THIS MISS IS.


This goal is important to me, though I'm not in the drive on a daily basis or in charge of the advisors and service department, because I have heard the benefits over and over that proper walkaround brings to the service departments that do incorporate walkarounds in their check in process and how much extra work that that can bring for the department, and how easy it is to point out problems that are in plain view and ask for the sale. It is also important for me to develop the habit of interaction between the advisors and the customers. Coming from the sales department and understanding what time spent with customers, and increasing that time, does for sales percentage and building of rapport and trust, that customers will be much more open to bad news, much more forgiving if something isn't done the way they'd like or a mistake is made, and how it would help with repeat and return business. We would probably have much smoother and easier experiences that occur in that department and with their customers if the advisors energetically and happily took care of their customers beginning with the trust building of walking around the vehicle and educating the customers as they go. 

	SPECIFIC ACTION STEPRow1: Meeting with Owner, Lowell, and I to develop a game plan
	NECESSARY RESOURCESRow1: Time during work
	ACCOUNTABLE PERSONSRow1: Lowell, Chuck, Charley
	EXPECTED RESULTRow1: Put together a decisive plan of action on what research we will do to find the right program and tablets we will need
	START END  CHECK POINT DATESRow1: Meeting to be held by Oct. 31st
	SPECIFIC ACTION STEPRow2: Researching the products available to dealers, asking fellow NADA members what they use, identify the proper process for walkarounds
	NECESSARY RESOURCESRow2: Computers for NADA class and research, contacts in the industry
	ACCOUNTABLE PERSONSRow2: Lowell, Chuck, Charley
	EXPECTED RESULTRow2: Find the correct program and tablet/tool for our advisors to use to make easy and intuitive walkarounds that can be emailed a reality
	START END  CHECK POINT DATESRow2: First week of November acquisition, to end of first week of November identification and plan in place. 
	SPECIFIC ACTION STEPRow3: Introduce the new process and train them on coaching their customers to start using the drive
	NECESSARY RESOURCESRow3: The service departments time and members
	ACCOUNTABLE PERSONSRow3: Lowell
	EXPECTED RESULTRow3: Introduce and line out the process to roll out a change and new process for the advisors to get their customers to start using the drive
	START END  CHECK POINT DATESRow3: Mid November
	SPECIFIC ACTION STEPRow4: Introduce the new technology to the advisors and make sure they know how to use it to it's full capacity.
	NECESSARY RESOURCESRow4: technology in the form of laptop hybrids/ or tablets
	ACCOUNTABLE PERSONSRow4: Chuck, Lowell, and I 
	EXPECTED RESULTRow4: The advisors are competent on the equipment and using it
	START END  CHECK POINT DATESRow4: Mid November
	SPECIFIC ACTION STEPRow5: Proficiency in incorporating the use of menu presentation with the new tech so that the customer can see the benefit and price with their own eyes
	NECESSARY RESOURCESRow5: technology in the form of laptop hybrids/ or tablets
	ACCOUNTABLE PERSONSRow5: Lowell, Service advisors
	EXPECTED RESULTRow5: Customers will be able to see with their own eyes the suite of products their vehicle needs and qualifies for by miles and vin, see the benefit of what the result would be, and see the price and begin to think before they even leave if they can afford it and if they want to have it done while the vehicle is there. Another expected result is to eliminate some of the paperwork flow that piles up on desks. 
	START END  CHECK POINT DATESRow5: Mid November to late November 
	SPECIFIC ACTION STEPRow6: Incorporate and hold the advisors to holding themselves accountable to introducing customers to the Ford Credit card for service
	NECESSARY RESOURCESRow6: Process change and accountability tracking 
	ACCOUNTABLE PERSONSRow6: Lowell and service advisors
	EXPECTED RESULTRow6: Sell more Ford Credit cards, so that customers will do more work with us, charge it to their card, earn rewards and benefits of cheaper items and rebates on products like tires, and build reward points to return and do more necessary services in the future. 
	START END  CHECK POINT DATESRow6: November 1st latest date for incorporation
	SPECIFIC ACTION STEPRow7: Train the service advisors on pulling necessary services per mile by vin, and educating customers on the 5 heavy services instances that 99% of our customers fall under
	NECESSARY RESOURCESRow7: Sharing of the 5 heavy service driving behaviors shared in class with the advisors, oasis pulls on the computer, and the program that allows for routine maintenance items needing done at certain miles through FMC dealer. 
	ACCOUNTABLE PERSONSRow7: Lowell and service advisors
	EXPECTED RESULTRow7: An educated customer base that sees the value in spending more money to keep their vehicles running at their peak levels, and more sales for us, and more gross for the parts and service department. 
	START END  CHECK POINT DATESRow7: This can be shared and worked on immediately as the tools are already available but no process is in place to mandate that the research is done on every Ford vehicle with each check in. This will need audited every two weeks from it's introduction to inspect what we expect. 
	SPECIFIC ACTION STEPRow8: Identify a way to pack single lines on R.O.'s with transparent, nut multiple parts and services
	NECESSARY RESOURCESRow8: Dealertrack and information input rules
	ACCOUNTABLE PERSONSRow8: Lowell and service advisors
	EXPECTED RESULTRow8: Begin to pack more parts into single lines on R.O.s, naturally selling more parts, but also allowing for room on the Repair order to highlight the step by step done by the techs in their workflow, and the benefits we offer like free carwashes, but also allow for easier sales by the advisors for parts that belong with jobs because they are packed together.
	START END  CHECK POINT DATESRow8: This is something we can work on while we research how we are going to move more digital and move toward a digital walkaround. Process should be in place within the end of the month and a check in on the process should occur by the 15th of the month. 
	A: Progress can be tracked by R.O., with the techs writing on each R.O. when they were able to complete them. Service advisor job reports can be run by Lowell every day and audited for walkarounds done. The process can be checked by usage of the technology we decide to go with and the applicable reports that will be brought with that. Cameras can be audited, calls can be listened to, to make sure the advisors have bought in and are advising the customers to use the drive, and the information will be found in a multitude of places. 
Progress will be tracked in dealertrack for parts and service sales, and progress can be tracked by auditing R.O.'s. Check in will be done daily, weekly, and monthly. 
	A_2: a. Customers will not listen to our advisors and drive into the drive.
b. Advisor Attitude and will
c. Identifying the proper tools to achieve an excellent, thorough, clear and intuitive method of capturing the walkaround and necessary items that can also help start the repair order.

	A_3: a. Train the advisors to let every made appointment know that their responsibility, if able to, is to drive into the service drive and honk the horn. 
b. Advisors will be responsible for the walkarounds they can control or it will directly come out of their paycheck. 
c. Research and investment into the tools that will allow for all of the obstacles in item c to be met for easy information sharing from customer to tech.
	R: The financial impact at this time is immeasurable. If it leads to 75% utilization of the shop, the Dollar goal potential is $100k+ overall gross from the fixed operations departments.  
	S: There will need to be daily, weekly, and monthly check in points and by in from many members of the team, but it is all attainable. we achieve our goal?... We'll have a MUCH happier team. Lowell will have alleviated stress, the service advisors will be extremely happy with their check increases, as will the parts department, and most importantly it will keep our techs busy, and their pockets full. It will raise the level of the entire ship... and most importantly it will eliminate the mess of paper and miscommunications between internal and external business, and move us forward with technological changes that we are far behind on that will bring smoother, easier processes and allow us to work harder and not smarter, and make the work and auditing the procedures much more easy. 


