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ACTION PLAN 1

o Relevant 0 Time bound

What is your goal? What do you want to achieve? From what metric? To what metric? By what date?

We will increase our total sales/RO in Service from $115/RO to $150/R0O by February 28,
2021 so that we can increase our overall Fixed Absorption and better cover the variable side.

BOTTOM LINE: Benefits of Achieving Your Goal

- Increased net profit

- Less reliance on strong new vehicle sales
to help cover the expenses of the
dealership

- More satisfied and increased retention of
technicians

- Happier customers long term due to less
vehicle failures if we are better sell
recommended maintenance

- Ability to continue to make strong profits
even if warranty repair decreases in some
months

When will you start? 11/13/20

Consequences of Not Achieving Your Goal

- Possibility of losing technicians if not
enough work

- If new vehicle sales fall, the overall
profitability of the store could suffer

- Service department won't be as profitable
- An advisor or two may quit since we hired
a new advisor and diluted the sales among
more advisors

How will you gauge your progress? When? Using which metrics?

We will monitor the sales/RO metric weekly using our DMS, Automate, with specific focus on
the end of month numbers. Our objectives will be to be at $125/RO by 12/31/20, $135/RO by

1/31/21, and then reach $150/RO by 2/28/21.
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What specific actions will you take to achieve your goal? Who can help you?

- We will move from the process training that we're currently doing with our Service Consultant
to focusing intently on sales training with our advisors. We will mainly focus on selling
customer pay recommended maintenance and repair work in order to not be reliant on fickle

warranty work.

- We will evaluate any services that we think may be under-priced and get them priced
correctly. This may include increasing labor rates as necessary and/or increasing certain parts

prices.

- We will review our sales/RO numbers weekly by advisor to see who needs the most

help/training to move the needle.

- We will focus on reviewing multi-point inspections in order to make sure that technicians are
doing complete inspections on vehicles and presenting their findings to the advisors.
- We will make sure that advisors are using their maintenance menus and regularly presenting

these to customers.

- We will monitor advisor walk arounds to make sure these are happening and that any
obvious maintenance needs are addressed with customers before their vehicle enters the

shop.

- We will adjust the advisors' pay plans if need be to focus more on selling customer pay work,
as this should have the biggest impact on moving our total sales/RO number.

- We may need to hire another technician so advisors have more confidence that they are
able to get all of the work through the shop in a timely fashion.

Potential Challenges?

- Getting buy in from the advisors to
consistently follow the sales process
including walk arounds, using maintenance
menus, presenting MPVI findings.

- Getting buy in from the technicians to do
complete MPVI even if they don't think
advisors can/will sell the work.

- Training our weakest current advisor as
well as our new advisor on selling needed
work.

- Not having enough technicians to get all
the work through the shop.

Potential Solutions?

- Show the advisors and the technicians
what their pay could be if we make the
necessary increase in sales/RO. Show
them how it benefits them.

- Have our Service Consultant focus on our
weakest advisor and our newest advisor on
his monthly visits to get them up to speed.
- Hire a technician from either the tech
school or if possible a more experienced
tech.
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