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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle o Relevant ° 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

| want to increase my Overall Service Dept Gross Profit Retention as a Percent of Sales from the current
69.38% to the NADA Guide GP percentage of 74% by June 1, 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?

R

This goal aligns with my dealership's vision of "Focused on People, Passionate about Audi" because our
passion for the brand requires that we hold the brand to a higher standard and therefore provided an
exceptional service that is rare. Consumer are willing to pay a premium from a unique service experience that
weaves delight into the details. The benefits of achieving my goal would be a higher gross profit retention in
service which would lead to an increased net profit. The consequences for not achieving my goal would be a
continued declined in gross profit for the service department as cost of sale continues to rise and there would be
no focus or accountability on gross profit retention. This goal is important to me because | want our dealership
to offer the highest quality service with the best service experience at a premium price that customers are willing
to pay because we have built unquestionable value in our product and services.
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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

Perform Market
Analysis to
determine local labor
rates (CP &
Warranty) and

Internet and Cold
Calls

Service Manager &
Service Clerk

Determine level of
competition and
ability to increase
CP Door rate and
competitive item

Start - 12/14/2020
End - 12/18/2020

Submit Warranty
Labor Rate Increase
request for Market
Analysis supports it.

Internet, CDK,
Access Audi Portal,
and email

Service Manager &
Warranty
Administator

Increase in Warranty
Labor Rate, which
will increase gross
profit retention.

Start - 12/21/2020
CP - 12/28/2020
End - 12/31/2020

Labor Rate to CP
Door Rate for repair
and New
Competitive item

IT Dept

Labor GP Retention

Adjust CP Labor CDK, X-Time, Service Manager & |Increase in CP Door | Start - 1/1/2020
Door rate & Dealer Tire, IT Dept. Rate for Repairs & |[End - N/A
Competitive item Marketing, and Competitive Item
pricing to market Access Audi Pricing, which would

lead to better GP %.
Perform CP RO CDK & X-Time Service Manager & |Determine if any Start - 1/4/2020
Review & Exception Service Clerk advisor is End - 1/22/2020
Review on Discount discounting without
applied by Service a valid coupon, a
Advisors means to sell, or SM
Increase Internal CDK & X-Time Service Manager & |Increase in Internal | Start - 1/1/2020

End - N/A

Establish a quick
lube/express team
by hiring 2-4 Trainee
Technicians for local
trade school

Local Trade School,
Shop restructure, &
Basic Tool Boxes
with Entry Level
Tools

Service Manager &
Shop Foreman

Better distribution of
competitive and
maintenance work to
lower cost technician
would lead to an

Start - 2/1/2020
CP - 3/1/2020
End - 4/1/2020
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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?

I will track my progress at first on a daily basis by running exception reports on discounts applied in CDK for all
CP Repair Orders & Internal Repair Orders. | will also run an RO analysis report at first on a daily bases in Qlik
sense to find out what CP & Internal ROs had less then 74% gross profit and why. | would make adjustments &

conducting training/counseling as needed from my findings to achieve 74% GP.

Potential Obstacles?

Potential Loss in Sales due to increased price in
CP Labor Door Rate for Repairs & competitive
items in very competitive market.

Potential Loss in Internal Sales due to higher
cost of reconditioning

Quick lube/express team could lead to a
potential loss in up sell opportunity due to the
lack of experience.

Could affect moral in the shop as the A/B techs

havin hann 1iend tn Aanttina ~amnntitivin and

Potential Solutions?

Track all declined sales and determine reason
for loss through TO. If due to price, ensure
value selling was used and conduct advisor/tech
training.

Work closely with Used Vehicle Department to
determine best course of action and how we
can help retain the sale

I will choose between 4 to 5 experienced
technicians with the best MPI skills to rotate
weekly responsibilities of re-inspecting each

vinhinla vninvlzad Aan vy tha Aninl, hihalavnrace

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

0000

The financial impact of achieving my goal would be an increase of roughly 4% in Gross Profit retention. This
would increase my gross profit dollars for the year by $249,175 with the sales dollars and hours sold staying

exactly the same.

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.

Discounting will be continuously monitored moving forward with proper accountability for all discounts applied.
Monthly training and performance evaluations will be conducted with all advisors and technicians that are
having trouble maintaining the 74% GP. Pricing will be evaluated on monthly basis to make sure we are
maintaining our desired GP %. Market Analysis will be conducted semi-annual to ensure our CP RO pricing

PSP PRS- Y A
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	How does this goal align with or support your dealers vision: I want to increase my Overall Service Dept Gross Profit Retention as a Percent of Sales from the current 69.38% to the NADA Guide GP percentage of 74% by June 1, 2021.
	2020 National Automobile Dealers Association All Rights Reserved: This goal aligns with my dealership's vision of "Focused on People, Passionate about Audi" because our passion for the brand requires that we hold the brand to a higher standard and therefore provided an exceptional service that is rare.  Consumer are willing to pay a premium from a unique service experience that weaves delight into the details.  The benefits of achieving my goal would be a higher gross profit retention in service which would lead to an increased net profit.  The consequences for not achieving my goal would be a continued declined in gross profit for the service department as cost of sale continues to rise and there would be no focus or accountability on gross profit retention.  This goal is important to me because I want our dealership to offer the highest quality service with the best service experience at a premium price that customers are willing to pay because we have built unquestionable value in our product and services.
	SPECIFIC ACTION STEPRow1: Perform Market Analysis to determine local labor rates (CP & Warranty) and competitive services
	NECESSARY RESOURCESRow1: Internet and Cold Calls
	ACCOUNTABLE PERSONSRow1: Service Manager & Service Clerk
	EXPECTED RESULTRow1: Determine level of competition and ability to increase CP Door rate and competitive item pricing.  
	START END  CHECK POINT DATESRow1: Start - 12/14/2020
End - 12/18/2020
	SPECIFIC ACTION STEPRow2: Submit Warranty Labor Rate Increase request for Market Analysis supports it.
	NECESSARY RESOURCESRow2: Internet, CDK, Access Audi Portal, and email
	ACCOUNTABLE PERSONSRow2: Service Manager & Warranty Administator
	EXPECTED RESULTRow2: Increase in Warranty Labor Rate, which will increase gross profit retention.
	START END  CHECK POINT DATESRow2: Start - 12/21/2020
CP - 12/28/2020
End - 12/31/2020
	SPECIFIC ACTION STEPRow3: Adjust CP Labor Door rate & Competitive item pricing to market
	NECESSARY RESOURCESRow3: CDK, X-Time, Dealer Tire, Marketing, and Access Audi
	ACCOUNTABLE PERSONSRow3: Service Manager & IT Dept.
	EXPECTED RESULTRow3: Increase in CP Door Rate for Repairs & Competitive Item Pricing, which would lead to better GP %.
	START END  CHECK POINT DATESRow3: Start - 1/1/2020
End - N/A
	SPECIFIC ACTION STEPRow4: Perform CP RO 
Review & Exception Review on Discount applied by Service Advisors
	NECESSARY RESOURCESRow4: CDK & X-Time
	ACCOUNTABLE PERSONSRow4: Service Manager & Service Clerk
	EXPECTED RESULTRow4: Determine if any advisor is discounting without a valid coupon, a means to sell, or SM Approval. Evaluate, Train, & Adjust Pay Plan of Service Advisors to discourage discounting and instead sell value in services presented.
	START END  CHECK POINT DATESRow4: Start - 1/4/2020
End - 1/22/2020
	SPECIFIC ACTION STEPRow5: Increase Internal Labor Rate to CP Door Rate for repair and New Competitive item pricing
	NECESSARY RESOURCESRow5: CDK & X-Time
	ACCOUNTABLE PERSONSRow5: Service Manager & IT Dept
	EXPECTED RESULTRow5: Increase in Internal Labor GP Retention 
	START END  CHECK POINT DATESRow5: Start - 1/1/2020
End - N/A
	SPECIFIC ACTION STEPRow6: Establish a quick lube/express team by hiring 2-4 Trainee Technicians for local trade school
	NECESSARY RESOURCESRow6: Local Trade School, Shop restructure, & Basic Tool Boxes with Entry Level Tools
	ACCOUNTABLE PERSONSRow6: Service Manager & Shop Foreman
	EXPECTED RESULTRow6: Better distribution of competitive and maintenance work to lower cost technician would lead to an increase in gross profit retention and customer satisfaction due to decreased wait times.
	START END  CHECK POINT DATESRow6: Start - 2/1/2020
CP - 3/1/2020
End - 4/1/2020
	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: I will track my progress at first on a daily basis by running exception reports on discounts applied in CDK for all  CP Repair Orders & Internal Repair Orders.  I will also run an RO analysis report at first on a daily bases in Qlik sense to find out what CP & Internal ROs had less then 74% gross profit and why.  I would make adjustments & conducting training/counseling as needed from my findings to achieve 74% GP.
	A_2: Potential Loss in Sales due to increased price in CP Labor Door Rate for Repairs & competitive items in very competitive market.

Potential Loss in Internal Sales due to higher cost of reconditioning

Quick lube/express team could lead to a potential loss in up sell opportunity due to the lack of experience.

Could affect moral in the shop as the A/B techs have been used to getting competitive and maintenance work as well as repair.
	A_3: Track all declined sales and determine reason for loss through TO.  If due to price, ensure value selling was used and conduct advisor/tech training.

Work closely with Used Vehicle Department to determine best course of action and how we can help retain the sale

I will choose between 4 to 5 experienced technicians with the best MPI skills to rotate weekly responsibilities of re-inspecting each vehicle worked on by the quick lube/express team for missed opportunity & training. 

Come up with a team approved labor structure that would allow A/B techs to perform maintenance/competitive work but at a lower rate, in exchange for an increase in their labor rate when working on warranty repairs.

	R: The financial impact of achieving my goal would be an increase of roughly 4% in Gross Profit retention.  This would increase my gross profit dollars for the year by $249,175 with the sales dollars and hours sold staying exactly the same.
	S: Discounting will be continuously monitored moving forward with proper accountability for all discounts applied.  Monthly training and performance evaluations will be conducted with all advisors and technicians that are having trouble maintaining the 74% GP.  Pricing will be evaluated on monthly basis to make sure we are maintaining our desired GP %.  Market Analysis will be conducted semi-annual to ensure our CP RO pricing stays in line with market.


