Malcolm Gage - Asbury A04 NADA ACADEMY

ll

SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

o Specific m Measurahle o Relevant o 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

Improve overall technician proficiency from 104.31% to 115% by the end of Q2.

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

If we are able to improve our overall Technician Proficiency by 10.69% we would benefit from having an
additional gross profit and from capturing a greater part of our business.

Benefits:

- Higher Gross Profit

- Higher Labor Sales

- Additional Income for the Technicians, Advisors, and the Parts Teams
- Increased Service Absorption Rate

- Long Term Growth

Consequences

- Reduced Dealership Net Profitability

- Potential Member Turnover from lost income
- Lower client base retention

- Lack of YOY Growth
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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

potential by hiring
more techs to use

more hours and turn
work faster.

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y ’
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHECK POINT
DATES

Increase Total Labor [ ASM Sell Rate Service Leadership |Move hours billed Start 01/21 - 06/21
Hours Billed Tech Productivity ASM Team from 6083 to 6683. | Checkpoint: Weekly
Parts Efficiency Tech Team 600 additional Full process review:

Parts Team hours/month will Month end reviews

achieve result.

Capitalize on Open Bays Service Leadership |Increase tech count |Start01/21 - 12/21

greater facility Hiring Team Recruiting Team to be able to sell Checkpoint: Weekly

minimum of .5 hours
additional per/RO.

Company Trainer

hours.

open bays
Work with ASM team | Training Team Service Leadership [Increase each RO |Start01/21 -
to focus on selling a | MB Training ASM Team by an additional .5 | Ongoing

Checkpoint: Monthly

Utilize the new
Express Service to
grow hours sold and
capture missed
opportunities.

Express Service
Team
MB Express Service

Service Leadership
Express Service
Team

Parts Team

Increase monthly
labor hours through
incremental growth
from Express
Service.

Start 01/21 -
Ongoing
Checkpoint: Weekly
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SERVICE OPERATIONS HOMEWORK — ACTION PLAN

!

How will you track your progress? Where will you find the information? How often will you check in?

0000

We will track our process through Qlik Sense and measuring at the end of each month utilizing the calculations
from the NADA spreadsheet.

The team meets every week for an L10 leadership meeting where we will track the progress of this plan, and
we will do a deep review to the progress at the end of each month during the department reviews. This will
have a financial goal attached to it for the Service Dept. leadership team.

Potential Obstacles? Potential Solutions?
Staffing Maintain the current team with no turnover
COVID-19 Focus on training and allowing ASM's to sell
Lack of inventory (PO Internal business) Incentives for hitting the necessary metrics
Reduction in overall business Achieve team buy-in and make sure goals are
known

Lack of ASM training

Technician Productivity and Focus

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

0000

At 115% - Labor Sales Potential = $752,064
At 104% - Current Sales = $653,969 **Net Growth: $98,095

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.

Create strong accountability measures to maintain current proficiency rate. Make sure that members are
accountable to communicated goals and understand their role in achieving them.
The long term goal would be to get to 125% so this would be a step towards achieving that number.

©2020 National Automobile Dealers Association. All Rights Reserved.



	How does this goal align with or support your dealers vision: Improve overall technician proficiency from 104.31% to 115% by the end of Q2.
	2020 National Automobile Dealers Association All Rights Reserved: If we are able to improve our overall Technician Proficiency by 10.69% we would benefit from having an additional gross profit and from capturing a greater part of our business.

Benefits: 
- Higher Gross Profit 
- Higher Labor Sales 
- Additional Income for the Technicians, Advisors, and the Parts Teams
- Increased Service Absorption Rate
- Long Term Growth 

Consequences 
- Reduced Dealership Net Profitability 
- Potential Member Turnover from lost income 
- Lower client base retention
- Lack of YOY Growth 



	SPECIFIC ACTION STEPRow1: Increase Total Labor Hours Billed
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	ACCOUNTABLE PERSONSRow1: Service Leadership
ASM Team
Tech Team
Parts Team 
	EXPECTED RESULTRow1: Move hours billed from 6083 to 6683. 600 additional hours/month will achieve result. 
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	EXPECTED RESULTRow4: Increase monthly labor hours through incremental growth from Express Service.
	START END  CHECK POINT DATESRow4: Start 01/21 - Ongoing
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	SPECIFIC ACTION STEPRow5: 
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	ACCOUNTABLE PERSONSRow5: 
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	START END  CHECK POINT DATESRow5: 
	SPECIFIC ACTION STEPRow6: 
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	ACCOUNTABLE PERSONSRow6: 
	EXPECTED RESULTRow6: 
	START END  CHECK POINT DATESRow6: 
	SPECIFIC ACTION STEPRow7: 
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	ACCOUNTABLE PERSONSRow7: 
	EXPECTED RESULTRow7: 
	START END  CHECK POINT DATESRow7: 
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: We will track our process through Qlik Sense and measuring at the end of each month utilizing the calculations from the NADA spreadsheet. 

The team meets every week for an L10 leadership meeting where we will track the progress of this plan, and we will do a deep review to the progress at the end of each month during the department reviews. This will have a financial goal attached to it for the Service Dept. leadership team. 
	A_2: Staffing 

COVID-19

Lack of inventory (PO Internal business)

Reduction in overall business 

Lack of ASM training 

Technician Productivity and Focus 
	A_3: Maintain the current team with no turnover

Focus on training and allowing ASM's to sell 

Incentives for hitting the necessary metrics 

Achieve team buy-in and make sure goals are known

	R: At 115% - Labor Sales Potential = $752,064
At 104% - Current Sales = $653,969 **Net Growth: $98,095
	S: Create strong accountability measures to maintain current proficiency rate. Make sure that members are accountable to communicated goals and understand their role in achieving them. 
The long term goal would be to get to 125% so this would be a step towards achieving that number. 


