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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle o Relevant 0 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

We will add .30 hr (cabin air filters, wiper blades, A/C refresher, tire rotations) each day for each advisor
effective Jan 1, 2021 - June 30, 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

The eye opening .30 per advisor, per day exercise resulting in a potential $50,000 - $60,000 annually has got
their attention.

Benefits of this goal will add dollars to the bottom line and keep our advisors sharp knowing there is a "small
wins" daily goal.

We will lose potential profit and certainly get closer to staying the same or worse.
For me, personally, | have always had to handle the concerns and put out fires for the service dept. but never

been able to implement changes that | feel are necessary. It's been a great relationship with our VP of fixed ops

but now that he is gone, | can make changes for the future. And, of course, | would like to partake in that $50-
$60k.

©2020 National Automobile Dealers Association. All Rights Reserved.



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

(total opportunity)
when customers
"defer"
recommended work

and advisors

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHECK POINT
DATES
brief the service service manager service mgr .30 hrs EXTRA per [Jan 1 2021- Jun 30
manager of this goal |and advisors advisor per day 2021. Tuesday
morning meeting.
painted tires (traffic | advisors and porters | service mgr if no tire sale...sella |Jan 1 2021- Jun 30
light) rotation 2021. Tuesday
morning meeting.
bucket o blades advisors and porters | service mgr upsell wiper blades |Jan 1 2021- Jun 30
(old blades that were and install 2021. Tuesday
taken off not so old morning meeting.
vehicles)
add wiper blades to | service manager service mgr .30 hr added to a Jan 1 2021- Jun 30
a bundle package and advisors multi line RO 2021. Tuesday
morning meeting.
Service mgr T.O. service manager service mgr more yesses Jan 1 2021- Jun 30

2021. Tuesday
morning meeting.

video of vehicle to techs teams service bypasses a Jan 1 2021- Jun 30
customer from advisor "salesey" approach |2021. Tuesday
technician from advisor. morning meeting.
more diligent with advisors service mgr stronger upsell Jan 1 2021- Jun 30
the MPIs closing ratios 2021. Tuesday
morning meeting.
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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?

We will track our progress during our Tuesday morning meeting. The info will come from our DMS. We will
check this progress weekly.

Potential Obstacles? Potential Solutions?

push back from the techs for videos. celebrate in front of whole shop when a tech
video makes the sale.
push back from advisors for keeping painted

tires in service drive. have porters and valets roll the tires and keep
the display readily available ( not just sitting

advisors being held accountable for one more there waiting to move a vehicle)

thing.

celebrate the wins in the morning huddles.

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

0000

$50 - $60k dollars.

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 definitely have to inspect what we expect. Because vision tends to leak, this exercise will be a line item
on our managers meeting sheet so every dept head will know how we are doing with this and we will have
whole store interest and buy in.
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