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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

Improve facility utilization through increased labor sales, from 36.93% to 45% by end of Q1 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 benefits of achieving this goal include, but are not limited to the following:

1. Improved gross profit percentage through increased labor sales, in an effort to get to 75% (NADA guide)
2. Additional parts sales and improved parts to sales ratio

3. Increased absorption percentage

4. Better CSl and customer retention

5. Opportunity to align percentage of competitive and maintenance work to 60% and repair work to 40%

6. Improved Technician and Advisor morale

The Consequences of not achieving this goal include, but are not limited to the following:

1. Decreased Technician productivity, efficiency, and proficiency due to increased work load
2. Potential for decline in pre owned sales if capacity of internal work is compromised

3. Assigning work to the wrong Technicians, sacraficing ELR and gross profit percentage

4. If processes are not modified, could lead to disgruntled Advisors and Technicians

5. Delcine in CSI
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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

in ELR

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEgA(TEgINT
Review process for |DMS Service Manager Increase in gross Start immediately
"discounting” profit percentage Check weekly
and an improvement |End @ E.O.M.

Assigning work to
the appropriate
Technicians

Review with Advisors

Service Manager
and Advisors

Increased ELR and
improfed Technician
value

Start immediately
Check weekly
End @ E.O.M.

Review pay plan to
ensure goal doesn't
conflict with
compensation

Current pay plan

General Manager

Make any
adjustments
necessary to
prevent conficts of
interests

Start review
immediately
and monitor monthly

Review facilities
(bays and stalls)
and personnel

Capital (potentially)

General Manager
and Owner

Determine if we are
sufficiently staffed
and equipped to
increase capacity

Start immediately

Review facility

DMS and facility

General Manager

Make necessary

Monthly review

utilization potential/utilzation and Service adjustments in order
calculations Manager to achieve goal
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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 goal monthly by using the DMS and the facility potential/utilization calculations to measure our
facility utilization. Our goal is to achieve 45% by the end of Q, and by the end of the year to achieve the NADA
guide of 75% utilization

Potential Obstacles? Potential Solutions?
1. Technicians and Advisors resistance to 1. Show Technicians and Advisors how they will
change benefit from changes
2. Potential to impact pre-owned Market Day 2. Implement an express team to ease the influx
Supply of additional competitive and maintenance work
3. Hours of operation 3. Expand hours of operation to ensure we are

available when our customers are available

4. Maximizing Technician productivity,

efficiency, and proficiency 4. Promote and encourage training and
professional development, reduce distractions
(tool truck hours, environmental conditions,
etc.), and implement the usage of a parts runner

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

0000

Achieving our goal of increasing our facility utilization from 36.93% to 45% through increased labor sales would,
have added $53,229 more dollars in labor sales for the month of November. Consequently, we anticipate
generating at least an additional $159,687 in labor sales during the first quarter of 2021

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.

Initially, we will review and counsel with our Advisors and Technicians on a weekly basis in order to ensure that
we do not fall back into previous habits. Once we feel that our employees have accpeted and adapted to our
refined vision and focus, we will continue to monitor our progress on a monthly basis
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1. Improved gross profit percentage through increased labor sales, in an effort to get to 75% (NADA guide)

2. Additional parts sales and improved parts to sales ratio

3. Increased absorption percentage

4. Better CSI and customer retention

5. Opportunity to align percentage of competitive and maintenance work to 60% and repair work to 40%

6. Improved Technician and Advisor morale



The Consequences of not achieving this goal include, but are not limited to the following:



1. Decreased Technician productivity, efficiency, and proficiency due to increased work load

2. Potential for decline in pre owned sales if capacity of internal work is compromised

3. Assigning work to the wrong Technicians, sacraficing ELR and gross profit percentage

4. If processes are not modified, could lead to disgruntled Advisors and Technicians

5. Delcine in CSI
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