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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

| will incresase my internal labor rate to our door rate. We currently bill internals at $100, we will increase that to
$149.95. We will do this effective 3/1/21.

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

Part of our vision as a dealer is to be a thriving business. If we were to rasie our internal rate to our door rate we
will increase our bottom line without having any impact on our client base. The consequences of not doing this
would be maintaining our status quo, and letting gross profit to continue to slip away. This goal is important
because it is an easy tweak that we can execute behind the scenes that will be unknown to most employees, it
will impact the bottom line significantly, all without impacting our overall client interaction or servicability.

©2020 National Automobile Dealers Association. All Rights Reserved. 1



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.

s Jv)

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE ; '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHESI:(TEgINT

Change internal
from $100 to
$149.95

an email from me to
accounting, the
service managetr,
and the used car
manager

our lead accountant,
changing the labor
rate in CDK

an extra $49.95 for
every internal hour
billed

start 3/1/21, check
to make sure it has
been updated on the
first internal R.O.
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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?

Tracking will be easy. | will be able to look at the daily doc and will see the internals billed at the new rate. |
check the daily doc every day when | get back from my run in the morning before going to work. It will just be a
new line for me to check and make sure it is correct.

Potential Obstacles? Potential Solutions?
The only person who will have any push back is We broke down the numbers as | stated
the used car manager. | have already spoke previosly and it makes sense to all parties. |
with him and he admitted that this is the first found the numbers by taking my yearly sales of
store he has worked at where there was an internal labor line 35 page 4, $507,353. Divided
internal rate. We chatted and | explained to him that by 11 (month of statement). That comes out
that even if it were a 10 hour ticket (which we to an average of $46,123/month. At a rate of
RARELY have to get through MSI) we were $100/hour that comes out to 461.23 hours (|
only talking about an additional $500. Our rounded up to 461.25) 3295 R.0O.'s/11 =300
average MSl is 1.5 (461.25 hours/300 R.O.s) or R.O.'s per month

an additional $74.93 per R.O., hardly enough
for him to decline a ticket.

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

0000

We average 461.25 internal hours per month. That would equate to an additional $23,040. Assuming we kept
76% of that(we do on warranty claims, which bill at the same rate), it would be an additional $17,510 to the
bottom line every month, or an extra $210,120/year.

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.

There are no bad habbits to fall back on. This will be a simple policy change. | will monitor the daily doc and
make sure the uptick is sustained but this should be as simple as flipping a swith and generating a substantial
amount of money for the bottom line.
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