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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle 0 Relevant ° Time bound
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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 hours billed each month in the service department from 1720.4 to 1892.44. (10% increase in
hours billed) by July 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

We are constantly wanting to grow and become more profitable as a business. These go hand in hand. As we
get larger, bill more hours, we will ideally grow our business and become more profitable as we fine tune in
every area.

By doing this, we would increase hours per RO sold, increase parts sold (as a result of more repairs), overall
increasing gross profit for the service department (and parts department). This will increase absorption and
hopefully make the dealership as a whole more profitable! More work done on vehicles will hopefully have a
positive impact on customers, allow us more contact with them, and hopefully more returning and long term
customers with a relationship with our store.

If we don't, we will still have too many one line RO's, we will not be reaching near full potential. Instead of
customers who we can bill multiple hours to for different service items, tech's will be working small jobs on many
vehicles. Will still have low tech proficiency, and will still have more room to grow. Could be having more sales
and higher gross for each month, and would have a lower profitability than we could be having.

Making the most of our department is important for the department, the dealership, and growth. The department
needs to be more proficient in regards to tech's time, as well as service advisors selling more for our techs to
work on. More hours billed will increase our sales, which hopefully in turn can positively impact our ELR (if sales
goes up more than hours billed, proportionally).
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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

weekly one on one
meetings with
Service Director and
Service advisor

service sales

service advisor is
selling services,
decreasing number
of one line ROs

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEIEA(TEgINT
Talk end goal with Personnel Myself Everyone on the March 29th
Fixed Ops Director same page moving
and Service Director forward about
growth and goal of
more hours billed
Daily brief meetings/ [reports of showing |Service director make sure each Daily/ weekly

starting April 1st

Fixed ops director--
daily tracking to see
how the month is
looking

sales reports in CDK

Fixed ops director
(runs report but
goes over it/ holds
service director
accountable)

Continue projection/
know how we are
tracking to push our

guys

Daily

Following up on MPI

Service advisors

Service Advisors

More sales from

Daily for returning

for progress with
GM, fixed ops,
service director

see where we are
lacking and what we
can give the service

department to help
them achieve this

from past visits on scanning in MPI's, previous vists that customers
every customer checking scanned in were decline

to find previouos previously

MPI's to sell

cervices tn
Monthly meetings Personnel Myself/ fixed ops Maintain tracking, Monthly
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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

Financial statement will provide sales, we can get effective labor rates (as we did for this class) to find hours
billed, CDK will also provide more information. We can look at daily sales to make sure we are tracking right, as
well as weekly look at how we are doing to see what adjustments need to be made for the future.

Potential Obstacles? Potential Solutions?
Resistance to selling service items Training
Need to train service advisors on how to sell Continuing to grow customer base
services offer incentives for customers to come in, then
Sales not growing equivalent to sales, so gross sell more services
doesnt increase Focus on profitability for sales

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

0000

More hours sold will be more sales, ultimatley more gross for our service department and dealership.

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.

Continue to track daily, weekly, for the month-- cannot fall backwards whatsoever. Need to maintain hours billed
and slowly increase. Contniue to brainstorm and create new ways to bring customers in/ sell more services,
continue advisor training. Make sure techs are matched appropriately for jobs. Hold expectations for current +
any new staff.

©2020 National Automobile Dealers Association. All Rights Reserved. 3
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