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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.”
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To increase Total R.O. count (pre-covid) from -24.8% (Jan 2021 1,734 vs Jan 2020 2,307) and -19.1% (Feb
2021 1,497 vs Feb 2020 1,850). To the same R.O. count for July 2021 as July 2019 (our best overall year was
2019). In July 2019, we had 2553 Total R.O. count.

This will be acconplished by end of July, 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

This will support our goal of having "the best year ever" in overall net profit (previous best year was 2019).

Benefits of achieving this goal:

. Will increase not only service sales and profitablilty, but also parts sales and profitability.

Will increase fixed absorption rate from our current 58% to well over 60% (NADA GUIDE)

Will help lower the "OUCH" percentage.

Happy Technicians (more $) Some Tech's are done at 3-4pm currently. They want more R.O.'s.
Happy ASM's (Advisors/more $)

arwbdPRE

The consequences of of not achieving this goal is having a service department that is stagnant, not growing.
This is not an option.

This goal is important, because we (Service Manager and 1) believe this will cause an increase in profitability.
As a result of the low R.O. count due to Covid, the $ per R.O. has increased. We want to maintain the $ per
R.O. AND increase R.O. count.
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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 one visit, receive
K10 off next visit

visits (Keep them
comina to Diinnina)

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y ’
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEﬂ(TEgINT
"Dunning Rewards" |Sending over 9,000 [Service Mgt Staff To promote loyalty |By month end
for our service emails to customers of customers that March 2021.
customers. For over |in our DMS to start. are less consistant
$100 or more spent with their service By Advisor/BDC

when customer
comes hack in for

Contacting all new

Toyota's LEO/TLE

Our Marketing

There are over 50

March 17th, 2021

vehicles.

vehicles that are
outsourced. GM
MUST be notified.

Supervisor, Service
Manager, GSM, GM
and Dealer Principle

than 5 per month.

customers as a Program Specialist customers that have

reminder of their not utilized their first [Monthly Check
complimentary complimentary through LEO/TLE
Toyota Care (2 Service. Should get

vr/28k maint) 2004 of them

Reduce the Creating a spread Technicians, From 15+ vehicles |March 22nd, 2021
outsourcing of used |sheet to track ANY | Throughput outsourced, to less

3 times per week,
GM to check spread

sheet and speak
with GSM

BDC Angel to be
Utilized

Hire a specific
person to manage
this.

Service Manager,
Assistant Service
Manager (Managing
BDC) On Boarding
Manager and GM

Increase in R.O.
counts for customer
pay as well as
Warranty.

Hiring process in
place through
Indeed.

Once hired, this will
maonitared dailv
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NADA c.n

SERVICE OPERATIONS HOMEWORK — ACTION PLAN

!

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

0000

1. Dunning Rewards will be tracked daily as customers call in or come in. All customers will be offered this
program while visiting our service department. BDC, Advisors and/or Cashier will remind or offer customers
before, during and/or after service is complete. So, daily tracking.

2. Toyota Care customers have already been contacted and will be re-contacted in 2 months if not in for
service. This will be looked at every 2 months to help increase R.O. count.

3. We will be tracking outsourcing of used vehicles by creating a spread sheet and track EVERY vehicle that is
outsourced. GM MUST approve ANY used vehicle that is outsourced. There must be a valid reason for doing
so. Tracking will be 3 times weekly.

A PN AvrmaAl il lhA dvAaAlrAA s Avir A rAiAtAandt CAvisian NMAanmAa~nArs PN AvrmaAl ia A TANDRN fAv AR A~
Potential Obstacles? Potential Solutions?

1. Getting ALL Manager's "buy in" to new 1. GM to run meetings, etc. to get 100% "buy
processes. in". If necessary, involve Dealer Principle.
2. We currently do not have the personnel to 2. Hire and train individual ASAP. Should be
implement Angel BDC. done by end of April, 2021.
3. Lack of tracking processes, causing them to 3. Be diligent in tracking the processes.
"fade away". PDCA (Plan, Do, Check, Act)
4. Empathy from Staff for company that used 4. Explain the importance/benefits of keeping
vehicles were outsourced to. work in house.

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

0000

The financial impact for the month of July 2021 vs July 2019, will be $3,843 higher than our best historical year.
In July 2019 we had 2553 R.O. count with a total GP of $299,765 (Or $117.49 per R.O. count, which was high
for us).

~mma - 4 am~a —_ - — - 1 o~~~

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.

Processes will be put in place to ensure that each specific actions are followed. PDCA is necessary to keep
everyone engaged. Meetings as needed, will be done to embrace processes.
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	How does this goal align with or support your dealers vision: To increase Total R.O. count (pre-covid) from -24.8% (Jan 2021 1,734 vs Jan 2020 2,307) and -19.1% (Feb 2021 1,497 vs Feb 2020 1,850).  To the same R.O. count for July 2021 as July 2019 (our best overall year was 2019).  In July 2019, we had 2553 Total R.O. count.



This will be acconplished by end of July, 2021




	2020 National Automobile Dealers Association All Rights Reserved: This will support our goal of having "the best year ever" in overall net profit (previous best year was 2019).





Benefits of achieving this goal:

1.  Will increase not only service sales and profitablilty, but also parts sales and profitability.

2.  Will increase fixed absorption rate from our current 58% to well over 60% (NADA GUIDE)

3.  Will help lower the "OUCH" percentage.

4.  Happy Technicians (more $)  Some Tech's are done at 3-4pm currently.  They want more R.O.'s.

5.  Happy ASM's (Advisors/more $)





The consequences of of not achieving this goal is having a service department that is stagnant, not growing.

This is not an option. 





This goal is important, because we (Service Manager and I) believe this will cause an increase in profitability.  As a result of the low R.O. count due to Covid, the $ per R.O. has increased.  We want to maintain the $ per R.O. AND increase R.O. count.




	SPECIFIC ACTION STEPRow1: "Dunning Rewards" for our service customers.  For over $100 or more spent in one visit, receive $10 off next visit.  free schuttle service, complimentary coffee, tea, water, hot chocolate, flavored coffees and more.
	NECESSARY RESOURCESRow1: Sending over 9,000 emails to customers in our DMS to start.  
	ACCOUNTABLE PERSONSRow1: Service Mgt Staff
	EXPECTED RESULTRow1: To promote loyalty of customers that are less consistant with their service visits (Keep them coming to Dunning)
	START END  CHECK POINT DATESRow1: By month end March 2021.



By Advisor/BDC when customer comes back in for $10 off.
	SPECIFIC ACTION STEPRow2: Contacting all new customers as a reminder of their complimentary Toyota Care (2 yr/25k maint). 
	NECESSARY RESOURCESRow2: Toyota's LEO/TLE Program
	ACCOUNTABLE PERSONSRow2: Our Marketing Specialist
	EXPECTED RESULTRow2: There are over 50 customers that have not utilized their first complimentary Service.  Should get 80% of them
	START END  CHECK POINT DATESRow2: March 17th, 2021



Monthly Check through LEO/TLE
	SPECIFIC ACTION STEPRow3: Reduce the outsourcing of used vehicles.


	NECESSARY RESOURCESRow3: Creating a spread sheet to track ANY vehicles that are outsourced. GM MUST be notified.
	ACCOUNTABLE PERSONSRow3: Technicians, Throughput Supervisor, Service Manager, GSM, GM and Dealer Principle
	EXPECTED RESULTRow3: From 15+ vehicles outsourced, to less than 5 per month.
	START END  CHECK POINT DATESRow3: March 22nd, 2021



3 times per week, GM to check spread sheet and speak with GSM, Throughput Manager and Service Manager
	SPECIFIC ACTION STEPRow4: BDC Angel to be Utilized
	NECESSARY RESOURCESRow4: Hire a specific person to manage this.
	ACCOUNTABLE PERSONSRow4: Service Manager, Assistant Service Manager (Managing BDC) On Boarding Manager and GM
	EXPECTED RESULTRow4: Increase in R.O. counts for customer pay as well as Warranty.
	START END  CHECK POINT DATESRow4: Hiring process in place through Indeed.



Once hired, this will monitored daily.
	SPECIFIC ACTION STEPRow5: 
	NECESSARY RESOURCESRow5: 
	ACCOUNTABLE PERSONSRow5: 
	EXPECTED RESULTRow5: 
	START END  CHECK POINT DATESRow5: 
	SPECIFIC ACTION STEPRow6: 
	NECESSARY RESOURCESRow6: 
	ACCOUNTABLE PERSONSRow6: 
	EXPECTED RESULTRow6: 
	START END  CHECK POINT DATESRow6: 
	SPECIFIC ACTION STEPRow7: 
	NECESSARY RESOURCESRow7: 
	ACCOUNTABLE PERSONSRow7: 
	EXPECTED RESULTRow7: 
	START END  CHECK POINT DATESRow7: 
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: 1.  Dunning Rewards will be tracked daily as customers call in or come in.  All customers will be offered this program while visiting our service department.  BDC, Advisors and/or Cashier will remind or offer customers before, during and/or after service is complete.  So, daily tracking.

2.  Toyota Care customers have already been contacted and will be re-contacted in 2 months if not in for service.  This will be looked at every 2 months to help increase R.O. count.  

3.  We will be tracking outsourcing of used vehicles by creating a spread sheet and track EVERY vehicle that is outsourced.  GM MUST approve ANY used vehicle that is outsourced.  There must be a valid reason for doing so.  Tracking will be 3 times weekly.

4.  BDC Angel will be tracked by our Assistant Service Manager.  BDC Angel is a "CRM" for service departments and has abiblty to track progress withing it's system.  Daily tracking.



Overall, we will track R.O. count at the end of each month and compare to previous years month (or 2019 due to pandemic).
	A_2: 1. Getting ALL Manager's "buy in" to new processes.



2.  We currently do not have the personnel to implement Angel BDC.



3.  Lack of tracking processes, causing them to 

"fade away".



4.  Empathy from Staff for company that used vehicles were outsourced to.
	A_3: 1.  GM to run meetings, etc. to get 100% "buy in".  If necessary, involve Dealer Principle.



2.  Hire and train individual ASAP.  Should be done by end of April, 2021.



3.  Be diligent in tracking the processes.  

PDCA (Plan, Do, Check, Act)



4.  Explain the importance/benefits of keeping work in house.  
	R: The financial impact for the month of July 2021 vs July 2019, will be $3,843 higher than our best historical year.

In July 2019 we had 2553 R.O. count with a total GP of $299,765 (Or $117.49 per R.O. count, which was high for us).  

For 2021, we are averaging $119/per R.O.  So, I am using this amount for July 2021.

($119x2553=$303,807 GP)



Overall, we have been slow to recovery, but have been able to have a better $ per/RO.


	S: Processes will be put in place to ensure that each specific actions are followed.  PDCA is necessary to keep everyone engaged.  Meetings as needed, will be done to embrace processes.


