NADA oo

SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

o Specific @ Measurable o Relevant o Time bound

ll

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 decrease my percent of one line R/O's 76% to 50% by 9/1/2021

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?

Our vision is to provide the best customer experience possible and to be a profitable service department.
Number one benefit is to start turning a profit in our lackluster service department. Number 2 is our staff will
have the opportunity to earn more money and in turn will have a direct impact on the overall culture of the
service department. If we do not improve on the one line R/O's we will continue to struggle to be a profitable
service department.
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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

for Ft Bragg
personnel

nce will produce
more sales

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHECK POINT
DATES
Training for the Hire a new Scott/Bill Increased line sales [Immediately
service advisors. company. Obviously
the company we use Every Monday for
now is not working. the prior week
Have Tech's Invest in TruVideo Scott/Bill Increased sales/CSI| |Immediately
produce video on
every car. Every weeek
Walkaround
Dare to compare none, we will use Scott Customer Immediately
board in the service |[the TV'sin the confidence in our
drive service drive prices will do more  [Check competitors
work with us prices monthly
Free tire rotation cost of rotaton Scott 78% of customers Immediately
with every purchase service where they
of 4 tires purchase tires Monthly
Pick up and delivery [Porters Scott Trust/value/convenie |Immediately
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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

I will track our progress daily with the Repair Order Analysis Summary Report. | will input data myself to get the
true information.

Potential Obstacles? Potential Solutions?
| get busy with other ongoing projects Focus on task make it priority one
Lack of buy in from advisors Daily meetings with advisors making sure

progress is made
Increased expense/ no return

Clear and defined processes

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

0000

We write approximately 700 customer RO's a month. We increase our average R/O customer pay from $93.60
to $125 it will give us an additional $21,980 a month in Gross Profit.

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.

Scott and | will be "hard on the process and easy on the people" to improve. We will have the advisors know
where they stand in sales compared to their co-workers on a daily basis as will the Tech's. We will have a

bonuses structure setup monthly for the winner for advisors and tech's. This will hopefully cultivate a
competitive and healthy enviroment.
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