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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

I will increase my facility utilization from 20.16% to 50% by June 1, 2021 which is equivalent to increasing my
monthly total labor sales from $129,026 to $320,002 by June 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

This goal aligns with my dealer's vision because it is utilizing his resources to the half of their potential; instead
of, a quarter of its potential.

The benefits of achieving my goal is an increase in productivity and efficiency. Service department productivity
will increase because the technicians and advisors will need to do more without extra help or time. Service
department efficiency will increase because we will be utilizing the space and the resources we have at our
desposal more effectively.

The consequences of not achieving my goal are that the service department will continue to be sub-par and will
almost never realize its potential because no will ever think that they are capable of doing more than what we
are currently doing.

This goal is important to me because | want to see my family's business reach its full potential. Our service
department has under performed for far too long, and | believe it is time that changes.
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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

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEﬂ(TEgINT
Get rid of the 100+ |Understanding of Cole Wheeler Achieve 95% of all  [Start: 4-15-21
ROs that are over 5 |what to do with ROs ROs closed within 5 [End: 4-30-21
days old and are still |that cannot be found days by May 1, Check Points:
open. and Warranty ROs. 2021. 1) 4-23-21
2) 4-28-21

Finalize Op Code
Organization

Understanding of
different repair types
to break it down into

Cole Wheeler

Finish Op Code set
up into categories.

Start: 3-15-21
End: 4-28-21
Check Points: N/A

Dispatching system
to its full potential.

95% of ROs closed
within 5 days

Techs and have
practically the entire
day scheduled out
for the techs.

categories.
Finalize dispatch Op Code Cole Wheeler Skill codes relate to |Start: 3-15-21
codes and skill Organization op code categories. |End: 4-28-21
codes. complete Check Points: N/A
Utilize CDK Dispatcher Training [Cole Wheeler Pre-Assign work to | Start: 4-23-21

End: 5-5-21
Check Points: Every
day after 4-23-21

Finalize Pricing of
Menus and
Maintenance
Services

Service Menu Excel
Sheet

Cole Wheeler

Competive
maintenance prices
and menu prices for
SAs to utilize and
upsale on them.

Start: 3-15-21
End: 4-28-21
Check Points: N/A

Tech punch times
accurate

Educate techs and
oversee their
progress

Cole Wheeler
Jesus (Dispatcher)
Techs

Techs clocked in on
the line that they are
working on. No
“running time"
bullshit.

Start: 4-14-21

End: 5-12-21

Check Points: Every
day.

SA utilization of
Xtime Inspections
by Techs to make
recommendations to
customers.

Customer Cell
Phone Numbers

Ronnie (Service
Drive Manager)
Cole Wheeler

95% of ASR sent to
customers with a
closing rate of 60%.

Start: 4-26-21

End: 5-19-21

Check Points: Every
day.
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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?

I will track my progress by using the RAP report in CDK. This report will tell me how | am doing in labor sales
throughout the month. | will also be using various Xtime reports to track the progress. | will check my progress
towards my goal on a weekly basis.

Potential Obstacles? Potential Solutions?

Getting the team to buy-in to our efforts. Perhaps create incentives with the additional
$1.4 million | would generate every year.
Too much responsibility on one person to see it

through. Delegate some.

Keep morale high as we push through it. Incentives perhaps? Hire additional support
staff? Educate on the benefits of what we are

Everyone will be pushed to their limits. doing.

Do push people too far. Keep a close eye on
everyone's breaking point.

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

0000

Assuming | maintain my total Service Department G.P. % of 62.78%, the additional $190,976.00 in labor sales
would result in an additional monthly gross profit of $119,894.73 which translates to an increase of
$1,438736.76 gross profit per 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.

We will now strive to achieve 75% facility utilization. After that we will go for 100% facility utilization!
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	How does this goal align with or support your dealers vision: I will increase my facility utilization from 20.16% to 50% by June 1, 2021 which is equivalent to increasing my monthly total labor sales from $129,026 to $320,002 by June 1, 2021.
	2020 National Automobile Dealers Association All Rights Reserved: This goal aligns with my dealer's vision because it is utilizing his resources to the half of their potential; instead of, a quarter of its potential.



The benefits of achieving my goal is an increase in productivity and efficiency.  Service department productivity will increase because the technicians and advisors will need to do more without extra help or time.  Service department efficiency will increase because we will be utilizing the space and the resources we have at our desposal more effectively.



The consequences of not achieving my goal are that the service department will continue to be sub-par and will almost never realize its potential because no will ever think that they are capable of doing more than what we are currently doing.



This goal is important to me because I want to see my family's business reach its full potential.  Our service department has under performed for far too long, and I believe it is time that changes.
	SPECIFIC ACTION STEPRow1: Get rid of the 100+ ROs that are over 5 days old and are still open.
	NECESSARY RESOURCESRow1: Understanding of what to do with ROs that cannot be found and Warranty ROs.
	ACCOUNTABLE PERSONSRow1: Cole Wheeler
	EXPECTED RESULTRow1: Achieve 95% of all ROs closed within 5 days by May 1, 2021.
	START END  CHECK POINT DATESRow1: Start: 4-15-21

End: 4-30-21

Check Points:

1) 4-23-21

2) 4-28-21
	SPECIFIC ACTION STEPRow2: Finalize Op Code Organization
	NECESSARY RESOURCESRow2: Understanding of different repair types to break it down into categories.
	ACCOUNTABLE PERSONSRow2: Cole Wheeler
	EXPECTED RESULTRow2: Finish Op Code set up into categories.
	START END  CHECK POINT DATESRow2: Start: 3-15-21

End: 4-28-21

Check Points: N/A
	SPECIFIC ACTION STEPRow3: Finalize dispatch codes and skill codes.
	NECESSARY RESOURCESRow3: Op Code Organization complete
	ACCOUNTABLE PERSONSRow3: Cole Wheeler
	EXPECTED RESULTRow3: Skill codes relate to op code categories.
	START END  CHECK POINT DATESRow3: Start: 3-15-21

End: 4-28-21

Check Points: N/A
	SPECIFIC ACTION STEPRow4: Utilize CDK Dispatching system to its full potential.
	NECESSARY RESOURCESRow4: Dispatcher Training

95% of ROs closed within 5 days
	ACCOUNTABLE PERSONSRow4: Cole Wheeler
	EXPECTED RESULTRow4: Pre-Assign work to Techs and have practically the entire day scheduled out for the techs.
	START END  CHECK POINT DATESRow4: Start: 4-23-21

End: 5-5-21

Check Points: Every day after 4-23-21
	SPECIFIC ACTION STEPRow5: Finalize Pricing of Menus and Maintenance Services
	NECESSARY RESOURCESRow5: Service Menu Excel Sheet
	ACCOUNTABLE PERSONSRow5: Cole Wheeler
	EXPECTED RESULTRow5: Competive maintenance prices and menu prices for SAs to utilize and upsale on them.
	START END  CHECK POINT DATESRow5: Start: 3-15-21

End: 4-28-21

Check Points: N/A
	SPECIFIC ACTION STEPRow6: Tech punch times accurate
	NECESSARY RESOURCESRow6: Educate techs and oversee their progress
	ACCOUNTABLE PERSONSRow6: Cole Wheeler

Jesus (Dispatcher)

Techs
	EXPECTED RESULTRow6: Techs clocked in on the line that they are working on.  No 

"running time" bullshit.
	START END  CHECK POINT DATESRow6: Start: 4-14-21

End: 5-12-21

Check Points: Every day.
	SPECIFIC ACTION STEPRow7: SA utilization of Xtime Inspections by Techs to make recommendations to customers.
	NECESSARY RESOURCESRow7: Customer Cell Phone Numbers
	ACCOUNTABLE PERSONSRow7: Ronnie (Service Drive Manager)

Cole Wheeler
	EXPECTED RESULTRow7: 95% of ASR sent to customers with a closing rate of 60%.
	START END  CHECK POINT DATESRow7: Start: 4-26-21

End: 5-19-21

Check Points: Every day.
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: I will track my progress by using the RAP report in CDK.  This report will tell me how I am doing in labor sales throughout the month.  I will also be using various Xtime reports to track the progress.  I will check my progress towards my goal on a weekly basis.
	A_2: Getting the team to buy-in to our efforts.



Too much responsibility on one person to see it through.



Keep morale high as we push through it.



Everyone will be pushed to their limits.
	A_3: Perhaps create incentives with the additional $1.4 million I would generate every year.



Delegate some.



Incentives perhaps?  Hire additional support staff?  Educate on the benefits of what we are doing.



Do push people too far.  Keep a close eye on everyone's breaking point.


	R: Assuming I maintain my total Service Department G.P. % of 62.78%, the additional $190,976.00 in labor sales would result in an additional monthly gross profit of $119,894.73 which translates to an increase of $1,438736.76 gross profit per year.
	S: We will now strive to achieve 75% facility utilization.  After that we will go for 100% facility utilization!


