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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle o 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

Our Goal is to decrease our One line repair orders from 56% to 20% by August 31, 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

Our Goal aligns with the dealer's vision because as we work through the Academy coursework we are realizing
the NADA performance benchmarks in the various areas of our business. We are identifying the greatest areas
of opportunity, setting goals and implimenting professional development plans to hit the benchmarks.

Some of the benefits of hitting our goal would be as follows. 1. would be a better presentation of the Multi-point
inspectation. This would give our customer greater confidence in our Service Advisors, our Technicians and the
Dealership as a whole. It would would greatly improve the overall customer experience and would result in
higher CSI. 2. Another benefit would obviously be additional revenue, higher effective labor rate, higher tech
proficiency and high net profit for the dealership.

The consequences of not hitting our goal would be lower CSlI, lower revenue and net profit.

The goal is important to the Team because storewide we are working to be in the top 10% of Acura Dealerships
nationally.
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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

SPECIFIC ACTION/
STEP

NECESSARY
RESOURCE(S)

ACCOUNTABLE
PERSON(S)

EXPECTED RESULT

START, END, &
CHECK POINT
DATES

Create Customer
Experience Road
Map

Service Manager,
General Manager
and Dealer Pro
Trainers.

Service Manager

Complete Road Map
including training
materials

Start- 6/15/21
Check- 7/15/21
End- 8/31/21

#1 Service Drive
Traffic control

Specific training
game plan

Service Manager

Full staff support
with a few push
backs because of
change.

Start- 6/15/21
Daily checks with no
end date.

#2 Service Drive
Greeting Plan

Written greeting
word tracks

Service Manager

Daily training with
the staff. Possible
push back because
of change.

Start- 6/15-21
No end date

#3 Customer Check
In Process

Dealer Pro Training

Service Manager

Ongoing training
with Dealer Pro with

Start- 6/15/21
Daily check ins

adjustments to no end date
change
#4 Complimentry Dealer Pro, Service [Service Manager Initial change Start- 6/15/21
MPI Manager hesitation Daily checks
No end date

#5 MPI
Presentation
including ability to
do it remotely

Dealer Pro, Service
Manager, correct
tech for remote
presentation

Service Manager

This may be our
biggest challenge
and will require
mgmt. support

Start- 6/15/21
Check- 7/15/21
No end date

#6 Active Delivery
including Remote

Written training
materials, Service
Manager, Tech to
do remote.

Service Manager

Initial push back
because of change

Start- 7/15/21
Check- 8/15/21
No end

#7 Follow Up after
service visit

Sourcing our
receptionist or call
center

Service Manager

Great staff support
on this

Start- 7/15/21
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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

The Service Manager will track our progress daily by reviewing the previous day's repair orgers as well as
Multi-point inspections.

Potential Obstacles? Potential Solutions?
- Poor inspections from techs. - Positive professional development of Staff
- Lack of buy in or follow through from service

advisors
- Service Manager follow through.

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

0000

(March 2021) Customer pay ROs- 376, Accelerated ROs- 205 for a total of 581. Currently we are at 56% one
line repair orders which would equal 325 averaging $74.56 while multi line repair orders average $304.92. By
reaching our goal we will generate $48,145/ month and $577,742 annually.

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.

Monthly spot checks while in the service drive that are unannounced as well as monitoring CSlI, One line repair
orders and effective labor rate.
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