NADA oo

SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

o Specific m 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.”
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Our goal is to increase our ELR from $109.79 to $125.00 by 7/31/2021.

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?

The goal aligns with the our dealers vision to increase net profit of the department.
The benefit of achieving an ELR of $125.00 is increased net profit to the department, the consequence is

missed gross and net profit opportunity.
This goal is important to us to maximize the gross potential of the department and not being exposed in the

future to a possible warranty rate reduction.
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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.
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SPECIFIC ACTION/
STEP

NECESSARY
RESOURCE(S)

ACCOUNTABLE
PERSON(S)

EXPECTED RESULT

START, END, &
CHECK POINT
DATES

Meet with Service
Managers to discuss
the goal and how to
achieve

Current ELR
performance report,
current RO counts

Service Managers,
VP, and CFO

Come up with action
plan to discuss with
advisors and
management team

weekly meetings to
discuss goal and
progress.

Start charging $149
for all diesel repair
work, instead of door
rate of $129

Meet with Service
Managers and
Advisors to make
sure they know how
to handle

Service Managers
and Advisors

To start charging
$149 for diesel
repair instead of
door rate of $129

weekly meetings to
discuss goal and
progress.

Meet with Service
Managers and
Advisors to review
discounting

Review RO data to
look for discount
trends to correct.

Service Manager

To minimize
discounting when
possible

weekly meetings to
discuss goal and
progress.

Re-write advisors
pay plan to align
with increased ELR
goals

Current pay plan,
the advisors highest
bonus level is $110
ELR and we are
already hitting that

Service Manager
and CFO

Move the targets of
the bonus levels to
match our goals.

Re-write payplan
and have in place by
6/1/2021
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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?
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We will review the progress daily to track our progress and look for trends to correct. We will review the previous
days ROs to make sure we are sticking to the plan of increased diesel repair rate and look for discounting. We
will keep a daily log with the management team to review daily, and will have a weekly meeting to discuss as a
team with the management team and advisors. Show everyone the benefit of our progress on a individual
compensation level.

Potential Obstacles? Potential Solutions?
Advisors may not buy-in, want to keep Show the advisor the benefit of the ELR
discounting. increase and how it translate to more money in
Progress is not tracked or corrected daily and their own paycheck.
lose focus. Daily tracking of the progress with all managers
Advisors say they got busy and forgot. and a weekly review with the advisors, make it a

KPI for the managers to track and obtain.

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

0000

The financial impact to our service department is huge! With a $15.21 increase in ELR with our current hours
billed of 3579.28, the increase would be $54440.88 in one month. Annualized it would be $653290.17.

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 continue to make our ELR a KPI that we will measure in all of our weekly meetings, and we will post it
daily for our advisors to see there progress against their peers. If we have someone fall behind we will coaching
individually to correct the results.
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