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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 hours per RO from 1.99 to 2.5 by June 30, 2021.
Increase CP RO count 24% maximizing hours available by June 30, 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

By focusing on both hours per RO and increasing the CP RO count we can maximize hours available and
increase gross profit, tech profieciency, and get more of our owner base potential.

This will get our tech profeciency back to 100%.

.51 additional per RO equates to $109232 additional gross.

360 additional tickets equates to $102916 additional gross.

Reaching this objective will increase our owner base potential to 37%.

An additional 1.5 repair orders per day by each advisor is required.

Achieving these goals are key to getting our performance back to where it once was. This store was a $1m
gross store in fixed ops 7 years ago. Management changed and then a succession of general managers, 17 in
7 years. We have stability now and a solid team that has been in place over a year improving overall
operations. This is the next step needed to accomplish our overall business plan.
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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

base.

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEgl_{(TEgINT
Targeted phone Auto Alert, Auto Marketing Manager [Increased Customer |May 1, 2021
calls to lapsed and  |Point, GST, Retention. May 30, 2021
at risk customer Dynatron June 15, 2021

June 30, 2021

Revamping of email
reminder triggers.
Modifiying intervals
to customer

matched driving
hahits

Auto Alert, Auto
Point, GST,
Dynatron

Marketing Manager

Increased Customr
Retention.

May 1, 2021

May 30, 2021
June 15, 2021
June 30, 2021

Enroll in the

manufacturers email
& direct mail service
reminders for at risk

Auto Alert, Auto
Point, GST,
Dynatron

Marketing Manager

Increased Customer
Retention.

May 1, 2021

May 30, 2021
June 15, 2021
June 30, 2021

customers.

Monthly targeted Auto Alert, Auto Marketing Manager [Increased % of May 1, 2021

direct mail campaign. | Point, GST, market that we May 30, 2021
Dynatron capture. June 15, 2021

June 30, 2021

Streamlined
Dispatch
Process-Established
2 teams and advisor
dispatch directly.

CDK & Employees

Service Manager

More effectively
dispatching will
eliminates delays in
diagnosis and repair
times.

May 1, 2021

May 30, 2021
June 15, 2021
June 30, 2021

Streamlined Quick
Lube write-up
process utilizing
tags and eliminating

the delay in waiting
for advicor to

CDK & Employees
Tags & Valets

Service Manager

Decrease time to
perform oil change
by 10 minutes.

May 1, 2021

May 30, 2021
June 15, 2021
June 30, 2021

Utilizing Valet to
take tickets to
technicians and
communicate to
advisors.

CDK & Employees

Drive Manager

Decreasing time
spent with tech off of
job and advisor
away from desk.

May 1, 2021

May 30, 2021
June 15, 2021
June 30, 2021

Communicate goals
and daily activity
with advisors.

CDK, Dynatron,
EBIS

Service
Manager/Drive
Manager

Awareness of
performance and
goal is necessary for
the advisors to

achieve
additional 51 hoiirs

May 1, 2021

May 30, 2021
June 15, 2021
June 30, 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?

We utilize EBIS, Factory market analysis reports, Dynatron, and CDK to track our progress. These will be
tracked daily and goals and performance communicated to the advisors.

Customer retention reporting is available through multiple resources as well and will be tracked weekly and
monthly. Monitoring those incremental changes is key to achieving our goal.

Decreasing our % of at risk or lapsed customer is also trackable and will be measured weekly and monthly.

Potential Obstacles? Potential Solutions?
Consistency in the customer presentation Utilize MPI's as a tool and tech videos to
process. communicate opportunities to the customer
everytime.

Communicating our marketing vision to our

vendors. We are fortunate to have a dedicated marketing
manager who is focusing on service and

Bad customer experience in the past. working with vendors to target and track

improvements on a daily basis.

Employee buy in.
Process changes to improve that experience
and marketing that will encourage them to give
us an opportunity to earn back the business.

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

0000

An additional $212148 in gross without increasing personnel or increasing expense. All marketing and tools
were already in place and not utilized properly.

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.

Continued monitoring of customer retention, cp ro count, hours per ro, tech efficiency, and capturing our fair
share of our market is key. The daily processes to get us there must be monitored by key management and the
overall store results by all managment. Keeping this team together is also key. The stabilty of good team has
been key to our approvements.

©2021 National Automobile Dealers Association. All Rights Reserved.



	How does this goal align with or support your dealers vision: I will increase hours per RO from 1.99 to 2.5 by June 30, 2021. 

Increase CP RO count 24% maximizing hours available by June 30, 2021.
	2020 National Automobile Dealers Association All Rights Reserved: By focusing on both hours per RO and increasing the CP RO count we can maximize hours available and increase gross profit, tech profieciency, and  get more of our owner base potential.

This will get our tech profeciency back to 100%.

.51 additional per RO equates to $109232 additional gross.

360 additional tickets equates to $102916 additional gross.

Reaching this objective will increase our owner base potential to 37%.

An additional 1.5 repair orders per day by each advisor is required.

Achieving these goals are key to getting our performance back to where it once was. This store was a $1m gross store in fixed ops 7 years ago. Management changed and then a succession of general managers, 17 in 7 years. We have stability now and a solid team that has been in place over a year improving overall operations. This is the next step needed to accomplish our overall business plan.






	SPECIFIC ACTION STEPRow1: Targeted phone calls to lapsed and at risk customer base.
	NECESSARY RESOURCESRow1: Auto Alert, Auto Point, GST, Dynatron 
	ACCOUNTABLE PERSONSRow1: Marketing Manager
	EXPECTED RESULTRow1: Increased Customer Retention.
	START END  CHECK POINT DATESRow1: May 1, 2021

May 30, 2021

June 15, 2021

June 30, 2021


	SPECIFIC ACTION STEPRow2: Revamping of email reminder triggers. Modifiying intervals to customer matched driving habits.
	NECESSARY RESOURCESRow2: Auto Alert, Auto Point, GST, Dynatron 
	ACCOUNTABLE PERSONSRow2: Marketing Manager
	EXPECTED RESULTRow2: Increased Customr Retention.
	START END  CHECK POINT DATESRow2: May 1, 2021

May 30, 2021

June 15, 2021

June 30, 2021
	SPECIFIC ACTION STEPRow3: Enroll in the manufacturers email & direct mail service reminders for at risk customers.
	NECESSARY RESOURCESRow3: Auto Alert, Auto Point, GST, Dynatron
	ACCOUNTABLE PERSONSRow3: Marketing Manager
	EXPECTED RESULTRow3: Increased Customer Retention.
	START END  CHECK POINT DATESRow3: May 1, 2021

May 30, 2021

June 15, 2021

June 30, 2021
	SPECIFIC ACTION STEPRow4: Monthly targeted direct mail campaign.
	NECESSARY RESOURCESRow4: Auto Alert, Auto Point, GST, Dynatron 
	ACCOUNTABLE PERSONSRow4: Marketing Manager
	EXPECTED RESULTRow4: Increased % of market that we capture.
	START END  CHECK POINT DATESRow4: May 1, 2021

May 30, 2021

June 15, 2021

June 30, 2021
	SPECIFIC ACTION STEPRow5: Streamlined Dispatch Process-Established 2 teams and advisor dispatch directly. 
	NECESSARY RESOURCESRow5: CDK & Employees
	ACCOUNTABLE PERSONSRow5: Service Manager
	EXPECTED RESULTRow5: More effectively dispatching will eliminates delays in diagnosis and repair times.
	START END  CHECK POINT DATESRow5: May 1, 2021

May 30, 2021

June 15, 2021

June 30, 2021
	SPECIFIC ACTION STEPRow6: Streamlined Quick Lube write-up process utilizing tags and eliminating the delay in waiting for advisor to generate ticket.
	NECESSARY RESOURCESRow6: CDK & Employees

Tags & Valets
	ACCOUNTABLE PERSONSRow6: Service Manager
	EXPECTED RESULTRow6: Decrease time to perform oil change by 10 minutes.
	START END  CHECK POINT DATESRow6: May 1, 2021

May 30, 2021

June 15, 2021

June 30, 2021
	SPECIFIC ACTION STEPRow7: Utilizing Valet to take tickets to technicians and communicate to advisors.
	NECESSARY RESOURCESRow7: CDK & Employees
	ACCOUNTABLE PERSONSRow7: Drive Manager
	EXPECTED RESULTRow7: Decreasing time spent with tech off of job and advisor away from desk.
	START END  CHECK POINT DATESRow7: May 1, 2021

May 30, 2021

June 15, 2021

June 30, 2021
	SPECIFIC ACTION STEPRow8: Communicate goals and daily activity with advisors.
	NECESSARY RESOURCESRow8: CDK, Dynatron, EBIS
	ACCOUNTABLE PERSONSRow8: Service Manager/Drive Manager
	EXPECTED RESULTRow8: Awareness of performance and goal is necessary for the advisors to achieve additional .51 hours per RO and additional 1.5 repair orders per day.
	START END  CHECK POINT DATESRow8: May 1, 2021

May 30, 2021

June 15, 2021

June 30, 2021
	A: We utilize EBIS, Factory market analysis reports, Dynatron, and CDK to track our progress. These will be tracked daily and goals and performance communicated to the advisors. 

Customer retention reporting is available through multiple resources as well and will be tracked weekly and monthly. Monitoring those incremental changes is key to achieving our goal.

Decreasing our % of at risk or lapsed customer is also trackable and will be measured weekly and monthly.
	A_2: Consistency in the customer presentation process.



Communicating our marketing vision to our vendors.



Bad customer experience in the past.



Employee buy in.




	A_3: Utilize MPI's as a tool and tech videos to communicate opportunities to the customer everytime.



We are fortunate to have a dedicated marketing manager who is focusing on service and working with vendors to target and track improvements on a daily basis.



Process changes to improve that experience and marketing that will encourage them to give us an opportunity to earn back the business.



The monitoring of the incremental improvements for each advisor and technician is key. As they see the performance improve, they buy in on the process.
	R: An additional $212148 in gross without increasing personnel or increasing expense. All marketing and tools were already in place and not utilized properly.
	S: Continued monitoring of customer retention, cp ro count, hours per ro, tech efficiency, and capturing our fair share of our market is key. The daily processes to get us there must be monitored by key management and the overall store results by all managment. Keeping this team together is also key. The stabilty of good team has been key to our approvements. 


