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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle o Relevant 0 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

My goal is to get our fixed absoption up from 30.9% to 50% by the end of the year.

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 lines up very well with the dealerships vision. We have always relied heavily on our plan new vehicle
purchases to carry the store, but now more than ever we need the fixed departments to pick up the slack while
we are struggling with very limited new and used vehicle inventories. The biggest benefit to reaching this goal
would be more gross profit for the store and the ability to weather this storm that these inventory issues have
caused. The consequences if we don't reach this goal include not being about to stay profitable durring these
tough times and not being able to reach our full potential when thing get better. This is very important to me as i
intend to be her for a long time and | want this store to achieve the highest level of success possible.
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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

train our advisors so

require more time

priciple and service

more efficient.

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| ~ CHECK POINT
DATES
we need to do a $0 myself, dealer more lines on RO's  [immediatley
better job upselling. principle, service means more gross
over 80 % of the manager and profit
RO's i pulled were advisors.
just one line RO's
training- we need to | very little, this will myself, dealer the advisors will be  [immediatley

and advisors

they can do a better [than money manager

job selling additional

work.

improve $0 service and parts more additional had a meeting about
communication managers work sold this this morning
between part and with the parts and
techs and advisors service employees
STOP discounting $0 service manager more gross per RO [RIGHT NOw!!!!

| would like to hire a
shop foreman

minimal his or her
salary

service manager

| would love to have
a shop foreman that
can hold our
technicians
accountable and
keen them waorkina

We are looking for
someone right now
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SERVICE OPERATIONS HOMEWORK — ACTION PLAN

How will you track your progress? Where will you find the information? How often will you check in?

0000

| gave my service manager a copy of the tab A templete and explained how it was relatively easy to fill out. We

also will keep a close eye on our dms report and look to see improvements on our financial statement at the
end of the month as well.

!

Potential Obstacles? Potential Solutions?
Anytime we introduce change there will be push We will continue to work on training the advisors
back from the employees. Getting everyone to to get them to the point where they are doing
buy in and see the bigger picture as far as what we expect. The shop foreman | believe will
everyone winning from the entire store being help so much in eliminating our wasted time in
profitable will be a challenge but its neccessary. the shop and helping to increase our tech

proficeincy that right now is under 60%. By
having more proficeint technicians will will make
more gross again helping to improve our
absorption percentage.

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

0000

When we achieve our goal of 50% absorption there will be more gross profit in all departments because of it.
The more service work we do the more parts makes, and the more gross that we can keep in sales.

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.

These are changes that we are going to have to work on constantly. We need to do a better job holding people
accountable now that we've showed them what we expect from them. The shop foreman will be included in our
management meeting to stay up to date with what we expect from himor her as well as the techs in the shop.
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