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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle 0 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.”
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Increase total dealership facility utilization from 21% to 40% by end of calendar year 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

Alignment - Service dept makes up over 80 % of the dealership property and is the most profitable dept this
year since body shop sales have dropped due to Covid and not as many cars on the road.

Benefits - Increased sales and gross for service dept, higher employee morale and pay, higher number of
customers to help increase the brand and image Claude Nolan cadillac. Increased profit will allow dealership to
hire more techs to turn more hours and extend service hours on weekday and to open on Saturdays.

Consequences - Continued decline of sales for service, parts and the body shop.Low employee morale of
stressed out and over worked techs in service and body shop.

Service, parts and body shop are driving force of profit at Calude Nolan, due to Cadillac's Pinnacle Program
new and CPO sales are restricted my many goals that have to met by the delaer to make a profit in new and
used sales depts. Doubling of the total dealership facility utilization means the biggest profit centers (service,
parts and body shop) will directly add to the bottom line of dealership statement.
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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

colleges, advertise
openings on
company website

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| CHECK POINT
DATES
Hire more techs Support Service Mgr, dealer [Hire 1 new tech a constant
scholarships at local |principle, controller |year advertisiing,

quarterly updates at
mgr meetings

advertise on indeed
and zip recruiter for
techs

advertising budget
increase, sihn on
bonus

service mgr,
controller, 3rd party
advertising
consultant

hire 1 new tech a
year

weekly website
updates

1 porter is now in
charge of washing
and vacumning of
quick service
customers

traing of a service
lane porter on car
wash and vacumns

service mgr, porters,
service adviosrs

detaill dept can
focus more on
new/used sales and
quicken preowned
recon process

june 1st transistion 1
porter to detail dept

Cross train quick
service tech to
shadow full time A
or B tech

Buy in from older
techs to train their
future replacements

service mgr, shop
foreman, GM, techs

Move 1 quick
serivce to a C tech
once a year

june 1st roate the 2
quick service techs
weekly to follow A or
B tech
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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?
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Monthly for quick service tech training, weekly for 3rd party advertising on hiring websites

Training records are kept by service manager for GM audits, we will be able to track training and added skils of
all techs

Quarterly updates to gm and dealer principle

Potential Obstacles? Potential Solutions?
Push back from heavy line techs to train Incentivize older tech to help with training, more
replacements and change to their pay plan vacation spiffs for certain training goals met by

quick service and new hire techs
Very small percentage of applicants for tech

openeing actually have automobile repair and/or Make sure Claude Nolan cadillac is properly

expierience represented at the trade schools, offer more
scholarship, promote more events at the trade
schools

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

0000

Current facility utilization is 21% increase to 40% sales should increase dramatically, conservate estimate of
sales increase of 79,000 a month to $244,339 which at 68% gross would equal $166,150.52.

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.

Quartlery managers meeting specifiaclly focused on tech hours, ELR and tech bay profitability. When classes
graduate at the the trade schools and community colleges where we sponsor scholrships make sure Claude
Nolan is the "face" of the school.
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	How does this goal align with or support your dealers vision: Increase total dealership facility utilization from 21% to 40% by end of calendar year 2021.
	2020 National Automobile Dealers Association All Rights Reserved: Alignment - Service dept makes up over 80 % of the dealership property and is the most profitable dept this year since body shop sales have dropped due to Covid and not as many cars on the road.



Benefits - Increased sales and gross for service dept, higher employee morale and pay, higher number of customers to help increase the brand and image Claude Nolan cadillac. Increased profit will allow dealership to hire more techs to turn more hours and extend service hours on weekday and to open on Saturdays.



Consequences - Continued decline of sales for service, parts and the body shop.Low employee morale of stressed out and over worked techs in service and body shop. 



Service, parts and body shop are driving force of profit at Calude Nolan, due to Cadillac's Pinnacle Program new and CPO sales are restricted my many goals that have to met by the delaer to make a profit in new and used sales depts. Doubling of the total dealership facility utilization means the biggest profit centers (service, parts and body shop) will directly add to the bottom line of dealership statement.
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	NECESSARY RESOURCESRow4: Buy in from older techs to train their future replacements
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Training records are kept by service manager for GM audits, we will be able to track training and added skils of all techs

Quarterly updates to gm and dealer principle
	A_2: Push back from heavy line techs to train replacements and change to their pay plan



Very small percentage of applicants for tech openeing actually have automobile repair and/or expierience
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Make sure Claude Nolan cadillac is properly represented at the trade schools, offer more scholarship, promote more events at the trade schools
	R: Current facility utilization is 21% increase to 40% sales should increase dramatically, conservate estimate of sales increase of 79,000 a month to $244,339 which at 68% gross would equal $166,150.52.
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