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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 my customer base potential by 95% ( New and Used) by end of thiis year ( Dec, 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

Align with Vision:

We are currently retaining only 31% of 5 year New Car customer base. Our vision to help not only sell but take
care of our customers, will be fulfilled once this is achieved.

Benefits:

Increase bottom line by increasing revenue.

Service department will become profitable.

More traffic can bring in more trades and help new vehicle sales.

Every visit can bring in add on work with multi point inspections.

Consequences:

If this is not achieved then the Service department will keep running in loss as current.

Low facility utilization will push the mechanics to look for work somewhere else.

Why Important:

This will provide us with more revenue and profitability opportunity. The service department will become
profitable.

More work will provide opportunity for techs to make more money, it will attract more techs to work for the
dealership.

Will create unique opportunity to purchase more used cars and sale of new cars.

©2021 National Automobile Dealers Association. All Rights Reserved. 1



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

Prepare the action
plan with
recommendations of
adding a Car wash
to facility.

Financial approval
City approvals
Construction
company

Dealer Principal
General Manager
Architect

give reason to
customers to visit.
Customer flow will
increase.

start: 06/17/2021
End: 12/17/2021
Check: Monthly

Assign a porter to sit
at service bay to
note % of our plates
Vs outside.

Service Manager will
put a person for 1-3
days from his staff.

Service Manager

Count and
percentage of cars
coming in with our
plates vs outside
plates.

Start: 07/05/2021
End: 07/12/2021
Check: Daily end of
the shift.

Create the poster for
"We serve all makes
and Models". Install
in Service bay and
waiting areas.

Sign designer and
maker.

GSM Used, He is
very resourceful in
town.

Poster will be
designed and posted
in service Bays and
waiting areas.

Start: 07/05/2021
End: 07/19/2021
Check: 07/12/2021

Sell prepaid oil
change/ maint
packages at the time
of sale.

Competitive
companies providing
packages.

Sale Managers
Finance & BDC

New cars will come
back for oil changes
and other work.

Start: 07/05/2021
End: Never

Check: In monthly
meetings. (will be
added to agenda)

Giveaway at sale:
New:1 wash/month
lifetime on weeknds
Used:1 wash/ month
for 1 Yr on weeknds

In house Car wash.
Service will provide
with code for wash.
Detailers need over
the weekend.

GSM
Salesman
Service Advisor

Bring Customer in.
Book next service
and offer multi point
inspection before
giving wash code.

Start: 12/17/2021
End: Never
Check: Every car
sold

Book 1st service
appointment at time
of sale or within 30
days.

Appropriate
appointment slots.
Loaner Cars
availability.

Service Advisor and
GSM.

Every vehicle sold
will come for service.
Follow up call will
help build customer
satisfaction index.

Start; 07/19/2021
End: Never

Check: every month
end

Conduct multi point

Tech availability

Service Advisors

This will increase

Start: 07/19/2021

specials:Update on
website, send

mailers to past and
existing customers.

IT department

Service Manager

past customers and
website will attract
new customers.

inspection when car | Appointment slot Service Manager number of ROs and | End: Never

comes for oil change | availability Hrs / RO ratio. Check: 07/12/2021
or wash. Loaner car and monthly
Advertise the Vin Solution IT department Mailers will bring Start: 12/17/2021

End: Never
Check: Monthly

©2021 National Automobile Dealers Association. All Rights Reserved.




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?

Track Progress: Will track RO counts and hrs/ro in month end and weekly meetings.
Where to find Info: Will monitor doc on daily weekly basis. Pull reports from CDK and Vin solution.
Check in: Daily, weekly and monthly.

Potential Obstacles? Potential Solutions?

1. Financial allocation for the Car Wash. 1. Principal Contribution, loan or credit line
usage with interest bearing by Service.

2. Service Advisor and shop not ready for the 2. Training and extended hours including

customer flow. weekends. Hire more techs.

3. Sales people are not on board. 3. Provide training. Build selling packs in their
pay plans.

4. Techs hesitation for all makes and models. 4. Offer trainings.

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

0000

At 95%, we will make $647,809 in month labor sale. New & used can reach facility utilization potential i.e.
$713,699 (vs current $235,355). With current sale to gross % ratio (67%) we will have gross profit of $434,032.

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.

Like BOB said, "Goals begin behavior / Consequences maintain behavior".

The parameters to measure the progress will be added to the agenda for month end meetings and progress will
be monitored. Techs, Service Advisors and sales people will be send for regular trainings and they will be
incentivised appropriately. Managers will be send for NADA trainings and seminars.
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	How does this goal align with or support your dealers vision: I will increase my customer base potential by 95% ( New and Used) by end of thiis year ( Dec, 2021). 
	2020 National Automobile Dealers Association All Rights Reserved: Align with Vision:
We are currently retaining only 31% of 5 year New Car customer base. Our vision to help not only sell but take care of our customers, will be fulfilled once this is achieved.
Benefits:
Increase bottom line by increasing revenue.
Service department will become profitable.
More traffic can bring in more trades and help new vehicle sales.
Every visit can bring in add on work with multi point inspections.
Consequences: 
If this is not achieved then the Service department will keep running in loss as current.
Low facility utilization will push the mechanics to look for work somewhere else.
Why Important:
This will provide us with more revenue and profitability opportunity. The service department will become profitable. 
More work will provide opportunity for techs to make more money, it will attract more techs to work for the dealership.
Will create unique opportunity to purchase more used cars and sale of new cars.





	SPECIFIC ACTION STEPRow1: Prepare the action plan with recommendations of adding a Car wash to facility.
	NECESSARY RESOURCESRow1: Financial approval
City approvals
Construction company
	ACCOUNTABLE PERSONSRow1: Dealer Principal
General Manager
Architect

	EXPECTED RESULTRow1: give reason to customers to visit.
Customer flow will increase.
	START END  CHECK POINT DATESRow1: start: 06/17/2021
End: 12/17/2021
Check: Monthly
	SPECIFIC ACTION STEPRow2: Assign a porter to sit at service bay to note % of our plates vs outside.
	NECESSARY RESOURCESRow2: Service Manager will  put a person for 1-3 days from his staff.
	ACCOUNTABLE PERSONSRow2: Service Manager

	EXPECTED RESULTRow2: Count and percentage of cars coming in with our plates vs outside plates.
	START END  CHECK POINT DATESRow2: Start: 07/05/2021
End:  07/12/2021
Check: Daily end of the shift.
	SPECIFIC ACTION STEPRow3: Create the poster for
"We serve all makes and Models". Install in Service bay and waiting areas.
	NECESSARY RESOURCESRow3: Sign designer and maker.
	ACCOUNTABLE PERSONSRow3: 
GSM Used, He is very resourceful in town.
	EXPECTED RESULTRow3: Poster will be designed and posted in service Bays and waiting areas.
	START END  CHECK POINT DATESRow3: Start: 07/05/2021
End: 07/19/2021
Check: 07/12/2021
	SPECIFIC ACTION STEPRow4: Sell prepaid oil change/ maint packages at the time of sale.
	NECESSARY RESOURCESRow4: Competitive companies providing packages. 
	ACCOUNTABLE PERSONSRow4: Sale Managers
Finance & BDC
	EXPECTED RESULTRow4: New cars will come back for oil changes and other work.
	START END  CHECK POINT DATESRow4: Start: 07/05/2021
End: Never
Check: In monthly meetings. (will be added to agenda)
	SPECIFIC ACTION STEPRow5: Giveaway at sale:
New:1 wash/month
lifetime on weeknds
Used:1 wash/ month
for 1 Yr on weeknds 
	NECESSARY RESOURCESRow5: In house Car wash.
Service will provide with code for wash.
Detailers need over the weekend.
	ACCOUNTABLE PERSONSRow5: GSM
Salesman
Service Advisor
	EXPECTED RESULTRow5: Bring Customer in.
Book next service and offer multi point inspection before giving wash code.
	START END  CHECK POINT DATESRow5: Start: 12/17/2021
End: Never
Check: Every car sold
	SPECIFIC ACTION STEPRow6: Book 1st service appointment at time of sale or within 30 days.
	NECESSARY RESOURCESRow6: Appropriate appointment slots.
Loaner Cars availability.
	ACCOUNTABLE PERSONSRow6: Service Advisor and GSM.
	EXPECTED RESULTRow6: Every vehicle sold will come for service.
Follow up call will help build customer satisfaction index.
	START END  CHECK POINT DATESRow6: Start: 07/19/2021
End:  Never
Check: every month end
	SPECIFIC ACTION STEPRow7: Conduct multi point inspection when car comes for oil change or wash.
	NECESSARY RESOURCESRow7: Tech availability
Appointment slot availability
Loaner car
	ACCOUNTABLE PERSONSRow7: Service Advisors
Service Manager
	EXPECTED RESULTRow7: This will increase number of ROs and Hrs / RO ratio.
	START END  CHECK POINT DATESRow7: Start: 07/19/2021
End: Never
Check: 07/12/2021
and monthly
	SPECIFIC ACTION STEPRow8: Advertise the specials:Update on website, send mailers to past and existing customers.
	NECESSARY RESOURCESRow8: Vin Solution
IT department
	ACCOUNTABLE PERSONSRow8: IT department
Service Manager
	EXPECTED RESULTRow8: Mailers will bring past customers and website will attract new customers.
	START END  CHECK POINT DATESRow8: Start: 12/17/2021
End: Never
Check: Monthly
	A: Track Progress: Will track RO counts and hrs/ro in month end and weekly meetings. 
Where to find Info: Will monitor doc on daily weekly basis. Pull reports from CDK and Vin solution.
Check in: Daily, weekly and monthly.
	A_2: 1. Financial allocation for the Car Wash.

2. Service Advisor and shop not ready for the customer flow.
3. Sales people are not on board.

4. Techs hesitation for all makes and models.


	A_3: 1. Principal Contribution, loan or credit line usage with interest bearing by Service.
2. Training and extended hours including weekends. Hire more techs.
3. Provide training. Build selling packs in their pay plans.
4. Offer trainings.
	R: At 95%, we will make $647,809 in month labor sale. New & used can reach facility utilization potential i.e. $713,699 (vs current $235,355). With current sale to gross % ratio (67%) we will have gross profit of $434,032.
	S: Like BOB said, "Goals begin behavior / Consequences maintain behavior".
The parameters to measure the progress will be added to the agenda for month end meetings and progress will be monitored. Techs, Service Advisors and sales people will be send for regular trainings and they will be  incentivised appropriately.  Managers will be send for NADA trainings and seminars. 


