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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

Goal:
#1. Get to 10-15% "1 line R.O.'s"  (currently 65% "1 line")

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

Our dealer wants to improve our service departments overall profitablity. We see the service department as an
area of opportunity and we know that things will change throughout the years as far as ebbs and flows in sales.
The service department is going to be a steady and growing portion of the dealerships profitablity so we need to
start now on improving. Our benifits would be increased gross profit, better shop flow and happier technicians.
The consequences of not acheiving our goal would be continued mediocre gross, hoping and waiting for heavy
repair jobs and having to chase an increasingly tight job market for A techs. We would then have more higher
paid techs and margins could actually be driven down when they help with maintenance jobs and such. We
need more C techs now. We need to makes sure that we continue to produce the work mix needed for those
techs. This is important to me because | want to improve our gross, net and absorption and this can help
achieve all three things with just an investment in training and an pay plan that incentiveises selling in the drive.
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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

the use of video by
our techs in the
stalls at time of MPI

has good video
quality with good
ease of use and
good training/support

Jayson Garret

more proffesional
sales aid that will
help sell needed
repairs and
maintenance

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON() | EXPECTED RESULT]  CHETE POINT
Invest and train on  [Pick a company that |Bill Bosworth & A better more visual, |Start 6/22

Pick video company
by 7/2

Train and be ready
to use by 7/15

on the importance of
suggesting and
selling maintenance
at the time of drop
off hased an

resources and job
aides to reinforce
good selling habits.

Bill Bosworth.

sales

Do a better job of retrain our advisors |Bill Bosworth Quicker resposne to |Start 6/22
using text to on the importance of and from custmers  |Check in 7/2
communicate with text and the aid it in the manner they  [Continue to check in
customers gives in selling prefer there after.

service
Retrain our advisors |Re use current Carl Sanders and More Maintenance |Start 6/22

Check in on the 2nd
of every month.

Retrain advisors on
use of alignment
rack and ease of
selling

Re use current
resources

Carl Sanders

More Maintenance
sales

Start 6/22
Check in on the 2nd
of every month.

Monitary incentives
to incenitivise both
techs and advisors
to do better, quicker
MPI's and sell the

service

enhanced pay plans

Bill Bosworth and
myself

More Maintenance
sales

Start 6/22

Make a change in
July time period
(July 3rd)

Monitor for 90 days
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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?

0000

I will track our progress by checking into see how many videos and what percentage of customers are being
reached via text on the 2nd of every month. We will do a monthly R.O. analysis of 25 concurrent R.O.'s every
month to track our lines per R.O. and work mix.

Potential Obstacles? Potential Solutions?
kick back from techs and advisors due to Sell them, don't tell them. Sell them on the
change. potential for them. Potential to do more on less

vehicles. Potential to earn more money.
Potential for a more steady stream of desired
work.

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

0000

Our gross profit on customer pay R.O.'s is currently 73.62%. We think we could get it to 80%. This would be an
additional $50k gross anually on customer pay R.O.'s alone.

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 ensure we don't fall back by continuing with monthly tracking. "That which is measured typically
improves" We will also readjust goals upward on a semi annual basis.
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	How does this goal align with or support your dealers vision: Goal:

#1. Get to 10-15% "1 line R.O.'s"      (currently 65% "1 line")


	2020 National Automobile Dealers Association All Rights Reserved: Our dealer wants to improve our service departments overall profitablity. We see the service department as an area of opportunity and we know that things will change throughout the years as far as ebbs and flows in sales. The service department is going to be a steady and growing portion of the dealerships profitablity so we need to start now on improving. Our benifits would be increased gross profit, better shop flow and happier technicians. The consequences of not acheiving our goal would be continued mediocre gross, hoping and waiting for heavy repair jobs and having to chase an increasingly tight job market for A techs. We would then have more higher paid techs and margins could actually be driven down when they help with maintenance jobs and such. We need more C techs now. We need to makes sure that we continue to produce the work mix needed for those techs. This is important to me because I want to improve our gross, net and absorption and this can help achieve all three things with just an investment in training and an pay plan that incentiveises selling in the drive. 
	SPECIFIC ACTION STEPRow1: Invest and train on the use of video by our techs in the stalls at time of MPI
	NECESSARY RESOURCESRow1: Pick a company that has good video quality with good ease of use and good training/support
	ACCOUNTABLE PERSONSRow1: Bill Bosworth & Jayson Garret
	EXPECTED RESULTRow1: A better more visual, more proffesional sales aid that will help sell needed repairs and maintenance. 
	START END  CHECK POINT DATESRow1: Start 6/22

Pick video company by 7/2

Train and be ready to use by 7/15


	SPECIFIC ACTION STEPRow2: Do a better job of using text to communicate with customers
	NECESSARY RESOURCESRow2: retrain our advisors on the importance of text and the aid it gives in selling service
	ACCOUNTABLE PERSONSRow2: Bill Bosworth
	EXPECTED RESULTRow2: Quicker resposne to and from custmers in the manner they prefer
	START END  CHECK POINT DATESRow2: Start 6/22

Check in 7/2

Continue to check in there after.


	SPECIFIC ACTION STEPRow3: Retrain our advisors on the importance of suggesting and selling maintenance at the time of drop off based on customers needs. 
	NECESSARY RESOURCESRow3: Re use current resources and job aides to reinforce good selling habits. 
	ACCOUNTABLE PERSONSRow3: Carl Sanders and Bill Bosworth. 
	EXPECTED RESULTRow3: More Maintenance sales
	START END  CHECK POINT DATESRow3: Start 6/22 

Check in on the 2nd of every month. 




	SPECIFIC ACTION STEPRow4: Retrain advisors on use of alignment rack and ease of selling
	NECESSARY RESOURCESRow4: Re use current resources
	ACCOUNTABLE PERSONSRow4: Carl Sanders 
	EXPECTED RESULTRow4: More Maintenance sales
	START END  CHECK POINT DATESRow4: Start 6/22

Check in on the 2nd of every month.


	SPECIFIC ACTION STEPRow5: Monitary incentives to incenitivise both techs and advisors to do better, quicker MPI's and sell the service. 
	NECESSARY RESOURCESRow5: enhanced pay plans
	ACCOUNTABLE PERSONSRow5: Bill Bosworth and myself
	EXPECTED RESULTRow5: More Maintenance sales
	START END  CHECK POINT DATESRow5: Start 6/22

Make a change in July time period (July 3rd)

Monitor for 90 days 


	SPECIFIC ACTION STEPRow6: 
	NECESSARY RESOURCESRow6: 
	ACCOUNTABLE PERSONSRow6: 
	EXPECTED RESULTRow6: 
	START END  CHECK POINT DATESRow6: 
	SPECIFIC ACTION STEPRow7: 
	NECESSARY RESOURCESRow7: 
	ACCOUNTABLE PERSONSRow7: 
	EXPECTED RESULTRow7: 
	START END  CHECK POINT DATESRow7: 
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: I will track our progress by checking into see how many videos and what percentage of customers are being reached via text on the 2nd of every month. We will do a monthly R.O. analysis of 25 concurrent R.O.'s every month to track our lines per R.O. and work mix. 
	A_2: kick back from techs and advisors due to change.
	A_3: Sell them, don't tell them. Sell them on the potential for them. Potential to do more on less vehicles. Potential to earn more money. Potential for a more steady stream of desired work. 


	R: Our gross profit on customer pay R.O.'s is currently 73.62%. We think we could get it to 80%. This would be an additional $50k gross anually on customer pay R.O.'s alone. 
	S: We will ensure we don't fall back by continuing with monthly tracking. "That which is measured typically improves" We will also readjust goals upward on a semi annual basis. 




