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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.”

o000

I will increase our customer pay effective labor rate from $139.99 to $161.10 by August 31, 2021. $161.10
represents an effective labor rate equal to 90% of our door rate of $179 to account for competitive services
which are priced at a lower hourly rate.

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 vision is to provide the best customer experience in Connecticut and Western Mass. To accomplish this we
have invested in a state of the art facility outfited with the most updated technology, 40 new Land Rover service
loaners and a highly trained staff.

Now we need to increase the gross profit contribution from labor. Our door rate is $179 and the experience
provided should not require the amount of discounting currently on repair orders.

Benefits:
-Increased fixed absorption and dealership net profit
-Technician pay flexibility to recruit and retain the best avilabe team
-Increased commissions for managers and advisors allowing for higher moral and retention
-Business case to continue to invest in resourses

Consequences:

-Over reliance on JLR Business Builder from new car sales to offset losing departments
-Employee retention suffers effecting customer satisfation further
-Eventual reduction of investment in resourses resulting in reduced customer experience
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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

rational by advisors

reports and
interviews with
advisors

and me

areas to coach on
and foundation for
process
improvements

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEgl_{(TEgINT
Identify discounting |R&R exception Service Manager Identify specific June 30, 2021

Review top 100 Op
Codes to ensure
pricing setup
correctly

R&R top OP Code
reporting compared
to exception report

Service Manager
and me

Identify incorrect
setups that require "
discounting" to
achieve correct
pricing

June 30, 2021

Review video MPIs
to ensure quality
descriptions of
recommended
repairs

Quik Video portal to
review

Service Manager
and me

Identify individuals
needing additional
training and process
accountability

June 30, 2021

Review phone calls
between advisors
and clients to
ensure value
building and not

<sellina fram own

RITS phone
recording portal
review

Service Manager
and me

Identify coaching
oppurtunities on
word tracks and if
discounting is to
cover mistakes

June 30, 2021

abilty to remove
shop supplies

additional hidden
discounts

Turn off advisor's R&R security access [Me Discounting won't be [July 10, 2021
abilty to change hidden in reduced

labor rates labor rates

Setup advisor limits |R&R security access |Me Managment July 10, 2021
of discounting to 5% involvment in any

or a maximum of $50 large discounts

Turn off advisor R&R security access [Me Remove these Today
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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

Daily: exception reports
Weekly: Advisor performance reports
Monthly: Financial statment review and JLR's Business Managment Intelligence (BMI) portal

Potential Obstacles? Potential Solutions?
Employees relating to a client's mindset of time Shopping the competition to demonstrate the
& convenience being more valuable than market supports our door rate.
money. This is an aspirational brand filled with
high net worth clients. Field trip to a 5 star dining experience and a

chain type resturant to demonstrate the different
experiences in service and cost.

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

0000

An increase of our customer pay effective labor rate from $139.99 to $161.10 is an increase of $21.11 per billed
hour. Based on the study month's customer pay hours of 1040, this is an increase in gross profit of $21,954.40
per month and annualizes to an increase of $263,452.80

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.

Daily, weekly and monthly review of reports and statements to identify any individuals not following the process
and culture. Continual maintenance of R&R system to ensure proper setup to enable advisors to quote/charge
correctly for services without modifications.
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Now we need to increase the gross profit contribution from labor.  Our door rate is $179 and the experience provided should not require the amount of discounting currently on repair orders.



Benefits:

   -Increased fixed absorption and dealership net profit

   -Technician pay flexibility to recruit and retain the best avilabe team

   -Increased commissions for managers and advisors allowing for higher moral and retention

   -Business case to continue to invest in resourses



Consequences:

   -Over reliance on JLR Business Builder from new car sales to offset losing departments

   -Employee retention suffers effecting customer satisfation further

   -Eventual reduction of investment in resourses resulting in reduced customer experience
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