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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

| am going to increase our Net Profit % to 20% and Our Fixed Absorption to 60% by year end. YTD, we are
15.5% Net Profit and 55% Fixed Absorption.

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

The goal given to me by the owners while | was being recruited, was to make the Service department profitable
and increase customer pay. Prior to my arrival, our Fixed Operations feasted on used cars and customer pay
growth was far down the priority list . Obviously, the Service Department lost money almost every year the
company has been in business. I've increased CP dramatically, and the Service department is profitable, but
we aren't close to my personal goals. | want to continue to grow our business, as well as move into the next
stage of my career here, Fixed Operations Director. Increasing Profit profit for the dealership directly impacts my
pay and my career growth.
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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

Labor Percentage

percentage of labor
sales based on Tech
Level. 18-24% &
Labor rate increase

plans with

technicians
throughout
September.

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHECK POINT
DATES
1) Increase Door Dealer Labor rate Myself Increase Door Rate |Meeting with
Rate survey. (Tied September 1st. ownership 8/23 to
Lowest in area) finalize.
Lower than some
independents.
2) Increase Non dealer Myself Raise rates NLT 9/1 |8/31 change rates
Maintenance Rate competitive pricing after hours.
and competitive summary. Some
menu items items very low.
3) Increase Gross | Pay techs Myself Renegotiate pay Sept 3,10,17, and 24

4) Increase labor
dollars per RO.

Change Advisor Pay
plan to match our
goals. Currently
1.7/ro overall w/
quicklube. Want to

Myself and advisors

Pay Plan Kicker on
hours per RO.

Have finalized by
Oct 1.

5) Increase fluid and

training advisors and

Myself, techs,

increased

Ongoing, review

Master Tech

working out pay plan
details.

Software, just need
the tech to increase
other makes sales.

Hope to have him

mechanical techs. Utilizing our |advisors maintenance sales, |goals with techs and
maintenance sales | current dealer logix currently avg 100 advisors weekly.
software. maintence ops used
Videos/pics per month, want to
6) Addition of Have WiTech up Myself Purchased Have up and running
Chrysler capabilities | and running by end equipment, Hired 8/25.
of next week. Chrysler Master
Tech. Have not set
up. it'son me
7) Addition of Ford | Interviewed tech, Myself We have Ford Need him to Start

Sept 6.

8) Weekly meeting
with Parts Manager
to improve fast
moving stock items

Lost Sales and
Emergency
Purchase Reports

Myself and Parts
manager

Improve inventory
and lower
emergency parts
purchases

Weekly starting
8/23.
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NADA oo

SERVICE OPERATIONS HOMEWORK — ACTION PLAN

ll

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

Track Progress through Operational reporting in CDK. | use most of the reports daily.

Potential Obstacles? Potential Solutions?

Tech, Advisor, and Parts push back. Promote to customer, Show benefits of more
aggressive pay plans. Change the culture.

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

0000

If everything was done prior to January 1st, we could have had an additional $803,846 dollars in parts/labor
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.

Set staff goals, weekly meetings/follow up. Hold individuals accountable. Work on continual improvement with
all members of staff.
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