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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

My goal is to increase profitability for fixed.
Measure - increase from current 73.8% on customer pay labor (70.12% for study month) to 76% and maintain
an ELR of $125 by 12/31/2021

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

This aligns with the dealer's goal to increase NET for the dealer.

Increased net profit secures our position in the market and provides continued job security for 125+ employees.
Increased gross, while also controlling our expenses, provides stability for continued positive net.

With the automotive industry in its current state, it is important to increase our fixed absorption to also provide
stability for our employees, need our department to be able to carry the dealership in case of any future
shutdowns.

The benefit of achieving this goal is job security for employees without having to cut anyone's income or cause
employess to go backwards.

Conversely, the consequences of not achieving this goal is that there may need to be changes/ adjustments to
our staff or compensation.
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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

SPECIFIC ACTION/
STEP

NECESSARY
RESOURCE(S)

ACCOUNTABLE
PERSON(S)

EXPECTED RESULT

START, END, &
CHECK POINT
DATES

Fill the bays, replace

HR sites, trade

Matt and Justin

Maximize facility

New building to ber

reduction in tech
staff

conversations/interac
tions to identify and
weak spots

team

hemorrhaging

the techs we have schools, QL utilization completed in coming

lost recruiting weeks, fill them as
they are ready,
maintain prospects

Prevent any further [Daily Entire management |[Stop the Ongoing action

required, need to
maintain strong
relationships
between mgnt &
techs

Increase repair ELR
on all RO's/ perform
regular RO analysis,
ensure grid is being
utilized

Daily RAP report,
RO analysis, daily
summary

Donna and Matt

Increase repair ELR,
one of the weaker
ELR labors

Monitor overall ELR
daily on summary,
ongoing

Perform weekly
missed ops
evaluations

Review RO's using
CC missed ops
slips, have
one-on-one
meetings with SAs

Donna and Matt

Identify areas of
opportunity, provide
any needed training
in weak areas

weekly meetings to
review with SAs,
weekly meetings
with M/D to review

Lower average tech
cost by bringing
lower cost techs on
board, develop
career path

Career path/ training
map

Entire management
team - } Justin

Lower average cost,
increase gross,

grow our own techs,
career path for techs

Justin to complete
training map by
8/31, review as a
team and start to
use with new techs

Improve tech 99Ps

Quiklane process
guide, dance cards,
QL trainers, rerack
cars with techs to
review

Justin and Joe

Awareness of
missed opportunites
for upsell items

weekly rotations,
daily review of tech
MPIs on smi

Commit to one
software

Smartt/ mykaarma/
xtime reps

Donna and Matt

lower expenses,
consistency, allow
system to work as
designed

September 30, 2021

Review expenses
regulary

Stacy CFO, DOC
sheet, financial
statement

Donna and Matt

Review controllable
expenses, identify
potential areas to
lower expenses

Weekly ongoing
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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?

Every area needs to be tracked daily and weekly, and reviewed as a group during weekly fixed meetings.

Potential Obstacles? Potential Solutions?
Managers get busy and do not devote the Divide the tasks, assign tasks based on
proper time to these tasks strengths and skills
Advisors do not utilize labor grid or discount Review data daily and discuss with advisors
Do not have access to needed data Work with Stacy to ensure that we are receiving

regular reports, current data

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

0000

Increasing total ELR from $106 for study month to $125 at current hours 2008 MTD while achieving 76% would
increase MTD labor gross from $159k to $190k. Increasing tech count would further increase gross potential

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 must continue to monitor all these items and discuss as a group. It is important that no single task be the
sole responsibility of one team member. The management team must continue to work together. While there
are definitely items that fall on the techs and advisors (MPIs, upselling, menu presentations, correct priving, etc)
the responsibilty falls on the service management team to work together to keep going and hold each other

accountable. Failure to do so can result in lost potential. cuts in compensation. losina customers.
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	How does this goal align with or support your dealers vision: My goal is to increase profitability for fixed.

Measure - increase from current 73.8% on customer pay labor (70.12% for study month) to 76% and maintain an ELR of $125 by 12/31/2021
	2020 National Automobile Dealers Association All Rights Reserved: This aligns with the dealer's goal to increase NET for the dealer.

Increased net profit secures our position in the market and provides continued job security for 125+ employees.

Increased gross, while also controlling our expenses, provides stability for continued positive net.

With the automotive industry in its current state, it is important to increase our fixed absorption to also provide stability for our employees, need our department to be able to carry the dealership in case of any future shutdowns.

The benefit of achieving this goal is job security for employees without having to cut anyone's income or cause employess to go backwards.

Conversely, the consequences of not achieving this goal is that there may need to be changes/ adjustments to our staff or compensation.
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	SPECIFIC ACTION STEPRow2: Prevent any further reduction in tech staff
	NECESSARY RESOURCESRow2: Daily conversations/interactions to identify and weak spots
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	SPECIFIC ACTION STEPRow3: Increase repair ELR on all RO's/ perform regular RO analysis, ensure grid is being utilized
	NECESSARY RESOURCESRow3: Daily RAP report, RO analysis, daily summary
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	NECESSARY RESOURCESRow6: Quiklane process guide, dance cards, QL trainers, rerack cars with techs to review
	ACCOUNTABLE PERSONSRow6: Justin and Joe
	EXPECTED RESULTRow6: Awareness of missed opportunites for upsell items
	START END  CHECK POINT DATESRow6: weekly rotations, daily review of tech MPIs on smi
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	SPECIFIC ACTION STEPRow8: Review expenses regulary
	NECESSARY RESOURCESRow8: Stacy CFO, DOC sheet, financial statement
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	A: Every area needs to be tracked daily and weekly, and reviewed as a group during weekly fixed meetings.  
	A_2: Managers get busy and do not devote the proper time to these tasks



Advisors do not utilize labor grid or discount



Do not have access to needed data
	A_3: Divide the tasks, assign tasks based on strengths and skills



Review data daily and discuss with advisors



Work with Stacy to ensure that we are receiving regular reports, current data




	R: Increasing total ELR from $106 for study month to $125 at current hours 2008 MTD while achieving 76% would increase MTD labor gross from $159k to $190k.  Increasing tech count would further increase gross potential
	S: We must continue to monitor all these items and discuss as a group.  It is important that no single task be the sole responsibility of one team member.  The management team must continue to work together.  While there are definitely items that fall on the techs and advisors (MPIs, upselling, menu presentations, correct priving, etc) the responsibilty falls on the service management team to work together to keep going and hold each other accountable.  Failure to do so can result in lost potential, cuts in compensation, losing customers.


