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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle o Relevant ° Time bound

ll

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 RO count by 25% by November 30, 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

With the everchanging environment our industry is in, it is vital that we are able to pivot as a company as we
boost our RO count in an effort to help combat the issues our Sales Departments are facing. We need our
Service Departments to help drive customers in the door: this would benefit the dealership in many ways:

1. Service Gross

2. Parts Gross

3. More customers, more chances for higher CSI

4. Conquest customers: those who normally use other dealers may be making a switch over to us for long term

5. Service to Sales Bridge: with the inventory shortage, we can convert Service customers to sales customers
and flip their trade ins into front line vehicles for sale

If we don't put more of an emphasis on our Service Departments, we could potentially end up in a struggle when
it comes to covering our "nut" and strain the Sales Department. Sales is only going to be able to sell what they
have on hand, so we need our other assets to fill in where they can. By assessing it now, we are able to get
ahead of it before it is more of an issue financially.
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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

Conquest Marketing:
targeting customers
in our area, but they
don't service with us

Conquest Promo

Marketing Team

This should yield good
results, but may not
translate into long
term- customers may
just come for their
promo

Start: November 1st
Check: November
15th

End: November 30th

Recall Lists

Manifest of
customers from
manufacturer and
DMS

Service BDC/Follow
Up Team

These customers have to
come in- they have
recalls, and if we can
average at least 2
additional jobs per RO,
we will see a favorable

increase in arngg

Start: November 1st
Check: November
15th

End: November 30th

Parts Specials

A list of fast moving
parts and
comparable pricing
guides

Parts Manager

If Parts identifies which
Part Specials can get
the DIY customers to
come here instead of
AutoZone, we will
increase Parts Gross.

Start: November 1st
Check: November
15th

End: November 30th

Service Specials

A list of commonly

needed repairs and
comparable pricing
guides

Service: identifies
the special

Parts: makes sure
we have the
materials to

If Service identifies
which Specials can get
the DIY customers,
Jiffy Lube, etc, we will
increase Service and
Parts Gross.

Start: November 1st
Check: November
15th

End: November 30th

Declined Service
Customers

A list of customers
who came in, but
declined work. This
will need to be
looked at weekly.

Service BDC/Follow
Up Team

If we contact our declines,
and figure out why they
declined: time, money, or
other; we can offer
solutions that will get
them back in the door and

comnloto tho wuark

Start: November 1st
Check: November
15th

End: November 30th

Service to Sales
Customers

Using a mining tool,
you identify which
customers are in a
position to trade in
when they are in for
Service.

Sales BDC
Manager, Sales
Manager, Service
Manager

These are special
customers, and
training will be
involved. This helps
every department!

Start: November 1st
Check: November
15th

End: November 30th

Rental Specials

A list of local
competitors and
comparable pricing
guides

Rental Department

We monitor our rental
pricing to be lower

than the others, which
will keep our inventory
moving and profitable.

Start: November 1st
Check: November
15th

End: November 30th

Redirection of Funds

Budget

Management

We have to redirect
Sales' marketing
budget to subsidize the
added marketing for
the other departments.

Start: November 1st
Check: November
15th

End: November 30th
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NADA .

ll

SERVICE OPERATIONS HOMEWORK — ACTION PLAN

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

0000

We will use our DMS software to track our RO counts, and we will compare them to previous months and years,
then graph the stats to see the change. We will do this weekly.

Potential Obstacles?

Can the other departments handle the increase
of repairs? Do we have enough techs/writers?
Supplies? Valet?

Will in stock units in need of repairs sit longer
due to more customer cars coming in?

Technology issues

Parts restrictions and back orders

Potential Solutions?

Shift a Salesperson to a "greeter” in the Service
Department weekly. This employee will greet
customers as they come in for Service, but be
on hand if trade in questions, appraisals, new
car questions, or more arise. If a service
customer's repairs for large, the write can
seamlessly transition the customer to the
"greeter."” This will give the Service department
extra hands.

Use all Service Departments within the dealer
group for repairs: Hyundai might be backed up
for a repair, but Nissan isn't- use all resources.

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

0000

This will be a significant increase for us, and if we used last month's nhumbers, we would see can additional 500 RO's, which
is limitless when it comes to impact. Those 500 RO's can range from $40 for wipers to $4,000 for a transmission
replacement. If those were 500 RO's worth $40 in CP, that would yield another $20,000. That is the low end.

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 keep pushing as it looks like this current situation isn't changing any time soon. We truly don't know
when new vehicles/chip issues will be a thing of the past, but if we keep pushing and increasing, we will grow
our customer base. Research shows it is more cost effective to keep current customers, and that is what we will

do.
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