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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

My goal is to improve our Customer Pay labor gross. | would like to get it from 66% up to 76%. That would be a
10% increase.

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 vision is to make taking care of our customers the biggest priorty. Our goal wil help take care of our
customers and there vehicles. We will upsell needed repairs with the use of our video system and mpi. The
benifits will be a higher NPS score from our Subaru customers,higher grosses for the service department,
higher parts sales for the parts department, and ultimatly a higher bottom line. The consequences for not
correcting the low gross problem would be a lower bottom line for our service department. The goal is very
improtant to the growth of our shop. We have doubled the size of our service shop. This will enable us to bring
in more customers each day, and make sure we do a proper video and mpi on there vehicle.
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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

checks.This will help
in upselling needed
repairs Make sure
techs are using the
vidoe svstem

START, END, &

SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '

STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHECK POINT

DATES

Remove all current  |Payroll office Service Director Higher gross profit  |Has already been
tech guarantees completed
Check expensesto |Axcessa Service Director Higher gross profit  [Expenses should be
determine if we are General Manager looked at every day
paying to much for to catch erros. Also
items, or if we are at the end of each
being charged for month to see the big
thinas shouldnt he Pictiire
good mpi True Video Service Director higher gross profit Cheked daily in

service reports

Upsell more in the
express service
bays.

Service training

Service Director

Higher gross profit

We have our tech
trainer coning in
once a week to work
with our express

techs and help them
learn how tn
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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

We we will track progress on a daily basis through Axcessa. All needed information is in Axcessa. The sevice
director will monitor progress daily and report to the general manager.

Potential Obstacles? Potential Solutions?

Technicians leaving due to no more guarantees Show the technicians the value of using the
video system. Show them the numbers from the
techs that use it regiously. There is a much
higher take rate when using the vidoe system.

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

0000

Increasing our gross profit to 76% would lead to a $29,000 increase in gross profit per month

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 have a monthly mangers meeting to go over our gross profit numbers and our expenses. Gross profit is
and always will ne monitored daily by the Department managers.
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