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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN
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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

Customer Satisfaction: | want to increase my overall service CSI/KPI score from 916 (tier 2) to, at minimum, 925
(tier 1) by the end of quarter 3.

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 and mission revolves around providing the best automotive value and experience. We want to
maintain the highest standards, attending to the small details and exceeding out customer's expectations. At the
end of the day, if we can cater to our customer's every need, then we can increase our overall customer
satisfaction. This goal is important to me because the higher our KPI, the greater our rentention, the more gross
potential. This is a great indication of whether we are following process and doing the jobs we need to be doing.
If we don't follow process,we have upset customers, therefore losing business. A lot of this KPI score falls on
our advisors and BDC, so it's been expresses that the more money Buckeye makes, the more money you
make. In order to make money, we need happy customers and good retention. Along with customer satisfaction
and more business generated, we receive a Nissan incentive based on the tier level we finish at. If we don't
meet our goals, our DOM isn't pleased with us, and we don't receive that money.

In a snapshot: although this goes hand in hand with our sales department, our service team must hit a 925 to
receive tier one incentives. We must have at least 6 surveys, be at 95% on keeping the customer informed
during visit, and 94% on reviewing the results of the inspection (MPI). If we don't do this, that means our
customers are unsatisfied, and our advisors and company lose out of incentive money, earning additional front
page profit.
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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

currently and where
we need to be

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEﬂ(TEgINT
Find current status  |Access to Owner Loyalty Understanding of Gather info in one
of KPI score NNAnet.com Manager where we are day - 7/21

Daily updates on
KPI status on our
teams calls

NNANet & Invest in
the best reference
guides

Owner Loyalty
Manager & Fixed
Ops Director

Understand top 3
"impact rank"
guestions

7/25 daily check in
Last service date
can be 9/15 to
receive a qualifying
survey. last check
on 9/20

solutions in to action
with advisors

Service Mgr

expect higher
survey scores

Identify problem NNANet Fixed Ops Director, [Mangers understand | 7/25 with weekly
areas from the top 3 Service Manager, the changes that check in's on top 3
impact rank OLM need to be made ending 9/15 to
guestions qualify for Q4
Discuss problem NNANet FO Director, Service [Advisors understand |7/25 ongoing/weekly
areas with advisors Mgr & Advisors where they stand through the end of
and technicians Q3

Put possible NNANet FO Director & Make changes and |7/25 ongoing/weekly

through the end of
Q3
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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

In summary, | will be tracking progress in the daily Teams meeting | have with the owner, OLM, controller and
fixed ops director. The OLM will be bringing score information daily, and the FO Director will provide updates
weekly on what specific changes were made per advisor in order to obtain better customer satisfaction.

Potential Obstacles?

- Advisors think they're already doing everything
correct

- Too busy to greet a customer

- Lack of communcation between advisors &
techs so we aren't able to inform the customer
of status on the vehicle

- Advisors are comfortable, and don't
understand their jobs effect the entire company
regarding additional incentives

Potential Solutions?

- Show proof of scores

- Have a manager/GM shadow th advisors for a
day to ensure processes are being followed

- Always say hello and that we'll be right with
you when a customer arrives

- We have 3 support people in the drive - refer
them to any waiting customers and give updates
- Update with a dollar amount what the
company could earn if we work in tier one status

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

0000

According to the QGP Matrix we will receive am additional incentive per new vehicle sold based on sales and
service KPls. So, it can range from $0 - $250 per unit. As I'm writing this action plan, our sales department is at
tier 1 and service is tier 2. If we follow trend, we will receive $200 per unit. We have potential to have an

-~

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.

In order to not fall back to old habits, | would recommend we continue with weekly KPI updates and which
questions we have the most opportunity for. We need to ensure all personnel involved understands the dollar
amount and retention benefits associated with customer satisfaction. | will add more to this for my benefit when
Q3 is complete.

©2021 National Automobile Dealers Association. All Rights Reserved. 3



	How does this goal align with or support your dealers vision: Customer Satisfaction: I want to increase my overall service CSI/KPI score from 916 (tier 2) to, at minimum, 925 (tier 1) by the end of quarter 3. 
	2020 National Automobile Dealers Association All Rights Reserved: Our vision and mission revolves around providing the best automotive value and experience. We want to maintain the highest standards, attending to the small details and exceeding out customer's expectations. At the end of the day, if we can cater to our customer's every need, then we can increase our overall customer satisfaction. This goal is important to me because the higher our KPI, the greater our rentention, the more gross potential. This is a great indication of whether we are following process and doing the jobs we need to be doing. If we don't follow process,we have upset customers, therefore losing business. A lot of this KPI score falls on our advisors and BDC, so it's been expresses that the more money Buckeye makes, the more money you make. In order to make money, we need happy customers and good retention. Along with customer satisfaction and more business generated, we receive a Nissan incentive based on the tier level we finish at. If we don't meet our goals, our DOM isn't pleased with us, and we don't receive that money. 



In a snapshot: although this goes hand in hand with our sales department, our service team must hit a 925 to receive tier one incentives. We must have at least 6 surveys, be at 95% on keeping the customer informed during visit, and 94% on reviewing the results of the inspection (MPI). If we don't do this, that means our customers are unsatisfied, and our advisors and company lose out of incentive money, earning additional front page profit. 
	SPECIFIC ACTION STEPRow1: Find current status of KPI score
	NECESSARY RESOURCESRow1: Access to NNAnet.com
	ACCOUNTABLE PERSONSRow1: Owner Loyalty Manager
	EXPECTED RESULTRow1: Understanding of where we are currently and where we need to be
	START END  CHECK POINT DATESRow1: Gather info in one day - 7/21
	SPECIFIC ACTION STEPRow2: Daily updates on KPI status on our teams calls
	NECESSARY RESOURCESRow2: NNANet & Invest in the best reference guides
	ACCOUNTABLE PERSONSRow2: Owner Loyalty Manager & Fixed Ops Director 
	EXPECTED RESULTRow2: Understand top 3 

"impact rank" questions 
	START END  CHECK POINT DATESRow2: 7/25 daily check in

Last service date can be 9/15 to receive a qualifying survey. last check on 9/30
	SPECIFIC ACTION STEPRow3: Identify problem areas from the top 3 impact rank questions 
	NECESSARY RESOURCESRow3: NNANet 
	ACCOUNTABLE PERSONSRow3: Fixed Ops Director, Service Manager, OLM
	EXPECTED RESULTRow3: Mangers understand the changes that need to be made
	START END  CHECK POINT DATESRow3:  7/25 with weekly check in's on top 3 ending 9/15 to qualify for Q4
	SPECIFIC ACTION STEPRow4: Discuss problem areas with advisors and technicians
	NECESSARY RESOURCESRow4: NNANet 
	ACCOUNTABLE PERSONSRow4: FO Director, Service Mgr & Advisors
	EXPECTED RESULTRow4: Advisors understand where they stand 
	START END  CHECK POINT DATESRow4: 7/25 ongoing/weekly through the end of Q3
	SPECIFIC ACTION STEPRow5: Put possible solutions in to action with advisors 
	NECESSARY RESOURCESRow5: NNANet 
	ACCOUNTABLE PERSONSRow5: FO Director & Service Mgr
	EXPECTED RESULTRow5: Make changes and expect higher survey scores
	START END  CHECK POINT DATESRow5: 7/25 ongoing/weekly through the end of Q3
	SPECIFIC ACTION STEPRow6: 
	NECESSARY RESOURCESRow6: 
	ACCOUNTABLE PERSONSRow6: 
	EXPECTED RESULTRow6: 
	START END  CHECK POINT DATESRow6: 
	SPECIFIC ACTION STEPRow7: 
	NECESSARY RESOURCESRow7: 
	ACCOUNTABLE PERSONSRow7: 
	EXPECTED RESULTRow7: 
	START END  CHECK POINT DATESRow7: 
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: In summary, I will be tracking progress in the daily Teams meeting I have with the owner, OLM, controller and fixed ops director. The OLM will be bringing score information daily, and the FO Director will provide updates weekly on what specific changes were made per advisor in order to obtain better customer satisfaction. 
	A_2: - Advisors think they're already doing everything correct

- Too busy to greet a customer 

- Lack of communcation between advisors & techs so we aren't able to inform the customer of status on the vehicle

- Advisors are comfortable, and don't understand their jobs effect the entire company regarding additional incentives
	A_3: - Show proof of scores

- Have a manager/GM shadow th advisors for a day to ensure processes are being followed

- Always say hello and that we'll be right with you when a customer arrives

- We have 3 support people in the drive - refer them to any waiting customers and give updates

- Update with a dollar amount what the company could earn if we work in tier one status
	R: According to the QGP Matrix we will receive am additional incentive per new vehicle sold based on sales and service KPIs. So, it can range from $0 - $250 per unit. As I'm writing this action plan, our sales department is at tier 1 and service is tier 2. If we follow trend, we will receive $200 per unit. We have potential to have an additional $50 if service increases their customer satisfaction. 
	S: In order to not fall back to old habits, I would recommend we continue with weekly KPI updates and which questions we have the most opportunity for. We need to ensure all personnel involved understands the dollar amount and retention benefits associated with customer satisfaction. I will add more to this for my benefit when Q3 is complete. 


