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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

o Specific m Measurahle o Relevant o 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

Increase Customer Pay Effective Labour Rate from $137.93 (YTD avg) to $150.00 by Sept 30, 2022

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

Achieving this goal has numerous benefits including improved Fixed Absorption and increased Net Profit as this
increase will not impact Cost of Good Sold and have minimal impact on Service Advisor Salaries and
Management bonuses relative to the revenue gain.

This goal is very achievable - the consequense of not hitting this target are simply leaving money on the table -
lost revenue and lost net profit.

This goal is critical becasue it will create a buffer above breakeven on the slower months of the year to ensure
profitability all year round.
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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

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| CHECK POINT
DATES
Increase all 1. Op Code Kristi Average is currently [Start = now
Maintenance Menu |Frequency report in $168.39, however, |Check Point = Aug
Items to above $150 [PBS for each menu many items below 15
ELR ($165 where item. $150 ELR. End = never -
possible) 2. Maintenance Align from $124.96 |always checking
Meniis tn $1650 = $14750 in
Using market 1. Op Code Kristi LOF ELR from Start = now
analysis report, Frequency Report $99.88 to $124.88 = |Check Point = Aug
increase competitive |3. Maintenance 26960 in added 15
maintenance ELR Menus revenue per year End = never -
from $112.25 to 4. Competive Tires ELR from always checking
$121 2 Market Analvsis
Review all Fleet CSR Productivity Kristi CFTis currently at  |Start = now
Price Codes and Report with Price ELR of $149.70, Check Point = Aug
move all Code CFT selected. price is set at $155 - (15
uncontracted to Review by Advisor increase would End = never -
above $155 ELR for discounting result in a addtional [always checking
helow §155 reveniie of
Review ELR 1. ELR Analysis Kristi Wayne = $136.52 to |Start now
Analysis by Advisor [Report $150 CP ELR = Check Point = Aug
weekly to look for 2. CSR Produtivity additional 15

discounting. Report $24,385.32 / year End = never -
increase always checking
Rriice = 122 86 tn
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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?

0000

Progress will be tracked using CSR Productivity Report. Check ins will happen daily with advisors after menu
pricing changes completed.

Potential Obstacles? Potential Solutions?
1. Contracted Fleet Maintenance Labour Rates 1. Renegotiate Contracts where possible
may prevent some advisors from reaching $150 2. Take away any discounts available to
ELR overall advisors below $150 ELR target - still allows
2. Advisors wanting to sell at a discount to get them make large sales and the customer still
the sale vs customers declining thinks they win, but Advisors won't be able to

discount below target. Also show advisors how
much more money they will make at new ELR
compared to current ELR.

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

0000

Increase Revenue of $11954.25 per month (based on 990 average CP hours per month from Jan 2022 thru
June 2022) or $143,451.36 per year in added revenue.

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.

Review ELR with Advisors Daily in morning meetings. Conduct market analysis quarterly to ensure pricing is
competitive and maximized. Conduct one hour of labour or breakeven ELR calculation quarterly and increase
goal ELR accordingly.
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	How does this goal align with or support your dealers vision: Increase Customer Pay Effective Labour Rate from $137.93 (YTD avg) to $150.00 by Sept 30, 2022
	2020 National Automobile Dealers Association All Rights Reserved: Achieving this goal has numerous benefits including improved Fixed Absorption and increased Net Profit as this increase will not impact Cost of Good Sold and have  minimal impact on Service Advisor Salaries and Management bonuses relative to the revenue gain.  



This goal is very achievable - the consequense of not hitting this target are simply leaving money on the table - lost revenue and lost net profit.  



This goal is critical becasue it will create a buffer above breakeven on the slower months of the year to ensure profitability all year round.  
	SPECIFIC ACTION STEPRow1: Increase all Maintenance Menu Items to above $150 ELR ($165 where possible) 
	NECESSARY RESOURCESRow1: 1. Op Code Frequency report in PBS for each menu item.

 2.  Maintenance Menus
	ACCOUNTABLE PERSONSRow1: Kristi
	EXPECTED RESULTRow1: Average is currently $168.39, however, many items below $150 ELR.  

Align from $124.96 to $150 = $14750 in revenue.  

Cabin Filter from $137.25 to $187.25 ELR = $5240

Brake Fluid Flush from $145.95 ELR to $158.44 ELR = $2850

Fuel Service from $139.95 to $165.00 = 5711.40

Trans Fluid from $159.95 to 165 = $1393
	START END  CHECK POINT DATESRow1: Start = now 

Check Point = Aug 15

End = never - always checking
	SPECIFIC ACTION STEPRow2: Using market analysis report, increase competitive maintenance ELR from $112.25 to $131.32
	NECESSARY RESOURCESRow2: 1. Op Code Frequency Report 

3. Maintenance Menus

4. Competive Market Analysis
	ACCOUNTABLE PERSONSRow2: Kristi
	EXPECTED RESULTRow2: LOF ELR from $99.88 to $124.88 = 26960 in added revenue per year

Tires ELR from 
	START END  CHECK POINT DATESRow2: Start = now

Check Point = Aug 15

End = never - always checking
	SPECIFIC ACTION STEPRow3: Review all Fleet Price Codes and move all uncontracted to above $155 ELR
	NECESSARY RESOURCESRow3: CSR Productivity Report with Price Code CFT selected.  Review by Advisor for discounting below $155.  
	ACCOUNTABLE PERSONSRow3: Kristi
	EXPECTED RESULTRow3: CFT is currently at ELR of $149.70, price is set at $155 - increase would result in a addtional revenue of $2758.12.  
	START END  CHECK POINT DATESRow3: Start = now

Check Point = Aug 15

End = never - always checking
	SPECIFIC ACTION STEPRow4: Review ELR Analysis by Advisor weekly to look for discounting.
	NECESSARY RESOURCESRow4: 1. ELR Analysis Report 

2. CSR Produtivity Report 
	ACCOUNTABLE PERSONSRow4: Kristi
	EXPECTED RESULTRow4: Wayne = $136.52 to $150 CP ELR = additional $24,385.32 / year increase

Bruce = 132.86 to 150 = $35964.86 /year increase

Dwayne = 26871.36 /year increase

Amica = 144.67 to 150 = 18362.38 /year increase
	START END  CHECK POINT DATESRow4: Start now 

Check Point = Aug 15

End = never - always checking
	SPECIFIC ACTION STEPRow5: 
	NECESSARY RESOURCESRow5: 
	ACCOUNTABLE PERSONSRow5: 
	EXPECTED RESULTRow5: 
	START END  CHECK POINT DATESRow5: 
	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: Progress will be tracked using CSR Productivity Report.  Check ins will happen daily with advisors after menu pricing changes completed. 
	A_2: 1. Contracted Fleet Maintenance Labour Rates may prevent some advisors from reaching $150 ELR overall

2.  Advisors wanting to sell at a discount to get the sale vs customers declining
	A_3: 1.  Renegotiate Contracts where possible

2. Take away any discounts available to advisors below $150 ELR target - still allows them make large sales and the customer still thinks they win, but Advisors won't be able to discount below target. Also show advisors how much more money they will make at new ELR compared to current ELR.  
	R: Increase Revenue of $11954.25 per month (based on 990 average CP hours per month from Jan 2022 thru June 2022) or $143,451.36 per year in added revenue. 
	S: Review ELR with Advisors Daily in morning meetings.  Conduct market analysis quarterly to ensure pricing is competitive and maximized.  Conduct one hour of labour or breakeven ELR calculation quarterly and increase goal ELR accordingly.  


