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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

I will increase our Customer Paid Labor Gross Profit from 73.3% to 76% by May 2023

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 be a leading automotive dealer group in the US and become a benchmark for financial
performance and customer satisfaction”. NADA'’s guide for Customer Paid Labor Gross Profit is 76%. To be a
benchmark of financial performance we have to be at least at the industry standard.

Benefits:

- Increased Gross

- Increased Profitability

- Increased payouts to employees and management due to increased profitability.

Consequences:
- Maintaining status quo and not working towards constant improvement, would eventually lead to worse
performance, unhappy employees and more losses.

This goal is important to me as the Fixed Operations department is the backbone of the dealership. Moreover our
store has been experiencing a downtrend in our new car sales due to many changes in management and the
overall decrease in market share with the Nissan brand. So increased gross profit would position us in a
profitable situation and hopefully happy service customers would drive more vehicle sales down the line.
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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
Train up Service Service Manager, Increased Sales per |Beginning March 1,
Advisors on selling Fixed Operations RO 2023. Recurring
more on repair orders Director and Group quarterly and on-
to reduce one item Fixed Operations demand.
ROs. Director.
Analyse the type of |Analysis on type of |Service Manager, Increase Gross Analysis concluded
work the store gets  |work to be done by  [Fixed Operations Margin %. and implementing
and adjust labor in-house analyst. Director. Labor prices starting
pricing to target 76% March 1st 2023.
CP.
Strict discounting Service Manager, Increased Sales, Launching March 1
policy that avoids Fixed Operations Gross Profit and with monthly reviews
freebies and pushes Director. Gross Margin%. & refinements.
cross-selling
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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

I will track my progress in the advisor performance report weekly until the goal has been met and transition to
reviewing the financial statement monthly when the goal has been met.

Potential Obstacles? Potential Solutions?
Advisors continue to discount Repair orders to Deducting discounts from the gross profit in the
sell more and make more commissions advisor performance report.

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

0000

Increase in Sales & Gross Profit = 816,676 (2022 COGS) / (1-0.76) = $3,415,316 - 3,069,794 = $345,522

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.

Have quarterly reviews with the store’s management to review performance versus benchmarks and preset
goals and make sure they don’t fall to previous habits.
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