SERVICE ANALYSIS

@ TOYOTA OF W
CEDAR PARK



Our current Marketing practices focus heavily on digital platforms, with a small mix of traditional
media such as broadcast and OTT. However, some of our most effective practices come in the form of:

EMAIL CAMPAIGNS (CRM & CONQUEST)

@ TOYOTA OF W
CEDAR PARK

Dot Forget! S & IN-HOME SERVICE MAlLER/s\«
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These concerns may need immediate
attention, and should be addressed

e aacap ~ TIME FOR SERVACE?

chanres Mo Tostoa discounts spply Sen desia or Sevails. Eines XX POUPOOCK Let our award-winning service team get you.in, out and onteyour next adventure!

Why Service At Toyota of Cedar Park?
@ Toyota Certified Technicians

OIL CHANGE & TIRE WIPER
TIRE ROTATION ALIGNMENT BLADES

@ Detailed Multi-Point Inspection Video
@ Pickup & Delivery Available

@® Complimentary Shuttle Service

@ Free Fresh Baked Cookies

Feel free to Unsubscribe From These Emails at any time. We will respect your decision.

Always complimentary at Toyota of Cedar Park:

i . Alignment Checks ﬁ Wash & Vacuum © Mutipoint inspec
Experience the Difference! Ol Doicious Coffes & snacks. () s RiSEE N SRR S

Toyota of Cedar Park — 5600 183A CEDAR PARK, TX 78641 EXIT NEW HOPE, ACROSS FROM HEB CENTER
5600 183A | Cedar Park, TX | 78641 . |

(& Yes, we still have people bring these into the store!)




We have also discovered that our social media
campaigns (Single Image and/or Video-based)
perform at a higher-than-average level.

(Over 50% of our paid search ads are related to Service & Parts)




Our SEO & SEM strategies for Service are based on driving
appointments via Time Highway. We currently average about
30% of our Service Appointments from our website.

Website Appointments
29.6%

Roughly,
All Other Appoointments 68 WEb ApptS/Day
A out of 230-260 Total.




If you are a returning
customer scheduling your
appointment on our website
via phone or computer, our
site will recognize your
service history by your phone
number, email, or VIN
number.

We currently display our Service
Coupons via Social Media, Internal
Email Campaigns, and through a
dedicated Service Specials page on
our website.

Email Campaign/‘
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Brake Pad
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Variable Discount

Service Special on Site




GOALS FOR IMPROVEMENT:

e 10% Increase to our Service Page
e 30% - 40% of Service Appts. scheduled through website

e Increase traffic to the Service pages on our website by 5%




PLANS TO ACHIEVE OUR GOALS:

e Increase the frequency of email e Utilize conquest email campaigns
campaigns directed toward our and social media campaigns to drive
current Service customers in Service business of all makes and

models

PLANS TO EVALUATE OUR CHANGES:

e Meet with the Marketing team after 60 days to evaluate performance and adjust

marketing spend accordingly.




ANALYZING COST OF LABOR:

e We pay Mainline Technicians
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by flat rate/hour, and Express

Maintenance Technicians by
clock/hour.

e We find our current process
to be effective and efficient
in achieving our Fixed
Operations Goals month in,
month out.




CHANGES IN EXPENSE STRUCTURE:

Department Gross

1,090,178

Variable Expense

0.00%

Selling Expense

280,457

53.80%

Personnel Expense

0.00%

Semi-Fixed Expense

298,684

27.40%

Fixed Expense

233,403

21.41%

Unallocated Expense

0.00%

Dealer's Salary

0.00%

Total Expenses

1,115,584

102.61%

Net Profit

(28,406)

-2.61%

Based on our current tech proficiency of 91.88%,
we have opportunities to sell more of our
available hours. If we can increase efficiency to
120%, we can generate an additional 3,000 hours
at $103.50/hr, which would equate to $310,500 of
departmental gross.

Our expense structure is currently a challenge to
our department profitability. We plan on working
with our Controller to perform a detailed analysis
and look for savings opportunities.

If we can lower our expenses, the additional gross
from maximizing tech proficiency will positively
impact profitability.




NADA ACTUAL SERVICE ANALYSIS

Performance
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PRODUCTIVITY

Based on our current tech proficiency of 91.88%,
we have opportunities to sell more of our
available hours. To work towards our goal of
120% efficiency, we will add two parts runners

to our team, so that technicians can fully utilize

their time.

With our latest addition of our Used Car shop,
we currently have 85 bays with 75 technicians.




FACILITY POTENTIAL

Mumber of Bays
MNumber of Days
MNumber of Hours
Effective Labor Rate 103.5

FARININAZOI A S 1,759,500

FACILITY UTILIZATION

Total Labor Sales S 1,426,440

Facility Potential S 1,759,500

equals

FACILITY UTILIZATION 81.07%

In order to increase
facility utilization, we
will need to hire 10
additional technicians.

We will work with our HR Department and
local high school automotive programs to
bring in talent. Once fully staffed, we will
reevaluate our facility utilization to ensure
our percentage has increased.




Repair Order Analysis Summary Report
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An area we found we can improve on would be
educating our service customers on why it is more
beneficial to complete all services with our dealership
vs. independent shops. With educating customers on
why it is more beneficial (i.e. OEM parts, trust certified
technicians, warranty work), this will help drive more
competitive services to our Service Department.

Based on the NADA Guide ratio of 2.2:2.5 labor hours
per RO, we are performing well at 3.56 hours per RO.




STRATEGIES:

» Weekly check-in meetings with HR

e Offer a signing bonus

e Create Marketing campaigns that drive Service
business to our dealership with the message of "we
service all makes and models”

e Improve communications between the Controller
and Fixed Operations Director regarding expenses

Objectives
Strategies
Tactics

OBJECTIVES:

e Hire additional technicians

e Increase tech proficiency

e Increase the number of competitive services RO's
e Better expense control

TACTICS:

e Hire 2 parts runners

e Have a presence at job fairs and high school
automotive programs.

e Gather data and research options (including
budget) for additional marketing opportunities

e Detailed report tracking weekly departmental
expenses




ACTION PLAN:

e To be completed by Parts Director
e Complete by May 1st

Hire 2 parts runners

Create a calendar with job fairs and tech program events to attend.

e To be completed by Fixed Operations Director, Service Manager and HR Director.
e Complete by April 1st

Create a marketing plan to geofence customers that drive other makes and models to generate
more Service business

e To be completed by Marketing team.
e Complete by April 1st

Schedule weekly check-ins to discuss areas of improvement and opportunity in regard to
departmental expense control.

e To be completed by Controller, Fixed Operations Director, Service Manager and GM
e Complete by April 1st




SYNOPSIS:

e Based on our current tech proficiency of 91.88%, we have opportunities to sell more of our
available hours. If we can increase efficiency to 120%, we can generate an additional 3,000
hours at $103.50 which would equate to $310,500 departmental gross

e 13,781 hours billed/75 technicians = 183 FRH/tech at ELR $103.50 = $190,018 additional
labor gross

e Increase net profit from -2.61% to 5%. This increase would result in a net profit of $51,035

which is a $79,441 swing from our current, -$28,406.




Potential Monthly Impact:

$500,518 additional gross
$25,025 additional net profit!!




