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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

Decrease single line CP repair orders as well as increase customer KSI scores by the end of Q2 - 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

Aligns with our dealership vision as our slogan is 'one visit and you're a customer for life' and 'where
relationships matter'. Currently, we are doing a disservice and losing customer retention. If we continue, we will
lose our customer base, struggle to rebuild, and never be able to take advantage of the CP opportunity
avaliable, when it may become our strongest income source in the Fixed Department.

The benefits of decreasing single line CP tickets are: increase in CP gross profit, increase in advisor and
technican pay and morale, increase in retention and an increase in KSlI.

Increasing our KSI has the following benefits: increased customer retention, lower chance of manufacturer
interference, and increase dealership growth opportunity.
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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

for the texting
platform within DMS

access

DMS Trainers

customers for status
updates, upsells for

those not here, sop

arrivals

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHEﬂ(TEgINT
Monitor the stop watch and myself understanding of the [4/26/2023 for inital
quick-lube process |dispatching tool breakdown in the monitor of all oil
to understand upsell length of time taken [changes
flow and timing to complete o/c and
breakdown understanding
whv/iwhv not nettino
Implement training  |DMS trainers and myself ability to text initiated training

date, waiting on
confirmation.
Pushing the urgency.

Compare the shop
capacity with the set
up of the
appointment
schedule.

appointment
scheduler specs

myself
service manager

proper appointment
scheduling
avaliability to not
bog down techs,

which creates longer
wait time

4/27 after quick lube
process observation

Implement monthly
department meetings

entire fixed
operations staff

myself
service manager
parts manager

understanding to all
of new processes,
awareness of other

May 1st is the first
meeting, following
with one every

Program

creation

service manager
parts manager
marketing manager

retention and
decrease in single
line RO's

problems, etc. month.
Increase service applications service manager more staff leading to |Weekly checkins
advisors more time for each |until we getto 8
advisor to sell to advisors with
customers constant apps on
deck.
Schedule Service Trainer myself increased May 16th for
Advisor selling knowledge on how |management and
training to sell specifically as |May 18th for
an advisor advisors
Customer Retention |rewards program myself increase customer  [June 1st roll out

rewards program
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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

- spot check CP tickets to see growth weekly

- compare tickets prior to advisor training vs after advisor training, continue to monitor/spot check weekly
- monitor SOP installation progress weekly and a strong inventory count at EOM

- spot check phone calls to see if status check calls have decreased, monitoring utilization rates for texting

Potential Obstacles? Potential Solutions?
Time - time may need to be longer as possible Weeding out the weakest advisors
Turnover - currently at a breaking point for Implement a daily schedule to plan their day for
advisors them,go through the steps together so they are

not overwhelmed.

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

0000

Increase in CP gross, almost immdiately. This in turn will increase CP tickets, increase employee morale and
increase our customer retention.

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.

Continue to montior and spot check single line RO's. Monitor our customer wait times in the lounge, utilzation
rates for texting with the call tracking logs, and continue to meet monthly with the entire team to address any
issues that come up.
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	How does this goal align with or support your dealers vision: Decrease single line CP repair orders as well as increase customer KSI scores by the end of Q2 - 2023.
	2020 National Automobile Dealers Association All Rights Reserved: Aligns with our dealership vision as our slogan is 'one visit and you're a customer for life' and 'where relationships matter'. Currently, we are doing a disservice and losing customer retention. If we continue, we will lose our customer base, struggle to rebuild, and never be able to take advantage of the CP opportunity avaliable, when it may become our strongest income source in the Fixed Department.



The benefits of decreasing single line CP tickets are: increase in CP gross profit, increase in advisor and technican pay and morale, increase in retention and an increase in KSI.



Increasing our KSI has the following benefits: increased customer retention, lower chance of manufacturer interference, and increase dealership growth opportunity. 
	SPECIFIC ACTION STEPRow1: Monitor the quick-lube process to understand upsell flow and timing breakdown
	NECESSARY RESOURCESRow1: stop watch and dispatching tool
	ACCOUNTABLE PERSONSRow1: myself
	EXPECTED RESULTRow1: understanding of the breakdown in the length of time taken to complete o/c and understanding why/why not getting upsell.
	START END  CHECK POINT DATESRow1: 4/26/2023 for inital monitor of all oil changes
	SPECIFIC ACTION STEPRow2: Implement training for the texting platform within DMS
	NECESSARY RESOURCESRow2: DMS trainers and access
	ACCOUNTABLE PERSONSRow2: myself

DMS Trainers
	EXPECTED RESULTRow2: ability to text customers for status updates, upsells for those not here, sop arrivals
	START END  CHECK POINT DATESRow2: initiated training date, waiting on confirmation. Pushing the urgency.
	SPECIFIC ACTION STEPRow3: Compare the shop capacity with the set up of the appointment schedule.
	NECESSARY RESOURCESRow3: appointment scheduler specs
	ACCOUNTABLE PERSONSRow3: myself

service manager
	EXPECTED RESULTRow3: proper appointment scheduling avaliability to not bog down techs, which creates longer wait time
	START END  CHECK POINT DATESRow3: 4/27 after quick lube process observation
	SPECIFIC ACTION STEPRow4: Implement monthly department meetings
	NECESSARY RESOURCESRow4: entire fixed operations staff
	ACCOUNTABLE PERSONSRow4: myself

service manager

parts manager
	EXPECTED RESULTRow4: understanding to all of new processes, awareness of other problems, etc.
	START END  CHECK POINT DATESRow4: May 1st is the first meeting, following with one every month.
	SPECIFIC ACTION STEPRow5: Increase service advisors
	NECESSARY RESOURCESRow5: applications
	ACCOUNTABLE PERSONSRow5: service manager
	EXPECTED RESULTRow5: more staff leading to more time for each advisor to sell to customers 
	START END  CHECK POINT DATESRow5: Weekly checkins until we get to 8 advisors with constant apps on deck.
	SPECIFIC ACTION STEPRow6: Schedule Service Advisor selling training
	NECESSARY RESOURCESRow6: Trainer
	ACCOUNTABLE PERSONSRow6: myself
	EXPECTED RESULTRow6: increased knowledge on how to sell specifically as an advisor
	START END  CHECK POINT DATESRow6: May 16th for management and May 18th for advisors
	SPECIFIC ACTION STEPRow7: Customer Retention Program
	NECESSARY RESOURCESRow7: rewards program creation
	ACCOUNTABLE PERSONSRow7: myself

service manager

parts manager

marketing manager
	EXPECTED RESULTRow7: increase customer retention and decrease in single line RO's
	START END  CHECK POINT DATESRow7: June 1st roll out rewards program
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: - spot check CP tickets to see growth weekly

- compare tickets prior to advisor training vs after advisor training, continue to monitor/spot check weekly

- monitor SOP installation progress weekly and a strong inventory count at EOM

- spot check phone calls to see if status check calls have decreased, monitoring utilization rates for texting
	A_2: Time - time may need to be longer as possible

Turnover - currently at a breaking point for advisors


	A_3: Weeding out the weakest advisors

Implement a daily schedule to plan their day for them,go through the steps together so they are not overwhelmed. 
	R: Increase in CP gross, almost immdiately. This in turn will increase CP tickets, increase employee morale and increase our customer retention.
	S: Continue to montior and spot check single line RO's. Monitor our customer wait times in the lounge, utilzation rates for texting with the call tracking logs, and continue to meet monthly with the entire team to address any issues that come up.


