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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

My goal is To Raise Service Labor gross profit % from 76% to 81% by September 1st 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

It aligns with our dealer's goal of maximizing gross in every department in the dealership.
Benefits include:

Increasing operating income over $60,000

Creating more parts income through parts and accessories sales

Increasing Commissions for parts and service staff with added sales

Keeping technicians busy with work increasing retention

Raising % of absorbsion for the department

Consequences if we don't achieve our goal include:
Loss of Potential Revenue

Less Internal labor and commissions for employees
Potential loss of valuable technicians

Lower growth and absorbsion from fixed ops
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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

SPECIFIC ACTION/
STEP

NECESSARY
RESOURCE(S)

ACCOUNTABLE
PERSON(S)

EXPECTED RESULT

START, END, &
CHECK POINT
DATES

Raise internal rate
$10 per hour

work with used car
manager and
service manager

Rapid recon

service manager,

increase gross profit
%

monitor process
through rapid recon
and lower turn from
14 to 7 days on
average

Reduce # of one line
RO's from 20%
down to 10%

service advisors
trained, hold
accountable with #'s

service manager,
service advisors,
Technicians

Revenue increase
and
more labor hours

We will manage %
on a board in the
service office to
create friendly

competition and
accalintahiltv

follow sales and
gross % daily

Reports in DMS

service manger, GM

closer monitoring of
#'s

track daily, weekly,
monthly #'s

Eliminate Discounts

dms reports, service
manager overide
code

service manager

higher ELR, and
gross

Daily report to
monitor any
discounts

pre- load new
inventory with
accessories

sales managers,
buy in from parts
manager
coordination when
cars are in transit

sales managers,
parts managers

higer gross on
internal labor and
parts sales

start today, monitor
daily as cars are
shipped

Get and hourly rate
increase from
Manufacturer for
Warranty

GM, Service
manager, outside
RO Help

service manager,
GM

Higher Warranty
Rate and ELR

Hire Company to
help expedite

Raise Menu prices
online

IT department,
service manager

service manager

Increase gross and
less discounts

start ASAP and
monitor results
weekly, monthly

keep expenses at
bay, reduce staffing
costs

HR, controller

GM

lower expenses

weekly, monthly
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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

I will follow sales and gross profit % Daily by using reports | have built in our DMS. | will look through Repair
orders to make sure that the correct prices are being charged, monitor for discounts, and mangage the process
we have created daily. | will share the progress with staff weekly in the service and parts meeting.

Potential Obstacles? Potential Solutions?
Push Back from sales department on internal Increased commissions for service writers on
rate increase higher rates and lack of discounts
Push back from service writers on the Increased commissions and revenue for sales
Discounting based on pre loaded accessories
Buy in from managers and sales people on pre Higher confidence when selling products and
loades accessories on new cars services

Competitors selling cars cheaper because of
lower rates and costs

upset customers with rate increase on menu

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

0000

We should see about $38,000 per month for achieving this goal based on the formula in the excel sheet for
achieving this.

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.

I will Hold the staff, managers and myself accountable for the changes and processes made. | will monitor it
daily and share my findings with my employees. | will implement the new process into the employees daily
routine and pay plan.
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	How does this goal align with or support your dealers vision: My goal is To Raise Service Labor gross profit % from 76% to 81% by September 1st 2023
	2020 National Automobile Dealers Association All Rights Reserved: It aligns with our dealer's goal of maximizing gross in every department in the dealership. 



Benefits include:



Increasing operating income over $60,000



Creating more parts income through parts and accessories sales



Increasing Commissions for parts and service staff with added sales



Keeping technicians busy with work increasing retention



Raising % of absorbsion for the department







Consequences if we don't achieve our goal include:



Loss of Potential Revenue



Less Internal labor and commissions for employees



Potential loss of valuable technicians



Lower growth and absorbsion from fixed ops





The goal is important because the service and parts departments are the backbone of the dealership and have lots of room for increased revenue to secure the long term sucess of the dealership.
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