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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle 0 Relevant ° Time bound
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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

My goal is to increase improve our MPI and in doing so decrease the number of 1 service ROs. | want to
increase our maintenance FLR from 20.3% to 25%, and decrease our competative FLR from 24.75% to 21% by
the end of the third quarter.

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 goal as a dealership is to be a full service shop from purchase to sale of a vehicle. | believe my goal is the
first step in making that happen.

Benefits:

1) Service advisor will build trust when they educate the customer on the importance of maintaining their
vehicle: A. Well maintained care will need less repairs

B. Will extend the life of the car.

C. Will hold value on trade in better

D. Customer will be happy with the brand and more likely to return on next purchase.
2) It will increase maintenance FLR, ELR and Gross

The concequences of not achieving my goal:

1) Unhappy customer. If they don't maintain the car properly chances are they will blame the brand and be
bitter about high repair costs. They will be more likely to replace the car with another brand.

2) The customer will possibly blame us for substandard work. When reviewing our MPIs the only ones with
recommended maintenance items were the ones the customers expressed a concern about.

3) Bad social media reviews.

It is important to add value to our customers. If they feel like we are watching out for their investment they will
continue to return and recommend us to friends and family.
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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

Lead Lube tech to
video MPIs while the

Hire experience
Tech

Assist. Svc. Mgr.

Increase upsales of
maintenace items.

Start6/1-toa
weekly ro analysis

recommendations

LOF is going on Work Phone to monitor progress
Long term decrease |[Finish 9/30
in repairs
Retrain Advisors to  [Chart of Assis. Svc. Mgr. Decrease in 1 Start 6/1 -to a
Upsell all LOF maintenance service RO's weekly ro analysis
clients using schedule Increase FLR and to monitor progress
manufactures gross profit Finish 9/30
maintence

Run inspection
completion report
daily

DMS reporting

Assist. Svc. Mgr

Increase sale of
maintenance

Start 6/1 -to a
weekly ro analysis
to monitor progress
Finish 9/30

Run service request
acceptance/decline
report weekly

DMS reporting

Assist. Svc. Mgr

Expect to increase
ASR labor hours
sold. Track advisor
performance

Start 6/1 -to a
weekly ro analysis
to monitor progress
Finish 9/30
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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 by tracked by doing a weekly RO analysis. If the plan is working, we should quickly see more
services being ordered when the car comes in for the LOF, and if not there, we will see increases of
recommended services being done after the MPI.

Potential Obstacles? Potential Solutions?
Management not wanting to hire a flat rate lube Present the numbers and demonstrate the
lead tech upside in terms of gross profit and building

customer loyalty

Service Advisors not making the effort to sell

maintenance up front Create a quarter three contest, where the prize
is $500 for the advisors. They can get weekly
updates on who has sold the most mainenace
prior to the MPI

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

0000

By adding one tech would increase our labor sales potential @100% by $865,724.00

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.

If our results are even half the potential outlines, the Assist. Service manager should continue to monitor RO's.
It would not require doing an analysis as often as when the process is being implemented. 1 think if you did a
random sample monthly you would quickly see where the process was falling apart and remedy it rather quickly.
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	How does this goal align with or support your dealers vision: My goal is to increase improve our MPI and in doing so decrease the number of 1 service ROs.  I want to increase our maintenance FLR from 20.3% to 25%, and decrease our competative FLR from 24.75% to 21% by the end of the third quarter. 
	2020 National Automobile Dealers Association All Rights Reserved: Our goal as a dealership is to be a full service shop from purchase to sale of a vehicle.  I believe my goal is the first step in making that happen.



Benefits:



1)  Service advisor will build trust when they educate the customer on the importance of maintaining their vehicle:  A.  Well maintained care will need less repairs

              B.  Will extend the life of the car.

              C.  Will hold value on trade in better

              D.  Customer will be happy with the brand and more likely to return on next purchase.

2)  It will increase maintenance FLR, ELR and Gross 



The concequences of not achieving my goal:



1)  Unhappy customer.  If they don't maintain the car properly chances are they will blame the brand and be bitter about high repair costs.  They will be more likely to replace the car with another brand.  

2)  The customer will possibly blame us for substandard work.  When reviewing our MPIs the only ones with recommended maintenance items were the ones the customers expressed a concern about.  

3)  Bad social media reviews.



It is important to add value to our customers.  If they feel like we are watching out for their investment they will continue to return and recommend us to friends and family.


	SPECIFIC ACTION STEPRow1: Lead Lube tech to video MPIs while the LOF is going on
	NECESSARY RESOURCESRow1: Hire experience Tech

Work Phone 
	ACCOUNTABLE PERSONSRow1: Assist. Svc. Mgr.
	EXPECTED RESULTRow1: Increase upsales of maintenace items.



Long term decrease in repairs
	START END  CHECK POINT DATESRow1: Start 6/1 - to a weekly ro analysis to monitor progress Finish 9/30
	SPECIFIC ACTION STEPRow2: Retrain Advisors to Upsell all LOF clients using manufactures maintence recommendations prior to workd being started
	NECESSARY RESOURCESRow2: Chart of maintenance schedule
	ACCOUNTABLE PERSONSRow2: Assis. Svc. Mgr.
	EXPECTED RESULTRow2: Decrease in 1 service RO's

Increase FLR and gross profit
	START END  CHECK POINT DATESRow2: Start 6/1 - to a weekly ro analysis to monitor progress Finish 9/30
	SPECIFIC ACTION STEPRow3: Run inspection completion report daily
	NECESSARY RESOURCESRow3: DMS reporting
	ACCOUNTABLE PERSONSRow3: Assist. Svc. Mgr
	EXPECTED RESULTRow3: Increase sale of maintenance


	START END  CHECK POINT DATESRow3: Start 6/1 - to a weekly ro analysis to monitor progress Finish 9/30
	SPECIFIC ACTION STEPRow4: Run service request acceptance/decline report weekly
	NECESSARY RESOURCESRow4: DMS reporting
	ACCOUNTABLE PERSONSRow4: Assist. Svc. Mgr
	EXPECTED RESULTRow4: Expect to increase ASR labor hours sold. Track advisor performance 
	START END  CHECK POINT DATESRow4: Start 6/1 - to a weekly ro analysis to monitor progress Finish 9/30
	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 by tracked by doing a weekly RO analysis.  If the plan is working, we should quickly see more services being ordered when the car comes in for the LOF, and if not there, we will see increases of recommended services being done after the MPI.
	A_2: Management not wanting to hire a flat rate lube lead tech



Service Advisors not making the effort to sell maintenance up front 
	A_3: Present the numbers and demonstrate the upside in terms of gross profit and building customer loyalty



Create a quarter three contest, where the prize is $500 for the advisors.  They can get weekly updates on who has sold the most mainenace prior to the MPI 
	R: By adding one tech would increase our labor sales potential @100% by $865,724.00
	S: If our results are even half the potential outlines, the Assist. Service manager should continue to monitor RO's.  It would not require doing an analysis as often as when the process is being implemented.  I think if you did a random sample monthly you would quickly see where the process was falling apart and remedy it rather quickly.


