NADA c.n

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.”
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Our goal is to increase our video MPI utilization to a minimum benchmark of 75% from 68% to generate
additiional sales dollars and as a requirement for technicians to be eligible for monthly bonuses by 10/1/23.

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

This goal supports our dealership vision by enhancing our ability to provide transparent service processes to
our loyal clients. Video MPI is required on every RO that meets our usual MPI requirements. Effective 9/1/23,
a percentage of 75% RO video utilization will be required in order for any repair and express technician to be
eligible for a productivity bonus. This benchmark accounts for internal RO's and other certain RO's not requiring
a MPI.

Benefits of achieving this goal are additional sales dollars to the service department, additional bonus
opportunity for our technicians, enhancing overall dealership transparency to our internal/external clients and
increasing cllient retention by builiding that layer of trust when offering items needing repair/replacement and
offering future suggestions of items to be mindful of for the clients next service visit.

The consequences if we do not achieve this goal would be the lack of additonal sales dollars, potential lost
business, it could impact client retention, it could impact overall CSl and as a result of these, it could impact
ovefall fixed operations morale.

This goal is important for me to continue providing a timely, tailored and transparent business model offering
our clients a truly exceptional guest experience and focusing on retaining them for life.
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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.
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START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT| CHECK POINT
DATES
Introduction of new [Training and Service Mgmt Generate additional |Daily monitoring and
plan or objective to  |constant sales dollars while communication of
hit our 75% video communication from ensuring client expectations.
MPI requirements. our service retention.
management team.
I will communicate Reports, General Manager Holding my service |l will push this
and review reporting |communication, team accountable message daily with
weekly to ensure we |video MPI review. and watching the my management
are driving this video MPI capture team, monitor
process. rate increase while [weekly and review
nenerating reveniie  |at month end to see
New bonus plans in |New bonus structure |Service Acknowledgment Daily/weekly review
place for productivity |with oultined Management team |and understanding |and monitoring of
from service expectations. of this proess and RO's and Video MPI
managers expectation to hit utilization.
75% Video MPI.
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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?
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I will track this progress by communicating with my service managers, review video MPI's in comparison to
relevant RO's, track our gross profit, look at surveys and converse with my technicians and fixed team ensuring
we are driving this process to maximize results from a proficiency and profitability standpoint. | can find the
information from our RO's, proficiency reports via xtime and the corresponding documentation stating a video

MPI was completed. | will check this weekly and communicate this strategy daily with my service management
team.

Potential Obstacles? Potential Solutions?
Complaint of time from technicians Stress the financial benefit of this process
RO mix that could impact video mpi utilization Consistent video mpi impact on all RO's
Appropriate tracking mechanisms building credibility with our clients as often as
Management accountability of the process possible.
Lack of training Utilize all reporting options to ensure accuracy

I will hold management accountable and put
somethign in place if we succeed.

Preach the benefits of consistent training and
the overall benefit to all parties involved.

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

0000

If we can get to a solid 75% Video MPI utilization based on the number of customer pay RO's we could
potentially see a $40-$45k lift in total sales dollars.

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.

With constant communication and collaboration, in addition to reviewing the stats, we should see a nice little
financial lift in total sales and gross profitability. | will hold the service managers accountable with this process,
the overall benefit will be additional compensation, greater client satisfaction and retentions in addition to
improved morale once the process is established and working. We will win with this process being successful

and therefore continue this movina forward enhancina the clients overall dealershin exnerience while buildina
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	How does this goal align with or support your dealers vision: Our goal is to increase our video MPI utilization to a minimum benchmark of 75% from 68% to generate additiional sales dollars and as a requirement for technicians to be eligible for monthly bonuses by 10/1/23.  
	2020 National Automobile Dealers Association All Rights Reserved: This goal supports our dealership vision by enhancing our ability to provide transparent service processes to our loyal clients.  Video MPI is required on every RO that meets our usual MPI requirements.  Effective 9/1/23, a percentage of 75% RO video utilization will be required in order for any repair and express technician to be eligible for a productivity bonus.  This benchmark accounts for internal RO's and other certain RO's not requiring a MPI. 



Benefits of achieving this goal are additional sales dollars to the service department, additional bonus opportunity for our technicians, enhancing overall dealership transparency to our internal/external clients and increasing cllient retention by builiding that layer of trust when offering items needing repair/replacement and offering future suggestions of items to be mindful of for the clients next service visit.  



The consequences if we do not achieve this goal would be the lack of additonal sales dollars, potential lost business, it could impact client retention, it could impact overall CSI and as a result of these, it could impact ovefall fixed operations morale.



This goal is important for me to continue providing a timely, tailored and transparent business model offering our clients a truly exceptional guest experience and focusing on retaining them for life.
	SPECIFIC ACTION STEPRow1: Introduction of new plan or objective to hit our 75% video MPI requirements.
	NECESSARY RESOURCESRow1: Training and constant communication from our service management team.
	ACCOUNTABLE PERSONSRow1: Service Mgmt
	EXPECTED RESULTRow1: Generate additional sales dollars while ensuring client retention. 
	START END  CHECK POINT DATESRow1: Daily monitoring and communication of expectations. 
	SPECIFIC ACTION STEPRow2: I will communicate and review reporting weekly to ensure we are driving this process.
	NECESSARY RESOURCESRow2: Reports, communication, video MPI review. 
	ACCOUNTABLE PERSONSRow2: General Manager
	EXPECTED RESULTRow2: Holding my service team accountable and watching the video MPI capture rate increase while generating revenue.
	START END  CHECK POINT DATESRow2: I will push this message daily with my management team, monitor weekly and review at month end to see the overall increase.
	SPECIFIC ACTION STEPRow3: New bonus plans in place for productivity from service managers
	NECESSARY RESOURCESRow3: New bonus structure with oultined expectations. 
	ACCOUNTABLE PERSONSRow3: Service Management team
	EXPECTED RESULTRow3: Acknowledgment and understanding of this proess and expectation to hit 75% Video MPI.
	START END  CHECK POINT DATESRow3: Daily/weekly review and monitoring of RO's and Video MPI utilization. 


	SPECIFIC ACTION STEPRow4: 
	NECESSARY RESOURCESRow4: 
	ACCOUNTABLE PERSONSRow4: 
	EXPECTED RESULTRow4: 
	START END  CHECK POINT DATESRow4: 
	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: I will track this progress by communicating with my service managers, review video MPI's in comparison to relevant RO's, track our gross profit, look at surveys and converse with my technicians and fixed team ensuring we are driving this process to maximize results from a proficiency and profitability standpoint.  I can find the information from our RO's, proficiency reports via xtime and the corresponding documentation stating a video MPI was completed.  I will check this weekly and communicate this strategy daily with my service management team.  
	A_2: Complaint of time from technicians

RO mix that could impact video mpi utilization

Appropriate tracking mechanisms

Management accountability of the process

Lack of training 
	A_3: Stress the financial benefit of this process

Consistent video mpi impact on all RO's building credibility with our clients as often as possible.

Utilize all reporting options to ensure accuracy

I will hold management accountable and put somethign in place if we succeed.

Preach the benefits of consistent training and the overall benefit to all parties involved. 


	R: If we can get to a solid 75% Video MPI utilization based on the number of customer pay RO's we could potentially see a $40-$45k lift in total sales dollars. 
	S: With constant communication and collaboration, in addition to reviewing the stats, we should see a nice little financial lift in total sales and gross profitability.  I will hold the service managers accountable with this process, the overall benefit will be additional compensation, greater client satisfaction and retentions in addition to improved morale once the process is established and working.  We will win with this process being successful and therefore continue this moving forward enhancing the clients overall dealership experience while building trust and transparency. 


