
1©2021 National Automobile Dealers Association. All Rights Reserved.

S M T

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.”

R

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? 

RM TS ASpecific Measurable Achievable Relevant Time bound

SERVICE OPERATIONS ASSIGNMENT – ACTION PLAN



FIXED OPERATIONS 2 – SERVICE
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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. 

A TS M

SPECIFIC ACTION/
STEP

NECESSARY 
RESOURCE(S)

ACCOUNTABLE 
PERSON(S) EXPECTED RESULT

START, END, & 
CHECK POINT 

DATES
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Potential Obstacles? Potential Solutions?

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

R

How will you track your progress? Where will you find the information? How often will you check in? 

A TS M

A A

S M T

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.

S A

SERVICE OPERATIONS HOMEWORK – ACTION PLAN


	How does this goal align with or support your dealers vision: Reduce 1 line item R.O.s from 52.1% to 35% by April 1,2024
	2020 National Automobile Dealers Association All Rights Reserved: Since I am still on the variable side only, sales is what makes most sense to me. When we did the R.O. analysis, the number that jumped out to me most was the amount of 1 item R.O.s we had. I believe we need to add some more salesmanship on the service drive. Not only will this number be improved, but also gross profit percentage, tech proficiency, ELR, and employee retention should improve as well. If we do not improve this number I think we are going to continue to struggle with service writer and technician retention, as well as overall shop efficiency. This goal is something that is important to me becasue I believe that I can help improve this number from the position that I am in right now, and there aren't many areas I can improve in service from the variable desk. 
	SPECIFIC ACTION STEPRow1: video MPIs
	NECESSARY RESOURCESRow1: We already have the tablets, we just need to make techs use them.
	ACCOUNTABLE PERSONSRow1: Service Manager
	EXPECTED RESULTRow1: This alone should be able to get us to our goal
	START END  CHECK POINT DATESRow1: 50% usage by Jan. 1. 75% usage by Feb 1. 100% usage by April 1.
	SPECIFIC ACTION STEPRow2: training on video MPIs
	NECESSARY RESOURCESRow2: identify most team friendly teammates in service to assist with training. (coaches, former military, etc.)
	ACCOUNTABLE PERSONSRow2: Assistant Service Manager
	EXPECTED RESULTRow2: If we are going to get full participation, we will need training.
	START END  CHECK POINT DATESRow2: Have general training for all techs, every 2 weeks from Jan 1 to April 1.
	SPECIFIC ACTION STEPRow3: Service Manager/ASM T.O.s
	NECESSARY RESOURCESRow3: Serivice Manager and ASM need to be bought in to new philosophy.
	ACCOUNTABLE PERSONSRow3: All service writers and management
	EXPECTED RESULTRow3: I expect the Managemnt staff to touch 100% of all 1 item R.O. customers
	START END  CHECK POINT DATESRow3: to tart immediately and will be monitored on a daily basis.
	SPECIFIC ACTION STEPRow4: Sales training for service staff
	NECESSARY RESOURCESRow4: a trainer, maybe I can do it myself.
	ACCOUNTABLE PERSONSRow4: Service Manager and myself
	EXPECTED RESULTRow4: Service writers and managers will be more confident overcoming objections and selling
	START END  CHECK POINT DATESRow4: Starting Jan 1 and continuing quarterly.
	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 do a weekly R.O. analysis by pulling 50 consecutive tickets and inputing data into data sheet. I will do this weekly and meet with staff.
	A_2: mental resistance to change from staff.



laziness



staff not being bought in.



Customers potentially not responding to new procedures.




	A_3: I will start by incentivizing new behavior.



All new employees will be trained as if this is the standard and not optional.



I will show staff how this can positivly affect their pockets.



Culture change
	R: If we write 4409 R.O.s in an average month, that means currently 2297 are 1 item tickets. If we achieve our goal of 35%, that reduce number to 1543 1 item tickets. that's 753 tickets with increased sales. At an average of 2.4 HRS/RO, that would be an additional 1807 hours billed at an ELR of 93.57, that would be $169,080 of additional labor.
	S: I think the biggest obastacle is getting people to buy into the process. So this will take a lot of effort to truly implement. We will have daily meetings about culture and progress. Weekly meetings about progress and tracking metrics. And have continued quarterly training. This is not going to be optional, it is going to be a requirement, and it is going to be spearheaded by management. If staff sees management taking this seriously, they too will take it seriously.


