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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
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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: I want to increase Tech Proficiency. Here is where we are now: 

Rex (Diagnostic "sunset" tech, with us since 1985 and has been injured, can't do the heavy work anymore but is very good at diagnosis and quality control) 54.4% Proficient.

Coty: Master Tech, handles a lot of our more difficult diag 80%

Aaron: Senior Master, absolute monster tech 146% 

Ricky: Master tech, up and comer 121% 

Nate: Mobile Tech, hourly, not tracking flag hours

Brian: Master Tech, up and comer 109%

Devin: Express Lube Tech, wasn't flagging hours until I got here, right now 60%

Brayden: Express Lube: also wasn't flagging hours, newer---34%

Josh: Apprentice, hourly, just started I don't have data yet

Nate, Brayden, Devin and Josh: opportunity here. Move Proficiency on these techs to 80% by June 20, 2024. 90 Days. By the time Devin and Brayden are at 80% Proficiency, move them to FRH. Then work on 100%
	2020 National Automobile Dealers Association All Rights Reserved: We have too much work and customers wait. Increasing the proficiency of these technicians does several relevant things:

-decreases customer wait time

-helps technicians advance in their careers and grow

-techs make more money

-shop turns more hours

-customers can get into service sooner, as right now we have a 2 week wait for diag 



Benefits are that my techs feel like they're moving up, and they have the opportunity to earn more money, my customers are happier.



The consequences if this doesn't work are that my Express Techs will be very upset and probablly leave, because if they're on Flat Rate but I'm not getting them enough work---they won't make enough money. And they'll definitely leave if they aren't making enough money. 



It's important to me for a lot of reasons that sound pretty cheesy. I started at that level and I wish someone would have guided me and given me a path. I had to figure a lot out on my own, and it's taken me longer to excel than my peers. Mentoring these entry-level techs gives them a foundation to build on and lets them know I care. One of my techs has a severe learning disability and that's close to my heart, because I do too. A lot of people have written him off, including people here in the past, and I refuse to do that. 



It's important to our group and to our dealerships because in the end, the bottom line is how I get paid and judged, but I firmly believe in the greater good and the afterlife and that matters more---these guys matter to me.


	SPECIFIC ACTION STEPRow1: Guide hourly techs towards 80% prof.
	NECESSARY RESOURCESRow1: Known log ins for CDK, emails and Teams functioning
	ACCOUNTABLE PERSONSRow1: Amy
	EXPECTED RESULTRow1: Logging their hours appropriately allows me to monitor, inspect and report
	START END  CHECK POINT DATESRow1: starting 3.20.24 and meeting daily to ensure they know how to use CDK appropriately to flag
	SPECIFIC ACTION STEPRow2: At the 80% prof mark, switch their pay to Hourly
	NECESSARY RESOURCESRow2: Pay Plan and pay plan change form
	ACCOUNTABLE PERSONSRow2: Amy
	EXPECTED RESULTRow2: Techs will be hesitant at first; they will be much more aware of their hours
	START END  CHECK POINT DATESRow2: Goal date is 90 days from today to switch them to hourly 6.20.24
	SPECIFIC ACTION STEPRow3: Work with techs on their certifications 
	NECESSARY RESOURCESRow3: StarsXP, Teams, signup for Matrix training
	ACCOUNTABLE PERSONSRow3: Amy
	EXPECTED RESULTRow3: Expanded certs mean the techs can work on more tickets, make more hours
	START END  CHECK POINT DATESRow3: from 6.20.24 through 12.31.24
	SPECIFIC ACTION STEPRow4: Move techs to 100%
	NECESSARY RESOURCESRow4: Proper dispatch, techs working with me, proper advertising
	ACCOUNTABLE PERSONSRow4: Amy
	EXPECTED RESULTRow4: Shop that moves better, entry level techs moving onto more complicated tickets 
	START END  CHECK POINT DATESRow4: 1.1.25 through 12.31.24
	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: Tracking in CDK RTH: watch hours (weekly)

Tracking in ADP: days worked (weekly)

Tracking in STARSXP: Courses taken (bi weekly)



Tracking also: shop hours available that we can load with the advisors so they can fill these hours completely. Daily.


	A_2: Tech 1 has a severe LD. Moving through courses is incredibly difficult online due to this disability. 



Senior Master Techs like to hold onto gravy but I need those tickets for the Express techs to learn on.
	A_3: Offered to do his courses audibly. Paired him with a mentor (Coty) that is familiar with his disability, as am I.



Assure the tenured techs they'll still make money and we have plenty of work (we do). Don't let the tail wag the dog.
	R: Tech 1: Moving from 60% to 80% means he moves in value from $17K to $22K in one month, which adds up fast to $60,000 per year. Tech 2 moving from 34% to 80% means raising value from $9,675 to $22,764 and that's a whopping gain of $157,057 in a year. I'd like that for us. I don't have enough data on Josh and Nate, but we can safely assume it's similarly shocking.
	S: When I inherited these techs in December, they didn't know what proficiency was. They were told they'd never survive on their skills if they were paid flat rate. They were left on their own, doing oil changes. When I looked at our defection sales and found next to nothing, I didn't even have to ask why---so I trained them on inspections, spiffed them on the defection items, and now---WHOA---we're selling windshield wipers and filters all day long. These guys respond to training, praise and pay (I mean, surprise...). 



So that's what I'll do. Make sure they understand how to flag their hours, how to story things out properly. I won't let them just exist and wonder if they're doing okay. Measure their hours and proficiency, meet with them to cover this and let them know if they're hitting goals, adjust if needed, praise, train. 


