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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



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
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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: If I was the service director of Blasius Chevrolet Cadillac my goal would be to increase customer pay labor gross profit from $231,301 a month to $275,000 a month by October 1, 2024. 
	2020 National Automobile Dealers Association All Rights Reserved: Our dealer vision is to grow in volume and efficiency to increase profitability. Growing sales revenue is necessary but we need to focus on gross sales profit because that is how we keep the lights on. 



This specific goal is important to us because it puts the accountability on the service department. Labor is the most important inventory to sell each day because it expires! Internal gross labor sales and pre delivery labor sales will each grow as our used and new service departments grow in volume but cusotmer pay labor is a direct reflection of our contribution as a service department. Our service deparment fixed absorption percentage is only 14.89% currently so we want to contribute in a far larger way to the dealer. 



A $43,699 increase in customer pay labor gross per month would amount to $524,388 a year in profit. In January our service department lost $9,476 so this improvemnet will be a tremendous change of pace. 
	SPECIFIC ACTION STEPRow1: Parts counter person runs parts to tech's lift eliminating the techs from wasting time 
	NECESSARY RESOURCESRow1: Parts counter members
	ACCOUNTABLE PERSONSRow1: Service manager & Parts manager
	EXPECTED RESULTRow1: -Increased tech proficiency above our current 86.3%
	START END  CHECK POINT DATESRow1: Each shift! Are techs recieving on hand parts at their lift (Y/N)?

-Daily
	SPECIFIC ACTION STEPRow2: Service advisors cannot discount our door rate of $179 & have to upsell hours by explaining value to customer
	NECESSARY RESOURCESRow2: Service advisors 
	ACCOUNTABLE PERSONSRow2: Service manager & service director 
	EXPECTED RESULTRow2: -Increase in hours sold and $ per hour
	START END  CHECK POINT DATESRow2: Running discount reports in CDK to check for advisor discount entries 

-Weekly
	SPECIFIC ACTION STEPRow3: More emphasis on maintenance & repair work. Not just competitive! Techs must send DIAG video to explain value
	NECESSARY RESOURCESRow3: Technicians
	ACCOUNTABLE PERSONSRow3: Service advisor- did my customer get a video from the tech so I can call to upsell hours/ticket lines?
	EXPECTED RESULTRow3: -Increasing hours billed through increased RO lines

-Effective labor rate should increase from $110.87
	START END  CHECK POINT DATESRow3: -Collect 100 RO's a month to run % reports of ratios, competitive to maint. to repair

-Monthly
	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: We will track our progress weekly using CDK reports and collecting RO's to determine what customer labor type we are selling to increase our gross profit. We will run weekly reports as mentioned above and check daily to ensure our parts coutner members are running parts to tech bays to increase productivity. This extra time gives the tech ample time to send customers diagnostic videos of their multipoint inspection to assist the advisor in upselling the ticket. More hours for the tech means more pay especially if they can beat the flat rate estimate. 
	A_2: -Parts counter may not want to get up and walk the shop to deliver 



-Service advisors may continue to discount labor dollars to sell jobs 



-Techs may not send diagnostic videos
	A_3:  -Parts manager has to explain that raises occur through profitability. Service isn't profitable so perhaps we trim our parts staff? This message has to come from management to increase buy in and stress important 



-Techs have to educate service advisors on their pay structure 



-Service manager has to educate techs, if you ask us for more $ per hour, we ask you to produce more $ per hour!- Don't rely on advisor to sell you more work 
	R: $524,388 a year!
	S: Service manager has to walk the shop hourly to check for multi point diag videos being filmed and parts counter members delivering parts in the shop. The stores GM has to ask the service director monthly for an itemized list of discounts applied for labor and hours by which service advisor. The GM has to hold the service director accountable for profitability. Only 15% service fixed absorption in January and we lost money. Things must improve!


