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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.”

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. 
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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? 
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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: My goal is to increase my fixed operation absorption from 38.6% to 50% by End of December 2024.
	2020 National Automobile Dealers Association All Rights Reserved: According to NADA guide, fixed op absorption and used absorption together should be 100%, so the first new vehicle dealership sells will be profit. However with a 38% fixed op absorption, there is no way the dealership will be profitable. It is important we maximize the potential of our service department, and that will change the whole outcome of the dealership.



If we can bring our fixed op absorption up, that will release a lof of pressure from the sales side, it will make it a lot easier for the store to become profitable. Failing to achieve the target will put the dealership in a bad spot, especially there isn't any gross on new vehicles anymore nowadays, it will be very hard for the dealership to stay profitable.



We are sitting at only 77% for our tech proficiency, there is a huge potential for us to work on, so get more works will definitely be the priority for us right now. 
	SPECIFIC ACTION STEPRow1: Adjust our pricing for competitive service
	NECESSARY RESOURCESRow1: Non-dealer survey
	ACCOUNTABLE PERSONSRow1: service manager
	EXPECTED RESULTRow1: getting to know the competetion around the area, so we understand what we can work on to bring more customers.
	START END  CHECK POINT DATESRow1: survey was done last week, and will sit down with service manager this week, adjust the price for July.
	SPECIFIC ACTION STEPRow2: Increase our door rate
	NECESSARY RESOURCESRow2: Dealer survey
	ACCOUNTABLE PERSONSRow2: Service manager
	EXPECTED RESULTRow2: Increase our door rate to match other competetive brands, this will increase our dollar per RO.
	START END  CHECK POINT DATESRow2: new rate started June 24th.
	SPECIFIC ACTION STEPRow3: Launch a campaign for a specific service(tire rotation, oil change)
	NECESSARY RESOURCESRow3: CRM campaign
	ACCOUNTABLE PERSONSRow3: service manager/ general manager
	EXPECTED RESULTRow3: bring more customers that we didnt have before, so we can take a look at their vehicles and do upselling
	START END  CHECK POINT DATESRow3: Will launch second week of July, and see how it went at the end of the month.
	SPECIFIC ACTION STEPRow4: Bring in the software to send customer videos from our techs.
	NECESSARY RESOURCESRow4: Software update
	ACCOUNTABLE PERSONSRow4: Service manager
	EXPECTED RESULTRow4: Having video sent to customers will increase our ratio to sell more works
	START END  CHECK POINT DATESRow4: will look into this now, and hopefully get everything set up this month
	SPECIFIC ACTION STEPRow5: Bringing in more used vehicles
	NECESSARY RESOURCESRow5: Auction, Trade-ins
	ACCOUNTABLE PERSONSRow5: Used car manager
	EXPECTED RESULTRow5: sending more vehicles to the shop
	START END  CHECK POINT DATESRow5: will start now, and review monthly
	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: Will track with Service manager, we can find the info from DMS report, bi-weekly should be a good period of time to review.
	A_2: 1. Increase door rate might make our existing customer feel littler unhappy

2. Launching a campaign for example on a oil change might bring customers in, but we also might not be able to sell them any extra service.

3. Used vehicle from Auctions are high price, and if we sell lots of used cars cash deal, that might create a problem
	A_3: 1. When there is no value, that's when people start looking at price, offering customers a good service is the key, that's how we keep the relationship.

2. It is important for our service advisor to get properly trained, with the video system we are going to have, that should increase upselling.

3. Speed will be very important in this scenario, we have to roll the vehicles quickly, also have properly trained F&I manager will make a big difference. 
	R: Increasing our fixed op absorption will bring the dealership minumun $50,000 a month, that will literally put the dealership's bottom line to black.
	S: During the process we will have incentives ready for the staff, and I do believe once they taste the sweetness, it will just become a habbit. If we can find the way to increase our number and bring us where we planned to be, that will tell us opportunities are everywhere, and all we need to do is keeping looking and get them done.


