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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

©2021 National Automobile Dealers Association. All Rights Reserved.2

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: My goal is to increase our Technician Proficiency  from 96.22% in July 2024 to 125% by September 30th, 2024
	2020 National Automobile Dealers Association All Rights Reserved: Increasing our Technicians Proficiency  will definitely support our overall vision of our dealership because since the first day that we were set out to  build the team after purchasing the dealership a year ago,  we have always highly  encouraged a culture of growth and holding each team member to be  accountable for their own  actions. The goal of achieving the Proficiency for our technicians to meet the NADA Guide is important to me as an owner because it  means we are builing a team that believes in a culture of doing  whatever it takes to be more proficient in the service department specifically the technicians.  I believe this positive  culture will spread out like a rapid fire to other departments of our dealership.



Our dealership now has a one full year of trend ananlyis to avaluate since the buy-sell acqusition last June.  Our goal has always been to  build a strong Fixed Ops department which means any wasted technicians hours that we did not sell during the month greatly affect the total labor sales for the month which then greatly affect  the health of our dealership.  Technician hours are our inventory and we lost 63 technician hours in July 2024. This inventory of technician hours will never be returned to us.  Being able to attain the goal of meeting 125% Technician Proficiency will benefit our Gross Profit as well as it will also  create a culture of a hard working team that will do  whatever it takes  to be more Proficient not just with our Technicians hours,  but also with other areas of our dealerhsip





The consequence of not achieving  this goal is that if we don't start a culture of team work to make it more proficient for our technicians then the morale of the team will not continue to grow in a positive direction. If we don't do everthing to help elevate our Technicians to improve on their Proficiency that means we don't have a culture of holding every employee to be more accountable for each of their jobs. Everyone in the service department can contribute to the Total labor sales for the month. Unlike The variables department, our new car and used cars inventory can carry over as inventory for the next month, our technicians hours can not be carried over. Once we lose those technician hours, they are gone forever. 


	SPECIFIC ACTION STEPRow1: -Set up meeting with service manager,parts manager & the service drive manager
	NECESSARY RESOURCESRow1: CDK service 

-Xtime communication to check on incoming appointments
	ACCOUNTABLE PERSONSRow1: -service manager

-parts manager

-service drive manager


	EXPECTED RESULTRow1: -Reviewing scheduled service appointments.

-Reviewing all RO's to strategize our daily/weekly 
	START END  CHECK POINT DATESRow1: Start: 9/3/24 (since labor day we will be closed) End: 9/30/24

Every Wednesday & friday we will re-check 
	SPECIFIC ACTION STEPRow2: -Parts runner will set up parts in the bay wth the service vehicle 
	NECESSARY RESOURCESRow2: -Xtime which is the communication tool that we use to coordinate the exaxt parts between advisors/techs/parts
	ACCOUNTABLE PERSONSRow2: -Parts Specialist

-Service Advisors

-Parts Runner
	EXPECTED RESULTRow2: -Once Xtime notifications turns to green color that means parts are ready. Runner can start setting up 
	START END  CHECK POINT DATESRow2: Start: 9/5/24  End: 9/30/24

Every Monday/Wednesday & friday we will re-check 
	SPECIFIC ACTION STEPRow3: -Assign Parking spots with numbers for specific jobs 

like Spot1-4 is for Engine work etc
	NECESSARY RESOURCESRow3: -Painting the numbers on the service parking lot using our porters' help 
	ACCOUNTABLE PERSONSRow3: -Porters

-Service Advisors

-Parts Runner
	EXPECTED RESULTRow3: -Neither technicians or service advisors nor parts runner will waste time locating customers vehicles
	START END  CHECK POINT DATESRow3: Start: 9/4/24

End : 9/30/24

Every Wednesday & Friday




	SPECIFIC ACTION STEPRow4: -Create a similar GroupMe just I did for the Variables department. We will use this for any last minute changes
	NECESSARY RESOURCESRow4: -Installing the GroupMe App on everyone's phone  in the Service department 
	ACCOUNTABLE PERSONSRow4: -Lilly Jimenez as the editor for this chat

-Service director also
	EXPECTED RESULTRow4: -Any important or last minute changes or updates to any parts will be alerted  with this App
	START END  CHECK POINT DATESRow4: Start: 8/19/24

End: Ongoing

--Every Hour of the day

Every Notification
	SPECIFIC ACTION STEPRow5: -Set up a meeting about Parking Lot organization. Will provide a map of where servcice vehicles will be parked
	NECESSARY RESOURCESRow5: -Porters

-Sales Staff 

-Service Advisors 
	ACCOUNTABLE PERSONSRow5: -Service Director

-General sales manager


	EXPECTED RESULTRow5: -No employees/ managers will be parking where we designated for  service vehicles only 
	START END  CHECK POINT DATESRow5: Start:8/19/24

End: forever 

 I will check every day in the lot as I do my morning/ afternoon walks around.
	SPECIFIC ACTION STEPRow6: -Set up a separate Board of "Weekly Lost hours" for everyone  in service to see on Friday afternoons
	NECESSARY RESOURCESRow6: -Review the hour log for all of the technicians every Friday and do my 

-FO2 Excel sheet 
	ACCOUNTABLE PERSONSRow6: -Service manager

-Lilly Jimenez
	EXPECTED RESULTRow6: -We all will know on Friday how many technician hours we lost  
	START END  CHECK POINT DATESRow6: Start:8/19/24

End: forever 

 -Every Friday 
	SPECIFIC ACTION STEPRow7: -Set up a board with "Technician available hours" weekly- on Monday mornings 
	NECESSARY RESOURCESRow7: -FO2 Excel sheet to 

evaluate available technicians hours that we can sell for that whole week 
	ACCOUNTABLE PERSONSRow7: -Lilly Jimenez

-Service Director
	EXPECTED RESULTRow7: -I will know on early Monday morining how many available technician hours we have to sell for the week
	START END  CHECK POINT DATESRow7: Start:9/3/24

End: 9/30/24

Every Monday//Weds/ Friday 
	SPECIFIC ACTION STEPRow8: -Review Technicians Vacation requests and those who called in sick 
	NECESSARY RESOURCESRow8: -Human Resource Emails

-ADP - our Payroll 
	ACCOUNTABLE PERSONSRow8: Lilly Jimenez
	EXPECTED RESULTRow8: -I can evaluate way in advance which techs will be on vacation and when to hep us modify jobs in advance 
	START END  CHECK POINT DATESRow8: Start:9/3/24

End: 9/30/24

Every Monday/Tuesday/Weds/ Friday 
	A: At the beginning of September all managers in the Fixed ops dept  will know how many  technicians hours we have available to sell for the month of September. I will write our goal of 125% Technician Proficiceny.  I will share a Google sheet that I  create and  It will also have data I that I will accumulate from CDK for all the RO's that we have daily. Every Thursday & Friday  afternoon I will do my own calculations to see how many hours we have sold so far for the week.  I will provide our updated Technician Proficiency percentage every Friday afternoon to my Fixed Ops management team. This Spreadsheet will also be discussed at our weekly "RO meeting" every Wednesday and Friday with my Frixed Ops mgr/directors and Parts manager. We will discuss every challenge that we face for every RO as we all collectively try to get to 125% Tech Proficieny 
	A_2: -Our Service Manager and Parts Runner will not see the sense of urgency to help get our technicians to be more proficient. 



-The communication in the GroupMe App will not go as effectively as I had in the Variables department


	A_3: -Service manager & I will work closely with our Parts Runner and the service advisors to get them to be more  accountable so that they can communicate effectively with one another. Preparing the open bays with the next service  vehicle so that our techs can start working on as soon as as parts  arrive  so that techs will not lose time locating anythingnecessary for  their next job.



-I will make it mandatory for everyone to put alerts on their GroupMe App while  they are at work. That way if there's any changes to an RO or parts eash of us is  completely aware so that if we have to make some changes everyoen will be on the same page.
	R: We will  work together to improve our Technician Proficiency from 96.22% in July 2024 with labor sales only at $218,373.24  to 125 % in September 2024 with labor sales of $283.681.51 for the month of Sepbember. This increase in the labor sales of $65.308.27 in September will greatly impact the heath of our Fixed Operations. 
	S: I will continue to implement the Google Shared Spreasheet with my team every Monday & Friday. Every Wednesday and Friday we will continue to  have our "RO Meeting" with our Fixed Ops team so that we can address, modify technician jobs, job distribution, and evaluate each technician to meet our end goal which is to be at 125 % Tech Proficiency.


