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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: I would like to increase the OELR for our service department from our current level of $114.00 to the calculated $136.00 dollars needed to meet the benchmark of 75% GP on service labor. This process will take place over the next 4-6 months and then will need to be monitored once we achieve the desired GP%
	2020 National Automobile Dealers Association All Rights Reserved: This goal aligns with our dealerships vision of being a best in class performing dealer in all departments of our organization. By reaching this goal, we will not only be at the prescribed GP% for ATD standards, we will also increase our sales from $401,604 to $478,584 and as we increase the GP% from 70.13% to 75% we will increase our potential gross by $77,294.00

If we do not make this happen we will continue to survive, but if we want to continue to grow and invest in our business we have to maximize every area of our operation.

This is important to us because we are in the process of adding a new facitity that will open next year and we will have additional overhead and we anticipate haveing to make up for some of the new stores expenses for a period of time until we get it operating at a reasonable level of business.
	SPECIFIC ACTION STEPRow1: RO analysis for each service department monthly
	NECESSARY RESOURCESRow1: random sample of RO's and the templates/ calculations from ATD
	ACCOUNTABLE PERSONSRow1: Service managers
	EXPECTED RESULTRow1: Find a starting point and monitor progress
	START END  CHECK POINT DATESRow1: Starting first week of Oct. and monthly check ins moving forward
	SPECIFIC ACTION STEPRow2: Service advisor training based on the RO analysis information
	NECESSARY RESOURCESRow2: Monthly meeting with advisors to create good habits for estimating jobs
	ACCOUNTABLE PERSONSRow2: Service managers and service advisors
	EXPECTED RESULTRow2: Advisors start to identify opportunities to sell more hours 
	START END  CHECK POINT DATESRow2: Monthly meeting and daily oversight and training
	SPECIFIC ACTION STEPRow3: Review our accounting practices to handle shop forman pay, currently on internal ticket
	NECESSARY RESOURCESRow3: Discuss how we pay our shop foreman and where that expense hits to get true ELR
	ACCOUNTABLE PERSONSRow3: Service manager, Controller and Myself
	EXPECTED RESULTRow3: Remove shop forman from internal ticket and change to salary below the line.
	START END  CHECK POINT DATESRow3: Before first pay period in October
	SPECIFIC ACTION STEPRow4: Continue to monitor efficiency and add the Proficiency to the metrics we track
	NECESSARY RESOURCESRow4: Proficiency calculations from ATD
	ACCOUNTABLE PERSONSRow4: Service manager
	EXPECTED RESULTRow4: Keep our efficiency at a level to maintain our GP%
	START END  CHECK POINT DATESRow4: Strarting in October and tracking monthly
	SPECIFIC ACTION STEPRow5: Add any free services we do to the repair ticket and then show as discount
	NECESSARY RESOURCESRow5: Advisor training
	ACCOUNTABLE PERSONSRow5: Service manager and service advisors
	EXPECTED RESULTRow5: Minimize extra discounts to customers by showing value of services performed
	START END  CHECK POINT DATESRow5: Immediately
	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 be using a few differnt ways to track this information, most of them are available calculations from ATD. 
	A_2: Technician proficiency declines



Advisors not showing walk around as a line items and discount




	A_3: Review how jobs are being dispatched 



Continue to monitor RO and do training in the event we see a missing discount
	R: As stated previously, this change could increase our sales from $401,604 to $478,584 and as we increase the GP% from 70.13% to 75% we will increase our potential gross by $77,294.00
	S: With the continued training and running the RO analysis and tech proficiency on a monthly basis we will see any variance from the standards we are setting, we would then need to address the root problem of the variance and correct it with training and best practices that we and 20 group/ ATD resourses have identified.


