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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? 
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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: Changing payed time units on oil change services from 50tu to 30tu effective 10/16/20.  Flat rate technicians are on board and understand the LOF service will pay 50tu when the only labor performed is the oil change and an MPI, labor drops to 30tu when there is any additional labor op (including warranty). Hourly technicians are 30tu on all jobs, regardless of any additional labor lines.
Beginning in October, dealership is implementing Xtime tool called "Invite", which implements email offers for all customers with declined services 2 weeks after their service visit. Email offer is for a 10% discount off parts and labor for deferred/declined repairs. I have equal participation from parts and technicians to share the discounting offer. Parts will be charged out at a discounted rate, and technicians are on board to reduce labor times to cover the 10% discount.  Example: $1000.00 repair gets a $100.00 discount, $50 from parts and $50 from technician time.  
I will be putting hourly technician in charge of doing PDI's to increase gross profit with this service.  Having a $15/hr technician perform it instead of our average $31/flat rate hour technician. Effective 10/14/20.
By 11/01/20, I want to hire/transition/train hourly technician to become our exclusive alignment/front end technician. We have an unused rack next to our alignment rack that I will designate for tires and front end work exclusively.

	2020 National Automobile Dealers Association All Rights Reserved: With changing LOF services to 30tu, I will be increasing our gross profit by approximately 5.2 dollars per oil change (using average of technician pay). With using the number of repair orders off August's financial sheet for service express alone, gross contribution would increase by $1020. This goal is important because it increases our gross profit.  

With the new tool "Invite" implemented, it aligns with the dealer vision and my vision of increasing customer pay opportunities.  Our warranty repairs are a bigger percentage of our day to day work than customer pay, and we need to increase our percentage of customer pay work.  With having equal participation from the technicians and the parts department, it allows for the gross profit to be maintained without the need for "discounts".  I feel it additionally builds a team environment, because the technicians and the parts department are equally invested in the success of the dealership, giving up a little to create great gains.  I feel it will build our clientele as well, showing an investment by the dealer to help ensure the maintenance and safety of the customer's vehicle. 
A consequence of this implementation may be the immediate perceived change in gross profit for the parts department, however, I feel the volume that it could create will show positive gains, not negative.  Additionally, program investment is $750 a month,  I will be monitoring each repair order that is involved in the implementation of the program to verify the investment is having a positive return. 

I will be having an hourly technician perform PDI process on new units, increasing gross profit percentage.  Possible consequence may be time spent training and possible kickback from flat rate technicians, as PDI's pay well.  Despite any technician kickback, this move will be beneficial, as it allows time to be freed up for flat rate technicians to stay focused on customer vehicles. 

With transitioning an hourly technician into a front end technician, it will increase productivity and gross profit. It is beneficial in that it will allow for alignments to be performed at a great price to the customer while also maintaining a great gross profit percentage. Creating a specialist in this area of repair makes it convenient for most of the main shop technicians in that they will not need relocate for alignments. Our alignment rack is in a separate building, creating an exclusive technician to be in that building saves time. 
	SPECIFIC ACTION STEPRow1: LOF labor changed from 
50tu to 30tu
	NECESSARY RESOURCESRow1: 
	ACCOUNTABLE PERSONSRow1: Service Advisors (when closing repair order)
-technicians bought in
	EXPECTED RESULTRow1: Increased gross profit percentage
	START END  CHECK POINT DATESRow1: 10/16/20-start of new pay period, will monitor technician hours, productivity for 1 month (11/15/20)
	SPECIFIC ACTION STEPRow2: Implement Xtime Invite
	NECESSARY RESOURCESRow2: Xtime Invite tool at $750/month
	ACCOUNTABLE PERSONSRow2: Parts personnel and Service technicians are bought in
	EXPECTED RESULTRow2: Increased percentage of customer pay work 
	START END  CHECK POINT DATESRow2: Starting soon, awaiting Xtime implementation. Will monitor each RO and verify each month has positive return
	SPECIFIC ACTION STEPRow3: PDI process being performed by hourly personnel
	NECESSARY RESOURCESRow3: 
	ACCOUNTABLE PERSONSRow3: Dispatcher, hourly technicians
	EXPECTED RESULTRow3: Increased gross profit, increased availability through the main shop for customer vehicles
	START END  CHECK POINT DATESRow3: 10/13/20- will be monitoring number of PDI's performed each month (and past) to see the increase 
	SPECIFIC ACTION STEPRow4: Hire/transition hourly technician to alignment technician/tire technician
	NECESSARY RESOURCESRow4: Alignment training
	ACCOUNTABLE PERSONSRow4: Dispatcher, Alignment technician
	EXPECTED RESULTRow4: Increase in main shop productivity, increase in gross profit
	START END  CHECK POINT DATESRow4: 11/01/20- need to hire/transition technician.  Monitor hours of production daily.
	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: I will be monitoring hourly technician productivity, I should see an immediate increase in hours of production due to the PDI's as well as the Alignments.  Using the DMS to monitor these hours on a daily basis. 
I should see an increase in customer pay work when the Invite feature is implemented. Monitoring financial statements will be a must to verify we are seeing that change. I will be keeping track of each visit that occurs due to the email blast that is sent out with this program, as the email will be serving as the coupon, it will be easy to track with each customer as they come in. 
Tracking gross profit percentage is key, as it should indicate that the changes made have a positive effect when compared to previous months, as well as previous years. Checking these numbers monthly is imperative to ensure that the changes are having the intended effect. I will use the financial statements to do so. 
I will also be using the financial statements to monitor repair order count, as it should increase due to the implementation of the Invite program. Car count is key when trying to increase gross contribution.
	A_2: finding a qualified hourly technician to bring up to speed for front end repair. 

money spent on Invite program may not be immediately returned, making the investment appear to be a loss. 



	A_3: Train existing hourly technician that has the aptitude to transition into an alignment technician. 

monitor the returns diligently, ensuring the investment is worth it. Investment is month to month after 3month trial, if return isn't seen after 3 months, re-evaluate
	R: With changing the LOF time, we could potentially see $12,230 increase per year in gross profit. With dispatching PDI's to an hourly technician, the increase in gross profit per PDI is $16, which could increase gross profit annually $8448 (August units sold 44)
	S: it's my job to continually monitor the day to day operations and any changes that arise.  I will be monitoring billed time on repair orders, specifically to verify we are being diligent about the LOF time.  I will be ensuring proper dispatching, that PDI's are going to the right technicians. I will be finding the appropriate people to place in the alignment position, as well as monitoring my technicians production. It is easier to show technicians the positive change than to have to believe you without proof, I need to show that what I am promising is a reality. 


