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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.  

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: Improve overall labor sales gross margin to 70% (currently 65%), so 500 bps.  Achieve within 90 days.
	2020 National Automobile Dealers Association All Rights Reserved: Optimizes profit and takes pressure of rest of dealership (higher absorption)

Benefits

Higher gross profit
Higher absorption for all expense
Higher retention from doing proper service for guest

Consequences

Lost margin and lower absorption
	SPECIFIC ACTION STEPRow1: Leverage automated system for allocating work across techs

	NECESSARY RESOURCESRow1: Need to install and train on xtime tool and inspection modeule
	ACCOUNTABLE PERSONSRow1: Service advisor, GM, IT support
	EXPECTED RESULTRow1: Usage of xtime tool
	START END  CHECK POINT DATESRow1: Beginning of month, weekly, end of month
	SPECIFIC ACTION STEPRow2: Free inspection for all service
	NECESSARY RESOURCESRow2: Proper training program
	ACCOUNTABLE PERSONSRow2: Service advisor, GM
	EXPECTED RESULTRow2: 100% of all service visits have free inspection attached
	START END  CHECK POINT DATESRow2: Start pulling random RO's and physically watch if techs are doing inspection
	SPECIFIC ACTION STEPRow3: Use pics and video for all inspection
	NECESSARY RESOURCESRow3: xtime tool/software
	ACCOUNTABLE PERSONSRow3: service advisor and techs
	EXPECTED RESULTRow3: Higher CP work and higher average $$'s per RO
	START END  CHECK POINT DATESRow3: Track weekly usage of xtime tool and mix of CP work vs. Warrant and Internal
	SPECIFIC ACTION STEPRow4: Ask for sale because it is right for guest
	NECESSARY RESOURCESRow4: Training and process
	ACCOUNTABLE PERSONSRow4: Service advisors and techs
	EXPECTED RESULTRow4: Higher labors sales at higher effective rate, more repair work/CP work
	START END  CHECK POINT DATESRow4: Beginning of month, weekly, end of month
	SPECIFIC ACTION STEPRow5: Auditing service visits and RO's, creating dashboards for tracking
	NECESSARY RESOURCESRow5: Store controller
	ACCOUNTABLE PERSONSRow5: Store Controller, GM
	EXPECTED RESULTRow5: Accountability for Service department and techs
	START END  CHECK POINT DATESRow5: Weekly reporting/auditing and month end summaries
	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: Track work mix across Customer Pay, Warranty, Internal and A vs. B techs
Track monthly % CP, %W, %Internal and breakdown of allocation across techs
	A_2: Lack of training - service advisor does not take time to focus on it
If not done right, CSI scores take a hit
Some techs not happy with allocations
	A_3: Formal training program on tools and process
Make it policy that work will be allocated optimally using system (no favorites)
	R: Impact of 500 bps in current gross margin/labor sales if ~$35K (5% of 700k) per month....but upside to labor sales could be an additional $65K...so total of up to $100K monthly.
	S: Put dashboarding and audit process in place and review monthly.  Hold people accountable for failing to follow training and process and reward success.


