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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

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: We will increase our tech proficiency from 51.77% to 100% by September 2021.
	2020 National Automobile Dealers Association All Rights Reserved:  Vision: To be a great place to work , a great place to do business with sufficient profits for reinvestment with our employees, our customers, and our community .

Our Proficiency goal will start a behavior that reflects accountability for all service employees. We will change a few of our policies and procedures to help maintain this behavior going forward.



Benefits:

Techs will work 4/10 hour days creating better attitudes and more production.

Customers will find the extended hours more convenient which will make them happier and willing to come in.

 Labor hours will increase along with Sales profit, Gross profit and Net profit.

 MVI's will be used 100% of the time on 100% of customers for better vehicle diagnosis.



Consequences:

Customer don't utilize the extended hours which would increase expense

Techs run out of work and get disgruntled

Department Profits remain the same or decrease



Importance: I take the success of the service department personal. My first 13 years in the car business was in service. I started as an advisor and quickly became a fixed ops director of multiple dealerships. It's my favorite part of the business and one most General Managers don't appreciate because they don't understand. We will become 100% tech proficient and begin to work towards 100% fixed absorbtion as well. I will lead the team through this process and we will succeed together.






	SPECIFIC ACTION STEPRow1: Extend service department hours including Saturdays

7 to 7 M -Sat
	NECESSARY RESOURCESRow1: Advertising our new hours,Facebook and Instagram boost as well.
	ACCOUNTABLE PERSONSRow1: General Manager

Service Manager

Parts Manager
	EXPECTED RESULTRow1: Happier employees

Better CSI

Accountability
	START END  CHECK POINT DATESRow1: March 1,2021

Daily checks in DMS

Once achieved, it stays in place.
	SPECIFIC ACTION STEPRow2: Train advisors on phone skills and sales training.
	NECESSARY RESOURCESRow2: Use Sales manager to provide this training for advisors.
	ACCOUNTABLE PERSONSRow2: General Manager

Sales Manager

Service Manager
	EXPECTED RESULTRow2: Professional work enviornment

Increase upsells
	START END  CHECK POINT DATESRow2: March 1st week  Train bi-weekly.

Moving forward consistantly.
	SPECIFIC ACTION STEPRow3: Shut down rear parts counter and take parts to the techs.
	NECESSARY RESOURCESRow3: Use parts runner and counter staff to take parts to tech.
	ACCOUNTABLE PERSONSRow3: Parts Manager

Parts staff

Service Manager

General Manager
	EXPECTED RESULTRow3: Speed up parts wait time.

Increase tech proficiency

Increase volume
	START END  CHECK POINT DATESRow3: March 1,2021

Monitor sales increase and proficiency daily.
	SPECIFIC ACTION STEPRow4: Implement a tech proficiency board along with a proficiency bonus for achievement.
	NECESSARY RESOURCESRow4: Service Manager will create a achievement board in shop for all techs to review daily hours and proficiency.
	ACCOUNTABLE PERSONSRow4: Service Manager

Techs
	EXPECTED RESULTRow4: Achieve 100% proficiency and create a happier work enviroment
	START END  CHECK POINT DATESRow4: March 1,2021 and achieve by Sept 2021.
	SPECIFIC ACTION STEPRow5: Keep a Daily parts lost sale log for tracking purposes.
	NECESSARY RESOURCESRow5: Keep Log of lost and emergency orders for a more consistent process. 
	ACCOUNTABLE PERSONSRow5: Parts Manager

Service Manager

General Manager
	EXPECTED RESULTRow5: Create a better process of lost sales. 

Stock more of the parts needed for better proficiency
	START END  CHECK POINT DATESRow5: March 1,2021

Weekly tracking of the log and DMS to make sure they reflect the same lost sale information
	SPECIFIC ACTION STEPRow6: Overbook service appointments 
	NECESSARY RESOURCESRow6: Service Manager knowledge on how to schedule for each tech
	ACCOUNTABLE PERSONSRow6: Service Manager

Service advisors
	EXPECTED RESULTRow6: This would create a backlog of work for our techs.It would encourage techs to work more proficient knowing work is here
	START END  CHECK POINT DATESRow6: March 1,2021

monitor service schedule daily.
	SPECIFIC ACTION STEPRow7: Perform service reminder phone calls 2 days from appointment date.
	NECESSARY RESOURCESRow7: Service Advisors

BDC tracking
	ACCOUNTABLE PERSONSRow7: Service Manager
	EXPECTED RESULTRow7: Consistently show customer we value there business. 

Eliminate missed appointments.
	START END  CHECK POINT DATESRow7: March 1, 2021

Daily tracking through our CRM system and Service Schedule.
	SPECIFIC ACTION STEPRow8: Create the process of 1 stall and 1 job at a time per tech. Finish the job at hand before getting another one. 
	NECESSARY RESOURCESRow8: Service Scheduling and dispatching through our DMS.
	ACCOUNTABLE PERSONSRow8: Service Manager

Service Advisors
	EXPECTED RESULTRow8: Create a sense of urgency for the tech and advisors. 

Increase hours and profit in service dept.
	START END  CHECK POINT DATESRow8: March 1,2021

Monitor the schedule and tech bays daily.
	A: We will track the progress on a daily basis through a variety of items . Our DMS, service schedule,Lost sale log, emergency order log, and our tech proficiency board. These will be checked on a daily and weekly basis and reviewed in our fixed ops weekly review meetings.

Everyone will be involved in the process and encourage to suggest ways to improve the process along the way. We have a very strong team and feel this is something that we can accomplish together. 
	A_2: Buyin from Service Management 

Service advisors performing task consistently

Parts staff assisting in shop with techs

Tracking of the new processes


	A_3: Become 100% proficient and works towards 125%.

Processes will make everyone more money by doing the right things. 

Hours and Profit will increase in Service 

Eliminate confusion and build a stronger team

Have happier customers.
	R: Based on the November 2020 Financial statement we are working from, 100% proficiency will increase my monthly net profit by $52,925.00
	S: Our weekly fixed ops review meeting we started will allow us to review the results as a team. If we see any issues we can address them immediately.Owner support of our efforts will reward our team along the way with encouragement and aggressive pay plans. As told by 2 wise men (Bob Atwood , Larry Hourcle)

Accountability: Goals Start Behavior, Consequences Maintain Behavior.


