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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: I want to increase our fixed absorption percentage to 50% by August 2021
	2020 National Automobile Dealers Association All Rights Reserved: The goal aligns with the dealerships vision by increasing our total fixed gross to offset the total dealership expense and will relieve the burden that is being placed upon the shoulders of variable operations. Therefore, enabling variable to being able to operate in a position of strength as opposed to starting each month behind the 8 ball. 

Some of the consequences of not achieving my goal it puts the dealership at risk with the different market conditions. The probability of the dealership being profitable is at risk while encouraging variable operations to maintain their exponential efforts to subside most of the dealership expense. Another consequence is having a low fixed absorption rate lowers the blue-sky value in the event the store was put up for sale.




	SPECIFIC ACTION STEPRow1: Increase warranty rate 
	NECESSARY RESOURCESRow1: sample of ro's demonstrating your depts ability to charge a specific labor rate 
	ACCOUNTABLE PERSONSRow1: service manager / fixed ops director 
	EXPECTED RESULTRow1: increase gross profit and higher gross profit % retained. higher ELR
	START END  CHECK POINT DATESRow1: Start: June 1st 

End: Dec 31st 

Check points: yearly
	SPECIFIC ACTION STEPRow2: Increase Door Rate 
	NECESSARY RESOURCESRow2: do a market analysis of facing competitors 
	ACCOUNTABLE PERSONSRow2: fixed ops manager 
	EXPECTED RESULTRow2: increase gross profit and higher gross profit % retained. Higher ELR
	START END  CHECK POINT DATESRow2: Start: June 1st 

End: Dec 31st 

Check points: yearly
	SPECIFIC ACTION STEPRow3: Increase Internal rate 
	NECESSARY RESOURCESRow3: Always pay yourself first 
	ACCOUNTABLE PERSONSRow3: fixed ops manager 
	EXPECTED RESULTRow3: increase gross profit and higher gross profit % retained. ELR
	START END  CHECK POINT DATESRow3: Start: June 1st 

End: Dec 31st 

Check points: yearly
	SPECIFIC ACTION STEPRow4: Tech utilization 


	NECESSARY RESOURCESRow4: identifying level of certifications based upon cerifications 
	ACCOUNTABLE PERSONSRow4: fixed ops manager/ advisors 
	EXPECTED RESULTRow4: increase gross profit and higher gross profit % retained. 
	START END  CHECK POINT DATESRow4: Start: June 1st 

End: Dec 31st 

Check points: Weekly
	SPECIFIC ACTION STEPRow5: marketing camps.
	NECESSARY RESOURCESRow5: owner database 
	ACCOUNTABLE PERSONSRow5: fixed ops manager 
	EXPECTED RESULTRow5: increase gross profit and higher gross profit % retained more jobs. 
	START END  CHECK POINT DATESRow5: Start: June 1st 

End: Dec 31st 

Check points: Weekly
	SPECIFIC ACTION STEPRow6: expense control
	NECESSARY RESOURCESRow6: financial statement 
	ACCOUNTABLE PERSONSRow6: fixed ops manager, service manager, parts manager

bodyshop manager, comptroller 
	EXPECTED RESULTRow6: lower expense higher gross profit, increased fixed absorption %. 
	START END  CHECK POINT DATESRow6: Start: June 1st 

End: Dec 31st 

Check points: Monthly 
	SPECIFIC ACTION STEPRow7: Increase service adv hours per RO and dollars per RO
	NECESSARY RESOURCESRow7: training, upsell menus, MPI being done on every vehicle. Walk around 
	ACCOUNTABLE PERSONSRow7: advisors, techs 

service desk manager 
	EXPECTED RESULTRow7: increase shop throughput as well as higher customer satisfaction and consumer trust
	START END  CHECK POINT DATESRow7: Start: June 1st 

End: Dec 31st 

Check points: Weekly
	SPECIFIC ACTION STEPRow8: ensure phase in is agressive 
	NECESSARY RESOURCESRow8: 2213 report 
	ACCOUNTABLE PERSONSRow8: parts manager 

service director 
	EXPECTED RESULTRow8: enable to hold more gross and to stock the proper parts 
	START END  CHECK POINT DATESRow8: Start: June 1st 

End: Dec 31st 

Check points: Weekly
	A: I will track my progress weekly and monthly regarding all listed aspects above to ensure our fixed absorption rate is increase. I will find this information by pulling technician and advisor perf reports, Parts eye report, 2213 report from Reynolds, google analytics, and marketing roi report for fixed ops.
	A_2: (1)1,2,3 obstacles for increase W, I, C labor rates- Lack of buy in, service adv fear to sell services at increased rate 

4. tech utilization- lack of qualified techs and improper scheduling of appts to staff skill level 

5. markt. camps- low ROI, increase in expense 

6. expense control- fear of losing work and or staff due to lack of adv./fear of not having the correct/outdated equipment 

7. dollars per ro and hours per ro- lack of service advisor buy in 

8. phase in- to much inventory 
	A_3: (1)1,2,3 trainging and weekly monitoring 

4. tech utilization- proper scheduling/staff and proper training 

5. strong call to action for markt camps/bdc that can forward technical questions if they cannot schedule an appt 

6. expense control- expense triage monitor what is vital and not vital expenses 

7. monitoring and traing of the service advisors by the service manager and training with outside comp 

8. phase in- monitor closely 
	R: There will be an increase in total fixed gross profit of $172,258 monthly and a $2,067,069 additional yearly. 
	S: implement pay plans to obtain the results desired 


