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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

©2021 National Automobile Dealers Association. All Rights Reserved.2

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: My current goal is to help the advisors become more effective and efficient.  By the end of September, I would like to see the advisors increase from a customer pay ELR of $71 to $86, increasing our overall ELR from $78 to $95, a decrease in 1 item repair orders, from the 60% we found in the sample to 30%. These will both in turn affect the gross labor percentage rising as well as the fixed absorption rate increasing
	2020 National Automobile Dealers Association All Rights Reserved: These goals once achieved will directly affect the service advisors livelihood.  The goals are easily attainable with discipline and direction from myself as well as everyone working as team.  These will all affect the  the profitibality of our department, which in turn will help raise the fixed absorption rate.  If these goals are not attained, we are not doing our part to take care of the dealership and the expenses that are incurred from running it.  If we do not increase our gross percentage, we are letting money walk out the door and  are not part of an efficient and effective service department. We not only need to increase our sales, but hold onto the gross as well as the profit that it SHOULD make the department.  The more money my advisors can make for themselves by holding on to this gross, the happier they will be overall which should also directly affect how customers are treated (Happy wife, happy life theory).
	SPECIFIC ACTION STEPRow1: Increase labor rate to be in line with the area we are and competive with other dealers
	NECESSARY RESOURCESRow1: Dealer Labor Survey
	ACCOUNTABLE PERSONSRow1: Kayla Brown
	EXPECTED RESULTRow1: An immediate increase of ELR and gross percentage
	START END  CHECK POINT DATESRow1: 8/1/2021, completed after approval from owner
	SPECIFIC ACTION STEPRow2: Monitor discounts used/Review lines on repair orders
	NECESSARY RESOURCESRow2: Daily Repair Order Review
	ACCOUNTABLE PERSONSRow2: Kayla Brown
	EXPECTED RESULTRow2: Will hold advisors accountable oin discounts used
	START END  CHECK POINT DATESRow2: Immediate, check every day with no end point/
	SPECIFIC ACTION STEPRow3: Warranty Labor Rate increase
	NECESSARY RESOURCESRow3: Repair orders

Dealer survey


	ACCOUNTABLE PERSONSRow3: Kayla Brown
	EXPECTED RESULTRow3: An increase from $101.84 to closer to our door rate of $128
	START END  CHECK POINT DATESRow3: 9/24/2021, 
	SPECIFIC ACTION STEPRow4: Work with service advisors individually on processes. Monitor for forseeable future
	NECESSARY RESOURCESRow4: Virtual learning from Nissan, one on one time with advisors

Advisor reports
	ACCOUNTABLE PERSONSRow4: Kayla and each advisor
	EXPECTED RESULTRow4: A more consistent approach to each customer
	START END  CHECK POINT DATESRow4: 9/1/2021, review reports weekly with advisors
	SPECIFIC ACTION STEPRow5: Review expenses on financial statement
	NECESSARY RESOURCESRow5: Financial statement
	ACCOUNTABLE PERSONSRow5: Kayla
	EXPECTED RESULTRow5: More awareness to money spent in the department, cut out unneeded services
	START END  CHECK POINT DATESRow5: End of month, monthly.
	SPECIFIC ACTION STEPRow6: Set up menu for interval services
	NECESSARY RESOURCESRow6: Excel
	ACCOUNTABLE PERSONSRow6: Asst Service Manager
	EXPECTED RESULTRow6: More necessary services sold by the advisors due to fixed menu
	START END  CHECK POINT DATESRow6: 9/1/2021
	SPECIFIC ACTION STEPRow7: Set written goals for advisors
	NECESSARY RESOURCESRow7: Advisor performance report
	ACCOUNTABLE PERSONSRow7: Kayla and advisors
	EXPECTED RESULTRow7: An increase to awareness of money left on the table
	START END  CHECK POINT DATESRow7: 9/1/2021, review weekly
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: I will monitor through reports accesible by myself as well as the advisors so they can monitor their progress as well.  There will be daily, weekly and monthly checks.  Daily checks to make sure if their are any adjustments that need to be made to the plans that we address the issues, weekly and monthly checks to ensure that this is an attainable goal as well as adjust further up to push the advisors to their full potential.
	A_2: Advisors not following through with processes put into place.

Customer pushback on price increase.

If our repair rate is not high enough for a substantial warranty labor rate increase (Nissan only goes off repair labor rate)

Advisors being order takers instead of advising customers on needs on their vehicle
	A_3: Advisors will need to have an understanding of why these processes have been put in place.

Building value into the repairs presented. Adding value to the things we do as a courtesy to customers.

Monitoring the repair orders to ensure consistency on pricing.

Menu set up and running on the interval services with packaged pricing
	R: If we compare the month of June to the the month of September, if our goals are met (same billed hours, techs at 96% efficiency), our sales will increase by $31786 ($95 ELR), our gross will increase by $27790 (76%) which will in turn increase our overall profit to 24%, bringing fixed absorption from 63% to 70%
	S: Consistency is key.  Holding the advisors accountable for the repair orders they write and monitoring the data at least weekly.  If they know the numbers are being watched consistently, it does not give them a chance to backslide.


