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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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that sƉeciĮc actions or steƉs ǁill Ǉou taŬe to accomƉlish Ǉour goal͍  that ǁill Ǉou do diīerentlǇ 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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Wotential Kbstacles͍ Wotential ^olutions͍

�KddKD >/N�͊ that is the Įnancial imƉact ;eǆƉressed in dollarsͿ oĨ achieving Ǉour goal͍

R

,oǁ ǁill Ǉou tracŬ Ǉour Ɖrogress͍ there ǁill Ǉou Įnd the inĨormation͍ ,oǁ oŌen ǁill Ǉou checŬ in͍ 
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�KN'RAdh>Ad/KN^͊ zou͛ve accomƉlished Ǉour goal͊ zou added or adũusted Ɖolicies͕ Ɖrocedures͕ and 
behaviors. Noǁ ǁhat͍ ,oǁ ǁill Ǉou ensure Ǉou and Ǉour staī do not Ĩall bacŬ into the Ɖrevious habits 
that Ɖroduced Ɖoor results͍ �e sƉeciĮc.
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SERVICE OPERATIONS HOMEWORK – ACTION PLAN


	How does this goal align with or support your dealers vision: I want to increase our Service Advisor performance to net 10% by Jan. 31, 2022.
	2020 National Automobile Dealers Association All Rights Reserved: This aligns with our dealer's vision in numerous ways.

1. Makes the Service dept. profitable
2. Provides better customer service for our guests (extended service hours, MPVI's done 100% of the time, faster service, etc)
3. Puts more money in our techs/advisors pockets by increasing their hours sold/billed. 

If we don't get this under control we depend on other departments to carry the load. Especially variable since Parts/Service depts. are so dependent on each other for business. Variable sales are highly volatile in today's market so we need consistency from the Service dept. to drive profitability for the store. 

This goal is important to me because it is time for the Service Dept. to carry their fair share of the load at the dealership. They've been working a cupcake schedule. (M-F 8-5) way too long while our guests are going to the indepent shops who have extended hours. Getting our Advisors to net 10% will increase Fixed Absorption and allow variable sales to apply more money to the bottom line. 
	SPECIFIC ACTION STEPRow1: Open on Saturdays to match Sales Dept. hours (9:00-3:00)
	NECESSARY RESOURCESRow1: Updated online hours and perhaps some advertising to announce new hours
	ACCOUNTABLE PERSONSRow1: Service Manager
General Manager
	EXPECTED RESULTRow1: Flexible schedule for our guests
	START END  CHECK POINT DATESRow1: Start Dec. 1, 2021
Ongoing Check dates
	SPECIFIC ACTION STEPRow2: Open later on Mondays/Thursdays to match Sales Dept hours (9:00-8:00)
	NECESSARY RESOURCESRow2: Updated online hours and perhaps some advertising to annouce new hours
	ACCOUNTABLE PERSONSRow2: Service Manager
General Manager
	EXPECTED RESULTRow2: Flexible schedule for our guests
	START END  CHECK POINT DATESRow2: Start Dec. 1, 2021
Ongoing Check dates
	SPECIFIC ACTION STEPRow3: MPVI's done 100% of the time 

	NECESSARY RESOURCESRow3: Video messaging tool for techs to use
	ACCOUNTABLE PERSONSRow3: Service Manager
Service Advisors
Service Techs
	EXPECTED RESULTRow3: More line items per R.O. 
Better customer experience - increased retention
	START END  CHECK POINT DATESRow3: Oct. 1, 2021. Check Weekly with reporting provided by GM that tracks MPVI %
	SPECIFIC ACTION STEPRow4: Hire a Service Porter 
	NECESSARY RESOURCESRow4: New Hire - Need someone in the shop running parts and getting jobs lined up for techs
	ACCOUNTABLE PERSONSRow4: Service Manager
	EXPECTED RESULTRow4: Will make techs more efficient by keeping them at their stations
	START END  CHECK POINT DATESRow4: Oct. 4, 2021 - we already have this person lined up. Orientation on Oct. 4, 2021
	SPECIFIC ACTION STEPRow5: Change parts counter process to where parts are delivered to techs
	NECESSARY RESOURCESRow5: Need parts on hand and buy-in from the counter personel to run parts to techs
	ACCOUNTABLE PERSONSRow5: Service Manager
Parts Manager
	EXPECTED RESULTRow5: Will make techs more efficient by keeping them at their stations
	START END  CHECK POINT DATESRow5: Oct. 1, 2021
Check weekly
	SPECIFIC ACTION STEPRow6: Implement video MPVI's 
	NECESSARY RESOURCESRow6: Quickpage or Covideo messaging app. 
	ACCOUNTABLE PERSONSRow6: Service Manager
Service Techs
	EXPECTED RESULTRow6: Build trust and add value by sending video MPVI's to guest. Will increase jobs sold
	START END  CHECK POINT DATESRow6: Nov. 1, 2021. 
Ongoing check points weekly/monthly.
	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 track the daily activities (parts counter process, MPVI’s, extended hours) on a weekly/monthly basis. 

Net 10% goal will be tracked monthly by reviewing the finanical statement with my Service Manager. We need to be selling about $114,000 / month ($38,000 per advisor) 

We can also track MPVI's in GM Global Connect's “Service Smarts" tool. It drills down the data to show who is doing them and who is not. 
	A_2: Getting service techs to buy-in on sending video MPVI’s

Getting all service/parts staff on board with extending hours to match Sales Dept. hours
	A_3: Spiffs for the the employees who sell the most services with video messaging. 

Flexible scheduling options / swing shifts
	R: Based on current expenses of $70,040 this would add an additional $43828 to net profit each month. 
	S: We will perform daily / weekly 1-on-1's with the advisors just like we do in the Sales Dept. to track progress. Advisors will know their numbers - i.e. how many hours they need to sell each day, how many dollars per R.O. need to be sold in order to achieve their daily/weekly/monthly goal. We will put a white board in the Service Manager's office with stats updated daily. 


