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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: My goal is to raise our fixed absorption from 20.76 percent to 26 percent by 12/31/2021.  We obviously want to get this about guide but we need to have set goals that can be reached and continue this practice in steps. 
	2020 National Automobile Dealers Association All Rights Reserved: Being more profitable in a department always satisfies the dealer.  In my case were trying to be profitable again. Fixed absorption being lined up with nada guide is huge for our dealership because we are located in a crazy new car market.  We have 6 chevrolet dealers within 25 min of our location and several more within 40 min.  The race to the bottom will be back again at some point.  For us not having to rely on new cars for new cars for profit is huge.  Thats why working on fixed absorption is important to us. We want to see the new car department gross the be a bonus for the dealership.  By not hitting this number the consequence will once again be to rely on other departments to carry the dealership.  For me its important because I look at our composites in our nada 20 group and we are generally last or near last.  I am a competitive person and I don't like sucking at anything to be honest.  I know my controller gets sick and tired of being at the bottom of the list as well.  The service department might not be the part of the dealership I am fully vested in but my pride takes over and I want us to be strong in all areas.  
	SPECIFIC ACTION STEPRow1: Replace service manager
	NECESSARY RESOURCESRow1: Statement and composite for monitor expenses.  
	ACCOUNTABLE PERSONSRow1: Mike and Jon will be accountable.  They will be the manager and service coordinator.  
	EXPECTED RESULTRow1: Large salary will be removed lowering expenses and process will be put in place.  
	START END  CHECK POINT DATESRow1: Oct 1st.  Monitor results Monthly by checking statement and setting goals within the composite
	SPECIFIC ACTION STEPRow2: multi point vehicle inspections
	NECESSARY RESOURCESRow2: document checklist
	ACCOUNTABLE PERSONSRow2: techs
	EXPECTED RESULTRow2: Raise the hours per ro and sell more services.  
	START END  CHECK POINT DATESRow2: Oct 1st, must monitor daily.  
	SPECIFIC ACTION STEPRow3: Service advisor customer walk around
	NECESSARY RESOURCESRow3: service advisor with ipad making recommendations.
	ACCOUNTABLE PERSONSRow3: Service advisor and managers
	EXPECTED RESULTRow3: To make a smoother better customer experience.  Build relationship and add trust by showing customers issues.
	START END  CHECK POINT DATESRow3: Oct 1st, again monitor it daily.  
	SPECIFIC ACTION STEPRow4: Add quick lube techs
	NECESSARY RESOURCESRow4: hireology website, social media, and our employess, schools, etc.
	ACCOUNTABLE PERSONSRow4: All managers are accountable for this.  
	EXPECTED RESULTRow4: having more techs will let us limit overtime which will help profits.
	START END  CHECK POINT DATESRow4: We do this daily and will monitor weekly.   
	SPECIFIC ACTION STEPRow5: Work with used car department to keep internal repairs high as possible. 
	NECESSARY RESOURCESRow5: Lots of stuff, use internet for buy used parts, to build cars for less, look at outside vendors for off brand items to save money if need be. 
	ACCOUNTABLE PERSONSRow5: GSM and service manager must work with each other and communicate.
	EXPECTED RESULTRow5: to build 9/10 cars in a safe way that we can all be profitable on
	START END  CHECK POINT DATESRow5: We look at this daily.  Service manager and myself talk daily.  no car gets build without my permission.
	SPECIFIC ACTION STEPRow6: Try to increase time per ro.
	NECESSARY RESOURCESRow6: State inspections should give us more opportunity to sell customers services. Emmisions is more added opportunity.
	ACCOUNTABLE PERSONSRow6: Techs and quicklube advisor along with service manager.
	EXPECTED RESULTRow6: Increasing time per ro will increase profit. More time we sell the more opportunity we have to make more profit.
	START END  CHECK POINT DATESRow6: This needs to be monitored daily.  And compared monthly to previous months.  
	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: 1st we will set some goals up in the nada composite to monitor and track our results monthly.  We will also watch other areas like our statement and compare expenses and profits.  Continue with our 20 group meeting and study areas of weakness that need to be looked at.  
	A_2: The number one obstacle  is always people.  Nobody likes change.   Especially when your comfortable in your ways.  Also some customers will give you a hard time because there not used to you going over this much with them.  
	A_3: Working on process will create a better customer experience.  How many times does a customer come in for  a recall and there car inspection is up and they have to come back a second time or vice-versa. Lets do it right the first time.  
	R: Removing our old service manager will change our net profit of (8778) to a positive 6222.  If we can increase our gross from 94507 to 107200 we will be at 26% fixed in service and will show a profit of around 19k a month instead of loosing 10k a month.  
	S: We need to change some payplans.  New service coordinator is paid on gross so he will continue to watch things.  Service advisor need updated payplans to focus on gross profit.  Current pay plan involves sales dollars so there more willing to discount services.  Monthly tracking and setting goals is a must.  Once we achieve this we have to aim for the next level and continue to grow. 


