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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



3©2021 National Automobile Dealers Association. All Rights Reserved.

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
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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: I want to improve my fixed absorption from 46.5% to 56% by the end of the year. 
	2020 National Automobile Dealers Association All Rights Reserved: Currently, my used car department is contributing more than half of my total absorption. The current market conditions will not last forever, and I want to be well positioned when used car sales decline. By improving my fixed absorption, the parts and service departments will relieve expense obligation of my variable operations. My new car department will make money on the first car they sale!
	SPECIFIC ACTION STEPRow1: Maintain over 76% gross profit margin on labor sales
	NECESSARY RESOURCESRow1: Proper work mix & proper work dispatching. Monitor via DMS daily report.
	ACCOUNTABLE PERSONSRow1: Service Manager
Service Advisors
	EXPECTED RESULTRow1: Continue holding current gross (76%)
	START END  CHECK POINT DATESRow1: Start immediately and check daily
	SPECIFIC ACTION STEPRow2: Increase internal labor rate & parts pricing to CP rates.
	NECESSARY RESOURCESRow2: Change pricing strategy in DMS.
	ACCOUNTABLE PERSONSRow2: Service Manager
Parts Manager
	EXPECTED RESULTRow2: Additional gross income
	START END  CHECK POINT DATESRow2: Start immediately and continue moving forward.
	SPECIFIC ACTION STEPRow3: Improve HRs per RO by .3
	NECESSARY RESOURCESRow3: Proper MPVI and additional labor/parts sales. Maximize opportunities with service clients.
	ACCOUNTABLE PERSONSRow3: Service Techs
Service Advisor
Service Manager
Parts sales
Parts Manager
	EXPECTED RESULTRow3: Add additional labor and parts sales on each vehicle serviced.
	START END  CHECK POINT DATESRow3: Start now. Monitor daily via repair order review.
	SPECIFIC ACTION STEPRow4: Parts delivery to techs.
	NECESSARY RESOURCESRow4: Parts runner.
	ACCOUNTABLE PERSONSRow4: Parts Manager
Parts Runner
	EXPECTED RESULTRow4: Decrease lost productivity by techs at parts counter.
	START END  CHECK POINT DATESRow4: Begin by March 1. Monitor daily. Parts process moving forward.
	SPECIFIC ACTION STEPRow5: Pre load vehicles in tech stalls in mornings. 
	NECESSARY RESOURCESRow5: Existing Porter
	ACCOUNTABLE PERSONSRow5: Service Porter
Service Advisor
Service Manager
	EXPECTED RESULTRow5: Decrease lost productivity by techs.
	START END  CHECK POINT DATESRow5: Start immediately. Monitor daily & make this the process moving forward.
	SPECIFIC ACTION STEPRow6: Extend Saturday hours in parts and service.
	NECESSARY RESOURCESRow6: Staff
	ACCOUNTABLE PERSONSRow6: Service Manager
Parts Manager
	EXPECTED RESULTRow6: Provide convenient hours for customers. Increase service volume.
	START END  CHECK POINT DATESRow6: Begin March 1.
	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 can track our overall progress using the financial statement. Using my fixed department gross and our overhead expenses. This can be done on a monthly basis. Daily we can review ROs, monitor tech proficiency, MPVI upsells, and gross retention. Management can use these daily reviews to provide feedback to techs and advisors.
	A_2: Labor Gross below 76%


Incomplete MPVI


Push back on extending hours

Parts staff/ runner
	A_3: Adjust pricing, Adjust work mix, Insure proper Tech working on proper job

Pay tech for MPVI/ spiff techs & Advisors for upsale. Use MPVI videos.

Creative scheduling ie.. 4/10 work week/ Shifts

Utilize parts delivery driver/ service porter/ counter person
	R: If we simply improve our HRs per RO by .3, that would result in an additional $17k per month in labor sales, which would provide $13k in additional service gross and $5k in additional parts gross! (based on 1-1 parts/labor ratio) This $18k in gross moves my absorption to 52%
	S: I believe we have to inspect what we expect. By reviewing proficiency, ROs, and advisor/ tech performance daily we can hold everyone accountable. We need to FOCUS on these simple and perceived “little things” and we will see a big impact on the bottom line.


