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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
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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 ramp up facility utilization culminating in a 10% increase for 2023. 
	2020 National Automobile Dealers Association All Rights Reserved: Our service department has an excellent effectiveness rating with BMW, but a large percentage of that is comprosed of vehicles that did not originate with our dealership. The sales department has grown steadily since 2018 giving us more opportunity to service our own clientele. This is consistent with our ownership's vision. Since we have already maximized our labor rates and parts reimbursment we need to service more vehicles. A 10% increase in facility utilization would increase our gross profit by over $788,000 per year and we are holding just over 76% profit so that would begin to change the landscape. The main consequence of remaining at our current facility utilization is lost opportunity, revenue and growth potential. It is important to increase profit, but equally important to increase our market share to facillitate growth in all departments. It is also important to provide additional income opportunities to our employees.
	SPECIFIC ACTION STEPRow1: Begin to actively market to our client base the fact that we can maintain ALL makes and models.
	NECESSARY RESOURCESRow1: email blast, social media content, TV's throughout the dealership and table tents
	ACCOUNTABLE PERSONSRow1: Marketing Coordinator, marketing manager, service manager, general manager
	EXPECTED RESULTRow1: Increase in off brand clients in shop
	START END  CHECK POINT DATESRow1: Marketing efforts to begin in May and gauge progress quaterly
	SPECIFIC ACTION STEPRow2: Market a comparrison between outside service vendors and us (the OEM)
	NECESSARY RESOURCESRow2: email blast, social media content, TV's throughout the dealership and service perks for those who purchase from us
	ACCOUNTABLE PERSONSRow2: Coordinator, marketing manager, service manager, general manager
	EXPECTED RESULTRow2: Increase percentage of people who buy AND service here. Also, become the servicing dealer for all household vehicles
	START END  CHECK POINT DATESRow2: begin in May and gauge progress quaterly
	SPECIFIC ACTION STEPRow3: Continue to grow our used car department to facillitate internal work and incremental service business
	NECESSARY RESOURCESRow3: continued ability tp purchase used vehicles for inventory, committment to certify additional vehicles
	ACCOUNTABLE PERSONSRow3: used car manager, used car buyer
	EXPECTED RESULTRow3: Increase in internal work and additional revenue. We will also be increasing our internal rate.
	START END  CHECK POINT DATESRow3: continuation of what we have already started. Check May numbers and on a monthly basis going forward
	SPECIFIC ACTION STEPRow4: Service introduction with every vehicle sold in the sales department
	NECESSARY RESOURCESRow4: willing salespeople
	ACCOUNTABLE PERSONSRow4: sales managers and service advisors
	EXPECTED RESULTRow4: incremental sevice business
	START END  CHECK POINT DATESRow4: start immediately and check with service advisors weekly to see if clients are being walked over
	SPECIFIC ACTION STEPRow5: Empower our scheduling coordinator and advisors to fill the shop.
	NECESSARY RESOURCESRow5: Increased ability to shuttle clients around, communication between shopforemen and advisors
	ACCOUNTABLE PERSONSRow5: shop foremen, schedulig coordinators, service assistant manager and service manager
	EXPECTED RESULTRow5: additional hours of work performed daily
	START END  CHECK POINT DATESRow5: check schedule every morning and later in the day. Check weekly to see impact.
	SPECIFIC ACTION STEPRow6: Hire 2 additional technicians 
	NECESSARY RESOURCESRow6: we have a few open bays. Additional marketing should necessitate 1-2 more technicians. better careers page, continue with our employee referral program, etc.
	ACCOUNTABLE PERSONSRow6: service manager, HR manager to hire
	EXPECTED RESULTRow6: an additional 2000-4000 hours annually. That could account for our 10% increase.
	START END  CHECK POINT DATESRow6: Immediately start looking for the right person. Shoot for 2 more by December
	SPECIFIC ACTION STEPRow7: Concentrate on better/more video MPU's, resulting in fewer one line RO's
	NECESSARY RESOURCESRow7: sales training for service advisors, 100% participation from techs
	ACCOUNTABLE PERSONSRow7: service advisors, service assistant manager and manager
	EXPECTED RESULTRow7: Increase in hours sold
	START END  CHECK POINT DATESRow7: Start immediately. Gauge progress monthly
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: I will get the initial marketing completed along with the appropriate parties.  I will also speak with my service manager, shop foreman and scheduling coordinator to access any holes in our schedule and figure out how we can bring more work in on a daily basis, then I will continue to track daily hours every morning. I can do this in our appointment system and the DMS. Sales advisors will get back to service introductions and I will hold them accountable. I will work with my service manager to scrutinize RO's, broken down by advisor, so that we can access weaknesses and strengths and train accordingly. Same with MPU videos. Also, immediate change in internal labor rate. The information is easily accessible and I will check hours and loaners daily. Imcremental growth can be tracked quaterly, while we will be able to sot a trend withing the first few weeks.
	A_2: TIME. I have to commit to spending more time in the shop, service drive, etc. That is the only way to truly access the daily activities. There may be some difficulty in adding technicians. Improving culture in the shop. Getting my service manager to open up to off brand maintenance.
	A_3: Make this my first priority every day, before I get pulled in different directions. Continue to educate myself on fixed op's so I can be taken seriously. Mitigate adding techs, by keeping our current techs busy and profitable. Start bringing more off brands in the shop and illustrate the positive impact.
	R: Additional marketing, more sales, resulting in additional hours, necessitating 1-2 more technicians would organically increase our sales by 10%, which would be $788680 more than last year and we are holding just over 76% of that. So we would increase our net by almost $600,000, just in service. Not to mention the snowball effect and the incremental increases in all departments. 
	S: Monthly meetings with the appropriate parties where we discuss one or 2 action items, track progress and pivot as necessary. Accountability and consequences for inability or unwillingness to adjust to new processes. Also, taking time to share positive results with associates. Holding people accountable on the spot and correcting the behavior as needed.  The goal is for everyone to see that he/she is making more money and feeling productive and happy at work. That is the best motivator for continued adherence to policies that are making a positive impact.


