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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: Our goal at Wes Finch Auto Plaza will be to increase our fixed absorption rate from 45% to 55% by 12/31/2022.
	2020 National Automobile Dealers Association All Rights Reserved: Profit is always a main goal at any dealership. One piece of the major puzzle that often goes under-considered when it comes to profit is service absorption. The benefits of achieving this goal would put us much closer to minimum guide at 60% fixed absorption. Having service cover more of their expenses means more profit opportunity for the dealership as a whole, as well as the potential for a more competitive sales department to sell more cars at a faster turn. More vehicle sales drive more opportunities for an efficient F&I department to sell more products. High service absorption, more vehicle sales, and higher gross F&I profit combine to generate more operating profit. 

If we were to not achieve this goal or better, continuing to have a low absorption rate means that our dealership will continue to be overly reliant upon sales and F&I to be profitable. A dealership with an absorption rate such as ours will likely be operating at a loss if sales and F&I were to drop, and that is especially scary in the market climate that we are living in today. 
	SPECIFIC ACTION STEPRow1: Write more RO's at higher amounts
	NECESSARY RESOURCESRow1: Time, more asks for the sale.
	ACCOUNTABLE PERSONSRow1: Service Director, 2 service advisors, 2 parts employees
	EXPECTED RESULTRow1: based on the 533 RO's we did in May, it would only take $9.64 more per RO to reach our goal.
	START END  CHECK POINT DATESRow1: August 1st start date, check-in each month end, end 12/31/2022.
	SPECIFIC ACTION STEPRow2: Focus majorly on getting the inventory units in and out of service & selling hours here.
	NECESSARY RESOURCESRow2: some overtime for the technicians, asks for the sale, more inventory units.
	ACCOUNTABLE PERSONSRow2: Service Director, 2 service advisors, 2 parts employees, sales managers.
	EXPECTED RESULTRow2: turning our inventory thru service faster - volume & more sales by volume.
	START END  CHECK POINT DATESRow2: August 1st start date, check-in each month end, end 12/31/2022.
	SPECIFIC ACTION STEPRow3: Selling more VSC's in the F&I department to retain more serivice/sales customers
	NECESSARY RESOURCESRow3: trainer, asking for the sale.
	ACCOUNTABLE PERSONSRow3: Sales managers, F&I manager.
	EXPECTED RESULTRow3: Customers that purchase a VSC from the selling dealership are more likely to return for service.
	START END  CHECK POINT DATESRow3: August 1st start date, check-in each month end, end 12/31/2022.
	SPECIFIC ACTION STEPRow4: Service advisor training for the sale & phone skills.
	NECESSARY RESOURCESRow4: trainer, asking for the sale.
	ACCOUNTABLE PERSONSRow4: Service Director, 2 service advisors
	EXPECTED RESULTRow4: It will make the advisors more confident while asking for the sale/on the phone.
	START END  CHECK POINT DATESRow4: August 1st start date, check-in each month end, end 12/31/2022.
	SPECIFIC ACTION STEPRow5: Making sure the right tech is performing the right job.
	NECESSARY RESOURCESRow5: 
	ACCOUNTABLE PERSONSRow5: Service Director, 2 service advisors, technicians.
	EXPECTED RESULTRow5: high dollar techs should pass any competitive job to a lower dollar tech.
	START END  CHECK POINT DATESRow5: August 1st start date, check-in each month end, end 12/31/2022.
	SPECIFIC ACTION STEPRow6: Evalutate expenses - make sure there isn't anything that isn't completely necessary.
	NECESSARY RESOURCESRow6: time to sift thru bills and assess priority and necessity, etc.
	ACCOUNTABLE PERSONSRow6: Dealer Principal, Service director, parts manager.
	EXPECTED RESULTRow6: see where we can cut expenses to level out absorption.
	START END  CHECK POINT DATESRow6: August 1st start date, check-in each month end, end 12/31/2022.
	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 do a check-in at the end of each month to see where we ended up as far as RO's, expenses and gross in the month. The financial statement would be the best place to look and I would also plan to use the workbook we were given in class to figure most of the data needed to assess our improvement the fastest!
	A_2: With the market being so volatile, not being able to purchase inventory vehicles at the rate needed to increase absorption. 

Loss of a technician, parts employee or advisor.

Used and new car sales plummeting and the dealer losing money because absorption wasn't improved quick enough.


	A_3: Pay more for the vehicles, hope that we make up in F&I and recon them to get us thru a rough time.

Hire two to one. Hire a couple low dollar techs if you need, too. I know that would increase expenses, but it should increase sales/profit as well. 

Increasing absorption :)
	R: $25,680.20 more in fixed gross profit if absorption is raised by 10% by 12/31/2022.
	S: The goal should be to improve slowly - such as this - every 5-6 months. I don't think the goal of improving by 10% is lofty every 5 months. Watching over numbers each month and talking about it often will help make sure the goal is reached and always something we need to strive for.


