
1©2021 National Automobile Dealers Association. All Rights Reserved.

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

A A

S M T

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 increase the service department's proficiency rate, I will set specific and measurable targets to track progress towards that goal. Some metrics that I will use to measure proficiency in our service department include:



First call resolution rate: This measures the percentage of customer inquiries or issues that are resolved on the first call.



Average handle time: This measures the average duration of customer interactions, including the time it takes to resolve an issue.



Customer satisfaction score: This measures the level of satisfaction that customers have with the service they received.



Now that I have identified the metrics that I want to track, I will set set a target rate for each metric and a timeline for achieving those targets. It will also be helpful to identify areas where my service department can improve, such as training or technology, and develop strategies to address those areas. I will monitor regularly and ask for feedback that can help us stay on track towards achieving my goal of increasing the service department's proficiency rate. 



My goal to achieve this will be 60 days from the day it is fully implemented.
	2020 National Automobile Dealers Association All Rights Reserved: In general, improving the proficiency rate of a service department will align with our dealer's vision of providing excellent customer service and enhancing customer satisfaction. By improving the speed and quality of service provided to customers, my dealership can increase customer loyalty and retention, leading to higher revenue and profitability.



The benefits of achieving the goal of increasing our service department proficiency rate include:



Higher customer satisfaction: Customers are more likely to be satisfied with the level of service they receive if their inquiries or issues are resolved quickly and effectively.



Improved customer retention: Customers are more likely to return to my dealership for future purchases or services if they have had a positive experience with the service department.



Increased revenue: Higher customer satisfaction and retention can lead to increased revenue through repeat business and referrals.



On the other hand, the consequences of not achieving the goal of increasing service department proficiency rate could include:



Lower customer satisfaction: Customers may become frustrated and dissatisfied if their inquiries or issues are not resolved in a timely or effective manner.



Decreased customer retention: Unhappy customers are more likely to take their business to a competitor, leading to decreased revenue and profitability.



Negative word-of-mouth: Dissatisfied customers may share their negative experiences with others, potentially harming my dealership's reputation and ability to attract new customers.



As the person setting the goal of increasing the service department's proficiency rate, there are several reasons why this goal is important to me. Here are a few reasons:



Enhancing customer satisfaction: Improving the proficiency rate of the service department can lead to higher levels of customer satisfaction, which can be personally rewarding and fulfilling.



Increasing productivity and efficiency: Improving proficiency can help to streamline processes and make the service department more efficient, which can make the work environment more enjoyable and less stressful.



Achieving personal and professional growth: Setting and achieving goals is an important part of my personal and professional growth and development, and can help me to build confidence and enhance my skills and expertise in this department.



Contributing to the success of the dealership: Improving the proficiency rate of the service department can contribute to the overall success of the dealership, which can lead to increased job security, opportunities for advancement, and financial rewards.



Ultimately, the reasons why this goal is important to me has a lot to do with my personal and professional goals, motivations, and values. By identifying and staying focused on the reasons why this goal is important to me, I can stay motivated and committed to achieving it.
	SPECIFIC ACTION STEPRow1: Conduct an assessment: Conduct an assessment of the current proficiency rate and identify areas where the service department can improve. This may involve analyzing call logs, reviewing customer feedback, and conducting surveys or interviews with service department staff.
	NECESSARY RESOURCESRow1: Call logs, customer feedback, survey tools, interview guides
	ACCOUNTABLE PERSONSRow1: Service department manager or team lead
	EXPECTED RESULTRow1: Assessment report outlining areas for improvement and recommendations for action
	START END  CHECK POINT DATESRow1: Completed within two weeks
	SPECIFIC ACTION STEPRow2: Develop a training plan: Develop a training plan to address areas where the service department can improve. This may involve providing training on new technology, improving communication skills, or enhancing product knowledge.
	NECESSARY RESOURCESRow2: Training materials, external trainers or consultants
	ACCOUNTABLE PERSONSRow2: Service department manager or designated training coordinator
	EXPECTED RESULTRow2: Training plan with defined objectives, timelines, and accountability
	START END  CHECK POINT DATESRow2: Completed within one month
	SPECIFIC ACTION STEPRow3: Implement technology solutions: Implement technology solutions to improve the service department's efficiency and effectiveness. This may involve upgrading customer service software, implementing chatbots or other AI-powered tools, or providing mobile access to service information.
	NECESSARY RESOURCESRow3: Technology vendors or consultants, IT support
	ACCOUNTABLE PERSONSRow3: IT department or designated project manager
	EXPECTED RESULTRow3:  Implementation plan with defined objectives, timelines, and accountability
	START END  CHECK POINT DATESRow3: Completed within three months
	SPECIFIC ACTION STEPRow4: Monitor and measure progress: Monitor and measure progress towards the goal of increasing proficiency rate on a regular basis. This may involve tracking metrics such as first call resolution rate, average handle time, and customer satisfaction score, and using the results to identify areas where further improvement is needed.
	NECESSARY RESOURCESRow4: Performance metrics, reporting tools
	ACCOUNTABLE PERSONSRow4: Service department manager or designated data analyst
	EXPECTED RESULTRow4: Regular progress reports outlining performance against goals and recommendations for action
	START END  CHECK POINT DATESRow4: Ongoing, with progress reports provided on a monthly basis
	SPECIFIC ACTION STEPRow5: 
	NECESSARY RESOURCESRow5: 
	ACCOUNTABLE PERSONSRow5: 
	EXPECTED RESULTRow5: 
	START END  CHECK POINT DATESRow5: 
	SPECIFIC ACTION STEPRow6: 
	NECESSARY RESOURCESRow6: 
	ACCOUNTABLE PERSONSRow6: 
	EXPECTED RESULTRow6: 
	START END  CHECK POINT DATESRow6: 
	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: By taking these specific actions and steps, I can improve the proficiency rate of our service department and achieve my goal of enhancing customer satisfaction and retention. I will set specific timelines, assign accountability, and measure progress regularly to ensure that we stay on track towards achieving my goal.



To track progress towards the goal of increasing the service department's proficiency rate, I will use a combination of metrics and data sources to provide a comprehensive picture of the department's performance. Here are some ways that I will track progress:



1. Performance metrics: We will establish a set of key performance indicators (KPIs) to track progress towards the goal of increasing proficiency rate. Some potential KPIs might include first call resolution rate, average handle time, customer satisfaction score, and service level agreement (SLA) compliance rate.

2. Call monitoring: I will have our team conduct regular call monitoring and quality assurance checks to ensure that service department staff are meeting the desired proficiency standards.

3. Customer feedback: Collect customer feedback regularly to gauge satisfaction levels and identify areas for improvement. This can be done through surveys, feedback forms, or online review sites.

4. Staff feedback: Solicit feedback from service department staff to identify any barriers to proficiency and gather suggestions for improvement.



I will use various resources for tracking progress, including call logs, customer feedback surveys, quality assurance reports, and staff feedback forms. It will also be helpful to use a centralized database (CRM) or service dashboard to aggregate this information and make it easily accessible for analysis and reporting.



I will stay on top of progress by checking in on a regular basis. The frequency of check-ins will depend on the specific goals and timelines that I have set, but weekly or monthly check-ins are generally what I would do. During check-ins, I can review performance against KPIs, analyze customer and staff feedback, and identify any areas where further action is needed to improve proficiency rates. This will help me stay on track towards achieving my goals and make any necessary adjustments along the way
	A_2: As with any goal, there are potential obstacles that I may face when working to increase the service department's proficiency rate. Here are some obstacles that I anticipate and how I plan to address them:

1. Resistance to change: Staff may resist changes in processes or technologies that are implemented to improve proficiency. To overcome this, it's important that I communicate the benefits of the changes and involve them in the decision-making process.

2. Lack of resources: I might encounter a lack of resources such as training materials, technology, or staffing. To address this, I  may need to allocate additional resources or reprioritize existing ones to ensure that we have the necessary tools and support to achieve my goal.

3. Limited data or insights: I may encounter challenges in gathering and analyzing data to track progress towards the goal of increasing proficiency rate. To address this, I may need to invest in data analytics tools or work with external consultants to help us gather and analyze the necessary data.

4. Customer expectations: Our customers have very high expectations for service quality and proficiency, which can be challenging to meet. To address this, I will focus our team on improving communication and managing customer expectations through clear and transparent communication.

5. External factors: External factors such as changes in the market, economic conditions, or industry regulations may impact our ability to achieve the goal of increasing the proficiency rate. To address this, I may need to get up to date industry trends and adapt our strategies accordingly.

By anticipating these potential obstacles and developing strategies to address them, I can increase our chances of successfully achieving my goal of improving the service department's proficiency rate.


	A_3: To increase the service department's proficiency rate, there are several potential solutions to consider:

1. Invest in training: Provide staff with the necessary training to improve their skills and knowledge. This may include technical training, customer service training, or soft skills training. By investing in training, I can improve staff proficiency and provide better service to customers.

2. Implement new technologies: Implement new technologies, such as customer relationship management (CRM) systems or call center software, to improve efficiency and streamline processes. This can help staff to work more effectively and provide faster service to customers.

3. Standardize processes: Establish standard processes for handling customer inquiries, complaints, and requests. By standardizing processes, we can ensure that all staff are following the same procedures and provide consistent service to customers.

4. Improve communication: Improve communication channels between staff and customers to ensure that inquiries are handled efficiently and effectively. This may involve improving phone systems, email templates, or chatbots.

5. Monitor performance: Regularly monitor staff performance to identify areas for improvement and provide feedback. This can help staff to improve their proficiency and provide better service to customers.

6. Increase staffing levels: Increase staffing levels to ensure that there are enough staff to handle customer inquiries and requests. This can help to reduce wait times and improve customer satisfaction.

By considering these potential solutions and selecting the ones that are most appropriate for our dealership, we can improve the service department's proficiency rate and provide better service to customers. It's important to evaluate each solution based on its cost, feasibility, and impact on customer satisfaction to ensure that we are selecting the most effective approach.


	R: The financial impact of achieving the goal of increasing the service department's proficiency rate will depend on a variety of factors, including the current level of proficiency, the target level of proficiency, and the specific strategies and solutions implemented to achieve our goals.

However, it's important to note that improving proficiency can have a significant financial impact on our dealership. By improving service efficiency and effectiveness, we can reduce costs associated with staffing, training, and customer complaints. Additionally, improved proficiency can lead to higher levels of customer satisfaction, which can translate into increased customer retention and sales.

To determine the specific financial impact of achieving our goals, I will need to conduct a cost-benefit analysis that takes into account the expected costs and benefits of implementing the solutions outlined earlier. My analysis will include estimates of the costs associated with implementing these solutions, the potential savings from improved efficiency and reduced customer complaints, and the potential revenue gains from increased customer satisfaction and retention.

Ultimately, the financial impact of achieving the goal of increasing the service department's proficiency rate will depend on the specific circumstances of our service department. However, by improving proficiency, we can expect to see significant financial benefits in the form of cost savings, revenue gains, and increased customer satisfaction and retention.


	S: To ensure that the service department does not fall back into previous habits that produced poor results, it's important for us to implement sustainable solutions that address the root causes of the issues. Here are some specific steps that we can take:

1. Establish clear processes and procedures: Create clear processes and procedures for handling customer inquiries, complaints, and requests, and ensure that they are documented and regularly reviewed. This will help to ensure that staff understand their roles and responsibilities, and that everyone is following the same procedures.

2. Provide ongoing training and development: Provide ongoing training and development opportunities for staff to help them continue to improve their skills and knowledge. This may include technical training, customer service training, or soft skills training.

3. Monitor performance and provide feedback: Continuously monitor staff performance and provide feedback on areas for improvement. Regularly review performance metrics and share them with staff, and recognize and reward staff who demonstrate excellence in their work.

4. Encourage a culture of continuous improvement: Encourage staff to share ideas and suggestions for improving processes and procedures, and regularly review and incorporate feedback into the service department's operations. Foster a culture of continuous improvement and celebrate successes.

5. Hold staff accountable: Hold staff accountable for their performance and ensure that everyone is held to the same standards. This will involve setting clear expectations, establishing performance metrics, and conducting regular performance reviews.

By implementing these steps, I can help to ensure that the service department continues to improve and that staff do not fall back into previous habits. It's important to establish a culture of excellence and continuous improvement, and to provide the necessary resources and support to help staff succeed. Regularly review progress and adjust strategies as needed to ensure that the service department is meeting its goals and providing the best possible service to customers.




