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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



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

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: I will increase my shop proficiency from 100.6% to 103.6% by 9.1.2023
	2020 National Automobile Dealers Association All Rights Reserved: Our dealers vision includes profitablilty and achieving this goal would make us more profitable.



Using the " 6 minute rule " calculation sheet this increase fixed operations gross profit by $510,000. per year

Having the shop turn more hours will also increase shop morale by making the techs paychecks bigger.

The service advisors will also benefit financially from additional sales as well as management and ownership.



If we don't increase profiablity by increasing proficiency we will see an accelerated decline in profits. Expenses always go up. This will have a negative effect on morale for the service department as people see this in their personal lives as well. Everyone needs to make more money. Stagnation in hours produced can also drive good tech and advisors away from our dealership becasue of this decline.



This goal is imporatant to me personally because it's a benchmark of a well run service department. As a fixed operations director this is a direct reflection on my management and performance. I started in this industry washing cars and went to school to be a technician. To oversee a service department that is profitable and the techs are turning great hours at good GP% and control expenses is the magic. Plus I make more money when the department is more profitable. :)
	SPECIFIC ACTION STEPRow1: Bi-Montly calculation

Total billed hours devided by total available hours. 
	NECESSARY RESOURCESRow1: TAB B of 2023 FO Workbook
	ACCOUNTABLE PERSONSRow1: Al Peterson
	EXPECTED RESULTRow1: Slow improvements over the weeks. Probably will go back and forth.
	START END  CHECK POINT DATESRow1: Start 6.1.23

Bi-Montly checks

End 9.1.2023
	SPECIFIC ACTION STEPRow2: Indentify 5 lowest prducing techs
	NECESSARY RESOURCESRow2: Payroll Time Cards

Tech RTH report in CDK

YTD data 
	ACCOUNTABLE PERSONSRow2: Jon Bittner
	EXPECTED RESULTRow2: Isolate 5 lowest proficiency producers.
	START END  CHECK POINT DATESRow2: 6.1.2023 start

6.5.2023 End
	SPECIFIC ACTION STEPRow3: Goal Meeting with 5 lowest producers. Goal is 1.7 hours per day increase for this group. All things equal this would get us there if achieved.
	NECESSARY RESOURCESRow3: Data compiled from pervious steps
	ACCOUNTABLE PERSONSRow3: Josh Hines SV MGR

Ricardo Carrera Shop Foreman
	EXPECTED RESULTRow3: No movement
	START END  CHECK POINT DATESRow3: 6.1.2023
	SPECIFIC ACTION STEPRow4: Daily hours check ins with these 5. More shop foremen supervision and help
	NECESSARY RESOURCESRow4: RTH report in CDK and time cards
	ACCOUNTABLE PERSONSRow4: Ricardo Carrera shop foreman
	EXPECTED RESULTRow4: gradual movement 
	START END  CHECK POINT DATESRow4: 6.1.2023 to 9.1.2023
	SPECIFIC ACTION STEPRow5: Weekly review of positive movement 
	NECESSARY RESOURCESRow5: RTH report and time cards
	ACCOUNTABLE PERSONSRow5: Ricardo Carrera and Josh Hines
	EXPECTED RESULTRow5: positive movement
	START END  CHECK POINT DATESRow5: 6.12.2023 and weekly from that point on.
	SPECIFIC ACTION STEPRow6: Posting individual tech profiency for all to see in shop YTD
	NECESSARY RESOURCESRow6: RTH report and time cards
	ACCOUNTABLE PERSONSRow6: Jon Bittner
	EXPECTED RESULTRow6: 6.1.2023
	START END  CHECK POINT DATESRow6: 6.1.2023 and monthly
	SPECIFIC ACTION STEPRow7: Contest- Tech with Highest % proficieny improvement for 3 month rolling average gets $500
	NECESSARY RESOURCESRow7: RTH report and time cards
	ACCOUNTABLE PERSONSRow7: Jon Bittner
	EXPECTED RESULTRow7: gradual movement
	START END  CHECK POINT DATESRow7: 6.1.2023 and weekly from then to 9.1.2023
	SPECIFIC ACTION STEPRow8: goal acheived
	NECESSARY RESOURCESRow8: TAB B calculation done
	ACCOUNTABLE PERSONSRow8: Al Peterson
	EXPECTED RESULTRow8: go to Arby's for beef and cheddar 
	START END  CHECK POINT DATESRow8: 9.1.2023
	A: I will track the progress usinig the TAB B calculations in conjunction with the DMS reporting

Service advisor closed RO performance reprort, RTH report, Time Cards, Payroll, Financial Statement.

I will look at this Bi Montly and do the calculatoins on that basis. I will also check in with the managment weekly on how it's going.
	A_2: 1.Techs not buying into program



2. Managers and Foremen losing steam



3. Not enough work in the shop



4. Time card manipulation. ( punching out and finishing the job to make the numers look better )
	A_3: 1.The Grind of Management-Consistantly explaining how they are part of the lowest producers and we want them to make more money. Work with them inividually on work habits and flow giving them the tools to win.



2. Show Josh and Ricardo how to do this and then watch them do it.



3. Make sure shedule is correct and not manipulated



4. Monitor time cards on approval days to see if there is a drastic swing
	R: Based on the 6 minute calculating sheet from class the increse in fixed GP would be $510,000.00 per year.

This equates to turning an extra 15 minutes per tech per day for a year.
	S: After achieveing the goal for the 5 guys I'd like to take them out to diner with their significant others as a thank you. Also we would need to keep this level of managment up so as not to go backwards. Once we we are at the 103.6% I'd like to rinse and repeat until we get to guide of 125% 


