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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

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: We have a goal to of 3500(total) + labor hours per month at our Hoover Campus. 
 
We will increase our sold labor hours 30% by 03/31/21. 
	2020 National Automobile Dealers Association All Rights Reserved: The goal of 3500 hours will help  get us to our overall goal of 8500 hours combined. The benefits of achieving the goal are obviously more GP$ and to maintain continuous growth. This growth will increase profitability and offset the additional expense that it takes to operate two campuses. Our current owners never had plans to own the dealership in Hoover. This was part of a "package deal" ( settlement between MB and previous owner) as our current ownership was awarded a point in Birmingham prior to this settlement. Our second location is a $30,000,000 facility that is only 13 miles away from the Hoover location. All Mercedes Benz (new and pre-owned) passenger vehicle sales moved to our Irondale location on June1, 2020. Commercial vehicles (Sprinter) are the only vehicles being sold in Hoover. There have been discussions that operating under one roof may be a better option for the company. The support staff (valets, loaner, car wash) is double the cost when staffing two campuses.. Without continuous growth, shutting down the Hoover campus and a small expansion at the Irondale store will make the most business sense.  I currently oversee both stores and split my time between the two. I have worked at the Hoover store for 21 years. There are several co-workers who were here when I walked through the door. I know that we would not be able to keep all employees if we moved to one location. During the months of August and September (60 days) of this year, I was given the task of analyzing fixed operations at the Hoover Campus. At the end of the sixty days, I was asked to report to our owners the capabilities /expectations for Hoover. I have put my "stamp" that the 3500 hours is an achievable and maintainable goal. I will not fail my team!
	SPECIFIC ACTION STEPRow1: Get Hoover shop  to a  minimum  average of 8.0 hours per tech/ day.
	NECESSARY RESOURCESRow1: RTH reports presented by team leaders at weekly jump start meetings.  
	ACCOUNTABLE PERSONSRow1: Team Leader - must report to shop foreman /service manager reasons for anyone avg less than 8 hours per day.
	EXPECTED RESULTRow1: Avg hours per tech increased. Identify constant non- productive technicians and replace them. 
	START END  CHECK POINT DATESRow1: Start Date:12/08/20
Check Point - daily jump starts.
End date -60day review. 02/24/21.

	SPECIFIC ACTION STEPRow2: Push and train  advisors to get to 3.2 CP hours per RO. This is an MB standard.
	NECESSARY RESOURCESRow2: Review Rap report with advisors and remind them their numbers and goals. Reward with bonus.  
	ACCOUNTABLE PERSONSRow2: Service manager and lane managers.
	EXPECTED RESULTRow2: CP hours increase along with increased GP $. 
	START END  CHECK POINT DATESRow2: Star date : 12/01/20
Perform RO analysis with advisor on weekly basis.

	SPECIFIC ACTION STEPRow3: Reduce discounts.
	NECESSARY RESOURCESRow3: Use incentives and sell value of our services. Complimentary wash,loaner vehicles, and certified technicians are not available at discounted independent shops.
	ACCOUNTABLE PERSONSRow3: Service advisors and lane managers.
	EXPECTED RESULTRow3: Increased effective labor rate. 
	START END  CHECK POINT DATESRow3: Start Immediately with on going check points. Review discounts along with policy on a weekly basis and review with advisors.
	SPECIFIC ACTION STEPRow4: 
	NECESSARY RESOURCESRow4: 
	ACCOUNTABLE PERSONSRow4: 
	EXPECTED RESULTRow4: 
	START END  CHECK POINT DATESRow4: 
	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: Our progress is reviewed daily through a Technician travel report and a Service Advisor travel report. Both reports are updated daily. The information is provided through an RTH (Report Technician Hours) and a RAP (Service Advisor Performance)report. Reports are posted dailyfor team members to review.

	A_2: 1.)  Lack of Consistency - Our processes that we implement must be followed consistently. Never accept " we forgot to do it today".

2.) Commitment / acceptance to change.  Everyone must buy in and be held accountable to our standard. Break up the water cooler conversations addressing negativity and doubt.
	A_3: 1.) Training - proper training for techs and advisors is crucial for confidence and success. 

2.) Monitor and manage shop flow. Be sure there is a good work mix(maintenance /repair) and adjust when necessary. Review appointments two days out to ensure SOP (parts) are there. Call customers for additional info on noise /vibration complaints. 
	R: By reaching our goal of increasing labor sales by 30%, our labor GP$ would increase by $197529 per month.  
	S: Once our goal is met /exceeded we will celebrate our accomplishment. Bonuses and recognition will be used for positive reinforcement. Within 48 hours, our new goal (management will already have this number ) will be posted. We will address any new adjustments or procedures that may be implemented to help accomplish our new goal.


