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What is your goal? What do you want to achieve? From what metric? To what metric? By what date?

BOTTOM LINE: Benefits of Achieving Your Goal Consequences of Not Achieving Your Goal

When will you start? 

How will you gauge your progress? When? Using which metrics? 

ACTION PLAN 1
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Potential Challenges? Potential Solutions?

What specific actions will you take to achieve your goal? Who can help you?


	1: GOAL - Reduce adjusted cost of labor percentage to increase gross per technician. 

Metric - From 4.28% (YTD AVG.) to 2.5% of labor sales. 

January 31, 2024.

Accomplishing this goal will create a culture of technician development, while having a fiscal impact on the service department’s gross profit. If achieved without the impact of significant additional expenses the gross will fall directly to the bottom line. 


	1_2: - Increase Technician Production from developing hourly technicians.

 - Increasing gross profit per tech and gross profit percentage.


	1_3: Creating an hourly technician culture that struggles to grow, as well as complete work. 



Without improvement this can have a detrementail effect on CSI, in terms of completion times and advisor moral due to missed promised times and longer wait times to get appointments in. 
	When will you start: November 1, 2023
	1_6: 

Monthly 

Adjusted Cost of Labor - Page 32, Column 12 in our 20 Group Book, reviewed at a Production Employee Development Meeting 

Bi - Weekly Dealership Technician Payroll Spread Sheet, Reviewed at Bi - Weekly Payroll Wrap-up Meeting. 

Daily Production Report, Reviewed by Department Managers.




	1_8: I will review YTD production totals per tech with the service managers. Each service manager will develop an action plan for each tech in their shop that is currently below 100% productive. The action plan will focus on establishing following goals for each technician:

-Manufacturer certifications.

-Production hours per day.

-Production % per day. 

-Efficiency % per day. 

-Policy Adjustments per month. 

The managers will then monitor the tech's progress utilizing our daily productivity report. I will monitor the managers’ progress bi-weekly when reviewing technician payroll. A monthly development meeting will take place to review the "What Have We Gained, What Have We Lost" report. This spreadsheet documents the improvement of the technician as it pertains to the following metrics: Labor Sales, Labor Gross, GP%, Production %, Adjusted Cost of Labor, and Policy Adjustments. The numbers will facilitate a discussion on how the tech has either improved or lost ground. Action plans will be adjusted for each under-performing tech by their service manager and the technician training manager. Once the technician achieves three consecutive 100% months with a policy adjustment percentage of 2% or below the tech will graduate from this development program.


	1_9: A focus on increasing productivity can result in an increase in mistakes resulting in policy expense. This in turn can result in a loss of morale and stunted development of the tech. 










	1_11: While reviewing dispatch daily, it will be critical to review jobs that are difficult or are first time attempts by developing techs. When these jobs are complete, the service manager will review the job and the repair with the tech. The service manager or training manager will perform a Final Quality Inspection on the vehicle. If the tech lost time on the job an adjustment to breakeven will be considered based on the results of the final quality inspection and the tech's efficiency while performing the repair.


