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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: Reduce YTD service advisor compensation (P3 L19,20,&26) as a percentage of department gross (P3 L2) from 29% to 15% by August 1, 2025.  
	1_2: Fixed absorption will improve and both the department and the company will be in  better financial positions, which gives us more capital to invest in other areas of the business.
	1_3: Advisors compensation continues to be disproportionate to to department gross, which isn't sustainable long-term and puts financial pressure on the department and the company. 
	When will you start: September 1, 2024
	1_6: 1. Monitor comp as a % of gross monthly within the first 10 days of each month using MTD service advisor compensation (P3 L19,20,&26) as a percentage of department gross (P3 L2). 2. Re-evaluate shop capacity on November 30, 2024, February 28, 2025, and May 31, 2025 to determine if we are still on track and if advisor goals need to change. 
3.If no significant progress (>3.5% every 3 months as dated above), advisors and advisor pay plans will be evaluated with Service Manager and GM to determine if advisors need to be replaced or pay plans need to change. `
	1_8: The Controller, GM, and Service Manager can help me. 

Actions: 
1. Meet with Controller to understand how compensation and gross are mapped into the GL and determine if we need to make changes.
2. Meet with Service Manager to determine (a) shop capacity and what our daily and weekly appointment schedule should look like; (b) our total monthly sales goal based on capacity; (c) a monthly sales goal for each advisor that's in line with our end goal. 
3. Use the information gained from meeting the Controller and Service Manager to draft a pay plan that will incentivize the advisors to meet their monthly sales goals. 
4. Meet with GM to review the pay plan draft and make any necessary changes. 
5. Implement the pay plan and review advisor performance monthly with Service Manager and advisors. Adjust when necessary. 
	1_9: 1. Construction - lack of shop capacity
2. Pushback from GM & Service Manager
3. Pushback from employees
	1_11: 1. Monitor technicians to help ensure we're operating at full capacity for the lifts/bays we have available
2. Show them the numbers and how the change will affect the dealership and their department including the ability to hire more and better qualified individuals
3. Show them the numbers they need to hit to be at the pay rate they're aiming for. If they can't achieve it, we likely need to find more qualified replacements. 


