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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: Increase the Service Department Selling Gross from 59.6% to 62% through May 31, 2025, while maintaining a monthly Selling Gross of at least $200,000 per month.

 

This will involve optimizing pricing, improving labor efficency, reducing unnecessary expenses, and enhancing upselling strategies.


	1_2: -  A 2.4% increase in YTD Selling Gross, will contribute to a more profitable Service Department. This will equate to an average increase of $5,600 selling gross per month or a total increase of $28,000 from January - May 2025. 



- By creating a goal of $200,000 of selling gross per month would have a benefit of an increase in sales, an increase in gross and controlled expenses to ultimately get our service department to a selling gross of $2.4M per year.








	1_3: - Decreased profitability and missed opportunities.



- Inefficiencies increase costs and limit productivity.



- Less ability to cover fixed costs (facilities, salaries, utilities etc.).



- Less room for department growth (hiring the best tallent, training, marketing, new equipment etc.).


	When will you start: January 1, 2025
	1_6: Set weekly meeting with Service manager to review.  I will share monthly objectives with our service manager and meet with him weekly to track the team's progress towards higher selling gross goal. Also, I will establish a stronger monthly budget review to ensure we're on top of our expenses. 



Key Metrics: 

- Daily Sales and Ro Count 

- Gross Profit Percentage

- Departmental Expenses

- Tech Productivity: Clocked hours against turned hours
	1_8: 

- Meet with Dealer Principal and Service Manager to set realistic RO count expectations for each month with a focus on an increase in maintenance, customer pay, and warranty covered repairs. Given our recent labor rate increase, we should strive to increase maintenance and warranty repair work to at least 500 repairs or greater per month. Once monthly goal is set, set a weekly meeting to meet with Service Manager to understand progress.



- Evaluate pay plans with Dealer Principal and Service Manager to understand what percent of our Service Gross should compensation be for all service employees other than flat rate technicians.



- Establish a criteria for issuing out loaner vehicles to customers.



- Work with Accounts Payable to understand what routine service expenses hit in the months of my study and create an estimate on what monthly expenses for the department will look like. 



- Utilize Ford's connected vehicle health report to prioritize repairs we know need to be done and call the customers to get them in - increase traffic. This can lead into greater upselling opportunities. Send report out weekly to service advisors.



- Meet each week with our Remote Services coordinator to identify recalls we can call customers to get them scheduled in for. Promoting our pickup and delivery business not only helps improve our net promotor score but also aids in our overall rental expense.


	1_9: - Building Traffic 

- Ensuring Service Manager is staying on top of the objectives 

- Giving people good experiences so they return. Better communication with our customers. 


	1_11: - Hiring more techs to increase production



- Appointment system that works efficiently for us



-  Improving upsell opportunities. Easy win could be reviewing the vehicle inspection report on every visit for a customer as well as checking for recalls for additional work.


