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VARIABLE OPERATIONS 1 HOMEWORK – ACTION PLAN

S   Specific    M   Measurable    A   Achievable    R   Relevant    T   Time-bound

What is your current situation and challenge you will address?

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.”

	◊ 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?
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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.

SPECIFIC 
ACTION/STEP

NECESSARY 
RESOURCES?

WHO IS 
ACCOUNTABLE?

EXPECTED 
RESULT?

EXPECTED 
COMPLETION 

DATE?

ACTUAL 
COMPLETION 

DATE?

CHECK 
OFF
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How will you track your progress? What specific metric(s) will you track? At what intervals will you 
check on the progress?

	 Potential Obstacles?	 Potential Solutions?

  

BOTTOM LINE! What is the financial impact (expressed in dollars) of achieving your goal?
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Once you’ve accomplished your goal, 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.

Describe any planning or implementation meetings conducted as part of development of your plan.


	What is your current situation and challenge you will address: My biggest challenge can be boiled down to an inherited business philosophy when it comes to used trucks. We've always treated used truck department simply as a way to take trades from new truck transactions. This particular location has never been aggressive in seeking used truck sales. Because of this, used sales department has always lost money. A quick calculation shows that the used sales deparment is currently on pace to lose roughly $82,000 this year. 
	Example I will decrease my 5K run time from 30 minutes to 21 minutes by June 15: I plan on turning the performance of this department around. Based on an annualized expense for the used sales department of $78,500, we would need to sell 20 trucks per year at an average gross profit of $4,000 to break even. Understanding that this type of performance cannot be reversed overnight, the short term goal is to reduce our losses by half. I will reduce used sales department annual losses from an estimated average of $80,000 per year to $40,000 per year by the end of 2021. 
	Why is this goal important to you: This goal aligns with the dealer's vision in the sense that the failures of the used sales department are far from "elite". We pride ourselves in dominating our market, providing a high value transaction for customers, and always excelling at customer service. With the lack of used sales activity, none of those things could be considered accurate for that particular department.
The benefits of achieving this goal would be increased branch profitability, increased fixed operations opportunity, and increased market share within our territory. The consequences of failing to succeed are practically the opposite of the benefits if achieved. Our profitability, market share, and fixed ops opportunity will stay flat at best or even dwindle. 
The goal is important to me because it's a BFAG (big fat audacious goal). Most people within our organization always think of used sales department as the permanent "loser" and I want to prove otherwise.
	SPECIFIC ACTIONSTEPRow1: Move select used units to local branch
	NECESSARY RESOURCESRow1: Computer, drivers, fuel, etc.
	WHO IS ACCOUNTABLERow1: ME
	EXPECTED RESULTRow1: Used units relocated to local branch (min/6 all time)
	EXPECTED COMPLETION DATERow1: 11/30/2020
	ACTUAL COMPLETION DATERow1: 
	SPECIFIC ACTIONSTEPRow2: Ensure all units are detailed, inspected, and ready for sale.
	NECESSARY RESOURCESRow2: Service department, parts department
	WHO IS ACCOUNTABLERow2: ME
	EXPECTED RESULTRow2: All units retail ready
	EXPECTED COMPLETION DATERow2: 12/15/2020

	ACTUAL COMPLETION DATERow2: 
	SPECIFIC ACTIONSTEPRow3: Once retail ready, create and share marketing mat.
	NECESSARY RESOURCESRow3: Camera, tripod, computer, social media accounts
	WHO IS ACCOUNTABLERow3: ME
	EXPECTED RESULTRow3: Each unit marketed properly
	EXPECTED COMPLETION DATERow3: 1/10/2020
(weather depenedant)
	ACTUAL COMPLETION DATERow3: 
	SPECIFIC ACTIONSTEPRow4: Sales blitz the territory to build traction with used sales.
	NECESSARY RESOURCESRow4: Sales personnel, vehicles, marketing mat.
	WHO IS ACCOUNTABLERow4: ME
	EXPECTED RESULTRow4: Create excitement in the market for used inventory
	EXPECTED COMPLETION DATERow4: 3/1/2020

	ACTUAL COMPLETION DATERow4: 
	SPECIFIC ACTIONSTEPRow5: 
	NECESSARY RESOURCESRow5: 
	WHO IS ACCOUNTABLERow5: 
	EXPECTED RESULTRow5: 
	EXPECTED COMPLETION DATERow5: 
	ACTUAL COMPLETION DATERow5: 
	SPECIFIC ACTIONSTEPRow6: 
	NECESSARY RESOURCESRow6: 
	WHO IS ACCOUNTABLERow6: 
	EXPECTED RESULTRow6: 
	EXPECTED COMPLETION DATERow6: 
	ACTUAL COMPLETION DATERow6: 
	SPECIFIC ACTIONSTEPRow7: 
	NECESSARY RESOURCESRow7: 
	WHO IS ACCOUNTABLERow7: 
	EXPECTED RESULTRow7: 
	EXPECTED COMPLETION DATERow7: 
	ACTUAL COMPLETION DATERow7: 
	SPECIFIC ACTIONSTEPRow8: 
	NECESSARY RESOURCESRow8: 
	WHO IS ACCOUNTABLERow8: 
	EXPECTED RESULTRow8: 
	EXPECTED COMPLETION DATERow8: 
	ACTUAL COMPLETION DATERow8: 
	SPECIFIC ACTIONSTEPRow9: 
	NECESSARY RESOURCESRow9: 
	WHO IS ACCOUNTABLERow9: 
	EXPECTED RESULTRow9: 
	EXPECTED COMPLETION DATERow9: 
	ACTUAL COMPLETION DATERow9: 
	check on the progress: The build up of inventory, get-ready, marketing, and sales efforts will be overseen directly by me, as we follow the timeline above. Once we get inventory in place and ready, the sales objective of 1 unit per month will be tracked by me monthly as well as the gross profit of each sale. 
	Potential Obstacles: Lack of available inventory within our organization to move to local branch.

Lack of interest in used trucks in the market place (objections could include warranty, pricing, etc).

Shop back logged, increasing time-to-line, and disrupting timeline.


	Potential Solutions: Find inventory outside of organization (auctions, online listings, etc).

Offer used truck warranty (SPO and aftermarket) but also be prepared to sell out of territory. There is no AORA agreement for used truck sales.

Allow overtime in shop and even outsource work to other branches if necessary.
	BOTTOM LINE What is the financial impact expressed in dollars of achieving your goal: The impace in achieving this goal would be an estimated $40k in branch profitability in one year.
	poor results Be specific: From where we are, it's hard to determine how we'll "slide back". It goes back to the adage of, "you don't know what you don't know". Based on where we are today, the worst thing we could do is bring inventory in and then sell it without replenishing it as it sells. To combat this, we're going to set minimum inventory amounts based on needed volumes. The Used Truck Sales Coordinator at our home office is going to assist in tracking inventory count, proposed movement, and transportation. This should help hold us accountable for keeping inventory in stock.
	Describe any planning or implementation meetings conducted as part of development of your plan: Change Management Team meeting attendees (department managers and office manager) have discussed this multiple times in the past months. I've reviewed this with the regional VP/DP. We've discussed this openly is corporate sales meetings. I've also discussed it with our UT Sales Coorinator to get his buy in and assistance.

During this meetings and discussions, we talked about the financial needs of the UT department and what size impact it would take to generate movement in the correct direction. 
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