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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: I want to increase my Overall Parts Dept Gross Profit Retention as a Percent of Sales from the current 27.94% to the Proforma desired GP percentage of 35% by June 1, 2021.
	1_2: The benefits of achieving my goal would be a higher gross profit retention in parts which would lead to an increased net profit.  Consumer are willing to pay a premium from a unique service experience that weaves delight into the details.
	1_3: The consequences for not achieving my goal would be a continued declined in gross profit for the parts department as their would be no focus or accountability on gross profit retention. 
	When will you start: 11/1/2020
	1_6: I will track my progress at first on a daily basis by running exception reports on discounts applied in CDK for all parts transaction on CP Repair Orders, Internal Repair Orders, Wholesale, and Counter Retail.  Discounting will be continuously monitored moving forward with proper accountability for all discounts applied.  Monthly training and performance evaluation will be conducted with the wholesale counter person.  Pricing will be evaluated on monthly basis to make sure we are maintaining our desired GP %.  Market Analysis will be conducted semi-annual to ensure wholesale, counter retail, and CP RO pricing stays in line with market.
	1_8: 1) We will begin by performing a Market Analysis in Wholesale to determine level of competition and ability to increase wholesale pricing.  

2) We will then perform CP RO Review to determine parts percentage of parts quantity vs pricing sold to determine how to adjust CP RO Mark-Up Factor to get to Desired Gross %.

3) Next we will adjust CP Repair Order Matrix to the desired 1.69 mark-up factor to get to 41% Gross Profit Retention.  New Mark-Up Factor will increase our gross profit from 38% YTD to 41%.

4) Next we will adjust Internal RO mark-up factor the the same as CP at 1.69.  Internal and CP Parts will be priced exactly the same.  Adjusting Internal Pricing to the same as customer pay will increase internal gross profit from 33.49% to 41%.

5) Next we will adjust Counter Retail Mark-Up Factor to 1.69, same as CP and Internal.  The increase Counter Retail GP from current 27.42% to desired 41%.

6) Perform Wholesale Customer Analysis to determine which wholesale customer currently meet our GP requirement of 25% and which ones are well below that and costing the dealer to do business with.

7) Evaluate, Train, & Adjust Pay Plan of Wholesale Counter Associate to incentives GP, New Account acquisition, and low returns.  The right associate, properly trained, and proper incentive will focus on retaining a higher GP, building value through engagement, and  growing the wholesale business with the right clients.

8) Market to attract new wholesale clients and build value/rapport in the wholesale business.  Grow Wholesale business through new client acquisition.

9) Adjust Wholesale mark-up factor to 1.33, which will increase Wholesale Gross Profit from current 18.24% to 25%.
	1_9: Potential Loss in Sales due to increased price in CP ROs, wholesale, and counter retail in a very competitive market.

Potential Loss in Internal Sales due to higher cost of reconditioning

Obtain the desired GP in CP ROs with matrix parts pricing25 due to parts work mix.
	1_11: Track all lost sales and determine reason for loss.  If due to price, ensure value selling was used.

Work closely with Used Vehicle Department to determine best course of action and how we can help retain the sale

Continuously evaluate GP and work mix and adjust mark-up factor as need to achieve 41% GP Goal


