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PARTS HOMEWORK — ACTION PLAN

e Specific m Measurable o Relevant ° Time bound

ll

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.”

o000

I will increase the parts department's gross profit by a minimum of 10% by the end of the 2nd
quarter of this year.

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?

R

Our dealer's vision is to make a fair profit by delivering an individualized, personalized
experience. This goal is within our vision as our dealer always does what is best for the client
and our team members. We provide so much value and convenience in our processes for our
clients and continuously stay competitive in all of our pricing. We can increase gross profit in
our parts department by merely fixing our processes and improving our wholesale business.
The benefit of achieving our goal is being able to improve efficiencies in parts, which in return
improves the technician efficiencies, increasing overall gross for the dealership, We will also
offset the significant gap between inside and outside sales (78 % inside to 22% outside) by
improving our wholesale business. This will lessen the impact of handling unforeseen
challenges in the service/ sales business on the parts department and make them less
volatile. The consequences of of not improving the goal is having to make a challenging
decision with staff members, including the parts manager. Through multiple conversations
and performance plans, the parts manger and staff continue to show ineffectiveness and a
lack of energy to improve the department, Turnover creates a loss of revenue short term and
can create slow downs and anxiety in the shop. This goal is important to me because the
parts department is hindering so much positive production in the dealership. The dealership
continues to grow in the variable and fixed operations, but could be even better with a
willingness from the parts department to want to grow with the rest of the team,
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e
What specific actions or steps will you take to accomplish your goal? What will you do differently or improve? e@ 6
For each, be sure to include necessary resources, who is accountable, the measurable result, and dates.

SPECIFIC ACTION/ NECESSARY WHO IS EXPECTED EXPECTED ACTUAL
STEP RESOURCES? ACCOUNTABLE? RESULT? COMPLETION COMPLETION CHECK OFF

DATE? DATE?

FuIII rgvieV\{ of Contr_qller Part§ . Cre_f;_lte a 3/31/21 6/30/21 |_

Createl a KPI for DMS rleportslfor Parts manager Impr_ove gross 3/31/21 6/30/21 [
Cre_ate fast Marketing telam Markeging Par_ts Dlriver |s 3/31/21 6/30/21
Improve";l)hqne Us_e Fixed ops Part_s Mla’r]ager/ Closlg the sale 3/31/21 6/30/21
R(_avigw all storles Controller/ other | Parts Manager Know what 3/31/21 6/30/21
Revievvl mlultiplle Controller’/ Par"&s Parts Manager Il_earn reason for 3/31/21 6/30/21
Track lost sales | DMS reporting Parts Manager B.Y makjng sure 1/31/21 6/30/21
Ma}nag_e parts | Manufactur_er Par’tf Incrleasle counter 3/31/21 6/30/21
Parts_lll\/la}n_ager PaEs Manager/ | Parts Manager Imprgve/ls_ustain 6/30/21 6/30/21

On-going weekly _(;M/Service Parts Manager Inclrease sale§ 1/18/21 On Going
L

©2020 National Automobile Dealers Association. All Rights Reserved.




NADA c.n

PARTS HOMEWORK — ACTION PLAN

!

How will you track your progress? Where will you find the information? How often will you check in?

0000

| will be monitoring the parts DOC daily to track sales/ gross profit. We have recently created
a management report that requires the parts manager to track lost sales, inventory, oldest
parts, new wholesale accounts earned, accounts receivable issues, and track monthly
forecast in sales and gross profits. This is a requirement to be completed weekly and then
reviewed with all managers and the GM in a meeting that is held every week.

Potential Obstacles? Potential Solutions?
1.Parts manager's willingness to change 1. Performance plans/ demotion,
2. Staffs willingness to be led in a new termination
direction. 2. Encouragement and positive
3. Lack of wholesale opportunities due reinforcement by service team/GM
to lack of effort for so long to reach out 3.Cold calls with a loaded scripts from
4.Parts driver's willingness to promote our in-house marketing team/parts
the store and specials manager
5.Monitoring phone traffic with a 2 story 4.Offer incentive on sales made
parts department 5. Continue to mystery shop and
6 Upper managements commitment on empower a seasoned counterman to

................................. AU o YOG [ o R, [N [P - Sy

BOTTOM LINE! What is the financial impact (expressed in dollars) of achieving your goal?

0000

Our year to date parts gross from January 2020 - November 2020 was $1,869,720. By
achlevmg this goal, this in return would have been a net of an additional $186,972.00 during
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CONGRATULATIONS! You’ve accomplished your goal! You 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.

| have received confirmation that the automotive groups fixed operations manager will be
involved in tracking and managing process. We have also terminated a counterman that was

bringing department down. | am involved in hiring process for new counterman and will have

niir comnanv'e fivad nnaratinne trainar erhadiilled tn enand miiltinle weele \wnrkinn with news
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	How does this goal align with or support your dealers vision: I will increase the parts department's gross profit by a minimum of 10% by the end of the 2nd quarter of this year.
	1: Our dealer's vision is to make a fair profit by delivering an individualized, personalized experience. This goal is within our vision as our dealer always does what is best for the client and our team members. We provide so much value and convenience in our processes for our clients and continuously stay competitive in all of our pricing. We can increase gross profit in our parts department by merely fixing our processes and improving our wholesale business. The benefit of achieving our goal is being able to improve efficiencies in parts, which in return improves the technician efficiencies, increasing overall gross for the dealership, We will also offset the significant gap between inside and outside sales (78 % inside to 22% outside) by improving our wholesale business. This will lessen the impact of handling unforeseen challenges in the service/ sales business on the parts department and make them less volatile. The consequences of of not improving the goal is having to make a challenging decision with staff members, including the parts manager. Through multiple conversations and performance plans, the parts manger and staff continue to show ineffectiveness and a lack of energy to improve the department, Turnover creates a loss of revenue short term and can create slow downs and anxiety in the shop. This goal is important to me because the parts department is hindering so much positive production in the dealership. The dealership continues to grow in the variable and fixed operations, but could be even better with  a willingness from the parts department to want to grow with the rest of the team,
	SPECIFIC ACTION STEPRow1: Full review of whole sale accounts

	NECESSARY RESOURCESRow1: Controller provides wholesale account information based off of DMS report
	WHO IS ACCOUNTABLERow1: Parts manager/office manager
	EXPECTED RESULTRow1: Create a classification system based off of gross profit %, Return % percent, total sales, and money owed to verify areas of opportunity to increase gross profit % by an overall of 3%
	EXPECTED COMPLETION DATERow1: 3/31/21
	ACTUAL COMPLETION DATERow1: 6/30/21
	SPECIFIC ACTION STEPRow2: Create a KPI for each parts advisor
	NECESSARY RESOURCESRow2: DMS reports for sales, lost sales, gross profit, discounts, etc.
	WHO IS ACCOUNTABLERow2: Parts manager
	EXPECTED RESULTRow2: Improve gross profit 10% for each counterman by holding them responsible for all job requirements
	EXPECTED COMPLETION DATERow2: 3/31/21
	ACTUAL COMPLETION DATERow2: 6/30/21
	SPECIFIC ACTION STEPRow3: Create fast moving parts catalog for wholesale accounts
	NECESSARY RESOURCESRow3: Marketing team creating catalogs to provide all wholesale account present and future
	WHO IS ACCOUNTABLERow3: Marketing manager/ Parts manager/ Parts Driver
	EXPECTED RESULTRow3: Parts Driver is trained on all specials in catalog and provides all shops with a catalog monthly. Tracks sales to achieve an increase in selling bulk and fast moving parts . New process expected gross $2500 - $5000 monthly
	EXPECTED COMPLETION DATERow3: 3/31/21
	ACTUAL COMPLETION DATERow3: 6/30/21
	SPECIFIC ACTION STEPRow4: Improve phone sales - Closing the sale
	NECESSARY RESOURCESRow4: Use Fixed ops trainer to assist with training materials and on the job training
	WHO IS ACCOUNTABLERow4: Parts Manager/ Fixed Ops Trainer will continue to mystery shop and coach
	EXPECTED RESULTRow4: Close the sale and increase sales an additional 10%
	EXPECTED COMPLETION DATERow4: 3/31/21
	ACTUAL COMPLETION DATERow4: 6/30/21
	SPECIFIC ACTION STEPRow5: Review all stores in Group and verify that all top wholesale accounts are reached out to
	NECESSARY RESOURCESRow5: Controller/ other parts managers in group/ DMS reports
	WHO IS ACCOUNTABLERow5: Parts Manager
	EXPECTED RESULTRow5: Know what accounts are buying parts and use relationship established by our group and gain accounts Gain an additional sale from 3 new accounts per week
	EXPECTED COMPLETION DATERow5: 3/31/21
	ACTUAL COMPLETION DATERow5: 6/30/21
	SPECIFIC ACTION STEPRow6: Review multiple year wholesale sales and find any business lost
	NECESSARY RESOURCESRow6: Controller/ Parts Manager/ DMS reporting
	WHO IS ACCOUNTABLERow6: Parts Manager
	EXPECTED RESULTRow6: Learn reason for loss of business and address teh problem with a solution. Regain 1 lost account a week through a sale to the account and follow up after to sales to earn business
	EXPECTED COMPLETION DATERow6: 3/31/21
	ACTUAL COMPLETION DATERow6: 6/30/21
	SPECIFIC ACTION STEPRow7: Track lost sales process
	NECESSARY RESOURCESRow7: DMS reporting 
	WHO IS ACCOUNTABLERow7: Parts Manager
	EXPECTED RESULTRow7: BY making sure lost sales are tracked, will have better inventory and not lose sales and waste technician time in shop. Increase usage and verify 100% of lost sales are recorded
	EXPECTED COMPLETION DATERow7: 1/31/21
	ACTUAL COMPLETION DATERow7: 6/30/21
	SPECIFIC ACTION STEPRow8: Manage parts boutique inventory to expand options to increase sales
	NECESSARY RESOURCESRow8: Manufacturer inventory options and Service Cashier 
	WHO IS ACCOUNTABLERow8: Parts Manager/Service Director
	EXPECTED RESULTRow8: Increase counter sales by 20%. Empower cashier and she will push for sales
	EXPECTED COMPLETION DATERow8: 3/31/21
	ACTUAL COMPLETION DATERow8: 6/30/21
	SPECIFIC ACTION STEPRow9: Parts Manager will visit wholesale accounts
	NECESSARY RESOURCESRow9: Parts Manager/ Parts Van
	WHO IS ACCOUNTABLERow9: Parts Manager
	EXPECTED RESULTRow9: Improve/ sustain relationships on all current accounts and future accounts by building relationships. Improve sales  10% and discuss any concerns.
	EXPECTED COMPLETION DATERow9: 6/30/21
	ACTUAL COMPLETION DATERow9: 6/30/21
	SPECIFIC ACTION STEPRow10: On-going weekly management meeting with GM and Service Director to track sales, gross profit, inventory,etc.
	NECESSARY RESOURCESRow10: GM/Service Director/Parts Director/Parts Manager
	WHO IS ACCOUNTABLERow10: Parts Manager
	EXPECTED RESULTRow10: Increase sales and gross profit by 10% each month
	EXPECTED COMPLETION DATERow10: 1/18/21
	ACTUAL COMPLETION DATERow10: On Going
	SPECIFIC ACTION STEPRow11: 
	NECESSARY RESOURCESRow11: 
	WHO IS ACCOUNTABLERow11: 
	EXPECTED RESULTRow11: 
	EXPECTED COMPLETION DATERow11: 
	ACTUAL COMPLETION DATERow11: 
	SPECIFIC ACTION STEPRow12: 
	NECESSARY RESOURCESRow12: 
	WHO IS ACCOUNTABLERow12: 
	EXPECTED RESULTRow12: 
	EXPECTED COMPLETION DATERow12: 
	ACTUAL COMPLETION DATERow12: 
	SPECIFIC ACTION STEPRow13: 
	NECESSARY RESOURCESRow13: 
	WHO IS ACCOUNTABLERow13: 
	EXPECTED RESULTRow13: 
	EXPECTED COMPLETION DATERow13: 
	ACTUAL COMPLETION DATERow13: 
	SPECIFIC ACTION STEPRow14: 
	NECESSARY RESOURCESRow14: 
	WHO IS ACCOUNTABLERow14: 
	EXPECTED RESULTRow14: 
	EXPECTED COMPLETION DATERow14: 
	ACTUAL COMPLETION DATERow14: 
	SPECIFIC ACTION STEPRow15: 
	NECESSARY RESOURCESRow15: 
	WHO IS ACCOUNTABLERow15: 
	EXPECTED RESULTRow15: 
	EXPECTED COMPLETION DATERow15: 
	ACTUAL COMPLETION DATERow15: 
	SPECIFIC ACTION STEPRow16: 
	NECESSARY RESOURCESRow16: 
	WHO IS ACCOUNTABLERow16: 
	EXPECTED RESULTRow16: 
	EXPECTED COMPLETION DATERow16: 
	ACTUAL COMPLETION DATERow16: 
	A: I will be monitoring the parts DOC daily to track sales/ gross profit. We have recently created a management report that requires the parts manager to track lost sales, inventory, oldest parts, new wholesale accounts earned, accounts receivable issues, and track monthly forecast in sales and gross profits. This is a requirement to be completed weekly and then reviewed with all managers and the GM in a meeting that is held every week. 
	A_2: 1.Parts manager's willingness to change
2. Staffs willingness to be led in a new direction.
3. Lack of wholesale opportunities due to lack of effort for so long to reach out
4.Parts driver's willingness to promote the store and specials
5.Monitoring phone traffic with a 2 story parts department
6 Upper management's commitment on making a change if processes are not followed
	A_3: 1. Performance plans/ demotion, termination
2. Encouragement and positive reinforcement by service team/GM
3.Cold calls with a loaded scripts from our in-house marketing team/parts manager
4.Offer incentive on sales made 
5. Continue to mystery shop and empower a seasoned counterman to manage on 2nd floor - provide incentive for success
6.Provide action plan, follow-up, and provide all facts to upper management to allow them to make best decision
	R: Our year to date parts gross from January 2020 - November 2020  was $1,869,720. By achieving this goal, this in return would have been a net of an additional $186,972.00 during this time frame. We can expect an additional $17,000 in gross profit by the end of the 2nd quarter per month
	S: I have received confirmation that the automotive groups fixed operations manager will be involved in tracking and managing process. We have also terminated a counterman that was bringing department down. I am involved in hiring process for new counterman and will have our company's fixed operations trainer scheduled to spend multiple weeks working with new hire and staff to have a constant presence in department. We will track progress daily.
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