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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 our monthly mechanical gross from $60K to $90K by May 2021. 
	1_2: If we can achieve monthly mechanical gross of $90K and keep our expenses flat, we will turn a profit. Last month (Feb 21) our service department lost $23K. This is not unusual. 
	1_3: We will continue to lose money in service if we cannot increase our gross. Our expenses and overhead are already very low. The only way to cut expenses at this point is to let employees go. 



Losing money in service puts a lot of pressure on our variable operations. Should the market take a hit, we will not be able to rely on our fixed operations to keep us afloat. 
	When will you start: March 1st.
	1_6: I am monitoring our DOC daily to understand how many ROs we are closing, how much gross we are generating, and expense levels. I am also calculating our pace each day to understand if we are on track to hit this $90K gross target. 
	1_8: 1. Change advisor pay plans to commission vs hourly. This was put into effect March 1st. Advisors will make a % of their labor sales and receive bonuses for specific $/RO targets. 



2. Work with our service BDC to make outbound calls utilizing GM manifest lists to fill our schedule and create business. Make sure the manifest lists they are using first are the ones that give us the highest appointment conversion.



3. Celebrate wins and successful moments to create a culture where hard work is rewarded and appreciated. We have a new service manager and this is something he is great at. 



4. Bring in outside services to help provide sales & technical training to our advisors. This training will give our advisors confidence and the skills needed to generate more sales per RO. 



5. Make sure technicians are performing thorough multi-point inspections to identify any and all upsell opportunities (and do what our customers trust us to do!). We blocked the "skip MPVI" function in our DMS so technicians cannot bypass them anymore.
	1_9: There is a potential challenge in not having enough technicians to handle the necessary workload. 



Spring/Summer are big vacation times and vacation is expensive. 



Always a potential challenge in traffic.
	1_11: Once we feel that all existing technicians are producing their maximum output & we are turning away business, we should hire another technician. 



We need to get ahead of vacation plans and understand when we will incur that expense and also when we will be short handed. 



Utilize the service BDC to put ourselves in control of the traffic. 


