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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: To increase Service Department Operating Profit Return on Gross Profit from 13.9% at year end December 31,2021 to Nada Guide of 20% by April 30, 2022.
	1_2: 1.  Service Department will be more      profitable.
2.  Increase Service Absorption.
3.  If we set more appointments we will not be turning away customers or making them wait longer for service which will make customers happier and increase profit.  
4.  Can schedule more basic maintenance with the opportunity to upsale services.
5.  More profit for the company.
	1_3: 1. Profit will remain low.  With inventory questionable for sales we need to increase the service profit.
2.  Customer Satisfaction is dropping when we tell them they will have to wait two weeks for an appointment.
 
	When will you start: January 1, 2021
	1_6: Monitor Service daily, weekly and monthly monitoring sales dollars, gross profit, shop hours turned and expense reports.  I will use the Gross Profit Return on Sales Metric as well as the Service Department Operating Return on Gross Profit inputting numbers from the reports pulled each week and at the end of the month to monitor progress.
	1_8: 1.  Hire an hourly technician to handle quick service, new vehicle pre-delivery inspections and used vehicle inspections allowing me to use my more skilled technicians for bigger jobs.
2.  Look for ways to cut expenses.  I will be reviewing specific accounts such as our Cintas account where we rent uniforms and shop towels and other shop housekeeping supplies to make sure we are billed for the correct items and see if there are any opportunities to cut our bill.  I will review other shop expenses as well.
3.  Look at the scheduling with the Service Manager to see where there may be opportunities to improve the shop flow.  We have two technicians that leave 1to 2 hours before closing time on many days so we need to book more appointments later in the day even if the customer has to leave the vehicle over night for us to complete the repairs.  We tend to not book appointments for vehicle which might require diagnosis and parts after the cut off for our stock order so that we do not have the vehicle for an extended amount of time.  We may need to consider booking the appointment and placing a critical order if the penalty will not be too excessive and build it into the price of the parts when we are pricing out the job and then if the customer is not pressed for time we can order on the next stock order and then the customer will be happy when the bill comes in under the original quote.
4.  Review all warranty claims before submitting to make sure that we are getting all information correct at the time of submission and make sure that we are billing for all labor that we can based on the technicians story for the repair.  Have our less skilled but recall certified technicians perform as many of the recalls and service actions as possible to maximize the profit potential on these repairs and to free up our Master Certified and Certified Technician to perform the more difficult repairs.
5.  Encourage our technicians to continue their training to be able to make better diagnosis so we have fewer comebacks.  Also encourage them to consult with Technician Hot Line when they come across a situation that they are unable to diagnose rather than just throw a part at the problem hoping that it fixes the issue.

	1_9: 1.  Changing my Service Managers way of scheduling work and letting the techs go home early every day. 
2.  Rising cost of parts and supplies.
3.  Service Manager is only person working the service counter.
	1_11: 1.  Talk with my Service Manager and review our hours of operation and remind him that we post we are open until 5:30 and that the techs need to stay until 5:30 maybe alternating leaving early.
2.  Research other options for supplies and try to maximize any discounts available when purchasing supplies and parts.
3.  May need to consider hiring a Service Advisor/Assistant to handle the scheduling of appointments, incoming phone calls, outside warranty approvals and greeting of customers so Service Manager can focus on the actual business of the shop.



