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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: -My goal is to increase the gross in the Service Department from an average of $160,000 per month to $200,000 per month. If we are able to reach $200,000 we should be able to be profitable in this department. I think it is realistic to acheive this by the end of Q1 2023
	1_2: -The bottom line benefit to achieving our goal is to make the service department profitable.
-We average $200,000 in total expenses in the Service Department every month. So if we can gross $200,000 or more each month we SHOULD be profitable and the entire store will see a lift in profitability.
	1_3: -We need to drive profitability in the service department for many reasons
-One is to increase fixed coverage 
-As New and Pre Owned Sales profits start to revert back to the average we cannot keep relying on them to drive profits for the overall dealership
-We need service profitability to get us through hard times if they come 
	When will you start: I have started this goal at the begining of 4th Quarter of 2022
	1_6: -I will gauge my process using two main metrics (on top of overall gross) every month
-The first metric will be overall Sales. Our gross as a % of sales in line with NADA guide at 72%. So we dont have a gross retention problem, we have an overall sales problem and need to drive that number higher. To reach our goal our sales should be $275,000
-The 2nd metric I will record will be Technician Efficiency. This will also tie back into overall sales. Our techs are currently productive but NOT efficient (80% as opposed to NADA guide of over 100%). If our techs can be more efficient and flag more hours we should have more sales!
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	1_8: -Our stores success in this mission will require teamwork with our Service Manager and our Owner. I will hold weekly status meetings with them every Monday in order to review the previous weeks sales/hours flagged and gross for that week.
-In these meetings I think we should review the Pink Sheets of each technician to show their hours flagged for the week and how efficient they are working. If we see any specific tech lagging the Service Manager should have a story so everyone is held accountable 
-We also need to review our progress with Tech recruiting in these meetings as my Service Manager has already stated he needs help here and could use at least two more techs. Two additional techs could increase our gross $10,000-$15,000 each would move us towards our goal 
             -Review on job postings (indeed/LinkedIn, etc) and our process for recruiting from   techincal schools in the area will be led by me

	1_9: -We have young technicians working for us. Them not being efficient may be no fault of their own, just a lack of experience 
-We may be missing the proper amount of techs to achieve this goal
-We may not have a proper process in place with our techs to emphasize and maxamize efficiency

	1_11: -We have a technician training program, make sure mentors are being held accountable 
-Make sure the Techs pay plan is tied to efficiency
-Or at least make sure efficiency is emphasized and communicated to techs my the Service Manager on the daily basis


