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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 our PRU (before chargebacks) from $1842 to $2000 by December 31, 2023. 
	1_2: As a store we will make more money in F&I and increase our total gross on each vehicle sold



It will also provide a better customer ownership experience as their protection plans that we sell in F&I will shield them from increasingly expensive future repair costs in the event of a breakdown or loss that takes place. 



As a result, we will increase our service retention and market penetration while making more money as a store. 
	1_3: With new vehicle inventories increasing and used car margins decreasing, we are already seeing our overall gross numbers come down on the front end compared to where they've been the past two years. So, if we don't continue to increase our numbers in F&I, we will see our gross numbers come down significantly and that will eat into our bottom line. 



Also, if we don't continue selling products in F&I we will lose business to other dealerships and our opportunities for repeat business in service, parts, body shop, detail, and sales will dwindle and hurt our overall penetration. 
	When will you start: This goal is going to be put into place on January 1, 2023 at the start of the new fiscal year. 
	1_6: I am going to use our F&I log to track our daily numbers for each deal, including Front-End Gross, F&I Gross, and penetration numbers for all of our aftermarket products. 

I am also going to use our Cyclops monitoring system to review our deals that are recorded in F&I to make sure our managers are presenting well and maximizing every deal where there is opportunity.



Monthly, I am going to use the NADA and NCM composites to track where we are from the previous month and year to date. At this rate, we need to increase our F&I average $17 per month over the next 12 months in order to hit our goal. I want us to be averaging $1950 by July 1, 2023 to make sure our goal of $2000 is within reach by the end of 2023. 



I will also track our Vehicle Service Contract, GAP, and Maintenance penetration to make sure our penetration stays above 70%, 30%, and 20% respectively. That will keep us on track to reach our goal of $2000 PRU by the end of next year. 
	1_8: First, I am going to meet with all of our managers as a group at the end of the year to review our routing process in order to maximize every deal going forward and make sure everyone is on the same page. Our first pencil from the desk is going to need to improve in order to give our F&I managers more room to work with when it comes to selling products. I am going to explain that they need to pencil each customer at a higher rate from the start in order to give us a better opportunity to make money in F&I. 



I am also going to work with our F&I rep from our warranty company, Ethos, to bundle some of our products and give them a better chance of selling and improving the customer experience. For example, I would like to bundle our sealants, diamond fusion, and undercoating together and sell it all as a non-cancellable protection package in order to make more money and provide a better ownership experience for our customers. 



I will work with our fixed ops manager to tweak our cost/pricing on maintenance contracts so that it makes for a more reasonable sell in the F&I office. Our current maintenance penetration is at 1% so we have a ton of opportunity to increase our penetration and gross numbers there once we massage the pricing correctly.



Last, I am going to meet with our F&I managers on a weekly basis to discuss what is working and what is not working. More specifically, what products are continually easy or hard to sell, where they are finding success and/or challenges with customer objections, and how efficient the turnover is coming from sales into F&I. 
	1_9: Management pushback-I have already been getting pushback from my Toyota sales manager on his first pencil and giving away too much rate out of the gate.



Market Downturn-If the market turns sour, it will be much tougher to sell cars and, in turn, increase F&I numbers as wallets tighten up. 



Banks-Our local credit unions like to refinance our customers and kick our products in the process, so holding onto those products can be a challenge with the credit unions. 
	1_11: End of week deal reviews will be crucial in

comparing previous week deals to reveal how much more we are maximizing each deal, which will shed light on how our new and improved practices are making us more profitable.



In the event of a market downturn, selling the "ownership experience" and protecting the customer against outside variables will be the key focus and selling point. 



Continue to foster tight-knit relationships with our local credit unions and their reps so we can work as a team while holding them accountable on keeping our finance reserve and products in tact as our primary stipulation for sending them new customers; mutually beneficial business. 


