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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 raise our total service department's effective labor rate. We are currently at $132/hr and would like an increase to $140/hr. We would like to achive this by March 1st. 
	1_2: One benefit of achieving our goal would be to add quality gross and money to our bottom line without changing the number of repair orders or technicians. This will not only help to make the service department more money, but also make the advisors more money. 
	1_3: We will not increase our sales and add increase profits in our department. This will bring questions from ownership on not seeing increasements year over year. It could force us to extend ours or even expand our shop to see increases which will also create more expenses. 
	When will you start: We will implement our strategies now, and measure over the next month. 
	1_6: We will gauge our progress every day by calculating both individual advisors ELR and the ELR as a total. We will use a spreadsheet and calculate it every morning, sending it to both management and the advisors. This spreadsheet will have the totals for the advisors in ELR, total hours sold and total labor sales so that they can see both what the ELR is and how we got there. By inspecting what we expect, the advisors will know that we are watching it, and the process needs followed. 
	1_8: We are going to implement a grid pricing structure to help increase our ELR. The grid will be set up so that the more hours charged, the higher the hourly rate would be. This will help boost the ELR by charging more per hour on jobs with more than one billable hour. 



We are also going to reprice our maintenance service (fuel induction, transmission flush, coolant flush, etc.) to reflect a higher ELR. We have been pushing the advisors to sell more, so an increase in the set ELR will help advisors raise their ELR.



We are going to take away the ability for advisors to change the labor price and give discounts. While we will still use coupons and discounts for veterans and others, we will make it so that they will need to go through a manager to put any discounts on repair orders. This will help ensure that discounts are being give at the right time, for the right reason, to the right people. 



The advisors will help us achieve this goal by making sure they are selling the jobs at the correct amount and not giving discounts to customer that do not have the coupon or fulfill the requirements for discounts. 



Managers will help achieve this goal by holding the department accountable for charging the proper amount and driving the ELR up. 
	1_9: One challenge will be potential push back from the advisors anytime pricing is changed or their ability to perform discounts is taken away. 



Another challenge could be customers noticing an increase in the services provided, however that can be minimized if the advisors are selling the work the correct way and not breaking down parts and labor individually. 






	1_11: Make sure that management is readily available to apply coupons and discounts. 



Make an advisor the team lead who can discount repair orders for when management is not available. 



Review the numbers on a daily basis with advisors so they know where their ELR is and changes that can be made early enough in the month to reach our goal. 


