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What is your goal? What do you want to achieve? From what metric? To what metric? By what date?
Example: “I will decrease my 5K run time from 30 minutes to 21 minutes by June 15.”

o000

My goal is to decrease our number of lost sales in the parts department from 150 parts per
month to 100 parts per month by December 31, 2023.

How does this goal align with or support your dealer’s vision?
What are the BENEFITS of achieving your goal? What are the CONSEQUENCES if you don’t?
Why is this goal important to you?

R

By gradually decreasing our monthly lost sales we will be able to fufill more customer repair
orders, thereby increasing our gross profit and customer renention. At the end of the day, we
know we provide the best customer experience in the area and we want to give ourselves a
chance to prove that by stocking the correct parts and having access to them when there is
an immediate demand.

In the past, our lost sales have never been tracked manually, and as a result, we have let a
ton of sales fall through the cracks over the years. Those lost dollars add up and we would
be foolish to not put a process in place to maximize dollars and customer retention.

This goal is important to me because we are finally defining a universal set of guidelines
for 'what is a lost sale?' and giving our parts department a framework to work with in
identifying when a sale is lost and how to combat it in the future. It will result in a more
cohesive department and a universal language that everyone can use to communicate and
reference.
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What specific actions or steps will you take to accomplish your goal? What will you do differently or improve? e@ 6

For each, be sure to include necessary resources, who is accountable, the measurable result, and dates.
SPECIFIC ACTION/ NECESSARY WHO IS EXPECTED EXPECTED ACTUAL
STEP RESOURCES? ACCOUNTABLE? RESULT? COMPLETION COMPLETION CHECK OFF
DATE? DATE?
Service Advisors | Email and Zoom | Service Advisors | More consistent 3/31/23 | |
nntifivinn_narte maccaninn and Parc trackinn nf lnct
Review lost sales | Monthly Data via | Service Advisors | Accountability 12/31/23
and fill rate nn amail/nnnnla dne and Parte and
Training Parts [NADA Laminated | Myself, Parts Better grasp on 4/30/23
Coniintar nn | nct Elnw Chart cnlintar/Parte what malkeac a
Dialogue with Technician Myself, Techs, | Better feedback 12/31/23
tachniciance nn fill nracanca_and DParte nn_hnw tn ctnele

L
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How will you track your progress? Where will you find the information? How often will you check in?
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Progress will be tracked through multiple outlets:

-The first step will be tracking email communication from service advisors to parts: when a
sale is declined, the advisor will notify parts when and why the repair was declines, which will
allow us to accurately decipher if it was a true lost sale. | will check in on this on a week by
week basis

Potential Obstacles? Potential Solutions?
-Keeping advisors in contact with parts -Following up weekly to make sure
on when a sale was declined; their job service and parts are on the same page
is very fast-pace and it can be easy to and in constant contact while the
forget to communicate google doc is updated
-Arguing amongst parts employees if it -Proper training on the definition of a
is a true lost sale or not lost sale and keeping multiple laminated

flow charts on their desks to reference
in case it gets questioned or confused

BOTTOM LINE! What is the financial impact (expressed in dollars) of achieving your goal?

0000

Reducing our average lost sales from 150 parts to 100 parts per month will result in a $5,000
increase in monthly gross profit, which translates to $60,000 in adiditional annual gross
nrofit.

CONGRATULATIONS! You’ve accomplished your goal! You added or adjusted policies, procedures, and
behaviors. Now what? How will you ensure you and your staff do not fall back into the previous habits
that produced poor results? Be specific.

Going forward, monthly parts and sales meetings reviewing lost sales will be non-negotiable
and part of our month to month "wrap up" process. | will also be following up personally with
our parts manager, counter employess, service advisors, and technicians to make sure we

are stocking the right parts and are able to fulfill more repair orders when the doors open.
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	How does this goal align with or support your dealers vision: My goal is to decrease our number of lost sales in the parts department from 150 parts per month to 100 parts per month by December 31, 2023.
	1: By gradually decreasing our monthly lost sales we will be able to fufill more customer repair orders, thereby increasing our gross profit and customer renention. At the end of the day, we know we provide the best customer experience in the area and we want to give ourselves a chance to prove that by stocking the correct parts and having access to them when there is an immediate demand.



In the past, our lost sales have never been tracked manually, and as a result, we have let a ton of sales fall through the cracks over the years. Those lost dollars add up and we would be foolish to not put a process in place to maximize dollars and customer retention. 



This goal is important to me because we are finally defining a universal set of guidelines for 'what is a lost sale?' and giving our parts department a framework to work with in identifying when a sale is lost and how to combat it in the future. It will result in a more cohesive department and a universal language that everyone can use to communicate and reference. 
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-The first step will be tracking email communication from service advisors to parts: when a sale is declined, the advisor will notify parts when and why the repair was declines, which will allow us to accurately decipher if it was a true lost sale. I will check in on this on a week by week basis



-The Next step will be keeping a monthly spreadsheet to track all of our lost sales that both service and parts have access to. This will be reviewed by the parts manager, service manager, and myself



-Third, the spreadsheet will be reviewd at the conclusion of each month to see how many sales we are losing out on and the dollar figure associated with those repairs. This will be a data log that gives us feedback on how we are stocking inventory and how well we are capturing demand


	A_2: -Keeping advisors in contact with parts on when a sale was declined; their job is very fast-pace and it can be easy to forget to communicate



-Arguing amongst parts employees if it is a true lost sale or not
	A_3: -Following up weekly to make sure service and parts are on the same page and in constant contact while the google doc is updated



-Proper training on the definition of a lost sale and keeping multiple laminated flow charts on their desks to reference in case it gets questioned or confused
	R: Reducing our average lost sales from 150 parts to 100 parts per month will result in a $5,000 increase in monthly gross profit, which translates to $60,000 in adiditional annual gross profit.  
	S: Going forward, monthly parts and sales meetings reviewing lost sales will be non-negotiable and part of our month to month "wrap up" process. I will also be following up personally with our parts manager, counter employess, service advisors, and technicians to make sure we are stocking the right parts and are able to fulfill more repair orders when the doors open. The google document tracking lost sales will be our biggest data-driven resource to track this, but word of mouth and in-person communication will be the biggest tell, so I will be involved on a weekly basis with making sure this process sticks. 
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