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ACTION PLAN 1

e Specific @ Measurable 0 Relevant 0 Time bound

What is your goal? What do you want to achieve? From what metric? To what metric? By what date?

The goal is to increase total gross profit in the service department. Currently the average
gross profit in service is at 190,000 per month, and we want to get to 250,000 per month. We
would like to accomplish this goal by November 1, 2023.

BOTTOM LINE: Benefits of Achieving Your Goal Consequences of Not Achieving Your Goal
The benefits of achieving this goal are to If we do not achieve this goal, we would
increase revenue for the store. And it will have to further decrease expense which
also increase fixed absorption. Our goal is might include laying off employees or makin
to get to over 60% absorption, and we are adjustments to salaries.

currently at 48%.

When will you start? Today, August 22, 2023

How will you gauge your progress? When? Using which metrics?

We will evaluate service gross profit weekly to see if we are on track to hit our goal. For
example, each week we should be hitting 62,500 in order to reach our goal of 250,000 per
month. We find this information on the financial statement on page 6 line 62. We will also use
the numbers to calculate the fixed absorption to see if we are on track to reach the 60% goal.

©2020 National Automobile Dealers Association. All Rights Reserved. 1



NADA ...
P

What specific actions will you take to achieve your goal? Who can help you?

1. We are short on technicians, and are actively in the process of hiring two new A
technicians who will be able to increase revenue to the store in a short period of time.
2. We are going to open back up on Saturdays as we had shut down Saturdays since

COVID.

We do have staff willing to come in, and the two new technicians have agreed to work

Saturdays as well.

3. We will evaluate open repair orders that appear on the schedule and coordinate with the
service manager to complete these in a timely fashion. For vehicles where the parts are in
stock, we will set deadlines to finish those vehicles.

4. We will evaluate the labor rate by calling dealerships in the area. If our labor rate is lower
than most other dealerships, we will increase accordingly.

5. We will evaluate the warranty schedule to be sure we have been paid on any warranty
work done within the past 30 days. We will also insure that there is no warranty work that

hasn't been paid beyond those 30 days.

6. We are going to evaluate every technician for any non productive work and set goals to

have zero unapplied labor.

Potential Challenges?

1. The technicians may not come.

2. Staff may complain or not show up.

3. We may not have parts available for
repairs.

4. If we increase the labor rate, customers
may complain or go to an independent shop
5. Our outside vendor that does the
warranty administration is very slow.

6. There are some technicians that do not
have the ability yet to turn 40 hours.

Potential Solutions?

1. Offer signing bonus

2. Incentivize technicians to come in by
paying additional money so long as they hit
goals.

3. Speak with parts manager to see if he
can get parts from other dealerships.

4. For the few customers that may
complain, we could offer a free car wash or
some other incentive to keep them.

5. Call the manager of the outside vendor
to see how they can speed up the process.
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