Completed jobs per crew per day / Installed revenue per crew per day

Set a level of expectation

· Establish your minimum installed revenue need per crew per day

· Establish your revenue need per day for the replacement department

· Determine how many crew hours are budgeted for every replacement job sold

Publicly post & manage an effective replacement schedule

· Develop a replacement schedule for the month

· Each day should have one block available for every crew

Example:

	
	Monday
	Tuesday
	Wednesday
	Thursday
	Friday
	

	Crew1
	
	
	
	
	
	

	Crew2
	
	
	
	
	
	

	Crew3
	
	
	
	
	
	

	Crew4
	
	
	
	
	
	

	Revenue Goal
	
	
	
	
	
	

	Revenue Actual
	
	
	
	
	
	


· Each Crew should have daily and monthly installed revenue targets 

posted in their block

Example:

	
	Monday

	Crew 1

Daily Target

$4,000.00

Monthly Target

$80,000.00
	


Every job posted on the schedule should have the following information:

· Customer name, Address & phone number

· Salesperson

· Type of job

· Dollar amount for job

· Budgeted Crew hours

· Crew Check in times (9 11 2 )

Example:

	
	Monday
	Tuesday
	Wednesday

	Crew 1

Daily Target

$4,000.00

Monthly Target

$80,000.00
	Joe Smith

Sold by: Tom Sales

1525 Lakeshore

275-330x

Deluxe System

$5,500.00

9 crew hours

9          11          2
	Jack  Smith

Sold by: Tom Sales

152 Lakes

275-330x

Deluxe System

$5,500.00

9 crew hours

9          11          2
	9          11          2

	Crew 2

Daily Target

$4,000.00

Monthly Target

$80,000.00
	Jane Doe

Sold by: Tom Sales

1111 Board

275-330x

Premium

$6,500.00

9 crew hours

9          11          2
	9          11          2
	Joe Smith

Sold by: Tom Sales

1525 Lakeshore

275-330x

Deluxe System

$5,500.00

9 crew hours

9          11          2

	Crew 3

Daily Target

$4,000.00

Monthly Target

$80,000.00
	Jeff Frasier

Sold by: Tom Sales

9705 Billingsworth

275-330x

Standard System

$4,500.00

8 crew hours

9          11          2
	Jerry Smith

Sold by: Tom Sales

15 Shore

275-330x

Deluxe System

$5,500.00

9 crew hours

9          11          2
	9          11          2

	Crew 4

Daily Target

$4,000.00

Monthly Target

$80,000.00
	Jerry Stiles

Sold by: Tom Sales

1002 Crossroads

275-330x

Deluxe System

$5,000.00

9 crew hours

9          11          2
	9          11          2
	9          11          2

	Revenue Goal
	
	
	

	Revenue Actual
	
	
	


· Daily Revenue Target should be documented and compared to sold jobs

· Month to date installed revenue should be compared to MTD revenue goal

Example:

	MTD Goal

 $16,000.00

MTD Actual

$21,500.00
	Monday
	Tuesday
	Wednesday

	Crew 1

Daily Target

$4,000.00

Monthly Target

$80,000.00
	Joe Smith

Sold by: Tom Sales

1525 Lakeshore

275-330x

Deluxe System

$5,500.00

9 crew hours

9          11          2
	Jack  Smith

Sold by: Tom Sales

152 Lakes

275-330x

Deluxe System

$5,500.00

9 crew hours

9          11          2
	9          11          2

	Crew 2

Daily Target

$4,000.00

Monthly Target

$80,000.00
	Jane Doe

Sold by: Tom Sales

1111 Board

275-330x

Premium

$6,500.00

9 crew hours

9          11          2
	9          11          2
	Joe Smith

Sold by: Tom Sales

1525 Lakeshore

275-330x

Deluxe System

$5,500.00

9 crew hours

9          11          2

	Crew 3

Daily Target

$4,000.00

Monthly Target

$80,000.00
	Jeff Frasier

Sold by: Tom Sales

9705 Billingsworth

275-330x

Standard System

$4,500.00

8 crew hours

9          11          2
	Jerry Smith

Sold by: Tom Sales

15 Shore

275-330x

Deluxe System

$5,500.00

9 crew hours

9          11          2
	9          11          2

	Crew 4

Daily Target

$4,000.00

Monthly Target

$80,000.00
	Jerry Stiles

Sold by: Tom Sales

1002 Crossroads

275-330x

Deluxe System

$5,000.00

9 crew hours

9          11          2
	9          11          2
	9          11          2

	Revenue Goal
	$16,000.00
	$16,000.00
	$16,000.00

	Revenue Actual
	$21,500.00
	$11,000.00
	$5,500.00


Daily productivity Management

· All crews are to contact production manager by 9:00 and report if all materials are available to complete the replacement.

· If YES, place a check mark over the 9:00 check in spot for that job.

· If NO, circle the 9:00 spot, document what additional materials will be required to complete the job

· Deliver the required materials to the jobsite before 11:00

All crews are to contact production manager by 11:00 and report if all needed materials have been delivered and report if they will complete their job today.

· Check the circled 9:00 spots once all materials have been delivered

· Check the 11:00 spots when the crews report they will be complete

· Circle the 11:00 spots where crews will not finish and route them some help to complete the job.

All crews are to contact production manager by 2:00 and report if they will complete their job today.

· Check the circled 11:00 spots once help has arrived

· Check the 2:00 spots when the crews report they will be complete

· Circle the 2:00 spots where crews will not finish and route them some help to complete the job.

	MTD Target $16,000.00

MTD Actual

$21,500.00
	Monday
	Tuesday
	Wednesday

	Crew 1

Daily Target

$4,000.00

Monthly Target

$80,000.00
	Joe Smith

Sold by: Tom Sales

1525 Lakeshore

275-330x

Deluxe System

$5,500.00

9 crew hours

9          11          2
	Jack  Smith

Sold by: Tom Sales

152 Lakes

275-330x

Deluxe System

$5,500.00

9 crew hours

9          11          2
	9          11          2

	Crew 2

Daily Target

$4,000.00

Monthly Target

$80,000.00
	Jane Doe

Sold by: Tom Sales

1111 Board

275-330x

Premium

$6,500.00

9 crew hours

9          11          2
	9          11          2
	Joe Smith

Sold by: Tom Sales

1525 Lakeshore

275-330x

Deluxe System

$5,500.00

9 crew hours

9          11          2

	Crew 3

Daily Target

$4,000.00

Monthly Target

$80,000.00
	Jeff Frasier

Sold by: Tom Sales

9705 Billingsworth

275-330x

Standard System

$4,500.00

8 crew hours

9          11          2
	Jerry Smith

Sold by: Tom Sales

15 Shore

275-330x

Deluxe System

$5,500.00

9 crew hours

9          11          2
	9          11          2

	Crew 4

Daily Target

$4,000.00

Monthly Target

$80,000.00
	Jerry Stiles

Sold by: Tom Sales

1002 Crossroads

275-330x

Deluxe System

$5,000.00

9 crew hours

9          11          2
	9          11          2
	9          11          2

	Revenue Goal
	$16,000.00
	$16,000.00
	$16,000.00

	Revenue Actual
	$21,500.00
	$11,000.00
	$5,500.00


Daily install volume management

If by 2:00 pm the replacement schedule for the next day or for three days out is not full:

· Call customers scheduled later in the month and see if they would like their job installed sooner.

· Page all salespeople what openings are available

· Page Service and Maintenance Technicians, making them aware of the situation

· Call “Open” jobs that have been quoted but not sold, ask how things went with their in Home Analysis and offer to answer any questions they might have

Offer incentives to motivate customers to move their replacement time up or to help Salespeople close more jobs.

· Offer a small bonus for the first sales person who fills tomorrows slot

· Offer customers a small “productivity discount” if they move forward with the work tonight or are willing to schedule their installation sooner

· (This is easy to justify: it is worth a $20 or $30.00 incentive or discount to motivate some action so you don’t have to send a crew home)

· Be Pro-Active

Effective & Efficient Installations

After managing your Installation board for a few days, opportunities for improvement will be clearly evident.

· Evaluate production performance on a daily basis

· Review yesterdays performance

Any job with a “Circled time spot” should be reviewed

· Pull the job folder

· Review the information documented by the sales person

· Review what was sold

If the material need was due to a lack of information from the Salesperson:

· Review your job folder process with the Salesperson

· If you do not have a standard process

Implement one

· We recommend reviewing the following reference materials from ISL 

· Chapter 3 “Technical Assessment” in your Sales Coach’s manual page 1.3.1 through 1.3.3

· Chapter 4 “Setting up your Sales System” in your Sales Coach’s manual

If the material needed was due to the job not being completely pulled and staged:

· Review your job staging process

· Review you job “kitting” inventory & process”

· If you do not have a job staging process or if you do not “kit” your replacement jobs, put this process in place and begin “kitting”

· We recommend the following reference material from ISL

· Effective & Efficient Installations manual

· We also recommend the Installation training available through out Technical Training facilities.

Weekly productivity review

· Weekly, review all installed jobs

· Look for common issues such as

· A consistency with material issues and or jobs running over the allotted time frame with jobs sold by the same sales person or installed by the same crew

Jobs running over the allotted time frame from the same sales person:

Pull the job folders

· Compare the sales agreement to the material pull sheet

· Determine if everything installed was included in the price

· Look for and document any labor intense products or services that may not have been included in the price

Make certain the sales person understands the value

Some sales people may “throw in” certain labor intense items such as return air vents or supply runs to close jobs without understanding the true cost associated with that item.

Habits begin to develop. 

If a sales person closes a sale by “throwing in” a return air vent once, they will use the same closing strategy again. If it works a second time, they will more than likely do it again. If the pattern continues, they will begin to use this strategy as a “standard” method and “short-cut” the sales process. If this pattern continues, that sales person will more than likely begin to “throw in” free return air vents for customers that may not need it or see any value. Eventually, the sales person will abandon selling value, take the path of least resistance and start selling commodities & price.

Make certain that they have prices for those items

Occasionally, some items are “thrown in” simply because the customer wants it but the salesperson has no way of offering a price for that item. This is especially true for items that require no “off the shelf” materials such as moving a unit three or four feet, re-locating a thermostat, removing large items that may require additional labor (such as oil tanks & gravity furnaces) or adding vents.

If these types of additional items are causing jobs to go over on a consistent basis, make sure that the sales team is equipped with a price. Furthermore, make certain that the sales staff clearly understands the monetary VALUE of that additions service. After all, “The price must reflect the value of the product or service”.

Refer to The Comfort Advisor “Coach’s Manual” chapter 10 “Sales Training”

Jobs running over the allotted time frame from the same replacement crew:

Pull the job folders

· Compare the sales agreement to the Sales Assessment

· Determine if the assessment was clear

· Look for and document any exceptions

Observe the process that crew follows when they pick their job up 

· Make certain they review and understand the scope of work before leaving

If Crews do not understand the scope of work before they are on the job site, valuable time could be wasted on the job getting questions answered.

· Make certain they review all materials staged for the job

Most material deliveries can be avoided if the Crew reviews the job before they leave the shop

Get those Crews on the job site by a certain time

Establish a time by when each Crew should be on the job site. Often times, if this “detail” is left to the discretions of the crew, valuable time may be wasted in the shop socializing with co-workers. Don’t go overboard, a small amount of socializing is healthy. Socializing becomes a big problem if and when it turns into “Country Club Syndrome” and negatively impacts productivity.

If Crews take their vehicles home:

Have them refuel their vehicles the night before.

Spending time in the morning fueling trucks is a waste of valuable time.

If your Company fuels vehicles at the same location “Off-Site”, allowing crews to refuel vehicles in the morning may create “morning social events” at the gas station. This time should be spent on the job.

Visit a few jobs

· Arrive at a jobsite before the crew arrives.

· Observe what time they arrive

· Watch the process they use to per-survey the job & plan their day

· Note simple disciplines such as:

· How many trips to the truck do they make?

· Are they “empty handed” when making trips to their vehicle

· Do they keep a clean workspace?

· Does this crew work well as a team

· Does the Crew Leader teach his apprentice how to perform certain tasks to improve productivity or does the crew leader under this person as a “GO-FOR” person.

Considerations & Review

· Establish your minimum installed revenue need per crew per day

· Establish your revenue need per day for the replacement department

· Determine how many crew hours are budgeted for every replacement job sold

Publicly post & manage an effective replacement schedule

· Develop a replacement schedule for the month

· Each day should have one block available for every crew

· Each Crew should have daily and monthly installed revenue targets 

posted in their block

· Every job posted on the schedule should have the following information:

· Customer name, Address & phone number

· Salesperson

· Type of job

· Dollar amount for job

· Budgeted Crew hours

· Crew Check in times (9 11 2 )

· Daily Revenue Target should be documented and compared to sold jobs

· Month to date installed revenue should be compared to MTD revenue goal
Daily productivity Management

· All crews are to contact production manager by 9:00 and report if all materials are available to complete the replacement.

· All crews are to contact production manager by 11:00 and report if all needed materials have been delivered and report if they will complete their job today.

· All crews are to contact production manager by 2:00 and report if they will complete their job today.

Daily install volume management

If by 2:00 pm the replacement schedule for the next day or for three days out is not full:

· Call customers scheduled later in the month and see if they would like their job installed sooner.

· Page all salespeople what openings are available

· Page Service and Maintenance Technicians, making them aware of the situation

· Call “Open” jobs that have been quoted but not sold, ask how things went with their in Home Analysis and offer to answer any questions they might have

Offer incentives to motivate customers to move their replacement time up or to help Salespeople close more jobs.

· Offer a small bonus for the first sales person who fills tomorrows slot

· Offer customers a small “productivity discount” if they move forward with the work tonight or are willing to schedule their installation sooner

· (This is easy to justify: it is worth a $20 or $30.00 incentive or discount to motivate some action so you don’t have to send a crew home)

· Be Pro-Active

Effective & Efficient Installations

After managing your Installation board for a few days, opportunities for improvement will be clearly evident.

· Evaluate production performance on a daily basis

· Review yesterdays performance

Any job with a “Circled time spot” should be reviewed

· Pull the job folder

· Review the information documented by the sales person

· Review what was sold

If the material need was due to a lack of information from the Salesperson:

· Review your job folder process with the Salesperson

If the material needed was due to the job not being completely pulled and staged:

· Review your job staging process

· Review you job “kitting” inventory & process”

Weekly productivity review

· Weekly, review all installed jobs

· Look for common issues
Jobs running over the allotted time frame from the same sales person:

· Pull the job folders

· Compare the sales agreement to the material pull sheet

· Determine if everything installed was included in the price

· Look for and document any labor intense products or services that may not have been included in the price

Jobs running over the allotted time frame from the same replacement crew:

· Pull the job folders

· Compare the sales agreement to the Sales Assessment

· Determine if the assessment was clear

· Look for and document any exceptions

· Observe the process that crew follows when they pick their job up 

· Get those Crews on the job site by a certain time

· If Crews take their vehicles home have them refuel their vehicles the night before.

· Visit a few jobs
