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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?

My goal is to reduce parts department inventory frozen capital by 25% from $187,308 in
August 2020 to $140,481 by April 2021.

BOTTOM LINE: Benefits of Achieving Your Goal Consequences of Not Achieving Your Goal
The benefits of achieving this goal are Some potential consequences of not
improved cash flow and a balanced achieving this goal are reduced working
inventory so that we can more reliable capital because the cash is tied up in
provide the right part at the right time. non-moving parts inventory and continuing

to have to make excessive "emergency
purchases."”
October 2020

When will you start?

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

I will gauge my progress utilizing the dollar amount of frozen capital (FS Inventory Dollars -
(Average Month Parts Cost of Sales x 1.5)) on a monthly basis.
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What specific actions will you take to achieve your goal? Who can help you?

| believe this is a twofold problem: 1) the physical inventory dollar amount according to the
DMS varies drastically from the accounting inventory dollar amount and 2) we may be
stocking too much of the wrong inventory.

In order to achieve this goal, the Parts Manager, Comptroller, and | need to reconcile our
physical and accounting inventory to determine how much of a legitimate discrepancy is
present. | will ensure that the parts team members are conducting at least 5 bin counts and
reconciliations on a daily basis, Monday - Friday. On a weekly basis, the Parts Manager and |
will compare the DMS inventory dollar amount with the parts inventory account. In October
2020, the management team and | will conduct an entire physical inventory count and
reconciliation.

Once we have corrected to the best of our ability the DMS and accounting inventory
challenges, | will evaluate our inventory stocking practices with the Shop Foreman, Service
Manager, and Parts Manager. We currently make a shocking amount of "emergency
purchases," even for how much frozen capital we have tied up in our parts inventory. We will
also need to come up with a plan for making room on our shelves for the inventory that is
actually going to sell, so I will work with the Dealer and Parts Manager to look at solutions for
that, including e-commerce.

Potential Challenges? Potential Solutions?

Some potential challenges are the
defensive nature of our Parts Manager - he
tends to think he can do no wrong and it's
everyone else's fault, as well as the
constraints put on us by GM's PASE and
RIM programs that require us to comply
with certain unrealistic expectations.

Some potential solutions are for me to
approach this with curiosity versus trying to
force my process change ideas on the
manager right from the beginning.
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