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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?

I will bring our total absorption percentage from 85.1% to 90% by October 30, 2021.

BOTTOM LINE: Benefits of Achieving Your Goal Consequences of Not Achieving Your Goal
We will be able to have all expenses in the We will have a less profitable store, which
store covered, and new vehicle gross profit effects pay plans & employee retention.

will be pure profit.

Our expenses will be higher than our
We will be a more profitable store, and target.
have less turnover.

| will start this process on August 2, 2021.
When will you start?

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

4 times a month | will do the calculation to figure our total absorption, by taking the YTD gross
profit in Fixed Ops, adding YTD pre-owned gross profit and dividing that by YTD total
expenses, which will give me my percentage. | will be checking our total expenses everyday
to make sure we are pacing for them to be $285,000 or less at month end. The formula for this

would be total expenses divided by the selling day of the month multiplied by how many
working days in the month.
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What specific actions will you take to achieve your goal? Who can help you?

The specific actions that | am going to take to achieve my goal are that | will decrease our
total expenses in the store by $15,000 a month. Our average expenses are $300,000 per
month,and | plan to bring them down to $285,000 per month. | will do this hiring an outsourced
company to review our expenses. | will eliminate any unnecessary expenses, and tighten up

on necessary expenses.

All of our hourly technicians will be converted to flat rate techs, which will help with our
technician un-applied time. We will start a new process that can be controlled to monitor our
fuel expenses. We will cut our overtime in half, which is currently 2.193 hours per eligible

employee.

We currently fill all of our new and used vehicles upon delivery. From now on we will only be
filling new vehicles, and for used we will only provide a half tank of fuel upon delivery. An
average gas tank takes 20 gallons, and we will provide 10 gallons @ 3.50 per gallon= $35
savings per vehicle sold. We are currently selling an average of 45 used vehicles a month;
therefore @ $35 savings per unit this would save us $1575 per month in fuel expenses.

| will convert from V-Auto to First Look, which would be a $1249 savings per month.

Lastly our current Auto Trader bill is $6050, and since our new inventory is so low we have no
need to use Auto Trader on new vehicles. Therefore | will be able to take our bill down to

$3050, which is $3000 in savings a month.

Potential Challenges?

Customers may dislike our new used car
fuel program

An outsourced company to audit expenses
will be an additional expense and we are
trying to avoid that.

We may have a hard time eliminating
$15,000 a month in expenses.

Potential Solutions?

The outsourced company to audit
expenses may find that we can eliminate
over $20,000 in monthly expenses, which
would help cover the additional cost for
their services.

We can implement a new program for our
pre-owned customers such as a gift card to
use in our parts or service department. The
gift card would be set up in the deal as a
"we owe."
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	1: I will bring our total absorption percentage from 85.1% to 90% by October 30, 2021. 
	1_2: We will be able to have all expenses in the store covered, and new vehicle gross profit will be pure profit. 

We will be a more profitable store, and have less turnover. 
	1_3: We will have a less profitable store, which effects pay plans & employee retention. 

Our expenses will be higher than our target. 


	When will you start: I will start this process on August 2, 2021.
	1_6: 4 times a month I will do the calculation to figure our total absorption, by taking the YTD gross profit in Fixed Ops, adding YTD pre-owned gross profit and dividing that by YTD total expenses, which will give me my percentage. I will be checking our total expenses everyday to make sure we are pacing for them to be $285,000 or less at month end. The formula for this would be total expenses divided by the selling day of the month multiplied by how many working days in the month. 
	1_8: The specific actions that I am going to take to achieve my goal are that I will decrease our total expenses in the store by $15,000 a month. Our average expenses are $300,000 per month,and I plan to bring them down to $285,000 per month. I will do this hiring an outsourced company to review our expenses. I will eliminate any unnecessary expenses, and tighten up on necessary expenses. 

All of our hourly technicians will be converted to flat rate techs, which will help with our technician un-applied time. We will start a new process that can be controlled to monitor our fuel expenses. We will cut our overtime in half, which is currently 2.193 hours per eligible employee. 

We currently fill all of our new and used vehicles upon delivery. From now on we will only be filling new vehicles, and for used we will only provide a half tank of fuel upon delivery. An average gas tank takes 20 gallons, and we will provide 10 gallons @ 3.50 per gallon= $35 savings per vehicle sold. We are currently selling an average of 45 used vehicles a month; therefore @ $35 savings per unit this would save us $1575 per month in fuel expenses. 

 I will convert from V-Auto to First Look, which would be a $1249 savings per month. 

Lastly our current Auto Trader bill is $6050, and since our new inventory is so low we have no need to use Auto Trader on new vehicles. Therefore I will be able to take our bill down to $3050, which is $3000 in savings a month. 



	1_9: Customers may dislike our new used car fuel program

An outsourced company to audit expenses will be an additional expense and we are trying to avoid that.

We may have a hard time eliminating $15,000 a month in expenses. 


	1_11: The outsourced company to audit expenses may find that we can eliminate over $20,000 in monthly expenses, which would help cover the additional cost for their services. 

We can implement a new program for our pre-owned customers such as a gift card to use in our parts or service department. The gift card would be set up in the deal as a "we owe." 




