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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 our fixed absorption from 30% to the guide of 60% by April 1st, 2022.

BOTTOM LINE: Benefits of Achieving Your Goal Consequences of Not Achieving Your Goal
* Increased profitability * Remain reliant on sales profits
* Stability in service * Potential monthly net losses if inventory
* Keeping expenses under control issues remain constant

* Less reliability on sales profits to cover
the expenses of the store

Now
When will you start?

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

Progress will be measured by the fixed absorption calculations using month end financial
statements. We will monitor service/parts gross profit as well as expenses to make sure they
are moving in the right direction. We will also evaluate our spending at the end of each month
to make sure we aren't wasting money.
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What specific actions will you take to achieve your goal? Who can help you?

* Schedule more appointments in service

* Take more walk in LOFs

* Implement menu pricing on items instead of shooting from the hip and having variences in
pricing depending on writer/customer relationship

* Stock, promote and sell tires (we haven't done that in the past)

* Upsell service work from LOF's and tires by making sure MPI's are done on every car and
reviewed by the writer with the customer

* Increase our door rate to match local competition

* Stock more parts by evaluating prior sales, quicker parts = easier sales b/c time factor

- Who can help?

* Service manager by making sure writers are reviewing MPI's and attempting upsales

* Writers by scheduling more appointments and taking more walk ins whether drive up or
phone up

* Techs by completing MPI's and even speaking with customer if they are on site

* Sales by making sure customers are introduced to our service deptartment and 1st oll
change is scheduled at the time of delivery

Potential Challenges? Potential Solutions?

* Writers not reviewing MPI's * Find more parts suppliers to help with

* Techs not completing MPI's or missing back orders

items that could be recommended * Offer "coupon™ on next service customers

* Parts availability if facing pricing backlast

* Pricing backlash * Require customer signatures on MPI in

* Potential negative surveys order for writer to be paid

* Writers thinking schedule is booked and * Small bonus plan for appointments

not accepting walk in's or not booking set/shown

enough appointments/work on weekend * Reach out to aftermarket shops to let
them know we wholesale parts if they don't
already
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