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S M T

What is your goal? What do you want to achieve? From what metric? To what metric? By what date?
Example: “I will decrease my 5K run time from 30 minutes to 21 minutes by June 15, 2020.”

R

How does this goal align with or support your dealer’s vision? 
What are the BENEFITS of achieving your goal? What are the CONSEQUENCES if you don’t?
Why is this goal important to you? 

RM TS ASpecific Measurable Achievable Relevant Time bound

HOMEWORK – ACTION PLAN
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What specific actions or steps will you take to accomplish your goal?  What will you do differently or improve? 
For each, be sure to include necessary resources, who is accountable, the measurable result, and dates.  

A TS M

SPECIFIC ACTION/
STEP

NECESSARY 
RESOURCES?

WHO IS 
ACCOUNTABLE?

EXPECTED 
RESULT?

EXPECTED 
COMPLETION 

DATE?

ACTUAL 
COMPLETION 

DATE?
CHECK OFF
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Potential Obstacles? Potential Solutions?

BOTTOM LINE! What is the financial impact (expressed in dollars) of achieving your goal?

R

How will you track your progress? Where will you find the information? How often will you check in? 

A TS M
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S M T

CONGRATULATIONS! You’ve accomplished your goal! You added or adjusted policies, procedures, and 
behaviors. Now what? How will you ensure you and your staff do not fall back into the previous habits 
that produced poor results? Be specific.

S A

HOMEWORK – ACTION PLAN

What specific actions or steps will you take to accomplish your goal?  What will you do differently or improve? 
For each, be sure to include necessary resources, who is accountable, the measurable result, and dates.  


	How does this goal align with or support your dealers vision: I will decrease the 'Posting reference reconciliation' report from 47 to 20 pages by May 15, 2023.
As of April 24th the 'Posting reference reconciliation' report contains discrepancies between physical inventory and account payables for Volvo and other vendors. My tasks are to investigate every single difference which is more than one month old. I will keep only current discrepancies, and will run this report monthly going forward to catch all variances, and keep books and physical inventory as close as it possible.
	1: The biggest benefit from this project will be improving accuracy in books and physical inventory, which is important, because first of all, parts department will know what exactly available at any moment for sale, and second it supports budgeting, forecasting and producing of reliable financial statements.

'Service the needs of our customers, always exceeding their expectations so as to create such an impression that they will return to do business with us'- vision statement of our dealership. To keep service at the highest level we have to manage parts inventory and be able to schedule service work at the most efficient way.

The most common reasons for discrepancies between physical inventory and GL could be:
1. Existing physical total balance with zero AP amount posted to this reference:
                       - invoice was posted without reference
                       - invoice posted to wrong reference
                       - invoice was never received
2. Existing physical total balance is different from AP amount posted to this reference:
                       - price on invoice was different from parts order and wasn't adjusted on time
                       - inherent or dirty core amounts exist in inventory with no invoice from vendor
  
Every single parts receiving reference is created when physical part is received, so the problem is mostly in AP, which is my direct responsibility, that's why this is so important to me.
If I won't do anything to improve the situation, the amount of discrepancies will grow every month, and it will be really difficult to reconcile physical inventory to books and provide the best service to our customers.

As an accountant I also see the problem with missing invoices: were they really never received or were misplaced, did we pay to the wrong vendor, if we budgeted for one year and invoices will arrive year after, how if will affect my statements, etc. When I see the difference between parts order's price and actual invoice, the question is: did AP just pay on invoice without checking with parts order issuer, who approved the price difference if any, what are my internal control procedures and does AP clerk follow them as she should?


                                                                      
	SPECIFIC ACTION STEPRow1: Run Posting Reference Reconciliation report and split onto current and old parts
	NECESSARY RESOURCESRow1: KARMAK reporting
	WHO IS ACCOUNTABLERow1: Controller
	EXPECTED RESULTRow1: Create a list of all discrepancies to review
	EXPECTED COMPLETION DATERow1: 04/24/2023
	ACTUAL COMPLETION DATERow1: 04/24/2023
	SPECIFIC ACTION STEPRow2: Separate Volvo parts orders from other vendors
	NECESSARY RESOURCESRow2: KARMAK reporting
	WHO IS ACCOUNTABLERow2: Controller
	EXPECTED RESULTRow2: Create two lists: one with Volvo orders - to be reviewed by inventory control clerk and another one with other vendor's orders- to be reviewed by controller
	EXPECTED COMPLETION DATERow2: 04/24/2023
	ACTUAL COMPLETION DATERow2: 04/24/2023
	SPECIFIC ACTION STEPRow3: Analyze every discrepancy for Volvo orders, adjust where needed, and explain why the rest should stay in the report
	NECESSARY RESOURCESRow3: KARMAK reporting
	WHO IS ACCOUNTABLERow3: Inventory Control Clerk
	EXPECTED RESULTRow3: Contact Volvo about all old parts orders, receive invoices or adjust inventory
	EXPECTED COMPLETION DATERow3: 05/12/2023
	ACTUAL COMPLETION DATERow3: 
	SPECIFIC ACTION STEPRow4: Adjust all 2021 parts orders/invoices
	NECESSARY RESOURCESRow4: KARMAK reporting
	WHO IS ACCOUNTABLERow4: Controller
	EXPECTED RESULTRow4: Clean up 2021
	EXPECTED COMPLETION DATERow4: 04/28/2023
	ACTUAL COMPLETION DATERow4: 04/28/2023
	SPECIFIC ACTION STEPRow5: Analyze 2022 discrepancies, prepare a list of parts orders with no AP invoice referenced and review it with parts manager, manually reference invoices if they were received but posted with no reference
	NECESSARY RESOURCESRow5: KARMAK reporting
	WHO IS ACCOUNTABLERow5: Controller
	EXPECTED RESULTRow5: Eliminate from report all invoices with proper amounts, but not originally referenced to parts order
	EXPECTED COMPLETION DATERow5: 05/05/2023
	ACTUAL COMPLETION DATERow5: 05/05/2023
	SPECIFIC ACTION STEPRow6: Analyze 2022 discrepancies where AP amount is different from parts order amount. With few exceptions the differences were non-material and were manually adjusted to be removed from report
	NECESSARY RESOURCESRow6: KARMAK reporting
	WHO IS ACCOUNTABLERow6: Controller
	EXPECTED RESULTRow6:  Eliminate from report all insignificant amounts
	EXPECTED COMPLETION DATERow6: 05/05/2023
	ACTUAL COMPLETION DATERow6: 05/05/2023
	SPECIFIC ACTION STEPRow7: Analyze 2022 discrepancies where AP amount is different from parts order amount, and amount was material. Review them with parts manager, contact vendors for core invoice, or adjust the difference to parts inventory adjustment GL if no invoice is expected
	NECESSARY RESOURCESRow7: KARMAK reporting
	WHO IS ACCOUNTABLERow7: Controller
	EXPECTED RESULTRow7: Eliminate from report all significant discrepancies 
	EXPECTED COMPLETION DATERow7: 05/05/2023
	ACTUAL COMPLETION DATERow7: 05/05/2023
	SPECIFIC ACTION STEPRow8: Re-run report and make sure that there are no discrepancies between physical inventory and books for 2021 and 2022
	NECESSARY RESOURCESRow8: KARMAK reporting
	WHO IS ACCOUNTABLERow8: Controller
	EXPECTED RESULTRow8: Posting reference reconciliation report shows only current parts orders
	EXPECTED COMPLETION DATERow8: 05/05/2023


	ACTUAL COMPLETION DATERow8: 05/05/2023
	SPECIFIC ACTION STEPRow9: Review report for any discrepancies in a first quarter of 2023 (found 3), adjust GL
	NECESSARY RESOURCESRow9: KARMAK reporting
	WHO IS ACCOUNTABLERow9: Controller
	EXPECTED RESULTRow9: Posting Reference Reconciliation report is showing only current orders
	EXPECTED COMPLETION DATERow9: 05/05/2023
	ACTUAL COMPLETION DATERow9: 05/05/2023
	SPECIFIC ACTION STEPRow10: Set up a schedule to run Posting Reference Reconciliation report bi-weekly and timely follow up on any variances
	NECESSARY RESOURCESRow10: KARMAK reporting
	WHO IS ACCOUNTABLERow10: Controller
	EXPECTED RESULTRow10: Keep Posting Reference Reconciliation report current- inventory value is as close as it possible to GL amount.
	EXPECTED COMPLETION DATERow10: quarterly
	ACTUAL COMPLETION DATERow10: 
	SPECIFIC ACTION STEPRow11: 
	NECESSARY RESOURCESRow11: 
	WHO IS ACCOUNTABLERow11: 
	EXPECTED RESULTRow11: 
	EXPECTED COMPLETION DATERow11: 
	ACTUAL COMPLETION DATERow11: 
	SPECIFIC ACTION STEPRow12: 
	NECESSARY RESOURCESRow12: 
	WHO IS ACCOUNTABLERow12: 
	EXPECTED RESULTRow12: 
	EXPECTED COMPLETION DATERow12: 
	ACTUAL COMPLETION DATERow12: 
	SPECIFIC ACTION STEPRow13: 
	NECESSARY RESOURCESRow13: 
	WHO IS ACCOUNTABLERow13: 
	EXPECTED RESULTRow13: 
	EXPECTED COMPLETION DATERow13: 
	ACTUAL COMPLETION DATERow13: 
	SPECIFIC ACTION STEPRow14: 
	NECESSARY RESOURCESRow14: 
	WHO IS ACCOUNTABLERow14: 
	EXPECTED RESULTRow14: 
	EXPECTED COMPLETION DATERow14: 
	ACTUAL COMPLETION DATERow14: 
	SPECIFIC ACTION STEPRow15: 
	NECESSARY RESOURCESRow15: 
	WHO IS ACCOUNTABLERow15: 
	EXPECTED RESULTRow15: 
	EXPECTED COMPLETION DATERow15: 
	ACTUAL COMPLETION DATERow15: 
	SPECIFIC ACTION STEPRow16: 
	NECESSARY RESOURCESRow16: 
	WHO IS ACCOUNTABLERow16: 
	EXPECTED RESULTRow16: 
	EXPECTED COMPLETION DATERow16: 
	ACTUAL COMPLETION DATERow16: 
	A: Once some adjustments were done I re-run report and reviewed for the next adjustments. For the future I am planning to run this report bi-weekly and adjust timely where needed.
All information can be found in KARMAK, vendor's statements and sometimes in actual vendor's invoices and parts receiving paperwork.
	A_2: The biggest problem will be Volvo orders, the manufacturer is very slow with response, and as I learned they can send invoice a year after the part was actually received and added to our inventory. 
AP clerk might post invoice without checking for any difference with parts order, and this will add new discrepancy to my report.



	A_3: We are trying to improve communications with Volvo, and do anything possible to have invoices on time.

AP clerk received additional training how to match invoices to parts orders. I am planning to check her work and follow up with every case where discrepancy appears in report, until she will be able not only posting invoices, but check her own work from different perspectives. 



	R: Before adjustments the Posting Reference Reconciliation report showed $339,966.47 amount of difference.
As of today this amount is reduced to $217,995.32, which means that our physical inventory become closed to books on $121,971.15, the books and inventory are more accurate, and most discrepancies are current parts order waiting for vendor's bills to arrive.
	S: Control, control and control! I have added to my schedule a new task to run and review report bi-weekly, and I an going to invest as much time as it needed to work with AP and prevent appearance of discrepancies on the entry level- when invoice first time hits AP desk. Parts manager and inventory control clerk at their turns will work with Volvo in order to sped up invoicing process.
The most efficient way to control the differences between A/P and physical parts totals, has 2 steps.  First, is to post invoices in A/P as soon as possible, while ensuring invoices balance before posting . Second, reviewing the Posting Reference Reconciliation report weekly/daily to catch any posting errors or discrepancies that are unexplained.  This second added step is crucial and results in corrections happening before month end and reporting more accurate results.
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