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Introduction

If you’re like most independent auto repair shop owners, you didn’t start your business to
spend nights worrying about payroll. You wanted freedom, income, and the chance to do
things your way. But somewhere along the way, the stress of making ends meet, declined
jobs, and razor-thin margins took over. This playbook is your way out. In the next pages, you’ll
learn 7 practical systems that stabilize your shop in 90 days or less. These aren’t theories —
they’re battle-tested methods used by real shops to go from payroll panic to profitable growth.



System 1: Weekly Financial Scorecard

Track these 4 key numbers every week:

Metric Target Example (Before) Example (After)

Sales Varies $70,000 $90,000

Payroll % ≤40% 52% 38%

Parts GP % ≥50% 42% 53%

Net Profit % ≥15% 3% 18%

This scorecard takes 15 minutes per week but will transform the way you see your business.



System 2: Payroll-First Cash Flow

Payroll is non-negotiable. Build a 1-week payroll buffer and cover it before anything else. This
system stops the Friday panic once and for all.

Visualize it like this:
Sales → Payroll → Parts → Overhead → Profit



System 3: Raise ARO +$100

Your average repair order is the heartbeat of your shop. By using digital inspections, clearer
estimate delivery, and bundling services, most shops can raise ARO $100 or more.

Sample Estimate Script:
'Mr. Jones, here’s what we found. If we handle these together today, we save you time and
get your car fully safe and reliable.'



System 4: Plug Parts Profit Leaks

Parts margins are often your biggest hidden leak. Target 50%+ GP by setting margin
standards and tracking them per repair order.

Sample Margin Targets:

Part Type Target Margin

Aftermarket 50-55%

OE 40-45%

Performance/Custom 35-40%



System 5: SOPs to Free the Owner

Create simple Standard Operating Procedures for your CSAs, techs, and managers.
Delegation is how you step back from firefighting and step into leadership.

Checklist for Delegation:
• Document the task • Train once • Hold accountable • Step back



System 6: Decline Follow-Up Engine

Every declined job is future revenue. Use a simple 3-touch follow-up system (call, text, email)
to recover 15–20% of lost sales.

Sample Follow-Up Text:
'Hi [Name], last week we noted some safety items on your [Car]. We still have time this week
to get them handled — would you like me to reserve a spot?'



System 7: 90-Day Action Plan

Here’s your roadmap for the next 90 days:

Days 1–30: Stabilize — Scorecard + Payroll Buffer
Days 31–60: Fix Leaks — Raise ARO, Parts GP, SOPs
Days 61–90: Grow — Decline Recovery, Owner Freedom Test



Closing Thoughts

You don’t have to fix everything overnight. Start with one system this week and build
momentum. Within 90 days, you can breathe easier, stop the payroll panic, and have a clear
path to growth.

Ready to take action?

■ Book your free 30■min Turnaround Call:
https://calendly.com/marksperformance2010/30min

■ Join as a Founding Client ($497/mo): https://buy.stripe.com/5kQ5kCgR62GleXi3144F200
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