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	Name
	Sheldon Osofsky	Class # 
	420
	Dealership
	Ruge's Subaru	Date 
	9/19/2023


	Current Situation or Challenge to be Addressed:
	Our current time to line for our used cars is way to long. This is hurting our ability to to turn our inventory and maximize the GROI of each used unit.
	Current Performance Level (include specific measure):
	As of late September we are at 17.6 days to front line.
	Goal (what do you want to achieve?)
	My goal is to cut our time to line in half by October 31st 2023.
	Goal Performance Level (include specific measure)
	Bring our time to line down from 17.6 to 9 days by Oct 31st 2023.
	Goal Start Date:
	9/19/2023	Goal End Date:
	10/31/2023
	First Check-in Date:
	10/2/2023	Performance Objective:
	To see time to line down to 15.5 days 
	Second Check-in Date:
	10/16/2023	Performance Objective:
	Time to line down to 13.5
	Third Check-in Date:
	10/23/2023	Performance Objective:
	Time down to 10.5
	Fourth Check-in Date:
	10/31/2023	Performance Objective:
	Time down to  the goal of 9 days
	How does your goal align with the dealers’ vision?
	The dealers vision is to give the customer a different and better expierence then they would get from the big stores or the route 9 stores as we call them. So how does my goal align with the delaers vision is an interesting question. Reaching my goal would allow us to provide our customers with an array of opions to choose from and in a timily manner.
	What are the potential benefits of achieving your goal?
	Achieving my goal will put us in a much better position to maximize our GROI of each used unit. Potentially turning what would be a bad investment into a good or even great investment. Also it would give use the ablility to turn even faster. 
	What are the potential consequences if you don’t achieve your goal?
	If we don’t reach our goal and continue to work to bring and keep our time to line down, we will not be able to maximize the GROI of each investment.
	Why is the goal important to you?
	It is important to me to be a good steward of the dealers money. If we can get time to line down to a respectable time it will make it easier to make better investment decisions. 

	Potential Obstacles
	The biggest obstacle that we have is having enough techs for the work load in the service department.
	Potential Solutions
	Setting up programs to incentivize the service department to get the used cars done faster. 1. If the cars avarage days in recone is more then 7 days the internal rate payed by sales will be half the normal internal rate. If the cars avarage days in recone are less then 4 days the internal rate payed will be 150% of narmal rate. 
2. Offer techs that havn't made there hours for the week to stay late or come in on there days off to make up hours on used cars. 
 
	BOTTOM LINE! Financial Impact of Achieving Your Goal (expressed in dollars)
	If we can reach our goal Im projecting an increase in turn rate from 11.1 to 16. With the increase in trun rate and just a small drop in average front end gross profit, the projections show a year to date (through Oct) variance of $1,426,712. Showing a total projected gross of $3,727,573.


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.
	SPECIFIC ACTION/STEP
	NECESSARY RESOURCE(S)
	ACCOUNTABLE PERSON(S)
	EXPECTED RESULT
	START, END, & 
CHECKPOINT DATES

	We have started the internal rate of payvscale based on number of days in recone 	Repid recon to help track days. 	Myself and the service manager. 	Bring down the amount of time (11.7 days) the techs have the cars. Down to 5 days. 	9/19/2023 to 10/31/2023
	Offfer techs that are short on hours to make up on used cars. 	A free bay. 	Myself, the service manager and the techs. 	Bring down the amount of time (11.7 days) the techs have the cars. Down to 5 days. 	9/19/2023 to 10/31/2023
	Insentivise the detail department on number/time of cars cleaned for retail	Repid recon and $	Myself and the service manager	Bring down the average days in detail from 3 down to .5 days 	9/19/2023 to 10/31/2023
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As you work toward your goal, it’s important to have interim check points with specific, measurable objectives so your team can hold themselves accountable. If everyone knows the goal and objectives, you don’t have to spend your valuable time micromanaging.
Once you’ve accomplished your goal, 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.
	As of Oct. 31st 2023 we did not hit our gaol of 9 days to front line in recon. We ended at 11.2 down from 17.6.  Not hitting the goal is disappointing but the progress is encouraging, and I am confident that we will get to our gaol and beyond.  Now see the numbers and the potential of what this will do for used car profitability is the motivation I need to stay on top of the service manager and detail so that we continue the the progess that we have made. 

Describe any planning or implementation meetings conducted as part of development of your plan.
	We will continue a once a week meeting focused only on our time to line metrics, so to keep this all in the fore front of everyones mind. So that we will not fall back into any previous bad habits.  
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