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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.”

o000

Minimize Obsoleste parts from 18% of our inventory to under 5% by January 1.

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?

R

We have $3.3 million in parts inventory and 18% of it is obsolesent. By reducing the
obsolescence in the department, we will not have so much idle capital sitting around. We can
use our money in different ways to help the overall profitability of the dealership. Moreover,
this will also help with the overall health of our inventory, making sure that we have better
breadth. This goal is important because with our large inventory, it is very easy to let the
amount of money in obso parts get out of hand.
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e
What specific actions or steps will you take to accomplish your goal? What will you do differently or improve? e@ 0
For each, be sure to include necessary resources, who is accountable, the measurable result, and dates.

SPECIFIC ACTION/ NECESSARY WHO IS EXPECTED EXPECTED ACTUAL
STEP RESOURCES? ACCOUNTABLE? RESULT? COMPLETION COMPLETION CHECK OFF
DATE? DATE?
Review total $ DMS inventory Parts Director | See what pieces 9/1/24 |
amniint in DMS ciLimmaryv ara nhen
Redo ordering RIM and CDK Parts Directory Have better 9/1/24
critaria nrdarinn dafined nrdarinn
Review SOP SOP report and Parts Director |See exactly what 9/5/24
nronrocc nhyvciral invantaryv and Cniintar wo _ara dninn_and
Redo SOP Director Have escape 9/10/24
nrncace nlan_ratiirn
Designate "J" bin N/A Director and Mark peices that 10/1/24
ctnelear ara nhenlata ac
Determine how OEM RIM Director Know the 10/1/24
miich RIM ic wiahcita difforanca
Bill out $100 of | UCM wholesale Used Car Mgr | Getrid of $100 Weekly
nhen narte nvaryv ronnrtc nhen tn ovaryv
List on Ebay and Ebay/DMS Parts Director Sell at least 5% weekly
nthar wehcitac invvantnry and cniitnar nf tha nhen narte
Monthly scrap | DMS and OEM Director and Take advantage Monthly
crran recnrde \Warahniice mar | nfthe 104 erran
Semi-annual N/A Whole staff Inventory twice a 10/18/24
Invvantnryy vaar tn malka Earliar in \inar
Perpetual N/A Puller Constant Daily |
invvantnryv invvantnrn/ chaclk |
Make SOP N/A Counter and  |Less aging SOPs Daily
nranav advienrc nn _chaolf haraiica L |
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How will you track your progress? Where will you find the information? How often will you check in?

Track by pulling iventory reports by age and seeing how much is 10-12 months and older,
also new parts no sale. Run the monthly DMS summary to see at the end of the month what
has been reduced. Pull the RIM return report from the manufacturer to see what from there is
eligible to return (13 month return). Run report at the beginning and end of every month to
see how much has been diminished.

Potential Obstacles? Potential Solutions?

Used car manager not wanting to take Show the benefit to the UCM of billing

an extra $100 of cost on wholesale out the parts, helps both departments,

vehicles. Employees not wanting to do can see higher return at auction.

bin counts every day. Counter and Inventory will be easier in the year by

advisors not making customers prepay doing perpetual counts. Staying on top

for the SOPs. Not labeling the old of the aging reports and making sure

pieces with the J bin. Falling behind and that everything is correctly labeled.

not completing the monthly scrap Incentives for warehouse employees to
make sure that the scrap is accurate
and timely.

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

0000

We will reallocate $500k in old inventory back into the store, free up that amount of idle

capital to ensure that we can have better inventory and we will cut expenses by $50k while
hoastina arass an extra 5% bv not havina idle canital.

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.

This will be a constant procedure and we will have year end incentives if obsolescence is
under 5%. By keeping the focus on this, we know that the inventory is healthy and we can
make better decisions with the aged money. We will do monthly training as well on the

importance of not having 18% obsolescence which will also show how much more efficient
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	A: Track by pulling iventory reports by age and seeing how much is 10-12 months and older, also new parts no sale. Run the monthly DMS summary to see at the end of the month what has been reduced. Pull the RIM return report from the manufacturer to see what from there is eligible to return (13 month return). Run report at the beginning and end of every month to see how much has been diminished.
	A_2: Used car manager not wanting to take an extra $100 of cost on wholesale vehicles. Employees not wanting to do bin counts every day. Counter and advisors not making customers prepay for the SOPs. Not labeling the old pieces with the J bin. Falling behind and not completing the monthly scrap
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	R: We will reallocate $500k in old inventory back into the store, free up that amount of idle capital to ensure that we can have better inventory and we will cut expenses by $50k while boosting gross an extra 5% by not having idle capital.
	S: This will be a constant procedure and we will have year end incentives if obsolescence is under 5%. By keeping the focus on this, we know that the inventory is healthy and we can make better decisions with the aged money. We will do monthly training as well on the importance of not having 18% obsolescence which will also show how much more efficient the department can be.  For example, by having customers prepay, we guarantee a dollar amount that is coming in, and we will not have open SPOs that are floating around for months on end, WIP will go down as well from this.
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