Departmental Action Plan    

Student Name:   Jonathan Hess                      
Class & Student Number: N326-40
Academy Week: Variable 1

Current situation or challenge you want to address:  Recon time from acquisition to front-line is inconsistent and does not meet the 3 day expectation.  




Overall Objective and Specific Desired Results:  Used vehicle reconditioning time less than 3 days, to improve overall turn of used vehicle retail sales.



Describe your action plan in detail (be specific and include before and after measurements):  Improving the reconditioning time of used vehicles is a goal that the group has tried to impact in the past with moderate success.  Currently the store is turning used vehicles through the shop in 4-5 days.  Our goal is to reduce the time to 3 days MAX.  When the new hours of operations are in place (7am – 7PM starting 3/1/2018), an improvement is expected by the number hours of production that will be added.  Before the new hours are in place, we have taken two steps to decrease recon time.  First, we are preloading two bays a day with vehicles that have been inspected and the repairs are approved.  The techs that get there bays loaded, begin work an hour early.  This has led to improvement in the timing, usually completing two units before the first round of waiters are completed.  The second tactic we are implementing is, having 1 technician stay until 6 PM each night.  The tech is responsible to complete at least 1 used vehicle inspection and we have seen as many as 3 completed.  We saw turn time on used vehicles at or below 3 days in most instances since.  Additionally, this change has started the process of recognizing the importance of expanding hours.
Timeline: Describe specific short term and long term checkpoints to monitor progress.  
[bookmark: _GoBack]Used vehicle turn time is calculated by the service manager and verified by the used car manager.  The day that the vehicle is stocked-in, it is given to service and the clock starts.  The vehicle is considered completed once it has been cleaned and returned to the used car manager for sign off.  Each vehicles individual turn is kept for the month, each vehicle that is completed in more than 3 days is reviewed by the Variable Platform Manager, Used Car manager, Service Manager and myself during a meeting that occurs each Monday at 11AM.  A running average is produced and update each week by the service manager.  The MTD average is sent in a weekly management report that is completed and submitted to me on Friday by the close of business each week.  December average turn was 3.7 days.  As the process is fine-tuned, we will move from tracking the results in days and start to track by hours.  I expect that change to occur in the 1st quarter.





