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Name Charlie Gallant e 06/27/20
Dealership: _\orthpoint Chrysler Dodge Jeep Ram

e Specific m Measurable o Relevant ﬂ Time-bound

What is your current situation and challenge you will address?

With our low inventory turn rate, our challenge is getting our pre -owned inventory to front line ready much quicker.

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.”

I would like to increase our pre - owned reconditioning from acquisition to front line from 11 days to 5 days by October 31.2020
We will continually review our up progress weekly at our regularly

e How does this goal align with or support your dealer’s vision?

e What are the BENEFITS of achieving your goal? What are the CONSEQUENCES if you don’t?
e Why is this goal important to you?

The benefits of achieving this goal are increased turn rate, higher gross profit as well as higher volume. This will also free up

frozen capital leading to an overall better net profitability.
The consequences are stale and aging inventory with uncompleted work leading to higher costs and lower gross.

©2020 National Automobile Dealers Association. All Rights Reserved. 1



NADA oo

o ——

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,

VARIABLE OPERATIONS 1

and dates.
START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE ! ’
EXPECTED RESULT CHECKPOINT
STEP RESOURCE(S) PERSON(S)
DATES
Create a sharable Google Docs Charlie Gallant Gives all departments | 6/20/20 with finished
spreadsheet Spreadsheet access to daily sheet by 6/30/20
progress
Meet to review the plan | Sample of spread shee | Charlie Gallant Have all department 6/25/20
Financial Statement Chris Royer managers familiar with
showing current used | Brett Trahan the pre owned
vehicle dollars Lynne Matten department current
Mike Rowell state
Train on using Access to Google Docs | Charlie Gallant Ability to enter updated | 6/29/20
Spreadsheet Chris Royer information
Brett Trahan
Lynne Matten
Mike Rowell
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How will you track your progress? What specific metric(s) will you track? At what intervals will you
check on the progress?

The Pre Owned Inventory Tracker is a shareable Google Document. Each Department Manager will save this document to
their bookmark tab on their computer. The information provided will include the following; The stock number, Year Make and
Model

The date the vehicle was acquired. Date and RO for Service and/or Body work opened. There will also be a "service status"
information section. This lets us know what's happening with the vehicle. There will also be a date of completion. This tab will
calculate with the date acquired giving us an overall "days to front line calculation. In addition, we will have check boxes for the
following information; Set to Market Price, At least one Photo, Buyer's guide displayed, Window Sticker Displayed and Multiple
Photos Uploaded.

This information will be updated daily by all department Managers. As General Manager, | will review daily and ask questions
about any hold up issues or missing information.

Potential Obstacles? Potential Solutions?
Employees unfamiliar with spread sheets train on the system
Back ordered parts look for aftermarket options
Severe damage to delay or prolong body repair create a designated pre owned reconditioning area "Bullpen!'

Recall parts unavailable
Out of sight Out of mind inventory

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

Through the 5th month of the year, we currently have 71 retail used units delivered with an average front end gross of $200/
vehicle. Our turn rate is 7.4. With our system in place we expect to push this turn rate to 12 and an increase additional per unit
gross of $300. This gives us an extra 9 units per month and an additional $8900 gross profit. With the additional income of F&I

as well as reconditioning, pack and doc fee, we will see a total variance of $33,219 per month or 108 additional units per year
with and increase of $398,633 year end profit.
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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.

Since the Pre Owned Inventory Tracker document is sharable and updated every day, it will be hard to fall back. We are all a
phone extension away from a question or the discussion of missing information.

Describe any planning or implementation meetings conducted as part of development of your plan.

We met to discuss boarding costs as well as a review of the Used Vehicle Department on the Financial Statement and the
effect on all departments. We also discussed the Google Document Sheet and its implementation

Sponsor Signature:
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