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What is your goal? What do you want to achieve? From what metric? To what metric? By what date?

My role in the organization is the handle all the pre owned reconditioning for three stores.
Mazda, Toyota and Lexus. Now based on sales managers requests they want vehicles in and
out as quickly as possible. | transitioned into this role at the end of August and the average
days in reconditioning were approx 15-20 days. My goal is by the end of the year to have all
vehicles that come through reconditioning down to 10 days from inspection to completion of

BOTTOM LINE: Benefits of Achieving Your Goal Consequences of Not Achieving Your Goal
Benefits of achieving my goal are, happy Consequences of not achieving my goal
sales department, vehicles turn around would be. Vehicles be taken else ware for
quicker for sales, opportunity for more said reconditioning work, myself being
inventory and higher GP in all areas that transferred out due to under performance,
are affected by reconditioning. month to month targets not achieved due to

slow turn around time, unhappy customers
due to delays for their vehicles not being
ready.

When will you start? ASAP

How will you gauge your progress? When? Using which metrics?

The program we used shows metrics based on time in each step for the vehicle
reconditioning. | only have control of certain steps so based on that | can be sure to keep the
steps that | monitor below a certain threshold to achieve the targets | set. | have a live data
link to the vehicles in the program and an active clock the shows time in each step for the
vehicle. Based on that | can keep track of how long each vehicle stays in each step. The
metric | will be using will be time in each step.
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What specific actions will you take to achieve your goal? Who can help you?

Specific areas that | can focus on to achieve my goal would be to have vehicles ready to be
works on and lined up for each technician prior to their day being started, | can also make
sure that all parts that are related to said work on vehicles are tagged and in one specific area
so the technicians do not need to wait for parts or have any down time while working on the
vehicle. | have been toying with the idea of a productivity bonus structure for each technician
that if they reach said target then they will get a bonus on their check, this hopefully will help
drive and push the technicians to do more in a day rather than just make their 8 and go home.
Also in the new year | am getting another technician added to the roster for my department so
that will help me out greatly to get the work out quicker as | will have another body to perform

reconditioning work for all three stores.

Potential Challenges?

Challenges would be technicians lack of
performance not working quick enough,
Delay on parts for vehicles that would drive
the time vehicle is sitting not front line
ready, amount of vehicles brought in that
require reconditioning work will be too
many to handle based on staffing levels.
vehicles brought in require lots of work that
will drive other numbers up.

Potential Solutions?

Solutions would be to hire another
technician to help with the amount of work
required, have other areas to source parts
from if delays are happening from our
regular suppliers, talk to sales about
bringing in clean vehicles to speed up time
for reconditioning work. Have a pre
authorized amount for reconditioning to
skip the sales manager approval for said
work.
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