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e Specific m Measurable 0 Relevant 0 Time bound

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

The Goal that | would like to acheive for John Megel Chevrolet is to increase our Pre-Owned
Gross Profit Return on Sales Pecentage to 10.0, with an accomplished by date of 8/1/22. Our
current level for Pre-Owned Gross Profit Return on Sales Pecentage is 8.12, based on the
Feb 2022 Financial Statement.

BOTTOM LINE: Benefits of Achieving Your Goal Consequences of Not Achieving Your Goal
The benifits of acheiving this goal is an By not hitting this goal, we would not be
additional $110,000 gross profit per month effectively growing our Pre-Owned Dept to
for the Pre-Owned Dept. get to the level that we need to be (really

need to get to 12%, but need to have an "in
*Calculation to achieve these numbers: between" goal to start).
YTD Pre-Owned Retail Gross with F&I (As
of Feb 22 (958,646) With the availability of new cars being
/ scarse, we need to take advantage of the
YTD Pre-Owned Retail Sales Dollars with vehicles that we have, and use our
F&l (As of Feb 22 (11,797,154) Pre-Owned Dept. to it's capabilities.
Need to increase YTD Pre-Owned Retail Without hitting this goal, we will also not
Gross with F&I by $110,000 monthly to effect our Pre-Owned Inventory turns,
achieve goal* which needs work as well.

We are going to start this on May 1st, 2022.
When will you start?

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

We will gauge this process weekly, during our Monday Manager Meetings. We will use the
above calculation to check on our progress, and | am going to have our Pre-Owned Manager
(Zack) and our Senior Sales Manager (Jody) part of the accountability on this.
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What specific actions will you take to achieve your goal? Who can help you?

When it comes to who can help with this, it will be a mixure of Zack (Pre-Owned Manager),
Jody (Sr. Sales Manager), and | for an accountability-side, but all Variable Managers will be
involved in this goal.

There are many actions and process that will be taken to achieve this goal.

1. Decrease the time it takes to get vehicles through the shop (currently it's 6.8 days,
decrease to 4 days) - this will allow us the opportunity to get a high gross dollar per sale, due
to quicker inventory turns.

2. Hire a new picture company to decrease time to get pictures on our online presense
(currently it's 3 days from shop completion, decrease to 1 day) - this will allow us the
opportunity to get a high gross dollar per sale, due to quicker inventory turns.

3. Add a consistant 3rd product to our F&I Penetration (currently 3rd product is at 4.2%
penetration - need to get to 25% penetration, with a $400 average profit margin) without
taking away from VSC and GAP penetration

4. Need to appraise vehicles at a 95% to Market Strategy in VAuto (currently 99%) - this will
increase gross profit on the sale of the vehicle

5. Need to have better controls throught the Recon Process - need to manage our spend in a
more effective fashion, leading to higher gross profit on the sale of the vehicle

6. Need to add more $17-$27k non-CPO sedans to our product mix - we are selling these at a
higher PVR than (non-CPO) trucks, adding to more gross to the bottom line

7. Need to move our ECP Pentration to 20% (currently 4.9%) - this would add $11,925 to the
gross line based on current rate of sales

Potential Challenges?

The potential challenge to this goal is that
are many variables that can go into this -

for example, we could positively effect 4 of
the 7 above mentioned actions, but get
worse of the other 3 actions, and end at a
similar result.

Potential Solutions?

The solution to the challenge of multiple
variables all comes down to constantly
gauging our progress, and accountabilty.

Holding our Variable Managers
accountable to the processes that we are
adjusting is the key to this being sucessful,
and having buy-in from our Fixed
Managers to help us get the vehicles
through as fast as possible will insure the
success of this goal.

We all work together = We all win.
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	1: The Goal that I would like to acheive for John Megel Chevrolet is to increase our Pre-Owned Gross Profit Return on Sales Pecentage to 10.0, with an accomplished by date of 8/1/22.  Our current level for Pre-Owned Gross Profit Return on Sales Pecentage is 8.12, based on the Feb 2022 Financial Statement.
	1_2: The benifits of acheiving this goal is an additional $110,000 gross profit per month for the Pre-Owned Dept.



*Calculation to achieve these numbers:

YTD Pre-Owned Retail Gross with F&I (As of Feb 22 (958,646)

/

YTD Pre-Owned Retail Sales Dollars with F&I (As of Feb 22 (11,797,154)



Need to increase YTD Pre-Owned Retail Gross with F&I by $110,000 monthly to achieve goal*
	1_3: By not hitting this goal, we would not be effectively growing our Pre-Owned Dept to get to the level that we need to be (really need to get to 12%, but need to have an "in between" goal to start).



With the availability of new cars being scarse, we need to take advantage of the vehicles that we have, and use our Pre-Owned Dept. to it's capabilities.



Without hitting this goal, we will also not effect our Pre-Owned Inventory turns, which needs work as well.
	When will you start: We are going to start this on May 1st, 2022.
	1_6: We will gauge this process weekly, during our Monday Manager Meetings.  We will use the above calculation to check on our progress, and I am going to have our Pre-Owned Manager (Zack) and our Senior Sales Manager (Jody) part of the accountability on this.
	1_8: When it comes to who can help with this, it will be a mixure of Zack (Pre-Owned Manager), Jody (Sr. Sales Manager), and I for an accountability-side, but all Variable Managers will be involved in this goal.



There are many actions and process that will be taken to achieve this goal.



1. Decrease the time it takes to get vehicles through the shop (currently it's 6.8 days, decrease to 4 days) - this will allow us the opportunity to get a high gross dollar per sale, due to quicker inventory turns.

2. Hire a new picture company to decrease time to get pictures on our online presense (currently it's 3 days from shop completion, decrease to 1 day) - this will allow us the opportunity to get a high gross dollar per sale, due to quicker inventory turns.

3. Add a consistant 3rd product to our F&I Penetration (currently 3rd product is at 4.2% penetration - need to get to 25% penetration, with a $400 average profit margin) without taking away from VSC and GAP penetration

4. Need to appraise vehicles at a 95% to Market Strategy in VAuto (currently 99%) - this will increase gross profit on the sale of the vehicle

5. Need to have better controls throught the Recon Process - need to manage our spend in a more effective fashion, leading to higher gross profit on the sale of the vehicle

6. Need to add more $17-$27k non-CPO sedans to our product mix - we are selling these at a higher PVR than (non-CPO) trucks, adding to more gross to the bottom line

7. Need to move our ECP Pentration to 20% (currently 4.9%) - this would add $11,925 to the gross line based on current rate of sales
	1_9: The potential challenge to this goal is that are many variables that can go into this -



for example, we could positively effect 4 of the 7 above mentioned actions, but get worse of the other 3 actions, and end at a similar result.




	1_11: The solution to the challenge of multiple variables all comes down to constantly gauging our progress, and accountabilty.



Holding our Variable Managers accountable to the processes that we are adjusting is the key to this being sucessful, and having buy-in from our Fixed Managers to help us get the vehicles through as fast as possible will insure the success of this goal.



We all work together = We all win.


