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Current situation or challenge you want to address: 
The biggest challenge we have in our pre-owned departments is the recon process. It is taking too long from the time we acquire a vehicle until it is front line ready. As soon as the vehicle arrives at lot, a picture is taken and put online. The car is then brought to service. From Service it goes to detail. After the vehicle is detailed it photographed in our photo booth. From start to finish it was taking 7-10 days.
	The biggest bottle neck is in service. Typically we receive the “were backed up” response from the service manager. Not taking into account that the pre-owned department pays full retail and is the best customer a service department has. Sometimes the vehicle does not exit the service department until day 7. The most frustrating part is that more times than not it’s for basic maintenance that doesn’t take that long to complete.  
	The second challenge that I want to address is the money we are spending on outside vendors. Grosses are declining at a rapid rate. We are chasing certified pre-owned objectives in every store and are giving up gross to get there. So every penny counts. In our main campus, that consists of Jaguar, Infiniti and Land Rover we typically stock 150 pre-owned cars. In 2016 we spent $220,000 between three vendors, Touch up, minor paint work (bumpers), and rim repair. Not to mention they are not on the lot daily. 
Overall Objective and Specific Desired Results: 
My first objective is to have a vehicle front line ready within 5 days. By front line ready I mean all service work/recon completed and the vehicle photographed in our photo booth. This would help quicken the vehicle turn. The worst possible scenario is not being able to sell a vehicle because the recon work is not finished or having to bring a vehicle back to complete a repair.

My second objective is to bring some of the tasks we typically would out source in house. By bringing it in house in goes from an expense to a profit center also allowing us to have work done daily. Not on a specific day like in the past. This I also tied to speeding up the recon process and not having to bring a customer back to complete work, such as repairing a scuffed rim.
Describe your action plan in detail (be specific and include before and after measurements)
First step is to install DealerLinx to track the whole recon process. DealerLinx is a hand held based device that’s software is linked to our DMS that tracks each step of the recon process. This platform can be accessed through a computer where the inventory manager can see how long each car is in each phase of recon. When a car arrives you use the handheld device to scan the vehicle and start the clock. You scan it through every phase. Each phase of the scanning is done by the inventory manager or recon manager so service can’t work around the process. By using this software it allows you to hold each party accountable for how long each phase of the recon process takes. It allows you to address it immediately and not deal with service blaming detail or vice versa.  It also allows you to know where each car is at all times so you don’t have to search for a vehicle through each department. DealerLinx also allows you to see how efficient your vendors are. You can track how long it takes them to let’s say resurface a rim.
Currently it is taking 7-10 days to complete the recon process. By installing the software alone we should be down between 5-7 days. After perfecting the flow we should be at 5 days. Daily, weekly, and monthly reports pull through the platform will allow us to track and address bottle necks immediately. 
Second phase is to make service accountable for how long it takes to get through the service department. A vehicle must be through service within 72 hours. I have created a policy (full policy attached separately) where it penalizes the service department monetarily based on how long a vehicle takes to be completed. They would not be penalized for back order items, ect. The pre- owned department pays retail for all work performed. The bill will be discounted in the following increments when not completed:
3 days – 20% discount on parts and service (total bill)
5 days – 40% discount on parts and service (total bill)
7 days – 50% discount on parts and service (total bill)
From my experience the best way to see improvement is to potentially hit them where it hurts (their pocket). If they do what they are supposed to then they get the work at full retail. 
 	The third phase is going to be a longer term project. I would like to take some parts of the recon process, which we currently use vendors for, and take it in house. In 2016 we spent $63,640 for minor paint work, $63,550 for rim repair, and $93,675 for paint correction. Currently all of these items are an expense. By bringing it in house we can pay ourselves and turn it into a profit center. 
	The first piece to make this successful would be brining on a recon manager. In our case I am bringing on the owner/operator of the company that was previously performing minor paint work on all of the vehicles. He previously owned a body shop and is able to do the work he was already doing and assume the work of the paint correction vendor. He would be responsible in training and hiring a tech to assist with the work. What makes it attractive for him is he gets absorbed by a large company, receives benefits, and will have a constant flow of work at one place. He also will have the ability to achieve a bonus based on work done. The tech will be trained how to do bumpers, paint correction and rim repair.  Being that this portion is a longer term project, we would tackle the paint portion prior to the wheels. Once we perfect the paint portion we will expand to the wheels.  Until we get there we will continue with the vendors.  Below is a graph showing potential in house revenue and markup potential. 
	In House Assumptions
	16 Expense
	15% Mark Up
	20% Mark Up
	30% Mark Up
	40% Mark up

	Car Cosmetician
	$63,640.00 
	$9,546.00 
	$12,728.00 
	$19,092.00 
	$25,456.00 

	AB Mobile Rim Repair
	$63,550.00 
	$9,532.50 
	$12,710.00 
	$19,065.00 
	$25,420.00 

	NTI/Finish First
	$93,675.00 
	$14,051.25 
	$18,735.00 
	$28,102.50 
	$37,470.00 

	Total Before PS &Payroll)
	$220,865
	$253,995
	$265,038
	$287,125
	$309,211

	Recon Manager (PS)
	-$11,043.25
	-$17,779.63
	-$18,552.66
	-$20,098.72
	-$30,921.10

	Technician (PS)
	-$11,043.25
	-$12,699.74
	-$13,251.90
	-$14,356.23
	-$15,460.55

	Payroll Recon Mgr.
	$70,000
	$70,000
	$70,000
	$70,000
	$70,000

	Payroll Tech.
	$30,000
	$30,000
	$30,000
	$30,000
	$30,000

	Total In House Revenue
	$298,779
	$323,515
	$333,233
	$352,670
	$362,829



The eventual goal is take on service work as well and mark that up to the customer.
	We would be taking on the insurance liability, supplies, and labor expense but the potential reward grossly outweighs the risk. It also allows us to have work constantly getting done. Rather than be at the mercy of a vendor who typically gives you one or two days a week to get the work done.
Timeline: Describe specific short term and long term checkpoints to monitor progress
1. DealerLinx= scanners have been purchased and software installed. Process will be managed by inventory/ recon manager daily. I will receive weekly automated reports so I can see how effective this working. Short Term is to get the recon process down to 5 days. Long term in a perfect world it would be 72 hours. 
2. Service Completion policy is completed (attached).  This will be policed by DealerLinx and by RO open and close timeline. At our store an RO must be opened immediately when a vehicle arrives at the service department. Monthly you can run a report tracking discounted internal work. 
3. 



Meeting with Stakeholders (dealership personnel)
Describe what behavior change is needed to support desired goal.  Address required coaching, training and/or consequences.  Include timelines / Accountability / Monitoring process
a. Who:
Inventory Manger
Used Car Manger
Pre- Owned Director
Service Manager
Detail Manager
General Manager
Pre-owned porters

b. What:
[bookmark: _GoBack]To discuss the implementation of DealerLInx. To explain its purpose, what we are trying to accomplish by using this platform. Inventory Manager/Ports/ Recon Manager will be given a tutorial on how to use the DealerLinx handheld device. It’s really self-explanatory. The Inventory Manager/Recon manager will be trained how to use the reporting part of the platform, which allows us to track efficiency in each department. The main purpose of this improve efficiency through all involved departments. Every car must be scanned from start to finish no exceptions. Exceptions will not be tolerated. 
The Service manager will be given the service completion policy. What pre-owned will be paying for work is completely outlined. So there is no fighting between departments. Price is set beforehand. He is explained the discounting buckets if work is not completed in the allotted time. Biggest thing is making him understand used cars depreciate daily, and quick turnaround time is essential to a fast turn. If the work is not completed then the bill will be discounted. 


c. By When:
1. DealerLynx is put in place immediately.
2. Service Policy is put in place at the start of the 1st of the month.
3. In house vendor process has started with the hiring of the Recon manager. Bumper and paint correction immediately. 180 days for wheel repair.

d. How:
1. Using DealerLynx software.
2. Service Policy implementation.
3. Hiring of Recon Manager. Rearranging of the detail area. Separating the area based on a task. Such as paint or wheels. So no one is on top of each other and recon manager can make sure there is a work flow. 

   

