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Intro - Prathap Varkey

O Located in Houston

O Joined J B Poindexter & Co, in 2021

O Worked at Accenture, Equinor & Devon Energy

A Industries : Energy, Manufacturing & Consulting

a 22 Years of Combined Experience in SSC, BPO & Offshoring

O Areas of Interest : Strategy and Transformation
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Introduction & Agenda

-Introduction to the session: The transformation story of JB Poindexter’s shared services journey.

What this session covers:
v The challenges of scaling shared services
v"How leadership, process optimization, and efficiency drove growth

v’ Lessons learned and future roadmap

Why It Matters: Understanding shared services as a strategic business enabler. . >
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JB Poindexter at a Glance

About JB Poindexter:  Leading automotive and manufacturing solutions provider.
Scale of Operations: Global presence, multiple business units.

Why Shared Services? Need for efficiency, standardization, and cost reduction.

S Nine business units operating in North 75 manufacturing plants with
T America forecasting $2.5B in 2025 revenues five million square feet of floor
C space
39 owned service and upfit
Seven of nine business units dedicated to centers
— transportation, representing 95% of _
,5-5 corporate revenues 2,300 authorized dealers and

distributors

Strong capital structure with
Portfolio of business units engaged in excellent liquidity
production and installation of commercial
truck bodies, step-vans, service utility
trucks, van bodies, funeral coaches,
limousines, mid-sized buses, cargo
% management systems, pick-up truck caps,
tonneau covers and accessories

At the seasonal peak, business units L
employ over 9,000 team members.
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Customers We Serve

The Company’s business relationships span decades with many of the largest commercial fleet customers in North America. These trusted, long-term partnerships are
evidence of our commitment to quality, on-time delivery and dependable service.
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The Challenge: Why Shared Services?

« Initial Scenario (2021): * Need for Change:

» Small, fragmented team with manual processes.  Establish a scalable and standardized shared services model.

» Lack of standardization across business units. « Improve process efficiencies through automation and best practices.

 High operational costs and inefficiencies.
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Scope of Work

The organization is optimizing its operations through process standardization, efficiency improvements, and cost reduction to build a scalable and sustainable

business model. By leveraging best practices, automation, and data-driven insights, workflows are streamlined, redundancies minimized, and resource utilization
enhanced. The following scope was defined for the shared services function to achieve these objectives.

-

IT Services Functional & Technical

L1, L2 & L3 Incident Support for business systems

JDE Functional & Technical, ServiceNow
System/Process Documentation
Project Support

Root Cause Analysis

24/7 Application Support & Maintenance
Scalable Offshore Delivery Model

Rapid Issue Resolution

Innovation Enablement
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Business Operations Services

Finance & Accounting

HR Support

Vendor Master

Supply Chain Analytics

Sales Order, Buyer, & Warranty Support
PPC - Item Attribution, IMDS

Pricing
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Engineering Services

2D & 3D Designing

New Product Concept Designs

Bill Of Materials Support (BOM)
Estimation Engineering

Accelerated R&D & Product Development
Cost Optimization

Innovation Acceleration

~
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Sourcing Services

Strategic Sourcing & Procurement Process
Supplier Relationship

Contract Negotiation Management

Cost Analysis and Savings Initiatives

Strategic Vendor Management

Cost Reduction & Risk Mitigation

~
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The Strategic Vision

Planning & Strategy Three Key Pillars:

«  Business Case & Feasibility Study v' Leadership Alignment: Driving transformation from the top.
+  Stakeholder Alignment v Process Optimization: Streamlining operations for efficiency.

» Legal & Compliance Review

v' Scalability & Efficiency: Building for future expansion.
+ Talent Acquisition & Training Pl . . ", . . . .
aent Acquisition & Training Fan Objective: Transition from a cost-driven support function to a strategic business asset.

M M
«  Transition & Knowledge Transfer +  Stabilization & Optimization Expansion and Advance Capabilities
' « Knowledge transfer and shadowing «  Process Mapping & Documentation *  Process Ownership & Decision-making Capabilities
Y +  Talent Development & Skill Building *  Business Continuity & Risk Management ‘0‘ «+  Shift from execution-driven to decision-support
/M\ «  Cross-functional & Regional Expansion f roles in IT, Engineering, and Finance.

« Expand global reporting and analytics functions

M\ M\

\J \J

+  Strategic Partnerships & Vendor Optimization *  Innovation & Global Ownership

) ) *  Global Product & Service Ownership
»  Move from vendor dependency to in-house expertise development.

o ) ) ) + Establish a Center of Excellence (CoE)
» Optimize IT and supplier partnerships to enhance efficiency.

» Innovate in Engineering design supply chain optimization, and financial analytics.
*  GCCas a Strategic Business Partner

»  Align with C-suite and leadership for high-impact decision-making.

»  Contribute to P&L responsibilities, global strategy, and market expansion.

* GCC as a Growth Hub

» The SSC evolves into a GCC, shifting from a cost-saving center to a global strategic hub.
» Focus areas include product innovation, customer experience, supply chain transformation, and AI-driven insights.

» The GCC becomes a profit center, driving business growth, market expansion, and competitive advantage.
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The Growth Journey (2021-Present)

+ 2021: Small, focused team initiated the
transformation. 3 0 0

+ 2024: Scaled to 200+ employees through

leadership support and process standardization.

217 4

2025

oWith consistent

Future Outlook: and committed
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# 350 employees in the next 2 years.

2024 service, SSC

continue to wins

2023 eReached 217 Team busi
’ 000 ! A Members in Dec usiness
" employsesinfhe next 5 years ¢SSC moved to new 2024 and growing confidence ,
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Growth Enablers:

2022
eEngineering / IT

office with rising
head count - 83
Team Members in
May 2023

*Eng. continue to
lead Head count
growth alone with

helping to continue
grow on head
counts and Scope

eDevelop KPI per

v' Automation and digital transformation. 2021 and Back-office BO, IT added more
g SSC - JBPIN _stf':n_‘f recruitments eReached 150 _ capabilities and Industry Standards
v' Strong governance and performance metrics. .c i initiated Team Members in Scope with Help
: r?cngfa§rgted December 2023, Desk Support
P eReached 50 Team Eng. and Back

15 Team Members

Members, IT /
Eng. and AP
support for major
BUs stabilized

Office lead the
head count
increase with more
BU moving Eng.
and BO support to
SSC
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Overcoming Challenges & Lessons Learned

Top Challenges Faced:
« Managing rapid workforce expansion.
+ Ensuring technology adoption across teams.

» Adapting to dynamic business needs.
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Key Takeaways:
v" Agility in operations is critical.
v Change management is essential for smooth transitions.

v" Upskilling workforce for future capabilities.

Growth

Unfreeze Process Plan Motivation

Governance Strategy Coordination

Change Management **

Commitment Leadership

Structure

i Teamwork
Organisation
g Convince Seiitas



The Impact: From Support Function to Strategic Asset

How Shared Services is Now Adding Business Value:
v' Cost reduction through efficiency improvements.

v’ Strategic decision-making support via analytics.

v Higher service levels and better user experience.
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Future Roadmap: The Next 5 Years

Growth Goals:

# Expanding to 600+ employees.

€ Increasing automation in finance, HR, and supply chain.

Strategic Focus Areas:
v"Innovation in service delivery.
v Global expansion of shared services.

v Talent development and digital transformation.
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Call to Action & Closing Remarks

Key Takeaways

* Align leadership early to ensure sustainable growth.
+ Optimize processes to drive efficiency and scalability.
+ Leverage continuous improvement to evolve into a strategic

business asset.

Call to Action

+ Encouragement to adopt best practices:
v' Leadership engagement is key.

v Digital transformation accelerates efficiency.

CONTINUOUS
IMPROVEMENT
OPTIMIZE PROCESS
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v" Future-ready shared services require agility.

« Final Thought: "Strong foundations lead to transformational growth." -

STRONG FOUNBA'TI()“N
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Thank you
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