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

My current position is Inventory Manager. At our dealership, we maintain a fleet of 35
pre-owned vehicles that are utilized as rental units. Currently, a pre-owned vehicle stays in
our rental fleet for an average of 105 days before it is removed for true retail. My goal is to
decrease our pre-owned vehicle rental fleet turn rate from 105 days to 30 days by June 30th,

2024.

BOTTOM LINE: Benefits of Achieving Your Goal

Dissipate pre-owned rental unit
depreciation of 2% (~$16.5k) per month.

Increase pre-owned inventory turn from 8.8
to above NADA guide of 12 turns per year.

Capitalize on pre-owned gross profit
opportunity of $1.4 million.

Decrease pre-owned frozen of $1.5 million.

Decrease pre-owned holding cost of $78
per day.

When will you start? November 1st, 2023

Consequences of Not Achieving Your Goal

Continue depreciating pre-owned vehicle
rental units by 2% each month or $200k
annually.

Maintain a lower pre-owned inventory turn
rate than the NADA guide of 12 turns per
year as we have 35 vehicles that are not
truly available for retail until they have been
in our inventory for an average of 105 days.

Keep our pre-owned capital frozen and
holding costs high while losing out on
significant gross profit opportunity.

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

The progress will be analyzed on a daily, monthly, and quarterly basis. On a daily basis, | will
analyze each of the current pre-owned rental unit's inventory age to determine how long it has
been in our rental fleet and when it will need removed to meet the 30 day rental fleet turn rate.
| will also analyze our recon time for the replacement units to make sure there is a smooth
transition that allows us to maintain the fleet of 35 vehicles. On a monthly basis, | will analyze
the average pre-owned vehicle rental fleet turn rate for each respective month to measure the
progress of our inventory turn. On a quarterly basis, | will analyze the running average of each
respective quarter to ensure the progress is being maintained from month to month.
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What specific actions will you take to achieve your goal? Who can help you?
There are three specific actions | will take to achieve this goal.

The first action | will take is maintaining a rental fleet spreadsheet for each month that gives
the ability to track each unit including the date it was added to our rental fleet, the number of
days each unit has been in the rental fleet, our target date to remove the unit from the rental
fleet to meet the 30 day turn, and the target date to begin working with our rental department,
service center, and body shop to have the vehicles returned in a suitable time frame. For this
action, | will certainly need the assistance of our rental department, service center, and body
shop to make sure these vehicles are returned in a timely manner.

The second action | will take is increasing our purchases from auctions and working with our
buy center to make sure we are pursuing and purchasing vehicles that will work well in our
rental fleet. This will allow us to have the constant flow of inventory to replace the current
rental units within our targeted 30 day turn.

The third action | will take is implementing a concise 72 hour reconditioning timeline for our
pre-owned vehicle rental units. This will require choosing the correct units that will not need
prolonged work in our service center or body shop to reach this goal. Once the correct unit
has been chosen, | will need to work closely with our service center and body shop on a
constant basis to ensure the correct measures are being taken to have each unit rental fleet
ready within 72 hours.

Potential Challenges? Potential Solutions?
Maintaining the flow of pre-owned inventory Allocate one new pre-owned vehicle that
to have enough units to allocate towards was purchased from the auction or buy
our rental fleet to maintain the 35 vehicles center to our rental fleet on a daily basis.

needed on a regular basis.
Work closely with our service center and

Maintaining the 72 hour reconditioning body shop to prioritize the reconditioning of
timeline due to unforeseen circumstances our pre-owned rental fleet units. Work

that arise in our service center and body closely with our parts department to

shop. Primarily, vehicles that require a prioritize the acquisition of parts in the
longer repair time than expected and quickest time frame possible for our
making sure we can acquire the parts pre-owned vehicle rental units.

needed for all repairs in a timely manner.
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	1: My current position is Inventory Manager. At our dealership, we maintain a fleet of 35 pre-owned vehicles that are utilized as rental units. Currently, a pre-owned vehicle stays in our rental fleet for an average of 105 days before it is removed for true retail. My goal is to decrease our pre-owned vehicle rental fleet turn rate from 105 days to 30 days by June 30th, 2024.
	1_2: Dissipate pre-owned rental unit depreciation of 2% (~$16.5k) per month.

Increase pre-owned inventory turn from 8.8 to above NADA guide of 12 turns per year.

Capitalize on pre-owned gross profit opportunity of $1.4 million.

Decrease pre-owned frozen of $1.5 million.

Decrease pre-owned holding cost of $78 per day.
	1_3: Continue depreciating pre-owned vehicle rental units by 2% each month or $200k annually.

Maintain a lower pre-owned inventory turn rate than the NADA guide of 12 turns per year as we have 35 vehicles that are not truly available for retail until they have been in our inventory for an average of 105 days.

Keep our pre-owned capital frozen and holding costs high while losing out on significant gross profit opportunity.


	When will you start: November 1st, 2023
	1_6: The progress will be analyzed on a daily, monthly, and quarterly basis. On a daily basis, I will analyze each of the current pre-owned rental unit's inventory age to determine how long it has been in our rental fleet and when it will need removed to meet the 30 day rental fleet turn rate. I will also analyze our recon time for the replacement units to make sure there is a smooth transition that allows us to maintain the fleet of 35 vehicles. On a monthly basis, I will analyze the average pre-owned vehicle rental fleet turn rate for each respective month to measure the progress of our inventory turn. On a quarterly basis, I will analyze the running average of each respective quarter to ensure the progress is being maintained from month to month.
	1_8: There are three specific actions I will take to achieve this goal. 

The first action I will take is maintaining a rental fleet spreadsheet for each month that gives the ability to track each unit including the date it was added to our rental fleet, the number of days each unit has been in the rental fleet, our target date to remove the unit from the rental fleet to meet the 30 day turn, and the target date to begin working with our rental department, service center, and body shop to have the vehicles returned in a suitable time frame. For this action, I will certainly need the assistance of our rental department, service center, and body shop to make sure these vehicles are returned in a timely manner.

The second action I will take is increasing our purchases from auctions and working with our buy center to make sure we are pursuing and purchasing vehicles that will work well in our rental fleet. This will allow us to have the constant flow of inventory to replace the current rental units within our targeted 30 day turn.

The third action I will take is implementing a concise 72 hour reconditioning timeline for our pre-owned vehicle rental units. This will require choosing the correct units that will not need prolonged work in our service center or body shop to reach this goal. Once the correct unit has been chosen, I will need to work closely with our service center and body shop on a constant basis to ensure the correct measures are being taken to have each unit rental fleet ready within 72 hours.
	1_9: Maintaining the flow of pre-owned inventory to have enough units to allocate towards our rental fleet to maintain the 35 vehicles needed on a regular basis.

Maintaining the 72 hour reconditioning timeline due to unforeseen circumstances that arise in our service center and body shop. Primarily, vehicles that require a longer repair time than expected and making sure we can acquire the parts needed for all repairs in a timely manner.
	1_11: Allocate one new pre-owned vehicle that was purchased from the auction or buy center to our rental fleet on a daily basis.

Work closely with our service center and body shop to prioritize the reconditioning of our pre-owned rental fleet units. Work closely with our parts department to prioritize the acquisition of parts in the quickest time frame possible for our pre-owned vehicle rental units.


