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	Name
	Mitchell Carless	Class # 
	422
	Dealership
	Audi York/Audi Downtown Toronto	Date 
	11/1/2023


	Current Situation or Challenge to be Addressed:
	I was recently appointed Senior Manager at our smaller sister store Audi York, our group had asked me to basically run the entire store, while I finish NADA and await my GM announcement.
There are many things that need to be addressed at Audi York which is  primarily an Audi Certified Pre-Owned center.  One glaring issue that is of concern is pre-owned vehicle acquistion and inventory sourcing.  As Audi York is only 2 years old, there is no lease portfolio, so our main inventory source the mother ship Audi Downtown Toronto.-not always ideal as you do not always receive the best selection of pre-owned Audi's
	Current Performance Level (include specific measure):
	I switched stores from Audi Downtown to Audi York Aug 11 2023.  Being a Certified Pre-owned, the store sold mostly Pre-owned. Aug 2023 will be my start point and measuring stick.  We had 15 used cars and delivered 7.  Current turn of 5.45( 15/6.8-average monthly sales to Aug.  = 2.2   12/2.2=5.45 turns
	Goal (what do you want to achieve?)
	My goal would be two -fold .   #1- double current inventory and #2 increase turns to a minimum of 8. 
	Goal Performance Level (include specific measure)
	To do this I would need to increase inventory to a steady 25 monthly while selling a steady 16-17/month= 8 turns.  I will need to find more sources of inventory.
	Goal Start Date:
	8/11/2023	Goal End Date:
	3/30/2024
	First Check-in Date:
	10/24/2023	Performance Objective:
	Working with sales manager to find different inventory sources. Add another sales person, grow the team to 4 including myself
	Second Check-in Date:
	11/1/2023	Performance Objective:
	Steady at 20 used cars in stock -selling 12 monthly
	Third Check-in Date:
	1/1/2024	Performance Objective:
	Slower winter months but remain steady at 20 in stock and 12 delivered 
	Fourth Check-in Date:
	3/30/2024	Performance Objective:
	Possibly add another salesperson. Inventory sourcing and volume has increased to 25 plus monthly- selling 17-18 units monthly increasing to turn to 8
	How does your goal align with the dealers’ vision?
	Audi York is 2 years old and in its infancy.  The store is losing money, no senior mgt supervison and quiet slow culture.  The goal to increase inventory and turn -  to create an identity for the store.  We may be small but we  will work smart and efficiently.  2-4 year plan to get the store in the black or very close.  Give the store an identity in the community- not just a micro service point. 
	What are the potential benefits of achieving your goal?
	Better volume and balance statement- increase gross and net profts.  The store is incredibly sleepy-  show staff that with vision hard work and savvy business decisions  positive changes can happen
Better morale for staff-more sales for staff- more work for service writers and techs
	What are the potential consequences if you don’t achieve your goal?
	Questions from the group owner as to what actions I have been taking to move the store forward?  Stagnant or too slow growth-poor morale- not much changes - slow financial improvement-  Was I the right person for the job?
	Why is the goal important to you?
	Its important to me because even though I have not been announced as GM yet, it is my first real test to see if I can handle one of the groups stores, albeit a smaller one.  Its important on a personal level, do I have what it takes to lead and perform at this level
	Potential Obstacles
	Current market-  the Luxury pre-owned market is flush with inventory, interest rates are high, inflation high, but wages have not increased- a $35000-$70000 luxury pre-owned vehicle may not be on the top of everyone's wish list- 
Hard to get an edge for inventory purchases- customers, brokers, captives - resellers - all want top dollar to their vehicles- luxury reconditioning is super high-eats into gross
	Potential Solutions
	Work all inventory sources as much as possible-  stock 80% of inventory between $30000-$45000- avoid stretching for the 80 k super car that youhave to pay the moon for 
Speed to market is essential- get new inventory marketed wihin 3-5 days - treat vehicles as inventements- 
	BOTTOM LINE! Financial Impact of Achieving Your Goal (expressed in dollars)
	Current situation is we average  7.2  units/month @ $2215 avg PUV--- 
                                                                          $15505 UCD gross/month      
Mission!-- Consistently stock have 30 Preowned units in stock selling 20/month- turn increases to 8
Improve to  20 units/month @ 2215 avg PUV = $44300 UCD gross/month
Additonal $28295 UCD gross/month and do it all year in 2024 means $339540 additional UCD gross!

Not to mention increases in F&I dollars- internal/service- hard pack @ $645/vehicle



What specific actions or steps will you take to accomplish your goal?  What will you do differently or improve? For each, be sure to include necessary resources, who is accountable, the measurable result, and dates.
	SPECIFIC ACTION/STEP
	NECESSARY RESOURCE(S)
	ACCOUNTABLE PERSON(S)
	EXPECTED RESULT
	START, END, & 
CHECKPOINT DATES

	Taking stock- Started new role Aug 11- "Where are we Now"
Re: inventory/sales/ turn	Daily check in with current sales mgr and sales staff- where are we sourcing ? Review YOY sales/ inventory data	Myself/Sales Manager
Controller	Have an idea of most of the inventory is acquired or better yet , where it is not acquired	Sept 1 2023
	Push for inventory for more Pre-owned inventory

	-Rentention team at Audi Downtown to assist with service appt mining
- connect with wholesalers
-buying from Openlane-Trade Rev
-tapping foreign(Chinese) third party lease buyouts
-seek additional vehicles from Audi Downtown	Myself
Sales Manager

F&I manager-convert a lease buyout to buying a new/used vehicle
	Start to get an idea for the store's business model
What can work?

What will take time ?	Oct 1 2023
	Push to sell new vehicles- The store needs a lease portfolio-currently does not have one due to non-existent new vehicle sales	Add Staff-
New sales person bring count to 4 

 Also to focus on new vehicle sales which will bring viable lease returns and trades	Audi York Sales Team
Sales Mgt Team

Myself	Begin selling a minimum of 10 new cars/month 	Done!   By Oct 31- delivered 12 new - picking up 5 lease buyouts for inventory 
	Accurate digital Inventory information.
 
- better web presence -vehicle descriptions and marketing trim

Increase leads proper aged pricing structure 
	Auto Trade Rep to assist
Audi Digital Strategist from Audi Canada to assist with lead generation

Working with Dealer.com to improve Website functionality

	Myself
Audi Canada

	The stores digital situation was incorrect, out dated and no lead lead generation- need to correct and maintain all digital everything from the ground up	Sept - Ongoing
As of Oct 31
Sales force leads -fixed
Uniform pricing on all channels

Ongoing Challenge-aim to have most buttoned down by Jan 1 2024
	Incentivize all staff for any viable Pre-owned unit they can bring into invntory-pays a minimum deal of $350	All Staff- friend's family- aquatances- we will buy your pre-owned audi - or sell them new one and get trade	All Staff	Paying staff for acquired inventory	Sept 1- Ongoing

	Speed! To increase turn you need speed tp market	Service dept/detailers /marketing pics	Service manager/sales manager
Myself
	Vehicle desription and pics marketed maximum 3 days after acquisition	Ongoing - but should be working well by Nov 1
	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.	Click or tap here to enter text.


As you work toward your goal, it’s important to have interim check points with specific, measurable objectives so your team can hold themselves accountable. If everyone knows the goal and objectives, you don’t have to spend your valuable time micromanaging.
Once you’ve accomplished your goal, added or adjusted policies, procedures, and behaviors, now what? How will you ensure you and your staff do not fall back into the previous habits that produced poor results? Be specific.
	Inventory audit 2-3 times/week with Sales Manager .  Shared documents and google sheets showing all inventory with columns check points.  Vehicle acquisition date, reconditioning check point, marketing pics check point … constantly and consistantly follow up with service, body shop, lease rentention ops - speed to market- sell - and deliver quickly - move on to next . 

Describe any planning or implementation meetings conducted as part of development of your plan.
	Monday morning meeting with sales staff. Whats happening? Any save a deal ops?  Constantly communicate about vehicle acquistion for inventory.  Used vehicles pays everyone, sales , parts and service. Constant communication with fixed ops manager/staff- any service customer's looking into a new or new pre-owned units. 
Monitor financial and volume #'s closely month to month to ensure progess.  
Create a consistant, positive,  sense of urgency in sales, service and parts to grow the business at an efficient but sustainable pace.  Expecting to be running very well by Jan 1 2024- and expecting to realize my goal of 25- 30 preowned  units in stock consistently and delivering 17-20/per month.  
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