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

Specific: Reduce the average cost of inventory from $33,000 to the $25,000-$28,000 range
and liquidate aged inventory (74 used cars over 90 days old, $1.9 million in water).
Measurable: Measure the average cost of inventory monthly and track the number of aged
units sold or transferred to other locations.

Achievable: Retail out of as many aged units as possible, transfer some to other locations,
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BOTTOM LINE: Benefits of Achieving Your Goal Consequences of Not Achieving Your Goal
Increased cash flow and reduced holding Continued high holding costs affecting
costs. profitability.

More competitive pricing and potentially Capital tied up in non-moving inventory,
higher sales volume. preventing new investments.

Improved inventory turnover rate. Risk of further depreciation and loss on
Better financial position with aged inventory.

reduced ‘water' in inventory.
Free up frozen capitol in pre-owned
inventory

Immediately, with specific actions starting within one week.
When will you start?

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

Weekly: Track number of aged units sold and their sale price versus cost.

Monthly: Review the average cost of inventory.

Use metrics such as inventory turnover ratio, gross margin return on investment (GMROI),
and aged inventory percentage.
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What specific actions will you take to achieve your goal? Who can help you?

Inventory Analysis:

Action: Audit the current inventory to identify which vehicles are most likely to sell and which

ones are less likely.

Who can help: Inventory manager, data analyst.

Sales and Marketing Strategies:

Action: Create targeted marketing campaigns for aged inventory, offering promotions or

discounts.

Who can help: Marketing team, sales manager.

Pricing Review:

Action: Implement dynamic pricing strategies that reduce prices on aged inventory

incrementally.

Who can help: Sales team, pricing strategist.

Incentivize Sales Staff:

Action: Offer bonuses or commissions for selling aged inventory.
Who can help: Human Resources to structure the incentive program, sales team.

Inter-dealership Transfers:

Action: Evaluate the performance of other locations to identify opportunities for transferring

inventory where it may sell better.

Who can help: Other location managers, logistics coordinator.

Purchasing Adjustments:

Action: Review and adjust purchasing criteria to avoid overstocking and ensure new inventory

matches market demand.

Who can help: Purchasing manager, market analyst.

Vendor Negotiations:

Potential Challenges?

The cars may not be in high demand,
which can make them difficult to sell,
especially without steep discounts.

Pricing the cars to sell quickly while
minimizing losses can be difficult,
especially if the market is saturated or the
cars are not in demand.

Selling off inventory quickly may
temporarily reduce cash flow, which could
impact operations.

Sales teams may not be motivated to sell
older inventory if they perceive newer cars
as easier to sell or more lucrative due to
hiaher commissions.

Potential Solutions?

Enhance the desirability of the vehicles
through detailing, offering competitive
financing options, warranties, or bundling
with attractive service packages.
Implement a dynamic pricing strategy that
responds to market changes, similar
inventory prices, and the length of time
each car has been in inventory.

Develop a financial plan that considers the
short-term impact on cash flow and seeks
to balance this with the long-term benefits
of reducing carrying costs.

Introduce incentives for the sales team to
qell aned inventarv <iich ag honiices
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	1: Specific: Reduce the average cost of inventory from $33,000 to the $25,000-$28,000 range and liquidate aged inventory (74 used cars over 90 days old, $1.9 million in water).

Measurable: Measure the average cost of inventory monthly and track the number of aged units sold or transferred to other locations.

Achievable: Retail out of as many aged units as possible, transfer some to other locations, and perhaps adjust purchasing criteria to lower the average cost.

Relevant: This goal is relevant to improve the financial health of the business and optimize the inventory.

Time-bound: Achieve this within the next 90 days.
	1_2: Increased cash flow and reduced holding costs.

More competitive pricing and potentially higher sales volume.

Improved inventory turnover rate.

Better financial position with reduced 'water' in inventory.

Free up frozen capitol in pre-owned inventory
	1_3: Continued high holding costs affecting profitability.

Capital tied up in non-moving inventory, preventing new investments.

Risk of further depreciation and loss on aged inventory.
	When will you start: Immediately, with specific actions starting within one week.
	1_6: Weekly: Track number of aged units sold and their sale price versus cost.

Monthly: Review the average cost of inventory.

Use metrics such as inventory turnover ratio, gross margin return on investment (GMROI), and aged inventory percentage.
	1_8: Inventory Analysis:

Action: Audit the current inventory to identify which vehicles are most likely to sell and which ones are less likely.

Who can help: Inventory manager, data analyst.

Sales and Marketing Strategies:

Action: Create targeted marketing campaigns for aged inventory, offering promotions or discounts.

Who can help: Marketing team, sales manager.

Pricing Review:

Action: Implement dynamic pricing strategies that reduce prices on aged inventory incrementally.

Who can help: Sales team, pricing strategist.

Incentivize Sales Staff:

Action: Offer bonuses or commissions for selling aged inventory.

Who can help: Human Resources to structure the incentive program, sales team.

Inter-dealership Transfers:

Action: Evaluate the performance of other locations to identify opportunities for transferring inventory where it may sell better.

Who can help: Other location managers, logistics coordinator.

Purchasing Adjustments:

Action: Review and adjust purchasing criteria to avoid overstocking and ensure new inventory matches market demand.

Who can help: Purchasing manager, market analyst.

Vendor Negotiations:

Action: Negotiate with suppliers or auction houses for better buy prices or return options for slow-moving stock.

Who can help: Procurement department, legal advisor.

Online Sales Channels:

Action: List aged inventory on online marketplaces or auction sites to increase exposure.

Who can help: Online sales manager, digital marketing team.

Customer Incentives:

Action: Offer financing deals, warranties, or service packages to make aged inventory more attractive.

Who can help: Finance department, after-sales service manager.

Review Meetings:

Action: Hold regular meetings to review progress and adapt strategies as necessary.

Who can help: All department heads, leadership team.

Training:

Action: Provide training for sales staff on new sales techniques and the importance of reducing aged inventory.

Who can help: Training and development manager, external sales trainers.
	1_9: The cars may not be in high demand, which can make them difficult to sell, especially without steep discounts.

Pricing the cars to sell quickly while minimizing losses can be difficult, especially if the market is saturated or the cars are not in demand.

Selling off inventory quickly may temporarily reduce cash flow, which could impact operations.

Sales teams may not be motivated to sell older inventory if they perceive newer cars as easier to sell or more lucrative due to higher commissions.

Other locations may resist accepting transfers of aged inventory, as they may have similar goals and challenges.
	1_11:  Enhance the desirability of the vehicles through detailing, offering competitive financing options, warranties, or bundling with attractive service packages.

Implement a dynamic pricing strategy that responds to market changes, similar inventory prices, and the length of time each car has been in inventory.

Develop a financial plan that considers the short-term impact on cash flow and seeks to balance this with the long-term benefits of reducing carrying costs.

 Introduce incentives for the sales team to sell aged inventory, such as bonuses, contests, or higher commissions for aged units.


