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

My goal is to increase the speed of our pre-owned inventory. We need 88 used sold per
month and we currently sell 77. | am going to browse the inventories of rival dealerships. As
pre-owned we can have any make and model. | will also note which exact make and model sit
the longest. That will take some time to build up but 6 months down the road | will know

BOTTOM LINE: Benefits of Achieving Your Goal Consequences of Not Achieving Your Goal
Currently our dealership is losing 12,000 We will continue losing money in the pre-
per month on average. If we can be the owned department. There is money to be
smartest used car department in the area, made in used cars. With new car profits
know exactly which cars sell and don't sell. being so high post covid, we could use
The cash flow will just be flowing faster. some assistance from the used cars that
This should result in getting to 88 cars per way we don’t have to rely on new cars to
month and beyond. The grosses are fine, carry the load.

but we need more vehicles sold. That
starts with marketing and knowing
EXACTLY which vehicles will sell faster.

) Immediately.
When will you start?

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

Gauging this is tracking every single vehicle on the lot. How long it sits, and when it gets sold.
Then categorizing that vehicle on a spread sheet. Example, 2018 Honda Accord, sat for 15
31.” After 6 months of tracking cars, we can average out how long specifically Honda Accords
sit. Eventually we will have 1, 2, 3 plus years of this and we will know even more what sits
and what doesn’t. The longer this goes on the better our data gets, meaning the better our
used car department gets.
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What specific actions will you take to achieve your goal? Who can help you?

Checking V-Auto more carefully.
Being smarter with trade in’s and auction cars.

New car profits have been amazing for our store, total profit is about 5800 per car. We can
discount the new car prices a little bit so when we are working a deal, and the customer has a
trade we are less likely to over-allow on the trade. This should give used cars the best
legwork at being more profitable.

Talking with the used car managers and getting them on board with this idea. Yes it is tidious
to physically write down every trade and auction, track the days manually, when mark when it
sells manually...but we will have the best physical data out of any store.

| can have my GSM and GM help me in getting this started. This is for the greater good of the
store.

Potential Challenges? Potential Solutions?

This could upset the used car managers
making it seem we don’t think they are
doing the best job. Last thing we need is
two managers wanting to leave becuase
they think we are micromanaging their job.
When in reality we are trying to start a
better and more advanced process. Once
our process is down, the structure follows.
Which will lead to better vision from our
managers, better and SMARTER inventory.
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	1: My goal is to increase the speed of our pre-owned inventory. We need 88 used sold per month and we currently sell 77. I am going to browse the inventories of rival dealerships. As pre-owned we can have any make and model. I will also note which exact make and model sit the longest. That will take some time to build up but 6 months down the road I will know exactly which specific cars are sitting too long. After 6 months I should have an excellent idea on this.
	1_2: Currently our dealership is losing 12,000 per month on average. If we can be the smartest used car department in the area, know exactly which cars sell and don’t sell. The cash flow will just be flowing faster. This should result in getting to 88 cars per month and beyond. The grosses are fine, but we need more vehicles sold. That starts with marketing and knowing EXACTLY which vehicles will sell faster. 
	1_3: We will continue losing money in the pre-owned department. There is money to be made in used cars. With new car profits being so high post covid, we could use some assistance from the used cars that way we don’t have to rely on new cars to carry the load. 
	When will you start: Immediately. 
	1_6: Gauging this is tracking every single vehicle on the lot. How long it sits, and when it gets sold. Then categorizing that vehicle on a spread sheet. Example, 2018 Honda Accord, sat for 15 31.” After 6 months of tracking cars, we can average out how long specifically Honda Accords sit. Eventually we will have 1, 2, 3 plus years of this and we will know even more what sits and what doesn’t. The longer this goes on the better our data gets, meaning the better our used car department gets. 
	1_8: Checking V-Auto more carefully.

Being smarter with trade in’s and auction cars.

New car profits have been amazing for our store, total profit is about 5800 per car. We can discount the new car prices a little bit so when we are working a deal, and the customer has a trade we are less likely to over-allow on the trade. This should give used cars the best legwork at being more profitable. 

Talking with the used car managers and getting them on board with this idea. Yes it is tidious to physically write down every trade and auction, track the days manually, when mark when it sells manually…but we will have the best physical data out of any store. 

I can have my GSM and GM help me in getting this started. This is for the greater good of the store. 
	1_9: This could upset the used car managers making it seem we don’t think they are doing the best job. Last thing we need is two managers wanting to leave becuase they think we are micromanaging their job. When in reality we are trying to start a better and more advanced process. Once our process is down, the structure follows. Which will lead to better vision from our managers, better and SMARTER inventory. 
	1_11: The solution to this is to rip the band-aid off and explain what our vision is for used cars. We want to be the smartest used car department out there with the absolute best selling inventory. 

Create excel spreadsheet, let the data flow in. 


