NADA

—
ACTION PLAN 1

e Specific @ Measurable 0 Relevant 0 Time bound

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

My goal is to make my used car department profitable and free up pre-owned frozen capital. |
want to improve my used car department's per unit gross from $405 per unit in the month of
August to $1200 per unit in the month of October, and reduce pre-owned frozen capital from
$930,009 (from August statement) to $500,000 by the end of October.

BOTTOM LINE: Benefits of Achieving Your Goal Consequences of Not Achieving Your Goal
The benefit of increasing per unit gross in Not achieving these goals will result in our
my used car department is simply just used car department continuing to actively
making the department profitable. Our used hurt our store's profitability and cash
car department has had a negative availability.

operating profit every month since
February. The benefit of freeing up frozen
capital is to have more cash on hand and
less aging used inventory.

When will you start? | have already started as of 9/16/24

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

| will continue to look at weekly sales reports showing units sold, per unit gross, and total
gross, and will calculate frozen capital from the September financial statement when it is
prepared.
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What specific actions will you take to achieve your goal? Who can help you?

Our new GSM, Bridgette, and | are in agreement about the way we want to run our used car
department. From February 1 to September 6, our previous GSM was intent on having a
minimum of 60 used vehicle on the lot at all times, which meant buying a lot of vehicles from
auction. His strategy was based on moving a high volume of units quickly, so he would drop
prices on used inventory too much too soon in an effort to get traffic on them. We are a rural
dealership, so we can't reasonably expect to turn inventory quickly enough for that to work,
and we can't make a profit taking $400 grosses. He also did not hold on trades and would try
to recon and retail nearly every trade no matter how rough they were, which led to recon costs
that made a lot of those trade-ins losers. Bridgette and | have decided that we will follow these
guidelines for our used car sales operation:

1.) Reduce our used inventory to about 45 vehicles, which will free up roughly $365,000 of
cash and reduce frozen capital significantly.

2.) Be more aggressive about holding on trades, and be more selective about which trades we
will recon and retail.

3.) Be quick to wholesale, and wholesale for profit. If our wholesale buyer will give us $7500
for a trade, give the customer $7,000 trade allowance AT MOST, wholesale the unit
immediately and add the difference to the front end gross.

4.)Understand that we are a rural store that can't expect to sell 45 used vehicles every month,
and that price drops are not always the answer. Price vehicles in accordance with the market
and make a concerted effort to hold gross.

5.) Buy auction cars only as needed to fill holes on the lot, giving us a chance to take a good
trade, and giving our F&l office a chance to make money on the back - i.e., we sell a used
vehicle and wholesale the trade, now we need to buy a vehicle to replace the one we sold.

Potential Challenges? Potential Solutions?
Our biggest challenge right now is My fixed ops background gives me the
experience. Bridgette has been an advantage of being able to estimate recon
excellent salesperson and F&l Manager for costs accurately, and | have spent the last
us for almost a decade, but has very little week and a half working non-stop to learn
experience appraising trades, estimating and practice appraising and buying
recon, and buying cars to supplement supplemental inventory on Stockwave,
inventory. My background is almost Manheim, etc. We have created a buying
exclusively fixed ops. strategy for auction cars that will definitely

reduce our pool of options, but will also be
nearly fool-proof to guard us from making
mistakes when purchasing inventory. We
won't need to buy many, so we're okay with
not having many we can buy.
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