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Current situation or challenge you want to address: Pricing ourselves out of the market in used cars causing ageing issues and wholesale losses.




Overall Objective and Specific Desired Results: Have a dedicated pricing strategy out of the gate in order to turn our vehicles faster and increase gross profits.





Describe your action plan in detail (be specific and include before and after measurements)
Our action plan consists of several key elements. Currently we are turning our inventory 7.3 times per year. This is causing us to have to wholesale dated units for fresh inventory and causing big wholesale losses. After class, we discovered that our pricing was also out of whack. We were 90-115% of market in each of the buckets that were given to us. This is causing our inventory to fall in organic searches due to pricing. We also realized that we were not pricing our vehicles to market until the 60th day. 
Our action plan is to have daily trade walks with the sales managers for used car trade ins. We will determine the type of vehicle it is(core, non core, wholesale, etc.), and an exit strategy immediately. Our time to market is currently at 9 days, and by having these trade walks, we feel it will be reduced to 4. 
We are also in the process of hiring a full time analytics buyer for the used car department. We are looking for a NON sales individual. Our goal is to have this individual focus on acquisition and pricing strategy. We are going to sign up with VAuto and Stockwave and utilize these tools for this position. Our goal is to have 20-40 more used vehicles on the lot that have been purchased properly according to our market, and will be priced to turn at a faster rate. 
Another action plan is to have weekly pricing strategy meetings with the sales managers and acquisition specialists with data to justify our strategies. This will hopefully bring the sales, and data side of things together so that we are also appraising the vehicles according to market. 
Our goal is to get to an 11+ turn cycle, and increase used car sales.

Timeline: Describe specific short term and long term checkpoints to monitor progress
Our short term checkpoints are to be realized in the weekly pricing strategy meetings. We will monitor new pricing, and also source previous used vehicle sales in order to determine if pricing was a factor. We will also run a gap report to see if we are justifying our pricing at the time of sale.
Our longtime checkpoint will be quarterly reviews of our turn times. We will utilize the VAuto system to determine this. Once we determine what type of tracking we are on, we will then determine if we can facilitate an increase in inventory to sell more used vehicles.

Meeting with Stakeholders (dealership personnel)
Describe what behavior change is needed to support desired goal.  Address required coaching, training and/or consequences.  Include timelines / Accountability / Monitoring process
a. Who: Meetings with COO, GM, Acquisition Specialist

b. What: Meeting to discuss new pricing, and also source previous used vehicle sales in order to determine if pricing was a factor. We will also run a gap report to see if we are justifying our pricing at the time of sale.

c. By When: Beginning immediately and continuing with weekly and quarterly meetings.

d. How: By having a standard pricing and acquisition method and process, we will be able to monitor our turn time, ageing, and wholesale loss. 
   

   Dealer agreement:
If you need your sponsors support or approval to implement your plan, have it signed off before you start.  If you can proceed on your own, present this action plan to your sponsor before next class.   Describe the meeting:







