Departmental Action Plan    

Student Name:  Anna Vierra
Class & Student Number: N324 04
Academy Week: 4

Current situation or challenge you want to address: 
Excessive aged units

Overall Objective and Specific Desired Results: 
Get our inventory under 60 days, but I am realistic and know this is not going to happen overnight.

Describe your action plan in detail (be specific and include before and after measurements)
In December of last year, we changed management in the used car department.  We had a major aged inventory problem and no one wanted to take the hit to get out of the cars that we were buried in.  It was a constant pointing finger game.  No one really paid attention because our owner on required to do a write down at the end of the year.  We first had to identify what the issues were with the units.  For example, title issues, legal issues.  We had several units that we could not get title for in order to sell them.  One unit actually had a $4000.00 payoff that wasn’t caught because a printout wasn’t ran to see if there was a lienholder.  Others were, we needed additional paperwork to get the title transferred (ususally bad credit customers that would never return the calls or respond to email or regular mail).   We have taken some pretty big hits on wholesale loss , but the situation is getting better.  We have implemented the love them or get rid of them relationship.  We were holding on to units that just needed to go away.  We also impletmented a write down process.  10% write down on 61-90 day units, 20% writedown on 91-120 units, and 50% writedown on anything older.  It’s amazing how quickly some pay attention when they are getting hit in their pocket. We have also incorporated daily walk arounds not only with the used car manager, but sales manager and sales associates.

[bookmark: _GoBack]We started with 16 units over 120 days, 7 units over 90 days, 37 units over 60 days.  Our goal is to have our inventory all under 60 days.  Our first measurement will be at the end of December to have no units over 90 days.  The second measurement will be at the end of January to have no units over 60 days. 




Timeline: Describe specific short term and long term checkpoints to monitor progress
We have been working on this since I came back from school.  I know that baby steps is the way to go, but we have made significant progress so far.  We no longer have the 700+ aged unit.  I email the aging report weekly to the used car manager and General Manager,  By that Friday, we expect to have answers on the aged units.  Like I said since coming back, the focus has shifted on making sure that all are aware of the status of the inventory.  We are not longer hanging on to the bad stuff just so we don’t show the loss this week.  We get rid of the crap fast.  


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: Owner, General Manager, Used Car Manager, Sales Managers, and Sales Associates.

b. What:  Daily inventory walks with sales associates so they know what is out there and available.  They can see the issues of not getting the title or running a printout can make.  


c. By When:  By the end of the year, I would like to have the inventory under 60 days.  

d. How:  Monitoring the vehicles coming in and pricing them right in the appraisal process.  Getting the units out on the line as fast as possible so you are not wasting valuable time.  Educating the sales associates on what inventory we have.
   

  
 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:  The owner was all for the implementing the write down process.  He is a true used car guy all the way to his bones.  He didn’t understand why we were having such issues with the aging.  He likes the ideas we have put in place, and I check in with him weekly to update him on our progress.







