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ACTION PLAN 1

o Relevant 0 Time bound

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

Our goal

- To improve our Pre-owned Monthly Inventory Turn from the current turn of 9.4 turns a year

to the NADA Guide of 12 turns per year or better.

The achievement

- This will create an overall greater profit for the dealership in Finance income, Sales Income,

BOTTOM LINE: Benefits of Achieving Your Goal

- Total Pre-owned sales volume goes up

- Finance income multiplies simply by
average x additional sold units

- Total sales income will multiply by
additional sold

- Internal service dollars also multiples due
to added ticket count on added trades

- Parts department will also see a increase
in parts sales due to those additional ticket
- Inventory Aging will be easier to manage
with less potential loss

- Sales Personnel will have more inventory
on todays market value and fresher units to

Consequences of Not Achieving Your Goal

- Aging Pre-owned inventory issues

- Less inventory on todays current Market
value creating less Margin potential

- Finance will have less opportunities to sell
products

- Potential loss of Service/Parts Sales by
not having Additional tickets written

- Less trade in opportunities to sell the next
retail buyer or wholesale buyer

- Sales Personnel will be less likely to walk
around inventory due to aging and
commission opportunity

- Potential need to Floor additional

This plan has to be implemented now with the current inventory and

When will you start? . . T T AA
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How will you gauge your progress? When? Using which metrics?

Month Supply can be calculated by Using our total Pre-owned inventory Dollars / Average
YTD Vehicle Retail cost of sale. We then use our Month Supply / 12 months a year to find our
turn rate. This will need to be Calculated at the 1st of each month to gauge our progress and
make decision to any inventory issues that may come up at that time. Making a management
decision to increase focus on problem units at that time will help to focus on them eatrlier in the
month.
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What specific actions will you take to achieve your goal? Who can help you?

- We will use the V-Auto Market based pricing guide to help us price our inventory to be most

relevant in todays Market.

- This tool also allows us to Group our inventory in Aging buckets. Those buckets are easily
monitored daily to make changes based on Market Price and Market Day Supply per unit. We
can then focus our attention on those units that are not in high demand or that are over priced

based on Current Market.

- Our Management Team Can Help with this process greatly at the time of trade. What |
mean by that is we will have to evaluate each trade-in for any damage, tire condition, and
what we expect the reconditioning cost might be to that unit. That evaluation will then help us
to keep those units on the market by deducting for any of those repairs from the trade Actual

Cash Value at that time.

- Will have to Engage our sales team to walk around each trade in with the customer and ask
guestions as to condition and service records before the trade Appraisal is done by

Management.

- A direct Marketing attack on any units that may be in low demand in our market area (based
on the market data) has to be a directive. We will need our Internet department to run
campaigns and spot light adds to achieve this type of focus on these units.

- Inventory has to be Lot ready as fast as Possible. We will have our Service Manager, Used
Inspection Techs, and detail department to help us get these units through the make ready
process and ready to sale with in 3 days of acquiring the unit.

Potential Challenges?

- Issues like Covid-19 or a Crisis such as
911 could be a real issue we have to be
ready for

- Manufacturing slows down on New
Vehicles, effecting the number of trades we
see coming in to our inventory

- Stocking the wrong inventory for the
season we are moving in too

- Allowing our sales team to not be properly
trained to talk about reconditioning cost
with the customer

- Not keeping up with todays market values
- Delay in getting outside vendors to repair

Potential Solutions?

- National Crisis potential is always going to
be a threat to the car business. Having a
good follow up with owner base and
repeats will help to curb these times

- Managing New inventory to help Feed
Pre-owned with trade ins will be big part of
the turn

- Purchasing seasonal inventory as needed
will help to stay consistent in our sales

- Sales team training walk a rounds on
trades will help our team to be better
versed on how to talk about reconditioning
costs with our customers
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	1: Our goal 
- To improve our Pre-owned Monthly Inventory Turn from the current turn of 9.4 turns a year to the NADA Guide of 12 turns per year or better.  
The achievement 
- This will create an overall greater profit for the dealership in Finance income, Sales Income, and Internal shop sales. 
The Time line to do so
- We need to have this accomplished by February 1, 2021.  That way we are primed with the freshest inventory for the upcoming sales boom we see as tax season kicks off.
  
	1_2: - Total Pre-owned sales volume goes up
- Finance income multiplies simply by
average x additional sold units
- Total sales income will multiply by additional sold 
- Internal service dollars also multiples due to added ticket count on added trades
- Parts department will also see a increase in parts sales due to those additional ticket
- Inventory Aging will be easier to manage with less potential loss
- Sales Personnel will have more inventory on todays market value and fresher units to sell from

	1_3: - Aging Pre-owned inventory issues
- Less inventory on todays current Market value creating less Margin potential 
- Finance will have less opportunities to sell products
- Potential loss of Service/Parts Sales by not having Additional tickets written 
- Less trade in opportunities to sell the next retail buyer or wholesale buyer
- Sales Personnel will be less likely to walk around inventory due to aging and commission opportunity
- Potential need to Floor additional pre-owned inventory to stay in Trust with Manufactures Guide for Cash on hand 

	When will you start: This plan has to be implemented now with the current inventory and greater focus on units over 30 days in stock.
	1_6: Month Supply can be calculated by Using our total Pre-owned inventory Dollars / Average YTD Vehicle Retail cost of sale.  We then use our Month Supply / 12 months a year to find our turn rate.  This will need to be Calculated at the 1st of each month to gauge our progress and make decision to any inventory issues that may come up at that time.  Making a management decision to increase focus on problem units at that time will help to focus on them earlier in the month.

	1_8: - We will use the V-Auto Market based pricing guide to help us price our inventory to be most relevant in todays Market.  
- This tool also allows us to Group our inventory in Aging buckets.  Those buckets are easily monitored daily to make changes based on Market Price and Market Day Supply per unit.  We can then focus our attention on those units that are not in high demand or that are over priced based on Current Market.
- Our Management Team Can Help with this process greatly at the time of trade.  What I mean by that is we will have to evaluate each trade-in for any damage, tire condition, and what we expect the reconditioning cost might be to that unit.  That evaluation will then help us to keep those units on the market by deducting for any of those repairs from the trade Actual Cash Value at that time.
- Will have to Engage our sales team to walk around each trade in with the customer and ask questions as to condition and service records before the trade Appraisal is done by Management. 
- A direct Marketing attack on any units that may be in low demand in our market area (based on the market data) has to be a directive.  We will need our Internet department to run campaigns and spot light adds to achieve this type of focus on these units.  
- Inventory has to be Lot ready as fast as Possible.  We will have our Service Manager, Used Inspection Techs, and detail department to help us get these units through the make ready process and ready to sale with in 3 days of acquiring the unit.
	1_9: - Issues like Covid-19 or a Crisis such as 911 could be a real issue we have to be ready for
- Manufacturing slows down on New Vehicles, effecting the number of trades we see coming in to our inventory
- Stocking the wrong inventory for the season we are moving in too
- Allowing our sales team to not be properly trained to talk about reconditioning cost with the customer 
- Not keeping up with todays market values
- Delay in getting outside vendors to repair needed items (PDR, Paint touch-up.. etc) 
- Lot Display for inventory being stale and not fresh
- Back log of Internal Service and Get ready process     
	1_11: - National Crisis potential is always going to be a threat to the car business. Having a good follow up with owner base and repeats will help to curb these times
- Managing New inventory to help Feed Pre-owned with trade ins will be big part of the turn
- Purchasing seasonal inventory as needed will help to stay consistent in our sales
- Sales team training walk a rounds on trades will help our team to be better versed on how to talk about reconditioning costs with our customers
- Weekly Market Data review will help our management team to stay on top of the ever changing market  
- Walking the inventory daily will allow us to see needed vendor repairs to inventory faster 
- Using a system such as Recon Velocity will stream line our communication efforts between get ready and Management to get the inventory on the lot faster 
- Rotating the Inventory around on a Weekly basis will help to promote fresh new look of inventory from a buyers perspective


