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What is your current situation and challenge you will address?

Our current situation is that we allowed too much money on trade units coming in with no solid exit plan.

What is your goal? What do you want to achieve? From what metric? To what metric? By what date?
Example: “I will decrease my 5K run time from 30 minutes to 21 minutes by June 15.”

Our goal is to come up with an exit strategy on inventory up front so we know if we will retail or wholesale the
incoming units. Our goal is to stop the bleeding so that we are profitable on used units by December 1st 2021

¢ How does this goal align with or support your dealer’s vision?
¢ What are the BENEFITS of achieving your goal? What are the CONSEQUENCES if you don’t?
¢ Why is this goal important to you?

Our goal allows us to make money on trades by purchasing them right knowing that the customer wont get hurt
as well as the dealership.

The benefits to achieving this goal would be making money on each used truck at a minimum of 12% and the
consequences of not obtaining our goal would be simply continuing to lose money due to aging inventory.

This goal is important to not only myself but the dealership as we continue to lose money in used sales monthly
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What specific actions or steps will you take to accomplish your goal? What will you do differently or
improve? For each, be sure to include necessary resources, who is accountable, the measurable result,

and dates.
SPECIFIC NECESSARY WHO IS EXPECTED Cg)l\(llplffl::l:lﬁgN COAMCI;I-LLIJ;:-ON CHECK
? ? ?
ACTION/STEP | RESOURCES? | ACCOUNTABLE? RESULT? DATE? DATE? OFF
Trade Training sales | Sales manager clear 3/1/21
evaluations- associates on understanding
making sure our trade term on how to eval,
trades are agreements a used truck
Monitoring Using websites | Sales associates |getting a better | 1/31/21 1/2/21
auctions to like Ritchie and sales mgr understanding
make sure our | Bros, on the market
trade values Autiontime
Communication | Showing Sales associates |customer 1/31/21 1/2/21
to customers customers understand ><
on market autcion data market value
values up front
Holding using our trade | sales associate better trades 1/31/21
customers to term and sales
trade term agreements manager for final
agreemtnts and having the |approval
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How will you track your progress? What specific metric(s) will you track? At what intervals will you
check on the progress?

We will monitor our days in inventory as well as each transaction to make sure that we are meeting our goals.
We will monitor our progress at the first 30 days, again at 60 days and 90 days to make sure we are staying on
track. Sharing the progress in sales meetings and coaching our staff at the same time.

Potential Obstacles? Potential Solutions?

Customers upset about strict trade term agreements Offer labor discounts and or parts discounts to help
with the situation.

Customers not fixing trade term items Overallow on units as a solution to get truck up to
trade terms.

Sales staff pushing back on making a minimium of Offering spiffs to get rid of trucks before they arrive

12%

BOTTOM LINE! What is the financial impact (expressed in dollars) of achieving your goal?

We expect with action plan put in place, we can expect no less that 12% profit on each used truck sold. With

this being said, we expect to gain 2,000 per truck deal. For 2020 this would have brought us in 273,800 in gross
profit.
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Once you’ve accomplished your goal, added or adjusted policies, procedures, and behaviors, now
what? How will you ensure you and your staff do not fall back into the previous habits that produced
poor results? Be specific.

We will hold weekly sales calls to discuss inventory as well as potential leads. We will speak about incoming
trades to make sure we have potential homes for these units. For inventory that is starting to age, we will have
manager specials to try and help move units out the door. We also will offer a spiff to any one who can move the
oldest piece of inventory on a regular basis to keep sales staff interested in aged inventory and not always the
freshest stock. We also will hold monthly meetings with each sales associates to make sure they are on task
with their yearly goal and make sure there are no obstacles. Keeping the lines of communication open between
sales management and sales associates.

Describe any planning or implementation meetings conducted as part of development of your plan.

A meeting with the sales manager and VP of sales to explain our action plan. Communicate and set up a Zoom
meeting with slide deck showing our action plan. We will communicate the numbers and areas in which we can
improve on to our sales staff. Show some examples of deals where we lost and where we also did very well. Set
goals for the sales staff and document a process. Roll out the process to each sales associate.
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