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

I would like to have our used vehicle frozen capital to be closer to 250,000 than the 1.8 million

that we were at in class by May of 2023.

BOTTOM LINE: Benefits of Achieving Your Goal

This would allow us to free up working
capital and not pay as much in floorplan
interest, this will lower expenses hopefully
allowing for a higher absorption rate. Also
carrying the amount of inventory we need
and having a 30 day guide will allow us to
minimize losses on aged units in this rapid
depreciating market. Allowing us to be
ready to acquire vehicles rapidly for a
(hopeful) boom in the summer.

Consequences of Not Achieving Your Goal

The consequences of not reducing the
amount of frozen capital we have would be
paying more in floorplan interest, raising
expenses in a time where PVRs are going
down, meaning its harder to make that
money back as far as net profit. Also it will
increase the likelihood that more of our
vehicles depreciate so fast that we have to
take massive losses and drain our "Demo
Account” that takes years to build up. Also
with having more aged units, our ability to
make sure that they do not develop "lot rot"
will decrease creating hesitation among
salespeople to sell customers on them.

We started trimming fat for inventory costs in October to prepare for an

When will you start? erans winter and enciira minimal Inecac

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

We have been guaging our progress by checking our turn rates, conveniently provided to us
by Vauto, as well as every month when the statement closes, we have been comparing our
net sales on pre-owned vehicles to amounts of total inventory remaining. We have been
checking on the tenth of each month to ensure that the statement is correct and transmitted.
I've also created a zoom call on the 15th of each month including all of our Used Car
managers to try and create action plans on any aged or problem units that they have to make
sure that the vehicles leave our lot in a timely manner.
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What specific actions will you take to achieve your goal? Who can help you?

So far, I've been having meetings with the Management staff at our Millersburg location
(Service Included.) The reason we include everyone in this meeting is to make sure we are
watching age and re-servicing vehicles to make sure they are ready to go at all times. Past
our Millersburg location, I've been doing a group-wide zoom call with all of the Used Car
Managers to go over the same information. We also have allowed our stores to "Dealer
Trade" used cars with age for the respective stores internet price plus $500. This alone has
created a fresh look for these cars and we've sold 20+ units with age above 90 days. Our 3rd
party wholesaler is also on board and we have given him the ability to send cars back from
the auction to get detailed and paint corrected to give him the highest chance to sell. (To
make sure this does not get too bloody, Me and our other corporate guy has been going
through all deals with wholesale units to make sure the accurate money is put into these
vehicles.) We've also been fortunate enough to buy lower dollar amount vehicles within book
values and get rid of some of our 80k diesels to free up our money. In turn this has allowed
us to sell more subprime and have more people going on new vehicles, allowing for higher
turn rate and more new inventory. Also we have been wholesaling more vehicles through 3rd
party sites (Ally, OVE, Caroffer, etc.) and Rick (Our other corporate employee) and | have free
reign on launching vehicles after they have hit 60 days in age. Using these sites, we have
been able to wholesale 50 units across our 5 stores that, otherwise, would have sat and aged
out. In implementing all of these changes and having all of our Used Car Managers, as well
as all our other management staff on board, We've already been able to take Millersburg from
115 units down to below 100. Even with 27 newly acquired units with under 15 days of age.

Potential Challenges?

Potential Challenges we may run into is
having managers chase cars as well as
stocking higher dollar units being as we are
a truck store. We have also been having
issues with selling vehicles at auction due
to the market being so volatile and most
dealers trying to offload some of their age
as well. Other issues include management
falling in love with units and trying to
squeeze money out of them, allowing them
to sit for longer.

Potential Solutions?

The solutions to the challenges that we've
been having starts off with Rick and | going
through every trade after a deal is marked
as delivered and ensuring the proper ACV
is added, after a few weeks of calling the
managers on trades, the amount of wrong
numbers placed on trades dropped
dramatically. Also, we've been placing a
higher focus on quality units rather than
guantity that way we do not need to stock
as many trucks and still sell the same
amount. As far as the auctions, we have

our detailers paint correcting and
1indercnatinn everv whaolesale 1nit that we
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