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ACTION PLAN 1

e Specific @ Measurable 0 Relevant 0 Time bound

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

At Mercedes-Benz of Bedford we've stuggled with used car front end gross profit per vehicle.
Our goal is to increase this PVR by from our YTD average of $527 to a $1,500 mtd average
by Q4.

BOTTOM LINE: Benefits of Achieving Your Goal Consequences of Not Achieving Your Goal
Benefits of achieving this goal would be Consequenses of not achieving the goal
more gross profit, increased employee and would be employees prefering to sell new
owner satisfaction, ability to make more cars, less used car volume, decreased
sales and increase net profit. employee and owner satifaction, possible

turn over increase, less gross profit and
less net profit.

08.1.23
When will you start?

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

We'll be monitoring daily MTD and YTD PVR reports including reports in Reynolds. We'll also
review in our monthly operating reviews and on our Penske Browser. We'll discuss gross
while working sales with salespeople and managers. We'll discuss gross in sales meetings,
management meetings, performance reviews, and in one on ones.
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What specific actions will you take to achieve your goal? Who can help you?

This is multifaceted.

- Time to front line must be quicker—currently, eight-day average, which we'll push to a 5-day

average.

- We need to do a better job at appraisals.

1Purchase price (ACV given) is the most significant impract on gross.
- Trade walk every Monday, Wednesday, and Friday, led by the general manager.
- Velocity - When appraising, we'll price to market at 92% in bucket one. Move the unit

quickly.

- Photos - Initial Online Photos: Initial 6 photo shots to be taken after the quick wash, then to
mechanical (24 HR turnaround) to cosmetic re-con — detail — final photos ( 35 formatted

shots to be unified throughout all stores) — frontline inspection by UCM and sign off.

- Pre-Owned Aging Buckets: We will work with four aging bucket system as follow: bucket #1,
0 — 20 days/50%, #2, 21 — 35/25%, #3, 36 — 45/15%, #4, 46 to 65/10%.

-Hard Turn Policy - No Vehicles over 90 days in inventory. Start working on an exit strategy

for any cars nearing 60 days.

- Sourcing - The biggest challenge in pre-owned operation is sourcing, we are not capturing
all possible trades, which is our most significant share from all sources. We need to capture
more trade-ins. We also must work our service drive more efficiently. We'll be using
Automotive Mastermind to help us in the lane with targeted email and mail campaigns. We
also will do a better job of monitoring service-to-sales conversions in our CRM DealerSocket.
-Product knowledge and holding gross. We need to spend more time building value, knowing
our product and competive products including CPO warranties and other related incentives.

Potential Challenges?

- Lack of follow through. We get busy,
emergencies come up, other focuses
occur.

- Used car value changes

- Economy concerns i.e. costs of living,
employment, interest rates

- Turn over, training,

- Leadership. Starting with the top and
onward we must be on the same page,
hold each other accountable and stay the
course, pivot if we must but learn quickly
from our mistakes.

Potential Solutions?

We must roll out the plan, stick to it, hold
each other accountable, and make it our
process. It must be fresh in our heads all
the time.

We must stay on these processes even if
we get busy with other items.

We need to monitor, learn, read, and be
aware of the market to plan before sudden
market prices.

Work to make our Mercedes-Benz
Experience Center a positive environment
for our staff so that we have engaged team

members who love to come to work every
dav
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	1: At Mercedes-Benz of Bedford we've stuggled with used car front end gross profit per vehicle. Our goal is to increase this PVR by from our YTD average of $527 to a $1,500 mtd average by Q4. 
	1_2: Benefits of achieving this goal would be more gross profit, increased employee and owner satisfaction, ability to make more sales and increase net profit. 
	1_3: Consequenses of not achieving the goal would be employees prefering to sell new cars, less used car volume, decreased employee and owner satifaction, possible turn over increase, less gross profit and less net profit. 
	When will you start: 08.1.23
	1_6: We'll be monitoring daily MTD and YTD PVR reports including reports in Reynolds. We'll also review in our monthly operating reviews and on our Penske Browser. We'll discuss gross while working sales with salespeople and managers. We'll discuss gross in sales meetings, management meetings, performance reviews, and in one on ones. 
	1_8: This is multifaceted. 



- Time to front line must be quicker—currently, eight-day average, which we'll push to a 5-day average. 

- We need to do a better job at appraisals. 

1Purchase price (ACV given) is the most significant impract on gross. 

- Trade walk every Monday, Wednesday, and Friday, led by the general manager. 

- Velocity - When appraising, we'll price to market at 92% in bucket one. Move the unit quickly. 

- Photos - Initial Online Photos: Initial 6 photo shots to be taken after the quick wash, then to mechanical (24 HR turnaround) to cosmetic re-con – detail – final photos ( 35 formatted shots to be unified throughout all stores) – frontline inspection by UCM and sign off. 

- Pre-Owned Aging Buckets: We will work with four aging bucket system as follow: bucket #1, 0 – 20 days/50%, #2, 21 – 35/25%, #3, 36 – 45/15%, #4, 46 to 65/10%. 

-Hard Turn Policy - No Vehicles over 90 days in inventory. Start working on an exit strategy for any cars nearing 60 days. 

- Sourcing - The biggest challenge in pre-owned operation is sourcing, we are not capturing all possible trades, which is our most significant share from all sources. We need to capture more trade-ins. We also must work our service drive more efficiently. We'll be using Automotive Mastermind to help us in the lane with targeted email and mail campaigns. We also will do a better job of monitoring service-to-sales conversions in our CRM DealerSocket. 

-Product knowledge and holding gross. We need to spend more time building value, knowing our product and competive products including CPO warranties and other related incentives. 
	1_9: - Lack of follow through. We get busy, emergencies come up, other focuses occur. 

- Used car value changes

- Economy concerns i.e. costs of living, employment, interest rates

- Turn over, training, 

- Leadership. Starting with the top and onward we must be on the same page, hold each other accountable and stay the course, pivot if we must but learn quickly from our mistakes. 
	1_11: We must roll out the plan, stick to it, hold each other accountable, and make it our process. It must be fresh in our heads all the time. 

We must stay on these processes even if we get busy with other items. 

We need to monitor, learn, read, and be aware of the market to plan before sudden market prices. 

Work to make our Mercedes-Benz Experience Center a positive environment for our staff so that we have engaged team members who love to come to work every day. 

We must roll out the plan, stick to the plan, hold each other accountable and make it our process. It must be fresh in our heads all the time even if we get busy with other items we can't slip up on this goal.

- We need to monitor, learn, read and be aware of the market so taht we can plan before sudden market suprices. 

- Work to make our Mercedes-Benz Experience center a positive invironment for our staff so that we have engaged team members who love to come to work every day. 


