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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?

The goal for my dealership is to turn our pre-owned inventory 12x per year. For the year we
have turned at a pace of 8 turns per year. We will achieve this by the end of the year.

BOTTOM LINE: Benefits of Achieving Your Goal Consequences of Not Achieving Your Goal
The benefit of achieving the goal is By not achieving this goal we will continue
stocking only what we sale on a monthly to operate at a 2% net to sales in variable
basis. This will decrease frozen capital, operations. We have low profitablility
increase net profitability for the dealership, specifically in the front-end of pre-owned
and generate more profit for fixed ops. This due to excess inventory and ageing which
will also decrease the amount of wholesale wipes out the gross made on units sold
loss. within the first 30 days.

9/1/2023

When will you start?

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

We will track our sale rate bi-weekly and make sure we are stocking our 2 week sale rate.
This will allow us to be able to see trends quickly and make changes to inventory quickly to
maintain our turn rate. We will also track average days in recon as this is something we can
control that will quickly lower our days to sale.
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What specific actions will you take to achieve your goal? Who can help you?

-Get rid of aged inventory
-Implement a strict 60 day age policy

-Re-train on staff that touches a used car in recon in iRecon

-Price each unit in inventory with it's on specific pricing strategy and plan for quickest turn
-High-risk units need to have a quicker turn rate then budget cars and core inventory
-Pay a bonus to my internal advisor if average recon is done in 72 hours

My sales manager who handles pricing and dispatching from sales to service will be very

important in the implementation of this plan.

My fixed ops director will be important in this process as he will make sure the speed in recon

is managed effectively

My internal advisor is the most fundamental part of this, most of the delay in recon is dead
time where a vehicle is just sitting waiting to be completed. Providing a bonus if recon goal

will increase the likelihood that our goals are met.

Potential Challenges?

Fixed department not buying in to this idea
and prioritizing customer pay.

Pricing plan not being embraced by
managers.

Idle time for vehicles waiting on recon

Potential Solutions?

Showing fixed ops director how much more
internal gross the department can make if
the used car department turns 12x a year
vs 8x a year

Show sales managers the GROI
calculation to show them that GROI is a
better metric then gross profit

Incentivize internal service advisor on
getting vehicles done in recon under 72
hours. He will be directly in charge for
managing each unit.
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My sales manager who handles pricing and dispatching from sales to service will be very important in the implementation of this plan.



My fixed ops director will be important in this process as he will make sure the speed in recon is managed effectively



My internal advisor is the most fundamental part of this, most of the delay in recon is dead time where a vehicle is just sitting waiting to be completed. Providing a bonus if recon goal will increase the likelihood that our goals are met.
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Pricing plan not being embraced by managers. 



Idle time for vehicles waiting on recon


	1_11: Showing fixed ops director how much more internal gross the department can make if the used car department turns 12x a year vs 8x a year



Show sales managers the GROI calculation to show them that GROI is a better metric then gross profit



Incentivize internal service advisor on getting vehicles done in recon under 72 hours. He will be directly in charge for managing each unit.


