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Current situation or challenge you want to address: 
The situation I want to address is the GM Loaner (DRAC) program and the handling of new vehicles put in and retired from this program.



Overall Objective and Specific Desired Results: 
The overall objective is to increase the sales rate of retired DRAC units and not to have any of these units exceed 90 days in inventory once retired. 

Describe your action plan in detail (be specific and include before and after measurements)
In order to reach our goal we will have to complete the following steps in our action plan.
· Order specific vehicles for DRAC program that are high volume sellers, have dark interiors and light exterior colors and have interior and exterior protection options like floor liners and bedliners.  
· Select DRAC vehicles that have over $2000 in DRAC rebate to put into the program.  
· Consistently use the DRAC vehicles for warranty customers only in order to gain rental income that can be used to reduce the cost.  
· Write down the DRAC unit 1/48 of the value each month it is in DRAC service.
· Manage the mileage and time of each vehicle in DRAC service to not exceed 4000 miles and 5 months in service. 
· Stagger the retirement of DRAC vehicles and do not retire more than 5 per month to control the amount of retired units available for sale at any time.  
· Fully detail and recondition all retired DRAC units once retired as well as properly display these vehicles with DEMO stickers on the windshield.
· Create a specific retired DRAC display area in the new car inventory and keep all of the retired DRACS there.
· Educate the sales staff on the importance of selling these vehicles and the potential gross profit opportunity and value to the customer in selling these retired DRAC units.  
· Create urgency with the sales managers to sell these units first and educate them on the potential loss of gross profit but having to write down these units after 90 days in stock.  

Timeline: Describe specific short term and long term checkpoints to monitor progress
The following checkpoints will monitor our progress.
· Monitor the bi-weekly order placement to see what incoming DRAC units we have in transit and maintain a pipeline of new appropriate DRAC vehicles.  
· View the daily DRAC activity report that lists the mileage and time in operation of each active DRAC unit.
· Maintain and daily view the retired DRAC list at the sales tower to know what has sold and what is still available for sale. 
· Daily lot walks to view the retired DRAC section and maintain its appearance.
· Daily save a deal meetings to make sure we did not miss a sales opportunity that a DRAC unit could work for.  
· Daily use of the Extreme program to match current service customers who may have driven a DRAC unit with the potential purchase or a DRAC unit.  
· Monthly monitoring of the DRAC rebate incentive to see what vehicles are most incentivized. 
· Weekly training on product knowledge and specific attention paid to current DRAC inventory.

Meeting with Stakeholders (dealership personnel)
Describe what behavior change is needed to support desired goal.  Address required coaching, training and/or consequences.  Include timelines / Accountability / Monitoring process
a. Who:  Sales Managers

b. What: DRAC Policy Training

c. By When: March 1st, 2018

d. How:  The behavior change necessary to accomplish the goal on the part of the sales managers is simply to understand the program and why it is important to focus on these retired DRAC vehicles.  If the entire team is on the same page then the goal of selling each retired DRAC before 90 days can be accomplished easily.  In order to accomplish this goal I will be holding a meeting where I will review the new DRAC policy, describe the positive and negative consequences and establish a timeline.  The positive consequences are more gross profit potential and happier customers.  The negative consequences are lower gross profits if a retired DRAC vehicles exceeds 90 days in stock and is subject to a hard 5% write down.  The timeline is simply the next 90 days and should the action plan will take effect immediately.  In order to monitor progress we will maintain a list of current retired DRAC units with its age attached to it.  The new car manager will ultimately be accountable for making sure we are showing these vehicles to every potential customer and we are selling these vehicles prior to 90 days.  Other than the potential reduced income from the write down the negative consequences are write up and potentially termination.   
   



   Dealer agreement:
If you need your sponsors support or approval to implement your plan, have it signed off before you start.  If you can proceed on your own, present this action plan to your sponsor before next class.   Describe the meeting:

I met with my General Manager wo approved the DRAC plan.  He was in complete support of the entire action plan and was the one who recommended a designated area for displaying our retired DRAC units.  He and everyone else involved were more than happy to help.
The key was to keep everyone involved and lead the meeting to make sure everyone was part of the solution.  Once the plan was theirs, ownership was taken and the process has been a success.  







