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Easy to Stay the Same
The decisions we make in the 
good times will get us through 
the bad times!

What processes 
should we have 
done different in 
the good times? 
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Implementing Ideas

The What 
The Why 
The How
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Managing a department or 
Salesmen with a territory or key 
accounts

What are they 
accountable for?

Dept. Managers and Salesmen
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1. Growth, More Than Retails
Sales Growth, but what else?

• Knowing when the market changes
• Strengthen customer relations
• Selling skills/ Skills of the dept
• Product knowledge
• Leading edge of innovation
• Your operations and leadership skills
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Growing Market Share Vs 
Market Presence

New unit sales are important – it keeps the 
OEM factories full

Retails start the 
profit curve

More units out, the more aftermarket can 
showcase their abilities 
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2. Image, Can Image Be Measured

•Customer satisfaction surveys

•Outhouse or Penthouse

•Who has neglected to return a call or 
follow up with a sales lead? 
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Image: Online Listing
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How do we  increase 
gross margin? 

Be the salesmen to buy from  

3. Gross Margin
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Our Quotes  100
Close rate  25% 25
Did not get the deal 75% 75  
Good terms, ½ return with another opportunity 38
½ buy from the salesmen without shopping 19

The original 25% of deals 25
Additional or incremental deals 19
Total from the first 100 quotes 44 or 44%

GM:  Lose A Deal With Grace
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CODB: Wholegoods Gross Margin
New Used Total 

GM%
2025 4.2% 9.8% 5.9%

2024 6.7% 7.0% 6.8%

2023 7.0% 8.8% 7.6%

2022 7.5% 6.6% 7.1%

2021 6.5% 4.7% 5.8%

2020 6.0% 4.0% 5.3%

New Used Total 
GM%

2019 6.5% 5.0% 6.0%

2018 6.7% 3.9% 5.7%

2017 7.3% 2.5% 5.6%

2016 7.2% 1.6% 5.2%

2015 6.8% 2.7% 5.5%
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Where we post gross margin depends 

• Product mix
• Industry
• Company History
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Are your current inventory mgmt
practices and strategies

1. Proactive 
or 

2. Reactive

4. Inventory Control
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Are your managers/salesmen coaching 
•your team
•your customers
•your suppliers   

Customers accept your salesmen as an 
Iron Peddler or Trusted Advisor

5. Coaching
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4x more agriculture equipment on the ground 
than what is needed to produce a crop

Do your salesmen know why customers 
buy equipment?

1. Technology 
2. Operator Shortage
3. Tax Reasons  

OEM- North American Study
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Are you monitoring department 
expenses? 

What actions / activities adding or 
reducing your expenses?

Small efforts by many make for big 
savings

6. Expense Control
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Manager and Salesmen Accountabilities
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Mergers & Acquisitions
Average Locations 
per Organization

2025 11.4
2024 9.3
2023 7.2
2022 7.4
2021 5.2
2020 4.8
2019 3.9
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Association of Equipment 
Manufactures Reports

19
Graph - All units, limited use
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USA Canada
2025 2024 2023 2025 2024 2023

<40HP 109,336 118,486 138,956 11,780 11,417 13,931

40<100
HP

44,925 46,780 51,863 4,248 4,043 5,201

100+HP 15,203 19,993 23,610 2,587 2,954 3,323

4WD 2,216 3,835 3,786 759 957 848

Combine 3,063 4,977 6,474 1,644 1,633 1,841

AEM Reports – Jan-Oct 
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1. Equipment Turnover
2. Aging Ratio
3. Wholegoods Mix
4. Inventory Sales Ratios
5. Days and Trade Ratios
6. Cash Ratios

Inventory Dashboard
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History states, Turnover is the #1 
metric regarding inventory 
management

Is it #1?

1. Turnover Ratios
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Normally - Percent of units over 12 months

Possible no units over 12 months? 
Aged reports need to show <12 months

Desired margins from aged inventory?

2. Aging Ratios 



DEALER INSTITUTE

© 2025 North American Equipment Dealers Association, All Rights Reserved. The content in these materials represent confidential and proprietary information of 
North American Equipment Dealers Association and its Dealer Institute. The materials are not intended for distribution or use without the express written consent 
of North American Equipment Dealers Association.

Days In Inventory Reports

Reports By
• Location

• Brand

• Product 
within the 
Brand

Segmented Days Report
 Under 3 months
 3-6 months 
 6-9 months
 9-12 months
 12-24 month
 24-36 month and so on

List units by days in stock
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Brand Model Invoice Owed Days
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Almost every KPI’s is affected by selling aged 
• Equipment Aging
• Turnover
• Interest Expense
• Gross Margin Accurate
• New-Used Ratio
• Store Sales Mix
• Sales to Inventory

Selling Aged Units 

• Adv. Expense
• Cash Allocation
• Used as a % of 

R12 Sales
• Dept. Net Income
• Washout Cycle
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Measuring New to Used Mix

1. Units
2. Dollars
3. Percentage

3. Wholegoods Mix 

4. Brand
5. Products in a 

brand
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2025 2024 2023 2022 2021

New Whg’s $11,466 $13,307 $12,053 $10,249 $7,873

Used Whg’s $5,045 $6,942 $6,559 $5,531 $4,654

New to Used 69%-31% 66%-34% 65%-35% 65%-35% 63%-37%

Total Whg’s $16,511 $20,249 $18,612 $15,780 $12,527

CODB: New - Used Ratio (000’s)

What is a healthy new to used balance?  



DEALER INSTITUTE

© 2025 North American Equipment Dealers Association, All Rights Reserved. The content in these materials represent confidential and proprietary information of 
North American Equipment Dealers Association and its Dealer Institute. The materials are not intended for distribution or use without the express written consent 
of North American Equipment Dealers Association.

1. Current Inventory
2. Used Inventory % of R12 N/U Sales
3. New Inventory / R12 New Sales
4. Used Inventory / R12 Used Sales

4. Inventory to Sales Ratios
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+100 HP Sold Unit Stock Unit Sales to Inventory
2019 18,583 8,704 47%
2020 19,165 7,036 37%
2021 23,729 5,568 23%
2022 26,442 8,062 30%

2023 27,750 11,098 40%
2024 22,865 10,714 47%

USA- AME +100 HP

2024 - 2021 Sales            4% decrease
2024 - 2021 Inventory    93% increase
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4WD Sold Unit Stock Unit Sales to Inventory
2019 2,889 758 26%
2020 2,992 738 25%
2021 3,529 375 11%
2022 3,469 529 15%
2023 4,564 686 15%
2024 4,358 840 19%

USA - AME 4WD

2024 - 2021 Sales            22% increase
2024 - 2021 Inventory    125% increase
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Combine Sold Unit Stock Unit Sales to Inventory
2019 4,807 757 16%
2020 5,056 619 12%
2021 6,278 465 7%
2022 7,267 908 12%
2023 7,369 1,229 17%
2024 5,564 1,079 19%

USA – AME Combines

2024 - 2022 Sales            24% decrease
2024 - 2022 Inventory    18% increase
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USA Canada

Jan-Oct
10 month

2025 
Retails

Stock 
Units

% of Next 
Years 

Supply

2025 
Retails

Stock 
Units

% of 
Next 
Years 

Supply

100+ HP 15,203 7,727 51% 2,587 1,997 77%

4WD 2,216 651 30% 759 179 24%

Combine 3,063 1,007 30% 1,644 361 22%

Next Years Inventory in Stock

35



DEALER INSTITUTE

© 2025 North American Equipment Dealers Association, All Rights Reserved. The content in these materials represent confidential and proprietary information of 
North American Equipment Dealers Association and its Dealer Institute. The materials are not intended for distribution or use without the express written consent 
of North American Equipment Dealers Association.

Production Ag Dealerships   < 10%
Livestock Dealerships < 5-6%
Compact Equip Dealerships  < 3%

Used Inventory % of R12 N/U Sales
CODB 2025 2024 2023 2022

N/U Sales $16,510, $20,250, $18,615, $15,780,

Used 
Inventory

$2,425, $2,553, $1,894, $1,380,

Percentage 14.7% 12.6% 10.2% 8.7%

Measure by 
Brand / 
Product
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5. Days and Trade Ratios

Tracking washout tells us…

1. Days to Washout

2. Average # of Trades Taken 
by Product
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Days to Washout an Order

New 
Tractor 
and 
2 Trades = 
660 days
840 days

Action Date Days
Ordered June 2023

New Arrived Dec 2024 180
New Retail Date Feb 2024 60
1st Trade Retailed Jan 2025 330
2nd Trade Retailed Sept 2025 270
Washout Inventory Days 1.8 Years 660 

Washout Order Days 2.3 Years 840
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Average # of Trades Taken by Product/ By Brand.   
Find the tally balance
1. Sprayers
2. Row Crop Tractors
3. 4 Wheel Drive Tractors
4. Combine
5. Planting/Seeding
6. Forage Harvesters

Trades / New Retails 

39

Only track the  
problem products
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Washout : Canada / US
2024 4WD Combines

New Retail 5491 7338

Average # of Trades 2.5 3.5

Expected Used to 
Take in / Sell 

13,727 25,683

New + Used to Sell 
to Washout 

19,218 33,021
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6. Cash Ratios

2. Paid inventory as a % of 
inventory
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Measuring the paid inventory 
against assets 
Target: Less than 35%

Limit cash the wholegoods
dept can have invested in 
equipment?

Cash Allocation
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NA# New Equipment Used Equipment Total New &Used

New / Used % of Total Assets       Target <60%
2024 $5,053 43% $2,553 22% $7,606 65%

2023 $3,593 38% $1,894 20% $5,487 58%

2022 $2,167 31% $1,379 20% $3,546 51%

2021 $2,803 34% $1,905 23% $4,708 57%

2020 $3,270 44% $1,778 24% $5,047 68%

2019 $2,791 40% $1,818 26% $4,609 67%

Wholegoods Inventories of 
Total Assets (000’s)
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If you don’t record it – it can’t be tracked
If you don’t track it – it can’ be measured
If you don’t measure it – it can’t be controlled
If you don’t control it – it can’t be improved

Data Removes Emotions
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