
Trade-In Valuation & Used 

Boat Acquisition Playbook

Preview Edition  — Key frameworks for valuing, sourcing, 

and acquiring used inventory

This is a preview of the MRAA member resource “Trade-In Valuation 

& Used Boat Acquisition Playbook.” It introduces the core frameworks 

and gives you enough to start improving your trade-in process today. 

The complete playbook — including full valuation formulas, recondi-

tioning benchmarks, objection scripts, all five acquisition channels, KPI 

definitions, and a trade appraisal worksheet — is available exclusively 

to MRAA member dealers.
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Why Trade-Ins Are Your Most Profitable Q3 Move
Used boats typically carry two to three times the front-end gross of a new boat — and they’re less exposed 

to the model-year margin pressure hitting new inventory in August and September. In July, every trade-in 

acquired is a piece of insulation against Q4 compression.

The Strategic Principle

Trade-ins are not a transaction tax on new boat sales. They are a separate profit center with their own 

pipeline, their own marketing, and their own KPIs. Dealers who treat trade-ins as a side effect of new 

sales leave significant gross on the table every Q3 and Q4.

The 3-Step Valuation Framework

Every trade appraisal should follow the same three-step framework. Consistency protects margin and pro-

tects the customer experience.

Step 1 — Establish the Wholesale Baseline

Pull wholesale values from at least two data sources. Reliable starting points include J.D. Power (NADA 

Guides), ABOS Marine Blue Book, BUC Used Boat Price Guide, live marketplace comps from Boat Trader or 

YachtWorld, and auction reports (NPA, IAA).

Single-source pricing leaves the dealer exposed to outliers and leaves money on the table.

Step 2 — Apply Market Adjustments

The published wholesale number is a national average. Actual value in your specific market can differ by 

10–25%. Adjust for regional demand, seasonality, hours/engine condition, cosmetic condition, and trailer/

accessory packages.

Step 3 — Back Into Your Acquisition Offer

The acquisition price is not the wholesale value. It’s the retail target minus reconditioning, carrying cost, and 

target gross.

The complete member playbook includes:

 » The full trade-in offer formula with every variable defined

 » A reconditioning cost table by boat category (five categories, three  

severity levels)

 » A step-by-step walkthrough of how to apply all three steps to a real deal
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The 5 Acquisition Channels (Overview)
Most dealers acquire trade-ins almost entirely passively — they take what walks in the door. Dealers who 

consistently win in Q4 have built four other acquisition channels alongside walk-in trades:

 » Walk-in trade-ins (passive) — the baseline most dealers rely on exclusively

 » Active customer outreach — mining Year 3 / 5 / 7 owners from your database

 » Service department leads — flagging acquisition opportunities in the service lane

 » Online private-party acquisition — buying from Boat Trader, Facebook Marketplace

 » Wholesale and auction — used selectively to fill specific inventory gaps

The complete member playbook includes:

 » Specific outreach scripts for Year 3, Year 5, and Year 7 owner conversations

 » How to build a service-lane flag system that costs nothing and generates  

warm leads

 » Private-party acquisition tactics: pricing approach, response speed, and  

what wins deals  

The Customer Valuation Conversation
How an appraisal is delivered matters as much as the number on it. A consistent process protects margin 

and protects the customer experience.

 » Set expectations before the walk-around with a short positioning script

 » Use the same 10-point walk-around for every appraisal — every one

 » Choose your offer presentation style and use it consistently

The complete member playbook includes:

 » A full pre-appraisal positioning script (word-for-word)

 » The 10-point walk-around checklist

 » Three offer presentation approaches with guidance on which  

fits your dealership

 » An objection-handling table covering the 5 most common  

customer pushbacks
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KPIs Every Trade-In Program Should Track
If your dealership cannot answer these questions by salesperson and by month, the trade-in program is 

operating on instinct:

 » What is your trade-to-retail ratio? (Trades acquired ÷ new boats retailed)

 » What is your average acquisition gross per used unit?

 » What is your average days from acquisition to retail sale?

 » What percentage of your trades end up wholesaled instead of retailed?

The complete member playbook includes:

 » Full KPI definitions, healthy benchmarks, and what each metric tells you

 » A trade appraisal worksheet with all required fields

 » Photo standard for appraisal files (minimum 15-shot protocol)

Become an MRAA Member
Get the full, member’s only  
version of this resource.
Gain access to all of MRAA’s resources, year-round  

\training, benchmarking data, and expert support.

Scan the QR Code and Register Today  —  MRAA.com/join-mraa
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