
Q3 Close-Out 
and Year-to-Date 

Performance Review

PREVIEW

Preview Edition — key steps for reconciling your clearance results, settling the final call 

on aged MY26 inventory, and entering Q4 knowing where the year stands against plan.

This is a preview of the MRAA member resource “Q3 Close-Out and Year-

to-Date Performance Review Workbook.” It introduces the structure of the 

review and gives you enough to convene the meeting and make the aged-

inventory decisions this month. The complete workbook — including the 

clearance reconciliation and lever-cost tables, the carrying-cost formula, the 

unit-by-unit disposition worksheet, all six department scorecards, the Q4 

cash projection and curtailment exposure tables, the lender and accountant 

conversation checklists, the people and process review, and the Q4 carry-

forward plan — is available exclusively to MRAA member dealers.
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How to Use This Workbook
September is the last month in which a Q3 correction is still worth making. By October, the northern selling window 

has closed, floorplan curtailments are landing, and the decisions in front of you are Q4 decisions, not Q3 decisions. This 

workbook exists to close the third quarter honestly, on paper, before that door shuts.

It is a working document. Print it, fill it in by hand, or complete it on screen — either way, the value is in the blanks, not the 

reading. Most dealerships complete it in two to three hours across two sittings.

Who should be in the room

• Dealer principal or general manager — owns the final aged-inventory calls.

• Sales manager — owns the clearance reconciliation and the unit-level disposition recommendations.

• Service manager — owns the service and parts portion of the year-to-date review.

• Business manager or F&I manager — owns product penetration and per-unit revenue figures.

• Controller, office manager, or bookkeeper — owns the financial statement and floorplan reconciliation.

What to gather before you start

• Inventory aging report from your DMS, current as of the day you begin, showing days in stock, cost, floorplan 

balance, and curtailment date for every unit.

• Your completed August Inventory Management Worksheet — the Red / Yellow / Green designations you assigned to 

each MY26 unit.

• Your completed Net Cash Condition Worksheet, with the most recent weekly forecast.

• Sales log for Q3 by unit: front-end gross, back-end gross, discount or allowance given, days in stock at sale, and 

salesperson.

• Year-to-date financial statement, ideally with prior-year comparison and your original 2026 plan or budget.

• Service department reports: labor hours sold, labor hours available, effective labor rate, comeback rate, work-in-

process aging.

• Floorplan statement showing current balances, curtailment schedule, and interest paid year to date.

• CRM pipeline export: open opportunities by stage and by source.

Do this before October 1

Two of the outputs from this workbook are time-sensitive. The aged-inventory disposition decisions in 

Step 2 need to be made before wholesale demand thins out for the winter, and the lender and accoun-

tant conversations in Step 4 need to be scheduled while there is still runway to act on what you learn.

MRAA Dealer Week early-bird registration also closes September 30. If Dealer Week is part of your Q4 

plan, register before you finish this workbook — the decision is easier to make while your year-to-date 

numbers are in front of you.

A note on the numbers in this workbook

Where this workbook cites a typical range, it is offered as a directional reference only. Dealership size, brand mix, region, 

and floorplan structure all move these figures substantially. Compare against your own trailing three-year history first, and 

against your twenty group or peer benchmark second. Your accountant and floorplan lender are better sources for what is 

normal in your specific situation than any general figure.

Do this before October 1

Two of the outputs from this workbook are time-sensitive. The aged-inventory disposition decisions in Step 2 need 

to be made before wholesale demand thins out for the winter, and the lender and accountant conversations in 

Step 4 need to be scheduled while there is still runway to act on what you learn.

MRAA Dealer Week early-bird registration also closes September 30. If Dealer Week is part of your Q4 plan, 

register before you finish this workbook — the decision is easier to make while your year-to-date numbers are in 

front of you.
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Step 1: Reconcile the Clearance Push
August was built around a single question: which MY26 units come off the lot before floorplan curtailments start biting, and 

what does it cost to move them. September is where you find out whether the plan worked — and, more usefully, which of 

your levers actually did the work.

The point of this step is not to grade yourself. It is to learn which tactic moved units at the least cost to gross, so that you 

deploy that tactic first next August instead of discovering it again by accident.

Clearance reconciliation questions

Answer these in a sentence or two each. They are the qualitative half of the reconciliation, and they are usually where the 

useful insight sits.

• Did we start the clearance push early enough, or did the calendar force our hand on pricing?

• Which units sold faster than we expected, and what did those units have in common?

• Which units did not move at any price we were willing to accept, and why?

• Did SPIFFs change salesperson behavior, or did they simply pay for sales that were happening anyway?

• Did OEM co-op or program support arrive in time to be usable, and did we ask early enough?

• Did clearance pricing on MY26 cannibalize MY27 pre-orders, or did the two run cleanly in parallel?

The complete member resource includes:

• �e Red / Yellow / Green landing table — units on hand, units sold, units still in stock, 
average days in stock at sale, and average front-end gross for each August category

• �e lever-by-lever cost table: seven clearance levers, the units each closed, and the aver-
age gross given up per unit — the table that tells you which margin play to repeat next 
August

• How to read that table, and why the conclusion has to be written down in September 
rather than remembered in the spring

[QR CODE PLACEHOLDER]

Step 2: The Final Call on Aged MY26 Inventory
Every MY26 unit still on your lot in September is now a decision, not an asset. The unit will not improve with age; the selling 

window in cold markets is closing, and each additional month carries a real, calculable cost.

Model-year depreciation is the hidden accelerant

A MY26 unit does not depreciate smoothly. It takes a step down the moment MY27 units are publicly available and on your 

floor, and another step at the calendar turn when it becomes a two-model-year-old boat in the eyes of a shopper and a used-

market guidebook. Both of those steps land inside your Q4. Holding a unit from September to February is not a five-month 

hold at a steady rate — it is a five-month hold that crosses two cliffs.

The complete member resource includes:

• The Red / Yellow / Green landing table — units on hand, units sold, units 

still in stock, average days in stock at sale, and average front-end gross 

for each August category

• The lever-by-lever cost table: seven clearance levers, the units each 

closed, and the average gross given up per unit — the table that tells you 

which margin play to repeat next August

• How to read that table, and why the conclusion has to be written down in 

September rather than remembered in the spring
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The five dispositions

Every remaining MY26 unit gets exactly one of these. Refusing to choose is itself a choice — it is the first one, made by 

default and usually for the wrong reasons.

Disposition When it fits What to watch

Retail now at a 
written-down 
price

�e unit has genuine retail 
demand in your market and a 
realistic price will clear it inside 
60 days.

Set the number by what a buyer will pay, not 
by what you need to recover. Take the write-
down in the perio

Bundle and retail �e unit is sound but unremark-
able, and added value moves it 
without a posted-price cut.

Dealer trade Another dealer’s market wants 
what your market does not — 
color that sells better elsewhere.

Start these calls in September. Dealer-trade 
appetite for outgoing model years drops 
sharply once everyone’s winter has started.

Wholesale or 
auction

No retail path exists at an accept-
able price, and the carrying cost 
math is clearly negative.

Wholesale demand for outgoing model-year 
units thins a

Convert to demo, 
rental, CPO, or 
company use

�e unit has a legitimate second 
life that generates revenue or 
utility while it ages.

Con�rm the accounting and �oorplan treat-
ment wi

Take the write-down deliberately

A write-down taken in the quarter you decide it is a management decision. The same write-down taken 

in December because a lender required it is an event that happens to you. The dollar amount may be 

similar; the difference in what you can plan around is not.

Discuss the timing and treatment of any material write-down with your accountant before you book it. 

There are year-end tax and financial-statement implications, and they are worth understanding before 

the entry is made rather than after.

Disposition When it fits What to watch

Retail now at a 

written-down price

The unit has genuine retail demand 

in your market and a realistic price 

will clear it inside 60 days.

Set the number by what a buyer will pay, not 

by what you need to recover. Take the write-

down in the period you decide it, not the 

period you are forced into it.

Bundle and retail The unit is sound but unremarkable, 

and added value moves it without a 

posted-price cut.

Bundle cost must be lower than the price cut 

it replaces. Price the bundle at your cost, not 

at retail value, when you evaluate the trade.

Dealer trade Another dealer’s market wants what 

your market does not — often a hull, 

power package, or color that sells 

better elsewhere.

Start these calls in September. Dealer-trade 

appetite for outgoing model years drops 

sharply once everyone’s winter has started.

Wholesale or 

auction

No retail path exists at an acceptable 

price, and the carrying cost math is 

clearly negative.

Wholesale demand for outgoing model-year 

units thins as the season ends. The number 

you can get in September is usually better 

than the number you can get in December.

Convert to demo, 

rental, CPO, or 

company use

The unit has a legitimate second life 

that generates revenue or utility 

while it ages.

Confirm the accounting and floorplan 

treatment with your lender and accountant 

first. This is a real strategy, not a way to stop 

counting a unit as inventory.

Take the write-down deliberately

A write-down taken in the quarter you decide it is a management decision. The same write-down taken in 

December because a lender required it is an event that happens to you. The dollar amount may be similar; the 

difference in what you can plan around is not.

Discuss the timing and treatment of any material write-down with your accountant before you book it. There are 

year-end tax and financial-statement implications, and they are worth understanding before the entry is made 

rather than after.

The complete member resource includes:

• The true-cost-to-hold formula — every component of what one aged unit 

costs you per month, and how to compare it against the gross you expect 

to recover by waiting

• The unit-by-unit disposition worksheet: stock number, days in stock, 

floorplan balance, curtailment date, disposition, target price or floor, 

owner, and act-by date for every remaining MY26 unit
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Steps 3 through 6
The back half of the workbook widens the lens from clearance to the whole year, then converts the findings into a small 

number of Q4 commitments.

The complete member resource includes:

• Step 3: Year-to-Date Performance by Department — six scorecards (new boats, used 
boats, F&I, service and parts, storage and other revenue) comparing YTD actual against 
plan and prior year, plus the service absorption benchmark and how to sort variances by 
what you can still in�uence in Q4

• Step 4: Cash, Floorplan, and the Q4 Conversations — the month-by-month Q4 cash 
roll-forward, the curtailment exposure table to bring to your lender, and the six-point 
agendas for the �oorplan lender and the accountant conversations

• Step 5: People, Capacity, and Process — the sales team review with the o�-season role 
column most dealerships leave blank, the service capacity review heading into winteriza-
tion, and the process-�ndings table

• Step 6: �e Q4 Carry-Forward Plan — the �ve decisions, the Q4 target sheet with own-
ers and weekly reviewers, and the hando� into winterization, lead nurture, and year-end 
close

• �e complete Q3 Close-Out Checklist covering data gathered, review completed, and 
decisions made and scheduled

[QR CODE PLACEHOLDER]

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

[QR CODE PLACEHOLDER]

The complete member resource includes:

• Step 3: Year-to-Date Performance by Department — six scorecards 

(new boats, used boats, F&I, service and parts, storage and other reve-

nue) comparing YTD actual against plan and prior year, plus the service 

absorption benchmark and how to sort variances by what you can still 

influence in Q4

• Step 4: Cash, Floorplan, and the Q4 Conversations — the month-by-

month Q4 cash roll-forward, the curtailment exposure table to bring to 

your lender, and the six-point agendas for the floorplan lender and the 

accountant conversations

• Step 5: People, Capacity, and Process — the sales team review with the 

off-season role column most dealerships leave blank, the service capacity 

review heading into winterization, and the process-findings table

• Step 6: The Q4 Carry-Forward Plan — the five decisions, the Q4 target 

sheet with owners and weekly reviewers, and the handoff into winteriza-

tion, lead nurture, and year-end close

• The complete Q3 Close-Out Checklist covering data gathered, review 

completed, and decisions made and scheduled

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


