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The views and opinions presented in this educational program and any 
accompanying handout material are those of the speakers, and do not 
necessarily represent the views or opinions of NADA. The speakers are not 
NADA representatives, and their presence on the program is not a NADA 
endorsement or sponsorship of the speaker or the speaker’s company, 
product, or services.
Nothing that is presented during this educational program is intended as 
legal advice, and this program may not address all federal, state, or local 
regulatory or other legal issues raised by the subject matter it addresses. The 
purpose of the program is to help dealers improve the effectiveness of their 
business practices. The information presented is also not intended to urge or 
suggest that dealers adopt any specific practices or policies for their 
dealerships, nor is it intended to encourage concerted action among 
competitors or any other action on the part of dealers that would in any 
manner fix or stabilize the price or any element of the price of any good or 
service.
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10 Winning Tips For Thinking Like A Coach 

Market Trends – Setting The Gambler’s Table

Stacking The Deck 
In Your Used Car Department

#1 – It’s All About the Money

#2 – Get On Down

#3 – The Attack Mode

#4 – Life Cycle Management

#5 – The Internet
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Setting 
the Gambler’s Table
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Have you analyzed the gross on a 
20-day old car versus a 45- to 
60+-day old car?

Is it fair to say the grosses on 45-
to 60-day old units pull your 
average down?

How many of you struggle to 
make gross on those units over 
60 days old?

Questions
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Are You Maximizing the 

Used-Car Opportunities 

in Your Market?

Two Simple Questions

How Does That Relate 

to Maximizing Your 

New-Car Opportunities?
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The Used-Car Department is the Key 
to Doing New- and Used-Car Retail Volume

Most Used-Car Managers Are Trained by 
Other Used-Car Managers and Local Wholesalers

With Such Training, They are Asked
to Manage Millions of Dollars of Inventory

It’s a Fact!
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2015 2014 2013 2012 2011 2010 2009 2008 2007 2006 2005

New 17.4 16.5 15.6 14.5 12.7 11.6 10.4 13.2 16.1 16.5 16.9

Used 42.0 41.9 40.5 38.7 36.8 35.4 36.5 41.4 42.5 44.1

Breakdown

Franchise 15.6 15.7 15.0 13.8 12.8 12.8 13.2 14.2 14.3 16.4

Independent 13.9 14.2 14.0 13.7 13.0 11.7 11.7 13.1 13.7 14.2

Private 12.5 12.0 11.5 11.2 11.0 10.9 11.6 14.1 14.5 13.4

New-Car and Used-Car Sales



#NADA2016

9It’s All About the Money   #1

It’s All About the Money
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Amount Gross %

NEW
2011 $31,576 $1,415 4.47%
2012 $31,744 $1,281 4.03%
2013 $32,398 $1,183 3.65%
2014 $33,057 $1,190 3.59%
2015

The Reality

USED
2011 $17,557 $1,679 9.57%
2012 $17,745 $1,624 8.74%
2013 $18,184 $1,591 8.74%
2014 $18,887 $1,566 8.29%
2015
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Used-Car 
Sales Price

Used-Car 
Gross 
Profit

÷ Cost/ 
Investment =

Rate of 
Return on 
Used-Car 

Stock

Number of 
Days Stock 

Held
x Annualized =

GROI
(Gross Return 

on 
Investment)

Example 1 $14,500 $2,500 ÷ $12,000 = 20.8% 25 x 14.6 = 303%

Example 2 $14,500 $2,500 ÷ $12,000 = 20.8% 60 x 6.8 = 141%

Example 3 $30,000 $2,500 ÷ $27,500 = 9% 25 x 14.6 = 131%

Example 4 $30,000 $2,500 ÷ $27,500 = 9% 60 x 6.8 = 61.2%

Short-Term Stocks
This 

Ain’t No 
Mutual 
Fund!
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“I Don’t Want to Get Rid of It Because I Can’t Replace It”

Front 
Gross

Cost of Sale + 
Recon

Rate of 
Return

Days in 
Stock Annualized Turns 

per Year ROI

1 $1,200 $15,000 8.0% 25 365 14.60 117%

2 $2,900 $15,000 19.3% 60 365 6.08 118%

3 $1,200 $15,000 8.0% 60 365 6.08 49%

4 $1,200 $15,000 8.0% 90 365 4.06 32%

5 $4,300 $15,000 28.7% 90 365 4.06 116%

Famous Last Words

Keeping a Unit Because You Can’t Replace It
Is a Bad Business Model! FixROI
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Fix Roi

$1,500 $1,500

$12,000

57

$12,000

18

12.5% 6.4 80%

Press to Calculate ROI

12.5% 20.27 253.37%

Press to Calculate ROI
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ROI Reality
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Tracking 30/30
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Tracking 30/30



#NADA2016

17It’s All About the Money   #1

Tracking 30/30
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Tracking 30/30 See Sample 
In Your Handout

(top of pg 6)
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Rank 2002 2003 2004 2005 2006 2007 2008 2009 2010 2011 2012 2013 2014 2015 2016

1 1999 2000 2001 2002 2003 2004 2005 2006 2007 2008 2009 2010 2011 2012 2013

2 2000 1999 2000 2001 2002 2003 2004 2005 2006 2007 2008 2009 2010 2011 2012

3 1998 2001 2002 2003 2004 2005 2006 2007 2008 2009 2010 2011 2012 2013 2014

Review Model by Years
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2013 – 2012 – 2014
Hottest Models 

Rank Cars Trucks and SUVs
1
2
3
4
5
6
7
8
9

10

2016 Hot Sheet
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Current
Year

1 Year
Old 2 Years Old 3 Years Old 4 Years Old 5 Years Old 6 Years &

Older
$ per Unit Retailed $1,835 $1,755 $1,815 $1,797 $1,645 $1,723 $1,396
% of Sales Price 8.8% 9.1% 10.3% 11.2% 13.1% 15.3% 21.4%

0.0%

5.0%

10.0%

15.0%

20.0%

25.0%
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$400
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$1,000

$1,200

$1,400

$1,600

$1,800

$2,000

Front-End Gross Profit 
by Model Age for Franchised Dealers
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Get On Down
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Retail
Sales - Gross 

Profit = Cost 
of Sales ÷ Retailed 

Units = Avg. Cost per 
Unit Sold

↓

PRESS
DOWN

↑

Jan - = ÷ =
Feb - = ÷ =
Mar - = ÷ =
Apr - = ÷ =
May - = ÷ =
Jun - = ÷ =
Jul - = ÷ =

Aug - = ÷ =
Sep - = ÷ =
Oct - = ÷ =
Nov - = ÷ =
Dec - = ÷ =

Totals:  - = ÷ =

Yearly Avg.:  - = ÷ =

Pressing Down
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Inventory Aging

Days

0-30
31-60
61-90
91-120
120+
Totals

Units

8
55

5
10

8
86

%

9
63
6

13
9

$$$

$75,088
$818,180
$89,095
$202,280
$197,432

$1,382,075

%

5
59
6

16
14

Average 
Cost/Unit

$9,386
$14,876
$17,819
$20,228
$24,679
$16,070

Aging of Retail Units

Logout  Contact Us  Privacy Policy Home
® 2006 vAuto,Inc.   V2.8.0

Logout Contact Us Privacy Policy      Home

Scoreboard Appraisals Sales Wholesalers Personal 
Profile

Dealership
Profile Find

Inventory Summary

Type
Retail

Wholesale
Totals

Units
86
2

88

%
98
2

$$$
$1,382,075

$17,905
$1,400,080

%
98
2

Average 
Age
42
20

Export to Excel

Do This Daily
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The Attack Mode
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Do This Daily…
Logout Contact Us Privacy Policy      Home

Scoreboard Appraisals Sales Wholesalers Personal 
Profile

Dealership
Profile Find

Inventory Aging
Inventory Summary

Avg. # Days in Stock:  31

Avg. Score:  92.05 Avg. Water Per Unit:  $277

Total Water:  $30,754 Water %:  2.76
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Investment Detail
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The Winning Card ~ LCM 

Look to Book Acquisition

Turn

Assign 
Expiration Date

Trade Walk

Think Retail
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Life Cycle Factors

ACQUISITION TO SHOP POSTED ON INTERNET

SHOP AND PARTS 
ISSUES PRICING

NOT WILLING TO 
REROUTE GROSS PROFIT

PHOTOS –
QUALITY AND QUANTITY PAY PLANS
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Life Cycle Factors

Slow Turn Poor ROI

Volume

Gross

Aging

Ability to Trade
at the Door

Future
Acquisitions

Attitudes
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EWR:  Early Warning Radar
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Enact EWR When

Over Appraised

Make-a-Deal Car

Odd Equipment

Bad Model For Your Store

Bad Color

No Experience

Customer Trade Out

Potentially Large 
Repair Bill

High Miles

CarFax Report

Gut Feeling
(Horse vs. Zebra)

High Dollar Vehicle
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Suggested Expiration Dates

Trade-Ins 
& Consumer
Acquisitions

45 Days

30 Days

Auction
Purchase

Cars
20 Days

EWR



#NADA2016

34Life Cycle Management  #4

It Has
15 Days to Go

How Many Days It Has Left 
in the “Life Cycle”

IT
IS ABOUT

If You Are on a 60-Day Turn…

How Old a Unit Happens to BeIT’S
NOT ABOUT

A 45-Day Old Unit
Is Not

45 Days Old
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Strategic Decisions Improve Accountability 
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Life Cycle Management

Life Cycle Management What Will Life Cycle Management  
. . . Starts with the Trade Walk

• Creates a Sense of Urgency

• Intensity Goes Way Up

• Aging Occurs on Day 
One --- Not Day 61

• A Very Simple 
Discipline

. . . Do For You?

• Control Your Destiny

• Faster Overall Turn

• Volume Goes Up

• Reduces Wholesale Losses 

• Gross Goes Up
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Getting After the Internet
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Why Customers Aren’t Showing Up

A Photo Booth is Critical in Today’s Market

The Showroom is No 
Longer the Showroom

The Wrong Inventory

The Wrong Pricing Strategy

Quality and Quantity of Photos 
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What Is Your Price-Change Frequency?

30 Days?

Buckets?

Every Week?

When the Mood Strikes You?

Panic Time?
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Did You Know?

SHOP THE INTERNET

80%
of the People

Looking for 
a Used Vehicle

DON’T TELL YOU

65%
of the Shoppers

That Come
on Your Lot

90% of All People Have a Personal Device 
such as SmartPhone, iPad, etc.
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Side Window Sticker

KarKare

Optional KarKare Extended Service Plan available, 
up to 72 months or 125,000 miles

Get comprehensive coverage with
a KarKare extended service plan
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Tracking GAP

The Difference Between

Give Away Profit

and

Your Transaction Price

Your Internet Price 



#NADA2016

44The Internet                      #5

Tracking GAP
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Pay Plan Will Pay Plans of the Future Look Like This?

Sold For 
Internet Price Pays

1-10 Days $800
11-20 Days $600
21-30 Days $500
31-45 Days $300

45+ Days $200

Transaction Discount
This is the discount given off the Internet asking price.  The 
percentages are against the pay based on days in stock.  

Example:  
11-day-old car pays $600, but a discount of $400 was given.  
Salesperson now makes $420 versus $600.

Up to $100 10%
$101 to $300 20%
$301 to $400 30%
$401 to $500 40%

$501+ 50%

Internet-Based Pay Plans
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Still Paying On Gross?
Amount

Salary: $1,500
Units Pays Per Unit What It Means Avg. Per Car

0 to 6 $0 $  1,500 $250
7 to 10 $200 Retro to 1st Unit $  3,500 $350
11 to 15 $300 Retro to 1st Unit $  4,500 $400
16 to 20 $400 Retro to 1st Unit $  9,500 $475
21 to 25 $450 Retro to 1st Unit $12,750 $510
26 + $500 Retro to 1st Unit $16,500 $550

60 or 90 Day Running Average Bonus Per Car
10 $100

11 to 15 $150
16 to 20 $175
21 to 25 $200
26 to 30 $300
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Thinking Like a Coach

for

What Strategies 

Can You Take Back 
to the Store?

Have a Real 
Strategy

Execution Wins 

Eliminate the 
Evaporation 

Factor

You Must Execute
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Most People 
Want to Win

Very Few 
Have the Will 

to Win

The Will to Win

It Ain’t Redundant
Until You’re 

Perfect
Blocking and 

Tackling 
Wins Games

Encourage 
Redundant Training

“Do Those Things 
First Each Day
that You Least 
Want to DO”

Eat the Frog First 
Mentality

It’s Not the BIG 
That will 

Eat the Small
It’s the FAST 

That will 
Eat the Slow

Pick Up the Pace
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Do What You Say
You’re Going 

to Do
When You Say

You’re Going to 
Do It

Be Consistent Discipline

The Pain of 
Discipline

or the Pain 
of Regret . . .

Be Enthusiastic

Look for 
Opportunities

to High Five!!!

FiveGimme

Enthusiasm 
Sells

Sometimes You 
Have to Fake It
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The Winning Hand!

Do You and the Team Know 
the Average Cost Per Unit in Stock?

Where Are Your Ten Most Expensive?

LCM Creates a Unique Action Plan

How Many Turns are You Getting?

You Hold The Winning Hand – You Just Have To Play It

Can You Improve Your Internet Strategy?

#1

#2

#3

#4

#5
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Cool Card Trick
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Department

Tommy Gibbs
President
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Please visit the NADA Pavilion in 
the Expo Hall for information on 
accessing electronic versions of 

this presentation and the 
accompanying handout 

materials, and to order the 
workshop video recording.
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