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Section 1:

BENCHMARKING 

PERFORMANCE
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AVG DEALERSHIP PROFILE
REVENUE = $76.6m

GROSS PROFIT = $8.2m

$4.35
(6.0%)

$5.35
(7.3%)

$2.86
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$1.23
(15%)

$24.4
(31.8%) $2.04

(25%)

$42.1
(54.9%)

$2.04
(25%)

(10.7% of Rev)

Source: NADA and Automotive Ventures analysis. NADA assumes 17,446 dealership count
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23.0%

Service
65.7%

CONTRIBUTION BY DEPT.

Source: NADA and Automotive Ventures analysis.

NOT ALL REVENUE IS CREATED EQUAL









PROFIT WATERFALL

SALES NET PROFIT 
BEFORE TAX

GROSS 
PROFIT

EXPENSE OPERATING 
PROFIT

$76.6M
FOR THE AVERAGE DEALERSHIP

$8.2M $6.4M

$1.8M $2.5M

Source: NADA and Automotive Ventures analysis



PROFIT WATERFALL

SALES NET PROFIT 
BEFORE TAX

GROSS 
PROFIT

EXPENSE OPERATING 
PROFIT

$3.0M
PERSONNEL 

EXPENSE
(47% of total Expense)

$76.6M
FOR THE AVERAGE DEALERSHIP

$8.2M $6.4M

$1.8M $2.5M

65
employees

$84k
Avg Comp.

Source: NADA and Automotive Ventures analysis



NATIONAL AVG BLUE SKY MULTIPLES

Source: Haig Partners



NATIONAL AVG BLUE SKY MULTIPLES

Source: Haig Partners



CALCULATING BLUE SKY

$2.5M
NPBT

5.0x
Avg Multiple

$12.5M
Avg Blue Sky Value

X =





AVERAGE LIFE EXPECTANCY

YEARS

Source: JAMA Internal Medicine 



AVG LIFE EXPECTANCY

Source: JAMA Internal Medicine 
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TOP PERFORMERS



TOP 10%

1.28



MICHAEL JORDAN:
POINTS: 30.1 PPG
REBOUNDS: 6.2 RPG
ASSISTS: 5.3 APG

Source: Sports Analytics Group at Berkeley

AVERAGE NBA PLAYER:
POINTS: ~6 PPG
REBOUNDS: ~4.4 RPG
ASSISTS: ~1.4 APG

AVG JORDAN

POINTS 6.0 30.1

REBOUNDS 4.4 6.2

ASSISTS 1.4 5.3
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REV GROSS EXP. NPBT REV GROSS EXP. NPBT

$76.6M

$8.2M $6.4M
$2.5M

$153.2M

$23.0M $12.9M

$10.1M

AVG DEALER
(50th Percentile)

TOP DEALER
(90th Percentile)



Source: Automotive News 2025 Top 150 Dealers

TOP 150 DEALERS
REVENUE PER LOCATION
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Source: Automotive News 2025 Top 150 Dealers

TOP 150 DEALERS
REVENUE PER LOCATION
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COMPARING BLUE SKY VALUE

$12.5m
($2.5m x 5.0x)

$50.5m
($10.1m x 5.0x)

AVG DEALER
(50th Percentile)

TOP DEALER
(90th Percentile)



$12.5m
($2.5m x 5.0x)

$50.5m
($10.1m x 5.0x)

4.0x 
Greater Blue Sky Value

AVG DEALER
(50th Percentile)

TOP DEALER
(90th Percentile)

COMPARING BLUE SKY VALUE



WHAT DO THE 

BEST DEALERS 

DO DIFFERENTLY?



1950: 

10 cars sold per 

month per 

salesperson

2025: 

10 cars sold per 

month per 

salesperson

Source: NADA
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Source: NADA
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NEW CAR

AVG DEALER

USED CAR

F&I

FIXED OPS

955
UNITS

Source: NADA, StoneEagle and Automotive Ventures estimates (based on 2025 full-year numbers)

$2,136
GPU

16,252
ROs

$494
P&S per RO

751
UNITS

$2,716
GPU

1.58
ATTACH RATE

$1,995
PVR

28%
VIO Capture



90% DEALER
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Source: NADA, StoneEagle and Automotive Ventures estimates (based on 2025 full-year numbers)
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SECTION 2:

CAN AI HELP 

US BECOME 

A TOP 10% 

DEALER?
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CUSTOMER RETENTION



CUSTOMER LOYALTY TO THEIR OEM
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Source: Glenn Mercer

CUSTOMER LOYALTY TO THEIR DEALERSHIP

LOYALTY DRIVERS:
1. Treatment of Customer 

(2/3 Service; 1/3 Sales)
2. Convenient Location
3. Best Deal/Lowest Price
4. Exact Vehicle Available
5. Able To Get Financed



Active Same-
Store Owner

Lapsed Former
Owner

True Conquest
Buyer

Source: Glenn Mercer

WHY HIGH RETENTION IS VALUABLE
DEALER SPEND PER CUSTOMER

$350 - $1,000

$800 - $1,600

$1,200 - $2,500



DECLINED SERVICE



DECLINED SERVICE

$494
Average RO

~$900
Written per RO

$115B
284m ROs x $406

Source: NADA and Automotive Ventures analysis. NADA assumes 17,446 dealership count



DECLINED F&I PRODUCTS



DECLINED F&I PRODUCTS

1.58
Attach Rate

4.0
Products Presented

$80B
@$1,263 GP / Contract

Source: NADA, StoneEagle and Automotive Ventures analysis. NADA assumes 17,446 dealership count



PROCESS AUTOMATION
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$84,188
Avg Comp.

LABOR AT DEALERSHIPS

$5.6m
Total Payroll 

per Year

Source: NADA; assumes 17,446 dealership count
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LABOR SAVING SCENARIOS

10% GAIN 20% GAIN 50% GAINCURRENT 

$3.0M
(47% of Total 

Expense)

$2.7M
(42% of Total 

Expense)

$2.4M
(38% of Total 

Expense)

$1.5M
(23% of Total 

Expense)
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% Productivity Gains



Gartner predicts that by 

2026, conversational AI 

will reduce contact 

center agent labor 

costs by $80 

billion globally

Delta's AI chatbots now 

handle 78% of 

customer service 

inquiries, with 85% 

customer satisfaction 

rates 



Source: ARK Invest
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AI APPLIED TO CUSTOMER SERVICE
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1. WHAT ARE YOU ALREADY GOOD AT?

2.WHERE CAN YOU BE GREAT?

3.WHICH OPERATING METRIC TO TARGET?

WHERE TO START?
Ask yourself three questions…



KNOCK-ON EFFECTS

Increased 
Revenues

Decreased 
Costs

More 
Profitable 

Operations

Higher 
Multiples+ + =



Steve Greenfield
steve@automotiveventures.com

Mobile: 678.576.9972
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