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KNOW YOUR NUMBERS 
You know the old saying?  “You cannot manage what you cannot measure.”  We think a better phrase is – “You 
cannot manage what you do not measure.” With today’s technology and systems, you can measure just about every 
activity in your dealership today.  Afterall, we have more technology and more tools to measure things than ever 
before.  

Yet, somehow in our travels, we sometimes see less measurement than ever before. Most dealerships have CRMs 
these days, but we are constantly amazed at how often the data is not inputted. Sometimes some of the data is 
inputted, but nothing is done with the data.  There are systems to measure phone traffic, but often don’t and, if it’s 
measured, nothing is done about the traffic or how it is handled.  Dealerships spend more money every year on 
tools to measure Internet traffic, but yet management don’t always know the numbers or do anything with those 
numbers. 

At the moment, the automotive industry is just booming.  Sales for the month of April are at an all-time high and 
consumers are showing renewed confidence in the state of our economy. How quickly we forget though. We have 
forgotten the lessons of the previous period leading up to April 2020 when things were really tough. Dealers have 
forgotten how hard the sales team had to work for every sale.  

The automotive marketplace is very forgiving right now and that makes up for a lot of errors.  However, it won’t 
always be that way - and your competitors won’t, either. Somewhere, right now, there is a smart and aggressive 
dealer in your PMA or near you, who not only knows the numbers of his dealership, but he likely also knows some of 
the numbers of your business. And he will, if he isn’t already, using those numbers to undermine your business.   

The days of being a “good” dealer and running your business from the seat of your pants are over. In addition to 
being a strong dealer for your brand(s), today you must also be a solid businessperson. A solid businessperson 
knows their numbers – he plans and strategises using all the measurables available to him. 

An analogy would come from the world of sports.  Can you imagine a football coach who did not know his or her 
numbers?  These days everything is measured – the distance a player covers during a game, the number of tackles 
he makes, the number of missed tackles he has made, the number of hit-ups, the number of tries scored or goals 
kicked and so on and so forth. 

There are only a few reasons why you do not measure items in your dealership. You may not have processes in 
place. You may not have good managers who hold their people accountable. You may simply not have the right 
people who will get things done. Your people - including yourself - may not want to be held accountable. You and 
your people may be lazy. None of these reasons are acceptable and are all excuses if you do not fix them. 

So what should you be measuring? Below are 4 metrics common in dealerships that you may consider for inclusion 
in your KPIs. 

Lead Response Time  
According to a recent study, when it came to responding to internet shoppers, “more than 18 percent of the 
dealerships never responded to shoppers.”  “Only 16 percent responded within 15 minutes, and the overall average 
is more than 24 hours.” If your online experience is supposed to showcase your on-the-lot experience (which it 
should), that is a major problem. 

Can you imagine if you went to a dealership, asked about a car, and had to wait 24 hours until someone even spoke 
to you about it? 
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The same study shows that bringing your average response time down to 10 minutes or less increases the likelihood 
that an internet shopper will physically visit your dealership by 300%.  That is the importance of a timely lead 
response. 

Sounds like a good metric to track.  What’s your dealership’s average time? What can you do to bring it down?  

Vehicle Demand vs Inventory 
What’s worse than a vehicle that’s been sitting on the lot for weeks?  Well, a vehicle that’s been there for months – 
and believe us, there are some that do and have been – but careful attention to inventory KPIs can help prevent 
cars gathering dust on your lot. 

One of these helpful inventory-specific KPIs is Vehicle Demand vs Inventory. This is a measure of what vehicles 
people are looking at most on your site compared to what you actually have on the lot.  This KPI is a market 
compass that all dealerships should be using. 

As we all know, inventory that isn’t moving loses a little more of its profitability each day — but attention to this 
type of KPI can help you manage your inventory much more efficiently, pointing you in the direction of profitability 
and away from the wasteland of markdowns. 

Relationships 
Your dealership, from sales to service, should be focused on inviting, retaining, and referring business. Your 
dealership should be able to measure the experience of a customer from their first interaction to their last, which is 
hopefully not due to a service issue.   

Be sure you track the percentage of sales customers that use your service department; the percentage of service 
customers that went on to become first-time sales patrons; the percentage of customers that come back; and the 
percentage of sales that come from referrals.  

The fact of the matter is, even in a digital age, experience is everything. An overlooked part of relationship 
management is the relational distance between the sales and service departments. Be sure you nurture these 
connections and while you’re at it, keep your finger on the pulse of your online reputation.  Numerous studies have 
shown that it takes FIVE positive interactions to override just ONE negative interaction.  Do not neglect your 
negative press.  Bad experiences will happen, and sometimes, they are even outside of your control.  But when they 
do happen, make every effort to reconcile them. 

Personnel Efficiency 
Measuring efficiency among personnel might seem a little odd — often tracking this kind of metric means impending 
staff reductions and morale suffers. But the intention here isn’t to use discoveries of inefficiency as justification for 
firings — it is an opportunity to find out how to maximise everyone’s ability.  Tracking these metrics opens the door 
to a better functioning dealership by revealing the areas of your business that suffer under the weight of 
inefficiency.  

An actual measure to use here is the Personnel Expense to Gross Revenue Ratio – that’s the expense of employing 
all personnel compared to your dealership’s gross revenue. 

Calculate this dealership success KPI, and then take steps to improve it. Where are inefficiencies occurring, and 
what training, tools, or technology can be brought in to remove that roadblock? 

Best Practices for Better KPIs 
Indicators of good business can only go so far without a few guiding principles. Make sure the data you review is up 
to date and accurate. Ask for the story behind the numbers. KPIs can help you keep a pulse on your business. 
Reviewing accurate reports, consistently and with a healthy dose of scepticism and curiosity, is the key to identifying 
trends. 

And importantly, remember – “You cannot get to where you are going if you do not know where you are.” 


