
New Key Performance Indicator 

Benchmarks That Cannot Be Ignored

By Gart Sutton



Promise:  After this session you                
will be able to distinguish the critical 
key performance indicators that are 
essential for your dealership’s 
profitability.



First, let’s 
talk 

reality



THE FOUNDATION

1. SALES:  The amount of money received                    
for products sold after discounts, trade                       
over-allowances and giveaways.

2. COST OF SALES:  The cost of buying, shipping 
and getting products ready-to-sell (i.e., new 
unit PDI, pre-owned unit reconditioning).

3. GROSS PROFIT:  Sales minus cost-of-sales



OVERALL DEALERSHIP

GROSS PROFIT BENCHMARK

Sales Cost-of Sales          25-30% Gross Margin



OVERALL DEALERSHIP



HELPING OR HURTING YOU?

NEW UNIT SALES DEPARTMENT 
GROSS PROFIT BENCHMARK

*Price 

reductions, 

trade over-

allowances, free 

accessories &                

free apparel

Sales minus Cost-of Sales minus Concessions* equals New Unit Gross Profit



NEW UNIT SALES



HELPING OR HURTING YOU?

PRE-OWNED SALES DEPARTMENT 
GROSS PROFIT BENCHMARK

*Price 

reductions, 

trade over-

allowances, free 

accessories &                

free apparel

Sales minus Cost-of Sales minus Concessions* equals Pre-Owned Gross Profit



PRE-OWNED 
UNIT SALES



HELPING OR HURTING YOU?

FINANCE & INSURANCE DEPARTMENT 
GROSS PROFIT BENCHMARK

F&I Gross Profit divided  by Total New/Used Units  equals   F&I Per Vehicle Sold

$450 to $1,000 PVS



FINANCE &
INSURANCE

(PART 1)



FINANCE &
INSURANCE

(PART 2)



HELPING OR HURTING YOU?

PARTS, ACCESSORIES & APPAREL DEPT
GROSS PROFIT BENCHMARK

Sales minus Cost-of Sales minus Concessions* equals Parts Gross Profit

*Price reductions, 
clearance, giveaways

30% to 35%
Sales minus Cost-of Sales minus Concessions* equals Accessory Gross Profit

34% to 38%

*Price reductions, 
clearance, giveaways



PARTS &
ACCESSORIES

(P&A)



HELPING OR HURTING YOU?

SERVICE DEPARTMENT 
GROSS PROFIT BENCHMARK

Labor Sales minus Tech Pay equals Service Gross Profit

70%



SERVICE
(Part 1)



SERVICE
(Part 2)



SERVICE
(Part 3)



ACRES OF DIAMONDS
• A farmer who lived in Africa became excited about looking for diamonds. 

• The idea of millions of dollars worth of diamonds motivated him to                   
sell his farm and head out to find his fortune. 

• He wandered all over the continent searching for diamonds which                         
he never found. 

• As the years slipped by, he eventually went completely broke and died.

• Miraculously, the new owner of the farm later discovered he                              
had actually purchased land that turned out to become one                                 
of the richest diamond mines in the world. 

• The original farmer was literally standing on “Acres of Diamonds”                
which he unfortunately sold to seek his fortune elsewhere.



Step One:
Total the number of Parts, Accessories                   
and Apparel invoices plus all                                
Repair Orders (ROs) year-to-date.

Step Two:
Divide these transactions by the number                  
of major units sold year-to-date.

TRANSACTIONAL ANALYSIS



Transactional Analysis Calculations



Gross Margin Return on Investment

1. The majority of the Dealer’s money (cash) is tied up in inventory.

2. It is possibly the biggest asset and biggest liability at the same time.

3. Product that’s not selling (turning) is costing you money.

4. GMROI calculations assist Dealers in evaluating whether                                        
a sufficient gross profit is being earned.

5. It is calculated by dividing gross profit by average inventory at cost.

6. For every $1.00 you give your P&A department, you should be 
getting $1.70 back in order to pay the department’s operating 
expenses and drive departmental profitability.



Questions
WWW.GARTSUTTON.COM
gart@gartsutton.com

http://www.gartsutton.com/

