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STATE OF THE INDUSTRY

● Used car demand is dropping

● Used car values are dropping

● Interest rates are climbing

● Special finance is growing 

● Tax season is here

● Inventory average cost amount increased

● Market is still in a used car shortage









Tools you are paying for and not utilizing

● Inventory Management System

● CRM

● Equity Tools

● Recon Tools

● Certified vehicles

● Listing Tools

● Marketing and advertising programs and programs like 
Autotrader, Cars.com, Cargurus, and others



Inventory management tool
● Get presentations on latest systems and pricing 

● Glorified appraisal tool

● Reports- Appraiser performance Mgr./Salesperson

● Lost trades reports

● Buying reports- Buying based on data/Buyer report card

● Adding inventory daily keeping correct supply even

● Dashboards/Alerts

● 30 day supply

● Turn rate of 12-15 times per year

● Pricing alerts/Pricing process/Automated pricing





STOCKING BASED ON FACTS



STOCKING BASED ON FACTS



STOCKING BASED ON MARKET



Top Appraisal Techniques 

● Dealer group current or 1yr old off brand check sister stores

● Single store current or 1yr old off brand ask or have live appraisal

● Check Carfax/Autocheck – Order an inspection

● Check factual data

● Check short or hot- Do not rely on market data alone

● If dealer group and vehicle does not match need utilize sister store data



Top Appraisal Techniques 



Customizable Questions – Engaging the Client in 
the Process



MAX My trade
• Search “MAX My Trade - MAX Digital”
• Names & email address required to create user ID*

OR OR

iPad iPhone Android Tablet Android Phone
iOs 11.3 or higher required Android 4.1 or higher required



Collect Customer Data Scan The Back of DL



Collect Vehicle Data Collect Vehicle Data



Trade-In Questions







REAL LIFE 
SCENERIO
Customer searching for a 
2017 Honda Accord on the 
web and finds yours

Customer pulls Carfax and 
see that the vehicle has an 
accident reported



WHAT THE CUSTOMER IMAGINES



THE REALITY

Cosmetic Damage:

A minor collision resulted in 
a pushed in grill and 
scuffed bumper. 



Reality 
Both Vehicles Show Accident Reported to Carfax

A True360 Inspection report uploaded to the Carfax and available on the web link 
makes them very different
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We’re the company that created the  
True360 Inspection. The Report was  
developed to help Dealerships retail all  
vehicles with confidence…

Both Carfax and AutoCheck trust the  
True360 Report as the true condition of  
the vehicle.

Neutralize 
Accident History



CRM

● Everything goes in 

● Proactive vs. Reactive 

● Ability to track activity on used inventory weekly

● Ability to track salespeople opportunities and closing ratios

● Ability to assign salespeople opportunities per day



Equity tools

● Use them or lose them

● Verify results

● Check if CRM company includes a solution

● Automated program to market to data based and service

● Process- Technology does not solve problems/Processes solve 
problems and good technology holds in place processes



Recon Tools/Recon Process

● Manage how long it takes for a vehicle to be ready to sell

● Know what stage a vehicle is in during recon process

● Ability to recognize the bottlenecks in the recon process (Time at stages)

● Ability to have outsourced vendors managed in the solution

● Ability to have the recon performed built into the description of the vehicle



Certified Vehicles

● Certify the right vehicles

● Unique description showing value of a certified vehicle

● Sales staff highly trained in value of a certified vehicle

● Features and benefits of a certified vehicle printout 



Reducing Overall Unit Cost

● Buy from consumers

● Trade for more vehicles

● Acquire vehicles from service

● Use alerted buying or automated buying tools with filters

● Buy from better sources with better inspections



STEADY SUPPLY OF INVENTORY
Break it down daily

Determine how many vehicles you need daily to keep your inventory 
levels correct to maximize your sales potential.

Example:
○ We need to acquire 4 vehicles per day
○ We trade for 2 vehicles per day on average and keep 50%= 1 acquisition
○ We average 2 street purchases per day and keep 50% = 1 acquisition
○ We average 0 vehicles per day out of service = 0 acquisition

We get 2 vehicles net per day from trades and street purchases, so we 
need to purchase 2 vehicles per day from auctions to keep the correct 
level of inventory.





THIS IS NOT A
COMPLETE PLAN



PROACTIVE VS. REACTIVE: STAYING AHEAD OF THE USED CAR MARKET

DEALER 
WHITE-LABEL 

TRADE SOLUTION

Website
sell your 

vehicle lead 

Digital Retail 
customer with 

trade lead

QR code 
sell vehicle 

customer lead 

Marketing
sell vehicle 

customer lead

CONSUMER SOURCING MODEL





Live Auction Event



● Increase trade closing ratio over 50%

● Save a trade meetings

● Pay salespeople to buy vehicles

● Equity tools

● CRM data

● Fundraisers

● Carwash/Tire shops/waiting rooms

● Valets

● Pay Uber/Lyft drivers

● Have a mobile unit

● Offer certificate in F&I to
bring back vehicle

● Advertise everywhere you buy vehicles

● Market Data

● Churches/Associations/Alumni

● QR Codes Shopping Carts

● QR Code on Service Receipts

● Retirement Homes/Funeral Homes/Attorneys

● Lease Turn-ins

● Have a live auction event at your location

● Target competitors

● Social media

● Addressable Geo Targeting

● Credit monitoring tools knowing when
auto credit is being pulled

● Pay consumers to find vehicles

● Service Drive

● Insurance agents/Wrecker Drivers

● Program with local banks and credit unions

● Programmatic Buying 

● Ads on TVs at gas stations

● Ads on receipts (Dry cleaners, Car wash)

● All employee social media, contacts text

● On all signatures email and text

● QR Code on local sports event shirts

● Air freshener with QR code and message

40+ SOURCES OF INVENTORY
● Info booths large events/Auto Shows

● QR codes on restaurant menus

● Wrap cars

● Oil change sticker with message

● Using social media Influencers

● Sports events/Tickets/souvenir cups

● QR code on preview movie screen before 
movie starts

● Advertise you will beat Carmax or 
Carvana’s bid



Sources of Inventory

● Buy Vehicles Directly From Consumers-
1. Valet locations, 









40+ Photos 
including
undercarriage

Paint, tire 
and engine 
readings

KEY IS
TRANSPARENCY
Trusted condition reports equal
fewer mistakes and more value



● Allows for the clear recording and immediate 
sharing of a vehicle’s engine sound

● Patent-pending custom hardware and software
● Gives buyers the ability to listen to the vehicle 

running in a better way than physically standing 
next to the vehicle

● Continues to deliver on our mission
statement to provide trust and
transparency to our customers

Proprietary 
Technology

Greater 
Transparency

AUDIO MOTOR
PROFILE™



VIRTUAL LIFT™

Get a high definition look at a vehicle’s 
undercarriage from wherever you are, 
without having to put the car on the lift.

Undercarriage Scan
Full undercarriage reconstruction

Proprietary Vantage Point
See more of every vehicle



Matching Inventory to Customers and Lenders
● Know your market

● Watch for market changes

● Special finance market is going to grow

● Know your lenders and their requirements 

● Use alerted buying or automated buying tools with filters

Example: Some will only finance certain vehicles, up to certain 
years, miles and certain carries.

● Prestige Financial- up to 160%LTV, 135% on front, Multiple Autos ok, 
Open BK ok, No DL required, No cash down required, No min job 
time, 72mo up to 100K miles.

●



Top Sources of Inventory

● Trade/lease return

● Purchase from service department

● Buy from consumer

● Buy from an auction based on factual data, and market hot and short data



Top Methods to Drive More Traffic to Your Inventory

● Stock the right vehicles

● Update vehicle listings every few days to have them rank on Google as a new listing

● Use unique automated value add descriptions with factory equipment packages

● Make sure vehicle is not priced out of the market or too far below the market

● Geo, facebook/digital retail component, keyword, pay per click, monitor your sources or 
marketing company

● Have vehicle inspected to build value to consumer and add a link to the VDP page



Weekly Activity
Example: Stock #1234 2021 Chevrolet Camaro 

SRP Low Yes

VDP Low Yes

CRM Activity Low Yes

Key log Activity Low Yes

Website Activity Low Yes

Salesperson Opinion Low Yes



Weekly Activity
Example: Stock #1234 2021 Chevrolet Camaro 

SRP Low No

VDP Low No

CRM Activity Low Yes

Key log Activity Low No

Website Activity Low No

Salesperson Opinion Low Yes



Weekly Activity
Example: Stock #1234 2021 Chevrolet Camaro 

SRP Low No

VDP Low Yes
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Salesperson Opinion Low Yes



Weekly Activity
Example: Stock #1234 2021 Chevrolet Camaro 

SRP Low No

VDP Low No

CRM Activity Low No

Key log Activity Low No

Website Activity Low No

Salesperson Opinion Low No



Pricing Plan of Action

Example

Days 1-3 115% of market

Days 4-7 110% of Market

Days 8-15 105% of Market

Days 16-20 #5 rank in the Market

Days 21-26 #3 rank in the Market

Day 27-30 #1 rank in the Market



Inventory Plan of Action

● Weekly activity of each vehicle monitored

● SRPs/VDPs

● Dynamic vehicle descriptions

● Unique Standouts on 1st picture

● Vehicle Inspections

● Pricing plan of action











Key Takeaways

• Acquire the right vehicles and the right number of vehicles each day
• Strong efficient recon process or use a recon tool
• Monitoring inventory -1 week, vehicles with little to no activity, clicks/searches, 

CRM hits, key logs, descriptions, re-pricing up or down
• Focus on aged, grouped, Clean, F&I, communication, incentives
• Inventory walk
• Trade walks
• Involved in service- Poor process turns into high wholesale
• Addressing vehicles with Carfax or AutoCheck issues in advance
• Trade process on wholes sale if a group then a group trade process
• Mandatory turn policy
• Organization of wholesale and cash flow



Q & A

For a more personalized discussion & 
additional ideas, please contact us for 
a free consultation.

Randy Barone
rbarone@acvauctions.com
Mobile- 832-794-0118

mailto:rbarone@acvauctions.com

