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Name: ____________________________ Class #: ___________________________

Strengths Weaknesses

Opportunities Threats

Identify a minimum of three strengths, weaknesses, opportunities, and threats.

Dealership: __________________________ Location(s): __________________________

How many people participated in this meeting? __________________________

What is your vision?

Customer for life Gross profit domination Both Other

Explain:
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How will you improve or solidify your strengths?

How will you address and improve any weaknesses?
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How will you maximize or improve your opportunities?

How will you address and overcome any threats?
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What is your expected time frame to achieve desired results? Months? By what date?

What performance metric will you track to determine successful change? PVR? Products per? CSI?

Who participated in this SWOT?

Name Title

Name Title

Name Title

Name Title

Name Title

Signed Date

Signed by dealer Management Date


	Name: Kyle Ritola
	Class: 422
	Dealership: Dirito Brothers Volkswagen
	Locations: Walnut creek ca
	How many people participated in this meeting: 2 sales managers, pre owned manager, bdc manager
	Explain: Our dealership has been in the same location for 30 years.  In the early 2000s we were # one in the country.  Over the years we have ebbed and flowed.  When I came here 12 years ago we were 3rd in our market.  We are and have been #1 on Northern California the past 3 years.  My goal is to get us #1 in the state.  The only way that will happen is to continue to build a better team.  Train and enforce positive changes with current employees and continue to recruit new employees.  I believe if we perfect the basics and treat our consumers with honest and ethical practices, build relationships with consumers and our community, show humility and passion that we can do this. CFL 
	Strengths_2: long time employees

long time in the community

good reviews

loyal customer base

great location

wealthy area ( weathers economic turmoil better.)

good owners

happy employees ( for the most part)

positive culture

good credit

nice trade ins
	Weaknesses_2: long term employees hate change and technology ( not all.)

poor follow up with customer base

too loose, no rules enforced, lawless

entitled

stuck in old ways

high expenses hinders capital needed to make changes

brand popularity/ev popularity

management has been here for 20 plus years ( hates change.)

not hungry enough ( dont need or want more.)


	Opportunities: have more passion for our day to day dealings

smile more

less bullshit and more effort ( want more-do more.)

better follow up with past and current clients

be open and positive about technology and change

build long term relationships/ not just close deals

ask for referrals!

get involved more with community events

having more continuity between departments

perfecting the basics

remebering the customer experience is #1


	Threats: cancerous employees

lack of young people entering auto sales

direct sales to customers ( Tesla, Rivian, etc.)

economic turmoil

EVs/autonomous cars/ride shares

lack of income potential in sales ( covid era is over .)

cancel culture 

other industries that can afford to pay more

employees aging out

consumer confidence in our product ( recalls, quality issues.)


	How will you improve or solidify your strengths: First off, working side by side with the vetrans who have a hard time buying in to new processes and policies.  We are fortuntate to have the team of professionals we do.  It is getting tougher though, as gross erodes, to keep them motivated.  The general concensus from the vetrans is I am asking them to work harder for less.   Holding them accountaqble for emails/calls/texts.  For how they handle sales calls.  Logging leads.  These are all things that the team that previously worked for " country club" stores does not like.  On the flip side, they are great with customers and good at closing.  So getting their buy in and helping them see the benifits is huge.  Being there therapist is also part oif the deal.  And not giving in to excuses or being scared of asking them to do what you think is right as the leader of the store. 



We have been a part of the community for years.  Last week I saw a deal where the lady was buying here sixth car.  She loves us, but never buoght from the same person.  We need to continue to build long term relationships.  Go to the city events.  Sponsor the schools and the local sports teams ( does not need to be a lot, just a presence.)  Continue to make a positive presence with our customers and their communities. 



We have over 1300 google reviews @4.6 stars.  We use a program called Podium that texts cnsumers a google review link to build our presence.  I want to continue to get closer to 5 stars, build better content on Google business ( photos, videos, etc.) Continue to make a customer centric experience so when we ask for the review its 5 stars.  Also yelp and dealerrater ( #1 customer satisfactionfor 4 years now.)  Also continue to earn Wolfsburg crest club.



Create an even better experience for current customers to retain them.  Clean building, consistent process, friendly employees, minimize mistakes, SMILE and STAND UP!  Follow up with them more consistently to build long time awareness.  Follow the steps the CRM sets and actually reach out and chat.  Ask how the kids are, hows the dog, local sports teams etc.  Create a bond and a dialoge so the customer calls you when they think of cars.



Keep employees happy,  Show them resepct and kindness.  Be fair and help them when they need help.  Close deals for them.  Be flexible when needed.  Quarterly lunches.  Spiffs and games.  Recongnition.  



Continous trainging and emphasis on customer satisfaction is key.  This is not the car biz 20 years ago.  We need to be our best and make an impact or we will lose customers to someone who does.












	How will you address and improve any weaknesses: Work with and for the vetrans to improve on their skills.  At the same time, we need to continue to look for new talen, hire and train them as well.  



Sales managers have to make sure on a daily basis their team is closing all their tasks in the crm.  Making calls, emails and texts to everyone on thier task list for the day.  Atleast 10/10//10.  And that they are thoughtful outreach.  Managers have a bonus based on this as of a few months ago to make sure it happens.  Salespeople have to be sold the vision that their long term efforst will pay off in the future in the form of repeat and referrals.



Create policies for the store that will be best for the customer experience.  Enforce those policies.  Be fair in doing so and walk a fine line to not create a poor culture of fear.  Reward the hard workers, work with the rebels.  At some point, cute bate if needed.



I believe in treating employees with respect, fair opportunites and giving to those that work hardest.  I do not believe in entitlement.  This is a business where the best get rewarded.  Wheather financially or otherwise ( special schedule, trips, spiffs, etc)



Try and show employees why you are asking them to do something they may not want to do.  Typically if people can see how something may benifit them, there is a better chance of buy in.



Can't do much with my fiexed expenses.  Only make more gross proft and have less waste and mistakes.



Cant do much about the brand.  We do fairly well in our market with the product.  Hopefulyl VW will continue to make better vehicles that are more popular in the market. 



Continue to push management.  A little fear is ok, but more emphasis on buy in.  How it benifits them.  Also tie in KPIs to their pay plan.  Spend time with them and lead by example.  I''l deal with heat, desk a deal, close a deal or appraise a car any day.












	How will you maximize or improve your opportunities: Not everyone has the same passion I do and I think it may be unrealistic for me to think its possible.  I do think that creating more of a team enviornment helps.  The newer people typically have more fire in them.  The vetrans are the ones that take some work to motivate.  Including the managers.  Leading by example helps.  I am always smiling when I walk around the store.  I speak to everyone and will do anything I can to help an employee.  Energy creates energy.  



I love the expression " if you want more do more".  I think people expect more for nothing and thats not reality.  Practice may not always make perfect, but I think it has a good chance of making you better.  Everyone here is responsible for how their day turns out.  Make your calls,emails and texts.  Talk to service customers.  Talk to cowrokers.  Walk the lot. Walk parts and service.  Move around.  Do more if you want more. 



Follow up is not difficult.  Making calls and having conversations with your past customers is a positive thing.  Stand up and smile when you make your calls.  The crm will tell you every day what to do.  You have to follow the steps.  And it is only daunting until you start making the calls.  Typically i think things are more stressful when you ignore them.  And once you start a task ( even if you dont complete it at that time) you will take some of the stress away.



Life is always changing.  So is technology and the way life works.  There is no reason to fight it.  It is not easy to get people to embrace change and technology.  Again, if you try and show people the benifits to them and lead by example, i think most people will buy in.  Also, there can not be an option to opt out.  If someone flat out refuses to make a change, they need to be promoted to customer. 



Reaching out to your client base on some sort of regualr basis is key to repeat and referral business.  You are not always going to win.  Some people may not have cared enough to want to keep a dialague.  But the ones that will, will continue to do business with you and send referrals.



Asking commisioned sales people to go to community events is a tough one.  Missing work when they can be selling typically doesnt excite anyone.  I need to work on a way to motivate people to do so.  I also need to motivate myself to get out there more.  












	How will you address and overcome any threats: Employees with poor attitudes that cannot be turned around need to be let go.  We have very low turn over, which is great.  I think most people can be turned around.  But people that cannot be need to go.  Part of the reason it is good to always be interviewing.  If someone has to go, we won't be stuck looking for a replacement. 



We have ads on indeed and linkdn.  We also have facebook posts about hiring.  This is fairly new for us.  It has become apparent that hiring newbies is our best option.  But deciding based off a resume does not work well for us.  So now, we are inviting anyone who applys in for an interview.  One of our ebst salespeople worked as security and a cook before we hired him.  He was a referral.  If all we saw was his resume in the past, we would have never called him.



The best way for us to handle direct sales is to be educated on our product and thiers.  How is our product better.  How is the experience with our dealership better.  What can we provide you that Tesla cannot?  We are not always going to win, but if we are educated and show consumers why were are a better option, we stand a chance.



When I was a salesmanager for Mercedes Benz I remember them cutting the front end back and putting it in holdback.  Sales people didn't get paid on it.  I had a veteran quit one me.  he said " I am not doing a 3 hour delivery on an s class for $300.  When I started selling Mercedes, the salespeople lived in the same nehgborhood as the customers".  Expenses coniue to rise and gross will continue to revert back to pre covid.  My opinion is that the sales job may never pay as well as the past.  But it does not mean it is still not an appealing income for some.  I see it more likely being a customer service job.  Or similair to sales at a department store or a good option for someone wanting to switch from a service industry.  And there is nothing wrong with that.  But the income levels are changing.  And in order for a store to be profitable, it will be difficult to pay the same.  Also, with the new ways of selling cars, transparency, and less trickery, the margins will get thinner. 



I have a fairly loyal staff of vetran salespeople.  We are starting to see the transition now where they are either not happy with the direction of auto sales or ready to retire.  We are currrently looking at any application or reference we get to interview.



There is not a lot I can do about consumer confidence in our product.  VW has had some big ups and downs.




	What is your expected time frame to achieve desired results Months By what date: We have been implementing new rules and processes over the last 6 months and we have seen some imporvements.  My goal is to have hired and trained 3 new sales people by December 1st.  We are activley interviewing with more effort then ever.  I recently hired a BDC type hybred person last month I poached from another dealer.  She is helping with crm process, working with sales people and management to improve our processes as well.  With her and 3 new salespeople I believe  i can reach my goal of 100 new and 75 used.  We are currently averaging 80 new and 60 used.  By February !st i would like to be within 10% of my sales goal.  With 12 sales people, a BDC hybrid and my 2 sales managers and used car manager working the system correctly I think that is possible.
	What performance metric will you track to determine successful change PVR Products per CSI: In order to keep our Wolfsburg Crest club we have to stay above 12th in the region and above csi goals.  This is not an option.  In order to maintain #1 in northern california we have to keep our current pace.  In order to become #1 in california we would have to average over 120 a month.  I think this goal will take more time.

I measure non stop where we are in our current larket through factory reports.  Along with csi daily. 

sales kpis i measure in the crm.  Service i emasure in xtime and dms.  Sales numbers are measured in ignite reporting and process reporting i measure in eleads daily ( calls, emails, text made etc.)
	Name_2: Kyle Ritola
	Title: Geberal manager
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