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The Dealership Is not
a Building Anymore

Agentic Al and the Future of Automotive Retail



Foreward

Automotive retail is entering a new era of artificial intelligence. One defined not by chatbots

and drip campaigns, but by Al systems that can perceive, reason, decide, act, and adapt on

their own. This is the agentic shift: the evolution from Al that assists to Al that operates.

It didn’t happen overnight. The dealers and OEMs who invested early in automation, conversational and generative Al, and
predictive marketing built the foundation that makes this leap possible. Every stage of Al sophistication delivered real,
measurable value, and the best operators extracted every ounce of it.

Now, the next threshold is here. Agentic Al doesn’t replace what came before. It compounds it. This white paper maps the
evolution of Al, defines the capabilities that matter, and offers a framework for evaluating where your organization stands

and where the leaders are headed next.

|. The Evolution the Industry Earned

The automotive industry’s current relationship with Al didn’t
start with a revolution. Like many industries, it started with
a practical question regarding technology: how do we serve
more customers better and more efficiently, without having
to hire more people?

That question drove the first wave of adoption. Dealerships
invested in automated service reminders, scheduled email
campaigns, and deployed rules-based workflows that
brought consistency and scale to processes that had been
manual for decades. It worked — to an extent. Dealers who
embraced automation early gained reach, captured more
customers, and freed their teams from some of the routine
administrative work. This wasn’t Al. It was the precursor.
Programmed and automated intelligence, doing exactly
what it was told. But it built the operational backbone that
made everything after it possible.

The second wave brought real intelligence, and the
beginnings of real operational Al, into the equation.
Machine learning and predictive analytics gave dealerships
something automation never could: the ability to learn

from data, not just act on rules with capabilities like buyer
detection, churn prediction, and lead prioritization. The Al
got smarter the more it saw, quietly running underneath the
digital experiences customers interacted with every day.

Then came natural language processing and
conversational Al. For the first time, Al could meet
customers where they actually were: in conversation. Al-
powered chat began handling real interactions on dealer
websites, answering inventory questions, qualifying leads,
and scheduling appointments without requiring a human
on every exchange. The experience shifted from “fill out this
form” to “just tell me what you need.” Service departments
gained the ability to personalize outreach based on vehicle
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history, mileage, and ownership patterns. Customer
intelligence sharpened through every
Al-driven conversation.

Generative Al raised the ceiling again. Large language
models gave teams the ability to create personalized
content at scale, the same capability shift every industry
experienced when general-purpose Al hit the mainstream.
Responses became more humanlike, more contextual,

and more dynamic. Al could now create organic, original
content. Deeper customer profiles and the ability to
activate more data with Al enabled more precise predictive
marketing, identifying which customers were most likely to
act and when.

Each capability created value. Each built on the one before
it. And each laid the groundwork for what comes next.

The industry is now crossing a new threshold, and this

one changes the business operating model itself. Agentic
Al is the shift from Al that waits to be prompted to Al that
operates with autonomy, context, and judgment. It doesn’t
just respond. It initiates. It doesn’t just follow rules. It
reasons. It doesn’t operate in a silo. It coordinates across
departments and touchpoints. In automotive retail, that
means sales, service, F&I, parts and accessories, marketing,
payments, digital retailing, financing, and more, all with a
unified understanding of the customer.

Agentic Al isn’t a pivot; it’s the compounding return on
every investment the industry already made. The years
spent building data infrastructure, refining conversational
Al, and fine-tuning generative Al are the foundation

that allows agentic Al to step in now. It marks the shift
from systems that respond to systems that initiate, from
managing data to driving outcomes.



Il. The Evolution of Al: From Rules to Reasoning to Action

The Al conversation in automotive gets muddied fast. Vendors use the same words to mean different things. “Al-powered”
gets slapped on everything from a canned email sequence to a fully autonomous scheduling engine. So does “agentic.” So
before we go further, let’s get precise, not just about what agentic Al is, but about the full arc that brought us here.

Phase 1: Programmed, Automated Intelligence: Al
that follows instructions

The earliest Al wasn’t really intelligent at all. It was logic-based.
Rules written by humans, executed by machines. If X, then Y.
Decision trees. Workflow triggers. Rules-based automation.
Powerful, but within narrow lanes. This technology is still
everywhere in automotive: routing logic, drip campaigns,
scheduled service reminders. It works, albeit in very limited,
narrow fashion. And it just doesn’t think.

Phase 2: Machine Learning: Al that learns from data

The leap here was enormous. Instead of programming the

rules, you feed the system data and let it find the patterns.
Recommendation engines. Predictive analytics. Buyer detection
scoring. The Al gets better the more it sees, but it’s still
fundamentally reactive. It predicts and classifies. It doesn’t create.
It doesn’t converse.

This is the invisible Al, quietly running underneath the digital
experiences customers interact with every day without realizing it.

Phase 3: Conversational Al: Al that communicates

Natural Language Processing meant Al could finally meet
customers where they actually were: in conversation. Chatbots,
virtual assistants, experimental voice Al. But early conversational
Al was still largely scripted. It understood certain phrases

and followed certain paths, but tended to struggle when the
conversation went somewhere unexpected.

Still widely deployed, and still valuable, especially for structured,
high-volume interactions like appointment scheduling and
FAQ handling.

Phase 4: Generative Al: Al that creates

This is the one that really broke through into public consciousness.

Large language models that don’t just recognize patterns but
generate original language, images, and ideas. It has the ability to
produce something new, contextually appropriate, and humanlike
across an almost unlimited range of topics and formats. This

is what made Al feel genuinely intelligent and usable to most
consumers for the first time.

Generative Al changed the ceiling of what Al could produce.
But it still largely waited to be asked. A brilliant responder. Great
for general content. Not yet an actor. And definitely not yet an
industry specialist.
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Phase 5: Assistive Al: Al that supports human
decisions

Running in parallel with generative Al, and often powered by it,
assistive Al focuses on augmenting human capability. Real-time
suggestions, next-best-action recommendations, automated
summaries, sentiment alerts, prioritized task lists. The Al works
alongside the human, making them faster, smarter, and better
informed without removing them from the loop.

This is the copilot or virtual assistant model, and it remains critical,
especially in high-stakes environments where human judgment,
empathy, or accountability are critical.

Phase 6: Agentic Al: Al that acts

Here’s where the fundamental shift happens, not in what Al can
say, but in what it can do. Agentic Al doesn’t wait for a prompt.

It pursues goals. It makes decisions, executes multi-step tasks,
coordinates with other systems, monitors outcomes, and adapts,
all autonomously, within defined guardrails.

The key distinction: earlier Al forms are capabilities you deploy.
Agentic Al is a colleague you collaborate with. It doesn’t

just answer “what’s the best follow-up message?” It sends
communications, tracks responses, adjusts the next outreach,
pursues the objective, and flags the opportunity when a human
needs to stepin.

Multiple specialized agents can work together, one nurturing
sales leads, one managing on-demand marketing outreach, one
orchestrating customer retention, another managing inbound
calls, etc.; all coordinating behind the scenes to deliver one
seamless experience to the customer.

On the Horizon — AGiI (Artificial General Intelligence)

Al that reasons like a human across any domain.

AGl is the theoretical endpoint: an Al that can learn, reason, and
apply intelligence across any task the way a human can — without
needing to be trained specifically for that domain. No narrow lane.
No predefined rules. General-purpose, self-directed intelligence.

While we’re not there yet, how close we are is one of the most
debated questions in technology. But the trajectory from rule-
based systems to agentic Al suggests the distance is shorter than
it once seemed.



The right mental model: not a ladder, a stack

This is the most important takeaway from the evolution of Al. These new Al capabilities aren’t replacing each other. They’re
accumulating. A sophisticated Al platform today might use rules-based logic to trigger workflows, machine learning to
score leads and predict churn, conversational Al to handle inbound inquiries, generative Al to craft personalized messages,
assistive Al to surface insights for human team members, and agentic Al to coordinate it all autonomously end to end.

The evolution isn’t about obsolescence. It’s about expanding what’s possible and adding new instruments to the orchestra,
while the agentic conductor learns to play them all at once.

The Al sophistication stack
Not a ladder. A stack. Every layer stays active.

Phase 6: Agentic Al & PO BmA

Al that acts and reasons autonomously

AUEREmY  |eepe=s=====sssssssmcames Where competitive separation happens

Phase 5: Assistive Al
Al that supports human decisions

Intelligence Phase 3: Conversational Al
Layers

Al that communications

Compounding sophistication

Foundation @

Every layer stays active. The most sophisticated platforms run all six simultaneously.
New instruments join the orchestra. None are silenced.

The critical distinction with agentic Al is autonomy with intelligence. An automated system follows the same rules
regardless of context. It focuses on the rules. An agentic system adapts. It focuses on the goal. It recognizes that a
customer who browsed three SUVs at midnight and then opened a service email the next morning is signaling something
different than a customer who clicked a generic newsletter link. And it acts accordingly, without a human having to interpret
that signal, decide on a response, and execute manually.

One misconception worth addressing: agentic doesn’t mean unsupervised. Autonomy without guardrails isn’t intelligence,
it’s a liability. The best agentic Al systems are built with domain-specific optimization layers that keep the Al operating
within the boundaries of what it knows, compliance controls that enforce regulatory and brand standards, and escalation
protocols that route to a human when the situation demands it. The human isn’t removed from the equation. The human
oversees the system and is elevated, stepping in at the moments where judgment, empathy, and relationship matter most.
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The Layer That Makes It Real: Vertica

General-purpose Al is impressive. Vertical Al
is transformative.

The six phases above describe what Al can do in theory.
But capability without context is a ceiling, not a foundation.
A large language model trained on the breadth of human
knowledge doesn’t inherently understand the difference
between a trade-in and a buyout, the compliance
requirements governing a finance conversation, or why

a customer who just hit 36,000 miles is a fundamentally
different opportunity than one at 12,000. That gap between
what Al can do and what it can do “here” is what

vertical Al closes.

Vertical Al is the discipline of taking the full Al capability
stack and making it genuinely performant within a specific
industry. In automotive retail, that means several things
working in concert.

It starts with data. General models are trained on general
data. Vertical Al systems are trained on, and continuously
refined by, the specific data of the industry. In automotive,
that would include millions of dealer-customer interactions,
inventory signals, purchase and service histories, OEM
communications, and real-world transaction patterns. The
model learns what good looks like in this context,

not in the abstract.

The differences extend to model architecture. The most
sophisticated vertical Al platforms don’t rely on a single
LLM. They blend best-of-breed foundation models with
domain-specific expert models (purpose-built for tasks

like lead qualification, service retention, or equity mining),
orchestrated together based on the demands of each
interaction. The result is a system that brings the breadth of
general Al to bear with the precision of industry expertise.

And performance is governed through control layers:
guardrails, protocols, and compliance frameworks
calibrated to the realities of automotive retail. Regulatory
requirements, brand standards, escalation rules, and
conversation boundaries are built into the operating layer,
not bolted on afterward. The Al doesn’t just know what to
say. It knows what it should never say, and when a human
needs to take over.

This is the inflection point. Agentic Al describes the
architecture. Vertical Al describes whether it actually works
— whether it earns trust, drives outcomes, and compounds
value in the specific environment where it's deployed.

For automotive retail, the difference isn’t academic. It’s the
distance between an Al that handles a conversation and
one that closes a deal.




lll. Why Automotive Retail Is Uniquely Positioned for the Agentic Era
Not every industry is equally ready for agentic Al. Automotive retail is.

The reason has less to do with technology readiness than with the nature of the business itself. Automotive retail is one of
the most complex, high-value, multi-touchpoint customer relationships in any industry. A single customer journey can span
years, from initial research to purchase, through ownership and service, to trade-in and repurchase. That journey plays out
across websites, phone calls, text messages, emails, service lanes, and showroom floors. Multiply that by tens of thousands
of customers in a single dealer group’s database, and the scale of the challenge comes into focus.

For decades, the industry has navigated this complexity with a patchwork of manual processes, siloed departments, and
disconnected solutions. Sales doesn’t know what service knows. Marketing campaigns fire without context on where a
customer actually is in their journey. OEM outreach overlays and conflicts with dealer efforts. Follow-up depends on who’s
available, not who’s most relevant. The result is friction, missed opportunities, duplicative work, conflicting communications,
and a customer experience that rarely feels connected, let alone personalized.

This isn’t a failure of effort. It’s a structural limitation. The automotive lifecycle is simply too long, too multi-channel, too
complex, and too high-volume for any human team to maintain consistent, personalized engagement (with perfect
continuity) across every touchpoint for every customer. The industry has always had to choose: scale or personalization.
Speed or quality. Proactive or reactive.

Agentic Al stops the need for that trade-off.

Automotive pain points map directly to agentic capabilities.

Consider missed calls as an example. Industry data shows that up to 40% of service calls go unanswered, and up to
60% of those customers never receive a callback. That’s not a staffing problem, it’s a structural one. No amount of better
scheduling fixes it. An always-on system does: one that can receive, process, and intelligently prioritize every incoming
and missed call, schedule appointments, and route to humans when needed. The cost of missed calls alone is currently
estimated at over $70,000 per month in revenue for the average dealership. It doesn’t shrink with better training. It
disappears entirely with an agentic system that never misses a moment.

Service retention tells a similar story. Proactive outreach at scale, personalized to each customer’s vehicle, service history,
and even driving behavior, is practically impossible with manual processes. When retailers deploy agentic Al to manage
service retention across the ownership lifecycle, the results speak for themselves. In-market data shows a 27% increase in
repair orders from existing customers, a 33% lift in winback rate, and a 24% increase in vehicle repurchase rates.

The sales funnel tells the same story from a different angle.

The Cost of Inaction When Agentic Al Steps In
(o) of service calls (o) increase in ROs from
20 40 /0 go unanswered 7 /0 existing customers
6 O 0/ of those customers 3 0/ lift in lapsed customer
O never hear back O  winback rate
per month lost (o) increase in vehicle
$7O K+ in revenue 4 /0 repurchase rate
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The Lead Handling Gap

of qualified leads
are mishandled

43%

Purchase cycles stretch

up to 120 days

Inquiries after hours

1in3

Leads per BDC rep

100

Internet leads are the lifeblood of modern automotive retail
— and among the most expensive to acquire. Yet industry
data shows that 43% of qualified leads are mishandled due
to slow responses, missed follow-up, or leads that never

make it into a CRM. Purchase cycles stretch up to 120 days.

More than a third of inquiries arrive after hours. And BDC
teams, already stretched thin, are carrying 100 leads per
rep, with the quality of lead handling degrading exactly
where and when it matters most.

The economics are unforgiving. A lead that doesn’t hear
back within minutes moves on. A follow-up cadence that
fades after day three ends with the customer going to

a competitor. And adding headcount doesn’t solve the
problem, it just raises the floor while leaving the ceiling

in place.

Agentic Al can finally help the industry remove that
ceiling in variable operations. Because an agentic system
can operate continuously (monitoring signals, initiating
outreach, executing follow-up, and adapting based on how
each customer responds), the engagement never drops
off. The human team stays in the loop for the moments
that require judgment, relationship, and expertise. The Al
handles the intensive and repetitive drudgery, at a scale
and consistency no BDC team can match. Dealers who
have activated agentic Al across their sales operations
have seen appointment set rates lift by as much as 31%,
and sales conversion rates improve up to 90% against
multi-year averages. The operational savings compound
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With Agentic Al in Production

lift in appointment
set rates

1%
0%
2X

0%

improvement in internet
lead conversion rates

increase in leads
per BDC rep

reductionin ad
cost per vehicle

Production results from dealerships running
agentic Al across variable operations

alongside the performance gains: groups have cut third-
party lead costs by 33%, reduced advertising costs per
vehicle by 50%, restructured BDC operations, and realized
millions in expense reductions — while simultaneously
setting new records for gross sales and net profit.

The real opportunity is unification.

The industry has spent decades optimizing individual
pieces of the funnel. Better lead capture at the top.
Stronger follow-up in the middle. Retention campaigns
after the sale. Each effort delivered incremental gains. But
they largely operate in isolation.

The transformative value of agentic Al isn’t in making
any single stage better. It’s in unifying and enhancing

the entire journey: top of funnel, mid-funnel, purchase,
post-sale service, and repurchase into one connected
experience orchestrated by an intelligent system. When a
customer browsing new inventory also has an upcoming
service appointment and positive equity in their current
vehicle, that’s not three separate opportunities sitting in
three separate departments. It’s one customer signal that
an agentic system can holistically address, coordinating
across sales, service, and marketing simultaneously.

That kind of cross-functional proactive intelligence has
never been possible at scale. Now it is. And automotive
retail, with its long lifecycles, high transaction values, and
multi-department complexity, is precisely the environment
where it compounds fastest.



IV. The Capabilities That Define Agentic Al In Automotive

Not all Alis agentic, and not all vendors claiming agentic have earned the word. Here’s a framework for evaluating what
actually constitutes agentic capability in the automotive context.

i

Autonomous engagement
Initiates based on behavioral signals

Cross-functional operation e
Coordinates across departments e

‘/

N Contextual intelligence

Synthesizes data in real time

Agentic Al

Al That Acts
Autonomously

o )
Oa

%

Adaptive learning

Compounds intelligence over time

Intelligent handoff

Determines when humans add most value

Every capability feeds every other. The intelligence compounds.

1. Autonomous Engagement

Agentic Al doesn’t wait to be triggered. It reads behavioral
signals (website visits, email engagement, VDP views, service
history patterns, sentiment) and initiates action based on what
those signals mean. Think of it as agentic ambient intelligence:
the system continuously analyzes patterns in the background
to determine relevance and priority, then activates specialized
agents to execute when appropriate.

This is the difference between a drip campaign that sends

the same email on day seven and an intelligent system that
recognizes a customer’s buying intent has spiked in real time and
acts on it immediately.

In-market results demonstrate the impact. Retailers leveraging
agentic Al to drive marketing across the customer lifecycle report
a 35% increase in return sales to the same dealer, 41% more
service repair orders, and 36% higher gross profit.
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2. Contextual Intelligence

The most frustrating customer experience in automotive retail is
the cold start: being treated like a stranger when you’ve been a
customer for years. Agentic Al eliminates this.

Where most Al can read a customer profile, agentic Al
autonomously draws from and orchestrates multiple data sources,
analyzing context across purchase history, service records,
engagement signals, equity position, and buyer detection scoring.
It doesn’t just access data. It synthesizes it in real time and
deploys agents to act on what that synthesis reveals.

This is the difference between data you have and intelligence
you use.

3. Cross-Functional Operation

Most dealerships run their departments like separate businesses
that happen to share a parking lot. Sales has its CRM and
webchat. Service has its DMS, schedulers, and communication
portals. Everyone shares inventory feeds, OEM build data, website
platforms, and more. Marketing has its various platforms.




Each team optimizes for its own metrics, with its own data, on its
own timeline. The customer is the only one who experiences all
of them, and the experience feels exactly as disconnected as the
systems behind it.

Agentic Al breaks down those walls. Not by replacing those
systems, but by creating an intelligence layer that sits across and
connects all of them. When a service appointment, a positive
equity position, and recent new-vehicle browsing all belong to
the same customer, the system connects those signals across
departments and acts. The service team sees a retention
opportunity. The sales team sees a qualified buyer. Marketing
adjusts its outreach accordingly. One customer signal, three
coordinated actions, zero manual handoff between teams.

That organizational connectivity is what transforms a collection of
point solutions into a unified operating system. And it’s where the
compounding advantage lives.

4. Contextualized, Intelligent Handoff

There’s a persistent myth that more automation is always better.
It’s not. The moment a human enters the conversation can be the
most valuable moment in the entire customer journey; if it’s
timed right.

Most handoffs amount to a panic button. The Al hits a wall, the
customer gets dumped into a queue, and the human who picks

up has no context. Agentic Al redefines this entirely. The power
isn’t just in the handoff itself. Generative and conversational

Al can manage transitions. It’s that an agentic system reads

the conversation in real time and autonomously identifies the
moment when human involvement would be most valuable. And Al

Before: Siloed Departments

Sales Service

CRM leads, DMS records,
Manual follow-up, Phone reminders,
Webchat Service schedulers

Marketing Voice
Batch campaigns, Missed calls,
No context No follow-up
Customer Journey

Fragmented. Context lost at every handoff

Service Marketing
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equips the team member to pick up the conversation seamlessly,
providing full conversational and behavioral history, summaries,
and suggested next steps for each customer. There’s a difference.
One is a rescue and a disruption. The other is an elevated,
seamless experience.

Importantly, the dealership stays in control. Leadership defines
the rules: which scenarios trigger a handoff, which customers
warrant immediate human attention, what level of autonomy the
Al operates with. The system executes. The dealer decides.

Dealers who nail the handoff run leaner teams that close and
retain more. It’s where customer experience, operational leverage,
and employee satisfaction converge.

5. Adaptive Learning

Agentic Al appreciates. It learns from every interaction, every
campaign result, every customer journey. It gets smarter about
which customers need a nudge, which need deeper engagement,
and which are ready to act now.

This is the compounding intelligence advantage. A siloed system
that doesn’t learn from service data can’t improve its sales
conversations. A siloed marketing engine that doesn’t learn

from voice interactions can’t optimize its outreach timing. Only

a unified, adaptive system can learn and compound intelligence
across the full customer lifecycle.

The more data flows through the system, the sharper every layer
of the stack becomes. That’s not incremental improvement. That’s
a structural advantage that widens over time.

After: Unified Intelligence

Sales

Lead qualification,
Agentic follow-up

Service

Personalized predictive
outreach, Al scheduling

Voice
Inbound call handling, missed call
capture and response, complete
conversation, scheduling

Marketing

Buyer and service detection,
Personalized at scale

Sales Service
Customer Journey | .. quaiified Service Due
Connected. Context
compounds at every

touchpoint. One customer.
One unified intelligence.
Every department in sync.

Voice
Call Captured

Marketing
Equity Detected



V. The Adoption Curve: Where Most
Dealers Are Vs. Where the Leaders
Are Headed

Most dealerships today have activated the first two or three
layers of the Al sophistication stack. They’ve invested in
automated campaigns, conversational Al, and data-driven
marketing with generative Al. Those investments are paying
off every day.

But the competitive separation is happening at the agentic
layer, and the gap is widening. Dealers who have activated
agentic capabilities are seeing compounding intelligence
that makes every subsequent interaction more effective.
The important thing to understand is that this curve is
cumulative. Activating the agentic layer doesn’t erase the
value of automation or conversational Al. It ampilifies it.
Every investment in Al builds the foundation for the next.

The dealers who invested early aren’t behind. They’re best
positioned to leap ahead.

But the platform matters. Dealers who built capabilities

on disconnected point solutions face a structural
disadvantage. Those systems don’t share data, don’t

learn from each other, and can’t coordinate. Activating
agentic Al on a fragmented tech stack isn’t just difficult, it’s
architecturally impossible. The agentic era rewards unified
platforms, not patchwork.

As these platforms mature, a second dynamic accelerates
the advantage: consolidation. The most sophisticated Al
operating systems don’t just add agentic capabilities on
top of existing layers. They deepen the integration between
layers, creating feedback loops that make the entire system
more intelligent over time. The platform itself becomes

a compounding asset, enabling significant cost savings
through vendor and tool reduction

and consolidation.

VI. The Workforce Equation:
Elevation, not Elimination

Will agentic Al eliminate some roles? At the margins, yes.
Some tasks that once required a full-time person will be
absorbed entirely by the system. That’s the honest answer,
and it would be disingenuous to pretend otherwise. But the
effect is wildly overblown. And the larger story is far

more compelling.
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When Al handles the routine, the mundane, and the
repetitive: the initial outreach, the scheduling back-
and-forth, the information gathering, the qualification,

the follow-up cadences, the data entry, the after-hours
coverage, the work that fills calendars but rarely fills anyone
with purpose, something important happens to the humans
on the other side. They get to do the work they actually
want to do.

The salesperson who entered the business to build
relationships isn’t chasing cold leads anymore. They’re
walking into conversations fully briefed, with context on
what the customer wants, what they’ve been looking at,
and what’s most likely to close the deal. They’re consulting.
They’re closing. They’re doing the high-judgment, high-
empathy work that earns trust and builds loyalty, the work
that most compensation plans are actually designed

to reward.
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The service advisor who'’s passionate about customer care isn’t buried in reminder calls. They’re spending time with the
customers who need real expertise, real problem-solving, real human attention. That fosters relationships that drive loyalty.

The role is elevated, not eliminated. And the relationship isn’t hampered by the administrative burden, the informational
back-and-forth, and the phone tag that so often gets in the way of developing truly lasting connections. Al makes the
human touch more precious, more valuable, and more effective.

Dealerships investing in agentic Al are finding their people, and their customers, happier, more engaged, and more
productive. As one dealer group put it: Al freed up their team so they could be more effective, accomplish more with less
stress, and increase the bottom line. Their employees weren’t threatened by the technology. They were relieved by it.

The real workforce risk isn’t Al. It’s not having Al, and watching your best people burn out on work they didn’t sign up for
while competitors liberate their teams to focus on the meaningful work that truly moves the needle and cements
lifelong loyalty.

Al doesn’t replace relationships, it enables them.

VII. The Future Isn’t Coming. It’s Already Operating.

This is not a technology decision. It’s a strategic decision, a business model evolution, and a change management process.

Dealers who activate vertical (industry-specific) agentic Al as an operating system will operate leaner, convert more
efficiently, retain customers longer, and compound lifetime value. They’ll capture the revenue that currently falls through

the cracks. And they’ll build data advantages that deepen with every interaction. The customer experience improves in
lockstep: faster responses, more relevant outreach, and the kind of seamless, personalized engagement that builds genuine
loyalty over time.

Every maturing technology category follows the same arc: fragmentation, then consolidation, then platform dominance.
Automotive Al is on that curve, and the consolidation phase is accelerating. The sophistication of Al operating systems will
only deepen as agentic capabilities mature and orchestration layers become more refined. These are related forces, but
distinct: the shift to agentic Al changes what’s possible, and the consolidation of platforms determines who captures

that value.

The question isn’t whether to invest. It’s whether the platform you’re building on can take you where the market is headed.

The future isn’t waiting. It’s already operating.
The only question is whether you’re operating with it.
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O Impel™

Impel Al is the automotive industry’s only end-to-end Al Operating System,
connecting and unifying every customer touchpoint across merchandising,
marketing, sales, and service. To learn how leading retailers are already operating
in the agentic era, visit impel.ai.

A note on the data: The performance metrics cited in this white paper are drawn from aggregated, anonymized results
across retailers deploying agentic Al capabilities in production, unless otherwise noted. Individual results vary based on

market conditions, dealership operatiol ope.




