THE AI-POWERED
DEALERSHIP

OPERATING
SYSTEM

Google just drew the roadmap for the
next decade of automotive retail. This is
how you build the engine to win it.
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THE 24-MONTH WINDOW

The gap between dealers who win the next two years and those who bleed
market share won’t be about budget. It will be about architecture.

Silverado near me
cheap lease
dealershlp near me

car deals used trucks
best price
service center

Total Search queries hit an all-time
high, but the customer journey has
been fundamentally rewritten.




THE LEGACY PLAYBOOK VS THEAIOS

Mediocrity at scale is no longer viable. Your infrastructure must evolve

from a static brochure to a dynamic intelligence layer.
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. SEARCH JUST BROKE

WITHYOURSED

Customers aren’t searching
“Silverado near me.”

USER PROMPT:
Best 2026 half-ton for towing 24ft boat under
$65K with 5-year warranty locally...
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They demand Complex! Al Mode queries are
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website ever loads. Ny
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FROM STATIC BROCHURE -l

WARNING: Al reads structured data.

TO INTELLIGENCE LAYER | 25 Generic OEM stock copy will render

; e " : your store invisible.
If you sound like every store within 100 miles, Al will not surface you.

Distinctive, structured data is your new competitive moat.
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" YOUTUBE IS A BOTTOM-LINE CHANNEL

General Motors just proved it: Demand Gen bridges brand storytelling
and local showroom traffic with measurable ROI.

The Intake The Exhaust/Output
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3X RO J ( +10% ROAS / +12% SalesJ

GM Case Study Result from Demand Gen integration. When Demand Gen is added to Search/PMax.
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THE META-HEAVY BLIND SPOT

Reallocating spend unlocks an audience you literally cannot

reach on Facebook or Instagram, at nearly double the return.

" 45% NOT on TikTok |

E YouTube Current
- B Shorts —_— Meta
: Audience F% L\ Audience
.III'I'._- L ¥ - . ; x-‘

“.\..':_:

Higher incremental
long-term ROAS
versus Paid Social.

—

Qh




THE CREATIVE BOTTLENECK IS DEAD

Production capacity was the excuse. Google Asset
Studio just flattened the playing field overnight.
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Solo Marketing

Asset Studio
Manager

(Gemini + Veo) /
Pomelli / Canva

Creative drives 49% of g
incremental sales (NCSolutions).



SPEED MAGNIFIES YOUR STRATEGY

If your distinctive voice isn’t structured for Al, you will simply produce
generic creative, faster. Strategy is the new bottleneck

Generic creative at scale just
gets you to mediocrity faster. |
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The intelligence layer must dictate the
brand voice. Output volume without unique
strategic DNA is a liability, not an asset.




YOUR DASHBOARD IS LYING TO YOU

Grading media on 30-day click attribution systematically underrates
your brand investments and hands your CFO the wrong data.
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Engaged View
Conversions

Customer actively chose to
watch, didn't just scroll.

Attributed
Branded Searches

el

Measures immediate, short-term
intent generated by exposure.

Qualified Future
Conversions

| Quantifies the compounding long-
- term impact on the bottom line.




AGENTIC COMMERCE IS COMING

Consumers will soon ask Al agents to find, filter, and finance their vehicle.
Only structured dealers will exist in this ecosystem.
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BE FEED-READY OR BE INVISIBLE

Fragmented vendor silas will Kill your discoverability. Your inventary,
incentives, and financing must be a structured, real-time asset.
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THE FULL SYSTEM ARCHITECTURE

A fully integrated ecosystem designed for the next era of automotive retail.
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1. The Intelligence Layer
Unique DNA & Structured Data

2. The Creative Factory
Asset Studio / Al Production

3. The Performance Engine
YouTube Demand Gen + Search

5. Agentic Future
Readiness




THE 90-DAY DEPLOYMENT BLUEPRINT

You don't need to act on everything. You need to act on these three things next month.
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Calibrate Telemetry

- Shift CFO reporting away from 30-day clicks to
Engaged View Conversions & Long-term ROAS.




COMPOUND
YOUR LEAD

The operators who translate
this roadmap first will dominate
those optimizing for a search
engine that no longer exists.
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