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OUR MISSION IS
TO CHANGE THE WAY
PEOPLE BUY CARS.
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Dear Shareholders,

In last year’s shareholder letter, one of the concepts we discussed was the idea that businesses have two 
distinct layers, the layer of business truth as measured by the benefits you provide your customers, and 
the communication layer. 

The communication layer isn’t as fundamental, but it is tremendously important because to become our 
customer, a person has to know we exist, has to know what we do, and has to believe that our offering is 
desirable to them before they ever really consider transacting with us.  

COVID-19 probably represents the biggest single catalyst of progress in the communication layer that 
Carvana, or e-commerce models in general, will see in our lifetimes. It forced people to change their 
behaviors. It forced people to try new things. And when people tried new things, many of them realized 
they loved these experiences they might not have otherwise considered. And now many of those people  
are becoming our customers.

This progress helped us achieve another major milestone on our march to changing the way people buy 
cars and to becoming the largest and most profitable automotive retailer. In 2020, after just 8 years in 
business, we became the second largest seller of used cars in the country. 

When looking back in 10 years, this acceleration of customer adoption may seem like the highlight of 2020 
for Carvana. And while it is certainly important, we think something even more important happened. 

To lay the foundation for that, let’s briefly touch on principles and their value.

Too often, the world is governed by rules. Rules are prescriptive and relate to particular situations.  
They are therefore clear and as a result, appealing, but their strengths are also their weaknesses. 

In life in general, and in building something new in particular, we often face situations we haven’t seen 
before that require new solutions for which we don’t yet have rules. This is where principles shine. 
They provide a framework of deeply held convictions that enable us to address new situations while  
staying true to what we believe in.

COVID-19 was a situation we hadn’t seen before and it required new solutions. At the onset of the 
pandemic, we all went into lockdown and demand for cars dropped more dramatically than it ever had in 
history. We didn’t know what to expect from there, but we knew we needed a plan and we knew that in 
order to preserve our long-term opportunity, we had some tough decisions to make in the short-term. 

To inform our plan, we prepared for a situation where sales would drop by 80% for an entire year. In 
hindsight, this seems overly dramatic, but at the time, it was a stress we thought we should be prepared for.

When you start to build a plan that is focused on preserving long-term value, but sacrifices transactions 
in the near-term, an unfortunate thing happens: it starts to look like the best move available is to keep all 
corporate and technology functions, but to part with many of the people that do so much of the hard 
work of Carvana and who are our voices and faces that interact with our customers every day.  

We saw this across the economy as many companies either laid off or furloughed many of the people on 
their front lines. It was an excruciating time and we weren’t inside any of these other companies, so we 

LETTER TO OUR VALUED
SHAREHOLDERS



CARVANA 2020 ANNUAL REPORT

don’t mean to presume that they had better options in the moment, but we knew we didn’t like our options 
and that we wanted to try to do better.  

Fortunately, our principles helped us find a better way. One of our values at Carvana is “We’re All In This 
Together.” While this was a situation we had never faced and we didn’t have a rule telling us how to handle it, 
we used this value to guide us.

We communicated to everyone inside the company the challenges we were facing and explained why we 
believed our plan to reduce the hours of our operations teams was our best option. And then we made a 
request: we asked those that could to help shoulder the burden. We developed the “We’re All In This  
Together Fund” which enabled people to contribute a portion of their paychecks to help offset the lost  
wages of our operations teams so we could all ride out the storm together. 

What happened next, I really do think is incredible. It gives me endless faith in our team and in people in 
general. Our team showed up. Even in that difficult moment of fear and uncertainty, we had over 500 people 
contribute up to 100% of their income to the fund. We had many people who had lost hours themselves, but 
thought they had even more to give and contributed as well.

Please stop and think about that for a second. Think about what that felt like. In that moment, after we  
pulled hours away from them, the headlines were terrible, and there was no end yet in sight, they reached  
into their pockets and they emptied them out to help people on the team that needed it more than they did.

What more can you ask of a person?

As a result of these contributions from our team, those who were impacted by lost hours still received 
over 80% of their usual pay through the pandemic. We didn’t have a single layoff or furlough and everyone 
maintained their benefits through this scary time. 

We were all in it together. 

I am more impressed by and more proud of our team for how we came together in that uncertain moment 
than I am for anything else we have ever done or probably (hopefully) ever will do again. 

With everything that happened in 2020 and everything going on in the world, this reminded me of one 
simple and very powerful fact that we can all afford to be reminded of every once in a while: 

People are good.

Thank you to our team and to our shareholders who supported us,

ERNIE C. GARCIA III
Chairman and Chief Executive Officer
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2020
RESULTS

* GPU in 2018, 2019, and 2020 include a $43, $31, and $2 impact from the 100k Milestone Gift, respectively. EBITDA margin in 2018, 2019, and 2020 
include a 0.6%, 0.4%, and 0.0% impact from the 100k Milestone Gift, respectively
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CUSTOMER ACQUISITION COST
BY COHORT *

*For additional information on methodology related to this chart, see Item 7. “Management’s Discussion and Analysis of Financial 
Condition and Results of Operations— Market Cohorts” of our Annual Report on Form 10-K following this letter.
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MARKET PENETRATION
BY COHORT *

*For additional information on methodology related to this chart, see Item 7. “Management’s Discussion and Analysis of Financial 
Condition and Results of Operations— Market Cohorts” of our Annual Report on Form 10-K following this letter.

0.76%

0.77%

1.00%

1.48%

2.34%

0.61%

0.72%

0.38%





UNITED STATES
SECURITIES AND EXCHANGE COMMISSION

Washington, D.C. 20549

FORM 10-K
È ANNUAL REPORT PURSUANT TO SECTION 13 OR 15(d) OF THE SECURITIES EXCHANGE

ACT OF 1934
For the fiscal year ended December 31, 2020

OR

‘ TRANSITION REPORT PURSUANT TO SECTION 13 OR 15(d) OF THE SECURITIES
EXCHANGE ACT OF 1934

For the transition period from to
Commission File Number: 001-38073

CARVANA CO.
(Exact name of registrant as specified in its charter)

Delaware 81-4549921
(State or other jurisdiction of
incorporation or organization)

(I.R.S. Employer
Identification No.)

1930 W. Rio Salado
Parkway Tempe Arizona 85281

(Address of principal executive offices) (Zip Code)

(480) 719-8809
(Registrant’s telephone number, including area code)

Securities registered pursuant to Section 12(b) of the Act:

Title of each class
Trading
symbol(s) Name of each exchange on which registered

Class A Common Stock, Par Value
$0.001 Per Share

CVNA New York Stock Exchange

Securities registered pursuant to Section 12(g) of the Act: None

Indicate by check mark if the registrant is a well-known seasoned issuer, as defined in Rule 405 of the Securities Act. È Yes ‘ No
Indicate by check mark if the registrant is not required to file reports pursuant to Section 13 or Section 15(d) of the Act. ‘ Yes È No
Indicate by check mark whether the registrant (1) has filed all reports required to be filed by Section 13 or 15(d) of the Securities Exchange Act

of 1934 during the preceding 12 months (or for such shorter period that the registrant was required to file such reports), and (2) has been subject to
such filing requirements for the past 90 days. È Yes ‘ No

Indicate by check mark whether the registrant has submitted electronically every Interactive Data File required to be submitted pursuant to
Rule 405 of Regulation S-T (§232.405 of this chapter) during the preceding 12 months (or for such shorter period that the registrant was required to
submit such files). È Yes ‘ No

Indicate by check mark whether the registrant is a large accelerated filer, an accelerated filer, a non-accelerated filer, a smaller reporting
company, or an emerging growth company. See the definitions of “large accelerated filer,” “accelerated filer,” “smaller reporting company,” and
“emerging growth company” in Rule 12b-2 of the Exchange Act.
Large accelerated filer È Accelerated filer ‘

Non-accelerated filer ‘ Smaller reporting company ‘
Emerging growth company ‘

Indicate by check mark whether the registrant has filed a report on and attestation to its management’s assessment of the effectiveness of its
internal control over financial reporting under Section 404(b) of the Sarbanes-Oxley Act (15 U.S.C.7262(b)) by the registered public accounting firm
that prepared or issued its audit report. È

If an emerging growth company, indicate by check mark if the registrant has elected not to use the extended transition period for complying with
any new or revised financial accounting standards provided pursuant to Section 13(a) of the Exchange Act. ‘

Indicate by check mark whether the registrant is a shell company (as defined in Rule 12b-2 of the Exchange Act). ‘ Yes È No
As of June 30, 2020, the aggregate market value of the common stock of the registrant held by non-affiliates was $8.2 billion based on the

closing price of the common stock on the New York Stock Exchange on such date.
As of February 19, 2021, the registrant had 78,331,472 shares of Class A common stock outstanding and 93,929,471 shares of Class B common

stock outstanding.
DOCUMENTS INCORPORATED BY REFERENCE

Portions of the registrant’s definitive Proxy Statement for its 2021 Annual Meeting of Shareholders are incorporated by reference into Part III of
this Form 10-K.
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BOARD OF DIRECTORS
Ernest Garcia III
Co-Founder, Chairman and Chief Executive Officer

Michael Maroone
Chief Executive Officer of Maroone U.S.A. LLC, 
Former President and Chief Operating Officer of 
AutoNation, Inc., Served on AutoNation, Inc. Board

Neha Parikh
Former President of Hotwire, Former Senior Vice 
President of Global Brands and Retail for Hotels.com

Ira Platt
President of Georgiana Ventures, LLC, Former 
Managing Director, Head of Principal Finance  
& Distressed Capital of RBS Greenwich Capital

Dan Quayle
44th Vice President of the United States of America, 
Chairman of Cerberus Global Investments, LLC

Gregory Sulllivan
Chief Executive Officer and Co-Founder  
of AFAR Media

 
EXECUTIVE TEAM
Ernest Garcia III
Co-Founder, Chairman and Chief Executive Officer

Mark Jenkins
Chief Financial Officer

Benjamin Huston
Co-Founder and Chief Operating Officer 

Daniel Gill
Chief Product Officer

Ryan Keeton
Co-Founder and Chief Brand Officer

Paul Breaux
Vice President, General Counsel and Secretary

CORPORATE
INFORMATION

The Annual Report on Form 10-K of Carvana Co. as filed with the U.S. Securities and Exchange Commission 
will be made available without charge upon request to 1930 West Rio Salado Pkwy, Tempe, AZ 85281

INVESTOR RELATIONS
investors@carvana.com

STOCK LISTING
Carvana trades on the New York 
Stock Exchange under the  
ticker symbol “CVNA.”
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