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We are Living in a Different Era

The 1970s -> Products 

The 1990s -> Products plus Services

The 2000s -> Customer Centric

Today ->> Relationship Centric

Our relationship with the customer has continued to evolve, with mobile devices, new technology, the way 

we tell our story, communicate and present our findings

All with the same goal in mind, building strong, trusting relationships, moving to being customer and 

relationship centric with technology



Fortune 500 Companies

In the last 15 years, 52% of the Fortune 500 Companies have disappeared

1955 – Average life expectancy 75 years

2015 – Average life expectancy 15 years

We now live in a vibrant consumer-oriented market economy, and we need to 

become more Customer Relationship Centric

The Fortune 500 companies disappeared because they lost focus of their core 

business, their best customers and services they provided 



Returning Customers

Returning Customers are customers that have been to your service center before

These customers are the heartbeat of your business and should account for 70 to 80 
percent of your monthly revenue

You see them multiple times a year, and it is your responsibility to continue to build 
strong relationships based on caring about them, the service needs of each vehicle, 
and being the people they trust for solving their transportation needs

The goal is to have your service advisors naturally discussing maintenance and future 
service, the best method of communication, and scheduling the next touch with 
each customer



Attrition of Returning Customers

Nationwide 30 to 40 percent of your returning customers do not 
come back

People move, purchase new vehicles, and try a competitor 

Your customers are most likely doing business with multiple service 
centers, taking the newer car to the quick lube center or new car 
dealer, going to Discount Tire for their tire needs

People like convenience, trust is also important, how can you provide 
both 



Are you servicing your customers newest vehicle?

• The average age of cars and trucks was 11.6 in 2016 as reported by RL Polk

• Quick lubes vehicle demographics are much different, 70 percentage of the 
vehicles coming in are six years old or newer, and the number one vehicle is 
usually 2 to 3 years old

• Tire Stores often offer free tire rotation, and flat repair, and typically have the 
highest number of visits per customer. With available maintenance techs and the 
focus on tires and oil service they make it convenient to do business 

• Talking to your customers about their family of vehicles is an important part of 
building your relationships, and increasing vehicles per household



New Customers

New Customers come to your business by google search, google maps, and many 
other ways of advertising from community service, direct mail, newspaper, radio, 
drive-by, and referrals 

Nationwide 60 to 80 percent of the first-time customer does not come back to your 
service center

Why is new customer retention so bad? 

Many are not your customer – this number is around 20 to 30 percent depending on 
the offer that compelled them to come in

The Real Problem is a Neutral Experience 

Most customers do not return because the experience was neutral, and the service 
was ok. If you combine the neutral experience and the wrong customer, that 
explains the high attrition numbers



Referred Customers

Referred Customers have a much higher expectation, then someone 
coming in off a google search or post card mail-out

They are easy to deal with, and sell; however, a neutral experience is not 
what they are looking for

They are easier to sell because they already had trust in the person that 
referred them, it is really important for your front counter to understand 
these are the people most likely not to come back, and these are the ones 
you want back 

Think about when someone you trust, raves about a restaurant or movie, 
then you go and it was ok, you are actually a little disappointed 

How are you going to wow them with the service experience?  

A Neutral Experience is the real problem 



New Customers

One-and-Done New Customers

Analyze one-and-done new customers and compare them to what brought them in

If you removed one-and-done first time customers, the retention of new customers 
with multiple visits should then be comparable to your returning customer retention

New Customer Revenue compared to Repeat Customer Revenue

After two years in business, a service center should have reached consistent month 
to month sales, with 70 to 80 percent of monthly revenue coming from returning 
customers. 

New Customer Revenue being 20 to 30 percent of Sales  

If new customer revenue is consistently over 30 percent of sales, you risk becoming 
reliant on new customers with unpredictable long-term consequences.

Combining a rock solid in-house customer retention marketing, along with the on-
going new customer acquisition campaign provides consistent, sustainable monthly 
sales 



New Customer Spend
20 to 30 percent of sales



Best Customers

“Best Customers” are defined as customers that visit 2 or more times and 
spend over $250 during a calendar year, they include both new and 
returning customers

They typically have 4 or more visits per year, allowing you to continue to 
nurture strong relationships

As the core customers of your business they represent 70 to 80 percent of 
your sales revenue each month

Nationally 600 best customers represent a million dollars in sales revenue 
each year, so growing the number of your best customers has a direct 
impact on increased sales 



Best Customers

One of the true indicators of how well your team is maintaining relationships is 
the attrition rate of the of Best Customers

Attrition should be 28 percent or less in the previous calendar year

People will skip a year and come back

People do skip a year before coming back; as you analyze retention rates year 
over year, you should find attrition rates decrease as you go back each year

Number of Vehicles per Household

Further analysis has shown service centers average 1.4 vehicles per household 
and your best customers average 1.8 vehicles, increasing the number of best 
customers each year is the best way to grow your business



Nationwide Customer Attrition Numbers

Percentage of customers that will not be back the following calendar year

Total Customers                    45% to 55%

Returning Customers           30% to 40%

New Customers                    60% to 70%

Best  Customers                    25% to 35% 

Percentage of sales revenue

Best Customers                      70% to 80%

Returning Customers            70% to 80% 



Active Customer Attrition is comparing the number of current 
customers each month to active customers 12 months pervious

In-house marketing, building 
relationships based on trust, 
creates month over month 
consistent revenue and attrition 
rates under 20 percent

Higher revenue can mask a 
attrition problem – in this case a 
new aggressive service advisor 
with an much higher average 
invoice



When Attrition numbers are average, shops usually have little to no growth,    
and when there is growth it is because of new customer acquisition spend  



Best Customers 
80% of Sales Revenue
4 or more visits a year 
and have the lowest 
attrition rates  
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Nationwide 60% to 70% 
do not come back, no 
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Total Customers 

People skip a year and 
then come back

Returning  Customers

Should be 70% to 80% 
of Sales Revenue
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Lost Customers 

Lost Customers – defined as customers that have not come back in a calendar 
year

30 to 40 percent of the returning customers are not coming back 

The reality is people move, purchase new vehicles, and try a competitor 

Many times customers skip a year and then come back

Once they have been gone 2 years they are the hardest to get back

Marketing in the 8th month, to the returning customers that have not come back 
is a good way to help increase retention



Oil Service

Oil Service Follow-up 

Tracking the next oil service due date on every vehicle you want back in your 
service center is one of the most effective ways to increase customer retention

45 to 50 percent or more of your closed invoices should have an oil service on 
them, we are not asking you to be a quick lube; just do enough oil changes to 
take care of your best customer 

Are you doing enough Oil Services to take care of your Best Customers?

When you analyze the numbers, 600 best customers’ times 1.8 vehicles equal an 
1080 vehicles, 1080 vehicles times 2 oil changes a year equals 2160 oil services 
or 180 per month

Training your staff to look at the next oil service due on every vehicle, naturally 
and organically moves your service advisors to have maintenance and future 
service at the top of mind  



Service Advisor “Best Pratice”

Before the vehicle arrives – do your homework look up the previous history and 
recommended service, and build the relationship by showing you care about them and their 
vehicle

Understand and record the best method of communication for each customer

Verify the best method of communication to ensure a timely response, discuss how you will 
communicate for vehicle status, recommended service

Remember you are keeping them involved and telling a story, with the digital inspection and 
pictures, and estimate approval 

Track the next oil service due date on every vehicle you want back in your service center

Timing the follow-up correctly for the next oil service is the easiest way to touch your 
customer, and increase visits and retention 

Add up to 4 additional follow-up items to the oil service due date, items that are easily 
understood by the customer

Safety issues, state inspection, and other services should also be updated and tracked



Service Advisor “Best Practice”

When delivering the vehicle, educate the customer on how your service center 
will be doing customer care and maintenance follow-up 

(Phone Call, Text Message, E-mail, Letter)

Schedule the next touch, this is one of the key components for increasing 
retention, building your relationship and enhancing the service experience  

Customer Care and Oil Service Follow-up 

In-house marketing has proven to create the highest retention of customers. The 
next touch should happen 3 to 4 days after the vehicle is picked up. Then  
another touch happens with oil and future service 

The process is proven, and shows you care about the vehicle 

• Customer Care 3 to 4 Day Follow-up – text message or personal phone call

• Oil Service Due Follow-up – text message and personal phone call works best

• Safety Issue Follow-up



Service Advisor “Best Practice”

Auto Apps Software is design around “Best Practice”

Ensuring each Service Advisor is fully engaged in reviewing their 
closed invoices for proper follow-up the next business day

In 10 minutes or less the Service Advisor reviews and updates their 
closed invoices for accurate follow-up. 

Updating the next oil service due date, adding recommended 
service to that date, also updating vehicle and customer notes so 
anyone can do the follow-up

(This daily review process should take less than 10 minutes a day)



Attrition Numbers as a Baseline

Attrition numbers can vary for different reasons; it is important for you to know 
yours, and use the numbers as the baseline for improving customer retention

Best Customer attrition and number of best customers is the key indicator of 
how your relationships are currently doing

Factors that cause higher attrition rates

• College town

• Military town

• Communities where people that have winter and summer homes

• European only service centers 

Factors that can mask potential retention problems

• Increased average invoice 

• High new customer revenue



Managing and Measuring the Numbers

• Returning customer attrition – 38 percent or lower

• Best customer attrition – 28 percent or lower

• Number of best customers – increasing year over year

• Number of visits per best customer – 4 or more each year

• Percentage of oil service to closed invoices – 45 to 50 percent of your invoices 
should have an oil service on them

• Percentage of returning customer revenue – 70 to 80 percent of your revenue 

• Percentage of best customer revenue – 70 to 80 percent of your revenue

• Number of active customers this month as to twelve months ago – with 
attrition at 20 percent or lower



Best of the Best in Customer Retention

The common ingredients for service centers with the lowest attrition numbers

• An in-house marketing program designed for increasing customer retention

• Educating the customer when the vehicle is delievered, how they will 
communicate with them on follow-up and future service

• Work with the customer to manage the future service and maintenance needs of 
each vehicle 

• At delivery - schedule the next appointment 

• At delivery - scheduling the next touch  

• A natural focus on the oil and future service, fifty percent or more of their 
invoices include an oil service

• Having an written marketing plan that is managed and measured weekly

• Pro-actively calling or text messaging the customer when the oil service is due

• Pro-actively reaching out to customers that have not come back in eight months

• Active in the local community 

• Active in charities and organizations that give back



Best of the Best in Customer Retention

The most important ingredient

The front counter – the people that are telling your story to the customer, they 
are relationship centric, care about the customer and communicate well 

Key - people continue to do business with people they trust

Most of the staff serves and are generous outside of work 

The number one reason people will skip a year

Neutral Experience 

The number one reason customers don’t come back

Attitude of indifference



Customer Centric

Most on your current software tools are Customer Centric, instead of Customer 
Relationship Centric



Example of a Customer Relationship Centric Website and the First Time Visitor to the Church, they will leave feeling welcome and
the people care about them and their family 

Plan Your Visit – We are excited to meet you! Let us know you’re coming! We’ll have a leader ready to welcome you, answer your 
questions, and show you around our church home.

The Trinity Church website moves right like turning pages on a book, and the new person can tour the church and church 
community in the website, and sign up for a personal tour



Moving into the next Era 
Becoming both Customer Relationship Centric

• Move from being activity focused to customer focused

• Understanding the difference between Customer Centric, and Customer Relationship 
Centric

• Make it easy and convenient to do business with you

• New Customer Care Package that includes a tour of the Service Center

• A Vehicle Life Plan that is customer relationship centric, that is based on the needs of the 
customer and their vehicle

• Having the customer feel they are in control, by asking the right questions, when you call,  
is this a good time, “yes” do you have a few minutes to discuss your service needs

• Finding new ways to tell your story through interactive technology, making it easy to 
communicate, educate, and ask questions

• Interactive estimate that answers questions, allows the customer access to as much 
knowledge as they would like, and provides the ability to approve the recommended 
service electronically 

• Interactive appointment scheduler – again giving the customer control of scheduling the 
day to drop the vehicle off, providing time slots for quick and convenient service so they 
can choose the day and time that works best for them



• Insights Essentials with Key Profit Numbers (Cloud-based technology) - on one screen you can manage and measure the key 
profit numbers that matter most, current work in progress, and profit reports let you manage the shop on your phone

• Tech Connect with Time Management - provides the technician a software tool to be more efficient and produce more labor 
hours

• Service Connect with Priority per Vehicle - increases Shop Productivity by prioritizing vehicles and managing labor hours to be 
delievered that day

• Service Estimator - solves quoting problem in R.O. Writer™ with approved and recommended jobs – click and unclick jobs to be 
sold – recalculates in a second with PartsTech Connector - the new technology leader in cataloging parts and looking up labor 
times, providing multiple suppliers on the same screen with pictures of each part 

• Parts Management - allows tracking of parts through the whole service process, so everyone in service center knows the status of 
each part

• Technician Dashboard - provides a view all technicians on one screen for managing labor hour load and dispatching vehicles 

• Text Messaging with Quick Text - enhances customer communications with all the key touch points of the service flow

• Digital Inspection with Pictures - increases the number of jobs sold and average invoice, pictures create trust and enhance the 
customer experience

• Marketing and Follow-up - increases customer retention and service center relationship with the customer, allowing you to 
create a Vehicle Life Plan for future service needs

Auto Apps Software Products  



1. Priority Status of each 
Vehicle

2. How many Jobs are 
marked Finished

3. Vehicle Technician is 
Clocked Into

4. Labor Hours Remaining

Labor Hour Focused
Mange Priority and 
Carry-over Hours to be 
delievered that day

• Click on Customer 
to Text Message

• Click on Vehicle to 
view History and 
Service Due

• Right Click on 
Vehicle and go to 
Service Estimator 

Parts Management 
at a Glance 

click and see status of 
each part



Insight Essentials 
Cloud-based Technology
Key Profit Reporting Tool

Key Profit Numbers
Manage and Measure 
Accurate Gross Profit, 

Average Invoice and Labor 
Hour Information



Service Estimator with PartsTech

Click and Unclick 
Service Jobs and 
they and new 
totals appear in 
seconds



Digital Inspection with Pictures 
• Recommend Service is flagged as 

Safety, Maintenance, Repair, 
Monitor 

• Text Message or E-mail 
Customer



• Add unlimited pictures – edit 
and draw

• Increase Average Invoice 
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