
THE TOP THREE WAYS 
TO DESTROY YOUR SHOP
AND HOW YOU CAN AVOID THEM

BY DAVID ROGERS, AAM



When it comes to the health of your shop, few things are more important than the quality, value 
and trust of your customer base. Your average repair order, the number of times your custom-
ers visit, how much they refer their friends and family...these things are all directly related to the 
health of your customer base.

So why are so many coaches and gurus working so hard to ruin your customer base?

I have two suspicions:

1. They don’t have skin in the game. They recommend theories that are untested in real shops 
because they don’t own a real shop.  Or...

2. They don’t know how to measure so they don’t know just how much damage they’re doing.

I’m not saying that they don’t have the best intentions.  I’m not claiming in any way that they 
aren’t looking at numbers or that they’re trying to harm shops.

But based on what we’ve seen -- including the case studies I’m about to show you -- having the 
best intentions doesn’t always lead to good results.

This might be the most important book I’ve ever written because it might just be the book that 
saves your shop. By the end of this book, you should be able to spot bad ideas for what they are...
and hopefully keep them from destroying everything you’ve worked so hard to build.

The following pages will show you real examples of how these bad ideas can ruin and destroy and 
decimate shops from the inside out. But as you read on, know that this doesn’t have to happen to 
you. 

The reason Terry Keller and I founded Auto Profit Masters back in 1999 was to protect our fellow 
shop owners.  If you suspect your shop is being killed by the bad ideas in this book, I invite you to 
call me and my team and get real answers. 

Wishing you great success in your shop,

David Rogers, AAM 
President, Auto Proift Masters 
1-866-520-3030
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HOW TO KILL YOUR SHOP: 
STOP MARKETING TO 
NEW CUSTOMERS



The first example here is easily the most ridiculous way to destroy a shop, but for whatever reason, 
it’s an idea that won’t die.

There are faster ways to kill a shop -- tornado, earthquake, tsunami, fire -- but at least those might 
come with an insurance payout. To kill your shop almost as quickly (and with no insurance check 
after it’s over)...that takes a special effort. 

I’m talking about only doing internal marketing.

If you squint hard enough, I guess you can follow the logic. Why advertise to new customers 
when you can just do a better job of keeping your current customers and getting them to refer 
friends and family?

But it can’t work, and the reason it can’t work is going to be a theme throughout this book: 

Attrition.
People leave your shop. 

Sometimes they move or they die or they buy a new car and get suckered into dealership mainte-
nance plans. Every shop has this kind uncontrollable attrition. It’s just a part of doing business.

On the other hand, sometimes you can control it. Maybe your service writer had a bad day and 
didn’t give great customer service. Maybe your tech forgot to button up after the repair.

But honestly, why they left is a topic for a different book. The point here is every shop has attrition 
-- every shop loses customers. And that, by itself, is why you need a constant stream of new cus-
tomers.

In fact, the number of people leaving your shop is one of the most important numbers you can 
measure. And while yes, every shop is unique, and yes, your community might be different, the 
uncontrollable portion of the people leaving your shop is usually around 20%.

Twenty percent of your customer base disappears every year.

So it’s probably not any wonder that when somebody recommends that you can stop advertising 
for new customers, they usually assume a lost customer rate around...10%.  

In fact, I crunched the 
numbers on one of those 
claims.  10% lost customer 
rate. Every customer refers 4 
friends or family members.  
I took a stab at how many 
customers this shop might 
have to start, so I picked 500 
customers.

Just how unrealistic is it to 
get that many referrals and 
lose so few customers?

Somewhere between months 
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13 and 14 on this new program, the entire population of Planet Earth will be visiting your shop 
each month.

And if you could somehow raise the dead, by month 16 every human who had ever lived would 
be visiting your shop each month.

But it’s worse than just a silly idea.  It’s more than just ridiculous.

Because the second that your shop stops bringing in new customers, it starts dying.

Want to watch a shop dying in real time? Let’s take a look at a shop in Missouri to see what can 
happen when you stop focusing on bringing in new customers.  This story starts in April 2014...

PHASE ONE: NEW CUSTOMERS DISAPPEAR
At first things seem steady.  As 
the last of his marketing goes 
out to new customers in April 
2014 things are steady or even 
up slightly. He doesn’t know 
it yet, but his shop is bleeding 
internally.

In less than a year, his new 
customers per month will drop 
from 30 to 9.

PHASE TWO: EXISTING CLIENTS DISAPPEAR 
The shop doesn’t feel 
it at first, because the 
numbers of clients 
dropping off isn’t huge.  
A customer here, a 
customer there. At this 
point, he’s losing a little 
over one customer per 
day on average.

In fact, as a percent-
age of total customers, 
things barely change. 
You can see a pretty 
steady attrition rate 
hovering around 25%.

But it doesn’t take long for even a normal rate of lost customers to destroy his shop after he stops 
trying to bring in new customers.
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PHASE THREE: PANIC
At first, it wasn’t noticeable. The shop was losing 29 cars per month but replacing them with 27 
new ones.

But the number of lost customers is steady, while the number of new cars has dropped dramati-
cally as soon as the external marketing stopped.  And what was once tiny and unnoticeable now 
looks like this...

In less than a year, he’s down about 100 cars. At his Average RO of $240, that means his sales are 
down $24,000.

Is his shop dead? Not yet, of course. But it’s certainly dying, and unless he starts adding new cus-
tomers soon, he’ll keep digging and make that $24,000 hole much, much bigger.

But that’s all it takes.  Just one small tweak to your marketing, one small adjustment away from 
attracting new customers, and attrition takes care of the rest.

If it wasn’t obvious before, it should be crystal clear now: your shop absolutely cannot survive 
without new customers.

 

Copyright © 2015 by Auto Profit Masters. Page 6



HOW TO KILL YOUR SHOP: 
DESTROY YOUR 
RELATIONSHIP 
WITH YOUR 
CLIENTS



Attrition is the silent killer. It’s usually slow enough to go unnoticed -- just one customer drop-
ping off at a time -- but when you look backwards it’s startling how dangerous it is.

But it’s not just dangerous when you stop marketing to new customers. What happens when you 
slowly burn through your customers with bad service writing practices?

For instance, I’ve seen trainers recommend doing whatever it takes on the phone to get custom-
ers to come in.  The idea is that if you give them hope that the repair will be fast and inexpensive, 
they’ll come in and let you diagnose, which might lead to a sale.

Left unsaid, of course, is that when the repair does end up being expensive, you’ve burned trust 
with that customer.

Another example is the service writer recommending only what they think the customer can af-
ford, rather than educating about all of their needs. What the trainer doesn’t mention, however, is 
how customers waiting in line will see the inconsistency and develop seeds of doubt.

No matter what kind of service writing advice you’re considering using in your shop, you need to 
ask yourself: what kind of relationship do you want with your customers?

Because advice like this is about the furthest thing from creating real, trusting relationships with 
customers, and in the 
long run, you’ll ruin 
your customer base.  
Each time you aren’t 
completely honest 
and straightforward 
about their vehicle, 
you roll the dice with 
that relationship.  
Sure, sometimes 
you’ll get away with 
lies and dishonesty...
but just as often you’ll 
burn a customer for 
good.

Don’t get me wrong: 
the problem here isn’t that the shop is trying to improve sales.  It’s that any growth in sales that 
they see with these methods is not sustainable. They’re slowly burning their clients, one at a time 
-- creating little pockets of doubt and resentment that will slowly eat away at their car count 
through attrition.

Unfortunately for the shop owner, this kind of problem is like an iceberg. Above the surface he’ll 
see an increase in sales, the shop will look like it’s growing, and he’ll be encouraged to do more of 
this kind of service writing.

But underneath the surface?

Here’s a shop in Texas who is doing almost everything right. The shop is doing great inspections, 
they’re doing excellent marketing, they’re attracting great clients and attrition is steady.  But the 
service writers aren’t fully building that relationship, so the customers come in a little less often...
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and a little less often...and a little less often...

Over the last year, the customer visits per year has dropped by just a fraction, from 1.76 to 1.58.  
How much could 0.18 customer visits per year really mean?

Just 0.18 more visits 
per customer would 
have meant an ad-
ditional 220 cars 
over that year. With 
an Average RO of 
$371, they missed 
out on $81,620 in 
lost sales.

Keep in mind, this 
is from a shop that 
only needs minor 
help with their 
service writing. 
This is a shop that 
is attracting great 
customers, and do-

ing most things right to keep them.  Can you imagine what a shop looks like when they’re actively 
burning customers to try and ramp up sales?

The lesson here is this: if it’s not sustainable, it’s not a real solution.

Burning customers to build sales is not sustainable. Growing your shop without new customer 
marketing is not sustainable. And as we’ll see in the third section of this book, growing your shop 
with low-value customers is not sustainable.

What do real solutions look like? 
What is sustainable growth?

The following shop is in Grand Fork, ND. In February 2012, they were a one advisor, two-tech 
shop (including the owner) that looked like this: 

•	 $750/day in sales
•	 4.4 cars per day
•	 $160 Average Repair Order
•	 4.6 hours per day
•	 40% gross profit margin

They needed to increase daily hours, average RO, sales, gross profit...they needed sustainable 
growth and sustainable profits.

By working on all aspects of their business -- their inspections, their service writing processes, 
their pricing, and their marketing -- here’s what has happened at this shop between February 2012 
and the present...
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Sales/Day 

Grew from $750 to $3,000 

Cars/Day 
Grew from 4.4 to 11 
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Average RO 
Grew from $160 to $300

 Hours per Day 
Grew from 4.6 to 18 
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Total Gross Profit % 
Grew from 40% to 59%

 Here’s what all of this has meant for his bank account...

Total Monthly Sales 
Grew from $15,842 to $64,759 
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Total Gross Profit Dollars 
Grew from $6,305 to $37,884

Success isn’t about shoving your customers into a few more dollars. It’s not about pushing them 
into buying something they don’t understand or giving them false hope or picking and choosing 
which customer to care for.

Success is about sustainable, ethical, real, lasting changes to your bottom line. It’s about caring for 
customers and loyal, trusting relationships with your neighbors. It’s about growing your shop in a 
way that benefits you and your employees and your customers.

This shop has doubled in size over the last 3 years, and is there any doubt that they will sustain 
this growth?

That’s the difference between wishful thinking and sustainable growth!  

Wishful thinking says, “if I think positive and focus on referrals, I don’t have to do new customer 
marketing.”  The numbers don’t lie.

Wishful thinking says, “if I think positive and use magic words, I can increase sales.” The numbers 
don’t lie.

That’s the difference between “get rich quick” ideas and real growth. The only way to grow your 
shop in the long run is by making real changes. It’s about training your team and holding them 
accountable; it’s about doing thorough inspections and proper advising; it’s about measurement 
and trusting the numbers.

It’s not sexy when I put it that way.  But I’m writing this book to help protect you and your shop, 
not sell you sexy, unproven, flashy ideas.
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HOW TO KILL YOUR SHOP: 
RUIN YOUR 
CUSTOMER BASE 
WITH LOW-VALUE 
CUSTOMERS



Everything I’ve written about to this point was just a primer. I had to cover them so you’d under-
stand things like attrition rate and customer visits, but nothing I’ve talked about to this point even 
comes close to this final chapter.

Nothing I’ve talked about even comes close to what happens when you destroy the quality, value 
and trust of your customer base with your marketing.

If you stop marketing to new customers, attrition will kill off your customer base. If you ruin their 
trust, the dropping customer visits eat away at potential profits.

But if you actively destroy your customer base with bad marketing, it’s almost no different than 
being hit by an earthquake or tornado.

The following shop is in Boulder, Colorado. From January 2012 to September 2013, they used our 
marketing piece called the Dear Neighbor Letter. It’s designed to attract high quality customers 
who buy based on trust and service instead of price.

Here are the results of their campaign...

HOURS BILLED PER DAY
Increase of 18.9% -- from 17.5 to 20.8

AVERAGE REPAIR ORDER
Increase of 47.3% -- from $368 to $542

AVERAGE SALES PER DAY
Increase of 41.2% -- from $3,130 to $4,418
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This shop stopped doing the Dear Neighbor Letter in September 2013 and left for another mar-
keting company.  Here’s what happened to their customer base... 

You may have seen the marketing they started using. Maybe you’ve used it yourself. They started 
sending out postcards that were designed to drive cars with discounts rather than relationships. 
They turned their customer base into discount shoppers and bottom feeders who wanted the big-
gest discount rather than the best service.  As a result, their customer retention plummeted.

All told, after this shop stopped using our RPM ToolKit to measure and hold their team account-
able, and after they stopped using the Dear Neighbor Letter, their they started bleeding custom-
ers. They went from losing 22.7% (77.3% retention) of their customer base per year to losing 
42.6% (57.4% retention.)

They were on track to lose 265 extra cars...at an average RO of $500, that’s $130,000 in lost rev-
enue.  

After just six months -- their bays empty and the shop nearly dead -- they called and said they 
needed to back on the RPM ToolKit and Dear Neighbor Letter again.

Unfortunately, this isn’t an isolated case.

Here’s before and after for a shop in Minnesota who did the same thing...
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By January 2015, he was back on our program and back to sustainable, real growth.

Hopefully my point here is obvious. 
Not doing marketing will kill your shop.

Burning your customers will kill your shop.

But nothing quite compares to how quickly bad marketing will kill your shop.
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HOW NOT TO KILL 
YOUR SHOP



If there’s one common thread in each of these shop killing ideas, it’s this: they come from some-
body who isn’t running a successful shop...they come from somebody who wants you to test 
theories without risking their own neck.

And if they used to own a shop? It’s worth asking: was that really the kind of shop you can hold 
onto and sustain and grow? Or did they quickly ramp up sales and sell it?

Before you implement ideas like the ones above -- before you burn your clients and kill your shop 
-- consider the source. 

Remember -- we’re still in this game. We still have a shop, and we’re still living this, every day.

Let us show you how the RPM ToolKit has helped shops like the example in North Dakota grow 
sustainably year after year...how you can grow like those shops in Boulder and Minnesota before 
they were hurt by bad marketing and bad consulting...how you can become a success story in-
stead of another casualty to bad ideas from bad consultants...

As part of our customizable program, you can even schedule time in our shop for real world 
training.  We train service writers and owners right at our front counter so you can see us living 
out what we teach every day.

Your shop can be a success story instead of a cautionary tale. Instead of magic beans and wishful 
thinking, you can get real, sustainable growth.  Instead of killing your shop, you can achieve your 
dreams.  The numbers don’t lie!

Call us today for a free, no obligation demo! 
1-866-520-3030
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