
KPIs
Making Confident Business Decisions
How to use the numbers already sitting in your shop to see problems early, make faster calls, and 
grow with less guesswork.

Measure → Diagnose → Decide → Act



M I N D S E T

Confidence Comes From the Numbers
Gut instinct got the shop this far. KPIs are what get it further — with less risk.

See problems early

A slipping labor rate shows up in the numbers weeks before it shows up in 
the bank account.

Remove the guesswork

Every big call — hiring, pricing, marketing spend — gets easier with a 
number behind it.

Speak one language

KPIs give the whole team a shared scoreboard instead of a room full of 
opinions.

Scale what works

You can't repeat a great month if you don't know which numbers actually 
made it great.
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T H E  R I S K

What Happens Without KPIs
When nothing is being measured, these are the blind spots that quietly cost you.

Pricing drift

Labor rates creep down 
one discounted job at a 
time until the margin is 
gone.

Reactive hiring

You staff for last week's 
emergency instead of next 
quarter's trend.

Marketing on faith

Spend keeps flowing to 
channels with no proof 
they're bringing cars in.

Slow course correction

Problems get caught 
months late — right when 
they're most expensive to 
fix.

3



T H E  P R O B L E M

Too Many KPIs
Which is exactly why most shop owners end up tracking none of them.
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Sales
Labor Sales
Parts Sales
Gross Profit $
Gross Profit %
Labor Gross Profit %
Parts Gross Profit %
Effective Labor Rate
Discount Percentage
Net Profit %
Operating Expense %
Payroll % of Sales
Rent % of Sales
Advertising % of Sales
Breakeven Sales
Cash Flow
A/R Days Outstanding

Parts Inventory Turns
Obsolete Parts %
Parts Matrix Margin
Parts Availability
Parts Return Rate
Sublet Sales
Sublet Margin
Shop Supplies Recovery
Absorption Rate
Gross Profit per Hour
Gross Profit per RO
Sales per Bay
Sales per Employee
Car Count
Repair Orders Written
Average Repair Order
Labor Hours per Ticket

Billed Hours
Labor Hours Available
Technician Efficiency
Tech Productivity
Bay Utilization
Shop Capacity Used
Cycle Time
Touch Time
Comeback Rate
Rework Hours
Warranty Rate
Diagnostic Hours Billed
Diagnostic Sold %
Jobs per Tech per Day
Work-in-Progress Aging
Estimate Close Ratio
Estimates Written

Average Estimate Value
Declined Services $
Declined Job Recovery
Maintenance Capture
Inspection Completion
Photos per Inspection
Line Items per RO
Upsell $ per RO
Approval Turnaround
Advisor Sales per Day
Advisor Gross Profit %
Tire Attachment Rate
Fluid Service Capture
Customer Retention
Repeat Customer %
New Customer Count
Acquisition Cost

Lifetime Value
Visits per Customer
Days Between Visits
Google Review Count
Average Star Rating
Net Promoter Score
CSI Score
Complaint Rate
Referral Rate
Appointment Show Rate
Marketing $ per Car
Leads by Source
Phone Answer Rate
Booking Conversion
Website Conversion
Technician Turnover
Training Hours / Tech



T H E  F O C U S

The Top KPI’s
Dial these in and the others fall into place.
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Sales
Car Count

Average Written Estimate (Tech Quote)
Close Ratio

Average Repair Order (ARO)
Effective Labor Rate

Gross Profit %
Labor Hours per Ticket
Gross Profit per Hour

Tech Productivity



S A L E S  &  S E R V I C E  K P I S

Close Ratio & Conversion
Estimates only matter once they turn into completed, paid-for work.
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Bat on the Shoulder

ARO $250
Quote $250  |  Close 100%

Every estimate sells because nothing is 
being asked for. A perfect close ratio on a 
$250 quote is just watching strikes go by.
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Starting to Swing

ARO $300
Quote $1,000  |  Close 30%

Full inspections raise the quote (industry 
average is $1,200-$1,400). Close ratio 
falls, but ARO still climbs.
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Connecting with the Ball

ARO $500
Quote $1,000  |  Close 50%

Same quote, better presentation. 
Practice lifts the close ratio and the 
average repair order doubles.
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T H E  R H Y T H M

Build a Cadence, Not a Once-a-Year 
Review
KPIs only work if someone actually looks at them — on a schedule.

Daily

5 numbers, 5 minutes

Weekly

Scorecard meeting

Monthly

P&L deep dive

Quarterly

Goals & coaching reset

5 Numbers, Every Morning
Car count, ARO, ELR, close ratio, and hours booked — texted or 
posted before the shop opens.

One Meeting, Every Week
15 minutes with advisors and leads: what moved, why, and what 
changes this week.
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A C T I O N  P L A N

Your 90-Day KPI Rollout
Three phases to go from no dashboard to a working KPI habit.

D A Y S  1 – 3 0

Choose & Baseline

Pick your 5 core KPIs. Pull 90 days of history 
so you know today's real starting point.

D A Y S  3 1 – 6 0

Install the Cadence

Launch the daily numbers and the weekly 
scorecard meeting. Assign an owner to every 
KPI.

D A Y S  6 1 – 9 0

Coach & Adjust

Use the framework on real dips. Retire any 
KPI nobody is acting on and add ones that 
matter more.
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First of the month, set the goals 

Daily, enter sales, labor sales, billed hours, cost and car count

Gross Proft $

Effective labor Rate

Car Count

Average Repair Order

Labor Hours Per Ticket

Gross Profit Per Hour















Would it be ok if I speak from my heart for a moment?



NEXT STEP

Let's Build Your Scoreboard
Ten numbers, one cadence, and a shop that runs on facts instead of feel.

Andy Adams
Andy@repairshopoftomorrow.com
Repair Shop of Tomorrow

Scan Here

Download this PowerPoint
Ask Questions
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