Driving Growth
Through Retention:
A Case Study In
Quantifying
Customer Loyalty

How a leading Automobile Service
Company unlocked significant value by
focusing on its existing customers.




Leadership Posed a Critical Question: Where Can We
Find More Long-Term Growth?

“We need to increase long-term revenue. Where can we
get more growth — acquisition or retention?”

The Automobile Service Company, a
trusted brand for routine maintenance, |:||]:>O O
was seeking to accelerate its growth. [ A

The strategic choice was clear: double Acquisition Retention

down on acquiring new customers or @

improve the retention of existing ones.



Initial Analysis Revealed the True Challenge:
Our Growth Was Leaking Away

New Customers

Churned
v Customers

W

Retention is our biggest
untapped opportunlty

¢ Acquisition was si i: Dashboards showed
that new customer acqmmtmn through all
channels was already exceeding expectations.

e The real issue was churn: Customers came
once or twme but often failed to return for
subsequent services. This "leaky bucket" was
the primary barrier to long-term revenue growth.



A Deep Dive into Customer Data Uncovered a Powerful
Driver of Loyalty: The Smart Care Program

The Head of Marketing initiated a deep dive into the CRM,
analyzing visit history, churn patterns, and service
frequency. A clear pattern emerged.

The Smart Care Program

An optional, voluntary program for customers.
e Automatic maintenance reminders
* Pre-scheduled service dates
e Priority slots

« Loyalty points Non-Smart Care Smart Care

Member

Breakthrough Insight

Customers enrolled in the Smart Care Program were
significantly less likely to churn. The difference was
substantial.




To Validate the Insight, We Needed to Quantify its
Historical Impact

If Smart Care creates loyalty, what is the precise
financial value of that loyalty?

The Data Request: To the Customer Analytics Manager

Cohort: Customers who joined in June, eight years prior.
Segmentation: Smart Care vs. Non-Smart Care.

Number of customers in each segment.
Year-over-year survival rate for 8 years.

Average annual revenue per customer.

Average annual service cost.



The Data Confirmed a Stark Difference: Smart Care
Members Stay Dramatically Longer

Customer Survival Rate Over 8 Years
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Smart Care Customers Also Generate Higher Annual Profit

Smart Care members are more valuable every year they remain a customer.
Average Annual Revenue Per Customer Average Annual Service Cost

520 SAR 40 SAR 40 SAR

460 SAR

Non-Smart Care Smart Care Non-Smart Care Smart Care

Higher Revenue + Same Cost -~ Substantially More Profitable Customers.




To Calculate the Total Financial Impact, We Modeled
Customer Lifetime Value (LTV)

LTV allows us to sum up all future profits from a customer, providing a single metric to

compare segment value.

Our Analytical Framework

1. Discount Rate: 10% annual rate to
account for the time value of money.

FI 2. Churn Assumption: Customers are
». assumed to churn at the beginning of

the year (a conservative approach).

(__ 1 3. Cost Focus: Marketing costs are
\) excluded to isolate the pure LTV
generated by customer behavior.

LTV=Z

(Annual Margin x Survival |

Rate) |

+ (1 + Discount Rate)’




The Final Result: Each Smart Care Customer
Delivers an Additional 1,030 SAR in Lifetime Value

© = ol

Non-Smart Care LTV Incremental Profit Per Customer Smart Care LTV

@ .

This 1,030 SAR represents a quantifiable, strategic asset
that we can use to guide our marketing investment.



A Major Strategic Opportunity Exists: Only 28% of
New Customers Are Enrolled in the Program

28% e Currently, enrollment is voluntary
Smart Care and passive.
Enrollment

e The 72% of non-enrolled customers
represents a significant, addressable

group.
e Each customer we successfully
/ migrate to the Smart Care program
72% unlocks an additional 1,030 SAR in
Untapped value.

Potential



The 1,030 SAR LTV Gap Defines Our Maximum
Budget to Incentivize Enroliment

Theoretically, the company could invest up to
1,030 SAR per customer to encourage them to
join the Smart Care program and still break even. / O
However, a far more practical and high-ROl "
approach uses modest, targeted incentives.

20 Free Car
SAR Wash
Practical Incentive Ideas: & el
) ) En_nus A-:_'cessﬂry
e 20-50 SAR discount on next service Points  Giveaway
e Free car wash with enrollment
« Bonus loyalty points /"’) \ )
 Small vehicle accessory giveaway Small incentives yield high ROI

against significant LTV gain.



We Recommend a Three-Part Action Plan to
Systematically Drive Smart Care Enroliment

O
(— .
Customer-Targeted
Actions

One-time discount upon
enroliment

Loyalty point multipliers for
members

Priority service during busy
hours

Exclusive benefits & app
notifications

S

Service Advisor
Incentives

5 SAR bonus for each
successful enroliment

Monthly competitions and
rewards

Provide a simple, effective
enrollment script

3o

System-Level
Enhancements

Add Smart Care prompt at
billing counters

Enable one-tap enrollment
via mobile app

Use personalized, data-
driven reminders



The Business Case for Leadership:
A Clear Path to Profltable Growth

Quantlfled Value Uplift Proven Churn Reduction

Incremental LTV per Smart Care Customer Reduction in Year 1 Churn Rate

High-ROI Strategy Operational Efficiency

Low Cost, High Return Predictable Service Cadence
Modest incentives unlock substantial Smoother operations through pre-scheduled
long-term profit. visits.




The Recommendation Was Approved, Unlocking
a New Phase of Data-Driven Retention Strategy

“This Is a major opportunity.
We should scale the Smart
""", Care Program across all
) N centers. Let’s implement the |
recommendations !
Leadership recognized the clear evidence and Immedlately‘" I
the high-ROI nature of the plan.

The decision was made to greenlight the Senior Leadership
initiative for immediate, company-wide Inter Reqular
implementation.



The Most Valuable Opportunities
Are Often Hidden in Your Own

Customer Data

This case demonstrates a repeatable process:

1. ldentify a key business problem.

2. Segment customers to find high-value behaviors.

3. Quantify the financial impact of that behavior.

4. Build a strategy to encourage that behavior at scale.

Your most powerful growth lever might not be acquiring new
customers, but in better understanding and serving the ones you

already have.



