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The journey to the eventual publishing of the findings in this series of reports began in 1997 
when a college friend and colleague phoned to say, “Dan, we can buy 104 auto repair and 

tire stores”. I was quick to reply, “how can I help out?” He proceeded to explain that he and his 
partners in the Sullivan Group needed $36,000,000 to secure a deal that was constrained by 
one major condition: the individual stores could not be broken up and sold off. In other words, 
our operating the chain would have to be part of what I now refer to as the BP-Procare deal. It was 
one of the nation’s largest chains of auto repair and tire stores with 1,000 employees, revenue of 
$77,000,000, and it was losing money - more than $5,000,000 annually.

I was able to help secure funding for the deal and, as a result, was given 2% of the new Procare 
Automotive company. This began my graduate school education in the tire industry as an owner/
operator where my objective was to examine, like a business X-ray, the current workings of the 
company, then develop, design and implement an approach to sales and marketing that would re-
engineer the company for profitability, stopping the hemorrhaging of money ($5 million annually). 

It quickly became clear to me that, in the auto service and tire industry, the products and services that 
your company provides are, for the most part, identical to that of your competition. The question 
then becomes, what is the competitive advantage that will support the growth of business? The 
answer was profound; competitive advantage is the ability to connect with and “wow” customers; 
to generate an experience that exceeds their expectations regarding service and how they’ll be 
taken care of. In reality, there’s no “wow” in an oil change, brake service, or set of tires. Instead, it 
is  the customer’s assessment that they feel listened to and taken care of after speaking with one of 
your associates that closes the sale. Since 85-90% of your business revolves around conversations 
on the telephone, the “low hanging fruit” can only be picked when your team become competent 
at designing conversations that lead to customer delight on both inbound and outbound calls.  

That reality led me to form Molloy Business Development Group, a company dedicated to 
providing auto service and tire dealer clients with innovative tools to assess the competencies of 
their sales staff, determine accurate closing percentage statistics, and, if need be, train and coach 
them to be more effective at designing conversations that produce sales. Vital to pursuing this 
vision was the need to secure and analyze highly accurate and comprehensive data that would 
allow new and never-before accessible insights into the nuances of success and failure in the tire 
industry. Objective and real-time detailing was  critical, but until now, inaccessible to those in the 
industry. 

Today, I am pleased to share data collected over an  exhaustive longitudinal year-long study that 
collects and analyzes over 67,000 sales conversations. This data will be disseminated  through 
a series of tire industry reports, released in collaboration with Tire Business - The Dealer’s No. 1 
News Source. 

There is an important story to tell about the general state of communication, the lack thereof in 
the ‘business world’, and in this particular case, the Tire Industry. Due to the nature and scope of 
the findings, we have decided not to tell it in one cumbersome report with tons of data, but rather 
in a series of 4 shorter reports. This is the first in that series and covers the Tire Industry in general.



STATE OF THE INDUSTRY
TIRE INDUSTRY DETAILS
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My initial observations while travelling from store to store in my early Procare years, 
was that our managers and sales people were turning customers away inadvertently. 

In fact, after visiting 30-40 of our stores and listening intently to employee interactions 
with customers, I quickly calculated that, as a 104 store operation, we were leaving about 
$25,000,000 on the table due to the ineffectiveness of our staff on the phone. This was 
just on the ‘inbound call’; I was not even looking at the Point Of Sale ‘outbound calls’, 
where repair work and tires are actually sold. I was simply evaluating the numbers of 
customers and prospects, who called for a estimate on tires or service, and were turned 
away by staff because they didn’t have a solid approach for closing appointments.

As I continued this process, listening to and analyzing hundreds of thousands of sales calls 
in the tire industry, it became clear to me that my initial estimates of ‘lost business’ were 
very low. Appointment closing percentages on tires today throughout the country average 
between 22% and 33%. This means that about 75% of people calling and asking for tire 
prices were turned away and consequently bought elsewhere. Do the math and the reality 
is that as a company, we were turning away more than $50,000,000 annually.

The ineffectiveness of our sales efforts, evidenced by how much business we were turning 
away, became the focus of my business life thereafter and the impetus for the formation of 
Molloy Business Development Group in 2001. Now, after more than eighteen years in this 
business, we’ve seen, through our clients and their experiences, how ineffective companies 
are at capitalizing on the limited sales opportunities presented to them every day when 
they lack the skills and understanding to communicate adequately.  It is important to note, 
that despite the fact that the phones may be ringing ‘off the hook’, the sales opportunities 
are finite. Coupled with increased competition locally and offshore, the importance of 
capturing and converting these sales opportunities is critical to sustaining and growing 
our businesses.

Through numerous probing conversations with clients, we’ve found that owner/operators, 
on an all-to-regular basis, experience anger, disappointment, suffering, frustration, and 
anxiety over the following:

1.  Fear that spending more money on advertising and marketing will not yield a 
worthwhile ROI (Return On the Investment). Business-savvy owners have listened 
to their people speaking on the phone for years, but most don’t know how to fix 
what they know is broken. Additionally, most don’t know what their accurate 
closing percentages are. However, in order to move to a new level of productivity, 
one needs to know what their starting point is (ie: what are their current closing 
percentages). Most owners know what their KPI’s (Key performance Indicators) are; 
but not their appointment closing percentages, nor how many sales opportunities
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show up in the business daily. Until you know your team’s closing percentages, it’s 
nearly impossible to move the numbers in a meaningful way. 

Using a sports analogy: what do you think baseball would be like without ‘batting 
averages’? How could players establish goals for the season? How would managers 
know who to put into the game against a left handed pitcher? Baseball simply would 
not work without the percentages. In the same way, tire company owners suffer because 
they don’t have accurate ‘closing percentages’, and all the related data.

2.  Staff has not learned to communicate with customers effectively. Many owners 
have become resigned to the way it is inside their companies. They have been training 
employees for years, yet the results never seem to change. Every now and then, they 
may find a manager or salesperson who ‘gets it’ and produces extraordinary results, 
but these people are few and far between, and rarely seem able to teach other how 
to be as successful as they are. 

Tire manufacturers have been providing tire training programs for 100 years and after 
all that time, appointment closing percentages on tire sales calls still average about 
30% nationwide. One interpretation might be that this type of training doesn’t work; 
another might be that their people are either stupid, lazy, or apathetic, and can’t or 
won’t learn. The fact is that people CAN learn and are learning machines. We’re 
designed that way! The problems have been with the approach to teaching and the 
orientation to the subject matter.  As a direct consequence, many owners are reluctant 
to invest in more advertising.  

I’ve experienced the pain of taking $25,000 out of the checkbook 
for a tire promotion, only to have the sales staff state, “Dan, the 
ad didn’t pull!”  

This is where the work of Molloy BDG begins.



MISSION CRITICAL DETAILS
UNDERSTANDING WHAT DRIVES SUCCESS
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Over the years we have amassed detailed and granular analytics/statistics that has been 
broken-down by store, by product and service, and by individual associate; who is effective 

at generating conversations that produce revenue/sales for the company through the quality of 
their conversations with customers and prospects, who is not, and how this affects the bottom-line. 
When we carefully analyze any industry, it becomes clear that sales ONLY happen when there’s 
an exchange of commitments between the customer and the vendor (you and your company). As 
such, business success is correlated with  mastering essential, recurrent business conversations; a 
communications philosophy we have termed the “Language Of Commitment™” (LOC). 

Our claim at this vantage point is that the LOC represents the specific language that produces 
commerce and all results in life. Said another way, communication is the source of all our human 
results. How much money you have, how fit you are, the quality of the relationships in your 
company, your personal relationships, your sales, the number of cars you service every day, 
your ARO, your margins, how your staff answers the phone... all of it is the result of effective or 
ineffective communication.

Making improvements is predicated on the ability to measure and assess the effectiveness of our 
daily communication. This is because the results produced by the company are tied directly to 
the specific, recurrent conversations existing within the company culture, including operationally 
and in sales conversations with customers. As such, it is critical to be able to answer the following 
questions:

1.  What are the mission critical recurrent conversations that drive the business? We’ve 
identified, through listening to hundreds of thousands of sales calls, roughly 100 different 
types of conversations taking place inside a typical chain of tire stores. Of those conversations, 
there are only about 8-10 recurrent conversations that are mission critical, meaning that the 
economic success of the business depends entirely on these conversations. And, of these 8-10 
mission critical conversations, only 1 or 2 literally drive the business. As an owner-operator, it 
is critical to know and understand what your mission-critical ‘recurrent conversations’ are, who 
on your sales staff is best at handling them.

2.  How many sales opportunities come in every day? What is the breakdown by product 
and service? Which conversations are the most important, from a financial point of view. 
What is the company wide appointment closing percentage? What is it by store location, by 
salesperson, by product or service, and by language being used? (we’ll get into this one later 
in our reporting series).

Note: Not all recurrent sales conversations have equal impact. For example, calls about brakes 
are important, but if they represent 6% of all your sales opportunities and are worth on average 
$200.00, and you were to move the closing percentage upward by 25%, you wouldn’t even 
notice it in your P&L. At the same time, if prospects shopping for tires represent 45% - 55% of your 
sales calls and you can move the closing percentage from 28% up to 40% with an average sale of 
$600.00, it will have a positive and immediate effect on the business. Once you understand your 
mix of sales opportunities and corresponding closing percentages, improvements in marketing 
and sales can come quickly.



RESEARCH DETAILS
UNDERSTANDING THE DATA
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RESEARCH DESIGN & DISTINCTIONS 
Since we will be releasing several reports periodically, this first one is about the big picture 
from an owner-operator’s point of view. In subsequent reports, we will get more specific 
and granular by reviewing performance of companies on a regional basis as well as by 
salesperson and by product category.  In this report we’ll look at the following: 

1.  Measurement of total inbound sales opportunity calls;
2.  Current Tire Industry nationwide statistics;
3.  High level philosophical distinctions regarding communication and commerce in the 
tire industry.  

Included In this document, we will also provide guidelines for:
• What is a good appointment closing percentage? 
• What is a good goal to shoot for? Over what time period?
• What should my tire closing percentages be? 
• What about closing percentages for all the other products and services? 
• What is a healthy number of sales opportunities to expect from digital marketing? 
• What is the benefit of call tracking? 
• How can I use all this new data to run my business more effectively? 

METHODOLOGY & PROTOCOL
The scope of this study includes more than 100,000 tire industry sales conversations listened 
to and assessed over the past one-year period. Over the past 13 years, many hundreds 
of thousands of additional sales calls have been assessed across other various industries. 
The research design incorporates a strict methodology to control for extraneous variables 
innate to the set of circumstances involved in this study. Criteria for standardizing definitions/
terminology has been accommodated for, and a comprehensive and extensive training 
protocol has been developed to ensure inter-rater reliability, including methodology used to 
eliminate tagger bias. This design ensures the accuracy and validity of the data presented. 
The result is eye opening and points to new possibilities for growth, profits, and employee 
development. 

LANGUAGE OF COMMITMENTTM DISTINCTIONS:
The following are important distinctions innate in the Language of Commitment that should 
be considered when review the data:

• Commerce is only produced when people exchange commitments first;
• Commitments exist in time. That is, a promise to install tires without a time element 

such as at 2:00 PM today is not a promise at all;  
• Commitments are exchanged when people communicate; 
• Communication includes, speaking, writing, texting, moving, generating energy, 

listening, and thinking or self talk. 
• Who is making or causing the commitments? The customer or your sales person?



THE DATA
2015 INDUSTRY APPOINTMENT CLOSING PERCENTAGES
(BY PRODUCT CATEGORY)
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Data Definitions and Parameters

DEFINING TERMS
Sales Opportunity:  a price request. (Note: sales opportunities do NOT include calls 
where the customer says, I’m bringing the car down to the shop today). 

Closing Percentage:  a commitment based in time. That is, a solid appointment with a 
date and time. (Note: “Bring the car down whenever you like”, does NOT count as a 
closing). 

STUDY PARAMETERS 
Start Date:            July 1, 2014

End Date:     July 1, 2015

Geography:      Inclusive of companies throughout the USA

Calls Assessed:    67,776

Total Sales Opportunities:   21,071

Sales Opportunity as % of All Calls:  33%

Tire Sales Opportunities:   40% of total sales opportunities

COLUMN HEADINGS DEFINED 

Service:          Recurrent mission critical sales conversations

No Appt:          Conversation occurred but appointment was not made

Made Appt:       Conversation occurred and appointment was made

Tot Sale Opps:   All price request sales conversations

Average:          Closing percentage average since the study began

Starting %:         Closing percentage early in the study prior to any training and coaching

Ending %:         Closing percentage at the point of producing this report
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Data Highlights and Summary
22% :  Average closing percentage for tire calls before any training or coaching. 

35% :  Tire price requests as a percent of the total sales opportunities nationwide. 

4,853:  Total number of customers looking for tires who were turned away without     
            an appointment. 

Percentage of Total Opportunities:

(Note: The study includes some companies that are heavier in repair work than in tires. 
At the same time, some well known tire companies count more than 50% of their sales 
opportunities as “tire calls”).

(Note: I always like to look at these statistics because it leads to a discussion about exactly which 
sales conversations are the most important to the business. They are NOT all equal). 

  7.5%  Alignments
  4.4%  Brakes 
12.5%  LOF  

27.1%  General Service 

Day Of The Week Closing Percentages
In addition to the above statistics, we took a smaller control group of clients from this same time 
period. The stores in this subset were running a Monday through Friday, and half day Saturday 
schedule. We broke down their closing percentages into two (2) categories: All Services  including 
Tires (T/S), as well as Tires Only to determine what the closing percentages were by day of the week.

ALL SERVICES INCLUDING TIRES (T/S)

35.1%  Tires Retail 
  2.9%  Tires Used 
  2.2%  Tire Rotation/Balance  
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TIRES ONLY

When considering Tires Only compared with T/S, the largest dip in closed appointments came at 
the end of the week (Sat T/S = 23% and Tires Only = 18%) vs. the highest closing percentages 
of the week (Mon T/S = 39% and Wed/Thur Tires Only = 28%). In addition, there was also a 
noticeable dip on Tuesdays (Tuesday T/S = 33% and Tuesday Tires Only = 23%). 

There was also a clear downward trend during the week in the amount of sales opportunities 
coming in over the phone with Monday having the strongest numbers (3425 for T/S and 1705 
for Tires Only). Yet closing percentages on Mondays were not much stronger than any other 
time during the week. This indicated that by sheer call volume alone, the greatest amount of 
business being left on the table was at the beginning of the week, despite having a better closing 
percentage than Saturdays.

Opening Seven Days Per Week yields different results! 
This survey included only tire companies that were open Monday-Saturday. In a separate study 
done on tire companies open 7 days a week, we have found closing percentages to be more 
consistent, with the strongest days being Saturdays and Sundays. More on this to come in a future 
report.



UPCOMING REPORTS
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REPORT #2
In the second report we will look at individual company statistics

• What was their beginning Appointment Closing Percentage (APC) during the assessment 
phase?

• How many sales opportunities were coming into the business from digital marketing?
• How much business was being left of the table?
• Where are they now?
• What are the closing percentages when they follow the Molloy approach versus 

winging it on their own? 
• How did they make the changes? 
• Prior to any training, how many salespeople are somewhat skilled?

REPORT #3
In the third report we will look at the statistics for individual salespeople and the cost of 
incompetence on the phone.

• Who is handling the majority of incoming sales opportunities, especially those with 
high dollar amounts?

• What are the closing percentages of each salesperson, and how have they changed 
over time through the program?

• How is each salesperson handling their sales opportunity calls? Are they closing 
appointments? Are they engaging effectively in mission critical conversations on a 
consistent basis? 

• How does engaging effectively in mission critical conversations effect closing 
percentages, especially regarding critical tire information?

• What is the cost of incompetence? How much is being left on the table by under-
performing salespeople?

REPORT #4
In the fourth report we will look specific speech acts that drive business. 

• The power of making declarations;
• Discover how making one powerful declaration can improve appointment closing 

percentages by an astonishing 50%; 
• What happens when you cross the bridge and become a listening and commitment 

based operation? 
• Statistical evidence: What happens when your staff literally ‘becomes your brand’. 
• Branding consistency: Tying what your staff ‘declares’ every day directly to your 

marketing and advertising so there are consistently attractive and compelling 
messages about your company, your commitment to customers, and the products 
and services offered.


