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The new year is the perfect time to look back and 
evaluate how your dealership performed in the 
previous year and determine what changes need 
to be made moving forward. More specifically, 
evaluating your dealership’s phone performance: 
What did we do well? What can we improve? What 
is changing in the industry? How do we compare 
to the industry averages and our competitors?  

Your dealership’s phone performance sets the 
stage for success. The phone is your biggest 
asset, and, without proper management, you 
could be letting your best Sales opportunities 

fall through the cracks and miss out on high-
dollar opportunities. Phone performance also 
directly correlates with customer experience and 
conversion rates. 

In early January of 2023, Car Wars conducted 
research to analyze the phone performance of 
nearly 3,000 automotive dealerships from 2019 
to 2022. Through our study, we have captured 
data that further verifies the importance of the 
phone at your dealership. Learn data-backed 
tactics and eye-catching industry trends from 
2022 to help your dealership succeed in 2023.

INTRODUCTION
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In 2022, the average annual inbound call volume 
per dealership was 45,959. While there was a slight 
decrease since last year, it is still much higher than 
pre-COVID call volume trends.  

What does this mean?  

With an influx of calls over the past years, 
dealerships need to plan accordingly. Car Wars has 
found that Monday, closely followed by Tuesday 
and then Wednesday, are the top days of the week 
for inbound call volume. During those days, 10:00 
AM through 12:00 PM are the most common times 
to receive calls. 

Prioritize scheduling phone handling staff 
during those times. If no one is available to answer 
the phone because your agents are busy and your 
receptionist is on another line, that customer will 
call a dealer down the street to get a test drive 
scheduled. Consider implementing multi-rings to 
ring multiple phones at once, leveraging a BDC or 
overflow call center, transferring calls to an available 
manager when needed, or implementing a fallback 
to an agent’s cell phone after three rings. 

HOW TO PROPERLY  

STAFF EMPLOYEES

TOP 3 HOURS OF THE DAY FOR CALL VOLUME

ANNUAL INBOUND CALL VOLUME  
TOP 3 DAYS OF THE WEEK 

FOR CALL VOLUME
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Car Wars saw a common trend in 2022 across the 
thousands of dealerships analyzed. Tuesdays after 
national holidays had a larger number of inbound 
calls received than a regular Tuesday. This includes 
the days following Memorial Day, Fourth of July, and 
Labor Day.  

An average Tuesday received 277 inbound calls 
in 2022, while a post-holiday Tuesday received 
between 361 and 400 calls. While it is important to 
give employees vacation flexibility to keep employee 
retention high, your dealership needs to prepare 
for the post-holiday influx and ensure you have 
enough staff handling the phones on these days. 
Consider recognizing the Friday before the long 
weekend as a holiday instead of the Tuesday after, 
or even offer a floating holiday.   

HOW TO PREPARE FOR 

THE HOLIDAYS

HOLIDAY WEEKEND CALL VOLUME
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Of the 45,959 inbound calls an average dealership 
received in 2022, 25% were Sales opportunities, 31% 
were for Service, and 44% of the calls were for other 
inquiries. This data supports the importance of 
phone bridges. Your dealership needs to ensure a 
bridge is set up on your main line to give customers 
the option to “Press 1 for Sales, 2 for Service, 3 for 
Parts, and 4 for Billing.” This will allow customers 
to get to the correct department immediately and 
Sales will no longer be transferring 75% of their 
inbound callers. Additionally, your receptionist will 
no longer get bogged down by Service and other 
call volume, which often leads to missed Sales 
opportunities.     

In 2021, Service Departments had 10% more calls 
than Sales. In 2022, that percentage has decreased 
to a 6% difference. This shows that instead of 
holding onto vehicles as long as possible, the 
market is beginning to shift, and more customers 
are calling into your Sales Department interested in 
purchasing new inventory. Adding a phone bridge 
to your main line will assist in making sure you are 
capitalizing on every Sales opportunity. 

SALES VS. SERVICE

SALES VS. SERVICE CALL VOLUME

31% 44%25%

SALES SERVICE OTHER
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In 2022, the average dealership connected 65.1% of its calls to a 
qualified staff member. While this score has slowly increased over 
the past few years, there is still room for improvement. Pre-COVID, 
the average connect score was 70.1%. 

Call connection also varies from Sales to Service. In Sales, the average 
connection rate is 64.6%, while Service is 67.6%. Service Departments have 
had to be on their A-game over the past few years due to the industry shift. 
As Service appointments rose in demand, they had to prioritize the phone 
with the increase in call volume. As the industry shifts, however, it’s time 
for Sales to go back to prioritizing a ringing phone. 

4 WAYS TO IMPROVE 

CALL CONNECTION

STEADY CLIMB IN INBOUND CALL CONNECTION SINCE 2020

2019 2020 2021 2022

63.1% 65.1%70.1%70.1% 62.0% 63.1% 65.1%70.1%70.1% 62.0% 63.1% 65.1%70.1%70.1% 62.0% 63.1% 65.1%70.1%70.1% 62.0%

INBOUND CALL CONNECTION  
IN 2022: SALES VS. SERVICE 

67.6%64.6%

SALES

67.6%64.6%

SERVICE

What is a connected call? 

A connected call is different from answering 
a ringing phone. A connected call is when a 
customer gets ear-to-ear with an agent who 
can address their question. An answered call 
is solely based on a technical pick-up signal. 
This could mean the customer was sent to an 
agent’s voicemail or hung up while on hold.
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Properly Staff Your Phones According to Call Volume (as discussed on page 4) 

Implement a Phone Bridge (as discussed on page 6) 

Implement Multi-Rings or Fallbacks – By adding multi-rings to your dealership, multiple 
phones ring at once instead of just one. Instead of ringing just one Sales agent’s phone, ring 
the entire Sales Department after two unanswered rings. If two more rings go by without 
the call getting picked up, ring the Sales Manager and other department managers. Instead 
of letting a call go unconnected, empower everyone at your dealership with a “How can I 
help?” mentality. Another tactic is having a fallback option in place to forward an agent’s 
unanswered call straight to their cell phone after three rings. 

Implement a Warm Transfer Process – A warm transfer process allows customers to get 
ear-to-ear with their intended party without being left on hold for an extended period. Do 
this by having your receptionist check first to see if the requested individual is available 
before blindly transferring a caller. Never leave a customer on hold for more than three 
rings. After three rings, take the caller off hold and transfer to an available manager or take 
a live message. Set clear expectations with the customer regarding follow-up. 

Improving call connection at your dealership will increase customer satisfaction, phone conversion rates, 
and your bottom line. It is the first step in the customer’s journey and a conversation that will likely decide 
where they schedule their first test drive.  

4 WAYS TO IMPROVE 

CALL CONNECTION
1

2

3

4
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34.9% of customers who called into a dealership 
in 2022 weren’t connected.  

Where did they go?  

The number one reason for an unconnected call 
is because the customer hung up while waiting 
on hold. In 2022, 35.3% of callers gave up while 
waiting on hold, a drastic increase from 28.3% in 
2021! Furthermore, the average hold time in 2022 
was 2 minutes and 58 seconds.  

Why has the percent of customers who hung up on 
hold increased so significantly?  

It’s no secret that agents have adjusted to the post-
COVID industry. They aren’t worried about selling 
their inventory. As soon as a vehicle shows up on 

their lot, it’s gone the next day. Now that inventory 
concerns are settling and competition between 
dealers is rising, agents need to go back to phone 
handling basics.  

The average customer is only willing to wait about 30 
seconds on hold. It is vital that your staff is properly 
manning the phones to reduce this number before 
your customers hang up. Every time the phone 
rings, that’s money calling! Similar to improving 
call connection, reduce hold times with more 
efficient call routing, be aware of peak days and 
times of inbound calls, and implement a warm 
transfer process. Also, be sure to call back any 
customer who hung up on hold within the hour. 
Otherwise, they may already be on their way to 
another dealer.   

MANAGING 

HOLD TIMES

UNCONNECTED CALLERS WHO HUNG UP ON HOLD  

17.4% 28.3%17.3% 35.3%

2020 2021 20222019
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In 2022, only 58.2% of appointment opportunities 
were invited into the average dealership. This 
is the lowest appointment requests have been 
in four years! Every appointment opportunity 
that calls needs to be invited into your dealership. 
Ideally, that number should be 100%.  

While customers may have inventory or pricing 
objections, it is important to present them with 
alternative options and hold back on discussing 
price over the phone to increase the likeliness of 
a visit. 

Try using word tracks and asking questions like: 

“How quickly are you planning on making a decision?” 

“What trim level are you looking for?” 

“I am going to check the availability of that _____
(vehicle) and while I do that, I’ll check to see what 
else we have available that’s similar.” 

“My job is to make sure you get the vehicle you 
want, and while you’re here you can work with 
our managers on pricing. We’re not going to lose 
your business over a few hundred dollars. I have 
a priority test drive at ___(time) or ___(time). Which 
would you prefer?” 

Once the customer has agreed to come in, utilize 
the whittle and shepherd technique to get a firm 
appointment. This means asking A/B questions 
to help narrow down the ideal time. “Do mornings 
or afternoons work better for you? Would 8:00 AM 
or 10:00 AM be better?” Car Wars data shows 
that setting a firm appointment increases a 
customer’s show rate by 75%! 

Make sure you are also fully staffed from 9:00 
AM to 11:00 AM, because that is the top time 
of the day for inbound calls that convert to an 
appointment in 2022! 

SOFT VS. FIRM 

APPOINTMENTS

DECLINE IN APPT OPPS INVITED 
 INTO THE DEALERSHIP 

TOP 3 TIMES OF DAY FOR  
BOOKING FIRM APPTS IN 2022 

61.5% 67.3% 60.8% 58.2%

2019 2020 2021 2022

SOFT APPT:

A customer agrees to visit your dealership 
but provides a vague response with minimal 
commitment. 

Example: “I’ll stop by sometime this weekend!”  

FIRM APPT:

A customer agrees to a specific day and time 
to visit your dealership.  

Example: “Saturday at 3:00 PM works for me!  
I will see you tomorrow.”  
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Annual outbound call connection in 2022 was 
28.7%. That percentage has stayed consistent 
over the past few years. That means, it takes three 
to four phone calls to get a live conversation on 
outbound calls! Don’t get defeated when you’ve 
made a handful of calls with no customer answering 
– call three more times and see what happens.  

While outbound call connection has stayed 
consistent over the years, outbound call volume 

has had a slow return to pre-COVID volume. Now 
that customers are more interested in purchasing 
inventory than they have been over the past couple 
of years, Sales agents need to pick up the phone 
and start dialing. Take advantage of past Service 
customers, customers who had previous pricing 
and inventory objections, and customers who 
purchased used inventory pre-COVID. These are 
all potential Sales opportunities that may be ready 
to purchase as the industry changes.  

HOW MANY OUTBOUND PHONE CALLS 

DOES IT TAKE TO HAVE 
A LIVE CONVERSATION? 

SLOW RETURN TO PRE-COVID  
OUTBOUND VOLUME PER ROOFTOP 

CONSISTENT OUTBOUND CALL CONNECTION 

2019 2020 2021 2022
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The top three times of the day to get connected with a customer on 
an outbound call is 11:00 AM, closely followed by 10:00 AM and 12:00 
PM. The top three times of the day to get an appointment conversion 
on an outbound call are, similarly, 10:00 AM, 9:00 AM, and 11:00 AM.  

If you are looking to make outbound calls when your customers are more 
likely to answer, set aside time mid-morning instead of at the end of the 
day. If needed, block out time on your calendar each day so you do not 
accidentally book a test drive during this time or get caught up with other 
morning busywork. Additionally, plan on scheduling team huddles and 
trainings in the afternoon to avoid overlap during this prime time.  

WHAT TIME SHOULD YOU 

BE MAKING THOSE 
OUTBOUND CALLS?  

TOP 3 TIMES OF THE DAY FOR LIVE CONNECTIONS IN 2022 

TOP 3 TIMES OF THE DAY FOR APPT CONVERSIONS IN 2022 
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By utilizing data-backed trends like the ones 
presented in this study, dealers have seen 
tremendous growth in 2022. Furthermore, it’s 
critical to remember what gets measured gets 
managed. Dealers who emphasize and expect 
top-notch phone handling performance across 
their agents and stores are the ones who achieve 
positive outcomes. To this effect, the top 15% of 
dealers utilizing Car Wars’ solutions in 2022 
connect at least 75% of their calls, request and 
invite at least 65% of Sales opportunities in for a 
test drive, and set at least 40% of appointments 
for a firm date and time.  

Dealerships who joined Car Wars in 2022 alone saw 

an average of a 2% increase in call connection, 3% 
increase in appointment requests and invitations, 
and a 1% increase in firm appointments set from 
the month they started to December of 2022. 
Simply emphasizing the phone generates bottom-
line results. 

Connecting every customer’s call boosts 
customer experience and increases the number 
of at-bats your agents have converting revenue 
opportunities. Requesting every customer comes 
into the dealership for an appointment gives you 
a competitive advantage. Lastly, increasing firm 
appointments decreases the number of no-shows 
at your dealership.  

THE IMPACT OF  

CALL TRACKING AT 
DEALERSHIPS IN 2022   

AVERAGE NEW DEALERSHIP IN 
DECEMBER OF 2022

AVERAGE FIRST MONTH ON 
CALL TRACKING IN 2022

TOP 15% OF DEALERS IN  
2022 BENCHMARKS 

SETREQUEST/INVITECONNECT

61% 55% 32% 40%65%75% 33%58%63%61% 55% 32% 40%65%75% 33%58%63%

SETREQUEST/INVITECONNECT

SETREQUEST/INVITECONNECT

61% 55% 32% 40%65%75% 33%58%63%
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LEARN MORE ABOUT  
CAR WARS   

If you are ready to Own the Phone by gaining visibility into every 
inbound and outbound call, improving phone conversion rates, 

and boosting revenue, visit carwars.com.  

Stop missing out on hundreds of thousands of dollars 
in annual revenue. 

Stop ignoring industry-wide data trends. 

Stop letting prime opportunities slip through the cracks.  
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https://www.carwars.com/home/

