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The Real ROI of Recovering Declined Auto
Leads
Dealer Economics · Greenlight Insights

Every vendor pitching a dealership leads with an ROI number, and most of those numbers are fiction —

a big multiple with no basis, designed to impress rather than inform. A dealer principal who's seen forty

vendor pitches can smell it instantly.

So let's do the opposite. Here's an honest look at the ROI of recovering declined leads: where the value

genuinely comes from, why it's real, and how to figure out your number instead of trusting ours.

Why recovered gross is the cheapest gross you can earn
The core of the ROI argument isn't a fancy multiple. It's a simple observation about cost.

When you recover a declined customer, you're not paying to generate new demand. You already did

that. The marketing spend that brought them in, the salesperson's time that worked the deal, the

overhead that housed the interaction — all of it is already spent. Sunk. Gone whether the customer

comes back or not.

So when a recovered customer does come back and buy, the gross on that deal isn't offset by fresh

acquisition cost. You're collecting on an investment you already made. Compare that to a net-new lead,

where you pay full freight — ad dollars, lead-vendor fees, sales time — to generate demand from

scratch.

That's the real ROI story: recovered gross is among the cheapest gross a dealership can earn,

because the expensive part — creating the customer — is already paid for.

The cost side: what recovery actually takes
The other half of any honest ROI calculation is what the recovery costs to run. This is modest relative to

the gross it recovers:

• The cost of a recovery process or platform (a fixed monthly cost).
• The time of an accountable owner (a CDLO) overseeing it.
• The follow-up itself — which, if systematized, is largely automated rather than labor-intensive.

The key insight: one recovered deal typically covers months of the recovery system's cost. At a

typical average gross of several thousand dollars per deal, a single recovery pays for the tool many

times over. Everything after that is incremental margin on customers you'd otherwise have written off.

Why we won't give you a single headline multiple
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Here's where we break from the vendor playbook. We're not going to tell you "recover declined leads

and get 25× ROI" or any other impressive-sounding number, because the honest answer depends

entirely on your dealership's specifics:

• Your volume — how many finance applications you process, and how many are declined.
• Your average gross — what a recovered deal is actually worth to you.
• Your recovery rate — what share of declined customers you realistically bring back, which depends

on your discipline and process.

A high-volume store with strong gross and a disciplined process will see a very different number than a

small independent just starting recovery. A single universal multiple would be either misleadingly high

for most dealers or uselessly generic. Neither helps you make a real decision.

The credible ROI numbers are the ones built from your inputs. That's the only version worth trusting.

How to model your own number
You can estimate your recovery ROI with three figures you already know:

• Your monthly declined count. Roughly one in four finance applications ends in a decline

industry-wide; apply your approval rate to your application volume for a closer estimate.
• A realistic recovery rate. Be conservative. Even recovering 10–20% of declined customers over a

30/60/90-day process is meaningful — and honest programs model a range (say 10% conservative,

20% moderate, 30% aggressive) rather than promising a single rosy figure.
• Your average gross per deal.

Multiply them out: declined customers × recovery rate × average gross = recovered gross. Compare

that recovered gross to the fixed cost of running recovery, and you have your real ROI — grounded in

your own numbers, not a vendor's imagination.

For most dealerships, even the conservative end of that calculation surfaces a number that comfortably

exceeds the cost of a recovery system. That's the honest case: not a flashy multiple, but a consistently

favorable one built on math you can verify.

What a credible recovery ROI looks like in practice
An honest recovery program frames its value like this:

• "At your volume and gross, recovering a conservative share of declines is worth roughly $X per year."
• "The cost of the recovery system is $Y — so it pays for itself after roughly Z recovered deals."
• "The upside scales with your discipline: the more consistently you run the process, the more you

recover."

No guarantees. No inflated multiples. No fabricated benchmarks about what "other dealers" achieved.

Just your inputs, honest assumptions, and a range. A dealer principal can trust that — which is exactly

why it converts better than hype.
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The bottom line
The real ROI of declined-lead recovery isn't a magic multiple. It's a simple, durable economic fact:

you're collecting gross on customers you already paid to acquire, at a fraction of the cost of generating

new demand. One recovered deal typically covers months of the system's cost, and the upside scales

with your consistency.

The right number for your store depends on your volume, gross, and recovery rate — which is why the

only ROI figure worth acting on is the one built from your own inputs.

Model your real number in 60 seconds. Our free recovery calculator uses your actual volume,

approval rate, and gross — with honest, adjustable recovery-rate assumptions and no inflated

promises. → app.greenlightrecover.com/roi

Related reading: "The Hidden Cost of a Declined Car Deal" · The Post-Decline Gap (white paper).


