THE DECISION ECONOMY™ - CASE STUDY

Service-to-Sales
Acquisition Engine

A decision engine on the MuSIC™ platform — turning the service lane into a
governed vehicle-sourcing channel.

U.S. Automotive Retail Group - MuSIC™ Platform - Live Pilot

~1.2m 22.5%

SERVICE ROS / YEAR TARGET CONVERSION

~30k ~$30m

VEHICLES / YEAR IN-LANE ANNUAL ADVANTAGE

Live pilot - ~$1,000 saved/vehicle vs. auction - pilot targets, illustrative

A top-tier U.S. automotive retail group generates roughly 1.2 million service repair orders a year
— each a vehicle it already knows, sitting in the service lane. Most groups let that stream pass

and buy used inventory at auction instead, paying a premium of about $1,000 per car. This brief

shows how one repeatable decision becomes a governed engine on the MuSIC™ platform — and
what it is worth.




Service-to-Sales Acquisition Engine Illustrative case study

The Decision Economy

Businesses invest heavily in the big, one-time decisions and leave the small,
repeatable ones to habit. Yet it is the repeatable decisions — each minor,
made thousands of times a day — that quietly set margin.

The Decision Economy treats those decisions as assets: instrument them, govern
them, and let them compound. A repeatable decision composed this way becomes a
decision engine — owned by the business, fueled by its own data, and improving
with every cycle.

This brief follows that hierarchy, from principle to a single working engine.

© 2026 SynergyPartners.Al, LLC Client-anonymized - 2



Service-to-Sales Acquisition Engine Illustrative case study

From principle to engine

Read this brief as a hierarchy. The economy sets the principle; engines are the
method; the platform builds them; and the service lane is one working example.

PRINCIPLE The Decision Economy
METHOD Decision Engines
PLATFORM MusICc™

THIS BRIEF Service-to-Sales

“Every repeatable decision a business makes is an asset. The
service lane makes one thousands of times a day — the only
qguestion is whether anyone is composing it.”

THE DECISION ECONOMY™
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Service-to-Sales Acquisition Engine Illustrative case study

The anatomy of a decision engine

A decision engine is a single repeatable decision, instrumented end to end. It
qualifies on three counts and runs as a closed loop — each cycle sharpening the

next.

REPEATABLE
It recurs often enough to be worth instrumenting.

OWNED
The business controls the decision end to end.

FUELED
It runs on data only this business possesses.

Those three tests are the filter. A decision that is repeatable, owned end to end, and
fueled by proprietary data is a candidate to become an engine.

A model answers a question once. An engine owns a decision permanently — and
gets better at it. That distinction is the difference between a clever tool and a

durable advantage.
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Service-to-Sales Acquisition Engine Illustrative case study

Why this is more than Al

A general model can answer the question. It cannot own the decision. Five

things separate a governed decision engine from a model call.

4 N\

“Why can’t | just build this with a general Al model?”

— Al generates a recommendation. A decision engine governs the action that is
actually taken.

— It measures the outcome of every decision — not just the quality of the
suggestion.

— It captures lineage: what was decided, on what basis, and what resulted.
— It improves through closed-loop learning, decision over decision.

— It is owned and governed by the business, on the business’s own data.

A J

A clever model is easy to copy. A governed, improving decision — running on your

own data, under your own policy — is not.
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Service-to-Sales Acquisition Engine Illustrative case study

The opportunity in the service lane

In today’s used-vehicle market, margin is won or lost at acquisition. Sourcing
from the service drive beats the auction on three things at once: cost, history,
and retention.

Cost. A lane acquisition skips the buyer’s premium and auction fees, cuts transport,
and lowers reconditioning risk. History. The group already serviced the car — it
knows the condition it is buying. Retention. An acquisition is often a replacement
sale to a customer the group keeps.

g \
o The car is known. Service history, mileage, and condition are on file.
o The owner is known. Equity position and relationship are established.

* The moment is recurring. It happens hundreds of times a day, in every store.

. J

Known car, known owner, recurring moment — precisely the profile of a decision
worth turning into an engine.
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Service-to-Sales Acquisition Engine Illustrative case study

Why it usually doesn’t happen

The acquisition decision gets made — or, more often, missed — hundreds of times a

day in every store, by people under time pressure. At that scale, four things break:

o The decision is invisible. Nothing flags, in the moment, which RO is a strong
candidate — so most aren’t pursued.

o Valuation is generic. A book value ignores what this group needs to stock and
how fast it can turn a model in a market.

o There is no closed loop. Whether the offer sold, at what gross, in how many
days — none of it feeds the next decision.

* No one owns the outcome. Without a named owner or drift detection,
performance can’t be measured or improved.
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Service-to-Sales Acquisition Engine

Illustrative case study

Why this is an engine, not a feature

An engine is a decision that repeats often enough to instrument, that the business

owns end to end, and that runs on data only it possesses. The service lane qualifies

on every count.

PATTERN
The same decision, thousands of times a
day, across every store.

FUEL
Service history, equity, inventory needs,
turn rates — all proprietary.

OWNERSHIP
The group owns the customer, the offer
path, and the inventory call.

VALUE
Measured in acquisitions, replacement
sales, gross, and turn.

That proprietary fuel is the moat. Any competitor can buy a valuation feed; none can

see this group’s service history, equity book, and turn performance. The advantage is

not portable.
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Service-to-Sales Acquisition Engine Illustrative case study

The closed decision loop

The engine runs as a five-stage loop. Each stage produces data the next visit learns
from — the engine improves itself.

Signal

VIN, RO, mileage, service event, customer profile, equity position.

2

Decision

Offer or not, target value, replacement path.
N2

Action

Advisor or BDC engages with a structured offer.

N
n Outcome

Accept / decline, replacement sale, gross, days-to-turn.
d

a Learning

Refine thresholds by model, age, store, equity, response.

U Learning feeds back into the next Signal — the loop closes.
Because the loop records every decision and its result, the engine compounds: each

visit is a little sharper than the last. That is what a one-time model can never do.
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Service-to-Sales Acquisition Engine Illustrative case study

The platform: MuSIC™

WHAT IS MusIC™?

MuSIC™ — the Modular System for Intelligent Composition — is an
enterprise decision-orchestration platform. It detects decision
opportunities, coordinates the people and Al agents involved, executes
governed workflows, captures the lineage of every decision, measures

the outcome, and feeds that learning back into the next decision —

turning a repeatable decision into a governed, self-improving engine.

Inside each cycle, MuSIC values the car on the group’s own terms — a Carfax
baseline refined against its data warehouse (inventory needs, turn rates, local
demand) — routes the work to the right advisor or BDC, and records the decision so

the next one is better.

“ERP became the system of record. Workflow became the
system of execution. MuSIC becomes the system of decisions.”

THE DECISION ECONOMY™
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Service-to-Sales Acquisition Engine

The orchestration layer

Illustrative case study

MuSIC is not another system to run. It sits above the systems a dealer group already

operates — reading from them, deciding across them, and writing the outcome

back.

Figure 1 — The MuSIC orchestration layer
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MuSIC reads from existing systems, decides across them, drives the action, and measures the result — above the

stack, not inside it. Each outcome trains the next decision, closing the loop.

The pattern is the point. The same governed loop sits above any set of systems —

swap the dealer stack for a bank’s or an insurer’s and the architecture is unchanged.
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Service-to-Sales Acquisition Engine Illustrative case study

The economics

Sourcing at auction carries a stack of costs a lane acquisition avoids: the buyer’s
premium and fees, transport, and the reconditioning risk of an unknown history.
Across the group, that delta runs to roughly $1,000 per vehicle — before the

replacement sale and retained customer a lane acquisition tends to bring.

Metric Pilot target

Service repair orders / year (group) ~1.2M
Conversion to vehicle acquisition >2.5%
Vehicles sourced via the service lane ~30,000 / yr
Acquisition-cost delta vs. auction ~$1,000 / vehicle
Annual acquisition-cost advantage ~$30M

Figures are pilot objectives, not realized results. Replacement-sale gross, PVR, and retention upside are tracked separately
and not included above.

The number that matters is not any single line — it is that the advantage

compounds. Every cycle sharpens the next offer, widening the gap over time.
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Service-to-Sales Acquisition Engine Illustrative case study

Governance & the 90-day pilot

Governance

e Business owner — one named owner for loop performance and the offer
playbook.

e Technical owner — one named owner for data and orchestration.
e 30/ 60/ 90 reviews — with drift signals and explicit override authority.

o Decision lineage — every decision’s situation, logic, and outcome captured and
auditable.

. J

The 90-day pilot

' ™\
¢ Instrument the loop in one region or brand.

e Standardize the playbook for offer timing, routing, and ownership.

* Measure uplift in acquisitions, replacement sales, gross, and inventory turn.

N J

Success is a working engine and a credible, instrumented number — the foundation

for a group-wide rollout.
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Service-to-Sales Acquisition Engine Illustrative case study

One engine today. A portfolio tomorrow.

The service-lane engine is not the product. It is the first decision engine on the
MuSIC™ platform — the template for a portfolio the group composes over time,

each running the same governed loop on its own data.

SALES Service-to-Sales - Equity Mining - Lease Maturity

F&l Product Recommendation - Menu Optimization

Service Retention - Parts Pricing - Maintenance Recommendations

MARKETING Offer Optimization - Campaign Prioritization

OPERATIONS Technician Allocation - Capacity Planning

The platform investment is made once; every engine after the first compounds the
return on it — each sharpening on the group’s own data, an edge competitors can’t
buy.

4 N

o Build once, deploy many. The loop, governance, and lineage are shared across
every engine.

o Sequence by value. AIMM-360™ ranks where the next engine should go.

» Compounding advantage. Each engine sharpens on the group’s own data.

© 2026 SynergyPartners.Al, LLC Client-anonymized - 14



Service-to-Sales Acquisition Engine Illustrative case study

The path forward

Five steps move a group from principle to a working engine — each small, each

building on the last.

Assess
Take AIMM-360™ to baseline decision maturity and readiness.

Identify

Surface the highest-value repeatable decisions across the business.

Map

Define which decisions become engines, and in what sequence.

Workshop

Design the first engine with us against your own systems and data.

Pilot

Launch a governed 90-day pilot and measure the uplift.

N

Low commitment to start. The assessment and opportunity map come before
any build.

Fast to a number. A contained pilot produces a credible, instrumented result in
90 days.
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The service lane is one engine. Your business is full
of them.

The Decision Economy is the discipline of finding those repeatable decisions and composing
them — on your own data, under your own governance — into engines that compound.
MuSIC™ is the platform that builds them.

START HERE

Take the 5-minute AIMM-360™ assessment and map where
your highest-value engine lives.
synergypartners.ai/ai4

SCAN TO BEGIN

Meet us at Al4 2026 - The Venetian, Las Vegas - Booth K716
Copies of The Decision Economy™ available at the booth.

SynergyPartners.Al
Tom Holmes - Founder & CEO - tholmes@synergypartners.ai - www.synergypartners.ai
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