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The 42 Lakh
Leak

The call automation playbook for North Indian businesses
bleeding revenue on appointment booking, missed calls,
no-shows, and stalled follow-ups. The math, the four leak
points, the 30-day rollout, and the checklist to plug it. Built
to start saving by week one.
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The ROl in 60 Seconds

The exact math. Before. After. Net gain.

Where the 42 Lakh Goes

The hour-by-hour breakdown of the drain.

The 4 Instant Money-Makers

Each leak point with the fix and the recovery.

The 4-Week Rollout
Week by week. What to launch. What to expect.

The Milestone Map

Month 1, 3, and 6 outcomes you can plan against.

Automate vs Keep Human
The matrix every owner needs before they buy.

The Pre-Launch Checklist

Ten items to clear before you flip the switch.

Why Automation Projects Fail

The five common breakdowns and how to avoid them.

Get Your Free Automation Audit
A teardown of your live call flow at no cost.



1 The ROl in 60 Seconds

If the math does not work, nothing else matters. So here it is. These are conservative
averages we see across the businesses we have audited in Ludhiana, Chandigarh, Delhi,
and Amritsar. Your specific numbers will land within ten percent.

BEFORE — TODAY AFTER — 30 DAYS

40 hours/week 8 hours/week

on manual call work on supervision only
Booking appointments, sending _— Automation handles intake, booking,
reminders, answering basic questions, confirmation, reminders, and routine
chasing follow-ups. At an average loaded follow-up. Your team focuses on revenue
cost of 2,100 per hour for a five-person conversations only.

team.

X3.5L 25K X3.25L

monthly cost savings monthly automation cost monthly net gain

Staff hours All-in platform spend Pure margin
recovered Voice agent, scheduling, recovered

32 hours per week x 4.3 reminders, CRM sync. One %39 lakhs annually. Before
weeks X X2,100. Real predictable monthly invoice. counting recovered missed
numbers, real payroll. calls and reduced no-shows.

THE CORE TRUTH

You are already paying 42 lakhs a year for call work — just to your own team, in scattered hours nobody
tracks. Automation does not add a new cost. It moves the existing cost off your payroll and onto a system
that does not sleep, does not call in sick, and does not forget the follow-up.
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2 Where the ¥42 Lakh Goes

The drain is not one big hole — it is four small leaks running every day for years. Each one
looks survivable on a Monday. Stacked across twelve months, they become a category of
cost most owners never name.

3-5 hrs

per staff member, per day, on call work
Leak #1 — Manual Appointment Booking
Annual cost at 5-person team - ~X16.5 lakhs

Inbound call comes in. Receptionist takes details, checks calendar, offers a slot, gets a callback request,
follows up later. The average booking takes 7-12 minutes of staff time. Multiply by your weekly call volume.

40%

of customer calls happen outside business hours
Leak #2 — After-Hours Vanishing Leads
Annual cost » ~X16.5 lakhs in lost revenue

Calls before 10am, after 7pm, weekends, holidays. Your competitor's auto-responder is awake. Yours is not.
Of these missed calls, 78 percent never call back — they hire whoever picked up first.

25%

average no-show rate without reminder sequences
Leak #3 — No-Shows on Booked Appointments
Annual cost » ~X12.5 lakhs in burned slots

Every empty chair is a slot you could not sell. At a typical appointment value of X12,500-42,000, even one
no-show per day adds up to a serious annual number. Reminder automation cuts this rate by 60 percent.

62%

of past customers buy again — but only if you reach them
Leak #4 — Silent Existing Customers
Annual upside » ~X25 lakhs in repeat revenue

Your warmest audience is your past buyers. Manual follow-up always loses to "we will get to it next week."
Automated, personalised follow-up sequences lift repeat purchase rates by 40 percent and average order
value by 25 percent.
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03 The 4 Instant Money-Makers

Each leak has a specific automation that closes it. These are the four levers, in priority
order. Most businesses see meaningful results on the first lever within seven days of
switching it on.

Turn Missed Calls Into Booked Appointments

The mechanism: 78 percent of leads go to the first business that responds. Automation responds in 30
seconds — voice or WhatsApp — captures the intent, and books a slot before the caller has time to call
the next listing. The lift: 3x increase in lead-to-customer conversion. The lead never went cold because
the lead never had to wait.

Capture After-Hours and Weekend Calls

The mechanism: A 24/7 voice agent or WhatsApp flow takes the call, qualifies the lead, books the
appointment, and sends the confirmation. Your team walks in Monday morning to a calendar that filled
itself. The lift: Recovery of approximately X16.5 lakhs in annual revenue that was previously walking to
competitors who answered first.

| LEVER 03 e
Cut No-Shows With Automated Reminders

The mechanism: A three-touch reminder sequence — 48 hours before, 24 hours before, 2 hours before
— via WhatsApp and SMS, with one-click confirm or reschedule. The customer never forgets. You never
call to chase. The lift: No-shows drop by approximately 60 percent. Every empty slot you fill is pure
margin recovered.

Reactivate and Upsell Existing Customers

The mechanism: Tagged customer segments receive automated, personalised follow-ups — service
reminders, complementary offers, milestone messages — timed to their history, not to your campaign
calendar. The lift: 40 percent uplift in repeat purchase rate, 25 percent uplift in average order value.
The warmest audience you own, finally activated.
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4 The 4-Week Rollout

All four levers do not get launched on day one. They get launched in sequence — biggest
leak first — so each week stacks measurable wins on the previous one. This is the order we
use with every client.

PRIORITY: Appointment booking automation
Set up the voice or WhatsApp agent that handles inbound booking calls during

WEEK 01
business hours. This is where most businesses lose X1.65 lakhs per month in staff time

Plug the

. alone.

Biggest

Leak Launch: Inbound call flow, calendar sync, immediate confirmation. Measure: Hours of staff
time freed in week one. Expect: 50-70 percent of routine bookings handled without human
touch by day seven.
PRIORITY: After-hours and weekend coverage

WEEK 02 Extend the same flow to 24/7. Calls and WhatsApp messages outside business hours

Capture the
Night Shift

now get answered, qualified, and booked into the next available slot.

Launch: After-hours response, weekend flow, holiday calendar. Measure: Bookings captured
between 7pm-10am. Expect: 30-40 percent of weekly bookings now come from outside core
hours.

PRIORITY: Reminder + confirmation sequence

WEEK 03 Three-touch reminder cadence with one-click confirm and reschedule. Empty slots get

Kill the No- automatically re-offered to waitlist customers.

Show Launch: 48-hr, 24-hr, 2-hr reminders. Measure: No-show rate, week three vs week one.
Expect: No-shows fall from 20-25 percent down to 8-10 percent inside the month.
PRIORITY: Reactivation + upsell sequences

WEEK 04 Segmented follow-ups go live for past customers. Service reminders, complementary

Mine offers, milestone messages — personalised to each customer's purchase history.

EX'St'ng Launch: Post-purchase, 30-day, 90-day, anniversary sequences. Measure: Repeat purchase

Customers rate and AOV trend. Expect: First repeat bookings from dormant customers within fourteen

days of activation.
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5 The Milestone Map

If you launch the rollout this month, here is what your dashboard looks like at three
checkpoints. These are not best-case numbers. They are the median outcome across the
businesses we have rolled out for.

Month 01

the first 30 days
Time recovered, leads captured
~20 hrs/week saved | ~50 percent more leads captured

By the end of week four, your team is no longer the booking engine. Inbound calls and after-hours messages
are getting answered immediately. You will already see the first measurable lift in booked appointments per
week, even before no-show fixes compound.

Month 03

the 90-day mark

No-shows halved, revenue trending up 30 percent
No-show rate ~10 percent | Revenue +30 percent vs baseline

Reminder sequences are now running on automatic. Past customers are flowing back through reactivation
sequences. The team has shifted from "answering the phone" to "converting the meeting." Cost-per-
customer drops as labour exits the funnel.

Month 06

at the half-year mark

Full ROl achieved, ready to scale
Net gain of ~X19.5 lakhs realised | System ready to replicate

The system has paid back roughly six times its cost. You now know which channels deliver the best
customers. Most owners use this point to open a second location, expand service hours, or launch a
category they previously could not staff.

A NOTE ON THESE NUMBERS

Every business is slightly different — appointment value, call volume, current no-show rate, season. We have
intentionally used conservative averages here. The point is not the exact figure. The point is that the curve is
real and the timeline is fast.
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6 Automate vs Keep Human

Not every call should be automated. The fastest way to ruin a customer relationship is to
put a bot where a human conversation was needed. Here is the line we draw — and why.

Standard appointment
booking

Booking changes &
reschedules

Pricing questions
(standard)

Service inquiries (new
customer)

After-hours and
weekend calls

Reminder &
confirmation flows

Past-customer
reactivation

Complaint or
escalation calls

High-ticket
consultation

Repeat VIP customer
calls

THE RULE

Automate fully

Automate fully

Automate, with

handoff

Automate first

touch

Automate fully

Automate fully

Automate fully

Keep human

Keep human

Keep human

High volume, low complexity, customer prefers speed over
conversation.

One-click confirm/reschedule from reminder message. Faster
than calling.

Bot answers ranges, hands over to human for custom
quotes.

Bot qualifies and books a consultation. Human owns the
conversation itself.

Either automate or lose the call. Customer choice was not
"wait until Monday."

High repeatability, low emotional load. Humans add zero
value here.

Personalised at scale only via automation. Manual outreach
never finds time.

Emotional context matters. Bot answer at this moment
damages the relationship.

The sale is the conversation. Use bot only to book, never to
close.

Recognition matters. Route directly to the assigned team
member.

Automate the repetitive, route the emotional, escalate the high-stakes. Done well, your customers will not
notice automation — they will only notice that you got faster.
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7 The Pre-Launch Checklist

Ten items to clear before you flip the switch. Each one prevents a specific failure pattern we
have seen kill otherwise-good rollouts. Run through every one. Skipping any one costs you

a week.

(1 Top 10 call types catalogued?

Know what comes in before deciding what to
automate.

(03 calendar live and bookable?

Real-time slot availability, no double-booking,
working sync.

(05 Handoff rules defined and tested?

When does the bot route to a human, and to
which human?

(7 Reactivation segments tagged in
CRM?

By service, by recency, by spend. Generic blasts
fail.

09 Team briefed on what changes for
them?

Internal communication prevents resistance and
false alarms.

RULE OF THUMB

(02 Each script written and approved?

Bot voice should sound like your business, not a
template.

CRM connection tested end-to-end?

Lead captured by bot must reach your CRM in
under 60 seconds.

Reminder cadence agreed across
team?

48-hr, 24-hr, 2-hr. WhatsApp first, SMS fallback.

Reporting dashboard configured?

Daily view of bookings, no-shows, response
time, revenue.

Fallback path live for system
outages?

What happens if the bot goes down at 11pm?
Always have a fallback.

All ten checked — launch this week. Eight or nine — fix the gaps, launch next week. Below eight — do not go
live. The cost of one bad week of automation outweighs the cost of one good week of preparation.



8 Why Automation Projects Fail

When automation rollouts underperform, it is rarely the technology. It is one of these five
breakdowns. Each one is preventable. Audit your plan against this list before you commit.

0l

the most common failure
Generic Bot Voice
Symptom — customers hang up in the first 8 seconds

Out-of-the-box scripts sound like every other bot. Fix: write voice and tone in your brand's own words, in your
customers' preferred language, with cultural context that your competitors are not bothering with.

02

the silent killer
No Human Handoff Path
Symptom — 5-star bot, 2-star customer satisfaction

Customer hits a complex question, bot loops, customer rage-quits. Fix: define exactly when the bot routes to a
human, name the human by role, and make the handoff feel like a continuation, not a restart.

03

the planning failure
Launching All Four Levers at Once
Symptom — nothing works well, nothing fails clearly

Big-bang launches make it impossible to know what is moving the needle. Fix: follow the four-week sequence.
One lever per week. Measure each one before launching the next.

04

the data failure
No Daily Dashboard
Symptom - "l think it is working" instead of numbers

Without a daily view of bookings, no-shows, response time, and revenue, automation drifts and no one notices
until the end of the month. Fix: a one-screen daily dashboard, reviewed every morning, with the owner on the
chain.

05

the team failure
No Internal Briefing
Symptom - team works against the system, not with it

If the team thinks automation is replacing them, they will quietly resist it. Fix: position automation as removing
the work they hate, not the work they value. Show them their new role on day one.
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Get Your Brand's
Automation Audit
For Free.

You have the playbook. Now see how much of that 42
lakhs is leaking from your specific business. We will audit
your live call flow, your booking process, your reminder
sequence, and your follow-up cadence — and tell you
exactly which lever to pull first.

audit.connectlabz.com

What is included:

e Inbound call flow teardown with named leak points

e After-hours coverage gap analysis

e No-show rate calculation and reminder audit

e Reactivation potential from your existing customer base
e Custom 30-day rollout plan for your business

e Projected monthly savings and revenue recovery

No commitment. No pressure. We do not work with competing clients in your city — so booking the audit also reserves
your slot if you decide to move forward.
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