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Revolutionizing your dealership’s express service operations is a game-changer for customer
satisfaction and profitability. This comprehensive guide offers a step-by-step approach to
optimizing your quick lane, covering everything from initial assessment to long-term financial
management. Whether you're looking to streamline processes, enhance team performance, or
boost customer loyalty, this roadmap provides the insights and strategies you need to excel in
the fast-paced world of express automotive service.

1. Assessment and Planning:

Before making changes, it's crucial to understand your current situation and set clear
objectives.

- Analyze current express service volume and customer satisfaction metrics

- Review staffing levels and skills of existing team members

- Evaluate facility layout and equipment for express service efficiency

- Set clear goals for express service performance (e.g., average service time, customer
satisfaction scores)

Pro-tip: Use data from at least the past 12 months to identify trends and seasonality in
express service demand.

Tripping point: Don’t set unrealistic goals based on competitors’ performance without
considering your unique circumstances.

2. Staffing Structure:
An efficient staffing model is the backbone of a successful express service operation.

« Implement the “Wet"” and “Dry” technician team
approach
- Assign specific roles and responsibilities to each
technician
- Develop standard operating procedures for each role
« Introduce a third technician for multi-point inspections
- Create a streamlined inspection checklist \
- Establish protocols for communicating findings to
customers
- Designate dedicated express service advisors D
- Train advisors on efficient customer handling processes
- Set performance metrics for RO write-ups per hour/day




Pro-tip: Rotate roles periodically to prevent burnout and enhance skill development.

Tripping point: Avoid over-specialization that could lead to workflow disruptions if a team
member is absent.

3. Process Optimization:

Streamlined processes ensure consistency and efficiency in express service delivery.

- Design a no-appointment system

- Implement a queue management system

- Train staff on handling walk-in customers efficiently
- Establish a one-hour or less service commitment

- Create a timer system to track service duration

- Develop escalation procedures for services exceeding time limits
- Implement a visual identification system for express vehicles

- Introduce mirror hangers with promised completion times

- Train all staff on recognizing and prioritizing express vehicles

Pro-tip: Use mock scenarios to test and refine your processes before full implementation.

Tripping point: Be cautious of creating processes that are too rigid, as flexibility is key in
handling unexpected situations.

4. Facility and Equipment Updates:

The right setup and tools can significantly enhance express service efficiency.

- Optimize service bay layout for express operations
+ Invest in specialized tools and equipment for quick services
- Install digital displays for real-time service status updates

Pro-tip: Consider modular equipment that can be easily reconfigured as your needs change.

Tripping point: Avoid overspending on high-tech solutions that may not integrate well with
your existing systems.

5. Training and Development:

Well-trained staff are essential for delivering consistent, high-
quality express service.

« Conduct training on express service processes

« Implement cross-training program for main shop staff to
assist with overflow

- Develop career progression paths within the express
service team
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Pro-tip: Use role-playing exercises to help staff practice handling different customer
scenarios.

Tripping point: Don’t neglect ongoing training; express service techniques and customer
expectations evolve over time.

6. Customer Communication:

Clear, consistent communication builds trust and manages customer expectations.

- Create clear messaging about express service offerings and expectations
- Develop scripts for advisors to explain the express service process
- Implement a system for real-time updates to customers (e.g., text messages)

Pro-tip: Regularly review and update your communication materials based on common
customer questions or concerns.
Tripping point: Long wait times at check-out can erase the goodwill built during service.

Thought starter: Avoid over-promising on service times; it's better to under-promise and
over-deliver.
7. Pricing Strategy:

A well-thought-out pricing strategy balances competitiveness with profitability.

« Conduct market analysis of competitors’ express service pricing
- Develop a competitive pricing structure that ensures profitability
- Consider package deals or loyalty programs for repeat express customers

Pro-tip: Use value-based pricing by emphasizing the convenience and quality of your express
service.

Tripping point: Don’t engage in a race to the bottom on pricing; focus on differentiating your
service quality instead.

8. Quality Control:

Maintaining high quality standards is crucial for customer
satisfaction and retention.

- Implement a quality check system for all express services
- Regularly audit express service ROs for accuracy and

completeness
« Conduct random customer follow-ups to ensure

satisfaction
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Pro-tip: Implement a peer review system where technicians check each other’s work.

Tripping point: Avoid letting quality checks slow down the express service process; find
efficient ways to integrate them.

9. Overflow Management:
Having a plan for peak times ensures consistent service even during busy periods.

- Develop clear protocols for involving main shop staff during peak times
- Create a visual or digital system to signal when express lane needs support
- Establish incentives for main shop staff who assist with express services

Pro-tip: Create a “flex team” of main shop staff who are always ready to assist with express
services.

Tripping point: Be cautious of overrelying on main shop staff, as it could impact their primary
responsibilities.

10. Performance Monitoring and Improvement:
Regular monitoring and analysis drive continuous improvement.

- Implement daily, weekly, and monthly performance reviews
- Set up a dashboard to track key performance indicators (KPls)
« Conduct regular team meetings to address challenges and share best practices

Pro-tip: Use visual management tools like whiteboards or digital displays to make KPIs visible
to all staff.

Tripping point: Avoid focusing solely on quantitative metrics; qualitative feedback is equally
important.

11. Marketing and Promotion:

Effective marketing ensures your target audience knows
about and values your express service.

- Develop targeted marketing campaigns to promote
express services
. Utilize customer database for personalized service

reminders
- Leverage social media and online platforms to showcase

express service efficiency
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Pro-tip: Use customer testimonials and time-lapse videos to demonstrate the speed and
quality of your express service.

Tripping point: Don’t oversaturate customers with marketing messages; find the right
balance in communication frequency.

12. Continuous Improvement:

The express service landscape is always evolving, requiring ongoing refinement of your
approach.

- Regularly solicit feedback from customers and staff
- Stay updated on industry trends and new technologies in express service
« Conduct periodic audits of the express service operation and adjust as needed

Pro-tip: Establish an “idea box” where staff can submit suggestions for improvement.

Tripping point: Avoid implementing changes too frequently; give new processes time to
settle before making further adjustments.

13. Integration with Main Service Operations:
Express service should complement, not compete with, your main service department.

« Ensure seamless hand-off of complex issues discovered during express service
- Develop a system for scheduling follow-up appointments for additional work
- Create a unified customer experience across express and main service departments

Pro-tip: Use a shared CRM system to ensure all departments have access to customer history
and preferences.

Tripping point: Be cautious of creating a “us vs. them” mentality between express and main
service teams.

14. Financial Management:

Careful financial tracking ensures the express service operation contributes positively to
overall profitability.

- Implement detailed financial tracking specific to express

service operations

- Analyze profitability of individual express services and
adjust offerings as needed

- Develop a budget for ongoing training and equipment
upgrades
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Pro-tip: Consider implementing a separate P&L statement for the express service department
to clearly track its financial performance.

Tripping point: Don't let the focus on quick turnaround lead to missed opportunities for
additional service sales.

By following this comprehensive guide, dealerships can transform their express service
operations into a finely tuned, customer-centric powerhouse. Each step is designed to
enhance efficiency, improve service quality, and maximize customer satisfaction. The result

is not just a streamlined quick lane, but a strategic asset that significantly contributes to
customer retention and loyalty. Moreover, an optimized express service operation becomes a
robust profit center, driving overall dealership profitability. By implementing these strategies,
you're not just improving a single department - you're creating a competitive advantage that
can set your dealership apart in a crowded market. Remember, in the world of automotive
service, speed and quality aren’t mutually exclusive - they're the cornerstones of a thriving
express service operation.

Need help with your Fixed Operations department? We've got you covered.

Visit www.m5ms.com and fill out our Free Consultation form. One of our experienced
consultants will be in touch to assist you with all your Fixed Ops needs.

Let us help you tackle your challenges and get back on track.
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