DRIVING  Eriso0e 25: IMPLEMENTATION GUIDE
INSIGHTS g

As a Service Manager, you're at the forefront of customer interaction and satisfaction. The
insights shared in this episode of Driving Insights provide a roadmap to transform your service
department into a customer retention powerhouse. This guide will walk you through the
implementation of each key area discussed, offering practical steps, pro-tips, potential pitfalls,
and thought-starters to help you navigate this transformation successfully. Remember, change
doesn’t happen overnight, but with consistent effort and a commitment to excellence, you

can create a service department that not only retains customers but turns them into loyal
advocates for your dealership.

1. Optimizing Convenience: Hours of Operation
Implementation Steps:

Analyze current customer traffic patterns and identify peak times.
Survey customers about their preferred service hours.

Evaluate staffing needs for extended hours.

Implement a pilot program with extended hours.

Collect and analyze data from the pilot program.

Adjust and finalize new operating hours.

Communicate changes to customers and staff.

NOUAWN S

Optimizing your hours of operation is about more than just staying open longer—it’s about
being available when your customers need you most. Start by analyzing your current customer
traffic patterns. Use your DMS to pull data on appointment times, walk-in traffic, and peak
service hours. This will give you a baseline understanding of when your customers are most
likely to seek service.

Next, engage directly with your customers. Conduct a survey asking about their preferred
service hours. This could be done via email, at the service counter, or through phone calls to
recent customers. Be sure to include questions about early morning, evening, and weekend
availability.

With this data in hand, evaluate your staffing needs for potential
extended hours. Consider not just technicians, but also service
advisors, porters, and any other necessary support staff.
Remember, the goal is to provide the same level of service during
extended hours as you do during regular business hours.

Before making a full commitment, implement a pilot program. This
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could be extending hours on certain days of the week or adding Saturday service if you don’t
already offer it. Run this pilot for at least a month to gather meaningful data.

During the pilot, collect data on customer satisfaction, service efficiency, and profitability. Are
customers taking advantage of the extended hours? Are you seeing an increase in customer
satisfaction scores? Are the extended hours profitable, or at least breaking even?

Based on the results of your pilot, adjust your plan and finalize your new operating hours. This
might mean tweaking the extended hours or perhaps realizing that certain extended hours
aren't beneficial.

Finally, communicate these changes clearly to both your customers and your staff. Update
your website, Google Business listing, and any other platforms where your hours are listed.
Send out emails to your customer database announcing the change. Ensure your staff is fully
briefed on the new hours and any changes to their schedules.

Remember, convenience is a powerful differentiator in the service industry. By aligning your
hours with your customers’ needs, you're demonstrating a commitment to their satisfaction
that can significantly boost retention.

Pro-tip: Consider implementing a rotating schedule for staff to cover extended hours. This
can help manage overtime costs while ensuring experienced personnel are always
available.

Tripping point: Be cautious of burnout among your staff. Extended hours can lead to fatigue
if not managed properly, potentially affecting service quality.

Thought starter: Could you offer a “night drop” service where customers can leave their
vehicles after hours for early morning service?

2. Enhancing Phone Skills
Implementation Steps:

Assess current phone handling processes and performance.
Develop a comprehensive phone skills training program.
Create scripts for common scenarios.

Implement call recording for training purposes.

Conduct regular role-playing exercises.

Set up a system for ongoing monitoring and feedback.
Recognize and reward excellent phone performance.

NOUAWN S

Enhancing phone skills is crucial in creating a positive first
impression and setting the tone for the entire service experience.
Begin by assessing your current phone handling processes and
performance. Listen to recorded calls if available, or sit in on live
calls. Pay attention to factors like how quickly calls are answered,
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how well staff gather necessary information, and the overall tone and professionalism of the
conversations.

Based on this assessment, develop a comprehensive phone skills training program. This
should cover topics such as proper greeting, active listening, asking the right questions,
handling difficult customers, and effectively closing calls. Remember, the goal is not just to
answer phones, but to use each call as an opportunity to build rapport and schedule service
appointments.

Create scripts for common scenarios, such as scheduling an oil change, handling a complaint,
or explaining a complex repair. These scripts should serve as guidelines rather than rigid rules,
allowing staff to adapt their responses to each unique situation.

If possible, implement call recording for training purposes. This allows for review and feedback
on actual customer interactions. Ensure you're complying with all relevant laws regarding call
recording and inform callers that their calls may be recorded for quality assurance.

Conduct regular role-playing exercises where staff can practice handling various call scenarios.
This allows them to hone their skills in a low-pressure environment and receive immediate
feedback.

Set up a system for ongoing monitoring and feedback. This could involve regular call reviews
with each staff member, discussing what went well and areas for improvement. Consider
implementing key performance indicators (KPIs) for phone performance, such as average hold
time, first-call resolution rate, and appointment set rate.

Finally, recognize and reward excellent phone performance. This could be through formal
awards, bonuses, or simply public recognition in team meetings. By emphasizing the
importance of phone skills, you reinforce their critical role in customer retention.

Remember, your phone system is often the first point of contact for customers. By investing in
your team’s phone skills, you're investing in the foundation of your customer relationships.

Pro-tip: Implement a “mystery caller” program where someone poses as a customer to test
your team’s phone skills. This can provide valuable insights into real-world performance.

Tripping point: Avoid making scripts too rigid. While they provide a useful structure, staff
should be trained to adapt to each caller’s unique needs and personality.

Thought starter: Could you implement a callback system for customers who are on hold for
more than a certain amount of time?

I

MANAGEMENT SERVICES TNC




3. Crafting Competitive Pricing Strategies
Implementation Steps:

Conduct a thorough market analysis of local competitors’ pricing.

Analyze your current pricing structure and profit margins.

Identify key services for competitive pricing.

Develop a tiered pricing structure for different service levels.

Implement a system for regular price reviews and adjustments.

Train staff on communicating value to customers.

Monitor the impact of pricing changes on customer retention and profitability.

NOUAWN S

Crafting a competitive pricing strategy is a delicate balance between attracting customers,
maintaining profitability, and communicating value. Start with a thorough market analysis.
Research the pricing of your local competitors, including both dealerships and independent
shops. Pay particular attention to pricing on common services like oil changes, tire rotations,
and brake services.

Next, analyze your current pricing structure and profit margins. Understand which services are
your most profitable and which might be loss leaders. Consider the total cost of providing each
service, including parts, labor, and overhead.

Identify key services that are most visible to customers and most likely to influence their
perception of your overall pricing. These are typically routine maintenance items like oil
changes and tire rotations. These services are where you might want to be most competitive
on pricing.

Develop a tiered pricing structure for different service levels. For example, you might offer
a basic oil change at a very competitive price point, while also offering premium oil change
packages that include additional services at a higher price point. This allows you to cater
to price-sensitive customers while also providing options for those willing to pay more for
additional value.

Implement a system for regular price reviews and adjustments. The market is constantly
changing, and your pricing should reflect this. Set a schedule, perhaps quarterly, to review your
pricing against competitors and make necessary adjustments.

Train your staff, particularly service advisors, on how to communicate the value of your services
to customers. They should be able to explain why your services might be priced differently
than a competitor’s, focusing on factors like quality of parts, expertise of technicians, and the
overall customer experience you provide.

Monitor the impact of your pricing changes closely. Look at metrics
like customer retention rates, average repair order value, and
overall profitability. Be prepared to make adjustments if you're not
seeing the desired results.

Remember, competitive pricing doesn’t always mean being
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the cheapest. It's about offering fair prices that reflect the value you provide. By combining
competitive pricing on key services with a focus on quality and customer service, you can
create a value proposition that attracts and retains customers without sacrificing profitability.

Pro-tip: Consider offering price matching on key services. This can help retain price-sensitive
customers while demonstrating confidence in your overall value proposition.

Tripping point: Be cautious of starting a “race to the bottom” on pricing. Competing solely on
price can erode profitability and may not lead to long-term customer loyalty.

Thought starter: Could you create service packages that bundle high-margin services
with more competitively priced ones to provide value to customers while maintaining
profitability?

4. Balancing Speed and Quality
Implementation Steps:

Analyze current service times and quality metrics.

Identify bottlenecks in the service process.

Implement express services for routine maintenance.

Invest in training and tools to improve efficiency.

Develop a quality control checklist for all services.

Implement a customer communication system for service updates.
Regularly review and optimize processes.

1.

2.
3.
4.
S.
6.
7.

Balancing speed and quality is crucial in meeting customer expectations while maintaining
the integrity of your service. Start by analyzing your current service times and quality metrics.
Look at average time per service type, comeback rates, and customer satisfaction scores
related to service speed and quality.

Identify bottlenecks in your service process. This might involve mapping out your entire service
flow, from the moment a customer arrives to when they drive away with their serviced vehicle.
Look for areas where delays commonly occur or where errors are most likely to happen.

Implement express services for routine maintenance items like oil changes and tire rotations.
This might involve dedicating specific bays and technicians to these services, and streamlining
the process to minimize wait times.

Invest in training and tools to improve efficiency without
compromising quality. This could include ongoing technical
training for your technicians, as well as investing in diagnostic tools
that can speed up problem identification.

Develop a comprehensive quality control checklist for all services.
This ensures that even as you work to improve speed, you're
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not missing crucial steps that could affect quality. Make this checklist part of your standard
operating procedure for every service.

Implement a customer communication system for service updates. This could be a text
messaging system that alerts customers when their vehicle is being worked on, when it's
ready for pickup, or if any issues are discovered during service. Clear communication can help
manage customer expectations around service times.

Regularly review and optimize your processes. This should be an ongoing effort, not a one-
time initiative. Hold regular meetings with your team to discuss what’s working well and what
could be improved in terms of balancing speed and quality.

Remember, the goal is not just to be fast, but to be efficient. Quality should never be sacrificed
for speed. By focusing on streamlining processes, investing in training and tools, and
maintaining rigorous quality controls, you can improve service times while still delivering the
high-quality work that builds customer trust and loyalty.

Pro-tip: Consider implementing a “pit crew” approach for routine services like oil changes.
This can significantly reduce service times while maintaining quality.

Tripping point: Be careful not to push for speed at the expense of thoroughness. Missed
issues or rushed work can lead to comebacks, which are costly both financially and in
terms of customer trust.

Thought starter: Could you implement a guarantee for certain services, such as a 30-minute
oil change or it's free?

5. Overcoming Customer Indifference
Implementation Steps:

Assess current customer satisfaction levels and identify areas of indifference.
Develop a customer-centric culture through training and incentives.
. Implement a personalized customer communication strategy.
. Create a system for collecting and acting on customer feedback.
Develop a loyalty program that rewards repeat customers.
Implement follow-up procedures for all service visits.
Regularly review and improve the overall customer experience.

Overcoming customer indifference is about creating a culture of
genuine care and attention that permeates every aspect of your
service department. Start by assessing your current customer
satisfaction levels. Look beyond just the numbers to identify areas
where customers seem particularly indifferent or disengaged.

Develop a customer-centric culture through comprehensive
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training and incentives. This training should focus on empathy, active listening, and problem-
solving skills. Consider role-playing exercises that help staff practice handling various
customer scenarios. Implement incentives that reward staff for exceptional customer service,
not just sales metrics.

Implement a personalized customer communication strategy. This could involve using your
CRM system to track customer preferences and service history, allowing for more personalized
interactions. Train your staff to use this information to make every customer interaction feel
tailored and thoughtful.

Create a system for collecting and acting on customer feedback. This could include post-
service surveys, follow-up calls, or even a customer advisory board. The key is not just to collect
this feedback, but to have a clear process for reviewing it and implementing changes based on
customer input.

Develop a loyalty program that rewards repeat customers. This could be as simple as a punch
card for oil changes, or as complex as a points system that can be redeemed for services or
accessories. The goal is to give customers a tangible reason to keep coming back to your
service department.

Implement follow-up procedures for all service visits. This could be a phone call, email, or text
message checking in on the customer’s satisfaction with the recent service. Use this as an
opportunity to address any concerns and to remind them of upcoming service needs.

Regularly review and improve the overall customer experience. This involves looking at every
touchpoint a customer has with your service department, from scheduling an appointment to
picking up their vehicle after service. Look for ways to make each interaction more pleasant,
efficient, and personalized.

Remember, overcoming indifference is about making customers feel valued and appreciated.
It's about creating an emotional connection that goes beyond the transactional nature of
vehicle service. By focusing on personalized, attentive service at every step, you can transform
indifferent customers into loyal advocates for your dealership.

Pro-tip: Encourage your service advisors to keep notes on personal details shared by
customers (e.g., upcoming vacations, children’s activities). Referencing these in future
interactions can help build stronger personal connections.

Tripping point: Be cautious of crossing the line between personalized service and invading
privacy. Always respect customer boundaries and data
protection regulations.

Thought starter: Could you implement a “customer of the
month” program that highlights and rewards your most loyal
customers?
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Conclusion

Implementing these strategies to enhance customer retention in your service department is a
comprehensive process that requires commitment, consistency, and continuous improvement.
Remember that each of these areas - convenience, communication, pricing, speed and quality,
and overcoming indifference - are interconnected. Improvements in one area often lead to
positive impacts in others.

As you work through these implementation steps, keep your team involved and informed.
Regular communication about goals, progress, and challenges can help create a sense of
shared purpose and motivation. Be patient - significant changes in customer retention rates
may take time to materialize, but with persistent effort, you will see results.

Finally, always keep the customer at the center of your efforts. Regularly seek customer
feedback and be willing to adjust your strategies based on their needs and preferences. By
creating a service department that truly prioritizes customer satisfaction, you'’ll not only retain
more customers but also create advocates who will help grow your business through positive
word-of-mouth.

Remember, in the competitive automotive service industry, exceptional customer service is

your most powerful differentiator. By implementing these strategies, you're not just fixing cars
- you're building lasting relationships that will drive your business forward for years to come.

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.

Ready to take your repair order analysis to the next level? Experience the power of ROSE+
firsthand with a free, no-obligation demo. See how our innovative software can streamline
your survey process, uncover hidden opportunities, and drive profitability in your service
department.

Schedule your free ROSE+ demo today at https:/m5ms.com/rose-demo and discover the
difference data-driven insights can make for your business.
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