DRIVING  Epis0DE 4i: IMPLEMENTATION GUIDE
INSIGHTS g

Equipping your service advisors with the right tools and processes is not just a courtesy; it's
a critical investment in your Fixed Operations’ success. Service advisors act as the linchpin
between the customer and your service department. They are responsible for shaping first
impressions, ensuring clear communication, and driving satisfaction. Yet, many advisors
operate without the proper resources, leading to inefficiencies, frustration, and missed
opportunities.

Implementing an effective framework for advisor support requires more than handing out a
list of tools. It involves a strategic approach to building their toolbox, integrating processes,
and fostering a culture of continuous improvement. This guide outlines seven actionable steps
to help Service Managers create an environment where advisors can excel, ensuring better
outcomes for the dealership and customers alike.

1. Define and Provide Physical Tools

Service advisors need specific physical tools to handle their tasks with efficiency and
professionalism. Clipboards, pre-write forms, maintenance menus, tread depth gauges, and
flashlights may seem basic, but they are foundational. These tools enable advisors to stay
organized, present information clearly, and build trust with customers through visual aids.

Pro-tip:

- Choose a red/yellow/green tread depth gauge for easy communication with customers

about tire wear.
- Standardize tools across advisors to ensure consistency in
customer experience.

Tripping point:

- Overlooking the need to train advisors on how to use
these tools effectively can negate their value.

« Providing tools without maintaining their quality (e.g.,
broken flashlights) signals a lack of commitment.

Thought starter:

. Are there additional tools that could enhance the
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advisor’s ability to connect with customers?
- How can tools be integrated into the overall workflow for maximum impact?

2. Build Processes for Customer Interactions

Advisors need clear, repeatable workflows for engaging with customers. This includes
processes for appointment setting, vehicle write-ups, presenting maintenance
recommendations, and handling special requests. Structured tracks help eliminate guesswork
and ensure no critical steps are missed.

Pro-tip:

- Use scripting for common interactions, but allow flexibility for personalized responses.
- Develop a follow-up protocol to ensure customers feel supported even after the visit.

Tripping point:

- Avoid letting the conversation become price-driven. If the customer doesn’t see the value,
they’ll focus solely on the cost.

Thought starter:

« What are the key moments in the customer journey where processes can make the most
difference?
- How can advisors contribute to refining these workflows?

3. Integrate Comprehensive Information Access

Advisors must have quick access to vehicle histories, manufacturer recommendations, and
real-time job-related updates. Ensuring they are equipped with digital tools and systems that
streamline information retrieval is essential for accurate communication with customers.

Pro-tip:

- Leverage DMS integrations to pull up customer records
instantly.

- Provide ongoing training to ensure advisors are
comfortable navigating digital systems.

Tripping point:

- Outdated or slow systems can frustrate advisors and
delay service delivery.

- Lack of cybersecurity measures can lead to vulnerabilities
in customer data.
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Thought starter:

- Are advisors involved in identifying pain points in current systems?
- How can technology upgrades improve overall efficiency?

4. Offer Job Aids and Training Resources

Diagnostic worksheets, service pricing guides, and maintenance menus are invaluable for
helping advisors work smarter, not harder. Pair these tools with regular training sessions to
ensure advisors understand how to use them effectively.

Pro-tip:

« Collaborate with advisors and technicians when developing job aids to ensure practicality.
« Schedule monthly training refreshers to keep the team up to date with best practices.

Tripping point:

- Generic job aids that don't reflect dealership-specific needs may confuse rather than help.
- Skipping training sessions can lead to inconsistent performance.

Thought starter:

- What metrics can be used to evaluate the effectiveness of job aids?
- Are advisors given enough time during the day for skill-building?

5. Emphasize Communication Tools

Advisors must have the resources to communicate effectively with both customers and
internal teams. This includes access to phone scripts, email templates, and communication
platforms that facilitate seamless coordination.

Pro-tip:

- Create templates for service follow-ups and reminders
that are professional yet personalized.

- Use collaborative tools like shared calendars to keep
teams aligned on schedules.

Tripping point:

- Overly formal scripts may come across as insincere to
customers.

« Poor communication with technicians can lead to
misunderstandings and errors.
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Thought starter:

« How can feedback loops between advisors and technicians be improved?
- Are advisors empowered to adapt communication strategies to different customer
preferences?

6. Develop a Feedback and Accountability Framework

Regularly reviewing performance and providing constructive feedback helps advisors grow.
Use tools like daily production summaries and lost sales tracking to identify strengths and
areas for improvement.

Pro-tip:

- Conduct one-on-one feedback sessions weekly to address specific challenges and
successes.
- Celebrate wins to keep advisors motivated and engaged.

Tripping point:

- Feedback that focuses solely on shortcomings can demoralize advisors.
« A lack of accountability measures may lead to inconsistent performance.

Thought starter:

- How can feedback be delivered in a way that feels supportive rather than critical?
- Are advisors given the opportunity to provide feedback on management practices?

7. Foster Long-Term Scheduling and Follow-Up Processes

Advisors should have systems in place to schedule future appointments, track pending
services, and follow up with customers. These processes keep customers engaged and create a
proactive approach to service.

Pro-tip:

- Use automated reminders for upcoming appointments to
save time and ensure consistency.

- Implement a tickler file system to track lost sales and
revisit opportunities.

Tripping point:

- Poor scheduling practices can lead to overbooking and
frustration for both staff and customers.

- Neglecting follow-ups can leave customers feeling
forgotten.
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Thought starter:

« How can technology make appointment scheduling more efficient?
- Are customers given enough options for convenient appointment times?

Conclusion

Supporting service advisors with the tools and processes they need isn’t just about improving
their job performance; it's about creating a dealership culture that values professionalism,
efficiency, and customer satisfaction. By investing in their success, Service Managers can build
a team that consistently exceeds expectations, driving long-term growth and loyalty. Each step
in this guide serves as a building block for a stronger, more capable Fixed Operations team.
The effort you put into equipping advisors today will pay dividends in the form of happier
customers, a more cohesive team, and a thriving service department.

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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