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Automotive Dealership Service
Department Analysis Report

Department Evaluated: Service Operations
Scope: People, Process, Performance, and Growth Readiness
Prepared For: Dealership Executive & Fixed Operations Leadership

Executive Overview & Department State of the Union

Executive Summary

The Service Department demonstrates a fundamentally sound operational structure supported by
experienced personnel, a stable customer base, and active leadership engagement.Core service
processes exist and function adequately, allowing the department to maintain consistent throughput,
customer satisfaction, and baseline profitability.

The department’s greatest opportunity lies not in restructuring but in tightening execution,
clarifying accountability, and simplifying daily operational discipline. Performance variance is
driven primarily by inconsistent process adherence and uneven use of data to guide advisor and
management behavior.

With targeted refinement in workflow control, advisor execution, and performance leadership

cadence, the service department is well-positioned to significantly enhance guest experience,
increase capacity utilization, and unlock additional profit without increasing fixed expense.

Overall Department Assessment

Area Current State Impact
. Strong but At risk without process
Guest Experience . . )
relationship-dependent consistency
Workflow Efficiency Adequate with variability Lost capacity during peak times
Advisor Execution Mixed by individual Performance inconsistency
Technician Productivity Skill-driven Limited by upstream clarity
Leadership Intentional, reactive Needs proactive rhythm

Effectiveness
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Page 2: Individual Team Assessment Summaries

Service Advisors

The advisor team consists of a balanced mix of experience, tenure, and developmental potential.
Advisors are generally customer-focused and demonstrate strong interpersonal skills; however,
execution depends heavily on individual habits rather than standardized expectations.

Observed Strengths

e Strong rapport with repeat clients

e Generally positive customer communication
e Solid product knowledge

e Willingness to support workload demands

Observed Development Themes
e Inconsistent repair order quality
e Variable appointment discipline
e Uneven follow-up on declined work

e Limited KPI ownership at the advisor level

Guest Experience Impact:
Customer satisfaction remains strong when service volume is manageable but becomes inconsistent
during high-traffic periods due to process variability.

Jon — Senior Advisor / High Performer with Growth Ceiling

Overall Performance Summary
Jon is a strong, experienced Service Advisor who consistently delivers reliable results. He is confident
in front of customers, efficient in managing his workload, and highly respected by technicians. Jon

performs well under pressure and often serves as an informal mentor to less-tenured advisors.

Key Strengths
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e Strong customer communication and trust-building skills

e High level of technical understanding and repair explanation ability

e Well-established technician relationships that support productivity

e Consistent performance in customer pay revenue and RO throughput

Development Opportunities

e Can become overly self-reliant and resist process changes

e Tends to rely on experience rather than fully leveraging KPIs

e Follow-up discipline (declined work and post-service) is inconsistent

e Opportunity to transition from individual contributor to culture leader

Coaching Focus:
Shift Jon from “expert performer” to process champion by reinforcing KPI accountability and
involvement in team-wide improvement initiatives.

Jane — Consistent Performer with Strong Process Discipline

Overall Performance Summary

Jane is a steady, dependable advisor who brings structure and. consistency to the service drive. While
not the most aggressive from a sales perspective, she demonstrates strong follow-through and is
highly process-oriented, making her a stabilizing force within the department.

Key Strengths

o Excellent organization and appointment management
e  Consistently clean and well-documented repair orders
o Strong follow-up and customer communication habits
e Strong alignment with departmental policies and standards

Development Opportunities

e Opportunity to increase confidence in value-based recommendations

e Can be cautious when presenting additional work or maintenance

¢ Needs encouragement to leverage technical opportunities more assertively
e Could improve efficiency during high-volume periods
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Coaching Focus:
Build Jane's confidence in presenting value and capturing opportunity, without compromising her
strong process discipline.

Brandon — Developing Advisor with High Potential

Overall Performance Summary

Brandon is a newer or less tenured advisor who shows strong potential and a positive attitude. He
brings energy to the team and demonstrates a genuine desire to improve, but performance is
inconsistent due to developing habits and confidence.

Key Strengths

e Strong work ethic and willingness-to learn

e Positive customer demeanor and approachability

e Open to coaching and feedback

e Strong alignment with dealership culture and expectations

Development Opportunities

e Requires consistency in repair order quality and documentation
¢ Needs improvement in managing workload during peak times
o Developing confidence in technician communication

e Needs structured KPI awareness and daily performance focus

Coaching Focus:

Provide Brandon with clear structure, defined expectations, and frequent coaching, focusing on
habits and fundamentals.rather than outcomes alone.

Karen — Veteran Advisor with Strong Customer Loyalty

Overall Performance Summary

Karen is a long-tenured advisor with deep customer relationships and strong retention performance.
Her customers trust her implicitly, and she consistently delivers a positive service experience.
However, aspects of her workflow rely heavily on personal style rather than standardized process.
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Key Strengths

e Exceptional customer loyalty and repeat business

e Strong listening skills and empathy

e High CSlI alignment driven by authentic relationships
e Stable performance regardless of volume fluctuations

Development Opportunities

e Process execution varies depending on workload and familiarity

e Limited engagement with performance metrics and data

e Opportunity to tighten workflow efficiency and RQ documentation
e Needs support adapting to new systems or processes

Coaching Focus:
Help Karen integrate structured process discipline and KPl awareness without disrupting her
strong customer relationships.

Technicians

The technician team demonstrates strong technical competence and pride of workmanship. Overall
productivity is acceptable, but efficiency is constrained by upstream process issues rather than
technician capability.

Observed Strengths

e Strong diagnostic and mechanical skills
e . High commitment to quality repairs
o Willingness to collaborate with advisors

Observed Development Themes

o Efficiency dependent on RO clarity
e Dispatch timing inconsistencies
e Parts availability delays impacting flow

Operational Impact:
Technician capacity exists but is not fully leveraged due to inconsistent workflow planning and repair
order execution.



AUTOMOTIVATE
Service Management

Service leadership is engaged and supportive, maintaining visibility on the drive and positive
relationships with staff. KPl awareness exists but is not consistently translated into daily behavior
change.

Observed Strengths

e Strong intent and involvement
e Knowledge of performance metrics
e Commitment to customer satisfaction

Observed Development Themes

e Coaching is often reactive
e Lack of structured daily operating rhythm
e KPI discussions focus more on results than behaviors

Cultural Impact:
Staff remain motivated but lack consistent performance direction, leading to variability rather than
sustained improvement.

Operational & Process Achievements and Development
Opportunities

Operational & Process Achievements
The department.has successfully established several important foundations:

e Stable service traffic and retention base

e Functional appointment scheduling process

e Acceptable CSI driven by advisor relationships
e Strong internal collaboration culture

o Experienced service staff with low turnover

These achievements indicate the department is operating from a position of operational stability,
not recovery.
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Key Development Opportunities & Process Improvement Areas
1. Repair Order Discipline
Improvement Opportunity:

e Standardize concern documentation

e Reduce clarification delays

e Improve first-time-right execution
Expected Impact:

e Improved technician efficiency

e Reduced cycle time
e More consistent guest experience

2. Appointment Scheduling & Capacity Control
Improvement Opportunity:

e Align scheduling with technician availability

e Reduce appointment over-commitment

e Improve same-day work planning discipline
Expected Impact:

o Shorter wait times

¢ Improved advisor stress.management
e Higher daily throughput

3. Advisor Accountability & KPI Engagement
Improvement Opportunity:
e Clarify advisor ownership of HPRO, ELR, declined work
e Introduce daily KPI visibility

e Shift from reporting to coaching conversations

Expected Impact:
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e Predictable performance
e Increased revenue per RO
e Reduced performance volatility

4. Workflow & Dispatch Management
Improvement Opportunity:
e Establish clear dispatch timing standards
e Improve coordination with parts availability
e Reduce idle technician time
Expected Impact:
e Increased effective capacity

e Improved technician morale
e Higher labor productivity

5. Customer Follow-Up & Retention
Improvement Opportunity:

e Formalize declined work tracking

e _Standardize post-service follow-up

o Align retention efforts with service marketing
Expected Impact:

e Improved lifetime customer value

e Higher return visit rate
e Incremental profit without new traffic

SWOT Analysis & Strategic Recommendations

SWOT Analysis
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Strengths (Internal)

e Experienced and capable service team
e Loyal customer base

e Strong foundational processes

e Positive service culture

e Awareness of key performance metrics

Weaknesses (Internal)

e Execution inconsistency across advisors

e Process reliance on individuals vs systems
e Limited daily performance cadence

e Underutilized existing technician capacity

Opportunities (External)

e Growing customer expectations for transparency and speed
e Increased retention through proactive follow-up

e Profit growth via HPRO and ELR optimization

o Capacity expansion without physical investment

Threats (External)

e Increasing competition from aftermarket service providers
e Technician recruitment and retention challenges

e OEM administrative complexity

e Rising customer sensitivity to service delays

Strategic Recommendations

To improve guest experience, remove barriers to growth, and unlock profit potential, the following
strategies are recommended:
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1. Reinforce Fundamental Execution

e Simplify core processes
e Establish non-negotiable execution standards
e Measure adherence daily

2. Shift Leadership from Reactive to Proactive

¢ Implement daily and weekly performance huddles
e Focus coaching on behaviors first, metrics second
o Create consistency through leadership rhythm

3. Align KPIs to Action

e Limit KPIs to those advisors directly control
e Tie metrics to specific daily behaviors
e Review performance consistently.and deliberately

4. Optimize Existing Capacity
¢ Improve workflow planning

e Reduce process friction
e Leverage current staffing more effectively

Conclusion

The Service Department is structurally sound, culturally stable, and well-positioned for growth.
Performance limitations are driven by execution discipline—not resources, talent, or traffic.

By reinforcing fundamentals, clarifying accountability, simplifying performance management, and
aligning leadership behavior with daily execution, the department can significantly improve guest
experience, increase operational efficiency, and generate sustainable profit growth.

When execution becomes consistent, performance becomes predictable—and the service
department becomes the dealership’s most reliable growth engine.



