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RBM of Atlanta

Dealership:

e Specific @ Measurable o Relevant 0 Time-bound

What is your current situation and challenge you will address?

We do not currently have a phone process in place. While some of our associates have great
phone skills others dont. | want to create and implement a consistent phone process and
training to enhance the experience prior to dealership arrival.

What is your goal? What do you want to achieve? From what metric? To what metric? By what date?
Example: “I will decrease my 5K run time from 30 minutes to 21 minutes by June 15.”

Create and implement a phone process and training for sales associates that will give
customers a consistent experience no matter who they speak with and will result in more
appointments and showroom traffic. This will start immediately and will be completed by
August 15 with a regular training schedule solidified for the future.

e How does this goal align with or support your dealer’s vision?
e What are the BENEFITS of achieving your goal? What are the CONSEQUENCES if you don’t?
e Why is this goal important to you?

The dealer wants to create the best possible customer experience from the initial contact
throughout the ownership of the vehicle. This aligns perfect with the increase of the overall
expereince. The benefits of achieving this goal will be a better more consistent customer
experience when they initially contact the dealership no matter who they speak with. It will
also make the customer feel more compelled to come visit the dealership resulting in more
appointments. If we dont achieve this goal we could miss out on potential buisiness due to
the lack of a consistent experience and not capturing proper customer information. It is
important to the continued growth of our business and differentiating our store from others in
our market area by providing a first class experience.
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What specific actions or steps will you take to accomplish your goal? What will you do differently or
improve? For each, be sure to include necessary resources, who is accountable, the measurable result,
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and dates.
START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE ’ ’
STEP RESOURCE(S) PERSONI(S) EXPECTED RESULT CHECKPOINT
DATES
Meet to create best practices sales managers |Creation of immetiately
phone process |5 step process In house trainer |consistent August 15
framework process for sales |completion

people to follow

Create training
schedule

phone process
training
framework
calendar

sales managers
trainer

Solid training
schedule to keep
things on track

Start August 15
monthly training
consistently into
the future

Implement the
process

Process in writing
training agenda

Sales managers
Trainer

Have sales
people start
using a universal
dealer processs

Start August 15
weekly follow up
monthly follow up

Goal setting with
sales associates

CRM, Good
tracking process

Sales Managers
Sales associates

Set goals for
tracking calls and
appointments

Start September
1. Weekly follow
up, Monthly goal
setting

Training Phone process |Trainer Continue the Monthly starting
CRM Sales Managers |training process |September not
Metrics and goal setting |stopping.
to keep on track
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How will you track your progress? What specific metric(s) will you track? At what intervals will you
check on the progress?

Our progress will initially be tracked based on using Car wars to individually listen to the calls
to coach our team on an individual basis. From there we will also use CRM to track how
many phone calls were received by each associate and how many of those were turned into
appointments. We will use those metrics as coaching opportunities to help our sales
associates stay on track with our new phone process. These Metrics will be tracked weekly
and will also be reviewed monthly as a total for the month.

Potential Obstacles? Potential Solutions?
lack of adoption by sales associates show them whats in it for them and
constantly train and follow up with them to
reinforce.
No management follow through Hold managers accountable for follow up an

also have them hold eachother accountable
with weekly goals and updates

not staying consistent with the ongoing create a schdule months in advance to
training ensure we stay on task

BOTTOM LINE! What is the financial impact (expressed in dollars) of achieving your goal?

The financial impact could be great. If we are able to start by increasing appointments by 30
per month and our closing ratio is 30% thats 9 additonal sales per month. Currently we
average $3200 gross on sold new/used cars so thats an additional $28800 of gross per
month which equates to an additional $345600 per year. The impact could be huge
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Once you’ve accomplished your goal, added or adjusted policies, procedures, and behaviors, now
what? How will you ensure you and your staff do not fall back into the previous habits that produced
poor results? Be specific.

The ongoing training on the phone process we implement is how we plan to continue to get
good results and provide the consistent experience we are looking for. We will have our in
house trainer creat a schedule that allows us to train once a month on what we expect and
our process. We will also continue to use Car wars as a way to train on an individual basis
throughout the rest of the time. Lastly we will continute to use the metrics mentioned above
weekly and monthly as a way to hold the sales people accountable and have them work on
increasing our goals of getting more people in the door and providing that excellent
experience.

Describe any planning or implementation meetings conducted as part of development of your plan.

The sales management team and the trainer will meet to discuss the best practices for
handling phone calls. They will also discuss the 5 steps that we will use as the framework for
our process. This will happen over several meetings. They will create a training schedule to
continue the learning process moving forward.

Once created the Sales Managers, Trainer, and the GM will meet with the sales associates to
discuss with them the plan and how we are going to implement it. At that time goals will also
be set so they know what the expectations are.

From there Sales managers and the trainer will meet with the sales associates to implement
the new phone process and begin the training. this will continue in both a group setting and
individually.

Sales managers will meet with sales associates weekly to discuss metrics and assist with
any challenges the associates might be struggling with in the new process.

Sponsor Signature:
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