Departmental Action Plan
Template

Student Name: Brian Guerrero
Class & Student Number:N322
Academy Week (Var IlI):Week 6 New Car

Current situation or challenge you want to address based on

the Jennifer Suzuki Outline: (must be quantifiable)

Being the Collision Center Director, | see our biggest area of opportunity in using Jennifer
Suzuki methods is in our “closing percentage”. We currently do a great job in getting
customer to our door, but have an opportunity to close more jobs by doing a better job in
following up on the estimates written, and setting up expectations for call backs.

In our estimating software (CCC1) were able to track our closing percentage by estimator
as to how many estimates they wrote and how many actually turned into jobs (closing
percentage).

We also have the technology that | can review the follow up phones to insure that we did
a terrific job in explain the “time saving” benefits of using O’Rielly and that were properly
asking for the opportunity to fix their vehicle.

Overall Objective and Specific Desired Results:

The goal would be to have each estimator closing at least 75% of estimates written.
Currently were at 54%:
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If we could have closed 75% as a team it would have generated $835,462 in
additional revenue or approxemently. 33 more vehicles each month.

Describe your action plan in detail (be specific and include

before and after measurements)
1. | need to be consistent in holding weekly meeting with every estimator that is
below the goal of 75% closing ratio. These meetings will be held every Thursday at
9:00amto 10am. We will go over every estimate that was not closed and either
contact the customer then or come up with a game plan on how to close that

customer. | will be also be offer coaching advise during the phone calls to make

sure that we 1. Making the proper intro 2. Selling the benefits of using O’Rielly 3.
Offering to handle all the details in order to make it a seamless repair process. 4.

Ask for the sale 5. Deliver on promises.

Scoreboard: Every week I'll be sending out the scoreboard of where every
estimator is at for the past 45 days. In order to get the motivation going will be
offering contest for the highest closer and for everyone over 75%. Prizes to be
offered

Once a month I'll review 2 phones with each estimator to identify areas of
opportunity where we could have applied some of Mrs. Suzuki methods.

Our estimator Paul Cassis pay plan will change to reflect his closing percentage.
This has already went into effect



Timeline:
Describe specific short term and long term checkpoints to monitor progress

Every week on Thursday will check the status of each estimator to see who's
hitting the goal of closing 75%. This will be reviewed at our monthly check in and
awards will be handed out at that time to recognize top performers. This plan will
be part of how we run our everyday business indefinitely.

Meeting with Stakeholders (dealership personnel)

Describe what behavior change is needed to support desired goal. Address
required coaching, training and/or consequences (PINO, Gain, Pain).
Include timelines / Accountability / Monitoring process

Who:Collision Director, estimators.

What: Hit goal of closing 75% of estimates written.

By When:Every month moving forward.

How:Thursday meetings, weekly status updates, review of phone
calls, monthly review and awards

cnoo

Dealer agreement:

If you need your sponsors support or approval to implement your plan, have it
signed off before you start. If you can proceed on your own, present this action
plan to your sponsor before next class. Describe the meeting:
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