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A message from the author:  
 
 
 
 

As our industry continues to evolve, there is one certainty: skilled service advisors with the right attitude, aptitude and 
ethics will always be in high demand. If we want these superstar advisors in our shops, we must either recruit the 
industry’s best, or we must take it upon ourselves to develop our own superstars through proper training and guidance. 
When a shop owner has an immediate need for a skilled advisor, time is typically of the essence, so developing their 
own is not always a viable option. Accordingly, they are forced to hire someone that has the experience and hopefully 
the personality traits they are looking for. When shop owners do have adequate staff, there are typically two reasons 
why they don’t take the steps to develop their own superstars. They either feel there is no immediate need and thus no 
reason to invest in the process, or they just don’t know how to go about it. I am pleased to report that by using the Elite 
Apprentice Program Guide in conjunction with this document, this is a problem you will never have to face.   
 
This Elite Career Development Guide for Service Advisors is the first comprehensive guide offered to the industry. In 
creating this guide, I utilized my personal experience in the industry as well as the discoveries we have made at Elite by 
researching the practices used by many of our top clients throughout America. In conclusion, this guide has been 
created to accomplish one simple goal: to help you better secure your future by ensuring you are able to develop your 
own superstar advisors for years to come.   
 
I would like to thank you for reading this message and for your trust in us. You have my promise that it is something 
that we at Elite will never take for granted. 

    
Bob Cooper, President, Elite Worldwide Inc. 

 
 

This entire document, all text, graphics, and defined systems and processes are copyrighted materials and may not be copied, duplicated, 
electronically captured, or electronically transmitted to a third party, in whole or in part, without the expressed, written permission of Elite 
Worldwide, Inc. Copyright 2020.  All rights reserved.  
 

(800) 204-3548. Outside the U.S, call (858) 756-3102 
Elite P.O. Box 9630 Rancho Santa Fe, CA 92067 
contact@EliteWorldwide.com  
www.EliteWorldwide.com  
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Introduction & General Use Instructions 
 
We know that with rare exception, the best advisors are the ones that we develop. The right candidates will have little 
to no bad work habits and will demonstrate the behavior of loyal and dedicated employees. This guide will walk you 
through each of the steps you will need to take to develop the superstar advisors that will take you and your shop right 
to the top.  
 
You will find this guide is broken into four sections, as each advisor will have different needs based on their individual 
experience and skill set. In addition, some employees may be in a position to advance faster than others, so it is up to 
you to select the appropriate action items and set the deadlines for each one. You will also find that we have addressed 
a number of different subjects and skills within each section that we feel are necessary to become a superstar advisor. 
Since each shop is unique, you may find you will need to add additional items to meet your particular needs. 
 
 

 
 

Elite Mission Statement 
 

“Elite’s mission is to use our team of the top experts in America to help automotive professionals reach 
their goals and live happier lives, while elevating the industry that we love so much. This mission will be 

accomplished without ever compromising our ethics, or the trust that is placed in us.” 
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Cultural & Personal Development Training 
 

1. Learn who you are and what you and your company stand for. 
• By (date): 

 

• In all cases, the first thing your advisor needs to learn and understand is who you are as a person, your 
company’s Mission Statement and your Guiding Principles. This is essential to them believing in you, your 
mission and your company. 

 

• Resources:  
1. A review of your personal and career history  
2. Copy of your company’s Mission Statement  
3. Copy of your company’s Guiding Principles 

 

• Requirements for completion:  
• Oral quiz - The advisor is to review all provided materials and demonstrate comprehension. For the ongoing 

reinforcement of your Mission Statement, it should be posted in as many places as reasonably possible. Your 
Guiding Principles should be reviewed on a periodic basis, not only with your advisor, but with your entire 
team. 

 
2. Know the key team members and customers.  

• By (date):   
 
 
 

• The advisor will need to know the history of your team members and the appropriate aspects of their 
personal lives. In addition, they will need to learn about your key accounts (fleet, corporate, etc.) and your 
A-list customers. Their familiarity will allow for smoother integration, better relationships, and a better 
experience for all parties.  

 

• Resources:  
1. Team bios 
2. List of accounts & A-list customers.  

 

• Requirements for completion:  
• TBD by management. 
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3. Complete the reading of Dale Carnegie’s How to Win Friends & Influence People  
• By (date):   

 

• It is highly recommended that this book be initially read in hard-copy form, rather than listened to in an 
audio format. Both comprehension and retention will be dramatically improved when such books are read 
in a quiet and uninterrupted environment. Once read, audio versions can then be used to reinforce what 
has been learned by the advisor. 

 

• Resources:  
1. Hardcover, paperback or online copy of the above publication 
2. Audio copy of the above publication 

 

• Requirements for completion:  
• Oral quiz - The advisor is to report all discoveries and key learning points to management and/or their mentor 

in a manner that demonstrates comprehension as well as completion of the book. 
 

4. Complete the reading of John Maxwell’s Ethics 101.  
• By (date):   

 
 
 
 

• As stated with the first reading above, it is highly recommended that this book, too, be initially read in 
hard-copy form, rather than listened to in an audio format. Once completed, audio versions can then be 
used to reinforce what has been learned by the advisor. 

 

• Resources:  
1. Hardcover, paperback or online copy of the above publication 
2. Audio copy of the above publication 

 

• Requirements for completion:  
• Oral quiz - The advisor is to report all discoveries and key learning points to management and/or their mentor 

in a manner that demonstrates comprehension as well as completion of the book. 
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5. Have a general understanding of how emotions affect decision making. 
• By (date):   

 
 

• Your customers have many things in common, one being that they are driven in part by their emotions, which 
may affect their decision making. Although logic does play a role in the decision-making process, the 
customer’s emotional state of mind is often even more influential and can lead to knee-jerk reactions and 
decisions. In many cases, first-time customers have recently had a bad experience with another service facility 
or are new to your community, so it is not uncommon for them to be quite anxious. A variety of other factors 
may cause hesitance in the customer’s mind as well, such as the price of a repair. For these reasons, the top 
advisors know their first responsibility will always be to help put the customer’s anxiety and hesitance to rest. 
One technique that top advisors use to accomplish this is to always assure the customer that they have their 
best interest in mind and that they care about their safety and well-being. They may do this by helping the 
customer see that they will be reducing the risk of a breakdown and/or saving money by performing the 
recommended services, hopefully giving the customer peace of mind knowing they’re dealing with trustworthy 
people.  

 

• Resources:  
1. Emotional Intelligence, by Daniel Goleman  
2. Elite management and sales training  

 

• Requirements for completion:   
• Oral quiz - The advisor is to read at least one book (recommended by management) that outlines the influence 

our emotions have on our decision making, and they are to then demonstrate their comprehension, as well as 
their ability to apply what they have learned. 
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6. Complete the reading of John Maxwell’s Attitude 101.  
• By (date):   

 
 
 

• It is highly recommended that this book be initially read in hard-copy form, rather than listened to in an 
audio format. Both comprehension and retention will be dramatically improved when such books are read 
in a quiet and uninterrupted environment. Once completed, audio versions can then be used to reinforce 
what has been learned by the advisor. 

 

• Resources:  
1. Hardcover, paperback or online copy of the above publication. 
2. Audio copy of the above publication.  

 

• Requirements for completion:  
• Oral quiz - The advisor is to report all discoveries and key learning points to management and/or their mentor, 

and in a manner that demonstrates comprehension as well as completion of the book. 

 
 
 
 
 
 

1. Ensure the advisor is engaged in ongoing career development. 
2. Look for opportunities for the advisor to grow within your company. 
3. Look for opportunities for the advisor to mentor others. 
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Sales Training 
 

1. Know the definition and requirements of an effective sale.  
• By (date):   

 

• There are two commonly used terms to define the sales process. One is a transactional sale, and the other is a 
relationship sale. Transactional sales are all about the product or service and the money paid. Examples of 
transactional sales would be an online purchase, buying fuel for your vehicle, or buying household cleaning 
items at a local retail store. A relationship sale is different in that it is centered around people doing business 
with people, not with companies. Examples would be an insurance policy bought through a local agent that 
comes to your home, or the neighborhood dentist you trust for your dental care. In our industry, we need to 
ensure we never allow any of our staff members to slip into the mindset of transactional sales, as this is 
counter to the ethics of running a first class and memorable service business. Although a sale can be defined in 
a number of ways, at Elite we believe the most fundamental description of a sale has nothing to do with 
economics. Instead, we view it as when someone, such as a customer, genuinely believes in what we believe. 
In selling auto repair and service, the financial component is nothing more than the result of a well-executed 
sale. Accordingly, every great advisor realizes that their primary goal should be to build their customer’s 
confidence in them, allowing the customer to then be open to their recommendations. For someone to buy 
from your advisor, three things must first take place:  

1. The customer must like your advisor. If they don’t like them, their emotions will stand in the way, and 
that will hinder, if not stop, the sale in its entirety. 

2. The customer must trust your advisor. In order to build the necessary trust, your advisor must be a 
good listener, build the necessary rapport, and present themselves as someone that has the 
customer’s best interest at heart. 

3. The customer must view your advisor as a credible expert. (see below definition) 
• Definition of a credible expert - Being a credible expert has little to do with a customer recognizing your 

advisor as an experienced or qualified technician. Rather, it has to do with the customer viewing the advisor as 
an expert in each of the below listed categories:  

1. Understanding people and the needs of others. 
2. Understanding the customer’s specific needs and concerns. 
3. Ensuring the customer’s vehicle is properly diagnosed. 
4. Providing the customer with viable options in servicing their vehicle. 
5. Ability to communicate with the customer regarding the discovered needs, the solutions, the features 

and benefits of the recommended solutions, the requirements for the repairs or services, the timelines 
and the competency of your staff. 

6. Being knowledgeable of any and all payment and financing options.  
7. Being knowledgeable of the options for alternative transportation. 
8. Providing the customer with relative progress updates. 
9. Ensuring the vehicle is finished by the promised time. 
10. Ensuring the customer’s needs and concerns are resolved. 
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11. Ensuring their vehicle is clean and ready for delivery. 
12. Understanding the process of dealing with any warranty claims or after-hour needs. 

 

• Resources:  
1. Written company policies and procedures 
2. Elite sales training  
3. In-shop mentors 

 

• Requirements for completion:  
• Oral quiz - The advisor is to pass an oral exam stating the below: 

1. The difference between a transactional and relationship sale  
2. The definition of a lasting sale 
3. The 3 things that must occur for someone to buy form us  
4. A general understanding of the requirements of being a credible expert advisor 
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2. Understand the primary responsibility of a sales professional.  
• By (date):   

 

• The primary responsibility of every salesperson is not only to facilitate the sales process, but more importantly, 
to help their customers make decisions.  In the auto repair industry, there is a long-standing belief that it is the 
responsibility of an advisor to simply advise a customer of their needs and the recommended services, and 
then allow the customer to make their decision. There is certainly truth to that statement, but what many 
advisors fail to realize is that it is difficult for most customers to make such decisions on their own, especially if 
the repairs are sudden, unexpected, or costly. This may cause customers to ultimately make the wrong 
decisions that often lead to breakdowns or additional expenses. Although we realize that most customers 
come to us because they don’t have the ability to diagnose or repair their vehicle themselves, we should never 
forget that many are also depending on us for guidance, our professional and personal opinions, and helping 
them make the right decisions. It is for these reasons the primary responsibility of every advisor is to help their 
customers throughout the entire process, including the decision-making component that they likely need help 
with most.  
 

• Along with knowing the definition of a sale and their responsibility to help your customers make necessary 
decisions, your advisor will need to sell from their heart. To do so they will need to believe in each of the 
below: 

• The recommended service really does need to be performed. 
• The recommended service is a good investment and it’s in the customer’s best interest.  
• The technician that will perform the service is well-qualified. 
• The parts that will be used are of good quality. 
• The service is a good value (what they receive in return for their investment). 
• You and your entire organization will stand behind the recommended services and repairs.   

 

• Resources:  
1. Your Mission Statement and Guiding Principles 
2. Elite sales training  

 

• Requirements for completion:  
• Oral quiz - The advisor should undergo an oral exam where they are asked the below: 

1. The primary responsibility of a salesperson 
2. What an advisor needs to believe in order to genuinely sell from the heart    
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3. Know and understand the 8 Steps of the Elite Sales Cycle.  
• By (date): 

 

• This requirement includes internalizing the Elite Sales Cycle, having a thorough understanding of each step, and 
the impact it will have on the sale. The advisor can best complete this task by recording their own dissertations 
of the Elite Cycle, and then reviewing for accuracy. 

 

• Resources:  
1. The Elite Sales Cycle (see below)  
2. Voice recorder  

 
 

   Elite Sales Cycle 
 

Step #1. Build Rapport 
All successful salespeople realize that in order to help people, they must understand the needs and concerns of 
their customer. In order for the customer to feel comfortable sharing this information, they must first feel 
comfortable with the sales professional. This is accomplished by building trust and confidence as quickly and 
effectively as possible. 
 

Step #2. Fact Find  
Sales professionals learn the needs and concerns of customers in the same way great physicians do: by asking 
questions and listening intently to what the customer says. 
 

Step #3. Identify the Need 
By asking the right questions, sales professionals are able to identify the customer’s needs. Needs are relative to 
vehicle repair and service, alternative transportation, etc. Customer concerns are the actual feelings the customer 
has about the disruption brought to their life, the possible cost of the repair or service, the amount of time they’ll 
be without their vehicle, etc.  
 

Step #4. Identify the Solutions 
Once the sales professional has identified the customer’s needs and concerns, they then identify solutions that are 
in the customer’s best interest. Much like a physician offering optional treatments, sales superstars will always look 
for ways to provide their customers with options as well.  
 

Step #5. Build Interest and Value 
This is where a sales professional clearly explains the benefits of their recommended services. After the 
explanation, the customer should desire the benefits of the service more than they desire the money required to 
receive those benefits.  
 

Step #6. Ask for the Sale  
Once they have built interest and value, the sales professional will always ask for the sale. They know in their heart 
their recommendations are in the best interest of the customer, so they have no hesitation in asking for the 
customer’s approval.  
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Step #7. Close the Sale 
If the customer has questions or concerns, the sales professional will address them in a professional and ethical 
way. This will put the customer at ease and allow them to feel comfortable moving forward. The true sales 
professional will then ask again for the sale.   
 

Step #8. Resell the Service 
After the customer has authorized the sale, the sales professional will always make a point to reaffirm the 
customer that they made a great decision. 
 
• Requirements for completion:  
• Oral quiz - Successfully complete an oral examination provided by management and/or the advisor’s mentor. 
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4. Know and understand the difference between a feature and a benefit.  
• by (date):  
 

• A feature is something that is unique about a product or service that makes it more attractive to the customer. 
For example, an ice dispenser on the door of a refrigerator is a feature. The benefit is that the dispenser allows 
the customer to save on their energy costs by not having to open the door to access the ice. In selling auto 
service, a feature may be a 3-year warranty you offer, and the benefit of this is the customer’s peace of mind 
knowing that if the repair fails within 3 years, there will be no additional cost to them. In most cases, 
customers are more interested in the benefits rather than the features of your services. For this reason, your 
advisors should always review the benefits of every recommended service and address those benefits during 
every sale presentation.   

 

• We strongly encourage you to have your advisor create a list of the most attractive benefits of common 
services and repairs you perform. For example, a list for maintenance services would include benefits such as 
protecting the vehicle manufacturer’s warranty, preventing costly breakdowns, maximizing vehicle 
performance and fuel economy, maximizing the resale value of the vehicle, protecting the environment, and 
the peace of mind knowing they have good, safe, and dependable transportation.  
 

• Resources:  
1. Elite sales training  
2. Benefit lists 
3. Voice recorder  

 
 

• Requirements for completion:  
• Oral quiz - Once a number of benefit lists have been created by your advisor, you should test them by having 

them recite the benefits of the different services to you from memory. These lists should then be kept available 
to the advisor, allowing them to quickly review the relative list prior to recommending any service or repair. 
You can also record any role-play sessions you have with your advisor and then review the recordings as 
necessary. 

 
5. Master basic telephone etiquette in role-play environments.  
• By (date): 

 

• As we all know, you only have one chance to make a first impression. The level of courtesy, professionalism, 
and empathy shown by your advisor over the phone will have a tremendous impact on the caller’s decision.  
Accordingly, your advisor will need to demonstrate the below skills in a consistent manner. This can be 
accomplished through role-plays that are recorded and then reviewed. 

 

1. Answering the phone promptly 
2. Smiling and properly introducing themselves  
3. Referencing the caller’s name 
4. Being a good listener 
5. Taking good notes and responding in a courteous and professional manner at all times 

 
• Resources:  

1. How to Win Friends & Influence People by Dale Carnegie 
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2. Elite phone skills training  
3. Notepad 
4. Voice recorder 
5. Role-play instructions provided by management and/or the mentor 

 
 
 

• Requirements for completion:  
• Oral Quiz - Successfully complete multiple oral examinations that have been recorded and provided by 

management and/or the advisor’s mentor. 
 
 

6. Begin handling inbound calls in a Receptionist/Service Advisor Assistant capacity.  
• By (date):  

 

• It is imperative that you begin with role-plays. Keep in mind that laws will vary from state to state and are 
subject to change at any given time, so you need to ensure you are in compliance when recording any calls or 
conversations. Handling inbound calls in a Receptionist/Assistant capacity does not include estimating, 
scheduling, or providing outside customers with services such as towing. Instead, they should learn how to 
properly execute the below:  

 Present themselves in a positive and helpful manner. 
 Listen and take good notes. 
 Answer the most basic questions about your shop. This would include your hours of 

operation, the types of vehicles you service, any financing that is available, the length and 
terms of your warranties, the history of your company, your website’s domain name and FB 
page. 

 Be able to manage caller requests to speak to the owner, a technician etc.  
 Know that any questions about the services provided, the pricing, scheduling, or third-party 

service providers are to be answered by a qualified staff member/advisor. 
 Know how to transfer calls to the appropriate staff member/advisor or take a message, 

allowing the staff member to return the call. 
 
 

• Resources:  
1. Elite phone skills training  
2. Voice recorder 
3. Role-play instructions provided by management and/or the mentor 

 
 

• Requirements for completion:  
• Oral quiz - Review of recordings and role-play exercises with management and/or mentor, ensuring 

competency and 100% customer satisfaction. 
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7. Master all telephone procedures.  
• By (date): 

 

• Your brand is created by your people and the experience they create for your customers. The investment 
required to generate leads is substantial, and sales is the lifeblood of all businesses. For these reasons, your 
advisor will need to master each of the below responsibilities: 

1. Having a comprehensive understanding of your company history, your staff, your Mission Statement 
and your culture, your services and their benefits 

2. Utilizing the Elite telephone procedure 
3. Handling price shoppers and difficult first-time callers in a professional way that leads to appointments 
4. Effective scheduling 
5. Managing multiple calls/lines at once 

 
 

•   Resources:  
1. Elite telephone procedure & Elite phone skills training  
2. Daily car count goals  
3. Voice recorder  

 
 

• Requirements for completion:  
• Oral quiz - Role-play exercises with management and/or mentors that demonstrate the competency to handle 

all the above responsibilities and ensure 100% customer satisfaction. In all cases, the advisor will be required 
to follow the 8 steps of the Elite Sales Cycle.  
 

8. Know how to perform customer follow-up calls, and the value of such calls.   
• By (date):  

 

• It is imperative that your advisor knows how to successfully complete customer follow-up calls, what can be 
learned from such calls, and how the results can impact the company as well as the advisor’s income. Not only 
will the advisor learn from the customers they call, but the calls will help the advisor be better prepared when 
calling customers with warranty claims or who may be dissatisfied in any manner. These calls need to be 
performed in role-play scenarios first, followed by the advisor calling your long-time customers where there is 
a lower risk of concern. 

 

• It is important that you hear the questions your advisor asks customers and the statements they make. 
Keeping in mind that all states have different laws pertaining to recording calls, the advisor can simply use a 
voice recorder that will pick up their side of the conversation if need be. 

 

• Resources:  
1. Customer care call script  
2. Voice recorder 
3. Role-play directions provided to the advisor by management and/or the mentor 

 

• Requirements for completion:  
• Oral quiz - Role-play exercises with management and review of the recordings to ensure comprehension and 

the ability to perform such calls. 
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9. Know and understand how to effectively manage web leads.  
• by (date):  

 

• With the assumption that the advisor will be responsible for managing web leads, they will need to have the 
knowledge and skills listed below:  

1. Basic, written communication skills (grammar and punctuation) for correspondence 
2. Timely responses for all web contacts 
3. Ability to respond to different requests  
4. If no phone number is provided, how to compose a compelling response that leads to a phone call 
5. The links, attachments, etc. that are to be considered when replying to the lead 

 

• Resources:  
1. Templated email replies 
2. Communication logs   

 

• Requirements for completion:  
• Successfully complete a written examination provided by management and/or the advisor’s mentor. 

 
10. Understand how to handle upset or unsatisfied customers.  
• By (date): 

 

• This includes handling both upset callers and upset customers at the shop.  In all cases, the advisor should 
attempt to isolate the customer (or the caller) if they’re able to do so in a professional manner that will not 
further upset the customer. The intent is to ensure others will not be influenced by any verbal exchange, and it 
will also provide the advisor with the liberty to have an open conversation with the customer.   

 

• If you have not yet created a written procedure for such occurrences, please consider the below as general 
guidelines: 
 

1. Allow the customer to speak and do not interrupt. They are often emotionally charged and just need 
to vent.  

2. Take the initial responsibility for the failure and when appropriate, ask them what they would like to 
see happen. In many cases the resolution they are looking for is far less than you would typically offer.  

3. If it’s a mechanical failure, let them know you will assign a competent tech to the vehicle immediately.  
4. Once the cause of any failure has been determined, explain it to the customer in detail. At that time, 

you will need to also let them know what has been done to resolve the problem. 
5. Once completed, either schedule them for a recheck, or plan on calling them to ensure the problem 

has been resolved.  
6. Follow through on #5. 
7. Apologize again for the failure and consider a token of appreciation that is not tied to them returning 

to your shop. Instead, it should be something such as movie tickets or a coffee shop gift card placed 
inside a thank you card, along with a written message of appreciation for their understanding. 

 

• Resources:  
1. Emotional Intelligence by Daniel Goleman 
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2. How to Win Friends & Influence People by Dale Carnegie  
3. Written company procedures  
4. Role-play provided with management and/or mentor  

  
 

• Requirements for completion:  
• Oral quiz - Role-play exercises with management that demonstrate comprehension and the ability to manage 

such callers and/or customers. 
 

11. Know and understand the Elite sales procedures for selling low-priced, single-point services and/or repairs. 
• By (date): 

 

• Examples of such services and repairs would be a basic oil service, a basic brake service, or the replacement of 
a battery or a radiator. Written sales procedures and role-play directions should be provided to the advisor. It 
will also be the advisor’s responsibility (in conjunction with any mentor) to create a list of the most noteworthy 
benefits for each single-point repair or service they will be recommending. Examples of such benefits would be 
as follows: 

1. Benefits of performing a brake service: 
 Quieter operation of the brakes 
 Increased responsiveness of the pedal 
 Save money and prevent costly breakdowns 
 Provide peace of mind knowing they will have good, safe, dependable transportation  

 
2. Secondly, the advisor will need to know the 4 steps in every sale: 

1. They must sell the customer on themselves as a competent and trusted professional. 
2. They must sell the customer on the competency and principles of the technician.  
3. They must sell the customer on their vehicle, allowing them to see the value in the 

investment. 
4. They must then sell the customer on the recommended services and repairs.   

 

• Resources:  
1. Elite Sales Cycle  
2. Elite sales training and written sales procedures 
3. Voice recorder 
4. Role-play provided with management and/or mentor 
5. Flow Charts  

 

• Requirements for completion:  
• Oral quiz - During the role-plays the advisor must sell the customer on the recommended service, following the 

Elite Sales Cycle and the 4 steps that are required in every sale. 
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12. Know how to overcome basic point of sale objections. 
• By (date): 

 

• Although there are countless sales objections, at Elite we have discovered some that are far more common 
than others. Although it will be the responsibility of management to determine which objections are the most 
common at your shop, below are ones you may want to consider: 

1. “It’s too much money.”  
2. “I can’t afford it.” 
3. “I can get it done at another shop for less.” 
4. “The car’s not worth fixing.” 
5. “Is that your best price?” 
6. “Are you going to charge me just to tell me what’s wrong with my car?” 
7. “If I authorize the repairs, will I get credit for the testing you performed?” 
8. “Can I bring my own parts?”  
9. ‘I’d like to think it over.” (Usually a stall or smokescreen for the real objection.) 
10. “I’d like to talk it over with ___ (spouse, etc.)” (Usually a stall or a smokescreen for the real objection.) 

 

• Resources:  
1. Elite sales training 
2. Voice recorder 
3. Role-play provided with management and/or mentor  

 

• Requirements for completion:  
• Oral quiz - Role-play exercises with management and/or the mentor that demonstrates comprehension and 

the ability to overcome basic sales objections, while ensuring 100% customer satisfaction at the same time.  
 

13. Be able to confidently sell single-point repairs (excluding scheduled maintenance services) that have low 
economic values.  

• By (date): 
 

• Initially, the advisor will sell single-point repairs that have low economic values. All of these sales must be to 
existing customers and should be recorded when possible in a manner that is in line with both federal and 
state laws. 

 

•   Resources:  
1. Elite Sales Cycle 
2. Benefit list 
3. Elite courses 
4. Voice recorder  

 
 

• Requirements for completion:  
• Oral quiz - Review of recordings with management and/or the mentor in order to demonstrate competency 

and 100% customer satisfaction. In all cases, the employee will be required to follow the 8 steps of the Elite 
Sales Cycle. 
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14. Be able to confidently sell vehicle maintenance/scheduled services.  
• By (date): 

 

• Initially the advisor is to sell these types of services to existing customers and when possible, the sales should 
be recorded in a manner that is in line with both federal and state laws. Once the advisor has demonstrated 
they have the proficiency, they will then sell the services to new customers as well. 

 

•   Resources:  
1. Elite Sales Cycle 
2. Benefit list 
3. Elite courses 
4. Voice recorder  

 

• Requirements for completion:  
Oral quiz - Review of recordings with management and/or the mentor in order to demonstrate competency 
and 100% customer satisfaction. In all cases, the employee will be required to follow the 8 steps of the Elite 
Sales Cycle. 

 
15. Know and understand how to overcome complex sales objections and work through smokescreens.  
• By (date): 
• The sales objections will need to be determined by management or the mentor, and the employee will be 

required to role-play these scenarios. When dealing with sales objections, we are often confronted with 
smokescreens, which are nothing more than a customer looking for a way to stop the sales process from 
progressing. The more common smokescreens are when customers say they would like to talk it over with a 
family member or think about it and then get back to us. Although there can be legitimacy in such cases, with 
new customers, more often than not it’s the customer simply looking to say something that will put you at 
ease and allow them to leave without making a decision. In most cases, there is something that is giving the 
customer pause, and without knowing what that concern is, the customer may leave with a misunderstanding 
that would be harmful to them and your company’s reputation. There are certainly ways to work through 
smokescreens, and your advisor will need to be very well trained in doing so. 
 

•   Resources:  
1. Written scripts for internalization  
2. Voice recorder  

   

• Requirements for completion: 
• Oral quiz - Role-play exercises with management and/or mentor that demonstrates the ability to overcome the 

named sales objections, while ensuring 100% customer satisfaction.  
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16. Know how to sell multiple repairs and services, including high dollar repairs such as engines and 

transmissions.  
• By (date): 

 

• Multiple repairs and services (often referred to as laundry lists) are sales that include a range of repairs or 
services at one time, as well as customer call-backs to discuss the need for additional repairs or services. 
Examples of multiple repairs would be a basic brake service plus a cooling system repair, motor mounts and 
scheduled maintenance.  In many cases, selling high dollar repairs such as engines and transmissions can 
require considerably more time and dialogue with the customer.  Written sales procedures, estimates and role-
play directions should be provided to the advisor. In all cases, all initial sales should be to existing customers 
that have a high level of trust and confidence in your company and your people. Once the advisor has 
demonstrated the ability to sell such repairs and services to your existing customers, they can then be given 
the opportunity to recommend such services to new customers. All such sales should be recorded in 
compliance with all state and federal laws. 

 

• In all laundry list scenarios, it is imperative for advisors to follow the sales cycle. In addition, advisors should 
begin their presentation by telling the customer they’d like to go over the technician’s report, and if okay with 
the customer, the advisor would then discuss the options and pricing at the end.  
 

• If the customer is unable to have all the services completed at that time, your advisor should help them 
prioritize using the list below: 
 

1. Any items that are relative to their personal safety (Brakes, tires, wipers, etc.) 
2. The initial problem with the vehicle 
3. The safety of others (brake lights, loose tail pipe that could fall off on the road, etc.). 
4. The safety and well-being of their vehicle (Vehicle maintenance)   
5. Cosmetic/comfort items (A.C., door dings, entertainment items, etc.) 

 

•   Resources:  
1. Elite Sales Cycle 
2. Benefit lists 
3. Elite sales courses 
4. Voice recorder  

 
 

• Requirements for completion:  
• Oral quiz - Review of recordings and role-play exercises with management and/or mentors that demonstrate 

competency and 100% customer satisfaction. In all cases, the employee will be required to follow the 8 steps 
of the Elite Sales Cycle. 
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17. Master sales skills.  
• By (date): 

 

• This includes mastering phone skills and selling all types of inspections, testing, repairs and services.   
 

•   Resources:  
1. The Elite master’s course 
2. Well qualified mentor  

 
 

• Requirements for completion:  
• Demonstrate sales and closing skills by reaching the assigned first-time caller conversion goals, the sales goals, 

and ensuring 100% customer satisfaction. 
 
 
 
 
 
 
 
 
 

1. Ensure the advisor is engaged in ongoing career development. 
2. Look for opportunities for the advisor to grow within your company. 
3. Look for opportunities for the advisor to mentor others. 
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Operational & Management Training 
 

1. Know and understand all company policies. 
• By (date): 

 

• The advisor must understand that policies are not procedures, and procedures are not policies. Policies are the 
rules and regulations that should be adhered to at all times for the safety and well-being of people, property, 
the community, the environment and your brand. Accordingly, the primary policy of your company should be 
that the advisor will follow all company policies and procedures at all times. At a minimum, the advisor must 
review and comprehend the below: 

1. All policies outlined in the employee handbook 
2. All safety policies  
3. First Aid and emergency response policies 
4. Sexual harassment policies 
5. Drug-free workplace programs and policies 
6. Security policies 
7. All relative federal, state, local and consumer laws  

 
 

• Resources:  
1. Company provided documents  
2. Copy of your Employee Review Agenda   
3. Information available through governmental organizations 
4. Information available through your insurance providers 
5. Information available through your equipment providers  

 

• Requirements for completion:  
• Oral Quiz - Successfully complete an oral examination provided by management and/or the advisor’s mentor. 

 
2. Know and understand all job-related company procedures.  
• By (date): 

 

• Unlike policies, procedures are the methods used to perform a job or accomplish a specific goal. The job-
related procedures that your advisor will need to follow will vary from shop to shop. The list below reflects 
examples of some of the most common procedures used in an auto repair shop. It should not be considered 
comprehensive or complete in any manner.  

 

1. Procedures for processing customers from the first initial contact through customer follow-up, while 
exceeding customer expectations at all times.  

2. Emergency, CPR & First Aid procedures 
3. How to properly use the company’s business management software: 

 Scheduling 
 Researching customer history 
 Researching recall notices/TSB’s   
 Issuing a repair order 
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 Making revisions  
 Saving estimates  

4. Dispatching and processing of vehicles and the integration of digital vehicle inspections 
5. Managing sales receipts (i.e. cash, checks, credit cards, open/fleet accounts, etc.) 
6. Procedures required for compliance with state and federal consumer agencies 
7. Procedures used when conducting road tests 
8. Procedures used for managing part acquisitions, cores, returns and warranty claims 
9. The use of outside/third party services such as towing and sublets, rental cars, loaner cars, shuttle 

services, ride sharing, technical support, etc. 
10. Pricing, discounts and exceptions  
11. Estimating repairs and services 
12. Charging sales tax 
13. The issuing of customer credits and/or refunds 
14. The handling of warranty claims 
15. The use of customer financing programs 
16. Review requests 
17. Managing inventory 
18. Time keeping (clocking in and out)  
19. Time keeping (tracking technician efficiency and productivity)  
20. Securing data  
21. Rainy day (low car count) procedures 
22. Procedures for operating with a power outage  

 

• Resources:  
1. Elite courses 
2. Elite videos, audios and business management tools 
3. Business Management software providers 
4. Third party service providers (i.e.; for timekeeping, digital vehicle inspections, etc.) 
5. Written company procedures 
6. Local fire department and hospitals 
7. Insurance companies 
8. State and federal agencies  

 
 

• Requirements for completion:  
• Oral Quiz - Successfully complete an oral examination provided by management and/or the advisor’s mentor. 
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3. Know and understand the job responsibilities of an advisor.  
• By (date): 

 

• This includes but is not limited to the following: 
1. Believing in the brand, the people, the services and the value in the pricing. 
2. Handling all contacts and customers in a professional and ethical manner that is in line with your 

Mission Statement and your Guiding Principles.  
3. Helping people through the customer experience/service process in a manner that will lead to the 

customers respecting the brand and having a deep-seeded belief in the need, value and urgency of any 
recommended repairs or services.   

4. Keeping the front office and restrooms clean, well-organized and properly supplied. 
5. Ensuring there are adequate refreshments for the customers. 
6. Ensuring there is access to any public Wi-Fi that is offered, as well as the appropriate reading 

literature. This should include current sporting/hobby magazines, entertainment magazines, etc. You 
should avoid any current event magazines, or any other materials that could bring unrest to the 
customers.  

7. Adhering to all procedures that are relative to opening and closing the shop, securing the property and 
all vehicles.   

8. Scheduling, dispatching and managing the workflow. 
9. Securing all receipts (cash, copies of financial transactions, etc.), the customer database and all 

customer-specific information.  
10. Managing the company expenses. 
11. Operating within any and all prescribed budgets. 
12. Reaching predetermined goals relative to the position. 
13. Managing all warranty claims and customer concerns. 
14. Protecting the brand and being a good, 24/7 brand ambassador. 
15. Participating in all team meetings. 
16. Participating in continuing education programs outlined by management.  

 

• Resources:  
1. Written job description  
2. Defined budgets 
3. Defined goals with deadlines and minimum levels of acceptable performance 
4. Team meetings  
5. Elite management courses and resources  
6. Employee(s) that are to serve as mentors/trainers  

 

• Requirements for completion:  
• Oral quiz - Successfully complete an oral examination provided by management and/or the advisor’s mentor. 
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4. Know and understand all job-related Key Performance Indicators and the primary influencers that control 
the outcomes. 

• By (date): 
 

• This requirement includes, but is not limited to a basic knowledge and understanding of: 
1. Sales counts   
2. Gross profit direct labor  
3. Gross profit parts  
4. Gross profit sublet  
5. Gross profit tires 
6. Gross profit overall 
7. Labor rate(s) 
8. Billable hours for each tech 
9. Effective labor rate 
10. Technician efficiency  
11. Technician productivity  
12. Total discovered services 
13. ARO (billable hours, parts, the mix & exclusions) 
14. Closing ratio for sales 
15. Closing ratio for first-time callers 
16. Comeback/warranty claims 
17. Customer Care/CSI scores  

 

• Resources:  
1. Elite courses and resources  
2. Business Management software 
3. Accounting software/reports  
4. Digital Vehicle Inspection reports  

 

• Requirements for completion:  
• Oral Quiz - Successfully complete an oral examination provided by management and/or the advisor’s mentor. 
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5. Understand the goals and minimum levels of acceptable performance of the position and how productivity 
will be monitored and measured.  

• By (date):  
 

• In all cases, the advisor will need to know what they are responsible for and how they will be held accountable. 
Furthermore, the advisor will need to know how their performance will be monitored, measured, recorded and 
evaluated. At a minimum, this should include the below categories: 

1. Car counts  
2. Sales  
3. Gross profit  
4. Closing ratio – % of total discovered services 
5. ARO/Billable hours each 
6. Closing ratio – % of first-time callers 
7. Customer care/CSI scores 

 

• Resources:  
1. Elite training  
2. Business management software 
3. Written company procedures that outline how performance will be monitored and measured 
4. A copy of your Employee Review Agenda 

 

• Requirements for completion:  
• Meet with expectations and requests of management and have a clear understanding of the specific goals, the 

rewards, and the consequences that are associated with specific failures.   
 
 

6. Know how to communicate a delay in services or the vehicle delivery.  
• by (date): 

 

• This includes explaining the inability to service or deliver the vehicle at the scheduled time and how to manage 
multiple delays with the same customer.   

 

• Resources:  
1. Written company procedures 
2. Management and/or mentor  

 

• Requirements for completion:  
• Successfully complete an examination provided by management and/or the advisor’s mentor. 
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7. Understand when and how to adjust pricing. 
• By (date): 

 

• There are many situations that may require a price adjustment, and an advisor should know how to use proper 
judgement to determine when this is appropriate. Price adjustments often take place to protect the 
relationship/goodwill with the customer. The advisor must understand when it’s appropriate to adjust the 
price, how to make the adjustment, and what the limitations or considerations are.  

 

• It is imperative that your advisor understands that when a price adjustment is made with the sole purpose of 
saving the sale, the cost may be far more detrimental than they intended. First of all, if the price is lowered 
without any other considerations, the customer may conclude they came dangerously close to overpaying. 
Secondly, if the customer does return, you can rest assured they will most likely ask for a discount again. These 
individuals will often attempt to lure advisors into a lower price by stating that if they receive a discount, they 
will refer their friends to your shop. However, if they do this, they will likely be telling those friends to ask for a 
discount as well, and those discounts come right off your bottom line. The answer? When the customer does 
not have the financial means to pay for the recommended services, your advisor should adjust the services 
rather than the price. This would include decisions such as not performing all of the services, reducing the 
warranty, or telling the customer that if they agree to leave the vehicle with you a certain amount of days or 
weeks, you can work on it during a slow time. The key takeaway for your advisor is to protect the profits of the 
company, as well as the integrity of your brand.     
 

• We realize there are times when a price adjustment is warranted for the purpose of customer satisfaction. In 
cases like this you may be in a position where you will need to discount the price, provide a complimentary 
rental car, etc. We also realize it’s easy for a person to give away someone else’s money, so rather than just 
underwriting such losses, you may want to consider a monthly customer care budget for advisors. First, 
determine a reasonable monthly budget for customer satisfaction, and then tell the advisor they can use that 
fund in any way they would like during the month for customer satisfaction purposes. Let them know that at 
the end of the month, they will receive a certain percentage of all remaining monies (to be determined). This 
way, it’s their money to lose each month. The results we have seen with our clients who have implemented 
this policy have been outstanding.  
 

•   Resources:  
1. Monthly customer care budget 
2. Flexibility in the point of sale software  
3. Elite courses  

 

• Requirements for completion:  
• Demonstrate to management and/or the mentor a full and comprehensive understanding of the policies and 

the ability to deal with price negotiators and goodwill situations. 
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8. Understand how to schedule, assign work and dispatch.  
• By (date): 

 

• This requirement includes the understanding of the company’s business management/estimating/scheduling 
software, an understanding of the strengths and availability of each technician, and an understanding of your 
part supplies as well as part availability. 

 

•   Resources:  
1. Business management system 
2. Digital Vehicle Inspection software 
3. Company policies & procedures 

 

• Requirements for completion:  
• TBD by management. 

 
9. As may be required, understand how to effectively manage employees and/or work in collaboration with 

specific individuals.  
• By (date): 

 

• Realizing there are internal customers (employees) as well as external customers, it is imperative that the 
employee realizes the importance of their team members, and how they are treated. Accordingly, this 
requirement comes into play with any advisor, especially if they are working closely with another advisor, 
office support personnel, a shop foreman, etc. Furthermore, it may include the responsibility of managing 
specific individuals or teams. Management will make the decisions as to what responsibilities fall under this 
heading.  

 

• Note - It is highly recommended that the below books are initially read in hard-copy form, rather than listened 
to in an audio format. Both comprehension and retention will be dramatically improved when such books are 
read in a quiet and uninterrupted environment. Once completed, audio versions can then be used to reinforce 
what has been learned by the advisor. 

 

• Resources:  
1. The One Minute Manager, by Ken Blanchard 
2. How to Win Friends & Influence People, by Dale Carnegie  
3. Elite courses 
4. Qualified mentor 

 

• Requirements for completion:  
• Oral quiz - The advisor is to report all discoveries and key learning points to management and/or their mentor, 

and in a manner that demonstrates comprehension as well as completion of the book. 
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10. Understand how to effectively handle customer/sales turnovers.  
• By (date): 

 

• This includes scenarios where another team member has started the sales process with a customer, yet they 
are unable to complete the process. This requires the advisor mastering the below steps: 

1. Performing a self-introduction and building rapport 
2. Explaining the reason for their intervention 
3. Explaining who (if not them) will be responsible for all future communications  
4. Validating the customers complaints and concerns 
5. Providing the service recommendation and closing the sale 
6. Advising team members accordingly  

 

•   Resources:  
1. A list of the above steps  

 

• Requirements for completion:  
• Oral quiz - Review with management and/or mentors in a way that demonstrates competency and 100% 

customer satisfaction. 
 

11. Convert to a pay plan that is performance based.  
• By (date): 

 

• As the advisor is developing, they should transition to a pay plan that is performance based. However, unlike a 
seasoned advisor, the performance of an apprentice or trainee should be evaluated based on their ability to 
develop and enhance their skills. Once they have been trained and have time to master their skills, they may 
then be more heavily rewarded for sales, gross profits and customer satisfaction, rather than just their ability 
to learn.  

  

• Requirements:  
• In order to be eligible for a pay plan that is performance based, the advisor must have successfully completed 

all of the requirements listed in this guide and maintained a CSI score of at least ___% for the past ___months. 
Furthermore, the advisor will be required to have a thorough understanding of how daily, weekly and monthly 
job-related goals for service advisors are tracked, recorded and reported. They will also be required to 
participate in ongoing, continued education as outlined by management, and continually provide constructive 
feedback on how company services and procedures can be improved. 

 
 
 
 
 
 

1. Ensure the advisor is engaged in ongoing career development. 
2. Look for opportunities for the advisor to grow within your company. 
3. Look for opportunities for the advisor to mentor others. 
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Technical Training 
 

1. Know the basics of automotive components, systems, technology and maintenance.  
• By (date):   

 

• The advisor should be provided with access to training materials that address the above listed categories. 
Furthermore, the advisor should spend a predetermined amount of time in the shop while being closely 
monitored for safety and comprehension.   

 

• Resources:  
1. Locals classes  
2. Online courses 
3. Subscriptions to industry publications  
4. Tradeshows 
5. Mentor 

 

• Requirements for completion:  
• Successfully complete all testing provided by management and/or the advisor’s mentor. 

 
 

2. Understand the basics of vehicle inspection services.  
• By (date):   

 

• The advisor will be provided with access to training materials that address both the vehicle inspection and 
documentation process. Furthermore, the employee is to spend a predetermined amount of time in the shop, 
while being closely monitored for safety.  This requirement is to include all forms of inspections, including but 
not limited to: 

1. Basic safety inspections 
2. Digital vehicle inspections 
3. Component and system inspections   
4. Comprehensive vehicle inspections  
5. Follow-up inspections 
6. State inspections  

 

• Resources:  
1. Access to all inspection forms (electronic and/or hard copy) 
2. Digital vehicle inspection service providers 
3. Subscriptions to industry publications  
4. State regulators  
5. Employee(s) that are to serve as mentors/trainers  

 

• Requirements for completion:  
• Successfully complete all testing provided by management and/or the advisor’s mentor. 
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3. Know and understand the most elementary basics of automotive testing and diagnostic procedures.  
• By (date):  

 

• The advisor should be provided with access to training materials that address all the above categories. Please 
note this module addresses no more than the most basic understanding of the testing and diagnostic process. 
Furthermore, the advisor is to spend a predetermined amount of time in the shop, while being closely 
monitored for safety and comprehension. 

 

• Resources:  
1. Equipment manufacturers  
2. Third party hotlines and outside diagnostic service providers 
3. Subscriptions to industry publications  
4. Peers and industry associates  
5. Forums  
6. Technical training classes 

 

• Requirements for completion:  
• Successfully complete all testing provided by management and/or the advisor’s mentor. 

 



Copyright Elite Worldwide Inc. 2020 all rights reserved. It is against the law to copy or distribute this document, or any component of this document, 
without the expressed, written permission of an Officer of Elite Worldwide Inc.  

 
 
 
 
 

 
 
  
  
  

 
4. Have an INTERMEDIATE understanding of automotive testing and diagnosis, as well as the sale of such 

testing or inspection services.  
• By (date): 

 
 

• At this point, the advisor has a basic understanding of testing and diagnosing, so it is now expected for them to 
develop an intermediate understanding, as well as master the abilities to sell such services. It will be the 
manager’s/mentor’s responsibility to ensure the advisor is familiar enough with these services to effectively 
sell them and answer the majority of the questions associated with each.    

 

• It is imperative that the advisor understands the difference between testing and diagnosing, especially when 
communicating with your customers. Testing is performing a service with the intent of gaining information. 
Diagnosing is the act of drawing conclusions based on all the information that is available, including the results 
of any testing. As an example, if you are not feeling well and go to the doctor, they may perform a blood test or 
a chest X-ray. Both of these are tests. Once the doctor has the results of those tests and they have considered 
your history, medications, and other factors, they will then provide you with their diagnosis. Although a doctor 
may charge you for the office visit and the tests that were performed, they do not charge for the diagnosis. It’s 
the same in our business. Your customers need to be aware that there is typically no charge for diagnosing 
their vehicle, but if any tests are required, there may be a cost associated with those services. It is for these 
reasons your advisor needs to know the type of information that is discovered through your testing services 
and the benefits associated with each. They must build interest and value in the customer’s mind when they 
are selling these services.  
 

• Resources:  
1. Equipment manufacturers  
2. Third party hotlines and outside diagnostic service providers 
3. Subscriptions to industry publications  
4. Peers and industry associates  
5. Forums  
6. Technical training classes 
7. Benefit lists for each of your more common testing services 

 

• Requirements for completion:  
• Successfully complete tests that will be assigned by management and or/mentors. 

 
 

 
 
 
 
 

1. Ensure the advisor is engaged in ongoing career development. 
2. Look for opportunities for the advisor to grow within your company. 
3. Look for opportunities for the advisor to mentor others. 

 


