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HOW TO USE THIS GUIDE

The Pro-Culture Console is a field-tested, 38-module operating system for dealership culture. It is built for
dealer principals, general managers, and department managers who are done with turnover, accountability
problems, and communication failures — and are ready to build a culture that actually holds.

Every module is written in the same four-layer format: Setup tells you how to build the system. Standard
defines what non-negotiable execution looks like once it is built. Audit tells you how to verify it is actually
being executed. Al Integration shows where technology is taking this process and how to get ahead of it
now.

The 8 phases are sequenced deliberately. Phase 1 starts at the door — before a bad hire gets in. Phases 2
through 7 build the operating system: expectations, daily communication, accountability, recognition, culture
health, and leadership standards. Phase 8 closes the loop with a clean offboarding process.

Do not implement all 38 modules at once. Start at Phase 1. Build that standard. Move to Phase 2. Depth
beats breadth every time in culture work.

8 38 4 1
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THE HIRE

HIRING STANDARDS

You do not fix a culture problem once it is inside the building. You stop it at the door. Every bad hire
costs you six months of drama, two good employees, and a customer you will never see again. This
phase gives you the filter — structured, repeatable, and enforced before the first offer letter is ever
signed.

5 MODULES IN THIS PHASE
30-Minute Culture Interview
Non-Negotiable Disqualifiers
90-Day Prove-It Window
Job Post That Filters Itself
Referral Standard



30-Minute Culture Interview

SETUP

Build a standardized 30-minute culture interview guide and distribute it to every hiring manager before they
conduct a single interview. The guide must include five required questions, a 1-to-5 scoring rubric for each, and a
mandatory debrief section that must be completed before the hiring manager discusses the candidate with
anyone else. Required questions include: Tell me about a time a coworker was not pulling their weight — what did
you do? When did you last disagree with your manager and how did you handle it? What does accountability
mean to you — give me a real example. What made you leave your last role — be honest. Describe the best
manager you ever had and what made them effective. Store completed scorecards in the candidate file
regardless of outcome. You will need them.

STANDARD

The culture interview is not optional for any candidate who progresses past the phone screen. It is not a
personality contest. It is a structured diagnostic designed to surface values, patterns, and dealbreakers before the
person sets foot on your floor. Every hiring manager conducts it the same way. Listen for ownership language
versus blame language. Listen for specifics versus vague generalities. A candidate who cannot give you a real
example does not have one. Score each question 1-to-5 before discussing the candidate with anyone. A score
below 3 on any single question is a flag. A score below 3 on two or more questions ends the candidacy
regardless of how charming the interview felt. Charm is not a culture score.

AUDIT

Monthly, the GM or HR pulls five random completed culture interview scorecards and reviews them for quality.
Are all five questions answered? Are the scores accompanied by written rationale or just numbers? Are the
debriefs completed before offer decisions? Track the percentage of scorecards that are fully completed versus
partially completed. Any hiring manager below 90 percent completion rate in a rolling 90-day period receives a
direct coaching conversation that week. If your scorecards are being completed after the offer is extended, you
have defeated the entire purpose of the tool.

Al INTEGRATION

Al-assisted structured interview platforms such as HireVue, Paradox, or Spark Hire can record candidate video
responses to your five standard questions and analyze vocal tone, sentiment consistency, and language pattern
for values alignment signals. These tools do not replace the human score — they supplement it by flagging
candidates whose verbal content scores high but whose behavioral signals are inconsistent. Use them as a
second opinion, not a gatekeeper. Configure the platform with your specific culture keywords — ownership,
accountability, follow-through — and review flagged candidates before advancing.



Non-Negotiable Disqualifiers

SETUP

Before opening any role, your leadership team must document and sign off on the non-negotiable disqualifier list
for that role category. This is not a general policy — it is a specific, written list agreed upon before the first resume
is reviewed. Standard dealership disqualifiers include: dishonesty at any stage of the process including the
application, a documented pattern of departure within 90 days at multiple employers, refusal to work required
schedule including Saturdays without prior written agreement, two or more negative direct-manager references,
and any substantiated conduct violation involving a customer or coworker at a previous employer. Post the list in
the hiring manager folder. Every person involved in the hiring decision reads it before the first interview.

STANDARD

A disqualifier is not a yellow flag. It is a stop sign. When a candidate hits one disqualifier, the conversation ends
— not after a committee discussion, not after checking with the GM, not after seeing how the rest of the interview
goes. The standard is binary: disqualifier present, candidate exits. The moment you make an exception because
the candidate was impressive in other areas, you have communicated to every hiring manager that the disqualifier
list is negotiable. Once it is negotiable, it is not a standard. It is a suggestion. Post the list. Train to it. Hold it
without exception or remove it from the process entirely.

AUDIT

Each quarter, review every hire made in the previous 90 days against the disqualifier checklist. Verify that no
disqualifier-present candidate was advanced. If one was, document the exception, identify who authorized it, and
hold a coaching conversation within five business days. Additionally, track whether any hire made in the past 90
days has already exited — voluntary or involuntary. Cross-reference exits against the disqualifier checklist.
Frequent early exits from candidates who cleared the list cleanly indicate a problem elsewhere in the process.
Exits from candidates who barely cleared the list indicate the list needs recalibration.

Al INTEGRATION

Background screening platforms like Checkr and Sterling now integrate Al-assisted employment history
verification that cross-references candidate-provided work history against payroll databases, state unemployment
records, and reference databases to surface tenure patterns and departure frequency automatically. Configure
the screening to flag any candidate with two or more tenures under 90 days in the past five years. This does not
disqualify automatically — it triggers a mandatory human review conversation before any advancement decision
is made. The Al surfaces the pattern. The hiring manager documents the explanation and the decision.



90-Day Prove-It Window

SETUP

Before a new hire starts, their direct manager prepares a written 90-Day Prove-It Plan that includes specific
expectations for Week 1, Week 2 through 4, and Days 30, 60, and 90. This plan is shared with the new hire on
Day 1 during the expectation briefing and signed by both parties. Week 1 covers orientation, tool access,
introductions, and role shadowing. Weeks 2-4 establish first assigned responsibilities with daily check-ins. Day 30,
60, and 90 are formal sit-down reviews using the benchmark card from Phase 2. The plan is stored in the
personnel file and referenced at each review milestone. If the manager does not have the plan ready on Day 1,
the onboarding has already failed.

STANDARD

The 90-day window is not a probation period that happens automatically and ends with a form. It is a structured
prove-it window where both parties know exactly what success looks like, feedback is delivered at three formal
checkpoints, and the outcome at Day 90 is a genuine decision — not a formality. At Day 90, the manager makes
one of two calls: full integration confirmed, or separation initiated. Vague continuation — where neither outcome is
declared and the employee floats into month four without clarity — is not acceptable. Both options are
professional. Only one outcome is appropriate at each checkpoint. The manager makes the call and documents it
in writing the same day.

AUDIT

HR or the GM reviews completion records for every 30, 60, and 90-day milestone review monthly. Track: what
percentage of reviews were conducted on time within five business days of the milestone? What percentage of
review forms were fully completed with written notes? How many Day 90 outcomes resulted in a documented
decision versus no recorded outcome? A manager with more than 20 percent late reviews in a rolling quarter is
not executing the window. A department with no Day 90 separations over 12 months despite normal hiring volume
either has a perfect hiring record or is not making the call.

Al INTEGRATION

HRIS platforms including Workday, BambooHR, and Rippling support automated milestone triggers that notify
both the manager and HR five days before each review date, generate the review form pre-populated with the
new hire's performance data from connected systems, and log completion status in real time. Configure the
system to escalate to the GM automatically if a review is not marked complete within three business days of the
milestone. The automation does not replace the conversation — it ensures the conversation happens on time and
that the documentation exists afterward.



Job Post That Filters ltself

SETUP

Rewrite every open-role job post using the self-filtering template: first paragraph describes the actual environment
— high-volume, fast-paced, customer-facing, Saturday hours required, metric-driven. Second paragraph lists the
three non-negotiable behaviors for this role. Third paragraph states compensation range and structure honestly.
Fourth paragraph describes what the first 90 days look like. Fifth paragraph includes a deliberate self-disqualifier
— a clear statement of who this role is not for. Remove all stock phrases including competitive pay, fast-paced
environment, and team player without context. Post the completed template through your ATS and review
applications for self-filtering effectiveness after the first 30 days. If you are still screening out 80 percent of
applicants at the phone screen, the post is not filtering enough up front.

STANDARD

The job post is not a marketing piece. Its job is to make wrong-fit candidates self-select out before they consume
your screening time. Every post must include exact hours including Saturdays, physical demands if applicable,
performance expectations in the first paragraph, and a direct statement of what kind of person thrives here and
what kind does not. A post that makes the role sound easier or more flexible than it actually is will fill your pipeline
with candidates who will not survive the 90-day window. That costs more than a slow pipeline. A hard post that
generates 20 good applicants beats a soft post that generates 200 unqualified ones every time.

AUDIT

After each filled role, calculate the application-to-interview ratio and the interview-to-offer ratio for that job post. A
healthy self-filtering post produces an application-to-interview ratio of 1-in-5 or better. If you are interviewing
1-in-20 applicants, the post is not filtering enough. Also track 90-day retention by post version. If you rewrote a
post and the next two hires from that post cleared the 90-day window while previous hires from the old post did
not, the rewrite is working. Build this into your hiring post-mortem review every quarter.

Al INTEGRATION

Al job description optimization tools including Textio, Ongig, and LinkedIn's native post analyzer can score your
draft post for language that attracts wrong-fit candidates and suggest replacements that improve specificity
without reducing reach. These tools also flag gendered language, vague performance claims, and compliance
issues before you publish. Run every new post draft through the tool before it goes live. The Al identifies the
patterns that experienced recruiters catch manually — at zero additional cost and in under two minutes.



Referral Standard

SETUP

Implement a structured referral program with three components: communication, incentive, and follow-through.
Communication: every open position is shared internally within 24 hours of posting, via a channel every employee
can see — group text, team app, or posted physically in the break room. Incentive: a referral bonus paid in two
installments — 50 percent at hire confirmed, 50 percent at the referred employee's 90-day mark. Minimum $300
total; $500 or more for roles that are chronically difficult to fill. Follow-through: every referring employee receives a
status update within five business days of their referral applying, and again when a hiring decision is made.
Silence kills referral programs faster than low bonuses.

STANDARD

Your best employees know people like them. The referral program turns that network into your most reliable hiring
pipeline — if you execute it consistently. Every referred candidate receives an interview within five business days
of applying, guaranteed. Not a courtesy screening — a real interview. The referring employee is never asked to
advocate for the candidate in the interview process. The referral gets them the interview. The interview process
evaluates them the same as anyone else. If your team is not referring anyone, they either do not believe the
bonus is worth it, do not believe the person they refer will be treated well, or do not trust that management will
follow through. Diagnose which of the three is true before spending money on job boards.

AUDIT

Track referral volume, conversion rate, and 90-day retention rate monthly. Referral volume: how many referrals
were submitted this month? Conversion rate: what percentage of referrals resulted in a hire? Retention rate: what
percentage of referral hires cleared the 90-day window? Compare referral retention to non-referral retention. If
referral hires retain at a higher rate — which they consistently do at high-functioning dealerships — document the
delta and use it to justify expanding the program. If referral volume is zero for a rolling 60 days, the program has
broken down. Find out why before the next open role.

Al INTEGRATION

ATS platforms including Greenhouse and Lever support automated referral portals where employees submit
referrals directly, track their referral status in real time, and receive automated payout notifications when
milestones are hit. These tools eliminate the manual tracking burden that kills most referral programs —
managers forgetting to log referrals, bonus payments getting lost in payroll, referring employees never hearing
back. Configure the portal with your two-installment payout schedule and connect it to payroll so bonuses process
automatically at the 1-day and 90-day marks without manager intervention.



THE STANDARD

EXPECTATION INFRASTRUCTURE

Accountability without standards is just punishment. You cannot hold people to expectations they were
never clearly given. This phase builds the infrastructure — every role, every benchmark, every floor —
S0 accountability has something to stand on. No one gets disciplined for missing a target they never
knew existed.

5 MODULES IN THIS PHASE
Role Standard Card
New Hire Expectation Briefing
30/60/90 Performance Benchmark
Performance Floor
Visibility Board



Role Standard Card

SETUP

For every position in the dealership, create a one-page Role Standard Card. Not a job description — a standard
card. The format is fixed: three non-negotiable behaviors, two performance minimums with specific numbers, one
customer interaction standard, and one peer interaction expectation. Print it, laminate it, and post it at the
workstation or include it in the personnel folder. Managers receive their card at onboarding and review it at
30/60/90. The card is updated annually when role requirements change. If you cannot summarize what good
looks like for a role in one page, you do not have a clear picture of what you are managing toward. Clarity is the
manager's responsibility, not the employee's.

STANDARD

Every manager must be able to recite the Role Standard Card for every position they directly manage — from
memory, without looking at the card. If your service manager cannot tell you the three non-negotiable behaviors
and two performance minimums for a service advisor without checking, the standard is not being managed to — it
is being stored. The card is reviewed with the employee at onboarding, at 30/60/90, and at the annual review. Any
time a performance conversation happens, the card is on the table. The card is the contract. Both parties agreed
to it. Both parties are accountable to it.

AUDIT

Quarterly, the GM or a department director pulls Role Standard Cards for five randomly selected positions and
asks the direct manager to describe the standard for each. Track whether managers can accurately describe the
three non-negotiable behaviors and two performance minimums without referencing the card. Score this as a
manager performance indicator — not a gotcha, but a genuine measure of whether standards are being actively
managed. Also verify that the cards are current — a card that has not been updated in 18 months for a role that
has evolved is not a standard. It is outdated documentation.

Al INTEGRATION

Performance management platforms including Lattice, 15Five, and Culture Amp allow you to build role standards
directly into the employee profile, auto-populate them into review templates, and surface them during
manager-employee check-ins as reference anchors. When a manager opens a performance conversation in the
system, the role standard appears alongside the employee's current metrics. The standard is always visible,
always current, and always tied to the actual performance data. This eliminates the gap between what is posted
on the wall and what is discussed in the meeting room.



New Hire Expectation Briefing

SETUP

Create a 30-minute Expectation Briefing script that every direct manager delivers verbally on Day 1 of a new
hire's employment — before the new hire does anything else. The script covers: attendance and punctuality
standard with specific consequences for first occurrence, communication expectations with the team and with
customers, how performance is measured and reviewed, what the first 30 days look like day by day, and how the
employee flags a problem without it escalating unnecessarily. At the end of the briefing, the manager asks the
new hire to summarize what they heard in their own words. The summary is documented. Both parties sign the
briefing record. Store it in the personnel file. It will matter later.

STANDARD

The Expectation Briefing is not a handbook hand-off. It is a live conversation in which a manager sits across from
a human being and walks through exactly what is expected — out loud, in detail, with room for questions.
Handing someone a binder and telling them to read it is not an expectation briefing. A manager who skips the
briefing because they are too busy on Day 1 has communicated, in the most powerful way possible, that
expectations are not a priority. The new hire will behave accordingly. This briefing does not take long. It takes 30
minutes. It prevents months of confusion, performance problems, and accountability conversations that would
have been unnecessary if the standard had been set clearly on Day 1.

AUDIT

HR or the GM verifies that a signed Expectation Briefing record exists in the personnel file for every employee
hired in the past 90 days. Track the completion rate as a management compliance metric. A manager at less than
100 percent is not delivering the briefing consistently. Cross-reference early performance issues with briefing
completion — employees who received the briefing and those who did not. Departments with consistently lower
early-tenure performance issues are the ones where managers deliver the briefing every time, on time, without
exception.

Al INTEGRATION

Digital onboarding platforms including Rippling, Workday, and BambooHR can deliver a structured pre-briefing
module to the new hire before Day 1 — covering logistics, system access, and basic policy — so the 30-minute
live briefing can focus entirely on culture, expectations, and the human relationship. Al-generated personalized
onboarding plans can sequence the briefing content based on the role and department and flag incomplete
acknowledgments to the manager automatically. The technology handles the administrative layer. The manager
owns the conversation.



30/60/90 Performance Benchmark

SETUP

For each role category in the dealership, define the specific performance benchmarks that must be met at each
milestone. Day 30: behavioral indicators — on time, engaged, learning tools, asking appropriate questions. Day
60: early performance indicators — minimum metric thresholds for the role beginning to be approached, no active
conduct flags. Day 90: full performance evaluation against the Role Standard Card — integration confirmed or exit
initiated. Create a standardized review form for each milestone with the benchmarks pre-populated. Train every
manager on how to conduct the review conversation, score it, and document the outcome. The form goes in the
personnel file regardless of outcome. Every review, for every hire, every time.

STANDARD

Three sit-downs. Three pre-set benchmarks. No surprises for either party. The manager does not approach Day
30 with feedback the employee is hearing for the first time. If something is wrong at Day 30, it was visible on Day
10 and should have been addressed with a coaching conversation then. The 30/60/90 framework structures the
formal evaluation — it does not replace the daily management that happens in between. The standard review
format: what is working, what needs to improve, what the benchmark is for the next period, agreed next steps.
Both parties sign. The goal is not to surprise anyone — it is to arrive at Day 90 with complete mutual clarity about
where the employee stands and what happens next.

AUDIT

Monthly, HR generates a report of all employees in their first 90 days and flags any who have a missed or
overdue milestone review. The target is 100 percent of reviews conducted within five business days of the
milestone date. Track completion rate, on-time rate, and Day 90 decision rate. A Day 90 decision rate below 70
percent means managers are documenting the review but not making the integration or separation call. That is
not a completed review — it is an incomplete process. Incomplete processes produce the unclear accountability
that this phase is designed to eliminate.

Al INTEGRATION

HRIS platforms can be configured to auto-generate benchmark review forms pre-populated with the employee's
role-specific benchmarks, send automated reminders to the manager 7 days and 3 days before each milestone,
and flag missed reviews to the department director after 48 hours of non-completion. Some platforms also pull live
performance data from connected DMS tools and populate the metric fields automatically, so the manager is
reviewing actual numbers rather than estimates. This removes the excuse that the data was not available in time
for the review.



Performance Floor

SETUP

For every revenue-generating and customer-facing role in the dealership, define the performance floor in writing
before you ever need to enforce it. For service advisors: minimum ROs written per month, minimum CSI score,
maximum comeback rate. For technicians: minimum flat-rate hours per week, maximum quality reject rate. For
parts counter: minimum daily average transaction count, fill rate standard. For sales: minimum units per month.
The floor is not the target — it is the minimum below which continued employment is not possible. It must be
specific, measurable, and communicated in writing to every employee in the role before the first performance
period begins. A floor defined after a problem emerges is a policy invented to fire someone. A floor defined in
advance is a standard.

STANDARD

A performance floor only functions if it is enforced consistently. The first time you allow an exception for a
long-tenured employee who is below the floor, you have communicated to every other employee that the floor is
negotiable based on tenure. That communication travels instantly and completely. When someone is below the
floor: one documented coaching conversation, a 30-day improvement window with a specific number to hit, a
follow-up review on day 30. If still below floor after the window, the next conversation is about separation — not
another window. A floor that resets indefinitely is not a floor. It is a participation ribbon.

AUDIT

Monthly, the department manager pulls the performance report for every role that has a defined floor and
identifies anyone currently below it. For each person below the floor, the manager documents: how long have
they been below? Has the first documented conversation happened? Is there an active 30-day improvement
window? What is the expected outcome at the end of the window? The GM reviews this document monthly. Any
person below the floor for more than 60 days without a documented improvement plan or separation decision is a
management failure, not an employee failure.

Al INTEGRATION

DMS reporting tools including Dealertrack, CDK, and Reynolds can be configured to generate automated weekly
performance alerts that flag any employee whose rolling 30-day metrics have crossed below the defined floor.
These alerts go to the direct manager and department director simultaneously. The notification includes the
metric, the floor, and the number of consecutive weeks below threshold. This eliminates the manual report-pulling
cycle and ensures managers are never in a position to claim they did not see the performance issue until it was
already severe.



Visibility Board

SETUP

Install a Visibility Board in each department — either a physical whiteboard or a department-facing digital display.
The board format: employee name or role, the one primary metric tracked for that role, current week's number,
and the standard. Color-code the status: green for at or above standard, yellow for within 10 percent below, red
for more than 10 percent below. Assign one person per department as the board owner responsible for updating it
every Monday morning before the huddle. The board must be visible to the full team during working hours. Not
posted in the manager's office — posted where the team works. Update what metric is tracked quarterly so the
board stays relevant to what the department is currently focused on improving.

STANDARD

The Visibility Board is not a shaming tool. It is an accountability mirror. Everyone can see where they stand —
which removes the discomfort and surprise from the performance conversation because the data is already
public. No one should ever be blindsided by their performance number in a review because they have been
looking at it every day on the board. The board also shows who is leading — and that public recognition matters
as much as the accountability pressure. Managers who post only the struggling performers and remove the
leaders from the board have converted an accountability tool into a punishment tool. Post everyone. Update it
consistently. Let it do its job.

AUDIT

Weekly, verify that the board is updated, accurate, and visible. Once per month, the GM walks each department
and checks three things: is the board current as of this week? Are the metrics on the board the most relevant
ones for this department's current focus? Ask two front-line employees to tell you what their number is and what
the standard is. If they can answer without looking at the board, the board is working. If they cannot tell you what
their own metric is, the board is decorative.

Al INTEGRATION

Digital performance display tools including DealerSocket performance dashboards, Salesforce Einstein, and
department-specific KPI platforms can update the Visibility Board in real time, pulling directly from DMS data
without manual entry. A board that updates automatically every morning with fresh data is always current, always
accurate, and removes the board-owner update burden entirely. Configure the display to include a rolling 4-week
trend line next to each employee's current number so the board shows trajectory, not just a snapshot. Trending up
from red to yellow is different from trending down from green to yellow. The trend tells the story.



THE MORNING

DAILY COMMUNICATION SYSTEMS

Most dealership breakdowns are not failures of skill — they are failures of communication. Information
does not move, priorities are not shared, and problems fester until they are expensive. This phase
builds the daily operating rhythm that prevents all of it. Eight minutes in the morning prevents eight
hours of chaos in the afternoon.

5 MODULES IN THIS PHASE
8-Minute Huddle
Daily Priority Sheet
Cross-Department Communication Protocol
Problem-to-Manager Escalation Standard
End-of-Day Handoff



8-Minute Huddle

SETUP

Schedule a mandatory 8-minute standing huddle at the start of each shift for every department. Standing only. No
phones. No laptops. The huddle has a fixed agenda card posted at the huddle location: yesterday's number
versus the target, today's one priority, one thing the manager needs the team to know, one thing the team needs
the manager to know. The manager facilitates. A timer runs. At 8 minutes the huddle ends regardless of whether
all items are covered — anything that takes longer than 8 minutes is a separate conversation, not a huddle topic.
Train every manager to facilitate, not lecture. The huddle is a two-way exchange, not a morning announcement.

STANDARD

The huddle happens every shift, every day, without exception. It is not cancelled because it is busy — busy is
exactly when it is most needed. A manager who skips the huddle because there is too much to do has confused
the symptom with the cure. The huddle is the fastest way to align a team before the chaos starts. Eight minutes of
alignment prevents 45 minutes of reactive management. If huddles are consistently running past 8 minutes, the
manager is using the huddle as a meeting. Separate the two. Protect the 8-minute boundary. The format only
works if the time discipline holds.

AUDIT

Once per month, the GM or department director attends an unannounced huddle in each department. Observe:
did it start on time? Did it end within 8 minutes? Did the manager cover all four agenda items? Was it a two-way
exchange or a one-way lecture? Score each observation on a 1-5 scale and provide written feedback to the
manager by end of day. Track scores over time. A manager consistently below 3 on the two-way exchange item is
running announcements, not huddles. Coach specifically on that behavior before the next observation.

Al INTEGRATION

Digital huddle facilitation tools including Range, Standup.ly, and Geekbot can generate a daily pre-huddle briefing
document delivered to the manager's phone at 7:45 AM — pulling yesterday's key metrics from the DMS, flagging
any customer escalations from the previous afternoon, and summarizing the day's appointment volume. The
manager walks into the huddle with all four agenda items pre-loaded. The Al handles the data aggregation. The
manager handles the conversation. A manager who walks in prepared runs a better huddle than one who is
checking the DMS while the team waits.



Daily Priority Sheet

SETUP

Require every manager to write their three priorities for the day before the shift starts — not during the huddle,
before it. Provide a simple one-page format: Priority 1 (must complete today), Priority 2 (should complete today),
Priority 3 (complete if time allows). One sentence each. No bullet sub-lists. The sheet is shared with their direct
team at the huddle and posted in a visible location. At end of shift, the manager checks off what was completed
and notes what carried over and why. The carry-over note is as important as the completion check — it creates
the data for a weekly pattern review. Managers who consistently have Priority 1 carrying over have a scoping
problem or an interruption problem. Both are solvable.

STANDARD

The Daily Priority Sheet is a discipline, not a form. Its purpose is to force the manager to decide what matters
today before the day decides for them. A manager who starts the shift without three clear priorities will end the
shift having reacted to everything and advanced nothing. Teams that know the day's priorities before the day
begins make better decisions under pressure because they know what the manager will prioritize when tradeoffs
have to be made. The sheet is shared — not kept in the manager's head. A priority that only exists in one
person's head is not a team priority. It is a personal task.

AUDIT

Weekly, the GM reviews the completed Priority Sheets from every department manager for the previous five days.
Check: are the priorities specific and measurable or vague? Are Priority 1 items consistently completing or
consistently carrying over? Is there a pattern of the same carry-over items appearing week after week? A
manager with the same Priority 1 carrying over for more than three consecutive days has either set an unrealistic
priority or is not protecting time to complete it. The weekly review identifies the pattern. The coaching
conversation addresses the cause.

Al INTEGRATION

Al scheduling and task management platforms including Motion, Reclaim.ai, and Monday.com can analyze the
manager's calendar and pending task list each morning and suggest the three optimal priorities for the day based
on deadline proximity, department metric gaps, and carry-over frequency. The suggestion is a starting point — the
manager confirms, adjusts, and posts the final sheet. The Al surfaces what the data says is most urgent. The
manager applies judgment about what is most important. The distinction between urgent and important is where
management skill lives.



Cross-Department Communication Protocol

SETUP

Map every department pair that interacts daily: Service and Parts, Sales and Finance, Service and Service Drive,
New Car and Used Car. For each pair, define one named daily touchpoint: who initiates it, what format it takes
(5-minute call, shared message channel, walk-and-talk), what information is exchanged, and what constitutes a
successful handoff. Document the protocol in writing, name the owners on both sides, and post it in each
department's manager folder. The protocol does not require a technology solution — a 5-minute daily call
between the parts manager and service manager is sufficient if it happens every day without fail. Start with your
highest-friction department pair and solve that one first.

STANDARD

Cross-department friction is almost always a communication problem wearing a personality problem's clothes.
Parts and Service are not fundamentally opposed — they are misaligned because information does not move
between them until it becomes a customer complaint. The protocol exists to move that information before it
escalates. The daily touchpoint between Parts and Service covers fill rate issues and ETAs for open ROs. The
touchpoint between Sales and Finance covers deal count and morning pace. When a touchpoint is missed, it is a
manager issue — not a team issue. The manager owns the handoff. The handoff is part of the job.

AUDIT

Monthly, each department manager documents the number of touchpoints completed versus the number of
scheduled touchpoints. Target is 95 percent completion. Departments that miss more than 20 percent of their
touchpoints will predictably produce more customer escalations originating from cross-department gaps. Track
customer complaints by origin department pair monthly. When a complaint traces back to a communication gap
between two departments, verify whether the touchpoint was completed that day. The correlation is rarely
ambiguous.

Al INTEGRATION

Shared communication platforms including Slack, Microsoft Teams, and DealerSocket's internal messaging tools
can be configured with dedicated cross-department channels where the daily touchpoint is documented in writing
as a brief status post — eliminating the need to schedule a call and creating a searchable record of every handoff.
Al-assisted message summarization tools can generate a daily digest of cross-department communication gaps
and flag channels where the touchpoint post has not appeared by 9 AM. The flagging goes to the department
directors, not the team. The accountability stays at the manager level.



Problem-to-Manager Escalation Standard

SETUP

Create and post a one-page Escalation Decision Tree for every department. The tree has three branches: Handle
it yourself — if the problem affects only you and can be resolved within your shift without impacting a customer or
teammate. Bring it to your manager within the hour — if the problem involves a customer, another department, a
deadline, or an amount above your authority level. Escalate immediately — safety issue, formal complaint,
conduct concern, or any dollar amount above your authority. Post the tree at every workstation, cover it in
onboarding, and review it at team huddles when an escalation pattern is identified. The decision tree eliminates
the gray area that causes either under-escalation or constant manager interruption.

STANDARD

Under-escalation and over-escalation are both expensive. A team that handles everything themselves until
problems blow up is a team with no escalation standard. A team that brings everything to the manager is a team
with no decision-making authority and a manager who cannot execute their own work. The Escalation Standard
gives every employee a clear answer to the question "should | handle this or bring it up?" without requiring a
judgment call every time. When someone escalates late, address the timing specifically — not just the issue. "You
should have told me about this six hours ago" is a coaching moment, not a crisis if the standard exists. It is a
crisis if the standard does not.

AUDIT

Weekly, track the number of customer escalations that originated with a problem the team had knowledge of and
did not escalate within the standard timeframe. This is your late-escalation rate. Also track over-escalation —
instances where a manager was pulled in for a problem the employee was authorized and capable of resolving.
Both metrics identify training failures. A late-escalation rate above 15 percent means either the standard is not
known or the team does not trust that escalating is safe. An over-escalation rate above 25 percent means the
manager has not built the team's decision-making confidence.

Al INTEGRATION

Customer-facing platforms including DMS customer communication tools and service texting platforms can be
configured with Al-assisted escalation triggers — automatically flagging any customer interaction that contains
escalation language (complaint, refund, unacceptable, escalate, manager) and routing the alert to the direct
manager within 60 seconds. This eliminates the human delay in recognizing that a situation has crossed the
escalation threshold. The Al flags it. The manager acts. The team still owns the initial response, but the manager
is in the loop before the situation compounds.



End-of-Day Handoff

SETUP

Implement a mandatory End-of-Day Handoff for every department with multiple shifts or daily carry-over
responsibilities. The handoff format is either a 3-minute verbal exchange documented in writing, or a written
handoff note posted in the department's shared channel before the closing manager leaves. Required handoff
items: open customer issues and their status, any part or RO not completed as promised, anything that was
committed to a customer and has not been delivered, any personnel issue that arose during the shift, and
next-shift priorities from today's observations. The opening manager reviews the handoff before starting the shift.
If there is no handoff note when you arrive, assume nothing is handled and act accordingly.

STANDARD

Nothing falls through the crack between shifts. The End-of-Day Handoff is the last act of every manager's shift. It
is not optional on busy days. It is especially critical on busy days — those are the days with the most carry-over
issues. A missed handoff is a broken promise to a customer who does not yet know they have been let down.
They will find out tomorrow morning, when the opening manager has no context. The handoff protects the
customer, the incoming manager, and the department's CSI score. It takes 3 minutes. The cost of skipping it is
always higher than 3 minutes.

AUDIT

Weekly, the GM reviews handoff completion rates for each department. Every missed handoff is documented as a
process failure. Track: what percentage of shifts produced a completed handoff note? Were handoffs completed
on time before the closing manager left? Cross-reference customer complaints received in the first two hours of
the morning shift — the majority should trace to situations that were either not in the handoff or were in the
handoff but not actioned by the opening manager. Both scenarios are coaching opportunities. The handoff audit
creates the data that turns anecdote into fact.

Al INTEGRATION

Communication platforms including Slack and Microsoft Teams can be configured to require a handoff post in the
department channel before the closing manager's status is set to away. If the post does not appear by the end of
scheduled shift, an automated reminder goes to the manager and a notification goes to the opening manager
flagging that no handoff was received. Al-generated handoff templates can pull open ROs, pending customer
communications, and incomplete tasks from the DMS automatically, giving the manager a pre-populated
document to review, edit, and post rather than creating the handoff from memory at the end of an exhausting shift.



THE ACCOUNTABILITY LOOP

ACCOUNTABILITY SYSTEMS

Accountability is not punishment. It is the system by which you keep your commitments to your team —
including the commitment to not let underperformance slide. This phase gives you the complete loop
from first conversation to final decision, with every step documented, every timeline respected, and
every person treated with the dignity the process is designed to protect.

5 MODULES IN THIS PHASE

First Conversation Standard
Written Warning Protocol
Performance Improvement Plan
Final Decision Framework
Documentation Trail



First Conversation Standard

SETUP

Train every manager on the First Conversation Standard before they have their first accountability conversation.
The format is: private setting, one specific behavior or performance issue, the impact of that behavior on the team
or customer or department, a genuine question before any conclusion. The opening: "l want to talk about [specific
behavior] because [specific impact]. Help me understand what's going on." Then the manager listens before
responding. Provide a one-page coaching conversation guide that managers keep in their management folder.
Practice the conversation format in manager development sessions before it is needed in real situations. A
manager who has never rehearsed the format will default to either avoidance or aggression when the moment
arrives.

STANDARD

The first accountability conversation is the most important one and most managers blow it by either waiting too
long or handling it wrong. Do not wait. If something is worth addressing, address it within 48 hours of the incident.
Do not generalize: "your attitude has been off lately" is not a first conversation — it is a complaint. Bring one
specific incident. Do not lecture: the purpose of the first conversation is to correct and understand, not to make a
point. Do not bring in past issues: handle one thing at a time. Do not hold the conversation in front of others.
Document the conversation with date, issue, agreed next step, and the employee's response. This documentation
protects both parties.

AUDIT

Monthly, the department director reviews the accountability conversation logs for each of their managers. Assess:
is the manager having first conversations within 48 hours of identifying an issue? Are the issues described
specifically or vaguely? Is there documentation for every conversation? Are conversations being held in private?
A manager with no accountability conversation logs over a 60-day period either has a perfect team or is avoiding
difficult conversations. Statistically, perfect teams do not exist in automotive retail. Identify the avoidance pattern
and coach it directly.

Al INTEGRATION

Conversation coaching tools including Gong.io, Chorus, and Al-enhanced performance management platforms
can generate accountability conversation prep documents based on the employee's recent performance data —
identifying the specific incidents, the relevant standards, and the suggested framing for the first conversation. The
manager reviews and approves the prep document before the meeting. After the conversation, the Al-assisted
documentation tool generates a structured record that the manager edits and both parties sign electronically. The
Al prepares and documents. The manager leads the conversation.



Written Warning Protocol

SETUP

Create a standardized Written Warning template with five required fields: date, employee name and role, specific
incident or pattern with dates and examples, the standard being violated with reference to the Role Standard Card
or policy document, what improvement is required in specific measurable terms, the timeframe for improvement,
and the documented consequence if improvement does not occur by the stated date. The warning is signed by
the manager, department director, and employee. If the employee refuses to sign, a witness countersigns noting
the refusal. The original goes to the personnel file. A copy goes to the employee. A copy goes to HR. The
follow-up review date is built into the warning document itself.

STANDARD

A written warning is not a formality. It is a legal document and a management commitment. The warning commits
the company to the improvement window and the consequence. It commits the employee to the specific
improvement. Both commitments must be honored. A warning without a defined consequence is a suggestion. A
warning without a follow-up review on the stated date is theater. A warning issued out of frustration rather than
documented pattern is a liability. Issue warnings deliberately, document them precisely, follow up on the stated
date without exception. The warning is only as strong as the follow-through that comes after it.

AUDIT

HR reviews all written warnings issued in the previous 90 days quarterly. For each warning, verify: were all five
required fields completed? Was the warning issued within a reasonable timeframe of the triggering incident or
pattern? Was the follow-up review conducted on the stated date? Was the outcome of the follow-up documented?
Were all three signatures obtained? Warnings with missing fields or unsigned follow-ups create legal exposure.
Identify managers whose warnings are consistently incomplete and provide targeted documentation training
before the next warning is issued.

Al INTEGRATION

HR compliance platforms including Rippling, Gusto, and Bamboo HR include Al-assisted document generation
tools that populate the written warning template from structured inputs, flag missing required fields before the
document is finalized, and automatically schedule the follow-up review in both the manager's and employee's
calendar. E-signature integration collects all required signatures digitally with timestamped audit trails. The
document is stored automatically in the employee's digital personnel file. The Al handles the compliance
scaffolding. The manager handles the judgment and the conversation.



Performance Improvement Plan

SETUP

A PIP is deployed only when the manager genuinely believes improvement is possible and the performance gap
is specific and measurable. Create a standardized PIP template with: clear performance gaps described with
specific metrics and examples, the specific numbers or behaviors required to exit the PIP successfully, a weekly
check-in schedule with the direct manager, any resources or support being provided, specific milestone targets at
2 weeks and 4 weeks, and the outcome if milestones are not met. The PIP is co-signed by manager, director, HR,
and employee before it begins. The start date and end date are explicit. A PIP without a specific end date is not a
PIP — it is indefinite probation, which is neither fair nor legally defensible.

STANDARD

A PIP that is not tracked weekly is not a PIP. It is a document filed to delay a separation decision. If the PIP is
genuine, the weekly check-in happens every week, on time, documented every time. If improvement is
happening, document it positively — in writing, the same day. If it is not happening, document the gap specifically
and update the employee on their current status without ambiguity. At the end of the PIP window, the outcome is
binary: the employee met the milestones, or they did not. If they met the milestones, remove the PIP status and
acknowledge the improvement in writing. If they did not, proceed to separation as stated. Do not extend the PIP.
Extending it erodes your credibility and the employee's trust in the process.

AUDIT

HR reviews all active PIPs monthly. For each active PIP, verify: have all weekly check-ins been conducted and
documented? Are milestone outcomes being recorded accurately? Is the manager providing the support
resources listed in the PIP or only tracking the performance gap? PIPs where the support element is ignored and
only the accountability element is documented are not genuine improvement efforts — they are documentation
trails for separation. HR flags these to the department director. The organization has an obligation to actually
attempt the improvement it documents. If the improvement was never the intention, the PIP should not have been
issued.

Al INTEGRATION

Performance management Al tools including Lattice and Betterworks can generate PIP progress dashboards that
update in real time as weekly check-ins are logged, milestone data is entered from connected systems, and
outcome notes are documented. The manager, director, and HR can all view the same live document. When a
milestone is missed, the system flags it immediately to all parties. When the final milestone date approaches, an
automated reminder triggers the outcome decision process. The Al keeps the timeline honest. The manager
makes the judgment calls.



Final Decision Framework

SETUP

Create a Final Decision Checklist that every manager completes before initiating a separation. The checklist
includes: documentation trail confirmed complete — first conversation record, written warning if applicable, PIP if
applicable, all with dates and signatures. HR or legal review completed if any of the following apply: protected
class, FMLA or leave status, workers compensation claim, tenure above 5 years. Severance and benefits
continuation obligations calculated. Meeting logistics confirmed — private room, witness present, day and time
chosen deliberately. Final pay and property return process confirmed with HR and payroll. The checklist is signhed
by the manager, director, and HR before the separation conversation happens.

STANDARD

When separation becomes necessary, the conversation takes 5 minutes maximum. State the decision clearly in
the first sentence. State the effective date. Cover the logistics — final pay timing, return of property, benefits
continuation if applicable. Do not debate the decision. Do not justify it at length. Do not apologize repeatedly. The
decision is the decision. The conversation is not the place to process it. Treat the person with complete dignity —
how you handle the exit is visible to everyone still in the building, and it sets the standard for how every difficult
moment in your culture is managed. Professional, clear, humane, brief.

AUDIT

HR reviews the Final Decision Checklist for every separation, every time. No separation proceeds without a
completed checklist. Verify that no separation occurred without the required HR review for protected class or
leave status. Track time-to-decision from the point of the first documented accountability conversation —
departments where this time is consistently over 90 days have managers who are avoiding the decision long after
the documentation makes the outcome clear. That avoidance is expensive: it costs the department performance,
it costs the team morale, and it costs the company legal risk the longer it continues.

Al INTEGRATION

HR compliance platforms can run an automated pre-separation compliance check when a manager initiates the
separation workflow — verifying active FMLA, workers comp, or ADA accommodation status and flagging any
open protected class concerns before the checklist is approved. This takes under 60 seconds and runs
automatically every time, eliminating the human error of managers forgetting to check leave status before
initiating a separation. The flag does not stop the process — it routes the case to HR for review before the
conversation happens.



Documentation Trail

SETUP

Establish a documentation protocol that every manager follows from the first day an employee starts. Every
accountability conversation is documented the same day: date, the specific issue discussed, the employee's
response, and the agreed next step with a deadline. Every commendation is also documented — the same field,
the same day. Documentation lives in the employee's digital personnel file accessible only to authorized
managers and HR. Managers are trained that if it is not written down within 24 hours, it effectively did not happen
from a legal and management standpoint. Verbal recollections are not documentation. Memory is not
documentation. The written record is.

STANDARD

The documentation trail is the foundation of every difficult decision you will ever make as a manager. It protects
the company legally. It protects the employee by ensuring they had fair warning and opportunity. It protects the
manager by creating a clear record that the process was followed correctly. Document in real time — not the night
before a difficult conversation when you are trying to reconstruct six weeks of events from memory. Document
commendations with the same discipline as corrections. A personnel file that only contains negative
documentation creates a misleading picture and undermines the credibility of the record. The trail should reflect
the full truth of the employee's time with you.

AUDIT

HR conducts a documentation quality audit quarterly, pulling five random personnel files and reviewing the
completeness and timeliness of records. Assess: are entries dated? Are they specific or vague? Is the employee's
response documented, not just the manager's position? Are commendations present as well as corrections? Are
there gaps — periods of several months with no entries at all? A personnel file with no entries for 4 months
followed by a sudden cluster of negative documentation immediately before a termination is a red flag — legally
and culturally. The audit prevents this pattern by making documentation quality visible and expected.

Al INTEGRATION

Al-enhanced HRIS platforms including Workday and ADP Workforce Now include natural language
documentation tools that allow managers to speak or type a brief observation and have the Al structure it into the
standard format — date, incident, standard referenced, employee response, next step — and route it to the
correct personnel file automatically. This reduces the friction of documentation so significantly that managers who
previously documented nothing will document consistently when the process takes under 90 seconds. Lower
friction produces higher compliance. Higher compliance produces cleaner files and cleaner separations.



THE RECOGNITION SYSTEM

RECOGNITION & RETENTION

Retention is not about pay. It is about whether your people feel like their work matters, their growth is
possible, and the people above them are worth working for. This phase builds the system that answers
yes to all three — structured, consistent, and deliberately designed to make staying the obvious choice

for the people you cannot afford to lose.

5 MODULES IN THIS PHASE
Monthly Recognition Standard
Compensation Transparency Rule
Career Path Conversation
Retention Interview
Anniversary Protocol



Monthly Recognition Standard

SETUP

Establish a Monthly Recognition Standard for every department: one formal recognition moment per month, per
team. Format is fixed: the recognized person's name, the specific achievement, and why it matters to the team —
delivered in front of the team. Not at an annual event. Not in a group email. In front of the team, verbally, with
specificity. Delivery options: team huddle shout-out, posted on the Visibility Board with a note, or written
acknowledgment from the GM or owner for department-wide impact. Log every recognition moment in the
employee's personnel file. Budget zero dollars if needed — the tool is specificity and timing, not gift cards. Cost:
none. Impact: measurable retention improvement within 90 days.

STANDARD

"John was great this month" is not recognition. It is a vague compliment that tells John nothing and tells the team
nothing. Recognition that moves culture sounds like this: "John caught a $400 warranty discrepancy on a Friday
at 5:15 instead of walking out the door. That is the standard we are building here." That statement tells John what
mattered, tells the team what is valued, and tells everyone what behavior earns acknowledgment. Recognition
without structure becomes inconsistent. Inconsistent recognition breeds resentment — people who feel
overlooked while watching others receive vague praise will disengage faster than people who receive no
recognition at all. Structure it. Standardize it. Make it predictable.

AUDIT

HR or the GM tracks recognition completion monthly: did every department conduct at least one formal
recognition moment this month? Are recognition logs present in personnel files? Were the recognitions specific —
name, achievement, impact — or generic? Survey team members quarterly: when did your manager last
acknowledge something you did well, and what did they say? If the majority of responses are "l cannot remember"
or "they mentioned something vague," the recognition standard is not being executed. A team that cannot
remember being recognized recently is a retention risk.

Al INTEGRATION

Performance platforms including Lattice, Bonusly, and Culture Amp include Al-assisted recognition prompting
tools that analyze recent employee performance data and suggest specific, relevant recognition moments to the
manager each week — pulling actual metrics and examples to make the recognition specific without requiring the
manager to remember every notable act. The manager reviews the suggestion, personalizes it, and delivers it.
The platform logs the recognition, tracks frequency per employee, and flags employees who have not received
recognition in 30 or more days. Consistent recognition is a retention variable. The Al makes consistency
achievable.



Compensation Transparency Rule

SETUP

Create a Compensation Transparency document for every role that covers: how pay is calculated — base, flat
rate, commission structure, or hourly with overtime rules — in plain language with examples. What the employee
has to do to earn more — specific metrics and thresholds that trigger advancement or bonus eligibility. The ceiling
for the current role and what role or milestone unlocks higher earning potential. This document is delivered during
the Expectation Briefing and reviewed at each 30/60/90 checkpoint. It is updated whenever compensation
structure changes — not after the fact, before the change takes effect. Store the signed document in the
personnel file.

STANDARD

Your team is going to talk about pay. They already are. The question is whether that conversation happens with
accurate information or with rumor. Every employee knows exactly how their pay is calculated, what they have to
do to earn more, and what the ceiling is for their role. This does not mean publishing everyone's compensation —
it means every individual fully understands their own structure. When market rates shift, you acknowledge it
before your best people bring you a competing offer. The manager who responds to a resignation with a retention
counter-offer that they could have made six months earlier has managed with opacity and is now paying the price
in drama, disruption, and the reduced credibility that comes from being reactive.

AUDIT

HR audits compensation transparency documentation quarterly: does a signed document exist for every current
employee? Are documents current after any compensation structure changes? Supplement the document audit
with a direct question in the quarterly culture survey: "I fully understand how my compensation is calculated."
Track the response rate of "strongly agree" or "agree" by department. Any department below 80 percent on this
guestion has a transparency gap. ldentify which part of the calculation is unclear and correct it at the next team
meeting, not the next annual review cycle.

Al INTEGRATION

Compensation modeling tools including Pave, Radford, and Mercer publish real-time market rate benchmarks by
role and geography that update quarterly. Configure an automated market rate alert that notifies HR when the
dealership's current compensation structure for any role falls more than 15 percent below market median. The
alert is a signal to review and adjust proactively — before the affected employees are already in conversations
with your competitors. The Al monitors the market continuously. HR makes the adjustment decision.



Career Path Conversation

SETUP

Create a Career Path Conversation template that every manager conducts with every employee during the first 90
days and annually thereafter. Questions: Where do you want to be in this organization in 2 years? What skills do
you feel you need to develop to get there? What can we do on our end to support that? Is there a role in this
dealership you would want to move toward if it became available? Document the responses, attach them to the
employee's development file, and review them at the next annual conversation to assess progress. Train
managers to listen without filtering — the employee's answer about where they want to go may not align with
where the manager assumes they want to go.

STANDARD

Most dealership employees do not leave because they hate the job. They leave because they cannot see what
comes next. The Career Path Conversation makes the future visible. It has two effects simultaneously: it shows
the employee that the organization is invested in their development, and it gives the manager intelligence on who
to develop and who is a flight risk. An employee who cannot see a future here is planning their exit — whether
they know it yet or not. The conversation does not create the future. It reveals whether one exists in the
employee's mind and gives you the opportunity to build one before they stop waiting for it.

AUDIT

HR tracks Career Path Conversation completion rates annually: did every employee receive the conversation
within their first 90 days and at least annually thereafter? Are development documents present and updated?
Cross-reference the employee's stated career goals from the prior year's conversation against what actually
happened. Employees who stated a goal and made progress toward it have a manager who followed through.
Employees who stated a goal and made no progress in 12 months either had an impossible goal or a manager
who did not act on the conversation. Identify which and address it before the next conversation.

Al INTEGRATION

Learning management systems including Cornerstone, 360Learning, and LinkedIn Learning can generate
personalized development paths based on the employee's stated career goals from the Career Path Conversation
— suggesting specific training modules, certifications, or stretch assignments that directly close the skill gaps
identified in the conversation. When the manager opens the follow-up conversation 12 months later, the platform
shows which development activities the employee completed and which are outstanding. The Al converts the
conversation into a trackable plan. The manager converts the plan into action and accountability.



Retention Interview

SETUP

Establish a Retention Interview protocol for every employee who has been with the dealership for 12 or more
months. Conducted by someone other than the direct manager — ideally HR or the GM. Questions: What is
keeping you here? What would make you consider leaving? What could we do better as a management team?
What do you need that you are not currently getting? Is there anything you have tried to raise that has not been
heard? Document the responses verbatim. Route findings to the department director and GM with specific action
items by role rather than aggregated summaries. Conduct annually. Store findings in a separate retention
intelligence file, not the personnel file.

STANDARD

Exit interviews tell you why people left. Retention interviews tell you why they are staying — and what might
change that. The difference is that retention interviews give you time to act. An exit interview is a postmortem. A
retention interview is a diagnostic. The conversations are uncomfortable to initiate — asking someone what might
make them leave feels like acknowledging their departure is possible. It is. Everyone's departure is possible. The
manager who never asks only finds out when the notice is on their desk. Act on what you hear within 30 days of
the interview. If you ask and do not act, you have done more damage than if you never asked — the employee
now knows you heard them and chose not to respond.

AUDIT

HR tracks retention interview completion annually: did every employee with 12-plus months receive the interview
this cycle? Were action items generated from each interview? Were action items addressed within 30 days?
Survey employees six months after the retention interview with one question: "Since our conversation, did
anything change based on what you shared?" If the majority respond "no," the retention interview is data
collection without action — which is worse than no interview because it creates the expectation of change and
then denies it. The audit closes the loop between the conversation and the outcome.

Al INTEGRATION

Al sentiment analysis tools including Culture Amp, Glint, and Qualtrics can analyze anonymized retention
interview responses at scale — identifying recurring themes by department, manager, tenure group, and role that
are too subtle to spot in individual interviews but visible across 20 or more responses. The tool does not replace
the human conversation — it surfaces the patterns that individual conversations cannot reveal. A theme that
appears in four separate retention interviews across one department is a structural problem, not four individual
preferences. The Al identifies it. HR and leadership address it.



Anniversary Protocol

SETUP

Create a tiered Anniversary Protocol and assign HR as the owner of the tracking calendar. Year 1: direct manager
delivers a personal verbal acknowledgment on or before the anniversary date with a specific reference to
something the employee contributed this year. Year 3: formal recognition in front of the team at the next huddle or
team meeting after the anniversary. Year 5 and beyond: formal written acknowledgment from the GM or owner,
delivered privately and then shared with the team, documented in the personnel file. HR sends the manager a
7-day advance notice for every upcoming anniversary. A missed anniversary is a management failure. Log it as
such.

STANDARD

A work anniversary is not HR paperwork. It is a moment to acknowledge that someone chose to stay — in a
market where they could have left — and that the choice meant something to the organization. The
acknowledgment does not have to be expensive. It has to be genuine, specific, and on time. A missed
anniversary says: we did not notice. In an industry where your team is constantly being recruited by competitors,
being noticed is one of the most powerful retention tools available — and it costs nothing. A manager who cannot
remember an anniversary without a reminder system is not managing retention. Build the reminder system.
Deliver the acknowledgment. It takes three minutes and it matters.

AUDIT

HR tracks anniversary acknowledgment completion monthly: for every anniversary that occurred this month, did
the appropriate protocol occur? Was the acknowledgment documented? For Year 5-plus milestones, was the GM
or owner communication delivered on time? Audit the correlation between missed anniversaries and voluntary
departures in the following 90 days. Employees who leave without notice often describe a moment when they felt
invisible. An unacknowledged anniversary is frequently that moment. The audit makes the cost of the miss visible.

Al INTEGRATION

HRIS platforms trigger automated anniversary notifications to managers 7 days in advance by default. Extend this
with Al-generated anniversary notes that pull the employee's specific accomplishments from the personnel file
over the past year and draft a personalized acknowledgment for the manager to review and edit. The manager
receives a draft that is already specific and genuine — not a generic "Happy Work Anniversary" template. The Al
makes the acknowledgment easy to personalize. The manager makes it human. Both are required for it to land as
intended.



THE CULTURE MARKERS

CULTURE INFRASTRUCTURE

Culture is not what you say it is. It is what you tolerate, what you reward, and what happens when no
one senior is watching. This phase puts a system around the invisible things that determine whether
your culture is real or performative — and gives you the diagnostic tools to know the difference before

your best people make the call for you.

5 MODULES IN THIS PHASE
Culture Audit
Toxic Behavior Zero-Tolerance List
New Employee First-Week Standard
Physical Environment Standard
Culture Score



Culture Audit

SETUP

Create a quarterly Culture Audit checklist and assign a senior manager who is not the department manager to
conduct it. The checklist covers observable culture indicators: Are Role Standard Cards posted and current? Is
the Visibility Board updated this week? Verify huddles are happening by asking three front-line team members
independently. Is the physical environment clean and organized? Ask two front-line employees: "What is expected
of you here?" and "How would you describe this department's culture to someone thinking about joining?" Score
each indicator 1-to-5. Document the scores, share with the department manager and GM, and track quarter over
guarter. A score is only meaningful when you track it across time.

STANDARD

The culture audit is not an HR compliance exercise. It is a diagnostic. What you measure is what you manage —
and if you have never measured whether your posted standards are actually being executed, you are managing
culture by assumption. The auditor's job is to look at what is actually happening, not what the manager reports is
happening. Front-line employees are the most reliable data source in a culture audit. They see every day what
management sees only when they are watching. Ask them. Listen without defensiveness. If what they describe
does not match what you believed was happening, the audit has done its job.

AUDIT

The Culture Audit is itself audited by the GM quarterly — reviewing the audit scores from each department over
the past four quarters and identifying trends. A department with three consecutive declining scores has a
leadership problem, not a team problem. A department with consistently high scores is a replication model. The
GM identifies the highest-scoring department each quarter and asks the department manager to present what
they are doing differently to the other department managers. Culture best practices spread when they are nhamed
and shared, not when they are assumed to be universally understood.

Al INTEGRATION

Al-powered employee listening tools including Culture Amp, Lattice, and Workday Peakon run continuous pulse
surveys — 2-to-3 question weekly check-ins distributed to a rotating sample of employees — that aggregate into
real-time culture health scores by department without requiring a quarterly manual audit. The platform surfaces
declining scores within 2 weeks of a culture shift rather than 90 days later when the quarterly audit catches it. Use
the pulse tool to identify what to focus the quarterly human audit on. The Al flags the signal. The auditor
investigates the cause.



Toxic Behavior Zero-Tolerance List

SETUP

Before the list is needed, every member of leadership must review and sign off on the zero-tolerance behavior list
for your dealership. The list is non-negotiable and applies regardless of tenure, role, or revenue contribution.
Required items: public humiliation of a coworker or direct report, intimidation or threats verbal or implied,
dishonesty with management or customers, deliberate sabotage of a peer's performance or relationship, and any
conduct that creates a hostile work environment. Post the list in the employee handbook, in the onboarding
packet, and on the department communication board. Cover it explicitly in the Expectation Briefing. The list is only
powerful if people know it exists before they encounter it.

STANDARD

Every dealership has a list of behaviors they say they will not tolerate. Most tolerate at least three of them
because the person doing them is hitting their numbers. That is the moment the list becomes meaningless — and
every employee sees it. When you allow a top producer to publicly humiliate a service advisor or intimidate a
parts counter associate, you have communicated that the zero-tolerance list applies only to people whose
revenue is replaceable. The first substantiated instance triggers the written warning regardless of role. The
second triggers separation. A top producer who poisons the culture costs you more in turnover, morale, and
covert disengagement than their gross ever generates. Hold the line.

AUDIT

HR tracks zero-tolerance incidents quarterly: how many were reported, how many were investigated, and what
was the outcome of each investigation. Track by department and by role category. A department with zero
reported incidents over 12 months either has no toxic behavior — possible but statistically unlikely at scale — or
has a culture where reporting does not feel safe. Ask directly in the retention interview and culture survey: "If you
withessed or experienced a zero-tolerance behavior, would you report it?" If the majority answer "probably not,"
you have a reporting culture problem that is masking a behavior problem. Both need addressing.

Al INTEGRATION

HR intake platforms including Ethena and Spot allow employees to report zero-tolerance incidents anonymously
through a structured digital form that routes directly to HR with an Al-generated preliminary severity classification
— distinguishing between policy violations, interpersonal conflict, and zero-tolerance triggers. The classification is
a starting point for HR investigation, not a final determination. The Al ensures that every report reaches someone
with authority to act, without the employee having to identify themselves or navigate to a manager who may be
part of the problem. Anonymous reporting increases reporting volume. Increased reporting surfaces the actual
frequency of behavior you may currently be underestimating.



New Employee First-Week Standard

SETUP

Create a Day-by-Day First Week Checklist that every department manager executes without exception for each
new hire. Day 1: manager present when the new hire arrives, facility tour completed, introductions to all direct
teammates made individually with names and roles, Expectation Briefing completed and signed. Day 2: all system
access confirmed active, shadow schedule for the week confirmed in writing, any outstanding Day 1 questions
answered. Days 3-4: guided first responsibilities with check-ins at the start and end of each shift. Day 5:
end-of-week conversation — what went well, what was confusing, what the new hire needs for Week 2. Assign a
peer buddy from Day 1 — not a manager, a peer. The checklist is completed and signed by end of Day 5.

STANDARD

The first week is the most important week. What a new employee experiences in their first five days becomes
their reference point for everything that follows. A manager who is not present when the new hire arrives on Day 1
has communicated that their arrival was not a priority. A new hire who does not have system access on Day 2 has
already experienced their first organizational failure. A new hire who goes through five days without anyone
asking how it is going will draw their own conclusions — and those conclusions are rarely positive. The First
Week Standard is not about warmth. It is about execution. Execute the first week correctly and you have a
foundation. Fail it and you are managing against a negative first impression for the next 90 days.

AUDIT

HR verifies that a completed First Week Checklist is in the personnel file for every employee hired in the past 90
days. Check: was the peer buddy assigned on Day 1? Was the Day 5 end-of-week conversation documented?
Were all system accesses active by Day 2? Cross-reference first-week completion rates with 90-day retention
rates. Departments with consistently completed first-week checklists retain significantly more employees through
the 90-day window than departments where the checklist is incomplete or missing. The data makes the case.
Present it to department managers as a retention argument, not a compliance requirement.

Al INTEGRATION

Onboarding automation platforms including Rippling, Workday, and Sapling can generate personalized first-week
schedules automatically when a new hire is added to the system — including manager check-in reminders,
system access provisioning requests routed to IT, peer buddy assignment prompts based on department and
role, and end-of-week survey delivery to the new hire on Day 5. The new hire receives a digital first-week guide
on Day 1 morning with their schedule, key contacts, and resources. The manager receives a completion checklist
with items that auto-complete as they are executed in the system. The Al structures the week. The humans fill it
with culture.



Physical Environment Standard

SETUP

Establish a written Physical Environment Standard for every area of the dealership: customer-facing areas,
service drive, parts department, technician bays, break rooms, bathrooms, and manager offices. Each area has a
defined cleanliness baseline, an inspection schedule — daily for customer-facing, weekly for back-of-house —
and a named owner responsible for the baseline. Create a simple inspection form for customer-facing areas
completed every morning before opening and every afternoon at shift change. Any physical issue — broken
equipment, safety hazard, environmental problem — is reported through a defined channel and acknowledged
within 24 hours with an ETA for resolution or an explanation of why it requires longer.

STANDARD

The physical state of your building tells your team how much you care about where they work. A dirty break room,
a broken chair that has been broken for six months, a bathroom that is below standard — these accumulate into a
message: this is not a place we invest in, which means you are not someone we invest in. You cannot ask your
team to take pride in their work while the environment signals you do not take pride in theirs. The standard is not
perfection — it is consistency. A broken chair reported today and repaired within five business days says: we
noticed, we acted. A broken chair still broken in month three says: we noticed and did not care.

AUDIT

Monthly, a member of leadership who is not the department manager conducts an unannounced physical
environment walk of all areas against the standard. Score each area on a 1-to-5 scale. Document scores and
share with the department manager and GM the same day. Track scores quarter over quarter. Any area below 3
for two consecutive months has an owner who is not executing the inspection standard. The physical environment
score correlates directly with the department's culture score in the quarterly survey. When one declines, the other
follows. The correlation makes the causal relationship clear to managers who might otherwise deprioritize
facilities maintenance.

Al INTEGRATION

Facilities management platforms including UpKeep, Limble, and ServiceChannel allow team members to submit
physical environment issues via a mobile app — photo plus description, routed to the maintenance owner
automatically with a required acknowledgment SLA of 24 hours. The platform tracks open issues, resolution time,
and recurrence patterns. Al-assisted issue classification routes safety hazards immediately and queues cosmetic
issues by priority. The manager sees every open issue and its current status without calling anyone. The team
sees their issues being tracked and resolved. Both effects matter for culture.



Culture Score

SETUP

Design and deploy a 5-question anonymous Culture Score survey to every employee quarterly. Five questions
only — short enough that people complete it honestly without survey fatigue. Required questions: 1. | know what
is expected of me at work. 2. My manager gives me useful feedback when | need it. 3. | feel safe raising a
concern without negative consequences. 4. My contributions are recognized when | do something well. 5. | would
recommend working here to someone | respect. Score each 1-to-5. Calculate the composite score per
department per quarter. Share results with managers within 5 business days of survey close. Track the delta —
quarter over quarter movement matters more than the raw score.

STANDARD

A Culture Score only has value if leadership acts on it. Ask five questions, collect the data, and then do nothing —
and you have told your team that the survey was performative. When a score drops, it is a signal, not an
accusation. The first response to a declining score is a question: what changed this quarter? Then a conversation
with the department manager about the specific indicators. Then a targeted action within 30 days. The action
does not have to be comprehensive — it has to be visible and specific to what the score flagged. An employee
who sees their feedback lead to a visible change will give honest feedback again. An employee who sees nothing
happen will answer 3 on everything next time to minimize the effort of participating in something that does not
matter.

AUDIT

The GM reviews Culture Scores by department quarterly and identifies: which departments are declining? Which
are improving? Which individual questions are scoring lowest across the organization? A question scoring below
3.0 across multiple departments is a systemic problem — likely a policy, communication, or leadership structure
issue, not an individual department failure. A question scoring below 3.0 in one department only is a local
leadership issue. The distinction determines the response. Systemic issues require organizational changes. Local
issues require coaching the specific manager.

Al INTEGRATION

Culture survey platforms including Culture Amp, Glint, and Peakon use Al to analyze open-text responses
alongside numeric scores — identifying the specific themes behind a low score that the five rating questions alone
cannot explain. An employee who scores 2 on "l feel safe raising a concern" and writes "my manager responds
defensively every time | bring something up" has given you more actionable data than the 2 alone. Al sentiment
analysis clusters these text responses into themes and presents them anonymized to HR. The themes replace
the guessing.



THE LEADER

LEADERSHIP STANDARDS

Culture flows down. Whatever your managers do every day — how they talk to people, how they
handle problems, how visible they are, how they respond when things go wrong — becomes the culture
of the team beneath them. This phase sets the standard for the people who set every other standard.
You cannot build a culture your managers are not equipped to sustain.

5 MODULES IN THIS PHASE
Manager Behavior Standard
Open Door Protocol
Skip-Level Meeting Standard
Owner/GM Visibility Standard
Leadership Self-Assessment



Manager Behavior Standard

SETUP

Create a written Manager Behavior Standard that every manager receives at hiring or promotion and reviews at
their annual evaluation. The standard includes non-negotiable behaviors: running the daily huddle every shift,
conducting 30/60/90 reviews on time, documenting accountability conversations within 24 hours, responding to
direct report questions within the shift, never discussing a team member's performance with another team
member, and maintaining visible presence on the floor a minimum of 60 percent of the shift. The standard is
evaluated quarterly alongside department metrics. A separate section of the manager's performance review
scores behavioral compliance independent of business results.

STANDARD

Managers are held to a standard too. It should be written, shared, and evaluated — not implied, assumed, or
reviewed only when something goes wrong. A manager hitting department numbers while destroying team morale
is a liability, not an asset. The numbers are a lag indicator of what has already happened. The behavior is the
lead indicator of what will happen next. Evaluate the lead indicator quarterly. A manager who is on the floor less
than 60 percent of their shift is managing from behind a desk and reacting to problems rather than preventing
them. A manager who has not documented an accountability conversation in 60 days is either doing nothing or
managing by memory. Both are unacceptable standards for someone in a leadership role.

AUDIT

Department directors conduct a quarterly Manager Behavior Standard review for each of their managers, scoring
each behavior independently of department performance. A manager who scores consistently high on behavior
metrics and low on department results needs business coaching. A manager who scores high on department
results and low on behavior metrics is hitting numbers today at the cost of team retention tomorrow. Both profiles
require targeted intervention. The quarterly behavior score is included in the manager's compensation review
calculation — not as the majority of it, but visibly present. What is measured and compensated is what gets
managed.

Al INTEGRATION

Floor presence monitoring tools and digital management platforms including ActivTrak and Rippling can track
manager system activity patterns and generate time-on-floor estimates based on DMS login timestamps, CRM
activity, and communication platform data — distinguishing between time spent in the DMS on management tasks
and time spent in active communication with team members. These are signals, not verdicts. HR uses the data to
surface patterns for coaching conversations, not to monitor minute-by-minute activity. The goal is not surveillance
— it is replacing the assumption that presence is happening with evidence of whether it is.



Open Door Protocol

SETUP

Define the Open Door Protocol in writing and share it with every employee during onboarding and at the annual
expectation review. The protocol: every employee has a defined path to raise a concern to their manager's
manager without routing through their direct manager. The process: employee requests a 15-minute meeting via
a direct message to the senior manager or a formal request through HR. The senior manager responds within 24
hours to confirm a time. The meeting is confidential — no retribution, no notification to the direct manager without
the employee's explicit knowledge and consent. HR receives a summary of all skip-level concerns raised through
this channel. Patterns are tracked by direct manager. No pattern is ignored.

STANDARD

"My door is always open” means nothing if walking through it feels dangerous. The Open Door Protocol makes
the path explicit and safe — not theoretical. The standard is simple: every employee knows how to raise a
concern above their direct manager, the process is the same for everyone, and the use of it carries no negative
consequence. A manager who retaliates against an employee for using the Open Door Protocol has committed a
zero-tolerance behavior. If your team does not know the protocol exists, it does not exist in practice. If your team
knows it exists but does not believe it is safe to use, you have a culture problem that the protocol cannot solve on
its own.

AUDIT

HR tracks Open Door usage quarterly: how many skip-level concerns were raised? How many centered on the
same direct manager? What was the outcome of each? Two or more skip-level concerns about the same
manager in a 90-day period triggers a mandatory leadership review of that manager regardless of their
department's performance metrics. Cross-reference Open Door usage rates with culture survey scores for the "l
feel safe raising a concern" question. Departments where that score is low and Open Door usage is also low are
not managing conflict — they are suppressing it. Suppressed conflict exits as turnover.

Al INTEGRATION

Anonymous reporting platforms including Spot and Ethena provide an Al-assisted intake experience for
employees who want to raise a concern but are not comfortable identifying themselves — walking them through
the concern description with clarifying questions, classifying the severity, and routing the anonymized concern to
HR with a suggested response timeline. The platform also allows the employee to receive updates on the status
of their concern without revealing their identity. This removes the most significant barrier to reporting: the fear that
raising a concern will be traceable. When that barrier is removed, reporting volume increases and HR gets a more
accurate picture of what is actually happening.



Skip-Level Meeting Standard

SETUP

Schedule quarterly skip-level meetings between the GM or department director and every front-line employee in
each department. Each meeting is 20 minutes, individual, and conducted without the direct manager present. The
format: no agenda from the senior leader's side — the employee drives the content. Opening questions: What is
working well in your department right now? What is broken that has not been fixed? Is there anything you have
tried to raise that has not been heard? The senior leader listens, takes notes, and does not commit to specific
actions in the meeting. Notes are reviewed within 48 hours and themes are identified before any action decisions
are made.

STANDARD

Front-line employees know things that managers do not — because information filters as it moves up the chain.
People protect their managers, protect themselves, or simply do not believe that what they say will change
anything. The skip-level exists specifically to bypass those filters. The goal is not to undermine the direct manager
— it is to verify that the culture being built at the leadership level is the culture actually operating at the floor level.
When what you hear in the skip-level does not match what your manager is reporting, you have identified a gap.
The size of that gap tells you how much your managers are managing up versus managing reality.

AUDIT

HR tracks skip-level completion rates quarterly: did every front-line employee receive their meeting this cycle?
Were themes documented and shared with the GM? Were action items generated from the identified themes?
Were those action items completed within 30 days? An organization that conducts skip-levels but never produces
actions from them has created a data-gathering exercise that builds cynicism. The audit closes the loop between
what employees said, what leadership heard, and what changed as a result. Make that loop visible to the people
who participated in it.

Al INTEGRATION

Al-assisted note synthesis tools can analyze the full set of skip-level meeting notes across a department or
guarter and generate a structured theme report — grouping similar concerns, identifying the most frequently
raised issues, and flagging any concerns that appear in multiple departments simultaneously. What looks like
three individual employees raising separate issues about their manager's communication style is actually a
pattern that requires a single targeted intervention. The Al identifies the pattern. The GM decides on the
response.



Owner/GM Visibility Standard

SETUP

Define the Owner/GM Visibility Standard in writing: minimum time on the floor per department per week, what
"visible" means specifically, and how it is tracked. The standard: at minimum, 30 minutes per active department
per week — walking, observing, and talking to people, not inspecting, not supervising. Block this time on the
calendar before the week begins. A blocked calendar item that moves repeatedly is a signal that something else
is consistently treated as more important than floor visibility. Track the actual time spent by department weekly.
Post the tracking summary in the GM's dashboard where the department directors can see it.

STANDARD

The owner or GM must be visible on the floor. Not in meetings about what is happening on the floor. On the floor,
in conversation, present in the actual environment where the work happens. This is different from a walkthrough.
A walkthrough is visual inspection. Visibility means sitting down with a technician, asking a parts counter
associate what has been frustrating this week, watching an advisor write an RO. The byproduct is intelligence:
you hear things that do not make it into reports. You catch problems early. And your team knows that someone at
the top cares what happens at the bottom. That signal travels fast and holds for a long time. A GM who is never
seen on the floor has surrendered the most powerful culture lever available to their role.

AUDIT

Department directors report monthly on whether the Owner/GM Visibility Standard was met in their department:
did the GM spend the required time on the floor? Did they engage with front-line employees or only with
department managers? The GM self-reports and compares against the director reports. Discrepancies are
discussed. Cross-reference visibility compliance with culture survey scores for the "leadership cares about this
team" question. Departments where the GM is consistently visible score measurably higher on that question. The
correlation is direct and consistent.

Al INTEGRATION

Digital calendar tools including Google Workspace and Microsoft 365 can be configured to block Owner/GM floor
time as "protected" appointments that require explicit approval to reschedule and generate a weekly report of
canceled or moved floor-time blocks. Al scheduling assistants including Motion and Reclaim.ai can defend
protected time from meeting encroachment automatically — rescheduling non-urgent meetings rather than floor
time when calendar conflicts arise. The calendar is the first tool of leadership prioritization. What appears on it
reflects what is actually being treated as important.



Leadership Self-Assessment

SETUP

Deploy a quarterly Leadership Self-Assessment to every manager. The format is a 10-question self-scored form
based on the Manager Behavior Standard. Questions include: Which of my direct reports have | interacted with
least this month — and why? When did | last give someone meaningful, specific positive feedback? Am | running
accountability conversations on time or avoiding them? What would my team say about my management style if |
were not in the room? Where did | fall short of my own standard this quarter and what specifically am | changing?
The completed assessment is reviewed privately with the department director before the quarterly performance
review. The director's observations supplement the self-assessment with behavioral evidence.

STANDARD

A manager who cannot self-assess cannot develop. The self-assessment is not a performance review — it is a
reflective practice that builds the habit of honest evaluation. Managers who score themselves uniformly high on
every question without identifying a single area of growth are either performing flawlessly or not engaging with the
exercise honestly. The department director's role in the review is to supplement the self-assessment with specific
behavioral observations from the quarter. When the director's observations and the manager's self-score diverge
significantly, the gap itself is the most important coaching data available. Managers who see themselves very
differently from how they are perceived have a self-awareness problem that affects every interaction they have.

AUDIT

Department directors review all self-assessments quarterly before the individual coaching conversations. Track:
are managers identifying specific behaviors to improve or only writing general statements? Is the self-score
changing quarter over quarter in the areas where coaching has been focused? Are managers who scored low on
a behavior last quarter scoring higher this quarter — and is the behavioral evidence consistent with the higher
score? A self-assessment that does not move over time is not being engaged with genuinely. The director
escalates static self-assessments to the GM.

Al INTEGRATION

Al-enhanced feedback tools including Leapsome and Betterworks can aggregate behavioral data from connected
systems — documentation completion rates, review timeliness, huddle frequency, skip-level feedback themes —
and generate a pre-populated self-assessment draft that gives the manager objective data to respond to rather
than asking them to recall behaviors from memory. The manager reviews the data, validates or corrects it, and
adds their own narrative on top. The result is a self-assessment anchored in behavioral evidence rather than
self-impression — which makes the coaching conversation that follows it more specific and more productive.



THE EXIT

OFFBOARDING PROTOCOL

How someone leaves says as much about your culture as how someone arrives. A clean, dignified exit
protects the business, honors the relationship, and keeps institutional knowledge inside the building.
Every departure — voluntary or not — is an opportunity to demonstrate that the standard applies to the
end of the relationship, not just the beginning of it.

3 MODULES IN THIS PHASE
Exit Interview Protocol
Knowledge Transfer Standard
Offboarding Checklist



Exit Interview Protocol

SETUP

Establish a mandatory exit interview protocol for every voluntary departure. The interview is conducted by
someone other than the direct manager — HR, a peer manager, or the GM. Required questions: What is the real
reason you are leaving — not the polished version? What could we have done differently to retain you? Is there
anything we should know about the team, the process, or the management that we are likely unaware of? What
was the best part of working here? Would you refer someone to work here — why or why not? Document
responses verbatim. Route the full transcript to the GM and HR within 24 hours of the interview. Themes are
tracked in a departure intelligence log by department and by manager.

STANDARD

The exit interview is intelligence. Treat it that way. A departing employee has nothing to lose and is often willing to
say things they would never say while employed. Create the psychological safety for honest answers by
conducting it with someone they trust and by explicitly stating that the conversation will not affect their final pay,
reference, or rehire eligibility. The information is only valuable if someone with authority reads it and acts. Exit
data that is collected and filed is decoration. Exit data that is reviewed, patterned, and acted on is a retention tool.
Three consecutive departures from the same department citing the same management behavior is not a
coincidence. It is an action item.

AUDIT

HR reviews exit interview completion rates monthly: what percentage of voluntary departures produced a
completed interview? Are themes being tracked by department and manager? Were any themes from the
previous quarter addressed? The departure intelligence log is reviewed by the GM quarterly. Any manager
referenced negatively in three or more exit interviews in a rolling 12 months triggers a mandatory leadership
review. Track voluntary departure rates by department and correlate with exit interview themes. Departments with
high departure rates and clear exit interview themes have a solvable problem. Departments with high departure
rates and no exit interview data have an unknown problem — which is more dangerous.

Al INTEGRATION

Al text analysis tools can analyze the full body of exit interview transcripts over a rolling 12-month period and
identify the most frequently cited themes, the specific language patterns associated with manager-related
departures versus role-related departures versus compensation-related departures, and the correlation between
specific themes and 90-day post-departure rehire rates. The analysis turns anecdotal exit data into structured
intelligence. If your exit interviews consistently cite "unclear expectations” and your 90-day retention rate is
declining simultaneously, the causal relationship is not ambiguous. The Al makes the pattern visible. Leadership
decides what to do with it.



Knowledge Transfer Standard

SETUP

When a voluntary resignation is received, activate the Knowledge Transfer process immediately — regardless of
the notice period length. Provide the departing employee with a standardized Knowledge Transfer document to
complete within their first 3 days of notice: active responsibilities and their current status, all system logins and
access credentials to be transferred to a named successor, open customer relationships and their status, vendor
or internal contacts owned by the role with relevant context, and any projects, commitments, or recurring tasks
with their next due dates. The departing employee's manager reviews and signs off that the document is complete
before the final day. Even in messy departures, capture as much of this as possible.

STANDARD

When someone leaves, they take knowledge with them. The Knowledge Transfer Standard minimizes that loss by
treating institutional knowledge as organizational property, not personal property. Every departing employee —
voluntary departure with notice, requested departure, or any other form — is asked to complete the transfer
document as a standard part of offboarding. The conversation is professional and matter-of-fact: "We want to
make sure the team has what they need to continue serving customers well. Here is what we need from you."
Frame it as protecting the team, not extracting from the individual. Most employees in good standing will complete
it thoroughly when the request is professional and the relationship is intact.

AUDIT

HR reviews Knowledge Transfer document completion rates quarterly: what percentage of departures produced a
completed transfer document? Were all required fields filled? Were system accesses transferred rather than
deleted? Track the cost of missing knowledge transfers — customer escalations in the 30 days following a
departure, open orders or commitments that were missed because the departing employee held the context.
Quantify these costs and present them to leadership as the ROI argument for making the Knowledge Transfer
Standard a non-negotiable part of every departure process.

Al INTEGRATION

Knowledge management platforms including Notion, Confluence, and Guru can be configured to require a
knowledge base contribution from every employee as part of their ongoing role — documenting processes,
customer context, and vendor relationships in real time rather than only at departure. Al-assisted documentation
tools can prompt employees weekly to capture any new process knowledge acquired that week in a structured
format. When the departure occurs, the knowledge is already documented. The offboarding document becomes a
review and update exercise rather than a reconstruction effort under time pressure.



Offboarding Checklist

SETUP

Create a standardized Offboarding Checklist that is activated for every departure — voluntary or involuntary. The
checklist must be completed before the final day and signed by HR. Required items: return of all keys, access
badges, uniforms, and company-issued equipment confirmed and logged. System access revocation scheduled
for the final business day — not before, not after. Final pay date, amount, and delivery method confirmed with
payroll. COBRA or benefits continuation information provided in writing. Any applicable non-disclosure or
non-solicitation acknowledgment reviewed with the employee. Final professional goodbye from the direct
manager conducted in private. HR confirms checklist complete and files it in the personnel record.

STANDARD

The final day should not be chaotic. Chaos on the final day is a symptom of no system — and it is visible to
everyone still in the building. The Offboarding Checklist turns the final day into an execution, not a scramble. How
you treat people on the way out is observed by everyone who stays. A departure handled with professionalism,
dignity, and process tells your current team that this is an organization that treats people well even when the
relationship is ending. A departure handled with confusion, hostility, or indifference tells them what to expect when
their time comes. The checklist is the standard. Execute it every time — regardless of the circumstances of the
departure.

AUDIT

HR audits Offboarding Checklist completion rates quarterly: what percentage of departures in the past 90 days
produced a fully completed and signed checklist? Were system accesses revoked on the correct date? Were final
pay details provided in writing before the final day? Were any equipment items unreturned and not logged?
Unreturned equipment with no log entry is a failure of the process and a potential legal issue. System access left
active past the final day is a security failure. Both are preventable with the checklist. A 100 percent completion
target is the only acceptable standard.

Al INTEGRATION

HRIS platforms automate the offboarding workflow by triggering the checklist the moment a termination date is
entered into the system — routing equipment return requests to facilities, system access revocation requests to
IT, final pay calculations to payroll, and benefits continuation information to the departing employee via email, all
simultaneously and automatically. The HR manager tracks completion status in a single dashboard rather than
coordinating manually across four departments. Al-generated final day schedules can organize the departing
employee's last hours so the goodbye, the paperwork, the equipment return, and the system confirmation all
happen in sequence without overlap or confusion. The technology runs the logistics. HR and the manager
maintain the humanity.



