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Abstract
The case study of Safelite auto glass is one that is full of lessons. From being the leading company in the United States to having difficulties managing its services, Safelite’s management is greatly responsible for the challenges that face the company in its later life. The company's impulsive decisions while the company is at its peak would later burden the company more and risk throwing it out of business. 


Introduction
The case is about the auto Safelite glass industry, which was the largest auto glass company in the United States in 1993 and had around 5oo stores at different parts of the country and over 3000 employees, of whom 100 were installers and others store managers (Hall et al., 2000). Safelite was thriving in business and enjoyed double the market share as its competitors like Harmon glass. Safelite was offering its clients virtual mobile services in all its stores by the start of the 1990s and had expanded its stores from 250 to 550. However, as much as mobile service provision gained popularity, it was not a cost-effective service for Safelite. Soon after its adoption of using mobile services as opposed to its historical strategy of directing its customers to its shops for service, Safelite began witnessing a decrease in the number of clients.




Detailed Case Examination
Safelite’s mobilization of all its stores became the beginning of the troubles for the company. The mobilization required Safelite to use many mobile trucks because of the many stores the company had. However, the preference for mobile repair vehicles gained fame with the company's competitors too, Safelite’s mobilization became inefficient in terms of the cost. The mobilization also made Safelite experience a reduction in the demand for store-based services (Hall et al., 2000). Unfortunately, Safelite’s stores were not found in prime service locations as they were opened up to increase the number of stores and not for strategic convenience. 
The company resorted to group its stores into markets to enable the central distribution of windshields from one place to another within a particular market. As a result, each market had a warehouse in which the Dispatch Command Center was housed. Within this market also, there were a number of trucks and technicians, including a central telephone unit where appointments were scheduled and calls answered by the company’s customer care representatives. The hosting of the dispatch center in a market was convenient. It provided easy access to technicians to the parts they needed while providing the stores sufficient time to deliver windshields. The centralization of the phones also helped Safelite handle more customers.
Since insurance companies regarded auto glass claims as less important because of their principal of high volume yet low severity and low cost, this strained the relationship between Safelite and insurance companies. In fact, the insurance companies' gains from auto glass repairs were too low and accounted for between five and six percent of all the costs of the insurance company. As a result, most insurance companies resorted to be outsourcing these services. Safelite was fast to take advantage of this opportunity. As such, Safelite’s managers, the COO, and the CEO took charge of the company's total claim solution to ensure the company’s telephone and data transfer technologies made the processing of claims more efficient. 
This new strategy involved Safelite partnering with vital insurance companies. When a client called an insurance company inquiring about coverage, the call was directed to Safelite’s call centers. Safelite's customer service representatives would then access the entire client’s policy information right from their offices and then refer them to their nearest service provider for an appointment. Therefore, Safelite became a third-party administrator of the claims by customers is connecting these clients to other independent shops of their choice besides Safelite’s shops. 


























Broad Analysis
Safelite took the wrong steps in trying to revive its relations with insurance companies. Safelite should have allowed the insurance companies to continue processing claims and make sure the insurance company would recommend Safelite as the ideal repair shop and let customers choose any of Safelite’s stores as their preference. The 50-mile service radius within which each Dispatch Command Centre was located from the other was too small to make Safelite’s operations more efficient. This short distance implied a lot of avoidable transport costs for the company. It also implied that the company retained many employees as the number of stores was still high, and this came with extra costs.

Detailed Analysis
It was wrong for Safelite to have taken up the role of being a third party in connecting clients from insurance companies with other companies for services. Instead, Safelite should have only referred these clients to its shops at the different stores all over the United States, depending on the clients' nearest location. Referring clients to other shops only allowed its competitors to benefit over Safelite. The company did not gain any money from the referrals it made outside its stores as it could only claim payment for the services done at its stores. This action also burdened Safelite with the duty of making unnecessary phone calls to the clients, asking them to choose their preferred stations of service. This responsibility would ideally have been being done by the insurance company. 
It was also wrong for Safelite to have opened stores all over the country just for the sake of having many stores (Hall et al., 2000).  Instead, the company should have limited its number of stores and invested in publicizing these few stores to know their locations well known by the target customers. The mobilization of all stores at ago was further wrong as it did not only come with high cost-implications but also came with unnecessary competition among Safelite’s stores. The mobilization was also unnecessary, considering the company had many physical stores.












Best Solutions Available
The best solution for Safelite would be to increase the 50-mile service radius to at least 150 miles. Another solution for Safelite would also be to reduce the number of stress that offer mobile services and ensure that these services are only offered in areas where there are no physical stores. Safelite also has the option of reducing the number of stores, especially those that are not in prime service areas. 



Recommendations to the CEO

The CEO should reduce the number of stores from 550 to at least 300 to ensure that the number of employees reduces significantly for the company to manage. The CEO should also relocate these stores to service prime locations. The CEO should also continue using markets as opposed to stores but increase the mile service distance to 150 to ensure that fewer employees are required to execute the company’s mandate. The CEO should also end the partnerships with insurance companies and instead rely on handling customers directly. The CEO should reduce the number of stores that offer mobile services and ensure that mobilization is only implemented in stores that are not in prime service locations.


Conclusion
In the beginning, Safelite flourished on the divided auto glass industry, which made it monopolize the industry such that it opened up unnecessary stores. I would consider the quality of the stores I open up as opposed to the number of stores I open up for my business.  
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