
A Service Manager’s ability to create an efficient, customer-focused, and profitable 
department depends on many factors, but few have as much influence as pay structures. How 
advisors are compensated directly affects their behavior, priorities, and engagement levels. If a 
pay plan encourages shortcuts, passive customer interactions, or self-limiting work habits, the 
department will struggle—no matter how much training or oversight is in place.

Many dealerships rely on outdated or misaligned compensation models that push advisors 
to prioritize R.O. volume over customer service or manipulate their workload to maintain 
a comfortable income. Some advisors push through work at the expense of relationship-
building, while others slow down as soon as they hit their personal financial targets. In both 
cases, the result is inefficiency, inconsistent customer experiences, and missed revenue 
opportunities.

Pay plans should align with long-term success. That means structuring compensation in a 
way that supports customer retention, encourages proactive service selling without pressure 
tactics, and ensures that advisors remain engaged beyond just hitting their earnings goals. 
Implementing a well-balanced pay plan isn’t about adding complexity—it’s about creating 
clarity, predictability, and a structure that benefits the advisor, the dealership, and the 
customer. Here’s how to do it effectively.

1.  Align Pay Plans with Customer Service Priorities

A pay plan should reinforce behaviors that improve the customer experience, not just drive 
sales. If an advisor’s income is tied solely to R.O. volume or labor hours sold, there’s no built-
in incentive to slow down and build trust with customers. Instead, advisors will prioritize fast 
transactions over meaningful service recommendations.

Shifting pay plans to include a balance of productivity, customer engagement, and 
retention metrics creates a more sustainable service 
model. Consider incorporating elements like customer 
satisfaction scores, repeat visit percentages, or even 
first-appointment show rates. The goal isn’t to penalize 
advisors for slow days—it’s to ensure that every customer 
interaction is valued, not just the high-ticket repairs.

Pro-tip: 

• Gradually phase in new compensation elements to 
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avoid resistance. Sudden changes can create pushback, but a structured rollout builds 
understanding.

Tripping point: 

• Overloading pay structures with too many variables can lead to confusion. Keep it clear 
and tied to measurable outcomes.

Thought starter: 

• If you asked your advisors what behaviors your pay plan encourages, would their answers 
match your expectations?

2.  Prevent Advisors from Managing Their Own Workload Limits

Advisors often slow down once they reach a comfortable income level. If an advisor believes 
they’ve hit their “sweet spot” for earnings, they’ll subconsciously limit their workload—even if 
there’s more business to handle.

A well-structured pay plan removes the incentive to coast while maintaining a sense of 
financial stability. Tiered pay plans that encourage incremental earnings growth rather than 
steep percentage increases can help keep motivation steady. Additionally, clear shop capacity 
planning ensures that advisors don’t feel overwhelmed, which can lead to self-imposed 
workload restrictions.

Pro-tip: 

• Conduct weekly check-ins to review R.O. flow and ensure advisors aren’t selectively 
filtering work.

Tripping point: 

• Failing to address scheduling bottlenecks can make advisors hesitant to take in more 
work. Ensure shop throughput aligns with advisor expectations.

Thought starter: 

• If an advisor’s earnings are consistent from month to 
month, are they truly maximizing their potential?

3.  Ensure Pay Plans Don’t Encourage Rushed or 
Incomplete Work

Some pay plans push advisors toward volume rather than 
quality. If the highest-earning advisors are the ones who 



generate the most R.O.s, there’s a strong possibility that customer conversations are being cut 
short.Service managers need to look beyond raw numbers and assess the experience being 
delivered. An advisor who writes 30 repair orders a day might appear highly productive, but 
if half of those customers feel pressured or confused, the dealership loses in the long run. 
Structuring compensation to reward thorough inspections, documented recommendations, 
and proper customer education creates sustainable profitability.

Pro-tip: 

• Review random repair orders weekly to assess how well customers are being informed 
about service recommendations.

Tripping point: 

• Ignoring qualitative customer feedback in favor of raw R.O. numbers can hide major 
service department issues.

Thought starter: 

• Are the highest-earning advisors also the most trusted by customers?

4.  Manage Throughput and Dispatching to Support Advisor Performance

An advisor’s ability to perform is directly tied to how efficiently the shop operates. If work is 
backlogged due to poor dispatching, technicians are overburdened, or there’s a lack of clear 
scheduling, advisors will naturally start to limit their intake.

A strong dispatching strategy ensures a steady flow of work without overwhelming the shop. 
Whether using a central dispatch model or a lateral support system, it’s crucial to maintain 
proper technician-to-dispatcher ratios. A well-managed workflow prevents advisors from 
hesitating to take in new work due to shop inefficiencies.

Pro-tip: 

• Review technician workload distribution regularly to ensure even balancing.

Tripping point: 

• Central dispatch systems can become overloaded if a 
single dispatcher is managing too many technicians.

Thought starter: 

• Do advisors trust that work they take in will be 
completed on time?



5.  Focus on Retention, Not Just Immediate Sales

Pay plans that reward short-term gains often result in long-term customer losses. If an advisor 
is only incentivized for completed R.O.s and high-dollar services, retention will suffer.

Incorporating retention-based metrics—such as repeat visit rates, maintenance plan sales, 
or multi-appointment scheduling—creates a pay structure that rewards long-term customer 
value. The best dealerships know that a returning customer is worth far more than a single 
high-ticket sale.

Pro-tip: 

• Implement small incentives for customers returning within a set timeframe for follow-up 
services.

Tripping point: 

• Short-term commission boosts can lead to aggressive selling tactics that drive customers 
away.

Thought starter: 

• Does your pay plan encourage advisors to think beyond the current visit?

6.  Set Clear Performance Expectations and Review Metrics Regularly

Advisors need to understand what success looks like. If expectations aren’t clear, pay 
structures become a guessing game.

Establishing regular performance reviews—including customer feedback, R.O. metrics, and 
retention figures—ensures that advisors know where they stand. Monthly performance 
coaching rather than annual reviews keeps advisors engaged and focused on continuous 
improvement.

Pro-tip: 

• Use data-driven reporting tools like ROSE+ to track trends and identify performance gaps.

Tripping point: 

• Relying solely on financial data can miss key 
behavioral issues that impact the customer 
experience.



Thought starter: 

• Do your advisors receive meaningful feedback beyond just paychecks?

7.  Involve Advisors in Pay Plan Adjustments

A pay plan rollout will be met with skepticism if advisors feel it’s being forced on them without 
input.

Bringing advisors into the conversation—getting their feedback on what works and what 
doesn’t—can lead to smoother transitions. Holding roundtable discussions or anonymous 
surveys allows management to gauge potential concerns before implementation.

Pro-tip: 

• Frame pay plan changes as a way to support advisor growth and stability rather than just 
driving dealership profits.

Tripping point: 

• Announcing major pay plan changes without explanation can create immediate 
resistance.

Thought starter: 

• If you were an advisor, would you feel motivated by the current pay plan?

8.  Partner with Experts to Fine-Tune Compensation Models

Pay plan restructuring isn’t something to do alone. A well-designed plan requires an 
understanding of industry benchmarks, behavioral psychology, and financial modeling.

Fixed Ops consultants, like those at M5 Management Services, can provide critical insight into 
structuring a plan that balances productivity, retention, and profitability. Having an external 
perspective ensures that blind spots are addressed before implementation.

Pro-tip: 

• Test changes in a pilot program before rolling them 
out dealership-wide.

Tripping point: 

• Relying on outdated pay models can create long-
term retention issues.



Need help with your Fixed Operations department? We’ve got you covered. 
 
Visit www.m5ms.com and fill out our Free Consultation form. One of our experienced 
consultants will be in touch to assist you with all your Fixed Ops needs. 
 
Let us help you tackle your challenges and get back on track.

Ready to take your repair order analysis to the next level? Experience the power of ROSE+ 
firsthand with a free, no-obligation demo. See how our innovative software can streamline 
your survey process, uncover hidden opportunities, and drive profitability in your service 
department. 
 
Schedule your free ROSE+ demo today at https://m5ms.
com/rose-demo and discover the difference data-driven 
insights can make for your business.

Thought starter: 

• When was the last time your dealership’s pay plan was fully evaluated?

Conclusion

A well-structured pay plan is one of the most powerful tools a Service Manager can use to drive 
long-term success. It sets expectations, influences behavior, and directly impacts customer 
retention.

Service advisors aren’t just salespeople; they’re the bridge between customers and the shop. 
Their compensation should reflect not only the work they do but the relationships they build.
By implementing a balanced, well-thought-out pay structure, dealerships can create an 
environment where advisors stay motivated, customers receive better service, and profitability 
remains strong.

The right pay plan isn’t just about making employees work harder—it’s about creating a 
system where doing the right thing is also the most rewarding thing.


