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Key Takeaways

Analyze Key 
Performance 

Indicators that 
directly impact the 

bottom line

Accurately value 
service offerings to 
maximize revenue 

opportunities

Conduct a SWOT 
analysis of the 

service department



Workshop Overview

•Master Fixed Ops

•Thrive in today’s environment



The Challenge

Overlooking Fixed Ops

• 60% absorption
•Support for variable sales
•Profit potential
•Accountability systems



The Fix-It Equation

A Little

A Little

A Little A LOT!

It’s Just 
Math!
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The Solution – The Five Pillars of Success

Know 
Your 

NUMBERS

Know 
Your 

WORTH

Know
Your 

SWOT

Know 
Your 

TEAM

Know 
Your 

FUTURE



Pillar 1 - Knowing Your NUMBERS

Labor Gross %

CP Hours

Technician 
Proficiency

Avg RO 
Amount

Warranty Hours

Parts Gross % RO Count

Internal Hours

ELR



Pillar 2 - Knowing Your WORTH

 Service Evaluation
 Pricing Optimization

 Customer Satisfaction

 Value Proposition

 Competitive Analysis



Service Evaluation

•Assess 
your Top 
20 Labor 
Ops



Pricing Optimization

•Analyze 
Offerings
•Optimize for 

Profitability



Value Proposition

•Communicate 
the Value 
•Stand out in the 

Marketplace



Customer Satisfaction

•Actively 
Pursue 
Customer 
Reviews 



Competitive Analysis

•Conduct Market 
Research



Pillar 4 - Knowing Your TEAM

1.Team Management 
2.Training Programs
3.Motivation Techniques
4.Goal Alignment
5.Performance Measurement
6.Communication

Your Team is Your Most Valuable Asset 
in Fixed Operations Success



Pillar 5 - Knowing Your FUTURE

 Innovative Technologies 
 Market Shifts 
 Customer Expectations
 Competitive Landscape
 Regulatory Changes

Preparation today ensures profitability tomorrow!



Implementation Strategy

• Phase 1: Assess
• Phase 2: Set goals 
• Phase 3: Develop action plans 
• Phase 4: Implement changes
• Phase 5: Monitor, measure, adjust

Turning Knowledge into Action

90 Days to Results



Success Metrics

• Gross Profit Increase $$$
• Customer Retention %
• Productivity Gains⚡
• Efficiency Improvements📈

Regular monitoring ensures sustained 
improvement and profitability

KPIs for Fixed Operations



Common Pitfalls
• Ignoring Data
• Underpricing Services
• Neglecting Team Development
• Resistance to Change
• Short-term Thinking
• Poor Communication

Avoiding these pitfalls can 
save thousands in lost revenue!



Your Action Plan

Month 2: Begin implementation with team training

Week 1: Conduct a comprehensive assessment using
the 5 pillars

Week 2: Identify top 3 areas for immediate improvement
Weeks 3-4: Develop detailed action plans 

Month 3: Measure results and adjust strategies

The best time to start was yesterday. 
The second-best time is now!



Remember:

• Fixed operations success comes from consistent 
attention to the fundamentals

A Little + A Little + A Little =

1
Know Your 
NUMBERS

2
Know Your 
WORTH

3
Know Your 

SWOT

4
Know Your 

TEAM

5
Know Your
FUTURE

A LOT!






