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The Coach’s Corner
Stop Taking The Easy Way Out
Do You Know What It Means to Be
“Firm but Fair” With Everyone?
Geoff Berman , ATI Instructor and Coach

CDoes this story sound familiar in any way?

Your lead technician, who has been with you for many years,
is set in his ways and is not willing to follow your diagnostic
procedures. Often, he is misdiagnosing or just plain taking
too long. Most, if not all, of his certifications have expired. He
believes he doesn’t need any training or recertification and has
not been to class in many years.
At the same time, you have a very green but ambitious new
technician who doesn’t know much, but is very willing to learn.
He needs a lot of hand-holding and you are finding that very
frustrating as well. You try to be patient but you find him asking a
lot of the same questions over and over and you start to think he
will never grasp things.
This pressure, along with many other pressures of your
business, has been building for a long time, and it has become
increasingly more difficult to keep your cool. Finally, you can take
it no longer. The question is, who will be the recipient of your
impending wrath? Will it be your lead technician or will it be the
inexperienced technician? If I was a betting man, I would put
my money on the inexperienced technician. He is the one who’s
going to get it because he is an easy target. He certainly is more
expendable than your lead technician and less likely to engage
in conflict.
This starts to become the new norm. Things frustrate you, you
ignore the real problems, and he becomes your whipping boy.
After all, someone must be held responsible, right?

CWhat is the staff learning?

Think about the example you’re setting. Since your lead
technician is not being held to any standard at all, he is likely
learning he can get away with whatever he wants. Your trainee is
probably learning quickly he can’t do anything right, no matter
how hard he may try. You’re too busy to help him, and there is no
way your lead technician is going to assist. He gets yelled at if he
asks a question, and then gets in trouble if he makes a decision
on his own that turns out to be wrong. Sometimes these things
seem small, but when you take a step back and really look at
what is going on you see the real magnitude of the problem.
What about the rest of the staff? What are they seeing? As they
observe this double standard, what are they learning? Do they
feel it is fair to let the main guy get away with murder, while the
inexperienced guy takes all the abuse?
What does all of this do for morale? How does this affect overall
production?
One thing I can say for sure is that we all lead by example. The
question you need to ask yourself is, are you happy with the
example you are setting?

CThe fear!

I understand why all of this happens. You feel you can’t afford to

lose your main technician, because you have no one to replace
him, so you treat him different, for fear of losing him? Have you
ever looked at what you’re losing if you keep him?
• How much production are you really losing and
what does it cost you?
• If you think finding staff is hard, how much
harder do you think it is when they hear
how they will be treated at your shop? What
are the technicians in your town discussing
underground?
• How does this impact the customers? Do you
think they may be feeling this tension?
• Does your service advisor adjust his schedule
to keep the tensions down so as to not upset
anyone? What is that doing to your vehicle
count?
The point is you are likely not seeing the forest for the trees. If
you saw the bigger picture, you would be able to make more
intelligent decisions, and probably do things differently.

CThe solution!

The first step in solving any problem is admitting there is a
problem to begin with. Now that you have done that, there are
two main things you can do to get and keep the entire staff on
the same page. These things will provide training that works, and
put you in a position where your staff is no longer holding you
hostage.
If it is important, put it in writing. The main reason the
frustration you feel exists in the first place is because most
communication in the shop is verbal. This allows a lot
for interpretation and causes a lot of disconnect among
everyone. The more you put in writing, the easier it is to get
things done the way you want. This also creates a training
environment that makes it much easier for the new low end
guy to be successful quickly. Any new hire would benefit
from this. Once this is established you will find that the staff
will be making all kinds of suggestions for improving the
processes, and the level of buy-in will be even greater. Do
yourself a favor and get everything you can in writing.
There should never be a time when you are not looking
for staff. The reason you feel held hostage, is because you
have no one on your bench. Think of this like a baseball
team. If the pitcher needs relief, we have someone who
can step in and keep the game going. The more you have
on your bench, the more the power shifts to you. Anyone
can comfortably be replaced at any time. As an added
bonus, this is just good business practice. Now if someone
unexpectedly has to move away, it is much
less of a challenge to move forward. The
alternative is you have two weeks to find a
replacement for a great employee. How has
that worked out for you in the past? Always
be looking!
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Exp.hits,
Date:but
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Code: ________ sure hope you haven’t forgotten the words you
spoke when you were starting your business.
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Boxes):_________________________
like they had a career of playing at weddings and
Signature:
___________________________________________________________
Date: __________________
_____________
Email:
_______________________________
The words you used when trying to win over all
bar021717
mitzvahs for the past 30 years and were just
_________ Exp. Date: ___________ Security Code: ________
____________________________________________
phoning
it
in.
In
fact,
I
have
heard
better
covers
of
Signature: ___________________________________________________________ Date: __________________your new customers one at a time. The ones
you used when you were trying to hire
their songs at a wedding than I was hearing from
____________________________ Date: __________________
City, State, Zip:________________________________ them. I wanted air splits and Jon Bon Jovi gave
021717 your first employee. The ones you used
021717
when you said you were going to
me jazz hands! He actually walked to each end of
Phone:____________Email:______________________ the tiny stage a few times and made jazz hands. I
give it everything you had and not
make or accept any excuses. Are
realized then the stage was tiny on purpose.
CC#:______________________ Exp. Date:__________
you are still doing everything you
can to hold on to what you’ve
Before you start asking yourself “What does she
Security Code:_______________Date:_____________ want? After all they are in their 50s now,” I have
got?
to stop you. I recently saw Guns N’ Roses, and Axl
Signature:____________________________________ Rose was jumping around and flying through the

Capture the Full SuperConference 2017
Experience DVD Offer

- Relive the incredible Dinner Celebration - Awards Banquet.

- A complete companion audio CD set. Listen to your favorite speaker over and over againin the
convenience of your car or office.
- As a SuperConfernce attendee bonus, you can listen to all 10 included at no additional charge in
your companion audio set.

7+

PLEASE TELL ME WHAT I WILL GET:

7+

Name:_____________________________________________ Shop:__________________________________
Address (no PO Boxes): ______________________________________________________________________
_________________________________________________________________________________________
City, State, Zip:__________________ Phone: ________________ Email: _______________________________
Credit Card Number: ________________________________ Exp. Date: ___________ Security Code: ________

Signature: ___________________________________________________________ Date: __________________
021717

to 301-498-9088
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Bonus #3
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$469
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I want my incredible DVD set with companion audio CDs (including
Round Tables!) set for $469 including shipping and handling.
OFFER EXPIRES 5/21/2017
Make my companion audio set digital (flash drive)

Here is my credit card info:
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Open Mic Nights
What Is
Open
Mic
Night?

Kim Hickey, ATI Coach

• It’s a live Zoom meeting where you can share whatever you want.
• It’s a venue to ask questions of me, our guest speakers, or your peers about equipment, staffing,
marketing, or to share POS tricks and tips, what reports you find useful or anything else you want.
• A venue for you to share something that is working great at your shop or something you didn’t have
good results with.
• A venue where you can watch live tours of other shops with you being able to ask questions as it is
happening.
• A venue to have yourself or your advisor present an estimate to us for feedback and suggestions.
• A venue where the possibilities are endless!

Being part of the ATI family, you have a tremendous resource and huge opportunity to learn from other shops. Open Mic Night has unlimited
potential. So far we have seen several award-winning shops and a live customer vehicle walk-around, got inspiration from a fellow ATI family
member that used his goal poster as a tool to help him lose 132 pounds, discussed what to do with employees that no longer want to go to
school, discussed scheduling, and much, much more.
This is not your typical monthly webinar where someone is talking “at you” for an hour. This is an interactive Zoom meeting where your input,
suggestions, feedback and questions drive the agenda.
Team Kim’s Open Mic Night is open to everyone and our motto is “the more, the more the merrier!” Let’s close the gaps between the over
1,500 shops that are enrolled in ATI.
A week or so before each Open Mic Night, I will post what topics are on the agenda for discussion and sharing. The night after OMN, I post the
takeaways from the meeting, links to the shops that spoke and any other pertinent links.
Please mark your calendars for our upcoming OMN dates below — you won’t want to miss our upcoming special guest lineup!
					
					
					
					

April 26 - Our President Richard C. Menneg
May 24 - Our CEO Chris “Chubby” Frederick
June 21 - Our VP Bryan Stasch
July 26 - Our VP Chris “CJ” Frederick Jr.

You can find my posts about OMN at www.team-kim.com.
You can find all the upcoming OMN dates and meeting links on my calendar at www.team-kim.com/calendar.

