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The Coach’s Corner
Stop Taking The Easy Way Out
Does Your Team a Coach?
Geoff Berman , ATI Coach
Do you see the staff you assembled as one cohesive team, or are they
just a bunch of people you hired to do a series of jobs? If they rely on or
need each other to get the job done, if they must work together, then
you just defined a team!
Now that we have established you have a team, are they cohesive? Does
your team have a coach? Someone calling the plays, someone helping to
develop strategies, and someone keeping them all focused? What would
a team be without a coach? The best example of this would be in sports.
Year after year, the players may come and go, but it is the coach that is
responsible for the results. The best coaches know how to build their
players to get the desired results. Simply put, teams with great coaches
win more games! After reading this you may feel your team is somewhat
or largely coach-less, left to wander and figure things out on their own.
The good news is, if you believe your team is suffering from “absentee
coachism disease,” it really isn’t that hard to fix. Let’s look at some of the
characteristics of a coach before you make that determination though.
Coach as defined by Webster:
(1) Someone who trains intensively (as by instruction 		
and demonstration)
(2) A person who teaches and trains individually or a team
(3) Individuals that instruct, direct, or prompt
Dale Carnegie says: a coach is someone who extends 		
traditional training methods to include focus on:
(1) An individual’s needs and accomplishments
(2) Close observation
(3) Impartial and nonjudgmental feedback
on performance
So, who is responsible for all of these things? Which person in your shop
is ultimately responsible for the morale of the team? Whose job is it to
ensure that everyone knows what they are supposed to do, why they
are supposed to do it, and makes sure it is done? Who is going to inspire
them every day? Unless you can name that person, the answer is, “No
one!” Now you truly know your business is suffering from “absentee
coachism disease.”

You didn’t tell me that
when you hired me
One of the biggest mistakes business owners make 		
when hiring, is they do a poor job of clearly communicating
what is important to the company. They do a weak job at
best in setting clear defined expectations on what the job is really about
and how they will achieve success in the company. For example, let’s say
you hire a new technician. He comes with many years of experience and
seems to be knowledgeable and capable. You hire him and off to work
he goes. “Put your tools here, say hi to the guys, there’s the bathroom,
here’s a car to repair,” you tell him. Over a short period of time he starts to
develop an attitude. (He already had the attitude. It is just now starting
to show itself.) Overall production starts to fall. Why? Because the team
has no coach. It’s likely the signs were there when you hired him, but
you ignored them because you needed a technician. “If it doesn’t work
out I’ll find someone else,” you say to yourself. This is doomed from the
very beginning. Did you consider how a bad hire might affect the entire
team? The coaching starts in the interview and hiring process. It must
be clear what is important before the new hire goes to work. Skills are
important, but did you find out if that person is a good fit for your team?
There is a deeper meaning to why the interviewee is here. Make that
clear from the very beginning. If either you or the interviewee does not
feel they will play well in your sandbox, then they need to find another
sand box to play in.

What are your standards?

If you remember from June’s article I discussed the power
in my 10 company standards. Many of you requested a 		
copy. One of the things you should be doing during the
hiring process is going over these standards with the
interviewee. Here is an example of one of those standards.

I make production a priority

I always do efficient, thorough, complete, and 			
timely Courtesy Checks. I always do my part to keep 		
the vehicle moving through the shop. I do not create 		
bottlenecks and always look for solutions when they 		
arise. I do not play the blame game. I always ask, 		
“What I can do better?”

I’m guessing that just about everyone you interview has never
experienced something like this in the interview. If you shared this with
me in an interview I would probably be thinking one of two things.
1. “This boss is a wacko. There is no way I’m taking this job.”
This is someone that has no intention of working. They 		
probably want a fat guarantee so they don’t have to work.
This is the one that says, “My toolbox has wheels for a reason”
and is halfway out the door before they even start.
2. “Wow, this boss really runs a tight ship. I can make a lot of
money here.” This is someone that has been starving for 		
leadership and sees your shop in a very different way than any
previous company they have worked for. They see a career and
a future.
Which candidate has a better chance at success? Which one do you want
to hire? Being clear in the very beginning will not only help you find the
better player for your team, but help build a better, more winning team.

You are a training company

Now that you have gone through the standards and shared
the company culture with the interviewee, once they are
hired, you must show you practice all that you preached
in the interview. You shared in the interview how
important training is and that as a team, we never stop
learning. One of the ways you do this is by having a one-on-one meeting
with everyone. Every team member has a specific day and time each
week that they meet with their coach. This is a private meeting (15 to 30
minutes) behind closed doors and will serve several purposes. First, it is
an opportunity for the team member to get things off their chest. Your
job as the coach is to listen. If there is something you can do then do it.
If not, your job is to help them feel better. It is also an opportunity for
them to tell you something exciting or interesting that happened that
week. You could ask, “What made you proud to be a part of this team
this week?”
In every meeting, there is always something the two of you are working
on. This is your chance to discuss the progress and struggles of the
expected change and either coach the employee to a better result, or
move on to something else, because you see they have achieved what
was previously expected. This is how the coach keeps everyone on
track. By doing so, you have demonstrated how you have embraced the
importance of training.
This should not take the place of weekly shop meetings and morning
huddles, but if done right, it will add another layer to your leadership,
and provide your company the coach it desperately needs.
If you want to start implementing “one-on-one’s” in your
shop, email me at gberman@autotraining.net and I will
forward you my “steps to achieving successful
one-on-one’s.” Please title your email “I want to
coach my shop with successful one-on-one’s.”
If you want to learn more about my “10 company
standards” and missed June’s article, go back and
read that article and follow the directions at the
end as well.
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Please be sure to check out the exciting new feature
of your ATIConnect App! With a tap on your phone
screen you can now view the most current class
schedule, check for class availability and register
for classes!
Class registration has never been easier!
			

Sam’s Corner by Kim Hickey, ATI Coach 		
Kids are going back to school soon,
so hopefully you already have your
promotions ready – if you don’t, you
better get started immediately. Here
are some ideas:
Give a $ or % discount to any 		
customer that brings in their
receipts for school clothing or 		
supply shopping. You can do a set amount
or tier it on how much they spent shopping
or with you.
Have a stack of bags with school 		
supply lists attached. Ask your
customers to take a bag and buy
some of the supplies on the list and return
it to you. You could offer some type of $ or
% discount in exchange for their donation (I
have attached photos from a grocery store
display). Many of you have done or have
seen something similar around the holidays
with an “angel tree” (more details about how
to get the most bang from the bags in the
next bullet point).
Promote a special “back to school” 		
vehicle inspection that highlights 		
brake, tire and suspension
inspection. Include something in the
headline about getting your teen driver
ready for school or getting your vehicle
ready for carpooling. Great time to promote
awareness about tire dates! Don’t forget to
drive home the fact that a worn suspension
system can add as much as 12-15 feet
stopping distance needed. How many
parents do you think would be comfortable
knowing that their inexperienced and
young drivers need an additional 15 feet to
stop?

Older students will be leaving for 		
college and some will be driving
lengthy distances to get back.
Create a driving back to college promo. Find
out when they are due home for school
breaks and set appointments for a K service
and courtesy inspection. You could also
pre-sell the packages.

Reach out to your customers and
community:

Contact the schools and get the 		
lists of what is needed
for the students to bring in.
Create baskets with the supplies in
them and give them out if a certain $
amount is spent at your shop.
Contact the schools and get the 		
lists of what is needed for the
students to bring in. Create a 		
basket with the supplies in it and raffle it.
Contact some of your customers 		
that are teachers and ask them
what type of supplies are needed;
set up a box in your waiting room and
become a school supply drop-off point. You
can ask the teacher to have their students
decorate the box with their pictures and
drawings to make it more personal and
visually appealing.
Be sure to utilize all of your social 		
media outlets as well as email
blasts. Post pictures, pictures,
pictures! There will be many people
googling back to school things, so take
advantage of those Google Plus and Google
My Business postings.
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Hear shop owners talk about their AH-HA moments and tell
their stories of change. Introducing the latest ATI innovation
“Driving Change.” This is a podcast we created to improve our
members’ experience and further assist with their growth.
Each week I will be interviewing a client about something
they are passionate about. We have a great start with several
clients that have already stepped up and shared their stories.
Will you be next? What wisdom and experience do you have
to share? If you have a burning desire, and a great story to
tell (and I know you do), we want you on the program. Please
email me at podcast@autotraining.net to set up your
personal interview.
Please go to http://drivingchangeatati.podbean.com/ to
listen to the podcasts already there. Be sure to download the
app and subscribe so you will be notified when new podcasts are added. Don’t forget to leave a comment if you liked
it. Share it with a fellow shop owner or just a friend.

