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What is wrong with people? 
Or is it just me?
Set expectations and lead your employees to get the best out of them

We all have our own 
opinion on the answer 
to the first question, 
but very few ever think 

they are the problem. When we started 
coaching shop owners, one of my fa-
vorite competitors told me he had no 
interest in coaching and he just wanted 
to train. When I asked why, he told me it 
was because the biggest problem is usu-
ally them, though you will never con-
vince them of it. My � rst thought was that 
he has been doing this too long; howev-
er, I � nd myself guilty at times thinking 
everyone else is the problem, not me. I 
overheard one of our former shop own-
ers and now ATI coach, Bobby Poist, tell 
a story to a group of new shop owners 
that you might be able to relate to:

A couple months ago I had a con-
versation with a shop owner. He was 
having problems with his service advi-
sor and had decided to let him go. He 
searched for a few weeks and found a 
new service advisor. To quote his own 
words, “This guy is the greatest thing 
since sliced bread!”

Ironically, in a few weeks he was 
having similar problems with the new 
service advisor. He wasn’t following up 
with customers or selling maintenance 
packages. He had no desire to keep the 
shop busy and was having problems 
completing his day-to-day tasks. This 
made me think a little. Why did we start 
having problems with the new guy? 
How could he go bad so fast?

Ever wonder why your employees 
don’t do what you ask of them? You 
hire someone new and they start out 

OK. Then something happens and they 
start making all sorts of mistakes. You 
find yourself wondering, “What hap-
pened to the person I hired?” I thought 
they were amazing, and now they aren’t 
even the same person.

I am confronted with this situation a 
lot. What I usually find is that the busi-
ness owner is the problem. Seems hard 
to swallow, but it’s the truth. They are 
unable to set expectations, they avoid 
confrontation, and they expect others to 
lead their employees. This usually leads 
to good people getting let go and then  
moving on to be great in another organi-
zation. How can you hire someone and 
let them go without guidance? Then get 
mad when they don’t perform to your 
expectation levels? You may as well roll 
the dice and hope for a good employee. 
Unfortunately, this mentality only leads 
to failure. An inability to lead is usually 
the cause of how employees go bad. So, 
how do you fix this?

Create processes
Process is the key ingredient that makes 
a business successful. A process is a 
step-by-step guide on how something 
should be done. There are 11 steps to 

making a Big Mac, yet the process is 
so thorough that anyone can learn to 
make one in no time. What do you think 
would happen if someone negated the 
process and put all the condiments on 
the outside of the bun? It wouldn’t be a 
Big Mac. � is process is utilized world-
wide. Why can’t your processes be the 
same? Can you simplify the processes 
that will make your business successful? 

Hire the right people
Know what you want: Envision the per-
fect employee. What does he/she look 
like? How do they dress? What traits 
do you expect? Who will be the person 
that represents your business? Statistics 
show that knowing what you want in ad-
vance will help you decide who will � t 
your mold.

Having a tough interview process 
will help to weed out the wrong em-
ployees. Get to know them. Ask them 
tough questions and let them talk. Most 
people will turn state’s evidence if they 
have enough time. Use hiring tools such 
as personality profiles and tests to help 
you determine the best candidates. 
Check their references. (Most potential 
employers won’t check references be-
cause of some fear that they might get 
sued.) As far as I know there are no laws 
that keep you from checking a potential 
employee’s work history.

Onboarding new employees
Every new employee should go through 
an orientation period. This will intro-
duce them to how your business oper-
ates — how to open the shop, write up 

// PROFIT MATTERS

HOW CAN YOU HIRE SOMEONE 
AND LET THEM GO WITHOUT 
GUIDANCE? AN INABILITY TO 
LEAD IS USUALLY THE CAUSE 
OF HOW EMPLOYEES GO BAD.  
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a customer, set a lift, perform a proper 
courtesy inspection, etc. Knowing how 
the business operates and understand-
ing expectations are keys to your suc-
cess. Everybody needs direction if they 
are to reach their potential. 

Give feedback and progress reports. 
Have one-on-one meetings with your 
employees, and review expectations 
with them. A good leader will help em-
ployees succeed by holding them ac-
countable. Set goals and recognize the 
good as well as the bad! One-on-one 
meetings and agreements not only hold 
employees accountable; they also help 
with important documentation if proof 
is ever needed.

Hold team meetings and recognize 
the wins your staff has accomplished. 
Try to focus on positives, which help ev-
eryone feel good. The saying “Negativity 
breeds negativity” comes to mind when 
most people think about meetings. Most 
shop owners and managers hold meet-
ings when something is wrong. The 
problem with this is employees recog-
nize a meeting as a beating. Once this 
mentality has been set, your employees 
will shut down.

Become a great leader
Businesses are most successful when 
the employees understand the owner’s 
values. Ensure that everyone in your 
organization operates by them and you 
will be successful. If you � nd someone 
operating outside of your values and 
guidelines, it is your responsibility to 
counsel them. If they don’t comply, you 
probably have the wrong person.

Hold people accountable. Talk about 
their performance when necessary. 
Waiting to handle an issue is the same 
as not doing anything at all. People will 
take advantage of you because they feel 
you won’t do anything about it. Statistics 
show that employees are happier when 
they have direction and are account-
able. If we both agree on something and 

I don’t comply, it is your responsibility to 
hold me accountable. If you don’t, then 
you are just as much to blame as I am.

Cultivate a take-ownership environ-
ment. One of the main complaints I hear 
from shop owners is that their employ-
ees won’t give them feedback. They state 
everything is OK when asked, yet their 
actions prove otherwise. A great way 
to cultivate a take-ownership environ-
ment is to ask your employees for help. 
Discuss key issues you have and ask 
them to help you solve problems. The 
employee may not be able to help, but 
will appreciate your asking. If they can’t 
offer feedback, you can turn the oppor-
tunity into a learning experience. The 
term “buy-in” comes from a person’s 
ability to agree with a process and take 
ownership toward its success.

Allow praise to be praise. Don’t praise 
an employee with a negative. “You did 
great here, but...” only leaves your em-
ployees feeling derailed and frustrated. 
When you recognize something good, 
mention it. Only the good thing — there is 
no need to cloud the situation with words 
like “but,” or “if.” A feel-good moment is a 
feel-good moment. When praise is used 
properly people will become more en-
gaged. They will also be happier in their 
environment.

After many years in the automo-
tive industry, I have seen a lot. I have 
worked with many great leaders, and 
many not-so-great leaders. The lead-

ers that made me who I am today are 
the people who weren’t afraid to out-
line their expectations. They held me 
accountable and praised me when I 
did a great job. They talked to me and 
recognized my strengths. They helped 
me develop my weaknesses so that they 
became my strengths. 

Do you have what it takes to be the 
best of the best? Taking a long, hard look 
in the mirror could be just what you 
need to be successful. What can you do 
to help your employees become the best 
of the best? The key to their growth lies 
in your ability to take ownership and 
lead them to glory. Although this ap-
proach may seem painful, you might 
just eliminate the one obstacle keeping 
you from achieving your goals — you!

Test yourself
If you would like to see where your 
strengths and weaknesses are, simply 
go to www.ationlinetraining.com/2017-05

to take the Business Owners’ Evaluation 
Checklist. 

Increase Profit
Our life-changing 1-Day Workshops
are coming to venues all over the
US and Canada!
• The average attendee picks up 3–8% profit

• We’ve helped more than 25,000 shops over 35-plus years

• Rated the #1 management consulting firm in the industry 
by Frost & Sullivan

Spots are limited. Find out when 
we’ll be near you and sign up online
at atiworkshops.com Chris “Chubby” 

Frederick, CEO
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CHRIS “CHUBBY” 
FREDERICK is the 
CEO and founder of 
the Automotive Training 
Institute. ATI’s 115 
associates train and coach 
more than 1,400 shop 

owners every week across North America 
to drive profits and dreams home to their 
families. This month’s article was written 
with the help of Coach Bobby Poist. 
chubby@autotraining.net




