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50 First Days! How to Know If You’ve
Made a Bad Hire By Eric M. Twiggs, ATI Coach
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When evaluating whether it’s a head issue, the question
is “Does your employee know what to do?” If the
employee can demonstrate the task, then the answer
is yes. If after repeated training and follow-up, he’s still
unable to do it, then it’s possible that you have hired
someone who doesn’t have the aptitude for the job.
Therefore, I recommend creating random role plays for

Here’s the hand question: “Does your employee have
the necessary tools and resources to do the job?”
For example, if you are coaching your technician on
productivity, and you believe he has a hands issue, a
great question to ask is: “What do you need from me to
help you improve your productivity?”
Continued on page 2

Continued from page 1
If he says, “I need you to get the lift fixed in bay number three,” you know
you have a hands issue. If your new “B” tech knows what to do, why he’s
doing it, has the right tools, but still averages five billed hours during a
40-hour work week, you just made a bad hire!

SUMMARY
So, there you have it. If every day feels like your employee’s
first day, check the head, heart, and hands before concluding
that you’ve made a bad hire. If
MR. W
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RONG
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?
you follow this formula, it won’t
take 50 first dates to know the
difference between Mr. Right
and Mr. Right Now!
Email etwiggs@autotraining.net to receive a special head,
heart, hands checklist to help you determine if you’ve
made the right hiring decision.

that, and you can too. We tell ourselves things everyday to
keep our life, actions and interactions within the boundaries
of our comfort zone. But what if your zone is just too small to
succeed in life or business? Then you must learn to stretch that
zone and Brian Hunnicutt will help you get to that place for
your next level of growth.
What you tell yourself is what you will believe. You have to!
Your story is your story. If you don’t like how your story is going
then rewrite it. Learn from Brian Hunnicutt how to rewrite
your story and get the life you want and deserve. If you think
what you just read is psychobabble then you definitely must
attend. Learn how to reprogram your mind to get the best
results that you are capable of. Rid yourself of the roadblocks
that have been holding you back. These are easy steps to
improve your life, you’ve just been too busy to see it!

Here is a sneak peek of Kevin Myers’ Round
Table and how it can change your shop!
Leaving A Legacy

Here’s a preview of Brian Hunnicutt’s Round
Table for the 2018 SuperConference.
We keep talking about how to get to that Promised Land called
Success, but what do you need to do once you are on your
way? They say that money doesn’t buy happiness and if that’s
true, then what does?
The other day I was on my back deck, with my six-year-old
grandson. He asked me if I would dare him to jump off the
railing to the ground. It’s about five feet. It was obvious that he
really wanted me to dare him to give him the excuse to jump,
so I did. Off he flew, down to the ground with no problem.
What came next is the important part. I dared him to do it
again and once he was up on the railing, it was lesson time. I
took hold of his jacket and told him that I was gonna help him
jump this time with a little push. He wanted no part of that.
Now he is scared and holding onto the railing for dear life.
It’s the same height he just jumped from but now it’s totally
different. The difference is the illusion of control. If he FELT like
he was in control of the jump, then it’s all good. Once he FELT
like he had lost some of that control, he couldn’t make the
same jump.
We all have some level of need/comfort when it comes to
control of the things in our life. The problem is that you can
never really control anything or anyone. My grandson learned

Every Shop Owner starts their business to provide a different
life for themselves and their families. Once you get tired of
working for someone else and feel you can do it better; you’re
off and running. In the beginning, the main issue to be able to
pay the bills and have some money left over for yourself. Once
you have achieved a certain level of success then thoughts
move to growing the business to the point where you have
the right people in place, so you don’t have to be there all day,
every day. Now that we are able to take vacations and begin to
enjoy the fruits of our labor, the vision changes again.
You have now started building on your foundation, now the
question is your foundation solid and secure by the Legacy you
leave. Your Legacy is not bound by age or time served. Legacy
represents your body of work accumulated by your wisdom to
contribute to growth. For many of us leaving a Legacy is
associated with the end of the road rather than the beginning
in the next phase in life. Your leadership is not shaped and
your Legacy is not defined at the end of the road but rather by
the moment we shared, the decision made, the action taken
and even by the mistakes overcome throughout the many
phases of your life.

Join Kevin’s Round Table and learn;

-What are the things that will truly define your life.
-How can you make the impact that you want to without
killing yourself in the process.
-Learn the things you need to know to grow not just
your Shop but your Legacy.

Congratulations to a Ratchet & Wrench Award Winner!!

Mike Brewster

		
President, Gil’s Garage, Burnt Hills, NY / Executive Category

Mike took over his father’s business at the age of 25. He admits he had a lot to learn
and a lot to live up to. The shop is named after his father, Gil, and Mike had to make
sure that he protected the great name in the community that his father had built
over the years. Trying to work in the business and on it at that same time was a major
challenge. Mike became an ATI member in 2005. His desire to learn and to master the skills needed to take the shop to
the next level became an addiction for him. Never afraid of a challenge and always seeking to improve, he does more
now in a week than he did in a month back when he first took over the business. His growth also continued to his second
location in Clifton Park, NY.
While Mike has always been focused on the KPIs and the numbers, his biggest concern is his customers, both inside and
outside of the shop. Mike knows that to give great service, you have to have a great staff. He is always asking for feedback
from his crew at their monthly meetings so that everyone has a voice in making the service better and growing the
business. Mike spends a lot of time giving back into the community. A process that his staff is also involved in. One of the
keys to the success of Gil’s is the effort put into keeping the staff happy and well taken care of. They have a tremendous
benefit package that helps keep the right players in the right shop. Mike knows that it is easier to keep great people than
to try to find them out in the workforce.

I I I I I I I I I I I I I I I I I I I I
Congratulations, Mike, we are very proud of you and all your accomplishments!
Read the full article in Ratchet & Wrench at https://www.ratchetandwrench.com/articles/5063-the-2017-ratchetwrenchall-star-awards-mike-brewster

“Driving Change” Podcast By Geoff Berman, ATI Coach
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.
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I’m guessing you probably didn’t hear the words preventive maintenance much
back in the 80s. Cars broke. You fixed ’em. Clearly things are different now.
Vehicles are made much better, and if taken care of properly, will last as long as
you want them to. Back then, vehicles were much more disposable than they
are today. Because you were replacing so many parts, a 60/40 split of parts and
labor where 60 percent of the sales were parts was a good business model that
worked. The profit from the parts was solid and you could make a good living this
way. The paradigm has shifted though and things are different today.
So what else is in your inventory other than parts?
Truth be told, most shops still put too much emphasis on parts, and because
parts don’t break as much, it has impacted their bottom line. Now don’t get me
wrong, parts are still an important piece of the equation and are still a big part of
the profit we all make, it is just not where your focus should be. The parts you sell
are really a byproduct of the labor you find in the new maintenance business you
find yourself in today.
Let me give you an example of what I mean. When you sell a battery, what do
you sell? Is there labor associated with this sale, or did you just charge me for the
battery and send me on my way? If you only sell me the battery, that is because
our focus is not on labor. Did you do a system test when selling a battery? I
hope you did. If so, was I charged for it? What about a battery service? That
corrosion isn’t going to go away on its own! These are all labor items that will get
overlooked if you are only focused on the battery and not the service. You will
never bring those hours up (hours up = sales up) if your focus is not on the labor.
In my book, when you think maintenance you should be thinking labor. If you
are in the maintenance business you are in the labor business. It is your labor
inventory that matters most. Do you pay your tech staff off of the parts you sell?
I hope you don’t. They are there to turn hours, period! The focus needs to be 100
percent on that. The interesting thing is that if you focus on the labor, the parts
will follow. You may actually sell more parts by focusing on labor, where the
opposite is not always true. Finding more parts does not always mean finding
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more labor. Do you sell a brake service with a brake job? a coolant flush with a
water pump? a throttle body service with spark plugs? You will if you focus on
labor. We need to continue that 60/40 split of parts and labor sales but turn it on
its head so that the 60 percent is labor.
What else happens when you focus on labor?
Production goes up, technicians make more money, ARO increases and customers’
cars are better maintained to name a few. This leads to the vehicles lasting longer
and customers staying happier. Would you prefer the alternative? They buy a new
car! If they do, and you are lucky enough not to lose them completely, what just
happened to your ARO when they start coming in with a new car? Consider this.
Service is predictable, maintenance is service, and maintenance brings you labor.
If you understand the power in that formula you will see that the predictable
part is the key. If you look at my driving habits and you look at recommendation
intervals, it should not be hard to figure out when I need to come back for
whatever maintenance I need. It doesn’t matter if it is an oil service, transmission
service, tire rotation, timing belt, cabin air filter or anything else you can think
of. It is all predictable. The shops that truly understand this principle have much
higher labor sales as a percent of their sales. You should also be able to see now
how this makes your overall business healthier, because higher labor sales mean
more maintenance and maintenance is what is consistent and predictable. Can
you predict a breakdown? And if you could does that happen every 5,000 miles?
In conclusion
None of this mattered in the 80s. We didn’t care because it didn’t matter. Does
it matter now? How often do you work on broken cars these days? If you want
happier employees, if you want happier customers that keep their cars even
longer, if you want to see more vehicles through your shop, if you want to make
more money with more predictable service, then make labor your focus, and all of
that can happen.
Like what you have read? Want more? Email me at
gberman@autotraining.net and I will send you more
information to help you get started focusing on labor and
using predictability to bring them back.

Stay In Touch With The New ATI Connect App!
Please be sure to check out the exciting
new feature of your ATI Connect 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!
Questions: Contact Amy Fox at
301-575-9111 or afox@autotraining.net

