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HOW DO YOUR NUMBERS LINE UP?

Are you lying to
your staff?

You might not even realize you’re doing it, so here is what to look for.
by Chris “Chubby” Frederick | Contributor

Have you

ever been
blasted by
your significant other when you thought you were
doing nothing wrong? Odds are, you
did do something wrong days ago, but
they didn’t share it with you, and it built
up inside them. I was listening to coach
Geoff Berman help a shop owner avoid
the same mistake with their staff, and
I’d like to share his advice with you.
How many times has something that
bothered you happened in the shop,
but you chose to ignore it rather than
confront the employee? This happens
several times until finally you lose your
temper and your control. The employee is bewildered by your reaction and
doesn’t know its cause. To you, your
reaction seems to make perfect sense,
because you have been dealing with the
issue internally. To the employee, your
response seems to come out of nowhere.

Did you expect this person to read
your mind? A better approach would
have been to tell the truth from the
beginning. If you had, you would have
avoided this messy conflict and could
have dealt with the situation in a more
professional manner. Here are the three
most important steps to follow to avoid
this costly mistake.

Make It Clear
Unfortunately, shop owners react this
way all the time. Things that seemingly go unnoticed just go unsaid. Worse
than that, you never made it clear what
you expected in the first place.
If you happen to be one of the few
that have set clear expectations, was
it done in writing? This is where most
of us fail. People tend to find out what
you expect when it is too late, when
you tell them (or yell it to them) after
the fact. Start off your relationship with

your staff on the right foot. Give them
the leash to either hang themselves
or to be successful. It is not enough to
say to me as an employee, “This is how
we do it here,” and expect that I get it.
Maybe I will, maybe not.
The point is, I probably won’t
remember everything you tell me.
The best thing you can do is assume
I won’t. That’s why you put it in writing. The written expectation is used to
help train and counsel the employee.
Ever hear an employee say, “You never
told me that.” Put it in writing, and that
won’t happen anymore.

Measure It
It isn’t enough to set a clear expectation. You also need to pay attention to
how it is being carried out. How can
you ever know whether what you want
is being done, if you don’t pay attention
to it? Why do you think just because
you told me to do it, that’s how it will
happen forever more? Things will get
missed, forgotten and just plain fouled
up. A month later, you happen to notice
I’m not doing something correctly and
that is when you lose your temper. You
can avoid these situations if you measure the process and work on course
corrections as you go. If you cannot
measure it, you cannot expect it.
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“How do you know if you are a good leader?
Leave the shop for several weeks. if everyone follows your beliefs,
behaves like you taught them, then you’re a good leader.”
Chris “Chubby” Frederick [ATI CEO]
Stop Holding Me Accountable
You might have heard that you must
hold your staff accountable. I agree with
that statement. All human beings need
to be held accountable. I would ask you
to consider something slightly different,
though. If you say you’re going to hold
me accountable, it sounds negative. It
sounds that way both to the person saying it and to the one being told. That is
why you tend to shy away from confrontation, and things go unsaid that should
have been said.
Instead of thinking of it as accountability, look at it as providing regular
feedback. Sometimes this is good feedback, sometimes it is not. My hope is
that you find more good in your feedback, and over time you learn how to
look for that good. The bad things tend
to easily find their way to the surface. It
takes a bit more effort to find the good
and inspire me to press on. This is how
an effective leader keeps people focused
and motivated. You can, too. The more
you practice, the better you’ll get.
What is regular feedback and why is
it important? I’m sure you have heard
the saying that it takes 21 days to create a habit. You can’t do that without
regular feedback. Each day, this new
expectation is discussed. If you start
with the feedback immediately, it will
be easy to find the good and encourage
that positive change. The message you
will be sending the staff is twofold. First,
that this expectation is very important to
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you, and because it is clear you are paying attention, it will become important
to me as well. Second, I will want to do
it because you’re making me feel good
with all of the positive feedback.
As you do this daily, you will get a
sense that it is starting to work on its
own. When that happens, congratulations, you have helped me change my
habit. At this point, you still need to
measure performance and provide regular feedback, but you do not have to do it
as often. Now, as you scale back the frequency of regular feedback for this situation, you are free to introduce a new
process and make that the top priority.

Another Way You Lie
We have been taught as leaders that we
need to find the good in people. That’s
true. I think too many times, though,
we manufacture things to say that are
not true, because we want to say something positive. We might say, “Great job
today” to an employee, knowing very
well that they did not have a great day.
Leaving something unsaid and ignoring
it is bad enough, but to tell me I did well
when I did not, is clearly not true. What
is the message we are sending here?

How will you ever expect me to grow
and change if you do not provide me the
truth about my performance?
A simple way to improve this with a
new employee is to take my temperature weekly. See how I am feeling about
my new position and your company.
Point out the things you like about what
I bring to the organization and what I
need to work on. Make sure that I have
goals and that your conversations are
about achieving those goals each week.
It is important for you to always have
weekly one-on-one meetings with your
management staff; but for the rest of
the established employees, a weekly
one-on-one meeting may be a bit much.
You will find a meeting once a month
to be adequate. This shows your commitment to them and to their success,
and helps foster the positive outlook
you’re striving for. If they know you
have their best interests at heart, they
will do whatever you ask.
Whether you are training a new
employee or changing the habits of
one you currently have, it is important
for you to recognize that your job as
leader is to inspire your staff. If you follow the steps of setting a clear expectation, measuring it and providing regular
feedback, your staff, customers and you
will be happier.
If you would like a simple checklist
to fill out before you meet with your
employees, go to www.ationlinetraining.com/2013-6. It is a new ATI
coaching form called “How to Help an
Employee Change Their Behavior,” and
we will include a short video to show
you how easy it is to do.

ATI IS ON THE MOVE!

Chris “Chubby”
Frederick
Contributor

Our life-changing 1-Day Workshops are coming to a city near you!
In June we’ll be visiting…

Chicago, IL
Topeka, KS
Dallas, TX
Atlanta, GA
and MANY MORE venues all around
the US and Canada! Spots are limited, so
sign up online at http://bit.ly/atibootcamps
before time runs out!

Chris “Chubby” Frederick is CEO and founder of Automotive Training Institute, founded in 1974. ATI’s 99 associates train more than 1,150 shops every week across North
America to drive profits and dreams home. This article
was written with the help of Coach Eric Twiggs.
E-mail him at cfrederick@autotraining.net
Chris “Chubby”
Frederick, CEO
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