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o There are no additional resources 
in step 7aa 

Maximising technician productivity 
by Geoff Mutton 

This is the all-too-often lament of busy auto workshops – 'We are really busy and booked out, but at the 
end of the month there is only just enough money to pay the bills'. 

Being booked out, and only just covering bills shouldn’t go together in the same sentence. It is being 
repeated far too often to ignore. 

There are several reasons for this disparity between productivity and income, but the number one 
reason is poor technician productivity.  

Technician productivity is the proportion of a technician’s work week that is productive and invoiced to 
customers. For example, if a technician's standard work week is 38 hours, but at the end of the week 
only 19 hours have been invoiced to customers, it means that the technician's productivity is just 50 
percent.  

Workshops can introduce simple processes to help maximise technician productivity.  

Set output expectations 
Sales reps, accountants, lawyers and even parking police have targets they are expected to achieve. Why 
should automotive technicians be any different? 

Review each technician separately, taking into account their qualification levels and any additional 
responsibilities and then write down how many productive hours you think they should be capable of 
charging out each day.  
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While doing this, take into account historical data on productive hours per technician, so that your new 
productivity target is realistic.  

Having drawn up the chargeable hours target, discuss it with your staff, so they are very aware of your 
expectations. 

Record time taken on jobs 
Labour is the most important commodity that a workshop sells, yet I’m still amazed by the number of 
workshops that don’t record the time taken on each job. Some business owners have a warped belief 
that they know exactly how long everyone is spending on each job.  

It’s imperative that all technicians clock on and off jobs or manually record start and finish times. This 
information can then be used to calculate how many hours each technician has sold each week. It is just 
as important to analyse on what type of jobs technicians gained or lost time. 

Analyse technician labour results and discuss with your team 
There is no point recording technician output if the data collected is just shoved away in the bottom 
drawer.  Each week or month spend some time analysing your technician performance reports and 
where appropriate discuss the results with your team so that, as a group or individually, some means of 
improving the situation can be discussed and put into action.  

Managing the type of work booked in 
The natural tendency is to book in jobs on a first in, first served basis.  

Obviously, any job is better than nothing, but when a workshop reaches a stage of having to book work 
in a day or two in advance, it means that workshop is now in a position to start allocating work to time 
slots, or even days that will match the technicians available.  

For example, a day of purely diagnostic work and timing belts on late model vehicles will most probably 
result in junior staff standing around doing little. In this instance leave some space in the diary for 
general servicing and repairs and fill it up with more advanced jobs only at the last minute. 

Estimate hours when taking bookings 
Job prices can vary from $50 to $5,000 so the number of jobs booked in is irrelevant. Workshops sell 
labour hours, so this is what managers must estimate and monitor when taking bookings. 

As each booking is taken apply your experience to arrive at the best estimate of the time it will take to 
complete the job and any estimated additional work.  Stop booking in work only when you estimate that 
all available technician hours will be fully utilised. 

Review vehicle history with the customer 
When customers drop off their vehicle it is imperative that previous history is reviewed and discussed.  
Very often items listed for future attention after the last service, are now well overdue.  

Technician productivity will be significantly boosted if the go-ahead is given on additional items before 
technicians have started the job, rather than having to report the same problem again and then wait for 
customer approval or parts before the job can be completed. 
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Charge for diagnostic time  
It’s in a technician’s DNA to report and fix problems but if the time spent on conducting a diagnosis is 
not charged out, technician productivity takes a hit.  

Diagnostic work, or simply working out why a problem exists, needs to be treated like any other service 
the workshop provides. You would not do a brake fluid flush for free, so why would you diagnose a 
problem on a customer's car for free. 

Be upfront with the customer and get a financial commitment before going ahead. This methodology 
needs to be applied to stand-alone diagnostic problems, as well as those situations where a customer 
mentions additional problems that need looking at during a routine service. A service is a service, and 
the book time required to perform that service does not allow for time to investigate why the headlight 
globe keeps blowing. 

Over the years I have worked with some hugely successful workshops with highly productive technicians 
and the common trait is that they had all instituted productivity processes similar to those described 
above.  

Working hard is noble, but perhaps for some workshop owners, slowing down and working smarter on 
managing and controlling their technicians' time might make a huge difference to the bottom line.  
Make it a priority. You will be pleased with the results. 

The place to start is www.tatbiz.net.au/capricorn 

Just go for it! 
 


