
perform into this nebulous 
concept called their “job”, 
often missing the fact that 
this “job” is actually the com-
bination of several different 
hats.  For example, in a deal-
ership it is common for one 
person to wear the hat as the 
receptionist as well as the 
cash application hat, applying 
customer payments to their 
accounts.  These are clearly 
two different hats yet they 
can be confused.  When the 
phones get really busy the 
receptionist has “no time” to 
get the payments applied and 
the result is no deposit today.  
The employee feels that he or 
she was busy all day and did 
the “job”, yet there was no 
production from one of the 
hats and that “job” went com-
pletely undone. 
 

Continued on next page... 

In my travels around the 
country I am often asked, 
“How can I get my employ-
ees to do what they’re sup-
posed to do?”  Many a dealer 
has felt the frustration of un-
covering a problem in the 
business that should have 
been handled by an employee 
in the normal course of busi-
ness.  I hear explanations 
like, “Well, that’s how things 
are today. People really don’t 
care” or “People are just 
lazy.”  The problem with 
these explanations is that they 
don’t open the door to a han-
dling of the problem.  How 
do we correct people not car-
ing or people being lazy?  In 
reality, this is a very difficult 
thing to tackle as a generality 
pertaining to all people.  We 
can, however, handle this 
problem on an employee by 
employee basis. 

A major tool in the Hubbard 
Management System is staff 
hats.  As defined in the Hub-
bard System, Hat is “a term 
used to describe the write 
ups, check sheets and packs 
that outline the purposes, 
know-how and duties of a 
post.”  It comes from the 
days of rail travel where each 
of the workers on a train 
could be identified by the hat 
they wore; the engineer, con-
ductor, porter, etc. each wore 
a distinctly different hat.  
Though many dealerships 
have and use job descriptions 
few of them contain all of the 
components called for in a 
Hat. 
 
In today’s society most peo-
ple operate with the belief 
and understanding that they 
have a “job”.  Most tend to 
lump all of the duties they 
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derstanding that a big part of 
the purpose of his job was to 
fix the systems in the field as 
profitably as possible.  He 
replied by saying, “wait a 
minute, I’m supposed to be 
helping us remain profitable?  
In that case we should be do-
ing …”, he went on to list five 
things that he felt were wast-
ing money in the service de-
partment and how they could 
be corrected.  By the way, 
three of those suggestions 
were great.  Employees that 
are not given a clear under-
standing of the purpose of 
their post are very limited.  
With a clear understanding of 
the purpose of the post the 
employees can now think on 
their feet and make sugges-
tions as to how we can better 
achieve the purpose rather 
than blindly follow the path 
laid out by their predecessor. 
 
B.  It’s relative position on 
the Organizing Board 
 
The Organizing Board is an-
other tool in the Hubbard 
Management System.  It is a 
document that lays out all of 
the posts and functions of the 
company.  All functions are 
aligned in seven divisions of 
the company following their 
natural sequence. .  Having 
each person know how their 
hats relate to the others is also 
critical to success. 
 
C.  A write up of the post 
 
Each post or hat must have a 
write up outlining the basics 
included here.  This write up 
is best done by someone hold-
ing the post with input from 
their manager and other peo-
ple that interact with the post.  
Parts of this write up are what 

most dealerships have in 
place as their current job de-
scriptions.  However, I’ve 
seen far too many that omit 
key components like those 
listed here as items A, B, F, H 
and I. 
 
D.  A check sheet of all poli-
cies, manuals, procedures, 
etc. for the post 
 
Each post will have its own 
key policies and procedures 
as well as specific documents 
and manuals that are used 
regularly.  These should be 
included in the hat materials 
along with a check sheet that 
tells them what order in which 
to study them, and provides a 
process for them to report 
what they’ve done.  This 
makes the initial training 
phase, what’s referred to as 
instant hatting in the Hubbard 
Management System, a sim-
ple and quick process. 
 
E.  A full pack of written 
materials 
 
Having all of the necessary 
written materials in one pack, 
called a hat pack, makes it 
easy for the employee and 
their manager to review as 
needed and it keeps all perti-
nent information at their fin-
gertips. 
 
F.  A copy of the Organizing 
Board 
 
Since the Organizing Board is 
essentially the roadmap of the 
organization, listing all func-
tions and who handles each, 
it’s important that each hat 
pack contains a current copy. 
 

Continued on next page... 
 

Another common example is 
for the sales manager to also 
wear the hat as the marketing 
manager.  In this case the 
outcome is typically little or 
no marketing being done as 
the demands of the sales team 
are more immediate and po-
tentially more rewarding in 
the short term.  In both of 
these examples you have an 
employee with two very im-
portant hats allowing one of 
them to go with little or no 
production and thus little or 
no results.  These scenarios 
play out in dealerships all 
over the country on a daily 
basis.  Employees, not under-
standing the need to separate 
out their hats and get produc-
tion on each one, leave large 
areas of the business uncov-
ered. 
 
So, how do you correct this?  
In applying the Hat concept as 
outlined in the Hubbard Man-
agement System you need be 
to have nine components, 
lettered A- I, clearly outlined 
and understood for each hat or 
post in your company.  I will 
list each of them with a brief 
description. 
 
A. The Purpose of the Post 
Each hat must have a write up 
of the purpose of the post.  
All too often employees go 
through the motions of their 
post with little understanding 
on why they are doing what 
they are doing.  For example, 
I asked a technician why he 
had to document all of the 
parts he used and where.  His 
response was, “So the owner 
knows I’m not stealing the 
parts.”  He had no concept of 
how parts usage data was 
tracked to report profitability 
of contracts and no real un-
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By following this process and 
creating Hats in your dealer-
ship that contain the nine 
items above you will create an 
environment where your staff 
understands what is expected 
of them and has the knowl-
edge to really think on their 
feet.  Each employee is em-
powered with the data and 
tools to truly get the job done 
and to understand what “jobs” 
they are doing.  The confu-
sion created by assigning dis-
similar functions to one em-
ployee can be sorted out lead-
ing to production in all areas. 
I have seen miraculous 
changes happen in dealerships 
almost overnight.  The people 
that used to be categorized as 
“not caring” or “just lazy” all 
of a sudden wake up and 
really get it into gear.  So I’ll 
close with a challenge; go 
back and compare your cur-
rent job descriptions to the list 
above and see if you’re cover-
ing all of the points.  If not 
work out a plan to get them 
all in place and see what hap-
pens.  You’ll be amazed at the 
results you can get.  Don’t 
hesitate to call on us if you 
need help. 
 

G.  A flow chart for the post 
 
This flow chart illustrates 
what is received by the post, 
what changes are expected to 
be made by the post it and 
where they are to be routed 
upon completion.  For exam-
ple, cash application would 
receive checks, be expected to 
post them to customers’ ac-
counts and then route them to 
accounting for posting to the 
bank account and deposit in 
the bank. 
 
H.  The product or products 
of the post 
 
Every post must have one or 
more things that it produces, 
the actual product of the post.  
The hat must contain a clear 
write up of the product(s)).  
For example, the product of 
the sales post is closed sales, 
for a service technician it is 
completed service calls, for 
accounts receivable it is funds 
collected, etc.  Like the pur-
pose listed earlier, it is vital 
that each employee know 
what product(s)) are expected 
to be produced from each hat 
they wear. 
 
I.  The statistics of the post 
 
Statistics measure the level of 
production called for in Item 
H.  Mirroring the products 
listed above the statistics for a 
sales rep would include $ sold 
and things like # of appoint-
ment, for a technician they 
would include # of calls com-
pleted and probably first call 
effectiveness and for accounts 
receivable you would have 
things like $ collected and # 
of collection calls made. 
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Having all of  the nec-
essary written materi-
als in one pack, called 
a hat pack, makes it 
easy for the employee 
and their manager to 
review as needed and 
it keeps all pertinent 
information at their 
fingertips. 
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