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INTRODUCTION 
Hello and Welcome to… 

The 7 Reasons why Customer Service Training Fails (which means half the training is a complete waste of time, money and effort!)  

And how you can avoid making these mistakes too!  

If you’re frustrated that your customer service training isn’t delivering what you hoped, and you’re still getting inconsistencies in your levels of customer 

service this will help you find out why and discover what to do about it. 

If you avoid these 7 costly mistakes - and the problems they create - you'll immediately be in a position to ensure your team and your business 

benefit directly from your training activities. 

So you can capitalise on that investment and the impact it has on your bottom line. 

In fact: 

It’s ignoring these errors that costs businesses fortunes in wasted time, ineffective employees and lost sales. 

But when you invest in EFFECTIVE customer service training  it can make a real difference.  

So, before we get into the 7 reasons let’s just remind ourselves of the reasons why we want to do any customer service training and the real difference 

it can make. 

Why invest in effective customer service training? 
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Here are ten reasons why you want to get your customer service training right… 

1. Your customer service and the whole customer experience might be the one thing that sets you apart from your competition.  

Don’t leave it to chance. 

2. Your customers can soon spot when your team haven’t been given the skills, knowledge, authority and confidence to deliver this.  

If you want your customers to be loyal demonstrate you’re willing to invest in the service they receive. 

3. Consistency in the service your customers receive each and every time they visit means they won’t be disappointed on their second, seventh 

or even 70th visit. Consistency doesn’t happen by accident. 

4. Investing in training results in better employee engagement, and all the associated spin-offs. 

5. Skilled and confident team members mean you get better productivity and lower absenteeism which enables you to contain labour costs 

without compromising on service levels. 

6. The more competent your team the easier it will be for you to give them authority to deal with day-to-day events as well as resolving problems 

or complaints, saving time, effort and heartache for the customer, the team member and you or your management team. 

7. Knowledge and confidence to offer other services enables team members to spot opportunities to up-sell and cross sell when appropriate 

helping to increase sales (on the right products and services) and boost profit margins. 

8. Training enables your team to see the bigger picture and encourages ideas for delivering even better service so you can get their full buy in as 

you tweak your approach and keep exceeding your customers’ expectations. 

9. Your team get to understand each other’s’ roles, promoting a willingness to cover and support each other at peak times so your customers 

get a seamless service and you don’t need to depend on unreliable temporary staff.  

10. You can be confident your team can cope without you so you can focus on working on your business rather than being perpetually sucked 

into the day-to-day operation (and enable you to take a well-earned break when you need to).  
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I occasionally get asked to deliver one off training workshops. There’s nothing wrong with a one off workshop providing it’s not just a sheep dip, and 

everything else is in place to support delegates once they get back to the workplace. 

I’m sure you, like me, can think of occasions when you’ve attended training, a seminar, or workshop, and returned to work the next day and carried 

on exactly as you did before. You’ve probably seen this happen with colleagues too.  

It’s such a waste!  

Not just of precious training budgets, but of people’s time and talents. 

If my 33 years’ training experience has taught me anything it’s that training (whether that be customer service orientated or not) seldom - if ever - 

works in isolation. It’s what happens before and after the training that’s just as important if you want to make a real difference and make long lasting 

change.  

 

 

Maybe not all of them apply ….  but just making one or two of these mistakes could mean you’re wasting effort, wasting time and wasting money. 

So let’s get going on the seven reasons why. And what you can simply do to overcome them. 
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REASON # 1  

Without planning and a clear idea of what you want to achieve from your training your team won’t know why they’re there so you get no buy-in. 

Added to that it’s difficult to structure training and nigh on impossible for you to evaluate its success if you don’t know what it is you’re setting out to do 

in the first place. 

Before you start be precise about what you are looking to achieve. What do you want to improve, and how will you know when it's been achieved?  

Review your values and your vision for customer service. Where are the shortfalls, and are these actually training needs or is it down to infrastructure, 

leadership or resources? What training has gone before and what will best suit the dynamics of your team? 

Think of your objectives in actionable terms. “To understand the importance of customer service” means nothing. What do you want people to do 

differently as a result of the activity? 

Ensure you have clearly defined expectations and standards. If you can’t describe or demonstrate what good looks like how will your team know 

when they’re doing it right? Having clear takeaways makes it easier to bet buy in from the team, and gives a way of measuring your return on 

investment.  

Brief team members beforehand so that they have a clear picture of what they should be taking away from the training. Tell people what they will be 

learning and why. This means relating to personal some benefit; will it make their job easier, quicker, safer, or more interesting or fun?  
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REASON # 2  

We’ve all been there, haven’t we? - those boring courses where you sit through a longwinded monologue, or torturous PowerPoint presentation for 

hours and the only highlight is the lunch? There's nothing worse than a chalk and talk 'lecture'. Get everyone's involvement as much as possible.  

Stop thinking about training purely as an activity that takes place in a classroom; get creative with your training. 

Get as much involvement as possible. Use icebreakers to get everyone relaxed. Ask for their opinions, and get them to put forward their own ideas 

through exercises or group activities. Add in energisers and brainteaser exercises to break up the formal sessions. Use team exercises to encourage 

interaction, and quizzes and games which add an element of competition and fun. 

If using an external provider check what they’ll be doing to engage the team. 

Recognise people’s different learning styles and use a variety of methods to appeal to a wider audience. Stimulate all the senses by using music, 

creating mental pictures, use stories and metaphors to illustrate your points. Use props and live examples that people can touch, smell or even taste.  

Add variety. Do something different to what people are used to, to make it interesting and memorable. Take people away from their normal 

environment (as long as this doesn't make them feel uncomfortable), use interesting presenters or even actors.  

Whenever taking people away from their workplace plan ahead. It's disruptive for the team and anyone else involved when people are given 

inadequate notice. Staff who are concerned about their day-to-day duties not being covered will at best be distracted, if not arrive late, leave early, 

or simply not turn up at all. Plan events with some forethought for people's schedules, busy periods in their working week or month and consideration 

for a life outside work. Give plenty of warning. 
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REASON # 3  

“I know that’s what they told you on the course, but that’s not the way we do things in this department”.  

Your team only get confused if you’re saying one thing but doing another. For example you’re stressing the importance of customer service and to 

keep the customer happy, but all your metrics are centred on the bottom line and profitability. 

On the one hand you’re saying how to treat customers, but on the other your team get to hear or see a poor attitude to customers from supervisors or 

managers.  You’re stressing the importance of their commitment to the training, yet no one in a senior position even takes part in training. 

It’s easy for different managers to have different expectations and different interpretations of the standards you expect. The more clearly you have 

these defined (and documented) in behavioural terms the easier it will be everyone to be consistent and know exactly what’s expected of them. 

You and your management team of course need to demonstrate the standards to ensure a consistent message. Reinforce your commitment to 

customer service by getting involved (or at least a cross-section of managers) with customer service training. 

Acknowledge when you spot great examples of good practice. This helps reinforce messages, demonstrates to everyone what good service looks like 

and helps bring the training to life. Recognise and reward staff who go the extra mile and give exceptional customer service. Share successes and 

results so everyone recognises the impact.  
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REASON # 4   

Classroom theory and discussion is fine, but transferring and practising that learning to the workplace can sometimes be a challenge. It’s all too easy 

to go back into the workplace and carry on exactly as they did before, particularly when training has been delivered by a third party provider, 

detached from the business. 

Using relevant examples and illustrations can help people relate to their own job. 

After training test everyone’s understanding of the key points and ask for ideas on how they are going to implement 

what they have learnt. Help the team identify situations where they can put their learning into practice as quickly as 

possible. 

Identify any obstacles that might stand in the way of this happening. As well as their newfound knowledge or skill do 

they have the necessary resources, time, authority, peer support and opportunity to put their learning into practice? (Reason #5) 

We shouldn't expect perfection straight away. People need time to practise and find their own way of doing things, and not be afraid to make 

mistakes when they apply their learning.  

Use role play whilst still in the safety of the training environment to allow the team to practise their new skills, and find their own way of saying things in 

their own voice. Most staff find them intimidating, but better to practise now than fluff it in front of the customer and lose confidence altogether. 

It takes time, repetition and practice for new skills to become habit. Assigning a mentor, coach or buddy can help overcome the initial barriers to 

perfecting a new skill. Review and reward progress. As Saadi said “Have patience. All things are difficult before they become easy”. 
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REASON # 5  

Too much red tape, poor systems or lack of resources means with the best will in the world people can’t put into practice what they’ve learnt.  

Worse still, a lack of support from line managers, as people are thrown straight in at the deep end without any time to reflect on what they’ve learnt. 

Check systems you have in place to enable your team to deliver customer service to the standard you expect. There’s nothing more frustrating for 

team members knowing what they should do but the system won’t let them.  

Keep them in the loop so they are kept up to date. Product knowledge is a must. Conduct briefings so your team knows what's happening on a day-

to-day basis: who’s expected, what's on offer, what's not available, special offers and deals, what else is going on today in other parts of the business. 

Ensure the experience your customers have before they even have contact with any of your team, and what happens after they leave, is consistent 

with the service they get directly from your team. 

Listen to what your team tell you about shortfalls in the customer journey. Unless followed though promptly, any potential barriers will simply provide an 

excuse for the team not to implement their training. The longer problems are left unresolved, the less the likelihood of anyone applying their learning.   

We often underestimate people’s capabilities. You’ll be surprised just how resourceful your team can be given the right direction. Give flexibility to 

adapt and adopt their own style. Your training efforts will be wasted if they have to seek authority or escalate every little query.  Give your team a 

sense of ownership and pride by encouraging them to come forward with their own ideas of how service can be improved and make every effort to 

take their ideas on board.    
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REASON # 6  
No business in their right mind would continue investing in anything unless it was paying dividends. But this is what happens with training all the time! 

In its simplest terms measuring training effectiveness is asking the question 'Did the training achieve what we set out to do?' 

Don't continue to invest in learning and development activities unless they are paying dividends. However recognise that sometimes this will be a long-

term return; so set some specific short-term criteria where people can demonstrate what they've learnt.  

The more specific your objectives at the outset the easier it will be for you to determine whether or not the development activities have achieved what 

was intended, and if this has given value and return on your investment of time, resources and money, so you are getting the most from your 

investment. 

Recognise the role line managers have in the follow up to training. What’s working well, what fresh perspectives have they brought, what needs more 

practice?    

If the training has not yet started to pay off, ask why not. What other guidance, support and coaching do they need in the field from those above 

them to implement their training.  

Particularly when the training is conducted by a third party i.e. someone other than the line manager, individuals might well need further coaching 

and/or support from their line manager. 

It’s important that line managers, mentors, buddies, and coaches have the right skills. Not only does it make for a more cost-effective way to train but 

encourages line manager buy in and provides excellent development for the line manager too.   
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 1 REASON # 7  
Training and learning doesn’t end the moment delegates walk out of the training room. If you’re familiar with the Ebbinghaus effect you’ll know the 

implications of the  Ebbinghaus Curve of Forgetting; that your audience forgets most of what you tell them, sometimes within as little as an hour.  

Which means potentially most training can be a complete waste of your time and effort. Unless of course it’s followed up and reinforced. 

When conducting training provide back up resources such as notes, prompt cards or online refreshers. Build exercises into your daily and weekly 

calendar, etc. as part of team briefings or meetings. 

Reinforce massages with posters or other aide memoires. Follow through with regular reviews and feedback. 

Recognise everyone's role in customer service and the customer experience, not just the front line team.  And that everyone has a role in helping one 

another in developing each other’s skills to deliver this. Equip managers, supervisors, and team leaders to carry out their team development 

responsibilities by giving them the skills and confidence to coach, mentor and support their team and colleagues. Identify staff champions for specific 

service related activities to tap into personal strengths and give a sense of responsibility.  

Make customer service part of the day-to-day focus, for it to become second nature for people to help and support one another in delivering 

outstanding service. An environment where it's okay to ask questions and to admit that you don't know all the answers, where people are encouraged 

to seek out new activities and it’s accepted that people will fail occasionally as long as they learn from experience.   

Create a culture where your team have permission to do something spontaneous if they see an opportunity to enhance the customers’ experience. 
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IN SUMMARY 
So we’ve now reviewed each of the 7 reasons why customer service training so often fails. And the mistakes businesses 

unwittingly make with their customer service training which potentially means most of the training they do is a complete waste of time, money and 

effort! 

Your customer experience is unique to your business and the problem it solves for your customers. Do you want to do what everyone else is doing or do 

you want to do what solves your customers’ need best and gives them the best experience? 

So before you go diving straight in with your customer service training think of it as just one facet of your customer experience strategy. 

1.  Define your customers service values and vision, and what good service looks like. Plan objectives for your training in line with these. 

2. Make your training and development activities varied, fun and engaging. 

3. Be consistent with your messages and be sure all supervisors and managers become role models for delivering great customer service. 

4. Make it easy to transfer learning to the workplace with the right support to build confidence and form new habits. 

5. Establish systems and an infrastructure that supports great customer service. Empower your team so they have the flexibility to do whatever is 

best for your customer. 

6. Involve line managers in following up customer service training, giving their team support when necessary and measuring the return on 

investment. 

7. Create a culture for delivering great customer service, and give your team ownership in delivering this. 
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What to do next   

Bored, disengaged, apathetic staff not only damage, but can kill your business. And it only takes one or two team members to 'infect' the entire team. 

The emotions you create for your customers will define your brand and ultimately build advocates. And the emotions of your team will undoubtedly 

impact your customers’ emotions.  

In the guide we’ve identified seven reasons why customer service training fails.  

You’ve probably already have identified a few things you might need to be doing more of or do differently. 

Now that you know the seven reasons why customer service training fails I’d like to share with you one area which will have the 

biggest impact on your customers’ experience, and their willingness to spend, their likelihood of returning, and their confidence in recommending you.  

We know that merely keeping customers ‘satisfied’ isn’t enough. We need to build loyalty.  And that comes as a result of doing something that helps 

you stand out, that really wows your customers, and leaves them cared for, appreciated and valued to the extent none of your competitors can. 

So – here’s a question for you:  

We’ve already identified your team have a huge part to play in the customer’s experience. Training alone will not be enough. You need your team to 

be fully engaged as they’re the ones whom you’re dependent on to meet your customers’ expectations and impact the customer experience. 

Getting your team involved, engaged and excited about customer service can be a challenge. But without it you’re fighting an uphill battle. 

Let’s start off by engaging your team in the process with… 
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Here are 28 practical ideas for activities and exercises to get your team actively 

involved.  

So bring your customer service ALIVE! 

 No more boring lectures or team talks.  

 No more scrabbling around for ideas to get your team involved 

 No more worrying about how to get your team taking part in team meetings 

 

Simply conducting one of these activities a week can rejuvenate your meetings and training, 

and will have a massive impact on your team to get them focusing on their role in the 

customer experience and ultimately in the success of your business. 

You’ve enough ideas here for at least four months, by which time you’ll be ready to revisit some of the activities for a second time around. 

Here’s a combination of short and sharp fun activities to energise your team; periodic activities to use as part of your daily, weekly and monthly 

meetings; and activities to make part of your daily and weekly routine. Each activity has a brief description, outlining the objectives, and how to use 

the activity. None of the activities need complicated resources and many of them can be run as impromptu exercises as and when you feel the need 

to inject some energy into the team or to illustrate a particular point. 

You can download 28 Activities to Engage, Energise and Excite your Team in Customer Service here for just £17 (+VAT) 

  

http://www.naturallyloyal.com/press-and-publications/28activities/
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About Caroline Cooper 
My mission is to help the owners and managers of independent businesses develop their teams to enable them to deliver 

outstanding customer experiences – consistently, so you can create naturally loyal customers. 

I feel that same frustration you do when I see all that effort that’s been put into winning new business just go to waste 

because the customer gets an average experience, and given nothing that stands out and or differentiates their experience. 

Unlike many “consultants” my ethos is to make you as self-sufficient as possible, involving you in building your customer service strategy and planning 

the process and training so that you can continue to implement these long after I’ve gone. This means that your training is more cost effective, and 

you have greater flexibility to deliver training as and when it is needed. 

I’ve been writing training material, training teams and coaching managers and business owners for over 30 years. And I love it…   Over 20 of those 

years were spent in the hospitality, leisure and tourism industry which certainly taught me the importance of delivering a consistent level of customer 

service. But I now share my knowledge and experience across a range of industries, with the sole intention of helping them develop their teams so they 

can deliver a consistent level of service that encourages customers, clients, guest – whatever you like to call them - to become naturally loyal 

customers, who come back to do business with you time and again, and happily recommend you to others. 

I am the founder of Naturally Loyal, author of the Hotel Success Handbook (rated No1 on Amazon for Hotel Marketing), a conference speaker and a 

regular columnist for Customer Experience Magazine as well as featuring regularly in other industry publications. 

Follow me on twitter @carojcooper 

Connect with me on LinkedIn www.linkedin.com/in/carolinejcooper 

Facebook www.facebook.com/naturallyloyal 

Website www.NaturallyLoyal.com 

or simply drop me an email at caroline@naturallyloyal.com 

Naturally Loyal is a trading name of Zeal Coaching Ltd 

Registered in England No 5341489 
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