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TRAINER
CUSTOMER EXPERIENCE TRAINING IN GLACIER COUNTRY



TRAIN THE 
TRAINER
WORKBOOK

For visitors to Montana’s Glacier Country, 

EXPERIENCE IS EVERYTHING 
—and as a Glacier Country business, your 
employees have a huge impact on the quality 
of that experience. We know that you’re 
invested in offering exceptional service to our 
visitors; after all, a delighted customer is more 
likely to leave a positive review, recommend 
your company to others and return to your 
company during their next visit. We also know 
that efficient employee training is crucial as 
you prepare for seasonal operations. So, 
we’re here to help.

THIS COURSE IS FOR:
owner-operators, managers 

& team leaders who train 
customer-facing employees.



This course is
made up of
two parts:

In Part One, we’ll guide you through exercises that will help you to 

generate your vision for a great customer experience and align your 

internal policies with that vision. 

In Part Two, we’ll set you up with tools for reinforcing that vision with 

your customer-facing employees—upon hire, at orientation and 

throughout your operating season.

At the end of this course, you will have:
● everything you need to lead an effective customer service training program for your employees

● clear expectations for your customer’s experience

● well-articulated policies and incentives that support delivery of that experience

● a complete toolkit of activities for communicating all of this with your team
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WHAT TO EXPECT: The first step toward providing an 

exceptional experience for your customers is to clearly define—first for 
yourself, and then for your team—what that experience looks like. From 
there, you can articulate your expectations of your employees clearly, and 
ensure your internal policies and incentives support your employees to 
deliver that experience consistently. 

In Part One, we’ll guide you through this process with a series of targeted, 
productive exercises. These exercises will also prepare you to lead 
employee training sessions yourself, with the help of the corresponding 
activities you’ll discover in Part Two.

These prompts are designed to 
generate valuable and practical 
insights. We’ll capture your insights, 
indicated by this icon, and then apply 
those insights as we build your 
customer experience training program.

The exercises in Part One offer various 
prompts, indicated by this icon. Each 
prompt is an opportunity for you, as 
your company’s leadership, to reflect, 
brainstorm and gather input on an 
important aspect of customer service. 

PART ONE

PROMPTS

INSIGHTS

TRAIN THE 
TRAINER
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DEFINING THE
CUSTOMER 

EXPERIENCE
Let’s start at the beginning: with your 

customer’s experience. Depending on your 

industry, your customer’s experience might 

be a singular encounter, like stopping en 

route for an ice cream cone, or a series of 

multiple encounters, like reserving, checking 

in for and then going on a guided river trip. 

We want to be able to describe—consistently 

and in sufficient detail—your expectations for 

each customer’s experience at every step.

PART ONE
SECTION ONE 6



EXERCISE

1
Describe a GREAT EXPERIENCE you’ve had as a customer at another 
business in your industry—a positive experience in which your 
expectations were met nicely.

A CUSTOMER’S
PERSPECTIVE

An effective way to define 
our intentions for our 
customers is to reflect on 
our experiences as 
customers ourselves.

TIP In response to 
each prompt,  list 

as many details as 
possible, making note of 
significant actions (or 
inactions) of the staff you 
encountered. 

Describe an EXCEPTIONAL EXPERIENCE you’ve had as a customer 
at another business in your industry—an experience you considered 
above-and-beyond that exceeded your expectations and inspired rave 
reviews.

7



Describe a POOR EXPERIENCE you’ve had as a customer at another 
business in your industry—a disappointing, unacceptable experience 
that fell short of your expectations.

Based on these personal experiences, list your KEY EXPECTATIONS 
AS A CUSTOMER  in your industry.

continued

EXERCISE

1
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EXERCISE

1.1
Why do our customers visit us? What are they hoping for?

BE YOUR
GUEST

Walk yourself through the 
experience of your typical 
customer, from the initial 
contact with your 
company through the 
delivery of your service to 
the conclusion of your 
interaction. Consider the 
following questions  with 
this full customer 
experience in mind.

What are we known for? What do we want to be known for?

EXERCISE

2
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What are the best aspects of being one of our customers?

What are the toughest aspects of being one of our customers? What 
can we do to ease these challenges?

EXERCISE

2
continued
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Our customer has had a great experience at our company when:

Now that you’ve spent 
some time looking at 
things from your 
customer’s perspective, 
let’s use that perspective 
to define your vision for 
their experience.

TIP
Keep in mind the 
expectations you 
listed in exercise 1.

Let’s define a 
great customer 

experience at your 
company — a positive 
experience in which your 
customer’s expectations 
are all nicely met.

FIRST

EXERCISE

2
continued
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In order for our customer to have a great experience, WE MUST:

Let’s identify the 

ACTIONS your
team needs to take to 
provide a great customer 
experience, as well as the 
actions your staff can take 
to exceed your customers’ 
expectations.

In order for our customer to have an exceptional experience, WE CAN:

NEXT

EXERCISE

2
continued
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Identify a few reviews that align with your definition of a great customer 
experience—an experience that meets expectations. Note common 
themes of those GREAT REVIEWS here:

LISTENING TO
CUSTOMERS
When making their travel 
plans, visitors to Glacier 
Country rely on social 
media & online reviews— 
and then, on those same 
platforms, they share their 
experiences with future 
visitors. Let’s dive into 
these customer feedback 
platforms to see what we 
can learn about the 
customer experience at 
your company.

FIRST Choose an active 
feedback platform 

and read through the latest 
reviews, tags or mentions 
of your company. 

Identify a few reviews that highlight an exceptional customer experience 
—an experience that exceeds expectations. Note common themes of 
those EXCEPTIONAL REVIEWS here:

EXERCISE

3
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Identify a few reviews that illustrate a poor customer experience—an 
experience that falls short of expectations. Note common themes of 
those POOR REVIEWS here:

TIP Maintain a list of 
all  websites  and 

social media platforms 
where customers share 
their experiences with 
your company.  In Part 
Two, an interactive 
employee activity will help 
you to compile and 
update your list of review 
sites with input from your 
team.

Recurring themes in customer feedback can indicate what’s most important to your 
customers and which employee actions are most impactful. Take a moment to 
review your earlier definitions of customer experience in exercises 1.1 and 1.2, and 
edit or add to them with these themes in mind.

EXERCISE

3
continued
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When customers share constructive or negative feedback, we APPLY 
THAT FEEDBACK by:

CUSTOMER
FEEDBACK

LOOPS
Customers can share 
feedback in a variety of 
ways: by leaving reviews 
online, posting or 
commenting on social 
media, responding to 
surveys, or even filling out 
comment cards. But, 
having captured all of this 
feedback, how do you put 
it to use? Let’s take a look 
at your customer feedback 
loops to be sure you’re 
converting this feedback 
into actionable measures 
for your employees.

When satisfied—or overjoyed!—customers share positive feedback, we 
recognize and CELEBRATE our team’s success by:

EXERCISE

4
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We FOLLOW UP with customers who have shared feedback by:

TIP AS COMPANY 
LEADERS,    you 

can survey customer 
feedback at any time to 
determine your team’s 
needs for ongoing training 
and refreshers, as well as 
opportunities for 
recognition & celebration.

EXERCISE

4
continued
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EMPOWERING
EMPLOYEES

The basis of a great customer experience 

is a great team. And what do we mean by 

a great team? That’s what we’ll define in 

this section.

PART ONE
SECTION TWO
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Circle the TANGIBLE ASSETS that apply to your company, and write in 
any others that aren’t listed here:

UNDERSTANDING
INTANGIBLE

ASSETS
Depending on your industry, 
your company value 
consists of both tangible 
and intangible assets. Asset 
protection may already be 
part of your risk 
management plan, 
workplace safety protocols 
and emergency procedures 
—and a conversation about 
company assets can also 
play an important role in 
customer experience 
training. To understand why, 
let’s first review common 
assets—both tangible and 
intangible—that your staff 
might have an impact on.

Equipment

Real Property

Inventory

Vehicles

Cash

Circle the INTANGIBLE ASSETS that apply to your company, and write 
in any others that aren’t listed here:

Company Reputation

Customer Relationships

Employee Goodwill

Trade Secrets

Employee Safety

Customer Safety

Confidential Data

Customer Lists

Brand Recognition

While employees may already identify tangible assets as valuable, it’s essential for 
employees to also understand their responsibility for your company’s intangible 
assets. If your employees begin to view company reputation and customer 
relationships just like they view cash in the till, they can become more personally 
invested in protecting these intangible assets by providing a high-quality customer 
experience.

EXERCISE

5
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Why do our employees want to come to work with us?

AN EMPLOYEE’S
PERSPECTIVE

Because we know that a 
great customer 
experience starts with a 
great employee, let’s 
examine what it’s like to 
work for your company. 
Consider the questions in 
this exercise from the 
employee’s perspective.

What are the best aspects of working for our company, as a whole and 
in each role?

EXERCISE

6
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What is our reputation as an employer?

EXERCISE

6
What are the toughest aspects of working for our company, as a whole 
and in each role?

continued
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What is the reputation of our work environment?

How would our employees describe our company philosophy?

EXERCISE

6
continued

21



Our vision of a positive employee experience at our company is:

Now that you’ve spent 
some time looking at 
things from your 
employee’s perspective, 
let’s use that perspective 
to define your vision for 
their experience.

EXERCISE

6
continued
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What motivates our employees?

SUPPORTED
EMPLOYEES

Creating the positive 
employee experience 
you’ve just described will 
help attract great people 
to your team. Once 
they’re hired, what are 
their incentives to stay 
and to provide the 
customer experience you 
expect? Consider the 
questions in this exercise 
from the employee’s 
perspective.

How do we already incentivize our employees to provide a great 
customer experience?

EXERCISE

7
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How do we recognize employees for exceptional customer service?

Do our employees have ways to recognize each other for good work?

EXERCISE

7
continued
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How do we celebrate successes or milestones with our employees? And 
how do we protect time so all employees can participate?

Let’s align your vision of a positive employee experience with your 
customer service expectations. As a reminder, review the expectations 
you outlined in exercise 1.2.

NEXT

EXERCISE

7
continued
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We RECOGNIZE employees for providing a great customer experience 
by:

Let’s articulate an 
incentive program

that motivates, recognizes 
and celebrates your 
employees’ performance 
while also supporting their 
delivery of great customer 
experiences.

We INCENTIVIZE employees to go above and beyond to provide an 
exceptional customer experience by:

NEXT

EXERCISE

7
continued
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Employees can achieve 
their full potential only 
when they are empowered 
to offer solutions to their 
customers. In order to 
effectively empower your 
employees, start by 
focusing on the things in 
every customer interaction 
that are within their control. 
This approach is especially 
useful when dealing with 
dissatisfied customers. A 
poor customer experience 
may be the result of factors 
fully within your company’s 
control, fully out of your 
control, or a mix of both.

Full Refund

Partial Refund

Discount

Comped Item or Service

EMPOWERED
EMPLOYEES

Empowered employees need to know what tools are at their disposal for 
acknowledging and remedying a situation with a dissatisfied customer. 
Circle the TOOLS your company can make available to employees, and 
write in any others that aren’t listed here.

Free Company Gear

Upgrade

Credit for Future Services

Reschedule

EXERCISE

8

Part Two includes an interactive team activity for brainstorming these 
factors with your employees.TIP
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In response to a poor customer experience that is WITHIN OUR 
CONTROL, our employees are empowered to:

Empowered employees 
also need to know when 
and how to use these 
tools, so let’s clarify those 
procedures for your team.

You might also 
consider different

procedures for each 
employee role.

And call on a manager to intercede when:

EXERCISE

8
continued

TIP

28



In response to a poor customer experience that is OUTSIDE OF OUR 
CONTROL, our employees are empowered to:

TIP You might also 
consider different

procedures for each 
employee role.

And call on a manager to intercede when:

EXERCISE

8
continued
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TRAIN THE 
TRAINER

Now that we’ve synthesized your vision for a great customer experience, 
let’s set you up with practical tools for reinforcing that vision with your 
customer-facing employees. Because we know that your training program 
is unique to your company, the employee training activities in Part Two 
can be customized to fit your particular needs. We’ve also included 
suggestions on how to implement each activity at orientation and 
throughout your operating season. And remember, when your employee 
training sessions generate useful insights, be sure to capture them to 
incorporate into your employee handbook and future training sessions.PART TWO

SUPPLEMENTAL MATERIALS 
TO DOWNLOAD AND PRINT

SUMMARY POINTS

INSTRUCTIONS 
FOR THE ACTIVITY LEADER 

TRAINING OBJECTIVE

LOOK FOR THESE ICONS TO NAVIGATE EACH ACTIVITY:

30



● Review your own insights on customer 
expectations from Part One, and add any to the list 
that your employees may have overlooked. 

● To conclude, ask for suggestions and guide a conversation on 
specific actions your employees can take to meet—and 
exceed—these common customer expectations.

A CUSTOMER’S
PERSPECTIVE

1. Break staff into small groups of 3-4 to encourage 
participation.

2. Each group receives a stack of post-it notes, and 
each person receives a Participant Worksheet. Allow time for 
participants to answer worksheet questions individually, 
encouraging them to make detailed notes.

3. Within each group, ask participants to share their great 
experiences. Ask them to help each other identify their 
expectations as customers in the stories they shared and then 
write those expectations down—one expectation per post-it 
note. Repeat this process with exceptional and poor 
experiences.

4. Reconvene and have someone from each group stick all 
post-it notes up on a board or wall in front of the group. Group 
similar expectations together into categories to create a visual 
representation of the key themes. 

5. Summarize the responses for your team, and encourage them 
to anticipate that their customers will come to your company 
with these same expectations.

ACTIVITY

FOCUS ON THE CUSTOMER’S 
EXPECTATIONS

ORIENTATION

ONGOING

Use this full activity as an 
orientation opener or warmup.

Shorten this activity for a staff 
meeting by answering only the 
first question on the Participant 
Worksheet.

Participant Worksheet

31



Describe a GREAT EXPERIENCE you’ve had as a 
customer at another business in our industry—a positive 
experience in which your expectations were met nicely:

PARTICIPANT
WORKSHEET

Describe an EXCEPTIONAL EXPERIENCE you’ve had as 
a customer at another business in our industry—an 
experience you considered above-and-beyond that inspired 
rave reviews:

Describe a POOR EXPERIENCE you’ve had as a 
customer at another business in our industry—a 
disappointing, unacceptable experience that fell short of 
your expectations:

A CUSTOMER’S
PERSPECTIVE

1

2 3



● To conclude, reiterate the important point that you 
value intangible assets like company reputation and 
customer relationships just like cash in the till, and 
that your employees can protect those assets by 
providing a high-quality experience to your 
customers.

COMPANY
ASSETS

1. Ask employees to list what they consider to be 
your company’s valuable assets. Write their 
collective list where everyone can see it.

2. If needed, introduce the concept of intangible assets, like 
company reputation, to help complete the list.

3. Selecting one asset from the list at a time, ask employees to 
first describe how that asset might be damaged, and then 
describe how they might take responsibility for protecting that 
asset. You might lead with your own example to get the 
discussion started. Below is a list of assets for your reference:

ACTIVITY

PROMOTE INVESTMENT IN 
PROTECTING COMPANY VALUE

ORIENTATION

ONGOING

Use this activity with your full staff 
to give context to customer 
service policies and procedures.

Tailor this activity to small groups 
by focusing on assets handled by 
employees in specific roles.

N/A

33

Common 
Tangible Assets:

Inventory
Operations equipment

Vehicles
Real property

Cash

Common 
Intangible Assets:

Company reputation
Customer relationships

Employee goodwill
Trade secrets

Employee safety
Customer safety
Confidential data

Customer lists
Brand recognition



1. As a team, brainstorm a list of all the social media 
platforms and review websites your employees 
personally visit when making decisions about what

company in your industry to choose. Record this on the 
Activity List (which you can post & update as needed).

2. Break into small groups of 2-4. Divide your list of social media 
platforms and review websites evenly between the groups.

3. Present your definition of a great customer experience.

4. Ask each group to read through the latest reviews, tags and/or 
mentions of your company on their assigned sites and identify 
one that aligns with your company’s definition of a great 
customer experience (one that meets expectations), one of an 
exceptional experience (one that exceeds expectations), and 
one of a poor experience (one that falls short of expectations).

5. Reconvene and ask each group to share their great review. 
Discuss any common employee actions evident in these 
reviews. Repeat for exceptional and poor reviews.

6. Together, make a list of a few things your customers are 
currently responding to positively, and discuss how you might 
build on those things. Then make a list of a few things your 
customers have been frustrated with lately, and discuss how 
you might improve in those areas. Post these action items 
where internal staff can see them, and check back in on 
progress in these areas at your next staff meeting.

● Review the actions your team can take to 
meet—and exceed—customers’ expectations.

WHAT’S OUR
REPUTATION?

ACTIVITY

ILLUSTRATE HOW EMPLOYEE 
ACTIONS IMPACT COMPANY 
REPUTATION

ORIENTATION

ONGOING

Establish the process for this 
activity with an initial 30-45 
minute full-staff session.

34

Repeat an abridged 5-10 minute 
version regularly at staff meetings 
or the start of a shift.

Activity List



ACTIVITY
LIST

OUR CUSTOMER
FEEDBACK

PLATFORMS

WHAT’S OUR
REPUTATION?



1. Using a whiteboard or post-its on a large space 
where everyone can see, ask the group to 
brainstorm an exhaustive list of things 

that are in employees’ control. Leave this list up.

2. Next, ask the group to brainstorm an exhaustive list of things 
that are out of employees’ control. Leave this list up next to 
the first list.

3. Lead the group in a discussion of these two lists. Here are a 
few discussion questions to get you started:

● Does anything need to be moved from one list to the 
other?

● What on the out of control list do you wish you could 
control? Is there a way to have more control over 
these things?

● What on the out of control list do our customers 
often see as in your control? Is there a way to better 
manage customers’ expectations on these things?

● What on the out of control list might actually be in 
your manager’s control?

● How can we articulate our span of control to a 
dissatisfied customer while working toward a 
solution?

● Let your team know that they are empowered to 
find solutions for customers in situations that are 
both in and out of their control. Share and discuss 
the tools at their disposal (see Part 1 Exercise 8).

WHAT WE CAN
CONTROL

ACTIVITY

EMPOWER EMPLOYEES TO DEAL 
WITH DISSATISFIED CUSTOMERS

ORIENTATION

ONGOING

Leverage the input of veteran 
staff to help new hires sort out 
what is within their control.

36

N/A

Use a targeted version to 
address a specific instance of 
customer dissatisfaction.



1. Ask each employee to make a list of 10 situations 
unrelated to your company that could be impacting 
a customer’s experience. (i.e. delayed flights).

2. Share as a group and record the collective list of situations 
where everyone can see it.

3. Based on these situations, compile a Top-Ten List of 
Empathizing Questions that all employees can ask to better 
understand a frustrated customer. (i.e. Did you arrive today?) 
Capture this on the Activity List & post for reference.

4. Return to the list of situations from Step 2. Remind employees 
that not all customer frustrations actually reflect the issue at 
hand, and not every problem can be solved by the employee. 
Taking examples from your situation list, ask your team to 
identify what, if anything, in each situation might be in their 
control, and what solutions they might offer the customer to 
improve their experience. Here are a few questions to help 
drive your discussion:

● What would make the customer satisfied? Can we ask 
the customer directly?

● What else might be impacting the customer’s 
experience? Are any of these things within our control?

● Who has the authority to resolve the customer’s issue?
● Did our company cause any part of this issue?
● What happens if this customer leaves unhappy? What is 

it worth to our company to take care of our customers?

● When we approach our customers with empathy, 
keeping in mind the difference between 
empathizing with and taking responsibility for their 
frustrations, we can effectively offer solutions.

ACTIVITY

APPROACH CUSTOMER 
INTERACTIONS WITH EMPATHY

ORIENTATION

ONGOING

Engage leaders or a team of 
more experienced employees to 
lead this activity for new staff.

37

At staff meetings, revisit this 
activity as a role-play exercise.

GETTING TO 
THE CORE OF

CUSTOMER 
CONCERNS

Activity List



ACTIVITY
LIST

1

2

3

4

5

6

7

8

9

10

GETTING TO 
THE CORE OF

CUSTOMER 
CONCERNS

TOP TEN LIST OF
EMPATHIZING
QUESTIONS



1. Prepare the supplemental materials.

2. Select one participant to play the role of 
EMPLOYEE & one to play the role of CUSTOMER.

3. Have the EMPLOYEE draw an Employee Performance Card 
and  the CUSTOMER draw a Customer Perspective Card.

4. Select a scenario from your list on the Scenario Worksheet, 
and briefly describe to the group the circumstances of the 
employee-customer interaction.

5. Have the EMPLOYEE and CUSTOMER act out their roles, with 
the rest of the participants as an audience, for up to 2 
minutes. 

6. As a group, workshop the interaction, being sure to refer back 
to specific policies and expectations to ground the 
conversation. Use the Discussion Questions to prompt your 
conversation.

7. Repeat steps 1-4 with a new scenario and new actors and 
then continue repeating as desired, giving all participants a 
chance to act as both customers and employees in a variety of 
scenarios.

● Review any relevant company policies or employee 
actions that pertain to the scenario.

ROLE PLAY
SCENARIOS

ACTIVITY

APPLY SKILLS IN INDUSTRY-
SPECIFIC SITUATIONS.

ORIENTATION

ONGOING

Use company-wide to reinforce 
training and foster understanding 
between different staff roles.

39

At team meetings, focus on 
scenarios that apply to 
employees’ specific positions.

Employee Performance Cards
Customer Perspective Cards
Scenario Worksheet
Discussion Questions



EMPLOYEE 
PERFORMANCE
CARDS

INSTRUCTIONS: In order to measure and 
reinforce your team’s comprehension of 
company policies and expectations, have 
participants in the EMPLOYEE role draw one 
of these three cards to inform their conduct 
while acting out the scenario. Do not share 
with the rest of the group until the discussion 
afterward.

ROLE PLAY
SCENARIOS

EXCEPTIONAL 
EMPLOYEE PERFORMANCE 

that goes above and beyond 
company expectations

GREAT 
EMPLOYEE PERFORMANCE 

that meets company expectations

POOR
EMPLOYEE PERFORMANCE 

that does not meet 
company expectations



CUSTOMER 
PERSPECTIVE
CARDS

INSTRUCTIONS: Have participants in the 
CUSTOMER role draw one of these cards to 
inform their conduct while acting out the 
scenario. Do not share with the rest of the 
group until the discussion afterward.

Based on your experiences, write in your own 
option here:

ROLE PLAY
SCENARIOS

CUSTOMER PERSPECTIVE:

A FAMILY OF FIVE
traveling with three young children, 
having just arrived from the airport

CUSTOMER PERSPECTIVE:

A RETIRED COUPLE
who has saved up money for years 

to take this bucket-list trip to 
Montana with their dog

CUSTOMER PERSPECTIVE:

A LARGE GROUP OF FRIENDS
on a road trip, all of whom are 

currently very hungry

CUSTOMER PERSPECTIVE:



SCENARIO
WORKSHEET

ROLE PLAY
SCENARIOS

INSTRUCTIONS: Create your own list of 
company-specific scenarios. For each scenario, 
briefly characterize:

● the employee’s role (i.e. The employee 
is a member of the front desk staff)

● a typical, real-world situation in your 
industry that has resulted in a dissatisfied 
customer (i.e. The customers arrive to 
check in and there is no record of their 
reservation)

➔ Keep scenario descriptions short and simple.

➔ Build each scenario around a specific policy, 
customer expectation or employee action.

➔ Ask veteran employees to contribute scenarios 
based on past experiences with customers.

➔ Retain successful scenarios for future use.



DISCUSSION
QUESTIONS

ROLE PLAY
SCENARIOS

● Why was the customer initially dissatisfied? Which of their 
expectations were not met?

● Was the initial issue within or out of company control?

● Over the course of their interaction, did the customer’s 
frustration level change? If so, what caused the customer’s 
frustration to worsen or improve?

● Was the employee’s conduct exceptional 
(above-and-beyond company expectations), great (meeting 
company expectations) or poor (falling short of company 
expectations)? How do you know?

● Is this what the employee actor intended (i.e. what 
was on the performance card)? If not, what might the 
employee actor have done differently to more 
accurately exhibit the conduct on their card?

● How might an employee in this situation demonstrate 
empathy?

● What other questions might an employee in this situation 
ask to get to the core of the customer’s concerns and work 
toward a solution?

● Did the employee act in accordance with or violate any 
specific company policies?

● In this situation, what else is an employee empowered to do 
for the customer? At what point would the employee call on 
a manager? How can the employee articulate this to the 
customer?

INSTRUCTIONS: Use these questions to 
prompt your conversation as you workshop 
each role-play interaction.
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