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It’s Not What You Say,  
It’s How You Say It. 

Shop

This expression couldn’t be more true when it comes to 
training frontline employees in the retail, restaurant 
and hospitality industries - employees who are 
interacting with customers every day. 

Friendly and knowledgeable employees are just as much 
a part of your brand as your logo and store design.

We already know what makes the perfect customer-
facing employee. Friendly but not too salesy. Incredibly 
knowledgeable, but still relatable and helpful to every 
customer who walks in the door. 

Employees like this aren’t just a happy accident. They’re 
not born, they’re nurtured - through training.  

But most training for frontline employees doesn’t set 
them up to be the outstanding employee described here. 
That’s because training isn’t specifically tailored to the 
realities of being a frontline employee. 

The problem isn’t in the material, it’s in the delivery. 

In other words, you already know exactly what your 
employees should know. But getting them to absorb, 

retain and apply that knowledge is the challenging part. 

Training that empowers your employees to perform 
their best isn’t a “nice-to-have” anymore. It’s essential.

This guide will show you how to make your training  
work for your frontline employees - just as hard as they 
work for you. 
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Effective Training: What is it, Why Does 
it Matter and Why Does it Need to be 
Tailored to Frontline Employees? 

A frontline employee’s knowledge and behavior can 
make or break a customer’s experience with your brand. 
And the training you give your frontline employees can 
make or break their knowledge and behavior. 
 
Ineffective training presents frontline employees with 
all the information they need to know. 
 
Effective training doesn’t present, it coaches. 
Effective training makes it effortless for frontline 
employees to absorb, retain and apply all the 

information they need to create an outstanding 
customer experience, 100% of the time. 
 
Employees who have been effectively trained are 
the friendly and knowledgeable experts customers 
remember. 
 
Training has a profound impact on each of the 
following in the retail, restaurant and hospitality 
industries:

What Does Training Impact? 

Customer & Guest Experience

94% of consumers would purchase more 
from a company if they interacted with a 
knowledgeable store associate1

74% always or frequently leave the store 
without making a purchase if they can’t get 
help from a knowledgeable employee2 

A study on customer satisfaction in the 
restaurant industry found that employee 
attributes like knowledge and politeness 
were even more important to customers than 
anything else, including price3 

Satisfied restaurant customers make  
56% more visits per month to casual dining 
restaurants and 28% more visits to fast food 
restaurants than unsatisfied customers4
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Sales & Revenue

Value retailer Dollar General ramped up its  
training program in 2018 to focus on knowing the 
customer and making the most of experienced  
store managers’ knowledge. Sales increased by 
6.8%, and customer satisfaction went up by  
790 points5 

Investing in an ambitious training program for  
sales associates was one of the main tenets of 
electronics retailer Best Buy’s turnaround from 
2010 onwards6 

A study found that sales associates who  
completed online training saw a 5% boost in sales7

Turnover

95% of employees surveyed by LinkedIn would 
stay at a company for longer if it invested in their 
career development8

 
Deloitte’s 2019 millennial survey found that 
lack of training and development was a primary 
reason over 25% of Gen Z and millennials 
planned on leaving their jobs9 

Retail turnover rose to 81% in 201810 

Restaurant and hospitality turnover rose to 75%11 

41% of retail and hospitality employees hardly 
ever look forward to going to work12
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52% of highly engaged companies have 
employees who spend 31-50 hours per year 
on training, vs 20% of low-engagement 
companies13

 
Only 28% of hospitality employees 
surveyed by Gallup felt they knew what 
their employer’s felt they knew what their 
employer’s brand stood for and what 
differentiated it from competitors14

 
Engaged retail employees bring in 69% more 
revenue than their unengaged peers15

Employee Engagement

Health & Safety

A study on the impact of food safety training found 
that although training initially increased employees’ 
knowledge of food safety, it had little to no impact on 
employee behavior.16 But when behavior-based instead 
of knowledge-based training was used, proper hand-
washing increased by up to 52%
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Deskless employees comprise 80% of the workforce globally - that’s 2.7 billion people17.   
And out of these 2.7 billion deskless workers, 619 million work in retail, restaurants and hospitality. 

Why does training for deskless employees in retail, restaurants and hospitality need to be different? 
Let’s first take a deeper look at how deskless employees are different than their 9-5 peers: 

Why is the Effective Training of 
Frontline Employees a Challenge?

How Deskless Employees Differ from Office Employees:

   They don’t have access to a computer

   They work out in the field - in stores, restaurants and more,  
     spending their time helping customers or traveling between locations

   They typically don’t have a company email address

   They work in industries with some of the highest turnover rates18 

   They tend to be younger, working part-time, in shifts or seasonally

   They jump from task to task and don’t have the bandwidth to focus  
     on one thing for long

   They have multiple competing priorities, like other jobs, school work  
     and family commitments
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Why do employees still struggle to retain what they’ve learned after hours,  
day and weeks of training?

2 reasons: 

   Training is based on the presentation of information instead  
      of its practical application

   Training material isn’t repeated or revisited, so employees don’t retain it

2. Employees Don’t Retain the Information After it’s Learned

Most multi-site companies have trainers from head office who train employees 
in-person during visits to individual locations. This gets less and less feasible when 
hundreds or thousands of locations are factored in. Unless trainers can visit every 
location, even the most remote ones, training won’t be standardized, so employee 
knowledge and skills won’t be, either.

3. Training isn’t Consistent Across Every Location

Unfortunately, even though deskless employees make up 80% of the workforce, training 

designed for office workers is still the default in almost every industry. 

 

For this reason, organizations typically run into these 5 challenges with training their frontline workforces: 

1. Employees’ Engagement with Training is Low

Here’s what employees are really thinking while you’re wondering why they’re not 
reading the material and watching the videos in your training program:
 

   I don’t know what’s in it for me
   It’s a pain to access
   It’s an overwhelming information overload
   I can’t access it when I want to
   It’s not fun or rewarding
   I don’t have time for it (On average, employees can only devote 5 minutes per     

      week to professional development and learning.19 )
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It’s impossible to link training to employee performance when progress can’t be 
measured. This is frustrating for learning and development executives because they 
can never be sure how successful training programs actually are. It’s frustrating for 
employees because they know they won’t be recognized for going above and beyond. 
When progress isn’t measured, it’s impossible to correlate achievements in training to 
getting a promotion, for example, which impacts retention. If employees know that the 
effort and time they spend on training pays off, they’re less likely to switch jobs. 

5. Tracking Employee Progress is Limited

$87.6 billion was spent on training last year in the US alone.20  But this spend is 
worthless if training can’t be tied to concrete outcomes, like improvements in key 
performance indicators (KPIs) for each location. Many businesses aren’t measuring 
and analyzing the most important KPIs like conversion rate, basket size and customer 
lifetime value consistently in the first place, let alone correlating them with training 
engagement and completion rates. Measuring the ROI of training helps organizations 
make data-driven investments. It also helps them continuously improve training 
programs, content and formats to better serve employees. 

6. It’s Not Easy to Calculate or Demonstrate the ROI of Training

The problem with most training programs is that there’s just too much information 
that doesn’t take individual and group roles into account. When too much material 
is presented, employees don’t remember the important things. But when insufficient 
or irrelevant material is presented, employees never learn the important things. The 
best way to avoid this is to create learning tracks based on employee role groups, so 
they learn the basics they need and what’s most relevant to their role.

4. Training isn’t Relevant to Each Employee’s Role
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5 Strategies for Designing Effective 
Training for Frontline Employees

Microlearning breaks content into short chunks, typically no longer 
than a few minutes, based around a common theme or function.  
Microlearning has been proven to help learners retain more 
information for longer.21 Shorter sessions reduce the cognitive 
load on learners, and grouping information by theme and function 
gives it more context and makes it more applicable. Microlearning 
also motivates employees to learn, since they know before starting 
that the session won’t take up too much of their time.

The average person spends over 4 hours a day on their phone.22 
Frontline employees may not have access to a laptop, but they do have 
their mobile device with them almost all the time. Mobile learning 
gives your frontline workforce the ability to train wherever they 
are, as many times as they’d like. Unlimited access to training 
materials empowers employees to learn on their own terms and revisit 
information as many times as they need. 

Incorporating game-playing elements like badges, scoring and 
leaderboards into training transforms passive learning into active 
learning. When used successfully, gamification helps learners practice 
the key components of a task and deepen their understanding of 
core concepts.23 It also gives learners an extra boost of motivation to 
complete the training, because they see what’s in it for them - whether 
it be winning a competition or the little ego boost of seeing their picture 
at the top of a leaderboard. One study found that gamified websites 
boosted engagement by a third.24 Another study of game-based learning 
found that self-efficacy (a person’s belief in how well they can complete 
a task or succeed in a certain situation) was 20% higher than it was 
without game-based learning.25

Use Microlearning

Go Mobile to Make 
Training Accessible

Gamify Training
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Working on the frontline with customers is social. Learning should 
be social too. Chances are if an employee has a question, another 
employee somewhere will know the answer. Learning from your 
peers gives information context and meaning, making it more likely 
to stick. But to make the most of social learning in an industry 
where your colleagues could be hundreds of miles away, employers 
must make full use of tech. Equally as importantly, employers must 
foster a culture of knowledge-sharing amongst their employees. 
Social learning will never take off if employees feel too intimidated or 
hesitant to share their knowledge. After a knowledge-sharing culture 
has been established, focus on creating a community where answers 
and best practices can be crowdsourced.

What’s the difference between information and knowledge? Context. 
When creating training content, you should be able to answer these 
questions for each piece of information in there: 

  Who is this information important for?
  What strategic initiatives would this information apply to? 
  Why do employees need to know this? 
  When should employees know this information by? 
  How will this information be applied during an employee’s day-to-day? 

Bonus tip - Coupling internal communications with training content is 
a great way to give information more context. For example, combining 
short lessons on a new product range with the details about the launch 
campaign tells employees why they need to know the information as 
well as how and when they’ll use it. 

Make Learning 
Social

Give Training 
Some Context
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Key Takeaways

The only way to effectively train frontline employees is to first understand what being a frontline 
employee is actually like. This mindset shift will help you make your training work for your frontline 
employees instead of against them.  
 
Effective training that’s specifically tailored to frontline employees needs to be:

Ultimately, when you invest in the way you train your frontline employees, you’re investing 
in your customer experience. 

Short, so employees 
don’t dread doing it

Accessible on mobile,  
so busy employees can  

do it whenever they  
have time

Interactive, fun and 
rewarding, so employees 

have an incentive to 
keep learning without 

being forced to

Social, so learning mirrors 
the reality of working with 

customers and guests

Contextual, so information 
turns into knowledge,  

and knowledge is 
successfully applied

About YOOBIC

YOOBIC is an all-in-one platform that helps multi-site businesses such as retailers, restaurants and hotels deliver the 
perfect customer experience across every location. With YOOBIC’s collaborative, easy-to-use training app, every 
employee is empowered to continuously improve skills and knowledge and always be at their best.

GET A DEMO

https://info.yoobic.com/en/collaborative-learning-demo


13

What Buyers Want: The State of B2C Buyer Experience. Timetrade 2018 Report.

What Buyers Want: The State of B2C Buyer Experience. Timetrade 2018 Report.

Andaleeb, S. (January 2016). Customer Satisfaction in the Restaurant Industry: A Transaction-Specific Model. 

Kashanchi, S. (2018, July 26). How Brand Ambassadors Can Transform Your  Restaurant’s Culture.

Freifeld, L. (February 2019). Training Magazine Ranks 2019 Training Top 125 Organizations.

Hensel, A. (April 2019). Best Buy’s Blueprint for Surviving as a Big Box Retailer in the Amazon Age. 

Do Online Training Work in Retail? Improving Store Execution Through Online Learning

LinkedIn 2018 Workplace Learning Report

The Deloitte 2019 Global Millennial Survey.

Howland, D. Retailers Are Seeing High Employee Turnover

Hospitality Industry Turnover Rate Ticked Higher in 2018

Heyndyk, R. (2017). Retail and Hospitality Staff the Least Engaged 

New Data: How Learning Impacts Engagement and Productivity

Gallup Workplace: A Company’s Purpose Has to Be a Lot More Than Words

CNBC. Retail Turnover a Plus for Economy but Challenge for Stores.

McFarland, P. et al. (2019, May 8)Efficacy of Food Safety Training in Commercial Food Service. Journal of Food Science, 84,6. 

The Rise of the Deskless Workforce.

The Rise of the Deskless Workforce.

When it Comes to Training, Timing is Everything. HR Dive, October 17 2017. 

Freifeld, L. (February 2019). Training Magazine Ranks 2019 Training Top 125 Organizations.

Giurgiu, L. (2017). Microlearning: An Evolving Trend. 22 (1). 

Curtin, M. Are You on Your Phone Too Much? 

Sitzmann, T. (2011).A Meta-Analytic Examination of the Instructional Effectiveness of Computer-Based Simulation Games. Personnel Psychology, 64. 

Kuo, I. (2013) Gigya’s Social Gamification Boosts Content Discovery by 68%.

Sitzmann, T. (2011).A Meta-Analytic Examination of the Instructional Effectiveness of Computer-Based Simulation Games. Personnel Psychology, 64. 

1.

2. 

3.

4.

5. 

6.

7.

8.

9. 

10. 

11.

12. 

13

14. 

15. 

16. 

17.

18. 

19

20. 

21. 

22.

23

24. 

25. 

Resources

https://www.timetrade.com/resource/the-state-of-b2c-customer-engagement-survey/?doc=eyJyaWQiOiIyIiwicGlkIjoxNTk0Mn0
https://www.timetrade.com/resource/the-state-of-b2c-customer-engagement-survey/?doc=eyJyaWQiOiIyIiwicGlkIjoxNTk0Mn0
https://www.researchgate.net/profile/Syed_Andaleeb/publication/241729526_Customer_satisfaction_in_the_restaurant_industry_An_examination_of_the_transaction-specific_model/links/556e501108aeab777226a3a3.pdf
https://www.gallup.com/workplace/235394/brand-ambassadors-transform-restaurant-culture.aspx
https://trainingmag.com/training-magazine-ranks-2019-training-top-125-organizations/
https://digiday.com/retail/best-buys-blueprint-surviving-big-box-retailer-amazon-age/
http://d1c25a6gwz7q5e.cloudfront.net/reports/2015-09-01-Experticity_10.pdf
https://learning.linkedin.com/resources/workplace-learning-report-2018#20 - https://trainingmag.com/training-magazine-ranks-2019-training-top-125-organizations/
https://www2.deloitte.com/content/dam/Deloitte/global/Documents/About-Deloitte/deloitte-2019-millennial-survey.pdf
https://www.retaildive.com/news/retailers-are-seeing-high-employee-turnover/542396/
https://restaurant.org/Articles/News/Hospitality-industry-turnover-rate-ticked-higher
https://hrmagazine.co.uk/article-details/retail-and-hospitality-staff-the-least-engaged
https://www.hrdive.com/spons/new-data-how-learning-impacts-engagement-and-productivity/541080/
https://www.gallup.com/workplace/236573/company-purpose-lot-words.aspx
https://www.cnbc.com/2014/09/23/retail-turnover-rates-on-the-rise.html
https://onlinelibrary.wiley.com/doi/full/10.1111/1750-3841.14628#jfds14628-bib-0026
http://desklessworkforce2018.com/
http://desklessworkforce2018.com/
https://www.hrdive.com/news/when-it-comes-to-training-timing-is-everything/506971/
https://trainingmag.com/training-magazine-ranks-2019-training-top-125-organizations/

https://content.sciendo.com/view/journals/bsaft/22/1/article-p18.xml
https://www.inc.com/melanie-curtin/are-you-on-your-phone-too-much-average-person-spends-this-many-hours-on-it-every-day.html
https://www.prisim.com/wp-content/uploads/2017/02/Value-of-Simulation-Training-Univ-of-CO.pdf
https://www.gamification.co/2013/03/28/gigya-boosts-content-discovery/
https://www.prisim.com/wp-content/uploads/2017/02/Value-of-Simulation-Training-Univ-of-CO.pdf
http://desklessworkforce2018.com/

