Rocky Mountain Roasting Co. 

Guidelines for Barista Training 

For over fifteen years the owners, managers, and baristas of Rocky Mountain Roasting Co. have been working to establish RMR as Montana’s favorite coffee shop.  The cumulative effort of many has contributed to the reputation and recognition of the RMR brand.  Although we as company appreciate and respect the contributions of the past, our guests have little or no concern for past accomplishments - nor should they.  To the customer, the most recent experience is all that matters.   Every employee - the veteran, the rookie, the manager - through their actions has a direct impact on the quality of our guest’s experience. 


In order to assure our guests a quality product and a quality experience we have prepared the following guidelines to accompany the program for training new hires.  

· The training schedule specifies four days of training however some employees may need more time to fully comprehend the expectations of the barista position.  The success of the training effort is not gauged by the number of days training but rather by the depth of knowledge and confidence the new hire takes to their first solo shift.  At the bottom of each training ‘day’ there are lines for the employee and the trainer to sign - by signing, each party is acknowledging that the information has been covered and that the trainee is ready for the next day.  If there are reservations about the trainee’s readiness, sections or even the entire training day may need to be repeated before proceeding.   We want the new hire to be confident and knowledgeable so that their first guest - and every following guest - will have a great experience at RMR.

· Train the trainers!  Before asking an employee to participate in the training of a new hire it is imperative that they are given instruction to effectively utilize the training material.  Review the training day/program with them, go over any areas of unfamiliarity or concern.  For example, if the trainer isn’t certain of the expectations for an ‘accurate and orderly till count’ then all that is needed is a quick discussion.  The trainer must have confidence in their capacity to teach the material.

· Hands-on training doesn’t work!  Teaching ‘by example’ - here, watch me do this - may impress the new hire with your ability to make the perfect mocha but it does nothing to build their skills.  Training is truly coaching.  Perhaps the first time you complete a task and the new hire observes but every time after that the new hire performs the task under your observation and guidance.  Talk them through the process, start-to-finish.  Challenge the new hire to tell you what their next step will be.  Teach the art of multitasking - “ok, you are about to make a latte, take a look at the next three tickets and tell me if they have something in common - is there anything you can do while making this drink that will help with any of the next three?”  By verbally coaching and engaging the new hire in the mental and physical completion of the task you will be giving them both skills and confidence.  

· What is meant by ‘shadow?’  Two of the training days instruct the trainee to ‘shadow’ an experienced employee.  The intention is for the trainee to stay close to the veteran, observing and learning.  The trainer should explain the what/where/why of every activity.   When appropriate, encourage the trainee to take part in the process.  After the day of shadowing, the roles will change with the veteran observing and guiding the new hire as they complete the  necessary task.  The ‘shadow’ day is intended to offer the new hire the confidence to perform the role the next day. 

· Question & Answer.  No one learns from being spoon-fed information!  Once you have presented information or a process to a new hire immediately begin to solicit feedback from the trainee. “Why is important to always confirm the order with the guest?” “Why do we roast our beans locally?” “How do you know when to stop steaming the milk?”  Quizzing the trainee reinforces the information and requires that they truly engage in the training process.  Further, it establishes the understanding that asking questions is part of the process, there is no shame in having to ask a question - the greater mistake is to proceed without clarity and risk the quality of the guest experience. 

· Flexibility - the store environment may influence your training process.  Perhaps it’s not possible to schedule Day 3 as an afternoon shift, it needs to be in the morning so that you can match the trainee with a good trainer.  No problem, it may be hard for the trainer to teach during the peak of the rush but you can work around that.  Have the trainee bus tables during the rush or even help the counter since they have already had two days of counter training.  As soon as the store volume is more manageable resume the Day 3 training.  The structure of the training program can be adjusted if necessary but the content can never be compromised. 


Confidence - why do so many of the guidelines end with some mention of confidence?  Because in the end any training program can be evaluated by the confidence that it instills in the new hire.   We want them to have knowledge and understanding of RMR products and processes - but without the confidence that they can step into their new role and be moderately successful they will struggle.  Lack of confidence will lead to more mistakes, less communication, less identification with RMR, and ultimately a poor customer experience.   


Like any new product or service the first version is rarely the last.  We will be looking to store managers to provide feedback for future modification/development of the barista training program.  If you have any questions, don’t hesitate to ask.  If you need further explanation of any area, don’t hesitate to ask.   The training program is intended to benefit everyone - better service for our guests, a satisfying training experience for the new hire, and another tool for the manager to direct their store. 

