


“The Come Back Culture is an important book for leaders 
of any organization. Designing your experience for employees 
and for customers is critical for any business to succeed, and 
this book helps you think about taking both to the next level.”

Elizabeth Dixon, speaker; principal leader of service  
and hospitality, Chick-fil-A

“Service comes from a manual; hospitality comes from the 
heart. Jason and Jonathan unpack how gracious hospitality 
and generosity of spirit will lead to powerful, lasting relation-
ships between people and your business.”

Kirk Kinsell, former president and CEO, Loews Hotels; 
former president, Intercontinental Hotels Group (Americas)

“How the customer feels after interacting with your brand is 
just as important as what you do for the customer. This is the 
powerful statement Jason and Jonathan make in The Come 
Back Culture, and it’s what they help you focus on for your 
customers. If hospitality is even remotely part of your business, 
you need to read this book.”

Jeanne Bliss, CEO, customerbliss.com;  
author, Would You Do That to Your Mother?

  “It’s not enough for a customer to have a good experience with 
your business; they need to remember it. Memorable moments 
don’t just happen. Jason and Jonathan help you create an ex-
perience that customers will remember fondly.”

Marcus Marshall, vice president of restaurants and bars, 
Hospitality Ventures Management Group

“Jason and Jonathan help us understand, through their unique 
perspective, the importance of building a culture that inspires 
safety, continuity, and appreciation. No matter who your 
customer is, this book will help you make better long-term, 
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strategic decisions that set you and your organization up for 
success.”

Russ Holland, vice president of real estate, Inspire Brands

“Service is about meeting needs. Hospitality is about the feeling. 
To create a memorable guest experience, you need both, and 
Jason and Jonathan are the perfect people to help you do that.”

Chris Meaders, mission coach, Maple Street Biscuit Company

“When you have loyal customers, you can have a healthy and 
profitable business. The Come Back Culture is the book that 
can help make that happen.”

Lance Martin, director of business development, EMPWR Solar

“The Come Back Culture guides readers through designing 
intentional experiences that infuse customer service with the 
heart of hospitality, resulting in an environment where guests 
feel safe, valued, and cared for. It takes the often ambiguous or 
elusive nature of hospitality and makes it digestible and appli-
cable. Because experiencing hospitality is different for everyone, 
it can often feel like aiming at a moving target. However, Jason 
and Jonathan offer easy-to-understand examples that give flesh 
to the conceptual principles required in creating a culture of 
hospitality that leaves guests excited to come back for more.”

Josh Kelly, hospitality operations manager,  
Roam Innovative Workplace

“Jason and Jonathan do an excellent job of dissecting the guest-
experience interactions between everyone involved—guests, 
team members, and organizational leadership. If you are look-
ing to empower your team to create meaningful moments with 
guests, this book provides you with tactical ways to get started.” 

Raegan Thorp, owner of Raegan Thorp  
Real Estate Group, Keller Williams
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“Jason and Jonathan’s approach to remapping the customer 
as more of a guest changes the landscape of how every busi-
ness should treat their customers in order to foster that internal 
desire to come back for more. They are masters at building the 
customer experience. Whether you provide a physical product or 
a service for your guest, this book is a must-read to learn Jason 
and Jonathan’s ten principles to master a winning culture.”

Andy Jabaley, agent/owner, State Farm Insurance

“Loyalty in business is primarily based on how someone makes 
you feel. The Come Back Culture demonstrates proven strate-
gies to surprise and delight your guests and keep them coming 
back. Jason and Jonathan expertly show that having a play-
book with tasks to serve your guests is important, but more so 
is having your team execute the intention of those tasks. This 
connection will create a higher-level customer experience. Every 
business owner needs to read this eye-opening book to learn 
the simple and meaningful details that will create raving fans 
and set your business apart from the competition.”

Maday Martinez de Osaba, head of global sales enablement, 
Scan One; author, Ocean of  Stars and Dreams

“In today’s business economy, caring for the customer matters 
more than ever before. This book lays out how any business can 
intentionally create a culture where customers not only come 
back but invite others to come with them.”

Sonia Postema, chief people officer, HC Brands

“A delighted customer is a loyal customer, and a loyal customer 
is repeat income. Jason and Jonathan have created the ultimate 
guide to help you delight customers and keep them coming 
back time and again.”

Ben Thorpe, store manager, Discount Tire
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To Steve Warnstrom,  
for encouraging us to write this book.  

As a Chick- fil- A owner/operator, you have used the ideas 
in this book to help you, your team, and your guests.  

You are a leader worth following.
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FOREWORD

When Jason and Jonathan asked me to write the foreword 
for The Come Back Culture, I was excited to be part of the 
project. I believe that getting the customer to come back is 
one of the most important parts of any business, and I know 
it takes a relentless commitment to excellence to make that 
happen.

Years ago, as I began to build the processes that would cre-
ate the culture of the Ritz- Carlton Hotel Company, I wanted 
to create the most excellent hotel company in the world. I 
invited people to join me in that vision; I knew I would need 
leaders who wanted to create something beautiful. This ap-
proach allowed our team and brand to win the hearts of 
guests around the world. I was fortunate enough, even as a 
young boy in Europe, to work under world- class leaders in 
the hotel industry for many years before earning leadership 
roles where I brought to life many of the high standards I 
was taught.

Yes, I work in the hotel business, but it doesn’t matter 
what business you work in. The customer’s expectations are 
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Foreword

the same no matter the product. They expect the product or 
service to be without defects, delivered in a timely manner, 
and delivered by someone who is nice. Customer loyalty is 
nothing more than customers trusting you. We build trust by 
providing consistency with flawless products, timely service, 
and kind, caring customer interactions.

If you are reading this book, you probably already know 
why customer loyalty (trust) is important to your company. 
But in our situation at the Ritz- Carlton Hotel Company, I es-
timated that our average customer was worth about $200,000 
to our company over their lifetime. That’s why I empowered 
our team to spend up to $2,000 at a time to make things 
right for the customer. I knew that customer loyalty would 
be so lucrative to our business that it was worth the risk of 
spending up to $2,000 in a moment to recover a guest or to 
create a memory they wouldn’t forget. Since this was a con-
troversial management decision, I should also mention that 
it was extremely rare for anyone to spend $2,000. The real 
benefit was the empowerment our teams felt to own and solve 
just about any problem distracting our guests from having 
an incredible experience. And as you’ll read in this book, 
empathy and kindness are often the only things needed to 
fix a problem for a guest.

Caring for guests and delivering excellence are hard work. 
They are supposed to be. But there’s a big reward. Studies 
show that 70 percent of the market is willing to pay more for 
the same product if the service is excellent. That means if 
you have a competitor that has a product identical to yours, 
you can get more business than them just by providing better 
service. You can even charge more for that product and still 
capture more of the market.
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My hope for you as you read this book is that you evaluate 
your business. Does it provide excellent care for the guest— 
the customer? Even if your business does this well, I would 
love to challenge your thinking and behavior to get even 
better. Your competitive advantage may simply be the excel-
lence and care you intentionally and consistently deliver to 
each guest.

I am glad you picked up this book. Jason and Jonathan 
have great experience to guide you. You will love the ideas 
and nuggets on each page. They value all the factors that 
create care for a guest, and they have repeatedly proven their 
work.

When you get to the end of the book, you will see what 
Jason, Jonathan, and I believe. We are convinced that cre-
ating a culture of care for both team members and guests 
allows everyone to win, and the elements you build into your 
culture can tell your guests you want them to come back 
again and again.

Horst Schulze

Cofounder, former president, and COO,  
Ritz- Carlton Hotel Company

Expert in residence, Arch + Tower

Author, Excellence Wins
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INTRODUCTION

We are drawn to areas where our brains perceive safety. There 
is a segment of our brain whose whole job is to evaluate 
whether or not we will survive in a certain environment. Our 
brains are constantly scanning for danger. And if we ever 
perceive danger, even small amounts, an amygdala hijack 
takes place. A part of our brain takes over and tells us to 
respond to the danger. We either fight, fly, or freeze.

When people encounter your business, do they respond 
one of those ways?

The Come Back Culture, and the hospitality we’ll be talk-
ing about in it, is essentially this one thing: making people 
feel safe and comfortable in your environment. Does your 
business make people feel welcome? Do the options pre-
sented to the customer feel safe? Or are there threats that 
cause people to distrust your organization?

The threats don’t have to be as dramatic as someone 
standing at the front of your business with a gun strapped 
to their shoulder. They can be little things that remove an 
element of comfort, causing the amygdala hijack to happen.
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Introduction

Our culture is largely operating in a trust deficit. People 
are skeptical of politicians. Of wealth. Of racial issues. Of 
marketing. Of businesses. Remember when you saw someone 
wearing a three- piece suit as an authority who was there to 
help? Remember when you thought you could leave your 
front door unlocked? Remember when you weren’t nervous 
about trick- or- treating with your kids?

Maybe you don’t remember those days, because we’ve 
been operating from a trust deficit for so long. We now are 
skeptical of the business suit, worry about the safety of our 
kids, and are even worried that our neighbors might be 
threats.

So when a company can create a sense of trust and safety 
for you, you’re much more likely to return. You’re likely to 
keep coming back because the limbic system— the emotional 
response that kicks in before you can rationalize something— 
tells you that you’re safe there.

As we dive into The Come Back Culture, we’ll talk about 
this idea of feelings. We’ll talk about how to create an orga-
nization that makes people feel safe and welcome. And 
we’ll talk about building a team that inspires trust in your 
customers.

We’ll use the term guest in lieu of customer quite a bit, 
partially because we want you to start thinking of your cus-
tomer as someone you host. They’re coming into your figu-
rative home, and it’s your responsibility to make them feel 
comfortable and safe. Whether they’re a first- time customer 
or have been frequenting your business for years, this idea 
of safety is important.

Throughout the book we’ll share personal stories to help 
illustrate the following principles:
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 1. Focus on Feeling as Much as Function

 2. Create a Culture, Not a Job Title

 3. Know the Guest

 4. Be Fully Present

 5. Think Scene by Scene

 6. Recover Quickly

 7. Observe Details, Because Everything Communicates

 8. Reject “Just Okay”

 9. Choose Values over Policies

 10. Build a Hospitable Team

To keep things clear, we’ll make sure you know whose 
story is whose. But regardless of which stories belong to 
which person, we hope you’ll start seeing your business en-
vironment in the narratives. Your organization can become 
the type that’s magnetic— reaching new guests and creating 
that sticking point where they ultimately keep coming back 
for more.
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one

Focus on Feeling as  
Much as Function

JASON

There’s only one thing I regret about my wedding. It was 
the wedding reception.

I got married in my hometown of Atlanta, Georgia. My 
wife, Stacy, is from Oklahoma City. So obviously we hosted 
many more of my friends and family than hers at the wed-
ding. And because of that, I was so focused on serving ev-
erybody at the reception that I left my wife standing there by 
herself. I was worried about greeting and hosting everything, 
and I neglected to enjoy time with her. I let my service over-
whelm what the whole event was all about. To this day, that’s 
the one thing Stacy says she wishes I’d done differently— 
simply been with her at the reception.
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I was so focused on the task in front of me that I didn’t 
focus on the most important person.

In many businesses, the guest experiences what Stacy ex-
perienced. The service is excellent; not a single task is left 
incomplete. But the guest feels neglected. They feel served, 
but they don’t feel hospitality.

Businesses love to talk about serving. Customer service 
is all about taking care of the needs of the customer. The 
concept is action- oriented. When you hear “serving a cus-
tomer,” it’s all about doing a task.

Have you ever experienced someone new to elite- level 
customer service? Imagine a new concierge at a fancy hotel 
trying to remember every task he’s supposed to accomplish. 
The guest just got their questions answered and they’re mov-
ing to exit the hotel, when suddenly the concierge remembers 
he’s supposed to hold the door for guests. He rushes out 
from behind his station to get the door, but in the process, 
he bumps the guest and actually cuts them off from their 
forward motion.

He’s contorting his body trying to hold the door for 
the guest, who is just standing there feeling awkward and 
uncomfortable. Sure, the concierge accomplished the task, 
but he made the customer feel confused and maybe even 
threatened.

The new concierge technically “served the customer,” but 
through his service he gave the guest a negative emotion. It 
actually would have been better for him to ignore the task 
since he missed his window of opportunity.
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No matter how over- the- top your service, if  it doesn’t 
connect with the emotions of the guest, it isn’t hospitality. 
Hospitality isn’t just doing the right things; it’s making the 
customer feel seen, valued, and cared for in the process.

The idea of “feelings” isn’t a popular one when it comes to 
business. Feelings are weird and even a little bit uncomfort-
able. Apart from the extremes of happy and angry, businesses 
don’t often think through the nuances of what a guest might 
be feeling when interacting with them. This is especially true 
of things that feel almost entirely transactional. The truth is, 
though, that no matter how transactional you get, there will 
still be feelings involved.

An ATM, for instance, is almost entirely transactional. 
Yet people experience negative emotions when interacting 
with it. Is someone watching over my back to steal my PIN? 
Will the machine take my card and not give it back? Will it 
charge me more than I anticipated? These are big emotions 
people experience, and that doesn’t even take into account 
the colors of the machine, its cleanliness, the brightness of 
the screen . . .

If people experience all those feelings when interacting 
with a machine, how much more do they feel when dealing 
with an actual person?

JASON

There’s a man who works at the Walmart by my house. 
He perfectly illustrates this idea of service without hos-
pitality. The first time my wife and I encountered him, I 
had a simple question about the location of an item in the 
frozen foods section. He cheerily offered to escort me to 
the item. But once we found it, he didn’t leave. He stood a 
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bit too close to me and started talking to me about com-
pletely unrelated topics. His gestures felt like an octopus 
wriggling into my personal space. He didn’t simply solve 
our problem and then ask, “Is there anything else?” He 
overstayed his welcome in an attempt to be over- the- top  
friendly.

I told my wife as we walked away, “That dude takes his 
job for real. And I don’t mean that in a good way.”

Now when we visit that Walmart, we don’t ask this guy 
for help, because he goes so above and beyond that it actually 
ruins the experience.

Hospitality is about caring for the emotions of the guest 
just as much as it is about serving them, if  not even more. 
That means knowing when it’s time to go above and be-
yond the call of  duty and when it’s time to walk away. 
Hospitality is about merging the function— the tasks— and 
the feeling.

Every time a guest has an experience with us, we should 
honor them enough to deliver the same level of hospitality. 
But that same level of hospitality might mean responding 
differently each time, because the experience is about the 
guest. It’s not about making ourselves feel good about the 
service we provide. It’s about making the guest feel good 
about the hospitality we show.

Many businesses have been “doing” this serving thing for 
so long that all they worry about is “doing.” We need to 
reimagine what it means to be the guest and what it means 
to serve them well. This means prioritizing the feelings of 
the guest over the tasks we perform for them.
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JONATHAN

There’s a bagel shop by my house that I’m only willing 
to patronize if  I don’t have to go inside. If  the app isn’t 
working or if  I didn’t plan ahead to order, I won’t order 
bagels there.

It’s not because their bagels are bad. The shop actually 
makes the bagels my wife and I like the most. But when 
you go in, there are six people working on bagel orders. 
You stand at the front of the line, ready to order, and not a 
single person turns around to acknowledge you. They just 
feverishly work to fill their orders.

After about two minutes of waiting, if you’re lucky, some-
one will turn around and tell you that they’ll be right with 
you. Two to five minutes more go by, and they’re still standing 
in their assembly line immersed in their tasks.

When you finally get to order, there’s another line you 
stand in to pay. And the whole drama plays out again.

I’m grateful for their tasks, but I just need a little bit of 
attention. It almost feels like the restaurant is there to serve 
the bagels, not the customer.

How does this play out in other businesses?
Think about a hotel receptionist. It can be so easy to get 

caught up in the task of checking in a guest that the reception-
ist forgets there’s a whole story behind why the guest came 
to their hotel. Maybe it’s for a much- needed vacation with 
their family, or maybe there was a death of a loved one that 
precipitated the trip, or maybe they just needed to get away 
from everything. Behind each one of those things is a whole 
host of feelings.
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It’s easy for a receptionist to just check the ID, swipe the 
credit card for incidentals, and hand the guest their room 
key. The receptionist might talk to the coworker standing 
next to them because they had a long, exhausting day. Or 
they could just be focused on the slow computer system or 
still be thinking about the previous guest who was mean 
to them.

But hospitality looks different. It acknowledges feelings. 
As a person approaches the desk, they’re experiencing feel-
ings. They might be exhausted, worried about whether the 
room will be ready, anxious about what they came to this 
town to do, stressed from the drive in . . . A hotel reception-
ist who understands this will make subtle changes to their 
approach. They’ll still check in the guest, but they might 
make the following changes:

• Smile warmly and make eye contact with the guest as 
they arrive.

• Ask what brings them to town and express empathy 
for their reason.

• Gauge the speed of the guest. If they’re anxious to get 
to their room, the receptionist will move efficiently. If 
they want to talk, the receptionist will listen.

• Address the whole traveling party, even kids.

• Make some local suggestions based on answers to 
earlier questions.

• Walk around the desk to give the guest their keys so 
it feels more personal and less transactional.

• Invite further questions, taking intentional time to 
listen and respond.
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To sum it all up, the receptionist will realize that the feel-
ing they can give the guest is even more important than the 
tasks they’re performing. They realize that people respond 
to feeling and that feeling is memorable. Their job is not to 
give a guest a room key; it’s to show hospitality through the 
act of connecting the guest to the hotel. To be honest, the 
guest could probably get their own room key; there are many 
hotel apps that make the check- in process unnecessary. But 
if the receptionist is able to ease the stress the guest is feel-
ing, then they’ve performed a valuable function. They have 
delivered hospitality.

Think of a time you visited a new business. You probably 
had an impression of the place, and you formed a decision 
to stay away or visit again.

There are times we can pinpoint why we like a business. 
But there are other times we aren’t sure why we liked or dis-
liked a place. It’s just something we felt.

There will be people who will return to your business and 
won’t know why. They simply felt good there. And there will 
be others who won’t be coming back. They can’t explain to 
someone who asks why they decided not to return; it was 
just a feeling.

Feelings are important— often even more important than 
the function. That’s why we must merge the two.

The question to ask when faced with this information is 
obvious: Do we simply let the tasks go in exchange for the 
feeling? No. This idea of merging function and feeling is 
about a perspective shift more than anything. It’s not strictly 
a behavioral change, though this will affect our behavior. 
It’s about focusing on the feeling of the task— not simply 
the task itself.
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JONATHAN

There’s a coffee shop I visit frequently. I’m a bit of a regular 
there; they always make my coffee right. I respect that they do 
their job well. But what made this particular coffee shop my 
favorite was one simple thing. At some point, each of the baris-
tas moved beyond merely making my coffee to becoming my 
friend. They began asking my name and asking about my job. 
In the moment they ask details about me, it feels like they’re 
stepping outside of their role and making a personal connec-
tion with me. It’s that feeling they’ve injected into my visit.

Don’t get me wrong— if they continually messed up my 
drink order, it wouldn’t matter how personal our connection. 
I probably wouldn’t keep going back. The function has to be 
there. But the merging of the feeling and the function takes 
the coffee shop from good to excellent.

When the emotion is there, it doesn’t feel like someone is 
just doing their job. It’s like they’re your friend. It feels like 
they’re rooting for you and doing their job is a way to sup-
port you— not just a means to perform a task.

Connecting with the Existing FeelingConnecting with the Existing Feeling

Empathy—understanding and acknowledging what the guest 
is feeling—is one of the most important elements of hospital-
ity. A typical guest experiences various feelings during a visit 
to a business, and many of them are not good. Understanding 
those feelings is vital to a successful guest experience. But 
understanding is not enough. Excellence in hospitality means 
replacing those negative feelings.
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A guest who is visiting a business may already be feeling 
skeptical, nervous, confused, agitated . . . Maybe the traffic 
was bad. Maybe they’ve felt cheated by a similar business 
in the past. Maybe they feel uneducated about the product 
you’re providing and don’t want to make the wrong choice. 
Maybe the price point is already at the end of their budget 
and they feel nervous about their ability to pay.

If you remember those possibilities, what you deliver has 
the opportunity to replace that emotion. You could replace 
a bad emotion with a positive one.

Imagine a customer visiting a quick-service restaurant. 
It’s lunch hour in a busy urban environment, and the front 
counter is chaos. There’s no queuing system, so people just 
pile into a clump and wait their turn.

You can probably already guess what the guest is feeling, 
because we’ve all been in that situation. They’re worried 
about (1) accidentally cutting in front of someone who got 
there before them and (2) getting cut in front of. They’re 
feeling rushed, and it’s taking longer than they were plan-
ning for their lunch hour.

Now imagine the staff at the restaurant doing nothing to 
bring order to the chaos. They just wait at their registers for 
the next person to come up and place their order. They’re 
leaving the environment for the guests to figure out. Everyone 
will still be able to place their order and get their food, but 
there’s very little hospitality happening in that moment. The 
employees have failed to replace a negative emotion with a 
positive one.

What if, instead, one of the employees took it upon them-
selves to keep track of who came in and when, and they 
directed the traffic. Automatically, it would bring a sense of 

_Young_ComeBackCulture_JE_sa.indd   31_Young_ComeBackCulture_JE_sa.indd   31 12/17/21   1:11 PM12/17/21   1:11 PM

Jason Young and Jonathan Malm, The Come Back Culture 
Baker Books, a division of Baker Publishing Group, © 2022. Used by permission.



The Come Back Culture

32

relief to the guests. Then, to take it further, the employee 
could address each person who walked in, welcoming them 
and letting them know they’re keeping track of the order 
of people. They might address the stress of the situation 
and thank people for their patience, even offering a free size 
upgrade to people’s meals or making a joke that the kitchen 
staff will be adding extra love to their meals that day. That 
would be bringing hospitality into the mix.

Then, if  the employee wanted to replace the emotions 
the guests were experiencing, they’d take it a step further. 
They’d walk through the line in a relaxed manner, matching 
the pace of the guests, and take some drink orders. They’d 
give the customers waiting something to occupy themselves 
with so they would at least feel like they’re making progress 
in their meal. Though a small gesture, this would provide a 
great sense of hospitality.

The original emotions were stress and worry. The replace-
ment emotions were ease and delight. You can bet the guest 
would remember that feeling when they thought back on 
whether they wanted to visit the restaurant again.

The role of hospitality is to protect how the guest feels 
and to give them the best possible experience.

Becoming a BrokerBecoming a Broker

We’re all familiar with the idea of a bodyguard. In fact, you’ve 
probably seen a dramatic scene in a movie where a gunshot 
rings out. The film slows down as the brave bodyguard hurls 
himself in front of the person he’s protecting. His body inches 
in front of the bullet, which then makes impact. The film 
speeds up, chaos ensues, and you see the relief on the pro-
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tected person’s face. The bodyguard saved their life by taking 
the bullet. The brave protector considered the life of his client 
more important than his own.

While it’s not going to be quite so dramatic, that’s essen-
tially the role a team member should take for their guest. 
They are a shield—a bodyguard for the guest. They broker 
bad experiences so the guest doesn’t have them. When a team 
member sees themselves as a broker:

• The hotel guest doesn’t have to feel lost when they 
can’t find the elevator. The receptionist leaves their 
desk and walks them to the elevator.

• The restaurant guest doesn’t have to feel embarrassed 
when their child spills a large beverage all over the 
table. The waiter gladly takes that emotion on them-
selves and cleans it up.

• The gym guest doesn’t have to feel embarrassed that 
they don’t know how to use a certain piece of equip-
ment. An employee notices and walks over to give a 
quick lesson.

Brokering the experience for the guest is about sheltering 
them from the negative emotion. It’s jumping in front of the 
uncomfortable bullet and absorbing it so the guest doesn’t 
have to experience it.

JASON

Back in the day, I worked at a Honey Baked Ham near my 
house. I wasn’t a manager, but I felt the responsibility for the 
experience people had when visiting the store.
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Now, at holiday times like Easter, Thanksgiving, and 
Christmas, the lines get pretty long. One particular day, the 
line was way out the door. I could sense people in the back 
asking, “How long will this take?” They were agitated be-
cause they had to deal with this long line on top of all the 
other stress they had at Christmastime.

So I took it on myself to address those things. I would 
stand on the counter (with permission) and communicate 
with the customers. I even did giveaways. When people got 
to the counter, I’d say, “Because you’ve been waiting in line 
longer than five minutes, I would like to offer you something 
extra.”

Was it embarrassing to stand on the counter and yell out 
instructions to everyone? Of course! But I wanted to com-
municate to the people in line that I saw they were there and 
we were working to take care of them. Nobody told me to 
do that. Yet I also knew my manager trusted me to provide 
excellent hospitality in my role, so I felt empowered to do it. 
And even if I hadn’t had authority to give things away, I still 
could have addressed people in the back of the line and let 
them know what steps we were taking to get them through 
the line as quickly as possible.

Acknowledgment goes a long way toward hospitality. A 
guest could internally be asking, How am I doing? Do you 
see me? Are you there for me?

What a powerful thing when we can broker the experience 
for our guests! When we acknowledge what they’re feeling 
and work to protect them from negative emotions, we make 
a guest feel truly honored.
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In fact, you can even use words that address their feelings. 
It disarms a guest when you say something like:

• “I don’t want you to feel lost.”

• “You got here at the perfect time!”

We never want to reinforce a guest’s insecurities. Instead, 
we want to reinforce their security. Their comfort. Their 
confidence. Those emotions are memorable and will stick 
with the guest long after their visit is over.

What a Guest Should FeelWhat a Guest Should Feel

Each day, ask yourself two questions to get this idea of hos-
pitality stirring in your head.

1. Today, how do you want your guests to feel? Then ask, 
in the moment, how you can encourage a guest to feel the 
way you’ve decided you want them to feel.

2. How do you want your team members to feel today? 
Understand that the way a team member feels directly affects 
how they will make the guest feel. You shouldn’t expect your 
team members to take care of a guest if they don’t feel cared 
for by the organization or the team. Put wind in the sails of 
your team— because that’s what they’re going to do for the 
guest.

What do you want your guests to feel? What do you want 
them not to feel? Determine in your heart and with your team 
how you will get the guest to feel the good feelings and stay 
away from the bad feelings.

For instance, if you’re a mechanic at an auto shop, figure 
out what you want your customer to feel as they bring their 
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car in. You would explain things well in terms that make 
sense to a non- mechanical person. You would address the 
idea that they think you’ll take advantage of them or leverage 
your expertise over their lack of knowledge. You’d work to 
make them feel confident in bringing their car to you.

Or if you run a car dealership, you’ll understand that the 
customer is expecting to feel worn down and sold to. You 
might remind them that you don’t haggle at your dealership. 
You would remind them that you don’t want to waste their 
time with the back- and- forth of car sales (and you’d make 
sure to remove those delays from the process).

As a manager, expose your employees to both the good 
and the bad feelings so they can know what positive feelings 
to deliver in order to replace the negative ones. Train your 
team to become experts on intentionally delivering positive 
feelings in a manner similar to how bankers are trained to 
deal with counterfeit money: know the fake exists, but only 
deal with the real so you know when you see and feel the 
fake. Similarly, know that negative feelings happen, but show 
your team what’s possible.

Check out the lists below and highlight the positive feel-
ings that stick out to you. Then underline the negative feel-
ings you’ve experienced in guest services environments.

You want your guests to feel

• confident

• safe

• satisfied

• accepted

• hopeful
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• acknowledged

• empowered

• educated

• pleased

• comfortable

• excited

• interested

• valued

• relaxed

• welcomed

• familiar

• included

• refreshed

• challenged

• secure

• in control

• delighted

You don’t want your guests to feel

• confused

• unsafe

• skeptical

• cynical

• suspicious

• ignored

• annoyed

• doubtful
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• angry

• hurt

• distrustful

• processed

• rushed

• uneasy

• frustrated

• uninitiated

• overwhelmed

• uncomfortable

• out of control

• helpless

Key Points and TakeawaysKey Points and Takeaways

 1. Serving is task oriented; hospitality is feeling ori-
ented. Simply performing tasks is not enough to 
compel a customer to come back.

 2. Hospitality should change the way we perform our 
tasks. Tasks are important, but it’s the intangible 
feelings we transmit that turn them into moments of 
hospitality.

 3. People could be feeling negative emotions when they 
arrive at your business (frustration, apprehension, or 
confusion). Our job in the come back culture is to 
replace those negative emotions with positive ones.

 4. Great hospitality is shielding the guest from nega-
tive experiences by throwing ourselves in front of the 
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situation— like a bodyguard takes a bullet for the one 
they’re protecting.

 5. Decide proactively what you want your guests to feel, 
then look for ways to create environments that will 
help them experience that.

 6. Imagine if your business was the least- hurried mo-
ment of your guest’s week. That could be the ulti-
mate thing to compel them to return.
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