
P A R T I C I P A N T  G U I D E

DRIVING BUSINESS RESULTS
Through Talent Management

As an interdependent alliance of construction industry leaders, we are
collectively committed to positively impacting the future of the industry by
strengthening the safe, skilled, and sustainable craft workforce pipeline. 



THE C3 STORY

 

In late 2009, a group of Houston-area
construction leaders gathered to discuss the
development of an internet-influencing
strategy that they hoped would attract young
people to careers in the craft trades of the
commercial construction industry. The craft
workforce was aging because the Baby
Boom generation was nearing retirement
age, but it was not being replaced by young
people entering the workforce for the first
time. These leaders quickly realized that the
challenge of attracting the interest of young
people considering their careers was much
more complicated than just a marketing
campaign. They recognized that there were
foundational issues that must be addressed
in order to change the image of a career in
the craft trades.

Now, more than ten years later, C3 is a
501(c)(3) nonprofit, labor-neutral alliance of
many Owners, Contractors, Specialty
Contractors, design professionals, and
industry associations collaborating to
establish a safe, skilled and sustainable
craft workforce. C3 achieves this goal with a
focus on construction safety, skills training
linked to construction career paths, and
competitive talent management practices.
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 C3 is dedicated to helping you establish a
safe, skilled & sustainable craft workforce

Driving Business Results 2021

Email: 
peopledev@C3.org

Mailing Address:
P.O. Box 920920 Houston, TX 77292

Telephone:
713-999-1013

Contact the C3 People Development Team



Through Talent Management

Can't find the right candidates for your jobs? Or maybe you find
them but they don't stay very long?  

It's hard to achieve long-lasting results for your business if your
workforce is a revolving door. 

Driving Business Results is a  workshop-style course specific to commercial
construction. Built by HR experts currently working in the industry and based on
the best practices accumulated through trial and error.

Driving Business Results Through Talent Management is a one-of-
a-kind course.  

Driving Business Results
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Today's Instructor

Nick Guidry, MBA, M.Ed., joined C3 as a People Development Business Partner in October 2020. He
is responsible for assisting C3 Accredited Employers to demonstrate commitment to the development of
craft workers, implementation of craft training programs inclusive of all crafts, and establishment of a
more sustainable workforce through connected career paths.

Previously, Nick led training and development, human resources, and government functions and teams.
He was a program manager at a global Fortune 500 company, operations, training, and human
resources manager with the United States Army, and an organizational development leader at the
Houston Independent School District.

Immediately prior to his current role, Nick served seventeen years as an Infantryman and Chaplain
Assistant in both the active and reserve components of the United States Army, deploying to both Iraq
and Afghanistan. He is currently serving the people of Texas in the Texas Army National Guard. 

Nick earned his Bachelor’s in Criminal Justice and Master of Education in Curriculum & Instruction at
Sam Houston State University and MBA at the University of Houston.
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Today's Instructor

Angela Robbins Taylor serves as the Executive Director at Construction Career Collaborative (C3).
Supporting the mission of C3 to strengthen the safe, skilled, and sustainable craft workforce pipeline,
she ensures that companies are provided with services and programs to successfully manage talent
and provide career paths for their craft professionals. Her role includes working with a variety of
businesses, community leaders, and educational programs to build the best talent pipeline possible for
Houston's commercial construction. 

Angela Robbins Taylor graduated from The University of Northern Colorado with a bachelor’s degree in
Speech Communication & Secondary Education also earning her professional teacher’s license.  After
graduation, Angela taught in multiple districts in the Denver area and covered both core and elective
courses. She taught career and technical education in culinary arts and held an additional adult
education certificate. In 2000, Angela joined Hewlett Packard Company as a technical instructor. While
at HP, Angela returned to school and earned her master’s degree in Human Resource Management.
Over her 13-year tenure with HP, Angela grew in responsibility managing global teams, call centers,
and product support. Her focus was always on building the right competency for her team to deliver the
best service with the highest quality customer and technical support. Angela moved industries and
joined the offshore drilling world. She developed programs that met the unique requirements of skilled
employees based on floating rigs throughout the world.  Her creative and practical approach to learning
programs and talent development allowed Noble Drilling and Ensco to launch relevant programs that
advanced the quality, productivity, and employee engagement of the offshore skilled workforce.
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Name
Company
Position

 
What do you hope to get from this course?

 
Tell us something new you have learned in the last year?

Driving Business Results 2021

Let's Meet Each Other
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Course Guidelines

Be 
Respectful

Be
Engaged

Be 
Cognizant

Be
Active
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Course Overview (Slide 6)

Identify the benefits of an employee/employer relationship
Discuss the phases of the employee lifecycle
Use best practices for each phase of the lifecycle

This course is designed to expose the learner to the employee
lifecycle and discuss the basics of managing talent in each phase
throughout the lifecycle.

Course Objectives
Upon completion of this course, the learner will be able to:

Course Overview (Slide 7)

Driving 

Business

Results

Putting 

it all

Together

Building a

Sustainable

Talent

Management

Model

Driving Business Results
Building a Sustainable
Management Model

Putting it All Together

Topics Covered

- Recruiting
- Onboarding
- Learning & Development
- Evaluate
- Exit

A Workforce Story (Slides 8 - 12)

The story of John begins... (Slide 8)

John is the owner of a small commercial flooring company. He has 4 employees that
report to him and forms one crew. He subcontracts the remainder of his work to two
"guys" and their crew. John pays a lump sum based on the square footage of the
project to the "guys" who subcontract to him and an hourly rate to his employees.
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A Workforce Story Continued (Slides 8 - 12)

John is facing difficulties... (Slide 9)

Recently, John's "guy", Will, had an entirely new crew who
were not familiar with laying flooring. When John asked about
the new crew, Will indicated that some of his crew had not
shown up to work and so he "sourced" new talent at Home
Depot on his way to the job site that morning. At the completion
of the project, John received a call from his General Contractor
indicating that he was not pleased with the floors in one area
and most of the section was going to need to be pulled up and
redone because it was not adhering properly.

John is still hopeful... (Slide 10)

John would have to pull his crew off their job because Will refused to complete the
punch list. While not excited about the loss of profit and warranty work, he assumed
Will's crew would get better eventually, and he wouldn't be left to clean up after them.

John is facing difficulties... (Slide 11)

Shortly after working through the warranty issue, John is
approached by his "guy" Hector who told him that he was not
going to be subcontracting any longer. Hector was opening his
own business and would be competing against John going
forward. Additionally, one of John's employees had agreed to
go to work for Hector. Even though Hector was scheduled to
work on four more projects totaling about 16 weeks of work, his
decision is effective immediately.

John faces ramifications... (Slide 12)

John covered for Hector's crews with his own four guys as best as possible
supplementing them with laborers from a local staffing agency. Struggling to keep his
business running, John was wondering how he could ever grow with so much turmoil in
his workforce.
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Group Discussion
How was workforce management impacting the business results John
wanted to achieve?

Brainstorming Activity 
Take 5 minutes, individually, and think about your company and
answer the following questions:

What are your company's key strategic goals?

Driving Business Results 2021

(Slide 12)

(Slide 13)

How does the workforce you employ impact, directly or indirectly, our
performance on those goals?



10

P A R T I C I P A N T  G U I D E

Employees

Independent Contractors

Employers are W2 wage earners that are fully under your direction and can be
told when, how, and where to work. Based on the size of your company, local and
federal law, and your personal business decisions, they may be entitled to
overtime, benefits, vacation or sick time, and other programs. They are generally
the most predictable and steady element of the workforce since they belong to
your company directly.

Independent Contractors and Temporary Workers are often used to supplement
the employee workforce for specific jobs that might require more speed or
personnel than your company carries in the long-term workforce.

Driving Business Results 2021

Defining Workforce (Slide 14)

Understanding the different classifications of workers is
important to our business's success. There are reasons
for each subset of the workforce and identifying when to
use each one is important Temporary Workers

Behavioral – Can your business control
what, where, how, and when the worker
carries out their job?
Financial – Who controls the economic
aspects of the worker’s job? What’s the
method of payment (e.g. a regular salary
or a flat fee)?
Type of Relationship – Do you provide
this worker with employee benefits?
What are the length and terms of this
relationship, as outlined in a contract,
employment agreement, other
documentation?

IRS Definition of Independent Contractor (Slide 15)
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The Benefits of Employees (Slide 17)

ability to recruit by referral from employees who are already
proven
ability to build and maintain a company brand
ability to bid and complete work with more predictable
scheduling and quality because of your ability to truly direct
work and train employees
ability to train the workforce to meet your production and
quality standards
ability to retain employees and build employee loyalty 

When you make the choice for an employee over an
independent contractor you may experience benefits like the
following:

Defining Workforce - Determination of Worker Status (Slide 16)

Employee Independent Contractor
Work Exclusively for your company
Company provides tools
Company controls duties
Company sets working hours
Worker must perform services
Worker has pension/group benefits
Worker gets paid vacation
Company pays expenses
Worker is paid salary or hourly
wage

May work for other companies
Worker provides tools
Worker sets own working hours
Worker does not get benefits
Worker gets no paid vacation, and
has no restrictions on time off
Worker pays own expenses
Worker is paid by the job on a
predetermined basis

The most basic question
about the employment
relationship is whether a
worker is an independent
contractor. IRS and DOL
classifications differ with the
IRS having a distinct criteria
for whether an employee is an
employee or an independent
contractor. Utilize IRS Form
SS-88 to classify and avoid
penalties levied by the IRS.
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Build a Sustainable Workforce (Slide 18)
Talent management organization's commitment to recruit, hire, retain, and develop the
most talented employees available. Companies that commit to solid talent management
programs reap greater returns on investment than those companies that leave their
workforce to chance. Starting with a clear and careful analysis of their strategic and
operational goals is the first step in aligning talent management to business strategy.

Identifying top talent and designing a strategic program for
recruiting

Designing successful orientation & onboarding plans

Identifying skills gaps and implementing meaningful training
programs

Developing and communicating performance standards
throughout the organization

Conducting assessments to identify future leaders and
reward performance

The path to identifying business objectives and aligning them
with a sustainable talent management strategy can be
challenging. However, the reward can greatly outweigh the
challenges by:

Brainstorming Activity

Which phases are you good at?

(Slide 19)
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Which phases are hard for you?

Which engages your company's employees the most?
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Recruiting Overview (Slide 20)
The first step to effectively managing talent is understanding the
recruiting process which consists of attracting, selecting, and
interviewing the best candidates to fulfill organizational goals
and objectives. 

In today's tight labor market, a well-planned recruiting strategy
can be the determining factor between executing in the
marketplace and contributing to company growth or remaining
stagnant and possibly fading out of the market. Once the need
for hiring is identified, it is important that you plan for the roles
you will hire. Leaving the recruiting process to chance can be a
costly mistake.

Recruiting Profiles (Slide 21)

Who are you as an organization?

Who is your ideal candidate?

What skills, knowledge, and abilities (KSAs) does the role
require?

How will the role contribute to the culture of your company?

It is important to know who you are as a company and be
intentional about the quality of recruit you wish to attract. 

This can be accomplished by asking yourself the following
questions prior to writing a job description or posting a job.:

Recruiting Considerations (Slide 22)

What will be the cost to recruit?
What are the legalities of hiring new employees?
What will my interview process look like?

When you think about recruiting, there are three main considerations other than the
job description:
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According to a 2016 Society of Human Resources Management (SHRM) article, the
average cost-per-hire for companies is $4,129, and the average time to fill a position
being 42 days. When you do not have a solid understanding of the role you are hiring
for, as well as the knowledge, skills, and abilities (KSAs) to fill the role, the time and
cost multiply.

For record-keeping, you must complete the I-9 process. This is an auditable program
by the US government that can have significant fines associated with any violations
found. Best practices around I-9 forms include assigning this job to a specifically
trained person or set of people.

Having employees mean keeping records. Start keeping employee files and maintain
them with all necessary information for the duration of employment, plus one year.
Examples include; interview forms, job offers, performance evaluations, hours and
pay records, certifications, and training records. Finally, will you provide worker's
compensation and employee benefits? We recommend speaking with legal counsel
about these items as they may be different based upon the size and business
strategy.

Driving Business Results 2021

Recruiting Considerations (Slide 23)

Legal Considerations (Slide 24)
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Interviewing Overview (Slide 25)

Interviewing is more than just asking a few questions and deciding
to offer a candidate a position or not. The interview starts long
before the job is open when a company writes a job description.
The better the job description captures the nature of the work, the
pre-requisites for employment, and the skills needed to be
successful, the better the candidate it will attract.

Using the job description to write a high-quality job posting is key to
attracting candidates that are already skilled or able to be skilled
more quickly to the specifications required for the open position.

Asking good questions further separates the quality candidates from those that are not
well suited for the position. We will be spending a good deal of time on questions in the
next section but is important to point out here that some questions cannot be asked.
Specifically, the interviewer cannot ask questions that deal with any form of
protected classification (gender, religion, political affiliation, health, veteran status,
age, race, etc,).

Finally, when working to hire the best talent for your company, it is important to realize
that the interview experience is your first opportunity to make a good impression. Having
your brand and company culture be part of the interview process helps better prepare
future employees to assimilate to your organization.

Brainstorming Activity
What are the key things that should be on a job posting?

(Slide 26
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Effective Job Descriptions (Slides 27-28)

Experienced Laborers are responsible for reading
planograms/project plans, understanding the tasks assigned that
need to be completed, and working alongside the other employees
on-site to ensure these tasks are finished in a timely manner. The
work schedule is based on customer requirements and will be
broken down into tasks that will be assigned to teams of
experienced laborers working in each location.

It is a physical job. This position requires that you be able to lift 40
pounds, climb, push, pull, bend, stand, stoop, and kneel for
extended periods of time with, or without, a reasonable
accommodation. Our diverse team strives for perfection and you
should feel comfortable operating under minimal supervision.

Provide a Detailed Summary of the Position

Define the Minimum Requirements
Be 18 years of age or older
Have a valid driver’s license and reliable transportation
Be able to climb, push, pull, bend, stoop, and kneel for
extended periods with or without reasonable accommodation
Be able to lift up to 40 lbs. with or without reasonable
accommodation
Be punctual and reliable in terms of attendance; you accurately
report your time, and you are comfortable working without a
manager monitoring your day-to-day activities
be able to adapt to changing situations, new tasks, and
priorities as changes occur; you will encounter challenges and
resolve them

Job Description Deep Dive (Slide 29)

Job Description: An internal written narrative that describes the tasks, duties, and
responsibilities of a job position.
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Job Description Deep Dive (Slide 29)
Writing a job description is a skill that leaders should invest in
developing. Understanding how you write a job description is
critical because it will impact how and whom you hire for the
role. Before a job description is written, it is essential to perform
a job analysis. A job analysis is a process used to collect
information about the role such as work environment, duties and
skills necessary for success, and outcomes desired. Your hiring
decisions are too important to leave to chance. It is important to
collect as much data as possible about the role before writing
the job description. Missing critical information could lead your
organization to adapt practices that negatively impact the
organization and its employees.  

What do we do with the job description?
An essential skill to develop as a leader/organization is learning
how to take a job analysis and write a job description that can be
used for a job advertisement. A job advertisement/job post is a
balance between providing enough detail about the open
position that candidates understand the requirements of the role
while also keeping it concise enough that candidates don’t
become overwhelmed and not apply. There are various ways to
post a job opening, such as internet job search engines, social
media, your company website, posters at a job site, radio ads,
etc. An important consideration when sharing job openings is
where the posting is shared. It is highly recommended that your
company consider covering all meaningful avenues for sharing
an open position. This consideration should allow you to post in
places that allow for diversity in skilled candidates. 



20

P A R T I C I P A N T  G U I D E

Driving Business Results 2021

Job Analysis (Slide 30)
Job analysis is the process of studying a job to determine which activities and
responsibilities it includes, its relative importance to other jobs, the qualifications
necessary for the performance of the job, and the conditions under which the work is
performed. An important concept in job analysis is that the job, not the person doing the
job, is assessed, even though human resources (HR) may collect some job analysis data
from incumbents.

Job analysis is often confused with job evaluation, but the two activities are quite
different. Job evaluation is the process of comparing a job to other jobs within the
organization to determine the appropriate pay rate.

"Everything should be made as simple as
possible, but no simpler."

- Albert Einstein
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Individual Activity

Assist in building structures for residential, business, and construction sites
Participate in demolitions
Work underground in tunnels and sewer systems
Remove trees and debris
Service machines, including pumps, compressors, generators, tractors, and
trailers.
Mix concrete.
Pump concrete, grout, cement, sand, or plaster.
Use spray guns for the application of material to ceilings or walls.
Assist construction managers.
Read blueprints and designs.
Install traffic control devices.
Clear and prepare highway work zones.
Dig trenches.
Install sewer, water, and storm drain pipes.
Pour concrete and asphalt onto roads.
Operate laser guidance equipment to place pipes.
Operate air, electric, and pneumatic drills.
Transport and set off explosives to tunnel into earth or roads.

Job Description Comparison Activity

Job Description for Construction Laborer # 1

Job Summary
Responsible for cleaning and preparing construction sites for the
erection of structures and buildings. Unloads and loads materials,
reads plans and specifications, tends machines, mixes concrete,
pours concrete, and assists carpenters, operating engineers, and
other construction site workers.

Primary Responsibilities

(Slide 33)
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Individual Activity

This is an entry-level position

Job Description Comparison Activity

Job Description for Construction Laborer # 2

Job Summary
Works under the direction of the site foreman or direct supervisor,
this position performs manual work to support construction
activities. Activities may include but are not limited to; Installation of
fences, pumping water, carrying construction materials, shoveling
or racking soils, flagging, fueling equipment, equipment watch,
snow removal, hand excavation around facilities, and erosion
control installation. Assisting with the maintenance of equipment,
vehicles, and tools. Notifying the Foreman or Supervisor of any
equipment deficiencies. Performing any other duty or task as may
be assigned from time to time by the Supervisor and/or Foreman.

Job Requirements

(Slide 33)

Which might be more successful at attracting more applicants that may
excel in the role ?
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Group Discussion
We are a team looking to hire a laborer and will undergo a job
analysis.

(Slide 34)

What is the purpose of the role?

What does the work environment look like?

What activities are required for success in the role?
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Interviewing (Slide 35)
Asking questions can be the toughest part of the interview process.  There are many
schools of thought on what type of questions get to the best interpretation of what skillset
the candidate possesses. Behavior-based questioning asks candidates to respond to
questions about how they would do something.  The hypothetical situations or real-world
experiences used as the basis of the question should reflect things that specifically
address the behavior you are wanting to explore.  For example, when wanting to see
how the person handles teamwork, a behavior-based question might be “Tell me about a
time when you were on a successful team at work or school?"

Interviewing (Slide 36)
Consider using skills-based demonstrations for critical skills that are needed to verify
performance before offering a job.  A performance-based assessment allows you to
verify that skill is possessed and to what mastery.  Like behavior-based questions
get to the real truth of how someone will behave in a specific situation, performance-
based assessment gets to what skill level someone possesses.  Don’t have time to
set up elaborate skills assessments, ask interviewees to provide a sample of work
completed previously with a specific skill. 

Cultural Based - Brand, Mission Culture

Skills Based - Technical Expertise

Behavior Based - Disqualifying Attributes

"Our core value is safety. Tell me about

a time that you handled an unsafe or

emergency situation in the past".

"This position requires skill in operating

a jack hammer. How much time do you

have operating a jack hammer."

"Tell me about a time where you had to

deal with a difficult supervisor. How did

you handle that situation?"
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Brainstorming Activity (Slide 37)

Craft at least one question for each category (cultural, skills, and
behavior). Assume we are hiring for the laborer position.

Cultural

Skills

Behavior

Interviewing (Slide 38)

Job Stability – Are they job hopping or career sampling, or is there an issue with
performance?
Short term positions might be a contract – If it is the same craft 
Short term with many trades – Are they just looking for a paycheck?
Communication – Can they make eye contact and speak?
Attitude – Do they want a job? – Not being forced to apply to get them off the
couch by a spouse/partner or parent
Alignment with core values – Are they clear on their alignment with striving to
deliver excellence every day while going home safe each night?

Knowing ahead of time what your ideal candidate looks like can save time when
screening and interviewing those that apply for your open positions.

They are willing to negotiate on skills believing they can teach those on the job. 
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Interviewing (Slide 39)
Creating a positive recruiting experience is key to building a sustainable talent pool.
No matter if your organization chooses to use a third-party recruiter, or handle all of
your recruiting in-house, developing recruiting practices that allow your organization
to build a positive reputation in the talent market will build your brand amongst
passive and aggressive job-seekers.

How can I create a positive recruiting experience? 

Manage
Expectations

about Follow Up
Communication

Have the Right
Person Contact

the Applicant

Communicate
with all

Applicants

 Organized
Approach to your

Interview
Process

Respect Applicants Time and Effort in Application Process

Culture of Productivity (Slide 47)

In section 1, you wrote down some of your corporate goals. How can
recruiting practices directly impact the level of success you achieve
with these goals?
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Tracking Applicants
Hiring processes vary from company to company, but no matter how you choose to
recruit, you will have to find a way to track the applicants through the process. This
will allow for appropriate communication.
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Onboarding (Slide 41)
So you found a great candidate who seems to possess the potential to match your job
competencies and fit with your company culture.  Now is the time to start your
onboarding process.  Starting with your job offer, you are actively bringing the individual
into your company and acclimating them to your culture.  But first, you may need to
complete a few other things.  Don’t forget to do any pre-employment screening and
testing before scheduling a date for them to join the company.  Depending on the level
and negotiated pay rates you may want them to sign a formal job offer letter as well so
there is a record of the terms of employment before work commences. 

Orientation Versus Onboarding (Slide 42)

Orientation
General

Focus

Duration

Setup

Content

Outcome

Onboarding

Employee's role at the company

One-Time Event

Classroom or Online

General Overview

Get new employees ready to start

working and ready to take job-

specific training

Employee's specific role on team

Ongoing (could last a few months)

On-the-Job

Specific to each new employee

Get new employees ready to be

productive

Preboarding (Slide 43)

Provide all the forms to collect

employee date

Request all IT accounts for new

employee

Present work policies 

and procedures

Send a welcome email to your new

employee

Announce the arrival of a new team

member via email
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Onboarding Plan (Slide 44)
Your onboarding plan is the summation of all the orientations that a new employee will
participate in during the first 2-3 months of employment. The plan will outline who is
responsible for delivering which orientations and what is covered in each one. The
better your onboarding plan is developed and executed the more smoothly someone’s
transition will be into productivity.  The investment made to onboard someone correctly
will pay dividends later as they are more apt to be productive more quickly.  Let’s look
at what goes into each section of an onboarding program. 

If an organization skips the opportunity to onboard and orient a new hire, it misses an
opportunity to create a new advocate for the organization and its goals. When a new
hire is brought into a company with a well-planned onboarding experience, he/she is
equipped with the knowledge and connections to be successful in their new role. 

Before an organization develops an onboarding plan, there are some questions to
answer:

How long will
orientation and

the greater
onboarding last?

What is the desired
outcome and how

will success be
measured

What should
included and

how long will it
last?

 Who will own
the process and

how will it be
delivered?

Company Orientation (Slide 45)
The main reason for an organization to implement a successful onboarding program is
that it allows the organization to create an early and ongoing relationship with its
employees. A successful onboarding program will also contribute to building the
desired company culture. A few elements that contribute to the company culture are
mission/vision, values, expectations, goals, etc. When the organization develops an
onboarding program that it begins to share with a new recruit, the company culture, it is
more likely to develop long-term commitments from a new employee, thereby
increasing employee retention. 
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Company Orientation (Slide 45)

Paperwork

I-9, W4, Benefits,
Employee
Handbook

Company Mission

Take time to orient
employees to the
company mission
& vision

Connect

Get to know your
new employee
personally and
assign them a
mentor.

Career Path

Share
opportunities for
growth provided
by your company

Swag

Uniforms or dress
code if applicable.
If possible,
something to show
they belong to
your organization.

Safety Orientation (Slide 46)

Safety Orientation is another great way to connect your new employee with the culture
of the organization. As an industry striving to always send home employees in better
shape than they arrived, safety is first priority.  It is important that your safety
orientation take a new employee through the basic Personal Protective Equipment that
is required for the job.  Remember to inform the employee if they are required to
provide any of this equipment or if they will be responsible for taking it home at the end
of each shift and bringing it back the following day.   Remember to emphasize that
safety is not about policing their work but about making certain that everyone is able to
work on job sites and in offices that are free of hazards and allow for safe work
practices. Additionally, this is the time to gather any training certificates or licenses for
your records.  If a training, license, or certificate is required, and the new employee has
not completed it, this is the best time to schedule that coursework.  

PPE

Explain necessary
protection and who
provides what

Basic Courses

OSHA trainings
required by your
industry segment

Safety Culture

Any videos or
orientations specific
to your company

Communicate

Explain any future
sessions that will need
to be completed 
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Field Orientation (Slide 47)

For craft professionals, there is a third orientation that needs to take place. This is an
orientation to the field. If you have ever been sent to a new job site and had to figure out
the logistics of parking, entry to the site, or locating a crew or foreman then you fully
understand the value of doing this well with new hires. Starting a new job can be
intimidating and doing it on a commercial construction job site can add an additional
layer of complexity. If possible, provide your employee a “cheat sheet” that includes
essentials like contact numbers, parking instructions as well as any pertinent
information about how to maneuver the job site with reference to lunch breaks,
smoking, etc.  Although not always possible, sending the new employee out with a
senior employee the first day is ideal and provides more ways to engage with the
employee showing them the culture of the company. 

If possible, MEET the Foreman or
Superintendent before job site arrival

Assist them in ARRIVAL on the job site -
parking, reporting, important numbers

Teach them the clock-in and TIME
management procedures

MANAGE job site expectations

Start formalized OJT or coursework to help
them become productive crew members ASAP

Onboarding Importance (Slide 48)
...and improve new hire

productivity by over

Organizations with a strong

onboarding process can

improve new hire

retention    by

Of employees are more    

likely    to stay with a company

3 years if they experienced great onboarding

improve employee

performance by up to   

11%  
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Culture of Productivity (Slide 50)

What parts of your onboarding plan might not be supporting your
overall goal of creating a safe and productive workforce?

What can you specifically change to onboard more effectively?

Onboarding Importance (Slide 49)

Employees determine their longevity in the first few hours
(Harvard Business Journal)
People quit managers not jobs - train your managers to help
you 
Show them you have a career path
Follow up – they feel “new” until 90 days
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Develop (Slide 51)

Making an investment in employee training and development is one of the best ways
you can improve recruiting efforts and boost employee retention. Retention is very
important in business, but especially in the construction industry. Many contractors and
subcontractors continue to face the substantial hurdle of a labor shortage. Along with
the challenge of finding skilled labor many companies are also facing high rates of
attrition. One reason for the shortage and high attrition rate is the fact that many
workers accept roles in the construction field but see no roadmap to success within the
industry. The image of a career with no development opportunities or growth (financial
or skill) has hindered the opportunities to recruit additional labor. The best way that
organizations can change the negative connection of working in the construction field is
to create career paths linked to training and development, which offer opportunities for
appropriate wage increases alongside skill programs. 

The goal of all craft training should be to build new knowledge and skills in employees.
In order to do that we have to understand how the brain works and the principles of
adult learning, as well as the types of training that can be offered.

Will Training Help? (Slide 52)
Have you ever had an employee who seems to
not be performing to the expected standard and
immediately assumed it was because they lacked
training? What if that employee has been trained
according to company expectations, but still is not
able to complete the task as expected? All too
often, a manager/supervisor will notice a lack of
performance and respond with training as the
answer. While training is often a great tool, it is
important to assess the issue and determine the
appropriate course of correction. You might be
thinking, “but isn’t training the employee the
appropriate course of correction?” Well, the
answer is, “sometimes!” 

What is your goal? What do they 

need to DO?

What makes 

it difficult?

What changes 

will help?

Is training part

of the solution?
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Types of Training (Slide 53)

When considering the different types of training that an employee could be enrolled in,
the most common for the construction field would be on-the-job craft training and safety
training, but these are not the only types of training that a construction company should
consider offering. In some cases, employability and leadership skills are beneficial and
necessary for construction companies to offer new hires, and occasionally existing
employees. 

Employability

Items like customer

service, communication

& conflict management

Safety

Company specific and/or

driven by legal

requirements

Craft

Might include equipment

training, materials

knowledge 

Leadership

Skillset to engage, direct

and motivate individuals

and/or teams 

Knowledge, Skills, & Abilities (KSAs) (Slide 54)

Knowledge: The subjects, topics, and items of information that an employee
should know at the time he or she is hired or moved into the job. Knowledge
represents bodies of information that are applied directly to the performance of
work functions

Skills: Technical or manual proficiencies that are usually learned or acquired
through training. Skills should be measurable and observable.

Abilities:  Present demonstrable capacity to apply several knowledge and skills
simultaneously in order to complete a task or perform an observable behavior.
Abilities may also relate to personal and social attributes which tend to be innate or
acquired without formal instructions. Abilities are enduring talents that can help a
person do a job. 
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Knowledge, Skills, & Abilities (KSAs) (Slide 54)

Instructional  Methods (Slide 56)
Designing a training/learning solution means deciding on the best instructional method.
Some common instructional methods include: 

Instructor-Led (ILT): Instructor-led training, or ILT, is the practice of learning and
training material/skills between an instructor and learners. 

Self-paced: Self-paced learning is the practice of individual studying, often with a
workbook or job-aids. 

E-Learning: E-Learning allows the learner to access knowledge anywhere,
anytime via content delivered over the internet or a corporate intranet. 

Labs: Simulated labs allow employees to practice the skills needed to respond
quickly to changing environments. 

On-the-job (OJT): On-the-job training, or OJT, is a hands-on method of teaching
the skills, knowledge, and competencies needed for employees to perform a
specific job. 
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Creating a Learning Plan (Slide 57)

Once you have identified the gap that is
keeping your
team/department/organization from
reaching its full potential, then it is time
to develop a plan to close the gap. 

This process called the ADDIE model
provides a systematic way to capture
the training gaps(needs) of an
individual or organization and prepare
interactions that fill the gap.  

Brainstorming Activity (Slide 58)

You are the Field Superintendent for a large commercial painting
contractor. Last week your tape manufacturer's representative
introduced you to a new piece of technology that reduces the time to
tape windows and doors by 25%. Believing this could be a huge benefit
for your company you purchase one for each of your 15 painting crews.
Each crew has at least 4 people who are skilled at taping windows and
doors. As a group, let us brainstorm whether the training gap will be
Knowledge, Skill, or Ability. Clearly define the gap as you think it might
exist.



39

P A R T I C I P A N T  G U I D E

Driving Business Results 2021

How  People Learn (Slide 59)

Adult learning theory is the accepted belief that, unlike children, adults want to have
some control of what they are being asked to learn. Additionally, adults want to
understand how the learning/training will benefit or impact them, as well as how they
will be able to share their experiences. Because adults come to the learning process
with experiences, and individual motivation, adult learning theory encourages
considering the following principles when creating a learning plan/program: 

Readiness to Learn: As a person matures, he/she accumulates a growing
reservoir of experience that becomes an increasing resource for learning. 

Self-Directed: Adults often prefer learning that allows some autonomy. 

Problem-Oriented: When creating a learning plan, consider that adults want
practical, goal-oriented, and problem-centered learning that can serve them in
immediate challenges. 

Internally Motivated: Motivation to learn comes from a variety of factors for
adults. 

Experience: Adults bring a wealth of life experience and knowledge to the learning
environment, including community events and circumstances, family experiences,
work-related experiences, etc. When adults can relate new knowledge to
previously learned information/experiences, they learn better. 
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70:20:10 (Slide 60)

Brainstorming Activity (Slide 61)

Back at the painting company, we identified the KSA for which we need
to provide training.

Individually, determine the best method to deliver training and build
competency in your employees.

How will you deploy this training to your teams and limit the impact on
productivity?
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Brainstorming Activity (Slide 64)

Reflect on your craft training programs.

Are you implementing the various types of training for your employees?

What can you add to their training offerings to create a more productive
and skilled workforce?
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Unmet expectations create strained relationships in more than
just social relationships. How do you deal with unmet
expectations from your employees? Communication is the key!
The evaluation process begins in the recruiting and selection
process and continues throughout the employment cycle.
Employee evaluations are a tool for measuring job
performance. The competencies identified during the job
analysis and published in the job description should set the
tone for the evaluation criteria. 

Once an employee has been selected and onboarded it is
important to begin performance management conversations
early in the employee relationship. When an employee knows
what is expected of them from the beginning, it creates room
for positive future performance conversations, as well as sets
the basis for promotion conversations. 

Driving Business Results 2021

Evaluating (Slide 65)

Why Evaluate (Slide 66)

Promote Develop Promote

Employees will have a clear understanding of what is expected of them.
Employees receive timely and appropriate feedback and praise.
Employees are able to contribute to his/her development by seeking out ways
to enhance the learning experience. 
Employers are able to create positive engagement by recognizing and
rewarding top performers.
Employers are able to identify and coach workers who are having trouble.
Employers are able to encourage succession planning by preparing and
promoting employees ready for leadership.
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Start with the end in mind!

Driving Business Results 2021

Creating Evaluations (Slide 67)

Ways to Evaluate (Slide 68)

Self & Supervisory Evaluation

Employee and supervisor

individually determine

progress against set criteria

Ratings Scale

Numerical scale used to rate

performance against list of

behaviors, traits and KSAs.

Checklist of Behaviors

Yes and No questions for

self-evaluation of a set of

behaviors

Management by Objective

Employee and

Management agree to co-

created goals

360 Degree Feeback

Evaluation of performance by peers, self and management

The Feedback Culture (Slide 69)
Feedback, according to Meriam-Webster Dictionary, is defined as the transmission of
evaluative or corrective information about an action, event, or process to the original
or controlling source. Within an organization or a team, giving feedback is a powerful
tool. Although there are many factors that can lead to employee disengagement, a
lack of feedback can be a catalyst to disengagement. 
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The Feedback Culture (Slide 69)
Employees that receive little or no feedback often remain unfulfilled which leads to
disengagement. According to Gallup, there are three classifications of employee
engagement: engaged, not engaged, actively disengaged. A lack of feedback and/or
recognition is one factor that leads to employee disengagement. Although negative
feedback isn’t easy to deliver nor receive, it contributes to engagement as opposed to
minimal or no feedback. In order to provide constructive feedback, it is important to set
clearly defined objectives and/or goals. If the job analysis was performed well, and a
job description was intentionally designed to optimize performance, then setting goals
that are clearly defined will be much easier. When feedback, whether positive or
negative, is given and objectively based on performance, employee engagement
remains intact.       

Group Discussion (Slide 70)

As a group, let's brainstorm some guidelines for giving feedback.

Elements of Feedback (Slide 71)
When feedback is provided in a constructive way, it affords employees an opportunity
to improve or grow in ways that directly benefit the company's growth.

Results Compared to 

Expectations

Rewards as

Appropriate

Development as

Needed

Potential for promotion or direct promotion as

applicable
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Rewards Programs (Slide 72)
Awards programs are all about motivating exceptional work. We must also take into
account that some employees are intrinsically (inwardly) and some are extrinsically
(outwardly) motivated. We must also match the rewards with our company culture!   

Develop & Evaluation (Slide 73)
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Exit (Slide 74)

Driving Business Results 2021

This is the final stage of the employee life cycle, and it is
where employees leave our companies.  This can
happen because employees find new jobs, retire, are laid
off, or must be terminated. In any case, how we handle
this process is important to our corporate brand and can
provide us with vital insight into the functioning and
health of our companies. 

Succession Planning (Slide 75)
Succession planning helps you keep talent in the pipeline. Although, many small
organizations feel that succession planning is reserved for large organizations.
However, that is not the case. Succession planning can be of great benefit to smaller
organizations as well. Succession planning proactively can prevent gaps in
production. When evaluating your workforce you should be preparing succession
plans for critical roles. 
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People and Succession (Slide 76)

Driving Business Results 2021

When you are looking at succession planning, people fall
into four categories - Develop, Promote, Remain or
Terminate. This basic structure can help you quickly
identify who has the potential to be a successor, who is
ready now, who is adequately skilled for his/her current
role but not ready to develop or not interested, and who
may be ready for you to let them go.

Develop

Has skills necessary for job

currently and is interested

in gaining new skills at an

equal or higher level 

Remain

has skills necessary for

current job but not

interested in moving or

lacks skill to progress

Promote

Has skills necessary for

current job and sufficient

skills for next position 

Terminate

may or may not have skills

that are necessary for

current job, may be

identified as lacking

motivation, attendance

problems, bad attitude, etc

Brainstorming Activity (Slide 77)

One of your best Journeyman Tile Setters has turned in his resignation
letter. You are in the middle of a large project and the timeframe in
which you must complete this project heavily depends on having his
skills and talents available. 
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(Slide 77-78)

Use the four provided employees to determine who is the most likely
candidate for promotion, who should be placed on a development path,
and who, if any, should remain in their role or be terminated.

Beth recently graduated from high school. She is very ambitious and always on time.
Beth started with your organization 3 months ago and has been a very fast learner. In
the past 3 months, she has learned how to identify the appropriate notched trowel, mix
thin-set, and lay tile by checking for uniformity. She helped lead on the last job site
and made sure that the material was laid out correctly. In her spare time, she’s been
working with your tile and marble vendors to learn more about the materials and when
to use them.

The Employees

Mike contracted with your company for 12 years. Recently he’s become an employee.
He’s dependable and is the "second generation" in the construction industry. Mike has
been a good helper and always comes in with the proper PPE. During his last
evaluation, he mentioned that he wanted to start learning how to lay tile. Mike has
been really great at organizing at the job site, but he’s not demonstrated a good
understanding of basic skills like the proper mixing technique for thin-set and grout.

John recently joined your company as a Foreman with 25 years of experience. He
started right out of high school and in his latest evaluation, he expressed how happy
he is to be an employee and no longer an independent contractor. While John usually
has a positive attitude when he arrives at a job site and is one of the best hands-on
deck. He recently began to retreat to his truck as soon as he got the crew working and
his crew members have indicated that he is unwilling to actually perform any work.

Jessica recently graduated with her associate's in construction management. She
came to work for your organization 6 months ago because of your company’s great
reputation. She’s shined on the job and has shown great interest in project
management. Everyone seems to enjoy working with her and she is working toward
her PMP certification.
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Brainstorming Activity
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(Slides 77 - 78)

Given your company goal and your current evaluation plan, are there
people you need to develop, promote or terminate?

Wrapping it All Up (Slide 79)

Identifying top talent and designing

strategic program for recruiting

Designing successful onboarding

plans

Identifying skills gaps and implementing

meaningful training program

Developing and communicating

performance standards throughout the

organization

Conducting assessments to identify

future leaders and reward performance
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Putting it all Together (Slide 80)
Developing a sustainable talent management program is never easy, but if you put in
the work and develop a program that puts your people first it creates an environment
for growth and development. It is important to remember that developing a talent
management program is a process, but it will not without its challenge. Take the
process one step at a time, use your resources and identify new ones to help reach
the end goal.

Culture of Productivity (Slide 81)

How does the employee lifecycle directly impact your ability to achieve
that goal?

In the next 30 days, what will you do to make your workforce a strong
resource for your company?


