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introduction

Managing an Effective 
Training Program

EHS training offers a number of immediate benefits to companies, 

such as bringing new and current employees up-to-speed on the 

proper ways to use equipment while protecting themselves in the 

process, as well as remaining in compliance with various industry 

regulations. And yet, while the benefits of training are tangible, 

developing the right kind of program can be elusive. Finding new 

workers by itself is challenging, and employees are changing jobs 

much more frequently than before. So how do you properly train 

both long-time employees who think they’ve seen it all along with 

the Millennials who have to be convinced that safety training will be 

worth their time?

 

In this special eBook guide to safety training, we’ll look at some of 

the innovative ways EHS managers have developed to best prepare 

and train their workforce in safety best practices. We’ll examine new 

training techniques, such as microlearning and blended learning, that 

allow workers to feel more engaged in the training process while 

learning at their own pace. And you’ll discover why training doesn’t 

have to be just “one more thing to do” but can deliver real-world 

returns on time and investment.

EHS Today Library
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Put your hand up if you love sitting in a conference room for 
a multi-day training session. Anyone…? No? Regardless 
of how entertaining a trainer is, how snazzy a PowerPoint 

slide deck looks, how interested the crowd is in receiving the 
information, and how relevant the topic, adults are just not wired 
to learn solely by sitting in a classroom. Still, an element of 
‘seat-time’ is required. This, along with industries doing more 
with less, has created an environment ripe for change when it 
comes to educating employees.

So, how do you create an effective training experience rich 
with content and interested participants? As a result of new 
research and historical data, training methods are evolving, 
with a huge push towards incorporating hands-on activities.

According to Karen O’Leonard, author of The Corporate 
Learning Factbook, the amount of classroom-based, instruc-
tor-led training in U.S. companies has recently dropped below 
50 percent, accompanied by a rise in virtual classroom events 
and online self-study.
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If you struggle with training your workforce effectively, it might be time to investigate 
alternative education methods.

By Jeff Sanford, Director of Consulting and Ergonomics Engineer, Humantech

Blended Learning:

A New Training Method 
for Today’s Learner

Today, there are many learning management systems (LMS) 
available in both industry and in public-school systems across 
the U.S. These LMS provide online learning to people of all 
ages. Distance learning—the education of students who may 
not always be physically present at a school—is not new. In 
fact, it dates as far back as 1840 when Sir Isaac Pitman, a 
British educator, famous for developing the most widely used 
form of shorthand, taught his system to students via the mail. 
Proven to be a successful form of learning, this delivery method 
spread to The University of London and was referred to as the 
“People’s University” by novelist Charles Dickens because it 
provided access to education to students from afar and those 
who couldn’t afford schooling.

Fast forward to today – most, if not all, universities and public 
schools offer distance learning. In fact, kids as young as ten-
years-old can take classes online and self-pace their learning in 
an environment suitable to them. History proves it works and 
industry has gradually followed suit.

However, research from the Center for Creative Leadership 
shows that even when online training is well designed, it is 
effective only about 20 percent of the time.

So, now what? Let’s look at the two concepts below, draw out 
the positives of each, and combine them into a concept called 
Blended Learning.

Instructor-Led Advantages
With in-person training, a knowledgeable subject matter expert 

engages the students on a specific topic. He or she can be flexible 
with the agenda to ensure the material presented is understood. 
The instructor can stress a point, clarify a thought, or change 
the presentation altogether if needed. Computer-based training 
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cannot do that. Humans can be flexible in every situation and just 
a quick safety/ergonomic reference: that is the main reason our 
industrial workers have not all been replaced by robots! Hence, 
a good instructor is trained to read and react to the crowd.

The trainer also can interact directly with attendees on an 
individual basis and address questions on the spot. Fielding 
questions in a group setting creates learner-to-learner interac-
tions (learning and communicating among peers) because it’s 
highly likely that more than one attendee has the same question.

Lastly, instructors can lead hands-on activities. These indi-
vidual or group practice sessions are the best way for adults to 
grasp a concept. We learn by doing (aka kinesthetic learning); 
this is especially effective when we can practice what we learn 
prior to implementation.

Online Learning Advantages
Without a doubt, the main advantages of this method of 

delivery are the time and money saved during the education 
process. There is no need to coordinate multiple people’s cal-
endars (and a conference room) for multiple days. That in and 
of itself is a win-win! Securing event space, the cost of meals 
and the time away from “work” can add up to a pretty nickel. 
If you have ever been tasked with this administrative duty, you 
know what I’m talking about. Offering an on-demand training 
option can alleviate those burdens for both the administrator 
and the learner. The time savings for the trainee alone is evi-
dent—often a two to three-day training course can be reduced 
to four hours of online content.

Inside the e-learning model, the learners move at their own 
pace, and if needed, can watch a module more than once. To keep 
the learner engaged throughout the course, content developers 
include quizzes, matching games, multiple-choice questions, 
interactive content and video. Combined, these generate an 
effective learning experience.

Because this method of learning can reach anyone with 
access to a computer, be delivered in multiple languages, and 
reach a broad audience efficiently, the cost benefit outweighs 
that of instructor-led training. The consistency of the message 
with e-learning also ensures each learner is receiving the same 
information, every time – undoubtedly creating a more effective 
way to share the vision of your company.

Best of Both Worlds?
After laying out the pros and cons of each method, it becomes 

apparent that both have issues the other can solve. Perhaps 
blending the two together yields the ideal training solution. By 
now, you may have heard of the approach called the Blended 
Learning model.

Blending Learning is best described using the Flipped Class-
room concept. In school years past, teachers lectured as we sat 
at our desks, and homework was assigned at the end of each 
day. I recall sitting at the kitchen table hurrying to complete 
the assignments so I could go do the things I really wanted to. 
Today, with the use of connected devices, educators leverage 
technology to push the content to be completed at home via 
web-based platforms, leaving the classroom time for complet-
ing and reviewing the homework. This allows students to learn 
outside of the classroom and the subject matter expert (teacher) 
available to assist them during the hands-on practice of those new 
skills in the classroom. This immediate feedback and coaching 
strengthens the participants’ confidence and ability to perform.

Because of mounting research findings, this concept is being 
embraced by industry because the hands-on application aligns 
with principles of adult learning: learn by doing, affected by 
experience, problem-based, and learn what is practical. If you 
are struggling with educating your workforce efficiently and 
effectively, it might be time to investigate alternative educating 
methods. By many accounts, Blended Learning provides the 
best of the digital world and the human touch. 

Jeff Sanford, director of consulting and ergonomics engineer 
for Humantech, leads a team of ergonomists to develop, manage 
and sustain global ergonomics programs using software solu-
tions for Fortune 1000 companies across a broad spectrum of 
industries, including food and beverage, automotive, aerospace, 
pharmaceutical, and steel. Prior to joining Humantech, he worked 
as a divisional ergonomics engineer within the seating systems 
division of Lear Corp.
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Companies with a training 

and engagement program 

find it easier to retain their 

employees and keep their 

customers happy. 

By Norman Ford,  
VP of Operation, Global 
Compliance Solutions,  
Skillsoft

How to Select the Best Training 
Option for Your Organization

Comprehensive on-the-job training is fundamental to the success of every 
business regardless of industry. In the environmental, health and safety (EHS) 
field, safety professionals, risk managers and environmental specialists join 

organizations with a high level of training specific to their role. However, once they 
are on board, it’s their job to build a formal process of continuing training and ensure 
the skills across the company are updated.

EHS directors and training managers are often faced with a skills gap when new 
techniques or technologies are made available, requiring expensive outside hiring or 
partnerships with third-party firms to fill the gaps. To proactively meet the changing 
demands of EHS, organizational leaders can work with human resources to establish 
a formalized process and tools for ongoing training and employee engagement.

There are three primary benefits organizations can receive from a formalized 
training program:
•	 close any opening skills gaps
•	 maintain cross-organization rules and commitments and
•	 sustain an engaged workforce.
An inability to manage these three objectives can result in cross-departmental 

breakdowns and negatively impact customer service. Therefore, employees need 
to receive the appropriate, updated skills to do their jobs efficiently. In EHS, this 
includes distributing annual updates on compliance and regulatory information to 
the company. Disconnects between old and new training eventually lead to situations 
where tenured employees practice legacy techniques which run counter to those 
practiced by newer hires and recent graduates.
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Innovation also is essential to the organization, and it affects 
the service it provides to customers and its industry reputation. 
Companies staffed by creative, innovative and well-trained 
workers develop new and more successful offerings.

As the workforce grows, particularly for organizations that stretch 
across multiple offices or include remote workers, employees must 
be aware of changes in corporate policies. Commitments such as 
corporate responsibility, non-discrimination, environmentalism 
and wellness are the backbone of the organization and need to be 
communicated to new employees, or rolled out consistently to all. 
When employees can do training at any time and location, whether 
in the office or on a flight to see an international customer, not only 
are training goals met, business efficiency increases as well.

Workforce on the Move
Today’s workforce is increasingly transient, and employees are 

opting to stay at a single company for shorter periods of time. 
Previous generations typically worked in an organization or two 
for the duration of their careers; however, the competitive and 
dynamic career landscape today has employees on the lookout 
for new opportunities with higher frequency.

Improved benefits and salary are common reasons why many 
companies lose valued employees, but they often overlook the im-
pact of proper training and meaningful engagement. It is imperative 
for organizations to give employees a clear understanding of the 
skills and experience they need to grow and move to the next level.

Mentorship and training play a critical role in their advance-
ment. However, junior or entry-level employees are not the 
only ones that can use training. Executives and managers also 
need ongoing instruction on how to improve their leadership, 
customer relationship management and innovative thinking 
skills, among others. It’s unrealistic to expect that a single 
person, no matter how gifted they are in some areas, naturally 
has the “full package” of skills and expertise.

The training techniques should be carefully considered and 
implemented based on what will be successful to employees, 
the organization as a whole and ultimately customers. The most 
common and useful modes of training today include video, 
printed materials, e-books and audiobooks.

Learners want to access training or learning content in mul-
tiple modalities. There are many different types of learners 
with varying preferences for visual, audio, or other ways to 
best absorb lessons. By providing content in a few different 
ways, managers can accommodate all employee learning styles.

Also, material needs to be measurable. Organizations will un-
derstandably put many resources into developing and rolling out 

training and should expect (or be able to measure) a quantifiable 
return on investment through improved productivity or innovation. 
By using a learning management system (LMS) that measures 
each employee’s progress or through quizzes and assignments 
set by managers, companies can track the ROI of training.

Engaging the Workforce
Furthermore, organizations must develop content in a way that 

is engaging and makes employees want to learn. It is essential to 
demonstrate the value of the skill and then present the course in 
an eye-catching way. The current trend is the consumerization 
of enterprise technology, meaning that employees are demand-
ing the same quality interaction with workplace technology as 
they experience on their iPhone or personal computer at home. 
Content should be made “bite-sized,” so employees can learn in 
between meetings or during their morning commute. Gamifi-
cation techniques are also popular and break up the monotony 
of old school, long-form videos in “talking head” format.

Finally, in some cases, in-person knowledge based training can be 
inefficient or impractical. In the EHS field, it is very important that 
employees, no matter their location or language, receive the same 
consistent training. This is important for the individual employees 
and most important for the company. For knowledge-based training, 
having an instructor come to every office or teach an annual course 
just isn’t practical. In this digital age, organizations are encouraged 
to invest in technology that can help improve productivity. When 
a “hands-on” element of the training warrants it, managers and 
supervisors are often best suited for that role.

Through the development of an ongoing training and learner 
engagement program, departments and firms are more likely to 
retain their employees, promote innovation and see measurable 
customer success—all with the aim of ultimately increasing 
business profitability. By carefully understanding the skills gaps 
and goals of the organization, an EHS learning program can be 
relatively easy to deploy and demonstrate calculable achievement. 

Norman Ford is vice president of operation, global compliance 
solutions for Skillsoft. He was previously vice president of e-learning 
products and services for GoTrain Corp. and was a founding mem-
ber of the company. Prior to that he served as manager of technical 
assistance and qualification for Lockheed Martin Energy Systems, 
where he was responsible for the development of training requirements 
and procedures and provided corporate subject matter expertise in 
EHS regulations and other compliance issues.
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The key to reducing fatalities and injuries in 

construction is safety leadership from business 

owners, project managers and supervisors. 

By Dr. Linda M. Goldenhar and Jim Maddux

Construction Safety: 
Does Safety Leadership Training 
Make Sense for Your Business?

As we all know, construction work is responsible for 
hundreds of fatalities and thousands of work-related 
injuries and illnesses each year. As the head of the 

OSHA Directorate of Construction, Jim Maddux dealt with a 
number of preventable, deadly incidents:

› A foreman operating a backhoe sends a worker into an 
unguarded trench. The water-soaked soil collapses, killing the 
worker before emergency crews can rescue him.

› A contractor is working on Super Bowl Sunday, rushing 
to meet a deadline. One crew is purging gas lines for the 
new electric generation plant. Nearby, gas space heaters are 
keeping workers warm. Workers are welding and performing 
other spark-producing work. The explosion kills six workers 
and destroys the facility before it produces its first kilowatt.

› A parking garage is being built using prefabricated 

panels. Grout wasn’t properly installed at the ground floor. 
The project manager, foremen and a dedicated inspector either 
didn’t notice or didn’t say anything about it. Four workers die 
when the structure collapses.

To help prevent incidents like these and others, construction 
owners and general contractors increasingly are looking for 
contractors and subcontractors with outstanding safety programs.

Many construction contractors, especially larger ones, who 
have implemented formal safety and health management systems 
to deal with the hazardous nature of the work, report success in 
reducing hazards, injuries and fatalities. Typical of these struc-
tured programs is the recognition that safety leadership from 
management – including business owners, project managers 
and supervisors – is key to that success.

Construction contractors, the building trade unions and safety 
researchers also are recognizing there’s another key to success: 
the importance of having foremen, lead workers and other 
front-line supervisors practice safety leadership skills on the job 
site. Because these individuals are responsible for effectively 
communicating the company’s safety policies and procedures 
to workers, they are the linchpin to safety program success.

Safety Climate
Research tells us that worker perceptions of how well safety 

policies, procedures and practices are implemented on the job 
site, also called Safety Climate, is key to improving safety out-
comes. Foremen and lead workers play a key role in creating a 
strong job site safety climate by being good safety role-models 
and effectively communicating safety expectations during their 
daily interactions with workers.

Practicing safety leadership skills has shown the potential 
to help construction firms improve their safety and health 
programs and reduce the human and economic consequences 
of workplace incidents. Unfortunately, there is a shortage of 
safety leadership skills training in the construction industry that 
could help employers reach their safety goals.
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To help address the gap, CPWR - The Center for Construction 
Research and Training developed The Foundations for Safety 
Leadership (FSL), a safety leadership training module designed 
to enhance foreman and lead workers’ understanding of the im-
portance of safety leadership and skills to put them into practice.

There were two key drivers that led CPWR to recognize the 
need for such training. First were findings from a 2012 McGraw 
Hill (now Dodge Data Analytics)/CPWR survey showing that 
many construction companies, regardless of size, require their 
newly promoted foremen to take the OSHA 30-hour course 
to learn leadership skills, which up to now has not been part 
of the course. The second was discovered at a 2013 CPWR/
National Institute of Occupational Safety and Health (NIOSH) 
workshop. Seventy stakeholders from the construction industry 
worked together and concluded there were eight key leading 
indicators of a positive safety climate in construction, one of 
which was site supervisor safety leadership.

The FSL module, which was approved for use by OSHA 
earlier this year, is the result of a rigorous development pro-
cess. Under the direction of Dr. Linda M. Goldenhar, director 
of Research and Evaluation at CPWR and researchers from the 
University of Colorado Boulder and the Center for Health, Work 
& Environment at the Colorado School of Public Health with 
expertise in leadership, a multi-disciplinary curriculum devel-
opment team was convened that included OSHA 10- and 30-
hour outreach trainers, construction workers, safety and health 
professionals from small and large companies, representatives 
of building trade unions, consultants and government officials.

Five Leadership Skills
The curriculum development team agreed on five safety lead-

ership skills that they believe all foremen and lead workers’ need 
to practice if they want to be effective safety leaders, which are:

There are many benefits that can come from foremen and 
lead workers put these skills into practice including:
•	 Increased morale
•	 Increased teamwork
•	 Positive safety climate
•	 Reduced hazards
•	 Better quality work
•	 Reduced family and co-worker suffering
•	 Better business reputation
•	 More productive workforce
•	 Reduced insurance premiums
•	 Fewer injuries and illnesses
•	 Fewer work stoppages to conduct incident investigations

The potential benefits of using the Foundations for Safety 
Leadership module greatly outweigh the small costs of conducting 
the training; there is no cost to downloading the materials from 
CPWR https://www.cpwr.com/foundations-safety-leadership-fsl. 
In fact, in addition to providing the FSL training to all current 
and newly promoted foremen and lead workers, others also 
may benefit from the course materials, including higher-level 
managers, project engineers and human resources professionals.

“After the training, we had one issue where something proba-
bly would have gone not corrected, except for the fact that one 
of the workers brought it up to the foreman and the foreman 
gave them exact explicit direction on how to correct it, and it 
got done right away, said Richard Coakley, corporate safety 
director, Gaston Electrical Co.

For contractors, providing safety leadership training to em-
ployees can improve the safety program, reduce the human 
and business consequences of workplace incidents and show 
a commitment to construction safety.

“I think the crew is more willing to bring up items to the 
foreman… I know that we have had guys bring stuff up that 
matters, and we’ve actually made changes on site or brought 
it to the attention of people who can make changes because of 
what our guys are bringing up,” said Ray Grosshans, president 
of Panel Masters

Leadership training allows foremen and lead workers to 
learn ways to handle safety responsibilities more effectively, 
engage work crews in safety matters and improve success as a 
lead worker or foreman.
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As one foreman said: “The biggest thing I took out of it – and 
it’s something that I’ve always done but never took it as seri-
ously as I do now – is that three-way communicating. Instead 
of just giving somebody some information, sending them off 
blindly to do the job and then getting mad ‘cause they didn’t 
do it right, they can explain to you exactly what you said to 
them. If they didn’t get it the first time, you can talk about it, 
have an opportunity to get it right. And it also makes them feel 
like they’re part of the planning.”

“I pulled everybody together at lunch and told them what 
my lead did for going above and beyond for safety, pulling [a 
worker off a lift] because he didn’t have fall protection,” not-
ed another foreman/lead worker. “That gave him reassurance 
that what he did was right and gave him props. Everybody 
else recognized that at the same time. We get to do that more 
as people are being more aware of their surroundings and the 
dangers around them.”

The construction industry has said loud and clear that ity wants 
its foremen and lead workers to have the skills needed to be 
effective job site safety leaders. As one trainer noted, “During 
my introduction, I ask what is MISSING from the OSHA 30. 
Everyone’s eyes light up when I say: ‘How to communicate 
effectively. How to lead.’ Everyone gets it. During [a train-
ing session] we had a fantastic conversation about three-way 
communication, and how to make it natural and not offensive, 
and how to ask clarifying questions as a way to achieve the 
same goal. Everybody got something out of it, including this 
experienced trainer.”

(Author’s Note: Funding for the Foundations for Safety 
Leadership (FSL) training module came from CPWR - The 
Center for Construction Research and Training, as part of their 
five-year cooperative agreement with NIOSH. The FSL cur-
riculum including Power Point presentation, animated videos, 
instructor guides and student materials are free to anyone who 
wants to use them. You can download them from the CPWR 
web site at https://www.cpwr.com/foundations-safety-leader-
ship-fsl. If you want additional information about the module 
or have questions, please contact Dr. Linda M. Goldenhar at 
lgoldenhar@cpwr.com.)

About the Authors: Jim Maddux retired from OSHA in 2016, 
where he was director of the OSHA Directorate of Construction. 
Before being appointed to the construction position in 2010, 
Maddux held several leadership positions at OSHA, including 
director of the Office of Physical Hazards, the Office of Maritime, 
the Office of Biological Hazards and acting deputy director for 
the Directorate of Standards and Guidance. Maddux has been 
a project director, author and contributor to numerous OSHA 
standards, guidance, enforcement and outreach projects. Topics 
include cranes, communication tower safety, personal protective 
equipment, pandemic influenza, injury and illness recordkeep-
ing, ergonomics, motor vehicle safety, hearing conservation 
and maritime safety issues. He was a major contributor to the 
OSHA/NIOSH/CPWR fall prevention campaign and stand-down. 
Maddux has a bachelor’s degree in economics, an associate 
degree in computer information systems and an associate de-
gree in chemistry. He provides consulting, training, curriculum 
development, public speaking and executive coaching services 
to public and private sector clients.

Dr. Linda M. Goldenhar received her PhD in Public Health 
and began her career in occupational safety and health as a 
research psychologist at NIOSH. While there, she focused her 
research on a variety of construction-related issues including 
tradeswomen’s safety and health concerns, worker perceptions 
of the ideal amount of overtime and others. Goldenhar currently 
is the director of Research and Evaluation at CPWR, where she 
is the lead investigator on project creating leadership training 
for frontline foremen and supervisors (Foundations for Safety 
Leadership (FSL)) and also the lead on CPWR’s Safety Climate 
efforts. She has published over 65 peer-reviewed publications, 
numerous articles in trade magazines and written book chapters 
and manuals. She has presented her work at many national and 
international academic and construction-specific conferences. 
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Providing safety training in short bursts may help workers retain critical safety 

knowledge and procedures.

By Norman Ford, Global Director for Instructional Systems, DuPont Sustainable Solutions (DSS)

Microlearning’s Big Impact on 

Safety Training

“Conjunction Junction, what’s your function?” is a phrase 
recognized by many American adults whose childhood spanned 
any part of the 1970s. This phrase was part of an initiative 
to weave the educational program “Schoolhouse Rock” into 
children’s Saturday morning television entertainment. Because 
of these efforts, almost 40 years later many adults who heard 
that phrase in their childhood can today not only recall what 
conjunctions are, but also how to use them in the English lan-
guage and even cite some examples. 

This is an excellent example of the effectiveness of what com-
monly is known as microlearning. While the brevity and catchy 
tune associated with “Conjunction Junction” are key elements 

to the success and longevity of this learning, the concept behind 
“Conjunction Junction” also is an example of a theoretically 
sound application of educational psychology. There has been 
a growing amount of attention paid to the concept of microle-
arning recently, particularly as it relates to safety training. What 
makes it different? What makes it effective? How does it stand 
up to educational psychology?

Difference
What makes microlearning different is how it offers a reconsid-

eration of the traditional method and medium of training. More 
traditional training, especially on-boarding of new employees, 
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often is seen as an intensive, one-time immersion into the safety, 
skills and culture of an organization. While this type of induction 
training likely is to remain, it is becoming apparent that there 
can be more effective ways to train, reinforce or adjust skills. 
Microlearning delivers training in approximately two-minute 
“bursts.” These bursts may encompass an individual skill or be 
part of a series of skills or knowledge.  

Effectiveness
The “Schoolhouse Rock” approach to microlearning was 

effective because it incorporated key elements to capture the 
audience’s attention and be memorable. The designers of these 
programs sought to deliver instruction:
•	 In a manner familiar to the learner,
•	 In a medium the learner equated with pleasure and 

entertainment and
•	 In a short time frame, so the key learning points would 

not be diminished.
    This same approach is equally effective for workplace safety 

training. Traditional training primarily exists in three different 
methods: instructor-led training (ILT), eLearning and on-the-
job training (OJT). Each of these methods greatly has benefited 
from advancements in technology and lower costs for video 
and kinetic graphic design, which have enabled microlearning 
opportunities to become much more available and effective.

The ease with which engaging, high-quality video can be 
created and streamed enables it to be seamlessly integrated 
within a training session. These advances also make new tools 
available for microlearning that can be used outside the training 
room, such as apps and QR codes for smartphones.

Organizations now are able to put information in front of 
workers quickly and conveniently. Important training can now 
be offered “just in time,” “just in place” and “just enough.” 
In other words, it can be made available to employees at the 
most opportune time when it can be most effective, at the ideal 
location where it is most pertinent and relevant and at a level 
of detail that easily is digestible and understandable. This en-
ables companies to provide prescriptive training in advance of 
a potential problem.

To illustrate how such prescriptive training can occur, con-
sider a high-rise construction worker on the job in a city that 
experiences significant temperature fluctuations. The worker 
wears a safety harness when working on the upper floors of the 
new building. In cooler weather when he or she wears more 

clothing, the safety harness is adjusted to fit differently than 
when the weather is warmer and workers wear less clothing. 
But the worker may not always readjust the safety harness so 
it fits properly. With this in mind, the construction company 
can distribute a microlearning video to workers before a sig-
nificant change in the weather is forecast to occur with the 
goal of training employees about proper procedures for using 
a safety harness.

Educational Psychology
Bloom’s Taxonomy is something college students who studied 

psychology can recall. The model includes three domains where 
learning occurs: cognitive, psychomotor and affective. In the 
cognitive domain, there are six levels of function: knowledge, 
comprehension, application, analysis, synthesis and evaluation/
judgment. Most employers want their workforces not only to 
know what to do and understand it at a comprehension level, 
but to be able to apply the new learning or skill to the job. 

From a cognitive perspective, microlearning offers several 
benefits in the learning environment. Microlearning promotes 
small skill and awareness-level learning, enhancing comprehen-
sion of specialized, individual tasks that either are stand-alone, 
or part of a larger topic. For example, a training seminar on 
personal protective equipment frequently is a significant, two-
day session. Clearly, microlearning would be ineffective for 
training workers about such a comprehensive subject. However, 
microlearning can be very effective for the specific subject of 
hearing protection, even enabling an organization to target and 
customize the microlearning to a specific work environment 
within an organization.

Further, microlearning enhances retention of training that 
is offered to workers. The biggest fear among trainers is that 
workers will forget important material soon after a session. 
Microlearning assists with learning sustainment by making an 
abstract point concrete for learners and demonstrating how a 
procedure that is taught applies to a worker’s daily job. Take, 
for example, asbestos awareness training.

Two hours of such training is required every year in certain 
industries. Utilizing microlearning enables the training to oc-
cur at intervals throughout the year and show how asbestos 
awareness applies directly to a worker’s daily responsibilities. 
By adding questions for the employee to answer at the end of 
each microlearning opportunity that occurs during the year, it 
also assists in reactivation of knowledge gained.
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Lastly, microlearning can be a powerful tool to address the 
affective domain. This area of learning is correlated with re-
tention and cultural norming. The combination of knowledge 
and skill transfer, coupled with cultural branding, increases the 
effectiveness of each. Learning is reinforced and associated with 
an organization’s cultural goals, thereby connecting it with and 
providing context within the desired environment. Microlearning 
offers companies an opportunity to promote corporate messag-
ing and cultural priorities into each microlearning opportunity.

Effectiveness of Microlearning
Microlearning has shown to be effective, particularly in pre-

venting routine task injuries. Walmart has developed a mobile 
app for its warehouse workers that includes brief videos focused 
on how to safely do basic tasks on the job, such as driving a 
forklift or positioning ladders. The number of injuries fell 
by almost half during a six-month trial period among 5,000 
workers (“Corporate Training Gets an Upgrade for the Face-
book Generation,” Fortune, 12/28/16). This is a great example 
of the effectiveness of the application of cognitive knowledge 
and skill transfer, but how can microlearning be applied to the 
affective domain by incorporating a company’s branding and 
cultural attitudes toward safety. 

While working with Norfolk Southern railroad, DuPont was 
engaged to deliver a risk awareness/safety training program 
that uses a specific, individual risk assessment process for 
hazardous work. While this safety initiative was successful in 
giving workers a new tool for reducing risk, there was a concern 
that the initiative would not be sustainable. The solution was 
to develop a series of safety messages that combined the new 
approach to risk awareness and assessment with common tasks 
that had a history of causing injury. These safety messages were 
two minutes or less in length and highlighted proper techniques 
(lifting, climbing, situational awareness, PPE, etc.) while also 
reinforcing Norfolk Southern’s safety brand, “I am Coming 
Home.” As a result, Norfolk Southern achieved a reinforcement 
of their safety culture, their risk assessment approach and spe-
cific skills and procedures refreshers, all within a two-minute 
microlearning experience. 

Microlearning increasingly is becoming a widely-utilized ele-
ment of training and continuing education among organizations. 
It is important, however, not to view microlearning simply as 
an individual “chapter” of a larger training curriculum, but as 
a powerful tool that enables better engagement and retention 
of focused subject matter. Its ease of use and ability to target 
specific employees who have specific responsibilities at specific 
locations opens new avenues of training beyond the traditional 
seminar to promote year-round learning opportunities, which 
significantly can improve an organization’s safety performance.

Dr. George Haber, Ph.D., is the global director for instructional 
systems at DuPont Sustainable Solutions (DSS).
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In order to initiate an effective safety program, managers must apply critical thinking 

principles to engage and train the workforce. 

By Scott Falkowitz, OHST, CHST, 
Manager, Client Services & Process Improvement Leader, Predictive Solutions

Identify, Record, Develop: 
Training and Engaging Your Workers

Training and engagement are two key components to any 
well-rounded safety program. While they’re different, 
bringing them together in a synergistic way can work 

in your favor to drive sustainable success.
We know we have to train our employees in an array of topics. 

Some examples include internal policies and procedures, new 
tools/process features and functionality, job hazard recognition 
and gauging, client-specific requirements and varying aspects 
of compliance. But, the question is, who decides on what topic 
to train and when? Is it a random choice, one for the safety de-
partment, or a derivative of feedback solicited from the people 
who frequently engage in the work?

The more we include our workforce in decisions that directly 
affects it, the more likely it will be to embrace the concepts and 
promote it throughout the ranks.

Let’s look at three examples of how we 
might facilitate this concept:

Example 1 – Your organization has a manufacturing process 
that includes moving product via conveyor belts throughout the 
facility. In areas where equipment could pose pinch points or 
the risk of entanglement, guards need to be placed to protect 
the workers, especially under seven feet. This is a common 
occurrence in a lot of places and often action isn’t taken until 
an injury occurs or a monetary penalty is levied. 

Raise the topic in a safety meeting or a toolbox talk with 
the people that work or could be exposed in the affected area. 
Explain to them why this is important and that you would like 
them involved in this initiative. Tour the affected area and train 
the workers to identify all of the guarding concerns in a given 
area, which then can be compiled on paper. Have them offer 
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solutions on how a guard could be developed without impacting 
the use of the machine. Once the guards are developed, based 
on employee concerns and identified recommendations, have 
them present the initiative to the rest of the plant; why it’s 
important, what the solutions were and how they effectively 
could be used. In this case, we trained them how to identify 
and engaged them in documenting, finding solutions and com-
municating to their coworkers.

Example 2 – You work for a construction company that 
specializes in water main repair. This work is conducted under-
ground and in unstable soil conditions. You’re aware that trench 
access occasionally occurs for those “quick fixes” without using 
trench boxes or sloping practices, despite company policy and 
OSHA regulations. In this case, it’s a multitiered approach, and 
supervision really has to step up and back this initiative. The 
fatality rate for excavation work is 112 percent higher than the 
rate for general construction, according to OSHA.

If they are allowing this to happen, we need to cover the basics 
through ensuring that management understands the risks from 
a practical and legal perspective. This may require training.

From there, once you’re sure a consistent message is sup-
ported, develop an action group comprised of supervisors and 
field workers to develop a daily excavation checklist and pilot 
it on site. This helps employees identify hazards, record them 
and develop solutions. 

Remember that it’s possible in almost any scenario that there 
is no skill deficiency at the management level. They very well 
may know what they should be doing but make a choice to act 
otherwise, which is why it’s imperative that a management-down 
approach is required.

Once the program is established, a cut sheet of important items 
can be developed to convey to the workforce. Whether they were 
trained or not, this is a good time to review the requirements. 
This can be co-presented by members of the action group.

Subsequent follow up can be conducted by members of the 
action group to ensure that changes to field operations are 
maintained.  This provides an opportunity to support training 
and engagement at all organizational levels.

Example 3 – Your company has put together an observation 
program where employees are asked to conduct assessments, 
but the problem you’ve noticed is that you’re really not seeing 
the improvement for which you hoped. This too requires a 
multifaceted approach with vast opportunity for improvement. 

Conducting observations requires planning and a well-
thought-out inspection strategy. I always ask the question “If 
you hired me tomorrow, what would you expect me to look 
at?” Workers can be trained on the things to look for relative 
to the inspection strategy. This should be comprised of issues 
that have been uncovered in recent observations – what we call 
observation intelligence – as well as where our historical losses 
tell us we have had problems. 

After the “what,” the next part is “how.” We want to make sure 
that we observe to identify both positive and at-risk conditions 
and behaviors. From there, we coach to recognize and improve.  
This example illustrates how we can engage employees not only 
in inspection, but development of the strategy for success as 
well as training them how to have a value-added conversation 
and avoid the “safety cop” approach. Coaching is key in the 
observation process and offers individual opportunities to shape 
the culture of the organization.

By applying principles of critical thinking, you’ve effectively 
(1) had people participate in risk assessment, (2) engaged them 
in finding a solution and (3) trained them and had them train 
others in the entire process.

There are so many more opportunities we could identify if 
we just stopped for a short period of time in advance of the 
work. It’s these opportunities that often are missed that could 
be used to not only identify risks but build the culture of an 
organization and the confidence of the employees to do what’s 
right for themselves, their coworkers and their company as well.

Scott Falkowitz, OHST, CHST is the manager of client ser-
vices and a process improvement leader at Predictive Solutions. 
He has spent nearly 20 years focusing on leading sustainable 
improvements to safety in the workplace across a variety of 
industries. Scott holds a B.S. in occupational health and safety 
and an A.A.S. in fire science.
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