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Building a Safety-Forward 
Workforce: 

Training, Upskilling & Culture 
Change for Modern Facilities Teams  

Jessica A. Warren, MBA, CHMM
Environmental Health & Safety Training Manager | Pennoni 

Welcome

1

2



6/10/2026

2

Session Topics

Culture’s Impact on Retention

Mentoring & Training

Psychological & Physical Safety

Reputation & Community 
Engagement 

Workforce Pipelines

Action Planning

Exercise: Opening Poll
What workforce challenge concerns you most? 
What keeps you up at night? 

3

4



6/10/2026

3

Workforce Challenges

Recruiting new employees

Retaining existing employees

Succession planning

Safety and risk management

Training and employee development

Most organizations discover these are not separate challenges.
they are symptoms of the same workforce issue.

Workforce Realities & Challenges Facing 
Organizations

Aging 
workforce

Aging 
workforce

Retirement 
cliff

Retirement 
cliff

Competition 
for skilled 

trades

Competition 
for skilled 

trades

Increased 
regulatory 

requirements

Increased 
regulatory 

requirements

Reduced 
applicant 

pools

Reduced 
applicant 

pools

Rising 
employee 

expectations

Rising 
employee 

expectations
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Why People Stay

Connection

Growth

Purpose 

Trust

Leadership

Culture Drives Retention

Culture is your strongest retention strategy.

Employees stay 
because of culture… 

…and leave then it’s a 
mismatch
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Safety Culture is Culture

Safety culture is:
• Trust
• Communication
• Accountability
• Respect
• Investment
• Shared ownership

Safety culture is not:
• PPE
• Policies
• Training records

Your Culture – and 
Your Reputation –
Recruits for You

What would a former employee say about 
working for your organization?
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Your Culture – and 
Your Reputation –
Recruits for You

What would a former employee say about 
working for your organization?

• Community Impact
• Perception shapes 

applicant pools
• Pride drives referrals
• Social media and online 

reviews
• Relationships with 

schools/ institutions
• Relationships with 

workforce partners

Workforce Development is Everyone's Job

Traditional View:
HR owns workforce development.

Modern View:
Every supervisor…
Every manager…
Every employee owns workforce development.

Which leads us to shared ownership. 
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Why Shared Ownership 
Matters

When people are part of the 

solution and know they are a 

valuable part of the work and 

decisions being made, that is 

to say, when they have a 

sense of ownership, they are 

that much closer to being 

engaged.

Brian J. Brim, Ed.D., Gallup (2018)

Benefits of Shared Ownership

INCREASED 
ACCOUNTABILITY

BETTER 
ENGAGEMENT

FASTER PROBLEM 
SOLVING

SENSE OF 
BELONGING
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Why It Matters in Facilities Work

Early hazard 
reporting

Identify 
knowledge 

gaps

Purposeful 
(re)training

Near-miss 
learning

Better stop-
work 

authority

Fewer   
injuries

Facilities, Engineering, and Design: 
The Upstream of Healthy Cultures 

Facilities, maintenance, and design 
teams reduce risk when concerns 
can be raised early—without blame 
or politics.

Psychological safety and healthy 
cultures create the space for junior 
staff – and their mentors/leaders – to 
raise concerns early during planning 
and design.

How are we modeling that dynamic for younger staffers?

Everyone on the team will benefit from structures that improve 
communication and create improved psychological and 
physical safety. 
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The Data Says…

Teams with high trust report more hazards

More reporting → fewer serious injuries

Engaged teams outperform

Mentoring is Built On Healthy Cultures 
Knowledge transfer protects organizations.

Knowledge transfer

Reduced turnover

Faster onboarding

Increased engagement

High-impact Training

Improved safety performance

Mentoring = Risk Management
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Mentoring: Formal /vs/ Informal

Formal:
• Assigned mentor
• Trainings 

• Structured meetings
• Goals

Informal:
• Job shadowing
• Peer coaching

• Daily interactions

Organizations need both.

Leadership 
Behaviors That 
Build Culture

And culture drives safety & belonging.

• Listen
• Ask questions
• Recognize effort
• Develop others
• Follow through
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Breakout Activity
Culture Builders and Culture Killers Exercise
Purpose: Explore the everyday behaviors that strengthen or weaken 
workplace culture, employee engagement, safety culture, and 
workforce retention.

Breakout Activity - Debrief

WHAT PATTERNS 
EMERGED?

SUPRISES? ACTION ITEMS 
INCLUDE… 
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Case Study: Workforce Development in Action with 
Training, Mentoring, and Investment

Brownfields Technician Training Program: 
Building a Workforce Pipeline Through 
Community Partnerships – and EPA Funding

• Environmental careers to address blight, 
redevelopment, workforce needs

• Removing barriers to employment
• Industry-recognized credentials – OSHA, 

Lead, Asbestos, OSHA 30, PRCS
• Partnerships between training providers, 

employers, workforce agencies, and 
communities

• Most recent awardees - $500K; Next funding 
cycle - $300K

Lessons Learned for Workforce Development

What has this technician training program taught us that is applicable 
across industries and employers?  

• Lesson 1 People often need opportunity more than training.

• Lesson 2 Confidence matters as much as competence.
• Lesson 3 Relationships drive placement.
• Lesson 4 Employers must participate in workforce development, not

simply be consumers (or beneficiaries) of it.
• Lesson 5 Mentorship and training investment can improve retention.
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Applying Lessons Learned  

Instead of: “Where do we find 
employees?”

Ask: “How do we become part 
of the workforce ecosystem?

Workforce Ecosystem Map

Schools Training Internships Employment Leadership

Colleges/ CTE 
Program Nonprofits Workforce 

Boards 
Veterans 

Organizations 
Trade Schools/ 

Apprenticeships

Pipeline Mapping

Workforce Partners
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90-Day Action Plan

Start:
What should we begin doing?

Stop:
What should we stop doing?

Continue:
What is already working?

Partner:
Who can help us?

Measure:
How will we know we are succeeding?

Personal Commitment

One action this week. 
One action this month.

"One thing I will do this week / 
month to strengthen our 
workforce culture is __________."
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Key Takeaways

• Culture drives retention & 
safety.

• Mentoring & training fosters 
employee development.

• Reputation impacts 
recruitment.

• Leadership creates culture.
• Everyone owns workforce 

development.

SMALL HABITS CREATE BIG 
CHANGES.

Resources & Continuing Learning
Mentoring & Workforce Development
• Center for Creative Leadership
• International Mentoring Association
• EPA Job Training Programs
• ACE Mentor Program

Safety Culture
• OSHA Recommended Practices for Safety 
and Health Programs
• National Safety Council Safety Culture 
Resources
• CPWR Safety Climate Assessment Tool

Community Engagement
• Local workforce development boards
• Community colleges
• Career and Technical Education (CTE) 
programs
• Apprenticeship.gov

Leadership & Culture
• Amy Edmondson – The Fearless 
Organization
• Brené Brown – Dare to Lead
• Simon Sinek – Leaders Eat Last
• Patrick Lencioni – The Five Dysfunctions of 
a Team
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Questions & Discussion

• Closing discussion.

Keep in Touch!

• Jessica A. Warren, MBA, CHMM
• Environmental Health & Safety 

Training Manager
• jwarren@pennoni.com

• 717.516.7447 (o) 
• 717.756.5464 (m)
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