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 Comparing Notes on EHS Training Programs 

About NAEM
The National Association for Environmental Management (NAEM) empowers 

corporate leaders to advance environmental stewardship, create safe and 

healthy workplaces and promote global sustainability. As the leading business 

community for EHS and sustainability decision-makers, we provide engaging 

forums, a curated network, peer benchmarking, research insights and tools for 

solving today’s corporate EHS and sustainability management challenges. Visit 

NAEM online at naem.org.

http://www.naem.org/
http://www.naem.org/


IntroductionIntroduction
At the heart of every great EHS&S program is a culture that values worker safety, regulatory 
compliance and a commitment to sustainability. What strategies are leading companies using to 
engage employees and build that EHS&S culture? How do you overcome resistance from those 
you need to abide by your programs? And how do you measure whether the training is working?
 
This report was developed to answer these questions and more. The topic of EHS&S Training was 
selected by conference attendees as the topic they most wanted to benchmark with their peers 
on-site. Based on that input, NAEM created a series of live-polling and discussion questions for 
attendees to participate in on-site.  
 
The results are based on the interactive benchmarking survey conducted at NAEM’s Compliance 
Excellence Conference in May 2018 among 49 in-house EHS&S leaders. Participants of this 
research are reflective of a variety of industries who attended the event including aerospace, 
chemical, retail, service, technology, and manufacturing industries. The report also synthesizes key 
insights from the on-site discussion, which revealed why respondents structure their programs 
the ways they do, their strategies for gaining traction and their advice to peers.
 
NAEM is making these results available free of charge, thanks to financial support from Intelex. 
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Editorial Practices

The results presented in this report were independently researched and objectively analyzed and 

summarized by NAEM. The report sponsor was not consulted and did not influence the content 

of this publication.  

Editorial Practices





5

Key Insights 

Figure 1
EHS Training Program Structure  

Among those who responded to the survey, 42 percent have a minimum standard for all 
operations while another 42 percent establish their training requirements based on the region of 
operations. The remaining 16 percent do not have a set standard at all.  

There is no dominant approach for setting EHS&S training 
requirements 
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Q: Which of the following best describes how your company structures its EHS training program? (select one)

Not surprisingly, the on-site discussion revealed that many respondents have both minimum 
standards as well as regional requirements. According to one participant, the company has a 
very small set of mandatory corporate training requirements, to which it adds regional and site-
specific programs. Using a risk-based framework, the company defines the activities at the site 
as well as the legal requirements, and requires the sites to conduct training accordingly.
 
For others, training requirements depend on the job. 
 
“We take our employees and put them in categories,” one participant said. “And based on your 
worker category [that] is the training you get.”

All operations must meet the same
minimum standard

Varies based on region of operation

No set standard

42%

42%

16%

N=45



The level of risk associated with specific jobs is another factor in determining the type of training 
employees receive beyond the mandatory standards.
 
“For other things, it’s risk-based. So, what’s the job? What are the job hazards? What are the 
things that you need to do? And it could be sustainability—it doesn’t have to be something that’s 
regulatory compliance—but it’s risk-based and then what we get is how frequent and how 
detailed.” 
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Key Insights 

Figure 2

Audience for EHS&S Training    

Most EHS&S training programs focus on employees at the site-level 
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Q: Who are the main audiences for EHS&S training? (Select all that apply) 

The top two audiences for EHS&S training, according to respondents, are those employees who 
have EHS&S responsibilities at the site-level (76%) or those who work within the EHS&S function 
at the site-level (69%). The third key audience is composed of corporate-level employees with 
EHS&S responsibilities (43%).

Site-level with EHS&S responsibilities

Site-level EHS&S

Corporate-level with EHS&S
responsibilities

Corporate EHS&S

Other

76%

69%

43%

22%

29%
N=49

While site-level employees likely have the most direct impact on compliance, it’s interesting to note 
that the largest audience for EHS&S training are those who work outside of the function itself.  



Key Insights 
When training non-EHS&S audiences, resistance is common 









Whether at the corporate or site-levels, introducing non-EHS&S staff to new concepts is often 
met with resistance, participants said.
 
“I think the hardest to train are the ones that have been doing it the longest and […] are more 
resistant to change,” one participant said. 
 
Another participant agreed, sharing an example of the type of resistance she has encountered 
in her own company: “Why do I need safety glasses? I’m not doing anything. I’ve been here 
almost 30 years; I’ve never lost an eye."
 
Here are a few of the suggestions participants offered to effectively influence those who are 
not initially receptive to training: 
 

Get management involved: “What you have to do is make sure the top level management 
really gets behind what you’re trying to do. […] And there has to be consequences. That’s the 
big thing, especially in safety. […] So if the management’s not behind you and doesn’t bring it 
up every single time that someone isn’t wearing their safety gear, you’re not going to be 
successful.”

 
Find a peer champion: “If you can kind of get everybody you know to walk up to somebody 
[who is not complying with the program] and say, ‘Hey, I want you to go home safely.’"

 
Identify the right trigger: “You have to tell them what the value is. An example would be 
driver safety for field sales representatives. You’re telling someone who drives 35-40,000 
miles a year how to drive safely and they’re pretty resistant. You have to say, ‘Well, you don’t 
want to fill out that accident report, do you? You don’t want that stain on your record. […] If 
you’re filling out forms, you’re not making sales calls.”

 
Get the plant managers on board: “They are pulled in a lot of different directions, but 
they’re the ones that have the biggest impact on enforcing that compliance and setting the 
tone and making sure that their people are doing what they’re supposed to do.”
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Key Insights 
Make a personal connection: “I’ve had a little success in training, especially those 

resistant groups because I’ve made it personal. […] I try to pick experiences I’ve heard 
from other employees, something that makes it very, very, very personal for that person. 
I feel like that’s how to impact them; I can gain their attention and their trust--because 
who am I who tell them how to be a mechanic?—but I can share their stories and try to 
make an impact.” 

 
 
 
 
 
  
Although respondents were about evenly split on the question of customizing training 
materials, slightly more than half (53%) said they do adapt their communications to their 
audience.
 
 
 
 
 
 
 
 
 
 
 
 
 
One common reason for customizing training materials is to help meet the needs of 
temporary employees, participants said. In one case, the respondent identified a need for 
more customized training for temporary employees when she noticed an elevated incident 
rate among seasonal workers at the company’s distribution centers. Some companies 
assign a mentor to new and temporary employees to ensure they have the support they 
need to get up to speed.
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Training materials are often customized to the audience, 
particularly for temporary employees and when foreign 
languages are involved  

Yes 53%
No 47%

N=45

Customize Training Materials by Audience    
Figure 3



At another company, the training program was targeted to the diesel fuelers, who were coming 
into the facilities for a very limited purpose. 
 
“We don’t train them on SPCC,” the participant said. “What we train them on is how we do SPCC 
at our facility. Where are the shut-off valves? What are those things that you have to look out 
for?”
 
Another common reason for customization, was the need to accommodate employees in 
countries outside of the United States. Among those in the room, the fewest number of 
operating languages was five; the highest was 15. Some participants had also accommodated 
deaf employees by bringing in interpreters to support their training.    

Key Insights 

Ideas for Engaging Employees in EHS&S Programs    
Figure 4

Reward good behaviors
Similar to good observations, encourage employees to report activities that 
reinforce the EHS&S culture you are building.  
  
Consider tangible consequences 
At one responding company, if the required training isn’t accomplished within 
a given year, it directly affects the employee’s compensation. Another 
company that participated ties training requirements to badge access to its 
facilities. Those who fall behind on their training are denied access to the 
workplace. 
  
Encourage survivors to share their stories
Some of the responding companies invited those who had survived a 
workplace injury to share their stories with peers across the company through 
in-person visits, training sessions and through video messages. 
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Types of Training Methods  

10

Q: Which training method do you use? (select all that apply)

Figure 5
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Key Insights 
Companies are using a variety of methods to deliver their training  

 While most companies tend to use a mix of training methods, classroom settings are the most 
common (83%), followed by learning management systems (77%) and one-on-one settings (47%). 

N=47

9%
Other

47%
Learning 

management system

77% 40%
Virtual training 

classrooms
One on oneClassroom 

setting

83%

Classroom settings remain popular, participants said, because they are very effective.
 
“There’s the promise of what all these things can do, and then there’s the reality of it, which is 
hard to make the connection with people” one participant said regarding online learning 
systems. 
 
The human interaction might also help employees maintain attention, another participant 
agreed. 
 
“Part of the reason we do it that way is because we have the interaction with the presenter,” he 
said. “They can ask questions. One of the things we find often happens is that for the light to go 
on for people, they need to know why they’re doing what they’re doing. So, [offering] a little bit 
of regulatory history, it may sound boring, but when people go, ‘Oh, that’s why it’s this way,’ all 
of a sudden the question is put to rest and they can actually buy into what they’re doing. That’s 
something we’ve noticed. It’s very difficult to do that in a virtual classroom."



For others, virtual learning systems are a good option for employees who travel frequently or are 
otherwise geographically scattered. 
 
The type of content is also a determinant in the training format.
 
While classroom training might be effective “if a topic is extremely dense,” in-person training might
be best-suited to jobs that have a lot of hazards associated with them.
 
One participant offered a detailed explanation of why hands-on training was best for certain types 
of roles: 
 
“We have a field crew that does training for all of our electric service delivery folks. They’re going to 
be climbing poles, working in buckets. It’s very hands-on, checking-driven, safety-driven training, 
[…] You can’t do it in a classroom sitting through a PowerPoint. You can’t do that behind a 
computer. You can get a little bit of it but you have to go back out and apply it. We have power 
plant operations trainings that are done through a combination of simulators and classroom-
based [learning]. There’s a lot of those variations based on the work that they’re doing, the 
hazards they’re exposed to, and their environment.”
 
At another company, the dominant training format was a direct outgrowth of the company’s high 
turnover rate.
 
“One of our challenges is, we have lots of partners. We have high turnover. The whole e-based, 
computer-based training just doesn’t work. What we had to do is task it out. We gave that task to 
our general managers. […] The hazards that we deal with are very different from a lot of 
manufacturing companies and being able to walk through it, and then verify that the employee 
picked up the knowledge and document it is how it becomes a training record.”
 
Most responding companies did not seem to be choosing their formats based on learning styles, 
but at least one respondent said his company was starting to explore that idea. 
 
“This is a technology solution that […] can help understand their learning style,” he said. “It can tell 
when they click away from something that their attention span isn’t there. The training program 
will actually start to adapt to that style and feed them the types of questions and the types of 
content that are more conducive to that learning.”  

Key Insights 
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Among respondents, 51 percent measure the effectiveness of their training program. This might 
be comparing the number of pre-training incident to those post-training, or through observations 
and conversations with employees during audits.      

Key Insights 

More than half of responding companies measure the effectiveness 
of their training programs   
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Yes 51% No 49%

N=47

Measure Effectiveness of Training  
Figure 6

“I’ll go out in the field, I’ll see how they’re doing on their best management practices. If I see 
something that’s a little non-correct, I’ll ask them, ‘What would you do here? Do you remember 
that day that we sat in the classroom and talked about it?' It’s going out to see how they’re doing 
in executing things.”
 
Another company immediately puts employees to the test. 
 
“For the site level, we do count cycle checks. You have them do the train and then you have 
them actually demonstrate the skills; truck loading or unloading, they go do it. If they can’t 
demonstrate competence, especially with those things that are considered high-risk activities, 
they can’t do the job.”      
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Leading GHG Management Strategies and Metrics 

EHS Compliance Metrics

Ready, Set, Implement: How to Successfully Deploy 
an EHS&S Software System

NAEM's Research Resources

NAEM’s Staying Ahead of  the Curve, Strategies for Managing Emerging 
Regulations report is based  on in-depth interviews with corporate EHS&S 
executives and industry  consultants, offering concrete recommendations  
you can use to audit, build, or strengthen your EHS compliance  
management program.

This report distills the  observations, recommendations, and “lessons 
learned” from in-depth  interviews with EHS&S professionals and 
implementation partners into  six steps that will help you start - and stay - on 
the right track as you introduce an EHS&S application that can  deliver 
tangible benefits to your organization.

NAEM's  Leading Greenhouse Gas Management Strategies and Metrics 
report  provides a benchmark for the strategies companies are using to 
reduce  their carbon emissions, the scope of their programs and provide  a 
snapshot of leading practices.

What  are the metrics your peer companies use to drive EHS performance? 
Which  metrics do senior management  use to get a snapshot of how EHS 
programs are faring? This report  provides a benchmarking data from 
companies who are leveraging  metrics improve their compliance program. 
You'll get quantitative data  as well as verbatim perspectives from peers so 
you can use  to optimize your own EHS compliance metrics.

Staying Ahead of the Curve: Strategies for 
Managing Emerging Regulations 
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