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STEPHEN HUNT
• Public and private sector learning 

experience

• 9 years as a Middle and High School 
Science Teacher/Football Coach

• 10 years in Training and Development 
at RSM US LLP, Mercedes-Benz 
USA, Gray Construction, and 
Jacobsen Construction

linkedin.com/in/stephenhuntjr



Agenda 
• State of the Industry Crisis

• Limitations of Traditional Recruiting

• Career Pathing as a Strategic Solution

• Building an Internal “University” – A Tangible Approach

• Designing Career Frameworks

• Measuring ROI

• How to Start Today

• Q&A
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STATE OF THE INDUSTRY



Sourcing and Keeping Talent – A 
Struggle
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Hiring in Construction – A Crisis…
The construction industry is facing a labor shortage of about 500,000 workers this 
year. Industry experts say the United States needs to invest in creating a pipeline from 
schools to construction sites.

Factors Contributing to the Hiring Crisis

• Aging workforce; outsized retirement levels

• Cultural factors that encourage too few young people interested in entering the 
skilled construction trades

• Megaprojects in several private and public construction segments harvesting talent

• Structural factors, including those related to interest rates, consumer sentiment, 
competition from other industries, and general economic performance
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LIMITATIONS OF 
TRADITIONAL 
RECRUITING



Top Challenges in Acquiring Top 
Talent – “We can’t hire our way out.”
• Shrinking Labor Pool

• Lack of Trade Education/Apprenticeship Pipelines

• Competing Industries Offering Easier Work

• Geographic Mismatch – Talent in Cities, Projects Are Often Rural

• Lack of Stability or Predictable Hours

• Poor Industry Reputation/Work Conditions/Mental Health

• Immigration and Policy Constraints

• Technology and Credential Barriers

People want GROWTH, not just work.

Quote from a field worker: “No one ever told me what comes next.”



What Does This Mean? 
Construction Companies Must Consider:

• Amplifying the need for rebuilding trade education in schools
• Supporting transportation and housing for workers
• Addressing safety, diversity, and work-life balance concerns
• Easing regulatory hurdles for immigrant labor
• Creating long-term apprenticeship and mentorship pipelines
• Promoting construction as a legitimate, rewarding career path

WE MUST THINK DIFFERENTLY IN ORDER TO 
ATTRACT, DEVELOP, AND RETAIN OUR TALENT.
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CAREER PATHING AS A 
STRATEGIC SOLUTION



What Does Career Pathing in Construction Look Like?

Career development 
pathing in construction 
means showing team 
members how they can 
grow their skills and 
move up in their careers 
over time. 

This is about retention + 
attraction + performance!



Career Frameworks | A Pathway for Your People

• WHY
“Personal growth precedes professional growth.” Pathways provide: 

• A tool for both attracting talent and keeping talent
• Awareness for where the team member is in their career journey
• Awareness for what they need to focus on to improve and what growth paths look like
• Also helps people managers to effectively and objectively assess and verify performance 

and development opportunities

• IMPACT
• Framework competencies can be tied to prescriptive role-specific learning plans in your 

company LMS and targeted experiences OTJ
• Annual individual goals are more easily definable
• Team member performance appraisals during reviews are more streamlined and predictable
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BUILDING AN INTERNAL 
“UNIVERSITY” – A 

TANGIBLE APPROACH



What Does an Internal Learning Hub Look Like?
• In-house training – RECORD ALL YOU CAN!
• Partnerships with associations – NIA’s Education Center is a great 

resource, www.niaeducationcenter.org 

• Partnerships with trade schools/community colleges – create your own 
pipeline

• Microlearning libraries (e.g., short videos on soft skills, safety, quality, 
etc.)

• Peer mentoring/shadowing programs – make sure you’re ready here
• Tie it all to real-world capabilities – how can we apply it to workflows?

An Internal Learning Hub can be as simple as a shared LMS, or as 
complex as a branded internal academy. What’s best for your 
organization will be defined by your organization. 

http://www.niaeducationcenter.org/


Your Internal “University” = 4 Pillars
Pillar Description Example Resources

Structured Training Core Skills, Processes, and 
Compliance

OSHA, Equipment Certs, 
Blueprint Reading, 
Quality/Safety Audits, etc.

Role-Based Learning Tailored to Career Stages Learning Tracks Per Role

On-the-Job Learning Mentorship, Shadowing, 
Learning Check-Ins

Peer Mentors, Daily Task 
Breakdowns, Performance 
Tracking/Logs

Growth Mindset Career Literacy Goal-Setting Workshops, 1:1s, 
Exposure to New 
Competencies, Skip-Levels

It’s not about building Harvard – it’s about intentional learning opportunities 
at every level of the organization.
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DESIGNING CAREER 
FRAMEWORKS



So How Do You Build Career Frameworks?



The Step-by-Step Process
1. Audit current roles and bottlenecks. Start with Operations.
2. Map out career tracks for each department with defined milestones.
3. Form committees to tackle departmental role-specific framework blueprints. 

Representation of each role is ESSENTIAL.
4. Have committees define departmental competency buckets of emphasis.
5. Turn skills competencies in each bucket into action statements. “What do we 

want to see the team member DO to achieve MASTERY?”
6. Link learning content/resources to each competency/milestone.
7. Determine where frameworks will live – high-traffic location!
8. Build a company-wide communication plan to employees at every level. 
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JACOBSEN’S READINESS



Building off of Items in Place – 
Operations Leadership Guidelines



Building off of Items in Place – 
Korn Ferry Leadership Competencies



Building off of Items in Place – Jake’s Place



What’s Needed to Make Frameworks a Reality
• Company-Specific People Models

• Ideal Employee Model

• Leader Development Model

• Dedicated Committee Resources per Department

• Clear Skills Competency Definitions and Expectations by Role

• Learning Hub – One-Stop-Shop
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Q & A 
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