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1.0 Purpose 

The purpose of this documented Safety Program is to provide icon Mechanical field management 
employees with icon Mechanical requirements for Pre-Task Planning and Worker Safety Engagement.  
This Safety Program establishes a pre-task plan process to evaluate hazards and establish safe 
methods of performing the work for key steps of an activity or task.   

2.0 Scope 

This documented safety program applies to all operations managed by where pre-task planning and 
worker safety engagement processes are required.   

3.0 Definitions 

360 Risk Assessment- The concept and awareness of a dynamic buffer zone between the 
Contractor Worker, various hazards and others to control the hazard(s). 

Hazard - A source, situation or act with a potential for harm in terms of injury or illness, damage 
to property and/or processes. 

Job Safety Analysis (JSA) - A form of work instructions that clearly identifies the key steps and 
hazards for High Risk Activities being performed and the safe control methods to mitigate those 
hazards.  

Management of Change (MOC): Change control procedure for modifications, deviations or the 
identification of new hazards associated with changes to people, property or process. 

Pre-Task Plans (PTP) - A developed set of work instructions that identifies the steps of the work, 
these are also referenced as: SOP, TIS, Standardized Work, Safety Plan, Risk Analysis etc. 

Prime Contractor – A primary (or tier 1) provider of works or services under a contract with GM to 
perform specific business activities on behalf of GM at GM sites. 

Risk – A combination of the likelihood of an occurrence of hazardous event or exposure(s) and 
the severity of injury/illness that can be caused by the event or exposure(s). 

Risk Assessment: Process of evaluating the risk(s) arising from a hazard(s), taking into account the 
adequacy of any existing controls, and deciding whether or not the risk is acceptable.   

Root Cause: The most basic cause (or causes) that can reasonably be identified that the site has 
control to fix and, when fixed, will prevent (or significantly reduce the likelihood of) the problem’s 
recurrence. 
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Safety Critical Equipment: Equipment, that if not used or maintained correctly, or if fails, has the 
potential to produce significant loss to people, property, and/or processes. Examples include 
respirators, mobile equipment and any equipment used for lifting and rigging, personal fall arrest, 
electrical safe work and confined space rescue.   

Safety FMEA (Failure Mode and Effects Analysis)– A matrix to evaluate risk of an activity or 
task using the following formula: “Risk = Severity Potential Score x Probability of Occurrence 
Score x Frequency of Exposure Score x Number of People Exposed Score”. The result will 
determine the level of detail in the Pre-Task Planning process. 

Safety Plan – A detailed written plan encompassing all aspects of the Work, including those 
performed by subcontractors at any tier that will do work at the job-site. Safety Plans must 
include a detailed review of all aspects of the Project, identification of all tasks that may present 
a health or safety hazard and contain a strategy for coordinated implementation with 
Subcontractors, also known as a Job Site Safety Plan. 

Safety Observation Tours (SOT): Task observations focused on engaging employees and contractors 
in conversations about working safely and on positive/negative “work safely” behaviors and conditions. 

Sentinel Event – Any work-related injury, property damage, near miss or unsafe act/condition 
that may result in death. 

Special Safety Conditions – Safety requirements issued by GM, applicable to Contractors 
and its subcontractors, in addition to legal requirements. 

Start of Shift meeting- A meeting held by the Contractor with the Contractor Workers to receive 
their daily job assignment and review the Pre-Task Plan(s) for the work or tasks they will be 
performing, also known as a pre-shift meeting. 

Subcontractor – A secondary (or tier 2, 3, etc.) provider of services to GM under the direct control and 
contract of a prime or general Contractor. 

Worker: Person who performs services for  icon Mechanical pursuant to an agreement between GM 
and  icon Mechanical. A Worker is not a GM employee and remains subject to the control and 
employment terms of the Contractor Worker's own employer. 

Worker Safety Engagement Process – The site safety processes designed to engage 
contractor workers in safety, which includes: training and orientation, pre-task planning, take 
two, 360 Risk Assessment concept, and Management of Change (1+3 Approach, Change 
Validation Checklist). 
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4.0 Requirements 

4.1 Planning 

Icon Mechanical's Safety Dept. has developed and published this safety program to establish 
minimum requirements relating to Pre-Task Planning and Worker Safety Engagement.  This 
documented safety program has been written to meet the regulatory and contractual 
requirements outlined in General Motor’s Special Safety Conditions. This documented safety 
program includes the following minimum elements: 

• A pre-task plan template
• Established clear roles and responsibilities for icon Mechanical leaders and workers
• A Risk Assessment/Safety FMEA model to evaluate safety risk
• A JSA / Work Instruction template for all Medium / High Risk Tasks
• A Worker Safety Engagement tool to be used to identify changes in the work

environment that pose additional risks to people, property or product.

4.2 Implementation 

4.2.1 Roles & Responsibilities 

The following are the minimum  icon Mechanical worker roles and responsibilities: 

Site or Project Senior Leader 
• Assign resources to execute this Pre-Task Plan program
• Approve Medium / High Risk Activities
• Conduct weekly Safety Observation Tours on Medium / High Risk activities to

review and ensure the worker safety engagement process is followed
• Respond to worker concerns regarding the program

Site or Project Managers 
• Support Front Line Supervisors, General Forman and Safety Resources in

conducting Risk Assessment/Safety FMEA risk assessments 
• Approve JSA for Medium / High Risk activities
• Conduct weekly Safety Observation Tours on Medium / High Risk activities to

review and ensure the worker safety engagement process is followed
• Lead by example, set expectations and teach and coach Front Line Supervisors

regarding the Pre-Task Plan and Worker Safety Engagement process
• Require sub-contractors to comply with the companies Pre-Task Plan process

and integrate them into the program

Front Line Supervisors / General Forman 
• Conduct Risk Assessment/Safety FMEA Risk Assessments with support from

Safety Resources and Site or Project Managers 
• Approve JSA for Medium / High Risk activities
• Review JSA with contractor workers during Start of Shift meetings
• Require and support workers in completing the Worker Safety Engagement

process and drive hazard recognition on the shop floor
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• Conduct daily Start of Shift meetings to review daily work assessments and
review JSAs and de-brief meetings to address lessons learned with workers

• Conduct daily Safety Observation Tours on Medium / High Risk activities to
review and ensure the worker safety engagement process is followed

• Lead by example, set expectations and teach and coach Front Line Supervisors
regarding the Pre-Task Plan and Worker Safety Engagement process

Safety Representatives 
• Support Front Line Supervisors, General Foreman, and Site Project Managers in

conducting Risk Assessment/Safety FMEA risk assessments
• Provide technical expertise into the JSA process
• Approve Work Instructions / JSA for Medium / High Risk activities
• Conduct daily Safety Observation Tours on Medium / High Risk activities to

review and ensure the worker safety engagement process is followed
• Provide workers with hazard recognition training to support the Worker Safety

Engagement process
• Provide workers with continuous improvement in hazard recognition
• Lead by example, set expectations and teach and coach Front Line Supervisors,

General Forman, and Project Managers regarding the Pre-Task Plan and Worker
Safety Engagement process

Workers 
• Conduct hazard recognition, evaluation and control each shift and during the

work activities using the Worker Safety Engagement process.
• STOP work when new hazards are recognized or a deviation is necessary from

the standardized work or JSA
• Notify your Front Line Supervisor of any safety concerns identified

4.3 Part 1 – Job Safety Analysis / Work Instructions 
The General Foreman will complete a JSA / Work Instructions for all Medium / 
High Risk Tasks.  The following are the minimum requirements of the JSA 
process: 

• A hazard analysis matrix will be used that includes the following 4 columns:
1. Critical Risk Indication:  A visual Indicator to highlight Critical or Higher Risk

Steps that involve the safety of the worker
2. Key Steps:  The key steps to the activity to be performed
3. Hazards:  The hazards associated with the key steps
4. Safe Method/Control:  The safe method(s) or control(s) to be used to mitigate

the identified hazards.

4.4 Part 2 – Risk Assessment/Safety Failure Modes Affect Analysis (FMEA) 

For each activity on site, the  icon Mechanical's Safety Coordinator will conduct a Risk 
Assessment/Safety FMEA to evaluate the level of risk for the given task following these 
minimum requirements:   
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• The following formula will be used:  Risk = Severity Potential Score x Probability
of Occurrence Score x Frequency of Exposure Score x Number of People
Exposed Score

• The following criteria and justification will be used to determine the scores, used
in the above formula:
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• Based on the results of the Risk Assessment / Safety FMEA, tasks will fall into
the one of the following categories:

– 0 to 50 – Low
– 51-160 - Medium
– 161 to 500 – High
– 500 and Above – Unacceptable

• The category that the given task falls into will determine what steps will be
taken, and what documents will be kept:

For Low Risk tasks the following steps will be taken:  
1. When available, follow Work Instructions/Standardized Work
2. Confirm workers received Orientation Training
3. Execute Management of Change if changes occur

For Medium Risk the following steps will be taken: 
1. Start of Shift Meeting
2. Emergency Response Plan
3. Applicable Special Safety Conditions
4. Establish Planned Inspections Based on Priority of Risk

a. (e.g. Safety Observation Tours (SOT’s) or Critical Safety
Equipment Inspections)

5. Ensure All Contract Worker(s) Perform Worker Safety Engagement
(Part 3) during each shift

6. Planning Questions may be Applicable (See 2.4 Risk Mitigations)
7. Primary Signature from: Seller Supervisor, Seller Representative and

Seller Safety Representative and Buyer to Review

For High Risk tasks the following steps will be taken: 

(F) - FREQUENCY OF EXPOSURE 

SCORE CATEGORY 

5 Constantly [exposed to hazard 
throughout the task] 

4 
Intermittently [more than once, 
exposed to the hazard throughout the 
task] 

2.5 One Time Only [exposed to the 
hazard once during the task] 

(NP) - NUMBER OF PEOPLE 
EXPOSED 

SCORE CATEGORY 

12 MORE THAN 50 PEOPLE

8 16 TO 50

4 8 TO 15

2 3 TO 7

1 1 TO 2
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1. All requirements of Low & Medium and a Secondary Signature in Part 2
– Signature Page.

For Unacceptable Risk Tasks the following steps will be taken: 
1. Contractor must reduce risk below 500 prior to starting work by applying

safety controls.
2. Based on a second Risk Assessment / SFMEA calculation follow the

action summary for either Low, Medium, or High Risks.

4.5 Part 2 – Planning Questions 
The following Medium/High-Risk planning questions will be answered as 
part of the Risk Assessment/SFMEA process: 

1) Is there any way to eliminate, substitute, or to use engineering controls to
eliminate or restrict exposure to the hazards?

2) Are there any work instructions, previous JSAs or standardized work for this
activity?

3) Are there any applicable GM Risk Mitigation Requirements included in
GM’s Medium Risk Safety Requirements or Special Safety Conditions for
this activity? (noted from 2.4 Risk Mitigations)

4) Are there any GM specifications included in the contract for the work to be
performed?

5) Does this work require assistance or support from a professional engineer,
or safety professional, or qualified Subject Matter Expert to develop:
engineering drawings, rigging calculations, working at heights anchorage
point calculations, assessment of critical equipment, licenses/certifications,
or other supportive documentation to be attached to this JSA?

6) For any critical equipment or personal protective equipment used, have you
verified that required preventive maintenance has been completed?

7) If pre-use or pre-operational inspection is required is it a part of the work
instructions?

8) Does this activity require a permit (e.g. confined space, roof access, hot
work, etc.)?
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9) For work involving hazardous energy, have you considered all energy
sources and the safe method of control/verification?

10) Is there a need for specialized training and the assigned workers have
received such training?

11) Does the task involve the use of a Powered Industrial Vehicle? If YES, have
you validated that the vehicle has been inspected (maintenance records) in
the past year for all Safety Equipment (brakes, lights, horn,

 siren etc.)? Does the JSA include mitigation if working or parked on an 
incline? 

12) Have all required permits been completed?

 

4.6 Signatures 
All Pre Task Plans will include icon Mechanical approval and GM Review sign-
off based on the Risk Score according to the following: 

Low Risk (Risk Assessment/Safety FMEA score of 0 to 50) 
• No  icon Mechanical Approval is necessary
• No GM Review is necessary

Medium Risk (Risk Assessment/Safety FMEA score of 51 -160) 
• All requirements outlined in Low Risk,
• Daily Worker Engagement Process and
•  icon Mechanical approval

– Front Line Supervisor / General Foreman for the activity must
review and approve the pre task plan prior to the work beginning.

– Prime Contractor Representative
– In addition, any engineering or safety personnel who supported the

pre task plan development must also sign off as necessary.

• GM Review:
– One Authorized GM PTP reviewer must review and sign that the

contractor followed the pre task plan process.

High Risk (Risk Assessment/Safety FMEA score of 161 - 500) 
• All requirements outlined in Low and Medium
•  icon Mechanical approval

– A secondary signature from the icon Mechanical Safety Manager 
must approve the pre task plan

• GM Review:
– A secondary Authorized GM Reviewer must review and sign that

the contractor followed the pre task plan process.

4.7 Worker Training & Communication 
Supervisors will review the JSA / Work Instructions with all affected Contractor 
Workers at least:  

• During the initial Start of Shift Meeting
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• When the JSA or Work Instructions change
• When new Contractor Workers are assigned to the work
• At Least Monthly

4.8  Part 3 – Worker Safety Engagement Process 

Supervisors will require Workers to conduct a Worker Safety Engagement Process at 
the start of the shift that meets the following minimum requirements: 

• Workers will complete the following minimum steps:
1) Emergency Response Plan:  Workers will write in any emergency or

contingency plans for the work to be performed that includes the following
minimum questions:

i. Is a rescue plan necessary? (e.g. working at heights, confined
space rescue plan, chemical spill response)

ii. Is any Safety Critical Equipment necessary to perform the rescue?
Is it available and inspected accordingly?

iii. What steps are necessary to perform the rescue?

2) Worker Verification:  Workers will verify that all workers assigned for this
activity have met the following conditions:

i. Have all crew members completed Safety Orientation, Management
of Change, and any other site specific training or access
requirements?

ii. Have all workers reviewed the Job Safety Analysis (JSA) or
standardized work?

iii. Does the JSA or standardized reviewed cover the task you are
being asked to perform?

iv. Have all pre-inspections been conducted (e.g. mobile equipment,
tools, safety critical equipment)

3) On Job Site Hazard Recognition:
i. All workers assigned to the activity will walk the job site together and

identify their individual and team’s Safe Work Zone, as outlined in
section 4.9 of this documented program.

ii. During the job site review, workers will also identify any new or
additional environmental, adjacent or proximity hazards to include
the following:
 Additional Hazardous Motion
 Additional Lockout Required
 New Slip or Trip Hazard
 New Pinch Points or Laceration Hazards
 New Fall Hazard
 New Fire/Explosion Hazard
 Additional/Other Workers in the Area
 New Mobile Equipment Hazard
 Additional PPE required and Available (Example Full Face

shields, Respirator, goggles, Ear Plugs, Seat Belts, etc.)
 Additional Rigging Hazard
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 Additional Barricades/Safety Tape Needed
 New Hazardous Materials/Chemicals
 Additional Production Vehicle Activity
 Working in Isolation Now (Working Alone) or in a confined

space
 Additional Permits/Interruption Requests Needed
 Has anything changed since the last shift/time the crew

performed the work

iii. During the course of the work, workers will STOP work if a new
hazard is recognized or a deviation is needed from the JSA

iv. All new hazards or deviations from the JSA will be written on the
form.

v. Supervisors will review each written item and sign off to verify the
change throughout the course of the day.

4) Supervisor will conduct a de-brief with workers and document on the
Worker Safety Engagement form.  Lessons learned will be shared during
the next Start of Shift Meeting and the JSA will be updated as necessary.

4.9 Safe Work Zone Requirements 

Part 3 of the Pre-Task Plan Template requires each worker to be aware of hazards in 
their Safe Work Zone. The  icon Mechanical agrees to utilize a Safe Work Zone 
process that meets the following minimum requirements: 

• Identify hazards that will interact with the worker or the team’s Safe Work Zone:
Overhead, Through, Behind, Front, Underneath, or Inside.

• When multiple workers are present, the team must determine the team’s safe work
zone and account for positioning of the team.

The Safe Work Zone is a technique that assists  icon Mechanical employees in 

hazard recognition.   

 As an example diagram: 
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4.10 Start of Shift Meetings 

 icon Mechanical agrees to require its employees to discuss safety topics at the 
beginning of each shift. This may include: 

i) a safety talk
ii) initial review of key safety steps within a work instruction or within a change to
a work instruction, 
iii) instruction to workers that they are required to stop work and contact their
supervisor if a change occurs in their work area or if they need to deviate from 
the work instructions while performing the work. 

If multiple companies are performing tasks in the same area, all companies and affected 
workers must be present to discuss how the tasks interact and to assess additional 
hazards that may be introduced by the activities of others. 

4.11 Training Requirements 

Upon request,  icon Mechanical or its subcontractor must provide written 
documentation showing that its employees or its subcontractor’s employee have 
completed required safety training. 

 icon Mechanical must train each employee who supervises others about GM 
requirements before entry onto GM premises where the work is to be performed.  This 
training must be documented and include, (i) GM orientation requirements, (ii) site 
orientation for  icon Mechanical representatives who supervise others, including 
information about  icon Mechanical Safety Program, (iii) pre-task plan requirements 
defined in Section 4, (iv) Take Two process, including Safe Work Zone concept, and (iv)  
icon Mechanical's management of change process. 

 icon Mechanical must train or validate training of its non-supervisory employees prior to 
allowing the employee’s entry onto GM premises to perform work.  This training must be 
documented and include, (i) orientation for  icon Mechanical workers, (ii) training 
required to perform the Risk Mitigation Requirements applicable to the project, (iii) all 
additional specific safety training related to the task (e.g., mobile equipment operator 
training, fall hazard training, confined space training, etc.), (iv) pre-task plan 
requirements to the extent required to comprehend and follow a pre-task plan, (v)Take 
Two process, including Safe Work Zone concept, and (vi)  icon Mechanical’s 
management of change process. 

4.12 Control of Documents and Records 

 icon Mechanical acknowledges that we will keep all documents and records related to 
PTP and Worker Safety Engagement, and will ensure all documentation that might be 
needed by any worker or to be reviewed by GM is easily accessible and retained 
according to the following: 



icon Mechanical Document Number:02 

Safety Program Page 12 of 13 

PRE TASK PLANNING & WORKER SAFETY ENGAGEMENT Revision: 02 

• Work Instructions/JSA, Safety FMEA and Worker Safety Engagement forms will
be made available to GM upon request

• JSAs will be available to workers at all times
• Worker Safety Engagement forms will be at the job site location for the duration

of the shift and turned in once the de-brief has been completed
• Completed Worker Safety Engagement forms will be used to determine

necessary updates to JSAs and to identify lessons learned to be shared at the
next Job Line Up Meeting.

• Documentation pertaining to training of all workers will be retained for the
duration of employment.

 icon Mechanical will use the following location and method for storing completed 
forms: (icon job trailer)

4.13 Planned Inspection Process 

 icon Mechanical agrees to perform planned inspections to monitor the effectiveness 
of our Safety Plan on an on-going basis and correct any defects or issues in the plan 
or any of its components. The planned inspection program must be submitted by  icon 
Mechanical for GM Review. At GM’s discretion, it may participate in  icon 
Mechanical’s planned inspections.  Where GM participates,  icon Mechanical may not 
rely upon GM to identify safety concerns during this inspection. The following are the 
minimum types of planned inspections that must be part of the process: 

• Medium/High Risk Tasks execution and adherence to the established Risk Control
Methods

• Safety Critical Equipment Inspections
• Project Area Safety Observation and Safety Conversation Tours
• Pre-Task Plan Execution Monitoring
• Daily Worker Safety Engagement Process monitoring
• Sub-Contractor Planned Inspections
• Special Safety Conditions and Risk Mitigation Requirements Monitoring

4.14 Planning Job Board (CONSTRUCTION ONLY) 

•  icon Mechanical will utilize a Planning Job Board to communicate to it's workers 
and sub-contractor workers who are performing activities in the same area(s).

• The Planning Job Board will have a space for all PTPs, past daily Worker
Engagement forms, and a chart showing the various tasks being completed that 
clearly identifies the risk score for those tasks. This will be done so that all identified 
hazards can be easily communicated with anyone working in the same areas that  
icon Mechanical is working.

• The chart that shows all tasks being completed with the Risk Score included will
have a space for sign off on any Safety Observation Tours that are completed based 
on the priority of safety risk. This will help  icon Mechanical keep track of the Safety
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Observation Tours that have been completed and ensure that Safety Observation 
Tours are completed more frequently for the tasks with higher risk scores. 
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