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Effective Pre-Job Meetings 
By: Ronald J. Schenk, CUSP – Executive Director 

 
Safety Leadership in the Field 
An important attribute for any leader is the ability to communicate effectively.  That attribute becomes 
critical for effective leadership by field supervisors and managers.  When preparing to perform 
hazardous work in the field, communicating effectively may even save a life or prevent an injury.  This 
is the intent of the Pre-Job Meeting: preventing incidents. 
 
U. S. Occupational Safety and Health Administration (OSHA) Regulations 

Recently U.S. OSHA made several regulatory changes that directly affect many utility workers in the 
United States and its territories.  The group of regulations covering these workers is known as ¶1910.269 
– Electric Power Generation, Transmission and Distribution.  The new regulation stresses the word 
‘shall’: ¶1910.269(c)(1)(ii) “The employer shall ensure that the employee in charge conducts a job 
briefing that meets paragraphs (c)(2), (c)(3), and (c)(4) of this section with the employees involved 
before they start each job.”  This ‘briefing’ is not optional, it’s mandatory.  And, for good reason. 

U.S. OSHA recognizes the importance of this meeting in communicating critical information that will 
help workers stay safe.  If your organization is not governed by U.S. OSHA regulations, I encourage you 
to adopt these guidelines in your own Company Safety Policies.  They are that important.  In this article, 
we’ll look at some best practices in conducting effective pre-job meetings, but first, some fundamentals. 

How do we measure the effectiveness of our safety policies and practices? 

To some, this question might seem silly.  ‘No injuries,’ they might respond.  ‘If no one is getting hurt, 
that means our safety program is working.’  Maybe.  Or, you might just be lucky.  It could be that no one 
has been hurt yet in spite of the poor safety practices your workers use.  When is your luck going to run 
out and how serious is the accident going to be? 

Safety professionals in the electric utility industry look at two classifications of measurements when 
evaluating the effectiveness of safety policies and practices: 

!! Up-stream measurements – also known as process measurements 
!! Down-stream measurements – also known as outcome measurements 
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Up-stream or process measurements are leading indicators of safety performance.  ‘Up-stream’ refers to 
before an incident.  Process measurements are things like: 

•! Performing a job safety analysis (JSA) 
•! Direct observations (Behavioral Based Safety – BBS) 
•! Personal protective equipment (PPE) compliance 
•! Near miss reporting and analysis 
•! Pre-job meetings 
•! Training 

There are others, but a direct correlation has been found between these processes or practices and 
incidents – in other words the more they are done, the fewer incidents occur, the less they are done, the 
more incidents occur. 

Think of these processes as ‘Leading Indicators’.  These practices ‘lead’ the outcome: safety or the lack 
of it. 

Down-stream or outcome measurements are lagging indicators of safety performance.  They can only be 
measured after an incident occurs.  Outcome measurements are things like: 

•! Tracking and analyzing fatalities, injuries and illnesses (frequency, severity, type, etc.) 
•! Incident reporting and analysis 
•! Incident investigation and analysis 
•! Costs of accidents 
•! Fines, regulatory violations, etc. 

Lagging indicators of safety performance let us evaluate the ‘outcome’ of company safety policies and 
procedures.  These types of measurements are performed by most companies, routinely.  Unfortunately, 
most companies do not measure the first grouping – the leading indicators.  

By routinely measuring and evaluating company safety performance with the leading indicators, we are 
more likely to prevent the incident in the first place.  These are the practices that truly make a difference.   

Let’s focus on one of these best practices for the purposes of this article:  pre-job meetings. 

Hazard identification and mitigation 

Operations workers in electric utilities are fortunate.  Their work ‘sites’ change often.  This morning 
they may be working on a part of the system that needs a new cross-arm on a distribution pole.  This 
afternoon they may be assigned to work on changing out an electric meter at a hospital.  Their work sites 
are varied and that helps keep the work interesting. 
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The work is more interesting, but it’s also more hazardous for these workers.  Each job site is unique.  
Each job site has its own unique hazards and needs its own unique plan for keeping workers safe. 

The pre-job meeting, sometimes also called the ‘briefing’ or ‘tailboard conference’ or just ‘safety 
meeting’, is designed to help the crew identify these unique hazards and plan on how to remove or 
minimize the threat these hazards may be to the workers’ safety.  By involving the entire crew in this 
meeting, more hazards are likely to be found. 

Each job site may be unique to electric operations workers, but the process for identifying and 
mitigating hazards should not be.  The process used can and should be standardized, to limit the chance 
a critical element might be missed.  Exhibit A, illustrates a Pre-Job Briefing process and form 
recommended by the Institute for Safety in Powerline Construction (ISPC) that allows a powerline 
construction and maintenance crew to develop an effective plan for keeping workers safe on most job 
sites they might encounter. 

Use this form or your own, but make sure the Pre-Job Meeting does these things, every time: 

1.! Identify the job in a unique way 
2.! Briefly describe the job and the work procedures to be used 
3.! Identify the source of electrical energy (if any) and what controls are available to de-energize the 

system, if needed 
4.! Identify the hazards on this job site (a check-list is often useful) 
5.! Determine what will be done to remove or minimize each hazard and what PPE will be used 
6.! Plan for specific emergencies 
7.! Identify the crew-member in charge, if the assigned Supervisor is not available 
8.! Designate a qualified observer 
9.! Discuss the plan with the crew as a group and assign duties 
10.!Ensure understanding of the safety plan on this job site 

By completing a form that outlines all of the above considerations the Supervisor has done several 
things that will help the crew prevent an incident on this job site.  First, the Supervisor has involved the 
crew in identifying hazards and what to do about them.  Second, the Supervisor has documented the 
plan.  This is an important step in helping to track and measure an important ‘Leading Indicator’ of our 
safety performance.  Remember, evidence shows that the more of these we do, the fewer incidents we 
have.   

Finally, the Supervisor now has a plan that can be discussed and reviewed with all crewmembers, 
improving the likelihood that effective communications is taking place on this job site.   
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Monitoring / Observing / Feedback 

However, the field crew Supervisor is not done.  As the work is being performed, now the Supervisor 
monitors the process to ensure the crew is ‘working the plan.’  The Supervisor becomes an important set 
of extra eyes during work tasks that are particularly hazardous.  Finally, when the job is complete, the 
Supervisor leads a ‘Post-Job Review’ with the crew.  During the job, did anything happen that was 
unanticipated that we may need to note for a future job like this?  What could we have done differently 
to make this job safer? 

We began this article with the premise that communicating effectively is an important attribute of 
leadership.  The field crew Supervisor is a leader and a very important part of any successful safety 
program.  The processes outlined in this article have proven to reduce and prevent incidents for 
operations workers in the field.  Field crew Supervisors deserve all of the tools you can provide them to 
keep your people safe.  Pre-Job Meetings are one of these important tools. 

 

About the Author: Ronald J. Schenk, CUSP, is the Executive Director of the Institute for Safety in 
Powerline Construction (ISPC), an electric utility industry association focusing on safety and training 
for lineworkers and Director of T&D PowerSkills, LLC, a Lineman training program.  Ron has 
conducted seminars and training sessions for Utilities and Contractors around the U.S. and Caribbean 
on Crew Safety Management.  For more information, call 866-880-1380 or email Schenk at 
ron@ispconline.com.   
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Exhibit ‘A’ 
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