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How to use this resource

• This is a draft development version of the CHASNZ Customer Leadership 
Framework (CLF). It is issued to gain feedback from construction clients on the 
framework and potentially to gather case studies.

• The CLF is intended to assist construction clients review their own organisations 
and identify areas for potential future improvement.

• The suggested approach is to use this resource with a cross section from the client 
organisation to get a picture of where the organisation currently is placed.

• This presentation should be used in conjunction with the Client Leadership 
Assessment Tool. 



Detracting

People are the cause of 
most problems and need to 

be controlled

Health and safety is a 
separate activity from core 

operations and to be 
mitigated when negative 

outcomes occur.

No meaningful measures of 
health and safety presence 

or absence exist

Business priorities are over 
and above care for the 

individual and or society

Passive

People are best protected 
when they follow the rules. 

Health and Safety is a largely a 
compliance activity and can be 

managed by driving 
improvement through focus 

on infringements.

Health and safety is measured 
by the absence of accidents 

and incidents

Societal and individual 
outcomes are not seen as 

having a strong relationship to 
business activity

Active

Understanding people and the 
decisions they make is seen as 
important in problem solving 

and investigations. 

Health and safety is seen as an 
outcome of successful 

operations and aligned to 
other criteria such as 

productivity and quality.

Health and safety is measured 
by the presence of strong 
controls that minimise the 

impact of human error

The needs of employees are 
considered and balanced 
against business priorities

Enhancing

People are an asset to be 
harnessed in solving problems 
and setting standards. Front 

line employees are seen as the 
solution to enhanced safety 

performance.

Health and Safety is seen as 
an ethical responsibility and 
fundamental right to work 

without injury for all people.

Health and Safety is measured 
by the presence of capacity to 
manage exposure and volatile 

risks on the front line

Care for the individual and 
society that the organisation 

influences is a core value 

1.0 Client Internal

A client that does not see health and 
safety as a priority and or has not 
invested in the health and safety of its 
own people is unlikely to have a 
positive influence on the contracting 
supply chain. 

A strong ethical and care based 
approach to health and safety that 
extends to all workers, employees or 
contractors, is a foundational base for 
strong client leadership.

1.1 Values

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Empowering those exposed to risks 

to develop competencies required to 
do the job safely

2. Ensuring health and safety is part of 
normal operations not a tack on

3. Ensuring that basic human needs are 
met while on the job – e.g. access to 
good food, shelter and toilets and 
adequate rest

1.1.1
Attitude to 

people

1.1.2
Attitude to 

H&S

1.1.3
Attitude to 
Measures

1.1.4
Wider 

attitudes



Detracting

Health and safety is not 
meaningfully spoken 
about by the CEO or 

leadership team 

There is no obvious 
investment in health and 
safety except for chasing 

problems

The CEO and leaders are 
not present and talking 
to those exposed to the 

risk

Employees talk about 
health and safety only 

when there is an incident

Senior leaders have little 
or no knowledge of the 

risk exposure of the 
workers

Passive

Health and safety compliance 
is expected 

The Health and Safety plan is 
owned by the health and 

safety manager.

The CEO and leaders regularly 
review H&S reports

Health and safety rep 
meetings are reported to 

senior leadership

Risk management is devolved 
to health and safety advisors

Active

The CEO and leadership team visibly 
demonstrate that nothing is more 
important than health and safety.

The annual H&S plan is owned 
by the CEO .

The CEO and senior leaders are out 
in the business personally taking 
accountability for improvement

The CEO and leaders regularly 
meet with employees around 

H&S

The CEO and senior leaders 
sponsor risk reduction activity

Enhancing

The CEO is recognised as a  leader in 
health and safety and actively shares  

experiences with industry 

Performance in health and 
safety is a key criteria in 

appointing CEO and senior 
leadership.

Leaders are actively engaged 
in promoting positive 

capability through their own 
and others development

The CEO and leaders actively 
encourage all staff to become 
involved in health and safety

At the exec, H&S risks are worked 
on to ensure they are prioritised 

and managed

1.0 Client Internal

Organisational culture is driven largely 
by the observable behaviours and  
beliefs of senior leadership.

“The biggest influence a Chief 
Executive can have on safety is to 
demonstrate through their actions 
that they genuinely believe good 
safety is good business” – Graham 
Darlow, Business Leaders Health and 
Safety Forum

1.2 Leadership

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Active membership and participation 

of the Business Leaders Health and 
Safety Forum

2. Operational leaders are assessed for 
their safety performance and 
knowledge

3. Develop skills around appreciative 
enquiry

1.2.1
CEO

1.2.2
H&S Plan

1.2.3
Leadership 

Engagement

1.2.4
Leader

Encourage
ment

1.2.5
Leader 

Knowledge



Detracting

Health and safety 
capability is absent

Safety in design is not 
recognised as an internal 

requirement or 
competency

The investment in 
capacity for health and 
safety is not known or 

measured.

Passive

Health and safety is a line 
role and or responsibility of 

H&S reps

Safety in design capability 
is project by project on an 
as needs basis and seen as 

an overhead.

Health and safety is costed 
on a case by case basis and 
seen as a compliance cost

Active

The organisation has a 
dedicated health and 
safety function with 
HASANZ equivalent 

professionals

The organisation has the 
required support from 

external safety in design 
consultants and has 

internal management who 
have the knowledge to 

engage with them.

Health and safety 
investment and budgets is 
measured and the effect of 

investment is a known 
quantity

Enhancing

The organisation has 
sourced qualified and 

experienced world class 
health and safety 

professionals

The organisation has 
invested in qualified and 

experienced safety in 
design engineers

Health and Safety budgets 
and resources are 

integrated into overall 
financial and operational 

strategies

1.0 Client Internal

An organisation requires an 
appropriate level of investment in 
health and safety capability –
considering the risk inherent in the 
operations it oversees.

This can be challenging in the New 
Zealand context, however an 
important development area for 
future improvement. 

1.3 Investment in 
Capacity

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Invest in Safety by Design training for 

engineers and project managers
2. Recruit and retain top H&S talent, 

focus on applicable experience, 
strategy and soft skills

3. Ensure health and safety budgets are 
integrated into operational budgets

1.3.1
Capability

1.3.2
Investment 

in SID

1.3.3
H&S 

Investment



Detracting

Client discourages 
sharing of health and 

safety industry 
information and/or sees 

this as a source of 
competitive advantage.

Client sees other 
organisations views of 
their health and safety 
performance irrelevant 

or intrusive.

Sees contribution to 
health and safety 

industry initiatives as a 
poor investment in 

resource.

Passive

Aware of health and 
safety sharing 

opportunities and will 
undertake some 

learning.

Client will visit other 
work sites for health 
and safety learning. 

Understands key health 
and safety issues but is 

silent outside the 
organisation on them.

Active

Active involvement in 
client health and safety 

advisory groups for 
sharing of experiences 

and learning.

Client encourages other 
organisations to visit 

their worksite for health 
and safety learning.

Will be actively involved 
in providing feedback on 

key health and safety 
consultations from 
industry groups and 

government,

Enhancing

Providing case studies 
and contributing to 
forums such as the 

business leaders forum.

Client hosts or is key to 
organising industry 

forums on key issues. 

Will engage with 
government to create 
system change to the 

health and safety 
environment (e.g. 

Construction Sector 
Accord)

1.0 Client Internal

The Construction industry in New 
Zealand is diverse and there is 
strength in sharing that diversity 
across all types of construction and 
sizes or organisation.

Clients are influential in how health 
and safety is perceived and 
prioritised throughout the supply 
chain.

Actively engaging industry is key to 
creating a world class health and 
safety environment in the 
construction sector.

1.4 Engagement 
with Industry

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Active involvement
2. Open to improvements
3. Advocacy 

1.4.1
Contribution 
to Industry

1.4.2
Industry 

Leadership

1.4.3
Advocacy



2.0 Pre Construction - Concept

The pre-construction phase is 
defined as any period during which 
design of preparatory work is carried 
out for the project.

The internal business case and 
concept should recognise from the 
outset the risks and management of 
those risks associated with 
constructing and operating the 
finished asset. 

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Understand the outcomes needed for 

all stakeholders
2. Understand and account for the risks 

associated with whole of lifecycle of 
the project

3. Understand and plan for the 
competencies and skills required for 
the project 

Detracting

The knowledge of extra 
activity required to 

build/operate the asset 
but this is deliberately 
not scoped in order to 
pass internal hurdles

Known market gaps in 
competencies and skills 
required to complete 

the project are ignored 
and/or discounted in 

order for the project to 
pass approval

Passive

Only the direct activity 
associated with building 
the asset are considered 

part of the scope

Assumption that those 
carrying out the work 
will be responsible for 
identification of any 

specific licenses or skills 
required to do the job 
and this is included in 

contractor rates

Active

The scope of the project 
includes the known 

issues and risks 
associated with the 
lifecycle of the asset

Competency 
requirements, 

qualifications and 
any licences from all 

parties identified 
and prioritised 

against whole of 
project risks 

Enhancing

The scope of the project 
is verified by 

independent review and 
includes allowance for 

uncertainty. 

Competency 
requirements are 
known and will be 

developed in 
partnership with all 

parties as a key project 
outcome and strategy.

2.1 Business Case 
and Concept

2.1.1
Project 
Scope

2.1.2
Project 

Competency 
Required



2.0 Pre Construction – Concept

A client brief explains to others what 
your project is about and your 
requirements before, during and 
after the build.

Sharing these requirements at an 
early stage will assist how each 
stakeholder approaches, plans and 
accommodates them.

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Early engagement and disclosure 

with industry 
2. Investment in understanding 

potential issues and risks at site
3. Wider and longer term view on 

outcomes rather than project by 
project

Detracting

Actual purpose, 
outcomes and use of 

built environment 
hidden/ not apparent 

and liable to be 
misinterpreted.

The site is not yet 
known or information 
about the site is not 

available.

Passive

No client briefing verbal 
or written. Reliance on 
“industry should know 

what we need based on 
past requirements.

The site is known but 
any issues or risks 

associated with the site 
are assumed will be 

managed by the 
designers and 
contractors.

Active

Written client brief 
includes motivation for the 

project, function of built 
environment and clear 

health and safety 
expectations – considers 
opportunity for questions 
and input from potential 

constructors

Brief includes all 
information relating to 
the site that may effect 

health and safety

Enhancing

Client brief includes 
outcomes for wider 
stakeholders such as 
members of public, 
industry and ratepayers. 
Shows longer term 
thinking past this 
immediate project.

Brief includes third 
party risk assessment of 
site and detailed history 
of potential issues and 

an opportunity for 
market sounding before 

finalising document.

2.2 Client Brief

2.2.1
Outcomes 

and 
Purpose

2.2.2
Risk 

Assessment



2.0 Pre Construction - Concept

Selecting a principle designer with 
the right level of health and safety 
capability when considering the risks 
associated with the project is key.

The principle designer will partner 
with the client to develop the design, 
follow a robust process, 
communicate hazards in the design 
and participate in engineering safety 
discussions. 

The client is responsible for ensuring 
that the right level of health and 
safety design thinking is available for 
the project.

2.3 Designer 
Selection

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Understand level of risk involved with 

project
2. Balance this against the H&S in design 

skills required
3. Ensure high weighting in evaluation

Detracting

Client does not identify 
any requirements for 
health and safety in 

design capability

Principle designer is 
solely selected based on 

cost, budget 
constraints, availability

Passive

Safety in design is not 
explicitly called out 

when appointing 
principle designer. 

Client expects designed 
to raise issues if they 
come across them. 

H&S safety in design 
capability recognised 
but not part of core 

tender requirements.

Active

Principle designer is 
appointed in writing 

with clear role defined 
regarding bringing H&S 
in design thinking to the 

project.

Standard set of 
questions such as PAS 

91 are used to evaluate 
principle designers. H&S 

is a minimum 
requirement.

Enhancing

Principle designer 
appointed with named 

resources relating to the 
level of H&S design 

competency required.

Specific weighting (25% 
or more) given to H&S 

in design capability 
when evaluating and 
selecting designers.

2.3.1
Designer 

Resources

2.3.2
Designer 
Selection 

Weighting



2.0 Pre Construction - Design

An expectations document should be 
developed in collaboration with 
current partners and updated as the 
project teams evolve.

This expectations document should 
be included with all subsequent 
procurement documents and treated 
as a live document throughout the 
project.

2.4 H&S 
Expectations

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Focus on people – their involvement 

and care.
2. Defining of key standards 

appropriate for the project
3. Partnership approach to achieving 

health and safety expectations

Detracting

Expectations set that 
simply penalise 

contractors for health 
and safety breaches 

when they occur.  

Clients expectations are 
not defined except for 
that health and safety 

incidents will be viewed 
as evidence of negative 

performance 

Passive

Basic requirements 
around reporting 

incidents, audits and 
performance reviews

Mainly a contractual 
relationship involving 
the client organisation 
when required under 

HASAWA but 
expectation is that 

contractors manage 
health and safety.

Active

Minimum standards 
defined and contractors 
expected to define how 
they will meet required 

outcomes. 

Sets out role of client 
and all parties in 

investing in safety 
related activity 

throughout the course 
of the project.

Enhancing

Expectations document 
names capacities above 

min standards to be 
adhered to for all 

relevant H&S elements 
(e.g. investigations, PPE, 

certifications).

Sets out role of client 
and all parties in 

developing health and 
safety culture including 
welfare for workers and 

what leadership 
behaviours are 

expected.  Specifies 
engagement with front 

line workforce in 
understanding 

opportunities for 
improvement.

2.4.1
Standards

2.4.2
Role of 
parties 
defined



2.0 Pre Construction - Design

The H&S file contains the information 
needed to ensure the H&S of anyone 
carrying out future construction, 
demolition, cleaning or maintenance 
work on your building or structure.

The client (you) and the principal 
designer should identify and agree 
the structure, content and format for 
the H&S file at the beginning of the 
project.  

2.5 The Health 
and Safety File

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. ID of hazards that have not been 

eliminated
2. Key structural principals and services
3. Hazardous materials 

Detracting

H&S file not required by 
client or building owner.

No budget assigned for 
H&S file creation

No information collated

Passive

H&S file filed by client 
or building owner but 

only referenced on 
request.

No responsibility set for 
creation of H&S file

As built plans identifying 
plant and equipment

Active

Client or owner of 
building/asset maintains 

the H&S file and 
proactively ensures all 
stakeholders are aware 

of contents.

H&S file required as a 
set deliverable by 
principal designer.

Identification of hazards 
(materials, equipment, 

services) 

Enhancing

Client or owner of 
building/asset maintains 

the H&S within a BIM 
library.

Formal handover of H&S 
file through meetings 
required at all steps of 

construction.

Contains hazards, safe 
working limits and 

processes required for 
safe operation.

2.5.1
Maintaining 

the File

2.5.2
File 

Requirements

2.5.3
Quality of file



2.0 Pre Construction – Design

Design reviews should involve the 
people who will eventually 
construct, operate and maintain 
the structure. They should be a 
formal process, deliverable and 
pre-requisite for stage gates on 
construction projects.

Designers should take a systemic 
approach to identifying and 
managing risks that are within 
their ability to control at the 
various stages of construction. 

2.6 H&S in Design 
Reviews

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Establish Design Context
2. Consult with clients about needs
3. Obtain information about use, 

industry H&S risk profile and 
guidance on managing these.

Detracting

Design reviews are not 
required. 

No documented outputs 
of design reviews

No specific mention of 
the requirement for H&S 

in design reviews

Passive

Design reviews take 
place if problems are 

encountered that 
require a H&S input

Design reviews are ad 
hoc and not official 
project documents

Client sees design 
reviews solely as an 
optional contractor 

responsibility.

Active

Formal design reviews 
are required as part of 

each project stage gate.

Design reviews are 
documented in a Design 
Safety Report which is 
required as a project 
deliverable and stage 

gate.

H&S in design 
expectations (standards, 

docs and 
communications) are 

included in contract and 
procurement phase.

Enhancing

Design reviews are a 
constant activity, 

resourced by specialist 
teams.

Outputs of design 
reviews are factored 

into following stages of 
construction.

H&S in design reviews 
are a priority discussion 
item for client, designer 
and contractor and fed 
into budgets and design 

option discussions.

2.6.1
Design Review 
Requirements

2.6.2
Outputs

2.6.3
Priority



2.0 Pre Construction - Design

A team approach to designing 
safety early into the process is 
essential. Diversity of thought 
that includes perspectives from 
all future stages of the 
construction lifecycle is required 
if better decisions are made 
early in the pre-construction 
process.

2.7 Design Team

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Safety skills and experience of 

designer
2. Diverse and expert team
3. Independent checking of 

designers credentials

Detracting

No clear leadership of 
design process

Safety in design skills not 
required by designers.

Design teams not used

Passive

No specific mention of 
H&S design safety skills, 

knowledge and 
experience (SKE) 
requirements of 

designer

Safety in design skills 
not objectively validated 

or compared to better 
practice.

Safety in design 
managed by individuals 
rather than by a team.

Active

Specific appointment 
required of designer to 

lead design team.

Uses pre-qualification 
assessment services to 

check designers 
credentials 

Design teams include 
owners, insurers, 

designers, workers and 
other technical experts.

Enhancing

The design team is led 
by somebody with 

proven SKE. Member of 
professional body and 

CPD.

Uses pre-qualification 
assessment services to 
check designers as part 
of the Tōtika scheme.

Design team facilitated 
by experienced safety in 
design lead with specific 

experience in asset.

2.7.1
Team leader

2.7.2
SID Skills

2.7.3
Design team 
facilitation



2.0 Pre Construction – Procurement

2.8 Pre-
Qualification

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Common view of risk
2. Cross recognition of alternative 

pre-qualification assessments
3. Pre-qualification only the start of 

the H&S assessment process

Detracting

Requiring pre-
qualification from 
clients preferred 

assessment process 
despite risk profile and 

cost to suppliers.

Pre-qualification 
information not required 
and no other assurance 

sought

Suppliers failing pre-
qualification 

assessments receive 
work with no additional 

controls 

Passive

Pre-qualification 
required based on 

supplier’s risk level as 
seen by client.

Total reliance on pre-
qualification information 
for all subsequent health 
and safety information 

through tender and 
contract.

Fail/Pass assessment of 
prequalification

Active

Cross recognition of pre-
qualification from other 

sources upon further 
investigation by client.

Pre-qualification 
information followed up 
in tender documents to 

address specific risks 
associated with project.

Project management/ 
support/ supervision  

overlaid on top of 
suppliers who do not 

meet assessments

Enhancing

Pre-qualification cross 
recognition through 

Tōtika registered 
assessments or 

alternatives (e.g. ISO)

Suppliers receive 
guidance from client on 

how pre-qualification 
results can be built on 

through the 
construction process.

Suppliers not at the 
required standard are 
coached by clients or 
other parties during 

construction and 
reassessed.

Creating a system that 
encourages a lift in H&S maturity 
across suppliers, rather than 
rejection helps improve the 
market of suppliers that clients 
can use.

Pre-qualification of suppliers 
should add value both to the 
client and suppliers through a 
logical assessment of the risk 
relating to the work that the 
supplier represents to the client. 

2.8.1
Standard 
approach

2.8.2
H&S 

Procurement

2.8.3
Coaching



2.0 Pre Construction - Procurement

Getting the most suitable 
supplier for the job relies on 
asking good questions and 
knowing what good answers 
look like. The right people also 
need to be involved in the 
tender selection and 
evaluation process. 

2.9 The Tender

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Planning around managing critical 

risks
2. Skills and experience of key 

individuals 
3. Engagement focus

Detracting

Client has no 
understanding of the 

critical risks inherent in 
the work being tendered 

for.

H&S expertise seen as 
compliance cost in the 

tender.

Equipment and material 
standards seen as 
compliance costs.

H&S engagement with 
workers actively 

discouraged as costly

Passive

Client is aware of the 
inherently risky nature 

of the work but looks for 
the supplier to point this 

out (not asked 
specifically in tender)

No specific roles 
required in tender, 

experienced in H&S risk 
management

Simple requirement to 
meet any applicable 
regulation and law

Simple requirement to 
meet the requirements 

of HASAW Act and 
regulations

Active

Client points out critical 
risks as they understand 
them and ask supplier 
how they will address 
them in the tender. 

Critical safety roles 
required to be identified 

specifically by names 
with relevant experience 

detailed 

Applicable certificates 
required detailed in 
tender document.

Require information 
about how the supplier 

will be engaging its 
workforce 

Enhancing

Client segregates 
budgets for critical risk 

management and makes 
them a non competitive 

part of the tender 
process.

Tender includes 
interview process for 

critical safety roles

All safety critical 
equipment required to 

meet 
national/international 

standards for 
certification and 

detailed in tender

Tender details proactive 
approach as to how 
engagement will be 

managed jointly.

2.9.1
Critical risk 
awareness

2.9.2
Critical roles

2.9.3
Equipment

2.9.4
Engagement



2.0 Pre Construction - Procurement

In order to ensure effective 
selection based on shared values, 
the client should undertake a 
review that goes beyond 
document collection.

The approach to Contractor 
Health and Safety selection 
should include alignment on 
shared values, encouraging a 
shared approach and meaningful 
investigations into their track 
record.

2.10 Contractor 
H&S Approach

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Shared values
2. Shared approach
3. Successful track record 

Detracting

The client cannot 
describe their own 

values around care for 
their workers.

The approach to 
selecting contractors is 
based solely on price 
and will be managed 

only through a contract.

No track record of 
health and safety is 
sought or verified.

Passive

The client has 
established their own 
values around care for 
workers but does not 
ask for contractors.

Health and safety 
requirements are set 
within a contract and 

defined solely via KPIs.

Track record on safety is 
limited to safety policies 

and audits.

Active

The client has a 
discussion with senior 

contractor management 
around alignment of 

safety values.

The client requires the 
contractor to define the 

safety plan and 
contributes to its 

success. Whole of life 
approach to valuing 

procurement.

Documents, data and 
face to face interviews 
explore track record for 

health and safety.

Enhancing

The client and 
contractors establish a 
joint charter or similar 
around safety values to 

hold each other 
accountable. 

A collaborative approach 
to sharing health and 

safety success is driven 
by the procurement and 

contracting process.

The client encourages 
the contractor to show 

how they have  
demonstrated 

continuous 
improvement and 

innovation in safety.

2.10.1
Safety values 

alignment

2.10.2
Collaboration

2.10.3
Track record



2.0 Pre Construction - Procurement

Measuring the capacity of a 
project to effectively manage 
health and safety is key. A sole 
focus on negative safety outcomes 
such as injuries and accidents will 
drive reporting underground and 
fail to unlock the potential in all 
stakeholders contribution to 
positive health and safety 
performance.

2.11 H&S 
Measures

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:

1. Use of metrics should be 
collaborative rather than 
punitive

2. Lead measures that drive 
behaviours

3. Inclusion of health measures

Detracting

Lag metrics 
(TRIFR,LTIFR) are 

indicated as the sole 
H&S  performance 

measure in contracts.

No measures of health 
and safety performance.

No formal measures of 
health or safety

Passive

Lag metrics are required 
to be reported to the 

client and benchmarked 
against similar 

workplaces

Lag measures focussing 
on historical injuries, 

accidents, closure rates 
of audit and observation 

points.

Focus on safety 
measures only – acute 

accidents

Active

Leading measures such 
as worker competency, 

supervision ratios, 
health promotion and 
engagement are used.  

Risk based indicators are 
required to be 

developed for the 
project that reflect 

critical control 
performance.

Focus on wellbeing, care 
and wellness as well as 
safety for workers on 

site.

Enhancing

Client and contractors 
jointly work to agree 
positive measures of 
safety capacity and 

share in success/work 
together for 

improvement

Predictive analytic 
models are used to 

determine what best 
drives health and safety 

performance.

Focus on wellbeing, care 
and wellness as well as 

safety for workers, 
public and society

2.11.1
Deciding 
measures

2.11.2
Lead vs lag

2.12.3
Wellbeing



2.0 Pre Construction - Procurement

When evaluating the Health and 
Safety component of a tender, 
consideration should be given to the 
inherent risk of the work .

A significant weighting to the 
evaluation will send a signal and 
place the right emphasis on H&S for 
respondents. Assurance that H&S is a 
priority and not an area that can be 
underdone is important.

2.12 H&S 
Weighting

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top focus areas:
1. H&S investment ring fenced 
2. Significant weighting

Detracting

Health and safety seen 
as a compliance cost 

within the tender (cost 
factor) – i.e. who does it 

the cheapest

Health and safety not 
factored in as a 

procurement criteria.

Passive

Health and safety 
assumed to be included 

in all tender costs.

Cost and functionality 
weightings dominate 

any H&S criteria. 

Active

Health and Safety 
investment required to 
be separately evaluated 

with strict minimum 
expectations. 

Pass/fail for critical 
safety. Weighting of 
H&S criteria directly 

related to project risk. 
Low 10%, Medium 

15%, High 25%

Enhancing

Health and Safety 
considered in whole of 

life context – covers 
build, operation, 
maintenance and 

demolition

Outliers are investigated 
to ensure that H&S 

implications 
(opportunities and 

compromises) are well 
understood.

2.12.1
H&S over 
lifecycle

2.13.2
Weighting



2.0 Pre Construction - Procurement

Once the principal contractor 
has been selected, the 
contractor must provide in 
detail exactly how they are 
going to meet the clients H&S 
expectations (an expansion on 
what was provided at tender). 
This will form the basis of the 
H&S Construction plan. 

Activities, governance, 
measurement and 
engagement should all be 
covered within in plan.  

2.13 Appointment 
of Contractor

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Site Specific Safety Plan
2. Intra PCBU requirements
3. Resources and capabilities

Detracting

Safety is seen as a 
contractor responsibility 

and client only to be 
told of any issues. 

Intra PCBU discussions 
are absent.

No specific requirement 
to identify and source  
H&S accountabilities. 

Passive

SSSP developed and 
submitted to client as 

deliverable. Use of 
standard SSSPs as 

starting point.

Intra PCBU parties 
individually asked to 

consider their upstream 
and downstream 
accountabilities.

H&S roles notified to the 
client for record.

Active

Site Specific Health and 
Safety Plan (SSSP) 

considers how sub plans 
will integrate into it 

across all parties.

Principal contractor 
required to document 
intra-PCBU risks and 

accountabilities.

Resourcing is called out 
in the SSSP – who does 

what with clear focus on 
supervisors.

Enhancing

The SSSP is robustly 
tested by the client and 
contractor by holding 

scenario based 
collaborative 
workshops.

Client leads intra PCBU 
workshops to clearly 

agree how H&S will be 
managed across the 

project .

Client follows up that 
the contractors 

resources and capability 
to manage H&S are 

present.

2.13.1
SSSP

2.13.2
CCC

2.13.3
Resources & 

capability



3.0 Construction- Construct and Build

A collaborative and shared 
approach to managing safety 
throughout the build cycle is 
essential to maintaining good 
safety performance. 

Visibility and meaningful 
involvement from senior 
leadership sends a strong 
message to the project about the 
culture expected across the 
project.

The ability for clients to hear from 
front line workers through 
effective engagement and 
communication channels makes 
H&S a transparent factor on site

3.1 H&S 
Governance

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Senior leadership
2. Collaborative approach
3. Involvement of workers

Detracting

No formal involvement 
in H&S meetings from 

client.

H&S only discussed 
when there is an 

incident.

No formal H&S 
representation.

Passive

Regular H&S reports 
sent to client 

H&S governance 
focussed on reporting 
issues and incidents to 

client.

Health and Safety 
committees established 

as per HASAW 
regulations.

Active

Formal H&S steering 
committee established  

with client 
representation.

H&S governance 
formalised as a 

condition of contract.

Senior contractor 
involvement in H&S 

committee. 

Enhancing

Regular H&S forums 
with senior leaders lead 
by equally by client and 
contractor plus worker 

representation. 

H&S governance seen as 
a shared learning 
opportunity, with 
decision making 

authority and budget. 

Client involvement in 
H&S committees.

3.1.1
Structure

3.1.2 
Approach

3.1.3
Resources & 

capability



3.0 Construction- Construct and Build

Events and milestones should 
be planned and executed 
across the construction build 
cycle . These should include 
proactive events as well as in 
response to issues as they 
present themselves.

3.2 Key Events and 
Recognition

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Site wide involvement 
2. Innovation and learning
3. Supervisor recognition for the role 

they play in leading safety.

Detracting

No specific recognition 
of key milestones with 

health and safety events

Recognition of teams or 
sites solely based on no 
accidents or incidents.

Supervisors not seen as 
being accountable for 

H&S performance – seen 
as a H&S professional 

accountability.

Passive

Management of health 
and safety events seen 
as a contractor activity.

Health and safety 
worker or the week 
programs in place.

Supervisors have health 
and safety 

accountabilities in their 
position descriptions but 

little more.

Active

Client requires that 
contractor undertakes 
regular engagement 

events with staff at key 
milestones.

Individuals regularly 
recognised and 

rewarded for their 
behaviour and 

leadership.

Supervisors seen as 
leading safety and 
recognised for this 

quality in their 
performance cycles.

Enhancing

Site wide health and 
safety days are 

conducted at key 
milestones or new 

season for all workers 
with client involvement.

Recognition of health 
and safety innovation by 
client – with alignment 

to quality and 
productivity.

Recognition of health 
and safety leadership to 
site supervisors through 

specific supervisor 
focussed programs.

3.2.1
Milestones

3.2.2
Recognition

3.2.3
Supervisors



3.0 Construction- Construct and Build

The principal contractor is required 
to produce a plan of how they will 
manage health and safety on site 
during the construction phase.
Before work starts, the client will 
have to satisfy themselves that a 
construction phase plan is adequate 
to meet the challenges and risks of 
the job.

The plan should be project specific, 
and take into account the pre-
construction information provided, 
and map the health and safety 
expectations the client has already 
stated.

3.3 Construction 
Phase Plan

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Control environment maps to critical 

risks
2. Project specific information flows 

through
3. H&S expectations covered

Detracting

No H&S plan required by 
Client

Client has not passed on 
any health and safety 

information to the 
Contractor from the 

design phase or prior.

Client views the control 
environment that 

manages critical risk 
solely as a Contractor 
issue to resolve within  

overall budget.

Passive

H&S Plan is available 
but not reviewed or 

contributed to by client.

Health and safety 
information from design 
and prior phases is given 

to contractor but not 
checked to see if it has 
been incorporated into 

H&S phase plan.

H&S control 
environment is 

identified in the plan but 
not actively reviewed by 

Client.

Active

Industry standard 
Construction Health and 
Safety Plans have been 

used as a base. (E.g. 
SiteSafe SSSP) and 

reviewed

Client has passed on 
health and safety 

information from design 
and prior phase and 

confirmed this has been 
integrated into the 

phase H&S plan

Client ringfences safety 
investment by 

contractor as a non-
negotiable element in 
the H&S phase plan.

Enhancing

Workshops between all 
parties are required 
where  all parties to 

develop construction 
phase H&S plan. Client 

and contractor signs off.

Client revisits H&S plan 
from design and prior 
phases and signs off 

contractor approaches 
to dealing with critical 

risks. 

Client sets (and budgets) 
the optimal control 
environment for the 
contractor based on 

highest available safety 
margin and H&S phase 
plan is based on this.

3.3.1
Plan approach

3.3.2
Handover

3.3.3
Budget 

approach



3.0 Construction- Construct and Build

The welfare of workers on site is 
foundational to a proactive health 
and safety environment. 

Setting expectations around how 
workers basic needs will be met 
establishes the conditions for a 
positive culture and learning 
environment.

3.4 Welfare 
Arrangements

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Facilities and nutrition
2. Mental health
3. Management of fatigue

Detracting

Facilities for meetings, 
shelter, eating and toilet 
are not required or paid 

for by client within 
contract. 

Nutrition  is considered a 
worker issue to self 

manage.

Fatigue is considered a 
worker issue to self 

manage.

Mental health of 
workers seen as a 

personal issue by client

Passive

Costs of basic welfare 
facilities are included in 

the contract but not 
required to meet any 

clear standard.

Some thought for 
availability of 

commercial food if not 
readily available in the 

workplace vicinity.

Fatigue seen by client as 
a contractor managed 

issue.

Mental health seen as a 
contractor issue to 

manage. 

Active

Welfare expectations are 
set with the principle 

contractor, costs 
identified and ringfenced 

within contract.

Healthy food options are 
required to be available 
at cost (subsidised) rates 

for workers on site.

Workers are monitored 
for fatigue via 

timesheets with at risk 
workers spelled.

Worker wellness 
program required to be 

in place. 

Enhancing

Client requires a 
Construction Village 

approach where workers 
have a well maintained and 

contemporary facility to 
meet, shelter, eat and toilet 

facilities.

Good food is required to be 
available on or near site 
(breakfast) to ensure all 

workers have at least one 
basic meal covered within a 

shift and healthy options 
available

Maximum hours per week 
per worker are set (including 

travel time) – max = 60 
hours.

Program like mates in 
construction required to be 

active on site with EAP 
available to all

3.4.1
Facilities

3.4.2
Nutrition

3.4.3
Fatigue

3.4.4
Mental Health



3.0 Construction- Construct and Build
3.5 H&S Learning 

Teams

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. No blame approach to understanding 

opportunities to strengthen the 
health and safety control 
environment.

2. Client active involvement in learning 
from safety incidents

3. Capacity and competency of 
supervisors to lead learning teams

Detracting

No investigation of 
health and safety 

incidents occur on site. 
Punitive measures 

against individuals and 
contractors occur as a 

result.

The client views the 
outcome of 

investigations as a 
performance issue for 

the contractor. 

Supervisors are not 
directly involved in 

leading H&S 
investigations

Passive

An established process 
for investigating safety 

incidents by H&S 
managers occurs.

Learning teams are 
active  but do not 

involve clients in the 
investigation or results.

Supervisors rely on H&S 
professionals to conduct 
investigations into H&S 

incidents.

Active

Investigations are led by 
site management (not 

H&S) using RCA or ICAM 
like processes.

Client is presented 
results from learning 

team investigations for 
input and sign off. 

Supervisors have H&S 
safety leadership 

training and competency 
assessments.

Enhancing

Learning teams are used 
that involve workers, do 

not seek to establish 
blame and focus on 

system failures.

Client is actively 
involved in learning 
teams around key 
incidents and pre-

accident studies and 
ensures contractors 

action insights.

Supervisors are key to 
leading learning teams 
and have the capability 
and capacity to do so.

Learning Teams are an important 
factor in continuously improving 
the health and safety control 
environment.

Approaching health and safety as 
an opportunity to improve the 
system without seeking to 
apportion blame to contractors or 
individuals engages the wider 
workforce and focusses on 
positive rather than traditionally 
negative outcomes. 

3.5.1
Investigation 

approach

3.5.2
Involvement

3.5.3
Supervisor 

Role



3.0 Construction- Construct and Build

The attitude the client takes to 
observing and checking the health 
and safety environment has a 
major influence over the entire 
construction supply chain.

Client tours have multiple 
purposes including reinforcing the 
importance of health and safety to 
the site, assessing contractor 
health and safety commitments 
and jointly identifying 
opportunities for improvement.

3.6 H&S Client Tours

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Open mind and inquisitive nature of 

visit
2. Focus on the control environment
3. Taking time to talk with workers and 

commit to following up.

Detracting

Client conducts visits to 
site solely to check 

compliance issues and 
issue action items for 

contractor action.

Client does not 
understand critical site 

risks or key controls

Workers are not asked 
about the effectiveness 

of their work.

Passive

Client visits site 
irregularly but with no 

engagement with 
workers or review of 

performance. 

Client has some 
understanding of the 

required control 
environment but does 
not explicitly review in 

site visit. 

Client talks with workers 
to understand key issues 

but does not agree 
action or feedback plan.

Active

Client conducts formal 
site visits with 

management and 
reviews health and 

safety commitments.

Client reviews 
environment for key 

controls  and follows up 
with supervisors to gain 
evidence that they are in 

place. CS Tier 5.

Client engages with 
contractor on key action 

points and reviews 
regularly to ensure these 

are prioritised.

Enhancing

Client is on site weekly 
and meets with workers 

to discuss issues and 
opportunities, rewards 
and recognises efforts.

Client focus on issues 
that could cause a 
significant injury or 

fatality (SIF) and tests 
resilience of control 
environment with 

workers and supervisors

Client works with 
contractor to ensure 

that issues are followed 
up and takes joint 
accountability to 

feedback to workers.

3.6.1
Visit approach

3.6.2
Critical risk 

focus

3.6.3
Engagement



3.0 Construction- Delivery

Viewing health and safety 
performance only as the presence 
of absence of accidents and 
incidents is limited in that these 
happen rarely and can create an 
environment of blame and 
conflict.

Health and safety outcomes are 
an emergent property of the work 
being undertaken. 

A wider view on measuring 
leading factors will drive better 
outcomes.

3.7 Health and 
Safety Performance

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Evidence of the control 

environment resilience
2. Competency and capacity of 

workers and supervisors to work 
safely

3. Positive factors

Detracting

Client has a sole or 
dominant focus on lag 

measures such as 
historical accidents and 

incidents.

Health and safety 
performance is defined 
as having no accidents 

on site.

Workers are seen as a 
problem to be managed 

from a performance 
perspective

Passive

Lag measures are 
recorded by the 

contractor but not 
actively reviewed by the 

client.

Health and safety 
performance is seen as 
how well the worksite 
performs Health and 

Safety processes. 

Basic training and 
induction for all workers 
is required to operate on 

site. 

Active

The client requires the 
contractor to provide 
lead and lag measures 

that are reviewed 
regularly.

Health and safety 
performance is focussed 
on how well the control 

environment is 
operating to provide 

safety margins for the 
work undertaken.

Client requires proof 
that H&S competency 

assessments and 
foundational training for 
all workers are in place 

as a lead measure.

Enhancing

A balanced suite of 
health and safety 

measures and incentives 
(lead and lag) is agreed 

between the client, 
contractor and workers.

Health and safety 
performance is seen as 
how well the client and 
contractor are learning 
and creating new ways 
of working for industry.

Client requires that 
supervisors are assessed 
and trained to have the 
skills necessary to lead 

health and safety on site 
as  a lead measure.

3.7.1
Measures in 

use

3.7.2
Defining 
success

3.7.3
Competency 

as a lead 
measure



4.0 Post Construction- Operate and Maintain

The health and safety file, built up 
and developed through previous 
construction phases should be 
held by the client and used to 
inform the operation of the 
building, site and assets involved 
for operation.

4.1 Health and Safety File 
Hand Over

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Operational risks identified
2. Control environment 

documented
3. SOPs and permits 

Detracting

The operator is not 
informed of the 

existence of a health 
and safety file

Existing risks and 
controls are not 
identified by the 

operator despite client 
knowledge of them.

Passive

The health and safety 
file is sent to the 

operator. No follow up 
from Client.

Health and safety file is 
acknowledged by 
operator but no 

exercise of matching 
residual construction 

risks to operations 
undertaken.

Active

The health and safety 
file has been 

maintained and signed 
off as part of the 

handover process.

Standard operational 
procedures and JSEAs 
are derived from the 
H&S file and given to 

operator.

Enhancing

Client works with 
designer, contractor 

and operator to work 
through how risks and 

controls will be 
transferred through to 

the operator.

The client maintains and 
extends the health and 

safety file to include 
operational sops, 

permits  etc.

4.1.1
Transfer of 
knowledge

4.1.2
Managing 
risky work



4.0 Post Construction- Operate and Maintain

Knowledge is built up through 
many construction projects 
that is often not transferred to 
similar builds internally or 
externally.

International experience has 
shown that construction health 
and safety knowledge is an 
asset for the industry to be 
gathered and transmitted to 
the industry through internal 
and external channels.

4.2 H&S Legacy 
Learning

Post 
Construction

Construction
Pre 

Construction
Client 

Internal

Top three focus areas:
1. Identification of legacy partners
2. Post project reviews
3. Open access

Detracting

Health and safety 
review for the project is 

not performed.

No health and safety 
information of the 
project kept by any 

party.

Passive

Contractor is seen as 
solely responsible for 
any health and safety 

learning.

Health and safety legacy 
information is kept and 

available if asked by 
third parties.

Active

Client conducts formal 
health and safety 
review with the 

designer and contractor 
for lessons learned.

Project learnings are 
available either on 
contractor or client 

websites/other 
channels.

Enhancing

Joint review of lessons 
learned, with 
independent 

facilitation, from client, 
designer, contractors 

and workers.

Industry third party 
works with project to 

ensure key learnings are 
developed and kept for 

all of industry.

4.2.1
Approach to 

legacy learning

4.2.2
Retention


