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The Contractor Safety Gap

Who is actually on your site today, and can you prove it? A field
guide for safety and operations leaders at asset owners — and the
contractors who work for them.

Score your contractor safety reach this week.

Talk to Fieldlst -

01 The People Most Likely to Die Are the Ones You Cannot See
02 The Law Already Made Them Your Problem

03 The Per-Seat Safety Tax Is Why They Are on Paper

04 The Contractor Safety Reach Score

05 The Two-Sided Playbook & Your Next 90 Days

Grounded in NIOSH FOG data, BLS CFOI fatality statistics, OSHA's multi-employer citation policy, and Solis v.
Summit Contractors (8th Cir. 2009).
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Executive Summary

The workers most likely to die on your site are the ones least likely to be inside your safety
system.

That is not a slogan. In the most complete federal accounting of oil and gas extraction deaths, roughly

four out of five workers killed were employed by contractors, not by the operator whose name is on the
lease. The pattern repeats across utilities, industrial maintenance, and construction: the highest-hazard
tasks are done by people who do not carry your badge.

The law already made those people your problem. OSHA's multi-employer citation policy holds creating,
exposing, correcting, and controlling employers responsible on a shared worksite. A federal appeals
court has upheld it in a case where the general contractor's own superintendent watched a
subcontractor's crew work without fall protection, warned them repeatedly, and the general contractor
was cited anyway — even though none of its own employees were ever exposed. Seeing the hazard
was not enough. In utilities, 1910.269 requires host and contract employers to exchange safety
information; in covered process facilities, PSM requires the host to evaluate contractor safety
performance and inform contractors of the hazards. The obligation is not optional and it does not stop at
your payroll.

And yet almost every safety platform is priced per seat, commonly around $24 to $29 per user per month
at published mid-market rates, with enterprise deployments costing far more. So when a sub arrives with
a crew for a three-day job, nobody buys them licenses. They stay on their own paper, or on nothing. The
commercial model of safety software quietly guarantees that the highest-risk population on your site is
the population you cannot see. That is the contractor safety gap.

The gap is a measurement failure before it is a safety failure. This paper gives you one number to fix
that: the Contractor Safety Reach Score, the share of the people on your site today who are inside
your safety process. You can compute it this week, on one ordinary shift, with a clipboard. Then it gives
you a two-sided playbook — what the owner must be able to see, and what the contractor must be able
to prove.

1. The People Most Likely to Die Are the Ones You Cannot
See

Start with the cleanest data available. NIOSH built the Fatalities in Oil and Gas Extraction database
specifically because the industry's deaths were poorly understood by general statistics. Between 2014
and 2019 it identified 470 oil and gas extraction worker deaths, and the distribution is stark. Well
servicing company workers accounted for 60.4 percent. Drilling contractors accounted for another 17.9
percent. Operators — the companies who own the asset — accounted for 5.1 percent.
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Read that again. Roughly four out of five people killed worked for a contractor. About one in twenty
worked for the operator. The risk does not sit where the asset sits. It sits with the crew that drove in this
morning.

The events are field events, the ones a competent crew can see and control. Vehicle incidents were the
single most frequent fatal event at 26.8 percent. Among deaths that happen at the point of work, struck-
by and caught-in or caught-between events dominate: heavy equipment, stored energy, and pressure
meeting a person who is in the wrong place. These are not exotic hazards requiring exotic controls. They
are the hazards a good pre-job brief catches, when a pre-job brief actually happens.

The wider picture confirms the shape of the problem. In 2024 there were 5,070 fatal work injuries in the
United States, a rate of 3.3 per 100,000 full-time equivalent workers, which works out to one worker
dying roughly every 104 minutes. Construction and extraction occupations alone accounted for 1,032 of
those deaths. This is a distributed, field-based, multi-employer problem, concentrated among people
who are structurally outside the systems built to protect them.

So the uncomfortable question for any safety leader is not “is our program good?” It is narrower and
harder: of the people who will be exposed to our hazards today, how many are inside our program
at all?

2. The Law Already Made Them Your Problem

Some leaders assume that if a contractor's employee gets hurt, it is the contractor's citation. That is not
how OSHA works on a shared site. Under the multi-employer citation policy, more than one employer
can be cited for a single hazardous condition. OSHA recognizes four roles, and any of them can carry a
citation depending on the facts. The creating employer caused the hazard, and is citable even if the only
workers exposed belong to someone else. The exposing employer has its own people in the hazard.
The correcting employer is responsible for fixing it. And the controlling employer has general
supervisory authority over the site, which brings a duty to exercise reasonable care to discover and
correct violations, including those affecting another employer's workers.
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The case that should end the debate: Solis v. Summit Contractors

Summit was the general contractor on a college dormitory. It had subcontracted essentially the
whole job and had only four people of its own on site — superintendents. Summit's own project
superintendent saw a subcontractor's employees working on scaffolds without fall protection, and
warned the subcontractor to fix it, more than once. None of Summit's employees were ever
exposed to that hazard. OSHA cited Summit anyway. In 2009 the Eighth Circuit reversed the
Review Commission and upheld OSHA's controlling-employer citation policy, holding that a general
contractor can be cited for a subcontractor's violation it could have prevented or abated through the
reasonable exercise of its supervisory authority — whether or not its own employees were
exposed.

Sit with the fact pattern, because it is the whole argument of this paper in one case. Summit saw
the hazard. Summit said something. That was not enough. What the law asked for was the ability
to discover and correct, reliably, across every employer on the site. Noticing is not a system. “We
didn't know, that was the sub's crew” is not a defense — and as Summit learned, neither is “we
knew, and we mentioned it.”

The decision is binding in the Eighth Circuit, and OSHA applies the multi-employer policy nationally.
State programs go further in places. Virginia's VOSH program enforces multi-employer worksite rules
under its own regulation and has an explicit policy for addressing misclassification of employees, so
calling a worker an independent contractor does not make the obligation disappear.

The sector rules get specific

In electric transmission and distribution, OSHA 1910.269 requires the host employer to give contract
employers the information they need to work safely — including what they need to calculate minimum
approach distances — and requires contract employers to instruct their crews on those hazards and
report new ones back to the host. In covered process facilities, process safety management requires the
host to obtain and evaluate information on a contractor's safety performance, inform contractors of the
process hazards, and ensure contractors are trained. Coordination is not a courtesy in these rules. It is
the standard. The regulatory logic is coherent: the person who controls the site must be able to see and
correct what happens on it. The operational reality is that most owners and general contractors cannot
see the contractor's field work at all, in anything close to real time. The duty is continuous. The visibility is
not.

3. The Per-Seat Safety Tax Is Why They Are on Paper

Here is the part nobody in the software industry wants to say out loud. The reason contractors are
outside your safety system is usually not culture, and it is not that safety leaders don't care. It is pricing.
Most safety platforms are licensed per named user. Published mid-market pricing in this category
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commonly runs about $24 per user per month on an annual plan and about $29 month to month, and
enterprise deployments cost far more and require IT to provision each account. That model works when
your population is a stable roster of badged employees. It breaks completely against a workforce that
surges, rotates, and turns over by the job.

Do the math

A well servicing contractor arrives with twelve people for a four-day job. To put that crew inside your
safety system, you buy twelve seats. Seats are sold by the month. You are now paying a month of
licenses for four days of work, and you will do it again for the next crew, and the one after that. A
turnaround that triples headcount for three weeks, or a storm that brings mutual-aid crews from three
states, turns that arithmetic into a budget conversation nobody wants to have. So the crews stay on their
own forms, in their own systems, on their own paper — not because anyone decided that contractors
deserve less protection, but because the licensing model prices safety by the month for work that is
measured in days.

Follow that decision to its conclusion. The commercial structure of the safety software produces a
coverage gap. The coverage gap sits exactly on the population with the highest fatality share. And the
regulator holds you responsible for that population anyway. You are paying a safety tax that buys you a
blind spot precisely where the bodies are. This is why the contractor safety gap is not a training problem
or a paperwork problem. It is a design problem, and it can be designed away. Any serious answer has to
let every worker on the job — including a sub who is here for three days and will never have a company
email address — complete the same safety process as your own crew, at no per-head cost and with no
IT project. Until that is true, everything else is a workaround.

4. The Gap Is a Measurement Failure First

There is a quiet piece of evidence for how deep this runs. For years the Bureau of Labor Statistics
published a breakout of fatal occupational injuries to contracted workers. Those dedicated tables are
now archived rather than part of the annual headline release. In its Handbook of Methods, BLS explains
that in CFOI a contracted worker is defined by the relationship at the establishment where the decedent
was killed — a definition that does not line up with standard employment or tax classifications, which
makes the population genuinely hard to isolate and hard to compare across sources.

Sit with that. At the national level, in the richest fatality dataset we have, the contractor population is hard
to see, inconsistently defined, and no longer front and center. If the federal statistical system finds this
population difficult to count, the odds that your site is counting them well are not good. This matters
because everything downstream depends on capture. Leading indicators, predictive risk, trend analysis
— all of it is arithmetic performed on field data. If the field data from four-fifths of your exposed workforce
never arrives, then your leading indicators describe a workforce that is not the one at risk. You get a
clean dashboard about the wrong people. That is worse than no dashboard, because it produces

© 2026 Field1lst. All rights reserved. Confidential & proprietary — not for reproduction or distribution without permission.



confidence. The fix has to start with capture and coverage, not analytics — which is why the first metric
is not a sophisticated one.

5. The Contractor Safety Reach Score

One number. Run it on a single ordinary day, not a good day.

THE ONE METRIC

Contractor Safety Reach Score = (workers on site today whose safety work
is captured in your system) + (total workers on site today) x 100

That is it. Not “are they onboarded.” Not “did they sign the orientation.” Captured: did their pre-job brief,
JSA, permit, hazard report, or inspection actually land in your system today, where you can see it.

How to compute it in one shift

1. Pick a normal working day, not a day you prepared for. 2. Count every person on site by employer —
your people, each contractor, each sub-tier sub, each visitor doing work. Total headcount. 3. For each
employer, count how many of those workers have safety work captured in your system today. 4. Divide.
That percentage is your score.

Do it by employer, not just in aggregate, because the aggregate hides the danger. An owner with 400
badged employees and 60 contractor workers can post a respectable overall score while the contractor
slice sits at zero. The slice at zero is where the fatality risk lives.

Reading your score

Below 40 percent. Your safety data describes a minority of the people exposed to your hazards.
Your leading indicators are not measuring your real risk. Treat this as a live exposure, not a project.

40 to 70 percent. Your own crews are covered and your contractors are not. This is the most
common result, and it is the classic per-seat pattern. Your controlling-employer duty extends across
the whole site, but your visibility stops at your badge.

70 to 90 percent. Good reach with structural gaps — usually short-duration subs, sub-tier subs,
and surge crews. These are the crews with the least site familiarity, so the residual gap is riskier
than its size suggests.
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Above 90 percent. You have real reach. Now the leading indicators mean something, and you can

start managing risk instead of counting paperwork.

The uncomfortable follow-up question. Once you have the score, ask the second question: for the

workers we did capture, could we prove it to a regulator, an owner, or a court, without a scramble? Summit
could not point to a system. It could only point to a conversation. Reach without proof is half the job. On a
multi-employer site, the record is the only thing that survives the event.

6. The Two-Sided Playbook & Your Next 90 Days

The gap has two sides and both sides have to move. When field data is captured once, at the point of

work, by every worker regardless of employer, the owner gets visibility and the contractor gets proof from
the same act. When it is not, both sides lose — and they lose in the place where four out of five of the

deaths occur.

If you are the owner or controlling
employer, you must be able to see:

» Every worker on site today, by employer,
including sub-tier subs.

* Whether each crew completed its pre-job brief
or JSA before work started — today, not last
week.

e Hazards and near-misses reported by
contractor crews, in the same feed as your
own.

 Permits (hot work, confined space, LOTO) live,
with their approvals and escalations.

 Contractor safety performance over time, in a
form you can evaluate before the next award.

« The host-to-contractor hazard exchange,
evidenced, not assumed.

 Evidence that when you found a hazard on
someone else's crew, it was corrected and
closed — not just mentioned.

What to do in the next 90 days

If you are the contractor, you must
be able to prove:

 That every one of your people, including short-
service employees, ran the required process on
every job.

* That your crews caught and reported hazards
— not just that they signed forms.

 That your permits were verified at the point of
work, not initialed at the trailer.

* That your safety record is real and auditable,
because that record is what wins your next
contract.

* That you can plug into the owner's process
without running a parallel system on paper.

Week 1. Compute your Contractor Safety Reach Score honestly, by employer, on an ordinary day. Share

it with leadership without softening it.
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Weeks 2 to 4. Pick the single worst employer slice — usually short-duration subs — and get them
capturing on one process. Measure how long it takes a brand-new sub crew to complete their first
captured pre-job brief. If it is more than a few minutes, the tool is the obstacle.

Weeks 5 to 8. Kill the per-seat barrier. If your current system cannot bring an unbadged three-day crew
onto the same process at no per-head cost, that constraint is now your top safety risk — and you should
say so, in those words, to whoever owns the budget.

Weeks 9 to 12. Re-score. Then, and only then, start trusting your leading indicators, because now they
describe the people actually exposed. Nothing in that plan requires a new safety philosophy. It requires
deciding that the people most likely to die deserve to be inside the system built to keep them alive.

Where Fieldlst Fits

Fieldlst is a safety management platform built for the field, not the back office. We built it around this
specific gap, because it is the one we kept finding. Contractors, sub-tier subs, and surge crews join by
QR code or magic link and complete the same safety process as badged employees, with no per-seat
license and no IT project. That is how a Reach Score moves, and it is why a twelve-person crew on a
four-day job is not a budget decision. Crews complete a pre-job brief, JSA, or permit by speaking the job
or photographing it, in under a minute, gloves on and offline — which is what it takes for a short-duration
sub crew to actually comply instead of reverting to paper.

Hot-work, confined-space, and lockout/tagout permits route for approval and escalation so controls are
set before work starts. One live view shows every briefing, hazard, and permit across every employer on
site, and corrective actions are tracked to closeout — which is the difference between noticing a hazard
on someone else's crew and being able to show you corrected it. Proof-of-completion packets and client
dashboards generate from that same field data, so the contractor's proof and the owner's visibility come
from one capture, not two systems.

We are careful about our own claims. Where we cite customer outcomes, we verify them first, because a
paper about honest measurement has no business inflating its own numbers. Software-capability claims
reflect the Field1st operational model and should be confirmed against the shipped product prior to public
citation.
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FIELD1ST - SAFETY AT THE POINT OF WORK

Run the number.

You do not need us to compute your Contractor Safety Reach Score — do it this week, by
employer, on an ordinary day, and see what it tells you. If the number bothers you, bring us
one form your crews use today and one contractor crew you cannot currently see. Watch

both come alive in twenty minutes. No slides, no prep, no pressure.

Book a walkthrough -
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