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Closing the
Knowing—Doing Gap

From Workforce Knowledge to Organizational Execution

The presence of a requirement is not proof of an
organization’s ability to execute it.

EXECUTIVE PERSPECTIVE

Industrial organizations invest considerable effort in training, procedures, qualification
systems, permits, and oversight. Yet a persistent question remains: can the organization
reliably translate its expectations into the conditions and decisions required for successful

work?

This brief examines five interconnected conditions, illustrates how they converge in industrial
maintenance, and offers practical actions leaders can take.

A ten-minute perspective for industrial and operational leaders
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01/ THE EXECUTION SYSTEM

Five dimensions of execution

SafeAxis organizes the conditions that influence execution into five practical diagnostic dimensions. They
interact; none operates in isolation.
01 Workforce capability

Training records indicate participation, not necessarily proficiency under realistic conditions. Capability
includes skill, judgment, recognition of changing conditions, and the authority to pause.

02  Operational constraints

Staffing, equipment, access, budgets, maintenance windows, and production demands influence
whether critical tasks and safeguards can be completed as planned.

03  Organizational alignment

Operations, maintenance, engineering, projects, EHS, procurement, and supporting stakeholders
need clear responsibility, decision authority, sequencing, and escalation.

04  Procedural clarity

Requirements must be accessible, understandable, current, and usable. Where documents overlap,
applicability, precedence, and ownership must be clear.

05 Performance assurance

Verification must test whether critical safeguards function in actual work, learn from deviations and
successful interventions, and close the loop on improvement.

Documented expectations become meaningful only when people can execute
them under real operating conditions.

Related recognized practices: ANSI/ASSP Z490.1-2024 (training) and ANSI/ASSP Z10.0-2019 (management systems). [6][7]
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02 / PRACTICAL ILLUSTRATION

When execution gets complicated

A composite industrial maintenance scenario

A facility plans equipment isolation, line opening, and replacement of a mechanical component. The crew
is experienced; required training is current; procedures and permits exist.

A production change compresses the maintenance window. Operations and maintenance have not fully
reconciled assumptions about isolation boundaries and sequencing. Several governing documents use
overlapping terminology, and the installed configuration differs from prior training examples.

During the pre-job discussion, employees recognize the uncertainty. They pause the activity, involve the
appropriate decision-makers, confirm equipment conditions and applicable controls, and revise the plan
before proceeding.

The pause is a success—not an incident. The workforce recognized
uncertainty and acted before work began.

What leadership should learn
Capability was demonstrated. The compressed schedule changed conditions. Cross-functional assumptions

survived planning. Documents required interpretation. The pre-job process caught the issue—but the stronger
question is how to resolve such ambiguity earlier.

lllustrative scenario only. Fictional and composite; not a description of any particular facility, event, or regulatory finding.
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03/ THE ORGANIZATIONAL COST

From requirements to reality

A signed permit, approved procedure, completed training record, or populated dashboard can demonstrate
that a process exists. None independently proves that the task can be performed reliably in the conditions
employees encounter.

Unresolved interfaces

Changes in schedule may not reach preparation teams. Equipment modifications may not be reflected in
instructions. Approval authority may be understood differently across functions. The results include delays,
rework, uncertainty, and avoidable exposure.

Procedural complexity

Document proliferation is not the same as control. Employees may need to reconcile policies, site instructions,
equipment manuals, and task procedures without a clear way to determine which requirement governs.

Limits of administrative solutions

Some barriers call for training or communication; others require engineering changes, equipment access,
staffing, or redesign of the work. NIOSH’s Hierarchy of Controls prioritizes controls that are less dependent on
sustained individual action. [4]

Accountability in both directions

Employees must follow requirements and raise concerns. Leaders must provide clear expectations,
appropriate resources, effective conflict resolution, and constructive responses to reported barriers. OSHA
guidance emphasizes leadership and worker participation. [1][2][3]

The objective is not to excuse poor decisions. It is to improve the conditions
that shape them.
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04 / LEADERSHIP RESPONSE

Five actions leaders can take

A practical starting point is to select one high-consequence activity and examine it from planning through
execution.

01  Validate capability beyond completion

Look for realistic demonstration of critical steps, recognition of abnormal conditions, and sound
decisions—not attendance alone.

02 Identify operational constraints

Review a delayed or modified activity. Determine how staffing, materials, equipment, access, and
scheduling influenced execution.

03  Clarify organizational interfaces

Map who plans, authorizes, executes, verifies, and resolves exceptions. Confirm expectations and
decision authority across functions.

04  Test procedures at the point of use

Ask employees to locate and explain governing requirements. Examine accessibility, overlap,
document ownership, and conflict resolution.

05  Verify controls and close the loop

Observe whether safeguards work in practice. Discuss differences without presuming fault and verify
that improvements actually help. [5]

THE SAFEAXIS EXECUTION IMPROVEMENT CYCLE
Identify - Diagnose - Enable - Verify - Sustain
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05/ EXECUTIVE REFLECTION

Five questions worth asking

01 Can employees demonstrate critical tasks under realistic conditions—including when circumstances
change?

02 When schedules or resources conflict with safeguards, is there a reliable resolution process?
03 Are responsibilities, authority, and escalation paths understood across the functions involved?
04 Can people readily locate and apply current requirements when documents overlap?

05 Do we verify critical controls in practice and use findings to improve execution?

A question worth carrying forward

Your people have been trained. Procedures are approved. Responsibilities assigned. But can you demonstrate
that the organization provides the capability, resources, clarity, support, and safeguards required for reliable
execution?

Closing that gap is where workforce capability becomes operational advantage.
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The five dimensions are a SafeAxis editorial synthesis, not a validated instrument. OSHA recommended practices are guidance. ANSI/ASSP standards are
voluntary unless adopted or incorporated. © 2026 SafeAxis Solutions LLC.
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