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 This paper introduces the Independent of Instruction (IDOI) Method, a workforce-readiness 

methodology for developing production employees who can assess, strategize, 

troubleshoot, execute, and escalate within defined operational boundaries without real-time 

managerial instruction. The method responds to a persistent organizational challenge: 

formal training often produces knowledge acquisition without reliable transfer into 

autonomous workplace behavior. Training-transfer research has long emphasized that 

employee characteristics, training design, and the work environment jointly shape whether 

training is applied on the job, a concern formalized in Baldwin and Ford’s transfer-of-

training framework and updated in later transfer research (Baldwin & Ford; Ford, Baldwin, 

& Prasad). IDOI extends this literature by defining a managerial certification status that is 

granted only when an employee demonstrates independent problem-solving capability in a 

specific production process after completing required management-validated training.  The 

paper positions IDOI at the intersection of adult learning theory, self-directed workplace 

learning, competency-based training, self-determination theory, high-reliability organizing, 

and workplace-based assessment. Adult-learning research emphasizes self-direction, 

experience, relevance, and problem-centered learning as central to mature learner 

development (Knowles; Kaufman). Workplace-learning research further indicates that self-

directed learning is strengthened when organizations provide clear objectives, learning 

resources, feedback, and supportive environments rather than merely shifting responsibility 

to employees (Wu & Atar; Peterson & Cox). Competency-based and workplace-based 

assessment research supports the use of observable performance evidence, feedback, and 

progressive entrustment decisions to determine readiness for independent practice (Bok et 

al.; Baboolal & Singaram).  The proposed methodology includes a five-stage development 

pathway, a five-domain IDOI Readiness Model, a process-specific certification protocol, a 

decision-boundary matrix, and a recurring recertification cycle. IDOI status is not a broad 

label of employee quality; it is a bounded, process-specific designation that indicates the 

employee can perform within authorized limits and recognize escalation triggers. The paper 

concludes by outlining empirical research designs for validating the IDOI Method in 

agricultural, aquaculture, manufacturing, healthcare, logistics, and other production-

intensive environments. 
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1. Introduction 

Production organizations depend on employees who can execute procedures consistently while also responding intelligently when 

routine conditions change. In agricultural production, aquaculture, food processing, manufacturing, logistics, healthcare operations, 

energy systems, and other process-oriented environments, the difference between a trained employee and an independently capable 

employee can determine whether a disruption is contained, repeated, escalated late, or converted into system learning. Traditional 

training programs often emphasize attendance, exposure, or task completion, but these markers do not necessarily prove that an 

employee can diagnose a process problem and act appropriately without real-time direction. The training-transfer literature has 

repeatedly shown that learning must be evaluated by its application to workplace behavior rather than by the mere completion of 

instructional events (Baldwin & Ford; Blume et al.). 

The Independent of Instruction (IDOI) Method is proposed as a structured management methodology for closing the gap between 

trained status and independent operational readiness. IDOI refers to a defined readiness state in which an employee can access 

relevant information, assess a process issue, develop a corrective strategy, troubleshoot the situation, execute within authorized 

boundaries, and escalate appropriately without real-time instruction from management. The term “Independent of Instruction” does 

not mean independent of training, standards, supervision, accountability, or leadership. Rather, it means that an employee no longer 

requires immediate managerial prompting to handle a defined class of production problems for which the employee has already been 

trained and validated. 

The method is especially relevant for high-performing employees because such employees often receive informal trust before their 

decision-making boundaries are formally defined. Managers may assume that a reliable employee can act independently because 
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the employee performs well under normal conditions. However, high performance in routine execution does not automatically equal 

independent troubleshooting capability. IDOI converts managerial trust into a documented, observable, auditable, and process-

specific readiness designation. 

The core contribution of this paper is a formal methodology for how an employee becomes IDOI. The framework defines readiness 

not as personality, seniority, or general experience, but as demonstrated capability across five domains: Access, Assessment, 

Strategy, Execution, and Escalation. These domains are supported by training completion, workplace observation, scenario testing, 

supervisor validation, and ongoing recertification. In this respect, IDOI is both a training philosophy and a management-control 

system: it empowers employees while clarifying the limits of independent action. 
 

2. Conceptual Definition of IDOI 

IDOI is defined as follows: 

Independent of Instruction is a management-validated workforce-readiness status in which a trained employee demonstrates the 

ability to access process resources, assess operational conditions, strategize corrective actions, troubleshoot production issues, 

execute within approved decision boundaries, and escalate appropriately without real-time managerial instruction. 

This definition contains six essential elements. First, IDOI is management-validated, meaning that the designation is granted through 

a formal assessment process rather than self-declared by the employee. Second, IDOI is a readiness status, meaning it identifies a 

demonstrated capability level at a given point in time. Third, IDOI requires prior training, meaning that the employee’s independence 

is not improvised but developed through structured instruction, guided practice, and feedback. Fourth, IDOI is process-specific, 

meaning that independence in one production area does not automatically transfer to another. Fifth, IDOI is action-oriented, meaning 

that it concerns the employee’s ability to diagnose and respond, not merely recall information. Sixth, IDOI is bounded by escalation 

rules, meaning that independent action is legitimate only within approved safety, quality, ethical, regulatory, and financial limits. 

The phrase “Independent of Instruction” should therefore be interpreted as independence from real-time managerial direction after 

the required instruction has already occurred. The concept does not diminish the role of management. Instead, it redefines 

management’s role from constant real-time directing to designing systems, validating competencies, defining boundaries, and 

reviewing performance. In this sense, IDOI supports stronger management control because it makes explicit who can act, under 

what conditions, with what evidence, and when escalation is mandatory. 
 

3. Theoretical Foundation 

3.1 Adult Learning and Self-Directed Workplace Development 

IDOI is grounded partly in adult learning theory because production employees are not passive recipients of information once they 

enter the workplace; they learn through experience, relevance, problem-solving, and feedback. Knowles’ andragogical perspective 

emphasizes that adult learners tend to value self-direction, practical relevance, experience-based learning, and readiness to apply 

learning to real-life tasks (Knowles). A review of educational theory in practice similarly identifies self-direction, prior experience, 

problem orientation, and motivation as important principles for adult learning design (Kaufman). 

IDOI extends these ideas into production management by treating workplace problems as the primary site of capability development. 

The employee becomes IDOI not because instruction has ended, but because instruction has been internalized into usable judgment. 

This distinction is important because self-directed learning in the workplace requires organizational support, clear goals, and access 

to resources; it should not be interpreted as an employer withdrawing from training responsibility (Wu & Atar; Peterson & Cox). 

The IDOI Method therefore separates unsupported independence from managed independence. Unsupported independence occurs 

when employees are expected to figure things out without adequate training, documentation, authority clarity, or feedback. Managed 

independence occurs when employees are trained, tested, observed, and authorized to act within known boundaries. IDOI is a model 

of managed independence. 
 

3.2 Training Transfer and Workplace Application 

Training-transfer theory provides a second foundation for IDOI. Baldwin and Ford’s classic model identifies trainee characteristics, 

training design, and work environment as major determinants of whether learned knowledge and skills transfer to the workplace 

(Baldwin & Ford). Later reviews continued to emphasize that transfer is not a single post-training event but a process shaped by 

motivation, opportunity, supervisor support, peer support, transfer climate, and the usefulness of training content (Ford, Baldwin, & 

Prasad; Blume et al.). 

IDOI operationalizes training transfer by making independent performance the criterion for certification. In conventional training 

systems, completion of a module may be treated as proof that an employee has been trained. In IDOI, completion is only the first 

gate. The employee must also demonstrate transfer through independent problem recognition, resource use, judgment, corrective 

action, and escalation discipline. This aligns with recent training-transfer research showing that training impact depends on whether 

employees apply and share newly acquired knowledge in the organization (Mehner, Rothenbusch, & Kauffeld). 

IDOI also recognizes that transfer can fail even when training content is technically accurate. If employees are not given time to 

practice, if supervisors discourage independent judgment, if escalation rules are unclear, or if mistakes are punished without learning, 

the employee may remain instruction-dependent. The IDOI Method therefore treats training design and production climate as part 

of the methodology rather than as background conditions. 
 

3.3 Competency-Based Training and Workplace-Based Assessment 

IDOI is also consistent with competency-based education and workplace-based assessment. Competency-based approaches 

emphasize outcomes, observable capabilities, feedback, and progression based on demonstrated competence rather than time spent 
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in training (Bok et al.). Workplace-based assessments have been shown to support competency-based training by improving 

feedback, supervision quality, and assessment of professional capabilities in real-world settings (Baboolal & Singaram). 

The IDOI Method borrows the logic of entrustment without requiring the language of professional licensure. In medical and 

professional education, entrustable professional activities describe tasks that learners may be trusted to perform with decreasing 

supervision as competence develops (Ganzhorn et al.). IDOI adapts this concept to production management by defining process-

specific activities that an employee may perform independently after evidence shows readiness. 

The result is a practical but rigorous assessment structure. Instead of asking whether the employee “knows the process,” IDOI asks 

whether the employee can demonstrate independent access, assessment, strategy, execution, and escalation under realistic 

conditions. This makes the method more defensible for performance management, training audits, safety reviews, and process-

improvement programs. 
 

3.4 Self-Determination, Autonomy, and Motivation 

IDOI requires a careful distinction between autonomy and abandonment. Self-determination theory identifies autonomy, 

competence, and relatedness as basic psychological needs that influence motivation, performance, and well-being at work (Deci, 

Olafsen, & Ryan). Reviews of self-determination theory in workplace contexts indicate that supportive work environments can 

strengthen motivation by satisfying these needs, particularly when employees experience meaningful autonomy and competence 

(Knight et al.; McAnally & Hagger). 

IDOI gives autonomy a structured operational form. The employee’s independence is not unlimited discretion; it is autonomy inside 

a defined decision boundary. This matters because autonomy can improve initiative and adaptive performance when paired with 

role clarity, competence, and support, but poorly bounded autonomy can create inconsistency, risk, or avoidable errors. Research on 

leader autonomy support suggests that supervisor behavior can influence employee autonomy satisfaction, engagement, and 

performance (Slemp et al.; de Beer, van der Vaart, & Mokgata). 

Within IDOI, managers support autonomy by clarifying what employees are authorized to solve, what evidence they must consult, 

what documentation they must complete, and what conditions trigger escalation. This structure transforms autonomy into 

accountable independence. Employees are empowered to act, but they are not left without standards. 
 

3.5 High-Reliability Organizing and Frontline Decision-Making 

Production settings often require local decisions before managers can intervene. High-reliability organization research is relevant 

because it studies how organizations maintain reliability in complex, risky, or uncertain systems. High-reliability principles include 

attention to emerging problems, anticipation of unexpected events, resilience, and deference to expertise when local frontline 

personnel are best positioned to understand the immediate situation (Sutcliffe et al.). Research on high-reliability teams also 

emphasizes that complex environments require teams that can balance effectiveness and safety under changing conditions (Burke et 

al.). 

IDOI translates these high-reliability principles into a workforce-development method. The employee who is IDOI is not simply a 

faster worker; the employee is a local process interpreter who can detect variance, act within authority, and escalate before small 

deviations become larger failures. This is especially important in biological, mechanical, or time-sensitive production systems where 

delay can increase loss, safety risk, animal welfare risk, quality defects, or downtime. 

IDOI also supports reliability by standardizing who is trusted to act independently. Rather than relying on informal assumptions 

about “good workers,” the method creates a traceable process for verifying readiness. In high-reliability terms, IDOI helps the 

organization defer to expertise while first ensuring that expertise has been trained, demonstrated, and bounded. 
 

4. Core Terms of the IDOI Method 

The IDOI Method requires precise terminology so that managers, employees, trainers, and researchers can apply the framework 

consistently. 

Term Formal Meaning Operational Use 

IDOI Independent of Instruction; a validated readiness state for 

independent action within a defined process 

Used as a certification 

designation 

Instruction Dependence The state in which an employee requires real-time managerial 

direction to complete or troubleshoot work 

Used to identify early-stage 

training needs 

Managed Independence Independent employee action that occurs after training, 

validation, and boundary-setting 

Used to distinguish IDOI from 

unsupported self-reliance 

Process Access Competency Ability to locate and use SOPs, data, tools, logs, references, 

and authorized guidance 

Scored under the Access 

domain 

Operational Assessment Ability to identify what is wrong, how severe it is, and what 

process variables may be involved 

Scored under the Assessment 

domain 

Strategic Troubleshooting Ability to select a corrective pathway based on evidence, risk, 

and process standards 

Scored under the Strategy 

domain 

https://pmc.ncbi.nlm.nih.gov/articles/PMC3851012/
https://bmcmededuc.biomedcentral.com/articles/10.1186/s12909-023-04922-w
https://dx.plos.org/10.1371/journal.pone.0288197
https://www.annualreviews.org/doi/10.1146/ANNUREV-ORGPSYCH-032516-113108
https://www.annualreviews.org/doi/10.1146/ANNUREV-ORGPSYCH-032516-113108
https://pmc.ncbi.nlm.nih.gov/articles/PMC9088153/
https://pmc.ncbi.nlm.nih.gov/articles/PMC11200516/
https://pmc.ncbi.nlm.nih.gov/articles/PMC6133074/
https://pmc.ncbi.nlm.nih.gov/articles/PMC9362695/
https://pmc.ncbi.nlm.nih.gov/articles/PMC3388695/
https://pmc.ncbi.nlm.nih.gov/articles/PMC1744047/
https://pmc.ncbi.nlm.nih.gov/articles/PMC1744047/
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Decision Boundary The approved limit of what the employee may decide or 

perform independently 

Defined before certification 

Escalation Trigger A condition that requires management, specialist, safety, 

maintenance, veterinary, quality, or regulatory involvement 

Used to prevent overreach 

Corrective Action Readiness Ability to execute an appropriate response that reduces loss, 

restores flow, or prevents recurrence 

Scored under the Execution 

domain 

IDOI Candidate Employee who has completed training and is under evaluation 

for independent readiness 

Used during observation and 

scenario testing 

IDOI Certified Employee Employee validated as independent within a specific process 

or task family 

Used after formal management 

approval 

Recertification Periodic revalidation of IDOI status after time, process 

changes, incidents, or performance drift 

Used to maintain reliability 

 

5. The Five-Domain IDOI Readiness Model 

The IDOI Readiness Model defines independence through five observable domains: Access, Assessment, Strategy, Execution, and 

Escalation. Each domain is necessary but not sufficient alone. An employee who can execute but cannot assess risk is not IDOI. An 

employee who can identify a problem but cannot select a strategy is not IDOI. An employee who acts independently but fails to 

escalate properly is not IDOI. 
 

5.1 Access 

Access refers to the employee’s ability to locate and use the information, tools, records, and systems needed to understand a 

production problem. Access includes knowing where to find SOPs, checklists, production logs, equipment manuals, batch records, 

water-quality records, feed charts, maintenance records, quality specifications, safety guidance, or digital dashboards. Access also 

includes knowing which information is current, which information is obsolete, and which source has authority. 

Access is the first domain because independent decision-making cannot be reliable if the employee is disconnected from the 

organization’s knowledge system. In production environments, many errors occur not because employees lack effort, but because 

they rely on memory, habit, peer rumor, or outdated practices instead of approved references. The IDOI Method therefore treats 

resource navigation as a competency rather than an administrative detail. 
 

5.2 Assessment 

Assessment refers to the employee’s ability to identify a process abnormality, determine its severity, and distinguish symptoms from 

possible causes. In aquaculture, this may include interpreting oxygen readings, water clarity, animal behavior, mortality patterns, 

feed response, or equipment alarms. In poultry or other agricultural operations, it may include recognizing changes in flock behavior, 

environmental control issues, mortality trends, feed conversion concerns, or biosecurity deviations. In manufacturing, it may include 

interpreting defect patterns, equipment variation, downtime signals, or quality drift. 

Assessment is more than noticing that “something is wrong.” It requires the employee to classify the problem, prioritize risk, and 

decide whether the issue is routine, urgent, recurring, or outside the employee’s authority. This domain is central to IDOI because 

instruction-independent employees must be able to understand the situation before choosing action. 
 

5.3 Strategy 

Strategy refers to the employee’s ability to choose a response plan that fits the situation. Strategic troubleshooting involves 

comparing possible causes, identifying the safest and most efficient corrective action, considering secondary effects, and determining 

what evidence should be checked before acting. Strategy also includes sequencing: what should be done first, what should be 

monitored next, and what should be documented after the intervention. 

The Strategy domain prevents IDOI from becoming a model of impulsive action. An employee may be highly motivated and 

technically skilled, but still make poor decisions if strategy is weak. IDOI requires employees to demonstrate that they can think 

through a production problem using a disciplined logic. 
 

5.4 Execution 

Execution refers to the employee’s ability to perform the corrective action safely, accurately, efficiently, and within policy. 

Execution includes technical skill, timing, communication, documentation, and follow-through. It also includes knowing when to 

stop an action if conditions change. 

Execution is where readiness becomes visible. A well-reasoned strategy does not create production value unless it is implemented 

correctly. The IDOI Method therefore requires observation of real or simulated execution before certification. Written tests alone 

are insufficient because they cannot fully capture the employee’s behavior under operational conditions. 
 

5.5 Escalation 

Escalation refers to the employee’s ability to recognize when a problem exceeds independent authority and requires management or 

specialist involvement. Escalation is not a weakness within IDOI; it is one of the strongest indicators of maturity. A truly IDOI 

employee understands both capability and limits. 
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Escalation triggers should be defined before employees are certified. Triggers may include safety risk, regulatory risk, animal welfare 

risk, biosecurity breach, repeated failure, unclear cause, financial-loss threshold, equipment damage, quality nonconformance, 

environmental hazard, or any condition not covered by training. The Escalation domain protects the organization from 

overconfidence, improvisation, and hidden failures. 
 

6. IDOI Development Pathway 

The IDOI Method uses a five-stage pathway that moves employees from instruction dependence to certified independence. The 

stages are developmental, not punitive. Their purpose is to identify what support an employee needs next. 
 

6.1 Stage One: Instruction-Based Employee 

The employee is learning the process and requires direct managerial or trainer instruction. At this stage, the employee may complete 

tasks but does not yet independently diagnose production problems. Training emphasizes process orientation, safety, terminology, 

SOP familiarity, basic task execution, and observation. 

The primary management responsibility in Stage One is clarity. The employee must understand what the process is, why it matters, 

what good performance looks like, and what risks are associated with mistakes. Managers should not expect independent judgment 

before the employee has acquired a working mental model of the process. 
 

6.2 Stage Two: Assisted Problem Solver 

The employee can complete routine tasks and identify some common issues but still requires confirmation before acting. At this 

stage, managers ask diagnostic questions rather than simply giving answers. The goal is to develop reasoning. 

For example, instead of saying, “Adjust the setting,” a manager might ask, “What information tells you this setting is outside the 

target range?” or “What would you check before deciding whether this is an equipment issue or a process issue?” This coaching 

style builds assessment and strategy skills while still protecting the process. 
 

6.3 Stage Three: Guided Independent Operator 

The employee begins troubleshooting routine issues with limited prompting. The employee may be allowed to make low-risk 

decisions independently, but management still reviews decisions frequently. This stage tests whether the employee can apply training 

without constant instruction. 

Stage Three should include structured observation. Managers should document examples of correct judgment, missed cues, over-

escalation, under-escalation, delayed action, and documentation quality. The objective is not merely to judge the employee, but to 

identify readiness gaps before formal candidacy. 
 

6.4 Stage Four: IDOI Candidate 

The employee has completed required training and has shown repeated evidence of independent problem-solving potential. At this 

stage, the employee enters formal evaluation. The employee is assessed through scenario testing, live observation, knowledge 

checks, supervisor review, and decision-boundary discussion. 

The IDOI Candidate stage is essential because it prevents premature certification. A high-performing employee may appear ready 

because of speed, confidence, or reliability, but the candidate stage requires evidence across all five IDOI domains. An employee 

cannot become IDOI based only on manager preference. 
 

6.5 Stage Five: IDOI Certified Employee 

The employee is formally designated as IDOI for a specific process, task family, or operational area. The employee can act without 

real-time instruction inside approved boundaries. Certification should be documented with the process name, assessment evidence, 

authorized decisions, escalation triggers, effective date, reviewer, and recertification date. 

IDOI status should always be specific. An employee may be IDOI in water-quality monitoring but not equipment repair. Another 

employee may be IDOI in feed inventory reconciliation but not disease-response decision-making. Process specificity protects both 

the employee and the organization. 

 
 

7. Formal Certification Protocol 

The IDOI certification protocol includes seven required gates. The employee becomes IDOI only after all gates are satisfied. 
 

7.1 Gate One: Role and Process Selection 

Management identifies the process for which IDOI status is being considered. The process must be specific enough to assess. 

“Production” is too broad. “Morning dissolved oxygen assessment and corrective response,” “routine equipment startup,” “feed 

inventory variance troubleshooting,” or “first-response quality hold procedure” are better candidates. 

The process selection gate ensures that certification is manageable. A process should include defined inputs, outputs, performance 

standards, risk points, required resources, routine abnormalities, and escalation conditions. 
 

7.2 Gate Two: Required Training Completion 

The employee completes required training for the selected process. Training may include classroom instruction, SOP review, 

demonstration, shadowing, supervised practice, safety instruction, quality requirements, regulatory requirements, and documentation 

procedures. 
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Training completion does not equal IDOI readiness. It only confirms that the employee has received the instruction necessary to 

begin validation. This distinction is consistent with training evaluation models that separate reaction, learning, behavior, and results 

(Ross et al.; Rouse). 
 

7.3 Gate Three: Knowledge and Resource Check 

The employee demonstrates knowledge of process purpose, standards, normal ranges, abnormal conditions, tools, records, and 

reference materials. This may be completed through an oral exam, written quiz, practical demonstration, or digital assessment. 

The knowledge check should test applied knowledge rather than memorization alone. For example, an employee should be asked 

where to find the current SOP, how to verify the correct version, what production record would confirm a trend, and what information 

must be documented after action. 
 

7.4 Gate Four: Scenario-Based Troubleshooting Assessment 

The employee completes scenario-based assessments that simulate realistic production disruptions. Scenarios should vary in 

difficulty and include routine, non-routine, ambiguous, and escalation-required cases. Scenario assessment is important because it 

reveals whether the employee can apply knowledge under changing conditions. 

Scenarios should be scored across the five IDOI domains. A strong answer should include the information accessed, the assessment 

made, the strategy selected, the execution plan, and the escalation decision. The employee should also explain why alternative 

actions were not selected. 
 

7.5 Gate Five: Live or Simulated Performance Observation 

The employee is observed performing the process or responding to a realistic simulation. Observation should focus on behavior, not 

general impressions. The observer should document what the employee checked, what decision was made, how the action was 

performed, whether communication was clear, and whether documentation was completed. 

Workplace-based assessment literature supports the use of real-world performance evidence and feedback when evaluating 

competency development (Bok et al.; Baboolal & Singaram). IDOI adopts this principle by requiring observed performance before 

certification. 
 

7.6 Gate Six: Decision-Boundary Review 

The manager and employee review what the employee may handle independently and what must be escalated. This review should 

be explicit and documented. The employee should be able to explain the boundary in plain language. 

Decision-boundary review is the safeguard that makes IDOI practical. Without boundaries, independence can become inconsistent. 

With boundaries, the organization can empower employees while maintaining safety, quality, and managerial control. 
 

7.7 Gate Seven: Management Validation and Documentation 

Management grants IDOI status only after reviewing evidence from the previous gates. Documentation should include the employee 

name, process area, training completed, assessment results, observation results, authorized actions, escalation triggers, certification 

date, certifying manager, and recertification date. 

IDOI documentation should be treated as a living operational record. If the process changes, if the employee is involved in a 

significant incident, if performance declines, or if the employee has been away from the task for an extended period, recertification 

may be required. 
 

8. IDOI Readiness Scoring Rubric 

The IDOI scoring rubric uses a five-level scale across the five readiness domains. The scoring system allows managers to distinguish 

partial independence from certification readiness. 

Score Readiness Level Description 

1 Dependent Requires direct instruction and cannot reliably perform the domain independently 

2 Assisted Can perform with prompts, coaching, or confirmation 

3 Developing Independence Can perform routine elements independently but lacks consistency under variation 

4 IDOI Ready Can independently perform the domain in most expected conditions and recognizes 

limits 

5 IDOI Certified Demonstrates consistent, documented, process-specific independence over time 

To become IDOI, the employee should score at least 4 in every domain and should demonstrate at least one score of 5 in Escalation 

or Assessment, depending on process risk. For high-risk processes, a score of 5 in Escalation should be mandatory because overreach 

can be more damaging than hesitation. 

 

 

 

 

 
 

https://bmjopen.bmj.com/content/bmjopen/12/5/e054719.full.pdf
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https://bmcmededuc.biomedcentral.com/articles/10.1186/s12909-023-04922-w
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9. Example Domain Rubric 

Domain Score 1 Score 3 Score 5 

Access Cannot locate correct resources 

without instruction 

Finds common resources but may miss 

updated or secondary references 

Consistently locates, verifies, and 

applies current authorized resources 

Assessm

ent 

Notices obvious problems but 

cannot classify severity 

Identifies routine issues but struggles 

with ambiguous cases 

Accurately classifies severity, likely 

causes, and risk level 

Strategy Waits for manager to choose 

action 

Suggests basic action but needs 

confirmation 

Selects evidence-based corrective 

strategy and explains rationale 

Executio

n 

Requires step-by-step direction Performs routine actions with occasional 

correction 

Executes safely, accurately, 

efficiently, and documents properly 

Escalatio

n 

Escalates too late, too often, or 

not at all 

Recognizes common escalation triggers Escalates promptly and appropriately 

when boundary is reached 

 

10. Decision-Boundary Matrix 

The Decision-Boundary Matrix defines what an IDOI employee can do independently, what requires notification, and what requires 

management approval before action. 

Decision Category Employee May Act 

Independently 

Employee Must Notify 

Management 

Employee Must Obtain Approval Before 

Action 

Routine process 

variation 

Variation is within trained range 

and SOP-defined response 

exists 

Variation repeats after 

corrective action 

Variation exceeds SOP or cause is unknown 

Safety concern Low-risk condition covered by 

training 

Near miss, minor 

hazard, or repeated 

unsafe condition 

Injury, major hazard, chemical exposure, or 

lockout concern 

Quality issue Minor defect within rework 

procedure 

Recurring defect or 

unclear source 

Product hold, customer-impacting defect, 

regulatory concern 

Equipment issue Basic reset, cleaning, or routine 

adjustment covered by SOP 

Repeated alarm or 

abnormal 

sound/vibration 

Repair, bypass, modification, or safety-

critical failure 

Biological or 

animal-health 

concern 

Routine observation and 

approved first response 

Abnormal behavior, 

elevated mortality, or 

trend concern 

Disease suspicion, welfare emergency, 

medication decision, biosecurity breach 

Production loss Minor delay within normal 

tolerance 

Downtime 

approaching threshold 

Major loss, shutdown decision, or financial 

threshold exceeded 

This matrix is adaptable across industries. For agricultural and aquaculture operations, biological risk, mortality, welfare, 

environmental conditions, and biosecurity should be built into the matrix. For manufacturing, quality holds, equipment safety, 

material nonconformance, and customer-impact risks may be more central. For healthcare or laboratory settings, patient safety, 

specimen integrity, and regulatory controls may dominate. 
 

11. Implementation Methodology 

11.1 Step One: Map the Production Process 

Implementation begins by mapping the target process. The map should identify tasks, standards, tools, records, common deviations, 

high-risk failure points, decision requirements, and escalation requirements. A process map helps management determine what 

independence actually means for that process. 

The process map should answer five questions. What must the employee be able to do? What can go wrong? What information 

should the employee check? What action is authorized? When must the employee escalate? 
 

11.2 Step Two: Define IDOI Competencies 

Management converts the process map into specific competencies. Competencies should be observable and assessable. Weak 

competency statements say, “Understands water quality.” Strong competency statements say, “Interprets dissolved oxygen, 

temperature, and behavior indicators to determine whether aeration adjustment or management escalation is required.” 

Competencies should include technical, cognitive, and procedural elements. Technical elements include task skill. Cognitive 

elements include judgment and diagnosis. Procedural elements include documentation, communication, and escalation. 
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11.3 Step Three: Build Training Modules Around Process Decisions 

IDOI training should be organized around the decisions employees must make, not only the tasks they must perform. A training 

module should explain the process standard, show examples of normal and abnormal conditions, teach resource access, demonstrate 

corrective actions, and define escalation triggers. 

This design supports transfer because training is linked to actual workplace decisions. Research on training transfer emphasizes the 

importance of work climate, transfer opportunity, supervisor support, trainee characteristics, and training design in determining 

whether learning is applied at work (Ha & Vanaphuti; Mehner, Rothenbusch, & Kauffeld). 
 

11.4 Step Four: Use Guided Practice 

After instruction, the employee enters guided practice. Managers and trainers should use coaching questions to develop reasoning. 

Guided practice should include routine cases, abnormal cases, time-pressure cases, and escalation cases. 

The purpose of guided practice is to shift the employee from following directions to explaining decisions. The manager’s role is to 

listen for reasoning quality, not merely watch task completion. 
 

11.5 Step Five: Conduct Scenario Testing 

Scenario testing should evaluate the employee’s response to realistic production situations. Each scenario should require the 

employee to access information, assess the problem, choose a strategy, describe or perform execution, and state whether escalation 

is required. 

Scenarios should include at least four types. Routine scenarios test expected variation. Ambiguous scenarios test diagnostic 

reasoning. High-risk scenarios test escalation. Recovery scenarios test whether the employee can monitor outcomes after corrective 

action. 
 

11.6 Step Six: Observe Live Performance 

Live observation validates whether scenario competence transfers into actual work. Observation should be structured with a 

checklist. Managers should avoid relying on memory or general impressions because informal evaluation can introduce bias and 

inconsistency. 

Observation should occur over multiple shifts or production cycles when possible. A single successful performance may not prove 

consistent independence. Repeated evidence strengthens the validity of certification. 
 

11.7 Step Seven: Certify, Monitor, and Recertify 

Certification is granted after training, testing, observation, and management review. After certification, the employee’s IDOI 

performance should be monitored through normal production metrics, incident reviews, documentation audits, and supervisor 

feedback. 

Recertification should occur after process changes, equipment changes, SOP revisions, safety incidents, quality failures, extended 

absence, or scheduled review intervals. Recertification protects against skill decay and process drift. 
 

8. Measurement and Evaluation 

IDOI effectiveness can be evaluated at employee, team, and organizational levels. This section proposes initial metrics for research 

and practice. 
 

8.1 Employee-Level Metrics 

Employee-level metrics should measure whether the individual has developed independent capability. Examples include: 

• IDOI domain scores across Access, Assessment, Strategy, Execution, and Escalation. 

• Scenario assessment pass rate. 

• Live observation performance. 

• Time to correct routine process deviations. 

• Accuracy of escalation decisions. 

• Documentation completeness. 

• Post-certification incident involvement. 

• Supervisor confidence rating. 

• Employee self-efficacy rating. 

Self-efficacy is relevant because it concerns an individual’s belief in their capability to perform specific tasks, and workplace studies 

have connected self-efficacy to motivation and performance outcomes (Cherian & Jacob; Morandi, Leonelli, & Di Vincenzo). In 

IDOI, self-efficacy should be measured alongside observed performance because confidence without competence can create risk. 
 

8.2 Team-Level Metrics 

Team-level metrics should evaluate whether IDOI improves production responsiveness and reduces managerial bottlenecks. 

Examples include: 

• Number of employees certified by process area. 

• Distribution of IDOI coverage across shifts. 

• Reduction in routine management calls. 

• Improvement in first-response consistency. 

• Peer coaching activity. 

• Escalation quality by shift. 

http://www.emerald.com/jwl/article/34/1/110-131/254784
https://www.tandfonline.com/doi/full/10.1080/1359432X.2024.2319082
https://ccsenet.org/journal/index.php/ijbm/article/download/26770/16992
http://www.emerald.com/jhom/article/36/7/950-964/223622
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• Cross-training depth. 

• Team-level process recovery time. 

Team-level measurement is important because IDOI is not only an individual designation. It changes how production teams function 

when managers are not immediately present. A team with multiple process-specific IDOI employees may be more resilient than a 

team dependent on one highly experienced supervisor. 
 

8.3 Organizational-Level Metrics 

Organizational metrics should evaluate whether the method contributes to operational performance. Examples include: 

• Downtime reduction. 

• Quality-defect reduction. 

• Biosecurity or safety nonconformance reduction. 

• Production variance reduction. 

• Training return on investment. 

• Employee retention among high performers. 

• Supervisor span-of-control improvement. 

• Process audit performance. 

• Speed of corrective action. 

Kirkpatrick’s training evaluation model remains widely used to evaluate training across reaction, learning, behavior, and results, 

although researchers continue to refine how these levels should be operationalized and validated (Ross et al.; Santos et al.). IDOI 

can be evaluated within this structure by treating certification readiness as behavior-level evidence and production outcomes as 

results-level evidence. 
 

9. Research Design for Empirical Validation 

The IDOI Method is presented here as a conceptual and methodological framework. Empirical validation should test whether the 

framework improves training transfer, independent performance, production reliability, and escalation quality. 
 

10. Suggested Research Questions 

Future studies may examine the following questions: 

• Does IDOI certification predict improved independent troubleshooting performance compared with standard training completion? 

• Does IDOI reduce routine real-time management instruction without increasing safety, quality, or production risk? 

• Which IDOI domain best predicts production outcomes? 

• Does structured escalation training reduce under-escalation and over-escalation? 

• Does IDOI improve employee self-efficacy, engagement, and retention among high-performing employees? 

• Does IDOI improve team resilience during off-shift, night-shift, or low-supervision periods? 

• How does IDOI perform across agricultural, aquaculture, manufacturing, healthcare, and logistics settings? 
 

11. Suggested Hypotheses 

The following hypotheses can guide quantitative research: 

• H1: Employees who complete IDOI certification will demonstrate higher independent troubleshooting scores than employees who 

complete standard training only. 

• H2: IDOI certification will be positively associated with training transfer as measured by observed workplace application of 

trained skills. 

• H3: IDOI-certified employees will show higher escalation accuracy than non-certified employees. 

• H4: Teams with higher IDOI coverage will show lower routine management-intervention frequency. 

• H5: Teams with higher IDOI coverage will show faster recovery from routine production deviations. 

• H6: The relationship between IDOI certification and production performance will be mediated by training transfer and escalation 

accuracy. 

• H7: The relationship between IDOI certification and employee engagement will be mediated by perceived competence and 

bounded autonomy. 

These hypotheses are consistent with research streams showing that autonomy, competence, supervisor support, and training transfer 

can influence workplace outcomes, although effects often depend on context and implementation quality (Deci, Olafsen, & Ryan; 

Gemmano, Manuti, & Giancaspro; Mehner, Rothenbusch, & Kauffeld). 
 

12. Suggested Study Design 

A quasi-experimental design may be appropriate for initial validation. One production unit could implement standard training, while 

another comparable unit implements IDOI training and certification. Researchers could compare employee readiness scores, 

supervisor intervention frequency, escalation accuracy, deviation recovery time, and production outcomes before and after 

implementation. 

A mixed-methods design would also be valuable. Quantitative data could measure performance changes, while interviews could 

examine how employees and managers experience the transition from instruction dependence to managed independence. Mixed-

methods training-transfer studies are useful because they capture both measurable outcomes and contextual mechanisms that explain 

why training does or does not transfer (Mehner, Rothenbusch, & Kauffeld). 
 

 

https://bmjopen.bmj.com/content/bmjopen/12/5/e054719.full.pdf
https://pmc.ncbi.nlm.nih.gov/articles/PMC11789729/
https://www.annualreviews.org/doi/10.1146/ANNUREV-ORGPSYCH-032516-113108
http://www.emerald.com/jwl/article/34/6/532-548/251272
https://www.tandfonline.com/doi/full/10.1080/1359432X.2024.2319082
https://www.tandfonline.com/doi/full/10.1080/1359432X.2024.2319082
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13. Suggested Data Sources 

Data sources may include: 

• Training records. 

• IDOI assessment scores. 

• Scenario-test results. 

• Observation checklists. 

• Production logs. 

• Downtime records. 

• Quality or safety incidents. 

• Escalation logs. 

• Supervisor ratings. 

• Employee surveys. 

• Interviews or focus groups. 

The use of multiple data sources would strengthen validity because IDOI is a behavioral-readiness methodology rather than a self-

report attitude scale. Certification should be supported by evidence from observed behavior, process outcomes, and managerial 

review. 
 

14. Application to Agricultural and Aquaculture Production 

IDOI is especially applicable to agricultural and aquaculture production because biological systems require timely observation and 

response. In shrimp farming, for example, production problems may emerge through water-quality variation, feeding behavior, 

survival rates, growth performance, disease signals, aeration issues, weather events, or biosecurity concerns. In poultry farming, 

relevant signals may include flock behavior, feed consumption, ventilation, temperature, mortality, litter conditions, equipment 

function, or disease-risk indicators. 

These settings are well suited for IDOI because frontline employees often observe early warning signs before management does. 

However, early observation only creates value if employees know what the sign means, what information to check, what action is 

authorized, and when escalation is required. IDOI formalizes this pathway. 

An aquaculture IDOI certification might include the following process areas: 

• Water-quality monitoring and first-response action. 

• Feeding observation and feed-adjustment recommendation. 

• Mortality observation and escalation. 

• Aeration system check and basic corrective response. 

• Biosecurity entry and breach reporting. 

• Pond or tank condition documentation. 

• Harvest-readiness observation. 

A poultry-production IDOI certification might include: 

• Environmental control monitoring. 

• Feed and water system check. 

• Mortality and morbidity observation. 

• Biosecurity compliance monitoring. 

• Ventilation alarm first response. 

• Litter condition assessment. 

• Equipment-startup verification. 

In both sectors, IDOI should be linked to safety, animal welfare, environmental stewardship, and production efficiency. The method 

should not be used to shift technical or veterinary decisions to employees who are not authorized to make them. Instead, it should 

improve early detection, routine correction, documentation, and escalation. 
 

15. Managerial Implications 

The IDOI Method changes the manager’s role in five ways. First, managers become designers of independence rather than constant 

sources of instruction. Second, managers must define decision boundaries before expecting autonomous action. Third, managers 

must evaluate employees through observed performance rather than assumptions. Fourth, managers must treat escalation as a 

competency rather than as a failure. Fifth, managers must maintain certification records and recertification discipline. 

IDOI can also improve succession planning. Employees who become IDOI in multiple process areas may be stronger candidates for 

lead roles, trainer roles, quality roles, or supervisory pathways. Because IDOI produces documented evidence of judgment, it gives 

management a stronger basis for promotion decisions than informal impressions alone. 

The method may also reduce supervisor overload. In many production environments, supervisors are repeatedly interrupted for 

routine decisions that trained employees could handle if boundaries were clear. IDOI reduces this dependency by authorizing 

employees to solve defined problems independently while still escalating non-routine risks. 
 

15.1 Risks and Safeguards 

IDOI creates value only if it is implemented carefully. Several risks must be controlled. 
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15.2 Risk of Premature Certification 

Managers may certify employees too quickly because they need staffing flexibility. This risk can be reduced by requiring evidence 

across all five domains and by prohibiting certification based only on seniority, confidence, or attendance. 
 

15.3 Risk of Overconfidence 

Employees may interpret IDOI status as permission to handle problems beyond their authority. This risk can be reduced through 

explicit decision boundaries, escalation drills, and disciplinary clarity around unauthorized action. 
 

15.4 Risk of Inconsistent Manager Standards 

Different supervisors may apply IDOI standards differently. This risk can be reduced through shared rubrics, calibration meetings, 

documentation audits, and periodic review of certification decisions. 
 

15.5 Risk of Skill Decay 

Employees may lose readiness if they do not perform the process regularly. This risk can be reduced through recertification intervals, 

refresher scenarios, and observation after extended absence. 
 

15.6 Risk of Blame Culture 

If employees are punished harshly for every independent error, they may stop acting or hide problems. High-reliability literature 

emphasizes learning, reporting, and local problem detection as important to reliability (Sutcliffe et al.; Halfer et al.). IDOI should 

therefore be implemented with a learning culture that distinguishes human error, at-risk behavior, and reckless violation. 
 

16. Limitations of the Proposed Methodology 

The IDOI Method is a conceptual methodology and requires empirical validation. The framework is theoretically grounded, but its 

predictive validity, reliability, and generalizability must be tested across industries and production contexts. Initial studies should 

examine whether IDOI scores predict independent performance better than traditional training completion records. 

Another limitation is that IDOI requires managerial discipline. Organizations with weak SOPs, poor documentation, inconsistent 

supervisors, or unclear authority structures may struggle to implement the method. IDOI cannot compensate for an unstable 

management system. Instead, it may reveal weaknesses in training design, process control, documentation, and supervisor alignment. 

A third limitation is that IDOI may require adaptation for different risk environments. Low-risk administrative processes may use 

lighter assessment. High-risk biological, safety, regulatory, or mechanical processes may require stricter certification, more frequent 

recertification, and specialist review. 
 

17. Future Development of the IDOI Method 

Future development should focus on building validated tools. These may include an IDOI Readiness Scale, an IDOI Scenario Bank, 

an IDOI Decision-Boundary Template, an IDOI Certification Form, and an IDOI Recertification Audit. These tools would support 

consistent application and future research. 

Future studies should also examine whether IDOI functions differently for novice employees, experienced employees, high-

performing employees, and employees transitioning into leadership roles. It may be that IDOI is most powerful when used as a 

bridge between frontline excellence and supervisory readiness. 

Finally, IDOI should be examined in relation to lean management, Six Sigma, and continuous improvement. Employees who can 

independently identify process variation and respond appropriately may become stronger contributors to root-cause analysis, 

standard work improvement, and waste reduction. IDOI could therefore function as a human-capability layer within broader 

operational excellence systems. 
 

18. Conclusion 

The IDOI Method offers a formal methodology for developing employees who are independent of real-time instruction within 

defined production processes. It addresses a practical management problem: employees may be trained, experienced, or high-

performing without being formally validated as independent troubleshooters. IDOI resolves this gap by defining independent 

readiness through five observable domains: Access, Assessment, Strategy, Execution, and Escalation. 

The method is grounded in adult learning, training transfer, competency-based assessment, self-determination theory, and high-

reliability organizing. Its central contribution is the conversion of informal managerial trust into a structured certification process. 

An employee becomes IDOI only after completing required training, demonstrating applied knowledge, passing scenario-based 

assessment, performing under observation, understanding decision boundaries, and receiving management validation. 

IDOI should be understood as bounded autonomy, not uncontrolled independence. It empowers employees while strengthening 

management control through clear standards, evidence-based certification, escalation discipline, and recertification. For production 

environments where responsiveness, reliability, safety, quality, and process continuity matter, IDOI provides a publishable and 

testable methodology for transforming high-performing employees into independently capable production problem-solvers. 
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