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Choosing a new EHS or safety 
training system comes with a lot 
of pressure; leaders want quick 
results, vendors are eager to 
demo, and your team needs a tool 
that makes their work easier. But 
speed can come at a cost when 
critical gaps get overlooked, and 
those gaps cause bigger problems 
after rollout. 

This guide outlines five common 
pitfalls organizations run into when 
buying safety and compliance 
software, and how to avoid them.  
Whether you’re in safety, ops, HR, 
or IT, these insights will help you 
choose a system that fits your 
workflows, supports adoption, and 
delivers long-term value.
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Missing the Mark on 
Requirements and 
Goals 

Before looking at pricing or demos, 
the first step is getting clear on what 
the software needs to do, yet many 
teams skip it. Instead, they get sold 
on flashy features or a slick interface 
that looks great in a demo but 
doesn’t support real workflows like 
inspections, corrective actions, or 
incident reporting. 
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Why It Happens 
Unaligned priorities across teams: Compliance, training, EHS, 
HR, IT—each group has different needs. When these aren’t 
discussed early, the decision reflects only part of the picture, 
and the chosen system often leaves someone out. 

Rushed buying process without clear requirements: In 
response to audits, inspections, or leadership pressure, 
teams often skip the planning phase. Without a clear RFP or 
defined use cases, they jump straight into demos, missing key 
functionality and long-term fit. 

What It Costs You  
Tools don’t match how teams actually work: If your staff 
inspects equipment weekly but the system only supports 
monthly checklists, that’s a disconnect. If your teams rely on 
real-time hazard reporting but the tool requires manual entry, 
it slows down response times. These mismatches pile up and 
hurt productivity. 

Poor adoption from frontline users: If the system doesn’t 
reflect your actual workflows, your team won’t use it. Field 
crews will default to spreadsheets. Supervisors will skip 
logging near misses. This breaks the chain of data needed to 
support compliance, training, and accountability. 

ROI becomes hard to measure: Without clear goals at the 
start, it’s difficult to prove the system is working. You may 
reduce incidents, but was it the software, or another program? 
You may train more people, but are they learning what they 
need? A vague goal like “modernize safety” won’t hold up 
during budget reviews.

What To Do Instead 
Get input from safety, operations, IT, and HR: This isn’t just a 
tech purchase, it’s a business decision. Safety leaders know 
what compliance gaps need to be filled. Operations managers 
understand how tasks get done in the field. IT can flag 
integration and support issues. HR brings insight into training 
and performance. Together, they form a full picture of what’s 
needed. 

List your “must-haves” and “deal breakers”: This is where 
structure matters. Do you need mobile inspections? 
Customizable incident workflows? OSHA 300 log support? 
List these clearly. Also list deal breakers. If the system doesn’t 
support your existing LMS or fails to deliver reports in your 
preferred format, that’s a red flag worth calling out before 
negotiations begin. 

Map how safety tasks get done today, and how they should 
work tomorrow; start with current workflows: How is a 
hazard identified, reported, reviewed, and resolved? How are 
inspections scheduled and tracked? What happens after an 
incident? Then, outline how the ideal process should work 
using software. This helps vendors respond to your real-world 
needs, not just offer a generic demo.

This early planning saves 
time and ensures the 
tool fits your people and 
processes. But even when 
you know exactly what you 
need, your system still must 
work with the tools and data 
you already use every day. 
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Why It Happens 
Data quality is ignored: Many companies don’t realize their 
existing data is inconsistent, incomplete, or stored in different 
formats across systems. They only discover this after 
implementation has started, when it’s too late to clean it up 
without major rework. 

IT isn’t looped in early: In some cases, IT isn’t brought into 
the conversation until something breaks. That means key 
questions, like security standards, data flow, or authentication, 
aren’t addressed in the evaluation phase. It also puts added 
pressure on IT teams to make things work without the time or 
tools they need. 

What It Costs You 
Launches get delayed: Without a clear integration and 
data migration plan, go-live dates slip. Teams wait on user 
permissions, API access, or data cleanups before they can 
even start using the system. 

Historical data is lost or stuck in spreadsheets: When 
migration isn’t planned, old data often gets left behind. That 
might mean losing years of safety observations, inspection 
results, or employee certifications.  

Costs rise due to surprise technical work: Custom 
integrations, manual data mapping, or consultant support 
can drive costs higher than expected. A system that seemed 
affordable becomes expensive once all the extra work is  
added in. 

What To Do Instead 
Identify all systems your new tool needs to connect with: 
Start with a full list of business-critical systems: HRIS, ERP, 
LMS, payroll, maintenance, and more. Then look at how 
safety and training data should move between them. For 

Overlooking Integration 
and Data Migration  

A great system won’t deliver value if 
it doesn’t connect to the tools, you 
already use. Too often, software is 
picked in isolation, without planning 
for integrations or the complexity 
of migrating years of safety and 
compliance data. 
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example, should new hires be automatically enrolled in safety 
courses when added to HRIS? Should incident data feed into 
dashboards used by leadership? 

Ask vendors for real API documentation, not just “it 
integrates” claims: Many vendors say their tools “integrate,” 
but that doesn’t mean much without proof. Ask to see their 
API documentation. Can it support real-time data syncs? What 
formats does it use? Are there usage limits or hidden fees for 
API calls? 

Include IT or a technical lead during your evaluation: Having 
someone technical at the table helps surface key questions 
early. They’ll ask about SSO, security protocols, data formats, 
or existing tech stacks. This avoids surprises later and ensures 
the solution fits with your broader infrastructure. 

Audit your existing safety data, what’s clean, what’s messy, 
and what needs to be moved: Look at what you’ve got. If 
incident reports are stored in different formats across facilities, 
that’s a problem. If inspection templates are inconsistent or 
outdated, fix them now. Taking time to clean and organize data 
before migration pays off with faster implementation and more 
reliable reporting. 

Smooth integration keeps your 
operations running and avoids 
disrupting audits, inspections, 
and reporting. Once everything 
is connected and running, 
there’s still one major piece 
to get right: making sure your 
people will use it. 
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Why It Happens 
End users aren’t part of the process: When software 
evaluations happen behind closed doors, they often reflect 
what leadership wants, not what workers need. If frontline 
users, field supervisors, and maintenance crews aren’t asked 
for input, their daily pain points go unnoticed. This leads to a 
system that looks good in theory but fails in practice. 

Vendors only present to leadership: Sales demos often 
target executives or department heads. These demos show 
polished overviews, not how the tool performs in actual safety 
scenarios. If no one asks, “How would a forklift driver submit a 
near miss during a shift?” those usability gaps stay hidden until 
rollout, when it’s too late to adjust. 

What It Costs You 
Systems go unused or get worked around: If users find the 
system too slow or complicated, they won’t use it. They’ll 
revert to manual workarounds like notebooks, texts, or 
spreadsheets. This creates double work and disconnects 
safety actions from your system of record. 

Safety data becomes unreliable: When only a portion of the 
workforce uses the software consistently, reporting becomes 
incomplete. You lose visibility into real-time conditions, 
miss key trends, and risk making decisions based on partial 
information. That weakens the safety program. 

Training costs increase due to extra support: If workers need 
help just to log in, navigate forms, or complete a task, support 
requests spike. You’ll spend more on retraining, help desk 
resources, and manual follow-ups, eating into the budget that 
could have gone toward actual safety improvements. 

Ignoring Usability and 
Adoption Planning

No matter how powerful a system 
claims to be, it won’t make an 
impact if your team doesn’t use it. 
Too often, software checks every 
box on a feature list, but in practice, 
it’s clunky, confusing, or slow. It may 
technically “do everything,” yet still 
feel disconnected from how work 
happens on the ground.  
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What To Do Instead 
Include field users and frontline workers in the demo or pilot: 
Bring in people who will use the tool every day. Have them test 
real tasks, like submitting a near miss or completing a training 
course on a mobile device. Their feedback often reveals 
small barriers that add up quickly, like poor button placement, 
confusing menus, or unclear error messages. 

Ask: Can someone complete this task in three clicks or less?: 
Use this as a benchmark. If a common action takes more than 
a few steps, it won’t get done consistently. Look for friction. Is 
the navigation intuitive? Are forms pre-filled where possible? 
Does the mobile version work offline? These details make or 
break adoption. 

Build a clear adoption plan, includ-
ing rollout support and training: 
Don’t just turn the system on 
and hope for the best. Work 
with your vendor to create a 
step-by-step rollout plan. This 
should include user onboard-
ing, short training sessions 
(ideally role-based), job 
aids, and a feedback 
loop to catch early 
problems. Make 
sure supervisors 
know how to sup-
port adoption on 
their teams.
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Choosing a Tool That 
Can’t Scale 

What works today might not work 
tomorrow, especially if your software 
can’t grow with you. Scalability 
isn’t just about adding more users; 
it’s about staying aligned as your 
business evolves. A tool might 
handle the basics now, but when you 
need ESG tracking, new dashboards, 
or support for more sites, it quickly 
hits a wall. Suddenly, you’re back 
where you started, looking for a new 
system all over again. 
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investor reporting, but can’t, because your system isn’t built 
for it. Momentum stalls, and safety improvements get pushed 
back. 

What To Do Instead 
Ask vendors how the system grows over time: Don’t just ask 
what it can do now. Ask how it supports future goals. Can 
you add modules without a new contract? Is ESG reporting 
part of the roadmap? Can it support a growing team or global 
operations? 

Choose a platform that combines EHS, ESG, and LMS 
capabilities: Look for solutions that support environmental 
tracking, health and safety workflows, and learning, all in one 
place. This reduces the number of vendors you rely on and 
makes it easier to align data, tasks, and goals across teams. 

Make sure the tool can adapt to regulatory changes and new 
priorities: Regulations shift fast. Whether it’s new state-level 
safety rules, climate disclosure mandates, or DEI initiatives, 
your system should be flexible enough to adapt. Ask how fast 
updates roll out, and whether you can customize workflows 
without needing a developer. 

Prioritize vendors that invest in product development and AI: 
Ask how often the platform is updated. Is the vendor building 
tools to support AI-driven safety improvements or automated 
ESG calculations? Are they staying ahead of compliance trends 
or just keeping up? A strong development pipeline means the 
tool will continue to serve you for years, not just months. 

Why It Happens 
Budget focused only on today’s needs: Many teams are 
told to “find something that works right now” within a limited 
budget. That mindset often cuts out future-proofing. The result 
is a system that seems cost-effective today but needs to be 
replaced in a few years, costing more in the long run. 

No long-term planning: Without a roadmap, it’s easy to miss 
what’s coming next. ESG requirements, AI-driven reporting, 
multi-site operations, or new compliance standards may not 
be urgent now, but they’re on the horizon. Buying a tool that 
can’t expand with those shifts locks you into a dead-end. 

System lacks modular capabilities: Some tools are rigid. 
They weren’t designed to expand. If you want to add training, 
you need a separate system. If you want to report on carbon 
emissions or track lagging vs. leading indicators, you need 
workarounds. These silos make scaling expensive and time-
consuming. 

What It Costs You 
Higher total cost due to frequent replacements: What looks 
like a budget-friendly solution often turns into the most 
expensive one. Teams end up buying multiple systems to fill 
gaps. Then they pay again to replace them later. Procurement, 
training, and migration start over, again. 

Safety data ends up in disconnected systems: When you 
patch together tools that don’t talk to each other, data lives 
in silos. Incident reports are in one place. Training records 
are somewhere else. ESG metrics are in spreadsheets. This 
fragmentation creates blind spots and makes it harder to act 
on what the data is telling you. 

Missed opportunities to build stronger programs: A limited 
tool slows you down. You might want to introduce predictive 
analytics, behavior-based safety, or ESG metrics tied to 

Scalable software doesn’t just protect your 
current processes; it gives you space to 
improve them. As your software scales with 
you, so do the costs, but not all expenses are 
obvious at the start. 
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Why It Happens 
TCO isn’t modeled out: Total cost of ownership (TCO) includes 
more than just the upfront price. It also includes time, people, 
integrations, maintenance, upgrades, and support. When only 
the base subscription is reviewed, the real long-term financial 
impact stays hidden until it’s too late. 

Future needs are overlooked: Most organizations grow. They 
add locations. They hire. They face new regulations. If those 
growth factors aren’t considered during the buying process, 
cost projections fall short. What looks affordable for 50 users 
might be twice as expensive at 200. 

Internal resources are stretched too thin: Some teams as-
sume they can handle implementation and user training in-
house. But when the system turns out to be more complex 
than expected, they’re forced to hire consultants, delay go-live, 
or reduce the scope, each of which adds cost and risk. 

What It Costs You 
Budget overruns: Unexpected fees eat into other parts of the 
budget. Money meant for safety improvements or ESG report-
ing gets diverted to cover software setup, customizations, or 
post-launch support. 

Delayed ROI: If implementation drags on, the benefits you 
planned for, better data, faster inspections, and improved com-
pliance, don’t show up on schedule. That makes it harder to 
justify the investment to leadership or secure future funding for 
other safety initiatives. 

Projects stall or fail completely: In some cases, the system 
never reaches full adoption. Teams lose momentum. Data 
entry falls behind. Reports remain incomplete. When the proj-
ect fails to deliver value, trust in the team, and the software 
suffers.

What To Do Instead 
Request a full 3–5 year cost estimate: Don’t settle for a one-
year quote. Ask vendors to show you what the system will cost 
over multiple years, factoring in user growth, new features, and 
possible expansion. Include both fixed and variable costs. 

Include all fees: licensing, implementation, training, support, 
add-ons: Break it down. Will you need a paid onboarding 
package? Is technical support included, or billed hourly? Does 
training come with the license, or as a separate module? Look 
out for per-user fees, especially if your workforce is seasonal or 
growing. 

Estimate growth, more users, more data, more facilities: As-
sume your team will grow. Even if you’re not adding locations 
today, build in the flexibility to scale. That way, you avoid being 
caught off guard when the licensing model or system limita-
tions force an expensive upgrade. 

Factor in productivity savings and risk reduction: It’s not just 
about cost. A smart investment should reduce manual work, 
shorten audit prep, or speed up incident response. Those 
efficiency gains add value over time and should be part of your 
ROI calculation. 

Ask: What will this cost us, not just to buy, but to own?: Own-
ership includes every step: selecting, implementing, training, 
supporting, upgrading, and scaling. Make sure your budget 
reflects the full picture, not just the price on the proposal. The 
right tool is one you can afford to use fully, not just license and 
leave behind. 

Underestimating the 
True Cost

A system may check every feature 
box, but if it’s hard to use, your team 
won’t use it. Clunky tools that feel 
disconnected from real workflows 
get ignored, especially if end users 
weren’t involved in the buying 
process. 
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With all five gaps addressed, the next step 
is choosing a solution that helps you stay 
ahead, not just keep up.



About HSI

HSI is a leading software platform provider that integrates EHS, training, 
compliance, and operational risk management solutions. Its cloud-based, 
AI-enhanced platform combines intelligent workflows with proprietary 
content and data to help organizations proactively manage risk, ensure 
regulatory compliance, and drive operational excellence. The HSI platform 
unifies essential safety functions including incident reporting, audits and 
inspections, compliance tracking, hazard observations, training, contractor 
and competency management, and safety meetings into one intuitive 
system.

For more information, visit hsi.com

How HSI Helps You Avoid  
These Pitfalls 
Choosing the right safety and compliance software isn’t just about features, it’s about finding a solution that 
fits your team, supports your goals, and grows with you. That’s where HSI comes in. We don’t just provide 
tools. We help you avoid common software buying mistakes by focusing on what works in the field. 

Here’s how HSI supports a smarter, safer buying decision: 

Goal-First Discovery: We start by learning how your team works and what you need to improve, not by pitching 
features. Then we match you with the right tools from our EHS System, LMS, and more. 

Connected by Design: HSI integrates with your existing systems, including HRIS and ERP platforms like 
Workday or SAP. Our implementation team helps ensure clean data migration and smooth setup from day one. 

Built for Real People: With over 5,000 mobile-friendly courses and an interface designed for both field and 
office teams, our tools make safety and training easier to manage and easier to use. 

Scalable and Modular: Start with what you need now. Add what you need next. From safety training to incident 
tracking to AI-driven hazard detection, our platform grows with you. 

True Cost Transparency: We’re upfront about pricing and support. Our AI suite, HSI Intelligence, is built into the 
platform at no added cost, so you can get more without paying more. 

Smart software decisions don’t happen by accident. They’re the result of clear goals, practical planning, and 
choosing a partner that puts your needs first.  

Ready to choose safety software that works now and in the future? Our team will walk you through what to 
look for, what to avoid, and how HSI can help you build a solution that fits your needs from day one. 

Schedule your personalized demo today. 

http://hsi.com/
https://hsi.com/solutions/compliance-and-safety-software
https://hsi.com/solutions/learning-management-system
https://hsi.com/solutions/ehs-environmental-health-and-safety/ehs-data-visibility
https://hsi.com/courses
https://hsi.com/solutions/ehs-environmental-health-and-safety/ehs-configuration
https://hsi.com/solutions/hsi-intelligence
https://goto.hsi.com/contact-us-today

