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Executive Summary
Continuous Improvement is  
at an inflection point.
In knowledge environments, CI leaders 
are under more pressure than ever to 
demonstrate results. Margins are tight, AI 
adoption is accelerating, and stakeholders 
want evidence. Yet many organizations find 
themselves stuck: they have data, but not 
the right kind. They have dashboards, but not 
answers. They have CI programs in name, but 
not in practice.

This is the CI confidence gap.

The issue isn’t effort. It’s the distance 
between activity and evidence.

Most CI programs are built on activity: 
dashboards, metrics, and reporting that 
describe what happened. But they fall short 
of evidence: insight that explains why it 
happened, where variation exists, and what to 
do next. Without that shift, leaders hesitate, 
teams disengage, and decision makers hold 
back. Progress stalls because confidence 
never forms.

Leaders don’t trust their measurement tools 
to show what’s really happening. Teams don’t 
trust that improvement initiatives won’t be 
used against them. Management doesn’t 
trust that recommendations will stand up to 
scrutiny. The result is a deficit of confidence  
at every level.

This report argues that closing the confidence 
gap requires a fundamental shift from 
merely collecting activity data, to using both 
quantitative and qualitative evidence in detail 
that supports positive change.

The solution is process intelligence: the ability 
to understand how work actually happens, 
at a granular level, with human context intact 
and reflected in strategic choices. 

Process intelligence produces insight that 
is built collaboratively, defensible under 
scrutiny, and oriented toward enabling people 
to do better work, not simply less of it. It turns 
measurement into something leaders can  
act on, teams can trust, and stakeholders  
can back.

This report is written for CI leaders who 
believe improvement requires explanation, 
not just observation, and who want evidence 
that can stand up to scrutiny from all of their 
stakeholders.

“CI has always been 
about improving 
how work gets 
done. What’s 
changing is our 
ability to finally see 
that work clearly — 
and act on it with 
confidence.
Robert Aird, President, OpScope

“
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Ask most CI leaders what they need and 
they’ll say the same thing: better data. More 
insight equals clearer visibility into what’s 
actually happening across their teams.

But when looking at what’s happening 
in practice, a different picture emerges. 
Organizations are not short of data — they 
have dashboards tracking cycle times, 
utilization rates, and SLA compliance. They 
have annual reviews, pulse surveys, and 
performance management systems. They 
have more measurement infrastructure than 
at any point in history.

And yet CI programs continue to underdeliver. 
Recommendations don’t land. Initiatives stall. 
Teams disengage. And leaders lose credibility 
with stakeholders who wanted results and 
receive reports instead.

The problem isn’t data volume. It’s the quality 
of evidence — and the lack of trust without it.
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The CI Confidence Crisis
01.

CI has a confidence problem at three levels.

 

1. Management lacks confidence 
in their measurement tools: they 
know the dashboards are telling them 
something, but they suspect it isn’t the 
whole story. 

2. Teams lack confidence in the 
purpose of measurement: they’ve seen 
‘efficiency programs’ before, and they 
know what they usually mean. This 
suspicion can encourage resistance, 
data manipulation and biases, and 
temporarily alter behavior to skew 
results.  

3. Senior leaders and decision-makers 
lack confidence that CI insights are 
defensible enough to act on. Strategic 
decisions require precision, not 
estimates. 
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1. The CI Confidence Crisis 

These three trust deficits are connected. Fix one, and the others become easier. Ignore them,  
and no amount of additional data will move the needle.

The work that matters most in a knowledge environment — the judgment calls, the informal 
coordination, the knowledge that exists only in people’s heads — is precisely the work that most 
CI tools are least equipped to capture. It’s not captured by traditional tools, and requires active 
and elective contribution by teams in order to surface tacit knowledge that can inform better 
strategy. 

This report is about confidently closing that gap.

Confidence Problem at Three Levels

Managers Teams

Lack of confidence in 
measuring tools

Continuous Improvement

Leaders

Lack of confidence 
around why tasks are 

being measured

Lack of confidence that 
the insights are reliable 

and defendable

Wasted time and effort 
conducting studies when 

already time-poor

Fear of cuts or 
redundancies off the 

back of findings

Reputational damage 
from failed improvement 

activity


