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Why I Wrote This Book

The organisations I have worked with rarely lacked intelligent people, effort or technology.

They had experienced leaders, skilled specialists, documented procedures, modern systems, external advisers, recognised standards and dashboards filled with data. On paper, many of them appeared well managed. Yet the same failures returned. Projects slipped. Employees created workarounds. Audit findings were closed and later reappeared in another form. Suppliers delivered the contracted activity without producing the expected result.

The problem was usually not that nobody cared. It was that the organisation had no reliable connection between what leaders expected, how work actually happened, what the evidence revealed and what changed as a result.

That gap is why I wrote this book.

One problem, seen from different perspectives

I have spent more than two decades working across technology, business, government and academia. I began close to the frontline of technical operations, where the consequences of a weak process are immediate: a customer waits, an employee searches in the wrong place, and a preventable error becomes another case to review later.

I later founded and led international IT organisations serving businesses across Europe. Our work has included managed operations, cybersecurity, digital transformation, compliance and organisational improvement. I have seen the same challenge inside manufacturing companies, logistics operations, professional-services firms, healthcare environments, growing small businesses and public institutions.

The scale changed. The language changed. The pattern did not.

As a Member of the Bulgarian Parliament and later as Deputy Minister of Electronic Governance, I encountered the pattern from another direction. Public-sector transformation involves legislation, policy, procurement, technology, administration and citizens - often across several institutions at once. A requirement can be formally correct and still fail when it meets the full chain of execution. A project can satisfy its reporting obligations while leaving the underlying public service unchanged.

That experience also taught me that institutional performance is judged through communication as well as results. Research on organisational reputation treats reputation as the accumulated judgement stakeholders form from an organisation’s conduct and performance over time. That judgement is shaped not only by success, but also by the way the organisation responds when something goes wrong (Fombrun and Van Riel, 2004; Coombs, 2023).

If we take a cyber incident as an example, it can be more than a technical event. It can also be an operational disruption, a communication challenge and a test of institutional trust. The incident tests whether a public institution can recognise reality, coordinate its response, separate verified facts from assumptions, communicate uncertainty honestly and demonstrate that the underlying cause has been corrected.

In public administration, the consequences can extend beyond the institution where the incident began. Citizens do not necessarily experience ministries, agencies, contractors and shared digital systems as separate parts of government. A failure in one critical public service can therefore influence confidence in the state more broadly. OECD research frames trust in public institutions through both competence - including reliability and responsiveness - and values such as openness, integrity and fairness (OECD, 2023).

Restoring the service and rebuilding justified trust are therefore not separate tasks. They are two outcomes of the same response process. Communication cannot compensate for a process that remains broken, but without accurate, transparent and accountable communication, even a technically successful recovery may fail to rebuild confidence. In TRACES terms, the cycle is not closed until both the underlying cause and the evidence visible to affected stakeholders have been addressed.

Glossary: TRACES.

Teaching cybersecurity, digital transformation and information technologies at technical universities added another perspective. We are good at teaching disciplines, tools and technical answers. The harder lesson is how to connect them into a system that remains effective after the expert leaves the room.

These different roles were not separate careers so much as different observation points. From each one, I kept seeing organisations manage the visible objects around work while struggling to control the way the result was actually produced.

The procedure existed, but people could not follow it under real operating conditions.

The standard was implemented, but its list of controls had become the project roadmap.

The technology was installed, but the workflow it automated had never been stabilised.

The dashboard was green, but employees were losing hours to rework.

The audit action was closed, but the same failure returned.

Everyone could demonstrate that they had performed their part. Nobody could demonstrate that the result was reliably under control.

Why the gap is easy to miss

Leaders need requirements, policies, standards, measurements, contracts and reviews. This book is not an argument against any of them. They allow organisations to coordinate, assign responsibility and make performance visible.

The difficulty is that they are more visible than the operation itself. A requirement can be signed. A certificate can be displayed. A score can be placed on a dashboard. A corrective action can be marked complete.

Operational reality is less tidy. It is distributed across departments, systems, decisions, handovers, exceptions and informal knowledge. It often becomes visible only when a customer waits, an employee creates a workaround or a result fails.

This difference between visible management activity and the mechanism producing the result is easy to overlook. It is also where the book’s investigation begins. Chapter 1 will give that gap a name.

From recurring frustration to a method

The Process of Things began as a practical response to that frustration.

I did not set out to invent another management vocabulary. I was trying to answer a recurring set of questions:

	 What result does the organisation actually need?

	 Does the stated requirement survive contact with frontline reality?

	 Have the actions been designed backward from that result, or copied from a standard, supplier or earlier project?

	 Does normal execution generate evidence that can support a decision?

	 Are we reacting to symptoms, or have we identified a credible upstream cause?

	Will the improvement remain effective when the people, workload or technology change?


Across different engagements, the same sequence kept proving useful. First, identify and test the requirement. Then define the route and the actions needed to achieve it. Design the process to generate measurable evidence. Analyse that evidence for patterns and causes. Finally, improve the process and embed controls that preserve the gain.

That sequence became The Process of Things Method.

The phrase process of things is deliberate. Organisations are usually divided into functions, systems, suppliers and projects, but outcomes do not respect those boundaries. A result is produced by many things acting together: a requirement, a decision, a person, a handover, a tool, a rule, a data point, an exception and a control. The weak point is often not inside any one component. It is in the relationship between them.

The practical framework for applying The Process of Things Method is TRACES. TRACES contains five operating phases and one standing check:

	 T - The Target Lock: convert expectations into an explicit result and allow operational reality to challenge it.


Glossary: Target Lock.

	 R - The Results Route: design processes, responsibilities and actions backward from that result.


Glossary: Results Route.

	 A - The Activity Signal: make normal work generate relevant, comparable evidence.


Glossary: Activity Signal.

	 C - The Causal Read: use the evidence to identify patterns, deviations and credible underlying causes.

	E - The Embedded Gain Loop: implement improvement, verify its effect and build control into normal execution.


Glossary: Embedded Gain Loop.

S — The Sustainment Check is the standing check around the five operating phases. It is not a sixth phase. It tests whether embedded control continues to hold as conditions, workload, people and technology change. If it no longer holds, the evidence reopens TRACES at the earliest phase required.

Glossary: Sustainment Check.

Together, the five operating phases of TRACES move an organisation through a complete transformation:


[image: ]

Figure 1 — TRACES operating architecture: five operating phases within the standing Sustainment Check


Ambiguity → Route → Evidence → Insight → Controlled improvement

TRACES is not a checklist that declares success when five boxes have been marked. It is a closed loop. What is learned in later phases may force the organisation to revise the route or even challenge the original target. That is not a failure of the method. It is how a process stops defending assumptions and starts learning from reality.

Glossary: Closed loop.

What control means in this book

The central argument of this book is simple:

Control is not the amount of management activity surrounding a process. Control is the process’s demonstrated ability to produce the intended result, reveal meaningful deviation, correct its causes and sustain the improvement.

This is a more demanding definition than procedural compliance or periodic review. It requires a connection between reality, evidence and action.

It also changes the role of leadership. The leader’s job is not to know every operational detail or personally correct every deviation. It is to ensure that the organisation can discover what is true, distinguish symptoms from causes, choose among alternatives and carry what it learns back into the work.

That matters even more as organisations adopt more automation and artificial intelligence. Powerful technology can increase capacity, but it can also scale ambiguity, accelerate a poor decision and make a broken workflow harder to question. The more efficiently a system executes the wrong design, the less visible the original mistake may become.

Technology can automate a route. It cannot decide whether the route leads to the right destination.

Who this book is for

I wrote this book for leaders who are accountable for operational change but cannot afford to confuse motion with progress.

You may be a CEO asking why the same problem returns after every corrective action. You may be a COO whose performance indicators look healthy while employees struggle with exceptions and rework. You may lead IT or cybersecurity and find yourself accountable for a collection of tools, suppliers and findings that has never been converted into a coherent improvement route. You may be responsible for quality, compliance, transformation or public administration and suspect that the organisation is managing the evidence around the process more successfully than the process itself.

You do not need to be a process engineer. You do need to be willing to test comfortable assumptions.

The method applies to organisations of different sizes because complexity is not simply a matter of headcount. A small company with one critical supplier, several cloud systems and knowledge concentrated in two people may have fewer employees than a government project, but it can be just as dependent on the quality of its connections.

How the book will proceed

The book proceeds in five parts.

Part I — See the Real System exposes the gap between visible management activity and genuine operational control.

Part II - Define and Design the Result moves from an initial request to a tested target and an executable route, including the discipline required to keep technology in service of the work.

Part III - Make Evidence Useful shows how measurement can represent the real system and make alternatives comparable enough to improve a decision.

Part IV - Close the Control Loop turns patterns into tested causal explanations and supported improvements into normal operating conditions.

Part V — Apply and Scale demonstrates TRACES end to end through Cybersecurity Index X (CSI-X), before guiding you through a first bounded TRACES cycle of your own. CSI-X is a cybersecurity assessment and improvement model that we developed through practical client work. It combines evidence from technical tools, configuration reviews, documents, interviews and tests with organisation-specific context— including which systems, services and assets the customer considers critical. Its evaluation model is independent of any single tool’s scoring system, allowing findings from different sources to be compared and converted into practical priorities. CSI-X appears in this book as a concrete example of how TRACES can turn a broad ambition such as ‘improve cybersecurity’ into a defined target, an executable route, comparable evidence, causal priorities and sustained improvement. Chapter 9 explains how it was created and shows the complete application, including its formulas, evidence model and practical results. CSI-X has produced measurable results in the cases presented here, but it is not yet claimed to be a scientifically validated cross-industry benchmark. Its purpose in this book is to demonstrate the method—not to suggest that cybersecurity can be reduced to one universal percentage.

Glossary: CSI-X.

The cases come from my experience across business and government. Identifying details have been removed or generalised where necessary, while the operational patterns and measured outcomes have been retained. They are practical evidence, not a claim that every organisation will produce the same percentages under different conditions.

In the final chapter, you will choose one live process and run a first TRACES cycle of your own. The objective is not to redesign your entire organisation in a week. It is to take one recurring failure, expose the assumptions around it and produce one measurable improvement that can be sustained.

An invitation to look again

Most recurring failures do not survive because organisations are indifferent. They survive because the response to them has become familiar.

The meeting is held. The report is produced. The employee is reminded. The finding is closed. The supplier is changed. The dashboard is refreshed.

Then the failure returns, wearing a slightly different name.

This book asks you to pause before adding the next layer around it. Look instead at the complete mechanism. Ask whether the target is real, whether the route can produce it, whether the evidence changes a decision, whether the cause has been tested and whether the improvement has become part of the work.

Every organisation is built on processes, whether those processes were deliberately designed or merely accumulated. Every process can be understood. Every process can generate evidence. And every process that can be understood and measured can be improved.

The first step is learning to recognise when control is present - and when only its appearance is.




About the Author

Blagovest Kirilov is a technology executive, entrepreneur, cybersecurity strategist, university lecturer and former public official.

For more than two decades, he has worked across IT operations, managed services, digital transformation, cybersecurity, compliance and organisational improvement. He has founded and led international IT organisations serving businesses across Europe and has advised leaders in private companies and public institutions on how to turn complex requirements into workable operating systems.

Kirilov served as a Member of the Bulgarian Parliament and as Deputy Minister of Electronic Governance. Those roles gave him direct experience of transformation where legislation, procurement, administration, technology and public value must meet in one execution chain. He also lectures in cybersecurity, digital transformation and information technologies at technical universities.

The Process of Things Method and the TRACES Framework grew from the recurring pattern he observed in all of these settings: organisations often manage procedures, projects, tools and reports more successfully than they control the result those instruments are meant to produce.

His work focuses on closing that gap - making operational reality observable, decisions defensible and improvement capable of sustaining itself after the project ends.




INTRODUCTION

From Proxy Control to Measurable Control

Most of what we experience as an event is only the visible moment of a process. A missed deadline, a failed control, a customer complaint, a political decision or even a personal habit may appear suddenly, but each has an upstream history: conditions, choices, actions and signals that made the result more or less likely. Events are what we notice. Processes are what produce them.

Measurement makes management possible; it does not make it automatic. A number becomes useful evidence only when it is connected to a target, an underlying process, a plausible cause and a defined response. The outcome of a project is therefore strongly shaped by how well its critical processes are designed, observed, interpreted and improved.

This principle is not limited to business. It applies wherever intention must become dependable action - in personal life, organisations, public administration and politics. The Process of Things begins with a simple proposition: if we want to change an outcome, we must understand and improve the process that produces it.

The old management reflex is understandable: define a requirement, assign work, monitor activity and close the action. When the same problem returns, add another control around it.

The difficulty is that each of those steps can be completed while the result remains unchanged.

An implemented solution is not necessarily a solved problem. A process is under control only when the organisation can show how the intended result is produced, detect a meaningful deviation, explain the mechanism behind it, change that mechanism and preserve the gain.

This book calls the weaker condition proxy control. Proxy control appears when a visible representation of the work - a procedure, score, certificate, project status, supplier report or completed action - is treated as proof that the underlying result is controlled.

Glossary: Proxy control.

Proxies are not useless. Organisations need them. The mistake is allowing the representation to become the reality it was meant to describe.

You do not control a process by managing the work around it. You control it by designing the process to reveal and correct itself.

TRACES provides both the framework and its five-phase operating sequence.

T - The Target Lock

The first request is treated as a hypothesis, not an unquestionable destination. Expectations are converted into an explicit result, scope, success condition and guard condition. Operational evidence is allowed to correct the target before the organisation invests in the wrong solution.

Output: a target that has both authority and operational validity.

R - The Results Route

The organisation works backward from the required result and then sequences forward through the real operation. Responsibilities, decisions, inputs, hand-offs, dependencies, exceptions and tools are arranged as a route to the result rather than as a list of disconnected actions.

Output: an executable route hypothesis.

Glossary: Route hypothesis.

A - The Activity Signal

Normal work is designed to generate evidence with a defined meaning. Tools may collect observations, but the organisation defines applicability, coverage, context, confidence and the decision the evidence must improve.

Glossary: Applicability.

Output: a signal capable of changing a real decision without becoming the new proxy.

C - The Causal Read

Patterns and correlations identify where to investigate. A cause earns confidence when the organisation can explain the mechanism, change it safely and observe the predicted effect while a guard signal remains intact.

Glossary: Guard signal.

Output: a tested causal explanation, including what remains uncertain.

E - The Embedded Gain Loop

A supported improvement is built into normal work through the lightest reliable mechanism: a default, decision rule, required input, role, permission, gate, evidence trail, review point or reopening trigger. The process becomes capable of carrying the gain forward and challenging its own assumptions when conditions change.

Output: an improvement that no longer depends on project attention or personal memory.

These phases are not a staircase. Later evidence may reopen the route or challenge the target. That movement is a feature, not an embarrassment. A method designed to learn must be able to revise its own first answer.

The chapters use cases from technology, cybersecurity, professional services, manufacturing and government because the method is not tied to one industry. The cases provide practical evidence within their stated boundaries. They are not universal experiments, and the percentages are not promises. Their role is to make the reasoning inspectable.

Read the book once for the complete argument. Then return with one recurring process in mind. Mark the point where your organisation substitutes a management object for the result, where evidence becomes available, and where a safe intervention could test the accepted explanation.

The shift at the centre of the book is not from less management to more management. It is from managing through proxies to engineering a closed loop between reality, evidence and action.
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