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The gap between collecting field data and being able to use it is not new. For many, that

condition was business as usual. Today? There’s a price to leaving the gap open. Multiple
shifts have arrived at once, and they have turned a long-tolerated inefficiency into a

measurable cost.

FIVE MARKET SHIFTS MAKING FIELD INTELLIGENCE NECESSARY

1 The data exists. Very little of it can be deployed.

2 The tools work well, but not well together.

3 Al has multiplied the price of messy data.

4 Expertise is leaving faster than it is being captured.

5 Service is becoming a business, and businesses run on proof.



= 1 - BY THE NUMBERS

A long-tolerated gap,
now a measurable cost

Most field organizations are rich in data but short on operational intelligence. Technicians complete forms, log
asset conditions, and close out work orders all day, yet that data rarely goes beyond documentation, let alone
shapes the next decision. Field intelligence is the operational capability that closes that gap, turning what

happens in the field into something that directs how service itself is delivered.

60/ of field service leaders describe their field data as J,1l:],X:[1F:1[13%

EL G TS OTCUATEEY B in analytics and Al

63% 48%

say siloed field data is the biggest barrier to cite legacy integration as the biggest barrier to

getting strategic value from it. value from technology investment, yet only 3%
make integration a top investment priority.

o /
60% $50B

of Al projects lacking Al-ready data will be a year is what unplanned downtime costs
abandoned through 2026, Gartner predicts. industrial manufacturers, according to Deloitte.

2, [ @
1.9M 17%

US manufacturing jobs could go unfilled through 2033. of service organizations run as a profit center
with full P&L accountability.

Figures from The State of Field Service in 2026 and Managing a Mobile Field Service Workforce (2026) unless otherwise noted.
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SHIFT 01
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The data exists. Very little of it can be deployed.

Mobile technology is no longer the bottleneck. FSM
mobile apps, GPS tracking, and field-side diagnostics
are in wide use across large service organizations, ac-
cording to Managing a Mobile Field Service Workforce,
a 2026 survey of 100 field service leaders. These tools
deliver gigabytes of field data to the back office every
single day. What has not kept pace is the quality of
that data. Only 6% of leaders describe their field data
as high quality, well structured, and actively used
in analytics and Al. Most (566%) call it adequate but
inconsistently captured, and another 29% say it is

fragmented across systems.

The result is an operation that records a lot but does

not actively learn much. Sixty-three percent of leaders

HOW LEADERS RATE THEIR FIELD DATA

6%

Adequate but inconsistently captured

High quality and actively
used

Fragmented across systems

High quality and actively used
@@

name siloed field data as the biggest barrier to ex-
tracting strategic value, while 53% say their current
platform captures data but does not generate insight

from it.
And that increasingly tangible gap has a price. Gartner

estimates that poor data quality costs organizations
an average of $12.9 million a year. In field service, that
doesn’t appear as a single line item that can be easily
identified and then eliminated with a stroke of a pen. It
shows up as technicians re-keying notes at the end of
a shift, office staff chasing missing details needed to
invoice the job, and managers deciding on last week's
information. Leaders in the same survey describe ex-
actly these hidden costs: delayed updates, manual

workarounds, and reporting errors.

Siloed data is the
biggest barrier

Platform captures
data, no insight

Average yearly

cost of poor
data quality, per

organization
(Gartnenr)
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SHIFT 02
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The tools work well, but not well together.

Service organizations have assembled point solutions
that on their own are remarkably capable. The problem
is field service cannot be run on just one. The multi-
platform solution is an operational reality that few ven-
dors truly address. In fact, only 8% report a fully inte-
grated telematics and FSM system, while 56% run
telematics tools that are not connected to their FSM
platform at all. Legacy system integration is the single
biggest barrier to realizing value from technology in-
vestment, cited by 48% of service leaders in The State

of Field Service in 2026. With integration and interop-

erability between systems ranking last among invest-
ment priorities at 3%, this issue is not getting resolved

any time soon.

Organizations feel the disconnect and its associated
costs, yet budgets keep flowing to new tools that will
only further compound the problem. Every disconnect-
ed system becomes another place where field data
must be re-entered, reconciled, or abandoned. One
practitioner described the pattern as “throwing over
the wall”: data is captured in the field but never reach-

es the teams who need it most.

)
8%
Telematics and FSM fully
integrated

0,
56%
Telematics not connected to
FSM at all

SHIFT 03

48%

Say integration is the biggest

0,
3%
Make integration a top

barrier priority

Al has multiplied the price of messy data.

Al has moved past experimentation in field service.
More than eight in 10 organizations now take a formal
or strategic approach to adoption, though only 15%
have adopted it extensively. But Al performs only as
well as the data that powers it. As a result, 73% of or-
ganizations have yet to deploy effective agentic Al, in-
cluding 41% who outright describe their agentic tools

as not effective.

Across industries, Gartner predicts that through 2026,
organizations will abandon 60% of Al projects unsup-
ported by Al-ready data. Messy field data used to cost
an organization its reporting accuracy. Today, it costs
the return on every Al investment built on top of it: the
licences, the integration work, the change manage-
ment, and the year spent only to discover the project

was never going to work.

)
83%
Formal or strategic approach
to Al

15%

Have adopted Al extensively

o,
13%
Yet to deploy effective
agentic Al

(-}
60%
Al projects without Al-ready
data abandoned (Gartner)
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SHIFT 04
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Expertise is leaving faster than it is being captured.

The skilled workforce that keeps service running is
shrinking. Deloitte and The Manufacturing Institute
project that US manufacturing alone could need as
many as 3.8 million new workers between now and
2033, and that 1.9 million of those jobs could go un-
filled. In service, workforce capacity constraints and
technician shortages are a top barrier to growth for
45% of leaders. This is further complicated when cap-
turing and redeploying technician knowledge can’t be

done effectively, a challenge cited by 43%.

WHAT THE RECORDS HOLD - OUTCOMES

Work orders - Parts usage - Resolution codes

SHIFT 05

The problem is not a lack of records. Most organiza-
tions can point to years of work orders, parts usage,
and resolution codes. What those records hold is out-
comes. What leaves with a veteran technician is judg-
ment: what they checked, what they ruled out, and
why. Every departure costs diagnostic speed, paid for
in longer time on site, more repeat visits, and more es-
calations while newer technicians relearn what the vet-
eran already knew. Unless that reasoning is captured
as structured data while the people who hold it are still

on the job, no Al model can learn it.

WHAT LEAVES WITH A VETERAN - JUDGMENT

What they checked - What they ruled out - Why

Service is becoming a business,
and businesses run on proof.

Service leaders are being asked to grow revenue while
simultaneously containing cost. But only 17% run ser-
vice as a profit center with full P&L accountability.
Forty-four percent are prioritizing revenue from ser-
vice avoidance through proactive and predictive main-
tenance. A smart approach, until you realize that this

model only works when an organization can credibly

show what it prevented. And 46% say they struggle to
The cost here is revenue left unclaimed. Outcome-
articulate and demonstrate service value to customers.
based service is priced on evidence. An operation that
cannot prove its uptime, its first-time fix rate, or the
failures it avoided will have a tough time justifying
what they charge. Field intelligence is where that evi-
dence comes from: a verified, structured record of
what was done, what was found, and what changed as

a result.

17%

Run service as a profit center

44%

avoidance

Prioritize revenue from service

46%

Struggle to demonstrate service value
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What the gap m

Taken together, these pressures add up to a cost most organizations never see in one place.

3 Downtime. A Productivity.

According to Deloitte, unplanned downtime Deloitte estimates that well-executed predictive
costs industrial manufacturers an estimated $50 maintenance can raise labor productivity by 5 to
billion a year. The industry-proven solution has 20%. Across its own customer base, TrueContext
been predictive maintenance, with organizations sees organizations that tighten the loop between
reporting 53% less unplanned downtime. The field execution and feedback improve

issue? Prediction depends on condition data productivity by 10 to 15%, which adds service
captured consistently in the field. Without capacity without adding headcount.

it, organizations stay reactive and absorb

the difference.

Data and Al ;’@ Knowledge.

Poor data quality averages $12.9 million a year Every retirement takes judgment that was never
per organization, and most Al projects built on recorded. The cost arrives later, as slower
unready data will not survive. Both costs are felt diagnosis and repeat visits, long after the
across the business long before a single insight technician has left.

reaches the field.

THE TAKEAWAY

@ Revenue.

With 83% of service organizations still outside common root: service activity captured as
full profit-center accountability, the largest cost structured data at the point of work, connected

may be the revenue they cannot yet prove they to the systems that run the business, and
returned to the field as guidance for the

Field intelligence addresses all five at their

have earned.
next job.
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What is (al
field intelligence?

Ve

DEFINITION

.~ The ability to turn raw field data, collected through service interactions between
assets, sites, customers, and technicians, into signals that prompt optimization-

oriented actions.

field intelligence ... /dmienazons

PuT simpLY Learning from your own fieldwork to make every job smarter than

the last.

What does field intelligence do?

It extends visibility of past and present field activity
into foresight, allowing operations leaders to predict
and influence what comes next.

It emerges from an unbroken intelligence value chain
starting from the moment of work, all the way to the
office and back to the next service visit. Data is cap-
tured, analyzed, and applied to the operation itself, im-
proving all aspects of service, from data collection to

customer experience.

2 - WHAT IS (AND ISN'T) FIELD INTELLIGENCE?

What does field
intelligence enable?

Field intelligence enables optimization through
iteration. Insights govern what, where, and how
improvements are made across all aspects of the

service operation.

1 Sharper technician workflows and business
processes

2  Better-timed maintenance windows
3 More precise resource allocation
4  Higher asset uptime and performance

& Greater customer satisfaction
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What does field intelligence
look like on the ground?

° A technician logs corrosion on a pump as structured data.

° The same finding surfaces on four sister pumps of the same model.
° The inspection interval for that model changes.
i 4 Replacement parts are ordered before anything fails.

5 The next technician arrives with the right part and an updated checklist.

THE TAKEAWAY

That sequence, from one
observation to a changed

operation, is Rl RGN TEEEL

10



2 . WHAT IS (AND ISN'T) FIELD INTELLIGENCE?

What it is not

@ Field data @ NOT

~z==

These are raw observations and records that, through
the correct application, generate intelligence, but are not

intelligence per se.

Visibility or reporting @ NoT

Reporting tells you what happened through dashboards
and documentation. Field intelligence uses what

happened to predict and shape what happens next.

Automation @ NOT

Automation executes predefined actions. Field
intelligence informs what those actions are and how they
evolve.

TRUECONTEXT

Data capture method or tool @ NoT

Information is what fuels intelligence, but data capture
alone does not automatically create it.

Analytics @ NOT

Analysis can reveal patterns. Intelligence operationalizes

those patterns through action and iteration.

\9) Al o NoT
Al can be a mechanism for generating field intelligence,
but the latter encompasses the entire value chain from
data to action.

What powers field intelligence

Clean, structured data is the one thing field intelligence cannot exist without. Everything else in the loop —

connecting data to the systems of record, analyzing it, surfacing patterns, acting on it — depends on field activity

being captured in a consistent, complete, standardized form at the point of work.

THE PRECONDITION

In field intelligence, structure
is the precondition, not a
feature.

Unstructured data can be stored and filed,

but it cannot be compared, routed, or trusted

enough to act on.

CAN IT BE... UNSTRUCTURED STRUCTURED
Stored and filed v v
Compared v
Routed v

Trusted enough to act
on

n
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How field intelligence differs from other
field service technology platforms

PLATFORM
@ Field service
management (FSM)

Enterprise asset
management (EAM) /
CMMS

%

Enterprise resource
planning (ERP)

CRM and customer
service platforms

@ EHS and compliance
software

@ Workforce
@ ® management

Mobile forms and
data collection

€,

B Business intelligence
G @

loT and asset
telemetry

BUILT TO

Schedule, dispatch, and
track jobs and technicians

Maintain the asset register,
maintenance schedules, and
work order history

Run finance, inventory,
procurement, and billing

Manage accounts, cases,
contracts, and customer
history

Manage safety programs,
incidents, audits, and
regulatory reporting

Plan capacity, skills,

schedules, and labor

Digitize paperwork and
capture field inputs

Model and visualize data
already in the warehouse

Stream sensor and machine

data from equipment

WHERE FIELD INTELLIGENCE FITS

FSM runs the logistics of work: who goes where, and when.
Field intelligence is the data and insight layer that makes
each job smarter. It feeds FSM rather than replacing it.

EAM knows what an asset is and when it is due for service.
Field intelligence captures what technicians actually find on
site in the real world, in structured form, so asset records
reflect real conditions rather than a closed ticket.

ERP records the transaction that follows the work. Field
intelligence captures the work itself, so parts, hours, and
outcomes arrive as accurate data that does not require re-
keying field notes.

CRM holds the customer relationship. Field intelligence
supplies the evidence of what happened on site, giving
service and account teams a factual record of every visit.

EHS manages the program. Field intelligence captures
inspections, permits, and safety checks at the point of work,
providing auditable records that flow into EHS.

Workforce management treats people as resources to
allocate. Field intelligence shows how the work went: what it
required, where it ran long, and what changed the outcome.

Collection is step one, not the finished product. Field
intelligence structures that data for reuse, connects it to the
systems of record, and acts on it.

Bl analyzes whatever it is handed. Field intelligence
produces the clean, structured field data Bl needs for
accurate modeling and closes the loop back to the field

instead of stopping at a dashboard.
Telemetry captures what the machine reports. Field

intelligence captures what the person observes and does,
and fuses both into the record of the job.

12



2 . WHAT IS (AND ISN'T) FIELD INTELLIGENCE?

From service organization
to learning organism

AN ORGANIZATION

An organization is a collection of departments
and systems, each doing its own work and
passing information along when it has to.

TRUECONTEXT

AN ORGANISM

An organism works differently. Its parts sense

what is happening, share it inmediately, and
adjust together.

Field intelligence gives an operation that quality: what one part learns in the field, every

other part can use.

Field intelligence does not ask an organization to rip
out the systems it depends on. Instead, it works across
them. In one sense, it subsumes these systems. The
record it builds for each job draws together informa-
tion from all relevant sources — the work order from
FSM, the asset history from EAM, the readings from
telemetry, and the observations of the technician on
site — into a single, structured, and coherent account
of what happened. But what it subsumes is the data
from the systems, not the systems themselves. Each

platform keeps doing the job it was built for.

The relationship runs in both directions. Field intelli-

gence draws on these platforms for context before and

during the work, and returns structured, verified field
data to them afterward. FSM dispatches the job and
receives an accurate record of how it went. EAM sup-
plies asset history and gets back its real-world condi-
tion. Bl receives clean field data, and its findings return
to the field as guidance for the next visit. The more

each system contributes, the more each one gains.

Each platform keeps doing the job it was built for —
and does it better. FSM schedules against real job his-
tory, EAM plans maintenance from actual asset condi-
tion, and ERP forecasts from verified field activity.
That is the return on adding field intelligence: more

value from the systems you already pay for.

13



WHAT IT GIVES
FIELD
INTELLIGENCE
The job, schedule,
assigned
technician, and
customer details

<--'X‘\<--

WHAT FIELD
INTELLIGENCE
GIVES BACK

A complete
job record:
outcome,
time on task,
and any
follow-up
required

WHAT IT GIVES
FIELD
INTELLIGENCE

Asset identity,
service history, and
maintenance plan

L

1

1

1
v

WHAT FIELD
INTELLIGENCE
GIVES BACK

Verified
asset
condition,
readings,
parts used,
and failure
observations

This two-way exchange is what

separates a field intelligence layer

from yet another silo.

2 - WHAT IS (AND ISN'T) FIELD INTELLIGENCE?

WHAT IT GIVES
FIELD
INTELLIGENCE

Contract terms,
entitlements,
parts, pricing,
and account
context

L

WHAT FIELD
| INTELLIGENCE
GIVES BACK

Accurate
billing inputs,
parts
consumption,
and a factual
record of
each visit

=

WHAT IT GIVES
FIELD
INTELLIGENCE

Patterns and
trends across the
operation

L

1

1

1
v

WHAT FIELD
INTELLIGENCE
GIVES BACK

Clean,
structured
field data to
analyze, with
findings
carried back
to the field

2+ WHAT IS (AND ISN'T) FIELD INTELLIGENCE? TRUECONTEXT
L1 (5] two-way [ N[
Context flows in from each system. A structured, verified record flows back out.
D
V ik & -
FSM EAM / CMMS ERP and CRM BI loT and
telemetry

WHAT IT GIVES
FIELD
INTELLIGENCE

Live sensor
readings and alerts

L

1

1

1
v

WHAT FIELD
INTELLIGENCE
GIVES BACK

Human
observation
and
confirmation
that give
sensor data
its context

A silo collects data for itself. A layer makes

every system around it J T4 CIRT {141 G B
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The field intelligence

flywheel

Field intelligence is easy to agree with but hard to visualize. Picturing the model as a flywheel makes the concept

concrete. It has three stages, with each stage feeding the next. Field data is collected, insights are surfaced,

and those insights are put back to work in the field. When the loop closes, every job makes the next one

better. The power of field intelligence comes from completing this loop, reinforced with each stage as it builds

continuous momentum.

Collect better field data

Complete, structured data

captured at the point of work
e

4

Ly

o5

(sTAGE3)
Implement field
optimization

Intelligence fed back into
workflows and processes

3 - THE FIELD INTELLIGENCE FLYWHEEL

&
(X<
AT THE CENTER

Structured
field data

(sTAcE2)
Surface unique insights

Patterns and trends that
would otherwise stay invisible

18
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Every job makes the next one better

At the center of the flywheel is structured field data. Every stage simultaneously depends on and improves it.

1 Collect better field data.

EACH RECORD CARRIES Location Timestamp

This is the foundation of field intelligence. Every job
produces complete, structured, Al-ready data, cap-
tured at the point of service, whether the technician is
online or offline. Each record carries its context: loca-
tion, timestamp, the person who captured it, photos,

and asset details. Technicians are guided as they per-

2 Surface unique insights.

PATTERNS THAT EMERGE Technician performance

Compliance and safety gaps

As structured field data accumulates, patterns, trends,
and intelligence that would otherwise remain invisible
begin to emerge. Think technician performance and
which practices set the best apart, asset health trends
and whether corrective actions worked, first-time fix

and service quality factors, and where compliance and

Captured by

Asset health trends

Photos Asset details

form the work, allowing them to capture data and de-
Better data is not simply more data. It records the out-
liver service that is consistent across crews and sites.

come, but just as important, the reasoning behind it.
What was checked, what was ruled out, and why. This
entire package, containing data points and relation-
ships among them, reaches the systems that run the
business — your FSM, EAM, ERP, and CRM platforms

— without being re-keyed.

First-time fix and service quality

safety gaps are opening. These insights are unique be-
cause they come from the operation's own fieldwork,
evidenced by its proprietary data. No other orga-
nization has them, and no off-the-shelf model can

produce them.

16
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@ Implement field optimization.

More More More
of the right data of the right information of the right steps
This is where field intelligence starts to pay off in tan-  accelerate {ob completion and elevate service g_uality
For many, this is the step they want to immediately

gible ways as it feeds back into action. Field service  are taken. : : j
) jump to without doing the work that makes it possible
workflows are updated, processes are refined, and bot- )
) in the first place. A dashboard that shows a pattern
tlenecks are removed, based on evidence from the

] ) ) ) without changing how work is done is excellent visibili-
field rather than assumptions. More of the right data is

. ) o ) ty, but, at the end of the day, it’s just reporting. Field
collected. More of the right information is delivered _ _ o ]
) . intelligence powers optimized execution on the
to your front liners. More of the right steps that ! ;
ground, produces richer data on the next job, and

keeps the flywheel turning.

QUARTERS TO YEARS

0 X VA LA three speeds

|(
\‘ The same three stages turn at three timescales at once. That is what

o makes the model useful beyond a single job.

\

WHAT TURNS THE FLYWHEEL WHAT IT CHANGES

The technician sees the asset history, Time on site, first-time fix, safety and
On the job

it hdurs recent findings, and the likely fix compliance at the point of work

before starting work

Arrora the Reaet Patterns across jobs and assets Maintenance intervals, parts planning,

base reveal recurring failures and procedure design, repeat visits

Weeks to months inefficient procedures

Accumulated evidence of outcomes Service pricing, outcome-based
Across the operation

Quarters to years shapes strategy contracts, workforce planning,

investment cases

17
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The flywheel in practice

o Collect.

A technician servicing a lift station pump notices early
corrosion on the impeller housing. Instead of writing a
free-text note, they record it as structured data: the

asset ID, the component, a severity rating on a set scale,
LIFT STATION PUMPS
a photo, and the location. The record flows from the

mobile forms app into the asset management system, v 7 v o v

and the work order closes with the finding attached.

Replacement housings ordered

o Surface. before anything fails

Over the following weeks, the same observation appears

. ) RECORDED AS STRUCTURED DATA
on four other pumps: same model, same install year, all in
high-salinity locations. Five pumps serviced by five Azl Fompanant
different technicians look like isolated cases, until field Severity rating  Photo

intelligence reveals a pattern forming. Location

Implement.

pumps reached an
Maintenance shortens the inspection interval for that unexpected failure state

model in those locations and orders replacement

housings before anything fails. The next technician sent
to one of those sites arrives with the asset history, the
right part, and an updated workflow, and what they

record there starts the next turn of the flywheel.

In this scenario, a total of zero pumps reached an unexpected failure state. What made the

difference was that the first observation was F:T TG RS Gl RO R Rl R CX T ETE )
could see, understand, and act on.

18
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Turning momentum into results

Each stage produces specific outcomes and moves specific measures. Together, they allow organizations to

manage the operation based on certain indicators.

STAGE WHAT IT PRODUCES MEASURES TO TRACK

Collect Complete, consistent, attributed records; guided Form completion, data rework, documentation
execution; audit-ready documentation time, audit findings, work-order-to-invoice cycle

time

Surface Visibility into technician performance, asset Repeat failure rate, mean time between failures,
health, service-quality drivers, and compliance variance by crew or site, corrective action
gaps effectiveness

Optimize Bottlenecks removed, process changes driven by First-time fix rate, mean time to repair, repeat

field evidence, compounding operational visits, asset uptime, technician ramp-up time,

improvement service revenue

Why the flywheel

As the flywheel spins, better data produces richer insights, richer insights enable more targeted
improvements to workflows, service processes, and asset management, and better workflows produce
better data. Over time, that cycle shapes how the operation is organized and run.

§ The data layer deepens. (; Al gets smarter.

Every turn adds structured history that belongs to
the operation alone. No competitor can buy it, and it
grows in value as it grows in depth.

@@@, Technicians feed it more.

When technicians see their data come back as useful
guidance, they collect more carefully and willingly.
On the other hand, when they feel monitored or
audited, they give the minimum required to move on
to the next workflow step.

Models trained on rich, consistent field data improve
as that data matures, instead of reproducing the
blind spots of records that only capture outcomes.

The operation becomes harder to
replicate.

Knowledge stays when people leave, creating a
competitive advantage built from years of field
evidence that cannot be copied.

TRUECONTEXT
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How the flywheel loses momentum

A flywheel can only keep its momentum for as long as handoffs between its stages are maintained. In massive field
operations where there are as many gears turning as there are people working, it takes very little to slow down the

intelligence cycle to an eventual halt.

3

o —

Collection after the fact Data that stays in silos

Data entered at the end of a shift is a summary, Records that never reach the systems where
losing critical context and reasoning for steps patterns can be seen cannot produce insight,
taken during the job. however clean or structured they are.

® D’:}’

Insight without action Value that never returns
Dashboards that report patterns without If technicians never see their data return
changing workflows lack one critical step something useful to them as they perform
needed to complete the loop. the work in the field, collection quality and

depth decline.

The maturity model in the next chapter shows where most operations sit today, and what it takes to keep the

flywheel turning.

20
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How ready are yvou
14 field intelligence?

Every field operation sits somewhere on the intelligence spectrum between recording its work and
learning from it. This maturity model maps that journey in five stages. Each has a clearly defined

boundary, so you can see where you stand today, what the next stage looks like, and what it would
take to get there.

+’e* The data threshold
*
**  Where the flywheel starts

STAGE 5

Self-improving

STAGE 4 Every job better
Intelligent

STAGE 3 Patterns surfaced
Structured

Clean, connected
STAGE 2

Digitized
Captured, not
used

STAGE 1
Documented

Records for the
file

Recording the work Running the flywheel: collect, surface, implement
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The five stages

The stages are cumulative. Each one depends on the one before it, which means you can’t skip from just having

records to surfacing operational insights with a flick of a switch.

STAGE 1

Documented.

Fieldwork is recorded on paper, in spreadsheets, or in digital files that copy paper forms. The record exists

to prove the work was done for the customer or the auditor but does little else. Often, the record only
matters from the moment of creation until shortly after. Beyond that small window, it’s never referenced
again. Leaders learn what happened in the field from lagging reports, phone calls, and experience.

© You are here if finding the record of a specific job entails searching a filing cabinet, a shared drive,

or someone's inbox (and not knowing who that someone is).

Digitized.

Paper has given way to mobile forms or an FSM app, so records at the very least reach the office faster.
However, the data inside them is inconsistent: free text notes, optional fields, formats that vary by region or
crew, and records that sit in separate systems. Reports can be produced, but they take manual effort to
assemble. In this stage, the amount of effort to reconstruct might inversely correlate with the confidence
leadership has in the data.

© You are here if your field data is digital, but you would hesitate to compare crews and sites with it,

or to train an Al model on it.

STAGE 3

Structured.

Field data is captured at the point of work in standardized, complete form: required steps, consistent
ratings, photos and readings attached. Each record is time-stamped, located, and attributed, online or
offline. Records flow into FSM, EAM, ERP, and CRM without separate data entry work, so leaders can see
what is happening in the field as it happens. This is where the flywheel starts to turn. The operation is

collecting better field data.

© You are here if you trust your field data enough to compare it across crews, sites, and
asset classes.
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STAGE &
Intelligent.
As structured data accumulates, the operation can see patterns that would stay invisible when jobs are
studied in isolation. These patterns answer questions without being prompted, such as which crews close
jobs on the first visit, which job types generate rework, which assets show signs that precede failure, and
where compliance steps are not being followed. Leaders are able to make defensible decisions based on

timely field evidence rather than lag or gut. The second stage of the flywheel is turning. At this point, the

operation is surfacing unique insights.

© You are here if questions like “which crews close jobs on the first visit, and why?” can be

answered without a special data project.

STAGE 5§

#a Self-improving.

Insights flow back into the field. Workflows and procedures are updated from evidence, including which
data points are most useful for decision-making. Maintenance intervals adjust to the real condition of
assets. Technicians arrive at each job, faster and more capable by leaning on what the operation has
learned. With the loop closed, every job makes the next one better. The improvement compounds, too.
Your field data has become an operational asset that cannot be replicated by a competitor, because it's

based on things your technicians have seen and done on the ground.

© You are here if you can point to a change in how work is done that came from field data and

demonstrate its effect through your KPls.

THE MOST COMMON Attempting Stage 4 or Stage 5 initiatives, such as Al-driven

MISTAKE

insight, using Stage 2 data.
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FROM MANAGING A MOBILE FIELD SERVICE WORKFORCE

Where most service operations sit today

Most service organizations have digitized, but they still come up short on the structured data that field
intelligence needs. 56% of field service leaders describe their field data as adequate but inconsistently captured,
29% as fragmented across systems, and 9% as largely incomplete or unreliable. Those are the hallmarks of Stages
1and 2. Only 6% describe field data that is high quality, well structured, and actively used in analytics and Al.
That's the bar to get into Stage 3 and beyond.

THE WALL

Q%% ...

6%

STAGE 3 AND BEYOND

aea
288

STAGE 1 - STAGE 2 STAGE 3 - STAGE 4 - STAGE 6

® 56% 29% = 9% ® 6%

Adequate but inconsistently Fragmented across systems Largely incomplete or High quality, well structured,
captured unreliable and actively used

There’s a towering wall between Stage 2 and Stage 3 that few have
managed to clear, and many will remain G {Tc @ EL LG R A
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The maturity matrix

What each stage looks like across the five dimensions that decide whether an operation records its work or learns

from it.

STAGE FIELD DATA SYSTEMS

On paper orin Disconnected;
1 Documented paper-like files, kept

for the record

information re-
keyed by hand

Digital but
inconsistent, with

Partly connected,
2 Digitized with frequent re-

heavy free text entry

Standardized,
complete, and

Connected to
FSM, EAM, ERP,

attributed, captured
and CRM

at the point of work

Accumulatingintoa  Combined across
o Intelligent history unique to the

operation

systems for

analysis

Insight flows back
into field
workflows

Self-
improving of the loop

Better with every turn

DECISIONS

Lagging reports,
phone calls, and

experience

Reports
assembled by
hand and seldom

trusted

Current visibility
into field activity

Driven by
patterns in field

evidence

Continuous,
evidence-driven

improvement

TECHNICIANS

Work from
memory and
manuals

Fill in forms that
give little back

Guided through
consistent
workflows

Performance
compared; best
practice identified
and scaled

Arrive with the
operation's
accumulated
knowledge

Al READINESS

Not usable

Unreliable:
models learn the

gaps

Ready: clean,
consistent
records

Used to find
patterns and

predict failure

Compounding:
better data,
better models
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Crossing the boundaries

Stage1 — Stage 2

Stage2 — Stage3

THE WALL

Stage3 — Stage 4

Stage & — Stageb

Get the work off paper.

Move capture onto mobile devices so records exist digitally from the moment

the job ends. This step is necessary, and on its own it is not enough.

Structure the data at the source.

This is the hardest step and the most important one. Adding digital tools does
not magically fix inconsistent data. Structure has to be designed into how work
is captured, with standardized fields, required steps, and records that flow to

the systems that need them.

Map data points to outcomes.

Structured records show what happened on each job. To turn them into
insight, define the outcomes that matter most, such as first-time fix, repeat
visits, asset uptime, and compliance, and make sure field data captures what
drives them. Bring field records together with asset, work order, and customer
data, so patterns can be seen across jobs, assets, and crews rather than one

record at a time.

Close the loop.

Insight adds nothing until it changes how work is done. Build the habit of using
each finding as fuel for an updated workflow, procedure, or maintenance plan.

Make sure you're able to measure how the changes influence the outcomes.
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Self-assessment scorecard

For each statement, answer Yes, Partly, or No for your operation as it works today, not as it is planned.

STATEMENT

YES

PARTLY

NO

TRUECONTEXT

QP pigitized
Most field work is recorded digitally rather than on paper.

Completed records reach the office within a day of the job.

Any job record can be found without searching paper files or inboxes.

@ Structured

Field data is captured in standardized formats, such as required fields, ratings, and
picklists, rather than mainly free text.

Field records flow into FSM, EAM, ERP, or CRM without being re-keyed.

Every record is time-stamped, located, and attributed, including work done offline.

@ Intelligent

Leaders can see which crews or regions close jobs on the first visit, and which do not,
without a special data project.

Asset service history is used to spot the patterns that precede failure.

Operational decisions are made from current field data rather than lagging reports or
experience alone.

@ Self-improving

Workflows and procedures are regularly updated based on what field data reveals.

Technicians receive guidance at the asset based on its history and what the operation
has learned.

You can show measures such as first-time fix or repeat visits improving because of
changes driven by field data.

Scoring your operation. Count only Yes answers. You have THE TAKEAWAY

000

OO

0O O

0O 00d

0O

0O O

000

OO

0O O

reached a stage when you answer Yes to at least two of its three Wherever you land, the next action is the

statements and have reached every stage below it. Your maturity CELCE  cross the next boundary.

stage is the highest stage you have reached. If you have not
reached Stage 2, you are at Stage 1. Your Partly answers show

where effort will pay off first.
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architecture

Field intelligence is a layer with a defined job. It captures structured, complete data at the
point of work, routes it to the systems that need it, and carries context and insight back to
the field. It does not replace any system of record, nor does it ask the business to move
data that already has a home. What it asks of the stack, and what it gives back, comes

down to a handful of specific design decisions.

THE LAYER’S JOB

1 2 3

Capture Route Return

Structured, complete data at To the systems that need it Context and insight, back to

the point of work the field

A field intelligence layer neither replaces a system of record nor moves data that already has a home.
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What “structured” means

Structured data has a defined shape. Every data point has a type, a format, a set of allowed values, and a meaning

that stays the same across jobs, sites, and technicians. In practice:

Readings
Readings are numbers with units and
valid ranges, not text that happens to

contain a number.

Ratings
Ratings use a fixed scale, so “moderate
corrosion” means the same thing in

every region.

Conditions
Conditions and failure modes come from
controlled lists aligned to the asset

taxonomy, not free description.

Findings

Each finding is attached to the specific
component it concerns. A pump
inspection records the impeller, seal, and
motor separately, so each can be tracked

and compared on its own.

TRUECONTEXT

Master data

Assets, parts, and locations are selected

from master data or scanned.

Evidence

Photos, sighatures, and documents are
attached to the specific step or
component they support.

If a thousand records can be filtered, counted, and compared

The test for structure is comparability.

without anyone reading them first, the data is structured.

What “complete” means

A complete record contains everything needed to trust and use it without a follow-up phone call:

L Every required step is answered, including the follow-up steps an answer triggers. A severe corrosion rating

should require a photo and a measurement before the job can close.

2 Context is captured automatically: who did the work, when, where, on which device, and against which

version of the workflow.

1 Evidence is attached where it matters as a requirement.
« The reasoning is recorded along with the result: what was checked, what was ruled out, and why.
¥ Nothing is lost between the field and the office, including work done offline.

If someone who was not on site can understand, audit, and act on

The test for completeness is reuse.

the record without asking the technician, it is complete.
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The same job, recorded two ways

A typical record @ A structured, complete record

) Component selected from the asset
“Replaced valve assembly, 90 minutes, . . .
WHAT WAS DONE losed hierarchy; action: replaced; labor time
closed.”
recorded with start and end timestamps

Symptom: abnormal noise at startup.

Checked: seal pressure, actuator, valve

WHY Not recorded X
seat. Ruled out: actuator and seal, with
readings
Photo of the failed seat; pressure

EVIDENCE None readings before and after, within
operating range

. Technician, location, time, device, and

CONTEXT Technician name, added later . .
workflow version captured automatically

USABLE FOR . Yes: comparable with every valve job on

ANALYSIS o

that model

Al-READY, DEFINED - FIELD DATA IS AI-READY WHEN IT IS

Connected Governed

Structured Complete

Comparable without being Usable without a follow-up Joinable with asset,

read first

Traceable to who captured

it, when, and under which

customer, and work order
data

workflow
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Enforcing structure at the point of capture

Adding structure after the fact is laborious and prone to loss of context. Cleaning free text recovers only part of
what was recorded in the first place. If the reasoning behind a job is not captured, it cannot be reconstructed at

all. A field intelligence platform therefore enforces structure at the edge.

Typed fields and controlled vocabularies.

Each field accepts only its data type and allowed values, drawn from the organization’s own master data.

Validation on the device.

Ranges, formats, and required fields within the mobile forms app are checked while the technician works.

Conditional workflow logic.

The field service workflow adapts to each answer and shows follow-up steps only when they apply. Completeness
goes up while the effort asked of the technician goes down.

Reference data at the edge.

Asset lists, service history, parts catalogs, and customer details are pushed to the device before the job, so
technicians select or scan rather than type, even without a connection.

Automatic context.
Time, location, user, device, and workflow version are stamped on every record with zero additional effort from the

technician.

Offline-first operation.
All logic, validation, and reference data run on the device, and records sync with full integrity when a connection

returns. This is a baseline requirement in modern field service.

Al-assisted data capture.

Voice, photo, and document inputs are converted into structured fields, held to the same validation rules as
anything entered by hand.

Versioned workflows.

When a workflow changes, its version is recorded with each record, so data stays comparable over time.

A
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Where field intelligence sits in the stack

A field service stack typically has four layers: the field itself, with its technicians, assets, and sensors; the field
intelligence layer; the systems of record, such as FSM, EAM or CMMS, ERP, CRM, and EHS; and the data and

analytics layer, with its warehouse, Bl tools, and Al models.

Field intelligence sits at the intersection between the work and the systems that record it. Each system of
record remains the authority for its own domain. The asset master stays in EAM, the work order lifecycle stays

in FSM, and billing stays in ERP. Field intelligence supplies those systems with better data without competing
with them.

1@ s ¢~ Field work

10T Technicians, assets, and sensors

2. Structured records 1. Context to the device .
B. Insight returns

to the field
Field intelligence layer

Sits between the work and the systems of record

=3 =~ B b 4

Guided capture Offline-first Governance Integration
Typed and validated Full logic on device Audit-ready records Two-way connectors

3. Records, in each system's format \\/ 1. Work orders, asset history

FSM EAM / CMMS ERP CRM EHS

Jobs, dispatch Asset records Parts, billing Customers Safety records

4, Complete records, with metadata

@'\" Data and analytics

Warehouse, Bl, and Al models
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FIVE PATHWAYS

How data travels

Context in. Before the job, work orders and dispatch details come from FSM, asset hierarchy and service
history from EAM, contract and entitlement terms from CRM, and parts availability from ERP. The platform

pushes that context to the device, where it stays available offline.

o Capture at the edge. The technician completes a guided workflow, with structure and completeness
enforced on the device.

o Records out. On submission, the record is mapped to each destination’s schema and routed: completion
status and time to FSM; condition, readings, and failure codes to EAM,; parts and labor to ERP for billing;
proof of service to CRM and the customer; inspections and incidents to EHS. Each system receives data in

its own format without duplicate data entry.

o Analytics feed. The complete record, metadata included, flows to the warehouse, Bl tools, and Al models,
where it can be joined with data from every other system.

g Insight back. Findings reach the field through the capture layer itself. A revised procedure is published as
a new workflow version and synced to every device. A new threshold becomes conditional logic, so a
reading outside the range now triggers the right follow-up steps. Prior findings, recurring faults, and
service history are pushed to the device as reference data, so the next technician sees them at the asset
before starting work.

Simplify integrations with a single layer

Today, field data sits across ERP, CRM, FSM, EAM, CMMS, telematics, and GIS, stitched together point to point.
Each system uses its own data standard, so the data can't be compared. A field intelligence layer is one
bidirectional layer with one standard: each system connects once, and data flows out to the field and back in

through a single place. You maintain fewer connections across your tech stack without losing data connectivity.

TODAY WITH TRUECONTEXT

Field data spread across every system One layer in and out of the field

ERP | CRM | FSM | EAM  CMMS | erp J crm | Fsm | eam f cmms
Telematics / loT | | GIS Telematics / loT m

A single source of truth across systems, people,

Point-to-point connections. Different data standards that

can't be compared. customers, and assets.
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Why it takes a dedicated layer

Most organizations evaluating field intelligence already own tools that seem to cover part of it. Each common

alternative solves one piece of the problem, from a system built for something else.

APPROACH WHAT IT DOES WELL

Dispatch, scheduling, and

Extend the FSM mobile app
work order status

Mobile forms plus an integration

Digitizes capture quickly

platform

Fast to pilot, with promising

An Al | isting dat
n Al layer on existing data AIHAREA

Clean it up in the warehouse )
investments

Central analysis on existing BI

WHERE IT BREAKS

Built around the work order, not the work itself.
Structured capture, conditional logic, and offline
operation are shallow, and the data stays inside one
system.

Forms collect data but do not enforce a shared data
model. Every form-to-system connection is built and
maintained separately, and nothing returns to the field.

Only as good as the data it receives. It cannot add the
structure, context, or reasoning that was never
captured.

Cleanup recovers part of the data without any of the
reasoning. Insight arrives weeks late, with no path back
to the technician.

Structured, complete capture

A field intelligence layer

system, with insight returned

to the field

at the source, routed to every

Depends on technicians adopting it, which is why field-
first design is a requirement.

Governance stays in place

Field intelligence should add control across the entire

operation. A field intelligence platform should:

(SOC 2) (HIPAA) (FDA 21 CFR Part 11)

Produce a complete audit trail at submission: who did what,
when, where, and under which workflow version.

Protect submitted records from change, with a full history of

any edits.

Control access by role, down to individual workflows and
fields.

Respect each system of record’s permissions and its status as
the source of truth.

Hold the certifications your industry requires, such as SOC 2
for security controls, HIPAA where health information is
involved, and FDA 21 CFR Part 11 for electronic records in
regulated life sciences.
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PLATFORM CHECKLIST

The platform test

Use these questions to evaluate any platform that claims
to deliver field intelligence.

C] 1- Structured capture C] 2 - Conditional logic

Are fields typed, validated, and tied to our

master data on the device itself?

3 - Offline operation

Do all logic, validation, and reference data work

offline? Does sync preserve record integrity?

5 - Two-way integration
Can it pull context from and push records to
our FSM, EAM, ERP, and CRM in each system'’s

own format?

7 - Analytics-ready output

Can the complete record, metadata included,
flow to our warehouse, Bl, and Al tools in a
usable schema?

9 - Governance
Are audit trails complete at submission? Do

they hold the necessary certifications?

Does the workflow adapt to each answer, and
can operations teams change that logic
without IT?

4 - Automatic context

Is every record time-stamped, located,
attributed, and versioned without technician
effort?

6 - Respect for systems of record
Does it leave master data and governance

where they already live?

8 - Closing the loop
Can insights be returned to the field as
updated workflows and guidance at the asset?

10 - Built for the field
Was it designed for real field conditions, such
as gloves, glare, and no signal? Does it remove

steps for technicians rather than adding them?




and for whom?

Field intelligence produces one structured record per job that serves everyone connected
to the service operation. Nobody collects data twice for different audiences. However, each

role feels the change in different ways and places.

ONE RECORD, THREE WAYS YOU KNOW IT’'S WORKING

Technician Operations leader Executive

On the job In the numbers reviewed every In margin, risk, and growth
week

Less time on site Service margin

First-time fix rate

More jobs fixed on the first visit Cost to serve

Repeat visit rate Asset uptime against

commitments

Less time on documentation

SLA attainment

WHY THE TECHNICIAN COMES FIRST

Field intelligence depends on the people who do the work actively choosing to
capture it well.

A tool that makes their day easier enables the data layer to grow. Any friction felt in the field is friction

that’s magnified everywhere else.
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ROLE 1

Technicians

With field intelligence, technicians arrive prepared, with QRN INNGE THEE S RN R

the asset history, recent findings, and the likely fix already Whit has Beenidonaon this'assat

el

on the device, even with no signal. Guided workflows walk Bofora andwWHatwas found?

them through unfamiliar or high-risk work step by step,

allowing less experienced technicians to perform closer to
Do | have the right part?

the level of your best ones.

Documentation happens once, at the asset, with fewer

fields to fill and no re-entry at the end of the shift. Safety -=| How dolget through the

steps are part of the job rather than an extra form. And = paperwork and on to the next job?
what they record comes back to them as guidance on the

next visit, so their expertise counts.

WHAT THEY FEEL

Less time on site More jobs fixed on the first visit Less time on documentation

Fewer callbacks to the same problem For new hires, a faster path to working independently
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ROLE 2

Operations leaders

Operations leaders are the people accountable for how
the entire field performs. The questions they raise in
every operations review are hard to answer without

structured data.

Q1

FIRST-VISIT FIXES BY CREW

North 000000
South o000
East 00000000 BEST

West 00000

Which crews or regions consistently close jobs
on the first visit, and which don’t?

Q3

CRITICAL STEPS

° Lockout

[ 4. Gastest

o PPE check

| ° Sign-off

Are technicians following critical safety and
compliance steps, or skipping them?

Field intelligence makes those questions answerable,
continuously rather than through a special project.
Leaders see what is happening in the field as it
happens, compare performance across crews,

sites, and asset classes, and find the causes behind

the numbers.

WHAT THEY TRACK

First-time fix rate Repeat visit rate

Jobs completed per technician

Time to roll out a procedure change

Mean time to repair

TRUECONTEXT

Q2

REPEAT VISITS - SAME FAULT

SEAL JOB

e —0 o o

Which job types generate the most rework,
repeat visits, or escalations?

Q4

MAINTENANCE INTERVAL

SET BY CONDITION

OVER UNDER

Are maintenance intervals appropriate, or are
assets being over- or under-serviced?

When a procedure needs to change, a single workflow

update reaches every technician in every region at

once, and its effect on the numbers is measurable.

SLA attainment

Workflow and compliance completion rates
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Q1

PROOF OF VALUE

(" Yptine CONTRACT

(+ Response

(n/ Failures avoided

Can we prove the value our service delivers, well
enough to price it accurately?

Q3

EXPOSURE

L

~

What is our current exposure on open
compliance exceptions?

Field intelligence turns service from a cost that is

hard to explain into an operation that can show what

it delivers. Verified records of uptime, response, and
failures avoided support outcome-based contracts

and pricing.

WHAT THEY MEASURE

TRUECONTEXT

ROLE 3

Executives

Executives see field intelligence in the questions that

shape strategy and risk.

Q2

AUDIT TRAIL

v 08:14:02 Reading - 42 psi
v 08:16:47 Photo attached
v 08:21:10 Signed off - v3.2

Can we produce a complete, timestamped audit

trail for any job, any site, any technician?

Q4

DATA THE Al RECEIVES

[} L5
® a'! +E
4 Al [
@ ' 5 L
STRUCTURED =

Will our Al investments pay off, or are they built
on data that cannot support them?

Productivity gains add capacity without adding
headcount. Compliance becomes provable rather than
reconstructed. And as experienced technicians retire,

their knowledge and expertise stay.

Service margin Cost to serve Service revenue and renewals Asset uptime against commitments

Incident rates Customer satisfaction Return on analytics and Al

6 - WHAT DOES FIELD INTELLIGENCE CHANGE, AND FOR WHOM?
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Five outcomes and what they mean for each role

The field intelligence flywheel produces five outcomes. Each one means something different depending on where

you sit.

OUTCOME

TECHNICIAN

OPERATIONS LEADER

EXECUTIVE

Al-ready data

Better field execution

Safer technicians

Healthier assets

Greater customer
satisfaction

Records completed once, at the
asset, with no re-entry

Arrive prepared, guided
through unfamiliar work

Safety steps built into the job;
hazards escalated in real time

Data trusted enough to
compare crews, sites, and
assets

Higher first-time fix, fewer
repeat visits, consistent work
across regions

Proof that critical steps are

completed by every team

Asset history and warning signs Maintenance intervals set by

at hand

Fewer return trips to the same

problem

real asset condition

Fewer escalations; proof of

service at job completion

Analytics and Al built on data
that can support them

More capacity without more
headcount; lower cost per job

Lower incident rates and
regulatory exposure

Higher uptime and evidence-
based replacement decisions

Stronger renewals and
outcomes that can be priced
better
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Why so many KPlIs have plateaued

Most service organizations have already invested in
the logistics of field work, with separate powerful plat-
forms for scheduling, dispatch, routing, and mobile
forms. Those investments delivered real gains and
then flattened. They optimized who goes where

and when.

How field intelligence moves each KPI

KPIl - OWNER WHY IT PLATEAUS

Systems built around the work order cannot see what
happens at the asset, so they cannot improve it. What
still separates a good job from a bad one happens at
the asset: how a fault is diagnosed, which procedure is
followed, what the technician knows, and what was
learned on the last visit. Field intelligence works on the
job itself, which is why it moves metrics that logistics

optimization has stopped moving.

HOW FIELD INTELLIGENCE MOVES IT

First-time fix rate
OoPS

Repeat visits and
callbacks
oPS

Mean time to repair
TECH - OPS

Jobs per technician
per day
OPS

Time to competency

for new hires
OPS - EXEC

Compliance and audit

findings
OPS - EXEC

Work-order-to-invoice

cycle time
OPS - FINANCE

Asset uptime
EXEC - OPS

Incident rate
EXEC - OPS

Service margin and
cost to serve
EXEC

Technicians arrive without the asset’s
history, the right part, or guidance for
unfamiliar faults

Fixes treat symptoms, and the reasoning
behind them is never recorded

Diagnosis starts from scratch; time is lost
looking for information

Time lost to paperwork, re-entry, waiting
for information, and return trips

Expertise lives in experienced
technicians’ heads

Evidence is assembled after the fact;
skipped steps go unnoticed

Incomplete records and re-keying delay
billing

Maintenance follows the calendar; early
warning signs go unrecorded or sit in

free text

Hazards are reported late, or not at all

Costs from repeat visits, admin, and
reactive work are invisible in aggregate

History and likely fixes reach the device before the
job; parts patterns improve truck stock; repeat-
failure patterns change procedures

Structured findings link each callback to its
original job, revealing which fixes do not hold

Guided diagnostics and prior findings at the asset,
available offline

Documentation done once at the asset; fewer
return visits

Guided workflows carry the best technicians’
practice; captured reasoning becomes guidance

Required steps and evidence enforced at capture;
complete audit trail at submission

Complete records routed to ERP on submission
Structured condition data reveals what precedes
failure; intervals adjust to real condition

Safety steps that cannot be skipped; real-time
hazard escalation from the field

Each driver above becomes visible, measurable,
and fixable

“
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How the flywheel creates real impact

These results are reported by TrueContext customers. Each comes from a specific mechanism, not from

technology alone.

THE MECHANISM THE RESULT

(o)
Complete service data captured at every touchpoint 30 /0

higher asset uptime

Q.

(o)
@ Earlier hazard escalation from real-time field data 25_50 /0

fewer incidents

o
2@ Proof of service automated at job completion 50 /0

fewer customer inquiries

)
(R Predictive maintenance and higher first-time fix 15_25 /0

less fuel and travel

"® A shift from reactive to proactive maintenance 10_20%

lower service costs

GLOBAL MEDICAL DEVICE MANUFACTURER
$6 M I Installation and maintenance workflows connected to Salesforce, SharePoint,

RETURN IN 3 YEARS Power Bl, and Azure.
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Making it real: how.to
field intelligence

Field intelligence is not a one-click software install. If the goal is to evolve the operation, so
should the individual actions that comprise it. It changes how you capture your own work

and what you do with it, and that should follow a calculated sequence.

FOUR STEPS. YOUR CONCRETE PATH TO FIELD INTELLIGENCE.

PHASE 1 - PREPARE PHASE 2 - PROVE PHASE 3 - SCALE PHASE 4 - COMPOUND

Start narrow Prove value Scaleon a Make
against a shared data improvement a
baseline model routine

When programs slow down or come to a complete halt, the cause is rarely
the field team.

Most failures trace back to rollout, ownership, and sequence. Start narrow, prove value against a baseline, scale on

a shared data model, then make improvement a routine.
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Five calls to make before the first workflow goes live

Start where the pain is visible and the volume is high.

The first workflow should run daily or weekly s TRONDEIRaT CHOICRS

across many technicians. This way, patterns . . . )
Preventive maintenance inspections on a

appear quickly, and any workflow change can .
high-volume asset class - Safety or

address a cost people already feel. : : ; .
regulatory inspections with audit exposure -
Installation or commissioning work where

billing waits on paperwork

AVOID RARE, ONE-OFF JOBS

They are often the most painful, but they

produce too few records to learn from.

Start from the existing form, but don’t stop there.

Al can now convert an existing paper or digital Rk AR URARD M - TRStNIEIANE

form into a structured draft workflow in minutes, Freetext — Set choices
with conditional logic already in place where the
form implies it. Use the time saved to improve i — Required steps
the draft with the people who will use it.
tocatterms — The shared vocabulary
A form converted and deployed unchanged
only digitizes the gaps that came with etnestraﬂs-aeked-foﬁhe‘ . T——
the original. sakeofasking

Connect what the first use case needs, and nothing more yet.

For most first workflows, that means FSM, plus

EAM if the work is asset-centric or EHS if it FSM EAM EHS

Always If asset- If safety-

is safety-critical. Two well-built integrations centric critical

that deliver measurable value beat ten half-

finished ones.
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Set the data model once.

Before the first workflow goes live, agree on the four lists every workflow will share. Every
subsequent workflow then uses the same lists, so its data can be compared with everything
before it.

ONE SET OF LISTS FOR EVERY WORKFLOW 1 WORKFLOW 2 WORKFLOW 3
WORKFLOW

Asset IDs - Drawn from EAM

Failure and cause codes - One
list

Actions - One list

Rating scale - A written definition
for each point

Measure from a baseline.

Pull the last three to six months of the KPlIs the U T T o T e o e

first workflow should move from FSM, billing, MAnTES

and audit records. If current records are too thin FSM  Biling  Auditrecords Go live

to trust, measure a sample instead. . . .
R Records too thin? Sample instead: time a set of

Without a baseline, a successful pilot cannot jobs, count callbacks, and check how many
prove it was one. records need follow-up before they can be closed.

Seeing outcomes at three different speeds

Value shows up on the job first, then across assets, then across the operation.

LEVEL 1- WEEKS LEVEL 2 - MONTHS LEVEL 3 - WITHIN THE FIRST YEAR
On the job Across assets Across the operation

Gains show up within weeks: Patterns need enough history to  Revised maintenance strategies or

higher record completion rates, be meaningful, which takes new service offerings typically
less documentation time, and anywhere from a few weeks to follow within the first year.

faster invoicing. several months depending on job

volume and asset fleet size.

The learning curve. Plan for a short learning curve as technicians adopt new workflows. Visible support in the first

weeks, with field champions, a fast way to report problems, and quick fixes, keeps that dip short.
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Start narrow, prove it, then scale

Typical timing varies with scope and integrations. Here is what gets done in each phase, who is involved, and

when it is ready to move on.

& b
L e

MONTH 1

PHASE 1-FIRST 4 TO 6
WEEKS

Prepare
Pick one workflow, set the

baseline

WHAT GETS DONE

Sponsor and field data
owner named

First workflow chosen
Baseline pulled

Existing form converted to
a draft and refined with
technicians

Shared vocabularies
agreed

Data mapping specified for
the first systems

WHO IS INVOLVED
Executive sponsor - Field
data owner - Pilot
operations manager - Two
or three technicians - An IT
owner for each system

READY TO MOVE ON
WHEN

The baseline is
recorded, technicians
have signed off on the
workflow, and the
mappings are specified.

MONTH &

MONTH 8

PHASE 2 - MONTHS 2 TO 4

Prove

One team, real data,
measured results

WHAT GETS DONE

Workflow live with one
team or region

FSM connected, plus EAM
or EHS where needed

Weekly review of a sample
of records

Weekly workflow fixes
from technician feedback

KPIs tracked against
baseline

Readout to the sponsor at
the end

WHO IS INVOLVED
Pilot crew - A field
champion - Field data
owner - Pilot operations

manager

READY TO MOVE ON
WHEN

Sampled records meet
the minimum record
richness with no follow-
up needed, KPIs have
moved against the
baseline, and
technicians would not
go back.

PHASE 3 - MONTHS 4 TO
12

Scale
More workflows and
regions, one data model

WHAT GETS DONE
Rollout region by region

Next workflows added on
the same vocabularies

Remaining systems
connected

A champion trained in
each region

New workflows pass a
short design review

WHO IS INVOLVED
Regional operations
managers - Field

champions - IT owners

READY TO MOVE ON
WHEN

Data from every region
can be compared
without cleanup,
integrations run without
manual intervention,
and every region has a
champion.

TRUECONTEXT

MONTH 12+

PHASE 4 - FROM MONTH 9
ON

Compound
Findings become workflow

changes

WHAT GETS DONE

Monthly review where
findings become workflow
changes with owners and
dates

Quarterly KPI report to the
sponsor

Records feeding the
warehouse and Bl

Al use cases chosen only
where data richness meets
the bar

WHO IS INVOLVED
Field data owner -
Operations leaders -
Analytics team

WORKING WHEN
Each quarter, specific
improvements can be
traced back to field
data.
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The flywheel runs on two-way data

Context coming in makes each job better, and records going out make patterns possible. This map turns the
reference architecture into a build list: what each system exchanges, why the flywheel needs it, and when to

connect it.

SYSTEM PULL IN BEFORE THE JOB SEND BACK AFTER THE WHY THE FLYWHEEL CONNECT

JOB NEEDS IT

Job status, start and end

Work order ID, job type, Links every record to a

FSM o . times, outcome (resolved, .

priority, customer and site, job, so outcomes can be Phase 2 - always
Field service . follow-up needed, or . . i

scheduled window, tied to job types, crews, first
management ) o escalated), follow-up

assigned technician and customers

requests
. Condition ratings, e Ao
Asset ID and hierarchy, ) ) . ) Turns individual findings
. readings with units, failure

EAM or CMMS model and install date, into asset health trends, Phase 3 - Phase 2 if

Asset management

service history, open

and cause codes,

and puts history in front of

asset-centric

components serviced or

defects, maintenance plan the technician

replaced

Connects field work to
Phase 3 - Phase 2 if

faster billing is the

ERP
Parts, cost, and billing

Parts catalog, truck stock, Parts consumed, labor cost and revenue, so

pricing hours, billable items improvements show up in aosl

margin

Gives customers proof of

Contract and entitlement  Proof of service, customer

CRM

Customers and

p Phase 3 - once the
) ) what was done, and gives
terms, SLA, customer signature, service report, ] pilot has proven
contracts the evidence to .
case updates UL

price outcomes

contracts contacts, open cases

Makes safety steps

Permit requirements, site  Completed safety checks,

EHS

Environment, health,

Phase 3 - Phase 2 if

safety-critical

enforceable on the job,

incidents, near misses, Lo
and turns incidents and

hazards, safety

and safety procedures hazard reports

near misses into patterns

Holds the full record in

Data warehouse
one place, so patterns can

or Bl
Analytics

Complete records with all

Nothing before the job metadata, including fields ) Before Phase 4
be found across every job,
no system of record stores

asset, and crew
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Whatever the workflow, it needs a common core

Each record needs the same core fields. This way, data from different workflows and systems can be joined

and compared.

THE TWO IDS THAT LINK EVERYTHING

Without the work order ID and asset ID, a record cannot be joined to anything else, and the flywheel has
nothing to surface insights from.

FIELD RECORD HOW IT IS CAPTURED

1 Work order ID Links to the job in FSM
2 Asset ID and component Links to the asset in EAM
3 Technician, start and end time, and location Captured automatically
4 Reason for the visit or symptom From a set list
5 Findings Condition ratings and readings with units
6 Action taken and parts used From set lists
7 Outcome Resolved, follow-up needed, or escalated
8 What was checked and ruled out From workflow sequence
9 Photos Attached to the finding they support
10 Workflow version Stamped on every record
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Problems show up as symptoms well
before they show up in the numbers

SYMPTOM

1 Technicians use the new
workflow, but the data is
still inconsistent

2 Adoption is slow or
uneven across crews

3 The pilot succeeds but
doesn’t scale

4  The integration project
drags on for months

5§  Each region builds its own
workflows, and the data
cannot be compared

6 Al pilot does not deliver
against expectations

7  Plenty of data, but the
numbers stop moving
after launch

LIKELY DIAGNOSIS

The existing form was converted and
deployed without being refined: free
text where choices belong, optional
fields that should be required.

Rollout was treated as a software
install, technicians were not involved in
workflow design, or the tool added

steps.

No executive sponsor, no owner for
field data, or results that were never
turned into a business case.

Too many systems connected at once,
or mappings rebuilt for every workflow.

No shared data model and no review of

new workflow designs.

Al was introduced before the data was

ready.

The program was run as a project with
an end date, with no established or
enforced routine for acting on findings.

HOW TO FIX IT

Redesign capture with controlled choices,
required steps, and conditional logic.
Review a sample of records every week
during the pilot.

Bring technicians into design, recruit field
champions, and show technicians what

comes back to them.

Name a sponsor and an owner before
launch, measure the pilot against its
baseline, and write the scale plan before
the pilot ends.

Connect only what the current phase
needs, and define each system’s mapping
once for reuse.

Standardize vocabularies (e.g. what does
severe corrosion look like?) and naming,
and route new workflows through a short

design review.

Audit field data quality before investing

further in Al, and fix capture first.

Set a standing review with named owners
and dates for each workflow change, and
report KPI movement to the sponsor
every quarter.
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CHECKLIST

What to complete in the first 30 days

[:] 1 Name an executive sponsor and a single owner for field data.
D Choose the first workflow: high volume, a problem people already feel, and an outcome you can
2
measure.
D . Record baseline KPIs for that workflow, such as first-time fix, repeat visits, time on site,

documentation time, invoice cycle time, or compliance completion.

D Pull ten closed records from that workflow and ask whether someone who was not on site could tell
why the work was done the way it was.

D 5 Bring two or three technicians into redesigning the workflow.
D 6 List the systems the workflow must pull context from and send records to, and who owns each one.
E] 7 Agree on shared vocabularies: asset types, components, failure codes, and rating scales.
D 8 Define what success at the end of the pilot looks like, and the decision it will support.

Plan support for the first weeks of rollout: field champions, a fast way to report problems, and quick
D * fixes.
E] 10 Schedule the first review where findings will become workflow changes.
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Where field intelligence
goes from here

For two decades, field service technology has been very good at one thing: automation. Paper moved
to screens, jobs were routed to the right technician, and data moved downstream without anyone re-

keying it. That was real progress. The next leap is toward cognition.

Field service beyond automation

An automated workflow executes a task without Field intelligence is what lets the operation know. With
knowing what the task means. It records that a reading a structured history behind it, the same reading carries
was 4.2 and passes it on, with no opinion on whether meaning — even prediction. A reading of 4.2 runs high
4.2 is normal. for this asset model, sits within the normal range for

this climate, and matches what this asset showed in

the eight weeks before its last failure.

AUTOMATED WORKFLOW WITH FIELD INTELLIGENCE

4 2 High - For this asset model
@

Normal - For this climate
Recorded and passed downstream. No

Pattern - Matches the eight weeks before its last
failure

standardized view on whether it is normal.
That judgment rests on the individual

technician.

The number is identical. What the operation can do with it is not.
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From systems that process the work
to systems that reason about it

That’s where field intelligence is taking service operations.

1 From recording to Instead of storing a finding, the system flags the potential failure that
advising. the finding points to. It also suggests the part that a specific model
typically needs when it starts exhibiting specific symptoms and routes
the job to the technician who's historically strongest on this type of

work.

2 From fixed scripts to A workflow written in advance assumes conditions will hold, and in the
responsive workflows. field they rarely do. Thresholds stop being numbers set once in an
office and become ranges informed by what the whole fleet is showing.
The workflow branches, escalates, or simplifies based on the situation

in front of the technician, instead of the conditions the template

imagined.
3 From individual Reasoning is the connective tissue that explains the why of all field
judgment to shared activity. Capturing this, too, beyond the usual outcome findings, allows
judgment. you to scale judgment that used to belong to a few experienced

technicians to the entire operation, without the skills being distorted

as they travel through your workforce.

Al goes only as far as the field record allows =~ From organization to learning organism

Al will accelerate each of these shifts, but the leap you This is where the move from organization to learning
make is only as big as the record allows. Operations organism leads. An organization processes its work. A
that build that record now will have systems that can learning organism senses what is happening,

reason about the realities that the data represents. The  understands what it means, and changes how it acts,
rest will have systems that describe the past fluently on every job and at every level, with a consistency no

while understanding nothing about why it happened. single person could sustain.

“In the past, automation kept service operations running. Today,
field intelligence enables them to learn.”
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Build the record your
operation learns from.

See how TrueContext captures structured data at the point of work, surfaces what it

means, and puts it back in the hands of every technician on the next job.

% truecontext

The Definitive Guide to Field Intelligence, 2026. Figures
cited from The State of Field Service in 2026 and Managing
a Mobile Field Service Workforce unless otherwise noted.



